CHUONG 8

Khen ngay, ché that

Phan Il - B6i nho, viéc 16n
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Sau gi¢ mudi phuat

Tin nhan dau tién dén ltc sau gié mudi phat sang thi Tu. N6 khong
gli cho agent, ma giri thdng vao hop thu hd trg ctia Hai Pang. Ngudi
gti la chi Loan, chtt mdt tiém lam téc nho 6 quéan Tu, va chi viét gon
nhu ngudi da quen tu stta moi thir trong tiém: Agent [é tan ctia toi
dang doc ngay kiéu My. Khach dat ngay nam thang Mudi Mot, no
nhac ngay muoi mot thang Nam. Cac anh xem lai gium, chac khong
phdi minh toi dau.

Chi doan dang. bén sau gié hai muoi, da ¢c6 ba muoi 16i phan nan
nhu thé. Bén sau gio rudi, hon hai tram.
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Ngudi doc tin ctia chi Loan dau tién 1a Khoa. Tt hoi suyt rat vé tryc
hop thu hé trg, cau gitt mot thoi quen nhéd: sang nao cling mé hop
thu dy tu trude gio lam, doc tung tin nhu ngudi ta doc bao sang.
Sang hom &y, ciu khong danh dau phiéu, cting khéng chuyén cho
agent xU 1y. Cau goi cho Théng Tat, roi goi cho Phong, rdi nhan 1én
kénh chung mét dong chi in hoa ma cd nhém sau nay con nhé:
DUNG MOI CAP NHAT. LICH HEN PANG PAO NGAY THANG.

L6i khong kho tim. Lic mudi hai gid dém, mot ban cdp nhét nhd
dugc ddy 1én dé thong nhat cach cac agent doc ngay thang. Nhung
no doc theo kiéu ngugce, thang truéc ngay sau. Ngay mudi hai thang
Muodi thanh ngay musi thang Mudi Hai, ngay ba thang Tu thanh
ngay tu thang Ba. Trong sau tiéng, mot nghin hai tram bén muoi
agent da gui di gan ba nghin 16i nhic lich sai cho khach ctia nhiing
tiém toc, phong kham, 16p yoga, xudng stra xe.

bén tam gio, Phong da gd ban cap nhat. bén mudi gio, cac agent da
nhin lai cho tiing khach, kém 16i xin 16i. Dén trua, khong con 16i
phan nan méi nao.

Ngudi ddy ban cip nhat 1én ltc mudi hai gic dém la Luc Sy.

Ca nhom biét diéu do tur trude khi ¢6 ai ndi ra. Hon sau nam & Hai
bang, Luc Sy chua tung lam héng mot ban cap nhat nao. Anh la
ngudi can than nhat cong ty, ngudi go phim chdm nhu sg lam dau hé
thong, ngudi ma méi khi c6 thay ddi, moi ngusi van dua véi nhau:
ché anh Sy thit xong da. Sang hém &y, hét ca dém anh khong vé,
ngdi nguyén & ban, va khong n6i mét 16i nao cho dén tin trua.
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Khong sao dau anh

Thang Tat bi€t minh phai noéi chuyén véi Luc Sy. Anh da dan nhoém
dugc hai thang. Pay la su ¢6 16n nhat t truéc dén nay, va ngudi gay
ra no6 lai la nguoi da day anh cach di tim chd dau.

Anh di dén ban Lyc Sy ba 1an. Hai 1an dau, anh quay vé giita ching.
Lan tht ba, anh kéo ghé ngdi xudng, va nghe chinh minh noi ra mot
cau ma anh khong hé dinh truéc:

“Khong sao dau anh. Loi hé thong thai. Ai truc dém hom do ciing co
thé...”

Luc S§ nhin anh. Cai nhin ay khong gian, cting khong biét on. N6 chi
hoi budn, nhu cai nhin ctia ngudi vita duge dua cho mot c6c nude
khi dang can mot cai thang.

“U’ Luc S§ noi, réi quay lai man hinh.

Théng T4t vé chd, va thdy minh vira lam mdt viéc rat sai ma khong
bi€t sai & dau.

Chiéu hém &y, Trung di ngang qua ban Khoa. Anh dung lai, dat tay
1én thanh ghé, va néi du to dé ca day ban nghe thay:

“Sau gio muoi lam em doc, sau gio mudi bdy em goi. Khong dong
phié€u, khéng chd cé thém ngudi phan nan cho chic. Hai phut dy
ctu duge khoang nam tram 16i nhic sai. Cam on em.

ROi anh di ti€p. Khoa ngdi im, tai do 1én. Thang Tat nhin theo, va

nhin ra ring hai thang nay anh chua tung khen ai trong nhém theo

cach ay: ngay lap tic, cu thé, co6 con s, truéc mat moi ngudi. Anh
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van dinh khen, chi la ct nghi dé dén cudi quy gop lai mot thé, khi
moi viéc da xong xuoi.

T6i hom do, anh gié cudn sach cii ma Trung dé lai trén ban. & mot
trang c6 vét bat chi la mot doan ngan. Ngudi viét bdo ngudi ta
khong thich bi phé binh 1a vi ngudi ta dugc phé binh qua it. Phé binh
it thi 1an nao ciing thay ning né. Néu lam thudng xuyén, coi do 1a
gop v cho nhau, cting rat kinh nghiém, thi phé binh sé nhe di rat
nhiéu.

Thang Tat doc doan &y, roi nghi dén 16i Trung khen Khoa chiéu nay:
ngay lap tirc, cu thé, co con sd, ching dgi moi viéc xong xudi, cling
ching dgi Khoa hoan héo. R6i anh nghi dén cau “khong sao dau
anh” Anh da khong khen ai khi ho lam t6t. Va khi c6 nguoi lam sai,
anh cting khong dam néi that. Hai viéc 4y, hoa ra, la mot: ca hai déu
la gitr lai diéu nguoi kia can dugce nghe.

GOC NGUGSI VIET - CHU “UM” SAU BUOI BAO CAO

N&m 2017, Kim Scott, ngudi tiing dan dat nhiéu ddi 8 Google va Apple,
xuat ban cuén Radical Candor. Ba dat moi I6i gép y 1én hai truc: minh cé
that Idng quan tdm dén ngusi kia khéng, va minh cé dam noi thang diéu
ho can nghe khéng. Quan tdm ma khéng dam néi la déng cam tai hai.
Dam néi ma chdng quan tadm thi thanh hung hdng. C6 ca hai méi la thang
thén triét dé.

Céi tén nghe gt dy hay bi doc thanh gidy phép dé néi nang. That ra, cau
chuyén chinh Scott hay ké lai cho thdy thang thén 13 kién nhan quan tam
cho d@én khi ngusi kia that su nghe ra.

Hoi méi vao Google, Scott bao cdo tinh hinh mang AdSense trudc nhiing
ngusi sang lap va téng gidm doéc. Sau budi hop, sép cua ba & Sheryl
Sandberg ru ba di dao, khen trudc nhiing gi da lam tét, réi méi bao ba noi
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chit “Um" hai nhiéu. Scott gat di. Sandberg dé nghi thué ngusi day noi,
Scott van gat di. Pén lic a4y Sandberg mdi noi théng: cu ba chii lai mot
ch{ "Um” thi nghe em ngdé ngén Idm. Vé sau Scott goi dé 1a diéu tu té
nhat Sandberg c6 thé lam.

Cau "khéng sao dau anh” cta Thang T4t ndm tron trong & dong cam tai
hai. Con I8i Trung khen Khoa di dung con dudng cla Sandberg: noi ro
viéc, ngay luc ay, trudc mat moi ngudi.

Hai cau

Sang hom sau, Trung moi Luc Sy va Thang Tat vao phong hop nho
cudi hanh lang, can phong khéng ctra s6 c6 tdm bang trang da nga
mau. Trén bang van con md mo dong chit ctia chin muoi ngay.
Trung khéng mang theo ca phé. Anh ngoi déi dién Luc Sy, dat hai
tay lén ban.

“Anh noi hai cau théi” anh mdé 16i. “Cau thir nhat: dém thir Ba, em
day ban cap nhat lén ma khong chay budc thir véi dit liéu that. Lan
dau tién trong hon sdu nam em bd qua budc dy. Va vi bd qua mot
lan, ba nghin khach nhan 16i nhic sai, mudi bon ngudi dén sai ngay.”
Luc Sy khong cti dau. Anh nhin théng vao Trung va khé gat, nhu khi
nghe ai doc ding mot con so.

“Cau tha hai: em van 1a ngudi can than nhat cong ty nay. Mot 1an bd
qua khong déi duge diéu dé. Nhung n6 cho thdy cai can than cta

em dang dua vao em nhiéu hon vao quy trinh. Ma em thi c6 lic mét.”

Can phong ling di mét hoi.
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“Ban cdp nhat nho qua,” Luc Sy noéi. Giong anh khan. “Mudi hai dong.
Em tuéng mudi hai dong thi khoi can thi”

“Lac nira dém, khong co thay ddi nao la nho,” Trung noéi. “Chi ¢
nhiing thay d6i minh chua biét hiu qua”

Thang Tat ngdi bén canh, va lan dau tién anh hiéu vi sao cau “khéng
sao dau anh” cia minh hom qua lai sai. Trung khéng néi Luc Sy la
ngudi cau tha. Anh khong noi 16i hé thdng. Anh noi chinh xac viéc gi
da xay ra, vao ltc nao, gay ra hdu qua gi. Roi anh noi diéu anh tin la
that vé con ngudi tru6c mat minh. Hai cau ay khong hé nhe nhang.
Nhung nghe xong, Luc Sy ngdi thing lung hon, cht khong ci
xuong.

Anh nghi dén chiéu ngugc lai ctia chuyén dy. C6 mot hang phan
mém 16n tung bat cac truéng nhém, cudi moi ky, x€p ngudi cta
minh 1én mjt duong cong dinh san: bao nhiéu ngudi gidi, bao nhiéu
ngudi dugc, va nhat dinh phai c6 bao nhiéu ngudi kém, ké ca khi ca
nhém cung lam tot nhu nhau. Thé 1a ngudi ta thoéi gitp nhau, vi gitp
ngudi ngoi canh gidi 1én 1a tu ddy minh xudng gan cudi dudng cong.
Nguoi gidi con tranh vao chung nhoém véi ngudi givi. Mai vé sau,
chinh hang 4y bé duong cong di, va ti d6 xét thém ca cach moi
ngudi lam viéc véi nguoi khac.

Dan mdt cai nhan 1én ngudi thi ngudi ta sé€ don stic d€ gilr cai nhan.
No6i mdt cau vé viéc thi ngusi ta don sic dé stra viéc. Cau th nhat
ctia Trung la mot cau vé viéc. Cau thir hai la mot cau vé ngudi,
nhung n6 khong dan nhan. N6 chi tra lai cho Luc S§ con ngudi that
ctia anh.
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“Em muon viét lai buéce thit” Luc S§ noi. “D€ nd khong con dua vao
em nia”

“Em viét di,” Trung noi. “Con mot viéc nita, kho hon!”

Ping trudc ca cong ty

Viéc kho hon ma Trung néi dén la budi hop toan cong ty chiéu tha
Sau.

Trung dé nghi Luc Sy ty ding 1én ké lai sy ¢6. Khong phai dé nhan
16i. Dé ké lai: diéu gi da xay ra, vi sao ngudi can thin nhat cong ty lai
bd qua budc tht, va tir nay bude thir sé duge viét lai thé nao dé
khong con dua vao mot ngudi.

Luc Sy khong tra 16i ngay. Anh la mét trong nhiing ngudi it ndi nhat
Hai bang. T ngay Thang Tat biét anh, chua 1an nao anh ding trudc
ca cong ty dé ké mot chuyén ctia chinh minh.

“Ngudi minh khong quen noéi cai sai cia nhau ché dong ngudi,” cudi
cung anh noi.

“U’ Trung dap. “Minh hay ngai noi cai sai ctia nhau chd déng ngudi,
$¢ nguoi ta mat mat” Anh nhin Luc Sy. “Nhung em nghi xem. Em da
phai sai, phai trd gia méi c6 duge bai hoc ay. Gig em gitt ndé cho
rieng minh thi sao?”

Luc Sy nhin xuéng mat ban mot ltc. “Thi ngudi khac lai sai dang ché
dy;” anh noi.

“U. Em tra gia roi. Ding dé cai gia dy mat tring.”
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Chiéu thir Sau, ca muoi hai ngudi ctia Hai bang ngdi kin phong hop
16n. Luc Sy dung 1én, khong co6 slide, chi cdm mot to gidy in ding
mudi hai dong cta ban cdp nhat hom ay. Anh néi musi mét phat.

Giong anh nhd, c6 ltc ngit quang, c6 luc dung hén lai dé tim chi.

Nhung ca phong khong ai réi mat khoi anh.

Anh ké vé cai dém tht Ba. Vé viéc tur ngay nhian ca dém thay Phong,
anh da ba dém lién vira truc vira ngoi cung Khoa doc lai hé thong ay.
Vé viéc mudi hai dong nhin qua nhd dé phai thtr. Vé mudi bon khach
hang da dén sai ngay, trong d6 c6 mot ba cu bay muoi tudi di xe 6m

dén phong kham, rdi lai di xe 6m vé.

Cuodi cung, anh doc to buéc thr méi. N6 khong dai. Moi ban cap
nhat, du chi mét dong, déu phai chay véi dir liéu that ctia ngay hom
trudce, va phai co6 mdt ngusi thit hai xem két qué trude khi ddy 1én.
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Khéng c6 ngoai 1é. K& ca voi anh.

Khi anh ngoi xuéng, khéng ai v tay. Rdi giam ddc san pham, ngoi &
hang ghé dau, diing day va néi rang mudén ap dung budc thir &y cho
toan cong ty, bit dau tir thir Hai.

Sang th Hai, van ban quy dinh méi duge glri dén toan cong ty, ky
tén giam doc sdn phdm. Thang Tat doc ludt, roi doc cham lai. Van
béan &y khong chi c6 bude thir ctia Luc S§. N6 con cd thém ba diéu
nita: khong ddy cap nhat sau mudi mdt gis dém trir khi co su co,
ngudi truc dém phai c6 ngudsi du phong, va mdi su ¢ déu phai dugc
ngudi trong cudc tu ké lai trude cong ty trong vong mot tuan. Ba
diéu ay giong tiing chir nhiing gi Trung viét 1én tdm bang tring
trong phong hop nhd chiéu thir Nam, sau khi Luc Sy da vé. Thang
Tat da kip chup lai tdm bang trudce khi ai d6 xda di.

Anh mang van ban sang hoi. Trung chi néi: “U, ai ky ciing duoc,

mién ngudi ta doc”

Co 1€ anh Trung da chuyén ban nhap sang cho giam doc san pham.

Hai ngudi quen nhau tir lau cling nén.

GOC NGUGI VIET - NAM LAN HOI Vi SAO

N&m 2007, Sidney Dekker, nha nghién cliu an toan hang khéng va y té,
xuét ban cuén Just Culture, thudng goi la van héa céng bang. Ong hoi
lam sao dé ngudi ta dam ké lai sai I4m ma trach nhiém van con nguyén.
Chi lo tim ngusi dé phat thi sai Idm bi gidu di; khéng ai chiu trach nhiém
thi I8i xin 16i thanh ré. Cau nén hai la: diéu gi khién viéc ay tréng hdp Iy
vao dung luc né xay ra?

Van héa céng bang hay bi tdm thanh “diing dé 16i", nhung cau ay mdi
dung mét nlfa, vi trach nhiém khéng bién mat ma déi hudng, ti ai da sai
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sang ai phai sta cai gi.

Ngay 31 thang Giéng nam 2017, moét ky su cla GitLab dinh x6a di liéu
trén may chu phu nhung lai xéa nham trén may chinh. Anh diing Iénh sau
mdt hai gidy, nhung khoang ba tram gigabyte da mat, trang web ngiing
chling musi tdm tiéng, va cac ban sao luu héa ra da &m thdm hong.
GitLab phat truc tiép viéc cliu di liéu, réi cong bd ban phan tich hoi “vi
sao” nam lan, 1&n ngudc dén tan mot I8i té cao cla ké pha rdi. Viéc phai
sta c6 ca chuyén gitp ngudi gé Iénh thay ré minh dang & may nao.

Luc Sy dung trudc ca cong ty khdng phai dé nhan t6i. Anh 13 nhan ching
hiéu ré nhat vi sao dém &y, bo qua budc thi lai tréng nhu hgp ly.

Loi khen cta Luc Sy

T&i thir Sau, khi van phong da vang, Luc Sy di ngang qua ban Thiang
Tat. Anh dung lai, g6 nhe dau buat chi 1én mép ban, cai thoi quen ma
Trung van nhic anh bo.

“HOom th Tu, em bao anh la khong sao,” anh noi.
Thang Tat ngang lén. “Em xin 16i anh. Em...”

“Lan sau dung noi thé nita” Giong Luc S§ khong trach. N6 binh thén
nhu giong ngudi dang day mdt buéce cdu hinh. “Lac &y anh can biét
minh da sai § ddu. Em la ngusi dan nhém. Em khéng noi thi ai néi?”

Thang Tat gat dau. Anh khong biét phai tra 16i thé nao.

Luc Sy di dugc may budce thi quay lai.
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“Con mdt chuyén ntra. Trang ‘Vi sao’ em viét hoi phong kham, anh
van dung moéi lan nhin mot khach moi. Gan mot nam ro6i” Anh

ngung mot chit. “Lé ra anh phai ndi voi em tir hom dau tién”

Roi anh di vé. Thing Tat ngoi lai mot minh. D6 1a 16i khen dau tién
anh nhin dugc ti Luc S§. N6 dén mudn gan mot nam, va van lam

anh thay &m nhu vira dugc ai d6 khoac cho mot chiéc ao.

Anh m& cudn s6, va trude khi viét bat ctr diéu gi vé su ¢d, anh ghi ra
nam cai tén, méi ngusi kém mot viéc tot cu thé ho da lam trong
tuan. Khoa, doc tin cta chi Loan luc sau gi¢ mudi lam. Phong, gd
ban cip nhit trong hai ti€ng. Quan, ngoi goi lai cho nhirng khach da
dén sai ngay. Thu, ngusi da dién cot “néu sai” cho ban cip nhat ay
tu trudce, ghi ring nguosi phat hién ra dau tién sé 1a khach hang, va
khong ai doc. Ngoc Mai, vi€t lai ba nghin 16i xin 16i cho agent trong

mot budi sang, khong cau nao giong cau nao.

Sang thr Hai, anh dén ban ting ngudi, noéi ro tung viéc, khong doi
dén cuoi quy.

Ban ctia Ngoc Mai la ban cu6i cung. Anh no6i ding cau da vié€t trong
s6. Co nghe xong, nhin anh lau hon binh thuéng mot chut, roi hoi:
“Thé con anh, ai khen anh?” Anh dinh néi la anh Sy, r6i lai thoi, chi
cuoi. Cau hoi &y anh mang theo dén hét budi sang.

Truéc gio trua, anh goi cho chi Loan, cam on chi da viét cho Hai
bang thay vi lang 1€ hty goi. Chi cudi trong dién thoai: “Toi tuéng
bén anh c6 ca tram ngudsi canh may chuyén nay” “Bon em c6 musi

hai ngudi, chi a,” anh noi. “Sang hom dy, ngudi canh gioéi nhat la chi’”
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C6 mot diéu Thang Tat khéng ghi vao s6. Pém Luc Sy lam hong ban

cap nhét, lan dau tién con sd trong nhat ky di xudng, tir 86,4% con

82,3%. Sau tiéng agent chay sai, sau ti€ng con ngudi phai ganh lai

tung ca.

Anh nhin con s6 tut xuong, va khong bi€t minh nén mung hay nén

SG.

S6 tay ctia Thing Tat

Trang nay anh viét sau budi hop chiéu thir Sau:

1.

Khen ngay, dung chd hoan hio. Mot 16i khen dén mudn gan mot
nam van 4m, nhung moét 16i khen dén ngay thi day duge ngudi ta
diéu gi nén lam lai. Khen phai cu thé: viéc gi, liic nao, tao ra diéu

gi.

. Ché that la ché vao viéc, khong ché vao ngudi. N6i chinh xac

diéu da xay ra va hau qua ctia nd. Roi noi diéu minh tin la that vé
con ngudi ay. “Khong sao dau” khong phai la tir té. No la 1y di
ctia ngudi kia co hoi dugc biét sy that.

. Sai 1am chi 1a that bai khi khéng tré thanh kinh nghiém. Nguoi

tra gia cho cai sai c6 quyén, va co6 trach nhiém, ké lai n6 cho moi
ngudi. Dung dé cai gia dy mat trang.

Bén 1€, anh viét nho: Khéng khen ai khi ho lam tot, va khong dam néi

that khi ho lam sai. Hoa ra la cung mot bénh.
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DANH CHO BAN

e Lan gan nhit ban khen mot ngudi ngay khi ho vira lam t6t, cu thé
dén tung viéc, la khi nao?

e Ban da tiing nodi “khong sao dau” véi mot ngusi dang can biét
minh sai 6 dau chua? biéu gi khién ban khong néi that?

e Khiban gop ¥, ban dang noéi vé viéc ngudi dy da lam, hay vé con
ngudi ho?

e Sailam gan nhat ctia nhom ban da tré thanh kinh nghiém chung,
hay chi la mot chuyén dugc lang 1é cho qua?

Ly thuyét tham chiéu: Kim Scott, Radical Candor, St. Martin's Press (2017); Avraham N. Kluger &
Angelo DeNisi, The Effects of Feedback Interventions on Performance: A Historical Review, a
Meta-Analysis, and a Preliminary Feedback Intervention Theory, Psychological Bulletin (1996);
Sidney Dekker, Just Culture: Balancing Safety and Accountability, Ashgate (2007). Hai Bdng va
cdc nhén vat déu Ia hu cdu.
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TUAN SAU

CHUGONG 9

Giao muc tiéu, khong giao
cach lam

Trung di vang hai tudan. Anh dé lai cho nhom ding ba dong
muc tiéu, khong mot loi hudng dan nao.
Ngay thir ba, nhém chia lam hai phe. Ngay tht nam, mot khach hang

16n doi htiy hgp dong. Va Thang Tat phat hién ra rang diéu khé nhat
ctia viéc dugc tin tudng la khong coé ai d€ hoi.

POC TIEP TREN LINKEDIN

Cubn sach dang dugc viét va ra mat méi tudn mdt chudng. Theo déi va
bam Pang ky ban tin Mudi phan trdm con Iai dé nhan chuong 9 ngay khi
Ién séng.

Tron cuén sach phat hanh ngay 31/12/2026: dat trudc trén Amazon tai
a.co/d/QjoHvg34

MUGI PHAN TRAM CON LAl - CHUONG 8 15


https://a.co/d/0jbHvq34

