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Gigi thigu
cudn sach

1 Cudn sach nay can thiét cho ai?

Nim trong bd sdch Phit trién Hiéu qua
C4 nhén, cudn Uy thdc Céng viéc Hiéu quad
dugc thi€t k€ danh riéng cho:

® chi doanh nghiép

m  Cudn sdch nay can thiét ® cécnha quin Iy trong cdc doanh nghig&p vira
cho ai? va nhd

» Gidi thi¢u chung véi myc dich trang bi cho ho nhitng cong

® Muc tiéu cudn sdch cu va kién thitc quén 1y co ban.

» T6i sé tim dugc gi Tuy nhi€n, nhan vién lam viéc trong cic
tit cuén sdch? doanh nghiép vira va nhd va sinh vién

nghién citu linh vic quin tri ciing c6 thé

u Phuang phdp hoc tham khdo cudn sdch nay, né c6 thé gidp

m Viéc hoc ciia t6i dugc cdc ban ¢6 cdi nhin tdng thé vé cic van dé
ddnh gid nhu thé nao? quén ly.

™ Hay dat muc tiéu hoc Cudn sdch nay sé hitu ich n€u ban muén
cho minh trang bi nhitng hi€u bi€t cd ban vé Gy thc

® Chiic ban thanh céng cong vi€c, tir do6 c6 thé dé ra cic chién luge

ly thdc hiéu qué trong cong viéc clia ban.
2 Giai thiéu chung

Coéng viéc & bd phin do ban phuy trich
s& dugc thyc hién nhu thé nao khi ban
ving mit? Céng viéc vin duge thuc hién
trdi chdy hay 1a sé& r6i 1én cho dén khi
¢6 su hién dién clia ban? Nhiéu gidm déc
cic by phdn hay nhitng ngudi linh dao
nhém cho biét ring thudng c6 hang loat
cdc cau héi va cdc van dé cian dé€n ho
ngay khi ho vira trd lai noi lam viéc.

G mitc d6 nao d6 thi day 1a mot sy khich
1¢ 16n lao - chitng té sy quan trong clia
ngudi quan ly d6i véi cong viéc cia bd
phdn ma ho phu trich. Tuy nhién, diéu
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rd rang ma ban c¢6 thé nhin thdy 13 viéc nay sé giy cho ngudi
qudn 1y nhitng 4p Iuc rd't 16n. N6 ciing cho thdy ring cdc thanh
vién trong bd phin &6 da khdéng cung lam viéc vdi nhau mot cach
hiéu qua, cing nhu ngudi quan 1y khéng khuy&n khich sy phét
tri€n nang Iyc chung cda ca tip thé. Mgt trong nhitng nhiém vy
chi y&€u cila ngudi quin 1y 12 x4y dung mot nhém lam viée cé
thé thyc hién cong viéc mdt cdch b hiu sudt va hidu qud.

Viéc Uy thdc c6ng viéc cho phép ban chia sé mét phin céng
viéc va trach nhiém c¢dia minh véi cdc thinh vién trong nhém.
Piéu nay 13 mét k¥ ning cin thi€t trong viée quin ly, (6 chifc
vd phdt tri€n nhém.

Trong quyén sdch ndy, chiing ta sé¢ fim hi€u xem dy thdc céng
viéc 12 gi, tai sao né lai quan trong ciing nhu nhitng y€u 8 lién
quan dé€n viéc Uy thic cdng viéc. Ching ta sé dé cdp dén nhing
vu di€m khi 4y thdc céng viéc, xem tai sao mdt s6 nhi quén Ly
lai mién cudng trong viéc Uy thdc céng viéc, va 1am cdch nado
d€ dat dudc sy caAn bing khi thue hién viée Uy thic. Sau d6 ching
ta s& &€ cip d&€n viéc 1am th& nio d€ dy thdc céng viéc hidu
qud. Chiing ta & phdn tich mdt s8 khia canh nhr:

nhitng c6ng viéc nio cé thé dudc iy thic;

nén dy thic edng viéc cho ai;

lam thé nio d€ xdc dinh nhitng muc tiéu d8i véi cdc cong vide
duge ay thic;

chi din ngudi duge Gy thic nhu thé nao;

cdn thuc hién nhitng sy ki€m sodt nao.

Quyén sdch s& gidp ban thyc hién viéc dy thdc cong viéc mot cdch
thich hdp trong c6ng viéc ma ban dang ddm trich.

Muc tiéu cudn sach

Khi hoan thanh cubn sich nay, ban sé c6 th€ thyc hién t8t hon viéce:

x4c dinh tdm quan trong clia by thic cdng viéc;

chi ra cdc cdch thitc d€ dat duge sy cin biing trong pham vi céng
viéc dugc Uy thic;
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m 4dp dung cdc budc trong qua trinh Uy thdac vi cdc k¥ nidng thuc
hién viéc Uy thdc cdng viéc mdt cdch hiéu qui;

m qudn ly nhém 1am viéc cda ban ¢6 hiéu qud hon.

4 Toi sé tim dugc gi tir cudn sach?

Cuén sich ndy dugc chia thinh nhiéu phin tip trung vio timg
chit dé cu thé€ lién quan dé€n muc tidu cla cudn sich. Trong tirng
phin, ban s& tim thdy:

Iy thuy€t bao gdm ndi dung chi tiét, gidi thich vi vi du vé cdc
khdi niém chd yé&u;
bai thyc hanh dugc dan xen vao néi dung nhim giip ban chi

ddng suy nghi vé khdi niém va vin dé dang dudc thdo ludn;

bai tip ty ddnh gid nhim giip ban d4dnh gid nhitng ki€n thic
ma ban ti€p thu dugc tir mbi phﬁn clia cudn sdch;

tém tit cic di€m quan trong trong ndi dung clia tirng phin;

¢d hoi d€ ban suy ngidm nhitng diéu tdm ddc trong titng phdn cia
culn sich, tir 46 x4y dung k&€ hoach hinh déng cho céng viéc
cia ban.

Ngodi ra, ban ciing s& tim thi'y trong phan cufi cuén sich:

bai ki€m tra nhanh d€ ki€m tra sy hi€u biét cia ban v& céc khdi
niém trong cudn séch;

bai tip tinh hudng cho phép ban 4p dung ki€n thitc va k¥ niing clia
ban vio viéc phan tich mét tinh hudng cy thé;

co hdi d€ suy ngdm va danh gia mic d6 dat duge cdc muc tiéu hoc
tAp ctia ban 481 vdi cudn sich;

k€& hoach hanh d¢ng nhm 4p dyng nhitng ki€n thitc trong cudn sdch
vio thye ti€n cdng viéc cla ban;

dap 4n tham khao cho céc bai tip ty ddnh gid, ki€ém tra nhanh
vd bai tAp finh hudng.

iii
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D& gitip ban tién theo ddi ndi dung cfia cudn sich, cic bi€u tuong
sau diy dugc st dung:

Hay tip trung nd lue 1am cédc bai tdp thic hinh, bai kiém tra nhanh
va bai tdp tinh hudng.

Hay tr ddnh gid mic do ti€p thu ki€n thifc clda ban sau mdi phin
hoec.

Hiy ghi nhé cdc néi dung chinh cla titng phin hoc,

Sau mdi phin hoc, ban hdy danh 5 phit ngim nghi v& nhitng diéu ban
tdm ddc v mudn dp dung.

Hiy hru y.

9. Phuong phap hoc

5.1 T6i nén hoc ¢ ddu?

Bdt cit noi nao!

Cudn sdch nay dugc thi€t k& dic bidt theo phuong phdp tu hoc,
cho nén ban ¢6 thé nghién citu cuén sich ndy ¢ moi ndi. Tuy nhién
d€ dat dugc hiéu qui cao nhit, ban nén tap trung, trinh bi phin
tdm bdi cdc y€u 5 xung quanh.

5.2 Téi nén hoc khi nao?

iv

Bdt cu liic nao!

Mbi ngudti s& c6 thdi gian thich hgp riéng d€ nghién ciu cudn sich
mdt cdch hiéu qud. TSt nhit 12 ban nén 13p k& hoach trude va danh
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mdt khodng thdi gian nhat dinh d€ hoc cudn sich nay. Ban ditng
bd qua cdc bai thic hanh trong ting phin, bdi vi chiing gidp ban
cling ¢& lai kién thitc vira hoc vi din dit ban sang ndi dung ti€p
theo. Ciing khong nén lo ldng n€u nhy ban mat thdi gian cho mot
bai thic hanh nio d6 hoi ldu hon so vdi thdi gian du ki€n. Hay
nghién cifu cudn sdch theo khd ning ti€p thu cla ban,

5.3 Téi nén hoc nhu thé nao?
Bdt ciw cdch nao!

Cubn sdch ndy dudc thi€t k€ d€ ty hoc trong thdi gian 10 ti€ng,
nhung khéng c¢6 nghia 1a ban phii c& ging danh ding 10 ti€ng
lién tuc d€ hodn thanh cudn sdch. TSt nhit ban nén bit diu bing
mdt thdi gian biéu déu din, vi dy mdi 14n chi hoc mdt tiéng. Hoc
déu din sé c¢6 k&t qua t3t hon nhiéu so véi thinh thodng hoc don
trong mdt thdi gian dai. Tuy shién, ban cling khoéng nén kéo dai
thdi gian hoc cudn sdch, néu khong ban s& cdm thdy chdn ndn.

Cudn sach s& din dit ban qua cdc hoat ddng hoc tdp sau: hoc, doc,
ghi chép, lam cdc bai thyc hanh, bai wdp ty ddnh gia, bai ki€m tra
nhanh, bai tap tinh huéng, phin tém Irge va suy ngdm. Sau mdi phin
hoc, ban hiy dimg lai it phiit & trang suy ngdm dé di€m lai nhitng
didu ban cim thay tim dic nhit va nhitng dy dinh ma ban mudn 4p
dung vio thuc tién cbng viéc. Pifu ndy gidp ban timg budc xay dung
K& hoach Hanh dong sau khi nghién cifu xong cudn sdch.

Hiy thdo ludn cic ¥ tudng va kinh nghiém thyc t&€ vdi ddng nghiép
hoic céng sy cia ban. Didu d6 s& gilip ban ning cao sy hiéu
bi€t va khic siu nhitng gi ban di hoc. Nén tim mdt ngudi cing
hoc d€ gitip ban duy tri tinh thdn hoc tdp cho dé€n khi két thdc
cudn sdch.

Khi da hoan thanh tit cd cdc phin suy ngim, by bit tay vio xdy
dyng K& hoach Hanh dgng. Pdy 1a mét co hdi d€ ban 4p dung
Iy thuy&t vio thue tidn va tao ra sy thay ddi tai noi 1am vige cta
ban! Né&u cin thi€t, ban ¢6 thé trao déi véi ddng nghiép hodc cong
st d€ xay dung k&€ hoach hanh déng. Hiy cu thé héa k&€ hoach
hinh déng thanh t¥ng budc va dinh lugng thoi gian hoan thanh
cho mdi bude. L ¥ ring k€ hoach hanh déng 1a mdt cong cu
hudng din linh hoat, chit khong phai 1a mgt khuén khd cing nhic.
Hiy treo k&€ hoach hanh ddng tai noi lam vigc cia ban, thudng
xuyén ki€m tra lai va diéu chinh n€u thdy cén thiét.
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5.4 Ai cd thé gitp t6i?

Bdt cit nguoi ndo!
Ban ¢6 thé fim sy gitip d6 tir rat nhiéu ngudi:

Chinh ban thén ban. Khi gip phai vin d& chua hidu, hiy ¢@ ging
doc lai. Bu’ng bé cudc. N€u ban vin chua hiéu, hday tam ngung,
thu gidn rdi doc lai ldn nita.

Gia dinh, ban bé hoic déng nghiép. Ngay ¢4 khi ho khoéng hi€u
chii @& ma ban dang trao ddi thi trong qua trinh thao ludn bi€t diu
cau trd 19i lai loé lén ngay trong diu ban.

Dich vy hé trg. Mot s6 3 chic dio tao va gido duc sé gifip ban
tlep cdn v6i cic nha chuyén mon d€ giai ddp cdc cau hdi va cdc
vin dé vudng mic. Ban c6 thé lién hé véi Business Edge d€ biét
théng tin vé céc dich vu nay. (xem dia chi lién lac ctia Business
Edge & bia clia cudn sdch nay).

Viéc hoc cita toi sé dugc danh gid nhu the nao?

N&u ban nghién citu cudn sich mét cich dc lap, thi chinh cdc bai
thuc hanh, cdc bai tip ty ddnh gid, cdc bai ki€m tra nhanh va k& hoach
hanh déng s& gitip ban ty ddnh gid ti&€n bd clia minh.

Cac bai tip thudng khong ¢6 cdu trd 13i chinh x4c duy nhit. Ddp 4n
cho cdc bai tp chi mang tinh tham khio va huéng dan, do vy ciu trd
181 clia ban c6 thé khong hoan toan gidng nhi ddp 4n.

Hay dat muc tiéu hoc cho minh!

Nao bay gith, ban hay danh it pht suy nghi va vi€t ra nhing mong
dgi clia minh.

Ly do t6i nghién citu cudn sdch la:
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Cdc két qud ma 16i mudn dat dugc cho bdn thdn téi la:

Chiac ban thanh cong!

Chidng t5i hy vong riing ban s& thich cudn sdch nay. Du ban hoc &
diu, hoc Iic nao, hoc vdi ai, vd hoc biing cach ndo, ban 1udén khdm
phé va git h4i nhitng diéu mdi mé va b ich. Chic ban thanh céng
theo phuong thic hoc linh hoat.

vii



Phan A
Uy thac

L .

cong viéc -

mot ky nang

r

tdi can thiét

m Ddn nhdp
m Uy thdc cong viéc la gi?

m Tai sao uy thdc cong viéc
lai quan trong?

m Phdn déi iy thdc céng viéc

®m Quyén han va trdch nhiém

® Qud trinh iy thdc
cong viéc hiéu qud

® Ban cé iy thdc cong viéc
hiéu qud?

m T6m tdt

» Suy ngdm

1 D4n nhép

ij thac cong viéc mdt cach thich hgp cho
phép ban hoan thanh cdng viéc thdng qua
ngudi khdc. Py ciing 1a mdt kj ning t8i
cin thiét @€ thuc hién cong viéc quan 1§ mot
cdch hiéu qua.

Trang nhitng nim gan diy chiing ta da thiy
ring céch thifc t8 chitc cong viéc da thay
d8i. Céc t8 chic va cdc nhém l1am viéc trd
nén “tinh gon” hon. Nhung médt nhém lam
viéc tinh gon ciing ching c6 ¥ nghia gi ca
né€u nhu khong linh dong va thich ¢ng kip
thdi v6i nhitng tinh huéng mdéi. Vi thé diéu
ching ta cin 12 mdt nhém 1am viéc tinh gon
va linh hoat chit khdng don thuin 12 mot sy
1dp ghép clia cdc thanh vién! Linh hoat c6
nghia 1a ¢6 kha niing {ng bi€n & nhitng ndi
dang cin sy c6 mit clia ban nhit. Chuyén
giao cong viéc cho cdc thanh vién trong
nhém c6 nghia 1a ban xay dung mot tip hop
céc k¥ niing va kinh nghiém ma ban c6 thé
sit dung mdt céch linh dong. N6 ciing c6 thé
gitip ban duong ddu véi cac ap Iuc cong viée
khi ma sy doi héi clia cdng ty ddi véi ban
ngay cang cao.

Muc tiéu
Khi hoan thanh phin nay, ban s& c6 kha
ning tot hon dé:

X4c dinh tAim quan trong va céc y&u t& lién
quan dén viéc Uy thdc cong viéc;

X4c dinh cdc phadn ddi c6 thé cé trong Gy
thac cong viéc;

s Xdc dinh qud trinh Uy thac;



Uy thdc céng viéc - mét ky ndng t6i can thiét

= Nhan biét cic I¢i ich ma dy thdc cong viéc hiéu qui dem lai cho ban.

Khong thyc hién t6t viéc Gy thdc c6 thé lam cho ngudi khdc nghi
ring Uy thdc cong viéc tdc 1a “quing gdnh ndng cho ngudi khac”,
hodic don gidn la ép budc ngudi khdc lam cong viéc cia ban. Ching
ta s& xem x€t xem tai sao lai ¢c6 ¥ nghi tiéu cuc nay ciing nhu chi
ra tai sao Uy thdc cong viéc 12 mot ky niing quan trong d€ quéan Iy
thanh cong.

Uy thac cong viéc 12 gi?

Viéc ddu tién 12 ching ta cin hi€u va théng nhat: dy thdc cong
viéc la gi?

Thuc hanh 1 5 phit §

Ban hay dénh th?.n gian suy nghI vé viéc liy thic cong v1§c c6 thé d6

‘1a kinh nghiém cia ban hodc ban ting ching kién & ndi lam vige.
Viy theo ban iy thac cong viéc 1a gi?

Chting ta da dé cap dé€n viéc mot s& ngudi cho riing ty thic cong viec
la quing gdnh niing cho ngudi khic. Hy vong ban c6 cich giai thich
tich cuc.hon.

T6i s& dinh nghia viéc dy thdc cong viéc nhu thé€ nay:

ﬁy thdc cOng vi¢c c6 nghia 1a giao cho ai d6 trach nhi¢m va quyén
han d€ thay mit ban thyc hién céng viéc.

Céch ban sit dung ngdn ti ¢6 thé khac nhung néu nhv ndi dung ciia né
cling tuong tu nhu dinh nghia bén trén thi vin ddng. Nhitng tir quan
trong la trach nhi¢m va quyén han. Ching ta s& trd lai vin dé nay
trong phan sau.

Khi thic hi¢n viéc ty thic cdng viéc, ban s& yéu ciu modt ngudi am mot
viéc hay thuc hién mot cong viéc nao d6 ma ban vin thudng phai lam.
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Ban ciing cin phdn biét iy thdc cong viéc véi giao viéc. Giao
viée 1a yéu cdu ngudi khéc, thudng 1a nhin vién cidp dudi, thuc
hién céng viéc von 12 mdt phin trong céng viéc chung cia ho;
con Uy thdc, ban yéu cdu ngudi khdc thyc hién céng viéc cia
ban. Uy thic cong viéc c6 khuynh huéng quan tim dén k&t qud
cudi cung, trong khi giao viéc chi y vao cdch thic lam viéc d€
dat dugc k€t qua mong ddi.

Vé6i kinh nghiém cida minh, ban biét ring d€ thuc hién mét cong
viéc ban cin phdi c6 mot sd ngudn lyc nhit dinh. Vi thé khi dy
thdc cho ai d6 mot trach nhiém cu thé, thi ngudi nhdn trach nhiém
ma ban giao phé ciing cin phidi ¢c6 mot s6 ngudn luc, va ban cin
phéi suy nghi xem ban dy tinh phin b8 nhitng ngudn luc nay nhu
thé€ nao.

Thyc hanh 2 . 3 phut 8

‘ Nglrdl quén lf phaL hﬁn b6 nhﬁ'ng ngu6n luc nﬂo" Llét ké it

Trong nhﬁ‘ng nguﬁn lu?c d6, theo ban, nguén lue nﬂo 15. quan
trong nhit? . : :

Hy vong chiing ta cing ddng ¥ ring nhitng ngudn lyc ma ngudi quan
1y c¢6 thé phin b bao gdbm vt tu, thi€t bi, tai chinh, thong tin, thdi
gian va ca nhan lyuc.

Trong hau hét cdc tinh hudng, nhan lyc 12 y&u t& quan trong nhit.
Con ngudi sit dung cdc kj ning va chuyén mén clia minh tdc
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dong d€n cdc ngudn luc khdc nhau &€ c6 thé dat duge két qua
mong mudn. Khéng c¢6 sy cong téc cda moi ngudi thi khéng thé
lam duge viée gi cd.

Viy Uy thdc cong viéc uic 13 thda thudn vdi ngudi khdc nhim:

trao cho ho frich nhi¢m thay mit ban thye hién céng viéc;

trao cho ho quyén han d€ cé thé thye hién cong viéc;

phin bd ngudn Iyc cin-thi€t cho ngudi duge dy thde — ciing nhu
nhitng ngudi khdc d€ ho cé thé thyc hién cong viéc.

(Ban vin 13 ngudi chiu trdch nhiém cho cfng viéc ma ban dy thz’tc.)

3 Tai sao Uy thac cong viéc lai quan trong?

La mét ngudi quin 1y tryc ti€p, ban ¢6 quyén s dung cdc ngudn
lyc cin thi€t clia cong ty ¢€ dat duge k&t qui mong mudn. Ching
han, ban thu thip thdéng tin tit cdc thinh vién trong bd phin ma
ban phy trdch hodc théng tin tir ¢dp quan 1y cao hon d€ ra auyét
dinh v thitc hién nhitng quy€t dinh dy. Ban c6 thé trao cho cdc
thanh vién trong b§ phin ma ban phy trich mét s& quyén han dé
ho ¢é thé thuc hién cdng viéc hidu qud.

Uy théc trdch nhiém cho c4c thanh vién trong bd phéin c6 thé 13 mét
trong s& nhitng viéc hitu ich nhit ma ban c6 thé lam cho ho.

Thyc hién vigc Uy thic cong viéc hiéu qua c6 thé dem d€n cho cic
thanh vién trong by phin ma ban phu tréch nhitng Idi ich sau:

ﬁy thdc cdng vige gilip cho moi ngudi phat trién cdc k¥ ning mdi ciing
nhif ndng lyc, vi th€ ho ¢6 dip d€ bdc 16 kha ning cia minh.

Gitip cho moi ngudi gin k&t va tin tudng hon vio cong viée va qua dé
moi ngudi nhan thdy ho 12 nhifng thinh vién cdn thiét trong b phén.

Pem dé€n cho moi ngudti nhidu kinh nghiém mdi va da dang hon 1 ho
ty tich ity 1y.

Gilip cho moi ngudsi biét duge nhitng sy viéc dang x4y ra.

Thue hién Gy thdc cong vigc thanh cong cdn mang d&€n co hoi phat
tri€n cho cdc thinh vién von c6 ning lire, tich cyc, tdn tuy va thao
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viéc. Nhitng thanh vién nhu thé thudng lam viéc t8t. Ho 1a vén
quy d6i véi bat ky mét t8 chic nao.

Viéc dy thdc cong viéc ching nhitng mang lai 1gi ich cho céc
thanh vién trong b6 phin ma con gildp ich cho chinh nhitng ngudi
quin 1y. Ching ta chic hin déu ddng ¥ ring 1am viéc vdi méot
nhém céng sy c6 ning hyc va tin tuy sé dé dang hon nhiéu so
vdi mét nhém ngudi 1am viéc mét cdch mién cudng va ching
hé quan tdm dén céng viéc ma ho dang lam.

Ngoai ra, Gy thdc cdng viéc con 1a mét ky ning quan 1y quan trong
bdi it nhit 1a bén 1y do sau day.

N6 gitip cho ngudi quan ly:

dua ra nhitng quy€t dinh sdng sudt hon;

tdn dung t8i da khodng thdi gian vén eo hep cia minh;
quan ly dugc moét nhém c6 dong thanh vién;

ning cao hiéu qua cong viéc clia tip thé néi chung.

Bay gid thi ching ta s& xem xét ting y€u t6 ma chiing ta vira dé cip.
bua ra quyét dinh sdng sudét hon

Vai trd ca ngudi lanh dao nhém 1a quan ly cic thanh vién trong nhém
va cong viéc ctia nhém. D& c6 thé 1am tot cong viéc quan 1y nay ban

can thuc hién viéc ra quyét dinh lién quan dén tat cd moi cong viéc
ciia nhém mét cach hgp 1y. '

Thyc hanh 3 3 phut 8

Theo ban diéu gi 12 cin thiét d€ ra nhitng quy&t dinh 57

Ban c6 thé dé cip dén tim quan trong clia ngudn thong tin ddy dd, kip
thdi va ddng tin cdy. Nhung theo ti thi ban cin c6 dugc ngudn thong
tin c6 gi4 tri d€ c6 thé thyc hién viéc ra quyé&t dinh mot cach hiéu qua.
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Ngudi lanh dao nhém 1a trung tdm clda moi lién lac. Théng tin
dwa d€n cho ban t¥ moi hudng va rdi ciing t& ban di d&én moi
hudng (xem s3 d6). V4i cudng vi quan 1y, ban sé& cé dude mdt
cdi nhin todn cdnh vé nhitng gi dang x4y ra - diéu ma c6 thé
khong mdt thanh vién ndo trong nhém cé thé c6 duge. Cing c6
nhiéu luéng théng tin, ban cang c¢6 thé thuyc hién 18t hon viéc
lap k€ hoach, t8 chdc va quiu ly cong viéc trong pham vi trach
nhiém cia minh,

Chuyén Nhin théng

thdng tin tin va chi

lién quan thi ¥ cdp

ho cd] udn 1y P .
Nhién théng tin tir Cugn l? quan ty Chuyén théng tin

- " q ¥ sang ngudi linh

ngudi lanh dao cia _ dao clia cde nhém
cAc nhdém khie hnﬁc—_" Nguifi linh dao nhém khiic hoi'_ac sang
1 cic bd phin khic ) cic bd phin khic

Nhin Chuyén thdng

théng tin tin vi hudng

1 cdc din cho cic

thinh vién thanh vién

trong nhom trong nhém

Ngay cd d6i vdi cdc nhém hoat déng hiéu quéd nhat, chidc chin
ngudn théng tin ma ngudi linh dao nim gilt ciing c6 nhitng 18
héng. That ra, khi cdc thanh vién trong nhém cang dudc khuyén
khich c6 trach nhiém d6i v4i cong viéc, phét tri€n cdc ky ning
sdn c6, quan tim thit sy dén cong viée ho dang 1am thi cdc ngudn
théng tin chi ti€t cling nhu cdc kién thdc s&n 6 gida cdc thinh
vién trong nhém cing duge chia sé nhiéu hon. Khi d6 khi ning
ndm bit théng tin cla ngudi quan 1y s& thu hep lai. Don gidn 1A
ngudi linh dao nhém khong thé bi€t hét moi viée. Nguyén nhin
m§t phan 12 do viéc hi€u bi€t wing tin chi ¢6 dugc khi ngusi
lanh dao thit sy ditng ra thyc hién ¢éng viée, ma day lai 13 diéu
ma it khi mdt ngudi lanh dao nhém lai ddm trich. Céng viéc cia
ho 14 qudn Iy ngudi khdc thiyc hién cong viéc.

ﬁy thdc cong viée 12 mdt cach thirc d€ “dinh thic” cde ngudn théng
tin va ki€n thifc ti€ém nang trong pham vi clia nhém, va s dung ching
d& thyc hién céc nhiém vu hoic céc dy 4n cy thé. Bing viéc khuy&n
khich cdc thanh vién trong nhém cung c4p cho ban cdc ngudn thdng
tin ma ban dang thi€u, ban c6 thé ty tin ring cdc quy&t dinh ma ban
dura ra 13 vitng chic va hgp ly.
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3.2 Tan dung thoi gian

Pa s6 cdc nha quan ly thudng c6 nhiéu viéc phdi lam trong khodng
th&i gian han hep. Ho luén c6 cdm gidc ring cong viéc khong bao
gi0 dugc thuc hién hodc khéng dugc chi y mdt cach tudng xing.
f]y thdc cdng viéc cho phép ngudi quan 1y cin bing khéi lugng
céng viéc ma ho phdi thyc hién.

Ngudi quén 1y cé thé Uy thic cong viéc aé ngudi khdc thuc hién
nhitng cdng viéc ma mic dd uu tién chi 8 midc thdp hodc trung
binh, nhung phdi ddm bio ring cong viéc dugc thuc hién diy du.

V@i khoang thdi gian du ra nhd Uy thic cong viéc cho ngudi khéc,
ngudi quan 1y c6 thé danh nhiéu thdi gian hon d€ thuc hién cc cong
viéc quan trong hoic nhitng cong viéc ma chi ho mdi c6 thé 1am dudc.

Mic du viéc iy thdc cdng viéc can nhiéu thdi gian, nhung ban phdi
lu6n nhé riing d6 1a thdi gian danh cho viéc phdt tri€n nhém va tao
cd hdi cho moi ngudi phat trién. Piy 12 mot nhiém vu quan trong
trong cong viéc quan 1y. Vi th€, dy thac cong viéc ddi v6i ngudi quin
1y dugc xem nhu mdt cdch sit dung thdi gian hiéu qua.

3.3 N&m quyén kiém sot

“Pham vi ki€m sodt” 1a cum tit ding d€ chi s6 lugng thinh vién
trong mot nhém ma ngudi quan ly phdi chiu trach nhiém, tdc la
s6 lugng thanh vién nim dudi sy ki€m sodt clia ngudi quin ly.

Hiy xem xét mot tinh huéng sau day.

Thuc hanh 4 ' 5 phit

“Tuffn 1am viée cho mot cong ty phan ph&i hanh tieu dﬁng va chiu

trach nhiém quén 1y mot nhém nhan vién b4n hing gdm ‘hai mudi
ngudi. Gin day cong v duara mot chinh sach thudng tiy thude vao
doanh 56' ma mot nhﬁn vién ban duqc Viéc ndy 1am ting doanh s6
bén trung binh clia m&i thanh vién trong nhém Ién 15%. Va két qua
1a khdi lugng cong viéc ma Tudn dim trich ciing tﬁng theo vﬁ. cong
viéc vin phong cung bﬁt diu r61 tung lén.

Tuin duge goi lén vin phbng gidm ddc bin hﬁng dé gu’u thich v&
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nhitng sy viéc dang dién ra. Ngudi gidm ddc ban hang d& nghi Tusn
theo hoc mdt kh6a hun luyén vé quén Iy vin phong dé c6 thé
dém trdch cong viéc t6t hon. Tuén trd 18i v6i ngudi qudn ly ring
diéu can phai lam khong phai 1a tham dy céc kh6a hudn luyén ma

Ia gidm b6t s lugng nhan vién ma ar _
‘Theo ba glﬁ'l' Phép néo :h‘ong.hal“ g1a1 phﬁ]g ien sle hl;ip i

dé c6 thé gidi quyét cdc vAn dé ma Tudn dang gap phii?

T6i hy vong ban ciing s& déng ¥ ring vin dé dugc dé cap trong
trudng hdp clia Tudn khoéng phdi do khéng dugc huin luyén ma la
s0 lugng nhan vién Tudn phédi quan 1y qua nhiéu. Quén Iy mdt nhém
c6 dén hai mudi thanh vién ma khong c6 sy trg gidp qui la mot
cong viéc qua khé khian.

Khéng thé dua ra mdt con s§ “chinh x4c” bao nhiéu nhan vién ma
mdt ngudi quan 1y mot bd phin c6 thé quan 1y duge. Nhung mot s6
chuyén gia vé quén ly dé nghi ring con s nay khong nén vugt qué
mudi hai, v6i diéu kién 1 nhitng nhan vién nay khdng phai chiu trich
nhi¢m gidm st cic nhin vién khac. Diéu nay ty thudc vio nhiéu yé&u
t3, ching han tinh chat cong viéc, thdi gian c6 thé danh cho viéc gidm
sét truc ti€p, tinh céch cla cac thanh vién trong nhém va s& lugng céc
khod hudn luyén ma mdi thanh vién trong nhém da dugc tham du.

Mot diéu hién nhién 12 mdt nhém cing c6 dong thanh vién thi cong
viéc qudn ly cang khé Khin.

Uy théc cong viéc 1a mot gidi phap chinh d& d6i phé v6i tinh hudng
phai quin Iy qué nhi€u nhan vién, va d6 ciing 12 1y do tai sao ma céc
t8 chitc hodc cong ty 16n ngudi lai dugc t8 chic theo “sd d6 nhanh”
nhu dudi day:

Quén 1§ cdp cao ‘

| |

} Trudng nhém } Trudng nhém Trudng nhém
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3 da 56 céc 8 chic lam viéc, cd cdu t6 chife dude chia thanh
nhiéu nhém hay nhi€u bd phén, va mdi nhém hay mdi bd phin
c6 ngudi lanh dao hodc ngudi quin 1y truc ti€p cho mot nhém
véi s8 lugng thanh vién tuong a6i it.

Uy thdc cong viéc 1a mot cdch thifc quan trong nhim gidp ban
¢6 th€ quan 1y hiéu qui mot nhém dong thanh vién. Nhd viéc
iy thdc cong viéc, ban c6 thé phan cho mdi thanh vién trach
nhiém dim bao thyc hién tot phin céng viéc clia mdi ngudi va
qua d6 gidp cong viéc chung clia nhém dat k€t qud.

Trong trudng hgp nay, mdt nhém giéng nhu mot dan nhac giao hudng,
c6 ngudi chai dan day, c6 ngudi chdi bd go v.v... Mai thanh vién
chiu trach nhiém vé loai nhac cu ma ho phu trach — va ban gitt vai
trd ngudsi chi huy dan nhac, chiu trich nhiém phdi hgp céc thanh vién
trong dan nhac dé c6 dugc mot budi hoa nhac thanh cong.

3.4 Cai thién két qua céng viéc cta nhom

D& c6 thé cai thién k&t qua cong viéc clia nhém, ban cAn phai tap hop
nhitng d6ng gép cla tirng cd nhin nhim tao nén mot nhém doan ket,
ciing 1am viéc vi muc tiéu chung. Viéc nay doi hoi:

m phai hi€u rd ting thanh vién trong nhém — diém manh, diém yé&u clia
ting ngudi, nhirng muyc tiéu va uéc vong cé nhan, nhitng cong viéc nao
ho yéu thich va nhitng cong viéc nao ma ho chén ghétv.v...

s bio dim ring moi thanh vién déu hi€u va cung chia sé nhitng muc
dich va muc tiéu chung clia nhém.

s c6 k& hoach sit dung diing va hét ning lyc ciia timg thanh vién trong
nhém d& moi ngudi c6 ¢ hdi déng gop hét khd ning vao nd luc chung
ctia nhém.

Thuc hanh 5 | 5 phut &

Viee dy thic cong viée c6 thé cii thign cdch thifc Iim viée clia nhom
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nesi Tanh dao nhém

Uy théc cong viéc cho ban cd hoi sit dung hét ning lyc clia tirng
cd nhan trong nhém va cho céc thanh vién trong nhém thy ring
ban ddnh gid cao ning luyc va cong viéc clia ho. Ban c6 thé cai
thién cich thifc 1am viéc clia nhém théng qua dy thic cong viéc
béing hai hinh thitc sau:

Ban c6 thé dya trén thé manh cia tirng thanh vién. N&€u nhu mot
thanh vién trong nhém c6 thé thyc hién t3t hon nhitng thanh vién khéc
& mot phin viéc nao d6, ban hdy giao cho ngm?il d6 thyc hién phan
viéc 4y. Biing cdch nay ban c6 thé cii thién nd lyc chung clia nhém.

Mot céch khdc 1a ban ly thdc cong viéc d€ phat tri€n ki niing cia
mgt thanh vién trong nhém. Ban chiing t8 cho ngudi d6 thiy riing
ban tin tuSng c4 nhan d6 c6 ti€ém ning d€ phét trién céc ky ning méi
va qua d6 ban ciing c6 thé gitip hoan thién cdc ky ndng can thi€t cho
cd nhém.,

Thyuc hanh 6 5 phut 2

Hay suy nghi vé tAm quan trong ciia vie ty thdc cong vigc ma chiing
ta da dé cap d&n. Néu "nhit mot 1y do tai sao ﬁy thic c6ng viéc lai
quan trong dﬁ’l véi:

céc%'fhénhavién----troﬁg*ﬁhém'-' TR

‘céc t8 chifc, cong ty -

Khi viéc iy thdc cong viéc duge thyc hién hiéu qui, moi ngudi
déu c6 1gi.
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Viéc iy thdc céng viéc cho phép nguoi lanh dao nhém:

xdy dyng dugc mdt nhém lam viéc tin tim va nang dong; -
phat trién ky ning cla tirng cd nhin;

st dung chuyén mon cta cdc thanh vién trong nhém;

dua ra cic quyét dinh sdng sudt hon;

tin dung dugc thdi gian;

diéu phdi va quin ly cong viéc ctia nhém;

cai thién k€t qua viéc clia nhém.

Viéc ity thdc céng viéc hiéu qud giip cho cdc thanh vién trong nhom:

® néng cao k¥ ning va chuyén mon;

thu thip dugc nhiéu kinh nghiém:;

m cidm nhin ring minh 12 mdt thanh vién c6 gid tri va dudc tin tudng

ciia nhém;
tang sy hi€u biét vé 8 chifc va cong viéc clia nhém nbi chung.

Viéc iy thic cong viéc c6 thé thic ddy mdt luc lugng lao dong c6 trinh
d6, ning nd va thao viéc. Nhung bén canh d6 vigc ty thdc cong viéc
trong mot t8 chic cdn quan trong & chd né lam ting sy trao ddi thong
tin & tit ca cdc cdp. Viéc trao ddi thong tin hi¢u qua trong mot t5 chic
1a cin thi€t € c6 dugc nhitng quy€t dinh hop 1y.

Phan ddi uy thac cong viéc

Chiing ta di dua ra nhitng 1y do chinh d€ thdy ring dy théc cong viéc
12 mdt k¥ ning quan trong, mang lai 1gi ich cho cdc thanh vién trong
nhém, cho ngudi lanh dao nhém va cho tip thé néi chung.

Nhung mot s& ngudi lanh dao nhém dudng nhu mién cudng trong viéc
chuy&n giao cong viéc cho cdc thanh vién trong nhém.

Thuc hanh 7 3 phut &

Hﬁydua m \ Sia
- mién cudng. :

11
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12

Ban c6 thé dua ra nhiéu Iy do. Nhung nhitng 1y do diu tién ma
161 chd ¥ dé&n la:

Mot s8 ngudi c6 thé cho riing ty minh thuc hién ¢éng viée s& nhanh
hon, hoiic ho nghi riing chat lugng cdng vige do ngudh khdc thuc hién
$€ khéng nhu ho mong mudn, vi thé€ ma ho thich ty minh thuc hign
cOng viéc.

Nhu chiing ta dd d€ cap, viéc Uy thic cng viéc ddi hdi ban phai dip
{tng mdt 6 ngudn lyc, nhung mdt s8 ngudi ¢b ging bio vé& quyén lye
cua ho, do d6 ho thudng giit cdc ngudn lyc cho riéng ho - nhét 1a cdc
ngudn thong tin .

C6 ngudsi lai nghi ring yéu ciu ngudi khdc 1am modt viéc ndo d6 ¢é
nghia 13 ho khong thé tr lam dugc viée d6 va khéng thit sy dap tng
y€u cdu cong viéc.

Ho c6 th€ khong tin twdng vio cic cdng sy do d6 viée Gy thic cong
vige s€ dit moi viéc ngodi tim qudn 1y cda ho.

Mic di chiing ta cé th& nhin ra nhitng o ngai vira néu trén, nhung
trong quyén sdch ndy chiing ta s& thiy ring nhitng lo ngai d6 khéng
thé hién dugc nhitng 1y do hop 1y clia sy mién cudng trong dy thic
cOng viéc. Thay vio 86, cdc lo ngai trén cho thiy viéc hidu sai vé ¥
nghia clia Uy thdc cdng viéc. Ching ta s& di vio chi tiét cha vin dé
nay, nhung trudc ti€én hdy quay trd lai véi y&u t6 quyén lyc va trich
nhigém v&n 12 hai y&u t6 ¢t 181 clia vide dy thic cong viéc.

Quyén han va trach nhiém

Ching ta di thira nhin ring Uy thic c6ng viéc X3y ra khi ban, véi vai
tro 1a ngudi 1anh dao nhém, théa thuin véi mét thanh vién trong nhém
d€ trao cho ho quyén han thay mit ban thyc hién mdt céng viée nio
d6. Pong thdi ban cling giao cho ho trach nhiém d6i vdi cong viée
ma ho dang thyc hién.

Tuy nhién, di€u niy khéng c6 nghia 13 ban ¢6 thé chuyén giao
cho ngudi dugc iy thdc trdch nhiém ddm bdo cong viée duge thue
hién tron ven va ddng thdi han.

Néu nhu ban trao cho mgt thanh vién trong nhém quyén han d&
thyc hién mot cong viéc nao d6, ban s& mit di mot s§ quyén han,
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bdi ban khéng con ra quy€t dinh nita. Cong viéc sé dugc thuc
hién bdi thanh vién dugc Uy thdc cong viéc. Nén nhd 1a khi ban
trao quyén han cho mét thanh vién trong nhém, ban khéng hé
mit di bat cf trdch nhiém nao - trdi lai trdch nhiém lai cang ting.
Mic du thanh vién nay chiu trdch nhiém thuc hién céng viéc,
nhung ban phdi chiu trach nhiém vé két qud cong viéc. Ban phai
tin tudng thanh vién trong nhém c6 thé thyc hién duge cong viéc
d6. Do vay, dy thdc cong viéc 1am ban mat di mot s6 quyén luc
nhung trach nhiém cia ban va thanh vién trong nhém déu ting.

Nhung trén hét, trach nhiém chung vin 1a trich nhiém cda ban.
D6 mdi chinh la céng viéc clia mdt nha qudn ly hay mdt ngudi
linh dao nhém. N&u khdng thi ban di c6 thé giao phé tit ci phan
viéc clia minh cho ngudi khdc chi khéng chi iy thdc mot phin
cOng viéc cia ban.

Thuc hanh 8 5 phut 8

Theo ban _t.h;é‘;-nﬁjo lﬁ s 'khzic nhau vé trﬁch nhn%m cua m@t nguf&n uy
thic va ngudi ngudi dugc i :

Ngwidythdc | Ngwdiduge by thic

e

Hy vong 12 ban ddng ¥ riing di€m khéc biét & chd ngudi dugc Gy théc
cong viéc chiu trach nhiém thuc hién cong viéc, con trich nhiém' -
ciia ngudi Uy thdc 1a ddm bdo cong viéc dudc thuc hién tron ven
va didng thdi han.

N6i mét cdch khéc, & vai trd mdt ngudi ty thic céng viéc, ban phai
chiu trach nhiém ki€m sodt moi viéc.

13
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N&u ban thyc hién viéc Gy thdac cong viéc hiéu qud, ban ¢6 thé

gidm sdt moi viée. Biy gid chiing ta hay xem xét cic y€u t§ lién
quan d€n thuc hién viéc dy thic céng viéc mdt cich hiéu qua.

6 Qua trinh Gy thac cong viéc hidu qua

bé€ thuc hién viéc Uy thac cOng viéc hiéu qui, ban cin ¢6 thdi gian dé
chuéin bi trudc khi thuee hién vide Uy thdc cdng viéc,

Chuiin bi Gy thic
/ Quyét dinh cong viéc
iy thic

@hon ngudi d fiy thic
——— .

| Thyc hién Gy thde
PAt muc tidu \

€ hoach

O giai doan chufin bj Giy théc, ban cin phii c6 mot c4i nhin tdng thé
P - L L] e n [ - ~ & 7
vé cong vi€c cua ban, khdi lugng cong viéc, ndng lyc v nhu cdu cia

céc thanh vién trong nhém. Ban s& quyét dinh:

» cOng viéc, hoat ddng va nhiém vy c6 th& dugce dy thac;
Uy thdc cho ai trong nhém.

Chiing ta s& d€ cdp d&n viéc chuin bi Gy théc cong viéc trong phin C.
D& thyc hién viéc Gy thic cong viée, ban cén:

m diit ra va dong § cdc muc tiéu. Néi mdt cich khic, ban mudn ngudi
ban iy thic sé& dat dugc didu gi?

m 15p k&€ hoach Uy thic cong viéc biing cdch:



Uy thdc cong viéc - mt k§ ndng 16i cdn thiét

= phan bé cdc ngudn Iyc thich hgp. C6 nghia 12 ngudn e nao cin
4& hoan thanh muc tiéu dit ra — bao gbm cd sy hd trg tir chinh ban.

« quyét dinh xem lam th& ndo d€ theo doi ti€n d6 thuc hién cong
viée — vi dy, & giai doan nao thi ngudi dugc Uy thdc cOng viéc s&€
bdo cdo cho ban.

= giai thich cho ngudi dugc by thic vé céc ¢dt mdc quan trong trong
qué trinh thuc hién cong viéc va cung théng nhit v& vin dé ndy.
N6i mot cdch khdc, cdc muc tidu gi s€ duge hoan tt vao thdi diém
nao.

hiiy dé cho ngudi dugc dy thic thyc hi¢n cong vige - khi mét thanh
vién trong nhém bit diu thuc hién cong viéc, ban khong can thiép vao
ma chi b trg va quan 1y cbng viéc theo phudng cdch da théa thudn.

théng bdo cho céc thanh vién khic va cac b phiin cd hén quan vé
viéc Gy thdc ndy.

theo doi cong viec dugc Qy thic - ca ban va ngudi duge dy thac thuc
hién cOng viéc déu cdn phai theo dbi ti€n trinh thyc hién cong viec,
nhim dam bao ring cong viéc dién ra theo ding k& hoach va muc tiéu
di dé ra va can thiép khi cin thiét d€ cong viéc khong di 1éch khéi
tién trinh d datra,

d4nh gid viéc thuc hién cong vigc duge dy thdc bang cach:

» dinh gid nhitng g da duge thyc hién 16t vi nhitng mit nao can dugc
hoan thién

« dua ra cdc ¥ ki€n phan hdi hitu ich nhim gidp ngudi dugc iy thdc
6 thé thyc hién cong viéc 8t hon.

Litu § ring nhitng giai doan trén — dit ra myc tidu, 1ap k€ hoach, thyc
hién, theo doi, ddnh gid — 12 m6t chu trinh li€n tuc, bdi khi thyc hién
xong viéc dinh gid, ban cin dit ra nhitng muc tiéu mdi hodc higu
chinh lai cc muc tiéu da dit ra. La ngudi lnh da0 nhém, ban cin
phii 1am quen véi chu trinh nay vi né s& duge st dung trong viéc
lip k&€ hoach vi quin Iy nhiéu ming cbng vige khéc.

Chiing ta s&é d& cip chi i€t d&n giai doan thyc hién viéc Uy thdc
cong viéc trong phin D.

15
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Thuc hanh 9 5 phut &

Chiing ta da t6m tit nhitng y€u t5 lién quan d& thyc hién viée dy
thac cong viéc hiéu qua. Hay liét ké lai nhitng viéc ma ngudi lanh
dao nhém phai lam d€ c6 thé hoan thanh trdch nhiém cfia minh khi
ly thic cong vige cho céc thanh vién trong nhém. Chiing t6i dwa ra
cong viéc diu tién, ban hiy cho biét nhitng cong viee k€ tiép.

Khi thuc hién viéc iy thdc cdng viéc, ngudi lanh dao nhém phai:

quy€&t dinh xem nhitng cong viéc nao c6 thé dugc dy thic.

Nhitng viéc ma ngudi 1anh dao nhém cin phai lam la:

chudn bi thyc hién viéc dy thic viéc bing cdch quyé&t dinh xem nhitng
cong viéc no cin dugc dy thac va dy thic cong viéc cho ai.

sau d6 phai dit ra cdc muc tiéu va k& hoach thurc hién. Ngudi linh dao
nhém cin phdi hd trg cdc thanh vién trong nhém dugc Uy thic thuc
hién cdng viéc va theo ddi viéc thyc hién cong viéc theo phuong céch
da dugc thda thuin.

sau cling, ngudi 1anh dao nhém cin phai ddnh gi4 viéc thyc hién cong
viéc dugc ty thdc, dua ra cdc ¥ ki€n phdn hdi hgp 1y va thio ludn xem
1am thé& nao dé thyc hién cong viéc 1an sau t8t hon.

Qu4 trinh dy thdc cong viéc nay gilip cho ngudi lanh dao nhém
hoan thanh trdch nhiém cia minh 12 bdo ddm cong viéc dugc thyc
hién thanh cong.

Ban co ty thac cong viéc hiéu qua?

Chiing ta da biét riing khi viéc dy thic cong viéc dudc thuc hién hiéu
qua thi moi ngudi déu c6 Igi. Chiing ta ciing vira & cip dén nhirng
y€u t& lién quan d€ thyc hién hiéu qua viéc Gy thic. Bay gid ban hay
ty ddnh gid xem ban Uy thdc cong viéc hiéu qud nhu th€ nio.
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Thuc hanh 10 15 phut 8
Tri 16 CO hotic KHONG d6i v6i nhitng cau hoi dusi day.
CO KHONG

1 Ban c6 danh thdi gian d€ suy nghi d&€n nhitng cong [ [
viéc ma ban cho ring nhitng thanh vién trong nhém
c6 thé thyc hién thay ban?

2 Ban c6 nhidn thdy ring mot s§ cong viéc cia ban [ 0
khong thé phan loai vao cic nhém nhu 1ap k& hoach,
t6 chifc, tao dong luc 1am viéc cho nhén vién, phét
tri€én hay ki€m so4t, sdng tao hoic lién lac?

3 Ban c6 lam nhitng phan viéc ma ban thich lam,trong [0 0O
khi nhitng thanh vién trong nhém c6 thé lam viéc
dé, thidm chi t&6t hon ban?

4 Ban c6 nhdn thdy ring cong viéc clia ban thudng [ O
xuyén bi gidn doan bdi nhitng cudc dién thoai ma
1& ra mot ai khdc c6 thé trd 15i nhitng cudc goi d6?

5 N&u nhu ban ¢6 viéc phdi ving mit mot thdi gian, [ 0O
moi ngudi c6 chd ban trd vé d€ quyét dinh cong viéc?

6 Ban c6 nhén thdy ring moi ngudi it khi dat duge nhing [ O
tiéu chuin cong viéc cao nhu ban da dit ra cho ho?

7 Ban c6 hoan thanh tit cd nhitng viéc cdn phdi lam O O
trong ngdy vao cudi mdi ngdy lam viéc?

8 Ban c6 cam thdy khé khidn d€ c6 thdi gian huéng [ O
din, gidi ddp thic mic thudng xuyén cho cic thanh
vién trong nhém?

9 Ban c6 gilt thong tin lién quan d€n céng viéc cho O O
riéng ban, vi ban cho ring, 1a ngudi qudn 1y, ban
cin phai bi€t nhitng thong tin ma ngudi khic khong
cin phai biét?

10Ban c6 thdy ring ban dang lam viéc qui sirc? a O
11Ban c6 gip kh6 khin trong viéc ti€p cin v6i nhing [ O

ngudn théng tin hay cdc m&i quan hé cin thiét dé
giip ban thuc hién viéc ra quyé’t dinh?

12 Viéc ra quyé&t dinh ctia ban ¢6 bi tri hodn vi ban O O
thi€u quyén han?

¥
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Cdch ban trd 13i cdc cdu hdi tir 1 d€n 10 sé gitip ban nhin bi&t
duge 1am th€ nio d€ thyc hién viéc iy thic cdng viée mdt cdch
hiéu qud. N6 ciing cho ban thiy duge nhitng wu di€m cla viéc dy
thdc cong viéc, '

N&u cdu trd 15i clia ban 13 “CO” 461 v6i cdu hdi 11 hodic 12, ban cin
phai ty hoi xem “Vigc d6 ¢6 vugt qua sy hiéu biét ciing nhu quyén han
clia minh khéng?” Né&u ciu trd 15i ciia ban 1a “KHONG”, ban ¢6 thé
ting s6 lugng cong viéc c6 thé duge Uy thac. Ching ta da dé cip dén
viéc Gy thdc ¢dng viéc trén cd sG cdc nhiém vu va trach nhiém ma ban
iy thac cho cdc thinh vién trong nhém. Ban cin nhé Ia khi nhic dén
nhém, ban phéi tinh d&n cd cdp quin I§ trurc ti€p cda ban. Doi lic
cling cin phdi chuyén giao mot nhiém vy dic biét nio dé cho cip
quin l¢ thay vi ban ty thyc hi€n cdng viéc dé hoidc Uy thic cho cap
du6i thue hién. Tuy nhién diéu ndy khéng phai lic nio ciing d& ding
vi d81 v6i mot s8 nén viin héa, cdc quan niém truyén thdng vé thit bic
¢6 thé ngdn cén nhin vién cAp dudi Gy thdc cong viée cho cip trén,

PBé thye hién viée Uy thic ¢bng viéc c6 hiéu qua, du 1a chuyén giao
cho cip trén hay Gy thic cho cip dudi, ban phai 1a mét ngudi dy thic
cOng viéc giéi. Ching ta s& dé cdp d€n nhitng k§ ning cin thiét trong
nhitng phin k€ ti€p. Ban sé& c6 cd hdi d€ 4p dung nhitng k¥ ning nay
vio cong viéc thyc t€.

Trong phin nay, ching ta di dé cip dén ¥ nghia ctia viéc uy thic
cOng viéc, cling nhi nhitng 1y do tai sao viéc dy thdc cdng viée lai
quan trong. Quyén sdch di gi6i thidu qua trinh Gy thic cdng viéc hiéu
qua - bao gém viéc chudn bi, quyét dinh tiy thic cong viée gi va dy
thac cho ai, thyc hién viéc Qy thdc bing cdch xdc dinh muc tidu,
14p k€& hoach, thyc hién, gidm sit vd ddnh gid. Ban ciing da xem
x€t trudng hgp cla cd nhidn ban, cling nhu nhin xét xem viéc dy
thdc cdng viéc dem lai cho ban nhitng 1gi ich gi. Chic hin ban
ciing ¢6 nhitng ¥ niém vé nhitng Igi ich ma ban c¢é duge khi cong
viée duge Uy thdc mdt cdch hiéu qui.

Trong phan k€ ti€p, ching ta s& dé cip d&n viéc 1am thé€ nio dé&
dat dugce sy cAn biing khi thyc hién viéc dy thic céng viéce.
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Hay tu dénh gia 1 10 phut &

bién vdo chd trong tir thich hgp tir ciu 1 d&n cau 5.

ij thdc céng viéc 1a trao cho ai dé va
dé thay ban thyc hién céng viéc.

Néu ban duge liy thac thuc hién mét cong viéc nio dé, ban céin
dudc phin bd d€ thuc hién céng viéc d6.

Khi ban iy thdc mét cdng viéc ndo d6, ban phdi
cdng viéc dugc thuc hién diy 4 va ding thdi han.

Thyc hién viéc Gy thac ¢ong viéc thanh cdng cdn mang d&€n co hdi
phat trién cho cic thinh vién v8n ¢6
, , VA

L}

Viéc iy thdc céng vi€c cho phép ngudi lanh dao nhém si¥ dung
chuyén mén cla cdc thanh vién trong nhém vi vi viy c6 thé cdi
thién

Cho biét hai ly do tai sao thiic hién viéc uy thic cong viéc cé nghia
12 tdn dung thdi gian hiéu qua.

Cum tit “pham vi ki€ém sodt” ¢6 nghia la gi?

19
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8 Hoan tit so d6 th& hién qud trinh Gy thdc cong viéc dudi diy.

Chufn bj iy thic

Banhgl'.@%\

Thuc h|¢n

Ban c6 thé tham khdo d4p 4n cho nhitng ciu hdi ndy ¢ phin ‘Dap
4n bai tp ty ddnh gid” & cudi sdch.

20
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8 Tom tét

21
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9 Suy ngim

‘& Biy gi® ban danh 5 phit d€ suy ngdm nhitng van dé vira nghién ciu
"=~ va nghi xem ban s& 4p dung chiing vio thuc t& cbng viéc clia ban nhu
th€ ndo? Hay vi€t ra nhitng suy nghi ciia ban:

Al Téi di hoc dude ...

Ap dung khi nﬁoﬂ

A!l'T6i di hoc duge ...

22



Phan B

Dat dugc su 1 D&n nhap

can bang khi

ly thac cong viec

Dén nhap

Uy thdc céng viéc
dudi mitc c6 thé

Uy thdc céng viéc
qud miéc c6 thé

Xdc dinh viéc iy thdc
cong viéc dudi mitc co

thé va qud mitc cé thé

Cdc mitc kiém sodt khi
uy thdc cong viéc

Tém tdt

Suy ngdm

D€ viéc dy thic cong viéc mang lai nhiéu
ich 1gi nhdt, ban cin phai dat dugc su cin
bing khi thuc hién cong viéc nay. Néu
nhu Uy thdc c6ng viéc qud it, chitng té
rang ban thi€u tin tudng va tu tin. Né&u
dy thdc c6ng viéc qud nhiéu, ban sé
khong thé quin ly dugec.

Muc tiéu

Khi hodn thanh phin ndy, ban s& c6 kha
ning t6t hon dé:

Xdc dinh cdc Iy do va dnh hudng cia viéc
dy thdc dudi mitc va trén mic c6 thé;

Xdc dinh mic d6 ki€m sodt d€ Uy thdc
cong viéc hiéu qua.

Uy thac cong viéc dudi mifc
co thé

fIy thdc cong viéc dudi mic c6 thé sé&
xdy ra khi ban kh6ng giao di trdch
nhiém cho cdp dudi, ma trdi lai ban lai
tw gdnh vdc qud nhiéu.

Xuan la tiép tan & mot khach san. Co dang ban
ludn véi dong nghiép vé hé thdng dat phong méi
ma ngudi quan 1y vifa gi6i thigu. Co cho ring viéc
d6 1a mdt “tai hoa”. Xudn ndi: “May ngay nay
ching toi khdng thé tim thong tin vé khach
nhanh chéng nhu tru6c néu nhu khdng ra soat
tiing cudn s8 dang ky. Ban ciing thdy dédy, khi
ba dy bao toi lam thé, toi biét 1a s& khong thé
thyc hign dugc nhung toi chdng tranh ludn lam
gi. Bdi vi cong viéc cla toi 1a thuc hién nhiing

23
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2.1

0i toi dugc yBu cdu, ¢d ddng khdng nac? Cong vigc clia ngudi quén 1y 12 bdo
16i cAn phai [am gi, néu cd sai sot thi hg s& nhdn lay trach nhiém. Ho dugc
tra Iugng dé tam viéc 66 ma.”

Trong trudng hgp trén ching ta ¢6 thé thiy ngudi quin 1y thudng
hay mdc phai 16i ndy. M6t ngudi quin Iy khong nhit thi€t phai
dwa ra nhitng quy€t dinh thay ddi cdch thire lam viéc.

Nhitng ¢4 nhan lién quan tryc ti€p dén céng viéc nhu trudng hgp
Xuin s& hiéu rd hon nhitng gi thich hgp va nhitng gi khong thich
hop. Do d6 viéc dé€ cho nhdn vién dudi quyén ciia ban tham dy
vao viéc quy&t dinh nhitng gi cdn lAm s& gidp ban dua ra nhitng
quyét dinh ddng ddn, cling nhu gidp xdy dyng mdt khdng khi 1am
viéc gdn bé. Sau cling, ban phii dya vio mdi quan hé giifa ban va
nhin vién cip dudi @€ c6 thé dua ra nhitng phuong thitc méi ma
khéng giy qua nhiéu xdo tron.

Trong cudc hop hang tudn gilia cdc trulng phong, Higp thuat lai cho cdc ddng
nghigp nhitng khé khin ma anh 1a gigp phai trong b& phan clia minh. “Néu toi
mudn cbng vide duge thyc hign sudn sé, dich than 16i s& phai thuc hién cong
viec”, anh ndi “va khi tdi ving mit thi hdu nhtr tat cd cdng viéc déu bi ngung
tré.” Bao, cling 1 mdt trubng phong, ¢é nghi riing Higp nén dé cho nhan vién
cdp dudi cia mink tham gia nhidu hon vao vigc ra cdc quyt dinh lign quan
dén cbng viéc cha hg, ciing nh giao cho hg mdt 8 trach nhigm d€ ho ¢6 thé
tu thuc hién cong viéc theo ¢ach cla ho. Bao cho bift “Bing cach nay tdi
nhan thdy ring cac nhan vién trong bd phan cla t6i ¢é trach nhigm hon khi
thic hién ¢dng viéc va ho sdn 1dng cing nhu ¢ khd ndng thyc hign nhiing
cdng vidc ma néu khang chinh t6i s& phai dam trach.”

T6i nghi ring ban déng ¥ véi ¥ ki€n cia Bdo véi cach thitc ma
anh ta thue hién. Uu diém ré rét nh4t 1a nhin vién trong b6 phin
clia anh cé thé thyc hién cong viéc ma khéng cin sy gidm sit tryc
ti€p clia anh 4y. Ly do Ia vi ho ¢6 thé tu ra quyét dinh va c6 mot
tinh thin tap thé khing khit, gitp cho ho tin wy hon d6i vdi cong
viéc md ho dang lam. Ban c¢6 thé tham khdo thém chi dé “Lim
giiu céng viéc” trong cudn “Tao dong lyc lam viéc”.

Ly do cda viéc Gy thic cong viéc dudi mifc 6 thé

Ma6t s& nha quin 1y cho bi€t ho mudn thirc hién viéc ty thic cdng viéc
nhung ho lai khéng thé thu x&p lich 1am viéc ciia ho. Ho cdm thdy



Bat dwgc sy cén bang khi ity thdc cong viéc

ring tf ho thyc hién céng viéc sé& nhanh hon 13 gidi thich cho
ngudi khic. Vige dy thdc cong viéc cin ¢6 thdi gian dé Iap k&€ hoach
va 8 chitc. Nhung viéc Gy thac cong viéc lai gidp cho ngudi quan
1y c6 thdi gian @€ danh cho nhitng cong viée quan trong hdn. Mot
diéu nifa ma ban ciing cin ludn nhé 1a thyc hién viéc Gy thic cong
viéc ciing chinh 12 trach nhiém ma ban phai thuc hién d& phar trién
nhém lam viéc hay bd phan ma ban phy trich.

Mot s6 nha quidn 1y lai cho réing nhin vién cdp dudi cila ho cdn
dugc chi bdo phdi lam gi. Nhitng nhin vién ndy thudng fim céch
trdnh viéc khi ¢6 th€. Ho cho ring ho cé thé lam viéc tt hon
bi't ci nhin vién cdp dudi nio cda ho.

Viée ndy ciing gidng nhit viéc b8 me ludn cft day giay cho con, hon 1a
chi bdo chiing c4ch thyc hién vd xem chiing tif ddnh vat v6i chuyén as
nhu th€ nao. N&€u nhu ban khong dé€ cho ngudi khéc hoc cdch thuc
hién cong viéc thi chdng bao gid ho ¢é thé lam viéc doc lip dugc.

N6i mét cdch khdc, nu nhu ban ddnh gia cao nhan vién cdp dudi
clia minh, xem hg 12 nhifng ¢4 nhén c6 ning lyc va bi€t cich lam
viéc va ban chi can thiép khi cin thi€t thl vai trd cla ban s& dudc
ning lén rit nhiéu,

Do d6, néu ban 4 ra sin sing {y thic cong viéc cho ngudi khac thi ¢6
nghia 13 ban thit su tin tudng ring nhin vién ctia ban s& nhin linh
trach nhiém ciing nhu tin twdng vio ning lyc qudn 1y clia chinh ban.

MGt 83 nha quén 1y e ngai viéc dy thdc cong viéc bdi ho nghi ring khi
dich thin thyc hién c6ng viéc, uy tin clia ho s& gia ting, Nhung sy thit
thi ngude lai. Do du khi thye hién viéc 0y thdc c¢dng viéc chi lam gidm
uy tin cda ngudi quan 1y trong ¢ii nhin cla ngudi khic, Uy tin ciia
ngudi quédn ly s& ting khi ho chitng té khé ning Oy thic cong viéc mot
cdch higu qud.

N&u nhu ban nghi ring dy thic cdng viéc cho ngudi khdc chitng 6
ring ban khong c6 khd ning la vi ban cim thay khng tur tin. Tuong tu
nhu th€, viéc ban ndm giit moi ngudn thdng tin cho riéng ban vi ban
nghi ring théng tin chinh 12 quyén lyc va chi khi ban nim gii¥ nhirng
thdng tin ma ngudi khdc khong bi€t duge thi ban méi ¢6 thé nim
quyén ki€m sost 13 vin a8 thi€u wr tin. Nhitng nha qudn 1y thiéu
ty tin thudng s¢ ring viéc Oy thic mdt phin cong vide cla ho cho
ngudi khdc thi ngudi khdc sé khéng cAn d&€n ho nita.
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Tuy nhién, ban ciing can phdi bi€t r6 gidi han quyén han cia
ban nim & mic ndo ciing nhu khd ning ti€p cin théng tin va
cdc ngudn lyc khdc. Ban c6 thé thyc hién céng viéc hiéu qua
hon bing cich dé cho cdp quén 1y clia ban tham gia vio mot giai
doan cu thé nao d6 trong qué trinh thyc hién cong viéc. Viéc nay
s€ khong lam sit gidm vi tri clia ban ma n6é sé cho phép ban dat
dugc nhitng thanh qud t6t hon.

Nhitng nha qudn ly thi€u ty tin thudng 12 nan nhin cla viéc dun
ddy cong viéc ti cdp dudi. Nhian vién dudi quyén ddy céng viéc
cho ban va thuyé€t phuc duge ban thuc hién cong viéc d6. Nhitng
131 néi ting b&c nhu “T6i phdi thye hién céng viéc nay nhung
t6i phdi cdu cttu anh/chi vi t6i bi€t chic anh/chi c¢6 thé lam viéc
nay t6t hon t6i rdt nhiéu.” Pay c6 thé 12 mo6t hi€ém hoa n€u ban
chdp nhidn céng viéc.

Thuc hanh 11 5 phit &

c6 nguyl‘uém khﬁng néu nhu nglrdi_quﬁn.'ly-dé cho nhan vién cip

du6i ddy viéc cho ho? Pua ra it nhit mot moi nguy hiém.

Ngoai ra cdn c¢6 mot s6 mdi nguy hiém khéc nhu:

N&u nhu ban danh thdi gian va cong sitc d€ 1am nhitng cong viéc clia
nhén vién cdp dudi thi ban sé khong thé thuc hién cong viéc cua ban
c6 hiéu qua.

Ban c6 thé tao mot “tién 1& x&u” vi khi ban chip nhin dé diéu d6 x4y
ra mot 1an, thi s& c6 1an k€ tiép.

Ban khong thé quan 1§ nhin vién clia ban néu nhu ban d€ cho mot
nhén vién sai khi€n ban cdn phai lam gi.

Ban tin ring nhan vién cip dudi cia ban kém kha ning hon ban nghi.

Va té hai hon, n€u ban cu xi v6i nhian vién dudi quyén ctia ban nhu
nhitng ngudi khong c6 niing lyc, ho sé phai nghi vé ho nhu thé va do
d6 ho s& khong nhian bit cif trach nhiém nao.



Bat duoc su cdn bing khi diy thdc céng viéc

Tuy nhién c¢fing ¢é nhitng trudng hgp nhin vién cia ban dugc
quyén dy thdc c6ng viéc cho ban. Ban nén chudn bi cho viée
nay va khuyén khich nhin vién cia minh thye hién didu d6.

dé 13 nhitng phin viéc ma ban ¢6 ki€n thic, théng tin v céc
m&i quan hé € thyc hién cong viéc hiéu qud hon nhd vio vi tri
quén 1§ ctia minh.

nhitng quyét dinh khéng thudc trdch nhiém hay thim quyén cda
nhin vién cdp dudi, vi du nhu ky luat ai dé hoic truy cip vao nhitng
ngubn théng tin mat.

MGt s8 cong ty sdn xudt nhin thiy nhing &nh hudng sau day cla vigc kifm
sodt chét lugng. Trugc day chat lugng I3 trach nhigm cha by phan chuy@n vién
thanh tra. Cac nhdn vién phuy trach sdn xudt tryc tiép khdng phai chiu trach
nhidm vé vigc kidm tra cht luong san phim ma ho 1am ra vi do 12 cng viec
cua nhilng nhdn vién thanh tra. Ca cu 16 chitc cong viéc ahu thé |am ting
thém mau thudn gita b§ phdn sdn xudt vd b phéan thanh tra chit lugng. Bo
phan sin xudt dé 15i cho bd phan thanh tra khdng hop tac nén xay ra tinh
trang nang suit kém.

Nhiéu cong ty thay déi co cdu ndy va ngudi cng nhan sin xut phai chiu
trach nhiém kiém tra cong viéc clia ho vd dam bdo cdng vigc duge thye hién
theo diing tigu chudn. Vigc ndy giip cdi thién chat lugng, nang cao nang suft
va han ché viéc tai san xudt. Bing cach chuyén giao tréch nhiém 08i véi cong
vigc cho ngudi cdng nhdn, ho da cdi thién chit lugng san xuflt va ching th
nang Ijc lam vigc clia minh,

Ly do cudi cling cla viéc iy thic cong viéc mdt cdch mién cudng
13 ngudi quin 1§ qud hing hdi t thyc hién 14y céng viéc. Ho khong
mudn chia sé cdng viéc vdi ai ca.

Diéu ndy thudng xay ra d6i v&i nhitng nha quén 1y “di 1én tif céng
viéc”; ¢6 nghia 1d mdt ngudi phdi chiu trdch nhiém d&i véi cong
viée do ngudi khdc thuc hién m3 v8n trude diy ho da tirng thuc
hi¢n. Trong trudng hgp nay, ngudi quidn 1y lai thich thye hién cong
viéc hon 1a 1Am cdng viéc quan Iy — c6 1€ do ho thi€u ti tin vao
khd ning qudn Iy clia minh. Tuy nhién, mdt nha qudn 1y cdn phai
bi€t hec cdch bd bdt nhitng cbng vigc ci d€ ¢6 thdi gian danh thyc
hién 8t hon cdc cdng viéc & vai trd mdi.
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Thuc hanh 12 7 phut

Hiy tu&ng tlrdngrﬁng ban dang tham dy mot cudc hop gita

nhitng ngudi linh dao nhém. Nhitng ngm’n’ tham gia cudc hop
~dua ra bon 1y do vi sao ho khong mudn thuc hién vigc iy thic

cﬁng vi¢c. Ban hdy tim cich thuyé't phl,lc ho ring ﬁy thic cong

MIEC. SE 6 1gi cho ho bﬁng céch dLra ra nhﬁ’ng lap luan dé phédn
. baic 1&1 nhﬁng ly do dé

Ly do Lgi ich clia viéc Uy thdc cong viéc

Khoéng c6 thdi gian dé
iy thdc cong viéc

Khéng tin tudng vio
kha nang cta nhén vién
cap dudi

Lo s¢ mat ti€ng tim
khi phdi san sé c6ng
viéc

Tu minh thuc hién
cong viéc s& dé hon
la 4y thdc céng viéc
cho ngudi khédc thuc
hién

Céch ban trd 13i c6 th€ hoi khdc vdi nhitng cdu trd 15i bén dudi
diy, nhung ndi dung thi nén tuong tu.
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Ly do
Khéng c¢6 thdi
gian d€ dy
thdc cong viéc

Lgi ich ca viéc ty thic cong viéc
Mic di viéc ty thac cong viéc can c6 thdi gian,
nhung né sé gidp ban c6 nhiéu thdi glan hon
d€ tap trung vao nhitng cong viéc quan trong.

Khéng tin
tudng vao
khd ning cia
nhin vién cdp
dudi

Ban c6 thé thuc hién viéc Uy thic cong viéc
nhu 12 mot hoat dong nhim phat tri€n nhin
vién. Biing cdch ddnh gid hiéu qud lam viéc
clia nhan vién, ban c6 thé trao cho ho mot
s8 trdch nhiém, qua d6 ban s& thdy tu tin va
tin tudng vdo nhdn vién cia minh hon va
nhdn vién cia ban cling viy.

Lo s¢ mat
ti€ng tdm khi
phdi san sé

Trai lai ban d& mit ti€ng tim hon néu nhu ct
giit 14y cong viéc. Mot nhém lam viéc c6 ning
luc va thinh cong s& lam ting uy tin ctia ban.

céng viéc Ban c6 thé xdy dung mdt ddi ngi nhu thé bing
cdch thuc hién viéc Uy thic cong viéc.
Ty minh thuc Né&u nhu th€ thi 4p lyc ma ban phdi chiu

hién cong viéc
s& dé hon 12 Gy
thac cong viéc
cho ngudi khac
thuc hién

cang ting. Ban ving mit thi moi viéc s€ nhu
th€ nao? La mot ngudi linh dao nhém, ban
cin phdi 1am cho nhém phit tri€n, ning cao
ky ning cla céc thanh vién trong nhém. Ban
c6 thé thyc hién diéu ndy bing cach dy thic
mot phdn céng viéc cia ban cho ho.

3 Uy thac cong viéc qua miic co thé

Ching ta da d& cap dén viéc ty thic cong viéc dudi mifc c6 thé, by
gid chiing ta s& xem xét § géc d6 ngugc lai: c6 nghia 1a thyc hién viéc
Gy thdc cong viéc qua midc c6 thé. Diéu nay xdy ra khi ban ly thic
cho ngudi khic qud nhiéu trdch nhiém.

Viéc dy thc cong viéc qud mic c6 thé xay ra khi ngudi quan 1y chuyén
giao qué nhiéu trich nhiém cho ngudi khéc va khong thé quan 1y hét
nhitng cong viéc dugc dy thic. N&u nhy ngudi quan 1y Gy thic nhiéu
viéc cho nhiéu ngudi khdc nhau nhung vin cé thé quin ly dugc
cong viéc thi diéu @6 khong phdi 1a dy thdc cong viéc qud mic
c6 thé.
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C6 nhi€u cédch gidi thich ddi véi vigc Uy thdc cong viéc qui mic
c6 thé. Mot s§ nha quin 1§ cho ring ho giao phé qué nhiéu nhiém
vu cho qud nhiéu ngudi. K&t qua 1a ho nhén thdy ho di Wy théc
cong viéc qud mifc c6 thé, ho khong thé ki€m sost dugc cong
vig¢c. Di€u nay c6 thé xdy ra mot cdch tinh cd.

M6t s6 nha quin 1y khéc thuc hién viéc Uy thdc cong viéc qué
mic ¢6 th€ bdi ho lo 1ing v& trach nhiém d6i véi cdng viéc.

o} mot ¢ong ty thuong mai I6n no, moi ngudi déu biét ring nhiing ai khéng
mdc sai pham trong cdng viéc sé dugc thang ti€n. K&t qua Ia hdu hét cac
cép quan Iy trong cong ty tranh né thic hién cong viéc béng cach tranh
dua ra quyét dinh, hodc ddy viéc nay cho nhén vién trong bd phén cla ho
thuc hién. Ho nght rdng ho s& khong phdi chiu trach nhiém khi c6 sai sot
xay ra.

C6 1€ ban sé dong y ring cong ty cin phai thay déi cdc suy nghi
clia moi ngudi vé viéc thang ti€n. Tuy nhién, cdc cAp quan ly trong
cdng ty ciing nhan thdy ring ho khé ma tho4i thac trich nhiém dugc.
Khi ¢6 sai s6t, nhan vién dugc Gy thc cong viéc thuc hién quyét
dinh d6 sé d6 13i nguge lai cho ngudi quin 1y cda ho — ngudi
ma ddng 1y ra phdi thyc hién cong viéc dé.

Ban ciing s& nhan thdy ring mot s& nha quén 1y thuc hién viéc ly thac
cong viéc qud mic ¢6 thé nhim trdnh mau thuin.

Thuc hanh 13 6 phut &

Théo vira duge b3 nhiém lam gidm sit phu tréch bé phan dién
mdy ctia mot siéu thi 16n. C6 da ting lam viéc & nhidu bo phan
khac nhau trong siéu thi tir lic t6t nghiép cdch dﬁy ba niim, nhung
chua bao gl-:‘i lam vxec é bG phén phu trich vé dién méy Ngudi

‘6 kinh nghiém nhat trong bo phan ndy A Thudn, di 1am viéc &

b phan nay trong sdu ndm qua. Anh cho riing minh chic chic’_
sé trd th'anh glém sdt bo phan khi vi tri ndy chua cé ngudi thay
th€. D€ tranh mau thuin, Thdo quyét dinh d€ cho Thudn dim
nhan phin 16n trach nhlém quén Iy trong by phdn ciing nhlf glao
dich v6i nhitng nha cung cdp hfmg cho méu by oo -

Thio s& gip ric r6i gi khi ¢o fy théc cong v1éc cho nhan v1éni..;_
ciia minh bing cdch nhy trén? i
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Chic hin ban ciing ddng ¥ rling su sip x&p nay s& gilip trinh dugc cic
mau thuin giita Thdo va Thuén trong thdi gian ddu. Nhung nhu thé€ thi
Thido dang trén trach trach nhiém ctia minh. Thuc hién viéc Gy thac
cong viéc nhu th€ s& din d&€n mdt mdi nguy hiém 1a moi ngudi trong
bd phin sé xem Thuédn la ngudi phu trach by phan “thdt su™. Viéc nay
sé& din dén nhitng mau thuin vé sau.

N&u nhu Thio gip kho6 khin vé nhitng gi lién quan vé dién thi ¢o ta c6
thé Gy thac phin viéc nay cho ngudsi khac, nhung phai chi tri cdc budi
hop d€ nim tinh hinh va tham gia vao viéc lap k€ hoach ciing nhu
quan ly cong viéc clia bo phan. Mot gidi phap nita 1a Thio c6 thé theo
hoc mét khéa huin luyén thich hgp.

Mbt 1y do nira clia viéc tiy thic cong viéc qua mifc c6 thé 1a do thi€u
su dong vién trong cong viéc.

Thuc hanh 14 5 phut 3

Hay suy ngtu vé nhl'i’ng yéu t6’ cé the tao d&ng llfc cho ban lﬁm v1éc

v1¢c cua mmh

Pua ra hai hodic ba y&u t5.

Cau tra 13i tiy thudc vao chinh ban.

Ciac chuyén gia vé quan 1y nhan thdy ring khé c6 thé dua ra nhitng
y&u t& khich 1& moi ngudi 1am viéc. C6 1€ diéu ngac nhién 1a ho thdy
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ring luong bdng khong phii 1a mot y&u td hiru hiéu. Ho da xdc
dinh hang loat cdc y&u t& lién quan dén cdng viéc c6 thé khich 1&
moi ngudi lam viéc. Vi du nhu ngudi ta sé cdm thidy phdn chan
hon khi dugc lam céng viéc ma ho yéu thich, hoic duge 1am viéc
chung véi nhitng cong sy ma ho quy mén, hodc c6 dudc mdt ngudi
quan 1y tSt bi€t quan tim d&n nhitng mong mudn ctia ho va c6 ging
d€ gitip ho thyc hién nhitng mong muén d6. Cich ma ngudi quin
ly d8i x{t v4i nhin vién cla minh ciing 4nh hudng d€n viéc ngudi
nhén vién c¢6 cdm thdy minh dugc khich 1& d€ lam viéc hay khong.
N&u nhu mét ngudi khéng cdm thdy yéu thich cong viéc ma ho dang
lam, cim thdy ho khdng dugc quan tdm, khdng c6 dude ngudi quan ly
bi€t thong cdm va bi€t dong vién thi ho kh6é ma chi tim vao cong
viéc. Thi€u nhiét tinh trong cong viéc sé khi€n ho né tranh va dun diy
viéc cho nhin vién clia ho.

C6 1& céch t5t nhat d€ xem mdt ngudi c6 Gy thic qua nhiéu viéc cho
ngudi khdc hay khong la xdc dinh xem ho ¢é quén ly dugc cong viéc
dang di€n ra hay khong.

Xac dinh viéc Gy thac cong viéc dudi mic co thé va
qua mifc ¢ thé

Hay nghi vé cdch ngudi quin 1y ciia ban hoic mdt ngudi quan ly
ma ban bi€t dy thdc cong viéc cho nhin vién ciia minh.

Thuc hanh 15 6 phut &

Tai sao mgt 36 nt '"'qué.n 1y c6 khuynh huéng hoic lé uy théc cong

Uy thic cong viéc Nguyén nhan Téc dong
dugi/qus midc c6 thé
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So sanh nhitng nguyén nhin ma ban dua ra vdi nhifng nguyén nhén
ma ching t6i da dé cip dén. Ban c6 thé nhin thiy ring:

Tdc dong chda viéc dy thdc cong viée dudi mic cd thé sé la:

din d&€n cdch suy nghi chia r& ‘ho’ va ‘ching ta’ trong ndi bd;
ngudi quin 1y cdm thdy cong viéc qua nhiéu vi ho khdng con thdi
gian d& quan 1y ¢6ng viée cda nhém;

thi€u tinh thdn gin bé giita cdc thinh vién trong nhém.

Tdc déng ciia viéc iy thdc cbng viée qud miic cé thé la:

ngudi quin 1y khéng cdn gidm sdt duge cbng vide cia cic thanhh vién
trong nhém;

quyén han clia ngudi quan 1¥ bi gidm sit;

khéng c6 st thdng nhit giifa cdc thinh vién trong nhém.

Néu nhu ban cdm thiy minh thyc hién viéc Uy thic céng viéc qué
it hodc qu4 nhiéu thi ban cin thay d6i dé dat dudc sy cin bing

gita niém tin v viéc quén Iy trong cdch ma ban thyc hién ly thic
cing viéc.

Céc mitc ki€m soat khi Gy thac cong viéc

Chiing ta di thay ring d& c6 thé dy thic cdng viéc hiéu qui ban cin
phdi nim duge viéc ki€m sodt chung. Tuy nhién, mdi nha qudn 1y 6
th&€ chon cho minh mdt mite d5 ki€m sodt thich hgp:

cdch ti€p cin thich hgp;

cdc k¥ nang, kinh nghiém va thii d6 cda céc thanh vién trong nhém;
sif thic €p trong cOng viéc.

Né6i chung, mifc d§ quin ly khi dy thdc cong viéc sé tay thudc vao
mifc do tin tudng clia nhi quin 1y d6i v4i nhin vién cia minh. Ban
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c6 thé thiy duge mdi lién hé gia su tin tudng va viéc qudn ly
trong so d6 dudi day.

Ngudi quin 1y o mifrc

Cao \ - dd quin 1y cao vi
> e T miic d§ tin wéng thip
! Nguisi quin 19
i cé mie dé
| quan ly thip
Mitc d6 vA mitc 4 tin
I wdng cao
kiém sodt ‘ E
| I
Thip ‘ : ) .l
Thap Mic d6 tin tudng Cao

Ngudi quan 1y ¢6 mic d6 tin twdng cao d6i v8i nhin vién clia minh
thudng ¢6 khuynh huSng cho riing ho khong cin phai gidm sdt tryc
ti€p nhin vién cia ho qué nhidu.

Vi dy, khi mét ngudi quan 1y trao cho nhin vién clia minh trich nhiém
kha 16n @€ thyc hién cong viéc duge Uiy thdc, ngudi nhin vién d6 cé
thé ty quy&t dinh vé céch thitc thuc hién cong vigc, thisi gian, c4c ngudn
Iyc v.v... mic dii ngudt nhin vién nay ciing thudng xuyén thio
ludn v6i ngudi qudn 1y cla ho vé nhitng quyét dinh ma ho dua
ra, ngudi quan 1y s& hudng din, tw vin va hd trg.

Dudi day 1a y ki€n cla mdt nha quin 1y v& phuong cdch ma cb ta
qudn 1y nhdn vién cla minh:

“Toi nhdn thay rang cach t61 nhat a8 c6 thé quén ly moi vidc 1a dam bio
cac cfng sy clia toi hidu dugc chang toi cin dat duge didu gi, cing nhu tAm
quan trong clia vige tudn theo ndi quy va cich thiic thue hign cong viée clia
cbng ty. Toi ciing cdn dam bao ring ho o6 thé gap 1i dé trao ddi v kign va
tim ra céc giai phap kha thi. Sau do, tdi d& cho ho t thuc hign cong viéc,
chi giam sat mdt cach t& nhi xem ¢dng viéc ¢ thyc hidn subn sé.”

Ngudi quan 1y ¢6 mirc d¢ tin twéng thap d8i v&i nhdn vién clia minh
thudng gidm sit vigc thue hién cong viéc rat chit ché va han ché
giao trdch nhiém cho nhén vién. Vi dy, ngudi quin ly s& hudng
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dan nhan vién ciia ho cdch thyc hién cong viéc va yéu cdu nhin
vién bdo cdo thudng xuyén vé ti€n dd thyc hién cong viéc & tirng
thoi diém.

Cho du ban 4p dung mic d6 quan Iy nao di nita, ban ciing cin ludn
nhg riing khong c6 ai hoan hao ci. Nhan vién cia ban pham sai s6t 1a
chuyén binh thudng, khong nén vi viy ma ban ngung khdng iy thic
cong viéc cho ho.

Thuc hanh 16 2 phit 8

Ban cim thdy nhu th€ nao khi ¢6 ai a6 n_é_l vdl ban rﬁng ho tin tuéng

- ban thay mat ho thue hlén cﬁng v1f;c"

“T6i ludn ¢d gang hoan thanh cong viéc dugc giao ma khdng hé co cam gidc
bi ép bubc bdi vi trung phong cla t6i cho tdi biét chi &y tin tudng toi s& lam
tot cong viéc d6. Hon niia chj &y ludn ludn khuy&n khich va ing hd cc ¥ kign
clia toi dua ra dé thyc hign cong vigc.” Mai, nhan vién vin phong clia mot
cdng ty xudt nhap khdu thd 19.

Ban cidm thﬁ'y thé nao khi ai d6 yéu cﬁu ban thtrc b.tén cOng viée,
nhung lai khong dé cho ban thyc hién theo céch clia ban va rd rang
khong tin riing ban c6 thé thyc hién (5t cong viéc?

“Lam sao i co thé thoai mai lam viéc khi bat ci chuyén gi giao cho toi 6ng
dy déu mudn “cdm tay chi I6i" va khdng chiu IAng nghe ¥ kién clia ti. Ong &y
con thudng kiém tra xem t6i ¢6 lam ding nhu 6ng &y mudn hay khong. That
la chan!”. Phudng, trg Iy thudng hiu & mdt cong ty san xudt my phdm.

T6i nghi ring da phan moi ngudi cdm thiy gin b6 v6i cong viéc
hon né€u nhv ho dugc giao phé cong viéc. Ho sé nd luc dé thuc
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hién (8t cong viéc. Trai lai khi bi€t ring ngudi khic khong tin ho
c6 thé 1am tSt cong vide, da s§ s& cim thdy khéng ¢6 dong luc dé
lam viée, thi€u sy gdn bé va yéu thich céng viéc.

Viéc ching té cho nhin vién céa ban thdy ring ban tin tudng ho
12 di€u quan trong néu nhu ho da cf ging lam viéc that 5t Tuy
nhién sy tin tudng 13 moét y&u & chi ¢6 duge va ting din qua thire
t€ ¢ong viéc va qua thdi gian.

Né&u nhu ban chua tin tudng vio khd ning cla nhin vién, ban c6 thé
thire hién viée fy thac cng viéc titng budc d€ xay dung long tin. Ban
cin nhd ring qud trinh Uy thic céng viée s& gilp cho nhin vién cla
ban phdt tri€n k¥ ning cin thiét.

Khi 1an ddu tién thyc hién viéc Gy thic cong viée ban ¢in phii 4p
dung mifc d quén ly that chit dé ¢6 thé dua ra nhitng 101 khuyén hop
1 va hd trd khi cin thi€t. Bing cdch nay ban ¢6 thé gidip cdc thanh
vién trong nhém quen din véi vigc thire hién cong vide. Khi nhin vién
clia ban ¢6 thé thyc hién thanh cong cdc cdng viéc duge iy thdc, ban
s€ tif tin hon khi gidm bdt viée gidm sat tric G€p, trao cho nhin vién
cia ban thém trach nhiém d& thyc hién 16t cong viée, qua dé sif tin
tudng clia ban d6i vdi nhan vién cla minh ciing tang 1&n.

Ban cin nhd riing, v6i vai trd 12 ngudsi quén 1y, ban phai chiu trdch
nhiém chung d6i v4i cdng viéc ma ban ly thic cho ngudsi khic thie
hién. Trong phin k&€ ti€p ching ta s& dé cip d&n van dé nay théng qua
qué trinh ¢ty thac cOng viéc.

Ban ¢6 thé tham khdo thém cubn ‘Tao ddng luc lam vige”.
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Hay tu danh gia 2 10 phat E
1 Néu nhitng 1y do tai sao ngudi qudn 1y ¢6 thé khong Gy thdc cong
viéc qud nhiéu cho ngudi khdc. Pua ra ba hoic bdn 1y do.
a
b
c
d

2 Hoan tdt cdu sau diy biing cdch chon lya ciu trd 13i diing nhat trong
s0 ba cau dudi diy:

D4u hiéu cho thdy ngudi quin 1y dy thdc ¢ong viéc qué mic cé thé 1a
khi ho:

a Uy thic qud nhiéu viéc

b khdng qudn Iy dugc cong viéc ma ho Uy thic

¢ mdilam quen vdi cdng viée

3 Hoan tdt cdc cau bén dudi diy v4i nhifng tir thich hgp.

Mitc db cong viéce duge by thic lién quan dén mutc
a6 ngudi khdc c6 thé 1am 6t cong viéc.

4 Viéc dy thdc cdng viée gidp ban ting niém tin nhu th€ nio?

Ban c6 thé tham khio dép 4n cho nhitng ciu hdi ndy & phin ‘P4p
4n bii tdp tv ddnh gi4’ & cudi sdch.
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6 Tom tat

u ny thic cong viéc dudi mic c6 thé, tic 1a khong giao quyén han va
trach nhi¢m cho nhitng nhin vién dang 1am viéc cho ban, thudng gip
‘6 nhirng nha quan ly: :

= tif minh thye hién qui nhiéu viéc
= cOng viéc bi qud tdi
= khong st dung chuyén mon cia cdc thanh vién trong nhém d€ ra
quyét dinh., :
~m Ngudi quédn ly thire hién viéc dy thic cong viéc dudi mic cé thé bdi:

ho cho ring ty thyc hién 14y cong viéc sé it gip phién phifc hon
ho qué chi trong dén ti€ng tim cla cd nhin v6i vai trd 1a nguoi
~diéu hanh

thi€u tin tudng vao kha ning ciia cdc thanh vién trong nh6m
cdm thd'y khong an tdm & vai trd lanh dao
qui quan tim dé’n viéc tu thuc hién cong viéc

u Chuyen giao cOng viéc ngugc lén cip trén tic 1a cong viéc dudc giao
cho cip quén 1§ cao hon. Cin thyc hién viéc nay mot cdch hop 1y va
hi¢u qud, dic biét 1a khi viéc ra quyét dinh hay thuc hién mot s
phin vigc cu thé doi héi nhiéu quyén han hon. Tuy nhién ban cin
phéi ddm bdo ring viéc chuyén giao cong viéc cho cip quin 1y chi

- dugce thyc hién khi that sy cin thiét.

= Uy thic cong viéc quéd. mifc ¢6 thé, tirc 1a giao ph6 qué nhiéu trach
~ nhiém cho ngudi khéc, c6 thé lam cho quyén qudn ly nhan vién rdi
. vio tay ngu'dl khéc

. Ngu’c‘.n quén l§ th‘l,l'C hlen v1éc uy thic cong v1€:c qua muc co the bfn

. tlné'u kinh nghiém
= khdng dugc khich 1¢ d€ thuc hién cong viéc
= sd mic sai s6t

® M d6 quin Iy ma ban 4p dung khi dy thc cong viéc thy thude
- vao mic do ma ban tin tudng ngudi khc ¢6 thé lam 5t cong viéc.
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7 Suy ngim

__ ‘ﬁ‘z Bay gi%¥ ban danh 5 phiit d€ suy ngdm nhitng vAn dé vira nghién citu
ﬂ s va nghi xem ban s& 4p dung chiing vao thuc t&€ cong viéc cha ban nhu
th€ ndo? Hiy viét ra nhifng suy nghi clia ban:

e

mgi da hoc dugc ...

Ap dung khi ndo?

A!'Téi d3 hoc duoc ...

............................................... i Ap du“g khi nao? ;
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Phﬁq C
Chuan bi

fly thac 1 Dan nhap

a ¥ - Viéc Gy thac cong viéc thanh cong tiy thudc
con g Vi e C nhiéu vao nhiéu y&u t6 nhu x4c dinh cong
viéc thich hgp d€ ly thac, chon lva ngudi
phit hgp nhat d€ ty thic, cic budc trao déi
v6i nhan vién va cam két thuc hién viéc
dugc Uy thac. Tém lai d6 1a mdt qué trinh

» Ddn nhdp

w Nhitng viéc gi khéng nén d€ dam bdo cho viéc Gy thdc duge thanh
iy thdc cdng. Ban cin 4p dung qué trinh nay vao
w Nhiing viéc gi nén iy thic cOng viéc thyc té bang cdch dy thic cong

viéc cho cédc thanh vién trong bd phan ban

» Nhiing viéc ban cé thé phu trach thyc hién cdc phén viéc thich hgp.

uy thdc Né&u nhu ban chura § vao chitc vu d€ ¢6 thé
w Chon lua nguoi dé iy thdc Uy thac cong viéc cho ngudi khéc, ban ciing
cbng viéc s& nhén thdy ring nhitng thong tin dugc dé
s cap trong phan nay la hitu ich.
m Tom tat P &P y

» Suy ngdm

Muc tiéu

Khi hoan thanh phan nay, ban s& c6 kha
ning tot hon dé:

m Xic dinh nhiihg cong viéc ndo c6 thé ty thac;
w Chon lya ngudi phdl hgp nhit @€ {y thic

biang cich dénh gi4 nhitng mat manh va mit
y€u clia cdc thanh vién trong nhém.

2 Nhiing viéc gi khong nén y thac

RG rang c6 mdt s6 codng viéc ma ngudi
qudn 1y khéng thé€ Gy thic cho ngudi
khdc thyc hién. Can thi€t phdi x4dc dinh
nhitng phan viéc ndy va tich biét ching
v@i nhitng céng viéc khdc. Sau d6 ban
c6 thé xem xét nhitng c6ng viéc con lai
va lua chon nhitng cong viéc thich hgp
nhi't d€ Uy théc.
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Cong viéc c6 tinh chdt bio mat chic chdn khong thé dugc dy
thdc. Tuong tu, ngudi lanh dao nhém khéng th€ dy thdc nhing
cong viéc khong thudc quyén han clia minh. Ciing khong thé ty
thdc tdt cd quyén han hay céng viéc clia minh cho ngudi khic.

Céc quy dinh va chinh sich ctia cong ty c6 thé chi rd nhitng cong viéc
nao ban c¢6 thé Uiy thic, hodc nhitng qui trinh cdng viéc nao ma chinh
ban phai thyc hién.

Thyc hanh 17 5 phut 3

- Cho biet'hm v1éc tl_'on' ' _“.'o nhﬁﬁg cﬁng VIéc ban dang dém trich khﬁng
thé iy thdc duge cho ngudi khdc. Nguyén nhin tai sao‘? '

Cau tra 13i con tiy thudc vao tinh chit cong viéc clia ban. Dudi day la
mot s6 cong viéc ma ban khong thé dy thdc dugc:

viéc ra quy&t dinh ky luét

tham van cho nhin vién

d4nh gid k€t qua cong viéc clia cdc thanh vién trong nhém

vai trd clia ban trong viéc cdi thién tinh trang an toan va sic khée &
noi lam viéc

1ap k€& hoach va t6 chitc cong viéc cho cd nhém

Nhifng viéc gi nén dugc Uy thac

Bay gid chiing ta s& dé cap dén nhitng cong viéc nao ma ban c6 thé dy
thdc cho nhdn vién clia minh.

Thyc hanh 18 10 phut 3

cong viec cﬁé céng ty dLch thdc mg;n b&lcﬁ@ ng tc vién la céc
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nha thi€t k€, bién tap va stta bdn in hanh nghé ty do tai nha.
D€ cdi thién viéc ki€m sodt viéc thyc hién cong viéc cho toan
cong ty, gidm dbc yéu cAu ban dua ra mot cerdng trinh quﬁn ly
chdm cong trén mdy vi tinh.

Ban phdi vach ra nhitng céng viéc phdi lam:

m xéc dinh cdc yéu ciu tir cic cong tic vién va nhin vién trong cdng ty;
= nghién cu cdc phin mém vi tinh ding cho viéc chim cong dang dugc
stt dung va cho ki€m tra thit hoat dong clia cic phim mém nay;

m phén tich két qud;

w tip hop tdt cd cdc ngudn thong tin va vié€t bdo cdo dé nghi.
Ban dang rat ban thyc hién nhitng c6ng viéc ma chi ban méi c6 thé
lam dugc do d6 ban cdm thdy ring cdng viéc trén doi hdi mat nhiéu
thdi gian ma 1€ ra ban c6 thé sit dung hiéu qua hon.

Nhirng phan viéc nao thudc cong viéc trén c6 thé dy thic cho ngudi
khéc thuc hién va nhitng phin viéc ndo chinh ban phai thuc hién?

T6i dé nghi mdt s cong viéc ma ban c6 thé iy thac cho nhitng thanh
vién khdc trong bo phan cta ban thuc hién:
m xdc dinh cdc yéu ciu tif cdc cdng tic vién va nhan vién trong cong ty
® nghién cifu cic phin mém vi tinh diing cho viéc chim céng dang dugc
st dung va cho ki€m tra tht hoat dong clia cic phdm mém nay
Chic chdn 1a ban mudn vi€t bAn mo td chi tiét véi su trg gidp cha cic
thanh vién tham gia thuc hién cong viéc. Mic du céc thanh vién nay
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3.1

¢6 th€ giip ban thire hién ban bdo cdo, ban vin phai chiu trdch
nhiém d6i vdi bin bdo cdo sau cing duge chuyén cho ngudi phu
trach bién tip. Ban s& quyé&t dinh chon phdm mém nio. Tuy nhién,
ban ciing c6 thé tham khdo ¥ ki€n cia cdc thinh vién trong nhém,
cang dat dugc nhi€u sy ddng tinh cang tot.

Ch#c bin ban s& c6 nhidu cau trd 15i khdc nhan, nhung ching c6 thé
dva trén nhitng ¥ ki€n giéng nhau.

Ban hin s& ddng ¢ riing cong viéc trén 13 mot cd hodi 8t d€ ban 1am
viéc vdi cac cong sy clia minh v chimg t6 cho ho thiy ring ban tin
twdng ho, Coéng viéc kha thii vi va né cho phép ban thue hién mot s§
vigc dé phat tri€én nhém ma ban phy trich. Nhitng y&u t8 ndy 1am cho
mdt s& phan viée trong cdng viéc trén c6 thé duge iy thac mot cich
hoan toan thich hgp.

Nhitng loai cong viée thich hgp d€ iy thic bao gdm:

nhitng céng viée ma cdc thanh vién khic trong nhém cé thé thic hién
t&t nhu ban hoic cé thé t6t han

nhitng cdng viéc diing dé€ phit tri€n cdc k§ ning cho cdc thinh vién
trong nhém

nhifng céng viéc ma mic dd vu tién chi & mic thip hodc trung binh
nhitng cOng vi€c hing ngay

nhifng cong viéc cé sifc 16i cudn cdc thanh vién trong nhém

Bay gid chiing ta sé aé cip 1an lugt d€n titng loai cbng viéc trén.

Nhiing céng viéc ma c4c thanh vién trong nhém co
kha ndng thuc hién

Vdi vai tré ngudi lanh dao nhém, ban cin tip trung vao cédc hoat
ddng quan 1y nhu 1dp k& hoach, t8 chifc, khuyé&n khich va giam sit cac
hoat d6ng ciia nhém. C6 th€ ban mong mudn duge thiyc hién nhitng
cOng viéc chuyén mén phit hgp véi chuyén nganh ma ban da duge dao
tao, nhimg ban cling phdi nhd riing cdc thinh vién trong nhém 13 nhitng
ngudi siu st v6i cdng viéc thyc t€ hon ban va c6 thé dé& dang i€p cin
cdc ngudn thong tin can thiét dé thuc hién cong viéc. Vi th€ ban c6 thé
By thic cong viéc mot s8 cbng vige, thudng 13 nhitng céng viée vé
chuyén moén, ma cic thanh vién trong nhém cé thé thirc hién t5t, thim
chi t6t hon ban. N&u ban la trudng nhém ciia mét du 4n nhd, thuc
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hién cude diéu tra vé khich hang tiém ning chfmg han, ban cé
thé dy thic mot s0 viéc nhu thi€t k&€ bang ciu hdi, nhap dit liéu,
lién lac vdi khach hang hoidc theo déi viée gdi céc thong tin dén
khach hang.

P3&i véi nhitng céng viéc thudce loai ndy ban c¢in dwa vio ning luc
hién ¢é cta cdc thanh vién trong nhém, khai thic 81 da cdc mit
manh clia cdc thanh vién, Day thdt sy 13 mét phuong cdch quan
trong khi iy thdc c6ng viéc.

Tuy vidy ban ciing nén quan tim d&€n viéc iy thdc cdng viéc cho cdc
thanh vién trong nhém thyc hién nhitng cdng viéc gitip ho phat trién
ning luc.

3.2 Nhilng cbng viéc mang tinh chat phét trién

La ngudi lanh dao nhém, ban phii ¢é trach nhiém ddm blo ring cic
thanh vién trong nhém cé di k¥ ning va kinh nghiém dé hoan thanh
cbng viéc chung cia nhém, hién tai cling nhir sau nay. TAt nhién Ia
ban ciing muén xay dung mat nhém 1am viée gdn bé, vi th€ ban cin
tao cho cic thanh vién cd hdi phét trién d€ ho cé thé ddp Wng nhitng
doi hdi clia cOng viée trong tucng fai. PAu tu vao viée phat trién cho
cdc thanh vién trong nhém chitng té ring ban coi trong sy dong gép
cia ho.

 mot cong ty tu vin nhan sy, ngudi tnfing bd phén tu vin dao tao da y
thac ddn ddn mdt s§ viec cho nhan vién diéu phdi cba by phan nay.
Trudc hét, nhan vién ndy cling di hgp khiach hang véi ngudi trubng bd
phin, sau d6 cd &y di ty tin dé ty thyc hién cdc cudc gip go khich
hang. Ngudi truling bd phén tigp tuc Uy thdc cho nhdn vién nog Yam ban
dé& nghi dich vu dé gdi d&n khach hang, mdt cong viéc doi hdi tom tit
cac nhu cdu dao tao, thuong lugng gig ¢d va thuyét phyuc khdch hang ky
k&t hop dng. Ngudi trudng by phan da trao quyén han cling nhu ngudn
Iye cdn thigt d€ nhan vign cila minh c6 thé thyc hién t6t nhimg phén
vigc von 12 clia dng dy. Cac cbng vidc k8 trén rd rang d3 gilp cho ngudi
nhan vién difu phoi phat trién cdc k¥ ning cin thigt nhu k¥ nang phuc
vy khdch hang, ky ning giao tiép, k¥ niang thudng lugng, va quan trong
hon 1a sy tu tin trong cdng vigc clia minh.

ﬁy thic cong viéc 1a mbt tha phdp c6 gid tri § ddy. N6 cho phép ban
san s¢ mt sG cdng viéc ban yéu thich va viéc niy chitng 5 sy tin
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3.3

twdng clia ban @81 vdi nhém. N6 ciing 1a mét phudng céch hidu
qud d€ phét tri€n ngudn nhan lyc. Cong viéc duge Gy thic déng
gop vao cdng viée clia cd b phin, vi vay ty than né di ¢ ich.
Bén cudi qud trinh Gy théc cdbng viée, ngudi duge Gy thic phai tiép
thu duge nhitng diéu méi mé d€ ng dung vdo cong viéc.

Khi ban xdc dinh nhiing ¢6ng viéc nhdm gidp cidc thanh vién trong
nhém phit tri€n, ban cdn phii lis § xem ban d4 cung c&p cho ho céc
ngudn lyc cin thiét d€ thyc hién cong viéc hay chua. Mic dii ban ¢6
th€ phan b3 nhi€u nguédn lyc, ciing cin ghi nhé ring mot s& ngudn Iy,
chéng han nhy thdng tin hogic c4c ki€n thic chuyén mén — khong phai
lic ndo ciing ¢6 thé phan bé hay ti€p can d& dang.

Ciing phdi quan tim d&€n mot s8 mdng cdng viéc cla ban ma ngudi
khic c6 thé thyc hién duge, néu nhu ho nhin thiy rang d6 1a cong viéc
ma ho quan tim va c6 tinh thir thich, gitp ho thay d6i cong viée thudng
nhét va tao cho ho co hdi d€ c6 dugce kinh nghiém va cdc k¥ ning mdi.

Nhing cng vigc ¢6 mijc df uu tién thap hodc
frung binh

Hau hé&t nhitng ngudi lanh dao nhém déu c6 nhidu viéc phai lam ma
thdi gian lai han ch€. Vi th& ho ¢6 khuynh huéng t8 chifc cdng viée
theo midc 40 vu tién. Ho tip trung vao nhitng cbng viéc quan trong va
cip bach; néi mdt cdch khde 1a nhitng cdng viéc 6 mifc 4§ wu tién
cao. Nhitng cdng viéc ¢6 mite d6 uu tién thap hon s& dudgce thyc hién
sau hodc ¢6 khi khong duge thyc hién. B6 12 nhitng cdng viéc quan
trong nhung khong cip béch, holic c6 thé 1a nhitng cong viéc wong ddi
quan trong. P6 chinh 13 nhitng céng viéc that sy cin Gy thic cong viec
cho ngudi khic thue hién.

So d6 dudi day cho thiy cdch ddnh gid cbng viéc theo mic d6 uvu tién,
dya trén tam quan trong vA tinh c&p béch cla cdng viée, ciing nhu
nhifng phin viéc nio s& dugc Gy thdc ra sao.
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Rdt gquan trong

Nhitng cong viée C6 nhiéu cong
nay rat quan trong viéc ¢6 thé
vi cdp bdch, dy thic
khéng thé dy thic
R cdp | | It cdp
bach | ¢4 qud it thoi gian | bdch
dé thyc hién viéc Liéu c¢6 nén thuc
iy thac? hién nhiing cong
viéc nay?

Nhitng thinh vién cé
kinh nghi€ém co6 thé
dam nhin cong viéc

It quan trong

Céng viéc rat quan trong / tinh cip bach cao

Ngudi 1anh dao nhém sé& phdi tif thire hién céng viéc nay. Cong viéc
phdi dugc thyc hién that t&t va thit nhanh, vi vdy s& khéng c6 ¢ thdi
gian &€ {iy thic cong viéc mdt cdch higu qua.

Cong vi¢c rat quan trong / tinh cAp bich thap

Nhitng ¢dng viée thude loai ndy néu khong thyc hién sém sé trd nén
¢ap bach. Nhirng cong viéc nay ¢ thé duge Gy thac bdi vi ¢6 thdi gian
dé 1ap k€& hoach, gidm sat vd danh gid viéc thue hién. Viée dy thic
cdc cong viéc tuong d8i quan trong ching td ngudi lanh dao nhém tin
tudng vao cdc thanh vién trong nhém. Nhitng cdng vigéc niy ¢6 tdm
quan trong cao vi vy co thé dugc st dung dé phit tri€n nhém.

Cong viéc it quan trong / tinh c&p bach cao

Ngudi lanh dao nhém thudng cim thiy riing ho khong c6 di thdi gian
dé By thic cong viéc nhitng cong viée nhy the niy, vi néu ho ding ra
thyc hién thi s& nhanh hon. Nhung néu nhw cdc thinh vién trong nhém
di c6 kinh nghiém thuc hién nhitng cong viéc nhu thé thi thai gian
danh d& Qy thic céng viéc s& khéng qua nhiéu v ngudi Janh dao ¢b
thé tdp trung vao nhitng cOng viéc quan trong hon,
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Cong viéc it quan trong / tinh ¢4p bdch thip

Né&u nhu cong viéc khong quan trong va khong cAp bach thi ngudi 1anh
dao nhém phdi tr héi xem liéu ¢6 cin phii thuc hién cong viée d6
khong. Tuy nhién n€u cong viéc cdn phai dudc thuc hién thi né c6 thé
dudgc Gy thic cong viéc d€ cdc thanh vién trong nhém thyc hién.

Mot s§ 1gi di€m khi Gy thac nhitng cong viéc ¢6 mitc uu tién thap:

w Ban c¢6 thé dim béo ring céng viéc dudc hoan tat.

m D361 vdi nhitng cong viéc khdng cdp bdch, ban c6 thé thuc hién qué

trinh Gy thdc m{t cdch tron ven. Piéu nay thit sut cin thi€t néu nhu
cdng viéc d6 quan trong hodc khi ban Gy thdc cong viéc cho mot thanh
vién khoéng c¢6 kinh nghiém.

Vigc iy thic nhitng cdng viéc ¢6 tim quan trong thip hodc trung binh
cho phép ban c6 nhiéu thdi gian € tap trung vio nhitng céng viéc
quan trong hdn.

3.4 Nhiing c6ng viéc hang ngay

La mdt ngudsi linh dao nhém ban cling c¢in phai thyc hign nhimg cong
viéc ¢6 tinh chdt thuding nhat nhy gidm sat vi thyc hién cdc bao cdo
dinh ky. Ban ciing ¢6 thé Uy théc cong viéc cho cdc thanh vién trong
nh6ém thyc hién cic cbng viée ndy, vi du viét bio cdo, k¥ cac van ban
thude vé thi tyc nhu thy misi hop, dat hang v.v...; nhdy d6 ho c6 thé
phdt trién k§ ning v ting thém kinh nghiém d€ chinh ho cé thé tr
thue hi¢n nhifng céng viéc nay. Viéc Uiy thic cobng viéc trong truding
hgp ndy gilp cho cdc thinh vién tham gia nhidu hon vao céng viée
chung clia nhém, cling nhu giip ho nhidn thdy 18 hon muc dich va
tim quan trong cla cdc cdng viéc thudng nhit — ma céc thanh vién
trong nh6m d6i khi xem d6 1a nhimg cdng viéc vo ich va #n thii gian.

3.5 Nhilng c6ng vigc ¢0 suc thu hit

Khéng phai tit ¢ cong viéc dude ty thic ddu ¢6 sitc thu hit d6i v6i
céc thanh vién trong nhdm, do viy ban cin thém vio mot s8 nhitng
cong vi€e ¢6 sifc thu hiit manh mé&. Nhifng c6ng viéc thé ndy cé thé
duge xem nhy phin thudng danh cho nhitng thanh vién di hoan thinh
t6t cong viéc. Hay xem vi du bén dudi day.
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Mot cong ty san xudt va kinh doanh bénh keo c6 mang Iugi phan phdi
san phdm trén khip ca nudc. D& nang cao hidu qua kinh doanh, cang ty
thuting t6 chiic cic khéa hudn luyén ban hang cho nhan vién va dai 1y.
Cac khoa hudn luy@n nay dién ra nitla ndm mdt 14n & cac dia diém khac
nhau, thudng la cdc thanh phd du lich hodc céc khu nghi mét. Bén canh
muc tiéu hudn luyén nhan vién, ddy ciing 1a dip dé cc nhan vién ban
hang tir cdc tinh co dip gdp g0, trao ddi kinh nghigm 1am viéc, xay dung
tinh thdn tap thé va nghi ngoi. Ngudi phu tréch dao tao thudng cung tham
gia nhung thinh thodng cit mot nhan vién di thay. Mot phan 13 dé cho ho
co thoi gian nghi ngoi & mot mién dat khéc, va phdn quan trong hon 1a ho
cd cd hdi lam nhiing céng viéc kha thi vi so véi nhitng cong viéc thubng
nhat & van phong.

Thyc hanh 19 | 7 ohut 8

~ Chiing ta da dé cap dén nhil'ng cong viéc thich hgp c6 thé duge iy

thdc. Bay gid thi hay lién hé v6i cong viéc thyc t& clia ban. Hiy
chon ra hai cong viéc ma ban dang thuc hién trD.ng khdp v6i nhitng
cdng viéc dudc het ké bén duéu wow ki |

Nhitng céng viéc ma cdc thanh vién trong nhém ciia ban c6 thé thuc
hién tot nhu ban, hoﬁc thim chi t&t hon.

Nhirng cong viéc dép tng sy phat trién cho céc cd nhan.

Nhfmg cong viéc ma mic d6 wvu tién thip hoictmng binh.
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Nhitng cong viéc mang tinh thudng nhat.

Nhitng cong viéc c6 sdfe thu hit d6i v6i cdc thanh vién Khic.

Nhifng cong viéc ma ban vira xdc dinh bén trén déu thich hgp dé y
thdc cong viéc. Tuy nhién, mot diéu ma ban c6 thé nhin thdy 12 nhitng
cdng viéc thich hop nhat d€ dy thdc thudng khép véi hdu hét nhitng
cdng viéc dugce dé cap bén trén. Vi dy, chiing ta c6 thé thiy riing cong
viéc c6 mitc d6 uu tién trung binh va c6 thé ddp dng sy phat trién cia
nhdn vién 1a cong viéc uu tién can dugc ty thic cong viéc.

Nhiing cdng viéc nao ban cé thé dy thac?

Lich ghi chép cong viéc la cdch thie hitu ich € x4c dinh nhitng cong
viéc & ndi lam viéc.

Hay ghi chd cang don gidn cang t6t d€ ban c6 thé thyc hién. Bang ghi
chid bén dudi day la mot vi du.

Tén s Naay' i ewiateid ok gy g

Phdn loai| Thai Bit | K&t| Luu

Cong viéc " g » 5
céng viéc han diau | thuic

ey
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Nhi€u ngudi cdm thiy ngac nhién khi xem lai lich ghi chép cong
viéc va phdt hién ra ho da thuc sy s dung thdi gian nhu thé€ nao.
Nhiéu ngudi thdy ring c6 nhiéu viéc c6 thé dy thac cho ngudi khic

hon 1a ho nghi.

Thuc hanh

20

15 phit Z

Khi da c6 cdc thong tin vé viéc ban sit dung thén gian nhu' thé nao,
ban can phan tich chiing.

- Piu tién 1a tich riéng nhl.mg cdng viéc ma chinh ban cﬁn phai thuc
hlén D6 c6 thé 1a nhtrng cong viéc l1en quan dén viéc lap k& hoach,

1

t6 chitc, khich 1& va gidm sit cong viéce chung ctia nhém, hozc d6 c6
th€ 1a nhitng cong viéc ma t§ chic yéu ciu chinh ban thyc hién.

C6 thé xEp mdt cong viéc vio nhidu cot.

- Bay g;léﬁ thi x&p nhirng cong viéc con lai vao nhitng cot bén dudi day.

Céc thanh vién
trong nhém

c6 khd nang
thuc hién

Lién quan
dén viéc
phét trién

Miuc d6
uu tién
thdp hoic
trung binh

Thudng
nhit

Co sirc
thu hut

T y——

— — o — —]

Ban s& nhan thiy riing hiu hét nhij'ng cong viéc dugc xEp vao nhitng
cot trén déu c6 thé dugce G iy thdc. Hay khoanh tron nhu'ng céng v1éc
ma by gid ban cdm thiy can duge Gy thde.
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Bai thuc hanh ndy cho thdy khd ning mdt s6 nhitng cong viéc
hién nay clia ban c6 thé dugc dy thdc. Ban ciing sé nhén ra ring
gid ma ban dy thdc cong viéc d6 thi ban di c6é thdi gian danh
cho nhitng céng viéc quan trong hon.

D€ quy€t dinh nhitng phin viéc nao sé dugc Uy thic cong viéc,
ban can ddnh gid mic d6 wu tién.

Thuc hanh 21 20 phut 3

‘Lap mét danh sﬁch nhtmg wec cﬁn phil lam trong ba dé'n ndm ngay

t6i. Vi€t lax tﬁt cé nhﬁ‘ng v1ec mh ban cin lém vao ch5 trﬁ'ng bén
du6i dﬁy ' E . :

Khi da thyc hién xong, phin tich danh séch nay.

Vi€t chit S bén canh nhitng viéc ma ban cho riing chi c6 ban méi c6
thé thuc hién.
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Viét chit D bén canh nhitng viéc ma ban cim thiy ngay ring c6 thé Uy
thac cho ngudi khéc,

Khi d4 tich biét nhitng cbng viéc ma chinh ban phai thuc hién va nhing
cOng viéc ma ban cd thé Gy thic, ban sé x&p nhitng cong viéc d6 theo
muc d6 uu tién bing cach ddnh gid tim quan trong va tinh ¢dp bach
clia cOng viée. Viée niy sé gidp ban quyét dinh nhitng cong vide nao
chinh ban phi thyc hién va nhitng cng viéc ndo c6 thé dy thac.

Viée x&p chc cdng viéc theo mie dd wu tién ty thudc vao kinh nghiém
clia riéng ban ciing nhy viéc ddnh gid tim quan trong clia cong viéc.
Chi ¢6 ban méi bigt duge hidu qua cla viéc khong thyc hién cong viéc
ding thdi han hay ding theo cdc chuin myc can thiét.

Mot phuong céch nita d& danh gid mitc do wu tién 12 sit dung so 45 xdc
dinh tdm quan trong va tinh cAp bich ma chiing ta di dé cip trong
phan true.

Chiing ta s& xem xét mdt finh hudng sau day.

Budi chidu thir Ba trugc khi rii chd 1am, Tuy€t 1ap danh sdch nhiing vige
ma ¢6 phai lam vao ngay hom sau. Cé ctng ghi chd bén canh mbi cong
viec. Danh sach nhiing viéc cdn 1am nhu sau.
Céng viée Ghi chd

A Chuén bi bai phat bi€u trong tiéc chia tay Trua ngay thit Nim

B Tri 18 thu cha téng gidm déc

C Hoan tit bing thong ké cho
b phén tai chinh

D Chudn bi théng tin d€ nhéap
vao may tinh

E Ki€m tra su x4c nhin clia nha
cung cip vé céc thong s6 ki thudt mdi

F Chuin bi tai lidu cho vu
tranh chip lao ddng

G Ghi bién ban cudc hop nhém

H Hoan tdt bdo cdo v€ tai nan xdy
ra hém qua

Sé&p Uiy thac cdng viée
cho t&i

Di bi tri hodn vi phai
chtt théng tin

Han chét 5 gi®s chiéu
thit Sdu

Phai thifc hién trude khi
bit ¢du hop dong mdi

Phéi hoan ti't dé sé&p
trinh bay vao thir Siu

Hen vdo ngay thit Nim

Phai hoan thanh ngay
mai
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I Thu thdp/xit 1y thong tin vé k€t qud  CAn bdo cdo cho sép
ciia dy 4n cai ti€n chit lugng vio cudi thing

J Chudn bi thdng bdo cho nhan vién  Cudc hop vao ngay vé viée
ky hgp dong méi thit Nam

Diu tién Tuyét xdc dinh nhitng cong viéc ma chinh ¢é phai thuc hién.

P64 1 cdc cdng viec B, F, Hva J.

Céc cdng viéc con lai duge danh gid dya rén tim quan trong va tinh
~ - A
cap bdch theo so do sau:

Rat quan trong

@ ® O
& | ©
Rdt cdp | | It cdp

bdch | @_/ | bdch

It quan trong

V61 nhitng théng tin trén, Tuy€t quyét dinh s& dy thic mdt s6 phin
viéc thay v) ty minh thyc hién 18y tdt c3.

C6 quy€t dinh Gy thdc mat phin cong viéc A, mic dit ¢ c6 thé s&
chudn bi d€ phét bi€u trong budi tiéc. C6 cam thay ring céng viée D,
E va 112 nhitng cong viéc c6 tinh ch4t phét tri€én ma nhiéu nhan vién
trong by phin cia ¢6 s€ dugc 1¢i n€u cb ta iy thic cong viée cho ho.
C6 quyét dinh chon mét nhan vién c6 kinh nghiém d€ vi&t bién bin
cudc hop (cOng viéc G) — anh ta di tiing 13m cdng vidc ndy. Cubi cling
¢d nhén thiy rang viéc hoan thanh bing théng ké cho bd phan tai chinh
s& khong mdt qui nhi€u thoi gian, mic di ¢b ta cim thiy ring cong



Chudn bj ity thdc cong viéc

viéc cdp bich nhung c¢6 dy sé dJi cong viéc sang ngay thit Nim
néu can thi€t. B&i v6i nhitng cong viéc ma chinh ¢ phai thyuc hién,
cd quy€t dinh hodn cong viéc B, con nhitng cﬁng viéc con lai phéi
dugc thyc hién vao ngay thi Tu.

Thuc hanh 22 8 phut &

A
B
C
D
E
F
G
H
L

(-

55



Chudn bi iy thdc cong viéc

56

Bdy gid¢ thi ban ddnh gid mic 46 vu tién cla cdc cOng viéc nay
bing cdch d4t mbi cong viéc vao phdn thich hgp ciia s d8 bén

dugi day.
Y Rat quan trong

Rét cdp | | frcdp
bach | | bdch

It quan trong

Viéc xdc dinh thif ty vu tién s& chi ra cho ban nhitng céng viéc ndo
ban ¢in phai ty thyc hién va nhifng cong viéc nio thich hop d€ c6 thé
Oy thic cdng viéc cho ngudi khdc. X4c dinh nhitng cong viéc dudi day
xem chiing thude loai nio:

nhdn vién cia ban cd khd ndng thic hién

cé tinh phdt trién
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thuong nhdt

T6i hy vong rang viéc xdc dinh mitc d wu tién ctia cong viéc dua trén
tam quan trong va tinh cip bach gilip ban huéng sy c6 ging va co hoi
dé thyc hién viéc dy thic cong viéc vao nhitng cdng viéc nao.

Thuc hanh 23 10 phuit &

ban v6i vai trd 1a ngudi lanh dao nhém:

.....................................................................................................................
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ngudi s& duge Uy thic cdng viéc thuc hién céng viéc:

Chon Iva ngudi dé dy thac cdng viée

T4t ¢d cdc thanh vién trong nhém déu duge hudng 1gi tir vige Gy thic
cong viéc, vi thé ban nén tao cd hoi dé ly thic cbng viéc cho moi
thanh vién trong nhém. Nhvng n€u nhu ban can Qy thic mdt cdng viéc
cu thé, ban cdn phdi suy nghi xem ai 13 ngudi ‘phit hgp nhat’ &€ thuc
hién cong viéc duge Uy thac.

Ban phai cin nhic ¢dc yéu ciu cla cong viéc va nhu ciu cia cdc
thanh vién trong nhém ma ban phu trach. Trudc tién chiing ta hiy xem
xét cdc yéu ciu clia cdng viéc.

Cé6 bin ciu hdi dude dit ra:

Cong viéc dbi héi kinh nghiém, chuyén mén, k¥ niing va thai 4p
nao? Cong viéc doi héi phai thit vitng ki€n thitc chuyén mén hay cé
nhifng kinh nghiém ma chi ¢6 mdt s& it thanh vién trong nhém c6 dudc.

Cong viéc cAp bach nhu the ndo? N&u nhu ban cin thirc hién cong
viéc gap, ban sé it c6 thdi gian d€ gidi thich va hd trg cho cdc thanh
vién khong ¢ kinh nghiém, Chic chin ban mudn dy thic cong viéc
nay cho nhitng thanh vién d3 tirng thyc hién c6ng viée tudng ty va cbd
dd ning luc ¢€ hoin thanh cong viéc.

Hiu qua cia viéc khéng thyc hién cong viéc diing thdéi han hoic
pham sai l4m 1i gi? Bing cich suy xét tAm quan trong cla viéc hoan
thanh cong viéc va ding thdi han. Ban cé thé ddnh gi4 mifc ¢ nii ro
s& gap phai khi giao c¢6ng viéc cho mdt ngudi chua tifng thyc hién
¢dng viéc dé.

Phuong thite kinh t& nh4't d€ thyc hién céng viée 1a gi?

Hiy xem vi du dudi diy d€ hi€u rd hon vé y&u td nay.
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Thuc hanh 24

Quan, quén Iy mot cifa hang _
1 a:,dé.nh: phﬁn ’td’n thfh glan trong

ngay dé sao chup glﬁ'gf 1%

Néu nhit ban 1a cﬁ'p trén ciia QuAn, ban s& dé nghi anh glﬁl quyé't '
vin dé cia anh 4y nhu thé nao?

C6 thé ban ddng ¥ ring & vai trd quan Iy ma phai danh qué nhiéu thdi
gian d€ thyc hién viéc sao chup tai liéu thi rd rang nha quan 1y d6 da
khong st dung quy thdi gian mdt cdch hiéu qua. Chic hin 1a cong
viéc nhu th€ c6 thé dugc thyc hién bdi mot ai khdc ma thdi gian lam
cong viéc nay n€u quy ra tién ma cong ty phai trd sé& it hon. Vi du trén
dua ra tinh huéng mot cong viée cu thé dugc thuc hién véi mot chi phi
hoan toan khong kinh t& chiit nao.

Déi Itic ban ¢6 thé quyét dinh st dung céc ngudn lyc @€ thyrc hién mot
cong viéc dugc Uy thac qua nhiéu so véi mifc cin thi€t, nhat 1a khi ban
du tinh st dung viéc dy thic cong viéc nhiim phat trién nhém.

Chiing ta cin phai suy nghi xem ai trong s6 nhitng thanh vién trong
nh6ém 1a ngudi thich hgp nhit thyc hién cong viéc.

Chiing ta thudng thdy riing nén dy thic cdng viéc cho nhitng thanh
vién c6 sfn ning lyc dé thyc hién cong viéc. Qua d6 ban ddnh gii cao
cling nhu c6 thé khai théc ning Iuc chuyén mon va k¥ ning clia nhitng
thanh vién nay. Tuy nhién khong phdi lic nao ciing can thi€t phai chon
nhitng thanh vién ma ning lyc va ky ning clia thanh vién ay thich hgp
nh&'t cho céng viéc.

Viéc 1y thic cong viéc 1a phuong cich quan trong d& phat trién ning
luc ciia cdc thanh vién trong nhém. LA mot nhd quan 19, ban cin
phét trién ning lyc cla cic thanh vién trong nhém dé ho c6 thé thich
tng v6i nhirng thir thach cia cdng viéc hién tai cling nhu sau nay.
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Do d6 ciing can thi€t phai giao cho mot thanh vién nao d6 mdt cong
viéc cu thé ma ngudi d6 budc phai hoc cich thuc hién, von dugc
xem nhu mdt phdn clia chuong trinh do tao phat trién, hoic dé tich
liy thém kinh nghiém trong viéc thuc hién nhitng nhiém vu ma kién
thic can cho cdng viéc clia thanh vién d6 con han ché.

Trd lai mot s6 ciu hdi can phai dat ra:
Ai s& nhén thdy cong viéc c6 tinh thit thach / hay thu hdt?
Ai s& dudc 1gi khi thyc hién cdng viéc?

Ai ¢6 nhitng k§ ning, chuyén mon va thdi d6 cin thi€t d€ thuc hién
cong viéc?

Ai da ting thuc hién céng viéc tuong tu?

Ai ma ban nhin thdy ring c6 nhitng k¥ ning cin thi€t, nhung chua sit
dung nhitng k¥ niing d6 dé thyc hién cong viéc nhu thé nay?

Ai c6 thé thuc hién cong viéc v6i syt hudng din va trg gidp clia céc
thanh vién khdc trong nhém?

Ai s@n sang thyc hién cong viéc?

Ban c6 nhadn bi€t dugc nhitng ai ma cong viéc hién tai ctia ho cho
phép ho thuc hién cdng viéc dudge Gy thic?

Thuc hanh 25 30 phut 8

Bau tmrcmnh ngy" " _'_yp ban chon dm:lc ngum ,Ihich hgp nhdt dé€ thay

'_:viec, ghi ghﬁj b_en
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Cﬁng-E \?iec cﬁpbéch uhlrt,hé'nao

Ai s& nhén thdy cdng viéc c6 tinh thit thich / hay thu hit?

Ai c6 nhitng ky ning, chuyén mon va thdi d6 can thi€t d€ thuc
hién c6éng viéc?
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Ai di ting thyc hién cong viéc tuong ty?

Ban nhén thdy ai ¢6 nhitng k§ ning cin thi€t, nhung chua sit dung
nhitng ky ning d6 € thuc hién cdng viéc nhir the nay?

Ai ¢6 thé thyc hién cdng viéc véi su hudng din va trg gidp cida chc
thanh vién khdc trong nhém?

Ai sdn sang thuc hién cong viéc?

Nhitng ai ma cdng viéc hién tai cda ho c6 thé sip x&p lai cho phép
ho thyc hién céng viéc duge dy thic?

Viy dya trén nhifng thong tin lién quan dén cdng vi€e va cdc thanh
vién trong nhém ciia ban, ai s& 13 ngudi phit hgp nhat d€ thye hién
cOng vigc?

T6i hy vong ring cich thic ti€p can vin dé mét cich hé thdng vita
dudc dé cip sé thit su hitu ich cho ban trong viéc lya chon thanh vién
phi hgp dé thyc hi€n cdng vi¢c ma ban mudn Gy thic.

Ban ciing ¢6 thé 4p dung cdch thic twong ty khi chuin b1 thue
hién viéc by thdc cdc cdng viée khdc.

Dén thdi diém nay ban da bit cich lya chon cdng viéc thich hgp € iy
thdc ciing nhu ngudi phidt hgp nhit ¢€ thuc hién cbng viéc duge Uy
thic. Chiing ta da d€ cap dén cic giai doan chuin bj thure hign viée
Gy thic cong viéc. Trong phin k& ti€p, ban s& thuc hién viéc iy thic
cdng viéc.
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Hay ty dénh gié 3 10 phat &

Dudi day 13 danh sich nhitng viéc cin 1am cia mdt nha quan 1.

a Gip Thdo vé viéc di tAm mudn

b Gidi quy€t nhitng viée ma nhédn vién phan nan
c Xem xét sy ¢d may s6 2

d Vi€t bién ban cude hop nhém

e Dinh ngay, gid, dia di€m 5 chifc cudc hop ban
vé dit 4n cii ti€n chat lugng

f Gidi thich cho cdc nha cung cip vé cic
chi ti€t méi clia san phim

g Chudn bi s8 liéu bao cdo vé tinh hinh sdn xuét cho s€p

h Thuc hién viéc dio tao lién quan dén cdc yéu cdu vé
an toan va sitc khée cho cde thanh vién trong nhém

d

O
a
O

a

O

O

a

Pénh dau nhitng cong viéc ma ban nghi ring thich hgp d€ Gy thic

cbng viéc.

Nhitng c6ng viée nio hodn todn khéng thé Gy thac v tai sao?

Tai sao ban cin phai iy thidc cong viéc cho mot thanh vién chura

ting ¢é kinh nghiém thyc hién céng viéc?
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Tai sao ban cin dy thic c6ng viéc cho mdt thanh vién ¢6 chuyén
moén v kinh nghiém?

Ban c6 th€ tham khdo ddp 4n cho nhing cAu hdi nay & phin ‘Dép
dn bai tip ty ddnh gid’ & cubi sdch.
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7 Suy ngam

& Biy gid ban danh 5 phit d€ suy ngdm nhitng vin dé vira nghién ctfu
"3 va nghi xem ban s& 4p dung ching vio thue t& cong viéc clia ban nhu
thé nao? Hay viét ra nhitng suy nghi clia ban:

A!'T6id3 hoc duge ...

...................................................... Ap dung khi nao?

Ap dung diéu 46 & cong viée ndo?

A!'T6ida hoe duge ...

...................................................... Ap dung khinao?



Dén nhdp

Xdc dinh muc tiéu
Ldp ké hoach
Gidm sdt cong viéc
dugc iy thdc

Xem xét viéc iy thdc
cong viéc

Phén hoi
Tém tdt

Suy ngdm

1 Dan nhap

Ban c6 thé thuc hién qué trinh Uy thic cong
viéc mot cach hiéu qua bing viéc xdc dinh
cong viéc thich hgp dé iy thac va chon lva
ngudi phit hgp @€ thuc hién cong viéc duge
Uy thic. Trong phan nay chiing ta s& ti€p
tuc qué trinh trén biing c4ch thuc hién viéc
iy thic cong viéc.

Muc tiéu

Khi hoan thanh phin nay, ban sé& c6 kha
ning tot hon dé:

Xdc dinh muc tiéu Uy thdc rd rang;

Lap k& hoach thyc hign vige Gy thic cong viec;

Gidm sdt viéc thuc hién cong viéc;

Phén héi vé viéc thuc hién cong viéc;

Thuc hién viéc dénh gid két qua thuc hién
cong viéc vdi cac thanh vién trong nhém.
Ban c¢6 thé nhé lai chu trinh da dugc dé
cip & phan A.

—1

e
Chudn bj dy théc L

—
/ e ~

Qu\e: dinh céng viéc e \

< .

i u} thdc [
\ <d.1 chon ngudi de uLMc>/

,_

/'Q;l muc ueD\
/ " -
&Banhgla @ € hoa !_:_/

_\_\_\_\_\_\_\_‘_ _'_‘_'__'_'_'__,_,_/

Thuyc hién dy ih:ic.

67



Thuc hién iy thdc céng viéc

2 Xac dinh muc tiéu

68

Cdc congmvtgc xdc: mh?thz?ng phdn ndn c:ia khdch han

D& c6 thé thuc hién cong viéc mot cach hiéu qua, moi thanh vién trong
mot td chitc cn phai hi€u rd cidc muc tiéu cu thé — d€ moi ngudi biét
dudc minh dang huéng dén dau. Muc tiéu rd rang gilip moi ngudi:

hi€u chinh x4c nhitng gi cn phdi lam
danh gia khi hoan thanh muc tiéu.

Vi viy khi ban Qy thdc cong viéc cho ai d6, ban cin phai ghi rd cdc
muc tiéu dé ngudi thuc hién cong viéc duge Uy thic c6 thé€ hiéu va
thuc hién.

Mot muc tiéu hiéu qua sé theo tiéu chi SMART. C6 nghia la:

Specific (cu thé) - xdc dinh rd nhitng gi cin dat dugc, chit khong chi
12 gidi thich cdng viéc cdn dugc thyc hién nhu thé nao.

Measurable (c6 thé do ludng dugc) — gitp ban xdc dinh xem cong
viéc c6 dudc thure hién ddy di khong; diéu ndy bao gdm viéc mo ta
két qua cong viéc, hoic nhitng chuidn myc d€ thyc hién cong viéc.

Agreed (nhit tri) — muc tiéu dat ra phai d& hi€u ddi v4i nhitng ngudi
sé& thuc hién va cin dugc sy nhit tri cia moi ngudi.

Realistic (kha thi) — muc tiéu niim trong khd niing thyc hién v6i nhitng
ngudn lyc sdn c6, nhu con ngudi, phuong tién, nguyén liéu, tai chinh,
thdng tin va thdi gian.

Time-bound (thdi han cu thé) — cin thiét phdi dit ra thdi han cy thé
va khung thdi gian d€ titng budc dat dugc cdc muc tiéu dé ra — céc
yé&u t& nay ciing phai mang tinh kha thi.

P& c6 thé xdc dinh cdc muc tiéu theo tiéu chi SMART, ban cin phadi
hi€u rd ban muén cong viéc gi dugc thue hién, nhitng ngudn lyc ndo
cin thi€t d€ thuc hién cong viéc, va khi ndo cong viéc dugc thuc hién.

Thyc hanh 26

Hay ur&ng m’qmg ban du’q giao c4
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Cu thé (Specific)

B R T L L LT A
B R e e A R R R e B E e e AR RSN e R R a AR SRR e SRR R R AR R E RS A s n e

B

Cé thé do ludng dugc (Measurable)

T

Nhit tri (Agreed)

T T

Y ]

Kha thi (Realistic)

B L T
L

R
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Thii han cu thé (Time-bound)

Ban c6 th€ dong ¥ riing nhitng muc tiéu néu trén khéng dap dng tidu
chi SMART. Mic dit chiing ta bié€t duge phii ti€n hanh diéu tra trong
giai doan nio, nhung myc tiéu khdng dé cap rd ring s& phdi xem xét
nhifng phan nin nao clia khdch hang, khéng x4c dinh 3 ngudn thong
tin nao 1 cAn thi€t, Khéng ¢6 chi ti&t nao hudng din viéc 8 chife
théng tin. Chiing ta ¢6 cin thi€t phdi t chitc phin loai khich hang,
phan loai cdc ¥ ki€n phan nan, hoic cic ¥ ki&€n phan hdi khéng? Ching
ta phai chuyén théng tin cho ngudi quan 1§, nhung khéng cé hudng
din cu thé€ v& thai han, cho nén khdng thé bi&t dugce khi nao cbng viéce
cdn phai hoan tit. Viéc dua ra cdc muc tiéu md hd nhy trén s& gy
khé khiin cho viéc x4c dinh khi ndo thi cong viéc duge hodn tat, mic
dit dang bdo cdo da dude xac dinh.

Truc khi théng nhi't cic muc tiéu trén, ching ta cin xdc dinh mot s&
chi ti€t quan trong.

D& xdc dinh muc tiéu theo tiéu chi SMART, nhitng myc tiéu ndy cén
phdi dugc chinh sia lai nhu sau:

‘Cap quan 1y vita yéu cdu thyc hién mét bin bdo cdo vé chinh sich
chim séc¢ khach hiang duge thire hién nhu the nao. D€ thyc hién duge
viéc ndy chiing ta c¢in phdi xdc dinh xem nhitng ¥ kién phiin nan cla
khich hang trong nim vita qua dugc xit 1y thé ndo’.

Cong viéc ¢ia ban la:

s thu thip théng tin v€ ¥ ki&€n phin nan clia khdch hing trong giai doan

tif thang 4 nim ngodi dé€n cudi thing 3 nim nay — st dung cic dif liéu
Iuu trif trong tp hd so vé€ nhitng ¥ ki€n phan nan clia khich hing trong
pham vi phong 1am viéc clia Gidp.

» t§ chifc vA tém tit lai cdc théng tin d6 theo cdc dé muc sau:

= phin leai khach hang
» phin loai ¥ ki€n phan nan
= vige phan nan dudc thyc hign thé nao



Thuc hién uy thac cong viec

s ai chiu trach nhiém gidi quyé€t -

« céc ¥ ki€n phan nan dudc xit Iy thé€ nao

« thdi gian trd 18i ¥ ki€n khdch hang

= bio cdo k&t qua cho ngudi quan 1y bing vin ban (3 dén 4 trang)

« thisi han hoan tit cong viéc 1a ngay 15 thing 5

Luu § ring muc tiéu i day bao gdm ca viéc gidi thich tai sao cic yéu
t6 dé& cip bén trén la cin thi&t. Trong khi d6 muc dich cia cdng viéc

khong bit bude phai la muc tiéu. N6 gitip cho ngudi ta hi€u dudc tai
sao ho thuc hién cong viéc.

Thyc hanh 27 20 phut &

Hay suy nghl vé

nhitng yéu 8 nao hén quan_dé'n cﬁng v1é i b

Khl ban da xéc dmh du'QC nhﬁng yé’w;&dé xﬁ -__d;nh cic _m éu
clia cong viéc ma ban dy dinh dy thic theo tiéu chi SMART. Ban
~ phai ddm bdo ring: nhitng muc tiéu n&y gﬁn két vG: nhﬁ‘ng nmc tlél.l ;

~ 16n hon cia nhém hogc ciia t6 chdc.

Ki&m tra xem nhifng muc tiéu ma ban dt ra c6 lién quan dén cong
viéc clia nhém va ding theo tiéu chi SMART:

Specific — cong viéc dudc xéc dinh va gidi thich cu thé

Measurable — thanh vién trong nhém c6 thé x4c dinh khi nao ho hoan
tit cong viéc

Agreed — moi ngudi hi€u va cing nhat tri
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3.1
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Realistic — ¢6 cdc ngudn luc cin thiét
Time-bound — thdi han cu thé d€ hoan thanh cong viéc

Hay chudn bi d€ hoan thién cic muc tiéu ma ban dit ra. Ban thi dit
minh vao cuong vi ciia ngudi dugc Gy thic cong viéc. Liéu thanh vién
trong nhém c6 hi€u dugc chinh xac nhitng gi cin dat dugc khi thuc
hién cong viéc khéng ?

Lap ké hoach

Khi da xdc dinh dugc cdc muc tiéu cu thé, ban cin phdi quan tim
nhiéu hon d€n cong viéc ma ban chudn bi Gy thic cong viéc ciing nhu
thdo ludn véi cdc thanh vién trong nhém vé cong viéc. Trong phin
nay ching ta sé dé cip dén:

1én k& hoach c4c ngudn luc
thong bdo cic thanh vién trong nhém

Lén k& hoach cac nguén luc

Khi ban dy thdc cong viéc cho céc thanh vién trong nhém, ban cin
phéi trao cho ho quyén han va cdc ngudn lyc cin thi€t d€ ti€n hanh
cong viéc.

Ban nén lvu ¥ xem chdc chin 1a cdc thanh vién trong nhém c6 du
quyén han can thi€t d€ ti€n hanh cong viéc, nhit 1a khi cong viéc lién
quan d&n nhiéu ngudi khdc. Ban cin phai thong bdo cho moi ngudi
bi€t riing nhitng thanh vién trong nhém thay mit ban thuc hién cong
viéc. Nhitng ngudi khdc hay nhitng bd phan khdc & diy ciing c6 thé
dugc xem 12 mot ngudn lyc cin @€ ti€n hanh cong viéc. Lam sao ban
c6 thé chic ring tit ca nhitng ngudn lyc cin thi€t da dugce chuén bi?
Vi du nhu ban cn cip cho c4c thanh vién trong nhém mét khoan kinh
phi € thuc hién cong viéc?

Thuc hanh 28 15 phat &

Trong bai ﬂm’c llinh trudc, ban da xic dmh céc muc tlé’a doi véi
cong viée dl.r(;tc Ay thic. :




Thuc hién dy thdc cong viéc

Bay gi¥ ban hay xem xét c4c ngudn Iyc ban cdn phan b8 cho c4c
thanh vién trong nhém, Ghi chi nhitng nguén lyc cin thi&t 8 cdt ben
tréi. & c6t ben phii x4¢ dinh cdc viec ban cAn phai lam A& ¢6 duoe
céc ngudn lyc ndy. ' '

Cdc ngudn lic cdn thiét Lam sao c6 dugce cdc ngudn lic d6

Ban cidn quan tim d€n nhitng ngudn lyc sau:

con ngudi

may méc thiét bi

nguyén vat ligu

tai chinh

théng tin

thdi gian

Nhu chiing ta da bi€t, ban cin phii chiu trich nhiém chung d6i véi
nhitng ¢dng viéc ma ban dy thic, cho nén cong viéc c6 dudc hoan tat
hay khéng va cé dat duge myc tiéu dé ra hay khong 1a tily thudc vao
ban. Lip k& hoach gidm st nhitng phan viéc quan trong khi cong viéc
dang dugc thyc hién. Ban ciing cin phai giam sdt viéce st dung cdc
ngudn lyc, ciing nhy cdch thitc cong viéc dugce thue hién.

Ban can phai lap k€ hoach xem xét khi cong viéc hoan tat. Phai xét
d&n nhitng phin thudng tuong xiing khi ¢ong viée dude thyc hién thanh
cong. C6 th€ d6 1a sy khen ngdi, duge ddc 1ap hon trong cong viéc,
hoZc mdt phan thudng cy thé hon, nhu tién thudng hoic sy thing tién.

Chiing ta s& d& cap dé&n viéc gidm st vd xem xét chi ti€t hon trong
phan nay, nhung khi 14p k€ hoach ban cin phii xét dén cdc y&u 5
niy.
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3.2 Théng bdo cho thanh vién trong nhom

Thdng bao cho thinh vién trong nhdm vé cOng viéc 14 mét co hi dé
xem xét lai k&€ hoach v chinh sa nhitng chd ¢dn thi&t.

Can phdi ghi nhé ring ban khdng chi don gidn thdng béo cho thanh
vién trong nhém vé& ¢cdng viée. Ban trao cho ho trich nhiém dé thuc
hién cdng viéc vi th€ ban phai thic ddy sy quan tm, gdn bé va tan
tuy clia ho ddi v6i cdng viéc. Muc dich clia viéc thio luin 13 nhim dat
dudc sy théng nhat vé moi khia canh cia cong viée.

Céch t5t nhat d€ thyc hién cong viéc nay la yéu ciu cic thanh vién
trong nhém cho ¥ kién, va chuin bi chinh sia ¥ kién cda ban dua trén
cac d6ng gép cua thanh vién trong nhém. Théng béo cho thanh vién
trong nhém 13 mdt c¢d hgi aé phat trién k€ hoach. Can nhd 1a thanh
vién trong nhém 13 ngudi thuc hién cdng vigc vi th€ ma ho cin cim
thdy thodi mdi khi ti€n hanh céng viéc.

Du6i diy 1a modt vai dé nghi vé cach thitc thue hién viéc thong béo:

Gidi thich cong viéc vi nhirng gi ban mong muén dat duge. Ban
c6 thé gidi thich ring ban xem diy 12 mdt cd hdi phat trién cho
cdc thanh vién trong nhém, vi ban iy thac c6ng vié¢ cho ho vi
ban biét ring ho ¢6 k§ ning, kinh nghiém vi chuyén mén dé cé
thé thuc hién t8t cng viéce.

Yé&u cdu c4c thanh vién trong nhém cho ban bi€t ho sé thic hién cdng
viéc theo cdch ndo, hon 1 chi din ho c4ch thye hién cong viéce. Biing
cich ndy ban s& ¢6 mét c4i nhin rd hon v& phuong thite thyc hign cong
vi&c cia cdc thanh vién trong nhém va tif d6 ban e6 thé x4c dinh mife
d6 gidm sat viéc thye hién ¢dng viéc nhu thé nio.

Yéu ciu cdc thanh vién trong nhém quy&t dinh cdc ngudn lyc ma ho
cho 12 cdn thi&t € ¢6 thé dat dude cic muc tiéu cong viée, bao gdm
¢4 sy hd g €l phia ban. Sau d6 thio luin vé cdc ¥ ki€n clia ban d6i
v6i cdc ngudn luc duge dé cap dén va khd ning ban c6 thé lam duge
dé c6 nhifng ngudn luc d6.

Yéu cdu cic thanh vién trong nhém tién liéu khodng th¥i gian cin
thi€t d€ thuc hién cong viéc. Sau d6 thio luin xoay quanh céc ¥ kién
ctia ban vé thdi gian, c4c thdi han ma céng vidc phai hoan tat. v.v. ..

Théng nhat vé viéc ban s& gidm sdt qud trinh thue hién cong viée,
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ciing nhu viéc hd trg va huéng din nhu th€ nao d€ cdc thanh
vién trong nhém c6 thé d€n gip ban va trao d8i ¥ ki€n hay nhitng
khé khidn ma ho gidp phdi.

Mot vin d& quan trong 12 phai cho cdc thanh vién trong nhém c6 aa
thdi gian dé xem xét ho s& thyc hign cong vi¢c nhu th€ ndo. Can nhé
1a cong viéc ddi v4i ban thi quen thudc nhung ddi v6i cac thanh vién
trong nhém thi lai 12 mdt cong viéc hoan toan méi meé. Ban cin phai
x€p lich cho céc cudc hop sau d6 dé c4c thanh vién trong nhém c6 thé
trao d8i v6i ban v& nhitng suy nghi ciia ho ciing nhu nhitng d€ xut vé
céch thitc ho thyc hién cdng viéc.

Thuc hanh 29 30 phut 3

hi- én dy
cd ban va cdc thanh vién trong nhém ciing
| i€t lién quan dén cong viéc. Ban liét ke nay

phdi bao gdm tit cd nhitng khia canh ma ban cAn xem xét khi

thio lun véi nhém vé cong viéc dudc ty thdc cong viec.

Kiém tra xem ban liét ké& clia ban c6 bao gdm nhitng thong tin theo aé
muc dudi day khong:

muc dich clia cong viéc

cdc muc tiéu

cédc ngudn lyc s&n c6

sut hd trg cdn thiét

lam th€ nao d€ gidm sit cong viéc va theo ddi qué trinh thyc hién
cong viéc

ban sé d4nh gid cong viéc th€ nao va khi nao

Thuc hanh 30 20 phat 3
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cdc muc tiéu? %

ludnla gi?
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Ban s& miéu ta thdi 49 cla cdc thinh vién trong vhém d&i véi cdng
viéc thé€ nio? (tin tuy, hin hoan, ty tin, théng hi€u?)

Lin k€ ti&p ban s& 1am gi d& hoan thién viée théng bdo cho céc thanh
vién trong nhém?

Viéc thdng bio thanh ¢dng phu thudc vio vide 13p k€ hoach hgp Iy va
sy giao ti€p hiéu qua v6i vai trd mdt nha quan 1y. Cé nghia 14 ban
phai ling nghe cdn thin, d6i d4p thich hdp, v dim bdo hai bén khong
hiéu 1dm. Ban nén nhé ring viéc huéng din thinh cong s& din dén syt
nhat trf 81 vai cbng viéc. Ban s& thiy tf tin vi ban thyc hién viéc iy
thdc cbng vigc hiéu qud. Nhitng thanh vién trong nhém bi€t sé phai
lam gi, lam th& nao, d&n khi ndo va k€t qui ra sao. Ban ciing s& cidm
thay riing cdc thanh vién trong nhém tin tuy lam viée t&t hon.

Sau khi thdng béo, cdc thanh vién trong nhém nén bit ddu thuc hién
cdng viée, Mic di ban da chuyén giao cong viéc, ban vin cin phai
theo d&i qud trinh thye hign cong viéc biing viéc gidm sat.

Giam sat cong viéc dugc {y thac

Bing cich gidm sat cong viéc, ban ¢6 thé nim quyén quin ly. Ban c6
th€ nhan thiy nguy cd tiém &n cia nhirng khé khin khi né cdn & giai
doan ban ddu va ban c6 thé hudng din cdc thanh vién trong nhém thyc
hién mot s§ thay d6i cin thi€t d€ c6 thé ti&p tuc thyc hién cong viéc.

Can nhd riing mitc d§ gidm sat true ti&p lién quan dén sy tin tudng cia
ban d8i v§i cc thanh vién trong nhém c6 thé thyc hién 6t cong
viéc. Ban ciing can phdi nhd ring cic thanh vién trong nhém s&
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phan Gng thé nao khi ban khéng tin tudng vao khd ning cia ho
cing nhu hay can thiép vao céng viéc cda ho. Khi ban thyc hién
Uy thac cong viéc, ban da chip nhin mét s& i ro, bdi vi ban cing
chia sé v8i ngudi khdc trdch nhiém dd1 vdi cong viée.

Y&u t& then chét 3€ gidm sdt cong viéc ma ban dy thdc 1a thda
thuin ngay tir ddu v6i cac thinh vién trong nhém.

muyc tiéu ~ ban muén dat duge digu gi

y&u t8 thisi gian va thdi han cudi — nhitng phin viéc n2o cin phai hoan
tat vao thoi diém nio

nhifng ¢dng viéc chinh yéu — 12 phin quan trong nhit ma su thanh
cong clia todn by céng vide s& phai 1€ thudc vao d6.

Sau d6 ban c6 thé thda thuin dé thuc hién viéc giam sit cbng viéc
theo cic chuin myc ndy. Cé nhiéu cich d€ gidm sat, viduy:

trao d6i mot cAch than mit véi cdc thanh vién trong nhom khi ho dang
thue hién cong viée

thu thip théng tin, vi du nhu nhiét 86 hoat ddng clia hé thGng mdy
méc 13 bao nhiéu, sy tham dy, s& lugng cude goi dugce thiyc hién, s6
lugng khach hang da lién hé

thu x&p d€ c6 thé xem xét sy tién trién bling cich viét bdo cdo hay cdc
cudc hop than mit. Viéc xem xét sy tién trién c6 thé duge chuin bi
trudc va dugc quyét dinh dya trén cic y&u 8 thdi gian, cac giai doan
trong qud trinh thyc hién cdng viéc va mdt s§ yéu td khéc.

thdng nht v6i cde thanh vién trong nhém riing ho ¢6 thé gip ban néu
nhu ho nhén thiy c6 diéu gl d6 khéng 8n hay gap khé khin khi thuc
hi&n cdng viéc theo nhu thda thuin.

ki€m tra k€t qui cong viéc — mot sin pham, mdt ban béo cdo v.v...
theo ddi mot thianh vién ti€n hanh edng viée, vi du nhu trao d8i
vdi khdch hing hoic ddng nghiép.

Céc thanh vién trong nhém thudng tip trung chi § vao viéc thu thap,
ghi chép, trao d8i c4c ngudn thong tin lién quan d&n viée gidm sat.
Mic du cdc ngudn thong tin nay ¢6 thé d&€n v6i ban va ban ¢6 thé nim
dudc quyén quin 1y cong viéc, cdc thanh vién trong nhém ciing biét
duge kha 5 khi nao cbng viée duge thye hién sudn sé va khi ndo gip
truc trac. Ho c6 thé dua ra gidi phdp n€u duge khuyén khich.

Bing cdch d€ cho céc thanh vién trong nhém 1y gidm sdt cong



Thuc hién iy thdc cong viéc

viéc ciia ho, ban trao cho ho quyén quin 1y cong viéc, thyc hién
cdc hanh dong cin thi€t khi dy dodn dugc nhitng khé khin xdy
ra. Viéc nay chirng té ban tin tudng ho.

N€u nhu ban phat hién thdy nhitng vin dé kh6 khin tiém &n khi
gidm sdt cong viéc ma ban dy thdc, ban cdn phdi khéo Iéo, t&€
nhi chi cho céc thanh vién trong nhém nhin thdy dugc van dé.
Khuyé&n khich cdc thinh vién dua ra cdc gidi phdp khd thi. Ban
cin ludn nhé ring cong viéc cia ban 12 hd trg cdc thanh vién
trong nhém va giip ho thuc hién céng viéc thainh cong.

Thuc hanh 31 10 phut &

gidm sit nhiéu gidm sat it

tin tudng it : tin tudng nhiéu
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Diéu quan trong 1a ban phai xét xem minh da chon mic do gidm
sat hay tin tudng phd hgp. Ban c6 thé thyc hién diéu nay khi 6n
tap lai cdc phan viéc dugc ly thic.

Xem xét viéc Uy thac cong viéc

Mic di ban c6 thé xem xét sy ti&€n trién clia cong viéc khi n6é con
dang dugc thyc hién, ban ciing can xem xét n6 toan dién khi cong viéc
hoan tat. Pay 1a mdt co hoi t6t d€ ban va céc thanh vién trong nhém
cong nhén sy thanh cong, ciing nhu hoc kinh nghiém d€ thuc hién t6t
hon trong thdi gian téi.

Ban c6 thé xem xét nhiéu khfa canh ciia cong viéc, bao gdm c4 qué
trinh dy thdc cdng viéc. Ban cin xem xét cdc y&u td sau:

muc tiéu cong viéc dat dugc thé€ ndo va cin thay ddi nhitng gi
viéc sif dung c4c ngudn luc

st hd trg hiéu qué danh cho cdc thanh vién trong nhém

cong viéc dudc gidm sit va quan 1y th€ nao

khé6 khin va su c&

céch thitc cdc thanh vién trong nhém thuc hién cong viéc va ho cin
dva vao nhitng gi ma ho dugc hoc nhu thé nao

Khi xem xét mdt cong viéc dugc iy théc, ban cin phdi khen nggi nhitng
thanh cong ma cic thanh vién trong nhém dat dugc va nhin 14y phin
16i vé minh khi cong viéc khong di&n ra suén sé. Ly do 12 ban phai
chiu trich nhiém chung ddi v6i nhitng cong viéc dudgc iy thic, bao
gbm cé viéc ra quyét dinh uy thic ngay tir diu.

Thyc hanh 32 20 phut 2
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Ban c6 thé€ yéu cdu cdc thanh vién trong nhém lip mot k& hoach
cho y ki€n phdn hdi theo cdch tuong ty, bing viéc ddnh gid nhitng
gi thyc hién t6t, nhitng phdn viéc nao cin cdi thién & 1dn tdi, v.v...
Viéc ty ddnh gid cla cdc thanh vién trong nhém la viéc quan trong.

St dung k& hoach clia ban d€ ti€n hanh viéc dua ra ¥ ki€n phin
héi. Sau d6 ty ddnh gid xem cong viéc dudc thyc hién th€ niao &
bai tap k€& tiép.

Phan hoi

La mot phan cin thi€t trong qua trinh dy thac cong viéc, phdn hdi cho
nhan vién vé két qua cong viéc ho dugc dy thic gidp ban va nhin vién
¢6 dugc su trao d6i thong tin hai chiéu hiéu qua.

Thyc hanh 33 2 phut 2

Ban nghi gi vé muc dich cla viéc dua ra y ki€n phan hi cho thanh
vién trong nhém vé két qud cong viée dugc Aty thdc clia ho?

Téi hy vong ban suy nghi ring muc dich cla viéc dua § ki€n phan hdi
1a nhiim gidp c4c thanh vién hoc dudc kinh nghiém — ¢4 thanh cong va
thit bai — nhd d6 14n t6i ho c6 thé thyc hién 5t hon? Pay 1a céch thifc
chii y&€u dé khuyé&n khich sy phét trién nhin vién, vi th€ viéc nay 1a
mét trong nhirng trach nhiém chinh cia ngudi quan Iy.

Y ki€én phan hdi cin dugc thuc hién d€ cii thién k&t qua cong viéc
La mdt nha linh dao nhém, chic hin ban phdi thudng xuyén dia
ra nhitng ¥ ki€n phdn héi c6 tinh cdch thadn mat cho cdc thanh vién
trong nhém, nhung ddi khi ciing cdn phdi gip riéng mot thanh vién
trong nhém dé€ dua ra nhitng nhin xét thing thin.

Viéc dua ra cdc y ki€n phan héi d8i véi cdc k&t qui cong viéc t6t
thudng khdng c6 trd ngai, khi ndo ban con lam diéu d6. Nhan vién
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thinh c6ng va khéng thinh céng déu cin dugc phdt trié€n nhu
nhau. Y ki€n phdn héi cho nhi@ng k&t quid céng viée t6t nén
khuy€n khich cdc thinh vién trong nhém suy ngdm, xdc dinh
nhitng yé€u t& dura dén thianh céng v tim cdch thyc hién cdng
viéc 8t hon & nhitng ian sau.

Ban ciing cin phai trdnh chi trich ning 1&i d8i v&i nhitng 161 1Am
va k&t qud céng viéc kém. Suy nghi xem ban s$& phdn fng nhu
thé nao né€u cé ai d6 chi trich ban. Khi bi chi trich, moi ngudi
phan 16n thudng budn rau, phin vit, thanh minh hoic khong ling
nghe nda.

Né&u nhir viéc dua ra ¥ kién phdn héi lim cho ngudi nghe cdm
thay budn byc vd v§ ich thi viéc nay khéng dat dugc muc dich
ciua né. Ngay cd khi ban chi ra sai s6t, ban nén tim cich d6ng
vién d€ tao déng hrc lam viéc cho ho.

Dudi day 14 tAm 18i khuyén don gidn d€ thyc hién viéc dva ra ¥
ki€n phin héi hiéu qui:

Khéng bao gid phdn héi khi ban dang gidn dit byc téc. Ban
cdn binh tinh, nghi hudng gidi quy€t von d€ va quén di nhitng
chuyén khéng vui d6.

Pua ra 1#i khen ding hie. Nhin chung ngudi ta dé dang quén
nhitng céng viéc dugc thyc hién t6t, nhat 13 khi ¢é nhitng khé
khin kh4c. Ban can khen ngdi mét cédch cuy thé, o ring, ddnh
gi4 cao nhitng phan viéc d4 dudc thiue hién tdt, hodc nhitng gi
ma cdc¢ thinh vién trong nhém ddnh gid cao.

Khuyé&n khich moi ngudi gép ¥ kién. Vidc niy ¢6 thé bao gém
nhitng gl he nghi ho d4 1am ding, nhitng gi sai va 1§ do tai sao,
ciing nhu ho s& thyc hién céng viéc & lin téi nhu thé nao. Bing
cach gitp cho mot ngudi ty ddnh gid duge k€t qud cOng viéc cla
chinh ho, ban sé hi€u rd hon nhitng di€m déng ¥ vA nhitng diém
cidn phai huéng din sira sai.

Viéc xdc dinh sai sét phidi cy thé. Phdi dua ra din ching chinh
x4c d€ ngudi khdc ¢ thé nhan thiy dude ho mic sai sét 8 dau.

Chi nén chi trich thdi @) va hanh vi, khong nén chi trich con
ngudi. Vi du nhu ban ditng bao git néi ring ‘Anh sai 18i...’, thay
vio d6 hdy néi ring mdt hanh dong cu thé ndo dé khéng diing.

Tim hi€u nguyén nhén giy ra khé khin, B6 c6 phii 1a hiu qui
cla viéc ddnh gid thip, hay 13 do thi€u cdc ngudn lyc can thiét,
hay 1a do ban di khéng hd trg?
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HJ tr¢ khi cdn thi€t. Ban gitp mot ngudi gidi quy&t vin dé trong
tuong lai nhu thé nao? Liéu ho c6 cin dugc dio tao thém? Hay 13 ho
can sy hd trg ti phia ban va cdc thanh vién trong nhém?

Luén két thic bing mét 16i nhin xét tich cyc. Cing nhin vé phia
tru6c cho phép ca ban 1An ngudi ma ban cho ¥ ki€n phan hdi c6 thé dep
bd moi 18i 1Am clia qui khi sang mdt bén, va cling huéng vé tuong lai.
Viéc dua ra nhitng ¥ ki€n phdn hdi nhu thé 12 mdt phin trach nhiém
quan trong ciia ban trong viéc phat tri€én nhém. Piéu nay ching ton kém
gi cd, ngoai trir thdi gian, nhung lai c6 thé tao nén nhitng thay d6i to 16n
d6i v6i nghé nghiép va sy tin tuy d6i véi cong viéc clia mdt ngudi.

Thuc hanh 34 10 phdt g
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Phan hdi tich cyc khong phéi 1a viéc d& dang. N6 cdn thuc hanh nhim
gitip cho cic thanh vién trong nhém hoan thién két qua cong viéc.
Néu ban xdc dinh dugc cc linh vic cdn hodn thién, ban dang phat
tri€n viéc nang cao k¥ ning dua ra § ki€n phin héi.

D& thyc hién viéc dy thdc cong viéc hiéu qud, ban cdn phai sit dung
mot s6 k§ ning quén 1y: 1ap k& hoach, t8 chifc, lién lac, hudng din, hd
trg, gidm st va dua ra ¥ ki€n phin hdi.

Viéc ty thic cong viéc cho phép ban c6 thém thdi gian tap trung cho
nhitng cong viec quan trong. Biing cach sit dung qué trinh liy thic cong
viéc hiéu qua, ban s& phét tri€n nhém, phét trién m&i quan hé giira
ban va cdc thanh vién trong nhém va nhu niém tin d6i v6i ho.
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Hay ty danh gia 4 10 phut &

Miéu td cdc muc tiéu theo tieu chi SMART:

4R > 2 ®

T cdu hdi s6 2 dé€n cdu hoéi s6 5, hodn t4t cdc cdu bing cich
dién vao chd tréng cdc tir thich hgp

Khi thye hién viéc hudng didn cho cdc thinh vién trong nhém,
ban phdi ddm bdo ring ci ban va ho tdt ca khia
canh clia cong viéc.

lién quan d€n viéc thu thip théng tin xem cong
viée duge thye hién thé ndo, cho phép ban holic cdc thanh vién
trong nhém hanh déng d€ ngin vin d€ trd nén trdm trong.
Sau khi e¢éng viéc dy thdc di duoc thuc hién, ban cdn
thit bai va thinh c6ng cda né nhim cé thé cdi
thién céng viéc & 1an tdi.

MGt phéfn cia viéc ddnh gid lién quan d€n viéc cho
vé cdch thic thuc hién ¢bng viée clia cdc thanh

vién trong nhdm,

Hoan t4t t4m 15i khuyén d€ c6 thé thuc hién viéc vige dua ¢ kign
phdn hdi ¢6 tinh cdch x4y dung.

a Khong bao gi¥ dua ra ¥ ki€n phdn héi khi ban

b Cho khi cé thé.

¢ Khuyén khich moi ngudi

d Phdi cu thé vé .

e Chi nén chi trich , khdng nén chi trich con ngudi.
f

4

h

Tim hi€u nguyén nhin giy khé khin.
khi cidn thiét.

K&t thiic bing

Ban c6 thé tham khdo ddp 4n cho nhitng ciu héi niy 6 phin ‘Dép
dn bai tip ty ddnh gid’ & cudi sich.



iy thdc cong viéc

7 Tom tat




Thuc hién dy thdc cong viéc

8 Suyngam

__ ﬁi Bay gi% ban danh 5 phiit 4€ suy ngdm nhitng vin d& vira nghién ctu
R va nghi xem ban s& dp dung ching vio thuc t&€ cdng vigc clia ban nhu
th€ ndo? Hay vi€t ra nhitng suy nghi ciia ban:

A!'To6ida hocdude ...

Ap dung khi nao?

A!T6ida hoc dudc ...

Ap dung khi nao?



Danh gia két qua

1 Bai tap ki€m tra nhanh

Ciau héi 1 Uy théc cong viée 1a gi?

Can héi 2 Gidi thich ngdn gon viéc iy thdc cdng viéc cé thé gidp hoan
thién viéc ra quy€&t dinh th€ nao?

Cédu héi 3 Ban phdi chiu trdch nhiém chung 48i v&i nhitng céng viéc ma
ban Gy thdc nhy th€ nio?

Céu héi 4 Miéu td céc giai doan"clia qud trinh dy thic cong viéc hiéu qui.

Cau hdi 5 Bing cdch ndo ban c6 thé st dung viéc Gy thic cong viec d€
xdy dyng niém tin d8i v6i cdc thinh vién trong nhém?
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Pdnh gid két qud

Ciu hdi 6 Viéc 0y thdc cong vigc qud mifc cé nghia 1a gi?

Ciu hdi 7 V&i vai trd 1a ngudi linh dao nhém, ban hdy cho bi€t ich 1gi
16n nhit md viéc Uy thic cong viée dem lai cho ban.

Cau hdi 8 Thyc hién dy théc céng viéc hién qud cé thé ghip cdi thién
phuong thifc 1dm viéc clda nhém hay cla mdi cd nhén trong
nhém nhu thé nio?

Cau hdi 10Ban c6 thé Gy thdc trdch nhiém cta ban vé sif an todn va sifc
khde & noi lam viéc khéng?

liythdc?
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Cau héi 12Cdc ngudn lgc ndo ma ban ¢dn phin b& cho cdc thanh vién
trong nhém khi ban Uy thic cong viéc cho ho?

Cédu hdéi 13 Muc dich cia viéc thdng bdo cho cdc thanh vién trong nhém
vé cong viéc dudgc ly thic 1a gi?

2 Bai tap finh hudng

Ong Manh vira 12 chd vira 12 gidm d6c mot céng ty sdn xuit
my phdm va cdc sin phim chim séc ¢4 nhin véi s lugng
nhin vién lam viéc tai vin phong diéu hanh khodng 20 ngudi.
Céng ty ndy vOn l1a mdt ¢ s& sin xuit nhd do gia dinh éng
thinh t4p 10 nim vé trudc. Bdn thin 6ng Manh 12 mét nha
quan 1y di 1&n ti¥ cdng viéc va ¢6 khuynh hu6ng qudn 1y nhin
vién theo ki€u gia dinh, Trudc kia, 6ng Manh phu trich viéc
tim ki€m va giao dich véi khdch hiang, 1ap k& hoach sin xudt
va theo d6i cd viéc phan phéi sdn phim.

Khoang hai nim trd lai diy, do cdng viéc kinh doanh cia cdng
ty duge md rong, dng Manh phai thué thém nhin sy mdi phuy
trich bdn hing v diéu hanh sdn xuit. Tuy viy dng Manh vin
ti€p tuc 1am cdc cong viée giao dich v6i khdch hang, ra cdc
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quyét dinh vé gid ¢ va chinh sdch phidn ph&i. Cic nhin vién
bd phin bdn hang chi 13 ngudi thira hanh dya trén cdc thi tuc
gidy t3 ma 6ng Manh dd ky k€&t vdi khdch hiang. P6i khi k&
hoach giao hing c6 sy thay ddi do 6ng Manh va khich hing
thuong Iugng nhung 6ng Manh quén khéng théng bio cho bd
phan bin hing. K€t qud 1a bd phin bdn hing khéng théng
bdo cho bd phin sdn xudt, din dén tinh trang by phin sdn xudt
phdi thay d6i k& hoach sdn xudt thudng xuyén, cdng nhin phii
lam viéc thém gid, nguyén vat liéu bi thi€u hut do khéng c6
mdt k€ hoach sidn xuit 6n dinh. Hiu qui 12 bd phin sin xudt
vd b phin bdn hang khéng th€ lam viéc v8i nhau. Ngudi
trrdng bd phin sdn xudt dau tién da xin nghi viéc. Ngudi thit
hai ciing dang c6é nhiéu réc r8i v8i trudng bd phin ban hing
va 6ng'Manh, Gin diy nhiéu khdch hing 43 phin nan vé thdi
gian giao hang; c6 khach hang di gidn d trd lai hang vi cho
ring sin phim cla cdng ty khong dat chit lugng nhu ban diu.
Diéu niy cang 1am cho 6ng Manh ting cudng sy kiém sodt
dén coéng viéc cla cdc nhin vién dudi quyén. Ong ludn lo ngai
ring n€u 6ng khong d€ mit d&n thi nhin vién sé khong hoan
thinh céng viéc nhu 6ng mong dgi.

Theo ban
Ong Manh dang gip khé khin gi trong céng viéc cia minh?
Lam th€ nio d€ gidi quy&t khé khin 46?

Vin 48 m4u chdt nhd't 6ng Manh cdn quan tim 1a gi?

Bai tap cho cdng viéc

Bai tip ndy y&u cAu ban lya chon mét cong viéc mi ban mubn
Gy thdc dya vio nhitng ki€n thic m3 ban hoc duge trong quyén
sdch nay.

Xdic dinh nhitng c6ng viéc nao cla ban trong thdi gian sdp 6
c6 thé duge Uy théc.

Liét ké nhifng c6ng viéc ma ban cin thuc hién trong vai ngay
hodc mdt tudn sdp t6i.

Ghi chit D bén canh nhitng céng viéc mi ban c6 thé Gy thic.



Ddnh gid két qud

X&p nhitng cong viéc con lai theo mitc d6 wu tién, sit dung
md hinh tdm quan trong/tinh cdp bach, va xdc dinh nhing cong
viéc ndo ma cdc thanh vién trong nhém cla ban ¢6 thé thyc
hién.

Trong bai tdp nay, ban hay chon mét trong s6 nhifng cong viéc
ban dy dinh Gy thdc céng viéc € 1ip k€ hoach thuc hién, Ghi
chi ngdn ngon tai sao ban chon cdng viée d6.

Chon mot thinh vién thich hgp nhit trong nhém thirc hién cong
viéc. Can xem xét cdc yéu ciu clia ¢Ong viéc ciing nhu nhitng
nhu ¢iu clia cdc thanh vién trong nhém cia ban. Gidi thich quy&t
dinh ctia ban.

Khi d3 chon dugc ngudi thich hgp dé thure hién céng viée, budc
k€ ti€p 12 lap k& hoach — giai doan tht ba.

Gidi thich ban dy dinh thyc hién viéc hudng din nhu th€ nao?
Tém tit nhitng di€u ma ban cén gidi thich véi cdc thinh vién
trong nhém, bao gém:

muyc tiéu céng vigc thich hdp

nhitng ngudn Iyc nio ma ban cam thiy cin thiét va lam thé ndo dé
¢6 duge nhitng ngudn luc nay?

vige hé trg, gitip 43 cdc thanh vién trong nhém duge thire hién ra
san?

cbng viéc s€ dudc gidm sit ra sao — vai trd clia ban va clia cée
thanh vién trong nhém

cong vi€c sé dugc ddnh gid khi nao va viéc ddnh gid niy sé dudc
thire hién nhu thé nao, nhitng khia canh ndo cla céng viée s& duge
danh gia

Ban c6 thé st dung tai liéu ma ban thirc hién & bai thyc hanh 30 dé
hoan thanh viéc 1ap k& hoach.

Bai tdp hoan tit s& gdm c6:

céc danh sich va so d6 miéu t4 c4c cong viéc. Ban s& x&p chiing
theo thif tyr wu tién ra sao, ciing nhu gidi thich tai sao ban lua chon
cong viec d6 dé dy thac.

Gidi thich 1y do tai sao ban chon mét thanh vién cu thé trong nhém
d€ thue hién ¢ong viec duge dy thic, c6 thé sir dung cic cidu héi
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trong cdc bai thyc hanh & phin tru6c d€ chic chip ring ban
dé cip dé€n tat cd cdc khia canh cin thi€t.

Trinh bay toan bd qui trinh dy thic clia ban tit ba d€n bdn trang.

Ban ¢6 th€ md rong bai vi€t cia minh bliing cich thu thip cdc
chitng cif cho thdy riing cong viéc Gy thdc duge thue hién. Vi
dy, ban c6 thé ddnh gid cong viéc hudng din, cho thiy cong
viée dutde gidm sdt th€ ndo, cdch ban va cdc thinh vién trong
nhém ddnh gia viéc thyc hién cdng viéc. Ban cin nhd ring thanh
vién trong nhém dugc dy thdc thue hién cdng viéc ¢6 thé déng
g6p céc ching cif phit hgp, chdng han nhy cdch thifc ma thanh
vién 4y thyc hién cong viéc.



Hay t6m lugc va suy ngim

1 Tém Iwge va suy ngam

Ban di hoan thinh cuén siach ﬁy thdc Céng viéc Hiéu qud.
Bay gi¥ chéng ta s& 6n lai muc tiéu cla quyén sich nay.
Muyc tiéu thi nhat

Ban ¢6 thé xdc dinh tim quan trong cha uy thic edng viéc.
Trong phin diu tién clia quyén sich chiing ta d3 thdo lufn xem
iy thic c6ng viéc 13 gi va dinh nghia mot s6 cum tir duge sif
dung. Chiing ta phin tich tdm quan trong cia viéc Uy thic cong
viéc, va 1¢i ich ma viéc iy thic cOng viéc dem d&n cho ban
vdi vai trd 14 ngudi lanh dao nhém.

w Ban d3 bao gid nhan thiy dugc mét s& ich lgi cla viéc‘ Uy thdc
céng viéc d6i véi ban, vdi cdc thanh vién trong nhém va véi
td chic?

» Ban di tiing nghi d€n viéc thdo ludn véi cAp quin Iy ciia ban
hodc cdc thanh vién trong nhém vé viéc 1am th€ ndo ban ¢6
thé thye hién Gy théc cong viée mot cich hiéu qui dé c6 Igi
cho mgi ngudi?

Muc tiéu k& tiép 1a

Ban cé thé chi ra cdc cdch thite a€ dat dugce sy cin bing
trong pham vi cong viéc dugc uy thdc.

Trong phin B chiing ta xem xét 1§ do tai sao mdt s& ngudi ny
thic céng viéc qud it (dudi mic c6 thé) va modt s6 ngudi lai
iy thdc cdng viéc qua nhidu (qud mic cé thé).

m Ban c6 bao gid quyét dinh xem lam cich nio d€ dat duge sy
cin biing khi thyc hién viéc iy thdc céng viéc?

s Ban ¢6 nghi ring ban da ting mic phai viéc by thic cong viéc
dudi mdc thé hodc iy thidc coéng viée qui mifc ¢d thé&?

m Ban ¢6 tim hiéu nguyén nhin tai sao khéng?

w Ban c¢6 tim ra gidi phdp d€ khic phuc khong?
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Muc tiéu k& tiép Ia:

Ban c6 thé 4p dung cdc buéc trong qua trinh @y thic va cdc
k¥ niing thyc hién viéc by thdc cong viéc mét cdch hi¢u qua.

Trong phin A chiing ta 44 dua ra mét khdi niém vé qud trinh
iy thic cdng viéc hiéu qud.

Giai doan diu tién cla qué trinh nay 13 giai doan chufn bi.
lua chon cdng viéc thich hgp d€ dy thdc céng viéc, va
chon lra ngudi phd hdp d€ thyc hién céng viéc.

Giai doan k€ ti€p la thuc hién viéc dy thic cbng viéc qua céc
budc:

xdc dinh cd¢ muc tidu
lip k€ hoach

thue hién

gidm sdt

d4dnh gid

Thyc hién ddy dd cdc budc trong chu trinh nay s& gidp ban
quan 1§ duge cong viéc ma ban dy thic va duge 1gi nhidu nhat
do vigc Gy thdc cdng viéc mang lai. Trong phin C vi D, chiing
ta da xem xét mdt cdch chi i€t cic budc trong giai doan thuc
hién viéc iy thdc céng viéc, vd qua d6 gilip ban c6 thé 4p
dung vao céng viéc hién tai clia minh.

Xem xét viéc Oy thac cdng viéc ma ban chuin bi va thiyc hién
nhir 13 mot phdn cdc bai thuc hanh ma ban phai lam trong quyé&n
sdch nay.

Qué trinh Gy thdc cong viéc mbt cdch c6 hé thdng duge dé
cdp trong quyén sich nay di gitip gi dugc cho ban trong viéc
phdt tri€n k¥ ning d€ thyc hién viéc Gy thdc cOng viéc mét
cdch hiéu quid?

Nhitng cdi thién ma ban nhin thdy duge khi ban thuc hién viéc
iy thdc cdng viéc hién nay 13 gi? C4c thinh vién trong nhém
cda ban c¢6 déng ¥ véi viéc tv nhin x€t ndy cila ban khéng?



Hay 16m luge va suy ngdm

Né€u nhu ban cim thiy ring qué trinh Uy thdc cong viéc gitp
ban quin ly hiéu qud hon thi chitng t6 ban d3 dat dudc muc
tiéu clia quyé&n s4ch.

Muyc tiéu cudi cung la:

Ban c6 th€ quin 1§ nhém lam viée cha ban hiéu qud hon.
Mic di mét s& ngudi lo s¢ ring Oy thdc cdng viéc c6 nghia
12 mit hét quyén quin 1y, nhung ching ta thiy ring thuc hién
viéc Uy thdc cong viéc thanh céng — théng qua quéd trinh Gy

thdc cong viéc dugc dé cip trong quyén sdch nay — thit sy
giip ban qudn Iy nhém lam viéc clia minh hiéu qui hon.

Ban nhan thiy ring viéc Uy thdc cong viéc sé& gidp ban quédn
I¢ nhém lam viéc cla minh nhu th&€ nao?

Né&u nhu ban hi€u 15 dudc viéc Wy thdc cbng viée sé gifip ban
quén 1§ nhém lim viéc clia minh nhy th€ ndo thi ban da hoan
thinh duge muc tiéu cudi cing cia quyén ssch.

Bdy gid ban hiy xem lai myc tiéu hoe ma ban dd tr dit ra
cho minh & ddu cudn séch. Ban ty d4nh gid xem muc tiéu di
dat dugc & midc dd nao?

Cé6 1& ban di phan nio thda min véi muc tiéu nim bit ki€n
thite, nhing con nhifng muyc tiéu mang tinh chd't hanh ddng
thi sao? Phdn ti€p theo s€ gitip ban 4p dung nhing ki€n thitc
ma ban git hdi duge vao thyc tién cong viéc.
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_ .\Muuc.&ié;ew,t,hé“

2 Ké hoach hanh ddng
2.1 K& hoach hanh dong Ia gi?

K& hoach hanh dong 1a mot cong cu gitdp ban 4p dung nhitng
gi hoc dugc tr cuén sdch vao thuc t€ cong viéc.

2.2 Lam thé nao d€ Iap mot k& hoach hanh dong?

Péy 1a lic ban xem lai nhitng ghi chép clia minh & trang Suy
ngdm sau mdi phdn trong cudn sdch va nhitng cdu trd 13i &
muc Tém lugc va Suy ngdm.

Trudc tién, hay xdc dinh cdc muc tiéu ma ban mong mudn dat
dugce 1a gi? PE dat dugc cdc muc tiéu nay, ban c6 thé sé gip
phdi nhitng vin dé nao? Hay liét ké chiing. Sau d6 hay phin
tich xem d€ gidi quyét timg vin dé, ban s& cin thuc hién nhitng
hanh dong gi, v6i cdc ngudn lyc ndo, va trong thdi gian bao lau?

Hiay ddm bdo tirng muc tiéu trong k€ hoach hanh d6ng cia
ban luén ddp @ng cdc tiéu chi sau:

cu thé;

c6 thé do ludng dugc;

c6 thé dat dugc;

phu hgp (v6i muc tiéu cia doanh nghiép va cia nhém);

thdi han hgp 1y.

Vi du:

Muc tiéu khﬁng cu thé: Biét cdch lya chon ngudi. a€ ay
' thdc cong viéc

_ Xay du‘ng it nhat 1{
2 chon ngudi kh

éu chi & Ira
dc cﬁng viée.

D€ didm béo tinh khi thi, trong mot k& hoach hanh dong, ban
chi nén dé xudt mot muyc ti€u can dat dugc va khong qud 3
vin dé cén phai gidi quyét.



Hay tom lugc va suy ngdm

Khi di lap xong k& hoach hanh ddng, ban nén bit tay ngay vao
viéc thuc hién. Dirng d€ bat k¥ di€u gi tri hodn ban! Trong qud
tinh thuc hién, rit c6 thé s& c6 nhimg y&u ¢ 4nh hudng dén nhimg
dy ki€n ciia ban. Ban hay phén tich k§ ludng nhiing dnh hudng
ndty va trong midng hop cin thiét, ban dimg e ngai gi néu phai thay
d8i mot s8 du ki€n trong k€ hoach hinh dong clia minh. Nhung
luu ¢ ring cudi cling ban phéi dat dugc myc tiéu di dit ra.

2.3 Lam gi vdi k& hoach hanh djng?

K& hoach hianh dong 13 danh cho ban. Trit khi ban yéu cdu,
khéng ai dinh gi4, chdm diém va xem xét k€ hoach ciia ban.
Hiy treo k€ hoach hanh ddng & noi lam viéc va bit tay thyc
hién ngay!

Ban nén xem xét lai k& hoach clia minh theo dinh ky (c6 thé
hang thang) va diéu chinh k& hoach khi cin thi€t. Hay xem lai:
nhitng gi dang phdt huy tdc dung? -

nhitng gl cin dugc cdi tién?

1am th€ nio d€ c6 thé thuc hién cic cdi ti€n d6?

Khi d3 thuc hién xong k&€ hoach hanh déng, ban ding nén
vbi vang cit né vio ngdn ban. Ban nén dinh chit thdi gian
d€ d4nh gid viéc thyc hién k&€ hoach hinh d6ng vi so sdnh
xem k&t qud ma ban dat dugc c¢6 nhu mong mudn hay khong.
Diéu nay sé gidp cho ban tich liy kinh nghiém dé thyc hién
thanh céng cdc k€ hoach hanh déng trong twong lai.

Pimg quén ghi nhin nhitng ti€n bd ma ban di dat dudc. Hay
in mirng nhirng thanh ¢éng ctia minh!
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Hay t6m lugc va suy ngdm

Dap an bai tap ty danh gia

Bai tap ty dinh gis 1

Uy thac céng viéc 1a trao cho ai d6 TRACH NHIEM va
QUYEN HAN dé€ thay ban thyc hién cOng viéc.

N€u ban dugc Gy thic cOng vnec thuc hlén mot nhiém vy nao
d6, ban cin dugc phin b6 NGUON LUC 48 thuc hién nhiém
vu d6.

Khi ban iy thdc cong viéc cho ai d6, ban phdi chiu TRACH
NHIEM CHUNG dé cong viéc duge thire hién diy dd va ding
théi han,

Thyc hién viéc dy thdc cong viéc thanh cong cdn mang dén
cd héi phdt tri€n cho cdc thanh vién v6n ¢6 NANG LUC,
GAN BO, TAN TUY, va THAO VIEC .

Viéc dy thdc cﬁng viéc cho phép ngudi lanh dao nhém st dung
chuyén mén cla cdc thanh vién trong nhém va vi viy c6 thé
cdi thién viéc RA QUYET PINH.

Thai gian danh cho iy thic céng viéc la th¥i gian ddng gid vi:
né lién quan d&€n viéc phat trién ning lyc cia cdc thanh vién
trong nhém; diy 1a trdch nhi€ém quan trong clia nha quan Iy.
né cho phép ban chuyén giao nhitng cong viéc c6 mitc 46 wu
ti€n thap hodc trung binh cho ngudi khdc va tip trung vio
nhitng ¢dng viéc ¢6 mic uwu tién cao hon.

Cum tir ‘pham vi ki€m sodt’ c6 nghia 12 s8 lugng nhén vién
ma ngudi gidm st phadi chiu trdch nhiém.
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8 So db ddy di la:

! Chudn bi 4y théc
|

Quyét dinh cong viée
uy thde -

Lya chon ngudi 8€ dy théc

Thyc hién iy thic l

bénb gid Lip k€& hoach

¥

Bai tip ty danh gia 2

Ly do ma nhd quin ly thyc hién viéc Gy thic cong viéc dudi
mitc cin thiét 13:

ho cho ring ty thuc hién cOng viéc s€ nhanh hon

ho nghi ho khéng ¢6 thdi gian d€ thyc hién viéc dy thic cong
viéc

ho lo sg mét danh ti&€ng vi khéng cdm thiy an tdm vi th€ ho
khéng muén chia sé quyén han

thi€u ty tin va niém tin vio kha niing cia cdc thanh vién trong
nhdém,

D4u hiéu cho thiy nha quin 1y thyc hién viéc Gy thdc cOng
viéc qué mic c6 th€ 12 khi ho KHONG GIAM SAT PUQC
CONG VIEC MA HO UY THAC.

Mic 46 GIAM SAT c6ng viéc duge dy thdc lién quan dé€n
mitc d§ TIN TUGNG ngudi khdc c6 th€ thyc hién t6t cong
viéc.



Hay tém lugc va suy ngdm

4 Niém tin cla ban s& dugc gia ting qua viéc thuc hién quéd trinh
Uy thdc cong vigc, va gidp cho cdc thanh vién trong nhém thyc
hién cong viéc thanh cong biing cdch gidm sdt chit ché ngay
tif ban diu.

Bai tdp ty danh gia 3

1 Toéi cho ring cong viéc ¢, d, e ¢b thé dugc Uy thic cong viée.
Ban ciing ¢6 thé iy thic céng viéc f.

2 Cong viéc a va b hodn todn khdng thich hgp d€ iy thic cong
viéc. Ngudi quén 1y chiu trdch nhiém vé€ cdch thifc 1am viéc
ctta cdc thanh vién trong nhém. Ngudi qudn 1y do lo ling vé
sy chdm tr& nén khdng dy thic cdng viéc cho cdc thanh vién
trong nhém. Trong vi du diu tién, viéc phan nan cda cdc thanh
vién trong td chifc thudng cé lién quan d&n nha quin ly.

Coéng viéc g khéng thé dy thdc cong viéc vi cAp quan Iy cda
ban mudn chinh ban thiic hién, Tuy phién, ban cling c6 thé dé
cho cdc thanh vién trong nhém tham gia vio viéc thu thip vi 8
chitc thdng tin,

Tuong ty, eéng viéc h khéng thich hgp d€ dy thdc cong viéc.
Ban cdn thdo lufn nhitng nhu cdu clia cd nhém.

3 Ban c¢6 thé€ dy thdc céng viéc mot cdng viée cho mét thinh
vién trong nhém, m3c dit h¢ chua ¢d kinh nghiém thitc hién
cong viéc, nhung d6 13 cdch gidp ning cao ndng lyc cia cic
thanh vién trong nhém.

4 Ban cin phdi iy thic cdng viéc cho cdc thanh vién cé chuyén
mon va kinh nghiém vi céng viéc cin dugc thuc hién véi do
rii ro that thip. Ciing ¢6 thé bdi c4 nban ban hoic cdc thanh
vién khdc trong nhém khéng thé hd trg trong viéc thuc hién

cbng viéce, hoic khéng c6 thdi gian a8 gidm st trec ti€p coéng
viéc.

Bai tdp tu danh gia 4
1 Mot muc ti€u theo ti€u chi SMART li;
s Specific (cu thé)

s Measurable (c6 thé ddnh gid)
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Agreed (nhit tri)

Realistic (kha thi)

Time-bound (¢é th&i han)

Khi thye hién viée huéng dan ban phz’u didm bdo ring ban vi

cdc thanh vién khic cling THONG NHAT tit ¢4 moi khia canh
cia cdng viéc.

Viéc GIAM SAT lién quan dén viéc thu thip théng tin v& ti€n
trinh thuc hién cng viéc, v cho phép ban cling nhu cic thanh
vién trong nhém dua ra cdc quy€t dinh kip thdi nhim trinh dé
van d€ ud nén nghiém trong.

Sau khi thyrc hién cbng viéc, ban phai thyc hién viéc DANH
GIA thanh c6ng va thit bai d€ cé thé hoan thién cong viéc &
1in t6i.

Mét phan cua viéc ddnh gi4 lién quan dén viéc dua Y KIEN
PHAN HOI vé cic thitc 1am viéc cda cdc thanh vién trong
nhém,

Dugi ddy 1a tdm 101 khuyén ma ban cin nhd:

a Khéng bao gid dua ra ¥ ki€n khi ban dang GIAN DU hoic
buc tiic,

b Luén dua ra LGOI KHEN khi ¢6 thé.
¢ Khuyé&n khich moi ngudi PONG GOP Y KIEN.
d Viéc x4c dinh SAT SOT phdi cu thé.

¢ Chi nén chi trich THAI PQ vA HANH VI, khong nén chi
trich con ngudi.

f Tim hi€u nguyén nhin gdy ra khé khin.
g HO TR khi cin thiét,
h Ludn két thic bing mét LG NHAN XET TiCH CUC.
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4 Dap an bai kiem tra nhanh

Trd 15i 1

Tra 13i 2

Tra 16i 3

Tra 131 4

Tra 18i 5

Tra 15i 6

Trd 151 7

Uy thdc cong viéc c6 nghia 12 giao cho ai d6 trich nhiém va
quyén han d€ thay mit ban thuc hién cong viéc.

Vigc dy thic cong viéc giip ¢di thién vigc ra quyét dinh bing
céch st dung chuyén mén cha céc thanh vién trong nhém dugce
Uy thdc céng viéc.

Nguoi lanh dao nhém chiu tréch nhiém chung di v6i nhitng
cong viée dugc Gy thdc bing cich thuc hién c4c giai doan clia
qud trinh Uy thdc cong viéc, vi vy ¢6 th€ qudn 1Y todn bod
cdng viéc.

Qu4 trinh dy thdc céng viéc ¢ thé t6m tit nhy sau:

chudn bi viéc By thdc cong viéc bing cdch:

chon lya céng viéc thich hdp

lra chon ngudi phit hgp.

thuc hién viéc dy thdc cOng viéc bing cich:

xdc dinh cdc muc tiéu ré rang

lap k€ hoach

thue hién

gidm sdt

dénh gid.

Ban sé& cidm thdy tin twwdng*vio nhém lam viéc hon khi thyc
hién viéc gidm sdt chit ché ngay ¥ ban ddu va giip cho cic

thanh vi€n rong nhém thyc hién céng viéc thanh cdng, va gidm
dan mitc 43 gidm sat khi ban cim thiy an tim va ty tin hon.

Viéc Uy thic cdng viéc qud mic c¢6 th€ x4y ra khi ngudi quan
1y chuyén giao qud nhiéu trach nhiém cho ngudi khic va khong
thé qudn Iy hét nhitng cong viéc duge dy théc.

C6 nhiéu khd ning, thy thudc vio viéc ban cim thiy viéc dy
thdc cong viéc c6 1¢i nhu thé ndo d8i v8i ban. Vi du nhv ban
c¢6 thoi gian d€ tap trung vao nhing cdng viéc quan trong hon,
phdt tri€n nhém va m6i quan hé véi vdc thianh vién trong
nhém.
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Tra 131 8

Tra 161 9

Tra 15i

Tra 19i

Tra 15i

Tra 181

Tra 131

Tra 131
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10

11

12

13

14

15

ny thdc cong viéc 12 mdt phuong thifc gidp titng ¢4 nhin trong
nh6ém phit trién, ning cao ning lyc vd k¥ nang. Viéc Gy thic
céng viéc cOn gidp cho cdc thanh vién thao viéc hon, gdn b6
va tdn tuy hon vdi céng viée.

Mic di c6 mdt s6 viéc chinh ban phdi thirc hién, mdt s6 cong
viéc c6 thé dy thdic n&u nhu:

cdc thanh vién trong nhém cé nang lyc thyc hién
gitip phét trién nhém

¢é muc wu tién thip hoic trung binh

c6ng viéc thudng nhat

co tinh thu hdt.

Khong. D6 1a nhitng phan viéc va trdch nhiém mi ban khong
thé€ dy thdc. Trach nhiém cia ban d8i vdi sitc khde cla nhin
vién vd an toan & ndi lam viéc 12 mét trong s nhiing trich
nhiém dé.

Ngudi duge by thic cong viéc s& hidu rd ho cdn dat dude muc
tiéu gi vd khi ndo. Cdc myc tiéu theo tiéu chi SMART gilp
lam o viéc nay hon.

Céc ngudn hyc gdm nguyén liéu, thi€t bi, tai chinh, nhan Iy,
thdi gian va thdng tin.

Viéc hudng din nhim khuyé&n khich cde thinh vién trong
nhém nhiét tinh vad gidn bé hon véi cOng viéc. Ban can dat
duge sy nhét tri vé cdch thifc thyce hién ¢ong viée duge Uy
thic.

Viéc gidm sat cho phép ban — va ngudi thuc hién cong viéc -
theo d6i qud trinh thyc hién cong viéc d€ ng phd khi cdn
thi€t nhim ddm bdo muc tiéu cbéng vide.

Muyc dich clia viéc dva ¥ ki€n phan hdi 1a nhim cdi thién
phuong thdc 1am vigc. Viéc ndy phdi dudc thyc hién sao cho
khuyén khich va tao déng luc 1am viée cho nhin vién.
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9 Bap an bai tdp tinh hudng
Dudi diy 1a cdu trd 181 ggi §.

1 Ban c6 thé nhan thiy ring khé khan 16n nhit ma 6ng Manh
dang gap la khéi lugng cbng viéc vugt qui khi ning dng c6
thé thyc hién dude. Ban ¢6 thé ¢6 cdm gidc ring dng Manh
dang lam viéc giim cho tdt ci nhdn vién. Ong can thiép qud
sdu vio cong viéc clia nhin vién cdp dudi, va hau qud 13 6ng
khong thé€ nio diéu hanh céng ty.

2 D€ gidi quyét van dé trén, 6ng Manh cdn phii lim mét s8
viéc sau diy:

8  Xdc dinh nhitng c6ng viéc ndo thue sy 13 cia minh, nhitng cdng
viéc ndo thude vé trach nhiém cla nhan vién, cu thé Ia chng
viéc clia trudng b phan bdn hang vd bd phan sdn xuit.

®= Trong s8 nhitng cdng viéc cia minh, chon ra mét s6 cing viéc
oA - A~ 2 - = . ] .
ma &ng ¢ thé uy thac cho nhin vién ciia minh

» Lip mot k& hoach dy thdc cdng viéc cy thé cho cdc cbng viéc
dude dy thdc

= Vdi nhitng viéc lam trén, 6ng Manh ¢6 thé gidm dugc ding
ké khdi lugng cong viéc hién tai ddng thdi givip cho vin phong
di€u hanh hoat dong t5t hon Vi cdc nhin vién khong phai chd
dng ra quy&t dinh cho 14t cd cdc cong viée clia ho.

3 Van dé méiu chét nhdt 8ng Manh cin quan tAm 13 niém tin vao
khd ning thyc hién céng viéc clia nhin vién dudi quyén. Ong
Manh sé€ phdi o minh lam hét moi cong viéc néu dng khong
tin ring nhin vién cla dng cé thé lam t6t ¢ong viéc nhir dng
mong dg¢i. Nguti qudn 1y 1 ngudi hoan thanh cdng viéc théng
qua nhitng ngudi khic. Vi vy, tao dung mot niém tin vé& nhin
vién la yéu t8 quan trong giip cho ngudi quin 1y Gy thic cong
viéc trong nhém.
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UY THAC CONG VIEC HIEU QUA

Uy thac céng viéc cho phép ban chia sé mot sé cong viéc va trach nhiém clia ban vdi cac thanh
vién trong nhom. Pay 1a mét ky nang quan ly quan trong gitp cho ban 8 chuc, diéu hanh va phat
trién nhém cla ban. Cudn sach nay giup ban tim hidu Oy thac céng viéc la gl. tdm quan trong clia
no, va céc yéu t6 lién quan dén quy trinh Uy thac céng viée.

Sau khi hoan thanh cuén sach nay, ban cé kha nang tét hon dé -
» xac dinh tdm quan trong clia Uy thac céng viéc:
= chira cac céch thic dé dat dugc sy can bang trong pham vi céng viéc dugc Oy thac;

= 4p dung cac budc trong qua trinh Uy thac va cac ky nang thuc hién viéc Oy thac cong viéc mot
cach hiéu qua;

= QUaN Iy nhém lam viée clia ban cé hiéu qua hon,

34974 012467
Gia: 23.000 d
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TANG HIEU QUA LAM VIEC CA NHAN
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