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TOM TAT:

Nghién ctru nay nhim kham phé vai tro ciia lanh dao chuyén doi trong viéc giam thiéu rao can tim
1y khi doanh nghiép Viét Nam ap dung mé hinh 8 budc cua Kotter trong chuyén doi sd. Muc tiéu
nghién ctru 14 x4c dinh cac k¥ ning lanh dao chuyén doi cu thé co thé can thiép hiéu qua vao timg giai
doan ctia m6 hinh Kotter. Dé thuc hién muc tiéu nay, tac gia stt dung phuong phéap phan tich tai li¢u Kkét
hop véi thuc trang quan tri va chuyén doi sd ctia doanh nghiép Viét Nam. Ham y nghién ctru chi ra,
doanh nghiép Viét Nam can dao tao ky nang lanh dao chuyén ddi cho do6i ngll quan tri cép trung trude

khi d4u tur vao ha ting cong nghé.

Tir khéa: 1anh dao chuyén doi, chuyén ddi sb, md hinh Kotter, rao can tim ly, doanh nghiép

Viét Nam.

1. Pit van dé

Duéi tac dong cua cudc Cach mang cong nghiép
1an thi tu va dai dich COVID-19, chuyén dbi s6 da tro
thanh xu hudng tat yéu, tham chi 1a vin d& sdng con
dbi voi cac doanh nghiép tai Viét Nam (Nguyén Binh
Quyét, 2021). Ngay cang nhiéu doanh nghiép tmg
dung dién toan dam may, dit li¢u 16n va tri tué nhan tao
vao quan tri ndi by, marketing, san xuét va thanh toan.
Theo khao sat cua Phong Thuong mai va Cong nghiép
Viét Nam (VCCI, 2020), c6 t1 98% doanh nghiép ky
vong chuyén déi sb s& giup giam chi phi, han ché gidy
t0' va nang cao chét lugng san phém, dich vu.

Tuy nhién, thyc té trién khai lai cho tha"iy nhiéu du
an chuyén doi sé khong dat dugc ky vong, tham chi

that bai ngay trong giai doan diu. Mot trong nhimng
nguyén nhan cdt 161 khong phai 1a ha ting cong nghé
hay ngudn vén ma chinh 14 cac rao can tim Iy tir phia
ngudi lao dong. Cac phan tmg nhu sbc, phu dinh, that
vong, tram cam va khang cu thuong xuyén xuét hién
trong qua trinh thay di t6 chirc (Kubler-Ross, 1969;
Satir, 1991). Trong bdi canh doanh nghiép Viét Nam,
noi vin héa t6 chirc phd bién thién vé thtr bic va né
tranh rui ro, nhiing rao can niy cang trd nén trim
trong hon (Nguyén Dinh Quyét, 2021).

Mac du m6 hinh 8 budc cua Kotter (1996) duoc
cong nhan rong rdi nhu mot khung quan tri thay doi
bai ban, viéc ap dung no6 vao cac doanh nghiép tai Viét
Nam van gip nhiéu khé khin do thiéu sy dan dat phu
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hop véi khia canh cam xtic ciia con nguoi. Céc tai liu
hién c6 (Apty, 2026; Hiatt, 2006) méi chi dung lai &
viée liét ké cac budc ma chua ly giai mot cach c6 hé
thong cach thirc lanh dao co thé can thiép vao timg
giai doan dé giam bét tén thuong tim 1y cho nhén
vién. Chinh khoang trong nay da thuc day nghién ciru
nham tra 101 cu hoi: Lam thé nio cic ky ning cia
lanh dao chuyén ddi c6 thé duoc van dung dé hoa giai
cac rao can tam ly khi thuc thi moé hinh Kotter trong
chuyén dbi sé tai doanh nghiép Viét Nam?

2. Co s6'ly luan

2.1. Lanh dgo chuyén déi va cdc ky nang cot 16i

Lanh dao chuyén ddi 1a mét trong nhiing 1y thuyét
lanh dao c6 anh hudng nhit trong quan tri hoc hién
dai. Theo Bass va Riggio (2006), lanh dao chuyén doi
(Transformational Leadership) 1a qua trinh nha lanh
dao khoi goi dong luc, nang cao nhan thirc, va truyén
cam hung cho nhén vién dé ho dat duoc nhiing Kkét
qué phi thudng, dong thoi phat trién tdi da tiém nang
va nang luc lanh dao cua chinh ho.

Trong bdi canh chuyén dbi s6, vai trd ctia lanh dao
chuyén doi cang tré nén quan trong. Mot nghién ciru
dién hinh vé Tap doan DEOCA tai Viét Nam cho
théy, dat duoc tde do chuyén d6i s6 nhanh hon doi hoi
phai thiic day trao dbi van hoa to chirc va ap dung lanh
dao chuyén dbi & moi cip do quan ly, khong chi riéng
ban lanh dao cép cao (Cuong, Balaganesh, Bertero, &
Mutai, 2023). Nghién ctru nay ciing chi ra, chuyén doi
s6 gdy ap luc bude cac nha lanh dao, quan Iy va nhan
vién phai thich ing véi truyén thong sd, nhimg thay
d6i trong dir liéu va thong tin, cling nhu cac ky ning
cdng tac va sang tao moi (Cuong et al., 2023).

Theo Bass va Avolio (1994), 1anh dao chuyén d6i
c6 su khac biét co ban voi lanh dao thong thuong &
chd khéng chi quan 1y thong qua phin thuéng hay
hinh phat ma con tac dong vao hé gia tri va dong luc
ndi tai ctia nguoi lao dong. M6 hinh nay bao gém 4
thanh t6 chinh. Thir nhét 1 anh hudng 1y tuong, thé
hién qua viéc nha lanh dao lam guong va dugc nhan
vién kinh trong. Thir hai 1a truyén cam hing, kha
ning tao ra mot tim nhin twong lai hip dan, c6 sic
cubn hat. Thir ba 1a kich thich tri tu¢, khuyén khich
nhén vién pha bo 16i mon, dit cau hoi va thi nghiém
nhiing cach 1am méi. Tht tu 1a quan tim ca nhan, thé
hién qua viéc lang nghe, thiu hiéu va hd trg timg nhan
vién vuot qua kho khin trong qua trinh thay doi (Bass
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& Avolio, 1994). Trong bdi canh chuyén ddi sd, cac
k¥ nang nay tré nén dac biét quan trong boi ching tac
dong tryc tiép vao mat cam xuc va nhan thic - yéu t6
quyét dinh sy thanh bai ciia thay doi (Apty, 2026).

2.2. Rao cdn tam Iy trong qudn tri thay doi

Khi t6 chtc trai qua thay doi 16n, nhan vién
thuong khong phan rng mét cach ly tri ngay 1ap tuc.
Nguoc lai, ho trai qua mot chudi cac trang thai cam
xuc dugc Kubler-Ross (1969) mo ta qua 5 giai doan:
phu dinh, gian di, thuong lugng, trdm cam va chép
nhan. Mé rong tir do, Satir (1991) dua ra moé hinh
thay ddi v6i cac pha: trang thai can bang cii, khang
cu, hdn loan, hoi nhap va can bang méi. Trong do,
pha hén loan 1a giai doan nguy hiém nhat khi ning
suét lao dong giam sau, nhan vién mat phuong hudng
va dé bo cude. Bridges (1991) goi day 1a “ving trung
lap” - khoang thoi gian chuyén tiép day bat an giita
cai cli dd mAt va c4i mé&i chua hinh thanh. Tai cic
doanh nghi¢p Viét Nam, nhiing rao can nay cang trd
nén ning né hon do vin héa to chirc theo quy trinh
cting nhic, it khuyén khich thir nghiém va thuong gin
lién sy an toan véi viée tudn thu cic quy trinh cii
(Nguyén Binh Quyét, 2021).

2.3. M6 hinh 8 bwéc ciia Kotter

Dé quan tri thay d6i mot cach co hé thong, Kotter
(1996) dé xuit quy trinh 8 budc bao gém: tao cam
gidc cap bach, xay dyng lién minh dan dat, tao tAm
nhin chién Iugc, truyén théng tam nhin, x6a bo rao
can hanh dong, tao cac thing loi ngan han, duy tri da
thay d6i va neo giit thay doi vao van hoa to churc.
Piém manh ciia mé hinh nay la tinh logic va tuén tu,
phu hop véi cac cude dai tu chién lwoc quy mo 16n.
Tuy nhién, diém yéu ctia né nam & chd cac bude duoc
thiét ké theo hudng tir trén xudng (top-down) va it
cha trong dén viéc quan 1y cac phan Gng cam xuc tu
phat tir phia nhan vién & cap co s (Apty, 2026; Hiatt,
2006). Chinh vi vay, dé ap dung thanh cong mé hinh
Kotter trong bbi canh chuyén déi s6 tai Viét Nam, can
bd sung vai trd cua lanh dao chuyén doi nhu mot
“chat keo” gin két chién lugc v6i cam xtic con ngudi.

2.4. Thuec trang chuyén déi so tai doanh nghiép
Viét Nam

Theo khao sat cia VCCI (2020), trén 400 doanh
nghi¢p, ty 1& doanh nghi€p tng dung dién toan dam
may da tang 1én 60,6%, tang 19,5% so véi trudc dai
dich COVID-19. Tuy nhién, c6 sy khac biét 1 rang
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gitta doanh nghi¢p 16n va doanh nghiép nho va vura.
Céc doanh nghiép nho va vira chiém t6i 98% sb
luong doanh nghié¢p nhung lai 1a nhém géap kho khan
nhét trong chuyén ddi s do thiéu von, nhan lyc chét
lugng cao va két cau ha ting cong nghé thong tin phu
hop (Nguyén Pinh Quyét, 2021). Nhiéu doanh
nghiép nho cho biét, chuyén ddi sé 1a “cudc choi” clia
cac doanh nghiép 16n. Su thiéu ty tin va tdm Iy “so
thay d6i” chinh 1a diém nghén 16n nhat doi hoi cac
nha lanh dao phai c6 k¥ niang din dat dic biét.

3. Tac dong ciia linh dao chuyén déi trong viéc
giam bot rao can tam ly

3.1. Giai doan rd déng - Vot qua séc va phii
dinh

3 bude dau tién ciia Kotter (tao cAp bach, xay
dung lién minh, tao tim nhin) doi hoi pha bo nhimng
théi quen va niém tin cii - mot qua trinh ma Lewin
(1947) goi 1a “ra dong”. Trong giai doan nay, rao can
tam 1y phd bién nhét 1a sy pha dinh (Kubler-Ross,
1969): nhéan vién cho rang chuyén ddi sb chi la phong
trao nhat thoi va s qua di.

Lanh dao chuyén doi c6 thé hoa giai rao can nay
thong qua ky ning truyén cam himg va tim nhin.
Thay vi chi ra Iénh ap dung cong ngh€ mai, cac nha
lanh dao trong cic ngan hang sb nhu TPBank hay
Timo d tao ra mot cau chuyén hip dan vé mot twong
lai noi nhan vién dugc giai phong khoi cac cong viée
thi cong, c6 thoi gian cho sang tao va phat trién ca
nhan (Nguyén Dinh Quyét, 2021). Bang cach chuyén
hoa ndi s¢ bi dao thai thanh co hoi phat trién, 13nh dao
chuyén dbi giam thiéu tdm 1y phu dinh va tao ra su
san sang thay doi.

Bén canh d6, k¥ nang kich thich tri tué giup pha
v& cac md hinh tu duy ¢ hiru. Thay vi ap dat quy
trinh m&i mot cach cing nhic, nha lanh dao dit cac
c4u hoi nhu: “Tai sao ching ta van phai in gidy dé
ky?”, “Lam thé nao dé khach hang khong phai cho
doi?”. Nhitng cau hdi nay kich hoat tu duy phan bién
va tao ra su cha”ip nhan vé& mit nhdn thirc trudc khi
thay doi thyuc sy dién ra (Bass & Avolio, 1994).

3.2. Giai doan thay déi - Xir Iy viing hén loan
va tram cim

Bude 5 dén bude 7 cua Kotter (x6a bd rao can, tao
thiang loi ngin han, duy tri d3) 1a giai doan thyc thi
thay d6i. Pay ciing 14 Itic cac rao can tim 1y ning né
nhét xuit hién: sau khi hé théng moi duogce dua vao,

ning sudt lao dong thuong giam sdu, nhan vién roi
vao trang thai thit vong va trim cam (Kubler-Ross,
1969). Satir (1991) goi day l1a pha hon loan, con
Bridges (1991) mo ta 1a vung trung 1ap - mét khoang
thoi gian dy bat an, nhan vién cam thiy méat phuong
huéng, hiéu sudt giam, va nguy co bd cudce rat cao.

Trong bdi canh nay, k§ ning quan tim c4 nhan cia
lanh dao chuyén doi phat huy vai tro then chdt (Bass &
Avolio, 1994). Lanh dao cép trung va cip co so can
nhan dién som cac dau hiéu kiét sirc, mat dong luc.
Thay vi ky luét hay tao ap luc vé ning sudt (mét phan
g phd bién trong cac doanh nghiép cé cau tric co
gi6i tai Viét Nam), lanh dao chuyén dbi s& t6 chirc cac
budi ling nghe, tao “khoang an toan vé tim 1y’ noi
nhan vién c6 thé thira nhan minh chua thanh thao ph'?ln
mém mdi ma khong so bi chi trich. Ho ciing chi dong
thiét ké cac khoa dao tao ngan han, huéng dan kém cip
truc tiép, thay vi chi giri tai liéu huéng dan sir dung.

Dong thoi, ki nang truyén cam himg dugc thé hién
qua vi€c tao ra va ton vinh cac “chién théng nho” -
budc thir 6 trong mo hinh cua Kotter (1996). Khi mot
bo phan hodc mot ca nhan hoan thanh thanh cong bao
cao trén hé théng mai, lanh dao chuyén ddi s& cong
khai ghi nhan, khen thuéng va chia sé cau chuyén
thanh cong d6 rong rai. Hi¢u ung lan téa tr nhiing
chién thing nho gitp kéo nhimg nhan vién con dang
do du ra khoi ving trung 1ap, dong thoi ciing c¢b niém
tin rang thay doi 1a kha thi (Apty, 2026; Hiatt, 2006).

3.3. Giai doan déng bing - Neo giit thay doi
thanh van hoa

Budc cudi cuing ctia Kotter (neo gt thay doi vao
vian hoa) yéu cau to chirc dong bang cac thyc hanh
m&i thanh chuan muc (Lewin, 1947). Rao can tim Iy
trong giai doan nay thuong 1a sy tai nghi ngo va thoai
10i vé thoi quen cii khi ap luc thay d6i giam bét.

K§ ning anh hudng ly tedng cua lanh dao chuyén
d6i déng vai tro quyét dinh. Néu 1anh dao cp cao van
ky gidy, van hop truc tiép thay vi hop truc tuyén, nhan
vién s& nhanh chéng quay lai 16i cii. Nguoc lai, khi
lanh dao 1a nhitng nguoi sir dung cong nghé dau tién,
thé hién su thanh thao va coi trong dir liu s6, hanh vi
d6 nhanh chéng thdm sau vao van hoa doanh nghiép
(Bass & Avolio, 1994). Sy nhat quan gitra 151 ndi va
hanh dong cua lanh dao chinh la co ché neo gitr manh
mé nhéat, bién viée st dung céng ngh¢ s6 tir mot “yéu
cau” thanh mot “gia tri ty nhién” trong t6 churc.
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4. Két qua va thao luin

Tir viéc phan tich mdi quan hé giita cac ky ning
lanh dao chuyén dbi va timg nhom giai doan cia mo
hinh Kotter, c6 thé rut ra 3 két qua chinh.

Thit nhat, cac rao can tim 1y (phu dinh, hdn loan,
thoai Iui) khong thé duoc giai quyét chi bang cac
cong cu quan tri cimg nhic hay cac budc tuan tu.
Nghién ctru khang dinh, lanh dao chuyén d6i dong
vai trd nhu mot bién s diéu tiét giup giam thiéu thoi
gian va cudong dd cua cac phan rng cam xuc tiéu cuc
trong qué trinh thay ddi (Bass & Avolio, 1994; Apty,
2026). Biéu nay dic biét dung trong bdi canh doanh
nghiép Viét Nam, noi van hoa thir bac va né tranh rai
ro khién giai doan hén loan thuong kéo dai hon so véi
céc doanh nghiép co cdu trac hiru co.

Thit hai, viéc ap dung ctg nhic mo hinh Kotter
ma khong tich hop cac cong cu quan ly cam xuc s€
dan dén tinh trang “mét moi thay doi” (change
fatigue). Dé giai quyét diéu nay, lanh dao chuyén
d6i can 1ong ghép cac nguyén Iy tr md hinh
ADKAR (Hiatt, 2006) - dic biét 1a cung cb
(reinforcement) - va tir dudng cong thay d6i Kubler-
Ross (1969) - dac biét 1a giai doan trdm cam - vao
ting budc cua Kotter. Chfmg han, trudc khi tao
thing loi ngén han, lanh dao cn danh thoi gian dé
cung cb vé mit tinh than, ghi nhén nhiing nd luc
nho, khong chi nhitng két qua 16n.

Thit ba, cac ky nang lanh dao chuyén doi co hiéu
lue khéc nhau tiry theo cip bac quan tri. Trong khi anh
hudng 1y tuong va tim nhin can dugc thé hién manh
m& & cAp lanh dao cao nhat, thi quan tim c4 nhén lai 1a
k¥ nang séng con clia cac quan tri vién cip trung va
cip co s6 - nhitng ngudi hang ngay dbi dién véi su
khang cuy va mét mdi cia nhan vién (Mintzberg,
1973). Do d6, bét ky chién luoc chuyén déi sb nao chi
tap trung dao tao lanh dao cip cao ma bo qua doi ngii
quén ly cép trung déu c6 nguy co thét bai cao.

TAI LIEU THAM KHAO:

5. Két luan va kién nghi

Chuyén doi s tai cic doanh nghi¢p Viét Nam
thyc chat khong phai 1a mot bai toan ki thuat hay tai
chinh thuan tiy, ma trudc hét 1 mot bai todn vé con
nguoi, cam xuc va sy lanh dao. M6 hinh 8 budc cia
Kotter cung cap mot 16 trinh chién Iugc hop 1y, nhung
dé vuot qua cac rao can tim ly ning né nhu phu dinh,
hén loan, tram cam va thoai Iui, doanh nghiép khong
thé thiéu doi ngii lanh dao chuyén dbi véi bon ky
nang cot 16i: anh hudng 1y tudng, truyén cam hing,
kich thich tri tu¢ va quan tdm cé nhan.

Mot s6 kién nghi cho doanh nghiép: Trudc khi
dau tu vao cac nén tang ERP, [oT hay tri tu¢ nhan tao,
doanh nghiép can dau tu c6 hé théng vao viéc phat
trién nang luc 1anh dao chuyén doi cho déi ngii quan
1y cp trung. Py chinh 1 nhitng ngudi ¢ tuyén dau,
truc tiép cham tran véi sy khang cy va mét moi cia
nhén vién, ciing 1a lyc lugng quan trong nhét dé rat
ngén “ving hon loan” (Satir, 1991) va duy tri da thay
ddi. Thir hai, doanh nghiép nén chu dong tao ra cac
“dién dan an toan vé& tim 1y”” noi nhan vién c6 thé bay
t6 ndi 50, su bt an va nhitng kho khin trong qua trinh
1am quen véi moi truong s6, ma khong so bi danh gia
hay ky luat. Diéu nay vira dap ing k¥ ning quan tim
ca nhan cta lanh dao chuyén doi, vira giup phat hién
som cac rao can tam ly trudc khi ching tr¢ thanh
nhitng cudc khung hoang vé nhan sy. Thir ba, cac
chién luoc truyén thong noi bd can duoc thiét ké lai,
khong chi dung lai ¢ viéc thong bao cac budc thay
d6i, ma phai ké nhiing ciu chuyén vé sy thay dbi
thanh cong, vé nhitng “chién thing nho” va vé sy
dong hanh cua lanh dao. Cach tiép can nay sé& kich
hoat k¥ ning truyén cam himg va tao ra hiéu tmg lan
toa tich cyc trong toan bd to chirc, gitp chuyén déi so
khong con 1a ndi 4m anh ma tré thanh mot hanh trinh
phat trién chung m
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ABSTRACT:

Many digital transformation initiatives fail not due to technological limitations but because of
employee resistance. This study explores the role of transformational leadership in mitigating
psychological barriers when Vietnamese enterprises apply Kotter’s 8-step model in digital
transformation. The study aims to identify specific transformational leadership competencies that can
effectively intervene at each stage of Kotter’s model. To achieve this objective, the study employs
document analysis combined with an examination of management practices and digital transformation
realities in Vietnamese enterprises. The findings suggest that companies should prioritize training
transformational leadership skills for middle management before investing heavily in technological
infrastructure.

Keywords: transformational leadership, digital transformation, Kotter model, psychological
barriers, Vietnamese enterprises.
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