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Phat trién ning luc téng thé (NLTT) dua trén tu duy tinh gon, gém ca nang luc “néi” va ning luc
“chim” clia con ngudi 1a mot khai niém kha mai mé trén the gidi cling nhu & Viét Nam. Bay Ia mét linh
Vuc dang nhan dugc nhiéu su quan tadm cla cac nha nghién ctu va trd thanh chién ludc bén viing
trong quan tri va phat trién nguén nhan luc. Tuy nhién, d€ phat trién NLTT, dau tién doanh nghiép
(DN) can cé mét cach nhin nhan toan dién vé NLTT cda nhan vién minh, sau do cin cé phuong phap
nhan dang, phat trién ndng luc cla ho. Bai viét dé cap dén khai niém NLTT clia con ngudi, bé céng
Cu danh gia va phat hién néng luc chim, thuc trang phat trién NLTT cla con ngudi tai cac DN Viét
Nam va phuong phap phat hién, phat trién NLTT cla con ngudi trong cac DN.

Tt khéa: nang luc chim, nang luc néi, phat trién NLTT, quan tri nguén nhan lue.
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HUMAN CAPACITY
DEVELOPMENT IN ENTERPRISES
UNDER THE THINKING OF
LEAN MANAGEMENT

Summary

Human capacity development based on lean thinking
which includes “visible” and “invisible” part is a
relatively new concept in the world as well as in
Vietnam. Many researchers have paid more attention
to this topic which has become a sustainable
Strategy in business adminisration and human
résource development. However, in oder to develop
the human capacity, companies should firstly have
a comprehensive view of their employee capacity
and secondly have the solutions to recognising and
developing their capacity. The main purposes of this
research are to investigate the knowledge related
to human capacity, the actual situation of human
Capacity development in Vietnam, and to propose
Solutions to identifying and developing human
Capacity in enterprises.
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Khai niem NLTT cda con ngudi

NLTT cta con ngudi (human capacity) dugc mé
hinh héa nhu tang bang tréi trong quan tri nguén
nhan luc. NLTT cda con ngudi dugc chia thanh hai
phan: phan “ndi” - phan d& nhin th&y va phan “chim”
- phan khé nhin thay, phat hién ciing nhu phat trién.
Mo hinh tang bang tréi dua vao y tudng dung tang
bang dé giai thich quan diém vé nang luc cla con
NQUGi. MGt tang bang thi chi ¢ 1/9 khéi luong néi trén
mat nudc, phan con lai chim dudi dai duong. Ciing
giéng nhu vay, nang Iuc ciia con ngudi cling co nhiéu
phan chim nhu cac nhan t8 thuéc vé hanh vi nhu thai
dd, dac tinh ca nhan, phong cach suy nghi, dinh vi
ban than (hinh 1)..

Phan né&i

/ Kién thuc A

4

K¥ nang

Binh vi ban than

Phan chim

Pac tinh ca nhan

Boéng luc ca nhan

Hinh 1: mé hinh tang béang tréi trong quan tri nguén nhan luc

(nguén: Lyle M. Spencer and Signe M. Spencer, “Competence at
Work Models for Superior Performance”)
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Phat trién NLTT cla con ngudi, cac DN s& thuc
hién déng thdi hai nhiém vu la phat trién nang luc
“ndi” va “chim” clla nhan vién, sau dé cé nhiing
chinh sach nhan sy phi hogp dé thic ddy nhiing
nang lyc do. Viéc tuyén dung va lua chon nhiing
ngudi c6 nang luc tiém an, phan “chim” [a mot quyét
dinh théng minh, ddm bdo cho su thanh céng trong
cong viéc sau nay, con cac yéu té bé ndi thi DN
c6 thé gilip ho dat dugc théng qua cac khéa dao
tao ngan han. D& phat trién nang Iuc chim, DN s&
trao cho ho nhiing co héi phat trién, gitp ho thé
hién nang luc 6 nhing vi tri quan trong hon. Hon
ndia, nhiing ca nhan xuét sac thudng do dac tinh &
phan chim cda tadng bang quyét dinh hon & nhiing
k¥ nang va kién thic cu thé lién quan dén cong viéc
& phan ndi. Chinh vi vay, viéc lua chon nhan vién
dya trén danh gia ky nang hay bang cép phu hap
v6i nghé khong con la cach t6t nhat dé tim ra nhiing
ca nhan xuat sac nhat trong céng viéc nia.

Mét khac, nhiing quyét dinh tuyén dung sai Idm
sé dan dén mét su lang phi rat 16n vé chi phi dao
tao, phat trién, chua ké dén nhiing anh hudng dai
han nhu muc tiéu kinh doanh clla DN hoac lam
gidm su hai long cla khach hang. Theo tu duy cta
quén tri tinh gon [1], chang ta phai tang hiéu qua
cta hé théng thong qua viéc dung tri tué clia con
ngudi cat giam t6i da cac chi phi lang phi trong viéc
khéng phat huy dudc cac nang luc chim cla con
ngudi trong DN.

RO rang, viéc phat hién dang ngudi dua trén
néng Iuc tiém &n cla Gng vién la rat quan trong. Do
do, cac DN cén phai cé nhiing chién ludc cho riéng
minh trong van dé quan tri nguén nhan luc. Viéc xay
dung b cong cu dé phat hién nang Iuc &n cla tng
vién hay cac chudng trinh dé thic ddy NLTT cia
con ngudi la can thiét cho cac DN hién nay.

B0 cong cu danh gia va phat hién ning Ivc chim

D& xay dung dudc bd céng cu nhdm danh gia
va phat hién nang luc chim cda con ngudi, trudc
tién phai c6 cai nhin ro rang vé néng luc chim la gi?
nang luc chim gém nhiing dac tinh nao?

Sau khi tham kh&o cac hoc thuyét vé xa hai hoc,
tam Iy hoc, cac mé hinh phat trién NLTT cla cac
nha nghién ctu trudc day (cu thé 1a mé hinh phéat
trién nhan su truyén théng, mo hinh phat trién tu
chl clia Hanada va cach thic lap ban dé nang Iuc)
[2-5] cling nhu tham khéo y kién clia cac nha quan
tri ngudn nhan Iuc trong qua trinh phéng van sau
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va bang hoéi, nhém nghién clu tim ra dugc 11 loai
nang luc chim ma nhém cho rang phu hop vdi diéu
kién cla cac DN, dac biét 1a cac DN nhé va via
(DNNVV) cuia Viét Nam, cu thé la: (1) kha nang
lanh dao/quan ly, (2) kha nang thich nghi, (3) su
tu tin, (4) su sang tao, (5) trach nhiém, (6) su trung
thanh, (7) kha nang chiu ap luc coéng viéc, (8) tinh
cach lac quan, (9) su cau tién, (10) ham hoc hdi,
(11) nhu cau quyén luc.

Céc DN sé sl dung nhiing hoat déng trong quan
tri ngudn nhan luc, vi du nhu trong 2 quy trinh chinh
la tuyén dung va dao tao dé phat hién va phat trién
nang luc chim cla ting vién, gdm 8 hoat dong do la:
loc don, test (1Q, EQ, logic), phéng véan, gidi quyét
tinh huéng (thuéc hé théng trung tam danh gia), lam
viec nhom (thudc hé théng trung tdm danh gia), lam
viéc doc lap (thuéc hé thdng trung tam danh gia),
thuyét trinh nhém (thuée hé théng trung tam danh
gia), ludn phién céng viéc.

Cac hoat dong nhan su nay cling dudc nhom tac
gia danh gia dua vao qua trinh nghién cuiu tai liéu va
thuc tién tuyén dung tai cac DN Viét Nam hién nay.
D& dam bao tinh khach quan, nhém ciing da phat
trién mot s6 hoat dong nhan su (thudc hé théng
trung tam danh gia va luan chuyén céng viéc) ma
cac DNNVV Viét Nam hién nay chua biét dén hodc
chua s dung.

Duéi day la mé hinh kiém tra muc dé hidu qua
cla céac hoat dong nhan su trong viéc phat hién ra
nang luc chim cda ting vién. M6 hinh nay la mot
phat hién ti nghién clu thuc chiing gém qua trinh
nghién cdu ly thuyét, nghién ctiu thuc tién va phéng
van chuyén gia. Nném nghién cliu dua ra gia thuyét
nhu sau: 8 hoat dong ma nhom néu ra déu co tac
dong tich cuc trong viéc phat hién 11 nang luc chim
ma nhom da dé cap. Péi tugng khao sat clia nhoém
la cac chuyén gia vé quan tri nguén nhan luc, la
cac CEO, téng giam déc, phé giam déc, trudng, pho
phong nhan su va cac chuyén vién du an nén it
nhiéu c6 kinh nghiém trong linh vuc danh gia va
tuyén dung nhan su. Chinh vi thé, nghién cdu dua
ra gia thuyét la nhiing cau tra 16i, théng tin ma nhom
thu dugc c6 dé chinh xac kha cao. Sau khi ¢6 dudc
cac két qua vé muic do hiéu qud clia cac phuong
phap, nhom nghién clu tién hanh xay dung b6 cong
cu ap dung cho DN. Bé cong cu dé co thé dudc sl
dung nhu mét yéu t6 du doan dé phat hién chinh
xac ndng luc chim cla ting vién (hinh 2) [6].
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Hinh 2: mé hinh du dodn phat hién chinh xac nang lyc chim cda tng vién

(ngudn: Robert L.Mathis and John H.Jackson, “Human Resource
Management”, 13" Edition)

Thong qua quéa trinh phan tich sé liéu bang
phuong phap théng ké, tac gia thay rang, phuong
phap phéng van hién dang dudc cac nha tuyén
dung danh gia la c6 hiéu qua cao nhat trong viéc
Phat hién ra nang Iuc chim cla (ing vién. Ngoai ra,
Phuong phap sl dung trung tdm danh gia cling dudc
danh gia la c6 tiém nang rat 16n trong viéc phat hién
ra nang luc chim. Tac gia sé dua vao nhiing két qua
nay dé xay dung b6 céng cu ap dung cho viéc phat
hién ra nang luc chim clia cac (ing vién. Tii d6 sé co
nhiing chién lugc dé phat huy NLTT clia con ngudi
cling nhu té chiic.

Thuc trang phat trién NLTT cta con ngudi tai cac
DN Viét Nam

Trong nhiing nam qua, cac DN Viét Nam da co
hoat dong phat trién nang luc con ngudi chl yéu
théng qua quy trinh quan tri ngudn nhéan luc cé trong

N. Tuy nhién, cé thé néi, khai niém “NLTT clia con
NQUGI” con la modt khai niém xa la doi véi cac DN. Vi
thé, hoat doéng phat trién NLTT cla con ngudi trong
DN Viet Nam co ban chi diing ¢ “cong tac quan tri
Nguén nhan lyc” truyén théng. Hay néi cach khac,
DN méi chi dang “quén tri” 1a chinh cht chua nghi
16i v&n dé “phat trién” nhan vién ctia minh,

Van dé phat trién NLTT clia con ngudi tai DNNVV
Viét Nam hién con rat méi mé va chua dugc chu
trong phat trién. Diéu nay c6 thé coi la mét két qua
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tat yéu cla cong tac quan tri nguén nhan Iuc con
nhiéu han ché cta cac DN Viét Nam. Qua nghién
cliu, tac gia da phac thao dudc thuc trang ctia van
dé phat trién ngudn nhan luc cla cac DNNVV, cu
thé nhu sau: trong coéng tac tuyén dung, tiéu chi
tuyén dung chua hop ly, chua nhdm téi nang Iuc
tiém &n cha nhan vién, quy trinh tuyén dung phtic
tap, chua hudng dén su tién Igi clia (ing vién; trong
coéng tac dao tao va phat trién, DN chua cé chinh
sach dao tao, phat trién nhan vién bai ban, nang luc
tiém an cla nhan vién khéng dudc chu trong phat
hién va phat trién, cac chinh sach, chuong trinh
nhan su chua mang lai hiéu qua cao cho DN; trong
cong tac danh gia, khen thudng, da sé DN khong co
quy trinh danh gia nhan vién chuyén nghiép, khach
quan, DN cht yéu danh gia nhan vién dua trén cac
tiéu chi céng viéc ma chua chu y dén viéc danh
gia “NLTT” cta nhan vién, chinh sach khen thudng
khéng co nhiéu tac dong dén phan nang luc tiém an
clia nhan vién.

Vay dé thic ddy viéc phat trién NLTT cla con
ngudi tai DN Viét Nam, chiing ta can phai giai quyét
dugc nhiing van dé dang la nguyén nhan can trg
ma nhom da tim ra théng qua nghién cuu: (1) nhan
thic cua DN va lanh dao DN, (2) phuong phap pht
hop nhdm phét hién va phat huy nang luc tiém an
cla nhan vién.

Phuwong phap phat hién va phat trien NLTT cda
con nguoi

Hinh 3 gidi thieu mé hinh thé hién qua trinh
phat trién NLTT cla con ngudi théng qua qua trinh
nghién cuu.

Phat trién nang luc
mdi phat hién dudgc

Phat Phat
hién trién

Tiép tuc phat trién
nhiing nang Iuc
da tim dugc

+

Tién tdi phat trién
nang Iic moi

Hinh 3: qua trinh phat trién NLTT

(nguén: tac gia tu dé xuat)
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Qua trinh dugc trinh bay & hinh 3
gom 2 giai doan: (1) phat hién va phat
trién mai; (2) phat trién lién tuc va phat
hién mdi. Yéu cau doi hdi clia DN &
day la phai tién hanh lién tuc qua trinh
nay ti ndm nay qua nam khac va dan
dén moét hé qua 1a NLTT cla nhan
vién sé dudc nang ngay mét cao (qua
viéc phat hién va nang cao céc nang
luc tiém &n).

Vay lam thé nao dé phat hién ra
nang luc chim cta nhan vién? Tu két
qué phan tich, tac gid da nhan thay
muc d6 hiéu qua clGa quy trinh tuyén
dung trong viéc phat hién nang luc
chim cla ng vién. Bang cac phudng
phap: 1) phdng van, (2) giai quyét tinh
hudngva (3) lam viée, thdo ludn nhém,
moi DN co thé tim ra cho minh mét
céch thiic phi hgp dé phéat hién nang
Iic chim cla cac tng vién. Nghién ctu
da xay dung bd cau hdi phéng vén s
dung dé phat hién 11 nang Iuc chim
da dé cap. Tuy nhién, can linh hoat s
dung ting hang muc trong bé cau hai
vGi tling DN, hodc vi tri céng viéc cu
thé, dé tranh lang phi thai gian, cong
suc ciing nhu gidm hiéu qué cla cudc
phong van (néu lam may méc sé mat
thai gian, qua d6 gidm chét lugng cau
tra 16i cla Ung vién, chat lugng danh
gia ti ngudi phéng vén, dan téi giam
chét lugng phéng védn néi chung). Sau
do, trong qua trinh phéng vén, ngudi
phong vén sl dung nghiép vu chuyén
mén vé quan trj nguén nhan luc ciia
minh dé dua ra danh gia vé nang luc
cia Ung vién va cho diém theo thang
tt 1 dén 5 tudng Ung véi cac mic do:
1 =rathan chég, 2 = hanchég, 3 = trung
binh, 4 = t6t, 5 = rat t6t. TU do, nha
tuyén dung hodc quan Iy nhan sy sé
¢6 nhiing nhan dinh ding din hon vé
nang luc chim cla tng vién. Sau day
la vi du vé bo cau héi dé ggi mé tim
ki€m cac nang luc chim (bang 1), cac
DN ¢6 thé ty tim cho minh I5i giai dap
tu vi du nay.

TAP CHI
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Bang 1: bé cau hdi goi mé nang luc chim cla con ngudi
Cac nang lyc chim Cau héi dung cho phéng vin 9"(':'_‘5?"5
Ban tung trdi qua nhdng vi tri lanh dao, quan ly
nao?
Phong cach lanh dao/quan Iy cta ban c6 thé dudgc
tom tat nhu thé nao?
Kha nang Ban hoc dugc gi tf nhdng ngudi cung lam viéc vdi
lanh dao, nhém cda minh trudc day? -
quan ly .
Thanh tyu dn tugng nhét ma ban ¢6 khi lam coéng
viéc dung ddu va quan ly mét nhom la gi?
Hay cho toi biét mét kinh nghiém khi nhém cia ban |
quan ly gap mdt tré ngai lan. B
Hay cho t6i biét moét bién ¢b tung xay ra ma ban
budc phai thich nghi vai no. . — o
Binh vi Ban dang ddn quen vdi vj tri céng viéc nhung doi
ban than trudng cha ban dugc thay bAng mot ngudi mdi, ban
Kha nang | 55 4ng pho véi tinh huéng nay ra sao?
thich nghi =t =
Ban cé sén sang néu coéng ty luan chuyén ban
_sang moét vi tri phai lam viéc bx:a? S| .
Ban c6 sén sang lam viéc thém gid dé dap ung nhu
céu cép thist cia céng viéc khéng? R il
Uu d@mlnhucq diém 16n nht cua ban la gi?
Hay moé ta cho 16i mdt sy kién ma ban thé hién
duge su tuy tin cha minh va dat két qua 16t
Su tuf tin — — ———— —
Ban co6 cho ring minh da lam 16t nhing céng vigéc
trudc day khang? S - |
Li¢u ban thuc sy tin rAng ban phi hgp vdi cong
- viéc nay? o -
Ban cé phai la ngudi nhiéu y tudng khéng? NéEu
cO hay cho t6i biét vé mét s y tudng ban tam déc.
Hay mé tad mét sang kién trong céng vidc ma ban
Sy san tung &p dung va hiéu qua né mang lai. R
tao g Ban danh gia diéu gi quan trong hon: su linh hoat
hay mét quy trinh? i S AL
Ban da bao gid c6 moét vige lam dot pha, khéng di
theo nguyén tac cba cong viéc chua? N&u co, hay
mé ta né. -
Ban tiung trai qua nhing vj tri lanh dao, quan ly
nao? . - ) S R i | L
) Hay chia sé mét cong viéc/nhiém vu ban tiung lam
;"'{;‘;‘h‘h‘i” ma & dé doi héi tinh than trach nhiém cao.
nhiém Hay cho biét mot viéc lam ma & doé tinh than trach
nhiém clda ban da mang lai Iqi__ff:_rl/_g_a_y‘_rlaiha;urgu_é: :
Theo ban, moi thanh vién cta céng ty co trach
nhiém vd&i nhidng déi tugng nao?
Tai sao ban rgi bd céng viéc trudc day? o
Ban dy dinh sé lam viéc cho ching toi bao lau néu
Badc tinh SR
ca nhan | dude nhan vao vitrinay? = I
Sirtrung Hay chia sé guan diém cta minh khi ban budc phai
thanh chon gitia Igi ich ctia minh va Igi ich cla toan codng
ty?
Cong ty lam vao hoan canh khoé khan va cé thé phai
ng ludng nhan vién trong mot thdi gian, ban sé lam
| gl trong hoan cfunh nay? ) B
Nhing dac diém nao clia cong viéc gay ap luc nhat
cho ban?
Kha nang | Cong viéc co ap lyc nhét ma ban tiung lam la gi?
chiu ap Hay cho tbi biét phuong phap cha ban dé vugt qua
e éplyceongviec? R
Ban cho réng, ap Iyc c6ng viéc mang lai tac dong
2 tiéu cyc va tich cuc nhu thé nao? -
Muc d§ xay ra stress clia ban nhu thé nao? Nhiing
Nguyén nhan chinh 1a gi? I B L
Tinh cach Ban y thuc thé nao vé sy anh hudng tinh than lac
lac quan quan/bi quan 16i céng vigc? = . -
Ban thutng lam gi dé git dudc tinh than lac quan
va tranh xa sy bi quan tiéu cyc?
Ban cé duy dinh lharnrigriia khéa hoc nagll:ong tucl_n-g_
lai gén khang? - .
_Cobng viéc mo udc clia ban la gi? o | m
Sy chu Hay cho toi biét du dinh cha ban vé viéc tu nang
tién cao nang lyc lam vigéc cua ban than.
Biéu gi thac ddy ban nhiéu hon: mét cébng viec
nhiéu tién hon hay mot cong viée cd moi truding
lam viéc 16t hon?
Ban c¢d du dinh tham gia khéa hoc nao trong tudng
lai g&n khéng?
Béng Iyec L kb = :
thic ady Ham hoc Cong ty ¢ chinh sach dao tao nhan vién, néu dugc
hoi tuyén vao, ban ky vong gi vao diéu nay?
Ban ¢é théi quen doc sach khéng? Néu o, ban hay
| doc nhing loai sach nao?
Ban ting trai qua -hhfrné vi tri l_énh”&ailo,-qﬁr:yiii R
nAaoy .
Nhu céu Thang tién va cé vi tri cao han, nhidu quyén han
quyén lyc 7hcm cO y nghia gi déi v&i ban?
Biéu gi thuc ddy ban nhiéu hon: quyén Iuc hay su
tu do trong céng viéc?
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Phuong phap s dung tinh huéng thuc t& va lam
viéc, thao luan nhom ciing dugc danh gia rat cao vé
muc dé hiéu qua trong viéc phat hién cac nang luc
chim. Tuy nhién, phudng phap nay néu thuc hién
bai ban thi rdt t6n kém nguén lyc. Vi vay, nghién cuiu
dua ra hai dé xudt nhu sau: tha nhat, cac DN sé ap
dung nhiing phudng phap nay khi can tuyén mot sé
lugng céc ting vién thuc su yéu cau cao vé nang luc
nNhu cac trudng nhém, quan ly, Ianh dao cép trung
tré 1én; the hai, cac DN c6 thé ap dung mét phén
hai phuong phap nay bang cach I6ng ghép cac tinh
huéng thuc té vao phan phong van dé 1ay cau tra
IGi nhanh clia Ung vién hoac ap dung phuong phap
Phdng van nhom réi dua cho cac ting vién thao luan
Mot tinh huéng cu thé va quan sat hanh vi cla ting
vién.

Tuong ty nhu phudng phap phéng van, khi cho
Ung vién gii quyét tinh huéng thuc té€ hodc lam viéc
nhom, DN nén xay dung va dua ra mét sé tieu chi
dé quan sat hanh vi clia iing vién. Sau dé cac quan
sat vién sé dua vao mic do thé hign cla tng vién
dé danh gia, cho diém theo thang tif 1 dén 5 tuong
Ung véi cac miic do da néu.

Surtham gia clia nquidilao dGng d& phat huy NLTT ¢

—

Chinh séch
nhan sy g
0 g phgt
huy NLTT

Xéy dung ‘
quy trinh ,/
e
hién/tiéu chi %
danh gia cla
ON

Ap dung irén
fodn DN

Daolao
d8 phét huy
NLTT

Sy cam két dai han ca ban l4nh dao trong phét tign

NLTT clia nhén vién

Hinh 4: mé hinh phat trién NLTT tai cac DN '
(nguén: Nguyén Bang Minh 2013, Quén tri tinh gon tai cdc DNNVV
Viet Nam: thuc trang va gidi phap)
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Ngoai ra, dé phat trién NLTT clia con ngudi trong
t6 chic, ngoai viéc phat hién, DN con phai tao diéu
kién, méi trudng, ¢ ca ché chinh sach dinh hudng
va hé trg rd rang dé thac ddy viéc tham gia phat
trién NLTT. Hinh 4 1a mé hinh dé xuét dé phat trién
NLTT clGa ngudi lao déng trong cac t§ chic & Vit
Nam. M6 hinh nay dua trén mé hinh phat trién tu
duy tinh gon cla tac gia nam 2013. TU mé hinh nay,
viéc phat trién hé théng tao dong Iuc, danh gia, ghi
nhan thanh tich t6 ra cuc ky hiéu qua trong viéc
phat hién nang luc chim cla nhan vién. bay cling
la mét diém dang Iuu ¥ cho cac DN Viét Nam trong
viéc xay dung céc chién lugc ngudn nhan luc.

* *

Loi ich tif viéc phat trién NLTT ciia con ngudi
dang ngay cang nhan dudc nhiéu su quan tam tu
cac hoc gia trén khap thé gidi. Su hiéu qua ciing
nhu lgi ich clia phat trién NLTT, trong d6 ¢6 nang luc
chim cla con ngudi da duoc ching minh rat thuyét
phuc bdi mét s6 DN Nhat Ban va nhiing 18 chic
doan thé tai cac nudc phat trién. Tuy van dé nay
con rat méi mé, cac DN cdia Viét Nam ciing nén ti€ép
can mot cach linh hoat va théng minh dé c6 mot cai
nhin cting nhu tu duy méi trong linh vuc quan tri va
phat trién nhan su.
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