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- L.NHUNG VAN DE CHUNG
1. Khail niém chirc niang lanh dao
L3nh dao 1a qua trinh gay anh hudéng I&n nguoi khac dé

lam cho ho thuc sy san sang va nhiét tinh phan dau dé
hoanh thanh nhirng muc tiéu cua to chirc.

2. Noi dung caa chirec nang lanh dao
Thiét 1ap va truyén dat tam nhin cho to chirc
Huan luyén, c6 van va chi dan cho nhan vién
Pong vién, khich 1€ nhan vién
Giai quyét xung dot dé tao ra 1 moi trudng 1am viée hiéu
qua va hop tac
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~ ILNHALANHPAO

1. Phan biét nha lanh dao va nha quan tri
Lanh dao la qua trinh dinh hudng dai han cho chudi cac tac
dong cua chu thé quan tri. Quan tri la qua trinh chu thé t6
chire lién két va tac dong Ién doi tuong bi quan tri dé thuc
hién cac dinh hudng tac dong dai han.
Nguoi 1anh dao 14 ngudi tao ra mot vién canh dé co thé tap
hop dugc con nguoi.
Nguoi quan tri 1a nguoi tip hop nhan tai, vat luc dé bién
vién canh thanh hién thuec.
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2. Nhirng co so’ cua quyén luc =
/7\

2.1. Quyén han (Power)
Quyén han 1a kha ning ma ca nhan hay tap thé kiém soét
va st dung cac nguodn luc cua td chic dé tién hanh mot
cong viéc nao do.
Quyén han xuat phat tir nhiéu ngudn khac nhau nhu: dia vi
cua ngudi ra quyet dinh, kha nang chuyén mon va tri thic
cua ca nhan, quyeén luc duoc giao.

2.2. Quyén luc (Authority)
Quyén luc 14 quyén han duoc giao cho mot chitc vu chinh
thirc do mot nha 1anh dao dam nhiém va c6 tham quyén
quyet dinh.
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2.3. Trach nhi¢m (Responsibility) —

Trach nhiém la nghia vu doi héi phai hoan thanh tot nhiém
vu nao do.

Trach nhiém phai gan lién voi quyén luc va quyén han.

2.4. Nhitng co sé ciia quyén lwc
Quyén han, quyén luc va trdch nhiém la nhiing khia canh
trong tam cua lanh dao. Mot nha lanh dao thanh cong phai
c6 quyén han, quyén luc va phai biét st dung chliing mot
cach phu hop.
John French va Bertram Raven xac dinh nam nguon hinh
thanh ciia quyén luc 1anh dao.
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a. Quyén lwe chinh thirc/Quyén lic hop phap/Qkaen
lwevitri

Quyén luc chinh thitc va quyén han la mot.

Quyén luc chinh thic 14 quyén luvc ma mot nguoi ¢ duge
tir vi tri cua ho trong t6 chure.

Nhiing nguoi 6 vi tri quyen luc chinh thac thi cling co
quyén khen thuéng va quyén cudng ché, nhung quyén lyc

chinh thtrc thi rong hon quyén khen thudng va quyén
cuong che.
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b. Quyén lwc cwéng chélép buic/trivng phat _—

la-quyén luc dua trén kha nang trung phat hoac kiém soat
cua nguoi lanh dao.

Quyén luc cudng ché/ép budc dua trén co sd phuc tling cia
cap dudi do ho lo sg phai chiu nhitng hinh phat ndo dé khi
Khong tuan theo ménh 1€nh cta nha lanh dao. Hinh phat
hao gom nhiéu hinh thtce nhu: khién trach chinh thiec, ha
lwong, giang cap, dinh chi cong tac hay dudi viéc.

Tuy nhién, quyén luc cudng ché/ép budc co thé khdng phat
huy tac dung, nang cao hiéu qua nhu khen thuéng. Béi
nhiéu nhan vién co hé cd nhiing phan tng tiéu cuc do6i vai
hinh phat nhu bao cao sai su that, hay pha hoai tai san cua
cong ty,...
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C. Quyén lwe khen thwing _—
|a_ quyén xuat phat tir tham quyeén cua ngudi 1anh dao dé khen
thudng cap dudi.
Nhan vién tuan theo nhitng ménh 1énh, yéu cau cua cap trén
voi su tin tudng la nhirng thanh tich cua ho sé duoc khen
thuong.
Phan thudng c6 thé 1a vat chat hodc phi vat chat nhu thing
chirc, tang lvong, su théa man trong cong viéc, V.V...

d. Quyén lwe chuyén mon
la kha nang anh hudéng nho nhitrng kha nang, kinh nghiém, ki
ning hay kién thic dic biét nao do.
Khi cong viéc duoc chuyén mon hoa cao, cac nha quan tri
phai phu thudc nhiéu hon vao chuyén mon cta “cac chuyén
gia” dudi quyén dé dat dugc cac muc tiéu cta to chirc.
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e. Quyén lwe hwong dén/tham chiéu/cd nhan _—

o

la-quyén dua ra nhitng chi dan lién quan dén hiéu biét ca
nhan cta cap dudi.

Quyén luc huéng dan c6 dugce vi nhitng ngudn luc ngudi
khac can hodc dic diém cd nhan cua nguodi d6. Quyén luc
tham chiéu phat trién ngoai sy ngudng mo ciia mot nguoi
khac va mong muon dugc giong nhu nguodi do6. Néu
ngudng mo ngudi nao dé dén murc ban diéu chinh hanh vi
va thai do dé duoc giong nhu nguoi do, ngudi dé ¢ quyén
lyc tham chi€u d6i vé6i ban.

Pé st dung dugc quyén ndy mot cach hitu hiéu, nha lanh
dao phai cO0 nhitng dic tinh cd nhan dang kham phuc, co
uy tin va danh tiéng.
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3. Pham chat cia nha lanh dao =
Biet minh:
v'Nhan biét: tdm tinh, muc tiéu/doéng co va anh hudng.
v'Tu tin.
v'Tu danh gia mot cach chan thuc va thoai mai.
Tu chu:

v Kha ning ché ngu, diéu khién tdm trang, tinh cam theo

hudng co 1oi.

v'Tao mdi truong lam viée tin cay, cong bang

v'Dé dang thich tng vai su thay doi

v
v

_uon la nguoi mé dudng

Khong nham mat lam liéu.
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3. Pham chat ciia nha 1&nh dao =
P éng/w manh:
vDong lyc vuon toi thanb cong: dam‘mé vo1 cong viéc,
theo dud1 muc ti€u véi nd luc va su bén bi.
v'Dat nhirng muc tiéu cho ban than mang tinh thach thuec.
v'NO luc cao dé thue hién muc tiéu
v'Lac quan, ngay ca khi phai d6i dau véi that bai
v'Tan tuy vdi cong ty.
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3. Pham chat ciia nha lanh dao =
Khmg dong cam:
v'Hiéu tam trang cua nhan vién va biét can nhac tam tu cla
ho khi dua ra quyét dinh.
v Hiéu nguoi khac tot hon va 1anh dao nhom tot hon.
vNhay cam trong moi truong da vén hoa va tranh duoc
nhirng hiéu lam dang tiéc.
v'Tao ra moi trudong duy tri cac tai nang.
K¥ nang xa ho:
vKha nang xur Iy higu qua cc moi quan hé va xay dung
mang ludi, biét tim ra diém chung va tao ra su hoa hop.
v CQ kha nang thuyét phuc, hudng nguoi khac dén muc tiéu
(d61 no1, d61 ngoai).
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I11. CAC LY THUYET VE HANH VI

1. Day tiém tién 13nh dao
——

Su dung quyeén han
cua nha q ué htri__—==3,

Mu'c do tu chu cua
cap dudi



http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

Nghién ctru ctia DPH lowa (Kurt Lewin va cac dong nghiép):-

1.1 Phong cach 1anh dao chuyén quyénidéc dodn
Ra quyét dinh don phuong
Tap trung quyén luc
Giao nhiém vu bang ménh 1énh va cho doi su phuc tung.
Giam sat chit ché qua trinh thuc hién cac quyét dinh.

1.2. Phong cach lanh dao dan chii
Khuyén khich cap dudi tham gia qué trinh ra quyét dinh.
Phan quyén
Khuyén khich cap dudi tu quyét dinh muc tiéu va phuong phap.
St dung théng tin phan hoi dé huan luyén nhan vién.
1.3. Phong cach lanh dao tw do
Cho phép nhom toan quyén quyét dinh.
Hoan thanh cong viéc theo bat cir cach nao ho xem la phu hop.
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2. Nghiéen ciru cia PH Michigan —

2 1. Dinh hwéng nhan vién
Khuyén khich nhan vién tham gia vao qua trinh ra quyét dinh.
Chu trong dén cac mdi quan hé ca nhan.
Quan tdm dén nhu cau ctia nhan vién cap dudi va chap nhan su
khac biét gitra cac thanh vién trong nhom.
Ning suat nhdm cao va sy théa man trong cong viéc cao.

2.2 Dinh hwéng sin xudt
ChU trong dén cac khia canh vé chuyén mon va nhiém vu trong
cong viec.
Quan tam chu yéu dén viéc hoan thanh cic nhiém vu cta nhém
va col cac thanh vién trong nhom nhu 1 phuong tién dé dat duoc
nhiém vu.
Ning suat nhom thap va su thoa man trong céng viéc thap hon.
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3. Lwol quan tri (Robert Blake va Jane Mouton

/

PHONG CACH 1-9

Théng qua sw quan tim siu sic
dén nhu cfiu con nguivi, tao ra
mét biu khing khi thin di va
thudn loi trong to ¢ hire

PHONG CACH 5-5

méin vé tinh thin

PHONG CACH 1-1

Quan tim rit it dén con nguwi.
B o mic cing viéc, hoat ding
nhw mét nguwéai cung cap thing
tin tir trén xudng

- N W B O =2 ~ oo

1 2 3 4 5 6 7 8
Quan Tam Pén San XXuat

*. Quan Tam Pén Con Ngudi q

CuuDuongThanCong.com

PHONG CACH 99

Cong viée duge hoan thanh do
moi cam két viri sw phu thude En
nhau thing qua nhirng rang buje
chung vé mue tiéu té chire vii sur
fin twdng va ton trong nhan vién

Hoan thanh nhiém vu thich
hop théng qua su cin doi giira
mirc cing viée va mire thoa

PHONG CACH 9-1

Quan tim dén viéc trién khai
cac hoat dong c6 hiéu qua. It
gquan tim dén con nguii.
Chuyén quyén trong linh dao
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3.1.0udn tri nghéo\nan (1-1) (Im@veﬁished
management)
Nb lyc t6i thiéu dé dat dugc muc tiéu.
Phu hop véi viée duy tri cac thanh vién trong to chie.

3.2.Qudn tri thoa hiép (5-5) (Middle of the road
management)

Duy tri su can bang giita hiéu suat cong viéc can thiét va su
thoa man cua nhan viéen

3.3.0udn tri theo nhiém vu/cong viéc (9-1) (Task
management)
Hiéu suat cO dugc 14 nho su sap xép cac dieu kién 1am viéc.
Su quan tdm dén nhan vién ¢ mic toi thiéu.
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34.Qudn tri cau lac bo (1-9) (Country elub
management) - -

Quan tdm chu dao dén nhu cau ctia nhan vién, tin tuéng, hd
tro > khong khi than thién.

Khong quan tdm dén hiéu suat.

3.5.Qudn tri to dpi (9-9) (Team management)

Hoan thanh muc tiéu nhd sy hop tac, phoi hop cua cac
thanh vién.

Tao ra moi quan hé tin tudong va ton trong 1an nhau.

=> Blank va Mouton két luan phong céch 1anh dao 9-9 hiéu
qua cao nhat. Nhung trong thuc t€, €0 rat it bang ching ting
ho cho két luan nay.
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IV. CAC THUYET LANH PAO TINH HUONG

(SLT - Situational Leadership Theory)
1.Thuyét lanh dao tinh hudng ciia Hersey & Blanchard
MO hinh ctia Hersey va Blanchard dua ra nhirng tap hop khac
nhau gitra hanh vi nhiém vu va hanh vi quan hé ctia nha lanh
dao va cac muc trudng thanh cia cap dudi. Hai 6ng nhan manh
tinh linh hoat cua nha 1anh dao dé thich nghi véi su thay doi
cua hoan canh.
v'Hanh vi nhiém vu dién ra khi nha 1anh dao tién hanh vach ra
nhiém vu cho cap dudi... va truyén dat chi thi vé noi dung,
dia diém, thoi diém va cach thire thue hién nhiém vu. CAc
nha 1anh dao diéu khién viéc to chirc, kiém soat va gidm sat
nhan vién thudc quyén.
v'Hanh vi quan hé xay ra khi mot nha 1anh dao tién hanh céc
hoat dong lang nghe, khuyén khich va 16i cuon cap dudi

ccccccccccccccc
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1.Thuyét 1anh daoe tinh hudng ciia Hersey & Blanchard

E—

Viéc nhan manh vao nhan vién trong hiéu qua cua su lanh
dao phan anh thuc té rang chinh nhan vién la nguoi chap
nhan hodc khéng chap nhan ngudi 1dnh dao ctia minh. Cho
du nguoi lanh dao lam gi di nita thi hiécu qua phu thudc
vao hoat dong cua nhan vién. Pay 14 van dé hét stc quan
trong ma da bi bé qua hoac chua nhan manh ding muc
trong hau hét cac 1y thuyét vé 13nh dao trudc day.
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1.Thuyét 1anh daoe tinh hudng ciia Hersey & Blanchard

/ .
- Tham gi “BAan”
Hanh (Paticipating) elling)
Vi 7 \-’
quan Uy quyén chiqae
é .
) elegation) (Tellin
Thap I cao

Hanh vi nhiém vu
Cao < Muc do trucgng thanh cua nhan vien Thap

R4 R3 R2 R1
Co kha Co kha Khéng Khéng co6
nang & nang & co kha kha nang

San sang Khéng nang & & Khéng
san San San sang
sang sang
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1.1. Phong cach Chi dao/Piéu hanh truc tlep (Telling)
(dinh-edng nhiém vu cao — quan hé thap)

Nha lanh dao dua ra nhiing chi thi rd rang va nhiing chi
dan cu thé (dinh ra vai tro va yéu cau nhan vién phai lam
gi, khi nao, nhu thé nao va ¢ dau cho nhitng nhiém vu khac
nhau)

Phuong cach nay thuong dugc dung khi co nhan vién mai,
nay cho cac cong viéc dé dang va lap di lap lai, hay can
hoan tat trong khoang thoi gian ngan. Thudc cap trong
truong hop nay duoc xem nhu khong cé kha nang hay
khong san sang lam tot cong viéc.
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1.2. Phong cach Ban/Kem cdp truc tiep (Selling)

(dinh hudng nhiém vu cao — quan hé cao) a

DU 1a nguoi 13nh dao ciling can phai ra chi thi, nhung ciing
co gang khuyén khich moi nguoi "t nguyén" nhan do 13
cong tac caa chinh ho. Tac phong lanh dao nay doi khi con
duoc goi la phuong cach cua huan luyén vién khi moi
ngudi san 10ng chiu lam viée hay duoc dong vién tinh than
dé thi hanh cong tac, nhung thiéu su "trudng thanh" hay
"kha ning chuyén mon" can co.
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1.3. Phong cach Tham van/Hoé tro (Pat|C|pat|ng) _—
(dinh hudng nhiém vu thap — quan hé cao)

Quyén quyét dinh duoc chia sé gitta nhitng nguoi 13nh dao
va nhiing nguoi di theo - vai trd chu yéu cua ngudi 1anh
dao la diéu hop va lién lac. Phuong cach nay doi hoi su
ung ho cao va it chi dao, ap dung khi moi nguoi co kha
ning nhung co 1& khéng hai 1ong 1am viéc hay cam thay ho
khong duoc tin cay (muc do truong thanh cua ho tir kha
dén cao)
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1.4. Uy quyén (Delegating) /
(dinh hudng nhiém vu thap — quan hé thap)
Nguoi 18nh dao ciing van can xac dinh van dé can giai
quyét, nhung trach nhiém thuc hanh thi giao cho cac thudc
cap. Phuong cach nay doi héi mirc do canh tranh va truéng
thanh cao (nhitng ngudi biét viée gi can lam va san sang
thi hanh).
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1.4. Uy quyén (Delegating) /
(dinh hudng nhiém vu thap — quan hé thap)
Nguoi 18nh dao ciing van can xac dinh van dé can giai
quyét, nhung trach nhiém thuc hanh thi giao cho cac thudc
cap. Phuong cach nay doi héi mirc do canh tranh va truéng
thanh cao (nhitng ngudi biét viée gi can lam va san sang
thi hanh).
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2. Thuyét duwomg 16i = muc tiéu/Thuyét
dwong dan dén muc tiéu ciia Robert House

Hanh vi caa nha 1anh dao c6 thé chap nhdn dwoc d6i voi
cac thanh vién trong nhom & mirc 40 ma ho col n0 nhu mét
nguon thoa man trudc mat hoic nhu mot phuong tién hoa
man nhu cau tuong lai. Hanh vi ctia nha 1anh dao 1a dong
luc thic day & mot mirc d6 nhat dinh ma (1) no tao ra su
thoa man nhitng nhu cau cta nguoi cap dudi tuy thudc vVao
hoat dong hiéu qua, va (2) n6 dua ra nhitng chi dan, ho trg
va nhitng phan thuéng ma can thiét cho cac hoat dong hiéu
qua.
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2. Thuyét dwong 16i — muc tiéu/Thuyét du’0’ng dan dén
mue-tiéU cia Robert House

Hudng dan/chi phoi (Directive leader)
v’ Xac dinh muc tiéu, lich trinh.
vHudng dan cu thé dé cap dudi thuc hién va hoan thanh

nhiém vu.

v'Phong ,céch nay tuong tu nhu phong cach dinh hudng vao
san xuat va dinh huéng vao nhiém vu.

Ho tro (Supportive leader)

Nha lanh dao ludn gan giii, tham khao y kién, quan tam
dér} trang thal tdm ly ctia nhan vién va ho tro ho khi can
thict.

v'"Phong cach nay tuong tu nhu phong cach lanh dao chu
trong td1 con ngudi va phong cach tap trung vao nhan vién
hay dinh hudng vao quan hé.
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2. Thuyét dwong 16i — muc tiéu/Thuyét du’0’ng dan dén
mue-tiéU cia Robert House

Tham van (Paticipative leader)
v'Nha 1anh dao trao do6i y kién voi cap dudi.
v'"Nha lanh dao xem xét nhirng dong gop, nhitng y kién
cua ho trudce khi dua ra cac quyét dinh.
Dinh hudng thanh tuu (Achivement-oriented leader)
v Thiét 1ap cac muc tiéu thach thiec.
v Ky vong nhan vién thuc hién véi nd luc cao nhat.

=> House khang dinh rang nha lanh dao c6 thé linh hoat
duogc. Co nghia 13, thuyét Iy thuyét duong dan — muc tiéu
cho rang cung mét nha 1anh dao co6 thé thé hién bat ky hoic
|a tat ca phong cach 1anh dao tuy thudc vao tinh huong.
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