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G BIET KY NIEM 15 NAM THANH LAP KHOA TAN

KY NANG GIAO TIEP
TRONG LANH DAO, QUAN LY
NHAM PHAT HUY TRI TUE TAP THE

Nguyén Thi Thanh Tam
Hoc vién Chinh tri Qudce gia Hoé Chi Minh.

Lanh dao, quan Iy (LD, QL) la mot nghé doi hoi cao v¢ tinh khoa hoc va
nghé thuat. Bén canh tdm nhin xa va chiéu sau cua tri tué, bén canh tri thong
minh, éc sdng tao, von kién thic chuyén mon sau rong, von kién thitc cuoc
song phong phi, 10ng nhiét huyét véi cong viéc thi k¥ ndng giao tiép 1a mot yéu
té déng gbp rat 16n vao su thanh cong ciua ngudi LD, QL. Mét ngudi LD, QL
thudng mat tr 40% dén 80% thoi gian lam viéc danh cho giao tiép. Ky ndng
giao tép tot s€ gop phan rat 16n trong viéc khai thac, phat huy tri tué cia cic
thanh vién trong to chiic, gidp ngum LD, QL lam tot vai tro 1a ngudi dan dau,
dinh hudng cho tap thé phat trién.

Gaston Courtois, mgt chuyén gia vé khoa hoc quan 1y cua Phdp cho
rang: “Tinh than déng doi 1a yéu t6 quan trong, mot ngudi LD, QL cho di ¢6
dugc thién phi dén dau cling khong thé am tudng hét tat ca cic ngd ngich cla
cong viéc. Néu nguoi LD, QL biét khai thac & nhitng ngudi cong téc, & thudc
cdp clia minh, cdc nang luc va thién cam cha ho thi 6ng di thanh cong t6i 50%
roi ddy. Long nhiét tinh va khoi 6¢ clha ho s& khong ngimg phat sinh nhiing
sang ki€n quy bau. iy khong phai [a nhiing phuong phdp 6t dé ngudi lanh
dao va quan 1y dua sy nghiép ciia minh mau dén thanh cong hay sao?”". Ky
ndng giao 1iép khéo léo cho phép ngudi LD, QL thiu hiéu duge nhitng nguyén
vong va khd nang cia moi ngudi dé huéng ho di theo con dudng ctia minh.

I. Mot s6 k¥ nang giao ti€p nham khai thac tri tué tap thé
Ky nang giao ti€p la khd nang van dung nhitng tri thic, kinh nghiém
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giao ti€p dé khai thée (6 da tri e cdc thinh vién trong tap thé, nhim thuc hién
¢6 hiéu qua nhitng nhiém vu quén 1y cu thé. Ngudi LD, QL thuong tién hanh
giao 1iep d¢ khai thic trf e tap thé (nhém) qua nhitng hinh thic phé bién sau:
1) Giao 1iép chinh thiic trong cudc hop; 2) Giao ti¢p chinh thic véi timg thanh
vién trong nhém trong qud trinh giao nhiém vu; 3) Giao ti€p khong chinh thiic
vOi timg thanh vién trong nhém.

1. K§ ndng giao tiép trong cuéc hop

- Thit nhdt, nguoi LD, QL cin chi ¥y khau thong bdo noi dung cuse hop
trude khi ti€n hanh hop chinh thitc dé tao tam thé t6t cho cac thanh vién tham
gia hop. Moi ngudi s& chil dong, tich cuc hon néu biét trude cudc hop sé ban vé
vin d¢ gi, minh s& c¢6 nhiing ¥ kién nhu thé ndo. Thoi gian thong bdo ciing la
mot van dé can chi ¥ ¢ géc do tam ly. Néu thong bdo cdch xa ngay hop qud thi
s€ dé bi lang quén. Néu thong bdo gin ngay hop qud thi ¢6 thé ngusi tham dy
khong kip chuan bi nhimg thong tin cin thiét phuc vu cho cudc hop. Nhing
cuoc hop ban vé noi dung quan trong, cic thanh vién cin chuin bi nhiéu thong
tin thi thoi gian thong bdo phai sdm, sau d6 ¢é nhic lal. Trong thyc t€, ¢6 hién
trgng mot s6 ngudi LD, QL vo tinh hoic c6 ¥ chon thoi di€ém thong bio hop rit
gan véi gid hop chinh thifc. Vi du, trong dot ching t6i diéu tra tim hiéu van dé
thuc hién Qui ch& din chit co s& & xi, mot so dai biu Hoi dong nhan dan cap
Xa cho rang nhiéu lin ho khong dugc thong bio noi dung hop Hoi déng nhan
dan véi khoang thdi gian dii dai dé tim hiéu k¥, thu thap so6 liéu va tham khao
trude ¥ kién cua quéan chiing vé vin dé dua ra tai cudc hop.

- Thit hai, ngay khi bat ddu cuoc hop, nén néi 15 muc tiéu cudc hop cén
dat dén. Muc tiéu cang 15, cu thé thi cic ¥ kién phat biéu cang trdnh dugc su
lan man, xa chti dé. Véi nhitng cuoc hop quan trong, cin nghe nhiéu ¥ kién
dong gop khic nhau thi ngay tir 16i md dau, nguoi LD, QL nén dung ngén ngir
biéu cdm dé' bay 16 thai do the st mong mudn duoc nghe y kiéh ciia cdc thanh
vién nir cdce géc nhin khac nhau. Dong thas, ngay tir dau, néu thay cin, nguoi
LD, QL ciing ¢6 thé cir 1 ngudi gidm sdt thoi gian, c¢6 nhiém vu nhic nho
nhimg y kién qua dai dong. Day la mot k¥ thuat tam 1y gitip cho cdc thanh vién
y thiic dugc rang minh cin néi gi va khong cdn néi gi. Mat khéc, nhiing ngudi
bi nhac nhé (néu ¢é) s& khong hutng su cong kich, khé chiu vé phia nguoi LD,
QL. tm the¢ mudn trinh bay tiép clia anh ta van khong bi phd v néu ngudi LD,
QL yéu cau anh cit trinh bay tiép mot cach ngin gon hon. Véi cich nay, trong
moét khoang thoi gian ngan ngudi LD, QL nghe duoc nhiéu y tuéng khic nhau.
Cdc y nidng hay sé'la co sé dé 1ip thé 1ép tuc ban bac, thdo lugn, thong nhdt y
kién hoac d€ ngudi LD, QL 1im hidu sdu hon.

Trong cdc cudc hop ciing rat dé xay ra hién tuong mot van dé dua ra gay
nhi¢u tranh cai khic nhau. Lic nay, ngudi cht tri cudc hop c6 thé dung k¥
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thuat Delphi: Phat cho méi thanh vién | & gidy dé ho ghi mot cich ngdn gon,
trung thiee va dn danh quan diém, cam nghi cia minh va cde goi y dé gidi quyét
vin dé, sau mot khoang thoi gian nhat dinh (bao nhiéu phut 14 tuy van dé néu
ra, thuong 1a 5-10ph) thu lai cdc to gifly va cit mot nhém vai ba nguoi lam phép
thong ké. Ngudi LD, QL s& doc to cdc quan diém lén va rit ra két luan dya trén
phép thong ké vé ¥ kién cua s6 dong. Ky thuat giao ti€p, diéu hanh cudc hop
theo cach nay v6i mot nhém Khoang 10 - 15 nguoi s& gitp két thic nhanh
nhitng tranh cii tiéu ton thoi gian ma khong di dén thong nhat.

Mot tinh huéng nita thuong dién ra tai cdc cudc hop, d6 la tim giai phap
dé giai quyét mot van dé nao dé. De thu duge nhiéu ¥ tudng trong khoang thoi
gian hop ¢é han, ngudi LD, QL c6 thé: Néu rd vén d¢ leén bang 16n, phdt cho
mdi thanh vién 10 miu gidy nho (c6 dé tén cla ho), dé nghi mdi ngudi suy nghi
va viét ra 10 giai phap dé giai quyét van dé ndy (thdi gian thuong 1a 10-135ph).
Nhiing phit dau thuong {a rit khé khan, nguoi LD, QL dong vién moi nguoi
tich cuc suy nghi, cdc giai phdp hay loé ra cudi phién lam viéc khi nao da tich
cuc hoat dong va khi cdc gidi phdp hién nhién da dugc ghi ra gidy. Tong hop ¥
ki€n va thao luan tap thé dé tim ra giai phap kha thi nhat, sdng tao nhat.

Can chd ¥ dén nhitng ddc diém nhédn cdch clia céc thanh vién trong to
chiic. Nhitng ngudi ¢6 kiéu nhin cdch hudng ngoai thudng cdi md trong giao
1ié€p, dé dang phdt biéu y kién. Nhiing ngudi ¢6 kiéu nhan cich hudng noi
thudmg tham tram, rut ré trong giao tiép, ngai phat biéu. Nghién ciu tam 1y lai
cho thdy rang ngudi ¢ kiéu nhan cach hudng noi thuong suy nghi sau sic, chin
chan nhung lai hay tu ti va mac cam vé khd nang cia minh. Ngudi LD, QL nén
chi ¥ chi dong hoi ¥ kién nhitng ngudi hudng noi hon 1a cho ho phit biéu, nhe
nhang khen ngoi ngay nhitng v ki€n hay. Mot k¢ thuét khdc ciing cé thé van
dung dé la ngay Khi sap xép vi tri ngdi hop nén bé tri nhiing ngudi hudng noi,
nhit nhat, ngdi canh nhitng ngudi hay néi hon dé€ ho c6 thé dua ra cac dé xuat
thoéng qua nguoi bén canh.

Xuyén sudt trong nhitng cudc hop nham Khai thac tri tué tap thé la k§
ning ling nghe va ghi chit (ghi chép nhitng diéu ding chid ¥ vio so tay) clia
ngudi LD, QL. Chi c6 thii do lang nghe chan thinh méi c6 thé nhan dugc
nhitng ¥ kién chan thanh tir phia doi tuong giao ti€p. Viéc ghi chi ciling rat
quan trong, ¢ nhiing ¥ kién l«c dé trong noi dung cudc hop nay, nhung lai can
thiét cho noi dung hoat dong khéc ciia 16 chic; nguoi LD, QL biét ling nghe s&
nhanh chéng ghi chil va s& gap g& ngudi phat biéu dé trao doi sau hon sau cuoc
hop.

2. Ky ndng giao tiép trong qud trinh giao nhiém vu cho cdp dudi

~ Nhi¢u nha LD, QL nghi ring minh 1a ¢dp trén ¢6 quyén giao nhiém vu
cho cap dudi va ho phai nhan va hoan thanh nhiém vu theo chifc nang cua ho.
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Khong it trudng hop cap duéi phai nhan nhi¢m vu nhung khong thé hodn thanh
16t. Nguyén nhan khong han chi thuoc vé thj d6, ning luc cha cap dudi va didu
kién khdch quan, ma con do ngusi lanh dao. D¢ tranh tinh trang nay, dé khai
thdc 16t nhat tri tué va nang luc cua cap dudi trong qua trinh giao nhiém vu,
nguoi LD, QL cin chi y:

- Giao nhiém vu 76 rang, 6 cic yéu ciu vé mat dinh tinh vq dinh liong,
kem theo thoi han phdi hoan thanh.

- Nen hoi ngudi nhan nhiem vu xem ho cam thdy sé gap kho khan g
trong qua trinh thuc hién. Bude dit cau hoi nay 1a rit quan trong, néu Khong hoi
cdp dudi rit ngai néi ra nhing khé khan vi so ngudi [anh dao cho ring ho
khéng san sang nhan nhiem vu. Néu nhiing khé khin néu ra nim ngoai kha
nang khac phuc clia cip duéi thi cin chj thi sy hé tro tr cde bo phéan khic. Néu
nhimg khé khin ¢6 thé khic phuc duoc thi 20i ¥ céch giai quyét.

- Bay 10 sir tin cay, tin niong cua minh déi véi ngudi nhan nhiém vu,
nhin manh td@m quan trong cia viée hoan thanh nhiém vu rong moi lién hé vor
viee hoan thanh cde cong viee khice cria 16 chiic. Trong rat nhiéu truong hop,
nhiing cau noi dé két thic qua trinh giao nhiém vu nhu sau s& lam tang nd luc
cua cap dudi lén gap nhidu lin: “Cudi cung, t6i muén néi véi anh -rang to6i dat
tat ca niém tin vao anh trong cong viéc nay”, “Ké tir khi cht nhan va hia sé 1am
duoc viéc nay, 16i da bét di mot nira ginh lo vi ¢6 ngudi chia sé”...

- Khi giao nhiém vu, néu thdy can nguoi linh dao neén cung cdp thém
thong tin, hoac la cdu noi g161 thi¢u, goi ¥ cho cip dudi nén lien hé vai ai, 16
chitc nao khdc thi s& c6 dugc nhimg thong tin, kinh nghiem, hé trg t6t hon cho
qua trinh thuc thi nhiém vy, Ngudi lanh dao giu 6 1a ngudi lanh dao biét chia
s¢ thong tin, kién thic. Véi loi thé vé vi tr cong tac, nguoi lanh dao s& ngm
dicoc nhieu thong tin ¢ Irong va ngoai 16 chiic hon cap dugi v CHIG nén sdn
sang chia s¢ voi ho. Khi ong ta lam nhu vay, thi trong nhicu truong hop khic,
cap dudi lai 1a ngudi sin sang cung cdp cho linh dao nhitng thong tin, kién
thiic ma nguoi lanh dao chita biét,

3. Ky ndng giao tiép khong chinh thic nhim khai thdc tri tué tip thé
Nhiing cuge giao i€p khong chinh thic taj hanh lang, san thé thao, hoac

ngay tat ché lam viéc ctia nhan vién,... do ngier lanh dao chii dong gap g0, dé
trao doi than thién, coi mé véi nhan vién, nhiéu khi mang lai hiéu qué giao tiép
cao hon giao tiép chinh thirc. Boi vi trong cdch giao ti€p nay, nguoi lanh dao ¢4
dien kién dé' i dong sau sic vao tink cdm moi cé nhan, ¢6 co hoi dé gay cho
moi ngudi cap dudi an tuong rang ong ta fucn luon nhdn ra noi ho mor ca tink
riéng bidt, mot khd nang riéng bi¢t, khong lan véi nhitng nguoi khic: do dé
cing dé nhan duoe su ddp ting trd lai tir phia cdp dudi ca vé mat rhai da, cdm
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vide, ¢d vé mat i rué dé ching to ho 1a mot cd tinh riéng biét diing nhu ngudi
lanh dao nghi. Trong khong kHi giao ti€p cdi mé nhu vay, ngudi lanh dao cin
chon lic thich hop dé dit nhitng cau hoi nhim khai thic suy nghi, quan diém
ctia ¢dp dudi; vi du nhu: “Anh (chi) mudn cai gi dang ton tai lau nay trong don
vi minh dugc thuc hién khdc di?”, “Téi van ban khoan nhiéu vé dé in duoc
trinh bay hom trudc, theo anh ¢6 diém gi ddng phé phin, cé diém gi c6 thé cai
tién cho ot hon?”, “Anh ¢6 nghi ring su hop tac trong don vi vin chua t6t, theo
anh cdi gi s& giip moi ngudi ¢ két véi nhau hon”, “Véi ciach nhin cia anh,
nhiing van dé nghiém trong nao sé ndi lén trong 5 nim k& tiép tai don vi minh,
thit tu vu tén giai quyét la thé nao?”. ..

II. Mot s6 nhan xét ban dan vé k¥ nang giao tiép nham phat huy tri
tué tap thé cua doi ngii LD, QL hién nay

bé ¢6 mot nhan xét khai quéat vé ky nang giao tiép nham khai thac tri
tué tap thé ctia doi ngii cdn bo LD, QL hién nay & nudc ta thi cdn ¢ nhiing
nghién cifu nghiém tic, lau dai theo timg cdp quan ly, timg [inh vuc nganh
nghé. Tuy nhién, két qua diéu tra cla dé tai “Nang cao nang luc t6 chiic thuc
tién clia cdn bo chi chét cip xa ¢ mot s6 tinh dong bang song Hong trong diéu
kién hién nay” (dé tai cdp Bo nam 2004 — 2005 do Khoa Tam 1y x4 hoi — Hoc
vién Chinh tri Quéc gia H6 Chi Minh chu tri) cho thdy: ddi ngii cdn bo chu
chot cdp xa con gap khoé khan trong viéc hinh thanh va rén luyén k¥ ning giao
tiép dé dam bao thuc hién tot cong viec LD, QL. Cac s6 liéu thé hién nhu sau

2).

- C6 46,1% trén tOng s6 336 cdn bo chi chét cdp xd ving dong bing
song Hong dugc diéu tra cho rang ho ¢6 gap khé khian trong viéc khoi ddy su
sang tao ctia cd nhan va 1dp thé trong co quan (s6 tra 101 rat khé khan: 6%, khé
khin: 19,6%. tuong déi khé khan: 20,5%).

- Giao viéc cho cdap dudi va quan ching nhan ddn: rat khé khan: 0,6%,
khé khan: 13,7%, tuong doi khé khan: 27,1% (16ng 3 mic do: 41,4%).

- Hiéu nguoi khéc: rat khé khan: 6%, khé khan: 23,5%, tuong d6i khé
khan: 10,7% (tong 3 mic do: 40,2%).

- Lam cho moi nguoi hiéu diing minh: rat khé khan: 3,6%, khé khan:
28%, twong doi khé khin: 23,8% (téng 3 mitc do: 55,4%).

- Tao ra bdu khong khi hiéu biét, gdn bé giita cde thanh vién trong co
grian: rat kho khan: 8,3%, kho khin: 16,1%, twong déi khé khan: 26,8% (tong
3Imuc do: 51,2%).

- Tap hop quan ching: rit khé khan: 12,5%, khé khan: 13,1%, tuong
doi khé khin: 26,8% (tong 3 mic do: 52,4%).
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- Thuyét phuc, cam hog nguoi khdc: rit khé khan: 7,1%, khé khan: 19%,
tuong d6i khé khin: 13,4% (tong 3 mite do: 39,5%).

Keét qua diéu tra cha dé 13 nay ciing cho thiy: cé 537/622 (chiém ii l¢
86,3%) cdn bo chii chot cdp xd dioe héi wrd 1o rang ho cdin ditoe dao tao, béi
dudng vé k¥ nang giao 1iép; trong dé ¢6 40,2% cho rang viéc dio tao Ia it cin
thiét, va 46.1% cho ring cén thiét.

Chu thich
1. Gaston Courtois. Lanh dao va qudn 1y - Mot nghé thudgr. NXB Lao dong - xa
hoi, 2002, tr.15.

2. Téng quan khoa hoc dé tai cap Bo 2004: “Ndng cao nang liee 16’ chite thie
tién ciia cdn bo chii chéi Cap xd & mot 56 tink dong bdng song Hoéng trong diéy
kién hign nay”. Khoa Tam ly xd hoi - Hoc vién Chinh tri Quoc gia H6 Chi
Minh chit tri, tr.137.
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