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Gioi thiéu sach

Nguyén ly thitt Nam dugc Tap chi THE FINANCIAL TIMES vinh danh
la mét trong ndm quyén sdach kinh doanh hay nhdat cua moi thoi dai

Tac pham kinh dién ban chay nhat ctia Peter Senge, Nguyén ly thi
Nam, dvgc tai ban dya trén muoi lam nam kinh nghiém ap dung nhitng y
twdng trong sach vao thyc tién. Nhw Senge lam ro, trong dai han lgi thé
canh tranh bén vitng duy nhat la kha nang hoc héi nhanh chéng hon so voi
doi tha canh tranh. Nhitng cau chuyén quan ly trong sach cho thay nhiéu y
twong cot 16i trong Nguyén ly thit Nam, von dugce xem la cap tién trong lan
xuat ban dau tién nam 1990, nay da hoa nhap sau sac vao quan diém ciing
nhw vao thuc té cong tac quan ly ctia nhiéu nguoi.

Trong Nguyén ly thit Nam, Senge cho thdy nhiéu cong ty dwoc giai
thoat khoi tinh trang “thiéu nang hoc tap” von de doa hiéu qua kinh doanh
va thanh cong ctia ho bang cach 4p dung nhitng chién lwgc cua cac t6 chitc
hoc tap - nhitng cong ty cho phép cac mo hinh tv duy méi va mé rong phat
trién, hinh thanh cam hing tap thé, va moi ngwdi lién tuc hoc cach tao ra
nhitng két qua ho that si khao khat.

An ban duwgc bé sung va cdp nhat tir nha xudt ban Currency cta tac
pham kinh doanh kinh dién lan nay gobm hon mdt tram trang noi dung ma&i
dwa trén nhitng cudc phong van véi hang ta nhitng nha thye hanh nguyén ly
thi nam & cac cong ty nhw BP, Unilever, Intel, Ford, HP, Saudi Aramco, va
nhitng t6 chitc nhe Roca, Oxfam, va Ngan hang Thé gidi. An ban nay bao
gom mot Loi néi dau mdéi vé thanh cong ma Peter Senge da dat duwgc véi
nhitng t6 chitc hoc tap tr khi quyén sach ra doi, ngoai ra con c6 mot so
chwong méi vé Sy thoi thic, Nhitng chién lwge, Cong viéc méi cia Nha
lanh dao, Nhitng cong dan hé thong, Nhitng bién gidi (cac chwong tir 13
dén 17
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Hiéu ro6 cac noi dung chinh cia cac nguyén ly Senge dé ra trong
sach sé giap ban:

- Khoi dong sv hoc tdp chan thanh boi nhitng nguoi tdp trung vao
nhitng muc tiéu that sv’ co y nghia vdi ho.

- Bdc cau cho tinh than lam viéc tdp thé chuyén thanh sdng tao tdp thé
- Gidi phong ban khéi viéc bi cam tu trong cdc gid dinh va thanh kién.

- Day ban cdch nhin ca khu rirng lan cdc cay riéng Ié.

- Ngtrng su xung dot gitr thoi gian cho céng viéc va thoi gian riéng tw

PETER M.SENGE la mét gidng vién cao cap & Truong Quan ly Sloan,
Hoc vién MIT va la Nha sang lap HoGi Hoc tap To chic (Society for
Organizational Learning - SoL). Ngoai quyén Nguyén ly tht nam, ong la
dong tac gia cua nhiéu tdc pham khac nhw S6 tay Thye Hanh Nguyén ly thi
nam - The Fifth Discipline Fieldbook (1994), cung viét v&i cac dong
nghiép la Charlotte Robert, Richard Ross, Bryan Smith, va Art Kleiner; Vii
diéu Thay doi - The Dance of Change (1999) vGi George Roth; Nhitng
Ngoi Truong Hoc tap - Schools That Learn (2000) véi Nelda Cambron
McCabe, Timothy Lucas, Bryan Smith, Janis Durton va Art Kleinerl; Sy
Hién dién - Presence (2004) vdi C.Otto Scharmer, Joseph Jaworski va Betty
Sue Flowers. Senge ndi tiéng la mot trong nhitng nha suy nghi d6i méi nhat
veé quan 1y va lanh dao trén thé gi¢i. Ong da nhan bing C¥ nhan vé k¥ thuat
tir dai hoc Stanford, bang Thac si vé M6 hinh héa cac hé théng xa hoi va
Tién si vé quan ly t* Hoc vién MIT.

Bdo Chi Gioi Thiéu
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Vao mot bubi sang lanh 1€o, khong may trong thang 12 nam 1903, tai
Kitty Hawk, Bac Carolina, chiéc mdy bay mong manh ctia anh em Wilbur
va Orville Wright da chitng minh rang viéc bay lwgn bang dong co la kha
thi. D6 1a phat minh ra may bay, nhung phai mat hon 30 nam sau dé cac
phién ban thuwong mai dugc dwa vao phuc vu rong rai.

Cac k¥ su cho rang mot y twédng mai duwgce “phat minh” khi né da dugc
chitng minh 14 c6 thé hoat dong trong phong thi nghiém. Y twéng bié mot
“cudc cach mang” chi khi n6 cé thé dugc tai tao chac chan trén quy mo co
hiéu qua véi chi phi thich hgp. Néu y twéng rat quan trong, vi du nhw dién
thoai, may vi tinh, hay may bay, thi né dugc goi la “cudc cach mang co
ban” va no tao ra mot nganh mé&i hay bién d6i mdt nganh hién hitu. Theo
nhitng y nghia d6, t6 chitc hoc tdp da dwoc phat minh, nhung chua tré
thanh cudc cach mang.

Trong k¥ thuat, khi mét y twdng di t* mot phat minh dén mot cudc
cach mang, nhitng “ky thuat thanh phan” khac nhau ctung xuat hién. Noi 1én
tir nhitng sy phat trién rodi rac trong cac linh viec nghién cttu riéng biét, cac
thanh phan do tr tir hinh thanh mot sy két hgp dong bd cta cac ky thuat
thiét yéu déi vGi nhau. Chitng nao ma sy két hgp do chwa hinh thanh thi y
twdng, mac du kha thi trong phong thi nghiém, van khong dat duwgc tinh kha
thi trong thuc té[1].

[1] Tdc gid cam on Alan Graham (doéng nghiép tai MIT) vé y tudng
rang mot cdch tdn that sy xdy ra théng qua viéc gan két nhitng cong nghé
khdc nhau thanh moét suw két hop dong b6 moi. Xem A.K. Graham “Software
Design: Breaking the Bottleneck”, IEEE Spectrum (03/1982) trang 43-50;
A.K. Gramham va P. Senge “A Long Wave Hypothesis of Innovation”,
technological Forecasting and Social Change (1980) trang 283-311

Anh em nha Wright da chitng minh viéc bay lwgn bang dong co la c6
tinh kha thi, nhung chiéc McDonnel Douglas DC-3, duwgc gigi thiéu nam
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1935, méi 1a sy khdi dau cta ky nguyén di lai bang may bay thwong mai.
Chiéc DC-3 la chiéc may bay dau tién ty van hanh vé mat kinh té hoc cling
nhw khi dong hoc. Trong su6t 30 nam do (thoi gian dién hinh dé ap 0 mot
cudc cach mang co ban), vo s6 thit nghiém may bay thwong mai da that bai.
Ciing nhw nhitng thir nghiém ban dau vai to chirc hoc tap, nhitng chi€c may
bay dau tién cling khong dang tin cdy va c6 hiéu qua vé mat chi phi trén
quy mo thich hgp.

Chiéc DC-3, lan dau tién, két hogp 5 ky thuat thanh phan dé tao nén
mot sy dong dién thanh cong. D6 1a: canh quat c6 thé thay doi do cao, thiét
bi ha canh c6 thé xép lai, két cau than may bay bang vat liéu nhe dwoc goi
la “monocque”, dong co lam mat bang sitc gid, va canh may bay. Dé thanh
cong, chiéc DC-3 can ca nam yéu td, thiéu mot cling khong dwge. Mt nam
sau, chiéc Boeing 247 dugc san xuat ma khong c6 canh may bay. Cac ky suw
ctia Boeing kham pha ra may bay ma khong c6 canh sé mat thang bang khi
ha cach hodc cét canh, va ho phai gidam kich c& ctia dong co.

Ngay nay, toi tin la c6 nam yéu t6 thanh ph dan hdi tu dé déi mdi cac
t0 chitc hoc tdp. Qua sy phat trién tirng phan, moi yéu t6 sé chitng minh
tinh thiét yéu véi thanh céng cua yéu té6 khac. Moi yéu té sé dam bao mot
phwong dién quan trong trong viéc xay dung cac té chitc co thé that su “hoc
tap”, cé thé khong ngirng day manh nang lwc cta ching dé nhan ra khat
vong cao nhat cta ching:

Suy nghi hé thong (Systems Thinking). Mot ddm may tu lai, bau troi
toi sam, la cay bay lén cao, va ching ta biét troi sap mwa. Chiing ta ciing
biét con dong sé lam dong nwdc ngam chdy xa hang dam, va bau troi sé lai
twoi sang vao ngay mai. T4t cad nhitng s kién do khong lién quan vGi nhau
vé mat thoi gian va khong gian, nhung ching lai cung két n6i trong mot
mau hinh giong nhau. Méi sy kién c6 mot anh hwéng véi nhitng sy kién
con lai, va anh huéng thwong khong 10 ra bén ngoai. Ban chi c6 thé hiéu

https://thuviensach.vn



dwgc hé thong mwra dong bang cach suy ngam trén tong thé chit khong phai
trén tirng phan riéng 1é cta hién tuwgng.

Kinh doanh va nhitng n6 lyc khac cia con ngudi ciing la nhitng hé
thong. Chung ciling bi gigi han bdi nhitng mang ren vo hinh tao bdi cac
hanh dong twong quan, thuong mat hang nam dé hoan toan thé hién tac
dong dén nhau. Vi ty ching ta 1a mot phan ctia mang ren do, viéc nhin tong
thé sy thay do6i cang kho gap doi. Thay vao do, ching ta c6 xu hwéng tap
trung vao hinh anh tirng phan co 1ap cua ca hé thong, va tw hoi tai sao van
dé sau sac nhat cua ching ta dwong nhw khong bao gio c6 thé duge giai
quyét. Suy nghi mot cach c6 hé théng la mot co cau khai quat, mot phan
kién thitc va nhitng cong cu c6 thé phat trién trong 15 nam qua, dé lam cho
toan bo hinh mau r6 rang hon, va gitip chiing ta biét cach thay déi ching
hiéu qua.

Madc du nhitng cdng cu con méi, thé gidi quan bén trong hét sitc truc

giac; nhung nhitng thit nghiém véi tré em cho thidy chiing hoc cach suy
nghi hé thong rat nhanh.
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Muc luc

LOI GIOI THIEU DANH CHO AN BAN MOI
HE THONG QUAN LY DANG THINH HANH
THOI CUA CAC TU TUONG DOI LAP
TIENG NOI CUA NGUOI DI TRUOC

va cach Chung ta thay déi diéu d6
CHUONG 1: “HAY CHO TOI MOT DON BAY DU DAL..
VA BANG MOT TAY TOI CO THE NANG CA THE GIOI”
CHUONG 2: TO CHUC CUA BAN CO BILTHIEU NANG

CHUONG 3: TU NHAN TRONG HFE THONG HAY

TRONG SUY NGHI CUA CHINH MINH?
PHAN II: Nguyén Iy th* ndm: Nén tang cta t6 chitc hoc tap

CHUONG 4: NHUNG QUY LUAT CUA NGUYEN LY
THU NAM

CHUONG 5: MOT SU THAY DOI TU DUY

CHUONG 6: KHUON MAU TU NHIEN: NHAN DANG
CAC MO HINH DIEU CHINH SU KIEN

CHUONG 7: SU TANG TRUONG TU DUY TRI HAY TU

GIOIL HAN

CHUONG 8: SU HOAN THIEN CA NHAN

CHUONG 9:

CHUONG 10: TAM NHIN CHUNG

CHUONG 11: HOC TAP THEQ NHOM
PHAN IV: Nhitng suy ngam tir thirc hanh

CHUONG 12: NHUNG NEN TANG

CHUONG 13: SU THOI THUC

CHUONG 14: NHUNG CHIEN LUQC
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CHUONG 15: CONG VIEC MOI CUA NHA LANH DAO
CHUONG 16: NHUNG CONG DAN HFE. THONG
CHUONG 17: NHUNG BIEN GIOI
PHAN V: Doan cudi
CHUONG 18: CAI TOAN THE KHONG THE TACH ROI
PHU LUC 1: CAC NGUYEN LY HQC TAP

PHU LUC 3: TIEN TRINH HINH CHU U
LOI CAM ON
PETER M.SENGE
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LOI GIOI THIEU DANH CHO AN BAN
MOI
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HE THONG QUAN LY PANG THINH HANH

Vao mua xuan nam 1990, ngay sau khi viét va bién tdp xong an ban
dau tién cua Nguyén 1y thit nam va chuan bi xuat ban, t6i dwgc Nha xuat
ban Doubleday trao doi vé viéc nén dé ai viét 10i nhan xét & bia sach. La
mot tac gid lan dau tién c6 sach duwgce xudt ban, toi chwa hé nghi dén viéc
nay. Sau khi suy nghi, t6i nhan thdy khong ai c6 thé lam viéc nay tét hon
Tién s W. Edwards Deming, nguwoi dugc vinh danh trén toan thé gidi la nha
tién phong ctia cudc cach mang quan ly chét lwgng. Toi chuwa tirng thay ai
cO anh huwong 16n nhw ong trong linh virc quan ly. Nhung toi lai chua ting
dugc tiép xuc v6i Deming. T6i ngai la mot 14 thw dé nghi nhw thé tir mot
tdc gid vo danh, lai néi vé mot linh viec ma Deming khong chuyén, sé
khong dwoc tra 10i. May man 1a, qua moi quan hé ban bé quen biét 1an nhau
tlr cong ty Ford, mot ban thao cua t6i da dugc gii dén 6ng. Vai tuan sau do
toi da hét sitc ngac nhién khi nhan dugc mot 1a thw giti dén nha.

b6 la mdt 14 thu ngan dugce Tién si Deming gti cho t6i. Boc qua dong
dau tién, t6i ngac nhién dén nin thé. Diéu ma ong viét, vé mat nao do, la
van dé ma t6i da c6 gang néu trong 400 trang viét cia minh. T6i rat bat ngo
la 6ng c6 thé nam bat van dé nhanh chéng va rd rang dén thé & do tudi caa
minh (khi d6 Deming da gan 90 tudi). Khi doc toan bd ndi dung ong viét,
toi tUr tr nhan ra ong da lam ro ra mot 16p quan hé sau hon, mot cong viéc
16n hon nhitng gi ma t6i da hiéu trudc day:

Hé thong quén ly dang thinh hanh ctia chiing ta da va dang tan pha con
nguwoi. Nguwoi ta dugce sinh ra v6i dong co tu nhién, syt trong, nhan pham,
su hiéu hoc, y thich tim hiéu. Nhitng anh hwdng tan pha con ngudi bat dau
tir khi chiing ta con la nhitng cau bé tap di cho dén khi chiing ta vao dai hoc

https://thuviensach.vn



- nhu 1 giai thudng cho trang phuc héa trang 1é hoi Halloween, diém s6
trong treong hoc, cac ngoi sao vang. Trong cong viéc, con nguoi, cac doi
nhom va cac phong ban dwgc xép hang, dwgc thwong khi ditng dau va bi
phat khi xép cubi. Quan ly theo muc tiéu, cac chi tiéu, tién thwong, ké
hoach kinh doanh, dwgc két hgp mot cach roi rac, tit bo phan nay dén bo
phan khac, gdy nén nhitng ton that 16n hon ma ching ta khong biét va
khong thé biét.

Nhu t6i sau dé dwoc biét, Deming da hau nhv ngung st dung thuat
nglt “Quan ly chat lwgng toan dién” (Total Quality Management) hay
“TQM” hay “TQ” béi vi 6ng tin rang n6 da trd thanh mot nhan hiéu bé noi
cho cac k¥ thuat va céng cu. Viéc thye sy can lam, cai ma 6ng goi don gian
la “sy bién doi cta hé thong quan 1y dang thinh hanh”, 1a nhitng gi vuot 1én
trén muc tiéu cia nhitng nha quan ly chi nham vao viéc cai thién nhitng két
quéa ngdn han. Ong cho ring sy bién d6i nay doi héi nhitng “tri thic sau
sac” hién van chwa dwoc khai thac rong rai trong cac thé ché hién nay (Loi
ngwoi dich: Day la mot ly thuyét noi tiéng vé quan tri do Deming dé ra, c6
tén tiéng Anh la The Deming System of Profound Knowledge). Chi mot
yéu t6 cuda tri thitc sdu sac nay: “ly thuyét vé sw khac nhau” (theory of
variation - 1y thuyét va phwong phap thong ké) 1a lién quan dén cach hiéu
thong thuwong vé TQM. Ba yéu t6 khac, ma t6i rat ngac nhién, hau nhw
huwéng trye tiép vé 5 nguyén ly ma t6i da xay dung: “hiéu mot hé thong”,
“ly thuyét vé kién thitc” (s quan trong ctia cac mo hinh tw duy) va “tam ly
hoc”, dac biét 1a “dong co ban chat” (sy quan trong ctia tam nhin va khat
vong chan that cua ca nhan).

Cac yéu t6 cua “tri thitc sdu sdc” do Deming dé ra cu6i cung dan dén
mot cach thitc don gidn nhat, hién dwgc dung rong rai nhat, dé trinh bay 5
nguyén ly hoc tap (learning disciplines), diéu chwa ndy sinh khi an ban dau
tién ctia cuon sach nay dwoc hoan thanh. 5 nguyén ly thé hién cac cach tiép
can (ca ly thuyét va phvong phap) dé phat trién 3 kha nang hoc tap cot 16i:
khuyén khich khat vong, phat trién cdc cudc tro chuyén suy ngam
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(reflective conversation) va hiéu dwgc sy phitc tap. Dya trén mot y twdng
ctia an ban dau tién, cho rang don vi hoc tap co ban trong mét t6 chirc la
cac doi nhém lam viéc (nhitng nguwdi can lan nhau méi tao nén mot két qua
cu thé), ching t6i da nhac dén cac yéu t6 nay nhu “nhitng nang luc hoc tap
cOt 16i cta cac doi nhom” va trinh bay chiing mét cach twgng trung nhw
chiéc ghé 3 chan, dé minh hoa sw quan trong cta tirng yéu t6 - chiéc ghé
khong thé nao ditng virng néu thiéu bat ky mot chan nao.

NHUNG NANG LUC
HOC TAP COT LOI CUA
CAC BOI NHOM

KHAT VONG:
* LAM CHU BAN THAN
* TAM NHIN CHUNG

HIEU pUGC
SUf PHUC TAP:
o SUY NGHI HE THONG

CAC cude )
TRO CHUYEN 2 CHIEU:
» CAC MO HINH TU DUY

e SU DL THON]

DPiéu quan trong hon vdi t6i la y twdng cia Deming vé mot “hé thong
quan ly” pho bién, hién dang chi phoi cac thé ché hién dai, hé thong do dac
biét tao nén mot sy lién hé sau xa gitta co quan lam viéc va truong hoc.
Ong thudng noéi “Ching ta sé khong thé quan 1y dang thinh hanh néu khong
bién doi hé thong gido duc dang thinh hanh. Ching la cing mét hé thong”.
Theo t0i biét, y twdng ctia 6ng vé moi quan hé gitta co quan lam viéc va
treong hoc la y twéng dau tién trén thé giGi vé diéu nay.

T6i tin rang Deming da di dén nhan xét do6 kha tré trong doi, mot phan
la do c6 qua it nha quéan ly c6 thé thwc sy ap dung Quan ly Chat lwong
(Quality Management) nhw 6ng da dinh nghia n6. Nguwoi ta that bai, theo
ong, bai vi ho da bi xa hoi hoa trong cach suy nghi va hanh dong thong qua
nhitng kinh nghiém lam viéc trong t6 chitc. “Méi quan hé gitta mot ngwoi
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chu va nhan vién dwdi quyén ciling giong nhu moi quan hé gitta gido vién
va hoc sinh” 6ng nhan xét. Gido vién dat ra muc tiéu, va cac hoc sinh c6
gang theo muc tiéu dé. Gido vién c6 dap an, cac hoc sinh thi c6 gang tra 1oi
theo dap an. Khi nao dwgc gido vién danh gia tot, hoc sinh nghi la minh da
thanh cong. Khi tat ca tré em 1én 10, ching biét nén lam gi trong trwong
hoc dé lam vui long gido vién cia minh - mot bai hoc ma chiing sé dem
theo trong sudt si nghiép ctia minh “lam vui 1ong cap trén va that bai trong
viéc cdi tién hé théng phuc vu khach hang”. Sau khi Deming mat nam
1993, t6i danh nhiéu nam suy nghi va trao doi vdi cac dong nghiép vé diéu
tao nén hé thong quan ly dang thinh hanh nhv Deming da nhan xét, cudi
cung toi dat ra tdm yéu to co ban:

* Quan ly theo cac tieu chuan do lwong
- Tap trung vao cac chi tiéu ngan han
- Nhitng yéu t6 vo hinh bi mat gia tri

(“Ban chi c6 thé do lwong 3% ctia nhitng gi quan trong” - W.E.
Deming)

* Van héa phuc tung

- Thang tién bang cach lam vui long cap trén
- Quan ly bai sy sg hai

* Quan tri cac két qua:

- Ban quan tri dat ra cac muc dich.
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- Moi ngudi (v néi cac nhan vién - ND) trach nhiém c6 gang dat dugc
cac muc dich quan ly (khdng can biét liéu diéu dé co6 kha thi hay khong,
trong pham vi cac quy trinh va hé thong hién hiru).

* «“Pap an dung” doi nguwoc voi “dap an sai”

- Viéc gidi quyét cac van dé ky thuat duwgc nhan manh.

- Céc van dé goc ré (co tinh hé thong) khong dwgce quan tam.

* Tinh dong dang

- Tinh da dang la mot van dé can phai giai quyét

- Mau thuan dwgc tha tiéu dudi dang sy nhat tri bé ngoai.

* Kha nang du doan va kiém soat

- Quan ly nghia la kiém soat

- “Chua ba ng6i trong céng tac quan ly” la lIén ké hoach, t6 chitc va
kiém soat.

* Su canh tranh qua mic va sy ngo vuc lan nhau

- Canh tranh gitta con nguoi la diéu thiét yéu dé dat dén két qua mong
muon.

- Néu khong c6 sy canh tranh gitta con nguwoi thi khong c6 sy doi mdi.

(“Chung ta da bi sy canh tranh phan bgi” - W.E. Deming)
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* Sy thiét hai ve tong thé
- Sy phan manh

- Nhitng d6i md&i cuc b khong lan téa duwgc.

Ngay nay, hau hét cic nha quan ly dwong nhur da xem “cudc cach
mang vé Quan ly Chat lwgng”, cling nhu phong trao hoc tap t6 chirc vao
dau thap nién 1990, da thudc vé qua khit, khong con phu hgp véi nhitng cac
thach thitc ngay nay. Nhung diéu d6 la do ching ta da dat dugc hay da tw
bé s bién d6i ma Deming da dé ra? That khé cho t6i dé suy ngam vé mot
danh sach nhw trén ma khong cam thay nhitng diém yéu dé van anh hwdng
dén hau hét cac to6 chitc ngay nay, va sé mat nhiéu thé hé, chit khong phai
nhiéu nam, dé thay doéi nhitng hanh vi va long tin da dwgc in sdu vao tam
tri. That sy, cé 1é cau héi hién nhién nhat cho nhiéu ngudi trong ching ta
la: “Hé thong quan ly nay cé bao gid sé thay doi trén dién rong hay
khong?”. D€ trd 10i nhitng cau hoi sdu sac nhuw thé vé twong lai doi hoi
chuing ta phai nhin nhan can than & hién tai.
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THOI CUA CAC TU TUONG POI LAP

Trong khoang 15 nam ké ti khi Nguyén ly thit 5 dwgc xudt ban lan
dau, nhiéu sy viéc trén thé gidi da thay doi. Nén kinh té ctia ching ta da trd
nén toan cau hoa hon bao gid hét; viéc kinh doanh cling thay doi theo. Vé&i
cac doanh nghiép canh tranh kinh doanh toan cau, ap Iyc chi phi va két qua
kinh doanh rat nang né. Thaoi gian danh cho viéc suy nghi va phan héi ngay
cang hiém hoi, chang nhitng vay ma trong nhiéu t6 chitc nhitng nguén lyc
san c6 cho sy phat trién con ngudi cling hiém hoi. Nhwng c6 nhiéu viéc can
quan tam hon la sy thay doéi ngay cang nhanh dé. Qua trinh toan cau héa
trong linh vuc kinh doanh va phat trién cong nghiép lam tang cac tiéu
chuan séng veé vat chat cho nhiéu nguwoi, nhung cling tao nén cac tac dung
phu quan trong (side effects) dwéi dang nhiéu van dé xa hdi va moi truong
kéo dai. Nguon von tai chinh rat thwong phat sinh v6i cai gia phai tra la chi
phi von xa hoi va tw nhién. Khodng cach gitta ngudi giau va ngudi ngheo
dwgc phan héa rd nét & nhiéu quéc gia. Sy cang thang moi truong dia
phwong, luon luén 1a mot dac diém cua sy phat trién cong nghiép, gio day
duwgc két hgp bdi cac van dé trén quy mo 16n, nhu sy nong 1én cta trai dat
va s bat on cna thoi tiét. Trong khi nhitng ngwdi cha trwong cho sy phat
trién cong nghiép toan cau c6 xdy nhitng diém c6 1gi ctia nd, con nguwdi trén
khap thé giéi dang phan ng lai, theo ca nhitng cach bao dong va 6n hoa,
d6i véi sy mat mat cua nhitng cach song truyén thong - va boi canh bién
doi nay dang dugc nhiéu doanh nghiép dat vao “man hinh” theo doéi thong
tin chién lwgc cua ho!

Cung lic do, thé gidi dugc ndi lién tao ra mot nhan thirc 16n hon bao
gi® hét vé nhau. D6 la mot thoi diém chwa tirng c6 ctia xung dot van hda.
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Va trong nhiéu treong hop, viéc hoc héi lan nhau va trién vong cta viéc
“doi thoai gilta cac nén van minh” cé rat nhiéu hy vong trong twong laié hé
tré trén thé gidi dang tao nén mot mang lwdi quan hé chwa tirng c6 trudc
day. Bién gigi cua khoa hoc phwong Tay, nén méng cua thé gidi quan
ching ta ngay nay, dang kham pha mot thé gidi song dong cua su thay doi
va su twong ho mot cach ky la lai giong nhw van héa dia phwong nguyén
thay, va theo 10i nha vii tru hoc Brian Swimme, m6t thé gidi ma cé thé mot
lan nita cho ching ta thdy minh cé “mot noi day y nghia trong vii tru”. Va,
nhv minh hoa bén dudi, viéc thyc hanh hoc tap t6 chitc von chi gigi han
trong vai nha tién phong 15 nam tridc nay da bén ré sau rong hon.

N6i tom lai, day la thoi ctia cac tdc dong mau thuan dir doi. Nhiéu thi
trd nén tot hon va nhiéu thi khac tré@ nén t6i té hon. Loi nhan xét cua
nguyén Tong thong cong hoa Séc Vaclav Havel vGi Qudc hoi Hoa Ky gitra
nam 1990 da tong quat nhitng thdi diém khé khan nay mot cach thich dang:

Ngay nay, nhiéu tin hiéu cho thay ching ta dang trai qua mot thoi ky
chuyén tiép, khi c6 vé nhv mot so diéu sap stra bi mat di va mot so diéu
m&i ndy sinh mot cach kho khan. Cé vé nhw méot s6 diéu da tw no6 suy yéu,
do6 va, tan lui, trong khi mot s6 diéu khac, tuy mo ho, da sinh ra tit dong do
nat.

Boéng dang cua khai niém “diéu gi khac” cia Havel dang nay sinh, va
nhitng loai k§ nang quén ly va lanh dao can thiét cho diéu d6 dén gio van
mo nhat nhw khi 6ng ta da dwa ra 16i nhan xét mot thap nién veé trudc.

Nhitng tac dong mau thuan dé ciing dién ra bén trong cac t6 chic, tao
nén nhitng moi tredng ma trong do nhu cau va trién vong cia cac nang lyc
hoc tap la 16n hon bao gid hét, nhung thach thitc dé xay dung nén dwoc
nhitng kha nang do ciling hét sirc to 16n. Mot mat, viéc xay dung cho doanh
nghiép kha nang lién tuc thich nghi véi thuc tai thay doi ro rang doi hoéi
nhitng cach suy nghi va diéu hanh méi. Nhitng thach thitc vé viéc phat trién
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bén vitng - thach thitc dién hinh vé hoc tap t6 chitc hién nay - ciing doi hai
nhu vay. Ngoai ra, nhitng t6 chitc dang tré nén lién két hon, viéc d6 lam
yéu di trat ty quan 1y truyén thong va mé ra nhiéu tiém nang méi cho sy
hoc tap lién tuc, sy doi mdéi va su thich nghi. Mat khac, sy yéu kém cta hé
thong quan ly truyén thong lam cho nhiéu t6 chitc luén & tinh trang bi dong
c6 rat it thoi gian hay nang lwgng cho sy doi méi. Sy mé mudi va hon loan
nay ciing x6i mon két cau van héa quan ly dwa trén cac gia tri va mé ra
canh ctta cho chti nghia co hdi chiém doat sttc manh va tiém nang ca nhan.
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TIENG NOI CUA NGUOI PI TRU

Khi t6i dwgc nha xudt ban Doubleday mai tai ban quyén Nguyén ly thi
5 nay, thoat tién t6i lwdng ly nhung sau do tré nén vui mirng. Mot trong
nhitng niém vui 16n nhét cua 15 nam qua la biét dugc cé rat nhiéu nguoi co
khiéu ap dung hoc tap t6 chitc - nha quan ly, hiéu trwdng, nha hoat dong
cong dong, canh sat trudng, doanh nhan trong Iinh vic kinh doanh va xa
hdi, si quan quan doi, gidng vién - nhitng ngwdi ma bang cach nao d6 da
kham pha v6 s6 cach thitc sang tao dé lam viéc vGi va 4p dung 5 nguyén ly,
tham chi ngay ca khi ho chwa tirng nghe hodc doc qua quyén sach goc. Mot
so it trong ho da dugc néu trong quyén sach dau tién, nhw Arie de Geus va
Bill O’Brien vira qua doi gan day. Tw do, sw phat trién khap thé gidi cua
Hoi Hoc Tap Té Chic (Society for Organizational Learning - SoL) da gitp
toi lién két véi thém hang tram nguwdi nhw thé. Bang cach riéng ctia minh,
ti'ng nguwoi da tao ra mot hé thong quan ly thay thé dya trén tinh cam hon la
noi sg hai, su hiéu ky hon la sw ¢6 chap theo nhitng dap an “ding”, va hoc
héi hon 1a kiém soat. Gid day toi c6 thé mugn cd tai ban sach dé tro chuyén
v&i nhiéu ngudi trong so ho.

Nhitng cudc phong van va trdo chuyén dé lam cho t6i thay doi nhiéu
cho trong nguyén ban va thém vao mot phan méi, Phan IV “Phan Hoi Tw
Thye Hanh”. Cac cudc phong van cung cap nhitng y tuwéng twoi mdgi vé
cach nhitng ngwoi ap dung thanh céng cham ngoi cho sy thay doi va duong
dau mot cach sang tao vdi nhitng thach thitc cua quan tinh duy tri. Ngoai
nhitng thanh tyu dat dugc trong kinh doanh, ho da tiét 16 nhiéu kha nang
mdi trong viéc 4p dung cac cong cu va nguyén tac hoc tap to6 chirc trong cac
linh viec ma it ai trong ching ta cé thé nghi dén 15 nam trwéc: tr viéc tang
tredng kinh doanh va cong nghiép dén nham vao cac van dé xa hgi nhw bao
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lvc bang dang, thay doi hé thong treeong hoc, xtic tién sw phat trién kinh té,
dam bdo céi thién nguon cung tng thwc pham toan cau, gidam doi ngheo.
Trong tat ca boi canh dod, sw cdi méd, suw phan hoi, cac cudc tro chuyén sau
sac, kha nang lam chd ban than va tam nhin chung truyén sinh lyc cho su
thay doi; va viéc hiéu dugc nguyén nhan goc ré cta van dé mang tinh quyét
dinh.

Nhitng cudc phong van ciling lam rd nhitng y twéng cot 16i, nhitng y
twdng da cung rang budc va lam nén coéng trinh ban dau cta toi.

* C6 nhiéu cdch lam viéc ctung nhau vui vé va hiéu qua hon rat nhiéu
so V@i hé thong qudn ly dang thinh hanh. Nhw 16i mot nha quan ly cap cao
noéi, rut ra t lan thit nghiém hoc tap dau tién - “lam cho moi nguwdi néi
chuyén véi nhau” la mot phwong phap dé xem lai cach xay dung - “... 1a
viéc vui nhat ma t6i da tirng lam trong kinh doanh, va nhitng y kién nay
sinh hién van tao ra lgi thé canh tranh cho cong ty 15 nam sau d6”.

* Cdc t6 churc hoat dong theo kiéu nao la tiy theo cdch chiing ta lam
viéc, suy nghi va tuong tac lan nhau; nhirng thay déi can cé khéng phdi chi
d6i voi to chitc cua chiing ta, ma con trong chinh moi nguoi chiing ta.
“Thoi diém quyét dinh dén khi con nguwdi nhan ra rang cong viéc to chirc
hoc tap do la viéc cua t'ng nguwoi trong chung ta,” mot nha quan ly ky cuwu
20 nam kinh nghiém thwc hién cac dw an t6 chitc hoc tap néi. “Quyén lam
chu ban than 1a cot 16i. Néu ban c6 yéu t6 lam chi ban than ctia nhitng thay
doi do, nhitng diéu khac sé dién ra ding trinh ty.”

* Trong viéc xdy dung to chitc hoc tdp khéng cé6 mot dich dén cubi
cung hay diém két thuc, chi cé cubc hanh trinh suét doi. “Cong viéc nay
doi hoi mét long kién nhan vo cung,” vi chu tich mét t6 chitc NGO
(Nongovernmental Organization - T6 chitc phi chinh phu) binh luan,
“nhwng t0i tin rang két qua ching toi dat dwoc 1au bén hon do nhitng nguoi
lién quan déu thue sy tredng thanh. N6 cling chuan bi cho moi nguwdi tham
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gia mot hanh trinh khéng ngtrng. Khi chiing ta hoc, trwdng thanh, va doi
dau vai nhitng thach thitc can co hon, sy viéc khong tré nén dé dang hon.”

Toi tin rdng, hé thong quan ly dang thinh hanh, theo y nghia cét 16i
cta né, huéng dén nhitng gi tam thwong. N6 budc con ngudi phdi lam viéc
siéng nang va siéng nang hon dé bu dap cho sy that bai trong viéc rit ra
tinh than va tri tué tap thé, von tiéu biéu cho sy cing nhau lam viéc & kha
nang tot nhat. Deming da nhan ra diéu nay rat ro, va gio day toi tin vao diéu
d6. Ciing nhr ngay cang c6 nhiéu nha lanh dao, trong nhitng t6 chitc dang
phat trién cé kha nang 16n manh va dong gop cho nhitng thach thitc va trién
vong phi thuwdng cta thé gidi ma chiing ra dang song, cling tin vao diéu do.
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PHAN I: Cach thitc ma cac Hanh doéng
tao nén Thuc té cia Ching ta... va cach
Chuang ta thay doi diéu do
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CHUONG 1: “HAY CHO TOI MOT PON BAY PU
DAI.. VA BANG MOT TAY TOI CO THE NNG
CA THE GIOT”

Twr xa xwa, ching ta da dugc day la nén chia nho cac van dé va xem
xét thé gidi theo titng phan khic. Biéu nay cé thé lam cho cac nhiém vu va
dé quan ly hon, nhung ta phai trd gia dat ma khong hay biét. Chung ta
khong con thdy hé qua tv nhitng hanh dong cuia minh; chiing ta mat kha
nang lién hé dén mot tong thé 16n hon. Khi ¢6 gang “nhin bitc tranh 16n”,
ching ta c6 lap rap lai cadc phan nho theo tri nhé cia minh, 6 liét ké va sap
x€p tat ca cac manh vun. Nhung nhu nha vat ly hoc David Bohm néi, c6
gang do la vo ich - twong tw nhw viéc c6 rap noi nhitng manh gwong v dé
nhin thay hinh anh that sy. Do d6, sau mot thoi gian ching ta sé tir bé no
lyc quan sat tong thé.

Nhitng cong cu va y twdng duwgc néu trong quyén sach nay la nham
pha v& do giac cho rang thé gidi nay dugc tao ra tir cac phan t roi rac,
khong lién két 1an nhau. Khi chiing ta tir bo dwgc do giac do - thi ching ta
c6 thé xay dung “t6 chitc hoc tap”. Trong nhitng t6 chitc do6, con nguoi
khong ngirng m& rong nang lyc cua ho dé tao ra nhitng két qua ma ho that
st khao khat, nhitng mau hinh tw duy tién b6 méi duge nudi dudng, nhitng
wéc vong tap thé duwgc gidi thoat va con ngudi khong ngirng hoc cach hoc
tap lan nhau.

Khi thé gidi tréd nén noi lién va viéc kinh doanh tré nén phic tap va

nang dong, cong viéc cling phai tr@ nén “cé tinh hoc tap” hon. Chi mot
nguoi hoc tap cho ca té chitc nhu triwde day la khong du, ngay ca véi nhitng
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ngwoi nhv Ford, Sloan, Watson hay Gates (La nhitng doanh nhdn noi tiéng
tai My va co6 kha ndng dinh hudng cho ca t6 chirc noi theo - ND). Sé khong
con c6 thé hoach dinh tir trén cao va budéc moi ngwoi khac tuan theo ménh
1énh ctia mot “chién lwgce gia vi dai”. Nhitng t6 chitc thye sy viegt troi trong
twong lai sé l1a nhitng t6 chitc kham pha ra cach khai thac sy tan tam cling
nhw nang lyc hoc hoi cda tat cd nhan vién ¢ moi cap bac trong t6 chiic.

T6 chitc hoc tap (learning organization) c6 tinh kha thi bai vi, tit sau
thim bén trong moi cd nhan, tat cd ching ta déu la nhitng nguwoi hoc
(learner). Mot diva bé khong can ai day cach hoc. That sy, khong ai phai
day nhitng di¥a tré nho bat ¢t diéu gi. Ching la nhitng ngwoi hoc day ban
nang hiéu ky dé tw hoc cach di, n6i va st dung d6 dung trong nha. Nhitng
t0 chitc hoc tap c6 tinh kha thi béi ching ta khong chi cé ban nang hoc hoi
ma ching ta con yéu thich sy hoc héi. Hau hét ching ta déu da c6 lic la
thanh vién trong m6t déi nhém 16n. D6 1a tap hgp nhitng ngudi phdi hop
nhuan nhuyén cung véi nhau - cac thanh vién tin cay lan nhau, ngwoi nay
b6 sung cho sttc manh cta nguwdi khac va bu dap cho nhitng han ché cta
nguoi khac. Moi nguwoi c6 muc dich chung 16n hon muc dich cua tung ca
nhan, va tat ca cung tao nén nhitng két qua phi thwong. Toi da gap nhiéu
nguoi da tirng tham gia vao nhitng tap thé xuat sac nhw thé -thé thao, nghé
thuat hodc trong kinh doanh. Nhiéu nguwdi no6i rang ho da danh rat nhiéu
thoi gian trong cudc song dé tim lai trdi nghiém d6 mot 1an nita. Biéu ho da
ting trai qua chinh la mot t6 chic hoc tap. Tap thé tré nén xuat sac do6
khong phai ngay tir dau da xuat sac - né hoc cach dé tao ra nhitng két qua
phi thuong.

Chac han c6 nguoi sé cho rang cong dong kinh doanh toan cau ciing
dang hoc cach dé hoc héi lan nhau, tré thanh mét cong dong hoc tap. Trong
khi trir6c day nhiéu nganh nghé bi chi phoi béi mot cong ty dan dau duy
nhat - nhv IBM, Kodak, Xerox - thi ngay nay cdc nganh nghé, dac biét
trong linh vic sdn xuét, c6 hang ta nhitng cong ty hang dau. Cac cong ty
MY, chau Au, Nhat dang bi canh tranh béi nhitng cong ty mdi néi dén tir
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Trung Quoc, Malaysia hay Brazil, va dén lwgt nhitng cong ty nay lai bi thic
day bai nhitng cong ty Han Quoc va An Po. Nhitng cai tién vuot bac dién
ra ¢ nhiéu cong ty tai Y, Uc, Singapore - va nhanh chéng tré nén phé bién
trén khap thé gidi.

Ciling c6 mot phong trao khac, tham lang hon, hwéng vé cac t6 chirc
hoc tap, mét phan tién hoa cia xa hoi cong nghiép. Sv sung tic vé vat chat
ctia da so6 dan cw da dan dan thay déi xu hwéng lam viéc ctia con nguoi -
nhuw diéu ma Daniel Yankelovich goi la quan diém “phwong tién” trong
cong viéc. Cong viéc duwgc xem la phuong tién dé dén diém cudi, dén mot
tam nhin “thiéng liéng” hon, trong d6 con nguwdi tim kiém nhitng 1gi ich
“bén trong” ctia cong viéc[1]. “Ong cha chiing ta 1am viéc 6 ngdy mot tuan
dé nhan mic lwvong ma hau hét chiing ta hién gio c6 thé kiém dwgc vao truwa
thit ba” - Bill O’Brien, nguyén Giam déc diéu hanh cta tdp doan bao hiém
Hanover nhan xét. “Sy ndo dong trong cong tac quan ly sé tiép tuc cho dén
khi ching ta xay dwng nhitng t6 chitc nhat quan hon vé6i nhitng wéc vong
cao hon cua con ngudi, vuot trén ca thitc an, nha ¢ va tai san”.

[1]. Daniel Yankelovich, Quy tdc mdi: tim kiém su tuw hoan thién trong
mot thé gidi 1on nhao (New Rules: Searching for Self-Fulfillment in a World
Turned Upside Down): New York: Random House, 1981

Hon nita, nhiéu ngwoi hién gio dang & vi tri lanh dao c6 cung quan
diém nhv trén. T6i thdy mot con sé ngay cang tang cac nha lanh dao, tuy
hién van la thiéu s6, cam thay ho la mot phan cua su tién hda sau sac trong
ban chat ctia cong viéc nhut 1a mét dinh ché xa hoi. Nhw Edward Simon,
nguyén chu tich ctia Herman Miller c6 y kién “Tai sao chiing ta khong thé
lam viéc t6t trong co quan?”. Ngay nay, t6i cling thwong nghe mot kién
twong ty nhw thé. Khi thanh lap “Hiép wéc toan cau”, Tong thw ky Lién
Hiép Quéc Kofi Annan da moi cac doanh nhan khap thé gi6i xay dung cac
cong dong hoc tap khuyén khich cac tiéu chuan toan cau doéi véi quyén lao
dong, trach nhiém xa hoi va moi truong.
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Co 1€ 1y do noi bat nhat dé xay dung to6 chivc hoc tap la hién gio ching
ta bat dau hiéu dwgc nang lyc can phai c6 trong nhitng t6 chitc nhuw vay.
Mat mot thoi gian dai, nhitng n6 lwc xay dung t6 chitrc hoc tap giong nhw
viéc mo mam trong béng t6i cho dén khi cac ky nang, cac linh vuc kién
thitc va con duong phat trién ctia nhitng t6 chitc nhw vay dugc kham pha.
Vé co ban diéu phan biét t6 chic hoc tdp va “t6 chic kiém soat”
(controlling organizations) doc tai c6 dién la sy tinh théng vé nhiing
nguyén ly co ban. P6 1a ly do “cac nguyén ly cua té chitc hoc tap” trinh bay
trong phan tiép theo day sé mang tinh thiét yéu, vé cung quan trong.

NHUNG NGUYEN LY CUA TO CHUC HQC TAP

Vao mot bubi sang lanh 1€o, khong may trong thang 12 nam 1903, tai
Kitty Hawk, Bac Carolina, chiéc may bay méng manh ctia anh em Wilbur
va Orville Wright da chitng minh rang viéc bay luwgn bang dong co la kha
thi. D6 1a phat minh ra may bay, nhung phai mat hon 30 nam sau dé cac
phién ban thuvong mai dugc dua vao phuc vu rong rai.

Céc k¥ su cho rang mot y twédng maGi dugce “phat minh” khi né da dugc
chitng minh 1a c6 thé hoat dong trong phong thi nghiém. Y twéng bién
thanh mot “cudc cach tan” chi khi n6 cé thé dwoc tai tao chac chan trén mot
quy mo c6 y nghia, v6i chi phi thich hgp. Néu y twéng dé da tam quan
trong, vi du nhv dién thoai, may vi tinh, hay may bay, thi n6 dugc goi la
“cudc cach tan co ban” va né tao ra mot nganh méi hay bién déi mét nganh
hién hitu. Theo nhitng y nghia dé, t6 chitc hoc tdp da dwgc phat minh,
nhung chua tré thanh cudc cach tan.

Trong ky thuat, khi mot y twdng di tr mot phat minh dén mé6t cudc
cach tan, nhitng “cong nghé thanh phan” khac nhau cting xuat hién. Nai 1én
tir nhitng sy phat trién roi rac trong cac linh viee nghién ciru riéng biét, cac
thanh phan do6 tr tir hinh thanh mot sy két hgp dong bd ctia cac ky thuat
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thiét yéu doi vGi nhau. Chirng nao ma sy két hgp dé chwa hinh thanh thi y
twdng, mac du kha thi trong phong thi nghiém, van khong dat duwgc tinh kha
thi trong thuc té[2].

[2]. Tdc gia cam on Alan Graham (dong nghiép tai MIT) vé y twdng
rdng mot cdch tdn thdt sy xdy ra théng qua viéc gan két nhitng cong nghé
khdc nhau thanh moét s két hop dong b6 méi. Xem A.K. Graham, Thiét ké
phdn mém: phd vo nut thdt c6 chai (Software Design: Breaking the
Bottleneck), IEEE Spectrum (03/1982) trang 43-50; A.K. Gramham va P.
Senge, Gid thiét vé song dai cua cdch tdn (A Long Wave Hypothesis of
Innovation), Technological Forecasting and Social Change (1980) trang
283-311

Anh em nha Wright da chitng minh viéc bay lwgn bang dong co 1a co
tinh kha thi, nhung chiéc McDonnel Douglas DC-3, duwgc gigi thiéu nam
1935, mdi 1a sy khdi dau cta ky nguyén di lai bang may bay thuwong mai.
Chiéc DC-3 la chiéc may bay dau tién ty van hanh vé mat kinh té hoc cling
nhu khi dong hoc. Trong su6t 30 ndam do (thoi gian dién hinh dé ap 0 mét
cudc cach mang co ban), vo s6 thit nghiém mdy bay thuong mai da that bai.
Ciing nhw nhitng thtr nghiém ban dau vai t6 chitc hoc tap, nhitng chi€c may
bay dau tién cling khong dang tin cdy va c6 hiéu qua vé mat chi phi trén
quy mo thich hgp.

Thoat tién, chiéc DC-3 két hgp 5 ky thuat thanh phan dé tao nén mot
si dong dién thanh cong. D6 la: canh quat c6 thé thay doi do cao, thiét bi
ha canh c6 thé xép lai, két cau than may bay bang vat liéu nhe dwoc goi la
“monocque”, dong co lam mat bang sttc gio, va canh may bay. D€ thanh
cong, chiéc DC-3 can ca nam yéu td trén, thi€u mot cling khong duwgc. Mot
nam trudc do, chiéc Boeing 247 duwgc san xuat ma khong cé canh may bay.
Céc ky su cua Boeing kham pha ra mdy bay ma khéng c6 canh sé mat
thang bang khi ha canh hodc cat canh, va ho phai giam kich c& cia dong
COo.
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Ngay nay, t6i tin 1a c6 nam cong nghé thanh phan dang dan hoi tu dé
doi mai cac t6 chitc hoc tap. Qua sy phat trién tirng phan, moi yéu to sé
chitng minh tinh thiét yéu vdi thanh cong cta yéu t6 khac. Moi yéu to sé
dam bao mot phwong dién quan trong trong viéc xay dung cac t6 chitc ¢
thé that sw “hoc tap”, cé thé khong ngirng day manh nang lyc cia ching dé
nhan ra khat vong cao nhat cta chuing:

Suy nghi hé thong (Systems Thinking). Mot ddm may tu lai, bau troi
toi sam, la cay bay lén cao, va ching ta biét troi sap mwa. Chiing ta ciing
biét con dong sé lam dong nwdc ngam chdy xa hang dam, va bau troi sé lai
twoi sang vao ngay mai. T4t cad nhitng s kién do khong lién quan vGi nhau
vé mat thoi gian va khong gian, nhung ching lai cung két n6i trong mot
mau hinh giong nhau. Méi sy kién c6 mot anh hwéng véi nhitng sy kién
con lai, va danh huéng thwong khong 10 ra bén ngoai. Ban chi c6 thé hiéu
dwgc hé thong mwa dong bang cach suy ngam trén tong thé chit khong phai
trén tirng phan riéng lé ctia hién twgng.

Kinh doanh va nhitng n6 Iyc khac cia con ngudi ciing la nhitng hé
thong. Chung ciing bi gigi han bdi nhitng mang ren vo hinh tao bdi cac
hanh dong twong quan, thwong mat hang nam dé hoan toan thé hién tac
dong dén nhau. Vi tv ching ta la mot phan ctia mang ren do, viéc nhin tong
thé sy thay doi cang khé gap doi. Thay vao do, ching ta c6é xu huwéng tap
trung vao hinh anh tirng phan riéng 1é ctia ca hé théng, va ty hdi tai sao van
dé sau sac nhat cua ching ta dwong nhw khong bao gio c6 thé duge giai
quyét. Suy nghi mot cach cé hé thong la mét khung khai niém, mot tap hgp
kién thitc va cong cu dwoc phat trién trong 50 nam qua, dé lam cho toan bo
hinh mau r6 rang hon, va gitap ching ta biét cach thay doi chiing hiéu qua.

Mac du nhitng cong cu con mdi, thé gidi quan bén trong (ctia suy nghi

hé thong - ND) la v6 cung truc giac; nhung nhitng thi nghiém véi tré em
cho thdy ching hoc cach suy nghi hé théng rat nhanh.
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Hoan thién ban than (Personal Mastery). Tt “mastery” c6 thé hiéu
la “thong tri” (dominance) con ngwoi hay sy viéc. Nhung “mastery” ciing
cO nghia la mot mirc do tinh thong dac biét. Mot ngwoi thg thu cong lanh
nghé khong thé “thong tri” nganh d6 gom hay nganh dét. Con ngudi vGi
mot mirc do hoan thién ban than cao do cé thé nhan ra mot cach nhat quan
nhitng két qua c6 y nghia sau sac nhat vdi ho - thyc ra, ho ti€ép can cudc
song nhw nguwdi nghé si tiép can mot tac pham nghé thuat. Ho lam diéu do
bang cach cam két véi sw hoc sudt doi cia chinh ho.

Hoan thién ban than la nguyén ly khong ngirng lam r6 va dao sau tam
nhin ca nhan, tap trung nang luc, tang cuwong long kién nhan, va thay dwoc
thue tai khach quan. Nhw vay, n6 1a mot nén méng thiét yéu cho t6 chitc
hoc tap - nén tang tinh than cha t6 chitc hoc tap. Cam két va kha nang hoc
tap cha to chitc khong thé vugt qua cam két, kha nang cia nhitng thanh
vién cua n6. GOc ré cua nguyén ly nay nam & ca truyén thong tinh than cuaa
phuong Dong lan phwong Tay, cling nhwr ca trong truyén thong thé t

Nhung chi cé vai t6 chitc khuyén khich sy phat trién cia nhan vién
theo cach nay. Diéu nay tao nén két qua la nhitng nguon lyc chwa duwgc khai
pha: “Khi gia nhap doanh nghiép ho la nhitng nguoi thong minh, duge dao
tao bai ban, nang dong, day nang lwgng va khao khat tao nén sy thay déi,”
O’Brien tai cong ty Hanover cho biét. “khi ho 30 tu6i, chi vai ngudi tiép
tuc hanh trinh d6 va s6 déng con lai ‘st dung thoi gian’ dé chuan bi cho
nhitng ngay nghi cudi tuan”. Ho tir bo cam két, tir bo y thitc vé nhiém vu va
s hao hitng khi khéi dau sy nghiép. Ho chi con chut xiu nang lwong va
hau nhuw khong con tinh than”.

Va dang ngac nhién la chi c6 vai ngudi co6 gang phat trién kha nang
hoan thién ban than ctia ho. Khi dwgc héi vé diéu minh mong mudn trong
cudc song, hau hét ngwdi 16n thwong noéi vé nhitng viéc ma ho muén ti bo:
“T6i mudn ba me chong di khéi nha”, hay “T6i muon nhitng khé khan gan
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day bién mat”, Nguyén ly vé hoan thién ban than bat dau véi viéc gan loc
nhitng diéu thuc s quan trong trong cudc song theo nhitng khao khat 16n
nhat cta ching ta.

O day t6i chu trong nhat 1a sy lién két giita hoc tap ca nhan va hoc tap
t0 chitc, trong nhitng cam két qua lai gifta ca nhan va t6 chic, va trong tinh
than dac biét ctia mot té chitc dugce tao nén tir nhitng ngwdi hoc tap.

Mo hinh tv duy (Mental Models). Cac m6 hinh tw duy la nhitng gia
dinh, sy suy dién, hay tham chi la nhitng hinh anh da an sau trong suy nghi
va anh hwéng dén cach chiing ta nhin nhan thé gidi va cach ching ta hanh
xtt. Thuong khi chung ta khong tinh tdo nhan ra dugc cac mo hinh tw duy
hay nhitng tdc dong cta ching dén hanh vi ctia ching ta. Vi dy, khi nhin
thdy mot dong nghiép an mac rat lich sy, ching ta sé ty néi véi minh “co ay
giong nguwoi ¢ tinh mai 1én thanh ph6”. Con khi thdy ngwdi khac an ban toi
tan, ching ta c6 thé cdm thdy “anh ta khong quan tam dén ngwoi khac nghi
gi vé minh”. Cac m6 hinh tw duy theo kiéu diéu gi c6 thé hay khong thé
thue hién trong nhitng boi canh quan ly khac nhau con an sau vao suy nghi
hon thé. Nhiéu phuwong thitc kinh doanh md&i hoac hoat dong cta t6 chirc
that bai trong thuc té do chiing mau thuan véi cac mo hinh tw duy ngam day
quyen luc.

Vi dy, trong nhitng nam dau thap nién 1970, Royal Dutch/Shell 1a mot
trong nhitng t6 chitc 16n dau tién hiéu dwgc sy lan téa danh huwdng cta
nhitng m6 hinh tv duy ngam. Shell da gat hai thanh céng trong thap nién
1970 va 1980 (ti* mot cong ty dirtng cubi bang dau mé 16n vuon lén dirng
dau cung v6i Exxon) suot mot thoi ky thay doi chwa tirng c6 ctia nganh dau
mo thé gidi - sw thanh 1ap cia khoi OPEC, sy dao dong that thwong cta gia
va san lugng dau mé, va cudi cung la sy tan ra cta Lién X06. D6 1a nho viéc
hoc cach lam 19 dién va thw thach mo hinh tv duy cua nhitng nha quan ly,
coi do la nguyén ly chuan bi cho sy thay doi. Arie de Geus, diéu phoi vién
1ap ké hoach tdp doan cua Shell trong thap nién 1980, cho rang sy thich
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nghi lién tuc va phat trién trong moi treeong kinh doanh nhiéu thay doéi phu
thudc vao “hoc tap t6 chitc, 1a tién trinh cac doi nhom quan ly thay déi mo
hinh tw duy chung ctia ho vé cong ty, vé thi truong va vé doi tha canh tranh.
Vi ly do do, ching t6i nghi 1én ké hoach ciing la hoc tap va 1én ké hoach
cho tap doan ciing la hoc tap té chic”. [3]

[3]. Arie de Geus, Ldp ké hoach nhw la hoc tdp (Planning as
Learning), Harvard Business Review so thdng 3-4/1988, trang 70-74

Nguyén ly lam viéc véi cac md hinh tw duy bat dau bang viéc quay
mat giwong huwdéng vao bén trong, hoc cach tim ra bitc tranh vé thé gidi bén
trong ching ta, lam ching 16 dién va gitt chat 1ay ching dé khdao sat. Ciing
can c6 kha nang thuc hién cac cudc doi thoai “mang tinh hoc tap” can bang
gitta thong tin chit van va bién ho, noi ma con nguwdi c6 thé hién suy nghi
rieng cta ho mot cach hiéu qua va mé rong suy nghi d6 cho nhitng nguoi
khac tac dong.

Xay dung tam nhin chung (Building Shared Vision). Néu c6 mét y
twong vé lanh dao kich thich cac t6 chitc trong hang ngan nam, thi do6 la
kha nang giit mot vién canh vé twong lai dugc moi ngudi cung chia sé. Rat
kho tim thady mot t6 chitc nao duy tri dwoc thanh cong vé mot phwong dién
nao dé ma lai thiéu vang muc tiéu, gia tri va st ménh dwgc moi ngudi cung
chia sé sau sac trong toan t6 chitc. IBM cé “dich vu”; Polaroid c6 nghé
thuat chup anh 1dy ngay; Ford c6 phuong tién van tai cong cong cho sb
dong va Apple c6 “may vi tinh cho moi nguwoi”’[4]. Mdc du c6 nhitng khac
biét co ban vé ndi dung va loai hinh, tat ca nhitng t6 chitc d6 déu no luc
rang budc con ngwoi véi nhau quanh mét y thitc va cdm gidc chung vé s6
meénh.

[4]. Dt cdc nha sdan xudt bdn dan va phan mém nhu Intel va Microsoft

cudi cung thong tri thi truong mdy tinh vé mdt tai chinh, hang Apple moi
chinh la nguoi tién phong trong viéc thuong mai héa “giao dién do hoa
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cho nguoi sitr dung”, y tudng dd dua nhitng mdy tinh dé str dung va than
thién tré thanh dong mdy tinh phé bién cho cong chuing.>

Khi c6 mot tam nhin that sy (d6i ngwgc véi khai niém qua quen thudc
“tuyén bo vé tam nhin” - vision statement), con nguwdi tré nén noi troi va
hoc tap, khong chi vi ho dugc bao phai lam thé, ma con bdi do ho t mudn
thé. Nhung nhiéu nha lanh dao cé nhitng tdm nhin cd nhan ma khong bao
gio chuyén d6i chiing thanh tam nhin chung lam dong lwc cho t6 chitc.
Thuwong thi, tam nhin chung ctia mot cong ty xoay quanh uy tin cia mét vi
lanh dao, hay quanh mot khung hoang tam thoi kich thich moi nguoi.
Nhung néu duge chon Iwa, hau hét ngwoi ta chon theo duéi mét muc tiéu
cao quy, khong chi vao lic khiing hodng ma vao moi ltic. Biéu con thiéu la
mot nguyén ly dé chuyén doi tam nhin cd nhan thanh tdm nhin chung -
khong phai la mot “quyén sach day ndu an” ma la mét tap hgp nhitng
nguyén tac va bai thyc hanh.

Viéc 4p dung tam nhin chung doi héi nhitng ky nang khai pha “vién
canh twong lai” chung, khuyén khich sy cam két thyc sy va sy tham gia
hon 1a sy phuc tung. Bang cach nam vitng nguyén ly nay, cac nha lanh dao
hoc dugc sy phan tadc dung cta viéc c6 tuyén bo hay trung ra cho c6 mot
tam nhin ma khong c6 long chan thanh.

Hoc tap doi nhém (Team Learning). Lam thé nao ma mot nhom
nhitng nha quan ly vdi chi s6 théng minh IQ ca nhan trén 120 lai c6 mot chi
s0 IQ chung la 63? Nguyén ly vé hoc tap doi nhém c6 thé giai quyét nghich
ly nay. Ching ta biét rang nhitng doi nhém c6 thé hoc tap; trong thé thao,
trong nghé thuat, trong khoa hoc va tham chi doi khi trong kinh doanh, co
nhitng vi du an twong trong do tri thong minh ctia doi nhom vwot qua tri
thong minh cta tirng ca nhan trong nhém, va cac déi nhém phat trién nang
lyc phi thwong trong cac hanh dong phoi hgp. Khi cac déi nhom that sy hoc
tap, ho khong chi tao ra nhitng két qua phi thuwong, ma tirng thanh vién con
phat trién nhanh hon trong nhitng moi treong khac.
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Nguyén ly hoc tap d6i nhom bat dau vai “doi thoai” (dialogue), ham y
cac thanh vién trong nhém ngirng gia dinh va chuyén qua giai doan “cluing
nhau suy nghi” mot cach thyc syw. B6i véi ngwsi Hy Lap, thuat ngit dia-
logos nghia la sy tw do luan chuyén y twéng trong mot nhém ngudi, lam
cho nhitng nguwdi dé hiéu thdu dugc y nghia bén trong ma titng cd nhan
khong thé dat duwgc. That thu vi la y nghia cua déi thoai da dugc bao ton
qua nhiéu nén van hoéa “cé xwa”, vi du nhw nén van héa cia ngudi da do &
chau My, nhung né da hoan toan bién mat & nhitng xa hoi hién dai. Ngay
nay, nhitng nguyén tac va phuwong phap doi thoai da dugc tai kham pha va
dwa vao trong bdi canh hién dai. (Thuat ngi* déi thoai (dialogue) khac véi
thuat ngit “thdo luan (discussion) thong dung; “thdo luan” c6 nguén goc tw
“va cham” (percussion) va “rung dong” (concussion), c6 nghia den la dwa y
twong ra mot cudc tranh tai ma ai thang sé dwgc tat ca).

Nguyén ly doi thoai cling lién quan dén viéc hoc cach nhén ra céac
khu6n mau twong tac trong doi nhém c6 tac dong xau dén viéc hoc tap. Cac
khuén mau bao tha thwdng an sau vao cach hoat dong cia mot doi nhom.
Néu khong duwge nhan ra, ching cé thé lam suy yéu viéc hoc tap. Néu dugc
nhan ra va xtr Iy mot cach sang tao, chiing c6 thé lam tang t6c sy hoc tap.

Hoc tdp doi nhém la yéu t6 song con bdi vi cac doi nhéom (chit khéng
phadi cac ca nhan) sé la nhitng don vi hoc tap nén tang trong mot to chitc
hién dai. Hién nhién la t0 chitc chi c6 thé hoc tap vaGi diéu kién cac doi
nhom c6 thé hoc tap.

Néu vi Té chirc hoc tdp nhw mot cudc cach tan vé ky thuat, vi du nhw
trong nganh hang khong hay nganh mady tinh, thi cac thanh phan trinh bay
trén day c6 thé dugc goi la cac “ky thuat”. Néu la mot sy cach tan vé hanh
vi con ngudi, cdc thanh phan c6 thé dugc xem nhw cdc nguyén ly
(disciplines). V&i tit “nguyén ly”, t6i khong cé y néi vé mot “ménh 1énh bat
budc” hay “cong cu tritng phat”, ma la mot tap hgp ly thuyét va ky thuat
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can nghién cttu va thau hiéu dé dwa vao thuc tién. Mot nguyén ly
(discipline tw chi¥ disciplina trong tiéng Latinh c6 nghia la hoc héi) 1a mot
con duwong phat trién cac ky nang hay nang lwc nao dé. V@i bat ky nguyén
1y nao, tr choi dan piano dén co dién tit, dau mot s6 ngudi co thé cé nang
khiéu bam sinh, nhwng bat cit ai ciing c6 thé dat dén sy tinh thong qua rén
luyén.

Pé thyc hanh mot nguyén ly doi héi phai 1a mot ngwdi hoc hoi suot
doi. Ban khong bao gio dén dich, ban phdi danh ca doi dé thau hiéu cac
nguyén ly. Ban khong thé néi “Ching téi la mét T6 chitc hoc tap” cling
nhw khong thé néi “To6i la mot nguwdi da ngd dao”. Ban hoc cang nhiéu, ban
cang hiéu sau sac veé sy thiéu hiéu biét cia minh. Do dé, mot doanh nghiép
khong thé “tuyét voi” dwdi goc do da dat dén mot két qua tuyét voi vinh
vién; n6 chi trong trang thai thyc hanh cac nguyén ly hoc tap, dé trd nén tot
hon hodc xau hon.

Mot t6 chite c6 thé huwdng 1oi tir cac nguyén 1y khong phai la viéc hoan
toan mai la. Suy cho cung, cac nguyén ly quan tri nhw ké toan da dugc ap
dung twr lau. Nhueng nam nguyeén ly hoc tap khac vGi nhitng nguyén ly quan
tri thong thuwong & cho chiing 1a cac nguyén ly mang tinh ca nhan. Moi
nguwoi déu phai thwe hanh trong cach ching ta suy nghi va phan ng, hoc
héi vé&i ngwoi khac. O phwong dién ndy, ching gidng véi cac nguyén ly
nghé thuat hon la cadc nguyén 1y quan tri truyén théng. Hon nita, trong khi
ké toan thi tot cho viéc “theo doi cac so liéu”, chiung ta chwa bao gid ap
dung cac nguyén ly méi trong nhitng nhiém vu tinh té hon nhw xay dung to
chitc, tang cwong nang lwe doi méi va sang tao, thiét ké chién lwgc va chinh
sach. Co6 1é do la 1y do vi sao cac t6 chic 16n thong thwong chi dat duoc
khoanh khac thanh cong ngan ngui dé roi lang 1€ tré vé vi tri tam thuong
trugc day.

Thyc hanh mot nguyén ly khéac véi viéc thiét k€ mot mo hinh. Thudong
thi nhitng d6i méi vé quan tri dugc mé td dudi dang “thuwc hanh t6t nhat”
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(best practices) ctia nhitng cong ty hang dau. To6i tin rang vGi viéc lay
nhitng thyc hanh t6t nhat lam chuan cé thé mé rong tam nhin cta con
nguwoi dé nhin thay nhitng diéu c6 thé, nhwng ciing c6 thé dem lai nhiéu
diéu bat 1gi hon diéu c¢6 1gi, dan dén viéc sao chép tir tir va bat chudc. Nhw
mot nha quan ly day dan kinh nghiém & Toyota da binh luan sau khi don
tiép hang tram cudc tham viéng ctia cac nha quan tri khach mai: “Ho ludn
néi “Vang, anh c6 mét hé thong Kan-Ban[5], ching t6i cling c6. Anh cé
cac quy trinh chat lvgng, ching toi cling c6. Ngudi ctia cac anh thyc hién
cac budc cong viéc tiéu chuan, ching toi cling thé”. Tat cad ho déu thay
nhitng thanh phan va da sao chép cac thanh phan d6. Nhung diéu ma ho
khong thay la cach ma tat ca cac thanh phan ctung phoi hgp hoat dong”. T6i
khong tin rang cac to chitc 16n lai duge xay dung bang cach c6 gang thi dua
v6i nguoi khac, cling nhw thanh tiu t6t dep ctia cd nhan lai dat dugc bang
cach co6 gang sao chép mot “ngudi vi dai” nao khac.

[5]. Kanban la mét hé thong thong tin nham kiém sodt s6 lugng linh
kién hay san phdm trong tirng quy trinh sdn xudt, duoc dp dung dau tién tai
cong ty Toyota - ND.

Khi nam k¥ thuat thanh phan hoi tu lai dé tao ra chiéc may bay DC-3
thi nganh hang khéng thwong mai ra doi. Nhuwng DC-3 khong phai 1a diém
két thic cua tién trinh. Ma ding hon n6 la tién than cia mot nganh cong
nghiép méi. Twong tw, khi nam thanh phan cta nguyén 1y hoc tap héi tu lai
ching sétao ra t0 chitc hoc tap. Ma dung hon la ching tao ta mot phong
trao thir nghiém va tién bo mdi.

NGUYEN LY THU NAM

Diém mau chot 1a nam nguyén ly phat trién nhw mot sw két hgp dong
bd. Biéu nay la mdt thach thirc bagi vi sé kho két hgp nhitng cong cu méi
hon 1a chi don gidn 4p dung chiing mét cach rdi rac. Nhung phan thudng
lai hét strc xitng dang.
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Dbiéu doé la ly do tai sao suy nghi hé thong (systems thinking) lai la
nguyén ly thit nam. D6 la nguyén ly két hop cac nguyén ly, hop nhat ching
thanh mot khéi ly thuyét va thuwc hanh dong bd. N6 gilt cho cac nguyén ly
khong trd thanh cac tha thuat quang cdo roi rac hodac cac moét quan ly nhat
thoi. Néu khong c6 mot dinh hudng hé thong, sé khong c6 dong co dé xem
xét cach cac nguyén ly twong ho nhau. Bang cach ho trg lan nhau, céac
nguyén ly tiép tuc nhac nhd ching ta rang tong thé c6 thé 16n hon la tong
cong cac thanh phan.

Vi dy, tdam nhin ma khong cé suy nghi hé thong sé chi la viéc vé ra cac
bitc tranh dang yéu vé twong lai ma khong hiéu sdu sac vé cac nguon luc
can c6. Do la mot trong nhitng 1y do nhiéu cong ty 16n titng “phd trwong
tam nhin” trong nhitng ndm gan day da kham pha ra rang chi véi tam nhin
cao ngat thi khong thé thay d6i van ménh cta céng ty. Néu khong cé suy
nghi hé thong, hat giong tam nhin sé roi xuéng manh dat kho can. Néu suy
nghi khong hé thong chiém wu thé, diéu kién dau tién dé nudi dudng tam
nhin sé khong thé thyc hién dwgce: mot niém tin chan that rang ching ta cé
thé bién tam nhin cia minh thanh hién thyc trong twong lai. C6 thé néi
“Chung ta c6 thé dat dugc tam nhin” (hau hét cac nha quan ly & nuwéc My
bi tr6i budc vGi niém tin nay), nhung thye té quan diém ngam cua ching ta
lai trai ngwgc phat biéu do6. Vi ching ta nghi vé thuc té hién tai nhw tap hop
nhitng yéu t6 do ngudi khac chi phoi.

Nhung suy nghi hé thong ciling can cac nguyén ly con lai nhu xay
dwng tam nhin chung, cdc m6 hinh tw duy, hoc tap doi nhom va hoan thién
ban than dé hién thitc hda cac kha nang ctia n6. Xay dung tam nhin chung
kich thich mot sy cam két dai han. Cac mo hinh tw duy hwdng vé sy cdi mé
dé nhin ra nhitng thiéu sét trong cach nhin nhan thé gigi hién tai ctia chiing
ta. Hoc tdp doi nhém phat trién cac ky nang tap thé dé nhin ra dugc bitc
tranh 16n hon sau tam nhin cad nhan. Va hoan thién ban than khuyén khich
dong co ca nhan dé tiép tuc hoc hoéi cach tac dong dén thé gidi. Néu khong
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lam cha ban than, ngwdi ta c6 thé chim dam vao nhitng suy nghi thu dong
(ai do/diéu gi do da g rac roi cho toi) bi de doa béi tam nhin hé thong.

Cudi cung, suy nghi hé thong gitip ching ta c6 thé hiéu dugc phwong
dién té nhi nhat cua t6 chitc hoc tap - cach thitc mdi theo dé ca nhan nhan
thitc vé chinh ban than va thé gi¢i. Tai tam diém cua t6 chitc hoc tap 1a mot
st thay do6i vé tam tri - tit cho nhin nhan ban than tach biét vdi thé gidi dén
cho lién két vai thé gidi, tir cho nhin nhan van dé dugc gay ra bdi mot ai
khac, mot diéu gi khac “bén ngoai” dén cho nhén ra cach hanh dong cua
chinh ban than tao nén van dé. Mot t6 chitc hoc tap la noi con ngwoi tiép
tuc kham pha cach ho tao nén thuc tai, va cach ho thay doéi thuc tai. Nhw
Archimedes no6i, “hay cho t6i mot don bay du dai... va bang mot tay t6i cé
thé nang ca thé gidi”.

METANOIA - MOT SU THAY POI TAM TRi

Khi ban hoéi ngwoi khac vé cam giac khi la thanh vién cua mot tap thé
xuat sac, dap an noi bat nhat la y nghia cta sy trdi nghiém. Nguwoi ta noi vé
viéc la thanh vién cta md6t diéu gi dé to 16n hon chinh ho, duwgc lién két,
dugc sang tao. RO rang la doi vdi nhiéu nguoi, trdi nghiém trong viéc la
thanh phan cua tap thé xuat sac la mét thoi ky khé quén ma ho duwgce song
hét minh. Nhiéu ngudi danh ca thoi gian con lai trong doi dé tim lai cam
giac tinh than do.

Tt chinh xac nhat trong van héa phwong Tay dé miéu ta diéu dién ra
trong to6 chirc hoc tdp la mot tv thwong it dugc st dung trong hang tram
nam nay. D6 la tit ma chiing t6i da dung trong du &n cia minh véi mot s6 to
chitc trong khoang 10 nam, nhung ching t6i luon khuyén cdo ho va chinh
ching t6i han ché dung né trudc cong ching. D6 la “metanoia”, c6 y nghia
la mot su thay doi tam tri. Tt nay c6 mét lich st phong phu. B6i véi nguoi
Hy Lap, n6 la mot sy thay doi can co hay sw bién doéi, hay néi mot cach van
chwong la sy siéu viét (“meta” nghia la cao hon, tot hon nhuw tw
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“metaphysics” la siéu hinh) ctaa tam tri (“noia” véi y nghia la tir géc “nous”
tri tu€). Trong tin ngwdng cta ngwoi Co déc gido md dao, né cd y nghia dac
biét la danh thitc tri gidc chung va true ti€p nhan thitc vé dang toi cao -
Thuwong dé. “Metanoia” c6 1€ 1a gidi han cha yéu ctia nhitng nguwoi Co déc
c6 dai nhw thanh John Tay gia (John the Baptist). Trong kinh van ctia Thién
chua giao tw “metanoia” tham chi dwgc dich la “an nan”.

Nam bat y nghia ctia “metanoia” la dé nam y nghia sau xa ctia “hoc
tap”, vi hoc tap ciling lién quan dén mot sy thay doi hay van dong can ban
ctia tdm tri. Van dé khi n6i vé cum tit “ hoc tdp” la “hoc tap” da mat y
nghia trong tam cua no theo cach dung hién nay. Khi ban dung twr “hoc tap”
hay “t6 chitc hoc tap”, nhiéu nguwoi sé khong hiéu ding nghia cta ching.
Nhitng tir nay ngay lap titc goi nhé vé hanh dong ngoi im trong 16p hoc,
lang nghe, lam theo hwéng dan va lam vui long gido vién bang cach tranh
gay ra 16i lam. Trong thuc té, trong cau chuyén hang ngay, hoc tap da dong
nghia véi “nhan thong tin”. Chang han nhw ban n6i “Vang, t6i da hoc dugc
nhitng kién thitc d6 trong budi huan luyén hom qua”. Nhan thong tin chi
lién quan chut it dén khai niém hoc tap that sy. Sé vo nghia néu nhu noi
“T6i vira m&i doc mot quyén sach rat hay vé chay xe dap - téi da hoc n6”.

Hoc tap thuc sw cé y nghi hét sitc quan trong véi con ngudi. Qua hoc
tap ching ta tai tao chinh minh. Qua hoc tap ching ta c6 thé lam nhirng
viéc ma chung ta chuva tirng c6 kha nang lam dugc. Qua hoc tap ching ta
nhan thite lai thé gidi va quan hé cuda ta véi thé gidi. Qua hoc tap ching ta
md& rong kha nang sang tao, tré thanh mot phan cta tién trinh séng trong
cudc doi. Trong moi ching ta c6 mot khao khat manh liét vé loai hoc tap
nay. Nhu nha nhéan loai hoc Edward Hall phat biéu: “Con nguwoi la sinh vat
hoc tap xudt sac nhat. Bong lyc hoc tdp cling manh mé nhw dong lyc tinh
duc - nhung hoc tap bat dau sém hon va kéo dai 1au hon”[6].

[6]. Edward Hall, Vuot trén van hoa (Beyond Culture), New York:
Anchor, 2007, trang 207.
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DPiéu d6 chinh la y nghia can ban ctia mot “t6 chitc hoc tap” - mot td
chitc lién tuc nang cdp, md rong nang lyc cua minh dé sang tao ra twong lai.
V6i mot t6 chire nhw thé, chi ton tai 1a khong du. “Hoc tap toén tai” (survival
learning) hay thuwong dugc goi la “hoc tap thich nghi” (adaptive learning)
cling quan trong - thuc sy chung cling can thiét. Nhung véi mot “T6 chirc
hoc tap”, “hoc tap thich nghi” phai dwgc két hgp véi “hoc tap sang tao”
(generative learning), cach hoc c6 thé gitp tang cwong nang lyc sang tao
cua chung ta.

Mot vai to6 chirc tién phong can dam da chi ra phwong thitc nay, nhung
pham vi cia xdy dung “T6 chitc hoc tap” van chwa duwgce kham pha. Hy
vong 16n nhat cta t6i 1a quyén sach nay cé thé thoi thic sy kham pha dé.

PUA CAC Y TUONG VAO THUC HANH

Toi khong co6 cong lao gi trong viéc phat minh ra nam nguyén ly chinh
yéu trong quyén sach nay. Nam nguyén ly trinh bay sau sy thit nghiém,
nghién cttu, bién soan va kham pha ctia hang tram nguwdi. Nhung t6i da gan
bo véi tat ca cac nguyén ly trong nhiéu nam, gan loc cac y twéng vé ching,
tham gia nghién cttu va gidi thiéu ching dén cac t6 chitc trén khap thé gidi.

Khi t6i nhap hoc & Vién dai hoc MIT lan dau tién, t6i da bi thuyét
phuc rang hau hét cac rac roi loai nguoi gap phai lién quan dén sy bat luc
cta ching ta trong viéc nam bat va kiém soat cac hé thong ngay cang phitc
tap cua thé gidi. T do rat it bién c6 méi lam thay doi quan diém cua toi.
Ngay nay, khung hoang moi truong, khoang cach ngay cang xa giita giau
va ngheo, cac khiém khuyét hé qua vé xa hdi va chinh tri, cuéc chay dua vii
trang toan cau dai dang, sy buén ban ma tiy quoc té va sy bung ndé ngan
sach lién bang MY, su tham hut thwong mai va cac khuyét diém tai chinh tat
yéu déu cung chitng thwc cho mot thé gidi cé cac rac roi ngay cang phitc
tap va gan két v6i nhau. Tt khéi dau tai MIT, t6i dugc vé lam viéc vdi Jay

https://thuviensach.vn



Forrester, mot nha tién phong vé may tinh da thay doéi nhiéu linh vyc dé
phat trién diéu ma ong goi la “dong luc hé thdng” (system dynamics). Jay
cho rang nguyén nhan ctia nhiéu van dé céng cong cap bach, tir sw suy tan
cua do thi cho dén hiém hoa sinh thai toan cau, nam & cac chinh sach rat
thién chi nham lam gidm nhe ching. Nhitng van dé dé la cac “hé thong
thue sy” du do cac nha hoach dinh chinh sach dwa ra cac can thiép nham
vao cac triéu chitng bé mat chit khong phai nguyén nhan sau xa, tir dé tao
ra nhitng két qua tot trong ngan han nhung di kém vdi sy bat 6n trong dai
han, va cang lam tang nhu cau can thiép theo triéu chitng (symptomatic
intervention) nhiéu hon.

Khi nghién cttu dé tai tién si, toi bat dau gap nhitng nha lanh dao
doanh nghiép dén tham MIT dé lam viéc vé suy nghi hé thong. D6 la nhitng
con ngwoi tham tram, nhan thic sdu sadc vé sy bat twong xing ctia cac
phuong thitc quan ly dang thinh hanh. Khong nhu cac hoc gia, ho la nhitng
tri thitc dan than chit khong tach biét, nhiéu ngudi trong s6 ho da dang xay
duwng cdc loai hinh t6 chitc mdi - cac t6 chitc phan quyén, co cau mé hwéng
dén sy giau co6 va phat trién cia nguwdi lao dong cling nhiéu nhw huwéng dén
thanh cong. Mot s6 cé nhitng triét ly doanh nghiép co ban dya trén cac gia
tri cot 10i vé sy ti do va tinh trach nhiém. Mot so6 khac da phat trién cac
thiét ké t6 chirc mang tinh cach mang. Tét ca c6 chung mot cam két va mot
nang lyc déi méi ma tdi thay con thiéu trong nhitng linh vyc khac. Dan dan
toi nhan ra tai sao cac doanh nghiép la dia diém doi mdi trong mét xa hoi
md. Mdc du nhitng suy nghi theo kiéu cii van con trong khoi doanh nghiép,
cac doanh nghiép c6 su tv do dé thit nghiém, diéu ma cac khoi gido duc,
chinh quyén va ca khéi phi lgi nhuan khéng thé c6 dugc. N6 cling c6 mot
bang két qua kinh doanh ro rang, vi thé cac cudc thr nghiém c6 thé dugc
danh gi4, it ra languyén tac, bang cac tiéu chuan khach quan.

Co6 nhiéu ly do cac doanh nghiép quan tam dén suy nghi hé théng. Cac

thir nghiém tdo bao nhat thwong bi sa lay. Sy tv tri dia phwong sén sinh ra
cac quyét dinh c6 hai cho toan thé doanh nghiép. Thuc hanh “xay dung tinh
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than nhém” tap trung vao cdc moi quan hé t6t hon gitta nhitng ngudi cé
cach tu duy khac nhau. Trong khung hoang cac cong ty sat canh bén nhau,
va roi mat tat cd cdm hitng khi kinh doanh dwgc céi thién. Cac t6 chivc khéi
dau nhw mot thanh cong vang doéi, hwéng sy quan tdm dén khach hang va
nhan vién t6t nhat, nhan ra ho bi mac ket & dwong xoan o6c theo hwéng di
xuong, ho cang c6 gang stra chita thi moi viéc cang toi té hon.

Khi t6i 1a mdt sinh vién va mot gidng vién tré, tat ca ching t6i déu tin
rang cac céng cu suy nghi hé thong c6 thé tao ra sy khac biét trong nhitng
cong ty do. Khi toi lam viéc v@i cac cong ty khac nhau, toi nhan ra tai sao
mot minh suy nghi hé thong thi khong du. N6 can mot dang nha thyc hanh
quan tri (management practitioner) mdi dé that s phat huy né. Vao lic do,
gitta thap nién 1970, c6 mot khai niém phat sinh: nhw thé nao la mot nha
thie hanh quén tri m@i. Nhung n6 chwa dugce két tinh, va chi dugc bat dau
véi viéc thanh 1ap cia mot “nhém cac giam doc diéu hanh” (CEO Group)
thwong gap nhau tai MIT bat dau t* nam 1980, gom William O’Brien
(Hanover Insurance), Arie de Geus (Shell), Edward Simon (Herman
Miller), va Ray Stata, CEO cta Analog Devices. Nhém nay tiép tuc hoat
dong trong hon chuc nam, thu hat nhitng thanh vién méi tv cac cong ty
Apple, Ford, Harley-Davidson, Phillips, Polaroid va Trammell Crow.

Trong hon 25 nam t6i cling tham gia va t6 chitc nhiéu hoi thao vé quan
ly, trong do6 gidi thiéu cac y twdng vé nam nguyén ly dwgce thu thap qua du
an cda chung t6i tai MIT cho nhiéu ngudi tit moi thanh phan xa hoi. Cac y
twong dwoc két hop truedce tien vai Hiép hoi Boi méi (Innovation Associate)
trong viéc xday dung tam nhin chung va lam cha ban than. Cac cudc hoi
thao tiép tuc ngay nay dwdi dang mot phan hoat dong cua Hoi Hoc tap T6
chitc toan cau (Society for Organizational Learning - SoL). Khi
quyénNguyén ly thit ndm duge xuat ban lan dau, hon 4.000 nha quan ly da
tham dv cac hoi thdo d6 va ho thuc sw la “déc gid muc tiéu” ma quyén sach
hwéng dén. (Khi hién nhién nhiéu nguoi da st dung quyén sach nay nhw
mot 10i gigi thiéu dén hoc tap té chirc, ching t6i viét tiép quyén SO tay
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Nguyén Ly Thit Nam nam 1994, dwdi dang mot quyén sach hwdng dan cac
cong cu thyc hanh, cac cau chuyén va 10i khuyén). Qua qua trinh thyec té,
doi twgng wng dung ban dau hwéng vé cac nha quan ly cap cao trong doanh
nghiép dugc md rong hon. Cac nguyén ly co ban vé suy nghi hé thong, lam
chu ban than, mo6 hinh tw duy, hoc tap doi nhém va tam nhin chung c6 thé
c0 ich cho ca cac giao vién, cong chirc va quan chirc, sinh vién va cac bac
cha me. Tat cd nhitng nguwdi nay déu cé vi tri quan ly quan trong. Tat ca
déu tham gia trong cac “t6 chirc” chwa phat huy tiém nang sang tao cho
twong lai. Tat ca cung cam thay dé khai thac dwgc tiém nang dé can phai
phat trién cac kha nang cta chinh ho, va do6 chinh la hoc tap.

Vi vay, quyén sach nay dugc danh cho nhitng nguoi hoc, dac biét
nhitng ngwoi quan tam vé nghé thuat va tng dung hoc tap tap thé.

V6i cac nha quan ly, quyén sach nay co6 thé giup xac dinh cac ng
dung, k¥ nang va nguyén ly dac biét cé thé lam cho viéc xay dung t6 chic
hoc tap khong con la mot nghé thuat huyén bi (tuy vay cling van la mot
mon nghé thuat).

V@i cac bac cha me, quyén sach nay cé thé gitp ching ta hoc hoi tw
con cai cua minh, cling nhw dé con cai hoc hoi tir ching ta - vi ching ciing
c6 nhiéu diéu c6 thé day ching ta vé hoc tap, nhuw 1a mot cach song.

V@i cac cong dan, nhitng tranh ludn vé viéc tai sao cac t6 chitc hién tai
khong phai la nhitng “nguwdi hoc” hiéu qua, cling nhu phwong thirc xay
duwng t6 chitc hoc tap sé cho thay mot s6 cong cu hitu ich cho cong dong va
xa hoi dé ho trd thanh nhitng nguwdi hoc hiéu qua.
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CHUONG 2: TO CHUC CUA BAN CO BI THIEU
NANG HOC TAP?

Mt s6 doanh nghiép 16n c6 tudi doi chi bang mot nita doi ngwdi. Nam
1983, mot cudc nghién ctru cta cong ty Royal Dutch/Shell da kham pha
rang 1/3 nhitng cong ty trong danh sach Fortune 500 nam 1970 da bién
mat[1]. (Fortune 500 la danh sach 500 doanh nghiép 16n nhat tai nwéc My
do tap chi Fortune binh chon - ND). Shell wéc lwgng tudi tho trung binh
cua cac doanh nghiép céng nghiép 16n nhat la dwéi 40 nam, khodang dé 1/2
tudi tho cia con ngwoi! Sau dé cudc nghién citu nay da duwgc cong ty EDS
va nhiéu cong ty 16n khac lap lai, va duwgc dung nhu tai liéu tham khdao
trong quyén Tir Tét Bén Vi Dai cta James Collins xuat ban nam 2001. Kha
nang la khoang 50% doc gia quyén sach nay sé thay cong ty hién tai ctia ho
bién mat trong qua trinh lam viéc cta ho.

[1]. Arie de Geus, “ning as Learning”, Harvard Business Review s6
thang 3-4/1988, trang 70-74

Trong hau hét cac cong ty da pha san, luén c6 day ray nhitng dau hiéu
bao trwdc tinh hinh khé khan. Tuy nhién nhitng dau hiéu nay khong dugc
quan tam, tham chi ngay céa khi c6 mot s6 nha quéan 1y nhan ra chiing. Toan
thé t6 chitc khong thé nhan ra hiém hoa tréc mat, khong thé hiéu dugc y
nghia ctia cac hiém hoa do6 hodc néu ra dwogc giai phap.

Co6 1é dudi quy luat “thich nghi dé ton tai”, sy pha san ctia cac cong ty
nay la tot cho xa hoi. Tuy c6 thé la mot noi dau v6i cac nhan vién va co
dong, viéc pha san ctia ho don gian chi la mot sy xGi tron manh dat kinh té,
tai phan phoi cadc nguon lyc san xuat cho cac cong ty méi va cac nén van
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héa mdi. Nhung néu ty 1€ pha sén cao cta cac cong ty chi la m6t dau hiéu
ctia cac van dé sau sac hon c6 anh hwéng dén tat ca cong ty, khong chi dén
cac cong ty da pha san thi sao? Diéu gi xdy ra néu ngay cd cac cong ty
thanh cong nhat cling yéu kém trong viéc hoc tap - ton tai nhung chwa bao
gi® phat trién xitng dang vGi tiem nang cua ching? Diéu gi sé xay ra néu,
xét vé phuong dién cac cong ty co thé coi la, “xuat sac” thuc ra chi la “tam
thuong”?

Khong phai ngau nhién ma hau hét cac cong ty yéu kém trong viéc
hoc tdp. Cach ching duwgc cau tric va kiém soat, cach xac dinh chitc nang
cong viéc cua nhan vién, va quan trong nhat la cach ching ta dugc day va
twong tac lan nhau (khong chi trong cac t6 chitc ma con trong nhitng pham
vi rong hon) tao ra nhitng sw thiéu nang hoc tap (learning disabilities) co
ban. Nhitng su thiéu nang nay xuat hién bat chap no lwc cua nhitng con
ngwoi thong minh, kién tri. Thuwong thi ho cang c6 giai quyét van deé thi két
qua cang kém. Lam sao c6 thé hoc tap khi cé nhitng sy thiéu nang nay -
ching lan toa khap t6 chitc & mitc do nao do.

Thiéu nang hoc tap la mot tham hoa véi tré em, dac biét l1a ngudi ta
khong phat hién ra diéu do. Chung cting khong kém phan dang so doi vai
cac td6 chitc, noi ma ching thwong khong bi phat hién. Budc dau tién dé
chita tri ching la bat dau xac dinh 7 loai thiéu nang hoc tap:

1. “TOI CHI LAM PHAN VIEC CUA TOI”

Chuing ta dwgc dao tao dé trung thanh véi cong viéc cia minh - mot
cach qua mic dén noi co khi ching ta Iam lan ching véi chinh minh. Khi
mot cong ty sat thép 16n tai My bat dau dong ctra cdc nha mday dau thap
nién 1980, ho t6 chitc dao tao nghé méi cho cac nhan vién dwdao tao khong
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c6 hiéu qua, cac cong nhan dé déu bi cudn vao viéc that nghiép hoac hanh
nghé ty do linh tinh. Cac nha tam ly hoc dén nghién cttu treong hop nay, ho
kham pha cadc cong nhan bi ton thwong vi khiing hodng tam ly. Nhitng
nguoi thg hoi “Lam sao t6i c6 thé lam dugc viéc gi khac? Toi la mot thg
tién ma”.

Khi dwgc hoi lam gi dé kiém song, hau hét moi ngwdi mo ta nhiém vu
ho phdi thye hién hang ngay chit khong néi vé muc dich cia doanh nghiép
ma ho lam viéc. Hau hét ty nhin nhan minh trong mot hé thong ma ho cé
rat it hodac khong c6 dnh hwéng véi né. Ho thye hién cong viéc va c6 gang
dwong dau vai cac ap lwc ngoai kha nang kiém sodat cia minh. Két qua 1a ho
cO xu huéng nhin nhan trach nhiém cua minh trong gidi han cta chic vu ho
nhan.

Nhiéu nam truwdc, cac nha quan ly ctia mot cong ty xe hoi ¢ Detroit da
ké cho t6i nghe viéc ho thdo roi mot chiéc xe hoi Nhat nhap khau dé xem
xét tai sao nguwoi Nhat cé thé dat dén mutc d6 chinh x4ac va an toan phi
thwong va6i chi phi thap trong viéc lap rap xe hoi. Ho kham pha mot con bu-
lon tiéu chudn dwoc st dung 3 lan trén mot két cau may xe. Moi lan dugc
stt dung, n6 gan v&i mot loai phu tung khac nhau. V&i mot chiéc xe hoi
My, két cdu tuong tw can 3 loai bu-lon khac nhau kém theo 3 loai dai 6c
khac nhau va can dv tri* hang ton kho cho 3 loai bu-lon khac nhau nay.
Viéc nay lam cho quy trinh lap rap xe chdm hon va t6n kém hon. Tai sao
nguwoi My lai dung 3 loai bu-lon khac nhau? B@i vi cong ty thiét ké &
Detroit ¢c6 3 nhém ky sw khac nhau, mo6i nhém chi chiu trach nhiém cho
loai phu tung “ctia ho”. Ngwoi Nhat c6 mét nha thiét ké chiu trach nhiém
cho sy lap rap tong thé bd mdy, va cé 1é con hon thé nita. Ky la la ca 3
nhom k¥ sw nguwdi My déu cho rang két qua cong viéc cua ho la tét béi vi
cac bu-lon va phan phu tung cta ho hoat dong tot.

Khi con ngudi trong cac té chitc chi tap trung vao vi tri cong viéc cta
ho, ho sé rat kho nhan ra trach nhiém cho két qua chung vdi sy tham gia
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twong ho cua tat ca cac vi tri. Hon nita, khi két qua khong t6t thi rat kho xac
dinh nguyén nhan. Tt ca nhitng gi ban c6 thé lam la cho rdng “c6é mét ai
d6 da sai sot”.

2. “KE THU O BEN NGOAI”

Mot nguwdi ban da ké toi nghe cau chuyén anh ta hudn luyén mot cau
bé & gidi bong chay thiéu nhi. Cau bé da lam roi ba bong & khu vy bat
bong, sau do tic gian vit gang tay va bo di khoi san, gao len “khong ai co
thé bat dugc trai banh trong khu vyc quai qui do”.

Trong moi chiing ta déu c6 xu hwdng tim mot ai d6 hodc mot diéu gi
dé bén ngoai dé do thtra khi moi viéc xau di. Nhiéu t6 chitc con nang xu
hwéng nay thanh mot diéu ran “Ai cling sé tim dwgc tac nhan bén ngoai dé
do6 16i”. Phong Tiép thi d6 16i cho phong San xuat “Ly do ching t6i khong
dat dwgc muc tiéu ban hang la do chat lwgng hang héa khéng c6 tinh canh
tranh”. Phong San xuat do 106i cho phong Ky thuat. Phong Ky thuat lai do
16i cho phong Tiép thi “Néu ho thoi bat ép viéc thiét ké theo y minh va dé
chung t6i thiét ké san pham, chiing ta sé dan dau trong nganh”.

Hoi chitng “ké thu & bén ngoai” thye sy 1a mét phu pham cua 1y luan
“T6i chi lam phan viéc cta t6i”, va cach nhin nhan khong hé thong vé thé
gid¢i. Khi chi tap trung vao cong viéc cua riéng minh, ching ta khong thé
nhin thdy hanh dong ctia chinh minh gdy ra tdc dong bén ngoai pham vi
cong viéc minh ra sao. Khi nhitng hanh dong do6 tao ra nhitng hé qua khong
hay, ching ta hiéu lam cac vdn dé méi d6 do tdc nhan bén ngoai gy ra.
Giong nhu mot ngwdi luén bi cai bong ctia chinh minh dudi theo sau, ching
ta khong thé tong khit ching.
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Hoi chitng “Ké thu & bén ngoai” khong chi gidi han trong viéc doé 16i
lan nhau trong mét t6 chitc. Trong nhitng nam hoat dong cudi cung, hang
hang khong People Express mot thoi litng danh da cat giam gia vé, tang
cuwong tiép thi, va mua hang hang khong Frontier - tat ca nhw mot no luc
dién cuong dé chong lai nguyén nhan dan dén sy sup do ctia né: cac doi thu
canh tranh khoc liét ngay cang tang. Tuy vay, khong c6 mot nwdc cd nao
trong sO d6 c6 thé ngan chan da thua 16 cia cong ty hay khac phuc van dé
cot 16i cua nd, chat lwgng phuc vu da bi suy tan qua mitc dén noi gia vé ré
la yéu t6 thu hiut khach hang duy nhat cta hang.

Trong nhiéu nam, nhitng céng ty My mat thi phan cho cac doi tha
canh tranh nuwéc ngoai c6 do thira cho cac yéu td & nwdc ngoai nhw tién
lwong ré, chinh sach cong doan, luat phap wu dai hoac cho nhitng khach
hang da “phéan boi ching ta” bang cach mua hang tir cong ty khac. Tuy
nhién, cau chuyén “Ké thu & bén ngoai” van chwa c6 hoéi két. “Ngoai kia”
va “@ day” thuwong la thanh phan cia mot hé thong duy nhat. Yéu t6 thiéu
nang hoc tap nay lam chiing ta khong thé tim ra don bay dé dung “& day”
trong nhitng van dé vuot qua bién gigi gitta chiing ta va “ngoai kia”.

3. AO TUONG CUA VIEC NHAN TRACH NHIEM

Thyc hién “hanh dong dén dau” dang la m. Nhiéu nha quéan ly thuwong
tuyén bd sy can thiét nhan trach nhiém khi gip cac van dé khé khin. Y
nghia dién hinh ctia diéu nay la ching ta nén duwong dau vdi cac van dé khé
khan, dirng trong dgi ai khac sé lam giip diéu gi, va gidi quyét van deé tredc
khi ching bién thanh khting hodng. N6i cu thé, thyc hién hanh dong don
dau (proactive, mang tinh chi dong) la liéu thudc giai cho hanh dong “phéan
tng” (reactive) - chd dgi cho dén khi tinh hinh ngoai tam kiém soat ma
chuwa c6 giai phap. Nhung liéu viéc thyc hien mot hanh dong cong kich véi
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mot ké thu bén ngoai cé thwe sy dong nghia véi viéc hanh dong dén dau
khong?

Co6 lan, doi ngli quan ly trong mét cong ty bdo hiém tai san hang dau
dang lam viéc véi ching t6i gdp sy co do sai so6t vé hanh dong don dau.
Trwéng nhom, phé chu tich khoi boi thwong bdo hiém, chuan bi doc bai
dién van cong bo rang cong ty sé khong dap tng cac yéu cau doi boi
thwong cua cac luat s nita. Cong ty sé tang cwong doi ngti nhan vien phap
luat caa chinh ho dé c6 thé dwa nhiéu vu viéc ra Toa an phan quyét hon la
thanh toan cho ngwdi boi thwong qua thoa thuan ngoai Toa an.

Khi dé ching t6i va mot s6 thanh vién trong nhom bat dau nhin nhan
mot cach hé thong hon vé cac hiéu tng cua y twdng do: viéc phan loai cac
vu kién cé thé thang qua Toa an, quy mo cta cac ca thua kién, chi phi hang
thang bat ké ai thang hay thua kién, va cac vu kién c6 thé mat thoi gian bao
lau. R4t thu vi la cac kich ban chi ra mot sy gia tang trong tong chi phi. Vi
phai mat cong sitc diéu tra ky lwong ban dau doi véi tat ca cac vu viéc nén
cong ty khong thé thang da s6 vu kién dé dén bu phan chi phi khéi kién
tang lén. Vi pho chu tich phai xé bo bai dién van do.

Thong thwong thi, hanh dong don dau chi la hanh dong phan ng tra
hinh ma théi. Cho du trong kinh doanh hay chinh tri, néu chiing ta ngay
cang ddu tranh cong kich véi “ké thu bén ngoai” thi c6 nghia la ching ta
dang phan tng - cho du chung ta goi tén hanh dong do la gi. Hanh dong
don dau thdt sw dén tir viéc nhin nhdn cdch bdn thdn chiing ta da gép phan
tao ra nhitng van dé cua chinh minh nhv thé nao. D6 la mot san pham cua
cach suy nghi cua chung ta, chir khong phdi la mot trang thai tinh cam.

4. PONG KHUNG VAO CAC SU KIEN
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Hai dita tré cai nhau trén san choi va ban dén dé giang hoa cho chiing.
Lucy n6i: “Con danh ban vi né lay trai banh ctia con”. Tommy néi: “Con
lay trai banh vi né khong cho con choi may bay”. Lucy néi: “N6 khéng
dwgc choi may bay vi no da bé gay canh quat may bay” 16n thong minh
nhw ching ta sé tra 10i: “Thoi théi, may dita hay hoa thuadn vGi nhau nao”.
Nhung ching ta cé thuc sy khac gi ching khi gidi thich cac rac r6i ma
chinh minh bi dinh vao? Ching ta quen vd&i viéc nhin cudc song nhu mot
chudi cac sy kién, va véi moi sw kién, chiing ta nghi rang chi c6 mot
nguyén nhan ro rang.

Nhitng cudc doi thoai trong td chitc bi chi phoi bdi cac sy kién: doanh
sO thang vira qua, sw cat gidam ngan sach méi day, 1gi nhuan quy roi, ai vira
dwgce bo nhiém hay sa thai, sdn pham mé&i ma doéi tha canh tranh vira tung
ra, su tri hoan viéc tung ra sdn pham mdi cta ching ta v.v... Sau cung, néu
mot su kién nao da xdy ra qua 2 ngay thi n6 khong con la “tin méi”. Tap
trung vao su kién dan dén cach giai thich “sy kién”: “Chi s6 Dow Jones
trung binh gidm 16 diém hom nay”, bao chi thong bao, “bdi vi mitc lgi
nhuan thap trong quy 4 da dugc céng bd hom qua”. Nhitng 10i gidi thich
nhu thé c6 thé ding, nhung ching lam ta phan tdm. Ching gay anh hudng
dén viéc nhin ra cac mo hinh ctda sy bién dong dai han nam sau céc sv kién
va trong viéc tim hiéu nguyén nhan ctia cdc mo hinh do.

Suw déng khung vao cac sy kién that si la mot phan cta qua trinh tién
héa nham thich nghi cia ching ta. Néu ban mudén mot nguwoi thuwgng cd cé
thé ton tai, kha nang quan sat vii tru sé khong phai la mot tiéu chuan can
thiét lam. Diéu quan trong la kha nang nhin ra con ho di tgn sau lwng ban
va phan &ng lai nhanh chéng. Mia mai la ngay nay, hiém hoa nguyén thuy
do6i vGi sy ton tai cua chung ta, doi vGi ca t6 chitc cia ching ta va xa hoi,
khong phat sinh tir nhitng sy kién dot ngot ma tr nhitng tién trinh cham rai,
hinh thanh dan dan: sy chay dua vii trang, sy tan phd moi treong, sw x6i
mon cda hé théng gido duc cong cong, va sur sup do ctia mot cong ty vé mat
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t0 chirc hay chat lvgng san pham (lién quan tGi chat lwgng ctia doi tha canh
tranh)... tat ca déu la nhitng tién trinh chdm, hinh thanh dan dan.

Hoc tap sang tao khong thé duy tri trong mét t6 chitc néu nhw suy nghi
ctia con nguwdi bi chi phoi bdi nhitng sy kién ngan han. Néu chuing ta tap
trung vao cac su kién, diéu t6t nhat ching ta c6 thé lam la dy doan mot sy
kién truwdc khi n6 xdy ra dé ching ta cé thé phan tng mdt cach t6t nhat.
Nhung ching ta khong thé hoc cach sang tao.

5. TRUYEN NGU NGON VE CON ECH BI NAU CHIN

Nhitng nghién cttu hé thong cho thdy cac td6 chic tan ra thwong do
khong cé kha nang thich nghi véi nhitng hiém hoa hinh thanh dan dan,
giong nhu truyén ngu ngon vé “con éch bi nau chin” sau day. Néu mdt con
éch vao mot noi nwdc soi, ngay lap titc né sé c6 nhdy ra. Nhung néu ban dé
con €ch trong nwdc mat, va dirng lam no sg thi né sé nam im. Sau do, hay
dé noi nwéc 1én trén mot nguon lira, va néu ban tang nhiét d6 tw tir, mot
diéu ky la sé dién ra. Khi nhiét do tang 1én dén 70 hay 80 d6 F (khoang 27
do C), con éch van khong c6 phén ttng gi. Thue s né con c6 vé thoai mai.
Khi nhiét d6 tiép tuc tang lén, con éch ti ttr bi choang va dudi sitc, cho dén
khi n6 khéng con du sitc dé leo ra khoi néi. Mac du khong c6 gi ngan can
nod, con €ch van ngo6i dé chiu bi nau chin. Tai sao? Bdi vi than kinh cta éch
nhay cam vdi cac thay doi bat ngo trong méi truong, chit khong phan ng
v&i cac thay doi cham va dan dan.

Nganh cong nghiép xe hoi ctia My cling gap canh “éch bi ndu chin” twr
rat 1au. Vao nhitng nam 1960, ho thau tom doanh thu ban xe & khu virc Bac
My. Diéu d6 dan dan thay doi. Lic dé hién nhién 3 dai gia nganh xe hoi &
Detroit (la cac cong ty General Motors, Ford va Chrysler dithg dau vé san

https://thuviensach.vn



xuat xe hoi tai Detroit, trung tdm san xuat xe hoi cia My - ND) khong hé
coi cac cong ty Nhat 1a mot moi de doa vdi sy ton tai ctia minh. Nam 1962,
Nhat chi chiém duwéi 4% thi phan xe hoi My. Bén nam 1967, con so nay la
dwdi 10%. Dén tan 1974 van thé, con s6 nay la dudi 15%. Dén khi 3 dai gia
bat dau xem xét van dé mot cach nghiém tic, khi dé la dau thap nién 1980,
thi thi phan ctia ngwoi Nhat trén thi truong My da tang 1én 21,3%. Bén
1990, thi phan cua ngwoi Nhat da dat dén 25% va dén 2005 la gan 40%[2].
Néu xem strc khoe tai chinh ctia cac cong ty xe hoi My la chu éch, thi
khong biét c6 bao gid n6 co thé 1ay lai sitc manh dé nhay ra khoi nwéc nong
hay khong!

[2]. Cdc con sé trén ldy tir B6 thivong mai My: U.S Industrial Outlook,
cdc s6 ndm 1962 (trang 58-59), 1970 (trang 355), 1975 (trang 355), 1979
(trang 287), 1981 (trang 320), 1989 (trang 34-35); va tu Van phong Danh
gid Cong nghé ctia Quoéc héi My: Technology and the American Economic
Transition: Choices for the Future Washington (dn phdm cua Chinh phu),
1988 (trang 326)

Hoc tap cach quan sat cac tién trinh chdm va dan dan doi hoi ban phai
gidm nhip diéu cia minh va quan tdm dén ca nhitng phuwong dién tiém an
cling nhv nhitng phuong dién néi bat. Khi ngdm canh thuy triéu 1én ¢ ho
nuwdc, thoat dau ban sé khong nhin thdy gi nhiéu. Tuy nhién, néu ban nhin
dua 1au, sau khoang 10 phit, nuéc sé dang 1én. Thé gidi cac sinh vat xinh
dep lubn luén & do, nhung di chuyén rat rat cham khoé nhin thay ngay dugc.
Van dé la tam tri ching ta bi gilt chat & mét tan s6, nhw mot dia nhac véi
tan s6 78 vong/pht sé khong phéat dugc vai tan sé 33.3. Chiing ta sé khong
tranh khéi s6 phan nhw chu éch kia cho dén khi ching ta hoc dwgc cach
thong tha trd lai v cdc tién trinh tr tt, cai thuwong la khai dau cho nhitng tai
hoa 16n nhat.
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6. AO TUONG VE VIEC HQOC TAP TU KINH NGHIEM

Su hoc tap hiéu qua nhat la tr kinh nghiém true tiép. That su, ching ta
hoc cach an, bo, di va n6i chuyén thong qua phwong phap thtr va sai truc
tiép - thong qua thuc hién mét hanh dong va xem xét cac hé qua cia hanh
dong do; roi sau dé thye hién mdt hanh dong mai va khac hon. Nhung diéu
gi sé xay ra néu chung ta khong con c6 thé quan sat hé qua hanh dong cua
minh? Diéu gi xdy ra néu nhitng hé qua can ban ctia hanh dong chi dién ra
trong twong lai xa hay trong mot phan xa x6i cia hé théng 16n hon ma
ching ta hoat dong trong d6? Moi nguwdi ching ta c6 mot “chan troi hoc
tap” - mot khuon kho ctia tam nhin vé khong gian va thoi gian ma trong dé
ching ta nhin nhan hiéu qua ctia minh. Khi hanh dong cua chiing ta c6 cac
hé qua vugt ra bén ngoai chan troi hoc tap do, hoc tap tw kinh nghiém truc
tiép sé la bat kha thi.

O day cac td chitc phai d6i dién mot van dé tién thoai ludng nan:
chiing ta hoc tét nhat tw kinh nghiém, nhung chiing ta lai chuwa tirng trdi
nghiém mét cdch truc tiép cdc hé qud cia nhiéu quyét dinh quan trong
nhdt. Nhitng quyét dinh then chot nhat trong t6 chitc cé nhitng hé qua
xuyén suot kéo dai qua hang nam hay hang chuc nam. Nhitng quyét dinh
trong linh virc nghién cttu va phat trién c6 nhitng hé qua hang dau doi vai
tiép thi va san xudt. Pau tv vao cac thiét bi san xuat va quy trinh méi anh
huwéng chat lwgng va tinh 6n dinh cia cong suat trong ca mwdi nam hay hon
nita. B6 nhiém ding nguwdi vao vi tri 1anh dao quyét dinh chién lwgc va xu
hwéng cia t6 chite trong nhiéu nam. D6 chinh 1a nhitng quyét dinh ma
ching ta c6 it co hoi dé thir va sai nhat.

Thyc sy ngwoi ta rat khé nhan ra cac chu trinh, va néu ching kéo dai
hon 1 hay 2 nam thi rat kho hoc héi tir d6. Nhuw tac gia chuyén vé suy nghi
hé thong Draper Kauffman, Jr. chi ra, hau hét con nguoi c6 tri nhéd ngan
ngui. “Khi mot sy du thtra nhan lwc tam thoi xay ra trong mot nganh nao
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d6, moi ngwaoi ban tan va nhitng nguoi tré tim cach nhdy ra khoi nganh. Vai
nam sau, diéu dé tao ra mot sy thiéu hut nhan Iy, nhiéu vi tri thiéu nguoi,
nhitng ngwoi tré lai dwgc moi chao hoi ha vé lam viéc trong nganh - roi
diéu nay lai tao nén mot sy dw thira nhan Iyc. Hién nhién 14, thoi diém tot
nhat dé hoc mot ngheé la khi moi nguwdi noéi vé sw du thira nhan lye vai nam
lién tuc va chi rat it ngwdi muon tham gia vao nganh nghé do. Bang cach dé
ban sé két thic khéa hoc ctia minh ngay khi sy thiéu hut nhan lyc trong

~

nganh bat dau tang 1én”[3].

[3]. Draper Kauffman, Jr. Hé théng 1: Gidi thiéu vé tw duy hé thong
(Systems 1: An Introduction to Systems Thinking) Minneapolis: Future
Systems Inc., 1980

Theo truyén thong, cac t6 chitc tim cach gidi quyét tac dong tir nhitng
quyét dinh bang cach chia nhé chinh minh thanh cac b6 phan. Ho xay dung
lai co cdu t6 chitc dé moi ngudi dé dang “kiém soat van dé”. Nhung sau dé
cac bo phan chitc nang tré thanh nhitng co quan doc lap, va sw phan chia
nhan sy von thuan tién nay trd thanh chuwéng ngai trong viéc git lién lac
gitta cac chitc nang. Két qua la viéc phan tich cac van dé quan trong nhat
trong cong ty, lién quan dén nhiéu chitc nang, trd nén hét sitc kho khan
hodc khong thyc hién dugc,

7. HUYEN THOAI VE POI NGU QUAN LY

DPoi dau vai cac van dé nan giai va nhitng sy thiéu nang la “doi ngi
quan ly”, tap hgp nhitng ngudi day dan kinh nghiém thyc hién cac chic
nang va linh virc chuyén mén khac nhau cta t6 chitc. Ciing nhau, ho phan
loai cac van dé phic tap lién quan nhiéu chitc nang c6 tinh then chot véi td
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chitc. Chung ta tin twéng dugc bao nhiéu % la thuc sy nhitng doi ngli quan
ly dién hinh do c6 thé vugt qua nhitng thiéu nang hoc tap?

Thuong thi cac doi nhom trong doanh nghiép thuong danh thoi gian
cho viéc tranh né bat ci¥ viéc gi lam cho ca nhan ho c6 vé té hon, va gia vo
la moi nguwdi dang theo sau chién lwge chung ctia nhém - nghia la c6 duy tri
vé ngoai ctia mot nhom doan két. Dé gilt hinh anh, ho tim cach dé nén sy
bat dong. Nhitng ngudi vdi su de dat cao do tranh tuyén bo cong khai, con
cac quyét dinh chung chi la si théa hiép véi s hai long ctia moi ngwoi, hay
chi phan anh quan diém ctia mot nguwdi 16ng vao cd nhom. Sy bat dong, néu
6, dugc dién td dwdi hinh thitc quy trach nhiém, phan cuc y kién. Do do,
tap thé khong hoc tap duwgc tv nhitng khac biét trong gia thiét va kinh
nghiém cua cac thanh vién.

“Hau hét cdc nhéom quan ly déu guc nga duwéi ap lwc”, Chris Argyris -
nha nghién cttu 1au nam vé viéc hoc tap tai cdc nhéom quéan ly & dai hoc
Harvard cho biét. “D0i nhom c6 thé hoat dong kha t6t vdi cac van de
thuong ngay. Nhung khi ho doi dau véi nhitng van dé phic tap hiém ngheo,
“tinh than tap thé” sé tiéu tan”[4].

[4]. Chris Argyris, Vuot qua nhitng t6 chitc (Overcoming
Organizational Defenses),New York: Prentice-Hall, 1990

Argyris cho rang hau hét cac nha quan ly nhan thay céac cau héi cho
mot tap thé déu mang tinh de doa, khé khan c6 hitu. Trudng hoc day ching
ta khong bao gio chdp nhan la minh khong biét cau trd 10i. Hau hét cac
cong ty nhac lai bai hoc nay bang cach khen thwéng nhitng ngudi vuegt troi
trong viéc tan thanh quan diém ctia cong ty chit khong phéi nhitng nguoi
hay néu cau héi vé cac cac van dé phic tap. (Lan cudi cung c6 ai d6 dugc
khen thuwéng trong céng ty ban vi da dwa ra nhitng cdu hoi kho vé chinh
sach hién tai cta cong ty thay vi gidi quyét cac van dé cap bach la khi
nao?). Tham chi khi cdm thay khéng chac chan hay khéng hiéu, ching ta

https://thuviensach.vn



hoc cach che giau diéu do6 vi sg mot vé ngoai khong ty tin va khong hiéu
biét. Tién trinh nay ngan chan bat ky sy hiéu biét mgi nao c6 thé lam ching
ta s¢ hai. Hé qua ma Argyris goi la “sy kém céi dugc dao tao” (skilled
incompetence) - nhitng d6i nhém gém toan nhitng ngudi cuc ky gioi giang
trong viéc ngan can chinh ban than ho hoc tap!

NHUNG SU THIEU NANG VA CAC NGUYEN LY

Nhitng s thiéu nang hoc tap da ton tai trong ching ta sudt mot thoi
gian dai. Trong quyén The March of Folly, Barbara Tuchman nghién citu vé
nhitng chinh sach sai lam v&i quy mo 16n “dwoc theo dudi ngwge vai tinh
tw 1gi tot d6”[5], ti sw sup do cua thanh Troy dén sy tham gia cia nwéc My
vao chién tranh Viét Nam. Chuyén nay tiép sau chuyén kia, nhitng nha lanh
dao khong thay duwgc hé qua cua chinh sach ctia minh, thdm chi khi ho
duwoc canh cao tredce la tinh mang cua chinh ho dang bi danh cuge. Poc qua
nhitng trang viét ctia Tuchman, ban cé thé thdy vwong triéu Valois thé ky
14 ctia Phap da chiu hau qua caa sy thiéu nang “t6i chi lam cong viéc cta
t0i” - khi ho pha gia tién té, va khong nhan ra minh da ép budc tang 16p
trung lwu cua nwdc Phap ndi day khéi nghia.

[5]. Barbara Tuchman, Cuéc diéu hanh ctia sy ngu xudn: tir Troy dén
Viét Nam (The March of Folly: From Troy to Vietnam),New York: Knopf,
1984

Gitta thé ky 17 nwdc Anh ciling la mot trwong hop “éch bi nau chin”.
Theo Tuchman, ngwoi Anh da trdi qua “su6t mot thap ky mau thuan ngay
cang tang voi dan thudc dia (My) ma khong gti dugc mot dai dién chinh
thitc chit dirng néi dén mot vi b tredng, xuyén Dai Tay Duong... dé tim
hiéu diéu gi dang de doa quan hé hai bén...”[6]. Pén 1776, nam khai dau
cudc cach mang cua nguoi My, quan hé gitta hai bén hoan toan bi de doa.
O phan khac, Tuchman miéu ta cac Gido cha Thién chda gido La Ma cb
daithé ky 15 va 16, mot “doi ngli” quan ly té hai ma gidi luat doi héi phai
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thé hién mot vé dong thuan bé ngoai. Tuy nhién, hanh dong dam sau lung
(trong mot sO treong hop, tv “dam sau lung” thuce sy duwgce néi theo nghia
den!) dang sau hau treong da dva lén nhitng Gido hoang co hoi, lam dung
quyeén lyc thai qua, dan dén phong trao cai cach ctia dao Tin lanh.

[6]. Barbara Tuchman, sdd.

Gan day hon, nha st hoc Jared Diamond da viét lai nhiéu cau chuyén
twong tu, trong do6 sw kiéu cang va mu quang da dan dén sy tan vo. Chi c6
diéu lan nay cac nan nhan lai l1a toan thé mot nén van minh. Tt ddo Mayas
dén nhitng cw dan dao Easter, Diamond ké lai cach nhiéu virong triéu quyén
lyc da sup d6, thuong trong mot khoang thoi gian cuwe ngan. Ciing nhu cac
t0 chirc da that bai, hau hét nguwdi dan trong vieong triéu nay hiéu dwgc rang
khong phai moi chuyén dé dién ra t6t dep, nhwng ban nang cua ho la bao vé
truyén thong hon la dat cau hoéi, chit chwa ndi t6i viéc phat trién nhitng kha
nang dé thay doi nhitng cach thic hién c6[7].

[7]. Jared Diamond, Sup do: cdch thttc cdc xd héi chon lva khd ndng
that bai hay thanh céng (Collapse: How Societies Choose to Fail or
Succeed),New York: Penguin, 2004

Ngay nay ching ta & trong thoi ky khong kém phan hiém nghéo, va
nhitng sy thiéu nang hoc tap van ton tai cung vdi cac hé qua cua chung. Toi
tin rang nam nguyén ly hoc tap t6 chitc c6 thé hoat dong nhw mét liéu thude
gidi cho nhitng s thiéu nang d6. Nhung dau tién chiing ta phdi nhin nhan
cac su thiéu nang do6 ro rang hon - vi chung thuwong lan mat gitra cac su
kién 6n ao ngay nay qua ngay khac.
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CHUONG 3: TU NHAN TRONG HE THONG
HAY TRONG SUY NGHI CUA CHINH MINH?

DPé nhan ra nhitng thiéu nang hoc tap trong thuc té, chiing ta cé thé thw
nghiém v&i mo hinh cac té chirc thu nho, qua dé ban cé thé thay hé qua cia
quyét dinh ro rang hon trong thuc té. Vi ly do nay, ching t6i thwong maoi
nhiéu nguwoi tham gia mot thit nghiém dwgc goi la “tro choi bia (beer
game)”, dugc ap dung lan dau trong thap nién 1960 tai treong Quan tri
Sloan thuoc Vién dai hoc MIT. D¢ la ban sao trong phong thi nghiém cua
mot tinh hudng thyc té€ nguyén ban, nén ching t6i cé thé tim ra nhitng thiéu
nang va nguyén nhan cta ching mét cach chinh xac hon trong thuc té.
Dbiéu nay cho thay cac van dé c6 nguon goc tir cach suy nghi va twong tac
co ban, hon la tr nhitng khac biét vé cau tric va chinh sach cia cac t6
chtrc.

Tro choi bia mé phong mét loai hinh t6 chitc it dwge quan tdm nhung
pho bién & tat ca cadc nwdc cong nghiép: mot hé thong san xuat/phan phai,
chuyén vé hang tiéu dung va thwong mai. Trong trong hop nay, dé la mot
hé thong san xuat va phan ph6i mot nhan hiéu bia. Ngwoi choi tai moi vi tri
hoan toan ty do trong viéc ra quyét dinh[1].

Ciing nhw cac tro choi khéc, tinh huéng trong moi phan cta tro choi
bia c6 thé dwgc ké lai nhw mot cau chuyén. C6 ba nhan vat chinh trong cau
chuyén - mot ctra hang ban 1é, mét dai 1y ban si va giam doc tiép thi cua
mot nha may bia[2]. Cau chuyén lan lwgt dugc ké qua cai nhin cda tirng
nguoi choi.
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[1]. Tro choi twong tdc nay dugc cung cdp boi System Dynamics
Group (Nhém nghién citu dong lvc hé thong) tai Trircong Qudn tri Sloan
thuéc Vién Dai hoc MIT, Cambridge MA 02139
(http://www.systemdynamics.org/Beer.htm).

[2]. Trong mé hinh ra quyét dinh thuc té c6 bon vi tri, mot trong s6 do
(nha phan phéi) dugc lvge bo dé don gidn hoa tro choi von khd phire tap.

CUA HANG BAN LE

Hay twong twgng ban la mot nguwdi kinh doanh ban 1é. Cé thé ban la
nha quan ly cia mot ctra hang & ngoai 6 trong hé thong cita hang nhuwong
quyén dang noi tiéng. Hay c6 thé ban la cha ctra hang tap hoa trong mot
khu vyc trung lvu. Hodc mot ctra hang giai khat gia ré trén xa 190.

Cho du ctra hang ctia ban nhu thé nao, hay cho du ban ban cai gi, bia
la mat hang thiét yéu phdi c6. Khong chi vi lgi nhuan tr bia, ma n6 con
gitip thu hat khach hang mua cadc mat hang khac nhw bap rang va khoai tay
chién. Ban c6 it nhat mwdi hai loai nhan hiéu bia khac nhau. Ban quan ly
chdt ché s6 lugng bia ton kho theo titng nhan hiéu trong gian phong phia
sau.

Moi tuan mot 1an, nguwdi giao hang dén cho ban. Ban dwa anh ta mét to
don dat hang trong tuan. Moéi nhan hiéu ban muoén diat mua bao nhiéu
thung? Nguoi giao hang, sau khi di giao hang mot vong, sé dwa don dat
hang ctia ban cho dai 1y ban si. Ong nay sdp xép cac dn dit hang theo thit tw
thich hgp va giao hang cho ban sau khi téng hgp cac don hang. Vi qua trinh
nay can thoi gian, ban phai chd trung binh 4 tuan dé nhan hang. Néi cach
khac 1a bia chi dén cira hang ban sau khoang 4 tuan ké tr khi ban dat hang.

Ban va dai ly ban si chwa bao gi¢ lam viéc trie tiép v6i nhau. Hai bén
chi lam viéc qua cac ching tw. C6 khi ban con chwa tirng gap madt anh ta.
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Ban chi quen mat nguwdi giao hang. Biéu nay c6 mét ly do hgp ly, do la vi
ban dang kinh doanh ca tram mat hang khac nhau. Hang ta dai ly ban si bo
moi cho ban. Trong khi d6 dai ly ban si bia cling giao hang cho hang tram
ctra hang, ¢ hang ta thanh phé khac nhau. Do d6 ca hai lam sao cé thoi gian
tro chuyén vGi nhau? Cac con s6 dat hang la diéu duy nhat hai bén can néi
vGi nhau.

MGt trong nhitng nhan hiéu bia truyén thong ban ban goi 1a Bia “Tinh
Yéu”. Ban chi mo ho biét n6 duwgc san xuat tir mot nha may nho nhung hiéu
qua ndm cach ctta hang ban khodng 300 dam. Nhan hiéu nay khong noi
tiéng, va thyc ra n6 ciing khéng duwgc quang cdo. Nhung hang tuan, cling
déu dan nhw viéc ban doc bao budi sang, ban ban duwgc 4 thung bia Tinh
Yéu. Chac chan mot diéu, khach hang mua bia nay la nhitng nguoi tré,
thwong & do tudi 20 va la nhitng khach hang hay thay doi. Nhung néi gi thi
néi, khi ho chuyén sang dung cac nhan hiéu bia noi tiéng hon nhw Miller
hay Bud, thi sé c6 m0t nguwoi em trai hay em gai - t'c mot thanh nién khac
tré hon, thé cho ho.

Pé dam bao minh luén c6 da bia Tinh Yéu dé ban, ban lu6én dé ton
kho 12 thung bia. Nghia la ban dat hang 4 thung vao mo6i Thit Hai, khi
nguoi giao hang dén. Cit thé tuan nay qua tuan khac. Bén noi bay gio ndi
dén loai bia do6 la ban nghi ngay dén doanh s6 bon thung mdt tuan. Tham
chi khi dién vao don dat hang, ban chang can phai nham lai n6i dung “Bia
Tinh Yéu: 4 thung.”

12 +

TON KHO BIA TiNH YEU
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Tuan 2

Tuan 2: Chot trong mot tuan cta thang Mudi (tam goi dé la tuan 2),
doanh thu ban bia tang gdp do6i. Tt bon thung tang 1én tdm thung. Cang tét,
ban nghi: minh con tén kho 8 thung khac. Ban khong biét tai sao nhan hiéu
nay lai ban chay hon. Cé thé ho mua vé dé t6 chiic tiéc tung. Nhung dé bu
vao s6 luvgng hang ban tang thém, ban dat hang tang 1én 8 thung dé gilt mic
ton kho nhw binh

Tuan 3: Ky la thay, tuan ti€p theo ban tiép tuc ban duwgc 8 thung bia
Tinh Yéu. Ma cling chang phai mua ban hang cao diém. Déi khi trong lic
ranh ro6i khéng ban bju ban hang, ban suy nghi tai sao lai nhw thé. Chang c6
chién dich quang cdo nao cho loai bia nay vi cong ty khong hé théng bao
viéc nay. Hay la thw thong bao da bi that lac, hay la tinh co minh da vat 14
thw d6 di ma khong doc, hay la con 1y do nao khac... nhung r6i lai cé khach
hang vao mua, thé 1a dong suy nghi cia ban tan mat.

Khi ngudi giao hang dén, ban khong con suy nghi nhiéu vé bia Tinh
Yéu, nhung ban nhin vao ké hang va thay anh ta chi giao c6 4 thung bia (la
két qua cta don dat hang 4 tuan trwdc). Ban chi con cé 4 thung tén kho,
nghia la néu san lwgng ban hang khong giam dot ngot thi ban sé ban hét
sach hang ton kho trong tuan. Pé than trong can phai dat hang it nhat 8
thung theo san lwvgng ban hang. Con dé an toan thi phai dat 12 thung dé git
lai mic ton kho cii.
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Tuan 4

Tuan 4: Vao ngay thit ba, ban thtt héi tham mdt trong khach hang tré.
Thi ra la c6 mot chwong trinh ca nhac méi trén kénh truyén hinh cap néi
tiéng khodng mot thang tré lai day. Nhém hat dwgc 1én chwong trinh, nhom
Iconoclasts, két thic bai hat vGi cau: “T6i nham nhap ngum bia Tinh Yéu
cudi cung va chay duwdi mat trgi”. Chang ai biét sao ho lai dat ra cau hat do,
nhung dang ra dai 1y ban si phai nhac ban néu cé thong tin kinh doanh gi
md&i. Ban nghi dén viéc goi dién thoai cho dai 1y ban si, nhung mét ngudoi
giao khoai tay chién dén va ban quén di y nghi vé bia Tinh Yéu.

Trong lan giao hang tiép theo, chi c6 5 thung bia dwgc dem dén. Ban
that vong vi chi con 1 thung tén kho. Nho vao chwong trinh ca nhac do, nhu
cau cang lic cang tang. ban nhd minh da dat hang nhiéu hon, nhung khong
nh¢é chinh xac la bao nhiéu thung. T6t hon 1a nén dat thém it nhat 16 thung
nira.

Tuan 5: Ngay sang thit hai, ban ban hét thung bia con lai. May la sau
dé ban duoc giao thém 7 thung nita (hinh nhw dai ly ban si bat dau dap t@ng
cac don hang tang lén ctia ban). Nhuwng cu6i tuan ban lai ban sach, chang
con ton kho thung n. V@i ké hang trong rong, ban nghi t6t hon nén dat thém
16 thung nita. Ban khong mudn bi mang tiéng la ctta hang tap hoa ma
khong c6 ngay ca loai bia thong dung dé ban.
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Tuan 6: Qua nhién, khach hang kéo dén ngay tir dau tuan dé tim mua
Bia Tinh Yéu. Co6 hai khach hang trung thanh dén noi dat mua trude. “Hay
bao ngay cho ching t6i khi c6 hang, ching t6i sé dén 14y ngay”. Ho cho tén
va so dién thoai, hita mua moéi ngudi mot thung bia.

Chuyén giao hang ké tiép chi cé sau thung bia. Ban goi ngay cho hai
khach hang dat trwdc. Ho dén va mua phan da dat. S6 con lai dugc ban hét
ngay trdc cudi tuan. Mot lan nita lai cé hai khach hang dat mua trueéc. Ban
tw hoi minh c6é thé ban thém biét bao nhiéu thung néu nhw ké hang cua
minh khong trong rong. Dwong nhw bia dwgc ban hét véo: khong con cira
hang nao trong thi tran con hang dé ban. Nhan hiéu bia nay dugc wa chuéng
va hinh nhu tr@ nén cang lic cang noi tiéng.

Sau hai ngay nhin ké hang trong rong, c6 vé nhw phai dat thém it nhat
la 16 thung nita. Ban con mudn dat hon thé nita, nhung tw kiém ché lai vi
biét rang cac don dat hang s6 lwong 16n sdp stta dugc giao. Nhung khi
nao...?

Tuan 7: Xe giao hang chi mang dén 5 thung, nghia la ké hang ctia ban
sé chiu canh trong rong thém mot tuan nita. Ngay khi ban giao s6 hang da
duwgc dat trwde thi s6 bia Tinh Yéu con lai cling dwgce ban hét veo, lan nay
chi trong vong hai ngay. Ky la hon la tuan nay c6 dén nam khach hang dat
hang tredc. Ban dat hang thém 16 thung nita va cau nguyén cac don dat
hang s6 lugng 16n sé dugc giao day du. Ban nghi vé nhitng khodan thua 16
trong viéc ban cac mdt hang kem theo bia, vi du nhw khoai tay chién.
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(Nhéan dat hang trude)

Tuan 8

Tuan 8: Bén ldc nay thi ban quan tdm dén bia Tinh Yéu hon bat ky
mat hang nao khac. Cu thé 1a moi khi c6 khach hang dén mua loai bia nay,
ban cam thay lo lang so hét hang. Nguwdi ta hay n6i véi nhau vé loai bia
nay. Va ban thiét tha chd dgi chuyén hang 16 thung bia dwoc giao dén.

Nhung nguoi giao hang chi mang dén 5 thung. Ban hoi: “Sao lai chi
c6 5 thung?”. Anh ta bao: “T6i chang biét gi hét, chac la dai ly chinh ng lai
mot phan don hang. Anh sé nhan duwgc sau mot vai tuan thoi”. Troi dat, mot
vai tudn!?! Cac khach hang da dat coc trwdc dén 1ay hét va ban chang thé
ban dwgc mat thung bia md&i nao. Ban phai dé trong ké bia ma khong cé lay
mot chai bia Tinh Yéu. Lam sao gitt dugc uy tin cho ctva hang?

Ban dat hang thém 24 thung nita - gap doi s6 lwgng ban du tinh. Pai ly
ban si dang 1am gi thé nay, ban ty héi? Ong ta c6 biét thj trudng dang thiéu
hang nhuv thé nao khong? Chang biét 6ng ta nghi gi nita?

PAI LY BAN Si
La nha quan ly cia cong ty ban si, bia la cuéc séng ctia ban. Ban danh
subt ca ngay ngoi ¢ ban lam viéc trong mot nha kho chat dong moi loai bia

tren thi truong: Miller, Bud, Coors, Rolling Rock, mot vai nhan hiéu bia
nhap khau, va di nhién cling c6 mét so bia dia phwong nhw bia Tinh Yéu.
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Khu vie hoat dong cua ban gom 1 thanh phé 16n, nhiéu thanh phé vé tinh
nho, ngoai 6 va mot so6 thi tran & nong thon. Ban khong phdi 1a nha phan
phoi bia duy nhat trong khu virc nay, nhung la mét nha phan phéi cé tiéng.
V@i nhiéu nhan hiéu bia nho, trong dé c6 bia Tinh Yéu, ban la nha phan
phoi duy nhat trong khu vuec.

Hau nhu phuong thite ban lién lac véi nha may bia cling twong tw cach
ma ctta hang ban 1é lién lac v&i ban. Ban chi can dién vao phiéu dat hang va
chuyén dén cong ty. Khodng bon tuan sau bia sé duwgc giao. Thay vi dat
hang theo thuing, ban dat theo tirng cong. Moi céng bo vira trén mot chiéc
xe tdi nhd, nén ban quy wéc mot cong la mot xe hang. Giong nhuw 1 cira
hang ban 1é dién hinh dat hang 4 thung bia tuan nay sang tuan khac, ban
cling dat hang 4 xe bia tir nha mdy, tuan nay sang tuan khac. Viéc nay giip
ban lu6n ludn tén trir mot s6 lwgng hang ton kho twong dwong 12 xe hang.

Pén tuan 8, ban ciing cam thdy buwc minh va chan ndn nhuv céac ctra
hang ban 1é cta minh. Bia Tinh Yéu lu6n c6 doanh s6 ban hang 6n dinh.
Nhung vai tuan trwedc, that ra 1a & tuan thit 4, cac don dat hang da dot ngot
tang cao. Tuan tiép theo con tang hon nita. Dén tuan 8, hau hét cac cira
hang dat mua nhiéu gap 3 dén 4 lan don dat hang binh thuwong.

Lic dau ban cac don dat hang tang 1én tir nguon hang ton kho ctia
minh. Ban cling dy doan tinh hinh va nhan ra xu huéng, ngay lap tirc ban
tang sO lwgng bia dat hang tr nha mdy. Trong tuan 6, sau khi doc mot bai
bao trén Bdn Tin Nganh Bia (Beer Distribution News) vé chuong trinh ca
nhac c6 dwa hinh anh bia Tinh Yéu, ban tiép tuc dat hang tang thém nita,
1én tGi 20 xe bia moi tudn, gdp nam lan s6 lwgng dat hang truede day. Nhung
diéu do la can thiét, sy ndi tiéng cia nhan hiéu bia nay da tang 1én gap doi,
gap ba, gdp bon lan can ci& theo nhu cau cua cac ctra hang.

DPén tuan 6, ban da giao sach s6 hang ton kho minh c6 va di vao tinh
trang thiéu ng cac don hang da dat trwedc. Moi tuan ban co6 gang giao hét tat
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ca san lwgng minh cé, va giti gidy xac nhan s6 lwgng hang minh con no lai
cho céac ctra hang. Mot vai ctta hang trong chu6i cita hang nhwgng quyén
16n goi dién true ti€p cho ban va duwgc wu tién chit chit, nhuwng ban khong
con Bia Tinh Yéu trong kho. T6i thiéu ban cfing biét rdng can dén vai tuan
nita thi s6 lwgng bia ban dat hang tang 1én mdéi duoc giao dén.

Trong tuan 8, khi ban goi cho nha may bia dé hdi ho c6 thé tang toc do
giao hang khong (va dé thong bao ban da tang san lwgng dat hang 1én 30 xe
bia), ban that vong khi biét ho md&i tang nang suat hai tuan treéc day. Ho
chi méi biét vé viéc nhu cau thi treong tang 1én. Lam sao ho lai cham tré
nhu vay?

Bay gio da la tuan 9. Ban tiép tuc nhan dugc don dat hang khoang 20
xe bia moéi tuan tr cac ctra hang, nhung ban van khong c6 da hang. Pén
cudi tuan trrdc, ban con thiéu ng cac don dat hang trwdc 29 xe. Nhan vién
cda ban thuwong xuyén phai giai thich qua dién thoai dén noi ho dé nghi ban
cai dat may tra 10i tw dong dé giai thich vé viéc cham giao bia Tinh Yéu.
Nhung ban tin rang tuan nay so6 hang 20 xe bia sé dugc giao.

Tuy nhién, chi c6 6 xe dugc chd dén. Nha mdy van xin ng mot phan
don hang. Phan cong suat tang 1én gio mdi di vao san xuat. Ban goi cho
mot sO ctra hang 16n va dam bdo v6i ho rang phan bia ho dat sé dugc giao
ngay.

Tuan 9
Tuan 10 hét sitc cang thang. Ban khong hé nhan dwgc s6 lwgng bia

nhur da mong dgi - t6i thiéu la 20 xe bia. Pon gidn la nha may khong thé
tang cong suat nhanh nhuw vay. Hodc 1a ban tw doan thé. Ho chi giao duwgc 8
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xe. Khong thé goi dién duwgc cho ai @ nha may, dwong nhu tat ca bon ho tap
trung ¢ Xwong san xuat.

Trong khi dé cac ctra hang lai x6i xa ban ra. Ban nhan dwoc s6 lwgng
dat hang khong twdng - 26 xe bia trong tuan. Hodc la c6 thé ho dat hang
qua nhiéu vi ho chdang dwogc giao hang. Du sao di nita, ban phai gilt vitng
tinh than. Diéu gi sé xdy ra néu ban khong cé bia dé giao va tat cd bon ho
chuyén qua giao dich véi cac doi tht canh tranh ctia ban?

Ban dat hang 40 xe bia cho nha may.

Trong tuan 11, ban néng long chd dgi ca ngay trong van phong cta
minh. Chi c6 12 xe bia Tinh Yéu dugc giao dén. Ban van khong lién hé
dugc vGi ngudi c6 tham quyén & nha mdy. Trong khi ban da nhan sé don
ddt hang hang tram xe bia: 77 xe chua giao ng cac ctta hang, 28 xe theo
don dat hang mdi nhan tuan nay. M6t s6 chitng t* ng hang da dén han
thanh toan, va ban ngai néi chuyén vdéi ké toan ctia minh vé viéc nay.

Ban can phai c6 ngay loai bia nay, thé nén ban dat hang nha may thém
40 xe.

Pén tuan 12, moi viéc da ro rang. Nhu cau mdi cho bia Tinh Yéu thay
doi manh hon ca mitc ban du doan. Ban thé dai ngao ngan khi nghi vé s6
tién minh c6 thé kiém dwgc néu cé da hang tén kho dé ban. Lam thé nao
nha may lai ép ban vao tinh thé nay? Tai sao nhu cau lai tang magnh nhw
vay? Lam sao duy tri kinh doanh? T4t ca nhitng gi ban nghi dén la lam sao
dé minh khong bao gid viréng vao tinh trang nay nita. Ban dat hang thém
60 xe.

Trong bon tuan ti€p theo, nhu cau tiép tuc tang vuot xa so vdi kha
nang cung @ng cda ban. That sy trong tuan 13 ban khong gidm dwgc so
lwgng hang con ng xudng dwge mot chit nao.
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Tuan 14

Cudi cung ban cling bat dau nhan dwgc cac chuyén giao hang 16n hon
tir nha may trong tuan 14 va 15. Cung lic do, don dat hang tir cac ctra hang
giam di mot chut. C6 thé 1a trong nhitng tuan tredc ho da dat hang qua
nhiéu. Lic nay nhitng gi ban c6 thé lam dé thanh toan hét s6 don hang con
no la xin hodn thém thoi gian mot chuit.

Va gio day, ¢ tuan thit 16, ban nhan dugc tdt ca s6 lwgng bia da dat
hang ttr cac tudn trwdc. N6 duge giao vao dau tuan, ban vui mirng di nhin
ngam hang dong bia dwgc chat trong kho. S6 lwgng gio day nhiéu khong
kém s6 hang ton kho cia bat ky nhan hiéu bia néi tiéng nao. Va no sé duoc
ban hét ngay thoi.

Trong su6t tuan, ban hao hitng chd dgi don dat hang tir cac ctra hang.
Tham chi ban con ra ban cuaa nhan vién giao hang dé xem ting ching tu.
Nhung tit don hang nay dén don hang khac, ban thdy cung mdot con s6:
zero. Zero. Zero. Zero. Piéu gi xdy ra vdi ho thé nay? Bon tuan trudc, ho
kéu gao doi giao thém bia, thé ma gio day ho chang can 1ay mot thung.
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Dot nhién ban cam thay rung minh. Khi tai xé xe tai chuan bi dén nha
may ldy hang, ban chan xe lai. Ban 1ay lai don dat hang, gach bé con so6 24
xe bia da viét, thay vao do la con so z

Tuan 17: Trong tuan tiép theo thém 60 xe bia nita dugc giao dén. Cira
hang thi van dat: zero thung. Ban van dat: zero xe. Mot tram 1é chin xe bia
chat dong trong kho ctia ban. Ban c6 thé tam moi ngay bang bia ma cling
chang hao hut bao nhiéu.
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TON KHO O KEEO
CUA CUTA HANG CUADALLY

Tuan 17

Chac chan cac ctra hang sé dat hang tuan nay. Suy cho cung thi
chwong trinh ca nhac d6 van dwgc trinh chiéu. Trong tam tu ban tham nghi
nhitng cra hang béan 1é ding 1a nhitng ké t6i té, nhitng ngwoi chang gitr 16i
hta cia minh.

Va that sy nhitng ngwdi ban 1é mot lan nita dat hang: zero thung bia

Tinh Yéu. Dén lwot ban dat hang: zero xe bia cho nha mdy. Tuy nhién, nha
mady van tiép tuc giao hang. Thém 60 xe bia nita dwgc giao dén trudc cira
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kho ban. Tai sao nha mdy ci¢ giao hang mai? Khi nao mdi két thic viéc
nay?

NHA MAY BIA

Gia thiét ban dwgc nhan vao lam & nha may bén thang truéc véi
nhiém vu quan ly bo phan phan phéi va tiép thi. Trong nha mdy, bia Tinh
Yéu chi la mdt trong s6 vai mat hang cha lyc. Quy moé nha may & dang
nho, cha yéu dugc biét dén vi chat lwgng 6n dinh chit chwa c6 danh tiéng
trén thi truong. B6 1a 1y do ho tuyén ban vao lam viéc.

Gio day, ro rang la ban da thuc hién duwgec mot két qua cong viéc tot.
Bdi vi chi trong thang thit hai ban lam viéc (Tuan 6 ctda tro choi nay), cac
don dat hang md&i bat dau tang nhanh chéng. Bén cu6i thang lam viéc thi
ba cta ban, ban thdy hai long véi tong s6 don dat hang khoang 40 cong mot
tudn, tang dot ngot so vai con sO 4 cong khi ban mdi vao lam viéc. Lugng
hang ban ra dat 30 cong.

D6 1a bai vi cdc nha mdy buwong ng mot sé6 don hang. Can khoang hai
tuan (t6i thiéu diéu nay la ding véi nha may cta ban) ké tir Iic ban quyét
dinh G mét chai bia cho dén khi bia san sang bé l1én xe giao hang. Nhw da
néi, ban phai ton kho mot lwgng bia cho vai tuan, nhung so6 ton kho nay da
can sach vao tuan 7, chi hai tuan sau khi s6 don dat hang tang dot ngot.
Tuan tiép theo, trong khi ban phai trd s6 don hang con ng la 9 cong va thém
24 cong hang méi duwgc dat, ban chi cé thé giao ra 22 cong. Lic nay ban la
nguoi hung trong cong ty. Quan déc nha may phai khuyén khich moi nguoi
tang so gio' lam viéc 1én gap hai lan, va cuéng cuéng dé nghi mé thém phan
xwong moi.

Ban da gdp may khi chuwong trinh ca nhac cta ban nhac Iconoclasts co
canh quay loai bia nay. Ban biét vé chuwong trinh nay & Tuan 3 - tir thu cta
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nhitng khan gid tré giti vé nha mdy. Nhung phdi chd dén tuan thit 6 thi
chuwong trinh d6 mdéi lam s6 don dat hang tang 1én.

Tham chi & tuan 14, nha may van khong dap @ng kip cac don hang
con thiéu ng. Ban phdi yéu cau tang san lwgng moi mé bia 1én dén 70 cong
hay hon nita. Ban nghi vé con so tién thuwéng minh sé nhan dwgc vao cudi
nam. Co 1é ban nén dé nghi dugc huwdng % trong tong lgi nhuan, t6i thiéu
khi ban da cung ng du s6 don hang con thiéu. Ban con twdng twong dén
hinh minh dwgc 1én trang bia cia Tudan Bdo Tiép Thi.

Cudi cung, ban da hoan tat viéc giao so hang con thiéu ng vao tuan 16.
Nhung tuan tiép theo, nhitng nha phan phéi ctia ban chi dat cé6 19 cong
hang. Va tuan tiép theo, Tuan 18, ho chang dat thém mot cong nao nita.
Mot s6 don dat hang cé ghi s6 lwgng hang can dat nhung da bi xdéa di va
thay vao la s6 Khong (zero).

Bay gid la Tuan 19. Ban da ton kho mot tram c6ng hang. Va mot lan
nita cac don hang gan nhu yéu cau khong giao thém hang. Khong bia.
Trong khi s6 bia ban da t van tiép tuc ra 10. Qua dién thoai ban trinh bay
v6i ong chi mot cach lo au: “Tot hon nén nguwng san xuat mot hai tuan,
ching ta da...” - ban tht st dung mot thuat ngv duwgc hoc tr truong kinh
doanh - “bi gian doan duong nhu cau”. Pau day bén kia im lang. Ban tiép
“Nhung t6i chac chan viéc nay chi mang tinh tam thoi”.

Tién trinh twong ty tiép tuc xdy ra ¢ bon tuan sau: Tuan 20, 21, 22 va
23. Dan dan hy vong ctia ban vé mdt si phuc hoi tré nén cang ltic cang yéu
¢t. Cac nha phan phoi da liva gat ching ta, ban nghi. Cac ctra hang ban 1é
khong mua du s6 lwgng bia. Bao chi va chuwong trinh ca nhac da thoi phong
nhan hiéu bia nay va moi ngwoi dé x6 di tim uong. Vé co ban do6 la nhitng
khach hang thanh thiéu nién hay thay d6i, ho chang phai 1a khach hang
trung thanh. Lam thé nao ho cé thé mua hang tram thung bia trong thang
nay va thang sau chang mua mot thung nao hét?
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Khong ai dé y dén viéc ban lay xe di cong tdc & Tuan 24. Biém dén
dau tién la dai ly ban si. Bay khong phai la 1an dau ban gap tryc tiép anh ta,
day la lan thi¢ hai. Chang c6 gi dé thao luan cho dén khi lan khung hoang
nay dién ra. Hai bén chao nhau lay 1€, va anh ta dan ban ra nha kho phia
sau. “Chung toi da ddt hang nhan hiéu nay trong hai thang qua. Va toi hoan
toan bi s6c. Hay nhin xem, ching t6i con ton kho t6i 220 xe hang & day”.

Ca hai cung dong y la nhu cau da tang vot, sau do lai giam dot ngot.
Mot vi du vé tinh boc dong, hay thay doi cta dai da s6 nguwoi tiéu dung.
Néu cac ctra hang ban 1é theo doi tinh hinh nay va c6 canh béo thi c6 Ié su
viéc toi té da khong xay ra.

Ban nghi vé mot bdo cdo chién lwgc tiép thi trén dwong vé nha, va bat
chgt ban quyét dinh ghé vao mot cira hang ban 1é trén dwong di. Ngau
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nhién chu ctra hang cling dang c6 mat ¢ do. Ban ty gigi thiéu va va trén nét
mdt ctia anh ta thodng vé mia mai. D€ cho mot nhan vién tréng cita hang,
cd hai cung di ra phia sau quay dé dung ca phé.

Nguwdi chu ctta hang dem ra quyén so6 ghi chép hang ton kho ctia minh.
“Anh khong biét t6i muén tim gdp dé bép c6 anh nhw thé nao vai thang
trudc day dau”.

“Tai sao?” ban haéi.

“Hay nhin xem, chiing t6i bi mac ket vGi 93 thung bia ¢ nha kho. Véi
sO lwgng nay, can phai ban lién tuc trong sau tuan thi mdi can dat hang
thém”.

Sau tuan, ban tham nghi. Va ban 1ay mdy tinh cam tay ra tinh thi. Néu
moi ctta hang trong khu viee déu cho sau tuan méi dat hang tiép, va chi dat
hang vai thung mot tuan, thi mat mot nam hodc hon nita dé tiéu thu 220
cong hang & kho cua dai ly ban si. Ban thot 1én “Pay 1a m6t tham kich. Ai
1a tht pham - A, y t6i 13, 1dm thé ndo dé tinh hinh ndy ditng xay ra nita?

“Khong phai 16i cta chiing t6i”, ngwoi chu ctta hang tra 101 sau khi
nhap mot ngum ca phé. “Ching t6i thuong ban dwgc bon thung moi tuan
trwdc khi chwong trinh ca nhac d6 dwgc phat. Roi & Tuan 2, ching toi da
ban dugc tam thung”.

Ban n6i “Nhw nam gap mwa. Nhuwng sao sau dé né lai chét non?”

“Anh khong hiéu dau. Nhu cau chwa bao gio dot bién nhw ndm sau
mua. N6 cling chang chét non. Chung t6i vdn ban dugc tam thung moi
tuan. Hét tuan nay dén tuan khac. Nhung anh khong cung cap dua so lugng
ching t6i can. Vi vay ching t6i phai tiép tuc dat hang dé dam bao la c6 du
bia phuc vu khach hang.”
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“Nhung ching t6i da cung tng ngay khi c6 thé”.

“Vay c6 thé dai ly ban si da gidi quyét van dé khong tét. Toi ty nhu
minh c6 nén tim dén dai ly khac khong. Du sao di nita, toi hy vong anh c6
mot chwong trinh khuyén mai hay diéu gi twong tw, dé t6i thu h6i mot phan
chi phi cia minh. T6i mudn duwgc gidi thoat khéi chin muwoi ba thung bia
do”.

Ban tra tién ca phé va di vé. Trén duong vé, ban nghi dén 14 thu xin
thoi viéc. Hién nhién la ban phai chiu trach nhiém vé bat ky sy ngung tré
san xudt hodc déng ctra phan xwdng nao trong con khung hodng nay - ciing
nhw dai 1y ban si do6 trach nhiém cho cira hang, ctra hang do 16i cho dai ly,
va ca hai cling muén dé 16i cho ban. It nhét cfing con sém dé ra di véi long
tw trong. Gia nhu ban c6 thé tim ra 10i gidi thich dé chitng minh rang dé
khong phadi 16i cia minh, rang minh chi la nan nhan thay vi la tha pham...

BAI HOC QUA TRO CHOI BIA
1. Cadu triic anh huéng dén hanh vi

Nhitng con ngwoi khac nhau trong mot cau tric giong nhau cé xu
hwéng tao ra nhitng két qua twong tw nhau. Khi c6 rac réi, hay két qua kinh
doanh khong nhw mong dgi, thi rat dé quy trach nhiém cho ai khac hay viéc
gi khac. Nhung ching ta it khi nhan ra dwgc 1a hé théng thuwong gy nén
khuing hodng cho chinh né, chit khong phai cac nguon lyc bén ngoai hodc
16i lam ctia cac ca nhan.

2. Cdu truc trong hé thong con nguai rdt tinh vi

Ching ta c6 xu hwéng nghi vé “cau tric” nhw nhitng khuén kho bao
boc bén ngoai cac ca nhan. Nhung, cdu tric trong cac td chitc song dong
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phttc tap, nhw “cau tric” cua “hé thong” co thé con ngudi (vi du nhw hé
mach mau va hé than kinh) cé nghia la nhitng tuong tdc co ban nhdm kiém
sodt hanh vi. Trong cac hé thong con nguwdi (human systems), cau tric bao
gom cach con ngudi ra quyét dinh - “nhitng chinh sach van hanh” nho do
ching ta chuyén hoéa cac quan diém, muc tiéu, nguyén tac va tiéu chuan
thanh cac hanh dong.

3. Luc don bady thuong xudt phdt tir cdch suy nghi mai

Trong hé thong con nguwdi, thuwong c6 cac Iyc don bay tiém nang ma
ho khong van dung. Vi nguoi ta chi tap trung vao quyét dinh cta chinh
minh ma khong nhan ra quyét dinh ctia minh tac dong dén nguwdoi khac nhw
thé nao. Trong tro choi bia, ngudi choi cé thé han ché sy bat 6n thuong
triee, nhung ho khong lam duwgce vi khéng hiéu minh tao ra sy bat 6n Iic dau
nhu thé nao.

Dan trong nghé kinh doanh rat wa thich cdc nguwdi hung. Ching ta
hoang phi 10i khen va sy thang tién cho nhitng nguwdi dat dwoc két qua cu
thé. Nhung néu c6 sai sot, chiing ta mo ho cam thay nhat dinh phai c6 ai dé
da sai sot trong cong viéc.

Trong tro choi bia, khong c6 nhitng tha pham nhw vay. Khong cé ai dé
quy trach nhiém. Moi ngudi trong ba ngwoi choi déu c6 nhitng y dinh t6t
nhat: dé phuc vu khach hang t6t hon, dé gitr sdn pham luan chuyén déu dan
hon, va dé tranh tinh thé bat lgi. Moi thanh vién déu c6 nhitng phan doan
c6 can ci, c6 dong co t6t duwa trén nhitng phong doan hop ly vé kha nang cé
thé xdy ra. Khong c6 tha pham - tuy nhién van c6 mét khing hoang dwoc
xdy dung trén cau tric cia hé thong.

Trong 20 nam gan day, tro choi bia da duwgc 4p dung hang ngan lan

trong cac 16p hoc va hoi thdo vé quan ly. N6 duwgc ap dung trén ca nam
chau luc, véi nhitng ngudi & moi do tudi, qudc tich, nguén géc van héa va

https://thuviensach.vn



c6 nén tang veé kién thitc kinh doanh khac nhau. Mot s6 ngudi chwa ting
nghe ndi vé hé thong san xuat/phan phoi trede day. Mot s6 nguoi khac da
danh phan 16n thdi gian trong sw nghiép dé lam chinh cong viéc nay.
Nhung ¢t moi khi thue hién tro choi 1a khung hoang twong tw lai xay ra.
Pau tién la c6 mot nhu cau khong ngiing gia tang ma khong dwgc dap tng.
Céac don dat hang dugc dwa ra trong hé thong. Hang ton kho dwgc ban sach.
S6 don hang con ng tang 1én. Ro6i san lwgng bia tang 1én 6 at trong khi don
dat hang dot nhién sut gidam. Vao cudi cudc thir nghiém, hau hét nguwoi choi
gitt mot dong hang tén kho ma ho khong thé tiéu thu dwgc hét - cé treong
hop nha mdy ton kho khoi lwgng gdp hang tram lan mot don hang ti cac
dai 1y[3].

[3]. D1 nhién bdt ky sy mé phong nao ciing la mét sw don gian hoa.
Ban co thé cho la néu thay doi bat ky chi tiét nao cua tro choi ciing sé dan
dén sy thay doi két qua tro choi. Cung suy nghi do, chiing t6i da diéu chinh
nhiéu lan trong suét cdc ndm qua. Poi khi tro choi nay gom cé ba nguoi
choi. Thuong thi chiing t6i thyc hién véi bon ngudi choi. Chung tbi thay
d6i mutc thiét hai doi véi hang ton kho dv thtra hay s6 don hang con ng.
Déi khi chiing t6i dung chuong trinh mé phong trén mdy tinh dé tinh todn;
hau hét triong hop chiing t6i thiét ké tro choi trén sdn khdu I6n trén nhirng
chiéc ban dai, chuyén tién tir géc ban nay dén goc ban kia dé thé hién viéc
giao bia. Nguoi choi duoc cung cdp khéi luogng thong tin khdc nhau vé
pham vi nhu cdu ctia ngudi tiéu dung theo uwéc lugng cua ctra hang bdn lé.
Nhiéu dang nhu cau nguoi tiéu dung khdc nhau duwgc thir nghiém. Mot s6
su thay do6i do lam cho khiing hodng tram trong hon; mét s6 lam cho né
gidm nhe hon. Nhung khéng co su thay d6i nao dnh huéng dén hinh thiic
khting hodng chung cudc.

Néu that sy hang ngan ngudi choi, véi nhitng hoan canh hét sitc khac
nhau, déu thyc hién nhitng dang thitc hanh vi giéng nhau, thi nguyén nhan
cta hanh vi phdi nam ngoai cac ca nhan nay. Nguyén nhan ctaa cac hanh vi
phai nam trong céu tric cua chinh tro choi.
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Hon nita, cdu tric cta loai tro choi bia cling tao ra nhitng khung hoang
twong ty trong cac hé thong san xuat - phan phoi thuc sy trong cudc song.
Vi du nhe nam 1985, cac con chip dién tt trong may tinh ca nhan dugc ban
rong rai vGi gia ré; doanh thu da gidam 18% va cac nha san xuat trén nwéc
My chiu mitc thua 16 tir 25 dén 60%([4]. Nhung cuéi nam 1986 mot sy thiéu
hut d6t bién xuat hién va dugc kich thich béi sy lo sg va sy dat hang qua
mitc. Két qua la cac con chip tang gia tit 100% dén 300%[5]. M4t treong
hop nhu cau tang dot ngot sau dé bién mat twong tu la nganh san xuat chat
ban dan tir nam 1973 dén 1975. Sau khi cac don dat hang khong 16 tang vot
thi nhu cau dot nhién suy giam, dén noi ban c6 thé mua gan nhw bat ky mat
hang nao ban can vdi gia ré hon chi sau mot dém. Trong vong vai nam, cac
cong ty lén nhu Siemens, Signetics, Northern Tele, Honeywell va
Schlumberger cung tham gia vao nganh nay bang cach mua lai cac nha may
san xuat da kiét qué[6].

[4]. Vdn phong Quéc hoi My vé Pdnh gid Ky thudt: Technology and
the American Economic Transition: Choices for the Future (Ky thudt va sy
chuyén tiép cta nén kinh té My: nhitng lva chon cho tuong lai) (Vdn phong
xudt ban Chinh phi My, Washington), ndm 1988, trang 324.

[5]. Steven Burke, “Chip Manufacturers Find a Pot of Gold in DRAM
Shortage” (Cdc Nha sdn xudt chip dién tir tim thdy mét dong vang trong
con thiéu hut linh kién DRAM). Tap chi PC Week, s6 ra ngay 31/05/1988,
trang 107; Steven Burke va Ken Sieg-mann, “Memory Board Prices
Surging in the Wake of Growing Chip Shortage,” (Bo mach bé nhd tdng gida
theo sau s thiéu hut dang gia tdng cta chip dién twr). Tap chi PC Week, s6
ra ngay 01/03/1988, trang 1.

[6]. J. Rhea “Profits Peak as Semiconductor Sales Boom” (Lgi nhudn

tang dén dinh diém khi doanh s6 mdt hang chat ban dan bung noé). Tap chi
Electronic News s6 18, trang 1 (ngay 06/08/1973); “Boom Times Again for
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Semiconductors” (Cdc giai doan bung né trd lai véi mdt hang chat bdn
dan) Tap chi Business Weekly, ngay 20/04/1974, trang 65 - 68;
“Semiconductors Take a Sudden Plunge” (Chdt bdn dan dét ngét gdp kho
khan) tap chi Business Week, ngay 16/11/1974, trang 64-65; F. Pollare,
“Inventory Buildup: Semiconductor Distress Sales Emerge” (Hang ton kho
tich tu: Doanh s6 mdt hang chdt ban dan roi vao canh hiém nghéo) Tap chi
Electronic News s6 20 trang 45 (ngay 10/02/1975).

Gitta nam 1989, to Wall Street Journal s6 ra ngay 30/05 dang tin vé
General Motors, Ford va Chrysler: “sdn xuat nhiéu xe hon so6 c6 thé ban, va
lvgng hang ton kho ctia cadc nha phan phoi chat thanh déng... Cac cong ty
nay cho nha may hoat dong cam chirng va cho cong nhan tam ngung viéc
hay gian ca véi ty 1€ chua ting thay trong nhiéu nam[7]”. Toan thé nén
kinh t&€ qubc gia (M) phdi chiu dyng sy tang vot trong nhu cau va sy diéu
chinh hang ton kho thai qu4, theo khai nifm ma cac nha kinh t& hoc goi la
ly thuyét “gia toc hang ton kho” (inventory accelerator) trong chu trinh
kinh doanh.

[7]. Joseph B. White va Bradley A. Stertz, “Auto Industry Battens
Down for a Slump” (Nganh céng nghiép xe hoi khiing hodng), Wall Street
Journal, ngay 30/05/1989, phan A.

Cac chu ky bung noé r6i tan v@ twong tu tiép tuc tai dién trong nhiéu
doanh nghiép dich vu khac nhau. Vi du nhw nganh bat dong san véi chu ky
quen thudc cua no, thwong dwogc kich thich bdi cac nha dau co dé tang gia
va thu hut cac nha dau tu dén vdi cac dv an méi. Nhu Paul Quinn - mot nha
xay dung cac khu can ho & Massachusetts - tra 10i t0 bao MacNeil-Lehrer
Newhour nam 1989: “Chuodng diéen thoai reng, va chung toi tra 10i ‘lam sao
chiing t6i c6 thé kiém soat dwgc viéc nay?’ Chiing t6i bdo moi ngudoi giri
dén mot tam séc tri gia 5.000 USD c6 ghi ho tén trén do6 va ching toi sé dwa
ho vao danh sach (danh sach khach hang dat mua can ho - ND). Tiép theo
dé, ching t6i c6 hon 150 tdm séc dwgc giri vé trén ban lam viéc ctia minh”.
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Su thira thai nhanh chéng xuét hién khi bung n6: “Pé la mot cdm gidc non
nao t tit”, Quinn noi khi dwgc phong van trén mot thi trdn doc bo bién vai
nhiéu dv an chwa duwgc ban. “Bay gid la lic bat dau xay dung cho dot bung
no tiép theo. Khong may la nguwdi trong nganh bat dong san qua ban ron
trong no lyc tim ra van dé ma ho da bé qua chwa gidi quyét & lan trudc
day”[8].

[8]. “MacNeil-Lehrer Newshour” tai liéu video vé tro choi bia va cdc
chu ky kinh doanh (phéng vdn John Sterman tai MIT), phdt hanh thdng
11/1989, Public Broadcasting System.

Thue ra, thuc té trong cac hé thong san xuat - phan phoi thwong con té
hon trong tro choi bia. M6t ctra hang thuyc t€ c6 thé dat hang tir ba hay bon
nha phan phoi cung mot lic, dgi cho cac chuyén hang dau tién dugc giao,
va huy bo cac don dat hang khac. Nha san xuat thyc t€ thuwong gap kho
khan véi gidi han vé cong suat (trong tro choi, diéu nay khong duwgc xét
tGi), do d6 cang lam tram trong thém sw hodng loan trong hé thong phan
phoi. Pén lugt ho, cac nha sén xuat dau tw thém vao cong suat san xuat bdi
vi ho tin rang mitc nhu cau hién tai sé ti€p tuc dién ra trong twong lai. Sau
dé ho mdi nhan ra minh bi mac ket v&i cong sudt du thtra khi nhu cau sut
giam.

Pong lwc ctia cac hé thong san xuat - phan phoi nhw tro choi bia minh
hoa nguyén tac dau tién ctia suy nghi hé thong:

CAU TRUC ANH HUONG HANH VI

Khi dwgc dwa vao cung mot hé thong giong nhau, nhitng nguoi
khdc nhau c6 xu huéng tao ra nhirng két qua twrong tw nhau.

Tam nhin hé thong chi ra ching ta phai nhin viegt qua nhitng sai sot
hay van rai ca nhan dé hiéu duwgc cac van dé quan trong. Ching ta phai
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nhin xa hon con ngudi va sy kién. Phai nhin vao cau tric bén trong hinh
thanh cdc hanh déng c4 nhan va tao ra cac diéu kién dé cac loai su kién
hinh thanh. Nhw Donella Meadows (M¢t nha nghién cttu noéi tiéng tai MIT -
ND) dién ta:

Mot s thau hiéu (insight) thyc sw khac biét va sau sac la cach ma ban
bat dau hiéu dwgc hé thong gay ra chinh cac hanh vi ctia n6[9].

[9]. Donella H. Meadows, “Whole Earth Models and Systems” (Cdc
Hé thong va M6 hinh Trdi dat toan dién” tap chi Co-Evolution Quarterly
(He 1982): trang 98 - 108.

Y kién twong tw nay da dugc dién td cidch dady mot trdm nidm béi mot
nha suy nghi hé théng thudc thoi ky trede day. Khi quyén Chién Tranh Va
Hoa Binh di dwgc khodng hai phan ba cau chuyén, Leo Tolstoy cat ngang
cau chuyén vé lich st ctia Napoleon va nwéc Nga dwdi thoi Nga hoang dé
suy ngam veé 1y do tai sao cac nha stt hoc néi chung thwong khong thé giai
thich nhiéu (vé nhitng nguyén nhan ctia cac sy kién va bién co lich st¥):

Muoi 1am nam dau tién cta thé ky mudi chin xdy ra mot phong trao
khac thwong cta hang triéu nguwoi. Nguodi ta tit bd cudc song thuong ngay
ctia minh, chay 0 at t* m6t phia ctia chau Au dén phia bén kia; cuwdp béc,
tan sat lan nhau, vui mirng khi chién thang roi lai tuyét vong; va toan thé
dong chdy cudc song bi bién doi qua cac hoat dong gap gap, tang tdc roi lai
tlr tr cham lai. Diéu gi 1a nguyén nhan ctia cac hoat dong do, hay tr quy
luat nao né phat sinh? Y thitc ctia con ngudi ty héi.

Céac nha st hoc, khi hoi dap cho cau hoi dé, dwa ra cho ching ta thay
hanh dong va 10i no6i ctia hang ta ngwoi ¢ mot trong nhitng toa nha cua
thanh pho6 Paris, tong hgp nhitng hanh dong va 16i n6i dé bang mot tu -
cach mang (revolution). R6i ho cho ching ta mot tiéu s chi tiét cua
Napoleon, va mdt s0 ngudi cu thé cé thién y hodc ac y véi ong ta; vé anh
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huwéng ctia mot s6 ngwoi trong dé doi véi ngwoi khac; va roi néi rang do la
nguyeéen nhan cua hanh dong; va do la nhitng quy luat cta no.

Nhung tri tué con ngwoi khong chi tir chéi viéc tin vao 10i giai thich
d6, ma con dit khoat tuyén boé phwong phap giai thich d6 khong dung...
Tong hop nhitng y chi c4 nhan cta con ngudi d tao ra cd cudc cach mang
va Napoleon; va chinh tong hgp nhitng y chi d6 da nudi duwdng roi lai huy
diét ho.

“Nhung bat ctt khi nao cé chién tranh, khi ay c6 nhitng lanh tu quan sy
vi dai; khi nao c6 cach mang, khi d6 c6 nhitng con nguoi vi dai”, lich st da
cho thdy diéu d6. “Khi nao cé nhitng lanh tu quan sy vi dai, thi sé c6 cac
cudc chién tranh” ly tri con nguwoi tra 10i; “nhung diéu dé khong chitng
minh dugc cac twdng linh la nguyén nhan cda chién tranh, va nhitng nhan
t0 dan dén chién tranh c6 thé nam trong hanh dong ca nhan ctia mét con
nguoi...[10]

[10]. Leo Tolstoy, Chién tranh va Hoa binh (Bdn dich cua Constance
Garnett).

Tolstoy cho rang chi cé thé hy vong hiéu sau hon bang cach co tim
hiéu cac “quy luat lich si¥” co ban, thuat ngit cuia riéng d6ng vé diéu ma hién
gio chung ta goi la ciu tric hé thong:

Dé diéu tra vé cac quy luat cta lich s, chiing ta phai hoan toan thay
do6i doi twong quan sat. Hay dé cac vi vua, bo tredng va twdng linh sang
mot bén, va nghién citu cac yéu t6 vi lvgng dong nhat dan dat quan ching.
Khéng ai c6 thé néi rang huwéng suy nghi vé quy luat lich st nay da hinh
thanh trong con nguwdi tir bao 1au tredc day. Nhung hién nhién bat ky kha
nang kham pha cac quy luat lich st nao cling chi nam trong hwéng nay. Va
cling hién nhién khong kém khi nhan ra rang: tri tué con ngudi cho dén nay
van khong danh cho phuwong phap nghién citu d6 mot phan triéu sinh luc
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ma cac nha st hoc da dé vao sy miéu ta hanh dong cua nhiéu vi vua, bd
tredng va twong linh khac nhau...[11]

[11]. Sdd.

Thuat ngit “cau tric”, nhw dugce st dung & day, khong c6 nghia la “cau
tric hop 1y” ctia mot 1ap luan céng phu hay tir “cau tric” thwong dugc s
dung trong so do t6 chitc cia mot cong ty. Hon thé, ciu tric hé thong
(systemic structure) lién quan dén nhitng twong tac cha yéu, c6 anh hwéng
dén hanh vi qua thoi gian. D6 khong phdi la nhitng twong tac gitta con
nguwoi, ma la gitta cac bién s6 cha yéu nhw dan s6, nguon lwc tw nhién va
kha nang san xuat lwong thyc tai mot quoc gia dang phat trién; hodc mét y
twong ky thuat va phwong phap ky thuat va quan ly trong mot cong ty cong
nghé cao.

Trong tro choi bia, ciu tric gdy nén sy bién doi trong cac don dat hang
va lwgng hang ton kho lién quan dén chudi cung tng gom nhiéu giai doan
va sy cham tré trong cac giai doan khac nhau, théng tin bi gigi han trong
moi giai doan cda hé thong, cling v&i muc tiéu, chi phi, sy hiéu biét, noi lo
lang anh hwdng cac don dat hang bia. C6 mdt diéu quan trong la ta nén hiéu
rang khi st dung thuat ngit “cau tric hé thong - systemic structure” chiing
ta khong chi mudn noi vé ciu tric bén ngoai cd nhan. Ban chat cta cu tric
trong cac hé thong cta con nguwdi (human systems) la rat tinh té, béi chiing
ta cling 1a mot phan cta cau tric. Diéu nay nghia la ching ta c6 sitc manh
dé thay doi cdu tric ma ta van hanh & bén trong no.

Tuy nhién, thwdong thi chiing ta khong hiéu dugc sitc manh do6. Thuyc
st, ching ta thwong khong thdy duwgc hoat dong ctia ciu tric. Hon thé nita,
chiing ta chi tim thdy chinh minh cdm gidc bi cudng ép hanh déng theo
cdch nao do.
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Nam 1973, nha tam ly hoc Phillip Zimbardo thyc hién mot thit nghiém
trong do cac sinh vién dai hoc dugc dat vao vai tro cua cac tu nhan va linh
gac tu trong mot trai giam gia lap trong tang ham cua khoa tam ly Stanford.
Suv chong doi nhe nhang ctia cac “tu nhan” va sy cwong quyét cia cac “linh
canh tu” Itic ban dau dan dan leo thang thanh sy noi loan va sy dan ap. Sau
dé cac “linh canh ti” dan dan ty nhién hanh ha cac “tu nhan” va nhitng
nguwoi tham gia thit nghiém cam thay tinh trang da tré nén qua nguy hiém,
ngoai tam kiém soat. Cudc thir nghiém dwgc két thic sém, sau sau ngay,
khi cac sinh vién tré nén bi sa stt tinh than, la hét khong kiém soat va cé
dau hiéu bi bénh than kinh[12].

[12]. Janice T. Gibson va Mika Haritos-Fatouros, “The Education of
a Torturer” (“Bai gido duc ctua nguoi tra tan” Tap chi Psychology Today,
thang 11/1986, trang 50. Cung tac gia “The Mind is a Formidable Liar: A
Pirandellian Prison” (Tri khon la mot ké noéi doi kinh khiung: M6t nha giam
siéu kich tinh). New York Times ngay 8/4/1973

To6i sé khong bao gio quén dwgc mot minh hoa manh mé vé sitc manh
cta cau tric trong quan hé chinh tri quoc té. N6 xay ra trong mot cudc gap
g0 riéng tv véi mot vi quan chitc cao cap cua Toa dai st Lién X0, vai thang
sau khi Lien X0 guri quan sang Afghanistan. Quan chirc nay ndi, mot cach
hung hén nhung chan thanh, vé cach Lién X6 la nwdc dau tién cong nhan
chi quyén nuwéc nay sau khi né thanh 1ap. Lién X6 ciling la nwéc dau tién
vién trg cho né. Va vién trg nhiéu lan, khi nwéc nay c6 xung dot hay bat
dong noi bo. Bat dau tir cuéi nam 1970, khi nhitng de doa tir cac doi quan
du kich tang lén, chinh quyén cai tri dé nghi nguwoi Lién X6 tang vién trg.
S vién trt éi lai dan dén nhu cau cao hon can phai dwgc giip d& nhiéu hon.
N6 dan dén két qua 1a, vi quan chitc do giai thich, “ching t6i that sy khong
con giai phap nao khac ngoai can thiép quan sy”.

Khi t6i lang nghe cau chuyén nay, toi khong thé khong nghi vé cach
cac ctra hang hay nha phan phaéi trong tro choi bia da giai thich khi két thic
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tro choi. Rang ho that sy khéng c6 lwa chon nao khac ngoai viéc tang so
lvgng dat hang. Diéu nay lam t6i lién hé dén cau chuyén vé cac quan chitc
My, muoi hay mudi lam nam truedce day (ké tir an bdan dau tién nam 1990 -
ND), c6 giai thich cach nwdc My bi vieédng vao khé khan & Viét Nam.

Khi cho rang cdu tric tao ra cac md hinh hanh vi cuy thé thi diéu do
chinh xac c6 y nghia gi? Lam thé nao cac cau tric kiém soat nhw thé duwoc
nhan ra? Lam thé nao nhitng kién thic nhu vay gitp chiing ta thanh cong
hon trong mot hé thong phic tap?

Tro choi bia la mot thi nghiém dé tim ra cach cau tric anh hwéng dén
hanh vi. M6i nguwdi chai: cita hang ban 1€, dai 1y ban si va nha may bia - chi
ra mét quyét dinh moi tuan: can dat hang bao nhiéu bia. Ctra hang ban 1é 1a
nguwoi dau tién day manh so lwong dat hang, v6i cao diém la Tuan 12. Khi
do, s6 lwgng bia can c6 khong dwgc dap (ng diang ldc - do ca dai ly va nha
may déu khong giao hang du theo don dat hang. Nhung ctra hang ban 1é,
khong can ci vao s6 hang con thiéu dé, dot ngot tang don dat hang 1én
bang bat ci¥ gia nao. Sy tang vot dot bién d6 dwgc khuéch dai 1én trong toan
thé hé thong - dau tién bédi dai ly ban si, sau d6 dén nha may bia. S6 lwgng
dat hang dinh diém ctia nha may la 40 xe bia, con s6 lwgng san xudt dinh
diém cda nha may lén dén 80 xe bia.

Két qua la mot m6 hinh “tich tu dé sup d6” mang tinh dac trung vdi
moi vi tri, dwgc khuéch dai cwong do khi ban di chuyén “nguwgc dong” tur
ctta hang ban 1é dén nha mday bia. N6i cach khac, nhu cau cua ngudi tiéu
dung cang tang, thi don dat hang cang 16n va sy sup do cang nghiém trong.
Gan nhu tat ca nhitng nguwoi tham gia tro choi bia trdi qua khiing hoang
nghiém trong, dan dén v&i mitc san xuat gan nhu bang khong chi vai tuan
sau khi tang cong suat hang tuan lén 40, 60, 100 cong hang hoac tham chi
hon ntra[13].
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[13]. Sw khuéch dai twong tw la mét ddc trung cua cdc chu ky kinh
doanh thuc té, trong dé cdc nganh sdn xudt nguyén liéu tho thuong bién
déng nhiéu hon cdc nganh dich vu va bdn 1é. Xem Gottfried Haberler,
Prosperity and Depression (Su thivgng va suy sup): Alien&Unwin,
London, 1964; Alvin H. Hansen, Business Cycles and National Income
(Chu ky kinh doanh va Thu nhdp quoc gia): Norton, New York, 1951.

Mo hinh hanh vi dac treng khéac trong tro choi cé thé dwgc nhan ra
trong s6 hang tén kho va s6 don hang con ng. Lwgng hang ton kho cta ctra
hang bat dau gidam xudng duwéi khong (zero) trong Tuan 5. S6 don hang con
nQ cda cira hang tiép tuc tang trong vai tuan va khong c6 hang tén kho cho
dén Tuan 12 dén 15. Twong tw, dai ly c6 cac don hang con ng tir Tuan 7
cho dén Tuan 15 dén 18. Con nha mdy thi gap tinh trang nay tir Tuan 9 dén
Tuan 18 dén 20. Khi hang ton kho bat dau dwoc tich liy thi ching dat dén
nhitng con so rat 16n (khoang 40 c6ng hang tai ctra hang, 80 dén 120 tai dai
ly va 60 dén 80 tai nha may ¢ Tuan 30) - vugt xa mic dv kién. Vi vay moi
vi tri trdi qua mot chu ky ton kho - phai tra: dau tién khong cé da hang ton
kho, sau dé6 lai qua du thira hang tén kho.

Céac mo hinh “cuwong diéu r6i sup do” dac trung nay trong viéc dat
hang va chu ky ton kho - phadi tra dién ra bat chdp nhu cdu 6n dinh cua
khdch hang. S6 lwgng dat hang thuc sy cia khach hang chi thay déi c6 mot
lan. Trong Tuan 12, khach hang dat mua gap doi - tir 4 1én 8 thung moi
tuan. Ho ludn gitt mic nay cho dén khi két thic tro choi.

No6i cach khac, sau sy gia tang mot 1an, nhu cau ctia khach hang, trong
toan bo thtt nghiém moé phdng, la tuyét doi on dinh! Di nhién, khong ai
trong s6 nguwoi choi ngoai chu ctra hang biét ro nhu cau cta khach hang, va
tham chi chu ctta hang nhin thdy nhu cau tuan nay qua tuan khac, ma khong
dy doan dugc cai gi sé xay ra tiép theo.
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Sau tro choi bia, chung toi hoi nhitng nguoi dong vai dai ly va nha
may vé y kién cia ho vé so lwgng dat hang ctia nguoi tiéu dung. Hau hét vé
mot dwong cong gom phan di 1én va phan di xudng, phu hgp véi so lugng
don ddt hang cua ho tang va giam[14]. No6i cach khac, nhitng nguoi choi
cho rang néu don dat hang tang vot roi sut giam, thi nguyén nhan chac chan
la nhu cau ctia nguoi tieu dung tang cao réi giam manh. Nhitng gid dinh
nhw vay vé mét “nguyén nhan bén ngoai” la dac treng cia suy nghi khong
hé thong.

[14]. John  Sterman, “Modeling Managerial  Behaviour:
Misperceptions of Feedback in a Dynamic Decisionmaking Experiment”
(M6 hinh hoa hanh vi quadn tri: Nhdn biét sai léch vé phdn hoi trong mét
thtr nghiém ra quyét dinh). Tap chi Management Science, quyén thi¥ 35, s6
3 (thang 3/1989), trang 335.

Cach phan doéan ctia nguoi choi vé nhu cau nguoi tiéu dung lam sang
t6 nhu cau bén trong cta ching ta trong viéc tim ai khac hay diéu gi khac
dé quy trach nhiém khi cé van dé xdy ra. Thoat dau, sau khi tro choi két
thic, nhiéu nguwdi tin rang thu pham la nhitng nguwdi choi ¢ cac vi tri khac.
Niém tin nay bi tan v& khi nhan ra van dé ludn xdy ra & tat ca cac lan choi,
cho du moi nguwdi duge chuyén sang cac vai tro khac nhau. Khi dé nhiéu
nguwoi huéng sang mot ké thé mang khac la nguoi tiéu dung. Ho ly gidi
“Chac chan phai c6 mot sw tang vot roi sut giam ngay trong nhu cau cua
nguoi tieu dung”. Nhung khi dy doan ctia ho dwgc dem ra d6i ching véi
don dat hang 6n dinh ctia ngudi tiéu dung thi ly luén nay ciing bi 14t do.

biéu d6 c6 tdc dong manh mé vdi mot s6 nguwdi choi. Toi sé khong
bao gid quén mot vi chu tich mot cong ty van tai 16n ngoi lang di, mat mé
to nhin vao biéu do cta tro choi bia. Bén khi nghi gidi lao, ong ta chay voi
di goi dién thoai. Toi hoi tham khi 0ong ta quay trg lai “Co viec gi xay ra
a?”.
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Ong ta tra 161 “Truéc khi tdi dén day, ban diéu hanh cua ching t6i c6
mot budi hop danh gid hoat dong kéo dai ba ngay. Mot trong nhitng bd
phan ctia ching toi st dung xe van tdi tang gidm that thwong. C6 vé hién
nhién nhw gidm d6éc bo phan dé da khong lam t6t vai tro cia minh. Ching
toi tw dong quy trach nhiém cho anh ta, cling nhw nhitng nguwoi tham gia thw
nghiém nay tw dong quy trach nhiém cho nha may bia vay. Tuy nhién toi
chot hiéu ra rang van dé ching to6i gap phai c6 1é thudc vé cau triac chir
khong thudc vé con ngudi. Téi vira chay ra goi dién thoai cho ban diéu
hanh cong ty dé huy bé viéc ky luat anh ta”.

MGt khi ho nhin thdy ho khong con c6 thé do 16i cho ngwoi khac, hay
cho khéch hang, thi cac ngudi choi tim mét cho dwa cudi cung - d6 16i cho
hé thong. Mot s6 nguwdi néi “D6 1a mot hé thong khong thé quan ly dugc.
Van dé la chung t6i khong thé trao doi thong tin lan nhau”. Nhung d6 cling
la mot 1y 1é khéng vitng vang. Thuc ra, trong “hé thong vat chat” vdi hang
ton kho, giao hang cham, va thong tin bi han ché, van c6 kha nang cho cac
tap thé cai thién hoan canh.

TAI XAC PINH TAM ANH HUONG CUA BAN:
LAM THE NAO CAI THIEN KET QUA CUA TRO CHOI BI

DPé bat dau nhin ra cac kha nang c6 thé céi thién, hay gia dinh két qua
néu tirng nguwoi choi khong lam gi dé diéu chinh hang ton kho hay s6 hang
ng phdi trd cia minh. Theo chién lwge “khong cé chién lwgce”, moi ngudai
choi c6 thé don gidn dat hang theo so lwong dat hang ma anh ta nhan duoc.
Do 1a chinh sach dat hang don gian nhat. Néu ban nhan thém don dat hang
bon thung bia, thi ban dat hang bon thung cho dai ly. Néu ban nhan dat
hang tadm thung thi ban lai dat tdm thung. Theo mé6 hinh nhu cau ngudi tiéu
dung trong tro choi nay thi ban sé luén dat hang bon thung bia méi tuan.
Pén khi nao ban nhan dwgc don hang tang lén tam thung thi tir d6 tré di,
ban m@i dat hang tam thung.
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Khi chién lwge nay dwoc cd ba nguwdi choi cung thwe hién mot cach
kién dinh, ca ba vi tri tao nén trang thai 6n dinh cho dén Tuan 11. Sau dé
ctra hang va dai ly khéng bao gio giao hét dwgc nhitng don hang con ng
khach hang. S6 don hang con ng tang 1én, nhw trong tro chai co ban, vi viéc
giao hang bi tri hoan. S6 don hang con ng phai tra ton tai bdi vi nhitng
ngudi choi khong no Ic khac phuc né - bédi vi chién lwge “khong c6 chién
lwgc” ngan khong cho dat hang vuot qua don hang da nhan tw khach hang
nén khong c6 da hang dé tra phan con ng khach hang.

Vay chién lugc “khong c6 chién lwgc” cé thanh cong khong? Co 1€
hau hét nguoi choi sé trd 10i la khong. Suy cho cung, chién lwge nay cling
tao ra nhitng don hang con ng dai ddng. Moi ngudi trong hé thong van phai
chd doi lau hon can thiét dé dwgc nhan hang. Trong cudc séng thuc té, rd
rang nhitng tinh huéng nhw thé c6 thé lam cho nhitng doi thu canh tranh
khac tham gia vao thi truong dé cung cap dich vu giao hang tét hon. Chi
nhitng nha phan phoi/san xuat c6 tinh doc quyeén trén thi truong méi cé thé
tién hanh mot chién lwge nhw vay[15].

[15]. Khi dugc mé phong trén mdy tinh, cdc két qud cta chién lugc
“khéng co chién lwgc” cho thdy cira hang bdn 1é c6 cdc don hang con ng
kéo dai nhdt boi vi anh ta chi bdt dau dugc giao hang ddy du khi cdc don
hang con ng cua nha phan phoéi dugc gidi quyét hét. Piéu nay cé nghia la
cdc ctta hang gdp kho khdn ddc biét khi thuc hién chién lugc nay - do chinh
la ly do hdu hét cdc ctra hang gtri cdc don ddt hang s6 lugng 16n hon trong
thuc té.

Nhung chién lwgce nay loai trir tinh trang tang vot dé roi sut giam trong
cac don dat hang, va sy tang giam that thwong cua hang ton kho. Hon nita,
tong chi phi tao ra bai tat ca cac vi tri trong chién lwgc “khéng cé chién
lwge két qua ma 75% cac doi nhom tham gia tro choi tao ra[16]! N6i cach
khéc, phan 16n ngudi choi, ma nhiéu nguwdi trong so ho la nhitng nha quan
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ly day kinh nghiém, tao ra két qua té hai hon la truong hgp ho chi don gian
la dat hang theo ding s6 lwong don dat hang ma ho nhan dwgc. Trong c6
gang dé diéu chinh sy mat can bang von la két qua cta viéc “khéng lam gi
ca”, hau hét nguwdi choi lam van dé cang xau hon - trong mot sé treong hop
la xau hon rat rat nhiéu.

[16]. Trong tro choi mé phéng, tong chi phi dwoc tinh dn dinh chi phi
1 d6la My cho moéi don vi hang con ng khdch hang (moi tudn) va 0,5 dbla
My cho moi don vi hang ton kho (moi tuan). Téng chi phi cia m¢t nhom
dugc tinh bang cdch cong tdt ca chi phi cudi cung cta cdc vi tri. Chi phi
trung binh trong mét tro choi gém 4 giai dogn trong 35 tudn la 2.028 dbla
My (theo Sterman, “Modeling Managerial Behaviour” - M6 hinh hoa hanh
vi qudn tri, trang 331-39), chi phi cta tro choi 3 giai doan trong 30 tudn la
khodng 1.270 déla My. Téng chi phi cho doi thuc hién lwgc “khéng lam gi
ca” la 825 déla My.

Mat khac, khodng 25% ngudi choi cé két qua tot hon chién lwgc
“khong cé chién lwgc”, va khodang 10% c6 két qua tot hon rat nhiéu. No6i
cach khéc la van co6 thé dat dugc thanh cong tot dep trong hé thong nay.
Nhung né doi héi mot sy thay doi trong tam nhin cua hau hét ngudi choi.
Co6 nghia la nhin ra dugc diém cot 16i ciua sy khong sai 1éch co ban giita
cach nghi thong thwong vé tro choi - ma sau nay ching ta sé goi la “mo
hinh tw duy” (mental model) ctia n6 - va thyc tai ma tro choi van hanh. Hau
hét ngwoi choi coi cong viéc ctia ho 1a “kiém soat vi tri ctia minh” mot cach
c6 1ap véi phan con lai cua hé thong. Nhung diéu can thiét & day lai la la
quan sat cach vi tri ctia ho twong tac véi hé thong chung.

Hay thtr twdng tuwgng cdm giac ctia ban néu ban la mot nguwdi choi &
bat ky vi tri nao. Ban dac biét cha y dén lwgng hang ton kho, chi phi, so6
hang con ng, cac don dat hang va tinh hinh giao hang cta chinh ban.
Nhitng don dat hang dén tir “bén ngoai” - vi du nhw hau hét cac dai ly va
nha may, rat ngac nhién vi bi mat ctia nhitng don dat hang vé sau, ddng ra
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la nhitng so6 lwgng 16n, thi lai xuat hién tudn nay qua tuan khac la “khong,
khong, khong, khong”. Ban phan héi lai nhitng don dat hang md&i bang cach
giao hang, nhung ban rat it dé y xem cac chuyén hang do6 sé anh huwdng dén
cac don dat hang ky sau nhu thé nao. Twong tu vay, ban chi cé khai niém
mo ho vé diéu da xady ra v6i cac don hang ban gwi di; ban don gian chi
mong dgi ching tré thanh cac chuyén hang md&i sau mét thoi gian chd doi
hop ly. Tam nhin ctia ban vé hé thong gidong nhw hinh vé minh hoa

Theo bitc tranh vé tinh hinh nay, néu ban can bia thi ban nén dat thém
hang. Néu bia khéng dugc giao ding ngay ban mong dogi, ban cling dat
thém hang. Nhiém vu cong viéc ctia ban la kiém soat vi tri ciia minh, tuwong
tdc v6i cac thay doéi véi cac dau vao bén ngoai nhuw cac don dat hang ban
nhan dugc, cac chuyén giao hang va s6 ngay nha phan phoi cham tré trong
viéc giao hang.

/\

TN BAT HANG &0 HANG

TIT KHACH HANG TOI BAT
(5LIA T /

S0 [LANG
TN KHO

||1,|'i EAE AL BN
CHO ROUTTIRD DONG TIT NHA PHAN PHOL

HE THOREG C1A T

IEANG TON KHOA ARG
ol CHUR GEADGTA
NILA PHAN I'HHR

DPiéu ma quan diém “t6i chi kiém soéat vi tri ctia t6i” bé qua la cach ma
cac don hang cta ban twong tac vdi don dat hang cta nhitng ngwoi khac dé
anh hwong dén cac bién s6 ma ban nhin nhan nhw “bén ngoai”. Nhitng
nguoi choi la thanh phan cia mot hé thong 16n hon nhwng ngwdi ta chi mo
h6 nhan ra. Vi du nhw néu ho dat hang mét so lwgng 16n hon, ho c6 thé mua
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hét sach s6 hang ton kho cda nha phan phoi. Ttr d6 lam tang sy cham tré
trong viéc giao hang ctia nha phan phéi. Néu khi d6 ho phan hoi (nhw nhiéu
nguoi lam) bang cach dat hang nhiéu hon nita, thi ho tao ra mot “vong luan
quan” lam tang rac roi cho ca hé thong.

Vong luan quan nay c6 thé dugc gdy ra béi bat ky ngudi choi nao c6
tam 1y lo lang trong bat ky vi tri nao cta hé thong - cho du la ctra hang ban
1é hay dai ly. Tham chi cac nha may ciing c6 thé tao hiéu ng twong tw, don
gian chi bang cach khong san xuat thém da bia. Tham chi khi mot vong
ludn quan anh hwéng dén cac vong luan quan khac, su lo lang duwoc tao ra
lan toa trong toan bo hé thong san xudt - phan phoi. Mot khi sy lo lang da
c6 da, toi thdy nhiéu ngudi choi dat mua hang gap 20 dén 50 lan sé lwgng
thue sw can thiét dé diéu chinh sy mat can doi hang ton kho trong thurc té.

DPé céi thién két qua trong tro choi bia nhitng ngwoi choi phai tai xac
dinh tdm anh hwéng cua ho. La nguoi choi ¢ bat ky vi tri nao, anh hudng
cua ban sé 16n hon gigi han cua chinh vi tri caa ban. Ban khong chi gui cac
don dat hang vao khoang khong dé dugc giao bia; cac don dat hang d6 con
anh hudng dén hanh vi cia nha phan phéi. Pén lugt diéu nay dnh huwdng
dén hanh vi cia mot nha phan phéi khac. Ngwoc lai, thanh cdng cta ban
khong chi bi anh hwéng béi cac don dat hang ctia ban, ma con bi anh hwong
bdi hanh dong cua nhitng nguwoi khac trong hé thong. Vi du néu nha may
hét bia, thi ngay sau d6, moi nguwdi khac sé hét sach bia. Hodc la ca hé
thong cung hoat dong hodc 1a vi tri ctia ban khéng hoat dong. Piéu thu vi la
trong tro choi bia ciing nhu trong nhiéu hé théng khdc, dé ban nguoi khdc
ciing phdi thanh c6ng. Hon nita, mo6i nguwoi choi chia sé quan diém hé
thong nay - néu c6 mot ngwoi choi don 1é nao lo lang va dat hang nhiéu
hon, su lo lang cé xu hwéng tang 1én trong toan hé thong.
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C6 hai hwéng dan quan trong cho nhitng nguwdi tham gia tro chai nay.

Mot 1a, hay ghi nhé s6 lwgng bia ban da dat hang nhung chwa dugc
giao hang do sy cham tré cua nha phan phoi. T6i goi d6 la nguyén tac
“udng hai vién aspirin va chd dgi”. Néu ban bi nhitc dau va can uéng thudc
giam dau, ban khong nén udng aspirin lién tuc, c@ ndm phit mot vién cho
dén khi hét nhitc dau! Ban kién nhan chd dgi cho thudc phét huy tac dung
bdi vi ban biét rang aspirin sé c6 tac dung sau khi sit dung mot lic. Nhiéu
ngwoi choi c tiép tuc dat hang moi tuan cho dén khi sy sut giam trong
hang ton kho cua ho bién mat.

Hai 13, dirng lo lang. Khi nha phan phoi khong thé giao bia cho ban
nhanh nhw Iic binh thwdong, diéu té hai nhat ban c6 thé lam la... dat hang
thém bia. Nhung dé lai chinh la diéu ma nhiéu ngudi choi thye hién. Can
phai binh tinh dé kiém ché ham muon dat thém hang khi cac don hang con
no khach hang tang 1én va khach hang cta ban doi thém hang. Nhung néu
khong c6 sy binh tinh dé thi ban va tat ca moi ngwoi khac sé cung bi ton
that.
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Nhitng huéng dan nay khong duge nhiéu ngwoi choi quan tam mot
cach nhat quan vi ching chi ré rang khi ban hiéu dugc sy twong tac vuot
qua bién gigi cta nhitng vi tri khac nhau. Hwéng dan “udng hai vién aspirin
va cho dgi” di tir hiéu biét vé sy cham tré giao hang cua nha phan phoi dén
thay doi viéc dat hang caa ban.

Nguwai choi co thé dat két qua thé nao néu lam theo nhitng hiéng dan
nay?

Khéng thé hoan toan loai bo tat ca sy phéng dai trong don dat hang va
chu ky ton kho - phdi trd ng don hang. Chi cé thé giit nhitng sy khong 6n
dinh & mitrc do thap nhat, titc 1a @ mic do mot phan nhé cta nhitng gi da
xdy ra v6i bia Tinh Yéu. Chi c6 thé lam gidm chi phi xuéng khoang 1/5 cta
chién lwge “khong lam gi ca”, hay khoang 1/10 cua chi phi dién hinh ma
nhitng d6i nhom tham gia tro choi thyc hién. Néi cach khac, c6 thé dat
duwgc nhitng céi thién dang ké

NHUNG SU THIEU NANG HQC TAP VA CACH SUY NGHIi
CUA CHUNG TA

Tat ca nhitng sy thiéu nang hoc tdp mo ta trong chwong 2 xuat hién
trong tro choi bia:

* Bai vi ho “chi lam cong viéc ctia minh”, ngudi ta khong thiy dugc
hanh dong ctia ho da anh hwéng nhitng vi tri khac nhw thé nao.

* Hé qua la khi rac r6i tang 1én, ho nhanh chéng d6 16i cho nhau - “ké
thu” l1a nhitng nguwoi choi & tat ca cac vi tri khac, hay tham chi la nhitng

nguoi tiéu dung.

* Khi ho “hanh dong don dau” va dat hang nhiéu hon nira, ho lam cho
van dé cang té hon.

https://thuviensach.vn



* Boi vi sy dat hang qua mic cua ho da hinh thanh tvr tw, ho khong
nhan ra dugce s nguy hiém cta tinh hinh cho dén khi moi viéc da qua treé.

* Nhin chung ho khong hoc tap ti kinh nghiém cia minh béi vi hé qua
quan trong nhat tir nhitng hanh dong ctia ho xuat hién ¢ noi khac trong hé
thong, tham chi quay trd lai tao ra chinh nhitng van dé ma ho quy 16i cho
nguoi khac[17].

* Cac “doi nhom” tham gia cac vi tri khac nhau (thwong la hai hay ba
nguwoi cung tham gia mat vi tri) tré nén thai qua khi d6 16i cho nhitng nguwoi
choi khac vi van dé cta chinh ho, ngan can bat ky co héi hoc tap nao tw
kinh nghiém cua nhitng ngwoi khac[18].

[17]. Nhitng nguoi choi cé thé hoc tir kinh nghiém cta ho qua tro
choi, trong khi nhitng nguoi tham gia cdc hé théng sdn xudt - phdn phoi
thuc té khong thé hoc - néu ho coé thé tham gia tro choi Idp di ldp lai va
cung nhau hiéu duvoc la nhitng quyét dinh cta ho tuong tdc nhu thé nao voi
ca hé thong. Tro choi bia cling nhu “mét thé gidi thu nho”.

[18]. Bdi vi cdc vi tri trong tro choi khong tiép xtic thuong xuyén vai
nhau, co rat it co héi dé theo doi cdch nhirng nguoi choi thuc hién nhirng
tuong tdc mdt doi mdt voi nhau. Tuy nhién, khi dbi choi dang hoat dong,
hau hét thanh vién bat dau do 16i cho nguoi khdc vé van dé cua ho. Nhirng
thtr nghiém mé phong cdch ra quyét dinh khdc duwoc thiét ké dé nghién ctru
truc tiép vé dong luc ctia mét s hoc tdp doi nhom. >

Sy thau hiéu sau sac nhat trong tro choi bia nam & ché nhin nhan cach
nhitng thiéu nang hoc tap dé lién quan dén nhitng cach nghi thay thé trong
nhitng tinh huoéng phitc tap. Vi hau hét nguwdi tham gia, kinh nghiém tham
gia tro choi néi chung la hoan toan khong hai long, bdi vi né hoan toan
mang tinh phan ng. Hau hét tham chi nhan ra rang nguon goc cua sy phan
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tng la do ho qua tap trung vao cac sy kién tuan nay qua tuan khac. Hau hét
nguoi choi bi don nén bédi sy thiéu hut hang ton kho, ham mudn dat thém
hang, sy buc boi vai viéc giao hang tré. Khi duge dé nghi giai thich ly do
quyét dinh cia minh, ho dwa ra cac “gidi thich theo sy kién” (event
explanations) dién hinh: “T6i da dat 40 xe bia & Tuan 11 bdi vi cra hang
ban 1é ctia t6i dat 36 xe bia va lam can sach ton kho cua t6i.” Chirng nao
con co chap tap trung vao cac sv kién, thi ho con & trong tinh trang phan

’

trng.

Tam nhin hé thong cho thidy cé nhiéu mic dé da dang trong viéc gidi
thich ¢ bat ky hoan canh phitc tap nao, nhu dé cap trong biéu do bén duéi.
O mot khia canh nao dé, tat ca déu “that” nhuw nhau, nhung sy hitu ich cta
ching thi hoan toan khac nhau. Giai thich qua sy kién - “ai da lam diéu gi
vdi ai” - budc nhitng ngudi st dung né ludn trong tw thé phan tng. Nhw da
néi trwde day, gidi thich qua sy kién la kiéu giai thich pho bién nhat trong
van hoa thoi dai nay, va dé chinh la 1y do tai sao quan ly kiéu phan tng lai
dang thinh hanh nhv vay.

Cédu tric hé thong (sang tao)
Cac mo6 hinh hanh vi (dap Wng)

Cac su kién (phan d@ng).

Nhitng gidi thich kiéu “M6 hinh hanh vi” (Pattern of behaviour) tap
trung quan sat cac xu hwéng dai han hon, va danh gia y nghia cta cac xu
hwéng. Vi du nhu trong tro choi bia, mot giai thich kiéu m6 hinh hanh vi sé
la: “Cac hé théng phan phdi/sdn xudt von di thién vé cac chu ky va tinh
khong 6n dinh, ma cang tré nén nghiém trong hon & cac vi tri sau ctta hang
ban 1é. Do d6, s6ém hay mudn, cac khiing hodng nghiém trong c6 thé xay ra
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& nha may”. Céc gidi thich kiéu mo hinh hanh vi bat dau pha bé nhitng kim
kep ctia sy phan *ng ngan han. Qua mot thdoi gian dai hon, it ra thi ching
cling c6 thé chi ra cach ching ta phan &ng lai cac xu hwdng thay do6i[19].

[19]. M6t vi du théng thuong vé xem xét cdc dang thitc hanh vi trong
kinh doanh la “phdn tich xu huéng” nhdm gitip mét céng ty cé thé phdn
héi tot nhat voi sw bién doi cua cdc xu huwéng hay sv thay doi cua y thich
nguoi tieu dung.

Mtrc do gidi thich thw ba, sy giai thich kiéu “cau tric”, 1a kiéu it thong
dung nhat va c6 hiéu Iyc nhat. N6 tap trung vao viéc tra 10i cau héi: “biéu
gi tao nén cac mo hinh hanh vi?”. Trong tro choi bia, sy giai thich kiéu cau
triic phdi chi ra cach ma s dat hang, giao hang, va hang ton kho twong tac
dé tao ra cac mo hinh da duwgc quan sat vé sy khong 6n dinh va sy phong
dai, tinh dén hiéu &ng cua cac sy cham tré von c6 trong viéc giao hang theo
cac don dat hang mdi, va vong luan quan tang lén khi sy giao hang cham
tré tang 1én dan dén c6 nhiéu don dat hang hon. Tuy rat hiém, nhuwng nhitng
gidi thich kiéu cdu trac, khi chiing 6 rang va dwgc nhan ra mot cach rong
rdi, sé c6 nhitng tac dong dang ké.

Mot vi du khac thwdng vé mét nha lanh dao c6 nhitng tdm nhin nhw
thé la Franklin Roosevelt, khi 6ng tuyén bo trén dai phat thanh vao ngay
12/03/1933, dé giai thich “ky nghi ctia nganh ngan hang” kéo dai bon ngay.
Trong thoi diém moi ngudi lo 1ang, Roosevelt binh tinh gidi thich cach hé
thong ngan hang hoat dong theo cau tric. “Hay dé t6i cong bo sy that don
gian rang khi ban gti tién vao mot ngan hang thi ngan hang khong cat git
sO tién d6 trong ham an toan,” 6ng no6i. “N6 dau tuw so tién cta ban duwédi
nhiéu hinh thitc cho vay khac nhau - trai phiéu, cho vay cé thé chap. N6i
cach khac, ngan hang 1am cho tién cta ban phai 1am viéc...”. Ong giai thich
cach ngan hang dwoc yéu cau phai duy tri cac khodn dy trit, nhung cac
khoan du trir d6 sé khong da néu nhw nhiéu khach hang rut tién 6 at; va tai
sao viéc déng ctra ngan hang trong bén ngay la can thiét dé khoi phuc trat
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ty. Bang cach lam nhv vay, ong da c6 dugc sy ting hd tir cong ching cho
mot hanh dong quyét liét nhwng can thiét, va tao ra danh tiéng cta 6ng nhuw
la mot bac thay trong linh vire truyén thong cong cong[20].

[20]. William Manchester, The Glory and the Dream - Thoi huy hoang
va Gidc mo (Nha xudt badn Little, Brown, Boston), nam 1974, trang 80 - 81

Viéc gidi thich theo kiéu cdu truc (structural explanation) la rat quan
trong vi chi c6 chiing méi chi ra nhitng nguyén nhan goc ré cia hanh vi &
mtrc d6 ma cac mé6 hinh hanh vi ¢6 thé bi thay déi. Cau tric tao ra hanh vi,
va thay doi cac cdu tric goc ré c6 thé tao ra cac mo hinh hanh vi khac nhau.
Vé mat nay, nhitng gidi thich kiéu cdu tric von da c6 tinh sdng tao
(generative). Hon nita, bdi vi cau tric trong nhitng hé thdng ctia con nguoi
bao gom “cac chinh sach van hanh” ctia nhitng ngudi ra quyét dinh trong
hé thong, su tinh toan lai quyét dinh cia chinh chiing ta tao nén nhitng thiét
ké lai hé thong[21].

[21]. Ciing c6 thé thiét ké lai cdu truc vat ly cta tro choi, mdc du
khong phdi la mét sv lva chon danh cho nhitng nguoi choi khi tro choi
duoc xdy dung lic dau. Vi du nhw, ban co thé thiét ké lai hé thong thong tin
dé cdc dai ly va nha mdy bia ciing nhv cdc cira hang cé duwgc thong tin hién
tai vé doanh s6 bdn lé. Hay ban c6 thé logi bé hoan toan doi twong trung
gian dé cho nha mdy cung ttng bia thdng cho ctra hang ban lé. Viéc thiét ké
lai hé thong vdt ly (lwu lvong hang héa, con nguoi, vt liéu, théng tin, tién
thuéng va cdc nhdn té khdc ngoai tam quadn ly truc tiép cua cd nhdn nguoi
ra quyét dinh) la mét chitc ndng ldnh dao quan trong trong doi séng thuc
té. Nhung thanh cong phu thuéc vao tam nhin hé thong cta nhitng nha ldnh
dao, ciling nhv viéc diéu chinh phuong thitc ddt hang trong tro choi phu
thuoéc vao tdm nhin hé théng vay. Do do, dat dwgc tam nhin hé thoéng la
nhiém vu quan trong nhat, tir dé mdi cé thé thuc hién viéc thiét ké lai hé
théng hay thiét ké lai chinh sdch diéu hanh.
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V6i hau hét ngwdi tham gia tro choi, tam nhin sau sac nhat thuwong dén
khi ho nhan ra rang van dé cta ho, va hy vong céi thién cua ho, c6 lién két
chdt ché vé6i cach ho suy nghi. Hoc tdp sang tao khong thé duwgc duy tri
trong mot td6 chitc ma suy nghi sy kién (event thinking) chiém wu thé. N6
doi hoi mot khuon kho mang tinh khai quat vé “cau tric” hay suy nghi hé
thong, kha nang kham pha ra cac nguyén nhan mang tinh cau tric ctia hanh
vi. Sy nhiét tinh “sang tao twong lai cua chung ta” 1a khong du.

Khi nhitng ngwoi tham gia tro choi bia nhan ra dwgc nhitng ciu tric
gay ra hanh vi ctia nd, ho thdy sitc manh ctia minh ré rang hon dé thay doi
hanh vi d6, dé chap nhan chinh sach dat hang c6 hiéu qua cho céa hé thong.
Ho cling kham phéa ra mot chit vé sy thong tué vinh hang ma Walt Kelly
trong bai tho noi tiéng “Pogo” da ndi ra tr 1au: “Chung ta da gap ké thu va
han chinh la chiing ta”.
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PHAN II: Nguyén ly thit nam: Nén tang
cua to chirc hoc tap
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CHUONG 4: NHUNG QUY LUAT CUA NGUYEN
LY THU NAM[1]

1. Nhirng vin de cua ngay hom nay phdt sinh tir cc “gidi phdp”
cua ngay hom qua

C6 m6t nha budn tham thdy tdm tham dep nhat cia minh bi phong 1én
mot vét 16n[2]. Ong ta dam 1én chd phong dé dé né xep xudng. Chd phong
lai chuyén sang bén canh. Ong ta lai nhay dé 1én ché phong méi, 1am né
xep xuéng mot lic - nhwng chang lau sau n6 lai xuat hién & mot chdé mdi.
Hét lan nay dén lan khac, 6ng ta burc titc cha xat va de 1én tdm tham ma van
khong c6 két qua, cudi cung 6ng ta nhac mot géc tam tham lén va thay mot
con ran dang gian di tredn ra ngoai.

[1]. Nhitng quy ludt nay dwoc rut ra tw két quda nghién citu ctia nhiéu
tdc gid trong linh vuc nghién cttu vé cdc hé thong: Garrett Hardin, Nature
and Man’s Fate (Tw nhién va s6 phdn con nguoi) (NXB New American
Library, New York) nam 1961; Jay Forrester, Urban Dynamics (Pong luc
thanh thi), chuong 6 (NXB MIT, Cambridge, Mass) nam 1969; Jay
Forrester, “The Counterintuitive Behavior of Social Systems” (Hanh vi
phadn truvc gidc ctua cdc hé thong xda hoi), Tap chi Technology Review (thdng
mot 1971, trang 52-68); Donella H. Meadows “Whole Earth Models and
Systems” (Cdc Hé thong va M6 hinh trdi dat toan dién), Tap chi Co-
Evolution Quarterly (Mua he 1982), trang 98-108; Draper Kauffman, Jr.,
Systems I: An Introduction to Systems Thinking (Hé théng I: Gidi thiéu vé
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Tw duy hé thong) (NXB Future Systems Inc., Minneapolis), ndm 1980 (duoc
cung cdp qua Innovation Associates, dia chi P.O. Box 2008, Framingham,
MA 01701.

[2]. Bdy la mét trong nhitng cdu chuyén cé cua nguoi Hoi trong cdc
tuyén tdp cua tdc gid Idries Shah nhu Chuyén ké ctua cdc thay tu Ho6i gido
(NXB Dutton, New York, nam 1970) va Truyén cé tich thé giéi (NXB
Harcourt Brace Jovanovich, New York, nam 1979).

Chung ta thwong ling ting vGi nguyén nhan ctia cac van deé; khi ching
ta chi don gian can nhin vao cac giai phap cta minh do6i vdi cac van de
khac trong qua khit. Mot cong ty lau doi cé thé nhan thdy doanh so trong
quy cua ho sut gidam manh. Tai sao? Bdi vi chvong trinh giam gia quy truéc
do6 da kich thich khach hang mua nhiéu hon. Hay mot nha quan ly méi tién
hanh cat gidm mic ton kho thwong xuyén kha cao dé “giai quyét” van de -
tir d6 doi ngii ban hang phai danh 20% thdi gian lam viéc dé giai thich cho
cac khiéu nai ctia khach hang vé viéc phai chd dgi giao hang qua lau, va
danh phan thoi gian con lai dé thuyét phuc khach hang tiém nang rang ho
c6 thé c6 “bat ky mau nao ho thich ngoai trt* mau den”.

Luc lwgng canh sat dac nhiém sé nhan thady quy tac nay theo dang thitc
cta ho: viéc truy bat ma tiy & Buong s6 30 sé lam trung tam tdi pham doi
dén Puong s6 40. Hay, am tham hon, ho kham pha ra sy bung n6 t6i pham
ma tiy méi xuat hién & thanh pho 1a két qua mot cudc truy bat ma tiy cta
canh sat lién bang. Nguon cung cap ma tiy gidm lam tang gid ma tdy va
gay ra nhiéu toi 4c vdi thu pham la cac con nghiénon.

Céac gidi phap chuyén van dé tir phan nay dén mdét phan khac ctaa hé
thong thuwong khong bi phac gidc. Bdi vi, khong nhw nha budén tham, nhitng
nguoi “gidi quyét” van dé ldc dau va nhitng ngudi thira hwéng van dé mai
phat sinh la nhitng con ngudi khac nhau.
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2. Ban cang no Iuc thi hé thong cang phdn hoi ngugc lgi manh
hon

Trong tac pham Trai stic vdt cia George Orwell, chi ngya Boxer luon
c6 mot cau trd 10i vdi bat ky kho khan nao, rang “Toi sé lam viéc siéng
nang hon nita”. Lic dau, sy siéng nang day thién y cta n6é lam moi ngwoi
hai long. Nhung dan dan, vo tinh su siéng nang cta né dem lai két qua
ngugc véi mong doi. Cang lam viéc siéng nang, thi cang c6 nhiéu viéc phai
lam hon. Biéu ma n6 khong biét 1a nhitng con heo quan ly nong trai thao
ting moi ngwoi dé kiém lgi riéng. Sv siéng nang cta Boxer thuc su gop
phan lam cho nhitng con vat khac khong phat giac dugc viéc cac con lgn da
lam[3]. Suy nghi hé thong ddt tén cho hién twgng nay la “phdn hoéi bu trir”
(compensating feedback): khi su can thiép thién chi lam cho hé thong phan
hé6i dé bu trir tac dong cta sy can thiép. Ching ta déu biét cam giac khi doi
dién phan hoi bu trir: ban cang no6 Iyc thi hé thong cang phan hoi ngugc lai
manh hon. Ban cang c6 gang giai quyét van dé thi cang can nhiéu no luc
hon nita.

[3]. George Orwell, Animal Farm - Trai suc vat (NXB Harcourt
Brace, New York), nadm 1954.

Vi du vé phan hoi bu trir nhiéu vo s6. Nhiéu sy can thiép ctia chinh
quyén v6i cha y t6t nhat da bi phan héi bu trtv pha héng. Trong thap nién
1960 c6 nhitng chuong trinh xay nha va cai thién ky nang lam viéc cho
nhitng nguwdi c6 thu nhap thap tai cac thanh phé khé khan trén khap nuwéc
My. Nhiéu thanh pho trong s6 d6 con trd nén té hai hon vao thap nién 1970
bat chdp sy ho tr¢ manh mé cua chinh phu. Tai sao vay? Mot ly do la
nhitng nguwdi c6 thu nhap thap di cw ti cac thanh pho khac va tir nong thon
dén nhitng thanh ph6 cé chwong trinh ho trg t6t nhat. Cac can ho mdi xay
dung va chuwong trinh huan luyén viéc lam bi qua tdi v&i qua dong nguoi
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tham gia. Tt do6, doanh thu thué ctia thanh pho bi that thu, lam cho moi
nguoi cang bi vuedng vao cac khu vire suy yéu vé kinh té.

Céc tién trinh phan héi bu trir tvong tw da ngan can vién trg thy'c pham
va nong san cho cac nwdc dang phat trién. Thyc pham doi dao hon sé bi
“bu trtr” bang viéc giam ty 1é t&* vong vi suy dinh dudng, lam tang dan s6
va cudi cung dan dén su thiéu hut thiec pham nhiéu hon nita.

Tuwong ty, nhitng no6 lwe dinh ky dé diéu chinh sy tham hut thwong mai
cia My bang cach giam gid dong déla thuwong bi cac déi thu canh tranh
nuwdc ngoai bu trir bang cach gidam gia san pham cda ho cung lic (doi vai
nhitng quéc gia quan ly tién té “neo theo dong dola”, gia ca tw dong diéu
chinh theo). Nhitng no lyc cia quan doi nwéc ngoai trong viéc dan ap quan
du kich dia phvong thuong lam cho dong co ctia quan du kich tré nén hgp
ly hon. Do d6 lam tang thém long quyét tam cua ho, dan dén sy khang cu
manh mé hon.

Nhiéu cong ty da cdm nhan sy phan héi bu trtr khi mot trong nhitng
san pham cua ho dot nhién bi mat khach hang trén thi truong. Ho ddy manh
viéc tiép thi - d6 1a mot phwong phap da luén cé hiéu qud, ding khong? Ho
tiéu xai nhiéu hon cho viéc quang cdo, va gidm gia san pham; nhitng
phuong phap do c6 thé tam thoi kéo khach hang trd lai. Nhung ching cling
lam cong ty hao tén va doi hoi duwgc bu trir bang nhitng sy cat gidam khac.
Chat lwgng dich vu (cu thé nhw téc do giao hang hay quy chuan kiém tra
hang ho6a) bat dau giam sut. Vé dai han, cong ty cang tiép thi manh hon thi
cang mat khach hang nhiéu hon.

Phan ho6i bu trir khong chi xdy ra vdi cac t6 chite 16n, ma né cling xay
ra voi nhiéu ca nhan. Vi du mét ngwoi bo hat thuoc va bi tang can. Do
khong hai long vé bé ngoai ctia minh, anh ta lai hit thudc dé giai toa cang
thang. M6t ba me bao thi mudén con minh hoa dong véi cac ban cung 16p
nén can thiép vao moi chuyén cua con. Cudi cung dita bé khong thé tw
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minh lam dwgc viéc gi khac. Mot nhan vién méi muon tao cam tinh vGi cac
dong nghiép nén chang bao gio phan &ng vdi cac phé binh té nhi trong
cong viéc. Do d6 o ta trd nén cau gat va bi moi nguwdi danh gia 1a “mot
nguoi kho lam viéc tap thé”.

N6 lwc hon, cho du la qua sy can thiép ngay cang manh hay su kiém
ché nhiéu hon nhitng ban nang ty nhién, lam chiing ta kiét sitc. That vay, la
nhitng ca nhan hay t6 chitc, ching ta khong chi bi cuén vao vong phan héi
bu trtt, ma ching ta con t6 diém thém vao hé qua ndy sinh sau do6. Khi
nhitng no luc ban dau khong thé tao ra sy cai thién lau dai, chung ta cang
co6 gang hon - véi long tin nhiét thanh, nhw mot vo si dam boc, 1a lam viéc
siéng nang c6 thé vugt qua tat cd chwdng ngai, va tw minh bit mat tredc sy
that la chinh ching ta da gép phan tao nén cac chwéng ngai do.

3. Hanh vi sé tot hon truéc xau di

Nhitng can thiép kém hiéu qua van dugc ching ta wa thich bai ly do
ching that sy c6 hiéu qua vé mat ngan han. Nhitng can nha méi dugc xay
thém. Nhitng ngwoi that nghiép duwgc dao tao. Nhitng tré em déi nghéo
dwgc cho an udng day da. Cac don dat hang tré dwgc tang thém. Chiing ta
bo huit thudc, giai téa cang thang cho con minh va tranh doi dau véi dong
nghiép magi. Phan hoéi bu triv thwdng lién quan dén mét “sy tré nhip”, mot
thoi gian chd dgi gitta 1gi ich ngan han va sy thiét hai dai han. TG New
Yorkerda titng dang mot biém hoa vé mot nguwoi dan ong ngoi trén ghé banh
day ngd mot quan cd domino khong 16 dang nghiéng vé phia bén trai anh
ta. “Cudi cung minh ciling dugc nghi ngoi” anh ta tw n6i v6i minh trong bitc
biém hoa. Di nhién, anh ta khong nhin thdy quan domino dé dang d6 nga
mot quan domino khac, dén lwot né lai lam nga quan ké tiép qua mét phan
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tng day chuyén theo vong tron. Cudi cung ching do ap vao ngudi anh ta twr
phia bén phai.

Phén hoi “t6t hon treedc khi xau di” d6i véi nhitng sy can thiép quan ly
chinh 1a diéu 1am cho viéc ra quyét dinh chinh tri thwong bi phan tac dung.
Khi dung tt* “ra quyét dinh chinh tri”, t6i muon néi vé tinh huéng ma cac
nhan t6 khong thudc vé pham chat bén trong c6 anh huwdng dén viéc ra
quyét dinh, chang han nhw xay dung nén tdng quyén lyc ciia mot ca nhan,
hay “tao mét vé ngoai hoan hdo” hay “lam vui long cdp trén”. Trong cac hé
thong phttc tap ctia con ngwoi, ludn c6 rat nhiéu cach dé lam sy viéc cé vé
tot hon trong ngan han. Chi dén cudi cung thi phan hoi bu trit méi quay lai
tan cong ban.

Can phai chu y dén tir “cubi cung”. Sw tré nhip, nhv trudng hop cac
quan cd domino, gidi thich tai sao ngwoi ta khoé nhan ra nhitng van dé hé
thong. Mot gidi phap dac thu c6 vé rat phu hgp vi loai bd duwgce cac triéu
chitng ban dau. Tinh hinh dwogc cai thién, tham chi khé khan c6 thé da tan
bién. Mat dén 2, 3 hay 4 nam sau dé kho khan d6 quay lai, hodc nhitng kho
khan mdi, con té hai hon, phat sinh. Luc nay, vi nhitng nguoi cti da da
chuyén déi cong viéc rat nhanh chong, nhitng ngwoi méi dén sé nhan lay
nhitng hau qua do.

4. Loi thodt dé dang thuwong dan dén diem kho khan cii

Trong phién ban mdi ctia mot cau chuyén ngu ngon cua ngudi Hoi co,
nguwoi khach qua duong bat gap ké say rwgu dang lom khom bén dudi cot
den. Nguwoi khach té y mudn gitp do va biét dwgc la han dang tim chia
khoa nha. Sau mdt lic tim kiém, nguwoi khach hoéi “Anh danh roi n6 &
dau?”. Ké say rugu la danh roi ngoai trudc ctra. “Vay tai sao lai tim @
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day?” nguoi khach héi. Han dap “Béi vi 16i di trwdc cira nha t6i khong co
bat den”.

Chung ta thay dé chiu khi ap dung nhitng giai phap twong ty dé giai
quyét van dé, dya vao khia canh ma chuing ta hiéu ro nhat. D6i khi ding la
chia khoa & dwdi cot den that, nhung thuwong thi né bi rét mat trong bong
t0i. Suy cho clung, néu giai phap dé tim ra v&i moi nguai, thi c6 1€ n6 da bi
nguoi khéac thye hién roi. Ap dung cang nhiéu nhitng giai phap quen thudc,
trong khi nhitng van dé goc ré van con ton tai hodc té hai hon, la mot biéu
hién rd rang cua 16i suy nghi phi hé thong (nonsystemic thinking) - ma
ching t6i thuwong goi 1a hoi chitng “can phdi c6 mot cay buia 16n hon”.

5. Liéu phdp c6 thé té hon can bénh

Doi khi giai phap quen thudc va dé dang khong nhitng khong hiéu qua
ma con tai hai va nguy hiém. Vi du nhitng nguwoi gap cang thang trong cong
viéc hodc c6 van dé vé long tu trong thwong tim dén gidi phap uéng rugu
nhr mot phuwong thite giao tiép xa hoi. Dan dan, liéu phap nay tré nén nguy
hiém hon chinh can bénh ltic dau, trong s6 nhitng tac hai cia né cé ca viéc
lam tang sy cang thang va lam gidm long ty trong ctia nhitng nguwdi nghién
rwou.

Vé dai han, hé qua tham lang nhat cia viéc ap dung gidi phap phi hé
thong sé la nhu cau ngay cang cao doi vGi gidi phap do. Pé 1a 1y do sy can
thiép sai lam cda chinh pht khong nhitng v6 hiéu ma con trd thanh “thuéc
gay nghién”. N6 lam cho nhitng ngwoi dan dia phvong cang thém 1é thudc
va mat kha nang @ng pho trong cudc song. Hién twgng cai thién tic thoi
dan dén sv 1é thudc lau dai la rat pho bién, dugc nhitng nha suy nghi hé
thong goi la “trut ganh nang cho ngwoi can thiép”. Ngwoi can thiép cé thé
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la chinh phu lién bang, nhithg co quan vién trg thuwc pham, cac chwong
trinh phic lgi. Tat ca déu “giup” hé thong ban dau tré nén yéu kém hon
mot cach triét dé va can dugce gitip do nhiéu hon nita.

Nhitng vi du vé kiéu trut ganh ndng sang ngwdi can thiép, theo chuyén
gia Donella Meadows tirng néi, “dé lam, thu vi va c6 ldc that kinh
hoang”[4] va khong chi han ché & doi twgng can thiép la chinh phu. Chiing
ta mudn trut ganh nang cua viéc thye hién nhitng phép toan don gian bang
kién thitc s6 hoc sang su 1€ thuéc vao may tinh bo tti. Ching ta khong
thich nhitng gia dinh 16n va chuyén ganh ndng cham s6c ngudi gia cho cac
nha dudng l13o. O thanh phd, ngudi ta chuyén ganh ning ciia cc cong dong
dan cu sang cac dy an xay dung nha. Chién tranh lanh da trat trach nhiém
tim kiém hoa binh bang hoa giai sang vii luwc, va gép phan lam hung manh
quan doi va nhitng cong nghé lién quan. Trong kinh doanh, ching ta c6 thé
trit ganh nang sang cac nha tw van hodc nhitng “nguwdi ho trg khac” va lam
cho cong ty 1é thudc thém vao hg. Cung vadi thoi gian, sitc manh cua nguoi
can thiép sé 16n lén. Nguwoi can thiép cé thé la ma tiy doi vdi ngudi nghién,
ngan sach quan doi doi véi mot nén kinh té, quy mo cia cac co quan ho trg
nuwdc ngoai hodc la ngan sach ctia cac “t6 chire tr thién”.

[4]. D. H. Meadows, “Whole Earth Models and Systems” (“Nhitng hé
théng va mé hinh Trdi Ddt toan dién”)

Cau truc hoan chuyén ganh nang con cho thay la nhitng giadi phap lau
dai, nhv Meadows néi “sé tang kha nang chiu dung ctia hé thong”. Doi khi
viéc nay rat khd, ma c6 khi lai rat dé. Mgt nha quan ly trit ganh nang cac
van dé nhan sy sang cho chuyén gia giao té nhan sy cé thé nhan thay cai
kho nhét chinh 1a quyét dinh nhan lai ganh nang d6. Hoc cach quan ly nhan
st chu yéu la van dé doi hoéi thoi gian va sy tan tam.
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6. Nhanh hon co6 thé la chdm hon

DPay la mot cau chuyén rat cii: con rua co6 thé chay cham hon, nhung la
nguoi chién thang trong cudc dua. Hau hét doanh nhan My cho rang ty 1€
tang trwdng tot nhat 1a nhanh, nhanh hon va nhanh nhat. Hau nhu tat ca hé
thong ty nhién, tir kinh té€ cho dén dong vat hay cac té chic, déu co ty 1é
tang tredng toi wu riéng. Toc do tang trwdng t6i wu dé6 cham hon nhiéu so
vdi toc do tang tredng nhanh nhat c6 thé dat dwgc. Khi toc do tang truong
tré nén qua mic kiém sodat - nhw trong can bénh ung thuw - thi hé thong tw
né sé bu trir bang cach chay cham lai; cé thé khién cho sy tén tai cta td
chitc gap nguy hiém trong tién trinh d6. 6 la cau chuyén cua hang hang
khong People Express, minh chitng cho hién twgng nhanh hon cé thé trg
thanh cham hon - hay tham chi la ngung hoat dong - trong dai han.

Quan sat nhitng dac tinh d6 caa nhitng hé thong phitc tap, nha sinh vat
hoc Lewis Thomas da phat biéu, “Khi ban nghién cttu mot hé thong xa hoéi
phttc tap, nhw mot thanh pho hay mot con chu6t kiéng, trong dé cé nhitng
diéu ban khong hai long va muon sita doi no, thi ban khong thé can thiép
ngay véi hy vong la sé stta doi dugc. Nhan ra diéu nay la mot trong nhitng
su that vong trong thé ky cta ching ta”[5].

[5]. Lewis Thomas, The Medus and the Snail - Stta va Oc sén (NXB
Bantam Books, New York), nam 1980

Khi nhitng nha quan ly bat dau hiéu ré6 cach nhitng nguyén tac hé
thong van hanh dé can tré sy can thiép cia ho, ho cé thé trd nén chan nan
va that vong. Nhitng nguyén tac hé thong tham chi cé thé tré thanh 1y do dé
ngung hanh dong - khong lam gi ca con hon la thyc hién nhitng hanh dong
c6 thé dem lai két qua ngugc, hay tham chi lam cho van dé tré nén té hai
hon. B6 1a mét vi du c6 dién vé viéc hiéu biét khong day du c6 thé la mot
diéu nguy hiém. Ham y that cua tdm nhin hé thong khong phai la ngung
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hanh dong; ma la mot loai hanh dong mdi bat nguon tir mot cach suy nghi
mdi. Suy nghi hé théng vira thach thitc hon vira nhiéu trién vong hon cach
gidi quyét van de thong thuwong ctia ching ta.

7. Nguyén nhan va hdau qud khong lién quan mat thiét véi nhau
ve thoi gian va khong gian

DPang sau nhitng van dé néu trén la mot dac diém co ban ctia nhitng hé
thong phitc tap ctia con nguwdi: nguyén nhan va hau qua khéng lién quan
mat thiét véi nhau vé thoi gian va khong gian. Khi dung tv “két qua”, toi
muodn noéi vé nhitng triéu chitng ré rang cho thay nhitng van dé dang t6n tai
- lam dung ma tuiy, that nghiép, tré em déi nghéo, doanh s6 giam sut, lgi
nhuan syt gidm. Con tr “nguyén nhan” ham y sw twong tac cua hé thong
bén dwdi gay nén cac triéu chitng d6. Néu duwgc nhan ra, ching c6 thé dan
dén nhitng sy thay doi gitp cai thién két qua dai han. Tai sao do lai la mot
van dé? Bédi vi hau hét ching ta thira nhan rang ching cé sy lién hé mat
thiét véi nhau vé thoi gian va khong gian - hau hét ching ta thira nhan va
hau nhw trong moi ltc.

Khi ching ta choi dua lic con tré tho, nhithg van dé khong bao gio
tach roi véi cac gidi phap. It nhat ciing cho dén khi chiing ta gidi han tro
choi cia minh trong m6t nhém dé choi. Nhiéu nam sau, la nhitng nha quéan
ly, ching ta c6 xu hwdng tin rang thé gidi hoat dong theo cach twong tu.
Néu nhw c6 mét van dé trong day chuyén san xuat, ching ta di tim nguyén
nhan trong khu viyc san xuat. Néu phong ban hang khong dat ké hoach,
ching ta nghi rang can phai cé nhitng chwong trinh khuyén mai mai. Néu
cong dong thiéu nha &, ching ta xay thém nha. Néu thé gi6i thiéu thitc an,
thi gidi phap phai 1a tim thém thyc pham.

https://thuviensach.vn



Nhu nhitng ngwoi tham gia trong tro choi bia & Chwong 3 cudi cung
m&i kham pha ra, goc ré nhitng khé khan cua ching ta khong phai la nhitng
van deé dai dang va ciing khong phai la nhitng ké thu ma quy - ma la chinh
ching ta. Cé sy bat can xitng c6t 16i gitta ban chat cia thyc tai trong nhitng
hé thong phitc tap va cach suy nghi thong thwong cua ching ta vé thyce tai
dé. Budc dau tién dé diéu chinh sy bat can xitng do la phai vugt qua dugc
thanh kién rdang nguyén nhan va hau qua c6 sv lién hé mat thiét véi nhau
trong khong gian va thoi gian.

8. Nhirng thay doi nho cé thé tao ra nhirng két quad lon - nhung
phan don bay manh nhdt thwong it 16 dién nhat

Mot sO nguoi goi suy nghi hé thong l1a “mon kinh té chinh tri m&i” bai
vi né chitng minh nhitng gidi phap hién nhién nhat thi khéng c6 hiéu qua -
trong treong hop tot nhat chiung ciling chi cai thién van dé trong ngan han
nhung lai 1am cho sy viéc xau di vé dai han. Nhung c6 mét khia canh khac
ctia cau chuyén. Vi suy nghi hé théng ciling cho thdy cac hanh dong nhé
nhung c6 dinh huéng tot doi khi co thé tao ra nhitng cai thién quan trong va
lau dai, néu nhw duwgc thye hién ding cho. Nhitng nguwai suy nghi hé thong
goi nguyén tac nay la “don bay”.

Giai quyét mot van dé kho khan thwong lién quan dén viéc tim xem
don bay hiéu qua nam & dau. Mot thay doi vGi no luwc nho nhat ¢ thé dem
dén sy cai thién quan trong va bén virng.

Khé khan duy nhét l1a nhitng thay d6i mang tinh don bay hiéu qua
thwong rat kho nhan dang déi vGi hau hét nguwoi tham gia trong t6 chirc.
Chuing khong “lién quan mat thiét vé thoi gian va khong gian” vdi cac triéu
chitng khé khan r6 rang. D6 chinh la diéu lam cho cudc song tha vi.
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Buckminster Fuller (nha sdng ché néi tiéng nguoi My - ND) cé mot
minh hoa sinh dong vé don bay, giong nhw mot phép an du - do 1a “banh lai
chuyén huwéng”. Banh lai chuyén hwéng 1a mét “banh 1ai cta banh 1ai” trén
mot chiéc tau. D6 chi la mot mo hinh thu nho cta banh 1ai 16n. Chitc nang
cta no la giup dé diéu khién banh 14i, nho vay dé doi huwdng di caa thuyén.
Thuyén cang 16n thi banh lai chuyén hwéng cang quan trong bdi vi mot
lvgng nuwdc 16n bao boc banh 14i khién cho viéc xoay tré rat khé khan nang
ne.

Banh lai chuyén hwéng la phép an du cho don bay khong chi vi tinh
hiéu qua ctia n6, ma con vi tinh kh6 nhan dang cia né. Néu ban khong biét
gi vé thiy dong hoc va ban nhin thdy mét chiéc tau chd dau 16n trén dai
dwong, ban sé nghi 1a nén nhan vao dau dé bé 1ai chiéc tau ay vé bén trai?
C6 thé ban sé chay dén cho can lai va bé n6 vé bén trai. Ban c6 biét la can
mot lyc manh nhw thé nao dé bé 14i mot chiéc tau di mwoiam hai ly bang
cach day can 1ai? Don bay nam ¢ phia cudi dudi tau va can phai quay né vé
phia bén phai dé miii tau quay qua bén trai. Pwong nhién diéu doé la chirc
nang cua banh lai. Nhung banh 14i can phai quay vé huéng nao dé dudi tau
quay vé bén phai? Di nhién la vé phia bén trai.

Ban thay dé, tau doi huwéng béi vi phan dudi tau duge “kéo di”. Banh
lai, bang cach dwgc lai hwéng vé dong nwdc dang chay dén, day vao dong
nwdc va tao ra mot sw chénh léch vé ap suat. Ap luc d6 hit dudi tau ve
hwéng nguoc lai khi banh 1ai dugc bé di. Do cling chinh la cach may bay
hoat dong: canh may bay tao ra mé6t sy chénh 1éch 4p suat va may bay dwgc
“hut” 1én tréen.

Banh lai chuyén hwéng - cong cu nhé nay cé6 mot hiéu qua dac biét
trén mot chiéc tau khong 16 - cling lam cong viéc twong tw cho banh lai 16n.
Khi n6 dugc kéo vé mot phia, né sé nén lwu lwgng nwdc chung quanh banh
1ai va tao ra mot sy chénh léch ap suat nhé da dé “hut banh 14i” vé hudng
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can thiét. Nhung néu ban muén bé banh lai vé bén trai thi can phai quay
banh l4i chuyén hwéng vé phia nao? - mdt cach tw nhién la vé phia bén
phai.

Toan b0 hé thoéng - con tau, banh lai va banh 1ai chuyén hwéng - dwoc
diéu khién mot cach ky diéu theo nguyén tac don bay. Mac du chirc nang
cta n6 khong thé hién rd rang néu ban khéng hiéu vé thuy dong hoc.

Nhitng thay do6i mang tinh don bay hiéu qua trong hé thong cta con
nguoi cling khong thé hién ro rang trw khi ching ta hiéu dugc cac nguon
lwe dién ra trong hé thong do.

Khoéng c6 quy tac don gidn nao dé tim ra nhitng thay déi mang tinh
don bay do, nhung cé nhitng cach suy nghi cé thé lam cho nhitng thay doi
do6 dién ra. Hoc cach nhin ra nhitng cdu tric bén dwdi hon la cac sw kién chi
la diém khéi dau; moi nguyén mau hé thong phat trién bén dwéi can nhitng
pham vi thay d6i mang tinh don bay cao va thap.

Suy nghi vé tién trinh thay do6i hon la nhitng tinh hudng bat dong ciing
la mot diém khai dau.

9. Ban c6 thé lday bdnh va ciing cé thé an banh - nhung khong
phdi cung mét Iic

Poi khi nhitng tinh thé khé x¥ nhat, khi dwgc xem xét dwdi quan diém
hé thong, thi chang rac rdi chit nao ca. Ching la nhitng san pham suy nghi
“tinh hudng bat dong” hon la nhitng suy nghi “theo tién trinh”, va xuat hién
theo mot y nghia hoan toan m@i mét khi ban suy nghi ro rang vé sy thay
do6i qua thoi gian.

https://thuviensach.vn



Vi du trong nhiéu nam qua, cac nha san xuat trén nwdc My nghi rang
ho phai chon lya gitta gid thanh ré va chat lwgng san pham. “Nhitng san
pham chat Iwgng cao hon doi héi chi phi san xuat 16n hon”, ho nghi vay.
“Mat nhiéu thoi gian lap rap hon, can nhiéu vat tw va phu tung mac tién
hon; doi héi kiém tra chat lwgng nhiéu hon”. Diéu ma ho khong xem xét la
nhitng thay doi co ban trong quy trinh san xuat cé thé han ché viéc sira
chita ban thanh pham, han ché kiém soat chat lwgng, gidm bét khiéu nai
cta khach hang, cat giam chi phi bdo hanh, tang sy trung thanh caa khach
hang, gidm chi phi quang cédo va khuyén mai. Ho khong nhan ra minh c6
thé dat dwgc ca hai muc tiéu, néu nhw ho c6 thé kién nhan dgi mot muc tiéu
duwgc thye hién sau trong khi wu tién cho mot muc tiéu trede. Pau tw thoi
gian va tién bac dé phat trién nhitng ky nang va phuong thitc san xuat mdi,
bao gom ca phuong phap néu cao trach nhiém moi ngwoi trong viéc cai tién
chat lvgng, 1a mé6t “chi phi” tra tredc. Chat lwgng va chi phi cé thé dugc cai
thién trong nhitng thang ti€p theo, mac du mdt vai sy tiét kiém chi phi (nhw
cat giam viéc stta chita ban thanh pham) c6 thé dat dwgc kha nhanh, toan bo
nhitng s tiét kiém chi phi khac c6 thé can nhiéu nam dé thu hoach.

Nhiéu tinh trang khé x ro0 rang, nhw phwong thitc quéan ly tap trung
doi lap vGi phuong thitc quan ly theo bé phan, nhitng nhan vién vui vé tan
tuy doi 1ap vdi chi phi lao dong canh tranh, khen thuwéng thanh tich c4 nhan
doi 1ap vdi viéc dé cao gia tri moi nguwdi v.v... la phu pham cua 16i suy nghi
bdo thu. Ching chi xuat hién nhw nhitng sw lwa chon “A hoac B” khat khe,
b&i vi ching ta nghi dén kha nang tai mét thoi diém cu thé. Thang tiép
theo, c6 thé that sy chiing ta phai chon lwa cai nay hay cai khac, nhung don
bay thuc sy nam & cach nhin nhan lam thé nao ca hai kha nang dwgc cai
thién qua thoi gian[6].

[6]. Charles Hampden Turner, Charting The Corporate Mind:
Graphic Solutions to Business Conflicts (Ldp so d6 tw duy cong ty: Nhitng
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gidi phdp sinh dong cho nhitng xung dot kinh doanh): Free Press, New
York, 1990.

10. Chia mot con voi lam hai khong cé nghia la c6 hai con voi
nho

Nhitng hé thong song cé tinh toan ven (integrity), dac tinh cta ching
phu thudc vao ca . Boi véi cac to6 chite cling vay, dé hiéu dugc nhitng van
dé quan ly thach thitc nhat doi hoi xem xét ca tong thé hé thong tao ra
nhitng van dé do.

Mot cau chuyén ctia nguwdi Hoi c6 khac minh hoa quy luat nay. C6 ba
nguwoi dan 6ng mu xem xét mot con voi va tranh luan to tiéng véi nhau.
Nguoi dau tién néi “Né xu xi va rong, giong nhw mot tam tham” khi s@
nham tai voi. Nguoi thit hai, so ding voi voi, néi “T6i md&i nhan xét ding
day. N6 la m6t cai ong rong va dai”. Con ngudi thit ba, quo tring chan
tredc, néi “No to va virng chac, giong nhw cay cot dinh vay”. Ba nguoi dan
ong mu nay c6 khac gi ba ngwoi ditng dau cac bo phan san xuat, tiép thi va
nghién cttu trong nhiéu cong ty? Moi nguoi déu nhin thdy van dé cua cong
ty mot cach ré rang, nhung khong ai nhin thdy dugc sy lién quan giita
phong ban ctia ho v6i cac phong khac. Cau chuyén nay két thic mot cach
tha vi vdi két luan 1a “Theo cach nhin nhan cta nhitng nguwdi dan 6ng do,
ho sé khong bao gio biét thé nao 1a mot con voi”.

Xem xét “tong thé con voi” khong c6 nghia la tirng van dé cta to chirc
c6 thé dwoc hiéu chi bang cach nhin vao toan bd t6 chitc. Mot s6 van dé cé
thé duwgc hiéu chi bang tim hiéu cach nhitng bo phan quan trong nhu san
xuat, tiép thi va nghién cttu twong tac véi nhau. Nhuwng c6 nhitng van dé
trong d6 nguoén luc hé thong phat sinh trong mot khu viee chitc nang. Va
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mot sO van dé khéac trong d6 can phai xem xét dong lwc ctia toan bo nganh
nghé. Theo nguyén tac chu dao, dwoc goi la “nguyén tac ctia bién gigi hé
thong”, viéc quan trong nhat khi xem xét van dé sap xdy ra la phan tich

nhitng su twong tac, bat ké nhitng bién gigi dia phwong trong to chirc.

biéu lam cho nguyén ly nay kho thuyc hién 1a cach cac té6 chitc dugc
thiét ké dé han ché con ngudi nhin ra cac sy twong tac quan trong. Vi du
nhw viéc thiét 1ap cac bé phan ndi bd citng nhac, ngan can viéc tim hiéu
thong tin qua bién gidi cac bo phan, cling nhw van dé da xdy ra giita phong
tiép thi, phong san xudt va phong nghién cttu. Mot vi du khac la bé mac
nhitng van dé cho nhitng nguwodi khac giai quyét. Nhidu thanh phd chau Au
da ngan ngtra cac van dé vé toi pham, doi nghéo va v6 gia cw vi ho tw budc
minh phdi doi dién vdi s can bang ma mot thanh thi lanh manh phai duy
tri. Mot cach ma ho da thyc hién la duy tri mot lwgng 16n “vanh dai xanh”
quanh thanh ph6 dé ngan can sw phat trién cta ngoai 6 va khong khuyén
khich nhitng cw dan lam viéc trong thanh ph6 nhung séng & ngoai thanh.
Nguoc lai, nhiéu thanh pho trén nwéc My khuyén khich sy mé rong vitng
chéac cua khu vic ngoai 6 xung quanh, tiép tuc giip cho cac cw dan giau
hon chuyén ra ngoai trung tam thanh pho ciing nhu tranh né cac té nan cua
thanh pho (cac khu vuc nghéo doi ngay nay, vi du nhv u Harlem & New
York va khu Roxbury & Boston thoat dau la nhitng khu vic ngoai 6 cua
tang 16p thwgng lwu). Cac cong ty cling thye hién diéu twong tw bang cach
lién tuc ma ra cac hoat dong kinh doanh mdi va “gat hai” t nhitng linh vy
kinh doanh ma ho cho la da chin mu6i thay vi tai dau tu vao dé.

Du sao doi khi ngwoi ta cling c6 cat déi mét con voi. Khi dé ban sé
khong c6 hai con voi nho, ma chi c6 mot dong ho 16n. Véi tr “dong ho
16n”, t6i muon no6i vé mot van dé phic tap trong dé khong thé tim thdy don
bdy. Béi vi don bay nam trong sy twong tac va khong thé tim thdy duoc
bang cach chi nhin vao tttng phan ban dang nam gity.
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11. Khong co s do loi

Tat ca ching ta c6 xu huwdng do 16i cho nguwoi khac - doi thu canh
tranh, bao chi, sy thay doi cua thi truong, quy dinh cta chinh phu - vé
nhitng van dé cia ching ta. Suy nghi hé thong cho thdy khong cé “ngudoi
khac” tach bach nao, ma ban va ngwoi khac la thanh phan ctia mot hé thong
duy nhat. Giai phap ndm & moi quan hé cta ban véi “ké thu” ctia ban.
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CHUONG 5: MOT SU THAY POI TU DUY

NHIN THE GIOI BANG MOT CACH KHAC

Tat ca chung ta déu c6 y thich lap rdp cadc manh cua tro choi ghép
hinh, thich nhin thdy hinh dnh téng thé hién Ién. Sac dep ctiia mot ai dé, hay
mot bong hoa, hay mot bai tho chi thé hién khi dwgc nhin tong thé. Kha thu
vi la ti “tong thé” (whole) va “lanh manh” (health) c6 cing mét nguon goc
(t& hal trong tiéng Anh c6, nhu trong tir “khoe manh va trang kién - hale
and hearty™). Vi vay khong cé gi ngac nhién la sy thiéu lanh manh cta thé
gidi ngay nay co6 lién quan dén su thiéu kha nang nhin nhan thé gi¢i nhw
mot tong thé cia chuing ta.

Suy nghi hé thong la mot nguyén ly xem xét tong thé. N6 la mét co
cau xem xét moi twong quan hon la xem xét sy vat, dé xem xét cac mau
hinh thay d6i hon la mot “tinh huéng b”. N6 1a mot tap hgp cac nguyén tac
chung - it ra trong su6t chiéu dai cta thé ky XX, trdi rong trén nhiéu linh
vuc khac nhau nhw khoa hoc xa hoi va khoa hoc ty nhién, ky thuat va quan
1y. N6 ciling 1a mot tap hop cac cong cu va ky thuat dac biét, khéi dau ti hai
ménh dé: mot 1a khai niém “phén héi” (feedback) ctia diéu khién hoc, hai la
1y thuyét ky thuat “co ché ti dong diéu khién” (servo-mechanism) da c6 tw
thé ky XIX. Trdi qua 30 nam gan day, nhitng cong cu nay da dugc ap dung
dé gitp ching ta hiéu dwoc nhiéu dang hé thong khac nhau trong cac linh
vue tir doanh nghiép, thanh pho, dia phwong, kinh té, sinh thai hoc va tham
chi cd sinh 1y hoc[1]. Va suy nghi hé thong la mot tri giac - vi sy lién két
tinh t€ tao cho cac hé thong co thé séng tinh chat doc dao cta ching.

[1]. M6t tém tdt tébng qudt vé truong phdi khoa hoc xd hoi “diéu khién
hoc” va “co ché tw dong diéu khién” co thé xem trong tdc phdm cua
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George Richardson, Feedback Thought in Social Science and Systems
Theory - Tu duy phdn hoi trong khoa hoc xa héi va ly thuyét hé thong (NXB
Dai hoc Pennsylvania, Philadelphia), nam 1990.

Ngay nay, suy nghi hé thong can thiét hon bao gid hét bdi vi ching ta
dan dan bi ap ddo bdi sy phirc tap. Cé 1€ lan dau tién trong lich st, thong
tin duwgc tao ra nhiéu qua mitc con nguwdi cé thé hap thy, sw phu thudc lan
nhau qua mdc con ngwoi co6 thé kiém soat, va sy thay doi dién ra vugt qua
kha nang bat kip cia con ngudi. Mic do phitc tap nay chuva tirng dién ra
tredc day. Chung quanh chiing ta c6 rat nhiéu vi du vé sy “d6 vo hé thong”
- nhitng van dé nhu tradi dat néng lén, khi hau thay do6i, mua ban ma tday
quoc té, va sy tham thing ngan sich va can can thwong mai ctia My -
nhitng van dé ma khéng c6 nguyén nhan tirng phan don gidn nao. Twong tw
thé, nhiéu t6 chirc sup do, mac du cé lyc lwgng nhan vién tai gidi va cac san
pham cai tién, badi vi ching khong thé két hop nhitng tai nang va bo phan
khac nhau thanh mot thé nang dong thong nhat.

Sy phitc tap c6 thé dé dang huy hoai long tin va trach nhiém - nhw
diép khac thwong xuyén “Viéc nay qua phic tap doi vdi t6i” hay “Toi
chang thé lam gi ca. D6 la viéc cia cad hé thong”. Suy nghi hé thong la
thu6c tri cadm giac bat lwc ma nhiéu nguwdi cam thay khi ching ta di vao
“thoi dai phu thudc 1an nhau”. Suy nghi hé thong la mot nguyén ly dé nhin
thay nhitng “cdu trdc” nam bén dwdi nhitng tinh huéng phirc tap, va nhan ra
duwgc thay déi mang tinh don bay cao do ti thay doi don bay thap. D6 1a,
bang cach xem xét tong thé ching ta hoc cach thic day sy lanh manh. Dé
lam duwoc thé, suy nghi hé théng cung cdp mot ngén ngit khdi dau bang
viéc tai cau tric cach suy nghi

Toi goi suy nghi hé thong la nguyén ly thir ndm (the fifth discipline)
bdi n6 la nén tang ly ludn ndm duwdi tat cd nam nguyén ly hoc tap trong
quyén sach nay. Tat ca lién quan dén mot sy thay doi tw duy tir cach nhin
tirng bo phan dén cach nhin téng thé, tir nhin nhan con nguwdi nhw nhitng
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nguoi thu dong dén nhin ho nhw nhitng thanh vién tich cyc trong viéc thay
do6i thyc tai cta ho, t phan &ng véi hién tai dén sang tao ra twong lai.
Khong c6 suy nghi hé thong, thi sé khong c6 dong co ciing nhu cong cu dé
két hgp cac nguyén ly hoc tap trong thuce tién. La nguyén ly thit nam, suy
nghi hé thong la nén tang cta cach td chirc hoc tap suy nghi vé thé gidi cta
ho.

O lan dau xuat ban, Nguyén Ly Thit Ndm c6 néu mdt phan tich vé “vi
du cay dang” nhat ctia nhu cau phai suy nghi hé thong & thoi diém dé. Do
la cudc chay dua vii trang My - Lién X6, “mot cudc chay dua dé xem ai la
ngwoi nhanh nhat dén noi khong ai muon dén”. Toi da viét rang cudc “chay
dua” bi kich nay da “bon rit nén kinh té My va pha hoai nén kinh té Lién
X0”, va binh luan & phan cu6i rang né chi thay doi khi mot trong nhitng doi
tha két luan rang ho khéng con “muén choi nita”. Mia mai thay, mét nam
sau khi t6i viét nhitng diéu do6, suw sup do cta Lién X0 khién cho cudc chay
dua vii trang nay phai két thic dot ngét. Nhung ngay nay, My va nhiéu
nuwdce trén thé gidgi dinh liu vao nhitng cudc chay dua khac ma ciing dan dén
nhitng noi khéng ai mudn dén, cai dugc goi la “cudc chién chong khing
b6”[2].

[2]. Viéc st dung thudt ngit nday phdn dnh mét quan diém, cling nhv
viéc nhiéu nguoi ting hé hanh dong “khiung b6” khdang dinh rdang ho dang
chién ddu vi tv do. Téi st dung thudt ngir nay chi béi vi né phdn dnh mét
quan diém réng rdi, tén tai ¢ ngay cd nhiéu nuwdc Trung Pong, rdang nhirng
cudc tdn coéng co to chirc vao thuong dan la dia dé dam bdo hanh vi do la
“khting bo™.

Nguon con ctia cudc chién chong khing b, cling nhw cude chay dua
vii trang MY - Lién X0, khong nam & tuw twéng chinh tri doi 1ap, cting khong
0 nhitng loai vi khi dac biét nao, ma @ trong cach suy nghi cta hai bén. Vi
du nha cam quyén & M¥ da cai tri bang quan diém trong mo6 hinh sau:
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Quan diém ctia quan khung bo vé tinh hinh ctia ho nhuv sau:

KHUNG BO DE DOA PHAN UNG
TAN CONG — = NUOC MY ~— = QUANSU

; , NGUY CO TUYEN
mfﬂ:‘i{{ f’:'%ﬁr‘ﬂ? —= CONG KICH — THEM QUAN
Rac /o e TI MY KHUNG BO

Duwéi quan diém ctia ngudi My, mang lwéi khing bé nhue Al Qaeda la
nhitng ké gay han tredc, va sy m@ réng quan sy cia My la mot phan tng
phong thua déi v6i nguy co d6. Theo quan diém cta quan khung bo, nuwéc
My, vé mat kinh té 1an quan s, la nguwdi gay han trudc, va so lwgng quan
khung bo tang 1én cho thay bang chitng la c6 nhiéu ngwdi cung tw tuwéng
nay.

Nhung hai dwong thang nay lai hinh thanh mét vong tron. Quan diém
riéng cna hai doi tha, “theo duwong thang” hay khong c6 tinh hé thong da
twong tac vGi nhau va tao ra mot “hé thong”, mot tap hgp nhitng bién s6 cé
anh hudng qua lai 1an nhau:

KHUNG BO
TAN CONG \
TUYEN THEM _ DE DOA_
QUAN KHUNG BO NUGC MY
NGUY CO ——
CONG KicH PHS&?E?
T MY, Q [

\ HANH DCING /

QUAN SU CUA MY

Quan diém hé thong vé cudc chién chong khing bo cho thdy mot chu
ky cong kich tuan hoan. Nwéc My phéan héi vdi nguy co bang cach gia tang
hanh dong quan sv, lam gia tang su cong kich ctia nwdc MY, thic day quan
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khting bo tuyén thém linh md&i, diéu nay cu6i dung dan dén nhiéu hoat dong
khtuing b6 hon va tang nguy co cho nwéc MY, tir do lai lam tang hanh dong
quan sy cia My, lam quan khing bé tuyén thém quan.... Va c& thé, moi
viéc tiép tuc. Ttr quan diém ca nhan, moi phia tap trung vao muc dich ngan
han ctia minh. Ca hai bén phan héi véi nhitng nguy co minh nhan dugc.
Nhitng hanh dong ctia ho cudi cung lai tao ra nguy co leo thang cho tat ca
moi ngudi. O day, ciing nhu trong nhidu hé théng khac, thuc hién nhitng
viéc cu thé khong dan dén nhitng két qua cu thé nhw mong dogi. Két qua dai
han cho no lyc ctia mo6i bén lam tang cao tinh bat an cho tat ca.

Thu vi 1a, nwéc MY néi riéng da that bai trong viéc 4p dung mot quan
diém hé thong that sw, mac du cé thtra cac “chuyén gia phan tich hé thong”
nghién cttu vé nguon lyc va vii khi ctia khung bo, va ky thuat t6i tan, bao
gom cac chuwong trinh m6 phéng phitc tap trén mady tinh[3]. Tai sao nhitng
cong cu dwoc cho la hiéu qua trong viéc gidi quyét cac tinh hudng phitrc tap
lai khong gitp chiing ta thoat khoi sw phi ly cta cudc chién chéng khing
bo?

[3]. C6 lé c6 nhiéu “chuyén gia phdn tich hé théng” tu phong trong
B Quéc Phong My, Co quan An ninh quéc gia My va CIA hon bdt ky co
quan nao ctua chinh phu My. V minh, nguoi X6 Viét di tién phong trong ly
thuyét hé thong; trong vong 40 ndm qua, nhitng nha todn hoc X6 Viét da co
nhiéu déng gop ly thuyét hon bat ky nudc nao khdc. Mot phan, chinh pht
X0 Viét tai tro nghién cttu hé thong béi vi ho mo vdc sir dung cdc céng cu
mdy tinh phitc hgp dé kiém sodt nén kinh té quoc gia.

Cau tra 16i nam & cung 1y do la cac cong cu phitc hgp danh cho phan
tich va dv bao kinh doanh, ciing nhw cac ké hoach chién lwgc chi tiét,
thwong that bai trong viéc tao ra két qua dot pha trong quan ly mot doanh
nghiép. Tat ca ching déu dugc thiét ké dé quan ly cac tinh huong phitc tap
trong dé cé nhiéu bién s6 phifc tap vé chi tiét - detail complexity. Va cé mot
logi phitc tap thit hai. D6 1a phiic tap vé dong co - dynamic complexity,
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nhitng tinh hudng trong d6 nguyén nhan va két qua déu mo ho, va hiéu qua
cta sy can thiép qua thoi gian khong thé hién ro rang. Sy dy doan, 1én ké
hoach va nhitng phuwong phap phan tich truyén thong la khong du dé giai
quyét cac tinh huéng phitc tap vé dong co. Thuc hién theo mot loat cac chi
dan phttc tap dé rap mot chiéc may la sw phitc tap vé chi tiét, cling nhu viéc
xép hang hoa trong mot kho hang ban 1é giam giad. Nhung khong cé tinh
hudng nao trong dé, mot cach dac biét la c6 tinh phitc tap vé dong co.

Khi cting mot hanh dong c6 nhiéu tac dong hoan toan khac nhau trong
ngan han va ca dai han, thi & day c6 sy phttc tap vé dong co. Khi mot hanh
dong c6 mot loat cac hé qua & tirng bo phan va nhiéu hé qua khac nhau &
nhitng bo phan khac nhau trong hé thong, thi do la phic tap vé dong co.
Khi sir can thiép hién nhién tao ra hé qua khong nhin thdy dwgc, thi dé la
phttc tap vé dong co. Mot con quay hoi chuyén (gyroscope) la mot co may
phttc tap vé dong co: néu ban an né xuéng ¢ mot canh, n6 sé di chuyén
sang trai; néu ban day mot canh khac sang bén trai, né sé di chuyén lén
phia trén. Nhung so v6i nhitng dong lyc phitc tap cuia mot doanh nghiép thi
né quéa don gidn. Doanh nghiép thudng mat vai ngay dé tao ra mot diéu gi
mdi, vai tuan dé phat trién mot ké hoach tiép thi, vai thang dé tuyén va
huén luyén nhan vién méi, vai nam dé phat trién san pham mdi, cling nhw
phat trién cac nhan vién quan 1y tai nang va uy tin cho chat lwgng san pham
- tdt ca nhitng tién trinh dé khong ngirng twong tac v4i nhau.

Don bady thuc s trong hdu hét cdc tinh huong qudn ly ndm & viéc hiéu
duoc sy phitc tap vé déng co chit khéng phdi sy phirc tap vé chi tiét. Can
doi gitta tang trwdng thi treong va ma rong cong sudt la mot rac réi vé dong
co. Xay dung su hoa hgp gitta gia ca, chat lwgng san pham dich vu, thiét ké
va kha nang cung tng dé c6 1gi nhuan va gianh dwgc thi phan manh 1a mét
rac roi vé dong co. Tang cuong chat lwgng, gidam chi phi va lam hai long
khach hang la rac r6i vé dong co.
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Khong may la hau hét phan tich hé thong tap trung vao sy phitc tap vé
chi tiét thay vi sy phitc tap vé dong co. Cac chwong trinh mdé phéng véi
hang ngan bién s6 va cac tham so6 chi tiét phitc tap c6 thé lam ching ta léch
hwéng trong viéc nhan ra nhitng mau hinh va nhitnhg méi twong quan thiét
yéu. Bang buon la véi hau hét moi nguwdi “suy nghi hé thong” nghia la “lay
s phitc tap chong lai sy phirc tap” vé ra thém cac giai phap “phic tap”
(ding ra nén noi la cac giai phap “chi tiét”) dé gidi quyét cac van dé ngay
cang “phttc tap”. Thuc ra, diéu nay trai ngwgc véi suy nghi hé thong thuc
SLr.

Cudc chién chong khung bo, xét mot cach triét dé, 1a mot van dé phirc
tap vé dong co. Dé hiéu dugc cac nguyén nhan va kha nang giai quyét, phai
nhin ra dugc nhitng moi twong quan, cu thé nhw gitta hanh dong cia My
nham tang sy an toan va hinh anh gdy han dwoc tao ra tr d6. N6 doi hoi
phai nhan ra dwgc s tré nhip gitta hanh dong va hé qua, vi du nhu sy tré
nhip gitta quyét dinh can thiép quan sy cia My va su tang cuong so lugng
quan khting bo. Va né doi hoi phédi nhan ra dwgc ca mau hinh thay doi,
khong chi 1a nhitng tinh huoéng bat dong, vi du nhu sy leo thang ngay cang
gia tang.

Nhin thdy dwgc moi twong quan chi yéu nam dwdi mot van dé dan dén
mot tdm nhin m@i dé biét can phdi lam gi. Trong trwong hgp ctia cudce chién
chong khing bo, cling nhw trong bat ky dong luc leo thang nao, cau hoi ro
rang la “Vong luan quan nay c6 thé dwgc ddo ngwoc khong?”, “Cé thé doi
chiéu cudc chién chéng khung b6 dé tao ra mot chu trinh an ninh dan dan
khong?”. Hién nhién la c6 rat nhiéu nhan t6 trong hé théng dia chinh tri
toan cau va Trung Pong anh hwéng dén dong lwc leo thang don gian néu
trén. Nhung bat ky tién trinh that sy nao cling sé xoay quanh viéc tim hiéu
sau xa xem nguoi dan trong khu vire d6 (bao gom nhitng ngudi co thé trg
thanh quan khting b6 hay ung hé khiuing bo) ty minh danh gia vé sy an toan
va nguyén vong phat trién ctia ho nhu thé ndo. Ap dit mot quan diém bén
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ngoai vao tién trinh, dac biét v4i quan diém dwoc bén gy han trong xung
dot tuyén bo, khong thé giam duwgc cac moi de doa.

Bén chat cia nguyén ly suy nghi hé thong nam & sy thay doi

* Xem xét nhitng moi twong quan thay vi nhitng quan hé nhan qua
mot chiéu

* Xem xét tién trinh thay doi thay vi nhitng tinh hudng bat dong.

Thye hanh suy nghi hé thong bat dau tir viéc hiéu dwgc mot khai niém
don gidn goi la “phan h6i” trong d6 cac hanh dong cé thé thic day hay
chong tra (can bang) lan nhau. N6 bat dau véi viéc hoc cach nhén ra céac
loai “cau tric” tai dién lan nay dén lan khac: vi du mot cudc chay dua vi
trang la m6t mau hinh chung cuda sy leo thang. Diéu d6 vé can ban khong
khac gi mdt cudc chién gitta hai bang nhém toi pham dwdong pho, su tan vo
ctia mot cudc hon nhan, nhitng tran chién quang cao gitta hai céng ty dé
gianh thi phan. Cudi cung, suy nghi hé thong tao nén mdt ngén ngit phong
phti dé miéu td mot tdp hgp khong 16 cac moi twong quan va nhitng mau
hinh thay doi. Sau hét, n6 don gidn hoa cudc song bang cach giip ching ta
nhin thdy dwgc cac mau hinh sau xa hon bén dwdi nhitng s kién va nhitng
chi tiét.

Lan dau hoc mot ngén ng* mdi nao cling rat kho khan. Nhung khi ban
da hiéu ro nhitng van dé co ban, thi moi viéc sé dé dang hon. Nghién citu
trén tré em cho thdy nhiéu em hoc cach suy nghi hé thong nhanh chéng
khac thwong[4]. Biéu d6 cho thay ching ta c6 nhitng k¥ nang tiém an dé co6
thé suy nghi hé thong. Tuy nhién nhitng k§y nang nay chwa dugc phat trién,
tham chi bi de nén béi cach giao duc chinh quy lam cho ching ta suy nghi
theo duong thang (linear thinking). Hy vong la nhitng diéu duéi day sé giup
tim lai vai k§ nang trong s6 d6 va lam xuat hién con nguwoi suy nghi hé
thong tiém an trong moi ching ta.
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[4]. Xem Nancy Roberts, “Teaching Dynamic Feedback Systems
Thinking: An Elementary View” (Gidng day suy nghi hé thong phdn hoi
chii déng: mét cdi nhin so ddng), tap chi Management Science (thdng
4/1978, trang 836 - 843); va Nancy Roberts, “Testing the World with
Simulation” (Thit nghiém Thé gidi qua mé phodng), tap chi Classroom
Computer News, thang 1-2/1983, trang 28.

XEM XET NHUNG VONG TRON NHAN QUA[5]

Thuc tai dwgc hinh thanh t* nhitng vong tron nhung ching ta lai nhin
ra nhitng duwong thang. Duwgi day la phan trinh bay vé sy khdi dau cta
nhitng han ché cta ching ta dé cé suy nghi hé thong. Mdt trong nhitng ly
do cho sy rdi rac trong suy nghi cta ching ta bat nguén tit ngén ngit. Ngon
ngtt hinh thanh nhan thitc. Biéu phu thudc vao diéu ching ta chuan bi nhin
thdy! Ngbn nglt phuwong Tay, v6i cau tric chu tir - dong tir - trang tir von
nghiéng vé cach nhin nhan theo dwong thang[6]. Néu ching ta mudn nhin
thdy nhitng moi twong quan hé théng, ching ta can mot ngon ngit twong
quan, mot ngén ngi¥ dugc tao bang nhitng vong tron. Néu khong cé ngon
ngl* nhw vay, cach nhin nhan thwdng 1€ cta chiing ta vé thé gigi tao ra tam
nhin rdi rac va nhitng hanh dong phén tac dung - nhw doéi véi nhitng nguoi
ra quyét dinh trong cudc chién chong khing b6. M6t ngén ngi nhw vay rat
quan trong dé doi dién véi cac van dé phitc tap vé dong co va cac chon lva
chién lwge, dac biét khi cac ca nhan, déi nhom va to chitc can nhin xa hon
cac sur kién vao cac nguon lyc tao nén su thay doi.

[5]. Nhitng c6ng cu va nguyén tdc ctua suy nghi hé théng da phdt sinh
tir nhitng nguén goéc khdc nhau trong y hoc, ky thudt, sinh hoc va todn hoc.
Nhitng coéng cu cu thé duoc st dung trong chuong nay trich tir phuong
phdp “dong luc hé thong” duoc dé xudng bdi Jay Forrester tai Vién dai
hoc MIT. Vi du c6 thé tham khdo tai cdc tdc pham Industrial Dynamics -
Dong lvc cong nghiép (NXB MIT, Mass, Cambridge), 1961; Urban
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Dynamics - Pong luc thanh thi (NXB MIT, Mass, Cambridge), 1969; va bai
viét “The Counterintuitive Behavior of Social Systems” (Hanh vi phdn truc
gidc cua cdc hé thong xa hoéi”, Tap chi Technology Review (thdng 1/1971,
trang 52 - 68). Tdc gid xin gtri 16i cdm on ddc biét dén ba Donella
Meadows, nguoi da viét bai bdo “Whole Earth Models and Systems”
(Nhitng mé6 hinh va hé thong trdi dat toan dién), tap chi Co-Evolution
Quartely (s6 Mua Péng 1982, trang 98-108) cung cdp mé hinh va cdm
hitng cho viéc sdng tdc phan phdn tich nay.

[6]. Nguoc lai, nhiéu ngén ngir “phuwong Pong” nhu tiéng Hoa va
tieng Nhdt khong xay dung theo trinh tw duwong thdang chu tir - dong tir - bo
tuc twr. David Crystal, The Cambridge Encyclopedia of Language (NXB PH
Cambridge, New York), nam 1987.

Dé minh hoa nguyén tac co ban cia mot ngén ngit mdi, hdy xem xét
mot hé thong vo cung don gian - r6t day mot ly nwdc. Ban co thé cho rang
“do6 khong phai 1a mot hé thong - né qua don gian”. Nhung hay suy nghi ky
Xem.

T quan diém theo dwong thang, chung ta néi “T6i rét day mot ly

nwdc”. Piéu ma hau hét ching ta nghi dén cé thé giong nhu hinh vé bén
dudi.
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Nhung thuc ra, khi ching ta rot nwéc, ching ta nhin vao muc nuwéc
dang dang lénhing ta quan sat sy “chénh léch” gitta muc nwédc hién tai va
muc nwdc ching ta muon. Khi mye nwdc dén gan mirc mong mudn, chiing
ta van voi nwdc dé lam cham dong nwdc cho dén khi né ngung han thi ly
nwdc da day. Thue té, khi rot mot ly nwdc ching ta da van hanh hé thong
diéu khién myc nuwdce lién quan dén 5 bién s6: myc nwdc mong mudn, myc
nudc hiéen tai trong ly, khoang cach gitta hai muc nuwéc, do mo cua voi nuwdc
va lwgng nudc chady vao ly. Nhitng bién sé do6 dugc to6 chitc theo mot vong
tron hay vong lap gom nhitng moi quan hé nguyén nhan - két qua duwoc goi
la “tién trinh phan h6i” (feedback process). Tién trinh d6 hoat dong lién tuc
dé diéu chinh muc nwdc dén mitc mong muon.

https://thuviensach.vn



MUC NUOC VI TRI

MONG MUON VOI NUOC =
\ i
KHOANG CHENH LECH | [rL/

MUC NUGC NHIN T‘H‘;ﬁ’? DONG NUOC

[
Fl"_"l'l
f—j IiE'_}f‘_h.
MIfC NUOC
HIEN TAI "N

Nguoi ta thwong khong hiéu ré vé phdn hoi bdi vi chiing ta thudng
dung tir nay theo mét cach hoi khac - dé tap hgp nhitng y kién vé mot hanh
dong da thuc hién. Vi du ching ta néi “Hay cho t6i phan héi vé quyét dinh
ctia nha may bia, anh nghi thé nao vé cach t6i x¥ ly van dé nay?”. Trong
boi canh dé, “phan hoi tich cwe” nghia la nhan xét mang tinh khuyén khich
va “phdn hoi tiéu cyc” nghia 1a nhitng nhan xét xau. Nhung trong suy nghi
hé thong, phan hoéi 1a mot khai niém rong hon, mang y nghia la nhiéu dong
chdy tac dong qua lai. Trong suy nghi hé thong, c6 mot chan ly la: moi tac
dong déu vira la nguyén nhan vira la két qua. Khong c6 diéu gi chi cé tac
dong theo mot chiéu.

Mac du don gidan vé mat khai niém, vong lap phdn hoi dao nguoc
nhitng y twédng da an sau trong suy nghi ching ta, chang han nhu quan hé
nhan qud. Trong ng6n ngtt tiéng Anh hang ngay, khi néi “T6i dang rét day
ly nwéc” thi ching ta dang am chi, ma khong can suy nghi gi nhiéu, mot
quan hé nhan qua mot chiéu: “T6i la nguyén nhan lam cho myc nuwéc tang
1én”. Hay ding hon la “Tay t6i van voi nwdc diéu chinh myc nwéc trong
ly”. R rang la nhitng cau n6i nay chi mo td mot niva tién trinh phan hoi: sy
lien quan gitta vi tri voi nwdc véi lwgng nwdc chdy va véi muyc nwdc trong
ly.

https://thuviensach.vn



Nhung néu chi mo ta nira kia cda tién trinh thi d6 cling khong c6 gi sai
“Muc nudce trong ly diéu khién tay t6i”.

MUc NUOCT VI TRI
MONG MUON VoI NUOC

KHOANG CHENH LECH e
MUC NUGC NHIN THAY DONG NUOC

MUC NUOC
HIEN TAI

Ca hai tuyén bd déu khong day da nhw nhau. Tuyén bo day da hon vé
tinh nhan qua la y dinh cta t6i dé rot day ly nwéc tao ra mot hé thong lam
cho nwéc chay vao khi myc nwée thap, sau do cat ditt dong chdy ctia nuéc
khi ly da day. N6i cach khac, cdu tric tao ra hanh vi, va cdu tric dugc thuc
hién béi y dinh va hanh dong cta t6i. Sy khac biét nay rat quan trong vi
viéc chi xem xét trén cac hanh dong riéng 1é ma bo qua cau tric bén dué6i
hanh dong (nhw ching ta da thay trong tro choi bia & chuwong 3) la nguyén
nhan dan dén sy bat lyc cia ching ta trong nhitng tinh huéng phitc tap.

Trén thuyc té, tat cd nhitng quy két vé quan hé nhan qua dugc tuyén bo
hang ngay la chwa chinh xac! Hau hét dwgc gan vGi cach xem xét theo
dwong thang (cach xem xét tuyén tinh - linear). Ching von chi chinh xac
trong trong hop mo ta tirng phan cua nhitng tién trinh twong quan, chi
khong chinh xac khi mé ta toan bd tién trinh.

Mot y twéng khac bi ddo nguge bdi cach suy nghi phan héi la thuyét
anthropocentrism - titc la cho con nguwoi la trung tam ctia moi hoat dong.
Céch miéu ta don gian “t6i dang rot day ly nwéc” cho thay mot thé gidi ma
con nguoi dirng gitta moi hoat dong, diéu khién mdt thue tai vo tri vo giac.
Theo cdch suy nghi hé thong, dién vién con nguoi (human actor) la mot
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phan cta tién trinh phdn hoi, chir khong tdch roi khéi hé théng. Diéu do thé
hién mét sv thay doi sdu sdc vé nhdn thirc. N6 cho phép ching ta nhin thay
minh da tac dong va bi tdc dong lién tuc bai thue tai nhw thé nao. N6 la su
thay doi vé nhan thitc da dugce tan thanh nhiét liét bdi cac nha sinh thai hoc
khi ho tuyén bo rang ching ta phai tiy xem minh la mot phan cta tw nhién,
chit khong tach biét khdi ti nhién. N6 la thay déi trong nhan thirc da dugc
nhan ra bdi nhiéu tw twdng triét hoc vi dai trén thé gidi - vi du nhuw trong tac
pham Bhagavad Gita (mét tdc phdm cé bdng tiéng Phan - ND):

Tat ca nhitng hanh dong dwoc tao ra chi béi cac pham chat cua ty
nhién. Cai t0i, bi ltra gat bai tinh vi ky, twédng rang: “T6i la ngudi lam ra
hanh dong”[7].

[7]. Tac pham Bhagavad-Gita, hay “The Lord’s Song” dugc bién dich
boi Annie Besant, du'gc in lai béi Robert O. Ballou, The Bible of the World
- Kinh thdnh cta thé gi¢i (NXB Viking, New York) nam 1939.

Hon nita, khai niém phan hoi lam rac roi thém van dé trach nhiém dao
dic. Trong cudc chién chong khing bd, ai la nguwdi chiu trach nhiém? Theo
cach suy nghi duong thang cia moi bén, trach nhiém ré rang thudc vé ké
khac: “Hanh dong giy han cua ho da lam ching t6i phai phan tng”. Mot
cach suy nghi duong thang luon luén dwa ra mot quy dao trach nhiém don
gian. Khi moi viéc xdu di, thi lic d6 c6 ngay su do 16i - “anh ta, c6 ta, n6 da
lam viéc ay” - hay su tw nhan 16i - “t6i da lam viéc ay”. O m6t mitc do sau
hon, khong cé su khac nhau nao giita do 16i va tw nhan 16i, vi ca hai déu
ndy sinh tir cach suy nghi theo dwong thang. Tt cach suy nghi do, ching ta
luén ludn tim kiém ai d6 hay diéu gi d6 dé quy trach nhiém - tham chi
ching ta c6 thé quy trach nhiém cho mdt tac nhan bi che gidu bén trong
ching ta. Khi con trai t6i 1én 4, no thuwong noi “bung con khong cho phép
con an mén dé” khi khong muén an mon rau tron. Chung ta c6 thé thiy
bu6n cwdi, nhwng bon phan vé tinh trach nhiém cia né c6 khac gi so véi
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v6i nhitng nguwdi 16n hay néi “Than kinh cuia t6i khong cho phép toi tin vao
nguoi khac”.

Pé hiéu ro suy nghi hé théng, chiing ta phai tir bo gia thiét la lu6n ludn
cO mot ca nhan hay mot dai dién ca nhan nao d6 chiu trach nhiém. Cach
suy nghi phan hoéi cho rang moi ngudi chia sé trach nhiém vi nhitng van dé
nay sinh trong hé thong. Diéu nay khong ham y la moi nguai lién quan déu
c6 anh hudng nhu nhau trong viéc thay déi hé thong. Nhung né ngu y rang
viéc tim kiém mot nguwdi thé mang[8] - mat tro tiéu khién day cam do theo
van hoa chi nghia cd nhan vi du nhu chiing ta, nhitng nguwdi séng trén nuwéc
My - la m6t 16i di mu quéang.

[8]. Nguyén vdn la “con dé té than” - ND.

Cudi cung, khai niém phan hoi lam ro nhitng giéi han cia ngon ngir
ching ta. Khi chiing ta c6 miéu tad bang tiv ngt* tham chi chi mot hé thong
hét sitc don gidn, vi du nhw viéc rét day ly nuwdc, thi sé rat redom ra: “Khi toi
rot mot ly nwdc, c6 mot tién trinh phan hoi lam cho t6i diéu chinh vi tri voi
nuwéc, dieu dé lam lwgng nwdce thay doi va diéu chinh muc nwée. Muc dich
cta tién trinh nay la dé rét dung muc nuwdc t6i mong muén”. D6 1a 1y do
chu yéu can phai c6 mot ngon nglt méi dé mo ta hé thong. Néu mo ta mot
hé thong don gidn nhw rét nwdc con redm ra nhw vay, thi hay twdng twong
chuing ta sé khé khan nhw thé nao khi stt dung tiéng Anh hang ngay dé mé6
ta nhitng tién trinh phan hoéi phitc tap trong mot t6 chic.

Can phai c6 sy lam quen vdi viéc nay. Ching ta da bi chim dam trong
mot ngon ngl tuyén tinh dé mo td kinh nghiém cia minh. Ching ta nhan
thdy nhitng tuyén bd don gidn vé quan hé nhan qua va tinh trach nhiém cé
vé quen thudc va tién lgi. Nhung diéu d6 khéng cé nghia 1a phai t bo
ching, cling nhu viéc bé tiéng Anh dé hoc tiéng Phap! Co rat nhiéu tinh
hu6éng ma nhitng mo6 ta tuyén tinh don gian la day du, va viéc tim kiém
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nhitng tién trinh phan hoi la mot viéc phi thoi gian. Nhung khi ap dung véi
nhitng van dé lién quan dén sy phitc tap vé dong co thi khac.

PHAN HOI TANG CUONG, PHAN HOI CAN BANG VA SU
TRE NHIP: NHUNG VIEN GACH NEN TANG CHO SUY NGHI HE
THONG

Co hai loai tién trinh phan héi khac biét: tdng cwong va can bang.
Nhitng tién trinh phan hoi tang cwong hay khuéch dai (reinforcing feedback
process) la dong luc cua sy phat trién. Bat c khi nao ban ¢ trong mot tinh
trang ma sy vat dang phat trién, ban c6 thé chac chan la phan hoi tang
cwong dang hoat dong. Phan hoi tang cwong cling c6 thé gay ra sy sup do
nhanh chéng - m6t mau hinh sup do6 trong d6 nhitng sw sut gidm nhé tu
khuéch dai thanh nhitng suy sup 16n hon, vi du nhw sy sup dé cia ngan
hang khi xady ra hoang loan tai chinh.

Phan hoi can bang hay 6n dinh (balancing feedback) hoat dong bat ci
khi nao c6 mot hanh vi hwéng-vé-muc-dich (goal-oriented behaviour). Néu
muc dich la ditng yén khong thay doi, thi phan hoi can bang sé hoat dong
giong nhuw bd phan thdang trong mot chiéc xe hoi. Néu muc dich la di
chuyén véi toc do 60 dam mot gio, thi phan hoi can bang sé khién ban tang
toc 1én 60 dam mét gio nhung cling khong nhanh hon. Muc dich c6 thé la
mot chi tiéu ro rang, nhw khi cong ty muon dat dén mot thi phan nhat dinh,
hodc c6 thé tiéem an, nhw mot thdi quen x4u, tuy tir bé nhung van deo theo
chung ta.

Hon nita, nhiéu tién trinh phan ho6i bao gom “si tré nhip” (delays), sw
ngat quang cua dong tac dong lam cho hé qua ctia hanh dong xay ra tu tur.

Tat ca nhitng y twdng bang ngdén ngit cia suy nghi hé thong duwgc xay

dung tir nhitng yéu t6 do, cling nhu cac cau tiéng Anh dwgc xay dung twr
cac danh tir va dong tir. Mot khi ching ta da hoc cac vién gach nén tang,
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chiing ta c6 thé bat dau xay dyng cau chuyén: nguyén mau hé thong trong
chwong tiép theo.

PHAN HOI TANG CUONG: KHAM PHA CACH THUC
NHUNG THAY POI NHO PHAT TRIEN

Néu ban ¢ trong mot hé théng phan hoi tang cwong, ban c6 thé khong
nhin thay nhitng hanh dong nhé c6 thé phat trién thanh nhitng hé qua 16n
nhu thé nao - ké ca t6t hon hay xau hon. Xem xét hé thong thuwong cho ban
tac dong dén cach no hoat dong.

Vi du nhv nhitng nha quan ly thwong that bai trong viéc danh gia
pham vi dnh huwéng ctia ho dén két qua cta cap dudi. Néu t6i thay mot
nguwoi co tiem nang 16n, tdi c6 sy chu y dac biét dén anh ta dé phat trién
tiém nang do. Khi anh ta thanh cong, t6i thdy sy danh gia ban dau cia minh
la chinh x4c va t6i tiép tuc giip do anh ta. Nguwgc lai, nhitng nguwdi ma t6i
cho 1a c6 rat it tiém nang phat trién bi buon phién vi khéng dwgc danh gia
cao va khong duwgc gitp dd, thé hién két qua khong tot, va cing c6 thém
trong suy nghi cua t6i vé sy thiéu quan tdm ma t6i danh cho ho.

Nha tdm ly hoc Robert Merton lan dau nhan ra hién twgng nay véi cai
ten “su tien tri ty trd thanh hién thuwc”[9]. N6 cling dugc goi la “hiéu wng
Pygmalion” phéng theo mdt v& kich noi tiéng cia George Bernard Shaw
(sau nay trd thanh v@ nhac kich My Fair Lady - Quy ba xinh dep cua toi).
Shaw dat tén v@& kich theo Pygmalion, m6t nhan vat trong than thoai La Ma
va Hy Lap c6, ngudi tin twdng manh liét vao sac dep cua bitc twgng ma anh
ta tac nén, dén noi bitc twgng trd thanh nguwoi thure.

[9]. Robert K. Merton, “The Self-Fulfilling Prophecy” (Su tién tri ty

tré thanh hién thuc) trong Social Theory and Social Structure - Ly thuyét
xd hoi va cdu triic xa hoi (Free Press, New York), 1968.
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Hiéu &tng Pygmalion xdy ra trong vo so treong hop[10]. M6t vi du la
trong treong hoc, noi ma y kién ctia gido vién vé mot sinh vién anh hudng
dén hanh vi cta sinh vién do6. Jane nhut nhat va cé két qua hoc tap kém &
hoc ky dau tién tai truong méi (vi bo me c6 bé thwong hay cai nhau). Biéu
d6 lam cho gido vién c6 y kién la c¢6 bé thiéu tinh cha dong. Hoc ky tiép
theo, gido vién it chi y hon dén Jane va c6 bé tiép tuc dat két qua kém lan
nita, dong thoi ctip cua nhiéu hon. Theo thoi gian, Jane roi vao vong xody
ngay cang xau vGi nhitng hién twgng bé 16p, diém kém, bi gido vién chu y,
thiéu tap trung va bo 16p nhiéu hon nita. Nhw vay, nhitng sinh vién vo tinh
bi “huat” vao mot sy tw nhan thirc tét vé kha nang ctia minh dwgc nguoi
khac quan tam, hodc sy tw nhan thitc xau vdi két qua hoc tap kém bi tang
crong theo mét dwong xoan 6c ngay cang té hon.

[10]. R. Rosenthal, “Teacher Expectation and Pupil Learning” (Su’ ky
vong cua gido vién va két qud hoc tdp cua hoc sinh); va R.D. Strom,
Teachers and the Learning Process - Gidotién trinh hoc tdp (NXB Prentice
Hall, Englewood Cliffs, N.J.); R. Rosenthal, “The Pygmalion Effect Lives”
(Hiéu t'ng Pygmalion), tap chi Psychology Today, Thang 9/1973.

Trong tién trinh tdng cwong nhuv hiéu tng Pygmalion, mot thay doi
nho dwa vao chinh né ma phat trién. Moi van dong dwgc khuéch dai, tao ra
nhiéu sy van dong hon theo cung hwéng. Co thé hinh dung qua trinh nay
nhw mot qua cau tuyét nho, cang lan cang to hon, hay cé thé lién twéng tGi
cach tinh 1ai sudt kép. Mot so tién trinh tang cwong (khuéch dai) 1a nhitng
“vong luan quan”, trong do6 s viéc khéi dau da khong tot va tiép tuc tré
nén xau hon. “Khing hoang dau mo6” la mot vi du c6 dién. Mot khi ¢
thong tin la xang dau dang trd nén khan hiém hon thi ngwoi ta xép hang dén
cac ctra hang dia phwong dé d6 xang. Mot khi thdy hang day xe hoi xép
hang chd d6 xang, ngudi ta tin chac rang khung hodng da xuat hién. Moi
nguwoi hodng so va mua xang dau dé tich trit. Chang bao 1au nita, moi nguoi
sé “do day binh” khi binh xang ctia ho chi mdi véi di khoang mot phan tw,
vl s@ rang ctra hang sé hét xang. Diéu tuwong tu cling xdy ra khi cé sy thiéu

https://thuviensach.vn



hut thye pham hay nwéc udng trede khi xdy ra mét con bdo 16n va moi
nguwoi cho rang dién sé bj cat va cadc nguon cung ng hang héa sé bi mat.
Su sup do cua ngan hang cling la mét vi du, cling nhw khi ngwdi ta hoang
loan ban d6 ban thao hang héa vi cé thong tin la gia ca sé tut giam. T4t ca
déu la nhitng cau tric leo thang khi nhitng chuyén dong nhé trong mdot xu
hwéng khong mong doi sé lam xudt hién mdt vong xoan 6c tang cwong.

Nhung nhitng vong lap tang cwong von di cling khong cé gi té hai.
Ciing c6 nhitng vong tron tich cyc - nhitng tién trinh lam tang cuwdng theo
nhitng dinh hwéng dwogc mong doi. Vi du nhw tap thé duc cé thé dan dén
mot vong xoan Oc tang cwong; ban cam thay khoée hon, do d6 ban tap nhiéu
hon, nho vay ban dugc nhan phan thwéng 1a sitc khoe tét hon 1a tiép tuc tap
luyén nhiéu hon. Cudc chién chong khing b6 néu dwgc van dong theo
hwéng nguwoc lai thi c6 thé tao nén mot vong tron tich cye. Sy phat trién cia
bat ky san phdm méi nao ciing lién quan dén nhitng vong xoan Oc tang
cuong. Vi du nhiéu sdn pham phat trién tr “thong tin truyén miéng”. Thong
tin truyén miéng vé mot san pham c6 thé tang cuwdng mot nhu cau phat trién
khong ngirng nht mot qua bong tuyét (nhu da tirng xdy ra véi chiéc xe
“con bo” Volkswagen va may nghe nhac ipod) khi nhitng khach hang hai
long truyén miéng cho nhitng nguwoi khac dé nhitng nguwdi nay cling wa
thich n6 va ho lai tiép tuc truyén miéng cho nguwdi khac. Vi mang lwéi hoi
nhitng ngwoi st dung san phadm ngay nay, viéc chia sé thong tin tao nén
mot dong lyc tang cwdong khac: mot khi c6 mot ngwoi dung mot san pham
nhw thé, thi théng tin dwgc chia sé véi nhitng nguoi khac cling dung san
pham twong tu.

Ban c6 thé hinh dung tién trinh truyén miéng tich cyc lam tang doanh
s0 ban hang va sy hai long ctia khach hang qua biéu do6 sau:
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DOANH SO
//—' BAN HANG

THONG TIN

TRUYEN MIENG
TICH cUC
!

KHACH HANG
HAI LONG

Hanh vi dwgc tao ra tr mot vong lap c6 thé la mot sy phat trién ngay
cang manh hon hodc cling c6 thé 1a mot sy suy sup ngay cang nhanh hon.
Vi du, cudc chay dua vii khi hat nhan da tao ra mot si phat trién ngay cang
manh hon vé dv trit vii khi trong vong nita thé ky vira qua. Nguoc lai, mot
cudc thao chay khéi ngan hang (bank run) tao ra mot sy suy sup ngay cang
manh hon trong s6 tién giri ngan hang.

LAM THE NAO PQC MOT SO PO VONG TRON TANG
CUONG

Tién trinh tang cwdng doanh s6 ban hang dwgc tao ra béi khach
hang truyén miéng lan nhau vé san pham cia ban

So d6 nay cho thdy mot tién trinh phan héi tang cwong trong dé co

nhitng hanh dong 16n vot 1én nhu trai béong tuyét. Mot lan nita, ban c6 thé
theo doi tién trinh bang cach di theo vong tron:
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DOANH S0

BAN HANG
THONG TIN
TRUYEN MIENG
TICH cUC \
KHACH HANG
HAI LONG

Néu day la mét san phdm t6t, doanh sé6 bdn hang lén hon nghia la
nhiéu khdch hang hai long hon, nghia la cé nhiéu thong tin truyén miéng
tich cuc hon. Piéu do dan dén doanh s6 ban hang I6n hon nita, dong nghia
vOi c6 nhiéu thong tin truyén miéng réng hon... va moi viéc ci? thé tiép
dién. Mdt khdc, néu san pham co khuyét diém, vong tron tich cuc tré thanh
vong tron tiéu cuc: doanh s6 ban hang kém véi it khdach hang hai long hon,
it thong tin truyén miéng tich cuwc hon, va doanh sé gidm di, ci¥ thé doanh
s6 cang ngay cang gidm va théng tin truyén miéng tich cwc vé sdn pham
cting lién tuc giam di.

TONG LUONG DU TRU

VU KHI TRONG CUQOC
CHAY DUA VIl TRANG.

T

THOT GIAN (TINH THEO NAM)

Cong ching noi vé vong lap tang cwong duwdi nhitng tir nglt nhw “hiéu
rng qua cau tuyét”, “hiéu &ng trao lwvu” hay “vong luan quan”, va nhitng tw
ngl* nhitng hé théng cu thé: “ngudi giau ngay cang giau hon con nguoi
nghéo thi nghéo hon”. Trong kinh doanh chiing ta biét rang “c6 da la cé
moi th?” khi xdy dung long tin cho mot sdn phdm md&i hodc cho mét t6
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chitc con non tré. Ching ta ciling biét vé vong xoan 6c tang cwong theo
hwéng tieu cuc. “Nhitng con chudt dang bd chay” néi vé tinh huéng ma
ngay khi mot vai nguwdi mat long tin, sy bé chay cta ho lam cho nhitng
nguoi khac cling thdo chay theo mot vong luan quan vi long tin bi x6i mon.
Tin truyén miéng c6 thé dé dang c6 tac dung ngugc lai, va (nhw khi xdy ra
vdi c6 phiéu OTC bi ton dong) tao ra thdm hoa cho thi treong.

Cac vong ldp tang cwong, ca vdi tin tot lan tin xau, déu khuéch dai
nhanh chéng dén noi nguoi ta phai ngac nhién. C6 mot bai tho cua tré em
trong treong hoc & Phap minh hoa tién trinh nhw thé: Mot 1a bong sting nd
bén géc ho nuwdc. Moi ngay s6 1a sing moc lén lai tang 1én gap doi. Can
khoang 30 ngay thi 14 sing sé moc day ho, nhung trong 28 ngay dau, khong
ai dé y dén chung. Dot nhién, trong ngay thit 29, 14 sung moc day ca niva ho
nuwéc va dan lang bat dau chi y. Nhung lic d6 da tré dé c6 bat ky hanh
dong gi. Ngay ti€p theo noi sg 16n nhat cia ho trd thanh sy thue. D6 1a ly
do tai sao hiém hoa méi truwong lai lam ching ta lo lang nhw vay, dac biét
nhitng hiém hoa theo mau hinh ting cuwong. Pén lic van dé dugc nhan ra
thi c6 thé da qua tré. Sy tuyét ching cua nhiéu loai vat thwong theo mot
mau hinh la si suy sup cham nhwng sau doé tang dan theo gia téc va réi dot
ngot sup do. Sy tan v ctia cac to chitc cling thé.

Nhung sy phat trién hay suy sup gia toc thuan tdy hiém khi khong bi
ngan tré trong tu nhién, bgi vi tién trinh tang cwong hiém khi xuat hién mot
cach don 1é. Cudi cung, nhitng gidi han cling xuat hién - va c6 thé lam
cham sy phat trién, lam ngirng han, lam léch hwéng hay tham chi déo chiéu
né. Nhitng luéng hoa lily ngung moc thém khi gigi han vé chu vi ctia ludng
hoa xuat hién. Nhitng gigi han d6 1a mot hinh thitc ctia phdn héi cdn bdng,
von la yéu t6 co ban thit hai cia suy nghi hé théng sau tién trinh tang
cuong.

TIEN TRINH CAN BANG: KHAM PHA NHUNG NGUON GOC
CUA SU ON PINH VA SU KHANG CU
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Néu ban dang & trong mot hé thong can bang, thi ban dang & trong
mot hé thong tim kiém sy 6n dinh. Néu muc tiéu cta hé théng la diéu ban
thich, ban sé vui mirng. Néu khong phai vay, ban sé thay nhitng no lwc cta
minh dé thay doi la vo ich - cho dén khi ban c6 thé hodc thay d6i muc tiéu
do hodc lam giam d cua no.

Thién nhién yéu thich sy can bang - nhwng nhiéu khi, nhitng ngudi co
quyén quyét dinh trong loai ngwoi hanh dong nguwgc véi nhitng can bang
do, va ho phai tra gia. Vi du nhuv nhitng nha quan ly dudi ap luc tai chinh
thwong cat gidam nhan vién dé giam chi phi, nhung cudi cung nhan ra rang
nhitng nhan vién con & lai bi qua tai, va chi phi caa doanh nghiép khong
giam di chit nao - bdi vi nhitng céng viéc con lai phai thué tw van bén
ngoai thye hién hodc bai vi chi phi lam viéc ngoai gio tang lén. Ly do chi
phi khong gidam xuéng la vi hé thong tw cé chuong trinh cta né. C6 mot
muc tiéu am tham, khong dwoc tuyén bé nhung rat that - dé la khéi lwong
cong viéc can phai gidi quyét.

Trong mot hé thong can bang (6n dinh), c6 mot s ty diéu chinh luén
no luc dé duy tri mot s6 muc dich hay chi tiéu nao dé. Rét day mot ly nuwéc
la mat tién trinh can bang v&i muc dich la c6 mot ly nwéc day. Tuyén dung
nhan vién madi la mot tién trinh can bang véi muc dich 1a c6 dat mot quy
mo lao dong hay mot toc do tang trwdng. Lai mot chi€c xe hoi hay mot
chiéc xe dap cling la nhitng vi du ctia tién trinh can bang, trong dé muc tiéu
la nhdm dén mot hwdng di nhat dinh.

Tién trinh phan hoéi can bang cé mat & khap noi. Ching nam duéi
nhitng hanh vi c6 dinh huéng muc tiéu. Nhitng co quan phtrc tap nhv co
thé con ngudi c6 hang ngan tién trinh phan hoi can bang dé duy tri nhiét do
va can bang, chita lanh cac vét thwong ctia chiing ta, diéu chinh thi lwc theo
do sang ngoai moi trudong, va canh bao ching ta trudc nhitng hiém hoa.
Mot nha sinh vat hoc c6 thé noi tat cd nhitng tién trinh dé la mot co ché ma
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co thé cua chitng ta c6 su can bdng néi tai (homeostasis) - kha nang duy tri
nhitng diéu kién dé ton tai trong mot moi treong nhiéu thay déi. Phan hoi
can bang thoi thiic ching ta an khi co thé can thitc an, va ngu khi ching ta
can nghi ngoi, hodc mac 4o &m khi ching ta thay lanh.

NHIET DO
_— coTHE

y ;
PIEU CHINH NHIET PO
LOAI TRANG PHUC [ ] CO THE
AN MONG MUON

KHOANG CHENH LECH
NHIET DO

Ciing nhu trong tat ca cac tién trinh phan hoi, yéu to6 quyét dinh - nhiét
do co thé ching ta - dan dan ty diéu chinh huwéng vé mot mic do mong
muon.

Céac t0 chirc va cong dong cé nhiéu diém twong dong vGi cac co thé
song phitc tap bédi vi ching cling cé v6 s6 cac tién trinh phan hoi can bang.
Trong cac t6 chitc, tién trinh dat mua vat tw va san xuat thuong xuyén diéu
chinh dé phu hgp véi nhitng thay doi don dat hang cta khach hang; gia ca
ngan han (gia chiét khau) va dai han (gia niém yét) diéu chinh theo su thay
doi vé nhu cau hay gia ban cta doéi thu canh tranh; va sy vay mwon tién bac
diéu chinh theo lwgng tién mat hay cac nhu cau tai chinh.

S0 DU
TIEN MAT

TRA BOT N/ HAY
VAY THEM NUA | =] SO DU TIEN MAT

A CAN THIET
TIEN MAT DU THUA -z-’/

HAY THIEU HUT
(“BO CHENH LECH
TIEN MAT”)
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Viéc 1ap ké hoach tao ra nhitng tién trinh can bang dai han. Mot ké
hoach nhan su c6 thé tao ra nhitng chi tiéu phat trién vé s6 lwgng lao dong
hay k¥ nang lam viéc dé phu hgp vGi nhu cau dugc dw bao. Nhitng ké
hoach nghién cttu thi trrong va nghién cttu & phat trién (R&D) tao nén sy
phat trién san pham mdi va sy dau tw vao con ngwoi, ky thuat, von tai chinh
dé xay dung nén cac 1gi thé canh tranh.

S0 GIO LAM VIEC

/,_,r-——*"' THUC SU/
MOI PE DOA MUC TIEU
BIXEMILA H =] TIEM AN:
KHONG TAN TUY ay LAM VIEC 70
TRONG CONG GIOITUAN

¥ PO CHENH LECH 7

THEO NHUNG
NGUOI MUON
LAM ANH HUNG

Diéu lam cho tién trinh can bang khé thyc hién trong cong tac quan ly
la muc tiéu thwong tiém an, va khong ai nhan ra rang tién trinh can bang
dang ton tai. T6i nhé lai mot nguwoi ban than da cd gang vo vong dé gidm
bét s suy sup cua nhitng nhan vién gioi trong cong ty cia anh ay. Anh ta
da viét nhitng ban thong bdo, cat gidm gio lao dong, tham chi dong ctra van
phong s6m hon - tat ca no lyc d6 dé ngan ho khong lam viéc qua stc.
Nhung nhitng hanh dong do c6 két qua 1a nguwdi ta lam lo nhitng thdng bao,
khong tuan theo gio lam viéc da dwgc cat giam, va dem viéc vé nha lam khi
van phong dong ctta. Tai sao? Béi vi c6 mot quy tac khong chinh thitc
trong td chitc quy dinh rang nhitng nguwdi gioi thdt sw, nhitng nguwdi tan tam
va lubn di dau trong to chirc, sé lam viéc 70 gio mot tuan - mot quy tac ma
ban t6i da ty minh thiét 1ap bang sitc lam viéc khac thuwdng cda anh ta.
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MUC TIEU
TIEM AN

SO GIO
LAM VIEC
"L 80 GIO LAM VIEC

( TIEP TUC TANG
SU BAT BUOC CAT GIAM GIO LAM VIEC

MUC TIEU CUA
NHA QUAN LY

THOI GIAN

e
-

DPé hiéu dugc mot co quan hoat dong nhuw thé nao, ching ta phai hiéu
dugc tién trinh can bang cia no - trong do6 c6 nhitng tién trinh thé hién r
cling c6 nhitng tién trinh tiém an. Ching ta c6 thé hiéu rd mot danh sach dai
nhitng bo phan cua co thé - xwong, tinh mach, dong mach - nhung ching ta
khong thé hiéu dwgc co thé hoat dong nhu thé nao - cho dén khi ching ta
hiéu duwgc hé thong than kinh co duy tri sw can bang nhu thé nao, hodc hé
thong tim mach duy tri 4p suat mau va do oxy nhu thé nao. Diéu nay ly giai
tai sao nhiéu ngwoi co tai thiét ké lai cac hé thong xa hoi lai that bai. Nén
kinh té nha nuwéc (state-controlled) that bai bdi vi né cat rdi cac tién trinh tw
diéu chinh phitc tap hoat dong trong mot hé thong thi truong tw do[11]. D6
cling 1a 1y do nhiéu su sap nhap that bai. Khi hai bénh vién c6 truyén thong
tot vé chita bénh & Boston dwgc sap nhap véi nhau nhiéu nam tredc, ngudoi
ta c6 mot bénh vién mdi 16n hon véi cadc may mac t6i tan nhwng thiéu tinh
than lam viéc va long trung thanh ctia nhan vién, diéu tirng hién hitu trong
hai t6 chitc lic dau. Trong bénh vién da sap nhap, tién trinh can bang vo
hinh trong cac bénh vién tredc kia cé tac dung giam sat chat lwgng, chu y
dén nhu cau cda nhéan vién va duy tri quan hé than thién véi bénh nhan da
bi pha v& bdi céac cau tric hanh chinh va quy trinh mdi.

[11]. Diéu nay khong co nghia la cdc nguon luvc thi trvong tw do dam
bdo tdt ca cdc hinh thitc kiém sodt va cdn bdang can co trong xd hoi hién dai
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- su tré nhip, thong tin bdt cdn xitng, sy’ ky vong khéng thuc té va sy léch
huwéng nhv sy déc quyén cting lam gidm hiéu qud cta “thi trwong tw do”.

Mac du don gidn vé mat khai niém, nhitng tién trinh can bang cé thé
tao nén nhitng hanh vi bat ngd va khé hiéu néu ching khong bi kham pha
ra.

Nhin chung, cac vong ldap can bang kho bi phat hién hon la cac vong
1dp tang cuwong bai vi no thuong co vé nhu khong co viéc gi dang xay ra.
Khéng cé su tang tredng vugt bac trong doanh sé va chi phi tiép thi, hoac
trong lwgng vii khi hat nhan hay nhitng luéng hoa lily. Thay vao dé, tién
trinh can bang git* nguyén hién trang, tham chi khi tat cd nhitng thanh vién
muon thay doi. Nhu tac gid Lewis Carroll miéu ta trong tac pham Nir hodng
cua nhirng trdi tim (Queen of Hearts), cdm gidc can phdi c6 “tat cd nhitng
hanh dong ban c6 thé lam dé & nguyén mot cho”, cling la mot dau hiéu cho
thdy c6 mot vong lap can bang dang ton tai quanh ta.

Nhitng nha lanh dao c6 gang thay doéi to6 chitc thwong thdy minh dinh
vao tién trinh can bang mot cach khong chu tam. P6i véi cac nha 1anh dao,
c6 vé nhu nhitng nd luc cta ho dang vap phai mét sy khang cw dot ngot
khong biét xuat hién tir dau. Thyc ra, nhw ban t6i da kham pha khi anh ay
cd gang sy qua stc ctia nhan vién, sy khang cy la mot phan héi cta hé
thong, dé c6 gang duy tri mot muc tiéu hé thong tiém an. Cho dén khi muc
tiéu nay duwgc nhan ra, nhitng no lwc thay doi tat yéu sé that bai. Khi nao ma
nguwoi ditng dau to6 chirc con tiép tuc la mét tdm gwong cho moi ngwdi noi
theo, thi thoi quen lam viéc cua anh ta sé dat ra mot quy wdc. Hodc la anh ta
phadi thay doi théi quen ctia minh, hodc la thiét 1ap mdt tdm gwong mdai
khac.

LAM THE NAO HIEU PUQC MOT SO PO VONG TRON CAN
BANG
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Tién trinh can bang deé diéu chinh s6 du tién mat khi co sy dw
thira hay thiéu hut tién mat

S0 DU
TIEN MAT

TRA BOT N¢J HAY
VAY THEM NUA = =] SO DU TIEN MAT

£ CAN THIET
TIEN MAT DU THUA -«-/

HAY THIEU HUT
(“PO CHENH LECH
TIEN MAT”)

So d6 nay cho thay mét tién trinh phan héi can bang.

Dé tu theo doi tién trinh, thi dé nhat 1a bat dau vdi diém cé su chénh
léch - sy khong nhat quan gitra cai can c6 va cai hién tai:

O ddy, c6 mot sy’ thadm hut tién mdt doi véi nhu cdu tién mdt cta chiing
ta (N6i cdch khdc, c6 mét sw chénh léch giita s6 du tién mdt can co va so
duv tién mdt thuc sy’ dang co)

Sau do6 hay xem xét nhitng hanh dong dwogc thuc hién dé diéu chinh sy
chénh léch:

Chting t6i vay thém tién, lam cho s6 du tién mdt tdng lén, va sw chénh
léch thiéu hut gidm di.

So do6 nay cho thdy: mot tién trinh can bang thi luon luon van hanh dé
giam b6t s chénh 1éch gifta diéu can c6 va diéu dang c6. Hon nita, nhitng
muc tiéu nhu s6 du tién mdt can cé sé thay doi tuy theo sy tdng tredng hay
sut gidm cua hoat dong kinh doanh. Bat chap diéu do, tién trinh can bang sé
tiép tuc hoat dong dé diéu chinh lwong tién mat thyc sy theo nhitng gi can
6, tham chi ca khi muc tiéu dé dang thay doi.
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Bét ctt khi nao c6 su khang cu véi thay doi, ban cé thé xem nhu cé ton
tai mot hodc nhiéu tién trinh can bang “giau mat”. Sy khang cy vdi thay doi
khong cé gi l1a that thwong hay kho hiéu. Hau nhw né ludn xuat hién khi c6
nhitng de doa vé6i nhitng quy tac va phuwong truyén thong. Thuwong thi
nhitng quy tac dé hinh thanh gan vGi nhitng quan hé quyén lyc von c6. Quy
tac rat kho thay doi, bdi s phan chia quyeén lyc va quyén kiém soét rat khé
thay doi. Thay vi c6 gang hon dé vuot qua sy khang cy déi véi thay doi,
nhitng nha lanh dao khéo léo sé phan biét nguon goc cia sw khang cy. Ho
tap trung tryc ti€p vao cac quy tac va moi quan hé quyén lyc tiém an bén
trong lién quan dén nhitng quy tac.

SU TRE NHIP: CUOI CUNG... KHI MQI CHUYEN XAY RA

Nhu ching ta da thdy, nhitng hé thong cé vé nhw c6 tw duy cuia riéng
chung. Diéu d6 thé hién r6é nhat & trong nhitng sy tré nhip - nhitng sy gian
doan giita hanh dong va hdu qua cta ching. Sy tré nhip c6 thé lam ban
nham tregt muc tiéu, hodc ching cling c6 thé c6 mot tac dung tich cwe néu
ban nhan ra va tham gia cung vd&i chung.

Trong mat bai viét kinh dién trén Tap chi Quan ly cda triong Sloan
(Truwong kinh doanh néi tiéng cua vién Pai hoc MIT tai My - ND), Ray
Stata, nguyén Giam doc diéu hanh cta cong ty Analog Devices va nguoi
sang 1ap ra Uy ban cong nghé cao ctia bang Massachusetts, da viét: “Mot
trong nhitng diém mang tinh don bay manh nhat dé cai thién hiéu qua hé
thong la: gidam to6i da nhitng sy tré nhip cda hé thong”. Stata dé cap dén mot
nhan thitc dang xudt hién trong gidi san xuat nwdc My & cudi thap nién
1980, d6 la su tap trung truyén thong vao viéc kiém soat chat ché hang ton
kho c6 tac dung thdp hon phwong thitc cat giam s tré nhip cia nhitng nha
san xuat Nhat. Dy trit hang ton kho thtra hay thiéu cia nguwdi Nhat khong
xdy ra ngay ti lic ban dau. Piéu nay dan dan lam tang y twéng vé viéc
“canh tranh tren co s¢ thoi gian”: nhw George Stalk, pho chu tich nhém tw
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van Boston (Boston Consulting Group) nhan xét “Phwong thitc nhitng
doanh nghiép hang dau quan ly thoi gian - trong san xuat, trong phat trién
san pham mdi, trong ban hang va phan phoi - thé hién ngudn bat lgi canh
tranh m&i va manh nhat”. Bé thdy dwgc tdm quan trong cta viéc cat giam
s tré nhip can xem xét nén tang cua “san xudat linh hoat (flexible
manufacturing)” va “san xuat tinh gon (lean manufacturing)” ngay nay[12].

[12]. Nhiéu théng tin hon vé lean manufacturing co thé tim thdy tqi
trang web Lean Enterprise theo dia chi www.lean.org.

Sy tré nhip gitta hanh dong va hau qua c6 mat & khap noi trong hé
thong ctia con nguwoi. Chung ta dau tw bay gio dé thu hoach mot 1gi nhuan
trong twong lai xa; t mot nhan vién hém nay nhung cé thé mat vai thang
nguwoi do mai co thé tao ra két qua cong viéc; dau tw mot dy &n méi va hiéu
rang can nhiéu nam dé dy an dé dén bu cong sitc dau tw cta ching ta.
Nhuwng nhitng sy tré nhip thuwong khong duge danh gia day du va dan dén
sw thiéu 6n dinh. Vi du nhw, nhitng ngudi ra quyét dinh trong tro choi bia
da luon danh gia sai sy tré nhip lam cho ho khong dwoc giao hang day du
trong khi ho nghi la hoan toan cé thé.

Su tré nhip, khi tdc dong ctia mot bién s6 dén nhitng bién s6 khac can
phai c6 thoi gian dé dién ra, cau thanh vién gach nén tang thit ba cho mot
ngon ngi hé thong. Gan nhuw tit cd tién trinh phan h6i c6 mot s6 hinh thic
cda sv tré nhip. Nhung thuong s tré nhip khong dwgc thira nhan va ciing
khong dwoc hiéu ro. Diéu nay c6 thé tao ra mot “sy thai qua”, vuot qua
mitc can thiét dé dat duwgc két qua mong muon. Sy tré nhip gitta viéc an va
cam giac no bung gdy nén hé qua xau cho ngwoi thém an: ching ta khong
thdy no khi ding ra can phai ngung an, vi vay ching ta c ti€p tuc an cho
dén khi bi boi thyre. Sw tré nhip giita viéc khai dau mot dy an xay dyng mai
va viéc hoan thanh dv 4n gay nén sy du thira hang héa trén thi truong bat
dong san. Trong tro choi bia, sy tré nhip thwong xuyén giita dat hang va
nhan hang da gay nén sy dat hang thai qua.
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Nhitng su tré nhip khong duwgc quan tam ciling c6 thé dan dén sy mat
on dinh va sy do vo, dac biét khi ching kéo dai. Vi du, viéc diéu chinh
nhiét do voi nwdc tam ban dau kha khé khan khi c6 sy tré nhip khoang
muoi gidy triede khi nhiét do thue s thay doi, roi sau do su tré nhip sé chi
can tr mot dén hai giay.

LAM THE NAO PQC PUQC MOT SU TRE NHIP

i

NN, NHIET b NUOC
"e‘-! HIEN TAI
PIEU CHINH

vorsey N m ] NHIET DO NUGC

A CAN THIET
KHOANG CHENH LECH -f'/

NHIET PO

Tién trinh cdn bdng cé su tré nhip: Diéu chinh nhiét do voi sen

Hinh trén lap lai so d6 phan hoi “voi nwéc” ching ta da dé cap truéce
day - nhung 1an nay, 1a v6i hé théng 6ng nudc. O day c6 mot sy tré nhip
quan trong gitta thoi gian ban van voi nwdc va thoi gian ban nhin thay lwu
lwgng nwdc thay doi. Hai duwong ké song song thé hién

Nhitng miii tén c6 duong ké song song khong thé hién sy tré nhip kéo
dai bao nhiéu gidy (hay nam). Ban chi biét rang n6é du 1au dé tao ra mot sy
khac biét.

Khi ban theo sau mot miii tén c6 sy tré nhip, hdy thém tir “cudi cung”

vao cau chuyén ban tw ké trong dau minh. “T6i van voi nwdc, va cudi cung
né lam thay déi dong nwéc”. Hay “T6i bat dau mot dy an xay dung mdi va,

https://thuviensach.vn



cudi cung, nhitng can nha da san sang”. Ban c¢6 thé tham chi mudn bé qua
mot nhip - “mot, hai” - khi ban dién dat ca tién trinh.

N\ NHIET b0 NUOC
s HIEN TAI
‘::.ﬁ

DIEU CHINH
VOI SEN H Bl NHIET PO NUOC

£ CAN THIET
KHOANG CHENH LECH -e-/

NHIET DO

Trong vong 10 gidy sau khi ban tang nhiét do 1én, nwdc van lanh. Ban
khong nhan duwgc phan hoi nao tv hanh dong ctia minh, vi vay ban nhdn
thdy la hanh dong cia minh khong cé tdc dung. Ban phan ng bang cach
tiép tuc tang nhiét d6 cao hon. Cudi cung nuwdc cling néng lén, mot dong
nuwéc nong bong phun ra twr voi nudc.

NHIET PO
i 5 NUOC THAT SU
NHIET bQ NUOC
N CAN THIET

N

THOI GIAN

Ban giat minh va van voi diéu chinh nhiét do ngwoc trd lai; va sau mot
st tré nhip khac, né lai lanh trd lai. Ci¢ thé ban tiép tuc tién trinh vong lap
can bang cta minh. M6i vong diéu chinh mét chadt theo vong tron ké trudc.
Mot so do c6 thé mo ta tién trinh nhw sau:
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Ban cang kich dong trong hanh vi ctia minh - cang van nim diéu chinh
quyét liét - thi cang mat nhiéu thoi gian dé dat dén nhiét d6 mong muon.
D6 la mot trong nhitng bai hoc ctia vong lap can bang kém theo sw tré nhip:
hanh dong kich dong thwong tao ra diéu nguoc lai véi du dinh. N6 tao ra su
khong 6n dinh va sy dao dong, thay vi dwa ban nhanh chong dén muc tiéu
da dat ra.

Su tré nhip cling khong kém phan khé hiéu trong nhitng vong lap tang
cuwong. Vi du trong cudc chién chong khing bo, moi bén nhan thay chinh
minh c6 1gi thé tir viéc ma& rong hoat dong ctia minh bdi vi su tré nhip trong
phan tng cua phia bén kia. Sy tré nhip d6 c6 thé kéo dai vai ngay dén vai
thang, tham chi vai nam, b&i vi can phdi c6 thoi gian dé thu thap nhitng
nguon lyc cho vong tron tan cong tiép theo. Loi thé tam thdi nhan thay dé
da phan nao gitr cho tién trinh leo thang tiép dién. Néu moi bén c6 thé phan
rng ngay tirc thi vdi sw 16n manh cta déi phwong, dong co dé tiép tuc xay
dung luc lwgng c6 thé tré thanh s6 khong.

Quan diém hé thong thwong hudng vé cai nhin dai han. D6 1a 1y do su
tré nhip va vong ldp phan hoi cé y nghia quan trong. Trong ngan han, ban
c6 thé thuong bé qua chiing; chiing khong cé tam quan trong. Ching chi
quay trd lai am anh ban trong dai han.

Tat ca phan hoi tang cwdng, phan hoi can bang va su tré nhip déu kha
don gian. Chang ty hinh thanh nhw nhitng vién gach nén tdng ctia “nguyén
mau hé thong” (systems archetypes) - nhitng cdu tric tinh vi hon luon tai
dién hét 1an nay dén lan khac trong cudc song doi tw va trong cong viéc cia
chung ta.
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CHUONG 6: KHUON MAU TU NHIEN: NHAN
DANG CAC MO HINH PIEU CHINH SU KIEN

Vai nam tredc, téi chitng kién mat tai nan bi kich trong chuyén du lich
bang thuyén dén Maine vao dau mua xuan. Chung t6i da dén mot con dap
nho, va ditng & bén dé chuyén qua thuyén khac. Mot nhém thit hai dén, va
mot thanh nién say rugu quyét dinh chéo qua con dap bang bé cao su.
Chiéc be 1at nhao khi di qua con dap, anh ta roi xuéng lan nwéc lanh cong.
Khéng thé vai t6i dé ciru anh ta, chiing t6i kinh hoang nhin theo khi anh ta
chéng cy liéu linh dé boi xudi dong vugt qua vung nwdc xody & chan dap.
NO luce cia anh ta kéo dai chi vai phat, r6i anh ta chét vi lanh. Ngay tic thi,
co thé bat dong ctia anh ta chim vao vong nwdc xody. Vai gidy sau, né noi
lén & cach xa khoang chin mét xudi theo dong nudc, thoat khoi vung nuwéc
xo0dy @ chan dap. Diéu ma anh ta da c6 gang vo ich dé nham dén trong
nhitng khodng khac cudi cung cta doi minh, thi dong nwdc da lam thay, chi
vai gidy sau khi anh ta da chét. Tr@ tréu thay, chinh sy chong tra kich liét
cua anh ta vGi sttc manh dong nwéc & chan dap da giét chét anh ta. Anh ta
khong biét rang cach duy nhat dé thoat ra lai khac thuwdng nhuw vay. Néu
khong c6 gang gilt dau nodi trén mat nwdc, ma thay vao do lan xuéng theo
luéng nwdc chdy xudi dong, anh ta c6 thé da song sot.

Cau chuyén bi kich nay minh hoa sy can thiét ctia tam nhin hé thong,
da dugc néu ra trong tro choi bia & chwong 3, va mot lan nita trong cudc
chién chéng khiung bé & chwong 5. Chiing ta bi giam cam bdi nhitng cdu
tric ma minh khong nhdn ra. Nguoc lai, hoc tim hiéu cau tric (ma ching ta
van hanh bén trong n6) khéi dau mot tién trinh gidi thoat chinh minh khéi
nhitng nguoén lyc chwa duwge kham pha tredc day. Nho dé ching ta nam
virng kha nang lam viéc v@i ching va thay doi ching.
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Mot trong nhitng nhan thitc quan trong nhat va nhiéu tiém nang nhat
trong linh vie suy nghi hé thong con non tré la: mot s6 mau hinh céu tric
nhat dinh luon téi dién, lap di lap lai. Nhitng “nguyén mau hé thong” va
“cdu tric tong quat” tiéu biéu cho bi quyét cua viéc hoc tdp dé nhin thay
nhitng cau triac trong doi song ca nhan va to chitc cia chiung ta. Nhitng
nguyén mau hé thong (systems archetypes) - vdi so lwgng rat it[1] - cho
thdy khong phai tit ca nhitng van dé quan ly déu cé tinh ca biét. Bay cling
la diéu ma cac nha quan ly nhiéu kinh nghiém da cam nhan dwoc, qua truc
giac.

[1]. Hai trong s6 dé duogc trinh bay chi tiét bén dudi, va co tat cd 8
nguyén mau duogc stt dung trong sdch nay. D6 mdi chi la khoang mét nira
nhitng nguyén mdu ma cdc nha suy nghi hé thong chuyén nghiép “nhd
duoc”.

Néu phan hoi can bang, phan héi ting cwong va sy tré nhip dugc vi
nhw danh tir va dong tir cia suy nghi hé thong, thi cdc nguyén mau hé thong
twong tw cac cau co ban hay cac cau chuyén don gian dugc ké di ké lai.
Ciing nhw trong van hoc c6 mot s6 mau truyén va cot truyén thwong duoc
viét di viét lai bang cach thay d6i cac nhan vat va boi canh khac, trong rat
nhiéu cac tinh huong quan ly da dang ciing chi pho bién vai nguyén mau
nhu thé.

Nhitng nguyén mau hé thong cho thdy mot sy don gian dang ngac
nhién bén duwéi sy phitc tap trong nhitng van dé quan ly. Khi chiing ta hoc
cach nhan ra cang nhiéu hon cac loai nguyén mau nay, chiing ta c6 thé nhan
thdy cang nhiéu noi cé thé st dung don bay dé vuot qua thach thitrc khé
khan, va dé giai thich nhitng co hoi d6 vdi nhitng ngudi khac.

Khi hiéu nhiéu hon vé nguyén mau hé thong, chiing ta sé thay chiing
gop phan hinh thanh mot trong nhitng van dé rac réi 16n nhat cia ching ta,
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van dé ma cac nha quan ly va cac nha lanh dao phai khong ngirng chong do
- s chuyén mon hoa va sy phan manh cda kién thitc. Dwdi nhiéu dang,
trién vong 1én nhat cua tam nhin hé théng la sy hgp nhat cta kién thirc
trong tat ca cac linh vuc - vi nhitng nguyén mau twong ty doé cling tai dién
trong sinh hoc, tam 1y hoc, va trong quan hé gia dinh; trong kinh té, khoa
hoc chinh tri, va sinh thai hoc; cling nhv trong quan ly[2].

[2]. Nhitng mén hoc ddu tién vé cdu truc tong quadt da dugc phdt trién.
Xem Mark Paich, “Generic Structures” (du trtc tong qudt), trong System
Dynamics Review, s6 1 quyén 1 (Mua hé 1985), trang 126-32; Alan
Graham, “Generic Models as a Basis for Computer-Based Case Studies”
(Nhitng mé hinh téng qudt dudi dang nén tdng cua nghién cttu tinh huéng
qua mdy tinh) (Cambridge, Mass: System Dynamics Group Working Paper
D-3947 - Bdo cdo nghién cttu ctia nhom déng luc hé théng), ndm 1988;
Barry Richmond va nhitng nguoi khac, An Academic User’s Guide to
STELLA - M6t ban hwéng dan han lam dé si dung STELLA, Chuong 8, 9
(Lyme, N.H.: High Performance Systems - Nhitng hé théng ndng sudt cao),
1987. David Kreutzer, “Introduction to System Thinking and Computer
Simulation” (Gidi thiéu vé suy nghi hé thong va sw m6é phong trén mdy
tinh) Lesley College Graduate Course Comp 6100, nam 1987.

Bai vi chiing mo ho, khi nhitng nguyén mau xuat hién trong mot gia
dinh, mot hé sinh thai, mot cau chuyén méi, hay mot t6 chitc, ban thudng
khong thdy ching ma chi c6 cam giac vé ching. D6i khi chiing tao ra cam
giac ngo ngo, mot linh cam la ban da tirng nhin thdy mau hinh nguén lyc
nay tredc day ¢ dau do. “N6 lai xudt hién”, ban ty nghi. Thong qua truc
giac, nhitng nha quan ly nhiéu kinh nghiém hiéu rang c6 nhitng kich ban
thuwong tai dién trong quan ly. Mac du vay, ho thuong khong biét cach dé
gidi thich ching. Nhitng nguyén mau hé thong cung cdp ngdn ngit do.
Chuing c6 thé 1am hién rd nhitng diéu ma binh thwdng hoan toan dugc xem
la “phan doan trong quan ly”.
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Hiéu ro nhitng nguyén mau hé thong gitip mot té chitc bat dau chuyén
nhitng g6c nhin hé thong thanh thyc tién. Viéc tan thanh suy nghi hé thong
khi no6i “Chung ta phai nhin vao bttc tranh 16n hon va cé cai nhin dai han”
la khong da. Viéc danh gia cao cac nguyén tac hé thong co ban, nhu dugc
mo ta trong cac quy luat cua nguyén ly thit nam (chwong 4) hodc duwgc phat
hién ra qua cac mo phong nhv tro choi bia (chuvong 3) la khong du. Tham
chi viéc nhan ra mot cau tric cu thé bén dwdi mot van dé cu thé (co thé la
nho sy gitp do cta nha tw van) thi cling khong du. Piéu do co thé gitp gidi
quyét van de, nhung né sé khong thay doéi duoc suy nghi da gay ra van de
[tic ban dau. V&i nhitng t6 chic hoc tap, chi khi cac nha quan ly bat dau
suy nghi dudi dang cac nguyén mau hé thong, thi suy nghi hé thong méi tra
thanh mot tdc nhan tich cwc hang ngay, lién tuc cho biét cach thitc ma
chuing ta tao ra thuc tai ctia minh.

Muc dich cia nguyén mau hé théng la dé tu chinh lai nhan thitc cta
chung ta, cling nhw dé c6 thé nhin ra nhitng cdu tric dang van hanh, va dé
nhan ra canh tay don bay trong nhitng cau tric d6. Mgt khi nguyén mau hé
thong da dugc xac dinh, n6 sé lién tuc cho thdy nhitng vi tri thwc hién
nhitng thay déi don bay cao va thap. Hién nay, cadc nha nghién cttu da xac
dinh c6 12 loai nguyén mau hé thong, 9 trong s6 dé dugc gidi thiéu va s
dung trong sach nay (Phu luc 2 bao gobm ban tém tat cac nguyén mau dugc
stt dung). Tat ca nhitng nguyén mau duge xay dung tir cac vién gach nén
tang cua hé thong: nhitng tién trinh tang cwong, nhitng tién trinh can bang
va s tré nhip. Dwdi day la hai nguyén mau thudng xuyén tai dién, la nhitng
ban dap dé hiéu dugc nhitng nguyén mau khac va nhitng tinh huéng phitc
tap hon.

NGUYEN MAU 1: GIOI HAN TANG TRUONG
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PINH NGHIA

Mot tién trinh tang cuwong (khuéch dai) van hanh dé tao ra mot két qua
mong muon. No tao nén thanh céng theo dwong xoan 6¢c nhung ciling tao ra
nhitng hiéu tng thit cap khong chu dich (thé hién trong mot tién trinh can
bang) cé tac dung lam gidm b6t nhitng thanh cong.

NGUYEN TAC QUAN LY
Pirng thic ép sy tang trudng, ma hdy xéa bé cac nhan t6 giGgi han né.
TiM THAY O PAU?

Cau tric “gidi han tdng trong” gitp ich cho viéc hiéu dugc tat ca
cac tinh huéng ma tang trudng va cham véi nhitng gidi han. Vi du nhw
nhitng t6 chirc phat trién trong mot thoi gian, nhwng roi ngirng phat trién.
Mot doi nhém hop tac tot trong mot thoi gian, nhwng sau d6 khong tién
trién thém dwgc nita. Nhitng cd nhan ty cdi thién minh t6t hon mét thoi
gian, r6i ngtrng han.

Nhiéu no luc cai thién bat ngd gap phai nhitng gigi han. M6t nong dan
tang hoa 1gi bang cach bon thém phan cho dén khi cdy trong 16n vugt qua
mic lvgng nwdc mua c6 thé ddm bao cho chiing phat trién. Mot ngudi an
kiéng cap t6c muon gidm vai ky m@ thtra, nhung sau d6 anh ta mat di quyét
tam cua minh. Ching ta c6 thé “gidi quyét” nhitng ap luc thoi gian dot ngot
bang cach lam thém gio, tuy nhién cudi cung thi sy mét nhoc va cang thang
cling lam cham t6c do va chat lwgng cong viéc cta ching ta, bu lai nhitng
gio lam thém.

Nhitng ngudi c6 gang mudn bé mot thoi quen xau, nhw tinh hay ché

bai ngudi khéc, thwong xuyén gdp phdi nhitng gidi han véi sy phat trién.
Pau tién, nd lwc ctia ho c6 hiéu qua. Ho it chi trich ngwsi khac hon va
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nhitng nguwdi chung quanh cadm thay thodi mai hon. Ho dap lai bang nhitng
y kién tich cuc, lam cho nguwdi d6 cam thay vui hon va chi trich it hon. Bé
la mot vong xoan Oc tang cwong nhitng hanh vi t6t, cdAm giac tich cue va sy
tién bo. Nhung, sau dé quyét tam cta ho gidam di. C6 thé ho bat dau nhan
thdy mot vai khia canh trong hanh vi ctia ngwdi khac 1am ho byc minh. Cé
thé ho trd nén tw man va ngirng quan tam dén sy phé binh khong can suy
nghi cia minh. Du véi ly do gi, sau mot thdi gian, ho cling sé tré vé vai
nhitng thoi quen cu.

C6 lan trong mot budi hoi thao ching t6i té6 chirc, c6 ngwdi phat biéu
“tai sao diéu nay giong véi chuyén yéu duong thé nhi”. T6i hoi than trong
“Sao chi lai nghi thé?” C6 ay tra 10i “Pau tién, ban sé gap g& nguoi ay. Hai
nguwoi c6 mot lic bén nhau va moi viéc déu tuyét voi. Vi vay ca hai danh
nhiéu thoi gian bén nhau hon. Va moi viéc cang tuyét voi hon. Chang bao
lau sau, ban dung hét thoi gio ranh réi dé bén nhau. Va tim hiéu nhau ro
hon. Sau d6 khéng phai lic nao anh dy chd dgi ban, hay san long bé choi
bowling dé di choi vGi ban. Anh ay kham phé ra ban c6 tinh ghen tudng,
hay théi néng tinh, tinh khong ngan nap. Du sao di nita, ban bat dau nhan ra
nhitng diém xau cia nhau”. C6 dy da nhac nhé ching ta rang, khi biét dugc
nhitng thdi xau cta nhau, nhitng an twong tot sé dot ngdt ngirng lai - va
tham chi c6 thé ddo chiéu thanh an twong xau vé nhau, khac véi nhitng gi
ban nghi & lan dau gdp go.

CAU TRUC

Trong moi trudng hgp vé nhitng gidi han cda tang tredng, c6 mat tién
trinh tang cwong (khuéch dai) tw van hanh trong mot khoang thoi gian. Sau
d6 xuat hién mot tién trinh can bang (hay 6n dinh) van hanh dé gigi han s
tang tredng. Khi diéu do xay ra, toc do tang trwdng cham lai, hay tham chi
ngtrng han.
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Nhitng cau tric “gidi han ctia tdng truéng” thé hién ¢ nhiéu mic do
khac nhau trong cac t6 chitc. Vi duy, mot té6 chitc cong nghé cao phat trién
nhanh chong nho vao kha nang phat trién cac sdn pham mdi. Khi san pham
md&i duwge cong bo, 1gi nhuan tang, ngan sach nghién citu & phat trién tang,
sO lwgng nhan vién ky thuat va nghién cttu tang. Cudi cung doi ngti nhan
vién k¥ thuat bung n6 va tré nén kho quan ly. Ganh nang quan 1y don 1én
vai cac k¥ sur cao cdp, do d6 nhitng ngwoi nay khong con nhiéu thoi gian dé
thuc hién cong viéc chuyén moén. Nhitng ky sw nhiéu kinh nghiém bi st
dung léch huéng vao vi tri quan ly hon la chuyén mon lam cho thoi gian
nghién cttu phat trién san pham kéo dai hon, tv d6 lam giam tdc do phat
trién san pham mai[3].
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[3]. Trong truong hop nay, tién trinh phdn hoi cdn bdng tdc dong dén
cdc chi tiéu: tir ngdn sdch nghién citu & phat trién, dén viéc gia tdng suw
phtic tap trong quadn ly, thoi gian phdt trién sdan phdm kéo dai hon, rut ngdan
ty 1é san phdm mdi duoc céng bb; va cubi cung dan dén mét ngdn sdch
nghién cttu & phdt trién nhé hon.

DPé doc duge cac so do cntia cau tric nay, chiing ta c6 thé bat dau véi
vong tron phat trién tang cwong. Vong tron nay tao da ban dau cho cac cau
tric. Ban hay tw minh di theo vong tron, hdy tw nhac minh sy phat trién san
pham mdi c6 thé tao ra doanh thu nhw thé nao, tir d6 c6 thé tai dau tw dé tao
ra thém nhiéu san pham mé&i hon. Tuy nhién, cung lic nay, cac nguon luc
sé thay dbi. Vi du nhu sy gia tang ngan sach nghién citu & phat trién cudi
cung vugt qua kha nang quéan 1y cta cac ky su cao cap va ho khong con
danh thoi gian quy bau cho viéc phat trién san pham. Sau mot sy tré nhip
(do dai cua n6 tuy thudc vao toc do phat trién, si phitc tap cia san pham,
k¥ nang quan ly cda cac ky su), téc do cong bo san pham méi giam, lam
giam di toc do phat trién chung.

MGt vi du khac vé “gidi han cua tdng triréng” dién ra khi mot t6 chirc
chuyén mon, nhw mot cong ty luat hay cong ty tw van, phat trién rat nhanh
khi quy m6 con nhd, kém theo rat nhiéu co hoi thang tién nhanh chéng.
Tinh than lam viéc cta nhan vién tang cao va nhitng nhan vién gioi dugc
kich thich phat trién, hy vong tré thanh nhitng Cong su (Partners[4]) cia
cong ty trong vong muoi nam nita. Nhung khi cong ty 16n manh hon th
tang tredng cham lai. C6 1é né da bat dau bao hoa trong phan khic thi
trrong ctia minh. Hay c6 thé n6 da dat dén mot quy m6 ma nhitng cong su
sang lap khong con chu trong dén viéc duy tri toc do tang trwdng cao. Tuy
nhién téc d6 tang trudng cham lai, dong nghia véi viéc ¢ it co hoi thang
tién hon, c6 sy ganh dua nhiéu hon gitta cac nhan vién tré, va mot sy giam
sut tinh than lam viéc chung. Cau tric gidi han sy phat trién nay c6 thé
dugc vé thanh so do bén dudi[5]:
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[4]. Partner (Céng su): nguoi gop von cung doanh nghiép chiu yéu
bdng ndng lyc chuyén mén va kha ndang nghé nghiép, mét vi tri cao cdp
trong nganh ludt va tw van - ND.

[5]. Theo tbi dugc biét, Barry Richmond la nguoi dau tién phdn tich
cdu truc nay. Ttr do, chung ta dd khdm phd ra cdu triic nay gan nhv co tinh
ddc thu & cdc cong ty tw van vé quan ly, dy la chua néi dén cdc b6 mon
phadt trién rdt nhanh trong cdc truong dai hoc, va tré nén ndng né vdi cdc
gidng vién duoc bo nhiém.

MAU HANH VI

Trong tirng cdu tric néu trén, sy gigi han dan dan trd nén manh hon.
Sau khi bung no ldc dau, sy tang tredng/phat trién ngirng lai mot cach bi
an. Cong ty cong nghé co6 thé khong bao gid khoi phuc lai sy dot pha do
trong viéc phat trién san pham hay tao ra sy tang triedng nhanh chéng.
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Culi cung, sy phat trién c6 thé cham lai qua mirc dén no6i vong xoan
oc tang cwong co6 thé doi huwdng nguwgce lai. Cong ty luat hay cong ty tw van
danh mat wu thé trén phan khtic thj trudng ctia minh. Ngay sau do, tinh than
lam viéc trong cong ty that sy bat dau theo mgt vong xoan 6c¢ sut giam, do
vong tron tang cwong da doi chiéu ngugc lai.

Nhitng cdu trac “gidi han cua tdng truéng” thwong pha héng nhitng
thay doi cda t6 chitc. Cu thé la nhiéu no6 Iyc mac du da tao ra dugc tién bo
ban dau. Khi nhitng thay d6i can thiét bat dau, két qua cong viéc duwogc cai
thién, lam cho sy cam két thyc hién thay d6i d6 cang manh hon. Nhung
nhitng sy thay doi cang thanh cong thi chiing cang tré nén de doa, va nhitng
ngwoi bi de doa tim cach pha hoai tién trinh thay déi. Trong quyén Diéu
nhdy cua sy thay doi[6], ching t6i da xac dinh nhiéu cach dac thu ma cac
tién trinh can bang c6 thé ngan can cac thay doi tich cuc day hita hen ldc
ban dau: nhitng nha quan ly bi de doa bdi nhitng mitrc do céi mé va cong
bang cao hon; nhitng sy tré nhip lam ching ta chi nhan ra nhitng chi phi
cta sy thay doi trong khi 1gi ich can c6 thoi gian méi thé hién; sw phan cuc
va canh tranh gitta nhitng thay do6i phwong thitc xt¢ ly cong viéc méi va
nhitng ngwoi c6 gang bao ton xu thé van hoa hién hitu; va cau tric quan ly
phan cuc ngan can mai quan hé gitta nhitng nhoém déi méi khac nhau.

[6]. Peter Senge, Art Kleiner, Charlotte Roberts, George Roth, Rick
Ross, Bryan Smith, The Dance of Change: The Challenges to Sustaining
Momentum in Learning Organisations - Piéu nhdy cua sv thay do6i: Nhitng
thdch thitc dé duy tri da phdt trién trong nhitng to6 chirc hoc tdp (NXB
Doubleday/Currency, New York), nam 1999.

Nhu mot hé quéa cta nhitng nguon lyc can bang, viéc thye hién céac

thay doi tang 1én trong mot Itic - roi binh 6n va suy sup. Thuong thi huong
ng cua nhitng nguoi tan thanh lam cho sy viéc té hon. Nhitng nguoi tan
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thanh cang c6 gang thwc hién nhitng thay doi ho muén thi ngudi ta cang
thay bi de doa va sw khang cu cang xudt hién nhiéu hon.

Ban sé thay nhitng dong luc twong ty khi thyc hién quén ly hang ton
kho theo phuong thitc “Just in Time” (phuong thifc quan ly dva trén viéc
qudn ly chdt ché thoi gian sdn xudt - ND) va nhitng hé thong “lean
manufacturing - san xuat tinh gon” hay “flexible manufacturing - san xuat
linh hoat”, tat ca déu phu thuéc vao nhitng méi quan hé tin cay gitta nhitng
nha cung ng va nha san xuat. Nhitng sy cai tién ban dau trong sy linh hoat
san xuat va chi phi khong duwgc duy tri lau dai. Thwong thi nhitng nha cung
tng trong nhitng hé thong dé cudi cung doi hoi duwgc ddc quyén cung ng
dé bu dap nhirng rti ro trong viéc phai ddm bdo giao hang day du va nhanh
chong. Diéu do de doa nhitng nha san xudt, nhitng ngwoi thwong dat nhiéu
loai don hang cho nhiéu nha cung &ng hoac kich dong nhitng nha cung trng
dau da lan nhau trong cudc chién cung @ng hang hdéa. Sy cam két cua nha
san xuat cling nhw nhitng nha cung &ng doi vdi hé thong san xuat mai khi
do6 sé dao dong. Vi vay, thuong thi ho phan tan rai ro bang cach ap dung
phwong phap truyén thong la nhiéu nha cung ng hgp tac véi nhiéu khach
hang, do d6 x6i mon mot hé thong JIT (Just in Time) doi héi[7].
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[7]. Facts on File 1990 - Nhitng dit liéu luu triv 1990 (New York, Facts
on File 1990)

LAM THE NAO KiCH HOAT DON BAY
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Hau hét con nguwdi phan ng véi nhitng tinh hudng “gidi han cta tdng
trudng” bang cach no Iyc hon nita: néu ban khong thé bé théi quen xdu cua
minh, hdy siéng nang hon trong viéc kiém soat hanh vi ctia minh; néu moi
quan hé ctia ban gap rac roi, hdy danh nhiéu thai gian cho nhau hay no luc
lam modi quan hé t6t dep hon; néu nhan vién khong hai long, hay dé bat
nhitng nhan vién cdp dwdi dé lam ho hai long; néu tién do phat trién san
pham m&i cham lai, hay khai dong nhiéu sang kién san pham md&i hon dé
bu dap nhitng san pham bi sa stit; hodc tng ho nhitng sang kién thay doi
manh mé hon.

D6 1a mot phan &ng dé hiéu. Trong nhitng giai doan dau, khi ban c6
thé nhin thay nhitng tién bg, ban mudén lam diéu twong ty nhiéu hon - vi suy
cho cung bién phap do6 hoat dong rat tot. Khi téc do céi thién cham lai, ban
muon bu trir bang cach c6 gang hon nita. Khéng may 1a, ban cang st dung
nhitng don bay cli nhiéu hon thi tién trinh can bang cang khang cy manh
hon, va no lyc cta ban cang tré nén vo ich hon. Do6i khi, ngudi ta tir b
muc tiéu ban dau cua minh - nhv ha thdp muc tiéu ngirng chi trich nguoi
khac, tir b6 mot thay doi hay mot cai tién san xuat theo phwong thitc san
xuat tinh gon (hay thuong la gilt nguyén chuwong trinh chinh thitc, nhung
khong bao gio dat dén nguwong tac dong tiém nang ctia moét thay doi thanh
cong).

Nhung c6 mét cach khac dé gidi quyét cac tinh huéng “gidi han ctua
tang truéng”. Trong moi tinh hudng, don bdy ndm & vong Idp cdn bdng -
chir khéng phdi vong Idp tdng cuong. Bé thay d6i hanh vi ctia hé théng,
ban phdi xdc dinh va thay doi nhdn t6 gidi han. Piéu nay cé thé doi hoi
nhitng hanh dong ban chua titng xem xét, nhitng s Iwa chon ban chwa hé
dé y, hay nhitng thay doi khé khan trong viéc khen thwéng va dé ra quy tac.
Pé dat dwgc muc tiéu gidm can th chi viéc an kiéng khong la chwa du - ban
can phdi tang toc qua trinh trao doi chat ctia co thé bang cac hoat dong thé
duc. Duy tri quan hé tinh cdm doi hoéi tir bo y nghi vé “ngudi yéu hoan hao”
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- muc tiéu tiém an gidi han s cdi thién lién tuc ctia bat ky méi quan hé nao.
Duy tri tinh than va nang suat lam viéc khi mot cong ty chuyén mon da
phat trién doi héi nhiéu hinh thitc quy tac va khen thwéng khac nhau dé
kich thich két qua cong viéc tot, chit khong phai vi tri cia mot cd nhan
trong bac thang t6 chitc. N6 ciing c6 thé doi héi phan chia cong viéc cong
bang va khong cé nhitng wu tién kiéu “danh riéng cho céng sy”. Duy tri
nhitng tién trinh phat trién san pham hiéu qua khi mot cong ty tang trudng
doi hoi gidi quyét ganh nang quan ly khi t6 chitc gia tang hoat dong nghién
cttu va ky thuat phitc tap. Mot s6 cong ty thuc hién viéc nay bang cach
phan quyén, mot so thi bang cach dao tao ky nang chuyén mén cho nhitng
k¥ s quan ly sang tao (von la viéc khong dé dang gi), va mot s6 bang cach
phat trién k§ nang quan ly cho nhitng ky s mudn theo con dwong quan ly.

Khong ngac nhién khi nhitng sang kién thay déi nhuw sdn xudt theo
phuong thitc tinh gon (lean manufacturing) thanh cong bai vi ching la mot
phan cuda thay doi 16n hon trong phwong phap quan ly va trong moi quan hé
gitta nhan vién, quan hé gitta nhitng doi tdc quan trong nhuw nha cung ng.
Cu thé, nhitng thanh cong thwong lién quan dén nhitng no Iyc that sy dé
phan phoi lai sy kiém soat, va gidi quyét nhitng de doa ctia viéc tir bo kiém
soat mot phia. Thuong thi dé 1a mot phan cua tién trinh dai han nham xay
dung quan hé tét hon véi nhitng nha cung @ng cha chot, va lan lwgt gitp do
nhitng nha cung &ng do6 phat trién nang Iyc cua ho. Nhitng thay déi dé la
can thiét dé vuot qua sy nghi ngd nam sau nhitng muc tiéu truyén thong
trong viéc duy tri kiém soat mdt phia. B&i vi néu nhw nhitng muc tiéu do
khong thay doi, thi tat ca cac bién phap quéan ly théng minh trén thé gidi sé
khong vugt qua duge si'c manh cta cac nguon lyc can bang nham duy tri
trang thai khong thay doi. D6 la 1y do nhitng ngudi tirng trai trong viéc ap
dung thanh cong nhitng no lwc san xuat theo phwong phap san xuat tinh gon
luén nhan manh rang dé la mot “thay doéi van héa” chit khong chi 1a mot
thay doi ky thuat.

https://thuviensach.vn



Nhung cling ¢6 m6t bai hoc khac tiv cu tric “gidi han cua tdng
trwédng”. Sé lubén ludon c6 nhitng tién trinh bi giéi han nhiéu hon. Khi mot
nguon luc gidi han bi x6a bé hay bi yéu di, su tang tredng quay lai cho dén
khi m&t nguon luc gigi han khac xuat hién. Nhitng nha lanh dao day kinh
nghiém lu6n tap trung vao nhitng gidi han tiép theo, nod lyc dé hiéu duwgc
ban chat cta chiing va cach x4c dinh chiing. O mét vai bsi canh, nhu sy
phat trién dan so sinh hoc, bai hoc co ban la cudi cung sy phét trién dé sé
nging lai. Nhitng no lyc dé kéo dai sy phat trién bang cach thao bé nhitng
gidi han co6 thé ph tac dung, bdo trwdc ngay xudt hién hau qua, theo toc do
thay doi cac tién trinh tang cuwong c6 thé tao ra (nhu tredng hgp cau chuyén
cac bong sung & Phap) cé thé sém hon ching ta nghi.

LAM THE NAO TAO RA CAU CHUYEN “NHUNG GIOI HAN
CUA TANG TRUONG” CUA CHINH BAN

Cach tot nhat dé hiéu mot nguyén mau la vé so do trwong hop cia
chinh ban. Cang lam viéc chu dong v&i nhitng nguyén mau thi ban cang tr@
nén gioéi hon trong viéc nhan ra ching va tim thay vi tri don bay.

Hau hét moi ngwdi c6 nhiéu cdu triac “gidi han cta tdng trwdng” trong
cudc song cia hg. Cach dé nhat dé nhan ra ching la thong qua cac mo hinh
hanh vi. Cé tinh huéng nao moi viéc trd nén tot hon lic ban dau, réi sau dé
ngirng phat trién mot cach bi an? Mot khi ban gap tinh hudng nhu thé, hay
xem th ban c6 thé xac dinh cac yéu t6 thich hgp cua cac vong ldp tang
cuwong va can bang hay khong|[8].

[8]. Mau hinh nay va nhitng mau hinh “nguyén mau hé thong” khdc
duoc tao ra dudi sy dong y cua Hiép Hoi Doi Mdi (Innovation Associates),
theo do chiing dugc dung trong cdc budi hoi thdo Leadership and Mastery
and Business Thinking: A Systems Approach - Ldnh dgo, Lam chu va Tvw
duy kinh doanh: mét cdch tiép cdn hé thong.
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DPau tién, hdy xac dinh tién trinh tang cwong - diéu gi dwgc cai thién
tot hon va hanh dong nao dan dén sy cai thién? (Cé thé c6 cac yéu t6 khac
cha tién trinh tang curdng, nhwng ludn ludn co6 t6i thiéu mot diéu kién dé no
cai thién, va m6t hanh dong dan dén sw cai thién dé). Vi du nhu mot
chwong trinh tuyén dung cong bang. Hanh dong phat trién chinh la chuong
trinh tuyén dung; va diéu kién la ty 1é phu nit va nguoi thiéu sb trong tong
sO0 nhan vién. Khi ty 1é phu nit tham gia cong tac quan ly tang 1én, sy tin
cay hodc s cam két véi chwong trinh tang 1én, dan dén so lwgng phu nir
tham gia cong tac quan ly lai tang thém nira.
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Tuy nhién, cé thé khoanh ving cac nhan t6 gidi han, dién hinh nhw
mot muc tiéu tiém an, hay quy tac, hay mot nguoén lyc gidi han. Budc thi
hai 1a xac dinh nhan t6 giéi han va tién trinh can bang né tao ra. “Hanh
dong lam cham” hay nguon Iyc khang cw nao dién ra diéu kién khong ti€p
tuc cai thién? Trong trvong hgp nay, mot s6 nha quan ly cé thé c6 mot y
twong trong dau ho vé s6 lwong bao nhiéu phu nit va nguwdi thiéu s6 tham
gia cong tac quan ly l1a “qua nhiéu”. Con s6 khong dugc noi ra ay la nhan to
gigi han; ngay khi cham dén ngudng gigi han ay, hanh dong lam cham - sy
khang cy cua nhitng nha quan ly - sé dugc kich hoat. Ho khong chi khang
cw vOi viéc tuyén dung cong bang, ma con gay kho khan dac biét cho
nhitng ngwdi mdi vira dugce tuyén vao.

Mot khi ban da hinh dung duwgc tinh huéng ctia minh, hady tim vi tri
don bay. Diéu nay khong c6 nghia la tiép tuc no luc, vi chi lam sy khang cw
cang thém manh hon. Hon thé, can phdi thdo bé hay lam yéu di diéu kién
gidi han.
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DPé c6 két qua tot nhat, hdy thit nghiém gidi han trong cau chuyén phat
trién cta ban trong doi song thuc té. Hay néi véi nhitng ngudi khac vé nhan
thitc ctia ban. Hay kiém tra y twdng ctia ban vé don bay qua mot thi
nghiém thwe té trede. Vi du nhw, ban c6 thé tim mot ngwdi ma ban cho la
c6 thanh kién vé “ty 1é phu ni* bao nhiéu la du” va cling 1a ngudi c6 thé hoéi
y kién dwgc, va hoi anh ta. (Hay xem phan nhitng k§y nang phan hoéi va tim
hiéu thong tin & Chuong 9 “M6 hinh tw duy” dé biét cach thuc hién hiéu
qua.)

NGUYEN MAU 2: HOAN POI GANH NANG

PINH NGHIA

Gia duy, c6 mot van dé tiém an tao ra nhitng triéu chitng nao dé, doi
héi can quan tdam. Nhung ngudi ta kho nhan thay van dé kia, hodac vi né mo
h6 hodc vi sé ton kém dé giai quyét. Vi vay nguwoi ta “hoan doi ganh nang”
trong van dé cta ho cho nhitng giai phap khac - nhitng cach khac phuc dé
dang, c6 cha tam va co vé cuc ky hiéu qua. Khong may la, nhitng “giai
phap” dé dang chi cai thién cac triéu chitng; ma khong dung cham gi dén
van dé thyc sy dang sau cd. Van dé trd nén xau di, khong dwgc chu y béi vi
cac triéu chitng bén ngoai da duwgc xda sach, va hé thong danh mat moi
nang luc can cé dé giai quyét van de do.

NGUYEN TAC QUAN LY
Hdy than trong v&i nhitng giai phap danh cho triéu chitng

(symptomatic solution). Nhitng gidi phap ma chi nham dén triéu chitng cua
mot van dé, chit khong phai nhitng nguyén nhan bén dudi, c6 vé nhu cé 1gi
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ich ngan han tot nhat. Trong dai han, van dé tai hién va doi héi nhitng dap
tra mang tinh triéu chitng (symptomatic response) cang lic cang gia tang.
Trong khi do6, kha nang c6 duwgc nhitng gidi phap nén tang c6 thé da hao
mon.

TIM THAY O PAU?

Cau truc “hodn doi gdnh ndng” thuong thdy trong cudc séng ca nhan
cling nhw trong cong viéc cda ching ta. Chung dién ra khi c6 nhitng triéu
chitng 16 rang can phai gidi quyét, va nhitng “bién phap khac phuc” nhanh
va san sang c6 thé lam cho nhitng triéu chitng nay bién mat, toi thiéu cling
trong mot thoi gian ngan.

Hay xem xét van dé cang thang (stress): né xuat hién khi khoi lwgng
cong viéc ca nhan vugt qua nang lwce giai quyét mot cach hiéu qua cua
ching ta. Ching ta quay cu6ng vdi cong viéc, gia dinh va cong dong trong
cac hoat dong bat tan. Néu khoi lwgng cong viéc tang qua kha nang (diéu
c6 xu hudéng xay ra vai tat ca ching ta), gidi phap nén tang duy nhat la gidi
han khoi lwgng cong viéc. Biéu nay c6 thé kho khan - cé thé cé nghia la tw
bo sy thang tién vGi yéu cau phai di cong tac nhiéu hon, hodc tr chdi mot
vi tri ¢ Ban giam hiéu mot treong hoc dia phuwong, hay phai chon Iwa va lap
ra cac danh sach wu tién. Thay vao d6, nguoi ta thwdng nd luc dé tung hitng
nhanh hon, xoa diu sy cang thang bang cach dung bia rwgu, chat gay
nghién hay mot hinh thic “gidm stress” 6n hoa hon (vi du nhw tdp thé duc
hay tap ngoi thién). Nhung, di nhién viéc uong rugu bia khong thye sy giai
quyét van dé lam viéc qua stc - né chi che gidu van dé bang cach xoa diu
tam thoi sy cang thang. Van dé sé quay trd lai, va nhu cau tiép tuc uong bia
rwgu cling thé. Mot cach am tham, cdu tric hoan doéi ganh nang dé, néu
khong bi gian doan, tao ra nhitng nguon luc hét sitc quen thudc véi xa hoi
hién dai. Chiing la nhitng dong Iyc cua s tranh né, diéu dan t6i sy 1€ thude
va cudi cung la sy nghién ngap.
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Mot cau tric “hodn dbi gdnh ndng” bi che ddu bén dwdi nhiéu “giai
phap” cé vé ngoai hiéu qua, nhung cling gay cho ban cdm giac lo lang la
ching khong hoan toan gidi quyét dugc van dé. Nhitng nha quan ly cé thé
tin twdng va iy quyén cong viéc cho cap dudi nhung van can thiép va diéu
khién khi c6 dau hiéu khé khan xuat hién, do d6 nhitng ngwoi cap dwdi
khong bao gio c6 kinh nghiém can thiét dé thuc hién cong viéc. Nhitng
doanh nghiép bi mat thi phan vao tay cac doi tha canh tranh c6 thé tim
kiém sy bdo vé qua hang rao thué quan; va sau do6 ty nhan ra minh khéng
thé hoat dong néu thiéu sy bao hd. Mot qubc gia thudc thé gigi thiv ba,
khong thé gigi han chi tiéu chinh pha phu hgp vGi nguén thu ngan sach tw
thué, sé tu tao ra sy tham hut dwgc tai tro thong qua viéc in thém tién va
lam phat. Qua thoi gian, lam phat di vao doi song, chinh pha can ho trg
nhiéu va nhiéu hon nita, va su tham hut ngan sach kinh nién da dwoc chap
nhan nhv viéc khong thé tranh khéi. Nhitng cau tric “hodn d6i gdnh ndng”
cling bao gom cac chwong trinh vién trg thi'c phdm “cttu” nong dan khai
phai tréng trot, va nhitng loai thu6c trtr sdu tam thoi diét dugc cac loai sau
bo, nhung ciing gidi han co ché kiém soat cda tw nhién, tr d6 lam cho cac
loai sau bo dé dang phat trién trd lai trong twong lai.

CAU TRUC

Cau truc “hodn doi ganh ndng” dwgc hgp thanh béi hai tién trinh can
bang (6n dinh). Ca hai déu c6 diéu chinh hay chinh sta cuing mot triéu
chitng ctia van dé. Vong tron & trén thé hién sy can thiép vao triéu ching;
bién phap khac phuc nhanh. N6 gidi quyét triéu chitng ctia van dé nhanh
chong, nhung chi trong tam thoi. Vong tron bén dwdi c6 mét sy tré nhip.
N6 thé hién m6t phan (tng can ban hon doéi vdi van dé, va can nhiéu thoi
gian hon dé co tac dong. Tuy nhién, gidi phap can ban cé hiéu qua lau dai
hon - c6 thé 1a bién phap lau dai duy nhat dé giai quyét van de.
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Thong thwong (nhuwng khong phai luén luén), trong cau trac “hodn doi
gdnh ndng” cling c6 thém mot tién trinh tang cwong (khuéch dai) dugc tao
ra bai “cac tac dung phu” cua giai phap huwéng dén trieu chirtng. Khi diéu
nay xay ra, tdc dung phu thuwong khién viéc tim dén mot giai phap nén tang
tré nén kho khan hon. Vi du nhw, nhitng tdc dung phu cta chat gay nghién
nham diéu chinh mot van dé vé sitc khde. Néu van dé ban dau dugc gay ra
b&i mét cach séng khéng lanh manh (hit thudc, uéng rugu, an uéng khong
diéu do, khong tap thé duc), thi gidi phap can ban duy nhat phai la mot sy
thay doi vé cach song. Chat gdy nghién (gidi phap triéu chitng, hay giai
phap tinh thé!) lam cho triéu chitng giam di, va lam giam &p luc thay doi
cach song ca nhan. Nhung ching ciing c6 dung phu dan dén nhiéu van dé
vé sttc khoe hon, lam cho viéc phat trién 16i song khée manh cang khé khan
hon nita.

HIEU VA SU DUNG CAU TRUC NAY

Cau tric “hodn dobi gdnh ndng” giéi thich hang loat hanh vi ma nhitng
“giai phap” thién chi thyc sy lam cho van dé té hon vé dai han. “Nhitng giai
phap triéu chitng” (symptomatic solutions) cam do chiing ta: bé ngoai dugc
cdi thién ngay, ap luwc ca bén trong lan bén ngoai vdi rac roi duwgc xoa diu.
Nhung xoa diu mét triéu chitng van deé ciing lam gidm nhu cau tim hiéu vé
nhitng gidi phap can ban. Trong khi do, van dé can ban tiép tuc khong dwoc
quan tdm va c6 thé tré nén xdu di. Nhitng tac dung phu cua giai phap triéu
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chitng lam cho cang kho ap dung giai phap can ban. Qua thoi gian, con
nguwoi dwa vao giai phap triéu chitng ngay cang nhiéu hon, lam cho n6 c6
vé trd thanh gidi phdp duy nhat. Néu khong c6 mot quyét dinh sang sudt,
con nguwoi “hodn doi gdnh ndng” chi dé tang sy 1€ thudc vao cac giai phap
triéu ching.

Nhitng twong tac gitta cac nhan vién va nha quan ly truc ti€p thudng
mang day cdu tric nay. Vi du, nhitng nha quan ly ban rén thwong bi 16i
cu6n bai y twdng nho cac chuyén gia nhan sy giadi quyét cac van dé vé nhan
su. Chuyén gia nhan sy c6 thé gidi quyét van deé, nhung kha nang cta nha
quan ly trong viéc gidi quyét cac van dé lién quan khac khong dwoc cai
thién. Cubi cung, nhitng van dé nhan sy khac sé xuat hién va nha quan ly sé
1é thudc vao chuyén gia nhan sy y nhuw lan trwéc. Chinh y twdng rang
chuyén gia bén ngoai da thanh cong lan trwdc lam cho viéc di tim chuyén
gia trd nén dé chdp nhan hon. “Chung t6i c6 mot s6 kho khan, vi vay ching
toi lam viéc v6i chuyén gia nhan sy mot lan nita. Ho da biét vé bd may
nhan vién va t6 chitc cta ching toi roi, vi vay ho lam viéc rat hiéu qua”.
Qua thoi gian, chuyén gia nhan sy trd nén thiét yéu, chi phi nhan vién tang
cao con su phat trién (va ton trong) doi vGi nha quén ly trd nén suy yéu.

Cau tric “hodn dobi ganh ndng” thwong ham chita nhitng léch huéng
khong dinh trwée trong dinh hwéng chién lwgc va sy x6i mon trong vi tri
canh tranh. Mot nhém cac nha diéu hanh trong mét cong ty ky thuat cao da
hét sitc lo lang 1a cong ty cia ho dang “mat vi thé” bdi khong dwa cac san
pham md@i va an twgng ra thi truong. Viéc cdi tién cac san pham hién tai it
rai ro hon. Tuy nhién, ho sg rang mot van hoa tiém tién (incrementalism)
hon la dot pha dang dugc c6 vii. Nhitng tién trinh cdi tién d6i mdi an toan
hon, dé du doan hon, dé 1én ké hoach va t6 chitc hon tré nén bam chat vao
cong ty dén noi nhitng nha quan ly tw héi rang cong ty c6 con kha nang doi
ma@i can ban khong.
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Khi nghe chuyén nay, t6i nhé lai mét sw 1éch hwéng chién lwgc twong
tw dugce nhiéu nha quan 1y & cac cong ty san xuat hang tiéu dung hang dau
ké lai. Nhitng cong ty nay ngay cang 1é thudc nhiéu hon vao quang cao thay
vi phat trién san pham mdi. Bat ctt khi nao mot trong nhiéu san pham bj sut
giam doanh s0, thi xu huwéng la phat dong mot chién dich quang cdo mdi.
Van hoéa quang cdo da trd nén qua bam chat vao cong ty, dén noi tat ca ba
Giam doc diéu hanh cudi cung déu tirng la nhitng nha quan tri trong linh
vuc quang cao, nhitng nguoi nay thwong dich than soan cac ban thao quang
cdo. Trong khi do, cac dgt san pham md@i chu yéu da thu hep rat nhiéu dwdi
sir 1anh dao cuia ho.

NINT OHTTEN fiza
AN S ik

L.\Hfr il 0l

1.-'1-. bt v Kfr

il Bl viRe mt'm\- r.l.L:a

i MELLY vIE -:w|1 N Gk NN 8T
PUANREOEEN Al e QUi vl B

ul'
A

ﬂ_A_u”"‘

P misly Kl

MG s sl
N LN BT

MGt trieong hgp dac biét cta viéc “hodn déi ganh ndng”, thwong dién
ra véi tan sudt dang bao dong, la cadc muc tiéu gidam dan. Bat ci¢ khi nao c6
mot khodng cach giitta muc tiéu va tinh huéng hién tai cia ching ta thi c6
hai loai dp lwc: cai thién tinh huéng va ha thap muc tiéu cta ching ta.
Nhitng ap lwc do duwgce gidi quyét nhu thé nao la ndi dung chinh cia nguyén
ly lam chu ban than, sé dugc trinh bay trong Chuong 8.

Xa hoi luén ludn thdng dong vdi nhitng muc tiéu gidm dan. Vi du nhw
muc tiéu lién bang “toan xa hoi c6 viéc lam” tai nwdc My (that nghiép nam
trong mc do cho phép) trugt tir 4% trong nhitng ndm 1960 dén 6% dén 7%
trong nhitng nam dau 1980 khi ty 1é that nghiép quanh mitc 10% (N6i cach
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khac, ching ta san sang thong cam rang 50% dén 75% ty 1é that nghiép
tang thém nhw la “that nghiép ty nhién”). Twong tw vay, ty 1é lam phat 3%
dén 4% dugc xem la nghiém trong nhitng nam 1960, nhwng lai dwoc xem la
mot két qua chién thang cua chinh sach chong lam phét trong nhitng nam
dau 1980. Trong nam 1992, tong thong Clinton thtra hwéng sy tham hut
ngan sach 16n nhat trong lich st My, nhung vGi sy giip d& cia dao luat
biéu Hoa Ngan sach (Budget Omnibus Act) nam 1993, Chinh phu My da
c6 dugc mot thang du ngan sach ky luc 1a 200 ty dola M§ cudi thap nién
1990. Na005, chinh quyén Bush kéu goi mdt “cudc chién chong tham hut
ngan sach”, hién tham hut da 1én t&i khoang 318 ty déla My. Cadu tric muc
tiéu gidm dan nay c6 thé minh hoa theo so do sau:

MUC TIED THAF HOW
TRONG THAM HT'T
wadN sdoH

'ETE

AP v odr Griw

THAM HUT
<wr NG HANTT BONG >

CAT GIAM THAM HUT
NEAN SACH

Nhu chiing ta sé thdy & hai chwong ké tiép, trong cac t6 chitc nhitng
dong Iyc muc tiéu giam dan twong tw dién ra vé chat lwgng, doi mdi, phat
trién nhan vién va cai tién t6 chitc. Trong thurc t€, tat ca ching ta c6 thé trg
nén “nghién” viéc gidm thap muc tiéu cia minh. Hodc nhv mot miéng déan
trang tri (bumper sticker) t6i mé&i thady cé ghi dong chit “néu lam gi cling
that bai, hay gidm thap muc tiéu cta ban”.

MO HINH HANH VI

Bat chap giai phap triéu chitng dwgc chon lya l1a gi, n6 cling c6 hiéu
qua theo mot cach nao dé. Vi du nhw viéc udong rugu bia sé gidi tda mot s6
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su cang thang, tdi thiéu cling trong mot lic. N6 gidi tda cac triéu chitng ctia
van dé. Néu n6 khong hiéu qua thi nguoi ta da khong udng. Nhung né cling
tao cho con ngwoi cam giac da gidi quyét duwgc van dé, do do lam léch
hwéng chu y khéi van dé nén tang - kiém soat khéi lwgng cong viéc minh
phai lam. That bai trong viéc trinh bay quan diém c6 thé lam khdi luvgng
cong viéc tw ti tang 1én hon, bdi vi hau hét chiing ta tiép tuc bi bao vay bai
cac nhu cau vé thoi gian hon mic minh c6. Qua thoi gian, khéi lwgng cong
viéc tiép tuc gia tang, sy cang thang quay trd lai va ap Iwc udng rwgu bia
cang tang them.

Dbiéu lam cho cau tric “hodn déi gdnh ndng” am i bén trong la vong
tron tang cwong mo ho da dugc né thic day, lam tang s 1€ thudc vao cac
gidi phap triéu chitng. Nguwdi uong nhiéu bia rewgu cudi cung ciing kham
pha ra chinh minh c6 tat nghién rugu. Stc khoe cta ho kém di. Khi sy tw
tin va 6c phan doan cua ho bi hao mon, ho cang mat kha nang giai quyét
van dé khdi lwgng cong viéc ban dau ctia hg. Bé theo ddi nhitng nguyén
nhan cta vong tron tang cwong do, hdy twéng twgng ban dang di chuyén
theo “vong s0 8” dugc tao ra bdi hai tién trinh phan hoéi tang cwong: cang
thang xudt hién, dan dén viéc uong nhiéu bia rwgu hon, nho dé bét cang
thang, lam cho it cdm thdy phai gidm khoi lwgng cong viéc, tir d6 lam viéc
nhiéu hon, bi cang thang nang hon.

BIA RUQU o —

cdve TiinG ‘%‘M S R
i3
T
cir crim
KHOT
LUONG

Co6 nhitng dong luc gay nghién chung. Thyc t€, hau hét tit ca cac hinh
thitc nghién déu lién quan dén cau tric “hodn déi gdnh ndng”. Tat ca lién
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quan dén viéc chon lya nhitng giai phap triéu chitng, su suy yéu tw tir kha
nang tap trung vao nhitng gidi phap nén tang. Véi dinh nghia nay, cac t6
chitc va toan thé xa hdi cling c6 thé vieéng vao “nghién ngap”, nhw nhitng
ca nhan rieng lé.

Nhitng cdu tric “hodn doi gdnh ndng” c6é xu hudéng lam giam cac con
khting hoang dinh ky, khi triéu chitng cang thang hién ra. Nhitng con
khting hodng thuong dugc gidi quyét bai gidi phap triéu chitng, lam cho cac
triéu chitng tam thoi dwgc cai thién. Diéu it 10 dién hon la mot xu hwéng ha
thap tinh hinh sitc khée vé dai han: sttc khée tai chinh d6i v6i doanh nghiép
hay sttc khée co thé doi véi titng cd nhan. Nhitng triéu chitng van dé cang
ngay cang xau di. Sy suy sup khong duwgc nhan ra cang lau, hay con nguoi
cho dgi dé duwong dau véi cac nguyén nhan nén tang cang lau, thi cang khé
ddo ngwoc tinh hudng. trong khi phan *ng nén tdng mat di sitc manh, cac
phan @ng triéu chitng phat trién ngay cang manh hon.

o “rifv Tay
EIA RUQT

ﬁjﬂ.imiwﬁ KIEM
SOAT K0T LUGNG
Py céwG vike

......

.

LAM THE NAO KiCH HOAT PON BAY

Dé gidi quyét hiéu qua cau trac “hodn d6i gdnh ndng”, can mot s két
hop gifta tang cwong sitc manh cta phadn tng nén tdng (fundamental
response) va lam yéu phan @ng triéu chitng (symptomatic response). Tinh
cach ctua nhitng t6 chitc thwong duwgc boc 16 qua kha nang (hay su bat luc)
khi dwong dau véi nhitng cau tric ndi trén. Tang cwong phan ng nén tang
doi hoi mot dinh huwéng dai han va mot nhan thitc vé tam nhin chung.
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Khong c6 mét tam nhin vé thanh cong bang cach déi mdi san pham, ap luc
lam léch hwéng dau tw vao gidi quyét van dé ngan han sé lam ban kiét stic.
Néu khoéng cé tam nhin ctia d6i ngii quan ly day ky nang “huwéng vé con
nguoi”, thoi gian va nang lwgng dé phat trién nhitng ky nang dé sé khong
xdy ra ngay. Khong cé mot tam nhin chung vé vai tro chinh phu c6 thé va
nén thé hién dé moi nguwdi dong thué tung ho, sé khong c6 gidi phap dai han
nao dé can bang thu nhap va chi phi caa chinh phu.

Lam yéu nhitng phan ng triéu chitng doi héi y chi dé ndi sy that vé
nhitng liéu phap gidm dau va nhitng gidi phap “c6 vé tét”. Nhitng nha quan
ly phai thira nhan, vi du quang cao cé thé gianh thi phan tir doi thu canh
tranh, nhung khong mé rong thi treong theo bat ky phwong dién quan trong
nao. Va nhitng chinh trj gia phai thtra nhan rang sy khang cy ho duwong dau
khi tdng thué dén ti* nhan thitc la chinh pha tham nhiing. Phai dén khi nao
ho gidi quyét mot cach dang tin cay suw tham nhiing, ho md&i c6 thé tang thué
cling nhu giam chi tiéu cua chinh phu.

Mot minh hoa tuyét voi vé nguyén ly don bay trong cau tric “hodn
d6i gdnh ndng” la mot s6 chwong trinh cai nghién ma tiy va cai nghién
rwou hiéu qua nhat. Ho mot mat tuyén bé la ngudi ta d6i dién véi tat nghién
ngap, trong khi mat khac t6 chitc nhitng nhém ho trg va huan luyén dé gidp
ho phuc hoi. Vi du nhw, chwong trinh thanh cong cao cta hoi H6 Trg Nguoi
Nghién Rugu V6 Danh (Alcoholics Anonymous) da tao ra sy ho trg dong
dang manh mé, giip moi ngwoi tai phuc héi kha nang dwong dau véi bat ky
van dé gi ma thic day ho uong ruwou, véi mot y thitc vé tam nhin la nhitng
van dé do cé thé dugce gidi quyét. Ho cling ép budc nhitng ngwoi dé thira
nhan rang “T6i nghién ruwgu va sé nghién rugu sudt doi”, dé cho giai phap
triéu chitng khong thé am tham hoat dong dwoc[9].

[9]. Thong tin vé H6i Ho trg Nguoi Nghién rugu vé danh (Alcoholics

Anonymous) cé thé tim thdy ¢ nhitng sdch sau: Alcoholics Anonymous -
Hoi Nghién ruou v6 danh, 1976; Living Sober - S6ng tinh tdo, 1975;
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Twelve Steps and Twelve traditions - Mwoi hai budc va muoi hai truyén
théng, 1953; déu dugc xudt ban béi Alcoholics Anonymous World Services,
Inc. - Lién hiép ho trg nghién rugu vé danh thé gidi, dia chi P.O. Box 459,
Grand Central Station, New York, NY 10163.

Trong kinh doanh, vi du vé nhitng nha quan ly tr¢ nén 1€ thudc vao
nhitng nha t van nhan sy ngay cang nhiéu, kha nang cua chinh nhitng nha
quan ly dé phai dwgc phat trién manh mé, tham chi ngay ca khi diéu nay
doi héi mot sy dau tw ban dau 16n hon. Nhitng chuyén gia nhan sy phai tre
thanh nhitng nguwoi hudn luyén va hwéng dan, thay vi nguwdoi lam thay, dé
gitup nhitng nha quén ly phat trién k§ nang c4 nhan cua chinh ho.

Doi khi nhitng giai phap triéu chitng la khong can thiét - vi du nhw khi
diéu tri mot nguwoi bi bénh do hit thuéc va uéng rugu. Nhung nhitng giai
phap triéu chitng phai luén luén dwgc thira nhan, va két hgp véi nhitng
chién lwgc dé phuc hoi kha nang tim ra nhitng giai phap nén tang, néu dong
lyc hoan d6i ganh nang bi gidan doan. Néu nhitng gidi phap triéu chiing
dwgc x ly nhw thé ching la nhitng gidi phap nén tang, thi viéc tim kiém
giai phap nén tdng cham dit va viéc hoan déi ganh nang bat dau.

LAM THE NAO TAO RA CAU CHUYEN “HOAN POI GANH
NANG” CUA CHINH BAN

C6 3 manh moi vé sy hién dién cia mot cdu tric “hodn doéi gdnh
ndng”. Pau tién, c6 mot van dé dan dan tré nén té hon trong dai han - mac
du thwong thi n6 c6 vé tét hon trong mot thoi gian ngan. Hai la, sitc khée
chung cta hé théng dan dan xdu di. Ba la, c6 mot cam gidc ngay cang tang
vé sy bat lyc. Nguoi ta bat dau cdm thdy nhén nho - ho da giai quyét dugc
van dé cua ho ma - nhung thay vao do két thic vGi cam giac ho la nhitng
nan nhan.
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Cu thé, hay tim nhitng tinh huéng c6 su phu thudc, trong d6 ban cé
cam giac la nhitng van dé thuc sy, nhitng van dé sau xa hon, 1a hoan toan
chwa bao gio dugce gidi quyét hiéu qua. Mat lan nita, mét khi ban gap mot
tinh trang nhw thé, hdy xem ban cé thé xac dinh cac yéu t6 thich hgp cta
vong lap tang cwong va can bang hay khong.

[ ]

“GIAT PHAP"
TRIET CHUNG

ETE.
L1 % TAC DUNG

LA

GLAT PHAP
NEN TANG

Khéi dau bang viéc xac dinh “triéu chitng ctia van dé”. Do sé la “banh
xe cOt két” thu hut sw chi y - vi du nhw sy cang thang, sy yéu kém ctia nhan
vién dudi quyén khi gidi quyét nhitng van dé cap bach, thi phan bi giam
sut. Khi d6 hay xac dinh mot “giadi phap nén tang” (c6 thé c6 nhiéu hon mot
giai phap) - mot loat hanh dong ma ban tin la c6 thé dan dén su cai thién
lau dai. Sau do, hay xac dinh mot hay nhiéu “giai phap triéu chitng”, gitp
cai thién nhitng triéu chitng trong mot thoi gian ngan.

Thuyc ra, “nhitng giai phap nén tang” va “nhitng giai phap triéu chitng”
la nhitng thuat nglt twong doi, va diéu quan trong nhat la nhan ra nhitng
cach da dang ma mot van dé cé thé dwoc xac dinh, tir khia canh nén tang
sau sac nhat dén khia canh bé ngoai hdi hot nhat.

Sau d6 hdy xac dinh “nhitng tadc dung phu” c6 thé tiéu cuc cta giai
phap triéu chirng.
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Sy thau hiéu quan trong nhat vé hodn d6i gdnh ndng sé dén tur viéc (1)
phan biét dugc nhitng loai gidi phap khac nhau; (2) thay duwoc viéc tin cay
vao nhitng gidi phap triéu chitng cé thé khién cang ngay ban cang phu
thudc vao ching nhw thé nao. Vi tri don bay sé luon lién quan dén viéc tang
vong tron bén dwdi, va’/hodc lam yéu vong tron bén trén. Cling nhu véi
nhitng gidi han ctia tang tredng, t6t nhat nén thir nghiém két lun ctia ban &
day v6i nhitng hanh dong nhé - va chd thoi gian thi nghiém chin mu6i. Cu
thé, tang cwong mot kha nang da bi suy yéu sé mat mat thoi gian kha dai.

Mau hinh nay va nhitng mau hinh “nguyén mau hé thong” khac dugc
tao ra dudi sy dong y cua Hiép Hoi Boi Mdi (Innovation Associates), theo
dé ching duwgc dung trong cac budi hoi thao Leadership and Mastery and
Business Thinking: A Systems Approach - Ldnh dao, Lam chu va Tv duy
kinh doanh: mét cdch tiép cdn hé thong.

Gidi han cua tdng trudng va hodn doi ganh ndng la hai trong so cac
nguyén mau hé thong can ban. Nhiéu dang khac da dugc gigi thiéu trong
cac chuwong tiép theo. (Phu luc 2 tém tat tat cad cac nguyén mau dwgc s
dung trong sach nay). Khi cac nguyén mau da dwoc thau hiéu, chiung két
hop v6i nhau thanh cac dang thitc hé théng tinh vi hon. Nhitng “cau” don
gian trd thanh nhitng phan cta doan van. Cau chuyén don gidn dugc nang
cap thanh nhitng cau chuyén bao quat hon, vGi nhiéu dé tai da dang, nhiéu
nhan vat va nhitng c6t truyén phtc tap hon.

Nhitng nguyén mau khdi dau tién trinh thau hiéu suy nghi hé thong.
Bang cach s dung cac nguyén mau, ching ta bat dau thay cang ngay cang
nhiéu cac vong nhan qua trong hoat dong hang ngay cua chiing ta. Qua thoi
gian, diéu nay ty nhién dan dén suy nghi va hanh dong co6 tinh hé thong
hon.

Pé xem xét cach nguyén mau hé thong dugc dwa vao thuc tién,
chwong tiép theo khdo sat mot cach trong dé nhitng gidi han tang tredng va
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hoan do6i ganh nang dwgc chitng minh la c6 tac dung - trong viéc hiéu dugc
vi sao mdt cong ty vGi tiém nang phat trién vi dai lai cé thé that bai trong
viéc hién thyc hoa tiém nang do.
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CHUONG 7: SU TANG TRUONG TU DUY TRI
HAY TU GIOT HAN

That khé pha nhan nguyén ly don bay. Nhung trong doi thyc hau hét
moi ngudi khong tim ra don bay trong hé thong. Nhitng cach suy nghi phi
hé thong cua chiing ta luén dan ching ta dén ch nhitng thay doi c6 tinh don
bay thap. Bagi chiing ta khong thdy nhitng cau tric bén duwdi hanh dong cta
minh, ching ta tap trung vao nhitng triéu chitng thé hién sy cang thang ro
nhat. Chiing ta sita chita hay cai thién nhitng triéu chitng, nhung nhitng no
lye dé6 t6i da cling chi lam van dé tot hon trong ngan han, va thuwong té hon
trong dai han. Muc dich ctia cac nguyén mau hé thoéng, vi du nhw nhitng
gidi han cta tang treéng va viéc hoan doi ganh nang, la dé gidp con ngudi
thdy dwoc cac cau tric dé va nho vay tim ra dugc don bay, dac biét & gitra
nhitng ap lwc va dong chay doi lap trong nhitng tinh huéng kinh doanh doi
thuc.

Vi duy, hdy cung xem xét mot cau chuyén c6 thyc ma ching ta thuong
gdp ngay nay qua ngay khac. Thyc ra, truong hgp duéi day la mot tap hgp
nhitng chi tiét t* nhiéu vi du cu thé da dang bao ham cau chuyén twong
tw[1].

[1]. M6 hinh phdt trién dudi ddy bat nguon tir nghién cttu ban dau cua
Jay Forrester vé sy phdt trién doanh nghiép: (Jay W.Forrester, “Modeling-
the Dynamic Processes of Corporate Growth” (M6 hinh hoa nhitng tién
trinh dong luc cua sv phdt trién doanh nghiép), Hoi nghi chuyén dé khoa
hoc mdy tinh cua IBM vé cdc mbé hinh va tro choi mé phdng (thdng
12/1964), va J.W.Forrester, “Market Growth as Influenced by Capital
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Investment” (Sw phdt trién thi truong dudi tdc dong cua dau tw von), tap
chi Industrial Management Review, 1968, trang 83-105.

KHI CHUNG TA TAO RA “NHUNG GIOI HAN THI
TRUONG” CHO CHINH MINH

Gitra thap nien 1980 mot cong ty dién t&¢ mGi dwgc thanh 1ap v6i mot
san pham k¥ thuat cao doc ddo - mot loai mday vi tinh ky thuat cao mai.
Nho vao bi quyét cong nghé va ky thuat dac biét, WonderTech chiém linh
phan khtic thi treong nay. Nhu cau d6i vdi sén pham ctia cong ty 1a khong
16, va c6 da so lwgng nha dau tw dé dam bao ho trg tai chinh cho cong ty
phat trién.

Nhung khéi dau véi mot sy phat trién nhanh nhv chdp, cong ty lai
khong duy tri dugc téc do phat trién cia minh sau ba nam dau hoat dong.
Tham chi cu6i cing né suy sup dén mitc pha san.

S6 phan nay khong ai dam nghi dén trong su6t ba nam dau hoat dong
cta WonderTech, khi doanh s6 tang gap doi sau moi nam. Thuyc ra, doanh
s0 ban hang rat tot lam cho cong ty con ng mot sd lwgng hang chwa giao
don dong trong nam hoat dong thi¢ hai. Tham chi khi cong ty gia tang cong
sudt san xuat (md& thém nha mdy, tang ca san xudt, ap dung ky thuat mai),
thi nhu cau van tang lam cho thoi gian giao hang cang cham thém mot chit.
Ban dau cong ty cam két sé giao hang trong vong 8 tuan, va né gitt dinh git
nguyén tiéu chuan dé. Nhung mot cach ty hao, ban diéu hanh cong ty noi
v6i nhitng nha dau tw “Nhitng may tinh cia ching ta t6t dén ndi cé nhiéu
khach hang san sang chd doi 14 tuan dé duwgc nhan hang. Chung ta biét dé
la mot van dé can phai khac phuc, nhung du sao ho van hai long cho doi
dwoc nhan hang, va khi c6 dugc loai may do, ho sé yéu thich ching”.

Ban diéu hanh cong ty biét rang ho phai tang nang suat san xuat. Sau 6
thang nghién cttu, trong khi phan xwdng sdn xudt tang tir lam viéc mot ca
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1én hai ca, ho quyét dinh vay tién dé xay dwng mot nha may mdi. Dé dam
bdo la ty 1€ tang trwdng gilt vitng, ho don hau hét doanh thu c6 dwgc vao
khau ban hang va tiép thi. Vi cong ty ban hang chi qua mot Iyc lwgng ban
hang tryc tiép, nén viéc dé c6 nghia la tuyén dung va dao tao thém nhan
vién ban hang. Qua nam hoat dong thi ba cua cong ty, doi ngli ban hang
tang lén gap doi.

Nhung mac du vay, doanh thu bat dau sut gidm vao cudi nam thi ba.
Pén gitta nam thit tw, doanh thu da roi xuéng mitc khiing hoang. Buong do
thi ciia doanh thu c6 thé dwgc hinh dung qua so do bén dudi.

3 & 10 NAM

Vao lic nay, nha may méi bat dau di vao hoat dong. Vi pho chu tich
phu trach san xuat néi “Ching ta da tuyén dung tat ca nhitng nguwdi nay.
Gio phai lam gi v6i ho day?”. Ban diéu hanh bat dau hoang sg khong biét
phai trinh bay v&i cac nha dau tw nhu thé nao, sau khi ho da st dung tat ca
von liéng vao nhitng thiét bi sdn xudt méi. Duwong nhuv tit cd moi nguoi
trong cong ty cung lic do don trach nhiém vao mdt ngwdi: vi pho chu tich
phu trach tiép thi va ban hang.

Khong c6 gi dang ngac nhién, vi tredc day ong pho chu tich nay da la
mot ngbi sao sang trong cong ty. Doi ngili cia ong ta da hoan thanh xuat sac
nhiém vu trong thoi ky bung n6é dau tién va 6ng ta dugc dy doan la sé dugc
thang chic. Gio day co sy sut giam, va ong ta phai chiu ap lwc khoi phuc
doanh so6 ban hang. Vi vay ong ay ap dung cach giai quyét thong dung nhat.
T6 chitc nhitng budi hop doi ngii ban hang xuat sac v46i mot thong diép duy
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nhat: “Ban hang! Ban hang! Ban hang!”. Cho théi viéc nhitng ngudi co
doanh so6 thidp. Tang bién phap khuyén khich ban hang, cong thém chiét
khau ban hang, va cho thuc hién nhitng chién dich quang cdo mo ta loai
may do theo mot cach mai va thu vi ho

Va that su doanh s6 lai bat dau tang 1én. Vi phé chu tich ban hang va
tiép thi lai mot lan nita dugc tuyén dwong nhu anh hung, mot dong lyc tai
sinh ddm nhan trach nhiém trong mot tinh huéng kh6 khan. Mot lan nita,
WonderTech & trong vi thé lién tuc c6 cac don hang gia tang. Tham chi cac
don dat hang tredc lai tang mot 1an nita. Va sau mot nam, thdi gian giao
hang lai tang 1én mot lan nita - dau tién la 10 tuan, sau d6 la 12 va tham chi
16 tuan. Viéc can nhac tang cong suat lai dwgc dwa ra mot lan nita. Nhung
lan nay, bi nhac nhé bédi s kién triwdc day, ban diéu hanh than trong hon.
Cudi cung, mot thiét bi mdi cling dwgc phé duyét. Nhung gan nhw ngay
cung lic d6, mot cudc khing hoang vé doanh so lai bat dau. Sy sut giam
qua nghiém trong dén noi vi pho chu tich tiép thi va ban hang bi mat chitc.

Qua cac nam ké tiép, va qua cac doi giam doc tiép thi lién tiép bi thay
doi, tinh hudng twong ty lai tai dién. Sy tang trwdng doanh so dién ra mot
cach boc phat, luén luén theo sau béi mot thoi ky tang tredng thap hoac
khong tang tredng. Mo hinh nay c6 thé dugce hinh dung qua so d6 bén dudi.

3 & 10 NAM

Cong ty tang trudng mot cach vira phai, nhung khong bao gio hoan
toan dat dén tiém nang von c6 cia minh. Dan dan, ban diéu hanh bat dau s¢
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rang cac cong ty khac c6 thé hoc duwgc bi quyét san xuat san pham canh
tranh. Ho cudng cuong thyc hién nhitng cai tién khong dwgc can nhac ky
cang trén san pham. Ho tiép tuc day manh vao linh vuyc tiép thi. Nhung
doanh thu khong bao gid quay lai ty 1€ tang trwdng ban dau. “Thoi hoang
kim” da chia tay WonderTech. Cudi cung, cong ty giai thé.

Trong tuyén b6 cudi cung ctia minh véi vai thanh vién ban diéu hanh
con sot lai, vi gidam doc diéu hanh n6i “Ching ta da hoan thanh nhiém vu
trong treong hgp nay, nhung nhu cau khéng con ton tai. R6 rang day la mot
thi truong gidgi han - mot phan doan thi tredng ma ching ta da lap day”.

Cau chuyén cua WonderTech khong phai la mot chuyén la thvong. Cir
trong muwoi cong ty dwoc thanh 1ap, c6 mét nira sé bién mat trong nam nam
dau hoat dong, chi c6 bén céng ty séng sét dén nam tht mwdi, va chi cé ba
cong ty ton dai dén nam th mwoi lam[2]. Bat ci khi nao mot cong ty that
bai, ngwoi ta luén luén nham dén cac sy kién dac biét dé giai thich “nguyén
nhan” cua sy that bai: van dé vé san pham, doi ngii quan ly yéu kém, thiéu
nhan sy gioi, canh tranh qua mitc, hay s suy sup ctia ca nganh nghé. Tuy
nhién, nhitng nguyén nhan hé thong sau xa hon khéng dwgc nhan ra. Véi sy
giup d& cua cac nguyén mau hé thong, nhitng nguyén nhan dé thuong co
thé dwgc nhan ra va trong nhiéu treong hgp, cé thé hinh thanh nhitng chinh
sach thanh cong. Sy tré tréu cia WonderTech 1a, vGi san pham va thi phan
ctia minh, ho cé day da kha nang dé phat trién trong nhiéu nam, chit khong
chi hai hay ba nam.

[2]. David Birch, Job Creation in America - Tao ldp cong viéc & My
(NXB Free Press, New York), 1987, trang 18.

Nhitng nha quan ly cia WonderTech khong thé nhan ra nguyén nhan

cta su suy sup cua chinh ho. D6 khong phai do thiéu thong tin. Ho cé tat ca
nhitng dit liéu quan trong nhat - nhitng di liéu twong tw ban nam dwoc sau
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khi doc cau chuyén nay. Nhung ho khong thé nhan ra cau tric tiém an trong
nhitng dit liéu do.

Nhr 1a mét nguwdi suy nghi hé thong chan dodan van dé cuaa
WonderTech, ban c6 thé tim ra cAc manh mdi - bat cit diéu gi c6 thé dan
dén mot nguyén mau. Ban c6 thé bat dau v6i nhitng mo hinh hanh vi ro
rang: su tang trudng xudt hién ban dau, tw khuéch dai n6 manh hon va
manh hon. Nhung sy tdng tredng dan dan cham lai, va cudi cung doanh thu
ngung tang trudng hoan toan. Mo hinh nay la triéu chitng c6 dién cua cau
truc gioi han cua tdng trudng.

Co nhiéu tién trinh tang cwong (khuéch dai) c6 thé gy nén sy tang
tredng doanh thu nhanh chéng ban dau cia WonderTech. Sy dau tw vao san
pham, dau tv vao quang cao, nhitng théng tin truyén miéng vé san pham -
tat cd c6 thé thuc day nhitng thanh cong qua khit tré thanh thanh cong
twong lai. Nhung mot tién trinh tang cwong dac biét hién nhién trong cau
chuyén cua WonderTech dugc tao ra ti viéc dau tw doanh thu vao viéc lam
tang d6i ngli ban hang: ban hang nhiéu hon nghia la lgi nhuan nhiéu hon,
nghia la tuyén thém nhan vién ban hang, nghia la doanh thu lai tang 1én.

sd LUgNG BN
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Phan con lai cta cau tric gidi han cta tdng trudng di nhién la nhitng
tién trinh can bang (6n dinh). Piéu gi dé lam téc d6 tang doanh s6 gidm
xuong. Nhitng doanh s6 chi giam khi mot thi trwong bao hoa, khi mic do
canh tranh tang cao, hay khi khach hang thay doi. Trong tredng hop nay,
nhu cau mua may tinh cia WonderTech van cao, va khong c6 déi tha canh
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tranh 16n nao cd. Cé mét nhan t6 lam cho khach hang rt lui: thoi gian giao
hang qua 1au. Khi don dat hang tredc tang twong @ng véi nang suat san
xuat, thoi gian giao hang tang. Hinh thanh mot tai tiéng vé dich vu giao
hang kém, cu6i cung lam cho doi ngli ban hang khé ban thém hang. Cau
truc gidi han cua tdng trudng duge minh hga nhv sau:
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Trong mot cdu tric gidi han cua tdng triong, diéu té nhat ban c6 thé
lam la day manh tién trinh tdng cwong. Nhung dé lai chinh la diéu ma
nhitng nha quan ly ctia WonderTech thuwe hién. Ho c6 gang danh Itta lai cho
“dong co tang trudng” thong qua sy khuyén khich ban hang, chién dich
quang cdo va cai tién thém cho san pham - ma khéng cé viéc gi trong s6 do
c6 tinh don bay. Trong mot cdu trac gidi han cta tdng truéng, don bay nam
¢ tién trinh can bang.

Tai sao tién trinh can bang dé khong dwoc chd y? Trwdc hét, nhitng
nha quan ly thién vé quan tri tai chinh & WonderTech khéng c6 su quan tam
ding mic vé dich vu giao hang. Ho chu yéu theo doi doanh s6, 1gi nhuan,
hiéu qua dau tw va thi phan. Cho dén khi doanh nghiép con hoat dong tot,
thi dich vu giao hang van khéng la méi quan tam ctia ho. Thém vao do, thoi
gian giao hang tang 1én khi toc d6 tang doanh s6 va lgi nhuan tang nhanh,
vi vay it cé sy quan tdm toan dién nao. Khi tinh hinh tai chinh yéu di, ap
lyc chuyén sang day manh ban hang. Thwong thi vao lic do, thoi gian giao
hang da thuc sy bat dau gidm bét béi vi cac don dat hang da giam. Do do,
bat ké ltc thuan lgi hay lic khé khan, ban diéu hanh van rat it quan tam dén
thoi gian cac khach hang phai cho dgi dé dugc giao may tinh.
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Tham chi néu ho cé quan tam, thi ho cling khéng nghi thoi gian giao
hang la nhan t6 cha chét anh hwéng dén doanh s6 ban hang. Thoi gian giao
hang cang luc cang tang trong vong mot nam rudi trugc khi khung hoang
doanh s6 dau tién xudt hién. Diéu d6 cang cung c6 thai do cia ban diéu
hanh “Khaquan tam viéc giao hang tré hen”. Nhitng tinh t man dé da bi
dat sai cho; khach hang thdt sy quan tdm, nhung sw quan tam cta ho bi che
mo& bdi mot sy tré nhip bén trong hé théng, lam cho ban diéu hanh cta
WonderTech khong nhan thdy. Khi mot khach hang néi “T6i mudn dugc
giao may trong vong tam tuan”, nhan vién ban hang c6 thé dong y dap tng
diéu kién d6. Nhung sau chin, muwgi hay muai hai tuan, van khong cé6 may
dé giao. Sau nhiéu thang nita, nhitng 10i than phién vé viéc nay lot ra ngoai.
Tuy nhién, s6 lwgng khach hang tiém nang la khong 16. Va 16i don chi c6
tac dung rat it cho dén khi bung no6 thanh mot tai tiéng pho bién. Sy tré nhip
gitta “Thoi Gian Giao Hang” va “Kh6 Khan Cuaa Poi Ngii Ban Hang” cé
thé 1én dén sau thang hodc hon nita.

Nhitng nha quéan ly cia WonderTech da tr¢ thanh nan nhan caa suw
thiéu nang hoc tap c6 dién khi khong thé nhan ra nguyén nhan va két qua
cach biét nhau vé thdi gian. Néi chung, néu ban chd cho dén khi nhu cau
giam xuong thi mdi quan tam vé thdi gian giao hang, thi da qua tré. Viéc
giao hang cham da thyc sy bat dau tam thdi ty diéu chinh. Tai WonderTech,
thoi gian giao hang té hon trong nam thit ba, nam cu6i cting khi céng ty van
con toc do phat trién nhanh. R6i né dugc cai thién trong thoi ky suy sup sau
do, va lai trd nén t6i té lan nita khi doanh s6 tang lén.

Trong toan bo lich s* mwoi nam hoat dong cua cong ty, c6 mot xu
hwéng chung vé thoi gian giao hang, nhung bi gian doan béi sy cdi thién
theo chu ky. Ké bén dé la mot sy suy giam tw tir trong sttc khoe chung cta
ca hé thong - thé hién trong toc do tang trwdng cham va lgi nhuan bi sut
giam. Cong ty kiém tién nhanh chéng, nhung mat tién cling dién cuong
trong moi thoi ky suy sup. Trang thai sung suwéng caa thoi ky phat trién dau
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tién da dan dén sy nan long va tham chi sy that vong. Cudi cung ngudi ta
cam thay nhw thé ho la nan nhan. Ca nhan vi giam d6c diéu hanh con néi
cong ty da bi mé muodi baéi nhitng dy doan tiép thi vé mot thi treong tiém
nang khong 16 chwa tirtng dugc nhan ra.

Dbiéu khong ai nhan ra la tinh huéng tai WonderTech cling mo td mot
cdu tric hodn doi ganh ndng c6 dién. C6 mot triéu chitng van dé (thoi gian
giao hang) c tiép tuc xau di, bat chap nhitng cai thién dinh ky. Sttc khoe
chung cia doanh nghiép ciling c tiép tuc xdu di, va cdm giac bi ltra gat
ngay cang tang. L.a mot nguwdi suy nghi hé thong, dau tién ban nén xac dinh
triéu chitng chinh d6, va nhitng phan @ng triéu chitng va phan ng nén tang
do6i v6i no. Trong truong hgp nay, phan tng nén tang (vong bén dudi trong
so do duédi day) la m& rong nang suat dé kiém soat thdi gian giao hang.
Thoi gian giao hang vugt qua tieu chuan ctia WonderTech cho thdy nhu cau
phdi tang nang suat, ma md&t khi né di vao hoat dong, sé khac phuc thoi
gian giao hang cham. Nhung néu phan ng nén tang nay cham xuat hién,
ganh ndang hoan doi sang phan ng triéu chitng (vong tron & trén) la sy bat
man cta khach hang khi s6 don dat hang gidm. Vi cac nha quan ly cta
WonderTech khong giai quyét van dé thoi gian giao hang kéo dai bang cach
nhanh chéng tang nang suat kip thoi, nhitng khach hang bat man “giai
quyét” van dé bang cach tranh xa san pham cta cong ty.
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Hon nita, do ban quan ly ciia WonderTech khéng quan tam diéu chinh
theo qua trinh khach hang bat man phan hoi, phan @ng triéu chitng cé xu
hwéng ngay cang manh hon - nhw nhitng gi ban ky vong ti* mot cau tric
hodn doi gdnh ndng. Diéu nay xay ra khi tai tiéng vé dich vu giao hang té
hai cia WonderTech lan ra thi trwong; bat ct khi nao WonderTech giao
hang cham hon nita, thi 16i don dai cang lan truyén nhanh hon. Trong khi
dé, phan tng nén tang yéu di. Bi day dit vi khi nang suat tang thém thi lai
khong dugce st dung hét do don dat hang giam trong nam thi¢ tw, ban diéu
hanh ctia WonderTech tré nén than trong trong viéc thuc hién ké hoach tang
nang sudt mGi. Diéu nay cé nghia la cong sudt cia phan xwéng mdi can
nhiéu thoi gian hon nita dé di vao hoat dong - hodc khong bao gio di vao
hoat dong ca. Vao liic cac nha quan ly cia WonderTech san sang dé tang
nang sudt, phan ng triéu chitng da that sy xoa diu ap lyc, thoi gian giao
hang da bat dau gidm xuéng, va sy mé rong nang sudt khéng con hgp ly
nita. Ho nhan dinh “Hay chd dgi mot thoi gian trwde khi xay dung dé dam
bao la nhu cau khach hang van con cao”.

Thuc ra, c6 mot cugc dua dang dién ra gitra hai phan ng. Qua thai
gian, phan ng triéu chitng tré nén nhanh hon, trong khi phan tng nén tang
ngay cang cham di. Két qua chung cudc la dan dan phan ng “nhitng khach
hang bat man” ganh ldy ganh nang kiém soat thoi gian giao hang.

Thuyc ra, s6 phan cia Wondertech hoan toan c6 thé thay doi. C6 mot vi
tri don bay trong cdu tric da hoan toan bi bé sét: muc tiéu ban dau cia
cong ty vé tiéu chuan giao hang trong tdm tuan. Trong cdu tric hodn doéi
gdnh ndng, viéc dau tién mét nguoi suy nghi hé thong tim kiém la: diéu gi
co thé lam yéu di phan ting nén tdng. Trong truong hop nay, cong ty da cé
mot tiéu chudn giao hang - tdm tuan - nhung né hién nhién khéng bao gio
la mét van dé 16n doi voi nhitng nha quan ly chi quan tdm vé tai chinh.
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Sau ba nam, cong ty da quen véi tiéu chuan thuc sy 1a mwoi tuan, ho
da gap rac roi 16n khi viéc kinh doanh bung phét. Qua thoi gian, khi van dé
giao hang quay trd lai, tiéu chuan nay tiép tuc bi budng 16ng. Khong ai nghi
nhiéu vé né, it nhat la trong doi ngii quan ly cap cao.

Nhu da xay ra, vi pho cha tich tiép thi va ban hang thir hai da théng
tin vé sy bat man caa khach hang vé thoi gian giao hang dén ban diéu hanh.
Nguoi cung vi tri vGi 6ng ta & bo phan san xuat thira nhan rang déi khi san
xuat khong da dé giao hang theo cac don dat hang tir trwdc. Nhung ban
diéu hanh no6i “Vang, ching t6i biét d6 la mot van dé, nhung ching ta
khong thé voi va dau tw mot khoan 16n trir khi chiing ta chac chan la nhu
cau cua khach hang van dugc duy tri”. Ho khong nhan ra rang nhu cau
khong bao gio dwoc duy tri cho dén khi ho thue hién xong viéc dau tw.

Ching ta sé khong bao gio biét chac chan diéu gi c6 thé xay ra néu
cong ty c6 sy quan tam chat ché vé muc tiéu gilt tiéu chuan giao hang tam
tuan lic dau va dau tw manh mé vao nang suat san xuat dé dap (tng muc
tieu do. Tuy nhién chung toi da thyc hién mot gia lap (simulation) dya trén
cau tric nay (két hgp gidi han cua tdng truéng va hodn doéi ganh ndng) va
sO liéu doanh thu thuc t€, trong do thoi gian giao hang tiéu chuan khong
dwgc phép bi pha v, budc nang suat phdi tang thém. Trong gia lap nay,
doanh s6 tiép tuc tang nhanh chéng trong vong muwdi nam, mac du cling c6
nhitng thoi ky tang cham. Thoi gian giao hang dao dong, nhung khong
duwgc kéo dai thém va tiéu chuan phai dwgc cd6 dinh & mirc tdm tuan.
WonderTech da c6 thé hién thic héa tiém nang phat trién thiye si ctia minh.
Vao cudi thoi ky muwdi nam, doanh s tang gap nhiéu lan so vai treong hop
thue té[3].
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[3]. S6 liéu nay duoc cung cdp bdi gid | mdy tinh vé mdi tuong quan
gitra cdu tric WonderTech v&i mét tiéu chudan thoi gian giao hang co6 dinh.
Sv gid Idp bao gébm mét gid thiét don gidn héa vé thi truong tiém ndng vo
han, von la su thdt co ban tai Wondertech nhitng nam dau. Tham chi véi
nhirng gidi han thuc té trong thi truong tiém ndng, van co mét cdi thién
ddng ké trong hanh vi khi tiéu chudn giao hang dugc giir co dinh. Gia Idp
nay dugc thuc hién voi STELLA, mot chuong trinh mo phong va xdy dung
moé hinh suy nghi hé thong dugc cung cdp boi High Performance Systems.
Moé hinh gia Idp thuc sv dugc st dung da duoc gidi thiéu & tdc phdm cua
Jay Forrester, 1968 va P. Senge, “Systems Principles for Leadership -
Nhitng nguyén tdc hé théng danh cho ldnh dao” trong Transforming
Leadership - Bién doi Nghé thudt lanh dao”, J. Adams bién tdp (NXB Miles
River Press, Alexandria, Va), 1984.

Vi phé cha tich tiép thi va ban hang dau tién da cdm thiy dwoc nhitng
van dé. Ong ta da tuyén b tir dau 14 WonderTech dé an dinh sai ning suét
san xudt cta cac nha mdy. Ong ta néi “Ching ta chi so sanh ning suét vdi
sO lwgng don dat hang da cd, thay vi véi s6 lwgng don dat hang tiém nang
ma ching ta c6 thé cé néu chiing ta hoat dong theo thdi gian giao hang tiéu
chuan”. Tiéc la ly 1é trén bi xem la sy bién ho cho két qua ban hang yéu
kém, va quan diém ctia 6ng ta bi phét 10. Tuy nhién 6ng ta lai khong cé
cach nao dé giai thich suy nghi ctia minh. Néu nhw 6ng ay c6 thé mé ta cac
nguyén mau hé thong, c6 1é nhiéu ngwoi hon sé nhan ra diéu ma 6ng ta cam
thay.
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Thyc ra, nhitng dong luc tinh t€, kho nhan ra cia WonderTech xac
nhan mot tryc giac cua nhiéu nha quan ly c6 kinh nghiém: diéu quan trong
nhat la gitt mot tiéu chuan hoat dong then chot “bat chap moi khé khan”, va
dé lam bat c& diéu gi dé gilt nhitng tiéu chuan d6. Nhitng tiéu chuan quan
trong nhat la nhitng diéu c6 y nghia nhat doi vdi khach hang. Ching thuong
bao gom chat Iwgng san pham (thiét ké va san xuat), thoi gian giao hang, do
tin cdy va chat lwgng dich vy, sy than thién va quan tdm ctda nhan vién
phuc vu. Cau tric hé thong ctia WonderTech bién doi truc gidc quan ly do
thanh mot ly thuyét rd rang, cho thdy nhitng tiéu chuan bi x6i mon va sy
md& rong nang sudt cham chap c6 thé lam suy yéu sy phat trién cta toan bo
doanh nghiép. Cau tric hoan chinh & day la sy két hgp gifta cdu tric gidi
han cta tdng trréng va cau truc hodn doi gdnh ndng:

’,/—_hh“sd LE.%"GBCW/_\

R BAT HANG KHO ERAN
BOINGT

\ e e HREN
BAN HANG \\{ |
‘s d LU iy
R L

CHU, GLAD %L
THOT GIAN

LT NHUAN GIAD HANG THOT GLAN
GIAQ HANG
TIE U CHTAN
wAwes sodT % /
sdx xrdr nuv odu THY'C TE
VE VIEC cdr THIEN

)A THOT GIAN GIAD HANG
5‘ 1]
EE HOACH

AN :i!i'.n.rﬁ- stdr DAT HAN
TiNG THEM B4 DUQO
Lir g poson -—

Nhu dugce trinh bay & trén, hai cau tric chéng l1én nhau, chia sé mot
can bang - trong d6 khach hang bat man cat gidm don hang vi thoi gian
giao hang qua cham. Vong tron can bang twong ty lam léch huwéng cha y
khoi viéc tang cwong nang suat (chuyén sang viéc hoan doi ganh nang) va
cling gitt doanh s6 khoi tang trudng (chuyén sang gidi han cua tang
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tredng). Vong tron khach hang bat man cé tré nén lan at hay khong phu
thudc vao cach tang cwdng ndng suat ctia cong ty khi thdi gian giao hang
qua dai. Néu nhitng tiéu chuan bi buéng long thi phan ng ctia céng ty yéu
kém va ganh nang duwgc chuyén dén cho nhitng khach hang bat man. Noi
cach khac, cong ty vo tinh tré nén “nghién” viéc gidi han sy tang trudng
cua chinh no.

HAY NHIN CA RUNG VA CAY

Cau trac hé thong tiém an trong vi du WonderTech gidi thich nhiéu
tinh huéng phirc tap trong d6 cac cong ty da tirng phat trién nhanh chéng va
thanh cong ryc rd lai that bai mot cach bi an - nhu hang hang khéng People
Express Airlines, da tirng la hang hang khong phat trién nhanh nhat trong
lich st My. Thuc ra, cau tric nay la mét nguyén mau hé thong khac duogc
goi la “phat trién va thiéu dau tv” (growth and underinvestment), mot
nguyén mau phitc tap hon hai nguyén mau treéc mot chiat. Nguyén mau
nay hoat dong bat cit khi nao mét cong ty gidi han sy tang tredng ctia chinh
né qua viéc thiéu dau tv. Thiéu dau tw nghia la xay dung cong suat thap
hon mtc can thiét dé phuc vu nhu cau khach hang dang tang thém. Ban cé
thé nhan ra sy tang tredng va viéc thiéu dau tw trong su that bai ctia mot
cong ty trong viéc dat dén mitc phat trién tiém nang cua né madc du moi
nguoi da lam viéc cye ky no lwe (mot dau hiéu thiéu dau tw). Thuwong thi,
c6 mot sy cang thang tai chinh lién tiép - trong doé, trd tréu thay, la ca
nguyén nhan lan két qua cua viéc thiéu dau tw. Cang thang tai chinh lam
nhitng khodn dau tw tich cyc tré nén khé khan hay vo vong, nhung sw cang
thang tai chinh hém nay lai kha&i dau tir sy thiéu dau tw trong qua khit. Néu
ban nhin k¥, ban sé thady nhitng tiéu chuan chat lwgng bi x6i mon hay sut
giam. (Khi dung tr chat lwgng (quality), ching t6i muén no6i vé tat ca
nhitng diéu ma khach hang quan tam, vi du nhw chat lwong san pham, chat
lwgng dich vy, va sy tin cdy trong viéc giao hang). Nhitng tiéu chuan bi x6i
mon, hay khong thé tiép tuc gilt 1gi thé canh tranh, tir d6 gy nén mot s
that bai trong viéc dau tw vao nang suat dé phuc vu nhu cau khach hang.
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(“Pau tu” (investing) c6 thé cé nghia la tang thém hay cai thién nang suat
vat ly, quy trinh lam viéc, cau trac t6 chitc hay dao tao nhan sy). Khach
hang bat man khi do6 sé bo ta ma di. Nhu cau khach hang giam lam mat di
triéu chitng cia nhu cau chwa dwgc dap tng va nhu cau thuc té trong viéc
dau tuw tang cong sudt, cling nhw cat giam cac nguon luc tai chinh can thiét
dé dau tu.

Khi nhitng anh hwdng x4du dén toan bo nganh - nhw da bat dau xay ra
trong nganh cong nghiép san xuat cia My, vi du nhw nganh thép, xe hoi,
cong cu may moc va mdt hang dién tr gia dung trong nhitng nam 1960 va
1970 - két qua s€ la tinh trang dé bi tan c6ng bdi nhitng doi thu canh tranh
nwéc ngoai vai tiéu chuan cao hon va chinh sach dau tw t6t hon. Trong moi
nganh, sy’ mat thi phan cho cac déi tha canh tranh nwéc ngoai duge do thira
cho cac nhan t6 bén ngoai trong khi thirc ra can nguyén cta van dé, it ra la
mot phan, nam & nhitng tiéu chuan yéu kém veé su hai long caa khach hang,
st thiéu dau tw va nhitng khach hang bat man. Mot lan nita, sy suy giam
xuat hién qua cham dén noi khé nhén ra, va né thuong bi nguy trang bai
liéu thudc “hodn déi gdnh ndng” nhw quang cdo nhiéu hon, gidm gia ban,
“tai cau truc”, hay bao hd thué quan.

C6 hai diéu lam cho mau hinh nay khé nhan ra. Pau tién la n6 xay ra
tir tir. Néu tat ca diéu do xdy ra trong mot thang, toan thé td6 chitc hay nganh
nghé c6 thé dugc huy dong dé ngan chan né. Nhung muc tiéu bi x6i mon tir
tl* va s phat trién sut gidm c6 tinh am tham. B¢ la cau tric nam bén dudi
h6i chitng “€ch bi nau chin” da duwoc trinh bay trong nhitng thiéu nang hoc
tap & Chuong 2. Tiéu chuan ctia con éch vé nhiét do nwdc an toan bi an
mon ttr tir khi diéu kién ctia né xau di mot cach cham chap, cho dén kha
nang dé phéan &ng vdi de doa bi nau chin hoan toan bién mat.

Hai 1a, nhitng nha quan ly & trong hoi chitng thdy quéa nhiéu van dé

khan cdp can sy quan tdm - va ho khong dwoc chuan bi dé thay nhitng mau
hinh 16n hon. Nghé thuéat suy nghi hé thong nam & kha nang c6 thé nhan ra
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cac cau truc phitc tap va mo hé mot cach nhiéu hon (nang déng hon), vi du
nhw cau tric tai WonderTech nam gitta rat nhiéu cac chi tiét, ap lwc va tw
twong doi 1ap hién dién trong tat ca cac boi canh quan ly thuce té. Thuc su,
ban chat ctua viéc nam vitng suy nghi hé thong nhur 1a mot nguyén 1y quan
1y nam @& viéc nhin thady dwoc cac mau hinh (pattern) trong khi nhitng nguwoi
khac chi nhin thay cac sy kién (event) va luc lvong (force) dé phan &ng lai
ma th6i. Tuy nhién rat it ngudi dwgc huan luyén dé nhin thay nhitng phirc
tap vé chi tiét va vé dong lyc. Cé bao nhiéu CEO ngay nay c6 thé ditng doc
mot bai dién van 15 phut trinh bay s giai thich thuyét phuc vé cac nguyén
nhan hé thong ctia mot van dé quan trong, va cac chién lwge don bay dé
gidi quyét van de dé?

Tat ca ching ta déu biét phép an du trong cau noéi “nhin ca rirng dé
thdy cac cay”. Khong may la, khi hau hét ching ta “lui lai” ching ta chi
nhin thdy rat nhiéu cay. Ching ta lya mot hodc hai cdy minh thich nhat va
tap trung tat ca sw quan tam va no luc thay doi chi trén cac cay do.

Thyc ra, nghé thuat suy nghi hé théng nam & viéc nhin xuyén qua sy
phttc tap chi tiét dé nhin thay cac cdu tric can ban tao ra cac thay doéi. Suy
nghi hé thong khong cé nghia l1a bé qua s phtic tap chi tiét. Ma hon thé, n6
nghia la t6 chitc sy phitc tap chi tiét thanh mot cau chuyén mach lac lam
sang t6 nguyén nhan ctia van dé va cach ching c6 thé dugc khac phuc theo
cach c6 hiéu qua lau dai. Vi du nhw, v6i mot cong ty ky thuat nhuw
WonderTech, dé nam bat tinh hudng thyc tai thi can phdi bat dau véi viéc
xem xét dugc cac chi tiét nhu:

NANG SUAT SAN NGUON NHAN TO CANH
XUAT NHAN LUC TRANH
Nang suat may méc Nhan su phuc Quy mo thi truong
vu khach hang
Cac ca lam viéc Nhan sy san Phan khuc thi truong
xuat
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San xuat Doi ngii bao tri Xu huwéng ky thuat

Lap ké hoach séan Tuyén dung Danh tiéng/tai ti€éng
Xuat
“Gio san xuat” Pao tao Chat lvong dich vu
Cong nghé xtr ly Ty 1é nghi viéc Chat lwgng dich wvu
cua cua doi thu canh tranh

Kénh phan phoi va Tinh than lam Gia ca
lich trinh giao hang viéc Thu hit tai nang, vén
Nang suat lao va lao dong
dong nhan vién

Chi phi nang lvgng Kinh nghiém

Ké hoach cua doi Quén ly doi
tha canh tranh nhom

Gio phuc vu Hoan chuyén

vi tri cong viéc
S& hitu ¢o
phan cong ty
Sy phic tap ngay cang tang cua thé gidi ngay nay lam nhiéu nha quan

ly thtra nhan rang ho thiéu thong tin can thiét dé hanh dong hiéu qua. To6i
lai cho rang “van deé thong tin” co ban ma ho gap khong phai la qua it thong
tin ma la qua nhiéu théng tin. Biéu ma chung ta can nhat la nhitng phuwong
thitc dé biét diéu gi quan trong va diéu gi khong quan trong, bién s6 nao
can quan sat va cai khong can quan tam - va ching ta can nhitng phuwong
thitc dé lam diéu twong tuw gitp cho cac doi nhom hay tap thé phat trién sy
hiéu biét chung.

Hiéu ro nhitng nguyén mau co ban nhv sy tdng trudng va sv thiéu dau
trr 1a budc dau tién trong viéc phat trién kha nang nhin ca khu rirng lan cac
cdy coi trong do - xem xét thong tin dwdi dang mau hinh bao quét Ian mau
hinh chi tiét. Chi bang cach nhin ca hai mat ban md&i c6 thé phan ng hiéu
qua v6i thach thirc ctia sy phitc tap va thay doi
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Cudi cung, hiéu rdo ngon nglt suy nghi hé thong ciling doi hédi cac
nguyén ly hoc tap bo sung khac. Mo6i nguyén ly déng gop cac nguyén tac
va cong cu quan trong dé lam cho cac ca nhan, déi nhom, va té chitc cé kha
nang hon dé tao ra sw bién doi ti viéc nhin nhan thé gidi chu yéu theo quan
diém duwong thang dén nhin nhan va hanh dong mot cach hé thong.
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PHAN III: Nhitng nguyén ly cét 16i: Xay
dung to chirc hoc tap
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CHUONG 8: SU HOAN THIEN CA NHAN

TINH THAN CUA TO CHUC HQC TAP

T6 chitc chi hoc tap thong qua cac ca nhan hoc tap. Hoc tap ctia moi
ca nhan khong dam béo su hoc tap cua tdé chitc. Nhwng néu khong cé nd,
khong t6 chitc hoc tdp nao c6 thé xuat hién.

Mot so it nhitng nha lanh dao t6 chitc nhan ra can phai suy nghi lai vé
triét ly doanh nghiép nhw la mot diéu kién ma cam két hoc tap ca nhan doi
héi. Kazuo Inamori, sang 1ap vién va chu tich cong ty Kyocera cho dén khi
vé hru nam 1995 (mdt cong ty hang dau thé gidi trong ky thuat gom st cao
cap va dién t¥), phat biéu:

Cho du trong linh vic nghién citu va phat trién, quéan ly doanh nghiép,
hay bat ky linh virc nao khac trong kinh doanh, nguon lyc tich cuc 1a “con
nguoi”. Va con nguwoi c6 nguyén vong cua rieng ho, tw duy cta riéng ho va
cach thitc suy nghi cua riéng ho. Néu nhw ngudi lao dong khéng duwge dong
vién mot cach hiéu qua dé thach thitc nhitng muc tiéu phat trién va sy phat
trién cong nghé.... don gian sé khong c6 sy phat trién, khéng tang thém
ndng suat san xuat, va khong c6 su phat trién cong nghé. [1]

[1] K. Inamori, “The Perfect Company: Goal for Productivity - Cong
ty hoan hdo: Muc tiéu ndng sudt”. Dién vadn tai Pai hoc Case Western

Reserve, ngay 5 thang sau nam 1985.

Inamori cho rang dé kich thich tiém nang ctia con nguwdi can phai cé
su hiéu biét méi vé “tri khon tiém thitc”, “sttc manh y chi”, va “hanh dong
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cia con tim... khat vong chan thanh dé phuc vu thé gi6i”. Ong day nhan
vién cua Kyocera nén nhin vao bén trong khi ho lién tuc no lyc dé dat dén
“si hoan hdo”, dugc dinh hwéng bdi cau khau hiéu cta doanh nghiép “Hay
ton trong thién duwong va yéu mén con ngudi” (Respect Heaven and Love
People). Bén lwgt minh, 6ng tin rang nhiém vu ctia minh trong vai tro mot
nha quan ly bat dau bang viéc “tao ra ca quyén lgi vat chat lan phiic lgi tinh
than cho cac nhan vién ctia minh”.

Céach xa nira vong thé gidi va trong mot nganh khac, nha sang 1ap cuaa
mot cong ty da c6 nhitng thanh cong trong dai han, Bill O’Brien, nguyén
chu tich cta cong ty Hanover Insurance, mong muén c6:

... cdc mo hinh t6 chitc dong dang hon v&i ban chat loai nguwdi. Nhitng
t0 chirc theo ton ti cdp bac truyén théng ctia ching ta khong duwgc thiét ké
dé dap tng cho con ngudi nhitng nhu cau cao hon: sy ton trong va sy tu thé
hién ban than[2]. Nhitng hon loan trong quéan ly sé con tiép dién cho dén
khi nao cac t6 chitc bat dau hwéng dén viéc gidi quyét cac nhu cau doé cho
tat ca nhan vién.

[2]. O ddy muén néi téi 2 tang cao nhdt trong Thdp nhu cdu ctua
Maslow, dé la nhu cau vé self-respect (nhu cau duoc tén trong, quy mén)
va self-actualization (nhu cdu tw thé hién bdn thdn) - ND.

Ciing nhw Inamori, O’Brien cho rang cac nha quan ly phdi tai xac dinh
lai nhiém vu cong viéc cta ho. Ho phai tiv bé “tin diéu cii vé ké hoach, t6
chirc va kiém soat” va thtra nhan “trach nhiém gan nhw thiéng liéng cua ho
v&i cudc séng caa rat nhiéu ngwoi”. Nhiém vu co ban ctia nha quan ly, theo
O’Brien, la “tao ra nhitng diéu kién cho phép con ngudi di dén nhitng cudc
song c6 y nghia nhat ma ho cé thé dat dugc”.

Mac du nhitng cdm nghi d6 c6 vé qua tinh cam dé xay dung mot
doanh nghiép, ho van thanh cong. Kyocera da phat trién tiv diém khéi dau
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dén doanh thu 9 ty déla My trong 45 nam, hau nhuw khéng can vay mugn
tién, thwong xuyén tao ra lgi nhuan lam cho cac céng ty Nhat khac phai
ghen ti. Hanover lam vao tinh thé hét sitc khé khan ctia nganh cong nghiép
dau tw va bat dong san nam 1969 khi nguwoi tién nhiém cia O’Brien, Jack
Adam, khai dau viéc tai thiét lai cac gia tri cot 16i va niém tin vé con nguoi.
Khi O’Brien vé hwu nam 1990, c6ng ty van hanh 6n dinh véi 1gi nhuan
chiém hon 25% cua nganh va tang trweédng 50% nhanh hon téc do cia nganh
trong thap ky trudc.[3]

[3]. Mét nghién cttu cia McKinsey&Co. ttr 1978-1993 nhan dé “The
Journey” (Cudc hanh trinh) nhan dinh Hanover la mét trong hai cong ty
duy nhdt gia nhdp nhém ddn dau trong nganh bat dong sdan va dau tw trong
suét thoi ky do. O’Brien vé huu do no Ivc sdp nhdp cta State Mu don vi
ndm co6 phan chu yéu trong vén sd hitu ctia cong ty trong thoi ky do.

Dbiéu nay chang kém gi so vGi sy nhay cam kinh doanh ma Henry Ford
da tirng quan sat:

Theo t6i, thye tai nhé nhat khong thé phan chia dwgc nita la tri thong
minh. Chiung dang chd dgi dé dugc st dung bdi tinh than con nguwoi khi
ching ta can dén. Ching ta qua v6i va véi doi tay hoi hop va tri 6c luon lo
lang. Chiing ta thiéu kién nhan cho két qua. Diéu ching ta can... 1a sy cting
co cua linh hon béi nguon lwc vo hinh dang chd doi duwgc st dung... To6i
biét rdng cé nhitng nguon sitc manh tinh than to 16n ma nhan loai ching ta
tw minh vo tdm cat lia khéi ching... T6i tin rang mot ngay kia ching ta sé
biét day du vé ngudn goc sttc manh va Iinh vyc tinh than dé chinh ching ta
tao ra mot diéu gi dé... T6i kién quyét tin rang nhan loai da tirng hiéu biét
10 hon vé nhitng van dé tinh than hon la ching ta ngay nay. Biéu ma hién
gi®o ching ta chi tin vao thi ho da hiéu[4].

[4]. Henry Ford, Detroit News, ngay 7/2/1926.
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“Hoan thién ca nhan” (personal mastery) la mot cum t ching toi
dung cho nguyén ly phat trién va hoc tap ca nhan. Nhitng ngudi c6 mic do
hoan thién ca nhan cao hon dang tiép tuc mé rong kha nang cta ho dé tao
ra nhitng két qua trong cudc song ma ho that sy theo dudi. Tt sy theo duoi
viéc hoc tap khong ngirng cia ho lam phat sinh tinh than ctaa t6 chitc hoc
tap.

THONG THAI VA THANH THAO

Hoan thién ca nhan vuot len trén kha nang thong thao va cac ky nang,
mac du no co co s@ t kha nang va ky nang. N6 vugt lén trén sy bay to hay
cdi mad tinh than, madc du né can cé sv phat trién tinh than. N6 c6 nghia la
tiép can cudc song nhw mot cong viéc sang tao, song mot cudc séng vai
quan diém sang tao trai ngugc véi quan diém thu dong. Nhv dong nghiép
lau nam cua toi, Robert Fritz da nhan xét:

Su6t chiéu dai lich s, hau hét moi nén van héa da c6 nghé thuat, am
nhac, khiéu vii, kién truc, thi ca, ké chuyén, d6 gém va diéu khac. Uéc
muon sang tao khong bi gidi han bdi niém tin, quoc tich, tin ngwdng ton
gido, nén tang hoc van, hay thoi dai song. Sw ham mu6n lvu trd trong tat ca
ching ta... (n6) khong bi gigi han trong pham vi nghé thuat, ma cé thé bao
gom tat ca van dé trong cudc song, tir coi tran tuc dén cho siéu

[5]. Robert Fritz, The Path of Least Resistance - Con duong c6 khdng
cv it nhat (NXB Fawcett - Columbine, New York), ndm 1989.

Khi hoan thién ca nhan tré thanh moét nguyén ly - mot hoat dong
ching ta dwa vao trong cudc song cua minh - n6 bao gom hai dang van
dong nén tang. Mot la lién tuc tim hiéu va lam ro: diéu gi quan trong vGi
ching ta. Chung ta thuwong dung nhiéu thoi gian duwong dau véi cac khé
khan trén con dwong cua minh dén noi quén mat ly do tai sao ban dau
ching ta lai chon con dwong do. Két qua la ching ta chi c6 mot nhan thirc
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160 mo, hay tham chi 1a khong chinh xac, vé diéu thyc sy quan trong doi vai
minh.

Sv van dong tht hai la lién tuc hoc tap cach xem xét thyc tai rd rang
hon. Tat ca ching ta déu biét nhitng nguwdi veedng vao nhitng moi quan hé
phan tac dung va khéng thoat ra dugc bdi vi ho tiép tuc cho rang moi viéc
van dang hoat dong t6t. Hodc chung ta tham dw nhitng cudc hop va nghe
moi nguwdi néi la “Chung ta dang di ding huwéng theo ké hoach da vach ra”,
nhuwng mot cai nhin chan that vé thuc tai c6 thé khac han. Bé di dén muc
dich mo wdc, diéu quan trong nhat la biét hién gio ban dang & dau.

Sy ké can gitta tam nhin (diéu chiing ta muén) va mot bic tranh rd
rang veé thuc tai (noi ching ta dang ditng, so vGi diéu chiing ta muon) tao ra
khai niém dugc goi la “su cang thang sang tao” (creative tension): mot ap
lwc dé lién két chiing véi nhau, dugce tao ra tir khuynh hwéng cang thang tw
nhién dé tim ra gidi phap. Ban chat ctia hoan thién c4 nhan la hoc cach tao
ra va duy tri sy cang thang sang tao trong cudc song cia ching ta.

“Hoc tap” trong ndi dung nay khong cé nghia la ti€p nhan thém thong
tin, ma la mé& rong kha nang tao ra nhitng két qua ma chiing ta that sy mong
muon trong doi song. D6 1a sy hoc tap sang tao ca doi. Va to chitc hoc tap
khong thé hinh thanh néu nhw ho khéng cé nhitng nguwdi tham gia hoc tap &
moi cap do trong td chic do.

DPang ti€c la thuat ngit “thong thai” (mastery) cting ham y s vugt tréi
hon ngudi khac hodc vat khac. Nhung thong théi cling c6 thé c6 nghia la
mot mitc do tinh thong (proficiency) dac biét. Vi du nhv mot thg thu cong
bac thay khong phai la “thay” cia cac san pham do gom hay doé dét. Nhung
k¥ nang cua anh ta cho phép tao ra nhitng san pham tot nhat. Twong tw nhw
vay, hoan thién ca nhan bao ham mot mirc do tinh thong ddc biét trong moi
khia canh ctia cudc song - ca doi tw lan cong viéc chuyén m
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Nhitng nguwdi c6 kha nang hoan thién ca nhan cao cé nhitng dac diém
co ban chung. Ho c6 y thitc dac biét vé muc dich nam sau nhitng tam nhin
va muc tiéu cta ho. Doi véi mét nguoi nhw vdy, tdm nhin la mét thién
huwéng, hon la mét y twéng tét. Ho nhin nhan “thyc tai” nhuw mot dong
minh, chit khong phai ké thu. Ho hoc cach chap nhan va lam viéc véi cac
nguon lyc thay doéi hon la chong cy lai cdc nguon lyc d6. Ho rat ham hoc
hoi, ham muon lién tuc nhin nhan thue tai mot cach chinh xac va chinh xac
hon nita. Ho cdm thady dwgc lién két v4i nhitng nguwdi khac va véi chinh
cudc song. Tuy vay ho khong tir bo bat ky tinh cach riéng nao ctia minh. Ho
cam thdy nhw thé ho la mot phan cta tién trinh sang tao 16n hon, ma ho co
thé tac dong nhung khong thé don phuong kiém soat.

Nhitng ngwdi cé kha nang hoan thién ca nhan cao séng theo cach lién
tuc hoc hoi. Ho khong bao gio “thoa man”. Doi khi tén goi cua thuat ngy
“hoan thién c4 nhan” tao ra mdt nhan dinh sai 1éch vé tinh x4c quyét cta
nguyén ly nay. Thuc ra hoan thién ca nhan khong phai la mot k§ nang ban
s& hitu, ma la mot tién trinh, mot nguyén ly sudt doi. Nhitng nguwoi c6 kha
nang hoan thién cd nhan cao nhan thitc sau sac vé sy thiéu hiéu biét cua
minh, nhitng linh virc ho can phat trién. Va ho rét ty tin. C6 vé mau thuan?
Hai ndi dung d6 chi mau thuan déi véi nhitng ngwoi khong cho rang “hanh
trinh chinh la phan thwéng”.

Tai Hanover, O’Brien viét vé “sy tredng thanh nang cao” (advanced
maturity) nhw la viéc doi héi xay dyng va gitt gin nhitng gia tri sau sac,
cam két v&i cac muc tiéu 16n hon c4 nhan, tré nén cdi mad, tw do thue hién
wéc muon, va lién tuc phan dau tim kiém mot hinh anh thuce tai chinh xac
hon. Nhitng ngudi nhw vay, ong ta khang dinh, cling c6 kha nang nhan nai
chd doi phan thwong dén cham, diéu nay lam cho ho c6 thé khao khat
nhitng muc tieu ma nhitng nguoi khac bé qua, tham chi xem xét “tac dong
cta sv lya chon ctia minh dén nhitng thé hé ké tiép”. Trong mot dy bao thu
vi vé si quan tam dén “tri thong minh cam xic” mot thap ky sau, ong da
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chi ra mot sy thiéu huyt trong moi quan tdm cta xa hoi hién dai vé van de
phat trién con nguoi:

Cho du vi ly do gi, chiing ta quan tdm dén sy phat trién cam xuc thap
hon so vGi s phat trién vé co thé va tri tué. D6 1a mot sy bat hanh 16n bai
vi s phat trién cam xuc day da tao nén mét lwc don bay manh nhat trong
viéc dat dén tiém nang day da cua ching ta[6].

[6]. William O’Brien, Character and the Cortion - Ca tinh va céng ty
(MA: SoL, Cambridge), 2006

“TAI SAO CHUNG TOI MUON PIEU bO”

O’Brien néi thém “Sy phat trién toan dién cta nhan vién la can thiét
cho viéc dat dwgc muc tiu xudt sac cta cong ty”. Mdc du trong kinh
doanh, yéu cau dao ditc duong nhw thap hon so véi cac hoat dong khac,
“Chung t6i tin rang khong c6 sw danh doi co ban nao gitta nhitng pham chat
dao ditc trong cudc song va nhitng thanh cong kinh té. Chuing téi tin rang
minh cé thé c6 dugc ca hai. Tom lai, ching t6i tin rang, trong dai han, cang
thie hanh cac pham chat dao ditc trong cudc séng thi cang dat dugc nhiéu
thanh cong trong kinh doanh”.

Veé co ban O’Brien dién giai theo cach cia minh vé 1y do cac t6 chic
nén ho trg cho sy “hoan thién ca nhan” - bang cach nay hay cach khac ho
bay té cam két vGi sy phat trién ctia nhan vién. Nguwoi c6 hoan thién ca
nhan cao thwong cam két chat ché hon. Ho chu dong hon, c6 tinh than trach
nhiém rong va sau sac hon, hoc hoi nhanh hon. Vi nhitng 1y do trén, nhiéu
t0 chirc tan thanh mot cam két khuyén khich sy phat trién ca nhan cho nhan
vién bdi vi ho tin rang viéc dé sé lam t6 chitc manh hon.

Nhung O’Brien cé ly do khac dé theo dudi hoan thién ca nhan, mét ly
do gan giii hon:
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Co6 mot ly do khac cling quan trong khong kém trong viéc chung toi
khuyén khich nhan vién phat trién, d6 la: sy phat trién cad nhan sé anh
hwéng dén hanh phic ctia ho. Tim kiém sy théa man ca nhan ngoai cong
viéc va bo qua sw théa man trong cong viéc nhw mot phan y nghia ctia cudc
song sé han ché co hoi dugce lam nguwdi mét cach day da va hanh phic[7].

[7]. Sdch da dan

Noi cach khéc, tai sao ching ta muén cé hoan thién ca nhan? Pon gian
chi vi ching ta mudn vay. Bé 1a mot thoi diém quyét dinh trong tién trinh
phat trién ctia mot té6 chire khi ¢6 da ngwdi c6 cung quan diém nhw thé, mot
quan diém cam két hoan toan cho sy hanh phtic ctia con ngudi. Theo truyén
thong, cac t6 chitc khuyén khich sy phat trién ca nhan mot cach vu 1gi - khi
con nguwoi phat trién thi té chitc sé hoat dong hiéu qua hon. Nhitng nha lanh
dao nhu O’Brien tién xa hon mot budc “Trong loai td chitc chiing t6i mudn
hinh thanh, sy phat trién day dda cta nhan vién cling quan trong nhuw sy
thanh cong vé tai chinh

Xem sy phat trién ctia nhan vién nhw la mot phwong tién cho sy phat
trién chia t0 chitc vo hinh lam gidm gia tri moi quan hé gitra ca nhan va t6
chitc. Max de Pree, giam doc diéu hanh da vé hvu cia Hermen Miller da
néi vé “hiép wdc” gitta ca nhan va to6 chirc, trai véi “hgp dong” truyén
thong (“trd cong hgp ly cho mot ngay lam viéc xitng dang”). De Pree cho
rang “Hop dong la mot phan nhé cia mét moi quan hé. Mot quan hé hoan
chinh can mot hiép wdc... mot quan hé hiép wdc dya trén viéc cung cam két
cho céc y twéng, van de, gia tri, muc tiéu va tién trinh quan ly.... Quan hé
hiép wdc phan anh sy thong nhat, sy hai hoa can bang. D6 la nhitng biéu
hién ctia ban chat cao quy ctia quan hé”[8].

[8]. M. de Pree, Leadership is an Art - Ldnh dao la mot nghé thudt
(NXB Doubleday, New York), 1989.
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O Nhat, mot phéng vién ctia bo Christian Science Monitor - Quan sdt
khoa hoc Thién chtia gido dén tham cong ty Matshushita va thuat lai “Cé
mot bau khong khi gidong nhu ton gido tai noi lam viéc, dwong nhuw cong
viéc la mot cai gi dé rat thiéng liéng”. Inamori ctia cong ty Kyocera noéi
rang cam két phat trién c4 nhan cta 6ng chi don gian la sy ti€p ndi truyén
thong cam két lam viéc sudt doi ctia ngwdi Nhat. “Nhan vién cia ching to6i
dong y song trong mot cong dong khong lgi dung nhau ma giip d& nhau dé
cung song mot cudc doi that y nghia”.

“Ban sé thdy dwgc tinh hiéu qua cua hé thong nay khi ban nhin thay
mot ngwoi lic ma@i dén lam viéc cho cong ty cach day 10 nam thiéu tv tin,
khong nhin thay co hdi cho minh va hiéu biét rat it vé thé giGgi xung quanh.
Nay ngudi nay da phu tradch mot bé phan gom 12 nguwdi. Anh ta cam thay
thoai mai v@i trach nhiém, linh hoi dugc nhitng y twdng phitc tap va dam
nhan nhiéu vi tri khac nhau va phat trién dwgc kha nang 1y luan vitng chac.
Nhitng nguwoi khac phai lang nghe nhitng diéu anh ta n6i. Anh ay da cé
nhitng khat vong 16n cho gia dinh, t6 chitc, nganh nghé va ca xa hoi.”

Co6 mot cam két vo diéu kién va mot sy diing cam vo song trong quan
diém t0 chitc cam két that sy vdi su phat trién ctia cac ca nhan. Ching ta
muon c6 no chi vi chiing ta muon nhuw thé.

TRO NGAI

Ai c6 thé phan doi lgi ich ctia hoan thién ca nhan? Cé nhiéu ngudi va
ca nhiéu t6 chirc. Cam két vdi su cd nhan la mot buwdce phat trién triét dé doi
v6i hop dong truyén théng gitta mot ca nhan va t6 chivc. Xét theo nhiéu
khia canh, dé la buwéc phat trién triét dé nhat vé phwong phap kinh doanh
trong t6 chitc hoc tap.
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Co6 mot so 1y do rod rang tai sao cac cong ty khong khuyén khich hoan
thién cd nhan. N6 mang tinh “mém”, titc la phan nao dya trén nhitng khai
niém khong lwong héa duwgc, chang han tdm nhin ctia cd nhan va t6 chitc.
Khéng ai c6 thé do lwong cu thé dwgc mic d6 déong gép vao nang suat va
san lwong cntia hoan thién ca nhan. Trong mot nén van héa vat chat nhu cta
ching ta hién nay, that khé thao luan ngay ca nhitng khai niém ban dau vé
hoan thién cd nhan. “Tai sao nguwdi ta can quan tam vé diéu d6?” mot so
nguoi c6 thé héi. “N6 qua ro rang, phai chang ching ta chwa that sy hiéu vé
no hay sao?”

Mot dang tré ngai khoé chiu nhat 1a sy hoai nghi. Bé chong lai sw hoai
nghi thi can phai biét nguén goc ctia nd. Sau bé ngoai ctia mot nguwdi hoai
nghi 1a mot ngwdi mo mong bat thanh - pham sai l1am ky vong vao nhitng
diéu ly twdng. Chang han, nhiéu nguwdi hoai nghi vé hoan thién c4 nhan da
ting 1y twdng hda suy nghia ctia ho vé con nguwdi. R6i ho that vong, ton
thuwong va cay dang vi con nguoi khong 1y twéng nhuw ho nghi. O’Brien chi
ra rang viéc kiét sttc vi cong viéc khong phai la hé qua cta lam viéc cham
chi. “Cé nhitng gido vién, nhan vién xa hoi va nhitng vi thay tu lam viéc
siéng nang dén khé tin cho dén 80 tudi nhung khong bao gio “kiét sirc” -
b&i vi ho c6 cai nhin ding dan vé ban chat, tiém nang va gidi han ctia con
ngwoi. Ho khong lang man hoéa con ngwoi nén khong bi cang thang tam ly
néu nguoi khac lam cho ho that vong”.

Cudi cung, mdt sO6 nguoi sg rang hoan thién ca nhan sé de doa trat tu
vOn cua cua mot cong ty dwgc quan ly t6t. Pay la mot noi lo s¢ cé y nghia.
Trao quyén cho moi nguoi trong mét to6 chirc khéng dong nhat cé thé phdn
tdc dung. Néu khong chia sé mot tam nhin chung va nhitng mé hinh tw duy
chung vé thuc té kinh doanh, thi viéc trao quyén cho moi nguwdi chi lam
tang cang thang cho t6 chitc va lam tang ganh nang quan ly. Pay la ly do
tai sao nguyén ly hoan thién ca nhan phai ludon dugc xem la mot trong
nhitng nguyén ly cta t6 chitc hoc tdp. Cam két ctia t6 chitc d6i v6i hoan
thién ca nhan sé duwgc xem la ngé ngan va ngay tho néu nhitng 1anh dao cta
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t0 chitc thiéu kha nang xay dung tam nhin chung va nhitng mo hinh tw duy
chung dé huéng dan cho nhitng ngwoi ra quyét dinh tai cac phong ban.

NGUYEN LY HOAN THIEN CA NHAN

Cach bat dau phat trién mot cdAm nhan vé hoan thién ca nhan la tiép
can né nhw la mot moén hoc, qua mot loat thwe hanh va nhitng nguyén tac
chi cé hiéu qua khi dugc ap dung thuc té€. Giong nhuw mot hoa si tré nén lao
luyén tinh thong nh¢ thuce hanh lién tuc, chinh nhitng nguyén tac va bai
thye hanh sau dat nén tang cho viéc lién tuc phat trién nguyén ly hoan thién
ca nhan.

TAM NHIN CA NHAN

Tam nhin c4 nhan dén t bén trong. Cach day nhiéu nam, t6i cé néi
chuyén véi mot phu nit tré vé tdm nhin ctia c6 déi vdi hanh tinh nay. Co noi
rat nhiéu diéu hay vé hoa binh, s hoa thuan, vé viéc song can bang véi
thién nhién. Nhitng y twdng that la dep dé nhung c6 nédi dén ching mot
cach vo6 cam, nhu thé do6 la nhitng thi c6 phdi c6. To6i hoi co con diéu gi
nita khong va sau khi dirng lai mét Iic, ¢6 n6i “Té6i mudn séng trén mot
hanh tinh xanh” va bat khoéc. Theo t6i biét thi treéc dé cd chwa bao gio néi
diéu do. Nhitng tir nay hau nhv ty dong vot ra khéi miéng c6. Nhung hinh
anh ching chuyén tdi roé rang c6 mot y nghia sau sac véi c6 - tham chi cé 1é
¢ mot mirc do y nghia ma c6 cling khéng hiéu noi.

Pa phan nhitng nguoi tredng thanh hau nhuw khong c6 y thitc vé mot
tam nhin that syw. Ching ta c6 nhitng muc tiéu va muc dich, nhung dé
khong phéi la tdam nhin. Khi dugc héi ho mudn gi, nhiéu nguwdi trudng
thanh sé noéi vé diéu ho muodn viit bo hodc thoat khoi. Muén mét cong viéc
tot hon - c6 nghia la mu6n vitt bé cong viéc hién tai. Ho muén c6 hang x6m
tot hon hoac khong phai lo lang vé bao lwc, hodc vé viéc cho con di hoc.
Ho ao wdc me chéng khong song chung nha v6i minh nita cling nhv mudn
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hét méi luvng. Nhitng khan cau mang “tam nhin tiéu cyc” nhuw vay c6 tinh
tam thwong, va tham chi xudt hién v6i cd nhitng nguwoi rat thanh cong.
Ching la nhitng phu pham ctia cudc song thich nghi, doi pho6 va giai quyét
kho6 khan. Giong nhw mot thiéu nién tham gia trong mot chwong trinh cta
ching t6i da néi “Chung ta khong nén goi ho la nhitng nguoi “trudng
thanh” (grow ups) ma la nhitng nguoi tuyét vong (give ups)”.

Mot hinh thitc kh6 nhan ra hon cda tam nhin bi ha thap la “tap trung
vao phuong tién chit khong vao muc dich”. Chang han nhiéu nha diéu hanh
cap cao chon “thi phan 16n” nhw 1a mét phan ctia tam nhin cta ho. Nhung
tai sao? “B@i vi t6i muon c6 nhiéu lgi nhuan”. Ban c6 thé nghi rang lgi
nhuan cao la m6t muc dich thyc sw. Nhwng vGi rat nhiéu nha quan 1y thi 1gi
nhudn ciing chi la mot phwong tién dé hwéng dén mot muc dich quan trong
hon. Tai sao lai chon lya 1gi nhuan hang nam cao la muc dich? “Bgi vi toi
muon ching ta duy tri 1a mot cong ty doc 1ap, khong bi sap nhap”. Tai sao
anh lai mu6n nhw vay? “Béi vi t6i mudn duy tri cong ty nguyén ven nhw
chu dinh ban dau khi khai nghiép”. Trong khi tat cac cdc muc dich néu trén
déu hop ly, thi ndi dung cudi cung - gilt nguyén theo cha dinh va muc tiéu
ban dau - cé tdm quan trong nhat doéi vdi nhiéu nha quan ly. Nhitng céi con
lai chi la phwong tién dé di dén dich, nhitng phuwong tién co6 thé thay doi
theo tinh hinh cu thé. Khd ndng tdp trung vao nhitng wéc muén thdt sv cao
nhdt, khong chi vao nhitng muc dich thi? cdp, la nén tdng cua hoan thién cd
nhan.

Tam nhin that sy khéng thé dwgc hiéu tach roi y twéng vé muc dich.
Khi dé cap dén muc dich, t6i muén néi vé nhan thitc cia mot ngudi do vé
1y do tai sao anh ta song. Khong ai cé thé chitng minh hodc bac bé nhan
dinh rang con nguwdi c6 muc dich. M4t thdi gian ban luan chuyén nay sé vo
ich. Nhung nhw mot gia thiét quan trong, y twdng vé muc dich c6 sitc manh
to 16n. Cé ngudi cho rang hanh phic la két qua truc tiép cia viéc song kién
dinh theo muc dich. George Bernard Shaw da dién ta y kién ctia 6ng mot
cach sau sac nhu sau:
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Viéc dugc st dung vi mot muc dich ma ban thay la vi dai 1a niém vui
that sy trong cudc song...dé cling la viéc ton tai nhw mot nguodn lyc cda
thién nhién chit khong phai la mot thé xac nhé nhoi bénh hoan, khé s& va
ich ky chi biét than van sao cudc doi lai khong ban cho minh hanh phiic[9].

[9]. George Bernard Shaw, Man and Superman - Nguoi thuong va
siéu nhdan, Preface (Penguin, 1950).

Nguyén tac nay ciing dugc mot so t0 chirc dién ta bang khai niém
“quan tam that sy (genuine caring). O nhitng noi ma ngudi ta khong thay
thodi mai khi néi vé nhitng muc dich ca nhan thi ho cam thdy dé dang khi
néi vé sy quan tam that si. Néu con ngudi that sy quan tam diéu gi, thi ho
ti* nhién sé cam két thuwc hién dieu d6. Ho lam diéu ho that sy muon lam.
Ho tran tré sinh lyc va long nhiét tinh. Ho kién tri, thdm chi khi dwong dau
vdi kho khan va that bai, bai vi ho dang lam diéu ho can phdi lam. Do la
viéc cua ho.

Moi ngudi déu tirng trai qua cam giac hai long khi cong viéc tr6i chay,
khi hoan thanh dwgc trach nhiém v&i nhitng phuwong tién tiét kiém nhat. Vi
du nhw c6é nhitng nguwdi c6 tam nhin thich kham pha nhitng diéu mdéi la &
nuwdc ngoai, ho sé hoc ngoai ngi* nhanh hon bao gid hét. Ban cé thé nhan ra
tam nhin cd nhan cia minh béi vi né tao ra nhitng thoi diém nhw thé; do la
muc tiéu kéo ban vé phia tredc va lam cho céng viéc cia ban

Nhung tam nhin khong phdi 1a muc dich. Muc dich giong nhw dinh
hwéng chung chung. Con tam nhin la mot céi dich cu thé, mot birc tranh vé
twong lai theo mong mudn cua ban. Muc dich rét tritu twgng, con tam nhin
thi cu thé. Muc dich la “tang cwong kha nang cia con nguwdi nham kham
pha thién duwong”. Tam nhin l1a “con ngwdi 1én mat trang vao cudi nhitng
nam 60”. Nhu trong thé thao c6 muc dich nhw “tré thanh nguwdi gioi nhat

https://thuviensach.vn



theo nang lyc cda t6i” hay c6 gang ¢ mirc “xuat sac”; con tam nhin la “pha
v0 ky luc vé téc d6 chay mot dam trong bon phut”.

That sy cé thé noéi rang khong c6 diéu gi xdy ra néu khong c6 tam
nhin. Nhung ciing ding khi n6i rang tam nhin khong c6 y nghia muc dich
an bén dudi thi cting chang la gi ngoai moét y kién hay, chi “hap dan va dep
dé, chang c6 y nghia gi”.

Nguoc lai, muc dich ma khong c6 tam nhin thi khong y thitc dugc quy
mo hay cdp do phu hgp. Nhw O’Brien néi “Ban va t6i c6 thé cung thich
choi tennis va cé thé thich tht ban vé cac cd giao banh, danh banh. Chiing
ta c6 thé néi chuyén thodi mai vé dé tai nay nhwng sau do6 phat hién ra la toi
choi trong cau lac bo dia phwong con anh la van dong vién thi dau & giai
Wimbledon. Chung ta c6 chung long dam meé va nhiét tinh v6i mon nay
nhung & nhitng cdp do tinh thong khac nhau. Cho dén khi ching ta xac
minh dwgc quy mo hay cap do cta nhau, chiing ta c nghi rang hai bén
dang giao tiép v6i nhau nhuwng that ra khong phai nhw thé”.

Tam nhin c6 tinh tuyét d6i chit khong twong doi. P6 chinh l1a nhitng gi
ban khao khat vi gia tri thyc ctia né, khong phai béi né cho ban nhiéu thit
hon trong so sanh twong doi véi nhitng tam nhin khac. Nhitng tam nhin
twong doi c6 thé thich hgp tam thoi, nhwng hiém khi dan dén nhitng thanh
qua to I6n. Canh tranh ciing khéng c6 gi xau. Canh tranh, theo nghia den la
“cung nhau phan dau” (t chi¥ Latinh competrere), 1a mét trong nhitng cdu
tric tot nhat con ngwoi phat minh ra nham kich thich kha nang cta nhau.
Nhung sau khi két thic su canh tranh, sau khi da dat dugc (hodc khong dat
dwgc) tam nhin, thi y thitc vé muc dich sé dan ban di xa hon, bugc ban phai
dat ra tam nhin m&i. Piéu nay, mét lan nira, la ly do tai sao hoan thién cd
nhdan la mét nguyén ly. D6 la mét tién trinh tdp trung lién tuc va lién tuc
vdo diéu chiing ta thdt sw’ mudn, vao tam nhin ctia chting ta.
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Tam nhin la khai niém nhiéu mat. C6 mat vat chat nhw noi ching ta
muon séng va s6 tién mudn cé trong tai khodn ctia minh. C6 mat c4 nhan
nhuw sitc khée, s ti do va dwoc song chan that véi ban chat ctia minh. Ciling
c6 mat nhuw gitip d& nguwoi khac hodc dong gop vao kho tang kién thirc
trong mot linh viec nao dé. Tat ca déu la nhitng diéu chuing ta that sy mong
muon. Xa hoi hién dai c6 xu huéng kéo ching ta vao cadc mat vat chat va
dong thoi cling lam cho chiing ta c6 cam giac t6i 16i vi nhitng ham mudn
vat chat. Xa hoi nhan manh cac ham mu6n ca nhan - chang han nhiéu nguoi
ton sung voc dang thanh manh, can doi - va it chu trong dén wéc mudn
dwgc déng gbp. That vay, bay td mong mudn dugc déng gép hodc chia sé
sé c6 thé la mot viéc ngé ngan hodc kho khao. Qua tham do hang ngan
nguoi, téi thdy rd rang tam nhin cta ho tradi rong qua nhiéu linh vyc nhu thé
va con hon thé nita. Va ciling r6 rang can phdi c6 long diing cam dé duy tri
nhitng tam nhin khac véi xu huwéng chung trong xa hoi.

Nhung chinh sy diing cdm dam ditng sang mot bén nham thyc hién
tam nhin cia minh da lam noi rd nhitng ngwdi c6 mirc d6 hoan thién ca
nhan cao. Mot ngwoi Nhat da n6i vé nhitng nguwdi nhw thé bang hinh anh
“ngay ca mot sgi téc ciing khong chen vao dwgc gitta tam nhin va hanh
dong cua ho”[10].

[10]. Pierre Wack, “Scenarios: Uncharted Ahead - Nhitng kich ban:
chwa tham hiém phia truéc”, tap chi Harvard Business Review (thdng 9-
10/1985), trang 73-89.

O gbc do nao do, 1am rd thm nhin 12 mot trong nhitng khia canh dé
thire hién nhat trong hoan thién ca nhan. D6i v6i nhiéu ngwoi viéc doi mat

vOi thuce tai la mot thach thite khé khan hon nhiéu.

DUY TRi SU CANG THANG SANG TAO
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Con nguoi thwong thay khé noi vé tam nhin cia ho, ngay ca khi no rd
rang. Vi sao? Bdi vi ching ta y thitc sdu sac khodng cach gitra tam nhin va
thue tai. “T6i muon khai nghiép kinh doanh”, nhung “khéng cé da von”.
Hodc “t6i thich theo du6i nghé nghiép minh yéu thich” nhuwng “t6i phai
kiém song”. Nhitng khodng cach nay lam cho tam nhin c6 vé khong thuc té
va vién vong. Ching c6 thé 1am ta chan ndn hodc cam thay vo vong. Nhung
khodng céach giita tam nhin va thyc tai cling chinh 1a nguén nang lwgng.
Néu khoéng cé khoang cach do6 thi khong can phai hanh dong dé tién gan
hon dén tam nhin. That sy khodng cach nay la nguon nang lwgng sang tao.
Chuing t6i goi khodng cach nay la sw cdng thdng sdng tao[11] (creative
tension).

[11]. Nguyén tdc c6 nguén goc ti nghién cttu cua Robert Frit nguoi
goi né la “sy cdng thdng cdu truc” (structural tension). Chting t6i da thay
doi thuat ngir thanh creative tension dé trdanh lan 16n véi tr “cdu tric”
duoc dung trong suy nghi hé thong.

Hay twdng twgng c6 mot sgi day thun duge kéo dan tir thuce tai dén
tam nhin ctia ban. Khi dugc kéo cang, day thun tao ra lyc cang twgng trung
cho sy cang thang gitta thyc tai va tam nhin. Sy cang thang nay doi héi
diéu gi? Sv chuyén hoéa hodc sy gidi phong. Chi cé hai cach sy cang thang
c6 thé ty diéu chinh la: kéo thuc tai dén gan tam nhin, hodc kéo tam nhin
dén gan thure tai. Két qua chon lya tuy thudc vao viéc chiing ta c6 bam chac
vao tam nhin hay khong.

TAM NHIN

—

THUC TAI
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Nguyén ly cdng thdng sdng tao 1a nguyén ly trung tam ctia hoan thién
ca nhan, két hgp tat ca cac yéu to6 khac ctia nguyén ly nay. Tuy nhién né
thwong dé bi hiéu sai. Chang han, “khai niém cang thang” thuong ggi 1én
nghia lo lang hodc 4p lyc. Nhung sw cang thang sang tao khéng c6 y nghia
ddc biét nhw thé. N6 chi mang y nghia la mot nguén lyc phat huy tac dung
vao lic ching ta y thitc dwgc mot tam nhin chénh 1éch véi thure tai.

Tuy vay, st cang thang sang tao ciing dé dan dén nhitng cam xic va
tinh cAm nhw bu6n rau, chan ndn, tuyét vong hodc lo lang. Diéu nay xdy ra
thwong xuyén dén noi nguwoi ta rat dé lan 16n gitta cam xic va sy cang
thang sang tao. Nguoi ta sé nghi cang thang sang tao chi don thuan la tinh
trang lo lang. Nhung can phdi hiéu rang nhitng cam xuc tiéu cuc” di kém
v6i cang thang sang tao khong phai chinh la sy cang thang sang tao. Nén
goi nhitng cam xtc nay la s’ cdng thdng cam xtic (emotional tension).

Néu ching ta khong phan biét dwgc cdng thdng cam xuc vdi cdng
thdng sdng tao,khién chinh minh ha thdp tdm nhin. Néu that vong vé mot
tam nhin khong thé thyc hién noi, thi ching ta cé thé cé mot dong lirc manh
mé lam gidm di ganh nang that vong dé. C6 mot bién phap titc thoi: ha thap
tam nhin. “Minh cho rang viéc danh bai nguwdi ding thi 25 that sy khéng
quan trong. Minh dang thich thu viéc ha guc nguoi th 80”.

Hodc “T6i khong that si quan tdm dén viéc biéu dién am nhac, du sao
t0i cling phai kiém tién bang cach day nhac; toi chi tap trung vao viéc dé
thoi”. Bong luc loai boé cang thang cam xtc thwong xdy ra am tham, khé
dwgce nhan biét. Cang thang cam xuc ludn c6 thé dwoc loai bé bang cach
diéu chinh phia khong dugc gilt chat trong cang thang sang tao - do6 la tam
nhin. Cam giac kho chiu tan bién béi vi nguon goc cua né - cang thang
sang tao - da bi cat giam. Muc tiéu ctia ching ta bay gid gan hon véi thyc
tai. Thoat khoi cang thang cam xuc thi rat dé - cai gia phai trd duy nhat la tu
bo diéu ching ta that sy mong mudn, tam nhin cta ching ta.
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Pong luc cia cang thang cam xuc ciling twong ti dong lwc ha thdp muc
tieu xay ra tai cong ty WonderTech trong chvong 7. Sy twong tac gitta cang
thang cadm xuc va cang thang sang tao la mdt co cdu hoan doéi ganh nang,
twong tw nhw co cau ha thap muc tiéu nhw hinh sau:

AP LUC HA THAF
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Khi chiing ta c6 tam nhin khac xa thuc tai thi sé ton tai mot khoang
cach (cang thang sang tao) co6 thé gidi quyét theo hai cach. Tién trinh can
bang bén dudi thé hién “gidi phap co ban”: hanh dong nham mang thuc tai
dén gan tam nhin hon. Nhung thay doi thyc tai can nhiéu thoi gian. Chinh
diéu nay dan dén sy kho chiu va cang thang cam xtc trong tién trinh can
bang bén trén: “gidi phap triéu chitng” la ha thap tam nhin xuéng gan hon
vOi thuece tai.

Nhung khong phai ha thdp tam nhin mot lan 1a hét chuyén. Khong
choéng thi chay ap luc kéo thue tai xa tam nhin (tdm nhin mdéi thap hon) lai
xuat hién, dan dén nhiéu ap lwc ha thdp tam nhin hon nita. Cau tric “hoan
doi ganh nang” co dién sé hinh thanh, dwdng xoan oc that bai, su buc boi,
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tam nhin thap hon, sy loai bé tam thoi va ap lwc méi cang ha thap tam nhin
hon nita. Dan dan, “ganh nang” dwgc hoan doi cang lam tam nhin thap hon.

Tai WonderTech, viéc loai bé cang thang cdm xtc c6 dang la sy suy
giam cac tiéu chuan hoat dong vé dich vu giao hang von khong thyc hién
dwgc. Sy uy gidam nay rat kho nhin thay bai vi né dién ra dan dan. Qua tirng
dot khing hoang tai WonderTech, tiéu chuan giao hang bi x6i mon mot it
néu so vai tieu chuan dat ra cho dot khing hoang gan nhat. Tuong tu, su
x6i mon muc tiéu ca nhan ciing khé dwgce phat giac va ching ta dan dan tw
bé gidc mo ctia minh: t* bd cadc quan hé ching ta mudn co6, cong viéc
ching ta mu6n lam va thé gidi ching ta mudn xay dung.

Trong cac to chirc, muc tiéu bi x6i mon do sy chiu dung kém vé&i cang
thang cam xtc. Khong ai muon la ngudi dua tin xau. Con duong dé nhat la
gia v0 nhw khéng cé tin xau nao hodc tham chi “tuyén bo thanh céng” -
nham lam cho tin xdu khong dén noi té bang cach ha thap tiéu chuan danh
gia no.

Pong luc cang thang cam xic ton tai @ moi cap do hoat dong cua con
nguwoi. PBo 1a nhitng dong lwc nhwong bo, huwéng dén sy tam thwong. Nhw
Somerset Maugham n6i “chi nhitng ké tam thwong méi luén cho la minh
gioi nhat”.

Chung ta cho phép muc tiéu cta minh bj x6i mon khi chiang ta khong
muon séng véi cang thang cam xtc. Mat khac, khi chiing ta hiéu va cho
phép sy cang thang sang tao hoat dong bang cach khéng ha thap tam nhin,
thi tam nhin sé tré thanh m6t nguon lwe cha dong. Robert Fritz n6i “Tam
nhin 1a gi khéng quan trong, quan trong la tdm nhin lam dwgc gi”. Nhitng
nguoi that si sang tao st dung khoang cach gitta tam nhin va thuc tai nham
tao ra nang lwgng cho sy thay doi.
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Co6 thé vi du truong hop Alan Kay, ngwoi chu tri chwong trinh nghién
ctu tai Trung tam nghién ctu Palo Alto (PARC) cta hang Xerox. Trung
tam nay vé nhiéu phwong dién c6 thé xem nhw cha dé cia mdy tinh ca nhan
(PC). Tam nhin cta 6ng dy la mot loai may hoan toan khac biét, cai ma ong
goi la “sach da nang” (dynabook). Bé hinh dung, dé c6 thé 1a mot cudn
sach mang tinh twong tac. Tré con c6 thé kiém tra tri nhé ctia minh, chaoi tro
choi va sap x€p lai mot cach sang tao nhitng y twdng cli ¢ sach truyén
thong. Kay da that bai bgi vi “sach da nang” khong bao gid trd thanh mot
thuc tai. Nhung tam nhin nay da dinh hinh lai nganh cong nghiép may tinh.
Nhitng chi€c may tinh dau tién dwgc ché tao lai tai PARC da bo sung du
chitc nang - ctra so, cac trinh don, con chudt, hién thi biéu twong (hinh anh
twgng trung thay vi chit viét) - da dugc thuwong mai héa sau dé6 10 nam tai
Macintosh.

Bill Russell la trung phong huyén thoai ctia doi bong r6 Boston Celtics
trong thanh tich lich si: 11 Ian v6 dich gidi nha nghé trong 13 ndm. Anh ta
dung thé ghi thanh tich ca nhan (personal scorecard) dé theo doi tién bo cua
minh. Anh ty xép hang cho minh sau moi tran dau trén thang diém tir 1 dén
100. Trong sut sy nghiép cua minh, anh chwa bao gio dat hon 65 diém.
Ngay nay, theo cach danh gia muc tiéu cua chung ta thi Russell sé dugc
xem la that bai. Cau thu tdi nghiép nay choi bong ré6 hon 1.200 trdn ma
chwa bao gio dat dén chuan myc minh mong mudn! Tuy nhién, chinh sy c6
gang vi chuan mwc d6 da lam cho anh tr@ thanh cau thu gan nhw giéi nhat
tlr tredc dén nay.[12]

[12]. Bill Russell va Taylor Branch, Second Wind: The Memoirs of an
Opinionated Man - Con gio thit hai: h6i ky cia mét nguoi dan 6ng ngoan

c6 (NXB Random House, New York), 1979.

Tam nhin la gi khéng quan trong, quan trong la tdm nhin lam dugc gi!
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Thau hiéu sy cang thang sang tao sé chuyén hoa cach nhin nhan “that
bai”. That bai don gian chi la sy hut hoi so véi muc tiéu, bang chitng cho
khoang cach giita tam nhin va thyc tai. That bai la mot co hoi dé hoc tap -
vé hinh anh sai léch cua thuec tai, vé nhitng chién lwgc khong hiéu qua nhw
mong dogi, vé si o rang cua tam nhin. That bai khong phai sy thiéu tu cach
hay sw bat Iyc. Ed Land, ngwoi sang lap va Chu tich cia Polaroid trong
nhiéu thap ky, nha phat minh ra cong nghé chup hinh lay ngay, da viét lén
twong cua minh cau noi:

“MGt sai lam la mot sy kién trong do 1gi ich day du ctia n6é chwa dugc
chuyén thanh lgi thé caa ban”.

Théau hiéu sy cang thang sang tao sé phat trién dwgc kha nang chiu
dung va tinh kién nhan cho ban. Trong mdét hoi thao cta ching t6i, mot
giam doc nguwoi Nhat da bay té quan diém cia 0ng ta vé cach danh gia thoi
gian khac nhau giita ngwoi Nhat va ngudi My. Ong néi “Nhitng doanh
nghiép My dén Nhat thuwong thdo hgp dong kinh doanh thuwdng cho rang
nguwoi Nhat kin dao va khong di ngay vao van dé can ban thdo. Nguoi My
dén Nhat véi mot lich trinh nam ngay lam viéc dwoc 1ap ké hoach rat sit sao
va muon lao vao viéc ngay. Thay vao dé nguwdi Nhat dén tiép ho bang mot
budi tiéc tra trang trong, lich sy; va khong bao gid ban thang vao van de.
Ngay qua ngay, ngwoi Nhat van giit thai d6 nhan nha trong khi nguwdi My
néng voi nhu bi kién bo. Thaoi gian, d6i véi ngudi My la ké thu, con doi véi
ngwoi Nhat 1a dong minh”.

No6i rong hon, doi vdi nhiéu ngwdi ching ta thyce tai 1a ké thu. Ching
ta khong no luc vi diéu minh mu6én ma dé sang tao ma bi nhirng gi ching ta
co trong thuc tai thuc ép. Theo ly luan nay thi cang sg, cang ghét thuc tai
ctia minh thi chiing ta cang “c6 dong co” thay doi. “Hodc moi viéc phai tr@
nén d té hai, hodc con ngudi sé khong thay doi triét dé”.
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DPiéu nay dan dén mot niém tin sai 1am rang dé c6 nhitng thay doi triét
dé, doi hoi phai c6 diéu gi do de doa dén sy ton tai, mot s6 nguwdi vi von vai
hinh anh “san nha néng béng”. Ly thuyét khting hoang nay vé sy thay doi
da trd nén kha pho bién. Nhung do cling 1a mot sy don gian héa qua mic
va nguy hiém. Trong cac bu6i hdi thao hoac trinh bay, t6i thuwong héi “bao
nhiéu nguodi trong s6 quy vi tin rang cac to6 chirc chi thay doi mot cach triét
dé khi c6 mot cude khiing hodang?” C6 75% dén 90% ngudi gio tay 1én. Roi
toi dé nghi moi nguwdi hinh dung mot cude song giong y nhv mong mudn
cla tat cd moi nguwoi - ho khong gap kho khan gi ca trong nghé nghiép, doi
song ca nhan va cac quan hé, hodc vdi cong dong. R6i toi héi “Ban sé tim
kiém diéu gi trwdc tién néu c6 mot cudc song khong hé cé rac r6i?” Pa so
trd 10i “thay doi - sang tao diéu gi d6 méi hon”. Vay la con nguwdi phitc tap
hon ching ta thwong nghi. Chiing ta vira sg thay do6i vira tim kiém sy thay
d6i. Hodc nhw mét chuyén gia tw van cai t6 doanh nghiép nhiéu kinh
nghiém néi “Con ngwoi khong chong lai sy thay doi, ho chi chong lai viéc
bi thay do6i”.

Thau hiéu sy cang thang sang tao dan dén mot sy chuyén doi triét dé
vé thai do cua chung ta doi véi thue tai. Thuc tai sé tré thanh dong minh
chit khong con la ké thu cta ching ta nita. M¢t sw ddnh gid sdu sdc va
ding ddn vé thuc tai cling quan trong nhw mét tam nhin ré rang. That
khong may, phan 16n ching ta c6 thoéi quen ap dat nhitng dinh kién 1én cam
nhan cta minh vé thye tai. “Ching ta hoc cach tin vao khai niém veé thuc tai
hon 1a tin vao quan sat ctia minh”, Robert Fritz da viét. “Viéc thtra nhan
thure tai giong voi nhitng y kién tir triede cta ching ta thi dé dang hon viéc
quan sat ro rang nhitng gi dién ra trwedc mat”[13]. Néu chon lya dau tién
trong viéc theo dudi hoan thién ca nhan la thanh that véi tam nhin cua
minh, thi chon Iwa cdn ban th hai ho trg cho hoan thién ca nhan la cam két
vi su that.

[13]. Quyén The Path of Least Resistance - Con duong khdng cu it
nhdt cta Fritz gidi thich thém vé ly do ddng sau thoi quen nay.
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Ca hai déu cuc ky quan trong nhw nhau dé hinh thanh cang thang sang
tao. Hodc theo cach néi cta Fritz “Con nguoi sang tao that sw biét rang tat
ca sy sang tao dat dwoc thong qua lam viéc dudi sy ép budc. Néu khong co
su ép budc thi khong c6 sy sang tao”.

“MAU THUAN CAU TRUC”: SUC MANH CUA SU BAT LUC

Nhiéu ngudi, ngay ca nhitng ngudi rat thanh cong, nudi dwdng nhirng
niém tin vitng chac trai ngwgc véi hoan thién ca nhan ctia ho. Thuwong thi
nhitng niém tin nay & bén dwdi nhan thirc. D€ hiéu y t6i, hdy thi thi nghiém
sau. Hay néi to cau “T6i c6 thé tao ra cudc song cia chinh minh y nhw
mong muon, & tat cd khia canh - cong viéc, gia dinh, cac quan hé, cOng
dong va thé gi6i rong 16n”. Hay chi y dén phan tng bén trong vdi khang
dinh nay, “tiéng thi tham” trong dau ban. “Ai dang dua thé?” “Han khong
that sy tin vao diéu d6”. “Trong doi s6ng ca nhan va cong viéc thi duogc -
nhung khong thé duwgc véi ‘cong dong’ va ‘thé gigi rong 16n’” “Du gi di
nita thi to6i dau c6 quan tdm diéu gi vé ‘thé gidi rong 16n’?” Tat ca nhitng
phan ng nay la bang chitng ctia niém tin bén trong.

Fritz, nguoi tirng lam viéc v6i hang van nguwoi dé phat trién nang lyc
sang tao cua ho, da két luan rang thuyc té tat ca ching ta c6 mot “niém tin
chi phoi 1a chiing ta khong thé hoan thanh mong mudn ctia minh”. Niém tin
nay tir dau dén? Fritz cho rang n6 la mot hé qua khong thé tranh dwgc cta
qua trinh treéng thanh:

“Khi con nhé chiing ta hoc vé nhitng han ché ctia minh. Day cho tré
em hoc vé nhitng han ché quan trong v@i sy ton tai ctia ching la chinh xac.
Nhung thwong thi viéc hoc tap nay qua khai quat. Ching ta thwong dugc
bdo rang ching ta khong thé c6 hodac khong thé lam dwgc mot so viéc nhat
dinh, vi vdy ching ta dé di dén gia dinh rang minh khong c6 nang luc dat
duoc diéu minh muon”[14].
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[14]. Sach dd dan

Hau hét ching ta c6 mot hoac hai niém tin mau thuan, han ché kha
nang sang tao ra diéu ching ta that sy muon. Pho bién la niém tin vé sy bat
lyc - téc 1a ching ta khong c6 kha nang bién thanh hién thyc tat ca nhitng
diéu minh that sy quan tdm. MGt niém tin khac tdp trung vao sy thiéu tw
cach - rang ching ta khong xitng dang c6 diéu minh khao khat. Fritz ké
rang ong ta chi ti'ng gap rat it ngwdi khong c6 nhitng niém tin tiém an nay.
Su khang dinh nay rat kho chitng minh vi khong thé do lwdng niém tin bén
trong con nguwdi. Nhung néu duwgce chap nhan nhw mat tién dé, thi né sé soi
sang nhitng nguon lyc hé théng cé thé ngan can manh mé viéc sang tao
nhitng gi t

Fritz dung phép an du dé miéu ta cach nhitng niém tin mau thuan bén
trong hoat dong nhv mo6t hé thong, ngan can viéc dat dén muc tiéu cda
ching ta. Hay twong twgng, khi ban dang di chuyén dén gan muc tiéu, co6
mot sgi day cao su, twgng treng cho cang thang sang tao, kéo ban vé huéng
mong mudn. Nhung cling c6 mot sgi day khac gan vGi cac niém tin vé sy
bat lyc va thiéu tw cach cua ching ta. Sgi thi nhat kéo ban di ding huwéng
thi sgi thit hai kéo ban ngwgc lai vé niém tin ban khong thé (hodac khong
xitng dang) dat dwgc muc tiéu. Fritz goi hé thong bao gom ca hai luc kéo -
mot lwc kéo dén gan muc tiéu va mot lwe ¢6 dinh vao niém tin bén trong -
1a “mau thuan cdu trac” (structural conflict) béi vi d6 la cau tric cta nhitng
e mau thuan, cung lidc kéo va day ching ta dén gan va roi xa diéu ching
ta muon.

Nhu vy, ching ta cang gan dat duge tam nhin thi day cao su thit hai
cang kéo ching ta ra xa. Lyc kéo nay tw xuat hién theo nhiéu khia canh.
Ching ta c6 thé mat nang lwgng. Chiing ta cé thé nghi ngd minh c6 that sy
muon dat dugc tam nhin hay khong. Viéc “hoan thanh cong viéc” c6 thé tra
nén kho khan hon. Nhitng can tré khong lwong trede xuét hién trén dudng
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di. Nguoi khac lam ban that vong. Tat ca diéu nay sé xdy ra mdc du ching
ta khong nhan ra hé thong mau thuan ciu tric, bdi vi né bat nguén tu
nhitng niém tin bén trong ching ta hau nhw khong y thitc dugc - that ra, su
v0 thitc cua ching ta gop phan vao sitc manh ctia mau thuan cau truc.

i { : "-, / |:.
i i .
VZa\ \ A
= LR AN
Ni'én‘:_ tin vao Thae tqi Tdm nhin
s bf.’:t Iy'e hay oo ban eia ban
thidu tw edeh

Véi nhitng niém tin vé sy bat Iyc hay thiéu tw cach, mau thuan cau
tric ham y nhitng nguén lyc hé thong sé ngan chiing ta thanh cong trong
viéc tim kiém mot tam nhin. Nhuwng do6i khi ching ta van thanh cong, va
thue té nhiéu ngudi trong ching ta da tré nén lao luyén trong viéc xac dinh
va dat dwgc muc tiéu, it nhat trong mot vai linh viee cia cudc song. Lam thé
nao chiing ta vurgt qua nhitng nguon lyc mau thuan cau trac?

Fritz x4c dinh ba chién lwgc téng quat dé dwong dau vdi cac nguon lyc
mau thuan ciu tric, moi chién lwge déu cé nhitng han ché riéng[15]. Dé
madc cho tam nhin bi x6i mon la mot trong nhitng chién lwgc nhuw vay.
Chién lwgc thit hai la “léo 1ai, van dong mau thuan” (conflict manipulation)
trong do ching ta c6 gang tw van dong khéo 1éo vé phia minh mudn bang
cach tao ra nhitng mau thuan nhan tao, chang han tap trung vao viéc tranh
né diéu minh khong muon. Van dong chién lwgc wa thich cia nhitng nguoi
ludn lo lang that bai, nhitng nha quan ly xuat sac trong viéc gay cam hitng
cho nhan vién khi néu ra nhitng hdu qua xdu néu muc tiéu cta cong ty
khong dat dugc, hodc ¢ nhitng phong trao xa hoi huy dong moi ngudi
thong qua noi s¢ hai. Pang buon la trong thue té hau hét cac phong trao xa
hoi déu hoat dong qua cac van dong mau thuan hodc “tam nhin tiéu cuc”,
tap trung vao viéc tranh xa diéu minh khong muon, thay vi tao ra diéu minh
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muon: chéng ma tiy, chong vii khi hat nhan, chong hat thudc, chéng nao
thai, hodc chong tham nhiing.

[15]. Sdch da ddn

Tuy nhién nhiéu ngwoi van héi “Lo lang hodc sg hai mot chiat ma van
dat muc tiéu thi da sao?”. Cau tra 10i danh cho nguwdi mudn dat dén hoan
thién ca nhan la cau héi don gian “Ban cé that sy mudn s6ng mdt cudc séng
lubn sg hai that bai?”. Bi kich la & ch6é nhiéu nguwoi bi dinh vao van dong
mau thuan da tin rang chi thong qua sg¢ hai va lo lang lién tuc thi ho méi
thanh cong. Cé nhitng ngwoi thay vi tranh xa nhitng cang thang xtc cam thi
lai ca nggi ching. D6i vdi ho cudc doi cé rat it niem vui. Ngay céa khi da
dat dwgc muc tiéu, ho 1ap titc lo dén chuyén mat di nhitng gi da dat dugc.

Chién lwgc tong quat thit ba cuaa Fritz 1a st dung y chi. Chiing ta chi tw
chuoc 1ay buc doc khi ché ngy nhitng tré ngai nham dat dugc muc tiéu.
Theo Ong ta, co s& cta chién lwge y chi l1a gia thiét rang ching ta tu thic
day minh bang cach nang cao y chi. Chién lwgc nay phd bién ¢ nhitng
ngwoi thanh céng vdéi quan niém y chi gan giong véi sy thanh cong: tap
trung ghé gém vao muc tiéu, san sang tra gia, c6 kha nang danh bai bat ky
doi thu nao va vugt qua bat ky chwéng ngai nao.

St dung y chi cling c6 nhiéu rac r6i, nhwng nhitng ngudi qua tap trung
vao thanh cong sé khé long nhan thay. Mét 1a khong tiét kiém dugc sire luc,
ma theo thuat nglt tw duy hé théng nghia la bo phi tac dung cta don bay.
Chung ta ciing dat dugc muc tiéu, nhwng phai no lyc rat nhiéu, cé thé cam
thay bi kiét sitc va tw hoi cai gia phai trd cho thanh cong nhw thé c6 xitng
dang khong. Trd tréu la nhitng ngudi dinh chat vao chién lwgc y chi cé thé
that sy thich tim chwéng ngai dé vugt qua, tim quai vat dé tiéu diét, tim ké
thu dé danh bai - dé nhac nhé ban than va moi ngwoi vé nang lyc cta ho.
Hai la c6 nhiéu hé qua nang né khong lwong trude dwge. Co khi ho thanh
cong trong cong viéc nhung gap rac roi trong hon nhan hoac thiéu tinh cam
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cta con cdi. Theo khia canh nao do6, su kién quyét va chi tdm vao muc tiéu
c6 hiéu qua cao trong cong viéc nhung chang cé y nghia trong gia dinh.

Cling chang khé gi hon nhitng chién lwgc tinh thé, y chi dé mac cho hé
thong mau thuan cau tric bén trong gitt nguyén khong thay doi. Dac biét,
niém tin bén trong vé s bat Iyc that sy con nguyén! Mdc du dat dwgc nhiéu
thanh tich, nhiéu nguwoi rat thanh dat van cam thady mot cam giac bat luc sau
sac, thwong khong noi ra, trong nhitng linh virc cuéc song quan trong -
chang han trong quan hé ca nhan va quan hé gia dinh, hoac trong kha nang
dat dén cam giac an binh va thanh than noi tam.

Nhitng chién Iwgc tinh thé nay, duwdi mot chitng muc nao do, la khong
thé tranh dugc. Ching rat quen thudc va khong thé thay doi mot s6ém mot
chiéu. Tat ca ching ta c6 xu huéng chon lrva mot chién lwgce yéu thich - vi
du chién lwgc cda toi la chién lwge y chi, theo nhitng nguwdi biét ro toi xac
nhan

Vay don bay trong viéc x¥ ly mau thuan cau tric nam & dau? Néu mau
thuan cau tric dén tir nhitng niém tin bén trong thi chi c6 thé thay doéi no6
bang cach thay do6i niém tin. Nhung tat cd cac nha tdm ly hoc déu nhat tri
rang nhitng niém tin co ban nhw tin rang minh bat lwc hodac thiéu tw cach
khong dé thay doi. Ching da hinh thanh rat sém trong doi song con ngudi
(ban con nhé nhitng tir “khong thé”, “dirng” bat dau hay dugc nghe tir khi
1én hai tudi hay khong?). Véi hau hét ching ta, nhitng niém tin thay doi dan
dan khi ching ta tich liy dwgc nhitng kinh nghiém mdi - khi ching ta phat
trién hoan thién ca nhan cia minh. Nhung néu hoan thién c4 nhan khong
thé phat trién khi chiing ta con giit nhitng niém tin bat Iyc, va nhitng niém
tin nay chi thay doi khi chiing ta trdi qua hoan thién ca nhan, thi lam thé
nao ching ta c6 thé bat dau diéu chinh dugc cdu tric tifm an ctia cudc
song?

CAM KET VOI SU THAT
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Chung ta c6 thé bat dau bang mot chién lwge don gian nhung sau sac
trong viéc gidi quyét mau thuan cdu tric: ndi ra sy that.

V6i moi ngwoi, cam két véi sy that thuwong cé vé la mot chién lwoc
khong day da. “Toi phai lam gi dé thay do6i hanh vi cia minh?”, “Bang
cach nao t6i c6 thé thay doi dwgc niém tin tiém an cta t6i?”. Con nguoi
thwong muon cé cong thitc, ky thuat hodc diéu gi do cu thé dé c6 thé ap
dung giai quyét van dé mau thuan cau tric. Nhung that ra cam két véi sw
that con manh mé hon bat ky k¥ thuat nao.

Cam két vdi sy that khong cé nghia 1a tim kiém Sw thdt,y nghia tuyét
doi hoac nhuw nguyén nhan t6i hau. Hon thé, n6é c6 nghia la khong ngting
mong muon tir bo viéc han ché hodc ty doi gat minh trong viéc nhin ra moi
viéc, lién tuc thi thach nhitng ly thuyét gidi thich 1y do moi viéc ton tai. N6
coO nghia la khong ngirng md rong nhan thirc, nhv mot van dong viéen vi dai
vOi tam nhin khac thwong duy tri no lyc tim hiéu nhiéu hon vé linh vuc thi
ddu. N6 ciling c6 nghia la lién tuc dao sau hiéu biét ctia minh vé nhitng cau
triic bén dwdi cac sw kién thue té. Mot cach dac biét, ngudi c6 hoan thién ca

nhan cao nhan ra nhiéu mau thuan cdu tric hon bén duwdi hanh vi caa ho.

Nhu vay, nhiém vu quan trong dau tién trong viéc gidi quyét mau
thuan cau tric la nhan ra ching va hanh vi do ching gay ra. C6 thé rat khé
nhan ra nhitng chién lwgce tinh thé khi dang ap dung, do nhitng ap Iyc va
cang thang thuwong kém theo. Can phai phat trién nhitng dau hiéu canh béo
bén trong, chang han khi chiing ta thady minh dang d6 thtra cho ai khac hoac
viéc gl khac. “Ly do t6i bo cudc la bagi vi khong cé ai danh gia cao t6i”,
hodc “Ly do t6i lo lang la vi ho sé sa thdi néu t6i khong hoan thanh c6ng
viec”.

Theo kinh nghiém, t6i thdy nguwdi khac thwong lam toi that vong vao
nhitng thoi diém gay go trong cac dy an 16n. Khi diéu nay xay ra, tdi c
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kién tri di tdi, vuegt qua nhitng tré ngai do sy phan boi hodc sy kém céi ctia
ho gdy ra. Phai mat nhiéu nam t6i méi nhan ra d6 la mot mo hinh cé tinh
chu ky, hinh thitc st dung chién lwgc y chi dac biét ctia ban than toi, bat
nguon tir cdm giac bat lyc do bi ngwdi khac lam that vong. Lic nao toi cling
két thic v6i cam giac “Chinh minh phai ty lam ldy moi viéc”.

Nhéan ra cau tric nay, to6i bat dau hanh dong khac di khi n6 lai xay ra.
Toi it trd nén gian dit hon. Thay vao dé la chap nhan sy that dau long - “0,
mo hinh hanh dong cta minh la nhw thé ma”. T6i nhan ra hanh dong cta
minh da gép phan tao ra nhitng hé qud, bang cach tao ra nhitng nhiém vu
khong kha thi, hoac danh gia thap va khong ho trg dong nghiép. Hon nita,
toi tim cach phat trién nhitng k§ nang thao luan tinh huéng ma khong t6 ra
ap dat. Chuong 9, “Nhitng mo hinh tw duy”, sé minh hga nhitng ky nang
nay.

Toi sé khong phat trién hodac ap dung dwgc nhitng ky nang do néu
khong c6 su thay doi trong suy nghi. Chirng nao con nhin van dé duwéi dang
cac sy kién thi t6i con cho rang van dé ctia minh do tac dong bén ngoai gay
ra - “Ho lam t6i that vong”. Mot khi nhin thdy van dé la do tac dong cau
tric gay ra, toi bat dau xem xét minh c6 thé lam dugc gi, thay vi xem “ho
da lam gi

Nhitng ciu tric ma ching ta khong nhan biét giam giit ching ta. Khi
dwgc nhin nhan va dat tén, ching sé khong thé tréi budc ching ta nita. Biéu
nay ding v@i ca ca nhan lan t6 chitc. That ra, c6 mot nganh khoa hoc
nghién citu vé diéu nay, do la liéu phap gia dinh (structural family therapy),
dya trén gid dinh rang nhitng khé khan tam ly cta ca nhan chi c6 thé dugc
hiéu va thay d6i thong qua sy hiéu biét vé nhitng cau tric 1é thudc lan nhau
bén trong gia dinh va nhitng quan hé ca nhan gan giii. M6t khi nhitng cdu
truc nay duvgc nhan dang, ndi theo cach ctia David Kantor, nguoi di tién
phong trong nganh nay “Sé c6 kha nang diéu chinh cau tric dé giai phong
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con nguwoi khoi nhitng lwe lwgng bi an trede day diéu khién hanh vi cua
ho”[16].

[16]. David Kantor va William Lehr, Inside the Family: Toward a
Theory of Family Process - Bén trong gia dinh: vé mét ly thuyét cua tién
trinh gia dinh (NXB Jossey-Bass, San Francisco), 1975.

Kham pha cac cdu tric dang hoat dong la nang lyc ctia nhitng nguoi
c6 mitc do hoan thién ca nhan cao. DPa6i khi nhitng cau tric nay rat dé thay
doi. Nhiéu khi, nhw mau thuan cau tric, chiing chi thay déi dan dan. Vi thé
diéu can lam la hanh dong mot cach sang tao hon bén trong nhitng cau tric
trong khi van chap nhan nguoén goc cua chiing, thay vi dau tranh chong lai.
Khi mdt cau tric dang van hanh dwge nhan ra, thi chinh cau tric do sé tré
thanh mot phan cta “thyc tai”. Cang cam két vdi sv that, cang thang sang
tao cang dé xuat hién bédi vi thie tai dwgc nhin nhan diing v6i ban chat cta
né hon. Trong boi canh ctia cang thang sang tao, cam két vdi sy that trd
thanh mot dong luc.

Mot trong nhitng minh hoa c6 dién cho tién trinh nay la tdc pham A
Chirstmas Carol - Bai Thdnh Ca cua Charles Dickens. Qua sy viéng tham
ctia ba con ma vao dip Giang sinh, Scrooge hiéu hon vé thie tai minh da co
ch6i bo. Cau bé nhin thay thyc tai trong qua khit, nhitng lwa chon né da
thue hién da lam cho long trac an nguodi lanh dan va tang tinh ty kiéu. Cau
bé nhin thay thuc tai trong hién tai, dac biét nhitng khia canh ma né da c6
tranh né, chang han can bénh ctia Tiny Tim. Va cdu bé ciing nhin thay thyc
tai trong twong lai c6 thé cd, mot twong lai sé xdy ra néu né tiép tuc cach
song hién tai. Nhuwng roi cau bé tinh day. N6 nhan ra minh chwa bi tréi budc
bagi nhitng thyc tai d6. Cau bé nhan ra minh c6 mot sy chon lya. Cau ta
quyét dinh thay doi.

Scrooge khong thé quyét dinh thay doi trwdc khi hiéu hon vé thyce tai
ctia minh. That ra, Dickens noéi rang cudc song luén mang dén nhitng chon
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lwa dé ching ta nhin ra dwoc sy that, cho du chiing ta ¢6 mu quang hodc cé
dinh kién thé nao. Va néu chiing ta c6 can dam chap nhan sy chon lya do,
thi chiing ta c6 sttc manh dé thay do6i sau sac chinh minh. Hodc néi theo
ngon ngit ton gido truyén thong, chi thong qua sy that chiing ta mgi dén
duoc vai Chaa.

Sttc manh cuda su that, nhin nhan thwce tai cang ding véi ban chat cia
no, rira sach lang kinh nhan thire, thirc tinh khoi s bop méo ty ap dat len
thire tai - 1a nhitng cach dién ta khac nhau ctia mot nguyén tac chung trong
hau hét cac hé thong ton gido va triét hoc trén thé gidi. Nhitng ngudi theo
Phat gido c6 gang dat dén trang thai “Ngo”, tirc la trye tiép nhin thay thuc
tai. Nguoi theo dao Hindu thi néi dén sy “Chitng nghiém” - quan sat chinh
ban than va doi song cua minh bang mot sy thoat bé linh hon. Sttc manh
cta sy that cling c6 gia tri trung tam nhu thé trong suy nghi ctia nguoi Co
doc gido, tuy n6 da danh mat vi tri trong cac thuc hanh cta ton gido nay
trong hai ngan nam sau do6. Thuc t€ ma noi, cac biéu twgng ma dan Hebrew
dung dé viét tir Yeheshua (tic Jesus) bao gom biéu twgng cua Jehovah,
cong thém ky tw shin vao chinh giita. Biéu twgng cua Jehovah (Pic Chia
Troi) mang y nghia “Diéu da, dang va sé ton tai”. Ky tu shin chén vao lam
bién doi y nghia trén thanh “DPiéu da, dang, sé ton tai, va gidi thodt”. D6 co
thé la nguon goc cta cau néi “Svy that sé giai phong cho cac con”.

SU DUNG TIEM THUC HOAC BAN KHONG CAN PHAI TiM
HIEU

Mot trong nhitng khia canh thd vi nhdt cia ngwdi cé hoan thién ca
nhan cao la kha nang thuc hién nhitng viéc phitc tap khac thuwong mot cach
dé dang va thodi mai. Tat ca chiing ta déu kinh ngac trudc vé dep tham my
cta van dong vién vo dich vé truegt tuyét, hay mot dién vién ba 1é. Biét rang
nhitng ky nang cua ho dwgc phat trién qua nhiéu nam tap luyén gian kho,
nhing chiing ta van ngac nhién vi ho thue hién nhitng bai biéu dién tuyét
vOi mot cach dé dang va duwong nhw khong can no luc.
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Bén trong viéc ren luyén hoan thién ca nhan la mot khia canh khac cua
tri tué, do la tiém thitc, nho d6 tat ca ching ta thich nghi véi sy phic tap.
Diéu phan biét nguwdi cé mirc do hoan thién ca nhan cao néi troi la kha nang
phat trién dwgc sy hoa hgp gitta nhan thivc thong thwong va khia canh tri
tué duogc goi la tiém thitc nay[17]. Diéu ma ching ta xem la hién nhién va
khai thac bira bai thi ho ti€p can nhw mot nguyén tac.

[17]. Khdi niém “tiém thic (subconscious)” dd dwgc nhiéu nguoi st
dung, nhv Freud va Jung, dé trinh bay mét hién tuong hoi khdc vdi nhitng
ndi dung thao ludn ¢ day.

Vay tiém thitc c6 lién quan gi dén hoat dong quan ly va cac t6 chic?
Inamori cua cong ty Kyocera noi:

“Khi toi tap trung... toi di vao tiém thitc. Ngudi ta néi rang con nguoi
s@ hitu tri tué ca tiém thitc lan y thitc, va chinh tri tué tiém thitc méi c6 mot
nang lwgng 16n hon gap 10 lan...

Khi t6i n6i dén “tri tué”, T6i chap nhan bi cho la dién khung. Du thé
nao, toi cho rang chinh & dé hién hiru 10i goi y vé bi mat c6 thé quyét dinh
twong lai chung ta”.

O’Brien cua cong ty Hanover Insurance ciing cho rang viéc khai thac
duwgc nhitng nang lyc tinh than bi lang quén la v6 cung thiét yéu trong viéc
xdy dyng nhitng t6 chitc mdi:

“Lanh th6é chwa dwgce kham pha 16n nhat trén thé gigi 1a khong gian
gitta hai 10 tai ching ta. Mgt cach nghiém tic, t6i tin chac rang nhitng t6
chttc hoc tap sé tim ra cach nudi dudng va phat huy nhitng nang luc bén
trong ching ta ma ngay nay dugc goi la “phi thwong”.
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Nhung diéu dwoc goi 1a “phi thwong” doé that ra lién hé mat thiét vai
nhitng mat binh thwong cta doi séng ma ching ta khong dé y. Cudc séng
day nhitng cong viéc phitc tap ma chiing ta xtr 1y thanh thao khong can phai
stt dung dén bat ky y thitc nao. Hay thtt mot thi nghiém: s& 1én dinh dau
minh. Ban lam nhv thé nao? Pa s6 ching ta sé tra 16i “T6i nghi dén viéc
dwa canh tay lén dau - hodc t6i nghi dén hinh dnh vé canh tay dat trén dau -
thé 1a, canh tay da ¢ d6. Nhung vé mat than kinh hoc, hanh déng dwa tay
1én dau la m6t nhiém vu phitc tap phi thuong, lién quan dén hang ngan té
bao than kinh khi tin hiéu di tit ndo dén canh tay ban va quay tré vé ndo.
Hanh déng hoan toan phitc tap nay dwgc thyc hién ma khéng can y thic.
Twong ty nhu thé, néu ban phai nghi veé tat ca chi tiét cia hanh déng di bo,
ban sé gdp rac réi 16n. Di lai, néi chuyén, an uéng, mang giay, lai xe.... déu
duwgc thue hién nhw thé, khong can sw tap trung y thite - trong khi that sw tat
ca déu la nhitng nhiém vu phtic tap v6 cung.

Nhitng nhiém vu nay dwgc hoan thanh chinh xac bdi vi c6 mot khia
canh rat thong thao trong viéc gidi quyét nhitng sy phitc tap. Vé mat nao dé
thi viéc chung ta goi khia canh khac nay la gi khong quan trong. Thuat ngt
“tiem thitc” (subconsciuos) dugc st dung vi né am chi nhitng hoat dong
bén dudi hay ben trong y thitc. Nhitng nguoi khac goi no la “vo thie”
(unconscious) hay “tw duy ty dong” (automatic mind). Du dugc goi la gi,
néu khong c6 phan tri tué nay thi khong thé gidi thich vi sao con nguwdi luon
thanh cong trong viéc hoan thanh bat ky nhiém vu phitc tap nao. C6 mot
diéu chiing ta c6 thé phat biéu chac chan la nhitng cong viéc phitc tap trén
khong duoc thuc hién chi boi y thitc va suy nghi thong thuong ctua chung
ta.

Twong tw nhu thé, tiém thitc cling quan trong trong viéc hoc cta ching
ta. Pa c6 ldc trong doi, ban khong thé thuc hién nhitng nhiém vu “tran tuc”
nhv di lai, an uéng, n6i nang. Chung ta phai hoc titng tht mot. Tré nhé
khong thé dira muong vao miéng ngay lan dau tién - thwong thi dwa nham
vao vai phai, vai trai hay dwa 1én cd. Chi bang cach hoc dan dan thi n6 méi
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lam dwgc viéc d6. Bat ky nhiém vu mdi nao cling doi hoéi s tap turng y
thitc va no lyc. Khi ching ta “hoc” nhitng ky nang can thiét dé thyc hién
nhiém vy, ca hoat dong dan dan thay doi tir chi y c6 y thitc sang kiém soat
qua tiém thifc.

Mot vi du khéac 1a khi lan dau ban tap lai xe hoi, can phai tap trung chu
y, ddc biét néu ban tap lai trén xe khéng c6 bd s6 tv dong. Thuc sw, ban
phai tap trung dén noi kho cé thé néi chuyén véi nguwdi hwédng dan ngoi bén
canh. Néu nguoi do yéu cau ban “chay cham lai, chuyén hwéng va ré phai”
& goc cua, ban co6 thé khong lam n6i viéc d6. Tuy nhién, trong vong vai
thang hay it hon, ban thyc hién nhiém vu twong ti ma khong can tap trung
qua mirc. N6 da tré nén “ty dong”. Ngac nhién hon 1a sau dé ban c6 thé lai
xe trén dwong pho dong dic trong khi van tro chuyén cung ngwoi ngoi bén
canh - c6 vé khong c6 bat ky su tap trung y thitc nao tredc hang tram bién
sO ban phdi quan sat va phan tng trong khi lai xe.

Khi lan dau hoc dan piano, chiing ta bat dau bang tirng n6t nhac. Dan
dan ching ta tap dén nhitng hgp am don gian roi phitc tap, xem nhw nhitng
not nhac la mot nhiém vu don gidn khong can chi y dén nhiéu. Tham chi
nhitng nghé si chuyén biéu dién piano trwéc khi choi mot bai nhac méi
cling phai choi véi nhip diéu cham bang mot nira binh thwong dé tap trung
vao phoi hgp céc vi tri nét nhac, hgp am va giai diéu. Nhwng khi biéu dién,
cling chinh nghé si d6 khong can tap trung vao giai diéu van choi tot bai
nhac. Piéu dé cho phép anh ta tdp trung vao phan nghé thuat va bay bong
cua bai nhac.

Tat ca chung ta thong mét lwgng cuc 16n cac ky nang théng qua rén
luyén tiém thirc. M6t khi da hoc, ching tré nén dugce chap nhan, tré nén
tiém thitc, dén noi chiing ta khong nhan ra khi chiing ta thyec hién nhitng ky
nang d6. Nhung da so chiing ta chwa tirng suy nghi ki lwdng vé cdch ching
ta thong thao nhitng k¥ nang do6 va cach chiing ta tiép tuc phat trién sau hon
su hoa hgp gitta y thitc va tiém thitc ctia minh[18].
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[18]. Sw mb td ngdn gon bén dudi muon ti nhiéu truyén thong tinh
than, tir dao Co doc dén Thién, nhung t6i ddc biét cdm on y twdng cua
Robert Fritz. Tham khdo thém cdc truyén thong khdc nhau dé & cdc sdch:
Finding Grace at the the center - Khdam phd thuong dé & trung tam,
Thomas Keating va cdac cong su (St. Bede Publications, Still River, Mass),
1978; va Shunryu Suzuki Roshi, Zen Mind, Beginner’s Mind - Tv duy thién,
tw duy ctia nguoi bat dau (NXB Weatherhill, New York va Tokyo), 1975.

Do 1a 1y do tai sao nhitng ngwdi cam két lién tuc phat trién hoan thién
ca nhan lai thyc hanh nhitng hinh thitc tap trung tv twéng. Thong qua thién
dinh hodc cac phwong phap lam diu di tiéng noéi y thirc khac, thye hanh tap
trung tu twdng thwong xuyén cé thé giip tang hiéu qua hoat dong cuia tiém
thirc. Tiém thitc khéng doi hoi y chi dac biét nao. N6 cling khong ty tao ra
muc tiéu hodc tw dinh huwéng. Biéu ching ta tap trung chi y sé cé y nghia
quan trong d6i véi tiém thitc. Trong trang thai hoat dong cao do thong
thwong cua dau oc, tiém thitc bi bao pha bdi cac cam xtic va suy nghi mau
thuan nhau. Trong trang thai yén tinh, khi ching ta tap trung vao diéu dac
biét quan trong, nhitng khia canh ctia tam nhin cta ching ta, tiém thitc sé
khong bi phan tan.

Hon nita, nhitng nguwoi c6 muic do hoan thién ca nhan cao cé nhitng
cach riéng dé tap trung tw duy ctia ho. Nhw da trinh bay, ho tdp trung vao
chinh két qud can thiét, khong phai “tién trinh” hodc phwong tién can cé
nham dat duoc két qua do.

Tap trung vao két qua can thiét 1a mot ky nang, Doi v6i hau hét chiing
ta, thoat dau viéc nay khong dé lam, doi hoi thoi gian va kién nhan. Hau hét
ching ta, ngay khi nghi dén nhitng muc tiéu ca nhan quan trong, lap titc
nghi ngay dén nhitng 1y do tai sao khong thé thyc hién dugc - nhitng thir
thach, kho khan ma ta phai khac phuc. Mac dau viéc nay gitp cho ban suy
nghi vé nhitng chién Iwgc khac nhau nham dat dwgc muc tiéu, n6 ciing la
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biéu hién ctia sy thiéu nguyén tac. Khi dé viéc suy nghi vé tién trinh dat
dén tam nhin ct lién tuc quay nhiéu sy tap trung cda ching ta vao két qua.
Chung ta phai hoc cach tach biét diéu chiing ta that sy mudn véi diéu ching
ta can lam dé dat dwgc mong mudén d

Co6 mot bai thye hanh khéi dau dé hoc cach tap trung hon vao két qua
la chon bat ky m6t muc tiéu cu thé hoac mot khia canh cu thé nao cta tam
nhin. Trwdc hét, hay twéng twgng 1a ban da nhan thitc muc tiéu mot cach
day du. Ro6i ty hdi minh “Néu toi da that sy dat dugc thi diéu nay sé gitp
ich gi cho t6i?”. Nhiéu ngudi thuong phat hién ra rang cau trd 10i cho cau
héi nay tiét 10 nhitng mong mudn “sau xa” hon nam an sau muc tiéu. That
ra, muc tiéu la mot buwdc chuyén tiép can thiét dé dat dén mot két qua quan
trong hon. Chang han mot nguwdi dé ra muc tiéu dat dén mot cap bac nao dé
trong hé thong cap bac cta t6 chitc. Khi o ta tw héi “Toi sé dugc gi khi trd
thanh mé&t phé chu tich cao cap?” va cé cau tra 10i: sy ton trong ctua dong
nghiép. Du van mudn dat dén vi tri d6, nhung gio day c6 ta hiéu rang co
mot muc tiéu can thiét hon - muc tiéu ma co ta cé thé bat dau nhw mot phan
ctia tam nhin, doc lap v6i cap bac ctia minh trong t6 chitc. (Thay vao do,
néu khong lam r6 “két qua” minh that sy mong muon, co ta c6 thé dat dugc
muc tiéu da dé ra réi m@i nhan ra diéu quan trong hon van chwa duge hoan
thanh).

Ky nang nay rat quan trong do sy dap &ng cua tiém thitc doi v6i mot
su tap trung chac chan. Khi ching ta khéng chac lam vé muc tiéu trung
gian va nhitng muc tiéu thyc chat, tiém thitc khong thé dat thi tw wu tién va
tap trung.

Viéc dua ra nhitng chon lya ro rang cting quan trong. Chi sau khi thyc
hién viéc nay thi tiém thitc m&i cé kha nang hoat dong hét chitc nang cuda
minh. That ra, dua ra chon lya va tap trung vao két qua quan trong (vdi
ching ta) 1a mét trong nhitng ng dung don bay cao nhat cia y thitc thong
thuong.
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Cam két vai sy that cling quan trong trong viéc phat trién sy hoa hop
véi tiém thitc - giong nhw nguyén ly co ban cua cong cu phat hién néi doi
(lie detector). Khi khong néi sy that, con nguoi sé tao ra mot mic do cang
thang noi tai, nhitng cang thang nay sé chuyén thanh nhitng hiéu &ng sinh
1y c6 thé do lwong dwoc - huyét ap, mach va ho hap. Vi vay viéc ty Itra déi
ban than veé thuc tai sé khong chi ngan can tiém thitc nhan dwgce thong tin
chinh xac vé vi tri hién tai cua chiing ta so v&i vién canh. N6 con tao ra
nhirng thong tin nhiéu doi vai tiém thite, cling giong nhw thong tin nhiéu do
s “On ao” cua chung ta vé ly do khong thé dat dén tam nhin. Nguyén tac
cang thang sang tao nhan ra rang: tiém thitc hoat dong hiéu qua nhat chi khi
tap trung chac chan vao tam nhin va thyc tai ctia chiing ta.

Nghé thuat st dung tiém thitc nhiéu ky thuat. Mot cach hiéu qua dé
tap trung tiém thitrc la thong qua twéng twgng va hinh dung. Chang han,
nhitng van déng vién boi dang cap thé gidi da nhan thdy rang khi twdng
twong tay ho dai gdp doi, chan ho c6 mang, thi ho boi nhanh hon. “Dién tap
tinh than” nhitng k¥ xdo phitc tap da trd thanh bai tap tam ly thuong xuyén
cta nhitng ngwoi chuyén biéu dién ¢ nhiéu linh virc khac nhau.

Nhung hiéu qua that sy cua nhitng bién phap nay xoay quanh viéc
nhan biét diéu gi that sy quan trong vGi minh. Néu khong nhan biét dugc,
nhitng bai tap dac biét va nhitng phwong phap tac dong dén tiém thirc co
nguy co bién thanh nhitng k¥ thuat khd khan - chi don gian 1a mot cach
kich thich chinh minh. D6 khong phdi 1a méi quan tdm vo ich. Hau hét cac
truyén thong tinh than déu canh béao viéc lam dung nhitng k¥ thuat lam tang
sttc manh tinh than ma khéng lién tuc tang cwong nhan thitc cia minh vé
wdc muon that su.

Tom lai, diéu quan trong nhat trong viéc phat trién nhitng dac tinh cta

si hoa hgp tiém thitc 1a sy quan tam that sw dén két qua, cam giac sau sac
vé viéc dat ra muc tiéu “xitng dang” dé khao khat. Tiém thitc dwong nhw
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dac biét cam nhan dugc nhitng muc tiéu phu hgp v6i khao khat va gia tri
sau xa cua chung ta. Theo m6t sO6 quy tac tinh than thi nguyén nhan la do
nhitng khao khat sdu xa nay da di vao tiém thitc, hodc tré thanh mot phan
cta tiém thic.

Mot vi du tuyét voi vé thanh tich cia mot nguwdi chiu theo dudi diéu
that si quan trong vd&i minh 1a cau chuyén vé Gilbert Kaplan, nha bién tap
va nha xuat ban ctia mot tap chi hang dau. Kaplan lan dau tién nghe Ban
Giao hwéng thit hai ctia Mahler trong mot budi dién tap vao nim 1965. Ong
khong ngt dugc. “T6i quay trd lai xem budi biéu dién mot lan nita va khi di
ra khoi hoi treong biéu dién, t6i thdy minh trd thanh mot con nguwdi hoan
toan khac. Do 1a sy khdi dau mot cau chuyén tinh yéu kéo dai”. Du cho 6ng
khong dugc dao tao chinh quy vé am nhac, ong da cam két vé thoi gian,
sire lue va tién bac dé thué dan nhac va theo dudi viéc hoc diéu khién dugc
dan nhac. Ngay nay, nhitng budi diéu dién nhac giao hwdng ctia 6ng nhan
dwgce nhitng 167 khen ngoi gid tri nhat trén toan thé giéi. To New York
Times ca nggi dia nhac giao huong nam 1998 cta 6ng véi Dan nhac Giao
huwéng London la mot trong nhitng dia nhac ¢6 dién hay nhat trong nam va
Chu tich Hiép hoi Mahler & New York da coi day la “suy biéu dién xuat
sac”. Néu chi dya vao viéc hoc ¢6 y thitc thoi thi 6ng c6 thé chwa dat dugc
mic do hoan my nay, du cho véi tit cd “sitc manh y chi” trén thé gian.
Chinh nh¢ vao sw hoa hop véi tiém thitc ma Kaplan cé thé thue hién “moi
tinh” mGi cua ong.

O nhiéu géc dobi quyét dé phét trién hoan thién cd nhan qua sv hda
hgp véi tiém thitc chinh 1a nguyén ly phat trién tam nhin ca nhan. Pay 1a ly
do tai sao khai niém tam nhin luén dwoc danh gia cao trong cac nghé thuat
sang tao. Picasso ting noi:

Sé rat thd vi néu ghi lai bang hinh dnh, khong phdi nhitng giai doan

ctia hoi hoa ma sy tién héa cua né. Co 1€ ngwdi ta sé nhin ra cach thitc ma
tw duy két tinh nhitng gidc mo cua né. Nhung diéu that sy quan trong la
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hiéu dwgc rang bic tranh khong thay doi vé co ban, tam nhin nguyén thay
gilt nguyén khong thay doi du cho hinh thi¢c thé hién c6 nhw thé nao[19].

[19]. Bad dugc néu trong quyén The Path of Least Resistance - Con
duong khdng cv it nhdt cta Fritz.

HOAN THIEN CA NHAN VA NGUYEN LY THU NAM

Khi tirng ca nhan thye hanh nguyén ly hoan thién ca nhan, nhiéu thay
doi sé dan xay ra trong ho. Nhiéu thay doi rat tinh vi va khong dé nhan
thay. Bén canh viéc lam r6 cac cau tric phan biét hoan thién ca nhan nhw la
mot nguyén ly (chang han sy cang thang sang tao, cang thang cdm xuc va
mau thuan ciu tric), tam nhin hé thong ciing thap sang nhitng mat tinh té
hon ctia hoan thién ca nhan - dac biét nhu: két hop ly tri vGi truc gidc; lién
tuc nhan ra nhiéu hon sy két ndi cua ching ta vdi thé gigi; s dong cam, va
cam két vGi tong theé.

KET HQP LY TRi VA TRUC GIAC

Theo mot cau chuyén Héi gido c6, mot nguwdi mu di lac trong mot khu
ritng va vap ngd. Khi anh ta mo mam dudi dat thi méi biét rang minh nga
tring mot nguwdi qué. Nguwdi mu va ngwoi que bat chuyén vGi nhau, than
thd cho s6 phan cia moi nguwoi. Ngwoi mu ndi “T6i da di lang thang trong
khu rirng rat 1au ma khéng thé tim thay 16i ra”. Nguwoi qué néi “T6i da nam
trong khu rirtng nay rat 1au ma khong thé ding 1én di dugc”. Pang ngoi néi
chuyén thi bong dung ngudoi qué kéu 1én “To6i tim ra cach réi. Anh cong t6i
lén vai va t0i sé chi duong cho anh di. Cung hgp sttc thi anh va toi sé tim
dugc cach ra khoi rieng”. Theo nguoi xwa thi ngwoi mu twong trung cho ly
tri. Nguoi que twgng trung cho truc gidc. Chung ta sé khong tim ra cach ra
khoi ritng chtrng nao chwa hoc dwgce cach két hgp cé hai.
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Truc giac trong quan ly ngay cang dwgc chu trong va cong nhan, sau
nhiéu thap ky khong hé dugc quan tdm. Gan ddy, nhiéu nghién cttu cho
thay nhitng nha quan ly va lanh dao phu thudc rat nhiéu vao tryc giac - ho
khong gidi quyét dugc nhitng van dé phirc tap néu chi hoan toan dva vao ly
tri. Ho coi trong linh cam, nhan dang nhitng nguyén mau va hinh dung ra
nhitng suy luadn tryc gidc twong ty cho nhitng tinh hudng khac nhau[20].
Tham chi cé nhitng trudng kinh doanh da t6 chitc nhitng khéa hoc vé truc
giac va gidi quyét van dé mot cach sang tao. Nhung trong cac td chitc va ca
xa hoi, ching ta hdy con mét chang duwong dai phia trwdc dé két hop tryc
giac voi ly luan.

[20]. Weston Agor, Intuitive management: Integrating Left and Right
brain management Skills - Qudn ly bang truc gidc: Két hgp ky ndng qudn
ly ndo phdi va trdi (NXB Prentice Hall, Englewood Cliffs, N.J.), 1984;
Henry Mintzberg, “Planning on the left side and managing on the right -
Idp ké hoach phia bén trdi va qudn ly phia bén phdi”, tap chi Harvard
Business Review (thang 7-8/1976), trang 49-58; Daniel Isenberg, “How
top managers think - Nhitng nha qudn ly hang ddu suy nghi nhw thé nao”,
tap chi Harvard Business Review (thang 7-8/1976), trang 49.

Nhitng ngwoi c6 mirc do hoan thién ca nhan cao khéng can pho truong
su két hgp true gidc vai ly tri. Ho dat dén diéu nay mot cach tw nhién - nhw
mot hé qua cua cam két sit dung tat ca cac nguon luc ho c6 san. Ho khong
thé chon lya gitra ly tri va tryc giac, gitta khéi 6c va con tim, ciing nhw
khong thé chi di bang mot chan hodc chi nhin bang mot mat.

Nguyén tac song phwong la mot nguyén tac thiét ké nam an dudi sy
tién hda cta cac sinh vat cao cap. Thién nhién dwong nhuw da hoc dwoc cach
thiét ké song doi; né khong chi doi dao va phong phu vé hinh thitc ma con
dam bao sy hitu dung khong thé khac dwgc. Cé hai chan thi méi di nhanh
va linh hoat. Hai canh tay va ban tay giip cho viéc leo tréo, cdm nam vat
dung. Hai mat cho ta tam nhin ba chiéu, va cung véi hai tai gitip ta cam
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nhan chiéu sau. C6 phdi cung theo nguyén tac nhu vay, ly tri va truc giac
dugc thiét ké dé hoat dong cung véi nhau nham gitp con ngwoi dat dugc tri
thong minh tiém nang ctia minh?

Tw duy hé thong c6 thé chi ra bi quyét dé két hgp ly tri va tryc giac.
Tryc gidc vugt qua tw duy theo dwong thang (tuyén tinh), von nhan manh
vao moi quan hé rat gan vé mat khong gian va thdoi gian gitta nguyén nhan
va két qua. Két qua la hau hét tryc gidc cia ta khong cé tinh hgp 1y - nghia
la khong thé giai thich dwogc theo logic tuyén tinh.

Thuwong thi nhitng nha quan 1y kinh nghiém giau tryc gidc vé nhitng hé
thong phitc tap ma ho khong thé giai thich dwoc. Truc gidc cho ho biét rang
nguyén nhan va két qua khéng gan nhau vé thoi gian va khong gian nhitng
gidi phap dé dang thwong cé hai hon la cé lgi, va rang nhitng cach giai
quyét tam thoi thwong gdy ra nhitng tac hai lau dai. Nhung ho khong thé
giai thich nhitng y kién ctia hg bang ngdn ngit nhan-qué tuyén tinh. Rot
cudc ho danh néi “Chi can lam nhuw thé. Chac chan sé c6 két qua tot”.

Chang han, nhiéu nha quan ly nhan thay hiém hoa ctia nhitng muc tiéu
hodc tiéu chuan bi x6i mon nhung khong thé gidi thich day da tai sao
nhitng diéu nay lai tao ra mot xu huwéng tang dan cta viéc dau tw khong day
da va xu hwdng gidm tang trwdng thi truong. Hodc nhiéu nha quan ly cam
thdy rang ho tap trung vao nhitng chi s6 kinh doanh httu hinh, dé do lwong
va che gidu kho6 khan dé khé khan cang tang thém. Nhung ho khong thé
gidi thich mot cach thuyét phuc tai sao lai c6 nhitng chi s6 kinh doanh sai
léch hodc phai diéu chinh nhw thé nao thé cai thién két qua. Ca hai loai truc
giac nay déu co thé giai thich khi hiéu dwgc nhitng cau tric hé thong bén
dudi.

Mau thuan gitra tryc gidc va tw duy tuyén tinh, khong hé thong da gieo

mam mong cho viéc coi tinh duy ly (rationality) 1a doi nghich véi truc giac
(intuition). Quan diém nay ro rang sai néu ching ta biét la nhitng nha tw
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twdng 16n ludon phoi hgp ap dung 1y tri va truc giac. Einstein néi “Toi chwa
bao gi®» kham phd ra diéu gi bing 1y tri ciia minh”. Ong ty mé ta 6ng kham
pha thuyét twong doi bang cach twdng twong minh di trén mot tia sang. Tuy
nhién, 6ng biét cach nam bat tric gidc va chuyén thanh nhitng dinh dé stc
tich va kiém chitng dwgc vé mat 1y luan.

Khi cac nha quan ly da quen dung suy nghi hé thong nhw mot ngon
ngit b sung, ho cé thé gidi thich dugc nhiéu tryc giac cia minh. Sy két hop
gitta ly luan va tryc gidc c6 thé dugc xem la mot trong nhitng déong gép dau
tién cta suy nghi hé thong.

NHAN RA SU LIEN KET CUA CHUNG TA VOI THE GIOI

Khi m@i 1én sdu tuan tudi, Ian con trai cta t6i dwong nhuw chwa nhan
biét ban tay va ban chan ctia né, T6i nghi rang n6 c6 thé nhan biét ching,
nhung hoan toan khong hiéu duwgc do6 la ban tay va chan ctia minh, nghia la
khong hiéu dugc né cé thé kiém soat duwge ching. Hom dé Ian gdap mot tinh
huong khé xtt, mot vong lap tang cuwong da néu & cac phan trudc. Bé dung
tay trai nam lay 16 tai minh. Viéc nay lam né khoé chiu, ban c6 thé nhin thay
vé mat nhan nhé cua n6. Nhung do kich dong, no kéo tai manh hon. Viéc
nay cang lam cho né dau hon, va no6 cang kich dong va kéo manh hon nira.
Pira bé t0i nghiép sé con tiép tuc néu to6i khong giat tay no6 ra khoi tai va
lam cho no6 binh tinh

Khong biét rang ban tay nam trong sy kiém soat ctia minh, bé cam
nhan nguyen nhan cua sy kho chiu la t bén ngoai. Mot suy nghi quen
thudc, ding khong? Hoan canh cua Ian that chang khac gi v6i nhitng nguoi
trong tro choi bia @ chwong 3: ho phan wng voi thoi gian giao bia cua nguoi
cung cap nhw thé nguyén nhan la do bén ngoai. Nhitng thanh phan tham gia
chay dua vii trang trong chuong 5 ciing thé: ho phan éng vdi viéc tang
cwong vil trang cua doi phwong nhw thé ho khong cé kha nang thay doi
chung.
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Khi nghi dén Ian, toi bat dau nghi dén mot khia canh bi bé qua trong
phat trién ca nhan trong viéc “chdm d&t vong tron” - trong viéc lién tuc
kham pha lam thé nao nhitng nguo6n lyc bén ngoai that sy c6 quan hé vai
hanh dong cua chinh ching ta. Ian sé s6ém nhan ra ban tay va chan cua
minh va hoc cach diéu khién chuyén dong cua ching. R6i n6 sé kham pha
ra rang no6 cé thé kiém soat dwgc cac vi tri than thé - néu thiy ngira luwng thi
c6 thé ndm up lai. N6 sé nhan ra nhitng trang thai bén trong co thé nhw
nhiét do co thé, va nhan ra rang c6 thé tac dong dén yéu t6 nay bang cach di
chuyén dén gan hodc ra xa nhitng nguon nhiét nhw co thé ctia Bo hodc Me.
Cudi cung no6 sé nhan ra B Me, hiéu dwgce rang hanh dong va cam xtc cia
ho cling c6 thé bi no6 tac dong. Trong moi giai doan phat trién, sé cé nhitng
diéu chinh twong @ng trong bitc tranh cta dia bé vé thuc tai. Thuc tai nay
sé déu dan thay doi nham két hgp thém nhitng phan héi tir hanh dong cta
né doi vaGi diéu kién song chung quanh.

Nhung doi v6i hau hét ching ta, doi khi vao giai doan dau trong cudc
song qua trinh chdm dit vong tron bi ngung lai. Khi chiing ta gia hon, ty 1€
kham pha sé gidm xudng; cang ngay chiing ta cang nhan ra it hon s két noi
gitta hanh dong ctia minh va cac nguén lyc bén ngoai. Chiing ta sé giam
minh trong nhitng cach nhin nhan c6 dinh vé thé gigi, vé co ban khong
khac gi bé Ian ¢ vi du trén.

Qua trinh hoc héi ctia mot diva bé la mot an du dé thwong cho nhitng
thach thitc hoc tap doi véi ching ta: lién tuc mdé rong hiéu biét va nhan
thitc, dé hiéu hon sy phu thudc lan nhau giita hanh dong va thuc tai, thay ro
hon sy két noi cia minh vGi thé gidi chung quanh. C6 thé ching ta sé
khong bao gio hiéu dugc day da nhiéu phuwong cach minh tac dong dén
thue tai. Nhung chi can céi m@ va chap nhan minh cé cac kha nang tac
dong la ban da giai phong cho tw duy ctia minh roi.

Einstein da dién ta khé khan trong viéc hoc nhuv sau:
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[con nguoi] chiém nghié chinh minh, tw duy va cam xuc cua minh nhw
diéu gi do tach roi phan con lai ctia thé gidi - mot do twdng thi giac vé nhan
thitc ctia ching ta. Ao twéng ndy 1a mot hinh thic nha ti d6i véi ching ta,
tach roi ching ta khoi nhitng khao khat ca nhan, khdi tinh cam yéu mén vai
nguwoi gan gilii nhat. Nhiém vu cta ching ta l1a gidi phéng chinh minh khéi
nha tu nay bang cach mé rong long bac ai dé nang niu tat ca cac sinh vat
song va toan b thién nhién véi vé dep cia nd”.

Kinh nghiém vé viéc tang cwong két noi vdi thién nhién ma Einstein
mo ta la mot trong nhitng khia canh tinh té nhat ctia hoan thién ca nhan,
khia canh xuat phat tryc tiép tir tam nhin hé thong. Loi khuyén “md rong...
long bac ai” lai la mot khia canh khac.

SU PONG CAM

Nguyén ly nhin nhan nhitng quan hé ho twong sé dan dan gat bé thai
do do 16i va nhan 16i trwdc day. Ching ta bat dau hiéu la tat cd chung ta
déu dinh vao nhitng ciu tric, nhitng cau tric gan chat vao ca cach suy nghi
va ca hoan cdnh cd nhan va hoan cédnh xa hdi ma ching ta dang song.
Khuynh hwéng ti nhién do 16i cho nguwoi khac sé dan phai nhat, dan dén
mot sy tran trong sau sac nhitng nguon lyc ma ching ta van dong trong dé.

Dbiéu nay khong c6 nghia la con ngudi la nan nhan cia nhitng hé thong
diéu khién hanh vi cia ho. Thuong thi cac cdu tric chinh la két qua sang
tao cta chinh ching ta. Nhung diéu nay khong c6 y nghia gi triv phi chiing
ta nhin nhan nhitng cdu tric nay. Véi hau hét ching ta, nhitng cdu tric nay
vo hinh va khong thé nhin thay. Ching ta khong phai la nan nhan ciing
khong phai 1a bi cdo, chi la nhitng ngwdi bi kiém soéat béi nhitng nguon lyc
ma chung ta chwa hoc cach cam nhan.
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Ching ta thuong nghi vé sy dong cam nhu mot trang thai cam xuc,
dya trén méi quan tam cta chiing ta danh cho nguoi khac. Nhung né ciing
bat nguén t* mic d6 nhan thitc. Theo kinh nghiém cua t6i, khi con nguoi
nhin thdy rd hon nhitng hé théng bao quanh ho, va khi hiéu r6 hon nhitng
ap luc tac dong lan nhau, ho sé ti nhién phat trién sy dong cam va thong
cam.

CAM KET VOI TONG THE

Theo Bill O’Brien thi “Cam két that sy 1a lu6n huwéng vé cai gi do 16n
hon ca ban than ching ta”. Con Inamori néi vé “hanh dong cua trai tim”
khi ching ta dugc dinh huwéng bai “khao khat chan thanh duge phuc vu thé
gidi”. Ongnhitng hanh dong nhv thé “1a mot van dé rat quan trong bdi vi nd
c6 sitc manh to 16n”.

Nhitng ca nhan véi mic do hoan thién ca nhan cao, vdi dac diém la
nhan thitc dugc sy két noi va s dong cam, sé ty nhién c6 mdt tam nhin
rong 16n hon. Khong c6 nhan thitc dé, tat ca nhitng hinh dung vé tiém thirc
trén thé gidi sé hoan toan la chd nghia ca nhan - chi don gian la mot cach
dé dat dugc diéu T6i muon.

Nhitng c4 nhan cam két véi mot tam nhin viegt qua quyén 1gi riéng cta
ho sé nhan thdy ho c6 ngudén nang lwgng chua tirng c6 khi theo dudi nhitng
muc tiéu nhé bé. Nhitng t6 chitc dat dén mic do cam két nay cling cé
nguon nang lwgng dé. Inamori néi “Toi khong tin 1a mot ca nhan don 1é c6
thé thyc hién nhitng kham pha hodc phat minh dang gia ma khong cé stic
manh tinh than”. Ong mo ta ¥ chi ctia modt ngwdi cam két véi mot muc tiéu
16n hon nhw “mot tiéng thét tir mot tam hon duwgc lay dong va thire tinh”.

NUOI DUONG SU HOAN THIEN CA NHAN TRONG MOT TO
CHUC
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Can phai nhé rang dan than vao con dwong phat trién ca nhan la mot
chon lya tuy y. Khong ai c6 thé bi bat budc trong viéc phat trién hoan thién
ca nhan cua ho. Viéc bat budc chac chan sé phan tdc dung. Nhitng t6 chitc
c6 thé gdp rac roi 16n néu ho qua ap dat viéc phat trién hoan thién ca nhan
cho nhitng thanh vién cua ho.

Nhiéu cong ty van c6 gang lam diéu nay bang cach xay dung cac
chwong trinh hudn luyén bat budc. Du véi muc dich toét, nhitng chuwong
trinh nhuw chac chan sé ngan can viéc phat trién cam két cia con ngwdi vai
hoan thién ca nhan. Huan luyén bat budc, hodc nhitng chwong trinh “chon
loc” ma ngwoi ta budc phdi tham gia néu ho muon tiép tuc phat trién su
nghiép, mau thuan truc tiép véi quyén tu do chon lva.

Co6 trwong hop nhitng nha quan ly qua sot sang trong viéc doi héi nhan
vién phai tham gia vao cac khéa dao tao phat trién ca nhan, trong khi nhan
vién thdy cac khéa hoc do trdi nguwgc véi cac niém tin ton gido cia ho.
Nhiéu trweong hgp nhu thé phai két thiic bang viéc nhan vién khai kién cac
t0 chirc nay[21].

[21]. Karen Cook, “Scenario for a New age: Can American industry
find renewal in management theories born of counterculture?” - (Kich ban
cua thoi dai mdi: nganh cong nghiép M co thé tim thdy sw phuc hoi trong
cdc ly thuyét quadn ly phdn van héa?), New York Times, ngay 25/09/1988;
Robert Lindsey, “Gurus hired to motivate workers are raising fears of mind
control” (Nhitng chuyén gia dugc moi vé dé dong vién nguoi lao dong lam
tang noi s¢ hdi vé viéc kiém sodt tw duy), New York Times, ngay
17/04/1987.

Vay nhitng lanh dao c6 thé lam gi dé tang cudng hoan thién ca nhan?

Ho c6 thé khong ngirng khuyén khich méi treong dé nguyeén ly hoan
thién ca nhan dugc thyc hanh trong doi song hang ngay. Diéu nay c6 nghia
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la xay dwng mot t6 chitc an toan cho moi nguwdi ty do dé ra tam nhin. Noi
dé su tim hiéu va cam két vGi sy that la nhitng tiéu chuan dugc quy dinh;
viéc thtr thach tinh nguyén trang (status quo) dugc khuyén khich - dac biét
khi nguyén trang nay che m¢ nhitng khia canh cua thyc tai ma nguoi ta
tranh né.

Mot méi treong to chitc nhw vay sé tang cuwong hoan thién ca nhan
theo hai cach. Thit nhat, ti€p tuc cung cd y kién cho rang sy phat trién ca
nhan that sy dwgc danh gid cao trong t6 chitc. Thi¢ hai, trong chirtng muc
ma cac ca nhan phan ng voi chrong trinh dao tao, moi trong nay sé cung
cap mot khoa “dao tao tai noi lam viéc” mang tinh thiét yéu trong viéc phat
trién hoan thién c4 nhan. Ciing giong véi bat ky nguyén ly nao, phét trién
hoan thién ca nhan phdi tré thanh mot qua trinh lién tuc khong ngting. Doi
v6&i mot cd nhan cam két cho sy phat trién cta chinh ho thi khong c6 gi
quan trong hon mot moi treong ho trg. Mot t6 chitc cam két v6i hoan thién
ca nhan c6 thé tao ra moi truong do bang cach lién tuc khuyén khich tam
nhin ca nhan, cam két vdi sy that va m6t mong mudn dwoc doi mat vai
khodng cach gitta tam nhin va sy that do.

Co6 nhiéu hoat dong giip ich cho viéc phat trién hoan thién ca nhan -
nhw phat trién mot thé gidi quan cé tinh hé thong, hoc cach phan hoi trén
nhitng gid dinh ngam, bay té tam nhin cia minh va lang nghe tam nhin ctia
nguoi khac, va cung chia sé quan diém cta ngwoi khac vé thue tai - tat ca
déu gan chat vai nguyén ly xay dung to6 chitc hoc tap. Vi vay dwdi nhiéu
goc do, hanh dong tich cyc nhat ma mot to chitc ¢ thé lam dé tang cuwong
hoan thién c4 nhan lién quan dén no6 lyc phat trién hai hoa cd nam nguyén
1y hoc tap.

Chién luwgce lanh dao trong tam rat don gian: hdy la mot tam guong.
Hay tu cam két v6i viéc hoan thién cad nhan cta ban. No6i vé hoan thién ca
nhan sé gitip cho moi nguwdi mé mang dau 6c mot chit, nhung hanh dong
lubn c6 gia tri hon 10i néi su. Khong cé diéu gi cé thé khuyén khich manh
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mé nguoi khac trong viéc no Iiec phat trién hoan thién ca nhan cia chinh ho
hon 1a nghiém tdc véi nhitng no6 lwc cda chinh ban. Va ludén nhac nhé chinh
minh, theo cach noi ctia giao sw Edgard Schein ¢ truong Sloan dai hoc
MIT, rang cac té chitc von di 1a “nhitng hé thong cwdng birc” tw nhién.
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CHUONG 9: NHUNG MO HINH TU DUY

TAI SAO NHUNG Y TUONG TOT NHAT LAI THAT BAI

Nha quan ly nao ciing biét la trong cac y twéng tot nhat, c6 nhiéu y
twong chang bao gio thuce hién duge. Nhitng chién lwge noi bat khong thé
bién thanh hanh dong. Sy hiéu biét sau sac khong thé trd thanh nhitng
chinh sach thuyc té. Mot thir nghiém c6 thé chitng minh cho moi ngudi thay
mot phwong phap mdéi cho két qua tot hon, nhung viéc 4p dung rong rai
phuong phap do lai khong bao gio xay ra.

Ching ta ngay cang tin rang nguyén nhan cta nhitng tinh trang
“miéng an dén miéng con roi mat” nay khong phai do y chi yéu &ét, mong
muon ntta voi, hay tham chi sy hiéu biét khong hé thong, ma chinh la
nhitng M6 hinh tv duy (Mental models). Cu thé hon, nhitng hiéu biét mdi
khong thé ap dung dugc trong thue té vi chiing mau thuan véi nhitng hinh
anh sdu dam trong dau chung ta vé cach thé gigi van hanh, giéi han chiing
ta trong nhitng cach nghi va hanh dong quen thudc. Do d6 nguyén ly quan
ly nhitng Mo hinh tv duy - tic la bao phu, tht thach va cai thién nhitng
hinh dnh noi tai vé cach thé gidi van hanh - hita hen sé tré thanh mot dot
pha quan trong dé xay dwng nhitng t6 chirc hoc tap.

Khong ai trong ching ta c6 thé mang trong dau mot té chite - hoac gia
dinh, cong dong. Piéu ching ta mang trong dau la nhitng hinh anh, nhitng
gia dinh va cau chuyén. Tt nhiéu thé ky, cac triét gia da thao luan nhitng
Mo hinh tw duy, vi du nhuw cau chuyén ngu ngon caa Plato. “Y phuc méi
ctia Hoang dé” 1a cau chuyén truyén thong, khong néi vé nhitng nguwdi dan
don ma vé nhitng ngwdi bi tréi budc bdi cac Mo hinh tu duy. Hinh anh ctua
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ho vé su cao quy cua ditc vua da khong cho phép ho chap nhan hinh anh
tran truong that sy ctia 6ng ta.

Trong vieéc khao sat nhitng thanh tich cua khoa hoc nhan thuc trong
quyén The Mind of New Science - Khoa hoc méi cta tri tué”, Howard
Gardner viét “doi vai dau 6c cua t6i, thanh tich 16n nhat cia khoa hoc nhan
thitc 1a sy mo ta ro rang vé... mot mirc do biéu 10 tinh than” van hanh trong
cac mdt khac nhau caa hanh vi con ngwoi[1]. Nhitng “Mo6 hinh tv duy” cua
chuing ta quyét dinh khéng chi cach ching ta cam nhan thé giéi ma ca cach
chung ta hanh dong. Giao su Chris Argyris cta Pai hoc Harvard, ngwoi da
nghién cttu nhitng M6 hinh tw duy va su hoc tap cda t6 chitc trong 40 nam,
néi “Mac du con nguwoi khong (ludn luén) cw xi dong nhat véi nhitng ly
thuyét ho tan thanh (diéu ho noéi), ho lai cw xi* dong nhat véi nhitng ly
thuyét thye t€ (nhitng Mo hinh tw duy) cia ho”[2].

[1]. H. Gardner, The Mind’s New Science - Khoa Hoc M¢i Cua Tri
Tué (NXB Basic Books, New York), 1984, 1985.

[2]. C. Argyris, Reasoning, Learning and Action: Individual and
Organizational - Ly 1é, Hoc tdp va Hanh dong ctia Cd nhdan va cta Té chirc
(NXB Jossey-Bass, San Francisco), 1982.

Nhitng M6 hinh tw duy c6 thé la nhitng khai niém bao quat nhw “con
nguwoi khong dang tin cay”, hodac nhitng ly thuyét phitc tap, chang han gia
dinh cuda t6i vé cach thitc twong tac cta cac thanh vién trong gia dinh toi
v6&i nhau. Nhung diéu quan trong nhat can phai hiéu duwgc 1a nhitng M6
hinh tv duy luén mang tinh cha dong - ching dinh huwéng cach ching ta
hanh déng. Khi cho rang con nguwoi khong dang tin cdy, ching ta sé hanh
dong khac véi khi cho rang ho dang tin cdy. Néu toi tin rang con trai toi
thiéu ty tin va con gai to6i hung hang, t6i sé lién tuc can thiép vao sinh hoat
chung cua chiing dé con bé khong lam ton thwong thang bé.
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Tai sao nhitng M6 hinh tw duy quyét dinh diéu ching ta lam? Mot
phan la bdi vi ching dnh huwéng dén cach nhin nhdn cta ching ta. Hai
nguwoi c6 hai M6 hinh tv duy khac nhau sé quan sat cung mot sy kién
nhung mo ta né hoan toan khac nhau, do ho nhin vao nhitng chi tiét khac
nhau. Khi ban va t6i buéc vao mot bita tiéc dong dic, ching ta déu cé
nhitng di* kién cdm nhan co ban giong nhau, nhung ching ta chon nhitng
guwong mat hoan toan khac nhau. Nhw cac nha tam ly néi, chung ta quan sat
mot cach chon loc. Biéu nay khong ding cho nhitng nha quan séat “khach
quan” nhv nhitng khoa hoc gia, ma chi ding cho con ngwoi néi chung. Nhw
Albert Einstein tirng viét “Ly thuyét ctia ching ta quyét dinh diéu chiing ta
lam”. Trong nhiéu nam, nhitng nha vat ly da thyc hién nhitng thi nghiém
nguoc lai voi vat ly co dién, nhung khong ai nhin thdy dwoc két qua cua
nhitng thi nghiém nay, la tién dé cta nhitng 1y thuyét mang tinh cach mang
- co hoc lugng tir va thuyét twong doi - trong mon vat ly ctia thé ky XX

[3]. Thomas S. Kuhn, The Structure of Scientific Revolutions - Cdu
tric cua nhitng cuoc Cach mang khoa hoc (NXB Dai hoc Chicago,
Chicago), 1962, 1970.

Cach nhitng Mo hinh tw duy hinh thanh nhan thitc ctia chung ta cting
khong kém phan quan trong trong quan ly. T6i con nhé rat r6 mot lan lam
viéc vdi cac nha quan tri thuoc nhom cac dai gia san xuat xe hoi ¢ Detroit
20 nam tredc, ngay sau khi ho di tham xwédng san xuat xe hoi cua nguoi
Nhat. Khi dé nganh cong nghiép xe hoi My da thic tinh trude viec xe hoi
Nhat dan dan chiém linh thi phan va lgi nhuan trén thi tredng cua ho. Va
nguyén nhan cé thé 1a do cach quan ly cia nguwdoi Nhat, chit khong chi vi ho
c6 lao dong “ré” hay dwoc bao ho thi trvong. Trong budi thao luan, cac nha
quan tri Detroit cé vé hoi that vong. Toi hoi 1y do va mét vi trd 16i “Ho
khong cho chung t6i tham quan cac nha may that sy”. Khi tdi hoi nguyén
nhan vi sao nhan xét nhw vay, 6ng dy tra 10i “Khong cé nguyén vat liéu ton
kho trong bat ky nha may nao. To6i da & trong nganh san xuat gan 30 nam
va toi c6 thé dam bdo rang do khong phdi la cac nha may that sy. RO rang
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ho da dan canh dé chung t6i dén tham quan”. Ngay nay chuing ta déu biét
rang cac nha may dé la that, mot minh hoa cho hé thdng quan ly hang tén
kho “Just-in-time” ma ngwdi Nhat da ap dung nhiéu nam dé giam triét dé
khoi lwgng nguyén vat liéu chd dwa vao san xuat trong toan hé thong. Co
thé vai nam sau cac cong ty My sé c6 gang theo kip cac phwong thitc san
xuat mang tinh cach mang do6... nhung vao budi chiéu dé cac nha quan tri
Detroit khong nhan ra dugc diéu gi dé canh bao cong ty cia ho.

Hay thit xem xét quan niém chi phoi ba dai gia xe hoi Detroit tai My
trong nhiéu thap ky (va thdm chi ngay van cé ngudi tiép tuc tin vao do)
rang nguoi tiéu dung My quan tdm nhat la kiéu dang. Can c theo nha tw
van quan ly Ian Mitroff, nhitng niém tin vé kiéu dang d6 la mot phan cta
hang loat gia thiét kéo dai va khong bi nghi ngo vé thanh cong ctia General
Motors:[4]

[4]. Ian Mitroff, Break-Away Thinking - Tw duy dot pha (NXB John
Wiley, New York), 1988

GM la doanh nghiép sdn xudt ra tién, khong phdi la xe hoi.

Xe hoi la biéu tuwgng hang dau vé dia vi. Chinh vi vdy kiéu ddng quan
trong hon chat lugng.

Thi truong xe hoi ctia My cdch ly khoéi phdn con lagithé gidi.

Co6ng nhdn khong cé anh huéng quan trong gi dén ndng sudt va chat
lvgng san pham.

Moi nguoi trong hé thong khéng can phdi hiéu nhiéu hon phdn sy cua
minh trong hoat dong kinh doanh.
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Van dé la cA GM lan nganh cong nghiép Detroit n6i chung da sai lam.
Nhu Mitroff da nhan dinh, nhitng nguyén tac nay da ding dan véi nganh xe
hoi trong nhiéu nam. Nhung nganh xe hoi lai xem ching la “mot cong thirc
than ky dé thanh c6ng moi ldc, trong khi d6 chi 1a mot loat nhitng diéu kién
cu thé... chi hiéu qua trong mat thoi gian nhat dinh”.

Chung ta gap kho khan véi nhitng M6 hinh tw duy khong phai vi
ching ding hodc sai - vi theo dinh nghia cAc m6 hinh déu don gian. Kho
khan chi xuat hién khi nhitng M6 hinh t duy mang tinh chat tiém an - tifc
la khi chiing nam duwdi mic do y thitc ctia chiing ta. Nhitng nha sén xuat xe
hoi & Detroit da khong néi “Ching ta c6 mot Mo hinh tw duy cho rang moi
nguoi chi quan tdm dén kiéu dang”, ma néi “Moi ngudi chi quan tam dén
kiéu dang”. Béi vi ho khong nhan biét nhitng M6 hinh tw duy ctia minh,
nhitng mo6 hinh nay da khong dugc xem xét. Khi thé gigi thay doi, khoang
cach giita nhitng Mo hinh tw duy va thuc tai ctia Detroit ngay cang 16n hon,
dan dén nhitng hanh dong phan tac dung|[5].

[5]. Vi du cta Detroit ciing cho thdy toan nganh cé thé phdt trién cdc
Mo6 hinh tw duy ldu doi xa cdch véi thuc tai. Theo mét s6 dang, cdc nganh
ddc biét dé ton thuong bdi vi tat ca thanh vién riéng lé tim kiém dién hinh
tot nhdt ttr nhitng nguoi khdc. N6 co thé duwgc mét doi tdc “bén ngoai hé
théng” nhw nha dau tw nwdc ngoai, véi nhitng M6 hinh tw duy khdc, phd vo
tinh trang tri tré do.

Nhu vi du vé nhitng nha san xuat xe hoi Detroit, mot nganh cong
nghiép cé thé phat trién sy bat can xing gitta nhitng Mo hinh tv duy va
thye tai. O khia canh ndo do, nhitng nganh gin bo véi nhau cuc ky dé bj tac
dong bdi vi tat ca cac cong ty trong nganh déu tim kiém nhitng thyc hanh
chuan trong kinh doanh tr nhitng céng ty khac.

Viéc khong danh gia duge nhitng M6 hinh tw duy da dan dén that bai
trong nhitng nod lyc thic day suy nghi hé thong. Theo mot nghién cttu nhiéu

https://thuviensach.vn



nam trudc, c6 treong hop mot nha san xuat cong nghiép hang dau cua My,
va la cong ty 16n nhat trong nganh, dan dan bi mat thi phan. Ban diéu hanh
cta cong ty nay tim dén doi ngii vé dong luc hé thong ciia MIT nhd ho trg
v6i hy vong phan tich dwgc tinh huéng. Dya trén nhitng mé hinh may tinh,
doi ngii nay da két luan rang nhitng van dé cua hang bat dau tir cach nhitng
nha diéu hanh quéan ly t6n kho va san xudt. Do chi phi cho viéc lwu kho
nhitng san pham cong kénh va dat tién rat cao, bo phan san xuat c6 gang dé
mic ton kho cang it cang t6t va khi don dat hang gidm thi ho gidm san
lvgng ngay. Két qua la viéc giao hang cham va mat uy tin ngay ca khi cong
sudt da ddm bdo san xuat. That ra, nhitng tinh todn m6 phong trén may tinh
cho thdy viéc giao hang trong nhitng lic ban hang chdm con kéo dai hon
luc ban hang chay - mot phong doan di ngugc lai si du doan thong thwong
nhung lai dang su that.

An twong vé6i phan tich trén, ban diéu hanh cta cong ty di ap dung
mot chinh sdch méi dwa trén dé xudt cia cac nha phan tich. T do6 trd di,
khi khong c6 don dat hang, ho van duy tri t6c do san xudt va co gang cai
thién chat lwgng viéc giao hang. Trong cudc suy thodi kinh té trong nam
sau do, viéc tht nghiém hoa ra cyc ky cong hiéu: nho viéc giao hang kip
thoi va nhiéu khach hang quay lai mua hang hon, thi phan cia hang tang
l1én. Nhitng nha quan ly rat hai long vi da thiét 1ap dwgc guong may hé
thong ndi bo. Nhung nhitng chinh sach méi khong dwgc thyc hién triét de,
nén sy cai thién chi cé tac dung tam thdi. Trong su6t qua trinh hoéi phuc
doanh nghiép sau do, nhitng nha quan ly da khong con lo lang vé dich vu
giao hang nita. Bon nam sau, khi mot cudc suy thodi nghiém trong xdy ra,
cong ty lai tai ap dung chinh sach cat gidm san lwgng triét dé ban dau.

Tai sao ngudi ta lai bai bé mot thit nghiém thanh cong nhw thé? Ly do
la nhitng Mo hinh tw duy da bam chat trong truyén thong quan ly ctia cong
ty. Tirng nha quan 1y biét ro rang viéc chiu trach nhiém vé viéc dy trit hang
ton dong khong ban dwogc la mot hanh dong huy hoai sw nghiép cta ho.
Nhiéu thé hé ban diéu hanh da rao gidng nhitng bai Phtic dm doi vGi viéc
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quan ly hang ton kho. Du c6 cudc thir nghiém mdi, M6 hinh tw duy cii van
ton tai va hoat dong.

Quaén tinh cua nhitng M6 hinh tv duy da cam ré sau cé thé vuot qua ca
nhitng hiéu biét mang tinh hé théng sau sac nhat. Bay la mdt bai hoc cay
dang cho nhiéu nha cung cap nhitng céng cu quan ly méi, chit khong chi
cho nhitng ai ting hd suy nghi hé thong.

Nhung néu nhitng M6 hinh tw duy cé thé can tré viéc hoc tap - niu
chdt cac cong ty va nganh cong nghiép trong nhitng cach hanh xur lac hau -
tai sao chung lai khong thiic day viéc hoc tap? Qua thdoi gian cau héi don
gidn nay trd thanh dong lwc cho cac nguyén ly chuyén nhitng M6 hinh tw
duy thanh bé n6i va thir thach, cai thién chiing.

AP U MOT QUAN PIEM KINH DOANH MOI

Co 1€ tap doan dau tién kham pha ra sitfc manh tiém nang cta nhitng
Mo hinh tw duy trong viéc hoc tap la Royal Dutch/Shell. Mac du cau
chuyén khéi dau tir mot phan tw thé ky triedc, hanh trinh phat trién sy dong
long xday dung mot doanh nghiép toan cau, da van hoéa ctia Shell van dang
hoc hoi ngay nay. Khai dau cia cau chuyén la khi sy hon loan trong nganh
dau khi xuat hién, véi sy thanh l1ap cia OPEC.

Ngay tir dau, Shell 1a m6t doanh nghiép da van hoa: cong ty thanh l1ap
tr 1907 tit mot “thoa thuan danh dy” gitta Royal Dutch Petroleum va cong
ty thwong mai va van tai Shell & London. Nhitng nha quan ly cua Shell da
phat trién mot phong cach quan ly ma ho ty goi la “phong cach dong
thuan”, ton trong nhitng quan diém van hoa khac nhau. Nhung khi cong ty
phat trién thanh hon mot tram cong ty con trén khap thé gidi véi cac nha
quan ly dén tir rat nhiéu nén van héa khac nhau, moi nguwdi nhan ra rang ho
dang phai no lwc xay dyng s dong thudn vuegt qua qua nhiéu suw khac biét,
ngan cach vé phong cach va nhan thirc.
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Nam 1972, m6t nam trwéc khi thanh 1ap OPEC, nhém hoach dinh ké
hoach cta Shell da nhan ra thé gi¢i 6n dinh trwdc day dang sap stra thay doi
- theo nhitng cach anh huwdng dén chién lwgc cong ty va nén dia chinh tri
toan cau cho dén tan ngay nay. Sau khi phan tich nhitng khuynh huwéng dai
han vé cung va cau dau mo, nha hoach dinh cap cao Pierre Wack va dong
s ctia 6ng nhan thdy chau Au, Nhat va My ngay cang 1é thudc vao viéc
nhap khau dau mé, von dwgc xudt khau tr mot s6 rat it quéc gia co triv
lvgng dau. Mac du khac biét vé van hoa va chinh tri, nhitnhg quoc gia nay
c6 nhitng diém quan trong giong nhau. Iran, Iraq, Libya va Venezuela ngay
cang quan tam dén trit lvgng dau mo6 dang giam di. Mat khac Saudi Arabia
da hét kha nang dau tv thém vao san lwgng dau. Noi cach khac, tat ca
nhitng nwédc nay dat dugec mot quyén lwe kinh té véi vai tro 1a nha san xuat
16n va c6 dong co han ché san lwgng. VGi nhitng nha hoach dinh cia Shell,
nhitng khuynh hwéng nay c6 nghia la sy tang treéng déu dan cua cung va
cau trong lich st dau mo sé két thic véi sy cat gidm ngudn cung, vGi luvgng
cau qua mic va mot “thi tredng cia nguwoi ban” bi kiém soat bdi nhitng
quoc gia xuat khau dau mo. Mac du khong dy doan nhitng tac dong cua
nhom OPEC, nhitng nha hoach dinh cta Shell da thay trwdc nhitng thay doi
ma OPEC mang dén. Tuy nhién no lyc canh bao nhitng nha quén ly ctia
Shell vé sy thay doi triét dé nay da hau nhw that bai

Vé nguyén tac, doi ngli “nhém hoach dinh” cta Shell c6 diéu kién
thuan lgi dé pho bién nhitng hiéu biét vé sy thay doi sé xdy ra. Nhom hoach
dinh la mot bo phan 1ap ké hoach trung tam, chiu trdch nhiém phoi hop
hoat dong ctia cac cong ty con cua Shell trén khap thé gidi. Vao lac do,
nhom hoach dinh phét trién mot ky thuat méi dé tém tat nhitng xu huéng
twong lai khac nhau. Nhitng nha 1ap ké hoach cia Shell bat dau xac dinh
nhitng diém gian doan trong kich ban thay doi. Nhung khéan gia - nhitng
nha quén ly cda Shell, lai cho rang nhitng kich ban méi nay trai ngugc vaéi
dy doan theo kinh nghiém ctia ho nén ho khéng chi y nhiéu dén chiing.

https://thuviensach.vn



Pruing vao thoi diém do, Wack va dong nghiép nhan ra ho da cam nhan
sai vé nhiém vu ctia minh. Trong mét bai bao ndi tiéng trén tap chi Harvard
Business Review khodng mot thap nién sau, Wack noéi rang ti Iac dé tre di
“ching t6i khong con xem st ménh ctia minh la viét ra nhitng dy doan vé
twong lai nita... Muc tiéu chinh cua ching t6i la “mo hinh vi md” cua
nhitng nguwoi ra quyét dinh trong cong ty - cach néi cia Wack vé nhitng M6
hinh tw duy... Trit khi ching ta tdc dong dwgc dén quan diém tinh than,
nhan dinh vé thuc tai cia nhitng ngwdi ra quyét dinh, con khéng kich ban
ching t6i dé xuat sé nhw nwdc do dau vit”’[6]. Néu nhitng nha lap ké hoach
da trng cho rang cong viéc ctia ho la cung cdp thong tin cho nhitng nguoi
c6 quyeén quyét dinh thi ro rang st ménh cia ho bay gio la gitp cho nhitng
nha quan ly suy nghi lai quan diém cta ho. Cu thé, thi Nhém hoach dinh da
phat trién mot loat nhitng kich ban méi vao thang mét va thang hai nam
1973, diéu d6 budc nhitng nha quan ly nhan dinh lai tit ca gia dinh ma ho
cho 1a chan ly dé ddm bao mot twong lai “khong rac r6i” sé xay ra. Nhitng
kich ban trén cho thdy hoa ra c6 nhiéu gia dinh ma ching ta cho la chac
chan lai chi l1a chuyén hoang dwong.

[6]. Pierre Wack, Bai Uncharted Waters Ahead - Phia trudc vung
nudc chua kham pha, Harvard Business Review (Thang 9-10/ 1985, trang
72) va bai Shooting the Rapids - Lao nhanh qua thdc (Thang 11/12 1985,
trang 139).

Nhém hoach dinh hién tai da xay dung mot loat kich ban méi, can
than cat bo tir tir nhitng M6 hinh tw duy hién tai cia nhitng nha quan ly cua
Shell. R6i ho gitip nhitng nha quén ly bat dau qua trinh xay dung mét Mo
hinh tw duy mdi - bang cach gitp ho suy nghi ky vé cach phai quan ly trong
trat tw thé gi¢i ma@i nay. Chang han, viéc tham do mo dau phdi mé rong
sang nhitng nwdc mai, trong khi viéc xdy dwng nhitng nha may loc dau
cham lai do gia cao lam cho nhu cau tdng cham hon. Ngoai ra, do tinh hinh
bat 6n tang lén, cac nwdc phan ng hoan toan khac nhau. Mot s6 vGi truyén
thong thi treong tw do sé dé cho gia tang tyw do; nhitng nwdc khac c6 chinh
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sach kiém soat thi trvong, cd gang gilt gid. Nhu thé, viéc kiém soat nhitng
cong ty dia phuong ctia Shell phdi tang 1én nham tao diéu kién cho ching
thich nghi véi diéu kién dia phuwong.

Madc du nhiéu nha quan ly cda Shell van con nghi ngo, ho da nghiém
tic chdp nhan kich ban méi vi ho bat dau nhan ra quan diém hién tai cta ho
khong con hgp ly. Pong thai nay bat dau gidi phong M6 hinh tw duy cta
nhitng nha quan ly va ap u trong ho mét quan diém mdi.

Khi lénh cdm van dau cua OPEC do6t nhién tré thanh hién thuwc vao
mua dong nam 1973 - 1974, Shell da phéan @ng rat khac so véi nhitng cong
ty dau khac. Ho da giam dau tw vao nhitng nha may loc dau, va thiét ké
nhitng nha may loc dau c6 thé thich nghi véi bat ky loai dau tho nao hién
c6. Ho dy doan nhu cau nang lwgng ¢ mot mirc do luén thap hon va chinh
xac hon nhitng doi tha canh tranh. Ho nhanh chéng day manh sy phat trién
cac khu vuc c6 dau mé ngoai OPEC.

Trong khi nhitng d6i tha canh tranh kiém soat cac bo phan ctia minh
va quan ly theo kiéu tap trung hoa - phan tng thong thwong truedc khung
hoang - thi Shell lam nguwgc lai. Viéc nay cho phép cac cong ty con co
quyeén cht dong kinh doanh nhiéu hon déi tha canh tranh.

Nhitng nha quan ly cua Shell phan &ng khac nguoi bai ho nhan dinh
thue tai theo cach khac. Ho nhan ra ky nguyén mdéi cua sy thiéu hut nguén
cung cap, tang treang thap va gia ca bat 6n. Bdi ho da ky vong nhitng nam
70 sé la thap ky cua bién dong (Wack goi do la thap ky ctia “nhitng thac
ghénh”), ho phan tng vdi sw bién dong mdt cach hiéu qua. Shell da kham
pha ra sttc manh ctia viéc kiém soat nhitng M6 hinh tw duy.

Két qua tir nhitng n6 lyc cia Shell 1a mot thay doi quan trong trong thé

gigi kinh doanh. Vao nam 1970, Shell bi coi la ké yéu nhat trong bay cong
ty dau hang dau. Forbes goi Shell l1a “C6 em x4u xi” ctia “Bdy ba chi”. Vao
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nam 1979, Shell c6 1& 1a c6ng ty manh nhét, cung v&i Exxon[7]. Vao nhitng
nam 80, nhan dang Mo hinh tw duy ctia nhitng nha quéan ly la mot phan
quan trong cua tién trinh hoach dinh caa Shell. Khoang nita nam truwéc khi
gia dau tut xuéng vao nam 1986, bo phan 1ap ké hoach nhém, theo su chi
dao cua diéu phoi vién Arie de Geus, da nghién cttu mot gia dinh twdng
twgng theo kiéu trwong kinh doanh Harvard, trong d6 mot cong ty dau gap
phai khing hoang thira dau. Nhitng nha quan ly phdi phé binh quyét dinh
ctia cong ty da bang cach dé ho chuan bi chd dén mot thay doi quan trong
trong thuyc tai. Hai nam sau, mot thit nghiém twong ty da dugce ap dung trén
that bai ctia Lién bang Xo6-viét, va hai nam sau nita thi chinh gid dinh néi
trén cling tré thanh hién thuec.

[7]. “Sau khi cdc qubc gia Trung Péng va Bdc Phi tw xdc nhdn va
kiém sodt nguon dau mo trén dat ctua ho, vi thé cua Shell cang duoc tdng
cuong. Cong ty dugc hwong mot loi thé cho phép né tiép cdn gan hon muc
tiéu cta Deterding (ngudi sdng Idp coéng ty) - lan dt Exxon vé vj thé la cong
ty ddu mé Ion nhdt thé gidi”, theo Milton Moskowitz trong Global
Marketplace - Thj truvong Toan cdu (NXB Macmillan, New York), 1987

Hoc cach hoat dong véi nhitng M6 hinh tuv duy la mot yéu t6 cha chot
trong su phat trién nhanh chéng ctia BP trong 15 nam gan day dé trd thanh
cong ty dau mo 16n thit hai thé gidi vé doanh thu va san lwgng (sau Exxon),
madc du phuong phap cua ho cé phan khac Shell. Tai BP, gidi phap khong
dén tr mot ban hoach dinh tap trung nhu tai Shell, ma la mot cam két chan
thanh vd&i viéc trao quyén va uy quyén ra quyét dinh.

DPén cubi thap nién 1990, BP c6 150 trung tam kinh doanh phu thudc,
va cac nha quan ly bo phan dugc trao quyén nhiéu hon. John Leggate, Phé
chu tich tdp doan kiém Gidam doc quan ly thong tin cia BP néi “Tét ca
chung t6i déu biét kich ban cua Shell dé thic day thtr thach nhitng M6 hinh
tw duy. Nhung cach ho t6 chitc nhém hoach dinh tap trung dé lam viéc dé
khong phai la cach chiing td6i mudn lam. John Browne (Giam déc diéu hanh
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BP tir 1995) rat thiét tha v&i viéc xay dung van héa thanh tich, diéu nay co
nghia la ngay cang cé nhiéu nguoi phdi chiu trach nhiém vé két qua kinh
doanh va tu suy nghi vé nhitng khé khan ctia minh. Dé cao trach nhiém 16i-
16 1a mot viéc kho thue hién trong mot doanh nghiép tap doan nhu ching
t0i, nhung ching t6i dan dan thanh céng. Rui ro cua viéc trao quyén la cong
ty trd nén roi rac, diéu dé lam cho viéc dam bao viéc hoc tap dién ra xuyén
su6t doanh nghiép la mét diéu khé khan.

“DPiéu ngan chan viéc d6 xay ra la s da dang cia hé thong lién lac
gitta con nguwoi da dugc chung toi xay dwng, va mot moi treong ma cho
viéc trao doi vé kho khan thit thach y kién lan nhau. Lién tuc dat cau hoi
cho chinh minh da tré thanh nén tang cho nguyén ly M6 hinh tw duy cua
chuing t6i - mdc du ching toi chwa bao gio st dung thuat ngir d6 rong rai”.

THUC HANH NHUNG MO HINH TU DUY

Cau chuyén caa Shell va BP da cho thdy ba mat dé tang nang Iwc nhan
dang va th thach M6 hinh tu duy trong t6 chic: nhitng cdng cu ddy manh
nhan thitc ca nhan va ky nang phan hoi, “co sd ha tang” no luc dé thé ché
hoa cac hoat dong thong thuwong qua cac Mo hinh tw duy, va mot van hoa
khuyén khich ddt cau hoi va th thach suy nghi cta ching ta. That khé
phan biét mat nao l1a quan trong nhat. That ra sw lién hé giita cd ba mat mai
la van dé quan trong nhat. Vi duy, can khuyén khich nhitng quy chuan van
héa nhw “sy cdi mé”, nhung thye hanh ching doi héi s cam két that sy va
nhitng k§ nang ma hién cac nha quan ly con thiéu, con phat trién nhitng ky
nang do doi héi nhitng co hoi thuwong xuyén dé thuyc hanh, y nghia cta co
s& ha tang dé két n6i nhitng phan hoi trong moi tredng cong viéc.

KHAC PHUC “NHUNG CAN BENH THONG THUONG CUA
CO CAU CAP BAC”
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Khong c6 gi dang ngac nhién khi cac vi gidm doc diéu hanh co
khuynh huwéng nhan manh viéc phét trién van hoa doanh nghiép. “Trong
mot to chitc phan quyeén truyén thong, dirc tin moi ngwdi tuan theo la quan
ly, td chitc, va kiém soat” - Bill O’Brien, Giam doc diéu hanh ctia Hanover
da noi. “Trong mdt td chitc hoc tap, “dic tin” mdi phai la tam nhin, nhitng
gia tri va nhitng Mo hinh tw duy. Nhitng cong ty lanh manh phai la nhitng
cong ty c6 thé hé thong hoa cach dwa con nguwoi dén gan vdéi nhau, nham
phat trién nhitng M6 hinh tw duy tot nhat cho viéc déi dau vGi nhitng tinh
hudng dang xdy ra”. O’Brien da nghi vé nhitng thay doi van héa duéi dang
“nhitng cin bénh ctia co cau truyén thong” va giai phap can thiét. Ong ta
noi “Ching t6i da san sang tim hiéu xem can c6 mot t6 chite va ky luat nhw
thé nao dé t6 chirc cong viéc cho phu hgp nhat véi ban chit con ngwdi. Dan
dan chuing t6i nhan ra mot loat nhitng gia tri cot 16i ma ciing chinh la nhitng
nguyén tac giap khac phuc dwgc nhitng can bénh co ban cta hé théng cap

»

bac”.

Hai trong nhitng gia tri dac thu nay, “sy c6i mé” va “sy déng gop”, da
giip Hanover phat trién cach tiép can “quan ly nhitng M6 hinh tw duy”. Sy
c0i m@ dugce xem la gidi phap cho cai ma O’Brien goi la “can bénh ctia viéc
choi tro choi von khong ché hanh vi ctia ngwoi khac trong nhitng cuéc hop
mat doi mat. Khong ai mo6 td mét van dé vao thdi diém 10 gio sang trong
mot cudc hop nhw cach ho mo ta van dé dé vao thoi diém 7 gio t6i, & nha
hodc khi dang vui vé va an uéng vGi ban bé”. “Sy déng gop” - viéc quyét
dinh dya trén lgi ich t6t nhat cua td chite - 1a giai phap cia Hanover déi véi
“viéc quyét dinh dva trén thai do chinh tri quan liéu, noi ma tén goi cda tro
choi la tién 1én bang cach tao an twgng, hodc néu dang ditng hang dau, la
gitt nguyén vi tri”’[8]. Sw cdi md va sy dong gop cung tiéu biéu cho mot
niém tin sau sac la tién trinh ra quyét dinh c6 thé dugc bién doéi néu con
nguwoi c6 kha nang tot hon trong viéc nhan dang va thdo ludn hiéu qua
nhitng cach khac nhau dé nhin nhan thé gigi.
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[8]. Nhirng gid tri c6t 16i tai Hanover, thém vao sy’ céi ma va sv déng
gop, bao gom “tinh dia phuong” - localness (khong cé quyét dinh nao
duoc dua lén cdp trén néu khong thdt s can thiét) va “tinh tinh gon” -
leanness (lién tuc tdng cuong kha ndng tao ra két qua cao hon, nhiéu hon
VOi it nguon lyc hon).

Nhung viéc két n6i nhitng gia tri d6 lai vGi nhau chi la buwéc dau tién.
Trong khi mot s6 nguwdi nham lan nhitng tuyén bo gia tri véi thay doi van
héa, O’Brien va dong nghiép thdy rang chi riéng nhitng tir ngit an twong
khong chwa da. “Néu sy cdi mé va sy dong gop rat cé hiéu qua, tai sao
ching lai c6 vé khé khan dén thé?”.

Cau hoi nay cudi cung dwa O’Brien dén Chris Argyris va thé 1a ly
thuyét két hgp duwgc véi kinh nghiém cta nhitng nha quan ly tai Hanover.
“Khoa hoc hanh dong” ctia Argyris trinh bay ly thuyét va phwong phap dé
kiém tra “ly do nam dwdi hanh dong cta ching ta”[9]. Theo 6ng, cac doi
nhém va cong ty tw gai bay chinh minh trong “nhitng 1é théi phong tha”,
khong cho phép kiém tra nhitng M6 hinh tv duy ctia chiing ta. R6t cudc,
chuing ta phat trién dwgc “su bat tai khéo 1é0” (skilled incompetence) - mot
cach noéi nghich du mo6 ta tinh trang “rat gioi tw bdo vé minh khoi sy dau
dén va de doa do nhitng tinh hudng hoc tap mang dén”, nhung vi that bai
trong viéc hoc nén ching ta van bat lyc trong viéc tao ra két qua mong
muon. Quan trong nhat 1a Argyris da phat trién duwgce nhitng céng cu ap
dung hiéu qua trong t6 chitc va la mot phwong tién dé ap dung.

[9]. C. Argyris va D. Schon, Organizational Learning: a theory of
action perspective - Hoc tdp to chitc: mét ly thuyét vé quan diém hanh déng
(Reading, Mass: Addision-Wesley), 1978; C. Argyris, R. Putnam va D.
Smith, Action Science - Khoa hoc hanh dong (NXB Jossey-Bass, San
Francisco); C. Argyris, Strategy, Change, and Defensive Routines - Chién
lugce, Thay doéi va Nhirng lé thoi phong thu (NXB Pitman, Boston), 1985
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Cung ldc nay, t6i da tw minh kham pha ra diéu dé khi ching t6i mai
Argyris t6 chitc mot hdi thao cho sau thanh vién trong doi nghién ciu cua
ching t6i tai Vién dai hoc MIT. V@i vé ngoai la mét budi trinh bay hoc
thuat vé nhitng phwong phap cia Argyris, budi hdi thdo nhanh chéng phat
trién thanh mot bu6i trinh dién thu hiat ma nhitng ngwai thire hanh khoa hoc
hanh dong goi 1a “suy ngdm trong hanh dong”. Ong ay yéu cau mdi ching
t6i nhd lai mot 1an mau thuan véi khach hang, dong nghiép hoac ngwai than
trong gia dinh. Ching t6i phai nhé lai khong chi diéu da noi, ma ca diéu
chuing t6i nghi va khong Chris bat dau lam viéc véi nhitng “tinh hudéng” do,
dwong nhw dong thoi tat ca ching t6i hiéu ra minh da gép phan vao sy mau
thuan qua suy nghi riéng ctia minh. Vi du nhu tat ca chung t6i déu cé
nhitng nhan dinh bao quat vé nguwdi khac, anh huwdng dén nhitng gi ching
toi ndi va lam. Tuy nhién, ching t6i chwa bao gio noi ra nhitng nhan dinh
nay. Cé thé toi nghi “Joe cho rang t6i la ké bat tai”, nhung toi sé khong bao
gio héi truc tiép Joe vé diéu nay. Thay vao dé toi sé co gang lam cho minh
c6 vé dang kinh trong doi vGi Joe. Hoac “Bill (6ng chu cta t6i) rat néng
ndy va tin vao nhitng giai phap nhanh chéng”, vay la t6i dé xuat véi ong
nhitng gidi phap don gidan mac du t6i biét ching khong that sy gidi quyét
rot rdo duwgc van de.

Trong vai phut, t6i nhan thdy mitc do nhan ra va “biéu 16” cua toan
nhom tham gia tang 1én gdp mwoi lan, khong phédi nhd vao stc thu hit cta
Argyris, ma nho cach trinh bay diéu luyén cua 6ng giip tirng nguoi trong
chung t6i nhan ra cach chinh minh lién quan dén rac r6i va dé 16i cho nguoi
khac. Sang dén buoi chiéu, tat ca chung t6i duwgce dan dat kham pha (doi khi
do la lan dau tién trong doi) nhitng mau hinh ly luén tinh vi ndm an trong
hanh vi ctia chiing ta; va cach nhitng mau hinh d6 lién tuc gay rac roi cho
ching ta. T6i chwa bao gio gap sw minh hoa triét dé nao nhw vay vé nhitng
M6 hinh tw duy cta riéng t6i trong thuc t€. Nhwng thi vi hon 1a rd rang néu
duwgce dao tao dung cach, toi cé thé trd nén hiéu biét nhiéu hon vé nhitng
Mo hinh tw duy cua t6i va cach thitc hoat dong cua ching. That thu vi biét
bao.
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Tt nhitng thdo ludn v&i Argyris va dong nghiép ctia 6ng la Lee
Bolman, O’Brien nhan ra “du cho triét ly ctia chiing ta nhw thé nao thi ciing
con lau ching ta mdi dat dén kiéu thdo ludn cdi md, c6 chat luwgng vé
nhitng van dé mau cho6t nhv mong muén cuta tat cd moi nguwdi. Trong mot
so truong hgp, phwong phap cia Argyris cho thdy nhitng tro choi hién
nhién ma ching ta da chap nhan. Chris dé cao sy cdi mé chan thanh qua
viéc xem xét suy nghi cia chinh minh va bé qua nhitng yéu t6 vé van. Tuy
nhién, 6ng khong “néi cho moi ngwoi biét hét moi chuyén”, ma chi minh
hoa nhitng k¥ nang gidi quyét van dé kho khan dé moi nguoi hoc tap. Ro
rang, day la mot linh viee quan trong néu ching ta that s dang thwe hién
nhitng gia tri c6t 16i cia minh veé sy cdi mdé va sy dong gop”.

Trong nhitng nam sau, Hanover két hgp nhitng cong cu ctia Argyris
trong mot hoi thao vé “nhitng han ché cua 16i suy nghi may méc” dugc
phat trién béi triét gia John Beckett. O’Brien néi “Beckett cho thay néu
ching ta xem xét cach nhitng nén van héa phwong Pong tiép can nhitng
van dé quan ly, dao dirc va luan ly, thi ching ta thiy ho cling c6 ly. R6i 6ng
ay cho thdy cach tiép can cta phwong Tay ciing rat c6 y nghia. Nhung hai
nén van héa cé thé nhitng két luan trai ngwoc. Viéc nay dan dén sy kham
pha rdng c6 nhiéu hon mét cach dé xem xét nhitng van dé phic tap. Sé that
sy cO ich khi chung ta dep bo dugc birc twong ngan cach gitta nhitng
nguyeén tac trong cong ty, va gitta nhitng 16i tw duy khac nhau ctia chiing
ta”. Két hgp cad hai tao nén mét tdc dong to 16n dén nhan thitc ctia nhitng
nha quén ly vé M6 hinh tw duy. “Nhiéu ngwoi lan dau trong doi nhan ra la
tat ca nhitng gi chung ta c6 la nhitng gid dinh, chit chwa tirng la “sy that”,
rang ching ta luon luoén nhin nhan thé gidi qua nhitng mo hinh tinh than
ctia minh va nhitng Mo6 hinh tu duy luon chwa hoan thién, va dac biét thiéu
tinh hé thong trong van hoéa phwong Tay”.

BP da theo dudi mot phwong phap dao tao rong rdi twong tw, véi hon
5.000 “Nha lanh dao cdp do 1” trong ba nam véi chwong trinh kéo dai bon
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ngay bao gom nhitng kién thitc co ban vé lam cht ban than va hoat dong
v&i nhitng M6 hinh tu duy. Leggate néi “Ching t6i co6 gang lam cho nhitng
cong cu va y kién vé hoc tap t6 chirc tré thanh nhitng phan ctia phwong
phap quéan ly co ban cta ching t6i”. “Chwong trinh nguwsi dan dau”
(pacesetter program) nham dén phat trién mang lwdi cac nha quan ly nha
may c6 thé chia sé nhitng phwong phap tot nhat, gitip d& lan nhau va hoc
tap tap thé la “nd lwc xay dung mang lwdi xuyén bién gidi quan trong dau
tién cda chang t6i, cho ching t6i thiy rang con ngwoi ton trong va co thé s
dung nhitng cong cu d6. T d6, nhitng gidi thiéu twong ty da dién ra trong
khap t6 chic”.

THUC HANH THE CHE HOA

Hién nhién la viéc dao tao ban dau, cho du c6 rong dén dau, cling can
phéi kem theo co hdi thyc hanh thwong xuyén va tap luyén ky nang. Toi da
thdy nhiéu cach thé ché hoéa sy suy ngam va nhan dang nhitng M6 hinh tw
duy qua “co sé ha tang” lam cho nhitng mo6 hinh d6 tré thanh nhitng phan
cta thyc hanh quén ly thwong xuyén (Chuwong 14, “Nhitng chién lwgc”, mo
ta rong hon vé co sd ha tang hoc tap).

Phuong phap ctia Shell l1a thé ché hoéa (institutionalize) viéc hoat dong
vdi cac Mo hinh tw duy thong qua tién trinh 1ap ké hoach (cua Shell). Vi
vai tro diéu phoi vién ctia Nhém hoach dinh, De Geus va cac dong nghiép
cd gang suy nghi lai vai tro cta viéc lap ké hoach trong mot t6 chitc 16n. Ho
két luan rang viéc 1ap ra mot ké hoach hoan hao thi khéng quan trong bang
viéc st dung ké hoach dé budc nhitng nha quan ly suy nghi vé nhitng gia
dinh cua ho va tir d6 thic day toan bo viéc hoc tap. Theo De Geus, thanh
cong dai han phu thudc vao “tién trinh trong dé doi ngli quan ly thay doi
nhitng m6 hinh tw duy chung cta ho vé cong ty, thi truong va doéi tha canh
tranh. Vi ly do nay chung t6i nghi vé viéc 1ap ké hoachviéc hoc tap va vé
1ap ké hoach cong ty cling nhw hoc tap t6 chic”.
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Hanover da thanh 1ap “HG6i dong quan tri ndi bo” (internal board of
directors), két hgp ban quén ly cdp cao vdi cac nha quan ly dia phwong dé
cung nhau thwong xuyén dé thir thach va mé rong suy nghi nam sau bén
dwéi viéc ra quyét dinh & cap d6é don vi kinh doanh. Muc dich la dé tao ra
mot co cdu quan ly co6 thé thic day sy kiém tra rong hon véi cac gia dinh
chu yéu vé cac van dé kinh doanh quan trong tai cap do don vi kinh doanh,
cling nhw thic day sy twong tac gitta cac nha quan ly cdp cao da tirng lam
viéc vGi hoi dong quan tri vé cac van deé dé.

Twong tw, Harley-Davidson da cé nhitng thay do6i vé co cau quan ly,
nhuwng ho thuc hién thay doi triét dé co cau quan ly & cdp cao nhat - mot
phan dé khién viéc hoat dong v&i M6 hinh tw duy tré thanh mot phan cta
cong viéc quan ly. Cung lac nhiéu nha quén ly & Harley-Davidson hoc céac
nguyén ly co ban vé hoc tap t6 chitc qua cac budi hoi thao gidi thiéu vé
SoL. (Society for Organizational Learning - Hiép hoi hoc tap to chirc), thi
ho cling tao ra “t6 chirc tuan hoan” ctia ho, hinh dung lai vai trd ctia ban
quan ly cap cao nhat duwdi dang ba vong hoat dong tuan hoan chong lén
nhau: “tao ra nhu cau”, “san xuat ra san pham”, va “ho trg khach hang”. Ba
vong nay lam ma di co cdu quan ly theo cap bac truyén thong, va dan dén
nhiéu “6ng cha” trd thanh “nguwdi huan luyén tuan hoan”.

Rich Teerlink, nguyén gidm doc diéu hanh cua cong ty nay néi “Mot
trong nhitng sy doi mdéi thu vi nhat vé cdu triic méi cua chuing t6i la “nguoi
huén luyén tuan hoan” (circle coach). Ngwoi hudn luyén tuan hoan tiéu biéu
la nhitng nguoi da ting la pho chu tich ctia mot don vi chitc nang, nhw phat
trién san pham hay san xuat. Trong quan niém ctia ho vé cong viéc, cac nha
quan ly & Harley hinh dung ngudi hudn luyén tuan hoan la ngwoi “sé hitu
nhitng k¥ nang giao tiép, lang nghe, va dnh hwdng sac sdo, duwgc danh gia
cao bdi tat cd cac thanh vién trong vong tuan hoan va bdi cha tich tong
cong ty”. Teerlink no6i “Chung t6i khong viét diéu do ra gidy vao lic nay vi
ching t6i khong mudn né c6 vé khé hiéu, nhwng ching toi nghi trong dau
rang ngwoi huan luyén tuan hoan cé thé dé dang két hgp nhitng M6 hinh tw
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duy khac nhau cta con nguwdi thanh mot mé hinh mad, va that sy diéu do rat
€O hiéu qua”.

NHUNG CONG CU VA KY NANG

Mac du Shell, BP, Hanover va Harley-Davidson c6 nhitng phuong
phap khac nhau dé phat trién kha nang hoat dong véi cac M6 hinh tw duy,
viéc ho lam lién quan dén viéc phat trién nhitng ky nang theo hai loai
chinh: ky nang suy ngam (reflection) va ky nang tim hiéu (inquiry). Ky
nang suy ngam lién quan dén viéc lam cham tién trinh suy nghi dé ching ta
c6 thé nhan thitc r6 hon vé cach minh hinh thanh cac M6 hinh tw duy va
cach ching dnh huéng dén hanh dong cia ching ta. K§ nang tim hiéu lién
quan dén cach ching ta tham gia trong twong tdc mat-doi-mat véi ngudoi
khac, dac biét trong khi giai quyét nhitng van dé phirc tap day mau thuan.
Cung vGi cac cong cu va phwong phap dugce sit dung dé phat trién nhitng ky
nang nay la cac hoat dong tao thanh c6t 16i cia nguyén ly Mo hinh tw duy:

* Chap nhan sy khac biét gitta cac ly thuyét dugc tan thanh (diéu
ching ta n6i) va ly thuyét dwoc st dung (ly thuyét tac dong dén hanh vi

chung ta thyc hién).

* Nhan ra “nhitng budc nhdy triru twgng” (cha y dén nhitng budc nhay
cta chung ta tir quan sat dén tong quat héa).

* Trinh bay “cot bén trai” (tuyén bo diéu ching ta thuwong khong néi).

* Can bang gitta tim hiéu va ung ho (nhitng k¥ nang hoc tap hgp tac
hiéu qua)

NGUYEN LY MO HINH TU DUY THUC HANH SUY NGAM

https://thuviensach.vn



Du vé mitc do nao dé mang tinh rat ca nhan, viéc hoat dong véi cac
M6 hinh tw duy mot cach hiéu qua van mang tinh thyc dung, nghia la né
gan vdi viéc lam cho nhitng gia dinh cha yéu vé nhitng van dé kinh doanh
quan trong hién ra bén ngoai. Diéu nay la s6ng con bdi vi trong bat ky to
chitc nao, cac M6 hinh tw duy cha chét nhat 1a cac mo hinh cia nhitng
nguoi ra quyét dinh. Néu khong dugc kiém tra thi nhitng m6 hinh nay sé
gidi han to6 chitc trong nhitng hanh dong quen thudc va dé dang. Hai la, ban
than nhitng nha quan ly, khong chi 1a nhitng nha tw van hay chuyén gia,
phai phat trién cac k¥ nang hoc tap mat déi mat va suy ngam, néu khong ho
sé chi c6 tac dong rat it trén cac quyét dinh va hanh dong thyrc té.

Pong nghiép 1au nam cuaa gido sw Argyris & Vién dai hoc MIT, gido su
Donald Schon, da nghién citu tam quan trong cta suy ngam trong mot so
nghé nghiép nhv y khoa, kién tric va quén ly. Trong khi nhiéu nha chuyén
mon c6 vé nhu ngirng hoc tap ngay khi tot nghiép dai hoc, nhitng ngwoi
hoc tap su6t doi tré thanh ngwdi ma ong dy goi la “nhitng nguwdi thye hanh
suy ngam”. Kha nang suy ngam vé tu duy trong khi hanh dong, theo Schon,
lam ndi bat nhitng nha chuyén mon ngoai hang

Nhitng cum tr nhw “suy nghi can than”, “than trong suy nghi” hay
“hoc tdp qua hanh dong” cho thdy ching ta c6 thé khong chi suy nghi vé
hanh dong ma con suy nghi vé lam viéc gi do trong khi dang thyc hién né...
Khi nhitng nghé si nhac jazz cung nhau bién tdu... ho cdm thay dong chay
am nhac dang tu6n trao ti sy cong hwéng cia ho, ho cam thay y nghia mai
mé cua diéu nay va diéu chinh phan hoa am ctia ho theo cam giac méi[10].

[10]. Donald Schon, The Reflective Practitioner. How Professionals
Thinking in Action- Nguoi thuwc hanh suy ngam: Cdc chuyén gia nghi thé

nao trong hanh dong, (NXB Basic Books, New York), 1983

Thye hanh suy ngam la yéu to thiét yéu trong nguyén ly M6 hinh tw
duy. D6i vdi nhitng nha quan ly, diéu nay doi héi cd nhitng k¥ nang kinh
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doanh va nhitng ky nang giao ti€p va suy ngam. B@i cac nha quan ly von c6
tinh thwc dung, viéc huin luyén ho vé “md hinh hoa tinh than” hay “can
bang tim hiéu va tng ho” ma khong cé lién két vGi nhitng van dé kinh
doanh quan trong thwong sé bi tir ch6i. Hay né sé tao ra nhitng ngudi co
cac ky nang “han lam” ma ho khong hé st dung. Mat khac, khong cé
nhitng k¥ nang suy ngam va giao tiép, viéc hoc tap chac chan cé tinh thu
dong, khong sang tao. Theo kinh nghiém cta t6i, hoc tdp sang tao can phai
c6 nhitng nguwdi tham gia ¢ tat ca cp bac, nhitng nguwdi cé thé nhan dang va
thir thach nhitng M6 hinh tw duy cta ho trueéc khi moi trudng bén ngoai bat
budc ho phai lam nhuw thé.

LY THUYET PUQC TAN THANH SO VOI LY THUYET
PUQC AP DUNG

Hoc tap suy cho cung la hanh dong, va mot k§ nang suy ngam co ban
lién quan dén viéc st dung khodng cach gitta diéu ching ta néi va diéu
ching ta lam nhw mot dong lyc dé c6 thé nhan thite r6 rang hon. Vi du nhw
t0i c6 thé tuyén bo mot quan diém (mot ly thuyét dwgce tan thanh - espoused
theory) la con ngudi vé co ban la dang tin cay. Nhung t6i khong bao gio
cho ban bé mwon tién va ludn can than giit tai san cia minh tredc ngwoi
khac. Hién nhién la, ly thuyét dwgc 4p dung cuta t6i (theory-in-use), Mo
hinh tw duy bén trong cta t6i, khac han vai ly thuyét dugce tan thanh cua
tOi.

Thyc ra nhitng khoang cach gitta 1y thuyét dwgc tan thanh so véi ly
thuyét dugc ap dung khong nhat thiét phai la nguyén nhan cho sy néan long,
hay tham chi la nhitng chi trich. Thong thwong ching la két qua ctia tam
nhin, chit khong phdi cua théi dao dirc gia. Vi du, trong quan diém cua t6i
cling that sy c6 mot phan tin vao con ngudi. Tt d6, khoang cach gitta khia
canh tam nhin dé va hanh vi hién tai tao ra mot tiém nang thay déi sang tao.
Van dé khong nam & khodng cach ma nam & viéc ngudi ta khong néi ra sy
that vé khoang cach do, nhu da noi trong chwong 8 vé “Hoan thién ban
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than”. Néu khodng cach nay khong dugc nhan ra thi khong thé cé bat ky sw
hoc tap nao.

Vay cau hoéi dau tién khi gap mét khodng cach gitta ly thuyét dugc tan
thanh va ly thuyét dwgc ap dung la “T6i c6 that sy danh gia cao ly thuyét
duwgc tan thanh?”, “D6 c6 phai 1a mot phan quan diém ctia t6i?” Néu khong
c6 cam két nao vdi ly thuyét dugc tan thanh thi khodng cach khéng thé hién
mot sy cang thang gitta thyc tai va tam nhin cta t6i, ma la gitta thyc tai va
mot quan diém t6i dwa ra (c6 1€ bdi vi no sé lam t6i trong cé vé nhu thé nao
trong mat nhitng nguoi khac).

Do khé nhan ra ly thuyét duwge ap dung, ban c6 thé can sy ho trg cia
mot nguwdi khac - mot doi tac “thang thirng, khong thuong tiéc”. Trong su
tim toi dé phat trién nhitng ky nang vé suy ngam, ching ta la tai san 1én
nhat ctia nhau. Nhv mot cau danh ngén c6 “Con mat khéng thé nhin dugc
chinh no”.

Buwd'c nhdy triru twong: Suy nghi cia ching ta nhanh ngang véi t6c
d6 anh sang. Mia mai thay la diéu nay lai lam cham viéc hoc tap ctia chiing
ta, vi ngay lap titc ching ta thwong “nhdy” sang nhitng khai niém tong quat,
qua nhanh dén noi khong kip nghi dén chuyén kiém tra ching. Suy nghi
cta ching ta la nhitng “lau dai trén bau troi[11]” thuwong xuyén hon chiing
ta twéng.

Tw duy c6 y thitc khong du site xi Iy mot lwgng 16n nhitng chi tiét cu
thé. Sau khi nhin mot bitc anh hang tram ngwdi, ban khong thé nhé hét tirng
khuon mat, nhung ching ta sé dé nhé theo cac loai hinh - chdang han dan
ong cao, phu ni* mic 4o dé, ngudi chdu A hodc ngudi giad. Luan dé “con s6
7 ky diéu cOng trir hai” ctia nha tam ly hoc noi tiéng George Miller da de
cap dén xu huwéng ctia con ngwoi chi tap trung vao mot s6 gidi han nhitng
bién s6 khac nhau trong mot thoi diém[12]. Tw duy ly tri cia ching ta rat

7

dé “trtru twong héa” nhitng chi tiét cu thé - thay thé nhiéu chi tiét bang vai
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khai niém don gian va giai thich ching bang nhitng khai niém nay. Nhung
chinh sttc manh cta ching ta trong véc ly luan bang nhitng khai niém trttu
twgng cling han ché viéc hoc cua ching ta, khi ching ta khong nhan thirc
dwgc buwdc nhdy cia minh tir nhitng khai niém cu thé dén khai niém trtvu
tong.

[11]. “Castles in the sky”, y noi nhitng ké hoach hay hy vong co rat it
kha nang xay ra - ND.>

[12]. G. A. Miller, The magical number seven plus or minus two: Some
limits on our capacity for processing information - Cong thém s6 7 huyén
bi hay trtr di 2: mét s6 gidi han cua khd ndng chiing ta trong viéc xur ly
théng tin, Psychological Review, quyén 63, trang 81-97, 1956

Chang han, ban c6 bao gio nghe cau no6i nhuw “Laura khong quan tam
dén nguoi khac” va thac mac vé gia tri ctia cau néi dé khong? Gia sit Laura
la mét sép hay mét dong nghiép véi nhitng thoi quen ma mot s6 ngudi khac
da dé y. Co ta rat hiém khi khen ngoi ai. Co thuong nhin di cho khac khi
nguodi ta néi chuyén véi co va roi quay sang héi “Ong vira néi gi vay?”. C6
lic c6 con cat ngang 10i nguwdi khac, khong bao gio them di dv tiéc va trong
nhitng budi danh gia thanh tich cta nhan vién, c6 ta chi am wr vai cau roi
du6i nhan vién ra. Chinh vi vay, nhitng dong nghiép ctia Laura ludn cé thé
két luan rang co6 ta “khong quan tam dén ngudi khac”. Ai cling dong y véi
diéu nay, di nhién chi trtt Laura, vi c6 cdm thdy minh luén quan tam dén
nguoi khac.

Diéu xay ra vdi Laura la dong nghiép cta c6 da minh hoa cho “buéc
nhdy tritu twgng”. Ho da thay thé nhiéu hanh vi cu thé bang mét cau noi
khai quat: “khong quan tam dén ngwoi khac”. Quan trong hon la ho bat dau
xem su khai quat nay la mot dit kién. Chang ai can thac mac xem Laura cé
phai la nguwdi nhw thé hay khong. Diéu nay la hién nhién.
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Buwdc nhay triru twong xdy ra khi ching ta chuyén tir quan sat true tiép
(“dir liéu” cing) sang sw khai quat (generalization) ma khong kiém tra.
Bwdc nhay tritu twgng ngan can viéc hoc tap vi ching ta cho né la hién
nhién ding. Gia dinh tredc day gio trd thanh mot dit kién. Mot khi dong
nghiép cta Laura da cho rang Laura khong quan tdm dén ngudi khac,
khong ai con thac mac vé hanh vi caa c6 khi c6 lam diéu gi d6 c6 vé “vd
tinh vo cam” va cling khong ai dé y khi c6 lam nhitng gi khac véi dinh kién
nay. Chinh quan diém chung cho rang Laura khong quan tam dén nguoi
khac da lam cho ngudi ta doi xtr lanh nhat vGi c6 hon, lam cho moi co héi
cd can cé nham biéu hién sy quan tdm cta minh véi nguwoi khac tan bién
hét. Két qua la Laura va dong nghiép roi vao tinh trang bat cap ma khong ai
muon. Hon nita, nhitng két luan khong dwoc kiém tra sé dé dang dan dén
nhiéu két luan hon nita. “Laura c6 phai la dang mwu do gi tai van phong
khong? Co 1€ c0 ta la loai nguoi sé lam viec do vi co ta dau c6 quan tam
dén ai...”.

Pong nghiép cua Laura cling giong nhw tat ca ching ta, khong tuan
thi nguyén tac phdi phan biét diéu ho truc ti€p quan sat dugc vdi nhitng
suy luan c6 dugc tir quan sat cua hg. Cé nhitng “dir kién” - titc la nhitng div
kién quan sat dugc vé Laura - chang han thoi gian ¢6 danh cho nhitng budi
danh gia thanh tich ctia nhan vién, viéc nhin di ché khac trong khi tiép
chuyén. Nhung “Laura chang nghe ai n6i gi cd”, hay “Laura chang quan
tam dén ai khac” la nhitng khai quat héa, khong phai la dit kién. Ca hai c6
thé dya trén nhitng dit kién thuc té€, nhung du sao ciling chi la nhitng suy
luan. Khong phan biét dugc diéu tryc tiép quan sat dugc v6i nhitng suy
ludn cé dugc tir quan sat sé lam cho ching ta khong bao gio nghi dén viéc
kiém tra diéu khai quat d6. Chinh vi thé khong ai thit hdi Laura xem c6 ta
c6 quan tam hay khong. Néu c6 ngwoi tirng hoi thi c6 thé ho sé phat hién ra
rang trong suy nghi ctia minh, c6 rat quan tdm dén nguoi khac. Ciing c6 thé
ho nghe thay rang vi co bi lang tai va khong néi cho ai biét nén thwong kho
s@ khi tro chuyén cung nguwoi khac.
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Budc nhdy tritu twong cling phd bién trong cac van dé kinh doanh.
Trong mot cong ty, nhiéu quan ly cap cao cho rang “Khach hang mua hang
dwa trén gia cd, chat lwgng phuc vu khéng phai la mét yéu td6 dang quan
tam”. Va khong c6 gi ky la khi ho nghi vay, khach hang lién tuc doi giam
gia nhiéu hon, doi thu canh tranh gianh dwgc khach hang do khuyén mai
nhiéu hon. Khi mot nhan vién tiép thi mdi vao thiic giuc cap trén cia minh
dau tw vao viéc cai thién dich vu, anh ta bi tir ch6i mot cach nhe nhang,
nhung kién quyét. Lanh dao & trén khong bao gid kiém tra y twéng nay, bdi
vi budc nhay trivu twgng da tréd thanh mot “dir kién” rang “khach hang
khong quan tam dén dich vy, ho mua hang dya trén gia ca”. Ho ngoi dé va
nhin nhitng do6i tht canh tranh dang dan dau déu dan tang thi phan cta
minh bang cach cung cap mdt mirc do chat lwong dich vu ma khach hang
chwa tirng biét dén, vi thé ho chwa tirng doi hoi.

Lam sao nhan dang dugc nhitng bwdc nhay trivu twgng? Trudc hét, hay
tw hoi minh xem ban tin gi vao cach van hanh ctia cudc song - ban chat cia
cong viéc kinh doanh va con nguoi noi chung, va ti'ng ca nhan noi riéng.
Hay dat cau hoi “Sy khai quat nay dwa trén dit kién nao?” roi ti héi minh
“Liéu t6i c6 san sang xem xét su khai quat dé dé biét n6 c6 sai hodc nham
lan gi khong?”. Quan trong la dat cau héi nay mot cach cé y thic; béi vi
néu cau tra 16i la khong thi c6 tién hanh cling khong ich gi.

Néu ban muon tim hiéu mot sy khai quat thi phai tach biét né hoan
toan voi “dit kién” dan dén nd. Ban c6 thé n6i “Paul Smith, nhan vién mua
hang cta Bailey’s Shoes va nhiéu khach hang khac bdo to6i rang ho sé
khong mua hang ctia ching ta triv khi dwgce gidm gia 10%. Vi thé t6i két
luan rang khach hang khéng quan tdm dén chat lwgng dich vu”. Qua doé,
ban treng ra moi “quan bai” ctia minh, tao diéu kién cho chinh ban ciing
nhw nhitng nguwoi khac cé co hdi xem xét nhitng dién giai va huwdng hanh
dong khac (so voi 1ap luan noi trén
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Khi c6 thé, hay kiém tra tryec tiép nhitng sy khai quat. Viéc nay thuong
dan dén hanh dong dat cau hoi dang sau hanh dong cta ngwoi khac. Viéc
dat cau héi dé doi hoi nhitng k§ nang sé dugc thao ludn duéi day. Chang
han chi can dén gap Laura va héi “C6 phai c6 thuong khong quan tam dén
ngwoi khac khong?” thi chac chan sé tao ra mot phan tng tw vé. Cé nhitng
cach tiép can khac nhau cho nhitng trao déi nhu thé, thong qua viéc tha
nhan gia dinh cua ching ta vé nguwoi khac va dan ra nhitng dit kién lam
giam kha nang tu ve.

Nhung chi cho dén khi nhan biét nhitng buwéc nhay tritu twgng thi
ching ta méi hiéu dugc nhu cau tim hiéu (inquiry). Pay chinh 1a 1y do tai
sao viéc thye hanh nguyén 1y suy ngam la rat quan trong. Mot ky thuat thi
hai trong khoa hoc hanh dong, “cot bén trai” sé dac biét hitu ich trong viéc
bat dau va phat trién hon nita kha nang nay.

Cot bén trdi. Day la mot ky thuat co ich dé bat dau “nhin” thay duwgc
phwong thitc van hanh ctia nhitng M6 hinh tw duy trong nhitng tinh huéng
cu thé. N6 cho thay cach ching ta khéo 1éo x 1y tinh huéng nham tranh
cham dén cach nghi va cdm nhan thyc si cua ching ta, va tir d6 ngan chan
viéc phat trién nhitng tinh hudng bat 1gi.

Bai tap cot bén trai (left-hand column) cé thé gitp nhitng nha quan ly
hiéu rang that ra ho c6 nhitng M6 hinh tv duy dang hoat dong tich cuyc
nhung do6i khi khong dwoc hoan nghénh trong thuc tién quan ly. Mot khi
mot nhom nhitng nha quan ly da trai qua bai tap nay, khong nhitng ho nhan
biét vai tro ctia nhitng M6 hinh tv duy ctia minh ma ho con bat dau hiéu tai
sao viéc xt ly ngay nhitng gia dinh cta ho la rat quan trong.

“Cot bén trdi” dén tir mot trinh bay tinh huéng ctia Chris Argyris va
dong nghiép. Bién phap nay bat dau bang viéc chon mét tinh huéng cu thé
khi to6i twong tdc vG6i mot hoac nhiéu nguwoi theo cach ma t6i cho la khong
c6 két qua - cu thé l1a khéng tao ra sy hoc hoi hodc tién bo nao. T6i thir viét
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ra mot cach trao doi khac, theo hinh thitc mét ban thao. Toi viét diéu do6 1én
bén phdi cta to gidy. Bén c6t phia tay trai, toi viét ra diéu minh nghi nhung
khong noi ra vao moi giai doan trong qua trinh trao doi.

Chang han, hdy twéng twgng mot cudc tranh ludn vGi dong nghiép
Bill, sau khi ching t6i vira cung nhau thic hién mét trinh bay quan trong vé
dy an cho sép. To6i khong tham dy budi trinh bay dugc, nhung vira nghe noi
la khong dugc thanh cong cho |

Toi: Buoi trinh bay thé nao?

Bill: Um, t6i ching biét. C6 thé qua sém dé khing dinh. Hon nita
ching ta sé bat dau mét cong viéc mdi & day.

Téi: Anh nghi chiing ta nén lam gi? T6i cho la nhitng van dé anh néu
ra rat quan trong.

Bill: T6i khong chac. C¢ doi xem chuyén gi sé dén.

Toi: Anh c6 thé dang. Nhung tdi nghi ching ta nén lam cai gi d6 hon
1a chi cho doi.

Phan bén dwdi trinh bay lai cudc trao doi theo “c6t bén trai” cua toi
(tc 1a theo mot cach khac - ND).

PIEU TOI NGHi PIEU PUQC NOI
RA
Ai cling n6i budi trinh bay chang ra gi Toi: Budi trinh bay
Co6 phdi that sy anh ta khong biét 1a n6 rat thé nao?
té? Hay anh ta khong mu6n doi mat véi diéu do Bill: Um. T6i chang

biét. Cé thé qua sém dé
khang dinh. Hon nita
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chitng ta sé bat dau mot
cong viéc moi & day.

Anh ta that su sg nghe su that. Néu anh ta Toi: Anh nghi chitng
tw tin hon thi da c6 thé hoc dwgce gi do tir tinh  ta nén lam gi? T6i cho la
hu6ng nay. Minh khong thé tin la anh ta khong nhitng van dé anh néu ra
nhan thay budi trinh bay dé that tai hai cho viéc rat quan trong.

tién than ctia ching toi Bill: T6i khong chac.
Ct dogi xem chuyén gi sé
den.
Minh phai tim cach cttu van tinh hinh md&i Toi: Anh c6 thé
dugc dang. Nhung toi nghi

chirng ta nén lam cai gi do
hon la chi doi.

Bai tdp cOt bén trai luén cé thé phoi bay ra ngoai nhitng gia dinh tiém
an, va cho thay chiing cé nhitng dnh hwéng nao. Trong vi du trén day, t6i co
hai gia dinh chinh: Bill thiéu ty tin, nhat 1a khong chap nhan rang budi trinh
bay rat té, va anh ta thiéu sang kién. Khong biét cai nao ding, nhung ca hai
déu la bang chitng rd rang trong cudc doi thoai riéng cua toi va ca hai déu
anh hwdng dén cach t6i x 1y tinh huéng. Niém tin cta toi la anh ta thiéu ty
tin va diéu nay thé hién qua viéc téi vong vo noéi rang budi trinh bay cé két
qua xau. Toi sg rang néu toi néi thang diéu dé ra, anh ta sé mat di chat ty
tin con lai, hodc anh ta sé khong thé doi mat v&i bang chitng. Chinh vi thé
toi ndi dén budi trinh bay mot cach quanh co. Niém tin cia t6i rang anh ta
thiéu sang kién xuat hién khi ching t6i thao luan ti€p theo phai lam gi. Anh
ta khong dwa ra huéng hoat dong cu thé du téi hdi. Toéi cho rang day la
bang chitng cta sy lwdi nhac hodc thiéu sang kién: anh ta hai long cho rang
khong can phdi lam gi trong khi r0 rang can phai lam gi dé, chinh vi thé t6i
két luan rang t6i sé phai gdy mot it ap lwc cho anh ta chiu hanh dong, hoac
don gian la toi sé gidi quyét van dé mot minh.
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Bai hoc quan trong nhat la tir viéc hoc cach nhin tir “cot bén trai” la
hiéu duwgc ching ta da bo qua co hoi hoc tap trong nhitng tinh huéng mau
thuan. Thay vi tap trung gidi quyét van dé ctia minh, t6i va Bill lai loanh
quanh. Thay vi quyét dinh phai tién 1én gidi quyét van dé, ching t6i két
thic cudc trao doi ma khong cé huwéng hanh dong gi r6 rang - that ra, khong
dinh nghia r6 van dé can phai hanh dong.

Tai sao to0i khong don gidn noi rang t6i cho la c6 van dé? Tai sao toi
khong néi rang ching to6i phdi ti'ng budc dwa du an trd lai quy dao? C6 1é
bdi vi t6i khong chac lam sao ban dén van dé “té nhi” nay cho c6 két qua.
Giong nhw dong nghiép cta Laura, t0i twéng twgng rang néu mang van de
ra thdo luan thi cudc trao doi sé phan tac dung va gay ton thwong. T6i sg
rang chung t6i sé con té hon bay gio. Co 1€ t6i tranh nhitng van dé vi khong
muon to ra mat lich sy hodc thich phé binh nguwdi khac. Du 1a ly do gi di
nita, két qua la mot cudc néi chuyén khong vui vé va téi cod tim cach “du”
Bill dé anh ta cé phan &ng tich cuc hon.

Khéng c6 cach nao “ding dan” dé x& ly nhitng tinh huéng khé nhw
cudc noi chuyén cada téi véi Bill, nhwng sé rat c6 ich néu ngay tir dau nhin
thdy dwogc 1y luan va hanh dong cta t6i da lam cho tinh huéng xau thém
nhw thé nao. Pay chinh la noi ma ky thuat c6t bén trdi té ra hitu dung. Mot
khi hiéu dugc nhitng gid dinh ctia minh va thdy dwgc cach tac dong, toi sé
thdy c6 nhiéu diéu c6 thé lam dé lam cho cudc doi thoai cé két qua hon. Tat
ca chi la viéc chia sé quan diém ctia minh va “di* kién” ma dya trén dé
quan diém dwgc hinh thanh. T4t ca chi la viéc céi mé doi v6i suy nghi ma
Bill c6 thé chia sé, khong can biét do6 la y kién hay di liéu, va rang ca hai
déu co thé sai. (N6i gi thi noi, tat ca thong tin vé cudc trinh bay van c6 thé
bi sai 1éch). Trong thyc té, nhiém vu cua téi la chuyén tinh hudéng trén
thanh mot tinh huéng ma trong dé ca toi va Bill déu c6 thé hoc tap. Viéc
nay doi héi sw két hgp cuia viéc néi ré quan diém cta téi va tim hiéu nhiéu
hon vé quan diém cua Bill - m6t qua trinh ma Argyris goi la “can bang gitra
tim hiéu va ung ho”.
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Can bang giira tim hiéu va ung hé[13]: Hau hét cac nha quan ly dugc
huan luyén dé tr¢ thanh nhitng ngwoi ung ho (advocates). That ra trong
nhiéu cong ty, mot nha quan ly c6 tai cé nghia la phai giai quyét dwgc van
dé - biét dugc can phai lam gi, liét ké bat ky su ho trg can thiét nao nham
thue hién dugc diéu d6. Nhitng ca nhan ciling thanh céng dugce phan nao do
ho c6 kha nang tranh ludn hung hon va anh hwong dwgce nguwdi khac. Lic
nay cac ky nang vé tim hiéu (inquiry skills) khong dwgc nhan ra hay khen
ngoi. Nhung khi 1én dén nhitng vi tri cao hon, cac nha quan ly déi mat vGi
nhitng van dé phitc tap va phong phud hon nhiéu so v&i kinh nghiém ca nhan
cta ho. Bong nhién ho can phai nam bat ngay nhitng hiéu biét sau sac twr
nhitng nguwoi khac, ho can phai hoc. Gio day ky nang ung ho (advocacy
skills) ctia nha quan ly tré nén phan tac dung; ching cé thé ngan can ching
ta hoc tap lan nhau that sy. Diéu can lam la két hop gitta ung ho va tim hiéu
nham khuyén khich hon nita viéc hoc tap tap theé.

[13]. Advocacy skill la ky ndng ting hd, bdo vé cho mét quan diém nao
doé (thuong la quan diém cua minh), trong khi inquiry skill la ky ndng tim
hiéu, theo dé chiing ta cht dong ddt cau hoi dé tim hiéu quan diém cua
nguoi khac - ND.

Ngay ca khi hai nguwdi ting ho gdp nhau trong mot cudc trao doi cdi
md& va vo tu, thuwdng nguwdi ta hoc dwgce rat it tiv cudc gap do. Ho co thé that
sy quan tam dén quan diém cua nhau, nhitng thuan tiy ung ho sé dan dén
mot cau tric khac cho cudc déi thoai:

“To6i danh gia cao sy chan thanh cua anh. nhung kinh nghiém va kha
nang xét doan cua t6i lam cho t6i cé nhitng két luan khac. hay dé t6i noéi

cho anh biét tai sao dé nghi cua anh khong c6 két qua”.

Khi moi bén ting ho cho quan diém ctia minh mét cach binh tinh, hgp
ly va manh mé& hon thi nhitng quan diém cang tré nén cing ran hon. Ung
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h6é ma khong tim hiéu sé sinh ra nhiéu ung ho hon. That ra, c6 mét nguyén

mau cac hé thong mo ta diéu sé tiép tuc xay ra, dwgc goi la “su leo thang”.
N6 cling c6 cau truc giong cudc chay dua vii trang.

A cang cai lai dir doi thi B cang thdy minh bi de doa nhiéu hon. Chinh
vi vay, B cang dap trd manh mé hon nita. R6i thi A cang phan cong dit d6i
hon nita. Va tiép tuc. Nhitng nha quéan ly thuwong nhan thay sw leo thang
lam kiét sttc dén noi ho thwong tranh cong khai nhitng diéu mau thuan
nhau. “That la tai hoa”.

Hau qua hon tuyét lan (snowball effect) cia viéc cing c6 su ung ho c6
thé dugc dirng lai bang cach bat dau dat mot vai cau héi. Nhitng cau hoi
don gian nhv “DPiéu gi da lam cho anh c6 thai do nhw thé?” va “Anh c6
minh hoa dugc diém do6 vai toi khdng?’ (Anh cé thé dwa ra vai “di liéu”
hodc kinh nghiém dé giai thich cho diéu dé khong?”) cé thé “bom” mot
chit tim hiéu (inquiry) vao cudc thao luan.

PE DA BOT VOT
QUAN BIEM CUA B

SU D DOI >1}£’ Dor
cUA .1,\ \'\%\\,’,{/pﬂi E

BE DOA BOT VOT
QUAN BIEM 0T4 A

Chung t6i thuwong ghi am lai nhitng budi hop cua doi ngti quan ly ma
ching t6i dang lam viéc cung nham phat trién nhitng ky nang hé thong.
Mot dau hiéu cia doi nhom dang gap van deé la co rat it cau hoi, ngay ca
trong nhitng cudc hop kéo dai nhiéu gio lién. Nghe c6 vé ky la, nhung qua
that toi da tirng tham dy nhitng cudc hop trong ba tiéng dong hé ma khong
ai dat 1dy mo6t cau hoi! Ban khong can phdi la mot chuyén gia “khoa hoc
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hanh dong” cling biét rang trong nhitng cudc hop dé khong c6 nhiéu sy tim
hiéu.

Nhung sy tim hiéu don thuan thwong han ché. Bat cau hoi co thé déng
vai tro quan trong trong viéc pha v& vong xody tron 6c cung c6 su ung ho,
nhung chi cho dén khi tap thé hoac ca nhan hoc dwgc cach két hgp gitra tim
hiéu va ung ho thi nhitng k¥ nang hoc tap mai doi dao. Mot 1y do tai sao sy
tim hiéu don thuan thuwong han ché la: ai trong ching ta cling c6 quan diém
riéng, du ching ta c6 cho rang quan diém cia minh la duy nhat ding hay
khong. Vi thé, dat that nhiéu cau héi (tim hiéu qua nhiéu - ND) ciling 1a mot
cach tranh né hoc tap - bang cach che didu quan diém riéng cta ching ta sau
mot buc twong nhitng cau hoi lién mién khong dut.

Viéc hoc tap c6 hiéu qua nhat thuwong xdy ra khi nhitng nha quan 1y két
hgp nhitng ky nang ung ho va tim hiéu. Mot cach ndi khac la “tim hiéu ho
twong”. No6i diéu nay, ching t6i ham y rang moi nguwdi déu noi ra suy nghi
ctia minh va dé suy nghi d6 dwgc cong ching kiém tra, danh gia. Diéu nay
tao ra mot bau khong khi that sy dé gay ton thwong. Khong ai gidu di bang
chitng hoac 1ap luan dang sau quan diém cda ho - ndi ra tre6c ma khong
xem xét k§ lwdng. Chang han, khi tim hiéu va ing hd dwgc can bang, toi
khong chi tim hiéu vé ly 1é dang sau quan diém cua nguwoi khac, ma con
trinh bay quan diém cta chinh minh véi sy thé hién r6 nhitng gia dinh va ly
1& ctia t6i, nham moi goi ngwoi khac cling tim hiéu (vé nhitng quan diém
d6). Toi co6 thé noi “Pay la quan diém cuta toi va day la cach t6i da di dén
quan diém d6. Anh thiy n6 thé nao?”.

Khi chi cé sw ung ho thi muc tiéu la phai thang trong cudc tranh luan.
Khi két hgp gitta tim hiéu va ung ho thi muc tiéu khong con 1a “phai thang
trong cudc tranh luan” nita, ma la tim cau tra 16i t6t nhat. Viéc nay thé hién
trong cach chung ta st dung dit liéu va cach chung ta tiét 16 ly do dang sau
sw triru twgng. Chang han, khi ching ta chi biét ing hd thi ching ta cé xu
hudng st dung div lieu mot cach co lya chon, tirc chi dva ra nhitng di liéu
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ho trg cho quan diém cia minh. Khi ching ta giai thich 1ap luan ditng sau
quan diém cua minh, ching ta chi trung ra nhitng 1ap ludn nham “chitng
minh minh ding”, tranh nhitng chi tiét cho thay diéu ngwoc lai. Nguoc lai,
khi cé su két hgp cao gitta tim hiéu va ung ho, ching ta cdi md trong viéc
khang dinh hodc pht nhan dit liéu - bai vi ching ta that sy quan tam dén
viéc tim ra nhitng sai lam trong quan diém ctia minh. Twong ty nhw vay
chuing ta phoi bay lap luan cta minh va tim kiém nhitng thiéu sét trong do,
va chiing ta c6 gang hiéu 1ap luan cta ngudi khac.

Y twéng két hop tim hiéu véi tng hd mang tinh thach thiic cao. N6 c6
thé rat khé néu ban lam viéc trong mot to chitc cé nhiéu tro chinh tri, khong
that sy cdi m& lam vdi viéc tim hiéu sy that. La m6t nguwdi theo phong cach
ung ho tir 1au, téi c6 thé ndi rang t6i da tim thay su kién nhan va bén bi can
c6 nham tién déncach tiép can can bang hon. Phai tién trién tirng giai doan
mot. Doi vGi t6i, giai doan dau tién la hoc cach tim hiéu quan diém cuaa
nguwoi khac khi t6i khong dong y véi ho. Phan tng theo thoi quen cua t6i
khi khong dong y (vGi quan diém ctia ai d6) la: ing hd quan diém cta minh
mot cach manh mé hon. Thuong thi toi khong lam viéc nay mot cach ac y,
ma v&i niém tin thanh that rang t6i da nghi ky moi viéc va dwa ra quan
diém dung dan. That khong may, né thwong mang lai hau qua la 1am phan
cue hodc két thic budi thao ludn, sau d6 t6i mat han cam giac vé s dong
tinh ma t6i that sy mong muoén. Bay gio toi rat thwong phan ng véi nhitng
khac biét trong quan diém bang cach yéu cau ngudi kia néi rd hon vé cach
anh ta phat trién quan diém cta minh, hodc dé nghi anh ta néi sau hon vé
quan diém ay.

Mac dau ching ta phai mat nhiéu thoi gian mdi hoan thién duwgc
nguyén tac can bang gitta tim hiéu va ung ho, phan thuéng cua viéc nay
that dang gia. Hién tai t6i nhan ra rang minh hau nhw khong danh chut thoi
gian nao vao viéc thuyét phuc nguwdi khac chap nhan quan diém ctia minh,
va toi phai thita nhan rang néu lam viéc nay, cudc séng sé dé chiu, vui vé
hon nhiéu. To6i cang thdm thia diéu d6 mo6i lan tr@ thanh ngwoi ting ho don
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doc (ttc la khong ai ung ho y cua minh - ND), khi dé t6i phai chiu cang
thang thyc sw. Mot diéu cling trd nén ro rang vao nhiéu dip khac nhau la
khi c6 tim hiéu va tng ho, chac chan sé c6 nhiéu két qua sang tao hon.
Theo m6t nghia nao do, khi hai nguwdi chi ung hd don thuan thi két qua
thwong cé thé thay trudc. Hoac mot bén sé thang, hodc hai bén déu giir
quan diém ctia minh. Khi cé tim hiéu va tng ho, nhitng han ché nay duoc
gidi quyét. Bén A va B, néu chiju cdi m@ va tim hiéu quan diém ctia nhau
thi ho cé thé kham pha nhitng quan diém hoan toan mdi.

Trong khi Iinh hoi nguyén tac can bang gitta tim hiéu va ung hd, can
phai lu6n ghi nhé nhitng diéu cha chot sau:[14]

[14]. Tb6i xin cam on Diana Smith vi dd cho phép toi st dung lgi
nhirng huéng dan nay.

Khi ting ho quan diém ctia minh:
- Gidi thich r6 rang vé lap luan, ly 1€ cia ban (ttc 1a néi rd lam thé nao
ban hinh thanh quan diém cia minh va “dit liéu” ma ban st dung dé hinh

thanh quan diém ay).

- Khuyén khich ngudi khac kham phéa quan diém cta ban (vi du “Anh
thdy lap luan cta t6i c6 16 hong nao khong?).

- Khuyén khich nguoi khac dwa ra nhitng quan diém khac nhau (vi du
“Anh c6 dit liéu hodc két luan nao khac (hodc ca hai) khong?”).

- Cha dong “tim hiéu” quan diém nao khac vGi quan diém cta ban (vi
du “Quan diém cta anh thé nao?”, “Anh di dén quan diém do6 ra sao?”,

“Anh c6 xem xét nhitng dit lieu khac vai cai toi dang xem xét khong?”).

Khi tim hiéu quan diém cia nguwoi khac:
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- Néu ban gia dinh vé quan diém cta ngudi khac, hdy néi rdo gid dinh
cta ban va xac nhan rang dé chi la gia dinh.

- Pua ra “dit lieu” ma ban st dung cho gia dinh cta minh.

- Birng dat cau héi néu ban khong that s quan tam lam dén cau tra 16i
ctia nguwoi khac (ttre 1a néu chi muén té ra lich sy hodc choi x6 ngwdi khac).

Khi da dén doan bé tac (tiec la nguwoi khac khong coé vé céi mé
trong viéc tim hiéu quan diém cua chinh ho nira):

- Hay héi xem dit kién hay ly ludn nao c6 thé thay doi quan diém ctia
ho.

- Hay hoi xem c6 cach nao doi bén c6 thé thyc hién mot thir nghiém
(hay thtt mot cach tim hiéu khéc) dé cé thé cung cap thong tin mai.

Khi ban hoac nguoi khac do dy khong miéu ta quan diém cua
minh hoac thit nghiém véi nhirng y kién méi:

- Khuyén khich ho (hodc ban) néi to thanh 10i diéu c6 thé lam cho qua
trinh nay tré nén khoé khan (tttc 1a, “Nhitng gi trong tinh huong nay, vdi toi
hay vGi ngudi khac, 1am cho viéc trao doi cdi mé tré nén kho khan?”).

- Néu cd hai bén déu muon lam viéc nay thi hay nghi ra cach khac
phuc nhitng trd ngai do.

DPiéu quan trong la khong lam theo nhitng 16i hwéng dan nay mot cach
mu quang, ma st dung chiing nham ghi nh¢g tinh than ctia nguyén tac can
bang giita tim hiéu va tng hd. Ciing giong nhu bat ky “cng thitc” nao nham
khoi dau mot trong cac nguyén tac hé thong, phai s dung ching nhw
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nhitng “banh xe huan luyén” cho chiéc xe dap dau tién ctia ban. N6 sé gitio
cho ban khéi su, va cho ban cam nhan dwoc viéc “lai xe” nham thuc hanh
tim hiéu va ting ho. Khi ban da cé ky nang thi ban c6 thé va nén bo ching
di. Nhung thinh thoang cling nén quay lai khi ban gap nhitng dia hinh kho
khan.

Tuy nhién, can biét rang nhitng 10i huwéng dan khong cé cong dung gi
néu ban khong that sy mudn hiéu biét va mong muén thay doéi M6 hinh tw
duy trong tinh huéng nao dé. N6i cach khéc, thyc hanh tim hiéu va ting ho
c6 nghia la mong mudn dugc vuot ra khoi gidi han tw duy cta riéng minh,
mong mudn duwgc cong nhan la minh sai. Chi cé cach nay mdi lam cho
nguoi ta cdm thay an toan khi ho cling mu6n thd nhan 1a minh sai.

Ciling nhw véi tat ca cac nguyén ly hoc tap khac, viéc nam bat nguyén
Iy M6 hinh tw duy phai mat thoi gian, va dau hiéu tién bo rat mo ho, kho
nhan ra. T6i con nhé Chu tich cong ty Harley-Davidson, Jeff Bluestein, sau
nhiéu nam dau tw vao nhiéu khia canh cua hoc tap to6 chitc, da tra 16i cau
héi “Anh c6 nhan thay su thay doi gi khong?” da tra 16i rat don gian la “T6i
nghe ngay cang nhiéu ngudi n6i ‘Do 1a cach toi nhin nhan sy viéc’ thay vi
‘Béan chat sy viéc la nhw vay’. Nghe khong c6 vé gi ghé gdm, nhung cau
trirdc ro rang tao nén mot chat lwong doi thoai khac han so véi cau sau!

SU NHAT TRi CO QUAN TRONG HAY KHONG?

Can Iwu y rang muc tiéu thyc hanh nguyén ly M6 hinh tw duy khéng
nhat thiét 1a sy nhat tri hodc dong quy (vé quan diém). Nhiéu Mo hinh tw
duy chi xuat hién mot 1an. M6t s6 m6 hinh cé thé bat dong vdi nhau.

Tat ca nhitng mo hinh dé can phai dwgc xem xét va thit nghiém trong
nhitng tinh huéng ndy sinh. Diéu d6 doi héi mét sy “cam két vGi sy that”
cta to chitc, von la mot san pham cta sy lam chu ban than. Va ching ta
phai hiéu 1a minh khong bao gid c6 thé biét dwgc toan bo sy that. Nhw
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O’Brien noi sau khi xem xét cac M6 hinh tw duy “Tat ca ching ta c6 thé
thye hién trong nhitng vi tri rat khac nhau. Muc tiéu tredc mot van dé cu
thé 1a Mo hinh tu duy t6t nhat cho bat ky ai. Moi ngudi khac tap trung gitp
dd nguoi do (hay nhitng nguwdi do) ra quyét dinh tét nhat trong kha nang
bang cach gitip ho xay dung M6 hinh tw duy t6t nhat c6 thé”.

Mac du muc tiéu c6 thé khong dong dang, tién trinh van dan dén két
qua khi né hoat dong. O’Brien néi “Chung t6i khong ngai t6 chic cac bubi
hop v6i thanh phan khac nhau. Moi ngwdi dep chitc vu ctia minh sang mot
bén va tham chi néu ban khong déng y vdi ho, ban cling c6 thé nhan ra
cong sttc cda ho bdi vi ban quan tdm dén ho. Ban c6 thé néi ‘Vi nhiéu ly do
khac t6i khong di theo huwéng cua anh dé nghi’. Két qua that dang ngac
nhién: moi ngwdi cong tac tét hon hon la khi ho budc phai thong nhat véi
nhau vé mot viéc gi do6”. Pac biét, sé khong con cdm giac thit vong, cay
dang, von thwong xuat hién khi ngudi ta cam thay minh hiéu biét rd nhat vé
mot van dé, nhung khong c6 co hdi trinh bay quan diém. Hoéa ra con nguoi
c6 thé hoa hgp tot véi tinh huoéng khi ho da tuyén bo dwge quan diém cuaa
minh trong khi mot quan diém khac duwgc ap dung, mién la tién trinh hoc
tap cdi m& va moi nguwdi déu minh bach.

O’Brien noi thém “Chuing t6i khong c6 nhitng Mo hinh tv duy mang
tinh nghi thitc nao ca, ching t6i c6 mat triét 1y vé mo hinh héa tv duy. Néu
chuing t6i dén mot bo phan va néi ‘day la Mo hinh tw duy duge quy dinh dé
kiém soat tinh huong s6 23C’, thi ching t6i sé gap rac réi”. Tuwong tw, ap
dat mot M6 hinh tw duy 1én ngwoi khac, nhw ap dat tam nhin cda ban,
thuwong phan tac dung. Ngudi 6n ao nhat, hay ngudi ¢ cap cao nhat, dé cho
rang moi ngudi sé lang nghe va lam theo nhitng M6 hinh tw duy cta anh ta.
Tham chi néu M6 hinh tw duy ctia anh ta tét hon, thi anh ta cling khéng cé
vai tro di tuyén truyén moi nguwoi, ma phai tw gitt 1ay cho ban than minh dé
nhitng nguoi khac xem xét.
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Nhiéu nguwoi ngac nhién vé viéc khong nhan manh no lyc dat dén suw
nhat tri, hay sw dong dang vé quan diém. Nhung t6i da thdy nhiéu bao céao
twong ty nhw cida O’Brien ti nhitng nhom quén ly ngoai hang. Niém tin
rang “chuing toi sé thdo luan va sé biét can phai lam gi” da tré thanh nén
tang cna sw gan két (alignment) dwgc thic day qua “doi thoai”, trung tam
cua nguyeén ly hoc tap doi nhom.

NHUNG MO HINH TU DUY VA NGUYEN LY THU NAM

T6i di dén niém tin rang suy nghi hé thong (nguyén ly thit nam) ma
khong c6 nhitng M6 hinh tw duy thi cing giong nhw mot dong co lam mat
bang khong khi tda tron ctia DC-3 ma khong cé canh 1ai. Ciing giong nhw
nhitng k¥ su ché tao chiéc Boeing 247 phai thu nhé dong co bai vi ho thiéu
bd phan céanh, suy nghi hé thong ma khong c6 nguyén tac nhitng M6 hinh
tw duy ciling sé mat di rat nhiéu sitc manh. Hai nguyén tac nay két hgp mot
cach ty nhién, bdi mot cai tap trung vao viéc boc 16 nhitng giad dinh giau kin
phia sau, va cai kia tap trung vao cach co cdu lai nhitng gia dinh nham lam
ro nguyén nhan cta nhitng

Nhu da néi trong phan mé& dau cua chwong, nhitng M6 hinh tw duy
bdo thu sé can trd nhitng thay doéi c6 thé dén ti suy nghi hé thong. Nhitng
nha quan ly phai hoc cach suy ngam vé nhitng M6 hinh tw duy hién c6 cta
ho - chi khi nao ho bdc 19, hiéu dugc tat ca nhitng gia dinh chinh yéu, thi
m&i co6 thé ky vong Mo hinh tw duy phai thay doi, va suy nghi hé thong mai
c6 muc dich. Néu nhitng nha quan ly “tin rang” quan diém cuaa ho vé thé
gidi la nhitng dit kién (facts) hon la mot loat nhitng gia dinh (sets of
assumptions), ho sé khong céi md& dé thach thirc, tim hiéu sau hon nhitng
quan diém dé. Néu ho thiéu nhitng k¥ nang trong viéc tim hiéu 16i suy nghi
cta ho va ngudi khac, ho sé bi han ché trong nhitng thir nghiém tap thé vdi
nhitng 16i tw duy méGi. Hon nita, néu khéng cé nhitng triét ly va nhitng hiéu
biét vé nhitng M6 hinh tv duy trong t6 chitc, ngudi ta sé hiéu nham muc
dich cta suy nghi hé thong la vé ra nhitng so do xay dung, tao ra “nhitng
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mo hinh” tinh té cta thé gidi, khong phai la nham cai thién nhitng M6 hinh
tw duy cta chung ta.

Suy nghi hé thong ciing quan trong khong kém véi viéc hoat dong c6
hiéu qua véi nhitng M6 hinh tw duy. Nhitng nghién ctitu méi day cho thay
hau hét nhitng M6 hinh tw duy déu bi khiém khuyét mang tinh hé thdong.
Ching thiéu nhitng quan hé c6 nhitng phan hoéi phé binh, khong danh gia
diung nhitng tri hodn vé thai gian, va thuong tap trung vao nhitng bién c6 dé
nhin thdy hodc noéi bat, va khong han cé tinh don bay cao. John Sterman
ctia MIT da chitng minh bang thi nghiém rang nhitng ngudi tham gia trong
tro choi bia, chang han, da lién tuc danh gia sai viéc tri hoan trong qua trinh
nhan don hang da dat. Khi ra quyét dinh, hau hét nguoi choi hodc khong
nhin thdy hodc bé qua nhitng phan héi cting c6 chu chét da phat trién 1én
khi ho hodng hét (dat hang nhiéu hon, vét sach kho ctia nha cung cap, budc
ho phai kéo dai thoi gian cung cdp, cang lam cho cac ctta hang hot hoang
hon). Sterman ciing cho thay 16 hong twong tu trong nhitng M6 hinh tw duy
trong nhiéu thi nghiém khac[15].

[15]. John Sterman, Misperceptions of Feedback in Dynamic
Decisionmaking - Nhén dinh sai léch vé phdn héi khi chu dong ra quyét
dinh, (NXB Mass, Cambridge): MIT Sloan school of Management working
paper.

Hiéu dwgc nhitng 16 hong cé thé giip cho ban nhin thay nhitng Mo
hinh tw duy yéu nhét & cho nao, va & dau thi viéc ra quyét dinh hiéu qua doi
héi nhiéu hon la chi treng ra nhitng M6 hinh tw duy cta nha quan ly.

Tém lai, diéu sé gitip cho nhitng tré thanh mot nguyén tac quéan ly
thue té 1a mot thu vién ctua “nhitng cdu tric chung” dwgc st dung trong ca
t6 chitc. Nhitng “cau tric” nay sé dya trén nhitng nguyén mau hé thong nhw
trong chwong 6. Nhung ching sé twong thich véi tirng té chitc cu thé - san
pham, thi truong va cong nghé ctia nd. Chang han, cau tric “hoan doi ganh
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nang” va “gidi han cta tang truedng” cho mot cong ty dau sé khac v6i mot
cong ty bao hiém, nhung nhitng nguyén mau nam an phia dwéi la giong
nhau. Mot thw vién nhw thé phai 1a m6t hé qua tw nhién cta viéc thuwc hanh
tw duy hé thong trong mot to chirc.

No6i cho cung, phan thwéng tir viéc tich hgp tw duy hé thong va nhitng
Mo hinh tw duy khéng chi cai thién nhitng M6 hinh tw duy (diéu ching ta
suy nghi) ma con thay do6i cach nghi cia ching ta: chuyén héa tir nhitng
Mo hinh tw duy bi cac sy kién thong tri sang nhitng M6 hinh tw duy gitp ta
nhan ra nhitng mau thay doi trong dai han, va nhitng cau tric an dudi tao ra
nhitng mau d6. Chang han, boi canh cta Shell khong chi lam cho nhitng
nha quan ly cta c6ng ty nhan biét nhitng thay déi, chiing con gilip cac nha
quan ly nay tién mot buwdc: ra khoi thé gidi cia cac su kién va chuyén sang
nhin nhan cac mau hinh thay doi.

Ciing giong nhu “tv duy tuyén tinh” thwong thong tri nhitng M6 hinh
tw duy st dung dé dwa ra nhitng quyét dinh quan trong ngay nay, nhitng t6
chitc hoc tap trong twong lai phdi dwa ra nhitng quyét dinh chu chét dwa
trén nhitng hiéu biét cling chia sé vé quan hé ho twong va nhitng mau thay
doi.
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CHUONG 10: TAM NHIN CHUNG

MOT MOI QUAN TAM CHUNG

Co6 thé ban con nhé bo phim Spartacus, phéng theo nguyén tdc mot
dau si no 1€ thoi La Ma c6 dai dan dau mot cudc khai nghia no 1€ nam 71
tredc Cong nguyén[1]. Ho danh bai quan doan La Ma hai lan, nhwng cudi
cung bi ché ngy béi twédng Marcus Crassus sau khi bi bao vay nhiéu ngay.
Trong phim, Crassus néi véi hang ngan linh Spartacus con song sét “Cac
nguoi da ting la no 1é. Cac nguoi sé lai la n6 1é. Nhung cac nguoi sé dugc
tha thit khong nhan hinh phat khoc liét nhat theo t6i 16i cia minh, nho vao
long khoan dung cua quan La Ma. Tét ca viéc cac ngwoi can lam la giao
ndp tén no 1é Spartacus, bdi vi ching ta khong biét han 1a ai”.

[1]. Nhitng thong tin vé Spartacus dwa theo Arthur Koestler trong tiéu
thuyét Vo st gidc ddu - The Gladiator , Edith Simon dich (NXB Macmillan,
New York), 1939

Sau mot luc im lang, Spartacus (do Kirk Douglas dong vai) ding day
va noi “To6i la Spartacus”. Ngay khi d6 ngwoi dirng canh cling ditng day va
néi “Toi la Spartacus”. Nguwoi tiép theo ditng day va cling néi “Toi la
Spartacus”. Trong vong mot phtt, tat ca doan quan cung ditng day.

Cho du cau chuyén trén c6 hw cau hay khéng thi né van minh hoa cho
mot s that sdu sac. Moi ngwai, bang cach ditng day, da chon 1ay cai chét.
Nhung long trung thanh ctia doi quan khai nghia khong danh cho riéng ca
nhan Spartacus. Long trung thanh d6 danh cho mot tam nhin chung ma
Spartacus da truyén cam hing - y twéng vé viéc ho co6 thé trd thanh mot
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con nguoi ty do. Tam nhin dé qué thuyét phuc dén noi khong ai c6 thé chap
nhan tr bo dé trd veé kiép séng no 1é.

Tam nhin chung khong phai 1a mo6t y twéng. Tham chi mét y twéng
quan trong nhu sy tw do cling khong phai 1a mot tam nhin. Hon thé, né la
mot sttc manh trong trai tim con ngwdi, mot sitc manh c6 quyén luc 16n lao.
N6 c6 thé dugce kich thich bdi mot y twéng, nhwng mét khi dwgc phat trién
hon - dugc nhiéu ngudi tng ho - thi dé6 khéng con la mot y twéng nita. N6
tré nén cu thé. Nguwdi ta bat dau nhan ra sy hién hitu ctia n6. Tam nhin
chung 1a mot trong nhitng s6 it nhitng ngudn lwc c6 dnh hwdng 16n nhat cta
con nguoi.

O mitc do don gian nhat, tdm nhin chung 1a ciu tra 16i cho cau héi
“Chuing ta muon tao ra diéu gi?”. Cling nhu tam nhin c4 nhan la nhitng bitc
tranh hodc hinh anh dwgc con ngwdi mang trong dau va trong tim, tam nhin
chung 1a nhitng btc tranh dwgc hién hién qua moi ngudi trong khap to
chitc. Ho tao ra mot khai niém chung, c6 sttc lan téa khap t6 chirc va tao ra
su két noi cho tat ca cac hoat dong khac nhau.

Mot tam nhin thyc sy dugc chia sé khi ban va t6i c6 cung mdt birc
tranh va cung nhau cam két thuc hién n6, chi khong phai ti cam két thuc
hién né. Khi con nguwdi thye sy chia sé mot tam nhin thi ho két néi véi nhau
qua nhitng khat vong chung. Sttc manh cta tam nhin cd nhan nam & sy
quan tdm sau sac cda ca nhan dé vGi tam nhin. Sttc manh cda tam nhin
chung nam & sy quan tdm chung ctia moi nguwdi. Thiyc ra, chiing ta phai tin
rang mot trong nhitng 1y do con nguwdi tim kiém nhitng tam nhin chung la
khat vong ctia ho trong viéc cung nhau thic hién mot nhiém vu quan trong

Tam nhin chung c6 tinh séng con v6i mot td6 chirc hoc tap vi né cung
cap sy tap trung va nang lwgng cho viéc hoc hoi. Trong khi hoc tap thich
nghi (adaptive learning) c6 thé dién ra ma khong can tam nhin, thi hoc tap
sang tao (generative learning) chi dién ra khi con nguwdi no lwc hoan thanh
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viéc thuc sy cé y nghia v6i ho. Thuyc ra, toan bd y nghia cua hoc tap sang
tao - m& rong nang lyc sang tao cta ban - sé trd nén kho hiéu va vo nghia
néu con ngwdi khong thich tha véi tam nhin ho thye s mudn dat dén.

Ngay nay, “tam nhin” (vision) la mot khai niém quen thudc trong quan
ly kinh doanh. Nhung khi tim hiéu rd hon, ban sé thay da s6 nhitng “tam
nhin” déu mang tinh chat ca nhan hay thudc vé mét nhém ngwoi nao do,
dwgc ap dat cho ca t6 chitc. Nhitng tam nhin nhw vay cung lam ciing chi
dem lai sy phuc tung, chit khong phai sy cam két hét long. Mot tam nhin
chung doi hoi nhiéu nguwdi cung thue sy cam két thye hién, béi vi n6 phan
anh tam nhin ca nhan caa ho.

TAI SAO TAM NHIN CHUNG CO TiNH QUAN TRONG

Cac thwong hiéu nhuw AT&T, Ford hay Apple khong thé cé thanh cong
nhw ngay nay néu khong cé sy ton tai cia tam nhin chung. Theodore Vail
c6 mot tam nhin vé dich vu dién thoai toan cau va phai mat dén 50 nam dé
hoan thanh. Henry Ford xdy dung nén tam nhin vé viéc moi ngudi ai cling
c6 thé s& hitu xe hoi riéng, chit khong chi nhitng ngudi giau. Steven Jobs,
Steve Wozniak va nhitng nguwoi dong sang lap Apple thidy sitc manh ctua
may tinh trong viéc ho trg loai ngwoi. Néu khéng cé tam nhin vé sy phat
trién toan cau thi cling khong c6 sy phat trién vugt bac cua nhitng thwong
hiéu Nhat Ban nhw Komatsu (tt* quy mé chi bang m6t phan ba Caterpillar,
hang nay da phat trién bang Caterpillar trong vong hai thap nién), Canon
(ttr s6 khong phat trién vugt qua ca Xerox tinh trén quy mo toan cau vé mat
hang mdy photo ciing trong khodng hai thdp nién), hay Honda[2]. Diéu
quan trong nhat la nhitng tdm nhin cd nhan nay tr¢ thanh tam nhin chung
clia tit cd moi nguwdi ¢ moi vi tri trong cong ty cta ho - tdp trung nguodn luc
ctia hang ngan nguwoi va tao ra sw dong nhat gitta nhitng nguwdi hoan toan
khac nhau.
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[2]. G. Hamel va C. K. Prahalad da phdan tich cdc vi du vé tam nhin
cua to chitc trong bai Y nghia cua chién luvgc, Harvard Business Review,
Thang 5-6, 1989.

Nhiéu tam nhin chung cé tinh hwéng ngoai - nghia la ching huwéng
dén viéc dat dugc nhitng muc tiéu so vdi bén ngoai, vi du nhu so vdi doi
tha canh tranh. Tuy nhién, mot muc tiéu chi gidi han & viéc vwgt qua doi
thu chi c6 tinh nhat thoi. Mot khi da dwoc tam nhin d6, nd rat dé trd thanh
mot tinh thé phong tha dé “bao vé nhitng gi dang c6 nham khong mat vi tri
dan dau”. Nhitng muc tiéu phong tha nhu thé rat khé phat huy dugc sw
sang tao va cam hitng xay dung. Mot bac thay vé vo thuat sé khong tap
trung qua nhiéu vao viéc “danh bai tat cd nguoi khac” nhw mot tiéu chuan
vé sy “xudt sac”. Piéu nay khong cé nghia la tam nhin phai c6 tinh huéng
ngoai hodc huéng noi. Ca hai loai tam nhin nay déu cé thé cung hién dién.
Nhung dvya vao mot tam nhin chi hwéng vao viéc danh bai mét doéi thu cé
thé lam mot t6 chitc yéu di trong dai han.

Kazuo Inamouri & cong ty Kyocera thuyét phuc nhan vién ctia minh
“nhin vao bén trong” dé kham pha nhitng tiéu chuan bén trong ctia chinh
ho. Ong cho réng, trong khi nd lyc tré thanh cong ty dan dau trong nganh,
mot cong ty cé thé hwdng dén viéc trd nén “t6t hon” nhitng nguwdi khac hay
la “t6t nhat” trong linh virc cia minh. Nhung tam nhin ctia 6ng la Kyocera
phadi hwéng dén “sw hoan hdo” (perfection) hon la tré thanh “t6t nhat”
(best). (Lvu y sw 4p dung nguyén ly cang thang sang tao ctia Inamori -
“khong quan trong tam nhin la gi, quan trong la né c6 tac dong thé nao...”)

[3].
[3]. Kazuo Inamori, The Perfect Company: Goal for Productivity -

Cong ty hoan hdo: muc dich ctua ndng sudt, bai dién van ldy tw trwvong PH
Case Western Reserve, Cleveland, Ohio, Thang 5/1989.
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Mot tam nhin chung, dac biét la tam nhin hwéng ndi, nang do cam
hitng con nguoi. Céng viéc trd nén mot phan cta viéc hwéng dén mot két
qua 16n hon lién quan dén san pham hay dich vu cta t6 chitc - tang cuwong
hoc tdp thong qua may tinh ca nhan, giao ti€p vdi ca thé gidgi thong qua
dich vu vién thoéng toan cau, hay quang ba su tw do di chuyén bang xe hoi
ca nhan. Muc tiéu 16n hon cling c6 thé gan chat véi phong cach, méi treong
va tinh than cua t6 chitc. Max de Pree, nguyén CEO ctia cong ty do noi that
Herman Miller, n6i tam nhin cia Hermen Miller theo 6ng ta la “tr& thanh
mot moén qua cho tinh than con ngwoi” - bang cach d6 6ng ay khong chi néi
vé san pham ctia Herman Miller, ma con vé con ngudi, moi trudong va sy
cam két 16n hon ctia doanh nghiép véi mot moi tredng lam viéc hiéu qua va
c6 tinh tham my.[4]

[4]. Max de Pree, Leadership is an Art - Ldnh dao la nghé thudt (NXB
Doubleday/Currency, New York), 1989.

Nhitng tam nhin c6 tinh kich thich. Ching tao ra sy khudy dong, suw
hao hitng lam cho t6 chitc vigt ra khéi tinh hinh hién tai. C6 mot nha quan
ly da binh luan “Cho du canh tranh hay cac rac r6i ndi bd cé nghiém trong
dén dau, thi tinh than cta t6i cling luon hao hitng trd lai khi té6i budc vao
van phong lam viéc - béi vi t6i biét diéu ching t6i dang lam thuwc sw c6 y
nghia”.

Trong mot doanh nghiép, tam nhin chung thay doi m6i quan hé gitta
nhitng nguoi trong cong ty. Khong con la “cong ty cta ho” nita, no tr@
thanh “céng ty ctia chiing ta”. O giai doan dau, tAm nhin chung lam cho
nhitng nguwdi thiéu long tin & nhau bat dau cung nhau lam viéc. N6 tao ra
tinh dong nhat chung. Thuyc ra, muc dich, tam nhin va céac gia tri chi phéi
chung cia mot t6 chitc tao ra sy twong dong co ban nhat. Vé cudi sy nghiép
ctia minh, nha tdm 1y hoc Abraham Maslow chuyén nghién cttu vé nhitng
doi nhom lam viéc dat thanh tich cao. Mot trong nhitng dac diém noi troi
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nhat cia nhitng déi nhém nay la tam nhin va muc dich chung. Maslow da
nhan ra diéu d6 trong nhitng doi nhém xudt sac:

... nhiem vu khong con tach bach v6i ban than con nguwoi thuc hién
nita... thay vao dé ngudi thue hién dong nhat véi nhiém vu ctia minh dén
noi ban khong thé xac dinh dwgc ban chat cta anh ta khi tach roi khéi
nhiém vu do[5].

Nhitng tam nhin chung thiic day long can dam mot cach ty nhién dén
noi con nguwdi tham chi khéng nhan ra long can dam cua ho da tang lén.
Can dam chi don gian nghia la lam bat ¢t viéc gi can thiét dé theo dudi tam
nhin. Nam 1961, John Kennedy tuyén bd mdt tam nhin ma sau dé nhiéu
nam da dwgc thye hién vé chuwong trinh khong gian ctia nwéc My: dwa con
nguwoi 1én mat trang vao cudi thap ky[6]. Tam nhin d6 da mang lai vo so
hanh dong can dam va dan than. Ciing c6 mdt cau chuyén Spartacus thoi
hién dai da xay ra gitta thap nien 1960 tai phong thi nghiém Draper cta
vién dai hoc MIT. Phong thi nghiém nay la nha thau chinh cia NASA vé hé
thong dinh hwéng va huwéng dan quan tinh dé huwédng dan cac phi hanh gia
trén tau Apollo 1én mat trang. Tham gia nhiéu nam trong dy an, giam do6c
phong thi nghiém tré nén tin chac rang thiét ké ky thuat ban dau cua ho da
bi sai. Diéu d6 dan dén mot sy r6i loan vé dinh hwdéng nghién citu, bai vi
cudc nghién cttu da ngén mat nhiéu triéu dola My. Thay vi c6 gang tim
nhitng giadi phap chinh stra, ho da yéu cau NASA bai bo dv an, va lam lai tw
dau. Ho da mao hiém khong chi hgp dong nay ma con ca danh tiéng cua
minh. Nhung khong thé lam khac hon duwgc. Toan bo 1y do la ho da hién
than cho md&t tam nhin don gian - dwa con nguwdi 1én mat trdng vao cubi
thap ky. Ho c6 thé lam bat cit diéu gi dé thye hién tam nhin dé.

[5]. A. Maslow, Eupsychian management - (NXB Richard Invin va
Dorsey Press, Homewood, III), 1965
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[6]. William Manchester, The Glory and the Dream - Danh tiéng va
Gidc mo, (NXB Little, Brown va Company, Boston), 19

Gitra thap nién 1980 may tinh Apple van bao lwu tam nhin vé mot loai
may tinh ma con ngudi c6 thé dung no tu do suy nghi theo cach riéng cta
ho. Trong khi toan bd nganh cong nghiép may tinh ca nhan déu theo sau
cach lam cda IBM (san xuat mdy tinh hang loat theo kiéu “nhan ban”).
Theo dé, Apple tr chéi co hoi “chac chan” dwgc tré thanh m6t nha may san
xuat may tinh ca nhan hang dau theo kiéu “nhan ban”. Mac du chwa bao gio
dat dén doanh s6 ban bang vGi nhitng may tinh ca nhan theo kiéu nhan ban,
may tinh Macintosh cua Apple khong chi dé sit dung, né dit ra cac tiéu
chuan “vui vé” va “cam tinh” vao mady tinh ca nhan, va tré¢ thanh tiéu chuan
chung cua nganh ma sau do tat ca cac hé diéu hanh khac phai thay doi cach
nhin va cach cam giac caa chung theo do.

Ban khong thé c6 mot td6 chitc hoc tdp ma khong c6 tam nhin chung.
Néu khong c6 mot lwc kéo vé mot muc dich con ngudi thie sy mudn dat
dén, moi nguwdi sé bi 16i kéo bdi sitc manh cuta tinh trang phan van. Tam
nhin tao ra mét muc dich bao quat. Su cao quy cua muc tiéu sé thic day
nhitng cach nghi va cach lam md&i. Mot tam nhin chung ciing tao ra nhitng
bac thang dé giit tién do cua tién trinh hoc tap khi su cang thang xuat hién.
Tuy nhién, sw hoc c6 thé rat kho khan, thdm chi dau kh6. V&i mét tam nhin
chung, chiing ta sé dé thé hién cach suy nghi cia minh, vitt bé nhitng quan
diém sau kin bén trong va nhan ra nhitng thiéu s6t cia cd nhan minh va ctia
t0 chitc. Tat ca nhitng rac réi dwong nhw tam thwong khi so sanh véi tam
quan trong cua diéu chiing ta dang no lwc tao ra. Nhu Robert Fritz da nhan
dinh “Dudi sy hién dién caa su vi dai thi tinh nhé nhen bién mat”. Thiéu

vang mot gidc mo 16n thi sy nhé nhen sé chiém wu thé.
Tam nhin chung khuyén khich s mao hiém va th nghiém. Khi con

nguwoi chim dam trong mot tam nhin, ho thwong khong biét cach dé thuc
hién né. Ho thir mét thi nghiém. Ho thay doi dinh hwdng va lai ap dung mot
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thir nghiém khac. Moi thit déu la mot cude thir nghiém, nhung khong c6 su
mo ho. Ly do ho lam diéu ho dang 1am la hoan toan rd rang. Ho khong néi
“Hay dam béo cho t6i 1a viéc nay c6 hiéu qua”. Moi ngudi biét rang khéng
c6 si ddm bdo. Nhung du sao ho cling cam két.

Cudi cung, tam nhin chung chi ra mot trong nhitng kho khan cha yéu
ngan can nhirng no lwc phat trién suy nghi hoc tap trong quan ly: “Lam thé
nao duy tri mot cam két trong dai han?”.

Trong nhiéu nam, nhitng nha suy nghi hé thong da n6 lyc dé thuyét
phuc cac nha quan ly rang néu khong duy tri dwgc mot dinh hwéng dai han,
ho sé gap rac r6i 1én. V&i no lwcchiing téi da pha vo nhitng dinh kién vé s
can thiép néng voi. Can thiép c6 thé dan dén hau qua “t6t hon truede khi xau
di” hodc dong lwc “hodn déi ganh nang” do chi chi trong vao viéc khac
phuc triéu chitng. Tuy nhién, t6i da chitng kién mdt vai bién doi dai han cta
cam két va hanh dong lau dai. Ca nhan t6i cam thay that bai ctia ching ta
khong nam & viéc thiéu tinh thuyét phuc hay thiéu bang chitng thuyét phuc.
Co6 thé don gidn la khong thé thuyét phuc lodi nguoi vé mdt ly tri dé chdp
nhdn mét quan diém dai han. Nguoi ta khong tap trung vao dai han khi bj
bat buéc, ho chi lam diéu do6 khi ho muén!

Trong moi trwong hgp néu ban tim thdy mdt quan diém dai han thyc
si hiéu qua trong mot tinh hudng cta con ngwdi, thi noi dé c6 mot tam nhin
dai han. Nhitng nguwoi xay dung nha thd thdi Trung Co danh cd doi lam
viéc cho mot két qua cong viéc tiép tuc kéo dai mot trdm nam sau trong
twong lai. Nhitng ngwdoi Nhat tin twdng xdy dwng mot td6 chitc thanh cong
cling nhu trong mot cai cdy: can phai mat tir 25 nam dén 50 nam. Cha me
cod gang day cho con tré mot nén tang gia tri va dao dirc dé co tac dung khi
ching tré thanh mot nguwdi 16n 20 nam sau. Trong tat ca cac tredng hop do,
con nguwoi déu c6 mot tam nhin ma ngwoi ta chi nhan ra sau mot thoi gian
dai.
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Viéc lap ké hoach chién lwgc, cai dang ra phai la mot thanh tri trong
suy nghi dai han & cac t6 chirc, thwong chi mang tinh doi ph6 va ngan han.
Theo hai nha phé binh noéi tiéng vé 1ap ké hoach chién lwgc, Gary Hamel &
Truong Quan tri London va C.K. Prahalad cua dai hoc Michigan:

Mac du 1ap ké hoach chién lwgc dwge quang cdo la mot cach dé dinh
huwéng twong lai t6t hon, hau hét cac nha quan ly, khi dwgc truy hoi, sé thira
nhan rang nhitng ké hoach chién lwgc cia ho cho thay cac rac roi hién tai
hon la cac co hoi trong twong lai[7].

[7]. G. Hamel va C.K. Prhalad, Strategic Intent - Y do chién Iuoc

V6i s nhan manh trong phan tich vé nhitng diém manh va diém yéu
ctia cac doi tha canh tranh, vé thi phan va nguén lyc céng ty, ké hoach
chién lwgc dién hinh hién nay khéng tao ra mot muc tiéu c6 thé nuo6i dudng
cac hanh dong dai han - theo ngon ngt cia Hamel va Prahalad, do la tao
nén muc tiéu dang dé cam két”.

Bat chdp viéc dugc quan tdm nhw la m6t yéu to cta hoc tap t6 chiic,
tam nhin van thuong dugc xem la mot ngudn Iyc bi an va khé kiém soat.
Cac nha lanh dao c6 tam nhin dugc xem nhuw nhitng nguwdi hung dang
nguong mo. Trong khi thyc té khong cé cong thitc nao vé “bi quyét dé tim
thay tam nhin ctia ban”, cé nhitng nguyén tac va dinh hwéng dé xay dung
tam nhin chung. C6 mdt nguyén ly vé xdy dung tam nhin, va nhitng cong
cu thye hanh dé hoat dong véi cac tam nhin chung. Nguyén ly nay mé rong
cac nguyén tac va sy thau hiéu nguyén ly lam cha ban than dén thé gidi cac
khat vong chung va nhitng cam két dwoc chia sé.

NGUYEN LY XAY DUNG TAM NHIN CHUNG

KHUYEN KHiCH TAM NHIN CA NHAN
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Nhitng tam nhin chung phét xuét tir cac tam nhin ca nhan. D6 la cach
ching tap trung nang lwgng va diy manh sy cam két. Nhuw Bill O’Brien &
cong ty Hanover da quan sat “Tam nhin cda t6i khong phai la diéu quan
trong doi v4i ban. Tam nhin duy nhét kich thich ban chinh la tam nhin cta
ban”. Biéu d6 khéng phai do con nguwdi chi quan tam dén quyén 1gi ca nhan
cta ho - thyc ra, tam nhin ca nhan ctia con ngudi thwong bao gom cac khia
canh lién quan dén gia dinh, t6 chitc, cong dong va tham chi ca thé gidi.
Hon thé nita, O’Brien nhdn manh rang sy quan tam cé tinh chat cd nhan.
N6 bat nguon tir tap hgp nhitng gia tri, m6i quan tdm va khat vong cia moi
nguoi. Do 1a ly do tai sao s quan tdm chan thanh vé mét tdm nhin chung
xuat phat tir cac tam nhin ca nhan. Nhiéu nha lanh dao khong hiéu sy that
don gian nay, ho quyét dinh rang td chic cia ho phéi phat trién mot tam
nhin trong mot sém mot chiéu!

Sy tap trung cua to chitc vao viéc xay dung nhitng tam nhin chung lién
tuc khuyén khich cac thanh vién phat trién tam nhin cd nhan cia ho. Néu
con ngudoi khong c6 tam nhin cha riéng minh, ho chi cé thé “dang ky” dung
chung tam nhin ctia nguwdi khac. Két qua la mot sy tuan theo, chit khong
phai la sy cam két. Mat khac, nhitng nguwdi c6 dinh hwéng ca nhan manh cé
thé tdp hgp cung nhau dé tao ra sy dong tam hiép lyc thuc hién diéu
“t6i/chuing ta thyc sy mudn”.

Theo khia canh nay, lam chu ban than la nén tdng dé phat trién tam
nhin chung. Diéu nay khong chi nghia la tdam nhin cd nhan, ma con la sy
véi su that va sy cang thang sang tao - nhitng cot moc cia kha nang lam
chu ban than. Tam nhin chung c6 thé tao ra cdc mic do cang thang sang tao
cao hon mitc d6 ma no lyc ca nhan c6 thé dem lai. Nhitng ngudi sé dong
gop nhiéu nhat vao viéc nhan ra mét tam nhin vitng chac la nhitng ngudi c6
thé “chiu dung” sy cang thang sang tao nay: duy tri sy rd rang vé tam nhin
va tiép tuc tim hiéu thyc tai. Ho sé la nhitng ngudi tin twdng sau sac vao
kha nang cua minh trong viéc tao ra twong lai, b&i vi do6 la diéu ca nhan ho
trai nghiém.
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Trong viéc khuyén khich tdm nhin ca nhéan, cac t6 chitc phai can than
tranh viéc xam pham vao ty do ca nhan. Nhuv da thao luan tai Chuwong 8
“lam chu ban than”, khong ai cé thé cho m6t ngwdi nao “tam nhin ctia anh
ta” hay bat budc anh ta phét trién mét tam nhin. Tuy nhién, c6 nhitng hanh
dong tich cyc trong viéc tao ra mot moi treong khuyén khich tdm nhin ca
nhan. Cac nha lanh dao c6 y thitc vé tam nhin thwong khuyén khich nhitng
nguwoi khac chia sé tam nhin ctia ho. B6 1a nghé thuat lanh dao nhin xa
trong rong - lam thé nao xay dung tam nhin chung ti nhitng tam nhin ca
nhan.

TU NHUNG TAM NHIN CA NHAN PEN NHUNG TAM NHIN
CHUNG

Lam thé nao nhitng tam nhin c4 nhan két hgp v&i nhau dé tao thanh
tam nhin chung? Ciing nhw nghé thuat tao anh ba chiéu, hinh anh ba chiéu
dwgc tao ra bang cach két hgp nhiéu nguon anh sang.

Néu ban cat mét tdm hinh lam hai, moi phan sé thé hién mot phan cia
hinh dnh ban dau. Nhung néu ban cat mét hinh anh ba chiéu, moi phan sé
tao ra mot hinh dnh nguyén ven. Twong tuw vay, néu ban cit ti€p tuc chia nho
hinh anh ba chiéu, thi du cho chia nhé dén dau, moi manh van la moét hinh
anh nguyén ven. Twong tw nhw thé, khi mot nhom nguwoi chia sé tam nhin
cta minh cho mé6t t6 chitc, mo6i nguwdi déu nhin thdy hinh anh t6t nhat caa
t0 chitc theo cach riéng ctia ho. Moi ngudi déu co trach nhiém vi nhitng céi
chung, khong chi riéng phan cia minh. Nhung yéu td “cadc manh” cta hinh
anh ba chiéu ba chiéu nay khong dong nhat véi nhau. Mai yéu t6 thé hién
mot birc tranh nguyén ven theo mot quan diém khac nhau. Ciling nhuw khi
ban nhin xuyén qua cac 16 thiing trén mot ctra s6 thi moi 16 sé cho thdy mot
goc nhin duy nhat dé xem toan bd hinh anh. Twong ty nhw vay la tam nhin
ctia moOi nguwdi vé mot tong thé duy nhat. Moi ngwoi ching ta c6 mot cach
riéng dé nhin nhan tam nhin 1én hon.
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Khi ban gop cdc manh ctia mot hinh anh ba chiéu, hinh anh téng thé
khong thay doi gi nhiéu. Du sao né cling da tirng thé hién qua titng manh.
Pung hon la sau sac va séng dong hon. Khi cang nhiéu nguwoi chia sé tam
nhin hon, tam nhin khong thay d6i can ban. Nhung n6 tré nén séng dong
hon, thyc té hon dwéi goc do 1a mot thye tai tinh than ma con nguwdi hoan
toan c6 thé hinh dung dwgc. Gio day ching c6 nhitng cong su, “nhitng
dong sang tao”; tam nhin khong con la viéc riéng ctia ho nita. Chang bao
1au sau, khi ho nu6i dwdng mot tam nhin ca nhan, ngudi ta c6 thé cho rang
dé 1a “tam nhin cda t6i”. Nhwng khi tdm nhin chung phét trién, né tré nén
vira la “tam nhin cua t6i” lan “tam nhin cta chung ta”.

Buwdc dau tién trong viéc hiéu duwgc nguyén ly xdy dung tam nhin
chung la t* bé nhitng khai niém truyén théng cho rang tam nhin luén ludn
duwgc tuyén bo “tir cdp lanh dao” hay tir mot tién trinh 1ap ké hoach chién
lwge caa to chitc.

Trong mot t6 chitc theo cap bac truyén thong, khong ai thac mac vé
viéc tam nhin bat nguon tr cap lanh dao cao nhat. Thuwong thi bic tranh 16n
dinh hwéng cho hoat dong cua cong ty tham chi khéng dugc chia sé - tat ca
nhitng gi ngwdi ta can biét 1a “ménh lénh hanh dong” dé ho c6 thé thuwe hién
nhiém vu ctia minh trong viéc déng gép cho tam nhin 16n hon.

Tam nhin truyén thong tir cao xudng thap nhv thé khong khac nhiéu so
v&i mot tién trinh da tré nén phd bién nhitng nam gan day. Cap quan ly cao
nhat viét ra tuyén bo tam nhin cuda té chirc, thuwong véi sy giip d& cta cac
chuyén gia tw van. Diéu nay cé thé dugc thue hién dé giai quyét tinh trang
tinh than lam viéc kém hoac thiéu dinh huwéng chién lwgc. D6i khi tién trinh
nay chu yéu mang tinh suy ngam. D6i khi né két hgp véi phan tich bén
ngoai vé nhitng déi thu canh tranh cia cong ty, b6i canh thi truong, diém
manh cung diém yéu cta cong ty. Cho du gi di nita thi két qua thwong dang
that vong vi rat nhiéu ly do.
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Pau tién, mdt tam nhin nhw thé thwong 1a mot tdm nhin tic thoi, mot
no lwe don 1é nham tao ra dinh hwéng bao quat va cé y nghia véi chién lugc
ctia cong ty. Mot khi né dugc viét ra, cac nha quan ly cho rang ho da hoan
thanh trach nhiém chién lwgc cia ho. Gan day, mot trong s6 nhitng dong
nghiép cua t6i & Hiép Hoi B6i Méi (Innovation Associates) cé lam viéc vGi
hai nha quan 1y dé giai thich cach thitc ma nhéom ching t6i ap dung tam
nhin. Tredc khi anh ta kip néi hét, mot trong hai nha quan ly cat ngang
“Chung t6i da lam nhu vay. Chung t6i da viét ra tuyén bd vé tam nhin cta
minh”. Pong nghiép cua t6i trd 10i “Diéu do rat t6t. Sau dé ban c6 thu
hoach gi v6i n6?” Nha quan ly d6 quay sang hoi nguoi kia “Joe, ban tuyéen
bd tam nhin cta chiing ta bay gid dang dé dau thé nhi?”. Viét ra mot tuyén
bo tam nhin c6 thé la buwéc dau tién dé chung, nhung chi riéng viéc dé thi
hau nhw khong thé tiép tuc duy tri dwgc mot tam nhin trong to chirc.

Van deé thit hai v6i cac nha quéan ly cap cao da viét ra tuyén bo tam
nhin ctia minh la tam nhin dé khong dwgc xay dwng trén nhitng tam nhin ca
nhan cta nhitng nguoi trong td6 chitc. Thwong thi ho khong quan tdm dén
nhitng tam nhin c4 nhan trong lic tim kiém mot tam nhin chién lwgc. Hodc
la tdm nhin chinh thitc chi phan 4nh tam nhin cd nhan ctia mé6t hay hai
nguoi riéng 1é. Chi 6 rat it co hoi dé trao doi va thit nghiém ¢ moi cdp do
dé moi nguwoi cam thay la ho hiéu dwoc va s@ hitu duwge tam nhin do. Két
qua 1a, tam nhin chinh thitc méi dugc cong bo sé that bai trong viéc thiic
day nang lugng va sy cam két. Bon gian la né khong cé tac dung kich thich
moi nguoi. Thyc ra, doi khi né cling tao ra mot chut cdam hitng cho nhitng
nha quan ly cap cao da tham gia viét ra né.

Cudi cung, tam nhin khong phdi la mét giai phap dé giai quyét van de.
Néu dwgc danh gia nhw vay, khi “van dé” nhu thiéu tinh than lam viéc hay
dinh huwéng chién lwge khong ré rang bién mat, thi nang lwgng dang sau
tam nhin cling sé bién mat. Xay dyng tam nhin chung phai dugc xem nhw
mot nhan t0 trung tam trong hoat dong hang ngay cta cac nha lanh dao. B6
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la mot nhan t6 lién tuc va khong bao gio két thic. N6 thue sy la mot phan
trong hoat dong lanh dao cao cdp rong 16n hon: thiét ké va nudi dudng
nhitng “y twdng diéu hanh” cia mot doanh nghiép - khong chi tam nhin, ma
con la muc dich va cac gia tri cot 16i ctia no.

Doi khi, nhitng nha quan ly mong doi nhitng tam nhin chung xuat hién
tir nhitng tién trinh 1ap ké hoach chién lwgc cua cong ty. Nhung cling vGi
cac ly do twong tu khién tién trinh xay dyng tam nhin ti* trén xudng dwdi
that bai, hau hét viéc 1ap ké hoach chién lwgc cling that bai trong viéc nubi
duwdng tam nhin thye thu. Hamel va Prahalad nhan dinh nhw sau:

Nhitng chién lwgce sang tao hiém khi bat nguén ti tién trinh 1ap ké
hoach hang nam. Piém xuat phat cta chién lwvgc nam sau ludn luén la chién
lwgc cia nam nay. Sy cai thién ngay cang tang. Cong ty bam chdt vao cac
phan doan va cac khu vic minh da nam ro, tham chi ca khi co héi thyc sw
dang xuat hién & mét noi khac dau dé. Vi du nhw co hdi dwa day hang
Canon di tién phong trong linh virc sdn xuat may photo ca nhan dén tir mot
chi nhanh ban hang ¢ nwdc ngoai - chtr khong phai tu cac nha hoach dinh @
Nhat[8].

[8]. Cung 1 quyén sdch néu trén>

biéu d6 khong cé nghia la nhitng tam nhin khong thé bat nguoén tu
lanh dao cdp cao nhat. Thuwong thi ding la ching xuat hién nhu thé. Nhung
doi khi ching cting bat nguon tir nhitng tam nhin cd nhan cua nhitng nguoi
khong c6 quyeén diéu hanh. Béi khi ching chi “n6i bong béng” tir nhitng
nguwoi twong tdc & nhiéu cap bac. Nguén goc cta tam nhin khong quan
trong bang tién do moi ngudi chia sé nd. N6 sé khong thuc sy la mot “tam
nhin chung” cho dén khi lién hé dwgc véi tam nhin cad nhan cia moi ngudi
trong t6 chirc.
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Do6i véi nhitng ngwoi ¢ vi tri 1anh dao, diéu quan trong nhat la ho can
nhd: tam nhin cua ho van chi la nhitng tam nhin ca nhan. Chi vi ho nhan
mot vi tri lanh dao khéng c6 nghia la tam nhin ca nhan cia ho ty dong tre
thanh “tam nhin cta t6 chitc”. Khi td6i nghe nhitng nha lanh dao néi “tam
nhin ctia ching ta” va to6i biét ho thuc ra dang mo ta “tam nhin cta t6i”, toi
nh@ dén nhitng 101 ctia Mark Twain rang t¢ ngit chinh thitc “chiing ta” nén
duwgc dung cho “nhitng 6ng vua va than dan”.

Trén hét, nhitng nha lanh dao dy dinh xay dwng tam nhin chung phai
san sang tiép tuc chia sé tdm nhin cd nhan cua ho. Ho phai chuan bi san
sang dé hoi nguwdi khac “Anh chi c6 dong y theo t6i khong?”. Biéu do6 co
thé rat kho thyc hién. Doi véi mot nguwoi da dat ra nhitng muc tiéu xuyén
subt si nghiép cua anh ta va chi don gian tuyén bé chiing, viéc yéu cau su
ho trg c6 thé gdy cam giac kho chiu.

John Kryster la chu tich phu trach mot bg phan (division) 16n cia mot
cong ty san xuat hang gia dung hang dau. Anh cé tam nhin va hoai bao
rang bd phan ctia minh phdi trd nén vugt troi trong nganh. Tam nhin dé doi
héi khong chi cac sdn pham xuat sac ma con la sy ddam bao cung tng hang
hiéu qua va day du hon bat ¢t cong ty nao khac d6i vGi “khach hang” cta
ho (cac ctra hang ban 1é). Anh twéng twgng ra mot hé thong phan phoi toan
cau doc dao, co thé dwa san pham dén khach hang trong mot thdi gian bang
mot nira hién tai dong thoi gidam chi phi van chuyén va giao hang. Anh bat
dau trao doi vGi cac nha quan ly khéac, nhitng cong nhan trong day chuyén,
cac dai ly phan phdi va cac ctta hang ban 1é. Moi ngwoi déu hao hitng véi y
kién d6, nhung cling chi ra rang nhiéu diém trong do kho6 c6 thé thuc hién
bédi vi ching mau thuan véi cac chinh sach truyén thong cta tap doan me.

Cu thé la Kryster can s ho trg cia Tredng bo phan phan phoi, Harriet
Sullivan - vé mat cdp bac la ngang hang véi Kryster trong co cau té chitc
ctia cong ty - nguwdi cé nhiéu hon Kryster 15 nam kinh nghiém. Kryster
chuan bi mét budi thuyét trinh trede Sullivan dé trinh bay y nghia ctia hé
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thong phan phéi md@i. Nhung déi vGi titng dit liéu phan tich anh ta duva ra,
Sullivan déu c6 céac y kién ngugc lai. Kryster rdi khoi cudc hop vdi y nghia
rang co 1é rang y kién nay kho kha thi.

Sau d6 anh ta nghi dén mot cach dé thiv nghiém hé thong phan phoi
md&i & mot thi treong cu thé (vé mat dia 1y). Rui ro sé it hon, va anh ta cé
thé nho s ho trg cia day chuyén phan phoi tai dia phwong vi nhitng nguai
nay rat hao hitng véi y kién d6. Nhung anh ta sé lam gi néu Harriet
Sullivan biét? Ban nang anh ta cho biét khong nén néi véi ba ay. Suy cho
cung, anh ta c6 du tham quyén dé ty tht nghiém bang cach diéu hanh
nhitng nhan vién phan phéi dudi quyén cia minh. Tuy nhién, anh ta ciing
danh gia rat cao kinh nghiém va sy phan doan cta Sullivan.

Sau mot tuan thi nghiém, Kryster tr@ lai dé nghi Sullivan ho trg. Lan
nay, anh ta khong mang theo cac biéu d6 va s6 liéu phan tich nita. Anh chi
trinh bay ly do tai sao minh tin vao y twéng mdi nay, lam thé nao y tuwéng
nay tao ra mot lién két tot dep vGi khach hang, va c6 thé thir nghiém né véi
mtc do rai ro rat thap. That ngac nhién, ngudi ditng dau bo phan phan phoi
dong y gitp anh thiét ké ndi dung thir nghiém. Ba néi “Khi cau dén gap toi
tuan trudc, cau co6 gang thuyét phuc téi. Bay gio, cdu da san sang thw
nghiém y twdng cua minh. T6i van cho rang y twéng nay kha la, nhung t6i
c6 thé thiy rang cau hét sitc quan tdm dén no. Vi vay, biét dau cé thé chiing
ta sé rat ra dugc diéu gi tir viéc thir nghiém”.

Cau chuyén trén da xdy ra ti nhiéu nam trwdc. Ngay nay, hé thong
phan phoi mdi ctia Kryster dwgce 4p dung trong toan tap doan. Hé thong dé
da cat giam dang ké chi phi va da tré thanh mdot phan trong chién lwgc lién
minh v&i cac chuoi ban 1é cua tap doan.

Khi nhitng tam nhin xuat hién & cdp quan ly trung cap trong mot to
chitc, thi tién trinh chia sé va lang nghe ciing giong nhw khi chiing bat
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nguon tw cap lanh dao cao nhat. Nhung né sé mat thdi gian hon, dac biét
khi tdm nhin nay c6 dnh huwéng dén toan bo t6 chiic.

Nha tw van quan tri Charlie Kiefer cho rang “Bat chdp mirc do phan
kh@i ma mot tam nhin mang lai, tién trinh xay dung tam nhin chung khong
phai lic nao ciling vui vé. Nhitng nha quan ly c6 kinh nghiém trong viéc
xdy dung tam nhin chung néi veé tién trinh dwéi dang nhitng thuat ngit binh
thuong. “N6i vé tam nhin cta ching ta” da trd thanh cau chuyén trong doi
song hang ngay. Nhu da phan cac nghé si, ho khong thich thu 1 véi qua
trinh sang tac, ma tdp trung hitng thu vao tdc pham, hay két qua tao ra”.
Hay nhw Bill O’Brien nhan xét “Lam mdt nha lanh dao c6 tam nhin khong
phai la viéc doc dién van va c6 dong nhan vién. Cach t6i lam viéc trong
ngay ciling kha giéng vdi cach cac nhan vién lam viéc. Lam lanh dao cling
phai gidi quyét cac cong viéc thudng ngay theo mot tam nhin da dinh san”.

Nhitng tam nhin thyc sw dwgc chia sé can phai c6 thoi gian dé noi 1én.
Ching phat trién nhw mot sdn pham kém theo cia sy twong tac giita cac
tam nhin ca nhan. Kinh nghiém cho thady rang cac tam nhin thyc sy dugc
chia sé doi hdi su trao doi lién tuc trong dé cac thanh vién khéng chi cam
thay thodi mai thé hién gidc mo ctia minh, ma con hoc cach lang nghe giac
mo cta ngwoi khac. Nho cé sy lang nghe nay, nhitng nhan thitc vé nhitng
muc tiéu c6 thé thuwe hién dan dan xuat hién.

Nghe thvong kho hon noi, dac biét voi nhitng nha quan ly c6 y chi
manh va quyét doan. N6 doi hoi sy cdi md hét sitc va sy san sang nudi
duwdng tinh da dang vé y twong. Biéu do khong am chi 1a ching ta phai hy
sinh tdm nhin ctia minh “vi nhitng muc dich 1é6n hon”. Hon thé nita, chiing
ta phai cho phép nhitng tdm nhin da dang cung hién hitu, lang nghe tién
trinh hanh dong vugt qua va hgp nhat nhitng tam nhin ca nhan cuta tat ca
ching ta. Nhw mot CEO thanh cong da nhan dinh “Vé co ban, cong viéc
cha t6i la lang nghe diéu ma t6 chitc dang muo6n ndi, va dam bao rang diéu
dé dugc tuyén bo ro rang va sinh dong”.
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NHUNG TAM NHIN TRAI RONG: SU CAM KET THAM GIA
VA SU TUAN THUJ9]

[9]. Nhitng y twdng trinh bay trong chwong ndy cé duoc tir nhiéu gio
thao ludn vdi dong nghiép cua to6i tai hiép hoi Innovation, ddc biét la
Charles Kiefer, Alain Gauthier, Charlotte Roberts, Rick Ross va Bryan
Smith.

ft c6 khéi niém nao quen thudc véi cac nha quan 1y hién dai bang khai
niém cam két (commitment). Mot két qua nghién cttu cho thdy nguwdoi lao
dong My thira nhan c6 miéc do cam két thap. Trong khi d6 ngudi lao dong
& cac doi thu canh tranh nwéc ngoai c6 sy cam két tan tuy, do d6 nhiéu nha
quan ly da tim dén nhitng bién phap nhuw “quan ly bang sy cam két”,
“nhitng hé thong lam viéc mang tinh cam két cao” hoac nhitng phuong thirc
twong tw. Tuy nhién, sy cam két thyc sy van con la viéc hiém thay trong
cac t6 chitc ngay nay. Kinh nghiém ctia ching t6i cho thady 90% su cam két
ngay nay la sy tuan thu.

Ngay nay, rat thuong nghe thdy viéc cadc nha quan ly noi vé viéc ép
budc moi nguwdi “tham gia” vao tam nhin. T6i s¢ 1a doi v6i nhiéu nguoi
diéu nay giong nhw mot qua trinh mua ban, trong do6 td6i mua va anh ban.
Tuy nhién, c6 sy khac biét hoan toan gitta “ban” va “tham gia”. N6i chung
“ban” nghia la dé nghi ai lam viéc gi d6 ma c6 thé ngudi ay sé khong lam
néu biét trude tat ca cac dir liéu vé diéu do. Nguoc lai, “tham gia” nghia la
“tw viét tén minh vao danh sach dang ky”. Tham gia &m chi sy tv do chon
lya, trong khi “dugce ban” khong c6 nghia nhu vay.

“Sw tham gia la tién trinh tw chon lva tré thanh mot phan ctia mot viéc
gi d6”, theo Kiefer. Ban “cam két” khi ban khéng chi tham gia ma con cam
thay hoan toan chiu trach nhiém trong viéc lam cho tam nhin tré thanh hién
thue. Toi c6 thé hoan toan tham gia vao tam nhin cda ban. T6i thuc sw cé
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thé mudn n6 xay ra. Nhung né van chi la tam nhin cta ban. T6i sé hanh
dong khi can phdi lam nhu vay, nhung t6i sé khong mat thoi gio dé tim hiéu
xem can phai lam gi tiép theo do.

Vi du nhu con ngudi thwong tham gia vao cac sy nghiép xa hoi do wéc
muon chan thanh cuaa ho, cu thé nhw dé diéu chinh sy bat cong trong xa hoi.
Mo6i nam mot lan ho c6 thé quyén gop tién cho mot quy tir thién. Nhuwng khi
ho cam két, “su nghiép” vira néu sé cé thé trong cay vao ho. Ho sé lam bat
clt diéu gi dé bién tam nhin dé thanh sy that. Tam nhin budc ho phai cé
hanh dong. Mot s6 nguwoi dung khai niém “trd thanh nguon lyc” dé mo ta
dang nang lwgng doc ddo ma ma nhitng ngwdi c6 tinh cam két da mang lai
trong viéc tao ra m4t tam nhin.

Trong nhiéu t6 chic hién dai, twong doéi it ngwoi “tham gia” (vao tam
nhin - ND) - con cam két thi tham chi con it hon nita. Phan 16n con nguoi ¢
trang thai “tuan tha”. Nhitng ngwoi “tuan tha” chi di theo mét tam nhin. Ho
lam nhitng gi ngwoi ta mong chd ho lam. Ho ho trg cho tam nhin & mot
mutc do nao d6. Nhung, ho khong thye sy tham gia hay cam két.

Sy tuan thu thwong bi nham vdi sy tham gia va sw cam két. M6t phan
diéu nay la do su tudn tha da tré thanh pho bién & hau hét cac t6 chitc,
ching ta khong biét lam thé nao dé nhan ra sy cam két thuc sy. Ciling c6
nguyén nhan do cé nhiéu mitc d6 tudn thu khac nhau, mot s6 trong dé dan
dén nhitng hanh vi rat giéng véi si tham gia va sy cam két.

CAcC THAI bO pOI VOI MOT TAM NHIN

Cam két: Mudn dat dén tam nhin. Sé c6 gang lam tam nhin xay ra.
Tao ra bat ky “nguyén tac” ( nao can thiét.

Tham gia: Muon dat dén tam nhin. Sé lam bat ¢ diéu gi c6 thé theo
“tinh than nguyén tac”.

https://thuviensach.vn



Hoan toan tuan tha: Nhan biét ich 1gi cia tam nhin. Lam moi viéc
dwgc yéu cau hay hon thé nita. Tuan theo “cau chi¥ ctia nguyén tac”, don
gian chi la mot “ngudi linh tot”.

Tuan thu binh thwong: Nhin chung la nhan ra ich 1gi cta tam nhin.
L.am moi viéc duwgc yéu cau va chi thé ma thoi. Mot “ngwdoi linh kha tot”.

Tuan tha mién cwong: Khong nhan ra ich lgi ctia tim nhin. Nhung
cling khong mudn mat viéc. Chi lam nhitng gi dugc yéu cau khi budc phai
lam, nhung cling to thai do chwa thyc sy san sang.

Khong tuan thia: Khong nhan ra ich 1gi cta tam nhin va khong lam
nhitng gi dugc yéu cau. “To6i khong lam, anh lam gi dugc t6i”.

Tho o: Khong ung ho cling khong chong doi tam nhin. Khong quan
tam. Khong c6 cam hitng. Tinh than lam viéc theo kiéu “Pa hét gio lam
viéc chuwa?”.

Toc do 1ai xe dugce gidgi han ¢ nhiéu bang & My ngay nay la 55 hay 65
ddm mot gio. Mot nguoi hoan toan tuan thu sé khong bao gio chay vuot
qua tdéc dé dugc quy dinh chinh thitc. Mot nguwdi tuan tha binh thuwong cé
thé chay qua toc do gidi han mot chit khoang 5 dén 7 dam mét gio béi vi &
hau hét cac bang viéc vugt qua toc do mot chit sé khong bi phat. Nhitng
nguwoi mién cwdng tuan tha cling sé chay véi toc do nhw thé nhung sé lién
tuc phan nan vé quy dinh. Mot nguwdi khong tuan thu sé “bo qua” quy dinh
va c0 gang qua mat canh sat giao thong. Nguwoc lai, m6t nguwdi thue sy cam
két véi quy dinh vé gidi han tdc do sé chay theo toc do do tham chi ca khi
no khong bi luat phap quy dinh.

Trong hau hét cac to6 chitc, hau hét nhan vién & trong tinh trang tuan
thu binh thwong hay tuan thu hoan toan véi sy ton trong muc dich va quy
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dinh cua t6 chitc. Ho thuye hién theo “chwong trinh”, thue sy ¢6 gang cong
hién. Ngugc lai, nhitng nguwoi khong tuan thu hay mién cudng tuan tha
thuwong chong lai. Ho d6i nguwgc lai muc dich hay quy dinh ctia t6 chitc va
to 10 thai do do, thong qua viéc khong hanh dong hodc (khi ho la nguoi
mién cudng tuan tha) “gia bo tuan thu” - “T6i sé lamchitng minh viéc doé
khong c6 hiéu qua gi cad”. Ho khong tuyén bo cong khai sy chong déi muc
dich cta t6 chitc, nhung du sao quan diém ctia ho van 16 ra (Ho thuong boc
16 cam xtc chan thyc nhat cia minh & phong vé sinh cong ty hodc & quan
regu).

Su khéc biét gitta cac trang thai tuan tha khac nhau cé thé rat mo ho.
Réc roi nhat la sy tuan tht hoan toan, thwong bi nham vaGi sy tham gia hay
s cam két. Nguyén mau “ngudi linh tot” cia nhitng nguwdi tuan tha hoan
toan sé lam bat ct diéu gi dugc yéu cau mot cach san long. “Toi tin vao
nhitng nguwdi dang sau tam nhin; toi sé lam tit ca nhitng gi can thiét, va hon
thé nita, c6 hét kha nang cta t6i”. Trong dau cua anh ta, ngwdi tudn thu
hoan toan thwong nghi la minh da cam két. That ra, anh ta c6 cam két,
nhung chi vai vai tro “la mot thanh vién trong doi nhom”.

Trén thyc té, tir hanh vi ctia anh ta trong cong viéc, rat kho phan biét
ngwoi hoan toan tuan thu vdéi ngudi tham gia hay cam két. Mot t6 chic cé
tat ca cac nhan vién hoan toan tuan tha cé thé qua mat cac to6 chitc khac lau
dai vé hiéu qud lam viéc va giam chi phi. Moi nguwdi khéng can phai duoc
chi bdo lam gi dén lan th hai. Ho c6 trach nhiém. Ho thwdong c6 tam trang
va thai do lac quan, vui vé. Co6 khi ho cling t6 ra la nguwoi thu dong. Nhung
khi duwgc yéu cau phdi cé sang kién va tién phong, ho sé thé hién ngay
nhitng hanh vi d6. Néi tém lai, nhitng ngwdi tuan tht hoan toan cé thé lam
bat cit diéu gi ho c6 thé dé tuan theo quy dinh cta tro choi, cd nhitng quy
dinh chinh thitc va nhitng quy dinh bat thanh van.

Tuy nhién, c6 sy khac biét rat 16n gitta tuan thu va cam két. Nguoi
cam két mang dén mot sitc manh, nguén cam hitng va sy phan khdi ma
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khong thé c6 & ngudi chi tuan thad, tham chi cd & nguwdi hoan toan tuan tha.
Nguoi cam két khong tudn theo quy dinh cda tro choi. Anh ta chiu trach
nhiém cho ca tro choi. Néu quy dinh cua tro choi ngan can viéc dat dén tam
nhin, anh ta sé tim cach thay déi quy dinh d6. Mot nhém ngudi cung cam
két véi m6t tam nhin chung 1a mot sitc manh dang né.

Tracy Kidder, trong quyén sach da doat giadi Pulitzer The Soul of a
New Machine - Linh hoén ctua mét c6 mdy mdi, da ké cau chuyén nhom phat
trién san pham tai cong ty Data General, dugc tap hgp bdi mot ngudi lanh
dao day tai nang, tao ra mot c6 may tinh méi day tham vong. Duéi ap luc
kinh doanh trén bo khiing hoang, nhém da ché tao ra mot c6 may tinh manh
mé vao ding lic. Qua cidu chuyén cia nhém phat trién san pham dé va
nguwoi lanh dao Tom West, t6i nhan thay thanh tich cia ho thyc dang tran
trong. C6 nhitng giai doan trong du an cac chwong trinh phan mém da bi
cham tién d6 dén vai thang. Nhom ba ky s do6 1day trach nhiém dén noi ho
lam viéc tir dém hom truedc dén sang hom sau. Ho no lwc hét minh nhuw thé
trong 2 dén 3 thang lién tuc ma khong ai hiéu dugc ly do. Nguyén nhan
khong phai la sy tuan thu.

Vay diéu gi la sy khac nhau gitta sw tuan tht hoan toan va sy tham gia
hay sy cam két. Cau trd 16i hoan toan don gidn. Nhitng nguwdi thue sy tham
gia hay cam két muén thyc thi tdm nhin. Nhitng nguwdi tuan tht hoan toan
chdp nhan tam nhin. Ho chi mudn c6 tam nhin dé dat dén mot diéu gi khac
- vi du nhu dé gitt khong bi mat viéc, hay dé lam hai long cdp trén, hay dé
duwgc khen thwdng. Nhung riéng ho khong thue sy ti than mudn cé chinh
tam nhin d6. 6 khong phai la tam nhin cta chinh ho (hodac it nhat 1a ho
khong biét rang dé la tam nhin ctia chinh ho).

Su cam két cao d6 va tap thé doi véi mot tam nhin c6 thé 1a mot muc
dich mo hé khé hiéu. Mot vi pho chu tich @ m6t cong ty san xuat hang tiéu
dung thuc sy mong wdc diéu chinh t6 chitc truyén thong cua minh thanh
mot doi tha canh tranh hang dau thé gigi bang cach xay dung mdt tam nhin
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kinh doanh mdi. Nhirng sau m6t nam n6 lwc, moi ngwdi tiép tuc tudn theo
meénh 1énh va lam nhitng gi ho dwgc ra lénh.

Pén lic dé ong ta mGi bat dau nhan thdy mirc do sdu sac cia van de.
Nhan vién trong to6 chitc cia 6ng ta chua tirng bao gio duoc yéu cau cam
két voi bat cit viéc gi trong sy nghiép ctua ho. Tat ca nhitng gi ho da ting
duwgc yéu cau la sy tuan thu. Va do do, do la tat ca nhitng cach lam viéc ho
biét. B6 1a mo6 hinh tinh than duy nhét ho c6. Cho du 6ng ta c6 tuyén truyén
vé viéc phat trién mot tam nhin thye sy nhw thé nao, hay la vé si cam két
hoan toan, thi ho van khong thay doi béi vi ho chi c6 thé nghe diéu do
thong qua mo hinh tuan thu cua ho.

Mot khi da nhan ra diéu d6, 6ng ta thay déi bién phap. Ong ta hoi
“Ngudi ta ¢ thé cam két vi dieu gi?”. Ong dé xudt ra mot “chwong trinh
sttc khée”, 1y gidi rang néu c6 mot diéu gi moi nguwdi cé thé cam két vi no,
thi do6 chi cé thé 1a sitc khoe ctia chinh ho. Qua thoi gian, mot s6 nguwoi da
nhan thitc dwgc. Ho bat dau nhan ra sy cam két thue sw la diéu kha thi trong
cong viéc, va mot “su lang nghe” déi vdi tam nhin da dwgc mé ra.

Céac to chite truyén thong khéng quan tdm vé sy tham gia va sy cam
két. Co cau kiém soat va ra ménh 1énh chi doi hoi su tuan tha. Cho dén
ngay nay nhiéu nha quan ly van lo ngai mét cach chinh dang vé viéc stic
manh cuia sy cam két c6 thé dugc dinh huwéng hay kiém soat hay khong. Vi
vay, ching tara sy tuan thu va ty minh chap nhan dé nhan vién di chuyén
trén bac thang tuan thu do.

PINH HUONG CHO SU THAM GIA VA SU CAM KET
Sy tham gia la mot tién trinh tw nhién bat ngudn tir sy hang hai thue sy

cta ban vi mot tam nhin, cung vd&i sy san sang ctia ban dé cho phép nguoi
khac di theo su lya chon cta riéng ho.
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Hay tw tham gia. Thuc vo ly khi ban khuyén khich ngudi khac tham
gia khi chinh ban lai khong. B¢ la “sy ban chac”, khong phai sy tham gia
va ti nguyén, cao nhat ciing chi tao ra mot hinh thitc nhat tri va tuan tha gia
tao. Con xdu nhat la sé gieo rac hat giobng oan han trong twong lai.

Hady diéu d¢. Bung thoi phong 1gi ich hay bo qua cac van dé bén
dwéi. Hay mo ta tam nhin mét cach don gidn va chan thyc nhat ma ban c6
thé.

Hdy cho phép nguoi khdc dugc chon lwa. Ban khong can phai
“thuyét phuc” nguoi khac vé 1gi ich cia mot tam nhin. That ra, nhitng no
lyc ban ¢6 thé lam dé thuyét phuc anh ta “tw nguyén tham gia” cé thé bi coi
la su 16i kéo va co khi lai ngan can sy tham gia. Ban cang thoai mai cho
phép anh ta ty lyva chon thi anh ta cang cam thay tw do. D6 c6 thé 1a mot sy
kho6 khan dac biét cho nhitng ngudi cap dudi véi cam giac 1a ho phai tw
than van dong. Nhuwng ban van c6 thé gitp bang cach tao ra thoi gian va su
an toan dé ho phat trién nhan thitc cta riéng ho vé tam nhin.

Co6 nhiéu khi cac nha quan 1y can sy tuan tha. Ho c6 thé mudn cé su
tham gia hodc sy cam két, nhung khong thé chap nhan bat ¢t diéu gi dudi
tiéu chuan tuan tha dwgce quy dinh. Néu lam vao tinh trang nhu thé, t6i
khuyén ban nén gitt ding muc vé van dé “To6i biét anh khong dong y hoan
toan vdi dinh hwéng méi, nhung trong tinh huéng nay dinh hwéng do da
dugc Ban lanh dao cam két thuce hién. Toi can sy ho tro cua anh dé thuc
hién diéu d6”. Céi m@ trao doi yéu cau vé sy tuan thu cling gitp tranh théi
dao dirc gid. Biéu do6 ciing lam nhitng nguwdi khac dé di dén chon lva cua
riéng ho hon, va qua thoi gian sé dem dén sy tham gia.

Bai hoc kh6 khan nhat ma cac nha quan ly phai dwong dau la, cudi
cung, ban khong thé lam bat ky diéu gi dé khién nguoi khdc tham gia hay
cam két. Cam két va tham gia doi hoi s tw do lwa chon. Nhitng dinh hwéng
néu trén chi thiét 1dp nhitng diéu kién to6t ngwdi ty nguyén tham gia, nhung
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khong tao nén sy tham gia. Twong ty nhw vay, sy cam két la mot van dé ca
nhan; nhitng no lwc ép budc né cung lam chi lam tang thém sy tuan thu.

NEO CHAT TAM NHIN VAO MOT TAP HQP CAC Y TUONG
QUAN TRI

Xay dung tam nhin chung thwe sy chi 1a mot phan ctia mét hoat dong
16n hon: phat trién cac y twdng quan tri vé doanh nghiép, vé tam nhin, muc
tiéu hay s ménh va cac gia tri cot 16i cia doanh nghiép. Mot tam nhin
khong nhat quan vé6i cac gia tri ma con nguwdi ap dung ngay nay qua ngay
khac sé khong chi that bai trong viéc tao ra sw phan khéi ma thwong con
gay nén sy chi trich tham te.

Céac y twdng quan tri do6 tra 10i ba cau héi chinh yéu “Cai gi?”, “Tai
sao?” va “Bang cach nao?”

- Tam nhin la “Céi gi?” - hinh anh twong lai ma ching ta muon tao
dung.

- Muc dich (hay “stt ménh”) tra 10i cho cau héi “Tai sao?