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MUC TIEU:

Mo6-dun nay giap cho hoc vién:

& Nam dudc cau tric ctia hé théng quan tri
thanh tich (HTQTTT) trong doanh nghiép

@& I-!iiu ro muc dich cua hé thGng quan tri thanh
tic

@ Nhan biét thé nao la mot hé théng quan tri
thanh tich hiéu qua

& C,éhkhé nang thiét k&€ mot ban danh gia thanh
tic

< Biét cach gan két két qua danh gia thanh tich
va tao dong luc cho nhan vién

= Nam dudc k¥ ndng phan hodi két qua danh gia

NGO QUY NHAM, MBA
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Nhirng van dé trong danh gia nhan su & Viét Nam

= NOi dung danh gia co lién quan nhung chua du

= Tiéu thdc kha ro nhung chua cé6 mic nhat dinh

= Pham vi kiém soat qua 18n> khdng gidm sat
néi > khéng cd du théng tin

= Thong tin khéng dugc tap hgp va bao luu

= Tach ddi gilra két qua danh gia va ludng
thudng

= Ngudi danh gid cé dong cd dé ddi > vi quan
hé ch& khong vi cong viéc!

NGO QUY NHAM, MBA

MO HINH QUAN TRI
; . : Chiéen lwoc:
THANH TICH Muc tiéu dai han
va ngan han;
cac gia tri

Cac dac diém
ca nhan:

- Kién thire

- K§ nang

- Kha nang

Hanh vi ca nhan

- Céc yéu tb khac

Nhirng
Rang budc:
» Van héa té chire
* M4i trwdng bén
NGO QU\ ngoai
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MUC PICH cUA QUAN TRI THANH TiCH

e Gan két hoat ddng cua nhan vién vdi
muc tiéu cia doanh nghlep
¢ Ph8 bién van hoéa td chirc va cac gia tri

e Quyét dinh vé nhan su:
» tang ludng, thudng,
» thang tién,
= cham dat HDLD,

Phat trién

- e Phat trién cac nhéan vién cé thanh tich t6t
nhan sw e Chi ra nhitng diém yé&u cta nhan vién

NGO QUY NHAM, MBA

MUC PICH CUA HTDG:

= Dai ngd
" xéﬁ,dri‘nh cd sd cho viéc tang luong, thudng, dé bat, khuyén
ic
= PDong vién nhan su
khuyén khich sang tao, nang cao tinh than trach nhiém
= Phat trién nhan su
.. khai thac hgp ly ndng luc
.. cd s§ cho dao tao,, chuang trinh phat trién nhan su
.. phat hién nhan tai
& Dém bao tuan thu phap luat
.. khi @& bat, thuyén chuyén, khen thudng, ky luat, sa thai nhan
vién

% Hoach dinh NNL

.. cung cap di liéu k¥ nang (skills inventory)

NGO QUY NHAM, MBA
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KHAO SAT VE MUC DIiCH SU DUNG BGTT

Muc dich st dung DN nho DN Ién Tong cong
Pai ngo (luong, thuéng) 80.2 66.7 74.9
Cai tién thanh tich 46.3 53.3 48.4
Phan hoéi 40.3 40.6 40.4
HO so 29.0 32.2 30.2
Thang tién 26.1 22.8 24.8
Pao tao 5.1 9.4 7.3
Thuyén chuyén 8.1 6.1 7.3
Mién nhiém 4.9 6.7 5.6
Gian tho 2.1 2.8 2.4
Nghién cu nhan su 1.8 2.8 2.2
Hoach dinh NNL 0.7 2.8 1.5

Nguén: A. H. Locher and K. S. Teel, Assessment: Appraisal Trends. Personnel Journal, 67
(9), 1988, p. 140.

NGO QUY NHAM, MBA

YEU CAU POI VOT MOT HE THONG QUAN
TRI THANH TICH

Gan két véi chién lugc

(Strategic congruence)

Cu thé Phu hop
(Specificity) (Validity)
Kha nidng chap nhan Tin cay

(Acceptability) (Reliability)

NGO QUY NHAM, MBA
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CAC PHUONG PHAP PANH GIA

NGO QUY NHAM, MBA

Cac phuong phap so sanh

= Phuong phap xép hang (ranking)
= Phan phdi bat budc
< Phuong phap so sanh cap

NGO QUY NHAM, MBA
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Phuong phap danh gia dua vao pham
chat ca nhan (Personal attributes)

5 = Xuat sac: vugt mic tit ca cac tiéu chudn cdng viéc

4 = To6t: dap (g tit ca cac tiéu chudn cdng viéc,vugt mot sb tiéu chudn
3 = Pat yéu cau: dap ('ng tit ca cac tiéu chudn cong viéc

2 = Can cai thién: & mot s6 mat

1= Khong dat yéu cau: khong chap nhan dugc

Tiéu chi Panh gia

Kién thirc chuyén mon 1 2 3 4 5
Ky nang giao ti€p 1 2 3 4 5
Tinh than lam viéc nhom 1 2 3 4 5
Ky nang nhan su 1 2 3 4 5
Sang tao 1 2 3 4 5
Chu dong 1 2 3 4 5

1 2 3 4 5

Giai quyét van dé

NGO QUY NHAM, MBA

Panh gia dua vao pham chat ca nhén:
nén hay khong nén?

= Uu diém: « Han ché:
» Kha nang Uing dung cao = Kho cung cap thong tin
» Chi can mét mau cho tat phan hoi
Ca cac cong viéc w»  Kho danh gia chinh xac
= D& méc 16i khi danh gia

NGO QUY NHAM, MBA
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Phucong phap danh gia hanh vi

... danh gia dua trén cac hanh vi ma ngudi
thuc hién céng viéc can thé hién dé cé thé
hoan thanh t6t cong viéc

= Thang diém Quan sat Hanh vi - BOS
(Behavior Observation Scales)

» Xac dinh 5-15 hanh vi can phai cé dé dat
dugdc thanh tich cao cho mdi cong viéc.

> Danh gia tdn sudt thé hién tirng hanh vi
theo 5 muc (Khdng bao gid, it khi, thinh
thoang, thudng xuyén, luén ludn)

> Diém s6 cubi cung la diém téng hodc diém
binh quan

NGO QUY NHAM, MBA

Phuong phap Thang diém Quan sat
Hanh vi (BOS)

1. Xac dinh cac hanh vi lam viéc hiéu qua va kém hiéu qua
bang viéc sir dung Ky thuat Su kién Quan trong (CIT)

2. Phan nhém cac hanh vi theo cac khia canh cua céng
viéc hoac dac diém cua nhan vién (dudc gan tén va dinh
nghia)

3. Ngugi quan ly hodac nhan vién sé danh gia lai danh sach
cac hanh vi

4. Cac hanh vi sau khi dudc sang loc sé dugc nhém chuyén

gia khac vé cong viéc danh gia lai tinh hiéu qua cla cac

hanh vi (danh gia bang thang diém 1-7).

Lua chon cac hanh vi bédng cach tinh dd I&ch tiéu chuén

6. Ngudi phan tich sé& xdy dung mét thang diém cho ting
hanh vi, gbm ca tén va dinh nghia.

v

NGO QUY NHAM, MBA
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Vi du: Panh gia thanh tich ciua Giam
sat ban hang

H&y danh gia thanh tich bang cach chi ra mlc dd thudng xuyén thé
hién tirng hanh vi dugi day. Hay ghi diém s vao phan 6 tréng bén

canh:
5 = Ludn ludn 2 = It khi
4 = Thudng xuyén 1= Khéng bao gid

3 = Thinh thoang

1. Chu&n bi cdc bdo cdo doanh thu va chi phi mét cach chinh xac
va dung han

2. Cha dong nhan trach nhiém khong chd dugc yéu cau,
thao vat

3. Xac dinh cac giai phap cho cac van dé mot cach xay
dung, c6 6c sang tao

4. Hgp tac vdi ngudi khac trong cong viéc, nhan biét mong mudn
clia nguGi khac

5. Xay dung lich trinh cdng viéc céng bdng

NGO QUY NHAM, MBA

Panh gia dua trén hanh vi: nén hay
khong nén?

= Uu diém: = Han ché:

w» D& dudgc su ing hd cla ca = Thai gian phat trién
ngudi danh gia va ngudi bi = Chi phi cao
danh gia

w Hiéu qua cao trong dinh
hudng hanh vi

» Hiéu qua cao trong kiém soat
hanh vi va cung cép théng tin
phan hoi

NGO QUY NHAM, MBA
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PHUONG PHAP PANH GIA DUA TREN KET QUA

= Danh gia dua trén cac muc tiéu va tiéu chudn/dinh
muc thanh tich can dat dugc

=  Quy trinh Quan tri bang Muc tiéu (MBO):

1. Thiét Iap muc tiéu:

2. Lap ké& hoach va trién khai

3. Panhgia

NGO QUY NHAM, MBA

Panh gia dua trén két qua : nén hay
khong nén?

= Uu diém: « Han ché:
» GOp phan cai thién = Khdng cu thé hda hanh
thanh tich vi can thiét dé dat
w Tranh dudc cac 10i dugc muc tiéu
théng thudng = Xu hudng tap trung
w» Thuc tién va chi phi vao muc tiéu ngan han
thap »  Kho so sanh dugc giira
cac nhan vién khac
nhau

= Khé dudc chap nhéan
bdi ngudi s dung

NGO QUY NHAM, MBA

CuuDuongThanCong.com https://fb.com/tailieudientucntt


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

PANH GIA CAC PHUONG PHAP PANH GIA THANH TiCH

Phuong TIEU CHi
phap Gan két Tinh phu Mic do tin | Kha néng Tinh cu
chién lugc hgp cay chap nhan thé
So sanh Kém, C6 thé cao néu Phu thuéc ngudi | Vira phai; dé R4t thap
danh gia can than | danh gia phat trién va str
dung
Thudc Tuong dbi thdp | Tuong déithép; | Twong dbi thép; | Cao; dé phat R4t thap
tinh/Pham c6 thé dwoc Qéu cai thién béng trién va dé st
chat dwoc phat trien viéc dinh nghia dung
cén than cu }hé cac phadm
chat
Hanh vi Cao Twong dbi cao Thuwong dbi cao | Vira phai R4t cao
Két qua R4t cao Twong déi cao Cao Cao Cao lién quan
deén két qua;
thap lién quan
dén hanh vi can
thiét

CuuDuongThanCong.com

Thiét ké mot hé thong danh gi

V 4

6ng bang

NGO QUY NHAM, MBA
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# 1: Tim kiém su ung ho doi va@i hé thong

Pé trién khai, HTDPG can su ung ho cla:
< Cac nha quan ly cap cao

= Ngudi thuc hién

NGO QUY NHAM, MBA

# 2 Lua chon cong cu danh gia phu hop

Ba can cir dé€ lua chon phuong phap danh
gia:

< Tinh thuc tién (kha thi)
» Thdi gian trién khai - tiéu chi

< Chi phi cta hé théng
» CP phat trién - trién khai - st dung

< Ban chat cong viéc

» Phuadng phap danh gia phai phu hgp véi ban chat cong
Viéc

NGO QUY NHAM, MBA
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Lua chon cong cu danh gia phu hgp

Chi | Thuc Pinh Kiém Quyét
phi tien hudng soat dinh
hanh vi hanh vi | nhan su
So sanh + - - +/-
DG phadm chét - - -
PG hanh vi - - + + +
(BOS)
DG Két qua +/- | +/- + + +/-

NGO QUY NHAM, MBA
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# 3: Lua chon ngudi danh gia

NGO QUY NHAM, MBA
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# 4: Quyét dinh thgi gian (tan suat)
danh gia

= Cac phudng an:

> Dbanh gia hang tuan?

> Dbanh gia hang thang

> Dbanh gia hang quy?

> Dbanh gia 6 thang 1 lan?
@ Quyét dinh?

» Thu tuc hanh chinh

> Chi phi

> Ldgiich

NGO QUY NHAM, MBA

# 5: Dam bao su cong bang trong danh gia

= Kiém tra clia 1anh dao cdp cao

NGO QUY NHAM, MBA
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NHUNG VAN DE TIEM NANG CUA HTQTTT

Phan doi

Thiét ké
hé thong va
- ~ van dé tac
Nhirng van A
——x_[deé tiém ning = nghiep
cua
HTDG

doi vai viéc
danh gia

L&i chu

quan cua
ngudi danh
gia

NGO QUY NHAM, MBA

Tai sao nhan vién phan doi HTPG?

Nguyén nhan:

= Khong hiéu dé€ lam gi

< Danh gia thanh tich nhung khong
hudng vao cong Vviéc

= Danh gid co thé thdp han ki vong cua
ho

NGO QUY NHAM, MBA

CuuDuongThanCong.com https://fb.com/tailieudientucntt

14


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

L6i chu quan cua ngudi danh gia:

= “Giong toi”

“Tudng phan”

Nhan tu (/leniency)

Nghiém khac (strictness)

Trung binh chu nghia (central tendency)
Thién vi > th&i phdng (halo error)

Dinh ki€n = ha thap (horns error)

q

9 § 9 § §

NGO QUY NHAM, MBA

Nguyen nhan gay ra loi
LOi Cac nguyén nhan

Thu Tiéu Tri | Yéu toé | Thong Thiéu
tuc chuidn | nhé | chinh tin quan
hanh | khong | kém tri khong | tam/chu
chinh | rd rang day du dao

Nhéan tu X X X

Nghiém khac X

Trung binh chu X X

nghia

Théi phdng (Halo) X X

Thién vi/Dinh kién X

ca nhan

Su kién gan nhat X

NGO QUY NHAM, MBA
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Ly do mang tinh chinh tri trong danh gia
|
= Ly do danh gia “nhan tu”:

> TOi da hda muc luong tang cho cap dudi

> Khuyén khich cap dudi dang phai chiu nhiing
khé khan vé mat ca nhan

> Tranh viéc ghi thanh tich kém vao ho so cua
nhan vién

» Tranh doi dau va&i nhan vién cé nguy cd bi thay
thé

> Khuyén khich nhitng ngudi mdi bat dau co cai
thién vé thanh tich

> Ngugi danh gia tu giai thoat khoi nhitng nhan
vién yé&u kém bang cach giup nhan vién dudc
thang tién

NGO QUY NHAM, MBA

Ly do mang tinh chinh tri trong danh gia

= Ly do danh gid “nghiém khac”:

» Khuyén khich nhan vién lam tét hon nira

» Cho nhirng nhan vién chéng doi thay
dudc quyén luc thubc Vvé ai

> Khuyén khich cdp dudi sém dd&i bo td
chirc

> Phuc vu cho viéc chdm dut hgp déng cé
chu dinh

NGO QUY NHAM, MBA
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LAM THE NAO PE KHAC PHUC CAC LOI CHU
QUAN CUA NGUOT PANH GIA

GIAI PHAP KHAC PHUC?
= Pao tao ngudi danh gia:

> gilp ho hiu rd céc 16i chi quan va phat trién
chién lugc can thiét dé€ giam thiéu 16i chu quan

= Pao tao ngudi danh gia:

» Nhan manh dén ban chat nhiéu mat cua thanh
tich va giup ngudi danh gid hi€u rd cdc mat (tiéu
chi) cua thanh tich

> Thao luan vé6i ngudi danh gia vé dinh nghia cac
muc d6 khac nhau gén véi moi tiéu chi

NGO QUY NHAM, MBA

10 Nguyén nhan chu yéu dan dén danh
gia kém hiéu qua
| %
Tiéu chi danh gia thanh tich khéng ro rang/cong cu 83
danh gia khong hiéu qua
Quan hé cong tac vai cap trén khong tot 79
Thi€u nghiém trong thdéng tin vé thanh tich thuc té 75
Thi€u phan hdi lién tuc vé thanh tich 67
Panh gid qua tiéu cuc 63
Viéc danh giad mang tinh chinh tri 54
Thi€u gan két véi hé théng luang thudng 50
Thiéu tap trung vao phat trién nang luc quan tri 42
Thiéu ky nang/déng cc danh gia 33
Qua trinh danh gia thiéu nhat quan 29
Ngudn: Clinton O. Longenecker, Why managerial performace appraisals are ineffective: causes and
lessons, Career Development, 1997, p.212-218

NGO QUY NHAM, MBA
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Quy trinh danh gia

Nhan vién dién vao
ban tu danh gia

Ngudi quan ly danh gia va
hoan thién ban danh gia

Diéu c!'nn_llmtrc d,anh gia (Ngui quan 1y, giam déc
va diém thudng nhan su, tdng gidm déc)

Hop thong bao két qua danh gia

NGO QUY NHAM, MBA

QUY TRINH THONG TIN PHAN HOI CHO NHAN VIEN

]
[ Bat dau vdi bang tém tat thanh tich va co hdi clia ca nhan (2-3 }

phut)

X
[ Theo sat tirng bwdc cac Chi sd nang luc chinh KPI va két qua
chi tiét (t6i da 10 phat) )

Giai thich thang bac x&p hang va ddm bao toan bd nhan vién
hiéu rd y nghia/cach thirc danh gia ctia méi thr hang

E Théng tin xép hang ca nhan
(xem Thang di€m danh gia nang luc) )

Giai thich két qua x&p hang ctia mdi ngwdi dua trén két qua HDKD téng
thé, k&t qua hoat ddng clia bd phan va déng goép mdi ca nhan

[ K&t thiic v4i trong tdm 1a pham vi phat trién cho nam tiép }

Luu y: Khi cung cdp thong tin phan hdi cho nhan vién, hdy nhan manh dén viéc cac
hoat déng cla ho gilp cho tét chic dat dugc muc tiéu va s ménh nhu thé nao.

NGO QUY NHAM, MBA
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Lam thé nao dé phan hoi cé hiéu qua

@ Cung cdp phan hdi mét < Bdt dau cudc hop bang mét
cach can bang, ca “tin tot” vai chu dé khac
va tin xau ‘ @ Khong so sanh nhan vién
@ Lubn bdt dau bang “tin tot” nay véi ngudi khac
trugc , @ Dung chuyén trach nhiém
= Nén cu thé, dua trén thuc sang ngudi khac bang cach
t€ vdi cac vi du lién quan néi: "t/ da cho ban diém
@ Ngdn ngir phan hdi phu danh gia cao nhung...”
hgp véi danh gia
= Tap trung vao két
qua/thanh tich, khong tap
trung vao ca nhan

NGO QUY NHAM, MBA

CUNG CAP THONG TIN PHAN HOI VE THANH TicH

& Cung cap thong tin phan hoi thuwong xuyén chi khdng
phai mét nam mét lan

@ Thao luan trong mét méi tredng phu hop

& E)é nghi nhan vién tw danh gia thanh tich caa ho trudc khi

bat dau thao luan

Khuyén khich cap dwéi tham gia vao qua trinh thdo luan

Ghi nhan thanh tich tét cia nhan vién bang viéc khen

ngoi

Tap trung vao giai quyét van dé

Théng tin phan hdi nén tap trung vao hanh vi va két qua,

khong tap trung vao ca nhan ho

Giam thiéu viéc phé phan

Thda thuan vé muc tiéu cu thé va thoi diém danh gia

NGO QUY NHAM, MBA
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CAC QUYET PINH QUAN TRI SAU PANH GIA

Cao

A

PONG CO

MM

Nhan vién xuat sic

e Thudng cho thanh tich cao

e Tao co hoi phat trién

e Cung cap thong tin phan
hoi trung thuc, truc ti€p

NG luc nhung khdng thanh

e Thong tin phan hoi vé két

qua thudng xuyén

e Thiét Iap muc tiéu

e Hudn luyén hoac yéu cau
phét triénky nang

e Tai thiét ké lai cong viéc
dudgc giao

Chua dudc trong dung

e Phan hoi truc ti€p trung thuc
e Tu van

¢ Gidi phap xay dung nhém

va giadi quyét xung dot

e Gan thudng véi két qua

e Tao cd hoi dao tao cac ky
nang can thiét

e Quan ly ('c ché (stress)

CuuDuongThanCong.com

Ngudi vo dung

e Phan hoi truc tiép, cu thé vé
cac van deé lién quan dén kqua

e Khéng tang Iudng

e Giang chirc

e Thay thé&/thuyén chuyén

e Sa thai

https://fb.com/tailieudientucntt
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