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Tém tat chwong va ham y d6i véi nha quan ly
Cau héi on tap va van dung
Tinh hudng ng dung téng hop

Tai li€u tham khio
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CHUONG 4
PONG CO THUC PAY

M.Econ: Pang Thién Tam

Motivation: Concepts and Applications

PINH HUONG CHUONG

Pong co thic day tra 1oi ba cau hoi cbt 16i ciia hanh vi to chirc: con ngudi chon nd
lvc manh dén dau, nd luc theo hudng nao, va duy tri nd luc trong bao lau? Trong
bdi canh hau dai dich, chuyén d6i sd, lam viéc lai ghép, kinh té gig, tri tué nhan tao
va ap luc strc khoe tinh than, tao dong luc khong con chi 1a “trd lwong cao hon” hay
“giam sat chit hon”. Nha quan tri hién dai phai hiéu dong thoi nhu cau, nhén thic,
cam xac, cong bang, ¥ nghia cong viée, quyén ty cha va co ché phan thudng.
Chuong duogc bién soan tich hop va cap nhat theo Robbins & Judge (2024) — chuong
7 “Motivation Concepts” va chuong 8 “Motivation: From Concepts to Applications”
— ké thira céc thuyét Maslow, McGregor, Herzberg, ERG, McClelland, cong béng,
ky vong, thiét 1ap muc tiéu, JCM; dong thdi nang cap bang thuyét tu quyét (SDT),
tu hi¢u qua, cong béng td chuc, thiét ké cong viéc quan hé, job crafting, phuc loi
linh hoat va dao duac trong dong vién. Cac tinh huéng thuc tién (JP Transport,
Kroger, Teacher Merit Pay, Sociabble Trees, Playing Favorites...) duoc dung dé

minh hoa cach 1y thuyét van hanh.

MUC TIEU & CHUAN DPAU RA CUA CHUONG
Sau khi hoc xong Chuong 4, ngudi hoc 6 thé:
— CPR1 — Dinh nghia dong co thuc ddy va phan tich ba thanh t6: cudng do, dinh
hudng va su kién tri.
— CDR2 — Phan biét dong lyc ndi tai va ngoai tai; nhan dién diéu kién 1am tang

hoac suy giam tung loai.
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dung cua chiing.

su tham gia va chinh sach lIam vié€c linh hoat.

NHU CAU -

BOICANH & | MHAN THUC cONG Cu
THACH THU'C cAm x0c DONG VIEN
- GIA TRI

y

— CPR3 — Giai thich cac thuyét c6 dién (Maslow, X-Y, Herzberg) va gi6i han Gmg

— CPR4 — Phan tich cac thuyét hién dai (ERG, McClelland, SDT, ciing cd, cong
bﬁng t6 chirc, ky vong, thiét lap muc tiéu, tu hi€u qua).

— CPRS5 — Van dung Iy thuyét dé thiét ké cong viéc (JCM), hé thong phan thudng,

— CDPR6 — Danh gia rui ro khi dong vién sai cach: kiém soat qua mirc, thudng bat

cong, muc ti€u gay ap luc, burnout va hanh vi phi dao duc.

HANHVE | | K_ET QUA
(ND LYC) (higu sust,

gan két)

Hinh 4.1 So dé logic Chwong 4: tir boi canh dong lwe dén cong cu quin tri

Bing 4.1 Thudt ngir cot l6i ciia chwong

Thuéat ngir Ni dung cin nhé

Y nghia quan tri

Qua trinh chi pho1 cuong do,
Pong co thiac .
) dinh huong va su kién tri ctia nod
day

luec.

Xuat phat tir himg thi, ¥ nghia,
Dong luc noi tai _

tu chu trong chinh cong viéc.
Pong lwe ngoai  Xuat phat tir lvong, thuong,
tai thang tién, tranh phat.

Niém tin nd luc s& dan dén két

Ky vong (E—P) :
qua tot.
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Thiét ké diéu kién dé no luc

di dang hudng va bén vimg.
Thiét ké cong viéc co y nghia,
tu chii, co hoi phat trién.

Bao dam phan thuéng cong
bang, rd rang, gian két qua.
bao tao, nguén luc, muc ti€u

10, hd tro kip thoi.
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Thuat ngir Noi dung cin nhé Y nghia quin tri
Tinh cong cu Niém tin két qua tot s& dan dén  Heé thong danh gia minh bach,
P—-0) phan thudng. lién két hiéu sudt — dii ngo.
Gia tri phan Mirc hap dan ctia phan thuong  Cé nhan hoa phan thuong
thuéng v&1 muc ti€u cd nhan. theo nhu ciu khac nhau.
Cong bing t6 Nhén thtc cong bang vé phan Anh huéng manh dén niém
chire phéi, quy trinh va tuong tac. tin, cam két, hop tac.
MPS Diém tiém nang dong lyc cia  Panh gia va tai thiét ké cong

cong viéc trong mo hinh JCM.  viéc tang dong luc ndi tai.

TINH HUONG MO PAU — Andrew Carnegie va ngh¢ thuit khich 1¢
Boi canh: Andrew Carnegie — nha cong nghiép thép — ndi tiéng biét ding su cong
nhan, khen ngo1i va ton trong dé quy tu nhan vién. Thu¢ nho, 6ng dat tén cac chu thd
theo tén ban trong x6m, khién cac ban tu nguyén cham soc ching. Khi lam quan tri,
thay vi ra 1énh cam tro chuyén trong gid lam, ong nhiac nhé mém rang cong ty mubn
moi trudng than thién nhung can han ché anh hudng dén cong viéc chung; nhan vién
tw diéu chinh hanh vi.
Phan tich: Carnegie tan dung dong luc noi tai (long tu trong, y nghia, sy thudc Vé)
thay vi cudng birc. “Ep budc phai 1am” tao két qua nhanh nhung ngan han; “muén
lam™ tao tu giac, sang tao va gén bo lau dai.
Cau héi thao luan:

— Carnegie dung loai dong lyc nao: noi tai, ngoai tai hay két hop?

— Vi sao su ton trong co thé thay thé mot phﬁn cho kiém so4t?

— Néu tinh huéng dién ra khi 1am viéc tir xa, nha quan tri can diéu chinh cach

dong vién thé nao?

4.1 THACH THUC TAO PONG LUC CHO LUC LUQONG LAO PONG HIEN
PAI
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Pong luc khong chi 13 trang thai tam 1y ca nhan ma con 1a két qua ciia cach to chuc thiét
ké moi truong lam viéc. Mot nhan vién cé niang luc va thai do t6t vAn nhanh chong mat
dong luc néu bi dit trong moi truong thiéu thong tin, muc tiéu mo hd, giam sat qua murc,
thiéu cong bang hodc tai cong viéc vuot kha niang phuc hoi. Bén nhém thach thirc ndi bat

cua boi canh hién dai:
4.1.1 Trai nghiém nhan vién va két noi to chirc

Trai nghiém nhan vién (employee experience) 13 tong hoa cam nhan trong sudt hanh trinh
1am viéc: tuyén dung, hoi nhap, giao tiép véi cap trén, thiét ké cong viéc, danh gid, phat
trién, khen thudng va roi to chire. Néu khong dugc ling nghe, khong hiéu muc tiéu, khong
nhan phan hoi va khong théy co hoi phat trién, nhan vién van hién dién vé mat hanh chinh

nhung thiéu dong luc vé mit tim 1y.

4.1.2 Lam viéc lai ghép, tir xa va “nhén vién k¥ thuat s6”

Lam viéc tir xa va lai ghép tang tinh linh hoat nhung tao thach thirc vé gin két, phdi hop,
cong bang va ranh gidi cong viéc — cudc sdng. Nhan vién co thé mat cam giac thudc vé
néu chi nhan nhiém vu qua h¢ théng s6 ma it tuong tac xa hdi; nguoc lai, giam sat sb qua
murc 1am ho cam thay bi kiém soat va mat quyén tw cha. Véi lao dong tuyén dau (ban 1¢,
giao nhan, san xuét, dich vu), dong luc phu thudc vao viéc ho c6 dugce truyén thong, dao

tao va phan hoi kip thoi hay khong.

4.1.3 Burnout, sitc khée tinh than va phuc hdi ngudn luwc

Kiét strc (burnout) khong phai mét moi nhat thoi ma 1 trang thai hao hut nang luong kéo
dai, kém can ki¢t cdm xuc, gidm hi¢u qua va xa cach cong viéc. Trong bdi canh ap luc
cao, dong vién khong thé chi 1a thuc ¢p dat muc ti€u cao hon; nha quan tri phai quan tri
tai cong viéc, quyén tu chil, co hoi phuc hoi, hd tro x4 hoi va tinh cong bang cua ky vong

hiéu suat.

Luwu y phwong phap — Ap lwe khong dong nghia véi dong luc
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Khong nén déng nhét “ap luc” voi “dong luc”. Ap luc vira phai co thé kich hoat nd
luc; ap luc kéo dai, thiéu nguodn luc va thiéu quyén kiém soat dé dan dén burnout,

phan tng rat lui hodc hanh vi chong ddi.

4.1.4 Cong bang, dao dirc va niém tin trong dong vién

Nhan vién hién dai khong chi hoi “t6i duoc gi?” ma con hoi “cach phan phdi cé cong
bang khong?”, “quy trinh danh gia c6 minh bach khong?”, “tdi ¢ dugc ton trong khong?”
va “muc ti€u nay c6 phu hgp dao dic khong?”. Vi vay, cac chuong trinh tao dong luc

phai dit trén nén tang cong bang t6 chirc, minh bach va trach nhiém xa hoi.

TINH HUONG 4.1 — Pong lue trong ddi ban hang hybrid
Boi cianh: Cong ty A cho ddi ban hang lam viéc linh hoat nhung dung phan mém
theo ddi s6 cudc goi, thoi gian truc tuyén va vi tri di chuyén. Sau ba thang, doanh s6
tang nhe nhung nhan vién phan anh cing thang, it chia sé thong tin khach hang va
c¢6 xu huéng “lam dep chi s6”.
Phén tich: Giam sat s qua murc lam suy giam quyén tu chii (SDT) va tao cam giac
bat cong vé quy trinh; theo thuyét ky vong va cong bang, nhan vién phan tng bang
hanh vi d6i pho, t6i vu chi sb bé mit thay vi gia tri thuc.
Y nghia quén tri: Nén do két qua thay vi do hién dién; minh bach tiéu chi va giai
thich muc dich dir liéu dé giit niém tin.
Cau hoi thio luin:

— Hé théng hién tai tao dong luc hay ap luc?

— Theo thuyét ky vong va cong bang, vi sao nhan vién c6 hanh vi ddi pho?

— Nha quan trj nén diéu chinh cach danh gia thé nao?

4.2 BAN CHAT CUA PONG CO THUC PAY

DPong co thuc day 1 qua trinh tim 1y chi phdi méc d§, hwéng va thoi gian duy tri nd
Iwe ctia ¢4 nhan nham dat muc tiéu. N6i cach khac, dong luc khong chi 1a “lam nhiéu

hon” ma Ia “lam ding viéc, dung hudng va di bén bi”. Mgt nhan vién c6 the lam vi¢e rat
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nhiéu gi®, nhung néu nd luc khdng gin véi muc tiéu t6 chirc thi khong tao hiéu qua quan

tri.

4.2.1 Ba thanh td: cwong d9, dinh hwéng va su kién tri

Theo Robbins & Judge, dong luc gdm ba thanh t6. Cuong d6 (intensity) cho biét nhan
vién ¢6 ging manh dén mirc nao; dinh huéng (direction) cho biét nd luc c6 phit hop muc
tidu to chire khong; su kién tri (persistence) cho biét ho duy tri nd lyc bao lau trude kho
khan. Mot t6 chirc ¢6 thé khién nhan vién 1am viéc rat nhidu nhung sai huéng (chay theo
sO lugng thay vi chat luong), hodc ding hudng nhung khong bén viing (ting tbc ngan

han roi kiét suc).

Bing 4.2 Ba thanh t6 ciia dong luc va cdu héi quan tri

Thanh t6 Cau héi quan tri Vi du biéu hién Can thiép goiy

Muc ti€u r0,

N Chu dong 1am thém, . .
Nhan vién n6 lyc manh , phan hoi, nguén
Cuong do , tang sO cudc goi, hoc .
dén murc nao? luc, phan thudng
thém ky nang.
phu hop.
B0 chi ti€u can
N Tap trung khach hang . ,
Pinh NO lyc c6 phuc vu muc , bang so luong —
) gia tri, cai tién quy trinh ,
hudng tiéu dang khong? chat luong — dao

thay vi chi s6 bé mat.
dtrc.

Quan tri tai cong

Nhan vién duy tri no Theo dudi muc ti€u sau .
. , viéc, phuc hoi,
Sw kién tri  lyc khi gap tro ngai phan hoi tiéu cuc, biét .
N tu chu, phat trién
khong? di€u chinh.

nang luc.

4.2.2 Dong lwc noi tai va dong luc ngoai tai

Dong luc noi tai Xuat phat tir chinh cong viéc: hung thl, y nghia, cam giac ty chu, hoc
hoi, sang tao va lam chu ning luc. Pong luc ngoai tai xuat phat tir hé qua bén ngoai:

luong, thudng, thang tién, khen thudng, uy tin hodc tranh bi phat. Pong luc ngoai tai
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khong xau; van dé nam & cach thiét ké. Néu phan thudng rd rang, cong bang va gan véi
hanh vi mong mudn, n6 cing c6 hi¢u suat; nhung néu lam nhan vién cam thay bi kiém

soat, no co thé lam gidm dong luc ndi tai.

Binh luén chuyén siu — Hiéu ing “lan at” dong lwc ndi tai (overjustification)

Thuyét ty quyét va 1y thuyét danh gia nhan thirc (cognitive evaluation theory) cho
thdy phan thudng ngoai tai c¢6 thé lam giam himg tha ndi tai khi nhan vién cam thay
dang bi “mua chudc” hoic bi kiém soat. Co ché: khi mot hoat dong vén thu vi (dong
luc ndi tai) bi gan v6i phan thuong kiém soat, con ngudi bat ddu quy nguyén nhin
hanh vi cia minh cho phan thuéng bén ngoai thay vi cho himg tha bén trong — va
khi phén thudng mat di, dong luc sup theo. Tuy nhién, khong phai moi phé”m thuong
déu c6 hai: phan thuéng mang tinh “thong tin” (ghi nhan ning luc, phan hoi phat
trién) thuong cing c¢b dong luc ndi tai, con phan thudng mang tinh “kiém soat” (ép
budc, gidm sat, diéu kién ngdt ngh¢o) moi gay 14n 4t. Ham \& tién thudng nén di kem
quyén tu chu, phan hoi phat trién va su cong nhan chan thanh; tranh bién moi viéc

tht vi thanh “giao dich”.

4.2.3_Qua trinh dong vién va m6 hinh tich hgp

Qua trinh dong vién thuong béat dau tir mot nhu cau chua théa man hoic mot muc tiéu
hap dan, tao cing thiang tim ly; ca nhan tim kiém hanh vi dé giam cang thiang hodc dat
muc tiéu; néu hanh vi dan dén két qua mong mudn, nhu cau dugc thdéa man va hanh vi
c6 xu hudng 13p lai. Tuy nhién, trong t6 chire hién dai, qué trinh nay chiu tac dong manh
ctia nhan thuc vé cong béng, nang lyc ca nhan, thiét ké cong viéc, van hoa va céach lanh
dao. Mo hinh tich hop dudi day t6 chirc cac yéu td d6 theo chudi Pau vao — Qua trinh

tam 1y — Pong luc — Hanh vi — K&t qua, vdi cac bién dicu ti€t va vong phan hoi.
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Nhu cau ) ) T kil

khéng dugc Ap lyc |—> NG luc I—> im kiem

ba ma hanh vi
thoa méan

Nhu cau

Giam ap lye |<— thoa man

Nguon: Robbins S.P. (1999), Organizational Behavior, p.168

1

Hinh 4.2 M6 hinh tich hop dpng lwc: diu vao — qud trinh tém Iy — dpng lwc — hanh

vi — két qua

Bing 4.3 Nim yéu to cin quan tri trong qud trinh déng vién

Nhu cau va gia

tri

Ky vong thanh

cong

Cong bang

Y nghia cong

viéc

Stwre khoe va

phuc hoi

Cau hoi chan doan

Nhén vién dang can gi: thu nhap,
an toan, quan hé, phat trién hay y

nghia?

Nhan vién ¢6 tin no luc s€ giup ho

1am t6t khong?

Nhaén vién c6 thay phan phbi va

quy trinh céng bang khong?

Nhan vién c6 thay cong viéc tao

gia tri cho nguoi khac khong?

Nhan vién c6 du nguon luc duy tri

nd luc khong?

M.Econ Dang Thien Tam

Can thiép goi y

Khao sat nhu cau, doi thoai
nghé nghiép, ca nhan hoa

phuc loi.

Dao tao, huin luyén, cung
cap ngudn luc, lam 13 tiéu
chuan.

Minh bach tiéu chi, phan
hoi giai thich, co ché khiéu
nai.

Thiét ké cong viéc quan
hé, chia sé phan hdi khach
hang.

Quan tri tai cong viéc, nghi
ngoi, hd tro tam 1y, chéng

burnout.
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4.3 CAC THUYET PONG CO THUC PAY

Céc 1y thuyét dong luc c6 thé chia thanh ba nhém. Nhom 1y thuyét ndi dung tip trung
vao “con ngudi can gi” (Maslow, ERG, McClelland, Herzberg). Nhom 1y thuyét qua trinh
giai thich “con nguoi Iya chon va duy tri nd luc nhu thé nao” (ky vong, cong bang, thiét
1ap muc tiéu, tu quyét). Nhom Iy thuyét img dung chuyén tri thire thanh cong cu quan tri

(thiét ké cong viéc, phan thudng, tham gia, phic loi) — s& ban & muc 4.4.

4.3.1 Cac thuyét co dién

a. Thuyét cap bac nhu ciu ciia Abraham Maslow

Maslow cho rang con ngudi ¢6 ndm bac nhu cau: sinh 1y, an toan, xa hoi, dugc ton trong
va tu thé hién. Hai bac dau l1a nhu cau cap thap; ba bac sau la nhu cau cap cao. V€ quan
tr1, Iy thuyét nhac nha quan tri rang nhan vién khong chi lam viéc vi tién; ho con can an

toan, quan h¢, sy cong nhan, tu chu va co hdi phat trién.

Phat trién, sang tao, dat tiém nang ca nhan
Céng nhan, dia vi, cdm gidc c6 nang luc
n Quan hé déng nghiép, cadm giac thudc vé nhém
Gn dinh viéc lam, bao hiém, quy trinh 1o rang

SINH LY Thu nhéap du sdng, diéu kién 1am viéc, nghi ngoi

B

Nhu cau cap cao

cau cap thap

Hinh 4.3 Thdp nhu cdu Maslow va biéu hién trong t6 chirc

Bing 4.4 Nim bdc nhu cdu Maslow va cong cu qudn tri

Bac nhu cau Biéu hién trong to chirc Cong cu quan tri phu hop

Thu nhap du song, di€u kién [am  Luong co ban, diéu kién lao
Sinh ly
viéc co ban, nghi ngoi. dong, an toan noi lam viéc.
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Bac nhu cau Biéu hi¢n trong to chirc Cong cu quan tri phu hgp

On dinh viéc lam, bao hiém, quy Hop dong minh bach, bao hiém,

An toan ) 5 .
trinh ro, it rai ro. truyen thong thay doi.
Quan hé dong nghiép, cam giac ~ Team building, onboarding, vin
Xa hoi .
thudc vé nhom. hoa hop tac, quan 1y xung dot.
Pugc ton Puoc cong nhan, c6 dia vi, cdm  Ghi nhan thanh tich, phan hoi
trong thdy c6 ning lyc. tich cuc, giao viéc trach nhi¢m.
,7 Cong viéc thir thach, 16 trinh
. Phat trién nang luc, sang tao, dat . _ .
Tuw theé hién nghé nghiép, trao quyén, hoc

tiém ning.
tap.

Gidi han khi ap dung Maslow
Khéng nén hiéu nhu cau ludn ting theo trinh ti cing nhic. Mot nhan vién c6 thé
ddng thoi quan tim thu nhép, quan hé, cong bang va phat trién. Maslow hitu ich nhu

khung goi y chan doan nhu cau, khong phai cong thirc tuyét doi.

b. Thuyét X va thuyét Y ciia/Douglas McGregor

McGregor néu hai hé gia dinh trai nguoe vé con ngudi. Thuyét X gia dinh nhan vién né
tranh cong viéc, thiéu trach nhiém va can bi kiém soat. Thuyét Y gia dinh nhéan vién c6
thé tu dinh hudng, sang tao, thich trach nhiém va mudn doéng gop néu duoc tao diéu kién.
Diém cbt 161 khong phai chia nhan vién thanh hai loai, ma giup nha quan tri nhan ra ring

gia dinh ctia minh vé con nguoi s& dinh hinh phong cach quan Iy.

Bing 4.5 So sdnh thuyét X va thuyét Y

. Khong thich lam viéc, can ,
Gia dinh vé con C6 theé tu chu, co trach nhiém,
giam sat chat, tranh trach p
nguoi . thich phat trién va dong gop.
nhiém.
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Phong cach Meénh 1énh, kiém soat, ky luat, Trao quyén, tham gia, huan
quan ly giam sat chi tiét. luyén, muc ti€u 10 rang.

Giam sang tao, niém tin va Kém hiéu qua néu nhan vién
Rii ro o .

dong luc ndi tai. chua da nang lyc/ngudn lyuc.
Ung dung phu  Viéc rai ro cao, an toan Viéc tri thure, sang tao, dich vu,
hgp nghiém ngat, nhan vién maoi. nhom ty quén, cai tién.

Binh luan chuyén sau — Gia dinh quéan ly nhw “loi tién tri tw tng nghiém”

Piém sau sic cua McGregor la co ché tu cung c6: néu nha quan tri mac dinh nhan
vién luoi biéng (X), ho thiét ké hé thong kiém soat chat; hé thong nay lay di quyén
tu cht va tin nhiém, khién nhan vién that su giam sang kién va lam viéc doi pho —
dung nhu gia dinh ban dau. Nguoc lai, gia dinh Y kém trao quyén co thé khoi day
trach nhi¢m va sang tao. Nhu vay gia dinh khong chi mé ta con ngudi ma con “tao
ra” con ngudi. Tuy nhién, khong nén tuyét d6i hoa: trong méi trudng rii ro cao hoic
khung hoang, mot mirc kiém soat kiéu X van can thiét — ddy 1a tinh than du phong

(contingency).

c. Thuyét hainhan t6 ciia Frederick Herzberg

Herzberg phan biét nhan t6 duy tri va nhan t6 dong vién. Nhan t6 duy tri (lwong, chinh
sach, diéu kién lam viéc, quan hé véi cap trén va dong nghiép) gitp giam bat man, nhung
khi duoc cai thién chua chic tao hai long manh. Nhan tb dong vién (thanh tyu, cong nhan,
ban than cong vi¢e, trach nhiém va phat trién) moi la ngu@)n tao hai long va dong luc ndi
tai sdu hon. Diém mau chét: dbi 1ap cua “bat man” khong phai “hai long” ma 1a “khong

bat man” — hai chiéu khac nhau.
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Diém trung tinh

NHAN TO DUY TRi (hygiene) NHAN TO DONG VIEN (motivators)
Luong - chinh séach - diéu Théanh tyu - cdéng nhén -
kién - giam sat - quan hé trach nhiém - phat trién
Bat man » Khéng bat man : Khéng hailong = --------emeeeee- » Hailong
Cai thién — GIAM bat man Cai thién — TAO hai léng
(chua tao déng luc manh) va déng luc ndi tai

Hinh 4.4 Thuyét hai nhén t6: nhan té duy tri va nhéin té déng vién

Bing 4.6 Nhan té duy tri va nhén t6 dong vién

Nhém yéu to Vi du Ham y quan tri

Phai bao ddm cong
i ) Luong, chinh sach, . , ,
Nhan to duy Ngan ngtra bat L . bang va to1 thi€u
diéu kién, giam sat, L, .
tri man. tot; néu yéu — bat
quan h¢. N
man.

Muon nang dong

i Thanh tyu, cong nhan,  lyc phai thiét ke

Nhén to dong  Tao hai long va ,
. trach nhiém, phat trién, cong viéc va co hoi

vién thiic day no luc. .

¥ nghia. phat trién, khong

chi tang luong.

TINH HUONG 4.2 — Ting lwong nhung vin nghi viéc

B6i canh: M6t doanh nghiép cong nghé ting luong 12% dé gitr 1ap trinh vién, nhung
ty 1& nghi viéc van cao. Phong van nghi viéc cho thdy nhan vién khong bat man vé
lwong ma cam thiy cong viée lp lai, it quyén tu chii va khong duoc cong nhan.
Phin tich: Theo Herzberg, cong ty da cai thién nhan t6 duy tri (lwong) nhung chua
cham dén nhan t6 dong vién (y nghia, tu chud, cong nhan, phat trién). Vi vay bat man
giam nhung dong luc khong tang.

Y nghia quén tri: Giai phap can gom thiét ké lai cong viéc, phan hoi phat trién,

trao quyén k¥ thudt va 10 trinh nghé nghiép — khong chi ting luong.
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Vai tro Ham y quan tri

Cau hoi thio luin:
— Vi sao tang luong khong gilr dugc nhan vién?
— Nhitng nhan t6 dong vién nao dang thiéu?

— Anh/chi thiét ké go6i can thiép nao két hop duy tri va dong vién?

Lién hé tinh hudng tiéng Anh — Teacher Merit Pay (Robbins & Judge, 2024)

Tra luong theo thanh tich cho gido vién co thé ting nd lyc, nhung néu tiéu chi danh
gia bi cho la thiéu cong bﬁng, thu nhap bién dong kho du doan, hoac h¢ théng tao
canh tranh 1am giam hop tac, dong luc c6 thé suy giam. Tinh huéng minh hoa
Herzberg: tién va cdu trac luong c6 thé giam bit man, nhung dong luc dai han cia
nghé gido con gan véi ¥ nghia cong viée, cong bang, phat trién nghé nghiép va hop

tac chuyén mon.

Binh luin chuyén sau — Gia trj va giéi han ciia cac thuyét co dién

Maslow, McGregor va Herzberg c6 gia tri nhap mon 16n vi gitip ngudi hoc hinh
dung tryc quan vé nhu cau va dong luc. Nhung khong nén trinh bay ching nhu
“cong thue tuyét ddi”. Trong t6 chirc hién dai, nhu cau clia con ngudi xuat hién dong
thoi va chiu anh huéng cua van hoa, nghé nghiép, giai doan doi séng va trai nghiém
cong viéc. Cach nang cap khi giang day: dung Maslow nhu cong cu chan doan nhu
cau (khong phai quy luat tuyén tinh); ding McGregor dé phan tich cach hé thong
kiém soat tu tao hanh vi thu dong; va ndi Herzberg voi mo hinh dac tinh cong vige
(JCM) va 1am giau cong viéc & muc 4.4. Cac thuyét cb dién nén 1a diém khoi dau,
duogc bd sung bang cac thuyét qua trinh hién dai dé giai thich vi sao cing mot chinh

sach lai tao phan ung khac nhau gitta cac nhan vién.

4.3.2 Cac thuyét hién dai

Céc thuyét hién dai chuyén trong tdm tir “con ngudi can gi” sang “con nguodi nhan thic,

tin twong va lua chon nd luc nhu thé nao”. Piém chung: dong luc khong chi nam &
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“muon” ma con ¢ “tin” — nhan vién phai tin minh c6 thé lam duoc, tin két qua tot s€ duoc

ghi nhan, tin phan thuong co gia tri va tin to chirc d6i xtr cong bang.

a. Thuyét ERG ciia Alderfer

ERG rat gon nim bac ctia Maslow thanh ba nhom: ton tai (existence), quan hé
(relatedness) va phat trién (growth). Diém nang cao: cac nhu cau c6 thé ton tai déng thoi
va c6 co ché “thoai lui do thit vong” — khi nhu cau phat trién khong dugc théa mén, ca
nhan co thé quay lai nhan manh nhu cau quan h¢ hoac tdn tai (vi dy, khong thang tién

duoc thi doi tang luong).
Bing 4.7 Thuyét ERG va lién hé Maslow

Twong ung

Vi du trong to chirc Goi y quan tri

\Y% BT (1) 4%

. Bdo dam nén tang vat
. Luong, diéu kién lam , ) ,
Ton tai Sinh ly, an toan _ L chat va on dinh t61
viéc, bdo hiém. .
thiéu.

; ; . Xay dyng quan hé,
Xa hoi, mot phan ~ Pong nghiép, cap trén, -

Quan hé . . van hoa ho trg, phan
ton trong cam giac thudc ve. .

hoi ton trong.

Hoc tap, thang tién, sang  Giao vi¢c thach thirc,
Phat Ty trong ndi tai, tu
. , tao, lam chu chuyén mentoring, dao tao, 16
trién thé hién .
mon. trinh nghé nghiép.

b. Thuyét nhu cau cia McClelland

McClelland cho rdng con nguoi c6 ba nhu ciu hoc dugce qua trai nghiém: nhu cau thanh
tuu (achievement), nhu cau quyén lyc (power) va nhu cau li€én minh (affiliation). Nguoi
c6 nhu cau thanh tuu cao thich muc ti€u vira kho, c6 trach nhiém ca nhan va phan hoi ro;
ngudi cd nhu cau quyén luc mudn anh hudng va kiém soat nguodn luc; nguoi ¢6 nhu cau

li€én minh mudn quan h¢ than thién va dugc chap nhan.

Bing 4.8 Ba nhu cau McClelland va céng vigc phit hop

M.Econ Dang Thien Tam 16



HANH VI TO CHU'C: CHUONG 4

Rii ro can quan

Pic diém hanh vi Cong viéc phu hop
tri
Thich muyc ti€u thir thach Ban hang, khéi Qua tap trung
Thanh . 3 ;
vua phai, can phan hoi, ty  nghiép, du an cai ti€n, thanh tich ca
tuu
chiu trach nhiém. viéc ¢6 KPI 0. nhan.
Quyb Muédn anh huéng, dinh Quan ly, dam phan, Lam quyén néu
uyen i 1R ~ , £ o s
| hudng nguoi khéc, kiém lanh dao du é4n, quan  thi€u dao dac va
uc . . .
soat nguon luc. hé doi tac. kiém soat.
. Né tranh quyét
. _ Dich vu khach hang, _
Lién Thich quan hé gan giii, hop ‘ dinh khoé hodc
cham soc nhén vién, o
minh tac, tranh xung dot. danh gia tiéu

di€u phoi nhom.
cuc.

c. Thuyét tw quyét (Self-Determination Theory — SDT)

SDT la mét trong nhitng huéng tiép can hién dai quan trong nhat. Ly thuyét cho ring
dong luc bén ving va strc khoe tam 1y tot hon xuat hién khi cong viéc théa mén ba nhu
cAu thm Iy co ban: tu chu (dugc lya chon, co tiéng noi), nang lyc (tin minh lam tét) va
quan hé (dugc két ndi, t6n trong). SDT ciing phan biét dong luc ty chi (1am vi ¥ nghia,
gid tri) véi dong luc bi kiém soat (1am vi 4p luc, phan thuong) — va cho thay dong luc tur

chu tao hi€u suat bén viing, sdng tao va suc khoe tot hon.

Ba nhu cau tam ly co' ban (Self-Determination Theory)

TU cHU NANG LUC QUAN HE PONG LUC
duoc lwa chon, tin minh du'gc két ndi, TU CHU &
6 tiéng néi lam tét tdn trong BEN VU'NG

l L EEEE

Hinh 4.5 Ba nhu cau tém Iy co ban trong thuyét tw quyét (SDT)

Bing 4.9 Ba nhu cau SDT va cdch hé tro ciia nha qudn tri
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Nhu ciu tAm

Biéu hién tich cuc Cach nha quan trj ho tro

., Trao quyén trong pham vi r0,
Chu dong chon c4ch lam, dé xuat ]
Tw chu . _ giam kiém soat vi mo, giai thich
¥ tuong, chiu trach nhiém.

v nghia quy dinh.
Tin minh c6 thé 1am tét va tién  Dao tao, phan hoi phat trién,
Nang luc _ . .
bo. giao nhiém vy tang dan dg kho.
, A Lanh dao lang nghe, vin hoa
Céam thay dugc két noi, ton trong ‘
Quan hé hop tac, mentoring, an toan tam

va ho tro.
ly.

d. Thuyét ciing c¢6 va hoc tap xi hoi

Thuyét cung ¢ nhan manh hanh vi chju anh huéng bai hé qua: hanh vi duoc thudong cd
xu hudng 13p lai; hanh vi bi phat hoac khong co két qua c6 xu hudng giam. Tuy nhién
can tranh dung thuéng — phat may moéc, vi con ngudi con hoc qua quan sat, niém tin,
chuin myc nhém va ¥ nghia dao duc. Thuyét hoc tdp xd hoi (Bandura) cho ring nhan
vién hoc bang cach quan sat ngudi khac, dic biét 13 1anh dao va ddng nghiép c6 uy tin.
Vi vay “lanh dao néu guong” 1 co ché dong vién quan trong: khi nha quan tri lam mau

ve cam két, cong bang va trach nhiém, chuan muec tich cuc dé lan toa.

Lién hé tinh hudng tiéng Anh — Why Lead by Example? & Follies of Reward
“Why Lead by Example?”: néu cong ty tuyén bd khuyén khich 1am viéc linh hoat
nhung quan ly van khen ngudi c6 mit tai vin phong 9h—17h, nhan vién tin vao tin
hiéu hanh vi hon khau hiéu chinh sach — minh hoa hoc tap xa hoi, ky vong va tu hiéu
qua.

“Follies of Reward”: to chirc mudn hiéu suét nhung thudéng hién dién; muén chét
luong nhung thudng sé lwong; mudn hop tac nhung thudng canh tranh c4 nhan. Vi

du thuong chuyén can khién nhan vién tap trung khong vang mit trong khi ning
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sudt/chat lugng giam. Py 13 tinh hubng dién hinh vé cing cb va thiét ké KPI: can

kiém tra “t6 chirc dang thuong diéu gi nhung ky vong diéu gi khac?”.

d. Thuyét cong bing va cong bing t6 chirc

Thuyét cong bang ctia Adams cho rang nhan vién so sanh ty 18 giita két qua nhan duoc
va déng gop bo ra ciia minh v&i nguoi khac. Néu cam thay bat cong, ho ¢ thé giam nd
luc, thay ddi cach lam, yéu cau diéu chinh, d6i d6i tuong so sanh hoac roi t6 chirc. Piém
mau chdt: cong bang trong td chirc 13 cong bang dugc nhan thirc, khong chi theo quan
diém cua nha quan tri. Gido trinh hi¢én dai mé rong thanh cong béng t6 chuc gé)m ba khia

canh:

Bing 4.10 Ba khia canh céng bing té chirc

Khia canh Cau héi cia nhan vién Vi du quan tri

Cong bang Phan thuong c6 twong xing Luong, thudng, thing tién,
phan phoi dong gop khong? phéan ca, co hdi dao tao.
. Quy trinh ra quyét dinh c6 minh  Tiéu chi danh gia, quy trinh
Cong bang thu , ., ) )
bach, nhat quén, c6 ti€ng noi xét thudng, quyén phan
tuc X ,
) khong? hoi/khiéu nai.
. _ . Céch cap trén truyén dat
Cong bang T6i c6 dugce doi xir ton trong va . N
. . quyet dinh, phan hoi, xu ly
twong tac giai thich day du khong?

sai sot.

Y nghia quan tri
Ciing mét mirc thudng cé thé tao déng luc hodc gy bat man tiy cdch nhan vién
nhdn thire vé si cong bang. Minh bach tiéu chi, gidi thich quy trinh va doi thoai t6n

trong doi khi quan trong khong kém gid tri vdt chat ciia phan thieong.

e. Thuyét ky vong ciia Victor Vroom

Thuyét ky vong cho rang nhan vién nd luc khi tin rang: (1) nd lyc s& gitp dat két qua tot

(ky vong); (2) két qua tot s& ddn dén phan thudng (tinh cong cu); va (3) phan thuong d6
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c6 gia tri v6i ho (gia tri/valence). Dién dat don gian: Pong lyc = Ky vong x Tinh cong

cu x Gia tri phan thuong. Néu mot trong ba yéu t6 bang khong, dong luc tong thé rat

thap.
Ky vong
" (E—P)
No luc N
ca nhan

Két qua
thuc hién

Tinh cong cu

Gia tri

(P—0)

_’..

(Valence)
Muc tiéu

ca nhan

Pong luc = Ky vong x Tinh céng cu x Gia tri phan thudng

Hinh 4.6 Thuyét ky vong: chudi né luc — két qui — phéan thwéng — muc tiéu cd nhan

Bing 4.11 Ba miit xich ky vong va bién phdp qudn tri

Bién phap quén tri

N6 lwe — Két T6i c6 gang thi co lam t6t

qua dugc khong?

Két qua — Phan  Néu t6i lam t6t, to chirc ¢6

thuong ghi nhan khong?

Phin thwéng —  Phan thuong c6 that sy quan

Muc tiéu ca nhan trong véi to1 khong?

Pao tao, muc ti€u ro, nguén
luc du, loai bo rao can, huin
luyén.

Panh gi4 cong bang, KPI 15,
cam két thuong dang tin cay.
Cé nhan hoa thudng, phuc loi

linh hoat, hiéu nhu cau khac

nhau.

s6 khong tang.

M.Econ Dang Thien Tam

gian gia dinh hon tién thuong (valence thap).

TINH HUONG 4.3 — Vi sao thwéng doanh sé khong tao dong luwc?

B6i canh: Mot nhém ban hang dugc hira thudng cao néu vuot chi tiéu, nhung doanh

Phén tich: Phan tich theo thuyét ky vong: thi trudng suy giam nén nhan vién khong
tin nd luc s& ddn dén két qua (dtt mat xich E—P); tiéu chi thuong thay ddi lién tuc

nén ho khong tin két qua s& dugc thuong (dut P—O); mot s6 nhan vién wu tién thoi
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Bién phap quén tri

Y nghia quén tri: Van dé khong nam ¢ “thiéu thuéng” ma & ba mat xich ky vong
bi dt. Can phuc hdi niém tin nd lyc—két qua, on dinh tiéu chi thudng va ca nhan
hoa phan thudng.
Cau hoi thio luin:

— Mit xich ky vong nao dang bi dtt va vi sao?

— Ting tién thudng co6 giai quyét duoc van dé khong?

— Anh/chi thiét ké lai hé théng thuong thé nao?

g. Thuyét thiét 1ap muc tiéu va tw hiéu qua

Thuyét thiét 1ap muc tiéu (Locke & Latham) cho ring muyc tiéu cu thé va c6 tinh thach
thirc tao hiéu suat cao hon muc tiéu chung chung nhu “hiy cb gang hét stc”. Nhung muc
tiéu chi tao dong luc khi nhan vién cam két, ¢ nang luc, c6 phan hoi va du nguén luc.
Muc tiéu qua d& gay nham chan; muc tiéu qua kho hodc thiéu ngudn luc c6 thé giy bat
luc, gian 1an hoac kiét stc. Ty hi€u qua (self-efficacy) 1a niém tin ca nhan réng minh co
thé thuc hién thanh cong nhi¢m vy; nguoi co tu hiéu qua cao kién tri hon khi gap khoé
khan. Nha quan tri tang tu hi¢u qua qua trai nghiém thanh cong tirng budc, hoc qua nguoi

mau, khich 1€ dang tin cay va gidm rao can tam ly.

Piéu Kién: cam két - nang luc - phan hi - ngudn luc

MUC TIEU Y - HIEU SUAT
cu thé & thach thirc f | cao hon

Rui ro: muc tiéu qua khé - thi€u ngudn luc — gian 13n, kit sirc

Hinh 4.7 Thiét ldp muc tiéu: diéu kién hi¢u qud va rii ro cdn kiém sodt

Bing 4.12 Néim nguyén tic muc tiéu hiéu qud
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Muc tiéu néu 16 két qua can  Tang ty 1é phan hoi khach hang

Cu thé
dat. trong 24 gio tir 70% lén 90%.

Thach thiwre Cao hon hién tai nhung kha  Ting ning suét 8% thay vi 40% voi

vira du thi. ngudn luc khong doi.
, Nhén vién hiéu va chip Théao luan myc tiéu trudce khi giao
Co cam ket '
nhan muc tiu. KPI.
. Nhan vién biét tién do va ~ Dashboard tién do, phan hoi hang
C6 phan hoi o . ‘
cach cai thién. tuan, coaching.

Phii hop dao  Khong khuyén khich hanh ~ Khong thudéng chi theo doanh s6

dire vi sai I¢ch. néu lam tang ban sai nhu cau.

Lién hé tinh hudng tiéng Anh — Kroger: Zero Hunger, Zero Waste

DPong lyc manh hon khi muyc tiéu to chirc gan v6i y nghia x3 hoi. “Zero Hunger,
Zero Waste” 13 muc tiéu cu thé, kho, c6 thdi han va duoc chia thanh myc tiéu nhé
(giam lang phi thuc pham, quyén gop bita an, hop tac xa hoi, dung dit liéu/Al tim
co hoi cai thién). Tinh hudng két hop thiét lap muc tiéu, tu dong nhat gia tri ca nhan

—t6 chtrc (SDT) va cong nhan nhan vién qua danh hiéu “Zero Heroes”.

h. M6 hinh tich hop cac thuyét dong lue

Khong ly thuyét don 1€ nao giai thich dﬁy dt moi dong lyc. Trong thuc tién, nha quan tri
phéi hop nhiéu 1y thuyét: nhu cau gitp hiéu “nhan vién can gi”’; ky vong giup hiéu “vi
sao ho chon nd luc”; cong bé“tng giup hiéu “vi sao ho phan rng ti€u cuc”; thiét 1ap muc
tiéu dinh hudng nd luc; JCM va SDT gitp thiét ké cong viéc tao dong luc ndi tai; phan

thudng cung c¢6 hanh vi mong mudn.

Bing 4.13 Chén dodn vin dé déng lwe bang 1y thuyét phii hop
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Vandéquantri = Ly thuyét dé chian doan Giai phap goi y

Nhan vién lam viéc Ky vong, tu hi¢u qua, thiet Lam rd muyc ti€u, dao tao, cung

cam chirng ké cong viéc cap nguon lyc, tang phan hoi.

. . , Xem lai cong nhan, trach
Bat man du lwong  Herzberg, cong bang to _ _ .
nhiém, co hoi phat trién, quy

khong thap chure _
trinh danh gia.

Nhan vién giéi nghi ' Tao co hdi phat trién, trao

ERG, SDT, person—job fit . _
viéc quyén, tang y nghia cong viéc.
Muc tiéu cao . . . . .

, Thiét lap muyc ti€u, cong Can bang KPI s6 lugng — chat

nhung chat lwgng . B

bang, dao duc luong; kiém tra tac dung phu.
giam
Poi nhom thiéu Nhu cau lién minh, cong Thudng nhém, chuan muc hop
hop tac bé‘mg, hoc tap xa hoi tac, lanh dao néu guong.

Binh luin chuyén sau — Pong luc khong chi 1a “mudén” ma con la “tin”

Piém hoi tu cua céac thuyét hién dai 1a vai trd cta niém tin nhan thuc. Thuyét ky
vong doi hoi nhan vién tin ba mat xich nd lyc—két qua—phan thudng thong suot.
Thuyét tr hidu qua cho thdy ngudi c6 muc tiéu rd van khong nd luc néu khong tin
minh dt kha nang. Thuyét cong bang cho thay dong luc sup khi nhan vién tin minh
bi d6i xtr bat cong. SDT cho thay dong luc bén virng cin niém tin rang cong viéc 1a
cua minh (tu chu) va cé y nghia. Vi vay, khi dong luc suy gidm, nha quan tri nén
hoi khong chi “nhan vién c6 mudn khéng?” ma con “ho cé tin khéng — tin vao ning
luc ban than, vao sy ghi nhan, vao cong bing va vao y nghia cong viéc?”. Phan
thuong vat chat khong thé thay thé cac niém tin ndy; néu mot niém tin bi pha vd,

dong luc giam du phan thudng van con.

4.4 UNG DUNG CAC THUYET PONG LUC

Ung dung 1y thuyét dong luc khong phai chon mét “cong thirc” ¢b dinh, ma 1a thiét ké

mdot hé théng quan tri dong bo: cong viée phi hop, muc tidu rd, phan hoi thuong xuyén,
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phan thuéng cong bang, quyén tham gia va mdi truong hd tro stirc khoe. Phan ndy bam

sat cac tmg dung trong Robbins & Judge: thiét ké cong viéc, tai thiét ké cong viéc, 1am

viéc linh hoat, tham gia cua nhan vién, phﬁn thudng va phuc loi.

4.4.1 DPong vién qua thiét ké cong viéc: Mo hinh dic tinh cong viéc (JCM)

Mo hinh dic tinh cong viéc (Hackman & Oldham) cho riang ban than cong viéc c6 thé

tao dong luc néu c6 nam dic tinh cbt 15i: da dang k¥ nang, déng nhét nhiém vy, tAm quan

trong cua nhiém vy, quyén tu chu va phan hoi. Ba dic tinh ddu tao cam nhén y nghia;

quyén tu chu tao cdm nhan trach nhiém; phan hoi gitp nhan vién hiéu két qua thyc hién.

Khi céc trang thai tdm Iy nay manh, dong luc ndi tai, hai long va chét lugng thuc hién

thuong duoc cai thién.

Cac khia canh cot 16i
cong vige

Cac trang thai tim 1y
quan trong

DPa dang k¥ nang

Pong luc lam

Bf“mg nhét trong nhiém vu

viéc bén trong

.| Trai nghiém y nghia

TAm quan trong cia

cia cong viée

Thuc hién cong

nhiém vu

viée véi chat

Quyén tur tri

Phén hdi

lwgng cao
Trai ng;hit_’%m trach
an . 1A -
» nhiém doi véi két qua Mikc hai long
cong viéc cong viéc cao
it trinh trang
ok £ x4 2 1 ang
Kién thire vé két qua ving mit hay bé
—>» thue té ciia cic hoat vige
ddng cong viéc :

Swrc manh phat trién ciia nhan vién

__(badang vé k§ ning+bPong nhit trong nhiém vu+ Tam quan trong ctia nhiém vu)

MPS =

3

tri x Phan hdi

x Quyén tur

Hinh 4.8 M0 hinh dic tinh cong vigc (JCM) va diém soé tiém néing dng lwc (MPS)

M.Econ Dang Thien Tam
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Cong thirc MPS cho thiy quyén ty cht va phan hoi c6 vai trd “nhan 1én”: mot cong viée
da dang k¥ nang nhung thiéu tu chu hodc khong c6 phan hdi van kho tao dong lyc ndi tai
cao. Vi vay khi thiét ké cong viéc, khong nén chi thém nhiém vy; can ting quyén lam

chu, y nghia va théng tin phan hdi.

Bang 4.14 Nam dac tinh cong viéc va cach ndng cao

Dac tinh Cau héi danh gia Cach nang cao

Pa dang k¥ Cong vi¢c ¢6 dung nhiéu k¥  Luan chuyén nhiém vy, dao tao
nang nang khong? da k¥ nang, du 4n da chirc nang.
Pong nhat Nhan vién ¢6 hoan thanh mét Giao nhi€ém vu tir dau dén cudi,
nhiém vu phan viéc tron ven khong? giam chia nhé qua muc.

. _ . Chia sé phan hoi khach hang, két
Tam quan trong Cong viéc c6 anh huong dén ‘ _ '
_ noi cong viéc vo1 muc ticu xa
nhiém vu nguoi khac khong? e

01.

. Nhén vién c6 quyén quyét Trao quyén vé phuong phap, lich
Quyén ty chia . . : .
dinh céach thyc hién khong? lam vi€c, uu tién xr 1y.

, Dashboard, phan hoi cap trén,
. Nhan vién c6 biét minh lam .
Phan hoi ., phéan hoi khach hang, review
tot dén dau khong?
dinh ky.

4.4.2 Tai thiét ké cong viéc: luan chuyén, mé rong, 1am giau va job crafting

T4i thiét ké cong viéc khong ddng nghia voi “giao thém viéc”. Néu chi mé rong sé nhiém
vu theo chiéu ngang ma khéng ting quyén tu chu, phan hdi hoic ¥ nghia, nhan vién cd
thé cam thay qué tai. Lam giau cong viéc phai di kém quyén ra quyét dinh, co hoi hoc
tap, trach nhiém rd va phan hdi thuc chat. Job crafting la budc nang cép hién dai: nhan
vién chu dong diéu chinh nhiém vu, quan hé hodc cach hiéu vé cong viéc trong pham vi

cho phép dé cong viéc c6 ¥ nghia hon.

Bing 4.15 Cdc ky thudt tdi thiét ké cong viéc
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K§ thuat

>

Luan chuyén

cong viéc

Mé rong cong

viéc

Lam giau cong

viée

Thiét ké cong

viéc quan hé

Job crafting

Ban chat

Di chuyén nhan vién
gitlra cac cong viéc khéc

nhau.

Tang s6 nhi€ém vu theo

chi€u ngang.

Tang chiéu sau: trach
nhiém, ty chu, phan hoi,

¥ nghia.

Cho nhan vién thay tac
dong cong viée lén nguoi

khac.

Nhan vién chu dong di¢u
chinh nhi¢m vy, quan h¢,

nhan thirc.

Lgiich
Giam nham chan,
tang k¥ nang, ho tro

ké nhiém.

Gidm don di¢u, tang

da dang thao tac.

Tang dong luc ndi
tai va phat trién

nang luc.

Tang y nghia, trach
nhiém xa hoi, gén

két khach hang.

Tang ty chu, y
nghia, gidm nham

chan.

Luuy

Khong nén qua
thuong xuyén

gay x40 tron.

Thém viéc ma
khong tang tu
chu dé gy qué
tai.

Phu hop nang
luc va nhu cau

phat trién.

Can phan hoi
thuc té, khong

chi khau hiéu.

Céan ranh gioi
0 dé khong
léch muc tiéu

t0 chuc.

cua cong vi¢e trude khi tang dai ngo.

M.Econ Dang Thien Tam

Lién hé tinh hudng tiéng Anh — JP Transport phan tich bang JCM

JP Transport cho thay nghi viéc clia tai xé khong chi vi luong ma vi thiét ké cong
viée va 16i sng nghé nghiép. Vi mot sd tai xé, cong viée don diéu (thiéu da dang
k¥ niang); thiét bi ghi gid 1am giam quyén tu cht; mot sd khac van gin bo vi thdy y
nghia va cong déng (tﬁm quan trong nhi€m vu); vdi lao dong ntr, van dé con 1a an
toan, hoa nhap va ton trong. Giai phap khong nén chi ting lvong ma can tai thiét ké
lich trinh, tra cong thoi gian chd, hd trg cong dong tai xé, phong chdng quiy rdi va

tang phan hdi tich cuc. Bai hoc: khi dong luc suy giam, hiy chan doan “diém dau”
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Ky thuat Ban chat

TINH HUONG 4.4 — Phong phii héa cong viéc tai xwéng sian xuit
B6i canh: Mot xuéng may c6 ning suat 6n dinh nhung nhéan vién than phién cong
viéc don diéu. Quan 1y ban dau dinh ting thudng san luong, nhung khao sat phat
hién van dé chinh 1a thiéu y nghia va thiéu phan hoi.
Phan tich: Theo JCM, cong viéc thiéu da dang k¥ nang, déng nhét nhiém vu va
phan hdi. Tang thudng (ngoai tai) khong giai quyét gde ré 1a dong luc ndi tai thap.
Y nghia quan tri: Trién khai nhém nho ty kiém chat luong, luan chuyén cong doan,
chia sé phan hoi khach hang vé san phdm va cho nhom dé xuit cai tién — ting y
nghia, trach nhiém va phan hoi.
Cau héi thao luan:

— Vi sao tang thudng san luong c6 thé khong hidu qua ¢ day?

- Ap dung JCM, anh/chi nang cao ddc tinh nao trudc?

— Lam giau cong viéc khac mé rong cong viéc thé nao trong tinh huong nay?

4.4.3 Pong vién'qua phan thuéng

Phan thudng gom ca vat chat va tinh than. Tién quan trong vi gitip thda man nhiéu nhu
cau va 13 tin hiéu vé gid tri dong gdp, nhung khong phai luc nao ciing 1a dong lyc manh
nhat. Mot hé thong phan thudng hiéu qua can thoa man ba diéu kién: ngudi nhan coi phan
thuong co gia tri; tin két qua tot s& din dén phan thudng; va nhan thic hé théng phan
phéi 14 cong bang. Cau trac luong tra 101 “tra bao nhiéu”, con tra luong bién doi (lwong
theo san phém, hoa héng, thuong thanh tich, chia sé lgi nhuan, thuéng nhom, ) phﬁn)

tra 101 “tra nhu thé nao”.

Bing 4.16 Cdc hinh thirc trd lwong bién déi

Lwong theo Két qua do duoc 5, chat Chay theo s6 lugng, giam chat

san pham luong kiém soat dugc. lugng, bo qua hop tac.
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Hoa hong ban  Két qua cd nhan gan truc ti€p  Bén sai nhu cau, canh tranh ndi

hang doanh thu. bo, bo khach hang dai han.
Thwéng thanh  C6 hé théng danh gia cong Thién vi danh gia, muyc tiéu ngin
tich biang, da chiéu. han.

Chia sé lgi Mudn gin loi ich nhan vién Kho thdy dong gop ca nhan néu
nhuén vé6i két qua t6 chuc. t6 chtrc qua 16n.

o . Ngudi in theo, mau thuin néu
Thwéng nhém  Cong viéc can phoi hop cao. .
dong gop khong déu.
Phtic loi linh hoat cho phép nhan vién chon goéi phu hop nhu cau (bao hiém, hoc tap,
chim séc strc khoe, hd trg gia dinh, 1am viéc linh hoat, ngay nghi) — phu hop luc lugng
lao dong da dang. Phan thudng noi tai (cong nhan, co hdi phat trién, tu chi, y nghia)
thuong tadc dong manh dén gén két dai han: mot 1oi ghi nhan cu thé, ding lac, chan thanh

c6 thé co hiéu tmg dong vién 16n hon mét khoan thudng nho thiéu y nghia.

Lién hé tinh hudng tiéng Anh — Sociabble Trees

Phan thuong co thé thiét ké theo hudng trach nhiém xa hdi: hoan thanh hoat dong
(hop, dao tao, tao ndi dung, dat chi tiéu) duoc ghi nhan bang viéc trong ciy thay mat
nhan vién — tao ban sic, ¥ nghia va cam giac dong gop cho méi trudng. Tuy nhién
can kiém soat rai ro “tro choi héa” qua mirc: néu bang xép hang tao canh tranh tiéu
cuc hodc khién nhan vién tap trung hanh vi d& ghi diém thay vi gia trj thuc, tic dung

dong vién bi 1éch.

Luu y dao dirc — Kiém tra tic dung phu ciia phan thuéng

Khong ding phan thudng dé khuyén khich hanh vi sai 1éch (ban ép khach hang, che
gidu 16, canh tranh thiéu lanh manh, bo qua an toan). Moi chuong trinh thuéng can
kiém tra theo cau héi: “Néu nhan vién t6i da hoa chi s6 nay, diéu gi c6 thé bi ton

hai?”.

4.4.4 Dong vién qua sy tham gia cia nguoi lao dong
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Quan 1y ¢6 su tham gia md rong quyén han va tiéng ndi cia nhan vién trong xac dinh
muc tiéu, ra quyét dinh, giai quyét van dé va d6i mai. Ban chat dong vién nam & chd
nhan vién cam thdy c6 quyén ty chu, dugc tin tudng va ¢ anh hudng that sy (dap tng
nhu cau tir chu, ning lyc, gan két ciia SDT). Tuy nhién, tham gia chi c6 ¥ nghia khi tiéng
néi ctia nhan vién thue sy duge xem xét; néu chi “xin y kién cho ¢6”, su tham gia hinh
thirc 1am giam niém tin.

Bdng 4.17 Cac hinh thirc tham gia ciia nguoi lao dong

Hinh thire Pic diém Picu kién thanh cong

Thong tin minh bach, muc
Tham gia xac dinh Cung thio ludn muc tiéu va ,
tiéu kha thi, doi thoai hai
muc tiéu tiéu chi danh gia. .
chiéu.

, ., _ . Nha quan tri san sang lang
Tham gia ra quyét Co tiéng noi trong quyét dinh
nghe, khong tham gia hinh
dinh lién quan cong viéc.
thure.

Nhoém nhé ty nguyén phan .
, L _ Dao tao phuong phap, quyén
Nhom chat lwgng  tich van dé chat lugng, chi .,
thuce thi dé xuat.
phi.
) Nang lyc nhém, niém tin,

Tu 1ap ké hoach, phan cong, ) ,

thong tin du, h¢ thong thudng

phu hop.

Doi tw quan _, o,
kiém tra, cai tién.

4.4.5 Pong vién qua lam viéc linh hoat va hd tro doi song

Gid 1am linh hoat, lam viéc tir xa, tudn lam viéc nén, chia sé cong viée, hd tro chim soc
gia dinh va chuong trinh stc khoe c6 thé tao dong luc khi ting quyén ty chi, giam xung
dot cong viéc — gia dinh va hd tro phuc hdi ning lugng. Nhung linh hoat khong dong
nghia thiéu ky luat: to chirc can xac dinh 1d két qua, thoi gian cbt 181, chuan giao tiép va
trach nhiém phéi hop. Lam vi¢c linh hoat con nhay cam vé cong br:ing: mot thoa thuan
riéng cho mot nhan vién (i-deal) c6 thé hop 1y vé nhan vin nhung gdy cam giac thién vi

néu nhom khong duoc giai thich hodc tham van.
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Lién hé tinh hudng tiéng Anh — Playing Favorites?

Nha quan 1y cho mét thanh vién 1am viéc linh hoat vi c6 con nhd. Quyét dinh nay
tang dong luc va 1ong trung thanh ctia ngudi duge hd tro, nhung tao cam giac bat
cong cho nguoi khac néu ho khong dugc thong bao va phai ganh chi phi phdi hop.
Tinh hudng minh hoa coéng bang thi tuc, cong bang twong tac va quan trj thoa thuan
c4 nhan hoa (i-deals): linh hoat can di kém tiéu chi 3, truyén thong minh bach, danh

gia tac dong dén nhom va kha nang ti€p can cong bang.

TINH HUONG 4.5 — Chuwong trinh sirc khée va ranh giéi dao dirc
Boi canh: Mot cong ty mudn giam chi phi bao hiém bang cach yéu cau nhan vién
b6 thude 14 trong mot nim; ngudi khong dat sé bi xtr Iy. Pong thoi thudng tién cho
ngudi giam can va tang phi bao hiém véi ngudi khong dat chuan stc khoe.
Phéan tich: Chinh sach tron lan khuyén khich tich cuc véi de doa va can thi¢p doi
tu, d& tao ky thi strc khoe, xAm pham quyén riéng tu va bat cong voi nguoi co bénh
nén.
Y nghia quén tri: Phuong an thay thé: hd tro tu van, chuwong trinh tir nguyén, bao
mat dir liéu strc khoe, muc ti€u ca nhan hoa va khuyén khich tich cuc thay vi de doa
mat viéc.
Cau hoi thio luin:

— Chinh sach nay tao dong luc hay xAm pham quyén riéng tu?

— €06 tao ky thi strc khoe hodc bat cong khong?

— Anh/chi thiét ké lai chuong trinh theo hudng dao duc thé nao?

4.5 TONG HQP LY THUYET - TINH HUONG - BAI HQC QUAN TRI

Bang tong hop sau két ndi timg 1y thuyét dong luc véi tinh hudng thyc tién trong gido
trinh tiéng Anh, dung khi phan tich tinh huéng, thao ludn nhém hodc viét bai tng dung

quan tri.

Bing 4.18 Khung tong hop ly thuyét — tinh huéng — bai hoc qudn tri
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Ly thuyét/khai

niém

Tinh hudng lién

h¢

Van deé quan tri

trung tam

Cau héi thio luan

goiy

Thiét 1ap muc

tiu

Tu quyét &
dong nhit gia

tri

Hoc tap xa héi

Ciing c6 / KPI

Cong bing t6

chire

JCM & thi
thiét ké

Phuc lgi linh
hoat

Kroger: Zero
Hunger, Zero

Waste

Kroger, Sociabble

Trees

Why Lead by

Example?

Follies of Reward

Teacher Merit Pay,

Playing Favorites?

JP Transport

Playing Favorites?,

Sociabble Trees

M.Econ Dang Thien Tam

Muc tiéu cu thé, kho,
c6 y nghia xa hdi tao

dong lyc tap thé.

bong luc tang khi
muc tiéu phu hop gia

tri ca nhan.

Nhan vién hoc tir
hanh vi 1anh dao hon

khau hiéu.

Thuong sai hanh vi
tao két qua 1éch muc

tiéu.

Cam nhan cong bang
quyét dinh su chip

nhan chinh sach.

Nghi viéc do y nghia,
tw chii, don diéu, diéu
kién xa ho1, khong

chi lvong.

Phiic 1oi can phu hop
nhu ciu nhung khong

gay bat cong.

Khi nao muc tiéu
tham vong truyén
cam htng, khi nao
gay ap luc?

Lam sao dé nhan
vién thay cong viéc
cO y nghia that?
Nha quan ly lam gi
dé “1oi noi di doi
viéc lam™?

T6 chiic dang
thuong gi nhung ky

vong diéu gi khac?

Thiét ké
thuong/linh hoat
vira ¢4 nhan hoa
vira cong bang?
C6 thé tai thiét ké
cong viéc bi rang
budc cao nhu lai
xe?

C6 nén dé nhan
vién tu chon goi
phuc loi va diéu

kién lam viéc?
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Ly thuyét/khai = Tinh hudng lién Van d@é quan tri | Cau héi thio ludn

niém hé trung tim goiy

Két luin mé rong

Mot chuong vé dong luc dat chuan gido trinh hi¢n dai can giip nguoi hoc vuot qua
tu duy don gian “mudn nhan vién 1am t4t thi ting thuong”. Pong luc 13 két qua caa
mot hé théng gém muc ti€u, nang luc, tu chu, cong béng, y nghia, phan hoi, phﬁn
thudng va van héa linh dao. Céc tinh huéng tir Robbins & Judge (2024) cho thay
khong c6 cong cu dong vién nao tbt trong moi hoan canh; gia tri cua nha quén tri

nam & ning luc chan doan dung van dé va thiét ké can thiép phu hop.

TOM TAT CHUONG VA HAM Y POI VOI NHA QUAN LY

1. Pong luc 1a qua trinh dinh hinh cuong do, dinh hudng va su kién tri ciia nd luc.
Pong vién dung giup nhan vién cd gang dung muc tiéu va bén ving, khong chi cb
gang nhiéu hon.

2. Céc thuyét cb dién (Maslow, X-Y, Herzberg) hitu ich nhu cong cu nhip mon, nhung
can dung linh hoat, khong xem 1a quy luét tuyét déi.

3. Céac thuyét hién dai (SDT, ky vong, thiét 1ap muc tiéu, tu hiéu qua, cong bang to
chtrc, hoc tap xa héi) giap hiéu sau hon vé nhan thirc, niém tin va bdi canh cua dong
luc.

4. Cong viéc 1a mot ngudn dong luc quan trong. Thiét ké cong viéc ¢ ¥ nghia, ty chil
va phan hoi (JCM) co thé tao dong luc noi tai manh hon tdng giam sat hodc tang
thuong.

5. Phan thuong can thoéa min nhu cau ca nhan, gin véi két qua, minh bach va cong
bﬁng. Phan thudng sai co thé giam hop tac, giam chét lugng hoac tao hanh vi phi

dao duec.

6. Su tham gia, trao quyén va lam viéc linh hoat ting dong luc, nhung chi hiéu qua khi

c6 nang luc, thong tin, ranh gidi trach nhiém va van hoda tin cay.
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7. Dong vién hién dai phai di kém sic khoe tinh than, phong chdng burnout, cong

bﬁng, DEI, dao dtc dir li¢u va ton trong nhan phrflm nguoi lao dong.

Bing 4.19 Checklist chin dodn va thiét ké dong liwc

Cau héi kiém tra Hanh dong can lam

Nhan vién cé hiéu r6 muc tiéu va tiéu

chuin danh gia khong?

Nhan vién c6 di nang luc va nguon

lwe dé dat muc tiéu khong?

Phin thuéng c6 gian két qua va dwoc

nhén thirc 13 cong bang khong?

Cong viéc c6 y nghia, tw chi va phan

hdi khong?

Muc tiéu c6 gy tac dung phu vé dao

dirc hoac burnout khong?

Nhan vién cé tieng néi trong quyet

dinh lién quan cong viéc khong?

CAU HOI ON TAP VA VAN DUNG

Lam rd KPI, myc tiéu SMART, phan hoi
dinh ky.

DPao tao, coaching, bd sung cong cu, loai
bo rao can.

Ra soat lvong thuong, minh bach tiéu
chi, giai thich quy trinh.

Tai thiét ké cong viéc theo JCM, job
crafting, phan hdi khach hang.
Can bang KPI, theo déi tai cong viéc,

thém chi s6 chat lugng va strc khoe.

Tang tham gia, nhom cai tién, kénh gbp

¥ va phan hoi.

A. Cau héi on tap

1. Pong co thiic day 1a gi? Phan tich ba yéu t6 cudng do, dinh hudng va sy kién tri qua

mot vi du cu thé.

2. Phan bi¢t dong luc noi tai va ngoai tai. Khi nao phﬁn thuong ngoai tai lam suy giam

dong luc ndi tai?

3. Trinh bay thuyét Maslow va hai han ché khi 4p dung trong t6 chirc hién dai.

4. So sanh thuyét X va thuyét Y. Nha quan tri nén van dung hai hé gia dinh nay thé

nao?

M.Econ Dang Thien Tam
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5. Phan biét nhan t6 duy tri va nhan t6 dong vién (Herzberg). Vi sao ting luong chua
chac 1am nhan vién hai 1ong?

6. Trinh bay thuyét ky vong. Vi sao “htra thudng cao” doi khi khong tao dong luc?

7. Phéan tich nam dac tinh cua JCM va y nghia ctua cong thirc MPS.

8. Ba khia canh cong bang to chirc 14 gi? Vi sao cong bang thi tuc va twong tac quan

trong khong kém cong bang phan phdi?

B. Cau hoéi van dung nang cao

1. Mot nhom ban hang hybrid bi giam sat s6 chit, doanh s6 ting nhe nhung cang thang
va “lam dep chi s6”. Van dung SDT, ky vong va cong bang dé chan doan va dé xuat
giai phap.

2. Thiét ké hé théng thuong cho doi chim soc khach hang vira thic day hiéu suit vira
tranh hanh vi d6i pho va phi dao dirc.

3. Dung JCM phan tich mot cong viéce bi rang budc cao (vi du 1ai xe, thu ngan) va dé
xuat cach tai thiét ké kha thi.

4. Chon mét tinh hudng trong chuong va phan tich theo ba budc: van dé hanh vi —

khai niém/ly thuyét dong luc — giai phap quan tri.

TINH HUONG UNG DUNG TONG HQP

Tai thiét ké dong lyc tai trung tAm dich vu “Minh Long”. Trung tdm chim soc khach
hang Minh Long (120 nhan sy, mé hinh hybrid) d6i mit: nghi viéc ting, diém hai long
n6i bd giam, khach hang phan nan thai d6 phuc vu. Ban giam déc d3 tang luong 10% va
lrflp phr:in mém do thoi gian online, sb cudc goi, nhung tinh hinh khong cai thi¢n; Xuét
hién hanh vi “gac may nhanh dé ting s6 cudc goi”. Khao sit cho thdy nhan vién thay
cong viéc don diu, it dugc cong nhan, muc ti€u thay ddi lién tuc va cam thfiy bi giam sat

thiéu ton trong.

Cau hoi thao luin: (1) Dung Herzberg va SDT gidi thich vi sao tang lvong va gidm sat
khong hiéu qua. (2) Theo thuyét ky vong va cong bang, vi sao nhan vién “lam dep chi

s6”? (3) Van dung JCM, hiy dé xuat cach tai thiét ké cong viéc. (4) Thiét ké lai hé thong
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do luong va phan thuong dé can bang sd luong — chét luong — dao dic. (5) Pé xuit ba

thay d6i uu tién trong 30 ngay dau.

Goi y phan tich

Van dé cbt 16i khong phai “thiéu thuong” ma l1a dong luc noi tai thép (don diéu,
thiéu ty chii, thiéu cong nhan) cong véi hé do luong gy hanh vi d6i phd va cam
nhan bt cong vé quy trinh. Giai phap nén dong bo: tai thiét ké cong viec (JCM), do
két qua thay vi hién dién, 6n dinh va minh bach tiéu chi (ky vong + cong bang), bd
sung cong nhan va phan hoi phat trién (SDT/Herzberg), va chi sd chét luong/dao

dtrc bén canh s6 luong.
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