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LOI NOI PAU: VUGT QUA KHUNG HOANG "SANDWICH”

Ban dang cam trén tay khong chi la moét tai liéu doc, ma la mot "Hgp dong Hoi sinh” gitra ban
va chinh ban than minh.

O vi tri Lanh dao cap trung (Middle Manager), ban 1a chiéc "banh kep” chiu luc ép 16n nhat trong
doanh nghiép:

1. Ap lyc tr trén xudng: KPI, chién lugc thay déi lién tuc, ky vong ting trudng.

2. Ap lyc tir dudi 1én: Nhan sy nghi viéc, dao tao, xung ddt ndi bo, gidi quyét su vu.

3. Ap luc ngang hang: Canh tranh ngudn luc, phéi hgp lién phong ban.

Burnout (Kiét strc) & cdp d6 nay nguy hiém hon nhan vién binh thudng vi né di kém vai sy Mat

Kiém Soat (Loss of Agency) va cam gidc Cé Doc (Isolation). Ban khong thé than van vdi nhan
vién, cling khong dadm kéu ca vdi sép.

Tai liéu nay dugc thiét ké dé gitp ban xay dung lai hé théng "Hé diéu hanh sinh hoc” cia minh.
Chung ta s& khéng néi nhirng I&i sdo réng nhu "hdy nghi ngai di”. Chiing ta sé ding khoa hoc
dé t6i uu hda cach ndo bd van hanh.

Cam Két Thay Déi

TOi, , cam két danh tron ven su tap trung cho hanh trinh nay. Toi

chdp nhan rang viéc cham séc ban than khéng phaila ich ky, ma la trdch nhiém cao nhat
clla mot ngudi lanh dao.
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1. PINH NGHIA LAI BURNOUT & DANH GIA HIEN TRANG

1.1. Burnout khong phai la "Mét méi”

Mét mdi la khi ban ngll mét gidc va sdng hom sau thay khoe. Burnout la khi ban ngud ca cudi
tuan nhung sang thir Hai van mudén "bién mat”.

Theo T6 chirc Y té€ Thé gidi (WHO), Burnout la hdi ching gay ra béi cang thang man tinh khéng
dugc kiém soét, dac trung bdi 3 khia canh:

1. Kiét qué nang lugng: Cdm thay can kiét ca thé chat va tinh than.

2. Cynicism (Su hoai nghi/Lanh cam): Cam thay tiéu cuc, xa cach vgi cong viéc va ddi ngl. "Nhan
vién that phién phirc”, "C6 gang cling chang dé lam gi”.

3. Gidm hiéu qua chuyén mon: Cdm thay minh v6 dung, khong tao ra gia tri.

1.2. Bai Test Panh Gia Mu’c b6 Burnout

Hay danh dau (X) vao 6 phu hgp véi ban trong 2 tuan qua:

Dau hiéu Hiém khi | Thinh thoang | Thwong xuyén

1. T6i cam thay kiét sirc ngay khi thirc day. O O O

2. T6i mat kién nhan véi nhan vién/déng O O O

nghiép.

3. Toi hay quén cac viéc vat hoac khé tap O O O

trung.

4. T6i khong con tim thay niém vui trong cdng O O O

viéc.

5. Toi bi roi loan giac ngu (khé ngu/tinh giac). O O O

6. Toi dung d6 uéng c6 con/caffeine dé tru O O O

virng.

7. Toi cam thay bi "mac ket” khéng 16i thoat. O O O
Két qua:

- Néu ban chon "Thuong xuyén” & 3 cau trg |én: Ban dang & mirc Bao déng Do.

- Néu ban chon "Thuong xuyén” & 1-2 cau: Ban dang & mirc Bdo dong Vang.

1.3. Nhat Ky Kiém Toan Nang Luong

Burnout thudng dén tir viéc "ro ri nang lugng” khong dugc ki€ém soat.
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THU'C HANH: NHAT KY NANG LUONG

Hay nhd lai ngay lam viéc hdm qua va dién vao bén dudi:
1. Th&i diém nao trong ngay ban thdy mét méi nhat? Tai sao?

2. Ai hodc su viéc gi da "hut can” pin cta ban? (Vi du: Mét cudc hop vd b6,
email cia khach hang...)

3. Ban da lam gi d€ d6i ph6? (Lwét dién thoai, an vat, hit thudc?)
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2. KHOA HQC THAN KINH: DOPAMINE, CORTISOL & ULTRADIAN

PE lanh dao t6t, ban can hiéu "c6 may” minh dang van hanh: B6 nao.

2.1. Cam Bay Dopamine Ré Tién

Lanh dao thudng roi vao bay "nghién ban rén”. * Khi ban trd 16i xong 1 email — Nao tiét
Dopamine (Hormone phan thudng). * Khi ban dap xong 1 "dam chay” nhé cdia nhan vién —
N&o tiét Dopamine.

Cam giac nay gay nghién, khién ban sa da vao viéc vat (Shallow Work) thay vi lam viéc chién
luge (Deep Work). Hau qua la cudi ngay ban thdy minh "rat ban” nhung "chang lam dugc gi
qguan trong”.

2.2. Cortisol va "Suwong mu nao” (Brain Fog)

Cang thang kéo dai lam tang Cortisol. Nong dé Cortisol cao s&: * Teo nho viing Hippocampus
(tri nh&). * Uc ché Prefrontal Cortex (vung ra quyét dinh sang su6t). Pay la ly do khi stress, ban
hay ra quyét dinh sai lam va dé néi néng.

2.3. Nhip Sinh Hoc Ultradian (Ultradian Rhythms)
Nghién cru cho thay ndo bd chi c6 thé tap trung cao dd trong khodng 90 phdt, sau d6 can 20
phat dé hoi phuc.

Néu ban ¢ ép minh lam viéc thong trua, ban dang di vay "ng sinh hoc”. Lai suat cla khoan ng
nay chinh la su kiét qué vao budi chiéu.

Giao thirc Reset Cap Téc (Huberman Lab)

Khi cam thay qua tai:
1. Th& dai sinh ly (Physiological Sigh): Hit vao 2 1an lién ti€p bang mdi (lan 2 ngan dé lam
cang phéi), thd ra tir tlr bang miéng. Lap lai 5 1an.

2. Tam nhin toan canh (Panoramic Vision): R&i mat khéi man hinh, nhin ra xava maéréng
tam nhin sang hai bén. biéu nay kich hoat hé than kinh phé giao cam (thu gian).

Trang 6
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THU'C HANH: THU'C HANH QUAN SAT CO THE

Trong 3 ngay tdi, hay ghi lai cac khung gi¢ co thé ban "biéu tinh” (buén ngd, mat
tap trung).

NGAY T ettt ettt

NGAY 21 ettt sttt

NGAY 3. ettt sttt r e

Quy ludt ban nhén ra la gi? (Vi du: Luén mét lic 2h chiéu?)
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3. KY NANG DEEP WORK CHO LANH PAO

3.1. Tai sao Lanh dao can Deep Work?

Nhiéu ngudi nght”Lanh dao la phai hop va tra 16i tin nhan 24/7”. Sai lam! Lanh dao can su tinh
lang dé: * Nhin thay blrc tranh toan canh. * Soan thao chién lugc. * Viét quy trinh/hudng dan.

3.2. Cai gia clia Context Switching (Chuyén déi b&i canh)

Méi khi ban dang lam bao cdo ma quay sang tra 1&i tin nhan Zalo "SEp oi...”, ndo bd mat trung
binh "23 phat” dé quay lai mirc dé tap trung ban dau (Theo PH California, Irvine). Néu ban bi
ngat quang 5 phat/lan, ndo ban vinh vién & trang thai nong can.

3.3. Phuong phap Lich Trinh Co Pinh (Fixed-Schedule)

Thay vi lam dén khi hét viéc (khnéng bao gid hét), hdy c6 dinh gid vé (vi du 17:30). Su gidi han
nay budc ndo bd phai uu tién tan nhan nhirng viéc quan trong nhat.

3.4. Ché dod "Tu Si” (Monk Mode)

Danh ra cac block thoi gian "Bat kha xam pham”. * Vi du: Sang Thir 3 va Thr 5, tir 8:30 - 10:30.
* Quy tac: Tat Wifi, dién thoai dé ché dé may bay, déng clra phong. * Thong bdo: "Anh can tap
trung xtr ly du an X. Cac em tu quyét dinh van dé phat sinh, chi goi khi van phong bi chay.”
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THU'C HANH: THIET KE LICH TRINH LY TUONG

Hay thi€t k& mot tuan lam viéc mau.
Block Deep Work (Khdng hop, khong tin nhan):
(Vi du: 8h-10h Sang T3, T5)

Block Hop (Gom tat ca cudc hop vao day):
(Vi du: Chiéu T2, Sang T4)

Block Xt ly sw vu (Email, Admin):
(Vi du: 30p dau ngay va 30p cudi ngay)
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4. THIET LAP RANH GIOT & NGHE THUAT TU CHOI

4.1. HGi chirng "Nguei lam hai long” (People Pleaser)

Lanh dao Burnout thudng la ngudi khdng dam 1am mat long ai. * So tir chéi sép trén — Om
viéc qua tai. * Sg tur chGi nhan vién — Lam bdo mau, lam hé.

4.2. Ranh gi&i véi Cap trén: "C6, nhung...”

Ban khong tr chdi cong viéc, ban tir chdi su "phi thuc té".

Kich ban: “Em rdt muén nhdn du dn A nay. Tuy nhién, hién tai ngudn luc ctia em dang dén 100%
cho du dn B dé€ kip deadline. Néu nhdn A, em dé xudt 2 phuong dn: 1 la doi deadline B lai 1 tudn, 2
la chuyén phan C cho team khdc ho trg. Sép uu tién phuong dn nao?”

— Day qua bong trach nhiém chon lua vé lai cho sép.
4.3. Ranh gi&i véi Cap duwéi: "Quy tac Cha Khi”
Plrng d& nhan vién ném "khi” (van dé) I1én lung ban.

Khi nhan vién héi: *"Anh oi khach hang phan nan, gid sao anh?"* birng tra 1&i ngay! Hay hai lai:
*'Theo em thi nén lam thé nao? Cho anh 2 dé xuat trudc."*
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THU'C HANH: XAY DUNG KICH BAN TU’ CHOI

21

Viét xuéng 3 tinh hudng ban hay bi "nh& va” hodc "ép viéc” va soan san cau tra 1oi.
Tinh huéng 1:

Cau tra 1oi méi:

Tinh huéng 2:

Cau tra 1&i mai:

Tinh huéng 3:

Cau tra 1&i méi:
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5. QUY TRINH HOI PHUC (RECOVERY PROTOCOLS)

Nghi ngoi khdng phai la phan thuédng sau khi hoan thanh cdng viéc. Nghi ngai la "nhién liéu”
dé lam viéc.

5.1. Quy trinh "Tat may” (Shutdown Ritual)
DE tranh viéc mang lo du vé nha, hay thuc hién nghi thirc nay 15 phat trudce khi rdi van phong:

1. Review lai to-do list hdm nay.
2. Lén danh sach 3 viéc quan trong nhat cho ngay mai.
3. Tat may tinh.

4. Noi to (hodc nham): "Hé théng da tat. Ngay lam viéc két thuc.”

5.2. H6i phuc Chl ddng (Active Recovery)

Nam luét TikTok/Facebook khéng phai la nghi ngoi. D6 1a nap thém rac thdng tin vao ndo. Hoi
phuc cht ddng bao gém: * Van déng nhe: Di bd, yoga, bai. * S& thich tén cong strc (High-effort
hobbies): Nau an, choi nhac, lap Lego. Nhirng viéc nay budc ndo phai tap trung vao cai khac,
giup quén hoan toan cdng viéc.

5.3. Gidc ngu & NSDR (Non-Sleep Deep Rest)

Néu ban thiéu ngd, moi k§ ndng lanh dao déu v6 nghia. * Quy tac 10-3-2-1: * 10 tiéng trudc
ngu: Khéng Caffeine. * 3 ti€ng trudc ngl: Khdng an no/rugu bia. * 2 tiéng trudc ngd: Khong
lam viéc. * 1 tiéng trudc ngu: Khdng man hinh (Blue light).

* NSDR (Yoga Nidra): Mot bai tap thu gidn sau 10-20 phut gitip hoi phuc tuong duong 2 gid ngu
(Tim tu khéa "NSDR" trén YouTube).

THU'C HANH: CAM KET HOI PHUC

Hay liét ké 3 hoat dong "Phi cdng nghé” (Non-digital) ban sé lam tuan nay dé nap
nang lugng (Vi du: Chai véi con, tudi cay, doc sach giay).

B e s bbb s s abesne e
Cam két gio di ngu: Toi sé |én giuong ldc ....... gi® va dé dién thoai & phong khac.

—_—
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6. LO TRINH 4 TUAN HOI SINH (ACTION PLAN)

Pay la ban ké hoach chi tiét dé ban thuc hién tirng budc mot.

TUAN 1: GIAI POC SO & ON DPINH SINH HOC
Muc tiéu: Giam Cortisol, ngl ngon hon.

Ngay 1: X6a/An app cdéng viéc khdi man hinh chinh dién thoai. Tat théng béao (Noti).
Ngay 2: Thuc hanh "Th& dai sinh ly” 3 lan/ngay.

g
g
O Ngay 3: Cam két khong mang dién thoai vao phong ngd. Mua déng ho bao thirc riéng.
O Ngay 4: Phoi nang sang sém 10-15 phut dé chinh nhip sinh hoc.

0 Ngay 5: Bi bd 20 phut sau gio lam viéc (khdng nghe podcast cong viéc).

O

Ngay 6-7: Cusi tuan "No-Tech”. Danh tron ven cho gia dinh/sd thich.

TUAN 2: THIET LAP RANH GIOI
Muc tiéu: Giam tai khéi lugng cdng viéc vé hinh.

O Ngay 8: Ra soat lich hop tuan. Hay/Uy quyén it nhat 1 cudc hop.

O Ngay 9: Thuc hanh "Quy tac Chd Khi” v&i nhan vién dau tién hoi ban.
[0 Ngay 10: Ra vé ding gi¢ (Fixed-Schedule) bat ké con viéc hay khong.
00 Ngay 11: Soan thao kich ban tir chéi cho mot du an/dau viéc mai.

O Ngay 12: An trua rd&i khéi ban 1am viéc (Khéng vira an vira check mail).

00 Ngay 13-14: Review lai cdm giac khi néi "Khéng”. Ban c6 thdy nhe nhdm hon?

TUAN 3: TOI U'U HOA HIEU SUAT (DEEP WORK)
Muc tiéu: Lam it hon, chat lugng cao hon.

Ngay 15: Thiét 1ap block "Deep Work” dau tién (90 phut). Tat moi két nai.
Ngay 16: Gom check email/tin nhan vao 3 khung gi¢ cé dinh trong ngay.
Ngay 17: Viét ra 3 viéc quan trong nhat (Big 3) trudc khi bat dau ngay mai.
Ngay 18: Thuc hién nghi thirc "Shutdown Ritual” trudc khi vé.

Ngay 19: T ch6i lam viéc da nhiém (Multitasking). Lam xong viéc A méi sang viéc B.

O 0O 0o 0o o .

Ngay 20-21: Ty thudng cho ban than mét trai nghiém thu gidn sau (Massage, Spa, di da
ngoai).

Trang 13
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TUAN 4: TIM LAI Y NGHIA & TRAO QUYEN
Muc tiéu: Két na6i lai véi niém vui 1anh dao.

0O Ngay 22: Danh 30 phut trd chuyén sau (khdng néi vé KPI) véi mét nhan vién tiém nang.
[0 Ngay 23: Viét xudng 3 diéu ban biét on vé cong viéc hién tai.

O Ngay 24: Xac dinh mét quy trinh c6 thé chuyén giao hoan toan cho cap dudi.

[0 Ngay 25: Lén ké hoach cho ky nghi phép thuc su (Off-grid) trong quy tdi.

00 Ngay 26: Chia sé kién thirc nay cho d6i ngli quan ly cap dudi (Leader, Supervisor).

[0 Ngay 27-28: Tong két hanh trinh 30 ngay. Ban da thay d6i nhu thé nao?

Trang 14
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7. LOT KET & TAI NGUYEN BO TRO

7.1. L&i Nhan Nhu Cudi Cung

Hanh trinh héi sinh tlr Burnout khong phai la dudng thang. S& cé nhirng ngay ban that bai, 1&
tay check mail lic nira d&m hay néi ndng vdi nhan vién. Piéu dé la binh thudng. Quan trong 1a
ban c6 nhan thic (Self-awareness) dé quay lai quy dao.

Hay nha:

- Ban quan trong hon céng viéc clia ban.
- Cong ty cb thé tim ngudi thay thé vi tri ciia ban trong 1 thang.

- Gia dinh ban khong thé tim ngudi thay thé ban trong ca cudc ddi.

7.2. Ghi Chu Ca Nhan

Danh trang nay dé viét lai nhirng suy nghf, y tudng hodc cdm xdc cla ban sau khi hoan thanh
khéa hoc nay.

Trang 15
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CHUC BAN VU'NG VANG VA BINH AN TREN HANH TRINH LANH PAO!

Trang 16
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