CHUONG 6: DANH GIA THUC HIEN

ONG VIEC
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1.
V.

Khai niém, muc tiéu va tam
quan trong cua danh gia THCV
Hé thong danh gia va cac yéu
cau doi véi hé thong danh gia
Phuong phap danh gia

To chic danh gia THCV/Quy
trinh danh gia THCV
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|.1.Khai niém

= Panh gid THCV va danh gia mét cach
hé thong va chinh thdc tinh hinh
thwwc hién cbng viéc cua ngudi lao
dong trén co s& so sanh két qua lam
viec thyc té va cac tieu chuan d3
dwoc xay dwng tr trwdc va cung cap
thong tin phan hoi vé két qua danh gia.

= Sw khac biét gilra Banh gia thwc hién
cong viéc va Danh gia cong viéc?
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|.2. Muc tiéu cua danh gia THCV

» Hoan thién sw thwc hién cong viéc cua
ngwei lao dong
v Biét rd muc tiéu céng viéc va co ké hoach dat
dwoc muc tiéu doé
v’ Xac dinh linh vwc can cai thién va dé ra ké
hoach cho twong lai

v Tang déng lwc lam viéc cho nhan vién

> Ho tror cdng tac quan ly

v Gilp nguwdi quan ly dé ra quyét dinh dang dan
vé lwong thuwdng, 1ap ké hoach dao tao, thuyén
chuyén va bd nhiém...
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.2. Tam quan trong cta danh gia THCV

Panh gid THCV c0 vai tro quan trong Vvi:
= Anh hwéng dén loi ich clia nguoi lao dong

= Gilp cac nha quan ly thay dwoc hiéu qua
cua viéc thuyc hién cac hoat ddng QTNL

= Anh hwédng dén moéi trwdng lam viéc/bau
khong khi tam ly trong tap thé

= Anh hwéng dén thai dd thwc hién cong
Viéc
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. H& thong danh gia va céac yéu cau doi voi

HTDG

1.1. Ba yéu to ctiia hé thong danh
gia
v’ Xay dwng/xac dinh cac tiéu chi
danh gia
v Do lvdng su thwe hién codng viéc
v/ Cung cap thdng tin phan hoi
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11.1. Cac tiéu chi danh gia

= Két qua cdng viéc

= Ky nang thwc hién céng viéc/Nang
e

= Thai dd/Y thirc chap hanh ky luat

=  Pac diém ca nhan
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1.1.Céc tiéu chi danh gia (1): Két qua cong viéc

= S6 lwong: doanh thu, s6 lwong san
phdm, dich vu thwc hién; sé lwong
khach hang st dung san pham, dich
vu; sO dau cong viéc thwe hién...

= Chat lwong: Dich vu hoan hado, chi
phi thap, théng tin thwdng xuyén cap
nhat, sy hai long cua khach hang...

= Thoi gian: dung hen, hoan thanh
cong viéc dung tién doé
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I1.1.Cac tiéu chi danh gia (2): Ky nang THCV

=  Muc do thanh thao khi thwc hién
cong viéc

= Céc ky ndng mém
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11.1.CAc tiéu chi danh gia (3): Y thirc, thai do

= Lam viéc nhom va hop tac

=  HO tro ngwodi khac

= Thai d6 dbi v&i khach hang
= Chéap hanh ky luat lao dong
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1.1Céc tiéu chi danh gia (4): Pac diém ca nhan

= Mot sb6 dac diém can cé cho céng
viéc: can than, trung thwc, sw chu

doéng -'
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11.1. Vi du vé tiéu chi danh gia tai Tién Phong Bank

Nhan vién phat trién san pham

Tiéu chi Ty Tiéu chuan
trong

|. Chi tiéu tai chinh

1. S6 lwong san pham maoi 40% |12 sa&n phdm md&i (trung binh 1
SP/thang)

2. Khach hang 10% |80 % khach hang hai long (thdng
gua khao sat khach hang nbi bd,
SME va khach hang bén ngoai)
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11.1. Vi du vé tiéu chi danh gia tai Tién Phong Bank

Tiéu chi Ty trong Tiéu chuan

Il. Chi tiéu phi tai chinh

1. Quy trinh 20% -Quy trinh phéat trién SP rd rang

-Quy trinh phdi hop v&i cac bd phan, phong
ban r6 rang, linh hoat

2. Bao tao 10% -Két qua dao tao dat A4 diém chuan cia TT
dao tao
3. Con nguoi 20% -Di lam dung gi¢, trang phuc dung quy dinh

-C6 tinh than ho tro' dong nghiép trong cong
viéc tot

-Nhiét tinh trong cong viéc va nang dong
trong cach x ly tinh hudng phat sinh
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I1.1Cach xay dwng tiéu chi danh gia

» Chi dao tap trung

v Ngusi lanh dao, trén cd sd ké
hoach cua daon vi, dua ra tiéu chi
danh gia va nhan vién thuc hién

» Thao luan dan chu
v Ngudi lanh dao khuyén khich nhan
vién dua ra tiéu chi danh gia
v Ngudi lanh dao va nhan vién cung
thao luan vé cac tiéu chi danh gia
phu hop
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1.2. Cac yéu cau doi v&i HT danh gia

= Y&u cau vé tinh phi hop: phu hop va phuc
vu muc tiéu quan ly

= Yéu cau ve tinh nhay cdm: phan biét nguoi
hoan thanh tét va khéng hoan thanh tét CV

= Y&u cau vé tinh tin cay: nhat quan trong danh
gia
= Yéu cau veé tinh thyc tién

= Y@&u cau veé tinh chap nhan dwoc

Diéu kién can c6 dé hé thdéng danh gia
dap wng yéu cau vé tinh nhay cam,
tinh nhat quan?
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1.3. Céc 16i thwdrng gap khi danh gia

= Thién vi

= Thanh kién

= Xu huwdng trung binh
= Bjanh huwdng bdi sy kién gan nhat
= Thai cuc

=  Dinh kién vé van héa
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I1l. Cac phwong phap danh gia

=  Phwong phép thang do danh gia dd
hoa/thang diém danh gia
=  Phwong phap danh muc kiém tra

=  Phwong phap ghi chép cac sw kién
guan trong

=  Phwong phap thang do dwa trén
hanh vi

=  Phuwong phap Quan ly theo muc tiéu
=  Phwong phap so sanh

=  Phuwong phap st dung ban twdng
thuat
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hoa/thang diém

Vi du : doi vé&i nhan vién hanh chinh

II.1. Phwong phap thang do danh gia do

Mirc do dap trng yéu cau CV

Tiéu chi danh gia
1(K) | 2(TB) | 3(K) 4 (T) | 5(XS)

Soan thao van ban va xt ly 1 2 3 4 5
cong van di dén kip thoi,
chinh xac
Lwu gilr cong van di, dén day 1 2 3 4 5
dud, chinh xac, khoa hoc
Chuyén phét cong van, tai 1 2 3 4 5
liéu, thdng tin kip thoi, day du
Sy hai long clia dong nghiép, 1 2 3 4 5
doi tac
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lIl. Phwong phap thang do danh gia dd hoa/thang

diém

» Nguwdi quan ly can cr vao tinh hinh thwc hién
cobng viéc cla nguwdi lao ddng va danh dau vao 6
phu hop theo mét thang do dwoc sap xép theo th
bac tr thap dén cao hodc ngwoc lai (vi du 5; xuat
sac, 4: tot, 3 : dat yéu cau, 2: dwdi trung binh, 1:
kem...).

v/ Xuat sac: Lién tuc vwot mire yéu cau cla cong Viéc
v Tot: DPat va vwot qua yéu cau cla cong viéc

v'Dap (rng yéu cau: Dat yéu cau cua cong viéc

v' Dw@i trung binh:Khéng dat yéu cau cia coéng viéc
v'Kém: két qua cdng viéc khdng thé chap nhan dwoc

> Tiéu chi danh gia: trwc tiép, gian tiép
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Uu nhuwoc diém clia phwong phap thang do/
thang diem

Uu diém Nhwoc diém
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11.2. Phwong phap danh muc kiém tra (check list)

= Phiéu danh gia dwoc thiét ké bao
gdm mét danh muc cac cau mo ta
vé hanh vi va thai dd c6 thé xay ra
trong qua trinh thwc hién cbng
viéc cua ngudi lao déng

= Nguwdi danh gia sé& danh dau vao
6 phu hop voi dbi twong danh gia

= Céc cau mo ta co thé gan trong
s hodc khong
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Uu nhwoc diém clia phwong phap danh muc

kiém tra

Uu diém Nhwoc diém
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111.3. Phuwong phap ghi chéep cac sw kién quan trong

= Nguw&i quan ly ghi lai theo cach moé ta nhirng sw kién
“dac biét” xay ra trong ky danh gia

= Ghi lai nhitng viéc tot va nhirng viéc chwa tot theo tirng
yéu td cong viéc
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11.3. Vi du vé phwong phap ghi chép cac sw kién

quan trong
Hanh vi tich cuc Hanh vi tiéu cuc
= Tra lai tién thira cho » To tiéng voi v6i khach
= Giai thich rd cho . L0t thud <h
khach va tinh nang C;r; uoe trong khu vire

san pham
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U'u nhwoc diém cla phwong phap ghi chép céac

sw kién quan trong

Uu diém Nhwoc diém
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111.4. Phuwong phap thang do dwa trén hanh vi

= L& sy két hop gitra phwong phap
thang do danh gia dd hoa va
phuong phap ghi chép cac sw kién
guan trong
v’ Thang diém ky vong hanh vi?
v’ Thang diém quan sat hanh vi?
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U'u nhwoc diém cla phwong phap thang do dwa

trén hanh vi

Uu diém Nhwoc diém
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I11.5. Phwong phap quan ly theo muc tiéu

Xac dinh nhiém vu can thyc hién
Du kién két qué cong viéc/cac
muc tiéu cong viéc

Tién hanh cdng viéc

Xem xét tinh kha th[ cua cac muc
tiéu cong viéc va diéu chinh néu
can

Panh gia két qua
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111.5. Quan ly theo muc tiéu (2)

MUC TIEU: Ap dung ky thuat SMART

S: Cu thé (Specific)

M: Po dém dwoc (Measurable)
A: C6 thé dat dwoc (Attainable)
R: Phu hop (Relevant)

T : C6 thei han (Timely)
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Uu nhwoc diém cia phwong phap danh

gia/quan ly theo muc tiéu

Uu diém Nhwoc diém
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111.6. Phwong phap so sanh

= Xép hang : nhan vién duoc xép hang theo th bac
tr cao dén thap (vi du: 1. Hoa, 2. Lan...)

= Phan phdi theo ty I& bat budc: nhan vién dwoc
phan loai thanh tirng nhém theo nhirng ty 1é da
duwoc qui dinh tw truwde (vi du: 20 % nhan vién
dwoc xép loai A+, 30% loai A, 30 % loai B, 20 %
loai D)

v'Vi du: Ty |& phan phdi tai Ngan hang Thwong mai Quan
doi (MB Bank)

v Tap thé xép loai A: 15 % nhan vién duoc xép loai xuat
sac; 30’% nhan vién duwgc xéep loai tot; 35 % nhan vién
duoc xép loai kha; 20 % nhan vién dwoc xép loai TB

v Tap thé xép loai D: 5 % nhéan vién duoc xép loai xuat sac;
11:3 % nhan vién dwoc xép loai t6t; 25’% nhan vién dwoc
xép loai kha; 40 % nhan vién duoc xép loai TB; 15 % kém
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111.6. Phwong phap so sanh

= Phwong phap cho diém:
ngwdi danh gia phan phoi mét
tbng s6 diém cho céc nhan
VIén trong b phan

= S0 sanh cap: trng nhan vién
nhom dwoc so sanh v&i cac
nhan vién khac theo tirng cap
va theo tirng tiéu thirc danh
gia.

A
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Uu nhwoc diém cta phwong phap so sanh

Yu diém

Nhwoc diém
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IV. T chrc thwe hién cong tac danh gia

« Xac dinh muc tiéu va lwa %///
chon phwong phap danh gia

=  Xac dinh chu ky danh gia

« Lwa chon nguwdi danh gia

- Dao tao nguoi danh gia

- Phéng van danh gia
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IV.1.Xac dinh muc tiéu danh gia va lwa chon

phuong phap

= Xac dinh muc tiéu danh gia
v Muc tiéu quan ly?
v/ Muc tiéu phat trién nhan vién?
* Lwa chon phwong phap:
v' Phu thubc vao muc dich danh gia
v' Tinh chat cong viéc (Panh gia hanh vi
THCV? banh giNél két qua THCV? banh
gia ca hanh vi lan két qua THCV)
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IVV.2.Xac dinh chu ky danh gia

Hang thang

= Hang quy

« Hang nra nam
« Hang nam
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IV.3. Lwa chon nguoi danh gia

- Captrén

. DPong nghiép

. Twdanh gia

. Chp duoi

- Khéch hang/ddi tac
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IV.4. Dao tao ngwoi danh gia

- Tap huan danh gia
Gwivan ban
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IV.5. Phéng van danh gia/Cung cap théng tin

phan hoi

= L4 viéc trao ddi chinh thirc gitta nguoi
quan ly va nhan vién vé tinh hinh thwc hién
cong viéc da qua va dinh hwdng sw thuwc

‘A ~ ‘A e , . -
hién cong viéc trong thoi gian toi =
= Cac budce thwe hién:
v' Chuan bj

v Thuce hién phéng van danh gia
v Két thic
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Cac bwoc thwe hién

- Chuan bi
v Lwa chon thoi gian va dia diém phu hop va théng bao cho
nhan vién
- Thuwc hién phéng van
v Lwa chon cach tiép can phl hop:
Nhan xét, thuyét phuc
Nhan xét, lang nghe
Giai quyét van dé
v Giai thich rd muc dich cia phdng van danh gia 1a dé hoan
thién sw thwc hién céng viéc
v Tao bau khong khi than thién, bat dau bang nhitng viéc nhan
vién da lam tot
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Cac bwoc thwe hién

- Thwc hién phéng van
v Thao luan vé két qua thwc hién cong viéc mot cach cu thé
khdng noi chung chung
Nhan xét vé cong viéc ch&r khong danh gia ca nhan nguoi
ngudi lao ddng vé nhan cach, céa tinh
Lang nghe hiéu qua, tranh doi dau va doi co
Tranh «lén 1&p» hay «quat mang» nhan vién
Pé cho nhan vién co hdi dwoec trinh bay y kién
Thong nhat vé muc tiéu cong viéc cho thoi gian t&i, cung cap
ho trg vé dao tao hoac thay doi trong quan ly
- Kétthuc
v Két thic phdng van bang mét danh gia tich cwc

<

SRR NN
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VI. Vai tro cua nguwdi quan ly (1)

= Nguwéi quan ly trwe tiép

v Hiéu rd y nghia ctia danh gia dbi véi cac hoat dong quan ly
NNL

v Déanh gia céng bang, chinh xac dong gép cua nguwdi lao
dong.

v Tranh céc 16i thién vi, thanh kién, xu hwdng trung binh, thai
cwc...trong danh gia

v' S dung hiéu qua két qua danh gia trong cac hoat déng
quan ly

V...



http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

VI.Vai tro cua nguw®i quan ly (2)

* Trwéong phong nhan sw

v Xac dinh rd muc tiéu danh gia

v’ Xay dwng qui trinh danh gia hop ly

v’ Thiét ké phiéu/biéu mau danh gia
phu hop

v/ Phdi hop v&i can bd quén Iy va cac
bd phan chirc nang thwc hién danh
gid nghiém tac

v'Quan ly va st dung két qua danh
gia hiéu qua
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Chwong 7: Dao tao va phéat trién
NNL
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Khai niém, muc tiéu va vai tro
cua dao tao va PT NNL

Cac phwong phap dao tao va
phat trién NNL

Td chirc cong tac dao tao/ Qui
trinh dao tao
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1.1. Khai niém

Pao tao
v/ Trang bj kién thtrc, k§ nang, thai do cho
nguwdi lao dong nham giup ho thirc hién
tét hon cong viéc HIEN TAl
Giao duc???
Phét trién
v’ Trang bj kién thirc, ki nang, thai dd cho
nguwdi lao dong nham giup ho thwe hién
tot hon cong viéc trongTUONG LAl
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1.2. Muc tiéu va vai tro cua BT

Muc tiéu
= Cung cap kién thirc, ki nang

de nguo’l lao déng hoan thanh
tot cong viéc

= Tao diéu kién dé ngudi lao
dong thich (rng voi sy thay doi
nho nhirng kién thire, ky nang
mo;

= Chuan bi co héi thang tién

= Nang cao tinh hiéu qua cla tb
churc
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1.2. Muc tiéu va vai tro cua BT

Vai tro cua dao tao:

= Poi véi to chire:
v Dap &ng yéu cau cdng viéc
v Nang cao nang suat, chat lwong
v M6t bién phap quan trong dé nang cao chat lwong NNL
v’ Tao diéu kién cho viéc ap dung céng nghé, kj thuat mai
v Giam chi phi giam sat
v Nang cao lgi thé canh tranh...

* Poi véi ngwei lao dong:
v' Nang cao trinh dd, tinh chuyén nghiép trong céng viéc
v Dap rng nhu cau hoc tap, tao co hdi phat trién
v’ Tao sw gan bo gitra nguoi lao déng va tb chirc
v
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Il. Cac phwong phap dao tao

1I.1. Pao tao trong cong viéc

D30 tao theo kiéu chi dan
*Hoc nghe

-Kém cap va_chi bdo

eLuan chuyen/thuyen chuyén
cOng Viéc

Uu, nhwoc diém cla dao tao
trong cong viéc?
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II. Cac phwong phap dao tao

11.2. Dao tao ngoai cong viéc

- Cac I&p canh doanh nghiép

- Hoc tai cac trwong chinh quy ﬂ

- CAc budi giang bai /

- H&i nghi, héi thao, tham quan

- Hoc theo phwong thire twr xa

- Pao tao thOng qua cac phwong tién
nghe nhin

- Tro choi QTKD, hoat déng mo
phong

= Wu, nhwoc diém cta dao tao ngoai
cong viec?
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[11.Qui trinh dao tao va PT NNL

=  Xac dinh nhu cau dao tao
= Xac dinh muc tiéu dao tao
= Lwa chon dbi twong dao tao

= Xay dwng chwong trinh va lya
chon phwong phap

= Lwa chon giang vién
= Duw tinh kinh phi dao tao
= Panh gia hiéu qua dao tao
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111.1.Xac dinh nhu cau dao tao: khai niém

X&c dinh/danh gia nhu cau dao tao la
xac dinh nhirng kién thwe, k§ nang
can dao tao, thdi gian/thdi lwong dao
tao cho mdét/mét sd doi twong cu thé
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Co s& xac dinh nhu cau dao tao:

Bdi canh, nang luc,
mm) chién lwoc phat trién
cua té chirc?

v 4 \Y

Kha nang dap &ng yéu cau Yéu cau codng viéc dat ra dbi
cdng viéc, nguyén vong ca vOi nguwdi lao dong ?
nhan?
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Ky thuat danh gia/xac dinh nhu cau dao tao

= Tham kh&o y kién (cac chuyén
gia, nguoi lao déng)

= Phan tich cac tai liéu,d liéu san
co

= Bang cau hoi

= Phdng van sau

= Thao ludn nhém nho

= Quan sat tryc tiép

= Kiém tra
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X&c dinh th tw wu tién ctia nhu cau dao tao

= Liét ké danh sach nhirng nhu
cau (mong mudn) vé dao tao

= Panh gia cac nhu cau dao tao
theo tam quan trong cla chung
doi v&i sw phat trién cla td
churc

= Sap xép tht tw wu tién cla céac
nhu cau da dwoc xac dinh



http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

111.2. Xac dinh muc tiéu dao tao

= La xac dinh két qua ma chuong
trinh dao can dat dwoc
v Muc tiéu veé kién thirc
v’ Muc tiéu vé k§ nang thwe hién cong
viéc
v Muc tiéu vé hanh vi, thai do déi voi
céng viéc
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11.3. Lwa chon doi twong dao tao

Co sé& lwa chon doi twong dao tao

= Y&u cau clia cong Viéc

= Nhu cau, nguyén vong va dong co dao tao, phat trién
cua nhan vién

= Nang lwc hoc tap cua nhan vién
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111.4. Xay dwng chwong trinh va lwa chon phwong

phap

= La Iwa chon cac mén hoc, bai hoc can dwa vao
chwong trinh
= Thoi lwong, thoi gian cho moi bai
= C4&c nhan t6 can xem xét khi lwa chon phwong phap
dao tao
v' Hoc ky nang hay kién thirc?
v" Mtrc d6 phire tap cua ndi dung?
v Kha nang cta ngudi hwéng dan?
v Qui mo |&p hoc?
v Kha nang cua hoc vién?
v Th&i gian khoa hoc?
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111.5. Kinh phi dao tao

= Mua sam trang thiét bij

= Bién soan, in an tai liéu

= Van phong pham, thué dia
diém (néu co)

= Chiphiquanly

= Chi phi hoc vién (néu co)
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I11.6. Lwa chon va dao tao giang vién

= Ngudn ndi bd

= Bén ngoai: C4c t6 chlrc cung céap dich
vu dao tao (trwdng dai hoc, cao dang
trung tam dao tao, trung tam hoc
nghé...)

= Két hop 2 hinh thirc trén
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I11.7. Banh gia hiéu qua dao tao (1)

CO 4 mirc d6 danh gia:

. Phan rng cda nguwdi hoc: nguwdi hoc nghi gi vé khoa
hoc ?

. Sw hoc hoi : Nguoi hoc hoc dwoc gi tiv khoa dao
tao?

«  ng dung: Nguwoi hoc cb thay déi hanh vi va céch
lam cua ho trong céng viéc sau khi dao tao khong?

«  Hiéu qua cua dao tao dbi voi td chirc: tac déng dén
két qua kinh doanh cta coéng ty. So sanh lgi ich thu
dwoc véi chi phi dao tao
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Minh hoa vé danh gia hiéu qua dao tao (2)

16 treéme) lhoe Ep

Phan hoi Hoc
. Hoc vién |:> .Hoc vién

2 po . TO chure
. TO chtrc

Két qua Ung dung

. Tai chinh <:| .Hoc vién

) s . T6 chirc
. Nang suat

D6 g (i v
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Panh gia hiéu qua dao tao (3)

Lanh dao
Ngwoi phu | > Nguwoi
trach dao Hoc vién — quan ly
tao I trwce tiép

Giang vién

Cac bén lién quan trong danh gia dao tao
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