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THAY POI TO CHUC: MQT SO TRUONG HQP PIEN CUU
LUU TRONG TUAN'

TOM TAT
Trén con dwong di dén tam nhin chién lwoc, 16 chire can luén thay déi, can dong dé
hinh thanh nén nhiing gid tri moi. Trang thdi tinh kéo doanh nghiép khoi uu thé canh tranh
ciing nhw lam cho Sire dé khdng ciia doanh nghiép yéu di truéc nhitng bién déng bén trong
va bén ngoai doanh nghiép. Bai viét ndy trinh bay ba phuong phdp thay déi té chike:
phirong phdp nghién ciru hanh dong, phwong phdp diéu tra tin thwong va phiong phdp
Cdu triic hoc song song; dong thoi néu mét sé trwong hop dién ciru dp dung thanh cong
cdc phirong phdp nay trong thay déi té chire Ciia Mot sé doanh nghiép ¢ Viét Nam.
Tir kh6a: phuong phap nghién ctru hanh dong, phuong phap didu tra tan thuong,
phuong phép céu triic hoc song song.
ABSTRACT
Organizational change and some case studies
On the road to its strategic vision, the organization needs to produce continual
changes to build new values. The static condition will pull the organization away from its
competitive edge as well as undermine its immune system against changes inside and
outside the organization. This paper presents the three organizational change approaches:
action research approach, appreciative inquiry approach, and parallel learning structure
approach, as well as some case studies of successful adoption of these approaches in

Vietnam.

Keywords: action research approach, appreciative inquiry approach, parallel learning

structure approach.

1. DAan nhip

Hau hét cac t6 chtic déu nhin nhan
rang su thay doi lién tuc 1a can thiét ddi
VGi su séng cOn cia to chirc, va vi thé ¢b
ging pha v& nhiing rdo can va khang luc
d6i voi sy thay d6i. Okumus va
Hemmington (1998) dad xac dinh va
nghién ciru cac rdo can nay cling nhu
nguyén nhan dang sau khang luc dbi véi
su thay ddi. Mot s6 rdo can va khang luc
d6i voi sy thay doi t6 chirc bao gom: chi
phi cho thay ddi cao, nhitng khé khin vé
tai chinh, han ché vé thoi gian, nhimng wu
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tién khac trong kinh doanh, nhimg khé
khan vé mat ki thuat, lo sg nhiing bﬁp
bénh, thiéu ki ning va ngudn lyc, nhimg
traii nghiém khong hay trong qué kht,
chinh tri trong ndi bd, va nhitng quy dinh
cua chinh phu. Kho khan vé tai chinh, chi
phi cho thay doi va thiéu ngudn lyc 1a
nhirng rao cin quan trong ddi véi sy thay
d6i trong doanh nghiép. Ngay ca khi nha
quén tri nhéan ra thay doi 1a can thiét, chi
phi cho thay d6i c6 thé khong kham noi.
Okumus va Hemmington (1998) ciing
nhan thiy khach hang 1a nguon khang luc
quan trong ddi véi sy thay d6i. Nhan vién
va quan Ii ciing 12 ngudn khang lyc tiém
tang. Nhat 14 ¢ giai doan khoi dau, nhan
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vién va quan li thwong ngo vuc va quan
ngai vé nhimg d6i méi ddi véi to chirc.
[5] 2. .2
2. Cac loai thay doi to chirc

Thay dbi trong t6 chirc 1a mot chu
dé ban luan nhiéu trong linh vyc kinh
doanh. Nhiéu tac gia d4 nhin nhan nhiéu
loai thay di khac nhau: thay d6i mang
tinh cach mang va tién hoa (Tushman va
Romanelli, 1985), thay dbi tan gbc
(Greenwood va Hinings, 1988, 1996),
thay doi chuyén dang (Mink va cong su,
1993), thay d6i lién tuc va tan gbc
(Nguyén Huy Quy, 2002), thay ddi theo
giai doan, thay doi lién tuc, va thay d6i
pha vd (McCann, 2004). [7], [1], [6], [3]

Thay doi tan gdc (radical change) 1a
mot su thay ddi vé chit ¢ cac quy tic co
ban cia to chirc ma cac thanh vién sir
dung dé twong tac vé mit tu duy ciing
nhu hanh vi véi thé gioi xung quanh ho
(Greenwood va Hinings, 1996). Thay d6i
tan gbc co thé khong thudng xuyén trong
vong doi ciia td chire, song nhiing thay
d6i nay twong duong véi mot sy thay doi
cua to chire. Thay ddi tan gdc thi thuong
khé khin va nguy co that bai cao. Mot
thay d6i tan géc gdm viéc xem xét toan
dién vin hoa td chirc, cac cau tric quy
trinh ¢c6t 18i, quan tri, ra quyét dinh, quan
tri hoat dong, st ménh, muyc tiéu, va
chién lugc (Mink va cong sy, 1993). No6i
tom lai, thay doi tan gbc c6 thé dugc xem
la mot “thay d6i mang tinh cach mang”.
Thay d6i tan gdc c6 thé duge mo ta 1a sy
thay d6i khong lién tuc trén nhiéu dic
trung va théng sb cua to chire. [1], [6]
3. Cac phwong phip thay déi td
chire

Nhirng tic nhéan thay doi to chirc va
cac nha tu van ap dung nhiéu phuong
phap khac nhau dé thay doi to chirc. Phan
nay s& gidi thiéu ba phwong phap phd
bién: nghién ctu hanh dong (action
research), diéu tra tan  thudng
(appreciative inquiry), va céu trac hoc
song song (parallel learning structures).
3.1. Phwong phdap nghién ciru hanh
dong (Action Research Approach)

Cung voi viéc dua ra mo hinh luc
truong (force field model), Kurt Lewin
con dé& xuat phuong phap nghién ciru
hanh dong ddi véi qua trinh thay doi.
Nghién ciru hanh dong cho ring thay doi
c6 ¥ nghia 1a su két hop dinh huéng hanh
dong (thay d6i thai do va hanh vi) va
dinh huéng nghién ctru (kiém nghiém I
thuyét). Mot mat, qua trinh thay ddi can
phai huéng hanh dong boi 1€ muc dich
cudi cing 1a tao nén sy thay doi. Pinh
huéng hanh dong bao ham viéc chén
doan ra cac van dé hién tai va can thiép
dé giai quyét nhimg van dé 6. Mat khac,
qua trinh thay d6i 1a mot nghién ciu vi
céc tac nhan thay d6i ap dung mot khung
khai ni¢m (conceptual framework) (nhu
dong luc doi hay van hoa to chuc) vao
tinh huéng thyc té. Ciing nhu bat ki
nghién catu thanh cbng nao, qué trinh
thay d6i bao gdm viéc thu thap dir liéu dé
chan doan cac van d& hiéu qua hon va dé
danh gid mot cach co hé thong mic do
hiéu qua cua Ii thuyét ndy trong thyc tién.
Hay noi cach khac, nghién ctu hanh
d6ng bao ham ca ¥ niém hoc hoi trong to
chtrc (organizational learning) va quan tri
tri thirc (knowledge management).
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Trong md hinh kép gdém hanh déng
va nghién ctru, phuong phap nghién ctru
hanh dong theo quan diém hé thong mé
(open systems view), céng nhan rang to
chitc c6 nhidu bo phan phu thudc vao
nhau, do d6 tac nhan thay d6i can phai du
doan ca nhitng hé qua trong du tinh 1an
hé qua ngoai dy tinh trong qua trinh can
thiép. Nghién ctru hanh dong ciling 14 qua
trinh can nhiu ngudi tham gia vi su thay
d6i hé théng mé doi hoi ca tri thirc 1An syr

gan bo cua cac thanh vién trong hé théng
d6. That sy thi nhan vién phai vira 1a
nhimg ngudi doéng nghién ciu vira 1a
thanh vién tham gia trong quéa trinh can
thiép nay. NOi chung, nghién ctru hanh
dong 1a mot quy trinh hudng vé van dé,
dya vao dir lieu dé chan doan nhu ciu
thay d6i, rdi can thiép va sau d6 danh gia
ciing nhu 6n dinh nhimng thay doi ki vong
(xem hinh 1).

Chén do4n DPanh gia
nhu ciu Can thiép va 6n dinh sy
thay ddi thay dbi
e Thuthap e Thuc hién e Xac dinh

Hinh thanh dit lidu thay dbi ki hiéu qua cia | AGIRIIITS
méi quan h¢ e Phan tich vong tung su thay doi dich va
khach hang dir liéu " bude hodc " o Tai dong tw vin
—nha tw vin e Xic dinh nhay vot nhimg tinh

nhirng muc trang moi

tiéu

Hinh 1. Qua trinh nghién cuu hanh dong

- Hinh thanh méi quan hé khéch
hang - nha tw vdan: Nghién ctru hanh dong
thudng cho rang tac nhan thay ddi bit
ngudn tir bén ngoai hé théng (tac nhan
thay ddi 14 nha tu van chang han), vi thé
qua trinh ndy bit diu bang viéc hinh
thanh mdi quan hé khach hang — nha tu
vin. Céc nha tu vin cin xéc dinh xem
khach hang c6 sin sang dé thay d6i chua,
nhu xem cac thanh vién c6 nhiét tinh
tham gia vao qué trinh khéng, c6 don
nhéan nhiing thay d6i 16n khong, ciing nhu
c6 nang lyc hoan thanh qua trinh nay
khong.

- Chdn dodn nhu cau thay dor
Nghién ctu hanh dong 1a hoat dong
huéng vé van dé, chan doan ki van dé
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théng qua phan tich tinh hinh mot cach
6 hé théng. Chan doan t6 chirc xac dinh
phuong huéng phli hgp cho nd luc thay
d6i bang cach thu thap va phan tich di
licu v& mot hé théng dang hoat dong,
chang han nhu thong qua phong véan hay
didu tra vé nhan vién va cac bén lién
quan khac (stakeholders). Chan doan to
chirc con bao gom viéc nhan vién dong
thuan vé phuong phép thay d6i phi hop,
thoi gian biéu cho nhitng hanh dong va
nhitng chuan muc Ki vong cua su thay
d6i thanh cong.

- Can thigp: Giai doan nay trong mo
hinh nghién ctru hanh dong ap dung mot
hay nhiéu hanh d6ng nhim diéu chinh
van dé. Co thé bao gdm bat ki mot giai
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phap nao dé cép trong quyén sach nay,
nhu xay dung cac doi hiéu qua hon, quan
tri xung dot, xay dung cu trac t6 chirc
hiéu qua hon hay thay d6i van hoa cong
ti. Van dé& quan trong 1a nhing thay d6i
nay nén dién ra nhanh hay cham. Mot s6
chuyén gia dé nghi su thay doi tirng budc
trong d6 t6 chirc diéu chinh dan h¢ thong
va thuc hién nhitng budc nho tién dén
mot trang thai ki vong. Cac chuyén gia
khéc lai cho rang giai doan nay doi hoi su
thay doi nhdy vot, trong d6 hé thong o
chirc duoc diéu chinh mot cach quyét
doan va nhanh chong. Thuong thi thay
d6i nhay vot gy sdc ddi v6i nhan vién va
c6 it co hoi dé stra sai. Tuy nhién thay d6i
timg budc ciing ¢6 rii ro khi t6 chic
khong pht hop qua nhiéu véi méi truong
cua no, vi thé de doa su ton vong cua to
chuec.

- Pdnh gid va on dinh su thay doi:
Nghién ctru hanh dong dé nghi phai danh
gi4 hiéu qua ciia hanh dong can thiép d6i
V&1 nhiing chuin myc dd duoc xac lap
trong giai doan chan doan. Tham chi khi
nhimg chudn muc nay dugc néu ra ro
rang, hiéu qua cta hanh dong can thiép
c6 thé ciing khong 8 rét trong nhiéu nim
hoic c6 thé ciing kho phan biét véi
nhitng nhan td khac. Néu hoat dong dat
dugc hiéu qua ki vong thi tdc nhan thay
d6i va nhitng thanh vién tham gia can 6n
dinh nhiimg tinh trang méi. Pay la qua
trinh tai dong (refreezing process) da dé
cap ¢ phan trudc. Phan thuong, hé thong
thdng tin, nhimg chuin myc trong doi va
c4c tinh trang khéc phai dugc thiét ké lai
dé hd trg cho nhimg gia tri va hanh vi
mai.

Phuong phap nghién ctru hanh dong
nay da thong tri triét Ii thay d6i to chirc tir
khi n6 dugc khoi xudng vao thap nién 40
ctia thé ki XX. Tuy nhién, mot s6 chuyén
gia than phién rang ban chit huéng van
dé cua nghién ctru hanh dong, trong d6
céi gi khdng 6n can phai dugc diéu chinh,
chi hudng vao dong luc tiéu cuc cua mot
d6i hay mot hé théng hon 1a hudng dén
nhitng co hgi va tiém ning tich cuc cia
n6. Mbi quan ngai ddi véi nghién ciru
hanh dong da dan dén sy phat trién cia
mot phuong phap tich cuc hon dbi véi su
thay doi t6 chirc — d6 1a phwong phdp
dieu tra tin thwong (appreciative
inquiry).

3.2. Phwong phdp diéu tra tin thuwéng
(Appreciative Inquiry Approach)

Phuong phap diéu tra tan thuong cb
gang thoat khoi tam Ii giai quyét van dé
trong cach quan li thay d6i truyén thong
bang cach nhin cac méi quan hé quanh
nhitng diéu tich cuc va kha thi. Phuong
phap nay tim kiém strc manh va ning lyc
cua t6 chirc (hay doi), sau d6 diéu chinh
hay 4p dung kién thic d6 dé dat dén
nhiéu thanh céng va phuc loi hon. Ciing
vi thé, phuong phéap diéu tra tan thuong
gan chat voi triét If hanh vi té chite tich
Cuc (positive organizational behavior)
dang thinh hanh (Mot bién thé cia tam li
tich cuwc); triét Ii nay hudng vé viéc xay
dung nhitng pham chat va tinh cach tich
Cuc trong moi cd nhan hay td chirc, va
d6i nghich voi quan niém chi ¢6 tim cach
diéu chinh nhiing gi chwa 6n noi c4 nhan
hay t6 chirc. Hay noi cach khac, phuong
phap nay nhan manh dén viéc xay dung
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nhimg diém manh hon 1a ¢é diéu chinh
nhiing diém yéu.

Phuong phap diéu tra tan thudng
thuong tim hiéu nhitng sy kién, td chuc
hay don vi hoat dong thanh cbng. Tiéu
diém bén ngoai ndy trg thanh mot dang
lam mau hanh vi, song ciing gitp 1am
tang thém ddi thoai m& bang cach hudng
su cha ¥ ciia nhom ra khoi cac van dé cua
ho. Phuong phép diéu tra tan thudng dic
bi¢t htru hi¢u khi nguoi tham gia nhan
thac dugc “van d&” cta ho hodc da chiu
nhimg bat lgi trong cac mdi quan hé.
Dinh hudng tich cuc cua phuong phap
nay giup cho nhém vuot qua nhimng cang
thang tiéu cuc va xay dung mot cai nhin
day hi vong & tuong lai bang cach hudéng
vé nhitng diéu co thé.

M6 hinh “4-D” cua phuong phap
didu tra tan thuong (dugc dat tén theo 4
giai doan cuia nd) nhu dugc trinh bay ¢

hinh 2 bit dau bang khédm pha
(discovery) — xac dinh nhimg yéu td tich
cuc trong nhitng sy kién hay t6 chic qua
quan sat. Giai doan nay c6 thé gdm ca
viéc ghi nhan lai nhitng trai nghiém tich
cuc cua khach hang ¢ mdt noi nao khac
trong to chirc, hay c6 thé bao gom viéc
phong van cic thanh vién cia to chic
khac dé khdm pha nhitng diém manh co
ban cta td chirc nay. Khi nguoi tham gia
thao luén vé nhimg diéu ho kham pha ra,
ho chuyén sang giai doan mo twong
(dreaming) bang cach tudng tuong ra
diéu c6 thé trong mot to chirc Ii tuong.
Bang cach hudng chu y vao mét to chirc
hay mot tinh hubng li twong vé mat i
thuyét, nguoi tham gia s& cam thdy an
toan khi boc 16 nhirng khat vong hon la
khi thao luan vé to chic hay khé khin
cua chinh ho (xem hinh 2).

1. Kham pha 3. Thiét ké 4. Trinh lang

X&c dinh nhitng
diéu t6t dep nhat
trong “céi hién
hiru”

Tudng tugng ra
“cai co the”

>

>

Phat trién muc
tiéu cho “céi sé
dat dén”

Tham gia dbi >
thoai vé “cai nén
dat dén”

Hinh 2. M6 hinh 4-D ciia phwong phdp diéu tra tan thirong

Khi nguoi tham gia cong khai y
tuong ctia minh véi nhém, qua trinh sé
chuyén sang giai doan thir ba mang tén
thiét ké (designing). Giai doan thiét ké
bao gém ddi thoai, trong d6 ngudi tham
gia lang nghe cdc md hinh va gia dinh
cua nhau, dé cudi cung hinh thanh nén
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Nguon:

mot mo hinh chung cho ca doi suy nghi.
Ho tao ra mot hinh anh chung vé cai nén
dat dén. Khi mé hinh nay dinh hinh, céc
thanh vién nhom s& quay vé véi tinh
hubng ciia riéng ho. Trong giai doan cudi
clng caa quy trinh diéu tra tan thudng
mang tén trinh lang (delivering), nguoi
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tham gia xdy dung nén nhiing muc tiéu
va phuong huéng cu thé cho t6 chic dya
vao mo hinh cai s& dat dén.

Phuong phap didu tra tan thudng
dugc phét trién cach day 20 nam song chi
that su phé bién trong vai ndm qua, mot
phan nho vao nhiing cau chuyén thanh
cong nhu ¢ Co quan Bao vé Mo4i sinh
Hoa Ki, AVON Mexico, American
Express, Green Mountain  Coffee
Roasters va Hunter Douglas. Chang han
nhu & AVON Mexico, mot doi g6m nhan
vién va nha tu van d4 phong van nhiing
ngudi khac vé nhitng cdu chuyén cia ho
minh hoa cach thyc hanh binh dang giéi
hiéu qua nhat. Nhimg cau chuyén nay
duogc trinh bay trong nhiing phién hop hai
ngay va nguoi tham gia dya trén cach
hiéu qua nay dé kham pha ra cach thirc
ma AVON c6 thé nhan rong nhiing kinh
nghiém nay. Vai nam sau d6, cong ti da
gianh duoc giai thuong Catalyst vé binh
dang gi6i, loi nhuan ting lén dang ké
(mot phan 1a do qué trinh diéu tra tan
thuong) va nhimg nlt nhan vién cling tim
thdy con dudng tién dén nhitng vi tri cao
hon tai AVON Mexico.

DU rang phuong phép diéu tra tan
thuong htra hen 1a mot phuong phap giup
thay ddi t6 chuc, song cac chuyén gia
canh giac rang phuong phap nay doi hoi
nhitng ngudi tham gia phai c6 tu duy san
sang roi bo phuong phap hudng van dé
va ngudi 14nh dao ciing sin sang chap
nhan qua trinh it ciu triic hon cia phuong
phap diéu tra tan thuong. Mot quan ngai
khac 1a chua nghién ciru nao xét dén
nhimg tinh hudng cta phuong phap nay,
cu thé nhu chung ta chua biét phuong

phap diéu tra tin thuong 1 hiéu qua nhat
trong diéu kién ndo ciing nhu it hiéu qua
trong tinh huéng ndo. Nhin chung,
phwong phap nay gitip qua trinh thay doi
t6 chirc nhung ching ta chi méi bat dau
hiéu duoc tiém nang va han ché cia nd.
Hanh trinh tan thuong cua Cong ti
Cao su Pa Ning (DRC): Ban diéu hanh
Cong ti Cao su Pa Ning mong mudn
ling nghe ¥ kién tir phia nhan vién va cac
chi ctra hang rang diéu gi da dwa cong ti
dén thanh cong, sau d6 xay dung lai cac
gia tri cot 16i cua cong ti xung quanh
nhitng kinh nghiém tich cuc d6. Phuong
phap diu tra tan thuong da dong vai trd
quan trong trong qua trinh tai xay dung
tam nhin nay. Nhimng chuyén vién tur van
cta cong ti d4 tién hanh phong van chi
tiét 264 nhan vién cua cong ti, yu cau
mdi nhan vién mo ta nhimg khoang thoi
gian ma ho cam thiy cong ti hoat dong
hiéu qua nhét va didu ho danh gia cao
nhét vé cong ti 1a gi. Mot sb nhan vién ta
lai cam gidc ho hoi khi san pham béan
chay nhu tom tuoi. Mot s6 nhan vién
khac nhic dén nhiing luc tinh nguyén 1am
viéc qué gio dé don dep cira hang khi vira
giao xong mot 16 hang I6n. Nhing sy
viéc dang tan thuong nay duoc sip xép
Xung quanh sau gia tri doi (dong lyc lam
viéc, trach nhiém, v.v) ma ban diéu hanh
thao luan. Sau do6, cong ti t6 chic cudc
hoi nghi mot ngay dé cac quan Ii cép
trung va cép cao cling hiéu rd nhimg gia
tri ndy. Tiép dén, cac quan li cira hang
ban bac sau gia tri doi cung nhan vién va
tham gia vao phan thuc hanh tan thudng,
trong d6 cac nhan vién hinh dung mot
mau chuyén hay vé thanh cong cia cong
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ti, nhitg thanh cong t6 diém thém khau
hi¢u cua cong ti: DRC — Chinh phuc moi
néo duong.
3.3. Phuwong phap ciu tric hoc song
song (Parallel Learning Structure
Approach)

Phuong phap chu triic hoc song
song la su sip xép gom nhiéu nguoi &
hau hét cac cap ciia t chirc tham gia, di
theo md hinh nghién ctu hanh dong dé
tao nén thay d6i to chic co y nghia. Do 12
nhitng ciu tric x& hoi dwgc phat trién
song song theo hé théng thir bac chinh
thare voi muyc dich lam tang thém viéc
hoc hoi trong t6 chirc. Li tuong nhat 1a
nhimg ngudi tham gia mé hinh ciu tric
hoc song song khong chiu nhiéu rang
budc ctia to chirc, do d6 co thé giai quyét
cic van dé ciia to chirc mot cach higu
qua.

Saigon Co.op, hé thong siéu thi sau
nam lién (2004-2009) duogc Tap chi Ban
I¢ Chau A (Retail Asia) binh chon 1a nha
ban I¢ hang dau Viét Nam va dimg trong
Top 500 nha ban l¢ hang dau khu vuc
Chau A Thai Binh Duong, da dua vao
mo hinh céu triic hoc song song dé trinh
lang mot t6 chire hudng vé khach hang
nhiéu hon. Thay vi nd luc thay ddi ca to
chirc ngay tirc thi, nhitng nguoi diéu hanh
chu tri sy kién “trai ban 1¢” kéo dai ca
tudn voi sy tham gia cla cac doi tir ba
khu wvgc thi truong mién Bic, mién
Trung, va mién Nam, gdém nhimng thanh
vién tuyén trén (nhu: quan If siéu thi, tai
xé xe tai, chuyén gia tiép thi). Nguoi
tham gia hiéu biét thém vé cac khuynh
hudng canh tranh ¢ khu vuc cua ho va
dugc huéng dan vé nhing cong cu tiép
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thi hiéu qua dé xac dinh nhiig co hoi
méi. Sau d6, cac doi quay vé tim hiéu thi
truong nha va phét trién dé cuong dé cai
thién thi phﬁn.

Ba thang sau, cac doi tr¢ lai tham
du cudc hop thir hai, trong d6 mdi dé
cuong duoc ban diéu hanh Saigon Co.op
nhan xét. Mdi doi c6 ba thang dé dua y
tuong thanh hanh dong, roi sau d6 quay
tro lai cho cudc hop thur ba dé phan tich
nhirng mat hiéu qua va khong hiéu qua.
Quy trinh hoc song song nay khong chi la
dua ra nhimg y tuong tiép thi moi ma con
tao nén nhiét huyét noi ngudi tham gia,
lan truyén dén dong nghiép va ké ca
nhitng quan |i cap trén khi ho quay vé
khu vuc thi truong caa ho. M6 hinh céu
trdc hoc song song da giup cac thanh vién
tuyén trén cua 47 siéu thi Co.op Mart trén
ca nude (22 siéu thi tai Thanh phé Ho
Chi Minh va 25 siéu thi & cac tinh thanh
khac) chia sé tri thirc cho nhau dé tao nén
su thay d6i, gidp cho Saigon Co.op méi
1a “Ban cuia moi nha”.

4. Nhirng vin dé dao dirc va xuyén
vin héa trong thay doi té chirc

Quan ngai 16n ddi véi sy can thiép
thay di t6 chirc 1a nhiing cach can thiép
nay bit ngudn tir Hoa Ki va cac nudc
phuong Tay nén c6 thé mau thudn voi
nhig gia tri vian héa & mot sé nude
khac. Mot s6 chuyén gia cho ring quan
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diém vé thay d6i cia phuong Tdy mang
tinh tuyén tinh, nhu mé hinh lyc truong
cia Lewin. Quan diém phuong Ty ciing
cho rang qué trinh thay ddi bi gian doan
khi c6 cing thang va xung dot cong khai.
That su thi mot sé hoat dong thay doi t6
chirc khuyén khich thé hién xung dot
cong khai.

Tuy nhién néu sy thay dbi 1a mot
qua trinh tuyén tinh va day xung dot thi
khong twong thich v&i nhimg nén vin hoa
xem thay d6i 1a qua trinh chu ki ty nhién
v6i muc tidu 12 hoa hop va can bang. Vi
du nhu ¢ nhidu qudc gia chau A nhu Viét
Nam, nguoi ta cd giam thiéu xung dot dé
ton trong nguoi khac va giir thé dién. Méi
quan ngai nay khéng cé nghia 1a nhitng
can thiép thay d6i mang phong cich
phuong Tay khong hiéu qua ¢ dau do, ma
diéu ndy ham y ring ching ta can phat
trién mot quan diém hudng tinh hudng
(more contingency-oriented perspective)
lién quan dén cic gia tri van hoa cia
nguoi tham gia.

Mot s6 hoat dong thay ddi t6 chure
ciing d6i mat v6i nhimg van dé dao durc.
Sy quan ngai thir nhét vé dao dtrc 1a méi
de doa d6i v6i quyén riéng tu cua ci
nhén. M6 hinh nghién cGru hanh dong
dugc xay dung dya trén y tuong thu thap
thdng tin tir cac thanh vién thudc to chirc,
song no ddi hoi nhan vién phai cung cép
thong tin c& nhan va nhitng cam xuc ma
ho ¢6 thé khong mudn boc 16. Mdi quan
ngai thtr hai vé dao dtrc 12 mot s6 hoat
dong thay d6i co kha ning lam ting
quyén luc quan |i bang cach tao nén y
thirc chép hanh va tuan tha trong cac
thanh vién t6 chtrc. Qua trinh chuyén

dich quyén luc ndy xay ra vi sy thay doi
tao nén tinh bat dinh va ¢ kha nang tai
lap vi tri quan Ii trong diéu hanh t chirc.
Chang han nhu nghién ciru hanh dong 1a
mot hoat dong dién ra khip t6 chirc doi
hoi nhan vién phai tham gia hon 1a dé ho
tu nguyén gép sirc vao. Mdi quan ngai
thir ba 12 mot sd can thiép thay doi t6
chtrc 1am x6i mon long tu trong ca nhan.
Qué trinh rd dong (unfreezing process)
doi hoi nguoi tham gia pht nhan nhiing
niém tin hién hitu cua ho, d6i luc phu
nhan nang lyc cta chinh minh trong mot
s6 cong viéc hay phi nhan nhitng mdi
quan hé. Mot sb hoat dong thay d6i khién
nhan vién phai hung chiu loi phé binh ca
nhan cia dong nghiép ciing nhu vach ra
cac han ché va 16i 14m cta nhan vién.
Mbi quan ngai thir tu vé dao duc 12 vai
trd clia nha tu vin quan tri sy thay doi
trong qua trinh thay d6i. Li tuong nhét 1a
chuyén gia tu van nén giit vi tri “cén
bién” véi khach hang ma ho dang phuc
vu. Piéu ndy c6 nghia 1a ho phai dimg du
xa d6i v6i to chire dé duy tri tinh khach
quan va tranh lam cho khach hang qua
phu thudc vao ho. Tuy nhién, mot s6 nha
tu van c6 khuynh huéng 1am ting hon la
lam giam, sy phu thudc cua khach hang
vao ho dé thém loi v& mat tai chinh.
Nhimg nha tu van khac thi gap khé khin
trong viéc duy tri tinh trung lap vi ho
thudng dén véi tinh hudng bang nhiing
thanh kién va chuong trinh riéng.
5.  Kétluan

Thay d6i t6 chirc 1a mot qué trinh
phtic tap v6i rat nhiéu phuong phap va
van dé. Nhiéu 1anh dao cong ti hira s@
thay ddi nhiéu hon kha ning ho co thé
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thyc hién, bai 18 ho danh gia thap yéu t6
thoi gian va nhiing thach thie 1ién quan
dén qua trinh ndy. Tuy nhién, thé tién
thoai ludng nan 1a & chd hau hét cac to
chirc hoat dong trong moi trudng siéu toe
vén doi hoi sy thich tng lién tuc va
nhanh chong. Nhu 161 0ng Robert
Nardelli, CEO cua cong ti Home Depot:
“Téc do thay d6i bén trong phai 16n hon
téc d6 thay doi bén ngoai, néu khong ban
dang di ui”. T6 chirc ton tai va dat duoc
loi thé canh tranh bing cach lam chu
dugc cac dong luc phuc tap déy con
ngudi di qua qua trinh thay doi lién tuc
v6i tdc do nhanh hon so véi mdi trudng
bén ngoai dang thay doi. Nhimg budc
tom tit sau ddy co thé gitip doanh nghiép
thay d6i t6 chirc 6 hiéu qua:

- Xay dyng mdt tam nhin chién
lwge rd rang: Thay dbi t6 chirc hiéu qua
nén bt ddu tir mot tam nhin rd rang vé
chién Iugc méi cua cong ti ciing nhu vé
nhimg gi4 tri va hanh vi dugc chia s¢ dé
thyc hién thanh cong chién luoc d6. Tam
nhin nay biéu thi muc dich va hudng thay
d6i to chirc.

- Thé hién cam két cia quan tri
cdp cao: Thay d6i to chirc phai dugc
quan trj tir cp cao cua td chtrc. Quan tri
cdp cao cin phai gin két sau sic voi
nhimg gi4 tri méi va nhu cau tao nén &p
lyc thuong xuyén cho su thay doi.

- Lam miu thay ddi to chirc & cip
cao nhit: Quan tri cip cao phai truyén
dat nhling gia tri mdi thong qua hanh
dong cta chinh ho.
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- H§ tr¢g nhitng thay dbi cia tb
chire: Thay d6i t6 chic phai bao gdm
nhitg thay d6i ¢ co ciu to chuc, hé
théng nguén nhan Iuyc, hé théng thong tin
va kiém soat, va phong cach quan tri.

- Chon nhin vién méi va cho thoi
viéc nhirng nhan vién c6 hanh vi sai
trai: Mot trong nhitng phuong phap hiéu
qua dé thay ddi t6 chirc, d6 1a thay doi
thanh vién t6 chirc. Chon nhitng nhan
vién phu hop véi nhiing gia tri mdi va
néu rd nhimg thai do va hanh vi cong ti ki
vong & nhan vién. Néu nhan vién hién tai
khéng thé thich nghi v6i nhitng cach méi
thi ¢6 thé cho thdi viéc, ching han, bing
ché d6 cho nghi huu sém. Piéu nay rat
quan trong dbi véi nhimg vi tri 1anh dao
chu chdt, ma hanh dong cua ho co thé
thiic ddy hay can trd rat 1on dén nhiing
gia tri va hanh vi mai.

- Nhirng nhay cam vé dao dirc va
phap Ii: Hau hét cac chuong trinh thay
d6i to chirc cd ging phiat trién nhimg gia
tri nhdn manh dén tinh trung thyc cua
nhan vién, sy kiém soat, déi x cong
bang va tinh 6n dinh vé& cong viéc. Tuy
nhién, néu mot trong nhitng budc chinh
trong qué trinh thay ddi to chirc 12 phai
thay thé nhan vién hién tai bang nhén
vién mai, thi diéu ndy khong nhimg c6
thé 1am cho ca ngudi méi 1an ngudi cit
hiéu sai 1éch, ma con c6 thé vi pham luat
lao dong tly vao cach chon nhan vién dé
thay. Vi thé, to chtrc can nhéan thirc 0
nhiing tré ngai vé mit dao duc va phép Ii
nay.
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