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Cong viec cd khién ban
phat dién?

an c6 thuong xuyén nghe moi nguoi

than phién ring ho dang phat dién
vi cong viéc cia minh khéng? Hodc, rat c6 thé
chinh ban 1& ngudi da than phién nhw vay. Voi
rat nhidu nguoi, phat dién vi cdng viéc la mot
diéu hién nhién. Nhung tai sao ho lai phat dién
dén the? |

C6 hai ly do co ban:

@ Thoi gian 1am viéc bi cit nho thanh nhiing
khoanh khic ngén va thoang qua béi nhiing
yeutsvatty-virphi-vatiy:
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@ N&i 4m anh vé viéc phai phat trién bing bét
ol gid nao da tao ra nhitng ki vong qué cao
va phi thuec t& khién nhiéu nguwdi cam théy

cing thang khi lam viéc.

Diéu nay da Iy giai tai sao con ngudi dang

ngay cang lam viéc sém hon, thoi gian dai hon,

vao cudi tudn va bat cit khi ndo ho c6 thoi gian

- tréng. Nguoi ta khong thé hoan tt céng viéc
tai van phong nita. Diéu d6 khién cudc séng ca
nhén tré thanh mot céi thing khéng 16 chita

- day cbng viéc dw thira. Mot thimg 46 in thiza
thai. Nhung t& nhat 13, nhitng biéu hién nhw
thoi gian lam viéc kéo dai, tinh canh ban ron
khéng dang c6 va tinh trang thiéu ngti da bién
thanh mot thit huy chwong day tw hao ctia rét
nhiéu nguoi hién dai. Tinh trang kiét size 1au
ngay khong phai mét tdm huy hiéu, né 1a biéu
hién cho sir ngu ng6c. Chuyén nay khéng chi
xay ra & trong cac t6 chitc va cic ca nhén trong
ndi b t8 chitkc - ma ngay ca nhitng nguredi kinh
doanh dc 1ap nho 1é ciing dang ngay ngay tu
hity hoai minhbing cich thire HYoTig tor.
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Ban c6 thé s& nghi rang nhiing git lao dong
ma ban d& cdng hién, cung 16i hita hen vé su
tién bd cdng nghé sé gitp giam khéi luong
cong viéc. Nhung ban Jam to rdi, n6 chi khién
khéi luong cong viéc ciia ban ngay cang gia
ting ma thoi. M&u cht ndm & chd, khong phai
ngAu nhién ma cdng viéc phat sinh. Van dé 13,
hiém khi cong viéc dwoc tién hanh lién tuc va
chuyén tdm. Con nguoi lam ngay cang nhiéu
hon, nhung hoan thanh it hon. Ban cang lang
phi phan 16n thoi gian vao nhitng viéc vo ich,
gio lam viéc ctia ban sé cang tiang lén.

Trong tong cdng 60, 70, tham chi 80 gio lam
viéc mdi tuan ma r&t nhiu ngudi da danh cho
cong viéc, cé bao nhiéu thoi gian thiyec syt duoc
dung d€ hoan thanh cong viéc? Bao nhiéu gio
da bi lang phi vao nhitng cudc hop, sao nhang
va bi hoi phi béi cung céch van hanh kém hiéu
qua ctia doanh nghiép? Cau tra 16i la khong k&
xiét. Chia khéa giai quyét vdn dé khong phai
1a can thém thoi gian, ma 1a can cit bo nhiing

viéevdich.Giam-thiéunanlang phi, chit khong
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phai téng mizc dau tu. Dong thoi giam thiu sy
sao nhang, tinh trang lo lang va cing thang kéo
dai. Sw ciing thang lay lan tit t8 chtic t6i nhan
vién, tit nhan vién nay qua nhan vién khéc, va
tr nhan vién t6i khach hang. Sy cing thing
khong dittng lai trong giéi han céng viéc. N6
xam chiém cudc sdng, gay anh hudng tiéu cyc
- dén moi quan hé cta ban véi-ban be, gia dinh-
va con céi.
Nhitng loi hita hen ngay cang ch6ng chit.
. _Nhitng tha thuit kiém soat thoi gian, nhitng
cach thirc giao ti€p mdéi. Nhung nhitng nhu
cdu méi van tiép tuc xudt hién: Lam thé& nao
d€ ndm bit nhidu cudc trod chuyén & nhiéu
noi khac nhau hon, va lam thé nao d€ phan
ho6i nhanh chéng chi trong vai phit. Nhanh
hon, h6i ha hon, d€ dwgc gi? Néu cdng viéc
thuong xuyén Khién ban dién dau, ching téi
¢ ba tir danh cho ban: Mdc ké di. Va hai tix

ntra: D1 réi!

D3 dén ldc cac cong ty phai ngteng doi hoi

nhan vién thep-dudi-nhitng-mue-tiéu-khéng hé

16
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chinh déng va phi thuc t&, chi d8 d4p tng swte
man ctia minh. Hay d€ nhéan vién chuyén tam
lam cong viéc chinh ctia ho ma khdng bi gian
doan. Pay chinh la liic ngling tung hd su ban

ron dién r6 chia cong viéc.

Gan 20 n3m nay, ching t&i ludn cd ging
bién Basecamp trd thanh mt cong ty binh yén -
noj sé khong bao glo ton tai ngu6n nang heong
cing théng, khong c6 thlr thoi han cang sém
cang tot, canh hoi ha, nhitng ngay lam viéc qua
gio hodc thau dém, nhitng 16i hita hen vo ly hay
ép doanh s8 cao, chuyén thudng xuyén cham
tié’p d%, hoac nhitng du an twdng chirng nhuw
khéng bao gid c6 hoi két. Ching t6i néi khong
voi chuyén phai phat trlen bang moi gia. Noi
khoéng véi sy ban ron vo nglrua Noi khong véi
nhitng muc tiéu bi khong ché boi th01 ti mén.
N6i khong v6i viée cAm dau cim c8 bat kip
nhitng tadp doan lcm No6i khong véi si hoang
loan vi ap lyec. Va mdi nim, ching t6i van lién
tucnhan dwgc 101 nhuén tang trueong theo ting
nim kinh doanh.
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Cong ty chia chung tdi hoat dong trong
nén céng nghiép canh tranh bic nhat trén thé
gidi hién nay. Bén canh nhitng ga khong 16
cong nghé, nén céng nghiép phén mém dang
bi thdng tri bdi nhitng cdng ty khoi nghiép véi
hang tram triéu d6 trong tdng s6 vén dau tw
mao hiém. Ching t6i khéng hé ¢6 lugng von
dau twe cao nhw vay. Chic chian ban-sé ti hoi,
tién ctia ching t6i dén tr ddu? Chu tra 1oi la
Khéch Hang. Ct goi ching t6i 1a nhitng ké 16i

thoi, néu ban mudn.

La mét cong ty phan mém, ching t6i dang
1é phéi bon chen ‘trong cudc choi ctia Thung
liing Silicon, nhung ching t6i lai khdng c6 bat
ctt nhéan vién nao tai d6. Nhan vién ctia ching
t0i chi ¢§ khoang 54 nguoi, phan b6 déu &
khoang 30 thanh phd khac nhau trén thé gidi.
Thong thwong, ching t6i lam viéc khoang 40
gio mot tudn va, vao mua he, chi ¢4 32 giv. Ct
bandm mét [an, chiing t6i cho nhan vién huéng
thu nhitng ky nghi kéo dai ca thang. Chiing t6i
khong chi tra Irtong ngay nghi cho hg, ma con
chi tra ca chi phinghi-duwéng-eira-ho:

18
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Khéng, khong phai 9 gio t6i tht Tw, moi
thit déu cd thé cho dén 9 gio sang thtt Nam.
Khéng, khdng phai ngay Chi nhét, hiy dé€ sang
thit Hai.

Liéu chung t6i c6 lién tuc trai qua nhiing
gidy phtt cing thang? Chic chan r6i, cudc séng
von 1a thé. C6 phai mbi ngay déu sudn sé? T4t
nhién la khong, ai ddng y tic la dang ndi doi.
Nhung chiing t6i ¢S gang hét sitc d€ giam thiéu
nhitng gio phiit d6. Viéce giit binh finh va ditu
chinh cudc s6ng vé trang thai cAn bang 1a sy lra
chon, su luyén tip cua ching t6i. Chung tdi ¢
y lam nhu vay cho du diéu d6 di nguoc lai voi
nhitng cong ty khac.

Chiing tbi d# thiétké cong ty ctia chinh minh
theo cach rat khac biét. Ching t6i viét cudn
sach nay dé€ k& cho ban vé nhitng lia chon ctia
minh va ly do tai sao ching t6i dua ra nhitng
Ia chon d6. Ludn c6 mét con dwong rong mo,
dén chao bat ki c6ng ty nao mong mudn dwa ra
nhitng lya chon twong tw. Ban khong can phai
giong nhw.chiing t6i, nhung néu.cam thiy cach

19
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cia ching t6i c6 thé gitip cdng ty ctia ban phat
tri€n, ban c¢ thé ap dung va xay dung mot cong
ty binh yén.

Mbi treong lam viéc hién dai la mam méng
dich bénh. Su bat nhao khong nén tro thanh
trang thai tw nhién ctia céng viéc. Nbi lo &u
khong phai la diéu kién tién quyét cho sy phat
trién. Ngbi trong phong hop ca ngay dai khong
phai la cach dé€ thanh cong. T4t ca déu chi la

s bop méo ctia cong viéc, la tdc dung phu caa

nhitng md hinh khiém khuyét va viéclam dung

noé s& la con dudng ngan nhat € ddy cong ty di
dén vyc thdm. Hay thay d6i céng ty ctia minh,
ding di theo dam dong.

20
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Binh yén 18 bdo vé thdi gian v su t4p trung clia,
con ngudi.

Binh yén 1a 40 git Iam vigc mdb tudn.

Binh yén 14 nhifng Ky vong thda ding.

Binh yén 14 ting thém thdi gian nghi ngdi.

Binh yén 14 b6t ndng né hon.

Binh yén 14 gidi han rd rang.

Binh yén 14 bién nhifng cudc hop thanh phudng
&n cubi clng.

Binh yén 1a du $én thiic hién tifng vigéc mot, thdi
gian thuc t& x&p sau.

Binh yén 14 ddc 18p hon, it phu thudc ndi 1o.

Binh yén 1& nhilng c¢6 ging ¥hong ngitng nghi
- trong thdi gian dad.

Binh yén 14 1¢i nhudn.

21
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Gidi thiéu nhanh vé ching toi

¥ hiing t6i 12 Jason va David. Chiing tdi

G da cung nhau diéu hanh Basecamp

tir nam 2003. ]ason la tong glam ddc, David la

gidm ddc tai chinh; va chiing t6i 13 hai gidm déc
duy nhat cta cong ty.

Basecamp vira la ten cong ty, vira la ten san
phém cta ching tdi. San phdm Basecamp, mot
ung dung doc dao dyea trén nén tang dam may,
cé thé gitp cac cdng ty t0 chikc cac du an va giao
ti&p n6i bd trén mot kénh duy nhéat. Khimoi thi
da dwgc chuan hda va dua vao Basecamp, moi

ngrrois@bitthocanphaitam gl nam dwoc tién

23
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dd cong viéc va c6 thé d& dang nhin thay cdng

viée dang dién bién dén dau.

Chung t6i da hoc hoéi dwgc rat nhiéu kinh
nghiém trong sudt qua trinh diéu hanh doanh
nghiép. Trong cudn sach nay, ching t6i chia sé
nhitg gi da dugc 4p dung va thanh cong, cing
cac cach ti€p can va nhén thirc vé nhiing diéu
gitp mot cong ty ting trudng manh mé, bén
vitng va truong ton. Nhitng céng ty khac nhau
s€ co su tang tredng khac nhau. Vi vy, hdy tiép
nhénnhitng y tedng trong-cudn-séch-nay-nhw
mot nguon cam hing d€ thay do6i, chir khong
phai mot 10i thuyét giang than thanh nao do.

Cubi cung, chung t6i dung tir “dién r6”
trong cudn sach nay hét nhw cach moi nguoi
dung tir dién r6 khi nhéc dén tinh trang giao
thdng vao gio cao diém, thoi tiét bén ngoai va
nhitng dong ngudi x&p hang dai tit tip ¢ san
bay. Khi chiing t6i néi “dién rd”, chiing t6i 4m
chi rihfing tinh huéng dién r6 chtt khéng phai

con ngwoi.

24
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C6ng ty cua ban |a mot
san pham

udn sach khoi ngudn tir y tedng sau:
Cdng ty ctia ban 1a mot san pham.

T4t nhién, nhitng tht ban lam ra la san
pham (hodc dich vy), nhung cong ty moi chinh
14 noi san sinh ra nhitng san phdm dy. Chinh vi
1y do &6, céng ty ctia ban nén la san pham tSt
nhat. Moi thiz trong cudn sach déu xoay quanh
quan diém rang gi6ng nhu sy phat trién caa
san ph&m, quy trinh dwoc chuén hoéa béi rat
nhidu vong 18p. Néu ban mudn cai thién mot
san pham, ban phai khéng ngtmg can chinh, cai

tién va 13p lai. Mbt cdng ty ciing vay.

27
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Nhung ddi voi mét vai cdng ty, rat nhitu
diéu khong hé thay d6i. Ho c6 thé thay d6i thit ho
lam ra, nhu’ng cach 1am thi van nhu cii. Ho chon
mot phuong thikc lam viée ngay tir dau va gan bé
v6i nd. Bét cit trao luvu 1am viée nao dang thinh
hanh vao thoi diém ho bit dau kinh doanh déu
an sdu va trd thanh ¢§ dinh. Céc quy dinh, chinh
sach duwgce dic khudn thanh khéi rén chic nhu xi
mang. Cac cong ty bi kim hdm béi chinh minh.

Nhung khi ban nhin nhén cdng ty nhi mot
san pham, ban sé bit d4u tw hoi cac ciu nhw:

Nhan vién c6 biét cach khai thac tiém lyc cong
ty hay khong? Diéu d6 c6 don gian khong? Hay
phitc tap? Céch thitclam viéc & day da tré thanh
quy chuan chuwa? Nhitng tru diém/nhuoc diém
thi sao? C6 16i nao khéng? Nhitng sai sét c6
thé stta d6i nhanh chéng/méat nhiéu thoi gian?
Mot cdng ty cling tiwong ty nhwe mdt phan mém.
N6 phai dé dang st dung va hitu ich. Nhung
chic chén né ciing s& cb nhitng chwong trinh
161, hodc bi “sap” hoan toan do khau thiét k& t8
chirc va gidm sat van hanh kém hiéu qua. Khi

ban bt dau xem edng-tytamotsarrphim; titca

28
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nhitng tiém ning phat trién sé dugc két hop lai
v4i nhau. Khi nhén ra cich 1am viéc ¢6 thé thién
bién van hoa, ban cd thé sang tao ra nhitng cach
1Am viéc méi va hiéu qua hon.

Chung t6i thwc hién mét dy an kéo dai
sdu tudn, sau d6 ching tdi nghi hai tuan dé€ du
ngoan va thu gian. Chiing t0i da ly thuyét héa
cach lam viéc nay sau nhiéu lan thi nghiém.
Ban déu, chiing t6i thyee sy bat tay vao lam viéc
lAu nhat c6 thé. Sau d6, ching t6i cam thdy
dudng nhu cac dw an khéng c6 diém ding. Vi
vay, chung t6i da thir nghiém khung thoi gian
ba thang. Chting t6i lai nhan ra ba thang van la
qué dai va thiz gidm thoi han xuéng. Cudi cung,
chiing t6i giam thoi han xudng chi géi gon
trong sau tuan. Chung t6i lap lai phuong thizc
d6 va thay né hiéu qua véi ca cong ty. Ching
t61 khéng chi phéng doan rang, giao tiép theo
trinh ty thuong t6t hon giao tiép theo thoi gian
thyc. Chiung t6i nhén ra diéu nay sau khi da
lam dung cac cdng cu giao tiép sudt nhiéu nam
troi. Chung t6i da kham pha ra sy sao nhang

gia.tang va chat liong.cong viéc sut giam nhw

29
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thé nao. Nho véy, ching t6i dd phat minh ra
cach giao tiép hiéu qua hon. Diéu nay sé duoc

giai thich rd hon trong phén sau ctia cudn séach.

Chung t6i khong hé nhén ra nhimng lgi ich
nay khi b4t diu. Ching t6i chi din kham pha
ra qua qua trinh lam viéc. Chiing t6i khong hé
biét rang chi trad cho nhitng ky nghi cta nhan
vién s& dem lai nhidu hiéu qua hon thuong fien.
HO6i dau, chiing t6i 4p dung céch thudng tién,
va nhén ra rang cac khoan thuéng dir thé nao
__cling chi duroc xem nhw mét phan tién lrong. -
Vi vay, ching t6i 4p dung kinh nghiém d6 vao
nhitng khoan phtc lgi khac. Chung t6i sé n6i ro
hon trong cuén sach.

Chiing t6i khong hé ¢ mét cai nhin binh finh
va thau ddo vé vin dé thuong lugng luong ngay
ttt ban dau. Viéc &n dinh mic lwong va xem xét
tdng luong & Basecamp ciing cing thang nhu &
héu hét cac cong ty khac. Cho dén khi chiing tbi
xéc 1ap lai duwdng 16i cia minh bang mdt phurong
phép hoan toan khac. Chiing t4i ciing s& phan
tich phurong phapnay-trong-cudn-sach:
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Ching t6i tdim huyét véi cong ty nhiéu
nhu véi cac san phdm ctua minh vay. Con
nguoi thuong goi tén nhitng phién ban phan
mém bing s8 nhw iOS 11,10.5,10.2,10.1, v.v...
Ching tdi cling vdy. Basecamp, LLC ctia ngay
hdm nay, chinh la phién ban thi¢ 50.3. Ching
t6i thanh cdng nhue ngay hdm nay la nhd dam
hanh d0ng, dam thit nghiém va tim ra nhitng
cach thiec lam viéc hiéu qua nhat.

Thit khéng may, diéu hanh mot cong ty
binh yén khong phai phuong phap diéu hanh
thwong gap tai nhitng céng ty hién dai. Ban sé
phai di nguoc ban nang ctia minh trong mot thoi
gian nhat dinh. Ban phai gat nhitng quy chuin
nganh ngd ngan sang mot bén. Ban phai hiéu
rang “phét dién véi cong viéc” 1a khong nén.
Binh yén chinh la dich dén va ching t6i sé chia
sé v4i ban cach di t6i trang thai d6 va lam thé&
nao d€ duy tri n6. Cong ty ctia chiing toi 1a mot
" san pham. Chiing t6i mong ban ciing coi cong ty
ctia minh nhw vay. Bat k€ ban la chii so hitu, nha
diéu hanh, hay chi lam viéc & d6, moi nguoi can
chung tay d€ xay dung cong ty tré nén t&t hon.
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X6a s0 théi vdi vang

am viéc ban s&ng ban chét 1a phong

L cach lam viéc dién hinh tai cdc doanh
nghiép daing trong giai doan khoi sy mot
du an mao hiém. Vong xody cdng viéc quay -
cudng bt tan nay doéng nghia véi ban phai
lam viéc dén kiét strc. Da dén ltc phai dap tan

suy nghi do.

‘Hay tht tim theo thé #entrepreneur trén
Instagram. “Huyén thoai dwoc sinh ra tit nhitng
viing ldy chién tranh”, “Ban khong can cé tai
nang xuét chiing, ban chi can cam két v6 diéu
kién” va “Muc tiéu cia ban khéﬁg quian tAm

téi cam gidc ctia ban dau™. .. Ban sé lién tuc bat
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gdp nhitng dong trang thai nhu vay cho dén
khi cam th&y phat ngan va khong thé doc tiép

duoc nira.

Truwdce kia, sy h6i ha don dap cé thé la 10
chi d&n can thiét d€ nhitng nguoi nghéo nd luc
vuot kho valam giau. Nhung hién nay, né duoc
danh dong voi si cuc nhoc va vt vé. Va trong
do, chi ¢ rét it nguoi lam duge diéu ma minh
mong mudn nhd ndi cwe nhoc 4y, nhung ddi véi
phan con lai, rdt nhiéu nguoi da két thic trong
- -eanh-khénh-kiét, phi-hoai va kiét-strc. Toanbod--
su cuee nhoc ctia ho 13 hoan toan lang phi. Cho
dl ban da hy sinh t4t ca, ban ciing sé chéng thu
vé duoc loi ich gi vi ban ¢z mai héi ha lao di
trong ndi dau dén va kiét qué d€ gianh duoc
mon 1gi to 16n hon. Trong khi d6, trai nghiém
cude song mdi la thit quan trong hon gép nhiéu

I4n so véi lam viéc h01 ha dén k1et stec subt 24/7.

' Nhiing dong trang thai ¢ trén cling la nhiing
loi khuyén t6i té nita. Ban sé kho ma tim thiy
thong tin c6t 16i hodc nay ra y twdng dot phé vao
gio lam viéc thir 12 trong nigay. Kha ning séng
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tao, phat trién va lan truyén anh huong déu
khong thé sinh ra duéi si ép budc. Tat nhién,
ban c6 thé nghi ring quan diém d6i nghich 46
chi dén tir the gidi ctia nhitng nguoi lam vide
trong linh viec sang tab nhu nha van, 1@? trinh
vién, chuyén vién thiét k& nha san xudt, nguwoi
phat trién san ph&m. Va chic hin sé c6 nhiing
linh vuc lab dong fhﬁ cong coi trong ch_éi't lu’Qng
d4u vao ciing nhu chit hrqhg dau ra t6t, chi it
13 trong mét khoang thoi gian nhat dinh.

Nhung ban chéc chan ciing nhan ra rang
nhitng ngudi chét vat lam ba cong viéc luong
thdp hiém khi k€ vé sy h6i ha don dap do véi vé
tw hao. Chi cd nhiing ké gia vo, nhitng ké khong
thuze sie phai chat vét vi sinh 6n mdi thdy can
phai khoe khoang st hy sinh cao ca ctia minh.

Tinh than khéi nghiép khong can phai
gidng nhu mot ban hiing ca bi trang vé nd hgc
sinh tdn dit d6i. Thie si, né nhat nhéo hon thé
r&t nhitu. Trén thuc t& chang c6 canh nhay vot
qua chiéc xe hoi dang bdc chay hay ruot dudi
dién cudng, nhung lai day ray nhitng canh xay
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d4p timg vién gach va kién nhin son hét lop
son nay dén 16p son khac. )

Chinh vi véy, hay nghe theo 10i ching tbi
va x6a bo s voi vang, don dap trong cbng ty
cuia ban di. Hay tao ra nhiing ngay lam viéc vui
ve, ngay qua ngay, khong hon khong kém. Ban
¢ thé vira choi dtia thoai mai v6i con cdi, vira
la mot doanh nhan thanh dat. Ban c6 thé theo
.dué'i s@ thich ca nhan. Ban ¢ thé cham lo cho

stec khée cia ban than. Ban c6 thé doc sach. Ban

¢4 the xem mot bo phim hai hizdc voi ngudi
ban d6i cia minh. Ban c6 thé€ danh thoi gian dé
n&u mdt bita ngon. Ban c6 thé di dao ca quing
duong dai. Ban c6 th€ s6ng thoai mai moi lic,

moi noi.
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hiing nquti yéu chubng hoa
binh, hanh phic

i6i kinh doanh luén bi 4m anh boi

nhitng cudc chién, véi théng thua,
canh tranh va hty diét. Quan niém nay bién
nhiing nha lanh dao thanh nhiing Napoleon
thoi hién dai. Ho khéng chi mudn thay d6i vii
try, ho mudn s& hitu ca cai vii tru nay. Nhitng
cdng ty s6ng trong thé gidi mot méat-mot con
khéng chi “tranh gianh thi phan” cua d6i thn,
ma con mudn “théng linh thi treong”. Ho
khong chi phuc vu khach hang cia minh, ma
con “nim bit” khach hang. Ho “nhdm vao”

khach-hang, thué, “doi nglt” ban hang, tuyén

1,
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nhitng “tho san dau nguwoi” d€ tim kiém tai
nang, Iwa chon “mat trdn” va hda than thanh

“sat tha”.

Thit ngdn ngit chién tranh nay sé viét nén
nhitng cau chuyén do té. Khi ban coi ban than
nhw mot chi huy quén sw ludn c8 gang triét ha
quan dich (d8i thu canh tranh ctia ban), ban sé
rit dé bi cam db boi cac thi doan x&u xa va
bat chap quy chuin dao dic. Tran chién cang

khdc liét, thtt doan cang do ban. Nhu nguoi

ta thuong noi, trong tinh yéu va chién tranh,
khéng ai can t6i 1y 16. Nhung day khong phai
tinh yéu, cling khéng phai chién tranh. Day 1a
kinh doanh.

Péng budn 13, rit khé dé ngling vi von
viéc kinh doanh véi chién tranh va nhitng cudc
chinh phat. T4t ca cic phwong tién truyén thong
déu md ta nhitng cdng ty canh tranh nhau nhwe
nhitng phe phéi dang chién ddu. Nhiing thong
tin vé tinh duc va chién tranh thedng thu hat
s chi y va nhitng cudc chién ctia cac doanh

nghiép thuong co-dirhal yéu t8 dé.
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Nhung quan niém nay ddi véi ching t6i la
vO nghia.

" Chuing t6i s6ng trong hoa binh. Ching tdi
khong c6 tham vong cao siéu. Chiing t6i khong
c8 gang thong tri bat cit nganh cong nghiép hay
thi trudng ndo. Ching toi mong mudn nhitng
diéu t6t dep cho moi nguoi. D& c6 duoc thi
minh mong mudn, chiing t6i khéng can gianh
giat ti ngudi khac. Ching t6i chi€ém bao nhiéu
phian trdm thi phén cta thi treong? Khong biét,
khéng quan tdm. Pham trli nay dudng nhu
khong lién quan dén ching t6i. Doanh thu tix
khach hang c6 du d€ chung t6i chi tra chi phi
va sinh loi hay khong? C6. P6i véi ching toi
nhu vay la dd. Pitu quan trong khong phai la
chiing t6i chi€m 2%, 4% hay 75% thi phan. Diéu
quan trong la chiing tdi c6 mot doanh nghiép
lanh manh cting phuong phép kinh doanh pht
hop va bén vitng. Chi pl'u nam trong tam k1em

soat va viéc ban hang van mang lai lgi nhuan.

 Hon nita, cling véi su tdng treéng clia thi

phan, ban ean phai, xac dinh chinh xac quy mo
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thi treong dé tir 46 xéc dinh thi phan ctia minh.
Tinh dén thoi di€m viét cudn sdch nay, ching
t0i ¢6 hon 100.000 cong ty chi tra theo thang cho
Basecamp. Nho vay, lgi nhuan hr?mg nam cda
Basecamp dat hang chuc triéu d6. Ching t6i
biét réng d6 chi 12 mot thi phan rat nhé so véi
thi truong chung va chiing t6i hoan toan thay
On véi diéu d6. Ching t6i phuc vy khach hang
tdt, vé khach hang trung thanh véi chiing t6i.
D6 méi 1a diéu ching t6i quan tam. Nhéan d6i,
nhén ba; nhén bén thi phan khéng phai diéu

quan trong.

Nhin chung, rat nhiéu cdng ty bi diéu khién
bdi sw so sanh. Khéng chi trong cach ho dau
tranh cho vj tri thit nhat, thit hai hay th ba
trong nganh, ma con & cach ho thu thip thoéng
tin vé d6i thu canh tranh. Ai sé nhin dwoc
nhitng. giai thuéng nao? Ai dang huy déng
dwoc nhigu von? Ai thu hit dweoc sw quan tAm
cua bao chi? Tai sao ho bo tién tai tro cho hoi

nghi d6 ma khong phai chﬁng ta?
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Mark Twain da khéng dinh, “Sy so sanh
chinh la m6 chén niém hing khéi.” Ching t6i
hoan toan d6ng y véi Mark. Chung t6i khong
so sanh. Nhitng gi ngwoi khac lam duwgc khong
lién quan t6i nhitng gi ching t6i c6 thé lam,
mudn lam, hodc quyét dinh lam. Khong ¢ bat
ct® cudc rugt dudi nao ¢ Basecamp. Chi c6 mot
st thoa man siu séc khi c6 mot san pham t6t,
duoc thé hién thdong qua mitc 46 hanh phuc va

sttc mua ctia khach hang.

Digu duy nhat ching toi triét dé loai bo 1a
nhiing y twéng 16i thoi. Trai ngwoc véi viée
chinh phuc dwoc ca thé giéi khong phai la that
bai, ma la si déng gbép. Trd nén déc nhét trong
mot thi tredng qua nhiéu sy lwa chon gitp
khach hang dé& dang duwa ra quyét dinh ding
d4n hon. Néu ban c6 thé th#m nhuan tw tudng
dé, phép &n du ding hinh anh chién tranh gan
cho kinh doanh sé& bi khai i mot cach dé dang,
dtng nhi n6 von phai thé.

Vi sao w? Béi vi, vao cudi ngay, ban mudn

théng mot-cudc.thi tuong hizgng bang cach ném
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cat vao mat d6i thi hay chi don gian la quén ho
di va tap trung hét sitc minh dé€ lam ra nhirng
san pham t&t nhat?
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Muc tieu cda ching toi:
khong ¢d muc tiéu nao cd

uc tiéu cta quy. Muc ﬁéu clla nam.
Muc tiéu Bzt pha gidi han.

“Ching ta ting truéng 14% vao quy
triede, vi vay hay o8 ging ting trieong 25%
trong quy nay.”

“Hay tuyénnhéan vién i 100 trong ndmnay.”

“Hay xay dung cdu chuyén tong quan d€
gay an tuong véi ho.”

Viéc thiét 14p muc tiéu kinh doanh - ludn
lubn truy ciu thanh qua to 1én hon va quy gia
hon —da ¢ nép pho bién dén mikc dudng nhw
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van dé duy nhét can ban luan 13 liéu muc tiéu

da du tham vong hay chua.

Hay thtt hinh dung phan tng ctia moi
ngudi khi ching t8i néi véi ho rang ching toi
khéng c6 muc tiéu nao ca. Hoan toan khéng cd.
Khéng c6 muc tiéu s8 luong khach hang, khong
c6 muc tiéu doanh s6, khoéng c6 muc tiéu tang
truomg, khéng c6 muc tiéu doanh thu, khong
c6 muc tiéu con s8 loi nhuén cy thé (ngoai viéc
sinh 1¢i). Chiing t6i nghiém tac ddy. Chu nghia

phi muc tiéu nay da bién Basecamp trd thanh
mot noi la thuedng trong gidi kinh doanh. Mot
vai nguwoi tham chi con néi, “Khong hi€u noi
day lam viéc nhie thé€ nao.” Chiing t6i hiu cach
lam viéc cia minh va khong quan tdm dén
nhitng 16i d6. Chang t6i khong ngai bi thua
thiét va khong hé muén phai c§ gang vit kiét
ban than vi viéc d6 thuwong khéng dem lai lgi
ich nao dang ké.

Ching t6i ¢6 mudn ting loi nhuén
khéng? Co cht. Doanh thu? Chéc chin roi.

Lam viéc hiéu qua hon? Tat nhién-Cai tién
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d& san pham tré nén dé dang hon, nhanh
hon va hitu dung hon? C6. Lam cho khach
hang va nhén vién hanh phtc hon? C6, di
nhién roi. Ching tdi cé yéu qua trinh lap lai
va cai tién khong? Chéc chén cé. Ching tdi
c6 mudn lam viéc t6t hon? Luén luén mudn.
Nhung chung t6i ¢6 muén t6i vu hda “cai tot
hon” d6 bang viéc bén bi theo dudi nhiig
muc tiéu? Khong, cdm on. D6 la 1y do tai sao
ching t6i khong ddt muc tiéu & Basecamp.
Ching t6i chua ting c6 muc tiéu, va sau 20
nim hoat ddng, chting t6i van khdng hé cé.
Chung t6i chi don thuin lam nhitng coéng

viéc hang ngay t8t nhat c6 thé.

Tuy nhién, d c6 mét gidy phit ngan ngti
chiing t6i bdng thay d6i tw tuéng. Ching t6i
xac 1ap mét muc tiéu 16n vé doanh thu gém
chin con s8. Chiing t6i nghi, “Tai sao khong?
Chung ta lam dugc ma!” Nhung sau khi theo
dudi muyc tiéu 8y mot thoi gian, ching t6i da
suy nghi lai. Va cau tra 10i cho cau hoi “Tai sao

Khong?Zdiién ra-1d mon mol “Bdi vi, @ ching
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t6i da gia vo quan tam tdi con s8 ma chung ti
tee dat ra va @ ching tdi khong sin sang tie
bé nén vén héa doanh nghiép hién c6 d€ hoan
thanh muc tiéu d6”. \
Hay ch&p nhén réng: T4t ca muc tiéu déu
gia d6i. Gan nhu tét ca ching déu 1a nhitng
dich dén phi thyc t& do con ngudi ty dit ra
dé€ thoa man khao khat cé dwoc tir vide dat

duoc muc tiéu. Nhitng con s8 d6 hoat dong

~ nhu sudi ngudn cing thang vd nghia cho t6i

khi chung dugc hoan thanh hodc bi bd roi. Va
khi d96, ban lai phai chon m6t muc tiéu méi d€
bat d4au lai. S& khong bao giv ding lai & viée
hoan thanh muc tiéu quy. C6 bén quy mot
ndm, 40 quy trong mdt thap ky. C¢ mdi quy
ban lai phai san xuét, tdng truwdng va dat duogc
ky vong. Tai sao ban lai d€ ban than va doanh
nghiép minh chiu dung nhiing diéu &y? Lam
t6t va sang tao chwa du khé khin hay sao?
Xay dung mot doanh nghiép bén viing cung
nhitng nhan vién hanh phtuc chwa dua thk

thach sao? Tai sao con dp dédtrihirgicon s6 vd
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nghia d€ de doa cbng viéc, lwong thuong va

ngan sach hoc dai hoc ctia con cai minh?

Ngoai ra, viéc thiét 18p muc tiéu con c6 mot
mit t6i khac. Theo dudi muc tiéu thuedng dan
téi viéc cac cong ty gat‘b() chuén muyc, su trung
thuc va uy tin d€ dat dwgce nhitng con s6 ao &y.
Nhitng y dinh t6t nhét sé bi lang quén khi ban
thdy minh dang tut lai phia sau. Can phai cai
thién mot vai tiéu chi? Hay nham mét 1am ngo
d6i véi chit luong cua san pham. Can kiém
thém 800.000 d6 nita trong quy nay dé€ dat muc
tiéu? Hay lam khé khach hang néu ho mudn

hoan tién.

Ban da bao gio thtt huy tai khoan véi
cong ty dién thoai di dong chua? Chuyén nay
vé co ban khéng hé phic tap. Tuy viy, rat
nhiéu cong ty dién thoai da bién yéu cau nay
trd nén kho khin boi ho ¢é muc.tiéu bt budc
phai dat dwoc. Ho mudén lam khé ban, vi nhw
th& ho s& d& dang cdn m&c muc tiéu ma ho

dat ra hon.
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Chinh chiing t6i cling khong phai la mot
ngoai 1é. Trong mot vai thang c§ dat duoc
muc tiéu chin chit s, ching tbi cudi cung
d3 ra mit mot vai dw 4n ma néi mot cach
tich cyc thi chiang t6i rat lo ngai, va néi mot
cach tiéu cuc thi chiung t6i cam thdy kha
toi té. Pién hinh la viéc chi mot sb tién 1én
cho Facébook, Twitter va Google d¢€ tang sd
legng thanh vién dang ky. Viéc chi nhiéu

tién dén vay dé€ thu thép thém thdng tin cta

khach hang, bat chdp quyeén riéng tu va kich
thich y kién trai chiéu khién chang t6i thay
h& then, nhung ching t6i vAn nhdm mét cho
qua vi dang c8 ging vuon téi con s8 1én 6.

That nyc cuoi!

Tai sao khong thit mot thit gi d6 that tao
bao nhu: “Khdng dich dén, khéng muc tiéu”?
Ban hoan toan cd th€ diéu hanh mo6t doanh
nghiép thanh céng ma khéng can bat ct muc
tiéu nao. Ban khdng cdn mot a0 anh d€ hoan
thanh mét th¢ c6 thuc. Vi néu nhw ban bt

budc phai c6 muc ti€u, 546 Kkhong dat muc
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tiéu gin bé lau dai v6i doanh nghiép? Hay
phuc vu khéch hang thét t6t? Hay bién khong
gian lam viéc tré nén that thd vi? Nhitng muc
tiéu nay khé do lwong nhung khong cé nghia

la chiing kém quan trong.
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Pling cd thay dai the qidi

i6i kinh doanh thuwong bi am anh
| G: boi nhitng tham vong ngut troi. Ho
khodng con lam viéc chi vi muén mang lai san
phidm t6t nhét hay cung cdp dich vu hoan
hao nhat. Ho chim chdm vao 1y tuéng MOT
BUGC POT PHA THAY BOI MOI THU. Ca
ngan cudc cach mang déu hita hen nhu vay.
Hay thoi di
- Khong gi 16t ta chan thuc thai 6 nay hon
st dién cudng tim kiém dot pha. Ngay nay,
ai cing mudn tré thanh nguodi nay ra y tuong
ddt pha. Dap tan tit ca cac quy tic (va luft
18). Do 16n moi nganh cong nghiép hién thoi.

Nhung, néu ban dang gan mac dot pha cho
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chinh c6ng viéc ctia minh, thi rdt c6 thé€ né
ching h& d6t pha nhur ban nghi. Basecamp
khong c6 thay doi thé gidi va diéu d6 khién
cho viéc giao ti€p va cdng tac ctia cac cong ty
va cic nhém dién ra d& dang hon. Piéu nay
v0 cing quan trong va sé lam nén mdt doanh

nghiép tuyét voi.

Chung t6i khong cd viét lai lich st thé gidi
va diéu d6 hoan toan binh thwong. Néu ban
nging nghi téi viéc phai thay d6i thé gidi, ban
sé giai thoat ban than minh va nhiing nguoi
xung quanh khéi tang da ap luc vd hinh. Thoi
nguy bién tiy tién cho viéc lam viéc quan quét
dén quén ca thoi gian da khong con nita. Co
héi d€ c6 mot ngay lam viéc t6t dep hon sé
dén vao ngay mai, ngay ca khi ban vé nha
dang gio. Tt d6, ban sé khong con phai dua ra
nhitng i do bao bién cho nhitng cudc hop kéo
dai dén 9 gio ti va nhitng cudc dua nuwdc rit
vao cudi tuan nita. Thém vao do, ban sé khong
con gidng mot ké khoe khoang 4o twdng khi

k& vé cong viéc tai budi hop mit dai gia dinh:
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“Toi lam gi u? O, t6i lam viéc tai PetEmoji.
Cbng ty ching t6i dang thay d8i thé gidi bang
cach ngén chan viéc thu phi chdm séc siec khoe
thi1 cung.” Thé day!

Hay bat tay vao lam viéc hiéu qua. S&n sang
cu xtt tich ciee khi d8i mat véi khach hang, nhan
vién va hién thyc. Hay d€ lai mot &n twong
manh mé trong long nhitng ngurdi ma ban lam
viéc cling, va bét (hodc cham dat) lo nghi vé
viéc thay ddi thé gidi. Boi vi, kha néng cao la
ban,sé khoéng lam dugc ditu d6 dau; ma néu
ban lam duogc, thi ban cing chéng thé thay d6i

thé gidi néu chi néi sudng duogc.
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Di dén dau, tinh dén dé

asecamp khong hé c6 k& hoach hoan

: B hao cho cdng ty va san phdm. Khong

co k& hoaéh ndm ndm, ba ndm, hay mot nam.

Chting t6i khong khoi nghiép theo mdt ban k&

hoach, va d6 ciing chinh la cach ching t6i diéu

hanh cong ty. Trong gan 20 ndm, chiing t6i vira |
[am vira tim toi, c¢ vai tuaAn mot 1an.

Mot s6 nguedi c6 the s& cho rang ching t6i
khong biét nhin xa tréng rong, va qua thuc
ho da dtng. Ching t6i chi nhin thdng vao
thiee t& trizde mét, chit khong phai nhitng thit
gia tudng trong twong lai. Nhiéu ngudi nghi

ring ké hoach-nganhanckim him cong ty clia
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ho, nhung ching tdi thi khéng. Cit mbi sau
tuan, ching t6i xac dinh nhitng gi phai lam
ti€p theo. Va d6 1a k& hoach duy nhét ching
toi c6. Bat ky nhiing thit nao lau dai hon déu
nhan dwoc cau tra 10i, “Co thé€, ching ta sé

xem lai sau.”

Khi ban thuic hién nhitng k& hoach ngén
han, ban phai thuedng xuyén thay déi tu teong
ctia minh. Va diéu d6 rat tuyét! N6 han ché ap

Iy phai c6 mot k&€ hoach hoan hao va nhitng

c&ng thang di kém. Chting 61 tin ring, ban
nén diéu khién con tau ctia minh bang 1.000
nhitng nd luc ti mA&n trén con dudng vuot dai
duong, chit khong phai moét vai ca bé 1ai ludt
song qud sém so véi du tinh. Hon nita, k&
hoach dai han tao nén cam gidc an toan ao.
Ban cang trung thuc thira nhidn sy mo mit
ctia minh vé thé€ gidi trong vong ndm nim, ba
nam, hay mot ndm sau, ban sé€ cang diing cam
duong dau ma khong phai s¢ hai minh sé ra
nhitng quyét dinh sai [dm qué sém. Khéng gi
c6 thé de doa dugc ban néu ban khéng c6 dw
doan trong lai.
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Thueong thi, sw lo du dén tir viéc nhan thitc
duoc rang, cong ty da va dang di sai dudng,
nhung da qua tré d€ thay d6i dinh hudéng bai
vi nhitng “K& hoach”, “Chung ta phai ¢ hoan
thanh ban k& hoach du1 thé nao di ching niza!”.
Viéc ¢6 hoan thanh mét y twdng toi chi vi vao
mdt thoi diém nao dd, nd cé vé la mébt sdng kién
tuyét voi sé lang phi tai ndng va nguon lie mot
cach dang tiéc.

Ban cang c8 gang bam vao mdt didu gi d¢,
né cang tré nén mu mo. Twong lai la mét khai
niém triru tirong, v6i hang loat nhitng bién
ddng ma ban khéng thé€ kiém soat. Thong tin
t5t nh&t ma ban c6 d€ thu thap dé€ dua ra quyét
dinh la vao gidy phut can ra quyét dinh. Hay
tim kiém nhiing gidy phat nhu vy d€ dua ra
nhitng quyét dinh ding d&n nhat.
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ou thoai mai khi lam viéc

uan niém rang ban phai ludn thic ép
an than vuot ra khéi vong an toan
ctia minh la 10i khuyén v6 nghia thuong xuit
hién trong ban tuyén ngdn ctia cac cong ty. Loi
khuyén nay vé co ban ¢ y nghia 1a néu ban cam
thay 6n véi nhitng gi minh dang lam, thi téc la
ban dang c8 géng chura dt1, nd e chwra @ That
v0 ly. Can phai kho chju va dau kho6 d€tiénbdla
mét Iy ludn sai lam. Khiu hiéu KHONG DAU
DON, KHONG THANH CONG! tréng rét hop
trén cac to 4p phich treo trong phong tap the
hinh, nhung tap luyén va lam viéc khong hé
giong nhau. Va thanh that ma ndi, ban ciing
khong can phai tw lam kho ban than dé€ tro nén
khoe manhrhon.
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Di nhién, thinh thoing ching ta ding ngay
tredc ngudng clra ctia s birt pha va thuc hién
vai budc ngan ngtii cudi ciing d€ hoan tat, cé thé
khién chiing ta tam thoi cam thay khong thoai
méi 1dm hojc dau dén. Nhung d6 1a chuyén
hiém gap, khong phai quy luat bat di bat dich.
Néi chung, tw twdng phai hy sinh thit gi d6 d€
dat dén trinh d6 cao hon khéng thuyét phuc
duoc chung t6i. Déi khi, chr?mg can dén sy hy
sinh, ma chi can s im toi, dao sau, 8 ging
_phén tich mét &n s8 dé co thé mang dén nhiing
loi ich r4t 16n. Thanh c6ng sinh ra tix chiéu sau,
khoéng phai chiéu rong.

Trong hau hét cic truong hop, néu ban
khong thoai mai véi didu gi 6, thi thudng la
do diéu d6 khong phi hop véi ban. Sy khé chiu
la mét phan tng ban ndng cia con nguoi truede
nhitng tinh hudng khé hiéu hojc téi t&, nhu
nhitng s kién kéo dai hang gio déng ho va
khong c6 ddu hiéu két thic, hay khoe khoang
két qua kinh doanh ctia doanh nghiép d€ tao
an twgng voi nha dau tu, hodc ban thong tin ca
nhan cia nguroi-dung. che. cac,cong ty truyén
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thong. Néu ban quen thda hiép v6i sie kho chiu,
ban s& danh mAt minh, dadnh m4t ban sic va ca
dao ditc. Nguoc lai, néu 1ang nghe cam gidckhé
chiu dang ting déan 1én va lui lai d€ tim kiém
nguyén nhan, ban sé tim thay huéng di dang
d4n. Chiing t6i da tlmg lam nhuw thé rdt nhiéu -
lan, trong rt nhiéu nam & Basecamp.

Chinh sy khé chiu dén tir viéc nhéan théy
hai ngwedi lam cing mot céng viéc, & cing mot
trinh d9, lai dwoc tra hai mitc lwong khac nhau
da thoi thic ching t6i tai dinh huedng cach thiec
tra lwong ctia minh. Vi thé ching t6i da loai bo
cach thwong luong lwong theo titng ca nhan,
tra luong mot cach binh déng va ap dung mét
hé théng don gian hon nhiéu. Va ciing chinh
si kho chiu dén ti tinh trang phai lam viéc cho
nhiéu nguoi tai nhitng cong ty nim ngudn von
d4u tu mao hiém 1én d gitip chiing t6i ¢ géng
bam try 1dy con dudng kién tao lgi nhuan doc
l4p ctia Basecamp.

Thoai mai véi chinh ban than minh 1a diéu
kién tién quyét d€ hanh x binh tinh.
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B tigng 1a dd, 40 tigng 13
qud nhiéu

am viéc 40 gio mot tudn 1a qua da. Pa
L thoi gian d€ lam tot cong viéc, dt thoi
gian d€ canh tranh, du thoi gian d& hoan thanh
nhitng nhiém vy quan trong. D6 1a nhitng gi
ching t6i ap dung & Basecamp. Khéng hon va
c6 thé kém hon néu can thiét. Trong sudt muia
hé, chiing ti con nghi vao ngay thit Sau va van
tao ra nhitng san pham t5t chi véi 32 gio lam
viéc. Khong lam viéc qua dém, khong lam viéc
cudi tuan, khong c6 chuyén “Ching téi dang
trong thoi ky khiing hoang nén tuan nay phai
Iam viec70-80gi6™. Khong baojgio.
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Tuan lam viéc 40 gid twong tng véi 8 gid
lam viéc mdi ngay. Va 8 gid 1a khoang thoi gian
thuc sy dai. Bay théng tir Chicago t6i London
can 8 tiéng. Ban da bao gi¢ 1én chuyén bay
vuot Dai Tdy Dwong nhu thé chwa? D6 1a mot
chuyén bay rat dai! Ban nghi minh sip téi noi
16i, nhung khi ban xem déng hd va thdy van
con tan 3 tiéng nita. Mdi ngay 1am viéc ctia ban
déu gidng nhu bay tir Chiacgo dén London.
Nhung tai sao chuyén bay &y lai khién ban cam
thay lauhon viéc ¢ vin phong? D614 vi chuyén
bay khéng bi gian doan. N6 1am ta cam th&y dai
vi thire sie nd rat dai! |

Ban cam théy thoi gian & van phong ngan
hon béi vi né duoc chia nhoé ra thanh hang
chuc khoang thoi gian khac nhau. Phan 16n moi
nguoi khong danh toan bd 8 tiéng d€ lam viée,
ma chi lam viéc vai ba tiéng mbi ngay. Thoi
gian con lai bi chiém dung béi nhiing cudc hop,
cudc goi véi ddi tac va nhiing tdc nhan gy sao
nhéng khéc. Cho nén, dit ban & vin phong sudt

8 tiéng, ban lai cam thay chi nhw vai gio.
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Ban c6 thé sé thdy cing thang khi nghi t6i
viéc nhoi nhét tat ca cong viéc vao 8 gid mot
ngay va 40 gio mot tudn. Khong dau. Béi vi
ching t6i khong nhdi nhét, hdi thuc hay ép
bubc. Chiing t6i lam viéc & mot nhip d6 khoan
thai va lién tuc. Va nhitng viéc chua hoan thanh
vao lac 5 gidr chidu ngay thit Sau, sau 40 tiéng
lam viéc trong tuan do, sé duogc tiép tuc thuec

hién vao 9 gio sang thit Hai tuan sau.

Néu khéng thé€ hoan thanh nhiém vu cta
minh trong 40 gid mbi tuan, ban can phai nhin
lai va xem xét nhiing viéc can lam, chit khong
phai ting thém gio lam. Hau hét nhitng gi
chiing ta nghi minh bugc phdi lam, thuec chat lai
khong can phai lam. D6 chi 1a mot si lea chon

va threong 1a mot sy lya chon t6i.

Khi x6a bo hét nhiing viéc du thira, ban sé
chi con lai nhitng viéc thuce s can lam. Va tat
ca nhiing gi ban can chi don gian 1a 8 gid mot

ngay va khoang ndm ngay mot tuan.
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Chinh g&ch bao hd

@ ac cdng ty yéu thich hoat ddng bao ho.

Ho bao ho thuwong hiéu ciia minh bang
nhitng ddu hiéu nhin dang va ludt phap. Ho
bao vé dit liéu va bi méat thuwong mai cia minh
bang nhiing quy dinh, chinh sach va céc thoa
thuan bao mat. Ho bao vé tién cia minh bang
cdc ngan séach, gidm ddc tai chinh va cac khoan
dau tu. Ho bao vé rdt nhiéu thi, nhung lai
thuong that bai trong viée bao vé nhitng ngudén
lic dé t6n thuong va quy gia nhat: Thoi gian
va sy tip trung cta nhan vién. Cac cong ty st
dung thoi gian va s tap trung ctia nhan vién
nhw thé-d6 1a nhing nguon lue vd han va ho
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s& ching ton that gi néu mét di hai ngudn luc
do. Nhung thiee si, thoi gian va su tép trung
ctia nhan vién lai chinh 1a ngu6n lyc khan hiém
nhét ma cic cong ty co.

Tai Basecamp, chting t6i coi viéc bao vé
thoi gian va'su tap trung cht y ctia nhan vién 1a
nhiém vu tién quyét. Ban khong thé trong doi
nhén vién lam viéc tSt néu ho khong thé tap
trung thurc hién cong viéc sudt ca ngay. Su cha
y ntta voi khong thé coi 1a cha y. Vi dy, ching

t6i khong t6 chirc nhitng budi hop d€ cip nhat
tién dé cong viéc & Basecamp. Chiing ta déu
qué quen véi nhitng budi hop ma tai &6 mdt
ngudi ndi va chia sé vai de dinh, sau d6 nguoi
k€ tiép lai lam diéu twong tw. That lang phi thoi
gian! Tai sao u? Méc du tap hop moi nguoi lai
dé€ trao doi tréng cd vé hiéu qua, nhung thyc
s khong phai nhw thé€. Tham chi, viéc nay con
ton kém. Tam nguodi ngdi trong mot cdn phong
subt 1 ti€ng khong chi ton mat 1 tiéng, ma 1a 8
tiéng déng ho. |

- Thay vao d¢, ching t6i yéu cidu moi nguoi

viét ban cap nhat tien-dd hang ngay, hoac hang
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tudn & Basecamp d€ nhitng nguoi khac c6 thé
doc va gop y khi cé thoi gian ranh. Lam vay
tiét kiém duoc rat nhidu thi gid mdi tuan va
cho phép moi nguodi cé thoi gian lam viéc lién
tuc hon ma khéng bi gian doan. Cac cudc hop
thu(‘v)rrvlg‘crflt ngéng thoi gian lam viéc hang ngay,
viéc Ioai bo chiing sé€ gitip moi ngwoi tan dung
toan bd thoi gian ciia minh d€ tap trung hoan

thanh cdng viéc ciia ho.

Thoi gian va sy cht y 1a nhitng khoan ton
kém nhit trong nhitng “hda don”, chizt khéng
phai chi la xu 1é hay tién thita. Chiing du cho
ban mua mot luong thoi gian khéng 16 d€ lam
nhiing diéu tuyét voi ma ban mong mudn. Néu
khong hiéu nguyén ly nay, ban sé phai cau vién
dén thoi gian lam ngoai gio, budc phai nhoi
nhét cdc nhiém vy trong du an vao cac phan
viéc khéng quan trong va binh thidong khac ma
ban phai lam mdi ngay. Diéu nay ly giai tai sao
con ngudi khong thé hoan thanh nhiém vu ctaa
minh, dtt ho 1am viéc 1au hon, tré hon va nhiéu
hon dé&bu dap cho su cham chap dé. Ho ¢6 thé
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tim thdy nhiing khoang thoi gian lam viéc lién
tuc 6 ddu day? Péang budn la, mdt s8 nguoi
khao khat di lam vi & d6 ho mdi ¢6 thoi gian
danh riéng cho ban than minh.

Cho nén, ban c6 thé€ theo chti nghia bao hd
néu ban mudén, nhung hiy nhé béo hd nhitng
ngudn luc quan trong nhat.
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~ Chét lugng cla
| tiéng dong ho

G 6 rit nhiéu cach khac nhau d€ phan
tich 60 pht.

1x 60 =60
2x30=60
4x15=60
725+1(,).+}5+.15\+5=60

- T4t ca nhiing phép tinh trén déu cho ra
két qua la 60, nhung hoan toan khéac nhau vé
cach tinh. Con s8 tong ¢ thé gidng, nhung chat
luong-thi kKhac biet. Va loai chat luong chl'mg
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toi theo dudi la 1 x 60. M6t tiéng ddit quing
khong phai 1 tiéng, ma la mét tip hop cac phut
16n xon. That sw rat kho dé tao ra mot san phadm
y nghia tit mot nguyén liéu dau vao kém chét
long. Chat leong cta 1 tiéng la 1 x 60, khong
phai 4 x 15. Chat luong ciia mét ngay it nhat
phai bing 4 x 60, khéng phai 4 x 15 x 4.

That khé d€ dat duoc hiéu sudt cong viéc
tr nhitng gid diet quang, nhung lai that d& nay
sinh cing thang: 25 phtt néi chuyén dién thoai,
sau d6 10 phit vi dong nghiép nho giap 4o, 5
phit cho nhiém vy ban dang 1€ phai lam, r6i
cubi cing la 15 phiit 1ang phi vao nhitng cudc trd
chuyén v6 b6. RSt cudc, ban chi con lai 5 phiit d€
1am nhitng viéc can phai hoan thanh. Chic chin,
nhitng ngureoi 1am viée theo hinh thikc dy 1au dan
s& tr& nén néng tinh va cdu ban. Bén canh nhitng
hoan canh thay d&i va nd Iiec d€ 1am duoc nhidu
viéc cing mot Itic, ban can phai thém vao nhitng
khoang thoi gian chuyén tiép — thoi gian d€ dau
6c ban chuyén tte viéc truéc d6 sang viéc tiép
theo. D6 1a ly do taisao, khi.dong ho, diém 5 gio
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chiéu va sau 8 tiéng tai van phong, ban lai nghi
rang, “Minh da thuyc sy 1am dwoc nhitng gi hém
nay?” Ban biét minh d& dén van phong lam viéc,
nhung thoi gian khong hé dung lai, n6 w6t di
ma ching cho thay két qua gi. |

Hay nghiém tac xem xét thoi gian lam viéc
ctia ban. Néu né la mét t6 hop nhitng nhiém vu
ngit quéang, thi ai hay viéc gi da gay ra sz ngat
quang d6? Ngoai canh tac dong hay chinh ban
lam ban th&n minh sao nhang? Ban can thay
déi diéu gi? Ban dang lam duoc bao nhiéu viéc

‘trong mot tiéng? Lam mdi liic mot viée khong
c6 nghia 1a ban 1am hét viéc nay dén viéc khéc
theo mét trinh ty gip gap; ma 13, thiec hién mét
viéc quan trong trong nhiéu gio lién tuc, hodc

thadm chi trong sudt mét ngay.

Hay tw hoi ban than: Lan cudi cung ban ¢6
ba hodc bén gid tron ven va lién tuc danh cho
~ ban than va cho cong viéc 1a khi nao? Khi ching
t6i néu cau hoi nay trong mot hoi nghi khoang
600 nguroi, chi c6 khoang 30 canh tay gio 1én.
Ban cé-phaimotirong 30 nguwoi Ay khong?
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COLSON WHITEHEAD,
MHA VAN DOAT GIAI THUONG PULITZER,

" chi viet khoang 5 giy mfi ngay v
sau khi hoan thanh mat tac pham,
6ng thubng danh nguyén mdt nam
nghi ngoi dé choi trd choi dién it
Vi ndu nutng.
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Hibu sudt > Nang sudt

T hoinay, ai ciing néi vé viéc ting cuong
néng suat. C6 vd s6 phuong thitc va
cong cu hira hen sé giap ban cai thién nang
sudt. Nhung cai thién ning suét trong viée gi?
Néng suét la tir dugc sit dung cho may maoc,
khong phai cho con nguwdi. That vd nghia khi
do dém s0 luong don vi cdng viée trong mot
khoang thoi gian, hay c8 nhéi nhét nhiéu thi

vao ciing mot cho.

- Méy moc c6 th€ lam viéc 24/7, con nguoi
thi khéng.

Khi con nguwoi don hét sy cht1 y vao nang

suat, euoi-cung ho sé chitap trung vao viéc trd
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nén ban ron va cd gang tin dung moi khoanh
khac d€'lam gi dé. Va ¢ mot su that 1a sé ludn

c6 viéc cho ban lam!

O Basecamp, chiing t6i khéng tin vao sy
ban ron. Chung t6i tin vao hiéu suét. Ching ta
c6 thé 1am dwoc bao nhiéu? Lam thé& nao dé cit
giam nhitng cong viéc khong can thiét? Thay vi
l1én danh sach nhitng viéc phai lam, chang t6i
1ap danh sach nhiing viéc khdng can phai lam.

—- Theo-dudi ning suft la-qua-trinh 14p day -
thoi gian ctia ban véi mét danh sach cong viéc
day 1 va ban c8 gang hoan thanh cang nhiéu
cOng viéc cang tot. Theo dudi hiéu suét 1a danh
ra nhitng khoang thoi gian ngoai cong viéc dé€
lam nhitng diéu khac, nhw giai tri, thoi gian cho
gia dinh va ban be, hodc hoan toan khong lam
gl ca.

Ban khong nghe nham dau, viéc ban khoéng
c6 gi d€ lam hodc hodc cam théy khéng co gi
dang lam la hoan toan binh thwong. Néu ban

chi can khoang ba gio.d€ hoan, tat, cong viéc
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trong mét ngay cu thé, hdy ngling moi thit khi
1am xong. Pitng ¢ tim thém viéc chi d& tro
nén ban rén va cam thidy minh cé néng suét.
Khong 1am nhitng thit khéng dang lam la cach
tuyét voi dé st dung hiéu qua quy thoi gian

cta ban.
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L4m tudng ve lam viéc
ngodi gio-

an khong thé lam viéc cham chi hon

ca thé gidi. S€ ludn c6 ai do ngdéi kia

s&n sang 1am viéc chim chi nhu ban, mét ngudi

khao khat nhiéu nhw ban, tham chi hon ban.

C8 tin rang minh c6 thé 1am viéc nhiéu hon va

lau hon ngudi khac 1a qua kiéu ngao vé kha

nang ctia minh va coi nhe kha nang cuia nguoi

Khac. Lam 1.001 gidr &8 hon nguoi lam 1.000 gid
khong gitip nang cao vi thé ctia ban.

Diéu té hon 13, cdc nha quén ly thudng bién

MOt S8 AgUdT o AR t4fT gtong mAu muc
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vé “tinh than lao dong” vi dai vi ludn c6 mit &
vén phong, ludn sén sang nhan viéc va ludn vii
dau vao cong viéc. D6 chi 1a mét vi du #6i té ve
tinh than lam viéc va béng ching dién hinh vé

mot ngueoi dang lam viée qua tai.

Tinh than lam viéc thuc sy khéng phai 1a
xuat hién bét ctt lc nao coéng viée can, ma la
thuc si lam nhitng viéc ban tuyén bd rang sé
lam, sip xép mdt ngay lam viéc hop ly, ton
trong cOng viéc, ton trong khach hang, ton
trong dong nghiép, khong lang phi thoi gian,
khong tao ra nhitng viéc vd ich cho ngudi khac
va khong dé€ ton viéc. Tinh than lam viéc 1a viéc
tré thanh mot ngurdi ma nguoi khéc cd thé tin
tuong va quy mén khi lam viéc cling.

Véy, lam sao con nguoi cé thé tién xa hon
néu khong c8 lam thém nhidu gi& hon ngudi
khéc? Ho lam duoc nhw thé, béi ho tai ning,
ho may min, ho cé mit dang noi va dung thoi
di€m, ho biét cach ph6i hop véi ngudi khéc,
ho biét cach truyén tai y twong, ho biét cach
sép x€p nhan Jirc, hio cb the k€ chuyén, ho biét
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diéu gi nén lam va diéu gi khéng nén lam, ho
c6 thé nhin thdy bikc tranh t6ng the va mbi chi
tiét nho ctia mot tinh hudng, va ho biét cach
tan dung thoi co. Va con vi nhiéu nhiéu ly do
khac nira.

Vay nén, hay loai bo triét d€ trr trong lam
viéc ngoai gio ra khoi dau. Hay ngling danh
déng tinh than 12‘1m viéc voi lam viéc qua tai
trong nhiéu gid. T4t ca nhitng didu d6 chang
thé gitp ban phét trién hodc va tim thdy sw
thoai mai tinh than.
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Khong thé hoan thanh cong
viec tai van phong

H dy hoi mot nguoi xem ho thudng di
dau d€ hoan thanh cdng viéc, ban sé
hiém khi nhén duoc cau tra 10i la: Van phong.

DPuang thé& day. Khi ban thuc sy can hoan
tat mot viéc nao d6, ban rat it khi nghi téi van
phong. Con néu bat budc phai nghi dén, thi
d6 thuiedng 1a Iic sdng sém, ban dém hodc cudi
tudn, nhitng liic khéng cé ai & d6. Nhiing lac
8y, van phong chi 1la mét khoéng gian yén tinh,
noi sé& chang c6 ai Jam phién ban ca.

Cang ngay cang ¢ qua nhiéu nguodi

khong-the -hoan thanh cong viéc trong gio
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lam viéc tai vin phong nita. Digu nay that vo
ly. Céc cong ty tiéu tOn bon tién vao viéc mua
hodc thué van phong va trang bi du loai ban
gh&, may tinh. Sau d6, ho sdp x&p moi thiz &€
khong ai c6 thé€ thuc sg hoan thanh céng viéc

& dé.

Nhiing vén phong hién dai ngay nay chang
khac nao cac nha mdy tao ra sy phiér‘i nhidu.
Chi can budc qua ctra ciing khién ban tré thanh

tam di€m cta nhitng cudc tro chuyén, cau hoi

hay sw chii 7. Khi nig6i vao ban [am viéc, ban
sé tré thanh nguon tham khao y kién, chat van
hay bi kéo vao hop hanh. Va nhiing cudc hop
tir phat dé€ ban vé nhitng cudc hop khac. Lam
sao ban c6 thé ky vong moi nguodi hoan thanh
cbng viéc ctia minh khi ¢ trong mét moi treong

nhw vay?

Ngay nay ngudi ta cé xu hudng d6 16i cho
Facebook, Twitter va Youtube vi da gay ra suw
sao nhang trong coéng viéc. Nhung cic mang
xa hoi nay khéng phai van d€, ciing gidng
nhu viéc nghi gita-gio de hut thudg 30 nam vé
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triede vay, néu hoi dé viéc nghi d€ hut thude da
khong phai la mot van dé thi ngay nay tai sao

cac mang x& hoi lai bi d6 16i?

Nguon gdc thuc si clia si sao nhang khong
nam & nhitng téc ddng ngoai canh, ma dén tir
ndi tai. Nguwoi quan ly di lai loanh quanh, lién
tuc hoi han moi nguoi vé tinh hinh cdng viéc;
nhitng cudc hop vd nghia, ching dem lai loi ich
gingoai viéc bién thanh mét cudc hop khac vao
tuan t6i; mot vin phong chét chdi véi biét bao
con nguwoi, tiéng dién thoai reo tit phong ban
hang, hay tiéng 6n t&t phong &n dwéi [au vong
1én... D6 la nhitng san phdm doc hai dinh kem

ctia van phong hién dai.

Ban c¢6 d€ y minh hoan thanh dwoc bao
nhiéu cong viéc khi & trén may bay hay tau hoa
chwa? Hay hoi ky la 1a trong ky nghi mat? Hay
khi ban tron dwéi ting ham? Hay vao mot chiéu
Chut nhat khi ban khéng c6 gi-d€ lam ngoai
khéi dong may tinh va gd phim? Trong nhiing
khoang thoi gian d6, khi chung ta khong & van
phong, ching ta c¢6 the hoan thanh cong viéc
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mot cich dé dang hon. D6 1a nhitng khong gian
khéng phién nhiéu.

Con nguoi khong hé lam viéc ldu hon va
tré hon béi vi 6 nhiéu viéc phat sinh. Ho lam
14u hon va tré hon do ho khong thé hoan thanh

cdng viéc tai chd lam dwoc nita!
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- Gio lam viéc

g hiing tdi c6 mot t6 hop cac chuyén gia

G tai Basecamp. Ho la nhiing nguwoi o6
thé tra 10i cac cau hoi vé thdng ké, giai quyét
cac van dé vé JavaScript, diém bung phat co
sO dit liéu, phan tich mang ludi va chinh stra
nhitng cau chit khé nhan. Né&u ban lam & day
va mudn dugc giai dap thic méc, ban chi can

goi chuyén gia.

Diéu d6 that t6t. Nhung cling rat té.

N6 that t6t khi-ma cu tra 10i dtng sé giai
quyét duoc van dé hodc quy trinh. Nhung
no lai that té khi mot chuyén gia nao d6 dang

cd giai-dap-cau.hoi bat ky lan th ndm trong
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ngay va nhin ra da hét gio lam viéc. Nguoi
hoi cdn cau tra 16i va roi ho nhan dugc no.
Nguwoi tra 10i dang lam viéc khdc va phai ding
lai dé€ tra 10i. Day khong phai la mét giao dich

cbng bang.

Vén dé nay sinh khi ban cé tam ly d& dang
di hoi bat ct cdu hoi nao chot 16e 1én trong
dau. Phan 16n cadu hoi khong gép gap dén thé,
nhung hau hét moi nguoi khong thé cudng

lai cAm gidc phai héi cac chuyén gia ngay lap

tizc. TAt nhién, néu cdng viéc ctia ho la d€ tra
161 nhitng cdu hoi ctia tdt ca moi ngwoi ngay
nay qua ngay khac, thi chuyén dé hoan toan
on, khéng sao ca. Nhung nhitng chuyén gia
ctia chiung tdi cling c6 cong viéc riéng cua
ho. Va ban khong thé cung lic hoan thién ca
hai duoc.

Hay tht hinh dung ngay lam viéc binh
thiedng ctia mot chuyén gia lién tuc bi quiy
nhiéu béi nhitng cau héi ctia tt ca moi nguoi.

Ho c6 thé khéng gap-phai .cau hoi nao, ciing co
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thé c¢6 mot vai, hodc mot t4 cau hoéi trong mot
ngay, khong ai biét truée duoc. Té hon Ia, chinh
ho cling khong biét khi nao nhitng cau héi nay
sé 4p dén. Ban khong thé€ 1én trudc k& hoach
cho mét ngay ciia minh khi ma tat cA moi nguoi
déu mudn str dung thoi gian ctia ban mot cach

ngau nhién.

Vi vay, ching t6i da muwon mot y tuong cua
treong hoc: Gior lam viée. T4t ca nhitng chuyén
gia giai quyét van dé ctia Basecamp sé thong
béo gié 13m viéc ctia ho. Vi du nhw, ho chi tiép
nhan ciu héi vao chiéu thit Ba, hodc c6 nhitng
ngudi danh ra khoang mét gi mdi ngay. Mbi
chuyéﬁ gia sé tu lya chon nhitng khung gio
khéc nhau theo ¥ minh.

Nhung néu nhw ban nay ra mot cau hoi vao
thit Hai va theo lich 1am viéc ctia ho thi dén tin
thit N&m ban mdi ¢d thé ¢ dwoc 16i giadi dap thi
sao? Ban phai doi, d6 la cach duy nhét. Ban sé&
l1am nhitng viéc khac d€ chd dén thit Nam, hoéc

ban sé-phai tw giai quyét van dé ctia minh néu
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mudn hoan thanh cdng viéc ctia minh trudc thiz
Néam. Ciing gi6ng nhw nhitng gi ban ting gip
¢ truong dai hoc, ban phai chd d€ duoc trao d6i
véi gido st ctia minh. Cach thitc nay ldc dau
c6 vé khong hiéu qua, tham chi con kha ling
nhang. Nhung chiing t6i nhin thiy duoc trién
vong ciia no. Va Gio lam viéc da tao ra mot su

thay d6i dang kinh ngac cho Basecamp.

Hoa ra, trong hau hét cac truong hop, viéc

cho doi khéng phién phitc dén thé. Nhung d6i

VUi cac chuyeén gia, viéc ¢6 thoi gian va Kha nang
kiém soat cong viéc ¢4 mang lai lgi ich 1én cho
ho. Ngay lam viéc binh yén hon, gid lam viéc
lién tuc hon va cic du dinh dwoc thiec hién theo
k& hoach gitip ho tré nén chuyén nghiép hon
trong viéc truyén day, giup d& va chia sé. Cach
nay gitp ho cam thdy vui vé hon va gitp moi
ngwoi tit bd mot vai thdi quen cii. N6 thuce sy
phut hop véi tat cA moi nguoi!

Vi vay, hdy md clta van phong chao dén
moi ngwoi (nhung chi vao cac ngay thit Ba tir 9
gio sang dén gitra trwa thoi!).

102



" ﬂh THU VIEN
SE5Y HUBT

TAI LU PHUC VU THAM KHAO NQ180







ALICE WATERS,

vi bép ftrutng tién phong trong
phong trao dd an cham (di ngugc
lai trao luu do &n nhanh), bt dau
mt ngay méi bang viéc di dao
hogc nhdém lta.
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Sap xép lich lam viéc

 ich lam viéc chung 1a mot trong

[ nhitng phat minh mang tinh phé
hoai nhét ctia xa héi hién dai. C6 qué nhieu
quy ludt, qua nhidu 12 16i va qua nhidu sai tréi
vi n6é ma phat sinh. B | |
~ Xen véov‘t»hbi giaﬁ biéu clia ngu’b_i khac &
Brasecamp_ dbi ho1 mot su th6a th_uén frufc tiép
va mét moi, chit khong d& dang va tién loi
Iﬁ@t;CéCh méy méc nhu da s8 noi khac. Ban
phai trinh bay ly do ctia minh. Ban khong thé
ctt-thé& kiém tra lich. lam vige cuia mdt nguoi

nao dé;fim vai khoang thoi gian tréng va tw
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tiéri chi€m chd gianh phéan. Boi vi, khong ai
c6 thé xem thoi gian biu lam viéc ctia nguoi

khac tai Basecamp.

Su phién toai nay ton tai trong hau hét cac
cdng ty ma ching t6i tim hi€u. O da s8 cac cong
ty, tdt ca moi nguoi déu biét lich 1am viéc ctia
nhau. Lich ctia ho khong chi bi c6ng khai chia
s€, ma con duoc thiét k&€ d€ moi nguoi dé dang
dién thém viéc vao néu c6 nhu cau. Thua vi 13,
moi nguoi duoc khuyén khich chia nho ngay
lam viéc ctia minh ra thanh tiing khoang thoi
gian c& 30 phut va duoc danh d&u bang nhitng

mau d0, luc va lam.

Gén day ban ¢é xem lai lich lam viéc cta
minh khéng? Ty tay ban ghi bao nhiéu dau viéc
vao d6? Ngudi khac ghi bao nhiéu dau viéc vao
d6? Khi ban t6i vu hoa lich ctia nhan vién, ban
khdéng nén bat ngo khi thiy thoi gian ctia ho bi
chia cat thanh nhiing phin nho. Hon nita, néu
ban dé dang cho phép ngudi khac moi thém

nam ngwoi nita vaecudc hop chi don gian vi hé
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théng tim dwgc moét khung gid thich hop véi
tat cA moi ngudi, thi cdc cude hop bao gom sau
ngudi sé cang ngay cang nhiéu.

Cuép di thoi gian cia ai d6 1a moét hanh
ddng t0i 4c. Hanh ddng cudp di thoi gian cua
ai d6 phai that réc r6i dén mic ho chi ddm
lam viéc d6 khi c6 nhiing cong viéc THUC
SU QUAN TRONG! Hop hanh nén la phuong
an cubi cung d€ giai quyét van dé, dic biét 1

nhiing cudc hop 16n.

Khi mot ai d6 chiém dung thoi gian cta
ban, ho khong hé méat mat gi, nhung ban lai
phai tra gid rdt dat. Ban chi c6 thé hoan thanh
t6t cong viéc khi ban c6 mot khoang thoi gian
hop ly danh cho viéc ¢6. Cho nén khi mét ai dé
14y di thoi gian ctia ban, ho dang gian tiép lam
ban lo ling vé kha ning hoan thanh cong viéc
trong ngay. Su an tdm ban c6 duoc khi dang
thiee hién cong viéc dung tién do, chir khong
chi néi sudng, da bi triét tiéu. N&éu ban khong

lam chirdwoc phan 1on thol gian cta ban thén,
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ban sé& khong thé binh tinh. Ban s& ludn cing
thing va cam théy bi twdc doat kha ning hoan
thanh céng viéc ctia minh.

That dé d€ sa chan vao tro choi “sép xép
codng viéc” khi ban nghi rz‘?lng “N6é chi la mot
161 goi y thoéi ma!” Nhung ¢ mot sy that 1a
khéng ai tit chdi nhitng 161 goi y d6 mét cach
fhéng thin ca. Ho khéng mudn bi xem 1a “khé
tinh” hay “khé gan”. Cho nén ho c dé€ cho
thoi gian ctia minh bj xé nhé béi ngudi khic
cho 61 Khi ngily Jam viéc ctia o fan tanh va
tro choi két thuc.

Néu ban khéng thé dit lich cho mét cudc
hop do khdng c6 phan mém dé lam viéc d6, thi
dimg 1am gi ca. Vi biét dau, cudc hop do6 von di
co 1€ khong hé can thiét.

10



lha giam vdn phong

T heo quy tic thong thudng, khong ai &
Basecamp biét nguedi khac dang lam
gl vao mét thoi diém nao d6. Ho c6 dang lam
viéc khéng? Chiing tdi khong biét. Ho c6 dang
4n trea khong? Lam sao chiing t6i bigt duoc.
Ho ¢6 dang don con c4i ctia minh it treong
vé nha khéng? Chiing i khéng biét va ciing
khéng quan thm.

O Basecamp, chiing t6i khéng yéu cau
nguoi khac béo cdo vi tri hay si hién dién cua
minh. Ho khéng can ngbi dinh chat vao ghé
tai vin phong, khong can ching minh bing
hinh anh khi dang lam yigc tir xa. “Nhung lam

m



QUAN LY DOANH NGHIEP TRONG THOI DAl 4.0

sao ban biét mot nguoi dang lam viéc néu ban
khong thé thdy duoc ho?” Céu hoinay cd cung
cau tra 1oi vdi cau hoi: “Lam sao ban biét mot
nguroi dang lam viéc néu ban ¢4 thé thdy dwoc
ho?” Ban khong biét duwgc. Cach duy nhét dé
biét cong viéc cb duoc thue hién hay khéng la
nhin vao thuc t&€ cong viéc. D6 la nhiém vu clia
ngudi sép. Néu ho khong thé lam duwoc digu
do, cong ty nén tim mot nguwoi khac c6 kha

nang hon.

Cong nghé cling khién cho van dé nay cang
tram trong hon. Thoi nay, khong chi sép muén
biét ban dang & dau, ma tit ca moi ngudi cling
déu mudn biét. Sy x&m nhép ctia cdc cdng cu
lién lac da dang da khién cho ngay cang nhiéu
ngueoi bi tra hoi va phai bao cao trang thai thyc
t& ctila ho moi lic moi noi. Trang thai ctia ho
chuyén sang chdm xanh khi ho ranh, dé khi
ho ban. Nhung khi tdt ca moi nguoi biét ban
“ranh”, ban s€ nhén dwoc ngay mot 1a thw moi
hop dé két thic trang thai d6. Digu nay chang

khéc gi ban dang deo-mot tam bang viet bang

12



JASON FRIED & DAVID HEINEMEIER HANSSON

chit neon phét sang véi dong chit HAY LAM
PHIEN TOI PI! Hay thit “ranh” trong ba gio
va sau d6 thtr “di vang” trong ba gid. Toi c4 1a
ban sé& hoan thanh dwoc nhiéu viéc hon khi ban
danh d&u “di véng”.

Néu ban can mét ngwodi nao d6 gitp nhung
khong biét ho cb dang ranh hay khong thi sao?
Hay hoi ho! Néu ho phan hoi thi ban sé ¢d cai
minh can. Néu ho khong phan hoi, khdng phai
vi ho dang 10 ban di, ho chi dang lam mot viéc
khac ngay tai thoi diém dé. Hay ton trong ho!
Tin twdng rang moi ngudi dang tap trung vao
cobng viéc ctia chinh minh. C6 bat cit ngoai 1€
nao hay khong? T4t nhién 1a cé. Sé t6t hon néu
biét mot ai d6 dang & dau trong tinh huéng cap
béach, nhung nhitng truong hop d6 chi chiém
1% kha nang va khong nén diéu khién 99% thoi
gian con lai.

Véay nén hay tién thém mét budc nita
dén di€ém binh yén va giai phéng moi nguwoi
khoi ap lwc bao cdo vi tri va trang thai cta

hg. Trang thai ctia tat ca mol ngwodi nén dugc
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hi€u ngam rang: Toi dang no lyc lam viéc clia
minh, lam on hay ton trong thoi gian va sy

tap trung cua toi.
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Tgi 98 bdo lai cho ban
sau khi cd thoi gian

hao kha_’it duoc phan hdi ngay 1ap tic
nhtr mot mdi Ira Iic nao ciing chyce

chd gy ra nhitng dam chdy tai noi lam viéc.

D3u tién, ai d6 gt email cho ban. Sau d6,
néu ho khéng nhan duoc h6i 4m cia ban trong
mét vai phit, ho sé nhén tin cho ban. Ban vin
tiép tuc khong tra 16i? Ho sé goi dién thoai cho
ban. Va r6i ho hoi mét ngudi khéc réng ban
dang & dau. Nguoi d6 lai tiép tuc 1dp lai nhitng
didu nay &€ c6 duoc sy chi v tir ban. Béng
nhién ban bj kéo ra khdi cong viéc ma minh

dang lam. Tai sao chi? Vi no cdp bach? Puoc
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roi, ¢t cho la vay di! Ho chi dang nguy bién. N6
khong hé cap bach, va né rat hiém khi nhu thé,
khoéng nén c6 bat ki sy nguy bién nao cho hanh
dong nay.

Trong hau hét cac truong hop, ky vong c6
mot phan héi ngay 1ap tiee 1a mot su ky vong v
ly. Thé nhung, v6i sy tdn cdng clia cac cdng cu
giao tiép ngay cang hién dai - d4c biétla cdng cu
nhén tin trgc tiép va nhém trao ddi - vao cdng

viéc hdng ngay ctia ban, ky vong duoc phan héi

1ap tizc da trd thanh mét diéu binh thuong.

Day khong phai la quy trinh.

- Suy nghi mét cach thong thuwong sé nhuw
th& nay: Néu t6i c6 thé viét cho ban sém, ban
s& c6 thé hoi am cho t6i sém, ding khong? Vé
ly thuyét, ding. Trén thuc t& sai. Viéc ban lién
lac v6i ngweoi khac sém khong dong nghia voi
viéc ho phai phan hoi véi ban that nhanh. N6i
dung ctia cdu chuyén méi la quan trong. D6 la
chuyén hé trong? Dwoc théi. Nhung ban mudn

t6i gtri lai cho ban thiema t01 da givl fuan trude?
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Viéc d6 c6 thé doi dwge. Ban can t6i tra 1oi cAu
hoi ma ban c6 thé tir trd 16i? Viée d6 c6 thé doi
duoc. Ban can biét méy gio khach hang sé dén
vao ba ngay nita tinh tit bay gid? Viée d6 chéc
chén c6 thé doi duoc.

Hau hét moi thit déu cb thé doi dwoc. Va

hau hét moi th nén nhu thé.

O Basecamp, chiing t6i c§ ging xay dung

van hoéa phan hoi khi ¢6 thoi gian chit khéng
phai la phan ngbdi ngay 1ap titc. Mot noi ma moi
nguoi khong cam thdy buc tiec khi cau tra 1oi
cho mot cau hoi khong cdp bach dén sau ba
tiéng dong hd. Mot noi ma chung t6i khéng
chi cho phép ma con v6 cung khuyén khich
moi ngudi khong kiém tra hop thw, hay nhin
tin triec tuyén, hay tro chuyén dé€bao vé nhitng
khoang thoi gian lién tuc ctia ho. |

Hay tht mot lan. N6i mét diéu gi d6, sau
dé quay lai lam viéc. Pling ky vong gi ca. Ban
sé nhan duoc hoi &m ctia ho khi ho c6 thoi gian

ranh va-co-thé tra 1oi. Vanéu mot ai d6 khong
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nhanh chéng tra 10i ban, diéu d6 khong c6
nghia ho 1o ban di, c6 th€ ho dang ban lam viéc.
Ban khong c6 thit gi khac d€ lam trong khi cho
doisao?

Cho doi 1a mot diéu binh thuong. Troi sé
khong sép xudng, cong ty sé khong sup do. N6
s€ chi tr& nén yén binh hon, tuyét voi hon, thoai

mai hon cho tat cad moi ngwoi lam viéc.
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FOma? Jomot

F OMO (Fear Of Missing Out) — Nbi
so bo 16, 1a mot hi chimg khién
moi nguoi lién tuc kiém tra TW1tter, cap nhat
Facebook, chu chuyen trén Instagram, nhém
trén WhatsApp va nhu’ng ung dung moi. That
ky la khi moi ngl:fcn mo dién thoal cia minh
hang chuc l4n trong ngay m01 khi c6 mot thong
béo méi hién 1én, vi ho so LO NHU PO LA
MOT VIEC CUC KY QUAN TRONG! (Nhung
thuong 14 chéng ¢6 chuyén gi quan trong ca).
Va hién trang d6 khong chi ton tai ¢ 'mang xa
hoi - n6 tham nhép ca vao cdng viée. Ct¢ nhw
email chua du d€ gay ra FOMO, bay gio ching
ta con-eo-thém nhiey the he cong cu méi nhu
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tro chuyén truc tuyén - thém mot thit chiém lay
mot phan su cha y ctia ban ca ngay troi vi ban

khéng muén bo 16 bat ki thong tin nao.

That nuc ceoi. Con nguroi nén bo 16 mot
vai thit! Da s6 chiang ta nén bo 16 phén 16n sy
viéc dién ra xung quanh minh. P$ la nhiing
tie twdng ching t6i c8 gang khuyén khich &
Basecamp - JOMO (The Joy Of Missing Out) -
Niém vui swéng ctia viéc bo 15! JOMO sé gitp
ban dép tat sg phun trao théng tin, tin nhin va

nhithg thit phién todi d€ thuc sy tap trung lam
cac cong viéc chinh dang. JOMO sé gitip ban
bat kip nhitng su viéc ctia ngay hdém nay bing
cach téng két email vao sang ngay mai, thay
Vi ¢ xem lat nhét titng tin trong sut ca ngay.
JOMO, ban ctia t6i 0i, chinh 14 JOMO.

Thue s khdng ¢6 ly do nao dang d€ khién
moi nguedi phai ¢ gang biét tat ca moi thit dién
ra tai cong ty. Ddc biét 1 ngay ltic sy viéc dién
ra! Néu diéu dé quan trong, ban chac chan sé
biét duwoc théi. Nhung thuong 1a nd khong

quan trong den_the. Nhimng negay lam viée
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thuong 13p di 1p lai va d6 la mot ddu hiéu t6t.
Céng ty van hanh mét cach-binh yén, khéng c6
tin tke giat gin. Chung ta phai dirng ngay hanh
déng phéng dai nhitng sit viéc nho nhat dién ra
trong cdng ty nhu thé€ ching dang duoc dang

tin & trang nhat clia mot to bdo ndi tiéng.

D¢ uing ho cho tw twdng nay, ching t6i da
quyét dinh viét “Nhip dap trai tim” hing théng.
N6 gitip tong két cac c6ng viéc va quy trinh da
duoc thuc hién béi mét nhom, viét boi nhém
treeong ctia nhdm va dugc cdng khai véi toan bd
cong ty. T4t ca nhitng vdn dé nh6 nhat sé khong
dwoc nhic téi d€ hiedng s chil y cia moi nguedi
vao nhitng thdng tin quan trong. Moi ngwoi sé
van theo ddi mot cach hiing thd ma khong bi
phan tan sy cht y cho hang ta nhitng tiéu tiét
khong lién quan.

O hiau hét cac cdng ty hién nay, nguoi ta
budc phai nhé moi sy viée tiéu tiét trong cong
ty gidng nhu nhitng hoc sinh lo so bi kiém tra
bt ctt ltic ndo vay. Ho can phai biét tat caA moi

chuyén, moi phat hién, mol cal tén, moi sy kién
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dién ra. Day thuc 1a mét su lang phi tri ndo va
t6i t& hon la, lang phi sy tap trung. Hay chi tap
trung vao céng viéc cia ban. D6 1a t4t ca nhiing
gl chung t6i yéu cau va ciing la t4t ca nhiing
gi ching t6i doi hoi. Néu c6 mét viéc nao dd
ban bét budc phai biét, chiing t6i hita sé cho
ban biét. Néu ban t6 mo, dwoc thdi, ciz tw im
hiéu theo cach ma ban muén. Tuy nhién, chiing
t6i mudn moi ngwdi cam thay vb tw, vui vé lam
viéc hon la lo 4u, so hii minh sé bd 15 thit gl do

ma trén thyce t&lai chdng hé quan trong.
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A VAT LY HOC STEPHEN HAWKITG,

ngudi da danh nhidu ndm cho hoat
dong nghién ctu va lam viec, khugén
khich sinh vién ctia minh damh thi
gian cho nhilng hoat ddng khéc nhu
nghe nhac va di chai vdi ban bé.
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Ching ta khang phai
| gia dinh

4c cong ty thudng thich tuyén bd rang
G “Chtng tbi giéng nhue mét gia dinh”.
Khoéng, cac ban khong phai. Basecamp ciing
khong phai. Chiing tdi 1a nhiing donig nghiép.
biéu dé khoéng cd nghia la ching t6i khong
quan tdm dén nhau, hay ching t6i khong nghi
cho tép thé. Ching t6i c6 quan tam va gitp do
13n nhau nhung khéng phai duéi danh nghia
mdt gia dinh. VA doanh nghiép ciia ban ciing
nén nhu thé. |
Hon nita, Basecamp khong phai “dita con
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ching t6i. Ching t6i sé 1am viéc d€ bién no trd
thanh san pham t6t nhat, nhung diéu d6 khong
6 nghia ching ti sé s&n sing hy sinh moi
thiz vi nd. Va ban cling nén nhu thé v6i doanh
nghiép ctia minh. Chiing ta khong nén tu doi
long, chang ta chi la nhitng ngwoi binh thuong,
lam viéc cing nhau d€ tao ra san pham. Ching

ta nén cam thay tu hao vé diéu d6 va thé€'la da.

Hay than trong khi nhitng nha 1anh dao noéi
cong ty ctia ho thiee su 1a mot dai gia dinh gén
két. Ho khong diing hinh anh iy d€ 4m chi réng
ho sé bao vé ban du chuyén gi xay ra di ching
nita hay ho s€ yéu thuong ban v diéu kién nhu
nhitng thanh vién trong mét gia dinh mau muc
d4u. Y clia ho thuc chat thuong lién quan t6i
mot khia canh khac: sy hy sinh ctia ban.

* Boi vi bing cach mé phéng hinh anh gia
dinh, kéq theo d6 thuong 1a su theo dudi bat
ché&p va gén b6, ban khéng chi dahg lam viéc
thdu dém hay bo qua mot ky nghi mat dé
hoan thanh n6t nhitng viéc cudi cung. Khong

dau, ban dang lam diéu d6,uigia dink, Mot 1oi
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dé nghij ap dat cam tinh nhu thé thuong chi
xuét hién khi ai dé ¢6 lam cho ban quén di
nhitng lgi ich ctia ca nhén ban. Ban khong can
phéi gid vo trd thanh mdot thanh vién cta gia
dinh chi vi phép lich s, hay vi su tit t& hodc
s an toan. T4t cd nhitng gid tri 6 sé dwoc 1ot
ta mot cach rd rang hon qua nhitng nguyén
tdc, quy dinh, va quan trong hon c3, nhitng
hanh dong.

Bén canh d6, chang phai ban da c6 mot gia
dinh hodc mot nhém ban bé than nhau nhw rubt
thit r6i sao? Cong ty hién dai khong phai la mot
bang dang duong phd duoc lap ra tit nhitng
dita tré vb gia cu 8 gang doan két d€ sdng sét
trong mdt thé gisi tan 4c, nhin tdm. Hanh dong
c8 gang thay thé vi tri ctia gia dinh ban c6 thé'1a
mot cach d€ cd néng tdm.quan trong clia cong
ty 1én trén gia dinh thiec sit ctia ban. That 1a mot
st 1oi dung bénh hoan. ‘

Nhiing cong ty t6t nhat khong phai gia
dinh. Ho 14 nhitng nguwedi hd tro cho cac gia
dinh. Dbng minkh, cua cacgia dinh. Ho 6 d6 d€
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cung cap mot méi tredng lam viéc lanh manh,
sung tic d& khi cdc nhén vién tat may tinh khi
hét gio lam viéc, ho lai tré thanh nhitng nguwoi
chong, ngwdi vo, bd me, anh em va con cai tuyét
voi nhét co thé.

132




Ho ¢@ lam gidng nhu ban

an khong thé€ tng hd nhiing loi ich

B cua gio lam viéc hop ly, nghi ngoi
thuedng xuyén va 16i song lanh manh néu mot
ngudi s€p nhu ban dang lam nhiing diéu
hoan toan ngwoc lai. Khi con séi dau dan lam
viéc lién tuc khdng ngting nghi, s6 con lai sé
¢6 xu huéng 1am theo. V4n d& khong nam &
didu ban néi, né ndm & viéc ban 1am. Didu nay
cang trd nén t6i t&€ hon d6i véi nhitng doanh
nghiép cé sy phan ting phic tap. N&u quan
1y ctia nguoi quan ly dang 1a mot tim guong
x4y, thi né sé& gidng nhw moét qua cau tuyét
1an xubng can quét tat ca nhiing cdp bac bén

dirSisodo.
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Hay cung nghiém lai mét cau chuyén kinh
dién vé mot ngudi giam ddc chi ngt c6 bon gid
mbi ngay, 1a ngudi dau tién dd xe & vin phong,
tham dw ba cudc hop treede khi an trua va tit
den di ngti sau nita dém. That dang la mot anh
hung! Qua la mot nguoi ludn dat cong ty lén
trén ca cude éé’ng c nhan.

Khéng, anh ta khong phai mét anh hung.

Néu cach duy nhét ban c6 thé truyén cam

himg cho tap thé 1a tiém nhiém cach lam viéc

dén kiét sttc, thi da dén Hic can nhin vao nhitng
diéu sau sdc hon. Boi viéc d6 s& khong gitp
ban dat duoc sy ngudng mo dau, ma thay vao
d6 1a su lo 4du va so hai tir toan bo nhan vién.
Mot nguoi lanh dao lam guong cho viéc hy
sinh ban than chic chén s& doi hoi & nhan vién
sy hy sinh tirong . '

.. Sw hy.sinh 6 the la mét diee tmh can cd
trén chién trudng, nhung trong vén phong thi
khong nhu thé. S6 ménh ctia da s6 cac cong ty sé
khéng duwge quyétdinh taicac tran,chién dam
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méu ca NHONG NGUOT O THE HOP VOI
KHACH HANG TRE NHAT hoic NHUNG
NGUOI cO THE PAT RA NHUNG THOI
HAN KHAC NGHIET NHAT.

Né&u ban mudn nhén vién nghi ngoi, trén
cuong vi cila mét nguoi sép, ban phai nghi ngoi
treée. Néu ban mudn ho ¢ nha khi bi bénh, ban
khong nén dén vin phong khi dang ho st sy.
Néu ban khéng muén ho cam thay toi 161 khi
dan con minh di choi vao ngay cubi tuan, hay
diing mdt vai tdm anh ctia ban khi di khu vui
choi véi con cai.

Nghién 1am viéc 1a mot cin bénh c6 thé lay
lan. Ban khong thé ngén chién né néu ban chinh
1a ngwedi phat tan mam bénh. Thay vao do, hay
lan truyén sy binh yén.
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lang lugng long tin

an d& bao gi¢ trong mot mdi quan hé

ma ban cam thay v6 cung kho chiu
trede moi hanh déng du 1a nhéd nhat nhét tie
d6i phuwong? Néu tach riéng ra, nhitng thi
khé chiu thyce ra khong hé phién phitc dén thé.
Nhung trong nhitng treong hop d6, ban thiec
chit khong hé kho chiu vi nhitng thi nhé nhit.

C6 mot digu gi d6 khéac dang dién ra.

Diéu twong tw ¢ thé xay ra ¢ noi lam viéc.
Mot ngwoi nao d6 néi hay hanh dong theo mot
cach nao d6, va khién mot nguoi khac phat
dién. Ding tit xa thi giéng nhw ho dang phan

tmg thaigua. Ban khong thé hieu duoc tai sao
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ho lai phan tng nhu viy. Co6 mét diéu gi dé

khéc dang dién ra.

Hay d€ ching t6i néi cho ban biét diéu gi
dang dién ra: Ning liong long tin &4 can kiét.

Tobias Lutke, gidm d8c ctia Shopify, dong
tinh véi quan di€ém nay. Anh da giai thich quan
diém nay trong mot bai phong véan véi to New
York Times: “Mot khai niém ma chung t6i ban
dén rat nhiéu [an 1a mot thit ¢6 tén ‘néng luong
long tin’. N6 nhw mét cuc pin dugce sac 50% khi
ngudi ta dugc tuyén dung. Va méi [an ban lam
viéc v6i mét ai d6 tai cOng ty, ngudn néng luong
gitta hai nguoi sé dwoc sac day thém hodc bi st
dung dan, tiy thudc vao két qua cong viéc thue

t€ 50 v3i cam két ctia ban.”

Viéc ép' dung quan diém nay tai Basecamp
da gitp ching t6i danh gia nhitng m6i quan
hé trong cong viéc mot cach rd rang hon. N6
loai bé ban nidng tu nhién khi danh gia liéu
mot ngudi da ce x¢ “diang cach” véi mot

nguoi khac hay chira (day thuc s la mot khai
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niém vo 1y). Bang cich do ludng s§ phén trim
ning lwong duoc sac, chung tdi ¢6 co s& dé
giéi han cudc tranh cdi. Sy thit la nguén nang
lwong long tin chinh 1a t6 hop chia tat cA nhiing
s twong tdc ma ban c6. Néu ban mudn sac
ning luong, ban phai hanh ddng khéc di. Chi
nhitng hanh dong mdi va thai 46 méi, méi co
the giup ban ma th01

Thém nita, day la chuyén ca nhan. Nang
legng long tin cua Alice véi Bob. khac véi
ning luong long tin cia Carol véi Bob. Bob
c6 thé dat 85% vé6i Alice nhung chi 10% véi
Carol. Bob khéng thé sac thém ning lugng
ctia minh v6i Carol bang cach hanh xt khéc
di v6i Alice. Hanh d9ng sac néng lwong cho
cac m&i quan hé phai duoc tién hanh véi titng
ngurdi mot. D6 1a 1y do vi sao nhiing ngwedi
ban than 1au ndm thwdng khong thé hiéu ndi
tai sao nguwdi khéc lai c6 thé c6 van dé véi

ngwoi ban than cta ho.

Mot ngudn ning luong long tin thap la
nguyen nhan cot 181 clia 1At nhiéu sie bat dong
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noilam viéc. N6 thdi bung nhiing trin tranh cai
cing thang va nhiing gidy phut lo ling. Khi ma
ngudn ning lrong nay sap can kiét, tat ca moi
thit déu sai trai va bi ddnh gid mot cach khit
khe. Mudi phan tram néng lugng twong dwong
v6i 90% twong tac sai hudng.

Pé xay dung mot méi quan hé t&t véi dong
nghiép sé ton rat nhiéu cong sttc va d€ x4y dung
mot mdi quan hé, hay thanh that ngay tir dau.

Thtt t& nhat ma ban c6 thé lam 1a gia vo rang

cam xUc cd nhan Khong quan trong. Rang noi
lam viéc nén chi xoay quanh céng viéc. Digu d6
that hoi hot. Con nguoi van 14 con ngwoi dut ho
dang lam viéc tai cong ty hay dang ¢ nha.
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Blng 1& nqudi cudi cling
biet chuyén

hi sép ctia ban néi: “Clra phong t6i

ludn ludn mé”, @6 la mét phép lich

si, khong phai mot 10i moi. Ho mudn nhén
vién 1a ngudi phai chit dong tim dén ho. Cau
noi d6 sé la cai cé d€ noéi chuyén sau khi mGt
thit gi d6 v6 cling toi t& da dién ra. Sw viéc s&
duoc béi méc ra va nguoi sép sé hoi “Tai sao
ban khong bao cdo vai tdi vé viéc nay?” va “Toi
da ndi r6i, néu cb bat ky van dé nao nay sinh,
hay dén vanéi chuyén vdi t6i.” That bubn cudi!
Digu ma céc sép can phai nghe nhat la ho

va t0_chizc dang thieu sot & dau. Nhung liéu
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mot nguedi dang trén dinh thanh cdng c6 mudn
nghe nhitng phan hoi tiéu cwc d6 hay khong?
N6 la mot cai bﬁy, va cac nhan vién déu hiéu ro
minh sé& gip ric r8i néu trinh bay mot vin dé
khdng phti hop trong mot thoi diém khong phu
hop véi mot ngwoi sép khdng phit hop. Tai sao
ho phai liéu linh c& sy nghiép ctia minh chi vi
mot 101 hika vé canh ctra phong ludn ma?

Ho sé khong lam thé va ho ciing khéng can
phai lam thé.

Néu nguoi sép thuc sy mudn biét nhitng
chuyén dang xay ra, ho sé can phai lam mot
vigc vO cling hién nhién: Dén hoi truc tiép!
Khong ngai nglung, khong dung nhitng cau
hoi mép mo nham nhi nhi “Chiing ta c6 thé
lam g} d€ cai thién tinh hinh?”, thay vao d6 ho
nén hoi nhitng cau nhu “Piéu gi ma khéngai

dam nhic t6i?” hay “C6 didu gi khién ban lo

ngai khi 1am viéc khdng?” hodc “Cé Viéc gl ban
d lam gan day va wdc gi minh c6 thé Iam lai
khéng?” Tham chi 12 nhitng cAu cu th& hon nhuw
“Ban nghi ching ta c6 thé€ lam gi khac d€ gitp
Jane thanh cong?” hay “Ban co, muon dwa ra 1oi
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khuyén gi trude khi chiing ta bat dau dw 4n 16n
tai thiét ké lai trang web khong?”

‘Dit van dé thuee t&, hoi médt cach tryc tiép la
cach duy nhét d& d6i phizong an tam phat biu
nhiing cau tra 101 thét long. Va sau d6 ban s& can -
| ‘phai kién nhin de nghe cau tra loi. C6 18 ban s&
bidt duoc 20% cau chuyén trong [an hoi dau tién,
50% tiép. theo sau mot thdi gian, va khi ban di -
khing dinh duogc rdng minh 13 mdt ngudi sép
déng tin twong, ban c6 the biét duoc dén 80%.

'Sy that 1a ban & vi tri cang cao, ban sé cang
kho biét dugc su that bén trong cong ty clia
minh. Nghe ¢ vé nghich ly, nhung céc CEO
thuedng 14 nguoi cudi cung biét chuyén. Quyén
luc cang 16n thi cang khé ndm bét thong tin.

. Vi vay & Basecamp, ching toi thuémg ra
ngoai vahoi thay vi chi ng6i cho doi sau canh ctra.
Khong phai lic nao ciing thé, béi vi ban khong 4
nén hoi khi ban chura sén sang dwa ra nhitng cau
tra 161 va si tro gitip, nhung du thieong xuyén dé -
ching t6i biét nhitng chuyén dang dién ra trong
cdhg tydehau hét moithoi.diém.
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Loi cta 6ng chi la
ménh [énh

Ot 10i dé nghi sé khong con binh
thuong néu nd dén tir 6ng cha cia
doanh nghiép. Khi nguoi ky phé duyét ngan
sach nhic dén diéu nay diéu no, thi chéc chan
nhitng diéu d6 s& tré thanh wu tién béc nhét.
Mot cau néi vu vo nhu “Chung ta da tan
dung Instagram hét mtkc 6 thé chwa?” c6 thé
mot buwde kéo Instagram 1én vi tri din dau
trong danh séch cong cu marketing. D6 14 mot
vi du don gian, nhung né mang tinh dai dién.
“Tai sao cd Ay phai nhac dén Instagram trir khi

c6 &y nghitnstagram thiec si rat quan trong?”
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Moi chuyén chi trd nén té hon khi nhan
vién tu phat hién ra sép ctia minh tu thuc hién
mot viéc gi ¢6. Néu sép nhin vé hudng do, thi
rd rang chung ta cling nén nhin vé huéng dd!
Nhung thuc chét, ho lam thé c¢6 thé don gian
chi vi t0 md hodc ranh r8i, nhung moi ngudi
lai khéng nghi nhu vdy. Mot nguoi sép vo
tinh lam phéan tan sy chu y ctia nguoi khac la
cach ly giai pho bién cho cau héi “Tai sao ai
cling lam viéc rét cat lyc nhung lai khong hoan
thanh dwoc gi?”

Nha lanh dao can phai c6 mdt sy kiém ché
tuyét voi d€ khéng hé 16 cac y tudng tdi tit ca
moi nguoi. Moi y tiedng gidng nhu mét hon soi
va sé dan t6i su xao dong khi n6é cham vao mat
nude. Ban ném mot s8 lugng soi da nhiéu vao
ho thi bitc tranh toan canh sé tréd nén mo duc.
Tron tranh trach nhiém véi cdu ndi “Nhung dé
chi 1a mot 101 goi y” s& khdng thé 1am cho nude
hd tréd nén trong hon. Digu d6 chi c6 thé xay
ra khi nguoi sép y thic dwgce trong lugng tie

nhitng cau néi-ctra-minh:
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lhing muc tiéu tuong
chiing dé dang nhung thuc
chat rat khd hoan thanh

6 1é ban da tirmg noéi hodc titng nghe
nhitng cau nay trudc day:

“Ching t6i chua titng cé nhan vién phat
trién doanh nghiép, nén chéc chin sé c6 rat
nhidu muc tiéu ma c6 8y c6 thé hoan thanh méot
cach dé dang.”

“Chiing t6i chua tiing tiép cén truyén thdng
xa hoi, vy nén hay tredng twong stic lan tod ma
chiing t6i s& nh4n dwoc khi bét dau ding 1én
nhitng-dong tweef.

149



QUAN LY DOANH NGHIEP TRONG THOI DAI 4.0

“Chting t61 chua bao gi¢ hoi nhitng khach
hang da ting htay don ly do tai sao ho lai lam
vay, nhung chung t6i chic chin ring ho sé&
dé dang dwa cho chiing tdi nhitng ciu tra 16
thich dang.”

Chinh' chting t6i cling da ting c6 nhiing
suy nghi twong tw. Vé ly thuyét, cic doanh
nghiép nén theo dudi nhitng muc tiéu dé dang
va trong tam voi. Mot co hdi tuyét voi d€ cho

doi va hudng thy. Ngbi mat, 4n bat vang!

Nhung theo thoi gian, ching t6i dan nhan
ra van dé thuc sy 1a khi ban cang & xa cac muc
tiéu, ban sé cang thdy chting dé& dang, dé& véi
toi. Khi tién lai gan, ban sé thdy ching rat
khé d€ thiec hién. Chiing ta ludn cho rang cac
nhiém vu can hoan thanh thit dé cho dén khi
phai thuc sy bt tay vao lam. Né&u ban khing
dinh mét cong viéc méi chic chén sé dé lam thi
chéng khéc nao ti thira nhan ring ban ching c6
chiat hi€u biét gi vé cong viéc ma minh sdp lam.

Vabét ky dw tinh-nae ve khoi luong cua nhitmg
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cong viéc ma ban chua ting lam trude do déu

sé tan tanh béi sw trong dai that sy clia van dé.

'Didu té hon 1a khi ban dit ky vong cta
minh vio nhiing nhan vién méi va két luan
ring ho s& hoan thanh &t ca muc tiéu trong thoi
gian ngén. Ban co ban d3 dan ho di dén that
bai. Chiing t8i ¢4 ting mac sai [am d6 khi thué
nhan vién méi ddm nhiém cong viée phéat trién
kinh doanh tai Basecamp. Chiing ti nghi réng
ho sé thirc hién mét vai cude goi, chdt don hang
véi d6i tac rdt nhanh chéng va sau d6 ching
toi s& gat hai dwoc hang loat két qua t6t. Boi
vi chiing t6i chwa ting thit sttc & mang nay,
nén chiing t6i d4 rat hy vong rang minh sé dao
duoc moéd vang mdt cach nhanh chéng. Né.co
thé kho t6i mirc nao chit? Héa ra, chung t6i da
phai 1am viéc cit lyc ma khong hé tim thdy mot

mo vang nao ca. -

- bidu tuong tuf da xay rakhi chung t61 quyét
dinh giri mot vai email d€ chim séc khach hang
sau khi'ho.da dang ky Basecamp, v6i muc dich
téng tweng tac voi khach hang trudc khi ho
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tién hanh thanh toan. Trudc d6, ching t6i chi
gli cho nguoi dung mot email duy nhét sau
khi déng ky va khéng gtri thém gi nita. Vi vy,
ching t6i cho rang viéc giti thém nhitu email
sé gia tang sO luong cudc tro chuyén 1én mot
8p d6 méi. Nhung didu dé khéng hé xay ra.
Nhiing thit trdong c6 vé dé& dang, thuc chat lai vb
cung kho khan va ngoai tAm vdi. |

Viéc cho rang ban c6 thé ngay lap tirc lam
dwoc mot viée gi d6 trong khi chwa timng lam
<huyén d¢ trwoc day thuwe s Ia v aghi vién
vong. Thinh thoang, ban van may min dat
dwoc nhitng thtt minh twdéng twong, nhung
dé la tredng hop rat hiém. Pa s cong viéc cai
cach, phat trién doanh nghiép, ban hang 13 mét
qud trinh tip hop rat nhiéu nd lwc tr nhitng
hanh ddng nho nhét. Sau mot thoi gian, ban
chic chén sé& hoan thanh dwoc nhitng viéc do,
nhung hay nhé réng d¢€ dat duoc didéu d6 ban
s& phai trai qua rét nhidu thit théch.

Vi vay, lan sau néu ban yéu ciu nhan vién
hoan thanh mot nhiém vu_ma ban chua timng
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thuze hién, hiy suy nghi that ki. Hay nhéc nho
ban than réng cng viéc ctia nhitng nguwedi khac
khong hé don gian. N&u khdng c8 gang thi chéc
chan khéng thé hai dwoc trai ngot. Né&u ban da
¢6 nhiéu kinh nghiém, rdt ¢ thé€ ban sé thdy
viéc gi cing dé. Nhung ditng quén rang chi vi
ban chua titng lam viéc d6 truede day, khdng co
nghia viéc d6 rat dé thuc hién, trén thuc t& n6
thuong khé hon ban tudng ddy.
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Ding hy sinh gie“l'c nqi

idc ngu chi danh cho ké yéu dudi!

Mot ngudi lam vige héng say chi can
ngu 4—5 tiéng! Mudn thanh cong 16n, phai biét
hy sinh!

Nham Nhi.

_ Nhu:ng nguoi sudt ngay huenh hoang vé
viéc danh déi gidc ngu cho nhitng sy cp-gang
dén kiét qué va nhitng cudc chay dua{d_.é'n nira
dém thuong la nhitng ngwoi-khong bao gio
€0 théeham dén thanh cong thwee sw. Ho danh
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lac hiéng bang cach k& nhitng cau chuyén ¢
tich vé viéc nd luc dén sitic tan lwc kiét. That

dang thuong.

Ban ding nén dénh déi gidc ngu chi d€ ¢
mot vai gio lam thém tai van phong. N6 khong
chi khién ban mét méi, né con khién ban tré
nén ngu ngdc theo dang nghia den. Khoa hoc
da chiing minh: Sy thiéu ngt mot cach thuong
xuyén sé tac ddng xdu dén chi s8 IQ va mai mon
kha nang sang tao ctia ban. Ban c6 th€ qua mét

“d@ nhan ra, nhung nhitng hgudi 13m viée cling
ban sé thay dugc diéu do.

Th&nhung dang budn thay, van c6 rat nhigu
nguoi hy sinh ban than, stc khde, thdm chi
nang liec lam viéc chi d€ chitng minh su tén tuy
ctia minh véi NHIEM VU. Quén c4i nhiém vu
dy di. Khong cé bat et nhiém vu nao (¢ cdng ty)
dang d€ nhén vién danh d6i sttc khoe cia minh.
Nhiing nguoi bj tudc doat gidc ngti khdng chi
suy giam hoat dong tri ndo va sang tao, ho con
thi€u kién nhin, thiéu cam thong, thidu thau

dao, chuyén be xé raie.Dieu do co the lam ton
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thuong cac dong nghiép & cong ty ciing nhu
nguoi than trong gia dinh. Ngu khéng da gidc
s& bién mdt chién binh thanh mot ga toi.

Hiu qua cang nghiém trong gip boi khi -
nguodi d6 co stec anh huong tryc tiép dén nguoi
khéc. Cac nha quan ly can gap d6i, chit khong
phai mot nita si thong cam. Néu ho bi kiét
strc, ho sé nhanh chéng gay anh huong dén ca
nhém. K& ca nhitng ca nhan dwoc nghi ngoi
day du, véi tinh than thoai mai ciing ¢ thé bi
anh huong béi nhitng ngudi sép cau gat.

Bén canh d6, néu ban thic thém nhiéu gio
14 d€ lam dwoc thém nhiéu viéc, thi tai sao ban
van bi don viéc? Hay héi bt cit ai da trai qua
hai tuan mon moi vi thiéu ngt xem ho ¢6 nhé
minh d3 tirng lam gi vao thit Ba tuan trudc hay
khong. Pa s6 ho déu khéng nhé. Va ciu tra 16i
“r&t nhiéu viéc” hoan toan khong hop 1é.

T4t nhién, thinh thoang ban c6 thé€ cé mét
cudc chay nuwdc rut hodc lam viéc thau dém

d€ hoan-thanh cong viéc kip thoi han. Nhung
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d6 chi nén la nhitng treong hop hiém ma théi.
Nhung dang budn la c6 v6 s6 nguoi lam thém
gio nhiéu dén mitc né da trd thanh thdi quen.
Chting ta déu la nhitng sinh vt chiu tac dong
boi théi quen. Hanh d6ng pha v& vong tuan
hoan khi ma né bit dau tré thanh quy luat cé
thé s& can mot khoéang thoi glan nhat dinh. Hay
c&n than khi bat dau bat cte mot théi quen nao!

Va di nhién, hay ngting hy sinh gidc ngu.

Héy c6 mot gié'c ngﬁ ngon dai 8 tié'ng mf)i tOi.

y AR

gidc ngu day du sé ning cao chat luqng tung
gio ban thitc trong ngay. D6 khong phai diéu
ma ban dang tim kiém hay sao? Hay nhé ring,
ndo bd ctia ban van hoat dong vao ban dém.
N6 xt¢ Iy nhitng vin dé ma ban khong thé xt
ly trong ngay. Ban mu6n thitc gidc véi nhitng
cach giai quyét méi trong dau hay véi nhitng
quéang thAm mat to tudéng?

Déi khi nhitng viéc khan . cdp can ban bo

ra thém vai gio déng ho. Va d6i khi khéng thé

lui thoi han va ban-phai lam viéc nhieu hon
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dé gdp rt hoan thanh vao giai doan cubi. D6
chuyén tt yéu trong cudc sdng va chung ta
c6 thé 8 géng hoan thanh cho xong vi sy mét
moi khéng kéo dai lién tuc, né chi dién ra tam
thoi. Ve lau dai, 1am viéc khéng bao gid quan
trong hon gidc ngu.

Cb rat it vAn dé can dugc giai quyét vao
gi® thiz 12 hay 15 trong ngay. Hanh ddng thirc
thau dém sudt séng nén dugc cdm cd do, khong
phai bat den xanh. N&u moi nguoi dang chen
ép ban, hay bét lai ho. Hau hét moi thir déu ¢

thé doi dén sang hom sau.
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Su bat cong

.
G’ hau hét cac cdng ty, s¢t can bang gitta
‘ ‘ A A V\ A ' ' A 721 .2 ‘
/ cudc sdng va cOng viéc chi la gia tao.
Khéng phai vi cac cdng ty khong cd gang xay
dyng su can bang, ma duwong nhu cong viéc
ludn khién moi thit chao dao. Cudc sdng bi dao

16n. Va d6 khong phai 1a i cAn bang.

Can bing la cho di va nhan lai. M6 tip
cho-va-nhén tiéu biéu la cudc sdng ca nhan cho
di va cdng viéc nhén 14y. Néu nhw cong viée c6
the d& dang chiém 14y ngay Chii nhit ctia ban
nhung cudc séng ca nhan lai khé cé thé muon

ngay thie Nam, thi cudc song clia ban khdng hé
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can bang chit nao. Trong bay ngay cta tuin,
cong viéc chiém it nhit nam ngay. Va diéu dé
hoan toan binh thuwdng - ai ciing phai lo ling
cho sinh k€ ctia minh. Ndm ngay lam viéc da la
quéa du roi. Diéu d6 kha co ban. Néu ban lam
viéc tir thit Hai dé&n th S4u, thi ban nén danh
cudi tuan d& nghi ngoi.

Va 16 nhw ban muén nghi ngay thit Tw dé
dua con minh di choi thi sao, hay ci¢ thoai mai
lam diéu d6. Ban khong can phai “lam bu”, chi
can ¢ trach nhiém vi thoi gian cia chinh minh
va dam bao rang céc thanh vién trong nhém biét

sy Véng mit ctia ban. Moi thit sé van hoan thanh
vao phut chot. Tuong twe voi cac budi t6i trong
tuan. Néu cdng viéc c6 thé chiém dung thoi gian
ctia ban sau 5 gio chiéu, thi cudc séng cling c6
thé str dung thoi gian ctia ban triede 5 gid chiéu.
Hay ghi nhé su can bang. Cho va nhan.

Chiing t6i doi hoi nhitng ngudi phit hop
dua ra nhitng quyét dinh phu hop, va céng ty
s& c6 nhitng phan hdi phit hop. D6 chinh 1a sy

can bang.
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MHA 80 XUAT PHIM TRUYER HIDH KIEM
BIEN KIcH,
SHOMDA RHIMES

ngubi da san xudt rdt nhidu
chuong mnh truyén hinh ndi tidng
dugc chidu trong khung gio vang,
lusn cé mdt nguyén tdc bat di
bat dich 1a khang tra I0i nhimg
cudic goi hodic email sau 7 git t0i
va vio cudi tudn.
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,Tuuén con ngUhL
khong phai to 1] lich

K hong c6 viéc gl gay cing thing nhu
.viéc nhéan ra ban da tuyén nham
nguoi. Va moi chuyén sé kh6_ng dung lai & d6
vi by gid ban phai lam gi day? Ban phii sa
thai ho (viéc nay khién ca ban va ho déu céhg
thédng) hodc dung tiing cho sy thiu ning luc
ctia ho (diu nay gay cing thang cho ban, ho va
nhitng thanh vién con lai trong nhém). M6t ndi
cing thang thuong dan dén hang loat nhitng
ndi cing thang khac.

Va trong mot vai treong hop, moi chuyén
con phitctap hen. Aidg,ed,thé la mot ing vién
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phit hop, nhung lai khéng hoa dong dwoc voi
nhom. Khi mét ai d6 gia nhap (hoac roi khoi)
nhém d‘(’irllg nghia v6i viéc nhém cii khéng con
nita. Ho d3 13 mdt nhém méi. O tat ca cac tap
th& mbi ca nhén thay d6i sé 1am cho ca tng thé

thay doi.

Biét rang viéc tuyén dung mdt cach hoan
hao la khdng thé, ban van c6 thé thtc ddy kha
ning tuyén dung ctia minh bang cach danh gia
cac ing ctt vién. Dwdi day 1a cach chung toi ap

dung phwong phép do.

P4u tién, ban khéng thé nhan dugc mot vi
tri & Basecamp néu chi dwa vao so yé&u ly lich
(résumé) cta minh. CV ciing s€ bi vixt vao sot
rac. Chung t6i khong thuc sy quan tam viéc
ban da ting hoc ¢ treong nao, hodc ban da
tlmg lam viéc trong nganh bao nhiéu ndm, hay
vé nhumg noi ban da ting lam viéc. Diéu duy
nhét chiang t6i quan tdm la ban la ai va ban cé
thé lam nhiing gi.

+ Vivay, ban phai la mt nguoi t6t. Ban phai
la mét ngurol ma nhitng aguob con-lai trong
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nhém mudn lam viéc cung, chit khdng phai
chiu dyng ban. Ban xuat sic dén mirc dd nao
cling khoéng quan trong néu ban cu xtr nhw mot
tén khon. Bt k& nhitng th ban mang t6i cho
chiing t6i c6 1a gi di chdng nita thi cling khong
thé& dén bu1 cho cach hanh xit dy.

Khéng chi dimg lai ¢ d6, chung t6i tim
kiém nhitng tng vién thi vi va khéac biét voi
nhitng ngurdi ma ching t6i dang cd. Chung toi
khong can 50 ban sao y nhu dtc véi cung mot
méi tredng phat trién. Chung t6i 1am viéc 6t
hon, 16n hon va khoa hoc hon khi nhém lam
viéc phan 4nh sy da dang cua tiing d6i tieong
khéch hang riéng biét. “Khdng giong nhitng gi

chiing tdi da c6” 1a mét t6 chét quan trong.

Né&u mot ting vién s¢ hitu t8 chét dy - mot
ngudi ma moi ngudi déu himg thi lam viée
ciing va c6 th€ mang dén cho cong ty nhiing goc
nhin méi mé - d6 1a tit ca nhitng gi ching t6i
can. So yéu ly lich khong c6 nghia ly gi. So yéu
1y lich c6 th€1iét ké danh sach nhitng thit ho da
lam, nhieng chdng t0i biét 1a chiing ludn bi ly
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twong hoa va thuong khong déng tin. Hon nita,
k& ca khi so yéu ly lich ctia ho hoan toan diing
su that, mot danh sach cong viéc thi khong phai
1a cdng viéc. Dling nén chi nhin vao nhiing cau
chit. Hay nhin vao hanh dong.

Ban c6 thé titng la nha thiét k& va timg tai
thiét k& nike.com, nhung chinh x4c 14 phan nao
trong d6? Mét so yéu ly lich thuong khong thé
tra 10i cdu héi d6. Vi rat nhiéu viéc moi ngudi
lam & nhitng cong ty cii rét chung chung, khé
cu thé hoa, khong rd rang, nén tai Basecamp,
chung t6i thieong giao moét dw an thuc t& cho
ung vién dé€ ho chiing minh ning hyc ctia minh.
Vi duy, khi ching t6i chon nhan vién thiét k&
moi, chung t6i thué nhitng ngudi trong danh
sach da chon loc trong mét tuan, tra cho ho
1.500 45 la va yéu cau ho 1am mot du 4n méu
trinh 1én. Nho d6, chiing t6i ¢6 mét san phadm &
hién tai, thuc t& va do chinh ho 1am dé dénh gia.

Chung t6i khong héi quanh co, yéu ciu xtt
ly cdc van dé ly thuyét, hay gia dinh nhiing
tinh hudng va yéucau giai-quyét, Ghiing t6i
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khong danh ca ngay dé€ giai d6, chiing t6i lam
viéc. Chung tbi giao cho ho nhitng viéc thuc
t& va mot khoang thoi gian thich hop d€ ho
hoan thanh nhitng c6ng viéc ma ho sé€ lam néu

dwoc nhan.

Diéu c6t 16i ¢ day la véi viéc chu trong
vao con nguwodi va cdng viéc ctia ho, ching ta
6 thé tranh dwoc tredng hop thué nhén vién
khéng phit hop. Chiing ta r&t dé bi danh lia
trieée nhitng cdu chuyén duoc dan dung can
than ctia mét ai d6: Ly lich t6t, truong hoc
danh tiéng, danh sach nhitng c6ng viéc cii 4n
teong... Py la cach cac cdng ty ludn ludn thué
sai nguoi. Ho tuyén dung mot ai dé dya vao
danh sach cac bang c&p, khong phai dya vao
kha nang thuec su.

Khi ban ép ban than tap trung vao con
nguoi ciing nhw cach ho lam viéc, va bé qua
qué khit huy hoang cta ho, ban s& cho ho thém
mot co hoi. Khong cé mot s6 di€m trung binh
ndo c6 thé néi 1én rang ho khdng quan tam tdi

mot vaikhoa hoc. Khong co mot ban ly lich nao
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nén ngan can nhitng ngwoi te hoc duoc tuyén
dung. Nhitng nhan vién méi dat duwge nhiéu
thanh tyu nén c6 co héi tng tuyén cho nhiing
vi tri cap cao ngang véi nhitng nhén vién ki

cuy, lJau nadm.

Nhitng ngwoi gioi va nhiét huyét véi cong
viéc dén tir nhitng noi khoé ngd nhat va khong
hé gidng véi nhitng gi ban twdng twong. Ddn
st cht1 y vao con ngwoi va chét lugng cong viéce
ctia ho la cach duy nhét d€ danh gia chinh xac

nang Iwc ctia ho.
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Khong ai cd th fam viec tot
ngay khi méi vao

56 hing t6i cin mét ngudi c6 thé
G hoa nhép nhanh va lam t6t cong

viéc ngay lap tic” 1a diép khiic mudn thuo caa
cac cong ty dang tim kiém nhitng g vién c6
kinh nghiém cho c6ng ty minh. Cé mot sy danh
dbng vo thitc rang nhiing ai da timg 1a mot nha
14p trinh gi6i hodc mot nhan vién thiét ké tai
héng trong cong viéc cii thi sé cé kha nang nhay
vao vai trd méi va thuc hién né mot cich xuat
sac ngay tic thi. Chuyén sé khong xay ra nhu
th&. Mbi t8 chitc c6 cach vAn hanh riéng cua

minh- Nhing ki ning vakinh nghiém can thoi
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gian d€ thich tng vi cdc moi tredng thudng
khéc nhau.

Hay 14y dinh huéng quan ly lam vi du.
O Basecamp, chiing tbi thidt k& t§ chizc theo
cach quan ly don gian. Diéu nay cé nghia 1a
moi nguoi phai cé trach nhiém xac 14p nhitng
dinh hwdéng ngé’m han, trung han va dai han
ciia riéng minh va sé chi tuén theo nhitng chi
thi cao nhat. Diéu nay cé thé gay khé chiu cho
nhiing nguodi da quen véi cach cAm tay chi
vigc, nhédn chi thi titng ngay vé nhitng viéc can
phai lam. Néu da qud quen vdi cach 1am viéc
cli, s€ mat kha nhiéu thoi gian d€ lam quen véi
cach lam viéc mdi va viéc dé khé ngang viéc
hoc tron ven mét kj ndng mdi, tham chi c6 thé
kho hon.

Diéu twong tw sé dién ra véi nhitng ngudi
c6 kinh nghiém nhung da quen véi viéc hoan
thanh c6ng viéc bang cach hudng dan tryec tiép
nhitng nguoi khac. O Basecamp, tét ca ching
t6i déu lam viéc, nén ching t6i s& gay anh

huong dén nguoi-khae bang,cach, xdng pha
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dan dau trong céng viéc, khong phai chi tay
nam ngon. '

Sw nguy hiém nay dwoc nhén 1én gédp boi
khi nhitng nhan vién c6 kinh nghiém thay d6i
moi truong lam viéc tir cong ty l6n sang cong
ty nhé hodc nguoc lai. Ho thudng suy nghi
rang ho c6 thé gitip nhitng céng ty nhd phat
trién vi da thu dwoc kinh nghiém ti nhitng
céng ty 16n. Nhung hanh dong c§ gang udn
nan mot cong ty nhoé hoat déng nhu mot cong
ty 16n hiém khi mang lai loi ich nao cho bat ky
ai. Trie phi ban ngting viéc tim ki€m nhiing
ngwoi da quen thudc vdi nhitng thir thach tai
cac cdng ty c6 kich thuredc bang hoic tong tu
nhu ban.

Su that 1a trit phi ban thué mét ngureoi da
titng c6 mot vi tri y chang tit mot cong ty y
chang, néu khéng ho sé khong thé ngay lap
tizc hoa hop va hoan thanh c6ng viéc nhanh
chéng. Diéu d6 khong cé nghia nhitng nguwoi
1am viéc 1au nim khéng thé xay dung mét

Ate g 2 A~ 7. A A
budi razmat san, pham moi, ban khong nén
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dua ra quyét dinh dya trén nhiing két qua
tiec thoi.

Con duiedng nhanh nhat dan téi that vong 1a
dédt ra nhiing ky vong vo ly.
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fung gianh gidt nhan tai

hén tai khong ddng d€ ching ta d6
mau. Ho khong phai la m{t ngudn
luc hitu han, khan hiém. Ho cling khong thé
dwoc sao chép y duc tit ngroi nay sang ngueoi
khac. Mot nguoi titng la ngdi sao & cong ty
thu‘qng khéng thé dat dwoc hao quang tuong
t & mot cf)ng‘ty khac. Dliig tham gia vao cudc
ch'ié"nltrénh .gi‘a_nh nhan tai. | |
Trén thyc t€, hiy loai bd hoan toan khai
niém cudc chién nhan tai. Nglting suy nghi vé
cac tai ndng nhe mot thit ¢ thé sit dung va
bét dau nhin nhan né nhw mot thtk cin duoc

phat irién va nudi duongswom mam nhue mot
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hat gi6ng d€ chuén bi cho céng ty vuon ra

toan cau.

D€ dat dugc nhitng diéu nay, mdi truong
la vd cing quan trong. K& ca khi khu vuon clia
ban c6 dugc cay hoa lan quy gia nhat, né van cé
thé chét néu khong dwoc chdm séc dung cach.
Va néu ban chi y xdy dung mét moi treong
tot, nhitng cdy hoa lan cta ban sé dwgc nudi
dudng mot cach bén viing. Ban sé khdng can

phai danh cip chung tir hang xom‘

O Basecamp, cac ban sé khong tim thdy
bat ky ngdi sao xuét ching nao dugc chung
toi tuyén tir nhitng céng ty khac. Nhung ban

sé van thay rit nhiéu nguoi tai ning, phan

16n ho déu da gan b6 véi c6ng ty rat nhiéu

ndm, cé nhitng ngudi da gén bé hon chuc
ndm. Khéng c6 tai nang nio dén tir nhung
tran chién khdc liét trong nganh, di1 1a & San
Francisco, Vung Vinh 16n nhét, Seatle hay
New York. Khong phai vi nhitng vung 46
khéng c6 da nguoi tai, ma vi nhitng nguoi

gidi c6 mit & tdt-cdmoi nai,
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Vi du, chiing t6i tim thdy mot nhan vién
thiét k& tuyét voi & Oklahoma dang lam viéc
cho mét to tap chi, mét 14p trinh vién xu&t sic
lam viéc cho mét cira hang thiét k€ nho tai ving
ngoai 6 Toronto, va mft nhan vién cham séc
khach hang vd cung nhiét huyét lam viéc &
mot quan &n thudc ving Tennessee. Bén cach
viéc gat bd moi tir tedng danh gid con nguodi
dua trén xuét than va noi chdn, chiing t6i ciing
khéng quan tdm dén 1y lich hoc hanh trude day
ctia ho. Chuing t6i nhin vao thai d0 lam viéc ctia
ho, khong phai béng cip hay chiing chi.

Ching tdi nhan ra rang viéc nudi dudng
nhiing tai ndng chira dwoc mai gitia thye t€ hon
nhiéu so voi viéc tim mot nguoi dang & trén
dinh danh vong. Ching t6i da thué dwoc rat
nhiéu nguoi gidi khéng phai vi ho 14 ai trong
qua khit ma 1a vi ho sé la ai trong twong lai.

Ban can phai kién nhan phéat trién va nudi
dudng céac tai ndng cia minh. Khi ban tao ra
moét manh d4t mau md, yén binh, ban ciling
dang tirng ngay hoan thién céng ty. Hay xin
tay lénnao!
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Pung thuong lugng
muc luong

6’ hau hét cac cdng ty, d€ dugc tra mot
mitc lwong xting dang, chi thé hién
t6t trong cong viéc khong thdi la chua dt. Ban
con phai 1a mot nha thirong thuyét xust sac. Pa
56 moi ngedi khong nhue thé, cho nén ho thieong
bi d6i xtr b&t cong, d6i khi con nhén duoc it tién
hon ca nhitng nhén vién méi dwgc tuyén.

Vin dé 13, da 58 moi ngwdi ngai viéc d6i
co. Day 1a mot tinh hudng khong thoai mai, k&
ca khi ban da thuwong lteong thanh céng, ban

de dangxoi vaesgmghi-hedc rtang “Co phai
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dang 1€ t6i nhan dwoc nhiéu hon thé?” (Cam
giac dé thuong dp dén néu nhw 161 dé nghi
ctia ban duoc d6i phuwong nhanh chéng chédp
nhan!). Vay tai sao cac cdng ty ép moi ngroi
choi mot trd choi budn té dén thé tir ndm nay
qua nam khac?

Thuc ra, ching t6i cling da tieng lam thé rat
nhiéu ndm. N6 giéng nhu mot trong quy luat
bét thanh vin clia cac cdng ty vay. Nhung sy
that khong phai nhu vdy, mot vai ndm tredce
chiing t6i quyét dinh ci cach va dua ra mot
quyét dinh gitip giam thiéu sy cing thing
chiém doéng cdng ty ctia chiing t6i mét thoi gian
dai xudt phat tir viéc tai thuwong luong muc
leong hang nim. Ching tdi sé khong thuong
lwong lwong hay thuwong lwong ting luong o
Basecamp nita. T4t ca nhitng nguoi lam cung
mot vai trd & cung mot trinh d¢ dwgc tra mét
mtc lrong gidng nhau. Lam viéc cong bang,

tra lwong cong bang.

Chang t0i xem xét nhitng nguoi mdi theo
thuéc do tir murc lap trinh-wién moi pdén lap
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trinh vién, dén lap trinh vién cé kinh nghiém,
dén lap trinh vién trudng, dén lap trinh vién c6
van (twong ty d6i vé6i vi tri nhan vién thiét k&,
hd trg khach hang, nhan vién van hanh hosc
tat ca nhitng vi tri ma chung t6i tuyén dung).
Chung t6i st dung chinh thang do d6 d€ danh
gid mot nguoi xem ho da dén luc dugc thing
chikc hay chwa. Tat cA moi nhan vién, du cti hay
md&i, néu phtt hop véi cdp bac trong thang do,
ho sé& nhan dugc mirc lwong twong tng cho vai
trd cia minh.

Mbi ndm mot Ian, ching t6i ra soét lai mirc
lirong trung binh ctia thi treong va nhitng chi s§
‘lam phét. Muc tiéu ctia ching t6i 1a tra cho moi
nguoi trong cong ty mot mic luong nam trong
top 10% cao nhét ctia thi triedng, cho moi vi tri.
Cho nén, cho di1 ban lam & vi tri hd tro khach
hang, van hanh hay 14p trinh vién hodc thiét ké,
ban s& dwgc tra mot mirc luong nam trong top
10% cao nhat cua thi tnrcmg chQ vi tri d6.

Néu modt ai dé dwogce trd dudi mikc trung

binkctia thi truong,lvong cia ho sé duoc tang
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Ién nhu tiéu chi néu trén. Néu ai d6 dwoc tra
trén mitc trung binh, lwong ctia ho van duoc
gitt nguyén. (Ching tdi s& khong cat giam lwong
ctia nhitng nhan vién hién tai khi mttc luong thi
treong danh cho vi tri ctia ho giam manh). Néu
ai do dugc thang chitc, ho sé duoc tang lwong
d€ pht1 hop véi mikc trung binh thi triedng cho
cap do maéi. Chung t6i ¢6 duoc ty 1€ trung binh
cta thi treong théng qua nhiéu cudc khao sat
tir cdc cong ty khac. N6 sé thé hién thi¢ tw cdc
cong ty trong nganh trén dién réng (tir nhithg
tap doan 16n dén nhitng doanh nghiép nhé cé
cung quy mo véi Basecamp). N6 chua phai 1a
mot hé théng hoan hao, va chiing t6i kiém tra
chéo moét cach thuong xuyén véi nhitng ngudn
thong tin khac. Nhung né chic chén t6t hon hé
théng duge van hanh boi “Téi nghe rang céng
ty Xtra'Y sO tién la...”.

Chuing t6i thu thap gia thi treong dwa vao
thong ké ctia San Francisco, mic di1 chiing t4i
khéng hé c6 bt c nhan vién nao lam viéc &

do. San Francisce chi don-giangla,thanh phd
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tra lvong cao nhét trén thé€ gidi cho nganh ctia
ching t6i. Cho nén du ban chon sdng ¢ déu,
ching t6i cling tra nhitng mtc lwong cao nhat
ctia thi tredng gidng nhu nhau. Dl sao thi, noi
ban sdng khong lién quan gi téi chat luong
cong viéc ctia ban, chinh chat lwong céng viéc
cia ban mdéi la co s& quyét dinh mic lwong
ctia ban. Cé su khac biét gi khi ban & Boston,

Barcelona hay Bangladesh ch?

Ban d4u, ching t6i khong hé ap dung mitc
Iuong cao ngat hguéng O San Francisco. Trong
mot thoi gian dai, chting t6i gan bé véi md hinh
tirong ty v6i mizc lwong & Chicago. Piéu quan
trong khong ndm & chd ban cé dt kha ning tra
muc lwong tuong tng véi cac thanh phd 16n
trohg nganh hay mtc litong ndm trong top 10%
cao nhét hay khong, vén dé la ban phai c6 mot
mtc. lwong twong xing voi khéi luong cong
viéc va sy tién bd ctiia nhén vién. Diéu nay sé
mang dén cho tat ca moi nguoi trong cong ty su
tir do lwra chon noi sinh s6ng, va khdng cé bat

ct sw-danh doinao khi mudn thay doi vi tri cua
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minh sang mot khu viee ¢6 mikc s6ng thap hon.
Chung t6i khuyén khich lam viéc tir xa va c6 rat
nhiéu nhan vién sinh s6ng & khap noi trén th&
gi6i dang lam viéc cho Basecamp.

Chung t6i cling khong thuong dinh ky &
Basecamp, vi thé muc lwong dugc chuén hoéa
cua chung t6i khac hoan toan mitc lwong kem
thuedng ctia cdc cong ty thong thuong. (Chung toi
da tieng thuweong cho nhén vién rat nhiéu ndm vé
truedc, nhung ching t6i nhan ra ho nhanh chéng
gop chung vae mtrc -1-1-1’0ng' ky vong. Ho cang
ltn sdu vao suy nghi dé, ho cang cam thay kha
ndng ctia minh bi danh gia thap). O Basecamp,
chiing tdi khéng phat hanh 8 phifu vi chiing
t6i khong c6 y dinh ban cong ty. Bén canh do,
néu da timng lam viéc & mot noi ma 8 phiéu ton
tai dudi dang tién phén trdm boi thuong, ban
sé& hiéu 4p luc cua sy thay d6i thi truong dot
ngot cao dén thé nao. No sé trd thanh mét tac
nhan lam giam su yén binh ctia doanh nghiép.
Nén day la nhitng thi¢ ching t6i lam: Chung t6i
cam két trich ra 5% s@ tién thu dwoc cho toan

bd nhan vién néu bdicéng-by ., Khdngtheo dubi
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gi4 c6 phiéu, khong phai lo lang vé bét cit gia tri
nao. Néu xay ra chuyén gi d6, chiing tdi sé chia
sé v6i nhau. Néu khong, khong can phai tén
thoi gian suy nghi vé nd. N6 sé 1a mot bat ngd
thi vi, khong phai mot khoan tién b6i thuong,.

Gan day, chiing tdi ciing thiét 1ap mot k€
hoach chia sé 1gi nhuén tang trieong tai chd. Néu
t6ng loi nhuan téng treong qua mbi ndm, ching
toi sé trich ra 25% ctia su tdng trudng cho cac
nhén vién trong nam d6. Viéc chia sé nay khong
lién quan gi t6i cac vi tri khac nhau, bi€u hién
ctia mdi ca nhan, va béi vi chiing t6i khong ¢
nhén vién kinh doanh, nén né cang khong phai
tién hoa hong. Hodc 1a moi ngudi cung chia,
hogc 14 khong ai nhén dugc gi hét. Chic chin
c6 mdt vai noi trd lwong cao hon Basecamp. Dac
biét 1a néu ho la nhitng nha thuong luong gioi
va c6 thé thuyét phuc nha tuyén dung tra lwong
cho ho cao hon so véi dong nghiép lam cung

cong viéc do.

Ciing c6 rat nhiéu noi sé cho ban nhitng tam

“vé a0 (nghiada cd,phiéu, chuyén ddi), cb thé

187



QUAN LY DOANH NGHIEP TRONG THCI DAI 4.0

khién cho mét ngudi trd thanh triéu pht sau
mot dém néu ho tham gia mot start-up va dém
chdng lai moi nguyén ly thong thuedng, 16i ngreoc
dong tré thanh nhitng Google hodc Facebook
ti€p theo. Nhung Basecamp khong phai 1a mot
cong ty khoi nghiép. Chung t6i da hoat dong
trong linh vitc phan mém t&r ndm 2004. Day 1a
mot doanh nghiép dn dinh, bén viing va sinh loi.

Khong c6 hé théng dén bii nao 1a hoan hao,
nhung it ra duéi md hinh nay, khéng ai bi ép
* budc phai nhdy viéc vdi mong mudn lwong cua
ho dat mitc trung binh ctia thi truong. Nhiing
két qua nay phan anh hién thuc réng rat nhiéu
nguoi da lam viéc o Basecafnp mot thoi gian dai
va khong hé c6 y dinh roi di. Tai thoi diém xuéat
ban cudn sach nay, khoang 50% nhén vién clia
ching t6i ¢6 tham nién lam viéc tir ndm ndm
trd 1én. D6 la mot diéu hiém coé trong nganh
nay, noi ma thoi gian lam viéc trung binh ctia
nhén vién & nhitng cong ty cong nghé hang dau
thueeong it hon hai ndm.

Duong nhién, Ivong khong phai la ly do
duy nhat khién motiguwoi #6i khoi ¢éng ty cta
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ban. Rt nhiéu nhan vién roi khoi Basecamp vi
r&t nhiéu 1y do khéc nhau. Vi dy, ho mudn thi
stec tai Thung liing Silicon hodc ho mudn theo
dudi modt nghé nghiép hoan toan khac. Diéu d6
hoan toan binh thuwong! Cai thién thu nhép la
mdt viéc tot, nhung lwong khong nén tré thanh
yéu t8 khdng ché con nguoi.

Thué ngwdi va dao tao nguoi khdng chi ton
kém, ma tham chi con dat d6. Ning luong dé
nén danh cho viéc cai thién san pham cting véi
nhitng nguoi da gan bé véi ban mot thoi gian
dai va cam thay hai long nho duoc d6i x&t cong
bang véi hwong, phic loi minh bach. Sy khé
chiu ctia nhitng nhén vién c6 thdm nién khi bi
- chén ép tién lwong lam cho cdng ty trong gidng
nhut mot doanh nghiép ngheéo doi. '

C6 mot sudi ngudn hanh phtic va néng suat
sinh ra tit mét ddi ngii nhan lyc 6n dinh. D6 la
chia khéa gitip ching tdi gt hai dwoc rat nhidu
trong khi b ra rét it tai Basecamp va chting t6i
ludn ti hoi tai sao cac cong ty khac khong chiu

ap dung phuwong phap nay giong ching toi.
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Ai duoc loi?

an da bao gi¢ nghe téi cac cong ty

cung cdp nhitng phic loi nhu phong
tro choi, quay &n vit, cdc bita &n hao hang,
phong ngu trua, dich vu gidt tii va bia mién phi
vao thit Sdu chwa? Nhitng diéu d6 nghe that
hao phdéng, nhung hay can than &n y phia sau:
Ban khong thé& roi véan phong.

Nhiing tién ich déc biét nay lam lu mo ranh
giéi gitta lam viéc va choi duia va chi huéng
moi ngwoi tap trung lam viéc. Khi ban nhin
nhén né theo cach d6, nhiing diéu 4y khong
biéu hién cho- s hao phéng chit nao, ching
chinh Janhtng thi, doan\i, du: bita t&i mién
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phi cho nhitng nhan vién & lai lam viéc tré. Lam
viéc tré 1am sao cé thé 1a mot loai phic 1oi? Hay
nhiing bita trira mién phi thuong xam chiém
thoi gian nghi ngoi va gitt chan nhan vién trong
khu vie cdng ty. Diéu nay cho thdy nhitng bita
trea mién phi thyee sw khéng mang lai nhiéu loi
ich nhu moi ngwedi van nghi.

C6 mot sy lién hé gifta cac cong ty chuyén
cung cip nhiing loi ich ki€u nay va cac cong ty

ludn 4m anh vé viéc thac ép cdng viéc Ién dinh

diém. Bira t6i, bita triwa, phong tro choi, lam viéc
ban dém, day la nhitng diéu thuong hién hitu
tai cac cong ty lam viéc hon 60 gio mot tuAn,
cht khong chi 40. Nghe gidng mot hanh dong
dat 16t hon la cung cdp loi ich, phai khong? o
Basecamp, chung t6i khong bao gid cho phép
nhitng diéu d6. Khong phai vi chiing t6i khong
yéu cau moi nguoi dén van phong lam viéc, ma
vi ching t6i khong cung cdp nhitng dich vu lita
dao. Chiing t6i khong hé cé y dinh c8 gang kéo
dai t6i da thoi gian lam viéc cia nhén vién &

cong ty. Chung t6i khéng-nong mudn 13y di
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nhitng thit tt nhat ctia bat ky ai, ching t6i chi
mudn mang lai nhitng diéuhgp ly. Nhitng diéu
d6 can su can bang.

D6 1a ly do ching t6i xem nhitng phuc loi
ctia cong ty nhw mét cach gitip moi nguodi thoat
ra khc’ii,cc“)ng;viéc va sng lanh manh hon, himg
khéi hon. Nhitng phc loi thiee sy mang lai loi
ich cho nhan vién, chit khéng phal cho cong ty.
Céc cong ty tr d6 cung s& dugc loi khi cAc nhan
vién'ctia minh cé mdt cude song khoe manh,

vui vé, thoai mai hon.

Déy la danh sach céc,phﬁc loi “bén ngoai
véan phong” ma ching tdi cung cip cho cdcnhan
vién, bét k& ho thudc vi tri va mikc lwong nao:

 Du 11ch nhtrng van cé luong day du mbi

nam cho tét ca nhumg ai da’ lam viéc tai
cong ty nhidu hon moét nim. Khong

" nhimg cho phép nhan vién nghi phép,

* chting t6i con chi tra s8 tién 1én dén 5.000
dd ting v6i mdi ngudi hoic gia dinh cho
‘cd chuyén du lich, gébm nhitng chi phi
nhy-ve may bay, khach sant
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196

e Nghi ba ngay cudi tuan vao muia he. Tt

thang 5 dén thang 9, ching t6i chi lam
viéc 32 gio mét tudn. Chang tdi cho moi
nguoi nghi ca ngay thit Sau, hodc ca ngay
tht Hai, d€ ho c¢6 th€ nghi ba ngay cudi
tuan lién tuc, tudn nao ciing thé, trong

sudt mua he.

e Ba muoi ngay nghi phép c6 lwong mbiba

nam. Moi nguoi c6 thé dung thoi gian

nay d€ ¢ nha thu gidn, hoc dao sdu mét

k¥ ndng mdi hay leo muai Himalayas.

B4t ct diéu gi ho mudn.

e Cung c&p 1.000 d6 la mdi ndm cho nhén

vién tiép tuc hoc tip. Khong chi hoc cac
ky nang hd tro cho cong viéc, nhan vién
c6 th€ hoc bat ci thit gi ma ho thich. Ban
mudn hoc choi dan? Hay dé€ chung to6i
lo. Ban mudn hoc nfu &n? Khong thanh
vin dé. Nhitng thit nay khong hé lién
quan gi téi cong viéc & Basecamp, nhung

chiing gitip khuyen khich moi nguwroi lam
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nhiing viéc ho lubn mudn lam véi mot it
ddng lyc va su ho tro d€ bién nd thanh

hién thue.

e Chi 2.000 d6 la mdi ndm cho hoat d6ng tix
thién. Hay ting h cho hoat dong tir thién
mot sO tién 1én dén 2.000 d6 la, chung tbi

sé bt vao cho ban sd tién doé.

e Hing thang, lién két véi CSA (mdt t8 chirc
ndng nghiép hd tro cong dong), d€ trai
cdy twoi va rau ct sach sé duoc giao tan
nha cho nhan vién va gia dinh cta ho.

¢ Mit-xa mot thang mot [an tai cac spa uy

tin, khong phai tai van phong.

e Tro cip tap thé hinh 100 d6 la mbi thang.
Chtng tdi chi tra cho thé thanh vién tai
cac trung tam sttc khoe, 16p tap yoga,
giay chay bd, ding ky chay dua hay bt
ct thit gi ho tham gia d€ gin gitt sttc khoe
mot.cach dinh ky.
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Khong cé khoan phﬁc loi nao nham dén
viéc troi chan nhan vién & lai van phong. Khong
c6 khoan phtc loi nao khién nhén vién thich ¢
van phong hon ¢ nha. Khong c6 khoan phucloi
nao bién cong viéc dat trén cudc s6ng ca nhan.
Nguoc lai, cé rat nhiéu ly do d€ gép laptop lai
tai thoi diém phit hop d€ danh thoi gian hoc
tdp, ndu an, tap th€ duc va & bén canh gia dinh,
ban be. '
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Nhing quy tdc thu vien

&t cit ai ¢8 gang thay d6i cich nhéin
B dién vé ki€u vin phong cdi mo phd
bién ngay nay - ciing voi tit ca sy 6n ao, thiéu
riéng tw va hang loat s¢ quay nhiéu kém theo
- thainh mét th hién dai va thoi thuong, déu
xtmg dang nhan giai Mam x6i vang dugc trao
b_(’yi Ho6i d”éng Chuyén tao ra sy sao nhéng phién
to4i. Nhitng vin phong kidu d6 chi lam t8t duy
nhat mot viée: nhét nhidu ngudi nhat c6 the va
tinh phi trén dau ngudi.

Nhitng vén phong cdi md hoan toan that
bai trong viéc cung cdp mdt mdi truong lam

viéc On-hoa, sang tao, duoc thuc hién boi
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nhitng con ngwodi chuyén nghiép, can su tinh
lang, riéng tw, khong gian suy nghi va phat
huy kha nang ctia ho. Sy viéc cang té hon khi
ban 14n 16n sy chuyén nghiép véi cac yéu cau
khac nhau. Khi nhitng nguwoi thueong xuyén
lam viéc trong khong gian 6n ao va ndo nhiét
qua dién thoai nhu nhén vién kinh doanh va
dich vu phai chia sé khong gian véi nhiing
nguoi can sy yén tinh kéo dai, ban khéng chi
dang huy hoai ndng sudt, ma con dang dan
gay nén sw .phé.nfué'-t.rrlrong nhitng khéng gian
nhu thé, su sao nhang l1ay lan nhir mét thit vi-
rat va tat ca moi ngudi trong van phong sé bi
lay nhiém.

Tom lai, nhitng van phong t6n trong tw do
cé nhan s& 1a mot giai phap hop 1y, néu moi
ngudi khong c6 durge ditu co ban dé thi ban
s€ ti minh nhan 14y nhiéu trai dang. Nhung
c6 mdt tin t8t 1a: Ban khéng can phai hoan
toan tit bo van phong cdi mé, ban chi can tir
bd tu twong vé mot ki€u van phong cdi mé

dién hinh ma thai. D6 1a nhiing dicu ching
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toi da ap dung véi vdan phong Basecamp &
Chicago. Thay vi xem no la mét van phong,
chang t6i xem né 1a moét thw vién. Trén thuc
t&, chiing t6i goi quy tic ctia minh 1a: Quy tac
Thuw vién.

Khi buéc vio bat ct mot thw vién ndo trén
thé gidi, ban sé thdy ching déu cé mot dim
éhung: St tinh lang va 6n hoa. Ai ciing biét nén
cu xit nhw thé nao khi vao thu vién. Thuc s,
khong nhidu thi c6 thd hinh thanh vin héa
rd nét nhu cach cu xt tai thi vién. N6 1la méot
noi ma moi ngudi dén dé doc sach, suy nghi,
tap trung va lam viéc. Va mot moéi trudng yén
finh va day sy ton trong da phén anh diéu dé.
Khong phai d6 1a nhiing yéu t6 ma mot van
phong nén ¢é hay sao7

Nhung nguoi den tham van phong cta
chiing t6i lan dau tién déu bi bat ngd béi sy yén
tinh va binh yén noi day. N6 khong hé giong
mot vin phong truyén thdng, tir ngoai hinh, am
thanh cho.dén cach hanh xt. D6 la vi né thuc
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si la mot thu vién d€lam viée, cht khéng phai
mot vin phong day yéu t8 gay phién nhiéu. O
van phong ctia chiing t6i, néu mot ai d6 dang
ngdi tai ban cia ho, chiing t6i hidu réng ho dang
tap trung suy nghi va toan tam lam viéc. Diéu
d6 c6 nghia la chiing t6i sé khong di dén chd ho
va lam phién ho. N6 ciing c6 nghia la cac cudc
tro chuyén nén dwoc dién ra mét ééch nho nhe
dé€ tranh lam phién nhitng ngudi xung quanh.
Su yén tinh bao trum ca vén phong. D& dap ting

ngudi, ching toi thiét k&€ mot vai phong nhoé &
trung tdm vin phong, noi ma moi ngudi cd thé
vao néu ho can lam viéc cung v6i nhau (hodc
nghe mot cudc goi riéng tu).

Mbt vai lya chon don gian, mot vai thay d6i
trong tue teéng va van hoa ton trong thoi gian,

sw chi y, tap trung, cong viéc ctia moi nguwoi la

t4t ca nhitng gi can cho Quy tic Thu vién. Ai

ciing c6 nhitng hiéu biét so b vé Quy tic Thu

vién, ho chi can 4p dung nhitng quy tac d6 & ca

van phong ma thoi
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Ban khoéng tin w? Hay thit danh ngay thi
Nam dau tién ctia thang d€ thuc hién Quy tic
Thu vién & vin phong. Chiing t6i cd 1a nhan vién

cua ban sé wdc ngay nao ciing duoc nhu vay.
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NGi khang v6i ki nghi gia

hi mdt nhin vién 6 Basecamp di

nghi méat, ho s& khong bi lam phién
béi nhing céng viéc tai vin phong. Ching toi
khuyén khich moi ngudi hoan toan cit dut lién
lac: dang xudt khoi Basecamp trén may tinh,
x6a tng dung Basecamp trong dién thoai va
ditng ding nhap. Hay thuee st nghi xa hoi. Bién
mat. Khong lién hé véi cht’mg tOi. '

Muc dich chinh ctia viéc nghi mat la thoat
khoi cong viéc. La di dén mot noi hoan toan
khéc, 1a nghi vé nhiing th hoan toan khac.
Coéng viéc nén hoan toan bi loai ra khoi dau.

Nhung thiec t€1a phao lon cac eong ty khong
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thuc s mudn nhan vién ctia ho ¢6 mét ky
nghi thuec sie. Ho chi cdp cho nhén vién nhiing
“ky nghi gia” ma tai ¢6 nhan vién van c6 thé
bi cudn vao cac cudc goi véi ddi tac, bi yéu
cau “trao ddi nhanh qua dién thoai”, hodc hy
vong ho sé cd thé tra 161 moét sd cau hoi khi
can thiét.

Néu ban lam viéc toan thoi gian, lan cudi
cung ban thiee sy duroc nghi ngoi toan thoi gian
la khi nao? Khong chi nhitng ngay cubi tuén,
ma Ja nhitng ki nghi kéo dai hang tun, khong
hé bi lam phién boi dong nghiép lic dang &
ngoai hay cam thay t6i 16i, hdi ha phai kifm
tra tién 46 cong viéc. Co 1€ voi rat nhigu nguoi,
dac biét 1a nguoi My, nhu’ng dieu nay hlem khi
dién ra. That 1a mot bi kich.

Cac ky nghi gia trong nhiing soi day xich
vao cO nhan vién, ho cé thé bj kéo lai hodc bi
16i vao cong viéc bat cit ltc nao. Thoi gian nghi
ngoi s€ khong mang lai loi ich gi néu cac cong
ty c6 thé thu lai tuy thich. N6 gi6ng nhw mot
khoan cho vay néng 1ai cing nhitng diéu khoan
khiuing khiép, di kem:1ai suat va s bat an.
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~ Chti doanh nghiép khéng nén lam phién
bat ky nhéan vién nao vao budi t6i, cudi tuan
hodc ky nghi cia ho. D6 1a khoang thoi gian
riéng ti clia ho. Nhitng truzong hop khén cap
1a ngoai 1¢, nhung n6 chi nén xay ra t6i da mot
hoéc hai Ian m6t ndm. Khi cac cong ty nghi rang
minh s& hitu toan b thoi gian cta nhéan vién,
ho dang xay dung nén mot van hoa céng théng
than kinh. Ai cling can mét khoéhg thoi gian dé
nghi ngoi va hoi sitc. Néu ho khong thé nghi
ngoi, ddc biét 1a trong nhitng khoang thoi gian
duoc cho phép di du lich, ho s& trd nén mét moi

va phan uét.

Vi ditng c8 gang bién minh cho nhiing ky
nghi gia bang cAu néi “Nhung ban muén nghi
bao nhiéu tuy thich!” Trong nganh ctia chiung
toi, “nhitng ky nghi khong gidi han thoi gian”
13 r&t binh thuong. Nghe that hdp dan! Nhung
hay g& cai nhan dep dé bén ngoai ra va nhin
thdng vao nhiing thit t6i té bén trong. Ky nghi
khong gidi han 1a mét phiic loi cing théng vi
né thuesw-co gidgi han. Mot ngueoi cd thé nghi
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phép ndm thang hay khoéng? Khong. Ba thang?
Khéng. Hai thang? Mot thang? C6 thé? Vai
tuan hay vai thang? Ai ma biét? S mo ho sé

dAn té6i sw lo au.

Chung t6i biét rat rd diéu nay vi ching t6i
d4 timg c8 gang cho phép nhiing ky nghi khéng
gidi han. Nhung sau d6 ching t6i nhén ra trén
thuire t€ moi nguoi nghi it hon thoi gian ma
dang 1€ ho nén cé! Va diéu d¢6 di ngwoclai véiy

mudn cta ching t6i. Khong ai mudn tré thanh

mot ké [wdi nhac hay lam dung mot chinh sach
tot. Cho nén, ho da quyét dinh trdng chimg an
toan nhitng thuc chit khéng hé mang lai loi gi
cho ho, d6 1a nhwong cho nhiing ai c6 s6 ngay
nghi it nhat. |

Vi vay, chiing t6i da chinh stta chinh sach
nhw sau: “Basecamp cho phép nghi hudng
liong trong vong ba tudn, mét vai ngay sé dugc
can nhic cong thém, va nhitng ngay nghi 12 co
ban hing nim. P4y & mét huéng din tham
khao, nén néu ban can thém mot vai ngay, ctt

ty nhién. Chiing t61khong. kiém soat s0 ngay
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nghi ctia ban, ching t6i ap dung mét hé théng
ton trong. Ban chi cdn thwong luong truede voi
nhém v sy ving mat ctia minh d€ ho van cé

th& hoan thanh cong viéc dung han.”

Ba tuan 13 mot thoi gian 18 rang, nhung van
c6 thé€ linh hoat ting thém thoi gian néu ban
can. Ban chi cdn xem xét tinh hinh, thdng bao
cho nhém, va hoan toan bién mat d& c6 mot ky
nghi tuyét voi. The gidi van sé y nguyén vao

ngay ban tro lai.
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(h hoa tam bit

X ho di1 hanh d6ng tién mdt ngudi nao

G dé roi di khdong hé vui vé d6i véi
nhiing ai lién quan, né van dién ra rat thuong
xuyén. Va noé ciing sé qua di. Thit dong lai sau
dé la nhiing tdp thé tuyét voi con dang lam
viéc tai cOng ty. Ho sé t0 mo vé nhiing thit xoay
quanh dong nghiép nhuw: Tai sao ho khéng &
lai? Ai sé ra di ti€p theo? Nh& nguoi d6 la minh
thi sao?

Tai rdt nhidu cong ty, khi mot ngudi roi
khoi, ban chi nhan duoc nhitng s lang tranh.
“Nay, chuyén gi da xay ra vdi Bob vay?”, “0,
Bab a2 Chiing t4ijkhong ahidc dén anh 4y nita.

Al



QUAN LY DOANH NGHIEP TRONG THOI DAI 4.0

Chi la da dén Itic anh 4y phai roi di théi.” That
nyc cwoi. Néu ban khoéng néi rd 1y do mot ai
d6 ra di v6i nhitng ngredi con lai trong cong ty,
ho sé twdng tuong ra cdu chuyén cta riéng ho
d€ giai thich cho diéu d6 va chéc chan nhiing
cau chuyén 4o thuong s€ t&é hon cau chuyén

thuwe suw.

Sy lang tranh kich hoat chi€c may hat va
trir khi ban dung sy that dé t5t chiéc may hut,
néu khong noé sé& nhanh chdng-dugc 1dp-day
béi nhitng 10i don, sy phong dodn, lo au va
s¢ hai. Néu ban khong mudn diéu dé xay ra,
hay k& moi chuyén mét cach thanh that va rd
rang v6i moi ngwoi vé nhitng chuyén da xay
ra, cho dui chuyén d6 kho khén ra sao. D6 laly
do tai sao khi mot ngwoi roi khoi Basecamp,
mot thong bao tam biét sé ngay lap tic dugc
gui dén toan thé céng ty. Thong bao nay dugc
viét boi chinh nhan vién nghi viéc hodc quan
ly cua ho, ho c6 quyén tu lwa chon (nhung

phan 16n ho chen cach tur mintv viet):
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Nho vay, ngurdi chudn bi roi di sé c6 thé thay
tdt ca nhitng phan hoi ctia dong nghiép truede
khi ra di. Nhitng phan hoi nay thuitong 1a nhitng
t4m anh, k¥ niém va nhitng cau chuyén. Néi
10i tam biét ltic ndo ciing khé khan, nhung no
khong can phai trang trong hay lanh 1éo. Chung
t6i biét réng moi thiz s& thay d6i, cudc sdng xoay

van va nhitng thi t6i té van s€ dien ra.

Luu y: Néu tin nhan ctia ho khong bao gom
chi tiét vé ly do ho roi khoi cong ty, quan Iy ctia
ho sé ding mot tin nhan bd sung vao tuén tiép
theo d& giai dap thic méc. Khi mot ngudi mudn
theo dudi cong viéc mdi, toan bd cau chuyén
thuong dwgc chia sé boi nguoi xin nghi viéc.
Nhung d8i véi nhitng nguoi bi sa thai, nhitng
ngudi quan ly thuong la nguoi giai thich moi
chuyén. Viéc giai thich twong tan cac nguyén
nhan va tra 10i triét d€ cic cAu hoi la rit quan
trong. D6 1 cach chung t6i cé nhitng 16i chao

tam biét 6n hoa.

213



- pi—

72—
W~ == 233
{/ - - o< N ' .

7




CHARLES DICKENS

duy ti mot thii gian biéu nghiém
ngat, bao gbm ndm git viet lch trong
yén tih, sau dd I ba giv di dao.




G& THU VIEN
25> HUBT

TAI LIZU PHUC VU THAM KHAO NOI 8O




PHAN TICH QUY TRINH
BAN THAN

THU VIEN
25> HUBT

TAI LIEU PHUC VU THAM KHAO NOI B8O




Ga THU VIEN
2 HUBT

TAI LIEU PHUC VU THAM KHAO NOI18O




Phan bd thi gian sai 1am

. T heo ddi cac nhém chat vé cong viéc
- _ gié'ng nhu tham di mét cudc hop kéo
dai ca ngay cung nhitng nguedi ngdu nhién va
khong duoc x€p lich trudc. Piéu nay thue sw
mét madi. Cac cudc tro chuyén nay da dua cac
vén dé can thao luén 1én mot bang chuyén ma
ban khéng thé bit kip. Néu ban khéng chd sén
¢ tram ding khi cudc tro chuyén dén ch6 ban,
ban s€ khong bao gio ¢6 co hoi tham gia. Diéu
nay cé nghia la néu ban muén néi gi do, ban
phai danh si chi1 y cho né ca ngay (va thuong
12 cho nhigu nhém trd chuyén, trén nhiéu kénh
tro chuyen khac nhau), Ban c6 th€ quyét dinh
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b theo do6i, nhung sau d6 ban s€ phai d6i mat
v6indi lo so bo 16 thiz gi d6. D6 1a mdt sw danh
dai toi.

Tuy nhién, chat khéng d&n ndi t& néu nhw
ban stt dung né mét cach hop ly. Chat 1a mot
cong cu tuyét voi d€ giai quyét van dé trong
treong hop can kip. Néu ¢6 mot van dé nghiém
trong hodc mot tinh hudng khan cdp xay ra va
ban cin kéu goi mft nhém nguwdi d€ nhanh

chéng giai quyét van dé, chat la mot sy lwa

chonhoan hao. (N6 ciing co6 thé dwgc dung cho
nhitng nguoi ¢ khiéu hai hudc, thich ndi dua,
dé€ ho chia sé nhitng tdm anh vui nhon, tit d6
xay dung sy géan két gitta moi nguedi vao nhitng

l4c ranh réi trong ngay lam viéc).

Nhung ranh gidi gitta nhitng wu di€ém do
véi cai bAy cang-sém-cang-t6t 1 v6 cling mong
manh. T4t cd cac cudc tro chuyén sudt ngay
lam ban tin ré”mg moi th nén duwoc thao ludn
nhanh chéng va ngay lap ttc, trong khi thyc t&€
hiém c6 vén dé nao quan trong dén thé. Phan

1én moi th ¢o thé va nén. dwgc, doi dén khi
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mot ai dé c6 thoi gian suy nghi thiu dao va
viét n6 ra. Néu khong, moi nguodi sé thuong
coi sy im lang la sy d6ng thuan. “Ban nodi
khong ddng y la nghia gi? Ching t6i da thao
luén trong phong chat r6i”... “Lam sao t6i biét
duoc. Téi khong theo ddi no, t6i dang lam mot
viéc khac”... “Théi chét, chiing t6i da ban vé
né va cho rang ban déng y bai vi ban khéng hé
1én tiéng” ... “Cai gi co?” D6 la mot triedng hop
vO cung phd bién khi phong chat tré thanh noi
ra doi cac quyét dinh.

Khi chat, chiing tdi ¢6 hai quy tic cdt 161
co ban: “Tiét kiém mot phuat, bat cap mot
ngay” va “Néu la viéc quan trong, chdm rai
suy xét”. Nhitng chu dé quan trong can thoi
gian, sy suy xét va md xé tie nhitng nguroi con
lai ciia nhém. Néu mot thit gi d6 duoc thao
luén trong phong chat va né r6 rang khong
qué quan trong dé€ xtt ly ngay lap tirc, chung
t0i yéu cau moi nguoi “viét nd ra”. Diéu nay
ddng nghia véi quy tac “Né&u tat ca moi nguedi

can_phai-biét, thy dimng bao gid chat vé nd”.
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Quy tac nay giap cac cudc thao ludn mot moi
treong tan tam, ton tai ldu dai va khéng bi troi

di mét trong vong ndm phit.

C6 4t nhidu nha quan ly thich nhém tro
chuyén vi ho cé thé nhay vao va ndi véi nhiéu
ngudi ciing mdt lic, nhung ciing ¢ rat nhigu
nhan vién ngoai kia d6 mo hoi ca ngay dai d€
c8 bt kip va tham gia cic cube trd chuyén du

biét rang c6 nhiéu viéc dang chd minh lam.

Trong nganh phan mém, viéc d8 16icho
ngudi dung rat hay xay ra. Day 12 16i ctia ngudi
dung, ho khong biét cach stt dung no, ho dang
dung no sai cch, ho can phai 1am thé nay hay
th&kia. Nhung sy that 1a nhitng thiét k&€ chuyén
biét thwong can nhitng cach st dung nhét dinh.
Néu thiét k& hudng moi nguodi t6i sy cing
théng, d6 12 mot thiét k& t6i. Chat thuc sy tuyét
voi & mot khia canh nao d6, nhung né thuc sy
khong phai la cach giao tiép duy nhét.




Deadline vién véng

6 mot thuc t&€la, nhitng deadline dugc
G dat ra thwong khong dung véi thuec té.
Nhitng mdc thoi gian vién vong dwgc dit ra d€
théa man yéu cau ctia dw an, nhiéu cdng viéc
phét sinh thém nhung cdc m6c thdi gian van
gitt nhw cfi. Nhu thé khéng phai la lam viéc, ma
12 dia nguc. |
Néu khong c6 nhiing deadline kha thi va
linh d6ng, ban sé khong thé lam viéc mot cach
binh tinh duogc. Khi ban cam thdy mdc thoi
gian d6 khong hop 1y, hodc bat kha thi d€ hoan
thanh nhitng cong viéc dwoc giao, hodc ngwoi

quandyliéniycgiao thémedng viécchobanma
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khong cho thém thoi gian, ban sé lam viéc mot
cach hoang loan va dién cudng. Khong co gi cd
stec huy hoai hon la lam viéc trong mot dw an

khong c6 diém dung.
Chuing t6i khong lam theo cach &y.

O Basecamp, chiing t6i khong tao ra nhitng
deadline vién vong, chung tdi gitt chiing 6n
dinh va cong b%mg. Ching la nén méng cho quy
trinh ctia chiing t6i va giup chang t6i tién bo.
Néu cong viéc d6 phai hoan thanh vao ngay 20
thang 11, thi né hét han vao ngay 20 thang 11.
Khdng sém hon, hay tré hon. Thit c6 thé linh
hoat thay d6i 1a khoi luong cong viéc, nhung
chuyén d6 ciing hiém khi xay ra. Ban khong
thé stta mét deadline va sau d6 giao thém cong
viéc dwoc, nhu thé 1a khong cdng bang. Nhimg
nhiém vy trong dy an ctia ching tdi sé giam
bdt di chit khong tdng 1én. Khi ching toi lam
viéc, ching t6i tach nhitng tht can-phai-cé ra
khoéi nhitng thit néu-cd-thi-ciing-t6t va loai bo
nhitng tht vd nghia.
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Viy ai la nguoi quyét dinh céi gl nén duoc
gitt nguyén va cai gi nén bi loai bo trong mot
khoang thoi gian cd dinh? Chinh Ia nhém dang
Iam viée d6, khéng phai CEO, hay CTO. Nhém
lam viéc phai Kiém soét cong viéc ma ho lam.
Ho nam gift thit ma chiing tdi goi 1a “chiéc bta
quyén néng’; . Ho ¢6 thé gid nho nhitng thit
can-phai-c6 thanh tirng mang nho, sau d6 xt ly
trng mang nhé &y méot cach riéng biét va cong
tdm. Ho c6 thé chon log, tra cttu va quyét dinh
nhiing thit nao nén duoc xix ly ngay va nhitng
thit nao co the cho.

Viécsuy nghi mot cach linh hoat vé deadline la
rt quan tror}g vi hau hét nhitng thit cin sdu thang
d€ thyc hién déu c6 thé hoan thanh trong vong
sau tuan du’éi}nc“)t dangb nhiém vy khac. Vanguoc
lai, nhung dll’ an nho cd thé tro thanh nhitng du
an khong 16 néu ban khong cén than. Diéu quan
trongla ban can biét chd ndonén cat giam, khi nao

nén du’ng la1 va khi nao nén budc hep

Mot cach dmh nghia khéc danh cho

déadline 1a ching dira vao ngan sach, khong
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phai s wdc tinh. Ching toi khong thich sy wéc
lwong boéi thanh that ma néi, con ngroi khong
gioi trong viéc wdc lwong. Nhung trong khi do,
con ngwoi lai kha gidi trong viéc dinh mac va
chi ngan sach. Néu ching t6i n6i v6i mot nhém
rang ho c6 sdu tuan d€ xay dung mot tinh ning
st dung lich tuyét voi & Basecamp, ho sé c6 xu
hudng ti€p nhan cong viéc mot cach vui vé hon
so v&i khi chiung t6i héi ho can bao nhiéu thoi
gian dé€ tao ra mot tinh néng st dung lich ey thé
nao-dé, va roi sau dé bit ho lam viée ca nhitng
ngay cudi tudn d€ hoan thanh nhiém vu do.
Mot deadline véi pham vi linh hoat sé dan
t6i sw cai tién, thoa hiép va can bang — tat ca
nhitng nguyén liéu tao nén nhitng dy an lanh
manh va yén binh. Khi ban ¢6 dinh vé mét pham
viva thoi gian, ban dang tao nén mét cong thikc
cho si hodng loan, lam viéc qua stec va sy mét
méi. Pay 1a mét vai ddu hiéu nhén biét cac
deadline dang thirc sy gay nén su hoang loan:
* Mot lwgng 16n cong viéc khong hop 1y can
phai hoan_thanh trong mot, khoang thoi
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gian ngan d&n mtec v ly. “Viéc téi thiét k&
va tai cau trc khong 16 nay can phai hoan
thanh trong hai tudn. T6i biét mot nira
nhém sé nghi phép vao tuan t6i, nhung d6
khong phai chuyén cta t6i.”

* Mot sit ky vong vé chat luong khong hop
ly v6i nhan lyc va thoi gian. “Chung ta
khong thé thoa hiép vé chit lugng, tit ca
nhitng chi tiét phai hoan hao vao thit Sau.
Bang moi gid.”

* Mot su gia ting khoi lwgng cong viée bat
ky trong cing khung thoi gian danh cho
cong viéc da cam két ban dau. “Gidm déc
vira ndi véi toi rang ching ta cling cin
ra mat ci nay & Tay Ban Nha va Y, chit
khong chi & Anh.”

Suw cudng ché€ c6 th€ khién ban yén long,
nhung nhitng deadline thiec t&€ véi nhitng pham
vi cong viéc linh hoat ciing c6 th€ dem lai cam
gidc twong . TAt ca nhitng gi ban can 1am la
can br?mg ngan sach va bé qua su wéc luong.
Nhitng cong viéc tuyét voi sé 1dp day nhitng
khoang thoi gianhop 1y déa,drroc dinh san.
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Ping trd thanh
mot ke pha dam

4
G hau hét cac cong ty, moi nguoi cung

tap hop tai mot chd, @it truedce ot
phong hop va tién hanh hop d€ chonra y tdng
méi. Néu ho may min, sé khéng c6 ai cit ngang
khi ho dang trinh bay. (Nhung thuémg 56 cb
mot ngudi nao d6 nhay vao va 141 Bal tﬂﬂy%
trinh theo huéng khac satt 2 bhut). Khi Bat
thuyét trinh hoan tat, moi ngwoi chi phdn ng
hoi hot. Day méi chinh 12 vén da.

Nguoi trinh bay c6 16 da danh rat nhidu
thoi_gien,-suy_nghi va cong stc & tp hop
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nhitng y tiedng ctia ho va trinh bay chiing mét
cach ranh mach v6i nguedi nghe. Nhung nhiing
nguoi con lai trong can phong chi phan tng
mot cach hoi hot. Khong ti€p thu, khéng suy
nghi dao sau, khong can nhic vé y tedng do,
ho chi don thuan thé hién phan tng hoi hot.
Péy khong phai 14 thai d6 nén danh cho cdc ¥
teong so khai.
O Basecamp, chting tdi da trién khai mot
phuong phéap khac. Khi chiing t6i thuyét trinh,
* hau hét moi thtt déu duoc viét ra trwde. Mot
¥y twong hoan chinh duéi dang tai liéu nhiéu
trang da dugc bién soan va dwoc dwa ra minh
hoa bat ct khi nao can thiét. Sau d6, né dwgc
dang tai 6 Basecamp, gitp.cho tit ca nhitng ai
lién quan nhén biét rang c6 mot ¥ twong hoan
chinh dang chd ho xem xét.

* Viéc xem xét rdt quan trong!

Chting t6i khéng muén sy im ling. Ching
t6i khong can 4n tuwgng dau tién. Chang t6i

khong thich nhitag ke pha, dam. Ching t6i
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mudn nhitng phan hoi dang xem xét. Hay
doc né it nhat mot [an, hodc hai Ian, ba Ian.
Hay xem xét n6. Danh thoi gian d€ tdp hop va
trinh bay suy nghi cua ban, gidng nhu nhitng
nguoi da phat trién y tedng so khai cua riéng
minh va bé cdng sttc tap hop, trinh bay y
twong do vay. '

D6 1 cich ban phat trién mot ¥ tudng.

Thinh thoang, khi moi ngudi chon ¥ tiéng
& Basecamp, su im lang s difn ra trong mét vai
ngay trude khi con bao phan hoi dp téi. Diéu
d6 hoan toan binh thuong va dang mong doi.
Hay tuong twong canh mot can phong yén tinh
sau mdt cudc hop cing thdng. Didu d6 that ky
quéc. Va d6 chinh la ly do chiing tdi thich trinh
bay gian tiép, khong phai truc tiép. Ching t6i
mudn tao nén sy tinh 1dng va than trong d&€ moi
nguoi caAm nhén né mot cach ti nhién, khong

phai khoi nguén nhiing su lo au.

Khi chiang t6i canh tranh theo cach nay,

chiing-toi-“thtic day nang luyc” moét cach hiéu
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qua. Khong ai c6 thé cit ngang ngudi thuyét
trinh bdi khéng c6 ai & d6 d€ lam viéc &y ca.
Y twdng duoc chia sé mét cach triét dé, khong
c6 bat ki diéu gi ¢ thé ngén can ho, khdng ton
tai bat ci tdc nhan nao cé thé quéy nhiéu mach
cam xtdc cta nguoi khac. Ho ¢ san khdu cha
riéng minh. Khi phan h6i ctia ban di sén sang,
ban ¢ thé trinh bay né & bat c dau.

Hay thizt phwong phap nay! Pung gap g6,
hay viét ra! Ding phan tng, hay suy xét!
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Can than vai nhiing
tuan kéo dai 12 ngay

T rudc diy, ching tdi thuong xuyén
phat hanh phan mém mdi vao ngay
thiz Sdu. Diéu d6 dong nghia véi viéc moi nguedi
phai 1am viéc vao thi Bay va Chu nhét d€ stta
nhitng van dé khin cap thuong hay gip voi
phan mém mdi, pha hoai cudi tuéin ctia bat ctt
ai lién quan. Chung t6i biét diéu nay that ngu
ngdc, boi vi chiung toi cit dat ra cac deadline
vao ngay lam viéc cubi cung cta tudn va thiz
Sau chinh 14 ngay t0i t& nhat d€ phat hanh mot
thit gi do.

Ly do dau tién, ban sé phai hdi ha hoan
thanh: Cho nénnhimg céng viéd xong vao ngay
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thit Sdu threong khong duoc chin chu.

Ly do thit hai, sau thit Sdu khong phai la th
Hai. Ma la thit Bay va Cha nhét. Vi vy, néu ¢
sai sOt xay dén, ban s€ phai lam vao cudi tuan.

Thit ba, néu ban 1am vao cudi tuan, ban khong
c6 thoi gian d€hoi phucnéng lwong. N6i mét cach
don gian, khi ban da lam viéc ca tuan va con bi
ép phai lam vao cudi tudn, ngay thit Hai ti€p theo
chinh la ngay thit tam ctia tuan trudc, khong phai
ngay dau tién cta tudn nay. Diéu nay c6 nghia
Janéu ban tiép tuc lam viéc trong ndm ngay clia
tuan tiép theo, ban dang trai qua mot tuan dai 12
ngay. Va diéu d6 khong t6t mét chit nao.

Vay 1a chting t6i d4 tao ra nhiing cing thang
khong cén thiét cho chinh minh. Sy cing thing
d6 khong chi ton tai trong mot thoi diém ma
con bi kéo dai sang tuén tiép theo. Vi diéu gi?
Chung t6i khong thé nghi ra bt c 1i do hop
ly nao, nén thay vi giao ban cip nhéat nhiing
phéan mém 16n vio thit Sau, bay gid chiing t6i
doi dén thit Hai ciia tuén tiép theo. T4t nhién,
dieu ndy dan ¢én mot méi nguy khéc. D6 1a
néu ching t6i gay ramét sailam, lon,thi phan
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mém ctia chiing t6i sé ra mat vao ngay ban rdn
nhit cua tuin. Nhung nhan thitc dugc didu &y
ciing gitp chiing i cdn than hon trong viéc
chu#n bi cho sy ra mat. Khi déing trede sw nguy
hiém, ban c6 xu huéng can nhéc ki hon. Digu
nay khuyén khich chiing t6i c6 c4i nhin nghiém

~ tc hon vé dam bao chat luong, v6i muc dich
- hedng trude duoc nhiéu van dé hon. Giam cing

thang lién quan téi ngay phat hanh 1a mt cach
tiép can 6 loi ca ddi dudng. Vira c6 thé nhan
* dang vén d@ t8t hon, vita khac phuc &t hon.

Ngay nay, ban giao phan mém méi tai
Basecamp hiu nhu khéng hé sinh ra bat cit sy
cing thang nao. T4t nhién, s& ludn c6 mot su
bon chon trong long, nhung du sao thi, mot
nhac cong chuyén nghiép hay mot nha thuong
thuy#ét tai ba van thuong hdi hop khi ho 1én
san khdu va dung truéc hang trim khan gia.
~ Nhung chiing t&i khéng hé cam thdy cing
. thang. Va néu nhu chung t6i cam thay thidu

kiém soat vi bat ky ly do gi, ching t6i sé hoan
-viéc phat hanh lai cho t6i khi ban than cam thay
" binh tinh.
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Thdi quen moi

Thc’)i quen thuong &p dén nhanh chéng.

Trudc tién, né khoi ddu nhe mot ngoai
l1é. M6t vai hanh vi ban khong thich, nhung
van chiu dung va c6 géng thiee hién. Sau do,
mot nguoi khac lam theo, nhung ban hoéc la
khéng d€'y diéu d6 hodc dung ting cho hanh
vi d6. Ti€p dén, moi nguoi ti€p tuc lip lai
nhitng th minh vita thdy vi khong ai dwoc
huéng dan mot cach dling dan. Va roi moi thie
trd nén qud tré. Didu d6 tré thanh vin hoéa.

Mot théi quen mdi.

N6 dién ra hang ngay & cactd chirc. Mot

101 nhanxét cau kinh ¢d.thé gay nén mot con
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bao nhitng 10i nhan xét vd van héa nhanh nhu
mot moi Itra khi gép rom vay. Va moi ngudi sé
ngam hiéu rﬁng, khi ban d€ né dién ra, no sé tro
thanh mot 1€ thuong tinh. Hanh vi khong duoc
ki€m duyét tré thanh hanh vi degc phé chuln.

Chiing t6i d& gép tinh trang nay rat nhiéu
lan & Basecamp. C6 mot khodng thoi gian ma
bat ki nhén vién nao phai hoan thanh mét
nhiém vy phitc tap v6i mot khach hang vo cing
Kkhé tinh, ngudi nhén vién &y c6 thé trat gisn

x01 xa vao phong chat va khong ai néi Tai gi ca.
Hodc tét ca chiing t6i déu d8 16i cho cong ty da
géy ra sai [am, ma quén réng chinh ching tdi
ciing khong kha hon ho la bao. Ching t6i biét
lam thé 1a khong ding, nhung ching ti van
ti€p tuc lam va sau mdt khoang thoi gian rat
dai ching t6i méi quyét dinh ring da dén phai
dirng lai. L

Ngan chan su phat tdn théi quen mdi doi hoi
nhiéu s nd lirc hon 12 tidu diét né ngay tir ban
dau. N&u ban khéng mudn lam muc rubng nén

mong ctia minh, ban phai wom mam tir nhimg
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tee twong. Ban khong nén dé€ nhitng hanh vi
x4u ton tai qud lau dén mikc trd thanh mot théi
quen madi. Van hoa dugc hinh thanh mot cach
tie nhién, né sé khong phat trién theo y mudn
hay theo nhiing gi ban ki vong. N6 phan anh
hanh déng ctia ban. Cho nén, hay hanh dong
dung ting ngay.
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Thdi quen xdu giet
chét du dinh tot

hitng nha quan Iy tiéu tiét sé mai la
nhiing nha quan ly tiéu tiét.

Nhitng con nghién cong viéc sé mai la
nhitng con nghién cdng viéc.

Nhiing nguwodi thich tranh gianh sé mai la
nhitng nguoi thich tranh gianh.

Nhitng hanh ddng 1ap lai lién tuc ctia chiing
ta s& tao nén théi quen. Ban cang gin bé véind
lau, ban cang kho thay d6i. Tat ca nhitng duw
dinh lam diéu t5t “sau nay” sé khong thé danh

bai sizc manh cia théi quens Con nguoi ludn
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Itra d&i chinh ban than ho. Ho nghi ho cé thé
lam viéc nhiéu gid trong sudt ca ndm vi “nhuw
vay t0i sé khong phailam n6 sau d6”. C6 1é ban
khong phdi lam n6, nhung ban vin sé lam no.

Bai vi d6 la mot thdi quen.

Ngay vao nhiing thoi diém mdi hinh
thanh Basecamp, chung t6i tdp trung xay
dung moét tudn lam viéc hop ly. Chung toi
khong thtic ép nhan vién lam viéc thau dém
sudt sang d€ hoan thanh nhitng deadline vién
vong. Ching toi gidi han cong viéc sao cho
phit hop v6i mot ngay lam viéc d€ ho c6 thé
tan hwdng mot budi toi binh yén. Chang toi
khong phtt phép, khdéng &n may, ching t6i cd
y lam nhw thé.

‘Néu ngay tit ddu chiing t6i thué nhiéu nhan
vién hon can thiét, thi biét dau chiing t6i s& van
tiép tuc lam vay dén tan ngay nay. Thay vao
dé6, ching t6i chi tuyén dung khi can thiét - mot
cach cham rai va chi khi cam thiy thuc sy can
thém nguoi. Chit khong phai tuyén dung véi
sit phong doan khdng chinhpda:

244



JASON FRIED & DAVID HEINEMEIER HANSSON

Néu ngay tir dau, ching t6i ép moi nguwoi
dén van phong lam viéc, thi biét dau ching t6i
sé tin rang cach duy nhat d€ 1am viéc hiéu qua
la lam viéc t4t ca cac ngay trong tuan. Thay vao
d6, ngay hdm nay ching t6i c6 nhitng nguoi
lam viéc toan thoi gian & hang chuc thanh phd
trén khip thé giéi. Ho lam viéc véi nhip d6 va

khoéng gian ctia chinh ho.

Khi ta bit dau bgmg sit binh tinh, nd s& tré
thanh théi quen. Nhung khi ban bt dau bang
s dién cudng, no sé thong tri ban. Ban phai
khong ngitng tw hoéi rang cach minh dang
thuc hién cdng viéc bay gio c6 phai la cach
ma ban muén tiép tuc lam trong sudt 10, 20
hay 30 ndm tiép theo hay khong. Néu khong,
day chinh la ltic nén thay d6i, chit khong phai
“sau nay”.

Sy trl hodn la cai ndi cta tinh nguy bién.
Sy tri hodn 1a noi nhitng dw dinh dtng din
chét dan chét mon. Sy trl hoan la khéi ngudn

clia s vatva va-danh baitinh than. Sy tri hoan
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thuong &n sau cdu ndi “Lam viéc thdu dém
chi Ia tam thoi cho téi khi ching t6i giai quyét
duoc van dé”. Piing tri hoan nita. Hay thay doi

ngay hom nay!
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Tinh phu thudc

, 6 mot vai se nghi hodc duoc dat ra

G cho quan diém liéu mét cdng ty cb
nén ludén hufcmg t01 si dong bd hay khong.
Nhém A cung cap cho nhém B chinh x4c
‘nhu’ng thit ma ho muén, chinh xac tai thoi
diém ma ho can. T4t ca moi thit déungay ngan
thang hang, né nep chm chu. Nhung chung t6i
cam thdy tét ca cac cong ty nén loai bé su phu
thudc nay. Chuing toi mudn ddi ngi ctia minh
c6 kha niang dang viing mdt cach doc 1ap hon
1 bi hut chan khi buéc qua bét ct 16 hdng nao.
Mo thie nén hda hop véi nhau chit khong phai
dinh lienvornhad.
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Su phu thudc sinh ra su ri rim, nhiing
nhom lam viéc chdng chéo, cac tap thé hodc ca
nhén khéng thé hoat déng doc 1ap moét minh.
Khi mot nguoi phai chd doi mot nguoi khac,
ho sé tré nén phu thudce. Néu ban dang ché tao
nhitng chi€c may bay hay dang lam viéc trong
mot ddy chuyén I3p rép, thi viéc phu thudc
14 khéng thé trénh khéi vi d6 1a tinh chit cia
cOng viéc. Nhung hau hét cic cOng ty ngay nay
khong thudc linh viec d6, va ho ti€p tuc ép dung
_céch lam viéc phu thude vao nhau. - —

Chinh chiing tdi ciing da roi vao cai by ctia
s phu thudc mot vai Ian. Vi dy, chiing t6i da
ting o8 gang sdp x& thit ty thoi gian ra mat
tng dung trinh duyét va tng dung dién thoai
cta minh. N&u chiing t6i phét hién ra mét didu
gl mSi trén tmg dung trinh duyét, ching t6i
phai ché dén khi cac phién ban trén iPhone va
Android d s& hitu né méi c6 thé phat hanh
cung mot Idc t&t ca moi phién ban. Pigu d6
khién chiing t6i cham tién 6, gitt chan ching
toi lai va dan t6i su that vong do tir ap dat chinh
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ban than minh. Pén cudi cung, nguodi dung
Android ciing ching quan tam ho c¢6 dang
sit dung phién ban gidng hét véi nguoi dung

iPhone hay khong.

Chung t6i cling thuong hay tap hop. nam
hodc sau tinh ndng mdi va phat hanh trong
mét [an thay vi phat hanh lan lwot ting sw cai
tién khi chiing da sin sing. Diéu nay c6 thé tao
nén sy an tuong, nhung cling gay nén mot loat
nguy co cho cac thanh phan riéng biét. Néu
nhu moét thi b tut lai phia sau, tat ca co thé bi
hodn. Va sy hoan lai dién ra thudng xuyén. Vi
vay, ban ludn phai chiu dyng hhﬁ’ng nguy co
nghiém trong vé viéc giao hang cham tré, hay

t& hon 13 phai htty bé tt ca.

Lang phi mét luong 16n cong viéc chi vi
cach ma ban thic hién né, 12 mdt ctt danh troi
giang vao tinh than lam viéc clla moi nguoi.
Nhung d6 lai 1a nhitng gi xay ra néu nhw cong
viéc cua ban dwoc van hanh hoan toan ba‘"ang sur

phu thudc:
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Ngay nay, ching t6i giao moi tha khi
ching sén sang chi khong phai khi ching da
duoc tip hop lai. Néu né da sin sang trén trinh
duyét, nd s€ dugc ban giao! iOS sé theo sau khi
sdn sang. Hodc néu phién ban trén iOS hoan
thanh trude, thi phién ban cho Android 8 bét
kip khi né hoan tat. P6i v6i cac trinh duyét
cling vay. S€ ¢ lgi cho khach hang hon khi
chiing sén sang dé st dung bat ctt ltic ndo, chit
khéng phai khi ching sin sang € st dung &
‘khip moi noi.

Cho nén, ditng cdt thém bat ci ntt thit nao
nita, hdy thao bo nhitng rang budc. Cang it lién
két, cang t6t. | |

250




Cam K8t, ding dong thuan

T iéu chuéin vang cho cudc thao luan
trén toa la sy ddng thuén dwoc thuie
hién béi hdi dong xét xtz. D€ gianh dwoc cong
ly, ching ta phai gianh dwoc sy dong thuan
cta tit cad moi nguoi. B4t ct ai khéng dong
thuan déu 13 khéi dau cho mot cude thao
luan mai.

D6 1a mot y twong tuyét voi tai cac phién
toa, nhung sé la mot sy ap dung té hai cho cac
doanh nghiép. Né&u ban chi phai ra mdt quyét
dinh duy nhit, va né lién quan téi sy sbng
con clia mang nguoi, thi d6 1a moét quyét dinh
deng dugc suy.xet ky lpong, Nhimng trong kinh
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doanh, ban phai dwa ra v van quyét dinh mbi
thang. Néu tdt ca nhitng quyét dinh d6 déu
phai duoc théng qua bang sy déng thuin, ban
sé bi kéo vao vong xody vo tan cua viéc thiét hai
tai san. Cai gia phai tra cho s d6ng thuin don

gian la sy lang phi.

Khi ban tap hop mét nhém ngweoi trong mét
cdn phong vai suy nghi sy dong thuén la cach
gidi quyét duy nhét, ban sé tao nén mot trn
chién_dai dang dé tiéu diét chinh minh. Ngwoi
du sttc tranh cai trong thoi gian dai nhét va try
lai 1au nhat sé gianh phan thang. Piéu d6 that

ngo ngan.

Véy ching ta nén lam gi? Nhitng quyét
dinh ding din s& khong ty nhién xu4t hién
trong dau ctia b4t ky cd nhan nao, ludn phai
c6 mot qua trinh tinh toédn, dan chitng, tranh
luan va ban bac. Cach thttcc duy nhét d€ duy
tri doanh nghiép 1a cac qua trinh dé nén
dwogc thuc hién mot cach riéng biét boi ting

ca nhan.
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MOt ai d6 c6 thAm quyén phai dwra ra quyét
dinh cubi cung, ké cd khi nhiing nguoi khac
khong thich quyét dinh d6. Nhiing lia chon
ding din thudng khong can dén su dong
thuén, ching can su chép thuén. Diéu nay duoc
thé hién rd nét qua 10i boc bach ctia Jeff Bezos
trong 14 thw viét vao ndm 2017 cho cac cd dong

nhuw sau:

T6i thuong xuyén khong tan thanh nhung
van chdp thudn. Gan day, ching t6i vira
cho ra mrflt mot bd phim gbc dwgce san xuét
bdi Amazon Studios. Toi néi véi nhém vé
quan diém ctua minh: That khoé d€ xac dinh
bd phim cé da thu hit hay khdng, qua trinh
san xuft qua phtec tap, diéu khoan kinh
doanh khéng hé hoan hao va chiing t6i c6
rdt nhitu co hoi khac dang cho doi. Ho ¢
rat nhitu y kién khac nhau va mudn duoc
trinh bay. T6i tra 16i ngay 1ap tic rang: “Toi
khong dbng y, nhung tdi chép thuén va hy
Vong'né sé tro thanh mdt bd phim da’mg
mong doi nhét trong tét ca nhitng bd phim
ching ta da.ifung sag.xuit.” Hay tueong
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tuong thoi gian quyét dinh nay sé kéo dai

nhu thé€ nao néu nhém lam viéc phai thuyét

phuc toi thay vi chi don gian la ¢6 duoc sy
chép thuén tir toi.

Chung t6i hoan toan déng y véi quan di€ém
trén. Ngay tit khi mdi thanh 1&p, chang t6i
nhiéu [an ap dung phuwong phédp nay, nhung
chinh 14 thw cia Bezos da khién phwong phap
nay tré nén phd bién. Gan day chang toi ap

dung chinh phwong phap d6 vao cac cudc thao

luan ctia minh. “Toi Khong doéng y, nhung 61

chdp thudn” 1a mdt ciu ban sé nghe dwgc ¢
Basecamp sau mot cudc tranh cai nay lira vé
mot san pham nao dé hodc ra quyét dinh cho

mot chién luegce nao dé.

Cac cong ty lang phi phan 16n thoi gian va
nang leong vao viée ¢ géng thuyét phuc tat ca
moi ngroi déng y truede khi xtc tién hanh dfng.
Va ho sé thuong nhan 14y nhitng sy chdp nhén
hoi hot cling véi syt oan gidn an gidu. Thay vao
do, ho nén cho phép moi nguodi dwgc trinh bay
va giao quyén quyét dinh cudi cung,eho nguoi
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c6 thdm quyén. Nguoi d6 c6 nhiém vu phai
ling nghe, xem xét, suy tinh va quyét dinh.

Nhitng cong ty binh yén sé hiéu duoc diéu
nay. T4t cd moi nguodi déu dugc moi tham duy
d€ trao d6i y twong, trinh bay truong hop cta
minh va t6 rd quan di€m ca nhan, nhung mot
ngudi khéc sé dua ra quyét dinh. Mién 13 moi
ngudi thye sy dugc ling nghe va thdy ring 10
ndi ctia ho cé sttc anh hiedng, ho sé hi€u ra van
dé ngay ca khi két qua cudi cung khéng nhue y
ho mudn.

Diéu cubi cung: Diéu dic biét quan trong
trong nhitng tinh huéng khong-déng-y-nhung-
dong-thuén la quyét dinh cudi cung nén dwoc
giai thich mot cach rd rang cho t&t ca nhitng bén
lién quan. Khong nén chi quyét dinh va bo di,
can phai quyét dinh, giai thich r6i méi di.
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Thaa higp vé chat lugng

hiing t6i thuong xuyén thda hiép vé
G chit lwong & Basecamp. Chiing tdi ra
mét nhitng tinh ndng méi khéng hén 1 dt t6t
cho tit cA moi nguoi (nhung la tam &n d6i véi
rat nhidu ngwoi). Chiing t6i va tam thoi nhitng
16 héng khi chiing chua du t& dén mikc phai
bao dam khac phuc triét d& tan gbc. Chiing t6i
déng cac bai ludn cé moét dén hai 16i chinh ta
trén blog ctia minh.
- Ban khong thé 1a ngudi choi xuét sic trong
tat ca cac cudc choi. Biét khi nao nén dirng lai
& mic B T6t 1a mot yéu t8 ¢6 th€ dua ban

dén dinhicac vao thoi diém, ban can phai toa
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sang. Ching t6i khong dé nghi ban san xuét ra
nhitng san pham té hai. Ban can phai cam thay
tw hao vé san pham cta minh, k€ ca khi no6 chi
dat mic “8n”. C8 ging lam moi viéc tré nén
hoan hdo la su lang phi nang luwong mot cach

ngu ngoc.

Thay vi nd lyc khong ngl‘mg' cho ting chi
tiét mot, ching t6i danh rat nhiéu coéng stic
d€ tach nhiing thit thiee sit quan trong ra khoi
nhitng thit c6 vé quan tfohg, va téch nhitng thir

¢6 vé quan trong ra khéi nhing thit khdng quan

trong. Hanh d6ng phan tich nay méi can sy nd
Iiee nhiét thanh nh4t tir ban. Néi rang “Moi thi
phai that hoan hao” rat dé dang, ai ciing c6 thé
néi duoc. St thir thach da dénh lira ban, lam
cho ban khong biét duoc vi tri ciia minh nén &
mtuic tam chip nhan-dwoc hay do té.

Hiy nghi theo huéng nay, néu ban tip
trung lam mét viéc 100%, ban sé danh toan bo
100% d€ dat dugc diéu dy. Néu ban tép trung
1am n¥m viéc va danh 20% cho mbi viéc, ban
chi hoan thanh toai-bo véi, 80%, mhung it ra
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ban cling hoan thanh dwgc ndm viéc! Ching t6i
thuwong xuyén phai danh déi theo cach dé.

Xéc dinh 18 diéu gi doi hoi su xuat séc va
diéu gi hoan toan ¢ th€ chép nhan duoc & mikc
trung binh la mét cach tuyét voi d€ gitt méi
trieong lam viéce thét binh yén cho cong ty caa
ban. Ban s& it lo ldng hon va chdp nhin nhiéu
hon. “On thi” ludn 12 mdt céch 1am viée thoai
mai nhét. Hiy d€ danh s quan tdm phéan tich
cho nhitng chi tiét thiec si quan trong.
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Thu hep van dé nhieu nhat
cé thé

hat kh6 d€ lam mot viéc gi d6 ma

khéng mang dén nhitng diéu tha vi
sdp t6i va nhitng ¥ tudng cai tién. S& ludn c6
thém viéc cn phai lam, thém mot sw cai thién
nén c6. Nhung néu ban thyc sy mudn tién bd,
ban can phai thu hep van dé hét mirc 6 thé.

Sau khi gidi quyét xong tat ca nhitng van dé .
trong yéu, cdng viéc nén giam dan chit khong
- phai ngay cang tang thém. Deadline nén duoc
hoan thanh mot cach thoai mai, khdng phai
trong ndi sg hai. Hay nhé: Deadline khong nén
12 motnéikinh hoang.
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Khi chiing ta danh sau tuén cho mdt thit gi
d6, mot dén hai tuan déau tién nén dugc dung
d€ phén tich nhitng diéu con chua 16 va xac
dinh nhiing gia thuyét c6 thé xay ra. Pay la
khoang thoi gian khi ¥ tudng gip thuec tién va
xem liéu no cé trién vong pha1 trién hay can

phai huy bo.

D¢ laly dotai sao chiing t6inhanh chéng bat
d4u phén tich cang sém cémg tot trong hai tudn
dau tién. Chung t6i thuong nhin vao nhitng gi
co thuc trong vong mot dén hai ngay. Khong
g‘l phan anh dung sw that hon viéc thuc si trai
nghiém y tuéng do trong cude éé’ng thuee. D6 la
Tan dau tién ching tdi biét nhitng tht da dién
ra trong dadu minh c6 thé thuc sy hoat _c.iénghay
khong. Nhung sau d6 - sau khoang thoi gian
khém pha ngén ngti & giai doan dau cta dw én
-1a lac pha1 tap trung va thu hep Day chmh la
lic can tap trung va thu hep van de. Da den luc

dao sau Vao Van de!

- Diéu nay tweong phan voi hanh déng chim

dim trong su kham-pha.dén vo tan, St kién
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dinh theo dudi nhitng y twdng t8t hon. Chiing
t61 vira ndy ra mét sO y twong khéc... thay doi
mot chut... khdm pha ra mét chat... c6 thém
mot vai nguoi cong sir... Khong, ding lai ngay.
Mot khi thoi gian khdm phé da qua, cac tudn
tiép 'fheo.néq'duqc danh ra € timg budc hoan
thanh cong viéc, chtt khong phai mang né di
qué xa. Hay dén nd lyc vao mot ¥ twéng duy
nhét. Hoan thanh né. Bién né thanh san pham
that. Ban lu6n cé thé€ quay lai sau 6, nhuwng chi

khi nao ban da thuc si hoan tat.

Tun thit tw trong mot dy 4n dai sdu tuin
nén duogc danh cho viéc hoan chinh cong viéc
va lién két chang lai, ch khong phai nghi ra
nhitng y tuéng moi.

Chiing t6i khong c6 ¥ phti nhan ring nhitng
cach ti€p cdn mdi va nhitng y tudng méi la
khéng t6t, nhung thoi diém nghi ra ching maéi
la vén dé. Ludén m¢& rdng ctta chao dén su thay
d6i s& dan dén sw 16n xdn va nghi ngd. Hay dikt
khoat déng sdp canh clra &y. Hay chdp nhéan
mot su-that rang nhiing ¥ tixdng t6t hon khong

263



QUAN LY DOANH NGHIEP TRONG THOI DAI 4.0

can thiét phai xuét hién néu nhu chiing dén vao
thoi diém con tau da hoan toan lan banh khoi
nha ga. N&u chiing thuec sw xuét sic, chiing c6
thé bat chuyén tau tiép theo.

Cau tra 1o t6t nhat cho nhitng y twdng moi
nhung lai d&n qua tré 1a: Ban sé phai cho!
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Khéng lam gi ca thi sao?

66 K héng 1am gi ca khong phai 1
mot lya chon.”
Nhung né thyc si la mot su lyra chon va
thuong 1a hanh dong ding dan nhat.

“Khéng lam gi ca” nén la mot sy lyea chon.

Sy thay d6i lubén lubn khién sy viéc té
hon. That dé dang pha hoai mét th¢ dang
hoat dong t8t bang cach cai tién né. Nhung
ching ta thwong tw lita d6i chinh minh rang
nén danh nhiéu thoi gian hon, dau tw nhiéu
hon, cht y nhiéu hon sé c¢6 thé dwa minh dén

chién-thang.
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Clung phan tich trueong hop sau: Ching toi
dang cai tién cach thic lam viéc gitta khéach
hang va doanh nghiép thong qua Basecamp.
Chiing t6i dy dinh sé thay cach thirc cii bang
mét cach thite méi. Digu d6 con ¢ nghia 13,
di chuyén tat ca nhitng ngudi dang dung cach
thtec cfi sang cach thite méi. Diéu d6 cé nghia la
thay‘d(“)’i hoan toan vé man hinh hién thi, cach
chuyén d6i dit liéu va giao dién.

Nhung 16 nhur ¢6 ai d6 thich cach thirc cii

thi sao? Hay cho di1 ho khéng thich, nhung ho
cam thdy thoai mai khi sit dung né? Déi khi

ching ta thudng ty dwea ra gia dinh vé viéc mot
nguoi thich hay khéng thich mét th gi do.
Trén thuc t€ ho chi quen véi viéc st dung né
va thich cam giac d6. Tudc doat di trai nghiém
ctia ho sé 13 mot toi 4c tan nhan.

* Vay nén, chiing tbi thudng dimg lai d& phan
tich khi dang lam du 4n. N&u nhu ching tdi
khong lam gi ca thi sao? Khong c§ ging thay
d6i, khong dich chuyén, khong c6 bat ¢ trai
nghiém nao mdi danh cho nhitng ngwoi thich
phién ban cii? Chuyen g1 s xay, ra khi nhitng
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khach hang hién tai van str dung cach thitc cii va
ching t6i chi cho phép nhitng khach hang mdi,
nhitng ngudi chura bao gio biét dén cach thirc cii,
ste dung cach thitce méi? Va d6 la diéu ching toi
da lam. Khong lam gi ca. Khong ép budc thay
d6i, khong yéu cau hoc thém diéu mdi, khong
c6 nhitng 10i chao hang rang “phién ban nay sé
tdt hon”. Moi thi¢ nén giit nguyén nhuw nhitng gi
khach hang dang st dung (nhung ho cing cé

quyén lua chon cach tiép can méi néu ho mudn).

Khong lam gi ca tot hon cho khéach hang.
Va, d6i v6i ban than chiang t6i, khong lam gi ca
cling t8t cho ching t6i nita. Diéu d6 déng nghia
véi thu hep du an, cit bét nhidu tuin 1am viéce
triede khi deadline tdi va giao hang sém hon.

Khong 1am gi ca ludn ludn t6t.

D6i lic ban can phai chién ddu chong lai sy
hién nhién. VA d6i lic ban phai nhéan ra rang
khéng phai moi loi ich nhan dwoc déu xing
déng véi thoi gian da c6ng hién. Khong lam gi
ca ¢6 th€1a mot quyét dinh khé khan nhung lai
1o motguyet dinh manhane nhat.
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DU roi

1 binh yén doi hoi ban phai cam thay
thoai mai voi sie vira du.

Mic du khong c6 mot giéi han rd rang
ndo cho dinh nghia “vita du” hay nhu thé nao
la vira du trong tieng treong hop, nhung coé
mdt didu chic chan: Néu ban khong khdng bao
gi¢ cam thdy du, thi ban sé ludn phat dién vi
cOng viéc.

Mot vai ndm trude, chung toi xem xét lai
liong thoi gian minh can dé tra 16i email khach
hang. C6 khi t8n hang gio lién. Mic du diéu
d6 c6 thé€ la nhanh d6i v6i nhitng nguodi quen

voi viee-eho dgi moOt cau tra 101 trong nhiéu
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ngay, nhung ching t6i thdy nhu thé 1a khong
da nhanh. Cho nén chting t6i bat dau thay d6i
br?mg cach dat ra mot muc tiéu: 1 tiéng. S6 lwong
email khong I6 dén tir hang trdm khach hang
gti cho chiing tdi mdi ngay nén nhan duoc
phan hoi trong vong 1 tiéng. Khong st dung
phan hoi te ddng, chi dung con nguoi. Phai tra
16i that nhanh.

Dé€ thuee hién viéc d6, ching t6i thué thém

ngudi, ding nhitng 10 cam két phan hdi nhanh

trén website clia minh, bat fay vao phan hoi
nhanh hon mdi ngay, va bat dau cam thdy vo
cung tir hao voi dgi ngii ma minh mdéi tim dugc.
Sau d6, chiing t6i trd nén tham lam va doi héi
nhiéu hon. Nay, néu nhw chiung ta cé thé giam
xubng con mot gio, thi tai sao khong giam con
30 phut? Va ching t6i da lam diéu d¢. Tai sao
khéng phai la 15 phiit? Chang t6i lai lam diéu
d6. TAI SAO KHONG PHAI LA 2 PHUT? VA.
CHUNG TOL PA LAM BUQC. PIEU BO!

- Khoéng hé néi doi cac ban, 2 phat. Déi khi
chi can khoang 1 phut!
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Va tai sao khong chi¥? Tai sao khong lam moi
thit nhanh nhét cd thé? Ban sé khoéng bao gio
¢am thdy minh phan hoi dtt nhanh, dung khong’?

Hoan toan sai lam

Viéc tra 16i hang trém email mdi ngay trong
vong 1-2 phut [a mot thi khéng thé ton tai lau
dai. Nhém ngudi da timg khién chimg t5i t hao
vi dat dugc ky luc &n tlrong d6 bit dau cam théy
céng thang. Mét vai ngudi cam thiy vb cling c6
16i khi phan héi trong vong 3 phut trong khi thoi
gian trung binh chi ¢ hai phut. Hay tuéong tuong
xem, ho thdy cd 16i vi phan hoi khach hang trong
vong 3 phut! Chang t6i da sa da vao mot muc
tiéu hoang dudng 1a “ching ta s& khéng bao gidy
phéan hoi khéch hang du nhanh” va chiing t6i da
phai tra gid. That th vi khi diéu d6 c6 thé thuc
hién duoc, nhimg chiing t6i da quén ty hc’)i" rang
digu d6 c6 ding d€ thiec hién hay khong. "

| Nen chung t6i da du'ng lai.
Khoéng con nghi ngo gi nita, khach hang
‘thich_nban_duoc s phan hoi mhanh chéng
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ttr ching t6i. R4t nhiéu nguoi trong sd ho ndi
v6i chang t6i nhw vay. Ho da thuc sy bat ngo.
Nhung, chiing t6i nhén ra, ho cam thay bat ngo
voi thoi gian 5 phat, 10 phit hodc k€ ca trong
mét gid. Ho nghi rang minh sé khdng bao gio
nhén dwoc phan hoéi hay néu c¢6 thi cling phai
trong vong mot ngay hodc hon. Vay nén 15
phit sé khién ho hanh phiic nhw nhau. Ching
t6i chi can du nhanh va 15 phat chinh la da.
Tham chi trong mét gio da la da nhanh.

_ Diéu nay cling gitp giai tda ganh ning dang
de 1én vai nhém lam viéc. Moi nguodi déu binh
tinh trélai. Ho cd nhiéu thoi gian hon d€suy nghi,
gitp 48, viét ra va it hdi ha hon. Moi thit tré nén
t6t hon. Khach hang van ti€p tuc bi chinh phuc
bai dich vu than t6c cia ching t6i, tuy chdm hon
mét chit so véi trudc day nhung van dan dau
nganh. Trong khi nhém ctia chiing t6i thoai mai
va lam viéc t6t hon. D6i bén cing ¢6 1oi.

biéu nay khéng chi d1, ma con gitip ching
t6i nhan dwoc rat nhiéu.
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Cach thic lam viéc té hai

T 4t ca cac nganh cong nghiép phat
trién déu duoc xdy dung tit nhiing
cach thiec 1am viéc dting dén. Nhitng cach thikc
1am viéc diing dn &y bao gdm cach dinh gi4
mot san phdm, td chitc cac ky danh gia nhan
vién, viét ndi dung marketing, thiét k& trang
web, hodc tao mét tng dung c6 thé tiép cén
dén hang triéu nguoi dung. Khong c6 bat ky
gi6i han nao néu ban thyce sy mudn vuon téi
st hoan thién.

Va da s8 nhiing diéu k€ trén khong hin 1a
nham nhi, nhung cé thé la nhiing thit t& nhat
ma ban c6 thé lam. Nhitng diéu dwoc xem nhw

cach lam-vigc t0t phat cho mot cong ty gom
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10.000 nhén vién rat hiém khi thich hop véi
nhitng cdng ty chi c6 10 nhan vién.

Thanh that ma ndi, k€ ca nhiing cach thitc
lam viéc ndi bd tdt nhat dwgc ching toi ap
dung tir khi Basecamp chi ¢6 7 nguoi da that
bai va kim ham chiing t6i khi s& luong nhan
vién dat 30. Ching ta thiedng xuyén bi mac bay
bdi nhitng thit da tirng thanh cong trong qua
kht nhung khéng con gia tri stt dung & hién
tai. Va vén-dé khong chi vé quy md, né 1a vé
t4t ca moi thit. Ban dang ban mot dich vy ma
céc chi phi dugc tra dmh ky hay mbt san pham
chi cin tra tién mot Ian khi mua? Céch lam viéc
sé khac nhau. Ban dang thiét k& cho mdt tng
dung tuyét voi chi danh riéng cho iPhone hay
ban dang c8 gang chiém linh ca Android, trang
web, email? Cach lam viéc sé khac nhau. Ban
dang xay dung mot cong ty ton tai 1au dai, hay
ban da bt dau véi nhitng chién lugc thodi lui
trong dau? Cach lam viéc sé khac nhau. Nhiing

nhan vién cta ban.da cong tac voi nhau trong
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mot thoi gian dai, hay la ban dang xay dung
mot nhom hoan toan méi? Cach lam viéc sé
khac nhau.

'C6 rét nhieu ly do d€ hoai nghi vé nhiing
cach lam viéc ding d&n, nhung ly do pho
b1en nhat 14 Khi ban thdy mdt ai d6 dang mu
quang t1ep thu nhitng tw teéng bén ngoai tir
mot cdng ty khac nhu: “Top 10 bai hoc tir cach
Apple phét trién san phdm”. C6 phai nguroi do6
da ting 1a mot trong nhitng nguoi phat trién
san phdm ctia Apple hay khong? Khéng. Ho chi
két ludn mot cach chii quan dwa trén nhitng gia
dinh ctia ban than vé cdch ma ho nghi moi th
sé hoat ddng. Trix phi ban thurc syt lam viéc do,
con khoéng thi ban khéng c6 quyén mac dinh d6
la cach lam Viéc tOt nhat.

Hon nita, rat nhiéu cach lam: viéc t6t nhat
ton tai nhw mét truyén théng. Khong ai biét
nd dén tir dau, nguyén nhén hinh thanh va tai
sao moi nguodi-lai 1am theo. Nhung chi vi né

duoc gan-eai mac guyen lizc 1a “cach lam viéc
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dting d&n”, moi nguoi thudng quén chét vén
né. Mot nguredi théng minh hon ching ta chéc
chén &3 nghi ra cach thitc d6, ding khong? T4t
ca nhitng ngwoi lam theo cach thitc d6 dang gat
hai duoc nhiéu thanh cdng, dang khéng? Néu
nhu ching ta khong lam theo, 16i sé thudc vé
ching ta, dung khéng? Cau tra 10i cho hau hét
nhitng cau hoi trén la Khong.

Thém vao do, nhitng cach lam viéc dang

dan thuong am chi rdng c6 mot ciu tra 10i duy

nhét cho moi cdu hoi ma ban dang tim hi€u. N6
con &m chi réang ban thize chét khong c6 quyén
lwa chon. Hay quén nhiing diéu d6 di. Ban hoan

p I'4 Ay
toan c6 quyén lua chon.

Tat ca nhitng diéu nay khong phai dé
chiing minh réng nhitng cach lam viéc ding
dan khéng c6 gia tri. Chiing giéng nhu diéu
khién xe dap. Khi ma ban khong biét cach giit
thing bang hojc kiém soat t8c dd ctia ban dap,
chiing sé gitip ban. Nhung bat cit s van dung

nao cling can dugecan nhac k.
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Va cudi cung, ban khdng th€ hinh thanh mot
van héa yén binh néu ban lién tuc bin khosn
cach lam viéc t6t nhét 1a gi va ban c6 dang di
dung hudng khéng hay dang lac 16i. Hay tim
thit pht1 hop véi minh va ap dung né. Hay tao
nén si van dung va chudn muc riéng cta ban.
Dimg quan tam lidu ching c6 dting dan véi ai
khac hay khong.
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Khdng bang bat c gia ndo ca

A6 Y ing moi gid!”, cAu ndi nay khién

' ban cam th&y hing khoéi, dung
khong? Thét kho d€ tim duoc ba tir ndo goi cho
ching ta nhiéu cam hitng, phan khéi va tham
vong hon cau “Bang moi gia!” N6 la tiéng hiéu
triéu vang vong cia nhitng vi tudng vi dai trong
thoi chién va nhitng dau tau trong nganh cong
nghiép hién dai. Ai lai khong mufn minh trd
thanh mé4t anh hting hay mot thu linh co chit?

Nhung viéc ciia ban d4u phai la cd tai hién
mot cudc chién hao hiing nhu cube d6 bd &
Normandy, phai khong nao? Ban ¢4 thé chi dang
8 gang dé-hoan, thanh, mét, céi deadline dugc
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dat ra ty tién boi nhitng nguodi khong thuce sie
nhing tay vao cdng viéc. Hodc chi dang c8 gang
dat dwoc mot “muc tiéu tai chinh dai han” vién
vong nao d6 ma nhiing nguroi dang theo dudi cai

muc tiéu &y ciing khong cho réng né hop ly.

Bang moi gia la mot tang bang. Dung phal
né cé the 1am ca con tau ctia ban bi nhén chim.
Hay hoi Edward Smith, thuyén trudng ctia con
tau Titanic, nguoi dd danh d6i moi gia d€ dén
New York nhanh hon binh thuong véi mong

mudn lap duoc ky luc. Ban c6 1€ da biét két cuc

cta viéc lam d6 1a nhw thé nao roi.

Nhitng su ky vong hop 1y sé bj che 1ap bdi
viéc danh d6i bang moi gia va ditu dé khién
ban khong thé nhin thdy sy khé khin, phitc
tap ma n6 doi hoéi. Gan nhu chéc chin rang
ban sé khong c6 kha nédng vé thoi gian, ning
leong, tién bac. D6 14 céi gia cho cAu “bang moi
gid”. Co thé ban chua sén sang d€ tit chdi tat ca
nhitng thit minh nén bé qua bdi vi ban da dong
¥ danh d8i bang moi-gia.
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Bang moi gid c6 nghia 1a ban c6 thé phai
lam viéc vao lac 10 gio ti thte Tu. Va thi Nam.
Va thi Sau.

Bang moi gi4 cé nghia 1a nhitng cong viéc
duoc hoan thanh mdt cach voi va chi véi myc
dich hoan thanh cho xong. |

- Bang moi gid c6 nghia 13 néu ban khéng
thuec hién viéc d6, sép ctia ban sé tim mot nguoi
khac d€ dam nhén viéc d6 (thay ban chiu dung
nguroc dai).

Né&u ban & trong nganh du lau, chic chan
s& c6 nhitng khoanh khic ma ching ta can
phai danh d8i bang moi gia. Mot trudng
hgp khéan cip thuc sw. C6 th€ ban khong co
kha ndng chi tra lwong hodc viéc an binh bat
dong, giai quyét khung hodng sé gay anh
hwéng x&u téi danh tiéng ctia cong ty ban.
Phai, chic chin s& ¢ nhiing lic nhu thé.
Nhung ching rat hiém, v cﬁr_ig hi€ém. Ding
de doa doanh nghiép ctia minh titng ngay

bang sw-sg hai.
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Day la cach chiang t6i lam. Thay vi doi
héi bang moi gia, ching t6i hoi Véi gid bao
nhiéu? D6 1a mot 1oi moi cho tat ca cudc tro
chuyén. Basecamp la noi chung t6i thao luan
vé chién luoc, tao ra s can b:?mg, cht giam,
nghi ra cach ti€p cdn méi don gian hon cing
véi nhau, hay tham chi quyét dinh xem cu6i
cing né c6 xting dang hay khéng. Nhiing cau
hoi dan t6i cac lya chon, nhitng quy#ét dinh sé
giai quyét van de.

284



Lam it di

eo quan ly thoi gian, meo vit cudc
M sdng, meo cho gifc ngu, meo lam
viéc. T4t c4 nhitng thit 6 phan 4&nh mot ndi 4m
anh c3 gang that chit thoi gian trong mét ngay,
nhung viéc sdp x&p lai trinh ty céng viée trong
ngay dé€ c6 thém thoi gian 1am viéc khdng phai
la van dé. Phai lam qud nhiéu thit nham nhi
mdi 1a véan dé. |
Cach duy nhét d€ hoan thanh thém nhiéu
viéc 1a cd it viéc hon.
No6i khong la cadch duy nhat d€ gin gitt thoi
gian. Diing lam ngiu nhién 12 thi trong danh

sach @& barn ¢6 the thire hign chiing véi trinh
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ti khdc nhauy, cling ding giéi han thoi gian d€
chuyén t& viéc nay qua viéc kia. Hay loai bo
7 viéc trong 12 viéc &y, va ban sé danh phéan
thoi gian con lai cho chi 5 viéc. D6 khong phai
la quan ly thoi gian, d6 la sy loai bo can cé.
T4t ca nhitng tht khdong quan trong khac chi

la d6 bo.

Bén canh d6, thoi gian khong phai mot thit
ma ban ¢6 thé quan ly. Thoi gian la thoi gian,
né xoay van véi cung mét t6c df cho dut ban
- 6 gng thé no d€ 161 kéo né: Ban chon céch
sir dung thoi gian nhu the nio méi 14 tht duy
nhit dang quan tdm. Hoc gia Péter Drucker da
ngd ra chan ly nay tir nhiéu thap ky trudc khi
néi ring: “Khéng c6 viéc gi vb ich bing viéc
thuze hién nhiing thi kh()ng nén lam mét cach
co hiéu qua”. | |

O Basecamp, ching tdi loai bé mét cach
khong thuwong ti€c t&t ca nhiing cong viéc
khong can phai hoan thanh va nhiing cong
viéc chung t6i khong mudn lam. Vi dy, ching
t61 da tiing ch&p nhan thanh fodn bang theéitin
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dung va séc. Thé tin dung dwoc tu dong hoa
hoan toan, vi vay chiing t6i khong can phai tén
thoi gian d€ van hanh. Nhung nhiing tdm séc
thi duoc gt bang dudng buu dién. C6 nghia
la moét ai d6 can phai nhan né, giai quyét no,
xtr ly nhitng con s0 sai léch, diéu chinh ching
chinh xac véi tai khoan ma ching dwoc lién

két, v.v...

Chéc chén cac cong ty khac sé néi: “D8 théi,
hdy thué mét ai d6 chi chuyén lam cong viéc
dy”, hodc “Hay danh thém thoi gian, tién bac
va cong nghé dé€ ty dong hoéa quy trinh d6 mot
chut”. Chung t6i da néi gi? “Ching t6i khong
chdp nhén séc nita”. Phai, ching t6i da quyét
dinh tir bo loi nhuin va cic khach hang chi
thanh todn bang séc. Nhung né khéng phai 1a
mot budc ltii, nd la mdt budc ngodt trong sy
nghiép cta chung t6i. Chung t6i danh d6i mot
it loi nhudn d€ c6 duoc mét it thoi gian.

Chung t6i khong khuyén khich moi ngudi
lang phi thoi gian trong ngay ctia ho dé€ xu
ly fihTng 16 séc mot cach thit ¢dng. Thay vao
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d4, chiing tdi x6a bod hoan toan cdng viéc dy
bing cach néi khong, khong nhén séc nita.
Chéc chin s& c6 hang ta cdng viéc ching t6i
khéng can lam. Chting t6i ludn cam sdn cac &
khoéa va khéng ngiing san tim chang. Khong
phai d€ kiém tra tién d6 hoan thanh ching,
mh 14 d€ gifu chiing bién mAat khoi tam mat

cta chung toi.

288



S ba ki diéu

‘An nhu moi cdng viéc & Basecamp déu

dwgc hoan thanh boéi nhitng nhém
gom ba nguoi. D6 1a con s8 ky diéu cta chiing
t6i. Mot nhém ba nguodi thuong la su két hop
gitra hai 13p trinh vién va mét nhén vién thiét
ké&. Va néu khéng phai ba, thi sé 1a mét hodc hai
chit khong bao gio 1a bdn hodc nam. Chiing t6i
khéng digu thém nguoi d€ gidi quyét cac van
dé, chting tdi chia nhé vén dé ra cho dén khi
chiing c6 thé duogc x ly trong kha nang cta cac
nhom ba ngudi. Chung t6i hiém khi ¢ nhitng
cudc hop tai Basecamp, nhung khi ching t6i
6, ban sé hiém khi thdy c¢é nhiéu hon ba ngudi

ngdi-xung-quanh-bin-hop-Bét ct cudc tro
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chuyén nao cé nhiéu hon ba nguoi déu dwgc

xem la mot cudc thao ludn c6 qué nhiéu nguoi.

L& nhu c6 dén nam phong ban lién quan
dén du an hodc mot quyét dinh thi sao? Sé
khong bao gid ¢ chuyén do6. Chung t6i khong

xay dung nhitng nhu dy an thé, mét cach cd'y.

Tai sao laila ba? Ba la mt don bay, va do la
Ii do vi sao no phtt hop véi moi du an. Ba 1a mot
con s§ vita du. N6 1a mot con s8 1¢, nén khéng
tao ra rang budc. N6 vira dt manh mé, va ciing
vira di nhe nhang. C4c nhém 16n luén 1am cho
moi viéc té hon bang cach dén nén qua nhiéu
nd lyc vao nhitng tht dang 1& chi can khéo 1éo,
nhe nhang.

Van dé ctia nhém bdn ngudi la ban gan nhw
ludn phai c6 thém mdt ngueoi thit ndm dé€ quan
ly. Van dé ctia nhém ndm ngwedi la nd qué déng.
Va sau, bay hay tam nguoi trong mot nhém
s€ khong tranh khoi viéc phtic tap hoéa nhiing
van dé thiee ra rdt don gian. Twong ty nhw viéc

nhan thém congviée-délap-day-thoi-giantréng
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va qué nhiéu nhan lic s& din téi nhidu cong
viéc hon. Nhiing die 4n nhoé va ngén thurong trd
thanh nhitng dit 4n dai va 16n khi ¢6 qua nhiéu
nguoi cung thiee hién né.

Nhitng nhém nho c6 thé lam nhiing viéc 16n,
nhung sé v0 cung khé khan d€ nhitng nhém 16n
lam nhitng viécnho va nhitng viéc nho thi thuong
rat trong yéu. Nhitng viéc 16n thinh thoang xay ra
la mét diéu t6t, nhung da phan su tién bd dugc
xay dung tir titng budc nhd. Nhitng nhém Ion
ddi khi sé v6 tinh bé qua nhitng cong viéc nho.

Nhém ba nguoi giap ban trung thyc. N6
lam diu tham vong ctia ban mét cach tich cuc.
N6 doi héi ban phai danh d6i. Va diéu quan
trong nhét, ba nguoi sé giup gidm hiéu lam va
cai thién sy hop tac. Banguodi c¢6 thé néi chuyén
triee tiép voi nhau ma khong can trung gian. Va
phdi hop thoi gian biéu cta ba ngwoi thi hién
nhién dé& hon bdn, ndm, sau ngudi.

Chiing t6i yéu s ba.
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Theo dudi mdt du an dén cling

&u s&p ctt lién tuc kéo moi ngudi ra

N khéi du 4n nay d€ theo dudi mot due
an khéc, khong ai c6 thé€ hoan thanh bét ct
cai gl.

“Kéo ra” cé thé€ xay ra vi mot s6 nguyén
nhéan, nhung nguyén nhan phé bién nhit la
do mét ai d6 c6 kinh nghiém vira nay ra mot y
teong mai va y teéng d6 Khong Thé Cho Poi.

Nhitng ¥ twong nira voi, 1an 16n véi nhiing
thit khac dan t6i nhitng dw 4n chi dwoc hoan
thanh mot nira, bi bé roi va chong chét thém
trong cong ty. D6 1a ly do tai sao thay vi ngay
laptirenhay quaytong méi, chiung t6i d€ cac

293



QUAN LY DOANH NGHIEP TRONG THOI DAI 4.0

y twdng cho mot thoi gian. Thuong mot vai
tudn, 1a it nhat. D6 1a mét khoang thoi gian hop
ly d€ hoac ban quén no6 di hoan toan, hoac ban

nhin ra minh khong thé sdng thiéu nd.

Chung tdi c6 thé€ lam dwoc diéu nay vi céac
du an cua chiang t6i khdng kéo dai mai mai. T61
da 1a sau tudn, nhung thwdng ngan hon. Digu
d6 nghia la chiing i hién nhién c6 the xem xét
cac y twong maéi vai tudn mot lan. Chung t6i
khéng can phai cat giam mot thi gi d6 d€ bat
dau motth méi. Trude tién, chiing t6i hoan tat
nhitng gi minh d4 bat d4u, sau d6 méi suy nghi
xem diéu gi can giai quyét tiép theo. Khi ma sy
gdp rat ¢ thoi diém hién tai bién mét, sy lo au

cling sé di theo.

Cach ti€p can nay ciing gitp ngdn chan
hinh thanh sw chong chéo trong cong viéc.
Om mét chiéc reong dyng toan cdng viée da
cli qua thuc khéng hé tha vi chiat nao. Hanh
phtc la khi deoc ban giao: hoan thanh cong
viéc tot, gtri né di va sau d6 chuyén sang y

trong moi.
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Bén canh d6, budi sang hém sau (hodc tuan
sau) luén ndi cho ching ta biét sw that. Ban tam
gac lai nhitng y twdng madi. Ban c6 thé sé thirc
day vao ngay hom sau va nhén ra y tweong ban
cho rang t8t nhat thé gidi ngay hom qua khéng
thutc sy quan trong vao hdm nay. Sy nghi ngoi

sé mang dén cho bari mét cai nhin chinh xac.

Cho nén hady danh ra ndam phut, gitt cho
nang lueong ctia ban tap tfung dé€ hoan tat thi
ma minh dang thuc hién ngay tai thoi diém
nay. Sau d6 méi quyét dinh xem nén lam gi tiép
theo sau khi ban da xong va sdn sang d€ nhan

thém mot viéc khac.
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Biet ndi khong

K héng thi d& 1am, cé thi d& néi.
Khoéng titc la khong v6i mot thie.
C6 tike 1a khong véi mot ngan thir.

Khong 1a mt dung cu chuan xac, mot con
dao phau thuat, mot chiim tia laser dang tap

trung vao mot di€ém.

C6 la mot vat thé ch ki, mot cau lac bo tap
nham, mot tAm lwdi cua ngwoi danh ca c6 thé

chdp 1dy bat ci thit gl dang tr6i bira bai.
Khong thi cy thé.

Cétaichumg-chung:
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Khi ban néi khong véi mét thi g1 d6, dé
la mét lga chon gidng nhu bao liya chon khac.
Ngay mai, ban sé c6 thé cdéi md chao dén
nhitng co hoi méi gidng nhw chinh ban than
minh hém nay.

Khi ban néi ¢6 voi mot thix, ban da danh
mat sy lwa chon d6. Canh clra dd déng lai cling
vGi tit ca nhitng kha ning thay thé€ va ngay

mai, thdm chi ban sé con bi han ché& nhiéu hon.

Khi ban néi khéng ngay bay gio, ban c6 thé

quay lai va noi c6 sau dé.

Néu ban néi c¢6 ngay bay gid, rat khd d€ ndi

khéng sau do.

Noi khong thi khoé nhung giap ban binh
tinh hon.

N6i c6 thi dé nhung sé kéo ban vao réc r6i.

Biét minh dang ndi khong véi didu gi ludn
tot hon biét minh dang ndi ¢ véi diéu gi.

Hay biét ndi khong.
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viet ra nhimg giai didu cda minh
frong sudt nhimng miia he don dc
trén dinh ndi Alps, trong mdt cén
nha nho va di dao sudt nhiéu giv
sau khi ket thic cng viéc.
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Liéu finh mft cach an toan

6 rat nhiéu doanh nghiép nghién lam
liéu. Cang nguy hiém cang t6t. Theo
dudi sw hdi hop, adrenaline va sy hao nhoang
dén tlr viéc ddt s6 ménh minh treo lo ling gitra
mot bén 1a chién théng vé vang va mot bén 1a
mat hét tat ca. Ching t6i khéng nhu thé. Ching
t6i khong can phai liéu linh d€ tao himg khéi
khi Jam viéc. Chiing t6i sé can dam mao hiém,
nhung ching t6i sé khdng dit cong ty vao tinh
th& hiém nguy. '
Vi dy, gan diy chiing t6i da lam moét viée
vd cling ligu linh: Chiing t6i ting gia stt dung
Basecamp 1én hon gép ba Ian. Tt 29 d6/thang
18n-d6n-99-dd/théng -Chime-ti-d4 cai thién mot
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vai tinh ndng quan trong cho san phdm tai thoi
di€ém dé va mic gia mdi khéng ap dung cho
tat ca moi nguoi, nhitng khach hang hién tai
ctia Basecamp van dugc st dung mic gia ho
dang &p dung. Nhung nhitng khach hang déng
ky tai Basecamp sau khi ching t6i thyec hién sy
thay d8i sé bi tinh phi 99 d6/thang.

Chiing t6i da thit nghiém né chua? Chua.
Chting t6i ¢4 héi qua moi ngrdi xem ho cd san
long tra mic phi d6 chra? Chua. Ching t6i c6
chic 12 cach d6 s& hiéu qua khong? Hoan toan
khong. Nghe c6 vé v cling mao hiém!

Nhung trén thuc t€, ching tdi ¢a mao hiém
diéu gi? Cong ty ching t6i ¢6 sup d6 néu cach
d6 khong hiéu qua hay khéng? Khong. Chung
tdi ¢ phai sa thai nhan vién néu th nghiém
dién r6 nay that bai khong? Khoéng. Tai sao
khéng? Boi vi ching t6i ¢6 mdt nén tang ving
chéc gobm hon 100.000 khach hang van dang chi
trd cho chung toi. |

Chting toi ti hiza v6i ban than rang sé quan

sat két qua trong-vong-sdu-thang-Trong-thoi
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gian do, chung t6i lién tuc can chinh cho phu
hop. Thuc hién mét buwdc quan trong trudc,
nhitng bwdc nhod ndi ti€p theo sau. Va ching
t6i ludn c6 thé bat dau lai néu né that bai. D6
chinh 1a s ki€ém soat, tinh todn rui ro kém mét

soi day an toan.

Va két qua la, ting gip ba lan gid that sy
thanh cong. Ching t6i mét di mot s luong
déng ky mdéi, nhung ching t6i kiém dwge nhiéu
hon nho sw chénh 1éch gia. D6 1a cai dich ma
ching t6i huéng dén!

Mao hiém khéng phai lc nao cling cin
phai lidu linh. Ban khong hé tré nén can dam
hon hay thong minh hon khi ban d&t minh hoac
doanh nghiép ctia minh vio finh thé nguy hiém
khéng can thiét. Cudc cd cuge thdng minh 14
khi ban c¢6 thé€ lam lai tit dau khi moi chuyén
khéng theo y mudn.
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Thay doi theo mia

w thay d6i thuong bi xem la cing

S thdng, nhung khi 14t nguoc lai van de,
viéc gift nguyén con té hai hon. Ban chi c6 thé
lam viéc theo cling mot cach, tai ciing mdt noi,
lam cling mot cong viéc trong mot thoi gian
nhat dinh trede khi tinh don diéu an d‘an an

mon ban.

Khi ban tredng thanh, cudc séng sé c6 lic
nay lic kia. K& ca khi ban sdng & mét noi thoi
tiét khong thay ddi, van c6 mot sy khac biét vé
nhip diéu gitta cac khoang thoi gian trong ndm.
C6 muta tru tredng, 06 mila he. Nhiing su viéc
khde nihan difn ra o nhfg Kivang thoi gian
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khic nhau. Nhung trie khi ban lam cho mét
doanh nghiép hoat dong theo miia, néu khong,
lam viéc trong thang 3 cling thuong giong nhu
lam viéc trong thang 5, thang 6 giéng vdi thang
1. Va that khé d€ chuén bi cong viéc cho thang
12 ngay tir thang 2. Basecamp thi khéng nhue thé.

Chiing t6i 4n mimng mua he (it nhat la o
phia Bic Ban cau) bang cdch giam s& ngay lam
viéc trong tuan. Tt thang 5 dén thang 9, ching
t6i chi lam viéc bon ngay, twong g 32 gio mot
tuin. Muc dich-khong phai la d&€ nhdinhét céng
viéc vao khéi lwong thoi gian it hon, nén ching
t0i cling cht dong can d6i tham vong ctia minh.
Miia d6ng 14 ltic ching t6i ddu tu nhiéu hon va
duong d4u véi nhitng du an 16n hon, thir thach
hon. Con mi1a hé, véi bén ngay ngan ngi trong
tuan, chdng t6i wu tién nhitng di an don gian,
nhe nhang.

Ngoai ra, ching t6i con dn mung bang
nhitng cach khac ngoai pham vi cong viéc nhw
chi tra chi phi mua néng san hd trg cho nhan

vién. Tréai cdy Vi rau qua tiroi, sach ctia dia
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phwong sé duoc giao dén tdn nha nhéan vién.
Pay 1a mdt phuc loi hﬁng ndam, nhung duoc
linh hoat diéu chinh theo tirng mua. Day la
mét cach ngon lanh, khoe manh d€ &n ming
sy thay doi. '

Hay lam mdi tling gio, can chinh sy kho
khan, tham chi hay cé nhitng loi ich dac trung
cho tling mtia khac nhau, hay tim cach pha tan
si 1ap lai nham chan ctia cong viéc. Moi nguoi
s& tré nén ngu ngdc va cting nhic néu ho ct
mai 13p lai nhitng tht gidng nhau trong mot
thoi gian dai.
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Mau den cua su binh tinh

T rong nhitng thang dau tién khi chiung
t6i bat dau van hanh doanh nghiép
vao nam 1999, ching t6i da thu lai nhiéu lgi
nhuin. Tt d6 dén nay, ching t6i thu loi nhuén
déu din mbi ndm.

Di nhién, chung toi da gdp khong it nhitng
co hdi vA may mén, nhung chung téi cling
ludén chti déng kiém soat nhitng thir thach.
Chuing t6i luén kiém tra sy pht hop ctia mtc
gia va khong bao gio lam gi khién cong ty phai
chuyén tir trang thai 4n nén lam ra sang tinh

. canh no nAn.
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Tai sao u? Vi tinh canh no nan khién nguoi
ta phat dién con tinh trang tai chinh rang rinh
lam cho nguoi ta binh tinh lai.

K& ca khi ban dang ¢ mot doanh nghiép
dang sinh lgi, ban ludn c¢é nguy co pha san. Ban
dang dua mét cudc dua dai. Hay bat dau ban
khoan vé viéc liéu minh ¢é rat chéan ra kip lic
hay khong. Hay lo ling vé viéc 1am thé nao d€
trd lwong cho nhan vién vao thang hoat dong
cudi cung cbng ty. Hay ban vé nhiing tinh
hudng t6i té va ap luc!

Khi tinh hinh tai chinh ¢tia cong ty gip bét
&n, nhan vién sé& lo 1dng vé st nghiép ctia ho.
Con ngudi khdng ngu ngdc, ho biét rang viéc
d5t tién chi 1am cho thoi khic huy hoang 1ée
1én 61 tit ng&m. S sa thai nhu mot tang da
ludn treo lo ltng trén dau ho. Nhitng to don

xin viéc ludn trong tu th€ san sang.

Chi mét minh doanh thu khong du kha
nang phong thud, boi vi doanh thu thdp hon
loi nhuén bién sé khong thé€ cttu s6ng ban.
Ban c6 thé dé-dang-birt-pha-khoi-doanh-thu
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trung binh, va rét nhiéu céng ty di lam thé.
Nhung ban khong thé€ bttt pha khoi lgi nhuan
trung binh. '

Loi nhusn ddng nghia véi thoi gian d€ suy
nghm, khong gian € kham phé. N6 dai dién
- cho su kiém soat s6 ménh va lich trinh clia
| chinh“ban. Néu khéng c6 lgi nhuén, cong ty ctia
ban sé& ludn trong trang thai hi#m nguy. Khi cac
- cbng ty ban vé ty 1& d6t tién (burn rates), c6 hai
thte bi d6_'_t: tién va con ngwoi. Mé}t thit thi ban
* th6i bling, mot thit thi bi ban thiéu rui.
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Cai gia phai tra

¥ guoi khach hang t6i té nhat chinh la

nguoi ma ban khong thé € mat. Ho
chmh 1a nhi*ng con ca voi c6 thé nghlen nat tam
hon ban va 1am r8i tung tinh than cta ban véi
chi mot cai nhiu may. Day chinh la nhitng khach
hang 1am cho ban thitc tring dém. Va phan 1én
cac doanh nghiép kinh doanh phan mém, giéng
nhu ching t6i, khong thé cudng noi stc hat
day mé hojic ctia nhitng tai khoan khéng 1. D6
chinh 1a 1y do hau hét cac doanh nghiép phan
mém tinh gia theo s5 lu’ong nhén vién.

| Vi dy, néu ban ban cho mét céng ty nhd
gom 7 nguoi voi.gia 10 dé/ngudi dung thi ban
sé-co-dwoc-mdt-khach-hang-dang gia 70 do/
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thang. Nhung néu dé6 la mét cong ty véi 120
nhan vién va 10 d6/nguwodi dung thi ban da ky
mét hop dong tri gia 1.200 d6/thang. Sau do,
hdy nghi xem mét tai khoan gém 1.200 nhan
vién sé€ nhu thé€ nao, hay thdm chi la 12.000
nhén vién. Ban c6 thé thiy vi sao cac tai khoan
cong ty quy mod khdng 16 lai hap dan va gay
nghién dén nhu viy. Chung t6i da tit chdi mo
hinh kinh doanh theo s& litong nhan vién ngay
tit nhitng ngay dau. Khong phai vi ching toi
khong thich ki€ém tién, ma vi chiing t6i thich sy
t do hon!

Vin dé cuia viéc dinh gid theo s6 luong
nhan vién 14 & chd, né bién khach hang lén
nhét thanh khach hang t6t nhat cta ban. Tién
bac vAn tao nén stc anh huwdng du né khong co
quyeén lgc truc tiép. Va theo dong chay d6, cac
quyét dinh vé viéc sit dung ngudn luc va thoi
gian sé duoc dua ra. S€ khdéng c6 cach nao dé
thoét khéi ap lyc 6 mot khi dong tién van con
dang r6t vao tui cdng ty. Cach duy nhat chinh

1a khoa céi voi-phun-tién-lai:
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Cho nén ching t6i chon cach ti€p cén hoan
toan trdi nguge. Mua Basecamp ngay hdém
nay vdi gia chi 99 d6/thang, bén viing va 6n
dinh. Cho du ban chi ¢6 5 nhan vién, hay 50,
500, 5.000, tng gia van chi c6 99 db/thang. Ban
khéng thé tra cho ching t6i nhiéu hon s8 d6.
D& dang nhan thdy md thizc nay that vo 1y. Bat
ctt sinh vién MBA ndm nhat nao cfing sé no6i voi
ban nhitng diéu sau ddy: Ban dang ném tién
ctia minh qua clra s6! Ban dang d€ cho nhu’ng .
khach hang 1én nhét clia minh qua hoi! Ho sé&
khong may may trd thém 10 Tan hay tham chi
100 Ian nhu thé! '

Cam on nhung thitc s chiing t6i khong

quan tam. Day 1a mét vai ly do tai sao:

Pau tién, b01 vi khong cé khach hang nao
chi tra cho chung t6i dira vao s8 luong cu thé,
nén sé khong cd bét ¢t yéu cau riéng tir bat cx
khach hang nao dit ra d€ chinh stta céc tinh
nang va khong c6 tinh trang nhitng treong hop
ngoai 1& ting 1én chong mat. Piéu nay khién

chime-tbi-trr- dotam ranhiing phéin mém danh
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cho minh va dai dién cho s6 dong khach hang,
khéng phai dwdi sy chi huy ctia bt cit ca nhan
hay thiéu s8 nam quyén nao. N6 sé gitip ching
t6i d& dang lam nhitng diéu ding dén cho s6
nhidu khi khong c6 nbi so lam phat long mot
vai khach hang chu chét.

Thit hai, ching t6i mudn lam ra Basecamp
cho nhiing doanh hghiép nho nhw ching toi:
cac thanh vién ndm trong danh sach Fortune
5.000.000. Khong chi xdy dung phin mém
- chohg, ma con giap dd ho. Néi mot cach that
long, chiing t6i khong hé quan tim t6i danh
sach Fortune 500. Nhiing t§ chitc khong 16
c6 xu hudng cting nhéc, khé thay d6i. Véi
nhitng doanh nghiép trong top Fortune
5.000.000, chung t6i c6 co hi tao nén sttc anh
huong thuc su. Cong viéc nhu thé méi thuc
si ly tha.

Thi% ba, ching t6i khong mudn bi ket trong
gudng quay bat dic di ctia nhitng hop dong
16n. Ganh néng quan ly tai khoan 16n. Céc cudc
hop ctia sales—Ban-tn—Nhitng-quy-tic-ban
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hang cho t8 chitc s&€ nhanh chéng ra doi va de
bep ban nga cla chiing t6i. Nhung ching toi
ciing khong thé tranh khoi né néu quyét dinh
m& ctza chio dén nhitng con ca 16n v6i nhimg
miéng moi lon. Mot Ian nita, cam on, nhung

chiing t6i khong quan tam.

Nhung tai sao lai khong lam ca hai? Ban cho
nhitng doanh nghiép nho theo mét md hinh va
c6 mdt nhém nguoi chuyén dé& phuc vu nhitng
doanh nghiép 16n? Boi vi chiing t6i khdng mudn
tr& thanh mét cdng ty hai dau voi hai nén van
héa khac nhau. Ban cho nhing doanh nghiép
nho va ban cho nhitng tap doan la hai cach tiép
can trai nguoc hoan toan va phai duoc thuchién

béi hai nhém ngudi hoan toan trai ngugc.

Trd thanh mot céng ty binh yén ke 1a ra
nhitng quyét dinh phan 4nh ban la ai, ban
mudén phuc vu ai va ban sé néi khong voi ai.
N6 ciing c6 nghia 1a ban biét phai t8i wu hoa
& didm nho. Khong phai tat ca sw can nhac k§y
luong déu ding, nhung sw b6i r8i va ludng I
thi nh4t dinh 12 sai.
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\lra 1am vira hoc

&1 ban mudn biét sy that vé nhitng

thit ban x4y dung, ban phai cong b6
nd. Ban c6 thé thir nghiém, ban cé thé ddng nao
tu duy, ban c6 thé tranh ci, ban c¢6 thé khao sat,
nhung chi khi giao hang di thi ban méi c6 thé
tu tin khéng dinh s6 phan minh dang chim hay
néi. Didu nay c6 mang lai loi ich nao khong? N6
c6 gitip giai quyét van dé thuc t€ nao khong?
Chiing ta c6 nén cai thién n6 hay khong? Chiing
tacod dang lam diéu ma khach hang mong mudn
khong? Liéu c6 ai mudn mua né hay khong?

Ching ta d4 dinh gi4 n6 dting chua?

Tétcadénrnhingchurhdihay!
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Nhung ban khéng thé thao luin vé nhitng
van dé nay trong noi bd mai. Va rit nhiéu cong
ty dang lam th€ trong cong cudc tim ki€m
nhitng cau tra 16i, ho lai tim thay nhiing ndi lo
au. Nghi ngo, so hai va thiéu quyét doan ngin
can budce chén ctia cie doanh nghiép trén khip
thé gidi.

Nhung tai sao phai lo lang? Hay lam t&t
nhat c6 th€, tin tudng vao viéc ma ban dang
lam, va dua né ra thi treong. Chi nhu vay ban

méi o6 thé biét chic. €6 thé nd s& thanh cbng,

c6 thé né rat té hodc c6 th€la ca hai. Nhung néu
ban mudn biét, ban phai tung né ra thi trueong,
mot thi trirong thuee swe. D6 1a noi duy nhét ban
c6 thé tim théy sy that.

Ban c6 thé 1am theo cac chi dan ki thuit. Ban
c6 thé thir nghiém né mai mai. Ban c6 thé tham
khao cac khach hang tiém nidng ctia minh va
hoi ho xem c6 sén 1ong chi tra cho thit nay hay
khong. Ban c6 thé khdo sat va hoi moi ngudi
xem c6 mua san pham ctia ban néu né nhu thé

nay hodc nhw|thé'kia hay khong.
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Nhung dé€ ldm gi? Tat ca nhitng cau héi d6
déu la nhitng, cdu hoi md phong, ching khong
co that.

Nhitng ciu tra 10i thye sy chi xuét hién khi
mot ai d6 c6 du dong luwc d€ mua san phdm
ctia ban va st dung né cho chinh nhu cau ctia
ho, bang chinh chti y ctia ho. T4t ca nhitng thtt
khic déu la sy phong doan, va nhitng tinh
huéng phéng doén chi ¢6 thé cho ban nhitng
cdu tra 10i phong doan. Cong bS8 nhitng san
phém thuc sw méi cd thé€ cho ban nhitng cau
tra 10i chinh xac.

Tai Basecamp, chung t6i tuyét d6i ton tho
nguyén tic nay. Ching t6i khéng hé 16 cho
khach hang bat ct diéu gi triede khi tét ca khach
hang c¢6 thé€ nhin thdy né. Ching t6i khéng
c6 dp dung tht nghiém beta véi khach hang.
Chiing t6i khong héi bat ky ai rang ho mudn
chi trd bao nhiéu cho mot thit gi d6. Chiing t6i
khong hoi bat ky ai vé suy nghi ciia ho cho mot
thir gi-dé. Ching t0i 0 gang lam St nhat c6
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thé va sau d6 chiing ti ra mat san phdm trén
thi treong. Thi treeong s€ ndi cho ching t6i biét
s that.

Ching t6i ¢ bo 16 nhitng thit dang 1€ da
6 thé tién liu néu nhw thuc hién nghién cttu
trudc khi ra mat? Di nhién 1a cé. Nhung vdi gid
nao? Cho khach hang xem trwdc tat ca nhitng
th ching tdi ¢6 13 mdt cach lam cham chap,
dat d6 va sé dan t61 mot ntii phan hdi ma can

phai xem xét ti mi, danh gia, thao luén, ban bac

va quyét dinh trwde khi turg sén phan. Vatéi
lGc d6 né van chi 14 mét du doan! Ching ta
danh qua nhiéu thoi gian d€ doan.

Nén hay lam hét sttc va mang ching ra
ngoai. Ban c6 thé biét dugc nhitng khao khat
thuee st va nhitng cau tra 10i thye sy tit nhitng
khach hang thyc su can san phdm ctia ban. Hay

vira lam vira hoc.
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fimg hia trude diu gi

gay tirnhiing ngay dau cia Basecamp,

ching t6i da khong thich viéc hia
hen vé nhitng cai tién san phdm trong tirong lai.
Chiing t6i luén mudn khach hang I nguoi danh
gia san pham ho mua va stt dung ngay hom
nay, chit khéng phai mot phién ban ao tudng cd
thé sé ton tai trong twong lai. D6 la ly do vi sao
chiing t6i khdng bao gid cam két bat cit 19 trinh
nao cho san pham. Khéng phai vi ching tdi c6
mot bi mat an khong mudn tiét 10 cho ai biét,
ma 1a vi né thuc sy khdng t6n tai. Thanh that
ma ndi, chiing t6i khong hé biét minh sé lam gi
trong mot ndm tdi, thi tai sao lai phai gia vo nhuw
miinh biétrat 107
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Nhung khi ching t6i ra mat mét phién ban
mdi ctia Basecamp gan day, chiang toi lai két
thic véi mdt 16i hia cho twong lai. O, troi oil
Phién ban mdi tir ban dau da khong bao gém
tinh ning ma khach hang khao khat: cdc mau dy
an. Yéu cau tang chéng mit, email dén tdi tap.
Chiing t0i da mudn thyc hién né, nhung ching
t6i khong chac minh c6 thé tao ra tinh ning d6
hay khéng. Nén ching t6i chi hen véi khach
hang thoi han 1a “vao cudi ndm nay”. Tinh dén
Itic d6 ching t6i sé cé tam thang. Nghe cd vé dai,
néu nhu khong tinh t4t ca nhiing céng viéc can
lam d€ hoan thanh né ciing nhu tat ca nhitng
cong viéc khac ma chiing t6i can hoan thanh.

Thang 3 qua di. Sau d6 la thang 4. R6i thang
5, thang 6, 7 va 8. Chung t6i van chua bt dau
xdy dung tinh ning miu dw 4n. Va r6i thang
9, thang 10 ap dén, va bay gio, d€ thuc hién 16i
htta ctia minh, chiing t6i phai budng bo mét nti
nhitng thit minh mudn lam d€ ¢6 th€ hoan thanh
tinh niing mAu d 4n trieée khi két thie ndm. N6
la mét tinh nang tuyét voi, va khach hang cec ky
yéu thich né, nhung-ehung t0i phai gap rut thuc
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hiénnd. D6 1a hau qua ctia 1oi hika: h6i ha, budng
bd, chong chéo va phang phét sy h6i han vi da
bubng ra 16i hita truéc d6 qud dé dang.

Nhitng 10i htta tréi budc ching ta nhw
nhitng mén no, voi lai suét ting dan. Ban cho
doi dé thiee hién né trong thoi gian cang 1au, ban
s& phai tra ci gid cang dat va duong nhién sé
cang cam thay h6i han. Khi dén lic thyce sw phai
lam, ban méi nhan ra cai gi4 ctia viéc dong .

R4t nhiéu cong ty bi nhén chim dan béi dp
lirc phai xoa diu hdu qua ctia 101 hita. Nhiing 161
htta ctia nhan vién ban hang vé viéc chét don
hang. Nhitngloihtta ctia quan ly dw an véikhéach
hang. Nhiing 10i hita ctia dng chti véi nhén vién.
Nhiing 10i hita ctia phong ban nay danh cho
nhitng phong ban khac. Néi cdu “Vang, d€ sau”
12 mot cach dé dang d€ thoat khoi tinh canh d6.
Ban chi can tri hoan viéc hita hen truede khi ban
tiéu t6n tat ca ndng lwong twong lai clia minh
d€ hoan thanh ching. Nhitng 1i hiza thi d& néi
va mién phi, cdng viéc thue sy méi khé khin va
dat gia. Néu khong, ban sé phai lam ching ngay
ttt bay gio.chir khong phai hira hen cho sau nay.
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Ké bat chudc

3 nbu ca th& gi6i dang ngan nga

nhitng bai hat ctia ban
VA nhitng btec tranh ciia ban dang dwoc
chiém ngudng
Thi hay nhé nhitng thit da tlmg la ciia ban
Pa thudc vé moi nguoi k€ tit hdm nay
Ditu:dé khong hé ding, khong hé sai
Ban c6 thé mai phéan vin vi nhiing diéu hién tai
Chi d& chudc 18y s mét moi ma thoi

- Wilco, What light (tam dich: Anh séng nao)
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Ban c6 thé gisn d6 mit Ha tai khj mot déi
tht canh tranh sao chép san phdm ctia ban,
trdm thiét k& ctia ban va chiém doat y twong
ctia ban. Nhung cam thy nhu vay thi c6 ich gi
chi¥? Ttc gidn chi 1am t8n thuong chinh ban.
N6 nuét chitng ngudn ndng lirong ma ban nén
danh cho c8ng viéc hién tai. N6 1am lu m& kha
nang nhan dinh cta ban vé nhitng budc tiép
theo, khéa chit ban lai trong can phong ctia qua

khtr. Va mét an nita, vi 18 gi chu?

Ban-ednghi ddi thirsa phat hién va nhén ra
18i sai ctia ho khi ban cam th&y bubdn buc hay
khéng? Néu ho ¢6 nhiing tw tuéng d6, ho da
khéng sao chép ban ngay tir dau.

Ban nghi khéch hang ctia minh c6 quan tim
hay khéng? Ho chi muén cé mot san pham t6t
va mdt mikc gia t6t. R4t it nguoi danh thoi gian

hay s thau cam cho mot cau chuyen cam déng

vé mot cudc chién nao do.

Chung t6i bi &n cp ¥ twong va bj Iam nhai
hang trm lan (va-cé th&dé-méichi Tasan phfm
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ching ti biét dwoc). Thiét ké ctia chiing t6i
duoc mang ra ban si € canh tranh véi chinh
san pham ctia ching t6i. Nhitng tuyén bd ctia
ching t6i bi bé cong va trd thanh vii khi chéng
lai chiing t6i. Nhitng y tiedong clia ching toi bi
&n cap va stt dung & mét noi no dé.

Cudc s6ng 1a thé! Néu ban mudn giit binh

tinh, ban phai vueot qua.

Coéng bang ma néi, chuyén bi sao chép da
titng lam chdng t6i ban tam. Vao nhitng ngay
dau, khi moi thit méi chi bt dau, ban d& dang
hoang so khi thdy nhiing san phdm ctia minh
duogc ddt dudi tén mot nguoi nao d6. Té hon,
no lai 1a mot ban sao chép t€ hai! Thoi diém do,
ban cam thdy that gidn dit khi mot ai d6 lam
cho ban trdng that té.

Nhung thuee sy, trir phi ban bao vé quyén
sang ché ctia minh, khéng thi s&€ c¢6 vd van
nhitng ké khac cling c6 thé lam ra né. Bén canh
do, sy sao chép gay hai téi nguoi sao chép

nhi¢u hon la nguoi bi sao chép. Khi mot ai d6
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sao chép ban, ho chi-sao chép vao mét thoi
dié’m:rihé“t dinh. Ho s& hitu nhitng suy nghi da
gitip ban thwc hién viéc d6 vao thoi diém do.
Nhung ho khéng s& hitu nhitng tw duy da giap
ban cé dwoc khoanh khic 6, ciing nhuw c6 duoc
mdt triéu thoi diém twong tw. Ho mai bi ket voi
nhitng thiz ban da bé lai dédng sau.

Vi vay, hay binh tinh. Hay chap nhén sy

th4t vong trong mdt Iic va tién né di.
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Thay d6i cach kiém soat

an sé thuong nghe moi ngudi ndi rang

ho khdng thich su thay d6i, nhung diéu
dé khong thue sie dting. Con ngudi khong c6 vén
dé véi sy thay d6i ma ho mudn. Digu ho khong
thich 1a bi ép budc thay ddi, titc la nhitng sw thay
d6i ho khéng mong doi, trong mét thoi diém ho
khong thé Ira chon. Céi thit “méi mé v tién tién”
s& d& dang bién thanh “c4i quéi gi thé nay?” khi
néd ap dén cudc ddi ho mot céch bat ngd.

'Chiing t6i hoc di hoc lai bai hoc nay khi van
hanh Basecamp. Chung t6i nghi ra mét thiét k&
mdi va né yéu cau phai dich chuyén cac yéu 8
mdt chiit d@& nhudng chd cho mot thi khic 6t
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hon. Va tét ca nhiing gi ching t6i nghe duoc
13 “BAN DA LAM GI VOI UNG DUNG CUA
1O TOI THICH NO GIONG Y NHU CU!
HAY POI LAI DI

Phin hudéng dan stz dung phan mém kinh
dién thuong boé qua nhitng nguoi dung nhuw
th&. Dl sao thi, day la cdi gia cho s cai tién, va
sw cai tién ludn ludn tdt, tham chi tot hon. Sy
nhin nhan d6 that thién cin va nbéng can. D6i
véi rdt nhiéu khach hang, tinh ning t6t hon

quéan va quen thudc dang dan ting lén trong

chuoi gia tri ctia ho.

Diéu nay khéng cé nghia la nhiing cai
tién cua ban khong t6t, chi 1a moi ngwoi da
chim d&m trong sy hai long cia minh thi sy
thay doi san phdm cia bgn khoéng con quan
trong vdi ho nita. Ho da dau tw tat ca nhiing
gl minh cin va quen thudc véi cdch minh
thize hién. Va bdng dung ban dét ngdt thay
ddi, lam cho cudc sdng cua ho tré nén phirc

tap hon mét chit-He phai hoc thém mot thi
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méi trong khi dang hang ngay s dung nd

nhw mot thdi quen.

Diéu nay ngdn cta chung t6i mét khoang
thoi gian dai va rdt nhiéu sai ldm d€ hoc duogc
st that cot 16i vé ban hang: Ban nhitng thtt mdi
cho nhiing khach hang méi va giit nhitng th
dang c6 cho nhiing khach héhg cii. Pay la cach
duy tri sy binh yén va binh tinh.

Day ciing 1 1y do tai sao ching t6i van
dang chay cung lic ba phién ban Basecamp
khéc nhau: phién ban dau tién ctia chang toi
dwoc ban tir ndm 2004 dén 2012, phién ban
tht hai dwoc ban tir ndm 2012 dén 2015, va
phién ban thit ba dwgc ra mat vao nim 2015.
Nhitng. phién ban méi hon déu “t6t hon”,
nhung chting t6i khong bao git ép budc bat
ctt ai nang cdp 1én phién ban méi. Néu ban
da ding ky st dung phién ban dau tién vao
n&m 2007, ban c6 th€ dung né mai mai. Va rat
nhiéu ngudi vin dang 1am nhw th& (va ching
toi thich didu d6)!
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Vay thi tai sao chting t6i khong dung lai va
gin bo véi phién ban Basecamp d4u tién? Boi
vi chiing t6i c6 nhitng y tudng mdi trong qua
trinh hoat dong. Cong nghé va thiét ké thay
d6i. Chuing t6i tién hoa. Nhung cudc cich mang
ctia ching tdi dwoc dién ra véi t8c d6 ctia riéng
chung t6i, va nhitng khach hang madi ngay nay
ky vong nhitng diéu khac so v6i nhitng khach
hang cii ctia 10 ndm vé trude. Tuy vay diéu do6
khong c6 nghia la ching t6i nén ép budc nhiing
khéach hang dau tién ctia minh phai theo kip t6c
d0 ctia ching t6i.

NO ciing khong c6 nghia la ban khong nén
moi nhitng khach hang ctia minh tim hiéu
nhitng cai tién moi. Nhung nd nén 6n tai dwdi
dang mot 16i moi, khong phai mot 10i yéu cau.
M6t khi ban bt dau thiic ép qua quyét liét, mot
vai nguoi sé tir ch8i ngay lap tic va bdng dung
ban chdm ngodi mot cudc chién. Thit khong
binh yén chut nao.

Viéc gilt nguyén nhitng thoa thuin va

duy trl san pham cfi khong he midn phi- Do
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la cdi gia cua sy thita ké. D6 1a cai gia cua su
thanh cong, ¢t dé€ ban cé nhitng khach hang
thich ban trude ca khi ban lam ra nhitng thi
mdi nhéat, hién dai nhat nhue bay gio. Ban nén
mung vi diéu d6! Hay tu hao vé gia tai ma

minh s& htru.
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Khéi nghiép dé, gilr nghiép khd

4t nhiéu doanh nghiép don hét moi

thit minh c6 vao giai doan bat dau
khoi nghiép. Nhitng dém dai, sy tap trung cuc
dd vardt nhiéu tinh yéu. Sau dé ho ra mat, trong
s kiét sirc hoan toan, cudi cung thi né ciing
hoan thanh, ho nghi nhu thé. Gid nhu thuc sy
chicod the! '

Nubi dudng cai cdy da dam choi thuee sy
rat khé khin, va chic chidn né khéng tré nén
d& hon mbi ngay. Moi thit chi tré nén khé hon
chiz khéng d& hon. Ngay dé dang nhat chinh 1a
ngay dau tién. D6 la mot bi mat tinh quai cta
kintrdoatitt
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Khi ban phat trién, ban phai thué thém
nguoi. Nhiéu nguoi tic la nhiéu ca tinh khac
nhau. Nhitng c4 tinh &y dan dé&n su thay d6i
chinh sach van phong va hang tram th thach

khac vé ban tinh con nguoi.

Khi khach hang bat dau cht ¥ dén ban, sw
canh tranh cling sé xuét hién. Bay gid ban da
chinh thtic tré thanh tAm ngém ctia mot ai do.
Khi ban ra m#t, ban hoan toan muén tin cong
thi trudng. Gio day ban ciing nén lo ling vé

viéc bj thi tredong tdn cdng ngwoc lai.

Trudc khi ban kip nhén ra, chi phi ctia ban
nhay vot. Moi thiz tré nén dat dé hon dé duy tri
anh hao quang. Loi nhuén dwong nhu xa voi
khi ban triedong thanh va mé rong.

Nghe c6 vé s6m no t6i tan, phai khdng?
Khong hé! Hoan toan khéng phai thé - né
thuec si rat tha vi. Nhung né ciing rit thuc té.
Kinh doanh sé khé khian hon sau khi ban ra

mat thi treong.
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Vi véy, chusn bi tinh thin cho nhitng thtr
ap dén sau khi ra mat 1a mdt didu hop ly. Néu
ban nghi con duong phia trudc tran ngép nang

~va hoa hong, ban s& mét canh gidc. Néu ban

" hifu twong lai sé ra sao, ban c6 thé hinh dung

ra nd va san sang do6i mat v6i nhitng khé khin,

thte thdch. Diém m&u chdt ndm & cach ban x4y

dung ky vong.

Noi tom lai, khoi nghiép thi dé, gift nghiép

méi khd. Gift cho céng ty dimg viing trong

‘mot thoi gian dai khé hon rat nhiéu so véi viéc

ra mat [an dau tién. Vao ngay s mét, tit ca

doanh nghiép méi trén thé gisi déu budc vao

kinh doanh. Vao ngay thit 1.000, chi mt s nho

con tru lai. Sy thyce 1a thé€ Vay nén hay kiém
ch&ban than, dirng voi két luén ring phan khé
khin nhat da 1a qua khi.
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[HA BIEN KICH TONY KUSHNER

lugn viét bing bit may trén nhing
trang gidy vang cd dién, va s@
ding viét khi but hét muc.
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Chuyén nhd hay 13 tan the?

6 mot didu hign nhién rang: Con nguedi
khong thich tiét ché& hoédc loai bo suw
bt binh ctia minh. Mgt khi da c¢6 cam giac 4o,
k€ ca nhitng su phién ha nhé nhit nhat cling ¢6

thé bién thanh mdt cudc hon chién dam mau.

Hay tudng twong ban dang & trong mot
khéch san va may lanh lai bi hong. Ban goi cho
18 tan d& nhic nhé vé né, ho da vang, ho biét
chuyén d6, mét nguoi nao do6 sé dén stra vao
tuan tdi (sau khi ban da roi di). Trong sudt thoi
gian d6, ban phai mé ctra s (nhin xudng duong
phd dbéng duc, 6n-ao) hay sao? Khong mot 1oi

xin 16i, khéng mot thai 6 hai 161 nao.
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Diéu phién phtic nhit bay gio la can phong
o nhiét d6 23 d¢ C trong khi ban thich dinga ¢
nhiét d6 21 d6 C, hom nay b(x)ng nhw ngay tan
thé! Ban d6 mat tia tai gidn di, theé 14 sé viét mot
1a thw gtzi 1én ban quan ly va vii dap khach san

nay bang cach phan hoéi triee tuyén.

Jean-Louis Gassée, nguoi dad ting diéu
hanh Apple & Phap, mé ta tinh hudng nay nhuw
mot si lwea chon gitta hai mat dong xu. Khi ban
lam viéc véi nhitng nguoi dang gép réic rdi, ban
c6 thé rchon méf JChﬁyén nhé” fldéc ch(_;n fnét
“Pay la ngay tan thé”. Cho du ban chon bat ct¢

mat nao, ho ciing sé chon mat con lai.

Nhén vién khach san trong vi du trénrd rang
da chon mat “Chuyén nhd” va két qua la ban
phai chon mat “Day la ngay tdn thé”. Nhung
ho ciling c6 thé dao nguoc lai. Hay twéng tuong
cac nhan vién néi thé nay: “Chung i vd cung
xin 16i. Diéu nay thuc sw khong thé chdp nhan
ndi! Toi hoan toan hifu rang gin nhu khong

thé€ ngu duoc néu cin phong ctia ban quindng
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bitc nhur thé. Néu t6i khong thé€ giai quyét van
dé cho ban vao t6i nay, ban c6 mudn ching t6i
hoan tién va gitp ban tim mot khach san khac
gan day d€ 6? Du thé nao thi, trong khi chiing
t6i van chuea thé dwa ra cdch giai quyét, hay cho
phép chiing t6i glti ban mét chai niede lanh va
mot it kem. Chang t6i that si xin 151 cho s bat

tién nay va sé lam moi tht d€ khac phucndé.”

V&i mot cau tra 10i nhu thé, ban gan nhw bi
budc phai chon mat “Chuyén nho”. Vang, chic

chan, mot it nwde va kem lanh sé that tuyét voi!

Ai ciing mu8n dwoc lang nghe va ton trong.
Thuyc hién viée d6 thuong ciing khong mat mat
gl. Va cho dit cudi cting ban nghi rdng minh
ding hay sai cfing khdng quan trong. Tranh cai
v6i nhitng cam xtc dang bung nd sé chi cham
thém dau vao ltra. Hay gitt diéu d6 trong dau
va cht1 ddng chon mit dong xu vao Ian t6i. Ban

sé chtra lai mat nao cho khach hang ciia minh?
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[lhiing ngay cii tuoi dep

hi méi mot vai nam trude, ching toi lam

G ra rat nhiéu san pham khac nhau. Hém

nay, chiing t6i chi lam duy nhat mt san phém:

Basecamp. Chung t6i tit bd tit ca nhitng thi

khéc, k€ ca hang triéu d6 doanh thu tiém ning,
d€ chiing tdi cd thé tap trung thay vi dan trai.

Cac cong ty thuong thu hep pham vi cung
cdp ctia minh khi ho khéng lam t6t. Ching t6i
hanh dong nguoc lai. Chiing t6i thu hep quy
mo tai thoi di€ém huy hoang nhét. Va ngay
Itc chang t6i giam pham vi hoat ddng, doanh
nghiép tré nén tét hon bao gio hét. Ban hau nhw
rat it nghe ve chuyén cac doanh nghiép thu hep
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mirc d6 tdng truedng, gidm doanh thu. Cac cong
ty thuong duoc khuyén khich phat trién ngay
mot 16n hon mot cach may moc.

Trong nhiéu ndm qua, chung t6i da tro
chuyén véi rat nhiéu doanh nghiép méc ket
trong co ché khong-ngtig-phat-trién. Va trong
khi rat nhiéu nguoi trong s6 ho tihao vé nhiing
gl minh dat dugc, cling con rat nhiéu ngwdi hoi
teong vé nhitng ngay cfi treoi dep cia minh mot
cach luyén ti€c, nhitng ngay khi doanh nghiép
con nho va don gian hon. Nhiing ngay it phuc
tap, rac réi va dau dau.

Chung t6i nghe nhitng doanh nghiép anh
em cia minh hoi tedng vé nhitng ngay cii tweoi
dep cang nhiéu, chang t6i cang nghi: “Tai sao
ho khong tang tredng cham lai va gitt nguyén
mirc quy md ma minh cam thdy thoai mai
nhét?” Bét k€ ap luc la gi, khong c6 luat nao
ép budc nhitng doanh nghiép phai tang truong
nhanh chéng va khong ngtmng nghi. Chi c6 mot
loat nhiing ly luén vé kinh doanh mot cach ngu
ngdc ki€u nhu “Tang truedng hay 1a chét?”

Chiing t6i d3 quyét dinh rang néu nhing ngay
cli qud t8t dep, ching 101 se lam hét sizc minh d&

356




JASON FRIED & DAVID HEINEMEIER HANSSON

gitt viing nh thé. Duy tri mot quy md bén vitng,
trong tam kiém soat. Chiing t01 sé van ting trudng,
nhurg mot cach tie ton va co kiém soat. Chung
t6i & c6 nhftng ngay tuoi dep trong hién tai, chie
_ khong chi nhitng ngay tuoi dep da- qua.

Cho nén, ching toi da quyét dlnh gllI quy

md ‘hoat dong ctia minh cang nho cang tot,
o trong thoi gian cang lau cang t6t. Thay vi tiép
_ tuc phat minh ra nhidu san phdm méi; ganh
'véc thém nhiéu trach nhiém va nghia vu phai

" thyc thi, chiing tdi tAp trung khai thac va giam
nhe khéi long cong viéc, k€ ca trong thoi diém
thuan loi nhat. Thu hep quy md trong thoi
diém thuén loi 1a ding cip thuong thira clia
mot céng ty binh tinh, ddc 1ap va ¢ loi nhuén.
Hbm nay, chiing tbi gidng chinh minh cta

12 né#m treéchon 14 chinh minh ctia 5 nam trude
mdt cach hitu y. Didu d6 that tuyét. Trong subt
qué trinh kinh doanh, ching t6i c§ ging gift
' mitkc loi nhuan déu dén, phat trién loi ich danh
cho nhan vién cta ching t6i, dong thdi tao ra
mt mbi tredng ma tai d6 moi ngudi c6 thé lam

nhitng-céne-vide+6tnhét-cho-swnghiép cia ho.
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VAN DONG VIEN MARATHON NGUD! MAfT
YUKI KAWAUCHI,

.nguei da chign thdng cudc dua
marathon ndm 2018 tai Boston, chi
luyén tap mét 1an méi ngay Vi dang
lam mt .cong viec toan thdi gian
tai co quan nha nudc va vi anh tin
~ tuing va ton trong “gidi han nghin
ddm" tu nhién cla.co thé minh,
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Chon su binh tinh

M 6t doanh nghiép 1a mdt bd sweu tap cac..
su Ira chon. Mdi ngay 1a mét co hdi

méi @6 ra mét lya chon méi, mot Iya chon khac.

Ban c6 dinh tiép tuc d&€ moi nguoi chiém doat
thoi gian clia nhitg ngudi khac? Hay ban sé chon
cach bao vé thoi gian va su tap trung cuaho?

Ban c6 dinh tiép tuc c§ ging nhdi nhét thoi
gian 1am viéc 10 gio mdi ngay va 60 gid mi tudn
cho nhan vién? Hay ban sé va chon mot sd lwong
gi¢y lam viéc hop ly?

Ban c6 dinh tiép tuc thiic ép moi nguoi danh
st chiiycho hang t4 nhiing clige trd chuyén
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linh tinh c& ngay dai? Hay ban sé& giai phéng
moi ngueoi khoi soi day tréi budce ho vao thanh
cudn théng tin va d€ ho tép trung lam viéc mot
cach t6t nhat c6 thé?

Ban c¢6 dinh tiép tuc ky vong moi nguwdi
phan hoi tat ca moi thtt ngay 1ap titc? Hay ban
s€ chon cach suy ngam va xem xét trwdc khi
giao tiép vé mot van dé?

Ban cé dinh ti€p tuc 6t modt s8 tien nhidu
hon s6 tién ban kiém dwoc, hy vong rﬁng mot
ngay nao dé loi nhuan sé ting vot? Hay ban sé&
<chonrcach cong hiénrkhong ngtmyg d6 phattricn
nhitng thit hién hitu cho dén khi dat dwoc con
s6 minh mong mud&n?

Ban c6 dinh ti€p tuc chdng chat thém nhitu
cong viéc va lién tuc tré deadline? Hay ban sé
chon giao cho nhém lam viéc quyén kiém soat
nhitng céng viéc nén duoc hoan tét trong thoi
gian cho phép?

Ban c6 dinh tiép tuc tri hoan cdng viéc ctia
mot ngudi dang lam dang dé va yéu ciu ho
chuyén sang cong viéc khac? Hay ban chon dé
ho hoan thanh nhitng thi minh dang lam trudce
khi chuyén sang c6ng vide k& tiep?
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Ban c6 dinh tiép tuc ndi “Diéu d6 s€ khong
bao git hop v6i doanh nghiép cta ching t6i”?
Ban c¢6 dinh tiép tuc néi “Néu khach hang dién
thoai vao Itic 11 gio dém, t6i phai trd 16i cudc goi
&y”? Ban c6 dinh tiép tuc ndi “Yéu cau mot ai d6
lam viéc khi ho dang trong ky nghi la chuyén
binh thwong”? Hay ban sé chon thay d6i?

Ban lubén c6 quyén lya chon. Va néu ban
khong c6 nang lyc d€ thay ddi voi cap &6 hién
tai ctia minh trong cdng ty, hay tim hiéu cip 46
anh huwong riéng ctia ban. Ban ludn ¢ thé lypa
chon thay d6i ban than va nhitng ky vong ctia
minh. Hay thay ddi cach ban hanh xt véi moi
ngudi. Hay thay d6i cich ban giao tiép. Hay bét
dau bao vé thoi gian ctia chinh ban than minh.

Batkéban dang & trong t6 chitc nao, ltc nao
ban cﬁng c6 thé bat d4u dwra ra nhitng lea chon
t6t hon. Nhitng lwa chon thoat khoi su dién ro
va tién gén hon dén sy binh tinh.

Mot cong ty binh yén chinh la mét lya chon.
Hay chon né.

Cam on cac ban vi da doc cudn sach nay.
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LOi cam aon

Tt Jason Fried:

Gtri t6i gia dinh cta t6i, téi nhitng co hoi
va may mén ma t6i c6 duoc - Toi that may
man vi s& hitu nhitng diéu tuyét voi nay.
Yéu thwong va cdm on ca nha v6 cing.

Tt David Heinemeier Hansson:

Gtii téi Jamie, Colt va Dash vi tinh yéu
thwong ctia moi ngudi da dem t6i cho t6i
su kién trl va géc nhin dé€ tim thay si binh

yén trong cong viéc.
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