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1 Cubn sach nay can thiét cho ai?

Nim trong bd sach Qudn iri Ngudn nhdn
lwe, cuén Pdo tao ngudn nhdn lee dudc
thi€t ké dianh riéng cho:

s chi doanh nghiép;

m gidm dOc nhén s,

w Cudn sdch nay cdn thiét ® gidm d&c phu trich ddo 1ao;

cho ai? trong cdc doanh nghi€p vira va nhé vdéi muc
m Gidi thiéu chung dich trang bi cho ho nhifng céng cu va kién
®m Muc tidu hoc tép cia thitc qudn 1y cd ban.

cudn sdch Tuy nhién, nhdn vién lam viéc trong cdc
w T6i 5é tim duge gi ti doanh nghiép nho va vira, sinh vién nghién

citu linh vie quan tri cling ¢6 thé tham khio
cudn sdch ndy, né c6 thé gitip cdc ban cé cdi
nhin téng thé vé cdc van dé quin ly.

cudn sdch?

m Phuong phdp hoc

m Hay ddt muc tiéu hoc % R ., 5 y
Cudn sdch ndy sé hitu ich néu ban mudn
trang bi nhitng ki€n thifc vé dio tao va phét
tri€n nhan sy dé c6 thé trién khai hoat déng
nay mét cidch hiéu qud trong doanh nghiép
cla ban.

che minh!

2 Gidi thiéu chung

Tai sao nganh tf vin ddo tao ngdy cang phét
trién? Tai sao cdc cong ty 16n da va dang sin
sing dainh mdt khodn ngin sich dang ké dé
diu w vao viéc dao tao nhin vién? Ban ly gidi
cho diéu nay nhu th€ nao?

C6 mdt diéu ma ching ta khong thé phd nhin
12 diu tu vao dio tao 13 mdt trong nhitng hinh
thifc dau tr mang lai hiéu qua 1au dai cho doanh
nghiép. Piu t ding din vao dio tao sé tao ra
mdt luc lugng lao déng cé tay nghé cao, cé
kha ning thich ing nhanh véi nhitng thay ddi
trong doanh nghiép va lam viéc hiéu qua hon.
Diéu nay din d&én két qua 1a gitip tang Idi nhudn
va gidm chi phi cho doanh nghiép.




Gidi thidu cudn sdch

Trén phuong dién qudn 1y, hoat dong dio tao duge 1iét vao danh
sdch nhitng hoat déng quin 1y quan trong. Mét s@ doanh nghiép vira
va nhd ciing bdt ddu nghiém tic xem xét viéc dio tao nhin vién.
Thé& nhung khi nghi d€n viéc dao tao thi da s8 cdc nha quén ly c6
nhitng bin khoin nhy 8 chifc dao tao thé€ ndo? Pio tao cho ai? Pao
tao cdi gi? Li€u nhiftng 1¢i ich mi doanh nghiép thu dudc c¢é cén
xing vdi chi phi b6 ra cho dio tao? Bdt diu viéc dao tao nhin vién
ty diu? v.v.

Cuén sdch nay sé gép phin thdo gd nhilng bin khoin trén ddng
thdfi ciing 1A ngudi ban ddng hanh gitip ban phét trién kién thifc va
k¥ ning d€ t8 chic t8t hoat ddng dao tao trong doanh nghiép clia
minh.

Phin A clia cudn sich s& thdo luin ¥ nghia cla tf dao tgo va nhiing
lgi ich ma viéc dao tao mang lai cho doanh nghiép ciing nhu cho
nhin vién. Ban ciing sé tim hi€u chu trinh dio tao A€ ¢é thé bit
dudc nén bit diu dio tao tr diu.

Phin B s& cung cip cho ban nhitng cdch thic d€ xdc dinh ding nhu
cau dio tao tir d6 quyét dinh dao tao ai, dio tao cdi gi. Ban sé& hoc
dudc cdc budc trong ddnh gid nhu cdu vi nhilng phuong phdp phd
bi€n ma ban cé thé 4p dung trong thuc (£,

Khi di xdc dinh ding nhu ciu dao tao thi ban sé& phdi 1én k&€ hoach
tri€n khai nhu th& nio d€ dip Ung dugc nhu ciu ndy médt cach hiéu
qui nhit trong khd ning cho phép cia doanh nghiép. Phin C sé& dé
cip dé&n nhitng y&u 18 ma ban cin xem xét khi 1ap ké hoach dio tao.

3 Muc tidu hgc tap ctia cudn sach

Khi hoc h&t cudn sich nay ban s& cé khd ning t8t hon dé:

Giii thich sy cAn thi€t va nhitng l¢i ich cda viée dio tao d8i vdi doanh

nghiép va d&i v6i nhdn vién;

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

cau dao tao cé thit sy ton tai,

Mb ta nhitng phudng phap dién hinh trong d4nh gid nhu ciu dio tao;

Phic thio mdt k€ hoach dao tao cho nhitng nhu ciu di dudc xdc
dinh.



Gidi thi¢u cudn sdch

4 Toi sé fim dugc gi tir cudn sach?

Cuén sdch nay dudc chia thinh nhiéu phin tdp trung vio titng chi
dé cu thé lién quan d&n muc tiéu cla cudn sdch. Trong tiing phén,
ban s& tim thiy:

m Iy thuy&t bao gdm ndi dung chi tit, gidi thich v vi du vé cdc khdi
niém chi yéu,

w bai thye hanh dugc dan xen vio néi dung nhim gidp ban chd dong
suy nghi vé khdi niém v vin dé dang dugc thio ludn;

m bai tdp tv ddnh gid nhim giip ban ddnh gid nhitng ki€n thitc ma
ban ti€p thu dudc tif mdi phin ciia cudn sich;

m tém tdt cdc di€m quan trong trong néi dung cla tng phin;

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

Ngoii ra, ban ciing sé tim thdy trong phan cudi cubn sdch:

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

» bai tip tinh hudng cho phép ban 4p dung ki€n thic va k¥ ning cla
ban vio viéc phin tich mét tinh huéng cy thé;

m cd hoi d€ suy ngdm va ddnh gid mitc d6 dat dude cdc muc tiéu hoc
tip cia ban d&i v8i cudn sich;

a k& hoach hanh ddng nhim 4p dung nhitng ki&n thic trong cudn sich
vao thyc ti€n cbng viéc cda ban;

m phén md rong d€ ban c6 th€ nghién citu siu hon vé linh vyc ndy;

w dap dn tham khdo cho cdc bai tip ty ddnh gid, kiém tra nhanh, mét
s& bai thyc hanh vi bii tip tinh huéng.

iii
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(2]

Pé& gidp ban tién theo ddi n6i dung clia cudn sich, cdc biu tugng
sau day dugc s dung:

Hiy tip trung nd Ivc 1am cdc bai tip thuc hanh, bai ki€m tra nhanh
va bai tp tinh hudng,

Hiy tv ddnh gid mic do ti€p thu ki€n thitc cia ban sau mdi phin
hoc.

ERE]

Hay ghi nhd cdc néi dung chinh cia litng phﬁn hoc,

Sau mdi phin hoc, ban hiy danh 5 phiit ngdm nghi vé nhing diéu
ban tim dfc vd mudn 4p dung.

& (&

Hiy luu y.

9 Phudng phap hoc

5.1

T6i nén hoc 6 diu?

Bdt ¢t nai nao!

Cudn sdch nay duge thi€t k&€ dic biét theo phuong phép tr hoc, cho
nén ban ¢6 thé nghién cifu cudn sich niy & moi noi. Tuy nhién dé

dat dugc hi€u qud cao nhat, ban nén tap trung, trdnh bi phin tim
bdi cdc y€u 16 xung quanh,

5.2 Tbi nén hoc khi nao?

Bat cu tic nao!

Mbi ngudi sé c6 thdi gian thich hgp riéng d€ nghién cifu cudn sich
mot cdch hiéu qud. Tdt nhdt la ban nén lip k€ hoach trudc va danh
mot khodng thai gian nhat dinh dé hoc cuén sdch niy. Ban ditng bé
qua cdc bai thue hinh trong tieng phdn, bdi vi chiing gitp ban cing
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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 dirng lai it phit & trang Suy ngdm dé 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 13 mét co hoi d€ ban 4p dung 1y thuyét vio
thue tién va tao ra su thay d8i tai ndi 1am viée cla ban! N&u ¢dn
thiét, ban c6 thé€ trao d8i v6i ddng nghiép hoic cbng su d€ xiy dung
ké& hoach hinh déng. Hiy cu th€ hod k&€ hoach hinh déng thinh
ting budc va dinh lugng thdi gian hodn thanh che mdi bude. Luu §
ring k& hoach hinh déng 1a mdt cdng cu hudng din linh hoat, chy
khéng phdi 12 mot khudn khé cing nhic. Hiy treo k&€ hoach hinh
ddng tai noi 1am viéc cia ban, thudng xuyén kiém tra lai va diéu
chinh n&€u thiy cin thiét.

5.4 Ai c6 thé gitp t6i?

Bdt cut ngudi nao!
Ban c6 thé tim sy gitp d3 tir rit nhiéu ngudi:

Chinh bdn than ban. Khi gip phii vin dé chua hiéu, hiy ¢& ging
doc lai. Piing bd cudc. N&u ban vin chua hiu, hiy tam ngung, thu
giin rdi doc lai 1an nita.

Gia dinh, ban b& hodc d6ng nghiép. Ngay ci khi ho khéng hiéu
chii dé ma ban dang trao d6i thi trong qu4 trinh thio luidn biét dau
ciu trd 151 lai l1oé 1&n ngay trong ddu ban,

Dich vy hd trg. Mot s& 18 chitc dao tao vi gido duc s& gilp ban
ti€p cin vdi cdc nha chuyén mén d€ gidi ddp cdc ciu hdi va cédc
van dé vudng mic. Ban cé thé lién hé véi Business Edge dé biét
thdng tin vé cdc dich vu ndy. (Xem dia chi lién lac cla Business
Edge & bia cudn sdch.)

5.5 Vige hoc cua t6i sé dugc dinh gid nhu thé nao?

Né&u ban nghién cttu cudn sich mét cich doc lap, thi chinh cdc bai
thyc hanh, c¢dc bai tdp v ddnh gid, cdc bai kiém tra nhanh va k&
hoach hianh dong sé gitp ban ty ddnh gid tién bd cia minh.

Cidc bai tap thudng khdng ¢é cdu trd 13i chinh xdc duy nhit. Pdp dn
cho c¢dc bai tip chi mang tinh tham khdo va hudng din, do viy ciu
trd I3i cha ban c6 thé khdng hodn todn gibng nhy d4p 4n.
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6 Hay dat muc tidu hgc cho minh!

Bay gid, ban hiay danh it phdt suy nghi vd viét ra nhitng mong dgi
cia minh.

Cédc k€t qud ma 16i mubn dat dugc cho bdn thin JA:
(Vi du: T6i mudn hifu ré nhitng cdch thitc dé ddnh gid diing nhu

cdu dao tao.)

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

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

Céac k&€t qud ma t6i mudn dat duge cho doanh nghiép cia tdi 13;

(Vi du: Téi mudn biét nhitng yéu 18 nde cdn xem xét dé lgp mt ké
hogch dao tao phu hop vdi tinh hinh cia doanh nghiép.)

Chiic ban thanh cdng!

Ching t6i hy vong ring ban s& thich cuén sdch ndy. D ban hoc &
dau, hoc lic ndo, hoc véi ai vad hoc biing cdch n3o, ban luén khdm
phd va git hi nhitng diéu méi mé va bd ich. Chiic ban thanh céng
theo phudng thiic hoc link hoat.

vii



Phan A

]

Ve ﬂa 0 ta 0 Pio tao 1a mét phudng phdp ph4t trién nhan

vién dude cdc doanh nghiép sit dung nhiéu
nha't. Khi ddu wv cho ddo tao cdc doanh
nghiép mong mudn nhin vién c¢6 ky ning
lAm viéc t6t hon d€ dat hiéu suat cdng viéc
cao hdn. Vdy cdc doanh nghiép phdi lam gi
m Ddn nhdp dé chic chin dat duge k€t quda ma ho mong
mudn tir dio tao?

® Dao tao nghia la gi? . R _

bé lam dudce di€u ndy, trude tién doanh
® Dao tao hiéu qud nghiép phdi hi€u diing vé dio tao. Tuy dao
tao ¢6 vé la mdt khdi niém don gidn nhung

m Lol ich cda viée dao tao s ; 8 2 !
' ' ngudi ta vin hi€u sai léch cdc khia canh clia

m Nhidng hinh thuc thay thé dio tao. MOt s6 ngudi khong phin biét duge
cho dao tao hoat d(’_)n%n;‘lo la dio tao, ho.:-.n déng nao
khong phai dao tao. Nhing Igi ich ma dao

w Chu trinh dao tgo tao mang lai cho ¢d nhin va doanh nghiép

thudng khéng dudgc nhin nhin diing mitc.
Hon thé nifa, viéc khong ndm rd phdi thuc
w Suy ngdm hién nhirng budc ndo dé ddm bdo diao tao
ding ngudi, ding thdi diém, ding ndi dung
cing 1a mgt trd ngai 16n cho nhiing ngudi
lam cbng tdc dao tao trong doanh nghiép.

m Tom 1dt

Trong phdn nay chiing ta sé tim hi€u ¥ nghia
clia 1r dio tao ma ching ta hay nghe thiy
hodc nhic dén. Ching ta ciing sé xem xét
nhifng Igi ich ma dao tao mang lai cho doanh
nghiép va cho cd nhin dé cé cdi nhin ding
ddn vé vai trd cla hoat dong dio tao trong
doanh nghiép. Pong thdi, ban sé ¢6 dip thio
ludn xem liéu nhirng hinh thitc thay thé cho
dao tao ¢6 mang lai Igi ich liu dai cho doanh
nghiép hay khéng. Ngoai ra, cdc giai doan
trong chu trinh dao tao 12 mét gdi y dé ban
bdt tay vao t8 chic cdc hoat dong dio tao
trong doanh nghiép clia minh mdt cich cé
hé théng.




Tim hiéu vé dao tao

2

Sau khi hoc xong phin ndy, ban sé& c6 khid ning 18t hon dé:
Gidi thich y nghia clia cum tir ddo tao nhdn vién;
Gidi thich nhitng Igi ich ma dido tao mang lai cho doanh nghiép;

Mé td cdc giai doan trong chu trinh dao tao.

2 Dao tao nghia la gi?

Chic hdn ban khd quen thudc v@i tr “dio tao”, bay gid ban hay
danh ra vai phit d€ tht xem ban hiéu tif niy nhyv thé nao qua bai
thuc hanh dudi day.

Thuc hanh 1 3 phut &

Hiy khoanh tron nhitng hoat déng ma ban xem I3 dio tao.
Mot trudng nhém chi din cho nhém vién cdch thao tic mdt ¢cd mdy.

Nhian vién bdn hing méi quan sdt mét nhin vién c¢é kinh nghiém
hon sit dung mdy tinh tién,

Mot gidng vién dang giang gidi cho mot nhém y td cdch d4p dung
mot thao tdc y hoc mdi.

Nhéin vién citu héa dién tip sit dung cdc thi€t bi chita chay.

Mot nhém nhin vién dang tham dy mdt khéa dao tao vé xdy dung
ddi nhém.

Mat giam déc sian xuit bd ra mot tudn d€ tham gia mot khéa hoc vé
qui trinh qudn 1y chdt lugng.

Mot ngudsi quin Iy hudng din cong viéc cho nhin vién trong nhém
ctia minh.

Mot chuyén gia nhin sy huéng din mdt gidm déc bé phan vé cédch
ddnh-gid hiéu qud 1am viéc cia nhan vién.

Mot gidm dbc bo phan quan sdt va chi din nhdn vién clda minii x{
tri v8i mét khach hang khé tinh trén dién thoai.

Nhirng cianh sdt mdi dude tuyén dung thuc tip k¥ nang bdn sing.

MGt nhdn vién ban hang mdi theo déi mdt nhédn vién cé kinh nghiém
minh hoa cdch gidi thiéu sin phim cho khich hing.
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Tim hiéuvé dao tgo

Mot thy k¢ tham du mét budi day ti€ng Hoa cip tdc cho khach du
lich.

M6t nhan vién tham dy mét 18p chim séc ngudi gia.

M&t nhém sinh vién theo hoc mét khéa ddo tao ctr nhan Ngbn ngl
hoc,

Sé& ¢6 1y né€u khoanh tron tat cd cdc hoat ddng néu trén vi day la
nhitng hinh thifc da dang ciia viéc dao tao.

Tuy nhién, ban dé ding nhén thdy ring ngoai trir 3 hoat déng cudi
cing, tit cd nhing hoat dong khdc déu nhim xiy dung kién thic,
k§ ning va th4i d§ lién quan dén cbng viéc.

Trong pham vi cudn sdch nay ching ta chi thdo ludn vé nhitng hoat
dong dao tao vdi nhitng muc tiéu cy th€ va ¢6 lidn quan dén cdng viée.

Thuc hanh 2 2 phit B

Khi tham gia%ﬁili‘l‘ng khéa dio t;o u;i\ndi Jam viéc, ban mong muén
git hdi nhing gi? Hay ghi ttSm tht trd 13i cia ban vao khodng tréng
dudi day

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

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

C6 thé ban néu nhifng mong muén nhu:

= “ki€n thire”, “ky ning”, “thong lin”, “céng cu”, “ky xdo”;
= cich thitc d€ 1am cdng viéc 16t hon;

= cdch thic dé tang khd ning ki€m tién;

= cdch thirc d€ ph4t trién tiém nang.

TAt cd nhitng diéu néu trén déu 1A ciu trd 18i hdp 1y va nhin chung
thi ching cung hudng dén mét két qui cudi ciing ma ching ta ¢
th€ néi theo nghia réng la:
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Piao tao nhiim ting két qud cong viéc cta nhdn vién théng qua
viée cung cip cho ho k¥ ning va kién thiic mdi.

M5t khi ¢6 duge ky ning va kié€n thifc, ngudi ta c6 thé:
Thyc hién céng viée cia minh t8t hon;

Kiém thém nhiéu tién;

Phdt trién bdn thin,

Di nhién c6 rit nhidu cich d€ dat dugc kién thie va k¥ ning, nhung
lam nhu th& ndo cé phdi 12 diéu d4ng quan tAm?

Thiy Ladm, mgt sink vién mdi ra trudng dugc nhdn vao lam tai mdt céng ty tu
van du hoc. Khi phdng van, ¢ap trén clia ¢d bao ring cong vide cha cb 2 nhan
dién thoai dén va chuyén cho nhiing ngudi cé lién quan. Trong trudng hop
nhifng ngudi nay ban, ¢b phai ghi nhan thdng tin clia khdch hing 1a cic bac
phu huynh hay sinh vién goi d&n va sau d6 chuyén ngay cho ho. Bgi véi nhitng
khach hang dén tryc tiép van phdng, c6 s& hudng din he dé€n nhiing ban tu
vin. Ngoai ra, ¢6 cling 1am m@t s6 cong viéc hanh chinh khac nhu gdi thong
tin vé cac trudng hoc cho khach hang theo yéu cdu, cip nhat ngudn di lidu vé
khach hang, chudn bj tai liéu cho nhing tudi hdi thdo gidi thidu vé cac truding
dai hoc.

Ngay dau tign di Jam, Thiy Ldm thdy cbng viéc qud 1a rdt nhiéu. Khach
hang lién tuc ra vao van phdng, dién thoai thi reng khdong ngét v.v.. Thuy
LAm thdy minh nhu “bai” trong cBng viéc. Ngoai Thiy Lam ra, trong phong
¢d hai nhan vién khac 1a Mai Lan va Thu Hong d3 1am han hai pdm nay. Thé
nhung hai ngudi nay hdu nhu khéng ¢6 thdi gian nhidu dé néi cho cb biét
phai [am gi. Ban d4u Thily L&m rat {usng cubng va cim thay mat tu tin
nhung ¢d ¢d gdng quan s&t, fim hiéu nhiing thong tin sin ¢6 trong phong va
tranh thit chuyén trd véi Mai Lan va Thu Héng trong lic nghi tria d€ ndm
bidt céng viée. VOn théng minh v nhanh nhen, din din Thiy Lim ciing
thao viéc va tré thanh mdt thanh vién dic lyc trong phong.

Thiy Lam ndm bdt duge kién thiic va ki nang lam viée biing cich quan sat
ngudii khac va qua nhiing théng tin vun vat ma ¢é tap hgp duge trong qua
trinh 1am viéc. Khdng 184 sau, phong ¢la ¢ nhin thém mot nguti mdi va ¢6
dugc gidi thigu 1a “m@t ngudi dugc dao tao va c¢d kinh nghiém®”.
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Thuc hanh 3 4 phit %

Nhu viy Thuy Lim bi€t cAch d€ 1am t6t cdng viéc nhung c6 phaii
do ¢6 ta dudc dao tao? Cd/ Khong

Ban ¢6 nghi ring tat cd nhifng ngudi mdi di 1am néu'rdi vao trudng
hgp cia Thay Lam thi s&€ nhanh chéng thao viéc nhu ¢6 khong?
Co/Khéng

Né&u ban 13 cdp trén cda Thiy Lam, ban sé 1am gi khdc hon dé
gitdp c¢6 khong bi bd ngd trong thdi gian diu?

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

Sé la khong thuy&t phuc né€u néi ring Thuy Lim dude dio ao. Co
da 1 hoc cdch lam viéc dé by dip cho viéc thi€u dio tao. Va cich
thie ¢ phat nhy thé khong phdi lic nao ciing mang lai k€t qui 161,
S& 12 hiéu qud hon n€u ¢ip trén clia ¢d c6 k€ hoach phan cong nhitng
ngudi trong phong hudng din ¢dng viéc cho ¢6 trong nhifng ngidy
dau.

Chiing ta ¢6 thé néi ring:

Pao tao 1a mit yui trinh ¢6 hoach dinh va ¢ t6 chifc nhiim ting
két qua thue hién cong vigce.

“C6 hoach dinh va c¢é 1§ chic” tirc 1a viée dao tao phdi duge thiét
k€ sao cho théa midn duge nhu cau di xdc dinh, c6 phin cong vai
trd va trach nhiém ciia nhirng ngudi tham gia, va ¢6 xdc dinh muc
tiéu ro rang. Vi vy ngudi quian Iy nén tham gia vao qui trinh dio
tao cho nhin vién minh va cin ¢6 nhiing k¥ ning cin thi€t dé thyc
hién t8t cong viéc nay.



m

Tim hiéu vé dao tan

3 Dao tao hiéu qua

Ngay cd khi ¢é hoach dinh va té chic, viéc dio tao doi khi ciing
khong dat hiéu qud nhu mong mudn. Hiy xem xét hai trudng hdp
sau.

Thanh dang ngdi du khoa hoc v& Ldp va qudn Iy ngdn sdch doanh nghiép.
Giang vién noi viéc hoach dinh ngan sach phai cé sy tham gia tich cuc cla
cdc phong ban trong doanh nghiép. Cu thé 1a cac phong ban phai ti 1ap ngén
sach va trinh 1&n, viéc 1dp k& hoach ngén séch doanh nghiép chil yu dya trén
¢o s8 ngdn sach do phong ban dua Ién.

Thanh khong cdm thay thuy&t phuc. Theo kinh nghiém va quan sét clia anh
thi ngdn sach trong cdng ty lic ndo cling mang tinh 4p dit, cy thé 12 1anh dao
cdng ty dua ra ngdn sach cho cdc phong ban chif khdng c6 chuyén dén chl 12
cho phép phong ban dé nghj tir dudi 1&n nhu gidng vién néi. V6i suy nght nhu
vay, nhiing diéu gidng vién néi Thanh nghe tai nay lot sang tai khac.

HOm nay Hoang 18 chic mdt budi dao tao vé cach luu trif tai liéu theo chudn
ISO ma cbng ty dang 4p dung cho cac trubng bd phin trong cdng ty. Kho
khan IAm Hoang mai méi dugc mot chuyén gia tu vin vé 1SO dén cong ty dé
giang day chi dé nay. Khac v6i nhiing khéa hoc trudc ddy ma Hoang t6 chic,
hoc vién t& ra khong tigp thu nhiing diéu gidng vién néi. Ho ludn chat van
gidng vién tai sao phai theo céc chudn vé& luu trif tai liéu clia 1SO trong khi tir
trudc d&n nay ho van ap dung mdt hé thdng quan Iy theo c4ch riéng clia ho va
cach nay xem ra kha hiéu qua va moi ngudi trong bd phdn da kha quen thudc.
GAn nhu et mdi diéu gidng vién ndi ra thi ¢ mot ¥ kién phan bién tit phia hoe
vién. D4n dan gidng vién t6 ra mat kién nhdn trong khi hoc vién cing t6 ra
chdng chiu chdp nhan nhiing hudng dan clia gidng vién.

Thuc hanh 4 3 phut X

Trong nhifng trudng hdp néu trén, viéc ddo tao 16 rang la chua hiéu
qud. Viy diu la nguyén nhin cia tifng trudng hgp cu thé?

Trudng hgp clda Thanh la:

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

.........................................................................................................
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Trudng hdp cia Hoang 12:

Nguyén nhin chung khi€n cho hai tinh huéng dio tao néu rén
khéng thanh cbng 13 do thdi d6 clia ngudi hoc. Nhifng ngudi ndy
khong trong trang thii sin sing dé ti€p nhin ki€n thifc méi.

D&i vdi Thanh, anh khéng tin vao ki€n thite dang duge dio tao vi
anh khong thi'y dugc sy phii hdp vdi thue €.

Trong trudng hgp ciia Hoang, hoc vién khong thdy gid tri cia cdch
thic luu trit tai liéu mdi va khong biét né 8t hdn cdch thilc ma ho
dang dp dung nhu thé nio. Mic khdc, sy thay d8i sé tiéu 1&n nhiéu
thé gian vi cdng sifc cla ca nhin vién va doanh nghiép.

Trong ¢d hai trudng hdp, dong luc thiic diy viéc hoc khong o ring
khién ngudi hoc khéng cé tinh thin ham mudn hoc héi.

Ngudi hoc da trudng thinh chi ti€p thu nhifng diéu mdi la khi ho
thi'y dudgc sy phi hgp va gid tri cia ching. Do dé khi 1én ké hoach
cho bat k¥ hoat dong dao tao nio, ching ta can dua ra mot ly do
hay tinh huéng dé ngudi tham dy c6 mong mudn duge dio tao kién
thire va ky niang mdi.

Chiing ta hdy xem xét trudng hdp cia Toin sau ddy.
Toan dugc giam dbc Kim goi vao phong.

“Toan 4, ¢6 tin vui cho nhdm cau ddy," gidm ddc Kim néi. “Hgp déng A ma
ching ta mong dogi bay 1u nay cudi clng cling duge ky. Nhu vay nhém clia
cau s& tham gia thyc hign hop ddng nay. K& tif thir Hai 16i mudn céu ban giao
cbng viéc ma nhom cau dang lam cho nhém clia Minh. Bay git hgp ddng A 12
wu tign s6 mdt ddi vai nhom cau.”

Toan rat sung sudng véi tin nay vi anh biét didu ndy ¢6 y nghia nhu thé nao
ddi voi nhém cla minh. Day |2 dip 16t d& nhém clia anh phat huy nang Iuc cla
minh. Ca nhém da mong ¢6 ¢ hdi thue hign hop ddng A vi hgp déng nay doi
hai cdng nghé tién tién nhat.

Gidm doc Kim noi tiép: DT nhién cac cdu sé phai hoc hdi rat nhiéu. M&i nguti
s& phai tham du mdt khoa dao tao sl dung nhitng thigt bi méi va vi thai gian
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¢6 han, cdc cdu sé phadi c6 lam quen v6i nhiing thigt bji mdi trong mét
khodng thoi gian ng4n. D& dam bao moi viéc s& dién tign t6t dep, cong ty
rdt can su cam k&t cla ting thanh vién trong nhém.”

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

Thuc hanh 5 3 phiit &

Hiy ddt ban vao tinh hu6ng clia mdt thinh vién trong nhém cia
Toan. Ban 12 mét ngudi c6 kinh nghiém va thong thao tay nghé
nhung di 1am viéc v&i mdt loai thi€t bj trong sudt mot thdi gian
dai va nay ban cdm thid'y nhim chdn. By gi¥ trudng nhém cda ban
cho biét ban s& ¢6 ¢d hodi ti€p cin v6i mdt cdng nghé tién ti€n nhit
v6i di€u kién 1a ban tham gia vdo mdt khéa dao tao bit budc sau
dé thyc hién mdt céng viéc dac biét.

Ban sé& ¢6 thdi dd nhu thé ndo d8i vdi khéa hoce? Vi sao?

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

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

Trong tinh hudng nay, trude khi tham gia khéa hoc ngudi hoc di nhin
thi'y rd tinh phdl hgp v gid tri cia khoa hoc ddi v6i cdng viéc clia ho.
Pé 14 viéc hoc hoé1 va sir dung cong nghé mdi sé mang lai doanh thu
va tinh canh tranh cho doanh nghiép. Qua dé bdn thin ho:

Néing cao dudc ning luc chuyén mon;
Hanh dién vi duge 1am viéc v8i cong nghé tién ti€n nhit,

Xa hon nira, su thanh dat cta doanh nghiép ciing sé gitp ho c6 viéc
lam 6n dinh lau dai.

Nhu vy, d€ viéc dao tao ¢6 hiéu qud cao, chiing ta cin tao ra dong
lte hoc héi & ngudi hoc. P&i véi mdi khéa hoc, can lAm cho ngudi
hoc thay rd su lién quan cia khéa hoc d6i véi cong viéc va nhilng
cd hoi ma ho sé d4p dung nhirng diéu hoc dudc vao cong viéc thuc
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t€. C6 nhu th€ ngudi hoc mdi nd luc ti€p thu nhing ki€n thic va
ky nang mdi.

Piém miu chét 12 mong muén duge hoc héi. Nhitng ngudi mudn
hoc héi sé sdn sang hoc hdi. Nhifng ngudi khéng mudén sé khong
chiu hoc.

& tim nhin xa hon, khong nhit thi€t 12 ching ta phii chd d&€n mot
tinh huéng cy thé mdi khuyé&n khich nhin vién hoc héi. Trdi lai,
chiing ta nén thudng xuyén chi trong tao ra biu khong khi khich 1&
viéc hoc tip va dp dung nhitng ki€n thitc mdi vao cdng viéc. Thong
qua d6 nhan vién s& nd lyc ciing ¢& ky ndng clia minh va tao ra
nhfng thay ddi khi thuc hién cong viéc dé dat k&t qud cao hdn.

Lgi ich cta viéc dao tao

Trong phan ndy ching ta cing nhin nhdn nhitng 1¢i ich ma dao tao
mang lai cho doanh nghiép va cho cd nhin.

Lgi ich cho doanh nghiép

Khéng ké doanh nghiép ban thude linh vuc ndo, hay qui md nhy
thé nio, viéc dio tao nhim ding viao nhu ciu cia doanh nghiép
ludn mang lai nh@¥ng Igi ich ddng k€ cho doanh nghiép.

Thuc hanh 6 5 phit &

Ban hay néu nhifng I¢i ich ma dao tao mang lai cho doanh nghiép.

.........................................................................................................
.........................................................................................................
.........................................................................................................
.........................................................................................................
.........................................................................................................
.........................................................................................................
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Danh sich ban dua ra ¢ 1€ kha nhidu. Tuy nhién, chiing ta ¢d thé
nhém cdc Idi ich thanh hai nhém chinh nhu sau:

Nhifng l¢i ich hitu hinh. Bao gdm: ting sin lugng, gidm chi phi,
ti€t kiém thdi gian, ting chit ludng sin phim va dich vu.

Nhirng 1¢i ich v hinh. Bao gom: ¢di thién théi quen 1am viée, cdi
thién thdi do va hanh vi thyc hién cong viéce, tao ra mo1 rudng lam
viéc 18t hdn, tao diéu kién d€ nhan vién phdt wién, nang cao hinh
dnh clia ¢dng ty trén thuong trudng,

Biy gid ching ta hiy xem xét mot vai lgi ich cu thé,
Vigc dao tao gidp nit ngidn thai gian hoc hdi va gidm sat.

Khi mdt nhan vién mdi vao lam viéc hodc khi mdt nhan vién hién tai
dudc giao mdt cong viée mdi, thdi gian d€ ho lam quen vai cong viée
la diéu khi quan trong. Ngay nay, khi viéc canh tranh ngdy cang trd
nén gay gdt thi doanh nghiép cang mong mudn nhdn vién thao viéc
trong khodng thdi gian ngdn nhit. Trong nhing trudng hgp nhu the,
dao tao 13 gidi phdp vu viér, C6 1€ ban da thiy su khdc biét gilta mot
nhin vién dude dao tao vd mdt nhin vién khéng dude dao tao.

Mat khdc, khi nim duge ki€n thic va k¥ ning d€ thuc hién cong
viéc, cd nhan cé thé 1am viéc mdt cdch ddc lip ma khdng cin dén
su gidm sdt thudng tric cla cip trén, Khi dé ngudi quin 1y cé the
danh nhiéu thdi gian cho nhitng céng viéc mang tinh chién luge hon
1a cho nhitng c¢éng viée sy vu hing ngay.

Do tao gitp ting hiéu qua lam vide.

Thuc hanh 7 3 phut &

Hay nghi vé mdt nhém lam viéc hay mét phdng ban trong cong ty
ban vd néu ra nhirng ti€n bd trong thyc hién céng viéc ma nhém
dé dat duge sau khi dude dio tao.

.........................................................................................................
.........................................................................................................
---------------------------------------------------------------------------------------------------------

.........................................................................................................
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Nhirng didu ban néu ra co thé 1a: \

= Lam viéc nhanh chéng v chinh xdc hdn,

» Tao ra sin phim hoic dich vu méi;
» Tiang chit lugng dich vy;

= Gidm nguyén vit li¢u thira;

= Gidm tai nan lao ddng.

Mét luc lugng lao ddng dudc dio tao t6t s& lam viéc c6 hiéu qui,
g6p phin gitp ¢6ng ty ting lgi nhuin v gidm chi phi trong nhitng
hoat déng cia minh.

= Do tao Jam ting niém tin va déng luc }am viéc ciia nhan vién ti
dé giip doanh nghiép dat duge nhiing muc tiéu 44 dit ra. Mot didu
quan trong trong doanh nghiép la lam sao cho nhdn vién lam viéc
hét minh d& gitip doanh nghiép thyc thi nhitng muc tiéu da dit ra.
N&u niém tin va ddng lic 1am viéc gidm thi cong viéc s& wd nén
khé khin. Viéc dao tao thudng tao ra déng luc va niém tin § nhéan
vién, bdi 1&:
s Dao tao kich hoat sy yéu thich céng viéc vd md ra nhifng cd may

md&i cho ¢4 nhén;

= Dio tao lam ting sy 8n dinh trong c6ng viéc vi k&t qué thyc hién
cdng viéc gia ting va cd nhin ¢ thé thue hién dude nhitng phin

viéc doi hdi nhiéu k§ ning.
» Dao tao gép phén gidm thiéu than phién cha khdch hing. Nhin
vién duge dao tao s& ¢d ¥y thiic t6t hdn trong viéc phuc vu khdch
hang. M&i quan hé vdi khach hang tr dd dugc cai thién va duy 1,

u Dio tao gép phin gidm thi€u nhitng vin dé véi nha cung ¢4p. Nhin
vién lanh nghé s& bi&t 15 minh cin gi ¢ nhd cung cip tif d6 dua ra
nhitng yéu ciu cy thé va hgp 1y, ddng thoi ciing nhanh chéng phat
hién nhitng sai s6t (n€u c¢6) trén nhitng mat hing dudc cung cdp.

m Ngoili ra, viéc dio tao nhdn vién thudng xuyén ciing tao ra mjt
life kigng lao dong lanh nghé, linh hoat va ¢é kha niing thich nghi
véi nhitng thay a8i trong hoat dong ctia cong ty.
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4.2 Lagi ich cho cd nhdn

Chting ta vira thdo ludn vé 10i ich clia dio tao & géc nhin clia doanh
nghiép. Biy gid ching ta hay xem xét nhiing Igi ich d6 d8i véi nhin
vién,

Thuc hanh 8 3 phiit &

Ban hdy nghi xem dao tao mang lai nhitng tdc déng tich cuc nao
dé€n nhin vién trong cong ty cla ban?

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

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

At hdn ban sé néu ra rat nhidu tic dong ¢6 Idi cho nhin vién, vi (3i
tin ring ban sé khéng bd sét nhitng di€m chinh nhu:

Thoa man vai cdng viée hién tai. Khi duge dao tao dé thuc hién
céng viéc ngdy cang tot hon sé khi€n cho ¢4 nhin cdm thdy cong
viéc thi vi va hap din hon.

Ting long ty hio ban thin. Pudc dio tao, ¢4 nhdn sé thiy w hao
vé tinh chuyén nghiép c¢ia minh.

Cd hji thiing ti€n. C6 thém nhiéu ki€n thitc va ky ning sé lam tang
gid tri cliia cd nhin d&i véi cdng ty. Viéc dao tao mang dén cho cé
nhin cd hoi d€ chitng té ho ¢6 thé 1am dudc gl va tiém ning ciia ho
1a gi. Vi th€ cong ty s€ quan tim dén ho khi c6 nhitng vi tri bi khuyét
trong céng ty.

Cé thdi d tich cyc va ¢6 djng lye lam vige. Nim viing kién thic
va k¥ niing chuyén mon khi€n cho cd nhin s tin va rat lac quan vé
cdng viéc clia minh. Diéu ndy sé gilip cd nhin vudt qua nhitng cing
thing trong cdng viéc va gbép phin tao nén biu khéng khi lam viéc
tich cwe. Mic khdc, khi duge dio tao, ¢4 nhin sé cdm thdy dudc
quan tim va tin wdng. Day 12 mdt dong luc dé c4 nhin gin bé véi
cong ty va sin sing d6n nhian nhifng thd thich nghé nghiép méi.

Nhitng 1gi ich trén khién ching ta lién twdng dén dé tai phat trién
cd nhén. Trong méi trudng lam viéc, ai cling cin thd'y minh ngay
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cing ti€n bd. Khong phai ai cling mudn dudc dé bat va nhin thém
trdch nhiém; tuy nhién d&i v4i hau h&t moi ngudi thi 1am mii mot
cong viéc vdi mot cdch thifc khong d6i trong sudt mdt thdi gian
dai qud thit 1a nan long.

3 mot gée d6 cao hon, n€u xem mai c4 nhan 12 mdt thanh phin
trong mét t& hgp 1dn 13 doanh nghiép thi ching ta s& thiy méi lién
hé chat ché giita viéc phdt trién clia cd nhin vi sy phat trién chung
ciia doanh nghiép.

Dai han | Phét tri€n nghé nghiép| Phét tri€n doanh nghiép

€t qud

s | | Ngdn han | Tang cudng ki€n thic | Tang k&t qud thyc
vd k¥ ning lam viéc | hién cbng viéc

CA NHAN DOANH NGHIEP

Trong tim

-
Chiing ta di thdo luiin § trén ring dao tao gitip cho ¢4 nhin tdng culing
ki€n thifc va k§ ning cong viéc. K&t qua trudc mit 1d ¢4 nhin dat k&t
qua cao trong thuc hién cdng viéc, doanh nghi€p qua dé hoat ddng
hiéu qud hon va dat dugc nhitng muc tiéu dat ra. V& lau dai, viéc nang
cao ki€n thitc v k¥ ning thudng xuyén 1a budc dém d& c4 nhan tién
xa trén con dudng phét tri€n nghé nghiép cia minh. Con d&i véi doanh
nghiép thi sao? C6 1& ban cling dd ¢6 ciu trd 13i trong ddu. Sy phat
trién clia doanh nghiép khdng thé thi€u sy déng gop clia titng cd nhan.
Mot d6i ngii nhin vién 1am viéc dat hiéu qua dﬁng théi khdng nging
ti€n bd sé& gitip doanh nghiép ton tai va phét trién.

Sy phdt trién clia doanh nghiép phy thudc nhiéu vio viéc hoc hdi
cia nhin vién. Piy duge xem nhu 12 m4t phuong tién dé gidp
doanh nghiép thay déi, phd v8 nhiing rio cdn ngin khdng cho doanh
nghiép dat két qud cao nhit vé hiéu qud céng viéc ciing nhu vé
Igi nhudn trong hoat ddng cia minh. Viéc doanh nghiép khuy&n
khich va tao diéu kién cho cd nhin hoc hdi thong qua nhitng hoat
dong dio tao 13 hé€t sic cin thiél
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14

5 Nhiing hinh thiic thay thé cho dao tao

Khi xem xét ¢é nén tri€n khai cdc hoat dong dio tao trong doanh
nghiép hay khang ching ta khéng thé khéng ddnh gid nhitng hinh
thire thay thé cho dio tao ciing nhu nhitng chi phi va Igi ich ctia chiing.

Thuc hanh 9 3 phiit &

Hau nhu khéng ai phid nhiin cdc 1¢i ich clia viéc dio tao. Tuy nhién,
ngudi ta vin phdn d6i viéc ndy vi nhiéu ly do. Biy gi& ban hdy
ghi ra hai Iy do khi€n ngudi ta phdn d8i viéc'ddo tao nhin vién.

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

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

w Rat ¢co thé ban dé cip dén chi phi cho viéc dao tao, diy qui 1a diéu

khi€n cdc nha quan 1y phdi cin nhic. Ngoai chi phi cho viéc & chiic
hoat dong dio tao, ching han nhu chi phi cho gidng vién, cho tai
lidu, cho phong &¢, v.v... thi mét diéu ddng quan tim nita 1 trong
lic dude ddo tao, nhin vién sé khdong lam viéc. Viéc mat thai gian
va su gian doan cong viéc khi nhdn vién tham gia vao hoat ddng
dao tao mdi thuc sy 1a vin dé d6i véi cic nhd qudn 1y. May thay,
hinh thife dio tao tai chd va kém cap 1d mdt gidi phap kha thi vi hai
hinh thifc nay ¢6 thé thuc hién ngay khi ¢4 nhin dang lam viéc.

Ciing c6 thé ban ndi ring nhitng ngudi di dude dao tao rit dé ddi chd
lam. C6 thé ban ciing nghe n6i hodc chiing ki€n nhiéu cong ty diu
rit nhiéu vao viéc dio tao vai nhin vién tru cdt. Thé nhung chi khong
Jiu sau do, nhitng nhdn vién ndy nghi viéc va di lam chd khic.

® Ngodi ra con ¢ nhitng bit 161 khic nita, ching han nhv ngudi nao

ditng ra dao tao ciing 13 mét vin dé, Néu 4p dung hinh thifc dao tao
tai chd thi nhifng ngudi thuc hién cong viée tat chua chic sé lam ot
viée chi din va chia sé ki€n thitc cho ngudi khdc. Mat khdc nhitng
ngudfi 1am viéc tot thuding cling rit cin cho nhitng cong viéc khic nia.
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» Trong khi d6 n€u 8 chifc khéa hoc va mdfi gidng vién W bén ngoai B
thi rit khé dim bdo gidng vién hi€u cdch thitc md c¢éng ty vin
hanh d¢€ truyén dat diéu ma c6ng ty mong mudn.

Thuc hanh 10 4 phit &

Viy, theo ban ¢6 gidi phdp ndo thay thé cho viéc dio tao? Ban c6

thé ghi ra mét gidi phdp khong?

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

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

m Gid st ring cong ty cia ban cin nhiing nhin vién thao viéc, lua
chon thi nhit 1a cng ty s& tuy€n nhiing ngudi ¢é kinh nghiém va
dat dugce nhitng yéu ciu mi céng ty mong mudn, Theo cdch niy thi
ban tin dung thinh quid dao tao cla nhitng céng ty khic va ban sé
phdi dua ra mie [udng cao mdi thu hit dude tng vién (théng thutng
ban phdi trd cao hdn mifc ludng hién tai cia Ung vién tir 35-40%).

m Mot lya chon khdc 13 don gidn héa cong viéc. Piéu nay cé thé 1a
chia cong viéc thanh hai hay ba phin viéc nhé dé€ mdt nhém ¢6 thé
Jam thay vi m6t cd nhian ddm duong hét. Néu xét dudi mot goc do
khdc thi diéu nay cé nghia 1a gidm thi€u k¥ ning & céng viéc dé
bit k¥ nhin vién ndo ciing ¢6 thé 1am dudc viéc md khéng cin phdi
dao tao. Liéu cdch ndy c6 8n khong? Ban ¢é thé gidi quyét duge
vin dé trude mat nhung vé lau dii thi ban sé chi ¢c6 mdt déi ngi
nhian vién vdi nhitng ky ndng ddn gidn va rt rac. Va sé rat khé dé
ho dat ning suit cao trong céng viéc ciing nhy (ng phé vdi nhitng
thay ddi trong kinh doanh. Ngoai ra ddm nhan nhitng céng viéc it
thit thich va khéng ¢ ¢d hdi dio tao sé& dnh hudng dén tinh than
va dong lye lam viéc cia nhan vién.

m Ciing ¢c6 mdt lya chon nifa 1a ban sé& thué lao dong & bén ngoai von
da c6 sin chuyén mén nhy mong mudn. Lua chon nay kha thi, hién
nay ciing di cé mét s& cong ty dp dung. Tuy nhién, d5i vdi lao dong
cao cAp thi chi phi thué 1a khd cao vd ban khé cé th€ chiu dung chi
phi trong thdi gian dai. Mat khic, d61 vdi nhitng cong viée cin bdo
mat théng tin, viéc st dung dang lao dong nay la khong phi hdp.
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6.1

1

Xdc dinh nhu
cdu dao a0

16

Ciing ¢6 trudng hgp nhitng nha tv vin bén ngodi khéng ddp ting
duge nhifng nhu ciu diac biét cda doanh nghiép do tinh chit dic
thi cla linh vuc ma doanh nghiép hoat dong.

Nhu vay, tuy gidp gidm di nhitng chi phi dao tao trude mat va khic
phuc nhiing han ch€ khidc nhung xem ra nh@ng gidi phdp thay thé
13 khéng phd hdp vé liu dai,

Chu trinh dao tao

Chiing ta dd thio luin riing hoat dong dio tao 12 mot qui trinh ¢6 k&
hoach va dudc té chifc. Mot cau héi dat ra 1a ching ta phdi thye
hién nhitng budc gi d€ dim bdo ¢6 dude qui trinh nhu thé?

Thong thudng, mot hoat ddng dao tao sé di qua bon giai doan tao thanh
mdt chu trinh ddo tao. Ching 1a s& 1dn Iugt xem xét titng giai doan.

Giai doan 1 — Xdc dinh nhu c4u dao tao
Trudc khi di vao giai doan 1, ban hiy nghién ciu tinh hudng sau.

Trong cudc hop hang théng véi ban gidm ddc gdn day, Mai Huong - gidam
ddc nhan sy cla cdng ty A&M dugc yéu cdu td chifc lai hoat dong dao tao
trong cbng ty.

Theo nhan xét clia mdt s thanh vién trong ban giam déc thi mdt trong nhiing
nguy&n nhan khi€n cdng ty that bai trong nhiing hoat ddng kinh doanh gén day
14 nAng lyc han ch& clia nhan vién. Tinh hinh kinh doanh ngay cang khd khin
thé nhung dudng nhu cach 1am viéc ciia nhan vién van khong c6 gi thay dbi.

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

Tuy cdng ty thuding t8 chirc dao tao nhung mdt s6 nhan vién van khong di ky
ning cén thiét d& thyc hién cdng viée duge giao vi thé ho lam viéc rat chim
va chit lugng c¢bng viéc thudng khong dat nhu mong mubn;

Nhilng nh4n vién méi dugc tuyén vao thuding khéng dugc hudn luyén bai ban
dé dam nhiém c6ng viéc;

Cong ty da thyc hién mdt sé chuong trinh dao tao, thé nhung khéng cd hé
théng nao danh gid két qua cla nhiing chuong trinh nay. Mgt s6 gidm ddc bd
phdn chi xem day 2 mdt hinh thic khich 18 tinh than lam viéc ca nhén vién
la chinh ma khong quan tdm dén viéc nhén vién co ap dung nhiing diéu da
hoc vao cbng viéc hay khdng;
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m Khdng c6 hé thong nao ghi lai nhilng chuang trinh dao tao ma nhén vién da
tham gia, ¢6 tinh trang la mét nhan vién tham gia cing mot khéa hoc hai ldn;

Véi thyc trang nay rd rang Mai Huong s& c6 nhiéu diéu phai lam.

Thuc hanh 11 3 phit &

Mai Huong kh6ng bi€t nén bit ddu viéc t§ chic dio tao tir diu,

ban sé khuyén Mai Hudng nén lam gi?

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

Viée dau tién ma Mai Hudng nén 1am la xdc dinh can dio tao nhin
vién nhiing gi dé€ dip ng nhu cdu cia doanh nghiép, bdi vi néu
khong biét dudc ai cdn dao tao va dio tao vé nhitng linh vyc gi thi
Mai Huong khé 1ong ti€n hanh t6 chifc hoat déng dio tao.

D€ xdc dinh nhu cdu nay mdt cich cé hé thdng, Mai Hudng cin
hi€u 16 nhitng muc tiéu ciia doanh nghiép 13 gi. Mai Hudng cin dit
ra ciu hoi nhu:

Hién nay doanh nghiép mudn nhan vién dat duge nhitng k&t qua gi?
Né&u Mai Huang khéng rd vé nhifng muc tiéu cia doanh nghiép, cd
cin phdi ki€m tra lai v4i ban gidm d&c doanh nghiép. Nhitng muc
iéu nay sé l1a cd sd d€ c6 danh gid xem hién tai nhin vién di lam
6t dén dau. N6 sé giip cd dit ti€p nhitng cdu hdi nhu:

“Nhin vién da thyc hién cdng viéc nhu thé nio so véi mifc dd mong
mudn cia céng ty?”

“Nhin vién cin phdi bi€t va hi€u thém nhitng gi?"

“Hién gid nhdn vién ¢6 nhitng k¥ ning gi so vdi nhifng k¥ ning
doi héi phdi ¢6 d€ thuc hién 18t cong viéc?”

“Liéu nhdn vién cé dang lam nhilng diéu ma ho thit sy nén lam
khong?”

17
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Néu moi viéc dang dién ra khong nhu mong mudn, thi 16 ring 1a
c6 khoang cdch trong két qua cdng viéc. Bing sau diy minh hoa
di€m nay.

Két qui ma doanh nghiép mong mudn

K&t qua thyc t& ma Khodng cich trong
nhéin vién dat dugc k&l qua cong viée

(J phin B, ching ta sé biét ring ¢6 rat nhidu nguyén nhin giy nén
khodng cach trong thuc hién cong viéc. Va dao tao chi 1a giai phap khi
nguyén nhin 13 do nhin vién thi€u ki€n thic va k¥ ning. Nhiém vu
clia ngudi lam cong tic dio tao 1a xdc dinh ding nguyén nhian dé quyét
dinh ¢6 nén trién khai hoat déng dao tao hay dé nghi dp dung nhitng
gidi phip khdc d€ x6a di khodng cdch trong thyc hién cong viéc.

Nhu vdy, trong giai doan xdc dinh nhu cau ddo tao, Mai Hudng phdi:

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

Xdc dinh khodng cdch trong k€t qui cong viéc hay sy khdc biét giia
cdi dang dat duge va nhitng cdi phai dat dugc:

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

Tim ra nhitng ki€n thiic va k§ ning ma nhin vién con thi€u sot dé
thuc hién cong viéc;

Quyét dinh sé& dio tac nhdn vién nhitng ki€n thitc v ky ning gi.
Day la giai doan diu tién vi ¢6 ¥y nghia quan trong d&i véi viee 18
chitc hoat déng dio tao. Ching ta sé nghién cfu siu vé pgiai doan
nay trong phin B,

Budc 1iép theo ctia Mai Huong 14 sé xem xét cic yéu t6 dé Ién k&
hoach va chuin bi cho viée dio mo.

6.2 Giai doan 2 — Lén k& hoach va chuan bi

Trong qua trinh 1én k€ hoach va chuin bi cho viéc dao tao, Mai
Hudng s€:

m Xdc dinh muc téu dao tao:

m Tim hiéu nhifng hinh thitc dio tao;



1
Xdc¢ dinh nhu
cin dio o

2
Lén k& houch
vi chufn bj

Tim hiéu vé dao tao

Xem xét nhitng yéu t6 nhu nhdn luc, ngdn sich, nhu cidu dio tao
dé chon lua hinh thire dao tao phd hdp;

Vach ra hudng ddnh gid k€t qua dao tao;
U8c tinh cidn huy dong nhitng ngudn luc nio;
BPat duge sy cam két clia nhirng ngudi ¢d lién quan.

Mot khi k& hoach di rd ring va viéc chudn bi hodn tat, cdc hoal
déng dao tao s€ bdt diu.

6.3 Giai doan 3 — Thyc hién ké hoach

Xidc dinh nhu
chu dio lao

v

Lén k& hoach
vii chudn bi

3
Thire hién ké

hoach

J giai doan nay, Mai Hudng sé:
Thuc thi k& hoach;
Pdm bdo cdc hoat dong dio tao dude tién hanh;

Linh hoat trong viéc si dung cdc hinh thife ciing nhu phudng phdp
dao tao;

Theo dbi tién d6 va sdn sing thay d&i khi cin thiét (khéng c6 ké
hoach nao tranh khdi su thay déi khi thuc hién).

Thuc hanh 12 3 phut &

Sau khi k&t thiic giai doan 3 ching ta sé chuyén sang mt giai doan
mdi, va giai doan mdi ndy sé& 1a cd sd d€ quay vé giai doan 1. Theo
ban, giai doan cudi cing ndy 1a gi?

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

Giai doan cudi cling la ddnh gid hi¢u qud ma dao tao mang lai.

Cing nhy 141 cd nhilng du dn hay nhing chuong trinh khdc trong
doanh nghiép, ddnh gid nhirng hiéu qud hoat dong dio tao 14 diéu
khong thé bé qua. Néu khdng thi 1am sao ching ta ¢é thé bi€l duge
dau w cia ching ta cho hoat déng dao tao la khong udng phi? Lam
sao chiing ta bi€t dudc nhifng gi cin cdi thién cho nhing 1in dio
tao 1i€p theo?
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1

Xdc dinh nhu
¢hu dao tao

!

9

Lén k& hoach
vd chuéin bi

}

3

Thue hién ké
hoach

!

4

Pénh gid higu
qui diio tgo
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6.4 Giai doan 4 — Panh gid hiéu qua dao tao

Mai Huong sé c¢6 cd ho1 dinh gia:

Li¢u muc tiéu da dat ra cé dat duge hay khong;

Phdn itng clia ngudi hoc doi vai chudng trinh dao tao nhu thé nao;
Ngudi hoc i€p thu duge nhitng ki€n thire va k¥ ning gi;

Ngudi hoc ttng dung nhitng diéu hoc dudc vao céng viéc thuc t&
nhu thé nao;

Nhifng két qua ma doanh nghiép cé duge tr ddo tao.
Ddng thdi ciing:
Luu gilf s& léu vé dio tao;

Ghi ra nhitng di€m cdn cdi thién khi 8 chifc nhifng chudng trinh
ddo tao trong tudng lai.

Trong pham vi cudn sdch ndy, ching ta sé tip trung thio luin hai
giai doan diu tién clda chu trinh dio tao, dé la:

Xdc dinh nhu cdu dio tao (sé dude dé cip & phin B)
Lén k& hoach dio tao (sé dugc dé cip § phin C).

Hai giai doan con lai sé dugc thio luiin @ nhifng chudng trinh dao
tao khdc cliia Business Edge.

Thuc hanh 13 3 phuit &

Néu di theo thit tf clia cdc giai doan trong chu trinh trén, ban sé tiép
tuc 1am gi sau giai doan 4? Hay khoanh tron chon lya cla ban.

m Cich 1: Ngung dao tao
m Céch 2: Quay trd vé giai doan I
m Cdch 3: Quay trd vé giai doan 2

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

Céch 1 khong diing bdi vi dio tao 1a mét nhu cau ludn tiép dién.
M6t chuong trinh dio 1ao cu thé d&€ ddp ing mét nhu cdu cu thé
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niao dé c6 thé chaim dit, thé nhung Judn ludn xudt hién nhifng nhu
cau dio tao mdi. Chiing ta nén st dung nhifng gi ching ta rit ra
dudc tir viéc ddnh gid két qua cdc chuong trinh dio tao dé€ xdy
dung nhitng chudng trinh dio tao ti€p theo.

Cich 3 ¢6 thé diing vdi diéu kién nhu cdu dio tao cia cong ty 1a
khong déi. Th& nhung trong thuc t€ thi nhu ciu dio tao cla cong ty
s& thay ddi theo thai gian d€ ddp ng nhitng yéu ciu phdt tri€n cia
cong ty hay nhiing thay déi khéng ngitng trén thi trudng.

Viy, chon lya ding nhat 1a cdch 2: Quay trd la1 giai doan |I.

1
_’ Xidc dinh nhu
¢hu dao o |
4 3
Ddnh gid hiéu Thire hién ké
qua ddo two hoach

f 2

va chuin by

Thuc hanh 14 5 phut 2

Hay nghi vé nhiing hoat dong dao tao trong cdng ty clia ban. Ban
dad thuc hién nhifng giai doan ndo:trong s6 nhilng giai doan néu
trong chu trinh dao tao? Ban sé thuc hién thém giai doan nao trong
thdsi gian sdp t61? ' iy

21



Tim hidu vé dao tao

@

22

Dé&n ddy ban di k&t thic ndi dung cia phian A, by gid ban hiy
dinh it phit cho bai tip ty ddnh gid d€ ki€m tra nhitng ndi dung
minh d& hoc.

Hay tu danh gia 1 12 phit &

Ban hiy danh it phit d€ ki€m tra lai nhiing diéu di hoc trong phin nay.

Ban hay nhin xét nhifng nhin dinh sau diy ding hay sai vd cho
bi€t 1y do.

Khi nhin vién khéng 1am tot cong viéc vi thi€u ki€n thitc va k¥ ning
thi dao tao l1a gidi phdp.

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

Viéc dio tao nhin vién phii dugc 1én k€ hoach theo dinh ky v bd
2 F a2
tri nguén lyc cy thé.

Pao tao nhin vién 1a hudng din nhin vién mét s& ki€n thitc va k¥
ning dé€ ho c¢6 th€ 1am dudc cdng viéc khi ho mdi nhin viée.

Ban s& phdn bién nhu th& nido d&i vdi nhitng ¥ ki€n sau:

“P&i v4i nhitng cdng ty vifa va nhd thi khéng cin thi€t phidi dao tao
va phit trién nhin vién. Chi ¢dn ¢é nhitng ngudi quin Iy gidi thi
moi viéc trong cdng ty ¢ thé chay thong suét.”

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

.........................................................................................................
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viy nén mdi cd nhin phdi tu hoc hdi, khéng nhit thi€t 12 cong ty

b “Phdt trién k¥ ning nghé nghiép 1a nhiém vu cia mdi c4 nhin, “
phdi ding ra dio tao cho nhin vién”

3 Ban hidy chon nh@ing hoat déng bén trdi ¥ng vdi nhitng giai doan
trong chu trinh dido tao bén phai.

Hoat djng Giai doan
Xem xét liéu ¢6 dat duge muc tiéu | A Xdce dinh nhu ciu dio tao
dao tao da datra B Lén k€ hoach va chufn bi
C Thyc hién k& hoach

D D4nh gid k€t qua dao tao

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

binh gi4 nhitng k€t quid ma doanh
nghiép dat dugc sau dio tao

Xem xét liéu dao tao cd 12 gidi phdp

Quyé€t dinh s€ dio tao gi, dio tao
cho ai

X4c dinh khodng cdch trong k&t
qui cbng viéc

Bdnh gid xem liéu ngudi hoc ¢6 dp
dung nhitng di€u da hoc vao thuc
t€ cong viéc

Chon lya hinh thic dio tao

Quyé&t dinh xem ddnh gid k&t qui
dao tao ¢ mitc dd nio

Xac dinh muc tiéu dao tao

Ban ¢6 thé tham khdo cdu tri 13i & phdn Pdp dn cdc bai tu ddnh
gid & cubi cudn sich.
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“ 7 Tom tat

2| = Pao tao Ja mét qui trinh c6 k& hoach va duge t8 chitc nhiim cdi
thién k&t qud thyc hién cong viéc théng qua viéc cung cip ky
ning va kién thic.

w Ngudi hoc di trudng thanh chi ti€p thu nhitng diéu méi la khi
ho thiy dugc sy phl hgp va gid trj cla chiing.

» Nhitng ngudi muén hoc hdi s& sin sang hoc hdi. Nhifng ngudi
khong mudn hoc s& khong chiu hoc DPi€m miu chét 1a tao duge
tinh thdn muén hoc hdi.

= Xét dudi g6c dd diéu hanh vi quin Iy doanh nghiép thi nhifng
Igi‘ich ma viéc dio tao mang lai 1a: !

= “Lgi ich hitu hinh. Bao gdm: ting sdn lugng, gidm chi phi, ti€t
kiém thdi gian, ting chit lugng sin phdm va dich vuy.

» Lgi ich v8 hinh. Bao gém: cdi thién théi quen lam viéc, cdi
thién thdi do va nhifng ing xif trong thyc hién cdng viéc, tao
ra mdi trudng 1am viéc 8t hon, tao didu kién d€ nhin vién
phat trién, ting tinh canh tranh cia cong ty trén thudng trudng.

w Nhitng Igi ich ma dao tao mang lai cho ¢4 nhén 1a:
» Thda min véi cbng viéce hién tai;
= Tang long ty hio bdn thin;
« Tao cd hoi thing tién;
= C6 thédi dé tich cuc va c6 dong lue lam wéc
= Mot chu trinh ddo tao gdm 4 giai doan:
= Xiéc dinh nhu ciu dio tao;
= Lén k&€ hoach va chuin bi;
= Thuc hién k&€ hoach;
= DPdnh gid hiéu qua 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 Dan nhép
cﬁu déo tao Cé 1€ ban cling khéng xa la gi v4i nhitng

tim sy hay dé nghi clia cdc trudng bé phin
nhu:

“Nhin vién cta t6i khéng lam viéc nhu 16i

mudn, cin phai dio tao...”

5% whid “Phong chiing t6i ¢6 van dé, can dio tao...”

® Ddn nhip
“T6i mudn nhin vién 161 lam cdng viéc tot

w Pdnh gid nhu cdu hon, vy nén hoc khéa nio?..."
m Nhing phuong phdp “Pé€ thuc hién nhitng dv &n mdi trong tudng
- -~ - L] - - F3 -
sw dung trong ddnh gid lai, nhdn vién cia phong 161 can phai dugc
B dio tao.”
nhu cdu

“Tinh thin ctia nhin vién trong phong tdi gan

diy gidm sdt hin, dé nghi phong nhin sy &
P - A & - Kl (1]

m Suy ngdm chifc mdt khéa vé tinh than d6i1 nhém. ..

m Tdm ide

Trong doanh nghiép, khi cdc truudng bd phin
hay trudng nhém (hodc ngay cd ban gidm
d6c c¢6ng ty) nhan thdy nhin vién khéng
hodc sé khong dat k&€t qud thuc hién cdng
viéc nhu mong mudn thi mét trong nhifng
phin ting ddu tién cia ho 1 dén gip ban -
ngudi chiu trach nhiém dio tao va phét trién
nhin vién - d€ chia sé v yé&u ciu dio tao
dé gidi quyét. Thong thudng ho s& hodc dé
nghi ban bd tri mdt chudng trinh dao tao cu
thé nio d6 hodc néu nhiing vin dé cia
phong ban ho vd goi ¥ ban gidi quyét bing
mot khda dao tao.

Liéu ban sé thuc hién theo y muén cia

nhitng ngudi ndy? Phdi ching dio tao ludn

1a gidi phdp thich hop? Ban cé nghi ring ban

¢6 thé dua ra nhifng gidi phdp khdc ngoai
. dido tao nhung vin gitp cdi thién k€t qud
cbng viéc?

27




Xdc dinh rbu cdu dio tao

28

2.1

Trong phin niy chiing ta s& thio luin cdch d€ xdc dinh ding nhu
ciu dao tao, d6 13 dinh gid nhu ciu. Pdnh gid nhu cAu gitp ban
“d4anh gid ” lai nhitng nhu cdu dude goi 11 dao tao ma ban hay
nhin dugc tir phia cdc phong ban trong c6ng ty. Ban s& bit diu
biing viéc xdc dinh khodng cdch (hay thi€u s6t) trong thyuc hién cong
viéc va xem mifc d6 dnh hudng clia né nhu th& ndo ddi véi k€t qud
cudi cung clia phong ban hay cong ty. Sau d6, thdng qua viéc phin
tich nguyén nhiin gdy nén khodng cdch, ban sé€ xdc dinh dwdc nhifng
nhu ciu dio tao md cdc phong ban dua ra 1 ¢6 that hay khong cé
thit, tir d6 quyét dinh sit dung gidi phap dio tao hay dé nghi nhitng
gidi phdp khic d€ x6éa di khoang cdch. Mot diéu thd vi ma ban sé
nhin ra 13 dao tao khéng phdi 12 cdu trd 18i cho moi vdn dé lién
quan dén k&t qud cong viéc. Cudi cling, mét s6 phudng phdp thu
thip thoéng tin trong ddnh gid nhu cdu s& 13 cong cu d€ ban thuc
hién viéc ddnh gid nhu ciu trong cdng ty clia minh.

Sau khi hoc xong phin nay, ban s& cé khd ning t5t hon dé:
Gidi thich cdc budc trong ddnh gid nhu ciu;
X4c dinh liéu nhu cAu dio tao Ja cé thyc sy ton tai hay khong;

M6 td nhitng phudng phdp trong ddnh gid nhu ciu.
Dénh gia nhu ciu

Péanh gid nhu cau 13 gi?

Trong doanh nghiép, nhu cdu cdi thién k&t qud edng viéc phdr sinh
khi cdng viéc khéng dat két qud nhu mong mudn hoic khi ¢ nhiing
thay déi vé muc tiéu hay yéu ciu ctia doanh nghiép.

Pao tao nhin vién thudng duge xem 1a mdt gidi phap d€ nhanh chéng
cdi thién k&t qud cong viéc bdi vi nhu chiing ta di bi&t § phin A,
ludn c6 mdi lién hé chit ché giira k&t qua cOng viéc ciia cdc ¢cd nhin
vdi k&t qud hoat ddng cla toian doanh nghiép. Tuy nhién, thyc t&€
cho thdy nhiéu céng ty da thyc hién dio tao nhdn vién nhung két
qua cong viéc vin khong thay ddi. Phdi ching dio tao khong gidp
ich gi cho doanh nghiép?

Khéng thé néi nhy vay! Pio tao ludn 1a mdt ¢dng cu hitu hiéu trong
quan ly. Van dé 12 ching ta cin xdc dinh khi nao thi sit dung cdng
cu nay dé thu lai k€t qui nhu mong mudn.
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Trude nhitng nhu cau cai thién k&t qui cla doanh nghiép, ching ta
cdn ddnh gid xem nhu ciu d6 cdn duge ddp tng nhu th€ nio va
lidu dao tao c6 phdi 1a gidi phap.

Pdnh gid nhu ciu 12 mdt qud trinh thu thip va phén tich théng tin
d€ 1am ré nhu cdu cdi thién két qua thuc hidn cong viée va xdc dinh
liéu dao tao c6 phdi 1 gidi phdp.

Qu4 tAnh ddnh gid nhu ciu ddi hoi sy tham gia clia nhiéu ngudi trong
cong ty, cu thé ¥ ngudi thuc hién cdng viéc, cAp trén trirc tiép, rudng
bd phan, ban gidm déc cng ty (n€u can thi€t) v ngudi phy trach
dio tao. Trong d6 ngudi phu trich dio tao s€ 14 ngudi chiu trach
nhié¢m chinh.

2.2 Tién hanh ddnh gid nhu cdu nhu thé nao?

Trong trudng hgp nhu ¢iu phét sinh do nhitng vin dé lién quan dén
k&t qud cdng viéc, viéc ddnh gid nhu cdu di qua 3 budc chinh;

m Xic dinh khodng cdch trong k€t qud cdng viéc;

m Phin tich nguyén nhin giy ra khodng cdch;

m Xdc dinh liéu dao tao ¢ phdi 1a gidi phdp phit hgp.

2.2.1

Xac dinh khodng cach trong két qud c6ng viéc

Xdc dinh 18 khodng cdch trong két qud coéng viéc sé gitp ching ta
xdc dinh & vdn dé cdn gidi quyét.

Nhifng budc c¢in ti€n hanh khi xdc dinh khoidng cdch trong k&t qua
cong viéc la:

Tim hiéu ké&t qud thuc hién cOng viéc ma nhan vién dat dudc trong
thie 8,

Tim hi€u mong muén hay yéu cdu vé k&€t qua thyc hién cdng viéc;
Tién hanh so sdnh giita nhitng k€t qud mong mudn hay yéu cau véi
nhifng k&€t qua dat trong thuc té dé {im ra khoang cich.

Piy 1a budc ddi hdi ban thu thip va phéin tich thdng tin. Vi thé ban
cAn n&m 16 nhitng ngudn théng tin ndo md ban cin khai thic, bao
gdm ai ¢6 théng tin, thdng tin dudc cat giit hay néu ¢ ddu, vi néu
cin thi ban cin thém guyén han gi d€ ¢6 thé ti€p cin thang tin.
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Thue hanh 15 3 phit X

Ban sé khai thdc nhilng ngudn nao d€ 14y thong tin vé:
K&t qud thie hién cong viéc dat dude trong thyc 1€, '

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

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

Nhitng ngudn théng tin ban vira liét ké ¢é thé bao gdm:
K&t qua thyc hién cong viée trong thye t&:

Bin ddnh gid két qud thuc hién céng viée;

Trao ddi v@i nhin vién;

Trao d&i véi cip trén truc ti€p;

Trao ddi véi khich hang c6 lién quan;

V.V...

Mong muén hay yéu clu vé k&t qud thyc hién cdng viéc:
Bdin mé td cong viéce;

Tiéu chudn thyc hién céng viéc;

Muc tiéu/ phuogng hudng hoat dong cia cbng ty:

Y ki€n cia ban gidm d6c/ trudng bd phén;

V.V...
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Nhirng cdu héi ma ban cin phdi trd 18i 1a:
Mong muén/ yéu ciu vé k€t qud thyc hién cdng viéc 1a gi?

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

Su khiic biét hay khodng cich giita két quid mong mudn va thyc t&€ 1a gi?
Al bi dnh hudng bdi khodng cdch nay? La mét ngudi, mét nhém,
hay cd doanh nghiép, hay mdt qui trinh lam viéc?

Khodng cdch ndy xudt hién khi ndo? 3 dau?

Khodng cdch nay c¢6 dnh hudng nhy thé nio dén nhém/ phdng ban/
cong ty? Anh hudng ndy c6 do dudc khdng?

Luu ¢ ring ba cdu hdi cudi cling néu trén sé 1d cd sd d€ ban xdc
dinh mic d6 dnh hudng cia khodng cich trong thuc hién cong viéc.
Né&u mite d6 dnh hudng 1a khéng ddng k€, ban c6 thé tam thai b
qua va chua cdn xda di khodng cdch nay.

Thuc hanh 16 5 phut &

Hay nghi v& mdt nhu ciu cdi ﬂﬂ&_n_k_é’l_quﬁ cong viéc mi ban phdi
gidi quyét hay ban nhén thiy gin diy trong cOng ty ban.

Khodng cdch gilfa k€t qui mong muG'n SO vdl ké’t qué dat dugc
trong thyc t€ 1a gi?

s

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

.........................................................................................................
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Sau khi dd xdc dinh ding khodng cdch trong k€t qud thyc hién
cong viéc, ban s& di ti€p bude thi hai 13 xdc dinh nguyén nhin
gdy nén khoang cdch nay.

Xac dinh nguyén nhan cua khodng cdch trong két qud
cbng vige

Tudn trude, trubing phong ban hang yéu cdu Mai Huong sép x€p khba dao tao ky
nang ban hang cho 4 nhin vién ban hang. Ly do 14 doanh s§ ban cla bdn ngudsi
nay khéng dat chi tidu dugc giao ké tir khi cbng ty tung ra mit hang mdi. Diéu
nay 1am &nh hubng dén doanh s6 clia phong, ciing nhu k& hoach tiép thi clia
mat hang méi. Sau thang trubc day, cong ty di 16 chic mot khda hoc vé kY
ndng ban hang cho toan bd nhan vién ban hang. Tuy nhién, theo ngudi trubng
phéng thi nhitng ngudi nay chua n&m viing k¥ ndng ban hang. Ong tin ring mat
khéa hoc ngin ngay sé gidp ho cling ¢ lai kign thic va k¥ nang.

Mai Huong that sy khong bigt 1am th& nio trutc yéu cdu nay,

Gia st ban cdm thiy khong khde nén di khdm bénh, va bdc si néi
ban bi suy nhude. Phin xa diu tién ctia ban 13 gi? C6 1€ ban s& trong
chd bdc s7 cho ban uéng loai thudc nao dé d€ chéng khée. Thé
nhung ban s& thiy minh lam dung thuSc n&u ban bi€t ring nguyén
nhan khi€n ban khéng khée 13 do ban lam viéc quéd sic trong thdi
gian gin ddy, vi ban chi cAn nghi ngdi, in uéng diy dd 1a c6 thé
phuc héi.

Tuong tu, trong mdi trudng doanh nghiép ciing viy, mdt khuynh
hudng khd phé bi€n 13 sau khi bi&t duge két qui cong viéc khong
dat nhw mong mudn, ching ta thudng nghi ngay dén viéc t6 chifc
nhitng khéa hoc cho nhin vién nhim khic phuc khodng cdch nay.
Tuy nhién dio tao khéng phii la ciu trd 18i duy nhit cho nhitng vin
dé lién quan dén k&t qud cong viéc bdi vi trong mdi trudng doanh
nghiép, ¢6 nhiu y&u t8 tdc dong dén viéc thyc hién cdng viéc cda
nhidn vién. S& 13 thuc t&€ hon n€u ching ta dinh thém mdt it thdi
gian dé trd 13i cau hdi “Tai sao ¢6 khodng cdch nay?” Difu nay c6
nghia chiing ta cdn phén tich nguyén nhin giy ra khodng cich dé
gidi quy&t nguyén nhan gdc chit khong chi dimg & triéu chitng. V2
k&t qua 13 ching ta ciing s& x4c dinh dudc dio tao c6 phdi 1a gidi
phdp dé€ dat dugc két qui céng viéc nhu mong muén hay khéng.

Trong doanh nghiép, nhitng nguyén nhdn chinh khi€n ¢4 nhin khéng
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thyc hién tdt céng viéc nhu mong mudn xoay quanh nhitng khia
canh nhy sau:

Chinh sdch khen thudng vad ddnh gid nhin vién,
Cich thifc trao ddi théng tin;

Thiét bi vd mdi trudng 1am viéc;

Co cau t§ chifc vd quin 1y cila doanh nghiép;
Péng cd lam viéc vd mong ddi clda cd nhén;

Khd ning cla c¢d nhin so v8i khdi lugng cbng viéc;
K¥ ning/ kién thdc ciia cd nhin.

Nhitng bi€u hién clia cdc nguyén nhin niy thong thudng 1a:

Loai nguyén nhén Bi€u hién théng thudng
Chinh sdch khen thuéng | . Khéng c6 su lién hé gia ludng
vd ddnh gia thudng vi hiéu qua céng viée

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

- Nhin vién lam viéc khéng tot
nhung dugc thing chie

- Cap trén 13 di hay khéng ghi
nhin thinh qud cbéng viéc

Viéc trao d6i thong tin - Nhin vién khdéng dugc cung cdp
day di théng tin d€ thuc hién
cbng viéc

- Heé théng trao d6i théng tin giifa
cdc cAp hay gilfa cdc phong ban
khong 18 rang
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Thié€t bi vd mdi trudng
lam viéce

Mdy méc cii, d& hdng héc
Cdc bdn miu phdc tap vd khé hi€u

Ndi 1am khdng dd 4nh sdng, 6n qua
mitc cho phép

Cd cdu t§ chic trong
doanh nghiép

Cd cdu bdo cdo phic tap

C6 su chdng chéo trong chifc ning clia
cdc phdng ban

Pdéng cd lam viéc
cua c¢d nhan

C4 nhin thi€u ty tin v& Xhi ning cda
minh

C4 nhin khéng thiy dugc su gin két
gilta muc tiéu cla minh v4i muyc tiéu
chung cia céng ty

C4 nhin khong thich c¢dng viéc

Khi nang ctia c nhin so
véi khoi lugng cong viec

Cd nhin duge giao qud nhi€u céng
viéc

K¥ ning vi kién thitc
clia cd nhin

C4 nhin khéng nhd cdch lam

C4 nhdn khéng thuc hién duge cdc
budc trong qui trinh

C4 nhin khong c6 di kién thiic va k§y
ning cin thiét ¢€ thuc hién cong viée

Nhv viy, ban cin dit ra mdt loat ciu hdi d€ thim do diu 1a nguyén

nhin chinh, chdng han nhu:

Nhén vién cdm thiy nhu thé ndo vé két qui coéng viéc clia ho?

Nhin vién duge khen thudng nhy th€ ndo khi ho dat dugc két qui

nhu yéu cdu?

Nhén vién cé bi phat vi khéng dat k&t qud nhu yéu ciu?
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m Khd ning cia nhén vién cé phu hgp véi cong viéc dude giao?

Thuc hanh 17 2 phiit & n

Gii st ban 12 Mai Huong trong trudng hgp trén, ban sé dat ra nhitng
cAuhdi g1 d& tim hifu nguyén nhan khién cdc nhin vién khong

dat chi tiéu doanh s87?

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

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

Nhitng ciu hoi md Mai Hudng can dit ra 1a:
m Nhin vién ban hang c¢6 di hiu biét vé sin pham méi khong?

m Nhin vién c¢6 bi€t ring doanh s6 bdn nhifng sin phdm mdi c¢6 dnh
hudng nhiéu d&n muc tiéu dit ra cho c¢d phong?

® Mifc thudng trén doanh thu clia sin phim mdi 1a bao nhiéu? C6 khic
gl so v&i sdn phim cii?

Mot khi di hiéu duge diu 12 nguyén nhin khi€n cho két qui cong
viéc khéng nhu mong mudn thi ching ta sé dé dang xdc dinh lidu
dio tao ¢6 gitip gidi quy&t vin dé hay khong.

Trong qua trinh thu thip théng tin dé xdc dinh nguyén nhén, ban cin
phdi that khéo léo nhung kién quyét d€ thu thip théng tin ddy dii va
chinh xdc 1ir phia cdc trudng phdong ban hay trudng nhém. Do 1a ngudi
hiéu rd hon ai hét vé tinh hinh thuc hién cong viéc, ciing nhut vé& nhan
vién wong phong ban cla minh nén cdc trudng phong ban hay trudng
nhém sé c¢é khuynh hudng cho ring minh bi€t rd nguyén nhin va
yéu cdu ban thuc hién ngay gidi phdp ma ho dd nghi ra.

2.2.3 Xdc dinh dao tao c6 phdi la gidi phdp phu hgp

Sau khi phan tich, Mai Huong phét hién ra mdt s6 nguyén nhan khién 4
nhan vién khéng dat doanh s6 d&i v6i sdn ph&m méi nhu sau:
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Muc thudng trén doanh s6 san phidm méi tuong duong véi mifc thudng
doanh s8 nhilng s&n phdm d4 c6 nén nhiing nhan vién nay tap trung ban
nhiing san phim da c6 do ho da thong thao vé thj trudng va san pham;

Ba trong s bdn nhan vién nay khdng biét ring doanh sd clia mat hang mdi
chiém ty I8 cao trong téng doanh s§ muc tiéu ma cong ty dat ra cho ca
phong;

Trong s& b6n nhéan vién, ¢6 mdt nhan vién mdi vao 1am va ¢6 it kinh nghiém
ban nhiing mat hang ma céng ty kinh doanh vi vay khéng tu tin khi gap khach
hang.

Thuc hanh 18 4 phit &

Theo ban, Mai Huong s& dé xudt vdi trudng phdng bdn hiang nhu
thé€ nao?

---------------------------------------------------------------------------------------------------------
---------------------------------------------------------------------------------------------------------
.........................................................................................................
.........................................................................................................

Mai Huong cé thé dé nghi v8i trudng phong bin hing xem xét
lai mde thudng cho sdén phdm mdi, néi chuyén lai vdi nhitng nhén
vién nay vé y nghia clia doanh s§ ctia sin phim mdi d&i vdi doanh
s6 muyc tiéu cia cd phdng. Muc dich 1a tao ddng luc hay cé dugc
su cam k€t clia nh@fng nhin vién nay khi bin mat hing mdi. Gidi
phdp ddo tao xem ra chi phi hgp vdéi trudng hdp cia nhin vién
¢6 it kinh nghiém va ndi dung dio tao ma nhdn vién nay can cé
I& khéng phdi 13 k¥ ning bdn hing ma 1a ki€n thic vé sin phim
cia cbng ty.

Biy gid, gid st ngudi trudng phong ban hang vin mudn giri bén

nhin vién néu trén di hoc 18p k¥ nidng bdan hang. Theo ban viéc
dio tao ¢6 dnh hudng gi d€n bén nhdn vién nay?
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.........................................................................................................
.........................................................................................................

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

Trong phin A, chiing ta da bi€t ring dio tao chi ¢6 hiéu qui khi
ban thin ngudi hoc sdn sing ti€p nhan va nhin thdy gid tri clda viéc
hoc. Trong trudng hdp nguyén nhin 1 ché dé thudng hay thi€u
thdng tin vé doanh s& muc tiéu thi ré raing viéc dio tao 1a khdng
pht hdp va khong mang lai Igi ich gi cho nhitng nhin vién rén, va
cling khong gitip ho bdn dugc hang.

Nhu vy, dao tao chi la gidi phdap cho nguyén nhéin do thi€u kién
thdc va ky niing. D6i véi nhitng loai nguyén nhan khdc thi nhitng
thay déi trong cich tuyén dung nhan sy, trong 18 chifc doanh nghiép
hay cdc chinh sdch, sé phu hdp hon.

Chiing ta ¢6 thé k&t luan riing, nhu ¢iu dao tao chi ton tai khi nhin vién
thi€u kién thic va ky ning dé thuc hién ¢dng viéc, va nhu ciu dio tao
12 khong c¢6 that khi nhan vién da bi€t cich thuc hién cong viéc,

Béng sau diy t6m lude khi nao thi nhu ciu dao tao 1a ¢ that,

Khodng cdch trong thiee hién céng viée

Nhén vién khong biét cdch thue | Nhin vién bi€t cdch thyc hién

hién céng viéc cong viéc

nén: C6 nhu ciu dao tao nén: Khoéng c6 nhu ciu daotao

-> Cin chuin bi dio tao > Can thuc hién nhitng thay déi
khac

Thuc hanh 19 10 phut X

Ti€p tuc vdi khodng cdch trong thuc hién cdng viéc & thyc hanh
16, ban hdy xem xét liéu nguyén nhin gdy nén khodng cdch Ia gi.
Mot s cdu hdi sau diy s& 1a gg¢i ¥ cho ban.

Hién cong ty ban cé hé thé'ng khen thudng ndo ddi véi viéc thuc
hién cOng viéc cia nhin vién khéng? Viéc khen thudng thyc hién
nhyv thé nio?
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Viéc trao d6i lhﬁngtm &ong cong'ty ¢6 gap é‘ﬁhél vin dé gi lam
dnh hudng dén k&t qué cdng viéc ciia nhﬁn 'snén? Nhing vin dé
d6 1 g1? |

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

Mbi trudng lam viée c6 cﬁn tr6 nhin v1&'n li‘m viéc? Né'u c6 thi
nhu thé nao?

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

Cd ciu 18 chifc clia cﬁng ty c6 gy ud ngai dEn vnéc thyc hién cong
viéc clia nhin vién? N&u ¢6 thi nhu thé nao?

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

Nhéin vién cé thdi dﬁ hay mong ddi gi khién hq khﬁng thue hién
cbng viéc 612 :

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

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

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

Nhin vién c6 k¥ ning va@kxé'n thire dé lhu‘c hién cong viéc? N&u
khong thi tai sao?

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

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

.........................................................................................................
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Gidi phép ban dua ra 12 gi? Liéu nhu cdu dio tao ma ngudi trudng
bd phdn d& nghi 1a c6 that?

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

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

Pé&n diy ban di di qua cdc bude trong danh gid nhu cdu gdm: xdc dinh
khodng cdch trong k&t qua cong viée, phin tich nguy&n nhin ciia khodng
cdch, xdc dinh dio tao c6 phai la gidi phip phit hgp. K&t qui giip ban
xic dinh li¢u yéu ciu dio tao ma cdc phong ban dé nghi 13 ¢é thét
hay khong, néu c6 thi dio tao tap trung vio vin dé gi, cho ai? Hon th€
nira, néu ban phét hién ring dao tao khong phai 1a gidi phap phu hdgp
hoac dao tao chi 12 mét phin clia gidi phap thi ban ciing c6 thé dé xuat
cic trudng phong ban thuc hién nhitng thay déi khic trong hoat dong
clia minh song song véi viéc dao tao (n€u ¢6) dé€ xéa di khodng cich
trong thuc hién cdng viéc va cai thién k&t qui cong viéc.

Mot khi ban di xdc dinh duge nhu ciu dio tao 12 cé thit, ban s& dé
diang xdc dinh duge ndi dung dio tao cu thé 1a gi. Ban s& so sdnh
gita k¥ ning ma nhin vién hién c6 véi ky ning mong mudn, ky
ning nio thit sy can thi€t cho cong viéc ma nhin vién dang thi€u
thi d6 sé la ndi dung cdn ddo tao. Ban cé thé cling mot chuyén vién
w vdn dao tao bén ngoii hoic mdt ngudti trong cbng ty am hi€u siu
vé linh vuc ma ban mudn dao tao d€ 1am viéc nay.

C6 1€ ban nhén thiy ring viéc ddnh gid nhu cau doi héi ngudi phy
trach dao tao phdi thyc hién nghiém tic va khdch quan, déng thdi
phai danh nhiéu th&i gian va cong sic d€ thu thip théng tin, phin
tich théng tin, kéu goi su hdp tic cia nhifng ngudi khac trong cong
ty, v.v. Ciu hoi dat ra 1a ¢6 ddng dé bd ra nhidu cdng sitc nhu vay
khéng? Chiing ta hiy tim cdu trd 13i & phdn tiép theo.

2.3 Lgi ich cua viéc ddnh gid nhu cdu

0 cong ty clia Tudn, dao tao cho nhan vién ky ning giao tigp ludn 1 nhu cdu
clia cac phong ban sau nhitng dgt danh gid hang nam vé k&t qua thyc hign
c¢dng viec cla nhdn vién. Dap lai yéu cdu nay Tuin thudng xuyén t8 chic
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nhiing khéa hoc dao tao vé ky néng trinh bay tnic dam dong, ky nang giao tiép
trong cbng viéc cho nhan vién trong cac phdng ban, Ay th& nhung clf vai ba thang
thi ¢ vai trubng bd phan than phién véi Tudn ring nhan vign ho cd van dé trong
giao ti€p dan dén ket qud khong tt trong cdng vigc. Tuln that su bdi rdi vi anh da
dao tao cho hiu hét cic nhan vién trong cong ty vé ki nang giao tiép..

Thuc hanh 20 3 phiit &

Tufn di ti&€n hanh t8 chite dio tao k¥ ning giao ti€p cho nhin vién,
th€ nhung dudng nhu viéc ndy vin chua thda min mong dgi cia
cdc phong ban. 'I'he(j ban 1y do tai sao?

Ban sé déng ¥ vai t6i ring mic du di nd luc ddp ng nhu ciu dao
1ao cla cdc phong ban, nhung ¢6 1€ Tuin khong nim dugc 14 nhin
vién ¢dn duge dao tao ndi dung cu thé gi, ai that sy ¢in dio tao va
quan trong hon la liéu cdc khéa dio tao ma anh 18 chite cé gitip cdi
thién tinh hinh hay khéng. Hay néi cdch khdc, Tuin di chua dianh
gid ding nhu ciu trude khi 18 chifc cdc khéa dio tao cho nhin vién.

K&t qud 1a mdc dil cong ty tidu tén tién bac va nhin vién danh thdi
gian di hoc (v né€u hoc trong gid lam viéc thi cong ty van phai trd
Judng) nhung van khéng tang k€t qud lam viéc nhu mong mudn.
Bdn thin nhiin vién ciing khong c6 thém dugc kién thitc va ky ning
d€ lam &1 cong viée hon.

BPio tao luén 1a gidi phdp toan dién khi nhin vién thi€u ki€n thuc
va ky nang thuc hién cong viéc. Tuy nhién, mot rii ro hay gip phai
khi thire hién giai phdp nay la dio tao khéng ding cdi ma nhin vién
that su can. Va cdi gid ctia rdi ro ndy 14 su hao t6n vé tén bac ma
k€t qud céng viéc vian khong déi.



Xdc dinh nhu cau dao o

Tién hanh ddnh gid nhu cdu trude khi ti€n hanh t6 chie dao tao
sé gilip ban khéng nhiing han ché rii ro ndy ma con cé mét cdi
nhin réng hdn vé cdch thife d€ ting k€t qud thuc hién céng viéc,
bdi Vi ban sé:

Xdc dinh ré vin dé ciia khodng cdch trong thyc hién cong viéce
la gi. Ban sé gitip cdc trudng bd phin nhin nhin lai vin dé, néu
mifc dd dnh hudng clia né la khong ddng k€ thi ban chua cin gidi
quyét ngay.

Xidc dinh dao tao cdé phai la giai phdp. Ban sé tranh dugc tinh trang
chay theo ddp wng nhitng nhu cidu ddo tao khdng ¢é thit ma cdc
phong ban dat ra.

Xde dinh ding pham vi dao tao, Dao tao ding nhitng gl ma nhin
vién ¢dn thi mdi cé thé ba sung kip thdi cho ho nhifng ky ning va
Kién thitc cdn thi€t dé€ x6a di khodng cich trong k&t qua cong viéc.
N&u khong, két qud cong viéc vin khong déi.

Han ch€& nhitng chi phi khéng cfin thiét cho dao tao. Ban s& khong
rdi vao cdi bay thuding gdp 1d dio tao ma khdng cé muc dich rd ring,
hodc dao tao nhiéu ldn nhung vin khéng gitip doanh nghiép cii thién
tinh hinh.

C6 cd sG @€ thuy€t phuc c4p trén tryc tiép hd trg nhin vién dp
dung nhitng diéu di hoc (néu daoe tao la gidi phdp) d€ thay déi
¢dch thyc hién cong viée. Vi dinh gid nhu cdu tip trung vdo (im
gidi phdp d€ xéa di khodng cdch trong thuc hién cbng viée, bin than
nhin vién vd cip tén tryc t€p sé thiy dudc Igi ich cla viéc dua
nhifng kién thitfc va k¥ ndng vira dudc hoc vdo cong vidce.

Ngodi ra, ban con c¢6 thé dua ra nhitng gidi phdp hi¢u qui hon ngoai
diao tao d€ cai thién k&t qua cong viéc vi ban biét duge nguyén
nhin la do dau.

Cé nhu thé ban mdi dim bio viée ddu tu cho dao tao 1a hgp Iy va
mang lai k€t qua cho doanh nghiép.

Phiin ti€p theo sé& gidi thiéu nhitng phudng phdp thu thip théng tin
thong thudng nhat trong ddnh gid nhu ciu dio tao. Ban cd thé dip
dung chiing ngay trong doanh nghiép cia minh.
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Nhiing phuong phép sir dung trong danh gia nhu cau

Cé nhiéu phudng phip duge sit dung trong ddnh gid nhu cdu. Phin
nay gi6i thiéu véi ban 3 phudng phap théng thudng, bao gdm: phdng
vin, quan st vd xem x€t 1ai liéu cd sin.

Phéng vdn

Phéng van 1a mdt trong nhitng cich hifu hiéu ma ban cé thé 1y
dudc thong tin cdp nhit va chinh xdc trong qua trinh danh gid nhu
cAu. D€ thyc hién phdng van, ban cdn chudn bi thit k¥ vé néi
dung ciu héi, sip x€p hen gdp nhiing ngudi tham gia phdéng vin,
trang bi k¥ ning giao L€p trong qud trinh phong vdn.

Hai déi tugng cin dudc phdng vin 1 nhiding ngudi ¢ cip qudn
1y vd nhifng ngudi thuc hién cong viéc. Ty vao muc dich la
ddnh gid nhu cdu dio tao cho cd céng ty hay cho tirng phong
ban cy thé ma nhifng ngudi ¢ cdp quan ly 1a ban gidim ddc cla
doanh nghiép va/hodc cdc trudng bé phin via/ hodc ngudi gidm
sdt tryc ti€p.

Thuc hanh 21 3 phit &

Trudng bd phin tii chinh k&€ todn yéu cdu ban tim mdt khéa hoc
vé ky ning phin tich s& liéu d€ vi€t bio cdo tai chinh cho mdt s§
nhin vién trong phdong. Vdn dé ma 6ng gip phdi 13 nhing nhin
vién ndy khéng vi€l dugc nhitng bdo cdo nhu yéu cau do khdng
hi€u duge ¥ nghia cdc con s& trong nhifng bdn bdo cdo ma cdc
phong ban khic gdi vé.

Trong trudng hgp ndy, ban sé& héi trudng bd phén nhitng gi? Hay
ghi ra nhitng ndi dung ma ban cdn héi.

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

.........................................................................................................
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C6 1& ban sé dong ¥ riing nhifng ciu hdi s& xoay quanh ndéi dung:
Vin dé ma ngudi trudng bd phin dang gip 1a gi?

Nhitng biéu hién gi (ki€n thitc, ky ning, thii d6) cho thiy nhin vién
khéng thuc hién cong viéc dat két qui mong mudn? Biéu hién xay
ra thudng xuyén nhu th&€ ndo? Giy dnh hudng/ thiét hai gi dén két
quad cubi cing cilia phdng ban/ clia doanh nghiép?

Mong muén/ yéu ciu/ tiéu chuin ma trudng bd phéin dit ra cho nhin
vién trong thyc hién ¢6ng viéc 1a gi? Bi€u hién tiéu bifu 1a gi?

Cé6 nhitng 1y do nao khic khi€n trudng bd phin cho ring dio tao 1a
cin thi€t?

Song song v@i viéc phdng vin trudng bé phin, ban ciing sip xép
thdi gian trao d3i thém véi ngudi thue hién cong viéce, Khi phéng
vAn ngudi thyc hién céng viéc, viéc diu tién cdn phdi lam Ia
théng bio cho ho bi€t ban dang lam gi va tai sao. Ban sé cin su
tham gia va hgp tdc clda ho trong sudt qud trinh phdng vdn, bdi
viy ban cdn phdi ¢6 dugc sy cam k€t cia ho ngay t diu. Ban
¢6 thé trao ddi vdi tirng ¢4 nhin hay ¢d nhém. Tuy nhién, ban
phdi ddm bdo ring théng tin ma ban nhin duge 1a diy di va cé
chit lugng.

Thuc hanh 22 2 phut &

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

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

D3&i v8i nhin vién, ¢6 & ban sé& quan tdim nhitng diéu nhu:

Céch thitc ma ho thuc hién céng viéc hién tai. Ban c6 thé ki€m tra
xem liéu ho ¢6 nhifng biéu hién ma cip trén cia ho ddi hdi noi
ho hay khéng.
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® Nhitng khé khin md ho dang gip phdi trong khi thuc hién céng

viéc. Ban tim hi€u xem nhifng gi c6 th€ cin trd d&€n viéc dat k&t
qud trong thyc hién cdng viéc cia ho.

Phéng van 1d cd hdi d€ ban trao ddi sdu vdi nhiéu ngudi nhim
khai thdc théng tin vd qua dé dinh gid ddng din nhu ciu dio tao.
Tuy nhién, viéc phéng vin doi hdi sy tham gia va sy nhiét tinh
cla ngudi phdng vin, va ciing s& it nhiéu lam gidn doan cdng viéc
thudng ngdy cita ho. Viy nén, ban cin:

Sdp x&p th&i gian phéng vdn sao cho nhitng gidn doan trong cdng
viée 12 it nhat;

Chon nhitng miu ding va tiéu bidu dé€ phdng vdn. Khi ddnh gid
nhu ciu dio tao cho mdt phong ban I6n hay cd céng ty, rd rang
ban khéng th€ nio phdng vdn hét tat cd cdc nhin vién. Vi viy
ban cdn phdi phéi hgp v8i cdc trudng bd phdn/ gidm dbc chite
ning chon ra mdt s& nhin vién tiéu biéu trong s& nhirng ngudi
duge xem 13 dang thiat sy cé khodng cdch trong két qud céng
viéc. Trong trudng hop yéu cau dio tao ¢ qui mé Idn, ban cdn
t6 chifc ddnh gid dudi dang bang ciu hdi diéu tra di kém v&i phdng
van tryc ti€p.

Thié€t k&€ ciu hdi méd. Day 12 nhitng cdu hdi mi ngudi trd 181 khong
thé chi ddp “c6” va “khéng”. Nhirng cAu hdi ndy khi€n ho cung
cip thong tin v tham gia o chuyén. Nhitng ciu héi md gidp ban
tao khong khi ¢di m3, din dit vio vin dé va nim bit dugc tAm trang
cla ngudi md ban ndéi chuyén. Nhitng cdu héi nhy th€ thudng bit
diu bing nhing tit nhu:

a Cdi gi?

= J dau?

» Taisao?
n AQ?

s Khi nao?

= Nhit th€ nao?



3.2
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Ban ¢6 thé dat nhifng ciu hdi nhu;

Hout déng nao chiém hér thdi gian trong ngay lim viéce cria anh/chi?
Anh/chi ¢6 ¥ kién gi vé..?

Anh/chi nght nhu thé ndo vé..?

P& phéng vin c¢6 hiéu qud, ban ciing cin tim hi€u trude cong vide
cla ngudi mi ban s& phdng van, dic bigt 1a nhilng cong viéc khdng
thugc chuyén mdn cia ban.

Quan sét tai chd ngudi thue hién cong viéc

Song song véi viéc phdng vdn siu, ban cé thé quan sit ngudi thyc
hién coéng viéc d€ hi€u rd hon v& vin dé mi ho gap phdi trong thuc
hién céng viéc. Cdch thic ndy rdt phd hgp véi nhifng dang cbng
vigéc ddi hdi nhiéu thao tic tai chd.

Trong trudng hdp niy, ngudi quan sdt phii 1A ngudi ¢6 hidu biét va
kinh nghiém vé cong viéc, vé qui trinh v phudng phdp thyc hién
cong viéc cla ngudi thuc hién. Nhitng ngudi ndy ¢é thé 13 gidm sdt
tryc tiép hay nhitng chuyén vién bén trong hay ngodi doanh nghiép.
Thong qua viéc quan sat, ngudi quan sdt s€ cung cip nhitng thiéu
s6t trong thuc hién cdng viéc hay nhitng dé nghi cii ti€n qui trinh
hay cdch thitc thue hién cdng viéc, cin cd vao nhitng thong tin nay
ban cé thé xdc dinh lidu cé cin ddo tao hay khong.

Viéc quan sit ¢6 thé thyc hién dudi hai hinh thic:
Quan sdt chinh thic

Ngudi quan sit dinh tron mdt ngiy hoic hdn dé quan sdt va ghi
chép tai chd cdch thitc ngudi thyc hién cong viéc tdc nghiép nhu
thé nio.

Quan sdt khdng chinh thdc

Theo hinh thifc ndy, ngudi the hién cdng viéc s& khong biét minh
dang dudc quan sdt. Ngudi quan sat s€ kin ddo quan sdt ngudi thuc
hién céng viéc & nhing thdi diém khdc nhau.
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Thuc hanh 23 3 phut 8

Ban 6 th€ nghi ra mot diém 1i va mdt di€m bat Igi cho timg hinh
thitc quan sdt khong? '

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

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

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

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

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

D61 véi quan sdt chinh thite, ¢cd ngudi quan sdt 1dn ngudi thyc
hién céng viéc ¢o thé chu d6éng do dudc théng bdo trudc. Mat
khic, trong qud trinh quan sdt, ngudi quan sdt ¢6 thé trao déi
v3i ngudi thuc hién cong viéc vé cdc budc trong qui trinh thuc
hién céng viéc. Tuy nhién, ngudi ta thudng khéng lam ding
theo cdch md ho vdn hay lam khi dugc quan sdt — ngudi ta sé
¢6 khuynh hudng lim cdi ma ngudi khdc mong muén ho lam
hdn 1a lam nhing cdi md ho thudng hay lam. Mét bat Igi khdc
12 ngudi ta dé ¢6 cdm gidc ba't binh khi bi quan sdt trong khi
thue hién ¢ong viéc.

Trong khi dé quan sdt khéng chinh thie khic phuc dugc nhing
bit 1gi cla viéc quan sdt chinh thitc. Vi khdéng bi€t 12 minh dudgc
quan sdt nén ngudi thuc hién céng viéc sé€ thao tdc hay hanh xi
nhu theo cdch clia ho, diéu nay gidp ngudi quan sit ¢6 thé€ ddnh
gid ding k¥ ning hién cé clia ngudi thuc hién cong viéc. Pi€ém
bat 1gi cla hinh thic nay 12 ngudi quan st s& khong chi ddng
vé thdi gian, sé ¢6 trudng hgp ngudi quan sdt khéng ddnh gid
dudc k¥ ning cin ddnh gid do ngudi thyc hién céng viéc khéng
¢6 dip thyc hién k§¥ nidng ndy trong thdi di€m ma ngudi quan
sdt ¢d mat.



Xde dinh nhu edu dao rao

3.3 Xem xét nhilng tai liéu cé san

Thém mot phudng phdp d€ ddnh gid nhu cdu nita mi ban cd thé
ip dung 12 nghién ctu nhiing tai liéu ¢é sdn trong doanh nghiép.

Thuc hanh 24 2 phit &

Ban hay nghi xem ban c¢6 thé tham khdo nhifng tai liéu ¢6 s&n nao
trong doanh nghiép dé€ ddnh gid nhu ciu?

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

Nhing tai liéu ma ban néu ra s& li€n quan dén nhitng viéc thuc hién
cbng viéc nhu:

Bin md td céng viéc,

K&t qué ddnh gid hiéu qui 1am viéc cia nhdn vién;
Chién ludc phét trién cda cong ty;

K& hoach hoat déng ciia doanh nghiép;

K&t qud tham dd y ki€n nhidn vién;

Sau diy chiing ta s& thdo luin mot vai tai liéu phd bi€n.
Bdn md td cdng viéc.

Bin md 14 cong viéc 12 mot tai liéu mé & vé muc dich, pham vi
cong viéc, trdch nhiém va nhitng nhiém vu ma nhin vién phadi thuc
hién. BAn mé td cong viéc ciing néu lén nhitng phim chal. ki€n thic
vad ky nang doi hdi § ngudi dim nhin cong viéc.

Ban hdy nghién cdu bin mé td céng viéc dudi diy.
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BAN MO TA CONG VIEC
Ngay cip nhit | Thye hign bdi: | Kifm tra bdi: | Tén céng viée: B§ phiin:
cudii: 20/9/2004 Pai dién bin hing Kinh doanh

MO TA CONG VIEC

Tém tHt cdng vide: Chiu udch nhigém cho tit ci cic hoyt ¢ong ban hang trong khu vic hode cic

khich hiing dudc giao. Bam bdo chilt lugng v sy ddng nhdt clia sdn phim v dich vy.

1.
2.

12.

13

Cide nhiém vy chi y&u:

Gidi thiu va ban san phim va dich vu clia ¢Ang ty cho khdch hing hién tai va tém ning.
Lip k& hoach dé xéc dinh cdc mue tiéu cu (hé va dy ki€n s&8 lugng khach hiing s& tidp xic.

Xdc dinh céc khich hiing tiém niing, ti€p xiic vdi cdc khdch hing nay ciing nhy cic khdch
hang dugc giao khic.

Chuin bi thuyél trinh, chio hang vi cic hop dng bdn hang.

Xiy dung vi bio vé cdc cbng cu hd trg bén hang.

Xdy dyng va duy tri cdc mdi quan hé v8i khich hing hién tgi v khdch hing tiém ning.
Quan Iy dich vu khich hang théng qua cic k¥ ki€m tra chit lugng vi theo dai.

Nhin ra va gidi quy€t cdc viln @& ma khich hing guan tim.

Chuin b efic bio cdo dinh k¥.

Bio cdo cdc cd hdi vé sin phAm mai, cdic phin hdi tir khdch hing hay cdc thdng tin thi
truding thu thip duge théng qua céc hoat ddny rén dia ban cho nhitng ngu®i pha hop.

Ph&i hop vai nhan vién clia cong 1y d€ thye hién cdc cbng viée cin thi€t nhim hoan tit
viée bin hing.

Xiy dyng v thye hién cic hoat dong ban hang dac bigt d€ gidm tdn kho.

Cac nhiém vu duge phiin céng khic.

1.
2.
3.

Cic nhigm vy thit y&u:

Thum gia vio che hoat ddng ti€p thi, chiing han nhu hdi nghi, tri€n 1im thucng mai.
Theo dii thy hdi cdng na.

Huin luyén nhin vién bin hang mdi.

Cédc méi quan hé:
Cip nhan bio cdo: Gidm ddc bin hing

Cdp giam s4t: Khong
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CAC YEU CAU

I. 6 khi ning doc, viél, va tinh todn cd bin.

[

C6 khi ning thuyét phuc ¥ gy dnh hudng 487 véi ngudi khéc.

3. C6 kh3 ning xdy dung va thuc hién cdc bii thuyét trinh.

4. C6 k¥ niing gino ti€p va 1am viéc vai ngudti khic 16t

Hidu vé quing cdo va cdc kv thuit thic diy bin hang.

o LA

Téc phong chuyén nghiép vi ¢6 thé giy 4n tigng 18t rude edng ching.

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

Bing cich nghién cu k¥ bdn mé td cong viéc ban sé hiéu duge
coéng viéc gdm nhifng gi va ddi héi & ngudi thyc hién nhitng ning
luc gi (k¥ ning, ki€n thic, thdi d6). Néu cé khodng cdch gita yéu
cidu nay so vdi ning luc thuc t& cla ngudi thue hién cdng viéc thi
khoing cdch dé chinh 13 nhu cdu dio tao.

Nghién citu 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 vio mdt cong viec méi.

Phdi ddm bdo ring ban s dung ban md ta cdng viec mdi nhit bdi vi rong
thite t& c6 nhiéu cong viéc thay dbi theo thdfi gian kéo theo nhitng thay
doi vé yéu ciu. Bén canh d6, ban cling can xac dinh dau B k¥ ning bit
bude ddi véi cong viee d€ 6 thé xdc dinh nhu ciu dao tao cip thi€t nhit.

m K&t qud danh gid hidu qud 1am viéc cha nhin vién.

Hoat dong ddnh gid hiéu quad 1am viéc 12 ddnh gid mbt cdch hé (héng
hiéu qud cong viéc va nang lvc clia nhin vién bao gdm k&t qui cong
viéc, phudng phdp lAm viéc, nhitng pham chit va k§ ning cdn cé
cho ¢dng viéc. Vi vdy, ban s& im thiy trong két qua ddnh gid cia
t¥ng ¢4 nhin nhitng thdng tin nhw:

» K&t quéd thyc hién cong viée trong qud khif;

» Piém manh va difm y&u;

= Nhifng diém ciAn bdi dudng vé& k¥ ning va kién thiic;
= Muc tiéu thuc hién cong vi€c trong thdi gian sip dén;
= Mong mudn cd nhin vé phdt ri€n nghé nghiép.

Qua d6, ban s& c6 cdi nhin cu th€ vé nhu cdu dao tao va phit trién
cta tirng c¢d nhin.
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Trong thyc t&, hoat ddng ddnh gid 12 mong tAm cda cong tac dao
tao vi phdt trién nhin vién dé thong qua d6 ning cao k&t qui hoat
dong ctia doanh nghiép. Ban ¢6 thé tim hi€u thém vé& hoat dong
nay trong cudn sdch Pdnh gid hiéu qud lam viée, B6 sdch Qudn
Tri Ngudn Nhdn luc, Business Edge.

Chién luge phat trién clia cdng ty.

Nhv chiing ta di thio ludn d nhitng phin trén, diém xudt phdt cao
nhi't clla nhu ciu dao tao 13 nhu ciu kinh doanh va phit trién cia
cdng ty. Vi viy, ban can phii tham khdo chi&n luge phat trién cia
cong ty dé€ xdc dinh nhitng ning lyc gi mi nhin vién phii c6 dé
ddp dng nhu ciu phdt trién cla nhin vién.

Nhu vdy chiing ta vifa nghién cifu nhitng phudng phip phd bién si
dung khi ddnh gi4 nhu cAu. Ngoai ra, tiy vio finh hinh va diéu kién
cla doanh nghiép, ban ciing ¢6 thé 4p dung nhifng phuong phap khic
nhu diing ban cau héi diéu tra, dung cdc bai kiém tra k¥ ning, st dung
nhitng k&t qui nghién cfu vé nhitng kinh nghiém dién hinh trong
nganh, v.v... d& fim hiu va ddnh gid nhu ciu hién tai vA tuong lai.

Hay tu dénh gia 2 15 phiit &

Ban xem xét tifng trudng hgp sau vi cho ¥ kién ciia minh.

Nhitng déng nghiép trong linh vue dio tao va phdt tri€n nhan sy
khuyén Minh nén ddnh gid nhu cdu trude khi t6 chic cic hoat dong
dio tao trong cdng ty. Tuy nhién, Minh ¢dm thdy rit ngai bdi viéc
ddnh gid doi hdi sy tham gia cda cdc trudng bd phin ¢6 lién quan
va cd ban thin nhdn vién. Trong khi d6 tinh hinh kinh doanh trong
c6ng ty anh khié€n ai cling rit bdn rdn, anh sd viéc ddnh gid nhu
cdu s& ]am ma4t thdi gian clia ho va khéng khéo ho lai nghi anh giy
khé dé&. Ban sé& thuy&t phuc Minh nhu thé nao d€ gitp anh vugt
qua cdm gidc e ngai nay?

.........................................................................................................
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2 Viét 1d gidm d6c phin xudng 14p rdp d6 gb cla coéng ty dit tai
Béng Nai. Anh cho bi€t theo k&t qud ddnh gid mdi nhi't thi sdn
lugng clia phian xudng gidm 25% trong gdn 1 nim qua so vdi mdt
phdn xudng khac cia cdng ty tai Binh Dudng. Gidm ddc cong ty
yéu ciu Viét khic phuc vin dé nay va Viét ciu ctfu ban - ngudi
phu trich dao tao trong cdng ty. Viét néu ra hai gidi phdp dé ting
ning suit. Gidi phip mét, t8 chiic mdt khéa hoc vé k¥ ning lam
viéc vi anh nhin thiy ring khdng cé sy hda hgp giita nhifng céng
nhin tré va cong nhdn I8n tudi trong phin xudng. Gidi phip thi
hai, chuyén mégt s§ céng nhin dat ning suit cao & phin xudng
Binh Duong 1én phin xudng clia anh d€ kém cdp cling nhy 1am
gudng cho nhiing céng nhin & ddy.

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

s C6 mét s8 mdy mdi dugc 1dp rap thém trong phin xudng cich diy
9 thing;

= Mot s8 cdng nhin 16n i c6 thim nién lam viéc trong phin xudng
khoéng vin hinh nhiing m4y méi thanh thao nhy nhiing chi€c may
cii vOn da bi thay th€. Ho than phién ring mdy méi c6 nhiéu chifc
ning mi ho chua bao gid st dung;

= Chi din ddin wén nhitng chi€c miy mdi ¢é kich thudc nhé nén rat
khé doc, dd th€ cde chi din ndy lai dugc ddn & nhifng vi tri khé
nhin thdy.

= Nhifng cong nhin tré si dung midy mdi thinh thao hon mdy cd.
Tuy nhién, ho bit binh vi nhitng céng nhan I6n tudi dugc trd Iuong
cao hon ho trong khi ning suit lai khong bing ho. Vi th€ nhimng
cdng nhin cil thdy khéng c6 1y do gi d€ & ging ting ning suit.

= Da s8 cong nhin trong phin xudng cdm thdy ring nhitng chi€c
mdy cii con tot vi dé vin hanh hon midy méi. Ho thdc mic tai sao
cong ty lai thay th€ ching.

Theo ban

a Nguyén nhin khd di ctia sy gidm st trong sdn lugng cia phin xudng
clia Viet ¢6 thé 1 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 ddo tao

4 Tom tat

® Dénh gid nhu cdu 12 mot qué trinh thu thip va phén tich théng
tin dé 1am 15 nhu cAu cdi thién k&t qui thyc hién cong viéc va
 x4c dinh liéu dao tao.c6 phdi la gidi phap. '

® Viéc ddnh gid nhu cdu giip ban:

W

» Xéc dinh r6 van dé cia khodng cdch trong thic hién cong
viéc 1a gi;

» Xdc dinh dio tao c6 phdi la gidi phdp;
= Xdc dinh ding pham vi dio tao;
= Han ch& nhitng chi phi khdng cin thi€t cho diotao;

= C6 cd 58 d€ thuyét phuc cip trén tryfe ti€p hd trg nhin vién 4p
dung nhitng diéu di hoc (n€u dio tao 1a gidi phép) dé thuc
hién thay d8i trong céng viéc;

» Dua ra nhitng gidi phdp hiéu qud hon ngodi dio tao d€ cdi
thién k&t qud cong viéc.

m Didnh gid nhu ciu gém cdc budc:
« Xd4c dinh khodng cdch trong két qui cong viéc;

= Phin tich nguyén nhin giy nén khodng cdch trong két qud
cbng viéc;

= Xéc dinh d20 tao ¢6 phdi la gidi phap phit hop.

m Nhu ciu dio tao chi thit-sy tdn tai khi nhin vién thi€u k§ ning
hay ki€n thic dé thyc hién cong viéc,

w Mbt s§ phudng phdp sif dung d€ dédnh gid nhu cﬁu 1a:
» Phdng vin;
s Quan s4t tai chd ngudi thuc hién cdng viéce;
= Xem xét nhifng tai liéu c6 sin.
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5 Suy ngam

Biy gid ban danh 5 phit d€ suy ngdm nhitng vdn dé vira nghién
clu v nghi xem ban sé& dp dung chiing vio thyc t€ cong viéc clia
ban nhy th€ nio? Hiy viét ra nhitng suy nghi clia ban:

A! Toi di hoc dude...

Ap dung khi nao?

Ap dung diéu d6 & cbng vigc nio?

Al Téi da hoc dudge...

Ap dung khi nao?

Ap dung diéu d6 & cbng viéc nao?
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~ ~
vad chuan hl Cing nhu nhitng hoat déng qudn ly khdc

trong doanh nghiép, dao tao can duge hoach
dinh thi mdi ¢6 thé thanh cong. Giai doan nay
doi héi ching ta phdi suy nghi 16 ring va thiu
ddo nhitng khia canh c6 lién quan dén hoat
m Ddn nhgp dong dao tao ma chiing ta mudn trién khai.

Ban s& bt didu phin nay vdi viéc xidc dinh
thit 1w wu tién cho cdc nhu cdu dio tao dé
phin b& ngudn luc hgp 1y. Sau d6 ban cé

® Xem xét nhu cdu dao tao

nao cdn ddp ung 1rudc

8 Xdc dink mue tidu ddo tao dip 6n lai nhitng tiéu chi d€ 1ip ra nhitng muc
' ' ) tiéu khd thi cho cdc chudng trinh dio tao.
s Chon hinh thie dao tao Ban ciing s& tim hiéu cdc hinh thifc dio tao

nhim chon ra nhirng hinh thitc dao tao phu
hgp nhit. Ti€p theo, viéc chudn bi tao diéu
kién cho ngudi hoc 4p dung nhitng diéu da
cong viéc thue & hoc duge sau dao tao 1 diéu khéng thé thi€u
khi phdc thio k& hoach ddo tao. Thong qua
d6 ban méi ¢6 thé ddm bio dat dude muc
tiéu cudi cling clia ddo tao 1a ning cao két
qua thuc hién cong viéc. Ngodi ra ban con
tham khdo nhitng c¢ip d6 va phudng phdp
dénh gid hiéu qua dao tao, diy 1a mot gdi y

w Chudn bj viéc dp dung

ndi dung hoc tdp vao

w Chudn bj viéc ddnh gid
hiéu gqud dao rao
w DPat su cam két cia nhitng

nguai co lién quan

s Tim tdt dé€ ban vach ra hudng ddnh gi4 ket qud cia
viéc dao tao. Ban cling s€ tim thay d cubi

o x T . . .
® Suy ngdm phan ndy mot chi tiét ma nhiéu ngudi thudng

hay bd qua, dé la dat dudc su cam két clia
nhiing ngudi ¢6 lién quan dén hoat dong dao
tao ma ban sé 8 chifc. Su cam két ciia nhifng
ngudi ndy 14 y&€u & quyét dinh gidp ban
trién khai thinh cong k€ hoach dao tao.

Sau khi hoc xong phan ndy, ban sé ¢6 khd
ning t6t hon dé:

m Xdc dinh muc tiéu dao tao cho nhifng nhu
2 4 -~ s x!
cau dao tao di xdc dinh;

® MJ{ td nhifng y€u & cin xem xét khi lap k&
hoach dio tao;
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2 Xem xét nhu ciu dao tao nao can dap iing trudc

Loan dang I&n k& hoach dao tao d€ dap ing nhiing nhu cdu cha cac phing ban
trong cbng ty. Trong tay ¢6 & mdt loat nhiing yéu ciu dao tao da duge xac
dinh trong ky danh gi4 k&t qua thyc hidn cong vide clia nhén vién vira qua.
Bao g8m dao tao: k§ niing chim séc¢ khach hang che nhém rhan vién & trung
tim bdo hanh thudc phdng kinh doanh; ki ning tiéng Anh giao tiép nang cao
¢ho 3 nhén vién phy trach khai thac thi trudng nudc ngodi; k¥ ning k& todn
quan trj cho 2 nhan vidn vira dugc b8 nhiém trong phong k& toan; k¥ ning
phdng van tuyén dung va k¥ ning lanh dao cho cac trudng phong ban: ky
ning nghién clu thi truing cho giam dfc tigp thi vad mat trg Iy tigp thi; k¥
ndng quan ly chat lugng toan dién cho cac trudng phan xubng.

Loan dang rit phan van khéng bigt n&n dap Ung nhu c4u ndo trudc vi theo cac
phong ban thi nhu c4u ndo cling can thiét trong khi d6 ngan sach dio tao chi
¢ han.

Ngudn lyc trong cong ty ¢é han, vi viy khi lap k& hoach va chufin
bi cho hoat ddng dio tao, viéc cin nhic nén ddp v¥ng nhu ciu dio
tao ndo trude 13 diéu khéng thé bd qua. Tiéu chi d€ ban cin nhic 1a
mifc d6 quan trong va khin cp cila nhu cdu d8i vdi hoat dong
kinh doanh clia doanh nghiép.

Mot nhu ciu dio tao duge xem 1a quan trong khi né ¢é dnh hudng
18n hodc n€u khong thyc hién thi gdy ra hiu qud ding k€. Trong
khi d6 nhu cdu dio tao khdn cip ddi hdi su chd ¥ ngay lap tic.

C6 1& ban khd quen thudc véi d8 thi bi€u di&n mdi quan hé giita
tinh quan trong va tinh khin cdp nhu sau:

+ Khin cip

(1] | [m]

- Quan trong } % + Quan trong

v | ]

L
- Khin cip



Lén ké hoach va chudn bi

Cin cif vao dd thi, ban c6 thé phén loai nhu cau thanh cdc loai:
Nhu cdu khdn cdp nhung khdng quan trong (I);

Nhu cdu vira quan trong vita khin cip (Il);

Nhu cdu quan trong nhung khong khin cap (111);

Nhu cdu khéng khin cip ciing khéng quan trong (IV).

Trong nhitng loai nhu cau trén, chic chdn ching ta s& wu tién d4p
ng loai nhu cdu vira quan trong vita khin cip trwdc tién (cic nhu
cau thude 6 (I1)), sau dé méi d€n nhitng loai nhu ciu khdc (cdc nhu
cau thude 6 (1), (IID, ITV)).

Thuc hanh 25 2 phit &

w«g,}; $

Hay nghi vé nhifng nhﬁ  ciu diﬁ tao ma ban s& d4p li'ng trong thdsi
gian sﬁp dén, thi e uemcﬁaf nhitng nhu ciu ndy 1a »gl‘?

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

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

Luu y riing viéc phin loai nay chi nhim quy&t dinh thi ty wu tién
cho cdc nhu ciu, tiéu chi quan trong va khin cdp chi mang tinh chat
twong d&i trong moét thdi di€ém ndo d6. Theo thdi gian, c6 thé nhiing
nhu ciu thudc nhém (I), (III) hay (IV) sé chuyén sang nhém (II).

Bing cdch sip x€p thi tr vu tién cho cdc nhu ciu dao tao, ban ¢6
th€ phin b3 dudc ngudn luc hgp 1y, dbng thdi ddm bdo d4p tdng kip
thdi nhitng ddi hdi cla coéng ty vé ky ning clia nhin vién.

Bude ti€p theo ciing khéng kém phan quan trong 134 xdc dinh muc
tiéu dao tao cho nhifng nhu cidu ma ban sé ddp @ng.
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3 Xac dinh muc tiéu dao tao

Khi phdc thio mjt k& hoach hay mdt dy dn, t6t nhat la bit ddu
tir di€m cudi cing.

Piu nay nghe c6 vé nhu 13 nghich 1§, nhung thyc ra bit c k& hoach
nao ciing phai c6é muc tiéu (chinh I di€m ké&t thic), vd ban s& khé
long thanh c6ng n€u nhu ban khéng bi€t rd minh mudén dat dugc
diéu gi.

Tuwong ty trong dio tao ciling viy, xdc dinh muc tiéu dio tao la cong
viéc ddu tién ma ban khéng th€ bé qua khi lén k& hoach cho bat e
chudng trinh dao tao nio.

P& 1ap muyc tiéu, ban cin (rd 13i cdc ciu hdi:

Nhitng ki&n thite va kj ning gi md nhan vién cdn ¢6 dugc sau khi
dugdc dao tao?

Nhitng céi ti€n gi trong thyc hién cong viéc ma nhin vién s& biéu
hién sau khi dude dio tao?

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

Cu thé

C4c muc tidu dao tao phdi néu mdt céch rd ring va chinh xdc diéu
ma ban muén dat duge. Piéu nay ¢6 nghia muc tidu clia mdt chudng
trinh dao tao cy thé phdi néu dudc nhitng cdi ti€n mong dgi trong
thyc hién cbng viéc. Nhitng muc tiéu cu thé phii néu dugc cd két
qué thyc hién cong viéc va cdc tiéu chufn thye hién, ching han
nhu phdi lam diéu gi va 1am nhu thé nao.

Do ludng duge

Muc dich ciia viéc xdc dinh muc tiéu 13 giiip chiing ta do ludng duge
sy thAnh cOng. Piéu nay cé nghia 13 cdc muc tiéu phdi dugc viét ra
sao cho ching c6 thé do ludng dugc mdt cach d& dang.

Cé thé dat dugc

Céc muc tiéu phai thé hién mdt cich hgp 1y nhifng gi ma hoc vién
cin phdi dat dugc sau khi hoc xong. Ching han nhu s& 1a khéng
thyc 1€ n€u dit ra muc tiéu ddu trong k¥ thi cAp bing ldi xe ngay
sau mdt ngdy hoc cho mdt ngudi vén chua titng hoc 14i xe bao gis.



'_2_ Bénh glé tinh hi¢u. qgué cla cac l:nén ph{tp cham séc khﬁch hang.
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Didu nay khong thé dat duge trong mot khodng thdi gian ngdn nhu
thé€. Nhyt vay, n€u khong ¢6 s&n ngudn lyc (thdi gian, ngudi, v.v...)
thi khé long dat muc tiéu.

Cé lién quan

Cédc muc tiéu dio tao cAn phidi cé ¥ nghia vé mit ndi dung cla chudng
trinh dio tao l1an ¢dng viée md ngudi hoc dang ddm nhi€m. Vi du
nhu sé& 12 vo 1y n€u day nhin vién phin mém Microsoft Access trong
khi céng viéc ho doi hdi sit dung phan mém Microsoft Excel.
Han dinh thdi gian hgp 1y

Muc tiéu dio tao cin néu ro thdi gian ma nhin vién sé dat dugc két
qud nhu mong mudn. Néu chudng trinh dio tao 13 moét win thi lidu
¢6 nén dat ra 12 ngudi hoc phai dat dude k&t qud ngay sau d6? Liéu
ho ¢6 cin thém thdi gian thyc hanh hay khéng? N&u ¢6, ho ¢in thém
bao nhiéu th&i gian nita?

Thuc hanh 26 5 phit &

Sau diy 1A nhifng muc tiéu dit ra cho m6t chudng trinh dio tao vé
“Chim s6éc khdch hang” trong vOng mét ngdy. Ban hiay xem xét
cdc muc tiéu dio tao ndo thda man nguyén tic SMART.

1 Hiéu dugc cdc bién phép dé chim s6c khdch hﬂng t6t hon.

Co/ Khéng i

os o";s

=

w-

,?co/ Khong 2 :
3 Ap dung chc bien phép cham séc khach hc’mg cho dia ban i
Trung trong thdng téi. o
Cé/ Khing '
4 Trong budi hop nh6m s&p t6i, 1én k& hoach trién khal 2 blen

phdp chim sé¢c khdch hang & tirng dia ban trong d6 néu 1o bién
phip nao cin sy t.ham gia, hd trg. cﬁa ai.

»»Nv»

C6/ Khong ’ e 7 ¥
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Ban dé dang nhin thdy ring cdc muc tiéu 3 va 4 ddp ing yéu
ciu vé tinh cu thé, do ludng dudc, khi thi, ¢6 lién quan dé€n cong
viéc va ¢6 han dinh thdi gian.

Muc tiéu sd | khdng thé do ludng duge do khéng thé do ludng dudgc
thé nao 1a “hiéu”. Muc tiéu nén viét bing nhitng dong tir chi hanh
ddng nhu “dién 13" hay “gidi thich”, nhy th¢ mdi doi hdi ngudi hoc
thie hién diéu gi dé ma cé thé thiy dudc hodc do ludng dudc.
Muc tiéu s& 2 khong ddp dng yéu cau khd thi. Vdi khéa hoc mot
ngay thi hoc vién khé cé thé dat duge muc tiéu dit ra.

Thuc hanh 27 4 phit X

Ban hay su]' r dung tiéu chi SMART dé€ dat muc tiéu cho mot chuong

trinh dio tao ma ban sip thyc hién.

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

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

Nhu vdy, ban di bi€t ban mudn dar duge gi cho hoat ddng dao tao
ma ban sip t6 chifc. Biy gi ban cin nghi s& phii 1am thé nao dé
dat dugc muc tiéu ndy. Phin sau diy sé din ddt ban ti€p tuc cude
hanh trinh,

4 Chon hinh thiic dao tao

4.1

Céc hinh thitc dio tao chinh ma ban ¢é thé chon lua la: dio tao
tip trung, dao tao tai chd va ddo tao linh hoat,

Pao tao tap trung

Vdi hinh thitc nay, nhin vién hoan todn thodt ly khdi céng viéc hang
ngay dé tham gia vio cdc hoat dong hoc tip.
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Hinh thic dao tao tip trung thudng dugc ti€n hianh bing cich hoic
c% nhin vién d€n tham dy cdc khéa hoc sdn cé rén thi trudng,
hoic yéu ciu cobng ty dao tao thi€t k€ mdt chudng trinh riéng phit
hgp vdi yéu cdu clia doanh nghiép va sip x€p ngudi gidng day,
hodc né€u ¢é di ngudn lyc, cong ty sé ty thi€t k€ chuong trinh va
thyc hién viéc gidng day. '

Nhirng thuin Igi la:

Ngudi hoc khong bi quiy nhiéu hoic cin rd bdi 4p luc cong viéc
nén cé thé tip trung suy nghi, nim bit kién thic vi k§ ning méi;

Ngudi hoc ¢6 cd hoi thye tip k¥ ning trong moi trudng md phdng
ma khdng sg mic 15i;

Pdng thdi ngudi hoc cling ¢ dip suy ngdm nhilng nguyén tic 1y
gidi cho nhitng k¥ niing/ qui trinh v vi th& ¢6 thé dit cdv hdi tai
sao ¢ong viéc lai thyc hién nhu th€ ndy mi khéng nhu th€ kia;

Pio tao tip trung tao ra mdi trudng trong d6 ngudi hoc cung hoc
v6i nhiéu ngudi khdc, vi th€ kich hoat tim 1y thi dua vi hoc héi 13n
nhau trong sudt qué trinh hoc. K&t qud A viéc hoc dién ra hiéu qui
hdn.

D4i véi cong ty, hinh thite dio tao tip trung cho phép thic hién viéc
dio tao cho nhiéu nhin vién cing mdt lic. Diéu nay rat thuin 1gi
trong trudng hop cbng ty thirc hién thay d&i toan dién vé qui trinh
lim viéc, hay cai dat thiét bi mdi...

Mait khdc, 6 mdt s6 ndi dung dio tao nhy k¥ ning gidm sdt, k§
ning b4dn hing yéu cdu phdi ¢é sy chia sé kinh nghiém trong qud
trinh hoc. Trong nhitng trudng hdp nhu thé dao tao tip trung 1A thich
hop nhit.

Tuy nhién, hinh thitc ndy ciing ¢6 mdt s& han ch€, Vi dao tao tip
trung ddi héi nhin vién thodt ly khéi cbng viéc nén cdng viéc hang
ngay s€ bi gidn doan. Mit khdc, chi phi dio tao sé€ cao vl cdch
thiic ndy yéu cdu phdi thi€t k€ chudng trinh, mdi gidng vién, b&
tri phdng &c vA nhiing phucng tién gidng day.
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4.2 Pao tao tai chd

Theo hinh thitc niy, nhin vién hoc tip k¥ ning 1am viéc mdi théng
gua viéc quan sdt ddng nghiép hoic cfp trén thyc hién céng viéc
va ¢6 ging 1im theo. Hinh thitc dio tao tai chd rat thich hgp cho
viéc dio tao nhin vién méi, bS sung k¥ niang mdi cho nhitng nhian
vién c6 kinh nghiém khi ¢6 thay d&i trong doanh nghi€p, huéng din
nhitng nhan vién vita dugc chuyén sang mdt cdng viéc khdc trong
ndi bd doanh nghiép hay s& dudc b8 nhiém lén vi trf cao hon.

Viée dio tao tai chd ¢6 thé trién khai dudi nhidu hinh thie khdc
nhau. Sau diy 13 mdt vai hinh thifc ma ban cé thé xem xét vi dp
dung trong doanh nghiép clia minh.

Minh hoa (demonstration), Muc dich ciia viée 1am theo minh hoa
12 nhim truyén dat k¥ ning théng qua viéc quan sdt v thyc hanh.
Hinh thifc nay s& khdc véi “cdch ngdi quan s4t” thudn tiy vi nd dugc
ti€n hanh c¢6 chd ¥y vd kém theo gidi thich o rang 12 phdi lam gi va
tai sao phdi lam nhu viy.

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

» Gidi thich n6i dung cAn minh hoa

» Gidi thidu cho ngudi hoc cic thao tdc cin thyc hién

= Minh hoa va giai thich cdc thao tdc

= Cho ngudi hoc thic hanh tai chb

Kém cip (coaching). Kém cap cé thé dude xem nhy mét dang mé
rong cla hinh thitc minh hoa. Tuy nhién, diy 12 mot qud trinh phdt
trién ning lyc va k¥ ning cla cd nhin thong qua:

» Giao cho ¢4 nhan mét nhiém vu cy thé, ¢6 hoach dinh truéc va sé
dinh gid sau khi thuc hién;

= Lién tuc ki€m tra va d4nh gi4 ti€n d3;

» Thudng xuyén cho ¥ ki€n phan héi.

Kém cap khéng chi 4p dung cho cdp nhdn vién ma cdn cho cdp

qudn 1y. Ching han nhr mét gidm d&c tudng lai sé dude gidm ddc

hién tai kém cdp cho dén khi ngudi ndy c6 duge nhifug k§ ning
cin thiét.
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= D@ ddu (Mentoring). Sé ¢6 mdt ngudi difng ra lam c& vin hay

hudng din mot ngudi khic c6 it kinh nghi€ém hon. Muc dich la giap
cho ngudi nay phit tri€én nhitng muc tiéu nghé nghiép liu dai.

Hinh thidc dao tao tai chd khd hap din bdi I€ né khong tén kém nhiéu.
Ngudi hoc c6 thé vira hoc trong khi 1am viéc nén viéc gidn doan
wrong cong viéc dude han ché t6i da. Mit khdc cong ty ¢6 thé tin
dung nh@ng ngudi nhu trudng bd phiin hay nhiTng nhin vién linh
nghé tham gia vio qud trinh dio tao véi W cdch la ngudi hudng din.
Hinh thi'c ndy ciing khuy&n khich qud trinh hoc héi ctia nhin vién
bdi 1€ ho cé diéu kién dp dung ngay k¥ ning vao céng viéc va nhin
dude y ki€n phdn héi nhanh chéng.

Thuc hanh 28 3 phut &

Ban hay nghl xem c6 nhitng bat Igi gi khi é.p dung hinh thitc dao
tao tai chd trong cong ty?

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

Nhitng bit 1gi ma ban néu ra c6 thé 1a:

Nhitng ngudi tham gia huéng din khéng ¢6 diy di k§ ning truyén
dat. Khong phdi ai cling ¢6 khd ning truyén dat lai ki€n thic va ky
ning cho ngudi khdc. Vay nén ¢6 mdt s6 trudng phong hay nhiing
nhin vién tuy c6 kinh nghiém nhung khong thé thuc hién tot vai
trd ciia ngudi hudng din, kém cap hay dd diu cho nhifng ngudi khic.

Nhifng ngudi hudng din khéng danh thdi gian nghiém tic cho viéc
dio tao. Piéu nay cling dé hiéu, do 4p lyc cla cbng viéc nén rit
¢6 khd ndang nhitng ngudi nay s€ wu tién danh thdi gian cho céng
viéc clia ho hon 1a cho viéc kém cidp ngudi khdc.

Khéng thdng nhét giita ndi dung va trinh dd huéng din. Nhimmg ngudi
huéng din ndy c6 nhitng cdch thirc thuc hién cdng viée khic nhau nén
ho ¢6 thé truyén dat nhitng k¥ ning khic nhau cho nhin vién.
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D& tranh nhitng han ch€ nay vi ddm bio chuong trinh dio tao tai
chd hiéu qua, ching ta cdn phdi chuin bi:

Théng nhit muc tiéu cda chudng trinh dio tao tai chd;

Chuin bi cho nhitng ngudi hudng din nhilng k¥ ning cin thi€t nhw
k¥ ning giao ti€p, k¥ ning k&m cap, k¥ ning cho ¥ ki€n phdn hdi;

Cé dudc su cam k€&t clia nhitng ngudi hudng din thong qua nhitng
hd trg ti phia edng ty, dat viéc hudng din nhy 13 mdt nhiém vy ma
ho can phdi thuc hién;

Cung cip nhitng tai lidu can thiét;

bédnh gid ky ning clia nhin vién tudc va sau khi duge dio tao.

4.3 Nhiing hinh thic khdc

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

T8 chite nhitng budi chia sé kinh nghigém. Nhifng budi chia sé kinh
nghiém theo chd d& 1a mdt trong nhifng cdch ma nhin vién c6 thé
hoc hoi kinh nghiém tir nhitng ngudi khdc.

Luén chuyén céng viée. Theo hinh thic niy, nhin vién sé dugc
thuyén chuyén 1am nhilng cong viéc khic nhau trong nhitng khodng
thdi gian dugc hoach dinh s&n. Qua dé ngudt nay sé tich lily duge
nhiéu k¥ ning cho nhiing c¢6ng viéc khdc nhau. Luin chuy&n céng
viée thudng dugc 4p dung cho cdp gidm sdt trong cong ty. DS véi
doanh nghiép vira va nhé, luin chuyén céng viéc 1a mét hinh thitc
dio tao nhin vién ¢é chién luge vi ¢d cdu gon nhe nén mdt nhin
vién thudng duge yéu ciu lam nhi€u céng viée khdc nhau.

Ty hoe. Ngay cing c6 nhiéu néi dung dao tao dudc thi€t k& dusi
hinh thifc tv hoc trén nhitng phwong tién nhu CD, Intemnet, sdch tu
hoc (cudn sdch ndy 13 mét vi du dién hinh), vi viy tiy thudc vio
nhu cdu dio tao clia cd nhin ma ban c6 thé khuyé&n khich ho s&
dung hinh thic dio tao nay. Loi thé€ 18n nhit cda hinh thic hoc tip
nay 13 ngudi hoc c6 thé chi dong vé thai gian, dia di€ém va mifc d6
ti€p thu c¢lia minh.
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4.4 Chon hinh thic dao tao nao?

Chiing ta vira xem xét nhitng hinh thdc ddo tao phd bién, mot ciu
hoi dit ra 1a nén chon hinh thitc dio tao nio dé dat muc tiéu dat ra?

Thuc hanh 29 2 phut X E
Hay nghi dén nhu cdu dao tao ma ban s& phii ddp @ng trong cdng

ty ciia ban. Ban s& chon hinh thifc diao tao nao? Tai sao?

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

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

At hidn ban di phdi xem xét nhiéu yé&u 16 khdc nhau dé chon lua,
nhung t6i tin rdng ban sé khéng bd qua ba y&u 16 chinh sau day:

= Nhu cfiu dao tao. Chiing ta di thio luin & phin trén, c6 mot s6 ndi dung
dao tao s& dat hiéu qua 1t nhit v&i hinh thic diao tao tip trung, nhung
cling ¢6 nhitng k¥ nang chi cin dp dung hinh thic dao tao tai chd.

m Ngin sdch danh cho dio tao. Ngin sich sé anh hudng rit nhiéu
dé&n cdch ban trién khai hinh thitc dio tao nio. N&u ¢é ngin sich
ddi dio, ¢ 1€ ban sé khéng ngdn ngai diu tu phét tri€n ndi dung
dio tao, mdi cdc chuyén gia vé gidng day cho nhin vién hay gdi
nhian vién di hoc nhiing khéa hoc ¢é chat lugng. Nhung diéu nay
khong ¢6 nghia 1a v&i ngin sdch han ch& thi ban khong 18 chie dio
tao dugc. Trdi lai, ban ¢6 thé sit dung nhitng ngudn luc c6 sin trong
cong ty d€ trién khai hinh thitc dao tao tai chd.

m Gidng vién. Ai sé tham gia gidng day hay hudng dn ciing 4nh hudng
khd nhiéu dén quyét dinh chon hinh thic dio tao ciia ban. Ban khé
c6 thé 4p dung hinh thic dio tao tai ch® n&€u nhitng cip trén truc
ti€p cla ngudi hoc hay nhitng nhén vién lanh-nghé phdi ddm nhén
nhitng céng viéc khdc quan trong hon hay khéng ¢é khda nang kem
cap. Mic khdc, n€u sdn phim hay dich vu trong c¢éng ty ban khd
dic thh thi ban s& gip han ché& khi chon nhitng gidng vién bén ngoai.
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Khi chon lua hinh thitc dio tao ciing khéng nhat thi€t 1a ching ta
chi chon mét hinh thire duy nhit. M6t cdch hiéu qud nhat 13 phdi
hgp cdc hinh thic dao tao.

Cac dai dién ban hang mdi & cong ty An Binh thudng dugc dao tao rat bai ban
vé k¥ ndng ban hang. Trong chuong trinh dao tao kéo dai 5 ngay ho duge
hudn luyén nhiing kién thirc vé san pham, cac budc trong qué trinh ban hang,
kj nang thuong lugng, k¥ ndng tng x{r véi nhitng khdch hang khé tinh. Cac
bai kidm tra cubi khéa dao tao cho thdy cic dai dign ndm rat rd nhiing kién
thitc va ky ning da dugc dao tao. Tuy nhién, giam ddc ban hang clia cong ty
nhan thdy ring c4c dai dién ban hang luén ling ting khi di gap khach hang
trong thoi gian d4u (thuding kéo dai tir 2-3 thang), diéu nay khién ho bd mat
nhiing co hdi ban hang higm co.

Chuong trinh dao tao vi thé dugc diéu chinh. Thay vi hoc 5 ngay lién tuc,
chuong trinh dugc rdt ngdn con 3 ngay, sau d6 céc dai dién ban hang méi
dugc kém cdp bdi nhiing ngudi ¢6 kinh nghiém hon di gap khach hang. Nhiing
ngudi co kinh nghiém dong vai trd 1a ngudi hd trg ddng thdi quan sét qua trinh
tiép xac véi khach hang clia nhiing dai dién mdi dé cho ¥ ki€n phan héi vé
nhiing gi 1am t8t, nhiing gi c4n hoan thién, Bén canh d6, cong ty con danh
thai gian dé cac nhan vién chia sé kinh nghiém ban hang trong nhitng cudc
hop hang thdng cla phong bén hang. K&t qua 1a cac dai dién ban hang mdi
nhanh chong ¢ dugc sy ty tin khi tigp xdc véi khach hang va mang vé nhiing
don dat hang co gia trj cao.

Trong da s6 trudng hdp, phéi hop cdc hinh thifc dio tao sé thic diy
nhanh qud trinh hoc tdp va @dng dung k¥ ning mdi ciia nhan vién,
din dén rit ngdn qud trinh cai ti€n k€t qua lam viéc.

Thuc hanh 30 3 phiit 8

Ti€p tuc v8i nhu cdu dao tao ma ban nghi dén trong bai thyc hanh
29. Ban s& ph6i hgp nhifng hinh thic dio tao ndo trong s nhifng
hinh thitc néu trén?

.........................................................................................................
........................................................................................................
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5 Chuén bi viéc 4p dung ndi dung hoc tap
vao cong viéc thuc t&

Pén diy thi ban di xdc dinh dusc nhitng diéu cin thi€l nhit dé &
chifc hoat ddng dio tao. Ban ¢6 thé dat hiang cho cdc céng ty dio
tao (n€u ban quy€t dinh chon ngudn luc bén ngoai) hodc nhiing
“gidng vién ndi bd™ trong cong ty d€ ho cung cAp nhifng ki€n thifc
va k¥ nang can thiét cho ddi tugng cdn dio tao. Th€ nhung lidu vai
trd clia ban — ngudi chiu trich nhiém dio tao va phdt tri€n nhin vién
dén diy 12 chAm dit? Liéu nhin vién sé ty khic lam viéc t6t hon
sau khi dudc dio tao?

C6 18 ban dbng ¥ v4i toi ring trong quéd trinh dao tao, nhin vién sé
dat dugc nhidng kién thic va ky niang nhu mong dgi. Tuy nhién,
day chua phdi Ia két qud cudi ciing ma doanh nghiép mong muén
khi ddu tr dio tao nhdn vién. K& qud ma doanh nghiép mong mudn
la tang k&t qua thyc hién cong viéc. RO rang két qud nady chi ¢o
thé dat dudc khi nhin vién thé hién nhitng thay di trong cdch thic
thuc hién cong viéc thong qua viéc ap dung nhitng diéu da hoc duge
vao thite t&

Céiu hoi dat ra 1a liéu nhin vién 6 d& dang 4p dung nhiing dicu di hoc.

Thuc hanh 31 2 phit &

Ban hdy n'gilT'vé mot khda dio tao ma ban tham gia gdn day. Ban
gip phdi nhitng trd ngai gi khi 4p dung nhirng ndi dung hoc duge
vao cong viéc?

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

Tinh hudng thudng xdy ra vdi ngudi hoc 1a ho thid'y minh nim bit
mdt k§ ning mdi nao dé rit (6t trong khéa hoc nhung khi quay vé
lam viéc thi lai khong thyc hién t&t bing. M6i trudng lam viéc cé
nhifng han ch& giy dnh hudng khoéng nhd dén viéc d4p dung cdi méi
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mai chiing ta dd dwge dio tao. Ban hiy xem minh gip phdi nhiing
han ch&€ nio trong s6 néu sau diy:

C4p trén khodng ung hd. “Cdp trén cia t6i khdng thich t6i lam theo
cdch ma t6i hoe duge vi sg rii ro."

K§¥ ning hoc dudc khéng thich tng vdi thiét bi, qui trinh hay phudng
thifc 1am viéc hién hanh trong cdng ty. “Téi hoc vé qudn tri nhdn sy
nhung & céng ty cida 18i, sép t6i la ngudi quyét dinh hét moi viéc
vé nhdn su.”

Xung dot gitta cdc thif tf vu tién trong muc ti€u cdng viéc. “THi dugc
day vé cdc phuong phdp dé ddm bdo chdt lugng nhung & bj phdn
16t lam vige th §6 lugng duge coi trong hon la chdt lugng.”

Ap luc ti phia déng nghiép trong cliing phong ban hay & nhitng phong
ban khdc. “Nhing déng nghiép ciia 10i cho rdng t8i dang choi trji
khi mudn lam khdc di.”

Khdng khen thudng tudng xding. “Tdi lam khdc di thi sé duge gi?”

Bin thin ngudi hoc khé 1dng vugt qua nhifng han ché& néu trén dé 4p
dung nhitng didu di hoc vio thuc t& Vi vay cAp quin 1y, cu thé 1a
ngudi cip trén trye t€p s& cin tao didu kiér d€ ngudi hoc thyc hién
t6t budc cudi cling ndy. Mot s diéu ma ban cin vach ra hoic dé nghi
cAp trén trye ti€p clia ngudi hoc ¢6 k& hoach “sau dio tao” gbm:

Giao cho nhin vién mdt céng viéc hay mdt du 4n mdi trong dé cho
phép nhin vién st dung nhitng ki€n thitc, k¥ ning mi ngudi nay
hoc dudc;

Cho nhin vién cd hdi “thir va sai” khi trién khai nhitng diéu di hoc
duge trong ¢dng viéc,

T8 chite nhitng budi bdo cdo thu hoach d€ cling nhin vién di€m lai
nhitng gi dat dugc khi 4p dung nhifng cdch thic thyc hién cdng viée
mdi vi ddc két thinh nhitng chuin myc trong thyc hién cbng viéc;

(3 tAm quin 1y cao hon, ban nén d& nghi cong ty dit tiéu chi khen
thudng va tao ra cd ché duy tri viéc chia sé va 4p dung nhitng diéu
da hoc duge vio cong viéc dé tao ra théi quen “hoc hdi va ip dung”
3 nhin vién.
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Cé nhu thé thi nhin vién méi c6 ddng luc dua nhitng diéu dd hoc
dugc vio thuc t& va tao ra nhifng thay ddi tich cuc trong k&t qud
cOng viéc.

Thyc t& cho thid'y nhitng cbéng ty dp dung song song viéc tao diéu
kién dé nhéin vién 4p dung nhitag diéu dudc dio tao vao cong viéc
vd ¢6 nhitng ti€u chi khen thudng thi Idt nhudn thu duge so véi chi
phi bd ra dé dao tao 12 rdt 16n.

Muc (i€p theo sé& thdo luin nhitng phuong phdp c¢d bdn giip ban
ddnh gid duge nhiing thinh qua mi dio tao mang lai.

6 Chuén bj viéc danh gia higu qua dao tao

Cing gifng nhu nhitng hoat dgng khic trong doanh nghiép, hoat
déng dio tao cling cdn dudc ddnh gid dé€ xem k&t qui thu dugc ]a
gi va riit ra bai hoc kinh nghiém cho nhiing 1n ti€p theo. Ban sé
tim dude cdu trd 181 cho nhing diéu ma ban mudn biét sau khi t8
chifc cdc hoat déng dao tao nhu:

® Cdc hoat ddng dio tao ¢é dat muc ti€u dit ra hay khdng?
m Nhin vién hge duge nhitng gi tir chudng trinh dao tao?

= C6 gi trong chudng trinh dio tao c¢An dude cii thién, bd sung hay
thay d6i?

= C6 nhitng thay d8i gi cdn thyc thién trong nhifng k€& hoach dao tao
trong tiong lai vé ndi dung, phuong phédp, ciing nhu vé chi phi?

Mit khéc, viée danh gid k&t qud dao tao ciing gidp ban trd 13i nhitng
cdu hdi mi cAp lanh dao doanh nghiép mudn biét vé nhitng gi thu
dudc tir dao tao. Cu thé la:

m C6 thay d8i d nhin vién va trong cdng viéc clia ho khong?

m Nhitng vin dé€ vé& két qud thue hién cong viéc trude khi dao tao cd
dude gidi quyét?

m Chi phi vi nhiing nd luc b3 ra cho viéc ddo tao c6 xing ding va
hop Iy khéng?

m K&t qud cudi ciing mang lai cho doanh nghiép 12 gi?
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Hiéu qud dao tao dugc dinh gid § nhiting mifc dé khdc nhau iing
véi timg khia canh va cOng cy tuong ¥ng. Ban hdy tham khdo bdng

sau diy.
Muc 46 | Khia canh ddnh gid | Van dé guan tam| Céng cu
Mat (1) | Phdn ting cla ngudi | Ngudi hoc thich | Bdn cdu hdi
hoc chudng trinh hoc | ddnh gid
nhu thé nio?
Hai (2) Nhing kié¢n thyec/ Ngudi hoc hoc| Bidi ki€m tra,
k¥ ning hoc dugc | dugc nhitng gi? | Tinh hudng gid
Ba (3) Ung dung vao cbng | Ngudi hoc dp| Nhing do ludng
viée dung nhitng diéu| vé k€t qud thyc
d3 hoc vio céng| hién cdng viéc
viéc nhu th& nio?
Bén (4) K&t qud ma doanh | Doanh nghiép thu| Phin tich Chi phi
nghiép dat dugc dugc gi t viéc ddu| bd ra va Lgi 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 ¢6 th€ ddnh gid ngay trong
qud trinh dao tao. Trong khi dé mic dé Ba va Bd&n chi thuc hién
dugc sau qud trinh dédo tao.

Diéu ndy din ching ta dén trong tim clia viéc danh gid. N&u ban chi
quan tim dén ndi dung khéa hoc va gidng vién tién hinh dio taoc nhu
th€ niao d& cung cip k¥ ning, kién thitc hay thay déi thdi do clia ngudi
hoc thi ban chi ¢in ddnh gid hieu qud dao tao 8 mitc do Mbt va Hai.
Tuy nhién, néu ban mudn do ludng hidu qui dio tao thé hién nhu thé
nio tai noi lim viéc, ban s& chon miic d& Ba vad Bon. D&i v8i hai midc
dd nay, ban s& cin nhigu thdi gian v can nhiéu ngudi tham gia hon.
Biy gid ching ta sé& tim hi€u mét s¢ phudng phdp d4nh gid don
gidn mi ban cé thé tu thyc hién:

Ban ciu hdi ddnh gid

Bin ciu hdi danh gid yéu cdu ngudi hoc chdm di€m vi cho ¥ kién
vé& chudng trinh hoc. Qua d6 ban biét duge di€m nio cin hoin thién

cho chuong trinh. (Phi€u dinh gid dinh kém trong cuén sich nay 1a
mo6t minh hoa che bdn ddnh gid.)
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® Thdo ludn nhém vdi ngudi hoc

Tién hinh thio luin nhém véi ngudi hoc ngay sau khéa hoc dé tryc
tiép nhin phin hdi cha nhiéu ngudi cling moét lic vé khda hoc.
m Bai ki€m tra cudi khéa

Piay la cach d€ ki€m tra liéu ngudi hoc ¢6 nim bit duge nhitng ki€n
thitc nhit mong muén hay khdng. Bai kiém tra ¢6 thé dudi hinh (hitc
bai tdp tinh hudng, ciu hdi tric nghiém, v.v. Thong thudng gidng
vién s€ 13 ngudi tié€n hanh ki€m tra va cho ¥ kién phdn hdi vé bai
ki€m tra tai chd.

Nhirng phucng phdp néu trén gidp ban hi€u dugc phin ¢ng clia ngudi
hoc va nhitng ki€n thite/ k¥ ning ma ngudi hoc hoc duge (mic dd
I vd 2). Nhitng phuong phdp niy cé thé thyc hién ngay sau chuong
trinh hoc. Trong khi d6, d€ ddnh gia dude liéu ngudi hoc c6 that sy
dp dung nhitng diéu di hoc vio cbng viée vi mang lai k&t qud gi
cho doanh nghiép, ban cin dit ra mdt khodng thdi gian d&€ ngudi
hoc dp dung sau dé mdi ddnh gid. Ban c6 thé€ sit dung hai phuong
phip sau:

w Quan sit nhin vién tai chd

Théng qua viéc quan sit nhitng biéu hién clia nhin vién trong céng
vigc, ban c6 thé biét duge nhitng ki€n thife vd k¥ ning méi cé dude
ip dung hay khéng.

® Phdng van cip trén tryc tiép vé bi€u hién va két qud cong viéc cla
ngudi hoc sau khi duge dao tao

Céch ndy gitp ban bi&t dude ngudi hoc cé nhitng thay ddi gi trong
khi thuc hién cdng viéc va dat dudce nhitng k€t qui gi sau khi dugc
dio tao, Cin ot vio k&€t qud ddnh gid, ban c¢é thé xic dinh diu ty
cho viéc dio tao vi phit trién nhin vién mang lai k&t qui gi cho
doanh nghiép.

w D&i vdi nhitng k¥ nang ¢6 th€ 4p dung ngay 1ap tic ching han nhu
k¥ ning bdn hang, k¥ ning vin hinh mdy, k¥ ning chim séc khach
hang, v.v..., ban nén cling cdp trén trye ti€p dva ra nhirng tiéu chi
thyc hién cdng viéc, hay nhitng hinh vi mong muén sau khéa hoc.
Vigc danh gid hi¢u qua dao tao s€ dya trén viéc liéu ngudi hoc cé
tuan theo cdc tiéu chi hay c6 nhing bi€u hién mong muén trong
thyc t€ céng viéc hay khdng.
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m D&i véi nhitng k¥ ning ma ngudi hoc can phdi ¢6 diéu kién phi

hdp hay nhiéu thdi gian mdi 4p dung va phat trién dugc, ching han
nhu k¥ ndng linh dao nhém, k§ ning lam viéc theo nhém, v.v...,
ban nén cé nhilng ggdi ¥ dé gidp ngudi hoc dp dung. Cu thé 1a yéu
cdu ngudi hoc 1dp k& hoach hanh déng sau khéa hoc, trong d6 néu
nhitng hanh vi hay nhitng nhiém vu (doi hdi st dung nhitng ky ndng
dd hoc) ma ho s& thuc hién. Cip trén tryc ti€p sé hd trg d€ ngudi
hoc thuc hanh vi cing ¢d ky ning. Viéc ddnh gid s& dua wén nhitng
thay déi gl ma ngudi hoc biéu hién trong cong viéc va nhitng thay
ddi nay mang lai k&t qui gi cho doanh nghiép.

Thuc hanh 32 2 phiit &

Ban s& 4p dung nhitng hinh thifc ddnh gid nao vao chudng trinh

dao tao sip d€n trong cong ty ban?

7 Dat su cam két ctia nhifng ngudi c6 lién quan

Nhu vidy ban dd di gdn hét doan dudng d€ 1&n ké hoach cho mét
hoat déng dao tao bat ky trong c¢ong ty. Ban di lin lugt di qua cdc
budc gébm: ddnh gid nhu cdu dao tao, xdc dinh thi ty wu tién cho
cdc nhu ciu dio tao, xdc dinh muc tiéu dio tao, chon lva hinh thifc
dio tao, chudn bi cho viéc dp dung sau dao tao va phédc thio ké
hoach ddnh gid. Biy gid ching ta sé di thém mét bude cudi ciing
nhung ciing dnh hudng nhiéu dén su thinh cong trong trién khai ké
hoach ciia ban 1a ¢6 dude sy cam k&t cla nhifng ngudi cé lién quan.

Theo k& hoach. trong qui 3 nay Mai Huong s& trién khai chuong trinh dao tao
ky nang qudn ly nhém cho céc trudng nhom ti cic phong ban trong cong ty.
Chuong trinh gém mat loat cac khoa hoc v& kY nang giao tiép, ki ning xay
dung doi nhom, k¥ nang dam phén, k¥ ndng qudn Iy ngdn sdch, ky nang giai
quy8t van dé, v.v. Lich hoc da dugc s3p x&p sdn va x4c nhan tir nhiéu thing
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trudc. Theo thigt k& clia chuang trinh, hoc vién s& hoc tap trung titng dot,
mdi dgt 2 ngay cach nhau tit 2-3 tudn cho d&n khi chuong trinh hoan tat.
Moi viéc di&n ra subn sé trong 2 dgt ddu tién, sau dé thi mot s6 hoc vién
b4t ddu ving mat hay tham gia khdng ddy du 2 ngay hoc. Ly do thudng la
do ban cbng tac dot xuat hodc vi cAp trén di ving nén ho phai c6 mat dé
diéu hanh c8ng viéc. Mai Huong da trao ddi vdn dé nay véi cdp trén tryc
ti€p clia nhiing hoc vién nay nhung tinh hinh c¢6 vé khéng thay di. Con 2
dot nira 1a chuong trinh k&t thic va s6 lugng hoc vién ti€p tuc tham gia chi
con mdt nda so véi ban dau..

Thuc hanh 33 2 phit 8

Trong trudng hgp néu trén, Mai Huong da thi€u sy cam két cla
nhitng ngudi c6 lién quan dén chudng trinh dio tao. Theo ban, dé
trién khai k& hoach dao tao' mdt cdch sudn sé, ban s& cin syt cam
k&t clia nhitng ngudi nio?

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

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

Chic chdn, ban sé phdi ¢6 dude cam két clia nhitng ngudi sau:

Ban gidm déc, cu thé 1a gidm doc cong ty. Ngudi nay sé hd trg
ban vé mat kinh phi ddng thdi tao cho ban mét s& quyén han dé
ban thuyc thi k€ hoach dio tao.

Cép trén truc ti€p cla nhian vién sé dude dio tao (ngudi hoc). Nhirng
ngudi nay déng vai trd khd quan trong trong suét qué trinh hoc tap,
dac biét la giai doan (ng dung ky ning cia nhin vién.

Trudc khi hoc, cip trén cin cho nhin vién hi€u ré muc tiéu va 1y
do ciia chudng trinh dao tao. Trong quéd trinh hoc, cdp trén truc ti€p
can cam két tao diéu kién vé thdi gian (d8i vdi hinh thire dio tao
tip trung) d€ dim bdo nhin vién tham gia diy di cic khéa hoc.
NEu cip trén truc ti€p déng vai trd 1d ngudi kém cip hay dd diu
(hinh thic dio tao tai chd) thi sy cam k&t tham gia nghiém tic,
kién nhin la hér sifc cin thiél
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Sau thdi gian hoe, cAp trén tryc ti€p ciing phdi ¢ tréch nhiém Khuyén
khich, tao ¢d hdi cho nhin vién 4p dung nhitng diéu di hoc vao
cbng viéc, Theo k€t qud nghién cifu, cip trén tryc ti€p c6 dnh hudng
quan trong dén sy thinh cong cla viéc dao tao nhin vién.

Ban than ngudi hoc. Ngudi hoc 13 tim di€ém cda sudt qud tinh dio
tao vi vy chiing ta cin ddm bdo ring ngudi hoc cam k&t tham gia
chigng trinh dio tao diy di d€ dat muc tiéu hoc tp dit ra ban diu.

Hay tu dénh gia 3 12 phit &

Ban hiy xem xét nhifng muc tiéu dio tao trong nhitng finh huéng
sau diy va dé nghi diéu chinh (n€u cin) d€ ddm bdo tudn theo
nguyén tic SMART.

Hing 1&n k&€ hoach 1§ chiic mét chudng trinh dio tao vé& ddnh gia
nhin vién trong c¢déng ty cho cdc trudng bd phin d€ chuin bi cho
ddt ddnh gid trong 2 thdng t§i. Lin nay, ndi dung clia chudng trinh
tAp trung vao cdch thific cung cip ¥ ki€n phdn hdi vé két qud cbng
viéc cda nhdn vién trong qud trinh ddnh gid. Hing muén sau khi
tham gia chudng trinh dao tao ndy, cic trudng bd phdn sé thuc hién
(6t hon viéc cho ¥y ki€n phdn hdi. Bdi vi theo cdc trudng bd phin,
cd ho 14n nhin vién déu cdm thdy khong thodi m4di khi thuc hién
hoat dong nay do he khdng bi€t ti€n hianh nhu thé nio. Muc tiéu
m2 Hiing dit ra cho chudng trinh dio tao 1a: “Thyc hién t8t viéc
cho ¥ ki€n phdn héi.”

M4t trong nhitng han ché ctia qud trinh phéng v4dn trong céng ty
cia Minh 13 cdc trudng bd phan khéng 1y duge diy dii thdng tin tit
ng ot vién khi phéng van tryc ti€p. Piéu ndy din d&n nhilng quyét
dinh sai khi quyét dinh tuyén dung. Tuin t&i, Minh s& t& chitc mét
khéa dio tao vé€ k§ niing phdng vin trong dé cung cip nhitng md
hinh ciu héi giip ngudi phdng vdn khai thic nhitng thong tin vé
kha niang thuc t&€ clia @ng vién. Minh dit ra muc tiéu 1a: “Céc trudng
bd phin sé chon dugc nhitng 1ing vién gioi.”
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Cong ty cia Loan hién c¢é nhu ciu phdt tri€n k§ ning “Linh dao”
cho mét s§ cic cde trudng nhém d€ ddp ¥ng nhu cdu phat trién cla
cong ty. Loan nghi ra m6t s8 cich dio tao k¥ ning nay d& dé xuit
1&n ban gidm d6c codng ty nhy sau:

Cdch 1: G3i nhitng ngudi ndy dén mét khéa hoc ngdn ngdy vé Ky
ning Lanh dao do mét ¢dng ty (r vin dio tao cé uy tin thyc hién.

Cidch 2: Giao cho nhitng ngudi ndy qudn Iy mdt dy dn hay chiu trich
nhiém chinh trong mét mang c¢éng viéc nio dé doi hdi phdi lanh
dao mdt nhém ngudi. Pong thdi s& bd tri mdt ngudi ¢6 kinh nghiém
hon 1am ¢& vin cho nhitng trudng nhém nay trong sudt qud trinh
thuc hién ¢ng viéc hay qudn 1§ dy dn.

Céch 3: Mua nhitng cudn sdch hay cla cic tdc gid ndi tiéng vé chii
dé linh dao, hay nhiing chudng trinh f hoe vé& k¥ ning linh dao
duge thi€t k& wén CD cda cdc tudng dai hoc danh ti€ng nhy Dai
hoc Havard va Xhuyén khich nhitng ngudi ndy tham khdo.

Ban hiy gitip Loan phin tich nhitng di€m wru viét va han ché clia
tifng hinh thiic diao tao néu trén.

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

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

Ban c6 thé tham khdo ciu trd 13i & phin Pdp dn cdc bai tw ddnh
gid 38 cudi cubn sich.
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W

8 Tom tat

® Thi tv wu tién clia cdc nhu cdu dio tao duge sip x&p dva trén
mitc d6 quan trong vi tinh khdn cdp cla nhu ciu d6i véi hoat
d6ng kinh doanh cia doanh nghiép.

m Muc tiéu dio tao cin tuin theo nguyén tic:

Cu thé;

Po ludng dudc;

Kha thi;

C6 lién quan;

Han dinh thdi gian hop 1.

= Hinh thifc dio tao bao gém:

Hoc tip trung;
Hoc tai chd; :
Nhitng hinh thitc hoc linh hoat khic.

m K&t qui thye hién ¢ong viéc s€ c¢di thién khi nhdn vién dugc
tao diéu kién 4p dung nhitng diu da hoc vao thyc t&€ cbng viée.

= Hiéu qud dio c6 thé dinh gi4 theo bon mﬁ'cidﬁ:

Mifc d9 1: Phdn @ng clia ngudi hoc

Mifc d6 2: Noi dung hoc dudc

Mtc d6 3: Ung dung vao cong viéc

Mirc 49 4: Két qud ma doanh nghiép dat dudgc

m Nhitng phudng phip ddnh gi4 hiéu qud dio tao gém:

Béan cidu hdi ddnh gid;

Thédo ludn véi ngudi hoc;

Bai ki€m tra cudi khéa;

Quan s4t nhin vién tai chd;

Phdng van cp trén trifc ti€p vé két qui cb'ng viéc sau dao tao.
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L] Dal su cam k€l cﬁa nhﬁng ngudi ¢6 lién quan 12 y€u t6 khéng
thé thi€u d€ gidp ban trién khai k& hoach dao tao thanh cong.
Ban@e cﬁh sy cam két cﬁa

a:Ban -glﬁm dée cﬁng--l_;y,

= Cép trén tryc ti€p clia ngudi hoc; ,
= Bdn thin ngudi hoc... !
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9 Suy ngam

By gi¥ ban danh 5 phit d€ suy ngim nhitng vdn dé vira nghién
ctu va nghi xem ban sé 4p dung ching vio thuc t€ cdng viéc cia
ban nhu th€ ndo? Hay vi€t ra nhitng suy nghi clia ban:

Al Téi da hoc dudgc...

Ap dung khi nao?

Ap dung diéu d6 & cong viéc nao?

A! Téi di hoc duge...

Ap dung khi nao?
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1 Bai kiém tra nhanh

Dé&n ddy, ban da hoan tit cudn sdch. Nhitng ciu hdi sau diy sé& gidp
ban nhd lai nhitng ndi dung ma chiing ta da thdo ludn. Ban hiy ghi

ciu trd 161 ngdn gon vio nhitng hang tréng.

Ciu héi 1 Muc dich chinh ctlia dao tao 12 gi?
Chu hoi 2 Hiy néu 3 lgi ich cu thé ma dio tao mang lai cho doanh nghiép.
Cau héi 3 Pio tao 1 chuyén giao k¥ ning va kién thic, dio tao ciing

kéo theo thay déi.
B6 la thay d6i gi?

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

.........................................................................................................
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Ciu héi 6 Hai trong 58 nhitng giai doan eilia chu trinh dao tao 1a: Xdc
dinh nhu cdu dao tae va Thyc thi k€ hoach dio tao. Hiy néu
2 giai doan con lai.

Céiu hdi 7 Muc dich cudi cling cfia danh gid nhu cdu dio tao 1A gi?
Cau hoi 8 Néu cdc budc trong ddnh gid nhu cau dio tao.

Cau héi 9 Khi ndo thi dio tao 13 gidi phdp cho khodng cdch trong k&t
qua cdng viée?

Ciu hoéi 10 Néu 2 tai liéu sdn c6 trong doanh nghiép ma ban c6 thé tham
khio d€ danh gid nhu ciu dio tao.
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Céu héi 11 Muc tiéu dio tao phii néu duge diéu gi?

Ciau héi 12 K&t qud cdng viée néu trong myc tiéu dio tao phii kém theo
diéu gi?

Céu hdi 13 Néu hai 1¢i di€m cia hinh thic dio tao tip trung.

Ciu héi 14 Khi chon lya hinh thitc dio tao, chiing ta phdi cdn nhic rat
nhiéu y&u t5. Hiy néu 2 trong s& nhitng yéu t& nay.

Cau hdi 15  Néu nhifng ngudi ma ban cdn cé su cam k&t cia ho khi trién
khai k& hoach dao tao.

Ban c6 th€ tham khdo cic ciu trd 18i & phin cudi cudn sich.
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2 Bai tap finh huéng

Tudn trudc, gidm d6c cong ty dé nghj Loan — gidm d&c nhdn sy
cong ty lién lac v8i mot s§ trung tim dao tao d€ sip x€p cdc khoa
dido tao k¥ ning qudn ly cho cdc trudng b6 phin trong céng ty.
Theo gidm déc, qua nhing 1an ti€p xic va 1am viéc véi nhing
ngudi thudc cip qudn 1y cla nhitng cong ty khic trong nganh, 6ng
thd'y he vugt trdi so vdi nhitng ngudi dang git chic vu tudng ty
trong c¢dng ty. Diém khdc biét 16 ring nhit 13 nhitng ngudi trong
cong ty thi€u hidn tdc phong quin 1y linh hoat va khoa hoc. Tuy &
vai trd quan 1Y nhung hg x& 1y cdng viéce nhu nhifng nhin vién
binh thudng. Ho khéng bi€t phdi hodp véi cdc phong ban khdc dé
thyc hién cdng viéc, va luén hdi ¥ ki€n éng vé tdt cd moi viée
ma khéng ty dua ra quyét dinh hay gidi phdp nio. Ong lo s¢ ring
véi nhitng muc tidu kinh doanh diy tham vong mi céng ty dit ra
trong thdi gian t6i, nhitng ngudi nay khé 1dng thyc hién 61 vai trd
cda minlt, dic biét 1d viéc ning cao thé canh tranh clia cdng ty
trén thi trudng. Ong tin ring ho cin dude dao tao thém vé k¥ ning
quan 1y. Ong goi ¥ cho Loan tén cda mét loat nhitng khéa dio
tao dang hién cé trén thi trudng va yéu ciu cd lién lac d€ héi hoe
phi va thdi gian hoc. Ong néi sau khi bi€t duge cdc théng tin trén
dng s& quy€t dinh cho ai di hoe khéa nio. Cdch théng thudng ma
ong vin 4p dung 1i cho nhing ngudi ma dng tin cdy nhdt di hoc
khéa mic tién, nhifng ngudi con lai thi hoc khda binh thudng.

Tuy déng y v8i nhin xét clia gidm d6c cbng ty nhung Loean vin
phin vin, ¢d e ngai riing gidi phdp ma gidm ddc dua ra ¢6 phin voi
vang. C6 nhd cdch diy khéng lau céng ty did cd vai ngudi di hoc
khéa hoc “Gidm ddc diéu hanh” nhung tinh hinh vAn khéng d&i khi
nhitng ngudi niy hoc vé. Loan trinh by suy nghi clia ¢& vdi gidm
ddc va manh dan dé nghi 6ng cho ¢& mét twan d&€ dm hiéu thém
tinh hinh, sau d6 sé& cling dng Gim cdch gidi quyét. Gidm dbc déng
¥ nhung vdn nhin manh ¢6 phdi ddng thdi thu thip théng tin ma
ong yéu cau.

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

w That sy 12 cdc trudng bd phan ludn phdi tdt bat véi cdng viéc, da 58
'1a trong tinh trang qud tdi.

Cdc trudng bb phin thudng giao viéc cho nhin vién ctta minh 1am
nhung ho ludn gidm sdt nhdn vién tiing chdt mot. PJi véi nhitng
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cdng viéc phiic tap hay quan trong, he thudng t¢ minh ldm vi ho
khong an tdm khi giao cho nhdn vién, ho e ring nhin vién sé 1am
sai hodc gdy hau qud dnh hudng dén ho. Pa s trudng bd phin tim
sif, ho bi€t 8 vai trd quan 1¥ ho khéng nén 6m ddm qud nhidu viéc
vd ho di vai 1an chi cho nhin vién cdch thyc hién mdt s& cdng viée
th&€ nhung nhin vién vin khéng hi€u ¥ cla ho. Vi ho khéng biét
1am th& nio khdc ngoai viéc ty lam.

Mot 58 khdc thi ndi ring ho khong bi€t phin cong cdng viéc cho nhin
vién nhu thé nao cho hgp 1. Cich ma ho hay lam 1A nhdn vién ndo
lam 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€ém tra lai.

Céc trudng bd phin vdn quen cich trao d6i miéng vdi nhitng phong
ban khic vé nhitng cdng viéc cin phii lam m3 khdng ¢ bt cif gidy ©
gl d€ nhic nhd nhau. Vi th& ¢ nhiu viéc dd ban bac va théng nhit
thyc hién nhung cudi ciing van bd 13 vi khong ai nhd dé thuc hién.

Cic bd phin ciing chua ¢6 théi quen cip nhit va chia sé théng tin
cho nhau, Vi th& sy phdi hop gita cdc phong ban khdéng ddng déu.
KE&t qui 1a d4 c¢6 nhiéu ldn cdng ty gip su ¢ vdi khach hing. Gan
ddy nhit 1A viéc chudng trinh khuyén mai dude thong bdo rdng rii
nhung hang lai chua phan phdi kip d&€n cdc di€m bén khi€n cho cdng
ty phdi xin 15i khdch hing.

Cdc trudng bé phin khdng tr ra quyét dinh vé& nhin sy, cling nhu
vé nhitng khodn chi trong bo phan. Tt cd cdc trudng hgp tif nhd
dé&n 18n ho chi d& xudt va phii chd quyé&t dinh cla gidm déc. Mot
s& trudng bd phin ndi hinh thitc ndy khi€n ho bi déng trong cong
viéc nhung do tr trudc d€n gid cdng ty 44 dp dyng nhw vy nén
ciing khéng tién gop .

Cédc trudng bd phin cdn cho biét ho ciing rit mudn tim tdi thém
théng tin trén Internet d€ hd trg cdng viéc quin 1y nhung cdng ty
vin khéng tao di€u kién cho ho. Hién trong cdng ty chi cé gidm
ddc cong ty vA mdt vii ngudi khic trong ban qudn tri 12 ¢6 thé truy
cip Internet 24/24.

Ban hiy trd 10i nhitng ciu hdi sau diy:

Theo ban, d& nghi clia Loan sé& gilp cong ty trdnh khdi nhiing sai
1Am gi?

Khodng cdch trong thyc hién céng viéc 14 gi?
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3 Theo ban, diu 14 nguyén nhin giy nén khodng cdch nay?

4 Loan nén d& xuit dao tao nhitng k¥ ning gi d€ cai thién tinh hinh?
C6 nhifng gidi phdp nio khdc ngoai dao tao?

5 Cudi ciing, ban hiy gitip Loan phac thio mdt k& hoach dao tao bing
cdch néu ra nhitng y&u 18 cin cin nhic trong k&€ hoach.

Ban ¢6 thé tham khdo cau trd 13i 8 phin Pdp dn cho bai tdp tinh
hudng & cudi cubn sich.



Hay tom Iude va suy ngam

1 Tém lugc va suy ngdm

Nhu viy, ban di hodn thinh xong ndi dung ciia cudn sich Pao
tao nguon nhdn luc, by gid¥ ching ta hdy cing nhau xem lai cic
muc tiéu clia cudn sdch.

Muc tiéu diu tién 1i:

m Ban ¢6 kha niing t5t hon d€ gidi thich sy cdn thi€t va nhitng 1gi
ich cia viéc dao tao d6i vdi doanh nghiép va c4 nhin.
Nhu ban dd biét, nhu cdu dio tao xuit hién khi c4 nhdn thiéu k¥
ning hoic kién thitc d€ thuc hién cdng vide. Viéc ddp dng nhifng
nhu ciu dio tao ndy 1a nhim ting k€t qud thuc hién cbng viéc, diéu
nay giip doanh nghiép gidm chi phi vi ting 1gi nhudn. Ngoai ra,
dio tao cdn mang lai nhitng 1gt ich v hinh khic cho doanh nghiép
14n ¢4 nhin.

M6t s6 cau hdi ma ban ¢6 thé dat ra cho minh 1a:

n T6i s€ lam gi dé co thé kip thdi nhdn biét nhu cdu dao tuo dudi géc
d§ ciia doanh nghiép 1dn bdn thdin ngudi nhdn vién?

v T6i s¢ lam thé nao dé cho nhing nguoi qudn Iy, ban gidm doc
trong doanh nghi¢p thidy dugc nhitng lgi ich ma dao tgo mang lai?

Muc tiéu thi hai 1a:

® Ban ¢é khi ning tat hon d€ gidi thich cdc budc trong ddnh gid
nhu clu.
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Trude khi ti€n hanh dio tao, ching ta phdi trd 181 ciu héi: liéu dao
tao thit sy giip x6a di khodng cdch trong k&t qui cong viée? dio
tao cho ai? dao tao nhitng ki€n thic va kj ning gi? P& 1am dugc
diéu ndy, chiing ta ti€n hinh ddnh gid nhu ciu dio tao. Cdc budc
bao gbm: x4c dinh khodng céch trong thyc hién cdng viée, phin tich
nguyén nhin gidy nén khodng cdch, xdc dinh li€u ddo tao cd phdi
la gidi phdp.

M5t vai ciu héi ma ban ¢é thé tr dit ra cho minh 1a;

s T4i sé lam gl & tng budc?

» T6i s¢ cdn nhitng ai tham gia vao qud trinh ddnh gid nhu cdu?

» T6i sé lam gi d€ thuyét phuc ho danh théi gian hgp Iy va tham gia
nghiém tic vao qud trinh ddnh gid nhu cdu?

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

V8i muc tiéu thit ba:

Ban ¢é khi niing tdt hon d€ mé ta nhitng phwdng phdp di€n hinh
trong ddnh gid nhu cdu dao tao.

Trong phin B, ban d4 dugc gidi thiéw mdt s& nhitng phuong phip
ma ban c6 thé s dung d€ thu thip thong tin trong qud trinh d4dnh
gid nhu cdu dio tao. Cdc phuong phdp bao gém: phéng vin; quan
sdt tryc ti€p/ gidn t€p ngudi nhin vién; xem xét nhitng tai liéu cé
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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 nhiing phudng phdp khdc nhu cdu héi
diéu tra, ki€m tra k¥ ning nhin vién, v.v,

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

» Phuong phdp nao sé thich hgp vdi boi cdnh cdng ty cia ban?

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

Muc tiéu cudi cing 1a:

Ban c6 kha niing té't hon dé phéic 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 phii 1én k& hoach
thie hién dé€ d4p ing nhu cdu nay mdt cdch hidu qud nhi't. Mét loat
nhitng diéu ma chiing ta cin 1am 13: xdc dinh xem nhu ciu nio cdn
dip Ung trudc, xdc dinh muc tiéu dio tao, chon hinh thic dio tao,
tim hi€u phong cich hoc, tao diéu kién dé€ ngudi hoc 4p dung nhitng
diéu dd hoc vio thyc t& cdng viéc, vach ra hudng ddnh gid két qua
dio tao, va hon hét 14 dat dugc sy cam két clia nhifng ngudi cé lién
quan.

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

»  Thit ty wu tién ciéa cde nhu cdu dao tao trong céng ty nhu thé nao?
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» Nhing hinh thitc dao tao ndo 1a khé thi trong bOT cdnh cong ty cita ban?

» Ban sé dé xudt gi d€ cdc triudng b§ phdn/ tredng nhom tao diéu kign
cho nhan vién dp dung nhitng di¢u di hoc vao thuc t& ¢ong vige?

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

» Ban du dinh vach ra huong ddnh gid két qud hoat dong dao tgo
sdp dén nhu thé nao?

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

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

Bdy gid ban hiy xem lai myc tiéu hgc ma ban da ty dit ra cho minh
& ddu cudn sich. Ban ty ddnh gid xem muc tiéu di dat dugc § mic
d6 nao?

Cé 18 ban di phin nio théa min vdi muc tidu nim bit kién thifc,
nhung con nhifng myc tiéu mang tinh chat hinh ddng thi sac? Phin
ti€p theo sé& giip ban dp dung nhitng ki€n thic ma ban git hdi
duge vao thyc tién cdng viéc,
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2 K& hoach hanh ddng

2.1 K& hoach hanh déng la gi?

K& hoach hianh déng 1a mét céng cu gidp ban d4p dung nhilng gi
rit ra dude tlir cubn sdch vio thuc t&€ cdng viéc.

2.2 Lam thé nao dé lap mot k€ hoach hanh dong?

Piy 12 lic ban xem lai nhifng ghi chép clia minh & trang Suy ngdm
sau mdi phin trong cudn sich vi nhitng ciu trd 13i 8 muc Tom lugc
va Suy ngdm.

Trude tién, hiy xdc dinh cdc muc ti€éu ma ban mong mudn dat dude
1a gi? BE€ dat dudc cdc muc tiéu niy, ban c6 thé sé gip phdi nhilng
vin dé nio? Hay liét ké chiing. Sau d6 hdy phin tich xem dé gidi
quyél titng van dé, ban sé& cin thyc hién nhitng hinh ddng gi, véi
cde ngudn luc nio, va trong thdi gian bao lau?

Hiy dim bdo tifng muc tiéu trong k€ hoach hinh déng cia ban ludn
dip ung cac tiéu chi sau:

m cu thé;
m c6 thé do ludng dudc;
m c6 thé dat dudc;
m phil hgp (vdi muc tiéu cia nhém va muc tiéu cua doanh nghiép);
m thdi han hdap ly.
Vi du:

Muyc tiéu khong cy thé: Sit dung cdc phudng phdp khdc nhau
: trong ddnh gid nhu ciu dio tao.

Muc tiéu cy thé: Phéng van 10 ngudi (trong d6 ¢6 2
- trudng bo phin) dé xdc dinh nhu cdu
dao tao cho chudng trinh dao tao cho

phong bdn hang trong nim téi.
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30

Pé dim bdo tinh khi thi, trong mdt k& hoach hanh ddng, ban chi
nén dé xuit mot muc tidu cin dat duge va khéng qud 3 vdn dé can
phdi gidi quyé&t trong mdt khodng thdi gian nhat dinh.

2.3 Lam gi vdi k& hoach hanh déng?

Khi di ldp xong k€ hoach hanh ddng, ban nén bii tay ngay vio viéc
thuc hién. Pirng dé bat ky diéu gi irl hodn ban! Trong qud trinh thyuc
hién, rit cé thé s& cé nhiing y&€u t& dnh hudng d&€n nhitng dy ki€n
cia ban. Ban hiy phin tich k¥ lu8ng nhiing anh hudng nay va trong
trudng hop cdn thi€t, ban ding e ngai gi n€u phai thay d6i mot s&
dy ki€n trong k€ hoach hanh ddng ciia minh. Nhung luu ¥ riing cudi
cing ban phdi dat duge muc tiéu da dit ra.

K& hoach hanh déng 13 dinh cho ban. Trir khi ban y&u ciu, khong
ai ddnh gi4, chim di€ém hay xem xét k& hoach ciia ban. Hiy treo
k& hoach hianh ddng & ndi lam viéc va bdt tay thuc hién ngay!

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

nhitng gi dang phdt huy tdc dung?

nhitng g1 cin dude cii ti€n?

lam thé nio d€ c6 thé thuc hién cic cdi ti€n d6?

Khi da thyc hién xong k& hoach hianh déng, ban khong nén voi vang
cAt né vio ngin ban. Ban nén danh chiit thdi gian dé dénh gid viéc thuc
hién k& hoach hanh ddng va so sdnh xem k&t quia ma ban dat dugc c6
nhy mong mudn hay khong. Piéu ndy s& gitip ban tich lfiy kinh nghiém
dé thyc hién thinh cdng cdc k&€ hoach hanh dong trong twong lai.

DBung quén ghi nhin nhitng tié€n bd ma ban di dat duge. Hiy in
mirng nhitng thinh céng clia minh!
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4 Pap an cac bai ty danh gia
Bai tif ddnh gid 1

a Nhin dinh ding. Pao tao la phudng tién d&€ gilp c4 nhén ti€p nhén
ki€n thirc va k¥ ning nhim ning cao két qud cbng viéc. Vi viy khi
nhin vién thi€u ki€n thitc va k¥ ning dé thuc hién coéng viéc thi
dao tao 1a giai phdp phl hgp.

b Nhin dinh ding. Pao tao nhin vién 13 mdt qui trinh ¢§ k& hoach va
duge 8 chitc, do vay viée 1én k€& hoach theo dinh k¥ vi bé tri nguén
Ivc cu thé cho hoat déng dio tao 1 rdt cAn thiét,

¢ Nhin dinh sai. Muc dich cla viéc dio tao nhin vién 1a ting k€t qud
cbng viéc. Do d6 dao tao nhin vién khdng chi dirng lai § viéc hudng
din nhin vién nhitng ki€n thifc va k¥ ning cho cbng viéc khi ho
mdi vao. Tréi lai, ching ta vin phii t& chific dio tao nhén vién trong
sudt qud trinh lam viéc cda ho.

a Mot rii ro 1dn khi ngudi qudn 1y gidi trong khi nhin vién thi khong
duge dio tao bai bdn 14 nhin vién sé khéng chi dfng trong cdng
viéc (do khéng ¢6 di k¥ ning cin thi€t) vi sé phu thudc rat nhidu
vao ngudi quin ly. K& qud 1a cong viée sé& khong duge thye hién
nhanh chéng, hiéu qud 1am viéc khéng cao vid ngudi quin 1y ciing
s& mat nhiéu thdi gian gidm sdt nhin vién,
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3 khia canh phét tri€n c4 nhdn, ¥ ki€n nay hodn toin ding. Thé
nhung trong bdi cdnh cdia doanh nghiép, n€u doanh nghiép hodn
toan khdng can thiép vac viéc dio tao nhin vién, mdi c4 nhén sé tu
phdt trién ki€n thitc vd k¥ ning nhim phuc vu cho muc dich riéng
cliia minh chit khéng phidi cho muc dich chung cia doanh nghiép.
Nhu vy doanh nghiép khéng tin dung duge sy hoc héi cla cd nhin.

Bai ty dénh gid 2

Minh s& vugt qua cdm gidc € ngai néu anh biét duge 1¢i ich ma viée
ddnh gid nhu cdu dao tao mang lai cho ¢6ng ty, cho phong ban va
cho cd nhin vién. Théng qua viéc d4nh gid nhu ciu dio tao, anh s&
x4dc dinh dude nhitng diéu rit thuc té nhu:

Liéu dao tao c6 gitp tAng két qud 1Am viéc? Hay ¢é nhitng hinh
thitc khac?

Nén dao tao ai? Pao tao cdi gi?

Nhilng tiéu chi ddnh gid sy tién bd cha nhin vién sau dio tac 1a gi?

Tra 131 nhitng ciu hodi nay gitip Minh ddm bdo viéc diu tf tién bac
va nb lyc cho hoat dong dio tao 1a ¢6 hop Iy va hon hét gitp cdi
thién két qui céng viéc. Va so vdi thdi gian bd ra cho viéc ddnh
gid, lgi ich mang lai 12 rdt 16n.
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Nhitng nguyén nhdn giy ra sy gidm sit trong sdn lugng clia phin
xudng cé thé 1a:

V& mdy méc: nhifng mdy méc méi c6 nhiéu dic tinh ma nhitmg ngudi
cbng nhdn chua ting st dung qua. Mit khdc, hudng din st dung
ddn trén mdy ¢6é chit nho, lai ddn 3 vi tri khong thuin tién nén giy
can trd cho ¢dng nhin (dic biét 1a nhitng céng nhdn 16n tudi) tim
hi€u v3 1am theo,

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

Niém tin vao sy thay d6i: tuy cong ty thay d8i mét loat miy mdi, nhung
ngudi sif dung von Ia cdng nhin lai khéng thiy duge gia tri ma nhilng
chi€c mdy mdi mang lai, ho vin tin 12 nhitng chi€c mdy cii tién dung
hon. Vi th€ ho khéng khai thic hé€t nhitng dic tinh cia nhiing chiéc
may mdi d& ¢6 thé dat niing sudt cao hda.

Nhitng gidi phdp ma ban c6 thé dé nghj 1a:

Vi€t lai nhitng bin hudng din si dung vdi chif to va ddn & nhilng vi
tri thuin tién dé c6ng nhidn tién theo doi.

Xem xét lai ch€ d6 ludng béng ciia cong ty dinh cho cdc cdng nhén,
néu cin thi€t thi nén diéu chinh lai hay gidi thich cu thé lai cho céc
c6ng nhin bi€t d€ tranh bat binh 1am &nh hudng dén tinh thin hgp
tic v ning suit lao dong.

Chi cho céng nhin thiy nhitng vu viét cla cdc thi€t bi mdi d€ ho
c6 dong co khai thdc vd tin dung nhilng chiic ning cia mdy trong
sdn xuit.

T8 chitc mot budi hudng din st dung mdy méi cho nhitng cong nhin
16n tdi dé ho cé thé thao tdc 5t hon trong khi 1am viée.

Trong titng trudng hdp, ban c6 thé st dung nhitng phuong phip nhu:

Quan sdt nhitng bi€u hién cda giao dich vién trong khi ti€p xic vdi
khich hiang.
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Phdng vAn cdc trudng b phin. Trong dé ban c¢é thé yéu cdu ho
mb td cdc tinh hudng cu thé, tim hi€u nhitng mong dgi cia ho ddi
v8i nhin vién vé k&t qud cbng viéce, v.v...

Phéng van nhin vién. Ban s& tdp trung im hiéu nhitng trd ngai nhén
vién gip phai khi x{ 1y nhitng sy c6 trong cdng viéc.

Né&u c6 thé thi quan sdt cdch nhin vién xi 1y nhidng sy c¢d trong
cbng viée.

Bai ty ddnh gid 3

. Muc tiéu ma Hiing dua ra khong cu thé va khé c6 thé do ludng dugc.

Chiing ta c6 th€ diéu chinh myc tiéu thinh: “Ti€n hanh ding cdc
budc khi cho ¥ ki&n phan hdi hiéu qud thuc hién céng viéc clia nhin
vién trong 2 thing tdi.”

That khé long d€ dat dude muc tidu ndy véi chi mot khéa hoc vé
nhitng mé hinh ciu hdi trong phdng vin. D€ thyc & hon, ching ta
c6é thé didu chinh muyc tiéu thanh: “S& dung mé hinh ciu hdi khi
phéng vin tng vién trong nhifng 1in tiép theo.”

Hoc tap trung 12 mét cdch thitc higu qud dé rit ngdn thdi gian hoc,
ddng thi 1a dip 16t d€ ngudi hoc trac déi kinh nghiém vdi nhau,
dac biét 1a d6i vdi nhitng chit dé nhu Linh dao. Thé nhung céng ty
s€ phdi chip nhdn sy gidn doan trong céng viéc khi nhifng ngudi
nay tham dy khéa hoec, ddng thdi chi rd mot s6 tién ddng k€ cho
chudng trinh hoc.

Piy 1a hinh thifc hoc théng qua trdi nghiém. Cach thiic nay rit phd
hgp véi nhitng ngudi hoc theo phong cdch ciia ngudi hanh dgng.
Cdc trudng nhém s& nidm bt dugc ki ning can phat trién khi thuc
hi€n cong vigc ¢b li€n quan, v ¢é cd hdi thuc hanh ngay, Hinh thifc
nay phu thudc rit nhiu vao k¥ ning truyén dat clia ngudi cd van.

Péy 13 hinh thitc dio tao linh hoat, it t8n kém, khéng gdy trd ngai
dé€n cdng viéc. Tuy nhién, hinh thic ndy doi héi c4 nhin phdi nd
luc nhiéu. M6t han ch& c6 thé thdy duge 13 ngudi hoc it ¢6 co hoi
chia sé vdi ngudi khdc trong quéd trinh hoc.

Sé& 12 1y tudng néu Loan tim ra cdch hiéu qud d€ phdi hop tdt cid
nhitng hinh thife néu trén.
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5 Dap an bai kiém tra nhanh

Ciu 3
Ciu 4

Muc dich chinh clia viéc dio tao 13 ting hiéu qud 1am viéc cla
ci nhin.

Nhitng 19i ich ma dio tao mang lai cho doanh nghiép bao gém:
Viéc dio tao gidp rit ngin thdi gian hoc hdi va gidm sat;
Ting hiéu qud va hidu suit lam viéc;

Tao ra mot Ivc lugng lao ddng lanh nghé va linh hoat 1am cho
doanh nghiép giif tinh canh tranh (rtén thy trudng;

Tang ddng lyc va tinh thin lam viéc clia nhin vién tir d6 gidip
doanh nghiép dat dude nhifng muc tiéu di dit ra;

Gidm thi€u than phién clia khich hang;

Gidam thi€u nhitng vin dé€ vdéi nha cung cdp.

Pio tao din dén thay d8i vé thii do lam viéc.

Nhitng I¢i ich ma dio tao mang lai cho ci nhin bao gém:
Thdéa man v8i cdng viéc hién tai;

Tang long ty hiao bdn thin;

Cd hdi thang tién.

Khodng cdch trong k&t qud thyc hién cdng viéc 12 su khdc biét
gita k€t qud mi doanh nghiép mong mudn & cd nhin vai két
qui mi cd nhin dat duge trong thuc (€.

Hai giai doan cou lai 14:
Lén k&€ hoach va chuin bi;
Pinh gid két qué dio tao.

DPinh gid nhu cau dio tao nhim xdc dinh lidu nhu ciu dio tao 1A
¢d thit hay khéng.

Céc budc trong ddnh gid nhu cdu dio tao gdm:
Xdc dinh khodng cdch trong k&t qud cdng viéc;
Phin tich nguyén nhdn giy ra khodng cich;
Xéc dinh dao tao c6 phai la gidi phdp.
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Ciu 11

Ciu 12
Cin 13

Ciu 14

Ciu 15

96

Khi nguyén nhin clia khodng cich trong k&t qui thyc hién cdng
viée 1a su thi€u kién thifc va k¥ ning thi dio tao 13 gidi phép.

Nhitng (i liéu ¢6 s&n trong doanh nghiép md ban ¢ thé ding
dé tham khdo 1a:

m Bdn md td ¢dng viég,

m Két qui ddnh gid hiéu qud 1am viéc cia nhin vién;
Muc tiéu dio tao phii néu 16 nhitng cdi ti€n cdn thuc hién trong
cong viée.
K&t qua thic hién cdng viéc phii kém theo chuin myc thyc hién.
Mot s& 1gi di€m cla hinh thic dio tao tip trung la:

m Ngudi hoc khéng bi quiy nhidu hodc cdn ud bdi 4p lyc cong
viéc nén c6 th€ tip trung suy nghi va nim bdt ki€n thic va k§
ning mdi;

m Ngudi hoc cé co hdi thyc tip k¥ ning mad khoéng sd sai;

m Ddng thdi ngudti hoc ciing ¢6 dip suy ngdm nhitng nguyén tic ly
gidi cho nhitmg k§ ning/ qui trinh va vi the c¢6 thé dit ciu hdi tai
sao cbng viéc lai thic hién nhu th€ ndy mi khdng nhu th€ kia.

Chiing ta cdn cin nhic:
= Nhu ciu dio tao;
m Ngin sdch dinh cho dio tao;
m Ngudn lyc cé sin.
Cin thi&t phdi ¢é sy cam k&t cua:
m Ban gidm ddc, cu thé [a gidm dSc cdng ty;
m Cip trén truc ti€p cda nhan vién s& dugc dio tao {(ngudi hoc);

w Bdn thin ngudi hoc.

6 Dap an bai tap tinh hudng

1

N&u Loan thyc hién theo nhy gidm d8c yéu ciu, cdng viéc cia ¢d
s€ rat nhe nhang 13 chi viéc tim thong tin v& cdc khéa hoc va d&
gidm d6c quyét dinh sé dio tao cho ai, vi dao tao gl cdn cif vio
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nhin dinh chll quan ciia 6ng. Tuy nhién, ban c¢6 thé thdy ring cdch
1am nhu thé ¢6 nhiéu nii ro, d6 1a:

c6 thé khéa hoc ma gidm dbc chon khéng cung cAp k¥ ning ma
nhitng ngudi trudng bd phin cdn;

c6 thé nhifng ngudi trudng b3 phan thit sy khdng cin dio tao ma
chi cAn mét vai thay d6i trong cong ty;

viéc chon va phin b& khéa hoc dya trén mifc dé tin ciy clia gidm
d6c ddi v61 ngudi cdn dao tao mang tinh chit dinh tinh. Diéu nay
khéng ddm bdo cdi thién duge tinh hinh.

Nhifng riii ro nay c¢6 thé din d&€n sai lim mi cdc cdng ty hay mic
phdi 13 bd tién ra diu tr dio tao nhung khong cai thién k&t qui cong
viée thim chi gy tdc dung ngugc d&i v6i nhitng ngudi duge dao tao.

Trong trudng hgp ndy, vi gidm d6c di so siénh kj ning quin I¥ hién
tai cita nhitng ngudi trudng bd phéin va trudng nhém véi nhitng ngudi
& c4dp qudn 1y tudng dudng trong nginh, Khodng cdch ma 8ng rit
ra duge 1a: nhifng ngudi trudng bd phan va trudng nhém thidu hin
tdc phong qudn 1y linh hoat va khoa hoc, tuy & vai trd quidn 1¥ nhung
ho vdn xit 1y cdng viéc theo cach clia m6t nhin vién binh thudng.
Biéu nay khién gidm ddc lo ring ho khéng thue hién (8¢ vai trd cia
minh trong thdi gian sip dén khi ma cdng ty cé nhitng muc tiéu cao
hon. N6i mét cach cu thé hon 13 cdc trdng bd phin dang gip vin
dé trong viéc giao viée, trao d8i thong tin v6i nhan vién, va ra nhiing
quyé’t dinh ¢6 lién quan dén tai chinh vA nhin sy,

TU nhitng gi Loan thu thip dudc, ching ta c6 thé nhin thiy ring
mét 36 nguyén nhin khi€n cdc trudng bo phén trong céng ty thuc
hién 16t viée qudn 1y la:

Cich thie trao ddi théng tin: Cdch thdng nhit cong viéc bing miéng
khéng giip ngudi trudng bd phan theo déi va dén ddc cong viéc.
Céc trudng bd phin khdng biét st dung nhifng kénh trao ddi théng
tin khic d€ ki€m sodt dugc cong viée t6t hon. Ngodi ra cong ty thigu
hin mdt hé théng trao d8i théng tin sitp cdic bd phin c6 phdi hgp
trong céng vi§c hiéu qua hon,
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Giao viéc cho nhin vién: Nhifng ngudi trudng bd phin khdng biét
cdch giao bdt viéc cho nhan vién d€ “gidm tdi”. Ngoai ra ho ciing
chua ¢é cd s& ndo d€ phin bd cong viéc hgp Iy cho nhin vién.

Han ché vé quyén han: Viéc cdc trudng bd phan khéng cé quyén
han d€ ra quy&t dinh va khéng dwgc khuyén khich dé ty ra quy&t
dinh giy dnh hudng khong nhd dé€n viéc hoat ddng qudn 1y ndi bd
ctia ho.

Piéu kién 1am viéc: Thi€u cd hoi d€ ti€p cin vdi théng tin 1 bén
ngoai théng qua kénh théng tin phd cdp nhat 1a Internet ciing phin
nao han ch&€ sy md mang ki€n thic d€ cdi thién k¥ ning qudn ly
cta cdc trudng bd phin.

D& cdi thién finh hinh, Loan c¢6 thé dé nghi dao tao k¥ ning hudng
din vi k¥ ning giao viéc cho nhin vién d€ giGp cho cic trudng bd
phin ¢6 kha niang v su ty tin khi giao viéc cho nhin vién. Ngoai
ra, k¥ ndng giao tiép trong cdng viéc ciing 13 mot hd trg dé cdc rudng
b phin hiéu va ip dung nhitng hinh thic giao tiép trong cdng viée
nhim theo di va ki€m sodt céng viéc 6t hon.

Tuy nhién, song song véi viéc d& xudt dao tao thi Loan cling ¢ thé
dé nghi céng ty thyc hién mdt s& thay dbi nhu:

D& nghi ban gidm d8c cho nhifng trdng bd phin mdt s& quyén han
nhit dinh hoic khuy&n khich ho ra quyét dinh d&i vdi mét s6 cong
viéc d€ ho c6 thé linh hoat hdn trong viéc quin 1y hoat déng cia
phdng.

Tao diéu kién cho cdc trudng bé phin ti€p nhin théng tin ti¥ cdc
-3 - - ~ - = p A ) -

ngudn bén ngoai dé€ ning cao kién thiie vé quan ly.

Thi€t 1ip kénh trao d6i thdng tin gifta cdc phong ban dudi hinh thife

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

Gitip cdc trudng bd phin thiét lip bdn md td c6ng viéc cho cdc nhin

vién dé c6 thé cin ct vio d6 ma phin cong cdng viéc cho nhin
vién hgp 1¥ hon.
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Khi lip k& hoach, c¢6 1& Loan cin cin nhic nhimg y&u 8 nhu;
Nhitng ai cin dao tao?

Nhitng k¥ niing gi cin dio tao?

K¥ ning nio cin vu tién dao tac trvdc? Khda hoc ndo trén thi widng
cd dao tao k¥ ndng nay?

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

Nhin Iyc tham gia ddo tao la ngudi trong c¢fng ty hay ngudi ngoii
cbng ty?

Sau khi hoc xong, cdc trudng bd phin sé dp dung nhitng k¥ ning

méi vio cdng viéc nhu th nio?

Ho s& cdn hd trg gi tif phia giam d6c cong ty trong lic vi sau khi
dio tao?

U6c lugng chi phi dinh cho dio tao: Cht phi dinh cho gidng vién
(néu mdi gidng vién tr bén ngoai) hay hoc phi (n€u gdi nhdn vién
d€n cdc khéa hoc sdn ¢é trén thi trudng) 14 bao nhiéu? Chi phi
hdnh chdnh (thué phong &c, tai lidu,...) dé 8 chiic dao tao 1a bao
nhiéu? Chi phi cho c4c hoat ddng hd tr¢ viéc 4p dung sau dio tao
12 bao nhiéu?... Toéng chi phi véc lugng 14 bao nhiéu?

Sau khi c4n nhic cdc y&u 6 v c6 day du théng tin d€ quyét dinh,
Loan c6 th€ trinh bay k€ hoach ciia minh theo bing sau:
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PAO TAO NGUON NHAN LUC
LAM SAO DE KHOI “NEM TIEN QUA CcUA s3”

Chju trich nhiém xudt bin:
Ti€n st QUACH THU NGUYET
Bién tap:

THANH NAM
Bia:

BUI NAM
Sira bdn in:

PHAM NGUYEN
Ky thudt vi tinh:

THU HA

NHA XUAT BAN TRE
1818 Ly Chinh Thﬁng - Quan 3 - Thanh phé H& Chi Minh
DT: 9318289 - 9350973 - 9316211 - 8465595 - 8465596
Fax: 84.8.8437450 - E-mail: nxbtre @hem.vnn.vn
Website: http://www. nxbtre.com.vn

CHI NHANH NHA XUAT BAN TRE TAl HANI
S8 20 ngd 91 Nguydn Chi Thanh, Q. B8ng Ba, TP. Ha Néi
BT:{04) 7734544 - Fax: (04) 7734544 - E-mail: vanphongnxbire @hn.vnn.vn

Khd 16 x 24cm, S8 47-2006/CXB/44-05/DKKH/Tre Quyét dinh xuét ban
s0: 44A/QD-Tre, ngay 15 thang 02 nam 2006. In 3.000 cudn, tai Nha in
Thanh Nién, 62 Tran Huy Liéu - Q. Phi Nhuan - TP. HCM. In xong va nop
luu chiéu thang 2 n&m 2006,



DAO TAO NGUON NHAN LUC

Nhac dén dao tao, cac nha quan Iy trong doanh nghiép nhd va via thudng hay than phién:
“minh ¢l nhan vién di hoc vé, tudng thay déi duge gl sau khi hoc. ai dé anh ta lam van nhu
ed”, "minh dau tu dac tac hét hdi, dén luc 'dd 16ng di canh’ 1a nhan vién bd minh ra di".
Liéu doanh nghiép da nghi dén cac gial 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 sa&n k€ hoach Uny dung cu thd va trao d8l véi nhan vién trude khi cd di hoc?

Viéc dau W dao tao co phai la chuyén “ném tién qua cla sd" hay khéng 1a tuy thudc rat
nhiéu vao suy nghi thau dao vao viéc thyc hién dao tao dén noi dén chén cda doanh
nghiép.

Cubn sach nay thao luan nhilng vin dé lién quan dén hoat dong dao tao trong doanh
nghiép dudi goc nhin cda nha quan ly. Myc dich la giip nha quan ly co thém kién thiic va
Su tu tin dé-

xac dinh khi néo dao tao la giai phap cho van dé cia doanh nghiép.

quyét dinh dao tao ai, dao tao cai gi.

chuén bi nhiing budc quan trong ude. trong va saw dao tao nham dam bao viée dau W vao
dao tao la khang lang phi,

lap mot ké hoach dao tao phu hgp vdi nguén lyc cia doanh nghigp nho va via.

i tao ngudn nhian lue - i

ll (e

006031 300552
. 24000 vND

Gua 24.000d

BO SACH QUAN TRI NGUON NHAN LUC
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