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4y 12 thoi di€m dé chimg ta phat trién
, nhiing hoc thuyét ciia Adler vao quan ly
doanh nghiép. '

Chiing ta bét gip hoc thuyét cia tam 1y hoc
Alfred Adler, hay con dugc goi la ngudn gdc caa
si ty phat trign, khéng nhiing trong céc cudn sach
¢6 ndi dung lién quan duge phat hanh lién tiép tir
cubi nim 2013, ma nd con xuét hién ca trong cac
tap chi kinh doanh, cho thdy dién mao clia mot
trao luu thinh hanh méi.

Tam 1y hoc Adler khong phai 1a “Tam 1y hoc
cho nhitilg bénh nhan roi loan tan than” ma la
“Tam ly Hoe cho ngioi kloe ndanh”. Adler va
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nhitng nguoi ké thira tim ly hoc Adler da tap
trung huéng dén cdc nghién ctru mang chir dé
nudi day con céi va gido duc trudong hoc. Két
qua la rét nhiéu nguedi da thdm nhudn duoc hoc
thuyét ctia Adler, dic biét phai k& dén cdc gido
vién dang dam nhiém cdng viéc giang day ¢
trieong hoc va cdc ba me ¢6 con nho. Tuy nhién,
trén thyc t&, nhitng 1y luin ctia Adler da dong
g6p 14t 16n vao sy phét trién ngudén nhan Iyc
ngay ca trong doanh nghiép.

Trudc hét, tam 1y hoc Adler din dit ching ta
theo mot ludng suy nghi méi, coi moi cha dé 1a
méi quan h¢ giffa cac ca nhan. N6 dé cgp dén cac
v tuong va phreong phap nhdm muyc dich tao si
thuén loi trong viéc duy tri va phat trién cac moi
quan hé giita cac c& nhan. Do d6, no chtza dung
nhiéu gido 1y rdt hidu qua cho viéc giao ti€p va xdy
dung cic mdi quan he.

Ca nhén t6i trong thoi gian con dam nhiém
vi tri ho tro phét trién ngudn nhan lyc cho cac
cdng ty va tw vén nhén sy cho t6 chitc, khj'hoc
duwoc tim 1y hoc Adler, toi d3 cam nhan dwgc
mot cachrmanh méTraig: (Nhfing 1y lun nay

nén dwoc st dung troag viéqphat irién nguodn
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nhan lge.” D6 1a ddng liee chinh théi thic toi viét
nén cudn sach nay.
Néu stt dung médt cdu noi dé dién ta ly luin
~ gido duc dua trén tam 1y hoc Adler, thi ching ta
c6 thé néi ring d6 1a nén gido duc khdng ¢ khen
ngoi, khéng ming mo, gido duc khéng giang day.
Tuy nhién, dut 1y thuyét nay duoc danh gia la co
hidu qua trong viéc nudi day con cai, nhung né
khong phii hgp cho viée phat trién ngudén nhan
Ittc cia cac cong ty. Boi vi cac t0 chitc doanh
nghiép can phai tao ra nhiing thanh qua ngan han.
S& ching c6 noi nao ton tai mdt nha quan ly ¢6
thé ndi ring chinh con ngudi cfing cin dugc nudi
- day, va chiing ta khong can ngay lap titrc néng cao
doanh s8.

Tuy nhién, t6i tin rang ching ta ¢ thé can
bing duoc nhitng thanh tich ngén han truée mat
véi s nghiép phat trién nguén nhan lyc mang
tinh trung va dai han. Nén gido duc khong ¢
khen ngoi, khéng méng mo, gido duc khong giang
day cfing c6 thé nang cao hiéu qua trong viéc phat
trién ngudn nhan lyc cho cac doanh nghiép. Tam
ly hoc Adler, duoc cho 14 di trudc thot dai hang
tram iy tiong thed gian dauxudt hién, nd mang
nhing khia canh qua cach.tan va khé o6 thé ly
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giai dugce. Toi nghi rr?mg chinh tai thoi diém nay,
nhitng ly thuyét d6 ciing rit can thiét trong xa hoi
kinh doanh hién dai.

Boi viy, chung ta cén phai suy ngdm xem lam
thé nao dé€ c6 thé 4p dung hoc thuyét tim ly cia
Adler vao qua trinh phat trién ngudn nhan Iyc
trong doanh nghiép? Truée tién, & chuwong mé
dau, t6i rat mong cac ban dbc gia ¢6 thé bao quat
duoc cac déi tuegng duge d& cap dén trong hoc
thuyét nay.

Tam ly hoc Adler khéng chi la sy thinh hanh
nhét thoi, ma né con phat trién réng hon va bén
g8c ré sdu xa tir trong x& hoi doanh nghiép Nhat
Ban, t8i nghi ring vai trd ctia cubn sich nay
chinh 14 ¢8 ging d€ c6 thé truyén tai mét cach cu
th& va d& hiéu phreong phép 4p dung nhitng hoc
thuyét nay vao trong hoat déng kinh doanh ctia
cac t0 chikc.

1o



Chuong m& dau

HOC THUYET TAM LY HOC ADLER
“pi nguge lai nhan thirc thong thudng”

KHONG PUGC PHEP KHEN NGOI
14 stz cAp dudi ciia ban @& dat dwoc
nhitng muyc tiéu c6 mirc do kho khdn .
cao. Ban thin ban 1a cip trén hojc tién bdi, thi ban
s& danh rihiing 16i ndi nhw thé nao d6i voi nhitng
cdp dudi d6 ciia minh?
(A) Viée dat duge muc tiéu la diéu hién nhién
nén khéng cin phai nhic dén.
(B) Dura ra 18i ca ngoti rﬁng: “Ban da thuc hign
rat e

(C) Bay té s ngrong £ Ban that tuyét”.

11
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(D) Danh swbiét on: “Geri 10 cim on t6i ca nhém”.

Théng thudng, t6i nhan thdy ching phai
chiing ta hay ¢6 suy nghi cho rang viéc khen ngoi
& muc (B) Ia moét cach 1dam ding din hay sao.
Tuy nhién theo tdm 1y hoc Adler, toi hoc dwoc sy
khueSe tir 161 khen ngoi d6. Boi vi tAm Iy hoc Adler
cho rang 1i khen 12 “nhitng nhan dinh nhin tie
phia cip trén” va né lam “can tr& quyén ty cha
cta d6i phuong va giy nghién”. Vi vy, t6i xin
gui dén cacban .phucmg phap tiép cén trong muc
(C) va (D).

Trong tam ly hoc Adler, ngudi ta phin biét
mot cach ré rang gitta muc (C) va (D) vdi 16i khen
ngoi trong muc (B), va goi d6 1a nhing 16i khich
1é theo “diém nhin ngang”. Tuy nhién, viéc dira
ra nhitng 10i khen nggi dya theo nhitng nhén
dinh bing diém nhin tit phia cip trén va nhitng
16 khich 1é theo “diém nhin ngang”, thoat dau
c6 vé twong ti nhau, vi vay t6i nghi rang sé co
nhiéu nguoi cam thiy khoé nhin biét dwege s
khac biét gitta chiung. Vay khich 18 1a gi? Va tai
sao lai khéng duge khen ngoi? Nhiing ndi dung
chi tiét sau_dg, cac ban,co thé timm hiéu ki hon

trong Churong 1.

12
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Ban hay ghi nhé, ding ngoi khen, thay vao do
héy thire hién phweong phap khich 18. Loi giai dap
cho nhitng nhén dinh di ngugclai véi nhitng nhan
thitc thong thueong nay t6i xin phép dugc duea ra &
nhiing phén sau.

KHONG PUCC PHEP LA MANG

Gia st cdp dwdi cua ban chua dat duge muc
tiéu, bén canh d6 ban con nhin thay r%ing mug tiéu
do6 khéng kha thi, va ty 1é thanh cong chi la 60%.
Thit khéng may, ching ta khong nhin thiy nd
Iz trong cac hoat ddng hing ngay ciia nhitng cip
dwéi d6. Vao nhitng Iic nhw vay thi cap trén hodc
tién bdi s& phai néi nhw thé nao vdi cdp dudi d6?

(A) La mang rang: “N&u chi 1a 60% co hoi thi
hoan toan khéng &n, hiy thay d6i cich

thyc hién.”

(B) Boi vi khi la méng s& 1am gidm dong luc thyze
hién cdng viéc ctta cdp dwdi, nén ching ta
cin bé ngay ¥ dinh nay va gitt im ling.

(C) Cha trong vao tién trinh thye hién, “Mic
di1 da khéng tao ra durgce bat ki thanh qua
nac-nhigg. t0inghi, do,la mot ¢ach thuc
hién ratit6t.” '

a3
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(D) Chtt trong vao nhiing diéu da 1am duor,
“Ban d3 hoan thanh dwgc 60% nhiém vu
roi nhi?”

Ban thén t6i treede day cling da o6 thoi ky rat
hay thize hién viéc la ming nhwe & muc (A). Tuy
nhién, viéc nay khéng lam thay d6i hanh vi ctia
cip dudi theo mét chidu huéng t&t hon. Chinh
béi vay t6i nhén thdy ring minh can phai lam mot
didu gi 6 dé€ thay d6i tinh trang hién tai. DO la
viéclam vi chinh ban thin nhitng cap trén nhuw t8i,
chit khéng phai vi cdp dwdi cta minh. Tuy nhién,
161 1ai khéng biét dirgc ban thin can phai lam gi.
C6 18, moi ngudi cling vy, s€ ¢o rit nhiéu ngudi
thiee hién theo muc (A) gidng nhuw t6i triedce day,
hodc ngugc lai ban ciing chi ¢6 thé nghi dén viéc
liza chon phurong an & muc (B). Trong trudng hop
nay, tam 1y hoc Adler sé gitip ta dua ra nhimg got
y quan trong. P4 1a viée lpa chon phuong an ¢
muc (C) va (D). Ca hai muc nay déu 1a nhiing cau
néi cu thé chia nhitng 16i khich 18 theo “diém nhin
ngang” da duoc dé cap trude do.

Tuy nhién, chic chin cic ban thudng cd nhiing
suy nghi rang: “Néu chung ta chdp nhan ty 1é thanh
cong chi 1a 60% thi s€ 6 chuyén gt xay ra? Néuban
1am nhu vAy, chac chian cAp dixdtse hidu sai y dinh

14
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ctia ban. Con néu ban khéng la ming ha khic thi
chéng phai 14 ho sé cam thdy rat k¥ la hay sao.”

Xin ditng lo lang. S& khong xay ra chuyén do.
Nhitng cip dudi clia chung ta sé khéng cé nhitng
hi&u nhAm nhu viy. Va ¢6 1€ cach thyc hién nay sé
hidu qua hon nhidu so véi “la mang” & muc (A) va
“thé o tte b6” 6 muc (B).

Chéc chin céc ban s& mét [in nita ¢6 nhimg
ngd vire. S8 tir hoi rang lidu cach lam nay ¢6 thuc
st sudn sé nhu vdy. Liéu ring khi ching ta dua
ra 16i khich 1& d6i véi nhitng treong hop dang
bi khién trach, sé khéng gy hi€u nham cho cip
dudi ctia minh ch? Con nguoi ching ta khéng
thé& nao 16n 1én chi véi nhitng diéu ngot ngao nhw
véy. Tuy nhién, tdi nghi ring dé thuec sw 1a mot
phuwong phap ¢6 hiéu qua dé€ chiang ta nudi day
tré. D6 chinh 14 phuwong phap dao tao nguén nhan
Iiee di nguege lai nhitng nhén thirc chung ma tam
Iy hoc Adler da chi ra.

Vé nhiing tac hai ctia viéc “la méng” ma chiing
ta thueong thuc hién tie trude dén nay va phuong
phép dua ra nhing 15i khich 1é theo “diém nhin
ngang” thay vi“laméang’, téirdn phép giti dén céc
ban mét ¢dch cu thé hon trong Chirong 2.

15
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KHONG PUGC PHEP CHI DAY

Cudi cling, t6i xin giti dén cic ban mot Iuan
di&m nira trong hoc thuyét cia tim 1y hoc Adler
di nguoc lai nhan thirc chung cia ching ta. Ludn
diém d6 13 Khong dwoc phép chi day.

Nhiing c&p duéi hodc hdu bdi dang tién hanh
cong viéc treede mit chiing ta. Khi nhin nhan toan
thé tién trinh, ching ta s& nhan thdy mot cach 1o
rang ring ho dang thurc hién cong viécbing nhiing
phuong phap sai Jam. Néu ot gitt nguyén cach
thiee hién sai Jam nhe vy, ho sé mat rat nhiéu thot
gian ma khong thé dat dugc hiéu qua trong cong
viéc. Trong trieong hop nay, néu 1a cip trén hodc
tén béi thi ban s& néi nhitng 10i nhw thé nao véi
nhitng cip dudi d6 cha minh?

(A) Huréng din ring “Lam bing cich d6 khong

t8t, ban nén lam nhw thé nay.”

(B) Mic dit nhén thiy 1a 6 thé thit bai, nhung

im ling khong néi gi.

(C) Nhin manh vao cdu héi di dodn tuong
Jai: “C6 18 s& xay ra nhiing viéc nhue xx, va
ban se lam gi trong truong hop phat sinh
dhting van dé &5 |

16
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(D) Trinh bay mdt phueong phép khéc la: “Ban
nghi sao néu ching ta thir thite hién theo
cach nay nhi?”, va viéc ¢6 chdp nhén st
dung phuong dn d6 hay khéng la tuy
thudc vao nhin dinh clia d8i phuong.

Trong tredong hop tdn mat nhin thdy cach

thuc hién sai [Am cfia cdp duwdi, ciing c6 nhiéu
ngudi cho réng khiéng thé khong néi gi giéng nhw
& muc (B). Chéc chén néu ban 1a mdt nguoi cd
y thitc trach nhiém cao hon so v6i nhitng nguoi
khéc, thi ban s& mang nhiing suy nghi nhw vay.
Tuy nhién, trong viéc dao tao ngudn nhan lwc
theo tam 1y hoc Adler, myc (B) cling dugc xem 1a
mét trong nhitng nhin dinh dung. Ditng néi bat
ctt didu gi, hdy @€ ho tv minh trai nghiém sy that
bai. Day ciing 1a mdt trong nhitng 161 day ctra tim
- ly hoc Adler.

- Ngoai ra, d6i véi phuong phdp nhdn manh
vao cau héi die dodn twong lai giéng nhw trong
muc (C), va pheong phép trinh bay mét phuong
phép khac, r6i d€ quyén quyét dinh cd chdp nhén
s dung né hay khéng 1a tiry thudc vao nhin dinh
ctia d6i phwong giéng nhu trong muyc (D) cing
duge cho 13 phueng phap ding. din. Nghia 13,
ngoai trie ‘1ot dhil day” trong muc (A), thi nhiing

17
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phuong phap (B) (C) (D) con lai déu dunh

Day chinh 1 nhimg phuong phap dao tao ngudn .

nhan lye duroc giang day trong tdm 1y hoc Adler.
Tuy nhién, “161 chi day” & muc (A) khic véi
muc (C), (D) ¢ di€m nao? DEi véilya chon O muc
(B) khi thoat nhin, duong nhw né 1a mét lua chon
khong thich hop, vay tai sao no lai duge danh gia
14 c6 tinh chinh x4c? V& diém nay, toi xin phép
trinh bay ki hon & Chuong 3. Tam ly hoc Adler
ciing phu nhan “giang day” trong viéc dao tao
ngudn nhin hirc ma ching ta cho 1a ding tir truedce
dén nay. O phan nay, cic ban hdy cung 61 xem xét

nhitng Iy do d61a gi.

TAM LY HOC ADLER LA GI? '

Tam ly hoc Adler di nguoc lai nhitng nhan
thitc chung tir triede cho dén nay vé sy phat trién
ngu6n nhan lec thuee chit [a gi? Va Alfred Adler -
nguedi da dé xuéng ra quan diém nay 1a mot ngueoi
nhu thé nao?

Mbt loat nhitng cudn sach lién tuc dwgc phat
hanh tir cudi ndm 2013 dén ddu n¥m 2014 nhw
Nhitng 101 day-eva Adler - ngudn goc ciia sw ty phit
trién, ditn dén nhan si ghét bo (Kishimi Ichiro,

18
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. Fumio), Alfred Adler, 100 tir d¢ cich mang

..0a cubc sdng cha con ngwoi da trd thanh cic tac

phidm ban chay nhit thoi diém bdy gio vdi tong
cdng hon 400.000 ban duoc ban ra. Va t6i nghi
ring “su bung nd tdm 1y hoc Adler” da dwoc ghi
méi vao trong ki trc clia t&t ca moi nguoi tai thai
diém do.

Alfred Adler sinh nim 1870 tai mét ving
& ngoai 6 Vién, nudc Ao. Nha tdm ly hoc nguoi
Canada, Henri Ellenberger da gidi thiéu Adler
nhwe mét nha tam 1y hoc dwge x€p ngang clng vai
Sigmund Freud (1856 - 1939) va Carl Gustav Jung
(1875 - 1961) trong cudn Khiim phd v6 thizc cha minh.

Tam 13’7' hoc Adler duge goi 12 ngudn gdc clia
tam 1y con ngudi va ¢6 anh huwdng 16n dén nhiéu
nha tam 1y hoe. Trong sG d6 phai k€ dén nhiing
tén tudi nhue Abraham Maslow, Viktor Frankl,
Carl Rogers, Albert Ellis, Eric Baan, Erich Flam va

William Grasser.

Ngoai ra, tAm 1y hoc Adler con duge goi la
ngudn ty phat trién. Cac cudn sach nhu Chi huy
coit ngudi, Con dwong rong mo caa Dale Carnegie,
Béy théi quen higu-gud ctia Stephen B, Covey sé cho
ching ta thdy rang frong nhitag Iy thuyét d6 6 -

19
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rit nhiéu di€m gan véi tim 1y hoc Adler. Hon nita,
anh hueong ciia tam ly hoc Adler ciing cé thé nhin
thdy dugc trong viéc huin luyén va NLP (Neuro
Linguistic Programming - L4p trinh ngén ngt tw
duy) - duge biét dén réng radi nhw mét k§ thuat
ciia viée giao Hép.,

Tam ly hoc Adler con duoce goi 1a tdm 1y hoc
danh cho nguoi khoe manh thay vi tdm 1y hoc cho
nhitng bénh nhén r8i loan tAm than. Nhigu nguedi -
ké'thira Adler va tim Iy hoc clia Adler da tip trung
hudng dén cac chi dé nghién ctru vé nudi day con
cai va gido duc trudong hoc, ho cling d€ lai nhigu
bai viét lién quan dén nhitng chix dé nay.

N6i cach khéc, tdm 1y hoc Adler ¢é thé dugc
coi la “tdm 1y hoc vé gido duc”. D6 la ly do tai sao
t6i tin ring nd 13 mot phuwong phép tam ly hidu
qua trong viéc nang cao sit déng cam va phat trién
ngudn nhan lyc trong kinh doanh.

20
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NAM TU KHOA LIEN QUAN PEN VIEC PHAT
TRIEN NGUON NHAN LUC

Tam Iy hoc Adler dua ra cho chiing ta nhiéu 16i
khuyén vé viéc phét trién ngudén nhan lue. Trong
56 d6, nim Iy thuyét sau day duwgc cho 1a ¢6 méi
lién hé trize tiép dén viée nudi dudng con ngudi.
Chung ta hdy cliing nhau ly giai cac ly thuy&t d6
dwéi ddy mot cach co ban.

Cam giac y&u thé va tinh wu viét han

Moi nguedi ai ciing déu c6 cam gidc yé&u thé,
te . Vi theo nhu Adler, 6ng cho ring con ngui
¢6 th chia thanh hai loai: nhitng ngudi ¢é nd luc
mang tinh xdy dyng d€ vueot qua duge cam gidc
tw ti va nhitng ngudi c6 hanh dong khéng mang
tinh xay dung.

Nhitng hanh vi khéng mang tinh xay dyng ¢6
thé k& dén nhw bude chin vao con dudng pham
phap, hodc tré nén phu thudc vao nguoi khac.
Theo Adler, dit 1a nguedi 6 nd lye mang tinh xay
dung ho#c 1a ngudi cd hanh déng khong mang
tinh x4y dyng ciing déu c6 chung mét muc dich.
D6 1a mudn ledibé cam gidety ty y7éu the @& gianh
chién thing Adler choring; ong truong hop mot

21
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ngwoi khong thé dat dwgce s vugt troi thong qua
cac hanh d6ng mang tinh x4y dung, thi s& cd ging
tao ra su vuot trdi bang cach budc chén vao con
dudng pham phap, cé nhitng hanh déng khong
t5t, hodc d& ban than phu thudc vao mot ngudoi
khéc d€ c6 duoc sy théng cam va tir bi, chiém vu
thé trong gia dinh, va dat duwgce sy vu tién. DO la
cach suy nghi v0 thirc ctia nhitng nguedi mang mac
cam thap kém, ty dit ra muc tiéu va lam moi cach
dé theo dudi nd.

Téi nghi ring ching phai cach suy nghi nay
cling c6 thé diege 4p dung cho nhiing doanh nhan
hay sao. Trong mot t& chirc, chiling ta thudng cam
thdy yéu thé trong nhiéu tinh huéng khac nhau.
Khi d6, dit ban cd ddi mit triec dién vdi cam giac
thip kém nay hay khong, hay chi don thuan Ia
nhitng hanh vi khéng mang tinh xay dung, chéng

~han nhu viéc tie bd hodc chay trén khoi cong viée
thi vAn c6 si khac biét 16n. CAp trén va tign béi can
Khuyén khich va din dét nhitng nd lyc mang tinh
xdy dung cho cip dwdi va hiu béi. T6i nght rang
d6 chinh 13 hinh théi co ban ctia viéc phat trién
ngudn nhén Iyzc.

22



HIROSHI OGURA

Khich 1€ 1ong can dam

Con nguedi ai ciing d8u c6 cam gidc yéu the te
ti, va chiing ta c6 thé chia thanh hai loai: nhitng
ngudi 6 nd e mang tinh xay dyng d€ vuot qua
duoc nhitng cam giac thdp kém va nhiing nguoi
c6 hanh déng khéng mang tinh xdy dung. Adler
da chi ra ring chinh cach phén chia nay tuong ting
véi viéce “c6 hodc khong 6 long can dam”.

Long can dam khong phai la n6i that 16n d&
. doanat ngudi khéc. Chung toi goi long can dam Ia
“ngudn sttc s6ng d€ vuot qua nhitng khé Khan”.
Viéc khic phuyc cam gidc yéu th€ ty ti cling 1a mét
di#m kho khin. Hon nita, cudc sdng clta con ngudi
chiing ta 1a mot chubi nhitg khé khin, chang han
nhu vudng phai nhitng vén dé trong cong viéc,
trong m&i quan hé ban be, vin dé khac gidi va gia
dinh... Tam 1y hoc Adler da chi ra rAng con nguoi
chiing ta khi thiu can dam thutng chay trén d€
khéng phai di mit va giai quyét cac van dé, chi
khi duoc tiép thém long can dam ching ta méi c6
&t ditng khi d€ @i miit tryc dién v6i nhitg van
dé, va nd lyc d€ vuot qua né. Trong thm 1y hoc
Adler, viec“khich ¢ long dingjeam” dwoc coi 1la

Al 2
nen tang.
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Diéu ma cip trén va tién boi can thuyec hién
ddi voi cap dudi va hau bdi ching phai chinh Ia
viéc khich 1é 1ong diing cam nay hay sao. Tam ly
hoc Adler di chi ra ring nhitng hanh déng khen
ngoi, ming mé, va day db tit ca déu trd thanh
“si khoi goi tinh thin diing cam sai cach”, trai
ngurgc vdi si khich 1¢ Iong can dam ma ching ta
~ dang néi dén. Khuyén khich long can dam 12 st
h5 tro danh cho d6i phuong d& ho 6 thé tw minh
virgt qua nhitng khé khin béng chinh sttc manh
ctia ban than: C&p trén hay tién b8i ludén c§ ging
@€ khifn moi ngudi trd nén t8t hon. P4 chinh 1a

sy trg gitp.

Nhin thitc mang tinh céng dong

Muc tiéu cta viéce gido duc trong tdm ly hoc
Adler 13 “dao tao nhan thitc mang tinh cdng
dong”. Nhan thitc mang tinh cdng dong co cau
triic gom 3 phén: (1) Ban than cé the lam viéc
c6 ich cho ai d6 = st tin twdng vao ban thén. (2)
Ban than nhan duogc sy gitip do tir nhitng ngudi
xung quanh = sy tin twong vao ngudt khac. (3)
Ban than co-mot s huén dién trong xa hoi = cam

gidc sd thude, Va Adler di ngi.zang: HE ¢6 duge
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nhiing nhin thitc mang tinh cong dong nay trudc
tién chiing ta hiy bit dau bing su cdng hién cho
nguoi khac. |
. Nhitng ngudi chi nghi cho ban than minh Ja
nhitng ngudi c6 nhin thitc mang tinh cdng dong
thap con nhitng ngwoi danh gi4 cao su cOng hién
ciia ngudi khac hon chinh ho 1a nhitng nguodi co
nhin thitc cao vé cong ddng. Nhitng ngudi co
nhin thitc mang tinh cdng ddng cao la nhing
ngudi 6 ich cho xa héi va c6 thé séng mét cach
hanh phtic. Adler chinh 1a ngudi dd dua ra nhitng
nhan dinh d6. Téi nghi ring ching phai nhiing
nhan dinh nay ciing c6 thé 4p dung trong viéc dao
tao ngudn nhan huc tai céc doanh nghiép hay sao.

Trong kinh doanh, mdt ngudi c6 nhin thic
mang tinh cong dong thip la nguwdi chi nght G
thanth tich va vi tri ctia ban than hon la ctia khach
hang hojc déng nghiép. Nhing ngudi c6 nhan
thitc mang tinh cong doéng cao 1a nhitng ngudi luén
cong hign hét minh va ludn dit viée dong gbp cho
khach hang citng nhu dong nghiép 1én hang dau
chiz khong chi vi ban than ho. Khong can phai noi
thi chichén tit ca ching ta déu ¢6 thé tr minh nhan
thiec duwoc déw moi |a-shiing, ngudi co ich cho xa
héi va cd thénang eao thanh fich clia doanh nghiép.
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Céc ban cin ghi nhé rang, nhiing cip trén va
tién bdi can thuc hién viéc dao tao ngudn nhan hec
huéng dén viée ndng cao nhin thitc mang tinh
cong dong d6i véi cAp dwdi va hau béi. T6i ciing
c6 nhitng suy nghi theo huéng dé.

Pugc trai nghiém thinh qua cudi cing

Tam ly hoc Adler di chi ra rfmg, mot trong
nhitng phirong phdp can thire hién khi nuéi day
con cai chinh Ja “trai nghiém thanh qua cudi
cung”. Vi dy, c6 mét diva tré lubn tré gio an t&i va
giy phién todi cho ngudi me. Trong trudng hop
.d6, tam Iy hoc Adler cho ring chiing ta khéng nén
danh bita &n cho dta tré d6. Hay thir nghi xem,
ching phai la véi mot dta tré d tieng bi bo d6i vi
dén ban dn mudn thi trong tu twdng ching sé 6
gang dén dn sém hon hay sao.

Vao thoi diém dd, 6 mét didu rét quan trong.
Trudce tién, phai cling vdi tré dait ra 1oi hira ban
chic chin s& khéng lam d6 &n néu bon tré dén
tré gio #n dii chi mét chit. Va dimng bao gio néi -
nhitng 161 ghét bd hodc la méng véi nhilg dia
tré dén mudn. Can phéi gii thich cho bon tré hiéu
ring viéc khéng cho ching d6 &n nhw viy khéng
phai 12 mot “hind phat” do1 vor chiing, ma d6 1a
mot quy téc ching ciia X3 oi.
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T4m 1y hoc Adler cfing nhdn manh rang théng
qua nhitng [An ban than “dugc trai nghiém thanh
‘qua cudi cing” giong nhu thé, ching ta cd thé hoc
" hoi duwoc i nhitng kinh nghi¢m dé trai qua. O
d6 khong phai 12 viéc dura ra cau tra 101 dang hay
sai, hoic dung tay chin d€ giang day ma ching
ta dwgce hoc hoi thong qua nhitng thanh qua cudi
ciing. D6 1a cach suy nghi trong tam ly hoc Adler.
Khéng phai [3 mdt m&i quan hé trén dudi, mala
mdt méi quan hé ngang hang. Trén co s0 ton trong
v tin tedng 1An nhay, hiy dit long tin va cho dot
vao “stec manh dang chii ¥ ctia d6i phuong. D6
chinh 13 phuong phap d€ dio tao ngudn nhan lyc
“tr4i nghiém thanh qua cudi cing”.

Phin tach cic van dé

Tam 1§ hoc Adler nhén dinh ring hdu hét cic
vin d8 trong méi quan hé gifta con nguoi phat
sinh do khong chiu thio g& nhitng khvic mic véi
d&i phuong, cb nghia 1a khdng thé& phan tach cac
vin d&. Nhu trwomg hop ctia nhitng dira tré khi
khéng chiu hoc thudng bi cha me ming mo nhuw

nhitng ké pham t6i, d6 la mot vi du dién hinh vé
' viéc Khéngdhg phantéchycio nhiém yu. Ngudi
phéi chivtrachnhigm Aol ydiaatmg két qua hoc
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tap khong t6t 1a da tré 46, chi khong phal la cha
me cta chang.

Néi céch khac, hoc tap 1a nhiém vu caa con
tré, khong phai 1a viéec cia phu huynh. Vi viéce
cha me can thiép qué sdu vio cic van dé cha
con cai khién mdi quan hé gifta hai bén tré nén
ngay cang xa cach. Ditu quan trong ma ching ta
thuong khong dé y dén do la: Phy huynh khéng
phai la nguoi chiu trach nhiém d8i véi cudc sc’)’ﬁg
ctia con cdi sau nay, ho cin biét phin tach cic van
dé va khong can thiép qua siu vao cdng viée ctia
con céi.

Céch suy nghi nay ciing cd thé dugc dp dung
trong viéc dao tao nhitng doanh nhin. Cip trén
thuong ¢§ ging thay d6i cAp dwsi chia minh, vi
vay moi quan hé gitta hai bén fré nén sai khac.
Thay vao d6, véi vai tro Ja ngudi lanh dao, 1a cdp
trén, ban nén dé cho cip dudi cua minh ty chiu
trach nhiém vé cic van dé ciia ban than ho. Tuy
nhién, cling ¢é nhiing truong hop do cdp duwdi
khong hoan thanh nhiém vy Jam anh huong xau
dén ca nhém va t6 chize. Trong trudng hop dé,
cung voi viec van dung cich suy nghi phén tich
cic van de, chting ta cén phai xay dung cdc van dé
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chung va cac van dé ca nhan gifta cac thanh vién
trong t8 chitc. Va tam ly hoc Adler da nhan dinh
ring: ngodi viée st dung doéng thoi phurong phap
“trai nghiém thinh qua cudi cing” trong truong
hop duoc néu ra ¢ phin trudc do, thi phwong
phap nay ciing c6 hiéu qua trong viéc thuc day
phét trién nguédn nhin lgc mang tinh thanh qua
cufi cung.

Trong s8 nhitng 11 day ciia tim ly hoc Adler,
toi da giai thich ndm tir khéa tuong duong v6i
nhitng phwong phap quan trong lién quan tryc
tiép dén viéc phat trién ngudn nhén lyc trong kinh
doanh. Nhitng cich suy nghinay khachoan toan so
v6i viéc phat trién ngudn nhan lye bang nhitng 16i
khen ngot, “la ming”, va “chi day” truyén thong
dang dugc st dung phd bién hi¢n nay. “Liéu rang
véi cach lam viéc thoai mai nhu thé ching ta c6
thé thiee hién cdng viéc mot cach sudn s¢ dugchay
khong?” C6 1& nhiéu ngudi duong nhu cling dang
mang nhiing suy nghi nhw vdy. Nhung s& 8n thoi,
Téi tin ring réi moi chuyén ciing s& tién trién mot
cach t6t dep. . '

Tir chuong tiép theo tré di, ching ta s tap
trung vao cde phuong, phap, phat trién ngu‘c“)n'
nhan lye cu thé d&ap dung, thuchién nhitng ditu
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nay. Tdi rdt mong cac ban ddc gia ¢ thé dén doc
va hoc tip nhitng Iy ludn mang tinh “di ngugc
lai nhén thitec chung” ctia Adler - nhitng 16i day
dugc cho 1a “Nhitng budce di triede thoi dai hang
tram nam”.
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'Khéng duge phép khen nggi

1. BAN CO CA NGQI GIAM POC CUA MINH
HAY KHONG? '

an ¢6 ca ngoi Gidam d6c cong ty cha ban
hay khong?

Gia du vao mot ngay no, khi di bd trong hanh
lang, ban gip Giam dc tién dén ttr phia nguoc
lai. Ban va Giam d6c chao hoi nhau. Dao gan day,
thanh tich clia cdng ty rat t8t, phong k& toén da
duoc khen ngoi véi sy phat trién ca vé doanh s8
ban hang va loi nhudn. C6 dugc thanh tich nhu
vay chinh 12 nh nhitng k¥ ning quan Iy cda Giam
d6c dwge phat huy hiéu qua. Trong trudng hop
nhu vay, liéu-bancé canggisvi Giam doe d6 cha

minh hay khong?
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“Thira Giam déc, hién tai phong d¢ cta ngai
van rt 8n dinh nhi?”

Giam d&c sé phan tng nhw thé nao néu ban ca
ngoi ngai &y nhw viy nhi? C6 1§, ban dau sé la su
ngac nhién. Va sau d6 cd thé sé trd nén tirc gidn.

“That Ja v6 181 Khéng ¢ 1y do gi d€ tdi duoc
anh khen ngoi nhu vay ca!”

Chéng phai cic ban cling nghi nhu the sao.

Théng thudng cic cip dudi déu biét didu do,
vi vy ho s& khong dém khen ngoi Giam d&c cla
minh. C6 rit it doanh nhén da timg ca ngoi Gidm
d6c¢ ciia ho.

Nhue ban di thdy trong vi du nay, nhiing
ngudi & vi tri dudi khong duoc phép khen ngoi
nhitng ngudi & vi tri cao hon. Cdp dudi khong
duoc phép khen ngoi cAp trén cia minh. Hoc sinh
ciing khong dugc khen ngoi gido vién. Mot dira
tré ciing khéng duoc phép dua ra 19i khen ngoi
v&i ngudi 16n. Khen ngoi 1a mét hanh dong ma chi
c6 c8p trén méi thuee hién ddi véi cép dudi. Do la
nhén thize chung clia toan thé gidi.

Néi cach Khéc, viec Khien ngoi ridy co vai tro
két néi ttong cac moi quan he frent dudi.
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“ Anh d3 c8 géng 1am hétstec minh phai khong?
Anh qua dfing 1a mot nhén vién tuyét voi ddy!”

Khi néi ra nhitng diéu nay, cing di kém véi
viéc nay sinh ra nhitng ngu y can ly giai.

“T6i 1a cAp trén. Anh 1a cdp dudi.”

Phia sau hanh déng khen ngoi, ciing bac gom
mot thong diép nhu vay dugce dwa ra.

Nhiing diéu ma cip dudi nghi khi duge

khen ngoi

Trai ngugc voi viée cdp dwdi khong duge
phép khen ngoi cip trén ctia minh, thi viéc cip
trén danh nhiing Ioi khen ngoi cho cap dudi lai
duoc thuce hién thuong xuyén.

“Anh A d3 cf gang lam hét sttc minh nhi? Anh
qua diing 1a mot nhan vién tuyét voi day!”

“Anh B that qua xuét sdc, anh di lam dugc
moét viee 16n r6i d6.” Va trong truong hop nay,
hanh déng ngoi khen cdp dwedi thim chi con duwoc
cho 13 mét hanh déng dang dén.

Chinh xéc 13, dtmg trén lip treong quan diém
cta mot cAp dwdi, thi vige dwegkhen ngoi chic
chin s@ t&t honla bi ming;
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Tuy nhién, néu dwocnéi 13, “Anh di c§ ging
1am hét stic minh phai khéng? Anh qua ding la
mot nhan vién tuyét voi diy!”, thi ching phai
14 ciing sé& ¢ nhitng ngudi cam thdy kho chiu
hay sao. '

Ly do la nhw t6i da dé cap & trén. Hanh dong
khen ngoi va dugc khen ngoi ciing con can dua
trén tien dé 1a méi quan hé cdp bic trén dudi gitia
cac ca nhén.

Ngay ca khi d6 1a mot méi quan hé giira cip
trén va cdp dwdi cia minh, thi méi quan hé cdp
bic trén dudi chinh 14 mé&i quan hé dya trén vai
trd va chire v ciia méi cd nhan. Cip dwdi dra ra
cac du thao, va cilp trén sé 1a nguoi dua ra quyét
dinh. D6 13 méi quan hé theo chirc vu. Cép dudi
13 nhitng ngudi trye tiép thue thi cdng viéc, va cdp
trén 1a nhitng ngueoi ho tro cho cong viéc do. Day
ciing 14 m6i quan hé cfp béc trén duwdi dya trén
chtec vu gitta cac cd nhén trong cong viéc. Do tuyét
ddi khong phai 1a c&p bac trén dudi ciia méi quan
hé giita con ngudi trong cudc séng doi thuong,

Ngay ca khi & vi tri trén hay dwdi trong cdng
viée, thi pham gia ctia moica nhan deu binh dang
nhw nhaw. Nhitng <ip duwdiva hau bdi, ngay ca
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trong cong viée, thi véi tw cach 1a mot con nguoi,
van c6 quyén dugc dbi xit mdt cach binh ding.
Tuy nhién, 16i khen clia cdp trén khéng chi trong
cdng viéc, ma cdn bao gom cdc yé&u t& lién quan
d&n su hién dién véi tu cach clia mét con ngueoi.
Véi nhitng cdp dudi va hdu b6i cam nhin duoc
dieu nay, chic hin cfing s& c6 nhitng phan tng
kho chiu.

C6 18 d6 khong phai 1a mt hanh déng mang
tinh 4c y tte phia nhiing ngudi cap trén. 5¢ khong
¢6 ngudi cip trén nao khen ngoi cdp dudi cia
minh véi suy nghi réng, “Dua vao cdp béc trén
dwdi, hiy cam thiy ban than dugc ton trong”. Ban
than t6i ¢4 théi quen dua ra nhitng 161 ngoi khen
danh cho c#p dudi clia minh gidng nhu thot toi
con 14 cAp duéi nhin duge sie khen ngoi cla cap
trén. D6 chinh 1a inh trang thuee t&,

Tuy nhién, hanh déng khen ngoi mang y nghia
dua trén mdi quan hé cap bic trén dudi.

Moi ngudi ching ai mudn ¢ vi trf thdp hon
ngudi khéc. Ngay ca khi ban 1a mét cép dudi, va
ty nhén thirc duoc rz‘?mg ban dang ding & vi tri
thap trong cong ty, thi cling deu co cung mot suy
nghi d6. Chiing ta thirong khong mudn bi ngudi
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khac néi 13 “May chi 1a cap dudi”. Bé la ly do tai
sao khi ban tiép xtic voi nguoi khac, va cam giac
nhueban than dang nhan dugc théng diép néi ring
“May chi 1a cip dwdi”, thi ngay 1ap tirc ban s€ cam
thay tu .

Ban c6 nggi khen tuyén thi Ichiro?

D¢ la cdu chuyén dién ra & mot trong nhitng
giai d&u 16n tai My va la giai ddu hang dau the
gidi. Tuyén thu Ichiro dang déng vai tro tich cuc
trong ciu lac by New York Yankees, khong can
phai néi chic hin cic ban ciing biét rang anh 1a
mdt trong nhiing cau tha béng chay hang dau
thé gidi. Hiy twdng tugng rang, tuyén thit Ichiro
do, sau khi tr& vé Nhit Ban, da gia nhap vao d6i
béng chay Kusa ctta ban, va tham dw cic tran
d&u. Chic chin ring moi ngudi trong nhém sé
rit vui mirng. '

Tuy nhién, thire e béng chay khong thé dem
ra so sanh. C6 th&ndi, néu tuyén thi Ichiro la nguoi
16m, thi nhém gdém nhitng thanh vién nghiép dw
ctia ban chi ¢ trinh d9 cta nhitng em bé so sinh.
C6 quéa nhigu sy khac biét. Nao, bay gio tran ddu
da bit dau. Dol ctia ban & diing chifa thudt tin
cong. Nhitng ngudl dint-bong-dd xay dung mot
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hang phong thit chic chin va hoan toan khong thé
lot béng ra ngodi. Tuy nhién, khi tuyén thi Ichiro
thay d6i trit tw d4nh bong, anh d dé dang dénh
lot bong ra ngoai va dat dwoc mdt ¢t hit.

Chinh bdi vy, lic nay ching talai c6 mét van
dé. Cacban sé phan g nhw thé nao di véi tuyén
thtt Ichiro, ngudi da danh dugc mot ca hit tuyét
voi nhu thé?

(A) Han hoan reo mung rang: “Thit tuyét voi!
Mét ot hit that dep.”

(B) Ngoi ca ring: “Anh danh t6t qu4, that la

tuyét voil” '

Chéc chin ban d3 ¢ cau tra 10i réi nhi. Co
16 hiu hét ching ta déu Ira chon cach phan ting
gidng nhw ¢ (A). Thong thuong ta khong nén ngot
khen Ichiro bing dnh mit coi thudng ngudi khac
tir vi trf 12 ngudi trén gidng nhie & (B). Co haily do
cho diéu do.

Ly do dau tién 1a boi méi quan hé phan cdp
trén vh dudi dd duge néi dén & phin trude do.
Cho di1 ban nhin nhén theo géc d¢ nao di chang
nita, thi 1bi-khen-ngoi-&-(B)-ciing.chi 1a Anh nhin
voi thai d@icol thutngl fglidi Khde|ra mat, tir vi
tri phia trén clia nhiing gt b8l danh cho nhiing
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ngudi ¢ vi tri thip hon minh. N&u néi ra nhiing
diéu nhw vy, thi cho dit tuyén thi Ichiro cd la mot
quy 6ng lich thiép nhu thé ndo di chiing nita chic
chén ciing s& c¢6 cam giac khé chiu.

Va con ¢6 mdt Iy do khac. P6 la bdi vi ching
ta tir tredc dén nay ludn cho ring viée dua ra “161
khen ngoi” cling chinh 12 sy di doén ring “Cé 18
vigéce danh dugc mot ca hit sé 1a rat kho.”

Trong treedng hop cé sie khac biét vé thuc luc
t¢1 mize gidng nhu gifta mot ngudi 16n va mot dia
tré so sinh, thi d6i véi tuyén tha nhwe Ichiro, viée
danh dwege mét et hit 13 rdt d& dang. Trong trudng
hop nhu vy, viée ching ta khéng nén dua ra 1o
khen 1a mdt nhin thitc mang tinh co ban. Con
ngudi ching ta thong thuong khong nén khen
ngoi d6i phuong bang nhitng cau mang sic théi
nhw: “Pwong nhién 1 ban ¢6 thé lam duoc dicu

do” hodc “Co 1€ ban ¢6 thé lam dwgc”.

Noi cach khac, hanh ddng khen ngoi khong
chi 1a tidn dé cho médi quan hé cip bac trén dudi,
ma cdn bao gdém y nghia rang ngudi néi dang
khéng mong dgi nhidu vao viéc thue hién cita d6i
phuong, “Pdiig nao thiciing chang thé thie hién
sudn sé dwge daun.” Noy ciach, khac, khi duoc ca
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ngoi c6 nghia 1a ban dang bi mic ket trong m6t
quan hé phén cdp trén dudi, gidng nhu bi néi ring

«Anh chi 13 c8p dudi clia t6i”, va chéc hin ltic nay
ching ta thudng nhin thdy rang ban than dang
khong duge ngudi noi ddt nhiéu ky vong, “Pang
ndo thi cling khong thé 1am duoc didu gt dau”.
Chinh vi vdy, tim ly hoc Adler da chi day cho
ching ta ring “Hiy nglng ngay viéc khen ngoi
ddi phuong”.

2. BAN €O KHEN NGOI NHUNG pUA TRE
KHONG CHIU AN RAU HAY KHONG?

Hiy thir tuéng teong truong hop duwéi day.
Tré em thuong rit ghét 3n rau, va chi lién tuc doi
sn hamburger. N&u ban 1a cha me ctia nhiing dira
tré d6, khi nhin thay hinh anh nhu vy, thi c6 1&
céc ban chi 1a méng bon tré ma khong danh bat ki
161 khen ngoi nao cho chung.

Vi vay, néu mot dira tre khong thich rau nhung
lai thich #n mén salad c6 6t va ca 1ot thi ban s€ cwe
x(t nhie the nao? Chic chin, trong trieong hop nay
chiing ta thudng danh nhing 101 khen ngoti danh
cho con minhmhwe the nay,

- Fal 7
“0), con dang &n rau sao?|Thit ngoan qua.”
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Chiing ta thudng la méng nhitng dita tré budng
binh khéng thich &n rau, va danh 16i khen nggi cho
nhitng dcra tré chiu &n rau. Tai sao ai cling thuong cw
xtr nhue vay.

Pitu dau tién dé hifu nhit 1a béi cac bac cha
me dang cf gang kidm soat con cai ctia hg. Prong
nhién dn rau la mot diéu t6t. Viéc chi &n thit va do
ngot sudt ngay 1a mot diéu x&u. Dyra vao d6 ma
cicbic cha me ¢8 gang kifm sodt con cdi theo cach
suy nghi ctta ho.

Tuy nhién, c6 1€ cach ki€m soat nay sé& chi co
hiéu qua v6i nhitng diza tré con nho. Khi nhiing
cira tré dan 16n 1én, chung sé rat ghét khi bi kiém
504t boi mét ai d6. Cho dit d8i phuong c6 13 b8 me
minh di chiing nita thi chiing van c6 nhitng cam
nhén nhie vay.

“Dit néi nhu thé nao di chang nita, nhin dinh
rau clt rit t6t cho stec khoe 1a didu khong c6 gi phai
ban cii va duong nhién viéc chi dn thit va d6 ngot
sé gy hai cho strc khée ctia ching ta. Chinh boi
vay, viéc cha me ¢8 gang kiém- sodt con ci minh
hudng dén nhitng didu t5t dep 14 18 dinhién. “C4 18
s& c6 nhieu ngudi ciingaghi nhw vay, nhieng toi xin
khing dirhréng cich suy nghinay 12 mat sai [am.
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Viéc “an rau sé t&t cho sttc khoéd” la mot thiee
t& khong thé phtt nhin. Mic dit d6 1a mt thong
diép diing dén, nhung du c6 dung nhw thé& nao di
ching nita, thi bit ki dita tré nao cting déu khong
thich sy ki€m soat clia ngudi 16m. O ddy, vige chinh
xac, hay khong chinh x4c khong phai la van deé.
Du nhiing thong diép dugc dua rala ding hay sai
thi con nguedi chung ta ludn tix chdi viéc bi kiém
soat. Ly do chinh la nhw vay.

Néu c6 ging kiém soat, ban sé dénh mat long

tin ciia ching

Ngay ca chinh cha me cﬁng khong thé kiém
soat con cii ctta minh. Hon nita, khi cdp trén la
mdt nguedi xa la khong o6 quan hé théan thuée cd
ging kiém soat cAp dudi clia minh, thi viéc cip
duwéi khong thich didu d6 1a dwong nhién, Khi mét
ngudi ¢ ging kiém soat mot nguoi khic, sé pha
v& mdi quan hé tin tuong 14n nhau gitta ho. Va
tham chi sau khi m&i quan hé tin twong lan nhau
bi pha v, thi moi cd ging d& dao tao cép dudi sau
d6 ciing khong thé thanh cong. '

Dia vi ctia mat nha lanh dao dwoc thé hién
thong qua/tAm énh hitdng/chalha\trong viéc chi
dao 18 chize di-theomot hirdugaliat dind.” Va, dé
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khing dinh dia vi cia mét nha lanh dao, cén ¢6
méi quan hé tin twong 1an nhau gitta cac thanh
vién. Néi cach khac, voi nhitng cdp dwdi tin tuedng
vao cip trén cita minh, ho sé ti€p nhan nhitng anh
hudng va lang nghe 1o néi tir cap trén. Tuy nhién,
nhitng nguoi cAp dwdi khdng dat long tin vao cip
trén, thi s& ti ch8i sy anh huong va khong ling
nghe nhiing chi dao ti ho.

Trong trizdng hop mdi quan hé tin tudng lan
nhau chi & mtc binh thuong, thi cho dit nhitng
101 cAp trén dd ndi la dang hay sai thi nd cling
khéng cd v nghia. Tham chi néu d6 la nhéng loi
ding din, thi cic cip dudi cling van cam thiy
nghi ngd nhitng 161 ndi ctia vi cdp trén d6. Nguoc
lai, trong truedmg hop do la mot mdi quan hé hoan
toan tin twéng lin nhau, thi ngay ca khi cip trén
ndi ra nhitng vén dé thyee sy vo ly, thi cdp dwéi
cling s& tw nhan thiee theo cach thién ¥ ring “Néu
12 nhitng 10i ma ngai &y néi, thi chic chin khong
bao gity sai.” N6i cach khac, cdp trén cta ban chi
co thé chitng to kha ning lanh dao ctia minh khi
nhan duoc si tin teedng tuyét d6i tir cap dudi. Méi
quan hé tintwdig lanshau thwesi ¢ vai trd quan

trong dén nhw vay.
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Né&u cAp trén thay d6i thai do cta minh, chang
han nhu danh 15i khen nggi hay la mang, gidng
v6i trzong hop nhitng béc cha me danh 101 khen
nggi “Con chiu &n rau qua thét la ngoan” va cd
géng kifm soat con cdi, thi ho s& danh mat long
tin tit nhimg nguwoi cdp duwdi clia minh. Vi lic nay,
nhitng ngudi cAp duedi s& mang suy nghi, “Duong
nhu cip trén chi dang o8 gang kiém soat cip dudt
d& tidn cho loi ich ctia ca nhan minh.”

Né&u k&t qua dugc cai thién thi s& khen ngoi,
con néu két qua khéng dugc néng cao thi s&
bd qua khong ban tam dé&n, hodc la ming. Hay
dimg nhiing hanh dfng ki€m soat nay ngay lap
tiee. Hiy nho ring, mot nguoi cdp trén o tai
lanh dao phai thueedong xuyén khich 18 cip dudi

ctia minh.

Khuyén khich nhitng da tré &n rau

“Pimg ngoi khen hay la méng. O day chung ta
can nghi xem 1am nhw thé nao d€'ban ¢6 thé& khich
18 d6i phurong?” C6 1@ céc ban cling ¢o nhitng suy
nghi nhi-vay.. Vay Khuyén khich 1a viéc nhu thé
nao? Hay ciing suynghityi do/vE dgra tre ghét &n
rau da duoedua rad phar-giiée go. Khi nhin thiy
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nhiing dita tré khong thich rau nhung lai dang cd
ging #n rau mdt cich ngon lanh, thi nhitng bic
cha me nén noi nhitng 15i sau:

“Con dang &n kha ngon nhi?”

“Nhin c6 vé ngon nhi?”

“Nhin con an, ta cling mudn an salad.”

Dig dénh gia con cai tir vi tri clta nguoi trén.
Ciing ditng ¢§ géng kifm soat bon tré. Thay vio
do, hay trao d6i vdi ching nhiing quan diém cha
quan va cam nhén cia minh tir 13p trierong ctia mot
ngwdi ban. D6 chinh 1a sy khich 1€.

Khuyén khich 13 sy hd tro gitp cho d6i
phuwong gidi quyét van dé bang chinh ning luc
cia ban thin hq. Chia khéa quan trong & day
chinh 12 ning lic ctia mbi ca nhan. Néi cach khic,
d6 1a sz khuyén khich va hd tro d€ d6i phuong
c6 thé€ gidi quyét vin dé mdt cach ty chi. Néu
c8 ging kifm soat d8i phuong thi sé chi tao ra
nhitng con nguoi 1& thudc, nhitng ngueodi ma néu
khéng c6 chi dao thi khong thé Iam dwoc bit ki
diéu gi. D6 1a ly do tai sao kiém soat khéng phai
1a st khuyeén khich mand tré thanh yéu té tao ra
“long can'dam® sai cich.
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Diéu nay ciing duge ap dung cho mdi quan
hé gitta cip trén vdi cdp duwdi. D6t voi nhitng cip
dudi da nang cao dugc thanh tich kinh doanbh,
chiing ta khéng nén dua ra nhitng 16i ngot khen
dwdi dang, “That tuyét voi, anh dé lam rat tot!”,
ma thay vao d6 mot ngudi cip trén c6 tai chi dao
s& biét céch dwa ra nhitng 1o khuyén khich va hd
tro d€ d6i phuong c6 thé giai quyét vén dé biang
ning lyc ciia ca nhan ho.

“ Anh dang 13m viéc rdt nhiét huyét ddy!”

# Anh dang ngay cang tién bd ddy!”

#Cam on anh, thuesiranh di et givp ca d6i ddy.”

Bing nhiing 101 nay, hiy truyén dat lai cho ho
nhitng quan diém chii quan va cdm nhin caa minh
tix 14p truwdmg ctra mot nguoi ban. Va viée truyén

_ dat 151 cAm on ciing rat c6 hidu qua d€ nhiing cdp

dwdi ctia ban c6 thé ting thém niém tin vao nang
Ic ctia bén thén ho. |

CHp trén khéng nén kiém sot cip dudi cira
minh. Thay vao d6, hdy o8 géng hé trg d€ nhimg
ngudi cip dudi cé ning lyc hoat dong mot cach
d6c 1ap. Va cdp trén dbi khi cling cén danh cho
cAp dwdi nhizngloi khich I¢ véi tir cach nhwe mot
nguoi ban,
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3. BAN CO DANH LOI KHEN NGOI VOI
NHUNG CAP DUGI CHi PAT PUJC 60%
THANH TiCH HAY KHONG?

Trong trieong hop cdp dwdi ctia ban dat dugc
ti 1é thanh cong 14 60% so v&i muc téy, thi liéu ban
¢6 danh nhitng 16i khen nggi cho ho hay khdng?

“Pd1 v6éi mot cong viéc thi tit nhién can dat ty
Ié thanh cong 100%, ngay ca khi dat dwgc ¢ miec
99%, cliing ¢ nghia la khéng dat, vay nén chic
chén 13 khéng thé danh 161 khen ngoi cho ho r6i.”

Chéng phai 13 rit nhidu cip trén ciing dang co
suy nghi nhw vay hay sao.

Tuy nhién, nfu at gitt nhitng suy nghi nay,
thi dit trai qua bao nhiéu thot gian di ching nita,
nhitng vi cdp trén d6 ciing khong thé nao danh
nhitng 10 khich 1& d& thiic ddy kha ning thyc
hién cho cdp dwdi cira minh. D8i tugng cd thé
nhan duwgc 10i khuyén khich cfia ho chi 1a nhitng
nguoi dat duoge ti 16 thanh cdng 100% ma théi. Va
vi khéng thé lam bat et diéu gi cho nhitng nguwot
cip dudi chua dat dwgc muc tiéu - nhitng nguoi
can sw khuyén khich nhit, nén khéng con y nghia.

Nhut d3 1161 & phan trisc a6, 1011g can dam la
ngudn nifig lwee dé virot'qira nhitngkho khin. Mot
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ngudi khong thé lam hét ste minh néu thicu long
can dam. Chiing ta thudng c6 xu huéng bo chay
trueée khi d6i mit véi nhitng kho khin. Ngwoe lai,
Khi ¢6 da long can dam, ngay ca khi khéng cd sw
Kki&m soat thai qua ctia cip trén, thi nhitng nguot
cap dwdi, ngay ci trong y nghi cling sé bit dau

nd luee thize hién cong vide mot cach t8t nhét bang
chinh nang hic ca nhén clia ho. Pélaly do tai sao .
cAp trén ciing phai thuong xuyén danh nhitng i
Kkhich 18 véi nhitng nguedi cip dudi chura dat duoc
muc tiéu.

Khﬁng thé khuyén khich néu chi nhin vao

két qua

Chi khi ban dat dwoc trén 100% myc tiéu méi
nhan duoc su khich 1¢ tir phia cdp trén, con lai
thi khong th& dwoc khuyén khich. Nhimg hanh
déng theo hudng dinh kién nhu thé ton tai so di
béi cip trén chi nhin vio két qua dat dwoc clia
nhitng ngudi dudi quyén coa minh. LE ra, viéc .
khuyén khich phai luén luén dugc thire hién doi
v6i mbi c&p duwdi, khong lién quan dén ty 1¢ dat
dwoc muc tiéu.

CAp trémed thé drarrahimg:ioi khich 18 cho
moi d&i tegng, kKhdng bi gigi hgn-boi két qua dat
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duge dit chi 14 60%. Piéu quan trong la ching ta
can phai cht ¥ dén tién trinh thuc hién hon 1a két
qué c6 thé nhin thiy trede mat.

“Tai liéu lan nay da dugc thue hién theo nhiéu
phuong dién nhi?”

“Dik liéu nay rét c6 tinh thuyét phuc.”

“C6 vé nhu anh da kha nhiét tinh ghé tham
khach hang nhi?”

Béng cach nay, ching ta c6 th€ dwa ra nhiing
1oi khich 1é tip trung vao qua trinh thyc hién.
Theo 1& thudng thi d¢ tao ra dugc nhitng thanh
qua tot cin mdt tién trinh thiee hién tét. Nguoc
lai, néu qué trinh khong t8t nhung lai 6 thé tao
ra duoc nhitng két qua tot, thi d6 don gian chi la
mét didu may mén. Chang phai kha ning sé lai
gip may nhu viy la rit thdp hay sao. N6i cach
khéc, viéc phat trién ngudn nhén luc chinh 1a
nudi dudng nhitng qué trinh thyc hién t6t. Viéc
cung cip nudc va anh sang day di cho cac quy
trinh thuc hién ciia cip duéi s& c6 tic dung hd
tro cho nhiing déa hoa thanh qua nd rd. Néu cip
trén nhan thizc dugce viée cin phai chit trong dén
qua trinh thizc hién, thi cdp dudi s& khong con
nghi rang ho dang bi kit sodt; ma s& cam thdy
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ring ho dang nhén duoc sy thdu hifu tix cAp trén.
Va chic chin ho s& dwoc tiép thém niém tin vao
nhitng hanh déng ma ban thin ho da chon lya.
Tém lai, bat ki ngudi cdp dudi nao ciing ludn
mong mudn nhan duoc sy khich 1¢ tir cap trén
ctia minh.

4. KHEN NGOI VA KHUYEN KHICH KHAC
NHAU NHU THE NAO?

T6i nghi ring bang nhitng ditu d3 hoc dugce
tir triede cho dén nay, ban chic chin c6 thé ly
giai duoc sie khac biét gitta khen ngoi va khuyén
khich. Trong phan nay, d& cho cic ban c6 the dé
dang nhén biét rd hon sy khac biét gitta hai khai
niém nay, t6i s& dwa ra cac vi du cu thé, sau d6 vira
tién hanh so sanh cac biéu hién ctia khen ngoi va
khuyén khich trong bang vira diéu chinh ching.

Trudce tién t6i xin phép g toi cac ban nhitng
vi du cu thé.

Khi tai ligu ma cap dwdi trinh Ién 6 biéu hién 16t

Khen nggi

“Ching phai névaneon dangciucc thiee hién
sao, di hoan thanh t6t nhumay @
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Khuyén khich

“N6 rat d& doc nhi. Toi ¢6 thé cam nhin dugc
ring anh di thyc hién n6 rét cong phu dya trén
céc suy nghi ding tir vi tri cta nguoi doc.”

Khi san phim duwoc cip duwdi 1én k€ hogch tro thanh
mot sén phim noi bt
Khen nggi

“Anh d3 1am rét tot, that tuyét voil”

Khuyén khich

“Thure sy anh da nd lgc thuee hién nhlém Vi
dén cling ma khéng tir bo nhi, ban thén toi cling
cam thiy rit vui mimng.”

Khi cip dwéi gianh vj tri dan ddu trong bing xép
hang thanh tich bin hang

Khen nggi

“Vi tri dting diu sao, that tuyét. Anh da lam
duwoc mdt vide 1on réi do.”

Khuyén khich

“Xin ehtieanin grcian,on, anh vi déd kéo ca doi
dilén!” '
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Khuyén khich = Tiép thém ddng lyc khic phuc

khé khin

Chiing ta cin 13m gi? Liéu cic ban 6 thé nim
bét duroc cu th&hai hinh thitc khen ngoi va khuyén
khich hay khéng? O phan nay, hdy ciing thir im
hifu shu hon vé s khac biét gitea hai hinh thiec
nay nhé (Bang tham khao & trang 55).

Khen ngoi la dénh gia cao va tan thuong
nhitng kha ning vuot trdi clia d6i phwong. Mt
khic, khuyén khich 1a ti€p thém dong hirc cho déi
phuong dé vuot qua nhitng khé khin. Trong khi
khen ngoi chi 1a viée danh gid cao va tan thuong,
thi ching ta déu biét duoc ring khuyén khich 1
mét hanh déng nhin nhin ¢ mdt bude xa hon,
mang lai ddng hec thiee hién cho ddi phwong.

Ngoai ra, tdi xin nhic 1ai rang khen ngoi 1a dya
trén méi quan hé cap bic trén duwdi, con khuyén
khich 13 mot m&i quan hé binh déng ngang hang
nhau. Hon nita, trong khi hanh dong khen ngoi
chi dugc thure hién khi d6i phuong hoan thanh
dwgc nhitng viée ma ban than ho mong doi, thi
nguoc lai khuyén khich dugc thuc hién khong dot
héi thoi diémchay hean c@hh. N géch khac, viéc
khuy#n khich ¢6 thé ditoc thig¢ higfingay ca trong
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trudng hop hanh déng caa d6i phuong 1a trai voi
mong doi cia minh, khi d6i phuong gap thit bai,
va ngay ca khi khong dat dwge bat ki diéu gi.

Théng thudng, chiing ta chi khen ngoi khi d6i
phuong phat huy dugc nhitng kha nang vuegt trdi,
hosic dat nhitng thanh tich dugc thé hién dudi
dang cic con s8. Mt khdc, tap trung vao viéc
khuyén khich nhiing ning luc tiém tang cia doi
phuong. Vi vdy, viéc nay khong chi dya trén két
qua dat dwge ma con dua ra nhiing théng diép
ghi nhan nhitng nd lye ctia d8i phuong, nguoi da
tham gia vao qué trinh thyc thién va 1la mét thanh
vién ctia nhém.

Hon nita, s¢ khéc biét gifta chiing ciing duoc
thé hién théng qua cac quan diém clia ngwdi ndi.

‘Trong khi viéc khen ngoi duoc thue hién dua
trén co s& quan dim riéng ciia ban than nguoi
néi va bing thii 46 mang tinh danh gia, thi trai
ngugc voi né, viée khuyén khich dugc thye hién
dua trén 1ap trudng quan diém cia d6i phuong
bing thédi d6 mang tinh dong cam. Hanh dong
khen ngoi duoc thuc hién khong chi vi muc dich
khen ngoi d8i phuong, ma theo ting thoi diém
con draethre huén nhammuedich nhwe kiém soat
d6i phoeng hode dé the higmrang ban than & vi tri
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cao hon so véi d8i phuong. Trai nguoc Iai, hanh
dong khich 1¢ khéng mang nhitng y nghia gidng
nhue véy. N6 chi duoc thue hién véi muc dich don
thuan 1a: “T6i mudn hd trg d€ cho doi phuong co
thé giai quy8t vin dé bing ning lyc ciia chinh ban
than ho.”

Dua vao ngit canh ma nhiing hanh dong
khen ngoi va khuyén khich dugc sip x&p thanh
cac hanh vi duwéi day. Khen ngoi duoc bi€u hién
duwéi hinh thttc ca ngoi nhitng thanh tich va
niing e da dwgc hién thiec héa ctia ddi phrong,.
Con khuyén khich 1a hanh dong truyén dat lai
1i cam on giri dén dSi phuong vi sy c6ng hién
ctia ho va duoc thé hién dwdéi hinh thiec ndi [én
nhitng cam xic va dn tuong tot dep cua ban
than d&i véi ho.

Tuy nhién, cing c6 mt diéu cdc ban can
phai nhan thirc duge. PO 12 hanh vi khen nggi va
khuyén khich khong thé hoan toan phén biét mot
cach rach roi.

# Anh da 1am rat t6t1”, “Anh dd lam duoc mot
viéc 16n”, “Thét tuyét voil”

D6i khinkitng 1ai khen ngot nhw vy cling
mang lai tacdyng Khich I¢ danli ¢ho déi phuong.
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Ngoai ra, hing ngay, néu sép clia ban chi toan
la ming ma khéng danh bit ki 16i khen ngoi nao,
thi ché’mg phéi chd vai mot 161 khen nao dé6, ban
ciing s& lam viéc mot cach tich cyc hon hay sao.
Hon nita, déi Iic chiing t6i thueong st dung mot
cach d€ truyén dat cdm nhan ctia ban than bing
nhiing 1oi khen ngoi va ddng vién, ching han nhu:
“Chttc mitng anh d3 dat dugc muyc tiéu, t6i ciing
cam thdy rat vui mimg.”

Chinh vi vy, t6i nghi ring ching ta khéng
nén di quéd sdu vao cdc chi tiét ctia sy khac biét
gitta nhitng 1&i khen ngoi va khuyén khich, ma
diéu quan trgng la cin nhan dinh dwoc vai trd
cita nhitng gia tri tinh than trong doé. T6i nghi
rang nhitng 1y giai vé su khic biét 1ém giita hai
cach thé& hién dugc truyén lai trong nhimg vi du
trén ddy di da d€ ban cd th€ hifu dugc, chiing ta
chi cAn cam nhéin bgmg trai tim hanh ddng khich
1é dya trén nh.&'ng gia tri tinh than trong do. Do
la béi vi, néu lam theo cach nay, ching ta cé
thé truyén dén cho d6i phuong suy nghi rang,
“T6i mudn khich 1& cic cdp dwdi cia minh” va
“Mong mudn ctia t4i 13 gitip cho cdc cip duwedi cé
the giai quyt dwoc cac VAT @8 bing chinh ning
lec caa hg”
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Khen nggi vi Khuyén khich khéng thé phén
tich méat cach rd rang

Pé4nh gia cao va khen
ngoi diém vrot trdi cha
d6i phwong

Tiép thém dong luc dé
déi phwong khac phuc
khdé khan

M@i quan hé phén cdp

M&i quan hé ngang

trén dudi hang binh ddng

. A Trong mei tinh hudng

Khi d6i phwong dat khéng chi khi d6i

dwoc nhimg myc tigu
e bAn thanlg vong | PRuons datdugc
: thanh qua
Ning hyc va nhitng Tién trinh thue hién
thanh qua d dwechién | vasw ton tai clta doi
thirc hoa phueng

Bing quan diém cda

Bing quan diém cia

ban than dai phwong
Théi-d6é-mang tinh Thai d06 mang tinh
danh gia dong cam
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1) Khen ngoi d6i phwong

2) Kim soét déi phwong

Hb trg @& d6i phwong
khic phuc khé khin
bing chinh ning hrc

cia bdn thin ho

.| Khen ngei thanh tich va
ning lwc hién thuc hoa
clia ddi phwong

1) Truyén dat long biét
on d8i véi nhitng céng
hi&n cia d6i phwong

2) Truyén dat inh cam va
4n twong mang tinh tich
cue d6i voi ddi phuong

Quan tAm dén sw dénh
gid clia nguwéri khic va
s& khong né lyclam
viéc trir khi nhin dwoc

1&1 khen ngoi tiv ho

Co chinh kién riéng cia
ban thin va co thé thyc
hién mét cach dgclap
khéng dwa trén sir danh
gid cia ngwdi khac

Duge xdy dung dua trén Tam Iy hoe khuy#n khich cha Toshinori Iwai (Kaneko Shobo)

5. PHAI CHANG VIEC KHEN NGOI SE TAO RA
NHUNG “BENH NHAN BI NHIEM POC™?

Tré em sé phat trién nhu thé nao khi ching

ta tiép tuc kifm soat ching bang cic hanh dong

nht khen ngoi hay la ming. Pua ra nhitng ménh
lénh nhe “Hay dn rau” hodc “Hay hoc bai di”.
Sau d6, khen ngoi néu chiing ling nghe nhitng

yéu cau [cfia bah, VA ming mo néu chiing khong

chiu nghe16i. Néu ehiing ta ctr Hep tuc viée gido
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duc bing nhitng hinh phat gidng nhuw thé, thi s&
nudi day chiing trd thanh nhiing con nguoi nhut
thé nao?

Trong tim ly hoc Adler, ngudi ta nhan dinh
r%’mg, “Khi mét dira tré duge gido duc be‘“mg nhitng
16i ngoi khen, thi chiing s& tiz nguyén dn rau, va
hoc bai. Tuy nhién nguoc lai, néu khéng khen
ngoi, chiing sé khong chiu dn rau va cling sé
khong chiu hoc bai nita.” N6i cach khac, tré em
s& ¢6 géng nd lirc € duge khen ngoi. Nhung dieu
dé khédng dong nghia véi viée sé c6 suy nghi cira
riéng ching & trong d6. Tom lai, ching ta chi co
thé& nudi day duge nhiing dita tré phu thudc vao
viée durgc khen ngoi chir khong giip chiing hinh
thanh y thiec te 1ap. C6 1& nhiing dita tré nay sé chi
%n rau va hoc bai khi nhin thdy b8 me chiing trudc
mit, nhung khi khéng dwoc gidm sat, thi chiing sé
khéng &n rau va ciing sé khong chiu hoc bai. Va
ching sé luén mang nhan thize chi hinh déng dwa

vio sic mit ctia §6i phueong.

“Khéng biét minh c6 dang dwoc d6i phuong
danh gia cao hay khéng?”

“Khéng biétnguvita conghimunh khong th&
thiee hién duge vibenay hay khong?”
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Chiing chi méi quan tdm dén nhiing digu nhuw
véy. Sau d6 13 nhitng lo ling va so hii cho doi
phan tmg cing nhwr danh gia cia d6i phuong.
D6 lidu c6 1a nhitng gi ma cic bac cha me thue sw
mudn dat dugc? '

Adler da chi ra nhitng diéu con nghiém trong
hon thé. D6 1a nhitng dira tré 16n 1én théng qua
viéc gido duc mang tinh hinh phat, trong truong
hop khéng duge khen ngoi, tham chi ching con
chéng d6i lai nhiing ngudi da khéng khen ngoi
chiing. Trong mdt s6 trudong hop, chiing con d6
15i cho d6i phirong “Tai sao lai khéng ngoi khen
ching?” Nhitng bénh nhin nghién ma tay thuong
¢6 xu hudng tim kifm ma tity va cam thiy bat an
néu bi cit thudc. Khong cudng diéu khi néi ring
nhitng dta tré duge nudi day boi cach gido duc
thwdng phat sé tr¢ thanh nhiing con nghién 161
khen ngoi.

Diéu nay khong chi gigi han ¢ tré em. No
con dugc nhin thiy theo cach tiong tie trong mai
quan hé gifta cdp trén va cdp dudi. Diéu cac ban
can phai Iru y I ding bién cdp dudi ciia minh
thanh nhitmg con nghién 1oi khen ngoi. Hay giGp
cac cdp dudicla minh c6 the fir gial quyét cc
van dé diga vap nang ltrcthd ban than bang viéc
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thuong xuyén danh cho ho nhiing 16i khich 1¢
dong vién. Ditu d6 sé gitp ho ¢ thém niém tin
vAo ban than “Chiéc chin t6i c6 thé lam diéu 46"
D6 chinh 13 nhiém vu cha nhitng nguoi cép trén
nhu chiang ta.

Thiic ddy tinh tu }p ciia cc ci nhén bing
cich Khuyén khich

Vay, nguoc lai, nhitng dita tré ludén nhdn dwgc
nhitng 1&i khich 18 € 1on lén nhu thé nao?

Khuyén khich 12 d€hé trg cho d6i phitong dua
ra nhitng quyét dinh theo suy nghi cia minh va
giai quyét vén dé bang ning luc cha chinh ban than
ho. Vi vy, chiing ta khdng nén str dung cac tix ngir
mang tinh ki®m so4t d&i phuong. Ditndi thé nao di
nita, viéc ndy nhiam muc dich d€ déi phuong dua
ra nhitng quy#ét dinh va hanh déng theo nhin thitc
tr nguyén cia ban thin. Chinh nho vay, ma nhiing
dtra tré s8 dugenudi dedng tro thanh nhitng nguoi
truwdng thanh cé du tw tin va ter1ap.

“T6i c6 thé hoan thanh moi th bang chinh
stte manh ctia ban than minh.”

“Viée ciatoi-sé do ban thin t6i tg minh
quyét dinh.” '
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D6 sé 1a suy nghi ctia nhitng dira tré dwgc nudi
dudng diung cach.

Sy ti tin lién quan d&n van dé “tin vao ban
than minh”. Mot dita tré duoc nu6i dudng bang
nhiing 1oi dong vién sé co duwgc “su ti tin”.
Ditu dé déng nghia vdi viéc ¢é duge mot dong
co theo md hinh 1ai ty dong. Khi ban phai d6i
mit véi mot thie thach khé khan & phia trudc,
thi diéu quan trong la ban phai ty minh tao ra
nhiing d6ng co riéng d€ c6 thé viegt qua n6. Nap
da ning legng va tw minh xoay bd phan khoi
db6ng. Nguoc lai, mot dira tré ludn dwoc nubi
dudng béi nhitng 10i khen ngoi s& phai can co ai
d6 gitip chiing xoay can khéi dgng dong co. Do
chinh 13 mot di®m khac biét 16n gitta hai cach
gido duc.

Ngoai ra, véi nhitng dita tré dugc 16n lén
ciing véi nhitng 101 khuyén khich dong vién s& it
bi phu thude vao nhitng 1oi danh gia ciia nguoi
khéc. Ngay ca khi nhitng ngudi khac khong danh
gid cao ching, hay chéng bi chéi tit, thi chic
chin chiing van biét suy nghi va hanh dong dua
theo niém tin ctia chinh minh. Diéu nay hién hitu
trong tdm tri chiing giong nhur hinh &nh cay cbi
bt 12 sé @ rong trong 150 d4t Bing viéc khuyén
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khich cip dudi, nhitng nguoi cip duwdi d6 cua
ban s& c6 th& ¢6 duoc cac hanh vi déc 1ap va co
chinh kién riéng.

Viéc bude ra ngoat xa hdi va bt dau lam viéc
tai mot cong ty ndo d6 chinh la vuot qua nhitng
bec tuong xudt hién trudc mit cac ban. Va nhiing
ngudi c6 long diing cam sé A8i mit mot cach tu tin
ma khéng bi chao dao truge bixc tuong gian nan do.
Tuy nhién, nhitng ngudi khong ¢6 dn long can dam
s& tim kidm moi Iy do khién ban than ho khong thé
lam duoc va vira dua ra 101 bao chita vira B géng
chay trén khoi cacbtic teong khoé khin nay. Viéc do
s& din d&n hang loat nhiing vén dé sau do.

Trong xa hoi hién nay can nuéi dudng nhitng
ngudi cd thé te minh van hanh déng co clia ban
than, va nhitng ngudi ludn nd luc viegt qua bic
twong kho khén trudce mit ma khong hé tron chay.
D& thuc hién diéu d6, nhitng diéu ma cip trén co
the 1am 12 danh rhitng 161 Khuyén khich dong vién
d6i véi cdp dudi cita minh. | |
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Véi tré nhé, thi nhiing 16i khen ngoi ciing t6t

Tuy nhién, nhu d8 néu & trén, vié_c khen ngoi
va khuyén khich khéng thé phin biét cu thé.
Giita chiing ton tai mét duong ranh gidi khéng
rd rang. Va cling c6 rit nhiéu treong hop nhitng
16i khen nggi dugce thize hién véi mét y nghia
tich ciec.

Vi dy, d6i v6i nhitng dtra tré mdéi chi ba, bén
tudi, ching s& khong thé Iy giai duge nhidu sy
khac biét gitta khen ngoi va khuyén khich. Hon
nita, v4i nhitng da tré & d6 tudi do ciing cin phai
¢6 sit kiém soat mang tén “ky luat” tiy theo thoi
gian va trong mot sd trudng hop nhit dinh. Theo
nghia dé 6 thé néi rang khen ngoi ciing 1a mdt
diéu can thiét danh cho nhitng dira tré.
 Tuy nhién, khong phai vi thé ma cdc ban ot

khen ching mai. Chang ta cin phai biét cach
chuyén tir nhitng Ioi khen nggi sang khuyén
khich. D&i v6i nhitng dira tré khong thé ty minh
véan hanh déng co cta ban than, thi cac bic cha
me cin phai mo ra dong co d6 cho tré thong qua
nhing 1di khen ngoi. Bing cich nap diy ning
Iwong va xoay-dong co nhieu Jan, nhing déa tré
do s€ ghi nhé viec tiw dat dong ¢& cho ban than.
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Céc ban nghi sao néu & thoi di€m do6 ching ta thi
mang mdt tu tudng dén dan chuyén sang khuyén
khich nhi.

T4t nhién, didu ndy ciing o6 the duocap dung
cho m&i quan hé cdp bac gitra cip trén voi cdp
duéi. CAp trén s& mo ra cho ban nhitng dong co
bang cach khen ngoi. Vira lap di lp lai viéc nay
dong thoi chuyén sang Khich 18, cudi cing, khi cdp
dwdi c6 the tie minh khoi dong dong co, lic nay
ban hiy nglng khen ngoi va hoin toan chuyén
- sang khich 1&. D6 c6 18 14 cach thue hién mang tinh
hién thirc hon ca.

Pitu quan trong la. muc tiéu can dat dugc.
Cép trén khong nén ctt méi ti&p tuc kiém soat
nhitng dong co cta cdp dudi. Viéc ban than
nhitng ngudi cdp dudi t minh nhan thic duge
dong co theo md hinh lai t déng, co nghia la
ning lwong ctia ban than chinh 1a muc tiéu can
dat duoc. D€ thuc hién dwge diéu nay, thi diéu
quan trong ching phai 12 ban can phai luon ludn
hinh dung ra nhitng diém két ndi voi s chuyén
d6i sang khuyén khich hay sao.
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Chuong 2

Khong duge phep la mang

1. MOI NGUOT PEU €O GANG DE BAN THAN
TRO NEN TOT PEP HON

8ng viécla mdt chudi Lién ti€p cua nhiing

khé khan. Cube sﬁng cling giéng nhu

vay. Chiing ta khong thé séng ma trén tranh mai

nhitng khé khin. Alfred Adler da néi ring tat ca

nhitng vin dé trong cudc séng cia con ngudi cd

thé& dwoc tém lugc trong ba phan sau. B6l1a (1) van

dé trong cong viéc (2) nhiing van dé trong tinh ban
va (3) nhitng van dé cta tinh yéu.

Va, nhie chiing ta da néi trong doan md dau,

con ngwdi Kiai phaidsimat trag Epvo! kho khan,

ching ta tharong vo thize g ghign mot trong hai
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loai phan ting sau. Phan tmg thiz nhat 1a 8 géng
nd hec d& khic phuc va vieot qua nhitng khé khin
d6. Va phan ting thit hai 1a tim moi ly do bao chita
r?mg ban than khong thé lam dugc, va chay tron
khoi céc van dé.

O déy, nhiing 1y do bao chita ring ban than
khéng thé lam dwgce la nhitng Iy do nht thé nao?
Vi dy, hiy tudng twong mot triedng hop ma ban
duoc giao cho mot nhigm vu véi miee d6 khd khén
cao hon so véi nhitng céng viéc ma binh thuong

ban vin dang lam.

Cong viéc dé 1a mét trong nhitng linh vize
chea duge biét dén, nhitng nhiém vy ma cap
dwedi khong hé 6 kinh nghiém 1am viéc tr trude
cho d&n nay, vi viy no sé gy rdt nhiéu céng
thing cho ho. Ngoai ra, nhitng nguoi cdp dwdi
d6 ciing cAn phai giai quyét nhitng cdng viéec
thudng lam nén khong hé co thoi gian ranh rdi.
Vo thoi diém d6, nhitng nguoi cdp dwoi khong
¢6 di1 1ong can dadm s& bo qua phan tng dau tién,
c6 nghia 12 tir bd lya chon d6i mit véi nhing
khé khin. Thay vao d6, ho thuong chon phan.
tng thd haimakhong nhin nhan ki ludng, tiec 1a
“Tim ra nhdng1oibao chia ting ban than khéng
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thé 1am duoge va o§ gang chay trén khoi nhing
khé khan d6”.

Nhiing ly do thudng dugche stedung nhw sau:

» T6i khong c6 du thoi gian.

e C4ccong vieckhac quaban ronnén téi khong
thé bt tay vao thue hién cong viéc nay.

e Tai sao khong giao viéc nay cho ngudi khac
nhi? Téi nghi ring s& c6 nhiéu ngudi c6 di
kha ning hon t6i.

o Stre khoe ciia t6i dang khéng dn dinh. Dt ¢6
mudn 13m ciing khong thé' lam dugc.

Theo tim ly hoc Adler, khi cong viéc cbé mixc
d6 khé khin cao va long can dam khong xudt hién
thi con ngudi ching ta thuong dwa ra nhiéu ly
do khéng chinh dang d€ bao bién cho ban than.
Diéu ﬁéy ciing duegc thay trong trudmg hop nhing
ngudi bi phu thudc vao riegu va ma iy, hodc

' hitng ngwdi micnhing chimg bénh vé tinh than.
Adler da timg néi réng: “Khéng c6 ai manh mé
dwoc nhw nhitmg ngudi dau 8m hay yéu dubi” Vi
khi st y&u dudi dugce giai phong, thi nhimg nguwdi
xung quanhkhéng thé tao ta dugc suc manh hon
ho. Nhitng ngudi bénh co thé kifm soat gia dinh
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va mdi treong xung quanh cta ho theo nhw cich
ho muén. Adler da chi ra diéu dé. Trong moi
treong hop, nguyén nhéan khién ching ta bo chay
khoi nhitng khé khin 1a do thiéu sz can dam, cé
nghia 14 khéng c6 & nang Iye d€ vugt qua nhitng
kho khin. Nhitng diéu ma cip trén hay tién bdi co
thé [am dugc trong treong hgp nay khéng phai la
khién trach nhitng nguoi cip dudi dang ¢§ chay
trén cia minh, ma cin phai nhanh chdéng tién
hanh viéc khuyén khich giéng nhw nhitng gi da
hoc dugc trong chuong trude.

Nhitng chi dao gin lién véi tinh thin khich 1&

Tuy nhién, cip trén d6i lic thudng o8 ging la
ming cip dudi dang ¢ chay trén khoi khé khin
ctia minh thay vi déng vién ho.

“Dirng ¢6 vién cd nita! N6i gi thi néi hay thir
thuec hién né di cha!”

“C6 18 [a voi mie d§ cong viée nhw thé nay thi
c6 thé' lam dugc chit, ban thin t6i khi con tré ciing
d3 timg thec hién nhitng céng viéc nhu thé nay
r6i mal”

Nhitng nguoi cap_trén luon la mang cdp duwdi
cua minh ma khéng nhan thay ré‘mg viéc ¢ thue
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hién dugc hay khéng con phu thudc vao long can
dam ctia mdi nguoi. Co 1€ dy dinh cha nhimg
ngudi d6 1a s& néi nhitng 161 khuyén khich, nhung
cach truyén dat ctia ho lai lam mét di long can dam
ctta nhitng ngudi tiép nhan.

Trudc hét, nhitng 161 chi dao danh cho cap
dudi can dwoc gin vai sy khich 1. Néu dugc hoi
12 tai sao, thi boi vi chi dao la mot sw phi nhan
tinh hinh hién tai, khong khac nio dénh gia ngudi
khéc theo hudng tiéu cuc.

“Cach thuc hién ctia anh lic nay that la budn
cudi, viy nén hay cd gang thay d6i va thyce hién no
theo hudng nay xem sao.”

Day 1a hinh thitc chung cta nhitng 101 chi dao.
Tuy nhién, chinh nhitng tir ngft mang phong thai
thidu tinh t& nay, khién cho nhiing thong di€p ban
dang ndi ra mang y nghia giéng nhw dang phtt
nhin lai cich lam ma nhiing nguoi cap dudi cua
ban dang thtec hién. Con nguoi ching ta khi bi
d4nh gia theo hudng tiéu cyc thuong cam thay
nhw the ban thin dang bi phtt nhin nhén cach va
coi ditu d6.1a bi khién trach. Khi ching ta cam
thdy ban thién dang, bl kiién\ tréch) thi 1ong can
dam ciing theo dé dén danbi matdi.
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Dau tién viéc chay trén khoi nhiing khé
khén la do ban than khdng c6 da long can dam.
Trong trueong hop @6, ching ta khéng nén danh
gid ho theo hwdng tiéu cic, ma thay vao do,
chiing ta hay déng vién ho bang cach tim kiém
va thtta nhan nhiing di€m t&t clia ho, givi dén ho
long biét on va nhitng cam nhin mang tinh tich
cire. Tuy nhién, nhiéu cap trén lai lam nguoc
lai. Khi dédng ra ban cin phai danh nhiing 10i
Khuyén khich, thi lai ¢ géng tao ra long can
dam sai cach.

Céach thuyc hién nay sé chi din dén tinh trang
ngay cang c6 nhiéu cdp dudi chay tron khoi
nhitng khé khan ma théi. Ho s& chi dua ra thém
rit nhiéu nhitng 161 bao bién khac nita. D6 1a béi
vi khi khong c6 da long can dam, con ngueoi ta
thudng cam thiy b4t an khi phai d6i mat vdi
nhitng khé khan.

Cam biy trong cich nghi Khong la ming =
nudng chiéu

“Khéng duoe phép la ming.”

“Khong dugedanh gigmegntdt khac theo hudng

tHéu cyre.”
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Sir thit bai ma cdp trén di hoc hoi duoc 14
nudng chidu cip dwdi clia minh.

“Dis t6i kha ban ron nhung anh &n chi? Toi sé
lam viéc d6 thay cho anh nhé.”

A, chinh & diém d6 nhi, céch thyc hién nay
ctta anh ciing d4 rét tot roi, toi chi ¢an chinh stra lai
mdt chut nita thoi.” '

“Khi 1am viéc, hdy chu y dén difm nay, tiép
theo hay thuc hién phan nay. Cudi cung hay lam
nhi thé nay...” (Tryc ti&p bit tay vao huieéng dan

~ céch tién hanh cong viéc nhu thé nay.)

Nhitng ngudi cip trén da tw hoc dugc rang
viéc la mang mot cach ha khic dé khoi day “long
can dam” 13 mot hudng di sai, thi trong truong
hop l4n nay c6 1& nao lai qua nudng chiéu cac
cdp duwdi ctia minh, cling giéng nhtr viéc c8 gang
d& con lic déng hd xoay nguogc lai véi van hanh
théng thudng cua no.

Adler da chi ra ring, “R&t nhiéu dira tré dwoc
nudng chidu s& c6 nhitng hanh dong khéng mang
tinh xay dung”. N6i cach khac, dit chi don thuan
12 nuong chifu nhung ciing c6 thé 13 mdt phuwong
phap sai lam trong vieg) tao rapswy can dam. Su
nudng chidu 13 vige ddi xi yoi doi phwong nhw
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ddi voi nhitng dira tré. “Ban van con 13 mot dia
tré, ban khong ¢ kha ning te minh lam diéu d6,
vi vy t6i sé thay ban lam diéu d¢”. Pay la mét
thong diép truyén dat lai v6i nguoi khac bing ste
nuéng chiéu.

Ngay tit dau, khuyén khich 1a hd tro d& d6i
phuong cé thé gidi quyét cic van d& bang chinh
nang liec cita ban than ho. Tuy nhién, viéc nudng
chigu s& lam mat di vai trd ndy. Va né sé dan dén
tinh trang khong chi lam d6i phueong bi mét di sy
tw tin ma con lam gia ting sy hiéu lam.

“Khi gdp rac réi, sé c6 ai d6 gitip do t6i.”

“Nhitng ngui xung quanh phai giup t6i, toi
c6 quyén nhan duge sie gitp d&.” |

Dy 14 mot nhén dinh sai lam. O day khéng cé
bit ki y gi khac ngoai viéc thiic day long can dam
ma thoi.

Khi cap trén dao tao nhiing nguwoi cip dudi
clta minh, luén doi hoi ¢in phai tim ki€ém nhiing
cach tmg xt phit hgp d€ khuyén khich cdp dudi.
Tuy nhién, trén thyc t& nhiéu cip trén thuomg
c§ ging tao ra long can dam cho cAp dudi bing
cach la mé’mg ke, hoag ngroc lai 4 nuéng chiéu
ho. Ching ta ¢ém phai xac dinh diroc ring viée la
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méng va nudng chidu 13 mdt cach 1am sai lam khi
mudn tao dung long can dam. D6 1a nhitng yeu

cAu ma mét nguedi ¢6 tai 1anh dao can phai co.

2. HINH THUC CO BAN CUA VIEC “KHICH LE
MA KHONG LA MANG” -
Néu ban dénh gia cip dudi caa minh theo
hudng tiéu cye, ditu d6 sé khién ho mat di long
“can dam va ldy di dong luc Jam viéc ca ho mot
cach khéng can thiét. Cdp trén khong nén méng
mo c&p duwedi cfia minh. Néu t6i néi vé van dé nay
trong bai gidng ctia minh, thi tat ca nhimg nguoi
dang gip phai cdc van deé ric ri trong viéc quan
Iy nhat dinh s& cam thiy thic mic. Dudi déy 1a
mét 58 cau hoi thic mic do.

“Vé mit logic thi toi rat hifu nhitng diéu ma
ngii néi, thé nhung nhu véy thi chiing ta nén lam
gi? Khi cdp dudi dang tién hanh sai cach, nhung
chiing ta lai khong hudéng din ma b6 mic khéng
can d€ v téi hay sao? Néu lam nhu vay, thi liéu c6
gy ra su bat tién cho khach hang va céc phong
ban khac khongé”

Cau traldi etia 161 rat donygidn.
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“Theo hue diéu ma ban néi, thi chiing ta khong
thé thoat khoi dwgc nhitng sai lam. Ban can biét
rang cling c6 nhitng cach d& vira khuyén khich
vita chi dao cho cdp dwdi cita minh ma khéng cin
la mang.” '

Vi du, bén phét hién ra ring éng Suzuki, cﬁ'p
duéi cia ban dang tién hanh cong viée khong
ding cach. Néu theo rthw nhiing diéu ban thuong
Iam thi chic chin s& 12 méng mo va chi dao, bing
nhiing di¢u nay tdi tin chic rang ban s& lam m4t di
long can dam ctia cdp dwdi.

“Anh Suzuki, 6i, khdng dwgc khéng duoc!
Né&u anh ma 1am nhw thé thi sé giy ra cac vdn
dé xx. Tai sao anh lai 1am theo cach d6 ch? Néu
suy nghi, c6 1 anh s& hiu dugc nhitng van dé
trong d6. L& ra anh nén 1am nhue thé nay chu?
Hiy bat tay vao lam lai bang cach nay cho t61.”

Pay chinh 13 m6t trong nhiing 16i ndi dién
hinh Iam m4t di Iong can dam ma ching ta thuong
thdy. Khong nhitng th& van con rit nhiéu 10i noi
kiéu nhw viy.

Mot trong mhiing-hinh thite-¢g ban ta c6 the
vira Khuyen khich vira chi ,dae-¢ho cdp dudi ciia
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minh ma khéng ¢an la méng chinh 1 truyén daty
kién mang tinh chtt quan va truyén dat dudi dang -
cAu hoi.

« Anth Suzuki, khi tién hanh cdng viéc nay, cd
1& ching ta ¢in chi ¥ dén quan di€m nhu thé nay.
N&u Iam dugc nhu vay thi chdng phai 1a ching ta
s& c6 nhitng gidi phap d€ moi viéc duoc ti€n hanh
mot cach subn sé hay sao?”

Néu 1a tdi, t6i s& n6éi nhu vay.

Hay ciing thiz vira nhin nhin vira so sanh voi
phuong phap xdy dung long can dam sai cach
duoc néu ra trude d6. O nhitng phuong phap xay
dung long can dam d6, chung ta da duoc quyét
dinh sin 12 “khéng duoc khong duoc!” hay “Néu
anh ma 1am nhu thé thi sé gay ra cac van dé xx”.
Noi cach khéc, d6 1a nhitng thong diép “Téi ding,.
anh sai” hay “T6i hiéu rd, con anh khong higu.”

Ngugc lai,- véi phuong phdp khuyén khich
mang hinh thitc truyén dat y kién chét quan va
truyén dat dwsi dang cau hoi kigu nhu, “Co 1€
chiing ta can chit y dén quan diém nhw thé nay
nhil” thi (47 KAGAE pHAT 1 mot st ydinh sén,
ma la truyén dat ¥ kicéh meng’ teh'chi quan. Va
thém vag dé mdtvai cau hotnia!
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“Anh thiy ching ta c¢6 thé€ nghi ra dugc cach
nao dé d€ cd th€ tién hanh cong viéc mét cach
sudn sé khong?”

Bang viéc str dung ciu hoi nay, chiing ta ¢6 thé
thuc giuc cac cdp dudi ciia minh ty déng nio.

Sw tu ¥ quyét dinh sin s& khéng mang lai cho
d6i phuong thém quyén lwa chon. Tuy nhién,
phwong phap truyén dat y kién mang tinh chi
quan c6 thé mang lai thém quyén lua chon cho déi
phuong. Diéu d6 c6 th€ két ndi voi sy tén trong va
khich 1& dong vién d6i phuwong.

Hon nita, cach truyén dat dudi dang cdu hoi
khong chi gitip d&i phuong ti minh suy nghi vé
giai phép giai quyét van dé va dao tao vé tu tedng,
ma con d€lai nhitng sy Iyra chon cho d6i phuong.
Bang cach d6, cdp dwdi c6 thé hanh déng theo suy
nghi ctia riéng ban than ho. D& tra 10i cho ciu hoi
“Chiing ta co thé nghi ra duge cich nao do6 dé ¢
thé tién hanh cdng viéc mot cach sudn sé khong?”,
cic cdp dudi s€ c6 thé€ dua ra quyét dinh theo y
kién chit quan ctia ca nhan minh, ching han nhu,
“Qy ddy, hay lua chon thire hién d&i sach xx”. B%ng
cach &6, cip dudi-ctiaban,cd thénam duege quyén
cha dong.
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St t ¥ quyét dinh s8n va la ming lam cho
cip duéi h then va din mét di 1ong can dam cia
ho. Tuy nhién, truyén dat y kién mang tinh cha
quan va truyén dat dudi dang cdu hoi c6 thé€ khich
18 dong vién cdp dudi cita minh. Toi mong ring
cac ban s@ lya chon cach khuyén khich ma tdi da
hudng din & day nhé.

Pua ra cic § tudng bing nhiing chi dao mang

tinh chim ngoi '

Phuong phép thtt hai trong nhiing hinh thirc
co ban ma ta c6 thé vira khuyén khich vira chi dao
cho cip dudi ctia minh ma khéng can la ming
chinh 1a sy chi dao mang tinh cham ngoi. Cham
ngdi cling giéng nhu khi ching ta hit nudc Ién
béng bom, néu nuwdc ctt mai khong duoc ddy lén,
thi ching ta cin cho mét phan nuide vao trong
bom, day dugc goi 1a hanh dong moi nude. Pieu
nay di dugc ste dung véi ¥ nghia “kich hoat hoic
khuyén khich nhiing vi du dién hinh khac xay ra”
d¢ ¢o the ti&n hanh céng viéc cua minh. Viéc nay
chinh 13 nthiém vu ma cAp trén can thyee hién.

Hay thir suy nghi vé vi du dudi day.

“ Anh Suzuki; khi tén hanh cong viéc nay, €O
18 ching fta'can ehit y dénmhisgquan diém nhur
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th& nay nihi. Néu lam dugce nhu vy thi ching phai
1a chiing ta c6 thé nghi ra duoc cach thuc hién
sudn sé hay sao?” |

Phuong phap truyén dat y kién mang tinh chit
quan va truyén dat dwdi dang cu hoi c6 thé mang
lai thém quyén lra chon cho d6i phuwong. Tuy
nhin, mic dit mang lai thém quyén Iya chon cho
d6i phuong, thi cling ¢6 nhitng truong hop phan
ting clia cAp dwdi van con kha chim.

“Viy a.. Doi chit, t6i khéng th& nghi ra
ngay duwogce.”

D6 12 mdt finh hudng thifu kién nhin, ma
ho hoan toan khong dua ra duge nhitng y kién
va phuong an giai quyét ma chiing ta dang ky
vong. Nhung dimg bao gid véi trach ming cdp
dwdi cita minh vao nhitng thoi diém nhir vay.
Trudc tién, cac ban can phai tiép tuc v6i nhimg
cau hoi. :

Trong nhitng truedong hgp nhw thé nay thi
phurong phap chim ngoi tro nén rét c6 hidu qua.

“Gia du nhu, ¢d 18 ciing c6 mot cach nhuw the
nay. Trirde ddy, a6 1 mot phrong phidp higdu qua
dé tién hanh d6i voi mot kKhachhing khac...”
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“Gia du nhu, néu ban thif suy nghi dua trén
quan di€m ctia khach hang, thi co 18 chung ta ¢6
thé vui ming sau khi dua ra dugce phuong an gia
quyét nay.”

Ngay ca khi cip trén ¢ ging ddy bom lén
xudng bing chinh ddi tay ctia minh va nd hyc diy
nuéce 1én gibng nhu vige khoi goi nhitng y kién,
tir c&p dudi, nhung trong trudong hop khong dé
dang dwa ra dugc ¥ kign, thi cin phai mdi nudc
bing nhitng ¥ twong tir cip trén. Bing cach lam
nhu vay, chiing ta c6 thé khoi goi nhitng y kién
riéng clia cAp duwdi.

Tuy nhién, ciing c6 nhimg diéu ma ching ta
cin phai I . D6 Ta vide ching ta khong nén lién
tuc @8 nudc mdi khong co gidi han. Mb6i nudce la
mét bién phap chuyén ti€p cho dén khi cap dudi
duwa ra duoc v kién ¢4 nhan ciia minh. Khi mét |
cdp dudi bit dau dua ra nhimg y kién ctia ban
tharn, thi ching ta can tiép nhan né va dimg viéc
mbdi nude nay lai. Thoi gian thich hop la rat quan
trong. Ching ta can phai thyc hién 13p di lap lai
viéc kéo day, roi lai kéo day.
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Kién tri thuc hién 1ip di lip lai hai hinh thac

cd ban nay

Dimg la ming. Nhung nhiing sai Jom nay
cting phai dwgc stra chita. Trong trudong hop dé,
chiing ta hiy c8 ging lién tuc thay di hai phuong
phiép chi dao mang tinh co ban nay. Diéu dé sé tro
thanh sy khich 1& danh cho cp dwdi.

Truede hét ching ta hay dé cap dudi cta minh
suy nghi bang phuwong phap truyén dat y kién
mang tinh chd quan va truyén dat dudi dang cau
héi. Sau d6, thiic diy sy dwa ra quyét dinh mang
tinh ty chi cia cdp dwdi. Néu dén bueée nay, cip
dudi van chua dua ra duge nhitng v tuedng, thi
chuing ta cin st dung bién phap cham ngoi vdi vai
trd nhue 1a bude thye hién tiép theo. D4 1a viée tte
phia cip trén duea ra cic vi du gitp cap dudi ¢6 the
bom nwdc 18n, tire 1a ¢ thé dua ra duge nhitng v
kién riéng cfia minh. V3, ngay khi nuée dugc ddy
1én, ¢An phai nhanh chong kéo ching ra. D6 chinh
1a phuong phap thyc hién Lip di lip lai viée kéo
dfy, roi lai kéo diy.

Néu ban khéng thuwe hién nhitng viéc d6, thi
don gian [a ban dang thoai thac trach nhiém. Tuy
nhién, néu thiee hién qua mic thi no sé trd thanh
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sw nudng chiéu. C4 hai déu din dén tinh trang 6
gang tao ra long can dam sai cach. Thay vao do,
chiing ta can tién hanh khuyén khich bang hai
hinh thitc co ban da néu trén.

Khi nhitng cip dudi ca ban dang thyce hién
sai phuong phap. Khi tién trinh thyc hién cla
ngudi cip dudi bi ding lai va nhiém vu [An nay
khéng thé trién khai tiép dugc nita. Khi mot cdp
dwéi gip phai that bai. Néu ban vo tinh vuong
vao nhiing trizdng hgp mudn trach mang nhu thé
ny, trude tién hiy nhé dén nhiing phuong thirc
_Chl dao coban. Néu lam duge nhuwe vay, toi tin chic

ring ban s& biét minh cin phai lam gi. Va ciing s¢
khong con mudn la méng ho nita.

3. NHONG THONG DIEP BAT PAU BANG

TU “TOI” CHINH LA LOI NO1 HOU HIEU

. NHAT KHI CHUNG TA KHUYEN KHICH
MOT AI PO

Trong giai Grand Sumo Tournament vao
mita he nim 2001, d5u si Yokozuna Takanohana
dang ¢6 phong dd cao va sy ndi tiéng. Tuy nhién
Takanohana lai dot nhién bi chén thiong dau goi.
Anh roi vao tink rangrayer yongaliéu con cb co
héi gisnh chién thing haykhéng?
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Trong tinh canh d¢, dau si Takanohana da cd
sir thé hién rit dang kham phuc, va anh da tré
thanh quan c;j[uén cita giai ddu. Toan san van dong
qudc gia syuc s6i khi thé. Tai 18 trao gidi, nguedi
dam nhiém vai tro trao giai thudng cao quy cho
anh la Tha twdng Junichiro Koizumi, mét nguwai
ludén nhan dugc sy ung h$ ciia nhan dan va vd
ciing néi tidng vao thoi dism lic bay gid. Khi Thi
tlrc')’hg Junichiro Koizumi trao giai thiedng cho dau
si Takanohana, éng da ndi mét ciu v6 cling noi
tiéng. T6i tin rang c6 16 moi ngudi van con ghi nhé
cdu ndi nay.

biing vay. Tha twéng Junichiro Koizumi da
néi didu nay khién cho ca san van dong s6i suc
khi thé.

“T61 d4 rdt 4n tuong!”

Miic diy, c6 tét ft ngudi con nhé, nhung trude
d6 Thit tdng Koizumi ciing di phat bi€u mgt diéu
Kkhic nita. “Thyec sg anh da chiu dung ndi dau vand
Turc hét stec minh.” Ong d3 phat biéu nhitng 16i nay
triede chu néi “Toi da rat dn teong!” Nhitng 161 nét
nay van con rat rd nét trong ky trc ctia nguoi dan,

Hai 10i phatbiéu nay la sy két hop cia nhitng
théng diép bt dau bing iz, 710”7 va nhitng théng
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diép bit diu bing tir “ban”. Nhiing thong diép bat
dau bing tir “t6i” 1a nhitng tin nhén c6 chii ngik bit
dau bing t “I” trong tiéng Anh. Vi du nhw: “To6i
- d3 rit 4n twong!”, “T6i cam thiy thét vong”, “Tol
£t vui ming”, va “T6i thdy thit dang xdu ho”.
Nguoc lai véi nd, nhitng théng diép bat dau
bing tir “ban” 1a nhitng tin nhén c6 chi ngi bit
. dau biing ti “You” trong tiéng Anh. Vi du nhu:
“Ban that tuyét voi”, “Ban da o8 gang hét sirc

minh”, va “Ban nén lam didu nay”.

Thit tuéng Koizumi da khéo léo stz dung két
hop gitta nhing théng diép bat diu bang tir “t6i”
va nhitng théng diép bat ddu bang tiz “ban” &
phin treée d6. Trude tién éng da dua ra thong
diép bt dau bing tix “ban”: “Thuc sy anh (ban)
di chiu dung ndi dau va nd lygc hét stic minh!”
Va sau d6, dng da két thic bing mét thong diép
bit dau bing tr “t51” day &n tugng: “Toi 43 rét fn
twong!” Va vao ngay hom sau, trang nhit cita to
béo the thao da dugc 14p day bang mot phan ciia
nhig 101 phét bifu ndi tiéng nay.

Tuy nhién, khéng cé mot to bao nao viét vé
nhiing thong @iepbat dau hdng iy, Tban’’, “Thue
s anh da ‘chiu dyng noi dauva-no e hét stec
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minh!” D$ chang phai 13 mgt phin dé givip ching
ta nhan thiec duge ring nhitng théng diép bit dau
bé’mg tie “t6i” dd d€'lai mot tic ddng manh mé nhur
thé nao dén moi ngwoi hay sao?

Nhimng thong diép bit diu bing tix “t5i” va

R e

Nhiing théng diép bit dau bing tir “ban”

Mang tinh khing dinh Mang tinh véng vo
Mang tinh khiach quan Mang tinh chi quan .
Mang tinh ly tinh Mang tinh cam tinh
Mang tinh danh gia Mang tinh gép v
Piém nhin tir trén xudng Pifm nhin ngang hang

Co thé truyén dat chii kién mot cich dé ding

Viay tai sao & truwong hop nay, nhitng théng
diép bat dau bang tir “ban” lai bi moi nguedi lang
quén, con nhitng théng diép bat dau bang tir
“t61” lai dwgc ghi nhd trong dau? C6 mét vai ly
do dwdi day.

Nhiing théng diép bat diu bang tir “ban” vi
du nhu “Banthat tuyet woi”; hay “Ban nén lam
diéu nay” mang dén cho ddi-phurong modt dn
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twong lanh nhat v6i di€m nhin tir trén xudng.
Cb th& néi ring d6 1a nhiing 101 danh gia mang
tinh khach quan. Nhiing théng diép bat diu
bing tit “ban” ¢6 xu huéng gin giéng véi khen
nggi va la ming.

Trai ngugc lai, nhitng thong diép bit d4u bang
tir “t51” vi du nhw “T6i da rét &n twong”, “Toi
ciing nghi vay”, “Téi cam thdy rét vui mimg” s&
mang dén cho d&i phuong mét &n tuong &m dp
tir diém nhin ngang hang. C6 thé néi rang d6 1a
nhiing 10i danh gid mang tinh cha quan va chia
dyng finh cam trong d6. D6 1a 1y do tai sao nhitng
théng diép nay dé dang di siu vao trai tim cta
moi ngudi. Thit tedng Junichiro Koizumi ciing da
thé hién 4t rd diéu nay bang thong diép “Toi da
rit cam dong!”

Ngoai ra, nhitng thong di¢p bt dau bing

 “toi” cling mang sic thai “truyén dat y kién
mang tinh cha quan”, 1a hinh thttc co ban cia
viéc dong vién da dugc hoc & phén trxée d6. Khi
néi dén viée “truyén dat ¥ kién mang tinh cha
quan”, chiing ta thudng c6 xu hudng lo ling ring
“Mic du véamat logic thy tol adrthée hidu dugc,
nhung chiing i khong bighd-phai sit dung né
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nhu th€ ndo.” Trong treong hop d6, ching ta nén
str dung nhitng théng diép bat dau bang tlr “tdi”.
Khong 14y chi ngit 1a ban (You), ma chi stt dung
chu ngit 1a t6i (I). Lam nhwu viy s€ giap ching ta
dé dang truyén dat nhitng v kién mang tinh chu
quan, no sé trdé thanh mot phuwong phiap mang
“tinh khuy#én khich thay th& cho nhitng 1&i khen

ngoi va la mang.

Khong la ming: “(Ban) dang lam sai chd nay!
(Ban) hiy stra lai theo nhw thé nay
- chiing ta cin stz dung nhitng théng diép bét dau
bing tit “t6i” d¢ khuyén khich d6i phuong.

l”‘

, thay vao do

“(T6i) nghi rang néu thay déi theo cach nay thi
moi viéc s8 trd nén t6t hon.”

Chi bing cich thay th& chi ngit You — ban
thanh I - t6i ma chiing ta cé thé dé dang khuyén
* khich d6i phurong.

Cam xic thir cip dugc thay bing Cam xic so

cdp ban ddu .

Ly do tai sao nhiing théng diép bit dau bing
tr “t61” ¢4 xu hwéng d& dang cong huweéng duoc
voi trai tim, frweoc Lén, la bol no mang nhitng
biu hida kem theo cam xuc, NO truyén dat triec
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tiép nhitng cam xtic mang tinh tich circ nhu niém
vui, sg cam kich, va long biét on. D6 chinh la Iy
do tai sao né c6 thé lam rung dong trdi tim cua
ddi phuong.

" Thé nhung, v6i nhitng cam xtic mang tinh tiéu
cue nhue gian dit, bubn phién, 6 don, thi ching ta
nén 1am gi? T6i cho ring tt ca nhiing thong diép
d6 chi ¢in duoc truyén dat mdt cach thing thin

A gy

bing nhiing théng diép bit dau bang tir “toi”.

Khi cip trén la ming cdp dudi clia minh, cam
xtic clia cip trén khi d6 da phin la sw tire gian.
Nhung sy tirc gian khong phai la mdt cdm xtc
thire sw. Nguedi ta goi d6 1a nhitng cam xuc thir
c8p. Vi dy, hiy cling thiz suy nghi trudng hop mét
c8p dudi dd phé bo 161 hira va khong ndp tai liéu
dting thot han. Lic nay nhitng nguoi cdp trén s&
thudng tic gidn “Tai sao lai nhw vy, anh dimng
c6 dta nhu the chir!” Tuy nhién, ban can nhd lai
nhitng cim gidc ma ban da c6 trwde khi bit dau
cam thay gifn dir. Nhitng cam xdc do duge goi la

cam xtic so cip ban dau.

Su chan nan, thit yong rang:.‘Mac du toi da

rit mong doi, vay ma phai that wong nhwthénay”.
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Lo sy rang: “Chéng ta s& phai 1dm gi sau
diéu nay?”

N&i budn, si ¢d don: “Nhitng 1&i ndi ciia ban
than da bi xem thwong.”

Nhiing cam xic so ¢Ap ban ddu nay cudi cing
d3d bi thay d6i thanh sy tirc gifn cita nhitng cam
xtic thiz c8p. Ching phai 14 ai trong ching ta ciing
déu nhén thirc dwgc diéu nay hay sao. Trong-
triedmg hop d6, khi truyén dat véi déi phuong,
thay vi diing su gian dit ctta nhitng cdm xuc thi
cip d€xte Iy cong viéc thi sir dung nhitng cam xtc
so cAp ban diu sé mang dén hidu qua t6t hon.

Khéng ndinhiing loi cau gian: “Tai saolai khong
thé'1am dugc? Anh ditng o6 diia nhu thé chi!”

“Vi da ky vong vao nd, nén t6i thdy hoi thét
vong moét chat.”

“Vi khong biét 18 ring ching ta s& phai lam gi
sau viéc nay, nén t6i ¢ chut lo léng.”

“Cé vé nhu nhitng ditu ma t8i yéu chu da b
xem thudng, nén t6i cam thay hoi budn mot chat.”

Tai sao cac ban khéng thir truyén dat nhte thé nay
nhi. Cac bannghi rang bang cich.nzo thi sé truyén
tai ro ranghon dén voi trai tim cua doi phwong?
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B&i vi di kém véi cam xiic, nén nhimg thong
diép bt diu béng tir “t6i” 6 uy luc lon. Tuy
nhién, voi cam xtc te gian, ching ta khong nén
truyén dat tryc ti€p nhu vay. Thay vao do, hay
chuyén né thanh nhitng cam xtic so cdp ban dau
r6i moi truyén dat. C6 nhu vy, ban méi 6 thé
déng vién va khich 18 cap dudi.

Puong nhién, vGi nhitng cam xac tich ciee thi
ban dimg ngin ngai ma khong bay to ching mot
cach tr do. Ditu d6 sé c6 hidu qua khich I¢ hon
nhiéu. Trong treong hop mudn Ja ming ban ciing
c6 thé tiép tuc chuyén sang nhiing 11 dong vién
khich 1é.

Cam xéic thit cdp va Cam xiic so cdp ban ddu

@

C6 thé phin thiy dugc

bing mit
Khong the nhin thay Cam xic chinh
duge bing miit v

lo lang

ndi budn
cd don
batan

chid fiin
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4. NHONG TAC HAI CUA VIEC TRUY TIM THU
'PHAM VA XU PHAT

Khi vin dé xay ra & noi lam viéc, ching ta
phai nhanh chéng d&i phé véi vAn dé 1a viéc
duwong nhién, hon nita, ciing can phai nd Iec d&
ngin vidn dé do lip lai. Chic chin cic nhi kinh
doanh ciing dwoc day rang phai phén tich nguyén
nhén mot cich 16 rang. Béi vi néu ban mic phai
sai ldm trong viéc phén tich nguyén nhéan, thi sé
dan dén viéc du doan nhim cac bién phép, giy
lang phi thoi gian vao viéc nd lie thue hién di
sach nay.

“Nguyén nhan gay ra van dé la gi?”

“Ai sé la nguoi chiu trach nhiém?”

“Tai sao ban lai bo sét n6?”

Viéc 13p lai nhiéu {an cau hoi “Tai sao?” nhw
thé nay chinh Ia diéu co ban d€ phan tich nguyén
nhén. Day la viée cin thiét cho tit cd moi nguoi.
Tuy nhién, c6 rit nhidu cdp trén khong biét rang
viéc phén tich nguyén nhéin nay c6 thé tao ra long
can dam khéng ngo dén.

“Ailse Tangudi chiu trach nhiém? Tai sao lai
d€ xay ra/van dé nay?”
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Khi theo dudi nguyén nhan theo cach nay,
theo thoi gian ngudi chiu trach nhiém sé dan
giam bot sy that vong. Va ngudi phu trach nay
nghi ring ban thin dang bi &6 151. That vay. Viée
phén tich nguyén nhan, trong nhidu triedng hop,
thuong tro thanh viée truy tim this pham va x@
phat. Nhitng ngudi chiu trach nhidm khi d& xay
ra vin dé thuong cam thdy ring ban than dang
bi d6i xtt nhu mot tdi pham va phai nhan s
trirng phat.

Mit khac, véi nhitng cip du'ou may man
khong phai chiu trach nhiém, thi ho cfing sé ludén
cam thdy cang thing, phai nd Iiec lam viée trong
so hii, 8 ging d€ khong bi that bai va ¢8 ging
@& khong bi xtr phat. N6t cach khac, viéc phan
tich nguyén nhan ciing anh huwong dén 1ong can
dam. D6 12 mot tién trinh rdt nguy hiém ma
khong chi nhing ngueoi da truc tiép méc 16i, ma
ca nhitng cdp dwdi khac cling deu mét dan suw

diing cam.

Tuy nhién, cling khong thé ndi rang viéc dat
cAu hoi c6 thé gidi quyét duoc cac vin dé. Vi viy,
chiing ta cansuy nghi.xem nenthue hién n6é nhw

thé nao trong thucic.
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Chi tip trung vao céc giai phap

Cach t8t nhat d€loai trir Iong can dam khéng
ding cich 1a ding viéc phan tich nguyén nhan
vén dé. Sau d6, dot nhién suy nghi dén d6i séch
giai quyét van dé. T4p trung (nhdm vio muc tidu)
vao gidi phap (giai quyét van d8).

“Bay gid, ching ta cin thyc hién nhitng bién
phap nao d€ vin dé nay khong 13p lai nita? Mong
cac ban nhanh chéng dua ra that nhidu y tuimg.”

Bing cach tuyén bs nhue vay, moi nguwoi sé
ngay lap tte tip trung vao viéc 1én k& hoach cho
d6i sach gidi quyét van d8.

Sau khi phén tich nguyén nhén, sé trd thanh
truy tim tha pham va xtt phat. Mt khac, néu tap
trung vao cdc giai phép, chiing ta sé c6 thé phat
trién va lam sang t6 hon méi treomg lam viée. Cap
trén cin phai thue hién theo dtng y d6 dé.

Chuing ta cin biét phan tich nguyén nhan ctia
vén dé phét sinh va thyc hién cac bién phap xtz ly
thich hop. D6 1a mét tién trinh khong thé thidu trong
viéc chon Iyra céc bién phap chinh xdc. Tuy nhién,
ddy la mot van dé nhin tir géc d6 tm Iy hoc. Nhwe d3
dugc dé gip-érphnrtrode 1o S8 KRS ho long can
dam ctia cipdudi diege ¥4y drng khong dhang cach.
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Nhiing ngueoi ndm giit vi tri quan ly doanh
nghiép thuong c6 kinh nghiém thyc dia phong
phit. Do d6, trong nhiéu truong hop, khi xay ra
cic van d8 tai noi lam viéc, ho c6 thé dimg tryc
giac, suy doan, tim ra duoc nguyén nhan. Va tryee
gidc d6 thong thudng kha chinh xac. Nén néu c6
true cam khong t8t, ho nén nglng cdng viéce lai d&
xac minh 16 rang.

Ban nén bé qua qua trinh phéan tich nguyén
nhin d¢ tap trung vio céc gidi phap. Bdng cich
nay, ban van c6 thé danh nhitng 16i khuyén khich,
déng vién tinh thin ciia cdp dwdi ngay ca trong
nhitng treong hop nén la mang.

Bi mat tién hanh phan tich nguyén nhin vdi

mot sd it ngudi

Tuy nhién, nhitng vén dé chua dugc xiz Iy van
s& con sot lai. Vi xét vé mit logic, bude phén tich
nguyén nhén la rat cin thiét. Ngoai ra, mét s8 cip
trén citng c6 nhitng suy nghi nhuw sau:

“N@u khong tién hanh trao d8i cach d€ phan

. tich nguyénnhan & nhimg trreong hop nhu trong

cude hop, thi 88 khong @ napgeap dugc cac ky
ning cia cdp duéi DE kidngip lai sai [am nhuw
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viy, chiing ta can phai hién thi nhitng hinh anh
phén tich nguyén nhin trong thuee t& ¢ cap dudi
tin mat nhan thikc vin dé.”

Viy chiing ta nén 1am gi truéc khi nghi dén-.
giai phap? '

D& nghi cia t6i 1a trudc tién, cdp trén can phai
tién hanh phan tich nguyén nhan k§ cang véi moi
ngwoi. Khi cin thiét, cd thé goi titng cap dwdi dé
ling nghe tinh hinh. Hojc trirc tiép dén noi lam
viéc va thu thap y kién. Réi sau d6, ching ta co
thé xéc dinh nguyén nhan dua trén nhitng thong
tin do. '

Trudc hét, chi nén tip trung cdc thanh vién
chit chdt ctia minh va tién hanh phan tich m6t cch
bi mat vai mét s6 it ngudi. Va & cdc cudc hop ¢o
mit tit ci moi ngudi, ching ta chi nén tp trung
vao cac giai phép.

Khi la mé‘ing cAp dudi, hiy bi mét thiee hién
& mét noi khong ai nhin thdy, khi khen ngoi hiy
néi that 1én d€ moi ngudi déu nghe thay. Day
chinh 1 nhitng diéu co ban ma mdt nguoi cap
trén ¢6 k§ ning quan ly cin phai nim vitng.
Gidng vbi trwomg hop.dd,, cac ban hiy bi mat tidn
hanh phia Hich agiuyen nhan va khi tap trung
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vi0 cic giai phap, hdy thuc hién cong khai de tat
ca cac thanh vién cing nhan thitc dwoc. Téi rdt -
mong cac ban s& thiee hanh nhing diéu nay vao
trong thuec tién,

Tuy nhién, néu c6 mot 1y do nao d6 ma ban
nhit dinh phai tién hanh phén tich nguyén
nhan trwdc mit tit ca cic thanh vién, thi hay
nhé ring, 8 ging rat ngén thoi gian danh cho
vidc d6 hét stc c6 thé va tiép tuc chuyén dén
viéc thao luan vé giai phap. Né&u céc ban cd thé
4p dung theo cach nay, thi ching phat la ngay
tai noi 13m viéc ctia minh, ban cing chic chin
dua ra duge cac gidi phap dé giai quyét vin dé
hay sao.

5. FEEDBACK (PHAN HOI) VA FEEDFORWARD
(CHUYEN TIEP)

# Anh Yamada, t6i mudn phan hdi vé vit viéc
ciia Cong ty thuong mai XX, khong biét anh co
chiit thoi gian ranh dé ling nghe khong a?”

Tt “phan h6i” hay duoc ding trong nhitng
trudng hop nhw vay. Moi ngudi co biét dinh nghia
ctia tir d6 Lagikhong > Ban diy phen hoi la mot
thuat ngi Ky thudt diza nhing két qua b duge O
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dau ra tr¢ vé trang thai ban diu 1a nhiing thong
tin dau vao dudi dang nhiing nguyén nhan giy
ra vin dé.

Vi dy, néu ban cai dit ditu hoa khéng khi &
25 d¢, thi nd sé tr ddng duy tri nhiét d6 phong &
mtrc d6. Diéu nay 1a béi né dang van hanh chikc
ning phan hoi. Néu nhiét d6 phong qué lanh,
giam xudng 24 d6, thi bd phén cam bién clra ditu
hoa sé tir dong cam nhin nhiét 6 va dimng cung
c&p khéng khi lanh. Day chinh 1a hoat dong mang
tinh phan hoi.

DPinh nghia “duwa nhitng két qua cé duge &
dau ra tré vé trang thai ban dau 1a nhitng théng
tin ddu vao dwdi dang nhitng nguyén nhin giy ra
van d&¢” nghe kha khé hiéu. Vi vy, t6i dich nghia
mdt chut va giai thich nhue sau:

“P6 1a viéc truyén dat cho nhitng ngudi thue -
hién biét dwgc khoang cach gitta phong thdi triede
déy can phai 6 va thiec t8.”

Céc ban ¢ thdy cich néi ndy d& hifu hon
hay khéng? |

Vay thittengi treng iw nhirGhuyéh tigp c6 ¥
nghia nhir the nao? Tir nay khong diroe sie dung |
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thuedong xuyén nhw tir phan hoi. O day ching ta
hiy ciing xem n6 cd y nghia gi.

Chuy#én tiép co th€ duoc dinh nghia 1a “viéc
dw doan nhitng thay d6i trong twong lai va thuec
hién cac bién phap dy phong trede do.” Néu noi
trong vi du duge néu ra tregc do, thay vi phan |
hdi, bing viéc di dodn nhimg thay d6i thuee t& vé
nhiét d6 phong ctia méy dieu hoa, ma ching ta cd
thé chii dong bat va tAt cong the d€ duy tri nhiét
d¢ phit hop. |

L&y vi du khi chung ta ndu an, d€ tang giam
gia vi cho phit hop, ching ta thuong réc vao luong
mudi hat tiéu thich hop r6i ném thit, sau ddlainém
né&m cho d&n khi vira miéng, d6 ciing chinh 1a cach
thize hién theo phuwrong phap phan hoi. Ngirqc lai,
c6 th& néi riing Chuyén tiép la phwong phap quyét
dinh lwong mudi hat tiéu phit hop trudc dua trén
58 long nguyén lidu va s legng nguedi dn, sau do
ném thém gia vima khong ¢an ném thix. Dén day
" chic hin ¢éc ban da nidm duoc su khac biét gitta
phuong phap phan hoi va chuyén tiép ngudn cip
dix lidu.
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Hay cing suy ngim vé phuong phap phan héi
theo 5 giai doan

O phin nay, chiing ta hiy cling nhau suy
nghi vé phuong phap phan héi d€ khuyén khich
cAp dudi ma khong can la mang. Thong thuieong,
phutong phép phan hdi thong tin dugc chia thanh
5 giai doan. Trwdc tién ti s€ giai thich 5 giai doan
nay dua trén vi du trong truong hop “Moi nguedi
bi thu hiit su chil ¥ béi nhitng ngwedi sau khi di vé
sinh quén khong kéo khda quan”.

Giai doan dau tién la phan héi sir viéc. “Khoda
quan chua kéo kia anh”. Viéc chi truyén dat lai sy
viéc nhir thé niy 13 cdch phan héi néng can nhit,
giao phd viéc phan doan va quyét dinh cac giai
phap sau d6 cho d6i phuong.

Giai doan thit hai la phan hoi y kién chii quan.
“Khéa quan chua kéo kia, that ky la!”. Thém cic
nhin dinh cht quan va cdm nhin vao si viéc
trude mit. Sy truyén dat y kién chil quan duwgc néi
dén truede d6 cling tirong tmg véi diéu nay.

Giai doan th ba Ja phan hoi y kién danh
gid, “That kila, khoa quan chira keo kia, that
12 c&u tha” Truyén dat voi doi phuong bing
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nhitng danh gid ding sai dwdi dang © hodgc x
nhuw thé nay.

Giai doan thiz tu 1a phan hoi dua ra dé an.
“That ki la khéa quan chua keéo kia, that 1a ciu
tha. Sao anh khong kéo n6 1én nhi?” Chi ra mot
phuong 4n giai quyét vén dé nhue thé nay, va
thiic giuc d6i phuong thuee hién hanh d6ng. Diéu

nay cling twong Gng voi vide mdi nude ¢ phan

. trudc. Bing viéc dua ra cac vi du cy thé, c6 the

gitip kich thich twe duy ctia nguoi d6 va giup dua
ra nhitng ¥ tudng. Tét nhién, sau khi cham ngoi,
n&u d6i phuong te nguyén lira chon hanh dong,
thi ching ta nén wu tién phuong phap do. bigu -
quan trong la can ti&n hanh giai doan nay theo bo
“kéo va ddy”. '

Giai doan thit nam la phan hoi dira ra ménh
lénh. N6i véi d8i phuong la “That ki la, khoa quén
chura kéo Kia, that 13 cdu tha, Hay kéo khoa lai di”.
Khi néi dén giai doan nay, n6 hau nhu trd thanh
sic thai bifu cam ging nhur ming mo. Chinh vi
vy d6 1a phuong phap pban héi khéng nén deé
nghi nhiéu.

Nhin theo-each nay,, chingia sé thiy ring
giai doan dautiénla giai dogn phan hoi hoi hot
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nhat va giai doan thit ndm la giai doan phan
hdi sdu nhit. D& khuyén khich déng vién va
coi trong tinh tw chu caa cp dudi, d€ cho ho t
minh suy nghi thi cich phan héi néng la cé hiéu
qua nhat. Néu c6 thé hay c8 ging duy tri giai
doan dau tién va giai doan thir hai cia phwong
phép phéan hoi, sau dé két néi véi viée khuyén
khich dé cho ban than ho ty lwa chon phirong 4n
giai quyét. '

Tuy nhién, néu khéng thyce hién dwge, thi
nén stz dung phuong phap cham ngdi & giai doan
thit tir. Do d6, béng viéc nhan thitc duge 5 giai
doan ctia phurong phap phan hoi, ma chiing ta c6
thé d& dang thyc hién viée giao ti€p chi sit dung
khuyén khich ma khéng can la ming. D6 13 mét
. trong nhitng ki ning ma cic ban nhit dinh phai
ghi nhd.

Cho thdy tuong lai bing phuwong phap

chuyén ti€p

Ciing giéng nhue phan hdi, viéc tiép cian bing
ngudn cdp dit liéu chuyén tiép cling c6 hiéu qua
trong vite khuyer khich. Noi det fihiftng ric réi
cia vi dyve khoa quan tredc d6; Dan s€ nghi nhw
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thé o néu nhue khi bt du di vao nha vé sinh, o
ai d6 dua ra 1bi nhéc nho truéc?

“Cé vé 1a gan diy cd nhitu ngudi quén kéo
khoa, d& nguyén khéa quan mo diy.”

Chinh la nhitng 1 nhéc nhé kiéu nhw thé nay.
Tuy nhién, cic ban can phai chil y khong nén dua
ra 1o khuyén qué siu vao thoi diém nay. Khi néi
“Drirng ¢ quén ma d€ khoa quin mo day!”, no tr&
thanh ty v quyét dinh hodc ménh 1énh, va dan tr¢
thanh hanh déng xy dung long can dam sai cach
gidng vdi viéc la mang.

Difm mau chét cin phai chi y khi thyee hién
chuyén tiép trong thize tién 13 truyén dat mot cach
Kkhach quan nhitng 10i di doan. Chinh 161 nhac
nthe “Cé vé 1a gin diy c6 nhidu nguoi quén kéo
khéa, d& nguyén khéa quin mé ddy” cling trong
dwong véi sy dye doan.

Va cf géng khong nén duwa ménh lénh vao 161
noi cang nhiéu cang t6t. Khi ban mudn truyén dat
sau hon mdt chit, tt hon hét 1a nén két hop vai
viéc truyén dat pagig. cap héidd heg duoc & phan
truge do.
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Vi du nhue ndi kem thém cau hoi, “Ban
dang nghi vé bién phap giai quyét nao?”. Mic
du, tbi nghi rang khong cn thiét phai di qua
sdu dén mtc nhue viy trong tredng hop kéo
khoa quan.

Céc vi tri quan 1y ctia cong ty thudng cé kinh
nghiém phong phi hon nhiéu so véi cdp dudi
cta ho. Va chinh vi ¢6 kinh nghiém phong phu,
nén ho c6 thé du doan tuong lai chinh xac hon
80 v0i cac cAp dudi ctia minh. Néu ndi nguoc lai,
thi vi cdp dwdi chi ¢ it kinh nghiém hon so véi
cdp trén, nén nhin tir quan di€m cta c4p trén thi
duong nhién la ho khong thé dy doan chinh xac
duege. D6 chinh 13 1i do tai sao viéc khuyén khich
ch¢ khong phai dwa ra ménh lénh mdi c6 hiéu
qua trong viéc truyén dat cho cap dudi.

Céc ban hay thudng xuyén truyén dat vdi cip
dutéi ctia minh nhitng i dy doan rang, “Diéu nay
chic chin s& xay ra”. Phuong phap chuyén tiép
chic chén sé 14 1di Khuyén hiu ich cho cip dudi
cita ban.

Thay vila méng: “Lam theo cich nay 12 khéng
duoc! Hay lamlai di, thi hiy-tcuyén dat nhitng
16i dw deén trwée, “Thure hién-theo cach nay c6
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th& s& xay ta nhimg ric 18i, ban dang nghi dén
bién phap d6i pho nao?”. Digu d6 khuyén khich
cip dudi tranh dwgc cic van dé trude mit. Khi st
dung phuong phap chuyén ti€p két hgp véi phan
hoi, hiéu qua sé dugc ning cao.
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Chuong 3

Khong dugce phép chi day

1. Vi SE PUGC HUONG DAN NEN MUON DQI
NHONG CHi THI TU CAP TREN

6i dang dam nhiém cong viéc cia mot

nha ti vAn nhan sy cho cic t& chitc, nén

i thuwong dugc nghe nhing ndi lo ling vé ngudn
nhan lie bt cac nha quan ly. Trong s6 do, 6 rdt
nhidu cudc trao dbi xoay quanh viéc “cdp trén
dang gap kho khan vi cép dudi ludn chd doi chi
thi tir cip trén”. “Ong Ogura, t6i dang gdp kho
Khin khi cac nhin vién trong cong ty ludn cho doi
chi thi hudng din ciia minh. R&t mong ong hay
dén thim cong ty ciia ching toi mot fan va lam
viée voi hee Ciing cokhong)it I t6i nhan dugc

nhimg 101 @& aghi nhu vay,
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Vao thoi diém d9, viéc dau tién t6i 1am 1a yéu
cau dugc triee tiép tham dy mét cudc hop cia céng
ty. D6 1a boi vi, chi bing viéc quan sat trang thai
thong thuong chiing ta méi c6 thé dé dang nim
bit tinth hinh thuc &,

Sau d6, khéng ndm ngoai dy tinh, téi thiy
vi Giam d6c did tw minh ddc chifm toan bd thoi
gian trong cudc hop. Trén 90%, c6 khi dén 95% la
thdi gian vi Giam d6c ti néi nhitng nhan dinh cita
minh. Véi trieong hop dd, ngay ca khi cip dwdi ctia
ban mudn dua ra y kién cd nhén thi ciing khéng
c6 cach nao thiee hién duge. Viy thi viéc nhan vién
tréng doi nhitng huéng dan tir cip trén 13 didu
duwong nhién. Vi nhitng nha quan Iy s& luén dua
ra cac chi thi, nén cadc nhin vién khéng c6 cach nio
khachonla Ié"mg nghe va phu thudc theo ho.

Déy khéng phai 1a mt cau chuyén giy cuoi.
Tét ca nhitng vdn dé nhir: “Pang gip phai ric
rdi bot céc cdp dwdi khong co cha kién”, “Khoéng
¢d y thiec trach nhiém”, va “Khéng muén hudng
dan cho cic hiu bdi”... déu 1a do cing mot
nguyén nhan.

Cép trén cfia t6i n6i qua nhiéu. Cip trén ciza
toi dwa ra quanhiéu ménh lénh gho cdp dwdi. Va
d6 theong la goe ré ciia van da.
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Mot ngay khac, trong budi dao tao can bd didu
hanh tai mdt cdng ty, khi t6i giai thich cho cac Giam
d6c bo phan vé nam giai doan chia phuong phap
phan hbi dwoc dé cip trudce dé, mdt vi Gidm doc
dang theo d&i bubi dao tao & phia sau héi treong
da cudi pha lén. Sau khi nghi vé mét ditu gi dé va
quay lai, vi Gidm d6c d6 da ndi nhu thé nay:

“Toi da hifu 16 1y do tai sao lai ¢ rdt nhigu
nhan vién trong cong ty ludn chd doi nhing chi
thi cfia minh, d6 12 béi t6i ludn <& géng hét stic
phan hdi nhitng ménh 1énh cho timg nhén vién
clla minh.”

T6i nght ring, néu ban mudn dao tao chonhan
vién biét tu suy nghi va hanh déng mét cach chu
déng thi dimg bao git chi day nhue thé nay, nhuw
th& kia. Théng qua cac chi thi hoic ménh 1énh, ta
khong thé dua ra duoc cu tra 10i cho cac vin deé.
Thay vi giang day, hay taora khong gian riéng va
d¢ cho cip dudi ty lap day khoang khong gian ca
nhan cta ho. Piéu nay chinh la ban chit ctia qua
trinh phét trién ngudn nhén lyc.
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Giang day va hudn luyén

K¥ ndng huin Iuyén cé vai tro nhw 1a mét ky
ning giao tiép d€ khoi ddy Hnh cha kién ctia dét
phuong. K§ nang giang day twong phan véi loai
k¥ nang huin luyén nay. N&u tién hanh so sinh
ching, thi ching phai I3 chiing ta ¢4 thé thiy 6
tinh hiéu qua cha viéc khoéng giang day hay sao.
(Tham khao bang & trang 110).

Hiy tudng tuong ring viéc giang day o day
cling giéng nhuw viéc mot gido vién tién hanh bai
giang trong 16p hoc. Phuong huéng giao tiép duoc
thire hién theo mét chiéu. Cac hoc sinh Am thAm
- ti€p nhan nhitng 16 giang day ctia gido vién. Gido
vién co tit ca cdc cau tra 10i ding nhét, va truyén
dat lai cho hoc sinh théng qua bai giang ctia minh.
D0 chinh xdc 1a méi quan hé gido vién day cho hoc
sinh, va ngueoi 16n day cho tré em.

Miit khac, viéc hudn luyén dwoc thyee hién theo
cach nguoc lai. P6 1a sie giao Hép hai chitu. Trong
nhiéu treeong hop, hudn luyén vién chi yéu tip
trung vao viéc dura ra cdu hoi, va khdch hang duoc
tro chuyén trao déi rat nhiéu. Trong cudc ddi thoai
hai phia nay,-nhting huan luyén vién fin tdng
ring khactihang 13 figeoi 6 cautra 161 chinh x4c
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nhat va trg gitip cho ho dura ra dwoc nhitng cau tra
161 d6. Muc dich caa viéc huin luyén chinh latd
chtre céc cude giao tiép nhu thé nay d& hd trg cho
nhiing khach hang c6 th& ty minh giai quyét cac
vén dé.

Phuong phép phat trién ngudn nhén lyc nubi
dudng ma khong chi day duoc dé xudt trong cudn
sach nay c6 thé duge cho a 1t gan voi cach suy
nghi hufin luyén. Va khi ching ta st dung cach
nudi dudng nay, két hop véi khong duwgc phép
khen ngoi, khéng dugc phép la ming va khuyén
khich thi chic chin s& phat huy duoc hiéu qua lén
hon nita. Trong chuong nay, tdi rét mong rang cic
ban s& hiéu siu hon nira va hoc duocky nang nudi
dudmg ma khong chi day. |
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Piém khac nhau giita gidng day va huin luyén

Chi day nhimg disy | 109 décdthé
Muc dich y 5 tir minh giai quyét
diung dan 2 aw
van dé
Chi thé
quyét Gido vién (Cdp trén) | Khéch hang (Cip dudi)
dinh
r a . ] b 2 X=
Ly ludn Cach 1am clia Gido vién Cach l?m cramon
phuong (Cép trén) Khich hang
phap P (Cdp dwéi)
Diém Trong loi day cla Trong ¥ kién cha
chinh xic gido vién khéch hang
Tinh
phwong
hwémg Ay 1w
ciia qué Mot chiéu Song phwong
trinh
giao tiép

110



HIROSHI OGURA

Phin chia sit dung tdy vao thoi gian va cac

trudong hop |

Phuong phap phat tri€n ngudn nhén Iuc dwoc
dé xuft trong cudn sach nay mang lap truong
co ban 1a khong duoc phép khen ngoi, khong
duwgce phép la ming, va khéng dugc phép chi
day. Tuy nhién, n6 khong phai 1 diéu cin thiét
trong moi tinh huéng, moi thoi diém. Chdng ta
can str dung tiy vio timg truong hop, nhung
vé co ban, chiing ta déu khong duweoc phép khen
ngoi, khong dugc phép la ming va khong dugc
phép chi day. Viéc do trg thanh muc tifu mang
tinh thuc té. '

Vi du, khen nggi va khuyén khich nhu toi da
dé cap treedge do, ching khong dugce phan biet mot
cach hodn toan. Chiing 12 hai vong tron giao nhau,
vi vay, ngay tix ddu da khéng thé tach biét hoan
toan ching.

Ngoai ra, lap treong la nudi dudng ma
khéng la méng, nhung déi khi chung ta budc
phai la méng.

Sy chi daycting giong niw way, Chodu chung
ta ¢ gilt quan diém khong, ¢ gay nhte mét lap
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tredng co ban, thi duong nhién van sé cd nhfing
trieong hop can phdi chi day.

Tuy nhién, chinh vi vy ma ching ta can
phai suy nghi xem nén lam nhw thé nao thi tét
ma khéng ph& v& nguyén tic. D1 ciing c6 nhiing
tredng hop ngoai 1é, nhung cic ban can phai ghi
nhé ring luén ludn nhan thiec vé viée quay trd lai
14p tredng co ban la khong dugce phép khen ngoi,
khéng dugc phép la mang va khéng duoc phép
chi day.

Trong trudmg hop khéng duge phép la ming.
& chuong truede, ching ta da duoc lam quen véi
phuong phap kéo va ddy. Khi mét cap dudi dang
tién hanh sai phwong phap hodc khi dwa ra mét
cdu hoi ma khéng nhin dugce sie héi dap, thi cac
ban hiy tién hanh theo phuong phap chdm ngoi
dé gitip cho cip dwdi dua ra duge y kién riéng
ctia minh. Va ngay sau khi cip dudi bit dau dua
ra dugc v kién, thi ching ta can nhanh chéng
quay tro lai hinh thic thiee hién ban dau. Diéu
nay ciu’qc th& hién dwdi dang kéo va day, va trong
lap trueong khong duge phép khen ngoi va khong
dwogc phép ehi-day cling can co, nhing thai dé
teong tiz. ' :
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Pua ra 11 khen ngoi. Va sau d6 ching ta sé
quay tro lai véi lap trudng co ban 13 “khuyén khich
ma khong khen ngoi”. Ngay ca khi thiac ddy doi
phuong bing cach chi day, sau d6 sé ngay lap tkc
quay trd vé vdi lap truong khong chi day. Bing
cach ndy, chiing ta ct 13p di 13p lai kéo va day.
Chtng ta can phai linh hoat tuy co ing bién dé
d6i ph6 véi thie t&€ ma khong thay déi lap treong
co ban. D6 13 nhitng diéu ma t6i mudn ndi, rat hi
vong cac ban dc gia c6 th€ hi¢n nhimg gi dwoc dé
cap dén trong cubn sach nay.

2 HINH THUC CO BAN LA KHONG GIAN
TRONG VA PAP UNG YEU CAU HO TRO

“C&p dudi thuong sé mong chd nhimg chi thi
t viéc chi day, chinh boi vy, toi s€ dao tao hgma
khong can chi day.” -

Khi t6i noi nhitng 10i trong ti nhie vay trong
mét budi hoi thao, thi nhiéu nha quan 1y s& c6 biéu
hién ngo vuc: “Vay phai Iam nhie thé nao?”. Ro
rang, c6 vé nhur 161 noi ctia toi dang bi hiéu nham
la “khéng chi day = bo méc lam ngo”. Duong
nhién 1a khéng phai nhw yay, Ghodi 1a khong chi
day, nhung chie ehiin phai ho4eo.
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Viéc phat trién ngudn nhin lyc “khong chi
day”, dwge bit ddu bing viée chia sé myc tiéu theo
céc ditu khoan cy thé. Thiét ldp muc tiéu 1a WHAT,
tirc 1a phai dat dugce “diéu gi” va tién hanh dé cip
dudi va cdp trén ciing xdy dyng muc tiéu. Trong
trieong hop d6, diéu quan trong 1a cdp trén khéng
duoc dp dat muc tiéu. Néu ¢6 thé, hiy d€ cho cdp
dudi ty quyét dinh muc tiéu cta minh. Va cip trén
nén thita nhan nhitng muc tiéu do.

Tiép theo, chiing ta sé€ xdy dyng phuong phap
thiec hién d€ dat dugc muc tiéu do, tie la thiét 1ap
chién Jwgc va chién thuit. Néu trinh d6 cip dwéi
cua ban cao, co kha ndng trd thanh Gng cle vién
cho vi tri quan ly ti€p theo, thi tir ddy cac ban thyec
sy khong can phai chi day cho ho nita. M3 hiy
dé cho ho ti minh nghi xem phai lam thé& nao dé&
hoan thanh muc tiéu, tirc 1a HOW.

Hinh thitc co ban ctia viéc phat trién ngudn
nhin lyc ma khong chi day 1a WHAT (lam gi)
nghia 13 cling nhau thiét 1ap, nhing HOW (lam
thé& nao) thi giao phé dé cap dudi tu minh quyét
dinh. N6 sé tao ra khong gian tréng (Ié trang). Khi
chiing ta ¢ mét khéng gian tréng, thi cAp dwdi sé
nd lyc suy nghi-dé 1dp day nd. Va se bt dau thuee
hién nhitng hanh dong marig tnl it phat.
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Tuy nhién, ciing ¢6 mdt 58 cip trén cam thay
nguy hi#m khi 1y thac cho cip dudi todn b tién
trinh xay dung HOW (lam thé nao). C6 18 hg can
dwoc hd tro thém méot chit. Trong trieomg hop
néu cac ban nghi nhu véy, thi nén hd tro bing
cach st dung phuong phap truyen dat bang ciu
hot hoic cham ngoi da hoc duge trizde d6 &€ cip
duedi ¢6 the te minh nghi ra céc chién lwoge va
chién thuat. Trong khi stz dung phwong phap su
viéc va ¥ kién chu quan ctia 5 giai doan phan hoi
lam co 6, ddi khi chiing ta ciing nén st dung két
hop véi phuong phép dé én & giai doan thit 4 voi
vai trd 1a cong cu d& chadm ngdi. Va sau ds tién
hanh kéo va didy. Khong gian tring sé lai duoc
tao ra. Dy 1a mét trong nhiing hinh thike co ban
clia viéc phat trién ngudn nhén lgc ma khong
giang day.

Pap tmg yéu cdu hd trg cé ki lut thépla bao

cao trudc

Bay gid, gia st chiing ta cingnhau taora khong
gian trdng, moi ngudi cung thiét 1ap WHAT (lam
gi), va 1dy phuong an giai quyé&t HOW (lam thé
nd0) tir cip durdicia mink, Sau dg, phai ching cép
trén khong can phai lam g, nial Khong, khéng
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phai nhu viy. Sau d6, chiing ta phai tiép tuc h’
tro lién tuc, ddy du cho c&p dudi cia minh. Tuy
nhién ditng qua nudéng chiéu hodc quan tim qua
sau vao cic van deé cha cidp dwdi. Mot cdp trén cd
tai quan 1y sé biét tén trong quyén tie chit ctia cdp
dudi, va digu quan trong la phai gitt m6t khoang
cach thich hop véi ho. Viy cy thé€ 1a chiing ta can
phai Iam nhtwr thé nao?

Loat thit hai trong hinh thttc co ban cita viée
dao tao cap dudi “khéng gidng day” 1a “dip tng
yéu ciu hé tro”. Pép ting yéu cdu hd trg 1a dap
ung nhu ciu cita d6i phuong. Nghia 14, khi cip
dwdi 6 nhitng yéu ciu “Xin hiy hwdéng dan cho
t6i” hodc “Xin hiy gitp t6i” thi cip trén can “déap
tng” nhitng yéu cau dé. Pay la mét phong cach hd
trg, chit khéng phai la trong triedng hgp nao ching

ta ciing sé néi “Ti s& hudéng dan cho ban nhé”.

Digu kién bat budc trong trieong hop thirc hién
“dap ting yéu cau hd trg” 13 phai bdo cdo trude.
Néu cip trén khoéng ndi gi va twe y quyét dinh
dap ing yéu cdu hd trg cho cip dudi ctta minh,
thi nhitng c&p dudt d6 58 cam thay hoang mang
khong hiét phai thuee hién hhe the nao.
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“Ddt nhién, trudng phong khdéng ndi gi ca, cd
1& chiing ta d& bi b roi.”

“Trudng phong ching hudéng dan diéu gi cho
ching ta ca, c6 I€ t6i cing sip mat hét dong lwee
thue hién cong viéc roi.”

Viéc khong néi gt va tir y quyét dinh dap g
yéu cau hd tro s& giy ra nhitng phan tng day
chuyén hidu nhdm nh the ndy. D& khong vudng
phai tinh trang nhue vy, thi khi tién hanh dap tng
nhu cau hd trg, cic ban hiy nhé 1a can phai théng
béo triede cho cdp dwdi cia minh.

“Anh Suzuki, d6i voi anh, tir treée dén nay
t6i d3 qua can thiép vao cdng viéc ciia anh roi nhi.
Miic dit t6i 1am nhu viy véi y t6t, nhung t6i nhin
thdy ring diéu d6 da 1am t8n hai quyén ty chu clia
anh Suzuki. Vi vay, te gidy trés di toi sé 8 géng trao
d6i trdc v6i anh cang nhidu cang t6t.”

Viéc théng béo trdc ciing bao gdm nhiing boi
canh va thuong dugc truyén dat theo cach nay. Va
sant ddy tbi xin phép giai thich chi tiét hon vé co
ch& h tro. '

“Khong, phai 1a toi-khong mudn giap anh
Suzuki. Né 6 didu gi domaanh Suzuki mudn
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t6i hudng din hojc mudhn tdi tro gitip, thi hiy ctr
ndi ra nhé. Téi thay rat vui néu c6 thé€ 1am diéu gi
do gitip anh. Va t6i van dang ch¢ anh goi t61 moi
Iacnhé.”

Néu 14 t6i thi tdi s8 ndéi nhw viy. Hon nita,
t6i nghi ring s& t8t hon néu ching ta thém sy tin
nhiém vao bdi canh clia cach suy nghi nhir sau.

“T81 tin ring anh Suzuki c6 the giai quyét vin
dé bang niing lc ctia chinh minh. Néu xay ra bat
ky vdn dé& ndo, anh Suzuki s& ty minh giai quyét
van dé d6 bang ning lwc cta ban than chit, hodc
vao nhitng thdi di€m can thigt, hdy nho t61 tro
gitip nhé. S& di t6i néi ra nhimg 10 nay 13 vi t8i tin
tudng vao kha ning cta anh Suzuki. Anh hi€u cho
suy nghi cia t6i ch?”

Tir trong tim 13 tri thirc - k§ thuit hudng téi

viéc thiic ddy trong tam li thai d0 - dong luc

Nhut ban thdy, trong cac xu hudng dwrge dua
ra tiz treede dén nay, didu ma ching ta cén phai coi
trong trong viéc dao tao cdp duéi “khong chi day”
chinh Ia tinhty-ch va dog lap gia cap duwdi. Thay

vi ning cao ki ndng ciia, cap dudi, e la kién thiec
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va ki thuat, thi muyc tiéu ching ta can dat duge la
nang cao thai d6 va mong mudn cta ho, do chinh

]a nhitng tién @2 16n & phén nay.

Nhiing d6i tugng cita viéc do tao ngudn nhén luc

Tri thivc/ki thuit
(Kiéh thirc vé sdn phiim, ki
ning kinth doanh, tw duy
logic,...)

Thai d6/déng lwc
(Ttnh hie chil, tinh @5c 1p, o thitc trich nhiém,...}

Nhitng d&i tuong cia viéc dao tao ngudn
nhan Itee €6 thé duogc chia thanh hai logi lon (tham
khao bifu do phia trén). Mot 1a tri thitc va ki thuat
durgc viét & phin phia trén ctia kim t thap. Thong
thuong, nhitng Ki ning nhuw kién thic vé san
ph&m, K néng kinh dpanghy tw|duy) logic. .. duoc
coi 13 d6i Hromg ¢dn dao tag|dau-tien.
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Mot d6i tugng nita la thai 46 - ddng lwec dwoc
viét & phin ddy clia kim ty thép. Thai d6 chinh 13
tinh tw cha, tinh dc lap, y thitc trach nhiém - chi
dé ctia cudn sach nay. Va viéc dao tao b?mg thai
d9 va dong e nay la gidi phap mang lai hiéu qua
quan trong nhat.

Thim chi, néu ban cd géng ning cao kién
thitc va ki ning cho cdp dudi, nhitng ngueoi
khéng c6 thai d6 va ddng luc, thi ddi voi ho,
nhitng kién thirc hay ki ning ma ban truyén dat
cling sé ngay lap téc bi quén sach. Béi vi, ban
than nhitng nguwdi c&p dwdi dé khong cé hieng
thi trong cong viéc, nén dit ¢6 huéng dan bao
nhiéu di chang nita cling v ich.

Ngwoc lai, néu 6 thé dao tao ki ludng thai
d6 va dong luc, thi kién thirc va ki thuat sé khong
con can thiét. Boi vi khi nhiing ngudi cdp dudi
c6 dt dong luc trong cong viée thi khong can s
giang day tir cdp trén, chinh ban than ho cling
sé ty bit dau hoc hoi. Chic chin rang tat cd moi
ngudi déu doc sach, va dua ra ciu hoi véi cdp
trén cta minh, cling chi vi mudn c¢6 dugce nhitng
kién thitc vakithuat bing ning luc vén cb ciia

ban than.
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Ban chit cua viée dao tao nguén nhan lyc nim
& s phat trién cda thai d6 va dong I, Cach hiéu
qua nhét d€ thye hién dugc ditu doJa boi dudng
md “khéng chi day”. Néi cach khéc, d6 1a cach t5t
nhét d&bao vé phong théi dap tng yéu cau ho tro,
va tao ra khong gian tréng.

Nhan tién, khuy&n khich 12 cach hiéu qua nhat
d¢ nang cao dong luc clia d8i phuong. Nhiing
cong cu d& hd tro didu d6 1a: dao tao ngudn nhan
lgc ma khéng ca ngoi va dio tao ngudn nhin
lgc ma khong la méng. Bing viéc st dung trigt
@& phuong phap phét trién ngudn nhén Iuc ma
chiing ta da hoc dugc ¢ phén nay, ban c6 thé bit
dau dao tao nhitng nhéan vién c6 kha ning tu giai
quyét vén dé véi chinh sttc manh ctia ho.
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3. XAY DUNG MOT PIA PIEM VOI VAI TRO
LA NOI GAP GG VA TRAO POI DINH KY

Bang céch dap ting yéu ciu hd tro cia cip
dwdi thay vi chi day, cdp trén c6 thé tao ra khong
gian tréng va gitip cip dudi dwa ra dugc y kién
cta minh. Néu ¢6 thé suy nghi theo cich nay, cac
ban chic chin c6 thé Iy gidi dugc cach chi dao ma
cip dudi cia minh dang mong doi.

Ngay ca khi ching ta théng bao sé dép tng
yéu cau hd tro cho cdp dudi cita minh, thi hiu nhu
ho cling khong dam néi 1én yéu cau chia ban than,
hay néi cach khac Ia khéng dam néi: “Xin hay chi
day viéc nay cho t6i.” Diéu nay la do ho ludn tran
ngép cam gidc lo ling. Chiing ta s& cé nguy co tré
lai voi khen ngoi, la mang va chi day giéng nhw
trueée dé. |

R& rang, khong it nha quan ly gip phai nhing
treong hop nhu vay.

Trong trudng hop nay, t6i khuyén cidc ban nén
t& chirc cac budi trao ddi dinh ky thuong xuyén,
khi d6 cap trén va nhiing ngudi cdp dudi cha
minh ¢6 co héi d6i dién tryc tiép véi nhau va trao
déi tat ca nhirag van dé con danglo ling. Trao d6i
thureong xuyén conghia Ia viée 10 éhire cde cudcban
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bac, trao ddi giita cic cip mang tinh dinh ky. Vi
du nhe ching ta quyét dinh danh ra mot khoang
thori gian, tix9 gid d&n 9 giv 15 phut vao mbi budi
séng thteba hing tuin d€ cling duea ra va thao lugn
nhiing véin deé. |

Khi t6i con dam nhiém vai trd diéu hanh mot
cong ty tw van, tdi di lién tuc t8 chtic cac cude
hop gifng nhw thé nay, mdi tuan mot lan gitea
trudng phong kinh doanh, truong phong tu van
va tredng phong quan ly. Va nhitng lic nhuw vay,
t61 d3 c6 thd cam nhan dugc nhitng phan tmg rat
manh mé tir cic bén. Ho déu dang duy tri viéc hé
tro ddi voi ciip dwdi cita minh. Bang cach lam nay,
chiing ta vira c6 th€ gitip & cdp dudi, vira o thé
phat trién s te chi va tie 1ap cho ho. Tdi dé cam
thiy nhu vy do.

Tuy nhién, c6 1€ nhiéu nguoi van connghi ngd
ring liéu nhitng cude trao ddi theo céch nay thye
s c6 th& hd tro, dap tmg yéu cau hay khong. Nhu
chiing ta déd nodi, ban dau, n6 khéng duge dua ra
v6i vai trd nhe 13 cée co hdi thao luén giéng nhu
vy, ma chi dugc dwaravoimong mudn sé c6 dugc
céc yéu ciu dudi dang, “Xin hay chi day cho ti”
va “Xin hiy gitp do"-#ir,edp,disdi cia minh. Tuy
nhién, nét khéng 16 chirg cicbudl thao ludn nay,
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thi chiing ta phai ty minh d6i phé voi cic van dé
mét cach thye t&, Cac cude trao doi thuong xuyén
s& tro thanh nhitng “1oi mbi nwdc”, va ching phai
sé t6t hon néu co thé tré thanh phin ddy ra clia
phurong thirc kéo va day da dugc ndi dén trede 46
hay sao. Ban than t6i ciing nghi nhu vay.

Nhiing céu héi thim van khéng thé chéi cii

Thao luédn thudng xuyén khong phai la phan
tng hé trg ban dau. D6 1a phwong én d8i phé thix
hai trong tredng hop khong thé nhin thiy nhu
cau. Tuy nhién, trong tredng hop cin thiic day
giao ti& nham myc dich dép tng yéu cau hé trg
cho cip dudi thi thao ludn cling rit c6 hiu qua.
Khi tién d6 cfia cic cudc thao ludn duoc giao phd
toan bd cho cdp dudi, thi cdp dwdi s& trd thanh
ngwoi dadm nhiém vai tro dan dau, con céc cdp trén
dam nhiém vai trd hd tro.

“Nao anh Suzuki, ching ta hdy cing trao doi
15 phut k€ tir thoi diém nay. 15 phdt nay, anh
Suzuki hiy stz dung tity ¥. Néu c6 ditu mudn hoj,
thi di1 14 chuyén gi di nita t6i cfing sé trd 1oi anh.
Néu c6 bt ki diéu gi mudn duogc trg gidp thi xin
hiy ndi ra moteach thoai mai. Vi ban than toi rat
mudn gitip d& cho anh Suziiki.”
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N&u ndi duge nhu vy, thi anh Suzuki s€ diura
ra cau hoi sau day:

“THi ¢ thé thao ludn véi sép vé viéc ciia Cong
ty thuong mai XX, mét trong nhiing khach hang
ctia ching ta diege khong a? Cong ty thuong mat
XX dang gip véan dé, va téi nghi ring chiing ta nén
dé xuit véi ho san phdm A véi te cach nhurla mot
giai phép. Rat mong sép cho t6i 16i khuyén ve vin
dé nay.”

S& cé rdt nhidu nhitng cAu hoi dwdi dang: “Xin
hay chi day cho t6i”, hodc nhitng yéu cau giip d&
gidng nhu thé nay. Va chinh nhing cau tra 1oi cia
c&p trén cho nhitng khiic mac nay sé tré thanh mot
su dap tng yéu cau ho tro,

Pé dat dwoc muc dich d6, ditu quan trong la
chiing ta phai nd Iy trong viée tién hanh cac cudc
thao luan dinh ky. Nhét dinh trong cac cudc thao
luan d6, cap trén khéng dwoc phép dam nhiém vai
trd chinh. Khi 1ing nghe cc 16i trao d6i, hau hét
cdp trén déu c6 nhitng suy nghi cia riéng minh,
va chi dua ra nhitng 101 trao d6i véi vi tri la cac
nhan vat chinh. CA nhén t6i thuong ti vin ban
than minh rf“;ing vide d6 duoc goi la “nhitng cau
hoi thim vanehtx khéag, ¢or, la-sy trao doi vdi
vai tro hd tro.
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Nhitng ciu hoi thim vén la nhitng 161 trao d6i
v6i cAp trén ddm nhiém vai trd chinh, do cip trén
tye thyxe hién, va vi loi ich ctia c8p trén. N6 thuong
dwoc trién khai dudi dang nhue sau:

“Anh Suzuki, mac dut con kha sém, nhung
cdng viéc ma toi yéu cau truede day dang tién trién
nhu th& nao r6i?”

“Ving, t6i rat xin 161, t6i chura the bit tay vao
lam viéc d¢...”

“Sao co? Van cte bt tay vio thuc hién n6? Thé
anh dang lam gi vay?”

“T6i xin 13, t6i dang 8 ging theo dudi mot
cdng viéc khac.” '

“Cong viéc khac la viéc gi? Viéc ma ngay hom
qua anh da lam sao? Hay cong viéc chia ngay hom
kia? Hay céng viéc ctia ngay triede d6 niva?”

Viéc nay dudng nhu gidng khi truy vdn mot
tén t6i pham.

D6 chinh 1a 1y do tai sao t6i goi do la nhiing
cau héi thdm van, 6 nghia la cdp tén chi ludén
truyén datlai véi cdp dudi cia minh nhitng cong

viéc bat btioe phai lam.
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That x&u h8, ¢ mdt khoang thoi gian toi
thudong xuyén lam diéu nay. |

Béi vi bing cach dua ra nhitng cau hoi tham
v&n nhu the nay, ma ban than ti, mdt nguoi cap
trén, s& c6 th& 1am mdi va x6a bo nhitng noi longai
ctia ban than.

Tuy nhién, chiing ta phai tra mot céi gia rat
dst cho diéu d6. Bai vi, nhimg nguoi cip dudi
bi cip trén chét van, ho s€ tran ngap nhitng cam
giac budc phai thyee hién theo yéu cau. Va sé lam
mat di tinh t cha trong cng viée cla cdp dudi.
N6i cach khac, ching ta sé khong thé thie hign
duwoc viéc phat trién thai dd, mét trong nhing
nhiém vy quan trong nhit caa viéc hudn luyén

- cp dwdi.

Mt tréi ctia viéc cip trén dang <8 ging lam
mdi, 1a hiéu qué ctia nhiém v dao tao cAp dudi sé
trd thinh con s8 am. Cach tién hanh thao ludn dao
nguoc ban chit nhwe thé chinh [a nhimg ciu hoi
thdm véin. D€ ngan chin nhitng sai JAm nay, cip
trén cAn phai ludn lubn ghinhé rang miu chot clia
cac cude thaodaansé 1adé cip dugdi dam nhiém
vai trd dan dat chifnb,
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Néng cao tin sd ti€p xiic va xdy dung mdi quan
hé tin tudng 14n nhau '

Co mét Iy do khién cho viéc yéu xa khong thé
duy tri sudn se dugc. Con nguoi ching ta thueong
c6 xut hudéng néu gia ting s6 [An gip go, hay ndi
cach khaclaning cao tan s tiép xtc, thi sé dé dang
cam théy c6 thién cam véi d6i phuong. Diu nay
d3 duoc chizng minh i rat nhigu céc thi nghiém
tam ly hoc khac nhau. |

Nhitng cip doi c6 thé thudng xuyén gip g
nhau thi tinh cdm ngay cang bén chit, con nguoc
lai thi sé ngay cang trd nén xa cach. Chinh boi vay,
c6 nhiéu trwdng hop, nhitng m6i quan hé yéu xa
khong th€ duy tri sudn sé duge. Tat nhién, diéu
nay khong chi giéi han trong tinh yéu. Cé thé néi
rang, mdi quan hé tin twong 13n nhau giita cip
dwdi va cip trén cling gidng nhu vay.

Piéu gi s8 xay ra néu cdp trén va cdp dwéi
lién tuc thwe hién cac budi thdo ludn mét tuén
mét I4n trong hai ndm? Mét cong ty IT hang dau
d4 lién tuc thye hién cic bubi thao luin trire tiép
mot-mdt gitka tit ca quan Iy vdi cac cdp dudi
ctia ho moi-tuan mat Jan, tiz, cich ddy hai nim
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trude. Ngoai ra, ban 1dnh dao cling thueong xuyén
& harh cac cude thao luin gidng nhu vay voi
nhitng ngwdi quan 1y bd phan. D6 1a boi vi néu
hoat déng nay dugc thirc hién mot cach lién tuc
s& mang lai hidu qua rét cao. Né&u khong c6 hiéu
qua thi chic hin céng ty d6 da dimg thye hién
ditu nay tir rit lau. Vay né mang lai nhitng hiéu
qua gi?

Toi khong biét dugc liéu c6 méi quan hé nhan
qua truc tiép gilia cac cudc thao luin véi nhitng
két qua dat duoc cudi cing nhw doanh thu, loi
phuan hay khéng. Boi vi c6 rét nhiéu yéu td anh
huong dén hiéu sudt cong viéc, va rit kho d€ cod
thé chimg minh dugc hiéu qua tich cuc ciia mdt
cude thao ludn. Tuy nhién, trong rit nhiéu cong ty,
ngudi ta da nhén thdy ring: “S8 lugng ngudi lao
dong nghi Iam vi vén dé mang tinh stee khoé tinh
than di giam manh.”

K&t luin nay dugc dua trén mot trong nhimg
thi nghiém tam ly hoc da dwoc néu ra trude do.
Néi cach khic, bing viéc gia ting tan sut ti€p
xtic gitta cip trén va cip dudi, mi ching ta co
thé 1am cho m&i quan hé tin tuong 1an nhau gitta
hai bén troéiesan saehon. Gacban co thé nghi

nhu vay.
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Trong viéc dao tao nguén nhén lye, méi quan
hé tin tiong 14n nhau giita cAp trén va c&p dusila
khéng thé thiéu.

Adler da néi rng: “Sau khi d lam x&u di moi
quan hé tin tidéng véi con tré, thi dit ¢6 ¢ géng hd
trg cing s& khong c6 hiéu qua.”

Bang céch tién hanh cic cude thao lun thudng
xuyén nhdm muc dich dép tng yéu cau hd tro
ma chiing ta c6 thé xdy dung cidc méi quan hé tin
twong d6i véi cac cdp dudi cia minh. Khéng con
nghi ngd gi nita, n6 la mot phuong phap hiéu qua
trong viéc dao tao cip duwdi.

4. PAT CAU HOI NGUQC LAI RANG, “BAN
MUON LAM Gi?”

Dép ting nhu ciu hd trg 13 hinh thiec co ban
cua phuong phép dao tao cép dudi ma khong chi
day. Tuy nhién, dé tra 15i cho ciu hoi: “Ching ta
phai lam gi néu khéng nhén dugc cic yéu ciu hd
tro tir cdp dwdi?”, toi dé nghi tién hanh cic cude
thao luan dinh ky.

Trong phin nay, t6i mudh gil 01 Cic ban cau
traloi cho ahiéu eau hot gidhg nhwr'thé nay: “Trong
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trueomg hop nhén duge yéu cau ‘Hay huong dan
nén 1am nhu thé ndo?” tir cip dudi cia minh thi
chting ta cin phai lam gi?”

Dép ting nhu cau h tro khong don thuén chi
38 dea ta giai phap chinh xac khi duge yéu cau:
“Hay hudéng din nén lam nhu th& n20?” Muc dich
ctia phuong phéap dao tao cip dudi ma khong chi
day 12 tiép thém ning lyc & cip dudi t minh suy
nghi va giai quyét vin dé. Cho di1 ban c6 dap tng
yéu cau hd tro bao nhiéu di ching nita, néu duara
cAu tra 10i chinh xéc theo yeu cau ciia cap dudi, thi
<& lam mét di kha ning tw duy va khong thé nang
cao tinh tu chii cho ho. Viéc truyén dat lai nhitng
cAu tra 10i chinh xéc d& trd thanh sy nudng chitu
d6i véi cAp dudi.

3y can phai hd trg nhu thé ndo?”

T6i ludn dua ra nhimg cau tra 10 gidng nhau
cho céc cip trén dit cau hoi nay. D6 chinh 1a cdu
tra 101 dudi dang dit cdu hoi nguoclai ring, “Ban
mudn lam gi?”. Phan tmg cia nhitng nguoi da
duge tdi dua ra cau hoi nay, duwge chia thanh
hai loai. Loai-thwenhat Ia nhtng cAttra 10i rét
thong mink. Noi cach Khat, d4 T nhimng ngreoi
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c6 th€ ngay lap tirc nhan ra rang, “T6i di nhan
ra roi, chinh ban thén t6i ciing dang thuc hién
diu twong tir nhu nguwedi cap dwdi clia minh!”, va
dong thoi tre dwa ra dwoc ciu tra 16i cho ciu hoi
clta chinh minh. |

Va mét loai khac 14 dao sau hon nita vao cau
hoi. “Ong Ogura, xin vui long cho i biét ciu tra
16 chit dieng néi nhiing 1&i dlia cot nhie vay.” Ho
khéng tw cdm nhén duoc réng, chinh ban than ho
dang thuc hién nhitng viéc giéng véi nhitng ngudi
cap durdi ma ho dang phé binh.

Néu duoc cip dudi yéu ciu ring, “Hay hudéng
din nén lam nhu th& nao”, thi trude tién hay dua
ra cau tra loi bﬁing cach hoi nguge lai r%’mg, “Ban
mudn lam gi?”

Quan trong 13, tredc tién ching ta hay hoi
nhiing suy nghi clia cdp dudi ciia minh. Chiing ta
khong nén tir minh dwa ra cu tra 16i cho nhiing
ciu hoi d6. Chéng lai sy cam db ring, “Nén dua
ra cau tra 1oi cho nhanh chdng”, thay' vao dé
ching ta can weu tién cho viée dao tao cdp dudi
bing cieh-dwra-ra nhitng-cdrrhéingrge lai ring
“Ban mugn lam gi?¢, d6'cing [amét trong nhing
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k§ ning co ban nhit cta viéc dao tao cap dudi ma
khong chi day.

Khong héi “Téi nén lam gi?” ma hay hoi “Ban

mudn lam gi?”

Cé modt vai diém ban can cha y khi tién hanh
viéc hoi ngugce lai. Viée dua ra cau hoi nguoc ring
“Ban mudn lam gi?” s& rit 6n nhung néu la ciu
héi “Ban nghi ban thin nén lam gi?” thi lai 1a mét
cum tr cim ki. Cau héi “Ban mudn lam gi?” l1a
mbt ciu hoi d&€ xéc nhan y kién clia cip dudi. Bing
vigc suy nghi vé ciu tra 1o cho cdu hoi nay, ma
cic cp dudi s& bidt cach st dung tri 6 clia minh
va dong thoi c6 the duea ra dwge cdu tra 161 phi
hgp véi ban than minh. Nho vao viée dua ra dwoc
¥ dinh “Tdi mudn lam nhur thé nay” ma cac cdp
dwdi c6 thé nang tinh te chil va y thikc trach nhiém
cia ban than. '

Trong khi @6, d8i v6i nhitng cdp dudi khi
dwoc hoi “Ban nghi ban thin nén lam gi?” sé
ngay lap tire thiee hign viéc “Tim kiém ciu tra loi
chinh x&c” - “Néu-noéi-nhie-th€ nay.thi.cap trén sé
vui mimg nhi?” hode, ' Név 06/ akpthe nay thi
cAp trén 8 tire gian mat” . Cad B dudi s& chuyén
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tle tinh ty chi va y thie trach nhiém sang phu
thudc va thodi thac trach nhiém. Noéi cach khéc,
khong c6 suy nghi cd nhin ctia cap dwdi & trong
d6. Thong thuong trong truong hgp nay, ho cd
xu huwéng tim kiém nhiing cau tra 1&i phit hop,
khong khién cho cdp trén phai la méng, ciing
gidng nhue viéc o8 ging suy nghi cau tra 10i chinh
xac trong bai thi.

Trwedc day, khi cdn 1am cdng viéc tuyén dung,
toi da duoc huén luyén ky cang phuong phap dat
ra nhitng cAu héi nguoc lai. Trong nam th hai,
khi t6i chuyén sang phong k& hoach kinh doanh,
va dam nthiém vai trd hd trg quan ly cho cong ty
ma minh gia nhap, t6i dd bi choang ngop trude
trach nhiém quan Iy ning né, va bét dau di sdu
vao viéc im ki€m cu tra 16i diang.

“T6i nghi rang cd ba cach d€ giai quyét van
dé nay, d6 12 d8 4n A, dé an B va dé é4n C. Nhiing
diém thuin loi va bét 1gi ctia ting dé an déu dugc
viét & day. Truong phong, anh cho rang dé én
nao thi t6t? Anh c6 thé quyét dinh gitp t6i dugc
khéng a?” -

Téi da khdng néi roreng:y dinh clia minh,
ma chuyén quyen quyet dinbvsang phia cdp trén.
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Thé& nhung khi t6i 1am vay, cdp trén ludn dua ra
cAu héi nguoc lai: “Viy anh mudn lya chon de
an nao?”

To1 di thuong dwa ra cac cau hoéi déi voi cap

trén d€ mong nhan duge sy xac nhan ¥ tudng vé
nhitng vén dé trong y&u trong viéc quan ly, mac
di1 Mic d6 i d3 lam viéc & cong ty hai, ba nim.
Tuy nhién, vao thoi diém lac bdy gid, t6i khong
thé& 1y giai dugc  nghia clia nhitng tir ngft ma cip
trén da ndi, va t6i di lién tuc [3p lai nhitng cau tra
15i sai [Am gifng nhw dwéi ddy rdt nhiéu lan.

“Vang... C4 nhén t5i cho ring néu nhin tit géc
dd chi phi, thi chiing ta nén éhc_m dé an A. Tuy
nhién, néu xét trén tinh hiéu qua, thi chdng ta nén
chon dé an B.”

-Cép trén da khéng qué nuéng chiéu hay dé
ding dua ra chu tra 16i ma t6i mong mudn, chi du
& mtee bd qua cho nhitng 151 hiu sai y nghia cau
hoi d6 cha toi.

“Nay, Ogura, toi khong héi 1 ‘Nén lam gi?’
ma 61 dang héi anh 14 ‘Anh mubn lam gi?”

Toi dé rdt-ngac.nhién trude cau noi do. Ly

ludn “nén lam” 1a nhén dinh fw guan diém cong
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viéc cia ngudi khac. Tuy nhién “mudn lam gi”
la nhén dinh tir quan diém cdng viéc cita chinh
ban thin minh. Chiing ta khéng thé trén tranh
no. D6 la Ian dau tién t6i ti giac thuee hién codng
viéc ma minh dam nhiém. Va sau nay, toi van
lién tuc c6 grfmg lap di 13p lai cau hoi “Ban mudn
Jam gi?” nay déi véi nhitng ngwdi cip dudi ciia
chinh minh. |
“Mubn lam gi?” va “Nén lam gi?”. Mac di .
chi bing ba tit nhung chiing ¢6 ¥ nghia khéc biét
14t 16n. Khong duge hoi ngugc lai 1a “Ban nghi
t6i nén lam gi?” ma hay hdi xem d6i phuong ¢
¥ d6 “Mudn lam gi?”. Bdng cich lam d¢, ban <6
th€ dem lai hiéu qua trong viéc nang cao tinh ty
chtt va y thitc trach nhiém cho d6i phwrong. N6
sé gitip nudi dudng nhitng tic phong quan trong
nhat, can thiét trong cong viéc.

Thay d3i noi lam viéc bing “Quy tic cé san ciu
tra loi”

“Téi nén 1am gi?”

“Ban mudn lam gi?”

Néu cizthuc hien lap di lap lai nhiéu l&n
nhitng ciu héi ngoc nhi the nay, thi nd o6 thé
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duoc coi 1a mét quy tac chung clia cdc phong ban
trong cdng ty. T6i goi nhitng quy tic d6 1a “Quy
tic 6 san cAu tra 1i”.

Khi cip dudi trao d8i van dé véi cdp trén thi
nhit dinh nhitg ngudi cdp dudi d6 da phai cb
cau tra 10i cho ban thén, hay néi cach khac la y
kién riéng cia ban thin minh. Sau khi dua vao
quy thc chung ndy, néu mot cip dwéi v6 tinh yéu
Chu mot chu tra 191 chinh xac, thi cip trén nén tra
10 nhu thé nay:

“Trudng phong, toi nén lam gi?”

“Ban d3 quén mat ‘Quy tic cd sin cau tra loi’
£6i sao? Néu khong cb cau tra 16i cho riéng minh
“Ti mudn lam nhuw the nay’ thi ching ta khong
thé thao luan duegc. Ban ¢6 mudn toi nhic lai quy
tic mot [an niva hay khéng?”

Cuéi cing hay dit nén moéng cach suy nghi
“Cap trén sé khong phan hoi ¥ kién thao ludn
ctia c&p dwdi néu ho khong cé nhitng nhan dinh
riéng ctia ban than”. N6 s& sém bién dsi thanh
vin hoa “can thiét phai c6 quan di€m cd nhan
riéng”, va sédan trd thanh mhingguy dinh hién
nhién. Néu khéng lam dugggobu thé thi s& rat
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xau h6. Va viéc dao tao cap dudi ma khéng chi
day s& bat dau dugc dinh hinh viing chic tai noi

lam viée.

5. BO SUNG CAC TU LIEU ¢O THE CUNG CAP
GOI Y CHO NHUNG BIEU MA CAP DUOI
PANG LO LANG

Mot trong nhiing bién phdp cu thé d€ dap
ting nhu cau hd tro, mdt hinh thire co ban trong
viée dao tao cdp dwdi ma khong chi day, d6 1a
b& sung tw liéu. Tw liéu 14 cic tai nguyén. Théng
thuwdng, ching ta c6 thé néi dén bdn ngudn lec
trong qua trinh quan ly, d6 la con ngudi, vat
chit, tién bac, va théng tin. Ngutn tai nguyén
ma ching ta cung cip cho cip dwdi d6 1a tai
nguyén thit tre - thong tin. Noi cach khac, bing
viéc cung cdp cdc nguodn tai nguyén nhw tri tué
va kién thite cho cdp dwdi, chiing ta cé thé hd tro
ho giai quyét cic van dé bang nang luc ctia chinh
ban than.

D6 1a viéc hd tro cho cip dwdi nhitng tai
nguyén mang tinh tri tué, déng thoi ciing c6 thé
hb tro nhitng tainguyén mang Hnh tinh thin. N6i
cach khadd, no ¢6 vai ird khich 18 d@6ng vién d6i véi
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nhitng c&p dudi dang cam thdy batan, khong dam
nhin vé phia trede. Nhu toi d8 néi nhiéu lan, long
can dam 1 ngudn ddng luc gitp chung ta vuot
qua nhitng kh¢ khin. Nhimg nguedi dudi quyén
dang cam thdy lo ling vi khong tim dwgc cac bién
phép giai quyét vin dé, s€ khong chi cam thiy bé
tc ma con cam thay bét an va sg hai. Chinh vi
vay, sg b3 sung tw liéu véi vai tro 1a goi ¥ ¢6 thé
tr&y thimh nhitng liéu thudc gitp tim trang tro nén
phén chan hon.

Vay, chiing ta thudng c6 nhing hd tro bé sung
twe lidu ndo? Céc ngudn tie liéu tHéu bidu dirgc tom
t4t thanh ba loai dudi diy.

@ Tu lidu kinh nghiém

@ Tu lidu quan diém

© Tu liéu nén tang

Tw liéu kinh nghiém 12 viéc dura ra nhing goi
v cho cap dudi bang cach truyén dat nhitng trai
nghiém thanh cong va that bai cho ho. Khi cap
duwéi dang vudng phai ndi lo ling béi nhitng ric
£8i, thi phuirong phap hiéu qua nhit 1a dwa ra cac

vi du cu ihié e khong phai/lezahimg Iy thuyét
mang tinh frey wong. Gap fréw-thuong co nhiéu

139



CHIEN LUC'C THU HUT, GIF CHAN NHAN TAI

kinh nghiém hon so véi c&p dudi. Do d6, ching
ta can phai b§ sung nhiing kinh nghiém d6 cho
cip dudi.

“Trude dy, t6i ciing dd mic phai nhitng that
bai gi6ng nhwr vy, ké tir &6, tdi ludn o8 ging chi y
cédn thin & nhimg diém d& nham 13n d6.”

“Néu néi nhe viy, d6i véi dé an danh cho
cong ty X, thi phtrong phap thyee hién nhue viy 1a
rat c6 hiéu qua.”

Chung ta thuong cung cip théng tin vé kinh
nghié¢m cho cip dudi bing cach nhir viy.

Heé thong quan diém 14 cung c&p cac cich nhin
nhan vén dé va chi day cho cdp dudi bang nhiing
géc d6 méi: Vi dy, ching ta suy nghi bing “quan
di€m ctia khéch hang” chit khong phai béng quan
diém cua céng ty minh, va d¢ im kifm cac giai
phap mang tinh quan diém dai han ch¢ khéng
phai bing quan diém ngén han, thi ching ta cin
dé xudt phuong 4n thay d6i truc suy ngh.

Trong truedng hop d6, ching ta khéng chi dé
xudt giai phap mang tinh triru titong ma nén két
hop dan xen nhitng cdu héi cu thé. Vi dy, chiing
ta hdy dua racdccau hoi dirdi dasgnhir: “Truedng
phong quanly A cta cong ty khiach hang B s8 cam
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th&y hai long v&i nhitng dé dn nhw theé nao?”, va
“Né&u ban 1a Giam ddc, thi ban s& chon dé an giai
quyét nao?”

Viéc b8 sung nhitng tw liéu nén tang cling
gidng nhu viéc g& bo cac khung du thita chk
khong dura ra thém cac khung méi. Doi khi ching
ta bi rang budc trong khudn khé nhiing thir ma
minh khéng c6, vi viy ma ban than khong thé tw
chuy®n déng. Vi du nhur: “Ding nao thi cling c6 vé
vo ich, qué stec khong thé lam duwoc”, “Khong co
ngin sach”, “Khéng c6 da thoi gian”, hoidc “Viéc
nay chura titng c6 tién 18”,... Nhiing ngudi ich ki chi
biét nghi dén ban than minh, thueong dwa ra cacly
do khong thé thure hién dugc, vakét cuclalam vao
tinh trang “gdy 6ng dap lung 6ng”. Béi nhu vay,
tu duy ctia ho s& dan bi thu hep va nhitng phuong
4n thye hién ciing bi thu hep. Trong truedong hop
niy, viéc dua ra nhiing 161 khuyén s& rét 6 hi¢u
qué d& cac ban c6 théloai bo nhitng khung rao can
va suy nghi mét cach tie do.

“Ban s& lam gi néu ¢d ngén sach va thoi gian
khéng gidi han?” |

. “Ban sé lanzginéu mot v hwong dugcicho1a t6t
dut chura tu’ng thaytrong qua khat”
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Chﬁng ta thuwong thuc hién viéc dwa ra 10i
khuyén theo nhitng cich nhuw thé nay. Néu lam
nhu vay, chiing ta ¢6 thé loai bé cam giac b€
tic, vd dua ra duge rdt nhiéu y twong. Trong
nhiing ¥ tudng d6, chic chin s& cé nhitng v
twong thye hién dwge véi ngan sach va thoi

gian hién tai.

Bang cach ndy, chiing ta ¢6 thé vira b8 sung tw
liéu nhwe kinh nghiém, quan diém, nén tang, vira
tién hanh hd tro cdp dudi trong viéc gidi quy#t cc

vin de.

Ba cich truyén dat duéi dang Ciu hoi, Péc

thoai, va Pé an

.. Ciing giéng nhuw khi chang ta dwa ra ba
ngudn tw liéu cho cp duéi ciia minh, thi truyén
dat ciing ¢4 ba phwong phép. D6 la (A) Cau hoi,
(B) Pdc thoai, va (C) Dé an. Ba phuong phdp nay
gin gidng voi “sw tham gia néng = khong chi
day”, “si tham gia sdu = chi day”. Do do, cip
trén thuong nd luc hét stre ¢6 thé trong viéc bo
sung cge-trr-lidu-dudi-hinh-thire-cdu-hoi (A), va
chi kém thém hinh) thivc 'doc thedi va dé an gidi
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han trong tredng hop khong dép tng duge ky
vong ctia cap dudi.

Theo nghia den, viéc dua ra nhitng ciu hoi
lIa phuong phép d€ bd sung cho cac tw liéu.
Poc thoai 13 cach truyén dat lai v6i cdp duwdi
ctia minh gidng nhw 13 ban than dang doc thoai.
NE&u néi nhwe thé, thi cach thyc hién nay cing
da ting duoc tién hanh mot cach sudn sé. Bing
cach nay, ching ta khong can qua di sau, chi
truyén dat v6i cdp dudi caa minh nhitng ¥ kién,
nhan dinh mang tinh chtt quan ma khéng dua
ra cic dé 4n giai quyét. Cac y kién tte phuong
phép ddc thoai ciia cdp trén c6 thé tham khao
dugc hay khong tiy thudc vao nhan thic caa
cip dudi. C6 thé néi d6 1a mot cach truyén dat

rat nhe nhang.

Né&u hiéu theo nghia den thi d& xudt phuong
4n giai quyét nghia 1a chi ra mot cach cu thé:
“Né&u lam nhie the nay thi sé tré nén nhuw thé
nao?” Ditu quan trong & day la nhit dinh cac
ban khéng dugc phép bién né thanh ménh 1énh.
Hay dua ra cho cip dudi nhiéu phwong an lua
chon va dé chioho tu quydt.dinb-theo suy nghl
ctia chinh ho. Tém lai; cho dit eapeurdi cd tie chéi
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nhitng dé xuft tir cdp trén thi ciing khong sao.
Diéu quan trong 1a cin phai xdy dung mot bau
khong khi dé dang thue hién viéc d6.

Khi dira vio thuic tién viée bd sung nhiing tue
liéu kinh nghiém, b8 sung tw liéu quan diém, va
be sung tut liéu nén tang [in Iwot dudi dang cau
hoi, doc thoai, va 8 an, chiing ta thudng tién hanh
cac cach néi sau day.

B§ sung tu liéu kinh nghiém

Cau hoi —~ “Ban di timg gidi quyét sudn sé cac
véin dé teong ty nhue thé nay truede day hay chwea?
Ban khéng thé nhé ra bat e diéu gi hay sao?”

Poc thoai — “Trwede ddy, & cong ty A, toi da
ting thiee hién sudn sé cach lam nay.”

Pé 4n — “Néu thit ap dung phuong phap ma
toi da tieng thyc hién & cdng ty B truede day thi ban
nghi sao?”

Bé sung ti liéu quan diém

Cau héi = “Treong phong X cfia cong ty C ¢
16 s8 vui mizng néu chiing ta thirc hién dé dn nhuw
the nay
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Poc thoai — “C6 nhitng phuong phép dugc
thiee hién dupa trén suy nghi tir quan diém cua
khach hang, chit khéng phat tir quan diém cia
cong ty minh.”

Dé 4n - “Truéng phong Y cia cdng ty D 618
13 56 14t hai long néu chiing ta thyc hién nhiing dé
&n teong ty nhu thé nay.”

B4 sung tu liéu nén ting

Cau hoi — “Né&u khong c6 gidi han vé ngan
sach va thoi gian, thi ching ta ¢6 thé& thye hién
nhitng phuong an giai quyét nao?”

Péc thoai — “Néu khéng c6 gidi han vé ngan
sach va thoi gian, thi c6 18 chung ta co thé thuc
hién duoc phrrong an giai quyétnay nhi?”

Deé 4n - “Néu chung ta 102i bo nhitng han ché,
va thir thye hién d6i sach giai quyét nay thi s& nhue
thé nao nhi?”

Dt bing cach ndo, thi diém méu chétla danh
quyén quyét dinh theo y mudn ciia cdp dudi. Tat
ca chiing ta déu mudn hd trg cAp duwedi ma khong
¢an can thidp qua séu vao cac van dé cia ho.
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Chuong 4

Piige trai nghiém nhiing thanh qui
két thiic mang tinh ty nhién

1. CON NGUOI CHi €O THE HOC HOI BUGC
T( NHUNG TRAI NGHIEM

4c ban hdy thir nghi lai. Liéu cac ban da

titng ¢ nhitng trai nghi¢ém dugc coi la
06 st anh hudng 16n d&n ban thin chwa? D6 1a
nhiing trai nghiém nao? Trong nhitng truomg hop
nio ban c6 thé cam nhéin dugce ban than ¢ nhitng
budc triedng thanh thyee sp?

Hiu hét nhitng trai nghiém ma chang ta
c6 thé nhé ra dugc 1 nhitng trai nghiém thét
bai. Néi each-Rhide, chung ta, thuong nghi rét
nhidu vé nhding trai nghiém dag don ma ban
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than da gip phai, lién ti€p vueéng vao nhiing sai
[Am twéng nhu dang chét dan. Sau khi da vugt
qua dugc nhitng thit bai d6, chiing ta cham téi
thanh céng va trudng thanh hon. Thong thueong
chiing ta c6 xu hwdng chi nh¢ mai vé nhitng trai
nghiém nay.

Khi con tré, ¢6 nhitng lic téi khong da can
dam d€ quyét dinh moi thit theo ¥ mudn cua
riéng minh. Va sau khi dwra ra nhiéu sy Iya chon,
t6i phai nho vao nhitng phan doan va quyét dinh
ttr cip trén. Nhu dd néi & phéan trén, nhitng lic
nhu thé, cip trén thuong nghiém khic duea ra cho
tdi nhitng ciu héi nguoc lai “Anh mudn lam digu
gi?”. Bat ki mt cong viéc nao ciing déu cé nhing
muc dich riéng ma ban than mudn dat dugc.
Khong dugce phép dwa ra nhitng 16i bao bién dwa
vao sy non tré va kinh nghiém nong can cha ban
than, Ngay ca khi ban 14 mét nhén vién mdi, thi
ditu quan trong 13 phai cé nhiing y kién riéng
cho minh.

Ngoai ra, ké tirsau khi trd thanh quanly, nguoc
lai v6i Iic tré, toi can thiép qua siu vao tue tudng
clia cAp-dwéiyva-chi-toan-gip-thit-bai. “Tai sao

cau lai khong the hiéu deroe wan dé vay?”, “Cau
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Kkhéng ling nghe nhitng gi ma t6i d& néi sao?”. Toi
thuong xuyén dwa ra nhitng ménh Iénh cho cac
cip dwdi ca minh, va két qua 1, ca doi thudng
xuyén dwa ra nhiing y kién trai nguoc nhau, din
dén mit phuong hudng, khong biét phai lam nhur
th& nio. Tuy nhién, t6i nhan thdy ring khéng -
nén thuc hién nhitng hanh dong nhu vay, va nb
luc thiyee hién céc hoat dong chi dao huédn luyén
cAp dudi ma khong khen ngoi, khong la mang va
khéng chi day. Vi vy, toi da c6 thé tao ra mot sy
thay di Ién.

Con ngudi chiing ta ludn hoc héi dwoc ttr
nhiing trai nghiém. Khong dung, ching ta chi hoc
hoi dwoc tir nhitng trai nghiém. Tuy nhién, van
c6 nhitng nguoi khéng gidng nhw véy. Oto von
Bismarck — Thit twéng nuedc Diéee duge cho 1a chit
nhan ctia phat ngdn sau: “Nhiing ké ngu ngdc hoc
hoi tir kinh nghiém, nhitng nguoi khén ngoan hoc
hoi tir lich st.” D6 thuc sy 13 mét nhan dinh sai
Tam. Co6 the néi, nhitng 10 trich dan trong phat
ngbn ciia Bismarck da dugc the hién mot cach kha
xuyén tac. Trong ban g6c nguyén mAu, Bismarck
da néi nhu thénay: 2161 tinrang chinhiing ké ngu
ngcmdi tre hoehdi tienhiing kinh nghiém ciaban
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thin minh, ngay tr dau, d€ ban than khong mic
phai sai Tam, t6i hoc hoi tir nhitng kinh nghiém
ctia ngudi khac.” N6i cach khac, lich sir chinh 1a
nhitng kinh nghiém ciia ngwoi khac. Danh ngén -
nay khdng phai 1a 16i canh bao chiing ta khéng
nén hoc hai tir kinh nghiém ma 1a d& khuyén khich
ching ta nén hoc héi tir kinh nghiém cia nguwoi
khac ngoai kinh nghiém ctia chinh ban than minh.
Hon thé nita, tdi cling ¢6 suy nghi nhu thé nay.
P& hoc hoi dugc kinh nghiém cia ngwoi khac, thi
chinh ban thin ching ta ciing can phai trai qua
nhitng kinh nghiém tuwong tw. N6i cach khac, d&€
c6 th& “hoc héi tir lich sir = hoc hoi kinh nghiém
ctia nguoi khac” thi ban thin chiing ta cling cin
phai tich iy dugc mét Iuong kinh nghiém nhét
dinh. Néu khéng c6 duge didu do, ban sé khong
thé hoc héi duge tir kinh nghiém ciia ngudi khac.
D6 14 suy nghi ctia ca nhén t6i.

Né&u c6 cling suy nghi 4y, thi cdc ban s& nhan
thiy ring can phai ¢ ging tich trit cang nhiéu
kinh nghiém cang tét cho nhitng cip dudi co it
kinh nghiém ctia minh. B&i vi con ngudi ching
ta chi co the-hoc hoi dugce tir nhiing trai nghiém

thuee té|
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Khéng thé trudng thinh bing nhing trai

nghiém ban thin budc phéi lam

Tuy nhién, chinh vi co nhiéu kinh nghiém la
rt quan trong, nén con nguoi ching ta s& khong
th& triedng thanh dwge néu ban than chi co nhiig
trai nghiém c6ng viéc dura trén cac chi thi va ménh
Iénh. Trong cac buli dao tao nha quan ly, t6i
thuong dua ra cho hoc vién cia minh nhiing cau
héi nhw thé nay.

“Hay thir twdng twong. Ban nhan dugc mot
chi thi ndo d6 tir cip trén cfia minh, va sau khi
thiee hién chi thi d6 ban gap that bai, viy thi
sau dé Iidu ban co thé rat ra dwoc nhitng kinh
nghiém gi?”

Sau do, tdi d3 nhan dwgce nhiing ciu tra 10
gidng nhau tir 10 ngudi:

“T6i s& ching can rit kinh nghiém, chinh boi
vi t8i da thue hién theo nhitng gi ban than duwoc
yéu chu, nén tdi nghi ring d6 1a trdch nhiém cia
cAp trén. T6i d4 ching lam didu gi sai ca.” Viy cdp
dirdi ctia ban ¢o the hoc duoc digu gi qua nhiing
trai nghiém-nhuw th& nay? C6.18 diu dau tién ma
cac cip dudi €6 thé hot ldiegc teilg trudng hop
nay chinh 13 d616i cho cipjéitelia minh, Néu o
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nhw vay thi nhitng trdi nghiém thatbai quy bau sé
khéng bao gio thanh hién thyec.

Nhitng trai nghiém thanh cdng ciing gidng
nhw vay.

- “Hay thix tedng tirong. Ban nhin dwoc mot
chi thi nao d6 tir cAp trén clia minh, va sau khi
thuyc hién chi thi d6, ban da dat dugc thanh cong,
vay ban ¢6 cam thdy vui mitng hay khong?”

Sau d6, t6i cling da nhan dwec nhitng ciu tra
16i gibng nhau tir 10 nguwoi:

“Khong, t6i khéng cam thﬁ'y vui ming, ¢é thé
tién hanh cdéng viéc thudn lgi nhw viy la thanh
tich clia cip trén. Ban thén tdi chi la ngudi thuc
hién cong viéc theo chi dao, vi vay t6i khong
nghi r%’mg do 1a thawee lwee cia ca nhan minh.” Vay
cip dudi cita ban ¢6 th& hoc dugc diéu gi qua
nhéing trai nghiém nhuw th& nay? Cé 1€ cac cip
dwéi sé ching thé hoc hoi duge bat cix diéu g
Téi nghi rang mot kinh nghiém thanh céng quy
béu theo cach nay sé khéng th& két néi dugc véi
sut tredng thanh.

'Con ngudi ching ta khong thé hoc hoi duogc
bat ki dieu gitie nhimg trai nghiém ban than budc
phai thue hién: Nho vao nhikng kinh nghiém co
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duegc tix vidc te quyét dinh va kinh nghiém trong
qua trinh thir nghiém £5i stra 16i, ma chiing ta c6
dwgc mot bai hoc sdu sac.

D6 chinh 13 Iy do vi sao khi tich liy kinh
nghiém cho cdp dudi thi nhitng nguoi cdp trén
khong duogc chi day. Hiy d€ nhitg nguoi cip
duwdi dwge ty suy nghi va tu quyét dinh bang tu
duy cta chinh he. T6i nghi ring diéu do la rat

quan trong.

Phai tién vé phia trude va ddy lai nhimg

that bai

Hay thir teéng tuong mot dira tré tap di xe
dap bang cach thao roi béanh xe phu. Ban sé hé trg
bang cach gitt vao gac ba ga phia sau va ddy xe
dap d€ dcra tré khdng bi nga. Dén thoi diém thich
hop, ban nén bé tay ra khoi gacba ga va d€ dia tré
i di. Tuy nhién, néu khong mudn nhin thdy hinh
anh dtra tré bj ngd thi ban sé khéng dugcbo tay ra
Khoi d6 va lic ndo ciing gilt chit phan gac ba ga
va dfy xe cho con mai nhe v4y... Néu ctt mai nhu
thé thi chingphaiia con gua banse chang bao gio
c6 thé tie M xe dap duroc hay sao '

153



CHIEN LUQC THU HUT, GIJ CHAN NHAN TAI

Buong nhién, cau tra 10i la khong thé nao.
Chitng nao ma chiing ta con kim kep qué mtkc, ¢8
ging d¢€ con cai khong bi ng3, khong bi that bai,
thi bat k&€ chiing ta 6 hd tro ching luyén tap bao
l&u di chdng nita, thi nhitng dira tré d6 chic chin
ciing s€ khong thé ty minh di xe dap. D€ khéng
lam vao tinh canh nay, ching ta cin phai diing
cam va budng tay ra khoi gdc ba ga. Néu lam nhuwe
vay, ¢6 18 dira tré sé bi nga nhao, d4u gdi 6 thé sé
bi co xudng dwong dan dén bi thwong. Tuy nhién
diéu ma chiing ta cin lam 1a gitip cho con tré biét
coi ndi dau d6 nhw mét sy khéi du, ludn o8 ging
thir nghiém va stra 18i, tt d6ng vién ban than ring
“Chinh 14 thoi diém nay! Téi cd thé lam dwgc!”, va
cudi cling ching s& c6 thé ty minh di xe dap. Day
chinh la qua trinh trudng thanh cia con ngudi.

Diéu nay ciing gidng nhur trong cong vidc. Cép
dudi ciing ¢6 quyén trai nghiém nhing thét bai.
La cdp trén, ban cin nhin thire trede duge nhitng
didu d6, va khéng dwocbao boc qua mute cip duwéi
ctia minh. Viéc ma mét nguedi cap trén ¢d ning lyc
quan 1y cin phai lam d6 14 d€ cho cip dwdi ctia
minh dwgc trai nghiém nhitng thit bai ciing nhuwr
tao ra nhitng-eg-hdi hoe hoi.cho ho tir nhitng viéc
do. Nhit dinh khidng duoc quanadng chidu ging

154



HIROSHI OGURA

nhu hanh dong gitt gac ba ga xe dap vi sg s gap
phai that bai nhé.

2. “NHOUNG THANH QUA KET THUC MANG
TINH TU NHIEN” LA GI?

Mot dira tré di hoc, ubn bj gido vién méng mo
vi & quén d5 ding hoc tép. “Phu huynh xin hdy
nhéc nhé con céi cia minh.” Cac ban chic chin
ciing d4 tlng bi gido vién cta con phéan anh nhie
th&. Trong nhitng truong hop nhu vay, ban sé phai
hdi dap nhw thé nao?
@ La ming nghiém khic ring, “Con ct de
quén &b mai nhu thé sao? Khong duge tat
pham nita!”

@ Dé phong truong hop tré quén dd bing
nhiing 101 nhic nho, “Con dd mang theo
sach gido khoa chua? Khdn tay thi sao?
Con khéng quén mang theo hgp com
ddy ch?” |

© Khong néi bt ky ditu gi ca.

Céach tra 161 @ teong tng vaéi loi “mang mo”.
Nhu chiing tada doc kong Chueng 2, “mang mo”
s& lam gidm di long can dam va phan tac dung.
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Céch tra 101 @ twong tmg véi viée “chi day”
di sdu vao van dé cia d6i phuong. Diéu nay ciing
giéng nhu chiing ta da duoc hoc trong Chuong 3,
cach tra 10i nay sé& din dén vide ching ta v6 tinh lam
mat di quyén tir chit va ddng lyc cia d6i phweong.

Céach tra 10i €) Khéng ndi bat ki didu gi ca.
Viéng, day chinh 1a cach nuéi day con cdi ma tim
Iy hoc Adler da chi ra cho ching ta, né ¢é nghia
1a cho con cdi chiing ta duoc trai nghiém nhiing
thanh qua két thic mang tinh ti nhién.

D6 12 van dé ban than d¢a tré dang gip ric
r8i boi thuong xuyén quén moi thit. Cho du ¢
la méng r6i ghét bo thi d6 ciing 14 con cia minh.
Vi la con minh, nguwdi 16n ching ta nén bao boc
chung nhung khéng co nghia la t¢ cho minh
quyén dugc can thiép qua siu vao cac vin dé
ctia ching. Viéc méing mo nhu trong céch Gng xi
© vi quan tAm qué sau nhw cich tng xv @ s&
lam con cdi cia chiang ta mat di co hdi hoc hoi tir
nhitng trai nghiém.

Khi con ctia ban hay d€ quén &6, thi ciing
hiy d¢ tré ti nhan thitc dwegc rac réi ctia minh.
Hay d€ ching -t minh quay Iai 12y nhiing tht
ma ban thén da be quén. NEu s4p phai rc rdi,
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ban than chiing s& tw biét cAn than dé€ khong bi
quén d6 & nhitng [an k& tiép. Cac bac phy huynh
can bidt xay dung quan diém nay bing tréi tim
rong md va dé cho dia tré biét cin thén hon
trong moi viéc. D6 chinh 1a cach nhing bac cha
me nudi day con cdi cia minh dé& cho ching
duoc tw trai nghiém nhiitng thanh qua két thac
mang tinh ty nhién. Céch suy nghi nay ciing c6
thé duoc ap dung d€ dao tao cAp dwdi trong moi
tredomg kinh doanh.

Néu gip phai mot thit bai nho, thi khong
¢an ban tim ma coi ndé nhe mdt co hoi dé trai
nghiém. Nhitng ngudi cdp trén cling nén theo sat
tinh hinh hoc tip ctia cac cip duwdi theo cach thuc
hién nay.

Cha me khong thé séng thay cudc song cia

con cai

Viéc d& cho cdp duéi duge te minh trai nghiém
nhiing thanh qua két thiic mang tinh tie nhién, doi
khi cling bi hi€u nham Ia “sw v6 trach nhiém”.

“Diéu gi s& xay ra néu nhu ban biét duoc rang
cfp dwéi chaminh sé gap phal thit bai néu thuc
hién theo dach nay nhmg ban yan dé cho ho thuec
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hién, tai sao ban khéng c6 -grfmg gittp 46 ho?” Chic
chén khong it ngudi cé nhitng nhéan thiec hi€u [Am
nhur the.

Déi voi cAu hoi nay, Adler 43 dwa ra ciu tra
161 nhw sau:

“Cha me khéng thé séng thay cudc song clia

con cai.”

Diing viy. Cp trén khong thé song thay cudc
séng ctia cdp dudi. Néu cip trén c6 the 18y ca cude
ddi ctia minh d€ bao vé cho cap dudi, thi t6t hon
14 nén gitip d& cdp dudi caa minh. Tuy nhién, viéc
do tuyét d6i khdng thé.

Cap dudi nhit dinh sé titn xa hon nita khoi
nhiing nén tang ¢6 dugc tir ban. Va ho sé hudng
dén nhitng hanh déng doc 1ap. Viéc ma cdp trén
c6 thé 1am 1a két ndi nhitng ning lyc van hanh
cong viéc mdt cach doc lap d6 cho cdp dudi. D€
dat duoc muc dich d6, diéu quan trong 1a cp trén
phai ru tién quan difm dao tao ma khéng can
ban tAm va can thiép qud séu vao céac thdt bai nho

truedc mat.
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Phét 16 ngudi khac cd phai 14 mdt hanh vi vo

tAm khong?

Viée d€ cho cap dudi duwgce ty minh trai ng}uem
nhitng thanh qua két thiic mang tinh te nhién, d6i
khi ciing bi hi€u nham 1a mét hanh dong v6 tam.
Tuy nhién, t6i khéng ngh’i nhu vay. Viéc can thiép
qué thira thai d€ c8 gang giup cip dudi khong gdp
phai thit bai 13 mot hanh dong con nhin tim hon.
Pé la b;n Vi, bang viée d6i xt vGi cAp dudi cha
minh nhte mot diea tré va bat tay vao trg gitip “Boi
vi anh khéng thé tie minh lam diéu d6, nén t6i s&
gitp anh”, ma chung ta &3 vo tinh khién cho cidp
dwdi clia minh nghi réng ban than ho thdp kém
hon so véi ngudi khac. Cach nudi day con nguoi
trong tdm ly hoc Adler, luén lubn tén trong méi
quan hé binh ding gifta moi ngudi, bat k& tudi tac
hay dia vi. Ngay ca trong m3i quan hé gitta cha me
vi con cai, hay trong mé&it quan hé cip trén va cdp
duwdi, tit ca moi ngudi déu dang c6 co héi tiép xic
v6i nhau mét cich binh ding. T6i nghi ring néu
khong phai 1 mot méi quan hé ton trong, tin cdy
14n nhau thi chiing ta s& khong th€ ¢6 cich nudi
day con céi tot duoc.

N6i cach khée vitc-dé cho, eip dudi dugce tw
minh trai nghiémahieng thenh gud ket thitic mang

159



CHIEN LUYQ'C THU HUT, GIZ CHAN NHAN TAI

tinh ty nhién cing chinh 1a sy tin twong va ky
vong rang, “Téi chic chin ring, néu la ban, thi s&
6 thé theo dubi dugc thanh cdng bang ning luc
cita chinh minh.” Va cho di1 ¢6 vap phai thit bai &
d4, chiing ta cling cin phai tiép tuc tin teong d6i
phurong hon nita.

“Ban chic chin c6 the hoc hoi dugc tir nhitng
kinh nghiém nhw vay, va chic chin vao Iin k&
tiép, ban c6 thé te minh lam duogc diéu do.” Téi
tin tedng 1a nhar vay. D6 chinh la viéc trdi nghiém
nhitng thanh qua két thiic mang tinh tip nhién.

~ Ban sé lam gi trong trudng hgp bi vudng vao
nhiing ric réi?

“T6i khong nghi nhw vay, 6ng Ogura, cho dit
Ia néi nhw véy, nhung chic chdn viéc nudi day
con cdi va viéc dao tao cdp dwdi sé khac nhau.
Vi dy, néu méi Ian hop déu ¢6 nguoi dén tré, thi
ching phai s& gy phién toai, khién cdc thanh
vién khéc phai chd doi hay sao. Téi khéng thé
tha thit cho hanh vi gdy phién ha cho nguoi khac
nhuw thé dugc.”

Téi thizong nhan duoc nhitng cdu hoi dudi
dang nhw thé nay. Tuy nhién, dé déi phd voi
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nhitng treomg hop gay ra bat tién cho nguoi khac
thi ciing rit don gian. Néu dén tré gid hop, thi
chiing ta khong can phéi. chtr doi cdp dudi d6 va
otz bit d4u cude hop ding thoi gian da dinh.

Sz khong duogc nghe nhitng cau chuyén quan
trong do dén tré, va gip phai nhiing réc r8i chinh
13 vén d& ma nhitng nguoi dén mudn s€ phai chiu.
D& ngin chin tinh trang nay, chiing ta hoan toan
khéng ¢in phii tri hodn thoi gian bit dau cude
hop. Ngay ca khi mt nguoi cap dudi voi vang
bude vao phong hop, thi ching ta chi can diém
tinh va nhe nhang tiép tuc tién hanh cubc hop nhu
thé khéng cd gi xay ra.

Nhiing nguoi thudng xuyén di mudn sé gap
phai nhitng khé khin va dénh mét long tin b
déng nghiép. Cho dit ¢6 canh bdo truéc thi cling
v6 ich. Trén thuc t&, chi khi dd danh mét long tin,
va khong thé ¢6 dugc sy hop tac cira déng nghiép,
#hi e d6 cap dudi mai bit dau nhan thire duge sie
nghiém trong clia van dé nay.

P& cho ho ty minh trai nghiém nhitng thanh
qua két thiiemang tinhi b nhifn, thi nhimg ngudi
xung quanh khong cin phai nhannhin. Moi ngudi
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xung quanh cit ti€p tuc cong viéc nhu thueong 18,
b6 la diéu rat quan trong.

3. PUNG NOI NHUNG LOI THU GHET

Bén canh nhitng diéu trén, ban ciing cin phai
chti ¥ dén nhirng diéu khac khi dwgc trai nghiém
thanh qua két thiic mang tinh tie nhién. D6 la ding
noéi nhitng 10i thit ghét. Chiing ta hiy cling thir suy
nghi trong truedmg hop duge nhic dén trudce do:
mét nguoi cAp dudi.da dén tré cudc hop.

Mic dit ching ta khéng nhin thdy ngudi cdp
dudi 12 6ng Suzuki & dau ca, nhung van bét dau
cudc hop ma khong can ban tam. Gia str 15 phut
sau khi bat dau, 6ng Suzuki bit ngd chay véi vang
- vao phong hop.

“Xin 151, t6i d& dén mudn! Téi thure sy xin 16i”

Déi véi viee 6ng Suzuki noi 1oi xin 161 nhu vay,
chic hin céc ban thudong néi nhitng 161 ghét bo.

“Anh lai mudn sao. Lin ndo anh cling dén
mudn nhi. Anh ¢ bao gid nghi vé sy bat tién da
ghy ra cho nhitng ngudi xung quanh khéng? Toi
thdy nghi ngd vé y thirc caa anh.”

Va6 thi dies khi thdt ra nhing (9 nhu vay,
ching ta/da vo timh 1am mit di fac dung cia viée
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duoc trai nghiém nhing thanh qua két thuc mang
tinh te nhién. D6 12 béi vi hanh dong nay khong
con 12 vide dho tao cfp dudi dua trén su ton trong
va tin twdng 1An nhau. Nhitng nguoi cdp dudi clia
ching ta chic chin sé nghi r%mg ho dang bi trimg
phat bing nhiing 10i ghét bo do.

N&u mudn cip dudi dugce trai nghiém nhing
thanh qua két thuc mang tinh tu nhién, thi cip
trén tuyét doi khong dugc noi ra nhitng 161 ghét
bo hoic than phién. Déi véi éng Suzuki, ngueoi da
1én tiéng xin 13, thi ban cd thé dé dang cw xir mdt
cach t nhién. Chao héi mot cach thoai mai “Bubi
sang tot lanh” va nhanh chong quay tr& lai cudce
hop. Bét dau tir thoi diém d6, 6ng Suzuki s tw
minh nhan thitc dirge trach nhiém ciia ban than.

Nhiing nguoi cdp duéi bi néi 101 ghét bo, se
Kkhéng héi 16 ma hudng sy i gidn dén cip trén
ctia minh. Ditu d6 duoc goi la “gidn nguwoc”. Ngay
c4 khi ndi dung nhitng 10i ma cdp trén da noi fa
ddng 100%, nhung néu cich difn dat khong t6t,
thi cAp dudi s€ ty xoay nguoc v nghia va tw bién
minh cho viéclam cta ban than minh.

“Anh khong-can phai noi phtmg 101 Kkhic
nghiét dén nhuevay dau.”
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“Thit 1a khiing khiép khi anh ctt dai déng néi
nhitng 15i ghét b nhur thé”

Cap dudi co thé s¢ dua ra nhitng phéan ting
nhu thé nay. Tuy nhién, néu ban cwe xte diing muec,
coi nhe the khéng c6 chuyén gi xay ra, thi cip dudi
khong thé hudng sw tiec gidn vé phia cip trén. Tw
ban thin ho sé& cam thdy ling tiing. Va ho bit dau
suy nghi theo cach ctia chinh minh,

“Néu ct d&€ yén nhu thé thi sé khong 6n... Néu
khong lam diéu gi d6 thi s&...”

Diéu nay chinh 1a d€ cho cip dwéi ty minh
“dwgc trai nghiém nhitng thanh qua két thic
mang tinh ty nhién”. Va ching ta véi tu cich la
cap trén, can phai cdn thin cht y khéng dwgc néi
ra nhitng 10i trdch moc hay ghét bd. Vi nhitng 1oi
trdch méc hay ghét bo d6 ciing gidng nhir mot
sy tritng phat. P4 1a mgt diém cdn phai d3c biét
leu y.
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Ché ¢ d&n viée théng béo truée va méi quan

hé tin tuéng 1an nhau

T6i sé duea ra mot diém quan trong nita ma
chiing ta can phai chiy. D6 14 can phat coi trong
viéc thong bao triede vé moi quan hé tin tedng 1an
nhau d& duzoc trai nghiém nhitng thanh qua két
thiic mang tinh ty nhién. Viée dugc trai nghiém
nhitng thanh qua két thiic mang tinh fur nhién,
vé ban chit 1a minh chimg ciia sg tin tudng va
sw tén trong. Tuy nhién, véi nhitng ngwdi cap
trén ludn dua ra i ghét bo, gy kho chiu hodc
can thidp qué sdu va xen vao cac véin dé chia cap
dudi, nhung ddt nhién lai khong néi bat ¢l diéu
gi, thi s& khién cho cdp dwdi rat bat ngd va cam
thdy bat an.

“T6i d4 bi bo roi roi sao...”

“CHp trén dang ghét bé téi hay sao...”

Liic nay cdp dudi thudng c6 nhitng hiéu nham
nthu thé. |

Do dé, ditu quan trong 1a chiing ta phai thong
bao trude. theo cach tuong t gidng nhw nhimng
ditu da hoodugc tiong vide dag tao, cdp duoi ma

khong chi day d&néidén opphan trudc.
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“ Anh Suzuki, tir triedc dén nay tdi da qua can
thidp v& xen vio cbng viée clia anh. T6i rét xin 16i
vi di 14y di co hdi d€ anh ¢6 thé ty minh cam nhén
va danh gia ban than.”

“Anh Suzuki, t6i tin réng anh c6 thé giai quyét
vén dé bing nang lyc chia chinh minh, vi véy ti
gidr t6i s& ¢§ ging khdng néi ra nhitng 10i thira thai
nthw thé nita.”

Chiing ta c6 thé thdng bao trwede theo cdch nhuwe
thé nay.

Diéu quan trong 1a cin xdy dung moéi quan hé
tin twdng voi cip dudi hing ngay. Néu c6 mot méi
quan hé tin twdng, cip dudi sé tich cwe ndm bit sy
thay ddi ctia cip trén. Con khong, chéc chin cip
dwdi s8 cam thay nghi ngd d8i phuong, coi tat ca
moi thir déu la nhitng diéu xau.

Théng bédo tredc vé mdi quan hé tin tuong.
Diy ciing 12 nhitng yé&u t8 khong thé thiéu d€ cfp
duéi duge trai nghiém nhitng thanh qua két thic
mang tinh tie nhién.
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4. “SU KET THUC MANG TINH LY LUAN”
CUNG LA MOT TRONG NHUNG PHUONG
AN GIAI QUYET

Mic dit chiing ta d3 thao lun vé viéc ap dung
phirong phép phét trién ngudn nhin lyc “dugc
trai nghiém nhitng thanh qua két thic mang tinh
e nhién” trong viéc nudi day con cai, nhung o
mdt s6 ngudi vin khong thé tmg dung no tai noi
lam viéc.

Vi duy, ban hay thtr teong tueong viéc td chitc
tign trinh thyc hién cia bd phan bén hang. Néu
duoc trai nghiém nhimg thanh qua két thic mang,
tinh teenhién, thi cé 18ban sé twong tuong dugc tinh
hudng cip trén bo mic nhimg nhan vién ban hang
~ trong tinh {rang khong thé nang cao duogc doanh
s6. TAt nhién, mot nhén vién ban hing khong nang
" cao duge doanh s6 sé c8 ging hoc hoi diéu gi do
it tinth hinh hién tai. Nhung nhitng ngudi cip trén-
* cta ho lai khong thé chd doi ditu d6. Boi vi sy :
thida hut clia motngudi c6 the anh hudng tiéu cuc
dén toan b thinh tich ctia ca nhém.

Ching ta nén lam gi trong truong hop nhwe
vay? Mot glal plap.duae dirara dola du 6 chuyén
gl xay ra van tiép tuc thuc hién trai nghiém nhitng
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thanh qua két thiic mang tinh ty nhién. M6t s6
ngudi ¢6 thé nghi ring hanh déng ming mé va
ghét bo sé ¢6 hiéu qua, nhung t6i khong nghi
ring diéu d6 sé gitp cai thién tinh hinh. Chiing ta
can ¢6 su tin twong va thyc sy kién nhan. Day 13
phuong phép dau tién.

Phuong phap tht hai la trai nghiém nhiing
thanh qua k&t thiic mang tinh 1y ludn s& duoc
hoc trong chuong tiép theo. Thanh qua két thuc
mang Hnh Iy ludn c6 nghia 1a huta hen véi d6i
phuong va tudn thd nhitng 161 hita d6. Vi du:
Néu trong triedng hop ban khong thé dat duoc
doanh s& da dit ra trong cdng viéc kinh doanh
ctta minh, thi viéc chuyén d6i sang loai hinh c6ng
viéc khac ngoai viéc ban hang chinh 1a m6t chinh
sach mang tinh cu thé. Bang cich ndy, t6i mudn
cdc ban kham pha sy phat trién ngudn nhan Igc |
mot cach hiéu qua cling véi viée két hop nhiéu
phuong phéap khac nhau. Vé phuong phép cu thé
trai nghiém nhitng thanh qua két thtic mang tinh
1y ludn, ching ta sé cung thao ludn chi tiét trong
chuong tiép theo. '
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5. NEUBAN MUON PAT PUQC NHIEU THANH
CONG, BAN COUNG SE PHAI GAP NHIEU
THAT BAI

Tai sao néu tiép tuc trai nghiém nhitng thanh
qua k&t thiic mang tinh t nhién, cdp dwoi sé phai
ting thém trai nghiém nhiing that bai. Néu nhu
vdy, cip trén clta ho sé 6 xu hudng trd nén bAt an.

“T6i khong mudn ho gip phai nhitng that bai
nita”. Tir cam nhan d6, cip trén co thé s&€ mudn
quay trd lai v6i hanh vi can thiép va xen vao cac
vin dé ctia cip dwdi mot cach qua mirc.

Pay 13 mot chi dé ma t6i mudn cc ban cling
suy ngam. PG 1a mét cdu héi mang tinh can ban
ma ching ta thuong gip phat: “Néu chung ta
giam b6t nhimg thit bai, thi thanh cong cO tang
1én hay khong?”

V& mitly thuyét chéc ch#n né s& mang ¥ nghia
nhur vAy. Gia sttban c6 tat ca 10 thach thitc, thatbai
7 va dat durgc 3 thanh céng. N&u ban giam thét bai
xudng con 5 trong tinh toan, thi chic chin 1a s Tan
thanh céng s& 14 5. Vi dy nhw, & modt cong xuedng
san xuit strdung may-moécdeng-van hanh bang

nhitng Iy luan vAtly, thi comghia da khai niém nay,
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“Né&u giam that bai chic chin s& lam ting thanh
cbng” sé duoc ap dung nguyén nhw vay.

Tuy nhién, ity thudc vao tieng loai hinh céng
viée, ma ¢6 nhiéu treong hop khodng thé ap dung
ddng theo nhing cdng thitc tinh todn nay. Vi du
nhu, trong nhitng noi lam viéc thudc inh vyc phat
- trién nghién ciru va ban hang, thudng cé nhiéu

hoat ddng mang tinh tdm ly hoc hon nhiing hoat
déng mang tinh véat ly, “Néu ching ta giam bat
s3 Ian thét bai, thi s8 [an thanh céng clia ching ta
" ciing s€ giam di”. Hay cing thir xem xét tai sao lai
nhur vay. ‘ |
Trong tinh todn trwedc, néu thit bai durge giam
xudng thi nhitng thach thikc ciing khong giam bét
di, nghia 13, ludn ton tai 10 thach thirc. Tuy nhién,
khi ¢8 ging giam bot sy thit bai tai noi lam viée
thudc linh vic phét trién nghién cfu va ban hang,
thi hanh vi tim ly hoc ¢6 tac dung lam giam bét
thach thitc ban dau. C6 nhiéu truong hop khong
phai 12 10 thach thirc nhie ban dau ma chi con 6
hodac 8 thach thitc. ‘
Viéc phat trién ngl‘ﬁén ctru cdc sén phim
thudc, tir xaxwada duzoc goi la “senitsu”. Cdnghia
1a trong 56 1000 nghién ciry, thi'chi cd khoang ba
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nghién ctru co thé thye s dat dugce thanh cong.
Ttc 1 xac sudt thanh cong sé chi dat 0,3%.

Tuwong tw trong linh vy kinh doanh, ching
ta khong thé cd duoc tat ca don dit hang tir cac
khach hang da tiép can. Ty 1é thanh céng khac
nhau tiy thudc vao tung loai hinh cong viéc va
san phim, nhung néu may min thi trong 10 don
d3t hang c6 thé tiép nhan mot nira s6 d6. Thong
thuong chiing ta dat dugc higu sudt 30%, nhung
trong mdt s6 treong hop, vide dat dugc hiéu sudt
th&p hon 10% ciing khong phai 13 hi€m.

O nhitng noi lam viécnhw vy, cdp trén thuong
duea ra nhitng chi thi “Khong duge phép thét bai!
Hay tang x&c su#t 1én!”, va cdp dudi c6 nhiém vu
phai nd Iyge gidam thiéu nhitng thit bai d6. Nhung
trai nguoc voi y cia cAp trén, nhitng nguoi cap
dwéi lai giam bot nhimg thach thize. Két qua la
s6 luong thanh cong cling giam xudng. Diéu nay
ciing thudng xay ra tai cacnol 1am viéc khac.
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Nén tang ciia cach suy nghi dudng cong hién

thi sy ting trudng

Bing cach nay, chiing ta cé the biét duge ring,
d& ting thém thanh cong; thi ching ta khf)ng duoc
giam sd lan thit bai, nguoclai viée gia ting nhiing
that bai lai dem dén hiéu qud 16n hon. Pling s¢
thit bai, dimng la ming, thay vao d6 hiy khen
ngoi. Véi mét moi treong nhu vy, s8 luong cac
théch thitc s& tang ttr 10 1én 12, hodc 15. T4t nhién,
s0 luong thét bai sé€ ting, nhung s6 lwgng thanh
cbng ciing s& ting 1én. T6i nghi rang day chinh 1
nguyén tic co ban ctia cng viéc. ‘

Néu néi nhu vy, chic chin s& c6 mot s6 nguedi
duwa ra y kién phan Iuan nhu thé nay.

“Cho dit néi Ia nhu vy, nhung néu chimg ta
chi ting cac thach thire, con gidm di nhitng thit
bai thi ching phai 1a c6 thé gia ting thanh céng
hay sao!” '

Chac chén roi. Téi ciing nghi d6 la cach t6t
nhit. Tuy nhién, néu éng chit truyén dat thong
diép d6 cho cdp dudi cita minh, thi vé mét tm
Iy hoc, nhitng thach thiic sé ¢ xu hirdng giam di.
Vdy thi thay vac do, ching ta,sé khong truyén dat
nhitng diélt phir vy, ma diing teén crong vi mot
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ngudi cip trén, ching ta s& truyén tai mot thong
diép cho cap dudi ctia minh vi du nhwe duoc phép
gia ting nhimg that bai. N&u lam nhuw vy, thi clp
" trén s& ti&p can gan hon véi nhitng thanh qua ma
ban thin mong mudn.

Co mot Iy thuyé't vé “dudng cong phat trién”
(duong cong hién thi si ting tredng). Con nguoi
chiing ta déu gia ting mic 46 thanh thao trong
cong viéc khi tich liy dwec nhiéu kinh nghiém,
d6 1a Iy thuyét cho ring hiéu sudt cong viéc sé
ting 1én nhu mot dudng cong cua phuong trinh
bac hai. Ting nhitng thach thixc va trai nghiém
thét bai, thi hiéu qua cta cdng viéc cling dugce cai
thién. Do d6, cip trén nén hanh déng d€ gia ting
nhiing théch thitc. Tuyét d6i khong duoc cf gang
Jam giam nhiing thit bai.

Né&u o8 ging lam giam thit bai, thi nhiing
thach thitc va thinh céng cling giam theo. Nguoc
lai, néu ¢ géng lam ting nhimng théat bai, thi nhitng
thach thizc va thanh cdng ciing theo d6 ma ting
1én. Céc ban can phai ghi nhé nguyén tic nay.
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Quay vong nhanh chéng chu trinh PDCA

Thé gidi dang van déng va bién d6i khong
ngimg. Vi du nhu t6c d cach tin cia cong nghé
dién hinh trohg mang lwdi Internet, hay toc d6
thay d6i phong phai cta vin hoéa. Cung véi
dd, nganh kinh doanh ciing thay d6i mét cach
chéng mit. Trong nhitng treong hop nhuw vay,
nhiing nha kinh doanh nén cé su chuén bi nhut
thé& nao?

Chu tra 161 cho ciu héi dé1a ching ta - nhiing
con nguedi hién dai cin biét tin dung triét d& qua
trinh “quay vong nhanh chéng chu trinh PDCA”.
Trong thoi ki cia nhitng bién ddi, cdc doanh
nghiép di tiép budc theo m6 hinh caa ngudi
chién théng, néu san xuft ra dugc cic san pham
ndi bat, duge danh gia cao, thi doanh nghi¢p do
c6 thé tigp tuc gia ting loi nhudn trong mot thoi
gian dai. Tuy nhién, 6 thoi diém hién tai, ching
ta khong th€ ki vong vao cach trién khai nhw
véy. Vi du, thang téi c6 doanh nghi¢p phat hanh
san ph#m méi, thi cdc cdng ty canh tranh bit dau
ban cac san phdm co chét lugng Hau nhu khong
d6i nhung véi gia thdp hon. Hinh thic canh
tranh nhi vay KNong phai 1a diet x4 la trong ky
nguyéen moi. '
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Trong bdi canh nhw viy, cac doanh nghiép
chi ¢6 thé séng sét bang cach bién ddi hinh thiec
ton tai thanh kidu dinh hudng d6i phd voi nhiing
thay d6i d& bit kip duoc véi nhimg bién doi
nhanh chéng & méi trudomg bén ngoai. D6 chinh 1a
Plan (k& hoach), Do (thuc hign), Check (kiém tra)
va Action (hanh ddng). Khong ¢ cach nao khdc
ngoai viéc ting t6c do quay vong chu ky nay va
ti€p tuc thie nghiém stea 16i.

Viéc ap dung nhitng diéu nay vao noi lam
viée, ¢6 nghia 1a “chdp nhan nhiing thit bai va
gia ting cic thach thire” dwocnéu ra & phan treede
d6. Bing cach ting thét bai, ching ta cd thé gia
ting nhitng thanh cong. Chinh diéu nay c6 lién
quan tryec tiép d&n viée quan Iy “quay vong nhanh
chéng chu trinh PDCA”.

Hiy dé cho cip dwdi dugc tee minh trai nghiém
nhiing thanh qua két thiic mang tinh te nhién, gitp
cho ho ¢6 thé mé rong quyén tie chii ciia chinth minh.
Diy 1a diéu khong the thidu trong qué trinh quan ly
t5 chitc d€ tng pho voi sy thay doi nhanh chong
trong cudc séng hién tai. Dt nhin nhén tit quan
difm vi md, hay tlr quan diém vimo, c6 thé néi ring
khéng c6 su Jua ehgn nae-khég ngoaiviéc thuc hién

"dao tao nguibninkan lc thee cich nhu vay,
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6. COI TRONG “SU TIN TUONG” CHU KHONG
PHAI LA “SU TIN DUNG”

Su khac biét gitta “su tin twong” va “su tin
dung” 14 gi? Khi duoc hoi cau hoi nay, ching ta
thirdong khong thé dua ra ngay ciu tra 16i.

Trude hét, hdy hoi xem ti nglt ma ban nghi
dén trong dau khi dwgc hoi vé “su tin dung” la gi?
Khi dwoc hoi nhie vay, nhidu nguoi sé dua ra cau
tra 1i nhue quf tin dung, giao dich tin dung, kiém
tra tin dung. Nhin nhin béng cach nay, chiing ta
c6 thé thdy ring thut ngtt tin dung cé nhiéu tie
ngit lién quan dén tai chinh.

Vi sau d6, ching ta sé& thir thay th€ phan “tin
dung” ciia nhitng tir nay bang tiz “tin twdng”,
chiing ta s& dwoc két qua: két an toan, giao dich
tin cdy, khao sat tin cy... Cac ban thdy th& nao?
Khéng cam thdy c6 chit ki la sao? Trén thuyec t€,
chinh sy khong tuong thich nay dang dn chia sy
Khéc biét gitta st tin dung va sy tin tuwdng.

Giao dich tin dung 13 mét giao dich dugc
thize hién trén nén tang c6 tai san thé chap. Tai
san thé chap €6 the Ja mot tai san nhue bat dong
san hay!¢6 phi€u, hodc kha nang thanh todn dya
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vio digu kién noi ma ban dang lam vi¢c la mét
céng ty lon.

Kifm tra tin dung 12 viéc diéu tra thong tin cia
déi phuong trede khi bit dau giao dich. Tai khoan
ngan hang c6 dugc bao nhiéu? Véi nhithg tai san
nhu bat dong san thi d6i phirong c6 khoang bao
nhiéu? Noi lam viéc? Chiing ta ¢an diéu tra chi tiét
cac diém nay.

Véi ¥ nghia ctia nhitng cym it trén, tin dung
c6 thé dirgc dinh nghia lai 14 “sy tin téng vao doi
phu’cmg dira trén nhing tai san thé chdp d& 13y
duoc sy hb tro”.

V4y ot cude “su tin tedng” la gi? Va no6 khac
biét véi “sie tin dung” nhu thé nao?

Tin tudng doi phuong ngay ca khi khoéng co tai
_ san thé chap

Tin dung 14 cach suy nghi theo hu’orng néu ban
6 thi san thé chdp débao dam thi sé nhan dugc s
tin tdng, néu khong thi s&€ khong nhan dugclong
tin tir dGi phuong. Mit khac, tin tuong 1a sg tin
vao d8i phirong ma khdng cén sy bao dam.

Tin tirdng doi phurgng ma khong canbatky tai
san th€ ¢hép hodc dieu kign nas: Mic dit c6 kha
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ning bi phan béi, nhung vain d4t long tin vao déi
phuong. D6 chinh 14 s tin tedng. Chinh vi vay,

viéc tin tudng vao cip duwdi ciia minh khéng phai

13 mot ditu dé dang. N&u chi sau mot hodc hai

[an cam thay thit vong ma chiing ta cé xu huéng

khong dit long tin vao ho nita thi d6 khéng phai

13 sy tin tudng ma d6 1a thé gi6i ciia sy tin dung,

Tk “tin teong” cé trong luong 16n hon nhw thé
rat nhiéu. '

Qua trinh phéat trién nguén nhan hipc ma
khong ngoi khen, khong la mang, va khéng chi
day khoéng ph1_1 thudc vao su tin dung, ma duea
trén co s6 tin teéng. Néi cach khac, bét k& chiing
ta s& bi phan bdi bao nhiéu Ian, ngay ca khi cam
théy r4t thit vong, ching ta ciing s& khdhg ngiing
tin furdng. Néu khong dua trén co sd nay, thi
khéng thé thuc hién viéc dao tao cdp dudi theo
cachnay.

Gido sw Shinzo Mori - m{t triét gia, m4t nha

- gido duc hoc ma tdi ngudng md, da dé lai nhitng
16 dwéi day lién quan dén gido due.

“GiAo duc1a mot tic phdm mang tinh tam thoi
nhu thé chimg-ta-dang-vidt-nhitng-vin ty trong
dong nude chay. Tuy mhién, \chiing ta phai khic
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phuc n6 mdt cach nghiém tdc cte nhw thé khic lai
né trén vach da bang dui duc.”

D6 chinh xac 1 s tin tedng vio moi ngudi.
Viéc ”nuéi_du(‘irng con ngudi” chinh la dat long tin

vao ho.

Hiéu {mg Pygmalion va hiéu éng Golem

Chiing ta biét dén sie ton tai ctia nhitng thuat
ngit nhw 13 “hiéu tmg Pygmalion” va “hiéu tng
Golem”. Hiéu tmg Pygmalion tirc 1a “Néu ban
¢4 nhitng mong doi mang tinh tich cuc déi voi
d8i phuong, thi mong doi d6 sé duoc thye hién.”
Mit Khac, hiéu ting Golem cho rang “Néu ban
c6 nhitng mong doi mang tinh tiéu cye déi véi
d6i phieong, thi mong doi d6 sé dwoc thiee hién.”
Du bing cach nao, khi duwgc nguoi khac ky vong,
chiing ta thuong cé xu hudng c6 gang dap Gng
lai su mong dgi d6. Nhiing hiéu ng tam ly hoc
nhu viy duoc goi 13 hiéu (ng Pygmalion va hiéu
tng Golem.

Hiéu Gng Pygmalion da duoc lam sang to
bang thi nghiém Double blind do Giao su Robert
Rosenthal ctia Paihioc Harvard e naty vao nam
1964. Thi nghiém nhw sad:

ki3



CHIEN LUrQ'C THU HUT, GIJ* CHAN NHAN TA

Hiéu trudng truong sé truyén dat nhiing
thong tin mang tinh khéng chinh x4c vé6i cic gido
vién phu trach. Theo nhw két qua clta cac bai kiém
tra dic biét, ngudi ta nhan thdy ring sinh vién A
va B c6 tri théng minh rit cao, va ho chic chin
rang hai hoc sinh nay s& din diu vé diém s8. Sau
d6, gido vién chit nhiém di tin ring théng tin nay
la chinh xdc va dit ky vong rdt 16n d6i véi sinh
vién A v sinh vién B. “Chéc chin cdc em c6 kha
nang lam dwoc.” Sau khi truyén dat lai s mong
doi @6 cho ho, va két qua 14 thanh tich caa hai
ngueoi duge cai thién ding k& sau mét ndm. Day
chinh 1a hiéu éing Pygmalion.

Sw tin tudong dwoc 18y lam didu kién tién quyét
trong viéc dao tao cfp duwdi ma khéng khen ngoi,
khéng la ming, va khéng chi day gidng nhw higu
tng Pygmalion nay. “Ban chic chén s ¢6 thé 1am
diéu d6.” T6i khdng can bat ai ditu gi dam bao,
khéng cin phai dit cege, t6i tin tudng v diéu
kién vao cdp dudi cia minh.

Va ngay ca khi bi phan bdi, ngay ca khi két
thiic trong s that vong, t6i van sé tiép tuc tin
tudng nhitn honCuadi ciing, nhitng nguoi cAp

dwdi cta’chiing ta'sé bit-dan ne hee d€ dap ting
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~dwgc sy ky vong d6. Sau do, tai mot thoi diém
nh#t dinh, cac cip dwdi sé dap Gng nhitng mong
doi cta ching ta mét cach dang kham phuc.
Pidu twong ty ciing xay ra khi ta thir nghiém
hig¢u ttng Golem.
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Chuong 5

Dugc trii nghiém nhiing thanh qua
két thiic mang tinh 1§ luin

1. NEU BAN TRE GIG DUNG BUA..
ay thir gia st ring con Gt trong mét gia
dinh no ludn dén tré gid #n t6i. Cha me
va cac nguwoi anh chi em khéc luén doi ¢ ban &n
ltic 6 gio. Nhlmg mic du 10 phat, réi 20 phat
troi qua van khong thdy ngudi con 1t xuat hién.
Ngwroi me ndi gidn.

“Khong thé chiu dung thém duge nita. Chiing
ta hiy bét dau bita &n trudce di.”

Cudi cling, ngudi con trai at trd vé nha khi gia
dinh d3 diing xong bita dwgc murgi phit.

" “Convanha réiday, conldét qua.”
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Ngudi me 1én tiéng la méng dita con vé tré
cia minh.

“Me phdi ndéi bao nhiéu ldn con mdi hiéu
chuyén dédy? Ca nha dd phai doi con sudt ddy.
Né&u con vé mudn, me sé phai him néng lai d6 an,
thé&'1a mat cong lam hai lan. Con khong biét 1a mei
nguoi rat ghét viéc nay hay sao?”

“Vang... Con xin 15i...”

Trai véi nhitng gi dd ndi, cau con trai do hoan
toan khong c6 chit héi 16i ndo. Vay 1a ngudi me lai
thuyét giang cho ciu ta mét Ian ntea.

“Thuee ste con da hiéu réi chix? Con ching bao
it chiu nghe 101 clia moi nguedi, con khédng nghi
1a ban than dang giy phién ha dén nhitng nguoi
xung quanh hay sao!”

Tuy nhién, nguodi con trai c6 vé khdng quan
tim dén nhitng 16i me minh vira néi. Va sau khi
an ngau ng}ﬁé’n hét cic moén #n me da ham lai, cau
ta nhanh chéng di d&n phong khach va bt dau
xem TV.

Va caph twong tsé deecldp lai vao ngay

hom sau.

184



HIROSHI OGURA

“Me phai néi bao nhiéu Jan con mdi hiéu
chuyén day? Me da ndi la moi nguoi phai quay
quin quanh ban &n hic 6 gio roi co ma?”

Ngudi me da khong biét phai lam thé nao vo6i
ciu con trai cia minh. Ba khong biét lam thé nao
dé day bao cau ta.

Ving, déla mot ciu hoi. Lam th&nio dé chung
ta ¢6 thé day db dira tré nay? Toi khéng nghi ring
phuong phap trai nghiém nhimg thanh qua két
thic mang tinh ty nhién dwgc dé cdp trong chwong
‘trude sé cb tic dung trong viéc giai quyét vén dé
nay. Vay c6 cach nao khac tot khong?

Trude tién theo sat viéc hoc tip va giif gin

161 hira

Trong t4m 1y hoc ciia Adler, ng cho ring vao
nhitng thoi di€ém do, thi phuong phép dé cho tre
dugc trai nghiém nhiing thanh qua két thiic mang
tinh 1y ludn s& c6 hi¢u qua. Nhing thanh qua két
thiic mang tinh ly luén la: “Trudc tién hay thuc
hién mot 161 hiza, tudn thi 161 hita d6, va theo doi
viéc hoc tap ctia ddi phuong.”

Né&u noi dudi dang cac nhiém vu thi cha me
trude hét cothe thige hign loi qapkdt nhu th& nay
véi con cii clta minh.

185



CHIEN LUPQ'C THU HUT, GIO CHAN NHAN TAI

“Cac con hay vé nha trudc 6 gio ti nhé. Néu
khong vé trirdce 6 gio thi s& khong dwoc dn bira t6i.
Céc con hiéu r6i chir?”

Néu cac con dong y v6i phueong én nay thi
161 cam két dwoc thuee hién. Va thuc t€, néu 14 tré
vé mudn chiing ta sé khong cin phai lam db &n
cho ching.

“A, con da vé roi ddy a? Pang ti€c nhi. Vi
ching ta da hira véi nhau trude d6 nén s€ khong
c6 bita t6i danh cho con dau nhé.”

Chiing ta c6 thé than nhién ma néi nhu’ thé.

Dtra tré d6 chic chin & rdt ngac nhién, Béi vi,
tir trede dén nay, ngay ca khi ciu ta vi pham Ioi
hita clia minh, thi ciing déu nhin dugc bita an tir
me. Kh&ng thé tin duge, me thuce sy khodng lam d6
an cho minh sao... Ciu con trai da rit ngac nhién
va bt ddu cdu gian.

“Oi me 1am dén mirc nhur th that sao? Con
déi roi... Con mudn &n com.”

Tuy nhién ngudi me tiép tuc dap lai bang
nhiing 16i ndi lanh lung.

“O khéng, me xin 161, that I3 fifc qué. Tiengay

4 {77 )

~mai con hidy veénha ding gio nhé!

186



HIROSHI OGURA

C4 18 cAu con trai d6 s& biét gitt 10i hira vao
ngay hom sau. Nhét dinh s& khong lam com cho
chiing néu chiing khong chiu vé nha trudc 6 gio.
Vi d6 khong chi la nhing 16t n6i sudng, hay dé&
cho ban than ching biét dwgc rang 1oi hira d6 thue
sw can duge tuan thi. Nhat dinh “phéi hoc hoi
te nhitng trai nghiém”. Bang thai d6 kién quyét
ctia ngwdi me, dira tré phai biét hoc hoi tir nhing
chuyén d3 trai qua. Hay dé tré duoc tur quyét dinh
bang ¥ nghi clia minh va hoc cach tuin thi thoi
gian, Ditu d6 c6 thé gitp cho ching te gial quyét

cac vin dé bing chinh néng Iizc cita ban than minh.

Nhimg déta tré hoc dugc diéu gi tir “nhimg 11

khen nggi” E _

Khi k& cau chuyén gife 10i hira vé nha n 5}
dting gio ndy, toi da nhan dwoc thic mac mét
nguoi me tre: '

“Ong Ogura, toi higu ro 1y thuyét cua ong,
nhung tdi khéng the chiu dung néu bon tre dang
Kkhéc trude mit minh, ¢ 18 t6i s€ lam cho ching
mot bita an, ching 18 mét Tan, hay hai Iin dau
tién ciing khéng thé-nhan nhugng cho ching
hay sao?”
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Nguwoi phy nir d6 da truyén dat lai suy nghi
cta mot ngwoi me ludn hudng dén con ctia minh.
Tuy nhién hanh ddng cao thuong nay cé that sy
t&t hay khong? D€ lam rd didu d6, t6i da dua ra
cédu hoi nhur thé nay cho ngudi phy nit do.

“O ciing dting nhi, néu chi mdt Ian thi chiing
ta c6 thé nhan nhwong. Toi hi€u suy nghi cita chi.
Tuy nhién, téi xin phép hoi chi mot cau. Gia str
néu chilng ta nhin nhugng cho ching mot lan va
lam d6 dn cho chiing. Vay e d6 bon tré s& hoc
dugc didu gi théng qua trai nghiém [in nay?”

Sau d6, nguoi phit nit d6 da biéu hién nét mat
thay d6i hén so véi triede va luéng cudng khong
biét tra 101 nhte thé nao.

“... CO 1€ bon tré sé chi hoc duwgce ré’mg ngay ca
khi khéng tuan thi 16 hira, néu khéc 16¢ cau xin
thi s& dugc tha thit hodc chi cidn cdu kinh phan
khang lai thi c6 thé nhin dugce sie tha thiz.”

Toi dd hoi thém nhiéu cau hoi.

“Dé 6 phai la diéu ma chi mong mudn khéng?
Va ngay ca khi khéng tuén thir 10i hira, néu khéc
I6c cau xin thi s&€ dugc tha thit, chi cb nghi r?mg
ban than minh muén con tré hoc theo nhitng didu
nhu thé hay khéng?(
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Nguoi phu nit 6 ¢4 néi mét cach 16 rang:

“Khéng, t6i khdng mudn nhitng dira con ctia
minh hoc theo nhing diéu d6. Chinh vi vay, labac -
cha me, t6i s& phai kién quyét d6i di¢n véi con céi
ctia minh, nudéng chiéu sé 1a nhitng hanh vi khong
t8t cho tré. Téi ¢4 hidu 16 y nghia ctia viéclam nay.
Cam on éng.”

Chiing ta khéng thé day cho tré nhitng ky lugt
nhu th& nay chi bing phuong phép d€ cho chung
duoc ty trai nghiém nhitng thanh qua két thuc
mang tinh tw nhién. Thém vao d6, ching ta can
thuc hién dong thoi phwong phap trai nghiém
nhiing thanh qua két thiic mang tinh 1y ludn d&
viéc gido duc c6 tinh hién thwee hon. Viécnay ciing
gidng voi viéc phét trién ngudn nhan lye tai cc
noi lam viéc. Bing cach lya chon st dung két hop
phuong phép trai nghiém nhiing thanh qua két
thiic mang tinh 1y ludn, ma nhitng nguoi cdp trén
c6 the dio tao cic cap dudi ciia minh higu qua
hon trudc.
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9. GHET BO VA KHIEN TRACH TRO THANH
NHUNG HINH PHAT

Co mot s6 didu téi mudn cac ban luu y khi thire
hién phueong phap trai nghiém nhiing thanh qua
két thitc mang tinh Iy ludn. B4 1a cac ban tuyét d6i
~ khéng bao gi¢r duoc noéi nhitng 16i ghét bo hodcla
méng khi nhitng dira tré mac 1.

Theo nht nhitng diéu t6i da dé cdp o trén, thi
tién d@ tén trong va tin twéng 13n nhau 1a didu
kién tién quyét trong viéc dao tao nguén nhan
lyc khéng khen ngoi, khong la méng, va khong
chi day.

Vi vay, khi ban néi nhitng 16i ghét bo hodc la
ming, thi phiong phép trai nghiém nhiing thanh
qua két thitc mang tinh Iy ludn s& dem lai nhitng
tdc dung nhu th€ nao cho nhitng ngwoi c6 duwgc
trai nghiém d6? Trong tim 1y hoc Adler, ngueoi ta
nhén dinh ring, khi nhiing k&t qua két thiic mang
tinh 1y luén bi hiéu nham 1a cac hinh phat sé dan
dén sy pha v& cdc mdi quan hé tin twdng 1an nhau.
N&i cach khac, ngudi ta cho réng viéc lam do se
khong thé dat durge hidu qua ban dau, ma sé huy
hoai méT qiian e Hit trrong dang dirge xay dung
ti trueée cho dén nay. |
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N&u 14y vi du cu thé, chic chén s& d& higu hon.
Mbt Ian nita, t6i s& xac minh ¥ nghia cta phieong
phap nay trong truedng hop “Drra tré vé tré gid &n
t6i”. TreGc tién hiy thie bit ddu véi truong hop
khéng néi nhiing 101 ghét bd hodc la mang.

“Con d3 vé rbi day. Me oi, con ddi r6i. Bita t6i
hém nay la gi vay a?”

“Q), con d3 vé r0i 3, bita &n d& két thuic roi. That
dang ti€c, nhung vi chiing ta d& hira v6i nhau, nén
hém nay me di khéng phan com cho con.”

“A, con d6i 1am réi, con mudn &n com, me lam
cho con di.”

“Xin 16i, ngay mai me sé lai niu com nén con
nhd vé dang gio nhé.”

“Me thuec st 58 khong ndu com cho con sao...”

Nguoc lai, trong trudng hop néi nhitng 10i
ghét bd hogic la ming thi s& nhw thé ndo nhi?

“Con da vé rdi day. Me oi, con d6i réi. Bita t5i
hém nay la gi vay a?”

“Hém nay con lai vé mudn nhur the nay nita
sao... Con khéng biét 1a ban than dang gy phién
todi cho moi ngroi-trong nha hay.sao. Con thue
swla...”
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“Con biét 61, me 6n ao qua di, néu dwoc thi
mang com ra cho con nhanh 1én, con d6i réi.”

“Me khong thé mang com cho nhiing dua tre
khoéng ¢é y thiec nhu con dugc!”

“Thét khiing khiép, me khéng thé lam com
cho con sao0? Khong thé ¢6 diéu dé duge. Mau lam

|.rr'

com cho con

“Khéng dwoc. Néu di noi 1a s& khong lam
com thi me chic chin s& khéng lam! Ching phai la
chiing ta da hita nhwe vy rbi sao.”

“Con d3 khong nghi rang diéu ndy thuc sw
nghidm trong dén mukc d6. That 1a khing khi€p.
Me thuee ste s& d6i xir v6i con nhie thé nay sao?”

K& tir d9, dtra tré khong néi chuyén voi me
minh nita. RG rang, ching ta s& cam thdy nhw
chiing dang c6 4c cam d6i v6i me ciia minh. Mac
dt1 chiing ta dy dinh chobon tré trai nghiém nhiing
thanh qua két thic mang tinh 1y luan, nhung chic
chin muc tiéu &y hoan toan khong dat dugc.
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Nhiéc nhé chd ¥ 1a § tudng cia phia kiém soat

Trai nghiém nhitng thanh qua két thac khong
phai 12 @& nhic nhé d&i phuong can phai cha 'y ma
nhim muc dich tén trong d&i phwong va nd luc dé
khéng gy tré ngai doi véi co hdi tyenhan thire cia
d6i phuong. Hai dieu nay tuwéng nhue teong te ma
hoan toan khéc nhau. Nhic nhé d6i phuong can
phai chit ¥ 12 sw kiém soét va théng tri. Mit khac
khong gay tré ngai d6i véi co hoi te nhén thirc cia
ddi phuong 14 su tén trong va tin tudng.

Nhitng that bai trong viéc 6 ging d€ trai
nghiém nhitng thanh qua két thic d6 1a boi ching
ta dang hifu sai nhitng y nghia co s& nay. Néu ldy
muc tiéu 13 nhic nho d6i phueong can phai chi y
thi s&8 c6 xu hudng bay to thai do gidng nhur khi
néi nhitng 161 ghét bod va la mang. Tuy nhién, néu
ban nhin thirc dwgc mét cach 16 rang ring chiing
ta khdng nén giy trd ngai déi vdi co héi twe nhén
thitc chia d8i phuong, thi chic chin ring ching ta
58 khong bao gio thyc hién nhitng phan ting gidng
nhu vay. D4 1a vi st nhdm 14n vé gc ré coban clia
nhitng 161 ghét bo va qué trach.

Viay cé nhing cach Thg a6/t the nao dua
trén siz ton trong va tin tuohg 13a Thau?
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» No6i nhitng loi tirot sang va thoai mai

 Néi ngén gon

o Thé& hién sy d6ng cam ring “Téi cling rat 1dy

lam ti€c.”

N6 khéng chi gisi han ¢ nhitng diéu nay, no
con trd thanh hinh thitc giao tiép hoan toan khac
biét véi sy thit ghét.

Khi ban mudn dé cho déi phuong duogc trai
nghiém nhitng thanh qua két thic, ban can phai
cAn thin d€ khéng lam cho dé6i phuwong hi€u nham
rang “Ban than dang phai nhin 1ay sy trimg phat”.

Giao ti€p mét cach thoadi mai, gan gai vai

cap duéi

Nhitng 18i trach méc, phan nan dai ding sé tr&
thanh s “trirng phat” cfing giéng vdi trieomg hop
gifta nhitng ngudi cip trén va cép dudi.

“Ban &3 nhén thdy ditu d6 chua. C6 I€ ban
qua that da tht bai. Boi vy nén lic nao t6i cling
phai nhicnh¢ ddy. P6i khi néu ban chiu ling nghe
nhitng gi t6i néi thi biét diu sé t6t hon.”

Nhitng figteti. cap, diidi ki bi cdp trén cua
minh nétnhte vay, ¢hic chanheciing s& phan tng
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giéng nhu nhitng dra tré vé mudn duwgc noéi dén
treée d6. Néi cdch khic, ho sé cam thdy nhw ban
than dang phai nhan sw “trimg phat” tir cip trén
ctia minh. Va méi quan hé tin cy gifta cap trén va
cip dudi s& bi pha v5. Diéu nay sé din d&nh mot két
cuc tie nhién 12 cho dit ban ¢é nghi réng ban than
dang ¢ ging hé tro ddi phuong thi ciing khéng
thé thuee hién thusn loi dwegc sau khi &3 phé v moi
quan hé tin tidng nay.

Thay vao d6, cAp trén cin kem thém cho
nhitng ngudi cip dwdi da gip phai thét bai caa
minh nhitng 18i lac quan, nhin nhuong, tix ngit
ngan gon va nhiing 1oi déng vién dai loai nhuw
“Toi cling rat 14y lam tiéc.”

“That 1a dang tiéc qua nhi. Ching ta hiy cd
géing lam t5t trong nhiing lan ti€p theo.”

Bing nhiing 15i niy ma céc cap duwdi e the bét
dau tu minh suy nghi xem ban than nén lam gi dé
khong mic phai nhitng sai [im nhw vay.

Piéu ma nhiing ngudi cip trén cén phai chi
¥ khi @€ cho cip dwdi clta minh duegc trai nghiém
nhiing thanhquakét thiaemang tinh Iy luan 1a can
phai truyén datbang s theai may-gin gii,
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3. KET QUA CcUOI CUNG KHONG MONG BQ!
CUNG LA MOT SU TRUNG PHAT

“Néu con khéng trd vé truede 6 gidr tdi, con sé
khéng dwoc dung bira.”

Nhitng 1&1 hita nhw theé nay 1a moét treong hop
dién hinh ciia trai nghiém nhitng thanh qua két
thic mang tinh ly Iuan.

Sau d6, néu dua ra 1oi cam két réng, “Néu
khoéng vé nha truedc 6 gid t6i, thi s& phai don phong
mot minh”, thi thai d6 ti€p nhan caa tré sé thay
d6i nhwe thé nao?

C6 18 khi néi ring “hiy don dep phong”,
thi dra tré do sé tiép nhin diéu nay nhu la mot
“hinh phat”. Tai sao lai nhu vay? Sy khac bigt gitta
viéc “khédng lam bita dn cho chiing” va “don dep
phong” 1a gi?

Khi dra tré tré gio &n t8i, viéc chudn bi bita
in va don dep sau d6 sé t6n hai [dn céng sirc thuc
hién. D& loai bd nhitng rac r6i d6 thi viéc cam két .
ring “Sé khéng lam do #n cho dira tré d6 néu vé
nha tr” s& dam bao tinh hop 1y, vi vay cd thé ndi
ring day lambt giai.phap,ma bon tré khéng con
cach nio khaengeai tuan theo,
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Tuy nhién, viéc bit chung don dep phong la
mdt yéu cau khong lién quan gi dén cac bita an.
Vi viy, nd khéng mang lai tinh hop ly cho nhiing
thanh qué dat duoc cudi cling, va giam mic do
thoa dang d6i véi dira tré d6. Va bon tré s€ chi coi
d6 Ia mot hinh phat d€ ky luat minh.

b€ cho chﬁhg dugc trai nghiém nhitng thanh
qua k&t thiic mang tinh Iy luan, thi nhimg két qua
cudi cling cling ¢An phai ¢é tinh hop Iy. D6 la mot
difm ma ching ta cin phai chi y khi thyec hién
phuong phap nay.

Két qua duge trai nghiém tir rit nhiéu nhing
sai 1dm cdia nhin vién
Né&u ban &p dung diéu nay tai noi lam viéc ca
minh, thi s& thé nao? Ching ta hdy cling xem xét
trieomg hop cita mot cdp duedi - mc phai nhidu 16i
trong cong viéc - duge trai nghiém nhimg thanh
qua k&t thiic mang tinh ly luan.
" Trwéc hé, nhitng “thanh qua k&t thuc” ma
chiing ta khong nén lam cé dang nhu sau:

o N&u mieltt, ban phai don dep van phong.

» Né&u mie16i, ban phaijdétaisd dién thoai.
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» N&u mic 16i, ban phai thay phién di lam vao

mét ngay nghi.

Nhiing két qua cubi cling nay khéng hé lién
quan gi dén nhitng 1561 ma ho di mic phai. Noi
cach khac, d6 khéng phai la mét thanh qua két
fhiic hop ly. Chinh béi viy, né s& vé tinh tré tharth
nhitng hinh phat.

Vay nguoc lai, nhitng thanh qua két thic mang
tinh hgp ly 13 nhw thé nao?

* Khong dugce vé nha truedekhi o6 thé xacnhén

ring khong c6 18i trong cdng viéc da lam.

* Né&u ¢6 16i, phai viét bdo cio vé nguyén nhén

va cac bién phap d€ tranh tai pham.

* N&u 14p lai nhitng 16i trude &6, thi phai thay

thé& ngwoi phu trach cong viée.

Béi vi nhitng hinh phat nay c6 lién quan dén
nhitng 16i ma cap dudi dd mic phai va c6 tinh hop
Iy nén ban thin ho s& it cam thdy rdng ban than
dang bi trimg phat. Cach thiét 14p nhiing két qua
cudi ciing ndy cin nhén manh vao tinh hop ly, va
¢an phai d€ cho cac cap dudi bi thuyét phuc. Néu
khong, hicu-gua.cia_viec dao dao cap dwdi s€ bi

mat di.
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4. KET QUA CUOI CUNG MANG TINH LY
LUAN “THAY BGI NGUGI PHU TRACH”

Ban than tdi trede dy khi con Jam trong cong
ty tu vén, sau khi quyét dinh ky két hgp dong véi
mét khach hang quan trong nao do, toi theong
phai vd dau suy nghi xem s& phai chon nhén vién
nio phu trach cong viéc tan nay?

Gidng nhw nhiéu doanh nghiép vira va nho
Kkhéc, cong ty t6i ciing khong c6 dit ngudn nhan
lwc. TAt ca nhitng nha tu van vién duge dé o, ai
ciing c6 diém manh va diém yé&u. Chinh vi thé ma
viéc dua ra quyét dinh sé khéng heé d& dang.

Sau khi suy nghi rdt nhiéu vé nhiing diéu nay,
t6i dd quyét dinh ring “s& lya chon anh A, mot
ngueoi tré tudi, va con it kinh nghiém, d& phu trach
nhiém vy vA mong mudn anh ta ¢ thé truwong
thanh hon théng qua cong viéc lan nay. T6i da dat
cwoc vio dong luc va tiém nang truong thanh cda
anh nhan vién do.

Tuy nhién, anth A c6 mot nhuge diém rat
rang. Pidu d6 c6 nghia 1a anh ta ¢6 thé sé pham
phai sai lam. €5t no L rong cong viee, thm thé
1am viéc 14t va tiem ning cing cao, nhung doi khi
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méc phai nhitng sai [dm nghiém trong, vi vay t6i
khong thé tin twong ma giao pho cho anh ta mét
khach hang quan trong dén viy.

" Chinh béi nhimg Iy do nay, truée tién toi
quyét dinh d€ cho nhan vién nay duwgc trai nghiém
thanh qua két thiic mang tinh ti nhién. Anh ta c6
thé sé thit bai nhung sé co co héi hochoi tir nhing
sai lam d6. T6i da nghi nhu vay va quyét dinh giao
trong trach nay cho anh ta. Thé nhung...

Théi quen x4u ciia anh A van con tiép tuc béc
16 & ddy. Méc du la mot khach hang quan trong,
nhung anh ta lién tuc mic di mic lai mot 15i. Cudi
cling, khiéu nai dugc dua ra tir khach hang. Ho
nhén xét ring “Néu cit gitt nguyén finh trang nay,
t01 sé phai xem xét lai hgp déng cfia minh, bén
phia cdng ty 6ng di khong giam sat can than du
an [an nay.”

Vi viy, t6i dd c6 co héi dé néi chuyén vdi anh
A va ndi didu ndy. “Cé kha ning hgp dong sé bi
huy néu ctr gitt nguyén tinh trang nhw hién nay,
boi vi anh A vén di 1a mét nguedi co thiee Iec, nén
chi ¢an chit ¥ hon & nhitng 16i sai s6t treée d6. Toi
cling & e ging bing cich o dé phdihop trong

viée kidnira.”
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Vi dong thoi, téi ciing da d€ cho anh ta duoc
“trai nghiém nhitng thanh qua cudi cing mang
tinh 1y ludn”. Sau d6 tdi ciing dd xdc nhan réng:
“Nhimg sai lAm nay c6 vé dang ldp di 1ap lai,
thi anh nghi sao néu tdi quyét dinh thay nguoi
phu trach?”

Anh A di hidu r6 rang nhitng 16i ma anh ta
mic phai thye su da gy bat tién 16n cho cong ty
va khach hang. Va anh A da dong y véi16i dé nghi
ctia toi. “Tdi sé 8 gang hét stic minh d€ khong gay
ra nhitng phién todi nhw vdy nita”. Anh ta da hita
véi t6i nhue thé.

Diéu quan trong 1a phai xem xét vén dé duoi
dang khong phai 14 mot hinh phat.

Sau d6, mic di1 cong viéc ma anh A thuee hién
khéng c6 vin dé trong mét khoang thoi gian,
nhung cudi ciing anh ta lai bt dau 13p di 13p lai
nhitng sai lim truede d6. Khach hang cling da yéu
Gau bdi thudng. Téi quyét dinh néi véi anh A rang:
“Day chinh I3 thoi diém ¢ anh duoc trai nghiém
nhitng thanh qua két thic mang tinh ly luan.”

Nhitng diém m&u chdt quan trong chiing ta
can phai chii§ & day khi-duare guyct dinh la can
truyén dat lai mot edch tepi saag, than thién, tir
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ngit ngan gon, va truyén dat sy dong cam va tiéc
nudi ddi v4i déi phuong. T6i xin chia nho ra nhwe
thé nay.

“Chéc hén anh A d3 nhan dwoc khifu nai te
khach hang nhi. Vi d& cam két tiz truede, t6i sé thay
d6i nguoi phu trach cho cong viéc lan nay. Toi
thye sw rit [y lam ti€c, t6i nghi rang anh ciing
mubn c8 ging trong coéng viéc khic phit hop hon
nhi. Cam on vi anh d4 hét long vi cong viéc dén
thoi diém hién tai.”

V3, t6i dd yéu cau anh A tham gia vao mot dw
4n khac véi tiz cach [ tro 1y.

Véi treong hop ap dung ki thuat nudi day
tré duoc trai nghiém nhitng thanh quéa két thiac
mang tinh 1y lugn c6 trong tdm 1y hoc Adler vao
trong hoat dong kinh doanh, thi viéc cam két ring
sé thay d6i vai trd, trach nhiém nhw traong hop
ctia anh A ciing 1a mdt phuwong phap higu qua.
Né&u ban khong thé gitt 10i hita cia minh, chung
t6i budc phai thay d6i ngudi phu trach. Néu ban
dang 1am céng viéc tai mot diém tiép xtc vdi
khach hang, hay yéu cau thay ddi nhitng khach
hang ma minh phu trach Hoia&co 1€ ban can phai
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xoay vong nhing vai trdo nhw cdng viéc vin thw
d5i voi khach hang & xa.

Du bing cach nao di ching nira, ching ta
cling ¢an phai chu ¥ trong céch giao ti€p dénhitng
thinh qua k&t thitc mang tinh 1y ludn khong bi
hi€u nham 13 sy trieng phat. Va cho du ching ta
c6 mic mot hodc hai Tan thit bai cling khong dugc
tir b cdng viée d6 ngay, ma phai kién nhan cho
doi. N&u c6 thé, chang ta nén d€ cho cdp dudi
c6 co hdi trai nghiém nhiing thanh qua két thue
mang tinh ty nhién mot thoi gian, sau do tiép tuc
duoc trai nghiém nhitng thanh qua két thiic mang
tinh 1y lufn giéng nhu vi du trong treong hop caa
anh A.

Xay dung cac vi du cho truéng hop 1am lai ma

khéng thue hién theo dang “vé mét chiéu”

Khi tién hanh thay d8i ngudi phu trach bing
phuong phap dugc trai nghiém nhiing thanh qua
két thiic mang tinh 1y Iudn, chiing ta can cha y &€
d6i phuong khong hi€u [am né nhuw 13 mot hinh
~ phat, tuy nhién néu nhimg diu teong tw duoclip
di 13p lai, no 58 &o thanh, mot hinh phat hodc 1a
viéc bi ép buoc.
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Diu quan trong ¢ day khong phai 12 6 ging
1am cho viée thay d6i trach nhiém hoiic thay d6i
vai tro trd thanh nhitng tim vé mot chidu. Né6i cach
khac, hay tao co héi d€ 1am lai. V3, trén thuyec 6,
viée tao ra rit nhidu truong hop thanh céng trong
viéc lam lai Ia rdt quan trong. Di1 néi bao nhiéu [an
nhiing I nhu, “Thit 13 déng ti€c, ching ta sé lai
o gdng mét l4n nita nhé”, nhung néu khong thue
su phai lam lai trong thuece t€ thi d6i phweong chi coi
dd 1a nhiing 16i noi clta miéng ma théi.

Gia ste néu viéc thay d8i ngudi phu tréch bing
phuong phap trdi nghiém nhitng thanh qua két
thiic mang tinh ly ludn dwoc st dung dwa trén
st tén trong va tin twéng 1an nhau véi t cach 13
- mdt phirong tién d€ hudn luyén cho cap duéi, thi
nhitng triedng hop thanh céng cha viéc lam lai s&
tw nhién duge sinh ra. Néu ching ta lam duwoc
nhtt vy, chic chin ring nhitng ngudi cip dwdi s&
nhén thirc dwoc rang sy thay d6i ngudi phy trach
khong c6 nghia la mét sy gidng cip hay sit sa thai
mang tinh trieng phat.

Dit véi ¥ nghia d6, nhung nhitng ngwdi cip
trén cfing cin phai thuc hién viing chic viée hd trg
cho nhitng cap-duedi_cia minh san khi tién hanh
thay déi ngwoi phy trachi. Bing viéc tich cgc hd
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tro, 1am cho viéc tién hanh lam lai dé dang dat
duwoc thinh cong hon. D6 1a mét hanh dong nhim
thuc g4y tién trinh thu nhit nhiing sttc manh cho
st hoi phuc sau thét bai. Néu lam dugce nhu vay,
viée thay d6i nguoi phu trach bing phuong phap
dugc trai nghiém nhiing thanh qua két thic mang
tinh 1y Iufn s& c6 kha nang duogc tien hanh mot
cach thuin loi.

5. KBT THUC MANG TINH LY LUAN BUQC
PHAN ANH TRONG BAN DANH GIA NHAN SU

Con mdt phuong phap khac cling st dung viéc
trai nghiém nhitng thanh qua két thac mang tinh
Iy lufin cho viéc ddo tao cdp dudi la danh gia nhan
si. C6 thé néi cach suy nghi ring cam két trudc va
thiec hién né co thé dugc goi la su van hanh ctia hé
théng quén Iy muc tiéu, né da tré thanh co 56 cta
ban danh gia nhan su.

Pidu dau tién ching ta can thie hién trong
hé théng quan Iy muc tiéu 1a dét ra cac muc tiéu
véi cip trén va cip dudi. Day s€ la mot 101 cam
két @& cho d6i phuong dugc trai nghiém nhiing
tharh qua k&t thiic mang tinh 1y luan. Trong vidu
vé dira tré daduecnhae dén truoc do, diéu nay
treong Gng Véi viee quyet dinh sarg “Thai vé nha
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Idc 6 it t61, néu vé mudn sé khong lam do dn t6i
cho chang.”

Khi tién hanh thdm dinh nhén sy, ching ta
can phai dit ra cam két rang “Néu ban dat muc
tiéu dé ra, ban sé dat dwoc difm cao, cing véi
viée gia ting co héi thing chirc va thing tién,
ban s€ duwgc ting lwong.” Loi cam ké&t duong
nhién ciing cé nhﬁ’hg khia canh téu cuc nhit
dinth. Ngugc lai, khi chwa dat dege muc tiéu, ban
s& nhin dwgc diém danh gid thip, co héi ting
lwong va thing tién s€ rdt xa voi, lwong cling sé
khong duoc ting 1én. Tty thudc vao tieng truong
hop, ciing ¢6 trudng hop van cé thé duoce ting
lwong va thing chite. D6 la co ch€ quan ly hé
thong nhan su.

Drra trén cic nguyén tic ma t6i da trinh bay
tit dau cho dén thoi di€m nay, ban c6 thé dé€
cho cAp dudi ctia minh dwroc trai nghiém nhiing
thanh qua két thiic mang tinh ly ludn bang cach
van hanh hé théng nhin s mdt cach trung lap.
Néi cach khac, khi nhitng 15i cam két triede do
khong thé€ dat dugc, ching ta sé dan dan ha thip
diém s va ch& doi sie te nthan thite cfia ban thin

ngudi dé. Trong trirong hop nay, nhitng 161 néi
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mia mai, xem thudmg ciing 13 nhitng diéu c&m ki
ma t5i da nhdn manh rit nhigu Tan trede do.

Cai thién hé théng nhén sy la viéc khong
thé thi€u trong qua trinh phat trién ngudn
- nhan huc

Ban than toi - véi tu cach 1a mot nha tw van,
gitip d& cho rat nhiéu cong ty xay dung to chirc
- lubn ludn dé cao tdm quan trong cia hé thong
nhan sw. Néu hoi 12 tai sao thi boi vi hé théng
nhan sw chinh 1a qua trinh phat trién ngudn nhan
luc d€ cho cAp duwdi duge trai nghiém nhiing
thanh qua két thiic mang tinh 1y ludn, néi cach
Kkhic n6 di tré thanh nén tang cta sy phat trién
ngudn nhén lgc ma khéng chi day, khong khen
ngoi va khéng la ming.

Hiy thir suy nghi vé diéu nay. Néu chiing ta
khong c6 hé théng nhén sy, d€ quan 1y muc tiéu
ching han, thi c8p dudi s thi€u di mdt phuong
phap d& trai nghiém thanh qua mang tinh ly
luin. D6 12 bai vi ban khong thé thiét 1ap mot
thanh qua két thic mang inh 1y ludn vi du nhu
thim dinh snhéanchec, thing Hén/thang chite, va
tang luwong:
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Néu d& cho cip dwéi ctia minh dugc trai
nghiém nhitng thanh qua két thiic mang tinh ly
ludn ma khéng c¢6 mét hé thdng nhan sy nao, thi
ban luén phai thec hién nhiéu Ian nhitng quy wéc
v6i cdp dwdi ctia minh,

“Néu ban khong thé gitt 10i giao wdc nay, t6i
sé ha mitc lrong cita ban.”

“Néu ban khéng thé€ hoan thanh muc tiéu nay,
thi viéc thing chi¥c cia ban sé bj hoan Iai.”

Bing nhiing cach nhu thé nay, chiing ta 6 thé
thure hién nhitng 1o hiva cho phti hop.

Tuy nhién, cling ¢ nhiéu van dé v6i cach Hép
cin nay. Moi khi chiing ta hita hen va quyét dinh
dua ra nhitng diéu kién véi cdp dudi ctia minh,
néu dwgc nhin nhin tr phia d6i phuong, thi diéu
dé chi ¢ thé nghi 1a “nhitng hinh phat va khen
thwdng”. Va viéc thiét 1dp nhitng diéu kién s& chi
khién cho d8i phuwong nhan thdy ring diéu d6 rat
ich ky va mang tinh ca nhan. Vi vdy, viéc d€ cho
cép dwéi cia minh dugc trai nghiém nhiing thanh
qua két thic mang tinh Iy ludn sé khéng thé ¢6
duwgc hicu_gua-thuc te, Va da lam hidu qua cta
phuong phap giam di mof nia,
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Né&u hé théng héa nhin sy, ching ta c6 thé
sz dung n6 d€ cho cip duwdi cia minh duoc trai
nghiém nhitng thanh quéa két thic mang tinh Iy
Iuan. Tir quan di€ém do6, ¢d thé noi ring hé théng
nhén st 12 khong thé thiéu trong viée phat trién
ngudn nhin Iuze.

Trong cac hoat dong phéng vin théng tin
phan hdi, nghiém c&m néi “Khong duge phép”

Khi stz dung mét hé théng nhéan sy d& cho cép
duwéi ciia minh dwgc trai nghiém nhitng thanh qua
két thiic mang tinh ly luén, chiing ta can phai huy
déng toan bd cic phuong phdp ma chung ta di
hoc duge tit trude cho d&n nay. Vi chi cin nham
14n mdt chiit, nd sé vo tinh trd thanh mot sy trl‘mg‘
phat ddi voi cap dudi.

Vi du, néu ban pham sai lam trong cach truyén
dat lai k&t qua danh gi4 nhén sy téi cip dudi, nd
& tr&y thanh mét s trieng phat. D€ khoéng roi vao
trudng hop nhw vay, ban cén phai tranh nhiing
161 n6i mia mai, xem thudng, hiy truyén dat bang
nhiitng tit ngit ngan gon, thén thiét, nhe nhang.

Ngoai ra, mé eing At qrdaNtrong trong

vide tranh “nhitng chi v HiéiEcgc” va khuyén
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khich “nhitng chu y tich cuc”. Nhiéu cap trén
¢6 khuynh huéng chi dwa ra nhitng “dig¢u chi
¥ tiéu cyc” va bi mée ket boi nhitng 104 néi cim
doan ngay trong cc cudc phong vén thong tin
phan hoi. Thay vao d6, ngay ca khi cdp dudi dat
dugc 70 diém hay 40 diém, thi trudc tién ching
ta nén dua ra nhitng loi danh gid vé phan ma ho
d3a hoan thanh tét.

Ngoai ra, trong trieong hop do, khéng phai
13 nhitng 1di khen ngoi tir goc d6 ngudi trén, ma
chiing ta nén 4p dung nhiing 10i khuyén khich
tir gbc 46 ngang hang d€ dat dwoc hiéu qua cao
nh4t. La mot cdp trén co tai lanh dao, ching ta
can biét thira nhin nhitng déng gop cia cdp dudi
va truyén dat lai 1ong biét on ctia ban thin d&i
v6i ho, “Cam on anh, thize sy anh da giup d& o1
&t nhidu”. Hodc 1a truyén dat lai suy nghi cha
quan ciia ca nhan nhw, “Anh dang rdt chin thanh
dap timg nguyén vong ctia t6i nhi” 1a viéc 1am rét
quan trong.

Ngoai ra, khi truyén dat lai nhing viéc chura
hoan thanh, chiing ta ciing tuyét d6i khong dugc
néi ra nhimg-loi cam, can ohie, “Khoéng duoc

phép”. Thay vao do, hay truyén dat voi cip duwdi
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ctia minh mdt cach tich cyc, “Co 18 sé t6t hon néu
lam theo cach nay nhi”.

Ngoai ra, cAp trén khong nén dot ngot duwa ra
cAu tra 10i, ma hiy mo rong tw duy ciia cip dudi
bing nhitng ciu héi. Néu céch d6 van khong thé
gitip nhitng ngueoi cip dudi dura ra dwgc y twong
giai quyét van d@, thi chung ta s& dua thém vao
d6 nhitng “ciu hoi tai nguyén” va dua ra cac goi
y cho ho.
 C6 & ciing ¢6 cac treong hop cin dén nhitng
“loi mdi” ma ching ta da ban luin trong phin
trizdéc. Chiing ta khéng nén chi dwa ra nhiing
ménh lénh, d6i khi cfing cin phai truyén dat lai
kinh nghiém ctia ban thin nhitng nguoi cap trén
ho#c nhitng ciu chuyén thanh céng cda nguoi
khac va dé xudt phirong an giai quyét “Anh nghi
sao néu chiing ta 1am nhu thé nay?” Trong trudng
hop d6, nguyén tac co ban 1a ching ta cin phai
tao ra khéng gian tréng va stt dung nhiéu nhitng
théng diép bit dau bang ngdi thix nhét, vi du nhw
“T6i nghi rang dé 1a...”

Né&u nhitng nd liee nay ctia ho ¢6 nhitng ti€n
trién t6t, vanhitng ngudi cip dudi bat ddu dua
ra duoc y kign thi dé 1a thiing dieu duroc khuyén
Kkhich. Chiing ta ¢an phai guaysd lai ngay voi
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viée d4p ting nhu cau hd tro bang phwong phap
kéo va day. -

Bing cach nay, ching ta c6 th€ dp dung rat
nhitu cac ki thuit giao tiép khac nhau ma chiung
ta @4 hoc dugc tir phin trude cho dén gio. Béng
cich 1am nhw vy, nhiing thong tin phan hoi vé
viéc danh gia nhan sy don gian sé co thé thay doi
hwéng d&n nhitng méi truong d€ dirgc trai nghiém
cac thanh qua két thiic mang tinh Iy luén, khuyén
Khich cac cip dudi va ¢ thé nudi dudng tinh déc
14p cha ddng cita ho. | |

Bang cach &4p dung tr6i chay hé¢ thdng quan ly
nhin sir, ma chiing ta c6 thé thanh cong trong viéc
dao tao cip dwdsi ma khong khen ngei, khong la
méng, v khéng chi day.
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Chuong 6

Phan tach cac van dé vave ranh gidi

1. PIEU CO BAN TRONG QUAN Hf CON
NGUOI LA XAY DUNG MOT RANH G101

NHAT PINH
H y thir twong teong: Khi ban tr& vé
can hd ciia minh, ban chot thiy nguoi

ban than tu y 18y dién thoat di déng ctia minh
tix trong tai xach ra va nhin chim chdm vao tin
ahin. Liic d6, ban s& cam thdy nhu thé nao?

“Gao anth lai tie tién xem tin nhin nhue vay? That
13 thé 15 khi tir ¥ xem dién thoai ciia nguoi khad”

Chimg ta-thwong cant Ay tire gitmnhue vay.
Ditu d6 13 nhiing camn xuc fir ififen.
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“Trong cac m&i quan hé than thiét cling cin cé
nhitng phép tic nhat dinh.”

Ngay ca khi nhitng ngudi ma chiing ta ¢ méi
quan hé than thiét nhu thanh vién trong gia dinh
va ban be, thi gitta ngudi véi ngudi cling can cé
mét khoang cich thich hop. Va con ngwdi ching
ta khéng nén can thiép qua sdu vao sy riéng tue ctia
nguoi khac.

Lién két cac diém gidi han khoang cach giita

‘MOt ngudi véi mot nguedi khac ta duge dudng
ranh gidi trong tdm Iy hoc. Dudng ranh gidi nay
cing twong ng vl duong bién gidi gitta dat
nudc nay v6i ddt nuoc khiac, va hang rao gia
ngdi nha nay véi ngdi nha khac. Ban than ching
ta ai ciing c6 th€ nhan thiec duge ring khéng duoc
phép ti y virot qua nhitng bién gidi va hang rao
ngan cach nay. )

Tuy nhién, khi tr¢ thanh dudng ngin cach
trong mgt m&i quan hé gitta cac ca nhin, nd sé vo
finh tré nén mo ho vdi chinh nhitng ngudi trong
moi quan hé dé. -
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Khong dugc phép vuct qua
“dudng ranh gidi ca nhan”

Pudmng ranh gidi

Ngwiri khic

Ban thin

Vi du, gia st ban dang gdp phai mot van dé
nghiém trong vdi gia dinh cla minh. Nhitng kho
tim d6 ctia ban chic chin sé 1a nhitng diéu ma
nguoi khac khong thé hidu dwge. Tuy nhién, v6i
nhitng ngudi ban than thiét thi 14t dé dang thau
hiéu vé nhitng véin dé do.

“Pé 1a mdt phian 16i ctia ban, t6i nghi ban nén
xin 18i.” -

“Pimg lo ling vé nhitng diéu nhw viy va hdy
nhanh chéng quén no di nhé.”

Ngodt ra;—ban.than chung ta doil khi cting
thuedng vitgt qua duong rantl giol cia ca nhén
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va can thiép mét cach thira thii dén nhitng vin
dé ctia ngudi khac. Trong mét s6 tredng hop, dbi
Itic chting ta bi d&i phuong can thiép qua siu vio
ranh gidi ca nhén, nhung ciing c¢6 nhiing lice chinh
ban than chiing ta lai dang tu tién xen vao chuyén
ctta ngueoi khaeé.

Tuy nhién, chiing ta cin ghi nhd réng nhat
dinh phai luén gift dudng ranh gidi nay. Khong
bao git duge phép vuot qua ranh giéi va te ¥ can
thiép vao van dé cita ngwedi khac. Va, khi bi d6i
phuong virgt qua ranh giéi ma ban than ching ta
khéng cho phép, thi digu quan trong la chiing ta
cén n6i mét cach 16 rang 13 “Khéng”.

Ng‘uon goc clia tdt ca nhig ric réi xay ra
trong mdi quan hé giira con ngudi

Trong tdm Iy hoc Adler ma ching ta dang hoc
hoi tir phin dau dén gid, ngudi ta goi nhitng ditu
nay la sy phén tich cic vén dé va nhén dinh ring
d6 1a nén tang ciia quan hé gifta con ngudi. Réc
rdi nay sinh trong tat ca cic mdi quan hé gitta con
ngueoi trong thuee té déu xay ra do khong thé phan
tach cac van de. .

Céc b chame virot qua dedng Yanh gisi va
can thiép 58u vao cac vin'dé\ctia con cai. Nhiing
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nguoi vo veot qua duong ranh gi6i va can thiép
sAu vao cic van dé ctia chong minh. Céc cip trén
vurot qua dudmg ranh gidi va can thiép sau vao cac
vén d& cta cdp dudi. Chinh vi nguyén nhén nay
ma céc mdi quan hé clia con ngudi dang dan din
bi pha v&.

Vi du, cic trwomg hop sau day 1a nhiing ric réi
phét sinh trong mdi quan h¢ gitta con ngwdi boi
khéng thé phan tach cac nhiém vu.

e Céc bac cha me ludn ép budc con cai phai
hoc thp “Hay hoc bai di”. Va nhiing dtra tré
néu khéng mudn hoc sé phéri khang lai.

— Cho dit hoc tip hay khéng thi d6 la vén dé
ctia con cai. Cac bic cha me dang can thiép
qué sau vio céc vén dé ciia con cai.

o Mot ngudi vg néi véi chéng minh : “So

thich mic 4u phuc ca anh that ki di” va

yéu ciu chong minh phai thay d&i bg trang
phuc khac.

- Quyét dinh mic trang phuc nao tity thuge
vao s& thich cia ngudi chéng. Ngudi vo
dang carvthitp qud sau yao.cac van de cia

chong minh.
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* C4u con trai trach moéc cha me khong chiu st
dung thudc dd nhan dugc tir bénh vién va 8
ging ép budc cha me minh phai uéng thudc.

—+ U8ng hay khong udng 14 vin dé cira cha me.
Cau con trai dang can thiép qué sau vao cac
vin dé cia cha me minh.

o Nhitng ngudi cip trén nhin thdy nhing
phuong an khong t6t trong qua trinh 1am
viéc ctia cip dwdi va bét budc ho phai thay
d6i cach thyec hién.

— Lua chon phuong phap nao 1a vén dé cua .
cip dusi. Nhitng ngudi cdp trén dang can
thiép qua siu vao céc vn dé clia cdp dudi.

Nhing truedng hop khong thé tach biét cac véin

dé trwong tw nhu thé nay thi khéng c6 du thoi gian
d&1iét ké hét. Bén canh d6, nhitng ngudi dang can
thiép qué siu vao céc vin dé cia déi phuong va
nhitng nguoi dang bi ngudi khac tu y can thi¢p
vao vin dé& ctia minh déu khéng nhan thire dugc
tac hai ctia hanh dong nay. Két cuc 1a tir ca hai
phia bt ddu cim thay phién phic khi m&i quan
hé gitta ho khéng con sudn sé. D6 la nhing diéu
ma chic chin o 58 cam rhan duge Tuy nhién, ho

lai khérig nhén thiyc 'duoc ring-nguyén nhan nay

218



HIROSH! OGURA

sinh ra nhitng mau thuan trong cdc mdi quan hé
chinh 14 & viéc khéng tich biét cac vin dé cd nhan.
D6 12 bai vi hiu hét moi ngueoi déu khong te y
thirc duoc nguyén thc “Ban thin khong dugc phép
can thiép qua siu vio cdc van dé cia nguoi khac.”

Phuong phap do tao cip dwdi ma khong
khen ngoi, khong la ming, khong chi day ma toi
dang c& ging gtri d&n cac ban trong cudn sach nay
13 mot phuong phép 14y cam hing chinh tir viéc
phén tach cac vin de.

Liéu viéc tach riéng cac vin dé c6 phai 1a mét

cach suy nghi qua thé ¢?

Khi ching ta truyén lai cich suy nghi phin
thch ridng cic vin d@ cd nhén, thi chic chin s&
nhén duwoc rat nhidu nhitng cau hoi. B6 1la mét cau
hoi ma chiing ta di néi dén trude ddy “Nhuw thé
ching phai la qua thd o d6i véi d6i phuong hay
sa0?” Viée khong can thiép qua sdu vao cac van
dé cA nhan ctia d6i phuong bang cach tach biét cac
vin d&, da bi hifu nhiam sang khia canh giéng voéi
st lanh nhat khong quan tam.

Tuy nhién, dién déhoan tgan sai [am. Nhu
chiing ta ¢ hoe duge nhiéyu Jintl.dau cudén sach
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cho dén nay, viéc tach biét cac vén d2 1 sy nhin
nhan d6i phwong dya trén sy tén trong va tin
twéng 1an nhau.

“Néu la ban, t6i tin tuéng chic chin rﬁng ban
c6 thé dira ra quyét dinh ding din bang chinh
nang lyc ctia ban thin.”

“Né&u 14 ban, t6i tin twéng ring di ¢ gip
phai thit bai, ban ciing van s& c6 thé hoc dugce
didu gi d6 tir n6 va chic chin ban sé biét dugc
cach phai 1am nhuwe the ndo d& c6 thé khic phuc
sai [am do6.”

Chinh nho ¢é nhitng si ky vong va tin teong
nhw viy, ma chiing ta méi biét cach dé khong can
thiép qua mikc vao cac van dé ca nhan — diéu sé
lam phéa v& mdi quan hé gifta con nguoi.

T4t nhién, viéc phﬁn tach cac van dé ciing
khéng th& difn ta hét ¥ nghia chi bing mét ciu
néi. Ma ching ta nén st dung nhitng théng di€p
bit dau bing tir “t6i” va bay té y kién ctia ban thin

trong pham vi thich hop khéng vugt qué dudng
 ranh gi6i cita m&i c& nhan.

*» Céc bac cha me Iudn ép budc con cai phai

hoc tap "Hay hoc bai di”. Va nhiing dira tré
nélt khéng mudn hoc sé phan khang lai.
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. Thong diép bit dau bang ngdi thir nhat
ctia cha me: “Né&u con nhén ra dugc nhiing
nidm vui ctia viée hoc t3p, thi me sé Tat vui
mimng.” (tuy nhién co nén ]am hay khong thi
tiy thudc vao quyeén quyét dinh cta con)

e Nguoi vo néi véi chéng minh: “50 thich
mic au phuc ciia anh that ki di” va yéu
cau chéng minh phai thay déi bd trang
.phuc khéc.

— Théng diép bat dau bang ngdi thir nhit cua
ngudi vo: “Em nghi ring anh s& rat hop vOi
nhitng trang phuc nhte th& nay. Em rét thich

str dung nhitng mau nhuw thé nay (tuy nhién
viéc lya chon nhitng trang phuc nhw thé nao
thi tiry thudc vao quyen quyét dinh ctia anh).

e Cau con trai trach méc cha me khéng chiu stz
dung fhudc &3 nhan duoc tirbénh vién va c6
gang ép budc cha me minh phai udng thude.

- Thong diép bt dau bing ngdi thi nhdt cia
nguoi con: “Con 3t muén b6 me b thé song
that 1au. Chinh vi vay con rit mong b6 me

- s udng thudc day da.” (tuy nhién ¢4 muén
udng hay=ihong. thi tuy thudc vao quyén
quyét dinh ctia bd me)
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* Cdp trén nhé4n thdy nhitng phuong in
cia cdp duwdi khéng t8t va budc ho phai
thay déi.

— Théng diép bat dau bang ngdi thit nhat cta
ngudi cdp trén: “Trude day, 61 da ting
ning cao hiéu suft lam viéc rat hiéu qua
bing phuong phép ndy. Viy nén téi rat
mong anh s& tham khao nd.” (tuy nhién
cd mudn 4p dung phwong phip nay hay
khéng thi thy thudc vao quyén quyét dinh
cta anh) '

Ching ta goi nhitng quan diém chit treong
mang tinh trung ldp ma khéng can thiép qua sau
vao cac van dé cuia d6i phurong nhw thé nay la
phuong phap giao tiép quyét doan. Khéng virgt
qua ranh giéi va can thiép qua sdu vao cic vin
dé cha d6i phuong, nhung ciing déng thoi khong
phai la sy tho o hodc khdng quan tam, bd mic he.
Néi dén day, ban than tdi rat mong cac ban doc gia
6 thé hinh dung ra duge mire 46 méi quan hé va
cach giao tiép thich hop.
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2 HAY SUY NGHI XEM “AI SE LA NGUOI
T1fp NHAN NHUNG THANH QUA cuo1
CUNG PO?”

N&u suy nghi bing te teong “tach biét cdc
vAn de&”
Ia tiy thudc vao dira tre d6. N6i cach khac, do la
nhiém vu ciua con tre, chir khéng phai nhiém vu

 thi viéc quyét dinh c6 nén hochay khéng

ctia cha me. Vi vay, cha me khéng nén ép budc con
cai phai hoc tap theo cach ma ho mudn. Tam ly
hoc Adler ciing da day diéu nay v6i vai tro 1a mot
phuong phap duy tri m&i quan hé than thiét gilra
cha me va con cai.

Tuy nhién, vi viéc con cai khong chiu hoc tap,
cha me c¢6 thé cam thdy lo Iing. Vao thoi diém do,

cam giac lo 13ng nay lai 1a van dé ciia bac cha me.

Tix trede dén nay, cac bac cha me thuong cho
ring &6 13 nhimg vén d& cia bon tré. Ho ludn
udn kidm sodt con cai va 8 ging thay d6i cach
nghi caa chiing. Chinh boi vay; cacbéc cha me bit
dau cam thiy s8t rudt va lo ldng vé con cai cua
minh. Do d6, vin dé toi mudn giri dén cac ban G
phannay 13, Jéhi-ding tren ceong Vi chame, ching
ta can phai d6i mat ol vAH d& ¢t chinh ban than
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minh, d6 13, “Khéng qué lo ling, ma hiy c§ ging
tin tudng vao con cai cia minh.”

Vdy, ching ta nén lam gi d¢ lam 6 “Day [
nhiém vu ctia ai?” Cau tra 1oi rdt don gian.

“Ngudi tiép nhan nhitng thanh qua két thiic
cudi ciing ciia vin dé d6 1a ai?”

Ching ta nén dira ra ciu tra 1o dudi dang cau
hoi nhu thé nay. Trong vi du triede, néu bon tré
khong chiu hoc tap, thi cdc lia chon trong tieong
lai s& thu hep, ma ngudi phai tiép nhin nhitng khé
khiin d6 khéng ai khéc chinh ban than bon tré chir
khéng phai 1a cha me ctia chiing. Va nguoi phai
ti€p nhén thanh qua két thic cudi cling sé bi gido
vién trach ming vi khéng chiu lam bai tip vé nha
Kkhéng ai khac chinh la nhitng dita tré khong tie
giéc hoc tép do.

Bing viéc tir minh dit ciu hoi: “Ngudi tiép
nhin nhitng thanh qua két thic cubi cing cta
van dé do 1a ai?”, ma ching ta c6 thé giam bét
nhitng triedng hgp can thiép thira thai vao cac
vin dé ctua ngudi khac. Va diéu d6 sé€ giup ta
c6 thé tiép xtic vSi moi ngudi bang mét khodng
cach hop 1y ma khong gay anh hu’orng dén cac
moi quan hé.
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Tai sao lai buc bdi néu tré em khong chiu hoc?

Ving, tai sao cac bac cha me lai cam thiy that
vong va buc bdi néu con cai ciia ho khong chiu
hoc tap? Téi xin dua ra nhifng Iy do ma ching ta
c6 thé nghi dén:

e Vi ho mudn cho con tré c6 thé ly giai duoc
vide: “Cach t6t nhat d€ c6 dugc mot cude
s6ng t5t dep hon trong tuwong lai la can phai
vio duge mét tredong hoc tot.”

* Vi ho nghi réing, “Bat ct nguoi cha ngudi me
nao ciing déu khéng mudn con ci ciia minh
phai lam viéc vat va nhue nhiing gi ho da trai
qua do khong chju hoc tap.”

e Vi ho nghi ring, “Con tré chwa thé dua ra
duge nhitng quyét dinh chinh xac, vi vay ho
mudn thay ching diea ra quyét dinh.”

* Vi ho nghi ring, “Ban thén sé& cam thdy v
ciing x&u h8 néu con céi ciia minh khéng
dwoc hoc & mét ngdi trudng t6t.”

Cach suy nghi ma chiing ta thudng thiy gidng
nhue nhitng ditu nay chinh [a dia trén m6i quan
hé theo chidu doe “T6imoi ding®,va “Ban sai”.
Trong tam Iy hoe Adler, nguon é da rhén dinh
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ring, “Néu chi gidi han trong mét mdi quan hé
theo chidu doc, thi cic mdi quan hé gitta con nguoi
s& khong the duy tri t6t dep duoc.” Thay vao do,
chiing ta ¢in tiép xtic véi nhau bang mdt mdi quan
hé ngang bang. | 7

Quan hé ngang hang khéng thudc pham vi tu
minh nhin dinh la “chinh xac” hodc “khéng chinh
xac”, nhung né chi ra cach ti€p nhan céc vin dé
tredc mat c6 “mang tinh xay dung” hodc “khong
mang tinh xdy dung” hay khong.

Va chiing ta thuong huéng dén céch tiép nhén
mang tinh xdy dung, tip trung vao muc tiéu thiét
14p méi quan hé con nguoi mang tinh twong trg
dua trén co s& ton trong va tin tuéng 1An nhau.
Tré em va cip dudi sé cd co hdi dugc te minh giai
quyét cic vin dé bang chinh ning lyc clra ban
than. D6 1a sy hd trg, khéng giy can trd. Khuyén
khich, dong vién d6i phuwong. D6 1a mot mdi quan
hé theo chiéu ngang.

Viéc cic bac cha me can thiép qua sdu vao cac
van da ctia con cai minh, nhw khién trach 14, “Hay
hocbai di”, didu nay duwgc danh giala nhiing hanh
vi khong mang tinh xay dung dia trén quan diém
ton trorig va tin fizdng 1an nhati. Veé viec hd trg va
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khuyén khich phat trién kha niang d€ tré c6 the tur
giai quyét céc vén dé bang chinh néng lyc clia ban
than, ching ta phai noi rang hanh vi ty y can thiép
vao vén dé ctia ngudi khac ciing khéng mang tinh
xay dung theo cach twong te. Dieu nay cing duegc
4p dung tuong tu trong viéc dao tao nguon nhan
Iee tai noi lam viéc.

Lién quan dén viéc giao ti€p voi moi ngwoi,
chiing ta ciing can phai thuong xuyén duy tri cac
ciu hoi nhuw sau:

“Liéu cach giao tiép nay ¢ mang tinh xay
dung vé mit thiét 14p méi quan hé gitra con nguoi
diza trén co s& ton trong va tin tudng lan nhau
hay khéng?”

“Lidu cach giao ti€p nay c6 mang tnh xay
dung vé mit hé trg va khuyén khich sy phat trién
ning I thye hién ctia d8i phuong hay khong?”

Néu ching ta co thé' suy nghi theo huwdng nay,
thi nhitng lo 1ing va buc bdi, mot vin dé ma ban
than chiing ta dang phai don nhén, s& ting chat
mét duwgce xda bo. '
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Tuan thi hay cd ging kiém soat déu l1a nhing

hanh d6ng khong lanh manh '

T6i dd trinh bay mot mdi quan hé mang tinh
kifm soat khi ¢& can thiép vio cdc van dé caa déi
phirong trong vi du vé viéc khong thé phéan tach
vin dé. Tuy nhién vin dé thyc chit ¢ day la &
phia bi kifm soat, khong thé n6i “khong” voi d6i
phuong. D6 ¢6 18 12 boi vi ban than he dang ngam
tuén thil nhitng sip dit tir phia d6i phuong.

Sue kiém soat va tuan thi 1a cac hwéng miii tén
di nguoc, dang vuot qua duong ranh gidi gitra cac
ca nhan. Su kiém soét 1a sy vieot qua ranh gidi cua
chinh minh v tg ¥ can thiép vao cic van dé clia
ddi phuong. Trong khi d6, tuan thi la trang thai
tiz cho phép ddi phuong cé thé vurot qua ranh gici
va can thiép vao cic vin dé cita minh. Va ca hai
déu c6 the duge goi 1a tinh trang khong thé phén -
tich cic van dé mang tinh ca nhan.

Viy cu thé tuén tha 13 tinh trang nhu th& nao?
Chiing ta hiy cing danh gia truong hop co ban
dwdi day. Ban da quyét dinh tién t6i hon nhan sau
vai nim duy tri mé&i quan hé tinh cAm véi ngudi
yéu. Vi vay, ca hai di théng bao v6i b me hai
bén, nhitng bat ngd gip phdi 5t phan d6i ma ca
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hai khéng hé nghi dén truGe d6. Co thé bi cu tuyét
dén mec, “B8 khong chdp nhan viéc con két hon
v6i mdt ngudi nhu the. Néu con nhit quyét thye
hién cudc hon nhan nay, thi ching ta sé cit ddet
tinh cam cha con.”

Ban da rit ngac nhién va kém theo ca sy oan
gidn. Sau d6, ca hai di o8 géng hét stzc thuy€t phuc
dé mong nhan duoc st cho phép ctia chame minh.
Nhung cic bic phu huynh lai hoan toan khong
1ing nghe nhitng diéu ban néi.

R&t cude, ban dd quyét dinh hodn lai cudc hon
nhin d6. Ban khéng muén lam cha me minh phai
budn long. Ctt nghi ‘dén chuyén do6 ban lai khong
th& ngimg khéc. Va ban da bit dau odn hén cha
me minh ké& tix do.

C6 thé ndi ring hanh vi chia ban trong traong
hop nay la mot st tuin thit mang tinh dién hinh.
Noi cach khac, ban khéng th& duwa ra dwgce ranh
gidi, va khong thé tach biét duoc nhitng vén dé
mang tinh ca nhéan.

Viécban quyét dinh két hon véiai thi d61a van
&2 ctia chinh-ban.chizkhdng phiila van dé ctia cha
me. Nguoi/dang tizy, vitet §la rani giGi ca nhan
vi can thiépvao van dé ctid diiphuong, khong ai
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khac chinh 1a cha me cfia ban. Vo thoi diém do,
ban nén kién quyét néi KHONG. Nhung néu ban
khong thé lam digu d6, cing déng nghia véi viéc
ban dang cho phép cha me virot qua ranh gidi do.
Néi cach khéc, né ¢6 nghia [a ban sé khong thé
tich roi cac vin dé mang tinh ca nhin néu chip
nhén tuin thi.

Hon nita, viéc dwa ra y kién nhw thé nao vé
chuyén két hon cta con cai la vin dé cha nhiing
ngudi 1am cha lam me. Viéc ban o8 ging thuyét
phucbd me minh thay ddi quan diém cfa ho, cling
chinh la viéc ki€m soét va can thiép vao cac vin dé
ctaa cha me. Véi y nghia nhw thé, thi ban lai mét
[an nita khong thé phan tach cic van dé mang tinh
ca nhin; Chi khi thuc sw tach biét dwoe cac vin
dé, ban méi 6 thé nd nu creoi tiroi va nhe nhang
thdéng bdo vdi cha me minh nhuw thé nay.

“Con rat budn vi b§ me khong thé hiéu duoc
con. Nhung con sé két hon vdi nguoi nay. Con sé
rdt hanh phic néu bd me c6 thé hiéu cho con.”

Né&u 8 ging thay ddi y kién ctia phu huynh,
chic chidn ban khéng the thuyét phuc bing nhimg
y dinh mang tinh khdng ché€ suy nghi ctta ho nhu
vay. Dieunay.chinh la,mdi guan hé lanh manh ¢6
thé phantach ré rang cic yinde cua timg cd nhan.
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3. PHAN TACH RO RANG KE CA NHONG VAN
pE LIEN QUAN DEN TINH CAM

Viéc phan tich céc van dé khong chi lién quan
dén trach nhiém ring: “Ai nén 13 nguoi quy€t dinh -
vin dé d6?” Ditu dé ciing giéng véi chuyén tinh
cam. N6i cach khac, ching ta khong nén cf gang
kim soat d¢ thay d6i cam xic ctia nguoi khac, va
twong t nhu vay, ching ta cing khéng nén tudn
thit theo st kifm soat ctia d&i phiong. Chiing ta
' hay cling nhau xem xét ting truong hop dwdi day.

Gia st ban dang gip phai rdt nhi¢u vin dé
trong cong viéc va trong chuyén tinh cam riéng
fir. Lite nay, ban dang cam thy rat toi ¢, khong cb
t4m trang d6n nhan bat ct diéu gi. Vao thoi diém
dé, nguoi ban ddi cling chung sdng vdi ban dang
v tw vira xem TV viza cudi 16n, va ¢6 dy vui ve
hon nhitn néi voi ban: “Chuong trinh nay that 1a

thi vil”

“Trong khi t&i dang dau khd nhw vy, thé ma
ba cé thé vo tre cudi dita vui vé nhu vay hay sao...
Thuec st ba hoan toan khong hi€u gi vé nhiing kho
Khin cta téi cal” Cam xtc buc tic da xAm chiém
tam trf banVaymgediban doi glaban meong anh
mit v6 dinh it tiéng tho, di, “Fimm!” réi quay
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sang mdt bén. Nguoi ban doi to6 vé nghi hoic,
“Anh da gap phai chuyén gi sao?”

Trong trieong hop nay, ban cling khéng thé
phén tach cac van dé lién quan dén cam xtc. Ban
dang mong doi d6i phirong cling ¢ cling cam
nhén v&i nhitng cAm xiic ma ban dang mang. Pé
Ia m{t moi quan hé mang nhitng suy nghi khéng
lanh manh ctia con nguwdi. Mbi con ngudi chﬁng ta
ai cling s€ cd nhitng cam xtic khac nhau. Mic di1 ¢
cung mot mdi trirong sdng, nhung cam nhan cia
tleng ngueoi rat khac biét. Vi vay, ching ta khong
nén 8 ging thay d6i cam gidc ctia i phuong.

bitu gi sé xay ra néu trueong hop nay ciing
duoc lip lai & noi lam viéc? Vi du: Gia str ¢dp trén
khéng thé gitip dwoc gi khi nhin thiy ring ty 18
thanh cong ctia gid tri muc tiéu ban hang Ian nay
rdt thdp. Trong khi d6, mic du biét rang d¢ dat
duge nhitng con s nay sé gdp phai rat nhiéu khé
khin, nhumg cdp duéi van dang thue gidn thudng
thirc bita trira va cuoi duia tro chuyén. TAt nhién,
ho ciing biét dwoc rang c&p trén cla minh dang
rat that vong. Nhung dut ¢6 ndi nhw thé nao di
chéng nita, cdp trén cling khong thé thay d8i cam
gidc clia|cap eirdi. New cf gang lam didu d6, thi
chi lam ¢ho mdi quan he gitta moi ngudi tré nén
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x&u di ma thdi. Ngay ca khi d6 1a m&i quan hé
gitta cAp trén va cip dudi, chiing ta cling can phai
tach biét & rang cam xic cira minh va cla déi
phuong. D6 14 st phén tach cic véin dé lién quan
dén tinh cam.

Khéng can bin tim ngay ca khi ban bi néi xau
sau lung

Hay cling xem xét mét treong hop khée. Anh
A, ngudi c6 mobi quan hé rdt than v6i ban trong
cébng viéc, dot nhién tré nén xa cach. Néu nhw
trude ddy, ca hai ngudi timg thudng xuyén cing
nhau ding bita va trd chuyén trong gi& giai lao,
thi gin day dwdng nhu anh ta dang ¢ xa lanh ban
vi mét ly do nao doé. '

Vaban d3 thiy ring anh A va 6ng X, m0tnguoi
6 m&i quan hé khéng may théan thiét véi ban, hai
ngudi ho dang vui vé néi chuyén véi nhau. Khi
nhin thiy ban, ho im ling va dudng nhu ¢8 thay
&8i chx d. Vi sau khi ban di ngang qua, ho lai bt
diu tén giu 1én 14t.

Ban nghi ring,“Phai giai quy&t tit.ca cac bi &n
dang duoc giie gidu’ Clidd chidy g ong X dang
tung nhitng tin dénnéo do M batrcho anh A. Néu
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khong, anh A khéng thé nao dét nhién lai thay doi
thai d6 hoan toan nhw viy. Ban lién tuc cam thdy
lo ling vé diéu nay.’

T6i nén lam gi trong truomg hop nay... Téi ¢6
nén noi vdi anh A, “Nhitng 101 ndi ciia 6ng X hoan
toan 1a nhitng 16i bia dit”... Hay t6i nén ndi véi

-6ng X, “Xin hdy ngtimg lan truyén nhitng tin don
khéng ding su thit nhir thé!” Nhung ban than
ban lai khéng c6 bat ky bang chitng nao ca. Ban da
bi roi vio mét trang thai tam Iy khing hoang ma
ban than ban cam thiy con khé vugt qua hon ca

viéc khong dat diege cong viéc nhuey.

Truong hop nay ciing 1a mét vi du dién hinh
ctia viéc khong thé phan tach cac vin dé ca nhan
trong chuyén tinh cam. Trong triedng hop nay, vi
c8 gang d¢€ thay déi cam xuc clia anh A va cam xdc
" ctia éng X ma ban dang roi vao tuyét vong. Tuy
nhién, hanh dféng nay ciing chinh la mét trong
nhitng hanh vi ctia viéc tir y can thiép vao cac vin
dé clta d6i phuong.

Viéc c6 tin vao nhitng 1oi d6n dai d6 hay khong
13 van dé riéngcha anh A va ong X, D6 khéng phai

13 vin dé aiaban: Ngoai ra,-ban khong can phai
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lo léng réng liéu ban than minh c6 bi ghét hay
Kkhong. Boi cho dir d6i phuong thich hay ghét ban
thi d6 ciing khong phai 1a vén de cta ca nthan ban.
D6 chinh 13 vin dé riéng ma anh A va 6ng X can
phai tir minh quyét dinh. '

Ban chi can tach biét cam xtic clia ban than
minh véi cam xic cita anh A va cam xtic cia ong
X. N6i cach khéc, ban khéng can phai lo sg ring
ban than sé bi ghét. Va ciing khong cén phai lo
Téng vé vidc ban thén dang dinh phai mot vai tin
don. C6 thé néi ring, ddy mdi chinh la phan tmg
ctia mot ngudi co 16i séng lanh manh, va la mgt
ngudi biét cach &€ c6 thé phan tach cac van dé
mang tinh ca nhén.

Khéng cin phai chiu trach nhiém vé cam nhin

ctia cap dudi

Trong viéc phan tach cac vin dé lién quan dén
cam xtc, xét vé thuc t€, co6 mot difm ma cac nha
quan 1y can phai cha y 1a khong can phai chiu
trach nhiém vé cam nhén ctia cdp dwdi.

Vi du:Gia-sizban.da tin nhiém giao mot cong
viée nao do dho ¢dp dudi caaiminig Nao thoi diém
46, ciing co nhimg trueong| Hop chiing ta nhan
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dugce tir cdp dudi d6 thai d§ khong mudn tiép
nhan nhuw, “Tai sao t6i phai lam ¢dng viéc d6?”

Trén crrong vi la mét ngiedi quan ly, khi quyét
dinh giao mét nhiém vu nao dé cho cAp dwdi cira
minh, chic chin ban di 1én k& hoach va suy nghi
rét k§ vé cong viéc lan nay. Tuy nhién, ciing cé
nhitng trirdng hop ngudi cdp dudi d6 cam thiy
khong phuc. “Chéng phai ¢6 rdt nhidu ngudi dang
c6 nhiéu thoi gian ranh hon t3i hay sao? Tai sao
chi c6 s lugng cdng viée ctia t6i 1 ting 1én mai
nhuw thé, that 1a khong cong bing?” Puong nhién
s€ co rat nhiéu ngudi cip dwdi cia ching ta cam
thdy nhu vay.

Tuy nhién, moét ngudi quan ly c¢d ning lgec
khéng phai la mot nguedi ¢d nhiém vu phan bd
cbng viée chi tir quan di€m phén chia céng bang.
Ma ching ta cin phai diém tinh danh gid kha
nang cua ting nhan vién. Ngoai ra, ching ta ludn
nghi dén viéc phat trién k{ ning cua cip dudi
bing cach “giao phé mét nhiém vy nio dé cho
ho”. Tuy nhién, thong thwong thi nhitng tu tuedéng
nhw vay ctia chiing ta lai khong dwoc truyén tai
dén vai ddi phuong,.

Két cucda; nhitng ngwoi cap, dudi ma ching
ta tin tirong do da tiep nhanehiém vu duge giao
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mdt cach midn cubng cing v6i thai d khong hai
16ng. Va ho s& chi néi sudt vé nhitng vat va trong
cong viéc ma ho gdp phat. M&bi Tan nhin thiy thai
dé dé ctia ho, ching ta Iudén cam thiy nhu “Ban
than dang bi khién trach”.

*“C6 18 phan doan IAn nay clta t6ila mot sai fam...”

Vi ban than chiing ta ngay cang bi diéu khién
nhizu hon béi nhitng suy nghi nhw vay.

~ Ngay ca trong truong hop nay, ciing ¢ thé ndi
ring ban da khéng the phan tach rd rang cac van
d8 lién quan dén cam xdc.

N&u ban da tin tudng va giao phé mét nhiém
vu nio dé cho cap dudi clia minh vao cudi budi
thao lujn, thi ban khéng can phai lo ling, ngay ca
khi ngudi cip dudi tiép nhén nhiém vu nay voi
tam trang vui vé hay khé chiu. Ching ta khéng
can phai cam thdy c6 trach nhiém néu ban than
ngudi cAp dudi do sdc mit x&u di. V1ec mdt ngueol
cdp dudi tiép nhan nhiém vy dugc giao vdi cam
xiic nthur the nio d6 14 vén d& cda riéng ho. Do
khong phai 13 van dé ctia ban.

Nhiém vu cia ban 1a phan cong cong viéc
mét cach thiekchop. cho cap dirot. Tuy nhién, tuy
thudc vao loai hinh cong viec, ien vige nguoi
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cdp dudi do6 tiép nhan nhiém vy véi thai d6 hai
16ng hay kho chiu thi d6 lai 14 vdn dé c4 nhan cta
nhing ngwedi cap duwedi d6. Ching ta véi ceeong vi
la cdp trén khong can thiét phai chiu trach nhiém
d6i véi nhitng cdm xiic mang tinh ca nhin cia
cap dudi.

4. CHONG TA KHONG NEN €6 GANG KIEM

. SOAT CAP DUGI CUA MINH CONG NHU
KHONG NEN TUAN THU THEO NHUNG
KHONG CHE TU HOQ

Chinh thoi diém nay, ban thin t6i c¢6 thé ap
dung nhiing diéu déd hoc hoi dwgce tir tim 1y hoc
Adler vao viéc dao tao cdp dudi cia minh, nhung
triede day toi dd hoan toan khong thé dao tao dwoc
bét ki mét c4 nhdn nao. D6 1a boi vi ban thén téi
khéng thé phéan tach rd rang cdc vin dé, ma chi
13p di lap lai sy ki€ém soat va tudn thi d6i voi cap
dwdi ctia minh.

Chiing ta ciing thurong ndi véi nhau rang: Mot
tuyén thit noi tiéng khéng nhit dinh trd thanh
mdt huén luyén vién néi tiéng. Ca nhén t6i truede
day dd dat dugc nhiéu thanh céng véi tw cach Ia
mot nhanvier bintrthedng chintriy vy ma toi
di dugc thang chitc trd thanh 'mdt nha quan 1y &
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'db tudi con rat tré. Tuy nhién, vao thoi diém Itc
bdy gio, tdi van chua sdn sang d€ co thé tro thanh
mdt nha quéan ly, ban thén t6i da loay hoay va gdp
nhidu phién toai vi khong nhén thie duge cin
phai giao ti€p voi cap duéi nhu the nao.

Phong cach 1am viéc dau tién ma t6i da st
dung mang hinh thirc kiém soat, dé 1a kiéu chi
thi va ménh lénh. Nhimng tr ngix ma toi st dung
kha mém mai, nhung noi dung ma toi dién dat
thuong duge thé hign dudi dang “Hay lam theo
nhu nhitng gl t6i n6i”.

' Cam nhin ban diu 1a sy nhe nhang, tréng -
r8ng va mo ho. Tuy nhién néu digu 46 khong lam
cho cong viéc dugc i&n hanh mot cach thuan loi,
+51 s& dan dan dua ra nhitng chi thi mang tinh
cu thé:

“Hay lam tai lidu nay v6i cdu tric nhue thénay.”

“Hay giri nhitng tin nhin nhw thé nay cho
khach hang nay.”

“Hay tién hanh cudc hop theo trinh tw nhuw
th& nay.”

Toi da rachicthi chi figt chg fimg ngwedi mat,
yéu cau cAe cp dudi cia munh ixa 1oi “Vang” va
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tién hanh theo ménh 1énh ma t6i di dwa ra. Thé
nhung cudi cling, tdi dd phai d8i mit voi biéu
hién t6i sim cta cdp dudi. Theo mdt cach nao
d6, duomg nhu ho cam thiy ghét viéc phai tuan
theo nhitng ménh lénh caa t6i. Vao mdt thoi
diém nao d6, tdi nhan thdy ring ban than dang
¢l ki€m soat nguoi khac thyee hién theo nhitng
yéu cdu ban thdn minh dwa ra. Va toi dd cam
thdy rét c6 16i khi nhin thdy hinh anh cip dwéi
ctia minh dang 13m viéc véi sic mit t8i sam day
bt man.

Ciing trong khoang thoi gian d6, khi tip
trung cac cip duéi lai, t6i dd duoc ling nghe
nhitng 11 chi trich ring, “Cach lam viéc ctia ngai
Ogura khéng ¢6 tinh thuyét phuc”. Ban than t6i
sau khi nghe nhitng diéu d6, di dan din bét dau
ti trdch minh. “Mot ngudi cdp trén khoéng thé
khién c&p dudi cta minh tiép nhin nhitng nhiém
vu 13 mot nguwdi cap trén that bai”. Téi dd nghi
nhuw thé. Va ban théan t6i da 1am vao tuyét vong
khéng biét phai lam nhie thé nao dé€ c¢6 thé x6a bo
nhitng suy nghi bit min ctia ho. Va tbi da chot
nay ra mét y tudng. Co 1€ chi can loai bo cac chi
thi, ménh lenh va creong ché ma ban than da lam
triede dé. Sau d6, toi quyét difth dé€ cho cac cp
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dwéi cita minh dwgc “tir do 1am nhitng di€u ma
ho nghi”. Téi da nghi rang bing cach d6, t6i s&
gitip cho cic cip dudi ti€p nhén céng vigc voi
tim trang thodi mai hon.

Pon nhin két cuc toi té nhat khi dat dugc su

tuén thii cia cap duéi

Tuy nhién, diéu d6 d3 mang lai nhitng két qua
t6i t& nhit. Vao lic d6, tdi con chura biét dén tam 1y
hoc Adler, va khi niém tin vao ban thin véi vai tro
1a nha quan Iy khong dugc thiét 1ap, t6i dé chon
Ieea bd miic mot cach vo trdch nhiém, d6 l1a Iya
chon t6i t& nhat. ' ‘

Sau khi t6i thay dé&i thai do, toan bd 15 chixc
d3 nhanh chéng roi vao trang théi téi té nhat. Y
thizc ctia nhitng ngudi cip dudi lic d6 dan dén
di xudng va ky luit da trd nén 1ong léo dén murc
ho khoéng chiu tré lai vin phong mic du da qua
gity nghi trira. Khong chi ¥ thirc, ma két qua kinh
doanh ciing d6t nhién gidm manh. Thit 1a kinh
khiing... T6i s& khéng thé tiép tuc duy tri t6 chic
néu c d€ ti€p dién tinh trang nhu thé nay...

T6i dd zoi vao. tinhg trang vo, cung khung
hoang. Vi vy, t6i d& nghimdng-phai khéi phuc
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lai moi thit bing cdch mot Ion nita quay tré lai
v6i nhitng ménh 1énh va kiém soat mang tinh
cudng ché.

“Vi t6i da phé thac moi thit vao cac ban nén moi
viéc dd chuyén sang huéng khong thé kiém soét.
T6i & lai mét [An nita duwara nhirng ménh [énh. Rat
hy vong cdc ban s& ti€p nhén can than nhiing chi thi
d6 va o8 géng hét stzc d€ thuc hién nd.”

Sau d6, t6i da nhin thay ring bau khong khi 6
noi lam viéc d3 bi thay d6i.

“Th& ma t6i tedng ring da dwoc ti do, thoai
mai lam nhitng diéu minh mudn...”

“Lai phai tuan theo nhitng ménh lénh gidng
nhw truede day sao?...”

Nhitng nguoi cip dudi dd thé hién mot sy
phén khang manh mé d6i vdi viéc quay tre lai
cach 1am viéc cii truee day. Pong luc lam viéc cha
cac cap duéi dang mat dén. T6i cam nhan dugc
st phan bac manh mé vé phuong cham lam viéc
ctia minh. Khi cam thay nhu vay, toi dd phan tng
lai mét cach manh mé ré’mg, “Rat 14y lam tiéc, 61
xin nhic lai mot [An nita ring t6i € 1am lai nhitng
dieu di cheda-sai lam trpde day,” Va t6i co the

cam thay nguyén tihan dan dén viéc cac cép duwoi
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ctia minh bifu hién khudn mit t6i sdm va khong
thoai mai, tit ca déu 12 15i do t6i, va t6i 1a mot cap
trén khong t6t.

Pong thoi, t6i nghi nhw thé nay. Khong 1€ t6i
chi 6 thé dé cho cap dudi cia minh dwoc tir do
Jam viéc theo ¥ thich mt lin nita? Khong 1€ t6i
khoéng c6 lrra chon nao khac ngoai viéc phd mdc
trach nhiém nhe trede ddy mot [an nira? Tuy
nhién, t6i hoan toan khong nghi ring day 1a mot
viée lam ding din. Téi da 13p di 1ip lai gitta kiém
soat va tuan thii. Va t6i khéng biét duwgc déu la cau
tra 101 diing, va cm théy ring sy ton tai ctiia minh
la de thira.

Vio thoi difm d6, tdi d3 cd co hdi tiép xtc vai
tam 1y hoc Adler, d6 la mot 1y thuyét ma nhing
ngudi & ceong vi lanh dao dang st dung. Toi da
thdy 18i ra cho vdn dé minh dang gép phai. Ngay
lap tirc, t6i bit dau thyc hién quan ly t§ chic
va phat trién ngudn nhén lyc da trén cach suy
nghi nay.

Sau d6, vira Wp di 13p lai viéc thue nghiém
va phét hién 161, t6i ciing dd dan bi thuyét phuc
ring “Day li-con dutmg duy shit giip toi thodt ra
duoc tinh trang Hie béy giofls Déchinh 1a phuong
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phép dio tao cdp duwdi khong khen ngoi, khong
la ming va khéng chi day ma ching ta dang ban
lu4n trong cudn sach nay. D6 1a ba con dudng dé
khuyén khich cac cé’p duéi 6 thé giai quyét van
dé ctia ho bing ning liec cia chinh ho. Déy la mét
phuong phap méi ma khong can phai 1a ki€m soat
hay tudn th.

Kiém soat va tuin thii 13 hai mit trudc va sau
ciia dong xu
- Nhu ban thdy tit kinh nghiém ctia ban than
toi, kifm soat va tudn thit 1a hai mit triede va sau
clia déng xu. Thoat nhin cé vé nh la ching hoan
todn d6i 1ap, nhung trén thyue t& ching déu dua
trén citng mot cach suy nghi. Tiy thude vao déi
tieong va hoan canh, né chi c6 thé tré thanh mot
trong hai mit triede hodc sau cua dong xu.

Viy nguyén nhin cua sir kiém soat va tuan
thit 1a gi? Céu tra 16i la do ching ta dang khong
thé tao ra dugc duwong ranh gidi gitta cac cd nhan.
N6i cach khac, boi vi khéng thé vé moét duong
ranh gi¢imaban than khong duoc phép vuot qua

d6i vai'déi phwong, ma chung ta vo tinh 8 ging
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ki®m soat d6i phuong, hodc cho phép (tuin thu)
d6i phuong dugc ki€m soat cac vén dé ca nhan
cta chinh minh.

D& pha v vong ludn quin nay, khéng c6 cach
nao khac ngoai viéc rit ra mét ranh g101 thich hop
trong m&i quan hé véi 6 phuong. Dung ngay
viéc can thiép vao cic vin d@ ctia ddi phuong va
diet khoat néi KHONG khi d8i phuong tu ¥ can
thiép vao cac vin dé cia ban.

Va ditu quan trong la phai vé& duong ranh
gi¢i ding cach trong cic mdi quan hé tinh cam.
Dimg ¢8 kifm soat d& thay di cam xtc cda ddi
phuong. Ngay ca khi ban bi ghét bo, hay bi noi
x&u sau lueng, céc ban cling cin pha1 ghi nh¢ ring
khéng bao git dugce phép ging thay ddi tinh
chm ma d&i phurong danh cho minh. Va dieng bao
gid d€ ban than minh bi chi phdi béi nhitng 16i noi
x&u sau lung hojc nhitng cam xtic mang tinh tiéu
cuc. T6i mong rang cic ban hay khic ¢St ghi thm
nhitng diéu nay.

Né&u ban ¢6 thé vé dwge dudng ranh gioi ca
vé trach nhidém, cdm xdc va phan tich 16 rang cac
v&n dé mang tinh ca nhén, thi chic chin né s& tr&
thanh bing catmg cho-pids xde lép niem tin véi
cip dudi.
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5. NHIEM VU CUA CAP TREN LA XAY DUNG
MOI TRUONG LAM VIEC

Trong sd cadc cdng thirc duoc durarabdinha tim
1y hoc xa hdi Kurt Lewin, ¢ mét cdng thitc duoc
viét dwdi dang B = £(P.E) trong d6 B 1a Behavior
(Hanh d6ng). Ong ta dit né & day véi y nghia la
hanh dong ctia cdp dwdi. Chix f viét thuomg 13 mot
ky hiéu ham s8. Va P la Personality (Tinh cach va
néng Iee), va & day nd dugce gia dinh cho tinh cach
va ning hze ctia ¢dp dudi. E la Environment (M6i
truong), duge dinh nghia 1a méi treong lam viéc
do cép trén tao ra, cdng thirc B = £(P.E) ¢6 thé dugc
giai thich nhw sau.

Cap dudi ctra ban di rat nd lyc Jam viéc va
dat muc tiéu dé ra. Khi ép dung vao cong thikc
clia Lewin, t6i nghi ring hanh déng d6 di dat
drege nho vao hai yéu t8, P: wu thé€ tuyét voi
trong tinh cach va ning lgc cha nhitng ngwoi |
cdp dwdi d6, va E: mdi treong 1lam viée do cép
trén tao ra.

Ngugc lai, cong thitc nay ciing ap dung vdi
trieong hop cdp dudi khéng lam viée cham chi,
va khong the dat duwgc muc feu. Nhitng nguedi
cdp trén t:rong trudng hop d6 ¢hi toan d6 16i cho
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nhitng hinh dong d6 = nguyén nhén B, véi tinh
cach va nang lye ciia cép dudi=P. Tuy nhién, trén
thuec t&, ciing chiu mot phan anh hudng nhit dinh
tir E = moi triedng 1am viéc do cAp trén tao ra. Néi-
cach khéc, viée tao ra nhitng hanh ddng cta cdp
dwdi, cfing ludn lubn can phai ¢6 quan diém tir
méi treong do cap trén tgo ra.

Viéc phén tich cic vn dé ma ching ta da hoc
c6 thé duge tom tit thanh mét théng diép 1a c8
ging lam th& nio d6 d& c6 th& dua ra khoang cach
hop 1y véi ddi phirong. |

‘Tuy nhién y dinh thic sw trong cudn sach
cira t6i khong ndm ¢ do6. Ditu ma toi muén
truyén tai dén cac ban la cong thirc B = {(P.E), -
nghia la mo6t @& 4n ma trong d6 cap trén c8 géng
hét sttc minh c¢6ng hién cho viéc xdy dung moi
truong 1am viée, va bdng nhimg cdng hi¢n do,
s& gian ti€p anh huéng dén nhitng hanh déng
ciia c&p dwdi. Can c6 mot khoang cach hop ly.
Chinh nho viéc duy tri mot khoang cach hop 1y
ma chiing ta ¢ thé gitip cdp dudi nang cao ning
lwc d€ giai quyét vn deé bang chinh sitc manh
ctia ho. D¢ chinblamotdé jan ma o1 mudn g

tdi cac ban.
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Khéng thé cudng ép d8i phuong uéng qua

nhiéu nuéc

You may take a horse to the water, but you cannot
make him drink - Ban ¢d thé din mot con ngya dén

ming nuedc, nhung ban khong thé' bt né udng mude.

P6 1a moét cau thanh ngit phuong Tay mang
mot y nghia ciec ky lon.

C6 18 n6 khong mang sic théi ton trong, nhung
néu dit lai vao vi tri gitka m&i quan hé ctta cdp trén
v cip dwdi, thi thuee sy rat dé hidu. “Nude” duge
néi dén & day cd nghia la déng Iuc lam viéc ctia
cap dudi. Va “mang nuéc” & diy 1a méi truong
khién ho khat va muén udng nuéc, néi cach khac
dé 1a méi triedmg tao ra dong lirc lam viée. Cép trén
¢ the xidy dung mét mdi truong thic diy tao ra
déng luc lam viée cho cdp dudi cita minh, nhung
ho khéng thé tao ra nhitng dong lyc d6 bang su
cudng ép. Ching phai chiing ta can ly giai duoc
cau thanh ngtt d6 theo cach nay hay sao. Khi giai
thich mét cach dé hiéu bing céng thixc ma chiing
ta di duoc hoc true d6 B = £(P.E) thi t6i tin ring
cac ban co-the-dé dang 1y, giai duoc ¥ nghia cha
cau thanh ngit nay.

248



HIROSHI OGURA

Cap trén khong thé thay d6i dwgc tu teong
va cAc gi4 tri quan bling cach ¢8 gang diéu khién
nhitng suy nghi ca cdp dudi. Thay vao do, ching
ta cin cOng hién hé&t minh vao viée xdy dung mdi
treong 1am vide. Vi du nhu ban than cap trén
14y minh 1am méu cho cdp dudi. Hodc la dwa ra
nhitng trudng hop thanh cdng cla nhimg dong
nghiép trong cong viée thuec €.

Va d€ xiy dung duge mdi truong lam viéc
t6t, ching ta cin d¢ cdp dudi ctra minh dugc trai
nghiém nhitng thanh qua k&t thiic mang tinh tw
nhién va nhiing thanh qua két thic mang tinh
1y luan. Do 1a yéu t6 t4t y&u, 12 nhitng diéu ma
mét ngurdi cip trén cd néng lec quan ly can thye
hién. Ciing c6 nhiing truedng hop cdp duwdi phan
khang lai vi cam théy bi chen ép. Chinh vi vay,
ching ta cin xiy dung mdt Khoang cach thich
hop d& cac cdp dudi co thé tir dira ra Iia chon
ctia chinh minh. Néu cdp trén biét git khoang
cach thich hop va xay dung moi treomg lam
viée, thi d6 s& la su khich 1& ddng vién va hd tro
d6i véi cip dudi ctia ho. Ban than t6i ludn nghi
nhu vay.

Khong phai c& géng ditanurge Nao miéng mét
chit ngua Khong hé khat ma ghvieg ta can din né
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t0i mang nuede va tao ra mot mdi truedng tuong

tng khién né cam thfy khat va tg minh udng

nudc. Mic du 1a nhic lai, nhung vide gift nguyén

tac phong lam viéc d6 rat quan trong.

Béan chit ciia gido duc duge thé hién trong
nhimg 16i ndi ciia Niebuhr
Lay Chiia va Dirc thinh thin, con hi vong rﬁ"ng,

nguedi s¢ ban tang cho con,

Sw diing cam d€ dim thay doi nhu'ng diéu c6 thé
thay déi dwegre,

S ngoan cuong d€ dim tiép nhin nhitng diéu
khibng the thay d6i duoc,

Vi xin hdy ban cho con tri tu thong thii d€ c6 thé
Iy giai dwoc sw khic biét gitka con nguoi.

D6 la nhitng loi ndi clia nha thin hoc Reinhold

Niebiuihr.

Céch tiép xtic véi con nguoi duge the hién

trong céc cau ndi nay kha gén véi cich suy nghi
trong tam Iy hoc Adler, vi vay né duge trich dan
rdt nhiéu Jan boi nhitng ngwdi tin tirong theo tdm
Iy hoc Adler.
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Té6i nghi ring nhitng wéc mudn duge dua ra
trong 16i cau khén trén chang phai chinh 1a ban
chit ciia viée dao tao cap dudi ma khoéng khen
ngoi, khong la méng, va khéng chi day, tinh hoa
clta cudn sach nay hay sao.

Phan tach 16 rang cac vin dé va vé ra duong
ranh giéi ca nhan. Tuy nhién, khong phai la tho
o bo mic, cling khong phai la ¢ ging thay d6i
d8i phuong, ma ching ta can tin tuéng va hé
trg. D8c thm stic vao viéc xdy dung moi truong
hop viéc. Téi nghi ring phwong phap d€ nhing
ngudi cip trén ¢ thé ti€n hanh thuan loi hon
trong viée dao tao va quan 1y cdp dwdi ctia minh
dang duwoc 16t ta lai mét cach cd dong bing
nhitng ti ngit nay. '

Ngay ca khi ban vén dyng cac ndi dung dugc
viét trong cudn sich nay, thi ciing khéng thé tao
ra két qua trong khoang thoi gian ngan dugc. Tuy
nhién, khéng c6 cach nao khac ngodi phurong phap
nay. T6i tin 1a nhue vay.

Céac ban co th& budc tung budc cham,
thong tha. '

T6i rét mong rang tih ¢a nhing nha quan
1y, nhitng nguoi €6 duoc sy dong cam v6i cudn
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sach nay s& dét nhitng 15i d6 vao trong trai tim,
tin twong va bwdc theo con duong nay trong
cbng viéc clia ban than minh. Téi hi vong rang
cudn sach nay s€ gitup cho tit ca cac ban x6a bo
dugc nhitng diéu dang con vidéng mic tir trude
dén nay.
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T am ly hoc Adler hién nay dang dugc
roi sang duéi 4nh dén sin khéu va thu
hét mei ngudi. Tix givy trd di, ching ta € tang
tham nhiéu co hdi d€ c6 thé ap dung cic gidoly
nay vio viéc phat tri€n ngudn nhan lyc trong
kinh doanh giéng nhu nhitng m6 ta trong cudn
sach nay.

Nhu di dé cap trong Phan Mo dau, cudn sach
ndy huéng din ching ta ap dung mot cach thich
hop tam 1y hoc Adler vao cach nudi day con cai
va gi4o duc tré em, vao t8 chirc cac doanh nghiép.
Cuing v6i dg;eudnsachreing dugedwa kem nhimg
101 gidi thich'clia tae'gia, nguonda tién hanh phat
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trién kha néng lanh dao clia cac nha quan ly trong
nhiéu ndm. Do dd, ¢6 thé ndi dung trong cudn
sach hoi khac mot chiit so v6i nhiing thong diép
ctia tam ly hoc Adler. Trong mot s6 triedng hop, sé
c6 mot s6 phan trai ngurge véi nguyén ban trong
tam ly hoc Adler. 7

Tuy nhién, mic diu c6 mét phin khéc biét,
nhung xét vé tdng thé tw duy va triét hoc chic
chin nhiing gi duoc viét trong cudn sich nay o6
tinh nhat quan véi nhitng gido Iy cia Adler. Toi
. tin rdng Gido su Adler c6 thé vira git fau dong v
dwdi bong ram, vira xem cuén sich nay.

Tuong ting véi nhitng ditu dwgc viét trong
cubn sach nay, c6 nhiéu phéan, tiéu bi€u la phin
dinh nghia “Long can dam” vi “Khich 1& déng
vién” 1a c6t 16i cia cudn séch nay, tdi d4 xin phép
ap dung nhitng gido ly cia Gido sur Toshinori Iwai,
nguoi dé chi dao, tw van tdm 1y hoc Adler, nguyén
Giam ddc dai dién ctta Céng ty Trach nhiém Hiru
han Human Guild, va 13 thiy hwdng din ctia t6i.

Nhiing diéu t6i d4 hoc duoc tir tdm 1y hoc
Adler 1a théng qua cac khoa dao tao chuyén vién
tur van va cae budl huan luyén do Gido sw Iwai va
Cong ty Human Guild t6 chic, Ngoai ra, Gido sw
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Twai da cho t6i rat nhitu 16i khuyén vé cach doc
va giai thich ¥ nghia, gittp toi thdm nhuén cudn
sach ctia Adler. Mét Ian nita t6i xin bay to long
bist on d6i véi thiy Iwai. Thye sy cam on thay
rit nhigu. -

Thém vio d6, trong vin ban ctia cubn sach
nay, toi da tham khéao phién ban tiéng Nhat cua
it nhidu cac cudn sach clia Adler va cidc mon da
hang d4u ca 6ng nhie Rudolph Drycasse, Harold
Mosac, Don Dinkmeier, WB Woolf va nhiéu ngu’om
khac nita. T6i xin tran trong cam on nhing nd lee
ctia nhitng nha tién phong, tiéu bigu phai k& dén
Gido sw Ichiro Kishimi va Gido su Iwai vi da taora
nhitng ban dich nay.

Téi xin gt 101 khén ciu dén véi nhitng nguoi
cao nién da dugc gidc ngd tam 1y hoc Adler froﬁg
nhitu nim, va wéc mong nhitng 1oi chi day caa
Adler sé tro thanh gdc ré trong viéc phat trién
ngudn nhan Iye tai cdc doanh nghigp.

Chuyén vién tu vén tam 1y, nha tu van t8 chitc nhén sw

Hiroshi Ogura
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