THIET KE TO CHUC LINH HOAT -
Xay dung Nang luc Thich ung
trong Ky nguyén Bién dong

Chuong 16: Thay doi va Phat trién To chdc - Phan 2 z. - —— =
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..Cac chuong trinh thay déi khéng / i A5 _
mang lai két qua nhu mong doi. 7 / \
(Balogun et al. 2014; Beer & Nohria 2000) \

Tai sao mot viéc tat yéu lai gay ra “ton that nang né ca vé con nguoi va kinh té"?
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Goc ré That bai: Tu duy
"T6 chuc 1a C6 may"

Phép an du nay coi t6 chirc Ia mot co may, dan dén
cach tiép can thay doi:

» Hop ly hoa & Bo qua Cam xtic: Nhan manh tinh
* logic khoa hoc, bo qua viéc c6 may dugc tao
thanh tu nhirng con ngudi ¢ y chi riéng.
o Ap dit tir trén xuéng: Gia dinh ring thay déi I3
*  th( 'ap dat Ién’ t6 churc, gidng nhu stra chira mot
cO may.
» Bo qua su Phuc tap: Xu ly khdng thoa dang cac
<  hé qua khong ludng trude va su 16n x0n cua
thay doi.

Trong mét thé gidi bién ddng, co may trd nén cham
chap va dé gay vo.




Mot Triét ly M6i: Xay dung dé Thay doi (Built-to-Change)

“Thiét ké t6 chuc dé viéc diéu chinh y dé chién lugc, cau truc va trién khai con
ngudi trd thanh mot thoi quen thuong nhat.” (Lawler & Worley, 2009)

On dinh 1a Mic dinh Thay déi la Mic dinh
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Minh chitng Pién hinh:

=
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~ _ ——9 Giaima Capital One
o | Caplta/l()ne MOt ga khong 16 dich vu tai chinh da ching
i | B2 = minh md hinh "built-to-change" trong thuc té.

_ /% Chung ta sé phan tich 8 yéu to thiét ké cot
=7 16i d3 giap ho thanh cdng.

""""



Ban thiét ké #1: Nén tang POng

>

1. Chién luoc hoa (Strategising) 2. Cau truc (Structure)
» Thay doi la mot hoat dong lién tuc hudong e Thiét k€ linh hoat, dam bao khong ai cach
tgi tuong lai, khong phai dinh ky hang nam. moi trurong bén ngoai qua hai budc.
e SUr dung cach tiép can ‘thir nghiém va hoc e Muc tiéu: Ludn duy tri két ndi vdi thi truong,
hoi’ (test and learn) dé thuc day tang cd quan quan ly, va dai tha.

truong.



Ban thiét ké #2: Pong luc Con ngudi
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Tuyén dung (Selecting): Lua chon nhirng nguoi yéu thich su thay
doi, hoc hdi nhanh va tich cuc tim kiém su phat trién chuyén mon.

Thiét ké Cong viéc (Job Design): Nhan vién méi duoc luan chuyén
qua cac bd phan dé co thé déng gop & bat ky linh vuc nao, tédng tinh
dap ung.

Hop dong Lao dong (Employment Contract): Dua trén su san long
chap nhan thay déi. Ky ning 16i thoi cé thé déng nghia vdi viéc
khdong con cho dung.



Ban thiét ké #3: Hé diéu hanh Thich ting
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Chia sé Thong tin (Information Sharing)

Minh bach vé hiéu suét, thi truong, déi thu. Nhan vién chap nhan
thay doi de hon néu ho hiéu ré boi canh.

Quan tri Hiéu suat (Performance Management)

Quy trinh tuong tac, linh hoat. Tap trung vao ca két qua hién tai
va viéc tich liy ky nang cho tuong lai.

Lanh dao (Leadership)

Chuyén dich tir m6t nhém nho & dinh cao xudéng moi cap do.
Khuyén khich quan ly nam bat co hdi ngay khi ching nay sinh.



Cong thuc “Built-to-Change”

cua Capital One

Nén tang bong

e Chién lugc lién tuc
e C3u tric phang

.

Pong luc Con nguoi
e Tuyén dung nguoi thich Ung
o Luan chuyén cong viéc
e Hop dong dua trén sy thay doi
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Hé diéu hanh Thich rng

e Théng tin minh bach
e Quan tri hiéu suat kép
e Lanh dao phan tan

-




Hai Tru cot ctia mot To chiic Agile

Linh hoat vé Cau truc
(Structural Flexibility)

Kha nang thiét ké lai cac quy trinh
va cau tric dé dap ung va doén dau
thay ddi.

Linh hoat ve Lao dong
(Labor Flexibility)

Su san long va ndng luc cua nhan
vién dé hoc hoi, thich (rng va dam
nhan cac vai tro mai.

Su cdng hudng cua hai yéu té nay tao nén nang luc Agile thuc su.



Yéu to Con ngudi: Trung tam cua su Thich ting

"Thay doi sé day hing khai khi dugc thuc hién
boi chung ta va dang lo ngai khi bi ap dat Ién
chung ta." (Kanter, 1983)

Su san long: Thai d6 tich cuc véi thay doi
doi phai Ia mot tiéu chi tuyén dung va
danh gia then chot.

Su két ndi: C4u tric phang va thdng tin
minh bach gilp nhan vién luén cam nhan
dugc "nhip dap" cua thi truong va hiéu
dugc ly do can thay doi.




MO0 hinh Linh hoat khong phai la "Vién dan bac"

Doi véi Ca nhan Poi vai Lanh dao
e Doi hodi su tu chua va ky luat ca nhan cao. e Phaitir bd quyén kiém soat vi mo
e Ap luc hoc héi khdng ngirng dé ki nang (micromanagement).
khong bi 16i thoi. ¢ Phai xay dung mot moi trudng an toan
e Su nghiép khéng én dinh theo kiu truyén cho viéc “thir nghiém va hoc hoi”, chap

thong. nhan ca that bai.



1. Thiét ké dé
Bién doi

Chién lugc va cau truc phai la
nhiing thuc thé song, khong phai
la nhimg ban khac trén da.

Ba Bai hoc Cot 16i

2. Con ngudi la
Dong co

Tuyén chon, phat trién va trao
quyén cho nhirng nguoi khao khat
thay doi va hoc hoi.

3. Lanh dao la
Chat xuc tac

Lanh dao la mdt nang luc duogc
phan tan khap to chirc, khong phai
la mot vi tri & trén dinh.



Bit dau ti dau?

Cau hoi dé Tu suy ngam

1.T6 chirc cua ban dang la “co may” hay “co
thé song”?

2.Trong 3 yéu td (Nén tang, Con nguoi, Van
hanh), dau la rao can I&n nhat cho su linh
hoat trong ddi nhédm/td chirc cia ban?

3. Mot “thtr nghiém” nhd nao ban cé thé bat dau
ngay hdm nay dé thiuc day su linh hoat?




Kha néng thay d6i khong phai 1a pha hily qué kh,
ma la gidi phong tiém nang cua tuong lai.

“Thach thuc la g 1211 phonﬂ tiem néng thay doi,

A

thay vi co gang dieu khién no.

(Dua trén Binney & Williams, 2005)

Thinking School



Nang Tam Tu Duy & Nang Luc Lanh Pao
Theo Tiéu Chuan Quéc Té

Thinking School 14 mdt t6 chirc dao tgo qudc té tién phong tai Viét Nam, chuyén cung cip cac giai phap gido duc toan dién nham phat trién k§
nang tu duy phan bién, quan ly va lanh dao. Ching t6i ndi bat véi phuong phap dao tao hién dai, ing dung cong nghé sé hbda va céc case study
thuc tién, gitip hoc vién &p dung hiéu qua kién thirc vao cdng viéc va cudc song.

Tac Pong Pa buge Chirng Minh

g5 45.000+

Hoc vién da tham gia

Khach hang doanh nghiép

B Doanh nghiép da B Doanh nghiép
quéc gia (MNCs) trong nudc

S 4.6/5

Diém danh gia trung binh clia hoc vién
(dua trén 13 tiéu chi)

=3 2000+

Ngay dao tao da trién khai

Chat Lugng Vuot Tréi Puge Cong Nhan

y Kiém djnh bdi FIBAA: Hoat dong theo
7/~ tiéu chudn chét lugng cla Thuy STva
FIBAA Chau JE«LL

S ~f 1 vé Dao tao Tu duy phan bién
0 tai Viét Nam
Vi thé dan d3u dugc khang dinh.

Hé sinh thai dao tao toan dién

< 85

Khoa hoc chuyén sau
O = | Dbingl 16+
&5

Giang vién chuyén gia

— Hé thdng hoc t§p tryc tuyén (LMS) va
:l_ Ung duyng di déng (IOS & Android) d&
~ L dugc dang ky ban quyén.

Tién Phong Doi Mdi & Sang Tao

~ ;l;‘ Doanh nghigp Khoa hoc va Cong nghé:

i@i Pugc S& KHCN Tp.HCM céng nhan, tién

/— phong trong s6 hda quan ly va n6i dung
dao tao.

O Giai thuong Sang tao TP.HCM: Nhén
giai thudng cho “Giai phép néng cao

chét lugng day va hoc & guan ly dao tao".

Hanh trinh phat trién bén virng

() 2018: Thanh I8p & phat trién hé thong
LMS 1.0

() 2019: Thanh 13p Thinking School Thuy SI

() 2022: bat chimg nhan kiém djnh FIBAA
& nang cap hé théng lén phién ban 2.0



Két Noi & Bat Dau Hanh Trinh
Cung Thinking School

Tu Van Truc Tiép

© Diachi: 127G Lé Van Duyét, P. 3, Q. Binh Thanh, TP. HCM
Qo Hotline: 0909 00 64 09
™ Email: info@thinkingschool.vn
(O Thei gian lam viéc:
Thd 2 - Thua 6: 8h00 - 20h30
Thir 7, Chi nhat & Ngay Lé: 10h00 - 20h30

Cap Nhat Tri Thirc & Théng Tin Méi Nhat

Chung t6i lién tuc cép nhat nhimg kién thic méi, thoéng tin ky ndng, chuong
trinh vu dai, va cac hoat dong cong dong trén cac kénh mang xa hoi.

® = ® & I 0 & @

Quét dé truy cap website va tim hiéu
thém vé cac khoa hoc cua ching toi.



