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A-

Ly do chon dé tai

Doanh nghiép ngay cang dugc coi trong va déng vai trd nén tdng trong
qué trinh ki€n hung di't nuéc. Xua't phat tir thyc tién gia ting dp lyc canh tranh
ctia nén kinh t& thi trudng toan ciu héa. Cdc doanh nghiép Viét Nam - dugc
ddnh gid la nhé vé qui moé, yéu vé ndng luc canh tranh - mudn ton tai, phat trién
thi budc phai lién tuc tim toi nhitng c4i méi, sing tao va thay ddi cho phu hgp
v6i thyc tién. Lam th€ ndo dé doanh nghiép tap hgp, phit huy dugc moi ngudn
lrc, 1am gia ting nhiéu 1an gi4 tri clia tirng ngudn luc con ngudi don 1€, qua dé
g6p phin vao sy phat trién bén vitng cla doanh nghiép minh? P& 1am dugc
diéu d6, mdi doanh nghiép phai tv xdc dinh rd tim nhin, st mang va phdi kién
tri theo dudi tri€t 1y quan tri kinh doanh ctda riéng minh.

Cong ty Liksin, ma hién nay 12 Téng cong ty Liksin dang & giai doan
chuyén ddi hoat dong trong md hinh méi: Cong ty Me — Cong ty Con trong loai
hinh Téng cong ty. Mit khic, chuong trinh vdn héa Liksin d3 dudc xay dung tir
nam 2000, d€n nay da trdi qua hon 6 nim hoat dong, bd sung, diéu chinh. Vi
vay, rit can c6 mot nghién cifu nhim phan tich, ddnh gid hién trang dé c6 co s
hoan thién, di€u chinh phii hgp hon véi yéu cau phit trién bén vitng trong tuong
lai. Pay chinh 1a co s& thuc tién cla dé tai.

B- Muc tiéu nghién cu ciia dé tai

- Hé thong héa cdc khdi niém va ndi dung c6 lién quan dé€n vin
héa tS chiic, vin héa doanh nghiép.

- MO0 ti chuong trinh vdn hda Liksin, thuc trang vin héa td chic
cong ty Liksin trén cd sG 1y ludn da trinh bay.

- Xdc dinh loai hinh, ddnh gid nén vin héa td chic hién tai cla

Cong ty Liksin - ma hién nay 12 Téng cong ty Liksin. Qua d6 phdt hién



nhitng khodng cdch giita thyc trang v6i nhitng gid tri vin héa mong mudn, tir
dé dé xuit cic gidi phdp dé hoan thién, diéu chinh Vin héa t6 chifc cia
Liksin nhiim thich ¢ng v6i nhitng doi hdi trong yéu ciu mdi clia nén kinh t&
hoi nhap toan cau.
C- Pham vi nghién cifu cia dé tai
Xd4c dinh ddnh gid loai hinh vin héa t6 chiic ctia Téng cong ty Liksin: gidi
han trong pham vi cia Cong ty Liksin v6i md hinh Cong ty Me - Con (bao gdm vin
phong Tdng cdng ty, ciac don vi truc thudc va cdc cong ty con c6 cung chién luge
chung v6i ty 1€ von gép chi phdi dudc tach ra tir Cong ty Me Liksin). Viéc thu thap
thong tin s& dudc phan thanh cdc nhém: Khu vyc 1am viéc, cap quén ly, do tudi,
trinh d6 vin héa, chinh tri vd thim nién. Do diéu kién gii han vé qui mo, thdi
gian vi vy dé tai chi phan tich theo khu vice lam viée (vi day 1a van dé dang dudc
quan tAm ctia Liksin trong giai doan chudn bi chia tich ¢ phan héa cic don vi truc
thudc d€ hinh thanh cdc cong ty con trong vai nim t6i).
D- Két cAu ludn vin
K&t ciu luan vin duge phan chia thanh 3 chuong:

- Chuong I: Lam 16 cdc ndi dung c6 lién quan d€n khai niém vdn héa,
vin héa té chitc va vdan héa doanh nghiép. Tt d6 lya chon cdch ti€p cin va lya
chon cdc cong cu phit hgp cho van dé nghién cttu danh gid phan II.

- Chuong II: Trinh bay ¢d sd hinh thanh chuong trinh vdn héa Liksin.
Mb t3 hién trang, cdu thanh va dic trung chd y&u cla vin héa Liksin. Pong thdi
trén cd s& 1y luan va cdc cong cu da lya chon sé& ti€n hanh khdo sit xdc dinh loai
hinh, dédnh gid mic do manh/y€u cltia vin héa Liksin cing cdc kj ning quan 1y cla
c4dn bo chu chot.

- Chuong III: Trén co s§ yéu cau trong giai doan méi va dinh huéng
chi€n lugc phat trién (ciia chuong II), dé tai phan tich xu huéng tuong lai va dé

xudt mot s gidi phdp nhim hoan thi€én chuong trinh vin hda Liksin.



E- Y nghia thuc tién ctia dé tai

Pé tai nay dugc thuc hién nhim 1am hé thong héa mot sd noi dung cé lién
quan dén khdi niém vdn hda té chitc, vin héa doanh nghiép - hién dang 12 mot
thuadt ngr con qua méi mé tai Viét Nam.

DPong thdi thong qua md ta, trinh bay Chuong trinh vin héa Liksin (dugc xdy
dung tir nam 2000), d€ nghién cttu ddnh gia trung thuc nhat hién trang “vin hda
Liksin” va phan tich xu huéng tuong lai. Trén co s& 1y luan da trinh bay va cédc két
qua khdo sat thyc tién d€ dé xuit gidi phap hoan thién v6i mong mudn déng gép
mdt phan nhé vao sy phét trién bén vitng clia Tdng cong ty Liksin.

*



CHUONG I
CO SG LY LUAN VE VAN HOA TO CHUC

“T6 chitc tu né cé mot chdt luong khong thé quan sdt duge. N6 thé hién mot
phong cdch, mit tinh cdch, mot cdch thicc nhdt dinh nao dé trong viéc gidi quyét cdc
vdan dé. diéu nay cé thé manh mé va manh liét hon rdt nhiéu so véi nhitng ménh lénh
ctia bdt ky cd nhdn hodc bdt ky mot hé thdng chinh thitc nao. PE hiéu linh hon cia
mot to chitc doi héi chiing ta phdi di sdu, viegt qua cdc so do t6 chite, cdc tai liéu vé
ludt 1¢ ciia t6 chitc, cdc qui trinh... dé téi mot thé giéi ngam ciia vin héa té chitc” !

1.1- KHAINIEM VAN HOA TO CHUC
1.1.1-  Céch ti€p can khai niém viin héa td chifc

C6 2 quan di€m trong viéc ti€p can khai niém nay. Cach ti€p can khdi niém
c6 quan hé mat thi€t dé€n viéc nghién citu va dinh nghia vdn héa té chiic.

- Céch ti€p can cd dién trong viéc md ti vin héa t8 chitc ctia Wilkins
va Patterson (1985): Phuong phdp nay duva trén gid dinh 1am thay ddi cdc trang
thdi cAn bing nhung khdng 6n dinh; Trang thai cin bing clia viin héa dugc xem
la trang thdi ty nhién va mong ddi clia t8 chirc. Nhu vay, van hoa t8 chirc dugc
dién dat nhu 12 mot trang thdi riéng biét, chiu dnh hudng béi tdc dong ciia moi
truong bén ngoai. Theo quan di€m nay vin héa td chic dugce cu thé héa va tré
thanh 1 vén dé cé thé duoc xem xét, phdn tich, thay déi.

- Hé quan diém hién dai hon cho ring, mot t8 chic ludn ton tai
trang thdi khong cdn bdng. Vi quan di€m nay vin héa cda mot td chic dude
xem 13 mot qud trinh cht khong phai don thuin 13 mot trang thai.

Céc quan diém quan tri hién dai dé cip d&€n xu huéng méi va nhAn manh

cich ti€p cin ban chit vin héa td chifc dude xem xét thdng qua “cdc két qud

! Kilmann, R. H. (April 1985), Corporate culture, Psychology Today, Tr. 63.



dat dugc trong thio ludn va thuong lugng gita cdc thanh vién t6 chitc” *. Piém
chung nhit clia cdc quan di€m nay chinh la nghién ctfu vin héa td chic thong
qua viéc “phdn tich yéu 16 tdc dong tir bén ngoai k&t hdp véi viéc diéu tra yéu té
bén trong 16 chitc” °.

R6 rang di€m khdc biét chli y&u giita 2 cach ti€p cin 1a: M6 hinh ¢d dién
khiang dinh vin héa t6 chiic phu thudc bdi sy thay ddi tir bén ngoai; trong khi
md hinh quan tri hién dai thi chd trong c3 hai (diéu tra bén ngoai k&t hop véi
dic trung bén trong clia td chiic). Ngoai ra, cdc nghién citu theo xu huéng hién
dai con chi ra mdi quan hé giita viin héa td chifc dé€n viéc thuc hién nhiém vu
va sy thanh cong cida td chifc.

Trong pham vi nghién ctu, luan vin chon cdch ti€p can khai niém vdn héa,
vdn héa té chitc 1a mot qué trinh v6i 2 gée d6 bén ngodi va bén trong.

1.1.2-  Khdiniém viin héa té chic
1.1.2.1-  Khdi ni¢m vé van héa

Trong d5i song tu nhién va x4 hoi clia loai ngudi, vdn héa tdn tai dudi nhiéu
dang nhin thic khac nhau, viéc xdc dinh thuit ngit van hda that khdong don gian.
C6 rat nhiéu dinh nghia kh4c nhau v€ vin héa. S& di nhu vay vi khdi niém vin héa
dudc dung rong rdi trong nhiu linh vuc trong x4 hdi v6i ndi ham khong giong
nhau.

TU ndm 1952, hai nha nhan hoc vdn héa ngudi My la A. Kroeber va C.
Kluckhohn trong Téng Iudn cdc quan diém va dinh nghia vin héa da thong ké c6
hon 150 dinh nghia khdc nhau. Nhung nhin chung, s6 dong hoc gid déu nhin nhan
vdn héa 1a tri thitc, 12 167 séng, 1a 167 ing xit ma con ngudi hoc tAp dudc trong sudt
qué trinh tir khi sinh ra cho dén khi trudng thanh dé trd thanh thanh vién trong mot

x4 hoi, trong mot t8 chic. Eduard Burnett Tylor, nha xd hdi hoc vé& vin héa cia

% Richard Seel (2000), Culture and Complexity: New Insights on Organisational chance, and Culture and Complexity -
Organisations & People, Vol. 7 No. 2, page 2-9 (www.new-paradigm.co.uk/culture-complex.htm).
Richard Seel (2001), Describing Culture: From Diagnosis to Inquiry
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nudc Anh cudi thé ky XIX dinh nghia mot cach khd tdng hop: “Vin héa la mot
chinh thé phitc hgp bao gom toan by nhitng tri thitc, tin nguong, nghé thudt, dao
ditc, ludt phdp, phong tuc, nhitng khd ndng va tdp qudn khdc nhau ma con nguoi can
hudng dén vdi tu cdch la mot thanh vién xa hdi” *.

T6 chic vin héa, gido duc, khoa hoc ctia Lién Hiép Qudc (UNESCO) dua ra
mot dinh nghia dugc nhi€u qudc gia thira nhan va dng dung: “Vin hda la tong thé
song dong cdc hoat dong sdng tao trong qud khit va hién tai ... hinh thanh mét hé
thdng cdc gid tri, truyén thong va thi hiéu. Vin héa dé xdc dinh ddc trung riéng cia
ting ddn toc” ’,

V6i quan niém xem vin héa 13 nén ting tinh than cla x4 hoi, khdi niém vin
héa dugc mG rong hon. Chd tich H6 Chi Minh da viét: “Vi [é sinh ton ciing nhu muc
dich cudc soéng, loai nguoi mdi sdang tao va phdt minh ra ngdn ngit, chit viét, dao
dvic, phdp ludt, khoa hoc, ton gido, vdan hoc, nghé thudt, nhitng cong cu cho sinh
hoat hang ngay vé mdc, dn, é va cdc phuwong thiic sit dung. Toan b nhiing sdng tao
va phdt minh dé titc la van héa. Vin héa la sw tong hop ciia moi phuong thitc sinh
hoat ciing vdi biéu hién ciia né ma loai nguoi da sdn sinh ra nhdm thich itng nhitng
nhu cdu doi séng va doi héi sinh ton” °.

Nhu vay, vdn héa khong phai 13 mot linh vuc “ddc 14p”, ma 1a mét tong thé
hai hoa bao gom nhiéu linh vuc cé lién quan mdt thiét, tao nén mot chinh thé
thong nhdt thé hién nhitng gid tri vat chdt va tinh thdn ciia mét cong dong nguvi
trong qud trinh ldu dai dé phdt trién xa hoi.

1.1.2.2-  Khdi niém vé vdn héa té chiic, van héa doanh nghiép

“Vin héa t6 chiic” 13 khai niém tuong ddi tritu tugng va khé hi€u. Phan dudi

diy sé trinh bay mot sd khdi niém tiéu biéu:

» Mot so khdi niém tiéu biéu ctia cac hoc gia phudng tay

4 Tylor E. B. (2000), Primitive culture - Vdn héa nguyén thiiy. Nxb VH&TT, Ha Noi.
> Théng tin UNESCO, s& thang 1/1988.
8 Hé Chi Minh toan tdp, Nxb CTQG, Ha Nbi, 2000, tap 3, trang 431.
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- Vin héa clia mot td chifc 13 cdch tu duy va hanh dong hang ngay clia cdc
thanh vién. D6 12 diéu ma cdc thanh vién phdi hoc va it nhiéu phdi tuin theo dé€
dudc chip nhin trong t& chifc d6. Vin héa theo nghia niy bao gdm mot loat cic
hanh vi &ng x&, cdch thitc diéu hanh, k§ ning, ki€n thic k¥ thuat, quan diém vé ky
luét, cdc thong 1€ va théi quen quan 1y, cdc muc ti€u clia nhitng ngudi lién quan,
cach kinh doanh, cdch tra luong, quan diém vé cédc cong viéc, niém tin vao tinh
dan chii trong cdc budi thdo ludn va nhitng qui u6c, diéu cAm ky (theo Jaques,
1952).

- N6i dén vin héa clia mot t6 chitc 13 néi d€n mot hinh thé duy nhat véi
céc tiéu chudn, gid tri, tin ngudng, cach ddi xit... dudc thé hién qua viéc cdc thanh
vién lién k&t v6i nhau dé€ 1am viéc. Nét dic trung ctia mot td chitc dudc thé hién &
lich sl clia n6 vdi nhitng 4nh hudng clia hé thdng va ngudi sdng l1ap trong viéc xay
dung con ngudi (theo Eldrige va Crombie, 1974).

- Vin héa t8 chitc c¢6 thé dude mo td nhu mot tip hop chung cdc niém tin,
thong 1&, hé thong gid tri, tiéu chuin hanh vi ¢ng x¥ va cdch kinh doanh riéng cia
titng t& chic. Nhitng mit trén sé& qui dinh mo hinh hoat dong riéng clia t& chic va
cach ng xi¥ clia cdc thanh vién trong t6 chic d6 (theo Tunstall, 1983).

£ n

- Trong mot t§ chifc, thuit ngit "vin héa" chi nhitng gid tri niém tin va
nguyén tic bén trong tao thinh nén tdng cia hé thdng quan 1y cliia doanh nghiép,
cling nhu hang loat cdc thi tuc quén ly va hanh vi ¢ng x& minh chiéng va cling c6
cho nhitng nguyén tic cd bdn nay (theo Denison, 1990).

- Vin héa t6 chifc tugng trung cho mdt hé théng ddc 1ap bao gdm cic gid
tri va cdch &ng x& chung trong mot cong dong va cé khuynh huéng dugc duy tri
trong mot thoi gian dai (theo Kotter va Heskett, 1992)...

Va con ri't nhiéu khai niém kh4c. Nhin chung, c6 thé phan thanh 2 nhém:
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Nhom 1, nhém cic khai niém cho riing vin héa t6 chic thé hién tu duy,
hanh dong, hanh vi, chudin muyc tng x& chung clia t& chifc (theo Jagues 1952,
Kotter va Heskett 1992).

Nhém 2, nhém céc khdi niém dé cip sdu hon dén cdc gia tri niém tin,
nhin thifc, quan di€m... va xem diy 13 gid tri nén tdng dinh huéng chung cho
moi hoat dong cda td chitc (theo Eldrige Crombie 1974, Denison 1990, Edgar
Schein 1985-1995).

Trong d6, mot trong nhitng hoc gid ndi ti€ng nhat vé linh vuc nay 1a Edgar
Schein cho ring, cdch hi€u t6t nhat vé vin héa td chitc 12 mot tdp hop cdc khuynh
huéng thién vé tAm 1y (6ng goi dé la "nhitng gid dinh co bdn”) ma cic thanh vién
cia mot t6 chitc sd hitu, khi€n ho suy nghi va hanh dong theo nhitng cich cu thé.
Quan di€m nay dudc nhiéu ngudi chdp nhan va c6 xu huéng ngdy cang phd bién.
Ong dinh nghia vin héa t§ chitc 1a: Mot dang ciia nhitng gid dinh co bén - duoc
sdng tao, khdm phd, phdt trién va tich lily thong qua gidi quyét cdc van dé ma to

chitc gdp phdi trong qud trinh thich #ng véi moi truong bén ngoai va hoi nhdp maoi

truong bén trong. Cdc gid dinh co bdn nay da dugc xdc nhdn qua thoi gian, vi thé,

né dugc truyén dat cho nhitng thanh vién mdi nhu la mot cdch thicc ding ddn dé
nhdn thite, suy nghi va dinh hudng gidi quyét moi vin dé ’. (M6 hinh héa qua Phu
luc 1.1).
» Khainiém cua cdc nha nghién citu Viét Nam
“Vin héa t& chic” hién nay con 1a mot khdi niém rit méi mé & Viét
Nam. Mic du chua c6 nhitng cong trinh ly ludn nghién cttu sdu rong, nhung
thudt ngit “vin héa doanh nghiép”, “vin héa cong ty” da dudc dé cip dén kh4
nhi€u. Thyc t€ gan diy cho thdy nhiéu doanh nghiép da bit dau nhan thic dugc
tAm quan trong va quan tAm xdy dung cho minh mot bdn sic vin hda riéng.

A 4, - [g 2 A . *A P 2 P 4 ~ N N
Phan 16n y kién cta cdc chuyén gia nghién cttu, cdc to chic tu vian dao tao, va

7 Edgar Schein (1992), Organizational Culture and Leadership, Jossey-Bass: San Francisco, page 9.
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ban than cdc doanh nghiép thanh dat déu c6 chung nhan dinh vé “gid tri cot
16i”, vé& cdi “hdn” clia doanh nghiép, vé “chuin muc hanh x&”, vé “phong cich
va ban sdc” riéng, vé “long ty hdo, gin b6 sdu sic va tinh thin cong hién” cla
thanh vién doanh nghiép...

Nhu vay, xét trén khia canh thyc tién kinh t&€ - x4 hdi: Vdn héa doanh
nghiép trong nén kinh t&€ thi trudng non tré & Viét Nam da va dang dudc cong
nhin nhu 12 yéu cau can thiét, 12 mot dang “tai sdn vo hinh”, 1a “tiéu chi” cho
sy phat trién 1au dai, bén vitng clia mot doanh nghiép.

C6 thé rit ra mot s§ di€m chung trong cdc khai niém vé vin héa to
chite: dugc hinh thanh tir tdp hop cla cdc niém tin, gid tri, 1 nghi, nguyén tic,
cdc cAu chuyén, huyén thoai va cdc ngdn ngit dic thii. LA noi nudi dudng su
cdm nhan tinh cdng ddng giita cac thanh vién trong td chifc. Vin héa 13 nhitng
y&u t& vo hinh nhung né bi€u hién ra bén ngoai bing nhitng 4nh hudng rat 16n
t6i hanh vi cila mdi c4 nhin trong t6 chifc. LA mdt chi dé phic tap va mic di
ton tai sy khong nhat tri cda cdc nha nghién cttu vé khdi niém chung nhit, song
phan 16n c4c dinh nghia déu di nhin dang tAm quan trong ciia nhitng Gid dinh
dugc thita nhdn, nhitng Niém tin, Mong doi, Y tuong, Gid tri, Thdi dd, va nhitng
Hanh vi dugc chia sé, chdp nhdn béi cdc thanh vién trong mét to chitc. Nhitng
gid tri cot 16i vA niém tin nay 1a cuc ky quan trong, 13 co s& cho cdc quyét dinh,
hanh vi trong t6 chic. Chiing qui dinh va 4nh hudng d&n cach thifc ma con ngudi
ng x, hanh dong trén nhiéu linh vuc khic nhau. Vin héa t6 chic ty né khong
phai 1a mot qua trinh lya chon ty nhién, ma 1a mdt qua trinh xay dung tich cuc
v6i sy tham gia clia moi thanh vién trong t8 chitc. Khong chi dudc day cho
nhitng ngudi mdi t6i, ma qua dé con todt 1én sy khac biét cla t& chitc d6i vdi
moi trudng bén ngoai.

Tu d6, c6 thé di d&€n khai niém vdn héa doanh nghiép, 13 mot dang cia

vin héa t6 chifc. Vin héa doanh nghiép chinh 14 vin héa kinh doanh & cAp do
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cong ty, né chiu 4nh hudng bdi nén vin héa clia qudc gia nhung lai mang ban
sic riéng c6 cda doanh nghiép d6. Pugc hiéu 1a toan bd cdc gid tri vin héa
dugc gAy dung nén trong sudt qué trinh hinh thanh, ton tai va phat trién clia mot
doanh nghiép. N6 tr§ thanh cdc gid tri, cdc quan niém va triét 1y kinh doanh,
truyén thdng dn sdu vao hoat dong clia doanh nghiép Ay. N6 chi phdi tinh cdm,
nép suy nghi va hanh vi cia moi thanh vién trong doanh nghiép trong viéc theo
dudi va thuc hién cdc muc dich chung. Marvin Bower, tong gidm ddc cong ty
Mec.Kinsey da phat bi€u: Vin héa doanh nghiép 1a ti't cd cdc thanh t6 ma chiing
ta dang thuc hién trong qud trinh kinh doanh va 1a di sdn d€ lai cho th&é hé k&
tiép.

Vin héa doanh nghiép thé hién & muc dich l1au dai, & phuong cdch kinh
doanh. Mot khi hinh thanh s& phdn 4nh tim nhin, s mang, chi€n lugc, nhitng
kinh nghi€ém k§ ndng ma moi thanh vién c6 dugc trong vi€c thyc hi€én muc dich
chung cia doanh nghiép.

Trong ndi dung phan tich dudi day, luan vin sé st dung cum tir “t8 chitc”
mang ndi him 12 “doanh nghiép” trong linh vuc sdn xuat kinh doanh.

1.1.3- C4u thanh cia vin héa td chic
C6 nhiéu quan diém vé cdc thanh t& ciu thanh vin héa td chic. Nhung c6 2
quan di€m dié€n hinh, tuong dong nhau vé ndi dung dudc nhiéu sy tdn thanh nhat 1a
cua Edgar Schein va cua Stephen Covey.

* Theo Edgar Schein : Vin héa td chiic gdm c6 3 tang (cAp do)

- Cip d6 bén ngoai: Hanh vi va nhitng biu trung tgo tdc
(Behavior and Artifacts).

- Cap do sau hon: Cdc gid tri ddng hanh (Espoused values).

- Cap dd sau nhat: Nhitng gid dinh va niém tin (Assumptions &
Beliefs). Nhitng gia dinh nay di trd thanh nhitng diéu hién nhién, vugt lén

trén sy nhan thitc vd khong can phdi ly gidi. Nhu vdy, mic do vitng chic
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nhat (hay sdu nhit - deepest level) cia vin héa chinh 12 sy két hop giita
nhitng Gid dinh duoc thita nhdn (hay con goi 12 nhitng ngdm dinh, nhitng
thita nhdn co bdan) véi Niém tin ma con ngudi c6 thé khong nhan thic dugc.

* Theo Stephen Covey: Vin héa td chifc ¢6 4 ting (cap do)

Gidng nhu E. Schein, nhung Covey phan tich chi ti€t hon cdc thanh & & tirng
cip do (Phu luc 1.2)

- Biéu tugng/Nhitng Hanh vi ctia té chic (Symbols/Behavior). Cap do
nay bi€u hién nhitng gid tri hitu hinh clia vin héa td chic.

Bi€u tuong 13 nhitng bi€u hién bén ngoai cia Vin héa t& chic: Kién
triic, mau sic, hé thdng thuong hiéu, bi€u tugng, logo, ddng phuc, khiu hiéu
(slogan), huy hi€u, cG, céng ty ca, cic hoat ddng mang tinh nghi thitc, qui dinh
clia t& chifc... dugc thi€t k&€ va qui dinh nhu 13 nhitng ddu hiéu d€ nhan biét,
dinh dang clia t6 chic do.

N6 con 1a nhitng cdm xidc, mdi trudng lam viéc dugc tao ra tif nhitng
diéu kién hoat dong, qua cdch thifc cu xif va tudng tic trong ndi bo hoic thé
hién ra bén ngoai clia t6 chitc. La nhitng hanh vi mang tinh nhat quén, 1a cic
giai thoai, truyén thuyé&t vé cdc cd nhan, nhitng 1& hdi riéng biét mang dic
trung riéng.

- Céc chuian muc (Norms)

Chudn muc la nhitng qui dinh vé& hanh vi: luat 1€, qui dinh, qui ché (dugc
qui dinh thanh vin bdn), va nhitng phong tuc, tip qudn, truyén thong.. (bat
thanh vdn). Muc do nay co thé quan st dudc doi vdi cdc hoat dong clia thanh
vién trong t& chitc. Nhitng théi quen da ton tai tir 1au trong t8 chifc sé& hinh
thanh nén va chi phdi cdc chudn muc. Nhitng chudn muc nay d6i khi chua rd
rang nhung lai c6 tic dung rang budc va doi hdi moi ngudi phdi tuin theo dé
c6 thé dugc chdp nhdn la thanh vién trong té chitc. Cap dd nay bi€u hién nhitng

gid tri t4p qudn trong td chifc.
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0] cAp do nay, cdc chudn myc con bao gdbm nhitng dic trung, k§ ning,
tinh thin 1am viéc.. dd gidp cho t6 chitc vuot qua khé khian dé di d&€n thanh
cong.

- Nhitng gia tri (Values): Thé hién nhitng niém tin, nhitng gid dinh,
cdm gidc chung... d6i vdi cdc sy viéc phan biét di€u Ping/Sai, T6t/X4u, Binh
thudng/Khong binh thudng, Hdp 1y/Khdng hdp ly. Mdi t6 chiic déu c6 nhitng
gi4 tri chi y&€u ma t6 chic tdn thianh, ing hd va mong ddi moi thanh vién cling
chia sé. Cap dd nay thé hién nhitng gid tri duoc chdp nhdn trong vin héa td
chifc. Pay 12 nhitng gi4 tri ma ngudi 1anh dao cin phdi kién tri xdy dung tirng
budc. Gid tri vin héa dugc bi€u hién qua:

4 St mang, tAm nhin, muc dich ma t8 chitc vuon tdi

«  Tri€t ly kinh doanh, thdi d6 d6i x&t v6i khdch hang

Y Mo&i quan hé qua lai, Ung x{ giita cdc thanh vién trong t& chic

Y Su quan tAm, d6i x{ vdi ngudi lao dong trong t& chic

4 Ph&m ch4't clia ngudi lanh dao

y Céc tiéu chuidn trong viéc thyc thi nhiém vu cda t8 chic cung
cic quan di€m vé nghia vu, trach nhiém

y Phdn tng ddi v6i cdc hanh vi di ngugce lai muc dich chung nhAt
clia t6 chifc

- Nhitng gia dinh c6t 16i, Niém tin, Triét Iy vé cudc song (Core &
Beliefs). DAy 1a mitc d6 siu nhat, khé nhin thdy va khong thé dinh lugng ro
rang. P6 13 nhitng nguyén tdc co bdn, nén tdng chi phdi cic mdi quan hé giira
con ngudi, moi hoat ddng clia t6 chic. N6 giong nhu nhitng niém tin, nhitng qui
ludt ty nhién van hanh bat k€ 1a ching ta c¢6 dinh tuin thd né hay khong. Chinh
cAp do siu nhat nay thé hién cic gid tri nén tdng dinh huéng cho toan bd suy

~ A N N . . N LN e .
nghi, cAm nhén va hanh vi cia moi thanh vién trong to chiic.
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C4c thanh t6 nay c6 su giao thoa 1An nhau, va kha khé khidn cho viéc phan
biét mot cach rach rdi & titng tAng nic (cAp do) clia vin héa td chifc.

Mot trong nhitng nhin t& ciu thanh va 1am da dang, phong phii nén vin héa
t6 chitc 1a: Nhém hay 13 van héa nhém (mdt s6 hoc gid con goi 1a van héa bé phdn
-Subcultures). Mot t& chic ¢6 thé c6 nhiéu loai hinh vin héa khic nhau va nhitng
nhom van héa bd phan khic nhau. P61 khi vdn héa nhém con c6 nhitng dac tinh
riéng vugt troi trong mot td chitc. Chap nhan sy ton tai tit y&u clia van héa nhom
12 di€u cin thi€t d€ hi€u ro hon tinh dic trung va da dang clia vin héa td chic.

Céch phan tich cta Stephen Covey rd rang va chi ti€t hon, tir @6 c6 thé gitp
cho t& chiic/doanh nghiép hi€u rd qud trinh xay dung, hinh thanh vin héa cu thé
ctia doanh nghiép minh.

1.1.4- Pic tinh cd ban cia Vin héa té chic

Bt ky mot t8 chic nao trong qud trinh hoat dong ciing hinh thanh nén vin
héa clia minh mdt cdch tu nhién. Mot nén vin héa thich hdp, mang dic trung riéng
s& dua t6 chiic di dé€n thanh cong va ngudc lai c6 thé 12 nguyén nhin din dén that
bai. P6 dugc xem 1a dic tinh“manh” cla vin héa t6 chic. Cé hai cich ti€p can
trong viéc nhan dién mot nén vdan héa manh.

Cdch tiép cdn thit nhdt, thuat ngit “Van héa manh” @€ chi cdc mo hinh vin
héa t& chiic ma trong d6, hau hét cdc nha quin ly cling nhin vién chia sé cic gid
tri va c6 phuong thifc nhit quan trong viéc ti€n hanh cdc hoat dong clia minh. Vin
héa manh dugc bi€u hién qua “Bdn sdc riéng” va “Su khdc biét mang tinh vuot
tréi”. Mot nén vin héa dude xem 13 “manh” néu d4p ng dudc cdc dic tinh cd ban
sau:

- C6 4nh huéng, chi phdi sdu rong d6i vdi thanh vién t6 chic trong viéc
thuwc hién muc tiéu chung. N6i mot cdch khdc, d6 chinh 1a sy nhAt tri chia sé céc
gi4 tri vin héa thé hién qua hanh vi vin héa chung trong t& chic.

- Nén tdng qud khi (tinh truyén thong, k€ thira).
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- C6 dic trung riéng, gan gili.

- Ning dong va c6 kha ning tu thich tng d€ phat trién.

Cdch tiép cdn thit hai, nguSi 1anh dao “manh” s& tao ra “vdan héa manh”,
dong thdi dudce x4c dinh qua hai nhan t6 chli y&u: Su chia sé va Cudng do.

- Su chia sé @& cap t6i mic dd ma cic thanh vién trong t6 chic cd cing
nhdn thitc chung vé nhitng gid tri c6t 16i. Su chia sé nay bao haim nhitng y&u to
da dang, thAm chi 1a khdc nhau, nhung cling hdoa hdp trong mot sy phdt trién
chung va lam phong phu thém nhitng gi4 tri cdt 16i.

- Cuong d¢ 1a mtc do tich cuc, ty gidc, nhiét tinh da tr§ thanh théi
quen, tip qudn clia cdc thanh vién t6 chic trong viéc hanh xit theo cdc gid tri
cot 1oi.

Nhu vdy, viéc nghién citu ly lugn khong phdi dé hinh thanh mét vian héa té

chiic chung chung, ma chinh la dé xdy dung, duy tri mot nén vin héa té chiic

manh, cé tinh thich nghi dé phdt trién.

Trong hai cch ti€p cin néu trén, cdch tht nhdt mang tinh dinh tinh d€ nhdn
di¢n dugc modt nén vin héa manh; cich thit hai mang tinh dinh lugng dé nghién
cltu ddnh gid mitc do manh/yéu clia nén vin héa do.

1.2- SUMANG, TAM NHIN VA GIA TRI VAN HOA TO CHUC

Khi mot thanh vién tham gia vio t& chifc, ho mang theo nhitng gid tri va
niém tin ma ho sin c6. Tuy nhién, dudng nhu rit thudng xuyén va phd bi€n, diéu
dé chua di d€ gidp cdc cd nhan thanh cong trong t& chiic. Mdi thanh vién cin hoc
hdi nhitng cdch thic cu thé d€ gidi quyét cdc van dé cla 8 chic minh. O cdc t§
chitc/doanh nghiép thanh cong trén th& gii, mot trong nhitng van dé dugc quan
tdm hang dau ngay nay 1a 1am cho ngudi lao dong hi€u dudc tdm nhin, si mang
clia td chifc, cdc gid tri, niém tin ciing nhu nhitng hanh vi mong doi trong t3 chic -

d6 cling chinh 12 co s§ d€ hinh thanh Gid tri vdn héa cia t3 chic.
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1.2.1- S¢ mang

S& mang (hay con dugc goi 13 muc dich, ton chi) cla t§ chic. La mot khai
niém mo ta ngin gon, ding d€ chi muc dich cia td chitc, 1y do, ¥ nghia ma né ra
ddi va ton tai. La ban tuyén ngdn chitng minh tinh hitu ich cia doanh nghiép d6
d6i v6i xd hoi. Henry Mintzberg dinh nghia nhu sau: “Mét st mang cho biét chiic
ndang co bdn cia mot doanh nghiép trong xa hji xét theo khia canh hang héa va dich
vu ma doanh nghiép dé sdn xudt ra nham phuc vu cho déi tugng khdch hang ciia
né” s,

Thuc chat ban tuyén bd vé st mang clia td chic tip trung 1am sdng t& mot
viAn dé hét stic quan trong: “Hoat dong ciia td chitc nham muc dich gi?”.

Viéc xdc dinh mot st mang ding din c6 vai trd rdt quan trong cho sy thanh
cong clia td chic. Trudc hét, n6 1a c¢d sé cho viéc lua chon ding din cdc muc tiéu
va chié€n ludc clia doanh nghiép. Mt khdc, né tao 1ap va cling c6 hinh 4nh doanh
nghiép truSc cong déng xa hodi ciing nhu tao ra sy hidp din ddi v6i cdc ddi tugng
htu quan (kh4ch hang, c6 dong, nha cung cip, nha chifc trich va ci ngudi lao dong
trong doanh nghiép). Thuc t€ cho thiy ring cdc doanh nghiép thin trong trong viéc
phdt trién mot ban tuyén bd sit mang ding din thudng c6 kha ning thanh cong cao
hon cdc doanh nghiép xem nhe van dé nay.

1.2.2- T4am nhin

TAm nhin 12 huéng di, 12 bitc tranh hdp dén cia mot td chitc c6 thé dat dugc
trong tuong lai. TAm nhin 13 bdn bdo cdo trong tim, truyén cdm va dé hiéu.

TAm nhin 13 khong chi 12 mot 15i tuyén bo, khong phai chi 13 viéc tao 4p luc
tir phia linh dao, ma tAm nhin phdi c6 tic dung thic diy va khuyén khich thanh
vién t6 chic tv nguyén dén nhitng hanh vi méi.

Mot “Tam nhin” duge xem 13 gid tri, hiéu qua khi c¢6 cic dic di€m: Hinh

tuwong, Khdt vong, Khd thi, Tdp trung, Linh hoat, va C6 thé truyén dat.

8 theo Hoang Quynh Lién, St ménh ciia mét doanh nghiép”, tap chi TAm Nhin, ngay 11/10/2005, ngudn

http://www.chungta.com
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Nhu vay, “TAm nhin” khong phdi 1a viéc dit ra mot muc dich hodc dé ra
cdc muc tiéu thit thich cao ngat! Can phdi nhin thifc ring: viéc xdc dinh mot tim
nhin cta t6 chifc rit quan trong, nhung viéc truyén dat d€ moi ngudi ciing hi€u va
thuc hién tAm nhin 4y con quan trong hon nhiéu. Qu4 trinh d6 khong chi don thuan
12 viét ra, thong tin, néi chuyén.. ma né con phai tao ra mot sw lién hé mang ¥
nghia chung cho moi thanh vién trong td chitc. P6 chinh 13 sy chia sé tim nhin!

P& mot tAm nhin chung duoc chia sé, doi hdi ngudi linh dao phai thuc hién
ddng thoi cd hai viéc: Thit nhdt, phai thaiu hi€u cdc gid tri vi mong udc clia nhian
vién; Thit hai, phai gin k&t St mang clia t6 chic véi cdc gid tri vi mong uSc nay.
C6 nhu vay mdi c6 thé xdy dung thinh cong mdt tAm nhin chung, ¢ vii tinh than
va trd thanh dong luc chung cho moi thanh vién td chirc.

1.2.3- Mdi quan hé giita sit mang, tAm nhin va gia tri viin héa

C6 thé khdi quat (Phu luc 1.3) m&i quan hé giita si mang va tdm nhin véi
céc gid tri vdn héa ciia té chifc nhu sau:

(1) D& minh chitng cho “St mang” clia doanh nghiép nhim muc dich gi?
Phuc vu cho ai? Thi trudc h€t phdi trd 16i cho dudc cau hdi: Doanh nghiép mong
mudn diéu gi? Sé tré thanh nhu th& nao trong tuong lai? Va doanh nghiép phdi tot
nhu thé nao d€ c6 thé tdn tai, canh tranh va phat tri€n bén vitng? Khi doanh
nghiép trd 15i cAu hdi d6 chinh l1a dang xdc dinh cho minh mot “TAm nhin” véi
muc tiéu phan diu trong dai han.

TAm nhin cda doanh nghiép phai dugc nhin nhin trén cd s trién vong phat
trién va kha ning canh tranh trong mot thdi ky dai. Sy phdt trién bén vitng, 1au dai
din dén viéc nang cao ning suat/hiéu qud hoat dong, cdi thién mdi trudng, thda
man khach hang va qua d6 gia tri cia doanh nghiép va 1gi nhuén ting 1&€n. Mot su
mang rd rang s& bao gdm muc tiéu chung, hai hoa 1gi ich da phuong va cong dong.

TAm nhin va St mang thudng dugc k&t hdp trong mdt trinh bay.

(2) DPé dat dugc diéu d6, tA't cd hoat dong clia cong ty phdi dudc thiét 1ap
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trén nhitng suy nghi va hanh dong nhit quin ctia moi thanh vién, nhim thyc hién
st mang chung di xdc dinh. Chinh suy nghi va hanh dong nhit quin d6 s& gép
phin to 16n trong viéc hinh thanh nhitng niém tin cd ban, tri€t ly, chudn muc,
nguyén tic, k§ ning... trong mot moi trudng lam viéc phd hgp. Va nhu thé, né rd
thanh nhitng “gid tri vin hda riéng ¢6” cua doanh nghiép.

3) Mot stt mang rd rang, mot tim nhin ding din va mdt cach thitc hoat
dong mang dim ban sic vin hda riéng sé duwa doanh nghiép dén thanh cong. T
nhitng thanh cong c6 dugc trong mot giai doan dai, sé cling ¢d lam vitng chic thém
nhitng Gid tri c6t 16i, Niém tin co bdn clia doanh nghiép. Chinh diéu nay lai c6 tic
dung dinh huéng ding din hanh vi va cdc chuidn muc vin hda trong doanh nghiép.
Hai hoa trong nhin thifc va nhat quin trong hanh dong sé tao ra mot doanh nghiép
xudt sic, bén vitng.

1.3- CAC DANG CUA VAN HOA TO CHUC. C6 nhiéu cich phan loai

Theo Thompson: Trong th€ gidi kinh doanh, vin héa t6 chifc dugc phan
thanh bon loai: Vin héa dji bong (Baseball culture), Vin héa cdu lac bo (Club
culture), Van héa han lam (Academy culture) va Van héa phdo dai (Fortress
culture). Con theo Deal va Kennedy, c6 bon loai hinh vin héa: “Nguoi bdt khudt”,
“Chdm chi”, “Ddnh cuéc” va “Qud trinh”. Mdi loai hinh vin héa cé nhitng dic
tinh riéng biét, né phit hdp véi td chitc/bd phan nay, nhung lai c¢6 thé khong cé tic
dung véi t& chic/bd phan khéc.

Trong pham vi dé tai sé lua chon va di sGu phén tich cdch phdn loai thit ba
ctia Cameron va Quinn duogc trinh bay sau ddy:

- Trén cd s6 “Khung gid tri canh tranh” (Competing values framework),
vin héa dudc phan thanh 4 loai hinh dya trén dic tinh vé xu hudng hoat dong clia

t6 chitc: Ning dong hay On dinh, Huéng ndi hay Huéng ngoai (Phu luc 1.4 va 1.5).

A ~ ~ 2 , A 2 A » . - 2 2 A 2 2 2
Hau hét cdc to chic déu c6 sy pha tron cdc loai van héa ké trén, khé c6 thé

tim dudc mot td chifc ton tai chi v6i mot loai hinh vin héa thuan tdy nhit dinh.
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Mot s6 td chifc ¢6 thé dang trong qué trinh thay ddi gifta cdc loai vin héa, hodc
tham chi s& c6 nhi€u loai hinh vin héa trong nhitng thdi ky phat tri€n khic nhau.
Bon dang vin héa theo cdch phin loai nay 1a co s& cho bé cong cu Pdnh gid
vin héa té chitc (OCAI - Organizational Culture Assessment Instrument) va Trdc
nghiém ky ndng qudn tri (MSAI - Management Skills Assessment Instrument) clia
Cameron va Quinn.
Cong cu OCAI dugc st dung d€ xdc dinh loai hinh vin héa va danh gid do
ludng miic dd manh yé&u clia vin héa t6 chitc d6. Viéc xdc dinh loai hinh vin héa
dugc thuc hién qua 2 (hai) budc: Budc thit nhdt, xac dinh loai hinh vin héa qua

khdo sit nhan thiic; va budc thit hai, xac dinh loai hinh vian héa qua khdo st cac

hanh vi ng x{ phd bi&n, dudc chip nhin trong td chic. Viéc ddnh gid siic manh
clia vin héa td chitc dudc thuc hién bing cdch so sanh mitc d6 nhit quin, tuong
ddng cta loai hinh vin héa qua Nhdn thitc va Hanh vi iing xit theo nhitng gid tri cot
16i ctia vian héa t8 chic. Tir @6 c6 co sé két ludn mitc dd manh/yéu cia nén vin
héa t6 chic dé.

Cong cu MSAI (Phu luc 1.6) dudc Cameron/Quinn thi€t k&€ nhim muc dich
ddnh gid mic do thanh thao cdc k§ ning quan 1y so vdi cic yéu ciu can cé cda to
chitc d6. Y nghia ctia cong cu nay thuc chat xuit phdt tir quan diém: Céc k§ ning
quan 1y v6i mitc @6 thanh thao va phil hgp sé gép phdn manh mé va hiéu qua dé
duy tri, hoan thién va diéu chinh xu huéng vin héa t6 chitc. Cong cu MSAI thiét k&
x4y dung cdc k¥ ning quin 1y cin c6 clia t6 chiic (phan loai theo tirng loai hinh
vin héa), dinh gid mdc do thanh thao, ddng thdi xdc dinh mic dd quan trong cin
c6 d6i v6i sy phat tri€n, thanh cong clia td chifc. Sau d6 tdng hdp danh gid dé phat
hién cdc mit con y&u, ciAn hoan thién.

Trén thyuc tién, cong cu nay di dugc hang ngan cong ty sit dung mdt cich
thanh cong dé tim ra phuong thitc ddnh gid, diéu chinh vin héa va hoan thién cic

k¥ ning dé€ dua t6 chiic d&n sy thanh cong.
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Trong pham vi nghién cttu, dé tai chon cdch phin loai ciing véi 2 cong cu
OCAI va MSAI ctia Cameron/Quinn d€:
- Xac dinh loai hinh, ddnh gid mitc d® manh/y€&u clia viin héa Liksin.
- Qua d6 dé xuat cdc gidi phdp hoan thién k¥ ning, ning Ivc quan tri nhim
nang cao hiéu qua cda viéc duy tri, di€u chinh cia vin héa Liksin.
1.4- CAC GIAIPOAN CUA VAN HOA TO CHUC
1.4.1- Hinh thanh

DPudc hinh thanh, diéu chinh, thay d6i bdi con ngudi, nhung thong thudng
vin héa t8 chic dugc ki€n tao va thay di trudc tién bdi ngudi lanh dao. Vin hda
t6 chifc c6 thé dudc hinh thanh theo nhiéu cich khic nhau, song qud trinh d6 ludn
bao gdbm mdt s budc dugc thé hién qua Phu luc 1.7.

Ngoai ra, vin héa t& chiic con c¢é thé dudce hinh thanh khi cdc thanh vién
chia sé céc ki€n thic, hi€u biét va cdc gid dinh khi ho phat hién hodc phat trién
cdc cdch thiic nham thich ¢ng véi moi trudng bén ngoai va hoi nhap bén trong.
Trong qué trinh ph4t tri€n, vin héa td chiic s& phdn 4nh mot sy pha tron phifc tap
céc gid dinh, cdc gid tri, cdc ¥ tudng ban dau (clia ngudi sdng 1ap) vdi nhitng kinh
nghiém, ki€n thifc clia nhitng thanh vién, nhém khdc trong t6 chic. Pong thdi, cic
thanh vién mdi gia nhip ciing s&é mang dé&n cho vin héa t6 chiic nhitng gid tri chii
y&u ctia nén vin héa ndi ho da sinh ra va 16n lén.

Vin héa t8 chifc con chiu dnh hudng bdi vin héa, phong tuc tip quén,
truyén thdng, va nhitng chudn myc xa hdi cla dit nu6c ma td chic/doanh nghiép
hoat dong. Nhitng gid tri vin héa thdng tri cda qudc gia sé& 1a nhitng rang budc cla
moi trudng bén ngoai d6i vdi 8 chifc.

1.4.2- Duy tri

Céch thiic ma t6 chifc hoat dong va dugc diéu hanh c6 dnh hudng d&n viéc

duy tri hodc thay ddi vin héa t6 chifc. Mot sd phuong phap manh mé dé clng cd,

duy tri mot nén vin héa t& chic hién hitu (Phu luc 1.8) 1a:
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- Nhitng di€u ma cdc nha quan ly va cdc nhém/déi quan tAm, chd y t6i.

- Cé4ch thitc ma cdc nha quén ly (ddc biét la nha qudn ly cdp cao) phan
ing vdi cdc tinh hudng sdng con hodc cic khiing hodng. Khi t§ chifc rdi vao khing
hodng, vin héa t6 chiic dugc bdc 10 manh thong qua viéc hanh xi¥ clia cdc nha
quan ly va nhan vién. C6 2 cdch hanh xi&: cing ¢d vin héa hién hitu hodc thay ddi
viin héa (bing viéc tao dung nhitng gid tri va chudn muc méi).

- Viéc kém cip, huin luyén va lam guong. Cdc nha quan 1y va cdc nhém/dji
c6 thé chuyén t3i nhitng thdng diép vin héa tS chiic vio trong cdc chuong trinh
huan luyén, cdc hoat dong kém cidp hodc bing nhitng hoat dong hinh miu thuc
tién.

- Tiéu chi cho viéc khich 1¢&, khen thudng va dé bat. Chinh sich thudng, phat
gin v6i cdc hanh vi nhat dinh sé truyén dat d&€n nhin vién nhitng diéu uvu tién va
cdc gid tri cot 16i cla td chic cling nhu thé hién nhitng mong mudn clia cdc nha
quan 1y hién tai.

- Tuyén mo, dé bat va loai b cac thanh vién. Thuc tién cho thdy nhitng tng
vién dugc xem xét danh gid c6 tO chat phi hdp vé6i vin héa sé hoat dong rat tot
sau khi gia nhdp t6 chifc. Bing viéc dé cao “nhitng nhin vién wu ti”, t§ chic
khuyé&n khich nhitng ngudi khac hanh dong t6t nhu ho. Nhitng tiéu chi nay mot khi

dudc truyén dat rd ring, minh bach trong t& chifc s& c6 tic dung duy tri hodc 1am

thay ddi vian héa hién hiru.

- C4c nghi 1&/nghi thitc va cdc cAu chuyén. Mot hoat dong nao dé déu c6 thé
trd thanh nghi thitc (hodic nghi 1€) ciia t6 chitc khi né dugc thiét k& va dién dat nhu
12 mdt bo phin cla vin héa td chiic. N6 bao gdm cic nghi thic k&t nap, ky luit,
khen thudng va hoi nhap. Cac nghi thitc két nap nhim d€ tao ra sy d& dang va co
ging gidm thi€u nhitng sy khac biét giita thanh vién mdi khi gia nhap vao t3 chic.
Céc nghi thitc ky Iudt c6 ging nhan dang va udén nin nhitng hanh vi khong ph

hdp/khong dudc chip nhin trong t& chitc. Cdc nghi thiic khen thudng thi cling cd,
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nhian dang va ting cudng khuyén khich nhitng hanh vi dugc mong dgi. Cdc nghi
thitc hdi nhdp trong t3 chiic lai khuy&n khich, ¢6 vii sy thau hi€u 1in nhau va tao sy
gin k&t moi ngudi. Cdc cdu chuyén va cdc huyén thoai clia cong ty dugc luu truyén
nhu 12 cdc gid tri, niém tin cd ban, nhitng dao 1y, tri€t 1y..., qua d6 dé cao nhitng gid
tri, chuAn muc ma t6 chiic mudn duy tri va cling cd.

1.4.3-  Thay ddi

Trong mdi trudng bi€n dong nhanh, sy ton tai clia td chic phu thudc rat I16n
vao kha ning thich ¢ng v6i moi trudng. Vi thé nhiéu t§ chic budc phai ti€n hanh
diéu chinh, thay ddi vin héa cla minh. PAy 12 mot van dé cuc ky khé khin, né
dnh hudng dén tat cd cdc phuong dién khic nhau ciia td chiic. Vi thé, viéc ddu tién
can 1am 13 nhdn dién nhitng cdn tré cho viéc diéu chinh hodc thay ddi vin héa to
chiic.

Nhitng can trd cho viéc thay d6i vin héa cé thé 1a: Nhitng k§ ning da dudgc
cing c0; Nhitng hoat dong da thanh théi quen; Nhitng vai trd, moi quan hé; SO
dong thanh vién cing nhau bdo thi v6i né nép vin héa hién hitu. Anand
Teltumbde, gidm doc di€u hanh cong ty Petronet India, Mumbai cho ring: “Trong
thé& giéi ning dong ma chiing ta dang s6ng, cdc cong ty thudng vap ngd bdi chinh
md hinh kinh doanh 16i thdi ma doi ngii quén ly cla né da tirng nghi ra va git hai
thanh cong. Nhitng nhin vién c¢é xu huéng cai tién/d6i mdi nhung khong phdi liic
nao cing dugc khich 1¢ trong t6 chitc do. DAy chinh 1a nghich 1y cia md hinh t6
chifc da dugc thi€t 1ap dn dinh vé6i cdc quan hé tinh cdm siu rong cling v6i nhitng
ngudi & nhitng linh vic ma ho dd ¢é qud nhiéu kinh nghiém” °. Mit khic, nhitng
nhan t& doan thé cla td chic, va thim chi cdc d6i tdc thin quen - ciing c6 thé 1a

tdc nhan 4nh hudng d&n viéc thay d6i vin héa hién hitu.

° Anand Teltumbde (2006) — “Entrepreneurs and Intrapreneurs in Corporations”, Journal Vikalpa, Vol. 31, No.1, thdng
1- 3/2006, trang 131
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Mic du ¢6 nhitng khang cy va rao cdn to 16n, vin hda t8 chic c6 thé dugc
quan 1y va thay d6i cting thdi gian. Nd luc thay ddi vin héa td chifc c6 thé dudc
thuc hién thong qua nhiéu c4ch thic khdc nhau:

- C6 thé st dung nhitng phuong phdp duy tri vin héa té chitc (muc

1.4.2) dé thay doi chinh no.

- Nhitng k¥ thudt va cdc phuong phdp déi méi hé thong qudn tri ciia té chiic
ciing c6 thé dugc st dung c6 hiéu qua cho viéc thay d6i vin héa. Trong trudng hop
sat nhip cdc td chiic vdi nhau, chinh sy khong tuong thich vé mit vin héa va
nhitng khdng cy d6i véi sy thay ddi 13 mot trong nhitng rao cin 16n nhat. P& su sdp
nhap thanh cong, it nhdt la mot va théng thuong thi cd hai t6 chitc ¢6 thé can phai
di€u chinh vin héa clia chinh minh.

Viéc thay d8i vin héa t6 chic it nhit c6 2 diéu cin quan tAm. Piéu thit nhdt
dugc dua ra bdi mot chuyén gia hang dau clia quan ly hién dai, Peter Drucker. Ong
dit cau hdi 1a liéu nhitng gid tri cot 16i, bén vitng clia td chifc c6 sdn sing chap
nhin va tuin thi sy thay d6i hay khong? Theo 6ng, nhitng nd Iyc quin Iy nén tap
trung vio thay ddi cdc hanh vi/thii tuc kém hiéu qud. Nhu vay sé& c6 tic dung va dé
dang hon so vdi nhitng nd lyc thay d6i truc dién nén vin héa td chic d6. Piéu thit
hai 14, rat khé khin trong viéc danh gid chinh xdc viin héa t8 chic. Hiu hét cic t6
chitc 16n va phic tap c6 nhiéu hon mot né nép vin héa thuin nhat. PSi mit vdi
nhi€u nhém véin héa khic nhau, cdc nha quan ly sé gip nhi€u khé khiin trong viéc
d4nh gia chudn xdc - d€ qua d6 c6 thé dua ra cac hanh dong thay d6i can thiét.

Trong trudng hdp mdt t6 chic dang that bai, hodc trén bd vuc cla sy pha
san; Hodc ddi ngii nhan vién da qud quen thudc vSi nhitng di€u kién 1am viéc
thuan 1gi trong thdi ky phdt trién, nhung lai khong thé thich ¢ng dugc vdi nhitng
khé khin thdch thifc méi do 4p lyc canh tranh gy ra thi vin dé thay d6i vin héa td
chitc 1a con dudng tit y&u. Qua trinh thay d6i vin héa td chifc dugc coi l1a thanh

cong khi né dap ng cdc yéu ciu sau:
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« Phai hi€u biét, danh gid dudc nén vin héa td chitc hién hitu, bdi vi vin héa
méi khong thé dugc phat tri€n néu nhitng nha quan 1y va nhitng nhin vién chua rd
ho phai bit dau tir dau.

e Linh dao phdi hd trg cho cdc cd nhan va cdc nhém/dji c6 ¥y tudng méi va
sdn sang hanh dong d€ thuc hién y tudng nay.

e Phit hién dudc nhém vdn héa tién ti€n, hiéu qua nhit trong to chitc dé
khuyé&n khich, dé cao, nhian rong né d€ nhitng bo phan khic c6 thé hoc tap.

« Khong d6i ddu, ma phai tim ra nhitng phuong cach d€ gitip nhan vién va cic
nhém/déi thuc hién nhiém vu cia ho mot cich hi€u qua hon nhitng phudng thic
ma ho da quen thudc.

o Chitng minh sitc séng ciia mét nép vin héa mdi qua k€t qua hanh dong thuc
tién 1a c6 gi4 tri hon so v6i nhitng 1y ludn sudng.

Can nhéan thifc ring mot sy thay ddi vin héa siu rong trong toan t& chifc cé
thé mat mot khodng thdi gian dai, c6 thé tir 5 nim dén 10 nam.

&
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TOM TAT CHUONG I
Thong qua trinh bay cd s& 1y ludn, c6 thé tém tit mot sd di€m trong tim:
(a) Ti€p can cdc khdi niém vé vin héa, vin héa t6 chifc trén quan diém
quan tri hién dai: xem vin héa, vin héa t6 chic nhu 12 mét qud trinh va
dudc phén tich v6i 2 (hai) goc dO: thich ing voi bén ngoai va hdi nhdp vao
bén trong.
(b)  Thdng qua cdc khdi niém cda cdc hoc gia phuong Tay va cdc nha
nghién ctfu Viét Nam d€ dic k&t khdi niém chung nhi't vé vin héa td chic,
vin héa doanh nghiép. Pdng thdi dé cAp dén cdc ndi dung lién quan dén sit
mang va tdm nhin ciia mot t6 chic.
(c)  Phan tich 4 (bon) cAp dd ciu thanh vin hda t6 chitc véi nhitng thanh
t0 riéng (theo Stephen Covey). P6 la: Bi€u tugng/Hanh vi, Chuin muc, Gia
tri va nhitng Gid dinh/Ni€m tin/Tri€t 1y cudc song. Xdc dinh vai trd quan
trong, tat yéu clia vdn héa nhoém.
(d)  Phan tich cdc dic tinh cd ban ctia vin héa td chic, cac dic di€m nhan
dién dugc dugc mot nén van héa manh.
(e) Sa luge cdc phuong phap ti€u bi€u dé phan loai loai hinh (dang) van
héa t6 chic. Qua d6 luwa chon cich phin loai va danh gid vdn hoa td chirc
theo quan di€m cia Cameron/Quinn.
(f) SO lugc cdc giai doan va gidi phap d€ hinh thanh, duy tri, thay ddi
mot nén vin héa t8 chic.

Céc ndi dung 1y ludn dé cip § chuong I sé& lam cd s§ dé€ phan tich va nghién

cifu danh gid vin héa td chiic ciia Téng cong ty Liksin trong chuong II va II1.

&

& &
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CHUONG I
VAN HOA TO CHUC CONG TY LIKSIN

2.1- GIGI THIEU TONG CONG TY LIKSIN
2.1.1- S¢ luge lich st hinh thanh
T8ng cong ty LIKSIN hién 13 doanh nghiép nha nudc, tryc thudoc Uy ban
Nhin dan thanh phd H6 Chi Minh (tén goi diy dd 13 Téng cong ty Cong Nghiép,
In va Bao bi Liksin) dudc thanh 14p trén cd s Cong ty Sdn xuit kinh doanh xuat
nhip khau Gidy, In va Bao bi Liksin (goi tit 12 cong ty Liksin).
Téng cong ty Liksin dugc hinh thanh va phét trién qua cdc giai doan sau:

<> Giai doan 1978 dén 12/1985: Giai doan hinh thanh, ting truéng

Tién than 12 Nha mdy In Tdng hop, dudc thanh 1ap trén co s& nha mdy in
Nguyén B4 Tong do Toa Tdng Gidm muc Gido hoi TP. HCM hién ting nha
nuéc sau cudc cai cich cong thuong nghiép va nhin thém mot s6 mdy moc tir
Nha mdy in bdo Tia Sdng (truGc 30/4/1975). Chic ning nhiém vu cia Nha mdy
In Téng hgp trong thdi ky nay 13 in gia cong don thuin trong cd ch& k& hoach
héa tip trung, bao c4p.

Giai doan nay, nha mdy In Téng Hdp 1a mot trong nhitng don vi tién
phong trong qué trinh trang bi cic mdy in offset (t¢ ddong va béan ty dong) thay
th& cdc mdy in typo thé hé cil.

> Giai doan 12/1985 dén 12/1993: Giai doan mé rong va suy thodi

Niam 1985, nha may In Téng hop dudc t6 chifc lai thanh Lién hiép Khoa
hoc - S&n xudt In (tén goi tit 13 LIKSIN). Liksin c6 chifc ning sdn xuit, kinh
doanh xuat nhap khiu trong linh vyc in 4n, sdn xuit gidy, héa chit vat tu nganh
in, trong rirng d€ khai thdc nguyén liéu gidy, hiu can in.

Trong giai doan nay Liksin hoat dong theo md hinh:

« Lién hiép, hach todn tdng hdp, diéu phdi tap trung von diu tu.

A N A A 2 2 ~ e
o Trung tdm va Vién nghié€n cttu hach todn béo so.



29

« Cdc xi nghiép hoat dong sidn xuit kinh doanh hach todn ddc lap.

Liksin 12 don vi dau tién & Viét Nam st dung cong nghé ché ban dién tt,
12 doanh nghiép diu dan cda nganh in cd nudc véi 2 cong nghé in 6ng dong
(gravue) va in t3 15i (offset). PAy 13 giai doan phdt trién manh va dau tu mg
rong thi trudng v6i cong nghé mdi. Nhiéu xi nghiép thanh vién dugc thanh lap
mdi, budc dau da phat huy tdc dung, md rong quy moé va ting trudng nhanh.
Tuy nhién vao cudi thap nién 80 th& ky XX, cling v6i su phdt tri€n chung cia
nganh in cd nudc, md hinh hoat dong cla Lién hiép bt diu xui't hién nhitng bat
cap. Cu thé:
- M4 rong nhiéu nganh nghé, diu tu dan trdi.. nhung khong cé tAm nhin 16
rang va cdc chi€n luge cu thé, xuyén sudt cho Lién hiép va cho thanh vién.
- Su quan 1y mang ning tinh hanh chinh clia van phong lién hiép da khong
kiém sodt dudc phat trién ty phdt clia cdc thanh vién (la cdc don vi chi cé mdi
dp luc la dat chi tiéu tang truong doanh thu, loi nhudn hang ndam).
- Su bién dong tai chinh tir khoi thi trudng chung clia cdc nudc xd hoi chd
nghia da dua Liksin tir mot “dai gia” trd thanh “con ng 16n” cia nudc ngoai va
cidc ngan hang trong nudc.
- Véi vi th€ “ddc quyén” trong mdt thdi gian dai, Liksin dd khong tap trung
phdt trién cdc ning lvc vu th€ cda minh. Vi vay, kha ning thich ¢ng thi trudng
bi gidm sit va thi phan mat dan vao tay cdc ddi thi canh tranh la diéu khong
tranh khoi.

o Giai doan 1993 dén 1994: Giai doan cdu triic lai

Thuc hién quyét dinh 315/HPBT vé viéc chdn chinh va td chic lai hoat
dong sdn xudt kinh doanh trong khu vuc kinh t€ qudc dan va nghi dinh 388/HDBT
ngay 20/11/1991 vé viéc thanh 1ap va gidi thé DNNN: Liksin da t8 chifc sip x&p
lai hoat dong. Nam 1993, ddi tén thanh Cong ty In vd Bao bi Liksin, gbm 5 xi

nghiép tryc thudc: Xi nghi€p (XN) In Téng hop Liksin, XN Ché& ban Liksin, XN
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Bao bi Liksin, XN Muc va Héa chit Liksin vd XN Gidy Liksin (sau d6 gidi thé

nam 1994)
o Giai doan 1995 dén 2000: Giai doan diéu chinh huéng chién luoc,
phuc hoi

Ngay 10/12/1994 UBND TP. HCM ra quyét dinh s& 4818/QP-UB vé viéc td
chic lai Lién hiép Khoa hoc - Sdn xuat In (LIKSIN) thanh Céng ty sdn xuit Kinh
doanh xuit nhiap khiu gidy, in va bao bi Liksin (goi tit 1a Cong ty Liksin).
Ngay 24/3/1995 véi quyét dinh s6 05/QD-UB ctia UBND Tp.HCM, Cong ty Liksin
chinh thic dudce thanh 1ap. PAy 1a giai doan Liksin xdc dinh va x4y dung chi€n
luge tap trung vao linh vyc bao bi da vat liéu v6i nhiéu gidi phdp cdng nghé. Nim
1998, xi nghiép Bao bi Liksin xdy dung va 4p dung thanh cong hé thdng quén Iy
chat lugng ISO 9002:1994, trd thanh don vi sdn xuit bao bi dau tién clia cid nudc
4p dung hé thong nay. Nim 1999 bit dau bién soan cdc phan mém chuyén dung
dé quan tri theo hé thong mang cic hoat ddng san xuit kinh doanh.

o Giai doan 2000 dén 6/2006: Giai doan cdu triic lai va tdng trudng

manh me

Niam 2000, di trd hét ng cii, lanh manh héa tinh hinh tai chinh, bit dau
sdn xuat kinh doanh c6 14i va tich liiy. Hinh thanh va xdy dung “Chuong trinh
Vién héa Liksin”. Thu hit tai trg, hinh thanh hgp tdc Liksin - Pan Mach (chuong
trinh DANIDA) '°. Bugc chinh phd trao ting Gidi thudng Vang “Chat lugng Viét
Nam”. Huan chuong lao dong hang II.

Niam 2001 hinh thanh bo phan tin hoc ddm trach cdc phan cing, phan
mém, trong d6 Hé Qudn tri sdn xudt va Hé K& todn Liksin Acsoft v6i nhiéu tinh
niang phong phu, bio mat chit ché.

Nim 2002, hoat dong theo md hinh Céng ty cé Hoi dong qudn tri (theo
quyét dinh s6 213/QDP-UB ngay 10/6/2002 ctia UBND Tp.HCM). Thuc hién

10 DANIDA: Dy 4n lién k&t dau tu thude Chutong trinh phdt trién va hé trg doanh nghiép vita va nhé tai Viét Nam do
Vuong quéc Pan Mach tai trg.
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nang cip hé thdng quan ly ISO 9001:2000 trong toan cong ty. Bit dau thuc hién
c6 phin héa tirng phan (Nganh Muyc in, héa chdt in). Phit trién md rong phin
mém va mang tin hoc dé€ quin tri hé thdng toan cong ty.

Nim 2003, dudge Thi tuéng chinh phi giao trach nhiém l1ap dé an t& chic
theo md hinh Cong ty Me - Cong ty Con. Trong nim, sin phdm “Bao bi mang
phitc hop cho sdn phdm néng, thiiy hdi sdn” cia LIKSIN da dugc cong nhan 1a
San pham chi Iuc cda thanh phd trong khdi nganh cong nghiép. La nim diu
tién cong ty dd dau tu trang bi may méc thudc loai tot nhat cho cd 3 cong nghé
in: Gravue (dng dong), Offset (t5 rdi) va Flexo.

Nam 2004, véi quyét dinh s& 483/QD-UB ngay 9/2/2004 ciia UBND
Tp.HCM: Cong ty Liksin bdt diu hoat dong theo mo6 hinh quén 1y Cong ty Me -
Cong ty Con, v6i quy md 16n hon, véi nhi€u linh vuc hoat dong khéac nhau, ti€p
nhan quan 1y thém phin vén nha nudc tai mot s& cong ty cd phan khic. Mé
rong dia ban hoat dong ra phia bic bang viéc thanh 1Ap Nha may Bao bi Liksin
Phuong Bic. Ti€p tuc thuc hién chd truong da dang héa sé hitu qua viéc thanh
1ap méi cdc cong ty con trong Iinh vuc: bao bi carton don séng, in vé sé va dn
phdm bdo mdt. Phat trién nhdnh bao bi nhin hang vdi cong nghé in flexo. Giai
doan nay, cong ty dudc giao thém nhiém vu qudn 1y phadn von nha nuéc & mot
s6 cong ty khdc. Buc dau thuc hién cdc hoat dong diu tu, mua mdi c¢d phan cla
mdt s& cdng ty ciing nganh nghé (Ci Mau, Binh Thuin, LAm Pdng, Tién
Giang). Huan chuong lao dong hang I.

Nim 2005, 2006 ti€p tuc cd phan héa va thanh 1ap méi cic cong ty con
trong linh vuc: In thuong mai, kinh doanh vat tw, héa chit nganh in, thi€t k&
design xuit khau. Thanh l1ap Trung tim diu tu tai chinh va kinh doanh bit dong

san, xay dung dy 4n Trudng day nghé k§ thuat nganh in.
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Doanh thu nam 2006 : 560 ty VND. Miic ting trudng binh quan 15%/mnim
(tinh trong 5 nim gan ddy). Téng s6 von: 365 ty VND. S6 ludng cdan bd nhin

vién : 810 ngudi.

A
Tj VND

[] Congty Liksin

|:| Cong ty Con 525
500 +
300 +

2000 2001 2002 2003 2004 2005 2006

Biéu do 2.1 : Mifc ting truéng ciia LIKSIN va cdc cong ty con (tinh theo zj? Ié gop von)

(Nguén: Phong Tai chinh Ké todn, Téng cong ty Liksin)

Hién nay vé6i cdc sin pham chinh thudc nganh hing in an, bao bi trdi rong
khdp 61/64 tinh thanh, cong ty Liksin dang chi€m giit thi phan hang dau cd nudc va
thuong hiéu LIKSIN di hinh thanh uy tin d6i vdi thi trudng khu vuc va qudc t€.

2.1.2- Liksin trong giai doan méi v6i mo hinh Tong cong ty

DPén thiang 6/2006, cong ty Liksin dugc cong nhan 13 mo hinh Téng cong ty
(tén goi day di Téng cong ty Cong nghiép, In va Bao bi Liksin). Téng cdng ty c6 3
don vi sdn xuit kinh doanh truc thudc va 33 cong ty thanh vién (gom 11 cdng ty
con va 22 cdng ty lién ké&t). Bao gdm cdc nganh nghé: In, bao bi, vin héa, gidy,
héa chat, nhua, cao su va mot s6 nganh khac. (Phu luc 2.1 - M6 hinh Tong cong ty
Liksin).

Tinh d€n thdi diém cudi nim 2006, tdng s6 von Nha nudc: 659,4 ty dong

(trong d6 von Nha nudc giao méi trong nim 2006 1a 294 ty).
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Doanh thu toan Téng cong ty: 2.800 ty ddng (trong d6 doanh thu tinh theo ty
1& gép von 1a 1.295 ty dong).

Céc hoat dong chi y&u ctia Téng cong ty 1a:

Tai chinh * Sdn xudt * Dich vu * Nghién citu phdt trién * Thuong mai XNK

Hién nay, Liksin dang budc diu xay dung va hoan thién md hinh hoat dong
tdng cong ty trong giai doan mdi da nganh nghé, v6i nhiéu md hinh quan tri. Trong
vong 3 nim t6i ti€p tuc thuc hién ¢ phan héa 3 xi nghiép thanh vién theo 19 trinh
chung cta Chinh phu.

2.2- VAN HOA LIKSIN

Y tudng vé viéc xay dung, hinh thanh vin héa t8 chdc cta cong ty Liksin
(vin héa Liksin) dudc ngudi 1anh dao cao nhit (Gidm ddc cong ty) dé cip dén tr
nhitng nim 1997, trong giai doan con nhi€u khé khin cla cong ty.

2.2.1- Cd s hinh thanh

Vin héa t6 chitc Liksin dudc hinh thanh tir nhitng y&u to sau:

- Thit nhat, tir déc thit ciia nganh. Thi trudng va khach hang chi yéu
clia nganh cong nghiép in, bao bi 1a cic t§ chic, doanh nghiép, cdc nha sin xuit
cong nghiép trong nhiéu linh vuc kinh t& - x4 hoi. Vi vdy, sy phat trién ton tai cla
mdt doanh nghiép nganh in, bao bi ¢6 m6i quan hé mat thi€t véi hoat dong sdn
xué't kinh doanh, véi su phat trién cia cdc ddi tdc khdch hang. Piéu dé c6 nghia 1a
x4y dung dugc l1ong tin ciy v6i khach hang 1a diéu kién tién quyét dé cong ty ton
tai va phat tri€n &n dinh.

- Thit hai, tif nhitng giai doan thing trim trén con dudng phat trién, tir
nhitng yéu ciu bic thi€t d€ c6 thé ton tai, phat trién, trong diéu kién khé khin
chong chit..; Lanh dao va cdc thanh vién cong ty Liksin dd nd luc, sdng tao dé
vugt qua khé khin, vuon t6i nhitng thanh tich vudt bac trong sdn xuit kinh doanh.
Qud trinh d6 da dan hinh thanh nén tri€t Iy quén tri kinh doanh dic thi va nhitng

nét vin hda riéng c¢6 cia minh. B¢ la:
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* Tinh cong déng cao, hanh xit ddng thuin vi 1gi ich chung.
* Tinh than hoc tip, ciu tié€n.
* Tinh than ti€t kiém, hé thong quén tri chit ché.

- Thit ba, chuong trinh Viin héa Liksin dudc thoi thic bdi nghi quyét
Hoi nghi BCH TU lan 5 (khéa VIII) vé viéc xdy dung va phdt trién nén vin héa
Viét Nam tién tién, ddm da bdn sdc dan téc, vi muc tiéu dan giau nudc manh, xa hoi
cong bang, vin minh, tién bo.

Diic k&t qué trinh thyc tién, nhitng dic di€m trong 5 nim hoat dong sau khi
cu tric lai cong ty; Pang ty Liksin di tong két trinh Pang bd thong qua “Chuong
trinh Vdn héa Liksin” thing 8/2000 v&i ndi dung:

- Xdc dinh tu tudng cha dao trong hoat ddng

- Téng k&t qud trinh hinh thanh cic dic trung vin héa cong ty

- Qui dinh cac hinh thic, thai d6 hanh vi ¢ng x

- Chon ngay truyén thong hang nim clia cong ty: Ngay LIKSIN 24/3

Nam 2004, chuong trinh vdan héa Liksin dudc diéu chinh va b sung chi tiét.

2.2.2- Gia tri van hoa Liksin
2.2.2.1- Tédm nhin

Tu nam 2000, xudt phat tir nhitng dinh huéng phat trién ctia nganh va xu thé
hdi nhap kinh t& qudc t&, cdng ty Liksin dd dé ra cho minh tdm nhin chi€n lugc
trong dai han la:

“Phdt trién bén viing, Hpi nhdp thanh cong”

Pé c6 thé thuyc hién dugc tim nhin d6, cic chi€n lugc hanh dong, cic
chuong trinh marketing, qudng ba thuong hiéu, quén tri, diu tu cdng nghé, nghién
cttu phat tri€n, nhan luc, lién két... dugc xay dung chi ti€t va tri€n khai trong toan
cong ty. Cac chuong trinh chién lude dugc phan thanh 3 nhém chinh va cu thé héa

thanh 9 chuong trinh:
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(1) Nhom Chu luc
- Tiép thi tdng luc
- Quan tri hé thong chat lugng
- Giam chi phi, ning cao stic canh tranh

(2) Nhém Phdt trién
- Hién dai héa k§ thuit, cong nghé va nghién ctfu phat trién
- Quan Iy hiéu qud va tdi ciu tric cong ty
- Gia ting tiém lyc tai chinh, thu hit von

(3) Nhém Bén viing
- Pao tao, phdt trién ngudn nhan lyc. Thu hit nhan tai
- XAy dyng, phit trién “Chuong trinh Vin héa Liksin”
- Tham gia hiép hoi, lién k€t hgp tic.

Céc nhém cong tdc va chuong trinh hoat dong dudc trién khai dong bo,
thdng nhi't, c6 mdi quan hé phdi hgp chit ché véi nhau.
2.2.2.2- Tutuong chi dao
“Cung ban hang gép phdn néng cao chdt luong cudc song”

Tu tudng chi dao nay dinh huéng moi nhan thdc va hoat dong trong toan
cong ty; La tén chi hoat ddng, 1a sit mang ciua cong ty Liksin.

Nang cao chat lugng cudc song, 1am cho cudc séng ngay cang tot hon 1
muc tiéu, 1a dao ddc kinh doanh ma Liksin va Ban hang ctia minh cung theo
dudi. Cha't lugng cudc sdng con 1a tao mdt moi trudng 1am viéc tdt dep, cic sdn
phim than thién véi mdi trudng, 12 chit lugng cudc sdng con ngudi ngdy cang
dugc nang cao.

Cong ty Liksin xem d6i tdc cia minh 1a “Ban”. Liksin va ban hdp tic
than thién, gdn b6 bén chit, cing chung van hdi, cing nhau phat trién. Bing tat
cd kha ning c6 thé, cong ty Liksin ludn thda min nhu ciu clia ban, tir d6 cong

ty c6 thém cd ho1 phat tri€n, moi thanh vién c6 thém co hoi ti€n bo.
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2.2.2.3- Cdu thanh vdn hoa Liksin
* Nhirng bi€u tugng, hanh vi vin héa Liksin

- Biéu tudng (logo)

LIICSIN

Trong logo cla Liksin: Vong tron bén ngoai thé hién sy hoan thién, tinh ning
dong, dé& thich nghi, con 1a bi€u tugng cdc cudn vat liéu nén cho nganh in, nganh
bao bi. Hinh bén trong 1a bdn “4m” va bin “duong”, 1a nhitng y€u t6 quen thudc
trong cong nghé in.

LIKSIN 1a tén riéng clia cong ty, thuong hiéu dugc nhiéu ngudi biét, 1a nha
in, nha sdn xuAt bao bi chat lugng cao. Chit LIKSIN dugc bd tri hinh khéi, chiit
ché, 12 nén ting cho sy phat trién.

Toan bo logo st dung mau dd ¢d, mau clia may mén, hanh phic, cdch mang,
mau dugc nhiéu qudc gia chau A yéu thich.

- C& Liksin: C3 mau tring, & gitta c6 biéu tugng Liksin. C& dudc treo §
tru sG cong ty. C§ dudc treo ndi trang trong, trong dip quan trong.

- Dong phuc: Khi lam viéc moi ngudi c6 dong phuc. Vin phong cong
ty, van phong xi nghiép va ngudi lao dong tryc ti€p c6 dong phuc khic nhau. Qui
dinh ddng phuc vin phong: Ao mau trdng, d6i v6i bd phin giao ti€p v6i ban hing
phdi deo huy hiéu Liksin. Ngudi lao dong truc ti€p: mau xanh bién cé in logo
Liksin trén nguc 4o trdi. B phian bdo vé: Ao mau ca phé sita nhat c6 phu hiéu.

- Huy hiéu: qui dinh st dung cho bd phin giao ti€p vdi ban hang va
trong cdc dip 1€, cdc cudc hoi nghi quan trong.

- MBoi trudng 1am viéc: khin truong, hiéu qua, than thién va dé cao céi
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- Céc nghi thitc qui dinh:
> Ngay Liksin 24/3, 12 ngay ciu tric lai cong ty, ngdy danh dau budc
ngoit 16n clia cong ty tai thdi di€m 1995. K& tir d6 cong ty Liksin, nay la

Tong cong ty Liksin, phat trién bén vitng. Ngay nay sé:

y T6 chic Pai hoi Liksin (Pai hdi cong nhdn vién chitc, budi sdng).
4 TG chitc céac hoat dong van hoa, thé thao tranh tai gilta cdc don vi

(chung két cdc hoi thao, hdi thi vao budi chiéu,).

y T8 chic Tiéc I6n toan cdng ty, cong b “Su kién Liksin”, moi ngudi

du tiéc vui vé (cudi ngay).

> Mobi ndm mét su kién. Sy kién Liksin 13 su kién ndi bat nhi't cia cong ty
trong nim, dugc bd phi€u binh chon tit cudc hop Giao ban Idn cudi ndm. Pugc
Téng Gidam d6c cdng b trong Tiéc I6n toan cong ty.

- M0t s0 sinh hoat nghi 1&/nghi thic riéng:

> “Giao ban I6n cudi ndm”: La cudc hop giao ban vao tuan I& cudi name
vdi thanh phan mé rong dén nhitng cdn bd uvu td va toan cdn bd chd chdt cla cédc
cong ty con. Noi dung: Téng gidm ddc bdo cdo ngin gon vé tinh hinh thuc hién cic
chi tiéu chinh; Téng k&t Chuong trinh sdng kién cdi tién nim; Binh chon mot sy
kién trong nam.

» Binh chon “Nguoi ddnh tréng khai mac Tiéc 16n” trong Ngay Liksin
24/3. Nguoi ddnh tréng 1a ngudi tré tiéu bi€u. Tré vi cong ty dit niém tin, ky vong
vao lyc luong k€ thira cho tuong lai. Tiéu biéu vi ngudi dugc chon phidi c6 ning
luc, trién vong va dugc Ban chiap hanh Poan thanh nién Tdng cong ty binh chon tir
su gidi thiéu cda cdc chi doan thanh vién. Nghi thic nay thé hién sy mong ddi cia
cong ty d6i vdi ngudn nhan lyc k€ thira. Thé hién quyét tAim va nd luc phan diu
khong ngirng cla thé hé tré Liksin tiép budc thé hé di trude, dua Liksin lén tdm cao
mdi, gop phdn vao nhitng thanh tuu cia Liksin trong sy nghiép “Phdt trién bén

vitng, Hoi nhdp thanh cong”.
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» Toép ca 4B. 4B 1a tén goi tit clia 4 ban, bao gdm cdc thanh vién linh dao
cip cao dang cong tic trong Ban chdp hanh Ping bd - Ban lanh dao - Ban chip
hanh cong doan va Ban chiap hanh Poan thanh nién clia Téng cong ty Liksin. Nghi
thiic ndy mang y nghia nhu 13 sy phuc vu trong Tiéc I6n cla Ban linh dao Tong
cong ty d6i v4i toan thé can bd cong nhan vién Liksin sau mot nim hoat dong.

» Trao Huy hi¢u vang Liksin 10 ndm nhim muc dich ton vinh nhitng cdn
bd nhan vién dd gin bé vé6i Liksin tir 10 ndm trd 1én. P6 con thé hién long tran
trong d6i v4i nhitng déng gép, cong hi€n cho thanh qud ngay nay cda Liksin.

* Nhitng chudn muc vin héa Liksin
- Qui dinh thai do, hanh vi Gng x:
(1) Cong dong Liksin c¢6 mdt trat ty nhat dinh:
Y C4 nhan phuc ting t6 chic, thanh vién phuc ting cdng ty, cong ty
phuc ting nha nudc. Cong ty dit Igi ich nha nudc l€n trén, thuc hi€n nghia
vu day du, kip thdi.
Y Cong ty va cdc thanh vién c6 cung 1di ich, cing phat trién hai hoa,
hdp ly.
4 Ngudi cAp dudi phuc ting ngudi cip trén. Ngudi cip trén lao dong
nhiéu hon ngudi cap dudi, thuong yéu, dd lugng véi ngudi cap duéi.
(2) Céc hoat ddng clia cong ty minh bach, moi khu vuc phdi dudc ki€m
sodt, thong tin ddm bdo, kip thdi. B4o mat thong tin 12 qui dinh bit budc.
Moi thanh vién chi dua thong tin khi dugc phép.
(3) Moi viéc ti€n hanh theo k€ hoach, lam viéc ding gid, hoi hop ding
gid. Viéc hom nay khong d€ ngay mai.
(4) Ting cd nhan, ti'ng bd phan, toan cong ty sin sang dip G¢ng moi yéu
cau dot xuat.
(5) Thu nhdp, luong, thudng rd rang, kip thoi.
(6) Chao hdi lich sy hoa nha.
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(7) Nghi ngoi vui chdi: Cdc hoat dong vin th€ m§ do Cong doan bdo trg,
Poan thanh nién nong cot. Du lich tip thé dudc chi tir quy phic 1gi. Qua
sinh nhat dudc trao tran trong, kip thdi.

(8) Khi hitu sy moi c4 nhan dugc sy giip d8 cda cong dong. Lip quy
tuong trg gitp cdc thanh vién khoé khin.

(9) Trong tinh nghia, cOng ty tich cuc lam cOng tac xa hoi. Moi thanh vién
cong ty 12 ngudi ldng giéng tot trong cdong dong dan cu.

- Nhitng théi quen di tr§ thanh chuin muc hanh vi, dudc ngdm hi€u nhu 12
céc qui dinh bat thanh vin: “Hét viéc, khong hét gid”; hoat ddng sin xuit véi tinh
than “Cha't lugng cao, hao phi it”; phong cdch lam viéc dé cao hiéu qua, ti€t kiém
thdi gian va chi phi; 1a tinh thin cu thi, ham hoc hdi.

* Nhitng gid tri cot 10i ciia viin héa Liksin

- V6i ton chi hoat dong nhim ndng cao chdt luong cudc séng, lam cho cudc
song ngay cang tét hon. Trong sdn xuat kinh doanh, Liksin ludn xem déi tdc clia
minh 12 Ban. Moi hoat dong phai gin lién véi 1di ich dai han, bén vitng cho cong
ty, ban hang va cong dong xa hoi.

- Tinh than cong ddng cao. Moi nhan thic va hanh x déu dya trén nguyén
tic 1gi ich chung trong cong ddng Liksin, 1gi ich song phuong véi doi tac.

- Hé thong quén 1y, phdi hop hanh dong trong ndi bd dudc ki€m sodt chit ché
theo qui trinh, x{ 1y kip thdi, hiéu qua khi c6 vAn dé phat sinh. Quyén han va triach
nhiém cd nhan dugc qui dinh 16, dudc ton trong va dé cao.

- Tinh than cau ti€n, yéu thich va Gng hd y tudng mdi.

2.2.2.4 - Nhitng ddc trung vdan héa Liksin

Vin héa Liksin 12 mot thuc thé tdng hdp, da dang vdi nhiéu loai hinh vin
héa. Trén cd sd tu tudng chi dao, trong qud trinh hoat dong va phat trién, cong ty
Liksin da hinh thanh nén céc dic trung vin héa cia minh. D6 12 nén vin héa dudc

x4y dung trén co s 16i ich chung, gin b6 hdp tdc, bing nhitng nd luc cai ti€n, sdng
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tao vdi tinh than ti€t kiém va hoc tdp khong ngitng. P6 1a cdch thitc da va dang
mang lai nhitng thanh qué cao cho cdng ty, cho ban hang, cho ddi tdc va gép phan
thi€t thyc vao 1gi ich chung clia cong ddong xa hoi.

(1) Lgi ich chung

Cong ty Liksin 12 cong dong clia nhitng ngudi lao dong. Moi thanh vién dit
1gi ich chung 1én trén, cong ty phat tri€n, c4 nhan ti€n bd. Moi nhan thdc va hanh
vi tng xt déu phdi dugc xem xét, cAn nhic trén nguyén tic nay.

Lgi ich chung dudc hi€u 1a 16i ich cdc bén, hai hoa véi ban hang, doi tac,
v6i moi thanh vién trong cong ty va cong dong xa hoi. Cac chién lude (3 nhém, 9
chuong trinh) trong ngdn han va dai han khong tdch rdi dinh huéng dé.

(2) Hop tdc

Hdp tic dudc hi€u 1a sy phdi hop, quan hé giita cd nhan/tip thé nay vdi ca
nhan/tap thé khdc. Mdi c4 nhin bi€t hgp tdc, khiém ton giip d& nhau d€ hoan
thanh cdng viéc mot cach ddy dii, kip thoi, ¢é hiéu qud. Tiéu chi danh gid hoan
thanh cong viéc trong cdng ty 1a: “C4 nhan hoan thanh, tip thé hoan thanh”.

D€ hoan thanh cdng viéc chung thi mdi cd nhian hoan thanh, chua dii; ma
phdi 13 tip thé hoan thanh. Nhung sy hoan thanh d6 s& khong bao gis dat dudc
chat lugng cao né€u thi€u sy hgdp tic, nd luc gin két trong tip thé. Ngoii ra, hop tic
khong don thuan 13 bién phdp thuc thi nhiém vu chung, ma con 1a phuong tién, 1a
moi trudng dé trao ddi ki€n thifc, chia sé kinh nghiém ciing ddng nghiép, phat trié€n
k¥ ning phdi hop, gia ting sy hiéu biét, tin tudng va gin k&t theo Nhdm.

(3) Sdngtao

Siéng ning sdng tao 12 pham chat cn c6 d€ ddp dng khdi lugng cong viéc
ngay cang nhiéu, da dang, phic tap.

“Cai ti€n thudng xuyén” 12 mot trong nhitng muc tiéu chit ludng quan
trong cta Liksin, dugc thong k& ddnh gid bdo cdo thanh chuyén dé dinh ky hang

quy.
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(4)  Hoc tap

Hoc tip tuy gidc dé€ rén luyén nhin cdch, ning cao chuyén mon, lam chi
cong nghé. Hoc tap va hgp tic con d€ ning cao tinh chuyén nghiép trong hanh
dong thuc tién.

Liksin 12 mot tap thé c6 tinh than ham hoc hdi va ciu ti€n. Tinh thin phin
dau khic phuc khé khiin, tv hoc da trd thanh phong trao manh mé, thudng xuyén,
rong khip tir nhitng thanh vién lanh dao cip cao dén cdc cong nhin k§ thut, truc
ti€p sdn xuat. Hoc va Tu hoc da trd thanh nét viin hda riéng ctia Liksin.

(5)  Tiét kiem

Tiét kiém cda cdi, ti€t kiém thdi gian d€ nang cao hiéu qui, tao nén moi
truong lam viéc lanh manh, sach sé€.

Tiét kiém véi muc tiéu mang lai ich 1di, sy canh tranh, sy théa min cao hon
cho ban hang, déi tic.

“Thdi gid 12 vang bac”. Gidm nhitng lang phi thdi gian khong cin thiét dé
ting thém ning suit, d€ c6 thé lam dugc nhiéu viéc. Ti€t kiém thdi gian biing “tic
phong khin truong”, Iam viéc theo k& hoach va “lam ding ngay tir diu”.

2.3- DANH GIA VAN HOA TO CHUC CUA LIKSIN

2.3.1- Panh gia viéc thuc hién chuong trinh van héa Liksin
2.3.1.1- Nhiing két qud dat duoc

Xay dung va thuc hién chuong trinh Van héa Liksin 1a m6t cht truong hoan
toan ding din, thé hién mot tAm nhin chién lugc clia linh dao cong ty Liksin.
Chuong trinh da dudc b3 sung ngay cang cu th€ va hoan thién qua tirng nim hoat
dong. Van hoéa Liksin thoi gian qua da phat huy tic dung dinh hudng nhéin thac va
tirng budc hinh thanh hanh vi &ng x& dic trung trong moi hoat dong clia cong ty.

Linh dao Liksin da c6 nhiéu nd luc dé€ cu thé héa, ndi k&t nhitng gid tri vin

héa véi cdc hoat @dng chinh thic trong hé thong clia cong ty. Cu thé:
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- DPé cao vai trd hop tic, khuyén khich tao mdi trudng thong tin, giao
ti€p d€ cdc cd nhan, tap thé c6 diéu kién tham gia cdc chuong trinh, dy dn. Viéc
hinh thanh cac Nhém tinh nguyén, Nhém xung kich, cdu lac bé nhitng nha quan ly
tré, tiéu ban xay dung “Website Liksin”, chuong trinh lién két gi6i thiéu/ti€p thi
sdn phdm trong Tdng cdng ty, cdc “Cong trinh thanh nién”,... thdi gian qua di budc
dau hinh thainh mot mdi trudng thuin 16i cho su phdi hop va nang cao tinh than hgp
tac.

- Viéc x4y dung chuong trinh “Sdng ki€n cai ti€n”, trién khai chinh
thi'c nim 2002, ban hanh chinh sich khen thudng va céc cudc tip hudn huéng dan
céch tinh gid tri hitu ich (ctia sdng ki€n cai ti€n) da gitp cho moi thanh vién/nhém
c6 thé d& dang dé xuit y tudng, 1ap k& hoach thuc hién va tu tinh todn dudc hiéu
qud mang lai. Qua d6 tao diéu kién manh mé dé khuy&n khich, dong vién moi
hinh thic (tir nhitng y tudng, gidi phap hitu ich dén cdc sdng ki€n, cai ti€n) nhim
muc ti€u dem lai hi€u qua, 1gi ich, gia ting su thda méan cho ban hang va cho moi
trudng lam viéc trong cong ty. Trong dé c¢6 nhiéu sdng ki€n cdi ti€n mang lai gid
tri 1am 10i khong nhé cho ban hang vé chi phi, thdi gian, ting cudng su kiém sodt
cha't lugng trong qud trinh st dung.

Bang 2.2 : Sd liéu chuong trinh séang kién cai tién (chua tinh cdc cdng ty con)

Niam So Gia tri lam lgi tinh dugc (7.000
SKCT dong)

2002 28 1.421.000

2003 45 1.602.000

2004 143 2.789.000

2005 164 2.676.000

2006 242 3.238.000

(Ngudn: Phong Nhan su, Téng céng ty Liksin)
Trong do co 5 (ndm) cong trinh khoa hoc dugc S0 Khoa hoc, Cong nghé, Moi

truong céng nhdn. SO liéu trén chua tinh dén chudi sdng kién hop tdac DANIDA thuc hién
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kéo dai tix nam 2000 dén nay vdi gid tri lam loi 1.420.000 USD (tuong duong 22,72 ty
dong).

- Cong ty xdc dinh chii truong wu tién (thdi gian) va hd trg¢ (kinh phi)
cho cédc thanh vién tham gia viéc tu dao tao ndng cao chuyén mon nghi€p vu, k¥
niang quan ly, cong nghé.

Trong 5 nim (2000 - 2004) dd hoan thanh phd cip vin héa phd thong trung
hoc 12/12 cho toan th€ cong nhan vién bing viéc md 16p hoc bit budc bd tic vin
héa ban dém tai cong ty. T3 chitc 16p trung cip chinh tri (2003 - 2006) cho cén bo
quan ly cap cd s8, nhan vién nghiép vu da ot nghiép dai hoc.

Xéc dinh doi ngii cdn bd quan ly cip co s& déng vai trd quan trong trong
viéc tao ra mdi trudng lam viéc, phdi hgp trong nhém minh. Vi vy, phét trién
ning luc, k§ ning quin 1y va lanh dao 12 vaAn dé hét sitc duge quan tim. Cic
chuong trinh ddo tao K§ ndng t6 truéng, Phuong phdp ludn sdng tao dudc tri€n khai
phd cap cho tit ci cdn bd tir cAp td phd, cong nhan k§ thuit bac cao. Hién tai,
cong ty dang phdi hgp trudng Pai hoc Su pham k¥ thuat Tp.HCM (Khoa cong nghé
In) dao tao k§ su cong nghé in (2005 - 2008) cho cdc nhan vién di t6t nghiép dai
hoc chuyén nganh khac va cdc nhan vién, cong nhin trung cip, cao ddng k¥ thuat.

Bang 2.3 : Sd liéu chi phi va lugt ngudi dao tao (chua tinh cdc chuong trinh dao

tao ngi bo)

Trong nudc Nudc ngoai Téng cong

5 Luot S6 tién Lugt S6 tién Lugt S6 ti
Nam

ngudi (1.000 ngudi (1.000 ngudi (1.0(

dong) dong dong
2002 188 125.100 32 297.775 220 422.8
2003 115 23.740 29 264.229 144 287.¢
2004 592 342.650 29 187.660 321 530.2
2005 255 135.291 22 227.247 277 362.5
2006 125 99.010 10 73.065 135 172.(

(Ngudn: Phong Nhén su, Téng cong ty Liksin)
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C6 sang ki€n cdi ti€n va tham gia Pao tao/Tu dao tao dugc xem 1a mot trong
nhirng ti€u chi ddnh gid va khen thudng hang nam.

- X4y dung, hinh thinh hé mang quin tri toan cong ty, ddm bio sy ki€m soit
cao trong moi hoat dong tac nghiép tir khau ti€p xic ban hang dén khau sdn xui't,
giao hang, thdng ké& qud trinh va dinh gid dé ra gidi phdp hoan thién hon. Viéc
thdng ké thyc hién Muc tiéu chdt lugng trong hé thong ISO dugc phan cdng cdc bd
phan chiic ning bio cdo chuyén dé dinh ky hang quy.

- X4y dung, ban hanh cdc mo ta, huéng din cong viéc (qui dinh 16 rang céc
chitc ning, nhiém vu, quyén han).. nhim tiéu chuin héa hoat dong cic bd phin,
céc cap, chifc danh trong cong ty.

- Cung vdéi viéc thanh 1ap Tiéu ban Vin héa Liksin (tryc thudc Pang dy
Liksin), cdc cong viéc trién khai buéc diu da gin k&t dugc véi hoat dong clia cic
doan thé (chi bd, doan thanh nién, cdng doan) thong qua cic cudc hoi thio chuyén
dé va sd két danh gia thuc hién chuong trinh vin héa Liksin.

- Cong tdc hoat dong xa hoi, cong ddng ngay cang dudc chd trong véi nhitng
hoat dong thi€t thuc v4i su tham gia clia Iyc lugng thanh nién 1am nong cot.

Trong tuong lai, “Vin héa Liksin” s& di€u chinh theo huéng: Pdc trung,
phong phu, hoan thié¢n.

2.3.1.2- Mot s6 mdt con han ché
Mic du dat dugc nhitng k€t qud ddng khich 1€ nhung chuong trinh hoat dong
va hiéu qua thyc hién vin con mot s& van dé can phai ti€p tuc hoan thién, cu thé
la:

- Viéc truyén dat tAm nhin ctia chuong trinh vin héa Liksin chua dat hiéu qua
1o rét trong viéc tao nén sy chia sé tam nhin dai han. Pong thdi chua c6 gidi phdp
cu th€ nhim tim hi€u va gin két cdc gid tri/mong mudn clia nhin vién véi sit

mang/tam nhin tuong lai clia Liksin.
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- Viéc ddnh gid mic d0 manh/yéu, dic trung vin héa Liksin cOn mang tinh
chat dinh tinh.

- Cdc chuong trinh hoat dong vé6i 5 dic trung van hda Liksin con tip trung chd
yé&u & pham vi ndi bd, hudng ndi, chua chi trong vao cdc y€u td hudng ngoai (tinh
ning dong, nhitng y tudng sdng tao ddt pha, kha ning linh hoat, tu thich @ng dé
phét trién,...). Chuong trinh sdng ki€n cai ti€n tuy ting nhanh vé s& lugng nhung c6
muc do hiéu qua ting chua tuong xing.

- Chua x4y dung dugc chuong trinh cu thé d€ x4c dinh nhu ciu va danh gia
hiéu qua dao tao trong cong ty.

- Su hop tdc, phdi hgp trong cdng ty con & pham vi nhd, thuc hién theo trach
nhiém cong viéc va dya trén cdc mdi quan hé cd nhin la cha yéu.

- La mot chuong trinh thudc Nhdm Bén viing, tuy nhién chuong trinh vin héa
Liksin chua tao dugc quan hé gdn b6 nhu mong mudn véi cidc chuong trinh, chién
luge khac trong cong ty.

2.3.2-  Danh gia loai hinh vin héa Liksin

Véi viéc chuyén ddi sang mo hinh hoat dong mdi (Téng cong ty, Me — Con,
da nganh nghé), ban thin vin héa t6 chifc ciing cin phdi dudc di€u chinh phit hop
vdi nhitng yéu ciu clia mdi trudng bén trong ldn bén ngoai dang thay d6i. Vi thé,
viéc diu tién 1a phdi dinh gid dugc hién trang clia vin héa t6 chiic cla Liksin.

D¢ tai chon cdch phin loai va d4dnh gid vin héa td chitc cong ty Liksin theo
phuong phdp dinh lugng dua trén ciach phan loai “khung gia tri canh tranh” va bo
cong cu OCAI va MSAI cia Cameron/Quinn (da dé cap & muc 1.3).

2.3.2.1- Muc tiéu va doi tugng nghién ciiu
* Muc tiéu nghién citu
(1) Xéc dinh loai hinh ctia vin héa Liksin trong hién tai va mong muén &

tuong lai.
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(2)  Danh gid mic d0 manh/yéu cia vin hda Liksin (su nhat tri, chia sé
d6i v6i cdc gia tri viin héa) thong qua phan tich hanh vi vin héa.

(3)  Pdanh gid cdc k§ ning quéan tri hién tai, so sinh vdi mic dd quan
trong can c6 trong qua trinh phat trién cia Liksin. Tir d6 c6 co s¢ dé xuit gidi phap
hoan thién k§ ndng qudn tri.

* D1 tugng nghién ciiu

(1) Toan bo cdn bo chli chdt ctia Téng cong ty Liksin (tif cdn bd quan 1y
cip cao dé&n cAp co s6).

(2) M3 rong dén modt s6 doi tudng 1a ngudi lao dong khong la cdn bo
qudn Iy nhung c6 tay nghé va kinh nghiém Iam viéc lau nim tai Liksin (trén 10
nim). Ty 1&é md rong nay khong vudt qua 10% vi ddi tugng nay cé thé hi€u vé
vin héa Liksin trong thdi gian qua, nhung lai khong dd thong tin dé ddnh gid tiéu
chi vé k¥ ndng, hiéu qud qudn Iy chinh xdc nhu cdn bod quén tri chd chdt dudng
nhi€ém.

2.3.2.2- Thiét ké nghién citu danh gid

*  Phuong phdp nghién ciuu: V3&i phuong phdp nghién cttu hanh dong da
chon, d€ tai ti€n hanh diéu tra phadn nhém va thdng ké cédc gid tri dinh lugng bing
bang cau hdi (check list) khong ky danh.

Céc bang tr3 15i n€u c6 hon 5% 6 d€ trong (khong trd 13i) hodc tra 13i vuot
qué s& lwa chon qui dinh (d4nh diu tr 2 lya chon tr lén trong thang do dinh
khodng) dugc xem la khong hdp 1€, sé bi loai trong qud trinh thong ké.

*  Thang do chii yéu: St dung 2 loai thang do

- Thang do tdng c6 dinh (fixed or constant sum rating scale), thudc

nhém thang do danh gid, d€ phan loai mic dd phit hgp clia titng y&u td.

- Thang do d4nh gid dinh khodng c¢6 di€m trung hoa, véi 5 diém qui

udc trude.

*  Thiét ké bang cdu hoéi
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Bdng cdu héi I : (Phu luc 2.2) Lap cdc tiéu chi phan loai d6i tuong diéu tra

theo cdc phdn nhém sau
u  Khu viee lam viéc (Vin phong Tdng cong ty, cac xi nghiép truc thudc
va cac cong ty con thanh vién)
w  Céc phan nhém khéc: Cdp qudn 1y, Tudi doi, Thoi gian lam viéc, Gidi
tinh, Trinh dj hoc védn, Trinh dé chinh tri.

Trong pham vi va qui md cla dé€ tai, tdc gid sé tAp trung phan tich theo phin
nhém “khu vic lam vige”. Cdc phan nhém khdc: Cdp qudn 1y, tudi doi, gidi tinh,
tham nién, chuyén mén, chinh tri van thu thip thong tin, nhung s€ st dung cho
nhitng nghién ctfu phan tich vé sau.

Bang 2.4 : Pham vi nghién cifu theo phdn nhém cta lugn vin

Xdc dinh logi | Xdc dinh loai Ddnh gid ky Ddnh gid miic do
Phin nhom hinh qua nhdn | hinh qua hanh vi | ndng qudn ly quan trong cua

thiic ting xu ky ndng qudn ly
Toan bo miu Nghién cttu | Nghién citu Nghién citu Nghién citu
Khu vuc Nghién citu | Khong Khong Khong
Cap quan ly/ Tudi
g(j;/l t?r?}?/mChEl;énri Khong Khong Khong Khong
mon/ Chinh tri

Bdng cdu hoi II: (thudc cong cu OCAI). Pugc thiét k€ trén cd sd cdc dic

di€m phan loai ctia 4 loai hinh vin héa (dd néu tai muc 1.3, Phu luc 1.3 va 1.5).
Lap danh muc cac ciu hoi (Phu luc 2.3 - DPdnh gid loai hinh vdn hoa qua

nhdn thiic) d€ x4c dinh loai hinh vin héa (trén cd s§ phan loai “Khung gid tri canh
tranh” cda Cameron va Quinn, da phan tich trong phan 1.3). Mdi cAu hdi sé& c6 4
lua chon twong Gng véi 4 loai hinh viin héa. P nghi cdc doi tugng ddnh gid xédc
dinh mdc dd phit hgp clia 4 (bon) loai hinh vin héa c6 thé dinh lugng dudc. Qui
udc:

- Vinhéa cong dong (ky hiéu A) : Ning dong sdng tao, huéng noi

- Vin héa riéng biét (ky hiéu B) : Ning dong sdng tao, huéng

ngoai
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- Vinhda thi truong (k¥ hiéu C) : On dinh ki€m sodt, hung ngoai

- Vian héa thit bdc (ky hieu D) : 6n dinh ki€m sodt, hudng ndi

Thuc hién ddnh gid trén 6 tiéu thic: (1) Ddc tinh chung nhdt (moi truong
lam viéc), (2) Nguoi lanh dao, (3) Qudn Iy nhdn luc, (4) Tinh gdn bé, (5) Trong
tam chién lugc va (6) Tiéu chi thanh cong ciia cong ty. S& dung thang do tong cd
dinh (100 diém), thudc nhom thang do ddnh gid, dé€ xac dinh mitc d@6 phu hdp clia
tirng loai hinh tir 0 di€m (hoan toan khéng phit hop) d&€n 100 di€m (hoan toan phix
hop). Téng s6 mitc dd phit hgp clia ca 4 loai hinh trong mdi tiéu thic dudc 4n dinh
12 100 di€m (nhu vy, gid tri trung binh mdi loai hinh vin héa 1a 25 diém).

Bdng cau héi III: (thudc cong cu OCAI). Pudc thiét k€ dya vao cdc dic

di€m phan loai 4 loai hinh vin héa (Phu luc 1.5) d€ chi ti€t héa thanh cdc hanh vi
ng x{ dic trung véi tirng loai hinh. Trong dé tai, thi€t k& tdng cdng 60 (sdu mudi)
cau hdi vé hanh vi trng x{ cho 4 loai hinh viin héa. Mdi loai hinh ¢6 15 cau hdi tric
nghiém (Phu luc 2.4 - Bang cdu hoi II1: Xdc dinh logi hinh vdn héa qua hanh vi
ng xu).
Trong d6, cac cAu hdi tudng ng vdi tirng loai hinh vian hda la:
Loai hinh A: cau [, 5, 12, 13, 18, 20, 21, 22, 23, 24, 25, 47, 48, 49, 50.
Loai hinh B: ciu 2, 8, 9, 14, 26, 27, 28, 29, 44, 45, 46, 51, 52, 53, 59.
Loai hinh C: cdu 3, 6, 7, 15, 30, 31, 32, 33, 35, 41, 42, 43, 54, 55, 60.
Loai hinh D: cau4, 10, 11, 16, 17, 19, 34, 36, 37, 38, 39, 40, 56, 57, 58.
S& dung thang do dinh khodng cé diém trung hoa véi 5 diém qui udc trudc dé
ddnh gia mdc dd nhat tri, chia sé vin héa t§ chic thong qua hianh vi Gng xi¥ cda
cac doi twgng. Nhu vay diém trung hoa (“Cé mot chut ding, mot chit khong
diing”) trong bang ciu hoi III 1a mic 3.
Mdc 1 Mdc 2 Mdc 3 Mdc 4 Mdc 5

Hoan toan khong Khong diing M{t chiit ditng, mt chidt  Diing Hoan toan diing

diing khong diing
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Bdng cdu héi IV: (thudc cong cu MSAI). Cac cau hdi dugce thi€t k& dua trén

viéc phan nhém cdac k§ ning quan ly trong cong ty theo ting loai hinh vin héa
(Phu luc 1.6). Cameron/Quinn dua ra 12 (mudi hai) k§ ning cho 4 loai hinh, mdi
loai hinh ¢6 3 k§ ndng quén 1y tuong ¥ng. (Phu luc 2.5 - Bang ciu héi IV : Panh
gia hiéu qua cua Ky ning quan 1y)

S& dung thang do dinh khodng cé diém trung hoa véi 5 diém qui udc trudc dé
danh gid mic dd thanh thao, hiéu qua cdc k§ ning quin 1y hién cé clia doi tugng
khao sat. Trong d6 cac k§ nang dugc phan nhém theo tirng loai hinh van héa. Cu
thé:

Loaihinh A: K§ynidngl,2,3
Loai hinh B: K¥ ndng4,5,6
Loai hinh C: K¥ ndng?7,8,9
Loai hinh D: K¥ ndng 10, 11, 12

Mdc 1 Mdc 2 Mdc 3 Muc 4 Mdc 5

Yéu Tam dugc  Trung binh Tot Xudt sdc
Nhu vay trong bang cau hdi IV, di€m trung hoa (“Trung binh”) 13 mic 3.

Bdng cdu héi V: (thudc cong cu MSAI). Pudc thiét k€ nhim muc tiéu danh

gid mic dd quan trong cia cdc ky ning quin ly d6i v6i sy thanh cong trong to
chiic (ciing tric nghiém theo 12 k¥ niing da dp dung trong Bdng cdu héi IV nhung
v4i ndi dung xac dinh mic dd quan trong cia cac k¥ nang).

S& dung thang do dinh khodng cé diém trung hoa véi 5 diém qui udc trudc dé
ddnh gid mdc dd cin thi€t, quan trong. (Phu luc 2.6 - Bang ciau héi V: Panh gia

mifc do quan trong). Trong bing cAu hdi V, di€m trung hoa (“Quan trong”) 1a

muc 3.
Mdec 1 Muc 2 Mdc 3 Muc 4 Muc 5
It quan trong Co miic dp quan Quan trong Rdt quan trong Cuc ky quan trong

trong vita phdi
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2.3.2.3- Thu thdp thong tin va phuong phdp xit ly thong tin

* Thu thdp thong tin

TAt cd d6i tugng nghién cttu & muc 2.3.2.1 déu dugc gdi bang cau hdi diéu
tra. Ti 1& khdo sdt 14y miu 12 100%, vi thé khong can phai ki€ém dinh ddi vdi cic
mau thu thap dugc.

Téng s6 bang cau hdi gdi di 12 64 bing, thu vé dugc 57 bang (ty 1& 89% hoi
dap). Trong d6 c6 53 bang tra 16i hop 1€, va 04 bang khdng hgp 1€ (qui dinh & muc
2.3.2.2). Nhu vay, s6 mau nghién citu chinh thic 13 cdc phi€u hdi ddp hdp 1&, dat i
1&¢ 83% so6 phi€u phat ra.

* Phuong phdp xi ly thong tin

(1) Thong ké thong tin dé phan loai nhém (theo muc 2.3.2.1) doi véi
bdng cdu héi I. Trong pham vi dé tai s& phan tich theo phan nhém “Khu vic lam
viéc” gom 3 khu viee chii yéu: Vin phong tdng cong ty, 3 xi nghiép thanh vién va 3
cOng ty con.

(2)  Thong ké s6 liéu thu thap dudc d€ c6 gid tri titng loai hinh vin héa
theo 6 tiéu thic tir bdng cau héi II (4 loai hinh - 6 tiéu thitc chii yéu - Pdnh gid hién
trang/Mong muén tuong lai). (Phu luc 2.7 - Xdc dinh loai hinh van héa hién trang
va Phu luc 2.8 - Xdc dinh logi hinh vidn héa mong muén tuong lai).

Tinh gi4 tri trung binh cong clia ting tiéu thic, tdng hdp cac tiéu thic va si
dung bi€u db rada d&€ thé hién loai hinh vin héa (Hién tai/Tuong lai) trén cd s&
nhan thic cda ddp vién. Ngoai ra, dé tai phan tich thém theo phan nhém khu vuc
trén 6 tiéu thitc ddnh gia (da dé cap & muc 2.3.2.2, bang 2.4). K&t qua tdng hop thé
hién & Phu luc 2.11.

(3)  Thong ké s6 liéu thu thap dudc tir Bdng cdu héi Il (tong cong 60 cdu

héi), tinh gid tri trung binh cong cla cdc ciu hdi va tdng hdp gid tri trung binh
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cong cua cdc loai hinh vin héa tuong dng. (Phu luc 2.9 - Xdc dinh loai hinh vin
héa thong qua ddnh gid hanh vi éng xi).

So sanh S& liéu/Bi€u dd rada tit Phu luc 2.7 véi Phu luc 2.9 dé€ d4nh gia
muc dd tuong dong gitta Nhdn thitc va Hanh vi iing 1tng xit theo gid tri cot 16i cla
vin héa Liksin. Pay 12 cdch ddnh gid dinh lugng mdc do manh/yéu cia vin hda to
chuec.

(4)  Thong ké viéc ty ddnh gid clia cdc doi tugng di€u tra vé k§ ning
qudn tri hién tai tit Bdng cdu hdéi 1V (Miic d) thanh thao doi véi 12 k¥ ndng qudn
Iy). Tuong tu, thong ké sy danh gid cla cdc d6i tugng vé tim quan trong cin cé
cia cdc k¥ ning quan tri t&t Bdng cdu héi V (Miic dj quan trong ciia 12 ky ndng
quan ly).

Tinh gid tri trung binh cdng cla cdc k¥ ning tuong dng vdi tirng loai hinh
vin héa. (Phu luc 2.10 - Két qua ddnh gid miic dp thanh thao va quan trong ciia
ky ndng qudn ly). Cac gia tri chénh 1éch (18y gid tri Tu ddnh gid trit di gid tri Mic
dé quan trong) sé thé hién § cdc mic dd dat hay chua dat yéu ciu vé nhitng k¥
niang can cé. Theo Cameron/Quinn :

Pat yéu cau : Mic chénh léch > - 0,05 trd 1én

Hoi yéu : Mittc chénh léch tr >- 0,5 dén - 0,05
Yéu : Mitic chénh léch <-0,5 dén -1
R4t y&u : Mic chénh léch < -1

Téng hdp két qua sd lidu hdi ddp tit Bdng cdu héi IV va V s& 1a c¢d s& phan

tich cdc k§ ning c6 mic dd quan trong nhung con yéu clia doi tuong khio sit (cdn

bo chii chdt) so vdi yéu cau ciia cong ty. T d6 c6 cin ctf d€ xuat gidi phdp khic

phuc, hoan thién trong tuong lai.

2.3.2.4- Két qud phén tich
X4 Xdc dinh loai hinh van héa Liksin

> Loai hinh téng qudt
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K&t qua khio sat c6 dude nhu sau: (Xem Phu luc 2.11 : Tong hop két

qud diéu tra xdc dinh loai hinh vin héa - phdn 1)

Bang 2.5 : Xdc dinh loai hinh vdn héa hién trang (sdp xép theo thif tu uu tién)

LOAI HINH PANH GIA HIEN TRANG

6 Tiéu thiic Tong qudt Phan theo khu vue
Vdn phong 3 Xinghiép | C.ty con
Téng hgp 6 tiéu thite A,D,B,C |A,D,B,C [D,A,C,B [A,D,B,C
1 | M6i trudng lam viéc C¢,D,B,A |[D,C,A,B [C,D,B,A D,B,CA
2 | Ngudi lanh dao AB,D,C |A,D,B,C |B,A,D,C |A,B,D,C
3 | Qudn tri nhan lyc A,D,C,B |A,D,C,B |D,A,C,B | A,D,C,B
4 | Cd s8 gén b6 A,D,B,C |A,D,C,B [D,A,B,C [A,B,D,C
5 | Trong tim chié€n lugc A,D,B,C A,D,B,C [A,D,C,B [A,D,C,B
6 | Tiéu chi thanh cong A,B,D,C [A,B,D,C D,B,A,C |A,B,D,C

Bang 2.6 : Xdc dinh loai hinh vin hoa mong mudn tuong lai (theo thir tu wu tién)

LOAI HINH MONG MUON TUONG LAI

6 Tiéu thiic Tong qudt e
Vin phong 3 Xinghiép | C.ty con
Téng hgp 6 tiéu thite A,B,D,C |A,D,B,C |A,D,B,C |A,B,D,C
1 | Mdi trudng lam viéc D,C,B,A |D,C,B,A [C,D,A,B B,D,C,A
2 | Ngudi lanh dao AB,D,C |A,B,D,C |[B,A,D,C [A,B,D,C
3 | Quan tri nhan lyc AC,D,B [AC,D,B |A,D,C,B |A,B,C,D
4 | Cdsb gén b6 A,B,D,C |A,D,C,B |A,B,D,C |A,B,D,C
5 | Trong tAm chién lugc ACB,D A,B,D,C |A,C,B,D |[A,C,B,D
6 | Ti€u chi thanh cong A,B,D,C [A,B,D,C |A,D,B,C [A,B,D,C

Tir k&t qua khdo sat cda Bang 2.5, ta c6 két qua tdng qudt loai hinh Vin
héa Liksin hién trang: La loai hinh thién vé vdn héa cong dong (A) va vdn héa

thit bdc (D). Hai loai hinh vdn hoa riéng biét (B) va thi truong (C) dudgc danh gia
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& mitc dd thap hon. Nhu vay, loai hinh viin héa t6 chiic hién tai ca Liksin mang
tinh hudng noi cao.

Trong tuong lai cdc doi tugng khdo sat mong mudn loai hinh viin hda thay
ddi khong 16n so vdi hién tai (Bang 2.6): Duy tri tinh céng dong (A) & mic dd
cao, dong thdi ting cudng tinh déi mdi, ndng dong, sdng tao (B). On dinh nhu
hién trang tinh thi truong (C) va gidm b6t tinh kiém sodt qui trinh, hé théng (D).
Nhu vay, vin héa Liksin tuong lai trong nhan thdc cda cdc doi tugng khdo st
van ddnh gid cao miic dp huéng néi, nhung c6 xu huéng mong muodn ting
cuong hon miic dp huéng ngoai. Tuy nhién mic d0 mong mudén huéng ngoai

thay ddi khong nhiéu.

Bidu db 2.2a : LOAI HINH TONG QUAT (6 tiéu chi)
AN B
30
' — Hién tai
20 N
N — Tuong lai
Téng quit | A B cC| D
D C Hién tai 29 23 22 27
Tuong lai 29 25 22 24

Bidu dé 2.2b : LOAI HINH TONG QUAT (6 tiéu chi) - TUGNG LAI

VP -3 XN - Cty Con
40 _

30 | — VP
—— Cac XN

Cty Con

A

\ T l Tongquiat | A | B | C | D

- = VP 29 | 25 | 21 | 25

XN 27 | 24 [ 23 | 25

D + CtyCon | 32|27 | 20 | 20
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DPénh gid phan tich cdc khu vyc cho thdy mic do khac biét khong nhiéu.
Riéng cdc cong ty con danh gid loai hinh viin héa v6i tinh doi mdi, ning dong, sdng
tao can dudc vu tién hon so vdi loai hinh vin héa kiém sodt vdi hé thdng qui trinh
chdt che.

Pay la bi€u dd thé hién loai hinh tdng quit chung, dugc danh gid trén cd s&
gia tri binh quain tng hgp 6 (sdu) tiéu thitc clia toan thé miu diéu tra, c6 phin chia
theo khu vuc. Viéc di sdu phan tich riéng cdc tiéu thitc sé dé cap & phan ti€p theo.

> Phan tich theo 6 tiéu thiic

Ddc tinh chii yéu bao triom: Pugc hi€u 1a moi trudng 1am viéc chung trong
Tf;ng cong ty. Trong hién tai, loai hinh vdn héa Liksin vGi dac diém dinh hudng
vao két qud, sw canh tranh (C) véi tinh kiém sodt hé thong (D) dugc d4anh gid dang

chi€m ty 1& cao. Pi€u ndy cho thdy mdi trudng lam viéc hién tai cia Liksin mang

tinh hé thong, qui trinh, c6 ciu tric chit ché véi tinh than canh tranh va dinh huéng
vao k&t qud cong viéc. Trong tuong lai cdc hoat dong clia Liksin c¢6 xu huéng duy
tri moi trudng lam viéc nhu hién tai (duy tri tinh cdng dong, than thién, tinh hé
théng, kiém sodt). Pong thdi mong mudn can gia ting tinh ndng dong sdng tao (B).
Trong d6 xu huéng ddnh gid mitc d6 uu tién cla tirng khu vuc 1éch nhau khé nhiéu.

Khu vuc vin phong va 3 xi nghiép thanh vién truc thudc déu mong mudn
gia ting sy dinh hudng vao thi truong trong moi truong lam viéc (C), nhung khu vuc
vin phong thi dé cao tinh kiém sodt hé théng (D). Con céc xi nghiép truc thudc
mong mudn duy tri tinh thi truong (C) song song vSi hé thong ki€m sodt chdt ché
(D), tinh céng déng (A) va yéu td ndng dong sdng tao (B).

Riéng céc cong ty con mong muén mot moi trudng 1am viéc mang tinh ndng

dong, sdng tao, ddi mdi (B) véi mic @6 uu tién hang diu.
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Bi€u dé 2.3a : PAC TiNH CHU YEU

30
A B — Hién tai
20
Tudng lai
10
+ i }
Dictinhchiyéu | A B|C|D
Hién tai 19 | 21 | 31 | 29
Tuong lai 19 |24 | 27 | 30
D T C
Bi€u @ 2.3b : PAC TINH CHU YEU - TUONG LAI
VP -3 XN - Cong ty Con
40 VP
A 30 + /\B — 3 XN
207 Cty Con
Dic tinh chi yéu A B C D
VP 14 19 28 38
3 XN 23 22 30 25
Cty Con 16 32 22 30

Nguoi lanh dao: dugc cic doi tugng khio sat danh gid hién tai ciing nhu
mong mudn trong tudng lai 12 miu ngudi cé uy tin, nudi dudng tinh than céng dong

(A), vira c6 tinh than d6i mdi, ndng luc sdng tao (B), va ddng thdi phai cé khd ndng

phoi hop, t6 chitc nhdm ndng cao hiéu sudt cong viéc chung (D).

Trong tuong lai, xu hudng uu tién cda ting khu vuc khéng c6 chénh léch

nhiéu. Riéng cdc cOng ty con mong mudn ngudi lanh dao ciia minh can duy tri va

phat huy tinh than cong déng (A) nhiéu hon.
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Bi€u @6 2.4a : NGUOI LANH PAO

40 7
A 30 1 /B —— Hién tai
T Tuong lai

10

Lanh dao A B C D
Hién tai 31 | 27 | 16 | 25
Tuong lai 30 | 30 | 15 ] 25

Bi€u d6 2.4b : NGUOI LANH PAO - TUONG LAI
VP -3 XN - Cty Con

40 T
Ax 30 T B — VP
— 3 XN
CTy Con

10 +

Lanh dao A B C D
s 30 | 30 | 13 | 27

3 XN 27 | 30 | 16 | 27
Cty Con 37 129 | 14 | 20

Qudn tri nhédn lyc: Hiu hét k&t qua thu thap kh4 nhat tri vé phong cdch
quan tri nhan lyc trong hién tai mang tinh dong doi, hop tdc, mé réng quyén tu chii
(A). Bong thdi phai tudn thii chdt ché vé qui trinh hé théng va an toan trong cong
viéc (D).

Trong tuong lai, ddi tugng khdo sit mong mudn cdng tic quan tri ngudn

nhan luc cta Liksin can dé cao tinh ndng dong, déi mdi, sdang tao (B) va dinh hudng
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vao két qud vdi tinh thdn canh tranh cao (C). Tuy nhién mitc & mong mudn thay
ddi khong qué nhiéu.

Phan tich tirng khu vuc cho thdy ¢ su danh gid khdc nhau. C4c cong ty con
cho ring cong tdc qudn tri nhin luc cda Liksin cAn phdi dua trén co s§ sy dong
thudn, lién két phdi hop, tu chii (A), ddng thdi phat huy tinh ndng dong doi mdi va
khd ndng cdi tién, tu hoan thién (B). Cdc xi nghiép thi xem trong ca hai tinh chat
lam viéc dong déi, véi suw dong thudn tham gia ciia moi nguoi (A), va su an toan cho
cong viéc vdi tinh 6n dinh, dy bdo dugc (D). Riéng khu vuc vin phong mong mudn

dé cao tinh hoat dong dong thudn, dong doi (A).

Biéu dd 2.5a : QUAN TRI NHAN LUC

40 1
—— Hién tai
A 30 B
—— Tuong lai
0 1
Nhén lyc A B C D
Hién tai 34 15 | 23 | 28
Tuong lai | 31 21 25 | 23
D C :

Bi€u dé 2.5b : QUAN TRI NHAN LUC - TUGNG LAI
VP -3 XN - CTy Con

40 -+

A v /B — VP
2 — 3 XN
o 1 CTy Con
\ : :
1 \ Nhén lue A | B c| D
x| VP 37 | 18 | 25 | 20
T 3 XN 28 19 25 28
D C Cty Con 33 | 27 | 24 | 17
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Vé miic dp gdn bo ciia cong ty: Trong hién tai mang ning tinh truyén théng,
su tin cdy vdi long trung thanh va tdn tuy (A). Hai dic tinh: Hoat dong duwa trén
chinh sdch, su van hanh tréi chdy, nhip nhang (D), va Su tich cuc nhiét tinh sdng
tao (B) dugc ddnh gid mic trung binh. Riéng tinh Pjnh hudng chii yéu vao két qud,
su thanh céng ciia cong ty trén thuong truong (C) dudc ddnh gid mic hoi thap ca
trong hién tai 1An tuong lai.

Da&i vé6i cdc khu vuc, mic 6 ddnh gid tuong d6i ddng dang véi loai hinh (A)

va (B), C4c loai hinh kh4c tuy c6 mitc chénh 1éch nhung khong qué nhiéu.

Bidu dd 2.6a: MUC PO GAN BO

40 — Hién tai
= Tudng lai

Gin bé A B C D
Hién tai 31 | 23 | 20 | 26
Tuonglai | 33 | 25 | 20 | 22

Bi€u db 2.6b: MUC PO GAN BO - TUGNG LAI
VP - 3 XN - Cty Con

A 307 B — VP
. / — 3 XN

‘ Cty Con
10+ /
I |
Giin bé A B C D
VP 34 | 21 | 23 | 23

3 XN 30 | 26 | 21 | 23
D 1 C CtyCon | 38 | 27 | 17 | 18
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Trong tam chién lugc: D4nh gia hién tai tuong doi ddong déu cho 4 loai hinh,
trong d6 loai hinh (A) chii trong vao tinh 6n dinh, bén viing trén co sé phdt trién
nguén nhan lyc chi€m uu thé. Cdc doi tugng khdo sit danh gid trong tuong lai,
trong tam chién lugc khong thay ddi nhiéu, nhung cin thiét phai gia ting mic do
huéng ngoai véi tinh than canh tranh trén thuong truong (C) va gidm bt mitc do
huéng ndi, cu thé 1a gidm bdt ty trong tinh kiém sodt hé thong (D).

Mic di mong mudn duy tri loai hinh (A) & mic do cao, nhung cdc khu vuc
c6 thit ty vu tién vé trong tAm chi€n lugc khac nhau. Bo phin vin phong: mong
mudn tip trung vao nhitng ngudn luc mdi, va nhiing thdch thitc cao hon hién tai (B).
Con 3 Xi nghiép truc thudc va cac cong ty con lai c6 xu hudng gia tang nhitng hoat

dong canh tranh trén thuong truong (C).

Bi€u dd 2.7a: TRONG TAM CHIEN LUGC

40

A 30 B —— Hién tai
—— Tuong lai

\20

10

Chién lugc A|B|C|D
Hién tai 20124 | 22 | 25
Tuong lai 30 | 24 | 25| 21

Bi€u d6 2.7b : TRONG TAM CHIEN LUGC - TUGNG LAI
VP -3 XN - Cty Con

T — 3 XN
Cty Con

Chiénluge | A | B C| D
VP 31 30 20 20

T 3 XN 28 | 23 | 27 | 23
1 C Cty Con 32 | 22 | 27 19
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Co 56 ciia sy thanh cong: Pay 1 tiéu chi duy nhat c6 sy nhat tri cao giita
cdc khu vuc khi ddnh gid vé co s3 thanh cong cta Liksin c3 trong hién tai vdi
tuong lai.

Céc thit ty vu tién duge x4c dinh 1a (A, B, D va C): Thit nhét la, su nhay
cdm va quan tdm dén con ngudi, nguén nhan lyc véi moi truong lam viéc dong doi,
phdi hop 16t (A); Thit hai, trén cd s§ su d6i mdi va phat trién cdc sdn phdm, dich vu
doc ddo (B); Thit ba, khd ndng diéu hanh, kiém sodt véi hiéu sudt cao va vian hanh
tréi chay cia hé thong (D); Va thi tu, loai hinh vin héa thi trudng (C) viéc thanh
cong dugc dua trén co so cia su canh tranh viuot troi trén thuong truong dugc danh

gid kha thap (tr 15 = 20).

Bidu dé 2.8a : TIEU CHI THANH CONG

40
A 30 4 B — Hién tai
. — Tuong lai
0 4
1 1 = 1 f 1 1
1 Thinhcéng | A | B | C | D
T Hién tai 29 | 26 | 20 | 25
Tuong lai 30 |27 19 | 24
D + C

Bicu db 2.8b : TIEU CHI THANH CONG - TUONG LAI
VP -3 XN - Cty Con

40 -
30 L __
A B VP
— 3 XN
— Cty Con

Thanhcong | A B C D
VP 30 | 26 | 19 | 25

3 XN 27 26 | 20 | 27

Cty Con 38 | 28 | 15 | 19
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o Ddnh gid mitc dp “manh/yéu” ciia vin héa Liksin

Stic manh ciia mot nén vin héa td chitc duge xdc dinh bdi mic d6 anh
huéng clia né d€n nhin thifc va nhitng hanh vi tng x& phd bi€n, chung nhit trong
hién tai ciia dai b6 phan thanh vién. Hay néi mot cach khac né sé€ thé hién su
tuong dong, nhdt qudn gitta nhdn thitc va hanh vi iing xi trong moi van dé cda to
chuec.

TU nhitng s6 liéu khdo sit ctia bAng cau hdi III (x4dc dinh loai hinh viin héa
thong qua ddnh gid hanh vi vin héa). Ta c6 két qua & Phu luc 2.11 - Tong hop két

LN , o o N 9 », A N e T A 2, o R A
qud diéu tra xdc dinh logi hinh vdn hoa - phan 2 va thé hién & bi€u do rada sau:

Bi€u dd 2.9 : XAC PINH LOAI HINH VAN HOA LIKSIN
Thong qua danh gia hanh vi {ng xi

(9]
»

A

N8}

—— Sé'liéu Phu luc
2.12, phéin 2

A
v

K&t hop hai bidu o 2.2a vihidu | ®wnvi | a [ 8 [ ¢ [ o
D C ung xu 3,80 | 3,57 | 3,44 | 3,58

Bi€u dé 2.10 : PANH GIA MUC PO MANH/YEU VAN HOA LIKSIN

A
v

——— Loai hinh van hdéa hién tai
(qua danh gia nhan thdc)

T Loai hinh van héa (qua
D C danh gia hanh vi)
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Nhu vay loai hinh vdn héa Liksin da dugc xdc dinh qua nhin thitc danh gia
hién tai (Bi€u dd 2.2a - Hién tai) va thé hién qua hanh vi tng x& (Bi€u dd 2.9) c6
sy tuong ddng khd cao: Loai hinh vin héa sip x&p theo tht tu cda ca 2 biéu d6 1a
vdn héa céng dong, thit bdc, riéng biét va thi truong (A, D, B va C) véi mitc do

chénh léch khong nhiéu. Qua d6, tic gid két ludn: Vian héa té chic Liksin trong

hién tai dang & mic do manh vi c6 sy nhan thifc nhat tri (sy chia sé), th€ hién qua
nhitng hanh vi vin héa chung (cudng dd) ctia cidc doi tugng khdo sdt1a can bd chi
chdt trong cong ty.

Nhan xét:

(1)- DE& dang nhan thdy loai hinh vdn héa céng dong (A) ludn 1a su lua
chon wvu tién hang diu cla cdc doi tugng khdo sat. Thit hai, 12 loai hinh vin héa
thit bdc (D) v6i dic thu 13 sy ki€m sodt hé thdng cao. Ping thit ba 13 loai hinh vdn
héa riéng biét (B) véi tinh d8i mdi, ning dong, sing tao. VA loai hinh vin héa thi
truong (C) dugc ddnh gid & mic do thap nhat.

Thi tu vu tién theo loai hinh vin héala A, D, B va C.

(2)-  Su khéc biét, chénh léch trong s& liéu khdo sdt cda cdc khu vuc (vin
phong, xi nghiép va cdc cong ty con) 1a diéu tit y&u, vi trén nhitng vi trf, nhiém vu
quan 1y khdc nhau s€ c6 nhitng nhan dinh vd mong mudn khic nhau. Viéc phin
tich nhim d€ nhan bi&t xu huéng riéng clia cdc nhém vin héa nhim Kip thdi phat
huy hoidc diéu chinh véi xu huéng chung ctia md hinh céng ty Me - Con. Nhan xét
chung & khu vuc, qua 6 tiéu thitc, ngoai trix 2 tiéu thitc “Ddc tinh chii yéu”, “Trong
tdm chién luoc” c¢6 mic dO chénh 1éch, thi cdc tiéu thic con lai c6 mitc do danh
gid cao va tuong ddng nhau vé loai hinh van héa cong dong (A). Piéu dé cé nghia
12 cdc cong ty con khi tich ra ¢6 phan héa van con chiu nhiéu 4nh hudng béi cic
gid tri vin héa truyén thdng tif cdng ty me trén nhiéu linh vuc, cu thé 1a vé vai tro
ctia nguoi lanh dao, qudn Iy nhan lyc, sy gdn bé mang tinh céng dong va tiéu chi

cho sy thanh cong.
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K&t qua khdo sdt nay cing c¢d thém cho nhin dinh dinh tinh (da dé cdp &
phadn 2.2.1), ddng thdi xdc dinh mot cach c6 cin cf loai hinh vin héa t6 chifc cia
cong ty Liksin.

Tuy nhién, cAn thiy ring vé mit 1y ludn: mot td chirc dd hinh thanh dugc
nén vin héa clia minh va phit hop vdi tAm nhin, st mang trong tirng giai doan phat
tri€n sé gat hai dudc thanh cOng trong giai doan d6; Nhung li€u loai hinh (m6 hinh)
vin héa dé c6 con ti€p tuc phi hgp, phdt huy hiéu qua trong tuong lai hay khong
thi con nhiéu vain dé ma ban than doanh nghiép can phadi nghién citu thém.

2.3.3- Danh gid cac ky ning quan ly

K9 ndng qudn [y xét trén khia canh vin héa ctia mot t6 chic chinh 14 nhitng
kinh nghiém, tri thic, cach thic hanh x@.. ma cdc thanh vién c6 dugc trong qud
trinh thich Gng v6i bén ngoai va hodi nhap vao bén trong cla t6 chitc d6. Do vay
viéc phan tich ddnh gi4d nhitng k§ ning dugi diy c6 mot vai trd rat quan trong trong
qud trinh hoan thién, di€u chinh vin héa t6 chiic cda Liksin.

Qua k€&t qua thu thap dugc tir hai bdng cAu hdi IV va V, ta ¢6 s liéu (xem
Phu luc 2.10 : Két qud diéu tra miic dj thanh thao va quan trong ciia kj ndng
qudn 1), dugc thé hién qua bang sau:

Bang 2.7 : Két qua danh gid ki nang quan Iy va miic do quan trong (Sdp xép

theo loai hinh van héa)
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KY NANG Loai hinh | Tw ddnh | M% Chénh .
Stt s N o . - z, quan - Nhdn xét
Sap xép theo 4 loai hinh vdn héa vin héa | gid trong lech
a b c 1) (2) (1)-2) d
Quén 1y hoat dong nhém/ddi . 3,60 4,29 -0,69 Yéu
2 | Qudn 1y nhitng méi quan hé giita cdc cd Van hoa
an Ly nhithg mot quan ¢ cong 3,85 3,77 0,08 |Dat
nhédn déng
3 2 - “A ’ [ - A :
Qlfan ly viéc phdt trién ndng luc nhdn 3.69 3.88 0.19 Hoi yéu
vién
4 | Thic day sw déi méi .. 1373 4,08 -0,35 Hoi yéu
5 Quan 1y viéc truyén dat tdm nhin tuon Van hoa
by y viee fruyen de & | rieng 3,19 3,98 0,79 | Yéu
biét "
6 Quan 1y viéc hoan thién lién tuc ) 3,58 3,94 -0,36 Hoi yéu
7 Quén 1y canh tranh Vinhéa | 3,33 3,75 -0,42 Hoi yéu
8 Ky ning ddng vién nhdn vién thi 3,88 3,92 -0,04 bat
9 | Quén 1y dich vu khdch hang truong 3,69 4,13 -0,44 Hoi yéu
10 2 - oA A A N “ A 2 - :
Ql}l&Il ly viéc tiép nhdn va diéu chinh vdn ’ 3.44 3.65 021 Hoi yéu
hoa Vin héa
11 | Quan ly hé théng kiém sodt thi bac | 3,23 4,10 -0,87 Yéu
12 | Qudn 1y su phoi hop, hop tdc 3,48 3,92 -0,44 Hoi yéu

Luu y: Trong phudng phdp nghién cttu hanh dong, khi nhan dinh vé pham chit/ning lyc clia
minh, ddp vién thudng c6 xu huéng “ddnh gid lam phdt” (nghia 1a ho ludén c¢é khuynh huéng trd 15i
vilgt hon khd ning thuc t€ clia minh). Do vay s6 liéu thu thap dudc tr két qud “ty ddnh gid”
thudng thap hon thyc t€.

K&t qui trén cho thiy: Cic k¥ ning cda cidn bo chi chdt con nhiéu diém
chua ddp &ng véi mic d6 yéu cau. Cu thé 1a § mot s6 ky ning, nhiéu ddp vién tu
nhan con & mitc Trung binh (Mitc 3), Yéu (Mitc 2) va thAm chi 12 Rt yéu (Muic 1).

C6 thé phan thanh 3 (ba) nhém k§ ning:

Nhém cdc k¥ ning con y&u: Gom ba k§ ning (1) Hoat dong Nhém doi, (5)
Truyén dat tam nhin tuong lai, va (11) Hé thong gidm sdt do luong qud trinh.

Nhém cdc k¥ ning c6 mitc dd hoi y&u: Gom bdy k§ niing (3) Phdt trién ning

lyc nhdn vién, (4) Khuyén khich thiic ddy sy déi mdi, (6) Cdi tién hoan thién lién
tuc, (7) Thiic ddy tinh thdan canh tranh, (9) Pinh hudng vao khdch hang, (10) Ky
ndng tiép nhdn va thay doi van héa va (12) Chia sé thong tin, phdi hgp vdi cdc
phong ban, bo phdn khdc.

Nhém cdc k§ ning ddp dng mitc d6 yéu cau: chi c6 hai k§ ning (2) Gidi quyét

méi quan hé cd nhdn ndi bé va (8) Pong vién nhdn vién.




65

TOM TAT CHUONG II
Pé€ c6 co sd phan tich danh gid & phan sau, ndi dung chuong II 1an lugt gisi
thiéu nhitng nét khai quat chung vé:

(a)  Sd bd vé lich s hinh thanh, phat trién cta cong ty Liksin qua
cdc giai doan tr khi thanh 14p cho dé&n nay. Gi6i thiéu vé Liksin trong giai
doan chuyén thanh mo hinh Téng cong ty.

(b) Cd sG hinh thanh chuong trinh vdn héa Liksin. Cac gia tri vdn
héa Liksin dugc xay dung tir nim 2000: Tam nhin, tu tudng chi dao trén cd
s§ 1y luan da dé cap & phan ly thuyét.

(c) MO tad cdu thanh cla vdn héa Liksin, bao gdém cic biéu
tugng/hanh vi, chudn muc vin héa, cic gia tri cot 16i va 5 (nim) dic trung
ctia vdn héa Liksin.

(d) banh gid chuong trinh vdn hdéa Liksin v6i cac hoat dong da
trién khai cting nhitng k&t qué dat dudc. Tir @6 ddnh gid nhitng k&t qui dat
dugc cling véi nhitng han ch€ clia chuong trinh Vin héa Liksin sau 6 nim
thuc hién.

(e) Phan tich ddnh gid vin héa t8 chic Liksin theo phuong phap
“khung gid tri canh tranh” va b0 cong cu OCAI, MSAI dé x4c dinh loai hinh,
ddnh gid mitc d0 manh/y€u thdong qua viéc phan tich hanh vi vin héa. K€&t
qua dénh gid cho thidy vin héa Liksin dang & mic d0 manh, nhung trong
tuong lai can diéu chinh d€ phu hop véi yéu ciu méi.

(f) ~ DPong thdi danh gid cdc k§ ning quén tri hién tai (theo loai
hinh vin héa) cé so sanh véi miic dd quan trong can c6. Tir @6 xdc dinh cdc
k§ ning con y&u so véi yéu cau d€ 1am co sd cho viéc dé xuit cdc gidi phdp

trong chuong III.
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CHUONG IlI
XU HUGNG VA GIAI PHAP HOAN THIEN
VAN HOA LIKIN

3.1- XU HUGNG HOAN THIEN VAN HOA LIKSIN
Trong thdi gian sip d€n, d€ hoan thién vin héa t& chiic clia minh, chudng
trinh viin héa Liksin can dinh huéng vao cdc van dé sau:
3.1.1- Quan di€m

- Tuong lai s& 13 diéu rat khé cé thé du dodn trudc, va néu c6 thé du dodn
dudc thi phdi mAat rat nhi€u cong sifc va chiing ciing s& nhanh chéng thay ddi. Vi
vy vdAn dé cdt yéu ma linh dao Liksin cAn quan tAm 13 xdy dung dudc mot mdi
trudng vian héa c6 kha ning ty thich nghi v6i nhitng gid tri, bdn sic riéng trong
nhan thdc va hanh vi ¢ng x{ cia moi thanh vién Liksin.

- Viéc ting cudng hon nita cdc yéu t6 hudng ngoai khdng cé nghia 1a tir bd
nhitng y&u t&, nhitng gia tri truyén thdng (tinh céng dong, ddt loi ich chung lén trén,
tinh hé thdng chdt ché...) - 1a nhitng gid tri vin héa c6t 161, di mang lai cho Liksin
trong ching dudng vira qua. Ching han nhu: viéc gidm bdt cac yéu t& hudng ndi
(tinh cdng dong, tinh kiém sodt hé thdng) can dudc hi€u 1a sy diéu chinh cdc mit
hoat dong mot t8 chic (ma nén van héa & dé mang tinh cong dong cao) nhim tang
cudng y€u td ning dong, sdng tao, dinh huéng vao thi trudng va vao hiéu qua cong

viéc trén co sé thay ddi nhdn thitc va diéu chinh nhitng yéu té khong con phi hop

doi véi nhitng yéu cdu mdi. Chic chin ring su bdo thi vé mit truyén thong vin héa

clia t6 chifc s&é din d€n nguy cd suy thodi clia chinh t6 chifc va nhitng thanh vién
trong do.
Vi vay, quan niém vé Lgi ich chung can dudc hi€u & pham vi rong hon. Lgi

ich chung bay gi khong chi 13 1di ich giita c4 nhan - tp thé, giita ngudi lao dong -
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cong ty; Ldi ich chung trong xu huéng mdéi s€ 1a 1gi ich clia cong ty véi ban hang,
vdi nha diu tur (cd dong), vdi ngudi lao dong va cong dong xa hoi.
Y&u t6 gin b6 sdu sic va bén vitng nhat giita cdc don vi thanh vién véi nhau

va trong Téng cong ty bay gid chinh 12 mot chi€n lude chung trén cd s mot tAim

nhin, s mang cing dudc chia sé. Piéu nay khdc véi md hinh lién k&t hop tic trén

¢d sG 1gi ich (hodc 1¢i nhudn) mang lai clia cdc bén trong tirng giai doan.

- Khi d hinh thanh va tao dung dudc mdt nén vin héa td chic, khong c6
nghia 12 doanh nghiép s& ddm bdo thanh cong. C6 thé hinh dung, vin héa t6 chic
giong nhu “phdn hon”, 1a kim chi nam cho nhin thifc va hoat dong clia doanh
nghiép. Doanh nghiép cin phdi cu thé héa tdm nhin, sit mang ciia minh bing
nhitng chié€n ludc, nhitng k&€ hoach thuc hién véi nhitng muc tiéu dugc do ludng,
ki€m sodt chit ché va diéu chinh linh hoat.

- Biéu chinh vin héa t6 chitc khong phai 12 modt quéd trinh nhanh chéng va kip
thdi vdi sy thay ddi xuat phat i moi truong bén ngodi lan bén trong ciia té chitc.
Do vdy, ngudi linh dao cin c¢6 nhitng ddnh gid khach quan, déng thdi phai lién tuc
dinh huéng, truyén dat va tao di€u kién hd trd, khuyén khich d€ cic thanh vién
hi€u va chip nhin con dudng ma ho sé di cling vdi to chic.

3.1.2- Piéu chinh loai hinh viin héa

Trong tuong lai, vin héa Liksin s& dugc diéu chinh theo huéng

“Ddc trung, Phong phu, Hoan thién”
Vin héa Liksin 13 loai hinh vin héa coi trong y&u t& cong ddong va sy ki€m
soat hé thong chit ché. Piéu nay thé hién ré qua k&t qua khdo sit cla chuwong II:
Hai loai hinh nay luén dugc céc cdn bd chi chot ddnh gid cao trong hién tai lin
mong mudn trong tuong lai.
Xui't phat tir thyc tién cong ty Liksin ma hién nay 12 Téng cong ty Liksin: da

nganh nghé, véi nhiéu mé hinh qudn ly khdc nhau cta cic don vi thanh vién thi
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viéc diéu chinh, hoan thién loai hinh vin héa trong tuong lai clia Liksin cAn phdi
ddp tng c4c yéu cau:

- Ti€p tuc k& thira, phdt huy nhitng gi4 tri vin héa truyén thong di tao nén
nhitng thanh cong clia Liksin trong thdi gian qua. P6 1a tinh than cdng dong cao,
hoat ddong mang tinh hé thong va su ki€m sodt chit ché. Trong giai doan mdi, cic
gid tri viin hda c6t 16i nay can ti€p tuc dugc duy tri, cliing c6 va phat huy. Pong thdi
chuwong trinh vin héa Liksin cAn bd sung thém cdc ndi dung hoat dong méi nhim
di€u chinh theo xu huéng phat huy nhitng dic thil riéng clia cdc don vi thanh vién.

- C6 kha ning ty hoan thién d€ thich nghi v6i moi trudng bi€n dong nhanh.

- K&t hop hai hoa cédc dic thd riéng clia cdc don vi thanh vién, cdc cong ty
con véi vin héa chinh thong clia Tong cong ty, d€ Liksin c6 thé phat trién bén
vitng theo taim nhin va dinh huéng chung.

- Khuyén khich, dong vién moi ngudi huéng d€n nhitng hanh vi méi.

- Tdng cudng mitc do hudng ngoai (loai hinh vin héa Riéng biét vdi ddc trung

ciia sy ndng dong, ddi méi sdang tao va loai hinh vin héa Thi truong, dinh hudng

vao ban hang, vao hiéu qud cong viéc vdi tinh canh tranh cao).

D6i véi moi doanh nghiép, loai hinh vin héa thién vé tinh cdng dong, dong
thudn (A) va tinh chdt ché trong qui trinh kiém sodt hé thong (D) chi phit hdp trong
diéu kién khi doanh nghiép c6 qui mé vita va nhé, cong nghé va mé hinh qudn tri
xuyén suét, tuong dong. Vi vay d6i v6i mot doanh nghiép qui mo 16n thi viéc diéu
chinh gidm b6t ty trong y€u td (A) va (D) 1a xu hudng tat y€u. Viéc gidm logi hinh
(A) va (D) cAn dugc hi€u 1a & pham vi quan tri cAp tong cong ty, con ddi véi cic
pham vi nhé hon (cAp cong ty con, cdc xi nghiép, phong ban, cic nhém ddi...) thi

van can phai duy tri  mitc dd phit hdp v6i qui mo, dic trung clia tirng don vi.
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Bidudé 3.1: XUHUGNG PIEU CHINH LOAI HINH VAN HOA LIKSIN

Hién trang va Xu huéng di€u chinh

Hién trang

— Xu huéng tuong lai

— Huéng diéu chinh

3.2- GIAI PHAP HOAN THIEN VAN HOA LIKSIN
3.2.1- Cu thé héa “tam nhin” ciia Liksin
3.2.1.1-  Chia sé tim nhin

Cap lanh dao cao nhit clia Tdng cong ty cian dua ra dugc “mot vién canh
chung” ma moi ngudi, moi bd phan cé thé k&t ndi dugc v6i nhitng vién canh nhd
hon ctia ho. P& moi thanh vién tir trén xudng dudi déu xdc dinh dvoc vai tro ciia
minh, thi khi d6 tat cd s& cing choi chung mot cach déng diéu trong mot dan hoa
tau.

- Linh dao Tdng cong ty can c6 chudng trinh hoat dong cu thé dé cic
thanh vién chii chdt c6 thé tham gia mot cach cé hé thong, cdi md vao viéc “sdng
tao tuong lai Liksin”. D€ déng gép cho tim nhin trong dai han: Liksin s& nhu th&
nio va di vé dau? (tuong ty nhu cudc thi viét vé& “LIKSIN NAM 2010~ da thuc
hién nam 2000). N6i cach khéac, chuong trinh vdan héa Liksin phai dit ra muc tiéu
12 1am cho moi thanh vién (it nh4t 1a & cAp qudn ly co s§ tr§ 1€n) trong bat ky &

cuong vi nao, cdng viéc gi cling phai thdy dudc vai trd cia minh: khdng chi thic
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hién nhitng gi nguoi lanh dao dé ra cho ngay hom qua, ma con phdi nghi ra cdch
ma ho phdai lam ngay héom nay va ngay mai.

- Trén cd s6 mdt tAm nhin rd ring, chuong trinh vin héa Liksin cin
tham muu cho lanh dao d€ xdc dinh nhitng gid tri ¢t 16i ndo s& tao nén hinh 4nh
doc ddo va ly twdng trong tuong lai Liksin, cho di né dugc dién ta bing ngdn tir
nao di nita. D6 c6 thé 1a gid tr1 vdn héa hién hitu hodc 1a nhitng gid tri vin hda
mdi, nhung phdi dugc gin lién véi yéu cau thuc hién tdm nhin da dé ra. Nhitng gid
tri vin héa mdi c6 thé s& 1a sw ndng dong, tinh cong bang va tinh thdin trdach
nhiém...

- V6i muc tiéu gitp cdn bo 1anh dao t cAp co s trd 1én cia Liksin
nhin thic dugc cach titng budc tao dung mdt mdi trudng dén nhan sy thay ddi nhu
12 mdt co hoi thuce sy chit khong phai 1a modt moi de doa: Chuong trinh vin héa
Liksin trong giai doan tdi can tip trung vao viéc thiét k& cdc hoat dong nhim thiic
d4y nhitng ning lyc huéng ngoai (tinh ning dong, sdng tao) va ning cao nhin thic
vé yéu cau canh tranh trén thuong trudng va cd sy canh tranh nhim nang cao ning
luc, k§ ning nhin vién trong cac hoat ddng ndi bo cha Liksin.

3.2.1.2- Truyén dat tdm nhin

Thdi gian qua Téng cdng ty da c6 nhiéu cudc hop cip cao d€ hoach dinh
mot tam nhin va chi€n lugc phat trién dai han clia Liksin. Tuy nhién diéu d6 chua
di d€ tao mot hap luc 16i cudn moi bd phin, thanh vién ciing din than thyc hién.
Can thdy ring, tAm nhin cda Liksin khong phdi 12 bi mat kinh doanh, né cin dugc
phd bi&n rong rdi, 16 rang d€ ddm bio tao ra sy dong tAm nhat tri clia moi thanh
vién tir trén xuong dudi. Pay chinh 12 diéu kién can d€ huéng Liksin d&€n sy thanh
cOng.

Vai tro ciia lanh dao Liksin khong chi ditng & viéc dé ra tAm nhin chi€n lugc
ma con phai st dung moi hinh thic d€ lién tuc truyén dat va gido duc nhan vién

nhiim thay d6i nhn thifc clia ho ddi vdi nhitng thay ddi co ban, nhitng cam k&t vé
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huéng phdt tri€én mdi cla cong ty. Vi vay cdc hoat dong cu thé clia chuong trinh
vin héa Liksin phdi gin lién va nhim thyc hién cho bing dudc yéu ciu nay, dé
lam cho moi thanh vién hi€u tudng tin hon nhitng gid tri va niém tin ma cong ty
mong ddi G ho.
3.2.1.3-  Trién khai tim nhin

Pé€ k&t hop vdi viéc nang cao hiéu qua hoat dong clia chuong trinh vin hda
Liksin, dé tai @& xudt mot s6 gidi phap co ban d€ tri€n khai tAm nhin chién lugc
nhu sau:

% Cu thé héa bing cdc chuong trinh chién luoc va xdy dung ké hoach
& pham vi cdc phong ban, don vi thanh vién

Trén co s& tam nhin dugc xdc dinh, tit cid cdc chuong trinh chién lude (3
nhém, 9 chuong trinh di dé ra) trong 5 linh vuc hoat dong: Tai chinh, Sdn xuAt,
Dich vy, Nghién cttu phat trién-Dao tao va Thuong mai xudt nhip khau (XNK)
cia Téng cong ty cAn phdi dugc cu thé héa, kién tri thuc hién vdi 16 trinh chi tiét.

- Trién khai qud trinh th3o ludn rong rdi trong cdc phong ban, don vi d€ di
d&n mdt k& hoach hanh ddng cu thé véi sy nhat tri cao vé muc tiéu ho mong mudn
trong céc khodng thdi gian han dinh. Viéc nay tuong tw nhu cong tac 1ap k€ hoach
trién khai thyc hién chi tiéu cha't lugng ISO hang nim. Chi khi nao ngudi lao dong
& moi cAp hi€u o va coi d6 1a cong viéc cla ho thi nhitng k& hoach chié€n lugc va
tdm nhin cda Liksin méi c6 tinh thyc t€ va kha thi. Qua d6, linh dao T6ng cong ty
c6 thé c6 cin ci dé xdc dinh, trién khai va diéu chinh co cidu phit hdp trong tirng
giai doan cho 5 linh vuc hoat dong chii yéu cla Liksin (Sdn xuit — Thuong mai
XNK - Dich vu — Tai chinh — R&D, bao tao).
- X4y dyng tiéu chi d4nh gid r6 rang v€ hiéu qud hoat dong cla cic bd phan

phong ban, don vi thanh vién. So két danh gid dinh k¥ nhim phan tich, diéu chinh
chi tiéu k& hoach clia cdc bd phan phong ban, thanh vién trong tirng giai doan, theo

turng chuong trinh hanh dong.
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- Trién khai viéc x4y dung chién ludc phat trién dai han cla cic cong ty con.
C4c chién lugc nay phdi ddp ¢ng it nhat 2 yéu cau: Mét la, phat huy nhitng ddc
trung riéng/nhitng gid tri van héa mdi phdt sinh cia cac don vi thanh vién; Hai la,
phai phit hop va bd sung cho tim nhin, chi€n lugc chung ctia Tdng cong ty.

< Trién khai thong qua cdc Nhém hanh dong ciia doan thé, cdac Nhém
du dn theo chuong trinh muc tiéu, cdc cudc hoi thdao...

- Can thyc hién so két hoat dong clia cdc chuong trinh chién lugc, cla cic
Nhém tinh nguyén, xung kich, ciia cac tiéu ban chuyén trdch... 3¢ danh gid hiéu qua
trong thdi gian qua. Pong thdi xdc dinh rd cdc yéu cau can c6 trong muc tiéu hoat
dong. N&u can, c¢6 thé diéu chinh muc tiéu hoic gidm bdt mot sd chuong trinh
trung 1dp, khong hiéu qua.

- Viéc hinh thanh cic Nhém duw dn, Chuong trinh muc tiéu nhim ti€p cin
chuyén siu mdt s6 linh vuc va phdt trién méi cong nghé, sadn pham, thi trudng muc
tiéu... theo chién lugc chung ctia Téng cong ty. Pic di€m cdc Nhdm du dn, Chuong
trinh muc tiéu cla Liksin 12 dugc hinh thanh khi ¢6 nhu ciu phat tri€n, vdi thanh
phan kiém nhiém tir nhitng cdn bd qudn 1y, chuyén gia cling cdc nhin vién wu td
trong linh vyc lién quan. Cdc hoat dong cia cic Nhém du dn, Chuong trinh muc
tiéu it bi rang budc bdi tinh thit bac, qui trinh hién tai clia hé thong. Do dé tinh
trach nhiém, ning dong, dinh huéng vao két qui sé dudc hinh thanh va ning cao.
Tuy nhién can luu y ki€m sodt dinh huéng theo chi€n lugc chung, ti€n trinh thuc
hién va sd k&t ddnh gid d€ nim bit cd hoi thi trudng hoic diéu chinh hoat dong kip
thai.

- Trién khai thong qua cdc ndi dung hoi thdo chuyén dé. Pay la mot kénh
thong tin mang tinh thdo ludn, cdi md do d6 c6 thé phat hién thém nhiéu géc do
nhin nhan da chiéu d€ qua d6 ning cao hon nhin thic ca nhan vién.

3.2.2- Cu thé héa 5 dic trung viin héa Liksin

LOI iCH CHUNG * HOP TAC * SANG TAO * HOC TAP * TIET KIEM
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Céc dic trung vin héa ¢c6 mdi quan hé hoa quyén, tdic dong 1an nhau nhu
mot tdng thé da dang, phong phi trong ndi tai vin héa td chirc cla Liksin. S& 1a sy
khap khiéng néu chi xem xét mot cdch riéng 1& tirng dic trung, hodc dé cao dic
trung nay ma xem nhe dic trung khéc.

La nhitng théi quen, chudn muc dudc hinh thanh trong qud trinh hoat dong
clia minh, 5 dic trung vin héa Liksin d4 dugc lanh dao Tdng cong ty dién dat
thanh vin ban, phd bi€n va budc diu td chitc hodi thdo véi ndi dung “Ban hiéu nhu
thé nao vé ddc trung vdan héa Liksin” v6i thanh phan cdc cdn bd qudn 1y tir cAp cd
sG trg 1€n.

Trong thdi gian t&i, chuong trinh vin héa Liksin can cu thé héa, chi ti€t hon
cic dac trung chung thanh nhitng dédc trung cu thé & nhim tao nén sy thAm nhuan
hon trong nhan thitc va hanh vi ng x clia moi thanh vién. D¢ tai xin dé nghi mot
s0 giai phap chinh:

- Cu thé héa & pham vi cic cdp phong ban, don vi, t& san xuit. Xuat
phdt tir nhitng cong viéc, chuyén mon khac nhau ciia cdc bd phan (phong ban, t6...),
viéc tri€n khai 5 dic trung vin héa chung can dudc lanh dao cdc cdp van dung
thanh nhitng dic trung cu thé clia bo phan, don vi minh.

Chéng han, dic trung Loi ich chung ctia phong Marketing c6 thé dugc dién
dat nhu 12 ton chi hoat dong, v6i khau hiéu gin lién véi nghiép vu giao ti€p ban
hang: “Trach nhiém hang dau 13 trach nhiém vdi ban hang”. Pdi vdi bd phan tryc
ti€p san xuat 12 “Chat lugng va ding hen”; VGi bd phian qudn 1y chat lugng 1a
“Duy tri tinh 8n dinh va sy ki€m sodt”; VSi bd phin gidi quyé&t khi€u nai clia ban
hang la “Nhanh chdong, kip thdi va tin cay”...

V6i y nghia nhiim tdng kha ning canh tranh ctia cong ty va dem lai hiéu qua
cao hon cho ban hang, dic trung Tiét kiém clia cdc xi nghiép sdn xuat 1a “Lam

ding ngay tir ddu”, ciia bd phan diéu d6 sin xud't cé thé 1a “Chinh x4c, linh hoat”...
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Vé dic trung Sdng tao, tiéu chi cia bd phin tryc ti€p sdn xudt c6 thé 1a
“Pon gidn hon, Ning suat hon”, cia bd phin phdt trién sdn phdm mdi 13 “M6i -

boc ddo - Khac biéthéa” ...

Mgi, déc dao Khéac biét hoa \

Hiéu qua Canh tranh

v

Don gian hon Téc dé, ndng suat /

A

S¢ dd 3.1 : Dinh hudng cac hoat dong sdng tao, tiét kiém

- Tao ra su k&t ndi hai hoa giita cdc dic thi cla titng bd phan trong tong thé
cla vin héa, giita muc tiéu cia tirng bd phan v6i sit mang, tim nhin chung cla
Liksin bing nhiéu phuong thitc: thong qua cdc gidi phdp nhu di trinh bay (muc
3.2.1 - Cu thé héa tam nhin), bing cic hoat dong phong trao mang tinh thi€t thuc
clia cdc doan thé, bing cdc cudc hdi thdo, hdi thi, hdi thao... trong don vi va giita
cdc don vi thanh vién trong Liksin. P4y la mdt qua trinh 1au dai, vi vy ban lanh
dao cap cao Téng cong ty can phdi quan tim, kién tri d€ tao dung va cling cd mdi
truong van héa chung cta Liksin.

- Pinh ky hang nim, Tiéu ban vin héa Liksin can c6 cdc hinh thic thu thap
thong tin d€ c6 thé danh gid mdc dd nhan thic ciing nhu hanh vi Gng X cla cdc
thanh vién Liksin. Hoat dong nay nén thuc hién vao khodng thdi gian trudec Ngay
Liksin 24/3, d€ c6 thé tdng hop va cong bd két qua khdo st trong chuong trinh clia
Dai hoi Liksin hang ndm.

3.2.3- Hoan thién hé thong quan tri, kénh thong tin ndi bd
Doanh nghiép s& khong thé ki€m soat dugc diéu gi néu khong c6 mot hé
thdng quan tri dua trén kénh thong tin thong sudt. Pudc vi nhu hé thong cdc mach
mau tuan hoan trong mdt co thé€ sdng, hé thdng quan tri kénh thong tin phii ddm
bdo cdc yéu cau phic tap: “Céng khai minh bach nhung phdi xdc dinh pham vi bdo

AL

mdt”, “Phd cdp nhung phdi phitc hop tix nhiéu nguén dit liéu”, “Nhanh chéng kip

thoi nhung ¢ do tin cdy cao”. Kénh thong tin ndi bd bao gdm: Hé thong mang vi
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tinh cling cdc phin mém chuyén dung, hé thdng cic qui dinh dinh ché& ban hanh
chinh thifc trong cong ty, hé thong cdc thong tin bdo cdo va trao d6i qua lai gitra
cdc bd phan thanh vién, cdc théng tin dir liéu cung dugc chia sé va khai thac
chung.

- Xuat ph4t tir k€t qud d4nh gid hién trang va tuong lai clia loai hinh viin héa
Liksin muc 2.3.2.4 nhu da phan tich (Bang 2.5 va Bang 2.6, trang 39-40), viéc ki€m
soat hé thong ctia Tdng cong ty can dugc diéu chinh dé vira ddm bio yéu ciu chit
ché&, nhung phéi hd trd cdc don vi thanh vién phat huy t8i da tinh ty chii, niing dong
trén co s& nhitng muc tiéu, chié€n ludgc chung da xac dinh. Téng cong ty Liksin can
xdc dinh cho dudc nhitng tiéu chi cét yéu cliia su kiém sodt trong hé thong d€ nang
cao sy chu dong, trach nhiém cda cdc don vi thanh vién, gidm b6t cdc thi tuc
khong can thi€t. Ching han ddi vdi cong ty con, hé thong kiém sodt chi nén tdp
trung vao cdc tiéu chi: Chién lugc chung, dinh huéng vé dau tw cong nghé, kiém
sodt tién trinh thucc thi k& hoach dé ra va két qud cudi ciing.

- Trong tuong lai gin, khi tdng cong ty ning cidp T4 tin hoc thanh Trung tAm
va dy ki€n sé& trd thanh mot don vi hach todn doc 1ap, cdc phan mém quan tri,
thong ké, tai chinh k€& todn cin phai gidi quyét dudc khé khian xuit phdt tir nhitng
dic diém khdc nhau trong ndi bd Liksin. Mit khdc, ciAp thi€t cAn phai tich hop hé
thong theo huéng “mot céng cu, nhiéu chitc ndng” nhim thuc hién dugc yéu ciu
chung cia cong ty me nhung ddng thdi phai phit hdp vdi nhitng dic di€m riéng cda
céc don vi thanh vién. Mot Hé théng dugc qudn tri tich hop phai bao gdm cd viéc
thong ké, phan tich danh gid, tdng hop cic két qua hoat ddng ctia cac Chuong trinh
muc tiéu, cdc hoat dong Nhém du dn va cdc doan thé trong Tong cong ty.

- Mit khdc, tir nhitng k&t qua ddnh giad Hiéu qud va nuic dj quan trong ciia ky
ndng quan Iy (muc 2.3.3, Bang 2.7 - trang 49), c¢6 thé thdy ring: Viéc kiém soit hé
thdng (k¥ ndng qudn 1y sé 11) dugc danh gid c6 mitc do rdt quan trong (> 4), nhung

cdc doi tuong khdo sdt tu ddnh gid con & muic trung binh (3,23), mic chénh léch
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con nhi€u (-0,87). Vi vy, ngoai viéc phai cung cip cho lanh dao nhitng thong tin
c6t 181, chinh xdc, hé théng qudn tri mang cla Liksin can phdi phidn quyén khai
thac thong tin mot cach rong rdi, thudn tién hon d&n tin cic cAp quan 1y cd sd (t6
trudng, phé sdn xui't) nhiim gitp ho c6 thém cong cu d€ tu ddnh gid, ki€m sodt va
diéu hinh cong viéc cia t3, nhém minh theo chi tiéu da dé ra.

- P& xud't md rong thém Hé qudn tri hién hanh biing cich 1ap méi cic phdn
hé qudn tri vé€ dit liéu va giao dich ban hang, phdn hé téng hop danh gid thuc hién
5 muc tiéu ch4t lugng clia Liksin mdt cdch nhanh chéng, kip thdi va chinh x4c.

3.2.4- Nang cao vai tro linh dao dau dan va guong miu cia can
bd quan 1y cdc cap

Vi loai hinh vin héa Liksin ¢c6 mic d6 cdng dong cao vdi hé thdng quin tri
ki€m sodt chit ché thi viéc xay dung mot ngudén nhdn luc chuyén nghiép vdi tinh
thdn trdch nhiém, gdn bé, tin cdy ldn nhau d6ng vai trd cuc ky quan trong trong qué
trinh phat trién cia Téng cong ty.

Trén thuc t&, ngudn gdc sy tin twdng clia cdc thanh vién, nhém/dji 1a & chd
ho ¢6 cd hdi lam viéc gan giii va hi€u biét nhau. Nhém/ddi & day dudc hi€u khong
phdi 1a tdp hgp cla nhitng cd nhan riéng 1é, ma la sy tdp hdp nhitng con
ngudi/nhém ngudi chuyén nghiép, v6i quyén tu quan, trich nhiém d€ sing tao ra
k&t qui. Ning luc clia ngudi lanh dao nhém chinh 12 & chd phdi hdp, 1am don biy
dé nang cao hiéu qud hoat dong nhém minh. Ho ciing chinh 13 ngudi truc ti€p
truyén dat nhitng gid tri vin héa clia t6 chidc thong qua hoat dong linh dao cda
minh véi tinh than IAm guong va sy kém cip mang tinh hinh mau.

K&t hdp di€u ndy v6i xu huéng hoan thién va ting cudng mic do hudng
ngoai cla vin héa Liksin nhu da dé cip (muc 3.1.1 - trang 54), thi mot trong nhitng
gidi phdp trong tim ma Téng cong ty Liksin can thuc hién la:

- Cé chién lugc dai han dé qui hoach, boi dudng quan 1y chuyén mon

1an k§ ning lanh dao cho luc lugng chii cong nay. Song song dé can dua ra ban
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hanh bd sung tiéu chi tuyén duong, khen thudng, dé bat d€ khuyén khich, dong
vién kip thoi cdc nhan t8 tich cuc.

- Trang bi phuong tién va quyén han d€ cic cdn bo ciAp trung va cip co sd
chii dong hon trong trong viéc lanh dao, di€u hanh cdc phin viéc tir bén duéi di
1én. Cu thé can diéu chinh cdc qui dinh nhiém vu quyén han va bing mo td cong

viéc theo huéng xdc dinh ré yéu cdu cong viéc, ting tinh chid dong, tu chiu trach

nhiém v&i nhitng ranh gidi, pham vi hoat ddng ro rang. Piéu nay khong miu thuin
véi su ki€m sodt chung tir 1anh dao cAp cao, ma chinh 13 sy phdn quyén v6i pham
vi ki€m so4t chit ché, déu khip va linh hoat hon trong td chifc.

- Xdy dung mdt méi truong iy quyén hiéu qua bing cach khuyé&n khich cip
dudéi khong qud phu thudc vao su chi dao clia cap trén. Bién phdp ndy s€ ning cao
hiéu qua cong viéc va ti€t kiém thdi gian clia ngudi linh dao cAp cao hon. Chiang
han, d6i v6i viéc trién khai nhitng Nhdm dy dn, Chuong trinh muc tiéu cin yéu cau
céc thanh vién phan tich cdc tinh huong khé khin, xem xét gidi phdp va dé xuit
phuong 4n hanh dong thich hgp. Viéc iy quyén can nhan manh 2 van dé:

y Pinh huéng vao muc tiéu, k€t qua v6i pham vi tradch nhiém da x4dc
dinh hon 1a vao céach thdc thyc hién.
4 Pé xuat cic gidi phdp hanh dong cu thé 1a diéu quan trong hon 13 chi
bdo cdo nhitng vuéng mic, ton tai.
3.2.5- Xay dung hé thong tiéu chuidn danh gia ning lvc nhan vién
Mot hé thong ddnh gid c6 hiéu qua s& mang lai nhiéu 1gi ich. C6 thé tan
dung viéc ddnh gid d€: Gidp nhan vién cai thién ning luc c4 nhan dé lam viéc
t6t hon; Duy tri dong luc 1am viéc va sy gidn bé to chitc; Pinh huéng mdt cich
thong nhat vé khd ning déng gép cla nhan vién; Gin két chit ché giita muc
tiéu chung v6i muc tiéu clia tirng bd phan; Xdc dinh nhu ciu dao tao; Thong

qua viéc biéu duong thanh tich dé diéu chinh c6 trong tim hanh vi vin héa
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Liksin. Pay ciing chinh 12 viéc xdc dinh nhitng gid tri, chuAn muc cdng ty mong
mudn moi thanh vién Liksin cliing gép phan cling c6 va hoan thién.

X4y dung va ban hanh cdc tiéu chuin ddnh gid dinh luong ning luc va
k&t quad thuc hién clia cdc nhan vién, bo phin trong toan Liksin. Trong dé cin
dua cdc chudn muc vin héa Liksin vao chi tiéu danh gid phan loai nhu: Ky
ning hoat dong phdi hop theo nhém (dic trung Hop tdc); c6 nhi€u sdng ki€n
céi ti€n dat hiéu qud cao (dic trung Sdng tao); ning luc hoc tap, dao tao (dic
trung Hoc tdp)... TAt cd cdc ndi dung ndy can dugc chuin héa thanh mot qui
trinh nhiim 2 muc tiéu danh gia: Hiéu qud cong viéc va Khd ndng phdt trién.

Cin ¢t vao thyc tién cia Liksin, tdc gid dé xudt cai ti€n van dé danh gia
ning luc nhan vién bao gdm 3 (ba) ndi dung co ban sau:

- Thit nhdt, nd6i dung ddnh gid hiéu qud hoat ddong chuyén mon nghi€p vu.
Pau tién can phdi phan tich cdc nghiép vu, ndi dung cong viéc chli y&u dic thi
cla tirng nhém bd phian. Cdc nghiép vu, ndi dung nay can phdi dugc chi tiét héa
thanh cdc chi tiéu d€ ban than nhan vién c6 thé ty dinh gid k&t qua hoat dong clia
minh bing thang di€m dinh lugng.

- Thit hai, nd6i dung ddnh gia kha ning phat trién clia nhan vién. Pugc thuc
hién thong qua cdc ndi dung: Panh gid k§ ning nhan vién; Cong tdc sdng kié€n cai
ti€n; Cong tic hoc tap, dio tao, ty dio tao.. Ngoii ra, c6 thé bd sung nhitng ndi
dung d4nh gid dinh tinh nhu: tinh than trich nhiém trong cong viéc, hd trg dong
nghiép, khd ning dé€ xuat, phan tich va sin sang thyc hién y tudng mdi.

- Thit ba, cdc ndi dung ddnh gid chung cho cdc bd phin, nhu viéc chdp hanh
ndi qui, qui dinh, tinh than ty gidc ky luat... trong quan hé 1am viéc tai don vi.

V6i viéc phan tich chi ti€t cdc chi tiéu cang dinh lugng cang tét, trong thang
di€m ddnh gid s& c6 2 phidn: Nhin vién ty danh gid va linh dao don vi ddnh gia.
Nhu vay s& gidm thi€u dudc cac khac biét giita sy ddnh gid cia nhan vién va lanh

dao. POng thdi qua d6 nhin vién sé& ty danh gid dudc cdc mit con yéu clia minh va
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lanh dao ciing c6 cin ctt dé qui hoach, dio tao va hd trg nhin vién trong cong
viéc.

Viéc ddnh gid ning lyc nhan vién s&€ dugc ban hanh theo qui trinh clia hé
thong quin 1y chit lugng ISO, dudc ddnh gid dinh ky 2 1dn trong nim. C4c k&t qud
s& duoc luu hod sd @€ lanh dao don vi ¢6 cd s§ so sdnh, danh gid mitc do ti€n bod cia
nhin vién minh qua tung nam.

3.2.6- Cac ndi dung can dao tao dé hoan thién k¥ ning quan ly

K3 ndng qudn ly dugc hi€u mot cach don gidn nhat 13 “cdch thdc ma moi
thanh vién gidi quyé&t nhitng van dé clia t6 chic”.

Tu nhitng k&t qua khdo sit c6 dugc thé hién & muc 2.3.3, Bang 2.7 (Két qud
ddnh gid k¥ ndng qudn ly va mitc dé quan trong - Sdp xép theo 4 loai hinh vin héa),
néu sip x€p lai theo mic d6 quan trong clia cdc k§ ning, ta c6:

Bang 3.1 : Két qua danh gid kj nang quan Iy va miic do quan trong (Sdp xép

theo miic quan trong tir Cao dén Thép)

Stt KY NANG Miic quan | Ty ddnh | Chénh Nhdn xét
(Sép x&p theo thif tu quan trong tit Cao > Thap) trong gid lech

a b (D) 2) 2)-1) 4

1 | Quan ly hoat dong nhom/dji 4,29 3,60 -0,69 Yéu

9 | Quén 1y viéc hoan thién dich vu khdch hang | 4,13 3,69 -0,44 Hoi yéu
11 | Quan Iy hé thong kiém sodt 4,10 3,23 -0,87 Yéu

4 | Quan ly thiic ddy su doi mdi 4,08 3,73 -0,35 Hoi yéu
5 | Quan Iy viéc truyén dat tdim nhin tuong lai 3,98 3,19 -0,79 Yéu

6 | Quan 1y viéc hoan thién lién tuc 3,94 3,58 -0,36 Hoi yéu
8 | K¥ ndng dong vién nhdn vién 3,92 3,88 -0,04 bat

12 | Quan ly su phéi hop, hop tdic 3,92 3,48 -0,44 Hoi yéu
3 Quén 1y viéc phdt trién ndng lyc nhdn vién 3,88 3,69 -0,19 Hoi yéu
2 | Qudn ly nhitng moi quan hé gilta cdc cd nhan | 3,77 3,85 0,08 bat

7 | Quan ly viéc ndng cao ndang luc canh tranh 3,75 3,33 -0,42 Hoi yéu
10 | Qudn 1y viéc tiép nhdn va diéu chinh vin héa | 3,65 3,44 -0,21 Hoi yéu

C6 thé nhin thdy mot s6 vin € ndi com c6 lién quan dén k§ ning quin ly
cla cdc cdn bo chii chdt Liksin hién nay la:
4 Loai hinh vdn héa céng dong (A) va vin héa thit bac (D) hién tai chi€m mot

ty trong uu thé trong nén vin héa t6 chic clia Liksin, nhung dang c6 2 mit con yéu
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d6 1a: Ky niing s6 (1) - Hoat déng nhém déi va k§ ning s6 (11) - H¢ théng gidm

sdt, do luong cdc qud trinh trong cong viéc.

4 Loai hinh vdn héa riéng biét (B) va vdin héa thi truong (C) 1a xu hudng tat

y&u ma Liksin cin ting cudng trong tuong lai thi nhitng mit con y&u. Cu thé: K§

ning s6 (5) - Truyén dat tam nhin tuong lai, kK§ ning so (9) - Pinh hudng dich vu

khdch hang, k§ ning sd (4) - Khd ndng thiic ddy sw doi mdi va k§ ning s6 (6) - Khd

ndng cdi tién hoan thién lién tuc.

Nhu vay, k&t hgp giita nhém cdc kj ning dugc ddnh gid quan trong nhat

nhung lai y&€u nhat (c6 chénh 1éch nhiéu nhat véi mic do ty ddnh gid) sé 1a nhitng

van dé quan trong va cdp bdch ma Liksin cAn phdi tp trung gidi quyét.

3- Phat trién nhan vién

2- MQH noi bd

A - VAN HOA CONG PONG

1- Hoat dong Nhoém doi

<

4- P&i méi

5- Truyén dat tuong lai

B - VAN HOA RIENG BIET

6- Cai ti€n, hoan thién

>

12- Phdi hdp, hdp tic

D - VAN HOA THU BAC

v

11- Hé thdng ki€ém sodt

10- Ti€p nhan, diéu chinh vin héa

v

7- Tinh thin canh tranh

C - VAN HOA THI TRUONG

8- bong vién nhan vién

9- binh huéng khich hang . i
—— Tu ddnh gid ky ndang

— Miic dj quan trong

Biéu dd 3.2 : Danh gia kj ndng quan Iy va mic dd quan trong

Cin cit cdc nhan dinh trén, linh dao TOng cong ty Liksin cAn luu ¥, quan

tAm dén cdc nodi dung dao tao nhu sau:
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- Tang cudng nhitng khéa dao tao c6 ndi dung huin luyén niang cao kj ning
linh dao va k§ ning phdi hgp hoat dong trong nhém va véi bd phan khic. Céc
khéa hoc vé Phuong phdp ludn sdng tao nhu da thuc hién thdi gian qua can dudc
ti€p tuc thyc hién vdi thanh phan md rong hon d€n cdn bd quin 1y cidp co s§ (tir
cap td phé, nhan vién nghiép vu... trd 1én).

- Trong chuong trinh hoc, ndi dung thdo luin can 1ong ghép vao viéc gidi
quyét ciac van dé ky thuat, quin ly dang phat sinh thuc tién tai don vi (t6 sdn xuAt,
phong ban ctia minh. Chéic chin ring hiéu qud cong viéc s& dugc nang l1én khi moi
ngudi cling trao ddi va thdo luin nhitng y ki€n cda minh d€ di d&€n hanh dong trong
mot sy hgp tdc chung. Thong qua d6, nhitng k§ nang ciia nhdn vién, ndng luc hop
tdc va phéi hop s& dudc ciing c6 va nang cao hon. Hoc tp hay dao tao v6i y nghia
nay, d6 chinh la viéc mét nhém ngudi hoc duge cdch cung nhau lam nhi€ém vu.

- Véi tinh than “cdu thi”, ngudi 1anh dao & moi cip can té 16 thii do sin sang
ti€p thu y ki€n mdi, gép ¥y nhitng di€u can dat dudc va tich cuc hd trg thuc hién
bing nhiéu phuong cich. Cu thé, cic ndi dung hoat dong cia cdc Chuong trinh
muc tiéu, Nhém dy dn... can dugc phan tich, ban bac dé€ xac dinh nhirng muc tiéu
cu thé va cdng viéc phdi 1am & tirng pham vi (phong ban, t&, nhém). Pong thdi,
lanh dao cin thuc hién viéc tong k&t danh gid, khen thudng bi€u duong trén cic
phuong tién thong tin ndi bo d€ nhan rong ra cho don vi khdc. C6 nhu vy mdi duy
tri tinh thdn nhiét tinh nhan vién, tao dung dugc mdt modi trudng that su cdi md,
dinh huéng ding din, cé trong tAm chuong trinh sdng kién cdi tién vao nhitng muc
tiéu thi€t thyc clda don vi, vao ich 1gi chung véi cdc bd phian cé lién quan trong
toan cong ty.

- BS sung, chudn héa noi dung va qui trinh dio tao ban diu cho nhin vién
méi dé€ huéng din khong chi 1a cdc mo td cong viéc ma con truyén dat, phd bi€n
céac gia tri, hanh vi vdn h6a ma Liksin mong ddgi.

*
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3.3- KIEN NGHI
3.3.1- Han ché& cia dé tai

- Vin héa t§ chitc 1 linh vuc khd m&i mé & Viét Nam, chua c6 nhitng dé tai
nghién cttu khoa hoc chinh thifc cling nhu cdn han ché tai liéu nén viéc nhin nhin
cua ludn vin chua dugc toan dién.

- Qud4 trinh nghién citu thyc hién dé tai dién ra trong giai doan Liksin vira mdi
chuyén sang hoat dong theo md hinh Téng céng ty, Céng ty Me - Cong ty Con, da
nganh nghé. M6 hinh nay con dang trong giai doan dinh hinh ban dau, chua hoan
thién va chua hoat dong 6n dinh.

- D€ tai thuc hién theo phuong phdp nghién cttu hanh dong (action research)
12 phuong phdp mdi. Pic di€ém clia phuong phdp nay phai thuc hién trong thdi gian
dai va trdi qua nhiéu giai doan méi c6 thé dat dudc k&t qua hoan chinh. Do gidi
han vé thsi gian, qui mo cda luin vin, dé tai chi mdi thuc hién dudc budc dau
(theo phan nhém “khu vuc” cho viéc xdc dinh loai hinh vin héa) trong toan bd qua
trinh khdo st danh gi4 vin héa td chic Liksin.

- Trinh do cla cdc ddi tugng khio st chwa dong déu, chua thuc hién dudc
viéc tap hudn dé€ cdc ddp vién hi€u ding ban chat va trd 13i chinh x4c cdc cAu hoi,
tinh hudng.

3.3.2-Kié&n nghi nhitng nghién cifu ti€p theo

- Can phan tich ti€p theo ddi vdi cdc tiéu chi phAn nhém: Cip quéan ly, do
tudi, trinh dd hoc van, thim nién... d& c6 thé ddnh gid vin d€ mot cich toan dién
hon.

- Can phan tich sdu hon vé nhitng khéc biét trong nhan thic va cdc d4nh gid
cla cian bdo quan ly chli chot (theo cdc phan nhém) vé nhitng gid tri c6t 16i tuong
lai ¢6 thé dem lai sy thanh cong bén vitng cho Tdng cong ty Liksin.

- Cé4c gidi phap d€ ra chi 1a mot s& gidi phdp quan trong, cAp bach trudc mit

trén co s§ cdc k&t qui danh gid hién trang vin héa td chifc clia Liksin. Cdc gidi
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phdp, chuong trinh hoat dong ti€p theo can c6 sy lién k&t v6i cdc chién luge thude
3 Nhém, 9 Chuong trinh (42 dé cap tai muc 2.2.2.1, trang 23) cla Liksin.

- Phuong phdp nghién ctu hanh dong 1a phuong phdp nghién citu d€ thic diy
sy thay ddi, hoan thién nhim dat d&€n nhitng hanh vi méi, phit hgp véi xu huéng
chung. Do d6 cin danh gid dé tim hi€u thém cédc thanh vién Liksin dang & giai
doan nao trong qué trinh thich &ng, diéu chinh dé hdi nhap vao nén vin héa cla to
chic, nhdt la khi Tong céng ty Liksin dang c6 su thay déi I6n lao va dang trong xu
huwéng dieu chinh vin héa ciia chinh minh.

So dd 3.2 : Cdc giai doan trong quéa trinh thich ing vdi sy thay doi

Chu ky dang nghién ctu Chu ky thay ddi
Hanh vi ;
Hién tas > Tuong lai tiép theo ...

Giai doan 1: Séc, khdang cy | Giai doan 4: Chap nhin
Hanh vi va thich ding
piemhin | o~ | e P
Hanh vi
tiem dn Giai doan 2: Rit lui phong | Giai doan 3: Nhan thitc

tha thay ddi
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MOI
TRUONG
BEN
TRONG

78\,

NHIN
CACH
MUC TIEU THUC
CHIEN LUQC MOl HOAT
' ' TRUONG DQNGO
BEN CUATO
PHUONG TIEN NGOAI CHUC,
H THUC H|Ef\| DOANE
i i NGHIEP
PHUGNG TIEN
PO LUONG
=
VAN HOA TO CHUC
o’

Phu luc 1.1 : Ma hinh héa khdi niém vin héa to chic (theo E. Scl
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