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CHUONG 8
VAN HOA TO CHUC

M.Econ: Pang Thién Tam

Organizational Culture

DINH HUONG CHUONG

Khi gia nhap mot to chirc, nguoi lao dong khong chi can ning lyc chuyén mén ma
con phai hiéu “cach thirc van hanh” cua t6 chirc: diéu gi dugc khuyén khich, diéu gi
bi phé phan, ai dugc ton vinh, sai 1am duoc xir 1y ra sao va td chirc phan tmg thé nao
truée thay d6i. D6 1a thé gisi ciia vian hoa t6 chirc — yéu td vo hinh nhung chi phdi
manh mé& hanh vi, quyét dinh va hiéu suat.

Chuong ké thira noi dung gbc (khai niém, dic diém, van hoa chinh thong — bo phan,
manh — yéu, chirc ning va phuong thirc truyén tai) va mo rong theo Robbins & Judge
(2024) cung cac chu dé cap nhat: ba cap do vin hoa (Schein), vin hoa tich cuc, vin
hoa dao dirc, vian hoa d6i méi, khi hau t6 chie, DEL ESG/CSR, AL lam viéc hybrid,
quan tri thay d6i va chan doan vin hoa, kém céc tinh hudng doanh nghiép chuyén

nghiép (Netflix, Microsoft).

MUC TIEU & CHUAN PAU RA CUA CHUONG
Sau khi hoc xong Chuong 8, nguwoi hoc ¢é thé:
— CPRI1 - Giai thich khai niém van hoa td chuc va phan biét vi khi hau t6 chue.
— CDR2 — Phan tich cac dac tinh co ban va ba cép do van hoa: hién vat hiru hinh,
gi tri tuyén bd, gia dinh nén tang.
— CDR3 — Phan biét van hoa chinh théng, van hoéa bg phan va phan van hoa; nhan
dién tac dong cua van hdéa manh — yéu.
— CPR4 - Panh gia chtrc ning va phi chitrc nang ctia van hoa dbi véi hiéu suit,

cam két, d61 médi, dao duc va kha nang thay doi.
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— CPRS5 — Trinh bay cach hinh thanh, duy tri va truyén tai van hoa; van dung vin
hoéa tich cuc, dao duc, d6i méi trong bdi canh sb, AL hybrid, DEI, ESG.

— CPR6 — bé xuit phuong phap chin doan va thay d6i van hoa to chirc bang cong

cu quan tri phu hop.
KHAI NIEM, HINH THANH, VAN HOA TiCH CUC, BOI CANH MOI
CAP PO & - DUY TRI & > DA9 DU"C, > & THAY DOI
DANG VAN HOA TRUYEN TAI PoO1 MOI VAN HOA
“0 day, ching ta lam viéc nhu thé ndo?” - van hda dinh huéng hanh vi va tao ban sic té chirc

Hinh 8.1 So dé logic Chuwong 8 — Viin héa té chirc

Thuat ngir

Bing 8.1 Thudt ngi cot Ii ciia chwong

Noi dung cot 16i

Y nghia quan tri

Vin héa to chire

Khi hiu t6 chirc

Ba cap do
(Schein)

Van hoéa manh

M.Econ Dang Thien

H¢ thong gia tri, ni€m tin, chuan
muc, gid dinh va bi€u tugng

duoc chia sé.

Céam nhan tuong doi tic thoi cua
nhan vién vé moi truong lam
viéc.

Hién vat hitu hinh, gia tr1 tuyén

bd, gia dinh nén tang.

Gia tri cot 101 dugc chia sé rong,

tin sau, chi phoi hanh vi manh.

H¢ gia tri riéng ciia mot phong

ban, nghe¢, dia diém, dy an.

Tam

Dinh hudéng hanh vi va tao

ban sac riéng cua to chtrc.

Phan anh cach nhan vién
dang trai nghi¢m van hoa

hang ngay.

Phén tich van héa theo tang

dé can thiép diing do sau.

Tao tu kiém soat; nhung c6
thé bao thi, loai trir khac
biét.

B sung hodc xung dot voi
van hoa chinh thdng; rui ro

silo.
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Thuat ngir Noi dung cot 16i Y nghia quén tri
Xa hoi héa (h¢i  Qua trinh nhan vién méi hoc Onboarding tét rat ngan thoi
nhap) chuan myc va “luat choi”. gian thich nghi, ting gan két.
Van héa dao Méi truong khuyén khich hanh Gidm rui ro vi pham, tang
dire vi dung, cong bang, noi that. niém tin va danh tiéng.

8.1 KHAI QUAT CHUNG VE VAN HOA TO CHUC

8.1.1 Khai niém van héa va van héa to chirc

Vin hoa 1a tap hop céac gia tri, niém tin, tri thie, chuan muc, biéu tuong, nghi 1& va cach
dién giai y nghia dugc chia sé trong mot cong dong, gitip con ngudi hiéu didu gi 1a dung
— sai, dugc mong doi va tng xir ndo 13 phit hop. Trong t6 chirc, vin hoa 1a hé thong ¥
nghia chung duogc cac thanh vién chia s¢, huéng dan cach ho suy nghi, cam nhan, ra quyét
dinh va hanh dong. Vin hoa t6 chirc khong chi 1a khau hiéu trén tuong hay bo gia tri
trong cAm nang; né thé hién trong nhirng diéu t6 chure thuc su lam, dic biét khi phai chon
giita loi ich ngan han va nguyén tic dai han.

Khai quat: van héa té chike la hé thong cdc gid tri, niém tin, chudn muec, gid dinh va biéu
twong duoc chia sé boi cac thanh vién, qua do dinh hwong hanh vi cua nguoi lao dong

va tao nén ban sdc riéng cua to chikc.
Ghi nhé trong tam
Van hoa tra loi cau hoi: “O ddy, chung ta lam viéc nhw thé nao? ”. Néu chién luoc

noi té6 chuiec muon di ddu, thi van hoa cho thdy to chiec sé di bang cach nao, theo

chuan myc nao va voi nhirng hanh vi nao.

8.1.2 Viin héa to chirc va khi hau to chirc

Vin héa thudng bi nham véi khi hau t6 chire. Hai khai niém lién quan chit nhung khong
déng nhét: van héa su hon, bén hon, ge"ln vo1 hé gia tri va gia dinh nén tang; khi hau la

cam nhan tuong doi tirc thoi cia nhan vién vé moi truong lam viéc (mirc dd cong bang,
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hd trg, an toan tim ly, d6i mdi hodc 4p lyc hidu suat). Vin hoa tao ra khi hau; khi hau

phan anh cach nhan vién dang trai nghiém van héa hang ngay.

Bing 8.2 Phdn bigt vin héa to chirc va khi hdu t6 chirc

Y nghia quén

Tiéu chi Viin héa to chirc Khi héu t6 chirc
tri

Thay do6i bén
. _ vimng phai tac
H¢ gia tri, niém tin, gia ~ Cam nhan cta nhan vién
dong van hoa;

Ban chat  dinh, chudn myc, biéu vé mdi truong lam vi¢e
o o do phan tng
tugng duoc chia sé. hién tai.
nhanh thi do khi
hau.

L D¢ quan sat qua khao Can két hop dir
Sau, twong doi bén, kho )
Do sau _, sat, phong van, hanh vi  li¢u dinh lugng
quan sat tryc ti€p.

hang ngay. va dinh tinh.

“Khéch hang 1a trung ) Gia tri tuyén bo
Nhan vién thay dugc

tam”, “dam thu , . khong khép trai

Vidu lang nghe, trao quyén,

nghi¢m”, “an toan la vu . nghi¢ém — van
bao v¢ khi néu van de.

tién”. hoéa hinh thure.

8.1.3 Ba cap dd ciia viin héa to chirc

Pé phan tich vin hoa mot cach hé théng, Edgar Schein dé xuat xem vin hoa gdm ba tang.
Tang trén cung 1a hién vat hitu hinh d& quan sat; tang giira 1a cac gia tri duoc tuyén bd;
tAng sau nhat 1 cac gia dinh nén tang — thudng it dugc noi ra nhung chi phdéi manh mé

hanh vi. Phan “chim dudi mit nuée” mai 1a phan kho thiy va kho thay doi nhat.
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Ba cdp do van hoda té chirc (Schein)

HIEN VAT HUU HINH

Dé& quan sat
(nhin thay: khéng gian, nghi 18, lego, hanh vi)

mat nudc

Ngam dinh,
kho thay doi

Hinh 8.2 Ba cdp d¢ vin héa to chirc (Schein)

Bing 8.3 Cdch nhdn dién ba ting vin héa trong to chirc

Cap do ‘ Dau hi€éu nhan dién Cau héi chan doan

Khong gian, trang phuc, nghi 1&, Nhan vién nhin thay va
Hién vat hiru N . : 3 x.
logo, kénh truyén thong, cach hop,  trai nghiém di€u gi moi

hinh
cach dung cong ngh¢. ngay?
Gia tri duoc Tam nhin, st ménh, gi4 tri c6t16i,  T6 chirc néi rang didu gi
tuyén bo triét Iy kinh doanh, quy tic tng xir. 1 quan trong?
. Niém tin ngdm vé con nguoi, quyén o ,
Gia dinh nén _ ~ Khi chiu ap luc, t6 chirc
luc, rui ro, khach hang, dao duc, sai _ .
tang i thuc sy uu tién dicu gi?
am.

Binh luan chuyén sau — Vi sao “gia tri treo twong” thwong vo hi¢u?

Khoang cach nguy hiém nhét trong van hoa 1a khoang cach giita ting gitra (gia tri
tuyén bd) va tang day (gia dinh nén tang). Mot to chirc ¢ thé dan khau hiéu “con
nguoi 13 tai san quy nhat” (gia tri tuyén bd), nhung khi chiu 4p luc lai sa thai dau

tién va cat dao tao trudc nhat (gia dinh nén tang that: con ngudi 1a chi phi). Nhan
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Dau hi€éu nhan dién

vién hoc van hoa that khong phai tir nhitng gi dugc néi, ma tir nhitng gi dugc thudng,
duoc trirng phat va duogc uu tién khi cé xung dot loi ich. Do 1a 1y do van hoa chi
thay d6i that khi ting gia dinh nén tang thay d6i — va tang nay lai dugc hinh thanh
qua cac quyét dinh kho, qua cach lanh dao hanh xir duéi ap luc, chir khong qua
poster hay hoi thdo. Ham y chan doan: mudn biét van hoa that ciia mot to chire,
dung doc ban gia tri ot 161 hay xem ai dugc thang tién, hanh vi nao bi bo qua khi

mang lai doanh s0, va diéu gi xdy ra véi ngudi ddm noi that.

8.2 PAC PIEM VA CAC DANG VAN HOA TRONG TO CHUC

8.2.1 Bay dic tinh co ban ciia vin héa to chirc

Mot cach phd bién d¢é mo ta van héa la danh gia mic do ndi bat cua bay dic tinh; chung
két hop vo1 nhau tao nén “tinh cach” cua t6 chirc. HO so bay dac tinh cua hai td chirc
khac nganh c6 thé rat khac nhau — nhur minh hoa giita mot cong ty cong nghé (dé cao doi

mo&i, canh tranh) va mot bénh vién (dé cao cht y chi tiét, 6n dinh).

Bay dac tinh co ban cla van héa té chirc
(hé so minh hoa: céng ty céng nghé vs bénh vién)

= (C6ng ty cong nghé
DEi mai & = Bénh vién
chdp nhén rui ro

fiih hudng
con nguai

M.Econ Dang Thien Tam 8
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Hinh 8.3 Bdy dic tinh co ban ciia vin héa té chive (ho so minh hoa)

Bing 8.4 Bay diic tinh co bén ciia vin héa to chirc

Pac tinh

Noi dung

Ham y quan tri

P6i m6i & chap

nhén rii ro

Chii y chi tiét
Pinh hwéng két
qua

Pinh huwdéng con
nguoi

Pinh hudéng
nhom

Quyét
doan/canh

tranh

On dinh

Mirc khuyén khich dé xuat y
tudng mai, thir nghiém, chap
nhén rui ro ¢6 kiém soat.

Mirc yéu cau chinh x4c, phan
tich k¥, chu ¥ chi tiét.

Mirc chu trong két qua cudi cung

hon phuong phap.

Mirc quyét dinh xét dén tac dong
1én nguoi lao dong.

Mirc cong viée to chirc theo

nhom thay vi ca nhén.

Muc khuyén khich nang no, canh

tranh, muc tiéu cao.

Murc uu tién trat tu, quy trinh, an

toan, lién tuc.

Can co ché hoc héi tir sai

1am thay vi d6 15i.

Phu hop y té, hang khong, tai
chinh, san xuét chinh x4c.
Tranh danh d6i dao duc hodc
stic khoe dé dat chi tiéu.

Tao cam két va giit chan
nhan tai.

Thiét ké thuong/danh gia
phu hop dé tranh “4n theo™.

Can béng vo1 hop tac va dao

dtrc.

Hittu ich khi rai ro cao nhung

¢6 thé can tré doi moi.

Khéng c6 mdt md hinh vin héa duy nhat phi hop cho moi t6 chire; vin hoa can phu hop

véi chién lugce, nganh nghé, cong ngh¢, moi truong va giai doan phat trién — tinh than

cua tu duy duy phong (contingency).

8.2.2 Viin ho6a chinh thong, vin héa b phan va phin vin héa

Vin héa chinh théng 1a hé gia tri va y nghia chung duoc phan 16n thanh vién thira nhan.

Trong t6 chutrc 16n, mdi bd phan, nghé nghiép, dia diém, dy 4n hodc thé hé c6 thé hinh

thanh van hoa bo phan riéng — c6 thé bd sung hodc xung dot v6i vin hoa chinh thong.

Phan vian hoa 1a nhom gia tri chdng lai hodc thach thirc van héa chinh thong.

M.Econ Dang Thien Tam
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Bing 8.5 Cdc dang vin héa trong té chirc

Dang van
Khai niém
hoa

H¢ gia tri chung dai
Van hoa _ L
dién cho ban sac tong

chinh théng ,
the.

H¢ gia tri riéng cua
Vin héa bo '
phong ban, chi nhénh,

phan .

nghé, du an.

Nhoém gia tri chong
Phan van

lai hoac thach thirc
hoa

van hoa chinh thong.

Vidu

Ngén hang tuyén b
“kiém soat riii ro va
phuc vu khach hang 1a

uu tién”.

Phong R&D dé cao thir
nghiém; phong phap ché

dé cao tuan thu.

Nhém phan d6i vin héa
“lam thém gi¢ 1a binh

thuong”.

8.2.3 Su phil hep giira con nguoi va to chirc

Rui ro can luu

y

Néu qua chung
chung, tré thanh

khéu hiéu.

Tao silo, giam
phoi hop néu
thi€u muc ti€u

chung.

Gay xung dot
nhung cling la
tin hiéu canh

bao dé hoc hoi.

Nguoi lao dong thudng bi thu hat boi to chire cd gia tri tuong déng véi gia tri ca nhan,

va c6 xu hudng roi bo khi cam thay khéng twong thich (person—organization fit). Tuyén

dung theo van hoa khong phai 13 tuyén nhiing nguoi giéng hét nhau, ma 1a tuyén nhitng

ngudi chia sé gia tri nén tang dong thoi mang lai sy da dang vé nang lyc, kinh nghiém va

goc nhin.

M.Econ Dang Thien Tam

Luu y dao duc — Tu “culture fit” sang “culture add”

vira bod sung goc nhin méi gitp van hoa phat trién.

Tuyén dung “pht hop van hoa” khong duoc bién thanh 1y do loai bo sy khac biét vé
gidi, tudi, vung mién, khuyét tat, quan diém hodc nén tang xa hoi. Tb chuc hién dai

nén chuyén tir “culture fit” sang “culture add”: irng vién vira phu hop gia trj cdt 164,
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8.3 VAN HOA MANH, VAN HOA YEU: CHUC NANG VA PHI CHUC NANG

8.3.1 Vin h6a manh va vin héa yéu

Vian hoa manh 1a van héa trong do cac gia tri c6t 161 duoce chia sé rong rai, tin tudng sau
sac va anh huong 16n dén hanh vi. Vian hoa yéu 1 van héa ma cac gié tri chung khong 16
rang, khong dugc chia sé rong hoac khong du strc dinh huong hanh vi. Trong van hoéa
manh, nhin vién thuong biét rd diéu gi dugc mong doi ma khong can qua nhiéu quy dinh;
trong van hoa yéu, t6 chirc phai dya nhiéu hon vao giam sat, tha tuc va kiém soét chinh

thire.

Bang 8.6 So sanh van héa manh va van hoa yéu

Tiéu chi Van héa manh ‘ Vian héa yéu

Mirc do chia sé Cao; nhan vién hi€u va tin vao  Thap; gid tri mo hd hodc chi
gia tri gia tri cot 161 ton tai trén giay.
Anh huéng déen Manh; tao chuan muc ty kiém  Yéu; can nhi€u quy dinh va
hanh vi soat. giam sat.

Linh hoat hon trong mdt s6 boi

Tac dong tich Tang cam két, gidam mo ho vai o .
canh vi it rang budc truyén

cue tro, ting phdi hop. ,

thong.
Tac dong tiéu C6 thé bao thu, loai trir khac D& thiéu ban sic, gidm cam
cue biét, chéng thay ddi. két, tang xung dot chuén muc.

8.3.2 Chiic ning ciia viin-héa to chire
Vin héa thyc hién nhiéu chirc ning quan trong ddi véi to chirc:
« Tao ban sic va su khac biét giita t6 chic ndy véi to chire khac.
* Tao cam gidc déng nhét, thudc vé va tu hao cho thanh vién.
« Khuyén khich cam két d6i vi myc tiéu 16n hon lgi ich c4 nhan.
« Nang cao 6n dinh ctia hé thong x4 hoi thong qua cac chuin muc chung.

« Dinh hudng hanh vi, giup nhan vién hiéu cach ra quyét dinh va xir Iy tinh hudng.

M.Econ Dang Thien Tam 11
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» Giam chi phi kiém soat chinh thuc khi gia tri chung da duoc ndi tam hoa.

« Tang kha ning thuc thi chién luge khi vin hoa phu hop véi muc tiéu kinh doanh.

8.3.3 Miit phi chirc niing ciia vin hoa to chirc

Vin hoa c6 thé 13 tai san chién lugc nhung ciing c¢6 thé trd thanh ganh ning. Khi moi

truong thay doi nhanh, vin héa timg gitp to chirc thanh coéng c6 thé bién thanh luc can

néu né lam t6 chirc tuy man, tir chdi hoc hoi hodc trirng phat tiéng noi khac biét.

Can tr¢ thay
déi

Can tro da

dang

Can tro

M&A

Tao doc hai

Qua am anh

hi€¢u suat

Bing 8.7 Mt phi chirc ning ciia vin héa to chirc

Rao can Biéu hi¢n Hau qua Cach xir ly

Qua tén vinh cach lam
cl, so sai, s¢ thur

nghiém.

Chi chip nhén nguoi

“giéng chiing ta”.

Hai to chirc ¢6 chuan
muc va quyén lyc khéc

nhau.

So hai, do 161, quay roi,

che giau sai pham.

Chi tiéu ngan han lan

at dao duc va suc khoe.

Mit kha ning
thich g, bi d6i

thu vuot qua.

Thiéu sang tao,
tang thanh kién,
mét nhan tai.
Xung dot, nghi
viéc, mat gia tri

cong huong.

Giam an toan tam
1y, tang hanh vi
phi dao duc.

Kiét suc, gian lan,
suy giam danh

tiéng.

Van hoa hoc hoi, thir
nghiém nho, khuyén

khich phan bién.

Chuyén tir culture fit
sang culture add;
quan tr1 DEL

Tham dinh vin hoa
trudce sap nhap; tich
hop ting giai doan.

Speak-up culture,
bao v¢ ngudi bao
cdo, xu ly 1anh dao

doc hai.

Can bang KPI voi
gia tri, dao duc, bén

viing va phuc loi.

Myth or Science? — “Van héa manh luon tot hon vian hoa yeéu”

M.Econ Dang Thien Tam
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Rao can Bicu hi¢n Cach xwr ly

Khong hoan toan ding. Vin hoa manh chi tao lgi thé khi phui hop véi chién luge,
moi trudng va chuan muyc dao dirc. Mot van hda manh nhung sai hudng co thé 1lam
t6 chirc chng thay doi, loai trir khac biét va che giau sai pham hiéu qua hon. Vi vay
nha quan tri can hoi: van héa manh vé diéu gi, manh dé phuc vu muyc ti€u nao, va

c6 phu hop vé6i bdi canh hién tai khong?

Binh luin chuyén sau — Khi chinh “thanh céng” tré thanh cai biy vin hoa

Nghich 1y 16n ctia van hoa manh 13 co ché ty cing cd: nhimg gia dinh timg mang
lai thanh cong duoc lip lai, khen thudng va nang 1én thanh “chan 1y, dén murc to
chtrc nging dat cau hoi liéu chiing con dang khong. Khi moi trudng doi chidu (cong
nghé mai, d6i thu méi, ky vong khach hang méi), chinh van hoéa manh lai khéa to
chure vao qua khir — day 1a hién tugng “competency trap” va “active inertia”: t6 chirc
phan tng v6i thach thire méi bang cach 1am nhiéu hon nhiing gi timg hiéu qua, thay
vi 1am khac di. Lich sir kinh doanh day nhiing cong ty dan dau bi thay thé khong
phai vi thiéu ning luc, ma vi vin héa manh khién ho khong thay hodc khong tin vao
su thay d6i. Ham y: van hoa manh phai di kém mdt “meta-gia tri” — d6 1a gié tri hoc
hoi va tu van lién tuc, cho phép thach thirc ca nhimng gia dinh thiéng liéng nhat. Vin
hoa bén vitng khong phai van héa clirg nhat, ma 13 van héa biét tu thay d6i dung

lac.

8.4 HINH THANH, DUY TRi VA HOI NHAP VAN HOA TO CHUC

8.4.1 Vin héa bit dau nhu thé nao?

Phong tuc, truyén thong va cach thiic hoat dong ciia mot to chirc thudng bat ngudn tir
nhiing gi t6 chtrc da 1am trong qua khir va mirc d6 thanh cong cua cach lam dé. Trong
giai doan dau, nguoi sang lap c¢6 anh hudng dic bi€t manh vi ho lya chon nguoi tham
gia, thiét ké cAu tric ban dau, dua ra chudn muc hanh vi va truyén tai niém tin vé muc

dich ton tai cua to chirc.
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Vin héa hinh thanh theo ba co ché: thi nhat, nguoi sang 1ap tuyén chon va giir lai nhiing
nguoi co gia tri twong thich; thur hai, ho xa hoi hoéa nhan vién theo céch suy nghi, cam
nhan va hanh dong cua minh; thir ba, hanh vi cua chinh nguoi sang 1ap trd thanh biéu
trong dé nhan vién quan sat va bat chude. Khi to chire thanh cong, cac gia dinh ban dau

dugc cung co va tr¢ thanh van hoa.

Quan ly cdp cao

Triét Iy cha Tiéu chudn Vin héa td
ngudi sang lap tuyén dung chire

H&i nhap

Hinh 8.4 Quy trinh hinh thanh, duy tri va truyén tdi vin héa t6 chirc

8.4.2 Cac yéu t6 duy tri viin héa
Khi vin hoa d3 hinh thanh, mot sb thue tién quan tri giup duy tri né bang cach cho nhan
vién nhitng trai nghiém tuong ty. Ba luc duy tri manh nhét 13 tiéu chuan tuyén dung, hanh

vi ctia lanh dao cap cao va phuong phap xa hoi hoa.

Bing 8.8 Cdc yéu to duy tri vin héa té chivc

Co ché tac dong Vidu quén tri

Chon nguoi ¢6 nang luc va , . o
Phong van hanh vi theo gid tri;

Tiéu chuan chia sé gia tri cot 101; tranh ,
. _ _ , mo phong tinh hudng dao duc;
tuyén dung nguoi phé hoai chuan muc dao o .
realistic job preview.
dtrc.

i Hanh vi cua lanh dao cho théy Lanh dao cong khai hoc tir sai
Lanh dao cap o . :
gia tri nao thuc sy dugc vu lam; khong thuong cho két qua
cao .
tién. dat bang cach sai.
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Co ché tac dong Vi du quén tri

Thudng cho hop tac, hoc hoi,

Hé thong khen  Hanh vi duoc thuong sé& lap lai

an toan, déi moi, phuc vu

thuéng va lan rong. Khach b
ach hang.

Gitp nhan vién méi hiéu chuan  Onboarding 30-60-90 ngay:;
Qua trinh hoi _ .
muc, mang ludi quan h¢ va y mentor/buddy; storytelling;

nhap )
nghia cong viéc. phan hoéi dinh ky.

. Lam rd cau chuyén chung, uvu , _ )
Truyén thong , Town hall, kénh s0, ban tin ndi
tién chién luoc va hanh vi .

noi bo b0, cong dong thuc hanh.

mong doi.

Theo do1 khoang cach gitra gia  Khao sat pulse, chi s6 gan két,
Do lwong va . .
. tr1 tuyén bo va trai nghiém phong van nghi viéc, dir liu
phan hoi ) ;

thuec te. khiéu nai.

8.4.3 Qua trinh hoi nhap nhan vién mai (xa hoi hoa)

Hoi nhap khong chi 13 thu tuc hanh chinh ban dau ma 13 qua trinh chuyén déi giup nhan
vién méi hiéu t6 chuc, xay dung quan hé, hoc chuan muc hanh vi va tim thiy vai trd cta
minh trong hé thong vin hoa. Qua trinh nay thudng gém ba giai doan: giai doan trudc
khi bat ddu (hinh thanh ky vong qua tuyén dung, website, phong van, 10i ké); giai doan
co xat (d6i chiéu ky vong véi thue té cong viée, cap trén, ddng nghiép, nhip d6 va chuan
muec); va giai doan thay d6i — thich nghi (diéu chinh cach lam, xdy mang ludi, hiéu “luat

choi” chinh thirc va khong chinh thtc, ting cam giac thudc vé).

Goi y thiét ké onboarding hién dai

Mot chuong trinh hoi nhap hiéu qua nén két hop: (1) gidi thiéu gia tri va lich st to
chtrc; (2) dao tao vai tro cong vige; (3) mentor/buddy; (4) muc ti€éu 30-60-90 ngay;
(5) phan hoi hai chiéu; (6) huéng dan dung cong cu sb; (7) dbi thoai vé dao dirc,

DEI, an toan va van héa phan hoi.
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Binh luin chuyén sidu — Xa hdi hoa: dao hai lwdi giira hoi nhap va dong héa

X4 hoi hoa gitip nhan vién méi nhanh chéng hiéu chuan myc va giam lo 4u, nhung
néu lam qua tay no c6 thé bép nghet chinh s da dang ma t6 chirc can. Nghién ctru
phan biét hai chién lugc: x4 hoi hoa “thé ché hoa” (institutionalized — chuan hoa, tap
thé, theo trinh tu, nhian manh “hay giéng chung t61”) tao nhan vién gén két, tuan thu
nhung dé rap khuon; va xi hoi hoa “ca nhan héa” (individualized — linh hoat, khuyén
khich nhén vién giit ban sic va dong gop goc nhin riéng) tao nhan vién d6i méi hon
nhung can vin hoa du vimg dé khong hdn loan. Lira chon khong phai dung — sai ma
tily muc tiéu: nganh can do tin cdy va an toan cao (hang khong, y té) nghiéng vé thé
ché hoa; to chirc can sang tao nghiéng vé c4 nhan héa. Ham ¥ hién dai gin voi
“culture add”: onboarding 1y twéng vira truyén chuin muyc cdt 18, vira mdi nhan

vién mdi mang dén di€u mdi — d€ hdi nhap khong tré thanh dong hoa.

8.5 TRUYEN TAI VAN HOA DEN NHAN VIEN

Vin hoa duoc truyén tai khong chi qua bai phat biéu cua lanh dao ma qua nhiing tin hiéu
lap di 1ap lai trong doi song to chire. Céc tin hiéu d6 giup nhan vién hiéu diéu gi duoc coi
trong, ai duoc t6n vinh, hanh vi ndo dugc chap nhan va cach to chirc phan Gmg trudc sai
1am. Bon phurong thirc kinh dién 1a cau chuyén, nghi 18, biéu twong vat chat va ngén ngir;

boi canh s6 bo sung thém hé thong nén tang va dir ligu.

Bing 8.9 Cdc phwong thivc truyén tdi vin héa té chive

Phwong thire Noi dung Vidu Luu y cap nhat

. Trong t6 chirc
Chuyén vé nguoi sang  Bill Bowerman (Nike) ,
, s0, cau chuyén
1ap, kho khan, thanh do6 cao su vao khuon
Cau chuyén L . L . lan qua video,
cong, sai lam, hanh vi  banh qué dé tao d¢ giay
podcast, mang

anh hung. méi. o
xa ho1 noi1 bo.
. Hoat dong lap lai Lé& vinh danh nhan Tranh nghi 1
Nghi I¢ . C . L :
nham cing c6 gid tri  vién, ngay do1 mai, hinh thure; phai
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Phwong thire

Biéu tuong

vét chat

Ngon ngir

(=)

H¢ thong s

Noi dung

va ton vinh hanh vi

mong doi.

Khéng gian, bd tri,
trang phuc, logo, cong
ngh¢, khu vuc lam

viéc.

Thuat ngir, khau hi¢u,
cach goi vai tro, cach
phan hoi, cach ndi vé

khéch hang.

Nén tang quan trj tri
thirc, cong cu cong
tac, Al, dir liéu hanh

Vi.

ngay Nha gido trong

giao duc.

Khong gian md, phong
sang tao, dashboard an
toan, phong cham so6c

stc khoe.

“growth mindset”;
“speak up”; “hoc tu sai

N
A 2

lam”.

Teams, Slack,
dashboard OKR, hé

théng hoc tap noi bo.

Luu y cap nhat

lién két véi hanh
vi that.

Trong hybrid,
biéu twong con &
nén tang sb va
trai nghiém
online.

Ngon ngit phai
di kém hanh
dong; néu khong
s€ tao mia mai

van hoa.

Can bang hi¢u
qua voi quyén
riéng tu va niém

tin.

Diém chung ctia moi phuong thirc: tin hiéu chi tao vin hoa that khi nhat quan véi hanh
vi, hé théng khen thuong va quyét dinh quan tri. Khi td churc dung cum tr “hoc tur sai
lam” thay vi “tim nguoi chiu trach nhi€ém”, nhan vién cdm nhan muc an toan tdm ly khac

nhau — nhung chi khi ngon ngtr dé6 dugc thuc hanh that.

Binh luan chuyén sau — Vi sao cau chuyén manh hon quy dinh?

B6 quy tic img xir mo ta hanh vi mong doi, nhung cau chuyén méi khién hanh vi
d6 dang nhé va dang noi theo. Ly do nam & tam 1y hoc nhan thirc: con ngudi ghi
nhG va truyén lai thong tin dudi dang ty su (narrative) t6t hon nhiéu so v6i danh
sach quy tac triru tuong; mot cau chuyén c6 nhan vat, xung dot va lya chon dao dirc
kich hoat ca cam xtic 1dn nhan thiic, bién gia tri thanh m6 hinh hanh vi cu thé. D6 1a

1y do céc t6 chire c6 van hoa manh thuong c6 mdt “kho chuyén” song dong vé nguoi
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sang 1ap, vé lan t6 chtic chon nguyén tic thay vi loi nhuan, vé mot nhan vién binh
thuong lam diéu phi thuong. Nhung mit trai cling dang luu y: cau chuyén duoc ké
chon loc c6 thé t6 hong qua khir, hop phap hoa cai cii va ngan thay doi (“hdi do
chung ta 1am thé ndy méi thanh cong”). Ham ¥ quan tri: hiy chi dong “cypat” cAu
chuyén — ton vinh dung hanh vi minh mudn nhan réng, déng thoi sén sang ké ca
nhing cau chuyén vé that bai va d6i méi dé van hoa khong bi déng bang trong huyén

thoai.

8.6 VAN HOA TIiCH CUC, VAN HOA PAO PUC VA VAN HOA POI MOI

Gi4o trinh hién dai nhan manh rang van héa khong chi dugc md ta ma con co thé duge
thiét ké va phat trién theo dinh huéng tich cuc, dao dic va d6i méi — ba hudng phat trién

quan trong cua van hoa t6 chuc hién nay.

Bing 8.10 So sdnh vin héa tich cwe, dao dirc va déi méi

Cong cu quan

Loai van hoa Trong tam Hanh vi c6t 16i
tri
L, . Coaching,
Phat trién di€ém manh, Cong nhan dong gop, ho o
recognition,

Vian hoa tich  ghi nhéan, stc séng va  trg hoc tap, phan hoi xay _
phuc loi, hoc

cue su truong thanh cua dung, cham séc¢ stic
tap ca nhan
nhan vién. khoe.
hoa.
Code of
, conduct,
Hanh vi dung dan, Noéi sy that, bdo vé nguoi
Van hoa dao . whistleblowing,
cong bang, minh bach  phan anh, khong danh
dirc dao tao dao

va trach nhiém. d6i dao duc lay két qua.
duc, tone at the

top.
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Cong cu quan

Loai van hoa Trong tam Hanbh vi cot 16i

tri

_ Pé xuat y tuong, thir Agile, design
Sang tao, thir nghiém,

Vin hoéa doi nghi¢ém nhanh, hop tac thinking, quy

hoc hoi va trién khai y ,
mai . lién chtrc nang, chap thir nghiém,
tudng mai. ,
nhan rui ro c6 ki€m soat. idea champion.

8.6.1 Phat trién viin héa tich cuc

Van hoa tich cuc nhdn manh xay dung trén diém manh cua ngudi lao dong, ghi nhan
nhiéu hon tring phat va khuyén khich phat trién c4 nhan — khong c6 nghia bé qua van dé
hay giam tiéu chudn hiéu suat. Nha quén tri phét trién van héa tich cuc qua ba nhém hanh
dong: thiét ké cong viéc co y nghia; cong nhan dong gop cu thé va kip thoi; tao diéu kién

dé nhan vién hoc hoi, phuc hdi nang lugng va xay dung quan hé tich cuc.

8.6.2 Phit trién viin héa dao dirc
Vin héa dao dtrc dugc xay dung khi t6 chirc khong chi yéu cau tuan thu quy dinh ma con
tao moi trudng dé nhan vién néu van dé, phan bién quyét dinh sai va hanh dong theo
nguyén tic cong bang. Ba yéu to then chbt:

« Tone at the top: 1anh dao cip cao noi va 1am nhét quan vé dao durc.

« Justice in practice: quy trinh ky luat, thing tién, tra luong va phan cong cong viéc

phai cong bang.
« Speak-up culture: ngudi lao dong cé thé bao cdo rui ro hodc sai pham ma khong

so tra dua.
8.6.3 Phat trién viin hoa déi mai
Vin hoa d6i moi khong chi 1a khuyén khich y twong mai; né doi hoi bdi canh phi hop,
nguén luc cho thtr nghiém, co ché lya chon ¥ tuong, nguodi bao trg y tudng va kha nang

chuyén y twéng thanh trién khai. T6 chiic c¢6 van héa d6i mdi can cho phép bat dong xay

dung, thir nghiém c6 kiém soét va hoc hoi tir dir liéu.

Bing 8.11 Checklist xdy dung vin héa déi méi
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Cau hoi Dau hiéu tot Dau hi€u canh bao

Nhén vién ¢6 dam néu Phan bién xay dung trong  Im lang, né tranh cip trén,
y twéng trai chiéu hop, khong quy chup ca chi néi diéu lanh dao

khong? nhan. mudn nghe.

. D6 16i, che gidu, phat
Sai lam dwgc xir ly Phan tich nguyén nhén, rat _ . .
nang moi thir nghiém that

thé nao? bai hoc, cai tién quy trinh. ot
ai.

, . Quy thu nghiém, thoi gian Y tudng ding ¢ khau
Y tudng c6 nguon luc
, sang tao, nhom lién chirc hi€u, khong ngan sach
trién khai khong? _
nang. hoac nguo1 phu trach.

Thir nghi€ém véi nguoi , ,
Khach hang c6 tham . . Phat trién san pham chu
. dung, do phan hoi, cai tién , o .
gia doi mé&i khong? yéu theo giad dinh noi bo.
nhanh.

Luu y dao dirc — An toan tam ly la nén ciia ca ba hwdéng van hoa

Vin hoa tich cuc, dao duc va d6i mdi déu dya trén mot diéu kién chung: an toan
tam 1y (psychological safety) — niém tin rdng no6i that, néu van dé, thira nhan sai lam
va dé xuét ¥ tudng méi sé khong bi tring phat. Thiéu an toan tam 1y, moi khau hiéu

vé “d6i mGi” hay “chinh truc” déu tré thanh hinh thiec.

8.7 VAN HOA TO CHUC TRONG BOI CANH MOI

8.7.1 Pa dang, cong bang va hoa nhip (DEI)

Vin hoa can tao diéu kién dé cac nhom nhan vién khac nhau c6 co hoi dong gop va phat
trién. DEI khong chi 1a chinh sach nhan sy ma 1a mdt phﬁn cua van hoa: ai duoc 1éng
nghe, ai dugc thing tién, tiéng néi thiu sb c6 dugce xem trong khong va sai 1éch vé thire
duogc xir Iy thé nao. Vian hoa hoa nhép giup khai thac da dang nhan thirc, giam thanh kién

va tang chat luong quyét dinh.

8.7.2 ESG/CSR va viin hoa bén viing
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T6 chirc ngay nay chiu ap luc ngdy cang 16n tir khach hang, nha dau tu, nguoi lao dong
va xa hoi vé trach nhiém moi truong, xa hdi va quan tri. Vin hoa bén viing khong chi
nam & bao cio ESG ma phai tich hop vao chién lugc, chudi cung tng, thiét ké san pham,
hanh vi 1anh dao va hé thdng thudng. Néu van hoa chi tuyén bd bén viing nhung thuc té

khuyén khich tang truong bang moi gia, to chic dé bi xem 1a “greenwashing”.

8.7.3 AL dir liéu va giam sat s6

Al va dir liéu 16n dang thay doi cach t6 chirc do ludng hiéu suét, tuyén dung, dao tao,
cong tac va ra quyét dinh. Cong nghé c6 thé hd trg minh bach va hoc hoi, nhung ciing c6
thé tao van hoa giam sat néu nguoi lao dong cam théy bi theo ddi lién tuc. Van dé cbt 16
khong phai c6 dung Al hay khong, ma Al dugc dung theo gia tri nao: hd trg con ngudi,

tang cong bang va hoc hoi, hay kiém soat qua murc va lam suy giam niém tin.
Bing 8.12 Nguyén tic vin héa khi dp dung Al trong té chirc
Nguyén tic ‘ Cau héi quan tri
Nhan vién c6 biét dir litu ndo  Cong bd chinh sach dir licu, giai
Minh bach duoc thu thap va dung lam gi ~ thich thuat toan trong danh gia

khong? nhan sy.

Al ¢6 tao thién 1éch véi nhém  Kiém toan thut toan, danh gia

Cong bang nhan vién/lg vién nao tac dong DEI, c6 quyén khiéu
khong? nai.
AI hd tro hay thay thé phan _ . N
Tang cwong Dung Al goi1 y; quyét dinh cudi
doéan quan Iy mot cach may . .
con nguoi - c6 trach nhiém cta con nguoi.
moc?

Tbi thiéu hoa dir liéu, phan

Bido mat va Dir liéu c4 nhan c6 duoc bao .

quyén truy cap, tuan thu phap
riéng tuw v€ phu hop khong?

luat.
Hoc héi lién T6 chire ¢6 hoc tir dit lidu va Dao tao Al literacy, vong phan
tuc phan hoéi ngudi ding khong?  hoi, cai tién quy trinh.
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8.7.4 Lam viéc hybrid va vin héa sb

Lam viéc tir xa va hybrid lam gidm sy phu thudc vao khong gian vat Iy nhung khong lam
van hoa bién mat; nguoc lai, van hoa tré nén quan trong hon vi nhan vién can chuan muc
rd rang vé giao tiép, phdi hop, tin twéng, phan hdi va ranh gidi cong viéc — cude sbng.
T6 chirc can thiét ké “nghi 18 s6”: hop dinh ky c6 muyc tiéu, quy tic phan hoi, ghi nhan

thanh tich online, khong hop qua tai va co ché két nbi xa hoi dé tranh co lap.

8.7.5 Van hoéa trong khiing hoiang

Khung hoang 1a phép thir van hoa. Khi d6i mat bién dong, to chirc boc 16 16 gia tri that:
bao vé con ngudi hay chi bao vé chi tiéu, minh bach hay che giau, hoc hoéi hay do 15i,
cong tac hay chia ré. Mot van hoa tot trong khung hoang can toc do, minh bach, long tin,

nang luc phdi hop va su quan tam dén stc khoe tinh than cia nhan vién.

Binh luan chuyén sau — Cong ngh¢ khong trung lap vé viin hoa

Mot ngd nhan pho bién 1a xem AL dit liéu va cong cu s6 nhu nhimng céng cu “trung
1ap” chi phuc vu hiéu qua. Thuc ra mdi lva chon cong nghé déu ma hoa mot gid dinh
vin héa. Quyét dinh do “sb gid online” thay vi “két qua” phat di thong diép to chirc
tin nhan vién can bi giam sat (gia dinh kiéu thuyét X). Quyét dinh dé thuat toan xép
hang nhén vién ma khong giai thich dugc phat di thong diép con ngudi 1a “diém s6”.
Nguoc lai, dung Al dé giam vi¢c 1ap lai va tra lai thoi gian cho cong viéce sang tao
phat di thong diép ton trong con ngudi. Vi vay, khi trién khai cong nghé, cdu hoi
quan tri quan trong nhat khong phai “cong cu nay c6 hiéu qua khong?” ma “cong cu
nay dang cing c6 gia dinh van hoa nao — tin twéng hay kiém soat, phat trién con
ngudi hay t6i wvu hoa con ngudi nhu ngudn lyc?”. Trong ky nguyén sd, lua chon

cong nghé chinh la Iya chon van hoa.

8.8 THAY DOI VAN HOA TO CHUC

8.8.1 Vi sao thay ddi vin héa khé?

Thay d61 van hoa kho vi vdn hoa gan véi ban sac, quyén luc, thoi quen, 1o1 ich va ky e

thanh cong cua t6 chirc. Nhimng diéu timg gitp to chiic thanh cong thudng duoc xem la
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“dung”, ngay ca khi bdi canh di thay d6i. Ngoai ra, nhan vién c6 thé khang cy vi s mat
nang luc, mat vi thé, mat quan hé hodc khong tin 1anh dao thuc sy cam két.
« Vin hoa nam ¢ gia dinh nén tang nén kho quan sat va kho tac dong truc tiép.

« Céc hé théng HR, KPI, thudng phat va cau trac quyén luc thudng cing c¢b vin hoa

~

cll.
« Lanh dao c6 thé tuyén bd thay doi nhung hanh vi hing ngay lai giri tin hiéu nguoc.
« Thay d6i vin hoa thuong khong tuyén tinh; c6 thé tién trién, lui lai va xut hién
xung dot.
8.8.2 Cac cach tiép cin quan tri thay doi vin héa

Quan tri thay d&i van héa: Lewin (3 pha) tich hop Kotter (8 budc)

RA DONG THAY DOI TAI DONG KET
Tao cép thiét, pha vo - Tam nhin, truyén théng, —-» Mé& réng, neo vao hé théng
tu man, lap lién minh trao quyén, thang lgi ngan han HR, lanh dao, khen thuéng
1 Cap thiét - 2 Lién minh - 3 Tadm nhin - 4 Truyén théng - 5 Trao quyén - 6 Thang Igi ngan han - 7 Md réng - 8 Neo vao van hoa

Hinh 8.5 Quidn tri thay doi vin héa: tich hop Lewin va Kotter

Bing 8.13 Cong cu thay déi vin héa to chirc

[ 4

Khi nao sir dung Piém can cha y

Khi can khung don Tranh hiéu thay

Mo hinh Ra dong — thay doi — , . , .
gian dé truyén thong doi 1a tuyén tinh
Lewin tai dinh hinh. , ,
thay doi. tuyét doi.
Tur tao cap thiet dén Khi can chuong trinh ~ Thang lgi ngan
Tam budc . N .
neo thay d6i vao van  chuyén doi quy mo han phai that,
Kotter
hoa. 16n. khong hinh thirc.
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Muc dich

Khi nao sir dung

Piém can cha y

Nghién ctiru

hanh dong

Phat trién t6

chire (OD)

Appreciative

Inquiry

Chan doan — can thiép

— danh gia — hoc hoi.

Can thi€p vao con
nguoi, nhom, quy
trinh va hé théng.
Tap trung vao diém
manh va ltc t6 churc

van hanh tt nhat.

Khi can thay dbi dua
trén dir liéu va su

tham gia.

Khi van dé 1a xung
dot, hop tac, niém tin,

lanh dao.

Khi mudn tao ning
luong tich cuc cho

thay doi.

8.8.3 Nguyén tic thie hanh Kkhi thay déi vin hoa

Can dir liéu dang
tin va su tham gia

thuc chét.

Can chuyén gia
dan dat va cam
két dai han.
Khoéng bo qua rui
ro hoac van dé

dao duc.

« Bit dau tir hanh vi cu thé, khong chi tir khau hiéu (vi du “ton trong khach hang”

phai thanh quy chuan xtr Iy phan nan va boi thuong).

« Lanh dao phai néu guong trong nhimg quyét dinh kho, vi nhan vién quan sat hanh

vi hon 1a nghe thong diép.

« Diéu chinh dong bo hé théng nhén su: tuyén dung, dao tao, danh gia, thudng phat,

thang tién, ky luat.

« Tao nhom tién phong va lan toa qua chién thing ngin han dé giam hoai nghi.

* Do luong lién tuc bﬁng ca dir liéu dinh lugng va cau chuyén dinh tinh.

» X ly cac biéu tugng cua van hoa cii néu chung mau thuan véi dinh hudéng maoi.

« Bao vé ngudi dam noi that, vi thay d6i vin hoa khong thé xay ra néu t6 chuc trimg

phat tiéng noi phan bién.

Binh luin chuyén sdu — Thay doi viin hoa: doi hé thong trwdéc hay doi niém tin

truoc?

C6 hai trudng phai vé thay doi van hoa. Trudng phai “tir trén xudng — d6i niém tin

trudc” tin rang phai thay d6i nhan thirc va gia tri ctia con ngudi (qua dio tao, truyén
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thong, tim nhin) thi hanh vi mé&i d6i. Truong phai “tir hanh vi vao — d6i hé théng
trudc” cho rang cach nhanh nhat dé d6i van hoa 1a doi cac “don bay” cing — tiéu chi
tuyén dung, KPI, hé théng thuong, ai dugce thang tién — dé budc hanh vi méi Xuét
hién, va niém tin s& thay d6i theo sau (con ngudi hop 1y héa hanh vi ciia minh — lién
hé bat hoa nhan thirc, Chuong 3). Bang chimg thuc tién nghiéng vé két hop nhung
vu tién don bay hé thong: khau hiéu va hoi thao hiém khi d6i dugc vin héa néu hé
thong khen thuong van tuéng thuéng hanh vi cii. Mot to chirc ho hao “hop tac”
nhung van xép hang va thuong ca nhin theo dudng cong sé& khong bao gior tré nén
hop tac. Ham ¥ sdc bén: mudn biét mot chuwong trinh thay d6i van hoa c6 that khong,
dimg nhin vao tuyén bd tam nhin; hiy nhin xem to chirc da d6i hé thong dénh gia,

thudng va thang tién hay chua.

8.9 PO LUONG VA CHAN DOAN VAN HOA TO CHUC

Vin hoa khé do vi vira ¢6 phan hitu hinh vira ¢6 phan ngadm dinh. Nha quan tri ¢ thé
chan doan bang cach két hop nhiéu ngudn dir liéu. Khong nén chi dya vao khao sat (ngudi
lao dong c6 thé tra 101 theo didu ho nghi 1a “dung”) cling khong nén chi dua vao quan sat

cam tinh (dé thién léch).

Bing 8.14 Céng cu do lwong va chan dodn vin héa

Dir li¢u thu dwoc Uu diém Han ché
. R Co thé bi tra 1oi

Cam nhan vé gia tri, cong D€ so sanh gilra
Khio sat van . . N xa hoi mong

bang, tin tuéng, d6i mdi, b phan va theo L
ho6a/khi hau muon; can bao

an toan tam ly. thoi gian.

mat.

Cau chuyén, trai nghiém, ) . Ton thoit gian;
i . Hiéu chiéu sau va
Phéng van sdu  mau thuan gitra gia tri phu thuoc ky
ngtr canh.

tuyén bd va thuc té. nang phong van.
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Nhan thirc nhom vé C6 thé bi chi
, Tao thao luan va ,
Focus group chuin muc, xung dot, rao phdi bdi nguoi
giai phap chung.

can thay doi. c6 quyén lc.

Khoéng gian, nghi 1¢, hop, Nhin duoc vin Can thoi gian va
Quan sat hién

kénh sb, biéu tuong, hoa trong hanh khung phan tich
vat
tuong tac. dong. 10.
Nghi viéc, Véng mat, Phat hién xu Dt li¢u khong tu
HR analytics khiéu nai, thang tién, da  hudng va diém gidi thich nguyén
dang, hoc tap, hi¢u Suét. nong. nhan.
o , . Canbao vé
Luong giao ti€p, nguoi Httu ich trong t6 L
Phan tich mang o ) .. . Qquyénriéng tu va
. két no1, silo, nhoém anh chirc hybrid vas6 .
luéi to chire giai thich minh
huodng. hoa.

bach.

B¢ ciu héi chan doan nhanh danh cho nha quan tri
— Nhitng hanh vi nao dugc khen thuéng nhiéu nhat?
— Aila “nguoi hung” trong cau chuyén ndi bo?
— Nhan vién ¢6 dam néi su that véi cép trén khong?
— Sai lam duoc xem 1a co hoi hoc hoi hay 1y do trirng phat?
— Khi c¢6 xung dét gitra loi nhuén va dao duc, t6 chirc chon gi?
— Gia tri cot 161 ¢6 xuat hién trong tuyén dung, thing tién va ky luat khong?

— Nhén vién méi mét bao lau dé hiéu “luat choi” khong chinh thirc?

TINH HUONG CHUYEN NGHIEP

I 4 r r
TINH HUONG 8.1 — Netflix: vin hoa xuat sac va “farming for dissent”
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Boi canh: Netflix 1a vi du ndi bat vé van hoa t chirc duoc quan tri nhu mot hé théng
hanh vi. Ban Culture Memo cép nhat dugc hoan thién sau qué trinh goép y ndi bo kéo
dai, voi hang nghin binh luan tir nhan vién. Vin hoéa nhdn manh “people over
process”: tuyén va giit ngudi nang luc cao, trao quyén tu chu, ky vong trach nhiém
va phan hoi thang thin; cung tinh than “farming for dissent” — cht dong tim bt dong
dé cai thién chat luong quyét dinh.
Phan tich: Pay la dang van héa manh, dinh hudng hiéu suit va ddi méi. “Farming
for dissent” 14 co ché chong tu duy nhém (Chuong 5): chii dong moi phan bién 1am
giam rti ro dong thuan mu quang. Tuy nhién, van hoa hiéu suat cao ciing tao ap luc
lién tyc; an toan tam ly phu thudc vao cach phan hdi duoc thuc hanh, va danh gia
“phu hop van hoa” phai tranh tré thanh loai trir khac biét.
Y nghia quén tri: Vin hoa ty chu chi bén viing khi di cing minh bach, ning luc
cao, trach nhiém ca nhan va co ché phan bi¢n an toan.
Cau hoi thio luin:

— Netflix duy tri van hoa manh theo nhitng dac tinh nao trong Bang 8.4?

— “Farming for dissent” gitip giam rui ro ra quyét dinh nhém thé nao?

— Vin héa hiéu suit cao c6 thé tao ap luc gi cho nhan vién?

— Néu 4p dung vao doanh nghiép Viét Nam, can diéu chinh gi dé phti hop vin hoa

quoc gia?

TINH HUONG 8.2 — Microsoft: tir “know-it-all” dén “learn-it-all” trong ky
nguyén Al

B6i canh: Microsoft dudi thoi Satya Nadella duoc xem nhu vi du vé chuyén doi van
hoa gan véi tu duy phét trién (growth mindset). Thay vi vin hoa “biét tat ca”, to
chtrc nhdn manh tinh than “hoc tat ca”, su déng cam, hop tac va hoc hoi lién tuc.
Chuyén d6i dién ra khong chi qua khau hiéu ma qua hé théng quan tri: danh gia cach
nhan vién déng gdp vao thanh cong ctia ngudi khac, khuyén khich thir nghiém, hoc

tir dir liéu va hop tac xuyén bg phan.
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Phén tich: Vin hoa “growth mindset” giup chuyén tir canh tranh noi bo sang phdi
hop, tir bao v¢ tri thirc cd nhan sang hoc hoi chung — dac biét quan trong khi Al lam
thay d6i san pham, quy trinh va ning luc can c6. Piém mau chdt: thay d6i duge neo
vao hé théng danh gi va hanh vi lanh dao, khong chi truyén thong.
Y nghia quan tri: Thay doi van héa can duoc neo vao hé thong danh gia, 1anh dao
néu guong va cac nang lyc moi nhu Al literacy, hoc hoi lién tuc va hop tac sé.
Cau hoi thio luin:

— Microsoft da thay doi gia dinh nén tang nao vé con nguoi va hoc hoi?

— Vi sao viéc doi hé théng danh gia lai quan trong v6i thay doi van hoa (lién hé

muc 8.8)?
— Growth mindset hd trg thich nghi vi AI nhu thé nao?

— Bai hoc nao 4p dung dugc cho mot t6 chirc Viét Nam dang chuyén doi s6?

TOM TAT CHUONG VA HAM Y POI VOI NHA QUAN LY

1. Vin hoéa td chirc 1a hé théng gia tri, niém tin, chuan muc, gia dinh va biéu tuong
dugc chia sé, dinh huéng hanh vi va tao ban sdc. Van hoa khéac khi hau: vin hoa sau
va bén, khi hau 1a cam nhan tirc thoi.

2. Vin héa gdm ba cap d6 (Schein): hién vat hiru hinh, gi4 tri tuyén bd va gia dinh nén
tang. Khoang cach giita gia tri tuyén bd va gia dinh nén tang quyét dinh van hoa
that hay hinh thtrc.

3. Vin hoa manh tao tu kiém soat va cam két nhung chi tdt khi phu hop chién luoc,
bbi canh va dao dirc; néu sai huéng, nd can tré thay doi va loai trir khac biét.

4. Vin hoa hinh thanh tir nguoi sang lap va duoc duy tri qua tuyén dung, 1anh dao cép
cao, khen thudng va xi hoi hoa; duogc truyén tai qua cau chuyén, nghi 1&, biéu tuong,
ngon ngir va hé thong sb.

5. Van hoa hién dai can phat trién theo huong tich cuc, dao dic va d6i mai, trén nén

an toan tim ly; déng thoi thich img v&i DEL ESG, Al hybrid va khing hoang.
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6. Thay ddi van hoa khé vi gan v6i ban sic va hé thong; can doi dong bo ca niém tin
va don bay hé théng (tuyén dung, KPI, thuong, thang tién), voi lanh dao néu guong
va bao vé tiéng noi.

7. Vin héa can dugc chan doan bang nhiéu ngudn dit liéu két hop, khong chi khao sat

hay cam tinh.

CAU HOI ON TAP VA THAO LUAN

p—

. Vin hoa t6 chirc 1a gi? Phan biét van hoa to chire va khi hau to chirc.

2. Trinh bay ba cip do vin hoa cia Schein. Vi sao “gid tri treo tuong” thudng vo hiéu?
3. Phan biét van hoa chinh théng, van hoa bd phan va phan van hoa. Cho vi du.

4. Vin héa manh c6 ludn tét hon van héa yéu khong? Phan tich.

5. Vian héa hinh thanh va dugc duy tri nhu thé nao? Vai tro ctia nguoi sang lap va lanh

dao cap cao.
6. Cac phuong thirc truyén tai van hoa 1a gi? Vi sao cdu chuyén manh hon quy dinh?

7. Phan biét van hoa tich cuc, dao dtic va d6i moi. Vi sao an toan tam ly 1a nén cua ca

ba?
8. Vi sao thay doi vin hoa kho? Nén d6i hé thdng trudc hay d6i niém tin trudc?

9. Lam thé nao dé chan dodn van hoa cua mdt t6 churc mdt cach dang tin cay?

TINH HUONG UNG DUNG TONG HQP

Cong ty “Viét Tin” va bai toan ddi vin héa khi chuyén ddi s6. Viét Tin 1a doanh
nghiép truyén thong 20 nim tudi, timg thanh cong nho ky luat, cip bic 15 va quy trinh
chat. Khi chuyén ddi sd, ban lanh dao treo khau hiéu “d6i mai, dam thu nghiém, hoc tur
sai 1am” va to chirc nhiéu hoi thao vin hoa. Tuy nhién sau mdt nim, nhan vién van ngai
dé xuat y tudng, cac thir nghiém thét bai bi phé binh ning, ngudi dugc thang tién van 1a
ngudi “an toan, khong sai sot”, va hé thong KPI van chi thuong két qua ngin han. Mot

sO0 nhan tai tré bat dau nghi viéc.
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Cau héi thao luan: (1) Dung mé hinh ba cap do Schein dé chi ra khoang cach giira gia
tri tuyén bd va gia dinh nén tang tai Viét Tin. (2) Vi sao hoi thao va khau hiéu khong d6i
duogc vin hoa? (3) Theo muc 8.8, nhitng don bay hé thdng nio can thay d6i? (4) Thiét ké
16 trinh thay ddi theo Lewin/Kotter cho 12 thang. (5) Lam sao do ludng tién bd vin hoa

mot cach dang tin cay?

Goi y phan tich

Vén dé dién hinh cta “vin héa khau hiéu”: gia trj tuyén bd (“d6i méi, hoc tir sai
1Am”) méu thuan vé6i gia dinh nén tang that (“an toan, khong sai méi duoc thudong”)
— nhén vién doc tin hiéu tir thing tién va KPI chtr khong tir poster. Giai phap phai
d6i don bay hé thdng: tiéu chi thing tién tuong thuong ngudi dam thir nghiém co
trach nhiém, KPI can b.%mg ngén — dai han va c6 chi s hoc hoi, co ché “that bai
thong minh”, lanh dao céng khai ké vé sai lam ctia chinh minh, va bao vé ngudi néu
¥ twong. Po ludng két hop khao sat an toan tam 1y, s6 dé xuat/thir nghiém, ty 1& gii

chan nhan tai tré va cau chuyén dinh tinh.
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