Khung niing e 13 gi, xAy dung va trién Khai
nhw thé nao?

Moi Céng Viéc s& y8u cau mot tap hop cac ning luc: Kién thirc, k§ ning va dic diém ca nhan can dé hoan
thanh tét mot vai tro/cong viéc va tap hop nay goi l1a khung nang luc hodc hd so ning lyc. Khung ning
lyc 1a mot phuong phap tdng hop nham hd trg cho viéc tuyén dung va Xay dung chuong trinh quy hoach
cén bo lanh dao — quan ly, xay dung cac chuong trinh dao tao, phét trién quan ly va lanh dao, xay dung hé
thdng quan 1y thanh tich va dai ngd danh cho ddi twong quan 1y va lanh dao ciing nhu nhan vién trong t6
chuc.

Khung ning lyc 1a mt phuong phap quan ly nhan sy tong hgp nham éng dung cho rat nhiéu cac hoat
dong quan ly ngudn nhan lyc.

Khung ning lyc c6 thé st dung 1am co s& dé tuyén dung doi ngii nhan vién, giam sat va quan 1y ciing 1a
co s& quan trong cho hoat dong xay dung chwong trinh quy hoach cén b 1anh dao / quan 1y. Cac nang luc
trong khung ning luc ¢6 thé dugc sir dung 1am tiéu chuan danh gia tmg vién. Khung nang lyc gitp nha
quan ly c6 mot birc tranh toan dién vé cac yéu cau cua cong viéc. Ngoai ra, nd con gidp nha quan ly c6
thé phan biét gitra cac nang luc c6 thé dao tao, nhimg nang lyc rat kho phét trién va nang lyc can phai dap
g ngay khi tuyén dung nhan sy.
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Khung ning lyc ciing 1a co sé quan trong cho hoat dong dao tao nhan su, cu thé 1a x4c dinh duoc nhu cau
dao tao, noi dung chuong trinh dio tao phat trién d6i ngii nhan vién. Khi xay dung khung ning luc, doanh
nghiép s& phai xac dinh dugc yéu cau vé loai nang luc va cip do & timg nang luc cua vi tri hién tai hoic vi
tri can phat trién 1én dong thoi thyc hién danh gia nang luc cho can bo quan 1y va nhan vién. Khung ning
lyc gitp cho doanh nghiép biét dugc nang lyc ciia nhan vién minh dang & ¢au? Can gi va thiéu gi?...

Véi viéc ung dung khung ning lyc, doanh nghiép ¢ thé tap trung vao mot hinh ning luc ASK véi t6 hop
ba yéu té: Thai do, Kién thuc, K ning s& gitip doanh nghiép giam bét chi phi vé thoi gian va tai chinh.

Bén canh d6, Khung ning luc ciing thiét lap mot nén tang quan trong cho viéc xay dung hé thong quan Iy
thanh tich va dii ngd cho nhan vién. N6 gitp ngudi quan ly ¢6 cach hiéu chung vé nhiing gi s& duoc kiém
soat, do luong va xac dinh nhung gi can tap trung va thie day trong thao luan danh gia thanh tich. Déi véi
viéc van hanh hé théng luong, viéc quyét dinh mot nguorl 0 bac luong nao trong mot thang lrong s& dé
dang hon va c6 co s rd rang hon vi doanh nghiép chi can so sénh muc do dap ung va yéu cu ning luc.

Tom lai, Khung ning luc gitp cho nha quan ly thyuc hién tét nhitng cong viéc nhu: Tuyén dung nhan sy,
DPao tao, khen thudng, dai ngo va tra luong phu hop cho nhan vién. Ngoai ra khung nang lyuc tao ra sy
cdng bang trong t6 chire va tiét kiém nhiéu chi phi vé thoi gian, tai chinh.

Céu tric cia khung ning lyc:

Dé thiét 1ap mot nén tang hiéu qua cho hoat dong quan |y nhan su ndi chung va ning cao ning lyuc lanh
dao quan ly nhan vién noi riéng, mdi vi tri nhan sy trong td chac s& c6 mot khung ning luc can thiét dé
hoan thanh tét cong viéc duoc giao va cb ging phat trién thém nhiitng ning lyc con thiéu dé tre thanh mot
nha 1anh dao.

Ning Iuc theo vai tro (Role specific competencies): La cac nang luc tng dung cho cac vi tri cu thé trong
t6 chire nhu ning lyc lanh dao, ning lyc tu duy chién lugc.

Ning luc cét 16i (Core competencies): Gom cac ning luc can thiét cho tit ca cac vi tri nhu k¥ ning giao
tiép, k¥ ning ra quyét dinh va giai quyét van dé....

Ning Iuc chuyén mon (Technical competence): 1a cac kién thirc, ki nang chuyén mén gan véi linh vuc
cu thé cd vai tro thiét yéu trong viéc hoan thanh cac nhiém vu chuyén mén. VD: Ky ning ban hang, k¥
nang lap trinh....

Ning Iuc hanh vi: La cac ning luc cu thé cia ca nhan duoc dinh nghia duéi dang hanh vi nham dam bao
kha nang (g dung va mirc d¢ thuan thyc.

Viéc chia 1am ba nhom khung ning lyc nhu vay chi mang tinh chét trong ddi boi vi né thuong c6 sur
chong lan 1&n nhau. Vi dy: Nang lyc giao tiép 1a ning lyc cot 16i cho mdi ¢ong viéc nhung né lai 1a yéu t6
cau thanh trong nang luc chuyén mon caa nhéan vién ban hang.



Xay dung va trién khai khung ning luc

e \/ uc dich
Buoc 1

| & Chuan héa hé théng céc chirc danh
Buoc 2

e Xac dinh nhi*tng ndng luc can cé

e Sap x&p nang luc cho tirng vi tri

Buwéc 1: Dwa ra muc dich

Dé xay dung khung ning Iyc cho mét to chuc, cong viéc dau tién phai 1am rd muc dich thuc sy cia dy &n
xay dung khung nang luc 1a gi? Vi muc dich sir dung khac nhau (Tuyén dung, ddo tao hay phat trién
nhan lyc, dii ngd, tra luong...) s& dan dén viéc lya chon khac nhau. Vi dy nhu sir dung cap do tdi thiéu
hay cap do xuat sic 1am ho so nang luc.

Bwoéc 2: Chudn héa hé théng cac chic danh
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Qua trinh xay dung khung ning lwc doi hoi td chuc phai chuin héa co cu té chirc, hé théng chirc danh va
chire nang, nhiém vu ciia mdi chirc danh. Ly do 1a cac ning lyc thudng s& gan vai viéc thuc hién nhiing
nhiém vu hoac hoat dong nhat dinh, vi vay khi hé théng chtic danh va chiic nang, nhiém vu chua o rang
thi s& khong thé xac dinh dugc ning luc ndo la can thiét va giup nguoi thuc hién cdng viéc tré nén vuot
troi.

Buéc 3: Xdc dinh nhitng néing luc can co

Sau khi chiing ta x4c dinh xong hé thong chiic danh, cong viéc tiép theo 1a x4c dinh cac ning luc c6 thé
can dén. Viéc xac dinh cac nang lyc khdng nhat thiét phai xay dung méi hoan toan (vi s& mat rat nhiéu
thoi gian) trong khi chiing ta c6 thé tham khao tai liéu & nhiéu ngudn khac nhau. Ban c6 thé tham khao
mot sé nang luc duoc phd bién rong rii va duoc ap dung vao to chirc rat tot nhu: “42 ning luc theo Pai
hoc Havard”, bo ning luc do Vién phat trién nhan luc (CIPD) ciia Vuong qudc Anh phat trién.... Cac bd
ning lyc nay di néu day du dinh nghia nang luc, mo ta cac hanh vi gin véi ning lyuc va cac vi du. Viéc
can 1am 1a doanh nghiép xac dinh ning luc nao cé thé can, phan chia cac hanh vi thanh cac cap do tir thap
dén cao mot cach hop ly va khoa hoc. Phuong phép str dung cac khung ning luc ¢ sin sau d6 diéu chinh
sao cho phu hop véi dic thi cong viéc trong doanh nghiép. Pay 1a phuong phap sir dung rong rai nhat va
chang to su thanh cdng trén thé gioi ciing nhu & Viét Nam.

Buéc 4: Sdp xép néng luc cho ting vi tri

Sau khi c6 duoc bo ning luc voi day da dinh nghia va md ta cac cip do, budc tiép theo can lam la xac
dinh ning luc va céc cip do6 ning luc cho tirng vi tri trong doanh nghiép. C6 thé c6 nhiéu céch tiép can
khac nhau nhung cach 1am don gian nhat Ia thyc hién khao séat hoac thao luan noi bo vé tan suat sir dung
va tam quan trong cua ting ning luc dbi véi nhitng cong viéc cu thé. Qua trinh xac dinh ning luc phai
bam sét vao chirc nang, nhiém vy, két qua dau ra cia mdi chirc danh moi dam bao nhing ning luc sau khi
dugc chon sé thuc su phu hgp va dong g0Op vao nang cao hiéu qua coéng VIeC Két thuc g1a1 doan nay, mdi
cong viéc trong doanh nghiép déu gan véi mot nang lyc nhat dinh va céc cip do yéu cau tuong tng.

Buwdéc 5: Danh gid

Pé khung ning lyc c6 thé duoc dua vao sir dung, ching ta phai phat trién cac cong cu danh gia nang luc
ctia mdi c4 nhan va phuong phap dao tao, phét trién gin vai mdi loai nang lyc. Tuy nhién, ddy 1a phan
viéc doi hoi chuyén mén rat cao vi vay néu doanh nghiép khong co dii ngudi voi nang luc chuy@n mon thi
c6 thé thué cac chuyén gia hoic cac cong ty tu chuyén nghiép thyc hién thay vi tu phat trién ngi bo.

Cudi cuing, qua trinh 4p dung khung nang luc trong quan ly nhan sy s& bat dau bang viéc thuc hién danh
gia ca nhan, xac dinh khoang cach ning luc (chénh léch gitra cap d6 yéu cau va cap do dat dugc cia mdi
ca nhan sau khi dugc danh gia. Trén co s¢ két qua phan tich, so sanh, by phan nhan sy c6 thé xay dung

cac chuong trinh phat trién nang luc cu thé cho mdi can bd nhan vién trong doanh nghiép dé gidp ho dat
dugc cip do nang luc hiéu qua ciing nhu thuc hién 16 trinh cong danh di dit ra). Khuyén khich, thuc day



su quan tdm cua cac nha quan ly va ban than nhan vién, muc tiéu phat trién niang lrc nén dugc dua vao
thanh chi s6 thanh tich thiét yéu (KPI) trong danh gia cudi nam. ..

Nhu ban xem xét cac niang lyc, xin nhé rang ning luc nay chi gidp mo ta cdng viéc dugc thuc hién “nhu
thé nao” (bang cac kién thuc, ky nang va kha ning). Chiing dai dién cho mot do 16n caa cong viéc [ rat
quan trong]. Chung khdng mé ta “cai gi” dat dwoc trong gidi han két qua, trach nhiém, phan phdi hoac
muc tiéu dy an cu thé. Nang luc duoc sir dung nhu 1ap ké hoach, huéng dan va phat trién cac hanh vi/
hiéu suat.

Muc tiéu cua ban trong viéc st dung huéng dan nay khong phai 1a dé chon nhiéu ning luc nhét c6 the, ma
Ia lya chon nhitng nang Iuc nao ¢ thé gitp ich cho ban ap dung trong céng viéc cua minh.

Diéu chinh yéu la phai tap trung tir 8-10 (khdng c6 con sé ky diéu) ning luc quan trong nhat nhu 1a mot
khung hay mé hinh ning luc, sau d6 thu hep xudng con tir 3-5 nang luc sir dung trong quan ly va phat
trién hiéu suat.

Khi di Iya chon 3-5 ning luc, mot thuc hanh tét 1a chon ra vai nang luc nao d6 1a nhitng diém manh quan
trong (dua trén muc tiéu cua ban) dé tiép tuc xay dung. Ngoai ra, cd thé chon thém maot vai nang luc dé
phat trién. Su cung cp nay gilip cho su can bang gitta tinh chac chan va nhu cau phat trién.

Phan loai 42 niing luc theo Pai hoc Havard:

. Kha nang thich trng (Adaptability)

. Xép dat hiéu suat dé thanh cong (Aligning Performance for Success)

. Hoc tng dung (Applied Learning)

. Xay dung mot doi/nhdm thanh céng (Building a Successful Team)

. Xay dung khach hang trung thanh (Building Customer Loyalty)

. Xay dung méi quan hé déi tac (Building Partnerships)

. Xay dung méi quan hé tich cuc 1am viéc — Lam viéc nhém/ hop tac Building Positive Working
Relationships-Teamwork/Collaboration)

8. Tao dung long tin(Building Trust)

9. Huén luyén(Coaching)

10. Truyén dat thdng tin/ giao tiép (Communication)

11. Khéng ngung hoc tap (Continuous Learning)

12. Gop phan vao ddi/ nhém thanh cdng (Contributing to Team Success)
13. Hudng dén khach hang (Customer Focus)

14. Ra quyét dinh (Decision Making)

15. Uy théc hay phan quyén (Delegation)

16. Phat trién nguoi khac (Developing Others)

17. Nhiét tinh (Energy)

18. Tao diéu kién thay ddi (Facilitating Change)

19. Giam sat, theo ddi (Follow-Up)
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20.
21.
22.
23.
24,
25.
26.
27.
28.
29.
30.
31.
32.
33.
34.
35.
36.
37.
38.
39.
40.
. Xac dinh gié tri da dang (Valuing Diversity)
42.

41

Trinh bay chinh thirc (Formal Presentation)

Pat duoc su cam két (Gaining Commitment)

Tac déng, gay anh huéng (Impact)

Theo dbi, giam sat thdng tin (Information Monitoring)

Hanh dong sang tao (Sang kién)- Initiating Action (Initiative)

D6i méi (Innovation)

Tam nhin va gia tri dan dau/ séng dong (Leading/Living The Vision And Values)
Quan ly xung dot (Managing Conflict)

Quan ly cong viéc (bao gom quan ly thoi gian)- Managing Work (Includes Time Management)
Lanh dao hoi hop (Meeting Leadership)

Tham du hoi nghi (Meeting Participation)

bam phan (Negotiation)

Lén ké hoach va t6 chirc thyc hién (Planning and Organizing)

Dinh huéng chat luong (Quality Orientation)

Chap nhan rui ro (Risk Taking)

Nhan thac vé an toan (Safety Awareness)

K§$ ning ban hang/ thuyét phuc (Sales Ability/Persuasiveness)

Ra quyét dinh chién lugc (Strategic Decision Making)

Chiu dyung su cing thang (Stress Tolerance)

Kién thuc va ky niang chuyén mén/ ky thuat (Technical/Professional Knowledge and Skills)
Kién dinh (Tenacity)

Tiéu chuéan cdng viéc (Work Standards)



