11A- Managing time for maximum results

Called the Father of Modern Management the great Peter
Drucker said that until we can manage time, we can manage
nothing else. So how are we doing? Research says that
workers spend an average of 1.7 hours doing...nothing. It's
time to do better. Mark Sanborn can help. Mark Sanborn is a
specialist and top author on leadership and managing effective
business relationships. He's also one of the youngest people
ever inducted into the professional speakers' hall of fame.

Listen as Mark Sanborn discusses the steps of managing time
for maximum results. You can't put more time in your life but
you can put more life in your time. [ mean we all have the
same number of hours, minutes and seconds in every day and
it's sobering to think about the fact that the richest people on
the planet have no more time than you and I. It's not about
how much time you have, but how you use it. It's about
managing your time in such a way that you can maximize not
only your own professional results but your personal
enjoyment and the success that you achieve. Now I don't
know how you like to relax but my friend, Bill, who's a pretty
driven guy, he likes to feed birds. I mean he finds it
therapeutic to watch birds feed.

A few years ago he moved into a new house on the edge of a
wooded area and the first weekend that he lived there he put a
bird feeder up in the backyard and filled it with feed. Now
before the sunset that night, that first weekend, that first day,

11A- Quin li thoi gian dé dat dwoc hiéu qua tdi da.

Peter Drucker, Cha d¢ cua nganh Quan tri thoi hién dai, dé ting
noi rang ching ta khéng quéan 1y dwoc diéu gi ca néu khong quan
ly duoc thoi gian. Ma chung ta dang quan ly nhu thé nao? Theo
két qua nghién ctru, binh quan mdI ngudi lao dong co dén 1,7 gio
nhan roi... trong mot ngay lam viéc! ba dén luc phai cai thién tinh
hinh. Mark Sanborn c6 thé gitip chiing ta. La mot chuyén gia va
tac gia viét sach rat duoc wa chudng vé lanh vuc ngh¢ thuat lanh
dao va quan Iy hiéu qua cac mbi quan hé kinh doanh, Mark
Sanborn 1a mot trong nhitng nguol tré tudi nhat timg dugc vinh
danh tai Sanh dudng Danh vong danh cho céc dién gia chuyén
nghiép.

Hay ling nghe Mark Sanborn trinh bay céc budc thuc hién qua
trinh quan 1y thoi gian dé dat thanh qua tdi da. Chung ta khong thé
tao thém thoi gian, chi co thé tan dung thoi gian ma ching ta hién
c6 trong doi. Noi cach khac, tat ca chung ta déu co sb gio, phit,
gidy han dinh mdi ngay. That sang sudt khi nghi dén mot thyc té 1a
nhirng ngudi gidu nhat hanh tinh ciing khong c6 nhiéu thoi gian
hon t6i va cac ban. Va van dé khong phai 1a chung ta c6 bao nhiéu
thoi gian, ma 1a ching ta s dung no ra sao. Vén dé 1a ching ta
nén quan ly thoi gian nhu thé nao dé co thé phat huy t6i da nang
suit lam viéc, dong thoi tin hudng niém vui thu cta ban than doi
v6i nhitng thanh qua ma minh da dat duoc. To6i khong 1 cac ban
thu gian nhu thé nao, nhung Bill, ban t6i, mot anh chang kha ning
dong, rat thich thu gidn bang cach cho chim an. Ddi voi anh ay,
ngdm 1i chim 4n 1a mét lidu phép thu gian.

Vai nam trudc, Bill chuyén dén ngéi nha méi canh mot khu rimg
cdy ram rap. Ngay tudn dau tién sdng tai d6, anh ay dit mot mang
an & san sau va do day thic an cho Iii chim. Va chiéu hom 4y, budi
chiéu cudi tudn dau tién & ngdi nha mai, Bill thiy 1i soc nhay nhot




squirrels were swinging off the bird feeder, eating the feed,
scaring the birds away. Now Bill's not a violent guy but for
the next two weeks he declared war on squirrels. Now if
you're a member of PETA, no squirrels were harmed. You
need to know that Bill did everything short of harming the
squirrels to keep them out. Since the bird feeder was on a steel
post, the first thing he did is he greased the post.

You know, he figured the little rat-like rodents would slide
right off. Now if you know anything about squirrels they
didn't slide off. As a matter of fact, after two weeks nothing
Bill did kept the squirrels from getting into the bird feeder.

In desperation he went down to the local hardware store. He
found this ugly steel contraption with a wire mesh wrapped
around it and it was called the squirrel-proof bird feeder.
Guaranteed, $49.95. He bought it, took it home, put it up in
the backyard. He filled it with feed. That night squirrels were
swinging off the squirrel-proof bird feeder eating the feed,
scaring the birds away. Now Bill's really angry. He rips down
the squirrel-proof bird feeder. The next day he takes it back to
the store. He demands a refund. The store manager said, Hey
buddy, calm down. I could have told you when you bought it
there was no such thing as a squirrel-proof bird feeder. But
Bill says, "Now wait a minute. You mean to tell me we put
people Into space on a regular basis, we can communicate
anywhere in the world via satellite in a matter of
microseconds.

Are you trying to tell me that a rodent with a brain the size of
a pea is able to outsmart our greatest scientists' and engineers'
efforts to design and manufacture a squirrel-proof bird feeder?
is that what you're trying to tell me?" The store manager said,

quanh mang, nhon nho chén thirc dn va duéi 1 chim bay di. Du
khong phai la nguoi tho bao, Bill da quyet dinh tuyén chién véi
soc sau hai tuan quan sat tinh thé. Thuc té, Hiép hoi Bao vé Dong
vat khong cho phép lam hai tha hoang. Chung ta can phai biét diéu
d6. Vi thé, Bill phai tim cach xua dudi lii soc nhung khong lam
chung bi tdn thuong. Do mang an dugc dat trén mét thanh try
bang thép, cach dau tién ma Bill thyuc hién 13 thoa diu nhon 1én
thanh tru. Anh ta cho rang ddu nhon sé& khién 1& gdm nham 4y
khong tréo 1én méang. Thyc té, cach 4y khong lam cho lii soc nao
nung. Hai tuan trdi qua, Bill thir moi cach nhung van khong sao
ngan dugc 1i séc chiém giit mang an ciia chim.

Tuyét vong, anh iy dén ctra hang kim khi tai dia phuong, va tim
thiy mot khi cu b?mg thép c6 mat luoi kim loai quin quanh. Puogc
goi la "mang an chong soc", khi cu ay c6 gia 49,958, c6 bao hanh.
Anh 4y mua khi cu ay mang vé nha, dit no ¢ sin sau roi do thuc
an vao d6. Chiéu hom 4y, bon soc tung ting quanh "mang an
chdng soc" dy, chiing chén thirc an trong mang va dudi lii chim di.
Bill tirc gian dén murc xé toat mét ludi cua khi cu éy. Hom sau, anh
ta mang no trd lai cira hang, doi hoan tién lai. Nguoi quan 1y cira
hang bdo: "Binh tinh di, anh ban! Trudc khi anh mua no, 1€ ra t6i
nén néi rd rang chiang c6 loai mang in nao thuc su an toan véi 1
soc ca!" Bill khong ddng tinh. "Xin phép ngit 15i... O thoi dai nay,
chung ta c6 thé dua nguoi 1én khong gian, lién lac v6i nhau & bat
ctr noi ndo trén thé giGi chi trong vai phan triéu gidy thong qua hé
thong vé tinh.

Thé ma ong cho rang i gdm nhim c6 bd ndo chi to bang hat dau
lai c6 thé khién cho cac nha khoa hoc va ky su tai gio nhét cua
chung ta phai bo tay khi tim cach thiét ké va san xuat mot mang an
khién ching phai tranh xa u? Phai ching d6 1a diéu 6ng mudn noi




"Yeah. I'm just not taking as much time o tell you." So Bill
says, "Alright well give me my money back but explain this to
me." The store manager said, "Sir, let me ask you two
questions.

The first question. How much time have you spent on average
each day for the least two weeks trying to keep the squirrels
out of your bird feeder?" Bill thinks about it for a minute and
he says, "On average probably, uh, 10-15 minutes a day." The
store manager said, Yeah that's what I thought.

He said second question. How much time do you think the
squirrels have spent each day trying to get in? The answer?
Every waking squirrel moment. I actually researched
squirrels. Listen to this. Squirrels are unique in the animal
kingdom in that they spend 98% of their waking time foraging
for food. Squirrels are further unique in that they would rather
eat then procreate. They'd rather forage than fool around. This
is the focus of the squirrel. And by the way, [ was telling this
story a number of years ago in Tulsa, Oklahoma. I get to this
point in the story, a woman in the third row jumps up and says
I must be a squirrel. I can still see her face.

But I mean that's great news for you and I, not the woman in
Tulsa. The great news for you and I as leaders and managers
is that focused attention beats brains and brawn every time.
And if you want to manage your time to maximize results, it's
about focusing your attention. Technology is wonderful.
Strength is marvelous. Education is great but the most
successful people are not only those people who were able to
focus their time, but they're able to create shared focus with

v6i t6i? Quan 1y cira hang dap: "Vang. S& khong mat qua nhiéu
thoi gian dé giai thich diéu d6 dau!" Nghe thé, Bill lién bao:
"Puge rdi, hay hoan tién lai cho toi roi gidi thich cho t6i rd vi sao
nhu thé. Quan Iy ctra hang giai thich: "Cho phép t6i hoi anh 02 cau
hoi.

Cau hoi thtr I: Anh d3 danh ra bao nhiéu thoi gian binh quan moi
ngay trong sudt it nhat 1a 02 tudn dé xua dudi li soc khoi mang in
danh cho chim?" Bill suy nghi mot lac rdi tra 16i: "Tinh trung
binh, ¢6 thé 1a khoang 10 - 15 phut mdi ngay." Quan 1y cira hang
néi: "Téi cling doan nhu thé.

Cau hoi th II: Theo anh, 1ii séc danh ra bao nhiéu thoi gian moi
ngay dé tim cach tiép can mang an?" Céc ban biét cau tra 10 hay
khong? Toan bd thoi gian tinh thire ciia chung. Toi da nghién cuu
vé loai séc. Cac ban nén biét rd diéu nay. Soc 13 loai doc dao trong
thé giéi dong vat. Chiing danh dén 98% thoi gian tinh thire dé tim
kiém thtrc an. Va dic biét 1a chiing thich an hon 1a giao phdi va
sinh san, thich tim kiém thirc an hon 14 tan tinh nhau. An 14 tiéu
diém hoat dong cua ching. Vai nam trudc, co 1an toi ké cau
chuyén noi trén tal mot budi thuyét trinh & Tulsa, Oklahoma. Luc
t6i trinh bay dén doan nay, mot ngudi phu nit ¢ diy tht ba dimg
1én va bao rang: "Tbi phai 1a mot con soc!" Toi van con nhd rd
guong mit ¢ ay.

T6i mudn ndi rang ddi véi toi va cac ban, khong phai dbi voi
nguoi phy nir 4y, véi tu cach 1a nhitng nha quan 1y va lanh dao,
rfing su cht tam tron ven c¢6 kha nang kich thich cac bép covabd
ndo & moi thoi diém. Vi thé, néu mudn quén 1y thoi gian dé dat
thanh qua toi da, chung ta can phal biét cha tim dung muc tiéu.
Cong ngh¢ thi phi thuong, sttc nguoi thi ky di¢u, gido duc thi tuyét
voi, nhung nhimg nguoi thanh dat nhit 1a nhirng nguoi khong chi
biét sir dung thoi gian ctia ho ma con co thé tao ra tiéu diém chung




the people that they lead. My formal education is in
economics. That's my degree. Most people think that money is
a resource and certainly money can be used as a resource but
it is not a primary resource.

There are really only 3 resources that any manager, any
leader, any person ever has. Those 3 resources are number
one, their time. Number two, their expertise. And number
three the time and expertise of the people on their team.

To the degree that you can focus your time and expertise and
the time and expertise of others, to that degree you'll be able
to create incredible results. The problem is most managers
never check to see if their team is truly focused. More
tragically, many managers themselves lack focus. And they
exert a great deal of effort and accomplish very little. So if
we're going to manage our time correctly we need to begin
with the fundamentals of focus and I believe there are
basically six things to keep in mind.

And the first is this. Everyone is focused. They're focused on
something. The problem is are they focused on what they
need to be doing? Are they focused on their home life? Are
they focused on their worries and their concerns? Are they
focused on how to get ahead and not necessarily how to create
results? Everybody is focused. It's about directing that focus.

dé dinh hudéng hoat dong va nd luc ciia doi ngii nhan vién. Thyc
té, toi dugc dao tao va dugc cap hoc vi chuyén nganh kinh té. Hau
hét moi nguoi cho rang tién bac 1a mot nguon tai lyc. Va chic
chén 1a tién bac c6 the dugc sir dung nhu mot ngudn tai lyc, nhung
d6 khong phai 1a ngudn chu yéu.

Thuc té, c6 03 ngudn tai lyc ma bat cir nha lanh dao, quan 1y hay
c4 nhan nao déu can dén. Ba ngudn tai luc iy bao gdm:1. Thoi
gian cua ban than, 2. Nang lyc chuyén mon cta ban than.Va 3.
Thoi gian va nang lyc chuyén moén ctia do1 ngli nhan vién.

Néu co thé tap trung str dung thoi gian, nang lyc chuyén mon cia
ban than cling nhu cta dji ngii nhan vién mot cach hiéu qua,
chung ta s& co kha nang tao ra duoc nhitng thanh qua phi thuong.
Van d¢ 1a hau hét cac nha quan Iychang bao gio tim hiéu xem
nhan vién cua ho co6 thuc sy cha tam vao cong viéc hay khong. T¢
hon nira, nhleu nha quan 1y khong tap trung quan ly thoi gian cua
ban than. Ho nd luc rat nhidu nhung dat dugc thanh qua rat it. Vi
thé, néu mudn quan 1y thoi gian dé dat thanh qua tdi da, chung ta
can phai bit dau tir cac quy tic co ban vé kha ning tap trung. Ban
than t6i tin ring chung ta can ghi nhé 06 nguyén tic co ban nhu
sau.

Nguyén tic thir I 1a: Ai cling cht tAm ca. Ai ciing chil tim vao mot
diéu gi d6. Van dé 1a ho chu tim vao diéu gi, c6 chu tim vao viée
can phai l[am hay khong? Hodc gid, ho dang chi tam dén viéc nha,
dén nhirg mdi lo toan trong doi séng ¢4 nhan ctia ho? Hay ho
dang chu tim dén viéc thang tién ma khong can chi tAm dén két
qua 1am viéc? Ai cling chu tdm ca! Van dé 1a sy cha tAm dy can
dugc dinh hudng.




And that brings me to my second point and that is that we
can't assume that the people on our team are focused on the
right things. It's hard to believe but some years ago [ had a
client who shared a story about a woman on an assembly line
that was turning out products at a 93% defective rate. That
means of the products that came off her line, 93% did not
meet quality standards. When it was discovered, her manager
said, "Why didn't you say anything?" And her response, hard
to believe is, Nobody asked. Because nobody asked, she
assumed that her focus was correct. Focus is about being sure
you're doing the right things in the right ways and creating the
right results.

The third fundamental of focus to manage time and maximize
results is this. What you allow, you condone. People do things
and if you don't say anything they figure that that's approval
or consent by silence. Now it may bother you and you and
you might figure that over time they'll figure out they
shouldn't be doing it. But if you allow it, you condone it. If
you condone it, they'll keep doing it. We need to be very clear
on the things people are doing that are an ineffective or
inefficient focus of their time.

Number four. What you celebrate, you encourage. Celebration
focuses attention. What gets attention gets done. What we
celebrate gets continued. And very often just as silence
suggests approval, celebration focuses on the good that people
are doing and should keep doing.

Vi thé, can ghi nhé nguyén tac thir II: Ping cho rang cac nhan
vién ctia chung ta ludn chu tim vao nhiing diéu thich dang. Vai
nam trude, ¢ mot vi khach hang da ké cho toi nghe mot cau
chuyén kho tin nhung c6 that vé mot nix cong nhan tai mdt day
chuyén san xuat di cho ra cac san pham c6 ty 1¢ sai sot 1én dén
93%. Noi cach khéc, 93% s san pham di qua day chuyén cia co
ay khong dat cac tiéu chuan chat luong. Khi phat hién ra, vi quan
dbc hoi co ta: "Tai sao cd khong bao céo gi ca?" That kho tin 13 ¢6
ay d4 tra 10 rang: "Boi vi chang c6 ai hoi t6i ca!" Boi 18 khong co
ai hoi dén, ¢b ta chi cha tam vao phén viéc cua minh ma thoi!
Thuyec ra, cha tim 13 dé dam bao riang chung ta s& lam nhitng diéu
dung din theo cac phuong cach thich hop va tao ra nhitng thanh
qua tot dep.

Nguyén tac thir 111 trong cong tac quan ly thoi gian dé dat thanh
qua t6i da 1a: Cho phép diéu gi, hiy dung thtr diéu d6. Néu chung
ta khong co ¥ kién gi khi thay nhan vién lam ra diéu gi 40, ho sé&
cho rang "im lang 1a dong ¥", mic du chung ta khéng vira ¥ va cho
réng dan dan ho s& nhén ra d6 1a diéu khong nén lam. Hay nhé
rang: Cho phép diéu gi, hay dung thtr diéu d6. Va néu chung ta
dung thtr, nhan vién s& tiép tuc lam nhu thé. Chung ta can xéac dinh
r0 nhitng viéc ma nhan vién thuc hi¢n trong tinh trang thiéu sy tap
trung quan ly thoi gian mét cach hi¢u qua.

Nguyén tic thir IV: Biéu dwong diéu gi, khuyén khich diéu do.
Biéu dwong thu hut sy cha y. Biéu duoc cha ¥ s€ duogc thyc hién.
Diéu dugc biéu duong s€ dugc duy tri. Cling gidng nhu im lang
thuong dugc xem 13 dong \A biéu duong viéc 1am dung dén thuong
dugc moi ngudi cha y va c¢o lam theo.




The fifth point. Don't ever expect what you don't inspect.
Very often we find out too late that what we thought was
being done wasn't. Recently in my office we found out we had
a service contract that had supposedly been terminated two
years ago and I was being billed on a monthly basis but didn't
know it because I thought the administrative assistant had
done what I'd asked her to do. And lacking that follow-up, the
old cliché of inspect what you expect, I continued to pay for a
service that I wasn't receiving.

And finally, number six. When it comes to focus, behavior is
always believed over words. That's why the old phrase is
monkey see, monkey do. Not monkey hear, monkey do. I
think in management and leadership sometimes we think if we
just say it enough people will get it. But people are listening
to our words and watching our behaviors. That means it's
incumbent upon us to be as focused as we expect those we
lead to be. If focus is key, if it's more powerful than brains or
brawn or technology, what keeps us from being focused? The
number one killer of focus is distraction. Distractions are
deadly.

Nicholas Carr, the author, says that as a species we're
inherently in love with distractions. And I'm not sure why that
is. Maybe it's because at one point in our development
distractions served us well. We were always alert to the
potential of danger or something going on that needed our
attention. The problem is today there's very little actual
danger in the workplace and as a result, the distractions
continue and we continue to focus on them rather than the
important work to be done.

Nguyén tiac thir V: Dimg mong doi két qua khi ban khong kiém
tra. Nhitng ky vong bat thanh thuong dugc phat hién khi da qua
mudn mang. Vua qua, van phong cua chung t6i phat hién mot hop
ddng dich vu 18 ra phai dugc thanh 1y 02 nam vé trude. Noi cach
khac, o1 da chiu thiét chi phi dich vu hang thang trong sudt thoi
gian 4y ma khong hé biét, chi boi vi toi cho rang ¢6 trg ly hanh
chinh da thanh ly hop dong ay theo yéu cau cta toi. Khong theo
ddi va kiém tra két qua dung bai ban, t61 dé chi tra cho mét dich
vu ma minh khong duoc cung cép sudt 02 nam troi.

Cudi cing, nguyén tic thir VI: Dén thoi diém can cha tam, thai do
ludn duoc tin tudng hon 101 ndi. C6 cau thanh ngir 1a: "thiy sao,
lam Véy" (monkey see, monkey do), ching phai 1a "nghe sao, lam
vay". Trong cong tac quan ly va lanh dao, doi khi chung ta cho
rang chi can chi cdn no6i di néi lai nhiéu lan, nhan vién s& hiéu
dugc thong diép cua chung ta. Nhung nén nhé rang nhan vién
khong chi lang nghe ma con quan sat ching ta. Diéu d6 c6 nghia
la ching ta can phal cha tam g xtr theo cach ma chiing ta mong
doi tir 461 ngli nhén vién. Xét rﬁng chu tam la yéu t6 then chdt va
thiét yéu hon ca bd ndo, co bip hay cong ngh¢, diéu gi khién
ching ta khong thé chu tam? Ddi voi sy chi tAm, xao lang 12 sat
thi s6 01 va céc tinh hudng xao lang 1a tham hoa.

Nha vin Nicholas Carr timng néi rang loai ngudi chiing ta von ning
10ng véi su xao lang... T6i khong hiéu vi sao dng ay lai noi thé.
C6 1€ vao mét thoi diém nao d6, su xao ling da timg gop phan vao
qua trinh phat trién cua ching ta. Con nguoi luén canh giac vol
cac moi nguy hiém tiém tang hodc cac dién bién ciia sy viéc can
dén sur luu tam theo doi. Van dé 1a moi truong lam viéc ngay nay
c6 rét it hlem hoa thuc su. Vi thé, cac tinh hudng gay xao lang co
co hoi ton tai va chung ta c6 xu huéng chi tam dén cac tinh hung
ay thay vi chii tim dén cong viéc.




Distractions happen to the average knowledge worker every
11 minutes. Whatever task they're working on, a distraction
arises to remove their focus from that task. What's even more
telling is that it takes on average 20 minutes for that person to
return their attention to the task at hand which means they'll
have a second distraction before they can refocus. So the
question is how do we deal with distractions successfully?

Well first, let's be very clear that often we confuse the
important and the relevant with the interesting and the
enjoyable. When you get a phone call, it may not be relevant
and it may not be important but there's always the chance that
it'll be somebody you wanted to hear from, somebody that you
wanted to talk to. And when that little chime goes off and the
email comes into your email box, there's always a chance that
it's not work related but may be an invitation to a really great
party that weekend. So don't ever confuse important and
relevant with enjoyable and interesting because that's the trick
that our minds play on us and makes us follow distraction
rather than staying focused.

The research is pretty clear now that multitasking is probably
a myth. Rarely does anyone do anything well when they add
another activity on top of it. We think we can carry on a
conversation, check our email, write a report and do all three
simultaneously and get more done in less time and the reality
is, is that we're giving short-shrift to each of the three
activities. Increasingly we believe that singular focus, the
ability to stay focused and to avoid distractions is critical for
getting more results and putting more life and more results

D6i v6i gidi lao dong tri thire, cac tinh hudng gy xao lang xay ra
v6l tan sudt binh quan la 11 phut mot lan. Cho du ho dang lam
cong viée gi, tinh hudng gdy xao lang phat sinh s& khlen ho khong
con cha tam 1am viée. Diéu dang noéi hon, ho phai mat trung binh
14 20 phat méi c6 thé tap trung tro lai v6i phan viée dang lam.
Diéu d6 c6 nghia 1a ho phai trdi qua giai doan xao lang tht hai méi
c6 thé khoi phuc sy cht tAm tron ven. Vay ching ta phai lam gi dé
xur 1y tinh trang xao lang mot cach hi¢u qua?

Trude tién, hiy thang thin nhin nhan rang chung ta thuong 13n 16n
nhitng diéu quan trong va thich dang véi nhimg diéu tha vi va ua
thich. Khi ching ta nhan duoc mot cude goi, co thé 1a no khong
thich dang, c¢6 thé 1 n6 khong quan trong, nhung ludn c6 kha nang
1a cudc goi 4y dén tir ngudi ma ban mudn nghe noi va tro chuyén.
Dt cude goi, ching ta tim thay mot email dén hop thu ctia minh,
c6 thé n6  khong lién quan dén cong viéc, nhung ludn c6 kha nang
1a email & ay ‘mang dén mot 161 moi goi hop mat hay tiée tung cubi
tudn. Vi thé, dimg bao gio 14n 16n nhitng diéu quan trong va thich
dang voi nhimg diéu thi vi va ua thich. Béi 18 d6 1a tro dua tai
quai ma y thirc ciia chung ta bay ra dé 16i kéo chiing ta ra khoi
trang thai chu tAm, sa da vao cac tinh hudng giy xao lang.

Két qua nghién ctru cho thiy rd rang kha niang thyc hién nhiéu
viéc cung mot luc chi la huyén thoai. Hiém c6 ai lam tot bat clr
viéc gi dudi ap luc thuc hién mot cong viéc khac. Ching ta clr
nghi réng minh c6 thé tra 161 dién thoai, kiém tra email, viét bao
c40, 1am ca ba phéan viéc ay trong cing mot luc dé tiét kiém thoi
gian. Thuc té 13 chung ta chi "luét qua" timg phan viéc mot cach
vOQi va va hoi hot. Hién nay, con nguoi ngay cang nhan thuc rd
rang rang duy tri kha nang chil tim vao mot muc tiéu duy nhét va
khong xao lang 13 yéu t thiét yéu dé tan dung thoi gian va phat




into your time.

Let's talk about the kinds of distractions that you typically
encounter.

The first kind of distraction is neither important nor
actionable. In other words, whatever you're working on will
not be impacted whatsoever by the distraction and there's
nothing you could do about the distraction to begin with. In
other words, it's neither important nor relevant.

The second kind of distraction is the kind that is important but
not actionable. It's the kind of thing that you need to file for a
later date or future use. But again, we tend to like to interrupt
ourselves to take current action and thus be distracted rather
than delay taking future action.

The third kind of distraction is important but actionable in the
future versus important but not actionable at all. This is
something that we may need to do but we don't need to do it
until a future date.

And finally, the fourth kind of distraction is both important
and actionable. In other words, it's urgent or time sensitive.
Now kind of a silly but very good example would be a fire
alarm. When the fire alarm goes off, that's an example of a
relevant, actionable interruption or distraction that should be
acted upon immediately. But the reality is there are far fewer
fire alarms than we pretend. And the ability to stay focused on
a task at hand is critical. The question is how do you do it. I
want to give you today in this session 3 or 4 things that you
can do to deal with distractions in advance or when they
occur.

huy t6i da cac thanh qua trong cudc song.

Bay gio, hiy noi vé cac loal tinh hudng giy xao lang dién hinh ma
ching ta thuong gép trong doi.

Loai dau tién bao gém cac tinh hudng khong quan trong va khong
cap thiét. N6i cach khac, moi hanh dong theo dudl cac tinh huong
nhu thé s& khong mang lai bt cr tac dong nao dang ké, va ching
ta khong co co s¢ thoa dang nao dé khoi sy hanh dong trong
nhirng tinh hudng y. N6i cach khéc, d6 1a cac tinh hudng khong
quan trong va khong thoa dang.

Loai tht 11 bao gom céc tinh huong quan trong nhung khong cap
thiét. Noi cach khac, d6 1a nhitng van dé can phai duoc luu lai dé
xur 1y sau. Tuy nhién, ching ta lai thich tach minh ra khoi cong
viéc dang lam dé xur 1y chiing ngay. Khi 4y, ching ta bi xao lang
chi vi khong chiu tri hoan hanh dong.

Loai III 1a cac tinh hudng quan trong va cap thiét trong tuong lai,
d01 nghich véi loai tinh huong quan trong nhung hoan toan khong
cap thiét. D6 1a nhitng van dé khong nhat thiét phai duoc xtr Iy cho
dén mot thoi diém cu thé trong tuong lai.

Va cubi cung, loai thir IV bao gom cac tinh hubng quan trong va
cap thiét. D6 1a cac tinh huong khan cép va phu thude vao yeéu t6
thoi gian. Mot thi du dién hinh cho loai tinh hudng nay 1 bao
dong hoa hoan. Khi tin hiéu bao chay phat ra, d6 la tinh hudng gay
xao lang va gian doan cong viéc can phai hanh dong va xur Iy thoa
dang ngay 1ap tirc. Thyc té, cac tinh hudng khan cp nhu thé hiém
khi xay ra so voi mirc do ma ching ta thuong gia dinh. Vi thé, duy
tri kha nang chi tdm vao cong viéc dang 1am van rat can thlet Vian
dé 1a phai duy tri bang cach nao. Trong budi hoc nay, t6i mudn
gi6i thiu véi cac ban mot sd bién phap kiém soat cac tinh hudng
gay xao lang trudce khi hay ngay khi ching xay ra.




And I think the most powerful one is this. Avoid all the
distractions you can. The question is how do you do that. I'm
a big believer in two techniques:

The first is blocking time. If a task or a project is important,
schedule it. Give it time on your calendar and make sure that
your assistant or your team or your colleagues know this is
not to be interrupted time. You've blocked time specifically
for working on that task.

The second thing that you can do if you want to avoid
distractions is to work behind closed doors with a sign that
simply says please do not interrupt. The problem is, is we live
in a culture that values accessibility over accomplishment and
sometimes that accessibility that we allow others to have to
our time and our schedule keep us from getting important
work done. So to the degree you can, avoid distractions. If
you can't avoid them, then ignore them.

The phone rings during a performance review. If you must
answer simply say I'm sorry I can't talk right now. I'm in the
middle of a performance review. I'll get back to you. The
problem arises not when the distraction occurs but when we
respond to it. And finally, for those rare distractions that really
are actionable and urgent, act upon them and then refocus.

In other words, take a break to do what needs to be done and
as soon as possible return to the task at hand.

Theo t6i, diéu quan trong nhat 1a: C6 ging né tranh moi tinh hudng
gy xao lang. Van dé 12 nén né tranh nhu thé nao. Toi rat tin tudéng
02 bi¢n phap sau day:

Thir I: Khoa chat thoi gian D6i véi mot phan viée hay du an quan
trong, hay 1én lich ké hoach thyc hién. Hay an dinh thoi han thyc
hién n6 va dam bao rang tro 1y, d6i ngii nhan vién hay dong
nghiép cua chiing ta biét rd d6 1a khoang thoi gian khong thé ngat
ngang. D6 1a cach khoa chat thoi gian dé tién hanh mot phan viée
cu thé.

Bién phép thu II ¢6 thé ap dung dé tranh cac tinh hudng gay xao
lang 1a lam viéc sau cac canh ctra khép, treo bang ghi r3: "Xin
ding quiy ray." Van dé ¢ day 1a chung ta séng trong mot moi
truong van hoa danh gia kha ning tiép can cao hon thanh tich thyc
hién. DBoi khi ching ta cho phep nguoi khac tiép can va chiém
dung thoi gian cua chung ta, quay roi ke hoach thyc hién cac phan
viéc quan trong ma ching ta can hoan tat. Vi thé, chung ta can
phai nd lyc né tranh cac tinh huéng gay xao lang. Va néu khong
thé nao né tranh, hay phét 10 chung.

Khi chudng dién thoai reo giita budi hop danh gia thanh tich hoat
dong, néu phai tra 10, chi can noi rang: "Xin 16i, lic nay toi rat
ban ron vdi cudc hop danh gia thanh tich hoat dong. T6i s& goi lai
sau." Van dé khong phat sinh khi cac tinh hudng gy xao lang xay
ra, chi phat sinh khi chiing ta phan tmg trudc cac tinh hudng ay.
Cudi cung, dbi voi cac tinh hudng xao lang thudc loai cap thiét va
c6 co s& hanh dong, hay xur ly chung va tap trung trd lai véi cong
viéc.

N6i cach khac, hiy tam thoi roi bo cong viée dé giai quyét tinh
hudng can xir 1y roi nhanh chong quay tré lai véi cong viée con do
dang.




Three resources.

1.Your time,

2.your expertise, and

3.The time and experience of your team.

The big enemy -- distractions and interruptions. Let me give
you a technique that you can use with your team to not only
be focused but to get them laser-like focused as well.

The first step is this. Identify your MVP activities. Now in
sports, we know that MVP stands for most valuable player. I
use MVP differently. I use it to stand for most valuable and
profitable activities. You and I both do 173 different things
every day. The problem is 165 of them don't count. I'd like
you to make a list of your 6 to 8 most valuable and profitable
activities.

That is to say of all the things you do every day, what are the
6 to 8 things that give you the biggest payback on your
investment of time and expertise. When I first did this
exercise some years ago, it took me two weeks to come up
with my list. Oh, by the way, 6 to 8 are not a magic number. I
believe it's probably in the 6 to 8 range, certainly no more
than 10 and probably no fewer than 4. But 6 to 8 is, from
experience, a number that works for most people. It took me
two weeks to come up with my list. Today, many years later,

I'm down to 4. I'm able to say to my administrative assistant,
these are the 4 things that allow me to create the most
contribution to my business. Your job is to help keep me
focused on spending the majority of my time on those

Chung ta c¢6 03 nguon tai lyc:

1. Thoi gian cua ban than,

2. Nang lyc chuyén mon cua béan than, va

3. Thoi gian va kinh nghiém cua nhan vién.

Ké thii 16n nhat ctia chung ta 14 cac tinh hudng gy gian doan va
xao lang. C6 mot ky thuat ma chiing ta ¢ thé ap dung dé gitp doi
ngll nhan vién van dung thoi gian va nang luc chuyén mon cua ho
vao cong vi¢c voi su tap trung cao do.

Budge dau tién cia ky thuat éy la: Xac dinh cac hoat dong MVP
ctia ban. O lanh vuc thé thao, MVP c6 nghia la van dong vién co
gia tri nhat. T6i sir dung cum tir MVP véi ¥ nghia khac. Cac hoat
dong MVP la cac hoat dong c6 gia tri va loi ich cao nhat. Hang
ngay, moi nguoi trong sO ching ta déu thyc hién 173 hoat dong
khac nhau. Van dé 1a 165 hoat dong trong s6 d6 thuong khong
duoc luu tam tinh dén. T6i mudn cac ban 1ap ra mgt danh muc bao
gdm 06 dén 08 hoat dong trong ngay cé gia tri va loi ich cao nhat.

Néi cach khac, trong s6 nhitng hoat dong ma cac ban thuong lam
trong ngay, hiy néu ra 06 dén 08 hoat dong mang lai phan dén dap
16n nhét cho thoi gian va nang luc chuyén mén ma cac ban da bo
ra. Khi t6i thyc hién bai tap nay khoang vai nim vé trudc, t6i phai
mét 02 tudn méi co thé hoan tit danh muc éy. A, nhan tién cling
Xin n6i 16 "06 dén 08" ching phai 1a con s6 ky diéu gi ca! Chi boi
vi t6i cho rang d6 1a pham vi hop 1y, chic chin 1a khong thé qua
10 va c6 thé khong it hon 04 phan viéc nhu thé. Kinh nghiém cho
biét "06 dén 08" 1a pham vi phd bién ddi v6i nhiéu nguoi. Xin
nhéc lai: Toi phai mat 02 tuan méi c6 thé hoan tit danh muc ay.
Cho dén nay, to1 rut lai con 4 hoat dong. Hién tai, to1 co thé noi
v6i vi trg 1y hanh chinh cua minh réng do6 1a 04 hoat dong cho
phép t6i tao ra phan dong gop lon nhat cho cong viéc kinh doanh
ctia minh, rang cong viéc ciia ¢ Ay 1a gitp t6i tap trung phan 1on
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activities. So number one, once you know what your 6 to 8
MVP activities are, number two even harder, spend 60 to 80%
of every day doing them. Now here's how you can tell I'm not
a motivational speaker. If | was a motivational speaker I'd say
spend 100% of every day on your MVP activities. Now why
don't I say that? Because I live in the same world you live in.

Things happen -- crises, interruptions, urgencies, emergencies.

We do not control completely our time. That gives you 20 to
40% of your time to deal with the distractions and
interruptions you can't avoid or ignore.

And if you could spend 60 to 80% of every day on your top
MVP activities, you would be astounded at the results you
would be able to produce. Now those first two steps will help
you become more focused. The question is how can you get
your team focused? The third step is ask each member on
your team to make a list in rank order of their 10 MVP
activities. Simply say to them of all the things you do, that
you've been hired to do here, what are the 10 things, number 1
being most important, number 10 being least important that
you believe we pay you to do. After they've made their list,
schedule a time to sit down with them and then bring the list
that you've made for them. In other words, I'd like you to
think about each person on your team and say of all the things
they could or should be doing, what are the 10 most
important, again in rank order. Because you see the outcome
of this meeting is a shared list to make sure that the number 1
on their list is the number 1 on your list.

thoi gian va cong sure cua minh vao 04 hoat dong éy. Xin nhéc lai,
budc dau tién 1 xac dinh 06 dén 08 hoat dong MVP ctia ban than.
Budc thir IT kho khan hon: Hay danh ra 60-80% thot gian m6i
ngay dé thuc hién cac hoat dong ay. Nghe thé, c6 ngudi cho rang
t61 khong phai la mot dién gia chuyén vé lanh vuc dong Vlen Néu
1a mot dién gia vé lanh vuc dong vién, 18 ra t6i phai noi: "... danh
ra 100% thoi gian mdi ngdy cho cac hoat dong MVP." Vi sao toi
khong néi nhu thé? Boi vi t6i cling sdng trong thé gidi ma cac ban
dang séng. Su doi bién chuyén... cac tinh hudng khing hoang,
gian doan, khan cip, vv... Khong thé kiém soat toan bo thoi gian
ctia minh, chiing ta nén danh ra 20-40% quy thoi gian dé xir Iy cac
tinh hudng gay gian doan va xao ling khong thé né tranh hay phét
10.

Va chi can dau tu 60-80% thoi gian mdi ngay cho cac hoat dong
MVP, chiing ta ciing c6 thé tao ra dugc nhimg thanh quéa déng
kinh ngac. Hai buéc dau tién ndi trén s& gitp chung ta tip trung
hon rat nhidu. Van dé 1a 1am thé nao giup d6i ngii nhan vién tap
trung hon? Budc thir 11T 13 yéu ciu mdi nhan vién l1ap danh muc va
xép hang 10 hoat ddng MVP trong s6 céc phan viéc ma ho phai
lam & vi tri cong viéc hi¢n tai; trong s6 10 hoat dong éy, hoat dong
quan trong nhét dugc danh s6 01 va phan viéc kém quan trong
nhét duoc danh s6 10. Sau khi ho hoan thanh danh muc éy, hay 1én
lich gap mat ho, mang theo danh muc cac hoat dong ma chung ta
da soan sdn danh riéng cho ho. N6i cach khac, chung ta can nghi
vé tung thanh vién trong ddi ngli nhan vién, diém lai moi phﬁn
viéc ma ho c6 thé hodc nén lam, xac dinh va xép hang 10 hoat
dong quan trong nhét trong s6 d6. Bai 18 két qua duy kién ctia mot
cudc hop nhu the 12 mot ban danh muc ddng thuan, hdy dam bao
rang hoat dong s6 01 trong danh muc dugc soan cho ho ciing 1a
hoat dong sb 01 cta chung ta.
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Because frankly, when you do this exercise you're going to
find that some people have items on their list that you
haven't put on your list for them. In other words, you're not
playing from the same sheet music and as a leader you're a
conductor. You've got to make sure not just that everyone can
play their instrument but they play it well and they play it in a
coordinated effort,that everyone's playing from the same sheet
music. So the objective of this meeting is to leave crystal clear
on what it is, in rank order, one being most important, 10
being least important, that you want every member of your
team to focus their day doing.

By the way, this pays off handsomely for performance
reviews, for coaching, for feedback sessions. Because now not
only are you focused but you have a high level of certainty
that the people on your team are focused as well. The
objective here is to go from a focus on input to a focus on
output. The reality is that activity is the anesthesia of
ineffective leadership.

We stay very busy all day long. We go home at the end of the
day and we're exhausted but we often don't consider that
we've accomplished very little. One of the great paradoxes is
that to the degree we become focused we can actually do less
and accomplish more because we're focusing on what
produces results, not just on what produces activity. What
should be on your MVP activity list as a leader and a
manager?

Thuyc ra, khi thyc hién budc nay, cac ban s€ nhan ra rﬁng mot sd
nhan vién dua vao danh muc cia ho nhitng hoat dong ma céac ban
khong dua vao danh muc dugc soan cho ho. Noi cach khéc, cac
ban va nhan vién khong str dung cung mot ban ky am trong mot
dan nhac ma ban la nhac truong. Cac ban phai dam bao rang mdi
thanh vién khéng chi choi tét nhac cu cia minh ma con phdi hop
an y voi cac thanh vién khac trong dan nhac. bé dat duoc diéu do,
cac thanh vién phal st dung cung mdt ban ky am. Muc ti€u cua
cudc hop véi nhan vién 1a xac dinh r6 rang Vé thtr tu wu tién cua
cac hoat dong quan trong can lam, trong do s6 01 1a quan trong
nhét va sb 10 1a kém quan trong nhat, ma chiing ta mudn mdi nhan
vién cuia minh tap trung thuc hi¢n hang ngay.

Nhan tién, diéu dé cling ¢6 loi cho cong tac kiém diém thanh tich
hoat dong, kém cip va phan hdi thong tin trong qua trinh lam viéc.
No gitip ching ta chl tdm ding muyc ti€u 1a két qua thyc hién,

ddng thoi dam bao rang do6i ngi nhan vién cua ching ta ciing chi
tam thyc hi¢én muyc tiéu ay Muc tiéu can dat dugc 1a chuyen hudéng
tap trung tir hoat dong dau vao sang két qua dau ra. Thyc té, hoat
dong thiéu tap trung khién chiing ta khong cam nhan duoc tinh
trang quan ly kém hiéu qua.

Ca ngay dat minh vao trang thai ban ron, cudi ngay chiing ta trg vé
nha, ki¢t sttc va mét moi... khong con tam tri dé suy x&t va nhan
ra chiing ta dat dwoc rat it thanh qua. Mot trong nhimg nghich 1y
tha vi nhét 1a trong trang thai cha tim khéng xao lang, chung ta
t6n it cong strc hon nhung dat duoc nhiéu thanh qua hon. Chi can
chung ta cha tim dén nhiing gi tao ra thanh qua cu thé, khong chi
hudng dén nhitng gi tao ra hanh dong. Theo d6, danh muc cac hoat
dong MVP cua chung ta, véi tu cach l1a nhitng nha 1anh dao, nén
bao gdm nhimng phan viéc gi?
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I'm going to suggest from my 25 plus years in the training and
development business working with leaders six things to
consider including on your list. The first is the most surprising
and it's very simple but very powerful. It's resulted in the
greatest increase in the profitability of my business as well as
the enjoyment of my business.

You see, what I do most afternoons when I'm not traveling,
when I'm at my office, mid-afternoon I will drive about two
miles to the nearest coffee shop. I will not take my cell phone
or my computer. I will take a notepad and a pen and it is my
goal for 15 minutes to think. 15 minutes I think. Now that
doesn't sound very hard but it is because most people haven't
tried it. Most of us react rather than initiate in our thinking.
We respond to an input or a stimulus other than guiding our
thinking towards what we're trying to accomplish

And within 1 minute of trying to think, what's going to
happen? You're going to think of a meeting you need to
attend. You're going to think of a phone call you need to
make. You're going to think of a project you need to check in
on. So if you can think 15 minutes a day, the goal is to move
from how busy you are to what you're accomplishing, from
the insignificant to the significant, from the shallow to the
substantiative. So number one, I always recommend that
every leader have on his or her MVP activity list a period of
time, whether it's first thing in the morning, at evening before
you retire for the day or at some point during the day, that you
make time to think.

Vi hon 25 nam kinh nghiém lam vi¢c vdi cac nha quan ly va lanh
dao trong lanh vuc dao tao va phat trién kinh doanh, toi xin dé
xuét 06 hoat dong dé cac ban can nhéc khi tién hanh soan thao
danh muc dy. Hoat dong dau tién rat don gian nhung c6 hiéu qua
dang kinh ngac hon ca. N6 mang dén cho t6i muc tang loi nhuan
cao nhét cuing v6i niém vui tha ddi v6i cong viée kinh doanh cia
minh.

Céc ban biét khong, hau nhu moi budi chiéu, chi trir nhimng lac toi
di cong tac xa, toi thuong roi van phong lam viée va lai xe khoang
02 dam dudng dé dén quan ca phé gan nhit. Khong mang theo
may vi tinh xach tay, tat dién thoai di dong, t61 chi mang theo mot
tap gidy va but may dé ghi lai y twong ctia minh khi danh ra 15
phut dé tu duy. Va t6i c6 15 phut tu duy tai d6. Nhiing ai chua
ting trai nghiém qua déu cho 1a d6 khong phai 1a diéu khé thuc
hién. Hau hét chung ta déu phan tng theo tinh hudng chir khong
chu dong tu duy. Chung ta thuong suy nghi dé dap ng yéu cau
ctia tinh thé chtr khong tép trung tu duy hudng dén muc tiéu can
vuon ti.

Va trong 01 phut nd luc tu duy nhu thé, diéu gi sé xay ra? Ching
ta nghi dén mot cudc hop can phai tham du. Ching ta nghi dén
mdt cude gol dién thoai cin duoc thuc hién. Chung ta nghi dén
mot du an can phai kiém tra truéc khi tién hanh. 15 phat tu duy
mdi ngay 1a thoi gian chung ta ¢6 thé tich minh khoi tinh trang
béan ron dé tap trung vao nhitng muc tiéu ma minh muén dat dugc,
roi bo cac hoat dong vo nghia dé huong dén nhirng diéu tran day y
nghia, roi bo bao lo toan vyn vat dé huong dén nhing gia tri trong
yéu. Vi thé, hoat dong dau tién ma t6i thuong dé xuét véi cac nha
lanh dao mudn 1ap danh muc MVP cta minh 13 danh ra mot
khoang thoi gian, cho du vao dau gio 1am viéc budi sang, cudi gio
1am viéc budi chiéu hay bat cir thoi diém nao trong ngay, dé tap
trung tu duy.
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Number one. Number two, reflect. If people don't think much,
they reflect even less. By the way, change never sticks until
we realize why it happened. Lessons aren't learned until we
understand the lesson. And reflection can be summarized in
this simple question "what happened, and what did it mean?"
Now we all know what happened, but we rarely take time to
extract meaning. We rarely are able to take the lesson from it
that we can apply in the future. So number two is to reflect.
Number three is to learn.

Whatever medium you prefer, whether it's reading or listening
or attending a seminar, you must continually be learning
because ideas, intellectual capital are the fuel that powers
great leadership and we've got to continually be exposing
ourselves to new and better ideas. Number four,make time to
relate. I mean think about it. Most of what we do every day is
we interact. We're very transactional.

We communicate, we get what we need, we move on and the
tragedy 1s we don't develop deep relationships with the people
who matter, whether those are co-workers, whether they're
clients, whether they're vendors. So I believe one of the
primary responsibilities of an effective leader is to relate.
Number five, take time to develop your team. There's only
two ways to grow any business in the world today.

All increases in productivity, innovation, profitability,
efficiency , effectiveness come from these two things.

Do 1a hoat dong s6 01 Hoat dong $6 2. ng?tm lai. Théi thuong, con
ngudi khong tu duy nhiéu, ciing hiém khi suy ngdm lai. Thuc té,
chung ta ching bao gio chdp nhan su thay ddi cho dén khi nhan
thire duoc 1y do, va ching ta khong hoc dugce dleu gi cho dén khi
hiéu rd bai hoc. No6i ngin gon, hoat dong suy ngam co thé giup
chung ta tra 161 cAu hoi: "Piéu gi dd xay ra va nd c6 ¥ nghia gi?"
Théi thudng, chiing ta hiém khi suy ciru 'y nghia cua nhiing didu
da xay ra. Chung ta hiém khi dao sau kién thirc d3 hoc dé van
dung trong tuong lai. Vi thé, hoat dong s6 02 1a suy ngﬁm. Hoat
dong s6 03 1a hoc tap.

Cho du chon bat ctr phwong tién nao, cho dii thong qua hinh thirc
doc hay nghe, hodc tham du hoi thao, ching ta phai lién tuc hoc
hol boi 18 kién thirc va cac y tuong 1a ngudn von tri tug, 1a nhién
liéu tao ra ning luong cho cong tac ldnh dao. Vi thé, ching ta can
lién tuc don nhan nhirng y tuéng mdi me va hiéu qua hon. Hoat
dong s6 4: Hay danh thoi gian cho cac mdi quan hé. Y cua toi 1a
hay nghi vé chiing. Hau hét cong viéc hang ngay ciia ching ta 1a
tuong tac. Chung ta giao dich rat nhiéu.

Chung ta giao tiép, nhan cai minh can, rdi tiép tuc theo dudi muc
tiéu khac. H¢ qua dang tiéc 1a ching ta khong phat trién duoc cac
mdi quan hé c6 chiéu sau véi nhimng nguoi ¢6 anh huéng db6i véi
cong viéc cua minh, vi du nhu cac ddng nghiép, khach hanh hay
dai Iy ban hang. Vi thé, toi cho rang mdt trong nhing trach nhiém
chinh cua mét nha lanh dao la dau tu cho ccac moi quan h¢. Hoat
dong sé 5: Hiy danh thoi gian dé phat trién doi ngii nhan vién.
Ngay nay, chi c6 02 cach dé phat trién bat cir cong viéc kinh
doanh nao.

Moi thanh qua gia ting ning suét, kha ning cach tan, kha ning
sinh loi, hi¢u sudt va hiéu qua 1am viéc... déu xuét phat tir 02 cach
ay.
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Number one, grow yourself.

Number two, grow your people. The one thing that is critical
for leadership success is the development of the team but if
there's one thing that usually doesn't get done in the course of
the day, is that we don't make time to grow personally or to
mentor, coach and counsel the people that we lead. So number
five is to develop yourself and your team. And finally, number
six, execute. The best warning I could give you today as a
leader or a manager is something I read many years ago in
Fortune Magazine. The headline was talking about the great
turnover in CEOs and global leadership and the headline said,
perform or perish. Your success will not be predicated on
what you wanted to do, thought you'd do, hoped to do or tried
to do. Your success as a leader is based on what you get done.
So execution is key.

At the end of the day those other five activities, whether it's
thinking and reflection, whether it's learning and relating or
developing your team, they all have to come together in the
form of execution so that the raw input of time, your time and
your expertise and the time and expertise of others, becomes
the tangible output of results. If you're focused and your team
is focused you'll be able to maximize the results you produce.
Let's summarize today's session. Focused attention beats
brains, brawn and technology every time. That's why it's
important that you realize you've only got three resources for
creating results in your business and your life: your time, your
expertise and the time and expertise of others. The problem of
course, are distractions. They're deadly and they're common.

Do 1a: 1. Phét trién ning luc cta ban than.

2. Phat trién nang lyc cua nhan vién. Phat trién nang luc cua doi
ngii nhan vién 13 yéu tb then chét dbi vol sy thanh cong trong cong
tac 1anh dao. Néu phai ké ra mot diéu thiéu sot thuong xuyén xay
ra trong mot ngay lam viéc, thi do 1a su thiéu dau tu thoi gian dé
phat trién ning luc ca nhan cho ddi ngii nhan vién thong qua hoat
dong cb van, tu van hay kém cip. Vi thé, hoat dong thir V 1a phat
trién nang luc cua ban than va nhan vién. Va hoat dong thur VI la
thyc thi. O ddy, toi xin chuyén dén cac ban, cic nha quan Iy va
lanh dao ngay nay, mot 101 canh bao dang gia dugc dang trén Tap
chi Fortune vai nam trudc. Ban vé tinh trang thay d6i cac vi tri
1anh dao va diéu hanh cao cap véi toe do chéng mat ¢ pham vi
toan cau, tap chi ay dang tai mot bai bao c6 tiéu dé "Puoc viéc hay
mét viéc". Thanh cong cua cac ban s€ khong duoc xéac dinh dua
trén nhitng gi ma cac ban mudn thuc hién, cho rﬁng nén thuc hién,
s& thuc hién hay dang nd lyc thuc hién. Thanh cong cua cac nha
lanh dao duogc xac dinh dua trén thanh tuu cua ho. Vi thé, thuc thi
la hoat dong then cht.

Cudi ngay lam viéc, toan b 05 hoat dong con lai: tu duy ciing nhu
suy ngﬁm hoc tép cting nhu quan h¢ hay phat trién d6i ngli nhan
vién, déu phai dugc phdi hop lal trong mot ké hoach thuc thi, sao
cho phan dau tu thoi gian va nang luc chuyén mon cua chung ta,
cling nhu cua d6i ngli nhan vién, s€ tao ra nhiing thanh qua xac
thue. Néu chung ta tip trung thuc thi, va d6i ngii nhan vién ciing
thé, ching ta s€ dat dugc thanh qua tbi da trong cong viéc. Bay gid
t6i s& tom tit cac y chinh. O moi thoi diém, su cha tAm tron ven ¢6
thé kich thich cac bap co va bd nido. Can phai nhan thirc rang
chung ta chi c6 thé van dung 03 ngudn tai luc dé tao ra thanh qua
trong cudc song va sy nghiép. D6 1a Thoi gian ctia ban than; ning
lyc chuyén mon cia ban than; thoi gian va nang luc cua nguoi
khac.
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That's why you and your team need to know and understand
how to deal with the different types of distractions and
interruptions that occur each day. It's critically important that
you're focused but also that you create shared focus. So begin
by developing your own MVP activity list. Include some of
those activities that I suggested about learning and developing
and relating. And then focus on helping your team develop
their own MVP activity list to make sure they're making best
use of their time and expertise. Improve your ability to move
from simply thinking and talking to taking decisive action.
Ultimately, for leaders, the admonition is clear: perform or
perish. It's not about how many hours or minutes you have in
the day. We all have the same amount. It's about how you
manage your time and the results you create.

Di nhién, cdc tinh huong gdy xao lang la van dé ma chung ta phai
dbi mat. Chung rat phd bién va nguy hai. Vi thé, chung ta va doi
ngll nhén vién can phai hiéu rd va biét cach xir 1y cac loai tinh
hudng gy xao lang va gian doan thuong gip hang ngay. Khong
chi chi tAm dén két qua cong viéc, chiing ta ciing can tao ra tiéu
diém chung dé dinh hudng nd lyc ciia nhan vién. Hiy bat dau tir
viéc 1ap danh muc cac hoat dong MVP cho ban than, can nhéc dén
dé xuét cua toi vé cac hoat dong hoc tap, quan hé va phat trién
nang luc ca nhan. Sau do, tap trung giup doi ngili nhan vién soan
thdo danh muc cac hoat dong MVP cua ho dé dam bao rfing ho s€
cha tAm phat huy t6i da thoi gian va nang lyc chuyén mon khi lam
viéc. Hay hoan thi¢n nang luc ctia ban than dé c6 thé thuc hién
hanh dong dut khoat, khong chi suy tu va dién giai don thuan. N6i
cho cung, 16i khuyén cdo danh cho cac nha lanh dao dd qua rd
rang: "Pugc viéc hay mat viée." Thuc té, van dé khong phai 1a cac
ban c6 bao nhiéu thoi gian trong ngay; thoi gian ching thién vi ai
ca! Véan dé 1a cac ban quan 1y thoi gian ciia minh nhu thé nao dé
dat dugc thanh qua tdi da.
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