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Yéu cau mon hoc

Sinh vién da dwoc trang bi cac kién thirc vé
quan tri can ban (quan tri hoc)

Tham dw tich cuwc cac budi hoc trén I&p: du
|&p va thao luan, vang mat can co ly do

Tat may hodc dé ché dd im lang trong gi®
hoc
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Panh gia két qua hoc tap

Diém tham du 16p (10%)
Bai kiém tra trén 16p (10%)
Diém bai tap ca nhan/nhom (20%)
Thi cudi ky (60%): thi t ludn:
Ly thuyét van dung (7 diém)
Bai tap tinh hudng (3 diém)
Piém thuwéng: phat biéu, quiz

Piém phat: chudng dién thoai, néi chuyén riéng
trong gio hoc

HOAT PONG NHOM

Nhom 5-6 sinh vién, tu gidi1 thi¢u

Tim 3 diém chung ctia nhém
Thao luan, chon 01 thay d6i ma ban da trai qua va
cach thirc ban vuot qua su thay doéi do

2 mong muon cua nhom ban khi hoc tap mon hoc
nay




Chwong 1 — .
Nhap mon ve
Quan tri thay doi
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NHAP MON VE THAY DOl

VA QUAN TRI THAY DOI

Muc tiéu hoc tip CHUONG 1:

Hiéu duoc khai niém thay doi, quan tri su thay doi, dic
diém cta thay doi va phan loai thay doi

Hiéu va phan tich dugc cac nhan td/tic nhan gay ra sy thay
doi

Nam bat dugc khai niém doi mdi, phan loai, vai tro va cac
mo hinh d6i méi

Hiéu va phan tich duoc thich nghi véi su thay doi.
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1.1. Khai niém thay doi

Méi ngay chung ta dang thoi héa va can chli dong
quan tri sy thay doi de duy tri va phat trien st/c manh
ban than (Ths Vi Tuan Anh)
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1.1. Khai niém thay doi

“Khdng c6 gi ton tai vinh vién, ngoai trir sw thay
déi”

Triét gia Heraclitus
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i ‘ Who wants to change’

i‘ ,ﬁ&‘?ﬁ, E’g 7y

I ‘ Who wants to lead the changej
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TAI SAO PHAI THAY DBOI?

Trong lich st, khéng phéi sinh vat manh nhét, ciing
khéng phaéi sinh vat théng minh nhat tén tai, ma chinh
Ia loai c6 kha ndng thich nghi nhat véi sw thay do6i”

https://www.youtube.com/watch?v=Xh67Aww9nUk&t=256s

www.hce.edu.vn



BAI HOC TU NOKIA VS. APPLE

Global market share held by Nokia smartphones from 1st quarter 2007 to 2nd
quarter 2013

"RISE

% DEMISE OF
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1.1 Khai niém thay doi

Phat biéu nao sau day gan nhat v4i quan diém cta ban?

Thay d6i 1a mot diéu gi d6 bat thuong, mot sy pha v& nhiing thong
1¢ hang ngay. Khi thay doi xuat hién, chiing ta phai tim cach d6i pho
v6i nd. Chiing ta chi co thé trd vé trang thai binh thuong mot khi
ching ta da vuot qua dugc thay do6i do.

Thay d6i ludn dién ra quanh ta. Thay d6i c6 thé dién tién qua mot
loat cac budc nhay, nhung chiing ta phai séng voi sy thay doi lién
tuc. Trang thai binh thuong 1 tinh trang ctia ngay hom qua. Néu
chung ta ¢ quay lai cach suy nghi cia ngdy hom qua, chiing ta at s&
roi vao tinh trang kho khan.
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1.1 Khai niém thay doi

¥ Thay dbi la mot pham tru gan véi tw nhién, xa hdi va tw duy cia con
ngwdi, phan anh mét sy vat, hién twong khi né chuyén déi trang thai
khac v&i trang thai trweée do.

Pham Vi Khiém & Hdea Thuy Trang (2018)

Thay dbi t& chirc la sy di chuyén theo thi gian tr cach thire thuc
hién cong viéc hién tai sang nhirng cach thirc thiec hién khac va maoi
hon. Thay dbi cé thé dwoc hoach dinh va quan Iy véi dinh hwéng
dam bao dat dwoc cac muc tiéu dw kién va ciing cé thé chwa duoc
hoach dinh va chwa dwoc nhin thdy trwdc (Organisational change is
the movement over time from existing ways of doing things to
alternative and new ways of operating. It is sometimes planned and
managed with the intention of securing anticipated objectives and
sometimes unplanned for and unforeseen).

Dawson & Andriopoulos (2021)
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1.1. Khai niém thay doéi

A C =]

Present state: the Transition state: Future state:
status quo of the moving the aspirations for the
organisation organisation organisation

16
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1.1 Khai niém thay doi

THAO LUAN NHOM

Hay néu vi du vé mot s6 thay déi trong to
chirc va néu ly do cho sw thay doi do.
(MOI NHOM 2 Vi DU)
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1.2 Tac nhan giy ra sw thay doi

Moi treong vi mo bén ngoai
P — Political drivers - Chinh tr1
E — Economic triggers - Kinh té
S — Social-cultural factors - Van hoa va xa hoi

T — Technology — Cong nghé

L — Legal requirements - Luat phap

E — Ecological/environmental factors — Moi truong ty nhién

Moi truong vi mé bén ngoai (thi truong lao dong, doi

thu canh tranh, nha cung irng, khach hang,...)
Méi trueong bén trong (cac sang kién/cdi tién to chirc lién
quan dén con nguoi, van hoa, cau trac to chire, linh vuc kinh
doanh then chot, cong nghé,...)



1.2 Tac nhan giy ra sw thay doi

Moi treong vi mo bén ngoai

P — Political drivers — Tac nhan Chinh tri

VD: cac su kién chinh tri, chién tranh, lobby, moi
quan h¢ cac chinh phu

C}lién tranh Nga — Ukraine tac dong nhu thé nao
dén su thay do61 cua cac doanh nghiép VN noi1
chung?
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1.2 Tac nhan giy ra su thay doi
Moi treong vi mo bén ngoai

E — T4ac nhan Kinh té
VD: thué, ty gia hoi doai, 13i suat, ...
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1.2 Tac nhan giy ra sw thay doi

Moi treong vi mo bén ngoai

S — Tac nhan Van hoa va xa hoi

VD: céc gia tri van hoa, cac ky vong xa hoi d6i véi
doanh nghiép trong viéc kinh doanh dao dirc va co
trach nhiém, xu hudng thay d6i thoi trang ciia x4 hoi,
cach con nguoi khai thac cac loai dong vat khac,. ..
VD vé thay d6i & doanh nghiép: phdt trién cdc loai
bao bi nhw gidy, go, ... dé ching cé thé phan huy
trong diéu kién tw nhién thay cho bao bi lam tur ni
long va cac vat liéu tong hop kho phan huy khac,
nganh banh keo — su dung gidy 16t c6 thé an dwoc dé
gidm thiéu 6 nhiém méi truong, ..
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1.2 Tac nhan giy ra su thay doi
Moi treong vi mo bén ngoai

T — Tac nhan cong nghé
VD: cac cudc cach mang cong nghi€p, cach mang
cong nghiép 4.0

DAy chuyén san xuat véi robot tai Vinamilk
https://www.youtube.com/watch?v=16rx7Wv pr&
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1.2 Tac nhan giy ra sw thay doi

Moi treong vi mo bén ngoai

T — Tac nhan cong nghé

Céu hoi: Hay li¢t ké 3 phat minh madi da va dang thay
d6i cach song va lam viéc cua moi ngu6i? Hay dy doan
2 thay doi ma ban cho rang s& xay ra chi trong vai nim
td1 day duoi tac dong cua viéc rng dung nhirng phat
minh khoa hoc cong nghé ma61?
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1.2 Tac nhan giy ra su thay doi
Moi treong vi mo bén ngoai

g T — Tac nhan cong nghé

Video “Did you know 2019”
https://www.youtube.com/watch?v=bTM06NZOyDQ

Q1. What information surprised you in this video? What
information did you know?

Q2. How does the information in this video impact how you
think about your education? Your career? and how you will
manage your personal life?

www.hce.edu.vn



1.2 Tac nhan giy ra sw thay doi

Moi treong vi mo bén ngoai

L — Tac nhan phap luat
VD: phap luat dem dén nhiing thay d6i t6t hon trong
quan h¢ lao dong (khong ché gio lam thém, bao v¢

quyén loi nguoi lao dong,...), phap luat vé bao vé
moi trudng,...

Luat lao dong

Luat cong doan

Diéu 16 bao hiém y té, bao hiém x3 hoi

Phap 1énh thu tuc giai quyét cac vu tranh chap lao
dong
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1.2 Tac nhan giy ra su thay doi
Moi treong vi mo bén ngoai

E — Tac nhan moi truwong ty nhién
VD: dich bénh, bién d6i khi hau, 6 nhiém moi
truong,...

Thao luan:

Dich bénh Covid-19 anh huong dén cac doanh nghigp
nhu thé nao va cac doanh nghi¢p da thay d6i nhu thé
nao dé tng pho? Mdi nhom lay 2 vi du.

www.hce.edu.vn



1.2 Tac nhan giy ra sw thay doi

Moi trueong vi mo bén ngoai

Khach hang: VD customer demand — for cleaner
cars, new treatment, better education, greater
wealth

Thi trwong lao dong: YD kho tim lao dong sau
dai dich & cac tinh mién Nam

Péi tht canh tranh

Nha cung &rng
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1.2 Tac nhén gay ra su thay doi
Moi truwong bén trong

Nhirng thay ddi xuat phat ttr nhu cau bén trong

* P —People and culture — Con ngwei/nhan sw va
van hoa, VD thay doi thai dg, niém tin, CEO md&i, ky
nang nghé nghiép/ky thuat va hanh vi.

- A - Administrative structures — Cau truc/co’ cau
hanh chinh, VD thay déi cach thirc giao tiép, hé
thong bao cao/khen thwéng, ky luat,.

« C -Core business - linh vic kinh doanh then
chot sy thay doi doi héi nén tang chuyén giao can
ban.

« T - Technology, VD nang cap phan mém/trang thiét
bi dé hoan thanh viéc tai thiét ké.

28
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1.2 Tac nhan giy ra sw thay doi

Wider External Environment

Technology Laws and
regulations
Local Business Context
Sacietal . »
expectations Major political
and social
Organization initiatives events
f Core business \
suppliers Technology Customers
Globalization ! Administrative structures
People and Culture I Meesand
acquisitions
Climate change
Labour market, Competitors
~~— Business
infectious diseases cycleshifts

Wider External Environment

Figure: Triggers for change
29
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1.3. Pac diém cua sw thay doi

Thay dbi cling dong thoi 1a sw phire tap: cé mat tot,
mat xau va kéo theo viéc khé quan ly, sy chéng dbi,
phan khang thwdng xuat hién, do do can Iap ké hoach
cho sy thay dbi.

Chwa hé duwoc thir nghiém trong mot sé diéu kién cu
thé, do d6 can thong tin dé diéu chinh.

Chtra dwng rui ro, do d6 can chap nhan rdi ro.

30
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1.4. Phan loai thay doi to6 chirc

Reactive and proactive change

Reactive small-scale change — thay déi bi déng/theo huéng
phén trng & quy mé nhd: cac cach thirc/sang kién nham thich
nghi v&i nhirng thay déi khéng lwdng trwede (initiatives seek to
adapt to unforeseen changes).

Proactive developmental change — thay déi dén dau theo
huwéng phét trién: sy thay dbi co ké hoach trwdc nham cai tién
cach thwre lam viéc hién tai (planned change to improve current
ways of doing things).

Reactive radical change — thay déi phan trng lai triét dé:
response to unexpected world events to deal with crisis and
ensure organisational survival.

Proactive radical change — thay déi dén dau triét dé: projects
seek the reinvention of company strategy towards major

transformation of business operations.
31
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Small-scale change

Proactive change to Proactive change to further

contextual shifts, may develop and refine existing

involve accommodation operations — over time

and adaptation to the incremental change can

unexpected lead to major change
Reactive change Proactive change

Major organisational
repositioning and renewal
that is proactive and
planned (may be novel or
mimic competitors)

Critical large-scale change
initiatives to unforeseen
market conditions that
threaten company survival

v

Large-scale change

Source: Scale and type of organisational change (Dawson, 2019: 39)
32
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18th/19th century
Curricle Model T Ford - first mass
produced car

Ferrari F12berlinetta —
the firm’s fastest car
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What is creativity?

Originally seen as simply eureka-type moments
and the space of artists.

Now recognised as something that can be
developed and nurtured in the workplace.

Stimulates thinking about old problems in new
ways, challenges convention, opens up different
viewpoints, enables new patterns and links to
emerge, creates opportunities for business
initiatives.

36
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Characterising creativity

Creativity is a contextual, temporal process.

People (the creators of ideas) draw on resources
(knowledge, technologies) to engage in routine
activities, such as everyday problem solving (i.e.,
finding alternative routes in response to traffic
congestion information), through to more highly
original or unique creations (such as a poem,
painting or the idea of a bagless vacuum
cleaner).

37
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Defining creativity

Creativity is hard to pin down and is often used to
refer to the generation of new ideas:

Creativity is the process through which new and useful ideas
are generated (2017: 45).

But this leaves open the question: How do we translate ideas
into outcomes?

38
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Managing creativity

We need to assess not only the usefulness of ideas
but also how to manage the process.

Questions:

How to create and maintain environments that stimulate and
encourage the development of new ideas?

How to engage not only employees but also suppliers and
customers in the process as key potential sources of inspiration
(e.g. Apple)?

39
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What is innovation?

Once new ideas are generated there is a need to
assess and select particular ideas.

Assessment and selection are often not self-evident
and need to carefully consider which ideas can be
implemented to achieve aims.

Innovation is often referred to as the translation of new
ideas into processes, products or services.

40
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Ideas for innovation

Steam engine, Internet, social networking, iPhone,
telephone, etc.

Innovation for:
Military reasons?
Medical reasons?
Commercial reasons?
Social reasons?

The source or reasons behind innovations are not
always captured in final usage.

41
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Characterising innovation

mphasis has been on science-led innovations and
on the translations of new ideas and theories into
commercial products and services.

Market-push, technology-driven view important but
downplays social and contextual dimension.

The rise of social innovation, social business, social
capital, social networking and social entrepreneurship.

42

www.hce.edu.vn



Defining innovation

Innovation involves the utilization of ideas in solving
problems, developing processes and improving the
way we do things in creating new products, services
and organizations.

(Source: Dawson and Andriopoulos, 2017: 48)

43
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Innovation and creativity

Bessant and Tidd (2007: 12) ‘innovation is the
successful exploitation of new ideas’ and is ‘the
process of translating ideas into useful — and used —
new products, processes and services’ (2007: 29).

Amabile et al. (1996: 1155) creativity ‘is a starting
point for innovation; the first is a necessary but not
sufficient condition for the second’. Creativity comes
first and provides the impetus for many forms of
innovation.

44
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INNOVATION

a tién trinh vé sy phat minh/phat kién (invention); phat
trién (development) va sw lan tda clia nhirng cdng nghé maoi

(Diffusion of new technologies)
“Tinh méi”

“Thwong mai hoéa”

www.hce.edu.vn

1.6. D6i mé&i — loi thé canh tranh

COMPETITIVEADVANTAGE
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Bang 1.1 Loi thé chién lwgc théng qua sy ddi méi

Loi thé chién lwoc

Cung cap mét cai gi dé khong ai Gi&i thiéu 1an dau tién ... Walkman, bt mwe, may anh, ma

Tinh méi trong khac c6 thé cung cap rtra bat, ngan hang trwc tuyén, nha ban 1é trwc tuyén, v.v. . dé

cung cap dich vu cho moi nguoi

va san pham
Cung cap theo cach ma nguoi Quy trinh san xuat kinh nhe cta Pilkington, quy trinh sa

Tinh mé&i trong khac khong thé bat kip - nhanh hon, chi xuat thép ciia Bessemer, ngan hang trwc tuyén, ban sach tryd
qua trinh phi thap hon, dwoc tuy chinh nhiéu hon, tuyén, v.v..
A

Cung cap thir gi d6 ma nguwoi khac Rolls-Royce va dong co’ may bay - chi mét sé it cac doi th
kho khan dé lam thuan thuc, lanh nghé | canh tranh c6 thé lam chia dworc viéc gia cong phirc tap va luyé

kim

Cung cap mét cai gi d6 ma ngwoi Cac loai thudc nhw Zantac, Prozac, Viagra, v.v.

khac khéng thé 1am trir khi ho tra tién dé

mua mét gidy phép hoic Ié phi khac

Bao vé quyén s&

hiru tri tué

www.hce.edu.vn

) Di chuyén cac yéu t6 canh tranh co’ ban Nganh san xuat xe hoi Nhat Ban, da chuyén hwéng mot cac

Thém/ mé rong|

vi du: tir gia ctia san pham dén gia ca va cha coé hé thdng chwong trinh canh tranh tir gia thanh dén chat lwong cho

ham vi cac < 3 < .
Phe lwong, hodc gia ca, chat lwong, sw lwa chon, vv. | dén sw linh hoat va viéc lwa chon, dén viéc rut ngan thoi gian hor

yéu té canh T
trong viéc gi&i thiéu cac mau méi, v.v.
tranh

Loi thé vuot troi dan dau — doanh nghiép Amazon.com, Yahoo - nhitng doanh nghiép khac cé thé no
dan dau cé thé c6 dworc gia tri dang ké vé thi theo, nhung lgi thé chinh ho 1a nhitng ngwoi tién phong.

phan trong thj triwong san pham méi.

. Palm Pilot va cac thiét bj ki thuat s6 hé tro ca nhan khac (PDAs
Thoi didm Redihejeus d~oanh‘ nghiGp theo sau - dof ¢y jem dworc thi phan I6n va dang téng trwdng manh cia thi trwong
khi doanh nghiép dan dau sé gap phai nhirng Trong thuc té, y twong va thiét ké da dwoc két ndi trong san pha

kh6 khan bat ngd, va doanh nghiép theo sau s§ Apple’s ill- fated Newton khoang 5 ndm trwéc d6 - nhung van dé xay ra

hec hoi dwgc nhimg bai hoc kinh nghigm 46 V& | o 1an mam va diic biét 1a nhan dang chi viét tay thi lai thét bai.

c6 thé di chuyén nhanh vao san phdm méi tiép

Cung cap mét cai gi d6 ma né cung cap Walkman — bat nguén tir minidisk, CD, DVD, MP3. . . Boeing

e nén tang ma dwa trén do cac bién thé va thé hg 737 - hon 30 nam, thiét ké van dang dworc diéu chinh va dworc thiét ké
Thiét ké manh
N khac c6 thé dwoc xay dyng dé phu hop véi nhitng ngwoi ding khac nhau - mét trong nhibng

mé/ nén tan . < . . .
& chiéc may bay thanh cong nhat trén thé gi¢i vé doanh s6 ban. Intel va

AMD véi cac bién thé khac nhau ctia cac bé vi xtr ly.



Viét lai “luat

choi”

Céu hinh lai
cac phan cuia

qua trinh

Chuyén giao
gitra cac boi
canh trng
dung khac

nhau

Nhirng diéu
khac

Cung cap mét cai gi d6 dai dién cho mot
san pham hoan toan hoac khai niém; qua trin
hoan toan mé&i - mét cach khac hoan toan dé
lam viéc d6 - va lam cho nhitng ngwoi cii tré
nén thira thai.

Suy nghi lai hé thong hop tac lam viég
mot cach hiéu qua hon. Vi du nhw xay dwng
mang Iwéi hiéu qua hon; thué ngoai va sw phoi
hop ciia mét céng ty do.

Tai két hop cac yéu t6 da dworc thiét lap

cho cac thj trwdng khac nhau

Dbi méi la cach thirc tao ra nhirng cac
mé&i hoan toan va dé cé dworc loi thé chién lwoc
- vi vay sé& c6 chd cho nhirng cach thirc mé

nham dat dworc va gilr dwoc loi thé

May danh chir so v&i xtr ly van ban may tinh, da so véi tu

lanh, dén dién so v&i dén dau.

Zara, Benetton trong linh virc quan o, Dell trong linh vug

may tinh, Toyota trong linh virc quan Iy chudi cung (rng ctia cong ty.

Banh xe polycarbonate dwegc chuyén tir viéc trng dung trong

thi triong banh xe ctia hanh Iy vao do choi tré em - xe scooters nho

Napster. Cong ty bat dau bang cach viét phan mém cho phép
ngwdi ham mé am nhac trao déi cac san pham yéu thich cta ho
théng qua Internet - chwong trinh Napster vé co ban két néi moi
ngwoi véi nhau bang cach cung cap sw lién két nhanh. Tiém ning
thay doi két cau va phwong thirc hoat dong tir Internet 13 16n ho
nhiéu, va mac du Napster bi cac van dé lién quan dén phap ly lié
quan dén nhirng followers khi phat trién mét nganh cong nghiép 161

dura trén viéc tai xudng va chia sé

www.hce.edu.vn

Sw d6i m&i
telephone,

dot pha (radical innovation): e.g.
steam engine, motor car, Internet.
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- Sw doi moi
tuan tw
(incremental
innovation):
e.g. picture
quality, hi-fi
sound.

www.hce.edu.vn

Modular innovations: middle-range
innovations, e.g. transition from black-and-
white to colour television, digital sound
systems.
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The 4Ps of innovation

roduct (san pham): iPhone and flat-screen
televisions.

Process (quy trinh): supply chain integration, cellular
work arrangements, continuous flow assembly line.
Paradigm (mé hinh): reframing, e.g. e-business
platform

Position or market (dinh vi): repositioning, e.g.
Lucozade as a health drink (for sporting activities)
rather than as a medicinal drink (for sick children).

53
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Smart box wants users to take control of their health
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DPoéi méi quy trinh

From Computer Desktop Encyclopedia
Reproduced uith permission.
@ 1996 Ford hotor Company
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1.9. Cac méd hinh d6i méi sang tao

M6 hinh déi mé&i sang tao déng (Closed
innovation)
M6 hinh déi méi sang tao mé (Open innovation)

Siéu dbi moi

www.hce.edu.vn



M6 hinh d6i méi sang tao déng (Closed
innovation)

Mb hinh d6i m&i khép kin

Co6 mét bo phan R&D chuyén trach
Coéng ty phai tw tao ra y twéng riéng
S dung cac ngudn lwc clia minh dé:

Phat trién,

Xay dwng,

Tiép thi, phan phdi, phuc vu,

Cép tai chinh va hd tro cho nhirng y tuwdng

www.hce.edu.vn

Uu diém

M6 hinh hoat dong lau doi

Puwoc sir dung trong moét thoi gian dai

Nhiéu nganh van con sl dung
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Nhwoc diém

Phu thudéc vao nhan Iwc gidi c6 san

Toc do t&i thi trwong (Pdi méi nhanh — canh tranh
tang)

Céng nghé mai co tudi tho ngan

Kha nang tai tro cta td chire

www.hce.edu.vn

M6 hinh d6i mé&i sang tao mé& (Open
innovation)

& dung c6 muc dich nhirng ludng tri thirc tor bén trong va to

bén ngoai

Thuc day dbi méi sang tao ndi bd - mé rong st dung déi mai
bén ngoai

Céng ty co thé tan dung cac y twdng sang tao bén ngoai

Két hop cac y twdng, cdng nghé, k&nh ban hang va chién
lwo'c ndi bd va bén ngoai dé dwa cac san pham sang tao cla
vao cudc sbng.

www.hce.edu.vn



http://engaged.mappingtheinternet.eu/en/a/the-open-innovation-video

Quy trinh déi méi déng Quy trinh déi mé&i m&

Theo dinh hwéng cong nghé Theo dinh hwéng gia trj kinh doanh

S& hivu tri thire Tiép can tri thirc
Theo hwéng san pham Theo hwéng mé hinh kinh doanh
Viéc lam ky thuat Viéc lam cho moi nguwoi

Thuc day thi trwong - theo dinh hwéng cong

N L6i kéo thi trwdrng - theo dinh hwéng nhu cau
nghé

Tinh toan dwo'ec mirc rai ro DBAu tw rai ro cao

www.hce.edu.vn

y =

doi méi (Disruptive innovation)

Siéu d6i méi (Disruptive Innovation) la qua trinh ma
mot céng ty nhd véi ngudn lwe han ché cé thé thach thic

thanh cdng cac “ga khong 16” da cé trén thj trwong

www.hce.edu.vn
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1.10. Thich nghi v&i sw thay doi

o’ cau giup coéng ty cé6 kha nang thich nghi tét hon véi sw thay déi
Thao luan: céng ty nao dé dang thich nghi vé&i sw thay déi hon?
Céng ty A: ban GP dwa ra moi quyét dinh; cdng viéc clia moi nguwdi duwoc xac
dinh ré rang; méi cAp quan ly phai chiu trach nhiém trwéc nhan vién truc
thudc; moi théng tin chi thi dworc truyén dat tuan tw qua tirng cép tir trén
xudng; cac quy trinh céng viéc déu da dwoc quy dinh rd rang.
Céng ty B: cap dui thwong dwoc trao quyén ra quyét dinh; ban mé ta cong
viéc tao diéu kién cho sw phat trién ca nhan va cho phép dap ng sw thay déi;
thdng tin truyén dat di theo 2 chiéu: cung cap — phan hoi ch&» khéng don
thuan la ménh Iénh; nhan vién dwoc khuyén khich chéo lai cac dw an cla
cong ty; viéc huén luyén dao tao dwoc thue hién dung luc, ding noi dé bb

sung cho nhan vién céac kién thirc va kj nang can thiét.

www.hce.edu.vn

1.10. Thich nghi v&i sw thay doi

au khéng khi phu hop

Thao luan:

Nhirng dau hiéu nao gitp ban danh gia dwoc bau
khong khi tai mot noi lam viéc? Hay liét ké it nhét 2 dAu

LIV

hiéu.

www.hce.edu.vn



1.10. Thich nghi v&i sw thay doi

u khéng khi phu hop

6t bau khong khi 1am viéc c&i mé, than thién, chia sé,
hé tro va tin cay 1an nhau sé gop phan rat I&n giup viéc

thwe hién thay déi dé dang hon.

www.hce.edu.vn

1.11. Quan tri sw thay doi

a kiém soat c6 hiéu qua sw thay doi, thong nhat

va hé thong (Pham Vii Khiém va Hira Thuy Trang, 2018)
Chu déng bién dbi, quan tri xung dét va giir xung dét & mirc cé
thé chap nhan dwoc

Dan dat sw thay déi di dung hwéng

Dan dét sw thay déi phu hop véi thi triong va diéu kién cda nén
kinh té.

www.hce.edu.vn



Chwong 2:

KHO1 DAU, CAM KET VA CHAN
DOAN TO CHUC

Muc dich cua chwong

Giup sinh vién hiéu dwoc:

- Khung danh gia va hiéu dwoc sw can thiét cho thay
ddi tlr nhiéu khia canh/géc nhin

« Cach thirc ma nha lanh dao thay déi co thé tao ra
dwoc nhan thire cho thay déi va chan doan té chire

« TAm quan trong va cach thrc clia viéc phat trién tm

nhin thay dbi



Mo hinh 16i thay dé6i - The Change Path Model

* Recognizing the need for change is not sufficient

* “Why change” is aided by solid analysis of what
needs to change and why its important to expend
resources on this area, but...

* We need to be able to craft a compelling vision of:
* Where we want to go (the desired change)
* Why it is worth the effort



The Need for Change:

Have You Done Your Homework?

 What is your assessment of the need for change and
the important dimensions and issues that underpin it?

» Have you investigated fully the perspectives of internal
and external stakeholders?

« Can the different perspectives be integrated in ways that
offer the possibility for collaborative solutions?

* Have you developed and communicated the need for
change in ways that will heighten readiness and
willingness to change?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 5

Phat trién sw hiéu biét ctua ban vé sw can thiét thay doi

Phat trién sy hiéu biét cua ban vé
sw can thiét thay doéi va tao nhan
thirc va tinh hop phap cho né

Tim kiém
Tim ki cac dir lieu Tim va danh
im kiém NI A o
cic di lid Tim kiém y bén trong gia nhirng
bén naoai kién cua cac phu hop (vd méi ban tam
ng bén lién quan | | SV hailong va quan diém
phu hop khach hang, cia ban
nhan vién, kha :
nang sinh ).




Chuan bi san sang cho mét t6 chirc thay doi

« S can thiét cho thay dbi la dwoc nhan dién théng qua
khoang cach gitra trang thai hién tai va trang thai mong
muon

* Nguoilao dong phal tin rang sw thay déi dwoc dé xuat 1a
suw thay déi “dung”

« Nguwoi lao déng phai tin rang ho co thé hoan thanh duoc sy
thay débi

 Suw thay ddi phai dwoc hd tro/ung hé béi cac ca nhéan then
chét ma cac thanh vién té chirc glri gdm/trong cay

« M®i ca nhan sé bi anh hwéng gi trong sw thay déi dé phai
dwoc giai dap

A Second Look at Readiness

1. Lanh dao dwoc nhan vién tin twéng - Leadership viewed as
trustworthy by followers

2. Nhan vién dwoc lanh dao tin twdng - Followers viewed as
trustworthy by leaders

3. Co6 nang lwc dau tranh cho sy thay dbi - Have capable
Champions of Change

4. Cob sy tham gia cla quan tri cap trung - Involved middle
management

Van hoa déi mai - Innovative culture
Van hoa chiu trach nhiém - Accountable culture

Giao tiép hiéu qua - Effective communications

© N o O

Tw duy hé théng - Systems thinking

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 8



Danh gia sw san sang thay doi cua to chirc - Rate the

Cac khia canh cho sw san sanq:

Kinh nghiém thay déi lan trwéc

Pham vi diém (-8 to +4) Diém?
Sw ung hd cua cac cap lanh dao
Pham vi diém (-3 to +7) DPiém?

Lanh dao va ngwoi dan dat thay déi dang tin
Pham vi diém (0 to +11) Diém?

Sw cong khai/c®i m& v&i thay doi - Openness to Change
Score Range (-9 to +22) DPiém?

Phan thwéng cho sw thay d6i — Rewards for change
Pham vi diém (-5 to +2) Diém?

Nhirng do Iwérng dbi véi sw thay doi & trach nhiém giai trinh

Pham vi diém (0 to +4) Diém?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub.

Rate the Organization’s Readiness for Change
(cont.)

« Tbng diém co thé dao ddng tr —25 to +50

 Diém cang cao thi sy sén sang dé thay déi ctia céng
ty cang cao

» Organizations that score below +10 are likely not ready for

change, making change very difficult

» Use scores from each area as a guide to focus your
attention on those low-scoring sections. What could be
done to increase readiness?

» This tool's purpose is to raise awareness of the

organization’s readiness for change. It is not meant to

be used as a formal research tool!

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub.
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Rate the Organization’s Readiness for Change
(cont.)

Question e }jumw
r C | =i~

1. The project sponsor has a clear vision of where
we are going with this project.

2. The project sponsor has shown a clear
commitment to making the change happen.

3. Key executives clearly support the project.

4. Project leaders and executives have made it
clear that the project is aligned with our
company's goals.

5. It is clear what my department has to do to
make the project succeed.

333

1

Rate the Organization’s Readiness for Change

OVERALL RESPONSE DISTRIBUTION

5. Itis clear what
my department
hastodoto
make the
project succeed.

6. My department
has sufficient

resources
(people, training,
support) to help
the project
succeed.

»  Overall response distribution, which indicates the number of respondents who either agreed (green) with the
sentiments in the questions, were neutral (grey), or disagreed (red) all together.

12



Creating Awareness of the Need for Change

« Create awareness that a crisis is near, or
create a crisis that needs to be addressed

* Develop a transformational vision for the
change based on compelling values

 Find a transformational leader to champion
the change

* Focus on common or shared goals and work
out ways to achieve them

» Create dissatisfaction with status quo
through information and education

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 13

Barriers to Recognizing the Need for Change
(“Active Inertia”)

* Mental models about the world become blinders
» Past successes reinforce existing practices

» Existing values and corporate culture may harden
into dogma

» Leadership practices may impede recognition of
need for change

« Embedded systems and processes can harden into
unquestioned routines and habits

« Existing relationships can become shackles that
impede the ability to respond to a changing
environment

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 14



* lllusion of * Pressure applied to those
invulnerability who express doubts
about the group’s
« Construct position

rationalizations

* Morality of position is ) (‘j’ee\',ﬁ;ﬁ?gfﬂfg:ﬁ_

unquestioned consensus are avoided

- Stereotypes—distort

image of other parties lllusion of unanimity

* Mind-guards: leaders and
fellow members
protected from adverse
information

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 15

Overcoming Groupthink

* Have the leader play an impartial role

» Actively seek dissenting views. Have members
play the role of devil’'s advocate

* Actively discuss and assess the costs, benefits
and risks of diverse alternatives

» Establish a methodical decision-making process
at the beginning

» Ensure an open climate and solicit input from
informed outsiders and experts

 Allow time for reflection and do not mistake silence
for consent

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 16



Value of a Vision for Change

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 17

What is Your Experience with

Vision Statements?

« What makes for a good vision statement?

 What is the difference between a vision for
the organization and one for change?

* What does the organization and senior
management want from the vision?

 How much time, energy and resources
should be devoted to creating a vision?
Who should be involved?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 18



What is a Vision Statement?

It is an attempt to articulate what a desired future for a
company would look like... an organizational dream.
Visions are big pictures.—Todd Jick

Do 1a mot nd Iwc dé néu 1én twong lai mong mudn cho
mot cong ty sé& nhw modt ... gidc mo cla té chirc. Tam
nhin la nhirng blrc tranh I&n. — Todd Jick

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 19

What is a Vision Statement? (cont.)

According to Tichy and Devanna:

It provides a conceptual framework for
understanding the organization’s purpose—the
vision includes a road map — Tam nhin cung cap
mot khung/suo’n dé hiéu vé muc dich cla t6 chirc —
tdm nhin bao gdm mot ban dé véi con dwdng di.

It has emotional appeal with which people can
|dent|fy Tam nhin nén co6 I&i kéu goi cam xuc voi
nguwdi co thé déng cam

A vision’s value lies in its ability to guide behavior

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 20



What is a Vision Statement? (cont.

According to Simons:

A vision without task is a dream world,
and‘task without vision is drudgery
(bubn te).

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 21

Approaches to Visions for Change

» Leader-developed vision
» Leader-senior team-developed vision

« Bottom-up visioning

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 22



Your Thoughts on Organizational Vision

 How do you think an organization should go
about developing a vision? Bottom up? Top

down?

* To whom should it be communicated? How

should it be communicated?

 When does an organization need to consider or
revisit its vision?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub.

Value of a Vision Is to Guide Behaviour

23

Good visions are:

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub.

Clear, concise, easily understandable
Memorable

Exciting and inspiring

Challenging

Excellence-centered

Stable but flexible

Implementable and tangible

24



Why Is It Necessary to Have a Vision?

* Avision enhances performance measures

* |t promotes change and provides a basis for a
strategic plan

* |t motivates individuals and facilitates
recruitment

* |t establishes a context for decision making

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 25

What Is a Useful Vision?

* A useful vision focuses on the future
 Vision integrates three factors:

* Mission What business are we in? What’s our
reason for being and our fundamental values?

« Strateqy How are we to achieve our mission
and our competitive advantage?

* Culture The enactment of who we are in our
values, beliefs, rituals, etc., relative to
ourselves, our coworkers and our clients

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 26



Why Do Visions Fail?

« Senior management’s walk doesn’t match the talk

« Ignores needs of those putting it into practice

* Unrealistic expectations develop that can’'t be met
« Lacks grounding in the reality of the present

« Either too abstract or too concrete

» Lack of creative input

* Poor management of participation

« Complacency—no sense of urgency

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 27

The Vision Trap

« Watch for vision creep

» Get back to basics:
» Language people can identify with

« Language people can do something with
and focus upon

 Vision that engages and energizes and is
not abstract and ambiguous

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 28



“Handy-Dandy Vision Crafter”

We Strive to be the...

(Premier, Leading, Pre-eminent, World-class, Dominant, Best of
Class)

Organization in Our Industry. We Provide the Best...

(Committed, Caring, Innovative, Expert, Environmentally friendly,
Reliable, Cost-effective, Focused, Diversified, High-Quality, On
Time, Ethical, High value added)

(Products, Services, Business Solutions, Customer-Oriented
Solutions)

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 29

“Handy-Dandy Vision Crafter” (cont.)

To...

(Serve Our Global Marketplace; Create Customer, Employee and
Shareholder Value; Fulfill Our Covenants to Our Stakeholders; Exceed
Our Customers’ Needs; Delight our Customers)

Through...

(Committed, Caring, Continuously Developed, Knowledgeable,
Customer focused)

Employees in this Rapidly Changing & Dynamic...

(Industry, Society, World)

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 30



Organizational Vision and Change Vision

« The approach to vision crafting remains the same
but the focus shifts and becomes more specific
around the particular change you have in mind

« The change leader’s goals are advanced when
they develop or facilitate the development of a
compelling change vision that appeals to groups
critical to the change initiative and effectively
communicate it to them

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 31

Save the Children

Vision for Its “Survive to 5” Program

Save the Children, World Vision, UNICEF and other not-for-
profits, have taken up the challenge posed by the World Health
Organization, to reduce child mortality by two-thirds, by 2015.
Mortality rates had been reduced by 41% between 1990 and
2011, but the refugee crises that have been created by wars
and environmental disasters were complicating efforts, giving
rise to a call for the United Nations for a redoubling of efforts.

We believe all children should live to celebrate their fifth birthday.
The Survive to 5 campaign supports Millennium Development Goal 4:

» To reduce child mortality by two-thirds by 2015 and save the lives of
over 5 million children under 5 who are dying of preventable and
treatable diseases.

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 32



Tata’s Vision for the Nano

« Ratan Tata’s 2003 Vision to his engineering team, led by
32-year-old star engineer Girish Wagh:

Create a $2,000 “people’s car.” It has to be safe, affordable,
all weather transportation for a family. It should adhere to
regulatory requirements, and achieve performance targets
such as fuel efficiency and acceleration (tang téc).

The Result: The Nano. 50 miles per gallon and seats five.
At $2,500—Ileast expensive car in the world when launched.

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 33

Change Vision for the Procurement System in a
Midsize South African Manufacturer

» We believe providing reliable and cost-effective procurement services is
critical to the future survival and success of our organization.

+  We will develop and deploy a computer-based process that provides
accurate and repeatable information to procurement so that those involved
will be able to eliminate purchasing errors, and make more knowledgeable
purchasing decisions.

* Through these actions we will reduce costs and increase the profitability and
effectiveness of the organization.

» This change will completely eliminate rework on the bill of material, and will
enhance the effectiveness and efficiency of the procurement process,
quoting and planning phases.

*  We will know we have succeeded in bringing this change to life by the
measures we use to track progress, including error rates, costs, time
savings, and user satisfaction.

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 34



Change Vision for “Reading Rainbow”

* In 2014, LeVar Burton used the crowdsourcing website “Kickstarter” for a
campaign to raise $5 million. The short-term change vision is to work
together to bring back the “Reading Rainbow” show to PBS, and provide free
access to 7,500 classrooms.

» The broader vision is to leverage the existing free Reading Rainbow app and
make its existing and future content available for free, to each and every web
connected child, by developing a web-enabled reading rainbow for the
home, create a classroom version with the tools teachers need, and
subsidize the cost so it is available to schools for free

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 35

Toolkit Exercise 4.2

Developing the Background to Understand the
Need for Change

1. Consider an organizational change that you are familiar with.
What data could help you understand the need for change?

2. Have you:
a) Made sense of external data?
b) Made sense of the perspectives of other stakeholders?
c) Assessed your personal concerns and perspectives that might
affect your judgment concerning the change?
d) Understood and made sense of the internal data?
e) What else would you like to know?

3. What does your analysis suggest to you about the need for
change?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 36



Toolkit Exercise 4.3

Writing a Vision for Change Statement

Think of an organization you are familiar with that is in need of
change. If you were the change leader, what would be your vision
statement for change?

1. Write your vision statement for the change you are striving for.

2. Evaluate your vision. Is it:
e Clear, concise, and easily understood?
Memorable?
Exciting and inspiring?
Challenging?
Excellence-centered?
Stable and flexible?
Implementable and tangible?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 37

Toolkit Exercise 4.3
Writing a Vision Statement (cont.)

3. Does the vision promote change and a sense of direction?

4. Does the vision provide the basis from which you can develop
the implementation strategy and plan?

5. Does the vision provide focus and direction to those who must
make on-going decisions?

6. Does the vision embrace the critical performance factors that
organizational members should be concerned about?

7. Does the vision engage and energize, as well as clarify? What is
the emotional impact of the vision?

8. Does the vision promote commitment? Are individuals likely to
be opposed to the vision, passive (let it happen), moderately
supportive (help it happen), or actively supportive (make it
happen)?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 38



Toolkit Exercise 4.3

Increasing the Value of a Vision Statement

Assess the vision against the following:

1. Is there consistency between the words and actions of senior
management and the vision?

2. Does it pay attention to the needs of those who will put it into
practice?

3. Are expectations related to it challenging but realistic?

4. s it grounded in the reality of the present?

5. Is it neither too abstract or too concrete?

6. Was it forged through an appropriate combination of
synthesis and imagination?

7. Was there sufficient participation and involvement of others?

8. Does implementation contain a sense of urgency and

measurable milestones?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 39

Toolkit Exercise 4.4
Combining the Need for Change and Vision for Change

Think of an organization in need of change:

1. What is the gap between the present state and the
desired future state?

2. How strong is the need for change?

3. What is the source of this need? Is it external to the
organization?

4. Is there tangible evidence (e.g., crisis) of the need for
change?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 40



Toolkit Exercise 4.4

Combining Need for Change and Vision for Change (cont.)

5. If the change does not occur, what will be the impact
on the organization in the next two to six years?

6. What is the objective, long range need to change?
7. Return to the change vision statement developed in
Exercise 4.3. Does it capture a sense of higher
order purpose or values that underpin the change

and communicate what the project is about.

8. Explain how the vision links to the need for change.

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 41

A Checklist for Creating the Readiness for Change

v" What is the objective need for change? What are the
consequences to the organization of changing or not
changing? Are people aware of these risks?

v" Are members aware of the need for change? Do they
feel the need for change or do they deny its need?
How can they be informed?

v Individuals are motivated toward change when they
perceive the benefits as outweighing the costs. Do
they see the benefits as outweighing the costs?
What can you do to ensure this is the case?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 42



A Checklist for

Creating the Readiness for Change (cont.)

v If individuals believe the benefits outweigh the
costs, do they also believe the probability of
success is great enough to warrant the risk
taking and needed investment of time and
energy?

v" Are there other alternatives that are more
attractive to them? What is it about their costs,
benefits, and risks? How should these
alternatives be addressed by the change leader?

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 43

« Change occurs when there is an understanding of the
need for change, the vision of where the organization
should go, and a commitment to action

» Change leaders need to address the question “Why
change?” and develop both a sound rationale for the
change and a compelling vision of a possible future.

« To develop the rationale, you need to do your homework!
Careful assessment is used to understand and
communicate the need for change and the organization’s
readiness for change. The motives and interests of key
stakeholders forms part of this assessment.

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 44



Chwong 3:
THUC HIEN SU THAY POl
TO CHUC

MUC TIEU HOC TAP

Giup sinh vién nam bat duwoc cac kién thuc:

« Vi sao cac du an thay dbi that bai?

« Céc md hinh co ban trong quan trj thay doi to
chirc

« Cac van dé can lwu y trong 1ap ké hoach thay
doi



Thao luan

Piéu gi lam nén thanh cong cla mét dw an thay
doi va doi moi?

Piéu gi can tré hodc gay nén that bai cho mot
dw an thay dbi va déi mai?

Breaking The Blocks

Corporate culture tied with funding as the biggest obstacles to
corpomemnovatloneﬁom

Insufficient access to |
Information -nldm |
% of respondents




Cac nguyén nhan khién qua trinh
thay ddi that bai - Kotter (1995)

1. Thiéu cdm nhan mét sw cap bach (urgency)
2. Thiéu mét lién minh dan dat sw thay doi
(quiding coalition)

3. Thiéu mét sy chia sé vé tam nhin (shared
vision) doi v&i sy thay doi: vi tri ctia TOI trong va
sau khi thay dbi sé & dau?

4. Thiéu giao tiép vé sw thay dbi
(Undercommunication)

5. Khéng loai bd dwoc hét nhirng tré ngai dbi voi
thay dbi (obstacles to change)

Cac nguyén nhan khién qua trinh
thay ddi that bai - Kotter (1995)
6. Thiéu hoach dinh mot cach hé thong dé

tao’nén va ghi nhan nhirng thanh tich
ngan han (short-term wins)

7. Tuyén bb thang loi qua sém!

8. Khong gan két sw thay dbi véi van hoa
DN



M6 hinh 3 giai doan thay doi ciia Kurt Lewin

Unfreeze
Change Refreeze

(Ra dong, (Thyc hién (Lam dong
pha vo sw thay dbi) lai)
déng curng)

M6 hinh 3 giai doan thay ddi cla

« R& déng — bat dau

— La giai doan ma ngw@i lao dong trong to chirc can nhan thay
dwoc nhu cau thay doi to chirc — chung ta muon thay doi cai
gi?

— Can toi thiéu hoa sy khang cw, t0 chirc can cé nhirng no Iy
nham pha v& sy déng crng cua hién trang (reduce resisting
forces) - dung ky thuat phan tich trwong lwe (Forcefield
analysis)

— Cac cach thuec:

« Tang cwdng ap lwe thic day viéc thay dbi hién trang, doé 1a nhivng
ap lwc nham hwéng hanh vi cdia nhan vién ra khéi trang thai 6n dinh
hién tai

« Gidm nhirng can tré dbi véi sy thay dbi.

« Can thu hat sy cam két va Gng hd, tham gia tich cwc clia cac bén
lién quan, lam ndng bau nhiét huyet cua moi nguoi trvdc sw doi
maol.



The force field concept

» Work practices represent a Quasi-
Stationary Equilibrium (QSE) resultant of
driving and restraining forces.

+ Attempts to increase driving forces will
increase tension and higher levels of
aggressiveness and emotionality.

M6 hinh 3 giai doan thay doi cua
Kurt Lewin
* Thyc hién thay doéi (or moving)

— T6 chirc trién khai thwe hién cac hé théng
van hanh m¢&i, phwong phap moi.

— Té chire can giup cac thanh vién té chirc
hoc hédi cac ky nang, quan niém mai dé ap
dung vao thwc hién thay dbi.

— Thay déi can dwoc thwe hién theo ké
hoach, trong th&i gian ngan, nhanh va gon.
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M6 hinh 3 giai doan thay ddi cla

Kurt Lewin
* Refreezing — lam déng lai

— Cung cb, tdng cwdng tich cwe nhirng két qua
dat dwoc dé thac day viéc lam quen cac ky
nang mdi, kién thirc ma&i, phwong phap maoi
vao cOng viéc (vd khen thuwdng, déng vién,...).

— Danh gia, theo déi va diéu chinh (néu can thiét)
dé dam bao rang nhirng cach thirc méi duwoc
dinh hinh thanh thoi quen (evaluation to ensure
new ways habitualised).

1

Criticisms of Lewin’s model

« Planned approach is seen as too simplistic and mechanistic
(Dawson, 1994; Garvin, 1993; Kanter et al., 1992; Nonaka,
1988; Pettigrew, 1990a, 1990b; Pettigrew et al., 1989; Stacey,
1993; Wilson, 1992),

* Lewin’s work is only relevant to incremental and isolated
change projects (Dawson, 1994; Dunphy and Stace, 1992,
1993; Harris, 1985; Miller and Friesen, 1984; Pettigrew, 1990a,
1990b),

* Lewin’s stands accused of ignoring the role of power and
politics (Dawson, 1994; Hatch, 1997; Pettigrew, 1980; Pfeffer,
1992; Wilson, 1992),

* Lewin is seen as advocating a top-down, management-driven
approach to change (Dawson, 1994; Kanter et al., 1992;
Wilson, 1992).

12



Why transformation efforts fail?
(Kotter, 1995)

Unfreszing Changing Refreszing

* Not communicating a + Not creating a vision * Quitting before change
sense of urgency + Not communicating the is finished
+ Not forming a guiding vision * Not making changes
coalition + Not empowering others part of the organizational
to act on the vision culture

* Not planning for and
creating short-term wins

Sawrces: 1. R Kotter, "Leading Change: Why Transformation Efforts Fail," Sanard Susiness Ravien,
March=April 1995, pp. 59-87; and C. Williams, A. Z. Kondra, and C. Vibert, Adanagement(Toronto:
MNelson Canada, 2004), p. 315.

Kotter’s Eight-Stage Process (MO hinh tién
trinh 8 giai doan cua John Kaotter)

https://www.youtube.com/watch?v=I-NRQRygLRE



Kotter’s Eight-Stage Process (M6 hinh tién

trinh 8 giai doan cua John Kotter)
1. Establishing a sense of urgency (tao tinh cap bach)

2. Creating a guiding coalition (thanh 1&p nhém dan dwdng)

3. Developing a vision and strategy (phat trién tdm nhin va
chién lwoc)

4. Communicate the change vision (truyén théng/truyén dat vé
tam nhin thay dbi)

5. Empower employees (trao quyén cho nhan vién hanh déng
theo tam nhin)

6. Generate short-term wins (tao nhirng thang loi ngan han)

7. Consolidate gains and produce more change (Cung co két
qua va tao thay déi méi)

8. Anchor the new approaches in the culture (tao_tw duy thay
doi tr())ng van hoa to chic — gilr cho sy thay déi dwgc bén
vwng 15

!Huyen Hoa !O CHU’C - ‘rans‘ormlng

your organisation

1. Establish a sense of urgency (tao tinh cap bach)

— Examine the market and competitive realities (danh gia
thwe trang thi tredng va maéi trwdng canh tranh) .

— ldentify and discuss crises, potential crises, or major
opportunities (nhan dién va thao luan_cac nguy co, khing
hoang va nhi*ng co hdi va nguy co’ tiém nang).

— Hanh vi m@i: Moi nguoi bat dau khao nhau: “Nhanh Ién,
chung ta can thay doi”.

2. Form a powerful guiding coalition (thanh lap nhém dan
dwdng hay xay dwng doi tién phong)
— Assemble a group with enough power to lead the change

effort (thanh Tap mét nhdm cd du sirc manh dé dan dat sw
thay daéi I&n nay).

— Encourage the group to work together as a team — Khuyén
khich nhdm lam viéc an y v&i nhau.

16



Tam nhin va truyén dat -Vision and
communication

3. Develop a vision and strategy (Phat trién tdm nhin va chién
lwoe)
— Tao ra tdm nhin dé giup dinh hwéng cho sw thay ddi - Create a
vision to help direct the change effort.
— Phat trién cac chién lvoc nham dat dwoc tdm nhin d6 - Develop
strategies for achieving the vision.
4. Communicate the change vision — truyén dat tam nhin thay
doi
— S dung moi cach cé thé dé truyén dat tdm nhin va chién lvoc
ma&i - Use every vehicle possible to communicate the new vision
and strategies.

— Hudéng dan cach thirc thwe hién cac hanh vi mai thong qua hinh
mau cla nhém dan dwong - Teach new behaviours by the
example of the guiding coalition.

17

Trao quyén va nhirng thang loi ngan han -
Empowerment and short-term wins

5. Empower others to act on the vision (trao quyén cho ngudi khac
hanh déng vé tam nhin)
— Loai bd cac can tré thay dbi - Get rid of obstacles to change.
— Thay déi cac hé thdng hay c4u tric 1am anh hwéng tdm nhin - Change
systems or structures that serlously undermine the vision.

— Khuyen khich cac y twdng, sang kién, hanh déng tao bao, chap nhan
rdi ro - Encourage risk taking and non-traditional ideas, activities and
actions.

6. Create short-term wins (tao ra cac thang loi ngan han)

— Tao ra nhitng théng loi/cai tién dé& nhan thay, nhirng théng loi ngén han
dé moi nguoi dé dat dwoc két qua - Plan for visible performance
improvements.

— Nhan dién, khen thwédng ddng vién nhirng ca nhan lam nén thang loi
do - Recognize and reward employees involved in improvements.
— Phat déng cac cudc thi dua.

18



onsolidate ana insttutionallZze —

cuing cb va thé ché hoa

7. Consolidate improvements and change (cting c6 tién bd va duy tri
da phat trién)

— Tan dung co hdi sy tin twdng/tin nhiém gia tang dé thay ddi hé
thong, cau truc va cac chinh sach khéng phu hgp véi tam nhin maéi -
Use increased credibility to change systems, structures and policies
that do not fit the vision.

— Tuyén, thang tién va phat trién cac nhan vién thwc hién tdm nhin -
Hire, promote and develop employees who can implement the
vision.

— Lam méi tién trinh v&i nhivng dw an méi - Reinvigorate the process
with new projects.

8. Anchor the new approaches in the culture (tao tw duy thay doi
trong van hoa to chtrc)

— K&t ndi nhirng hanh vi méi véi sy thanh cong cla t6 chirc, chuyen
hoa nhirng hanh dong dung dan, phu hop thanh cac hanh vi, van
hoa cua cong 3/ Articulate the connections between the new
behaviours and corporate success.

— Phat trién cac phwong tién d& ddm bao sw ké thira va phat trién kha
nang lanh dao cho nhirng déi twong cé kha nang va trach nhiiém
trong qua trinh thay déi do Develop means to ensure leadership 19
development and succession.

Three criticisms of the model

« Kotter’'s model implies that change is a
sequence of events that if managed
correctly guarantees success.

 Very top-down and difficult to change
direction once started (flexibility issue).

In practice stages often overlap and re-
order.

20



Duck’s 5-stage change curve - The Change
Road Map — “The road z.%
ahead is full of landmines.”

Confurers, Cuasnes
FAwvRes &
MINR Svccissis

v
STAGNATION PRepaRATION lmeuemﬂ"‘ PETERMNATION

MoRALE & coONFIpeNCE

FRUITION
SREANIIATION 1§ LEAPERS ENGAGE I -
e Bk, % oMM, 6049 jﬁ

T \ t
The Change Monster by Jeanie Daniel Duck, Crown Business, 2001 (lllustration
by Gene Mackles)
The nature of change unfolds in a series of dynamic but manageable phases that
require preparation

21

The Change leadership Model — M6 hinh lanh dao
thay ddéi (Corporate Leadership Council, 2007)

Goal: Building commitment to change — xay dwng cam két voi
thay doi

* 3 phases — 3 giai doan:

— Inform Phase — giai doan hinh thanh: creates the foundation
for gaining employee commitment — tao nén tang dé dat dwoc sw
cam két ttr nhan vién. It consists of — bao gdm:

» Contact — The earliest moment when employees or individuals
learn of the change

* Awareness — The stage when the individual or employees
realize that change will take place

» Understanding — Employees demonstrate that they comprehend
the nature and rationale of the change and what is expected of
them.

22



The Change leadership Model
(Corporate Leadership Council, 2007)

« Educate Phase — giai doan giao duc/hoc hoi: Employees learn how the
change will directly affect them and their current routines. It is critical at this
stage to communicate information that highlights the benefits of the change.
Two commitment stages:

— Positive Perception (cam nhan tich cu'c)—Employees develop a positive
mentality toward the change.

— Adoption (chap nhan) —Employees have been exposed to the change long
enough to understand the worth and impact of this change on the organization

« Commit Phase — giai doan cam két: Implementation occurs during this
phase. Employees adjust to the change as it becomes a part of their daily
work. Two stages:

— Institutionalization (thé ché hoa) —The change proves durable and permanent
and has been formally adopted into the routine operations of the company.

— Internalization (ndi tai hod) —Employees are highly committed to the change
because it aligns with their personal interests, goals, or value systems

23

!unp!y an! !lace

situational model of change (M6 hinh thay
doi theo tinh hudng cia Durphy & Stace)

« Scale of change » Style of leadership
(pham vi thay doi) (Phong cach lanh dao)
— Fine tuning — Coercive
— Incremental — Directive
adjustment — Consultative
— Modular — Collaborative
transformation
— Corporate

transformation

24



Four types of change strategies

Participative Evolution: refers to
incremental change through collaboration

Forced Evolution: refers to directive
incremental change

Charismatic Transformation: used to
describe large-scale collaborative change

Dictatorial Transformation: describes
large-scale coercive change programmes

25

A typology of change strategies and conditions for use

Authoritative

Participative

Incremental change strategies Transformative change strategies

Forced evolution Dictatorial transformation

Use when organisation is in fit Use when organisation is out of fit,
but needs minor adjustment, or there is no time for extensive
is out of fit but time is available participation and no support for

and key interest groups oppose change, but radical change is vital
change. to organisational survival and

fulfilment of basic mission.

Participative evolution Charismatic transformation

Use when organisation is in fit Use when organisation is out of fit,
but needs minor adjustment, or there is little time for extensive

is out of fit but time is available participation but there is support for
and key interest groups favour radical change within the

change. organisation.

Source: Dunphy, D. and Stace, D. (1990: 90) Under New Management. NSW: McGraw- -
Hill



Weaknesses of situational model

» Suggest that there is a single strategy appropriate
for regaining internal fit with the external
environment.

« Snapshot that ignores timeframe of change.
» No account of political dimension (trade unions,
negotiation) and power plays.

» Contingency approach tends to impose
unidirectional rational models on what is-a
complex and dynamic process is.

27

Beckhard and Harris’ Change Process Model

Initial Organization Analysis
Understanding the forces for and against change and the
organizational situation

l

Why Change?
Determining the need for change, determining the degree
of choice about whether to change, defining the vision

l

- Gap Analysis -«

Defining the Desired
Future State

Describing the Present
State

Y

Action Planning Assessing the present in terms
of the future to determine the work to be done

h 4

Managing the
Transition

3



The Change Path Model — Mé hinh 16i thay doi

Acceleration — sw tang

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 29

Components of the Model — Cac yéu t6 ciia mé hinh

« Awakening: Why change? What data helps to wake people
up? (Tai sao can thay doi? D& liéu nao co thé thuc moi ngu o
thay doi?)

* Mobilization: Gap analysis—the desired future state and the
present state (Phan tich khodng cach — trang thai mong muén
twong lai va trang thai hién tai)

» Acceleration: Getting there from here—action planning and
implementation (Tl day dén do — ké hoach hanh dong va
thwe hién nhw thé nao)

 Institutionalization: Monitoring, measuring the change, and
helping to make the change stick (giam sat, do lwdng sy thay
doi va giup moi thir thay doi dung theo dinh hudng)

Deszca, Ingols & Cawsey, Organizational Change: An Action-Oriented Toolkit, 4th ed.. © 2020 SAGE Pub. 30



Mot so yeu to can quan tam khi lap ke
hoach thay doi

Ly do can thay déi la gi? Nham gidi quyét nhirng van dé gi?
Cac muc tiéu clia viéc thay doi (do Ban GD dat ra), can diéu
chinh gi cho phu hgp thuyc té

Nhiing nhém, b phén, phong ban nao lién quan dén ke
hoach thay doi va cac ca nhan, nhém sé bi anh hwéng nhw
thé nao

Céc nhu cau (huén luyén, dao tao, trao dbi thong tin,...)
Théng tin vé nhirng thay dbi sé dwoc dwa ra nhu thé ndo
Nhirng phan rng/khoé khan/han ché va ngudn lwc co thé sk
dung

U'&c tinh chi phi

Thei gian cu thé cho tirng giai doan thay doi

31

BAI TAP NHOM 1

Interview a Manager — Phéong van nha quan tri

< Phéng van 1 giam déc/nha quan tri ma da tirng co
kinh nghiém trong thwc hién sw thay déi t6 chirc.

< Hoéi ho mé ta sw thay déi, nhirng yéu té thuc day
thay doi,

<+ Nha quan tri/lanh dao da lam gi dé thwc hién thay
doi? Va diéu gi da xay ra? Ho da thuyét phuc
nhirng ngwoi khac nhw thé nao? Nhirng nguén
Iwc nao dworc str dung?

% Co6 sw khang cw vé&i thay doi khéng? HO da lam
gi?

% M6 ta nhirng diéu gi da dworc thay doi. Tai sao? Va
két qua cua thay doi la gi?

32




BAI TAP NHOM 2

BAI TAP NHOM 3




BAI TAP NHOM 4

Chon 1 cha dé THAY DOI — cha dé lién quan dén

nhivng han ché/van dé/théi quen chwa tot cia ban

han can phai thay doi

Lap ké hoach thay d0| trong doé trinh bay chi tiét:
Panh gia mdirc dd san sang thay déi cia nhém

- Panh gia mirc d6 cam két thay déi cia nhém

- Xac dinh cac rao can (cac lwc can tré) dén sw thay
déi theo cha dé da xac dinh

- Xac dinh cac yéu t6 thuan loi (cac lwc thac day)
dén sw thay déi theo chu dé da xac dinh

- Cac phwong an giam cac lwc can tré, gia tang luwc

thuc day

. Bau chon ngwoi dan dat cudc thay déi cia nhém,

xac dinh tdm nhin thay déi va cac bwéc thwe hién

thay doéi cua nhém.




Chwong 4:
Khang cw v&i sw thay doi

Muc tieu cua chwong

Giup sinh vién:

- Hiéu dwoc tai sao can quan tam dén
khia canh con nguoi trong sw thay doéi to
chirc.

- Nam bat dwoc cac phan rng khang cw
cla nhan vién trwdc sw thay doi td chire
- Cac cach thirc va mé hinh quan tri voi
phan rng trwdc s thay doi.




“My organization is good at managing the
“people” side of change initiatives” (Té chirc cua
t6i thwc hién tét viec quan tri thay doi lién quan
dén khia canh con ngui)

ﬂl\nl\
YO /0 \
24%
\20%
10%
8%
2%
0 T T T T T 1
Strongly Disagree Neutral Agree Strongly Don't Know
Disagree Agree & N/A

Ngudn: www.change-management.com

www.hce.edu.vn

Lwu y rang Quan tri thay déi khéng
chi la:

e Quan tri khia canh “ky thuat” cua sw
thay déi

e Cac ké hoach giao tiép, truyén théng

www.hce.edu.vn



3 giai doan clia thay doi: Con nguoi trai
nghiém sw thay doi nhw thé nao

Current Transition Future
State (giai State (giai State (giai
doan hién doan doan

tai) chuyén twong lai)
tiép)

www.hce.edu.vn

Giai doan hién tai

Nhan vién (bao gébm cé quan ly) thwéng thich
giai doan hién tai hon, vi day la cai ho da quen
thudc

Current Transition Future
State State State

Do not underestimate the power of “comfort” with how things are
today

www.hce.edu.vn




Giai doan twong lai

Giai doan twong lai la chwa rd cho nhan vién;
liéu nd sé tét hon hay t6i t& hon?

This is where Project teams “live”

Current Transition Future
State State State

www.hce.edu.vn

Giai doan chuyén tiép

Giai doan chuyén tiép dé tao ra cac stress va su

lo ldng

Current Transition Future
State State State

www.hce.edu.vn




Quan tri thay doéi thanh céng phai giai quyét
dworc tot ca 2 khia canh ky thuat va con nguwei

Giai phap dworc thiét ke,
phat trién va trién khai
mot cach hiéu qua (Khia
canh ky thuat)

+

Giai phap dwoc bao
quat, tiép nhan va s
dung moét cach hiéu qua
(Khia canh con ngwoi)

Transition

= THAY POl THANH CONG

www.hce.edu.vn

Quan tri thay doi thanh céng yéu cau 2
khia canh:

hia canh ca nhan Khia canh t6 chirc
e Moi ca nhan cé e Cac cdng cu va cach

thé thwc hién thirc nao ma toé chirc
thay déi thanh c6 thé thwc hién dé
céng bang cach giup cac ca nhan
nao? thwe hién thay doi

thanh cong?

www.hce.edu.vn



Tai sao khia canh con ngwoi lai quan
trong?

- Cach thire thay déi ctia cac té chirc khac nhau vi cé

nhirng con nguwoi, phong cach, va van hdéa khac nhau

(Armenakis et al., 2002; Nauheimer, 2004; Ford and

Greer, 2005).

- Sy thanh céng hay that bai cla sw thay ddi trong to

chtrc tuy thudc vao nhirng dong gop dac biét cua

nhirng ngwoi tham gia (Doorewaard & Benschop,

2003).

- Nhan sw khéng chi 1a yéu té dau vao cda qua trinh
thay d&i ma con anh hwédng dén nhivng yéu td dau
vao khac (nhw muc tiéu, tai chinh, trang thiét bj,...)

www.hce.edu.vn

HAO LUAN: PHAN UNG VO THAY DOl

- Anh/chij sé phan (rng nhw thé nao néu thay doéi
khién cho anh/chi phai lam thém viéc ma lwong
thi van nhw cii?

www.hce.edu.vn



HAO LUAN: PHAN NG VOl THAY BOI

Cobng ty cta ban dang phat ddng mét chwong trinh
hanh déng ma&i co tén goi “Khach hang 1a trén hét”. Ban
giam déc nhan manh rang nhiém vu méi nhan vién 1a
phai tich cwc hon trong viéc tim hiéu, quan tam dén
khach hang. Céng ty sé td chirc hoi thdo van dé nay va
y&u cau moi ngwdi tham gia.

Nhom clia ban khéng cé nhiéu co hdi tiép xuc truc tiép
v&i khach hang. Hay twéng twong rang trudc khi
chwong trinh bat dau, ban di néi chuyén véi cac nhan
vién trong nhdm dé thdm do phan &ng ctia ho. Cac
nhan vién sé ndéi gi? Hay viét ra 2 cau ma ban nghi rang
ho sé bdc 10 khi néi chuyén vaoi ban.
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CAC HINH THUC PHAN UNG VOl SY
THAY DOI

Resistance (Khang cw)

Overt (c6ng khai, VD dinh cb6ng)
and covert (khdng cong khai —
ngam, VD thiéu dong lwc, sé lam
viéc duwdi kha nang, tam ly makeno)
T6 chire

Nhém

Ca nhan
Cynicism (hoai nghi)
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CAC HINH THU'C PHAN I’NG VOI SU THAY DPOI

Im lang
Chap nhan thwce hién
] P W : : *\)ﬁ-e
Bang long ngam R 2
R&i bd t6 chirc 2
-— ~\\

www.hce.edu.vn

S KHANG CV LA GI?

Hanh vi nham duy tri trang thai hién tai\—\\

Behaviour directed toward maintenance of the
status quo (King & Anderson, 1995)

La mot van dé ‘nam trong mat clia nguwdi nhin’ -
An issue ‘wholly in the eye of the beholder’ (King
& Anderson, 1995)

Sy khang cy c6 thé xay ra véi ca nhan vién cap
dwéi va quan ly — Ai khang cy nhiéu hon???
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Figure 8.17 - Most resistant groups

Executives and
Directors

Senior-Level
Managers

Mid-Level
Managers

42%

Frontline
Employees

Other
| | |

0 10 20 30 40 50

Percent of Respondents

© 2020 Prosdi, Inc, Source: Best Practices in'Change Management - 11th Edition
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Category %
Employee resistance 578
Leadership issues 404
Communication failure 294
Industrial relations issues 211
Skills issues 19.3
Planning issues 19.3
Culture 14.7
Financial issues 119
External interference 55
Staff rationalisation 46
Technological issues 3.7
How to conduct business during change 3.7
Psychological aspects of change 1.8
Unclassifiable 13.7

Source: R Waldersee and L. Blackstock, Organisational Change in Australia: What's
Really Happening?, (University of New South Wales, Sydney: Centre for Corporate
Change, Working Paper No. 037, Australian Graduate School of Management, 1993): 7. © 1997 Harcourt Brace & Company, Australia ACN 000 910 583
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Cac nquyén nhan khang cw véi sw
thay doi

e Thao luan:

Theo ban, nguyén nhan nao dan dén khang
cw vOi sw thay déi?

M6&i nhém liét ké 3 nguyén nhan dbi vé&i nhan
vién va 3 nguyén nhan déi v&i nha quan
tri/quan ly.
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Cac ngyyén nhan khang cw véi sw
thay doi

Nhéan vién: e Nha quan tri:

1. Chuwa nhan thirc dwoc sw 1. Mat quyén lwc va sw
can thiet thay doi kidm soat

2. Lo lang hoac dwegc théng
bao cat giam nhan sw

3. Khéng chac liéu ho ¢é du

N

Thém trach nhiém
Thiéu nhan thirc vé sw

w

Ky ning cn thit d& thanh can thiét thay déi
cong trong twong lai 4. Thiéu ky nang can thiet
4. Théi quen, bang long véi 5. Lo lang, khéng chac
trang thai hién tai chan va hoai nghi
5. Tin rang ho bj dé nghij lam 6. Vin hoa td chire

viéc nhiéu hon ma nhan lai
dworc it hon hoac lwong ko
thay doi

6. Thiéu sw hé tro va tin
twéng vao lanh dao
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RESISTANCE/ACCEPTANCE SCALE (Coetsee

1999) — thang do mirc dd khang cw/chap thuan

Commitment

Involvement

Support

Weak Acceptance *
Apathy or Indifference Compliance

Passive Resistance

Active Resistance :

Aggressive Resistance
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Khang cw v&i sw thay doi

Khang cu cé thé dwoc xem nhuw:
M6t can tré can dwoc khac phuc

M6t giai doan tw nhién trong tién trinh
thay doi
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EWIN’S 3 PHASE MODEL — MO HIiNH
3 GIAI POAN CUA LEWIN

A
ng thai khao khat/
/
/

Restraining Forces — Cac luc  /

can y 4
Trang thai l l l l l y: 7
hién tai I B

Driving forces — Cac lwc thic day
Theéi gian
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RESISTANCE AS A FORCE (Lewin, 1951)
- o -)I

Quasi-stationary Equilibrium

Driving Forces Restraining Forces
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ORCEFIELD ANALYSIS — PHAN
TICH MIEN PONG LUC

brces for Change Forces against Change

creased «—— Labour contract

ompetition )

-

A

N

gupervritsory_. Cost of : 2
u o — - -

PP implementation | R

D

S

Top Employees fear

Management™ “— loss of jobs

THU'C HANH THEO NHOM
PHAN TiCH MIEN PONG LUC

Lay vi du vé mot s thay d6i mong muon
trong nhdm ban hoac s thay doi tai 1
cong ty/to churec

Chuan bj va trinh bay mot phan tich mién
dong Iwc (forcefield analysis)

Chuan bj va trinh bay mét ké hoach hanh
dong co ban cho sw thay doi (gia tang lwc
thuc day va giam lwc can tro).




RESISTANCE AS A NATURAL STAGE

(Scott & Jaffe, 1989)

External Environment
|

Denial Commitment
).

Future

Resistance

Exploration

Y
Internal /Self
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A NATURAL STAGE

1. DENIAL

“How good things were
in the past”
“They don’t really mean it.’
“It can’t happen here.”
Numbness
Everything as usual attitude
Minimising
Refusing to hear new information

4. COMMITMENT
“Where am | headed?”
Focus

Teamwork

Vision

Cooperation

Balance

3. EXPLORATION
2. RESISTANCE “What'’s going to happen
Anger S t‘."' LT ibiliti
Loss and Hurt eeing possibilities
Stubbornness — I(';::‘rgs'"g el
Com.plain.ing Clarifying goals
Getting Sick Seeking resources
Doubting your ability Exploring alternatives
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5TRATEGIES FOR HANDLING
RESISTANCE — CAC CHIEN LUQOC GIAI
QUYET SU KHANG CU

lucation and communication — giao duc va thong tin
lyén truyén

articipation and involvement — kéu goi sy tham gia
Facilitation and support — thuc day va hé tro

Negotiation and agreement — thwong thuyét va thod thuan
Manipulation and co-potation — 16i kéo/van ddong va két
nap

Coercion — bat budc

Rewards - Bong vién: khen thwdng nhirng thai d6 va hanh
vi tich cwc v&i thay doi

Video: https://www.youtube.com/watch?v=LHhIH2baBok

STRATEGIES FOR HANDLING
RESISTANCE — CAC CHIEN LUQOC GIAI
QUYET SU KHANG CUV

D: Can c vao nhu cau san xuét, Ban giam dbc quyét
dinh trang bi thém cho nhém ctia ban moét sb thiét bi méi
nham tang hiéu qué cdng viéc. Theo ké hoach, thiét bj sé&
dwoc dwa vao st dung trong thang sau. Diéu ma ban
quan tam la cac thanh vién trong nhém sé phai thay doi
cach lam viéc, hoc cach s dung thiét bi méi nhwng déng
th&i phai duy tri ndng suét lao déng trong subt giai doan
chuyén tiép.

Ban quyét dinh wu tién hang dau la viéc giup moi ngu o
hinh thanh suy nghi tich cwc vé sw thay dbi nay.

Ban dung phwong phap nao dé thwc hién diéu nay? Hay
trinh bay mot cach ngan gon.
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Don’t resist Resistance

esistance is:
Inevitable
A natural function of change
Manageable
Resistance is NOT:
A sign of disloyalty
To be taken personally
A sign that change project is out of control

Utility of resistance:
Encourages dialogue
Questions the nature of the change and its timeliness
May generate more effective solutions
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ADKAR is useful for individual change
management —~ADKAR la m6 hinh hiru
ich trong quan tri thay doi ca nhan

Awareness

Desire

Knowledge

Ability

Reinforcement
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ADKAR

ADKAR is based on basic human truths that are
present even in the absence of change.

Awareness of surroundings and self.

The need to have control over our life.

A quest for growth and knowledge.

A hope to make a meaningful contribution.

The need to be recognized and appreciated.
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ADKAR

Awareness of the need for change (why).

Desire to support and participate in the
change (our choice).

Knowledge about how to change (the
learning process).

Ability to implement the change (turning
knowledge into action).

Reinforcement to sustain the change
(celebrating success).
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The ADKAR Model

Awareness of the need for change.
The nature of the change.
Why is the change happening?

What is the risk of not changing?
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The ADKAR Model

Find
purpose
Deal with -
Live
Lack challenges and dreanS

self-confidence probiems

Fear Learning Growth

Zone Zone Zone
Find

excuses Acquire

\" new skills Set new
\ Be affected by goais
“others’ opinions
Extend your
comfort zone Conguer

objectives
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The ADKAR Model

Desire to support the change.
Cau héi: Cac t6 chire can lam gi dé gia
tang sy khao khat/mong mudn thay doi
cla nhan vién?

Leuy: (DxV)+F>R
Personal motivation to support the change.

Organizational drivers to support the
change.

The ADKAR Model

nowledge on how to change.
Understanding how to change.

The details of what to do.




The ADKAR Model

Ability to implement new skKills.

Demonstrated ability to implement the
change.

The ADKAR Model

einforcement to sustain the change.

Recognition, rewards, incentives, realized
benefits.




Not Everyone Changes ]
at the Same Pace (Khéng phai tat ca moi
ngwoi thay doi & téc dd nhw nhau)

w. | Desire | Knowl | ility emet
w | eeeee | w | Abilit | einforcement |
| eeeeeeeee | eeeeee | eeeeeeeee | Ability | Reinforcement |
Awareness Des Knowledge | Ability Reinforcem
| | Desire | Knowledg ility eme:

e |
Perso w ness|Dnslrn| Kn g ility ome!
P | w | Desire | bility |
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Create ADKAR Profile
for Each Employee —
Tao ho so ADKAR cho mdi nhan vién

Employee A D ‘ K A [ ‘ Notes/actions
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Mapping ADKAR to Change

Management Tools

Communications | ™\

Sponsor Roadmap

> Why are these channels

Training critical for change management?

Readiness Mgmt

Supervisory Coaching
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Mapping ADKAR cont.

Communications } Awareness
hese channels
enable project Sponsor Roadmap J Desire
team to facilitate \
Organization Training ) Knowledge
through phases of \
ADKAR. Readiness Mgmt ) Ability
Supervisory Coaching ] Reinforcement
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ADKAR Model

ADKAR describes the required phases that an
individual will go through when faced with
change.

ADKAR is a foundational tool for understanding
“how, why and when” to use different change
management tools.

In the absence of:

Awareness and

Desire

Knowledge and
Ability

Reinforcement

www.hce.edu.vn

You will see:

More resistance from employees.

Employees asking the same questions over and over.
Lower productivity.

Higher turnover.

Hoarding of resources and information.

Delays in implementation.

Lower utilization or incorrect usage of new processes, systems
and tools.

Employees worry if they are prepared to be successful in future
state.

Greater impact on customers and partners.

Sustained reduction in productivity.

Employees revert back to old ways of doing work.
Ultimate utilization is less than anticipated.
The organization creates a history of poorly managed change.



If the gap is: Corrective actions:

Awareness Communications by senior leaders about the business
reasons for change (why, risk of not changing, drivers of
change); Face-to-face communications with immediate
supervisors about how the change impacts them directly

Desire Look for pockets of resistance and identify the root cause,
put plans in place to manage

Knowledge Training on how to change and the skills needed after the
change
Ability On-the-job training and job aides to support the new

behaviors; Coaching by supervisors; User communities

Reinforcement™ Messages by senior leaders that the change is here to last;
Individual coaching sessions to identity gaps
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Successful Change Management

Post-implementation

Implementation
Concept and Design
Business need

Awareness Desire  Knowledge Ability  Reinforcement

Phases of a project

Required elements of change for employees
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~ CHUONGS5:
THUC DAY SANG KIEN VA
pOI M&I TRONG TO CHUC

MUC TIEU HOC TAP

- Vai tro cua lanh dao trong thuc day dm m&i va sang kién
- Co cau té chirc cua doanh nghiép dm mei

- Cac thach thirc va chién Iu’o’c thac day sw d6i moii

- Van hoa té6 chirc hwéng téi déi méi



Y u

1.1 Tam h in va vai tro lanh dao trong
viéc doi m

+ Nha phat minh: y twéng chéng lai sb déng con lai ,
* Doanh nhan: xay dt_;ng doanh nghiép cta ho thc“njg qua hanh vi ddm mao hiém
« Nha quan ly trong t6 chirc: Thach thirc cac quy tac cda tro choi

[“SU’ ctrng nhac cot I6i”}

tam nhin moi “nhiém vu” va “tdm nhin”

39 qua: Phong t‘:ach Lanh dao Quan ly
lanh dao anh hung

{ Sw phat biéu vé mét |+ Can trong: Su trong rong clia >

Tich hop - Méi quan tam vé myc tiéu, nhiém vy
« Méi quan tam vé con ngwoi

3 yéu to : ‘ guoi

lanh dao I Moi quan tam veé sw thay doi

T6 chirc phai s&n sang chap nhap ri
ro va that bai nhw la 1 co hoi aé hoc
tap - phat trién

Khéng nén nham lan gitra phong cach
lanh dao va sy cam két: ludn la tac
nhan thay déi tich cuc




1.2 Co’ cau t6 chirc ctia doanh nghiép db6i mé&i

: Céu tric té Ban chéat cua
Ly thuyet chire bi anh cac nhiém vu
hwéng dwoc thyc hién

Nhiém vu: Linh hoat trong
- it dwoc lap trinh cau truc cua

» Chira dyng nhiéu nhirng moi
bt én quan hé

[Quyétdinh “dwoc lap trinh”] —— [ Quyét dinh “khéng dwerc 1ap trinh” ]

T6 chirc hivu co T6 chirc co hoc

Moi quan hé gitva cac méi trwong
khac nhau va cac hinh thirc t6 chirc

Giam thoi gian tham nhap thi trieo'ng

D6i m&i san pham nhanh va nang cao sw déng goép
v&i khach hang

Lién két chat ché; twong tac véi ngwoi dung; thong qua phat trién
clia cac nhém; té chirc hd tro khac cho hoat dong phoi hop




Nhirng mau cau tric caa Henry Mintzberg

Cau tric don gian

Quan liéu may moéc

Hinh thwrc phan chia theo bé phan

Quan liéu chuyén nghiép
Linh hoat
Dinh hwéng — str ménh

San xuat “tinh gon” — Lean Production

. B £ - Kha nang cing
Cac dang cau “Phu hop” - Fit Trong boi canh c6 hanh vi d6i
: ma&i va nguoc lai




1.3 Dao tao va phat trién dé doi méi

Mot dic diém cét 16i lién quan dén nhirng t6 chirc hiéu suat cao Ia mirc dé ma ho cam két dao tao va

phat trién

= R

Dao tao va phat trien

. Kha nang d6i méi

Moi ngwoi dworec “Trao quyén” dé dang hon

- Phat trién “tho6i quen” hoc tap

1.4 Sw tham gia cia moi ngw®i trong déi méi

Péi méi tir . o Thay dbi Tac dong

X
| H<(PRODUCTION
PcRmRMANCE =g mmesPRODUCT: SERVICE -
SLlE T
b 111 PO A WORK eeen:
T Bl = BT
ARGET POTTEs- . > s
= ] £ 2

+ Nang suat
Chat lwvong

ORansg| <=5
| e L )—"JV \//’} |




“Hoat dong dbi m&i twong tac cao” (Hll)

PERFORMANCE

HIGH INVOLVEMENT PRA CTICE

M6 hinh 5 giai doan twong tac cao vé hoat dong déi moi

Giai doan phat trién Nhirng dic diém tiéu biéu

“Bén Chét”l nén téng Giai quyét van dé mot cach ngau nhién

Nhing nd lwc hodc céu tric khéng chinh thirc

H" Céac dot thinh thoang bi ngét quang do khong cé hoat dong va khéng co sy tham gia
Chi phéi ché do giai quyét van @& béi cac chuyén gia

Nhiing loi ich ngén han

Anh huéng khéng mang tinh chién lvgc

Céu trac Hil Nhirng nd Iyc chinh thire dé tao va duy tri HIl

St dung mét quy trinh gidi quyét van dé chinh thirc

St dung sy tham gia

Dao tao béng nhirng cong cy HIl co ban

Hé théng quan Iy y twdng mang tinh cAu tric

Hé théng nhan dang

Thuong la hé théng song song véi cac hoat dong

Hil dlnh hwé’ muc TAt ca nhirng diéu & trén, cdng thém s trién khai chinh thirc cac muc tiéu mang tinh chién luoc
Hoat déng giam sat va su do Iwdng vé HIl chéng lai nhirng muc tiéu nay

Hé thdng theo ding dong

HIl cha d@ng | trao Tatca nhl:rng diéu trén, cong véi trach nhié‘m vé co ché, thoi gian, vv, duoc Uy thac cho don vj giai quyét van dé
HIl trwe tiép mang tinh ndi bo hon la tryc tiéng huwéng ngoai

quyén C4p do cao cla sy trai nghiém

HIl nhu 1a mét cach thirc chiém wu thé clia cude sbng

Toan b kha nang HIl —

Tw dong bét géap va chia sé hoat dong hoc tap
~ a 2
SleE TR ely oy (o] el TS {1 M8i nguoi ti dong cd lién quan dén quy trinh aéi méi

BDoi méi tudn tw va ddi mei dot pha

chirc



1.5 Lam viéc nhom dé doi méi

Sw tap trung vao nhirng tiém nang cta nhirng cong viéc ddi méi & Dong lwe chinh cho xu hwéng

hwéng téi mirc dd cao ciia nhém lam viéc =& Hoat dong d6i mé&i mang tinh thich nghi

Sw Iwa chon

Viéc dau tw xay dwng nhém

Lién minh dé hwéng dan rd rang vé vai tro va
nhiém vu cta ho

Tap trung vao qua trinh quan ly nhém ciing
nhw cac khia canh nhiém vu

La két qua —
két hop

Chia sé gia tri; Quy tac chi phodi cach thirc lam viéc

XUYEN

BIEN GIOI




1.6 Van héa t6 chirc hwéng téi doi méi

“Microsoft chi c6 mét tai san I6n nhéat la kha ndng sang tao
cua con nguwoi”
(Bill Gates)

INTRAPRENEURSHIP

A WIN WIN SITllATI(lN




1.7 Xay dwng t6é chirc hoc tap

RA b Al \‘
{ i “‘;{ \)—'\
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POTENTIAL COMMUNICATION CREATIVITY

I EARNING
o e
BT BS | s

KNOWLEDGE § TRAINING f MOTIVATION

What We Believe In

THE LOSER HAS A PROBLEM
FOR EVERY SOLUTION

Albert Einstein




Tinh hudng: QUAN TRI SU THAY POI
Tai sao Thanh lai roi bé cong ty.....?

Céach day 10 nam, 1a mot sinh vién xuat sic cua truong dai hoc Bach Khoa, Thanh dugc tuyén
chon vao lam tai mét cong ty cua tong cong ty Xang dau Viét nam ngay sau khi tot nghiép dai
hoc. Thanh da gan nhu khong phai mat nhiéu thoi gian dé hoan tat cac thu tuc tuyen dung tai
cong ty X. Véi cai bang tot nghiép loai gioi trong tay, Thanh biét raing minh s& chang hé gap
kho khan gi khi di xin viéc. Mot trong nhitng Iy do ma Thanh xin vao lam tai cong ty X vi wéc
muén duoc thir sic minh trong mot tong cdng ty 16n va c6 tiéng ciia Nha nudc. Mong mudn
d6 cua Thanh dudng nhu khong hé bi gip khé khan gi trong nhitng nam dau budc chan vao
cong ty X. Sau 2 nam tap sw, Thanh dugc phan cong phu trach mot mang k§ thuét cua cong ty.
Thanh da duoc cac can bd lanh dao cong ty X va d6ng nghiép yeu mén vi su cham chi, can cu
va ludn c6 cac sang kién hay. Thanh ludn cé gang hoan thanh tét nhat cac du an k§ thuat cua
minh. Chi sau 5 ndm 1am viéc, Thanh da thuc su c¢6 dugc 1ong tin caa giam dbc cong ty X. Luc
ndy moi ngudi bat ddu xi xa0 vé su tin tréng cia giam ddc voi Thanh. Thanh dwoc xép vao
trong hang ngii can bd ké can va 1a “ngdi sao” cua cong ty va dugc phan cdng phu trach cac
phan viéc quan trong trong phong ki thuat caa cdng ty. Va chi sau 8 niam lam viéc tai cong ty,
Thanh di duoc d& bat 12 pho phong ky thuat, ngudi co trach nhiém tim toi va giam sat qua trinh
d6i mai may mac thiét bi dé tang hiéu qua phuc vu kinh doanh trong toan nganh.

Giam ddc cua cdng ty X Iudn tin twong vao sy sang tao va kha nang chuyén mon cua Thanh
nén da dé nghi véi cac cap lanh dao cua Tong cong ty vé ké hoach boi dudng va dé bat Thanh
trong nhirg nam t&i khi ma 6ng vé huu. Ong Kién - giam dbc, nguoi t6t nghiép dai hoc Bach
Khoa truéc Thanh 15 nam, da thuc su nhin thay tai nang dac biét cua Thanh trong cac dy an
mei va kho cua cong ty khi phai giai quyét cac van dé ky thuat ma tong cong ty giao cho. Hau
hét cac dé nghi ciia Thanh vé cai tién cot bom xang, cai tién cac thiét bi va thing chira xang
cling nhu céc thiét ké hé thong lién hoan bao dam an toan k§ thuat cho céc cira hang xing dau
déu duoc 6ng tng ho va tao moi diéu kién dé hoan thanh maot céch tét nhat....Thanh luén l1a
nguoi xung kich trong cdc du an ki thuat mai cia cong ty X va anh ludn 1a nguoi duoc khen
thuong dau tién trong cac ky thi dua cua cong ty va caa nganh. Tuy nhién, 6ng Kién van chua
thé d& bat Thanh giit chirc trudng phong vi truong phong ki thuat cia Thanh 1a chau cua nguoi
ban than va&i 6ng va anh ta chi 16n hon Thanh ¢6 2 tudi.

Bén canh mat chuyén mén, Thanh rat tich cuc tham gia cac phong trao thé duc thé thao cua
cong ty va doi khi anh cling gianh nhing giai thusng cao trong cac giai dau bong ban cua cong
doan ton cong ty Xang dau Ai cling nghi rang Thanh da dat dugc cac thanh tich cia minh mot
céch dé dang véi su ¢6 gang va chat théng minh von c¢é caa minh. Chang ai nghi ngo gi vé mot
tuong lai sang lan dang chd doi Thanh. Cac dong nghlep cung ltra véi Thanh doi khi cling c6
vé ghen ty voi nhitng gi Thanh dat dugc nhung chang ai ¢6 thé dua ra cac sang kién gi nhanh
va c6 hiéu gua nhu cac sang kién ciia Thanh. Cac dong nghiép méi thi né sg Thanh va chang
may ai dam lam phién, hoi han Thanh mdi khi c6 van dé khé vi lc nao ho ciing thiy Thanh
ban vui dau véi cac du &n méi va quan trong. Néu c6 ai d6 duoc cling 1am du 4n véi Thanh thi
thudng xuyén bi Thanh nhic nhé 1a cau can linh hoat hon, sang tao hon khi giai quyét chd nay
hoac khac phuc su ¢b no... Thanh luén dugc mai tham gia cac cudc hop cia ban lanh dao cong
ty va dudng nhu 1an nao anh ciing dén muon véi mot bo dang tat bat, toc tai bu xU va quan 4o
khong duoc 12 luot can then. Nhung tit ca nhimg diéu nho nhat d6 déu bi lu mo di trong cac
cudc hop cua cong ty khi Thanh duoc nhic dén nhu mot "ngdi sao sang” cua cong ty.

Do yéu cau cong tac va doi mai té chic cua tong cong ty, Ong Kién - giam ddc cong ty X di
dugc phan cong phu trach mot bo phan mei trén tong cong ty. Ong chi kip chuan bi ban giao
cong viéc trong nira thang vai mot khdi luong khong 16 cac cong viée dé 1én nhan nhiém vu



mai. Ong Hai, giam dbc ciia mot cong ty khac dugc dua vé 1am giam ddc cong ty X thay cho
6ng Kién. Khéc véi 6ng Kién, 6ng Hai khong duoc dao tao vé ki thuat nhung ong da c6 kinh
nghiém cong tac trong nganh Xéang dau hon 25 nim trong d6 ¢6 hon 10 ndgm dng dam nhan cac
chic vu pho giam dbc va giam dbc cac cong ty ¢ nhiéu ving khéc nhau trong toan qudc. Viéc
dua 6ng Hai ve lam giam dbc cua cong ty X la mot phan thuong va ciing 13 mot tha thach cudi
cling téng coéng ty danh cho éng truéc khi dng vé huu. Trong mot nui cong viéc ma ong ban
giao lai cho giam dbc Hai, dng Kién c6 nhan manh dén viéc boi dudng Thanh tro thanh cén bo
chu chét caa cong ty trong thoi gian ngan nhat...

Thanh duoc 6ng Hal maoi 1én gap tai van phong ngay trong nhiing ngay dau tién 6ng Hai nhan
chic. Tuy nhién, 4n twong dau tién cua ong Hai di véi Thanh khong may thién cam khi ong
thay trudc mat minh 13 mot can bo tré dau toc khong duogc chai chudt can than va bo quan ao
nhau nat. Ong nhd lai nhitng cau hoi ma 6ng da tu nha khi gap Thanh trong hoi nghi thi dua
toan nganh cach diy vai nim "tai sao nhitng can b gioi duoc thuéng trong nganh lai co nguoi
luém thuom nhu anh chang nay nhi? Sao giam déc cua anh ta lai c6 thé @ nghi khen thuéng
anh ta nhi?....". Chi sau vai tuan lam viéc thi 6ng Hai thuc sy cam thay kho chiu véi Thanh.
Duong nhu 6ng khong thé chiu néi khi trong cac cugc hop Thanh hat thudce 14 lién tuc va quan
a0 lIuc nao ciing xoc xéch. Mai ¢6 5 cudc hop giao ban ma Thanh da di mudn dén bén bubi hop
vi nhiing Iy do ban tiép khach hang hoic hoan thanh nét cac chi tiét ban vé....MJi lan nhu vay,
Thanh thuong voi vang va hét Hai xin 16i moi nguoi véi cac Iy do that chinh dang cho 5 phit
di tré cua minh. Moi ngudi thi binh than vi duong nhu da quen voi didu d6 chi co6 Ong Hai la
cau may kho chiu nhung chwa c6 dip nao chan chinh Thanh. Ong Hai da tham nghi minh khong
thé c6 mot can bo pho phong k§ thuat lusm thuém va cau tha nhu vay.

Ciing vao dip ndy, cdng ty X phai nhan mot du an ki thuat mai tuong ddi quan trong. Ong Hai
da giao du an nay cho phong ky thuat va dé nghi phong k§ thuat 1ap phuong an thyc hién trinh
giam dbc trong vong 2 ngay. Ciing gidng nhu cac du an kho khéc trude ddy, Thanh tu thay co
trach nhiém phai thuc hién dyu an nay va da du thao mot phuong an hanh dong tuong ddi ti mi
trinh |1én dng Hai. Sau khi doc ban du thdo, dng Hai hoi dy 4n nay da dugc thong qua trusng
phong chua va sao lai khong c6 ky nhay cua truéng phong?! Ong ciing hoi rat can ké vé cac ly
do tai sao can giam dbc ung ho viéc nay hay tai sao can Chl tién vao viéc kia trong ban du thao.
Ong Hai da thyc sy kho chiu khi Thanh tra loi véi 6ng rang: "tir trude dén nay Thanh chua hé
phai giai thich véi ai vé nhitng diéu twong tu va du &n ndy 1a du &4n quan trong nén Thanh da
ngam dinh rang giam déc ludn tao moi didu kién dé dy an c6 thé hoan thanh maot céch tot
nhét....VVa moi du an kho nhu kiéu dy 4n nay déu thudc trach nhiém caa Thanh ma khdng can
phai co y kién caa truong phong ....". Ong Hai di noéi véi Thanh rang 6ng can phai théng qua
ban giam déc dy thao va chuong trinh hanh dong nay trude khi dat bat ky duyét moi tha....Sau
d6 2 ngay, trong cudc hop cia ban giam doc, Ong Hai da duogc giai thich vé cach 1am viéc va
hanh vi cu sir caa Thanh. Thuc ra ai cling nhan thiy Thanh di dugc 6ng Kién wu dai nhu mot
ng0i sao cua cong ty va chinh vi vay ma Thanh da dé dang duoc 6ng bo qua céc sai sét nho
nhu di hop muén hoic an mac thiéu chinh té....

Chi sau 6 thang tir ngay 6ng Hai vé cong ty, moi viéc duong nhu da thay doi han. Cac qui dinh
vé tuan thu gio gic 1am viéc va dn mic cling nhu qui trinh lam viéc va ngp bao cao, truyén
thdng tin phai dwoc nghiém tdc thi hanh bat ké do 14 ai. Thanh da tré thanh trung tdm cua cac
budi kiém thao va luén cé cam giac bi theo ddi & moi noi moi IGc. Ong hai ludn nhac nhd anh
vé hanh vi tng st v6i nhan vién trong phong va trong cong ty sao cho xung dang la mét pho
phong k§ thuat.60ng d& nghi Thanh phai chan chinh cach dn mic cho gon gang va giam hat
thudc trong cac cudc hop. Cac dleu kién dé thyc hién du 4n ma Thanh dua ra déu phai dugc
thdng qua & cap phong rdi cac cap lanh dao cong ty.... Tu nhién Thanh cam thiy minh that bo
chan b6 tay va khdng thé dua ra mot sang kién ndo cho nén hon. Thanh thiy thiéu sy su ung
ho cuia cap trén va ra sic ching minh rang cach lam viéc cua giam doc Hai la nguyén nhan



chinh kim hdm su sang tao ctia nhan vién phong ky thuat. C4c du an ctia Thanh duong nhu
dam chan tai chd hoic tién trién rat cham. Anh khong con hao himng tham gia céc tran bong
ban sb6i dong sau gio 1am viéc va tuan trude anh dd ndp don xin thoi viéc tai cong ty X dé
chuyén sang 1am cho mét cong ty khéc. Thé 1a sau hon 10 nam cdng hién va thu sic tai cong
ty X, Thanh cling da tung 1a ngudi dong gép khong nho cho sy thanh cdng cua cdng ty nay noi
riéng va tong cong ty xang dau noi chung. Ong Hai ciing dang suy nghi vé don xin thoi viéc
cua Thanh va 16 htra véi 6ng Kién khi nhan ban giao cong ty nay. Su viéc qua la khong dé giai

Cau hei thao luan

1. Hay xac dinh van dé ma 6ng giam ddc Hai dang phai d6i mat 12 gi?

2. Tai sao Thanh lai muon roi bo cong ty X? C6 su thay ddi nao da dién ra trong cang ty? C6
may phuong an Thanh c6 thé lya chon trudc nhitng su thay doi do?

3. Ong Hai d3 mic sai 1am gi khi quan tri sy thay doi trong cong ty? Néu 1a 6ng Hai, Anh (chi)
sé lam gi trong truong hop nay (c6 nén gitt Thanh & lai cdng ty khong? Néu gitr thi nén lam
thé nao?)

4. Bai hoc gi 6 thé rat ra tir tinh hudng nay?

(Nguon: Bg Ké hoach va Dau tu - Chuyén dé céc ki nang quan tri danh cho lanh dgo doanh
nghiép — tai liéu boi duang nguon nhan luc cho cac doanh nghiép nho va vira)



TINH HUONG 2 - QUAN TRI THAY POI

Binh Minh 13 c6ng ty nudc giai khat tw nhan thanh céng nhét tai khu vyc mién Trung
hoat dong tir nhitng nam 2000. Céng ty c¢6 3 ching loai san pham chinh 13 nuéc giai
khat dong chai, va gan day 1a ruou nhe va céc loai nude trai cdy dong hop. Cong ty co
4 ctra hang tai thanh phd Pa Ning, va cc ctra hang gidi thiéu va ban san pham & céac
tinh mién Trung ciing nhu tai thanh phé HO Chi Minh va Ha No6i. Mdi ctra hang c6 mot
ctra hang trudong va tir 3 dén 5 nhéan vién c6 nhiém vu vira ban hang vira kiém viéc giao
hang tan noi cho cac chg, cac diém kinh doanh giai khat va cac diém ban 1é. Vi vay
trong co ciu cong ty, bo phan ban hang c6 nhiéu nhan vién nhat. Vao nhiing dip cao
diém nhu 18, tét, cong ty tham chi con phai thué thém nhan cong dé giao hang.
Tuy nhién, trong thoi gian gan ddy, sy canh tranh trén thi trudng ngdy cang trd nén khoc
liét do co sy xuat hién cta cac cong ty nudc ngodi va lién doanh. Nhing cong ty nay
tung ra cac thwong hiéu tén tudi cung véi nhitng chién dich khuyén mai c6 kinh phi
khong 16 va ap dung cac phuong thirc kinh doanh bai ban nhét. Cac cong ty trong nudc
cling réo riét canh tranh trong nhiing thi phan con lai. Binh Minh bat dau mat dan thi
phan, nhat 14 thi phan nudc ngot von mang lai nhiéu lgi nhuan nhat.
Tinh hinh hién tai dit Binh Minh trudc nguy co thua 16 va khong cho phép ho tiép tuc
duy tri mot d6i ngil ban hang v6i qua nhiéu nhan vién nhu thé. Ban giam doc quyét dinh
chuyén mang lu6i phan phéi cua ho sang hinh thic thong qua cac hop dong tiéu thy véi
cac nha phan phdi va dai 1y, vi vy cong ty s& khong duy tri d6i ngii ban hang truc tiép
nhu hién nay. Ho ciing hoach dinh mét chién lugc san pham méi dé tranh duoc t6i da
su canh tranh khdc 1iét trén thi truong.
Ban hay dat minh vao vi tri cia Ban gidm dbe cong ty Binh Minh va cho biét:

1. Nhiing tac nhan ndo gép phan din dén sy thay d6i ma cong ty dang tién hanh?

. Cong ty c6 thé can phai thyc hién cing lac nhing thay doi nao?

2

3. Pbi v6i nhan vién, ban s& phai chudn bi nhitng thay d6i nao?

4. Viéc thay doi nay co6 thé dem lai cho cong ty nhitng tac dong tich cuc nao?
5

. Hay phac thiao mot ké hoach cho viéc thay doi nay.



