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Chuong 1. Lanh dao va quan ly: hai viéc khac nhau trong cung
maot vi tri — Chapter 1. Leading and Managing: Two Different Jobs in One Role

Muc tiéu chwong — Chapter objectives

* Phan bi¢t duoc vi¢c lanh dao (tao hudng di, gdy anh huong) voi viée quan ly (gitlr trat
tu, van hanh) trong mdt tinh huéng cong vi¢c cu thé
Distinguish leading from managing in a concrete work situation

« Xép dugc mot hoat dong hing ngay ctia nha quan 1y vao dung chirc ning, ding vai tro
theo Mintzberg va dang k¥ ning can ding & timg cap
Classify a manager's daily activity by management function, Mintzberg role and the skill
needed at each level

« Nhan ra diém khac ciia to chirc cong va phi loi nhuan so voi doanh nghiép, va diung
gia tri dao durc dé chon cach xur 1y mot tinh huéng lanh dao
Identify how public and nonprofit organizations differ from businesses, and use ethical
values to choose a response in a leadership situation

1.1. Lanh dao 1a qua trinh gy anh huéng dé nhém cung dat muc tiéu - 7.1.
Leadership as influencing a group toward a shared goal

Hay hinh dung mét budi sang thir Hai, ca t6 phai gap rat xong mot 16 hd so trude gio
chiéu. C6 nguoi dimg ra chia viéc, co ngudi nhic nhau cb 18n, ca t6 1am xong. Nguoi tac
dong dén ca nhom dé viéc xong chinh 13 nguoi dang lanh dao lac d6. Lanh dao khong
phai chirc danh, ma 1a diéu xdy ra gitra ngudi voi nguoi.

Picture a Monday morning when a whole team has to finish a batch of files before the afternoon
deadline. One person divides the tasks, another keeps everyone motivated, and the work gets
done. The person who moved the group to finish is the one leading at that moment. Leadership is
not a job title. It is something that happens between people.

Dinh nghia dung trong hoc phan: lanh dao 1 qué trinh mot nguoi gay anh huéng 1én mot
nhém dé nhém cing dat mot myc tiéu chung. Dinh nghia ndy c6 bdn thanh phan, mdi
thanh phan loai trir mot hiéu 1am hay gip.

The working definition: leadership is a process in which one person influences a group so that

the group reaches a shared goal. It has four components, and each one rules out a common
misunderstanding.

Bon thanh phan cia dinh nghia — The four components of the definition

« Qua trinh: 1anh dao dién ra qua thoi gian, qua nhiéu lan tuong tac, khong phai mot
pham chat bam sinh hay mét quyét dinh don 1é. Nguoi gioi hom nay van phai giir
dugc sy tin cdy ngay mai.

Process: leadership unfolds over time through repeated interaction. It is not an inborn trait
or a single decision. Someone who does well today still has to keep trust tomorrow.

« Anh huéng: 1am cho ngudi khac thay d6i suy nghi hodc hanh dong ma khong can ép
budc. Anh hudng 1a chat liéu chinh cta 1anh dao, con quyén luc chi 1a mot trong

Tai li€u nay duogc bién soan boi doi ngli ciia website: https://tailieuso.vin
Trang 8



Dé cuong On tap Lanh dao va quan 1y (cao hoc) / Leadership and Management: Graduate
Exam Review

nhirng ngudn ciia né (chuong 5 s& ban k¥).
Influence: getting others to change what they think or do without forcing them. Influence is

the core material of leadership, and power is only one of its sources (chapter 5 covers this in
detail).

« Nhom: linh dao luén c6 nguoi di theo. Mot ngudi ra 1énh trong cin phong tréng thi
chua lanh dao ai.
Group: leadership always involves followers. Someone giving orders in an empty room is not
leading anyone.

* Muc tiéu chung: cd nhém cung hudng téi mot dich, khong phai dich riéng ctia nguoi
dung dau. Néu ngudi dan dat chi kéo nhom phuc vu loi ich c4 nhan, d6 1a loi dung,
khong phai lanh dao dung nghia.

Shared goal: the whole group moves toward one destination, not the leader's private one. If

someone pulls the group to serve personal gain, that is exploitation, not leadership in the
proper sense.

Lanh dao do vi tri giao va linh dao tw néi 1én — Assigned leadership and emergent
leadership

Lanh dao do vi tri giao (con goi 1a 1anh dao duoc bo nhiém) co tir quyét dinh cia cap
trén: ban dugc giao lam to trudng, trudng phong, hidu truong. Linh dao ty ndi 1én thi
khong c6 quyét dinh ndo ca. Nhom tu dan tin va nghe theo mot nguoi nhd cach ngudi do
cu xir, hiéu viéc va gitp d& dong doi.

Assigned leadership comes from a decision by higher-ups: you are named team leader,
department head, or principal. Emergent leadership has no such decision. The group gradually

comes to trust and follow someone because of how that person behaves, understands the work,
and helps teammates.

Hai loai ndy c6 thé tring nhau trong mot ngudi, nhung thudng khong tring. Chirc vu cho
ban quyén giao viéc, con viéc nhom co that sy nghe ban hay khong 1a chuyén khac.

The two can overlap in one person, but often they do not. A position gives you the right to assign
work. Whether the group truly listens to you is a different matter.

Vi DU/ EXAMPLE — Anh Hing vira duoc bo nhiém 1am t6 truéng t6 hanh chinh gom 6
ngudi. Anh giao viéc ding quy trinh, nhung moi nguoi van xin y kién chi Lan, nhan vién lau
nam trong td, rdi m&i lam. Chi Lan khong c6 chic vu. MJi khi t6 gap hd so kho, chi chi cach
lam, nhan ph?ln vi€c ndng va nhéc moi nguoi gitt hen. Ca td tin chi vi chi dang va cong béng.
Phan tich: anh Hung c6 1anh dao do vi tri giao, nhung anh hudng thuc té trén nhém dang
nghiéng vé chi Lan, 1anh dao ty ndi 1én. Cach xir Iy hop 1y ctia anh Hung 13 héi y chi Lan,
giao chi dan maot viéc cu thé, rdi tu xay uy tin béng viéc lam thay vi dua vao chtrc danh.

Mr. Hung has just been appointed head of an administrative team of 6. He assigns work by the book,
yet everyone still checks with Ms. Lan, a long-serving colleague, before acting. Ms. Lan holds no title.
When the team hits a hard file, she shows how to handle it, takes on the heavy part, and reminds
people of deadlines. The team trusts her because she is right and fair. Analysis: Mr. Hung holds
assigned leadership, but real influence over the group leans toward Ms. Lan, emergent leadership. A
sensible move for him is to consult Ms. Lan, give her a specific task to lead, and build his own
credibility through his work rather than leaning on his title.
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Céach kiém tra mgt tinh huong c6 phai lanh dao khong — How to test whether a situation
is leadership

1. Xéc dinh ai dang tdc dong Ién ai: ghi tén nguoi gdy anh hudng va nhitng ngudi bi anh
huong.
Identify who is influencing whom: write down the person exerting influence and the people
being influenced.

2. Hoi nguoi d6 dung cach nao: thuyét phyc, 1am guong, hay chi dua vao chirc vu va
hinh phat.
Ask how they do it: persuasion, example, or only position and punishment.
3. Tim muc tiéu chung: c4 nhém c6 cung hiéu va chip nhan dich dén khong.
Look for the shared goal: does the whole group understand and accept the destination?
4. Két luan loai lanh dao: c¢6 quyét dinh bd nhiém thi 1a do vi tri giao, khong c6 ma
nhém van theo thi 1a tu noi 1én.
Name the type: if there is an appointment decision, it is assigned, if there is none and the
group still follows, it is emergent.

LOI HAY GAP / COMMON MISTAKE — Pdng nhét 1anh dao vdi chirc vy, nghi rang ai c6
chirc thi dang lanh dao. Ngudi co chirc ma nhom chi 1am cho c6 thi méi dang quan, chua chic
dang lanh dao. Ldi nguoc lai 1 bo sét nhan vién khong chitc vu nhung c6 anh huong 16n.
Equating leadership with rank, assuming anyone with a title is leading. A titled person whose group

just goes through the motions is managing, not necessarily leading. The opposite mistake is
overlooking an untitled employee with strong influence.

PHAI THUQC / MEMORISE — Lanh dao = qua trinh + anh huéng + nhém + myc tiéu
chung. Hai loai: do vi tri giao (c6 quyét dinh bo nhiém) va tu ndi 1én (nhém tu tin va theo).
Leadership = process + influence + group + shared goal. Two types: assigned (comes with an
appointment) and emergent (the group trusts and follows on its own).

1.2. Bon chirc niing quan 1y: hoach dinh, t6 chirc, chi dao, kiém tra — 1.2. The

four management functions: planning, organizing, leading and controlling

Quan 1y 1a 1am cho cong viéc cua ca nhom chay ding huéng bang bén nhom viéc ndi
nhau: hoach dinh, t6 chirc, chi dao, kiém tra. Hinh dung ban 14 truéng phong mot phong 8
nguoi, nhan nhiém vu ciia mot quy: dua thoi gian giai quyét hd so tir 10 ngay xudng 7
ngay. Bén chirc nang chinh 1a bén nhom viéc ban lam dé dat con s d6.

Management keeps a team's work on course through four linked groups of activity: planning,
organizing, leading and controlling. Picture yourself as head of an 8-person department given

one quarter to cut the time to process a file from 10 days to 7. The four functions are the four
kinds of work you do to hit that number.
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Bon chirc niing qua mot quy ciia trwéng phong — The four functions across one quarter
of a department head's work

Hoach dinh (planning) 12 quyét dinh trudc: dich dén 1a gi va di bang cach nao. Pau quy,
ban do hi¢n trang, dit muc ti€u 7 ngay vao cudi thang thr ba, chia thanh mbc 9 ngay, 8
ngay, 7 ngay va duy tril ngudi, phan mém, thoi gian.

Planning is deciding in advance where you are heading and how you will get there. At the start

of the quarter you measure the current state, set 7 days as the target for the end of month three,
split it into milestones of 9, 8 and 7 days, and estimate people, software and time.

T6 chitc (organizing) 1a sip xép ngudi va ngudn luc dé ké hoach lam dugc. Ban chia hd
so theo loai, giao mdi loai cho mdt ngudi phu trach, quy dinh ai duyét budc nio va ai
thay khi nguoi d6 nghi.

Organizing is arranging people and resources so the plan can actually be carried out. You split

files by type, give each type to one owner, set who approves each step, and name a backup for
when that person is away.

Chi dao (leading, con goi 1a ldnh dao hay diéu hanh) 1a 1am cho nguoi ta mudn 1am va
lam ding. Ban hop ngan dau tudn, giai thich vi sao phai rat ngan, huéng din ngudi méi,
dong vién nguoi dang qua tai va g& vudng khi hai nhan vién bat dong.

Leading (also called directing) means getting people to want to do the work and do it right. You

hold a short meeting each Monday, explain why the cut matters, coach newcomers, encourage
anyone overloaded, and settle disagreements between two staff members.

Kiém tra (controlling) 13 so két qua that v&i ké hoach réi xir Iy chénh 1éch. Mdi tuan ban
lay s6 ngay xir 1y trung binh tir s theo ddi va d6i chiéu voi méc.

Controlling means comparing real results with the plan and dealing with the gap. Each week
you take the average processing time from the tracking log and compare it with the milestone.

Vong lap kiém tra quay vé hoach dinh — The loop from controlling back to planning
Kiém tra khong phai diém cudi. Gia sir cudi thang thir nhat mdc 14 9 ngay nhung thuc té
1a 9,8 ngay. Ban tim nguyén nhan, chang han hd so dimg cho ky 3 ngay. Roi ban quay lai
hoach dinh: sira ké hoach, iy quyén ky cac hd so thuong cho pho phong, dat lai mbc
thang sau. Sau do td chtre, chi dao, kiém tra chay tiép theo ké hoach mai.

Controlling is not the finish line. Say the month-one milestone was 9 days but the real figure is
9.8. You look for the cause, for example files waiting 3 days for a signature. Then you go back to

planning: revise the plan, delegate routine signatures to a deputy, and reset next month's
milestone. Organizing, leading and controlling then run again on the new plan.

PHAI THUQC / MEMORISE — Bén chuc nang tao thanh vong: hoach dinh, t chirc, chi
dao, kiém tra, rdi néu két qua 1éch ké hoach thi quay vé hoach dinh.

The four functions form a cycle: plan, organize, lead, control, and if results deviate from the plan,
return to planning.
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Cach xép mgt viéc vao dung chirc ning — How fo place a task under the right function

1. Poc viéc va hoi: viée ndy dién ra trude, trong hay sau khi 1am?
Read the task and ask: does it happen before, during or after the work is done?

2. Néu 1a quyét dinh muc tiéu, cach 1am, ngan sach thi xép hoach dinh.
If it decides goals, methods or budget, it is planning.

3. Néu 1a phan ngudi, phan viée, phan quyén, 1ap quy trinh thi xép t6 churc.
If it assigns people, tasks or authority, or sets up a procedure, it is organizing.

4. Néu 1a tic dong 1én con ngudi: dong vién, hudng dan, giao tiép, giai quyét bat dong
thi xép chi dao.
If it acts on people through motivating, coaching, communicating or resolving disputes, it is
leading.

5. Néu la do, so v6i ké hoach, tim nguyén nhan léch thi xép kiém tra.
If it measures, compares with the plan or finds why results deviate, it is controlling.

VI DU/ EXAMPLE — Bai luyén: xép niam viéc cua trudng phong. (a) Viét ké hoach quy va
du tru kinh phi. (b) Phan cong An phu trach ho so dét dai, Binh phu trach hd so xay dung. (c)
N6i chuyén v6i Chau dang chan nan vi qua tai. (d) Pbi chiéu sb hd so ton véi méc tudn. (e)
Thiy ton nhiéu, hop lai dé d6i mdc va thém mot ngudi hd trg. Pép an: (a) hoach dinh; (b) to
chuec; (c) chi dao; (d) kiém tra; (e) hoach dinh, vi la stra ké hoach sau khi kiém tra théy 1éch.
Practice: place five tasks of a department head. (a) Write the quarterly plan and estimate the budget.
(b) Assign An to land files and Binh to construction files. (c) Talk with Chau, who is discouraged by
overload. (d) Compare the backlog with the weekly milestone. (e) Seeing a large backlog, meet again
to change the milestone and add one helper. Answers: (a) planning; (b) organizing; (c) leading; (d)
controlling; (e) planning, because it revises the plan after controlling found a gap.

LOI HAY GAP / COMMON MISTAKE — Hay nham viéc (e): thiy stra ké hoach thi xép
kiém tra. Kiém tra chi gém do va so sanh; stra ké hoach 1a hoach dinh. L3i thtt hai: coi chi dao
1a ra 1énh, trong khi n6 gdm ca dong vién va huéng dan.

A common slip is (e): people see "fix" and label it controlling. Controlling only measures and
compares, revising the plan is planning. A second slip is treating leading as giving orders, when it
also covers motivating and coaching.

MEO / TIP — Khi phéan van, hoi viéc nay tac dong 1én con sd, 1én so d6 phan viéc hay 1én con
nguoi. Ba cau trd 101 twong ung hoach dinh hodc kiém tra, to chtc, chi dao.

When unsure, ask whether the task acts on numbers, on the division of work, or on people. These point
to planning or controlling, organizing, and leading respectively.

1.3. So sanh lanh dao véi quan ly: tao huwdng di va giir trat tw — 1.3. Leadership
versus management: setting direction and keeping order

Hai viéc nay hay bi gop lam mét vi ciing nam trong mot chirc danh. Hay nghi téi mot con
tau: nguoi lai chon cang dén va d6i hudng khi thay bio, con nguoi coi may gitt dong co
chay déu, dung gio, du dau. Lanh dao gidng viéc chon hudng va kéo nguoi di theo. Quan
ly gidng viéc giit cho con tau van hanh tron tru.
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The two jobs often get merged because they sit under one job title. Picture a ship.: one person
picks the destination and changes course when a storm appears, while another keeps the engine
running steadily, on time, with enough fuel. Leadership is like choosing the direction and getting

people to follow. Management is like keeping the ship running smoothly.

So sanh theo bon di€ém — Comparing the two on four points

Piém so
sanh

Point of
comparison

Lanh dao

Leadership

Tao hudng di méi va thuyét phuc nhom

Quan ly

Management

Giir trat tu dé cong viéc hién tai chay

Muc dich cung hudng téi do. dung ké hoach.
Purpose Create a new direction and persuade the Keep order so current work runs according
group to head there. to plan.
Néu tam nhin, giai thich ly do, léng Lap ké hoach, giao vi€c, dat quy trinh,
Cach lam nghe, truyén cam himg. theo doi s6 licu.
Approach Set out a vision, explain the reasons, listen,  Plan, assign tasks, set procedures, track
inspire. figures.
Két qua Thay di c6 ich: san pham méi, cach Két qua 6n dinh va du doan dugc: ding
mong doi lam méi, nhom c6 chung muc ti€u. han, dung ngan sach, ding chét lugng.
Expected Useful change: new products, new methods, = Stable, predictable results: on time, on
result a team with a shared goal. budget, at the expected quality.
Quy trinh day 1én, ai cling 1am dung thu
Rui ro khi Nhiéu y tuong hay nhung khong ai lo tuc ma khong ai hoi c6 con can lam
thtra viéc hang ngay, nén hon loan. khong.
Risk of too Plenty of good ideas but nobody handles Procedures pile up and everyone follows
much daily work, so things turn chaotic. them without asking whether the work is
still needed.
Rui ro khi T chire di theo quan tinh, cham thich Viéc tré, sai, lip, nhan vién khong biét
thiéu nghi khi méi truong doi. ai phu trach gi.
Risk of too The organization drifts on habit and adapts ~ Work is late, wrong or duplicated, and staff
little slowly when conditions change. do not know who is in charge of what.

Bang chi dé tra nhanh. Piéu can nh¢ 13 hai viéc bd sung cho nhau. Chi c6 hudng di ma
khong c6 trat ty thi ké hoach ding & 16 noéi. Chi c6 trat ty ma khong c6 hudng di thi to
chtic chay rat déu, nhung c6 thé chay sai chd.

The table is only for quick lookup. What to remember is that the two jobs complement each
other. Direction without order leaves plans as talk. Order without direction makes an
organization run very smoothly, perhaps toward the wrong place.

Vi sao can ca hai, va mdt nguoi lam dwoc ca hai — Why both are needed, and why one
person can do both

Moi trudng ludn dbi nén t6 chirc can lanh dao dé thich nghi. Nhung d6i ma khong co
ngudi gilt nén nép thi moi thir roi. Vi vay hai viéc khong thudc hai loai ngudi khac nhau.

Tai liéu nay dugc bién soan boi ddi ngli ciia website: https://tailicuso.vin
Trang 13



Dé cuong On tap Lanh dao va quan 1y (cao hoc) / Leadership and Management: Graduate
Exam Review

Mot truong phong cé thé budi sang duyét bang cham cong (quan 1y), budi chiéu hop
nhom dé thuyét phuc cung thir cach lam méi (linh dao). Piém khic nhau nim & viéc
dang 1am, khong nam & con ngudi.

Conditions keep changing, so an organization needs leadership to adapt. But change without
someone holding the routine together creates confusion. So the two jobs do not belong to two
kinds of people. A department head can approve timesheets in the morning (management) and
meet the team in the afternoon to persuade them to try a new method (leadership). The difference
lies in the task at hand, not in the person.

VI DU / EXAMPLE — Phong Hanh chinh ctia mét sé chay rat ding quy trinh: hd so xi Iy du
budc, bao cdo ndp dung han, hiém khi sai sét. Nhung ba nim nay van nhan hd so gidy, nhan
vién tré dé xuit nhan ho so truc tuyén déu bi tra 101 "xua nay van 1am thé". Chan doan: quan
ly du, lanh dao thiéu. Trudng phong can 1am bdn viée: néu rd vi sao can doi (ngudi dan di lai
mat nira ngay), cing nhom vé& hinh dung phong sau mét nam, cho thir nghiém & mét loai ho
50, roi khen cong khai ngudi dam thir. Quy trinh cii van giir dé viéc hang ngay khong dut. Két
qua: phong d6i méi ma van dung han.

A department in a provincial office runs strictly by procedure: files go through every step, reports
arrive on time, errors are rare. Yet for three years it has taken paper files only, and young staff who
suggest online submission are told "we have always done it this way". Diagnosis: enough
management, too little leadership. The head needs to do four things: explain why change is needed
(citizens lose half a day traveling), build a picture of the department a year from now with the team,
pilot one type of file, then publicly praise those who dared to try. The old procedure stays so daily
work does not stop. Result: the department changes and still meets deadlines.

LOI HAY GAP / COMMON MISTAKE — Coi lanh dao 13 tét, quan 1y 1 x4u. Quan Iy yéu
thi ¥ tuong hay ciing khong thanh viéc. LAi khac: nghi 1anh dao chi danh cho cép cao, trong
khi truong nhom ndo ciing can tao hudéng di cho nhém minh.

Treating leadership as good and management as bad. With weak management, even a good idea never
turns into results. Another mistake. thinking leadership is only for top levels, when every team leader
needs to set a direction for their own team.

PHAI THUQC / MEMORISE — Lanh dao: tao hudng di, gy anh huéng, d6i méi. Quan 1y:
gilr trat tu, 1ap ké hoach, kiém soat. Thira quan ly, thiéu 1anh dao thi cung nhéc. Thira lanh
dao, thiéu quan ly thi hdn loan. Mot nguoi co thé 1am ca hai.

Leadership: set direction, influence, innovate. Management: keep order, plan, control. Too much
management and too little leadership brings rigidity. Too much leadership and too little management
brings chaos. One person can do both.

1.4. Mudi vai tro hing ngay ciia nha quan ly theo Mintzberg — 1.4 Mintzberg's

ten everyday managerial roles

Henry Mintzberg theo sat nhiéu nha quan 1y trong nhiéu tuan va thiy coéng viéc ciia ho
khong gidng sach gido khoa. Ho bi ngit quing lién tuc, ndi chuyén nhiéu, quyét dinh
nhanh. Ong gom hanh vi d6 thanh mudi vai tro. Vai trod 1a mot bo hanh vi ¢6 to chire ma
ngudi ¢ vi tri Ay hay lam. Mudi vai tro chia thanh ba nhom: lién nhén, thong tin, quyét
dinh. Mot nha quan 1y ¢ thé dong nhiéu vai trong cting mot budi sang.
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Henry Mintzberg followed managers around for weeks and found that their work looked nothing
like the textbook picture. They were interrupted constantly, talked a lot and decided fast. He
grouped that behavior into ten roles. A role is an organized set of behaviors expected of whoever
holds a position. The ten roles fall into three groups: interpersonal, informational and
decisional. One manager can play several roles in a single morning.

Ba nhom va mwdoi vai tro — Three groups, ten roles

Nhoém lién nhan noéi vé quan hé véi ngudi khac. Nhom thong tin néi vé viéc nhan va
chuyén tin. Nhom quyét dinh noi veé viéc dung tin d6 dé chon va hanh dong.

The interpersonal group is about relationships. The informational group is about receiving and
passing on information. The decisional group is about using that information to choose and act.

Nhém
Group

Lién nhan

Interpersonal

Lién nhan

Interpersonal

Lién nhan

Interpersonal

Thong tin

Informational

Thong tin

Informational

Thong tin

Informational

Quyét dinh

Decisional

Quyét dinh

Decisional

Quyét dinh

Decisional

Vai tro
Role

Nguoi dai dién
Figurehead

Nguoi lanh dao
Leader

Nguoi lién lac
Liaison

Nguoi thu thép tin
Monitor

Ngudi pho bién
thong tin
Disseminator

Ngudi phat ngon

Spokesperson

Nguoi khoi xudng
Entrepreneur

Nguoi xur Iy x4o
tron

Disturbance
handler

Ngudi phan bo
nguodn luc
Resource allocator

Viéc dién hinh

Typical activity

Du I&, ky gidy to mang tinh nghi thirc, tiép khach danh du.
Attends ceremonies, signs ceremonial papers, receives honored
guests.

Tuyén, huan luyén, dong vién va danh gia nhan vién.
Hires, coaches, motivates and evaluates staff-

Giir quan hé voi ngudi ngoai don vi: khach hang, déi tac, co
quan khac.

Keeps ties with people outside the unit: clients, partners, other
agencies.

Doc béo cao, hoi han, nghe ngéng dé nam tinh hinh.
Reads reports, asks questions and listens to stay informed.

Chuyeén tin nhan dugc cho cap dudi trong ndi bo.
Passes received information to subordinates inside the unit.

Noi thay don vi v&i nguoi bén ngoai: bao chi, cap trén, doi
tac.
Speaks for the unit to outsiders: press, superiors, partners.

Chu dong khoi dong thay ddi hay du an méi.

Starts changes or new projects on their own initiative.

Xt 1y su ¢b, de doa, khung hoang bat ngd.
Deals with sudden problems, threats and crises.

Quyét dinh tién, nguoi, thoi gian, thiét bi chia cho ai.
Decides who gets money, people, time and equipment.
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Nhém Vai tro Viéc dién hinh
Group Role Typical activity

Quyét dinh Nguoi dam phan Thuong lugng thoa thuan thay mat don vi.
Decisional Negotiator Bargains over agreements on behalf of the unit.

Nhém thong tin ndi cac vai trd lai v6i nhau. Nho vi tri ¢ gitta, nha quan Iy c6 tin ma
nguoi khac khong cé, va dung nod dé ra quyét dinh.

The informational roles tie the rest together. Sitting in the middle, a manager holds information
others lack and uses it to make decisions.

Nhén dién vai tro qua nhat ky mot ngay — Spotting roles in one day's diary

Cach lam: doc timg dong nhat ky, hoi "ngudi nay dang 1am gi va hudng vé ai", roi ghép
vGo1 mot vai tro.

Method: read each diary line, ask "what is this person doing and toward whom", then match it to
arole.

1. Xac dinh hudng cta viéc: voi nhan vién, voi nguoi ngoai, hay voi chinh minh (doc,
nghi).
Identify the direction of the act: toward staff, toward outsiders, or toward oneself (reading,
thinking).

2. Xem viéc d6 1a quan hé, chuyén tin hay chon phuong an.
Decide whether it is about a relationship, moving information or choosing an option.

3. Chon vai trod cu thé trong nhom do.
Pick the specific role within that group.

VI DU/ EXAMPLE — Chj Ha, giam d6c mét chi nhanh ngan hang. 7h45: doc bao céo giao
dich dém qua (thu thap tin). 8h15: hop ngén, béo véi to rang hoi s d6i han ndp hd so sang
thir Nam (phd bién thong tin). 9h30: may cha chi nhanh ngimg chay, chi diéu nguoi sang
quiy tha cong (xtr Iy x4o tron). 10h30: tra 101 phong vién bao dia phuong vé 1di suit méi
(phat ngon). 14h: chia hai nhan vién méi cho hai phong dang thiéu ngudi (phan bd ngudn
lyc). 15h: kém mdgt nhan vién cach xur ly khiéu nai (13nh dao). 16h30: thuong lugng véi cong
ty van chuyén tién vé gia dich vu (dam phan). Tong: bay dong, bay vai tro, thudc ca ba nhom.
Ms. Ha runs a bank branch. 7:45: reads last night's transaction report (monitor). 8:15: tells her team
head office moved the filing deadline to Thursday (disseminator). 9:30: the branch server goes down
and she sends staff to manual counters (disturbance handler). 10:30: answers a local reporter about
the new interest rate (spokesperson). 2:00 pm: assigns two new hires to the two short-staffed teams
(resource allocator). 3:00 pm: coaches an employee on handling complaints (leader). 4:30 pm:
bargains with a cash-transport company over fees (negotiator). Total: seven entries, seven roles,
across all three groups.

LOI HAY GAP / COMMON MISTAKE — Nhim nguoi phat ngén véi ngudi phd bién
thong tin. Ca hai déu "truyén tin", nhung khac ¢ ngudi nhan. Pho bién 14 chuyén tin vao
trong, cho cap dudi. Phat ngon 13 noi ra ngoai, thay mét don vi. Mudn phén biét, hoi: ngudi
nghe 12 ngudi ciia minh hay ngudi ngoai? Trong nhat ky trén, 8h15 1a pho bién, 10h30 14 phat
ngon.
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Confusing the spokesperson with the disseminator. Both "pass on information", but the audience
differs. Disseminating moves information inward, to subordinates. Speaking moves it outward, on
behalf of the unit. Ask: is the listener one of mine or an outsider? In the diary, 8:15 is disseminating
and 10:30 is speaking.

GHI CHU / NOTE — Mudi vai trd 1a mot tong thé. Tuy cap bac va chirc ning, nha quan Iy
ding vai nay nhiéu hon vai kia, nhung hiém ai chi déng mét vai.

The ten roles form one whole. Depending on level and function, a manager leans on some roles more
than others, but few play only one.

1.5. K§ ning ky thuit, nhin su va tw duy theo tirng cap quanly — L.5.

Technical, human and conceptual skills at each level of management

K§¥ ning quan 1y duoc chia thanh ba nhom. Hay hinh dung mot nha hang. Dau bép gioi
biét ndu moén, k§y nang nay goi 1a k¥ nang k¥ thuat: hiéu va lam thanh thao mot nghé cu
thé bang phuong phap, cong cu cta nghé do.

Managerial skills fall into three groups. Picture a restaurant. A good cook knows how to make

the dishes. This is technical skill: understanding a specific craft and doing it well with that
craft's methods and tools.

Bép truong con phai diéu phdi ca bép, hiéu timg ngudi, giai quyét mau thuin, khién moi
ngudi mudn lam. D6 1a k§ nang nhan su: 1am viéc v6i nguoi khac, lang nghe, tao dong
Iuc, phdi hop. Cht nha hang thi phai nhin ca birc tranh: ¢6 md chi nhanh khong, thyc don
di huéng nao. P6 12 k¥ nang tu duy: thdy t6 chirc nhu mot chinh thé, ndi cac bd phan voi
nhau va v4i moéi truong bén ngoai.

A head chef must also coordinate the whole kitchen, understand each person, settle conflicts and
make people want to work. That is human skill: working with others, listening, motivating,
coordinating. The owner has to see the whole picture: whether to open a second branch, which
direction the menu should take. That is conceptual skill: seeing the organization as one system
and linking its parts to each other and to the outside world. The three groups come from Robert
Katz.

Ty trong ba nhém ddi theo cap bac. Cap co so (t6 trudng, quan dbc) can nhiéu k¥ ning
k¥ thuat vi ho huéng dan va sta sai truc tiép. Cap trung (trudng phong, truong ban) can
can bang ca ba. Cap cao (giam déc, hleu tru:ong) can nhleu k¥ nang tu duy, it cin ty tay
lam chuyén mén. K¥ ning nhan sy can & moi cp vi cip nao ciing lam viéc qua nguoi
khéc.

The mix changes with the level. Front-line managers (team leaders, shop-floor supervisors) need
a lot of technical skill because they coach and correct work directly. Middle managers (heads of
department or division) need a balance of all three. Top managers (directors, school principals)
need a lot of conceptual skill and little hands-on expertise. Human skill is needed at every level
because every manager gets results through other people.
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K¥ nang ky thuéat K¥ niang nhan sw K§¥ néng tu duy

Technical Human Conceptual

Thép, viéc chu yéu da duoc

Co so Cao nhat, dung hang Cao, can dé gilt nhom <
R . vach san
Front- ngay High, needed to hold the team ) )
. . . Low, most work is already laid
line Highest, used daily together

out

Vira, du dé hiéu viéc ci N O R
’ °e cap Vira, bat dau phai noi cac bo

Trung  duéi Cao, vira 1én vira xudng hin
gian Moderate, enough to High, working upward and Pl ) )
. . , Moderate, starting to link
Middle understand subordinates downward
departments
work
Thép, chi can hiéu dai Cao, nhat 1a voi dbi tac va  Cao nhat, dinh hudng cho ca
Cao thé bén lién quan t6 chirc
Top Low, a general grasp is High, especially with partners = Highest, setting direction for
enough and stakeholders the whole organization

VI DU/ EXAMPLE — Anh Minh 13 ky su thiét ké gioi nhit cuia mot ban quan 1y du an, dugc
d@ bat 1am trudng ban. Anh quen tu stra ban v& cho ca nhom, vi 1am nhanh hon giao viéc va
giai thich. Sau ba thang, hai k¥ su tré xin chuyén di, tién do cham, nhom kéu bj soi tung nét
v&. Nguyén nhan: k¥ ning k¥ thuat cia anh van manh, nhung viéc méi doi hoi k¥ ning nhan
su (giao viéc, gop y, nghe nguoi khac) ma anh chua luyén. Ky ning tu duy ciling bi bo ngd:
khong ai lo phdi hop véi cac ban khac. Cach sira: mdi tuan danh mot budi hop 1-1 véi ting
nguoi, giao tron mot hang muc kém ti€u chi, va chi gép y sau khi ho ndp.

Minh is the best design engineer in a project management unit and gets promoted to head of the unit.
He is used to fixing drawings himself because it is faster than delegating and explaining. Three
months later, two young engineers ask to transfer, deadlines slip, and the team complains that every
line gets scrutinized. The cause. his technical skill is still strong, but the new job calls for human skills
(delegating, giving feedback, listening) that he has not practiced. Conceptual skill is also neglected:
nobody is coordinating with other units. The fix: hold a weekly one-on-one with each person, hand
over a whole work package with clear criteria, and give feedback only after they submit.

Bai tap tw danh gia k§ niang ciia ban than - Self-assessment exercise

1. Chon vi tri quan 1y ban dang giit hodc sap gir, vi du truong phong.
Pick the management position you hold or are about to hold, for example head of
department.

2. Cham diém béan than tir 1 dén 5 cho tirng nhém k§ ning. Dya vao viéc di 1am, khong
dua vao cam giac. Vi du k¥ thuat: ban c6 tu 1am dugc toan bd vi¢c chuyén mon cua
nhom khong?

Score yourself from [ to 5 on each skill group. Base it on what you have done, not on a
feeling. For technical skill, ask: could you do all of your team's professional work yourself?

3. Cham diém muc vi tri d6 doi hoi, cling tur 1 dén 5. Hoi ngudi dang gitr vi tri, hoac
xem bang ty trong ¢ trén.
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Score what the position requires, also from I to 5. Ask someone in the role, or use the table
above.

4. Lay diém doi hoi trir diém cua ban cho timg nhom. S6 duong 1a khoang thiéu, s6 4m
1a phan du.
Subtract your score from the required score for each group. A positive number is a gap, a
negative number is a surplus.

5. Chon nhom c6 khoang thiéu 16n nhat, ghi mot hanh dong cu thé trong 30 ngay téi.
Pick the group with the largest gap and write one concrete action for the next 30 days.

Vi DU / EXAMPLE - Chi Lan, td truong ké toan, tu chAm: k¥ thuat 5, nhan su 3, tu duy 2.
Vi tri trudng phong doi hdi: k¥ thuat 3, nhan su 4, tu duy 4. Hi¢u $6: ky thuat 3 —5=-2,
nhan sy 4 — 3 = 1, tr duy 4 — 2 = 2. Khoang thiéu 16n nhat 13 tu duy (2). Hanh dong: trong 30
ngay, doc ké hoach nim ciia don vi va vé& so dd phong minh phu thudc nhitng phong nao.
Phan du ky thuét (—2) cho thay chi c6 thé giao bét viéc chuyén mén.

Lan, an accounting team leader, scores herself: technical 5, human 3, conceptual 2. The head-of-
department role requires: technical 3, human 4, conceptual 4. Differences: technical 3 — 5 = =2,
human 4 — 3 = 1, conceptual 4 — 2 = 2. The largest gap is conceptual (2). Action: within 30 days,
read the unit's annual plan and sketch which other departments her own depends on. The technical
surplus (—2) shows she can hand off more of the professional work.

LOI HAY GAP / COMMON MISTAKE — Nghi ring gioi nghé thi ty nhién 1am quan Iy
gioi. Lén cap 1a phai hoc thém nhom k¥ ning khac, ddng thoi bot dya vao nhém cit. Lai thir
hai: cho k¥ nang nhan sy 1a thién bam, khong luyén duoc. L4i thtr ba: hoc thudc ty trong nhu
s6 ¢6 dinh, trong khi mdi t6 chtrc va mdi nganh 1éch mot chit.

Believing that being good at the craft automatically makes a good manager. Moving up means
learning the other skill groups and leaning less on the old one. A second mistake: treating human skill
as inborn and untrainable. A third: memorizing the proportions as fixed numbers, when each
organization and industry shifis them a little.

PHAI THUQC / MEMORISE — Ba nhom k¥ nang cua Katz: ky thuat, nhan sy, tu duy. Lén
cip cao thi k¥ thuat giam, tu duy ting, nhan su giit & moi cap.

Katz's three skill groups: technical, human, conceptual. Moving up, technical need falls, conceptual
need rises, and human skill stays important at every level.

1.6. Cac cach tiép can nghién ciru l1anh dao: dic diém, hanh vi, tinh huong,
quan hé — 1.6. Ways of studying leadership: traits, behavior, situation and relationships

Nghién ctru lanh dao c¢6 nhiéu truong phai, va mdi trudng phai thuc chat 1a mot cau hoi
khac nhau. Ban hiy nhé bbn cau hoi: ngudi 1anh dao 13 ai, ho 1am gi, ho 1am trong hoan
canh nao, va ho quan hé¢ vdi ai. Nim bén cau nay, ban s& xép duoc moi thuyét 0 cac
chuong sau vao diing chd.
Researchers have studied leadership from many angles, and each school is really asking a
different question. Remember four of them: who is the leader, what does the leader do, in what
situation, and in relationship with whom. With these four questions you can place every theory in
later chapters where it belongs.

Tai li€u nay duogc bién soan boi doi ngli ciia website: https://tailieuso.vin
Trang 19



Dé cuong On tap Lanh dao va quan 1y (cao hoc) / Leadership and Management: Graduate
Exam Review

Hay nghi téi mot doi bong thang lién tiép. Nguoi thi bao huan luyén vién co "to chat",
ngudi thi nhin cach ong dy diéu hanh tap luyén, ngudi thi bao doi manh nho gip ddi thu
yéu, nguoi thi dé y ong 4y hop voi timg cau tha. Bén cach giai thich Ay chinh 14 bén cach
tiép can.

Picture a football team on a winning streak. One person says the coach has natural talent.

Another looks at how he runs training. A third says the opponents were weak. A fourth notices
how well he gets along with each player. These four explanations are the four approaches.

Bon céch tiép cin — The four approaches

Cach tiép can dic diém hoi: nguodi lanh dao 1a ai? N6 tim nhiing ph'flm chit c4 nhan nhu
tu tin, chinh tryc, tri tu€, nghi luc. Gia dinh ngém 13 1anh dao giéi mang san mot s6 nét
dac trung.

The trait approach asks: who is the leader? It looks for personal qualities such as confidence,

integrity, intelligence and drive. The hidden assumption is that good leaders carry certain
distinctive features.

Céch tiép can hanh vi héi: nguoi lanh dao lam gi? N6 bé qua tinh cach, chi quan sat hanh
dong: giao viéc ra sao, quyét dinh thé nao, quan tim két qua hay quan tdm con nguoi. Uu
diém 1a hanh vi thi hoc dugc.

The behavior approach asks: what does the leader do? It ignores personality and watches

actions: how tasks are assigned, how decisions are made, whether the focus is on results or on
people. Its advantage is that behavior can be learned.

Céch tiép can tinh hudng hoi: 1am trong hoan canh nao thi hiéu qua? Khong c6 cach 1am
dung cho moi noi. Phong cach tot phu thudc vao niang luc cap dudi, tinh chit cong viéc
va murc quyén cta nguoi ding dau.

The situational approach asks: in what circumstances does a style work? No single way fits

everywhere. The right style depends on followers' ability, the nature of the task and how much
authority the leader holds.

Céch tiép can quan hé hoi: ngudi lanh dao quan hé véi ai? Trong tim ndm & su tuong tac
gitra 1anh dao va tung thanh vién, hoac cd nhom. Lanh dao khong phai thit mdt nguoi co,
ma la thr hinh thanh gitra cac bén.

The relational approach asks: with whom does the leader connect? The focus is the interaction

between leader and each member, or the whole group. Leadership is not something one person
owns; it forms between people.
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Bang tra tom tit — Quick reference table

Cach
tiep cin

Approac
h

bac
diém
Trait

Hanh vi

Behavior

Tinh
hudng
Situation
al

Quan hé

Relation
al

Cau héi chinh
Main question

Ngudi 1anh dao 1a
ai?
Who is the leader?

Nguoi lanh dao
lam gi?

What does the leader
do?

Lam trong hoan
canh nao?
In what situation?

Quan hé voi ai?
With whom?

Nhin vao
Looks at

Pham chét, tinh céch,
ky nang

Qualities, personality,
skills

Hanh dong va phong
cach
Actions and style

Hoan canh va cap dudi
Context and followers

Tuong tac lanh dao va
thanh vién
Leader—member
interaction

Cic thuyét sé gip
Theories you will meet

Thuyét dic diém, mo hinh ky ning
Trait theory, skills model

Hai nhém hanh vi, luéi quan ly
Two behavior groups, managerial grid

Hersey — Blanchard, Fiedler, duong
dan — muyc tiéu, Vroom — Yetton
Hersey—Blanchard, Fiedler, path-goal,
Vroom—Yetton

Trao d6i lanh dao — thanh vién, chuyén
ddi, phuc vu

Leader—member exchange,
transformational, servant

Cach dinh vi mot thuyét méi — How to place a new theory

1. Doc tén thuyét va tim xem né noéi vé thir gi: pham chat, hanh dong, hoan canh hay
mdi quan hg.
Read the theory's name and find what it talks about: qualities, actions, circumstances or
relationships.

2. Ty hoéi nd tra 101 cau nao trong bon cau hoi trén.

Ask which of the four questions it answers.

3. Néu no tra 161 hai cau, hay chon cau né nhan manh nhat, r6i ghi cht cau con lai.
If it answers two, pick the one it stresses most and note the other.

Vi DU / EXAMPLE — Thuyét lu6i quan Iy cham diém mirc quan tdm cong viéc va mirc quan
tam con ngudi. N6 mo ta diéu nguoi 1anh dao lam, nén thudc nhom hanh vi. Thuyét Fiedler
cho rang mot phong cach chi hiéu qua khi hop véi mirc thuan lgi cua tinh huéng, nén thude
nhom tinh hudng.
The managerial grid scores concern for tasks and concern for people. It describes what leaders do, so
it belongs to the behavior group. Fiedler's theory says a style works only when it fits how favorable
the situation is, so it belongs to the situational group.

LOI HAY GAP / COMMON MISTAKE — Nhiéu ban coi c4c trudng phai 13 c4i sau thay
thé cai trude. Thyc té chung bd sung nhau, va thuyét méi van dung ¥ cta thuyét cii. Mot 16i
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nira 1 gan thuyét hanh vi cho "tinh cach": phong céach 13 viéc 1am quan sat dugc, khong phai
ban tinh.

Many learners treat the schools as replacing one another. In fact they complement each other, and
newer theories still borrow from older ones. Another slip is calling behavior theories "personality”
theories: style is observable action, not inborn nature.

PHAI THUQC / MEMORISE — Bén cdu héi theo thir tu: 13 ai (ddc diém), 1am gi (hanh vi),
hoan canh nao (tinh hudng), quan hé voi ai (quan hé).

The four questions in order: who (trait), what (behavior), which situation (situational), with whom
(relational).

1.7. Lanh dao trong to chirc cong va phi lgi nhuian khac doanh nghiép & diém
nao — 1.7. How leading public and nonprofit organizations differs from leading a business

Doanh nghiép, co quan nha nudc va to chic phi loi nhuan déu can ngudi dan dit, nhung
"cai dich" va "cai cuong" ciia ho khac nhau. Hiéu su khac biét nay giup ban khong dem
nguyén cach lam cua cong ty vao mot iy ban phuong hay mdt hdi thi€n nguyén.

Businesses, government agencies and nonprofits all need someone to steer them, but their

destinations and their constraints differ. Knowing how helps you avoid copying a company's
methods straight into a ward office or a charity.

So sanh ba loai td chitc — Comparing the three types

Hay hinh dung ba noi: mgt quan ca phé, mgt uy ban phudong va mot cau lac bo thién
nguyén. Quan ca phé séng nhd khach tra tién. Uy ban phudng séng nho ngan sach va
phai lam ding quy dinh. Cau lac bd sdng nhd quyén gop va ngudi dén lam khong luong.
Tir d6 ra ndm diém khéc nhau sau day.

Picture three places: a coffee shop, a ward office and a volunteer club. The shop lives on paying
customers. The ward office lives on its budget and must follow regulations. The club lives on
donations and unpaid helpers. Five differences follow from this.

Tiéu
chi Doanh nghiép Co quan cong Phi l¢gi nhuan

Criterio | Business Public agency Nonprofit

n

Phuc vu dan, thuc thi chinh
Loi nhun va gia tri cho  sach, nhiéu muc tiéu khé xép

Muc S ; Thuc hién st ménh xa hoi
A chu s¢ hiru. thur tu. N A 1A
tiéu Profit and value f S : " J ) da tuyén bo.
rofit and value for erve citizens and carry ou . o
Goal ' ' . ] v Fulfil a stated social mission.
owners. policy, with many goals that

are hard to rank.

Nguén  Doanh thu tir khach hang
Tuc va von dau tu.
Resourc = Customer revenue and

Tai trg, quyén gop va suc
nguoi tinh nguyén.
Grants, donations and

Ngan sach nha nudc, thué va
phi.

State budget, taxes and fees.

es investment. volunteer labour.
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Tiéu
chi Doanh nghiép Co quan cong Phi l¢gi nhuan

Criterio | Business Public agency Nonprofit

n

Trach
nhiém Trude cha sé hitu vacd  Trude cép trén, hoi déng dan Trudc nha tai trg, nguoi thu
giai dong. cu, thanh tra va cong chung.  huong va hdi vién.
trinh To owners and To superiors, elected bodies, To donors, beneficiaries and
Account = shareholders. inspectors and the public. members.
ability
. Luat doanh nghiép, h ) A A 4 ae ins
Rang AL . 'p; e , e A 1A Quy dinh vé lap hoi, tai
. dong; duoc tu quyet Chi dugc lam diéu luat cho ; i A
budc = , , ) & chinh minh bach, diéu I€.
.., nhiéu viéc. phép, theo thu tuc dinh san. ) ’
phap ly i Rules on registration,
Company law and May only do what the law .
Legal . transparent finances and the
L contracts; wide freedom to  allows, by set procedures.
limits . : charter.
decide.

Céch do . ... Thoigian giai quyét, mirc L o
.. Doanh thu, lgi nhuan, thi | . ‘g g Aq y K , S6 ngudi dugce giup, tac
két qua N hai long cua dan, tuan thu N A - ,

_ phan: so 10 rang. . dong xa hoi; kho lugng hoa.
Measuri . quy dinh. .
Revenue, profit, market o . People helped and social
ng Processing time, citizen ) .
share: clear numbers. o . impact; hard to quantify.
results satisfaction, compliance. ‘

Lanh dao cong chirc va tinh nguyén vién — Leading civil servants and volunteers

Cong chuc thuong ¢ bién ché on dinh, lwong theo ngach bac, nén ngudi lanh dao khoé
thuong phat bang tién. Ho ciing chiu quy trinh chat, nén sang kién dé vuéng. Viéc cia
ban la tao y nghia cho cong viéc, ghi nhan cong khai va gd vudng quy trinh.

Civil servants usually have secure posts and salaries set by grade, so a leader can hardly reward

or punish with money. Tight procedures also snag new ideas. Your job is to give the work
meaning, recognise effort in public and clear procedural blockages.

Tinh nguyén vién dén vi niém tin, khong vi luong, va c6 thé nghi bat ctr lic nao. Ban
khong "ra 1énh" dugc. Ban phai giai thich vi sao vi¢c nay quan trong, giao viéc hop s&
thich va cam on kip thoi.

Volunteers come out of conviction, not pay, and can leave at any moment. You cannot simply
give orders. Explain why the task matters, match jobs to interests and thank people promptly.

Vi DU/ EXAMPLE — Chij Lan, truéng phong & ty ban phuong, mudn rit thoi gian giai
quyét hd so ho tich tir 5 ngay xudng 3 ngay. Chi khong c6 qui thuéng. Chi lam theo bon
bude. Mot, vé lai quy trinh ciing nhom, tim ra khau cho chir ky mat 2 ngay. Hai, dé xut lanh
dao phudng cho phép ky song song, vi diéu ndy nam trong quyén cua phudng. Ba, treo bang
theo ddi thoi gian xir Iy hang tuan va khen cong khai t6 lam nhanh nhat trong bubi giao ban.
Bdn, gin két qua véi tiéu chi thi dua va danh gia cudi nam ma phuong di c6 sin. Sau mot
thang, thoi gian trung binh con 3 ngay: 5 trir 2 bang 3.

Lan, a section head at a ward office, wants to cut civil-registration processing from 5 days to 3. She
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has no bonus fund. She takes four steps. One, redraw the process with her team and find that waiting
for signatures takes 2 days. Two, ask ward leaders to allow parallel signing, which is within the
ward's authority. Three, post a weekly processing-time board and praise the fastest team in the staff
meeting. Four, tie results to the emulation criteria and year-end appraisal the ward already has. After
a month the average is 3 days: 5 minus 2 equals 3.

LOI HAY GAP / COMMON MISTAKE — Pem nguyén mé hinh doanh nghiép vao co
quan cong: hira thudng tién khi khong c6 quy, hodc bé qua thii tuc luat dinh dé "cho nhanh".
Mot 16i khac 13 do thanh cong béng mdt con s6 duy nhét, nhu tc do, ma quén chét lugng va
su dung quy dinh.

Importing the business model wholesale: promising cash bonuses with no fund, or skipping legal
procedures "for speed". Another slip is judging success by one number, such as speed, while ignoring
quality and compliance.

PHAI THUQC / MEMORISE - Ba loai td chirc khac nhau & nam diém: muc tiéu, nguén
lyc, trach nhiém giai trinh, rang budc phap ly va cach do két qua. Khi khong c6 tién thuong,
cong cu cta ngudi lanh dao 13 ¥ nghia, ghi nhan, g& vudng quy trinh va quyén han sin co.
The three types differ on five points: goals, resources, accountability, legal limits and how results are
measured. Without cash rewards, a leader's tools are meaning, recognition, removing process
obstacles and authority already at hand.

1.8. Pham chat, gia tri va cdi ré dao dirc ciia ngudi lanh dao — 1.8. Character,

values and the ethical roots of leadership

Hai ngudi cung chirc truong phong, cing quyén ky gidy to, nhung nhan vién chi nghe
theo that long mdt ngudi. Nguoi dé cd uy tin: nhan vién tin 101 ho noi va tin ho s€ lam
dung diéu di néi. Uy tin khong dén tir chirc vy ma dén tir ba thir: chinh tryc, cong bang
va nhét quan.

Two people can hold the same job title and sign the same papers, yet staff follow only one of

them willingly. That person has credibility: people trust what they say and trust them to do it.
Credibility comes from the title less than from three things: integrity, fairness and consistency.

Ba tru cua uy tin — The three pillars of credibility

« Chinh tryc 1a 1am diéu ding ké ca khi khong ai biét, khong ai kiém tra. Vi dy: ban nhat
dugc vi cia khach trong phong hop va tra lai du tién.
Integrity means doing the right thing even when nobody sees it or checks. Example: you find
a visitor's wallet in the meeting room and return it with all the cash.

« Cong bang 1a cing mot luat cho moi ngudi. Hai nhan vién ciing di tré 15 phut thi cing
bi nhic, di mot ngudi 1a ho hang cia ban.
Fairness means one rule for everyone. If two staff members arrive 15 minutes late, both get
the same reminder, even if one is your relative.

« Nhat quan 13 101 n6i khép véi viéc 1am, hom nay khép véi hdm qua. Ban din nhan
vién ndp bao cao dung han thi chinh ban ciing n¢p dung han.
Consistency means words match actions, and today matches yesterday. If you tell staff to file
reports on time, you file yours on time too.
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Niém tin xdy rat chdm va mét rat nhanh. Mot 1an hta thuong rdi quén, mot lan bénh
nguoi than, du d€ ca nhém nhin ban khéc di. Khi nhan vién thay 161 n6i va viéc 1am léch
nhau, ho tin viéc 1am va bo qua 101 noi.

Trust is built slowly and lost fast. One forgotten bonus promise or one act of favouritism is

enough to change how the whole team sees you. When words and actions disagree, people
believe the actions and ignore the words.

Pao dirc ca nhan va dao dirc trong quyét dinh quan Iy — Personal ethics and ethics in
managerial decisions

Pao dlrc c nhan 13 cach ban séng va cu xir véi ngudi quanh minh: néi that, giir 10i,
khong gian 1an. Pao dirc trong quyét dinh quan 1y rong hon, vi quyét dinh cia ban tac
dong t6i nhiéu nguoi, nhidu khi ho khong c6 miat dé l1én tiéng. Chon nha cung cép, xét
thang chirc, giao chi tiéu, gitr hay cat nguoi déu 1a quyét dinh c6 hé qua dao dc.

Personal ethics is how you live and treat the people around you: telling the truth, keeping
promises, not cheating. Ethics in managerial decisions reaches further, because your decisions

affect many people, often people who are not in the room to speak. Choosing a supplier,
promoting someone, setting a target, keeping or cutting staff all carry ethical consequences.

Vi thé mot ngudi séng dao dirc van co thé ra quyét dinh toi. Vi du: ban t6t bung nén giao
hét viéc khé cho ngudi siéng nhat. Y t6t nhung bt cong, vi ngudi do kiét sirc con ngudi
khac khong phai ¢b gang.

So a decent person can still make a poor managerial decision. Example: you are kind, so you
hand every hard task to your most diligent employee. The intent is good but the result is unfair:
that person burns out while others never have to stretch.

Tinh hudng khé xir: chi tiéu va sy trung thwe véi cip trén — A dilemma: meeting the
target versus being honest with your boss

Ban la truong phong. Chi tiéu quy 1a xir Iy 100 ho so. Dén han, ban xong 82 hé so. 18 ho
so con lai dang chd ngudi dan b sung gidy to. Ban c6 thé ghi 18 hd so d6 1a "di xong"
dé bao dir 100. Ca phong sé duoc khen thuong, nhung bao céo sé& sai.

You are a department head. The quarterly target is 100 files processed. At the deadline you have

finished 82. The other 18 are waiting for applicants to supply missing papers. You could mark

those 18 as "done" and report 100. The whole team would be rewarded, but the report would be
false.

1. Viét ra sy that bang sd: 82 trén 100 hd so, tirc 82%, con 18 hd so chd gidy to.
Write down the facts in numbers: 82 of 100 files, which is 82%, with 18 files waiting on
documents.

2. Tim nguyén nhéan va phan con ctru duoc: bao nhiéu hd so cé thé xong trong tudn téi
néu ban nhic ngudi dan.
Find the cause and what can still be saved: how many files could close next week if you
chase the applicants.

3. Bo cap trén sém, trudc han chét, kém sb liéu va phuong an. Ping dé ho biét tir
nguoi khac.
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Tell your boss early, before the deadline, with numbers and a plan. Do not let them hear it
from someone else.

4. Pé nghi gia han hodc diéu chinh chi tiéu cho 18 hd so, néu 13 1y do khong do phong
ban.

Ask for an extension or an adjusted target for the 18 files, stating that the delay is outside
your team's control.

5. Luu lai thu bao va quyét dinh cua cap trén dé moi viéc minh bach vé sau.
Keep the email and your boss's decision on record so everything stays transparent later.

VI DU / EXAMPLE — Céch lam trén cho bao céo trung thuc 1a 82%, kém cam két xong 18
ho so con lai trong 7 ngay. Ban c¢6 thé mat mot phan thudng quy nay. Doi lai, 1an sau cap trén
tin con s ban dwa va nhan vién thiy ban khong doi.

The approach above gives an honest report of 82%, plus a commitment to finish the remaining 18 files
in 7 days. You may lose part of this quarter's bonus. In return, your boss will trust your figures next
time and your staff will see that you do not lie.

LOI HAY GAP / COMMON MISTAKE — Nghi ring "ai ciing 1am vay" hodc "chi sai mot
l4n cho ca phong dugc thuong" 1a hop ly. Mot 14n stra 6 liéu tao tién 1€, va 1an sau ap luc sé
16n hon. L&i nita 12 nham gitra nghiém khéc va cong bang: phat ning ngudi yéu nhung bo qua
ngudi gidi vi pham cung 15i.

Believing that "everyone does it" or "one false report for the team's reward" is acceptable. One edited
number sets a precedent, and next time the pressure is bigger. Another mistake is confusing strictness
with fairness.: punishing weak performers hard while ignoring the same fault in strong ones.

PHAI THUQC / MEMORISE — Uy tin gdom ba try: chinh tryc, cong bang, nhit quan. Pao
dtrc ca nhan 1a cach ban séng, dao dirc quan 1y 13 hé qua ctia quyét dinh 1én nhiéu nguoi. Khi
chi tiéu va cham véi sy that, hdy bao sém, bao béng $6, kém phuong éan.

Credibility has three pillars: integrity, fairness, consistency. Personal ethics is how you live;
managerial ethics is the effect of your decisions on many people. When a target clashes with the truth,
report early, report with numbers, and bring a plan.

1.9. Bai tap van dung ¢0 10i gidi — 1.9. Applied exercises with solutions

Bai 1. Xép thoi gian mot tuin ciia giam ddc chi nhanh vio cic vai tro Mintzberg —
Exercise 1. Sorting a branch director's week into Mintzberg roles

Giam dbc chi nhanh ghi nhat ky mot tuan 40 gio nhu sau: cha tri 18 khai truong 3 gio;
kém hai truong nhém méi 5 gio; gap déi tac bén ngoai dé mé quan hé 2 gio; doc bao céo
doanh sd va tin thi trudng 6 gio; hop phd bién chién lugc méi cho nhan vién 4 gid; tra 1oi
bao chi 2 gid; xtr Iy khiéu nai ctia khach 16n do giao tré 6 gio; chia ngan sach quy cho ba
phong 5 gio; dam phan hop dong véi nha cung cap 7 gio. Hay xép timg viéc vao mot vai
trd, gop thanh ba nhém (quan hé, thong tin, quyét dinh) va tinh ty 1é phan trim ciia mdi
nhom
A branch director logs a 40-hour week: chairing an opening ceremony 3 hours; coaching two
new team leaders 5 hours; meeting outside partners to build contacts 2 hours; reading sales
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reports and market news 6 hours; briefing staff on a new strategy 4 hours; answering the press 2
hours; handling a major client's complaint about late delivery 6 hours; dividing the quarterly
budget among three departments 5 hours, negotiating a contract with a supplier 7 hours. Place
each task in one role, group the roles into three clusters (interpersonal, informational,
decisional) and compute each cluster's percentage

1. Nhom quan hé gém ngudi dai dién (1€ khai truong, 3 gid), ngudi 1anh dao (kém
truong nhom, 5 gid) va nguoi lién lac (d6i tac bén ngoai, 2 gid) = 3+ 5+2 =10 gio
The interpersonal cluster holds figurehead (opening ceremony, 3 h), leader (coaching, 5 h)
and liaison (outside partners, 2 h) =3 + 5 + 2 = 10 hours

2. Nhom thong tin gdm nguoi thu thap thong tin (doc bao céo, 6 gio), ngudi phd bién
(hop nhan vién, 4 gio) va nguoi phat ngon (bao chi, 2 gid) = 6 +4 +2 =12 gid
The informational cluster holds monitor (reading reports, 6 h), disseminator (staff briefing,
4 h) and spokesperson (press, 2 h) =6 +4 + 2 = 12 hours

3. Nhém quyét dinh gdbm ngudi xur 1y x4o tron (khiéu nai, 6 gio), ngudi phan bo ngudn
I (chia ngan sach, 5 gid) va nguoi dam phan (hop dong, 7 gid) = 6+5+7=18
gid. Vai tro nguoi khai xudng d6i méi chua ¢ gio nao trong tudn nay
The decisional cluster holds disturbance handler (complaint, 6 h), resource allocator

(budget, 5 h) and negotiator (contract, 7h) =6 + 5 + 7 = 18 hours. The entrepreneur role
got no hours this week

4. Kiém tra tong: 10 + 12 + 18 = 40 gid, khép v6i nhat ky
Check the total: 10 + 12 + 18 = 40 hours, which matches the log

5. Ty 18: quan hé 10/40 = 25%; thong tin 12/40 = 30%; quyét dinh 18/40 = 45%. Két
qua: nhém quyét dinh chiém nhiéu nhat (45%), vai tro ton nhiéu gid nhat 1a ngudi
dam phan (7 gio)
Shares: interpersonal 10/40 = 25%;, informational 12/40 = 30%; decisional 18/40 = 45%.

Result: the decisional cluster takes the most time (45%), and the single most time-consuming
role is negotiator (7 hours)

Bai 2. Do d¢ phu hop ky niang khi dwge thing chirc — Exercise 2. Measuring skill fit
after a promotion

Chi Lan dang 1a t6 truong (cap co sd) va sap 1én giam ddc khdi (cip cao). Cong ty wdc
tinh ty trong ba k¥ nang & vi tri td truong 1a k¥ thuat 50%, nhan sy 35%, tu duy 15%; &
vi tri giam ddc khéi 1a k¥ thuat 15%, nhan sy 35%, tu duy 50%. Chi ty chim diém trén
thang 10: k¥ thudt 9, nhan su 7, tu duy 4. Tinh diém phu hop (tong cta ty trong nhan voi
diém) cho hai vi tri, so sanh va chi ra k¥ ning can boi dudng trudc

Lan is a team leader (first-line level) about to become a division director (top level). The
company estimates skill weights for team leader at technical 50%, human 35%, conceptual 15%,
and for division director at technical 15%, human 35%, conceptual 50%. She scores herself out

of 10: technical 9, human 7, conceptual 4. Compute the fit score (sum of weight times score) for
both positions, compare them and name the skill to develop first

1. Vi tri td trudng: 0,50 x 9 +0,35 x7+ 0,15 x4=4,50+245+0,60="7,55
Team leader: 0.50 x 9 +0.35 x 7+ 0.15 x4 =450+ 245+ 0.60 =7.55
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2. Vi tri giam d6c khéi: 0,15 x 9+ 0,35 x 7+ 0,50 x 4 = 1,35 + 2,45 + 2,00 = 5,80

Division director: 0.15 x 9+ 0.35 x 7+ 0.50 x 4 =1.35+2.45+ 2.00 = 5.80

3. Chénh léch: 7,55 — 5,80 = 1,75 diém, vi tri m6i kém phu hop hon

Difference: 7.55 — 5.80 = 1.75 points, so the new position fits her less well

4. O vi tri méi, k§ nang c6 ty trong 16n nhét 1a tu duy (50%) nhung diém cua chi thap

nhat (4). Két qua: diém phu hop 7,55 so véi 5,80, va k§ ning tu duy can bdi dudng
trude

In the new post the heaviest-weighted skill is conceptual (50%), yet it is her lowest score (4).
Result: fit score 7.55 versus 5.80, and conceptual skill is the one to develop first

Bai 3. Poc két qua dw an hoc bong theo thwéce do st ménh — Exercise 3. Reading a
scholarship project by mission measures

Mot quy phi loi nhuan duoc cap 900 triéu déng cho du 4n hoc bong véi muc tiéu 150
suat. Cudi nam quy trao 135 suét va da chi 810 triéu dong. Tinh ty 1¢ dat muc tiéu, chi phi
binh quan mdi suat so v6i ké hoach, va sd suat c6 thé trao thém bang phan tién con lai

A nonprofit receives 900 million dong for a scholarship project with a target of 150 awards. By
vear end it has granted 135 awards and spent 810 million dong. Compute the target completion

rate, the average cost per award against plan, and how many more awards the remaining money
could fund

1.

Ty 1€ dat muyc tiéu: 135/ 150 = 0,9 =90%
Target completion: 135/ 150 = 0.9 = 90%

. Chi phi ké hoach mdi suat: 900 / 150 = 6 triéu dong. Chi phi thuc té mdi suat: 810 /

135 = 6 triéu dong. Hai con s6 bang nhau nén chi tiéu dang ké hoach
Planned cost per award: 900/ 150 = 6 million dong. Actual cost per award: 810/ 135 = 6
million dong. The two match, so spending followed the plan

. Tién con lai: 900 — 810 = 90 triéu ddng. S suét co thé trao thém: 90 / 6 = 15 suit, va

135 + 15 = 150 khép muc tiéu
Money left: 900 — 810 = 90 million dong. Extra awards possible: 90/ 6 = 15, and 135 + 15
= 150 matches the target

. Két qua: dat 90% muc tiéu, chi phi 6 tri¢u déng mdi suét ding ké hoach, con 15 suit

chua trao. Theo thudc do sit ménh, 90 triéu déng dula ngu@)n luc chua chuyén thanh
gia tri cho ngudi duoc hd trg, chtr khong phai khoan 13i

Result: 90% of the target reached, 6 million dong per award on plan, 15 awards still
ungranted. By a mission measure, the 90 million left over is a resource not yet turned into
value for the beneficiaries, rather than a profit
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1.10. Cau héi ty luan va dan y tra loi — 1.10. Essay questions and answer outlines

Cau 1. Phan biét lanh dao v6i quan ly va gidi thich vi sao mot ngwdi & mot vi tri
thwong phai lam ca hai
Question 1. Distinguish leadership from management and explain why one person in one
position usually has to do both
« Lanh dao 1a gay anh hudng dé nhém cing dat muc tiéu; trong tim 1a tao hudng di,
thuyét phuc nguoi khac di theo va chap nhan thay dbi
Leadership is influencing a group to reach a goal together; its focus is setting direction,
persuading people to follow and accepting change
« Quan 1y 1 van hanh bang ké hoach, co cdu va quy trinh dé giir trat ty va két qua déu
dan
Management is running things through plans, structure and procedures to keep order and
steady results
* Vi du: dat dich m& thém hai chi nhanh 13 1anh dao; chia ca, chim cong, kiém kho 1a
quan ly
Example: setting the goal of opening two more branches is leadership; scheduling shifts,
tracking attendance and checking stock is management
« Chi quan 1y thi t6 chirc 6n dinh nhung dtng yén; chi lanh dao thi c6 huéng di nhung
van hanh rdi; vi vay ngudi ¢ vi tri quan 1y phai chuyén qua lai giira hai viéc
With management only, the organization stays orderly but stands still; with leadership only,
it has direction but runs chaotically, so a person in a managerial post must switch between
the two

Ciu 2. Trinh bay bon chitc ning quan Iy va moi lién h¢ giira ching
Question 2. Describe the four management functions and how they connect
* Hoach dinh 1a chon muc tiéu va cach dat; to chirc 1a Sép xép nguoi, viéc, nguén luc;
chi dao 13 din dat, dong vién, giao tiép; kiém tra 13 so két qua véi muc tiéu
Planning chooses goals and ways to reach them; organizing arranges people, tasks and
resources, directing guides, motivates and communicates, controlling compares results with
goals
« Bén chirc nang ndi thanh vong lap: két qua kiém tra trd lai 1am dir kién cho ké hoach
ky sau
The four functions form a loop: control results feed back into the next period's plan
* Vi dy mét ctra hang: 14p chi tiéu thang, chia ca ban, nhic va khich 18 nhan vién, cubi
thang ddi chiéu doanh s6
Store example: set the monthly target, split the sales shifts, coach and encourage staff, then
compare sales at month end
« Thiéu mot khau thi hong ca vong, chang han c6 ké hoach nhung khong kiém tra thi
khong biét dang 1éch bao nhiéu
A missing step breaks the loop; for instance, a plan without control leaves you unaware of
how far you have drifted
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Ciu 3. So sanh bdn cach tiép cin nghién ciru linh dao: dic diém, hanh vi, tinh
huong, quan hé

Question 3. Compare the four approaches to studying leadership: trait, behavior, situational,
relational

« Pic diém tim nhitng nét ca nhan cua ngudi 1anh dao giodi; han ché 1a bo qua hoan canh
va kho ching minh nét nao quyét dinh
The trait approach looks for personal qualities of good leaders, its weakness is ignoring
context and failing to prove which trait decides

* Hanh vi nhin vao vi¢c nguoi 1anh dao lam, nhu tap trung vao nhiém vu hay vao con
ngudi; uu diém 1a c6 thé hoc va rén duge
The behavior approach looks at what leaders do, such as focusing on tasks or on people; its
strength is that behavior can be learned and trained

« Tinh hudng cho rang cach lanh dao hiéu qua tuy nhom, nhiém vy va hoan canh, nén
khong c6 mot kiéu dung cho moi noi
The situational approach holds that effective leadership depends on the group, task and
setting, so no single style fits everywhere

« Quan hé xem chat lugng mdi quan hé gitra ngudi lanh dao va timg ngudi theo 1a yéu
td chinh; vi du cung mot truéng nhoém, nguodi dugce tin cay lam tdt hon ngudi bi xa
cach
The relational approach treats the quality of the bond between leader and each follower as

the main factor, for example, under the same team leader, a trusted member performs better
than a distant one

Céiu 4. Chi ra linh dao ¢ t6 chirc cong va phi lgi nhuin khac doanh nghiép & diém

nao, va vi sao gia tri dao dirc 12 cfi ré ciia ngwoi lanh dao

Question 4. Explain how leading in public and nonprofit organizations differs from business,

and why ethical values are the root of a leader's role

* Thudc do thanh cong 1a gia tri cong va st ménh, khong phai lgi nhuan; vi du s6 hoc

sinh duoc hd trg dung ddi tugng
Success is measured by public value and mission rather than profit; for example, the number
of students supported who truly qualify

« C6 nhiéu bén lién quan véi yéu cau khac nhau (ngudi dan, nha tai tro, co quan quan
1y) va rang budc phap ly, quy trinh chat hon
There are many stakeholders with different demands (citizens, donors, regulators) and
tighter legal and procedural limits

« Nguoi lanh dao ndm quyén anh huéng 1én nguoi khac, nén cach dung quyén ay gan
truc tiép vi trung thuc, cong bang, trach nhiém
A leader holds influence over others, so how that influence is used ties directly to honesty,
fairness and responsibility

* Vi dy: gidu 16i dé dat thuong lam mat niém tin, con cong khai 16i du thiét ngan han giit
duoc ngudi theo minh lau dai
Example: hiding a defect to win a bonus destroys trust, while disclosing it despite a short-
term loss keeps followers over the long run
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1.11. Cau héi tric nghiém — 1.11. Multiple-choice questions

1. Pinh nghia ndo mé ta dung nhat khai niém lanh dao?
Which definition describes leadership best?

A. Viéc soan ké hoach va giam sat nhan vién lam dung quy trinh / Drafiing plans
and supervising staff to follow procedure

B. Chirc vu chinh thirc cho phép mot nguoi ra 1énh cho cip dudi / A formal position
that lets a person give orders to subordinates

C. Qu4 trinh mot nguoi gy anh hudng dé ca nhom ciing hudng t6i myc tiéu chung

A process in which one person influences a group to work toward a shared goal

D. Tap hop nhiing tinh cach bam sinh chi c6 & mét s6 it nguoi / A set of inborn traits

found in only a few people

2. Cudi thang, truong phong dbi chiéu doanh sé thyc té 92 triéu dong véi chi tiéu 100
triéu déng, tim nguyén nhan hyt va diéu chinh cach 1am. Viéc nay thudc chirc ning
nao?

At month end a department head compares actual sales of 92 million dong with the 100
million target, looks for the cause of the shortfall and adjusts the method. Which function is
this?
A. Kiém tra, vi dang so két qua thuc té v&i muc tiéu va sira 1éch Controlling,
because actual results are being compared with the goal and corrected
B. Chi dao, vi truong phong 1a nguoi dan dat / Directing, because the head guides the
team
C. Hoach dinh, vi ¢6 nhic dén chi tiéu Planning, because a target is mentioned
D. T6 chirc, vi ¢6 diéu chinh cach lam / Organizing, because the method is adjusted

3. Giam dbc v& tim nhin "trd thanh don vi dugc khach hang gi6i thiéu nhiéu nhat" va
thuyét phuc ddi theo; trg 1y cua 6ng lo lich hop, ngan sach va ndi quy. Nhan dinh nao
diang?

A director sketches a vision of "becoming the unit customers recommend most" and
persuades the team to follow, his assistant handles meeting schedules, budgets and house
rules. Which statement is correct?

A. Ca hai dang 1anh dao vi cling lam trong mot to chitcc / Both are leading because
they work in the same organization

B. Giam dbc dang quan 1y, tro 1y dang 1anh dao / The director is managing, the
assistant is leading

C. Ca hai dang quan 1y vi déu lam viéc theo ké hoach / Both are managing because
both work to a plan

D. Giam ddc dang lanh dao, trg 1y dang giit trat tu van hanh / The director is leading,
the assistant is keeping operations orderly
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4. Nhan dién thoai bao kho hang bi chay, giam déc 1ap tac diéu xe, doi lich giao va trin
an khach. Vai tro nao cia Mintzberg noi bat nhat?
Told by phone that the warehouse is on fire, a director at once reroutes trucks, changes
delivery dates and reassures clients. Which Mintzberg role stands out most?
A. Nguoi xtr Iy x40 tron, vi 6ng phan ting voi su ¢b bat ngd / Disturbance handler,
because he reacts to an unexpected crisis
B. Nguoi phan bd ngudn luc, vi éng didu xe / Resource allocator, because he moves
the trucks
C. Nguoi lién lac, vi 6ng goi nhiéu bén / Liaison, because he calls many parties
D. Nguoi dai dién, vi Ong thay mat cong ty néi chuyén voi khach / Figurehead,
because he speaks for the company to clients

5. Phat biéu nao vé k¥ ning theo cp quan Iy 1a dung?
Which statement about skills by management level is correct?

A. K§¥ ning nhan su chi can & cap trung vi cip trung dimg giira hai dau / Human
skill is needed only at the middle level because middle managers sit between two ends

B. K§ ning nhan sy can ¢ moi cap, k¥ thuat ning vé cap co so, tu duy nang vé cip
cao / Human skill is needed at every level, technical skill weighs more at the first-line
level and conceptual skill weighs more at the top

C. Cap co so can nhiéu k¥ ning tu duy nhat vi 1am viéc sat thuc té / First-line
managers need conceptual skill most because they work close to the ground

D. K§ nang k¥ thuat can nhiéu hon khi 1én cap cao vi cip cao phai nam chi tiét moi
nghi€p vu / Technical skill matters more at higher levels because top managers must
know every task in detail

6. Mot nghién ciru hoi vi sao cling mot quan 1y ma nhém thg lanh nghé can dugc giao
viéc rong, con nhom méi vao viée can hudng dan timg bude. Pay 1a cach tiép can
nao?

A study asks why, under the same manager, an experienced crew needs broad delegation
while a newly hired crew needs step-by-step guidance. Which approach is this?
A. Tiép can dic diém, vi xét nét tinh cach cta quan Iy / Trait approach, because it
examines the manager's personality
B. Tiép can hanh vi, vi xét viéc quan 1y 1am / Behavior approach, because it examines
what the manager does
C. Tiép can tinh hubng, vi cach lanh dao hiéu quéa d6i theo dic diém nhom va hoan
canh / Situational approach, because effective leadership changes with the group and
setting
D. Tiép can quan hé, vi xét sy gin b6 ting cap / Relational approach, because it
examines each pairing's bond
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7. Biém khac ding nhat cta lanh dao & t6 chic cong va phi loi nhuan so véi doanh
nghiép la gi?
What is the most accurate difference between leading in public or nonprofit organizations
and in business?
A. Nguoi lanh dao it chiu rang budc phap luat vi khong vi lgi nhuan / Leaders face
fewer legal limits because they are not driven by profit
B. Khong c6 bén lién quan nao ngoai cap trén truc tiép / There are no stakeholders
beyond the direct superior

C. Muyc tiéu duy nhat van 1 t6i da hoa doanh thu / The only goal is still to maximize
revenue

D. Thanh cong do bang gi tri cong va sir ménh, va phai can ddi nhiéu bén lién quan
cung rang budc phap ly chat / Success is measured by public value and mission, and
leaders must balance many stakeholders under tighter legal limits

8. Giam dbc biét mot 16 hang c6 16i nhod vé an toan; néu stra im ling va ban kip thi ca doi
dugc thudng quy. Hanh dong nao phi hop nhit véi coi ré dao dirc ciia ngudi lanh
dao?

A director knows a batch has a minor safety defect; if it is quietly fixed and sold on time, the
whole team earns a quarterly bonus. Which action best fits a leader's ethical root?
A. Im lang sira va ban dé bao vé quyén loi ca ddi / Fix it quietly and sell to protect the
team's interest
B. Cong khai 151, thu hdi 16 hang du ca doi méat thuéng / Disclose the defect and
recall the batch even though the team loses the bonus
C. Giao nhén vién ty quyét dé tranh chiu trach nhiém / Leave the staff to decide so as
to avoid responsibility
D. Chi bao cio cho cip trén va dé cap trén quyét dinh c6 ban khong / Report only to
the superior and let the superior decide whether to sell
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Chuong 2. Thuyét dic diém, k§ niing va phong cach linh dao -
Chapter 2. Trait, Skills and Style Theories of Leadership

Muc tiéu chwong — Chapter objectives

« Liét ké va phan biét dugc cac pham chét, nam yéu t tinh cach 10n va ba nhom ky
nang thuong gan véi nguoi lanh dao hiéu qua
List and tell apart the traits, the five major personality factors and the three skill groups
usually linked to effective leaders

« Xéc dinh dugc vi tri ciia mot ngudi quan 1y trén ludi quan 1y tir diém quan tim cong
vi€c va quan tam con ngudi, ro6i néu hudng di€u chinh
Place a manager on the managerial grid from task and people scores, then suggest how to
adjust

* Chon dugc phong cach doc doan, dan chu hay ty do cho ting tinh huéng va chan doan
phong cach ctia mot trudng phong tir dit kién cy thé
Choose an authoritarian, democratic or laissez-faire style for a situation and diagnose a
department head's style from concrete facts

2.1. Thuyét dic diém: nhirng pham chat hay gip ¢ ngwoi linh dao hiéu qua -

2.1. Trait theory: qualities common among effective leaders

Hay nghi t&i viéc chon mdt nguoi lam trudng nhém trong 16p. Ban thuong nhin vao ai 6
no6i nang ty tin, hoc nhanh, dang tin. Thuyét dic diém (trait theory) xuat phat tir cach nghi
nay: n6 di tim nhitng pham chat c4 nhan kha bén, nhu tinh cach va nang lyc, thudng gip
¢ nguoi lanh dao hi¢u qua. Muc dich la m6 ta "nguoi nhu thé nao hay tré thanh va lam
tdt vai tro 1anh dao".

Picture choosing a team leader in your class. You tend to look at someone who speaks with
confidence, learns fast and can be trusted. Trait theory starts from this idea: it looks for fairly
stable personal qualities, such as personality and abilities, that appear often in effective leaders.
Its aim is to describe what kind of person tends to become a leader and to do the job well.

Nam dac diém hay dwgc néu — Five commonly cited traits

* Tri tu¢: kha nang ndm vén dé nhanh, suy luan va dién dat 5. Ngudi co tri tué cao dé
nhin ra nguyén nhan va chon hudéng di hop 1y.
Intelligence: grasping problems quickly, reasoning and explaining clearly. A person with
strong intelligence spots causes more easily and picks sensible directions.

« Ty tin: tin rang minh c6 thé tac dong dén két qua. Nho vay ngudi d6 dam nhan viée
kho va dam néi ra y kién.
Self-confidence: believing you can influence outcomes. Such a person takes on hard tasks
and speaks up.

« Quyét tam: chu dong, bén bi, khong bo cudc khi gip trd ngai. Pay 1a strc bén dé theo
viéc dén cung.
Determination: taking initiative and persisting when obstacles appear. It is the stamina to see
a task through.
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¢ Chinh tryc: trung thuc, 161 n6i di doi véi viée lam. Nguoi khac chi giao viéc quan
trong cho nguoi ho tin.
Integrity: being honest and keeping words and actions aligned. People hand important work
only to those they trust.

« Hoa d6ng: biét giao tiép, nhay voi cam xtc ngudi khac, dé tao quan hé tot.
Sociability: communicating well, sensing others' feelings and building good relationships
easily.

Pugce chon lam lanh dao va lam tot viéc: hai chuyén khac nhau - Being chosen as
leader versus doing the job well

C6 dic diém giup mot nguoi ndi 1én va duoc chon: ndi nang thuyét phuc, vé tu tin, hoa
ddng, d& gay 4n tuwong ban dau. Co dic diém giup ho lam t6t sau khi nhan chire: chinh
tryc, quyét tam, tri tué dé giai quyét vin dé. Hai nhém nay chong 1én nhau mot phan
nhung khong tring khop. Nguoi duge chon nho an tugng chua chic dan dat nhom dat két
qua tot.

Some traits help a person stand out and get picked: persuasive speech, a confident look,
sociability, a strong first impression. Other traits help them perform once in the role: integrity,
determination, and the intelligence to solve problems. The two groups overlap but are not the
same. Someone chosen for a good impression may not lead the group to good resullts.

Vi DU/ EXAMPLE — Nhom can chon mét truong nhém cho du 4n 3 thang. An néi chuyén
cubn hit, hay phat biéu, duoc nhiéu ngudi quy nén nhanh chong dugc dé cir. Binh it ndi,
nhung phan tich sb lidu chic, htra gi 1am ndy, va timg giit tién do trong hai du 4n truée du bi
truc trac. Néu chi xét "ai d& duoc chon", An dan dau vi ty tin va hoa déng ndi bat. Néu xét "ai
dé lam tdt viéc", Binh c6 loi thé & tri tué, quyét tdm va chinh tryc, nhiing th thé hién qua
bang ching lam viéc. Cach chon hop 1y 1a hoi thém: An timg giao viéc va giit cam két ra sao,
Binh c6 chiu dung ra diéu phéi duoc khong. Két luan: An c6 loi thé duoc chon, Binh ¢6 loi
thé 1am tdt, va quyét dinh nén dya vao ca hai.

The group must pick a leader for a three-month project. An talks in a captivating way, speaks up often
and is well liked, so he is quickly nominated. Binh says little, but analyzes data well, does what he
promises, and kept two earlier projects on schedule despite setbacks. If you ask "who is likely to be
chosen", An leads because his confidence and sociability stand out. If you ask "who is likely to do
well", Binh has the edge in intelligence, determination and integrity, which show up in his track
record. A sound approach is to ask more: how has An handled commitments, and is Binh willing to
step up and coordinate. Conclusion: An has the edge in being chosen, Binh in doing well, and the
decision should weigh both.

Cach dung khi phan tich mot ngwdi — How fo use it when assessing a person

1. Chon vai ddc diém lién quan dén vai tro can 1am, vi du tri tué va chinh truc cho vi tri
quan ly ngan sach.
Pick a few traits that match the role, such as intelligence and integrity for a budget-
managing position.

2. Tim bang chtng hanh vi cho ting dic diém: viéc ngudi d6 ting lam, khong phai 10
tu nhan.
Look for behavioral evidence for each trait: what the person has done, not what they claim.
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3. Ghi riéng hai cot: dic diém giup dugc chon va dic diém gitp lam tdt.
List two columns: traits that help being chosen and traits that help performing well.

4. So sanh cac ng vién theo cé hai cot rdi két luan.
Compare candidates on both columns and then conclude.

LOI HAY GAP / COMMON MISTAKE — Coi dic diém 1a bam sinh, c6 dinh, nén cho riang
ai thiéu chiing thi khong thé lanh dao. Dic diém chi cho biét xu huéng, khong bao dam két
qua. Mot 15 nira 12 chon nguoi chi vi ho ndi bat khi noi, r6i bo qua béng chung lam vigc.
Treating traits as innate and fixed, so anyone lacking them cannot lead. Traits show tendencies, not
guarantees. Another error is picking someone just because they stand out when speaking while
ignoring evidence of work.

PHAI THUQC / MEMORISE — Nim dic diém: tri tug, ty tin, quyét tam, chinh tryc, hoa
ddng. Pic diém gitip dugc chon khac dic diém giup 1am tdt, va hai nhom chi chong 1én nhau
mot phan.

Five traits: intelligence, self-confidence, determination, integrity, sociability. Traits that help being
chosen differ from those that help performing well, and the two groups only partly overlap.

2.2. Niam yéu to tinh cach 16m va tri tu¢ cam xiic trong linh dao — 2.2. The Big

Five personality factors and emotional intelligence in leadership

Tinh cach 1a cach ban thudng nghi, cim va hanh x{r qua nhiéu hoan canh. C6 ngudi budce
vao phong hop 1a bat chuyén ngay, c6 ngudi ngdi quan sat trudc. Cac nha tam 1y gom
tinh cach thanh nam yéu té 16n. Mdi yéu t 1a mot thang lién tuc tir thip dén cao, khong
phai mdt cai nhan dan Ién ngudi.
Personality is the way you usually think, feel and act across many situations. Some people start
chatting the moment they enter a meeting room, others watch first. Psychologists group

personality into five big factors. Each factor is a continuous scale from low to high, not a label
stuck on a person.

Nam yéu t6 tinh cach 16m — The five personality factors

« Hudng ngoai: thich giao tiép, néi nhiéu, ning nd, dé dan dat cudc tro chuyén. Piém
thap 1a nguoi tram, thich lam viéc yén tinh.
Extraversion: sociable, talkative, energetic, quick to take the lead in a conversation. A low
score means a quiet person who prefers calm work.

« Tan tdm: co6 ké hoach, ky luat, dung hen, lam dén noi dén chén.
Conscientiousness: organized, disciplined, punctual, finishes what they start.

* Céi m& voi trai nghiém: to mo, thich ¥ tuéng méi, sin sang thir cach lam khac.
Openness to experience: curious, fond of new ideas, willing to try a different way.

« D& chiu: tin ngudi, hop tac, nhudng nhin. Diém thap 1 nguoi thang, hay tranh luan,
canh tranh.

Agreeableness: trusting, cooperative, accommodating. A low score means a blunt,
argumentative, competitive person.
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« Bat 6n cam xtic: dé lo lang, c4u, nan khi gap 4p luc. Diém thap nghia 1a diém tinh,
viing vang.
Neuroticism (emotional instability): prone to worry, irritation and discouragement under
pressure. A low score means calm and steady.
Trong nam yéu td, huéng ngoai lién quan manh nhét toi viéc mot ngudi ndi 1én lam lanh
dao. Ly do dé hiéu: ngudi hay 1én tiéng, dé& xuat va lam quen thi dugc nhom dé y va goi
1a "nguoi din dau" trude. Tan tAm, coi md va diém tinh (bat 6n cam xtc thip) ciing di
cung lanh dao hiéu qua. Dé chiu c6 lién hé yéu nhat.
Of the five, extraversion is the factor most strongly linked to emerging as a leader. The reason is
simple: people who speak up, propose ideas and meet others get noticed and are called "the
leader" first. Conscientiousness, openness and calm (low neuroticism) also go with effective
leadership. Agreeableness has the weakest link.

Tri tu€ cam xdc — Emotional intelligence

Tri tu¢ cam xuc la kha nang nhan ra va di€u chinh cam xuc, cia minh va cua nguoi khéac.
Vi du: s€p bi phé binh gitra cudc hop, thay minh ndéng mat, hit thd r6i trd 101 binh tinh,
sau do d¢ y dong nghi¢p dang cang thang va hoi tham. Po6 1a bon nang luc chay cung
nhau.

Emotional intelligence is the ability to recognize and manage emotions, your own and other
people's. For example, a manager is criticized in a meeting, notices her face heating up,
breathes and answers calmly, then sees a colleague is tense and checks in. Four abilities are
working together there.

« Ty nhan biét: goi dung tén cam xtc ciia minh ("minh dang buc") va biét nd anh hudng
quyét dinh ra sao.
Self-awareness: naming your own feeling ("I'm annoyed") and knowing how it shapes your
decisions.

« Ty diéu chinh: giit binh tinh, kiém ché phan ung boc dong, giir 101 hira du dang kho
chiu.
Self-management: staying calm, holding back impulsive reactions, keeping promises even
when upset.

« Nhén biét nguoi khac: doc nét mat, giong noi, hiéu diéu nguoi ta dang cam théy ma
chua néi ra.
Social awareness: reading faces and tone, understanding what others feel but haven't said.

« Piéu chinh quan hé: dung hiéu biét d6 dé dong vién, hoa giai, gdy anh hudng tich cuyc.
Relationship management: using that understanding to motivate, mediate and influence
positively.

Bai tap: doc két qua tw danh gia — Practice: reading a self-assessment result
Ban lam bang tu danh gia, mdi yéu t6 chdm tir 1 dén 5, trung binh 3 1a mirc giita. Két qua

cia chi Lan, trudng phong méi: hudng ngoai 4,2; tan tdm 4,5; c6i mo 3,4; dé chiu 2,6;
bat 6n cam xuc 3.8.
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You complete a self-assessment scoring each factor from 1 to 5, where 3 is the midpoint. Lan, a
new department head, gets: extraversion 4.2; conscientiousness 4.5; openness 3.4,
agreeableness 2.6, neuroticism 3.8.

1. So timg diém vé&i murc giita 3: trén 3,5 14 cao, dudi 2,5 1a thap, con lai 13 trung binh.
Compare each score with the midpoint of 3: above 3.5 is high, below 2.5 is low, the rest is
average.

2. Vi bat 6n cam xuc, dao cach doc: di€m cao la diém yéu, vi nghia la dé cang thang.
Reverse the reading for neuroticism: a high score is a weak point, because it means easily
stressed.

3. Béi chiéu véi lanh dao: yéu t6 nao hd trg, yéu td ndo can dé y.
Match against leadership: which factors help, and which need attention.

Vi DU / EXAMPLE — Lan c6 hudéng ngoai cao (4,2) va tan tam cao (4,5): hai diém manh, d&
duoc nhéom xem la nguodi dan dit va 1am viéc c6 ky luat. Co1 mo 3,4 1a trung binh. Dé chiu
2,6 1a thap vira phai: chi thang thin nhung c6 thé 1am cip dudi e ngai. Bt 6n cam xic 3,8 1a
cao: dudi ap luc chi dé cang, nén rén tu diéu chinh.

Lan's high extraversion (4.2) and conscientiousness (4.5) are two strengths: the team will likely see
her as a leader and she works with discipline. Openness at 3.4 is average. Agreeableness at 2.6 is
moderately low: she is direct but may intimidate staff. Neuroticism at 3.8 is high: she gets tense under
pressure, so she should train self-management.

LOI HAY GAP / COMMON MISTAKE — DPoc diém bét 6n cam xuic cao nhu diém tbt; coi
bang 1a két ludn ¢ dinh vé con nguoi; quén rang day 13 tu chdm nén c6 thé 1éch.

Reading a high neuroticism score as a good thing; treating the table as a fixed verdict on a person;
forgetting that self-scoring can be biased.

2.3. M6 hinh k§ ning linh dao: giai quyét van dé, phan doan xa hdi, kién thirc
— 2.3. The skills model: problem solving, social judgment and knowledge

Mo hinh k¥ nang nhin lanh dao nhu mdt tap nang luc ma ngudi ta rén dugc, khong phai
moén qua troi cho. Hinh dung mot doi trudng ciru ho: nguoi d6 giéi vi da tap nhidu tinh
hudng, hiéu rd thiét bi va biét doc nguoi trong doi, cha khong phai vi sinh ra di "co
chat". M6 hinh héi: can biét va lam duoc gi dé xu 1y tbt mot viéc kho?

The skills model treats leadership as a set of abilities you can build, not a gift you are born with.
Picture a rescue team captain: that person is good because of many practice drills, solid

knowledge of the equipment and a feel for the team, not because of some inborn spark. The
model asks: what must you know and be able to do to handle a hard job well?

Mo hinh ¢ ba ning lyc cbt 18i. Giai quyét van dé 1a kha niang nhan ra vin dé, hiéu
nguyén nhén, nghi ra cach xir Iy va duy doan hau qua. Phan doan xa hoi 1a kha nang hiéu
nguoi khac, biét ho mudn gi, lo gi va 1am cho ho chiu cing hanh dong. Kién thiic 12 vén
hiéu biét vé cong viéc va to chire, da duoc sap xép thanh khung dé dung duoc.

The model has three core competencies. Problem solving is the ability to spot a problem,
understand its causes, devise a fix and foresee the consequences. Social judgment is the ability to
understand other people, know what they want and worry about, and get them to act together.
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Knowledge is the store of understanding about the work and the organization, arranged into a
framework you can actually use.

Ba niang lyc nay chiu d4nh hudng cua cac yéu td dau vao. Pic diém ca nhan gdom tri thong
minh, tinh cach, dong lyc va sy to mod: ching la nén, lam viéc hoc nhanh hay cham. Kinh
nghiém nghé nghiép 1a nhitng viéc ban da trai qua: mdi lan xir Iy mot khing hoang, ban
c6 thém mau dé so sanh. Moi truong gdm quy dinh, vin hoa, ngudn lyc va tinh chat
nganh, va no vira giéi han vira mé co hoi dé dung ning lyc.

These three competencies are shaped by input factors. Individual attributes include intelligence,
personality, motivation and curiosity: they form the base and decide how fast you learn. Career
experience is what you have lived through: each crisis you handle adds another case to compare

against. The environment covers rules, culture, resources and the nature of the industry, and it
both limits and opens room to use your abilities.

Piém khac biét chinh voi thuyét dic diém: thuyét dic diém hoi "ngudi 1anh dao 13 nguoi
thé nao", con mo hinh ky nang hoi "nguoi 1anh dao lam duoc gi va hoc duoc gi". Vi vay
md hinh nay lac quan hon: ai ciing c6 thé cai thién béng hoc, thuc hanh va phan tu, du
xut phat diém khac nhau.

The key difference from trait theory: trait theory asks "what kind of person is a leader", while the
skills model asks "what can a leader do and learn". That makes it more hopeful: anyone can
improve through study, practice and reflection, even from different starting points.

Cach dung m6 hinh dé chan dodan mot nguwdi — How to use the model to diagnose a person

1. Néu tinh hudng khé ma ngudi dé phai xir 1y, viét thanh mot hai cau.
Describe the hard situation the person has to handle in one or two sentences.

2. Cham ting ning lyc theo ba muc: yéu, vira, manh. Hoi: ¢6 tim ra nguyén nhan goc
khong (giai quyét van dé), c6 hiéu va kéo dugce nguoi khac khong (phan doan xa hoi),
c6 du hiéu biét vé viéc va t6 chirc khong (kién thirc).

Rate each competency as weak, fair or strong. Ask: does the person find the root cause

(problem solving), understand and bring others along (social judgment), and know enough
about the work and the organization (knowledge)?

3. Xem yéu t6 dau vao da gop gi vao diém yéu: thiéu kinh nghiém loai viéc nay, hay moi
truong khong cho ngudi dé quyén quyét dinh.
Check what the inputs contributed to the weak spot: lack of experience with this kind of task,
or an environment that gives the person no decision rights.

4. B¢ xuat cach bu: hoc thém, nhd ngudi kém, giao viéc tuong tu & quy mo nho.
Propose a remedy: more study, a mentor, or a similar assignment at small scale.

Vi DU / EXAMPLE — Chi Ha 1a quan ly dy 4n xay mdt toa nha truong hoc, dang cham 3
tuan so voi ké hoach 20 tuan. Giai quyét van dé: chi ra nhat ky cong trudong va thdy cham do
d6i c6t thép giao tré hai lan vi thiéu thép. Chi tinh hai phuong 4n: mua thép tir nha cung cap
khéc, dat thém 2%, nhung bu dugc khoang 2 tuan; hodc chd hang ci, ré hon nhung cham
thém. Phan dodn xa hoi: chi gdp riéng doi trudng thi cong va théy anh lo bi d6 13i, nén chi no6i
16 muc dich 1 g& nut that, chi khong tim nguoi sai. Chi ciing hiéu chil dau tu ngai phat sinh
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chi phi, nén chuan bi s liéu trude khi xin duyét. Kién thirc: nho hiéu hop dong, chi biét dicu
khoan cho phép d6i nha cung cap khi giao tré, va biét c6 thé 1am song song phan trat tudng
v6i lap thép tang trén. Két qua: d6i nha cung cip, lam song song, chdt hoan thanh tré chi 1
tuan thay vi 3 tudn. Pau vao: chi timg xtr 1y hai du 4n chdm trudc d6 (kinh nghiém), va cong
ty cho chi quyén duyét chi t6i mirc nhat dinh (méi truong).

Ms Ha is the project manager for a school building, running 3 weeks behind a 20-week plan. Problem
solving: she reviews the site log and finds the delay came from the rebar crew receiving steel late
twice. She weighs two options: buy from another supplier, 2% more expensive but recovering about 2
weeks, or wait for the original order, cheaper but slower. Social judgment.: she meets the site foreman
privately and senses he fears being blamed, so she states the aim is to clear the bottleneck, not find a
culprit. She also knows the client dislikes extra costs, so she prepares figures before asking for
approval. Knowledge: because she knows the contract, she sees it allows a supplier change after late
delivery, and she knows plastering can run in parallel with upper-floor steel fixing. Result: she
switches suppliers, runs tasks in parallel, and finishes just I week late instead of 3. Inputs: she
handled two late projects before (experience), and her company lets her approve spending up to a set
limit (environment).

LOI HAY GAP / COMMON MISTAKE — Hay nham mé hinh kj ning véi thuyét dac diém
vi ca hai nhac dén tri théng minh va tinh cach. Trong mé hinh k¥ ning, ddc diém chi 1a dau
vao, con két qué lanh dao dén tir ba nang lyc. Mot 151 nita 13 chi nhén kién thire chuyén moén
ma bo phan doan xa hoi: ngudi gioi ky thuat van that bai néu khong kéo duge doi.

People often confuse the skills model with trait theory because both mention intelligence and
personality. In the skills model, traits are only inputs, and leadership results come from the three
competencies. Another slip is stressing technical knowledge while ignoring social judgment: a
technically strong person still fails if the team cannot be brought along.

PHAI THUQC / MEMORISE — Ba ning luc c6t 15i: giai quyét vin dé, phan doan xa hoi,
kién thirc. Ba du vao: dic diém ca nhan, kinh nghiém nghé nghiép, méi truong. K§ ning hoc
dugc, khéc véi ddc diem bam sinh.

Three core competencies: problem solving, social judgment, knowledge. Three inputs: individual
attributes, career experience, environment. Skills can be learned, unlike inborn traits.

2.4. Hai nhom hanh vi lanh dao: quan tam cong viéc va quan tam con nguwoi —

2.4. Two families of leader behavior: task focus and people focus

Thuyét dic diém hoi "ngudi lanh dao 1a ai". Cac nghién ctru vé& hanh vi d6i cAu hoi thanh
"ngudi 1anh dao gioi 1am gi mdi ngay". Hanh vi thi quan sat duge va hoc duge, con tinh
cach thi kho doi. Hai nhom nghién curu ndi tiéng nhét dén tir Pai hoc bang Ohio va bai
hoc Michigan (My).

Trait theory asks who a leader is. Behavior research asks what good leaders do every day.
Behavior can be observed and learned, while personality is hard to change. The two best-known
research groups came from Ohio State University and the University of Michigan in the United
States.
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Két qua & Ohio State — The Ohio State findings

Nhém Ohio State cho nhiéu nguoi dang lam viéc dudi quyén cac nha lanh dao tra 1o
bang hoi vé nhimg viéc cip trén hay lam. Tur hang loat cu tra 10i, ho rat ra hai nhém
hanh vi.

The Ohio State team had many people describe, through questionnaires, what their leaders
typically did. From the pile of answers, two clusters of behavior stood out.

« Khéi xudng cau tric (initiating structure): hanh vi huéng vao cong viéc. Nguoi lanh
dao giao nhi¢m vu 19, dat thoi han, phan vai, dat chuan két qua va kiém tra viée c6 dat
chuan khong.

Initiating structure: behavior aimed at the task. The leader assigns clear duties, sets
deadlines, defines roles, sets performance standards and checks that they are met.

* Quan tam (consideration): hanh vi hudng vao con ngudi. Nguoi lanh dao than thién,
biét ling nghe, ton trong y kién, quan tdm dén hoan canh va bao vé quyén loi ciia
nhan vién.

Consideration: behavior aimed at people. The leader is approachable, listens, respects
opinions, cares about people's circumstances and stands up for their interests.

Két qua & Michigan — The Michigan findings

Nhém Michigan so sanh cac nhom 1am viéc ning sudt cao v6i nhom nang suét thap. Ho
théy hai kiéu: lanh dao huéng vao san Xuét (nhén manh tién do, quy trinh, chi tiéu) va
lanh dao hudng vao nhan vién (chl ¥ quan hé, nhu cau, sy phat trién cia timg ngudi). Hai
kiéu nay tuong Ung gan sat v6i khoi xudng cdu tric va quan tim. Ban ddu nhém
Michigan xem chung nhu hai dau ctia mot soi ddy: nghiéng vé bén nay thi bét bén kia.
The Michigan team compared high-output work groups with low-output ones. They found two
orientations: production-oriented leaders (stressing schedules, procedures, targets) and
employee-oriented leaders (attending to relationships, needs and each person's growth). These

match initiating structure and consideration closely. At first, the Michigan researchers treated
them as two ends of one rope: lean toward one and you lose some of the other.

Hai nhém hanh vi djc 14p nhau — The two families are independent

Két qua ctia Ohio State cho thay cch nhin "mot soi day" 14 sai. DPiém cao vé céu tric
khong kéo diém quan tim xudng. Hai diém so chay riéng, nén mot ngudi cé thé cao ca
hai, thép ca hai, hoac cao mot thép mot. Hay hinh dung mdt bac si truong khoa: vira dat
quy trinh tryc chat ché, vira nhé ai dang mét dé ddi lich. Hai viéc do khong loai trir nhau.
The Ohio State results showed that the single-rope view is wrong. A high score on structure does
not pull the consideration score down. The two scores move separately, so a person can be high
on both, low on both, or high on one and low on the other. Picture a head of a hospital

department who sets a strict duty protocol and also remembers who is exhausted and swaps the
schedule. The two acts do not cancel each other.
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Cach phan loai mot hanh vi — How to classify a behavior

1. Doc hanh vi va ty hoi: nguoi nay dang lo cho viéc hay lo cho nguoi.
Read the behavior and ask: is the leader working on the job or on the person?

2. Néu hanh vi n6i vé& nhiém vy, han chét, chuan, phan cong, kiém tra thi xép vao khaoi
xudng ciu truc.
If'it is about tasks, deadlines, standards, assignments or checking, label it initiating
Structure.

3. Néu hanh vi néi v€ cam xuc, y kién, hoan canh riéng, sy ton trong thi x€p vao quan
tam.
If it is about feelings, opinions, personal circumstances or respect, label it consideration.

4. Pém s hanh vi mdi nhom dé wéc lugng ngudi d6 cao hay thap ¢ timg truc.
Count the behaviors in each group to estimate whether the person is high or low on each
axis.

VI DU/ EXAMPLE — Bai tap: phan loai hanh vi ctia truéng ca. Sau viéc 1am trong mot ca &
xuong dong goi: (a) phat bang phan cong ghi 16 ai dimg may nao dén may gio; (b) yéu cau
ghi nhiét d6 16 vao s6 mdi 30 phut; (c) dang canh céng nhan mai dang run, gidi thich ting
thao tac (d) hoi tham ch1 Lan c6 con dm va cho dbi ca; () hop 5 phut cubi ca, hoi moi nguoi
cach xép viéc ngay mai rdi ghi lai; (f) so ty 16 hang 18i v6i muc chudn 2%, bt 1am lai 16 vuot
mirc. Pap an: (a), (b), (f) 1a khéi xudng céu tric vi xoay quanh phan cong, quy trinh va
chuan. (c), (d), (e) 1a quan tdm vi xoay quanh cam xuc, hoan canh va ¥ kién cua ngudi lam.
MObi nhém c6 3 hanh vi, nén trudng ca ndy cao & ca hai truc.

Exercise: classify a shift leader's behavior. Six actions during one shift at a packing plant. (a) hands
out a schedule showing who runs which machine until what time; (b) requires oven temperature to be
logged every 30 minutes; (c) stands beside a nervous new worker and explains each step; (d) asks
about Lan, whose child is ill, and lets her swap shifts, (e) holds a 5-minute meeting at shift end, asks
how to arrange tomorrow's work and writes it down; (f) compares the defect rate with the 2%
standard and orders a rerun of any batch above it. Answer: (a), (b), (f) are initiating structure, since
they concern assignment, procedure and standards. (c), (d), (e) are consideration, since they concern
feelings, circumstances and opinions. Each group has 3 behaviors, so this shift leader is high on both
axes.

LOI HAY GAP / COMMON MISTAKE — Hay sai: coi nghiém khic 1 thiéu quan tam,
hodc coi than thién 14 thiéu cau trac. Nghiém vé chuén 13 cdu trac, 4m ap véi ngudi 1a quan
tam, hai thtr do khac nhau. Mot 16i nita: xép viéc hop hanh vao "quan tAm" chi vi c6 nhiéu
ngudi. Hay xem ndi dung cudc hop 13 giao viéc hay ling nghe.

Common mistakes: treating strictness as a lack of consideration, or friendliness as a lack of structure.
Strictness about standards is structure, warmth toward people is consideration, and they are
measured separately. Another error is filing a meeting under consideration just because many people
attend. Check whether the content is assigning work or listening.

GHI CHU / NOTE - Ohio State: hai truc doc 1ap, co thé cao cé hai. Michigan: huéng san
xuét va huéng nhan vién, ban dau coi nhu hai diu mét soi day.

Ohio State: two independent axes, so a leader can be high on both. Michigan: production orientation
and employee orientation, first treated as two ends of one rope.
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2.5. Lwéi quan 1y: doc vi tri trén lwéi va chian doan phong cach — 2.5. The
managerial grid: reading positions and diagnosing style

Lu6i quan 1y 1a mot tim ban d6 hai chiéu dé mé ta cach mot ngudi quan 1y can dbi giira
viéc lo cho két qua cong viéc va viéc lo cho con ngudi. Hai truc déu cham tir 1 dén 9. S
cang cao thi mtc quan tdm cang 16n. Coéng cu ndy cho ban mot ngdn ngir chung dé nodi
"ngudi nay nghiéng vé dau" thay vi chi nhan xét cam tinh.

The managerial grid is a two-dimensional map of how a manager balances concern for results

with concern for people. Both axes are scored from I to 9, and a higher number means more
concern. It gives you a shared vocabulary for saying where a person leans, instead of relying on

gut feeling.

Hai truc va nam vi tri dién hinh — Two axes and five typical positions

Tryuc ngang 1a quan tdm san xuat: muc chu y toi chi tiéu, tién dg, chat luong, hi€u suat.
Truc doc 1a quan tdm con ngudi: mic chu y tdi su tin cdy, mdi trudong lam viée, nhu cau
va sy phat trién ctua cap duoi. Hay hinh dung mdt trudng ca vira dudi san lugng vira nhd
hoi tham cong nhan c6 kiét strc khong: 6ng ay dang can hai truc.

The horizontal axis is concern for production: attention to targets, deadlines, quality and
efficiency. The vertical axis is concern for people: attention to trust, working conditions, needs

and growth of staff. Picture a shift supervisor who chases output but also checks whether
workers are exhausted: he is weighing both axes.

Ghi vi tri theo dang (san Xuét, con nguoi). Nam vi tri hay dung nhat 1a:
Write a position as (production, people). The five most-used positions are:

Toa do . . .
Coordin Cach hanh x&r

Position Typical behavior
ates

Vi tri

Budng long (ngheo IO Y S , , \ A .

. g long (ng Lam t0i thiéu dé khéi bi trach, tranh dinh vao viéc ctia nhom.
nan) (L,1) - , e e

) Does the minimum to avoid blame and stays out of the team's business.

Impoverished
Quyén hanh — tuan Dit chi tiéu cao, kiém soat chit, it dé ¥ cam xtic ngudi lam.
tha 9,1) Sets high targets, controls tightly, pays little attention to how people
Authority-compliance Seel.

Giit khong khi dé chiu, ngai doi héi, két qua ding sau su hoa

Cau lac bo (1.9) thuén.

Country club ’ Keeps the mood pleasant, avoids demands, and lets results come
second to harmony.

Trung dung (5.5) Chap nhén két qua vira phai va tinh than vira phai dé giit yén on.

Middle-of-the-road Accepts moderate results and moderate morale to keep things steady.
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Toa d¢

Vi tri Coordin Cach hanh xw

Position Typical behavior
ates

Dua nhém cung cam két muyc tiéu chung, tin nhau, két qua va
9.9) con nguoi cung dugc lo.
Team ’ Gets the group committed to shared goals through trust, so results and

Dong doi
people are both served.

Cach dat mot nha quan ly 1én lwéi — How to place a manager on the grid

1. Chon mot nguoi va mot khoang thoi gian quan sat, vi du ba thang gan nhat. Ghi lai
céc su viée cu thé, khong ghi an tuong chung.
Pick one person and an observation period, for example the last three months. Record
specific incidents, not general impressions.

2. Viét 4-5 hanh vi lién quan tdi san xudt: ¢6 dit chi tiéu o khong, c6 theo doi tién do
khong, c6 xir Iy cham tré khong.
List 4-5 behaviors about production: are targets clear, is progress tracked, are delays dealt
with.

3. Cho mdi hanh vi 1 dén 9 diém (1 12 hdu nhu khong, 9 14 ludn ludn va rat rd). Cong lai
r0i chia cho sd hanh vi, 1am tron ra s6 nguyén. D6 13 diém truc san xuat.
Score each behavior from 1 to 9 (1 is almost never, 9 is always and very clearly). Add them
up, divide by the number of behaviors, and round to a whole number. That is the production
score.

4. Lam tuong ty voi 4-5 hanh vi vé con ngudi: c6 ling nghe khong, cé ghi nhan déng
g6p khong, c6 hd tro khi cap dudi gip kho khong. Ra diém truc con ngudi.
Do the same with 4-5 people behaviors: does the manager listen, recognize contributions,
and help when staff struggle. This gives the people score.

5. Panh dau diém (san xuét, con ngudi) trén ludi, roi so véi ndm vi tri dién hinh dé goi
tén phong cach gin nht.
Mark the point (production, people) on the grid and compare it with the five typical
positions to name the closest style.

VI DU/ EXAMPLE — Chj Ha 1 truéng phong hd so. V& san xuat, bon hanh vi duoc chdm 9,
8,9, 8: téng 34, chia 4 duoc 8,5, lam tron thanh 9 (lam tron 1én tir 0,5). Vé con nguoi, bdn
hanh vi duwgc chidm 2, 1, 2, 3: téng 8, chia 4 dugc 2. Vi tri cua chi 1a (9,2), gé‘ln "quyén hanh —
tuan thi". Phong ding han nhung nhan vién giéi xin chuyén di vi khong dugc hoi ¥ kién.
Huéng diéu chinh: mdi tudn danh 15 phut nghe nhan vién néu vudng méc, ciing nhom dit chi
tiéu quy thay vi giao sin, va ghi nhan dong gop bang 10i trong cudc hop. Muc tiéu 12 ning
diém con ngudi 1én 6-7 ma khong ha chi tiéu.

Ha heads a records department. On production, four behaviors score 9, 8, 9, 8: total 34, divided by 4
is 8.5, rounded up to 9. On people, four behaviors score 2, 1, 2, 3: total 8, divided by 4 is 2. Her
position is (9,2), close to authority-compliance. The department meets deadlines, but strong staff ask
to transfer because nobody asks their opinion. Adjustment: spend 15 minutes a week hearing staff
obstacles, set quarterly targets together instead of handing them down, and credit contributions aloud
in meetings. The aim is to lift the people score to 6—7 without lowering targets.
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LOI HAY GAP / COMMON MISTAKE — Nhim (5,5) v&i (9,9): trung dung 14 chap nhan
murc vira phai, con déng ddi 14 cao & ca hai truc. Li khac 1a chiAm theo thién cam c4 nhan
thay vi su viéc quan sat duoc, va két luan mot nguodi "chi c6 mot phong cach" du mdi tinh
hudng ho c6 thé hanh xir khac.

Mistake one: confusing (5,5) with (9,9). Middle-of-the-road accepts moderate levels, while team is
high on both axes. Mistake two: scoring by personal liking instead of observed incidents, and
concluding a person has "only one style" when behavior can differ by situation.

GHI CHU / NOTE — Dtng trén ludi chi mé ta hanh vi quan sat dugce. N6 khong do tinh cach
va khong tu cho biét (9,9) ludn tét nhit trong moi hoan canh.

Standing on the grid only describes observed behavior. It does not measure personality, and it does
not prove that (9,9) is best in every circumstance.

2.6. Phong cach doc doan, dan chii, tw do va khi nao diing méi kiéu — 2.6.

Autocratic, democratic and laissez-faire styles and when each fits

Ba phong cach ndy mo ta cach ngudi dimg dau ra quyét dinh, néi chuyén véi nhom va
giao viéc. Kurt Lewin ciing cong su dé xuat ching tir thap nién 1930. Hay hinh dung ba
kiéu bép trudng: nguoi tu quyét ca thuc don, nguoi hop ca bép dé chon mon, ngudi dé
mdi ddu bép ty ndu moén minh thich.

These three styles describe how a leader makes decisions, talks to the team and hands out work.
Kurt Lewin and his colleagues proposed them in the 1930s. Picture three head chefs: one who
sets the whole menu alone, one who gathers the kitchen to pick dishes, and one who lets each
cook make whatever they like.

M&i phong cach 1am viéc ra sao — How each style works

« Poc doan (autocratic): nguoi ding dau ty quyét, khong hoi y kién. Thong tin di mot
chiéu tir trén xuéng, cau ngén, mang tinh ra 1énh. Viéc dugc giao rét cu thé: ai lam gi,
1am thé ndo, han ndo, va nguoi ding dau theo doi sat.

Autocratic: the leader decides alone and does not ask for input. Information flows one way,
top down, in short instructions. Tasks are very specific: who does what, how, by when, and
the leader checks closely.

« Dan cha (democratic): ca nhém cung ban, nguoi ding dau chdt hodc cho biéu quyét.
Thong tin di hai chidu: hoi y, nghe phan hdi. Nguoi dimg dau néu muc tiéu, nhom
cung chia viéc.

Democratic: the whole team discusses, then the leader decides or the group votes.
Information flows both ways: the leader asks and listens. The leader sets the goal and the
team divides the work together.

« Ty do (laissez-faire, tiéng Phap nghia 1a "ctr dé ho 1am"): nhém tu quyét, ngudi ding
dau gan nhu dimg ngoai. Giao tiép it, thudng chi khi c6 ngudi hoi. Viée duoc giao
bang muc tiéu rong cung ngudn luc, mdi ngudi tu chon cach lam.

Laissez-faire (French for "let them do"): the team decides and the leader stays mostly out of
the way. Communication is sparse, usually only when someone asks. Work is assigned as a
broad goal plus resources, and each person picks the method.
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Chon phong cach theo hoan canh — Choosing a style for the situation
1. Hoi thoi gian: quyét dinh nay phai xong trong vai phut, vai gio hay vai tuan.
Ask about time: must the decision be made in minutes, hours or weeks?
2. Héi nang lyc: nhém da biét viéc va c6 kinh nghiém chua.
Ask about skill: does the team know the work and have experience?
3. Hoi sy cam két: két qua c6 can ca nhom ti nguyén thyc hién khong.
Ask about commitment: does the result depend on the team carrying it out willingly?
4. Hoi tinh chat viéc: viée 1ap lai theo quy trinh hay can ¥ tuéng moi.
Ask about the task: is it routine and procedural, or does it need new ideas?
5. Chon kiéu phu hop nhat, r0i n6i rd vi nhom vi sao ban lam vay.
Pick the best-fitting style, then tell the team why you chose it.

Hop khi

Fits when

boc Khén cép, nhoém méi hodc chua biét viee,  Nhém thu dong, giéu sai sot, ngudi gioi

doan viéc can tuan thu chat. bo di.

Autocrati = Emergencies, new or unskilled teams, tasks Passive staff, hidden mistakes, strong people

c needing strict compliance. leave.

Dan chi Can cam két ctia nhom, con thoi gian, Hop kéo dai, quyét dinh cham, d& chon

Dj’g;rz nhom c6 hiéu biét dé gop y. phuong an dung hoa.

" Team buy-in matters, time allows, members Long meetings, slow decisions, watered-down
know enough to contribute. compromises.

Nhoém giau kinh nghiém, tu giac, hoac du

Tu do o N > ; Mat phuong hudng, viéc trodi, khong ai
_ an sang tao can khong gian. . o
Laissez- £ enced, self-driven p chiu trach nhiém.
- xperienced, self-driven teams, or creative . )
faire P : Drift, missed deadlines, no one accountable.

projects needing room.

VI DU/ EXAMPLE — Kho hang béc chay lac 2 gior chiéu: trudng ca hd "Ba ngudi so tan
nhan vién, hai ngudi cat dién, con lai ra cong." Py 1a kiéu doc doan va dang chd, vi khong
c6 thoi gian dé ban. Sang hom sau, ciing trudng ca d6 hop ca to dé rut kinh nghiém va stra
quy trinh thoat hiém: chuyén sang kiéu dan chii. V&i nhom sau kiém toan vién da 1am chung
nhiéu nam, truéng nhom chi giao muc tiéu va han ndp, dé timg ngudi tu 1én ké hoach: gan véi
kiéu tu do va van hiéu qua.

A warehouse catches fire at 2 p.m.: the shift lead shouts, "Three of you evacuate staff, two cut the
power, everyone else to the gate." That is autocratic and correct, since there is no time to debate. The
next morning the same lead gathers the crew to review what happened and fix the exit procedure: a
democratic style. With six auditors who have worked together for years, the team lead sets only the
goal and deadline and lets each person plan their own work: close to laissez-faire, and it works.

LOI HAY GAP / COMMON MISTAKE — Coi dan chu luén tdt hon doc doan. Hop ban
giita dam chay 1am mat thoi gian va c6 thé gay thiét hai. Nguoc lai, ra 1énh mai cho nhom
gidu kinh nghiém khién ho chan va bo di. Ciing dirng nhdm tir do véi bé mic: nguoi ding dau
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van phai dat muc ti€u va chiu trach nhi¢m cudi cung.

Assuming democratic is always better than autocratic. Calling a meeting in the middle of a fire wastes
time and can cost lives. Likewise, giving orders forever to an experienced team bores them and drives
them away. Do not confuse laissez-faire with neglect: the leader still sets goals and holds final
responsibility.

PHAI THUQC / MEMORISE — Khong c6 phong céach t6t nhat cho moi lic: phong cach
dung 1a phong cach khép véi thoi gian, nang luc nhom, nhu cau cam két va tinh chat viéc.
Ngudi lanh dao gidi dbi kiéu theo tinh hudng.

No style is best at all times: the right one matches the time available, the team's skill, the need for
commitment and the nature of the task. Good leaders switch styles as the situation changes.

2.7. Piém manh va han ché ciia thuyét dic diém, k§ ning, phong cach — 2.7.
Strengths and limits of trait, skills and style approaches

Ba cach tiép can nay cung tra 1oi mot cau hoi: nguoi lanh dao gidi khac nguoi thudng &
diém nao? Thuyét dic diém nhin vao con ngudi (ho 1a ai), thuyét k§ nang nhin vao ning
luc (ho lam dugc gi), thuyét phong cach nhin vao cach hanh xtr (ho 1am thé nao). Mudn
danh gi4, ban héi ba cau cho mdi thuyét: can cir nghién ciru c6 ving khong, ding dé
tuyén chon va dao tao dugc dén dau, va thuyét c6 bo qua bdi canh khong.

These three approaches answer the same question: what sets effective leaders apart? The trait
approach looks at who they are, the skills approach at what they can do, and the style approach

at how they behave. To evaluate each one, ask three questions: how solid is the research
evidence, how far can it support selection and training, and does it ignore context?

Panh gia tirng thuyét — Assessing each approach

Thuyét dic diém co kho nghién ctru rat dai, trai gan mot thé ky, va nhiéu pham chat (tuw
tin, kién tri, chinh truc) 1ap lai qua cac nghién ctru. Nhung danh sach pham chét dai, thiéu
thong nhét, va nhiéu nghién ciru chi cho thdy twong quan, chua chirg minh pham chat
gdy ra thanh cong. Vé dung thyc té, thuyét giup chon ngudi cé tiém niang, nhung it chi ra
cach rén luyén, vi tinh cach kho doi.

The trait approach has a research record spanning nearly a century, and some qualities
(confidence, persistence, integrity) recur across studies. But the lists are long and inconsistent,
and many studies show only correlation, not that the trait causes success. In practice it helps

pick people with potential, but says little about how to develop them, since personality is hard to
change.

Thuyét k§ ning c6 cin c tir cac khao sat trén sd lwong 16n quan nhan va quan 1y. K§
ning hoc duoc, nén thuyét hop véi dao tao: ban c6 thé md khoa hoc giai quyét van dé
hay giao tiép. Han ché: khai niém k¥ ning chong ldn véi tinh cach va tri tué, va viéc do
con mo hd. Mau nghién ctru ciing hep, nén kho khai quéat cho moi loai to chirc.

The skills approach draws on surveys of large numbers of military officers and managers. Skills
can be learned, so it suits training: you can run a course on problem solving or communication.
Its limits: skills overlap with personality and intelligence, and measurement is vague. The
samples are also narrow, so results do not easily generalize to every kind of organization.
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Thuyét phong cach cé nhiéu khao sat bang bang héi, va cho hai truc dé nhé: quan tim
cong viée, quan tim con nguoi. N6 dé dung dé dao tao, vi hanh vi quan sat va stra duoc.
Han ché 16n nhat: chua c6 bang ching chic rang mot phong cach (cao ca hai tryc) ludn
cho két qua tdt nhat, va no it xét dén hoan canh cy thé.

The style approach has many questionnaire studies and gives two easy axes: concern for tasks
and concern for people. It suits training because behavior can be observed and corrected. Its
biggest limit: there is no firm evidence that one style (high on both axes) always gives the best
results, and it pays little attention to the specific setting.

Chd bé qua bdi canh — Where context is ignored

Ca ba thuyét déu coi nguoi 1anh dao 1a yéu t6 chinh va it xét t6i nhom, nhiém vy, vin
héa. Vi dy: mot trudng phong quyét doan rat hop lac khung hoang, nhung c6 thé 1am doi
nghién ctru chan nan. Pay chinh 13 Iy do ra doi cac thuyét tinh hudng & chuong sau.

All three treat the leader as the main factor and give little weight to the group, the task or the

culture. For example, a decisive department head fits a crisis well but may demoralize a
research team. This gap is why situational theories appeared, covered in the next chapter.

Bang tra tom tit — Quick reference table

Thuyét

Piém manh Han ché Dung dé

Approac o
i Strengths Limits Best use

/]

Nhiéu nghién ctru, pham chét lap

bac Danh sach dai, kho rén, it xét bbi 2
2 lai , Tuyén chon
diém L body of h } canh Selection
Trait arg.e. ody of research, recurring Long lists, hard to train, little context
qualities
Ky K¥ nang hoc dugc, co can ctr khao Chéng l4n tinh cach, miu hep Pio tao
nang sat Overlaps with personality, narrow Traini.n
Skills Learnable skills, survey evidence samples .
\ . . . x . . A , Dao tao va
Phong  Hanh vi quan sat dugc, hai truc d¢ ~ Chua chirng minh mét phong cach . N
, , /4 X U SO1
cach nhé tot nhat T o i
raining an
Style Observable behavior, two easy axes No proven single best style aming a

self-review

Dan y ciu tu ludn so sanh va phé phan — Outline for a compare-and-critique essay

1. M6 bai: néu ciu hoi chung cia ba thuyét va 1ap luan chinh ctia ban (vi du: ba thuyét
hiru ich nhung chua du).
Introduction: state the shared question and your main argument (for example: useful but
incomplete).

2. Than bai 1: tém tit mdi thuyét mot doan ngén, gém don vi phan tich va vi du.
Body 1: summarize each approach in a short paragraph, with its unit of analysis and an
example.
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3. Than bai 2: so sanh theo ba ti€u chi: can cir nghién cuu, tuyén chon, dao tao.
Body 2: compare on three criteria: research evidence, selection, training.

4. Than bai 3: phé phan chung: bé qua bi canh, twong quan chua 1 nhan qua, it xét cap
dudi.
Body 3: general critique: ignoring context, correlation not causation, little attention to
followers.

5. Két bai: nhic 1ap luan, néu hudng bo sung 1a thuyét tinh hudng.
Conclusion: restate your argument and point to situational theories as the next step.

LOI HAY GAP / COMMON MISTAKE — Hay viét "thuyét dac diém sai vi tinh cach
khong quyét dinh". Noi vay 1a cuc doan: thuyét chi thiéu bdi canh, chir phdm chit van cé gia
tri du béo. Ciing dimg két luan phong cach "cao — cao" ludn tét nhét.

A common mistake is writing "the trait approach is wrong because personality does not decide". That
overstates it: the approach lacks context, but traits still have predictive value. Also avoid concluding
that a "high-high" style is always best.

2.8. Phan tich tinh hudng: chan doan phong cach ciia mdt truémng phong — 2.8.

Case analysis: diagnosing a department head's style

Bai tinh hudng 1am theo bdn viée: doc dir kién, tach hanh vi, goi tén thuyét, roi dé xuét
thay d6i. Dé thi thuong cho mot doan mé ta ngin vé mot ngudi quan 1y va hoi "phong
cach ctia nguoi nay 1a gi, c6 pht hop khong". Ban chi can bam bdn viée theo thir t 12 di.
A case answer follows four moves: read the facts, pick out the behaviors, name the theory, then

propose a change. Exam cases usually give a short description of a manager and ask "what is
this person's style, and does it fit?" Working through the four moves in order is enough.

Bon bwée lam bai — Four steps for a case answer

1. Doc k¥ va gach chan dir kién: nguoi nay noi gi, lam gi, quyét dinh ra sao, nhan vién
phan tng thé nio. Chi liy diéu co trong de.
Read carefully and underline the facts: what the person says, does and decides, and how
staff react. Use only what the case states.

2. Xép mdi dit kién vao mdt nhém hanh vi: quan tam cong vi¢c (giao viéc, dat han, kiém
tra tién do) hodc quan tdm con ngudi (hoi han, ghi nhan, ling nghe).
Sort each fact into a behavior group: task concern (assigning work, setting deadlines,
checking progress) or people concern (asking after staff, giving credit, listening).

3. Géan véi thuyét: cham vi tri trén ludi quan 1y (diém cong viée, diém con ngudi, thang
1 dén 9) va goi phong cach doc doan, dan chu hay tu do.
Link to a theory: place the person on the managerial grid (task score, people score, scale 1
to 9) and label the style authoritarian, democratic or laissez-faire.

4. Panh gia va dé xuat: két qua dang t6t hay x4u, thiéu nhém hanh vi nao, can d6i hanh
dong cu thé gi.
Evaluate and recommend. are results good or poor, which behavior group is missing, and
what concrete action should change.
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Lam miu mdt tinh hudng — Worked example

Vi DU/ EXAMPLE — Tinh hudng: Chi Ha truong phong ké hoach ctia mot s, 12 nhan vién.
Chj tu soan ké hoach quy, giao viéc bang tin nhin kém han chét, khong hoi ¥ ai. Chi kiém tra
tién d6 mdi chiéu. Nhan vién it khi thdy chi chao hoi hay khen. Quy vira roi phong ndp béo
c4o dung han, nhung hai nhan vién gioi xin chuyén phong va sé bao céo sai sét ting vi khong
ai dam béo khi gap kho.

Case: Ms Ha heads the planning unit of a provincial department, with 12 staff. She drafts the
quarterly plan alone, assigns work by message with a deadline, and asks nobody's opinion. She checks
progress every afternoon. Staff rarely get a greeting or praise from her. Last quarter the unit met its
deadlines, but two strong staff asked to transfer and errors rose because nobody dared report
problems.

Vi DU / EXAMPLE — Loi gidi. Bude 1, dir kién: tu soan ké hoach, giao viéc kém han, kiém
tra hang chiéu, it khen, nhan vién khong dam bao kho. Budc 2, nhém hanh vi: ba dit kién dau
thudc quan tdm cong viéce, hai dir kién sau cho thiy quan tAm con nguoi rat thip. Budc 3,
thuyét: diém cong viéc khoang 9, diém con ngudi khoang 2, tirc goc "cong viée 14 trén hét"
(9,1) hoic sat no; vé phong cach 1a doc doan vi chi quyét mot minh. Budc 4, danh gia: ngin
han dting han, nhung dai han mat nguoi gioi va 15i bi gidu. D& xuat: mdi tuan hop 15 phut lay
¥ kién vé ké hoach (huéng t6i kiéu dan chu), néu rd tén ngudi lam tbt trong budi hop, va cho
phép bao som khi gip kho ma khong bi trach. Muc tiéu 1 ndng diém con ngudi 1én 6 dén 7
ma gitr diém cong viéc & mirc cao.

Solution. Step 1, facts: drafts the plan alone, assigns work with deadlines, checks every afternoon,
rarely praises, staff afraid to report problems. Step 2, groups: the first three facts are task concern;
the last two show very low people concern. Step 3, theory: task score about 9, people score about 2, so
the "authority-obedience" corner (9,1) or close to it; by style she is authoritarian because she decides
alone. Step 4, evaluation: on time in the short run, but in the long run she loses strong staff and errors
are hidden. Recommendation: a 15-minute weekly meeting to collect views on the plan (moving
toward the democratic style), name people who did well in that meeting, and let staff report trouble
early without blame. The aim is to raise the people score to 6 or 7 while keeping the task score high.

Cach viét ciu tra 101 — How to write the answer
M&i nhéan dinh di theo miu ba manh: tén thuyét, dir kién trong dé, 1y 1& ndi hai thir d6. Vi
du: "Theo ludi quan 1y, chi Ha ¢ khoang (9,1), vi chi tu quyét va kiém tra hing ngay
nhung it ghi nhan nhan vién." Cau nhu vay chdm dugc timg y. Cudi bai nén c6 mot ciu
két luan rd: giir gi, doi gi.
Build each claim from three pieces: theory name, fact from the case, and the reasoning that links
them. For example: "On the managerial grid, Ms Ha sits near (9,1), because she decides alone

and checks daily but rarely recognizes staff." Each such sentence can be marked piece by piece.
End with one clear sentence: what to keep, what to change.

Loi trinh bay lam mat diém — Presentation errors that cost marks

LOI HAY GAP / COMMON MISTAKE — Néu tén thuyét nhung b6 tréng dir kién, vi du
viét mdi cau "chi Ha doc doan" ma khong dan viéc chi lam.

Naming a theory but leaving out the facts, for example writing only "Ms Ha is authoritarian” without
citing what she did.
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