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Thay Pdoi bé T&t Hon

TAI LIEU KHOA HOC
QUAN LY BENH VIEN

(+84)984.407.554
(+84)984.497.443

g Info@itam.edu.vn Phéng 202, 56 Nha 48, Quang L&m,
@ ltam.eduvn LS guanlydaotaoquocte@gmail.com Phi L&m, Ha Bdng, Ha Noi.




Thay Ba&i bé& T8t Hon

Cong ty c6 phan Quan ly va Pao tao qudc té

Cung cip cac kh6a CME
1. Quan ly chat lugng bénh vién 1. Quan ly nha nudc ngach chuyén vién,
2. Quan ly bénh vién chuyén vien chinh
3. Quan ly diéu dudng 2. Nghiép vu su’ pham danh cho giang
4. An toan tiém chting vienCb,bH ‘
5. Thuc hanh t6t bdo quan vac xin (GSP) 3. Trung cap ly luan chinh tri (khu vuc Ha
6. Su pham y hoc cd ban Noi) .
7. Phuong phap day hoc lam sang 4. Dal:l thau co baD, dal_JAthau qua mang
8. Kiém soat nhiém khuan bénh vién 5. Churc danh nghe nghiép y té (bac si,
9. Cbng tac xa hdi trong y t& dieu dudng...) ;
10.Phugng phap nghién cdtu y hoc 6. Cac khoa dao tao lién tuc theo nhu cau

khac

\ (+84)984.407.654 @ itam.eduvn ¥4 info@itam.edu.vn Phéng 202, S6 Nha 48, Quang La&m,

(+84)984.497.443 guanlydaotaoquocte@gmail.com Phi L&m, H& Bdng, H& NG,




TRUGNG DAI HOC Y HA NOI

VIEN DAO TAO Y HOC DU PHONG
VA Y TE CONG CONG

PAI CUONG
VE QUAN LY BENH VIEN

TS. BS. Nguyén Hitu Thang
BO mdn T6 chirc va Quan ly y té



MUC TIEU

. Trinh bay duoc thuwc trang quan ly bénh vién
va quan ly chat lvgng tai Viét Nam.

. Trinh bay duoc dinh hudng quan ly bénh vién
va quan ly chat lvgng tai Viét Nam.



Quan 1y bénh vién?




Ning luc can co ctia doi ngill quan 1y/1anh dao
bénh vién Tay Thal Binh Duong

WHO, Regional Action Framework on Improving Hospital Planning and Management in
the Western Pacific”, 2018



Thuc trang cong tac quan ly bénh
vién va quan ly chat luvgng tai
Viet Nam






Mang ludi kham chira bénh hién nay
CONG LAP TU NHAN

N&m 2017:
15% BV
5,3% GB 9 15% (2020)
7,8% Lugt KCB

Tuyén trung ucng

2014: > 11.000 GB
2020: > 16.000 GB
Tuyén tinh
2010: 102 BV
2013: 150 BV
2014: 170 BV | 43%
2017: 203 BV | NeT
2018: 219 BV | %1%
2020: 231BvV | M

629 bénh vién huyén va 31 BV

Tuyén huyén
Y ¥ nganh)

T6ng s6 c6 1.451 By > 00 PRI =

30 GB/van dan (2015), 33,3 GB/van dan (2018)



Pudng day nong nganh y té

am 2014 = 36.000 cudc goi

Nam 2015 = 20.000 cudc go1

Nam 2016 = I0.000,CU,QC g01

(S0 véinam 2015, s6 cudc goi
giam 49,8%)

6 thang dau nam 2018: 4.333

cudc go1

Nguon: Bo Y t€, Bao cdo tong két cong tac Y t€ cac nam



Chi s6 hiéu qua quan tri va hanh chinh
cong cap tinh & VN (PAPI)

e K&t qua khao sat PAPI:
— Nguwoi dan hai long hon vé dich vu y té cong
— Ty |é nguoi tra |07 cho biét ho d3 phai “16t tay”
NVYT dé duoc cham sdc tét hon tai BV cdng
tuyén huyén/thanh pho giam: 20% (2013) =
17% (2016) = 9% (2017)=0,4% (2019)

Ngudn: B Y té, Tong két cong tac y té nim 2019 va nhiém vu, giai phap chu
yeéu nam 2020



Piém hai long cha NB ngoai trd 2016-2020

DIEM HAI LONG NGU Ol BENH NGOAI TRU

4.5
4.4

4.2

3.8

—— Diém hai léng chung - Kha nang tiéP cidn  -= Théng fin minh bach  —= Co sd& vit chit
—»- Thai dd, nang lvc  -» Két qua cung cap dich vu

Nguon Bo y té http://hailong.chatluongbenhvien.vn/



Piém hai long clia NB ndi tri 2016-2020

DIEM HAI LONG NGU'OIl BENH NOI TRU Locw

4.8
45
4.4
4.3
4.2

4.1

3.8

-e- Biém hai léng chung +£|‘:I'|é nang liéP can  -# Thdng tin minh bach — Co =& vt chat
—=— Thai dd, nang Iwec - K&t qud cung cap dich wu

Nguon Bo y té http://hailong.chatluongbenhvien.vn/



STT NOI DUNG TLHL%

1
2

3

Ty 1é hai long ciia NB doi vdi thai do rng
xtr cua NVYT

Bac si c0 101 noi, thai do dang muc voi ngudi bénh 82,86
Diéu dudng c6 101 ndi, thai do diing muc voi ngudi bénh 76,43

Nhan vién hanh chinh, ké toan co 15i néi, thai do, giao 68,10
ti€p ding muc vo1 nguoi bénh

Nhan vién bao v¢, trong xe c0 101 noi, thai do ding muc

Nguoi bénh tim duogc, hoi dugce hodc goi dugc nhanvién 73,71
y té khi can
Khong co biéu hién ban on, goi ¥ tién, qua 79,29

Nhan vién y té doi xir cong bang doi véi ngudi bénh 76,67

Nguon: Cuc KCB, hoi nghi qudc gia ting cuong chat luong KCB 18-19/8/2016



Ty 1¢ hai 1ong ctia NB d6i véi co s vat chat,

huonge t1én phuc vu neuO1 bénh

Buong bénh nam diéu tri khang trang, sach s& 66,90
C6 day du céc thiét bi dicu chinh nhiét do 57,62
Trang thiét bi y té day du, sir dung tot 70,71
Buong bénh ¢ day di nudc udng ndng/lanh 40,95
Giuong bénh day du cho mdi ngudi 1 givdng an toadn, chic chan, st dung tot
Gbi, ga (chiéu), dém, chin day du, st dung tot 60,00
Tu dau givong day da cho mdi ngudi 1 chiée, sir dung tot 58,81
Nha vé sinh thuan tién, sach s&, sir dung tot
Quan 40 ngudi bénh duogc cung cap day du, vira van, lanh 1in, sach sé 60,24
C6 thiét bi dam bao riéng tu cho nguoi bénh thay quan 40, khdm bénh, vé 42,62

sinh... tai givong hodc bb tri nam riéng nam va nit

MOi truong trong bénh vién xanh, sach, dep 68,57

BV dam bao anh ninh, trat tuw cho NB, cho ngudi nha NB va khach dén thim 72,62
Nguon: Cuc KCB, hdi nghi qudc gia ting cudng chat luong KCB 18-19/8/2016



Piém hai long ciia NVYT 2016-2020

PIEM HAI LONG NHAN VIEN Y TE

4.5
4.4
4.3
4.2
4.1

4

3.8

3.8

-s— Diiém hai long chung —— MGi trrdng l1am viéc - L3nh dao trrc tiep, dong nghiép
-+ Quy ché ndi bd. tién lrong, phic loi == Cong viée, hoc tip, thing tien
-»- Hai léng chung vé bénh vién

Nguon Bé y té http://hailong.chatluongbenhvien.vn/



STT NOQI DUNG TLHL%

1
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Ty |é hai long cua NVYT doi vai tién
lwvong, phuc lgi xa hoi

Cac quy dinh, quy ché 1am viéc ndi bd cua bénh vién rd rang, thuc t¢ 75,63
va cong khai

Thuc hién quy ché dan chu 67,01
Quy ché chi tiéu ndi bd cdng bang, hop ly, cong khai 60,41
Viéc phan phoi quy phuc loi cdng bang va cong khai 58,38
Murc luong twong Xing SO voi nang luc cong hién 42,64
Thudng/phu cap xing dang véi nang luc cong hién 40,61
Bao dam dong BHYT, BHXH, kham strc khoe dinh ky va cac hinh 62,44
thirc ho trg Om dau, thai san day du

T6 chire tham quan, nghi dudng day du
C6 phong trao thé thao, van nghé tich cuc 60,91
CoOng doan bénh vién hoat dong tich cuc 54,82

Neudn: Cuc KCB. hoi nehi qudc gia ting cuone chat lwone KCB 18-19/8/2016






90% vu hanh hung can bd y té xay ra khi thay
thudc dang cap ciru, cham soc cho nguo1 bénh

NG AN NINH, TRAT TU BENH VIEN
BAU VE NHAN VIEN Y TE

Ha Naij, ngay 07 thang 4 nam 2017




Ap luc cua nhan vién y té




Ap lvc cda 1anh dao bénh vién: 8 mau thuan

A

N

Giam d6c bénh vién: Nha chuyén mén — Nha quan 1y?
Qua tai bénh vién — Chat lwong bénh vién?

Giam tai bénh vién — Tang ngudn thu?

Téng s6 luong nhan vién — Ting thu nhap?
Yéu cau cta bénh vién: Phuc vu NB tot hon — Yéu cau
cua nhan vién: Tang luong, thudng?

Cham lo nguo1 bénh: KH bén ngoai — Cham lo NVYT:
khach hang bén trong?

Cai tién quy trinh trong BV: NB 14 Trung tdim — NV YT 1a
trung tam?

Thong tin bén trong: Nhan vién — Thong tin bén ngoai:
NB, bao chi



chat luong

“Dong ci’:ta”/




Kho khan/thach thirc trong cong tac
quan ly chat luvong bénh vién hién
nay?



CHAT LUQNG VA
QUAN LY CHAT LUONG
KHAM CHUA BENH



Chat lwong bénh vién?




Chat luong 1a gi?

Su hai long cua khach hang

Lam dung vi€c theo dung cach

Lam ding ngay tir dau va lam tot hon
nhirng 1an sau




Lam dung viéc theo dung cach

Cach

Viéc

Dung

Sai

Sai




Cac mo hinh quan 1y chat lugng
kham chira bénh




Nghién ctu Long ghép hé thdng chéat lwong trong y té

y sinh (Dr Charles Shaw, 2011)
! Lam sémg r_\ /
Téichﬂ*c > Tiéu chudn | Bolusng
Nghién ctru Ol _””J == DPao tao the!
dich vu y té ch uyén de
C{r ché
Lap ké -
h{',gch Ap lyc chuygn mén A phém Elén tao/dao chi tré
: I tao Ilﬁn tuc|




M0 hinh ctia PATH- T6 chuc y té thé gidi

B6 cong cu danh gia thuc thi vé cai tién chat lugng bénh vién (PATH)
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Nguon: Vién Y khoa Hoa Ky (2001)
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(Outcomes + Service)
Waste

Quality = Appropriateness X

(Két Qua + Dich vu)

Chat L = Phu Hop X
b Lueng HHoP Lang Phi

Dicu Tri Phu Hop: Cung cap dung diéu trj va dung lic

Két Qua Y Té: Chat luong chc song ctia bénh nhan dugc ting 1én sau khi
diéu tr1 (danh gia theo quan diém cua bénh nhan)

Dich Vu Tét: Doi xtr V’(’)’i bénh nhan mot cach ton trong, cung cap thong tin
day du, mo1 truong y té tién nghi

Lang Phi: nhiing vi€c thura thai — khong mang lai gia tr1 cho bénh nhan


../../Nam 2016/12_Bai giang_Sơn La_10_Tuan_H_done/8-lang-phi-trong-nganh-y-nhieu-benh-nhan-tung-trai-nghiem-1468466606.mp4

ean Healthcare — Giam 8 Loai Lang Phi

Lang Phi Hanh Déng Lang Phi Th&i Gian Lng Phi Di Chuyén

« Duwoc si mat 20 * DPA4ingl mo doi  25% bénh nhan * Ki thuat vién X-

phat dé di nhiéu 20 phut dé bat dwoc tra lai cho Ray phai nhap lai
noi tim moét loai dau ca mdé do mot mot khoa twong 20-30% thong tin
thubc ngwdi ditré / thiét  dwong trong vong  vi don yéu cau
bi khéng san sang 36 gio tr khi nhap cua bac si ghi sai
(va khong lam gi vién phia can chup

khac trong thoi
gian d6 dwegc)

Qua Nhiéu Tha Tuc | Qua Nhiéu Thir V6 | Lang PhiVat Tw | Ling Phi Kién Thirc
ich

« Ytaghicung mot e« Gidytd nhap vien « Mua thuéc nhiéu « Nhiéu sang kién

thdng tin thé cua c6 7 (trong 16) quéa gay Lang Phi bi mat di vi khdng
bénh nhan vao 4 trang vO ich khi hét han dwoc ghi lai hoac
noi khac nhau khéng duoc dé y

trong ho so ap dung



Chat luong dich vu v té neay nay

Theo Giao su Lord Darzi , (2008)



TOM TAT SO PO HANH TRINH BENH NHAN
NGOAI TRU CO BHYT

Pong tien/
Nhan the
BHYT

P TS
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Nguon: CLB Quan Ly Chat Luong - An Toan Ngudi Bénh
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NHA VE SINH
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HAY GIU BENH VIEN
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* A (Acknowledge) : Chao hoi thé hién dong cam

| (Introduce)

* E (Explain)
*T (Thank)
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Dinh hwdng quan ly bénh vién tai
Viet Nam



MGi lién quan gitra chu trinh Deming va kiém
dinh chat lvgng




Chu trinh cai tién chat luong




Phuong phap chat lugng cap quoc gia

Cip chirngchi
2 '

R

. Cong nhan chat
wong phap o lUong
chat lwvong

Tiéu chuan hda




Quan diém nén gan két qua danh gia chat

lucng bénh vién theo Bo tiéu chi voi:
(theo KQ khao sat CV 1617/KCB-QLCL ngay 29/12/2015)

Phan loai chat Iugng bénh vién 100 100
Xép hang bénh vién 88.89 90.91
Khen thudng, thi dua 100 95.45
Thanh toan bao hiém y té 58.82 78.95
Phén bé s6 thé bao hiém y té 47.06 61.11

Gia dichvu y té

J




Nhiém vu trong tam 2020

» Tiép tuc ting cuong Cac giai phap nang cao chat
lwong kham, chita bénh théng qua day manh ap
dung Bo tiéu chi chat luwong voi quan diém lay
ngudi bénh lam trung tdm, d6i mdi phong céch,
thai do, hudng téi hai long nguoi bénh;

» P30 tao, tap huan, hoi thao... quan Iy chat luong
cho cac lanh dao;

» Béo dam an ninh, an toan tai cac co sd Y té.



Nhiém vu trong tam 2020

» Ung dung tién bo khoa hoc k¥ thuat, cong nghé
thong tin trong kham, chita bénh, trién khal rong
ho so strc khoe ca nhan két hop voi bénh an dién
tur.

o Xay dung 16 trinh danh gia, cong nhan chat luong
bénh vién va gan véi gia dich vu y té.

» Pay manh cong tac quan ly, kiém tra hoat dong
cac co so Yy té tu nhan, xay dung co ché, chinh
sach thuc day y t€ tu nhan phat trién.

Ngudn: BO Y té, Tong két cdng tac y t& ndm 2019 va nhiém vu gidi phap
chd yéu nam 2020



Nhiém vu trong tam nam 2021

» Hoan thién cac quy dinh, quy ché chuyén mon trong linh
vuc kham bénh, chita benh nhu hudng dan chan doan va
diéu tri, quy trinh k¥ thuat...

* Ti€p tuc thuc hién cac gia phép de néng cao chat lugng
dich vy, tang muc do hai long cua nguo1 bénh. Day
manh thuc hién dé an bénh vién vé tinh, ting cudng
chuyén giao k¥ thuat cho tuyén duéi. Tlep tuc hoan
thién khung phap ly, chinh sach, hé thong to chirc nham
tang CIIO’ng quan 1y chat luong kham bénh, chira bénh;
ban hanh cac chuan chat Iu’O’ng, cong cu danh gia, do

ludng chat luong dich vu ciia co sd kham bénh, chira
bénh.

Ngudn: BO Y té, Tong két cong tac y t& nam 2020 va nhiém vu gidi phap
chd yéu nam 2021



Nhiém vu trong tam nam 2021

* Trén khai cac hoat dong lién quan to1 sy ¢0 y khoa,
tai bien ngh€ nghiép; chi dao tang cuong chat lugng
chuyén mon dé khac phuc su co y khoa. Xay dung
hé thong bao cao su c¢d y khoa toan quoc, ban hanh
hudng dan, khuyén cao an toan nguoi bénh qudc
gia. Tang cuong cac giai phap nham bao dam an
ninh, an toan tai cac co so' y te.

* Thuc hién Quyét dinh 316/QD-TTg ngay
277/02/2016 cua Thu tudng chinh phu vé phé duyét
D¢ an tang cuong nang luc hé¢ thong quan ly chat
lwong xét nghiém y hoc giai doan 2016 -2025.

Ngudn: BO Y té, Tong két cong tac y t& nam 2020 va nhiém vu gidi phap
chd yéu nam 2021



NHIEM VU TRONG
TAM SO 1 LA NANG
CAO CHAT LUONG
BENH VIEN!

Cac bénh vién dang cung tw duy...
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Nguoi nudc ngoai do vé Viét Nam kham bénh
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E@| TTO - Ngoai viéc trg vé dé tham than nhan, kinh doanh, du lich... ngay cang nhiéu
- ~ Viétkiéu da chon céc dich vu chdm soc sirc khde & qué nha. Cac bénh nhén Lao,
“j Campuchia, Han Quéc, My , Uc, Anh... cling da dén VN dé diéu tri & mét s6 linh
[F) e

{':) * Bénh vién Binh Dan cd phong kham cho ngudi dong tinh
| =)
\\_/ * Kham 100-150 bénh nhan/ngay, cé BS thu nhdp chua tdi 15 triéu/thang

| * Kham bénh vdi nu cudi
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e Dé an “Thu hat ngudi nwdc ngoai, nguoi
Viét Nam song & nudc ngoai va nguoi Viét
Nam thu nhap cao khdm chira bénh chat
lwong cao o Viét Nam giai doan 2020 -
2030”



X1in mo1 quy Anh/Chi dat cau hoi
va thao luan?



Tai liéu tham khao

e Trwong dai hocY Ha NGi (2014), Quan tri bénh
vién, Nha xuat ban Y hoc.

e BOyté, Chuwong trinh hanh ddng qubc gia vé nang
cap chap lvgng kham bénh, chira bénh giai doan
2013-2020.

e Luvong Ngoc Khué (2018), Danh gia chat luong
bénh vién dinh hudng chinh sach va giai phap
thuc day nang cao chat lvgng KCB.

e BOY té, Bdo cdo tong két y té nam 2019, gidi phap
chd yéu 2020.




Lién hé:
*Email:
*Mobile: 0915313175

Xin tran trong cam on!



mailto:nguyenhuuthang@hmu.edu.vn

TRUONG BAI HOC Y HA NOI

VIEN DAO TAOY HOC DU PHONG
VAY TE CONG CONG

QUAN LY KHUNG HOANG
TRUYEN THONG BENH VIEN

TS BS Nguyén H{itu Thang
BM T6 chirc va Quan ly y té

; o o oo o LN AL L)




Muc tieu

1. Trinh bay dugc khai niém va nguyén
nhan khing hoang truyén thong

2. Trinh bay duoc quy trinh quan ly khung
hoang truyén thong

3. Thuc hanh x& ly khing hoang truyén
thong dwa trén tinh huéng cu thé

Copyright by Nguyén Hiru Thang (HMU)



Co quan bao chi

» Tinh dén ngay 30/11/2019, c6 850 co
guan bao chi, trong do co 179 co quan
bao, 648 tap chi, 23 co’ quan bao chi
dién tir doc lap; co 72 co quan co giay
phep hoat dong phat thanh-truyén hinh
voi 2 dai Quoc gia, 64 dai dia phuong,
5 kénh truyén hinh.

« Ca nwéce hién co trén 41.000 ngu o
dang cong tac tai cac co quan bao chi
(ca 4 loai hinh), trong do6 c6 20.407
trwedng hop da dwoc cap thé nha bao

2http://hanoimoi.com.vn/Tin-tuc/Xa-hoi/816791/viet-nam-

1 https: i. - -c0-982-co- -bao- . . )
ttps://baomoi.com/ca-nuoc-co-982-co-quan-bao g%gﬁgp&%-)the-g|0|-ve-so-ngu0|-su-dung-mang-xa-hog

tap-chi-duoc-cap-phep-hoat-dong/c/22762827.epfiryright by Neuye



Mang xa hoi

* Thang 1-2015, nguwoi Viet Nam dang
dung thu 4 tren thé gIO’I vé thoi glan St
dung Internet voi 5,2 gioy moi ngay, chi
sau Philippines dung dau 1a 6 gio, tiép

wiigg
do la Thai lan voi 5,5 gio, va Brazin la
5,4 gio/ngay. brng thir 9 v& sb thoi gian

il
trung binh danh cho mang xa hoi la

.- YUU 3 1g|o’ moi ngay; dwng thir 22 trén thé

gi¢i tinh theo dan sb vé s ngudi st

Tube dung mang xa hoi la 31%, trong dé
facebook la mang xa hoi dwgc str dung

thdng dung nhat.

>
/

-/

i1/

6’ ©

http://hanoimoi.com.vn/Tin-tuc/Xa-hoi/816791/viet-nam-
dung-thu-22-the-gioi-ve-so-nguoi-su-dungdnang-¥axhQin Hiu Thing (HMU) 4



MOi tredng v té la “maoi trudng cd nguy co
cao” !

Khong cé ky thuat — khéng gay tai bién
Khoéng co thiét bj - khong gay tai bién
* Khong cé quy trinh — khdng gay tai bién
Thay thudc cling la con ngudi — cd thé mac
sai sot

Copyright by Nguyén Hiru Thang (HMU)



To Err i1Is Human- %
Nhan vO thap toan

Building a Safer Health System

Institute of Medicine
1999

“Ttr 44.000 dén 98.000 tw vong tai bénh vién
moi ndm tai My Ia do sai sét y khoa”



M6t s6 vi du dién hinh

* M& nham chan bénh nhan nam
* Bao vé chan xe clru thwong
* Bac si nhan ca xap phong bi

* Phan (rng sau tiém vaccine Quinvaxem

Copyright by Nguyén Hiru Thang (HMU)



“ban khéng thé lic nao cling kiém
soat dwoc nhirng gi xay ra voi
minh, nhung ban cd thé kiém
soat cach minh xtr ly né, va suy

cho cung, diéu dé mdi la quan
trong” - Giao su Kurt Stocker,
Northwestern University

Copyright by Nguyén Hi*ru Thing (HMU) 8



Nhin nhan khing hoang truyén théng

e CA hai loai té chirc: :
* Dang bi khing hoang truyén thong ';
* Chua bj khiing hoang truyén thong eN

Copyright by Nguyé



Cau chuyén vé thanh gwom Damocles dudi

trieu dai nha vua Denys thoi Hy Lap Co dai
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Tinh hudng 1

- Nam 1982, bay ngudi chét & Chicago sau khi st ~dung thudc giam dau TernoI cua
Johnson&Johnson (J&J). Ngay lap tire J&J thu h0| tat ca Tylenol va khuyen cao trén cac
phuwong tién truyen théng (bang tién cla J&J) rang ngwoi dung khong str dung Tylenol
cho dén khi sy viéc duwoc diéu tra ro. Chi rleng viéc thu hodi, J&J mat hon 100 triéu do
mac du chwa ai biét [a bay ngudi do chét 1a vi sao. Ngay Iap tire, J&J lién hé voi cac co
quan chirc nang nhw canh sat Chicago, cuc diéu tra lién bang (FBI), va cuc quan Iy thwe
pham va dwoc pham (FDA) dé ho’p tac diéu tra. Qua trinh diéu tra dwoc bao chi va
nguwoi tieu dung quan sat va moi ngudi dwoc cap nhat lién tuc. Két qua diéu tra két luan
nhwng HQU’O’I nay bi chét do ngd ddc potassium cyanlde la chat khong co trong TernoI
ma bi bom vao tr bén ngoal Nhuw vay J&J khong co 10i trong viéc nay. Nhung J&J van
tlep tuc thu hoi TernoI dé bao vé nguwdi tieu dung va nhéan trach nhiém vi thiét ké san
pham khién cho ngwoi khac co thé dwa chat khac vao. Sau khi thu hoi hét TernoI trén
thi treong, J&J thiét ké lai hop thude chong can thiép réi m@i ban Tylenol m&i ra thi
truo’ng Sau su cd nay, J&J c0 dwgc niém tin cua ngwoi tieu dung, dwgc bao chi ung
hd, va Tylenol tré thanh thudc gidm dau s6 1 tai Hoa Ky. Nhivng Igi ich ma J&J co duoc
vuot xa nhung chi ph| ma ho bo ra trong viéc x&r ly khung hoang vi ho da lam dung theo
mot s6 nguyén tac xtr ly khing hoang truyén thong!

Copyright by Nguyén Hi*ru Thing (HMU) 11



Thao luan tinh hudng 1

* Theo anh/chi cé nguyén tac x{r
ly khiing hoang truyén théng .-

nao trong tinh hudng 1?

Extra Strel

Tm-'NOI

Pain Reliever - Fever Reducer {CETAMINOPHEN

Copyright by Nguyén Hi*ru Thing (HMU) 12



Tinh hudng 1

1. Sw an toan cua con ngwdi la quan trong nhat va phai dwoc xt ly
nhanh nhat c6 thé dé bao dam an toan cho con nguoi.
2. Lubn luén minh bach.

3. Chiju trach nhiém va giai quyét van dé.

Copyright by Nguyén Hiru Thang (HMU)
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Thao luan tinh hudng 2

Bénh vién X doi mat v&i 1 tinh hudng khing
hoang truyén théng va da x tri khdng hoang
truyén thong:

* Tiép nhan thdng tin cia BV nhu thé nao?

* Phan héi v&i cac co quan truyén thong?
* Nguoi phat ngon?
e Kénh phat ngon?
* Théng diép truyén thong?
e Xoa dju du luan?

e Nguyén tac trong xr ly khding hoang truyén
thong?

Copyright by Nguyén H*u Théng (HMU) 14



Quan ly khiing hoang truyén thong = Quan ly truyén théng trong
khiing hoang, chir khéng chi “giai quyét hay quan ly khing

hoang”!

Copyright by Nguyén Hi*ru Thing (HMU)
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Khang hodng truyén théng la gi?

« Mot sw ¢ nghiém trong co thé gay anh hwdéng dén uy tin, hinh
anh cua mot t6 chlrc, nhwng khéng ai biét dén (hodc so Nguoi
biét dén khong nhleu) thi khong duwgc xem la mot sy cO truyén
thdng, cang khéng phai la mot vu khing hoang truyén thong.

» Nguwore lai, mot sy co, tuy chwa gay thiet hai lon vé vat chat,
nhwng khi duwoc bao Chl truyen hinh, mang xa hoi dwa tin, kem
theo nhirng binh luan bat lo'l, cO swrC Ian téa réng, nhiéu nguoi
biét, nhiéu ngwoi quan tam, no co thé tao nén mot vu khung
hoang truyen thong, lam ton hai nghiém trong dén uy tin, hinh
anh cua to chtrc.

Copyright by Nguyén Hiru Thang (HMU) 16



Khang hodng truyén théng?

» Khung hoang truyén théng la bat ky mot sy
kién nao co kha nang anh hwong tiéu cuwc
dén hinh anh cla t6 chirc d6i v&i cdng
chung

» La tinh hudng de doa mét td chirc hoac
mo&t ca nhan vé thanh danh hay sy 6n

dinh o

* Tinh trang roi loan, mat thang bang cua to AK& .
churc do sw léch Iac hay hong héc cua e\
mot yéu to trong qua trinh van hanh; do —
mau thuan gay gat trong ndi bd don Vi

Copyright by Nguyén Hiru Thang (HMU) 17



Khang hoang truyén théng la gi?

Gay hau qua nghiém trong.

Co thé lam sup do thanh

danh, thuwong hieu hay ton

hai [&n vé tai chinh

» Gay hau qua day chuyén

- TOi té: Phan tng
cham/Khong phan
wng/Phan wrng sai/Phan trng
thiéu suy xet

« Co héi: Phan &rng khén

ngoan

UNITED
BREAKS
GUITARS

THE POWER OF ONE VOICE
IN THE AGE OF SOCIAL MEDIA

Dave Carroll, creator of a consumer complaint video which has received more t

Will Social Media Break Your Company?

Copyright by Nguyén Hiru Thang (HMU) 18


United%20Breaks%20Guitars.webm

Nguyén nhan khiing hodng truyén thong

1.

2.

To chirc lam sai nén |[Am vao tinh 75% cac “su kién”
trang khung hoang; dan dén khlng

T6 chirc bj vu cdo, vu khong, boi AT TURED UeiE

nho;

lai dién ra tr bén
trong

Su ¢b t6 chirc mac phai chi mot
phan 1a sy that ro6i lam cho
nghiém trong.

Copyright by Nguyén Hi*ru Thing (HMU)
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bac tinh cua khung hoang

e Bat ngo!

BAT

[N]@@

Copyright by Nguyén Hi*ru Thing (HMU)
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bac tinh cua khung hoang

Tinh trung binh, c6 dén 69% céac
cudc khiing hoang bat dau rat nhé va

e Kha néng leo thang clia van dé c6 thé mat nhiéu ngay, nhiéu tuan
hodc tham chi nhiéu thang truérc khi

vurgt qua tam kiém soat va gay nén
su chd y cua du luan...”

Copyright by Nguyén Hi*ru Thing (HMU) 21



bac tinh cua khung hoang

* Mat kha nang kiém soat van dé Néu nhuw ban khong kip

khoanh vung va xu ly
khung hoang truyén théng
trong vong hai muoi tw

gior ddu tién, ban sé mat
kha ndng kiém sodt né.

Copyright by Nguyén Hi*ru Thing (HMU) 22



bac tinh cua khung hoang

“khoéng co ai, khdng co cai gi bj
lang quén trong thoi dai Internet”

Copyright by Nguyén Hi*ru Thing (HMU)
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10 budc irng pho khung hoang truyén thong

trong nganh Y t¢

. Khung hoang truyen thong la moét cau Chuyen bat loi vé thuo’ng
hiéu cua mot to chirc. Néu sw viéc nam ngoai tam kiém soat sé

de doa danh tleng uy tin va niém tin da gay dwng bay lau.

Khong giong cac linh vire khac, nganh y té doi mat véi cac hau
qua té hon nhiéu khi xay ra kht]ng hoang truyén théng.

- Diéu quan trong, phai luédn c6 ké hoach dé sén sang &ng pho.

Copyright by Nguyé&n Hitu Thang (HMU) 24



10 buoc ung pho khung hoang truyén thong
trong nganh Y t¢
* Du dang lam viéc cho bat c&» mét thwong hiéu nao, luon tiém an

nguy co ban sé& doi mat véi khiing hodng truyén thong

- Dac biét khi khung hoang truyén thong xay ra voi mot co quan
td chirc y té (nhw bénh vién) hoac cac cong ty hoat dong trong

[inh vwe nay, thi viéc kiém soat dw luan cyc ky quan trong vi
day Ia nganh lién quan trwe tiép strc khée con ngudi.

Copyright by Nguyén Hiru Thang (HMU) 25



10 bude ung pho khung hoang truyén thong
trong nganh Y t¢

1. Binh tinh, trach nhiém, 1ang nghe va hiéu rd nhirng tac déng

“Tai ngn nghiém trong déu tién ké tuw ngay
thanh lap AirAsia”;

“Téi la ldnh dao cua céng ty, va téi nhdn toan
bé trach nhiém cua minh. P6 la ly do tai sao téi
oday”;

“Mdc du chung ta van chuwa biét nguyén nhdn
tai nan la gi, nhwng hanh khdch da o trén mady
bay cua téi va tbi cd trdch nhiém vdi diéu nay”!

Copyright by Nguyén Hi*ru Thing (HMU) 26



10 budc ung pho khung hoang truyén thong
trong nganh Y t¢

Khoanh vung su viéc va |én tiéng bado dong
(m&c do khung hoang)
. Diéu tra su viéc xay ra (nguyén nhan khing
hoang)
. Thanh 14p ban tac chién (to6t nhat |a thanh
lap trudc d6) gdm lanh dao va cac bd phan
cé lién quan truec tiép.
. Quyét dinh vé 1ap truong cda td chirc va
thong diép truyén théng va ra quyét dinh
vé kénh truyén thoéng

Copyright by Nguyén Hi*ru Thing (HMU) 27



10 bude ung pho khung hoang truyén thong
trong nganh Y t¢

6. Phat ngon (nguoi phat ngdn, hwdng phat ngdn, van dung moi quan hé
v&i gidi bao va ung ho cua cong chung)

7. Dam bao truyén théng xuyén sudt trong ndi bd va vdi bao gidi
Theo ddi phan &ng ctia du ludn va &ng pho khi can thiét

9. X ly van dé vdi nhirng ngudi cd lién quan ngay tai gdc ré (khac phuc
sy cO néu co)

s \ e . PN UBND HUYEN NHA BE CONG HOA XA HOI CHU NGHIA VIET NAM
10. Rut ra bai hoc kinh nghiém -
BENH VIEN HUYEN NHA BE Ddc lap - Tw do - Hanh phiic
Sé: 171 /QP-BV Nha Be, ngay 24 thang 11 nam 2014
QUYET DINH

Vé ban hanh Quy ché phat ngén va cung cap thong tin cho bao chi

cua Bénh vién huyén Nha Be

Copyright by Nguyén Hiru Thang (HMU) 28



Quy trinh xr tri khing hoang truyén thong

* Khong nén:

Quanh co, chdi trdch nhiém, dun day trach nhiém.
Cu xUr trén tién.

Nong gian, phat ngdn, hanh déng thiéu kiém ché.
Phat ngdn, hanh déng khéng nhat quan.

A S

Xda bai (cac motor tim kiém tw dong hoat dong lién tuc va xda bai
chirng t6 doanh nghiép dang cd6 diéu gidu diém, diéu nay cang kich
thich nha bao va déi thd dao sau, nghién ctru)

6. Cung cap hét chi tiét/thong tin

Copyright by Nguyén Hiru Thang (HMU)
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03 lien hé

1. Phdng vién viét tin/Doi thu
2. Co quan co quyén phan xét

3. Phong vién chuyén muc/Lanh
dao bao Ion nhat, lanh dao
bao than quen



Phat huy ndi luc =2 tao thé chu dong

Thong nhat ndi dung tuyén truyén va théng diép
T chire hop bao

Truyén thdng phan céng

T6 chire doan PV hién truwdng

W=

Copyright by Nguyén Hiru Thang (HMU)
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Théng diép truyén thong

A S

Xac dinh cac kénh truyén thdong chd chot

Thong nhat ndi dung théng cdo bao chi

LOi kéo nguoi cd anh huwong phat ngbn

Cho xuat hién bai phong van

Quang cado tran an du ludn hodc lam du ludn phan tam

Copyright by Nguyén Hiru Thang (HMU)
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Truwdc khung hoang

Tang cwong chat lvong dich vu, gia tang quan hé cong chidng va gidi bao.
Nhan dién: xem xét tat ca cac tinh hudng co thé xay ra

Lén ké hoach, phwong an doi phd cho cac tinh huéng khac nhau:
* Thanh vién nhédm xt ly khang hoang

e Nguoi phat ngdn truyén thong

Tha tuc lam viéc vdi gidi truyén thong

Phuong tién

Thong tin co ban

SO dién thoai lién hé v&di nhan vat chi chét

HO tro:

* K& hoach xtr ly khiing hoang théng nhat va dwogc chap thuan

Thuwc hanh:



Cau chuyén vé thanh gwom Damocles dud
trieu dai nha vua Denys thdi Hy Lap Co dai
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Cau chuyén vé thanh gwom Damocles dud
trieu dai nha vua Denys thdi Hy Lap Co dai

e Chu trong tang cwd'ng chat lwong dich vu va san pham cdia minh dé
“‘gia tang strc dé khang”’ (giong nhu tang do day cla sgi long dudi
ngua)

* Gia ¢ hai diém tiép xuc:
1. Gilra “can gwom - soi long dudi ngwa” twong ng “Quan hé bao chi”
2. Gilra “soi I6ng dudi ngua - diém gan vao tran nha”, twong &ng “Quan hé
vQ@i cong chung”.

Copyright by Nguyén Hi*ru Thing (HMU)
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Cai tién chat luvong

P? Do

Act

Standard

[\

Chat luong

bénh vién
CQI

«
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huodng khing hoang
truyén thong
Tinh hudng: quén gac sau mo!

Bénh vién X ti€p nhan bénh nhan tai kham sau mé cat U xo’ tir cung 9
ngay, chi van bi dau bung, sot, an udng khong dwoc vi an vao bij oi
ra.

Tal bénh vién, trong lic 1Am vé sinh vét md cho nguoi bénh, diéu
duo’ng phat hlen c6 ch6é hé 3 cm da xung quanh tham den, ri dich
mu hoi thoi. T ché h& nay, phat hién miéng gac 16 ra ngoai vét
mo, bac si da dung dung cu y té kéo ra kém khoang 300ml dich
mu hoi. Ngay hom sau d3 co tin trén trang bao dién t&r. Anh chi la 1anh
dao bénh vién X, anh chi sé xtr tri tinh huéng nay nhu thé nao?
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Tai lieu tham khao

1. Philip Henslowe, Nhitng bi quyét can ban dé thanh cdng trong PR,
Nha xuat ban tré, sach dich.
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Lién hé:
*Email: thangtcyt@gmail.com
*Mobile: 0915313175

Xin tran trong cam on!
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TRUGNG DAI HOC Y HA NOI

VIEN PAO TAOY HOC DU PHONG
VA Y TE CONG CONG

LAP KE HOACH BENH VIEN

Nguyén Hiru Thang
BM T6 chirc va Quan ly y té




MUC TIEU

1. Trinh bay dwgc khai niém, phan loai va cac buéc
clia LKH chién lvgc/hoat dong clia bénh vién.

2. Thuc hanh |ap duoc ké hoach chién luvoc/hoat
dong cua bénh vién.




/

Yy

So dd chu trinh quan

Theo doi,
giam sat




LAP KE HOACH LA GI?

= Qud trinh xdy dwng mét chuwong trinh téi wu cho viéc thuc
hién cdc muc tiéu dd lwa chon cua BV, dwa trén co so tinh
todn mét cdch day du va khoa hoc vé cdc diéu kién, phuong
tién, ngudn luc hién cdé va sé cé cua BV.

® Muc tiéu can dat la gi?

* Nén lam gi? Lam nhu thé nao? Lam khi nao Ia tét nhat? Ai lam? Lam &
dau?

= Can c6 diéu kién gi? Bao nhiéu?




CAC LOAI KE HOACH

Cé nhiéu loai KH (tuy cach phan chia, muc tiéu, van dé, thoi
gian...). Mot BV thudng cé cac loai KH:

“*KH chién lvgc bénh vién

**KH dai han

K& hoach nam

K& hoach hoat déng

o

‘ LI




LAP KE HOACH CHIEN LUQC
BENH VIEN




Cac cap db chién luvgce clia bénh vién

*Chién lwoc to chirc
*Tam nhin
*S* ménh
*Gid trj cOt IO
*Chién luoc kinh doanh/Chién lwoc tdc nghiép



Phan 1: S&¢ ménh, tam nhin
gia tri cot |6i cua bénh vién



Tam nhin, s& ménh, gia tri cbt |18i cia bénh
Vvién
Tam nhin
Bénh vién cla ching ta sé trd thanh nhu thé
nao trong twong lai?
S ménh
Bé&nh vién clia chung ta ra d&i nham muc dich
gi?
Gia tri cot I5i
Nhitrng gi chung ta tin va cach chung ta &ng
XU?
.




Cac gia tri cot 16i (Core Values)

* La cac nguyén tac, nguyén ly nén tang va bén virng
cua bénh vién.

* Nhirng nguyén tac nay:
* Ton tai khdng phu thudc vao thoi gian.
* Ty than, khéng can sy bién hd bén ngoai.
« CS gia tri va tdm quan trong v&i bén trong té chirc.




Vi du: TAm nhin

La bénh vién da khoa Nhi hang dau khu vuc
doéng bang Song Hong

Nguoén: L&p QLBV tai BV Nhi tinh Thai Binh



S ménh

1. Cham séc sirc khoe tré em mot cach toan
dién, tao niém tin cho ngudi bénh va gia dinh
nguoi bénh.

2. Tao moi truwong, diéu kién lam viéc tot nhat
cho can bo nhan vién bénh vién.

3. Trng budc phat trién, md& rdng quy md, ludn
doi madi vuon toi s hoan hao trong moi hoat
dong nham xay dung thuong hiéu bénh vién
bén virng.

Nguoén: BV Nhi tinh Théai Binh




Gia tri cot 15i

1. Bénh vién khdng ngirng d6i mdi, sang
tao, rng dung khoa hoc ky thuat hién
dai, ndng cao chat lwong cham sdc strc
khoe tré em.

2. Nhan vién y té trung thuc, doan két,
chuyén nghiép.

Ngudn: tai BV Nhi tinh Théi Binh




Phan 2: Chién lugc phét trién
bénh vién



Lap ké hoach chién luoc

Hién ta dang & dau? =" Phan tich td chire
Trong boi canh nao? * Phan tich méi trrrdng

T

Ta dang di dau?
Ta nén di dén dau?

T

=
Ta sé& di dén d6 bang « Xac dinh chién lwoc
cach nao? Nhu thé nao? | < va cac nguyén tac
= |

* Lua chon thi trurdrng
* Luwa chon dich vu

piy

Mhirng gi da dat dwoc,
nhimg gi can xem xét?

* Panh gia tinh kha thi
cda chién lwoe.




Budc 1: Banh gia MT bén trong va ngoal




PHUONG PHAP: SWOT

Piém manh (strengths)

Co héi (opportunities)

Piém yéu

Thach thirc/nguy co
(threats)




PHUONG PHAP: SWOT

Piém manh (strengths)

Co héi (opportunities)

Piém yéu

Thach thirc/nguy co
(threats)




Két qua phan tich SWOT
BENH VIEN UNG BUGU HO CHI MINH



Piém manh

1. Bénh vién dau nganh vé Ung budu khu vuc Mién Nam, cd Y hiéu,
ngwoi bénh tin twong

Mai truong lam viéc than thién, doan két

Co day du cac phong ban chirc nang theo quy dinh

Két hop t6t mod hinh Vién — Truong (2 trudong dai hoc)

Bénh vién thyc diéu tri phéi hop lién chuyén khoa

Bénh vién thuc hién dwoc nhiéu phuwong phap, ki thuat mai
Van phong cua hoi K Viét Nam, chu tich HGi la GS cua BV

P3 thuc hién tuw chi mot phan kinh phi

O O N O U A WD

D6i ngili 1anh dao gioi

10. Doi ngli CBYT cé chuyén mdn cao, chuyén mon siu, co ké thira
11. DOi ngli CBYT tre, nhiét tinh

12. Trang thiét bj hién dai, phan mém QLBV



A

o

piém yéu

Co s& vat chat chat hep, cl k§ (1973), thiéu trang thiét bj,
vat tu

Bénh vién van con thiéu nhan lyc

Ché dd dai ngd con cho CBYT cla bénh vién chua cao

Hé théng cong nghé théng tin chwa hoan thién

T6 chirc qudn ly chua chuyén nghiép (Can bd phong chirc
nang kiém nhiém)

Ky nang lam viéc nhdm con yéu

Tinh than phé va tu phé



L 0 N O U s

Co hoi

Diéu kién kinh té& - xa hoi phat trién, Sy quan tdm clta x3 hdi, ngudi
dan vé Ung thu, to chire tir thién

Xay thém khu mdi: 43 Nguyén Huy Luong, Co s& 2: Quan 9

Xu hudng phat trién cda nganh K: Nang tdm bénh vién |&n nuwdce va
khu vuc

Hop tac trong nudc (bénh vién cong, tu) va qudc té

Hop tac chuyén moén vadi cac nudc

Sw ung ho cua nganh

Chinh sach cia BO Y té: Chi dao tuyén dudi, chuyén gia cdng nghé
Chinh sach bdo hiém vy té

Tw chu vé tai chinh, c6 sw ho trg kinh phi cGa Bo y té&, S& Y té



©® N O v &

Thach thuc

Nhu cau ngudi bénh ngay cang tang (s6 lwgng va chat lvgng), qua
tai nguoi bénh, dé sai xot chuyén mon, dwong day nong

Yéu cau cla x3 hoi, BO y té cac BV can nang cao chat lwgng Kham
chita bénh (cong bo chat luvgng)

Quan ly kinh té trong y té trong bdi canh ty chi tai chinh hoan
toan

Canh tranh bénh vién c6 chuyén khoa Ung buwdu: BV cong, BV tu
Du ludn x3 hoi, truyén thong chwa cd ti€éng ndi chung vai nganh y
Khoa hoc k{ thuat thay ddi nhanh chdng

Chi phi diéu tri NB Ung thu cao

Pai ngd cho CBYT chuwa phu hop



Phan 3: Xay dung chién lugc cGia bénh vién




Xay dung chién luoc clia bénh vién

Thach thurc

(T)

Diém manh
(S) S+07? S+T7?
Piém yéu
(W) W+QO? W+T?



Chién luvgc két hap diém manh + Co hoi

Chién lvoc phat trién thi trueong: Phat trién tam soat va
phat hién sém Ung thu (kham chira bénh tai nha, phong
kham vé tinh...)

Chién luong tang cwong hop tac qudc té dé cir CBYT di
dao tao chuyén sau va cap nhat khoa hoc ky thuat tién
tién

Chién lvoc phat trién trung tdm tam soat va diéu tri dich
vu ky thuat cao

Chién lwoc phat trién, dao tao nguén nhan lwc cé chat
lwgng cao cho co s& vy té tai VN va trong khu vuc

BENH VIEN UNG BU'G'U HO CHi MINH



Chién luoc két hop gitta Diém manh + Thach
thure

1. Chuyén nghiép hda trong quan ly nhan luc, kinh té, cong
nghé théng tin

2. NAang cao chat lwgng kham chira bénh, phat trién trung
tam diéu tri chuyén sau

3. Tang cuong cong tac truyén thong, quang ba y hiéu cia
bénh vién

4. Phat trién trung tdm diéu tri chat lwgng cao

5. Dau tw trang thiét bj hién dai

BENH VIEN UNG BU'G'U HO CHi MINH



Chién lugc két hap gitra Diém yéu + Co hoi

1. X3 hoi hda trang thiét bjy té

Hop tac vdi co s y té cd chat lvgng tot trong nwdc, trong
khu vue va trén thé gidi

3. Tao co ché thu hat va dao tao ngudn nhan luc ¢ chat
lvong cao trong va ngoai nuwdc

BENH VIEN UNG BU'G'U HO CHi MINH



Gidi phap két hop gilta Diém yéu + Thach
thirc

1. Na&ng cao chat lvgng kham chira bénh, phat trién trung
tdm diéu tri chuyén sau

2. Tang cwong cong tac truyén thong, quang ba y hiéu cda
bénh vién

3. Chién luwgc phat trién thj trudng: Phat trién tdm soat va
phat hién sdm Ung thu (kham chita bénh tai nha, phong
kham vé tinh...)

4. Giam qua tai bénh vién

BENH VIEN UNG BU'G'U HO CHi MINH



KE HOACH NAM BENH VIEN




Cau hoi thao luan

K& hoach ndm cla bénh vién anh/chi dugc xay dung
nhu thé nao:

Pon vi lam dau maoi?
Thoi gian thyc hién?
Cac budc thuc hién?
Nguoi tham gia?




Anh chi danh 15 phut nghién ctru tinh hudng

* P8i chiéu véi tinh hudng “Hudng dan cdng tac 1ap ké hoach
nam cua bénh vién X”
* Diém gidng va khac nhau véi cong tac 1ap ké hoach giira
BV X va bénh vién cua anh/chj?
e vu diém/nhuoc diém cta hudng dan?
* D& thuyc hién cong tac |ap ké hoach ndm tai bénh vién cla
anh chij tot hon, theo anh chj can cai thién nhu thé nao?




Quy trinh 1ap k& hoach ndm bénh vién

< Batdiu D
1

I Cumng cap dé liéu can

i
| I Lap Duwr thao KH

FhdSmng dat
I

Bao vé k& hoach

[ ==

I Thing qua KH

1

| :—I Hoan chinh KH

Khamg dat

LT

Bat

I Lanh dao phé duyét

r

I Thuc hién k& hoach

I
/Lu‘u hd so /
< K&t thac D




Hudng dan cong tac 1ap ké hoach BV

* Thoi gian thuwc hién: thang 11, 12 hang nam, trudc khi dai
hoi cdng nhan vién churc

* Phong k& hoach tong hop l[am dau méi:
* Hwdng dan cac khoa xay dung du thao ké hoach va t6
chirc tham dinh, xét duyét.
 Xay dung du thao ké hoach hoat déng bénh vién.




Phong ké hoach tdng hop lam dau moi

* Thdng bao, hudng dan xay dwng ké hoach: Ban hanh van ban
hwdng dan, trong dé chi dan cu thé mot s6 ndi dung/y kién
chi dao cua Lanh dao bénh vién.

e Xay dung, thdng nhat biéu mau ban ké hoach chung cho cac
don vi trong bénh vién. Thong thuwdng, biéu mau duoc
thong nhat ti trude, trir khi cd thay doi vé muc dich xay
dung ké hoach thi mét sé ndi dung sé cé thay doi.

 Cung cap thong tin, tai liéu cho cac don vi lam co s&, can c,
bao gom:

* SO liéu hoat dong chuyén moén kham chira bénh: Phong
KHTH

* SO liéu vé vién phi, chi phi, VTTH: Phong TCKT

* SO liéu vé dao tao, tap huan: Trung tdm dao tao.




Cac khoa, phong xay dung ké hoach hoat
dong cua don vi

« Can c 1ap ké hoach bao gém:
* K&t qua dat duoc cla ky ké hoach trudec.
* Nhu cdu ngudi bénh, su thay d6i mo hinh bénh tat,
* Tinh chat cong viéc, nhirng van dé can dwoc tién hanh,
phat trién,...
* Kha nang cta don vi: Nhan luc, co s& vat chat, trang thiét
bi, tai chinh...
* Dinh hudng phat trién cta don vi.
* Chi tiéu cap trén giao.
* Trwdng hodc pho trudng khoa/phong 1ap du thdo va té chirc
thao luan lay y kién déng gdp ctia nhan vién trong
khoa/phong tai hdi nghi CBVN cap khoa/phong.




T6 chirc tham dinh, xét duyét ké hoach céc
don vi

* H6i ddng tham dinh, xét duyét ké hoach cic khoa/phong
gom: Pai dién ban gidm déc bénh vién, cac trudng
phong/trung tam.

 Xay duwng lich xét duyét k& hoach dé cac khoa/phong chi
dong bo tri.

* Tai budi hop xét duyét:

* Khoa/phong trinh bay du thao ké hoach,

e Cac thanh vién tham gia gop y theo linh viec phan cong
phu trach.

* Thu ky cudc hop (thudc phong KHTH) ghi theo doi nhirng
ndi dung gép y dé theo ddi qua trinh chinh stra cla
khoa/phong.




Cac khoa/phong chinh sira theo su gdp v cua
HOi dOng tham dinh

e Sau khi chinh stra, khoa/phong giri ban ké hoach vé phong
KHTH. Nhan vién phong KHTH kiém tra lai.

* K& hoach d3 duoc chinh stra hoan chinh theo y kién cia Hoi
dong tham dinh, trinh Gidm ddc duyét, ky.

* Néu ké hoach chua sira hoac stra khong dung y kién ctia Hoi
dong tham dinh, tra lai khoa/phong




Theo ddi thuc hién ké hoach

* Sau khi ké hoach dugc Gidm déc phé duyét, duoc sao lam 3
ban, dong dau:
* 1 ban gti cho khoa/phong thuc hién,
* 1 ban glti cho phong T6 chirc can bd va
* 1 ban giti cho phong KHTH dé theo dai.




Theo ddi thuc hién ké hoach

* Phong KHTH téng hop cdc nhdm cdng viéc/hoat dong theo
tirng khoa/phong cla toan bénh vién dé phan cong theo doi,
danh gia thuc hién ké hoach, nhu:

* Phong T6 chitc: Theo ddi cac hoat ddng vé bién dong nhan
lwe, ho tro lam thd tuc dao tao phat trién nang luc nhan
vién, dé xuat giai quyét ché do lwong va phu cap nhén
vién,...

* Phong KHTH: Theo ddi cac hoat déng phat trién ky thuét,
dau tu co so ha tang, cac chi tiéu kham chira bénh,...




Theo ddi thuc hién ké hoach

. Két qua theo doi hoat dong cac khoa phong dugc danh gia
hang thang va dwoc sir dung dé danh gid mirc dd hoan
thanh nhiém vu...




KE HOACH HOAT PONG BENH VIEN




D12 |Xdy dung, trién khai ke hoach va dé 4n cai tien chat lrong

10.Ban ke hoach ci tién chat luong chung cia bénh vién duge trién khai day d
cdc myc theo nhu bang kiém dénh gid.

LLTy I¢ cac khoa/phong xdy dung dé an cai ticn chat luong riéng cia timg
khoa/phong chiem tir 50% tong so khoa/phong tr lén,

12. Mo dé an cai tien chat lung co dua ra it nhat 1 muyc tiéu va | ket qua dau ra cu
the, phi hop véi ke hoach cai tién chat lwong chung cia bénh vién

13.Cac khoa/phong trién khai cdc d¢ 4n cai ticn chat luong cia timg khoa/phong
theo 16 trinh trong d¢ dn.

Quyét dinh s6 6858/2011/QD-BYT

07/08/2017



P - Lap ké hoach

SORTRCE

X&c dinh Ké hoach
giai phap hanh dong

07/08/2017



B1: Xdc dinh van dé

Can tim bang chirng dé xdc dinh van dé & dau?

» Khach hang: hop thu, duong day nong, phiéu tham
do, gop y truc tiép ...

* B40o cdo: su cO sai sOt, nguy co
* Thao ludn nhdm, phdng van, y kién chuyén gia

* TS chirc kiém tra: khao sat su hai long cdia NB, nhu
cau doi vai dich vu

* Cac bdo cdo tdng hop, theo ddi thuc té ...
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Xac dinh van dé dua trén hé thong phan loai vu
tién co ban (BPRS: Basic Priority Rating System)

Ba yéu to trong hé théong phan loai wu tién co’ ban

A: Mdrc dd pho bién cta van dé
B: Mirc d6 nghiém trong cta van dé

C: Hiéu qua can thiép
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Vi du cach cho diém theo bang tiéu chuan

Diém Mtrc phd bién Tinh nghiém Hiéu qua can
trong thiép
0 Khéng co/ Rat Khéng Khéng
thap
1-2 Thap Thap Thap
3-4 1B 1B 1B
5 Cao Cao Cao




Viét van dé: 4W — 1H

e What?
* Who?
e Where?

e How?

VD: Ty |é tudn thu rira tay theo dung quy trinh cua
nhan vién y té tai khoa Ndi tdbng qudt bénh vién X 13
25% vao
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B2: Xac dinh nguyén nhan van dé

|Managﬂrnant| [ Materials ] [Manpnwar]

©2005 - Envision Software
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Ve i thik V& nhdc nhé, luu ¥

khéng biét, khang thye hién E Thidu bién bao/ Iuu y |
Mang ging | )
4 Bénhnhan
Thigu dao tao, dao tao lai : ~_ Th Suihéeph .
Cong viec qud tal / Mat thai gian / '
e ki s : Linhdao  Bong nghiép
Muc dé 'de’f Nguy ca nhiém thdp _ 25,8% nhan vién y té
tuan thu quy trinh
Thiéu céc phuong tién riia tay Thiéu ap luc tirxa héi vé sinh tay

Thiéu 'khéng khi' tudn thi

Noi rifa tay khéng thuan tién .
"/ Phong trao chua lan rdng, thu hat

Dung dich riia tay khéng di

Chuta ¢é quy dinh thudng - phat

kich (ng da

VE quan ly/ quy trinh

V& céc phuong tién dé rifa tay
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B3: Pat ra muc tiéu

Xac dinh muc tiéu, ap dung tiéu chi SMART (2D-3T)

Specific - cu thé, dé hiéu
Measurable - do lvong duoc
Achievable - vira sirc, cé thé dat duoc
Realistics -

Timebound - cdé thoi han

07/08/2017

(Dac thu)

(Do lvong)

(Thuc hién duoc)
(Thyc té)

(Thoi gian)
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Muc tiéu

Van dé: Ty 1é tudn thu rira tay theo dung quy trinh
cla nhén vién y té tai khoa Noi tong quat bénh vién
X la 25% vao thang 3 nam 2015

>

Muc tiéu: Tang ty lé tuan thu rira tay theo dung quy
trinh cdia nhan vién y té tai khoa Noi tong quat bénh
vién X tw 25% vao thang 3 nam 2015 |én 50% vao
thang 6 nam 2015
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B4: Xay dung giai phap, hoat dong

0000000000



Nguyén nhan nao — Giai phap do

Kién thirc va thuwe hanh dung Nang cao nhan thirc va thuc
ctia CBYT vé vé sinh tay con han hanh cta CBYT vé rira tay dung
ché cach

Thi€u phuwong tién va hoa chat Cung cap phuong tién va hda
rira tay chat rira tay

Thiéu theo d&i va gidm satvé  Tang cuong theo ddi va giam
sinh tay cia CBYT sat vé sinh tay cua CBYT
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Viét hoat hoat dong
Giai phap Hoat dong
Nang cao kién thircva T6 chirc dao tao cho CBYT vé rira tay dung
thu'c hanh cia CBYT vé cdach
rira tay dung cach Cung cap tranh rira tay dung cach
Lap mdi hé thdong rlra tay nhanh tai
Cung cip phuong tién phong bénh, xe tiém, phong hanh chinh

va hda chat rira ta , S Cey yy 2
Y Cung ng day du, kip thoi hdoa chat rua

tay

y . __ Theo doi giam sat thwong xuyén
Tang cuvong theo ddi va
giam sat vé sinh tay cua

CBYT T6 chirc thi dua, khen thuong, dong vién



Muc tiéu

Ty 1€ tuan
thua rra
tay theo

dung quy
trinh cua

NVYT tai

khoa NOI |

tbng quat
bénh vién

X la 25%

vao thang
3 nam
2015

y N

Tang ty 1€
tuan thu
riba tay

theo dung

quy trinh
cua nhan
vién y té
tai khoa
Noi tbng
quat bénh
vién X tw

25% vao

thang 3

nam 2015
lén 50%

vao thang
6 nam

2015

Nguyén nhan

Giai phap Hoat dong

n P . T6 chirc dao tao cho
Nhan thirc va Nang cao nhan '

thwec hanh

clia CBYT vé
rira tay dang
cach han ché

Thiéu

phuwong tién

va hda chat
rira tay

Thiéu theo
doi va giam
sat vé sinh
tay cua
CBYT

CBYT vé rira tay

thirc va thyc . .
i dung cach

hanh ctda CBYT

V@ rira tay Cung céap tranh rira
dung cach tay dung cach
Lap méi hé théng
rira tay nhanh tai
Cung cap phong bénh, xe
phuwong tiénva  tiém, phong hanh
héa chat rira chinh
tay Cung &rng day du,
kip thoi hoa chat rira
tay
Theo doi giam sat
Ting cudng thuong xuyén
theo doi va
giam sat vé T6 chirc thi dua,
sinh tay cia  khen thudng, dong
CBYT

vién



B5: Lap ké hoach hanh dbng

Thdai gian thuc hién ( theo
Noi dung Du kién két thang/tuan/ngay) Ngudn luc
cOng Viéc qua

T1 T2 T3 T4 [ TS5 | T6 | T7

v

Metrics “— 3

Methods | Machines

* Ghi chu:
ﬁ

Thoi gian thuc hién
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B5: LAp ké hoach hanh déng

. Thoi Nguwoi | Dw kién o
Hoat dong . - . : - Duv kién két qua
gian 0 giam sat | kinh phi
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Bai tap thuc hanh, chia 2 nhom

* Thuec hanh Lap ké hoach hoat dong cai tién chat
lvong bénh vién:
1. Xac dinh van dé can cai tién chat lvong
2. Phan tich nguyén nhan van dé
3. Viét muc tiéu ké hoach gidi quyét van dé
4. Viét giai phdp va hoat dong
5. Viét ké hoach
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Lién hé:
*Email: thangtcyt@gmail.com
*Mobile: 0915.31.31.75

Xin tran trong cam on!
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CAU HOI THAO LUAN:

Cau hdéi 1: Cong tac lap l’(é' hoach hang nam tai khoa phong/bénh vién ciaa
anh chi thuc hién nhu thé nao?

O

o O O O

O

Thanh phan tham gia

Thoi gian bat dau thue hién
Can ctr dé 1ap ké hoach
Lap ké hoach

Bao vé lap ké hoach

Cau hoi 2: Anh chi ¢6 nhan xét gi vé huwéng din 1ap ké hoach cia bénh
vién X trong tinh huong duéi day?

O

Uu diém

o Nhuoc diém

Céu héi 3: Pé thuc hién cong tic 1ap ké hoach nim tai bénh vién ciia anh
chi tot hon, theo anh chi can cai thién nhu thé nao?



, ~_ TINH HUONG THAO LUAN ‘
HUONG DAN CONG TAC LAP KE HOACH HOAT PONG HANG NAM
BENH VIEN X

I- CONG TAC XAY DUNG KE HOACH HANG NAM TAI BENH VIEN
1- Thoi gian thuc hién:
- Thang 11, thang 12 hang niam (trudc khi tién hanh Hoi nghi CBVC nam).
- Quy trinh cac budc xay dung ké hoach: Theo so dd (phu luc 1 kém theo)
2- Cac khoa, phong xay dung ké hoach hoat dong cua don vi.
a- Phong K& hoach tong hop 1a dau méi t6 chuc:
- Huéng dan cac khoa xay dung dy thao ké hoach va t6 chtc tham dinh, xét
duyét.
- Xay dung du thao ké hoach hoat dong bénh vién.

b- Cac hoat dong chuan bi xay dung ké hoach.

Trude ky xay dung ké hoach, phong KHTH tién hanh cic budc chuan bi nhu
Sau.

* Thong bao, hudng dan xay dung ké hoach: Ban hanh van ban hudng dan,
trong d6 chi dan cu thé mot sd nodi dung/y kién chi dao ciia Lanh dao bénh vién.

* Xay dung, thong nhat biéu mau ban ké hoach chung cho cac don vi trong
bénh vién (xem phu luc 2). Thong thuong, biéu miu dugc théng nhét tir trudc, trir khi
c6 thay doi vé muc dich xay dung ké hoach thi mot s6 ndi dung s& co thay d01

* Cung cap thong tin, tai liéu cho cac don vi lam co sd, can ctr, bao gdom:

- S6 liéu hoat dong chuyén mon kham chira bénh: Phong KHTH
- S6 liéu vé vién phi, chi phi, VTTH: Phong TCKT
- S liéu vé dao tao, tap hudn: Trung tim dao tao.
c- Cac khoa phong xay dung ke hoach hoat dong ctia don vi:
Can ctr 1ap ké hoach bao gom

- Két qua dat duogc cua ky ké hoach trude.

- Nhu cau ngudi bénh, sy thay d6i mo hinh bénh tt,

- Tinh chét cong viéc, nhiing van dé can dugc tién hanh, phat trién,...

- Kha nang ctia don vi: Nhan luc, co sé vat chét, trang thiét bi, tai chinh...

- Pinh huéng phat trién cta don vi.

- Chi tiéu cdp trén giao.

Truong hodc phod trudng khoa/phong 1ap du thao va td chirc thao luan ldy ¥
kién dong gdp cua nhan vién trong khoa/phong tai hoi nghi CBVN cap khoa/phong.

d- T chirc ghém dinh, xét duyét k€ hoach cac don vi: ‘
—,Héi dong tham dinh, xét duyét ké hoach cac khoa/phong gom: Pai di¢n ban
giam doc bénh vién, cac truong phong/trung tam.
2



- Xay dung lich xét duyét ké hoach dé cac khoa/phong chii dong b tri.

- Tai budi hop xét duyét: Khoa/phong trinh bay du thao ké hoach, cac thanh
vién tham gia gop y theo linh vuc phan cong phu trach. Thu ky cudc hop (thude
phong KHTH) ghi theo ddi nhitng ndi dung gop y dé theo ddi qua trinh chinh sira cua
khoa/phong.

e- Cac khoa/phong chinh sira theo su gop ¥ ctia Hoi dong tham dinh.
Sau khi chinh stra, khoa/phong gui ban ké hoach vé phong KHTH. Nhan vién
phong KHTH kiém tra lai.
- K& hoach da dugc chinh sira hoan chinh theo v kién cua Hoi déng tham
dinh, trinh Giam déc duyét, ky.
- Néu ké hoach chua stra hodc sira khong dung ¥ kién cua Hoi dong tham
dinh, tra lai khoa/phong

g- Theo d&i thuc hién ké hoach.

Sau khi ké hoach duoc Giam dbc phé duyé¢t, dugc sao lam 3 ban, dong dau: 1
ban giri cho khoa/phong thuc hién, 1 ban guri cho phong To chirc can bd va 1 ban gui
cho phong KHTH dé theo doi.

Phong KHTH tong hop cac nhom cong viéc/hoat dong theo ting khoa/phong
clia toan bénh vién dé phan cong theo ddi, danh gia thue hién ké hoach, nhur:

- Phong T6 chtic: Theo do1 cac hoat dong vé bién dong nhan lyc, ho trg lam

thu tuc dao tao phat trién ning luc nhan vién, dé xuat giai quyét ché do
lwong va phu cp nhan vién, .

- Phong KHTH: Theo doi cac hoat dong phat trién k¥ thuat, dau tu co s& ha

tﬁng, cac chi tiéu kham chira bénh,...

Két qua theo ddi hoat dong cac khoa phong duoc danh gia hang thang va duoc
sir dung dé danh gia mirc d6 hoan thanh nhiém vu, dong thoi 1 co sé chi luong ting
thém cho cac khoa/phong.



IL. PHU LUC
1. Phuluc 1. So doé xay dung ké& hoach:

Cung cap dir liéu can

A 4

| Lap Dy thao KH

Khdng dat

Bao vé ké& hoach

l Pat

Thong qua KH

Hoan chinh KH

Khong dat

@

Lanh dao phé duyét

Thuc hién ké hoach

-

/Lu’u hd sd/




2. Phu luc 2- Miu ké hoach 2015

MAU KE HOACH 2015 ,
(Ban hanh kem theo céng van so /BVngay  112/2014cua Giam doc bénh vién X)

BENH VIEN X CONG HOA XA HQI CHU NGHIA VIET NAM
Khoa/phong: (Ghi tén khoa/phong) Poc 1ap - Tw do - Hanh phuc

.whgay  thang nam 201...

KE HOACH HOAT PONG NAM 2015
KHOA ...

1. Gié6i thiéu chung vé don vi
1.1 Chite niing, nhiém vu: (theo quyét dinh thanh lap
1.2 T6 chire, bién ché: Gom cdc b phdn, t6 (néu cé), té chirc ding, cong
doan,...; S6 nhan vién
1.3 Quy mé giwdng bénh, co sé ha ting, trang thiét bi
1.4 Pic diém tinh hinh (kh6 khén, thudn loi) trong nam ké hoach

2. Panh gia thyc hién nhiém vu nam 2014

2.1 . Két qua thyc hién cac nhiém vu chuyén mén chinh
Phan nay néu tom tdt két qua hoat dong nam 2014. Can cir vao ké hoach va
nhiém vu dwoc giao, bdo cdo tom tat két qua da thyc hién trong nam 2014 theo tung
noi dung sau:

2.1.1. Két qua thwe hién nhiém vu chuyén moén dwoc giao (Bing 1)
tt Noi dung hoat dong ) Ké | Thyc | Thuc |S.sanh | S.sanh | Ghi chi @
hoach | hién | hién | 2014 | 2014
2014 | 2013 | 2014 |v6i KH| voi
2013

Kham, chira bénh:

Kham bénh (lan)

Diéu tri ndi tra (NB)

Ngay diéu tri (ngay)

Ngay diéu tri trung binh (ngay)
Cong suat givong bénh (%)

S lan thu thuét

Sb ca phau thuét

~Njoo|~wN| Rl

Ty 18 tién thudc
Tién VITH/ngay/NB




Ghi chd :

- D Ghi cdc noi dung hoat dong cu thé ciia don vi, nhw : Cac khoa lam
sang la cac chi tiéu vé kham bénh, diéu tri ndi tri, sé ca phcfu thuat, thu thuat,
ngay diéu tri va ngay diéu tri trung binh, cong sudt sit dung giwong bénh,
... ;Cdc khoa cgn ldm sang la cdc chi tiéu xét nghiem; Cdc phong nghiép vu la
cong viéc thyc hién, nhu : Trung tam dao tao la s6 [6p hoc, s6 hoc sinh-sinh
vién, s6 dé tai NCKH dwoc duyét va trién khai,... phong To chire la s6 nhdn
vién tuyén dung, dao tgo, xét duyét nang luong, thi dua, ... (s6 liéu kham chita
bénh = 11 thang dau nam va woc thuc hién thang 12)

- @: Giai trinh 1y do khéng dat (néu co)

2.1.2 Dao tao va nghién cvieu khoa hoc (Bang 2)

tt | Noi dung hoat dong V) Ké hoach 2014 | Thuc hién 2014 | S.sanh | Ghi
2014 | chu®@
voi1 KH
b | Pao tao:
Huéng dan hoc sinh, sinh
vién

Dao tao cho nhan vién

Ghi so luong,
téen nhan vien

Ghi so luong,
téen nhan vién

theo ké hoach thuce hién
Tap huén tai chd (do bénh Ghi so luot
vién t6 chtrc) nhan vién/gio
hoc
Pao tao khac
c | Nghién ctru khoa hoc: Ghi s6 lweong, | Ghi sé lrong,
tén de tai/cai|tén dé tai/cdi
tien theo ké | tién thuc hién
hoach
d Ghi s6 lwong, | Ghi sé luong,

K¥ thuat, phuong phap
maoi

tén dich vu k)?
thuat theo ke
hoach

tén dich vu ky
thuat da trién
khali

2.2. Két qua danh gia chit lwong kham chira bénh cia don vi.

- Piém chat luong trung binh ctia don vi nim 2014

- Két qua danh gia chi tiét chat lugng (phu luc 1: 83 tiéu chi chét luong)

2.3. Két qua cac hoat dong khac ’
Thuyc hién quy ché bénh vién, giao ti€p ung xu, thi dua,...

2.4. Panh gia chung lgét qué hoat dong nam 2014:
- Néu nhiing vu diém, nhugc di€ém




- Néu tom tit kho khin, van dé tdn tai chinh trong nam 2014 can duoc uvu tién
giai quyét trong ndm 2015.

3. Ké hoach 2015

3.1 Muc tiéu: La nhitng moc, dich can phdi dat trong niam ké hoach. Can cir vao
tinh hinh hoat déng thuee té ciia khoa, phong trong nam 2014 va cdc ndm trude do,
nhiém vu/chi dao cia bénh vién dé xdy dung muc tiéu cu thé, go”‘m:
3.1.1. Muc tiéu vé chuyén mén thwc hién tai don vi
- Hoan thanh 100% cac chi ti€u hoat dong chuyén mén nam 2015
3.1.2. Muc tiéu chung vé ning cao chit lwong
- Nang muc chit luong kham chita bénh trung binh ciia cac tiéu chi 1én tur
..(ghi cu thé, vi du: 3,5) trong nam 2014 1én >... (ghi cu thé, vi du: 4.0) trong nam
2015 (rieng3 khoa xét nghiem: Hoa sinh, Vi smh Huyét hoc-Truyén mdu viét theo
tieu chi 1SO 15189:2012)
3.1.3. Muc tiéu vé thi dua, tham gia cdc hoat dpng phong trdo (cia ding, cong
doan, doan thanh nién, ...)
3.1.4. Muc tiéu khdc (tiét kiém, siv dung hop 1y nguon lwc, nding cao thu nhdp,
...va cdc muyc tiéu khac tuy theo ddac thu cua don vi)
3.2 Cac chi tiéu co ban:
Phan nay can néu so liéu cu thé ciia timg chi tiéu, gém cdc muc sau:
e Kham bénh-Cap ctru: (S6 lwot nguoi bénh,)
e Dibu tri ndi trd: S6 ngwoi bénh, s6 ngay diéu tri, ngdy diéu tri binh
guan/NB
e Phau thuat/thu thuat
o K¥ thuat maéi sé trién khai: Ghi sé luwong, tén cu thé
e S luong phac do diéu tri méi, chi s6 chat lugng chan doan, diéu tri va

cham soc

e Giam sat thuc hién quy trinh, quy ché: (56 ldn, sé budi kiém tra dinh ky,
dot xudt,.. )

e Nghién ctru khoa hoc (S6 lwong, tén dé tai, cap quan 1y, sé guoi tham
gia...)

e Dao tao: Dy kién sé nguoi ctr di dao tao theo ting loai hinh; So I6p tdp
hudn, néi dung,

e Chi dao tuyén: (Vi du: 2 thw tuyén/thing; 100% NB chuyén tuyén dwoc
bao cao,...)

e Phong bénh: (vi du: 100% NV khéng hit thuéc 14, 100% NB dwoc gido
duc SK, ...)



e Quan ly kinh t& y té&: Thuc hanh tiét kiém vit tw, héa chdt, nguyén nhién
vt liéu nhw thé nao (dinh muc sw dung, giam bao nhiéu %), thuc hién
Nghi dinh 43/CP

e Thuc hién quy ché bénh vién, chuong trinh quan 1y chat luong:

e Hoat dong khac: Cong tac doan thé; Phong trao thi dua (loai hinh thi dua
va s6 nguoi dé xudt,...)

3.3 Cac hoat dong cu thé va tién do thuc hién:

(Néu cdac hoat dong cu thé dé thuwe hién dwoc tung muc tiéu, thoi gian bat dau trién
khai va ket thuc, dia diém trién khai, két qua, nguoi chiu trach nhiém, kinh phi-néu
cO. Phan nay dwa vao bang biéu):

Noi dung Thoi gian Dja diém | Nguoi | Dy kién két
tt hoat dong phu | qua dat duogc
trach

(bang nay nén xoay ngang khé giday A4. Muc thoi gian la thang/cot)

3.4. Bién phap dam bao
3.4.1. Nhan lyc:
a. D6i voi mdi ca nhan:
- Tich cuc hoc tip, nang cao ning luc, k§ nang chuyén mon, nghiép vu, giao tiép
ung X
- Xaéc dinh ro trach nhiém, vai tro ca nhan
- Thuyc hién ding quy dinh khi hanh nghé
- Hb tro, giup d& nhau trong cong viéc
- Nghiém tdc phé binh va ty phé binh
b. Dbi véi tap thé:
- Tao dung moi trudong lam viéc tHt.
- Xay dung, cap nhat quy trinh, quy dinh cho ting hoat dong.
- Tang cuong kiém tra, danh gia nghiém tc.
c. Cong tac can bg:
- Hoan thién, kién toan bd may td chirc cua khoa, dé bat thém lanh dao (néu
can).
- B6 sung ngudn lyc: Can cir vao nhu cdu cua timg khoa/phong va dinh muc
bién ché dé dé xuét bénh vién tuyén dung nhéan vién.
d. Cong tac giam sat thuc hién ké hoach:
- Vai trd clia cic Truong khoa, Truong phong: Chiu trach nhiém va can chu
dong lap ké hoach t chirc hoc tap, don ddc nhan vién thuc hién Quy ché bénh vién
va Quy trinh k¥ thuat bénh vién va cac quy dinh khac vé kham chita bénh.



- Dinh ky hang thang, hang quy, cac khoa t6 chire so két danh gia két qua thuc
hién k& hoach va co6 bi¢n phép trién khai phu hop.
3.4.2- Vé co s ha tdng va trang thiét bi, phwong tién phuc vu:
a. Co s ha tang:
b. Trang thi€t bi, dung cu, phuong tién phuc vu kham chira bénh:
3.4.3- Tai chinh: o ‘ 7
- Phuong an tang thu: d€ xuat cac dich vu nao can tang chi phi, thu bé sung hop
ly,...
- Chi phi phu hop: dé xuat nhitng khoan nao can giam tiét, phbi hop dé giam chi
phi...

3.5. P& nghi ciia khoa, phong (néu co)
..,ngay thang nam201.. ... , ngay thang nam 201...

GIAM BOC PHE DUYET TRUONG KHOA



BENH VIEN..... CONG HOA XA HQI CHU NGHIA VIET NAM
KHOA.... Poc lap — Tw do — Hanh phuc

“MAU DE AN
Cai tien chat lwong nam ....

I. CO SO XAY DUNG PE AN
1.1. Can cw phap ly:
1.2. Phan tich tinh hinh thuc té:
- Tai sao lya chon van dé cai tién chat luong: pho bién, tinh nghiém trong, hiéu
qua can thigp...?
- Néu van dé uu tién: cai gi, doi tuwong, ¢ dau, khi nao, bao nhiéu
- Nguyén nhan 1a gi (12 co sé dé viét giai phap)!

Il. MUC TIEU:
2.1. Muc tiéu chung:
G6p phan ...
2.2. Muc tiéu:
- Tang/giam [van d& wu tién] tir [bao nhiéu va thoi gian] Ién/xuéng [bao nhiéu,
thoi gian]
- Tiéu chuan viét muc tiéu: SMART (dic thi, do lwong, thiét thuc, thuc té,
thoti gian).

I1. GIAI PHAP VA PHUONG PHAP THUC HIEN:
Nguyén nhan nao — Giai phap do!
Giai phap 1:
Giai phap 2:
Giai phap 3: .......



IV. KE HOACH THUC HIEN:

L Nguoi £ L e
n: n Thoi LS Phoi Nguoi Du kiéen K R
Noi dung hoat dong gian chiu _tArach hop giam sat kinh phi Du kiéen ket qua
nhiém
Li¢t ké cac hoar dong | Tir Ngueoi Nguoi | Nguoitheo | Kinhphi | Thé hign bang chi so ¢6 thé do hrong
Den thuc hien | ho tro doi, giam duroc:
chinh st - 56 16p, s6 hoc vién, thoi gian

moi lop

Ty 16 CBYT c6 kién thize dat
sau tdp huan

Ty lé¢ CBYT c6 thuc hanh
diing sau tdp huan...




V. KHO KHAN, THUAN LQI VA PE XUAT:
1. Thuan lgi:

2. Kho khan:

3. Pé xuat kién nghi véi bénh vién:

[ ,ngay ... thang ...nam 20...
_DUYET GIAM POC TRUONG KHOA
CHU TICH HQOI PONG QLCL



TRUGNG DAI HOC Y HA NOI

VIEN DAO TAO Y HOC DU PHONG
VA Y TE CONG CONG

GIAM SAT VA PANH GIA
HOAT PONG BENH VIEN

Nguyén Hi*u Thang
BM T6 chirc va Quan ly y té




Muc tieu

* Trinh bay duoc khai niém, muc dich va tdm
quan trong cua hoat dong giam sat, danh gia
bénh vién

* Trinh bay duoc phuwong phap va cong cu giam
sat, danh gia bénh vién

e Xay dung dugc bang kiém gidm sat hoat dong
va chi s6 danh gid bénh vién



So doé chu trinh quan ly

giam sat

/Theodﬁi, )

/ . L e 4 Thuc hién
| Dbanh gia ) k& hoach




GIAM SAT
HOAT PONG Y TE



QUAN LY MA KHONG GIAM SAT?
 Thandiquanly

 Khoéng dam bao chat lwong hoat dong



Khai niém va phan biét kiém tra, giam
sat va thanh tra?



Vi du

e Vi du 1: Chi Hoa la can bd clia phong diéu
dudng bénh vién X, hdm nay chi Hoa dén
khoa Nhi cia Bénh vién v&i nhiém vu la xem
xét Piéu dudng clua khoa si dung long ap

nhw thé nao, vi ly gi moét s6 Diéu dudng

khong st dung duogc I6ng ap, chi cé trach
nhiém gitp cho cac Diéu duwdng ciia khoa giai
quyét van dé doé.




Vi du

* Vidu 2: HO6m nay la ngay bao dudng long
ap theo dinh ky, chi Hoa lai dén khoa Nhi
xem & d6 cé bao dudng 16ng ap khdong?
Ho lam viéc nay nhu thé nao?



Vi du

* Vidu 3: Chj Hoa duogc Gidm doc phan
cong xuong khoa So sinh gap g& cac san
phu va cadc NHS tai day dé lam rd xem cé
hay khdng tinh trang mot s6 NHS da yéu
cau cac ba me ndp tién cdHng dé tam cho
cac tré, theo y kién phan anh.



Phan biét kiém tra, gidam sat, thanh tra

Kiémtra |- Xem cic hoat dong co duge thue hién khong, theo ding ké hoach
da lap khong?

- (zh1 nhén thong tin la chinh, khong co xu ly.

(nam sat | Xem xét vige dang thue hién ké hoach, hoatdong _ phat hign
van dé ton tai, nhimg kho khin ¢an tro.

- Xdc dinh nguyén nhan ton tai.

- C6 nhing tac dong hd trg, hudng dan, diéu chinh ké hoach

- Co nhitng can thigp truc Liép (thue hign ngay - néu c6 thé) hodc co
ké hoach - phuong an can thigp sau khi giam sat

Thanh tra | La tim hiéu mét hoat dong ¢ gi pham vdi cée qui dinh, phép ludt
khong




Khai niém giam sat

1. Qua trinh quan ly, ho tro, giup d& vé mat ky thuat,
tao diéu kién dé moi ngudi hoan thanh va ndng cao
chat lwvgng hiéu qua cdng viéc.

2. Dao tao lién tuc, nang cao trinh d6 cho nguoi cung
cap dich vu CSSK.

3. Nham vao con nguoi (khd ndng, diéu kién lam
Viéc...).




Cac ky thuat duoc st dung khi giam sat

KV thuat Lam nhu thé nao? y nghia, Muc dich
Quan sat GSV truc ti€p nhin, nghe. Nhan biét ngay tic thi
truc tiép nhirng thi€u sét. GSV chi ra ngay sai sét tai cho

Phdng van
CBYT

GSV nhan biét van dé (nguyén nhan) dua trén
nhirng thong tin dinh lwvgng

Thao luan GSV nhan biét van dé (nguyén nhan) dua trén
nhom nhirng thong tin dinh tinh

Th5n8 ké Dua trén théng ké bdo cdo clda tuyén dudi va nhan
so lieu dinh so sanh véi thong tin hién cé

Bang kiém

GS

Tong hop day dd théng tin vé tat ca cic hoat dong




Bang kiém gidm sat

e Khai niém:
— |a cong cu giam sat
— Bang ghi danh muc cac noi dung hay cac
budc cua mot quy trinh ky thuat hay hoat
dong chuyén mon.



XAY DUNG BANG KIEM GS
(Nhirng chu vy)

m Modi bang kiém chi sir dung giam sat mot van dé da
duoc xac dinh.

m Nhiing lan giam sat k}}éc nhau cho cting mot van dé thi
st dung cung bang kiém.

m Tén BK gidm sat: giam sat noi dung gi? RO rang

B Phan hanh chinh:

m Noi dung GS: Ngan gon, rd rang, day du.

B Trinh tu ndi dung: Sap xép theo thir tu cac budc 01:1a
hogt dong hay quy trinh k¥ thuat chuy,én mon chuan.
Mo1 budce chi ro lam gi va lam nhu thé nao.



XAY DUNG BANG KIEM GS
(Nhirng chu y)

B Phan nhan xét, danh gia:
Nhan xét cia giam sat vién
Ghi chép du thong tin can thiét, rd rang vé nhirng
van dé can ho tro cho déi twong duwoc giam sat.
Y ki€n dé xuat cai thién cac ndi dung chua tot
Thoi gian két thic gidm sat
Yéu cdu clia GSV (yéu cau bd sung CSVC-TTB, dao
tao can bo, v.v.)
Giam sat vién ky tén.



PANH GIA
HOAT PONG Y TE



Panh giad ké hoach y té

Panh gia la mot hoat ddng quan ly, gom:
« Do lvong két qua dat dworc.

* So sanh v&i muc tiéu, chi tiéu, quy dinh, quy
ché...

» Rut ra bai hoc kinh nghiém dé cai tién cong tac
quan ly tiép theo.




Panh gia ké hoach y té

Thue hién ké hoach

$6 liéu Quy,
6 thane

S0 liéu danh

g1d cuo1 ky

S0 liéu co ban

;
A %
[l Rl | 1.|"'|..|'

So sanh voi s0 liéu co ban, :

phan tich danh g1




Khai niém vé chi so

e Chiso SK I3 s6 do dé do lwong va so sanh sy thay déi vé SK,
BT va cOng tac CSBVSK. Su thay déi co thé theo:

chiéu hudng (tang hay giam)
pham vi (rong hay hep)
murc d6 (it hay nhiéu)

* Chi s6 thudng dugc biéu thi dudi dang ty 18, ty s8, s trung
binh... d& cé thé wéc lwong va so sanh duoc.

e Cac chi so khi duwoc sir dung déu can xac dinh rd cach tinh.
Vi du:

Ty s bac si / diéu duwdng

Thaoi gian cho kham trung binh tai khoa phong kham
Ty 1& nhan vién y té tuan tha quy trinh vé sinh tay

Ty 1& nguwoi bénh hai long ...



Tiéu chuan chi s6 danh gia



CHi SO PANH GIA HOAT PONG MOT BV

Nguon so6 ligu: Biéu 01 - 06
Chi s6:
»  Binh quén s6 giuong bénh/1BS.

»  Binh quén so pgéy diéu t‘ri cua mot BN theo
khoa so vo1 s0 bac sy, diéu dudng.

»  Binh quin s6 XN s,inh hoa huyét hoc/1 can bo
khoa sinh hoa huyét hoc.

°* V.V..

3/10/2020



2. DANH GIA HOAT PONG MOT BV

2.2.1. DG nguon lwc BV

Trang thiét bi: biéu 8 (so sanh nhiéu nam, BV
khac)

- Thiéu/da: QP cua BYT theo loai BV
- CSSD: phu thudc vao:

+ Nhu cau

+ Nang lwc sty dung

+ T chive st dung

- Ty 1€ TTB khong dung dwoc/ khdong duoc stra >
gidm chat lwong KCB, tadng chuyén tuyén

3/10/2020



2. DANH GIA HOAT PONG MOT BV

2.2.1. PG nguén luc BV
Tai chinh:

- Cung cap du cho HP?
- Xu huong tang/giam?

- C6 phu hop véi yéu cau chi phi cac HD chu
yeu?

Nguén:
- Biéu9
-  PVS GD/PGD bénh vién

3/10/2020



2. DANH GIA HOAT PONG MOT BV

Chi s6:
— Binh quan chi phi 1 givdng bénh/nam.

— Phan b6 cac khoan thu (%).

— Phan b6 cac khoan chi (%): chi truc t1ep cho
BN va cho CBYT.

— Ty 1& % chi cho ddi twong chinh sach, nguoi
ngheo, do1 twuong BHY'T.

3/10/2020



2. DANH GIA HOAT PONG MOT BV

2.2.2. PG hoat dong BV: biéu 10

Danh gia HD:

- Chi tiéu ké hoach duoc g1a0

- So sanh cac két qua dau ra gitta cac K/P/BV

- Chat luong HP: TL chuyén tuyén
Chi sé:
— CSSD giuvong bénh chung va theo cac khoa.

— Binh quén s0 ngay nam diéu tri cia mét BN
no1 tru chung va theo khoa.

3/10/2020



2. DANH GIA HOAT PONG MOT BV

2.2.2. PG hoat djng BV: bicu 10
Chi so:

— TL chuyén tuyén tai phong kham, trong cac

bénh phong va theo tirng loai bénh.

— TL xuat vién BN khéi hoan toan.

— TL tor vong trudce 24 gio sau khi nhap vién.
— TL mo phién bi nhiém tring sau mo.
— TL céc khoa phong c6 BN kién c4o nhiéu
— TL tr vong hoac tal bién do so xuat ctia thay
thuoc.

3/10/2020



2. DANH GIA HOAT PONG MOT BV

2.2.2. PG két qua dau ra BV:
— S6 luong
— Chat lugng DV ctia BV: 83 tiéu chi
— KQ dau ra: kho DG vi so sach/bao cao khong
du thong tin
+ Gi1am di chung
+ Giam TL tur vong
+ Tang TL xuat vién khoi bénh

3/10/2020



2. DANH GIA HOAT PONG MOT BV

2.2.2. PG két qua dau ra BV:
Sw hai long cua ngwoi s dung:
— Muc do su dung
+ CSSD giuwong bénh tang
+ TL bénh nhan quay lai kham/diéu tri
- Thugopy
- Bién ban hop bénh nhan

3/10/2020



Thuwc hanh nhom

La moOt CBYT cua bénh vién, Anh/Chi la
diéu dudng trwong BV/Khoa phong duoc
giao nhiém vu di gidam sat nhan vién cap
duwdi vé ndi dung ma Anh/Chi dang dam
nhiém.

Hay xay dung bang kiém gidm sat vé noi
dung do!




Thwc hanh nhém: Chuong trinh An
toan dung thudc cia bénh vién

* Tai m6t bénh vién qua khao sat thay van dé An
toan dung thudc con nhiéu tén tai. Néu duoc
giao nhiém vu thu thap cac chi s6 dé danh gia
thuc trang an toan dung thudc cdia bénh vién.
Anh/Chi hay du kién 5-7 chi s6 can thu thap
dé danh gia chuong trinh theo bang dudi day:




Thwc hanh nhém: Chuwong trinh
giam nhiém khuan bénh vién

* Tai mot bénh vién qua khao sat thay van dé
nhiém khuan bénh vién con nhiéu ton tai. Néu
dwoc giao nhiém vu thu thip cac chi s6 dé
danh gid thuyc trang cdng tic nhiém khuan
bénh vién. Anh/Chj hdy du kién 5-7 chi sb can
thu thap dé danh gid chuvong trinh theo bang
dudi day:




Xac dinh chi s6 danh gia

Tén chi s6 Cong thitc ~ Phuwong phap ~ Noi thu
tinh thu thap thap

1.
2.
3.
4.
5.




Lién hé:
*Email: thangtcyt@gmail.com
*Mobile: 0915.31.31.75

Xin tran trong cam on!



mailto:thangtcyt@gmail.com

TRUGNG DAI HOC Y HA NOI

VIEN DAO TAO Y HOC DU PHONG
VA Y TE CONG CONG

QUAN LY VA LANH DAO
BENH VIEN

Nguyén Hiru Thang
BO mdn T6 chirc va quan ly y té




NOi dung chinh

1. Dai cwong vé quan ly va 1anh dao

2. Phong cach lanh dao va ap dung dwoc phong
cach lanh dao trong mét sé tinh hudng cu thé

3. Cacyéu to anh hudng dén l1anh dao va quan ly




Quan ly va lanh dao




Cau hoi thao luan

1. Anh/Chi hi€éu nhu thé nao 1a 1anh dao? Nhu
thé nao la quan ly?

2. Theo Anh/Chi, ngudi lanh dao va ngudi quan
ly co diém gi giong va khac nhau? Cho vi du.

3. Hay ghép cap cac con so va chir cai

1. Nha Lanh dao A. Biéu hanh con ngudi
2. Nha Quan ly B. Diéu hanh cong viéc
C. Lam ddng viéc
D. Lam viéc dling




Cau hoi thao luan

3. Theo Anh/Chi viéc nao dudi day la thich hgp Vvai
nha lanh dao, viéc nao la thich hdp vdi nha quan ly?

Tén cong viéc Ldao|Qly

1. Xac dinh sir ménh, tam nhin, lap ké hoach
chién lugc cho mot to chirc

2. Lap ké hoach va trién khai cac hoat dong theo
chirc nang, nhiém vu cua mot toé chuic

. D6i mdi té chirc, cai tién quy trinh lam viéc

. Xem xét viéc thudng phat, nang luong can bo
Huy dong nguon luc cho mot du” an mdi

. Xac dinh chlrc ndng, nhiém vu cua td chirc

Mo ta nhiém vu cua cd nhan trong mot té chirc

N|{oun | slw




Cau hoi thao luan

10 Vai tro ma
ngudi dung dau
don vi thudng
phai lam:

Theo Anh/Chi
trong 10 vai tro
trén thi vai tro nao
la Ianh dao, vai tro
nao la quan ly?

Thiét 1ap van hda to chirc




Vay Quan ly va lanh dao cé gi khac nhau?

“Lanh dao la mot nguGi co kha nang khién
ngudi khac lam nhirng viéc ma ho khong muon
va khong thich lam”,

Harry Truman (Tdng théng MY)

« “Nha quan ly diéu hanh cong viéc, con lanh dao
thi diéu hanh con nguai”;
« “Nha quan ly lam dung moi viéc, con lanh dao
lam nhirng viéc dung” (“"Management is doing
things right; Leadership is doing the right things”
(Peter Druker - bac thay ve QTKD)
.



Lanh dao Quan ly

Pinh |+ Lap KH chién lugc, tdm nhin |+ Lap KH chi tiét, cu thé
Fgrc'ing + Tao vén hda va gia tri chung |+ To chic tuyén dung
chic |+ Gilp ngudi khac tién bd + Hudng dan va kiém soat

+ Giam rao can, ranh gidi « Tao ra ranh gidi, rao can

« Tap trung vao con ngudi, « Tap trung vao muc tiéu va

dong vién, khich 1é con ngudi | thiét [ap cac dich vu cu thé

« Tao diéu kién cho moi ngudi |+ Hanh ddng kiéu “6ng chu” |
Quan |+ Co mai lién hé tinh cam « Gill khoang cach tinh cam
he « Khoang dat, quan tam .« Mayméc

« Khich Ig, pha cach . Tudntha |

« Lang nghe . Chid&n
Tinh |+ Tao su thay d6i va van héa |+ Duy tri su’ 6n dinh, tao van
cach hoi nhap hoa hiéu qua




Tiéu chi Lanh dao Quan ly
Ban chét v Thay doi v Ondinh
Tap trung v Lanh dao con ngudi v" Quan ly cong viéc
Co v Ngudi di theo v' Cap dudi/Nhan vién
Tim kiém v Tam nhin v Muc tiéu
M(rc do cu thé v Pinh hudng v Lén ké hoach cu thé
Quyeén luc v" Uy tin ca nhan v Quyén luc chun tac
Tac dong dén v Trai tim v' Tri oc
Nang lugng v Pam mé v Diéu khién
MUrc do nang dong |v* Chu dong di trudc v" Bidong, phong vé
Thuyét phuc v "Ban” vy tudng v "Bao"” ngudi khac lam theo
Phong céch v Chuyén ddi tdm ly con ngudi |v Ap dat tdm Iy con ngudi
Trao doi v Niém hang say lam viéc v Tién — Cong viéc
Ruiro v Chap nhén — tim kiém rdi ro |v' T6i thiéu hda rui ro
Nguyén tac v Pha bo nguyén tac v Lap ra nguyén tac
Xung dot v" SUr dung xung dot v" Tranh xung dot
binh hudng v Dulng mdi v Bulng da co
P4 10i v" Nhan I5i v& minh v D6 16i cho ngudi khac




Cac t0 chat can co cua nguoi lanh
dao
MOt cuoc khao sat 75.000 ngudi vé nhirng té chat
ma mot ngudi lanh dao can co cho thay cé nam to
chat dudc lua chon nhiéu nhat [an luct Ia:
1. Trung thuc (honest),

2. Co tam nhin hudng vé phia trudc (forward
looking),

3. Co nang luc (competent),
4. Truyén cam hing, truyén Iua (inspiring),
5. Théng minh (intelligent).

=» Moi ngu'di mdi tin tudng va di theo



Phong cach quan ly, 1anh
dao (phong cach lanh dao)




2.1. Phong cach lanh dao

1. Phong cach lanh dao cua mét ca nhan la dang
hanh vi cla ngudi dé thé hién cac no luc anh
hudng tai hoat ddng cua nhirng ngudi khac.

2. Phong cach lanh dao la cach thlc lam viéc cia nha
lanh dao.

3. Phong cach Ianh dao la hé théng cac dau hiéu dac
trung cua hoat dong quan ly cua nha lanh dao,
dugc quy dinh bdi cac dac diém nhan cach cta ho.

4. Phong cach lanh dao la két qua cua mai quan hé
gitra ca nhan va su kién, va dudc biéu hién bang
cong thic:

Phong cach lanh dao = Ca tinh x Mbi trudng



2.2. Phan biét phong cach lanh
dao?

* Phong cach d6c doan
* Phong cach dan chu

* Phong cach tu do




Phong cach [anh dao doc doan

1. Ki€éu quan Iy ménh Iénh ddc doan dugc dac
trung bang viéc tap trung moi quyén luc vao
tay mot minh ngudi quan ly, nguGi lanh dao -
quan ly bang y chi cia minh, tradn ap y chi va
sang kién cla moi thanh vién trong tap thé.

2. Phong cach lanh dao nay xuat hién khi cac nha
lanh dao ndi va3i cac nhan vién chinh xac
nhitng gi ho mudn cac nhan vién lam va lam ra
sao ma khong kem theo bat ky I6i khuyén hay
hudng dan nao ca
.




Phong cach lanh dao doc doan

PAC DIEM:
1. Nhan vién it thich lanh dao.

2. Hiéu qua lam viéc cao khi cé mat lanh dao,
thap khi khong cé mat lanh dao.

3. Khéng khi trong to chirc: gdy han, phu thudc
vao dinh hudng ca nhan




Phong cach lanh dao dan chu:

1. Kiéu quan ly dan chi dudc déc trung bang viéc
ngudi quan ly biét phan chia quyén luc quan ly
clia minh, tranh thu y kién cap dudi, dua ho
tham gia vao viéc khdi thao cac quyét dinh.

2. Kiéu quan ly nay con tao ra nhiing diéu kién

thuan Igi dé cho nhirng ngudi cap dudi dugc
phat huy sang ki€n, tham gia vao viéc lap ké
noach va thuc hién ké hoach, dong thdi tao ra
nau khong khi tam ly tich cuc trong qua trinh
quan ly.




Phong cach lanh dao dan chu (tt)
PAC DIEM
1. Nhan vién thich lanh dao hon

2. Khong khi than thién, dinh hudng nhom, dinh
hudng nhiém vu

3. N&ng suét cao, ké ca khéng cé mat cta 13nh
dao.




Phong cach lanh dao tu do

1. Vdi phong cach lanh dao nay, nha lanh dao sé
cho phép cac nhan vién dugc quyén ra quyét
dinh, nhung nha Ianh dao van chiu trach nhiém
doi vdi nhitng quyét dinh dudc dua ra.

2. Phong cach lanh dao uy thac dugc sur dung khi
cac nhan vién co kha nang phan tich tinh huéng
va xac dinh nhifng gi can lam va lam nhu thé
nao. Ban khong thé dm dom tat cd moi cong
viéc! Ban phai dat ra cac th( tu vu tién trong
cong viéc va uy thac mot so nhiém vu nao do.




Phong cach Ianh dao tu do (tt)

PAC DIEM

1. Nhan vién thudng khong thich lanh dao do it
thady vai tro cla 1anh dao trong td chrc.

2. Khdng khi trong td chirc than thién, dinh
hudng nhom, dinh hudng vui chai.

3. Nang suat thap, ngudi lanh dao vang mat
thudng xuyén.



Cac loai phong cach lanh dao, quan ly

Poc tai

Lanh dao la
trung tam

Dan chu

S&r dung quyén luc
cua nguwoilanh dao

Tu do

Ngugi dudi quyeén
la trung tam

t t ¢+ t t _t 1
Ngusi LD ral [Ngudi LD || Ngudi LD |[Ngudi LD || NgudiLD || Ngudi LD || Ngusi LD
quyét dinh ||ra va giai ||trinh bay y || duara |trinh bay van|| xac dinh || cho phép

roi thong thich tudng va quyéet || dé, dé nghi |[gidi han va ||nhom hoat
bdo quyét || quyét |dé nghicdp|| dinh |gopy vasau|| yéucau ||dong trong
dinh cho ||dinh cho || dudi dat || du kién ||do ra quyét || nhom ra || gidi han

cdp dudi || cap dudi || cdu hoi dinh quyét dinh || cho phép




Phong cach lanh dao

cach nhanh

doi ngl nhan luc

| DOCTAI DAN CHU TU DO
Giai quyét moi | Phat huy dudc Tao ra kha
van dé mot tinh sang tao cua |nang chu

déng sang tao

trong to chtic.

thgi co.

U’U, chong va gitr |va tao dudc bau |t6i da cho con
diém |dudgc bi maty |khdng khi phdn | ngudi.
do. khdi, nhat tri
trong tap thé.
Triét tiéu tinh |CS thé Iam cham |Dé dua tap
Nhugce |Sang tao cliia |qua trinh ra quyét |thé tdi tinh
diém | MOoi nguoi dinh dan dén mat |trang vo chinh

phu va do va.




L3nh dao va quan Iy can phai quan
tam ca cong viéc va con nguoi

F N

(it) quan tdm dén con nguoi (nhiéu)




MO hinh IuGi quan tri cia Mouton (doi noi)

High ¥ s = AT

5 1.9 Quan tri kieu 9.9 Quan tri kiéu
B Cau lac bo” “tinh dong doi”
5 8
()
€ 7 +
5 _
o 6 5.5 Quan tri kiéu
@ 5 “on hoa”
S
e 4T
S 3+
: ;] ]
S 2 T 1.1 Quan trikiéu 9.1 Quan tri kiéu
O, § “Bancling héa” “Quyén uy va Su tuan thu”

Low I I I —
Low 1 2 3 4 5 6 7 8 9  High
Quan tam dén san xuat




MO hinh win-win cua Peter Jessen (d6i ngoai)

High

L2 UL - LR 9.9 “Thing - Théng”

(Hop tac)

o

(Nhugng bo)

5.5 “Thda hiép)

T 1.1 "Thua - Thua” 9.1 " Thang — Thua”
4 (can tranh) (Canh tranh)

Low ——+—"—"F—""F—"F+—"F—"F—"F—F—
low 1 2 3 4 5 6 7 8 9 High

MUc do thanh cﬁng
.

MOi quan hé
— MW B uUn oh | o
|




Giai thich y nghia cac buc vé

1 /@ﬁﬁfkﬂ% R




TOn trong nguyén tac “hai bén clng cd
Igi” (win-win collaboration) trong quan ly

Anh thang
TOi thang

761 thua |l 761 thing




Lanh dao dga trén tinh
huong




L3nh dao dua trén tinh hudng

* Anh/chi la nha quan ly/lanh dao, Anh/chj lua chon
cho minh mét phong cach 13nh dao hoan hdo dé ap
dung cho nhan vién cua minh?




L3nh dao dua trén tinh hudng

Duing phi cdng, khong cd phong cach nao tot
nhat. Thuc t€, viec quan Iy hiéu qua doi hoi
nhigu phong cach quan ly khac nhau.




Lanh dao theo giai doan phat
trién cua to churc
* Giai doan hinh thanh

* Giai doan xung dot
* Giai doan 6n dinh

 Giai doan tang truong




Bon giai doan chinh ctia phat trién to chirc

1. Giai doan hinh thanh:

Do b6 may giup viéc chua day du va thudng thi€u KN
nén ngudi lanh dao phai can thiép sau vao ndi b cua
td chirc va phai tham gia hau hét moi quyét dinh.

« GD nay két thuc khi ngudi LD da cd long tin va cé
thé yén tdm ay quyén cho cap dudi;

2. Giai doan xung dot:

» Vai tro chinh cua nha lanh dao la dan xép, tu van,
diéu phdi, xay dung quan hé tot trong t6 chirc.

» Khi TC d& HD tuong déi 6n dinh thi quyén luc cla
|anh dao PHAI dudc chuyén giao dan cho cap dudi




BGn giai doan chinh ctia phat trién to chirc:

3. Giai doan &n dinh:

« Cap dudi da thuan thuc cac cong viéc thudng nhat;

. Céc quy ché, quy dinh, mau biéu van ban da théng nhét;

=>» Quan hé gitra LD va cap dudi phai la quan hé hdp tac,

ho trd chi’ khong con la quan hé ra chi thi va nhan chi thi;

4. Giai doan tang truéng:

 Trén dudi déng ldbng ciing tdm huyét phat trién to chirc;

« Ngudi LD phai rut han ra khoi khau quan Iy truc tiép dé
ddng vai tro kich thich sang tao, doi mdi trong td chirc,
phat trién thém dich vu, thi trudng va phat trién chién

ludc cho tudng lai.
.



Cach chan doan nhanh moét td chirc

-» Nh¥ng ngudi “"quay mat” lai vdi té chrc. Mii tén cang dai thé
hién sy dong gop cang lon
<« Nhirng nguoi “quay lung” lai vai té chirc. MUi tén cang daithé
hién su khc’ing déng gcﬁE céng lon
.



Lanh dao theo giai doan phat
trién cla td chirc

1. Giai doan bat dau hinh thanh. La giai doan tap thé
chua én dinh, moi thanh vién thudng chi thuc hién
cobng viéc dudc giao theo nhiém vu, nha lanh dao
nén sir dung phong cach doc doan.

2. Giai doan tucng déi dn dinh.Khi céc thanh vién
chua cé su thong nhat, tu giac trong hoat dong,
tinh tich cuc, su’ doan két chua cao, nén dung kiéu
lanh dao mém deéo, linh hoat.

3. Giai doan tap thé phat trién cao: Tap thé cd bau
khong khi tot dep, cd tinh than doan két, cé kha
nang tu quan, tu giac cao, nén dung ki€u dau chu
hoac tu do.




Lanh dao
Dua vao tinh khi cia nhan vién

. Pai vdi tinh khi s8i ndi — néng nay = kim ham

«  DOi vdi tinh khi tram tu — nhidt nhat = khuyén
khich

Dua vao gidi tinh

Phu nir thudng hay lam viéc tot han dudi su’ chi

huy doc doan.

Dua theo tubi:

« Nén dung kiéu lanh dao tu do ddi vdi ngudi hon
tudi, trong khi nén ap dung kiéu lanh dao doc
doan ddi vGi ngudi nho tudi.

.



Lanh dao dua trén trinh do cua
nhan vién

« SU dung phong cach lanh dao uy thac doi vdi
cac nhan vién hiéu rd vé cdng viéc han chinh
ban than nha lanh dao.

 Nha Ianh dao khdng thé dm doém tat ca moi
th! Cac nhan vién can lam chu cong viéc cua
ho.

- Ciling nhu vay, trudng hgp nay sé giup nha

lanh dao cé diéu kién dé€ lam nhirng cong viéc
khac can thiét hon.




Can doc doan vdi doi tvong nao?




Can ddc dodn vdi doi tuong nao?

Nhirng ngugi ua chéng doi
Khong co tinh tu chu.
Thi€u nghi luc

Kém tinh sang tao

1.
2.
3.
4,




Can dan chu vdi ai?




Can dan chu vdi ai?

* Nhitng ngudi cd tinh than hop tac

* CS 16i sbng tap thé




Lanh dao

V3i tinh hudng bat trac:
V3Si mét sd tinh huéng doi hoi ta phai hanh déng khan
truong va kip thdi, chang han nhu hoa hoan, 1T lut.
= Moi nd luc phai déc hét vao xtr ly tinh huéng.

= Doanh nghiép can mdt su’ I1anh dao clrng ran va uy
quyén.

V4i tinh huéng cé bat déng trong tap thé:

= Khi cd su bat dong trong tap thé, trudc su thu
dich, chia ré ndi b, nha quan tri can phai ap dung

kiéu 13nh dao ddc doan, sir dung t6i da quyén luc
cua minh.




Lanh dao

Nhirng tinh hudéng gay hoang mang

Thinh thoang do su’ xao tron trong tap thé nhu
thay déi, cai to...khdng ai biét nén phai lam gi,
moi ngudi déu hoang mang.

- Nha quan tri phai té ra gan giii, gap gd trao
doi, thébng bao, tao mdi quan hé than mat dé
tran an nhan vién.




Cac yéu to anh hudng
dén lanh dao va quan ly




. Cac yéu to lién quan dén
ban than nguoi lanh dao




I.1. Chi s6 cam xuc (EQ) va vai tro cua
no trong lanh dao va quan ly

"vdi IQ nguoi ta tuyén lua ban, nhunhg
voi EQ, nguui ta dé bat ban".




Chi s6 cam xuc la gi?

« Tritué cam xuc (emotional intelligent - EI): Ia
kha nang nhan biét, xac dinh, thdu hi€u va
quan ly thanh cong cam xuc cua ban than va
cua nguai khac.

 Tri tué cam xuc dugc do ludng thong qua chi
sO tri tué cam xuc (emotional intelligent
quotient) ma thudng dudc goi ngan gon la chi
sO cam xuc (emotional quotient — EQ).

=>» Vay chi s0 cam xuc la gi va no ¢o vai tro nhu
thé nao?




MOt sO thong tin can biét vé EQ
Theo thong ké thi trong 100% nha lanh dao thanh
cong co:
»25% cac nha lanh dao cd chi s6 IQ trén trung binh
»75% sO ngudi con lai co chi s6 EQ cao.




* 90% nhiing
‘ ‘ ‘ ngudi thanh
dat trén thé
giGi o chi sO
s Lo

P% 55

of top performers
have high EQ




. Ctﬁ sO EQ déng EQ is responsible for
gop khoang 58%
cho qua trinh
thuc thi cong viéc

cla mot ca nhan  of yourjob ?
performance




® Nhithg ngudi co
chi s6 EQ cao co
thu nhap hang
nam cao han
khoang 29.000
USD so véi nhirng
nguadi co chi s6

29000 %

People wlth hzqh EQ
make *29,00

annually than then
low EQ counterparts




e Tri tué cam xuc
la mot phan
khong thé thiéu
dugc trong moi
con ngudi (bén
canh ca tinh va
tri thong minh)

PERSONALITY &

Emotional intelligence is an
essential part of the whole person.




4 k¥ nang chinh cua tri tué cam
xuc Goleman

WHATISEE | WHATIDO

C;';S' cal o PERSONAL
COMPETENCE
Nang luc| Nhan Quan ly
ca nhan | biét ban ban
than than
SOCIAL
Nang luc| Nhé&n | Quanly COMPETENCE
xa hoi | biét xa | cac moi | [Frm—m
hoi quan hé

Emotional intelligence is
made up of four core skills.




MO hinh Goleman xay dung tri tué
cam xUc

* Tw nhan thire — kha nang doc cac cam xuc va
nhan ra anh hwdng cla ho khi st dung cadm
nhan dé hwéng dén cac quyét dinh.

 Tw quan ly — bao gém diéu khién cac_cdm
xUc, kich thich va thich nghi dé thay déi hoan
canh.

* Nhan thire xa hoi — kha nang cam nhan, hiéu
va phan wng v@i cac cam xuc cua nguoi khéc.

*Quan ly | moi quan hé — kha nang truyen cam
hirng, gay anh hwo’ng va phat trien cac ky
nang khac khi quan ly xung dét.




Cac k¥ nang phat trién tri tué cam xuc

1. Ky ndng 1: Kha nang giam cang thang mot
cach nhanh chdnag.

2. Ky ndng 2: Kha nang nhan thirc va kiém soat
xUic cam.

3. K¥ nang 3: Kha nang két ndi véi ngudi khac
thong qua giao ti€p bang cr chi, hanh dong.

4. Ky nang 4: Kha nang st dung tinh hai hudc va
tro choi dé giai quyét cac kho khan.

5. K¥ nang 5: Kha nang tu tin giai quyét cac xung
dot mot cach tot nhat.




(Ly thuyét clra so cla Johary)




Ly thuyét clra s6 cla Johary




Ly thuyét ctra sb cua Johary

noi

#4: 0 AN | #3:0DONG
P e e B N am pha) =
Minh biét Minh KHONG BIET

Ngudi khdc KHONG BIET Ngudi khdc KHONG BIET




1. Khd ndng quan tdm dén
con nguoi cua nguoi lanh
dao




FACTORS

ACTORS




Cac yau to (factors):

Kinh ta, khoa hoc - ky thudt chinh tri, vdn hod, xd hai, tw nhién

Cac chi tha (actors):

7

[]

] Phan cimg (cd

thé nhin thay)

Phan mem
(khéng dé nhin
thay)

Nguwdi cung cap, nha tal tro; dai tdc canh tranh/hop tédc, nhém dich




NOi dung cd ban cua thuyét Maslow (1943)

Tw khang dinh
Téi mudn duoc lam viéc
minh thich
Nhu cau tw trong

Téi mubn la ngudi cé ich va
duwoc ton trong

Nhu cau xa hoi
Téi mudn yéu va duoc yéu, duoc tham
gia céng dong

Nhu cau an toan
Téi mubdn cam giac an toan va én dinh

Nhu cau sinh hoc
T6i mudn dugce song, hit thé, an, uéng, ngu




Thuyét dong vién cua Herzberg

Can bd khong Can bo hai Can bo hai
hai long va long nhung long va
khong dudc chua dugc dudc dong
dong vién dong vién vién

Cac yéu to cg ban Cac yéu to dong vién

1. Dieu kién lam viéc tot 1.Thanh cong trong cong viec

2.Giam sat cua cap trén ding muc 2.Dong gop dudc ghi nhan bdi

lanh dao va dong nghiép
3.Thich thu vai viec dudc giao
4.Pudc giao trach nhiém

5.Co co hoi dudc giao cong viéec
tot hon

6.CAng viéc tao diéu kién cho ca
nhan phat trien di lén

3. Thu nhap dam bao cuoc song,
4. An toan, on dinh trong cng viéc
5. Chinh sach thich hdp va thuyet phuc

6. Quan hé tot vadi cap trén, cap dudi va
dong nghiep

7. Cudc song riéng tu thuan Igi.




Theo ly thuyét cua Adams

Pong gop cua ngudi lao dong: Cai ma ngu@i lao dong mudn co:
thdi gian, kha néng, nd Iuc, néng Luong, thudng, phuc Igi, an toan,
dong, nhiét tinh, trung thanh, khoan thich tha, dugc ghi nhan, su trudng
dung, chinh truc, tan tuy, dang tin thanh, noi tiéng, dudc khen nggi,

cay, su' hy sinh ca nhan... giao trach nhiém, su’ hudng thu...

Khi ngudi lao dong cam thay nhifrng dong gop cua minh khong dudc den
dap xung dang, ho sé khong hung khdi lam viec, sé giam dong gop va co
thé mudn chuyén cong tac. Tiéu chuan “céng bang” ma ngudi lao dong
dua ra thudng dua trén tiéu chuan thi trudng.




V. Phan &ng cua cac nhom
nguoi khac nhau trong mot
td churc vai su thay doi




Thao luan nhom

Mot bénh vién cd uy tin va thuong hiéu kha cao
nén sd lugng bénh nhan va ngudi dén kiém tra
stfc khoé tai phong kham vao céc budi sang qua
cao gay qua tai. Pho Giam doéc phu trach chuyén
mon cua BV mudn tang cudng thém dich vu
kham bénh vao cac budi chiéu va ngoai gid.
Theo Anh/Chi cach nao la thich hdgp nhat déy
tudng cua dong chi PGD trén dudc giam doc,
cac pho giam doc khac, can bo chu chot va cac
can bd vién chirc khac clia BV dé chip nhan:




Ddc diém clia doi ngli can bd theo thuyét
Khuéch tan su doi mdi cua Rogers

Dam dong cham chap

am dong ung hd va chap ,
nhan su’ doéi mai

nhan su doi mdi

Nhom ngudi rat sém

Nhom ngugi khdng
chap nhan su doi mdi

hudng (rng dbi mdi

v Laggards
| I 16%
P

Innovators A
‘Nglfdl de xuat Sl,l’|
2.50/0 ~, e




Tén pac tinh tung nhom Moi quan hé vai

nhom dong nghiép,
1. * La ngudi dé xuat hoac |*Thudng kho hoa
Nhém | lubn tim kim su ddi | nh@p vdi nhiing
dé xuat | mdi; dong nghiép
su ddi |+ Rat quan tdm dén sy | khac trong cling
moi tién bd va xu thé ctia | to chirc.

(2.5%) | X3 hdi:

 CO cd hOi ti€p can vai
cac nguon luc khac

nhau;

* Thudng hoat dong

nhiéu & ngoai to chirc

cua ho.




Tén nhom| Dac tinh tung nhom | Moi guan hé voi dong

nghiép,
2. * C0 cach nhin thién | +Thudng hoa nhap
Nhom chi vdi su déi mdi; tot trong t6 chirc va
rat s6m |« Biét |3ng nghe, chia | dudc nhiéu ngudi kinh
chap sé, thich hoc hdi; ne;

e e | iy

(13.5%) e ap dung doi mdi ngudi trong td chirc
SR vé déc diém KT, XH va

gia vao ap dung S| oy cach,

doi mdi, qua trinh N o

d6i mdi sé rat dién | *Nhung nguoi lanh

ra nhanh va rong dao hiéu qua

r3i. thuong xuat hién

tu’ nhom nay.

* Khi nhom nay tham




Tén | Dac tinh tung nhom | Mbi quan hé vai dong

nhom nghiép,
3. «Chapnhancacy |+Lla luc lugng quan
Nhém | tuGng mditrong trong dam béo doi
ing hé | thdigian dai hon hai| mdi dugc nhan
va nhom trén, rong, nhung can
chdp | Tinh bao thd cao phai c6 cac bién
nhan hon néu ho & vitri | Phap dong vién
su ddi | Ianh dao. thich hgp.
mai « Khong thich hop la
(34%) ngudi lanh dao cla

td chre.




Tén | Dac tinh tung nhom | Moi quan hé vai dong

nhom nghiép,
4. e Thudng hoai nghi, |+ Hoa nhap vdi tap
Nhém | khongchdpnhan | thé nhung la luc
cham | Cacy tudng maicho| Iugng it dugc kinh
ché’p tdi khi hau hé”g dong | né, ton trong boi
nhan ngtliép da chap dong nghiép;
sudai | Man. » Khong thich hgp 13
méi |+ ThuOng bao thy, it | ngu@ilanh dao cua
(34%) | l&ng nghe, it chia | tO chrc.

se, giau dot;




Tén | Dac tinh tung nhom | Moi quan hé vai dong
nhom nghiép,
5. * La nhirng nguoi  Thuong it dugc
Nhom | cuditrong to chi'c | quantam, déy bai
khong | chép nhan doi méi; | cac dong nghiép;
huong |, pgi khi can thiét |« Thuting sng tach
UNg sW | shaicoap luctlr | biét so véi cac dong
‘(’{’é;}“;" nhigu phia; nghiép khac trong
n , A ~ I
« Mot 56 con cé tha | MOt to chue.
co tu’ tudng chdng
doi su doi mai.




Vai tro cua “nhom tién phong” trong
khuéch tan su doi mai

-
8
]

Late Adopiers

Nhom tién phong
(Critical mass)

% of Adogtion
B 8 8§ 2 8 2 8 %
1

=]

MOt su’ d6i mdi chi cd thé dién ra vdi toc dé nhanh khi tao
dudc mot “nhom tién phong” = Khong mot tap thé nao co

thé dodi mdi néu chi ¢d 1anh dao mudn ddi mdi
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to take off Frequency distribution

Innovators Opinion Early Late Lagoarcs
(2.5%) Leaders Majority Majority (16%6)
(13.5%) (34%0) (34%06)
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