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1 Cudn sach nay can thiét cho ai?

Nim trong bé sdch Qudn tri Ngudn nhdn
luc, cubén Pao tao ngudn nhdn lyc dudc
thi€t k€ danh riéng cho:

m chi doanh nghiép;
m gidm d6c nhan su;

w Cubn sdch nay cdn thiét m gidm d6c phu trich dio tao;

cho ai? trong cdc doanh nghiép vira va nhd véi muc
m Gidi thi¢u chung dich trang bi cho ho nhitng céng cu va kié€n
® Muc tiéu hoc tdp cia thitc qudn 1y cd ban.

cuén sdch Tuy nhién, nhdn vién lam viéc trong cdc
w Toi s¢ tim dugc gi tit doanh nghiép nhd va vira, sinh vién nghién

cttu linh vitc quin tri ciing c6 thé tham khio
cubn sdch ndy, né c6 thé gitip cdc ban c6 cdi
nhin t6ng thé vé cic vin dé quan ly.

cudn sdch?

m Phuong phdp hoc

m Hay ddt muc tiéu hoc » N ; » -
Cudn sdch nay s€ hitu ich néu ban mudn
trang bi nhitng ki€n thic vé dio tao va phit
trién nhan sy dé c6 thé trién khai hoat dong
nay mot cdch hiéu qud trong doanh nghiép
ctia ban.

cho minh!

2 Gidi thiéu chung

Tai sao nganh tu vin dio tao ngdy cang phat
trién? Tai sao cdc cong ty 16n da va dang sin
sang danh mdt khodn ngin sich ding ké dé
dau tr vao viéc dao tao nhin vién? Ban ly gidi
cho diéu nay nhu th€ nio?

C6 mdt diéu ma ching ta khong thé phd nhin
1a diu tr vao dao tao 12 mdt trong nhitng hinh
thitc diu tu mang lai hiéu qua 1au dai cho doanh
nghiép. Piu tir ding din vao dio tao s& tao ra
mot luc lugng lao ddng c6 tay nghé cao, cé
khd ning thich &ng nhanh véi nhitng thay ddi
trong doanh nghiép va lam viéc hiéu qua hon.
Diéu nay din d&n két qua 1a gidp ting 1¢i nhuin
va gidm chi phi cho doanh nghiép.




Gidi thid¢u cudn sdch
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Trén phuong dién qudn 1y, hoat dong dio tao duge liét vao danh
sdch nhitng hoat d6ng quin 1y quan trong. Mét s& doanh nghiép vira
va nhd ciing bt ddu nghiém tic xem xét viéc dao tao nhin vién.
Thé& nhung khi nghi d&€n viéc dao tao thi da s8 cdc nhd quin ly ¢
nhitng ban khoin nhu § chifc dao tao th€ nao? Pio tao cho ai? Pao
tao cdi gi? Liéu nhitng 1gi ich ma doanh nghiép thu dudc ¢6 cén
xting vdi chi phi b6 ra cho dio tao? Bdt diu viéc dao tao nhin vién
ty diu? v.v.

Cuén sdch nay sé gép phidn thdo g& nhitng bin khodn trén ddng
thdsi ciing 13 ngudi ban ddng hanh gitip ban phét trién kién thiic va
k¥ ning d€ t8 chic t8t hoat ddng dio tao trong doanh nghiép clia
minh.

Phin A cla cudn sdch s& thdo ludn ¥ nghia cda tir ddo tgo va nhitng
19i ich ma viéc dao tao mang lai cho doanh nghiép ciing nhu cho
nhin vién. Ban ciing sé tim hi€u chu trinh dao tao dé c6 thé bi€t
dudc nén bit ddu dio tao tr diu.

Phin B s& cung cdp cho ban nhitng cdch thite d€ xdc dinh ding nhu
ciu dao tao tlr d6 quyét dinh dao tao ai, ddo tao cdi gi. Ban s& hoc
dudc cdc bude trong ddnh gid nhu ciu vi nhitng phuong phédp phd
bi€n ma ban cé thé 4p dung trong thuc (€,

Khi di xdc dinh ding nhu ciu dio tao thi ban sé& phii 1&n k& hoach
tri€n khai nhu th& nao d€ dip Ung dugc nhu cAu ndy mdt cich hiéu
qud nhit rong kh3 ning cho phép cia doanh nghiép. Phin C sé dé
cip dé&n nhitng y&€u t8 ma ban cin xem xét khi 1ap ké hoach dio tao.

3 Muc tiéu hoc tap clia cudn sach

Khi hoc h&t cudn sdch nay ban s& ¢ khi ning t8t hon dé:

Giai thich sif cin thi€t va nhitng l¢i ich clda viée dho tao d8i véi doanh

nghiép vaA d&i v6i nhin vién;

Gidi thich cdc budc trong ddnh gid nhu cdu d€ x4c dinh liéu nhu
F3 \ e 3 A .

cau dao tao cé thit sy ton tai;

M6 ti nhitng phudng phap dién hinh trong dénh gid nhu cdu dio tao;

Phic thio mét k& hoach dao tao cho nhitng nhu ciu di dudc x4c
dinh.



Gidi thi¢u cudn sdch

4 Tbi sé tim dwgc gi tr cudn sach?

Cudn sdch nay dugc chia thanh nhi€u phin tip trung vao ting chi
dé cu thé lién quan d&n muc tidu clia cudn sdch. Trong titng phén,
ban s& tim thiy:

m 1§ thuy&t bao gdm ndi dung chi ti&t, gidi thich v vi du vé cdc khdi
niém chd yéu,

w bai thye hanh dugc dan xen vao ndi dung nhim giip ban chi dong
suy nghi vé khdi niém va vin dé dang dugc thio lujn;

m bai tip tw dinh gid nhim giip ban ddnh gid nhitng ki€n thitc ma
ban ti€p thu dugc tif mdi phin cia cuén sdch;

m tém tdt cic diém quan trong trong ndi dung cla titng phin;

m cd hoi d€ ban suy ngdm nhitng diéu tdim dic trong tirng phin cla
cudn sich, tf d6 xdy dyng k& hoach hanh ddng cho cdng viéc cia
ban.

Ngodi ra, ban ciing sé tim thdy trong phan cudi cudn sdch:

» bai ki€m tra nhanh d€ ki€m tra su hi€u biét clia ban v€ cdc kh4i
niém trong cudn sdch;

= bai tip tinh hudng cho phép ban ip dung ki&n thic va k¥ ning cda
ban vac viéc phin tich mét tinh hudng cu thé;

m co h6i &€ suy ngdm va ddnh gid mitc d6 dat dudc cdc muc tiéu hoc
tdp clia ban d&i v6i cudn sich;

s k& hoach hanh djng nhim ip dung nhitng ki&€n thic trong cudn sich
vao thyc ti€n cbng viéc cda ban;

m phidn md rong d€ ban c6 thé nghién citu siu hon vé linh vyc nly;

w dap dn tham khdo cho cic bii tip ty ddnh gi4, kiém tra nhanh, mdt
s& bai thuc hanh vi bii tip tinh hudng.

iii
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DE gitip ban tién theo déi ndi dung clia cudn sich, cdc bi€u tugng
sau day dudc st dung:

Hay tap trung nd lyc 1am cdc bai tdp thuc hanh, bai kiém tra nhanh
va bai tip tinh hudng.

Hay tu ddnh gid mic d6 ti€p thu ki€n thic clia ban sau mdi phin
hoc.

&) 19

Hiy ghi nhd cdc ndi dung chinh clia tirng phin hoc.

|

&

Sau méi phan hoc, ban hay danh 5 phit ngim nghi vé nhitng diéu
ban tim dic vd muén 4p dung.

& |

Hay luu y.

9 Phuong phap hoc

5.1

Téi nén hoc G diu?

Bat cit noi nao!

Cuén sdch nay dudc thiét k& dic biét theo phuong phdp tu hoc, cho
nén ban c6 thé nghién citu cudn sch ndy & moi ndi. Tuy nhién dé

dat dudc hiéu qud cao nhit, ban nén tip trung, tranh bi phin tim
bdi cdc y€u td xung quanh.

5.2 T6i nén hoc khi nao?

Bat cit lic nao!

M&di ngudi s& c6 thdi gian thich hdp riéng d€ nghién ctu cuén sich
mot cdch hiéu qua. TSt nhi't 12 ban nén lap k€& hoach trudc va danh
mot khodng thdi gian nhit dinh dé hoc cudn sdch ndy. Ban ditng bo
qua cdc bai thuc hanh trong ting phdn, bdi vi chiing giiip ban ciing



Gigi thidu cudn sdch

cd” lai kién thitc vica hoc va dén ddt ban sang nii dung tiép theo.
Ciing khong nén lo ling n€u nhy ban mit thdi gian cho mdt bai thuc
hanh nido d6 hdi 1iu hon so v&i thdi gian du kién. Hiy nghién cifu
cudn sich theo kha ning ti€p thu clia ban.

5.3 T6i nén hoc nhu thé nao?
Bat cit cdch nao!

Cuén sdch nay dude thiét k& d& ty hoc trong thdi gian 10 tiéng, nhung
khong ¢6 nghia 13 ban phdi ¢& ging danh ding 10 ti€ng lién tuc dé
hoan thinh cudn sdch. T8t nhit ban nén bdt ddu bing mot thdi gian
bi€u déu din, vi du mdi 1an chi hoc mot ti€ng. Hoc déu din sé ¢b
k&t qud 8t han nhiéu so vdi thinh thodng hoc dbn trong mdt thdi
gian dai. Tuy nhién, ban ciing khéng nén kéo dai thdi gian hoc cudn
sach, n€u khdng ban s& cdm thdy chdn nin. Khi s dung cudn sich
niy, ban nén cé sin trong tay cdy biit chi cé tdy (gém) d€ ¢6 thé
ghi chép hoic linh hoat thay d8i nhidu 1dn phdn bai tip thuc hinh
vl cdc bai tdp khic.

Cudn sdch s& dan didt ban qua cdc hoat djng hoc tip sau: hoc, doc,
ghi chép, lam cdc bii thyc hanh, bai tip ty ddnh gid, bai ki€m tra
nhanh, bai tip tinh hu6ng, phan tdm lugc va suy ngdm. Sau mdi phin
hoc, ban hiy ditng lai it phiit 8 trang Suy ngdm d€ di€m lai nhitng
diéu ban cdm thi'y tim dic nhit va nhitng dy dinh ma ban muén 4p
dung vao thyc tién cdng viéc. Pi€u ndy gilip ban titng bwdc x4y dung
Ké& houch Hanh ddng sau khi nghién cifu xong cudn sich.

Hiy thdo lun cdc ¥ tudng va kinh nghiém thuc € véi dong nghiép
hodc cong suf clia ban. Diéu d6 s& gidp ban ning cao sy hiéu biét
vd khic sdu nhitng gi ban di hoc. Nén fim mdt ngudi ciing hoc dé
gitip ban duy trl tinh thin hoc tdp cho dé€n khi két thic cudn sdch.

Khi ban di hoc xong cuén sich, ban sé ¢6 ¢d hdi dé€ 4p dung nhitng
diéu ban hoc theo hai cdch thire sau:

= pidi quy&t vin d¢ dit ra trong bai tip tinh hudng;

m lip k&€ hoach hanh dong.
Bai tdp Tinh hudng s&€ md td mdt tinh hudng thwe t& xdy ra trong
cdc doanh nghiép Viét Nam. N6 s& gitip ban xem xét tit ¢a nhiing
diéu ban di hoc va k€t hgp vdi cdc kinh nghiém cla ban d€ xiy
ding mot gidi phdp thuc t€ cho mdt van dé phidc tap.
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vi

K& hoach Hanh déng 1a mdt co hdi dé ban 4p dung 1y thuyét vao
thye tién va tao ra sy thay d8i tai noi 1am viéc cla ban! N&u cin
thi&t, ban ¢6 thé trao ddi véi ddng nghiép hoac cbng sur d€ xdy dung
k& hoach hanh dong. Hiy cy thé€ hod k& hoach hinh d4ng thinh
titng budc va dinh Iugng thdi gian hodn thinh cho mdi budc. Luu ¥
ring k& hoach hanh déng 13 mdt cdng cu hudng din linh hoat, chd
khéng phdi 12 mét khudn khé citng nhic. Hiy treo k& hoach hianh
dong tai ndi 1am viéc cla ban, thudng xuyén ki€m tra lai va diéu
chinh né€u thiy cin thiét.

5.4 Ai c6 thé giip t6i?

Bdt cut ngudi nao!
Ban c¢6 thé tim sy gitp d3 tir rdt nhiéu ngudi:

Chinh ban thén ban. Khi gip phii vin dé chua hi€u, hiy ¢& ging
doc lai. Biing bd cudc. N&u ban vin chua hiu, hiy tam ngung, thu
giin rdi doc lai 14n nita.

Gia dinh, ban bé hodic d6ng nghigp. Ngay cd khi ho khéng hiéu
chii dé ma ban dang trao d6i thi trong qu4 trinh thdo luin biét diu
cdu trd 151 lai 1oé 1&én ngay trong ddu ban.

Dich vy hd trg. Mot s6 8 chitc dao tao vi gido duc s& gitip ban
ti€p cin vdi cdc nhd chuyén mén d€ gidi ddp cdc ciu héi va céde
vin dé vudng mic. Ban cé th€ lién hé v6i Business Edge dé bist
thdng tin vé cdc dich vu ndy. (Xem dia chi lién lac cia Business
Edge & bia cudn sdch.)

5.5 Vige hoc cua t6i sé duge danh gid nhu thé nao?

Néu ban nghién ctfu cudn sich mét cich doc lip, thi chinh cdc bai
thyc hanh, cdc bai tdp w d4nh gid, cdc bai ki€m tra nhanh va k&
hoach hianh ddng sé gilp ban tu ddnh gid ién b6 cia minh.

Céc bai tip thudng khong ¢6 ciu trd 13i chinh xdc duy nhit. Pap 4n
cho cdc bai tip chi mang tinh tham khdo va hudng din, do viy ciu
trd 18i cida ban c6 thé khong hoian toan giéng nhu ddp 4n.
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6 Hay dat muc tiéu hoc cho minh!

Biy gid, ban hay danh it phit suy nghi vd vi€t ra nhitng mong doi
cia minh.

Cédc k&t qud ma t6i mudn dat dugc cho bidn thin fa:
(Vi du: T6i mudn hiéu rd nhitng cdch thitc dé ddanh gid ding nhu
cdu dao tao.)

Céc k€t quid ma t6i mudn dat duge cho doanh nghiép cla tbi 1a:

(Vi du: Toi mudn biét nhitng yéu 5 ndo cdn xem xét dé lip mét ké
hogch dao tao phu hop vdi tinh hinh cda doanh nghiép.)

Chiic ban thanh cdng!

Ching t6i hy vong ring ban s& thich cudn sich ndy. D ban hoc &
dau, hoc lic ndo, hoc véi ai va hoc bing cdch n3o, ban ludn khdm
phd va git hdi nhitng diéu méi mé va bd ich. Chic ban thanh céng
theo phudng thdc hoc linh hoat.

vii



1 Dan nhap

Dio tao 12 mot phuong phdp phét trién nhan
vién dudc cdc doanh nghiép sit dung nhi¢u
nhd't. Khi dau tu cho dio tao cdc doanh
nghiép mong mudén nhin vién c6 ky nidng
lam viéc tot hon dé dat hiéu suit cong viéc
cao hon. Viy cdc doanh nghiép phdi lam gi
m Ddn nhdp dé chic chin dat dugc két qud ma ho mong
muén tir dio tao?

m Dao tao nghia la gi? . . _

bé lam dugc diéu nay, trude ti€n doanh
® Dado tao hiéu qud nghiép phii hi€u ding vé dao tao. Tuy dao
tao c6 vé la mdt khdi niém don gidn nhung

m Loi ich cda viéc dao tao . . . 4% h )
' d ’ ngudi ta vin hi€u sai 1éch cdc khia canh cia

m NhiZng hinh thitc thay thé dio tao. Mot s6 ngudi khong phan biét dudc
cho dao tao hoat d(’jng.néo la dao tao, ho.at dong nao
khong phdi dao tao. Nhitng 1gi ich ma dao

m Chu trinh dao tao tao mang lai cho ¢4 nhin va doanh nghiép

thudng khéng dugc nhin nhin ding mic.
Hon th€ nita, viéc khong ndm ré phdi thuc
m Suy ngdm hién nhitng budc nao d€ ddm bdo dio tao
ding ngudi, ding thdi diém, ding ndi dung
ciing 14 mot trd ngai 16n cho nhifng ngudi
lam c6ng tdc dao tao trong doanh nghiép.

m Tom tdt

Trong phin ndy chiing ta sé& tim hiéu y nghia
cla tr dao tao ma ching ta hay nghe thdy
hoic nhic dé€n. Ching ta ciing sé xem xét
nhifng 1di ich ma dao tao mang lai cho doanh
nghiép va cho cd nhin d€ c6 cdi nhin ding
din vé vai trd cla hoat dong dao tao trong
doanh nghiép. Pong thdi, ban sé c¢6 dip thdo
ludn xem li€u nhitng hinh thic thay thé cho
dao tao ¢6 mang lai 1di ich ldu dai cho doanh
nghiép hay khéng. Ngoai ra, cdc giai doan
trong chu trinh dao tao 13 mdt gdi y dé ban
bdt tay vao t6 chitc cdc hoat dong dao tao
trong doanh nghiép clia minh médt cdch cé
hé théng.




Tim hiéu vé dao tao

Sau khi hoc xong phan ndy, ban sé c¢6 khid ning tSt hon dé:
Gidi thich ¥ nghia clia cum tX dao tao nhdn vién;
Gidi thich nhitng 1gi ich ma dio tao mang lai cho doanh nghiép;

M&b td cdc giai doan trong chu trinh dao tao.

2 Dao tao nghia la gi?

Chdc hidn ban khd quen thudc vdi tir “dao tao”, by gid ban hay
danh ra vai phit d€ thit xem ban hiéu tit niy nhu th& nio qua bai
thuc hanh dudi day.

Thuc hanh 1 3 phit &

Hay l_('fiijanh tron nhl‘l’ng'_ﬁéjl' 6ng 'ma ban xem la dao--tg{ﬁ.

Mot trudng nhém chi din cho nhém vién cdch thao tdc mot cd mdy.

Nhén vién bdn haing mdi quan sdt mdt nhan vién c6 kinh nghiém
hon st dung mdy tinh tién.

Mot gidng vién dang gidng gidi cho mdt nhém y t4 cdch 4p dung
mot thao tic y hoc mdi.

Nhin vién citu hda dién tdp st dung cdc thi€t bi chita chdy.

Mot nhém nhin vién dang tham dy mot khéa dao tao vé xiy dung
d6i nhém.

Mot gidm ddc sdn xudt bd ra mdt tudn dé tham gia mot khéa hoc vé
qui trinh qudn 1y chat lugng.

Mot ngudi qudn Iy hudng din cong viéc cho nhin vién trong nhém
clia minh.

Mot chuyén gia nhan sy huéng din mot gidm ddc bd phan vé cich
ddnh-gid hiéu qud lam viéc clia nhin vién.

Mot gidm d6c bd phin quan sit va chi din nhin vién cda mini X
tri v6i mot khach hang khé tinh trén dién thoai.

Nhirng cdnh sdt méi dugc tuyén dung thyc tip k§ ning bin sing.

Mot nhin vién bidn hang mdi theo ddi mdt nhin vién c6 kinh nghiém
minh hoa cdch gidi thiéu sin phim cho khich hing.



Y & .
Tim hiéu vé dao tao

1 Mbt thu ky tham du mot budi day ti€ng Hoa cdp tdc cho khich du
lich.

m Mot nhdn vién tham dy mdt 16p chim séc ngudi gia.

n Mot nhém sinh vién theo hoc mdt khéa dao tao clf nhdn Ngon ngit
hoc.

Sé c6 1y né€u khoanh tron tit cd cdc hoat dong néu trén vi diy la
nhitng hinh thic da dang clia viéc dao tao.

Tuy nhién, ban d& dang nhin thiy ring ngoai trif 3 hoat dong cudi
cing, tit cd nhitng hoat dong khdc déu nhdm xdy dung kié€n thic,
k§ ning va thdi d§ lién quan d€n cdng viéc.

Trong pham vi cudn sich nay ching ta chi thdo ludn vé nhitng hoat
dong dao tao véi nhitng muyc tiéu cu thé va cé lién quan dén cdng vigc.

Thuc hanh 2 2 phiit I

Khi tham glg%ﬁng Kkhéa diot@otaindl lam viéc, ban mong mudn
git hdi nhing gi? Hay ghi t6m tft trd 13i clia ban vao khodng trong
dudi day. .

C6 thé ban néu nhitng mong mudn nhu:

= “ki€n thic”, “k§ ning”, “thong tin”, “céng cu”, “ky xdo”;
» céch thitc d€ 1am céng viéc t6t hon;

» cich thitc d€ ting kh3 ning ki€m tién;

» céch thitc d€ phat trién tiém ning.

m Tit cd nhitng diéu néu trén déu 12 cdu trd 13i hop 1y va nhin chung
thi ching cliing huéng dé€n mdt k€t qud cudi cing ma chiing ta ¢é
th€ néi theo nghia rong la:
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Dao tao nhiim ting két qud cong viée cia nhin vién théng qua
viée cung cAp cho ho ki ning va ki€n thifc mdi.

Mot khi ¢ duge k¥ ning va kién thifc, ngudi ta ¢6 thé:
Thuc hién cdng viée cia minh t6t hon;

Kié€m thém nhiéu tién;

Phdt trién bdn thin.

Di nhién ¢6 rat nhiéu cdch dé dat dugc kién thirc vi k§ ning, nhung
lam nhu th& ndo cé phdi 1a didu dang quan tam?

Thiy Ldm, mét sinh vién mdi ra trudng dugc nhan vao [am tai mot céng ty tu
van du hge. Khi phong van, c&p trén clia ¢d bao ring cdng vige cia ¢d 1a nhan
dién thoai dén va chuyén cho nhiing ngudi ¢4 lién quan. Trong trudng hgp
nhiing ngudi nay ban, ¢ phai ghi nhan thdng tin clia khach hing 12 cc bac
phu huynh hay sinh vién goi d&n v sau d6 chuyén ngay cho ho. Béi véi nhiing
khdch hang dén tryc ti€p vin phdng, ¢6 s& hudng din he d&n nhing ban tu
vén. Ngoai ra, ¢d cling 1am mot s§ cong vigc hanh chinh khac nhu gdi thong
tin vé cdc trudng hoc cho khéch hang theo yéu cdu, cap nhat ngudn di ligu vé
khach hang, chudn bj tai ligu cho nhitng bugi hai thio giti thidu vé céc trudng
dai hoc.

Ngay ddu tién di lam, Thiy Ldm thdy céng vidc qud 12 rdt nhiéu. Khach
hang lién tuc ra vao van phdng, dién thoai thi reng khang ngdt v.v.. Thiy
Lam thdy minh nhu “bei” trong cfng viéc. Ngoai Thiy Lam ra, trong phéng
co hai nhén vién khéc [a Mai Lan v Thu Héng d4 1am hgn hai nm nay. Thé
nhung hai ngudi nay hau nhu khong c6 thdi gian nhidu dé néi cho cb bist
phéi [am gi. Ban ddu Thily Ldm r4t ludng cubhg va cim thdy mat ty tin
nhung ¢8 c6 ging quan sat, im hiu nhitng thong tin s&n c6 trong phang va
tranh thi: chuyén trd véi Mai Lan va Thu Hbng trong lic nghl tria ¢€ nim
bét cdng vide. VOn thong minh va nhanh nhen, ddn ddn Thiy Lim ciing
thao viéc va tré thanh mgt thanh vién dic lyc trong phong.

Thity Lam ndm bt duge kign thic va ki ning 1am viéc bing cach quan sat
nguot khac va qua nhiing théng tin vun vit ma ¢6 tp hgp duge trong qué
trinh 1am viéc. Khong lu sau, phong cba ¢6 nhin thém mot ngulli mdi va ¢b
dugc gidi thigu 1a “mft ngudi dugc dao tao va ¢o kinh nghiém™.
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Thuc hanh 3 4 phit 8 :

Nhu vdy Thily Lim biét céch_dé lam t6t cOng viéc nhung c6 phdi
do ¢6 ta dugc dio tao? Cd/ Khong -

Ban c6 nghi ring tit cd nhitng ngudi mdi di lam néu rdi vao trudng
hgp clia Thiy Lam thi s& nhanh chéng thao viéc nhu c6 khong?
C6/Khéng '

Néu ban 13 cdp trén cia Thiy Lim, ban sé'lém.gi' khdc hon dé
gitip c¢6 khong bi b3 ngd trong thdi gian ddu?

S€ l1a khong thuyét phuc néu néi ring Thiy Lam dudc dio tao. Co
da w hoc cdch 1am viéc d€ bu ddp cho viéc thi€u dao tao. Va cdch
thite t phdt nhu thé khong phéi lic nao ciing mang lai k&t qua t6t.
S€ 1a hiéu qud hon n€u cip trén ciia ¢d c6 k& hoach phin cong nhitng
ngudi trong phong hudng din cong viéc cho cb trong nhifng ngay
diu.

Chiing ta c¢6 thé néi ring:

DPao tao la mét qui trinh ¢6 hoach dinh va ¢6 t§ chic nhim tang
k&t qua thyc hién cong viéc.

“C6 hoach dinh va c6 t§ chic” tie 1a viéc dao tao phdi dudc thiét
k& sao cho théa min dugc nhu cdu di xdc dinh, c6 phin cong vai
trd va trich nhiém ciia nhitng ngudi tham gia, va ¢6 xdc dinh muc
tiéu rd rang. Vi vdy ngudi quin Iy nén tham gia vao qui trinh diao
tao cho nhin vién minh va cin ¢ nhitng ky ning cin thi€t d€ thuc
hién t6t cong viéc nay.



ﬂ
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3 Dao tao hiéu qua

Ngay cd khi c¢6 hoach dinh va t8 chic, viéc dao tao doi khi cling
khong dat hiéu qud nhu mong muén. Hiy xem xét hai trudng hdp
sau.

Thanh dang ngdi du khoa hoc vé Ldp va qudn Iy ngén sdch doanh nghiép.
Giang vién néi viéc hoach dinh ngan séch phéi cé sy tham gia tich cyc cla
cac phong ban trong doanh nghiép. Cu thé 12 cac phong ban phai ty Idp ngan
sach va trinh |&n, viéc 1ap k& hoach ngan sach doanh nghiép chi y&u dya trén
co s ngdn séch do phong ban dua Ién.

Thanh khong cim thdy thuy&t phuc. Theo kinh nghigém va quan sat clia anh
thi ngan sach trong cdng ty lic nao cling mang tinh ap dat, cu thé 1a lanh dao
cong ty dua ra ngan sach cho cdc phong ban chif khdng cd chuyén dan chli 12
cho phép phong ban dé nghj tir dudi 1én nhu gidng vién n6i. V6i suy nght nhu
vy, nhitng didu gidng vién ndi Thanh nghe tai nay lot sang tai khac.

Hom nay Hoang t6 chic mot budi dao tao vé céch Iuu trif tai liu theo chudn
ISO ma cong ty dang 4p dung cho cac truéng b phan trong cong ty. Kho
khan [4m Hoang mdi mai dugc mdt chuyén gia tu van vé 1S0 dén cong ty dé
giang day chii dé nay. Khdc véi nhiing khoa hoc truéc day ma Hoang t6 chic,
hoc vién td ra khdng tiép thu nhiing diéu gidng vién néi. Ho lubn chét van
gidng vién tai sao phai theo céc chudn vé luu tri tai lidu cba 1S0 trong khi ti
truc dén nay ho vin ap dung mdt hé théng quén Iy theo cach riéng clia ho va
c4ch nay xem ra kha hidu qua va moi ngudi trong bd phan da kha quen thude.
G4n nhu ¢t m&i diéu giang vién néi ra thi c6 mot y kién phan bién tir phia hoc
vién. D4n din gidng vién td ra mét kién nhan trong khi hoc vién ciing 6 ra
chéng chiu chap nhan nhiing huéng dén cla gidng vién.

Thuc hanh 4 3 phit 3

Trong nhifng trudng hop néu trén, viéc ddo tao rd rang la chua hiéu
qui. Vay ddu la nguyén nhin cla ting trudng hop cu th&?

Trudng hgp cia Thanh Ia:
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Trudng hgp cia Hoang la:

Nguy€n nhén chung khi€n cho hai tinh huéng dio tao néu trén
khéng thanh c6ng 1a do thdi d6 clia ngudi hoc. Nhifng ngudi nay
khong trong trang thdi sin sing d€ ti€p nhin ki€n thic méi.

Déi véi Thanh, anh khong tin vao kién thic dang dugc dao tao vi
anh khéng thiy dugc sy phi hdp véi thuc t€.

Trong trudng hdp clia Hoang, hoc vién khéng thiy gid tri ciia cdch
thire Ivu trif tai li¢u mdi va khong bi€t né t6t hon cich thic ma ho
dang dp dung nhu th€ ndo. Mic khic, su thay ddi sé tiéu t&n nhiéu
thdi gian va c6ng sic clia cd nhin vién va doanh nghiép.

Trong cd hai trudng hdp, dong lyc thic ddy viéc hoc khong rd rang
khi€n ngudi hoc khéng c6 tinh thin ham mudn hoc héi.

Ngudi hoc da trudng thanh chi ti€p thu nhitng diéu mdi la khi ho
thiy dugc sy phi hgp va gid tri cia ching. Do d6 khi 1én k& hoach
cho bat ky hoat dong dao tao nao, ching ta cin dua ra mét 1y do
hay tinh huéng d€ ngudi tham dy c¢6 mong muén dudc dio tao kién
thic va k¥ ning mdi.

Ching ta hiay xem xét trudng hgp ciia Toan sau diy.
Toan dugc gidm ddc Kim goi vao phong.

“Toan a, c6 tin vui cho nhém cau ddy,” giam déc Kim néi. “Hop déng A ma
ching ta mong dgi bay 1au nay cudi cling cling dugc ky. Nhu vdy nhém cla
cau sé tham gia thyc hién hgp dong nay. K& tir thir Hai t6i mubn ciu ban giao
cdng viéc ma nhém cau dang lam cho nhém clia Minh. Bay gits hop déng A la
uu tién s6 mot déi véi nhém cau.”

Toan rat sung suéng vdi tin nay vi anh biét diéu ndy ¢6 y nghia nhu thé nao
déi véi nhém clia minh. Day 1a dip tot dé& nhém clia anh phat huy ning lyc clia
minh. Ca nhém da mong c6 co hdi thyc hién hgp déng A vi hgp déng nay doi
hoi céng nghé tién ti€n nhat.

Gidm déc Kim noi tiép: “Di nhién c4c cau sé phai hoc hdi rat nhidu. M3i ngudi
s& phai tham du mgt khoa do tao sif dung nhiing thiét bj méi va vi thai gian
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¢6 han, cdc cAu s& phai ¢ lam quen véi nhiing thiét bi méi trong mot
khoang thdi gian ngin. D& ddm bdo moi viéc s& dién tign t6t dep, cong ty
rat cdn su cam két cla tiing thanh vién trong nhém.”

Toan vui vé dap: “Sép khdi lo chuyén nay.”

Thuc hanh 5 3 phit &

Hay dét ban véo tinh huéng cﬁa mo6t thanh vién trong nhém ciia
Toan. Ban 12 mdt ngudi c¢6 kinh nghiém va thﬁng thao tay nghé

nhung di 1am viéc v8i mot loai thi€t bi trong sudt mot thdi gian

dai va nay ban cim thdy nham chdn. Biy gid trudng nhém ciia ban

cho bi&t ban s& ¢6 cd hoi ti€p cin v6i mot cong nghé tién tién nhat

véi diéu kién 1a ban tham gia vao mot khéa dao tao bit budc sau

dé thuc hrén mot cong viée dic biét. -

Ban sé c6 thdi d6 nhu thé nao ddi véi khéa hoc? Vi sao"

Trong tinh hudng nay, trudc khi tham gia khéa hoc ngudi hoc da nhin
thd'y ro tinh phit hop va gid tri clia khéa hoc ddi v6i cong viéc clia ho.
D6 1a viéc hoc hdi va sit dung cdng nghé mdi s€ mang lai doanh thu
va tinh canh tranh cho doanh nghiép. Qua dé bdn thin ho:

Ning cao dugc niang luc chuyén moén;
Hinh dién vi dudc 1am viéc v8i cong nghé tién ti€n nhat;

Xa hon nifa, su thanh dat ciia doanh nghiép ciing sé& gilip ho cé viéc
lam 8n dinh lau dai.

Nhu viy, d€ viéc dao tao c6 hiéu quﬁ cao, ching ta cin tao ra dong
luc hoc hdi & ngudi hoc. P&i véi mdi khéa hoc, cdn lam cho ngudi
hoc thiy rd su lién quan cla khéa hoc d&i v6i cdng viéc va nhiing
cd hdi ma ho sé& 4p dung nhitng diéu hoc dudc vao cdng viéc thuc
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t€. C6 nhu th€ ngudi hoc mdi nd lvc ti€p thu nhitng kién thic va
ky nidng mdi.

Di€m médu chét 12 mong muén duge hoc héi. Nhitng ngudi mudn
hoc héi sé& sdn sang hoc héi. Nhitng ngudi khéng muén s& khong
chiu hoc.

G tim nhin xa hon, khong nhat thiét 1a chiing ta phdi chd dén mot
tinh hudéng cu thé méi khuyén khich nhin vién hoc hdi. Trai lai,
ching ta nén thudng xuyén chi trong tao ra bau khéng khi khich 1é
viéc hoc tdp va dp dung nhiing ki€n thitc méi vao cong viéc. Thong
qua d6 nhdn vién sé& nd lyc cling ¢ ky ning clia minh va tao ra
nhitng thay d6i khi thuc hién c6ng viéc dé dat k&t qui cao hon.

Lgi ich cha viéc dao tao

Trong phan nay ching ta cung nhin nhin nhitng 1¢i ich ma dao tao
mang lai cho doanh nghiép va cho c4 nhin.

Lgi ich cho doanh nghigp

Khong k€ doanh nghiép ban thudc linh vuc nao, hay qui mé nhu
th€ nao, viéc dao tao nh&m ding vao nhu cdu clia doanh nghiép
luén mang lai nhitng 1gi ich ddng k€ cho doanh nghiép.

Thuc hanh 6 5 phut &

Ban hay néu nhifng 1gi ich ma dio tao mang laicho doanh nghiép.
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Danh séch ban dua ra c6 1& khd nhiéu. Tuy nhién, ching ta c6 thé
nhém cdc 1di ich thanh hai nhém chinh nhu sau:

Nhitng I¢i ich hitu hinh. Bao gém: ting sdn lugng, gidm chi phi,
ti€t kiém thdi gian, ting chit lugng sdn phdm va dich vu.

Nhitng 1¢i ich vé hinh. Bao gdm: cdi thién théi quen lam viéc, cdi
thién thdi do va hanh vi thyc hién cdng viéc, tao ra moi trudng lam
viéc tot hon, tao diéu kién dé nhan vién phat trién, ndng cao hinh
dnh clia cong ty trén thuong trudng.

Bay gid ching ta hdy xem xét mdt vai 1di ich cu thé.
Viéc dao tao giip riit ngdn thoi gian hoc héi va gidm sat.

Khi mét nhin vién méi vao 1am viéc hodc khi mot nhan vién hién tai
dugc giao mot cong viéc mdi, thdi gian dé ho 1am quen v@i cong viéc
la diéu kha quan trong. Ngay nay, khi viéc canh tranh ngay cang trd
nén gay git thi doanh nghiép cang mong mudn nhin vién thao vigc
trong khodng thdi gian ngdn nhat. Trong nhing trudng hdp nhu thé,
dao tao 12 gidi phap uu viét. C6 1€ ban da thdy su khdc biét gita mot
nhin vién dudc dio tao va mot nhan vién khong dudc dao tao.

Mit khdc, khi nim dugc ki€n thic va ky ning d€ thuc hién cdng
viéc, cd nhan c¢6 thé 1am viéc mot cdch doc 1dp ma khong can dén
sy gidm sit thudng truc cla cip trén. Khi d6 ngudi qudn ly c6 thé
danh nhiéu thdi gian cho nhiing cong viéc mang tinh chi€n lugc hon
12 cho nhitng cong viéc su vu hang ngay.

Piao tao gitp ting hiéu qua lam viéc.

Thuc hanh 7 3 phiit &

Hay nghi vé& m6t nhém lam viéc hay mot phong ban trong cong ty
ban va néu ra nhitng ti€n bd trong thuc hién céng viéc ma nhém
dé dat dugc sau khi duge dao tao.
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Nhirng didu ban néu ra co thé 1a: N
= Lam viéc nhanh chéng v chinh xdc hdn;

» Tao ra sin phim hoic dich vu méi;

» Tiang chit lugng dich vy;

= Giam nguyén vat liéu thira;

= Gidm tai nan lao ddng.

Mot luc lugng lao ddng dude dio tao tot s&€ lam viéc ¢6 hiéu qui,
g6p phdn gitp ¢éng ty ting 1gi nhuin vd gidm chi phi trong nhitng
hoat déng cia minh.

Pao tao Jam tang niém tin va dong Iyc ¥am viéc cia nhan vién ti
dé6 gitp doanh nghiép dat duge nhitng muc tiéu da dit ra. Mot diéu
quan trong trong doanh nghiép 13 lam sao cho nhan vién 1am viéc
hé&t minh dé gilip doanh nghiép thuyc thi nhitng muc tiéu da dit ra.
N&u niém tin va ddng lic 1am viéc gidm thi cong viéc s& twd nén
khé khin. Viéc dio tao thudng tao ra dong luc vi niém tin & nhan
vién, bdi 1&:

s Daio tao kich hoat sy yéu thich céng viéc vd md ra nhitng cd may

mdi cho ¢d nhin;

= Diaotao lam ting sy 8n dinh trong céng viée vi két qua thyc hién
cdng viéc gia ting va cd nhin ¢ thé thue hién dide nhitng phin
viéc doi hdi nhiéu k§ ning.

Diao tao gép phin gidm thi€u than phién ctGa khdch hang. Nhin
vién dudc dao tao s€ ¢d ¥ thitc t6t hda trong viéc phuc vu khdch
hang. M&i quan hé vdi khdch hang tf d6 dudc cii thién va duy i

Pio tao gép phin gidm thiéu nhitng van dé véi nha cung cdp. Nhin
vién lanh nghé s€ bi&t rd minh c¢in gi & nhi cung cip tir d6 dua ra
nhitng yéu ciu cy thé va hgp 1y, ddng thdi ciing nhanh chéng phat
hién nhiing sai sét (n€u c6) trén nhitng mit hang dudc cung cdp.

Ngodi ra, viéc dao tao nhin vién thudng xuyén ciing tao ra mot
life ligng lao dong lanh nghé, linh hoat va ¢é kha niing thich nghi
véi nhitng thay a8i trong hoat dong cita cong ty.
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4.2 Ldgi ich cho cd nhdn

12

Chiing ta vira thio ludn vé 1¢i ich clia dio tao & géc nhin clia doanh
nghiép. By gid ching ta hiy xem xét nhitng 1¢i ich d6 d6i v6i nhidn
vién,

Thuc hanh 8 3 phut &

Ban hdy nghi xem dao tao mang lai nhitng tdc dong tich cuc nio
dén nhan vién trong cong ty ciia ban?

At hin ban s& néu ra rit nhidu tic ddng c6 1di cho nhin vién, va toi
tin ring ban sé khong bd sét nhitng di€m chinh nhu:

Théa mén véi cong viéc hién tai. Khi dugc diao tao dé thuc hién
cong viéc ngay cang t6t hon sé khi€n cho cd4 nhin cdm thiy céng
viéc thi vi va hdp din hon.

Tiéng long ty hao ban than. Pugc dio tao, cd nhin sé thi'y tr hao
vé tinh chuyén nghiép ciia minh.

Cd hji thing ti€n. C6 thém nhiéu ki€n thic va k¥ ning sé 1am ting
gid tri cia cd nhin d6i v6i cong ty. Viéc dio tao mang dén cho c4
nhdn co hdi dé€ chifng td ho c6 thé 1am dudc gi va tiém ning cia ho
1a gi. Vi th€ cong ty s& quan tim dén ho khi c6 nhitng vi tri bi khuy&t
trong cong ty.

Cé6 thai dg tich cyc va ¢6 dong lyc 1am vig¢c. Nim viing ki€n thic
va k¥ ning chuyén moén khi€n cho c4 nhin ty tin va rit lac quan vé
cong viéc clia minh. Diéu ndy sé gidp cd nhian vugt qua nhitng cing
thing trong cong viéc va gbp phin tao nén bau khéng khi 1am viéc
tich cwc. Mic khdc, khi dugc dao tao, cd nhin sé cdm thiy dugc
quan tim va tin tudng. Pay 12 mot dong lvc dé€ cd nhin gin b6 véi
cong ty va sin sing dén nhdn nhiing tht thach nghé nghiép mdi.

Nhirng 1¢i ich trén khi€n chiing ta lién tudng d&€n dé tai phat trién
cd nhin. Trong mdi trudng 1am viéc, ai cling can thiy minh ngay
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ciing ti€n bd. Khong phai ai ciing mudn dugc dé bat va nhin thém
trich nhiém; tuy nhién d&i v6i hau h&t moi ngudi thi 1am mai mot
cOng viéc vdi moét cdch thic khéng ddi trong sudt mot thdi gian
dai qud thit 1a nan long.

3 mot gée d6 cao hon, n€u xem mbi cd nhan 14 mdt thanh phin
trong mdt t hgp 1dn 1a doanh nghiép thi chiing ta sé& thdy mdi lién
hé chat ché giita viéc phdt trién cda cd nhan va su phat trién chung
ciia doanh nghiép.

Dai han | Phét trién nghé nghiép| Phét trién doanh nghiép

»2 | | Ng&n han | Taing cudng ki€n thic | Tdng k&t qud thuc
vi k¥ nang lam viéc hién cbng viéc

CA NHAN DOANH NGHIEP

Trong tim

-
Chiing ta di thdo ludn & trén ring dio tao gidp cho ¢4 nhin ting cudng
ki&n thitc va k¥ ning cong viée. K&t qua trude mit 13 cd nhdn dat két
qua cao trong thyc hién cdng viéc, doanh nghiép qua dé hoat dong
hiéu qua hon va dat duge nhitng muc tiéu dat ra. V& lau dai, viéc nang
cao kién thitc va k¥ ning thu®ng xuyén 1 budc dém d¢€ c4 nhin tién
xa trén con dudng phat tri€én nghé nghiép cia minh. Con déi véi doanh
nghiép thi sao? C6 18 ban cling di c6 ciu trd 131 trong diu. Sy phat
trin ciia doanh nghiép khéng thé thi€u sy déng gép cla titng ¢4 nhén.
Mot d6i ngii nhdn vién 1am viéc dat hidu qud dbng thdi khong ngimg
ti€n bd sé& gitip doanh nghiép tdn tai va phét trién.

Su phdt trién clia doanh nghiép phy thude nhiéu vio viéc hoc hdi
clia nhdn vién. Pdy duge xem nhu 13 mdt phuong tién dé€ giip
doanh nghiép thay déi, phd v3 nhiing rio cdn ngin khdng cho doanh
nghiép dat k&t qud cao nha't vé hidu qud cdng viéc ciing nhu vé
Idi nhudn trong hoat déng cda minh. Viéc doanh nghiép khuyén
khich va tao diéu kién cho cd nhan hoc hdi thdng qua nhitng hoat
dong dio tao 1a hét site cin thiét.
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9 Nhitng hinh thifc thay thé cho dao tao

Khi xem xét ¢6 nén trién khai cdc hoat dong dao tao trong doanh
nghi€p hay khong chiing ta khong thé khong dinh gis nhirng hinh
thitc thay th& cho do tao ciing nhu nhirng chi phi va 1di ich cla ching.

Thuc hanh 9 3 phiit 3

Hau nhv khong ai phi nhin c4c 10i ich ciia viéc dao fz_;o. Tuy nhién,
ngudi ta vin phdn d6i viéc nay vi nhiéu 1y do. Biy gi® ban hay
ghi ra hai 1y do khi€n ngudi ta phdn d6i viéc dao tao nhan vién.

R4t c6 thé ban dé cip dé&n chi phi cho viéc dao tao, diy qud 1a diéu
khi€n cdc nha quin 1y phéi cAn nhic. Ngoai chi phi cho viéc t§ chic
hoat dong dio tao, ching han nhu chi phi cho gidng vién, cho tai
liéu, cho phong &c¢, v.v... thi mdt diéu ddng quan tim nira 1a trong
lic dugc dao tao, nhan vién sé khong lam viéc. Viéc mat thdi gian
va su gidn doan cong viéc khi nhan vién tham gia vao hoat dong
dao tao méi thye sy la van dé d6i v6i cdc nha quin ly. May thay,
hinh thitc dao tao tai ch6 va kém cip 1a mot gidi phap kha thi vi hai
hinh thitc nay c6 thé thuc hién ngay khi c4 nhin dang 1am viéc.

Ciing c6 thé ban néi ring nhitng ngudi da dude dao tao rit d& di chd
lam. C6 thé ban ciing nghe néi hoic ching ki€n nhiéu cong ty diu tu
rit nhiéu vao viéc dao tao vai nhin vién tru cot. ThE nhung chi khong
lau sau d6, nhitng nhin vién nay nghi viéc va di 1am chd khic.

Ngoai ra con c6 nhitng bat 1¢i khdc nita, ching han nhv ngudi nio
ding ra dao tao ciing 1a mdt van dé. N&u 4p dung hinh thic dao tao
tai chd thi nhitng ngudi thuc hién cong viéc tdt chua chic s& lam t6t
viéc chi din va chia sé ki€n thic cho ngudi khdc. Mit khdc nhitng
ngudi lam viéc tot thudng cling rit cin cho nhifng cdng viéc khac nita.
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= Trong khi d6 néu t3 chic khéa hoc va mdi gidng vién tr bén ngoai
thi rit khé dam bdo gidng vién hi€u cdch thitc ma cong ty vin
hanh d€ truyén dat diéu ma cong ty mong mudn.

Thuc hanh 10 4 phut 3

Viy, theo ban c6 gidi phdp nao thay th€ cho viéc déo tao? Ban ¢6
thé ghi ra mot gidi phdp khong? :

m Gii st ring cong ty clia ban cin nhifng nhdn vién thao viéc, lya
chon tht nhit 12 cong ty sé tuyén nhitng ngudi c¢é kinh nghiém va
dat dugc nhitng yéu ciu ma cong ty mong mudn. Theo cdch nay thi
ban tin dung thinh qud dao tao ctia nhifng cdng ty khic va ban sé
phdi dua ra mic ludng cao mdi thu hit dugc dng vién (thdng thudng
ban phai trd cao hdn mic luong hién tai cda ¥ng vién 35-40%).

m Mot lva chon khdc 12 don gidn héa cong viéc. Diéu nay c6 thé 1a
chia cdng viéc thanh hai hay ba phin viéc nhd dé€ mdt nhém c6 thé
lam thay vi mdt ¢4 nhin ddm duong hét. Néu xét dudi mot goc do
khdc thi diéu ndy c6é nghia 1a gidm thi€u k§ nidng & cong viéc dé
ba't ky nhian vién nao ciling ¢6 th€ 1am dudc viéc ma khong cin phai
dao tao. Liéu cdch nay c¢6 6n khong? Ban c6 thé gidi quyét dudc
v&An dé trudc mit nhung vé 1au dai thi ban sé chi ¢6 mot doi ngi
nhin vién vdi nhitng k§ ning don gidn va rdi rac. Va sé rat khé dé
ho dat ning suit cao trong cong viéc ciing nhu Ung phé vdi nhiing
thay d&i trong kinh doanh. Ngoai ra ddm nhédn nhiing cong viéc it
thit thdch va khdng cé cd hdi dao tao sé dnh hudng dén tinh thin
va dong luc 1am viéc clia nhén vién.

m Ciing c6 mdt Iva chon nita 1a ban sé& thué lao dong & bén ngoai von
da c6 sin chuyén mdén nhy mong mudn. Liwa chon nay khd thi, hién
nay cung dd c¢6 mot s6 cong ty 4p dung. Tuy nhién, doi véi lao dong
cao cAp thi chi phi thué l1a khd cao va ban khé ¢6 thé chiu dlmg chi
phi trong thdi gian dai. Mat khdc, d6i véi nhilng cong viéc cin bdo
mat thong tin, viéc st dung dang lao dong nay 1a khong phu hdp.
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6.1

L
Xdc dinh nhu
cdu dio tao

Ciing c6 trudng hdp nhitng nha tw vin bén ngoai khong ddp tng
dugc nhifng nhu cdu dic biét cia doanh nghiép do tinh chat dic
thu cia linh vic ma doanh nghiép hoat dong.

Nhu vay, tuy giip gidm di nhitng chi phi dio tao trudc mit va khic
phuc nhifng han ché khdc nhung xem ra nhiing gidi phdp thay th&
1a khoéng phd hgp vé lau dai.

Chu trinh dao tao

Ching ta da thdo ludn ring hoat dong dao tao 1a mot qui trinh c6 k&
hoach va dugc t6 chitc. M6t cau héi dit ra 1a ching ta phdi thuc
hién nhitng budc gi d€ ddm bdo c6 dudc qui trinh nhu thé?

Thong thudng, mot hoat dong dao tao sé di qua bon giai doan tao thanh
mot chu trinh dao tao. Chiing ta s& 1an lugt xem xét ting giai doan.

Giai doan 1 - Xdc dinh nhu cdu dao tao
Trude khi di vao giai doan 1, ban hiy nghién ctu tinh hudng sau.

Trong cugc hop hang thang véi ban gidm déc gan dy, Mai Huong - gidm
dc nhén sy clia cong ty A&M dugc yéu cdu t6 chic lai hoat dong dao tao
trong cong ty.

Theo nhdn xét clia mdt sd thanh vién trong ban giam déc thi mot trong nhiing
nguyén nhan khién cdng ty that bai trong nhiing hoat dong kinh doanh gén day
la ndng Iyc han ché clia nhan vién. Tinh hinh kinh doanh ngay cang kho khan
thé nhung dubing nhu céch Iam vige clia nhan vién vn khang c6 gi thay déi.

Tim hiéu tinh hinh trong cdng ty, Mai Huong phat hién ra nhiing diéu nhu sau:

Tuy cbng ty thuding t6 chic dao tao nhung mét s6 nhan vién van khéng di ky
ndng cén thiét dé thyc hién cong viéc dugc giao vi thé ho 1am viéc rat cham
va chat lugng cong viéc thudng khdng dat nhu mong mudh:

Nhiing nhan vién méi dugc tuyén vao thuting khéng dugc huan luyén bai ban
dé ddm nhiém cong viéc:

Cong ty da thyc hign mot s& chuong trinh dao tao, the nhung khong cé hé
théng ndo dénh gia k&t qua clia nhiing chuong trinh nay. Mot s6 gidm déc bo
phan chi xem ddy 1a mt hinh thic khich I8 tinh than lam viéc cla nhan vién
la chinh ma khéng quan tdm dén viéc nhan vién c6 ap dung nhiing diéu da
hoc vao cong viéc hay khéng;
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m Khong c6 hé théng nao ghi lai nhitng chudng trinh dao tao ma nhén vién da
tham gia, c6 tinh trang 12 mot nhan vién tham gia cing mot khéa hoc hai Ian;

Véi tﬁuc trang ndy rd rang Mai Huong s& c6 nhiéu diéu phai lam.

Thuc hanh 11 3 phit &

‘Mai Huong khong biét nén bt ddu viéc t§ chic dao tao tir dau,
ban sé& khuyén Mai Huong nén lam gi? '

Viéc ddu tién ma Mai Huong nén 1am 12 x4c dinh cin dao tao nhin
vién nhitng gi dé€ ddp @ng nhu cdu cia doanh nghiép, bdi vi néu
khong bi€t dudc ai cdn dio tao v ddo tao vé nhiing linh vuc gi thi
Mai Hudng khé 1dng ti€n hanh t8 chic hoat dong dao tao.

P& xdc dinh nhu cdu ndy mot cdch c6 hé thdng, Mai Huong can
hi€u r& nhitng muc tiéu cliia doanh nghiép 12 gi.-Mai Huong can dit
ra cdu hoéi nhu:

Hién nay doanh nghiép mudn nhan vién dat dugc nhitng két qua gi?
N&u Mai Hudng khong rd vé nhitng muc tiéu cla doanh nghiép, cd
cin phdi ki€m tra lai vdi ban gidm d6c doanh nghiép. Nhitng muc
tiéu nay sé& 1a cd sd d€ c6 danh gid xem hién tai nhan vién di 1am
t6t dé€n dau. N6 sé gidp cd dit ti€p nhitng cdu hdi nhu:

“Nhén vién di thuc hién cong viéc nhu thé€ ndo so véi mic dd mong
mudn clia céng ty?”

“Nhin vién cin phdi bi€t va hi€u thém nhiing gi?”

“Hién gid nhdn vién cé nhitng k§ ndng gi so v4i nhiing ky nidng
ddi hdi phdi c6 d€ thyc hién &t cong viéc?”

“Liéu nhin vién cé dang lam nhing diéu ma ho thit su nén Jam
khéng?”
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N€u moi viéc dang dién ra khéng nhu mong muédh, thi o rang 1a
c6 khodng cdch trong két qua cong viéc. Bing sau didy minh hoa
diém nay.

K&t qua ma doanh nghiép mong mudn

K&t qua thyc t&€ ma Khodng cdch trong
nhéan vién dat duge k&t qua cong viée

G phin B, ching ta s& bi&t ring c6 rit nhi€u nguyén nhin giy nén
khodng céch trong thuc hién cong vigc. Va dao tao chi Ia gidi phap khi
nguyén nhan la do nhan vién thi€u ki€n thic va ky ning. Nhiém vu
cta ngudi 1am cong tic dao tao 1a xdc dinh diing nguyén nhan d& quyét
dinh c6 nén trién khai hoat dong dao tao hay dé& nghi 4p dung nhiing
gidi phdp khic d€ x6a di khodng cich trong thuc hién céng viéc.

Nhu vay, trong giai doan xdc dinh nhu ciu dao tao, Mai Huong phai:

Tim hi€u muc tiéu chung cda doanh nghiép va muc tiéu dit ra cho
trng phong ban trong doanh nghiép;

Xdc dinh khodng cdch trong k&t qud cong viéc hay sy khic biét giita
cdi dang dat dudc va nhitng cdi phai dat dudc;

Tim hi€u nguyén nhan giy nén khodng cdch nay;

Tim ra nhitng ki€n thic vd k§ ning ma nhin vién con thi€u sét dé
thuc hién céng viéc;

Quyét dinh s& dao tao nhan vién nhing kién thic va ky nang gi.
bay la giai doan diu tién va c6 ¥ nghia quan trong ddi véi viéc 8
chirc hoat dong dao tao. Ching ta s& nghién cifu siu vé giai doan
nay trong phin B.

Budc ti€p theo clia Mai Huong 12 s& xem xét cdc y&u t& d&€ 1én k&
hoach va chudn bi cho viéc dao tao.

6.2 Giai doan 2 — Lén k& hoach va chudn bj

Trong qud trinh 1én k€& hoach va chudn bi cho viéc dao tao, Mai
Huong sé:

m Xdc dinh muc tiéu dio tao;

® Tim hi€u nhitng hinh thic dao tao;
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Lén ké hoach
va chudn bi

Tim hiéu vé dao tao

Xem xét nhitng y&u t& nhu nhin lyc, ngin sdch, nhu ciu dio tao
dé€ chon lya hinh thic diao tao phd hdp;

Vach ra huéng ddnh gid k&t qua dao tao;
Udc tinh cin huy d6ng nhitng ngudn luc nao;
Pat dudc su cam két clia nhitng ngudi cé lién quan.

Mot khi k& hoach di rd ring va viéc chudn bi hoan tit, cdc hoat
ddng dao tao s& bit diu.

6.3 Giai doan 3 — Thyc hién k& hoach

1

Xdc dinh nhu
cdu dio tao

2

Lén k& hoach
vi chudn bi

¥

Thyc hién k&
hoach

g giai doan nay, Mai Hudng sé:
Thuc thi k&€ hoach;
Pam bio cic hoat dong dao tao dugc ti€n hanh;

Linh hoat trong viéc st dung cdc hinh thic cling nhu phuong phdp
dao tao;

Theo dbi ti€n d6 va sin sang thay ddi khi cin thié€t (khdng c6 k&
hoach nao tranh khdi su thay d8i khi thuc hién).

Thuc hanh 12 3 phit

Sau khi k&t thiic giai doan 3 chiing ta sé chuyén sang mdt giai doan
mdi, va giai doan mdi ndy sé 1a cd sd de quay. vé giai doan 1. Theo
ban, giai doan cufi cing nay 1a gi?

Giai doan cudi cung l1a ddnh gi4d hiéu qud ma dao tao mang lai.

Ciling nhu td't cd nhitng dv 4n hay nhifng chuong trinh khdc trong
doanh nghiép, ddnh gid nhitng hiéu qud hoat dong dao tao 1a diéu
khong thé bé qua. N&€u khéng thi 1am sao ching ta ¢6 thé bi&t dudc
diu tu cla ching ta cho hoat dong dao tao 1a khéng u6ng phi? Lam
sao chiing ta bi€t dugc nhitng gi cdn cdi thién cho nhiing lan dao
tao ti€p theo?
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1

Xdc dinh nhu
ciu dio tao

I

2

Lén k& hoach
vi chudn bi

!

3

Thue hién ké
hoach

)

4

Dénh gid hieu
quid dao tgo
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6.4 Giai doan 4 — Danh gid hiéu qua dao tao

Mai Huong s€& c6 cd hdi ddnh gid:

Li€u muc ti€u da dit ra c6 dat dugc hay khong;

Phdn ng cia ngudi hoc d&i véi chudng trinh dao tao nhu thé nao;
Ngudi hoc ti€p thu duge nhitng ki€n thic va ky ning gi;

Ngudi hoc @ng dung nhitng di€u hoc dugc vao cong viéc thuc t&
nhu thé nao;

Nhirng k&t qud ma doanh nghiép c6 dugc tir dao tao.
DPong thdi ciing:
Luu giir s6 liéu vé dao tao;

Ghi ra nhing di€m cdn cdi thién khi t§ chic nhitng chudng trinh
dao tao trong tuong lai.

Trong pham vi cuén sich nay, ching ta sé tip trung thio luin hai
giai doan dau tién cda chu trinh ddo tao, dé la:

Xdc dinh nhu cau dao tao (sé dugc dé cip & phin B)
Lén k& hoach dao tao (s& dugc dé cip & phin C).

Hai giai doan con lai s& dugc thio ludn & nhifng chuong trinh dao
tao khdc cliia Business Edge.

Thuc hanh 13 3 phiit &

N&u di theo thit tu clia cdc giai doan trong chu trinh trén, ban sé ti€p
tuc Iam gi sau giai doan 4? Hay khoanh tron chon la ciia ban.

m Ci4ch 1: Ngung dao tao
w Cdch 2: Quay trd vé giai doan 1
m Cich 3: Quay trd vé giai doan 2

Cidch 1 khéng ding bdi vi dao tao 12 mdt nhu ciu ludn ti€p dién.
Mot chuong trinh dao tao cu thé dé ddp wng mot nhu cdu cu thé
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niao dé cé thé cham dit, th€ nhung luén luén xuit hién nhitng nhu
cau dao tao mdi. Chiing ta nén st dung nhifng gi ching ta rit ra
dugc tir viéc ddnh gid k&t qua cdc chuong trinh dio tao dé xdy
dung nhitng chudng trinh dio tao ti€p theo.

Cich 3 ¢6 thé ding vdi diéu kién nhu ciu dio tao ciia cong ty 1a
khong d6i. Th& nhung trong thuc t&€ thi nhu ciu ddo tao cla cong ty
sé thay ddi theo thdi gian d€ ddp &ng nhitng yéu cau phdt trién cla
cong ty hay nhitng thay ddi khong ngirng trén thi trudng.

Vay, chon lya ding nhat 1a cdch 2: Quay trd lai giai doan 1.

—

1

Xdc dinh nhu
cdu dio tao

4

Pdnh gid hiéu
qud dio tao

T

-

3

hoach

Thuc hién k&

Thuc hanh 14

2

Lén k& hoach
va chudn bi

A

5 phut X

Hiy nghi vé nhitng hoat dong dio tao trong cong ty clia ban. Ban
da thyc hién nhitng giai doan nio trong s6 nhitng giai doan néu
trong chu trinh dao tao? Ban sé thuc hlén them glal doan nao trong

thdi gian s§p tdl"
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Dé&n diy ban di két thic ndi dung ciia phin A, biy gid ban hiy
dinh it phit cho bai tip ty ddnh gid d€ ki€m tra nhitng ndi dung
minh d& hoc.

Hay tu ddnh gia 1 12 phut &

Ban hdy danh it phit d€ kiém tra lai nhitng didu dd hoc trong phin nay.
Ban hdy nhin xét nhifng nhin dinh sau diy diing hay sai vd cho
bi€t 1y do.

Khi nhin vién khéng 1am t&t cong viéc vi thi€u ki€n thitc va ky ning
thi dao tao la gidi phdp.

Viéc dio tao nhin vién phdi dugc 1én ké hoach theo dinh ky va bs
tri ngudn lyc cu thé.

Pao tao nhin vién 1a hudng din nhin vién mot s& ki€n thic va ki
ning d€ ho ¢é thé 1am dudc céng viéc khi ho mdi nhin viéc.

Ban sé& phdn bién nhu th& nio d6i vdi nhitng ¥ kién sau:

“D&i véi nhifng cdng ty vira va nhd thi khéng cin thi€t phidi dio tao
va phét trién nhin vién. Chi cdn ¢6 nhitng ngudi qudn Iy gidi thi
moi viéc trong cdng ty ¢ thé chay thdng sudt.”
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viy nén mdi cd nhin phdi tu hoc hdi, khéng nhit thi€t 12 codng ty

b “Phat tri€n k¥ ning nghé nghiép 12 nhiém vy cda mdi ¢4 nhin, “
phdi ding ra diao tao che nhdn vién”

3 Ban hidy chon nh@ng hoat déng bén trdi Ung vdi nhilng giai doan
trong chu trinh dio tao bén phai.

Hoat djng Giai doan
Xem xét liéu ¢ dat duge muc tiéu | A Xdc dinh nhu cdu dio tao
dao tao0 da ditra B Lén k& hoach v chufn bi
C Thyc hign k€ hoach

D Dénh gid k€t qua dao tao

Theo d6i ti€n d6 va tri€n khai k€
hoach

Pinh gi4d nhitng k€t quid ma doanh
nghiép dat dudc sau dio tao

Xem xét liéu dao tao cd 12 gidi phdp

Quyé&t dirh s€ dio tao gi, dao tao
cho ai

X4c dinh khodng cdch trong két
qui cOng viéc

Panh gid xem liéu ngudi hoc ¢ 4p
dung nhitng di€u di hoc vao thuc
t€ cong viéc

Chon lya hinh thic diao tao

Quyét dinh xem ddnh gid k&t qud
ddo tao ¢ mic 4 nio

Xac dinh muc tiéu dao tao

Ban ¢6 thé tham khdo ciu trd 18i 8 phdn Ddp dn cdc bai tu ddnh
gid & cubi cudn sich.
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7 Tom tat
@

2\ | = Pao tao 1a mdt qui trinh ¢6 k& hoach va dugc t§ chitc nhim cdi
thién k€t qud thyc hién céng viéc thdng qua viéc cung cip ky
ning va ki€n thirc.

w Ngudi hoc di trudng thinh chi ti€p thu nhitng diéu méi la khi
ho thdy dugc sy phd hgp va gid tri cia ching.

m Nhitng ngu'(‘ii mudn hoc hdi sé& sdn sang hoc hdi. Nhitng ngudi
khong mudn hoc s& khong chiu hoc DPi€ém miu chét 1a tao duge
tinh thin mudén hoc hdi.

m Xét dudi géc d6 didu hanh va quin 1y doanh nghiép thi nhitng
Igi ich ma viéc dio tao mang lai la: .

= Lgi ich hitu hinh. Bao gdm: ting sdn lugng, gidm chi phi, tiét
kiém thdi gian, ting chit lugng sin phim va dich vu.

= Lgi ich v6 hinh. Bao gdm: cdi thién th6i quen lam viéc, cdi
thién thdi d6 va nhiing ng x{ trong thuc hién cdng viéc, tao
ra moi trudng 1am viéc t8t hon, tao diéu kién dé nhin vién
phiat trién, ting tinh canh tranh clia cong ty trén thuong trudng.

m Nhirng 1di ich ma dao tao mang lai cho cd nhan la:
» Thdéa man vdGi cong viéc hién tai;
» Tang long tv hiao badn thin;
= Tao co hoi thing tién;
» C6 thai do tich cuc va c6 dong luc 1am viée.
m Mjt chu trinh dao tao gom 4 giai doan:
X4c dinh nhu ciu dao tao;
Lén k& hoach va chuin bi;
Thuc hién k& hoach;
Pénh gid hiéu qud dao tao.
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8 Suy ngam

i
v | Baiy gid ban danh 5 phiit d€ suy ngdm nhitng vin dé vira nghién n
@E cifu va nghi xem ban s& 4p dung ching vao thyc t&€ cdng viéc cla

ban nhv thé nao? Hiy vi€l ra nhitng suy nghi cla ban:

Al T6i dd hoc dugc...

...................................................... Ap dung khi nao?

Ap dung diéu d6 3 cong viéc nio?

Al T6i di hoc dudc. ..

Ap dung khi nio?

Ap dung didu d6 & cong viéc nao?
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Phan B

Xac dinh nhu 1 Dén nhap
cﬁ‘u dao tao C6 1& ban ciing khong xa la gi v4i nhitng

tim su hay dé nghi cla cdc trudng bd phin
nhu:

“Nhin vién cla tdi khong 1am viéc nhu t61

mudn, cin phdi dao tao...”

Pr— P N P 2 2 " -

Dén nhd Phong chiing t6i c6 van dé, can dao tao...

®m Ddn nhdp
“T6i mudn nhin vién t61 lam cdng viéc tot

» Ddnh gid nhu cdu hon, vy nén hoc khéa nao?...”
m Nhitng phuong phdp “PE& thyc hién nhitng dy 4n mdi trong tuong
sit dung trong ddnh gid lai, nhdn vién clia phong t6i can phdi dugc
2 dao tao.”
nhu cdu

“Tinh thin cGa nhn vién trong phong toi gin

diy gidm sdt hin, dé nghi phong nhin sy t&
4 " " A .- A A : 4

m Suy ngdm chitc mot khéa vé tinh than déi nhém...

m Tém tdt

Trong doanh nghiép, khi cdc trudng bd phin
hay trudng nhém (hodc ngay cd ban gidm
d6c c6ng ty) nhin thdy nhan vién khong
hoic sé khong dat két qud thuc hién cong
viéc nhu mong mudn thi mdt trong nhitng
phidn @ng diu tién cla ho 1a dén gip ban -
ngudi chiu trach nhiém dao tao va phat trién
nhin vién - d€ chia sé va yéu ciu dao tao
dé gidi quy&t. Thong thudng ho sé hodc dé
nghi ban bd tri mdt chudng trinh dao tao cu
th€ nio d6 hoic néu nhitng vdn dé cia
phong ban ho va ggi y ban gidi quyét bing
mdt khéa dao tao.

Liéu ban sé thuc hién theo ¥ muén cia
nhitng ngudi nay? Phdi ching dao tao ludn
1a gidi phdp thich hgp? Ban c6 nghi ring ban
c6 thé dua ra nhitng gidi phdp khdc ngoai
dio tao nhung vin gidp cdi thién k&t qua
céng viéc?
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2.1

Trong phin nay ching ta s& thio luin cich d€ xdc dinh ding nhu
cdu dao tao, d6 13 ddnh gid nhu ciu. Pdnh gid nhu cAu gitp ban
“ddnh gia ” lai nhilng nhu cdu dugc goi Ia dao tao ma ban hay
nhén divgc tit phia cdc phong ban trong cong ty. Ban sé& bit diu
bing viéc xdc dinh khodng cdch (hay thigu sét) trong thuc hién cdng
viéc va xem mifc d6 dnh hudng cia né nhu th€ nio ddi véi k&t qui
cudi cing clia phdong ban hay cdng ty. Sau d6, théng qua viéc phan
tich nguyén nhiin gdy nén khodng cdch, ban sé& xdc dinh dugc nhitng
nhu ciu dio tao mi cdc phong ban dua ra 1a c6 that hay khéng cé
that, tit d6 quyét dinh st dung gidi phdp dio tao hay dé nghj nhitng
gidi phdp khdc d€ x6a di khoang cdch. M6t didu thd vi ma ban sé
nhin ra 13 dio tao khéng phdi 13 ciu trd 13i cho moi vin dé lién
quan dé€n k€t qué cdng viéc. Cudi cling, mot s8 phuong phdp thu
thip théng tin trong ddnh gid nhu cdu s& 13 céng cy d€ ban thuc
hién viéc ddnh gid nhu ciu trong céng ty clia minh.

Sau khi hoc xong phin nay, ban s& c6 khi ning t5t hon dé&:
Gidi thich cdc budc trong ddnh gid nhu ciu;
Xdc dinh liéu nhu ciu dio tao Ia ¢6 thyc sy ton tai hay khéng;

Mo td nhifng phudng phdp trong ddnh gid nhu cdu.
Danh gia nhu ciu

Péanh gid nhu cu 12 gi?

Trong doanh nghiép, nhu cdu cdi thién k&t qud céng viéc phdt sinh
khi cong viéc khong dat k&t qui nhy mong muén hoic khi ¢é nhitng
thay d8i v& muc tidu hay yéu cdu ciia doanh nghiép.

Dao tao nhin vién thudng duge xem 1a mdt gidi phap d€ nhanh chéng
cdi thién k&t qud cdng viéc bdi vi nhy ching ta di bi&t & phin A,
ludn ¢6 mdi lién hé chit ché giita k&t qui cOng viée clia cde cé nhan
v6i k&t qud hoat ddng cia toin doanh nghiép. Tuy nhién, thuc t&
cho thdy nhiéu c¢bng ty da thyc hién dio tao nhin vién nhung két
qud c6ng viée vin khong thay ddi. Phdi ching dio tao khong gidp
ich gi cho doanh nghiép?

Khéng thé néi nhu vay! Pao tao ludn 1A mdt ¢dng cu hiru hiéu trong
quin ly. V&n dé 12 ching ta cin xdc dinh khi nio thi s dung cong
cu nay dé€ thu lai k€t qué nhu mong mudhn.
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Trude nhitng nhu ciu cai thién k&t qua cla doanh nghiép, ching ta
cin ddnh gid xem nhu cdu dé cin dugc dip @ng nhu thé nio va
liév dao tao c¢6 phdi 1a giai phap.

Pdnh gid nhu cAu 12 mdt qué trinh thu thip va phin tich thong tin
d€ 1am rd nhu cdu cii thién két qua thyc hién cbng viéc va xdc dinh
liéu dao tao c6 phdi 1 gidi phdp.

Qu4 tinh ddnh gid nhu ciu ddi héi sy tham gia clia nhiéu ngudi trong
cong ty, cy thé 1A ngudi thyc hién cdng viéc, cip trén trire tiép, rudng
bd phédn, ban gidm d6c cbng ty (n€u can thi€t) v ngudi phu trach
dao tao. Trong d6 ngudi phu trich dio tao s& 12 ngudi chiu trach
nhiém chinh.

2.2 Tién hanh ddnh gid nhu cdu nhu thé nao?

Trong trudng hgp nhu ciu phét sinh do nhitng vin d& lién quan dén
k&t qui cdng viéc, viéc ddnh gid nhu cdu di qua 3 bude chinh;

s Xidc dinh khodng cdch trong k&t qui cong viéc;

m Phin tich nguyén nhin giy ra khodng cdch;

m Xdc dinh liéu dao tao ¢6 phdi 13 gidt phdp phit hgp.

2.2.1

Xac dinh khodng cdch trong két qud c6ng viéc

Xdc dinh r& khodng cdch trong k&t qud cong viéc s& gitip ching ta
xdc dinh 5 vdn dé cdn gidi quyét.

Nhitng budc cin ti€n hanh khi xdc dinh khodng cdch trong k&t qua
cong viéc la:

Tim hiu k&t qui thue hién cdng vi€éc ma nhdn vién dat dudc trong
thue (&,

Tim hi€u mong mudn hay yéu cdu vé k€t qua thyc hién cdng viéc;

Tién hanh so sinh giita nhitng k&t quid mong mudn hay yéu ciu véi
nhifng k€t qui dat trong thic & @€ tim ra khoang céch.

Piy 1a budc ddi héi ban thu thip vi phin tich thdng tin. Vi thé ban
cin ndm 16 nhitng ngudn théng tin nio mi ban cin khai thdc, bao
gdm ai ¢6 thdng tin, thdng tin dudc ci't gid hay néu ¢ ddu, va néu
cin thi ban cin thém guyén han g d€ c6 thé ti€p cin thdng tin.
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Thuc hanh 15 3 phut I

Ban sé& khai thic nhitng ngudn nao d€ 14y thong tin vé:
Két qua thyc hién cong vi¢c da!dlfvctr ng thi '_ ¢

Nhitng mongmuénha)z?yéucdu vé két qué thyc hién cong vigc.

Nhitng ngudn théng tin ban vira liét k& c6 thé bao gdm:
K&t qud thyc hién céng viéc trong thyc t&:

Bdn ddnh gid k€t qui thuc hién coéng viéc;

Trao d8i v8i nhdn vién;

Trao d6i vdi cdp trén truc ti€p;

Trao d(’)?il véi khdach hang c6 lién quan;

V.V...

Mong mudn hay yéu cdu vé két qua thyc hién cong viéc:
Bdn mé td cong viéc;

Tiéu chuin thyuc hién céng viéc;

Muc tiéu/ phuong hudng hoat dong clia cong ty;

Y kié€n cia ban gidm d6c/ trudng bd phin;

V.V...
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Nhitng cAu héi ma ban cin phdi trd 13i la:
Mong mudn/ yéu cau vé két qud thuc hién cong viéc 1a gi?

K&t qua thuc hién cong viéc trong thuc t€ 1a gi?

Su khéc biét hay khodng cich giita két qud mong mudn va thuc t&€ 1a gi?
Ai bi dnh hudng bdi khodng cdch nay? La mot ngudi, mdt nhém,
hay cd doanh nghiép, hay mdt qui trinh lam viéc?

Khodng cdch nay xuit hién khi nao? 3 dau?

Khodng cdch nay c6 dnh hudng nhu th€ nio dé€n nhém/ phong ban/
cong ty? Anh hudng ndy c¢6 do dugc khong?

Luu ¥ ring ba ciu hdi cudi cing néu trén sé& 1a co sd dé ban xdc
dinh mitc dd dnh hudng cla khodng cdch trong thuc hién cong viéc.
Né&u mitc d6 dnh hudng 1a khong ddng k€, ban c6 thé tam thoi bé
qua va chua cdn xda di khodng cdch nay.

Thuc hanh 16 5 phut &

Hiy nghi vé mOt nhu cdu cél thién két qud cﬁng viéc ma ban phdi
gidi quy€t hay ban--'nhan thé’y n diy trong cong ty ban.

Khodng cdch ngfa Két qué‘" no
trong thue t& 1a gi?

g mu6n so véi k€t qud dat dugc

 Mc d¢ dnh hudng cla khodng céch nay nhu thé nao?
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Sau khi di xdc dinh dding khodng cdch trong k€t qud thwc hién
cbng viéc, ban sé di ti€p bude thit hai 1d xdc dinh nguyén nhin
gdy nén khoang cdch nay.

Xdc dinh nguyén nhan cda khodng cdch trong két qué
cbng viée

Tudn truge, trubng phong ban hang yéu cdu Mai Huong sép x&p khéa do tao ki
nang béan hang cho 4 nhan vién b&n hang. Ly do |4 doanh 8 ban clia bdn ngui
nay khdng dat chi tiéu dugc giao ké tir khi cng ty tung ra m3t hang mdi. Diéu
nay lam &nh hudng dén doanh s6 clia phdng, cing nhu k& hoach tiép thi clia
mat hang mdi. Sau thang trudc day, cong ty da 18 chic mot khoa hoc vé ki
n&ng ban hang cho toan by nhan vién ban hang. Tuy nhién, theo ngudi trubng
phéng thi nhiing ngudi nay chua n&m viing ky nang ban hang. Ong tin ring mot
khéa hge ngin ngay s& gidp ho cling ¢d lai kign thic va k¥ ning.

Mai Hugng that sy khong bigt 1am thé nao trudic yéu cdu ndy,

Gid st ban cdm thdy khong khde nén di khim bénh, vi bdc si néi
ban bi suy nhitge. Phin xa diu tién ctia ban 13 gi? C6 1€ ban s& trdng
chd bdc s7 cho ban udng loai thudc nao dé d€ chéng khde. Thé
nhung ban s& thdy minh lam dung thudc n€u ban biét ring nguyén
nhén khi€n ban khong khde 13 do ban lam viéc qud sifc trong thdi
gian gin ddy, va ban chi cAn nghi ngoi, in uéng diy di 1a c6 thé
phuc héi.

Tuong ty, trong mdi trudng doanh nghiép cling vdy, mdt khuynh
hudng khd phd bi€n 13 sau khi biét duge két qui cdng vide khong
dat nhy mong mudn, ching ta thudng nghi ngay d€n viéc t6 chic
nhitng khéa hoc cho nhdn vién nhim khic phuc khodng cdch niy.
Tuy nhién dao tao khéng phdi 14 ciu trd 18i duy nhat cho nhitng vin
dé lién quan dén két qua cdng viéc bdi vi trong mdi trudng doanh
nghiép, ¢6 nhiéu y&u 18 tic dong dé&n viéc thuc hién ¢bng viée cda
nhin vién. $& 12 thuc &€ hon n€u ching ta dinh thém mdt it thdi
gian d€ trd 131 ciu hédi “Tai sao c6 khodng cich nay?” Didu nay ¢6
nghia chiing ta cAn phén tich nguyén nhin giy ra khodng cich dé
gidi quy&t nguyén nhan g&c chit khong chi dimg & triéu ching, Vi
k&t qui 13 ching ta ciing s& x4dc dinh dugc dio tao cé phai 13 gidi
phap dé dat dugc két qud cong viéc nhu mong mudn hay khong.

Trong doanh nghi€p, nhitng nguyén nhdn chinh khi€n c4 nhin khéng
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thyc hién t8t céng viéc nhu mong mudn xoay quanh nhitng khia
canh nhy sau:

Chinh sach khen thudng va d4nh gid nhin vién;
C4ch thifc trao d8i théng tin;

Thiét bi vd mdi trudng 1am viéc;

Cd cfu t8 chic va qudn 1y cila doanh nghiép;
boéng co lam viéc va mong dgi ciia c¢d nhin;

Khd ning cia c¢d nhin so véi khdi lugng cdng viéc;
K¥ ning/ ki€n thiéc clia cd nhin.

Nhitng bi€u hién ciia cdc nguyén nhan niy thong thudng 1a:

Loai nguyén nhan Bi€u hién théng thudng
Chinh sdch khen thudng | . Khéng cé sy lién hé gida luong
vi ddnh gid thudng v hiéu qui cong viée

- Khéng c6 chinh sdch thudng cho
nhitng ngudi lam vige gidi

- Nhén vién lam viéc khdéng t6t
nhung dugc thing chic

- Cédp wrén 13 di hay khéng ghi
nhidn thanh qud céng viéc

Viéc trao d6i thdng tin - Nhin vién khdng duge cung cdp
ddy di théng tin d€ thuc hién
chng viée

- Heé théng trao dbi théng tin giifa
cdc cip hay giifa cdc phdng ban
khdng r§ rang
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Thi€t bi v moi trudng | - M4y méc cii, d& héng hée

lam viee - Céc ban miu phic tap vi khé hidu
- Ndi lam khéng di 4nh sing, &n qud
mifc cho phép
Cd ciu t§ chitc trong |- €0 cdu bdo cdo phie tap

doanh nghiép - C6 sy chong chéo trong chifc ning ciia

cdc phong ban

Béng cd lam vigc - C4 nhén thi€u ty tin v& Xhd ning cia

clia ¢d nhin minh

- C4 nhéin khéng thdy dugc sy gin két
gifa muc tiéu cda minh vdi muc tiéu
chung cia cdng ty

- €4 nhdn khéng thich cOng viéc

Khi ning clia ¢4 nhin so] - Cd nhdn duge giao qud nhiéu cdng
véi khoi lugng cong viéc viée
Ky ning va kién thitc |- Cé4 nhin khéng nhd cich lam

cua cd nhdn - C4 nhén khéng thyc hién dude cde

budc trong qui trinh
- €4 nhin khong c6 di kién thiic va ky
ning cin thi€t d€ thuc hidn cong vide

Nhu viy, ban cin dit ra mdt loat ciu héi dé thim do diu la nguyén
nhin chinh, chdng han nhu:

m Nhin vién cdm thiy nhu thé€ ndo vé két qui cbng viée clia ho?

® Nhén vién dugc khen thudng nhu th€ nao khi ho dat duge k&t qui
nhtt yéu ciu?

® Nhin vién cé bi phat vi khong dat k&€t qui nhu yéu ciu?
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s Khd ning ciia nhin vién cé phi hgp véi cdng viéc dudc giao?

Thuc hanh 17 2 phiit & n

Gid st ban 15 Maz Huong trong trudng hdp trén, ban s€ dit ra nhing
cau héi g‘i“@ﬁé tim hiéu nguyén nhin khxén cﬁc nhin vién khéng

dat chi tiéu doan.h $6?

Nhitng cidu héi md Mai Huong cin dit ra 1a:

m Nhin vién bdn hiang c¢6 di hi€u bi€t vé sin phdim mdi khong?

m Nhin vién c6 bi€t ring doanh s& bin nhitng sin phaim méi c6 dnh
hudng nhiéu dé€n muc tiéu dit ra cho cd phong?

m Miic thudng trén doanh thu ctia sin phim mdi 12 bao nhiéu? C6 khic
gi so v6i sin phim cii?

M6t khi da hi€u duge diu 12 nguyén nhan khi€n cho két qud cong
viéc khong nhu mong muén thi ching ta sé dé dang xdc dinh liéu
dio tao c6 gitip gidi quyét vdn dé hay khong.

Trong qui trinh thu thip thong tin dé xdc dinh nguyén nhin, ban can
phai thit khéo 1éo nhung kién quyét d€ thu thip thong tin day di va
chinh x4c tir phia cdc trudng phong ban hay trudng nhém. Do la ngudi
hi€u rd hon ai hé&t vé& tinh hinh thuc hién cdng viéc, ciing nhu vé nhan
vién trong phong ban clia minh nén cdc trudng phong ban hay trudng
nhém sé c6 khuynh hudng cho ring minh bi€t rd nguyén nhan va
yéu ciu ban thyc hién ngay gidi phdp ma ho da nghi ra.

2.2.3 Xdc dinh dao tao c6 phai la gidi phdp pha hop

Sau khi phén tich, Mai Huong phéat hién ra mgt s6 nguyén nhéan khién 4
nhén vién khéng dat doanh s& d&i véi san phdm méi nhu sau:
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Mic thubng trén doanh s6 san phdm méi tuong duong véi mic thubng
doanh s& nhiing sdn phdm da cé nén nhiing nhan vién nay tap trung ban
nhiing san phdm da cé do ho da théng thao vé thj trudng va san pham;

Ba trong s8 bdn nhén vién nay khong biét ring doanh sd clia mat hang mdi
chiém ty 18 cao trong t6ng doanh s& muyc tiéu ma cong ty dat ra cho ca
phong;

Trong s6 bén nhan vién, c6 mot nhan vién mdi vao 1am va cd it kinh nghiém
ban nhiing mat hang ma cdng ty kinh doanh vi vay khéng tu tin khi gdp khach
hang.

Thuc hanh 18 4 phut S

Theo ban, Mai Huang sé dé xuit véi trudng phong bdn hing nhu
th€ nao?

Mai Hudng c6 th€ dé nghi vdi trudng phong bdn hing xem xét
lai mifc thudng cho sin phAm mdi, néi chuyén lai vdi nhitng nhian
vién nay vé y nghia ciia doanh s8 ciia sin phAim mdi d8i véi doanh
s6 muc tiéu cla cd phong. Muc dich 13 tao dong lyc hay cé dugc
su cam k€t cia nhitng nhin vién nay khi bdn mat hing méi. Gidi
phdp dio tao xem ra chi phd hgp vé8i trudng hgp cia nhan vién
c¢6 it kinh nghiém va ndi dung dio tao ma nhin vién ndy cin cé
1€ khéng phdi 1a k§ ning bian hing ma 1a ki€n thic vé sdn phim
cia cOng ty.

Bay gid, gid st ngudi trudng phong ban hing vdn mudn giti bon
nhin vién néu trén di hoc 18p kj ning bdn hing. Theo ban viéc
dio tao ¢6 dnh hudng gi d€n bdn nhin vién nay?
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Trong phin A, ching ta di biét ring dio tao chi c6 hiéu qua khi
ban thin ngudi hoc sin sing ti€p nhin va nhin thay gid tri clia viéc
hoc. Trong trudng hgp nguyén nhin 1a ché d6 thudng hay thi€u
thong tin vé doanh s& muc tiéu thi rd ring viéc dio tao 1a khong
phit hgp va khéng mang lai 1gi ich gi cho nhitng nhdn vién trén, va
ciing khong gitip ho bdn dugc hang.

Nhu vy, dao tao chi la giai phdp cho nguyén nhén do thi€u kién
thitc va k¥ niing. D&i véi nhitng loai nguyén nhan khéc thi nhitng
thay d6i trong cdch tuyén dung nhin sy, trong t§ chitc doanh nghiép
hay cdc chinh sdch, sé phi hgp hon.

Chiing ta c6 thé két luin ring, nhu cAu dao tao chi tdn tai khi nhan vién
thi€u ki€n thic va ky ning dé thuc hién cong viéc, va nhu ciu dao tao
12 khdng c6 that khi nhan vién di bi€t cich thuc hién cong viéc.

Bing sau ddy tém ludc khi ndo thi nhu cau dio tao la c6 thit.

Khodng cdch trong thyc hién céng viéc

Nhan vién khdng bi€t cach thuc | Nhin vién bi€t cdch thuc hién

hi€n cong viéc cong viéc

nén: Cé nhu cau dao tao nén: Khong c¢é nhu cau dao tao

-> Can chudn bi dao tao -> Can thyc hién nhitng thay déi
khac

Thuc hanh 19 10 phit &

Ti€p tuc véi khodng cdch trong thyc hién cong viéc § thyc hanh
16, ban hay xem xét liéu nguyén nhan giy nén khodng cdch 1a gi.
Mot s6 cau hdi sau diy sé 1a ggi ¥ cho ban.

Hién cong ty ban c6 hé théng khen thudng ndo d&i véi viéc thuc
hién cong viéc clia nhin vién khéng? Viéc khen thudng thuc hién
nhv th€ nio?
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Giai phap ban dua ra 1a gi? Liéu nhu ciu dﬁo tao ma ngudi trudng
b6 phin dé nghi 1a c6 that?

Dén diy ban di di qua cdc budc trong dénh gi4 nhu cdu gdm: xc dinh
khodng cach trong k&t qua cong viéc, phin tich nguyén nhan ciia khodng
cich, xdc dinh dao tao c6 phai la gidi phip phi hgp. K&t qua gitp ban
xdc dinh li¢u yeu ciu dao tao ma cdc phong ban dé nghi 1a c6 that
hay khdng, n€u c6 thi d2o tao tp trung vao vin dé gi, cho ai? Hon th&
nifa, n€u ban phat hién ring dao tao khong phii Ia gii phip phi hop
hodc dao tao chi 1a mdt phan cla gidi phép thi ban cling c6 th& dé xuit
cdc trudng phong ban thuc hién nhiing thay ddi khdc trong hoat dong
clia minh song song véi viéc dio tao (néu c6) d€ x6a di khodng cich
trong thuc hi¢n cong viéc va cdi thién két qui cong viéc.

Mot khi ban di xdc dinh dugc nhu ciu dio tao 1 c6 thit, ban sé& d&
dang xdc dinh dugc ndi dung dao tao cu thé 12 gi. Ban sé& so sdnh
gifa ky ning ma nhan vién hién c6 véi k§ ning mong mudn, ky
nang nao thit sy cin thi€t cho cong viéc ma nhin vién dang thi€u
thi d6 s& 1a ndi dung cin dao tao. Ban c6 thé cing mdt chuyén vién
tr van dao tao bén ngoai hodc mdt ngudi trong céng ty am hi€u siu
vé linh vc ma ban mudn dao tao dé 1am viéc nay.

C6 1€ ban nhin thiy ring viéc ddnh gid nhu ciu doi hdi ngudi phu
trach dao tao phdi thyc hién nghiém tic va khich quan, ddng thdi
phdi danh nhi€u thdi gian va cong sic dé thu thip théng tin, phan
tich thong tin, kéu goi sy hgp tic cla nhitng ngudi khdc trong cong
ty, v.v. Cau héi dit ra 12 c6 ddng d€ bd ra nhiéu cong sic nhu vay
kh6ng? Ching ta hdy tim ciu trd 13i & phin ti€p theo.

2.3 Lgi ich cda viée ddnh gid nhu ciu

0 cong ty clia Tuan, dao tao cho nhan vién ki ndng giao ti€p ludn 1a nhu cdu
cla cdc phong ban sau nhiing dgt danh gia hang nam vé két qua thyc hién
cong vigc clia nhan vién. Dap lai yéu cdu nay Tuin thudng xuyén t6 chic
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nhiing khéa hoc dao tao v& ky néng trinh bay trubc dam ddng, ki ning giao tiép
trong cbng viéc cho nhan vién trong cac phong ban. ﬁy th& nhung cir vai ba thing
thi ¢6 vai trubng bd phan than phién véi Tuin ring nhan vién ho c6 van dé trong
giao tiép din dén k&t qud khong t6t trong cong viec. Tusin that su bdi rdi vi anh da
d20 tao cho hau hét cic nhan vién trong cdng ty vé ky nang giao tiép...

Thuc hanh 20 3 phit X

Tudn d ti€n hanh (5 chifc dao tao k? ning giao ti€p cho nhin vién,
thé nhtmg duﬂmg l'lhlf vrec nay van chua thda mﬁn mong dgi cﬁa

Ban sé dong ¥y véi t6i riing mic di di nd luc didp ¢ng nhu ciu dio
tao clia cdc phong ban, nhung cé 1& Tuin khéng nim dugc 1a nhin
vién cin dude dao tao ndi dung cu thé gi, ai thit sy cAn dao tao va
quan trong hon la liéu cdc khéa dao tao ma anh t8 chitc c6 gitp cdi
thién tinh hinh hay khong. Hay néi cdch khdc, Tudn da chua ddnh
gid dding nhu ciu trude khi t6 chitc cdc khéa dao tao cho nhin vién.

K&t quéd 12 mic di cong ty tiéu ton tién bac va nhin vién danh thdi
gian di hoc (va n€u hoc trong gid 1am viéc thi cong ty van phdi trd
ludng) nhung vdn khong ting k€t qud 1dm viéc nhv mong mudn.
Bdn thin nhin vién cling khong c6 thém dugc kién thic va ky ning
dé€ 1am t8t cong viéc hon.

DPio tao ludn 1a gidi phdp toan dién khi nhdn vién thi€u ki€n thic
va k¥ niang thyc hién cong viéc. Tuy nhién, mot rii ro hay gap phai
khi thuc hién gidi phdp nay la dao tao khéng diing cdi ma nhan vién
that sw can. VA cdi gid cda rdi ro nay 1a sy hao t6n vé tién bac ma
k€t qud céng viéc vAn khong ddi.
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Ti€n hanh dinh gid nhu cdu trude khi ti€n hanh té chifc dao tao
s€ gitip ban khéng nhitng han ché€ rdi ro ndy ma con c6 moét cédi
nhin réng hon vé cdch thic dé ting k€t qud thyc hién cong viéc,
bdi vi ban sé:

Xidc dinh rd van dé cia khodng cdch trong thyc hién cong viéc
la gi. Ban s€ gitip cdc trudng bd phin nhin nhin lai vin dé, néu
mifc do dnh hudng ciia né 1a khdng ddng k& thi ban chua cin gidi
quy€t ngay.

Xdc dinh dao tao c6 phdi la gidi phdp. Ban sé tranh dugc tinh trang
chay theo ddp @ng nhirng nhu ciu dio tao khéng c6 thit ma cdc
phong ban dat ra.

Xdc dinh diing pham vi dao tao. Pio tao diing nhitng gi ma nhin
vién cin thi méi c6 thé b3 sung kip thdi cho ho nhifng kj ning va
ki€n thitc cin thi&t d€ x6a di khodng cich trong k&t qui cong viéc.
Né€u khong, k&t qua cong viéc vin khong ddi.

Han ché& nhitng chi phi khdng cin thi€t cho dio tao. Ban s& khong
rdi vao cdi bdy thudng gip 1a dao tao ma khdng c6 muc dich ré rang,
hodc dio tao nhiéu lan nhung van khong gitip doanh nghiép cai thién
tinh hinh.

C6 cd s§ d&€ thuyé&t phyc c4p trén tryc ti€p hd trg nhan vién dp
dung nhitng diéu da hoc (n€u dao tao la gidi phdp) d€ thay ddi
cdach thyc hi¢n cdng viéc. Vi ddnh gid nhu ciu tip trung vio tim
gidi phdp dé€ x6a di khodng cich trong thuc hién cdng viéc, ban than
nhin vién va cdp trén tryc ti€p sé thi'y dudc 1gi ich ciia viéc dua
nhitng ki€n thitc va ky ning vira dugc hoc vao cong viéc.

Ngoai ra, ban con c6 thé dua ra nhitng gidi phdp hiéu qua hon ngoai
dao tao d€ cdi thién k&t qua cong viée i ban bi€t dudc nguyén
nhidn la do déu.

C6 nhu thé ban mdi ddm bdo viéc ddu tu cho dao tao 1a hgp Iy va
mang lai k€t qua cho doanh nghiép.

Phin ti€p theo sé& gidi thiéu nhiing phudng phdp thu thip thong tin
thong thudng nhd't trong ddnh gid nhu ciu dio tao. Ban c6 thé ap
dung ching ngay trong doanh nghiép ciia minh.
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Nhifng phuong phép sir dung trong danh gia nhu ciu
C6 nhiéu phuong phip dugc st dung trong ddnh gid nhu ciu. Phin
nay gidi thiéu véi ban 3 phuong phép thong thudng, bao gdm: phdng
van, quan sdt vd xem xét tai liéu c6 sdn.

Phdng védn

Phdng vdn 12 mot trong nhitng cdch hitu hiéu ma ban c6 thé 13y
dugc thong tin cdp nhit va chinh xdc trong qud trinh ddnh gid nhu
cdu. D€ thyc hién phdng vin, ban cAn chuidn bi thit ky vé noi
dung ciu héi, sip x€p hen gip nhitng ngudi tham gia phdng vin,
trang bi k§ ning giao ti€p trong qud trinh phéng van.

Hai d6i tugng cidn dugc phdng va'n 13 nhitng ngudi 3 cdp quan
ly vd nhing ngudi thyc hién céng viéc. Tuy vao muc dich 1a
ddnh gid nhu cdu dio tao cho cd cong ty hay cho trng phong
ban cu thé ma nhitng ngudi & cdp quin ly 1a ban gidm déc cia
doanh nghiép va/hodc cdc trudng bé phidn va/ hodc ngudi gidm
sdt truc tié€p.

Thuc hanh 21 3 phit 8

Trudng bd phén tai chinh k€ todn yéu cdu ban tim mét khéa hoc
vé k§ ning phan tich s& liéu d€ vi€t bio cdo tai chinh cho mot s6
nhdn vién trong phong. Vdin dé ma 6ng gip phdi 1a nhitng nhin
vién ndy khoéng viét dugc nhitng bdo cdo nhu yéu cidu do khong
hi€u dugc ¥ nghia cdc con s6 trong nhitng bin bdo cdo ma cdc
phong ban khic gdi vé.

Trong trudng hop nay, ban sé hdi trudng b phin nhitng gi? Hay
ghi ra nhitng ndi dung ma ban cin hdi.
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C6 1€ ban sé& déng ¥y ring nhitng ciu hdi s& xoay quanh ndi dung:
Vin dé mi ngudi trudng bd phan dang gip 1a gi?

Nhirng bi€u hién gl (ki€n thitc, k§ ning, thdi dd) cho thdy nhan vién
khong thyc hién cong viéc dat k&t qud mong mu6n? Biéu hién xay
ra thudng xuyén nhu th€ nao? Giy dnh hudng/ thiét hai gi d&€n két
qué cudi cing clia phong ban/ ciia doanh nghiép?

Mong muén/ yéu ciu/ tiéu chuin ma trudng bd phin dit ra cho nhin
vién trong thyc hién cong viéc 12 gi? Biéu hién tiéu bi€u 1a gi?

C6 nhitng 1y do ndo khac khi€n trudng bd phin cho ring dao tao 1a
cin thiét?

Song song v@i viéc phdng vdn trudng bd phin, ban ciing sip x&p
thdi gian trao d6i thém vdi ngudi thyc hién céng viéc. Khi phdng
vaAn ngudi thyc hién céng viéc, viéc ddu tién cidn phdi lam la
thong bdo cho ho bi€t ban dang 1am gi va tai sao. Ban sé cin su
tham gia va hgp tdc clia ho trong sudt qud trinh phdng vdn, bdi
vy ban cdn phdi c¢6 dugc sy cam k&t cia ho ngay tir ddu. Ban
c6 thé trao ddi v8i titng cd4 nhin hay cd nhém. Tuy nhién, ban
phdi ddm bdo ring thdng tin ma ban nhin dugc 1a ddy dd va cé
chi't lugng.

Thuc hanh 22 2 phut 8

Bay gid ban s& phangvsnnm vién. Ban s& hdi ho nhiing ndi dung gi?

D&i véi nhin vién, c6 1€ ban sé quan tAim nhitng diéu nhu:

Cach thifc ma ho thyc hién cdng viéc hién tai. Ban c6 thé ki€m tra
xem liéu ho c6 nhitng bi€u hién ma cip trén cla ho ddi hdi ndi
ho hay khdng.
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® Nhitng khé khin mid ho dang giip phdi trong khi thuc hién céng

viéc. Ban tim hi€u xem nhitng gi cé thé cdn trd d€n viec dat két
qud trong thyc hién ¢dng viéce cda ho.

Phéng van 1a c¢d héi d€ ban trao d8i siu véi nhidu ngudi nhim
khai thac thdng tin vi qua dé ddnh gid ding din nhu ciu dio tao.
Tuy nhién, viéc phéng vin doi hdi sy tham gia va sy nhiét tinh
clia ngudi phdng vin, va ciing s& it nhidu tam gidn doan cong viéce
thudng ngdy cita ho. Viy nén, ban can:

Sip x&p thai gian phdng vin sao cho nhirng gidn doan trong cong
vigc 1a it nhat;

Chon nhifng miu diing va tiéu biéu d€ phdng van. Khi dinh gia
nhu ciu dio tao cho mét phdng ban 16n hay cd cdng Ly, rd rang
ban khéng th€ nio phdng van hét tdt cd cdc nhin vién. Vi vy
ban cdn phdi ph&i hop véi cdc trudng bé phan/ gidm dbc chic
nidng chon ra mét sd nhdn vién tiéu biéu trong s§ nhirng ngudi
dugc xem 13 dang thit sy cé khodng cdch trong k&t qud céng
viéc. Trong trudng hgp yéu cau dio tao ¢ qui md Idn, ban cdn
t6 chifc ddnh gid dudi dang bang ciu hdi didu tra di kem vdi phéng
van tric ti€p.

Thi€t k€ ciu héi mg. Pay 13 nhitng cau hdi ma ngusi trd 151 khong
thé chi ddp “cé” va “khdng”. Nhitng cdu hdi ndy khién ho cung
¢dp thdng tin va tham gia ro chuyén. Nhitng cdu héi md gilp ban
tao khong khi ¢di md, din dit vio vin d& va nim bit dugc tAm irang
ctia ngudi mi ban néi chuyén. Nhitng cdu hdi nhy th€ thudng bt
ddu biing nhitng tit nhu:

a Cdi gi?

= O diu?

» Tai sao?
n AQ?

s Khi nao?

= Nhif th& nio?



3.2

Xebe dink nhu cdu dao tao

Ban c¢6 thé dat nhifng ciu hdi nhu:

Hout déng nao chiém hér thdi gian trong ngay lam viée cia anh/chi?
Anh/chi ¢6 ¥ kién gi vé..?

Anh/chi nght nhu thé ndo vé..?

Pé€ phdng vin ¢6 hiéu qua, ban ciing cin tim hifu trude cbng viée
cia ngudi mi ban s& phdng van, dic biét 1a nhitng céng viéc khdng
thugc chuyén mdn ciia ban.

Quan s4t tai ché ngudi thuc hién cong vigc

Song song v@i viéc phdng van siu, ban cé thé quan sit ngudi thuc
hién cdng viéc d€ hi€u rd hon vé vin dé ma ho gip phai trong thuc
hién céng viéc. Cdch thic ndy rdt phl hgp vdi nhirng dang céng
viec ddi héi nhiéu thao tic tai chd.

Trong trudng hdp ndy, ngudi quan st phii 14 ngudi ¢é hiéu bi€t va
kinh nghiém vé cong viée, vé qui trinh vi phuong phdp thyc hién
cOng viéc cda ngudi thuc hién. Nhitng ngudi ndy c¢6 thé 13 gidm sdt
tryc ti€p hay nhitng chuyén vién bén trong hay ngoai doanh nghiép.
Thdng qua viéc quan sdt, ngudi quan sdt s€ cung cip nhitng thiéu
sdt trong thuc hién cdng viée hay nhitng dé nghi cii ti€n qui trinh
hay cdch thic thue hién céng viéc, cin ci vdo nhing thong tin nay
ban c¢6 thé xde dinh liéu ¢6 cin dio tao hay khéng.

Viéc quan sit c6 thé thuc hién dudi hai hinh thic:
Quan sdt chinh thidc

Ngudi quan sit dianh trgn mdt ngdy hoic hon d€ quan sdt va ghi
chép tai chd cdch thitc ngudi thyc hién cong viéc tdc nghiép nhu
thé nio.

Quan sdt khdéng chinh thic

Theo hinh thitc ndy, ngudi thyc hién ¢dng viéc sé khong bi€t minh
dang dudc quan sit. Ngudi quan sit s€ kin ddo quan sdt ngudi thuc
hién céng viéc & nhing thdi diém khdc nhau.
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Thuc hanh 23 3 phut &

Ban c6 th& nghi ra m6t diém 1¢i va mot diém bit Igi cho titng hinh
thitc quan sdt khong?

Quan sdt chinh thic.

Quan s4t khong chinh thitc.

D&i vdi quan sdt chinh thic, cd ngudi quan sit 13n ngudi thuc
hién céng viéc c¢6 thé chi dong do dudgc théng bio trudc. Mit
khdc, trong qud trinh quan sdt, ngudi quan st c6 thé trao ddi
véi ngudi thuc hién cong viéc vé€ cdc budc trong qui trinh thuc
hi€én céng viéc. Tuy nhién, ngudi ta thudng khéng lam diing
theo cdch ma ho vdn hay laim khi dugc quan sdt — ngudi ta sé
c¢6 khuynh hudng lam cdi ma ngudi khdc mong muén ho 1am
hon 1a 1am nhifng cdi ma ho thudng hay lam. M6t b4t 1gi khdc
1a ngudi ta dé c6 cdm gidc bt binh khi bi quan s4t trong khi
thuc hién c6ng viéc.

Trong khi d6 quan sdt khéng chinh thitc khic phuc dugc nhitng
ba't 1gi clia viéc quan sdt chinh thitc. Vi khéng bi€t 13 minh dugc
quan sdt nén ngudi thuc hién céng viéc sé thao tic hay hanh x\
nhu theo cdch cia ho, diéu nay giip ngudi quan sit c6 thé dinh
gid ding ky ning hién c6 cla ngudi thyc hién céng viéc. Pi€m
ba't 1¢i clia hinh thifc nay 12 ngudi quan sdt sé khéng chi dong
vé thdi gian, s€ c6 trudng hgp ngudi quan sit khéng ddnh gid
dugc k§ ning cin ddnh gid do ngudi thuc hién cong viéc khong
¢6 dip thuc hién kj ndng ndy trong thdi di€ém mi ngudi quan
sdt ¢6 mat.



Xde dinh nhu cdu dao tao

3.3 Xem xét nhilng tai liéu cé san

Thém mdt phuong phdp dé dinh gid nhu ciu nifa ma ban cé thé
dp dung l1a nghién cu nhitng tai liéu c¢6 sdn trong doanh nghiép.

Thuc hanh 24 2 phit X

Ban hiy nghi xem ban ¢6 thé tham khdo nhiing tai liéu ¢6 sin nao
trong doanh nghiép d€ ddnh gi4 nhu ciu?

Nhirng tai liéu ma ban néu ra sé€ li€n quan dén nhitng viéc thuc hién
cong viéc nhu:

Bdn mo ta cong viéc;

K&t qui ddnh gid hiéu qud 1am viéc clia nhin vién;
Chi€n luge phét trién cla cong ty;

K& hoach hoat dong ciia doanh nghiép;

K&t qud thim dd ¥ ki€n nhin vién;

Sau ddy ching ta s€& thdo ludn mdt vai tai li¢u phS bi&n.

Bdn md td cdng viéc.

Bin md td cong viéc 12 mot tii liéu md td vé muc dich, pham vi
cong viéc, trdch nhiém va nhitng nhiém vu ma nhdn vién phai thuc
hién. Bdn md td cong viéc ciing néu 1én nhitng pham chat, ki&n thic
va k¥ ning doi hdi & ngudi dim nhdn cong viéc.

Ban hdy nghién cifu bin mé td céng viéc dudi day.
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BAN MO TA CONG VIEC
Ngay c@p nhdt [ Thye hign bdi: | Ki€m tra bdi:| Tén cong vide: B§ phiin:
cudii: 20/9/2004 Pai dién bin hing Kinh doanh

MO TA CONG VIEC

Tém tit cdng vige: Chiu tich nhiém cho 11 cd cic hoat ddng bdn hang trong khu vife hodc cic

khiich hing duge giao. Bam bio chit lugng v sit ddng nhit clia sdn phim va dich vy,

1.
2.

12.

13

Cdc nhigém vy chi y&u:

Gidi thiéu va ban sin phim v dich vy cia ¢dng ty cho khich hang hién tai vd tém ning.
Lip k& hoach d€ xéic dinh cde muc téu cy thé va dy ki€n s6 lugng khich hang sé tép xdc.

Xidc dinh cdc khich hang iém niing, t€p xdc véi cic khdch hiing nay ciing nhu cic khich
hing dugc giao khic.

Chuiin bi thuy&l trinh, chio hang vi cdc hgp ddng ban hang.

Xdy dirng vi bdo vé cdce cbng cy hé trgd ban hang.

Xdy dyng va duy tri cdc mdi quan hé v8i khich hang hién tai va khich hing tidm nang.
Qudn ly dich vu khich hang thng qua cdc k¥ ki€m tra chit lugng va theo dai.

Nhin ra va gidi quy€t cdc vin & ma khich hing quan tim.

Chudn bj cic bio cdo dinh k¥.

Bio cdo cde cd hoi vé sin phdm mai, cdc phin hdi 1y khéch hing hay cdc thdng tin thi
trudng thu thip dude théng qua cdc hoat déng wrén dia ban cho nhiing ngudi phi hop.

Ph&i hdp voi nhin vién cla ebng 1y 8€ thyc hién cdc cong viéc cin thit nhim hoan tit
viéc bdn hing,

X4y dyng va thye hién cic hoat déng bdn hang dic bigt d€ gidm tn kho.

Cdc nhig¢m vu duge phin cbng khic.

1.
2.
3.

Cdc nhiém vy tht y&u:

Thum gia vdo cie hoat dong t€p thi, chiing han nhu hi nghi, rién 1am thudng mat.
Theo ddi thu hdi cdng na.

Huin luyén nhan vign bén hang mdi.

Cédc méi quan hé:
Cap nhin bdo cdo: Gidm d&c bén hing

Cap gidm s4t: Khong
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CAC YEU CAU

I.  C6 kha nang doc, viél, va tinh todn cd ban.

[

C6 khd niing thuy€t phuc vi giy dnh hudng 487 v6i ngudi khéc.

3. C6 kha ning xdy dung va thuc hién cdc bii thuyét trinh.

4. CoO k¥ ning gino ti€p va 1am viéc vai ngudi khic tot.

Hidu vé& quing cde va cdc k¥ thuit thiic diy ban hang.

Y

Téc phong chuyén nghiép vi ¢6 thé giy 4n tugng 161 irtde edng ching.

7. Sin sang lam viéc theo thdi gian linh hoat, chip nhin di cong tdc dai ngay.

Biing cdch nghién ciu k§¥ bdn mé t3 c6ng viéc ban sé& hiéu duge
cdng viéc gbm nhitng gi va ddi hdi & ngudi thyc hién nhifng ning
luc gi (k¥ ning, ki€n thitc, thdi d§). N&u c¢6 khodng cich giita yéu
ciu nay so vdi ning luc thuc t& cda ngudi thuc hién cOng viéc thi
khodng cdch dé chinh 1a nhu cdu dio tao.

Nghién cifu bin md ta cdng viéc d€ dinh gid nhu ciu dio tao dic
biét khd phi hgp d6i véi nhian vién mdi nhin viéc hoic nhin vién
duge dé cif vaio mdt cong viec mdi.

Phéi ddm bio riing ban st dung bin md (3 ¢dng viéc mdi nhit bdi vi trong
thuc t& c6 nhiéu cdng viée thay dbi theo thdfi gian kéo theo nhitng thay
di v€ yeu ciu. Bén canh d6, ban cling cin xdc dinh dau R k¥ nang bit
bude ddi vdi cong vige d€ ¢b thé xde dinh nhu ciu dio tao cip thi&t nhit.

m K&t qui ddnh gid hiéu qud 1am viéc clia nhin vién.

Hoat ddng ddnh gid hi€u qud 1am viéc 12 ddnh gid mdt cich hé théng
hiéu qud cOng viéc va nang l¥c cda nhin vién bao gdm k&t qui cong
viéc, phudng phdp lAm viée, nhitng pham chit va k§ nang cdn cé
cho ¢dng viéc. Vi vdy, ban s& {im thiy trong két qua ddnh gid cia
trng ¢4 nhin nhitng thdng tin nhw:

» K&t quéd thyc hién cdng viée trong qud khit,

» Diém manh va di€m y&u;

= Nhitng diém cin bdi dudng v& k¥ ning va kién thie;

= Muc ti€u thyc hién cdng viéc trong thdi gian sip dén;

= Mong muén cd nhin vé phat tri€n nghé nghiép.

Qua do6, ban sé& ¢6 cdi nhin cy thé vé€ nhu cdu dio tao va phat trién

cla tirng ¢d nhin.
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Trong thuc t€, hoat dong ddnh gid 13 ong tim cda cong tic dao
tao v2 phdt trién nhin vién dé théng qua d6 ning cao k&t qui hoat
déng cia doanh nghiép. Ban ¢ thé tim hi€u thém vé hoat déng
nay trong cudn sach Pdnh gid hidu qud lam viée, B6 siach Qudn
Tri Nguon Nhdn litc, Business Edge.

Chié€n luge phdt trién cla cong ty.

Nhv ching ta di thdo ludin & nhitng phan trén, diém xudt phdt cao
nhit clia nhu ciu dao tao 12 nhu ciu kinh doanh va phdt trién cla
céng ty. Vi vdy, ban can phdi tham khdo chi€n lugc phét trién cia
cong ty d€ xdc dinh nhitng ndng lyc gi ma nhan vién phdi ¢ dé
ddp dng nhu ciu phdt trién clia nhin vién.

Nhu vdy chiing ta vira nghién cifu nhitng phudng phip phd bién si
dung khi ddnh gid nhu cAu. Ngoii ra, tily vio finh hinh v diéu kién
ctia doanh nghiép, ban ciing ¢é thé 4p dung nhitng phudng phip khic
nhur diing ban cAu héi diéu tra, dung cic bai kiém tra k¥ ning, sif dung
nhitng k€t qud nghién cu vé nhitng kinh nghiém dién hinh trong
nganh, v.v... dé tim hiu va dinh gid nhu cu hién tai vA wong lai.

Hay tu danh gis 2 15 phut &

Ban xem xét titng trudng hgp sau va cho ¥ kién ciia minh.

Nhitng dong nghiép trong linh vue dio tao va phdt tri€n nhan sy
khuyén Minh nén ddnh gid nhu ciu tru6e khi t6 chifc cdc hoat dong
dio tao trong cdng ty. Tuy nhién, Minh cdm thdy 1t ngai bdi viéc
danh gid doi héi sy tham gia clia cdc trudng bd phin c6 lién quan
va cd bdn thin nhin vién. Trong khi dé tinh hinh kinh doanh trong
c6ng ty anh khi€n ai cling rit bin rén, anh sd viéc ddnh gid nhu
cdu s& Jam mat thdi gian clia ho va khéng khéo ho lai nghi anh giy
khé dé€. Ban sé& thuy&t phyc Minh nhu thé nio d€ gitip anh vugt
qua cdm giic e ngai nay?
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2 Viét 1a gidm d6c phan xudng 14p rdp d6 gb cla coéng ty dit tai
Bdng Nai. Anh cho biét theo k€t qud ddnh gid mdi nhdt thi sin
lugng cia phin xudng gidm 25% trong gdn 1 nim qua so véi mét
phdn xudng khdc cia cong ty tai Binh Duong. Gidm d&c cong ty
yéu cdu Viét khic phuc van dé nay va Viét ciu ciu ban — ngudi
phu trich dao tao trong cdng ty. Viét néu ra hai gidi phip dé ting
ning suit. Gidi phdp mot, t8 chifc mdt khéa hoc v& k¥ ning lam
viéc vi anh nhin thdy ring khong c6 su hda hgp giita nhing cong
nhin tré va cong nhén 18n tudi trong phin xudng. Gidi phdp thi
hai, chuyén mdt sé c6ng nhin dat ning suit cao & phin xudng
Binh Dudng 1én phin xudng cia anh d€ kém cap ciing nhu 1am
gudng cho nhitng c¢6ng nhin & diy.

Trong khi phdng vin nhitng cong nhin & phin xudng, ban phit hién
ra nhitng vin dé sau:

s C6 mdt s6 mdy mdi dudc 14p rap thém trong phin xudng cich diy
9 thing;

» Mot sd cong nhin 16n wdi c6 thim nién 1am viée trong phin xudng
khong vin hinh nhitng mdy mgi thinh thao nhy nhitng chi€c may
cii von d bi thay th&. Ho than phién ring m4y mdi ¢6 nhiéu chitc
ning ma ho chua bao gid st dung;

» Chi din din wén nhitng chife may mdi ¢6 kich thude nhé nén rat
khé doc, dd th& cdc chi ddn nay lai dugc ddn & nhitng vi tri khé
nhin thiy.

= Nhifng cOng nhin tré st dung mdy mdi thinh thao hon mdy cii.
Tuy nhién, ho bit binh vi nhitng ¢6ng nhin 16n twdi duge luong
cao hon ho trong khi ning sudt lai khong biing ho. Vi thé nhing
cdng nhin cii thdy khong 6 1y do gi d€ ¢6 ging ting ning suit.

» Pa s8 cong nhin trong phin xudng cim thiy ring nhitng chiéc
mdy cii cdn tot va dé vin hanh hon miy méi. Ho thic mic tai sao
cbng ty lai thay th€ ching.

Theo ban

a Nguyén nhin khd di ctia sir gidm sit trong sdn lugng ciia phin xudng
clia Viét ¢ thé 13 gi?
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b Ban s& dé nghi nhifng gidi phip gi d€ cii thién tinh hinh?

3 Ban s& d& nghi nhitng phuong phap nio dé xdc dinh nhu ciu dio

tao trong ting trudng hgp sau:

Ban cin tim hi€u cdc nhin vién giao dich trong ngin hiang cla ban
1i€p xiic v4i khdch hang nhu th€ nio dé biét ho cin bé sung nhiing
k¥ ning nio d& phuc vu khich hang t6t hon.

“Nhin vién khéng biét cdch gidi quyét vAn dé khi gap su cd din
dén dch tdc trong cong viéc.” 12 nhin xét chung cla cic rudng bd
phén trong céng ty, Ban dudc yéu ciu tim hi€u va dé xuit chudng
trinh dio tao d€ cai thién tinh hinh.

Ban ¢é thé tham khdo cidu trd 181 & phidn Pdp dn cdc bai ty dinh
gid @ cudi cudn sich.



\!

Xdc dinh nhu cdu dao tao

4 Tdm tat

= Bénh gid nhu cau 12 mot qud trinh thu thap va phén tich théng
tin d€ 1am 16 nhu cAu cdi thién két qud thuc hién céng viéc va

xdc dinh li¢u dao tao c6 phdi 12 gidi phap.

® Viéc dénh gid nhu cdu gitp ban:

Xdc dinh 6 van dé cia khodng cdch trong thu’c htén cOng
viéc 1a gi;

Xdc dinh dio tao c6 phdi la gidi phdp;
Xdc dmh ding pham vi dao tao; _
Han ché€ nhitng chi phi khong cdn thlét cho dao tao;

C6 cd 5§ d€ thuy&t phuc c4p trén tryc tiép hd trg nhan vién 4p
dung nhitng diéu da hoc (n€u dao tao 1a gidi phép) dé thuc
hién thay ddi trong cong viéc;

- Pua ra nhitng gidi phdp hiéu qui hon ngoai dao tao dé cii

thién k€t qui cong viéc.

® DPdnh gid nhu cidu gbm cdc budc:

Xdc dinh khodng cdch trong k&t qud cong vnéc

Phan thh nguyén nhin gdy nén khodng céch trong két qua
cong viéc;

Xdc dinh dao tao ¢6 phdi la gidi phdp phi hdp

= Nhu cdu dao tao chi thit SU tOn tai khi nhan vién thi€u ky ning
hay ki€n thic d€ thyc hién cong viéc.

= Mot s6 phu’dng phdp sit dung d€ dénh gid nhu cau la:

Phéng van;
Quan s4t tai chd ngudi thuc hién cong viéc;
Xem xét nhiing tai lidu c6 s&n.
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5 Suy ngam

B4y gid ban danh 5 phit d&€ suy ngdm nhitng vén dé vira nghién
cfu va nghi xem ban s& dp dung chiing vio thyc t€ cdng viéc clia
ban nhu th€ ndo? Hiy viét ra nhitng suy nghi cda ban:

Al Téi da hoc dudec...

Ap dung khi no?

Ap dung diéu d6 & cbng viéc nio?

Al Téi 3 hoc dugc...

Ap dung khi nao?

Ap dung diéu d6 & cong viéc ndo?
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1 Dan nhap

Ciing nhu nhitng hoat dong qudn 1y khdc
trong doanh nghiép, dao tao cin dudc hoach
dinh thi méi ¢6 thé thanh cong. Giai doan nay
doi hoi chiing ta phai suy nghi 13 rang va thiu
ddo nhitng khia canh c6 lién quan dén hoat
s Ddn nhdp dong dao tao ma ching ta mudn trién khai.

Ban s& bdt ddu phan nay véi viéc xdc dinh
thi tv wu tién cho cdc nhu ciu dio tao dé
phin b3 ngudn Iyc hgp 1y. Sau d6 ban cé

m Xem xét nhu cdu dao tao

nao cdn ddp ing trudc

» Xdc dinh muc tiéu dio tao dip 6n lai nhitng tiéu chi d€ 14p ra nhitng muc
' ' ' tiéu khd thi cho cdc chudng trinh dao tao.
® Chon hinh thitc dao tao Ban ciing s& tim hi€u cdc hinh thic dao tao

nhim chon ra nhitng hinh thic dao tao phi
hop nhét. Ti€p theo, viéc chudn bj tao diéu
kién cho ngudi hoc dp dung nhitng diéu da
céng viéc thuc té hoc dugc sau dao tao 12 diéu khong thé thi€u
' khi phdc thio k& hoach dio tao. Thong qua
d6 ban méi c6 th€ dim bio dat dudc muc
ti€u cudi cing clia dio tao 12 ning cao két
qud thuc hién céng viéc. Ngoai ra ban con
tham khdo nhifng cidp d6 va phuong phip
danh gid hi¢u qud dao tao, diy 1a mot ggi y

w Chudn bj vié¢c dp dung

ndi dung hoc tdp vao

w Chudn bj viéc ddnh gid
hiéu qud dao tao
® Dat su cam két cia nhiing

nguoi cd lién quan

a Tém tdt d€ ban vach ra huéng dinh gis ké’l‘ qua Cﬁfl
B viéc dao tao. Ban ciing sé tim thiy & cudi
w Suy ngdm phin ndy mét chi ti€t ma nhiu ngudi thudng

hay bd qua, dé6 1a dat dudc su cam két cia
nhitng ngudi c6 lién quan dén hoat dong dao
tao ma ban sé& t& chitc. Sy cam k&t ciia nhitng
ngudi nay 1a yé€u t§ quyét dinh gidp ban
tri€n khai thanh céng k& hoach dio tao.

Sau khi hoc xong phan ndy, ban sé& c6 kha
ning t8t hon dé:

m Xdc dinh muc tiéu dao tao cho nhifng nhu
A - ~ - .
cau dao tao di xdc dinh;

® Mo td nhifng y&u t& can xem xét khi 1ap k&
hoach dao tao;
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2 Xem xét nhu ciu dao tao nao can dap iing trudc

Loan dang |&n k& hoach dao tao d€ dap ing nhiing nhu cdu ciia cac phdng ban
trong cong ty. Trong tay ¢ 13 mdt loat nhiing yéu cdu dao tao di duge xac
dinh trong ki ddnh gid k&t qua thyc hign cong vide cla nhan vién vira qua.
Bao g8m dao tao: ki nding chim s6c khach hang che nhém nhan vién & trung
tdm bao hanh thude phdng kinh doanh; ki n3ng tigng Anh giao ti€p ning cao
¢ho 3 nhén vién phy trach khai thac thi trubng nudc ngodi; k¥ ning k& todn
quan trj cho 2 nhan vién vira duge b6 nhiém trong phong k& todn; k§ ning
phong van tuyén dyng va k¥ ning lanh dao cho céc trudng phong ban; ky
n&ng nghién clu thi trudng cho gidm ddc tidp thi va mdt trg Iy ti€p thi; k¥
ning quan ly chdt lugng todn dign cho cac trudng phan xudng.

Loan dang rit phan van khéng biét nén dap (ng nhu ciu ndo trudc vi theo cic
phong ban thi nhu ¢cdu n4o cling can thit trong khi 46 ngan sach dao tao chi
cd han.

Ngudn lyc trong cdng ty ¢ han, vi viy khi 14p k& hoach va chudn
bi cho hoat ddng ddo tao, viéc cAn nhic nén d4p wng nhu ciu dio
tao ndo trude 14 diéu khéng thé bé qua. Tiéu chi d€ ban cin nhic 1a
mic d6 quan trong va khdn c&p ciia nhu cdu d6i vdi hoat djng
kinh doanh cia doanh nghiép.

Mot nhu ciu ddo tao duge xem 13 quan trong khi né ¢6 inh hudng
16n hodc n€u khdng thyc hién thi giy ra hdu qud ddng k€. Trong
khi d6 nhu cdu dio tao khdn cip ddi hdi su chd ¥ ngay lap tic.

C6 1& ban khd quen thudc v8i dd thi bi€u din mSi quan hé giita
tinh quan trong va tinh khin cip nhu sau:

+ Khin cip

L1] | (]

- Quan trong } % + Quan trong

v | (o]

L
- Khin cip




.I—Iay nghi vé nhﬁ“n

Lén ké hoach va chudn bi

Cin ci vao do thi, ban c6 thé phan loai nhu cdu thanh cic loai:
Nhu cdu khdn c&p nhung khéng quan trong (I);

Nhu cau vira quan trong vira khan cip (II);

Nhu ciu quan trong nhung khong khdn cip (III);

Nhu cdu khéng khdn cdp ciing khéng quan trong (IV).

Trong nhitng loai nhu ciu trén, chic chin ching ta sé wu tién ddp
ttng loai nhu cdu vira quan trong vita khdn cip trudc tién (cdc nhu
cau thudc 6 (I)), sau d6 mdi dén nhitng loai nhu ciu khdc (cdc nhu
cau thude 6 (I), (III), IV)).

Thuc hanh 25 2 phiit &

' "”'\0 ma ban s& dép ﬁ'ng”’

trong thdi |
gian sdp dé’rz, th\? o uu :

Luu ¥ ring viéc phin loai nay chi nhim quyé&t dinh th¢ ty wu tién
cho cdc nhu clu, tiéu chi quan trong va khin c4p chi mang tinh chat
tuong d6i trong mot thdi di€ém ndo d6. Theo thdi gian, c6 thé nhing
nhu ciu thudc nhém (1), (III) hay (IV) s& chuyén sang nhém (II).

Biing cich sip x€&p thi tu vu tién cho cdc nhu cdu dao tao, ban c6
thé phin b dugc ngudn luc hgp 1y, ddng thdi dim bio dép tng kip
thdi nhitng doi héi cia cong ty vé ki ning clia nhin vién.

Budc ti€p theo ciing khong kém phdn quan trong 13 x4c dinh muc
ti€u dao tao cho nhitng nhu ciu ma ban s& d4p ng.
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3 Xac dinh muc tiéu dao tao

Khi phéc thio mjt k& hoach hay mdt dyf dn, t8t nhat la bit ddu
tir di€m cudi cing.

Diéu nay nghe c6 vé nhif 1a nghich 1¥, nhung thue ra bit ¢ k& hoach
nao ciing phai cé muc tiéu (chinh 1a diém két thic), va ban s& khé
long thanh céng n€u nhu ban khéng bi€t 16 minh mudn dat dugc
diéu gi.

Tuong ty trong dio tao ciing viy, xde dinh muc tiéu dio tao la cong
viéc ddu tién ma ban khdng thé bé qua khi 1&n k& hoach cho bit et
chudng trinh diao tao nio.

AT s ] s - S 7 -
bé lip muc tiéu, ban cin trd 181 cdc ciu hoi:

Nhitng ki&n thite va k¥ niang gi ma nhin vién cdn ¢6 dugc sau khi
dudc dao tao?

Nhing céi ti€n gi trong thyc hién cong viéc ma nhin vién s& bidu
hién sau khi dudc dao tao?

Khi vi€t muc tiéu, ban nén tudn thi nguyén tic SMART (Specific,
Measurable, Achievable, Relevant, Timebound), nghia 14 cdc muc
tidu dé phai:

Cu thé

Cac mue tiéu dao tao phdi néu mdt cdch r& rang va chinh x4c diéu
ma ban muén dat duge. Piéu nay c¢é nghia muc tidu clia mdt chudng
trinh dao tao cu thé phdi néu dugc nhitng cdi ti€n mong dgi trong
thuc hién cdng viéc. Nhitng muc tiéu cu thé phdi néu dugc cd két
qui thyc hién cdng viéc va cdc tiéu chudn thyc hién, ching han
nht phdi lam diéu gi va 1am nhu th& ndo.

Do ludng dugce

Muc dich cia viéc xdc dinh muc tiéu 13 gilip ching ta do ludng duge
sy thanh céng. Didu nay cé nghia 1A cdc muc tiéu phdi dugc vi€t ra
sao cho ching cé thé do ludng dugc mdt cach dé dang.

Cé thé dat duge

C4c muc tidu phai th€ hién mot cach hgp 1y nhifng gi md hoc vién
cAn phdi dat dugc sau khi hoc xong. Ching han nhu s& 13 khéng
thyc t&€ n€u dit ra muc tiéu diu trong k¥ thi cAp bing 14i xe ngay
sau mdt ngay hoc cho mdt ngudi vén chua tirng hoc 14i xe bao gid.



‘1 Hiéu dugc cdc bién phip d€ chim s6c khich hang 5t hoﬁ-{iz

Lén ké hoach va chudn bi

Diéu nay khong thé dat dugc trong mot khodng thdi gian ngdn nhu
th€. Nhu vy, néu khong c6 s&n ngudn lyc (thdi gian, ngudi, v.v...)
thi khé 1ong dat muc ti€u.

Cé lién quan

trinh dao tao 14n céng viéc ma ngudi hoc dang dim nhiém. Vi du
nhu s& 12 v6 1y néu day nhin vién phdn mém Microsoft Access trong

C4c muc tiéu dao tao cAn phdi c6 ¥y nghia vé mit ndi dung ciia chuong n
khi cong viéc ho ddi héi st dung phin mém Microsoft Excel.

Han dinh thdi gian hgp ly

Muc tiéu dio tao cAn néu rd thdi gian ma nhin vién sé dat dugc két
qui nhu mong mudn. N€u chudng trinh dio tao 12 mdt tudn thi ligu
c6 nén dit ra 1a ngudi hoc phdi dat dugc két qud ngay sau d6? Li¢u
ho c6 cin thém thdi gian thuc hanh hay khong? N&u ¢6, ho can thém
bao nhiéu th&i gian nira?

Thuc hanh 26 5 phit &

Sau day 12 nhitng muc tiéu dat ra cho mdt chuong trinh d2o tao vé
“Chim séc khdch hang” trong vong mot ngdy. Ban hdy xem xét
céc muyc tiéu dao tao ndo théa man nguyén tic SMART

E'..'&'
o
e

3 __Ap dung cdc bién phép cihﬁm s6c khéch hhng o dia ban n‘uén

: ;'-'-Trung trong théng tdi.

phﬁp nao cﬁn su tham gia, hd trq cﬁ 'ax
. CJ/ Khéng ' |
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Ban dé dang nhin thdy ring cdc muc tiéu 3 va 4 ddp ung yéu
cau vé tinh cu thé, do ludng dudc, khd thi, c6 lién quan dén cong
viéc va c¢6 han dinh thdi gian.

Muc tiéu s§ 1 khong thé do ludng duge do khong thé do ludng dudc
th€ nao 1a “hi€u”. Muc tiéu nén viét bing nhitng déng tir chi hanh
dong nhu “dién t3” hay “gidi thich”, nhu th€ méi doi hdi ngudi hoc
thuc hién diéu gi d6 ma c6 thé thdy dugc hodc do ludng dugc.

Muc tiéu s6 2 khong ddp ng yéu ciu khi thi. Véi khéa hoc mét
ngay thi hoc vién khé c6 thé dat dude muc tiéu dait ra.

Thuc hanh 27 4 phit &

Ban hay s".{'“dung ueu chi SMART dé€ dit muc tléu cho mot chu'cmg

trinh dao tao ma ban sdp thu:: hién.

Nhu vdy, ban di bi€t ban mudn dat dudc gi cho hoat dong dao tao
ma ban sip t§ chic. Biy gid ban can nghi sé phdi 1am thé& nio dé
dat dugc muc tiéu nay. Phin sau ddy s& din dit ban ti€p tuc cudc
hanh trinh.

4 Chon hinh thifc dao tao

4.1

Cdc hinh thic dao tao chinh ma ban c6 th€ chon luva 1a: dao tao
tdp trung, dao tao tai ché va dio tao linh hoat.

Dao tao tap trung

V@i hinh thic nay, nhin vién hoan toan thoat ly khi cong viéc hang
ngay dé€ tham gia vao cdc hoat dong hoc tap.
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Hinh thitc dao tao tdp trung thudng duge ti€n hanh bing cich hoic
ctt nhin vién d&n tham dy cdc khéa hoc sdn c¢é trén thi rudng,
hodc yéu cdu cbng ty dao tao thi€t k€ mdt chuong trinh riéng phi
hgp vdi yéu cau cia doanh nghiép vi s{p x&p ngudi gidng day,
hodc néu c¢é di ngudn lyec, cong ty sé ty thiét k&€ chwong trinh va
thuc hién viéc gidng day. '

Nhing thuin Igi 1a:

Ngudi hoc khong bi quiy nhiéu hodc cdn tré bdi 4p luc cbng viéce
nén c6 thé tap trung suy nghi, nfm bit ki€n thitc va k¥ ning mdi;

Ngudi hoc ¢6 cd hoi thye tip k¥ ning trong mdi trudng md phdng
ma khong s¢ mic 16i;

Pdng thdi ngudi hoc cling ¢é dip suy ngim nhitng nguyén tic ly
gidi cho nhitng k¥ ning/ qui trinh va vi th& ¢6 thé dit cAu hdi tai
sao cOng viéc lai thuc hi€n nhu thé ndy ma khéng nhu th€ kia;

Péo tao tip trung tao ra mdi trudng trong dé ngudi hoc clung hoc
v8i nhi€u ngudi khdc, vi th€ kich hoat tim 1y thi dua va hoc héi 13n
nhau trong sudt qud trinh hoc. K&t qua I viéc hoc dién ra hiéu qui
hdn.

D&i v6i cong ty, hinh thitc dio tao tip trung cho phép thuc hién viée
dio tao cho nhiéu nhin vién cding mét lic. Diéu nay rat thuan 1gi
trong trudng hop cong ty thuc hién thay ddi toan dién vé qui trinh
lam viée, hay cai dat thi€t bi mdi. ..

Mit khdc, c6 mdt s6 ndi dung dio tao nhu k¥ ning gidm sat, k§y
ning bin hing yéu cdu phdi ¢d sy chia sé kinh nghiém trong qué
trinh hoc. Trong nhitng trudng hdp nhu thé dio tao tip trung 13 thich
hop nhit,

Tuy nhién, hinh thifc nay ciing ¢6 mét s6 han ch€, Vi dao tao tip
trung ddi hoi nhin vién thodt ly khdi cbng viéc nén coéng viéc hang
ngay s€ bi gidn doan. Mit khdc, chi phi dio tao s& cao vi cdch
thitc ndy yéu ciu phai thi€t k& chudng trinh, mdi gidng vién, bd
tri phdng §c vi nhitng phudng tién gidng day.
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4.2 Pao tao tai chd

Theo hinh thiic nay, nhin vién hoc tdp k¥ ning 1am viéc mdi théng
gua viéc quan sdt ddng nghiép hodc cfp trén thue hién cong vide
va ¢ ging 1im theo. Hinh thifc dio tao tai chd rit thich hgp cho
viéc dio tao nhin vién mdi, b8 sung k¥ nang mdi cho nhitng nhin
vién c6 kinh nghiém khi c6 thay d8i trong doanh nghiép, hudng din
nhitng nhan vién vita dugc chuyén sang mdt cong viée khdc trong
ndi bd doanh nghiép hay s& dudc bd nhi€m 1&n vi trf cao hon.

Viéc dio tao tai chd ¢6 thé trién khai dudi nhidu hinh thifc khéc
nhau. Sau diy 12 mét vai hinh thife ma ban cé thé xem xét vi dp
dung trong doanh nghiép cia minh.

Minh hga (demonstration), Muc dich ciia viéc 1dm theo minh hoa
12 nhim truyén dat k¥ ning théng qua viéc quan sit vi thyc hinh.
Hinh thifc niy s& khic v6i “cdch ngbi quan sdt” thudn niy vi né dugc
ti€n hanh ¢6 chd ¥ va kém theo gidi thich rd rang 1a phdi lam gi va
tai sao phdi 1am nhu viy.

Qui trinh ¢6 thé dudc tién hanh theo cdc giai doan sau:

» Gidi thich ndi dung cAn minh hoa

» Gidi thidu cho ngudi hoc cic thao tic can thuc hién

= Minh hoa va giai thich cdc thao tdc

= Cho ngudi hoc thifc hanh tai chd

Kém cip (coaching). Kém cap c¢é thé duge xem nhu mét dang md
réng cla hinh thitc minh hea. Tuy nhién, diy 14 mét qud trinh phat
trién ning lyc vd k¥ ning cla cd nhin théng qua:

» Giao cho c4 nhan mdt nhiém vu cu thé, ¢ hoach dinh trudc va sé
danh gid sau khi thuc hién;

= Lién tuc ki€m tra va d4nh gid ti€n d3;

» Thudng xuyén cho ¥ ki€n phin héi.

Kém cip khéng chi 4p dung cho c¢dp nhin vién ma cdn cho cdp

qudn 1y. Ching han nhu mét gism ddc tudng lai s& dude gidm déc

hién tai kém cdp cho dén khi ngudi ndy c6 duge nhiftug k§ ning
cin thiét.
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s D3 ddu (Mentoring). Sé ¢c6 moét ngudi ding ra lam ¢ van hay
huéng din mot ngudi khéc c6 it kinh nghiém hon. Muc dich la giip
cho ngudi niy phét trién nhitng muc tiéu nghé nghiép liu dai.

Hinh thifc dao tao tai chd kha hap din bdi 1& né khong t&n kém nhiéu.
Ngudi hoc ¢c6 thé vira hoc trong khi 1am viéc nén viéc gidn doan
trong cong viéc duge han ché t6i da. Mat khdc cong ty c6 thé tin
dung nhitng ngudi nhu trudng bd phin hay nhitng nhdn vién lanh
nghé tham gia vdo qud trinh dao tao véi tu cdch la ngudi hudng din.
Hinh thic niy ciing khuyé&n khich quéd trinh hoc héi cia nhin vién
bdi 1€ ho c6 diéu kién 4p dung ngay ky nidng vao cdng viéc va nhin
dudc ¥ ki€n phdn hdi nhanh chéng.

Thuc hanh 28 3 phut &

Nhitng bt Igi ma ban néu ra c6 thé la:

m Nhifng ngudi tham gia huéng din khong c6 diy di k¥ ning truyén
dat. Khong phai ai cling c6 khd ning truyén dat lai ki€n thifc va ky
ning cho ngudi khdc. Viy nén c¢6 mot s trudng phong hay nhitng
nhin vién tuy c6 kinh nghiém nhung khong thé thyc hién t6t vai
trd clia ngudi hudng din, kém cip hay dd ddu cho nhirng ngudi khéc.

m Nhitng ngudi huéng din khong danh thdi gian nghiém tic cho viéc
dao tao. Piéu nay ciing d& hi€u, do 4p lyc clia céng viéc nén rat
¢6 khd nidng nhifng ngudi ndy s€ wu tién danh thdi gian cho cong
viéc clia ho hon 1a cho viéc kém cap ngudi khdc.

m Khong thdng nhit gilta ndi dung va trinh dd hudng din. Nhing ngudi
huéng din nay c6 nhitng cach thic thuc hién cong viéc khic nhau nén
ho c6 thé truyén dat nhitng k§ ning khdc nhau cho nhan vién.
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D& tranh nhitng han ché nay va dim bio chudng trinh dio tao tai
chd hiéu qud, ching ta cin phdi chufn bi:

Théng nhit myc tiéu cda chuong trinh dio tao tai chd;

Chufin bi cho nhifng ngudi hudng din nhifng k§ ning cin thi€t nhu
k¥ ning giao ti€p, k¥ ning k&m cip, k¥ ning cho ¥ kién phin héi;

Cé dudc su cam k€t cia nhitng ngudi hudng din thdng qua nhifng
hé trg ti phia cdng ty, dit viec hudng din nhu 12 mdt nhidm vy ma
ho can phidi thuc hién;

Cung cdp nhitng tai ligu cdn thigt;

Piénh gid k¥ ning ciia nhdn vién trudc va sau khi duge dio tao.

4.3 Nhifng hinh thic khdc

Ngoai ra, ban cling ¢6 th€ 4p dung nhitng hinh thic dio tao linh
hoat khic trong doanh nghiép nhu:

T8 chitc nhitng bugi chia sé kinh nghiém. Nhifng budi chia sé kinh
nghiém theo chd d& 12 mdt trong nhitng cdch ma nhan vién cé thé
hoc hdi kinh nghiém tf nhitng ngudi khéc.

Ludn chuy€n c6ng vige. Theo hinh thic ndy, nhin vién sé& dudc
thuyén chuyén lam nhiing ¢dng viéc khdc nhau trong nhitng khodng
théi gian dugc hoach dinh sfn. Qua d6 ngudsi nay sé tich liy duge
nhi€u k¥ ning cho nhiing cdng viéc khdc nhau. Luin chuyé&n céng
viée thudng duge 4p dung cho ¢4p gidm st trong cong ty. DSi vdi
doanh nghi€p vira va nhd, luin chuyé&n céng viéc 1a mét hinh thitc
dao tao nhdn vién ¢6 chi€n luge vi cd ciu gon nhe nén mdt nhin
vién thudng dugc yéu ciu lam nhiéu céng viée khdc nhau.

Ty hgc. Ngay cang c6 nhiu ndi dung dio tao dudc thi&t k& dudi
hinh thitc ty hoc trén nhitng phuong tién nhy CD, Internet, sdch tr
hoc (cudn sdch niy 13 mot vi du dién hinh), vi viy iy thudc vio
nhu ciu dio tao cia cd nhin ma ban c6 thé khuyén khich ho sit
dung hinh thic dio tao nay. Lgi th€ 16n nhilt cia hinh thitc hoc tap
nay 12 ngudi hoc c6 thé chd ddng vé& thdi gian, dia diém va mic d
ti€p thu cda minh.
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4.4 Chon hinh thic dao tao nao?

Chiing ta vira xem xét nhitng hinh thifc dao tao phd bién, mot cau
héi dit ra 12 nén chon hinh thic dao tao nao dé dat muc tiéu dit ra?

Thuc hanh 29 2 phit 8 E

Hily nght dén nhu cdu dao tao ma ban s& phii ddp ting trong cong
ty.:,gﬁa ban. Ban s& chon hinh thic dao tao nao? Tai sao?

At hdn ban da phii xem xét nhiéu yé&u t& khidc nhau d€ chon lva,
nhung t6i tin ring ban s& khong bé qua ba y&u t§ chinh sau diy:

= Nhu cdu dao tao. Ching ta di thio luin & phin trén, c6 mdt s& ndi dung
dao tao s& dat hiéu qud St nhit véi hinh thitc ddo tao tip trung, nhung
cling c6 nhitng k§ nang chi can 4p dung hinh thitc dio tao tai chd.

m Ngén sdch danh cho dao tao. Ngin sich sé dnh hudng rit nhiéu
dén cdch ban trién khai hinh thitc dio tao nao. Néu c¢6 ngin sich
ddi dao, c6 1& ban s& khong ngdn ngai ddu tu phat trién ndi dung
dao tao, mdi cdc chuyén gia vé gidng day cho nhan vién hay gdi
nhdn vién di hoc nhitng khéa hoc c6 chdt lugng. Nhung diéu nay
khong c6 nghia 1a véi ngdn sich han ché thi ban khong t§ chic dao
tao dugc. Tréi lai, ban c6 thé st dung nhitng ngudn luc c6 sin trong
cong ty d€ trién khai hinh thdc dao tao tai chd.

m Gidng vién. Ai sé tham gia gidng day hay hudng din ciing anh hudng
khd nhiéu d&€n quyét dinh chon hinh thitc dio tao ciia ban. Ban khé
c6 thé 4p dung hinh thitc dio tao tai chd n&u nhitng cip trén truc
ti€p clia ngudi hoc hay nhitng nhan vién lanh' nghé phii dim nhan
nhifng cdng viéc khdc quan trong hon hay khoéng c6 khi ning kém
cip. Mic khdc, n€u sdn pham hay dich vu trong cong ty ban kh4
déc thd thi ban s& gip han ch€ khi chon nhitng gidng vién bén ngoai.
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Khi chon lya hinh thifc dio tao ciing khong nhAt thi€t 12 ching ta
chi chon mét hinh thifc duy nhit. Mdt cdch hiéu qui nhat 1a phdi
hdp cic hinh thic dao tao.

Céc dai dién ban hang méi & cong ty An Binh thudng dugc dao tao rit bai ban
vé ky nang ban hang. Trong chuong trinh dao tao kéo dai 5 ngay ho dugc
hudn luyén nhitng kién thitc vé sn phdm, cac budc trong qud trinh ban hang,
ky nang thuong lugng, ki ndng (ng x{ véi nhiing khach hang khé tinh. Cac
bai kiém tra cudi khoa dao tao cho thay cac dai dién nim rat rd nhiing kién
thic va ky ndng da dugc dao tao. Tuy nhién, gidm d6c ban hang cla céng ty
nhan thdy rdng céc dai digén ban hang ludn ling ting khi di g3p khach hang
trong thdi gian dau (thudng kéo dai tir 2-3 thang), diéu nay khién ho bd mat
nhiing co hdi ban hang hiém co6.

Chuong trinh dao tao vi thé dugc diéu chinh. Thay vi hoc 5 ngay lién tuc,
chuong trinh dugc rit ngén cdn 3 ngay, sau d6 cac dai dién ban hang méi
dugc kém cap bdi nhitng ngudi c6 kinh nghiém hon di gap khach hang. Nhiing
ngudi ¢6 kinh nghiém déng vai trd 12 ngudi hd trg déng thoi quan sat qua trinh
ti€p xac véi khach hang clia nhitng dai dién méi dé cho y ki€n phan héi vé
nhitng gi 1am t8t, nhiing gi c4n hoan thién. B&n canh d6, cong ty cdn danh
thoi gian dé c4c nhan vién chia sé kinh nghiém béan hang trong nhitng cudc
hop hang thdng clia phong bén hang. K&t qué 12 c4c dai dién ban hang méi
nhanh chéng ¢6 dugc sy ty tin khi ti€p xdc véi khdch hang va mang vé nhiing
don dat hang c6 gia trj cao.

Trong da s6 trudng hdp, phdi hgp cdc hinh thifc dio tao sé thic diy
nhanh qud trinh hoc tip va @ng dung ky ning mdi cia nhin vién,
din dén rit ngdn qud trinh cdi ti€n k€t qua 1am viéc.

Thuc hanh 30 3 phit 8

' Tiép 'tuc vdr nhu cdu dio tao ma ban nghi d&n trong bai th{fc hanh

29. Ban sé& phdi hgp nhilng hinh thic dao tao nao trong s6 nhitng
hinh thifc néu trén?
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5 Chudn bij viéc 4p dung ndi dung hoc tap

vao cong viéc thyc té

Pé&n day thi ban di xdc dinh duge nhitng diéu cin thi€t nhat dé 6
chitc hoat déng dao tao. Ban c6 thé dit hing cho cdc cong ty dao
tao (n€u ban quyé&t dinh chon ngudn luc bén ngodi) hodc nhing
“gidng vién ndi bo” trong cong ty d€ ho cung cdp nhirng ki€n thic
va k¥ ning can thi€t cho ddi tugng cin dao tao. Th€ nhung lidu vai
trd ctia ban — ngudi chiu trich nhiém dao tao va phdt trién nhan vién
dén diy 1a chaAm dit? Liéu nhin vién s& ty khdc lam viéc tdt hon
sau khi dugc dao tao?

C6 1& ban dong y véi toi ring trong qué trinh dao tao, nhdn vién sé
dat dugc nhitng ki€n thic va ky ning nhu mong dgi. Tuy nhién,
day chua phdi 1a k&€t qui cudi cing ma doanh nghiép mong muén
khi diu tur dio tao nhin vién. K&t qud ma doanh nghiép mong mudn
1a ting két qud thyc hién cong viéc. RS ring k€t qud ndy chi c6
thé dat dugc khi nhin vién thé hién nhitng thay ddi trong cich thifc
thuc hién cong viéc thdng qua viéc 4p dung nhitng diéu di hoc duge
vao thyc té&.

Ciu hdi dat ra 1a liéu nhin vién c¢6 dé dang 4p dung nhitng diéu da hoc.

Thuc hanh 31 2 phiit &

Ban hay ngh‘f vé mﬁt%»kll‘ﬁa dﬁo tao ma ban tham gia gin diy. Ban

gip phai nhing tr
vao cong vigc? .. -

gaix gl khi 4p dung nhitng ndi dung hoc dugc

Tinh hudng thudng xdy ra véi ngudi hoc 1a ho thdy minh nim bit
mot k§ ning mdi nao d6 rit tSt trong khéa hoc nhung khi quay vé
lam viéc thi lai khéng thuc hién t6t bing. Mbi trudng lam viéc c6
nhitng han ch€ gdy dnh hudng khong nhd dén viéc dp dung cdi méi
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ma chiing ta di dugc dio tao. Ban hdy xem minh giip phii nhiing
han ch€ nao trong s& néu sau diy:

Cép trén khong lng hd. “Cdp trén cia 16i khéng thich t6i lom theo
cdch ma t6i hoe duoe vi sg rii ro.”

K¥ nang hoc dugc khong thich tng vdi thi€t bi, qui trinh hay phuong
thite 1am vigc hién hanh trong céng ty. “Téi hoc vé qudn tri nhin sy
nhung ¢ cong ty ciba 18, sép 151 la ngui quyét dinh hét moi viéc
vé nhdn su.”

Xung ddt gilta cic thif ty vu tién trong muc tiéu cdng viée. “THi duvc
day vé cdc phuong phdp dé dim bdo chdt luwgng nhung & b phdn
161 lam viéc thi s6 lugng duge coi trong hon I& chdt luong.”

Ap lve ti phia déng nghiép trong ciing phdng ban hay & nhilng phong
ban khic. “Nhing dong nghiép ciia t0i cho rdng t6i dung chai trji
khi mudn lam khdc di.”

Khéng khen thudng tudng xing. “Téi lam khdc di thi s&é duge gi?”

Bén thin ngudi hoc khé 1ong vudt qua nhitng han ch& néu trén d& 4p
dung nhitng diéu da hoc vio thuc t&. Vi vay cip quan 1y, cu thé I
ngudi cip rén trifc G€p s& cin tao didu kién d& ngudi hoc thyc hién
t8t budc cudi ciing ndy. Mot s didu ma ban cin vach ra hoic dé nghi
cip trén tryc ti€p cla ngudi hoc ¢6 k& hoach “sau dio tao” gbm:

Giao cho nhin vién mdt céng viéc hay mét du 4n méi trong dé cho
phép nhin vién st dung nhitng ki€n thic, k§ ning ma ngudi nay
hoc dugc;

Cho nhin vién cd hdi “thit va sai” khi trién khai nhitng diéu di hoc
dugc trong cdng viée;

T& chite nhitng budi bio cdo thu hoach d€ cing nhin vién di€m lai
nhitng gi dat dudc khi 4p dung nhitng cdch thidc thyc hién cOng viéc
mdi va ddc két thinh nhitng chudn muyc trong thuc hién cong viée;

G tdm quin 1y cao hon, ban nén d& nghi cong ty dit tiéu chi khen
thudng va tao ra cd ché duy tr viéc chia sé va 4p dung nhitng didu
da hoc duge vao cong viéc d& tao ra théi quen “hoc hdi va 4p dung”
G nhdn vién.
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C6 nhu th€ thi nhin vién méi c¢6 déng luc dua nhitng diéu d4 hoc
duge vao thyc t€ va tao ra nhiing thay ddi tich cuc trong k&t qud
cing viéc.

Thuc t€ cho thi'y nhitng céng ty dp dung song song viéc tao diéu
kién d€ nhin vién dp dung nhitng diéu duge dio tao vao cong viéc
va ¢§ nhifng ti€u chi khen thudng thi lgi nhuin thu dude so véi chi
phi b ra d€ dio tao 13 rd't 16n.

Muc (i€p theo s& thdo ludn nhitng phuong phdp cd bin gip ban
ddnh gid dugc nhitng thinh qud ma dio tao mang lai.

6 Chu@n bj viéc danh gia higu qua dao tao

Cing gi6ng nhu nhitng hoat déng khdc trong doanh nghiép, hoat
ddng dio tao ciing cin dudc ddnh gid dé& xem k&t qud thu dugc Ja
gl va rit ra bai hoc kinh nghiém cho nhitng 14n tié€p theo. Ban sé
tim duge cdu trd 181 cho nhitng di€u ma ban muén biét sau khi 8
chifc c4c hoat ddng dao tao nhu:

® Cdc hoat dong dio tao c6 dat muc tiéu dit ra hay khéng?
m Nhin vién hoc duge nhitng gi tif chuong trinh dao tao?

= (6 gi trong chudng trinh dio tao cin dude cdi thién, b8 sung hay
thay d6i?

m C§ nhitng thay d8i gi cin thuc thién trong nhitng k€ hoach dao tao
trong tuong lai vé& ndi dung, phuong phdp, ciing nhu vé& chi phi?

Mit khdc, viée ddnh gid k&t qud dao tao ciing gilp ban trd 13i nhitng
cdu hdi ma cip lanh dao doanh nghiép mudn biét vé& nhitng gi thu
dugc tir ddo tao. Cu thé la:

m (06 thay dGi & nhin vién va trong cong viéc ciia ho khong?

m Nhitng vin dé vé k&t qui thuc hién cdng viée trude khi dao tao cé
dugce gidi quyét?

® Chi phi va nhitng nd Iyc b3 ra cho viéc dio tao cé xing ding va
hop ty khéng?

m K&t qud cudi cing mang lai cho doanh nghiép 1a gi?
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Hiéu qud dao tao dugc dinh gid d nhing mifc dé khic nhau iing
véi tirmg khia canh vd cdng cy tuong dng. Ban hdy tham khdo bdng

sau div.
Muc d6 | Khia canh ddnh gia | Van dé guan tam| Céng cu
Mat (1) | Phdn tng clia ngudi | Ngudi hoc thich | Bin cdu hdi
hoc chuong trinh hoc | danh gid
nhu thé nio?
Hai (2) Nhing ki¢n thic/ Ngudi hoc hoc| Bidi ki€m tra,
k¥ ning hoc dugc | dudc nhitng gi? | Tinh hufng gia
Ba (3) Ung dung vao cong | Ngudi hoc dp| Nhitng do ludng
viée dung nhitng diéu| vé k€t qud thyc
d3 hoc vio céng| hién cdng viéc
viéc nhu th& nio?
B6n (4) K&t qud mi doanh | Doanh nghiép thu| Phan tich Chi phi
nghiép dat dugc dugce gi tif viéc diu| bd ra va Ldi ich
tur vao dao tao? dat dudgc
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M3 hinh ddnh gid cia Tién st Donald Kir patrick

Ban ¢6 thé thiy ring mitc dd Mot va Hai c6 thé dinh gid ngay trong
qud trinh dao tao. Trong khit d6 mdc d6 Ba va Bdn chi thyc hién
dugc sau qud trinh dao tao.

Diéu niy din ching ta d&n trong tim cla viéc danh gid. N&u ban chi
quan tim dén ndi dung khéa hoc va gidng vién tién hianh ddo tao nhu
th€ niao d& cung cip k¥ ning, kién thifc hay thay ddi thai do chia ngudi
hoc thi ban chi ¢in dinh gid higu qud dio tao & mitc d6 Mdt va Hai.
Tuy nhién, néu ban mudn do ludng hidu qui dio tao thé hién nhu thé
nio tai noi lam viéc, ban s& chon mic dd Ba vad Bon. D&i vi hai midc
dd nay, ban s& cAn nhidu thdi gian vi cin nhiéu ngudi tham gia hon.
Biy gid ching ta sé& tim hi€u mdt s phudng phdp d4dnh gid don
gidn mi ban cé thé tv thyc hién:

Ban ciu hdi ddnh gid

Bin cdu héi ddnh gid yéu cdu ngudi hoc chim di€ém va cho ¥ kién
vé& chudng trinh hoc. Qua dé ban biét duge di€m nio cin hoin thién

cho chuong trinh. (Phi€u ddnh gid dinh kém trong cudén sich nay la
m6t minh hoa choe bdn ddnh gid.)
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o Thdo luidn nhém vdi ngudi hoc

Tién hinh thio ludn nhém vé&i ngudi hoc ngay sau khéa hoc d€ truc
ti€p nhin phin hdi cia nhiu ngudi cling mét lic v& khéa hoc.
m Bai ki€m tra cudi khéa

Py 1a cdch d€ kiém tra liéu ngudi hoc ¢6 nim bit duge nhitng ki€n
thitc nhu mong mudn hay khdng. Bai ki€m tra ¢6 thé dudi hinh (hic
bai tip tinh hudng, ciu héi tric nghiém, v.v. Thong thudng gidng
vién s& 12 ngudi ti€n hanh ki€ém tra va cho ¥ kién phan hdi v& bai
ki€m tra tai chd.

Nhifg phugng phdp néu trén gidp ban hifu duge phin (ng clia ngudi
hoc va nhiing ki€n théc/ k¥ ning ma ngudi hoc hoc duge (mic do
i va 2). Nhifng phwong phdp niy cé thé thyc hién ngay sau chuong
trinh hoe. Trong khi d6, d€ ddnh gid dudgce liéu ngudi hoc ¢6 thit su
dp dung nhilng di€u da hoc vio cong viéc vd mang lai két qui gi
cho doanh nghiép, ban can dit ra mdt khodng thdi gian d& ngudi
hoc dp dung sau dé mdi ddnh gid. Ban c6 th€ si dung hai phuong
phdp sau:

® Quan sidt nhin vién tai chd

Théng qua viéc quan st nhitng biéu hién ciia nhdn vién trong céng
viéc, ban c6 thé biét duge nhitng ki€n thifc va k¥ ning méi c¢6 dudc
dp dung hay khéng.

= Phdng van cip trén tryc 1iép vé bi€u hién va k&t qud cong vide cla
ngudi hoc sau khi duge dao tao

Cich nay giap ban bi€t duge ngudi hoc ¢é nhitng thay ddi gi trong
khi thyc hién céng viéc va dat dudc nhitng két qui gi sau khi dugc
dao tao. Cdn cif vio k€t qud ddnh gi4, ban cé thé x4c dinh diu w
cho viéc dio tao v phét tri€n nhiin vién mang lai k&t qua gi cho
doanh nghiép.

w DG&i vdi nhitng k¥ ning c6 thé 4p dung ngay lap tic ching han nhu
k¥ ndng bdn hang, k¥ ning vin hinh mdy, k¥ ning chim séc khich
hang, v.v..., ban nén clng cdp trén trye ti€p dya ra nhifng tidu chi
thuc hién ¢6ng viéc, hay nhitng hinh vi mong muén sau khéa hoc.
Vig€c ddnh gid hi¢u qua dio tao s& dya trén viée lidu ngudi hoc ¢
tudn theo cdc ti€u chi hay c¢6 nhing bi€u hién mong muén trong
thyc t& céng viéc hay khéng,
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m P4i véi nhitng k§¥ ning ma ngudi hoc cin phdi cé diéu kién phl

hgp hay nhiéu thdi gian méi 4p dung va phat trién dudc, ching han
nhu ky ndng lanh dao nhém, ky ndng lam viéc theo nhém, v.v..,,
ban nén c6 nhitng gdi ¥ d€ gitip ngudi hoc 4p dung. Cu thé 1a yéu
ciu ngudi hoc 1ap k& hoach hanh dong sau khéa hoc, trong d6 néu
nhitng hanh vi hay nhitng nhiém vu (doi hdi st dung nhirng k¥ nang
di hoc) ma ho sé& thyc hién. Cap trén truc ti€p sé& hd tr¢ dé ngudi
hoc thuc hanh va cling ¢6 ky ning. Viéc ddnh gid sé dua trén nhitng
thay d6i gi ma ngudi hoc bi€u hién trong céng viéc va nhitng thay
d8i nay mang lai k&t qud gi cho doanh nghiép.

Thuc hanh 32 2 phit &

: Ban sé 4p dung nhﬁ’ng hinh thitc ddnh gid n&o vﬁo chu'dng trinh

dao tao sip dén trong cﬁng ty ban?

7 Dat sy cam két ctia nhitng ngudi co lién quan
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Nhu vy ban di di gin hét doan dudng dé€ 1&én k& hoach cho mét
hoat dong dio tao bt ky trong cong ty. Ban da lan lugt di qua cdc
budc gbm: ddnh gid nhu cdu dao tao, xdc dinh thd ty vu tién cho
cdc nhu cau dao tao, xdc dinh muc tiéu ddo tao, chon lya hinh thic
dao tao, chudn bi cho viéc 4p dung sau dio tao va phdc thio k&
hoach ddnh gi4d. By gid ching ta sé€ di thém mot budc cudi cling
nhung ciing 4nh hudng nhiéu dén sy thanh céng trong trién khai k&
hoach cla ban 12 ¢6 dudc sy cam két ciia nhitng ngudi c6 lién quan.

Theo k& hoach, trong qui 3 nay Mai Huong sé trién khai chuong trinh dao tao
ky ning quan Iy nhém cho cac trudng nhém tir cic phong ban trong cong ty.
Chuong trinh gém mdt loat cac khoa hoc vé ki nang giao tiép, kj ndng xdy
dung doi nhém, ki ndng dam phan, k¥ nang quan Iy ngdn séch, kj nang giai
quy&t van dé, v.v. Lich hoc da dugc sdp x&p sén va xac nhan tif nhiéu thang
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trugc. Theo thiét k& cla chuong trinh, hoc vién sé hoc tp trung ting dot,
mdi dot 2 ngay céch nhau tir 2-3 tudn cho dén khi chuong trinh hoan tat.
Moi viéc di&n ra sudn sé trong 2 dot du tién, sau do thi mot s& hoc vién
b4t ddu ving mat hay tham gia khéng ddy dd 2 ngay hoc. Ly do thudng 12
do ban cong téc dot xut hodc vi cdp trén di ving nén ho phai c6 mit dé
diéu hanh cong viéc. Mai Huong da trao ddi van dé nay voi cdp trén tryc
ti€p clia nhitng hoc vién ndy nhung tinh hinh c¢6 v& khéng thay déi. Con 2
dot nita 12 chuong trinh két thic va s6 lugng hoc vién tiép tuc tham gia chi
con mdt nira so v6i ban dau..

Thuc hanh 33 2 phit &

Trong trudng hgp néu trén, Mai Huong da thi€u sy cam k&t clia
nhifng ngudi c6 lién quan dén chuong trinh dao tao. Theo ban, d&
trién khai k& hoach dao tao mét cich sudn sé, ban sé& cﬁn SII cam
két cla nhftng ngudi nao? '

Chic chin, ban sé phdi c6 dugc cam k&t clia nhitng ngudi sau:
Ban gidm déc, cu thé 1a gidm d6c cong ty. Ngudi nay sé hd trg
ban vé mit kinh phi déng thdi tao cho ban mét s& quyén han dé
ban thuc thi k€ hoach dio tao.

CAp trén tryc ti€p clia nhin vién sé dugc dao tao (ngudi hoc). Nhitng
ngudi nay déng vai trd khd quan trong trong sudt qud trinh hoc tip,
dac biét 1a giai doan (ng dung k¥ ning ctia nhdn vién.

Trudc khi hoc, cdp trén cin cho nhin vién hi€u ré muc tiéu va Iy
do ciia chudng trinh dao tao. Trong qud trinh hoc, cip trén truc tiép
can cam két tao diéu kién vé thdi gian (d&i vdi hinh thitc dao tao
tap trung) d€ ddm bdo nhin vién tham gia diy dd cdc khéa hoc.
Né&u cdp trén tryc ti€p déng vai trd 12 ngudi kém cip hay d3 diu
(hinh thitc dao tao tai chd) thi sy cam k€&t tham gia nghiém tiic,
kién nhin 12 hét sic cin thiét.
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Sau thoi gian hoe, cap trén tryc ti€p ciing phdi cé tréch nhiém khuyén
khich, tao ¢d hdi cho nhidn vién 4p dung nhitng diéu di hoc vio
cdng viée. Theo k€t qud nghién cttu, cdp trén tryc ti€p ¢é adnh hudng
quan trong d&n sy thanh cong cla viéc dao tao nhin vién.

Bdn thin ngudi hoc. Ngudi hoc 13 tim di€m cda sudt qud trinh dao
tao vi vdy chiing ta cin ddm b3o ring ngudi hoc cam k&t tham gia
chigng trinh dio tao ddy di d€ dat muc tiéu hoc tip dit ra ban ddu.

Hay tu dénh gid 3 12 phit &

Ban hiy xem xét nhi¥fng muc tiéu dio tao trong nhitng tinh hudng
sau ddy va dé nghi diéu chinh (n€u cin) € ddm bdo tuin theo
nguyén tic SMART.

Hiing 1&n k€ hoach 8 chitc mét chudng trinh dio tao vé ddnh gia
nhin vién trong cdng ty cho cdc trudng bd phin dé€ chuin bi cho
dgt ddnh gid trong 2 thdng tdi. Lin ndy, ndi dung cla chudng trinh
tAp trung vao cdch thic cung cip ¥ ki€n phdn héi vé két qui cong
viéc cda nhidn vién trong qud trinh ddnh gid. Hing muén sau khi
tham gia chudng trinh dao tao ndy, cdc trudng bd phin s& thyc hién
tdt hon viéc cho ¥ kién phdn héi. Bdi vi theo edc tridng bd phian,
cd ho 14in nhin vién déu cdm thi'y khong thodi m4i khi thyc hién
hoat ddng nay do ho khong bi€t ti€n hianh nhy thé nio. Muc tiéu
ma Hiing dit ra cho chudng trinh dio tao 1a: “Thyc hién t&t viéc
cho ¢ ki&€n phdn héi.”

M4t trong nhifng han ch€ ctia qud trinh phéng van trong cbng ty
cia Minh 13 cdc trudng bd phan khéng 18y dude diy di thong tin tir
tng cit vién khi phdng vaAn tryc ti€p. Piéu ndy din dé€n nhitng quyét
dinh sai khi quy&t dinh tuyén dung. Tuin t&i, Minh s& t8 chitc mét
khéa dio tao vé€ kj ning phdng vdn trong dé cung cip nhitng mé
hinh cdu héi gitp ngudi phéng van khai thic nhitng thdéng tin vé
khd nang thue t& cilia ¥ng vién. Minh dit ra muc tidu la: “Céc trudng
b phin sé chon dugc nhitng ing vién gidi.”



Lén k& hoach va chudn bj

Cong ty cia Loan hién ¢6 nhu cidu phdt trién ki ning “Lanh dao”
cho mét s§ cde cde rudng nhém d€ dip ¥ng nhu cdu phdt trién cia
cong ty. Loan nghi ra mdt s8 cich dao tao k¥ ning nay dé dé xuit
1&n ban gidm d6c cdng ty nhy sau:

Cdch 1: Gdi nhitng ngudi nay dén mot khéa hoc ngdn ngdy vé Ky
ning Lanh dao do mdt ¢dng ty tr vin dio tao c¢b uy tin thyc hién.

Cdch 2: Giao cho nhitng ngudi ndy qudn Iy mdt dy dn hay chiu trich
nhiém chinh trong mt mdng ¢éng viéc nio dé ddi hdi phdi lanh
dao mét nhém ngudi. Pdng thdi sé bd tri mdt ngudi c6 kinh nghiém
hon ldm ¢§ van cho nhilng trudng nhém nay trong sudt qud trinh
thue hién ¢6ng viée hay qudn 1y dy dn.

Céch 3: Mua nhitng cudn sach hay c¢ia cdc tdc gid ndi ti€ng vé chi
dé linh dao, hay nhitng chugng trinh tr hoc vé k¥ ning 1inh dao
dugc thi€t k&€ wén CD cla cdc uwudng dai hoc danh ti€ng nhu Dai
hoc Havard va XKhuyé&n khich nhiing ngudi ndy tham khdo.

Ban hiy gitip Loan phén tich nhitng di€m wu viét vA han ché cida
tifng hinh thitc dao tao néu trén.

.........................................................................................................

.........................................................................................................

Ban c6 th€ tham khdo ciu trd 18i & phin Pdp dn cdc bai e ddnh
gid & cudi cubn sich.
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8 Tom tat

Thi tu wu tién cla cdc nhu cdu dao tao dugc sip x&p dua trén
mic d6 quan trong va tinh khdn c4p cla nhu ciu d6i véi hoat
dﬁng--kinh doanh cia doanh nghiép.

® Muc tiéu dio tao can tudn theo nguyén téc:
[ C[l {he

= Do ludng dudc;
= Khi thi;

w
n

= C6 lién quan;
« Han dinh th3i gian hop 1y.
- m Hinh thitc dao tao bao gom:
= Hoc tap trung;
= Hoc tai chd;
= Nhing hinh thite hoc linh hoat khéc.

= Két qud thuc hién cdng viéc sé cdi thleu khi nhdn vién dugc
tao diéu kién 4p dung nhitng diéu da hoc vao thyc t& cong viéc.

= Hiéu qud dio c6 th€ dénh gid theo bsn mic do:
= Mifc do 1: Phdn ¢ng ciia ngudi hoc
= Mifc d6 2: N6i dung hoc dugc
= Mifc d@ 3: Ung dung vao cong viéc
= Mic d6 4: K&t qud ma doanh nghiép dat duge
m Nhifng phuong phdp ddnh gid hiéu qui dio tao gém:
= Bdn cau hdi ddnh gi4;
= Thdo ludn v6i ngudi hoc;
= Bai kiém tra cu6i khéa;
= Quan sét':_r_l_\_h_ﬁn vién tai chd;

= Phéng v’ﬁ'_i:i’{;‘bﬁ'p trén tryc tiép v& k&t qua cong viée sau dao tz_i.o.
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"Bat suI cam i_g a nhﬁ’ng ngudi c6 hén quau 1a yéu § khong
& tlné'u dé gitp ban trién khai k& hoach dao tao thanh cﬁng
an. se c;i  cam ké’t"c@a . -

Ban giﬁm dée cﬁng____

. Cﬁ'p trén tryc ti€p cla ngudi hoe;
= Bin thin ngudi hoc... g ’s
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9 Suy ngam

Biy gid ban danh 5 phit d€ suy ngdm nhitng vin dé vira nghién
cfu va nghi xem ban sé 4p dung ching vio thitc t&€ cong viéc cia
ban nhu th€ ndo? Hay viét ra nhitng suy nghi clia ban:

Al Téi d& hoc dudc...

Ap dung khi nao?

Ap dung diéu d6 & cong viéc nao?

A! Té1 dd hoc dugc...

Ap dung khi nao?
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Panh gia két qua

1 Bai kiém tra nhanh

Dé&n ddy, ban di hoin tdt cudn sdch. Nhitng ciu hdi sau diy s€ gidp
ban nhd lai nhitng ndi dung ma ching ta dd thao ludn. Ban hiy ghi

ciu trd 181 ngdn gon vao nhitng hing trdng.

Ciu hdi 1 Muc dich chinh ciia ddo tao 13 gi?
Ciu hoi 2 HAy néu 3 1¢i ich cu thé ma dio tao mang lai cho doanh nghiép.
Ciu héi 3 Piao tao 13 chuyén giao k¥ nang va kién thic, dio tao ciing

kéo theo thay ddi.
D6 1a thay d8i gi?
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Ciu héi 6 Hai trong s& nhitng giai doan ciia chu trinh ddo tao 1a: X4c
dinh nhu cdu ddo tao vA Thye thi k&€ hoach dao tao. Hiy néu
2 giai doan con lai.

Céu hdi 7 Muc dich cudi ciing clia ddnh gid nhu ciu dio tao 1a gi?
Cau hdi 8 Néu cdc budc trong ddnh gid nhu ciu dio tao.

C4au héi 9 Khi nic thi dao tao 13 gidi phdp cho khodng cich trong két
qua cOng viée?

Cdu héi 10 Néu 2 tai liéu sfn c6 trong doanh nghiép ma ban ¢ thé tham
khdo d€ ddnh gid nhu cdu dio to.
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Cdu héi 11 Muc tiéu dio tao phdi néu duge diéu gi?

Cin héi 12 K&t qud cdng viée néu trong myc tidu dio tao phai kém theo
diéu gi?

Céu hdi 13 Néu hai 1gi di€m cda hinh thic dio tao tp trung.

Ciu hoi 14 Khi chon lua hinh thitc dio tao, ching ta phdi cin nhic rat
nhi€u y&€u t&. Hiy néu 2 trong s8 nhitng y&u t& nay.

Cau héi 15 Néu nhing ngudi ma ban cin ¢é su cam k&t clia ho khi trién
khai k& hoach dio tao.

Ban ¢6 th€ tham khdo cdc ciu trd 13i ¢ phin cudi cudn sich.
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2 Bai tap finh hudng

Tuin trude, gidm ddc cdng ty dé nghi Loan — gidm d&c nhan sy
cong ty lién lac v8i mot s§ trung tim dao tao d€ sip x€p cédc khoa
dido tao k¥ ning qudn ly cho cdc trudng bé phin trong cong ty.
Theo gidm déc, qua nhitng lan ti€p xdc vad 1am viéc véi nhing
ngudfi thudc cip qudn 1y cia nhitng cdng ty khic trong nganh, 6ng
thi'y ho vugt tréi so véi nhifng ngudi dang git¥ chifc vu tuong ty
trong cong ty. Pi€ém khdc biét 18 ring nh&t 13 nhilng ngudi trong
cong ty thi€u hin tdc phong qudn 1y linh hoat v khoa hoc. Tuy &
vai trd0 qudn 1y nhung hg x& 1y céng viéc nhu nhifng nhdn vién
binh thudng. Ho khéng bi&t phéi hdp vdi cdc phong ban khdc dé
thuc hién céng viéc, va luén hdi y ki€n éng vé tdt cd moi viée
ma khéng s dua ra quy&t dinh hay gidi phdp nio. Ong lo s¢ ring
véi nhitng muc tidu kinh doanh day tham vong ma céng ty dit ra
trong thdi gian téi, nhitng ngudi ndy khé ldong thyc hién 181 vai trd
ciia minlt, dic biét 13 viéc ning cao thé€ canh tranh ciia cdng ty
trén thi trudng. Ong tin ring ho cin duge dio tao thém vé k§ ning
quan ly. Ong goi ¥ cho Loan tén cda mdt loat nhitng khéa dio
tao dang hién c¢é trén thi trudng va yéu ciu cb lién lac d€ hdi hoc
phi va thdi gian hoc. Ong néi sau khi bi€t duge cdc théng tin trén
dng s€ quy€&t dinh cho ai di hoc khéa ndo. Cidch théng thudng ma
ong vin 4p dung 1a cho nhifng ngudi ma 6ng tin cdy nhdt di hoc
khéa mic tién, nhifng ngudi con lai thi hoc khéa binh thudng.

Tuy déng ¥ vdi nhidn xét cla gidm d6c cong ty nhung Loan vin
phin vin, ¢6 e ngai ring gidi phdp ma gidm d6c dua ra ¢6 phan voi
vang. C6 nhd cdch diy khéng lau cbng ty di cd vai ngudi di hoc
khéa hoc “Gidm d8c didu hanh” nhung tinh hinh vin khéng ddi khi
nhitng ngudi niay hoc vé. Loan trinh bay suy nghi cla ¢6 vdi gidm
déc va manh dan d& nghi dng cho ¢& mdt tuan d€ tim hi€u thém
tinh hinh, sau d6 s& ciing dng tim cdch gidi quyét, Gidm déc dong
¥ nhung vin nhin manh ¢6 phdi ddng thdi thu thip théng tin ma
dng yéu ciu.

Qua tim hi€u, Loan bi€t dugc nhitng diéu nhu sau:

That sy 12 cdc trudng bd phan ludn phdi tdt bat vdi cdng viéc, da 56

12 trong tinh trang qud tdi.

Cic trudng bb phin thudng giao viéc cho nhin vién cita minh 1am
nhung ho ludn gidm sdt nhin vién titng chdt mét. P&i v6i nhitng
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cdng viéc phitc tap hay quan trong, ho thudng ty minh ldm vi ho
khong an tim khi giao cho nhin vién, ho e ring nhin vién s& 1am
sai hodc giy hdu qud dnh hudng d€n ho. Pa s& trudng bd phin tim
s¢, ho bi€t 8 vai trd quin 1y ho khong nén 6m ddm qud nhidu viée
va ho di vai 14n chi cho nhin vién cdch thye hién mét s& cong viée
th€ nhung nhin vién vdn khéng hiéu y cda ho. Vi ho khéng biét
1am th& n3o khdc ngoai viéc tir 1am.

Mbt s8 khdc thi néi ring ho khong biét phin cong cbng viée cho nhin
vién nhu th€ nio cho hgp 1y. Cach mi ho hay 1am 13 nhin vién nio
1am t6t thi giao nhiéu viéc, nhan vién ndo y&u thi ho giao it viéc hon.
Tuy nhién, trong moi trudng hgp thi ho déu phdi ki€m tra lai.

Cidc trudng bo phin vin quen cich trao d8i miéng vdi nhifng phong
ban khic vé nhitng cOng viéc cAn phdi 1am ma khdng c6 bit cir gidy @
gl d€ nhic nhd nhau. Vi th& cé nhidu viéc di ban bac va théng nhit
thyc hién nhung cudi cing vin bd 13 vi khong ai nhé dé thuc hién.

Cic bd phdn ciling chua ¢6 thdi quen c¢ip nhit va chia sé théng tin
cho nhau. Vi th€ sy phdi hdp giffa cdc phong ban khéng ddng déu.
K&t qud 12 di c6 nhiéu 1dn cdng ty gip sy ¢8 vdi khach hing. Gin
diy nhat 1A viéc chudng trinh khuyén mai dudc thdng bdo rong rii
nhung hang lai chwa phin phdi kip dén cic diém bén khi&n cho cong
ty phdi xin 181 khdch hing.

Cédc trudng bo phin khéng (v ra quyét dinh vé nhéin sy, cling nhu
vé nhitng khodn chi trong bd phan. T4t cd cdc trudng hdp tiY nhd
dé€n 16n ho chi dé xudt vd phdi chd quyé&t dinh clia gidam d6c. Mot
& (rudng bd phin ndi hinh thic nay khi€n ho bi ddng trong cong
viéc nhung do tit trudc dén gid céng ty di 4p dung nhu viy nén
ciing khéng tién goép .

Cédc trudng bd phdn cdn cho bi€t ho ciing rdt mudn tim todi thém
théng tin trén Internet d& hd trg cdng viéc quin 1y nhung cong ty
vin khéng tao diéu kién cho ho. Hién trong cdng ty chi cé gidm
ddc cdng ty vA modt vii ngudi khic trong ban qudn tri 12 ¢6 thé truy
cip Internet 24/24.

Ban h3y trd 181 nhifng cdu héi sau diy:

Theo ban, dé nghi cla Loan sé gitip cong ty trdnh khdi nhitng sai
1Am gi?

Khodng cdch trong thye hién cOng viéc 1A gi?
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3 Theo ban, diu 14 nguyén nhian giy nén khodng cdch nay?

4 Loan nén d& xuit dao tao nhitng k¥ ning gi d& cii thién tinh hinh?
C6 nhifng giai phdp nao khic ngodi dao tac?

5 Cudi cling, ban hiy gitip Loan phac thio mdt ké hoach dao tao bing
cdch néu ra nhitng y€u t6 cin cin nhic trong k€ hoach.

Ban ¢6 thé tham khdo ciu trd 18i 8 phan Ddp dn cho bai tdp tinh
hudng & cudi cudn sich.



Hay tém lude va suy ngim

1 Tém luge va suy ngam

Nhu viy, ban dd hodn thinh xong néi dung cia cudn sich Pdo
tao nguon nhdn lyc, bdy gid ching ta hiy ciing nhau xem lai cdc
muc tiéu clia cudn sdch.

Muc tiéu diu tién li:

m Ban ¢6 kha niing t6t hon d€ gidi thich sy cdn thi€t va nhitng 1gi
ich cia viéc dao tao d6i vdi doanh nghiép vi cd nhan.
Nhu ban di biét, nhu cdu dao tao xudt hién khi c¢d nhin thidu k¢
ning hoic kién thitc d€ thyc hién cdng viéc. Viéc ddp tng nhitng
nhu ciu dio tao niy 12 nhiim ting k&1l qui thuc hién cdng viée, didu
nay giip doanh nghiép gidm chi phi va ting 1gi nhuan. Ngoai ra,
dao tao con mang lai nhitng I¢i ich vé hinh khdc cho doanh nghiép
14n ¢4 nhin.
Mot s6 ciu hdi ma ban c¢6 thé dat ra cho minh 1a:
» T6i ¢ lam g1 dé cd thé kip thdi nhdn biét nhu cdu déo tao dudi géc

d§ ciia doanh nghiép Idn bdn thin ngudi nhin vién?

v T6i s¢ lam thé nao dé cho nhitng ngudi qudn Iy, ban gidm déc
trong doanh nghiép thdy dugc nhitng lgi ich ma ddo tao mang lai?

Muc tiéu thi hai 1a:

® Ban ¢6 khd ning t6t hon d€ gidi thich cdc bude trong ddnh gis
nhu ciu.

85



Hay tom lwgce va suy ngdm

86

Trude khi ti€n hanh dio tao, ching ta phai trd 181 cdu héi: lidu dao
tao thit su giip x6a di khodng c4ch trong k&t qud cdng viéc? ddo
tao cho ai? ddo tao nhilng ki€n thirc va ky ning gi? D& lam dugc
didu nay, ching ta ti€n hinh ddnh gid nhu ciu dao tao. Céc budc
bao gbm: x4c dinh khodng cdch trong thuc hién cbng viée, phén tich
nguyén nhin giy nén khodng cdch, xdc dinh liéu dao tao c6 phdi
1a gidi phdp.

M6t vai ciu héi ma ban ¢é thé tr dit ra cho minh 1a:

s T4i sé lam gt & tiing budc?

» T6i sé can nhiing ai tham gia vao qud trinh ddnh gid nhu cdu?

w T6i sé lam gi dé thuyét phuc ho danh thoi gian hgp Iy va tham gia
nghiém tiic vao qud trinh ddnh gid nhu cdu?

V3i muc tiéu thit ba:

Ban cé kha ning tdt hon d€ mé ta nhitng phudng phdp di€n hinh
trong danh gia nhu cdu dao tao.

Trong phidn B, ban di dugc gidi thiéu mot s6 nhing phuong phdp
mi ban cé thé s dung d€ thu thap thong tin trong qui trinh ddnh
gid nhu ciu dio tao. Cdc phuong phdp bao gém: phdng vdn; quan
st tryc ti€p/ gidn ti€p ngudi nhin vién; xem x&t nhitng tai lidu 6
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sdn trong cong ty ban nhu bdn mé td cdng viéc, bin d4nh gid két
qué thuc hién cdng viéc. Hay nhitng phuong phip khdc nhu ciu hoi
diéu tra, ki€m tra k¥ ning nhin vién, v.v.

C6 1& biy gid ban nén suy ngdm nhitng diéu sau:

» Phuong phdp ndo sé thich hgp vdi béi cdnh cdng ty cia ban?

» Ban cdn nhitng k¥ ndng cdn thiét dé tién hanh nhiing phuong phdp
nay khing?

Muc tiéu cudi cung la:

Ban c6 kha niing tot han dé€ phic thio mdt k& hoach dio tao cho
nhitng nhu cfu di dugc xdc dinh.

M6t khi nhu cau dao tao duge xdc dinh, chiing ta phdi 1én k& hoach
thire hién dé€ d4p ing nhu cdu nay médt cdch hiéu qud nhi't. Mét loat
nhitng diéu ma chiing ta cAn lam 1a: xdc dinh xem nhu cdu nio cin
dip Ung trudc, xdc dinh muc tiéu dao tao, chon hinh thic dio tao,
tim hi€u phong cich hoc, tao di€u kién dé ngudi hoc 4p dung nhitng
diéu dd hoc vio thyc t& cong viéc, vach ra hudng dinh gid két qui
dio tao, va hon hét 1 dat dugc su cam két clia nhitng ngudi ¢ lién
quan.

Mot trong s6 nhitng ciu hédi dit ra cho ban la:

»  Thit ty wu tién ciia cde nhu cdu dao tgo trong cong ty nhi thé nao?
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n  Nhitng hinh thitc dao tao ndo li khit thi trong bOT cdnh cong ty clia ban?

s Ban sé dé xudt gi d€ cdc trudng bj phin/ trudng nhom tao diéu kién
cho nhédn vién dp dung nhitng diéu dd hoc vao thuc 18 cong vige?

s Ban du dinh vach ra huong dinh gid két qud hogt déng dao tao
sdp dén nhu thé nao?

Béy gid ban hiy xem lai myc tiéu hgc ma ban da tv dat ra cho minh
& ddu cudn sdch. Ban ty ddnh gid xem muc tiéu d4 dat dude & midc
d6 nio?

C6 1€ ban di phdn nio thda min vdi myuc tiéu nim bit kién thic,
nhung con nhitng muc tiéu mang tinh chit hinh ddng thi sac? Phin
ti€p theo sé giip ban 4p dung nhitng ki€n thitc ma ban gat hdi
duge vao thyc tién cdng viée.
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2 K& hoach hanh déng

2.1 K& hoach hanh déng I gi?

K& hoach hanh déng 14 mdt céng cu gitdp ban 4p dung nhitng gi
rit ra dugc tif cudn sdch vao thyc t€ cong viéc.

2.2 Lam thé nao dé Iap mot k& hoach hanh déng?

Piy la lic ban xem lai nhitng ghi chép clia minh & trang Suy ngdm
sau mdi phin trong cudn sdch va nhiing ciu trd 13i & muc Tdém lugc
va Suy ngdm.

Trudc tién, hay xdc dinh cdc muc ti€u ma ban mong mudn dat dugc
1a gi? P& dat dugc cdc muc tiéu nay, ban c6 thé s& gap phai nhilng
vin dé nao? Hay liét ké ching. Sau d6 hiay phan tich xem dé gii
quyé&t tirng van dé, ban sé& can thuc hién nhitng hanh d6ng gi, vdi
cdc ngudn lyc nao, va trong thdi gian bao 1du?

Hiy ddm bdo tirng muc tiéu trong k&€ hoach hanh ddng clia ban ludn
ddp ng cdc tiéu chi sau:

m cu thé;
m c6 thé do ludng dudc;
m c6 thé dat dudc;
® phd hgp (v6i muc tiéu clia nhém va muc tiéu clia doanh nghiép);
m thdi han hgp ly.
Vi du:

Muc tiéu kht’mg cy thé: St dung caic phu’dng phdp khéc nhau
trong dianh glﬁ nhu ciu dio tao.

M’uc tiéu cy thtf: Phéng van 10 ngu‘dl (trong d6 c6 2
. trudng bd phin) dé xdc dinh nhu cdu
- dao tao cho chuong trinh dio tao cho

- phong bdn hang trong nim tdi.
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Pé ddm b3o tinh khd thi, trong mot k€ hoach hanh ddng, ban chi
nén dé xuit mdt muc tiéu cin dat dugc va khéng qui 3 vin dé cin
phdi gidi quy&t trong mdt khodng thdi gian nhat dinh.

2.3 Lam gi vdi k& hoach hanh déng?

Khi di lap xong k& hoach hanh dong, ban nén bit tay ngay vio viéc
thuc hién. Pirng dé bt ky diéu gi iri hodn ban! Trong qud trinh thyc
hién, rit cé thé s& ¢d nhiing y&u t& dnh hudng dé€n nhitng dy ki€n
cia ban. Ban hiy phdn tich k§ lu8ng nhitng anh hudng nay vi trong
trudng hdp cin thiét, ban dimg e ngai gi n€u phai thay ddi mot s&
du kién trong k& hoach hanh dong clia minh. Nhung luu ¥ ring cudi
cing ban phdi dat dudc muc tiéu da dit ra.

K& hoach hanh déng 13 danh cho ban. Tri khi ban yéu ciu, khong
ai ddnh gi4d, chim di€m hay xem xét k& hoach cia ban. Hiy treo
k& hoach hianh ddng & ndi lam viéc v bit tay thuc hién ngay!

Ban nén xem xét lai k€ hoach cia minh theo dinh k¥ (c6 th€ hang
thang) va didu chinh k&€ hoach khi cin thi€t. Hiy xem lai:

nhitng gi dang phdt huy tdc dung?

nhitng gi can dudce cdi tié€n?

lim thé€ nao d&€ cé thé thuc hién cic cdi ti€n d6?

Khi da thuc hién xong k& hoach hanh dong, ban khong nén vdi vang
cat n6 vao ngin ban. Ban nén danh chit thdi gian d€ danh gid viéc thuc
hign k&€ hoach hanh dong vi so sinh xem k&t qua ma ban dat dudc cb
nht mong muén hay khong, Piéu ndy s& gitip ban tich liiy kinh nghiém
d& thuc hién thanh céng céc k& hoach hinh dong trong twong lai.

Dirng quén ghi nhin nhitng ti€n bd ma ban di dat duge. Hay in
mirng nthitng thinh céng cla minh!
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Hay 1dm luoc va suy ngdm

3 Mé rdng

Peter Honey and Alan Mumford, How to manage your learning
environment, Dr. Peter Honey, Ardingly House, 1996.

Sharpening your instructional competencies, Training House, 1994,
Raymond A Noe, Emplovee training and development, Mc Graw Hill, 2002.

Janice Dent and Phil Anderson, Fundamentals of high performance
improvement, American Society for Training and Development, 1998.

Tovey M.D., Training in Australia, Prentice Hall, 1997,

Gilley I.W., Eggland 5.A, Gilley A M, Principle of human resource
development, Perseus Books Group, 2002.

4 Dap an cac bai ty danh gia
Bai tif dénh gid 1

a Nhin dinh ding. Dao tao 12 phudng tién dé giip ¢4 nhén ti€p nh4n
ki€n thife va k§ ning nhdm ning cao k&t qui cong viéc. Vi viy khi
nhin vién thi€u ki€n thic va k¥ ning dé thuc hién cong viéc thi
dao tao 14 gidi phdp phd hop.

b Nhin dinh ding. Pio tao nhén vién 13 mdt qui trinh c¢é k€ hoach va
dirge t8 chite, do vay viée 1én k& hoach theo dinh k¥ va b tri nguén
lyc cu thé cho hoat déng dio tao 13 rit cdn thidt,

¢ Nhén dinh sai. Muc dich cda viéc dio tao nhdn vién 1A ting k&t quid
cbng viéc. Do d6 dao tao nhdn vién khdng chi dirng lai & viéc hudng
din nhdn vién nhitng ki€n thic v k¥ ning cho cbng viéc khi ho
mdi vao. Trdi lai, ching ta vin phéi td chifc dio tao nhén vién trong
sudt qud trinh 1Am viéc cda ho.

a Mot rdi ro 16n khi ngudi quin 1y gidi trong khi nhin vién thi khong
dugc dao tao bii bdn 14 nhin vién sé khdng chi dong trong cdng
viéc (do khéng c6 di k¥ niing cin thi€t) va s& phu thudc rit nhidu
vao ngudi quin 1y. K&t qud 1a cdng viéc s& khong dude thyc hién
nhanh chéng, hiéu qud 1am viéc khdng cao vd ngudi quin 1y ciing
s& mat nhi€u thdi gian gidm sdt nhdn vién.
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J khia canh phét tri€n c4 nhan, ¥ ki€n nay hoan todn ding. Thé
nhung trong bdi cdnh clia doanh nghiép, n€u doanh nghiép hoan
toan khdng can thiép vao viéc dio tao nhin vién, mdi c4 nhin sé
phdt tri€n ki€n thic va k¥ ning nhim phuc vy cho muc dich riéng
clia minh chd khéng phai cho muc dich chung cia doanh nghiép.
Nhu vay doanh nghiép khéng tin dung duge sy hoc héi cia cd nhin.

Bai ty ddnh gid 2

Minh s& vugt qua cdm gidc e ngai n€u anh biét duge 1gi ich ma viée
danh gid nhu cidu dao tao mang lai cho ¢bng ty, cho phong ban va
cho cd nhén vién. Théng qua viéc dinh gid nhu ciu dio tao, anh sé&
xdc dinh dude nhilng diéu rdt thyc t€ nhu:

Liéu dao tao c6 gilp tAing két qué }am viéc? Hay c¢6 nhitng hinh
thic khdc?
Nén dao tao ai? Dio tao cdi gi?

Nhiing tiéu chi ddnh gid sy tién bd cla nhin vién sau dao tao 1a gi?

Tra 15i nhitng ciu hdi nay gilip Minh ddm bao viéc diu wr tién bac
va nb lyc cho hoat déng dao tao 12 ¢6 hop Iy vd hon hét gidp cdi
thién k&t qui céng viéc. VA so vdi thdi gian bd ra cho viéc ddnh
gid, lgi ich mang lai 12 rdt 18n.



Hiy tém htgre va suy ngdm

Nhitng nguyén nhiin gdy ra sy gidm sidt trong sdn [ugng cda phin
xudng cé thé 1a:

V& mdy méc: nhitng mdy méc mdi cé nhidu dic tinh ma nhifng ngudi
cong nhdn chua titng st dung qua. Mit khédc, hudng din st dung
ddn trén may ¢6 c¢hd nho, lai dén & vi tri khdng thuin tién nén giy
cdn trd cho cdng nhin (dic biét 13 nhitng cong nhin 16n wdi) tim
hi€u vi lam theo.

Vé ch&€ db luong bdng: sy khdc biét v& ch& dd lvong thudng gita
nhém ¢éng nhin tré vi nhém I6n tudi giy ra ndi bAt binh & nhém
cong nhin tré, k&€t qud 13 tuy c¢6 khd ning nhung nhém niy khdng
lam hé&t sitc minh d€ gép phin ting ning suit.

Niém tin vao sy thay d8i: tuy cOng ty thay d&i mdt loat may méi, nhung
ngudi st dung von 1a cdng nhin lai khdng thiy dudc gid tri ma nhiing
chi€c mdy mdi mang lai, hg vin tin 14 nhitng chi€c mdy ci tién dung
han. Vi th€ ho khéng khai thic hé€t nhitng dic tinh cia nhiing chiéc
miy mdi dé ¢6 thé dat ning suft cao hda.

Nhitng gidi phdp ma ban cé thé dé nghi 1a:

Vi€t lai nhitng bdn hudng din si dung vdi chif to va ddn & nhitng vi
tri thuin tién dé cOng nhin tién theo déi.

Xem xét lai ch€ do lvdng bdng clia céng ty dinh cho cdc cng nhin,
néu can thi€t thi nén didu chinh lai hay gidi thich cu thé lai cho cdc
cong nhan bi€t d€ trdnh bt binh laim &nh hudng dén tinh thin hop
tic va ning suit lao dong.

Chi cho céng nhin thdy nhilng vu viét clia cdc thi€t bi mdi d€ ho
c6 dong co khai thidc vi tin dung nhiing chifc ning cia mdy trong
sdn xuit.

T8 chitc mot budi hudng din s& dung mdy mdi cho nhitng c6ng nhin
1dn tudi dé ho c6 thé thao tdc 5t hon trong khi lam viéc.

Trong tifng trudng hdp, ban cé thé st dung nhitng phuong phdp nhu:

Quan sdt nhitng bifu hién cia giao dich vién trong khi ti€p xic vdi
khich hiang.
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Phdng vdn cdc trudng bd phin. Trong dé ban c¢é thé yéu cdu ho
md td cdc tinh huéng cu thé€, tim hiéu nhitng mong ddi ciia ho doi
v8i nhin vién vé k&t qud cbng viée, v.v...

Phéng vin nhin vién. Ban sé& tap trung tim hiéu nhitng trd ngai nhéan
vién gip phai khi xt 1y nhitng sy ¢& trong cdng viéc.

Né&u c6 thé thi quan sdt cdch nhin vién xi 1y nhitng sy ¢ trong
cong viéce.

Bai ty ddnh gid 3

. Muc tiéu ma Hing dua ra khdng cu thé va khé ¢6 thé do ludng dudc.

Chiing ta ¢6 th& diéu chinh myc tiéu thinh: “Tién hanh ding céc
budc khi cho ¥ kién phan héi hiéu qud thuc hién céng viéc clia nhin
vién trong 2 thdng tdi.”

Théit khé long d€ dat dude muc tiéu ndy v6i chi mdt khéa hoc vé
nhitng md hinh ciu hdi trong phdng vin. D€ thuc & hon, ching ta
¢G thé diéu chinh myc tiéu thinh: “Stt dung mé hinh cau héi khi
phdng vdn Wng vién trong nhirng lan tép theo.”

Hoc tip trung 12 mét cdch thitc hiéu qud d€ rit ngdn thdi gian hoc,
déng thdi 1a dip 18t d€ ngudi hoc trao d8i kinh nghiém vdi nhau,
dac biét 1a d6i vdi nhitng chi dé nhu Lanh dao. Th& nhung céng ty
s& phdi chdp nhdn sy gidn doan trong céng viéc khi nhifng ngudi
nay tham dy khéa hoc, dong thdi chi trd mdt s§ tién ddang k€ cho
chudng trinh hoc.

Piy 1a hinh thifc hoc théng qua trdi nghiém. Céch thic ndy rdt phi
hgp véi nhitng ngudi hoc theo phong cdch cda ngudi hanh ddng.
Cdc trudng nhém s€ ndm bt duge k§ ning cdn phit trién khi thuc
hién cong viéc c6 lién quan, vi ¢é cd héi thyc hanh ngay. Hinh thic
nay phu thudc rdt nhi€u vio k¥ ning truyén dat clia ngudi c& van.

DPiy 1d hinh thifc dao tao linh hoat, it t6n kém, khong gdy tré ngai
d€n cdng viéc, Tuy nhién, hinh thdc niy ddi héi c4 nhan phii nd
luc nhi€u. Mt han ch& c6 thé thiy dugc 12 ngudi hoc it ¢6 cd hdi
chia sé véi ngudi khic trong qud trinh hoc.

S& 1a 1y tdng n€u Loan tim ra cdch hiéu qud d€ phdi hgp tdt ca
nhitng hinh thifc néu trén.
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5 Dap an bai kiém tra nhanh

Ciu 1 Muc dich chinh ctia viéc dao tao 1a ting hiéu qui 1am viéc cia
¢4 nhidn.
Ciu 2 Nhing 19i ich ma dao tao mang lai cho doanh nghiép bao gém:

m Vigc dio tao gidp rit ngdn thdi gian hoc hdi va gidam sit
m Ting hiéu qud va hiéu suit lam viéc;

® Tao ra mot luc lugng lao dong lanh nghé va linh hoat 1am cho
doanh nghiép giif tinh canh tranh trén thi rudng;

m Ting déng lyc va tinh thdn lam viéc ciia nhin vién tir d6 gidp
doanh nghiép dat duge nhitng muc tiéu di dit ra:

m Gidm thi€u than phién ciia khich hang;

m Gidm thi€u nhitng vin dé véi nha cung c4p.

Ciu 3 Pio tao din dé€n thay d6i v& thdi 4o lam viéc.
Ciu 4 Nhitng lgi ich ma dao tao mang lai cho ¢4 nhin bao gdm:

w Thda man v&i cdng viéc hién tai;
® Ting 1ong ty hio bdn thin;
= Co hoi thang tién.

Céu 5 Khodng cdch trong k&t qud thyc hién cong viéc 1a su khic biét
gifa k€t qua ma doanh nghiép mong mudn & c4 nhin vdi k&t
qud ma cd nhin dat duge trong thuc (&,

Ciu 6 Hai giai doan con lai la:
m L[é&n k& hoach va chuin bi;
® DPdnh gid k&t quid dio tao.

Ciu 7 Pdnh gi4 nhu cau dio tao nhim xdc dinh lidu nhu ciu dio tao A
¢d thit hay khong,

Cau 8 Cédc budc trong ddnh gid nhu ciu dao tao gém:
m Xdc dinh khodng cdch trong k&t qud céng viéc:
® Phin tich nguyén nhin giy ra khodng c4ch;

m Xdc dinh dao tao c6 phdi 1 gidi phép.
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Ciu 11

Ciu 12
Cin 13

Ciu 14

Ciu 15

96

Khi nguyén nhin cia khodng cdch trong k&t qua thuc hién cong
viéc 1a sy thi€u ki€n thitc va k¥ niing thi dio tao 13 gidi phdp.

Nhitng (i liéu ¢6 sdn trong doanh nghiép ma ban ¢6 thé diing
dé tham khdo la:

w Bdn md td cbng viéce,
m Két qua ddnh gid hi€u qud 1am viéc ciia nhin vién;

Muc tiéu dio tao phdi néu ré nhiing cdi ti€n c¢in thuc hién trong
cong viée.

K&t qui thyrc hién cdng viéc phii kém theo chudn myc thuc hién.
Mot s& 1di di€m cla hinh thic dio tao tip trung la:

m Ngudi hoc khdng bi qui'y nhiéu hodc cidn td bdi 4p lyc cong
viéc nén c6 thé tdp trung suy nghi va nim bit ki€n thifc va k§
ning mdi;

m Ngudi hoc cé co hdi thyc tip k¥ ning ma khong sd sai;

m Déng thdi ngudti hoc ciing ¢6 dip suy ngdm nhitng nguyén tic Iy
gidi cho nhitng k¥ ning/ qui trinh vi vi th& c¢6 thé dat ciu hdi tai
sao cong viéc lai thuc hién nhu th€ nay mi khong nhu th€ kia.

Chiing ta cin cin nhic:
= Nhu ciu dio tao;
m Ngin sdch dianh cho dio tao;
m Ngudn lyc cé sin.
Cin thi&t phai ¢6 sy cam k&t clia:
m Ban gidm ddc, cu thé 13 gidm d8c cong ty;
] Cﬁ’p trén truc ti€p cda nhan vién s& duge dio tao (ngudi hoc);

w Bdn thin ngudi hoc.

6 Dap an bai tap tinh hudng

1

Né&u Loan thyc hién theo nhy gidm d8c yéu cdu, cdng viéc cda ¢d
s& rdt nhe nhang 13 chi viée tim thong tin vé& cdc khéa hoc va dé
gidm d6¢c quyét dinh sé dio tao cho ai, v dio tao gl cin cf vio
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nhin dinh chil quan ctia 6ng. Tuy nhién, ban c6 thé thiy ring cich
lam nhu th€ ¢6 nhiéu rbi ro, d6 la:

¢6 thé khéa hoc mi gidm d&c chon khéng cung cdp k¥ ning ma
nhitng ngudi trudng bd phin cin;

¢6 thé nhifng ngudi trudng bd phin thit sy khéng cdn dio tao ma
chi cAn mot vai thay di trong cong ty;

viéc chon va phin b3 khéa hoc dya trén mifc d6 tin cdy clia gidm
d8c ddi v8i ngudi cin dao tao mang tinh chit dinh tinh. Didu nay
khéng ddm bdo cdi thién dudge tinh hinh.

Nhifng riii ro ndy c6 thé din d&€n sai 14m ma cic cdng ty hay mic
phdi 12 bd tién ra ddu tr dao tao nhung khdng cii thién két qui cong
viéc thim chi gdy tdc dung nguge d6i véi nhitng ngudi dude dao tao.

Trong trugng hgp ndy, vi gidm d6c di so sdnh k¥ ning quin 1y hién
tai ctia nhitng ngudi trudng bd phin va trudng nhém vdi nhitng ngudi
& cdp qudn ly tudng duong trong nginh. Khodng cdch ma ong rit
ra duge 1a: nhitng ngudi trudng bd phin va tridng nhém thi€u hin
tic phong quan Iy linh hoat va khoa hoc, tuy & vai trd quin 1y nhung
ho vdn xir 1§ cdng viéc theo cdch ctia mdt nhin vién binh thudng.
Picu nay khi&n gidm d&c lo ring ho khong thue hidn (5t vai trd ciia
minh trong thoi gian sip d€n khi ma cong ty cé nhifng muc tidu cao
han. N6i mét cdch cy thé hon 13 cdc trudng bd phan dang gip vin
dé trong viéc giao viéc, trao doi théng tin v6i nhin vién, va ra nhitng
quy€t dinh ¢6 lién quan d&n tai chinh vi nhén sy.

T nhitng gi Loan thu thip dugc, chiing ta c6 thé nhin thiy ring
mdt s& nguyén nhin khi€n cdc trudng bd phin trong céng ty thuc
hién 16t viée quédn 1y la:

Céch thic trao d6i thong tin: Céch théng nhit cong viéc bing miéng
khéng giip ngudi trudng bd phin theo dbi va don dbc cdng vidc.
Céc trudng bd phin khéng bi€t st dung nhifng kénh trao ddi théng
tin khac d€ kiém sodt dudc cong viée 8t hon. Ngoai ra c¢dng ty thi€u
hin mot hé théng trao ddi thong tin sidp cdc bd phin c6 phdi hgp
trong céng vi€c hiéu qui han,
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Giao viéc cho nhdn vién: Nhifng ngudi trudng b phin khdng biét
cdch giao bét viéc cho nhin vién d€ “gidm tai”. Ngoai ra ho ciing
chua ¢6 ¢d sd ndo d€ phin b6 cong viéc hgp Iy cho nhin vién.

Han ché vé quyén han: Viée cdc trudng bd phan khéng c6 quyén
han d€ ra quyé&t dinh va khéng dugc khuy€n khich d€ ty ra quyét
dinh gdy dnh hudng khdng nhd dén viéc hoat déng qudn 1y ndi bs
ctia ho.

Diéu kién 1am viéc: Thi€u cd hoi dé ti€p cin vdi théng tin tir bén
ngodi théng qua kénh théng tin phd cdp nhit 13 Internet cling phin
nao han ch&€ sy md mang ki€n thitc dé€ cidi thién k¥ nang qudn ly
cia cdc trudng bd phén,

D& cdi thién finh hinh, Loan c¢6 thé d& nghi dao tao k¥ niing hudng
dan vi k¥ ning giao viéc cho nhin vién dé gidp cho cdc trudng bd
phan ¢é kha nang vd sy tu tin khi giao viéc cho nhin vién. Ngodi
ra, k¥ nang giao tiép trong cdng viéc ciing 13 mdt hd trg d€ cdc trudng
b6 phin hiéu va 4p dung nhitng hinh thitc giao té€p trong cong viée
nhim theo ddi va kiém sodt cdng viéc t8t hon.

Tuy nhién, song song véi viéc dé xuit dio tao thi Loan cfing ¢6 thé
dé nghi cdng ty thyc hién mot s6 thay ddi nhu:

D& nghi ban gidm d8c cho nhifng trudng bd phin mdt s& quyén han
nhit dinh hoic khuy&n khich ho ra quyét dinh d&i véi mot s3 cong
viéc d€ ho c6 hé linh hoat hdn trong viéc quin 1y hoat dong cia
phdng.

Tao diéu kién cho cdc trudng bo phin ti€p nhin théng tin ti¥ cdc
& - o+ A - = 2, A ) -

ngudn bén ngoai dé ning cao kién thic vé quin ly.

Thi&t lip kénh trao d6i thdng tin gita cdc phong ban dudi hinh thic

thu dién t, théng bdo ndi bd, hop chia sé théng tin dinh k¥, v.v.

Gitp cdc trudng bd phin thiét lip bdn md td céng viéc cho cic nhin

vién d€ c6 thé cin cit vio d6 mi phin cbng cdng viéc cho nhin
vién hgp 1y hon.
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Khi 13p k& hoach, ¢6 1& Loan cin cin nhic nhitng y&u 8 nhu:
Nhitng ai cin dao tao?
Nhitng k¥ ning gi cdn dao tao?

K§ ning nio cin vu tién dao tao trudc? Khéa hoc nio trén thi wdng
¢ dao tao k¥ niang nay?

Hinh thitc dao tao s& chon 13 gi? Pao tao tai chd hay dao tao tap
trung?

Nhin Iyc tham gia dao tao 1a ngudi trong cong ty hay ngudi ngoii
cbng ty?

Sau khi hoc xong, cdc trudng bo phin sé 4p dung nhitng k¥ ning
mdéi vao cdng viéc nhyu thé nio?

Ho s& cin hd tr¢ gi tf phia gidm d6¢ cong ty trong lic va sau khi
dio tao?

Ubc lugng chi phi dinh cho dio tao: Chi phi dinh cho gidng vién
(n€u mdi gidng vién tf bén ngoai) hay hoc phi (néu gdi nhin vién
dén cdc khéa hoc sin c6 trén thi trudng) 1a bao nhiéu? Chi phi
hanh chdnh (thué phong &c, tai lidu,...) d€ 8 chirc dao tao 14 bao
nhiéu? Chi phi cho cdc hoat ddng hb trg viée ap dung sau dio tao
12 bao nhiéu?... Tong chi phi véc ludng 1a bao nhiéu?

Sau khi cén nhic cdc y€u 16 va c6 day dd théng tin d€ quyét dinh
Loan c6 thé€ trinh bay k€ hoach ciia minh theo bang sau:

*
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DAO TAO NGUON NHAN LUC

Nhac dén dao tao, cac nha quén ly trong doanh nghiép nhé va vua thusng hay than phién:
“minh ¢ nhan vién di hoc vé, tudng thay ddi dugc gi sau khi hoc, ai dé anh ta lam van nhu
cd”, “minh dau tu dao tao hét hoi, dén Itc ‘dd 16ng di canh’ 1a nhan vién bd minh ra di”.
Liéu doanh nghiép da nghi dén cac giai phap khac trudc khi quyét dinh dao tao hay chua?
Doanh nghiép da dao tao dung ngudi, dung luc, va dung ky nang? Doanh nghiép da
chudn bi sdn k& hoach (ing dung cu thé va trao di véi nhan vién trudc khi cif di hoc?

Viéc dau tu dao tao c6 phai la chuyén “ném tién qua clia s8” hay khéng la tuy thudc rat
nhiéu vao suy nghi thdu ddo vao viéc thyc hién dao tao dén noi dén chén cla doanh
nghiép.

Cuén sach nay th&o luan nhiing van dé lién quan dén hoat dong dao tao trong doanh
nghiép dudi goc nhin clia nha quan ly. Myc dich la giip nha quan Iy c6 thém kién thic va
su tu tin dé:

xac dinh khi nao dao tao la giai phap cho van dé clia doanh nghiép,

quyét dinh dao tao ai, dao tao céi gi,

chudn bi nhiing budc quan trong trudc, trong va sau dao tao nham dam bao viéc dau tu vao
dao tao la khong lang phi,

lap mot ké hoach dao tao phu hgp véi nguén lyc cia doanh nghiép nhé va vira.

dio wo ngudn nhin lue - [im
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