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Phat trién nidng luc tdng thé (NLTT) dua trén tu duy tinh gon, gém ca ning luc “ndi” va ning luc
“chim” clia con ngudi 1a mét khai niém kha m&i mé trén thé gidi ciing nhu & Viét Nam. Day 1a mét linh
vuc dang nhan dudc nhiéu sy quan tam cla cac nha nghién ciu va tré thanh chién lugc bén viing
trong quan tri va phat trién nguén nhan luc. Tuy nhién, dé phat trién NLTT, diu tién doanh nghiép
(DN) can c6 mét cach nhin nhan toan dién vé NLTT ctGa nhan vién minh, sau d6 can c6 phuong phap
nhan dang, phat trién ning luc ctia ho. Bai viét dé cap dén khai niem NLTT clia con ngudi, b6 céng
cu danh gia va phat hién nidng luc chim, thuc trang phat trién NLTT clia con ngudi tai cac DN Viét
Nam va phuong phap phat hién, phat trién NLTT cGa con ngudi trong cac DN.
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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
resource 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 cua con nguoi

NLTT cla con ngudi (human capacity) dugc mo
hinh héa nhu tdng bang tréi trong quan tri ngudn
nhan lyc. NLTT clia con ngudi dugc chia thanh hai
phan: phan “néi” - phan dé& nhin thay va phan “chim”
- phan khé nhin thdy, phat hién cling nhu phat trién.
M6 hinh tang bang tr6i dua vao y tudng dung tang
bang dé giai thich quan diém vé ning luc cla con
ngudi. Mot tang bang thi chi cé 1/9 khéi lugng ndi trén
mé&t nudc, phan con lai chim dudi dai duong. Ciing
gidng nhu vay, nang luc clia con ngudi cling c6 nhiéu
phan chim nhu cac nhan t6 thudc vé hanh vi nhu thai
dé, dac tinh ca nhan, phong cach suy nghi, dinh vij
ban than (hinh 1)..
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Hinh 1: mé hinh tang badng tréi trong quan tri nguén nhén luc

(nguén: Lyle M. Spencer and Signe M. Spencer, “Competence at
Work Models for Superior Performance”)



Phat trién NLTT cla con ngudi, cac DN sé thuc
hién déng thdi hai nhiém vu la phat trién nang luc
“n6i” va “chim” clGa nhan vién, sau dé cé nhiing
chinh sach nhan su phu hgp dé thic ddy nhiing
nang lyc dé. Viéc tuyén dung va lya chon nhiing
ngudi cé nang luc tiém &n, phan “chim” la mot quyét
dinh théng minh, ddm bao cho su thanh cong trong
coéng viéc sau nay, con cac yéu t6 bé ndi thi DN
c6é thé giup ho dat dudc thédng qua cac khéa dao
tao ngan han. D& phat trién nang Iuc chim, DN sé&
trao cho ho nhiing co hoi phat trién, giup ho thé
hién nang luc & nhing vi tri quan trong hon. Haon
nlia, nhiing ca nhan xuét sac thudng do dac tinh &
phan chim cla tang bang quyét dinh han 1a nhiing
k§ n&ng va kién thiic cu thé lién quan dén cong viéc
3 phéan ndi. Chinh vi vay, viéc lua chon nhéan vién
dua trén danh gia ky nang hay bang cdp phu hgp
v6i nghé khong con la cach t6t nhat dé tim ra nhiing
ca nhan xuét sic nhét trong céng viéc nia.

Mét khac, nhiing quyét dinh tuyén dung sai Iam
s& dan dén moét su lang phi rat I6n vé chi phi dao
tao, phat trién, chua ké dén nhiing anh hudng dai
han nhu muc tiéu kinh doanh ctia DN hoac lam
gidm su hai long cla khach hang. Theo tu duy cla
quan tri tinh gon [1], ching ta phai tdng hiéu qua
clia hé thong théng qua viéc dung tri tué cda con
ngudi cat gidm t6i da cac chi phi lang phi trong viéc
khéng phat huy dugc cac nang luc chim cla con
ngudi trong DN.

R& rang, viéc phat hién dung ngudi dua trén
nang luc tiém &n cla Gng vién la rat quan trong. Do
do, cac DN can phai c6 nhiing chién lugc cho riéng
minh trong van dé quan tri nguén nhan luc. Viéc xay
duvng bd cong cu dé phat hién nang luc 4n cla lng
vién hay cac chuong trinh dé thuc ddy NLTT cla
con ngudi la can thiét cho cac DN hién nay.

Bo cong cu danh gia va phat hién nang luc chim

Pé xay dung dudc bd céng cu nhadm danh gia
va phat hién nang lyc chim cla con ngudi, truéc
tién phai cé cai nhin r6 rang vé nang luc chim la gi?
nang lyc chim géom nhiing dac tinh nao?

Sau khi tham kh&o cac hoc thuyét vé xa hoi hoc,
tam ly hoc, cac mo hinh phat trién NLTT cla cac
nha nghién clu trudc day (cu thé 1 md hinh phat
trién nhan su truyén théng, mé hinh phat trién tu
chl clia Hanada va cach thtic 1ap ban dé nang luc)
[2-5] cling nhu tham khao y kién cla cac nha quan
tri nguén nhan lyc trong qua trinh phong van sau
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va bang hdi, nhém nghién clu tim ra dugc 11 loai
nang luc chim ma nhom cho rang phu hgp véi diéu
kién cla cac DN, dac biét 1a cac DN nho va vua
(DNNVV) cla Viét Nam, cu thé la: (1) kha ning
lanh dao/quén ly, (2) kh& néng thich nghi, (3) su
ty tin, (4) su sang tao, (5) trach nhiém, (6) sy trung
thanh, (7) kh& nang chiu ap luc cong viéc, (8) tinh
cach lac quan, (9) su cau tién, (10) ham hoc hai,
(11) nhu cau quyén lyc.

Céac DN sé st dung nhiing hoat déng trong quan
tri ngudn nhan lyc, vi du nhu trong 2 quy trinh chinh
la tuyén dung va dao tao dé phat hién va phat trién
nang luc chim cda tng vién, gébm 8 hoat dong do la:
loc don, test (IQ, EQ, logic), phdng van, gidi quyét
tinh huéng (thuéc hé théng trung tdm danh gia), lam
viéc nhém (thudc hé théng trung tam danh gia), lam
viéc déc lap (thudéc hé théng trung tdm danh gia),
thuyét trinh nhém (thuéc hé théng trung tdm danh
gia), luan phién céng viéc.

Cac hoat dong nhan sy nay cling dugc nhém tac
gi& danh gia dya vao qua trinh nghién ctu tai liéu va
thuc ti&n tuyén dung tai cac DN Viét Nam hién nay.
P& dam bao tinh khach quan, nhém ciing da phat
trién mot s& hoat dong nhan su (thudc hé théng
trung tdm danh gia va luan chuyén cong viéc) ma
cac DNNVV Viét Nam hién nay chua biét dén hoac
chua st dung.

Du6i day 1a mé hinh kiém tra muc do hiéu qua
cla cac hoat dong nhan su trong viéc phat hién ra
nang luyc chim cla Ung vién. M6 hinh nay la mot
phat hién ti nghién clu thuc chiing gom qua trinh
nghién ctu ly thuyét, nghién ctu thuc tién va phéng
van chuyén gia. Nném nghién clu dua ra gia thuyét
nhu sau: 8 hoat ddng ma nhom néu ra déu co tac
dodng tich cuc trong viéc phat hién 11 nang luc chim
ma nhom da dé cap. Daoi tugng khdo sat clia nhom
la cac chuyén gia vé quan tri nguén nhan luc, la
cac CEOQ, téng giam déc, phé giam déc, trudng, phd
phong nhan sy va cac chuyén vién dy an nén it
nhiéu cé kinh nghiém trong linh vuc danh gia va
tuyén dung nhan suy. Chinh vi thé, nghién ctu dua
ra gia thuyét la nhiing cau tra I5i, thong tin ma nhom
thu dugdc co6 db chinh xac kha cao. Sau khi c6 dugc
cac két qua vé muc dé hiéu qué cla cac phuong
phap, nhom nghién clu tién hanh xay dung bd cong
cu ap dung cho DN. B9 cong cu dé c6 thé dugc sl
dung nhu mot yéu t6 du doan dé phat hién chinh
xac nang luc chim cla tng vién (hinh 2) [6].
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Hinh 2: mé hinh du doan phat hién chinh xac nédng luc chim cda tng vién

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

Théng qua quéa trinh phéan tich sé liéu bang
phuong phap théng ké, tac giad thay rang, phuong
phap phdng van hién dang dudc cac nha tuyén
dung danh gia la cé hiéu qua cao nhat trong viéc
phat hién ra nang luc chim cla Uing vién. Ngoai ra,
phuong phap st dung trung tam danh gia cling dugc
danh gia la cé tiém nang rat I6n trong viéc phat hién
ra nang luc chim. Tac gia sé dua vao nhiing két qua
nay dé xay dung bo cong cu ap dung cho viéc phat
hién ra nang luc chim cla cac ling vién. Tu dé sé co
nhiing chién Iugc dé phat huy NLTT cdia con ngudi
ciing nhu t8 chtc.

Thuc trang phat trién NLTT ciia con ngudi tai cac
DN Viet Nam

Trong nhiing nam qua, cac DN Viét Nam da cé
hoat ddng phat trién nang luc con ngudi chl yéu
théng qua quy trinh quan tri nguén nhan luc c6 trong
DN. Tuy nhién, cé thé néi, khai niém “NLTT cla con
nguadi” con la mot khai niém xa la doi véi cac DN. Vi
thé, hoat dong phat trién NLTT cla con ngudi trong
DN Viét Nam co ban chi dung & “cong tac quan tri
ngudn nhan Iyc” truyén théng. Hay néi cach khac,
DN méi chi dang “quan tri” 1a chinh chi chua nght
t6i van dé “phat trién” nhan vién ctia minh.

Van dé phat trién NLTT cla con ngudi tai DNNVV
Viét Nam hién con rat méi mé va chua dudc chu
trong phat trién. Diéu nay cé thé coi 1a mot két qua
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tat yéu clha cong tac quan tri ngudn nhan luc con
nhiéu han ché ctia cac DN Viét Nam. Qua nghién
cliu, tac gia da phac thao dudc thuc trang cltia vén
dé phat trién nguén nhan luc clia cac DNNVV, cu
thé nhu sau: trong coéng tac tuyén dung, tiéu chi
tuyén dung chua hop ly, chua nhim t6i nang luc
tiém &n cta nhan vién, quy trinh tuyén dung phtc
tap, chua huéng dén su tién Igi clia Gng vién; trong
coéng tac dao tao va phat trién, DN chua c6 chinh
sach dao tao, phat trién nhan vién bai ban, nang luc
tiém 4n cla nhan vién khéng dudc chu trong phat
hién va phat trién, cac chinh sach, chuong trinh
nhan sy chua mang lai hiéu qua cao cho DN; trong
cong tac danh gia, khen thudng, da s6 DN khong co
quy trinh danh gia nhan vién chuyén nghiép, khach
quan, DN ch( yéu danh gia nhan vién dya trén cac
tiéu chi cong viéc ma chua chu y dén viéc danh
gia “NLTT” cla nhan vién, chinh sach khen thudng
khéng c6 nhiéu tac dong dén phan nang luc tiém an
clia nhan vién.

Vay dé thic ddy viéc phat trién NLTT clia con
ngudi tai DN Viét Nam, chdng ta can phai giai quyét
dudc nhiing van dé dang la nguyén nhan céan tré
ma nhém da tim ra théng qua nghién cuu: (1) nhéan
thic cua DN va lanh dao DN, (2) phuong phap phu
hop nhdm phét hién va phat huy ndng luc tiém &n
cla nhén vién.

Phuong phap phat hién va phat trién NLTT caa
con nguoi

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

Phat trién nang Iuc
md@i phat hién dugc

Phat
hign

Phat
trien

Tiép tuc phat trién
nhlng nang luc
da tim dudc

+

Tién t6i phat trién
nang luc mai

Hinh 3: qué trinh phéat trién NLTT

(nguén: tac gid tu dé xuét)
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Qua trinh dugc trinh bay & hinh 3
gbm 2 giai doan: (1) phat hién va phat
trién mai; (2) phat trién lién tuc va phat
hién méi. Yéu cau doi hdi cia DN &
day la phai tién hanh lién tuc qua trinh
nay ti nam nay qua nam khac va dan
dén moét hé qua 1a NLTT cla nhan
vién sé dugc nang ngay moét cao (qua
viéc phat hién va nang cao cac nang
luc tiém &n).

Vay lam thé nao dé phat hién ra
nang luc chim cla nhan vién? Tu két
qua phan tich, tac gid da nhan thay
muc dé hiéu qua cta quy trinh tuyén
dung trong viéc phat hién nang luc
chim cla Ung vién. Bang cac phuang
phap: 1) phdng vén, (2) giai quyét tinh
huéngva (3) lam viéc, thdo ludn nhém,
m&i DN c6 thé tim ra cho minh mot
cach thiic phu hop dé phat hién ning
lyc chim clia cac ting vién. Nghién cuu
da xay dung bd cau hdi phdng van si
dung dé phat hién 11 nang lyc chim
da dé cap. Tuy nhién, can linh hoat si
dung tting hang muc trong bo cau héi
vGi ting DN, hoac vi tri cong viéc cu
thé, dé tranh lang phi thsi gian, cong
stic cling nhu gidm hiéu qué cua cudc
phong van (néu lam may méc sé méat
thdi gian, qua dé gidm chat lugng cau
tra 13i clia Uing vién, chat lugng danh
gia tu ngudi phdng van, dan t6i giam
chat lugng phong van néi chung). Sau
dé, trong qua trinh phong van, ngudi
phong van s dung nghiép vu chuyén
mon vé quan tri nguén nhan luc cla
minh dé dua ra danh gia vé nang luc
clia ting vién va cho diém theo thang
tl 1 dén 5 tuong Ung véi cac muc do:
1 = rat han ché, 2 = han ché, 3 = trung
binh, 4 = t6t, 5 = rat t6t. TU do, nha
tuyén dung hodc quan ly nhan su sé
¢6 nhiing nhan dinh ding dan hon vé
nang luc chim cla Ung vién. Sau day
la vi du vé bo cau hoi dé goi mé tim
kiém cac nang luc chim (bang 1), cac
DN c6 thé tu tim cho minh 15i giai dap
tu vi du nay.
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Bang 1: b6 cdu héi ggi md ndng luc chim cda con nguoi

Cac nang luc chim

Cau hdi dung cho phéng van

Panh gia
(1-5)

Ban tiing tradi qua nhdng vi tri 1anh dao, quan ly
nao?

Phong cach lanh dao/quan ly ctia ban cé thé dudgc
tém tat nhu thé nao?

Kha nang Ban hoc dudgc gi ti nhing ngudi cung lam viéc vaéi
lanh dao, nhém cla minh truéc day?
quan ly 3 3
Thanh tuu an tugng nhat ma ban coé khi lam céng
viéc ding dau va quan ly mot nhém la gi?
Hay cho t6i bié&t moét kinh nghiém khi nhém clia ban
quan ly gap mot trd ngai I16n.
Hay cho toi biét moét bi€n c8 tung xay ra ma ban
budc phai thich nghi v&i n6.
BPinh vi Ban dang dan quen vd&i vi tri cédng viéc nhung doi
ban than R trudng cta ban dugc thay biing mét ngusi méi, ban
Kha nang s& Ung pho véi tinh hudng nay ra sao?
thich nghi
Ban cé s&n sang néu céng ty luan chuyén ban
sang mét vi tri phai lam viéc & xa?
Ban c6 sin sang lam viéc thém gid dé dap ung nhu
cau cédp thiét ctia cong viéc khéng?
Uu diém/nhugc diém 16n nhét cdia ban la gi?
Hay mé ta4 cho t6i mét su kién ma ban thé hién
dugc su tu tin ca minh va dat két qua tot.
Su tu tin - _
Ban coé cho rang minh da lam t6t nhing céng viéc
trudc day khéng?
Liéu ban thuc su tin r&ng ban phu hdp vé&i céng
viéc nay?
Ban co6 phai la ngudi nhiéu y tudng khéng? Né&u
c6 hay cho t6i biét vé mot s8 y tudng ban tam dac.
Hay mo td mot sang ki€n trong céng viéc ma ban
. tiing ap dung va hiéu qua né mang lai.
Su sang ” ia gie N R P
tao Ban danh gia diéu gi quan trong hon: su linh hoat
hay mét quy trinh?
Ban da bao gid c6 mét viéc lam doét pha, khéng di
theo nguyén téc cta céng viéc chua? N&u cé, hay
mo ta noé.
Ban ting trai qua nhidng vi tri 1anh dao, quan ly
nao?
) R Hay chia sé mot céong viéc/nhiém vu ban ting lam
;"',”hh‘ha” ma & dé doi hadi tinh than trach nhiém cao.
rac c - ST 2 P
nhiém Hay cho biét mét viéc lam ma & do tinh than trach
iy nhiém cla ban da mang lai Igi ich/gay ra hau qua.
Theo ban, méi thanh vién cla céng ty coé trach
nhiém v&i nhing déi tuong nao?
Tai sao ban rdi bd céng viéc trudc day?
pa inh Ban du dinh sé& lam viéc cho chung téi bao lau néu
?c 'im dugc nhan vao vi tri nay?
ca nhan = . 2 L2 > N . a 2
Su trung Hay chia sé quan diém cla minh khi ban budéc phai
thanh chon gida Igi ich clla minh va Igi ich cla toan céng
ty?
Céng ty lam vao hoan canh khé khan va cé thé phai
ng luong nhan vién trong mét thoi gian, ban sé& lam
gi trong hoan canh nay?
Nhing dac diém nao clia céng viéc gay ap luc nhat
cho ban?
Kha nang Cong viéc c6 ap luc nhdt ma ban tung lam la gi?
chiu ap Hay cho t6i biét phuong phap ctia ban dé vugt qua
luc ap luc coéng viéc?
Ban cho rang, ap luc céng viéc mang lai tac déng
tiéu cuc va tich cuc nhu thé nao?
MUuc do x4y ra stress cla ban nhu th& nao? Nhing
nguyén nhan chinh la gi?
Tinh cach Ban y thic thé nao vé sy anh hudng tinh than lac
lac quan quan/bi quan téi cong viéc?
Ban thudng lam gi dé gii dugc tinh than lac quan
va tranh xa su bi quan tiéu cuc?
Ban c6 du dinh tham gia khéa hoc nao trong tucong
lai gédn khéng?
Coéng viéc mo udc clia ban la gi?
Su céau Hay cho téi biét du dinh cla ban vé viéc tu nang
tién cao nang luc lam viéc cta ban than.
Piéu gi thuc ddy ban nhidu hon: mét céng viéc
nhiéu tién hon hay mét céong viéc c6 moi trudng
lam viéc tét hon?
Ban c6 du dinh tham gia khéa hoc nao trong tuong
lai gan khéng?
boéng luc
thuac déy Ham hoc Coéng ty c6 chinh sach dao tao nhan vién, néu dugc
hoi tuyén vao, ban ky vong gi vao diéu nay?

Ban c6 thoi quen doc sach khéng? Né&u co, ban hay
doc nhing loai sach nao?

Nhu cau
quyén luc

Ban tiing trai qua nhdng vi tri 1anh dao, quan ly
nao?

Thang ti€én va coé vi tri cao hon, nhiéu quyén han
hon coé y nghia gi d&i v&i ban?

Piéu gi thuc ddy ban nhiéu hon: quyén luc hay su
tu do trong céng viéc?
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Phudng phap st dung tinh huéng thuc té va lam
viéc, thao luan nhom ciing dugc danh gia rat cao vé
muc dé hiéu qué trong viéc phat hién cac nang luc
chim. Tuy nhién, phudng phap nay néu thuc hién
bai ban thi rat tén kém ngudn luc. Vi vay, nghién ctu
dua ra hai dé xuat nhu sau: thi nhdt, cac DN sé ap
dung nhiing phuong phap nay khi can tuyén moét s
lugng cac (ing vién thuc su yéu cau cao vé nang luc
nhu céac trudng nhom, quan ly, 1anh dao cép trung
trd |1&n; thu hai, cac DN c6 thé ap dung mét phan
hai phuang phap nay bang cach 16ng ghép céac tinh
huéng thuc t& vao phan phdng van dé Idy cau tra
I6i nhanh cla Ung vién hoac ap dung phudng phap
phong van nhom rdi dua cho céac ting vién thao luan
mot tinh hudng cu thé va quan sat hanh vi cla Ging
vién.

Tuong tu nhu phuong phap phdng véan, khi cho
(ing vién giai quyét tinh hudng thuc té hoac lam viéc
nhom, DN nén xay dung va dua ra mét sé tiéu chi
dé quan sat hanh vi clia (ing vién. Sau dé cac quan
sat vién sé dua vao muc do thé hién cda ing vién
dé danh gia, cho diém theo thang tii 1 dén 5 tuong
ung véi cac muc do da néu.

Sy tham gia clia nguoilao dong dé phat huy NLTT

A 4

-~

—

Xay dung /) N
quy trinh 7 fodin Y
thU’C _><\ p g ,
o . thidiem
hignftiéu chi D 4
danh gia clia S

DN Y

Chinh sach
nhén s dé
hd tro phat
huy NLTT

Paotao
Ap dung trén dé phat huy
toan DN NLTT

S cam k&t dai han ca ban4nh dao trong phét trién
NLTT clia nhén vién

Hinh 4: mé hinh phat trién NLTT tai cdc DN
(ngudn: Nguyén Bang Minh 2013, Quén trj tinh gon tai cac DNNVV
Viét Nam: thuc trang va giai phap)
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Ngoai ra, dé phat trién NLTT clia con ngudi trong
t8 chuic, ngoai viéc phat hién, DN con phai tao diéu
kién, moi trudng, cé cd ché chinh sach dinh hudéng
va hé trg rd rang dé thuc ddy viéc tham gia phat
trién NLTT. Hinh 4 1& m6 hinh dé xuat dé phat trién
NLTT cla ngudi lao dong trong cac t6 chiic & Viét
Nam. M6 hinh nay dua trén mé hinh phat trién tu
duy tinh gon clia tac gid nam 2013. TU mo hinh nay,
viéc phat trién hé théng tao dong luc, danh gia, ghi
nhan thanh tich té ra cuc ky hiéu qué trong viéc
phat hién nang luc chim cla nhan vién. Day ciing
la mot diém dang Iuu y cho cac DN Viét Nam trong
viéc xay dung cac chién lugc ngudn nhan lyc.

* *

Lgi ich tu viéc phat trién NLTT cla con ngudi
dang ngay cang nhan dudc nhiéu sy quan tam tu
cac hoc gia trén khap thé gidi. Su hiéu qua ciling
nhu Igi ich ctia phat trién NLTT, trong d6 cé nang luc
chim cla con ngudi da dugc chiing minh rat thuyét
phuc bdi mot s6 DN Nhat Ban va nhiing té chtic
doan thé tai cac nudc phat trién. Tuy van dé nay
con rat mGi mé, cac DN cua Viét Nam cling nén ti€p
can mot cach linh hoat va théng minh dé cé moét cai
nhin cling nhu tu duy mdi trong linh vuc quan tri va
phat trién nhan su.
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