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Tom tit — Nghién ctru tap trung nghién ctru va danh gia thyc trang hé thong danh gia két qua hoan
thanh cong viéc tai Vién théng Dong Thap trong giai doan chuyén minh tir doanh nghiép vién thong
truyén thong sang doanh nghiép cong ngh¢ s6. Dya trén viéc phan tich dir liéu thir cap giai doan 2023—
2025 va khao sat thuc té 100 nhan vién, nghién ctru chi ra rang mac du don vi da trién khai Thé diém can
bang (BSC) va Chi sO hiéu suét cdt yéu (KPI), nhung hé thdng nay van boc 19 tinh hinh thire, chua phan
ra triét dé muc tiéu dén timg ca nhan va thiéu su gan két véi co ché dai ngd 3P. Dic biét, van dé gia hoa
nhan sy dang tao ra ap lyc 16n trong viée thich (mg voi cac cong nghé méi nhu 5G, Cloud va AL Nghién
ctru d& xuat bo giai phap toan dién bao gom s0 hoa quy trinh danh gia thong qua Dashboard theo thoi
gian thuc, thiét lap lai bo chi so KPI da chiéu cho tirng khéi chirc nang, ap dung co ché tra lwong 3P de
x6a bo tu duy binh quan va trién khai mé hinh "kém cap nguoc' ' nhim giai quyet bai toan nang lyc s6
cho doi ngii lao dong lau nam. Két qua nghién ctiru gbp phan xay dung hé théng quan tri hiéu sudt bén
viing, hd trg muc tiéu chién luge giai doan 2026-2030 cia Tap doan VNPT.

Tir khéa — Danh gia két qua cong viéc, vién thong Dong Thap, chuyén doi s6, dai ngd tai chinh.

Abstract — This research focuses on examining and evaluating the current state of the performance
evaluation system at Dong Thap Telecommunications during its transition from a traditional telecom
enterprise to a digital technology enterprise. Based on secondary data analysis from the 20232025 period
and a survey of 100 employees, the study shows that although the unit has implemented the Balanced
Scorecard (BSC) and Key Performance Indicators (KPIs), the system remains largely formalistic, fails to
cascade objectives down to individual levels thoroughly, and lacks alignment with the 3P compensation
mechanism. Notably, an aging workforce presents significant pressure in adapting to new technologies
such as 5G, Cloud, and Al The study proposes a comprehensive set of solutions, including: digitizing
the evaluation process through real-time Dashboards, re-establishing a multi-dimensional KPI framework
for each functional department, applying 3P remuneration to eliminate an egalitarian mindset, and
implementing a "reverse mentoring" model to address digital competency gaps among senior personnel.
The findings contribute to building a sustainable performance management system, supporting VNPT
Group's strategic goals for the 20262030 period.

Tir khéa — Performance appraisal, Dong Thap telecommunications, digital transformation, financial
rewards.

1. Gi6i thiéu

Trong dong chay cia cudc Cach mang cong
nghiép 4.0, nganh vién théng toan cau dang ding
trudc ngudng cira eda-nhing thay ddi mang tinh
budc ngodt. Gia tri thi trudng vién thong dugc du
béo s& vuot mbe 1,7 nghin ty USD vao nam 2025,
dugc thuc ddy béi sy bung nd cua mang 5G, dién
toan dam mdy va tri tu¢ nhan tao (Al). Dbi véi cac
doanh nghiép vién thong Viét Nam, viéc chuyen
dich tir mé hinh nha cung cép dich vy ha tang
(Telco) sang doanh nghiép cong nghé s (Digital
Tech) khong con 1a mot Iya chon ma 13 yéu cau
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song con dé duy tri lgi thé canh tranh. Trong bbi
canh do, quan tri nguén nhan lyc ddc biét 1a cong
tac danh gia két qua hoan thanh cong viéc tré thanh
truc xoay trung tdm dé tdi wu héa ning luc trién
khai chién lugc.

Vién théng Pong Thap (VNPT Ddng Thap),
mot don vi thanh vién ciia Tap doan Buu chinh
Vlen thong Viét Nam, dang ganh vac trong trach
trién khai ha tang dit liéu va chinh quyén s6 cho
tinh nha theo thoa thuan hop tac chién lugc giai
doan 2026-2030. Vi cac dy an trong diém nhu ha
tang dir liéu dat dai (VNPT ILIS), y té sd va gido
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duc sd, ap luc vé nang luc thuc thi dbi voi doi ngil
nhan sy la cyc lon. Tuy nhién, thyc trang tai don
vi cho thay hé théng quan tri hiéu suat hién hanh
dang boc 10 nhirng diém nghén nghiém trong. Poi
ngtl nhan lyc ky thuat dang gia hoa nhanh chong
véi khoang 47% lao dong nam trong do tu01 tur 40
dén 50, tao ra rao can lon trong viéc tlep can céc
cong nghé mdi nhu 5G hay 4o hoa mang ludi
(SDN/NFV). H¢ thong danh gia két qua cong viéc
theo KPI du d3 duogc trién khai nhung van mang
tinh hinh thirc, chua sir dung két qua dénh gia dé
khen thudng hodc diéu chuyén nhan sy mdt cach
quyét liét, dan dén tinh trang x6i mon niém tin va
tinh than cong hién cta nhimg nhéan vién tré c6
nang luc.

Tinh cap thiét cia nghién ctru nay nam & viéc
xdy dung mot hé théng danh gia cong viéc minh
bach, dinh lugng va cong b?mg. Mot hé théng danh
gia khoa hoc s€ gitip nhén vién nhén thirc ding kha
nang cua minh, tao dong luc dé ho phat huy tlem
nang va gin bo 1au dai vai t chire. Nguoc lai, néu
cong tac danh gia thiéu chinh xac, n6 s& dan dén
mau thuin ndi b, gy tdm 1y chan nan va két thuc
bang viéc cac nhan su gioi ra di. Bai bdo nay tap
trung phan tich thuc trang dénh gia tai VNPT Dong
Thap giai doan 2023-2025 va dé xuit cac giai phap
hoan thién cho giai doan 20262030, hudng toi
muc tiéu xdy dung mot doi ngii nhan sy s6 manh
m&, dap tng yéu cau phat trién bén virng ctia doanh
nghiép.

2. Co s& Iy thuyét vé danh gia két qua cong viéc
va cac mo hinh quan trj hi¢u suat

2.1. Khdi niém déanh gid két qud hodan thanh
cong viéc cua nhdn vién

Theo Pham Thay Huong [1], danh gia két qua
lam viéc 14 tién trinh danh gia nhitng dong gop cta
nhan vién cho t6 chirc trong mot giai doan. Thong
tin phan hoi tir danh gia két qua lam viéc sé giup
nhén vién biét dugc mirc dd hoan thanh cong viéc
ctia ho so véi tiéu chudn ma td chirc da dé ra. Panh
gia két qua 1am viéc 14 qua trinh co thé bi chi phdi
nhiéu béi tinh cam, anh huong tryc tiép dén thai
dd cta nhan vién va chinh ban than ho. Néu st
dung khong ding cach, tién trinh danh gia c6 thé
gdy ra nhiing tac dong khong mong mudn.

Viéc danh gia két qua 1am viéc nham tra 16
cac cau hoi: danh gia cai gi, danh gia nhu thé nao,
ai danh gia, khi nao, mirc 6 thuong xuyén can
danh gia, va myc tiéu nao ma thong tin danh gia
Kkét qua lam viéc dugc sir dung.

Quan tri thanh tich cong viéc 1a mot bién phap
nham dat duoc két qua tot hon trong hoat dong san
xuit kinh doanh cta Doanh nghiép théng qua viéc

tim hiéu va quan 1y thanh tich coéng viéc ciia mdi
ca nhan trong doanh nghiép véi nhirng myc tiéu,
nhitng tiéu chudn va nhimg yéu ciu vé k¥ ning da
dugc thdng nhét xay dung trudc bang cach danh
gia va cai thién thanh tich cong viéc [2].

Muc dich chung cua viéc danh gia két qua
hoan thanh cong viéc cua nhén vién 1a nang cao
hi€u qua lam viéc cta nhan vién, qua d6 nang cao
hiéu qua san xuét kinh doanh ciia cong ty. Panh
gia hiéu qua lam viéc la mot cong cu dugc st dung
dé nang cao hi¢u qua hoat dong cia mét doanh
nghiép bang cach tang hiéu qua lam viéc cia ting
ca nhan trong doanh nghiép do.

- Lam co so dé xac dinh luong thudng:
thong qua két qua danh gia, nhiing nhéan vién dat
két qua tt s& duogc ting luong, khen thudng, dé bat
1én nhitng vi tri cao hon; con nhitng nhan vién
khong dat s€& nhan cac hinh thtc xtr 1y nhu ha
lwong, nhéc nhd, hodc thuyén chuyén.

- Nhim tao tinh chu dong cho nhén vién:
Viéc danh gia két qua 1am viéc cong tac clia nhan
vién co vai trd rat quan trong trong viéc lam cua
can b cong nhan vién, nhim ning cao kha ning
va phat huy tinh chii dong sdng tao cia cac cp
quan tri nén nhan vién lam viéc vdi tinh than cao,
c6 thé tu kiém tra giam sat céng viéc ciia minh va
ddng thoi tu diéu chinh kip thoi dé dam bao cong
viéc hoan thanh dung tién do ma cap trén da dé ra.

- Nhim ndng cao hiéu qua cong viéc: Panh
gia két qua lam viéc cong tac cua nhén vién lam
cho nhan vién hiéu va can c¢d gang nhiéu hon va
tao dugc tinh chu dong trong cong viéc, nang cao
hiéu suat lam viéc, tir d6 s€ tao ra duoc nhiéu san
pham, hang ho4, rut ngin duogc thoi gian, ting
doanh thu, ting loi nhuan dan dén muc thu nhép
cua can bd cong nhan vién tang 1én.

- Tao su cong bang trong don vi: Tat ca can
b, cong nhan vién trong don vi déu c6 quyén binh
dang nhu nhau; ai ndy lam viéc, moi nguoi déu
chiu su kiém tra, gidam sat cua cip trén va déu co
quyén kiém tra, danh gia ngudi khac. Néu phat
hién ca nhan hay to chirc nao d6 c6 thanh tich tot
thi d& nghi ¥t hoi dong danh gia, khen thudng
dang muc. Néu phat hién d6i twong lam viée toi thi
¢6 quyén phé binh, khién trach va dé nghi cac cip
quan tri hodc hoi ddng danh gia c6 bién phap nhic
nhé, tim bién phap khic phuc. Vi mot hé thong
danh gia dugc xay dung mot cach chinh xac, nhan
vién s€ nhdn thdy duoc nhitng dong gop cua ho va
dugc t6 chirc danh gia mot cach cong bang, tir do
thiic day ho lam viéc nhiéu hon.

- Xac dinh nhu cau dao tao va phat trién cua
nhan vién: Sau danh gia, cong ty s€ biét nhan vién
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con thiéu nhiitng ky nang nao va dao tao nhan vién
dé dap ung cho nhu cau cua cong viéce, hoic neu
nhan vién c6 nhitng kha ning vuot 18n trén yéu cau
cong viéc thi c6 thé dé xuat nhing 16p dio tao nang
cao dé dé bat va bd nhiém cho nhiing vi tri cao
hon [3].

2.2. Thé diém cén bang (BSC) va chi sé do
lwong hi¢u suat cot yeu (KPI)

Thé diém can bang (BSC), dugc Kaplan va
Norton [4] khéi xudng tir dau thap nién 1990, 1a
mot hé thong quan 1y chién lugc giup chuyén doi
tam nhin cua t6 chirc thanh céac chi tiéu do luong
cu thé. BSC danh gia hiéu qua hoat dong théng qua
bbn vién canh: tai chinh, khach hang, quy trinh néi
b, va dao tao va phat trién. Trong d6, vién canh
dao tao va phat trién dong vai trd nén tang, tao co
so ha tang cho tang truong dai han thong qua viée
dau tu vao ngudn nhan lyc va hé thdng cong nghé.

KPI (Key Performance Indicators) 1a tap hop
cac chi s6 do luong dinh lugng nhiam phan anh
hi€u qua hoat dong clia c4 nhan hodc bg phén churc
nang. Khi ap dung KPI dé danh gia nhan vién, cac
chi sb nay phai dugc phén ra tr myc tiéu chién
lugc cua cong ty xuong tung phong ban va tung ca
nhan, ddm bao moi no luc deu di dting huong. Mot
hé théng KPI thanh cong can tuan thi cac dic diém
nhu: phi tai chinh, d4nh gia thudong xuyén, gin
trach nhi€ém ca nhéan va co6 tac dong tich cuc dén
cac chi sb hiéu suét khac [4-5].

2.3. Mo hinh ddi ngo 3P trong qudn tri
nhdn sy vién thong

Pé hé thong danh gia két qua cong viéc thuc
su tao ra dong luc, Kkét qua danh gia phai dugc két
nbi tryc tiép voi hé thong luong thuéng. Mo hinh
lvong 3P la phuong phép tra luong hién dai dua
trén ba yéu t6: Vi tri cong viéc (Position), Nang
luc ca nhan (Person) va Két qua cong viéc
(Performance).

= P1—Position (Vi tri cong viéc): Tra luong
duya trén gia tri va trach nhiém cua vi tri d6
trong t0 chtrc, ddm bdo tinh cong bang noi
bo.

= P2 —Person (Nang luc ca nhan): Tra luong
dya trén trinh d9, k¥ nang va kinh nghiém
thyc té ctia nguoi dam nhan vi tri, dong
thoi khuyén khich nhan vién khong ngimng
hoc tap.

» P3 — Performance (Ké qua cong viéc):
Tra luong dua trén hiéu suét thyc té dugc
do ludong qua diém sé KPI, tao dong luc
do6t pha cho nhing c4 nhan xuat sic.

3. Phwong phap nghién ctru

Pé thyuc hién danh gié thyc trang va dé xuét
giai phap cho VNPT Dong Thap, nghién ctru sur
dung két hop cac phuong phéap dinh tinh va thong
ké mo ta.

3.1. Thu thép div liéu thir cap

Nghién ctru thu thap dir lidu thong ké va bao
cdo tong két hiang nim cua VNPT Dong Thap
trong giai doan 2023-2025. Cac tai li€u nay bao
gdm bao cao két qua san xuat kinh doanh, co cu
t6 chtrc, cac quy ché danh gia, xép loai nhan vién
va danh muc chi tiéu thi dua khen thuéng hién
hanh.

3.2. Thu thép dir liéu so cdp qua khdo sdt

Téc gia da tién hanh khao sat 100 nhan vién
tai don vi thong qua bang ciu hoi truc tuyén. Noi
dung khao sat tap trung vao 20 ti€u chi lién quan
dén su 1o rang cua ban mo ta cong viéc, muc ti€u
cong viéc, su hd tro ctia quan 1y va tinh cong bﬁng
trong danh gia. Thang do Likert 5 mirc do (tir 1 —
R4t thép dén 5 — Rat cao) dugc st dung dé dinh
luong hoa cac y kién chu quan cua nhéan vién.

3.3. Xur Iy va phdn tich dir liéu

Dir liéu thu thap duoc xtr 1y tho dé dam bao
tinh hop ly trude khi dua vao phan tich. Phuong
phap thong ké mo ta tinh gia tri trung binh dugc sir
dung dé nhan dién cac xu hudng va nhiing diém
chua tuong thich giita hé théng quén tri hién tai va
mong doi cua nguoi lao dong.

4. Thyc trang danh gia két qua hoan thanh cong
viéc tai Vien thong Dong Thap

4.1. Khdi qudt chung

Vién thong Dong Thap 1a don vi thanh vién
hach toan phu thudc cia Tap doan Buu chinh Vién
thong Viét Nam (VNPT). Qua trinh hinh thanh va
phat trién ctia don vi gin lién vdi lich str vé vang
ctua nganh Buu dién Viét Nam va trai qua cac giai
doan chuyén minh sau sic.

*  Giai doan tién than va théng nhat (1945 -
2005): K& thira truyén thong tir "Ban Giao
thong chuyén mon" (1945), don vi da cung
nganh buu dién di qua cac cudc khang
chién va thyc hién viéc thdng nhat mang
ludi vién thong trén ca nudce sau nam 1975.
Tai Pong Thap, hé théng mang ludi buu
dién duoc xay dung rong khip dé phuc vu
cong tac chi dao, diéu hanh cua chinh
quyén va dap ung nhu ciu thong tin ciia
nhén dan.
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*  Giai doan tach Buu chinh va Vién thong
(2005 - 2015): Thuc hién chu truong cua
Chinh phu va Téap doan, tr ngay
01/01/2005, VNPT bat dau tién trinh tach
riéng hai khi dich vu. Pén thang 3/2006,
VNPT chinh thitc chuyén d6i sang mé
hinh Tap doan. Cot mdc quan trong nhat
ctia don vi 1a ngay 01/01/2008, khi Tong
Cong ty Buu chinh Viét Nam (VNPost) di
vao hoat dong doc lap, khdi Vién thong
cac tinh duoc tach ra thanh cac Vién thong
tinh, thanh phé truc thudc Tap doan VNPT.
Tai thoi diém nay, Vién thong Dong Thap
chinh thirc van hanh chuyén biét trong linh
vue vién thong va cong nghé thong tin.

= Giai doan tai cau tric theo mo hinh chuyén
modn hoéa (2015 - 2024): Thyc hién Dé an
tai co cau cia Thu tuéng Chinh phu
(Quyét dinh 888/QP- -TTg), tir nam 2015,
VNPT Dong Thap chuyen d6i sang mo
hinh tich biét gitra Khdi Kinh doanh
(Trung tdm Kinh doanh  VNPT-
Vinaphone) va Khéi Ky thuat (VNPT
DPdng Théap) dé ting strc canh tranh trén thi
truong. Trong giai doan 2023-2025, don
vi da bt pha manh mé€ trong viéc trién

khai ha ting 4G/5G va tré thanh ddi tac
chién lugc trong chuyén doi so cua tinh.

»  Giai doan chuyén d6i thanh nha cung cip
dich vu sb (2025 dén nay): Hién nay,
VNPT Dong Thap dang thyc thi mé hinh
quan tri "Li hop nhat", tap trung quyén
lyc didu hanh vao mot diém va dleu hanh
hoan toan dua trén dit liéu thuc té. Théang
9/2025, ghi nhan nhitng thanh tich xuét
sdc trong hanh trinh 10 nim xay dung va
phat trién dong gop cho kinh té dia phuong,
VNPT Dédng Thép da vinh du duge Pang
va Nha nudc trao tang Huén chuong Lao
dong hang Nhi.

4.2. Co ciu nguon nhén lyc

Pon vi van hanh theo md hinh ba khéi chuyén
sau, mdi khdi dbi mat voi nhiing thach thirc danh
gi4 riéng biét trong bdi canh chuyén dbi s6. Van dé
gia hoa nhan su ki thuat 1 mot diém yéu chi mang
khi don vi budc vao giai doan trién khai 5G va
SDN/NFV. Nhém nhan sy nay du giau kinh
nghiém dia ban nhung lai gap kho khan trong viée
tiép nhan cac phan mém quan tri hién dai va cong
nghé 4o hoa mang luéi.

Bing 1. Thdch thivc dinh gid theo khoi chirc ning tai VNPT Péng Thdp

Khoi chirc ning Doi twong trong tim Thach thirc trong danh gia

A a a1 . .. | Chuyén dich tir ban SIM/Thé sang ban
Kinh doanh Nhan vién dia ban, giao dich vién, | o2 1o & (1CT): Quan tri trai nghiém

AM . X
khach hang
K% thuat Nhan vién lap dat, ung ciru, van Qié hoa nhan sy (47% ¢ tudi 40-50); Yéu
¥ hanh mang cau lam chu 5G, ha tang Cloud
H3 tro Nhan su, K& toan, Tai chinh, Van | Dinh luc_rr}g héa cong viéc hanh chinh; do
i phong luong chat lugng phuc vu ndi b (SLA)

4.3. Thuc trang rng dung BSC va KPI hién
nay

Vién thong Dong Thap bat dau ap dung BSC
tr nam 2025, dya trén 4 vién canh chién lugc. Tuy
nhién, viéc trién khai méi chi ding lai & cdp don
vi Phong ban hang, Trung tdm vién thong, chua
dugc phan ri triét dé dén timg ca nhan nguoi lao
d6ng. Cac bo chi s6 KPT hién tai van tap trung ning
vao vién canh tai chinh (doanh thu) va nhe vé phan
quy trinh ndi bg, dao tao.

(Nguon: VNPT bong Thap)

Vién Théng Ddng Thap chua xay dung tiéu
chi danh gia cu thé, khong c6 biéu mau danh gia
thdng nhat trong toan Vién Thong Pong Thap, dan
dén viéc khi danh gia, ngudi danh gia dwa trén két
qua thuc hién cong viéc hing ngay (cong viée
mang tinh sy vu) va y chi chu quan dé quyét dinh
xép loai. Thyc té, nhiém vy quan sat nhan vién
thuce hién cong viéc hang ngay cua cip quan 1y truc
tiép khong duoc ghi chép cu thé. Do do, khi xép
loai, ngudi quén ly chi nhan xét va so sanh mang
tinh ang churng, chu quan.

Bing 2. Bing tiéu chi danh gid két qud hoan thanh céng vigc ciia nhéan vién cuéi niim 2025

STT Poi tugng Ty trong
(Y0)
1 | Khdi quan tri 100
1.1 | Murc d6, quy mé hoan thanh cac chi tiéu ké hoach BSC (thanh tich) cua tip thé 50
do cé nhan phuy trach
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1.2 | Binh quan chét luong cong tic thang ctia c4 nhan (BSC) 40
1.3 | Muc do chép hanh, tuan thu quy trinh, quy dinh ctia nhan vién truc thude 10
2 | Nhan vién kinh doanh tra sau 100
2.1 | Quy mé ting trudng (tuyét d6i) DTTS theo dia ban dwoc giao 20
2.2 | Ty lé tang trudng (twong d6i) DTTS theo dia ban dugc giao 20
2.3 | Quy mé ting truong (tuyét d6i) thué bao thuc ting theo dia ban dugc giao 15
2.4 | Ty lé ting trudng (twong doi) thué bao thuc tang theo dia ban dugc giao 15
2.5 | Tong diém san pham phat trién mai ciia cad nhan (TB c6 PSC) 30
3 | Nhén vién kinh doanh tra truéc 100
3.1 | Quy mé ting trudng (tuyét dbi) doanh thu nap thé theo dia ban dugc giao 25
3.2 | Ty Ié tang truong (twong d6i) doanh thu tra sau theo dia ban duoc giao 20
3.3 | Quy mé tang trudng (tuyét ddi) thué bao PSC>5000 theo dia ban dugc giao 20
3.4 | Ty I¢ tang trudng (twong doi) thué bao PSC>5000 theo dia ban dugc giao 20
3.5 | Sb lwong thué bao tra trude ban ra trén dia ban Vién théng Dong Thap 15
4 | K& todn vién 100
4.1 | Ty I€ thu PS binh quan nam 30
4.2 | Ty 1é hoan thanh ké hoach nam vé thu ng cii, xu 1y no 10
4.3 | He sdng 10
4.4 | Cong tac ké toan: ching tir day c}ﬁ, hop !é, hach toan dang, kip thoi. 20
4.5 | Cong tac quan tri thué bao chuyén d6i dong sang quang 10
5 | Nhan vién khoi vin phong, Pai Hb trg khach hang, Phong Khach hang to 100
chirc doanh nghiép
5.1 | Hé¢ so binh quan chat luwgng cong tac thang 60
5.2 | Truong phong/don vi danh gia theo khoi lugng cong viée giao 40
6 | Piém cong/trir khuyén khich
6.1 | Canhan co giai phap, sang kién dugc cong nhin i
6.2 | Ca nhan dat giai trong cac phong trao thi dua (Do trudng phong/don vi quyét
dinh)

5. Mt s6 giai phap

5.1. Xdy dung muc tiéu va quy trinh irng
dung KPI 8 bwoc

Dé x6a bo tinh hinh thire, VNPT Pong Thap
can chuan héa quy trinh danh gia ket qua cong viéc
theo tam budc khoa hoc:

Budc 1: Xac dinh st ménh va muc tiéu
chién luogc. Ban lanh dao can cong bd 16
rang dinh huéng phat trién ctia Vién thong
Ddng Thap trong viéc din dit chuyén doi
sO tai dia phuong.

Budc 2: Xay dung muc tiéu BSC cip don
vi. Phan rd muc tiéu cua cong ty cho cac
phong ban hang va trung tam ky thuét trén
4 vién canh: tai chinh, khach hang, quy
trinh, va dao tao.

Budc 3: Thiét 1ap KPI ca nhan va Mo ta
cong viéc. Gan céc chi so0 do ludong truc
tiép vao ban MTCV cua tung nhan vién.

Budc 4: Thiét lap trong sb va thang diém.

(Nguon: Phong Tong hop Nhén si)

Xéc dinh mirc d quan trong cua tirng chi
tiéu. Vi du: d6i véi nhan vién kinh doanh,
doanh thu dich vu s6 (ICT) phai c6 trong
s6 hon so v6i doanh thu ban SIM thé
truyén thong.

Budc 5: Giao ké hoach va hudng dan trién
khai. Quan Iy tryc tiép thong nhét chi tiéu
thang voi nhan vién trudc ngay 25 cia
thang trudc.

Budc 6: Theo doi va thu thap dir liéu. Su
dung hé thong Dashboards dé nhan vién tu
theo doi tién do thyc hién cong viéc hang
ngay.

Budc 7: Danh gia va Phan hdi (Check-in).
Thay cac budi hop binh bau bang cac cude
dbi thoai 1-1 dé giai quyét kho khan cho
nhéan vién.

Budc 8: Phé duyét két qua va Lién két dai
ngd. Chdt két qua xép loai va chuyén sang
hé thong tinh lwong 3P.



ISSN 0866-8124 TAP CHI KINH TE — CONG NGHIEP

5.2. Gidi phdp vé quy trinh va ha ting so
(digital framework)

= Pé x0a bo tinh hinh thire, VNPT DPong
Thap can ap dung quy trinh danh gia 8
budc dua trén dir liéu thuc té.

*  Giao chi tiéu s hoa thay vi giao chi tiéu
bang vin ban gidy; 100% KPO/KPI phai
dugc day 1én hé thong VNPT HRM trude
ngay 25 cia thang trudc. Nhan vién thuc
hién xac nhén chi tiéu ngay trén App
VNPT Employee dé dam bao tinh cam két.

*  Thiét lap Dashboard theo déi Real-time,
xdy dung hé théng Dashboard hién thi két
qua kinh doanh va céc chi s6 ky thuat theo
thoi gian thyc. Nhan vién co thé tu soi
chiéu két qua ctia minh hang ngay dé diéu
chinh hanh vi lam viéc, khong doi dén
cubi thang mai biét két qua.

= Ty dong hoa viéc lay dir lidu két ndi hé
thdng danh gia voi CRM (khdi kinh doanh)
va hé théng van hanh mang (khéi k¥ thuat)
dé tu ddng tinh todn cac chi sb dinh luong
nhu doanh thu PSC, thoi gian xir 1y su ¢o
(AHT). Diéu nay giup loai bo su can thiép
chu quan ctia nguoi quan ly.

= Phong van danh gia dinh ky (Check-in)
thay thé cac budi hop binh bau cing thing
bang cac cudc d6i thoai 1-1 hang thang.
Quan ly st dung phuong phap "Giai quyet
van d&" (Problem-solving) dé tim hiéu tai
sao nhan vién chua dat KPI va dua ra cac
cam két hd tro thay vi chi trich.

5.3. Gidi phdp co ché tai chinh gin két thix
lao (M6 hinh 3Ps)

Heé théng danh gia s& tré thanh "v6 hinh" néu
khong gin v6i "tai tién" cta nhan vién. VNPT
DPdng Thap can ap dung triét dé mo hinh 3Ps véi
dd gian cach thu lao du 16n dé tao dong luc.

Cong thirc lwong higu suit:

Tang d6 gian cach hé so: e xuat diéu chinh
hé s6 d¢ thuong xig dang cho ngudi xuat sac.

= Loai A+ (Xuét sic) (thuong thém 25%
luong hiéu suat).

»  Loai A (Tbt).

= Loai B (Hoan thanh)

= Loai C (Can cai thién).
*  Loai D (Yéu).

_ Lién k‘é't thang tién dua trén két qua KPI la
dicu kién can d¢ tham gia ky thi nang béc luong

chic danh dinh ky vao thang 9 hang nam. Chi
nhiing nhan sy c6 KPI trung binh 12 thang tir muc
A tré 1én moi duge xem xét thing tién hodc quy
hoach nguén can bo.

5.4. Gidi phdp dao tao va gidi quyét bai todn
gia hoa
_ V6i 47% lao dong k¥ thuat 16n tudi, VNPT
Dbong Thap can mot s6 giai phap vira nhan van vira
quyét ligt dé thuc day chuyén doi so cho luc lugng
nay.

Mo hinh kém cip nguoc thiét ké KPI cho cac
nhan vién tré cé nang luc cong nghe cao, yéu ciu
hd trg va dao tao it nhat 2 nhan vién lon tudi sir
dung thanh thao céc tmg dung quan 1y s va céac
cong nghé mang méi. Diém KPI ciia nhan vién tré
s¢€ ty 1€ thuan voi sy tién bo cua nguoi duoc kém
cap.

Chuong trinh dao tao 10:20:70:

= 10% hoc Iy thuyét: Qua cac khoa E-
learning ngan han (micro-learning) vé 5G,
Cloud, k¥ nang CSKH s0.

= 20% hoc tir dong nghiép: Cac budi hoi
thao "Ngay hoi sang kién" chia sé cach xir
1y céc ca 16i ki thuat phuc tap.

»  70% hoc tir thuc té: Giao cac du an thi
diém nho tai dia ban (nhu chuyén d6i dong
sang quang tai cac huyén) cho cac nhom
hdn hop gia - tré dé ti uvu hoa kinh nghiém
dia ban va stc tré cong nghé.

B6 tri lai vi tri cong viéc ddi voi nhiing lao
dong 16n tudi khong con du strc khoe dé thuc hién
tmg ctru hién trudng, két qua KPI (néu thip kéo
dai) sé& 1a can cir dé diéu chuyén ho sang khdi quan
1y nha tram, bao vé tai san hodc ho trg ban hang tai
diém giao dich.

6. Két luan

Hé théng danh gia két qua hoan thanh cong
viéc theo KPI khong don thuan 1a mot cong cu do
luong, ma con 1a don bay chién luge gitp Vién
thong Dong Thap but pha trong ky nguyén sb. Qua
nghién ctru thyc trang giai doan 2023-2025, c6 thé
thdy rd nhimg rao can tir hé thong quan tri mang
tinh binh quan va su gia hdéa ctia nhan su. Viéc
trién khai quy trinh déanh gia 8 budc, thiét 1ap lai
b6 chi s6 KPI dinh lugng va ga"m chit v6i co ché
lwong 3P 1a con dudng duy nhét dé tdi vu hoa
ngudn lyc con ngudi.

Trong giai doan 2026—2030, khi mang 5G va
cac dich vu sb tré thanh nguén thu cha luc, VNPT
Pong Thap can mot doi ngii nhan su khong chi gioi
chuyén mon ma con c6 "tu duy s6". Hé thong danh
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gia hoan thién s€ gitp nhan dién ding nhan tai, dao
tao kip thoi nhitng nhén sy yéu kém va quan trong
nhét 13 tao ra mot moi truong 1am viée cong bang,
noi moi nd lyc déu duge dinh gia xtng dang. Su
cam két ciia Ban lianh dao cung viéc tmg dung
manh mé cong ngh¢ vao quan tri nhan su s€ la chia
khoéa dé Vién théng Dong Thap hoan thanh sir
ménh dan dit chuyén doi sb tai dia phuong, gop
phan dua thuong hiéu VNPT vuon tim khu vic va
quéc té.
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