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LOI CAM DOAN

T6i xin cam doan nhiing ndi dung cua luan van: “Hoan thién cong tac dao tao
vién chirc, nguoi lao dong tai Trung tam Ky thudt Dién anh” 1a cong trinh ctia ¢4 nhan
t6i da tim hiéu va nghién ctru, duoc thyc hién dudi sy huéng dan cia TS. Vii Dinh
Diing. Nhitng s6 liéu c6 trong luan vin 1a két qua khao sat ctia ca nhan toi voi su giup
dd cta can bd trong Trung tdm Ky thudt Dién anh, voi su phan tich khach quan, trung
thuc, ngudn gde 1d rang va chua cong b trén cac phuong tién thong tin dai ching.

T61i xin chiu trach nhi€ém v6i nhitng 161 cam doan trén.
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LOI CAM ON

To6i xin chan thanh cam on téi Truong Pai hoc Pién luc da tao moi trudng hoc
tap nghiém tuc, tha vi trong thoi gian t61 nghién cuu, hoc tap tai Nha truong.

T6i xin cam on TS. Vii Pinh Diing d4 giup d& t6i vé tri thuc, tai liéu, thoi gian
trong sudt qua trinh nghién ciru, da huéng dan toi hoan thanh dé tai ciia luan van nay.

T6i xin cam on dén cac thiy c6 trong Khoa Kinh té va Quan 1y va Phong Sau
dai hoc, Truong Dai hoc Dién luyc da hd tro toi trong qua trinh hoc tap va thyc hién
luan van.

Dong thoi, t6i xin cam on t&i Trung tam K¥ thuat Dién anh da gitp t6i thu thap
cac s0 liéu, nhirg nghién ctru can thiét lién quan téi dé tai ciia luan van.

Trong thoi gian thyc hién nghién ctru va viét luan vin, do con han ché vé kién
thirc, 1y ludn va kinh nghiém nén béo céo ludn vin s& con nhitng thiéu sot. Toi rat
mong dugc nhan nhitng ¥ kién dong gop cua thay co, ban doc dé bao cao dugc hoan
thién hon.

T6i xin tran trong cam on!
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TOM TAT

Luan van duoc thuc hién véi muc dich hoan thién cong tic vé dio tao vién
chuc, nguoi lao dong tai Trung tam Ky thudt Pi¢n anh thong qua nhiing phan tich,
khéo sat, danh gia tur dir liéu vé tai chinh, kinh doanh, cic kho4 dao tao cia Trung tam.
Tur d6 xay dung va dua ra mot sb6 dé xuét nham nang cao, hoan thién cong tac dao tao
ngudn nhan lyc va gitip Trung tdm K§ thuat Dién anh c6 nhiing giai phap phu hop véi
tinh hinh thyc té hién nay.

Két cdu luan vin c6 3 chuong:

Chuong 1. Co s& 1y luan va thyc tién vé dao tao vién chirc, nguoi lao dong tai
don vi su nghiép cong lap.

Chuong 2. Thyc trang cong tac dao tao vién chuc, nguoi lao dong tai Trung tam
Ky thuat Dién anh.

Chuong 3. Mot s giai phap hoan thién cong tac dao tao vién chirc, nguoi lao
dong tai Trung tam K¥ thuat Dién anh

Két qua nghién ctru ciia ludn vin s& 1a mot dé xuat dé Trung tdm K§ thuat Dién
anh c6 thém tai liéu dé hoan thién hon trong cong tic dao tao ngudn nhan luc, ning

cao hi€u qua dao tao cling nhu chat lugng trong cong viéc va nhiém vu dugc giao.



MUC LUC

MO DAU ...t 1
1. LY d0 CHON 8 tA1.....eeeeeeeee e 1
2. Muc dich va nhi¢m vu nghi€n CUU........ccceveviieriiieiieeieeee e 2

2.1. Muc dich NEhi€N CUU ....cvvieiiieiieieeeee e 2
2.2. Nhi€m vu NZHIEN CU ..eovvvieiiieiieeieeeieeceee et 3
3. Doi tugng, pham vi NZHIN CIU ........o.vveeveeeeeeeeeeeeeeeeeeee e 3
4. Phuong phap nghi€n Cliu .........cooviiiiiiiiie e 3

5. Mdt s0 nghién clru trong va ngoai nudc lién quan, diém madi cua deé tai

...................................................................................... 3
5.1. Cac nghi€n ClU trONG NUGC....ccvveerieeiieeiieeiee e e seve e e e e seeeens 3
5.2. Cac nghi€n ClU NZOAL NUGC ..eevvveeeiieeiie e eiee e eiee e seeeeeaeesaeesneeens 5
5.3. DIEm MO CUA A€ tA..vvuvveeireiereieeiieee ettt 7
6. KE CAU CUA LUAN VAN v.veveeeeeeeeeeeeeeeeeeeeeee e eeeeenes 7

CHUONG 1. CO SO LY LUAN VA THUC TIEN VE PAO TAO VIEN

CHUC, NGUOI LAO DPONG TAI DON VI SUNGHIEP CONG LAP ........c.cocoonn.cne. 8
1.1. MOt $6 KNAT DM CO DAN ...veeeeeeeeeeeeeeeeeeeeeeeeeeeeeeee e, 8

1.1.1. Khai niém nguén NNAN TUC...oiiiiiiii i 8

1.1.2. Khai ni€m VIEN ChTIC.....coooeeeieiiieeiieee e 11

1.1.3. Khai niém vé dao tao vién chirc, nguoi [a0 dONg ....ccvevvvveeiienne, 11

1.2. Vai tro va muc tiéu cua dao tao vién chuc, nguoi lao dong.................... 13

1.2.1 Vai tro cl1a GA0 tA0.......coviieeeiieeeeeeee e 13

1.2.2. MUC t1EU GA0 A0 ..eeiiiiiiiiiiiieeeeeeee et 14

1.3. N6i dung cong tac dao tao vién chirc, nguoi lao dong trong cac don vi sy

NGHIEP CONG LAP ettt sttt e e e et eenneeenseeenneas 15
1.3.1. XAc dinh nhu CAU A0 T80 cv.vrveeeeeeeeeeeeeeeeee s e 15

1.3.2. Xay dung K& 10ACH AA0 T80 e 17



1.3.3. T6 chirc thuc hién ké hoach dao tao boi dudng.....cccevevevveeiieeene, 17

1.3.4. Panh gia két qua d0 tao Vien ChlC..........ovovveveeeeeeeeeeeeeeeeee e 23
1.4. Nhitng nhan t6 anh hudng dén cong tac dio tao vién chiic.................... 24
1.4.1. Cac nhan t6 KhACh qUAN..........c.ovevieeeeeeeeeeeeeeeeeee e 24
1.4.2. CAc NhAN 6 ChT QUAN. ......o.voeeeeeeeeeeeeeeeeeeeee e 25

1.5. Kinh nghiém va bai hoc ctia mot s6 BV SNCL vé dao tao vién chuc.... 27

1.5.1. Kinh nghié¢m vé hoan thién cong tac dao tao nguén nhan lyc tai mot

5O d0N Vi S NZNIEP CONE LAP. v, 27
1.5.2. Bai hoc kinh nghiém cho Trung tam K¥ thuat Dién anh.................. 30
TOM tAt CHUONE 1 oo 31

CHUONG 2. THUC TRANG VE CONG TAC PAO TAO NGUON NHAN

LUC TAI TRUNG TAM KY THUAT DIEN ANH.....ooooiiiniirineinenenieeisseeieeens 32
2.1. Gi6i thiéu vé Trung tim K§ thudt Dién anh ..........ccoccooovveivevirereiennnn. 32

2.1.1. Vi tri, churc nang cia Trung tdm K¥ thuat Dién anh ........................ 31

2.1.2. T6 chtrc bo méy cua Trung tim K thudt Dién anh ..........cocoooo....... 33

2.1.3. Tinh hinh hoat ddng kinh doanh ctia Trung tam ............c.cccvvenneenee. 35

2.1.4. Pic diém vé ngudn nhan luc cua Trung tim K thuat Dién anh ..... 39

2.2. Thyc trang vé cong tac dao tao vién chirc, nguoi lao dong tai Trung tim

K thudt DIi€n Anh ......oooiiiie e 40
2.2.1. X4c dinh Nhu CAU A0 T80 cv.vveeeeeeeeeeeeeeeeeeeeeee s 40

2.2.2. Xay dyung ké hoach dA0 120 .........ccoveveeveeeeeeieeeeeeeeeeeeeeee e 42

2.2.3. T6 chirc thuc hién ké hoach dao tao boi dudng......cceveverveeiieeiene, 43

2.3. Panh gia vé cong tac dao tao nhan luc ctia TTKTDA .......cocovvvveene. 58

2.3.1. Nhirng két qua dat dugc trong dao tao tai Trung tam....................... 58

2.3.2. Han ché vé cong tac dao tao hién nay cta trung tm ...................... 61

2.3.3. Nguyén nhan cta nhimg han ché.............ooooveeveeeeeeeeeeeeea. 63

TOM AL CHUONE 2 ..ot 65



CHUGONG 3. MOT SO GIAI PHAP HOAN THIEN CONG TAC PAO TAO

NGUON NHAN LUC TAI TRUNG TAM KY THUAT DIEN ANH........c.cooccornmrenne. 66
3.1. Phuong hudng phét trién ctia Trung tim K§ thuat Dién anh................. 66
3.1.1. Phuong hudng hoat dong san xuat, kinh doanh cua trung tam ........ 66

3.1.2. Nhirng thach thirc va muc tiéu, phuong hudng trong cong tac dao tao

ngudn nhan lyc ciia Trung tim K§ thudt Dién anh...........cc.cocooovvevevecieieeenen, 67

3.2. Mot sd giai phap nham hoan thién cong tic dao tao ngudn nhan luc tai

Trung tdm K§ thuat Di€n anh .......ccooooiiiiiii e 68
3.2.1. Cai tién vé quy trinh dA0 t20.........o.oviveeeeeeeeeeeeeeeeeee e 69

3.2.2. Giai phap vé xay dung hé thong danh gia vé tinh hiéu qua trong dao

3.2.3. Giai phap nang cao trinh d¢ chuyén moén cho can bd phu trach cong

tAC A0 ta0 CUA tIUNG tAM ...oueiiiiiiiie et ettt e eeeaaeeens 82

3.2.4. Giai phap vé cong tac chuyén doi s6 véi ndi dung dao tao ngudn

Nhan TUc tal truN@ tAM ......ooiiieiieceeceeeeee et e e enes 82
3.2.5. Giai phap trong cong tac danh gia hi€u qua sau dao tao .................. 86

3.2.6. Giai phap trong cong tac dao tao ngudn nhan luc v6i quy hoach can

b, b tri CONG VIEC SAU AA0 120 ..eevveeeeiieeiieeiieeiee et ee e e e ae e 87
TOM AL CHUWONE 3 oo 88
KET LUAN ..o 89
TAILIEU THAM KHAO .......ooiiioieeeoeeeeeeeeeeeeeeee e 91

PHU LUC ...t 93



DANH MUC CAC TU VIET TAT

TT Tén viét tat Y nghia
1 TNHH MTV Trach nhi€m hiru han mot thanh vién
2 NSNN Ngéan sach Nha nudc
3 TTDVVHDA Trung tdm dich vy van hod di¢n anh
4 DVSNCL Don vi sy nghiép cong 1ap
5 |HCTH Hanh chinh téng hop
6 VHTTDL B6 Vin hoa, Thé thao va Du lich
7 KTbA K¥ thuat Dién anh
8 TT Trung tam
9 CBVC Can bd vién churc




DANH MUC HINH VE, BIEU PO

Hinh 2.1. Co ciu t6 chirc bd may Trung tdm K¥ thuat Dién anh..................... 33
Biéu d6 2.1. Co ciu lao dong theo cac bd phan phong/xudng......................... 34
Biéu d6 2.2. Co ciu lao dong ctia Trung tim K§ thuat Pién anh .................... 39
Biéu d6 2.3. Co ciu lao dong theo d6 tudi ctia Trung tAm............c.ovevveeenne.. 40
Biéu dd 2.4. Co ciu 1ao dong theo trinh d0.........o.coeveeveveeeeeeeeeeeeeeeeeeeeeen. 44

Hinh 3.1. Quy trinh ddo tao can thyc hién tai Trung tdm K§ thuat Pién anh ... 70



DANH MUC BANG BIEU

Béang 2.1. Dy toan ngan sach thu ciia Trung taAm ..........ccccceevevvenieenciienieeeiene, 35
Béang 2.2. Dy toan chi ngan sach cua Trung tam ...........ccceeeevvevieencieenieeeienne, 36
Bang 2.3. Nhiing vi tri dugc dao tao giai doan 2021-2023 ........cccooveeiveivennnne. 41

Bang 2.4. Cac budc thuc hién quy trinh va d6i twong ddo tao ctia Trung tam . 46

Béang 2.5. Cac khod dao tao tu tac cuia CBNV trong giai doan 2021-2023 ...... 47

Bang 2.6. Mot s6 khoa ddo tao ctia Trung tdm giai doan 2021-2023 ............... 48
Béang 2.7. Thang diém va xép loai cho céc dang, hinh thirc hoc....................... 54
Bang 2.8. Két qua danh gia sau dao tao tir 2021 dén 2023 .......co.cooovvevvvereeenn. 54
Bang 2.9. Béanh gi4 hi¢u qua khod hoc cua CBNV Trung tdm ............cccueeneeene. 55
Bang 2.10. Két qua khao sat vé danh gid muc tiéu cta khod hoc ..................... 56
Bang 2.11. Khao sat danh gia vé co s¢ vat chat ciia khod hoc...........cco..e....... 56
Bang 2.12. Panh gia vé giang vién trong qua trinh ddo tao cac khoa hoc ........ 57
Bang 2.13. Két qua ma ngudi hoc nhan duoc sau khi két thiic khoa hoc ......... 57

Bang 3.1. K& hoach dao tao nim 2024 cta Trung tam K¥ thuat Pién anh........ 73
Bang 3.2. Noi dung khoa hoc 1am phim k¥ thuat s, phim hoat hinh 3D ......... 75

Bang 3.3. Chuong trinh dio tao vé chuyén ddi s6 cho Trung tim.................... 76



1
MO DAU

1. Ly do chon d@ tai

Trong moi thoi dai phat trién cia lich sir loai nguoi, yéu té quyét dinh t6i luc
luong san xuét ciing nhu anh huéng t6i xa hoi 1a con ngudi. Nén viéc coi trong con
nguoi, ddo tao ngudn lyc nham phat trién 13 khau then chét cho su thanh cong ctia mdi
qudc gia, doanh nghiép. Xu thé hoi nhap qudc té dién ra trén moi linh vuc, méi trudng
canh tranh gay gat doi hoi mdi quéc gia, doanh nghiép phai tu d6i mdi ban than dé 16n
manh, viing vang va co tiéng no6i cho ban than trong sy hoa nhap. Sy thanh cong, that
bai ctia doanh nghiép phan 16n do con ngudi, vi day 1a lyc lugng quyét dinh téi san
pham va hiéu qua kinh doanh. Do d6, doanh nghiép cang phai chi trong trong cong tac
dao tao ngudn nhéan lyc néu nhu mudn phat trién 1au dai va c6 hiéu qua.

Theo chién lugc phét trién dién anh cua Viét Nam dén nam 2030 cua B Vin
hod, Thé thao va Du lich di dé ra, do 1a tap trung phat trién nén dién anh vira la nghé
thuat vira 1a kinh té va tr& thanh mot nganh cong nghiép miii nhon. Twong xung véi
nhing tiém ning dang c6, thi viéc xay dung va phat huy ddy du pham chét vé ngudn
nhan lyc ¢6 y nghia déac bi€t quan trong, boi nhan lyc 1a hat nhan cua cong nghi¢p van
héa. Tuy nhién, sy phat trién manh mé, soi dong cua thi truong dién anh nudc ta trong
thoi gian qua, dang tao ra méi trudng nhidu co hoi nhung ciing day thach thic véi
ngudn nhan luc, trong d6 c6 ddi ngili vién chirc, ngudi lao dong dang lam viéc trong
nganh di¢n anh Vi¢t Nam.

Cung voi sy phat trién cua nén dién anh thé gidi, dién anh Viét Nam ngay cang
c¢6 nhitng bd phim chat luong cao vé ndi dung nghé thuat ciing nhu su thu hat khan gia
theo doi. Dé ton tai, phat trién thi cdc don vi vé dién anh phai ludn d6i méi dé nang
cao vi tri ciia minh trong long cong ching. Phuong thirc quan trong nhat dé nang cao
ning lyc canh tranh cho don vi dién anh d6 1a phat trién ngudn nhén luc, day duoc coi
12 mau chdt ctia qué trinh van hanh, phat trién don vi.

Thoi gian qua, chinh sich phat trién ngudn nhan lyc nganh cong nghiép dién
anh ludn duoc quan tdm, chd trong nhung so véi yéu cau, doi hoi thuc tién thi chua
dap g dugc yéu cau. Nén dao tao nhan luc trong linh vuc dién anh can c6 su thay
doi, cap nhat va thuc té hon méi co thé gitp dién anh nudc nha phat trién bén viing,

chuyén nghiép.



Mot trong nhitng mang quan trong cua dién anh la khau ky thuat hau ky, trong d6
c¢6 hau ky phim nhua va phim k¥ thuat s6. Phim nhya vi Iy do gia thanh dat do nén
ngay cang san xudt it di, thay vao d6 1a phim k¥ thuat s6. Doi ngii nhan lyc 1am hau ky
in trang phim nhya ¢ Viét Nam hién nay con it 01, vi doi hoi ki thuat kha phtc tap, trai
qua nhiéu cong doan cung hé théng may moc riéng biét.

Trung tdim K§ thuat Dién anh 1a don vi duy nhat dugc Bo Vin hoa, Thé thao va
Du lich giao nhiém vu chinh tri lam hau ky in trang phim nhya va thyc hién lam hau
ky phim k¥ thuét s6 thi cong tac dao tao ngudn nhan luc cang c6 y nghia quan trong.
Boi thyc té dat ra dbi véi linh vyce dién anh doi hoi doi ngii vién chirc, ngudi lao dong
tai Trung tdm K§ thuat Dién anh phai co trinh d6 chuyén mon, dap Gmg ca vé sb lugng
14n chét luong va yéu ciu ngdy cang cao cta cong ching. Hién tai, vi Iy do khach quan
va chil quan, cong tic dao tao ngudn nhan luc tai Trung tim K§¥ thuat Dién anh con
nhiéu han ché: chua c6 thé hé ké can 1am hau ky phim nhya, doi ngii 1am phim k¥
thuét s6 hién con mong, chua dugc dao tao nhiéu.

Nhén thire duoc tim quan trong cta cong tic dao tao ngudn nhan lyc giup
Trung tdm K§ thuat Pién anh st dung toi da ngudn nhan lyc hién c6 va nang cao tinh
hiéu qua ctia don vi théng qua viéc gitip vién chirc, ngudi lao dong hiéu rd hon vé vi
tri viéc lam, nam vimng hon vé nghé nghiép, nang cao trinh d6 chuyén mén nghiép vu
va thuc hién chirc nang, nhi¢m vu cua minh mdt cach tu giac hon, véi thai do lam viée
tdt hon. Do d6, viéc dao tao dugc do6i ngti nhan lyc di¢n anh chuyén nghiép, chit
luong 14 rat cip bach va can thiét. Chinh vi vay, t6i di lwa chon dé tai “Hoan thi¢n
cong tac dao tao vién chirc, nguwoi lao dong tai Trung tim Ky thudt Dién dnh” 1am
chu dé nghién ctru cho luén vin cta minh.

2. Muc dich va nhiém vu nghién ctru

2.1. Muc dich nghién cuu

Trén co s van dung co so 1y luan vé dao tao ngu@)n nhan lyc trong cac don vi
su nghiép cong lap ciing nhu ¢ doanh nghiép, dé phan tich danh gia duoc thuc trang
hoat dong dao tao vién chuc, nguoi lao dong tai Trung tam Ky thudt Dién anh.Tu do
dé xuat giai phap nham nang cao hiéu qua cong tic nay tai Trung tim K§ thuat Dién

anh trong thoi gian téi.



2.2. Nhiém vu nghién ciru

- Hé théng hoéa co s¢ 1y luan vé dao tao nguén nhan luc, dua ra cac chi tiéu
danh gia hiéu qua dao tao ngudn nhan luc.

- Phan tich, danh gia thuc trang cong tac dao tao vién chirc, nguoi lao dong tai
Trung tam Ky thudt Dién anh.

- Pé xuét giai phap hoan thién cong tdc dao tao vién chuc, nguoi lao dong tai
Trung tam Ky thudt Dién anh.

3. Poi twong, pham vi nghién ciru

- Péi tugng nghién ctiru: cong tac dao tao vién chirc, ngudi lao dong cua Trung
tam K¥ thuat Di¢n anh.

- Pham vi nghién ctru:

+ N6i dung nghién ciru: nhitng hoat dong vé dao tao nhén lyc tai Trung tim Ky
thuat Dién anh.

+ Khong gian nghién ctru: Tai Trung tam Ky thuat Dién anh.

+ Thoi gian nghién cuu: giai doan 2021-2023.

4. Phuwong phap nghién ciru

- Phuong phap nghién ctru tai co sé: phuong phap thu thap dit liéu thir cap, tir
ngudn ndi bd 1a cac phong ban, xudng thudc Trung tdm K§ thuat Dién anh va cac dir
liéu bén ngoai vé dao tao nguén nhan lyc tur cac tai li¢u, gido trinh, va cong trinh
nghién ctru, bai bao khoa hoc lién quan dén cong tac dio tao ngudn nhan luc.

- Nhoém céc phuong phap thu thap dit liéu so cap: nghién ciru tinh hudng,
phuong phap khao sat bang hoi, phuong phap nhém tap trung, phuong phap phong van
doc 1ap, phuong phéap xdy dung co s& 1i thuyét, phwong phap nghién ctru hanh dong.

- Phuong phép phan tich, tong hop: tong hop s6 liéu diéu tra, nguyén nhan dé
danh gia, ddi chiéu, so sanh sd liéu cac nam.

5. Mot s6 nghién ctru trong va ngoai nwéc lién quan, diém méi cia dé tai

5.1. Cdc nghién ciru trong nuoc

Pbi v6i dao tao ngudn nhan lyc thi c6 nhiéu nha khoa hoc trong va ngoai nude
d3 tim hiéu tir trudc dén nay. C6 thé ké dén mot s6 nghién ciru ma tac gia da tim hiéu
duoc trinh bay & dudi day.

Theo 6ng Ping Xuan Hoan, tong thu ky Hoi dong qudc gia Gido duc va phat

trién nhan lyc, voi ndi dung cua bai bdo “Phat trién nguon nhdan lyc Viét Nam giai
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doan 2015-2020 ddp vmg yéu cau day manh cong nghiép hod, hién dai hod va héi
nhdp quoc té”, tac gia chi ra rang phat trién ngudn nhan luc dugc coi 1a khau dot pha
ctia chién luoc chuyén doi mé hinh phat trién kinh té cta dat nudc, tro thanh nén tang
ctia sy phat trién bén viing, 1au dai ctia qudc gia.

Theo tac gia Tran Kim Dung (2022) véi ndi dung sach chuyén khao “Qudn tri
nguon nhén lyc” dugce trinh bay trong 12 chuong di gidi thidu vé tong quan hoat dong
quan tri ngudén nhan lyc, nhdn manh ré ba nhém chic ning quan trong nham néng cao
chat lugng ngudn nhan lyc trong t6 chirc: (1) Thu hit ngudn nhan lyc; (2) Pao tao va
phat trién nhéan lyc; (3) Duy tri nhan luc. Tac gia gitip cho ngudi doc xac dinh duoc
muc dich ciia ddo tao va phat trién ngudn nhan lyc 1a mét trong nhing yéu td quan
trong thuc day chét lugng ngudn nhan lyc trong t chirc, biét cach phan loai vé dao tao
va lya chon phuong phép dao tao phu hop, xay dung cac gidi phdp danh gia chuong
trinh ddo tao mot cach hiéu qua va minh bach, cong bang.

Theo tac gia Nguyén Thi Ngoc Cam (2017) véi bai bao “Gidi phdp ndng cao
chat lwong dao tao nguon nhan lec du lich Viét Nam trong xu thé hi nhdp va phdt
trién” da trinh bay vé thyc trang va cac giai phap trong doanh nghiép kinh doanh vé
mang du lich 1t hanh. Trong nghién ctu nay, tac gia da dua ra nhirng nhém gidi phap
nhu giai phap vé tai chinh, giai phap vé dao tao, giai phap vé nang cao nhan thirc cia
nguoi lao dong trong doanh nghiép dé nang cao chit lugng phuc vu va hiéu qua kinh
doanh cua cong ty.

Theo tac gia Pao Trung Thyc (2022) v6i dé tai luan van “Mét sé gidi phdp hodn
thién qudn tri nguon nhén luc cong ty ¢6 phan dau nhot va hod chat Viét Nam dén
nam 2020 da phan tich, danh gié thuc trang cua cong ty Vilube, chi ra nhitng mat dat
dugc va chua dat, ton tai va nguyén nhan cta nhitng van dé d6 va dua ra giai phap
hoan thién quan tri ngudn nhan Iyc. Trong d6 c6 cac quy trinh dao tao va phat trién,
nhing giai phap hoan thién viéc dinh hudng va phat trién nghé nghiép ciing nhu duy
tri ngudn nhén Iyec.

Theo tac gia Lai Hoang Hai (2022) voi luan van vé “Cdc gidi phdp hodn thién
hoat dong quan tri nguén nhdn lyc tai cong ty TNHHMTV xdy ldp dién 2 dén nam
2020 da danh gia vé thuc trang quan tri va dao tao nguén nhan lyc, qua céc phan tich
va d4nh gia khach quan ciing nhu chii quan, tic gia dé xuat mot s6 giai phap nham

hoan thién cong tac ddo tao ngudn nhén lyc, gop phan duy tri ngudn nhan luc dam bao
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vé chat lugng va $6 lugng hop ly, hi¢u qua, phuc vu cho cac nhu cu san xuit kinh
doanh va thi trudng canh tranh gay gat nhu hién nay.

Tac gia Nguyén Thi Hong Nhung (2019), véi nghién ctru vé hoan thién cong
tac dao tao can bd vién chirc cia bao hiém xa hoi thanh phd Ha Noi d3 trinh bay
nghién ctru vé don vi Bao hiém x4 hoi Thanh phd Ha Noi. Trong nghién ctru ndy, tac
gia da chi ra dugc nhitng thuc trang chung trong don vi sy nghiép hanh chinh la con
mot s6 can bd vién chirc ctia nganh bao hiém chua thuc sy nam bat dugc yéu ciu cong
viéc, trinh do chuyén mén xur 1y con yéu, trinh do cong nghé théng tin chua cao dé
thuc hién nhiém vy. Vi vay rat can cha trong dén cong tac dao tao can bd ngudn nhan
luc trong nganh that sy tot.

Téc gia Nguyén Thi Hoa (2016), voi nghién ctru vé cach tao dong lyc cho doi
ngil nhan vién kinh doanh tai cong ty TNHH Pau tu va thuong mai dich vu Long
Hung. Trong nghién ctru nay, tac gia da danh gia thuc trang lao dong cua cong ty, tu
d6 dé xuat cac giai phap thuc day, tao dong luc trong cong viéc cta nhan vién, ting
hiéu qua kinh doanh va xay dung vin hoa cong ty ngay cang phat trién.

Tac gia Nguyén Ngoc Vin (2019), trong nghién ctru cia minh vé cac giai phap
nang cao chat luong doi ngil giang vién tai cac co s& dao tao va bdi dudng trong thoi
ky méi, da néu ra nhirng nguyén nhan xuét hién su yéu kém trong viéc dao tao can bd,
trong d6 lién quan tdi chat lwong d6i ngii giang vién ctia co sd dao tao. Tir d6 dé xuat
nhing giai phap dé nang cao chat luong cua doi ngii gidng vién trong viéc giang day
kién thirc quan 1y vé tinh hinh méi.

5.2. Cdc nghién cuu ngoai nuoc

Tac gia Ksseniia Ivanova (2016), véi nghién ctru vé vai trd ctia quan 1y nhan su
trong doanh nghiép, da trinh bay vé cach tiép can vé quan Iy nhan sy, quan 1y vé dao
tao ngudn nhan luc, dua ra ba cach tiép can dé kiém soat va quan 1y chién luoc, tac
dong dén viéc ra quyét dinh cia nhan vién, phat trién k§ nang va sy hoa nhap ctia nhan
vién véi chién luge kinh doanh cia cong ty. Két qua nghién ctru nhan manh vai tro
quan trong cua ma tran kiém soat trong vi¢c tuyén dung nhan sy dau vao, tao ra nhiing
can bd c6 kha ning dap ung nhitng su thay doi khac nhau cua thi truong va st dung
cac k¥ nang cua ho dé cai thién hiéu suit 1am viéc.

Tac gia Shaho Saeed Braim (2021) di dua ra quan diém vé vai trd cta dao tao,

tai liéu va phuong phap ddo tao ngudn nhan lyc nhu cac k¥ nang, kién thirc méi trong
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cac cong trinh nghién ciru cia minh. T d6 khang dinh cong tac dao tao c6 tic dong
tich cuc dén su phat trién nguén nhan luc.

Tac gia Vidhu Vats (2023) voi bai bao “Anh hudng cia ddao tao dén hiéu sudt
nguon nhdn lec trong t6 chike” @3 trinh bay vé quan 1y va dao tao ngudn nhan luc.
Nghién ctu chi rd dao tao nguén nhan lyc 1a hoat dong rat quan trong trong mot to
chuec. Béng viéc phan tich tir nhiing dir li€u cua céc tai li€u, bao cédo trong linh vuc dao
tao ngudn nhén luc, tac gia xem xét va danh gia vé tac dong ctia dao tao ddi vai hiéu
qua lao dong ddi véi nhan vién trong to chirc.

Theo nghién ctru cia tac gia Chiavenato (2011), ddo tao 1a cach thic phat trién
ky nang cua con nguoi dé 1am viéc sang tao, ddi méi va hiéu qua hon, gitp cho ho
dong gop nhidu hon trong viéc hoan thanh cic muc tiéu ctia doanh nghiép, gitp ho tro
nén cé gia tri trong lao dong. Nén dao tao 1a mot cong viée can thiét, giup cho nguoi
lao dong déng gop mot cach hidu qua vao két qua cua don vi.

Tac gia Wilson (1999) véi nghién ciru vé ddo tao ngudn nhan luc 1a qué trinh
duoc 1én ké hoach nhim thay ddi kién thirc, hanh vi, thai do, k¥ nang thong qua hoc
hoi cac kinh nghiém dé dat duoc hiéu qua cao trong hoat dong. Muc dich cua dao tao
ngudn nhén lyc 13 trong nhitng hoan canh lam viéc khac nhau déu c6 thé phat trién
nang luc c4 nhan dé thoa man nhiing yéu cau hién tai cling nhu trong twong lai ctia don
vi do.

Ngoai ra, con rat nhiéu cic nghién ciru khac ma tac gia chua tim hiéu hét.
Nhung véi cac két qua nghién ctru tim hiéu trong va ngoai nudc déu cho thiy nhiing
ndi dung nghién ctru cta cac nha nghién ciru da liét ké déu c6 tinh 1y luan két hop véi
thuc tién nhat dinh, gép phan khong nho trong cong tic diao tao ngudn nhan lyc tai
doanh nghiép.

Vi dac thu riéng cua nganh k¥ thuat dién anh tai Viét Nam, chua c6 ai nghién
ctru dén cong tac dao tao ngudn nhan lyc trong linh vuc ndy. Dé tai s& dam bao tinh
moi, ¢6 sy cap thiét trong thoi diém hién nay va twong lai. Két qua luan vin s& gop
phan nang cao chat luong dao tao va gitp Trung tim K thuat dién anh c6 nhitng giai
phap phil hop vé cong tac dao tao ngudn nhan luc tai nhitng thoi ky phat trién kinh té

xa hoi hién nay



5.3. Diém méi cua dé tai

Can ctr vao nhirng han ché, thuc trang trong cong tac dao tao nguén nhan luc tai
Trung tim K¥ thuat Dién anh, luan van dé xuat mot sé giai phap hiru ich nham nang
cao chit luong vién chirc, ngudi lao dong trong Trung tAm.

- Hoan thién quy trinh dao tao ngudn nhan lyc tai Trung tdm, gitp Trung tAm
phat trién trong giai doan tiép theo nhu dinh huéng ciia B6 Vian hod, Thé thao va Du
lich da dé ra.

- N6i dung cuia luan van ciing 1a mdt nguén tai liéu tham khao cho nhirng doanh
nghiép c6 nganh nghé lién quan, quan tim dén coéng tic nang cao chat lugng ngudn
nhan luc.

6. Két cau luan vin

Ngoai phan md dau, két luan, phy luc cling cac bang biéu va tai liéu tham khao,
ndi dung cua dé tai duoc thuc hién trong 3 chuong nhu sau:

Chuong 1. Co s& 1y luan va thyc tién vé dao tao vién chirc, nguoi lao dong tai
don vi su nghié€p cong lap

Chuong 2. Thyc trang cong tac dao tao vién chuc, nguoi lao dong tai Trung tam
K¥ thuat Dién anh

Chuong 3. Giai phap hoan thién cong tac dao tao vién chuc, ngudi lao dong tai

Trung tam Ky thuat Bi¢n anh
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CHUONG 1. CO SO LY LUAN VA THUC TIEN VE PAO TAO VIEN CHUC,
NGUOI LAO PONG TAI PON VI SU NGHIEP CONG LAP

1.1. Mot s6 khai niém co ban

1.1.1. Khdi niém nguon nhén luwc

1.1.1.1. Khdi niém chung vé nguon nhan lyc

Nhén lyc dugce dinh nghia la tiem nang, kha nang cia nguoi lao dong dé hoan
thanh cong viéc nao dé6 cho mdt doanh nghi¢p. Nhan luc & day 1a tri luc (chét xam, kha
ning hoc héi...), 1 thé luc (strc khoé, thé trang ctia ngudi lao dong). Ngudn nhan luc
cua mot co quan, doanh nghiép, don vi su nghi¢p cong 1ap (goi tat chung 1a doanh
nghiép)... 1a ngudn luc cua tat ca cic can bo, cong nhan vién lao dong trong doanh
nghiép d6, duoc dat trong mdi quan hé qua lai, két hop giita nhitng ngudn luc c4 nhan
voi su bo tro khac dé thanh mot nguén luc ctia doanh nghi¢p. Sttc manh cua tap thé
duoc st dung dé dat duoc cac muc tiéu chung ctia doanh nghi¢p, tor d6 dat dugc muc
dich riéng ctia mdi c4 nhan (theo Lé Thanh Ha, 2020).

Trong mdi doanh nghiép, nguén nhan lyc 1la mot yéu tb nguén lyc quan trong,
anh hudng t6i sy thanh cong ctia don vi d6. Nén ngudi quan 1y phai biét boi dudng,
quan tam téi nguén nhén luc ciia don vi minh nham dam bao nguén nhan lyc du manh,
tang ca vé lugng va chat, giup cho don vi phét trién theo ké hoach dé ra trong twong lai

T6 chirc qudc té ILO da dinh nghia vé ngudn nhan lyc nhu sau: ngudn nhén luc
ctia qudc gia 13 tit ca ngudi ¢ d6 tudi lao dong va co kha nang tham gia lao dong.

Ciing theo tac gia Poan Thi Yén (2019) d4 chi ra ngudn nhan lyc 1a nhan t6 dau
tién dé quyét dinh sy phat trién va thanh cong cta qudc gia, ciia mdi tap doan hay céac
doanh nghiép. Ngudn nhén luc cing nhitng ngudn luc khac s& tao ra cia cai vat chat,
tao mon an tinh than cho xa hoi, cho doanh nghiép...

1.1.1.2. Khdi niém vé quan tri nguén nhan luc

Khai niém quan tri ngudn nhan lyc duoc hiéu 13 bat ky nhitng hoat dong c6 lién
quan dén viéc quan 1y nguoi lao dong, lién quan téi méi quan hé cua ngudi lao dong
trong don vi. No 1a viéc thiét 1ap hé théng trong doanh nghiép mot cach chinh thuc,
dap ung vé viée sir dung kha ning ctia con nguoi trong qué trinh thuc hién nhiing yéu

cau, muc dich dé ra cua doanh nghiép do.
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C6 thé thay, quan tri ngudn nhan lyc bao ham ca nhitng quyét dinh, cong tac
quan 1y dén su lién két giita don vi doanh nghiép véi ngudi lao dong. Cong viéc nay
lién quan t6i tuyén dung, xay dung duy tri va phat trién cho doanh nghiép, cung cép co
s& vat chat d& dam bao cho mot luong lao dong dap tmg dugc cac yéu cau cia don vi
doanh nghiép vé chit luong ciing nhu s luong.

Trong quan tri nguén nhan lyc, ¢6 thé chia thanh 3 nhém nhu sau:

- Nhém 1: Nhom vé tuyén dung, thu hat ngudn nhan lyc. Pay 1a nhom co
nhiém vu tuyén dung, sang loc, lya chon va thu hut nhitng ing vién c6 nang luc, tiém
ning cin ctr vao b tiéu chi khach quan dé ra cho cong viéc cu thé nao d6 ctia doanh
nghiép. Véi mdi doanh nghiép trudc khi 1én ké hoach tuyén dung thi phai ¢ nhiing
b4o céo vé nhu cu nhan lyc, bao gém sb lugng, trinh do, phan loai va ngan sach... dé
c6 phuong an tuyén dung phi hop timg thoi diém. C6 nhitng du bao vé nhan lyc nham
dam bao cho muc tiéu ngan han, dai han cta doanh nghiép ciing nhu ngudn luc tai
chinh. Cong viéc tuyén dung va lya chon tng vién 1a khau cuc ky quan trong cia
doanh nghiép, né gitip giam chi phi cua viéc tuyén dung sai nhan vién va loai bo ung
vién khong du tiéu chuan bai khi tuyén dung ngudi vao 1am rdi lai sa thai 1a mot qua
trinh phuec tap, nhiéu khau va tén kém, dic biét la trong don vi su nghiép cong 1ap hién
nay.

- Nhém 2: Nhom vé ddo tao, xay dung va phat trién ngudn nhan lyc. Chirc ning
chinh ctia nhom nay 1a xay dung, 1én ké hoach vé dao tao cho can bd nhéan vién trong
don vi nham nang cao chat luong chuyén mén ciia ngudn nhan lyc. Pay 14 chirc ning
khong thé khong co trong mdi don vi. Théng qua cac khoa hoc boi dudng chuyén mon
nghiép vu, can bd nhan vién s& dugc nang cao k¥ ning, trinh d6 vé nghé dugc bo sung
cac k¥ nang mai phuc vu trong cong viéc chuyén mon, nang cao hiéu suat 1am viéc. ..
trong cac cong viéc cu thé.

- Nhém 3: Nhom vé duy tri nguén nhan lyc. Pay 1a nhom c6 nhiém vu chu yéu
1a xay dyng vin hoa vé doanh nghiép, giai quyét cac van dé lién quan téi ngudi lao
dong. Nhung nhi¢m vu nhu khich I¢, dong vién nguoi lao dong, hoan thién moi truong
lam viéc, giai quyét cic mdi quan hé gitra ngudi lao dong trong cong viée... 1a cac

nhiém vu chinh ctia nhoém nay.
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C6 thé thy, ndi dung cta quan tri ngudn nhan luc trong cac don vi gdm co: ké
hoach vé nhan luc, tuyén dung nhan lyc, st dung nhan lyc, phan tich va danh gia cong
viéc, dao tao va phat trién. ..

1.1.1.3. Khdi niém vé dao tao nguén nhan luc

Theo Chiavenato (2011), ddo tao 1a cach thirc phat trién ky ning ciia con ngudi
dé 1am viéc sang tao, ddi méi va hiéu qua hon, giup cho ho dong gbp nhiéu hon voi
cac muc tiéu cia doanh nghi¢p, tréd nén co gia tri trong lao dong. Nén dao tao 1a mot
cong viée can thiét, gitip cho nguoi lao dong dong gop mot cach hidu qua vao két qua
cua don vi.

Theo Wilson (1999), dao tao ngu@)n nhan lyc 1a qua trinh dugc 1én ké hoach
nham thay doi kién thirc, hanh vi, thai d9, k¥ ning thong qua hoc héi cac kinh nghiém
dé dat duoc hiéu qua cao trong hoat dong. Muc dich cua dao tao nguén nhan luc 1a
trong nhitng hoan canh lam viéc khac nhau déu c6 thé phat trién nang lyc ca nhan dé
thoa min nhiing yéu cau hién tai ciing nhu trong twong lai cta don vi do.

Theo Lé Thanh Ha (2020), dao tao la hoat dong hoc tap, gitip cho ngudi lao
dong rén luyén, tiép thu nhitng k¥ nang can thiét dé co thé lam viéc, thuc hién mot
cach hi€éu qua cac chuc nang, nhiém vu va quyén han cua ban than dugc giao trong
don vi.

C6 thé thiy, dao tao trong bat ky don vi ndo s& c¢6 4 dang chinh: dao tao méi
ngu@)n nhan luc, dao tao bd sung, dao tao lai va dao tao nang cao. Noi dung cua 4 dang
ddo tao trén c6 thé duogc 1iét ké so bd nhu sau:

- Pao tao moi: 1a cong viée dao tao vé kién thuc, ky nang cho nhiing lao dong
chua dugc hoc hoi vé nhiém vy duoc giao trong don vi. Muc tiéu la giap nguoi lao
dong c6 dugc mot trinh do kién thirc chuyén mon va kinh nghiém nhét dinh dé co thé
dap ung duoc yéu cau cong viéc ma don vi giao cho. Vi mot vai 1y do, don vi khong
tuyén dugc nguoi lao dong o trinh do chuyén moén phi hop véi cong viée hién tai nén
phai thuc hién qua trinh dao tao méi.

-Pao tao bd sung: 1a cong viéc dao tao thém nhimg k§ ning can thiét nham
khic phuyc sy thiéu hut vé kién thirc, k§ nang cta ngudi lao dong, gitip ngudi lao dong
dam bao duoc yéu cau cong viéc dugc giao. Pao tao bod sung sé cin ¢ vao tiéu chuén,
cép bac, vi tri chtirc danh nghé nghiép, mo ta vi tri viéc lam... ddi véi nguoi thyc hién

cong viéc va so sanh voi trinh do hién tai cua nguoi s€, dang ddm nhan cong vi¢c nay



11

ma dua ra chuong trinh dao tao nhitng k¥ nang con thiéu, giup ngudi lao dong du diéu
kién lam viéc v6i nhiém vu dugc giao.

-bPao tao lai: 1a cong viéc dao tao nguoi lao dong da duoc dao tao nhung
chuyén moén chua phu hop véi nhiém vy duge giao. Viée dao tao lai dugc thuc hién
v6i mot s6 1y do nhu: do doanh nghiép tuyén ngudi vao vi tri cong viée chua phu hop
v6i chuyén mon ma nguoi lao dong duoc dao tao, nén dé 1am tét thi nguoi lao dong
can duoc dao tao lai; do dau tu cong ngh¢ maoi, nguoi lao dong can duogc dao tao lai dé
lam chil vé k¥ thuat; do thu hep hay giam bién ché, nguoi lao dong du duoc chuyén
sang lam cong viéc khac trong don vi...

- Pao tao nang cao 13 céng viéc nham ning cao trinh do va kién thire cua ngudi
lao dong 1én mirc cao hon so voi hién tai.

Nhu vay, c6 thé thdy dao tao ngudn nhan lyc 13 qua trinh phat trién cac k¥ nang,
kién thirc, thai do cua nguoi lao dong voi muc dich nang cao nang luc, trinh d§ nguodi
lao dong dé chuan bi thuc hién cac cong vigce, vi tri quan trong trong tuong lai.

1.1.2. Khai ni¢m vién churc

Theo diéu 2 Luat vién chtrc ngay 15/11/2010 quy dinh: “Vién chirc la cong dén
Viet Nam dwoc tuyén dung theo vi tri viéc lam, lam viéc tai don vi sy nghiép cong lap
theo ché do hop dong lam viéc,huwong lwong tiv qu lrong ciia don vi sw nghiép cong
ldp theo quy dinh cua phap ludt”. Trong d6, vi tri viéc lam 1a cong viéc hoac nhi€ém vu
gian v6i chirc danh nghé nghiép hodc chirc vu quéan Iy twong tmg; 13 cin ¢t xac dinh s6
lugng nguodi lam viée, co cu vién chuc dé tuyén dung, st dung, quan 1y vién chuc
trong don vi sy nghiép cong lap.Vién chirc dugc ky mot trong hai loai hop déng lam
viéc: Khong xac dinh thoi han va xac dinh thoi han. Hop d@)ng lam viéc xac dinh thoi
han 1a hop dong hai bén xac dinh thoi han, thoi diém chdm dut hiéu lyc ciia hop dong
trong thoi gian tir 12 - 60 thang. Hop dong lam viéc khong xac dinh thoi han 1a hop
d6ng hai bén khong xac dinh thoi han ciing nhu thoi diém chdm dat hiéu luc cua hop
dong.

1.1.3. Khdi niém vé dao tao vién chirc, ngwoi lao dong

Pao tao dugc hiéu 1a mot qué trinh hoat dong c6 muc dich, co td chirc nham
trang bi kién thirc cho nguoi hoc mot cach hé théng dé ning cao ning luc, chuyén

mon, du kha nang cong tdc doc 1ap theo yéu cau nhiém vu dugc giao. Hay néi mot
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cach khac, dao tao dugc xem nhu mot qua trinh lam cho nguoi dugc dao tao trd thanh
nguodi co kién thuc va nang luc theo tiéu chuan nhat dinh dé ra.

Cong tac dao tao vién chuc, nguoi lao dong tai cac don vi su nghi¢p cong lap
cling duoc thuc hién theo cac ndi dung ciia dao tao ngudn nhan luc néi chung va theo
quy dinh tai Luat vién chuc va Luat lao dong.Vién chic, nguoi lao dong sau khi dugc
tuyén dung s& duoc tham gia cac khod dao tao dé nang cao k¥ nang, trinh d cho ting
vi tri viéc 1am va cong viéc dam nhan. Tir 46 nang cao vé chat lugng ciing nhu hiéu
qua hoat dong cua don vi su nghiép cong lap, dap Gmg yéu ciu vé cai thién hiéu sut
lam viéc ctia doi ngil nay trong céc to chirc cong.

- V& ché do dao tao, bdi dudng vién chirc, nguodi lao dong tuan thu theo mot sb
quy dinh nhu:

+ Xay dung, td chirc va thuc hién ké hoach dao tao, boi dudng; Tao diéu kién
dé vién chirc duoc tham gia dao tao bdi dudng; Kinh phi dao tao do nhiéu ngudn: tir tai
chinh ctia don vi sy nghiép cong 1ap hodc doanh nghiép, tir vién chtrc hodc ngudn xi
héi khéc theo quy dinh.

+ Nhitng noi dung chuong trinh, thoi gian dao tao phai cin ctr vao tiéu chuan vé
vi tri quan 1y, chirc danh nghé nghiép dé yéu cau bo sung ciing nhu cap nhat kién thuc,
k¥ nang cho cong viéc.

+ Hinh thtc dao tao bdi dudng g@)m c6: dao tao theo tiéu chuan chirc vu, theo
chire danh nghé nghiép, bo sung cap nhat vé ky ning va kién thic nghé nghiép.

+ Pdi véi don vi sy nghiép cong 1ap thi Bo, co quan ngang Bo duoc giao quan
Iy nha nudc s& giao nhiém vu, quy dinh chi tiét vé ndi dung chuong trinh dao tao, thoi
gian ciing nhu hinh thirc ddo tao dé bdi dudng vién chirc trong nganh quén 1y.

Nhu vay, co thé khai quat khai ni¢ém dao tao vién chuc theo PGS.TS Pham
Hong Thai: “Thuc chat la viéc cung cdp cdc tri thire, hudn luyén mét cach cé ké hoach,
6 t6 chike theo nhiéu hinh thirc nham xdy dung déi ngii vién chirc ¢6 ndng lwc, gidi vé
chuyén mén, c¢é pham chdt chinh tri, pham chat dao dirc, on dinh va hiéu quad trong
hoat dong cong vu.”

Theo quan niém cua tac gia, ddo tao vién chirc 13 qua trinh truyén thu kién thic,
k¥ ning vé chuyén mén, nghiép vu dudi cac hinh thirc khac nhau cho vién chirc, nguoi
lao dong phit hop véi vi tri viéc 1am nham dap Gng yéu cau giai quyét cd chat luong

cong viéc dugc giao, do céac co so dao tao, boi dudng vién chuc thyc hién.
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1.2. Vai tro va muc tiéu cia dao tao vién chirc, nguoi lao dong

1.2.1. Vai tro cua dao tao

- Pdi véi t6 chuc:

+ Néng cao hiéu suét trong céng viéc. Thong qua dao tao, vién chuc, nguoi lao
dong s& duoc cung cap nhitng kién thic, k¥ ning can thiét dé hoan thanh t6t hon cong
viée dugc giao. Tir d6 t6 chirc s& nang cao hiéu qua kinh doanh, ting lgi nhuan va phat
trién, co nhitng dot pha trong san xuét, ning cao hiéu qua, uy tin va kha ning canh
tranh trong thi truong bién dong khong ngimg nhu hién nay. Nhiing khia canh tao nén
su khac biét cho t6 chirc nhu san phém, dich vu, cong nghé mdi... déu ¢ su dong gop
ctia con nguoi.

+ Tang kha nang giit nhan lyc gioi, duy tri va phat trién nhan tai. Loi ich 16n
khac cua dao tao ngudn nhan lyc 13 ting kha nang gilt nguoi lam viéc, boi ho thay ban
than dugc coi trong, dugc dau tu nén sé & lai 1au dai hon so voi nhitng ngudi khong
duoc dao tao tai to churc. Duy tri dugc nguén nhan luc chit lugng cao s€ giup td chirc
6n dinh vé nhan sy, chu dong trong cong viéc va dé dang ap dung thanh tyu khoa hoc
cong nghé vao trong san xut ciing nhu qua trinh quan 1y.

+ Tang cuong tinh doan két trong t6 chirc. Théng qua cic chuong trinh dio tao
vé vin ho4 noi 1am viéc, vé muc tiéu to chiec,... s& giup cho nguén nhan luyc nhan thirc
dugc van d¢, gan bo va dong gop nhiéu hon cong stc cho to chirc.

+ Pap tmg dugc sy thay d6i cia cong nghé va ting kha ning sang tao trong
cong viée. Cong nghé hién nay dang phat trién va thay d6i lién tuc nén mdi té chirc
phai luén thich nghi. Pao tao ngudn nhén lyc gitip to chirc cung cip k¥ nang, kién thirc
méi dé ngudi lao dong co thé dap tmg dugc nhiing su thay d6i d6. Khong nhiing vay,
dao tao con giup nguoi lao dong ting kha ning sang tao, dua ra y tudng moi dé ting
ning sudt, thim my... giup to chirc ting tinh canh tranh trén thi trudng. Pao tao ding
trong tAm s& giup cho to chirc nang cao ning suat lao dong, chat lugng san pham ngay
cang hoan thién, hi¢u qua cong viéc. Tu do td chirc s& c6 kha ning canh tranh cao, dé
dang mo rong quy mo va tang lgi nhuan. Cung vai do, viée dao tao dung va kip thoi sé€
giup nguoi lao dong c6 nhitng nhén thirc, kha nang lam viéc doc 1ap tdt hon, giam bot
cac chi phi khong can thiét trong cong tac kiém tra giam sat, ky luat...

C6 thé thay, vai tro cua ddo tao ngudn nhéan lyc 13 thanh phan quan trong cho

cac t6 chirc. N6 cung cdp cho ngudi 1am viée nhiing kién thic, k§ nang dé hoan thanh
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t6t cong viéc, phat trién kha ning 1anh dao ciing nhu quan 1y ctia ho. N6 1a cau ndi
gilta sy phat trién c4 nhan va tap thé, gitta ngudi 1am viéc va su thanh cong cua to
chirc. Vi viée dau tu va dao tao phat trién nguén nhan lyc, to chuc s& ¢6 sy dam bao
vé luc lugng lao dong co6 trinh do, dd6i mat duge vai nhitng su canh tranh, thach thuic
gap phai trong qua trinh hoat dong.

- Bdi v6i ngudi lao dong:

+ Tao ra su gin bo giita ngudi lao dong va t6 chirc. Pao tao s& nang cao trinh
d6, nang suit va hiéu qua trong cong viéc cliia ngudi lao dong. Khi d6, ngudi lao dong
s€ dugc tang thu nhap, cd vi tri va uy tin trong cac hoat dong lién quan td1 nguoi lao
dong. Ciing nho viéc ddo tao ma ngudi lao dong s& hai long, cam thy cong viéc dang
thuc hién s& d& dang hon, tao tam 1y thoai mai va gin bo lau dai vai to chirc.

+ Tang tinh chuyén nghiép. Thong qua qué trinh dao tao, ngudi lao dong dugce
dap ung nhu cau va nguyén vong vé phat trién su nghiép, tinh chuyén nghiép duoc dé
cao.

+ Tang tinh thich nghi cua nguoi lao dong véi cong vige hién tai. Khong nhitng
thé, sy thich nghi nhanh chong ctia nguoi lao dong voi cong viée hién tai hay tuong lai
déu tré nén dé dang. Nguoi lao dong c6 cai nhin ddy du, tu duy mach lac, nang cao
tinh sang tao trong cong viéc.

Dao tao c6 vai tro quan trong trong vi¢e tao 1ap thuong hi€u ca nhan ctia nguoi
lao dong, gitp cho ho chu dong va vi tri trén thi truong lao dong.

- Déi véi xa hoi:

+ Khi chét luong nguén nhan lyc vién chiric, ngudi lao dong trong cac don vi sy
nghiép cong 1ap dugc ning cao, kha ning dap ng va thoa min nhiing yéu ciu cia
khéach hang s¢€ tdt hon, dem lai su hai long va trung thanh cua khach hang nhiéu hon.

+ Dich vu chdm séc khach hang ciing dugc cai thién khi chat lugng ngudn nhan
luc tai cac don vi sy nghiép cong 1ap dugc gia tang.

1.2.2. Muc tiéu dao tao

Muc ti€u chinh cta viéc dao tao nhan lyc d6 1a nang cao trinh do vé chuyén
mon, nghiép vu ciing nhu thai d6 1am viéc cta ngudi lao dong dé ngudi lao dong hiéu
va nim rd hon cong viéc hién tai, nghé nghiép cua ban than, lam viéc doc 1ap co tinh
tur giac cao...Tlr d6 gitip to chirc str dung hiéu qua ngudi lao dong nham hoan thanh tot

nhitng muc ti€u dugc dé ra cia hién tai va tuong lai.
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Hai 13, nhu ciu cap thiét dén tir d6i ngii vién chirc, nguoi lao dong trong hoat
dong dao tao ning cao trinh d6 chuyén mon, nghiép vu. Néu khong dugc dap ung thi
ngoai viéc tam ly nguoi lao dong bi danh huong ma cong viéc nguoi lao dong dé dang
dam nhan ciing c6 thé giam nang suit. ..

Ba 14, lién quan tdi su ton tai va phat trién cta to chirc, do 1a nang cao loi thé
canh tranh va tao 1ap vi thé. T6 chirc mubn phat trién bén virng, ¢6 loi nhuén cao thi
ndi tai phai c6 du nhiing nguén luc can thiét, tir co s& vat chat dén con nguodi, ma con
nguoi 13 yéu té quyét dinh tat ca. Nén dao tao c6 thé noi 1 giai phap mang tinh chién
luoc 1au dai, bén virng cho sy phat trién cta td chuc.

Vi ba yéu td néu trén, c6 thé thiy rang ddo tao vé nhan lyc ludn cd y nghia cuc
ky quan trong khong chi voi nguoi lao dong ma con tac dong 1on dén t6 chirc va xa
hoi.

1.3. N§i dung cong tac dao tao vién chirc, ngwdi lao dong trong cac don vi
sw nghiép cong lap

1.3.1. Xdc dinh nhu cdu dao tao

Pé thuc hién dao tao nguén nhan lyc trong t6 chirc hiéu qua thi viéc xac dinh
nhu ciu ddo tao 13 viée 1am can duoc thuc hién dau tién ma nguodi lam cong tac dao tao
trong t6 churc phai quan tam.

Xac dinh nhu ciu dao tao 1a x4c dinh khi nao, & bo phan nao can duoc dao tao,
dao tao ky nang gi, cho loai hoat dong nao va xac dinh sb nguoi can dao tao. Nhu cau
dao tao dugc xac dinh dua trén nhitng phan tich nhu cau lao dong cia t6 chiic, cac yéu
cau vé kién thtc, k¥ ning can thiét cho viéc thuc hién cac cong viéc va phan tich trinh
dd, kién thuc, ky nang hién cd cua nhan vién. Do d6 dé xac dinh duge nhu cau dao tao
thi ngudi lam cong tac dao tao phai dua trén cac co so sau:

- Phan tich muc tiéu, chién lugc cta to chitc: Bao gom cac van dé nhu phén tich
cac muc tiéu nhu 1gi nhuén, chi phi, quy moé lao dong... Tt d6 dua ra cac muyc tiéu cho
ngudn nhan lyc nham thuc hién muc tiéu chung dé ra ciia t6 chirc. Ngoai ra viéc phan
tich nay con dé phan tich ndi bd co cAu to chirc cua toan don vi qua do théy dugc diém
manh, diém yéu nham xé4c dinh duoc ké hoach cho d6i ngti lao dong.

Hién nay, céc t6 chirc xay dung nhiéu chién lugc phat trién trong ba giai doan:
ngan han, trung han, dai han. Viéc trién khai cong tac dao tao ngudn nhan luc can dua

vao ké hoach, can cur vao chién lugc phat trién trung va dai han cua to chue.
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K§ nang, thai d6 1am viéc ctia ngudi lao dong 1a mdi quan tdm hang dau cua cac
t6 chtrc va doanh nghiép. Cac khoa dao tao cho ngudi lao dong vé thiét bi nhu van
hanh, bao tri, bao dudng... khi thuc hién s& gitp cai thién chat lugng san pham.
Nhitng giai phap tao tién dé cho viéc xtr Iy nhanh chong nhitng van dé nay sinh trong
qua trinh van hanh mdt cach toan di¢n trong dai han. Lap ké hoach trong dai han la
huéng dén sy canh tranh trong méi trudng kinh té, xa hoi.V6i nhiém vy phat trién cac
chién lugc nham thich nghi, tic dong t&i vi tri cta to chirc va doanh nghiép dé dat
duoc muc tiéu dai han. Khong nhiing thé, cac hoach dinh chién lugc dai han s& giap
dinh huong duogc chi tiéu nhu von xay dung, mua sdm trang thiét bi phuc vu san XUAt
kinh doanh, kinh phi dao tao, chi phi trong viéc thuc hién chinh sach xa hdi va thu tuc
dé dat nhitng muc tiéu, ké hoach d3 dé ra trong su phat trién cta td chuc.

- Phan tich coéng viéc: 1a su phan tich nhimg yéu cau dé thyc hién congviéc
trong t0 chirc, can chii trong dén nhitng cong viéc co tinh chét quan trong va trong tim.
Cong viéc dugc phan tich phai chi ra dugc nhimng ky ning va kién thic gi ma ngudi
lao dong chua biét, chua lam duoc tir d6 phai dao tao, trang bi bd sung dé ho co thé
lam duoc theo yéu cau.

- Phan tich nguoi lao dong: sau khi phan tich cong viéc thi phai phan tich nguoi
lao dong vé kién thirc, ky nang can c6 dé thuc hién cong viéc dang lam hodac s€ co thé
lam trong twong lai. Tir d6 x4c dinh sé lao dong con thiéu, can chu trong nhiing k¥
ning va kién thirc ndo trong qué trinh 1am viéc. Bén canh d6, to chirc ciing can tim
hiéu nhu ciu ca nhan cua nguoi lao dong bing cach xem xét hdso, cling cd thé 1ap
phiéu diéu tra dé tim hiéu.

Khi cac tiéu chuan cho nghé nghiép (phan tich cong viéc) rat khac so véi két
qua thuc hién cta ngudi lao dong (phan tich c4 nhan), thi diéu d6 c6 nghia 14 dang ton
tai khoang cach vé két qua thuc hién congviéc. Trong trudng hop ndy can tra 10i mot
sd cau hoi: ¢6 phai do ngudi lao dong thiéu kién thirc, k¥ ning, thai d6 hay do ché do
lwong thudng chua hop 1y, khong ¢ ¥ kién dong gop phit hop ctia nguoi quan 1y truc
tiép hay ngudi lao dong c6 khé khan,... Khi tra 16i duoc nhitng cau hoi do, ta s& xac
dinh duoc ddi tuong thuc su can dao tao dé tir d6 xac dinh phuong phap, ndi dung dao

tao.
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1.3.2. Xdy dung ké hoach dao tao

Xay dung ké hoach dao tao 1 viéc lam quan trong d6i voi cong tac dao tao vién
chuc, c6 anh hudng rat 16n dén tién trinh thuc hién céc chuong trinh dao tao. Xay
dung ké hoach thuc chat 13 x4c dinh trudc phai 1am gi, 1am nhu thé nao, vao khi nao va
ai s& lam. Néu ké hoach duoc xay dung phu hop v6i hoan canh thuc té s& 1a dong luc
thuc déy qué trinh dao tao dat dugc muc tiéu da dinh. Nguoc lai, néu ké hoach khong
sat thyc, thiéu kha thi s& anh hudng xau t6i két qua ddo tao, gdy ra sy mat can ddi gitra
dao tao va su dung.

Xay dung ké hoach ddo tao vién chtrc phai dua trén két qua nghién ctru, xac
dinh nhu cu dao tao. Cin ctt vao bang téng hop nhu cau dao tao, 1én du thao ké hoach
bao gém: 16p td chirc, s6 lugng hoc vién, dia diém, thoi gian td chire, du tru kinh phi,
phan cong giang vién, can by quan 1y 16p... Tuy nhién, ban du thao ké hoach con chiu
anh huong boi nhiéu nhan td, trong d6 quan trong 1 kinh phi dao tao va yéu ciu cip
thiét tir thuc té cong tac. Sy tac dong cia cac nhan to nay budc co s¢ dao tao phai lya
chon noi dung dao tao hop 1y, tranh lang phi, dam bao tinh kha thi va dap tng t6t yéu
cau thuc tién.

Ban du thao ké hoach cubi cung dugc hop thong nhit giita cac bén lién quan vé
ndi dung va cach thic thyc hién. Sau do, co sé dao tao c6 trach nhi¢m trinh cép co
tham quyén phé duyét. Ban ké hoach dugc phé duyét la can ca dé thuc hién céc
chuong trinh dao tao trong nam cua co s¢ dao tao.

Trén co so yéu cau vé két qua thuc hién nhiém vu trong cac nam, yéu cu vé
nang cao chét luong cua san pham va ngudi lao dong... Hang nam, cac phong nghiép
vu s€ phai lén ké hoach vé nhu cau dao tao cho cac dbi tuong khac nhau, xac dinh rd
vé d6i tuong, s6 lugng, trinh d6 chuyén mén, vi tri viéc 1am... ma to chtrc can du kién
dao tao. Tiép d6 béo céo lanh dao dé théng nhat, xay dung mot cach téng thé va c6 10
trinh cu thé thuc hién ké hoach nay.

1.3.3. T chirc thuwe hién ké hoach dao tao boi dwing

Sau khi ké hoach dao tao vién chirc duoc phé duyét, don vi dao tao tién hanh
xay dung va thyc hién cac chuong trinh dao tao theo ké hoach. Cu thé can tién hanh

cac budc sau:
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1.3.3.1. Xac dinh muc tiéu dao tao

Véi mdi chuong trinh dao tao, can xac dinh rd muc tiéu cta tung khoa dao tao.
Cu thé 1a viéc x4c dinh céac két qua can dat dugc va cac tiéu chuan dé thyuc hién.

Muc tiéu dao tao vién chtc 1a nham trang bi kién thuc, ky nang, thai do thuc
hién cong viéc; trong d6, cung cap nhiing kién thuc, 1y luan co ban, trang bi k¥ ning,
cach thirc hoat dong thuc thi cong viéc va thai d6 thuc hién cong viéc thé hién su nhiét
tinh, tinh than trach nhiém cta ngudi can bd vién chic.Qua d6, gop phan tich cuc
trong viéc ning cao trinh d6 chuyén mén, ning lyc cong tac, chat luong va hiéu qua
lam vi¢c cua vién chirc; hudng téi muc tiéu tao dugce su thay ddi vé chét trong thuc thi
nhiém vu chuyén mon.

Can ¢t vao muc dich, tinh chat cta tung khoa hoc, co s dao tao lya chon hodc
nhan manh muc tiéu ma minh mong mubn dat dugc.

1.3.3.2. Xdc dinh doi twong dao tao

La xac dinh ddi tuong nao, sb lugng bao nhiéu nguodi can duogc dao tao cho
timg khoa ddo tao. Viéc xac dinh ddi twong c6 anh huong rat 16n dén két qua cua
chuong trinh dao tao.

Can ctr vao ké hoach duoc phé duyé¢t, don vi lam cong tac dao tao xac dinh cu
thé di tuong cho timg khoa hoc, 16p hoc.Viée lam nay phai dya trén nghién ciru xac
dinh nhu cau cta vién chirc va cdn ¢t vao nhu cau cia don vi st dung vién chuc. Hi¢n
nay, vién chutrc trude khi dugce tuyén dung, bd nhiém vao mét vi tri hodc chic danh nao
d6, ho di dugc dio tao & mot trinh d6 nhat dinh. Vi vy, can ndm chic trinh do dao tao
ctia ho dé lya chon dbi tuong di dao tao, boi dudng phu hgp. Bén canh d6, xac dinh
doi tuong dao tao phai can cur vao nhu cau cua don vi st dung vién chuc, dam bao sau
khi dao tao vién chirc dugc bo tri st dung hop 1y, phat huy hiéu quéa cong tac.

Khi cong bd ddi tuong dao tao, don vi lam cong tac dao tao can mé ta chi tiét
theo ban mo ta cong viéc, tranh nham 1an cho don vi cir vién chic di tham dy cac khoa
hoc.

1.3.3.3. Xay dung noi dung va phuwong phap dao tao

* Xay dung ndi dung dao tao:

Sau khi xac dinh dugc muc tiéu dao tao, ddi tuong dao tao can xay dung ndi
dung cho timng khéa ddo tao pht hop véi mdi nhém ddi tugng nham bo sung kién thic,

nang cao trinh d¢ cho vién chirc, tranh trung lap.
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Xay dung ndi dung dao tao la viéc xac dinh mdt cach hé théng cac chuyén dé
hoc phu hop véi cac chuyén mon can duoc dao tao; cic ky nang, kién thirc can duogc
day va phan b thoi gian hop 1y cho timg ndi dung. Tuy timg dbi tuong dao tao dé lya
chon ndi dung dao tao; cung mét ndi dung, str dung cho cac nhém doi tuong khéac nhau
thi thoi lugng giang day va mirc d kién thire 1a khac nhau. Trong ddo tao vién chic,
ndi dung céc khoa dao tao va h¢ théng gido trinh, bai giang dugc xéac dinh ciling nhu
xay dyng dua trén co s& yéu cau tiéu chudn chitc danh va ngach vién chirc, yéu cau
cua vi tri viéc lam ma vién chirc dam nhiém.

* Phuong phap dao tao:

Vi¢c xay dung phuong phap dao tao can cin ¢t vao nhu cu dao tao, muc tiéu
dao tao va ddi tuong dao tao da xac dinh ¢ trén dé dua ra dugc phuong phéap hop 1y.
Trén thuc té c6 nhiéu phuong phap dao tao ma t6 chirc ¢6 thé lya chon nhung ndi dung
va cach dao tao kha giéng nhau, c6 thé quy vé thanh hai nhém phuong phap chinh 1a
nhom phuong phap dao tao trong cong viéc va nhém phuong phap dao tao ngoai cong
viéc.

- Phuong phap dio tao trong cong viéc bao gom:

+ Pao tao kiéu chi dan cong viéc: Pay 1a phuong phap dao tao don gian va phu
hop voi nhiéu loai lao dong khic nhau. Véi phuong phap ndy, qué trinh dao tao duoc
thuc hién béng su chi dan va gidi thich ctia nguoi day vé muc tiéu cta cong viéc mot
cach ti mi, ting budc vé cach quan sat, trao doi, hoc hoi va 1am thir cho dén khi thanh
thao dudi su huéng dan chit ché cua ngudi giang day. Tuy nhién, han ché 13 ngudi
hoc viéc khong dugc hoc 1y thuyét co hé théng, c6 thé hoc ca thao tic ding va thao tac
khong can thiét ciia ngudi day ho, ngudi day khong cé ky ning su pham. Dong thoi
phuong phap nay khong giang day cho sb lugng 16n hoc sinh.

+ Pao tao theo kiéu hoc nghé: V&i phuong phap nay hoc vién da duoc hoc 1y
thuyét trén 16p, sau d6 nguoi hoc s& dugce dua xudng co sd dé lam viée trong mot thoi
gian dudi su hudng dan cta nguoi lao dong lanh nghé hon cho dén khi ngudi lao dong
thanh thao cong viéc.

Uu diém cua phuong phap dao tao kiéu hoc nghé 1a cung cap cho nguoi hoc
mot nghé hoan chinh ca 1y thuyét va thyc hanh, tuy nhién phuong phap nay doi hoi

phai c6 mot thoi gian dai nén ton kinh phi dé dao tao.
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+ Phuong phap kém cé@p va chi bao: Pay la phuong phap gitp cho nguoi lao
dong hoc dugc nhing kién thirc k¥ ning can thiét cho cong viéc thongqua sy chi bao
cua nhirng nguodi quan 1y c6 trinh d§ chuyén mon cao hon. Phuong phap nay thuong
duoc 4p dung dé dao tao cho can bd quan ly. Co6 ba cach thuong dé thuc hién do 1a,
kém cd@p bdi ngudi 1anh dao truc tiép, kém cdp boi nguoi ¢ vén, kém cap boi nguoi co
kinh nghiém hon.

Phuong phap kém cip it tén thoi gian, tiét kiém duoc chi phi dao tao. Thong
qua d6 co thé hoc tdp duoc nhitng kinh nghiém cia nguoi huéng dan. Pong thoi
phuong phap ndy c6 nhuge diém 1a khong chu trong vao 1y thuyét ma tap trung vao
kinh nghiém lam viéc, do do6 co thé lam cho nguodi dugc dao tao khong duoc trang bi
Iy thuyét chic chan. Pong thoi ngudi lao dong dé bi anh hudng béi tu tudng tidu cuc
ctia ngudi huéng dan.

+ Phuong phap luan chuyén va thuyén chuyén cong viéc: Phuong phap dao tao
nay ngudi duoc dao tao s& chuyén lan luot lam caccong viéc khac nhau trong cing
mot linh vuc hay cac linh vuc khac nhau. Véi phuong phép nay nguoi duoc dao tao sé€
c6 thé tich lily nhiing kién thirc va kinh nghiém khac nhau trong cac linh vyrc. Nhiing
kién thtrc d6 s& giup nguoi duoc dio tao c¢6 thé dam nhiém nhimg cong viée phuc tap
hon trong twong lai. Phuong phap nay thuong dung dé dao tao can bo quan 1y. Tuy
nhién ciing c6 nhitng han ché d6 1a ngudi lao dong néu khong cé kha nang thi rat kho
thuc hién duoc phwong phap nay vi 4p luc va doi hoi kha cao, dong thoi ngudi duoc
dao tao khong duogc hoc tap mot cach cé hé théng.

- Phuong phap dio tao ngoai cong viéc bao gom:

+ Phuong phap t6 chirc cac 16p canh to chiic: Phuong phap ndy nham dao tao
cho nhiing cong viéc va nhiing nghé kha phirc tap, mang tinh chat dic thu.

+ Ctr di hoc tai cac truong chinh qui: Nguoi lao dong duoc dao tao bai ban hon,
c6 su két hop giita Iy thuyét va thuc hanh, tuy nhién han ché 13 kinh phi dao tao cao,
c6 thé mat nhiéu thoi gian, ngoai ra phuong phap nay doi hoi hoc vién phai cé di ning
luc dé tiép thu kién thirc trong qua trinh hoc tap. Do d6, phuong phéap nay thuong duoc
ap dung dé dao tao nhitng nguoi lao dong tré co trinh do.

+ Cac bai giang, cac hdi nghi hodc cac hoi thao: Cac td chirc thue hién cac budi

hoi thao theo chu dé dé nguoi hoc c6 thé thao luan dudi sy hudng dan cua ngudi co
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kinh nghiém va c6 chuyén moén. Co thé t6 chirc & trong hoic ngoai doanh nghiép, do
do6 co tinh co dong va tuc thoi.

+ Phuong phap dao tao tir xa: Pay la phuong phap dao tao dudi sy trg gitp cua
cac phuong tién trung gian nhu cac tai liéu hoc tap, cac loai bang hinh, va dac biét 1a
su tro gitip cua internet. Thong qua su tro giup nady ma ngudi duge dao tao c6 thé tiép
xuc voi nguoi giang day tor khoang cach xa. Phuong phap nay giup nguoi hoc chu
dong luc chon dia diém va thoi gian hoc, rat thuén tién va khong can tap trung nhiéu
nguoi. Tuy nhién phuong phap ndy can c¢6 phuong tién hoc tap, su chuan bi mang tinh
chuyén nghiép cao va doi hoi ngudi hoc phai c6 tinh tu giae cao.

+ Bén canh d6 con ¢6 cac phuong phap dao tao khic nhu: dao tao kiéu phong
thi nghiém, mo hinh hoa hanh vi, dao tao k¥ niang xir Iy cong vin gidy to.. .

Nhu vay c6 rat nhiéu phuong phap dao tao, mdi phuong phap déu c6 nhitng wu
diém va nhuoc diém riéng. T6 chuc co thé lya chon mot hoidc két hop nhiéu phuong
phéap véi nhau dé dat duoc két qua cao nhét trong dao tao.

1.3.3.4. Lva chon giang vién

Sau khi xay dung ndi dung cac khoa hoc, don vi lam cong tac dao tao tién hanh
lya chon giang vién phu hop véi chuyén mon giang day. Giang vién dugc lya chon co
trach nhi€ém soan gido an, bai giang can cu vao tai liéu chuin chung hoac dua trén noi
dung duoc phan cong. Can c6 don vi chitc ning lam cong tac giam sat va danh gia chat
luong giang vién, trong d6 bao gdm ca giam sat va danh gia chat lugng bai giang.

Dbi v6i nhitng ndi dung dao tao don vi khong bé tri dugc giang vién phi hop
can lién hé véi giang vién thinh giang hodc moi giang vién tir cac don vi khac c6 du
ning lyc, trinh d6 dam nhiém. Truong hop nay, don vi phai dit giang vién viét bai
theo ndi dung yéu cau.

Viéc lua chon gidng vién can tién hanh ngay sau khi ké hoach dugc phé duyét
dé giang vién ctia don vi ¢ du thoi gian chuan bi gido an; giang vién duoc moi co du
thoi gian viét bai, ddm bao ndi dung khoa hoc duoc chuan bi kip thoi, chu dao. Khi lya
chon giang vién don vi can chil y dén nguyén tic khuyén khich phat huy so truong cia

nguoi giang vién.
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1.3.3.5. Xac dinh thoi gian va dia diém dao tao

Pbi voi dao tao vién chirc, viéc xac dinh thoi gian va dia diém 13 yéu té quan
trong nham dam bao yéu ciu dio tao. Thoi gian va dia diém hoc phu hop gitp vién
chuc gidam dugc ganh nang cong vi¢e, tap trung, chuyén tdm cho hoc tap.

Pon vi dao tao can lya chon thoi gian va dia diém thich hop cho ting loai ddi
tuong vién churc. Véi nhitng nhom doi tuong thuc hién cong viéc co tinh chét thuong
xuyén don dong vao cudi thang, cudi quy can bd tri thoi gian hoc vao dau thang, dau
quy va nguoc lai. Viéc td chire dao tao tap trung can xem xét dén yéu td thuén loi vé
dia diém. Nhom nhitng doi tuong c6 cung dia diém hoac gén vé mat dia ly dé to chuc
cung mot khoa dao tao.

1.3.3.6. T6 chirc va quan Iy I6p

Sau khi xac dinh dugc muc tiéu, d6i tuong dao tao, xay dung ndi dung dao tao,
lga chon giang vién va bd tri thoi gian, dia diém dao tao can tién hanh to chirc thuc
hién va quan 1y 16p. Pay 1a budc cong viéc quan trong cta cic co sd dao tao. Co thé
n6i day 1a khau cu thé hoa tit ca cac budc trudc do, 1a khau to chirc thyc hién cac ¥
tudng cua muc ti€u dao tao.

Noi dung t6 chire thuc hién va quan 1y 16p 14 nhitng cong viéc cu thé nham dat
duoc hi¢u qua trong qua trinh dao tao, do la: td chirc d6n tiép hoc vién, thué dia diém;
t6 chuc quan ly hoc vién; td chirc giang day, thi cu...

Toan bd nhiing ndi dung trudc dé da xac dinh ra cd dugc hién thyc hoa hay
khong 1a nho qua trinh td chure thuc hién c6 duge sudn sé, dat yéu cau hay khong.

1.3.3.7. Bdnh gid két qua khéa hoc

Cubi mdi chuong trinh dao tao déu co khau kiém tra, danh gia. Hinh thic thi,
kiém tra do don vi dao tao Iya chon nham danh gia mic do ndm bt kién thac, k§ ning
cling nhu thai d6 cta hoc vién. Két qua nay gép phan phan anh hiéu qua cia khoa hoc.

Bén canh do, viéc danh gia két qua sau mdi khoa dao tao duoc don vi ddo tao to
chtrc thuc hién qua hop rat kinh nghiém va 13y y kién tir phia hoc vién. Cu thé 1a viéc
danh gia nhiing kién thirc thu dugc ciia vién chirc va kha niang ng dung nhiing kién
thirc dd duoc hoc vao thyc tién cong viée cua ho. DPé danh gia chinh xdac, sat vdi tinh
hinh thyc té, trong qua trinh danh gia phai sit dung nhitg phuong phap khac nhau
nhu: quan sat, bang hoi, diéu tra khao sat nham thu thap thong tin mot cach khach

quan.
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1.3.4. Pdnh gid két qua dao tao vién chirc

Pay 1a budc cudi clung cua qua trinh dio tao thuong duoc thuc hién vao cubi
nim nham xac dinh mic d6 dat dugc cac muc tiéu, gitip nha quan 1y dua ra cac quyét
dinh phu hop cho cong tac dao tao vién chirc. V& ban chat, danh gia chinh 1a viéc so
sanh nhiing két qua dat dugc voi ké hoach dit ra trudc do. Véi y nghia phat trién,
danh gia dugc xem nhu 1a viéc kiém tra, xem xét doc 1ap va co hé théng cua mot
chuong trinh dé xac dinh két qua, hi¢u qua cua khoa dao tao. Bén canh do, viéc danh
gia lai ban than cong tic dao tao con giup co sd dao tao phat hién ra nhitng khiém
khuyét hay nhitng diém bét hop 1y trong quy trinh dao tao dé tir 46 c6 nhing bd sung,
diéu chinh cho phu hop.

Panh gia cong tac dao tao bén canh ¥ nghia tong két, rat kinh nghiém con can
xem xét hiéu qua cta chuong trinh dao tao, nham cung cip thong tin vé murc do nang
cao nang luc thyc hi€n nhiém vy, cong vu cia vién chuc sau khi dao tao.

Vi¢c danh gia cong tac dao tao duogc tién hanh trong va sau qua trinh dao tao
dua trén cac tiéu chi danh gia. Nhiing tiéu chi c6 thé sir dung dé danh gia phan theo
muc dich danh gia bao gom:

DPdi v6i bude nay, viéc danh gia vé két qua dao tao duoc thyc hién trong qua
trinh dao tao, gém co:

- Panh gia ctia can bo giang vién: can bo gidng vién c6 thé danh gia vé hoc vién
qua mat sb tiéu chi, bao gém:

Thit nhat: mirc d6 ndm ving k¥ niang, kién thic dugc truyén thy. Giang vién cé
nhiéu phuong phép danh gia vé mirc do dua vao muc tiéu, ndi dung dao tao da dé ra.
Céc kiém tra xdy dung chu yéu danh gia vé mirc do nam vimng k¥ ning, kién thirc ciia
hoc vién. C6 thé ké dén mot s6 phuong phap danh gid nhu phuong phap diém sb
(thang diém 0-10, 0-100...), thang diém dat — khong dat... Viéc danh gid nay phu
thudc rat nhiéu vao chét lugng, mirc d6 dé kho cua bai kiém tra.

Thtr hai: thai do hoc tap cia hoc vién. Hoc vién tham gia qua trinh dao tao co
chuyén can hay khong, muc d6 tap trung va thé hién k¥ ning, kién thirc ra sao 1a mot
trong nhirng tiéu chi dé danh gia qua trinh hoc tap cta ngudi hoc.

Thit ba: ndi dung chuong trinh dao tao. Can bo giang day c6 thé tham gia viéc
danh gia vé noi dung chuong trinh dao tao dudi hinh thirc 1a mot chuyén gia. Noi dung

danh gia s& gém c6: ndi dung dio tao c6 can thiét hay khéng? Can diéu chinh hay bd
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sung nhitng gi? Can clr vao nhitng danh gid do, doanh nghiép c6 thé diéu chinh, sira
d6i chuong trinh dao tao dang sir dung cho phu hop véi tinh hinh thyc té.

- Béanh gié cua hoc vién.

Khi két thic khoa dao tao, hoc vién s& danh gia vé c4c mat cla chuong trinh
dao tao, g@)m nhiéu muc nhu cach thirc t6 chire dao tao, tai liéu duge cung cép, cac
dich vy gia tri trong qua trinh tham gia nhu chat lugng bai giang, kién thirc duoc giang
day, co s& vat chat, chat luong bita an, thai do giang vién va ngudi quan 1y...

Viéc danh gia cua hoc vién ciing c6 nhiéu hinh thirc khac nhau, c6 thé truc tiép
dudi dang ¥ kién bang 151 n6i hodc van ban hodc dong gop y kién dang phiéu dénh gia.
Céc hinh thirc nay s& duogc sir dung dé phuc vu cho cong tac tong két, danh gia chuong
trinh ddo tao va diéu chinh cho nhing kho4 dio tao vé sau.

- Banh gié ctia can bo quan ly.

Cén bo quan ly 1a nguoi dugc don vi cur ra voi nhiém vu la gidm sat qué trinh
giang day va hoc tap cta nhiing ngudi tham gia vao chuong trinh dao tao. Mot sb tiéu
chi ¢6 thé dugc néu ra nhu qua trinh gidng day cua can bo giang vién, thai d6 hoc tap
ctia hoc vién, qua trinh phuc vu ctia d6i ngii nhan vién lién quan... Nhitng y kién nay
duoc 1anh dao don vi tham khéo, gop y va diéu chinh néu théy phu hop va can thiét.

1.4. Nhirng nhan t6 anh hwéng dén cong tac dao tao vién chirc

Vi sy phat trién vé moi mit duoc dién ra lién tuc nhu hién nay, cac td churc
ludn phai canh tranh va gip nhiéu thach thic trong nén kinh té thi trudng. Nhiing thay
d6i du chi nho ciing 1am cho t6 chirc phai linh hoat trong phan tng dé han ché cac rii
ro, mang lai két qua kinh doanh t6t. C6 thé thay rat nhiéu yéu t6 anh huong, tac dong
dén cong tac dio tao vién chirc trong cac don vi sy nghiép cong 1ap va dugc phan loai
thanh 2 nhom: yéu t6 khach quan va yéu t6 chii quan.

1.4.1. Cdc nhan té khdach quan

1.4.1.1. Pac diém cia dji ngii vién churc

bic diém cua do6i ngti vién chirc vé sb lugng, trinh d§ chuyén mon, kién thirc,
k¥ nang, do tudi cong tac... déu cé anh huong dén cong tac dao tao. Nhimng vién chirc
chua dat chuan vé trinh do chuyén moén ddi voi mdi chte danh thi ho can phai tham
gia hoc tap, boi dudng dé dat chuan vé trinh d6 ddi véi chire danh do. Ngoai ra, tai mot
vi tri viéc 1am, vién chirc ciing can thudng xuyén cdp nhat, k§ ning dé hoan thanh

nhiém vu.
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Do tudi cong tac co anh hudng truc tiép toi cong tic dao tao. Vién chirc ¢ dod
tudi cao thudng co nhu cau dao tao, bdi dudng it hon VC tré do ho sip dén do tudi
nghi huu. VC tré tudi lai dé dang cap nhat kién thirc méi, nhanh nhen trong nam bat k§
nang, 14 diéu kién thuan loi cho cong tac dio tao, bdi dudng.

1.4.1.2. Nhan thuc cua doi ngii vién chirc doi véi cong tac dao tao

Nhén thtrc cua doi ngii VC ddi vé6i dao tao, bodi dudng la yéu td co ban, c6 tinh
chét quyét dinh t6i cac két qua cua hoat dong dao tao, boi dudng. Nhan thic ding la
tién dé, 1a kim chi nam cho nhitng hanh dong, vi¢c lam dung dén, khoa hoc va nguoc
lai. Néu mdi VC déu nhan thic duogc vai tro, tim quan trong cua vi¢c dao tao, cd tac
dung nang cao trinh d0, kién thuc, k¥ ning, phuong phap 1am viéc ciia ban than; néu
ho hiéu hoc tap la dé phuc vu chinh ho trong viéc nang cao chit lugng hoat dong cong
vu, ho s€ c6 y thiic trong viéc ty rén luyén, trau ddi kién thirc, hoc hoi, tham gia cac
khoa ddo tao, boi dudng mot cach tich cuc, ham mé va c6 hi¢u qua.

Nhén thuc dung din VC sé& c6 thai do tich cuc khi tham gia céac khoa dao tao,
cong tac dao tao qua do dat duoc két qua tt, hoat dong dao tao cua td chire dat duoc
muc tiéu va ké hoach dé ra. Nguoc lai, nhan thuc sai 1€ch s€ khién VC c6 thai do tho o
khi tham gia cac khéa ddo tao, gdy nén tinh trang lang phi trong ddo tao. Phai ton
nhiéu thoi gian, kinh phi dé cir VC tham gia dao tao nhung két qua 1a sau khoa hoc
nang luc va thai d lam vi¢c cua ho khong duoc cai thién. Muc tiéu va két qua cua
hoat dong dao tao boi dudng s€ khong dat duogc.

1.4.2. Cdc nhan té chii quan

1.4.2.1. Quan diém cua don vi quan 1y, sir dung vién chirc

Quan diém ciia don vi quan 1y, sir dung VC c6 vai trd dic biét quan trong trong
cong tac dao tao. Vai trd nay thé hién ¢ nhiing quan diém vé chinh sach, ché do dai
ngo, tinh phéi hop trong thuc hién cong tac dao tao...cua don vi, tr d6 anh hudng dén
nguon lyc ma don vi danh cho ddo tao VC cta minh. Pon vi quan tim dén cong tac
dao tao s€ c6 nhiing ché dd, chinh sach dao tao VC phu hgp. Céac chinh sach uu tién,
dong vién, khuyén khich giup thuc day cac hoat dong ddo tao, qua dé thuc day VC tich
cuc tham gia hoc tip dé nang cao trinh d6 chuyén mén nghiép vu, ning luc cong tac va
ngugc lai.

Chung ta déu biét con ngudi véi tu cach 13 mot sinh vat cao cép cé y thirc, moi

hoat dong déu c6 muc dich va bao gid cling c6 mot dong luc trong tng nham thic day
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hoat dong dé thoa man nhu cau vat chét va tinh than. Vi vay, thuong xuyén cham lo téi
loi ich vat chét (hd tro tién an &, tién di lai, tién hoc phi...) va loi ich tinh than (biéu
duong, khen thuong khi dat duoc két qua cao trong qué trinh hoc tap...), c6 chinh sach
d3i ngd phu hop 1a cac cong cu rat hiru ich trong viéc thic ddy hiéu qua cua hoat dong
dao tao. P6i v6i nhitng co quan han ché vé tai chinh, khong du cac quy cho viéc
khuyén khich bang vat chét thi hinh thirc khen thuéng, cong nhan bang tinh than ciing
phat huy gid tri rat 16n. St dung dong bd cac bién phap khuyén khich chinh 13 tao dong
luc dé VC tich cuc hoc tap nang cao trinh d0 chuyén mon nghi€p vy, nang lyc cong
tac. 6 1a mot trong nhitng nhan t6 gop phan nang cao chit luong cia cac hoat dong
ddo tao, boi dudng.

Bén canh d6, su phdi két hop cua don vi quan 1y, sit dung VC véi don vi dao
tao cling dong mot vai trd quan trong trong qua trinh dao tao. N6 anh huong dén ddi
tuong dao tao ma don vi cur di cé phu hop vdi chuong trinh dao tao hay khong, qua do
anh huong dén chat lugng dao tao. Sy phdi hop ndy con thé hién & chd don vi quan 1y,
st dung VC tao moi diéu kién thuan loi cho VC duogc tham gia dao tao.

1.4.2.2. Yéu t6 con ngudi ciia co sé dao tao

Con ngudi 1 nhan t6 c6 tinh chat quyét dinh trong moi hoat dong. Trong cong
tac ddo tao, yéu td con ngudi bao gdm d6i ngii 1anh dao, giang vién va nguoi 1am cong
tac ho tro, quan ly dao tao.

- Poi ngil lanh dao véi nhitng chinh sach cu thé gitp cho cong tac dao tao duoc
hién thuc héa. Cong tac nay c6 mang lai hiéu qua hay khong phu thudc rat nhiéu vao
quan diém, chinh sach cta nha lanh dao, quan 1y.

- Giang vién 13 yéu té rat quan trong trong qua trinh dao tao, bdi dudng VC.
Mot doi ngii gidng vién cé trinh d6 cao, pham chat va nang lyc tot 1a yéu td tich cuc
tac dong tdt téi dao tao, bdi dudng VC.

- Nguoi 1am cong tac hd trg, quan 1y dao tao 1a nhimg ngudi tryc tiép thuc hién
ting phan viéc, gan két cac budc thanh mot quy trinh dao tao hoan chinh. Chét luong
dao tao cling phu thudc nhiéu vao nang luc va cach thuc lam viéc cua doi ngii nay.

1.4.2.3. Co 56 vdt chat, nguon kinh phi ciia co sé dao tao

- Piéu kién co s& vat chat (truong, 16p, trang thiét bi, dung cu giang day, hoc
tap...) la yéu td can thiét c6 tac dong tich cuc hodc han ché toi cong tac dao tao. Co so

vat chat tot 1a diéu kién thuan loi cho hoat dong ddo tao dién ra va nguoc lai néu co s&
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vat chat khong tot, hodc thiéu thén s& han ché rat 16n dén cac hoat dong dao tao; tham
chi c6 thé khong thuc hién dugc cac hoat dong dao tao.

- Nguén kinh phi ddo tao 13 yéu td quyét dinh dén sb luong VC dugc dao tao.
Kinh phi nay thuong do Nha nuéc cap (chi danh cho dao tao cong chirc); kinh phi cta
don vi sy nghiép (ddi voi dao tao vién chirc); ngudn dong gop ciia hoc vién (néu céac
co s& dao tao 1a nhitng don vi sy nghiép cong ty cha mot phan tai chinh); ngudn hd tro
cua cac chuong trinh, dy an...

1.4.2.4. Chwong trinh va noi dung dao tao

Chuong trinh va ndi dung dao tao c6 anh hudng rat 16n t6i két qua cta cong tac
dao tao, dac bi¢t 1a hinh thic dao tao tap trung.

bac trung 16n nhét cta noi dung dao tao hay gido trinh, tai li€u dao tao VC la
tinh khong on dinh va ludn doi hoi cap nhat. Pay ciing 1a diém khé khan cho hoat
dong dao tao vi doi hoi ndi dung phai luén duogc ddi mai, viéc bién soan lai tai liéu kéo
theo 1 sy gia ting chi phi ddo tao, bdi dudng. Ngoai ra, cac tai lidu chua theo hé thong
thong nhat, chua dong bo ciing gay kho khin cho giang vién va hoc vién khi tham gia
céc khoa dao tao, boi dudng.

Nguoc lai, mot co so dao tao giai quyét duoc van dé vé noi dung va chuong
trinh ddo tao s& thuc day qua trinh dao tao dién ra sudn sé hon, giam thiéu duoc chi phi
va gop phan ning cao chét luong dao tao.

1.5. Kinh nghiém va bai hoc ciia mdt sé6 don vi sw nghiép cong lap vé dao
tao vién churc

1.5.1. Kinh nghiém vé hoan thién céong tic dao tao nguon nhén lwc tai mét sé
don vi sw nghiép cong lap.

1.5.1.1. Kinh nghiém vé dao tao nguén nhan luc tai Trung tam Dién anh Thé
thao va Du lich Viét Nam

La mot don vi sy nghiép cong 1ap c¢6 thu do B VHTTDL quan ly nhu Trung
tam Ky thuat Pién anh. Trung tim Dién anh Thé thao va Du lich Viét Nam c6 chiic
ning san xuat phim, phd bién cic tac pham va an pham dién anh thudc linh vuc vin
hoa, thé thao, du lich va gia dinh. Trung tam Dién anh Thé thao va Du lich Viét Nam
c¢6 con ddu riéng, tai khoan riéng theo quy dinh cta phap luat. Nhitng nhiém vu chinh
ctia Trung tim gdém co: t6 chirc san xuat va pho bién phim vé thoi sy, phong sy tai

liu, khoa gido, quang cdo nham quang ba cac linh vuc van hoa the thao va du lich
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theo quy dinh va phan cong cua Bo truong; truc tiép tuyén truyén cac hoat dong vin
hoa, thé thao, du lich va phdi hop véi cac don vi c6 lién quan dé tuyén truyén trén
kénh truyén hinh vé noi dung cac tic phdm ma trung tim san xuat; tham gia san xuat
chuong trinh phuc vu dong bao mién nii, ving sau xa va hai dao theo quy dinh cua
phap luat va phan cong ctia Bo truong; phdi hop véi cac co quan don vi td chirc su
kién 1& hoi vin hoa gia dinh, thé thao va du lich; t6 chirc cung ung cac dich vu san XUAt
phim bang hinh phu hop véi chirc ndng nhi¢m vu dugc giao va theo quy dinh...

Vi s6 lugng can bd vién chuc khoang 40 cén bo, trong 3 nam vua qua, trung
tam dd san xuét rat nhiéu chuong trinh vé van hoa du lich, duogc phat song trén céc
kénh truyén hinh trung wong nhuy VTV2, Kénh truyén hinh Nhan dan, cac dé an cua
Nha nudce vé van hod, thé thao va du lich...

Cong tac dao tao, nang cao chat lugng ngudn nhéan luc cling dugc dua 1én lam
yéu t6 phat trién vu tién dé xay dung d6i ngii can bd vién chic c6 trinh d6 chuyén mén
virng vang, k¥ nang cao trong cong viéc.

Dé phat trién ngudn nhan lyc nhu vay, Trung tim Dién anh Thé thao va Du lich
Vi¢t Nam da thuc hi¢n cong viéc sau:

- Khong ngung nang cao thu nhdp cho can bd vién chiic cua trung tam, gop
phén gitp can bd nghién ctru lam viée, tang hi€u qua lao dong, thu hat dugc can bd
gidi vé. Thue hién co ché tu chu tai chinh d6i v6i don vi su nghiép c6 thu, trung tam
khong ngimg lién két hop tac v6i cac don vi ngoai, tham gia nghién ctru cac dy an san
xuat vé phim anh dé ting thém cac khoan thu.

- Trung tdm ludn quan tam toi cong tac dao tao nhan lyc.Clr nhitng can bd vién
chuc c6 nang luc di hoc thém céc 16p nang cao trinh d§ chuyén moén trong va ngoai
nudce. Ho trg kinh phi va thoi gian cho ngudi di hoc.

- Tao modi truong tdt cho can bo vién chuc, xay dung moi truong canh tranh
lanh manh trong cong viéc va khuyén khich sy sang tao cua ca nhan va tap thé, to chirc
cac hoat dong tap thé nang cao tinh than cho can bd vién chirc dé gitp ting tinh doan
két, thoai mai trong lao dong. Ché d6 phuc loi dam bao theo quy dinh.

1.5.1.2. Kinh nghiém vé cong tac dao tao tai Vien Nghién cuu giao duc —
Trwong Pai hoc Sw pham Thanh phé Ho Chi Minh

Vién Nghién ctu gido duc 1a mét vién thude thanh vién Truong Pai hoc Su

pham Thanh phd H6 Chi Minh. Véi d6i ngii can bd vién chirc c6 trinh d6 cao, nhiém
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vu 1a nghién ctru vé chién lugc gido duc va cac van dé lién quan téi gido duc va dao
tao nén Vién ludn 1a don vi di dau trong linh vuc nghién ctru co ban trong linh vuc
gido duc tai tit ca bac hoc, tu van va cung cdp san pham nghién ctru lién quan téi gido
duc, bdi dudng chuyén mon trong linh vuc gido duc va dao tao... Vién da hoan thanh
hang tram dé tai cap Nha nudc, cip Bo ciing nhu cip co sé v6i chat luong cao, tham
gia nhiéu hoi thao cé uy tin trén thé gidi... Ngoai ra, Vién con dao tao sau dai hoc cho
cac don vi khac trén ca nudc.

Véi thanh cong nhu vdy, Vién da ludn coi cong tic dao tao ngudn nhan luc 1a
yéu t6 quan trong, nhéan t6 chinh trong su phat trién. V&i gan 40 can bd vién chiic co
hitu, 20 c4n bd c6 trinh d6 GS, PGS, TS va con lai ¢6 trinh d6 Th.S, dé co6 luc luong
can bd trinh do nhu vdy, Vién da thuc hién nhiéu phuong phap dao tao dé nang cao
trinh d¢ chuyén moén cho can bd vién chirc.

- Vién ban hanh cu thé cac quy ché hoat dong cho cén bd vién chuc nham tang
cudng cong tic quan 1y, ning cao thai do va tinh than lam viéc. Pau tu dé xay dung
quy ché hoat dong khoc hoc céng nghé, 1am co sé dé chi dao va quan 1y hoat dong
nghién ciru. Cap nhat va boi dudng cho can bo vién chirc cac ndi dung van ban méi vé
quan 1y khoa hoc cac cap. Tap hudn nghiép vu va ap dung cong nghé thong tin va cong
tac quan ly khoa hoc...

- T6 chtc bd may quan 1y phu hop véi trinh @6 chuyén mén. Chu truong ting
cuong cong tac dao tao, hoc tap kinh nghi€m cua cac don vi di trudc dé van dung xay
dung phu hop cho Vién. Tiép tuc bd sung va hoan thién t6 chirc dap ung véi chirc
nang nhi¢m vu quy dinh. Pi sau vao xay dung churc nang nhiém vu phong ban hop 1y,
tao co s déy manh nhiing hoat dong chu dong cia ting don vi phong ban.

- Lanh dao Vién chu trong dén cong tac tu twong, dong vién tinh chii dong sang
tao clia can bo vién chirc, bd tri dan xen cac thé hé nham tao tﬁng 16p ké thira.

- Chu trong cong tac dido tao ngudn nhan lyc, sip xép thoi gian va kinh phi dé
b tri cir can bo vién chirc tham gia cac khod ddo tao nang cao trinh d6 chuyén mén
cling nhu ly luan chinh tri, ngoai ngit, cong nghé thong tin... Pong vién va ho tro cho
cac can bo vién chirc phan dau du tiéu chuan xét phong chie danh GS, PGS.

- M6 rong quan hé hop tac v6i cac don vi bén ngoai nham trao ddi thong tin vé

kinh nghiém quén 1y, nghién ctru va nhimng cai méi trong linh vuc dao tao. Trién khai
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cac két qua nghién ciru vao thuc tién va rat kinh nghiém nham nang cao hon nira cong
tac nghién cuu, boi dudng can b vién chuc cua Vién.

1.5.2. Bai hoc kinh nghiém cho Trung tim Ky thudt Dién anh

La nganh dic thu tai Viét Nam, nhung khong vi thé tach roi xu thé chung trong
cong tac dao tao nhan lyc cua xa hoi. Voi mét s6 kinh nghiém vé xay dung va dao tao
ngu@)n nhan lyc tir cdc don vi sy nghi¢p cong lap, co thé théy ndi dung vé dao tao
ngudn nhan lyc cua cac t6 chie luén duge chi trong va ¢ ké hoach, chién lugc bai
ban. Ludn cé nhiing wru tién cho ngudi lao dong trong cong tac nang cao k¥ ning nghé
nghiép, dong vién nguoi lao ddng hoc tap cao hon.

Twr do, Trung tdm Ky thuat Dién anh da rat ra dugc mot s6 bai hoc kinh nghiém
sau:

- Xac dinh viéc dao tao vién chuc, nguodi lao dong 1a mot trong nhitng nhi€ém vu
trong tam hang dau cua don vi, duoc quan tam va cht trong.

- Xac dinh ding ddi tuong dao tao va nhu cau dao tao dua trén thuc trang, tu do
xay dung ndi dung chuong trinh dao tao phu hop, hi¢u qua.

- Xay dung d6i ngii phu trach cong tac dao tao ngay mot chuyén nghiép, co chat
luong vé trinh d6 chuyén mén dé cong tac ddo tao ngudn nhéan lyc duoc thuc hién mot
cach nhanh chong, dam bao yéu ciu di dé ra.

- Chu trong viéc st dung nhan lyc sau dao tao, dé phét huy tdi da tinh thuc tién

cua dao tao vao cong viéc cu thé.
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Tém tit chwong 1

Trong chwong 1 nay, tac gia da trinh bay khai niém chung vé ngudn nhan lyc,
quan tri ngudn nhan lyc va cong tac dao tao vé nhan lyc. Cung véi d6, gan véi ddi
tuong tim hiéu 1a Trung tim k¥ thuat dién anh nén tic gia ciing néu cu thé vé nhiing
khai niém vién chirc, nguoi lao dong trong cac don vi sy nghiép cong 1ap va vai tro y
nghia cta vién chirc nguoi lao dong trong cac co quan to chirc. Tiép theo, 1 cac ndi
dung sau hon vé nhitng myc tiéu trong cong tac dio tao dé tir d6 chi ra y nghia quan
trong trong cong tac dao tao nguén nhan luc. B6i véi don vi su nghiép cong lap, cac
ndi dung vé cong tac dao tao nhu chién luoc, ké hoach dao tao hang nam, xay dung
quy trinh dao tao cling nhu trach nhiém cac bén lién quan ciing duoc trinh bay cu thé.
Vi don vi sy nghi¢p cong lap, viéc xac dinh doi tuong dao tao cling co phén khac so
v6i cac doanh nghiép san xuat kinh doanh, nén tac gia cling d néu kha chi tiét va phan
loai nhiing trudong hop khac nhau trong cong tac dao tao can bd, vién chic va nguoi
lao dong. Noi dung nita ctia chuwong 13 cong tac 1én ké hoach va phuong phéap dao tao,
trong phan ndy, tac gia trinh bay chi tiét cic can cir dé 1én ké hoach ciing nhu cac
phuong phép ddo tao trong thuc té gap phai, tir 46 xay dung cach thirc t6 chirc dao tao
va danh gia tinh hiéu qua cua chwong trinh dao tao d6i v6i nguoi lao dong ciling nhu
v6i to chirc cia nguoi lao dong.

Trong cong tac dao tao ngudn nhan luc, nhitng nhan t6 anh huong tir bén trong
hay bén ngoai ciing duoc trinh bay kha diy du. Tir cac ndi dung kién thirc va 1y luan
duoc néu trén, tac gia tim hiéu vé mét sd kinh nghiém hoan thién cong tac dao tao tai
mot sb don vi su nghiép cong 1ap trong va ngoai BO VHTTDL dé tir d6 rut ra duoc
mot s6 bai hoc kinh nghiém c6 thé nghién ctru, xdy dung va 4p dung tai Trung tim K¥

thuat PBi¢n anh dé nang cao hon nita cong tac dao tao nguon nhan lyc.
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CHUONG 2. THUC TRANG VE CONG TAC PAO TAO NGUON NHAN LUC
TAI TRUNG TAM KY THUAT PIEN ANH

2.1. Gi6i thiéu vé Trung tim K§ thuit Di¢n dnh
2.1.1.Vi tri, chirc nang cua Trung tdm Ky thudt Dién anh

Trung tdm K¥ thuat Dién anh 12 mot don vi cong 1ap, ty dam bao mot phﬁn kinh
phi hoat dong, thudc B§ Vian hoa, Thé thao va Du lich véi chuc nang chinh 1a hoat
dong céc dich vu vé ky thuat dién anh.

Trung tAm c6 tru s& tai Ha Noi, c6 con du va tai khoan riéng theo quy dinh cua
Phép luat. Vi nhiém vu va quyén han theo Quyét dinh sé 3669/QD-BVHTTDL ngay
01/10/2018 ctia Bo truong Bo Vian hoa, Thé thao va Du lich, gdm c6:

- Trinh Bo truong VHTTDL chién luoc phét trién; ké hoach hoat dong dai
han, trung han, hang nim cta Trung tdm va t6 chirc thyc hién sau khi dugc phé duyét.

- T6 chic cac hoat dong dich vu van hoa, di¢n anh phu hop voi chiic nang,
nhiém vu dugc giao va theo quy dinh cua phap luat.

- Hop tac, lién két véi cac to chirc, c nhan trong va ngodi nudc nham khai
thac, st dung c6 hi€u qua co so vat chit k¥ thuat va nguén nhan luyc thuc hién c6 cia
Trung tam theo quy dinh cua phap luat

- Thuc hién dich vu in trang phim nhya, dich vu k¥ thuat &m thanh va hinh anh.

- Xac dinh vi tri viéc lam, co ciu vién chiic theo chirc danh nghé nghiép va sb
luong ngudi 1am viée trinh cAp c6 tham quyén phé duyét; quan 1y t6 chirc bd may,
nhan su; thyc hién ché do, chinh sach dbi voi cong chirc, vién chic, ngudi lao dong
thudc pham vi quéan 1y cta Trung tdm theo quy dinh phap luat va phan cip quan 1y cia
B6 Vin hoa - Thé thao - du lich; t6 chirc, tham gia dao tao, boi dudng nang cao trinh
dd chuyén modn, nghiép vu cho vién chuc, cong nhan, nguoi lao dong cua Trung tdm
va nganh dién anh theo quy dinh cua phap luat

- San xuat, lién két san xuat phim dién anh, phim video va cic chuong trinh
truyén hinh theo quy dinh ctia phap luat.

- Nghién ctru tng dung tién bo khoa hoc, cong nghé vé san xuit phim va phd
bién phim; thuc hi¢n thong tin khoa hoc va cong nghé dién anh.

- Quan 1y, str dung tai chinh, tai san duoc giao va cac ngudn thu khac theo quy

dinh cua phép luat
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- Thyc hién cac nhiém vu khac dugc Bo truéong VHTTDL giao.
Véi cac chirc ning va nhiém vy nhu vay, c6 thé thdy Trung tim K§ thuat Dién
anh c6 nhiéu linh vuc tir ky thuat téi phat trién sang tao vé linh vyc dién anh.
2.1.2. Té chirc bé mdy ciia Trung tam Ky thudt Dién dnh

Co cau vé bd may cua Trung tam K¥ thuat Dién anh:

Giam ddc

¢ A 4

§
Pho Gidm doc Pho Gidm doc Pho Gidm doc
ki thuat Quan tri hanh chinh San xuét dich vu

A 4 Y

Phong Hanh chinh Phong Ky thuét kiém Ko e ohi
tong hop tra chat luong yong trang p

Y

Xudng am thanh va Trung tam dich vu
hinh anh van hoa dién anh

Hinh 2.1: Co céu t6 chirc bd may ciia Trung tim K§ thuit Di¢n danh
(Nguon: Trung tim KTPA)

Ban giam dbc Trung tdm trudc ddy gom c6 1 giam dbc, 3 phd giam dbc. Tuy
nhién do thay d6i co cAu nén hién nay c6 1 Quyén giam dbc va 1 pho giam dbc, dang
chd BO VHTTDL kién toan cac chic vu lanh dao. Vi tri Giam déc va Pho giam doc do
B6 truong VHTTDL b6 nhiém, mién nhiém theo quy dinh cua Pang va Nha nudc vé
cong tac can bo.

Giam dbc c6 trach nhiém quy dinh cac chuc nang, nhiém vu cu thé cua tung
phong, xudéng truc thudc Trung tim. B6 tri vi tri viéc 1am, co cau chuc danh ddi voi
ting phong ban, xdy dung va ban hanh quy ché hoat dong ctia Trung tam.

Pho gidm ddc chiu trach nhiém véi cac nhiém vu dugc Giam doc Trung tam
phén cong theo quy dinh.

Céc phong ban chuyén mén nghiép vu gdm cé: Phong Hanh chinh tong hop
(cac mang cong viéc chinh: T6 chirc can bd, Hanh chinh quan tri, K& hoach tai vu);
Phong K¥ thuét va kiém tra chat luong san pham (Nghién ctru img dung tién bo khoa

hoc, cong nghé vé san xuat phim va pho bién phim; Thuc hién thong tin khoa hoc va
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cong nghé dién anh; Kiém tra chat luong k¥ thuat thanh phidm va ban thanh pham céac
phim gia cong in trang).

Céac don vi tryc thuoc khac: Xudng In trang phim, Xuong K§ thuat Am thanh
va Hinh anh.

Xudng in trang v6i cac nhom cong viée: In trang phim 4m ban gdc (Negative)
mau va 1am nhap; In trang phim dudng tiéng quang hoc va phim den trang; Lam ban
dau va hang loat cac b phim mau va den tring 35 mm; Rira phu dé phim;

Xuéng K§ thuat Am thanh va Hinh anh véi cac nhom cong viée: Gia cong ban
am thanh gdc (ban hoa 4m qudc té va ban hoa 4m tong hop) theo don dit hang cua cac
doan 1am phim; In tiéng quang hoc phim 35mm véi cac thé loai duong tiéng Klono,
Stepeo SR - 4 kénh; Surround 5.1 va Digital SR-D; Thu tiéng, 16ng tiéng, thu nhac,
hoa am; Telecinne phim sang bang Video; Dyng phim phi tuyén tinh s, phim K§
thuat s6; Lam phu dé phim K§ thuat s6; Péng goi phim K§ thuat sb.

Sau day thé hién sd liéu nhan su dugc chi theo cac don vi phong ban qua cac
nam 2021 dén 2023. Nam 2022 giai tan Phong k¥ thuat KCS, nhan sy luan chuyén
sang Xuong K§ thuat Am thanh va Hinh anh va Xuéng In trang.

Phan bo vién chirc cuia Trung tam tai cac phong ban chirc nang

15

10 11 11 11

Lanh dao Phong HCTH K?X(Iilnl—% A Xuodng In trang Ph{mi‘é}; thugt Lao d(\fjl:lg tho
Nam 2021 3 7 6 10 4 15
Nam 2022 3 7 8 11 11
Niam 2023 2 7 8 11 9

Biéu dd 2.1: Co ciu lao dong theo cic bd phin phong/xuwéng

(Nguon: Trung tim KTPA)
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2.1.3. Tinh hinh hoat dong kinh doanh cua Trung tam

V6i chinh sach hudng t6i su phat trién 6n dinh, bén viing, uy tin, Trung tim K¥
thuat Pién anh di cam két thuc hién ding cac quy trinh vé quan 1y chat luong san
pham theo tiéu chuan I1SO 9001:2015 va quy dinh cta Nha nudc vé bao quan, luu trit
cac san pham vé dién anh.

Tinh hinh thu chi cia Trung tim trong giai doan 2021-2023 duoc thé hién dudi
bang s liéu sau.
- Tinh hinh thu:

Bang 2.1: Du toan ngén sach thu cia Trung tim

(Don vi tinh: VND)

Nam
TT Noi dung
2021 2022 2023
1 | Dw toan NSNN cip 7,385,319,486 | 5,750,000,000 | 5,864,822,600
1.1 | Kinh phi thuong xuyén 5,000,000,000 | 5,000,000,000 | 5,000,000,000
Kinh phi khong thuong
1.2 2,385,319,486 750,000,000 864,822,600
xuyén
Du toan thu hoat dong sw
2 3,786,675,957 | 4,236,537,348
nghiép 3,194,343,399
2.1 | Thu tir hoat dong san xuat | 3,144,230,808 | 3.523,622,338 | 2,789,691,441
Thu tir hoat dong san Xuét
2.2 634,803,562 704,608,642 404,651,958
kinh doanh TTDVVHDA
2.3 | Thu tir 13i suat ngan hang 7,461,587 8,306,368 4,651,958
Tong cong 11,171,995,443 | 9,986,537,348 | 9,037,727,552

(Nguon: Trung tim KTPA)
C6 thé nhan thay tong ngudn thu ciia TT thi kinh phi ctia ngan sach Nha nuéc van
chiém ti 18 chinh. Ching té kha nang tu chu cia TT con thép, nguén thu tr hoat dong
kinh doanh it, nim sau con thap hon nam trudc.
- Du toan chi
Phong Hanh chinh tong hop v&i bd phan Ké toan sé thong ké, tong hop va dé xuat

v6i Giam dbc TT vé cong tac quan 1y tai chinh ciia TT. Trong pham vi kinh phi dugc
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giao, TT chu dong st dung kinh phi dadm bao cac ndi dung va yéu cau cong viéc dugc

giao theo tiéu chuan, dinh mic ma Nha nudc va B Tai chinh ban hanh.

Bang 2.2: Du toan chi ngan siach cia Trung tim

(Don vi tinh: VND)

Nam
" Noi dung 2021 2022 2023
1 | Chi thwong xuyén 5,000,000,000 | 5,000,000,000 | 5,000,000,000
1.1 | Tién luong 2,794.467,394 | 2,810,078,366 | 2,454,134,635
1.2 | Phu cap luong 230,067,003 318,861,230 329,414,706
1.3 | Phiic loi tap thé 4,680,000 4,420,005 195,603,873
1.4 | Cac khoan dong gop 434,786,804 505,689,791 524,473,488
1.5 | Cac khoan thanh toan khac cho 225,372,180 446,310,280 369,499,155
ca nhan
1.6 | Thanh toan dich vu cong cong 155,535,053 289,730,914 341,392,764
1.7 | Vat tu van phong 15,073,000 17,703,000 24,797,000
1.8 | Thong tin, tuyén truyén , lién lac 55,374,072 38,991,509 67,787,479
1.9 | Cong tac phi 57,787,149 65,382,711 72,090,000
1.10 | Stra chita tai san phuc vu cong 156,713,000 25,625,000 27,466,000
tac chuyén moén va duy tu, bao
dudng cac coéng trinh co s& ha
tang tir kinh phi thudng xuyén
1.11 | Chi khac 81,564,067 20,551,962
1.12 | Chi lap cac quy cua don vi thuc 334,365,042 173,688,211 124,423,571
hién khoan chi va BVSNCL
2 | Chi khong thwong xuyén 2,385,319,486 750,000,000 864,822,600
2.1 | Thanh toadn dich vu cong cOng 179,422,784
2.2 | Théng tin, tuyén truyén, lién lac 3,749,700
2.3 | Hoi nghi 466,800,000 497,799,912 494,895,000
2.4 | Chi phi thué mudn 363,406,484 2,200,000 268,000,000
2.5 | Chi phi nghi¢p vu chuyén mon 179,494,000 249,064,000 249,064,000

cua tung nganh
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2.6 | Chihd tro giai quyét viéc 1am 391,319,486 114,822,600
2.7 | Mua sam tai san dung cho cong 800,000,000
tac chuyén mon
Tong cong 7,385,319,486 | 5,750,000,000 | 5,864,822,600

(Nguon: Trung tim KTPA)
- Quan ly thu

Thir nhat, quan 1y thu tir nguon kinh phi NSNN cdp.

Nguon kinh phi NSNN cép hang nam cho TTKTPA gom:

- Kinh phi chi hoat dong thudng xuyén bao gém: tién luong, tién cong, cac
khoan phy cap luong, cic khoan trich ndp bao hiém xa hoi, bao hiém y té,kinh phi
cong doan theo quy dinh hién hanh cho cén bd tai Trung tdm; cac khoan chi theo quy
dinh phuc vu cho hoat dong by may ctia Trung tam.

- Kinh phi khong thuong xuyén: Cac khoan chi hoat dong nghiép vu theo dung
chuc nang thuc hién cac hoat dong dich vu k¥ thuat dién anh.

Trén co s giao chi tiéu ké hoach kinh té - x3 hoi va dy toan thu, chi ngan sach
ctia B0 VHTTDL, Vu ké hoach tai chinh thim tra phuong an phan b6 du toan chi
NSNN, Trung tim tién hanh phan bo va phé duyét du toan chi tiét theo timg ndi dung
tGi cac phong, ban chuyén mon dé thyc hién.

Ngoai ra, Trung tim ciing gui quyét dinh giao dy toan thu, chi ngan sach cia
B6 VHTTDL, vin ban thim tra phan bo ctia Vu ké hoach tai chinh, cac quyét dinh phé
duyét du toan cua don vi dén Kho bac nha nudc Ba Dinh noi giao dich dé theo doi,
quan 1y, thuc hién thu, chi va kiém soat chi.

Thit hai, quan 1y nguon thu si nghiép.

- Nguén thu tir hoat dong san xuét, cu thé nhu:

+ Pap ung dich vy kinh doanh xXuét nhap khéu vat tu thiét bi, cong ngh¢, dich
vu k¥ thuat, tu van thiét ké, tham dinh k¥ thuat, thi cong lap dat, bao hanh, bao tri,
chuyén giao cong nghé trong cic linh vic: Vin hoa thong tin, dién anh, nhiép anh,
phat thanh, truyén hinh, vién thong, gi4o duc, y té, moi truong, ndi that, quang céo...

+ Chuyén cung cip cac hé thong thiét bj chuyén dung, k¥ thuat cho nganh dién
anh: may quay phim, video céc loai; Thiét bi trudng quay: den, can cau...; may chiéu

phim nhuya cac loai; may chiéu phim Video cac loai, may quay, dung phim, may trang
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phim, thiét bi do luong, quang hoc, phim quay va cac vat liéu in trang Dién anh, vat tu
cac loai

+ Thiét bj chuyén dung nganh Truyén hinh: Camera luu dong, camera trudng
quay, thiét bi thu, phat, truyén dan tin hi¢u truyén hinh, thiét bi hau ky san xuat
chuong trinh, vat tu cac loai

+ Cung cap céc giai phap tu van thiét k¥ thuat cho cac cong trinh thudc linh vuc
nganh nghé Trung tdm cung cap; cung cap doi ngii chuyén gia cong nghé trinh do
chuyén mon cao cho céc dy an cung cép thiét bi dién anh, truyén hinh, vat tu cho cac
nganh van hoa, gido duc.

- Nguén thu tr Trung tam Dich vy van hoéa di¢n anh

+ Thu hoat dong tuyén truyén vé cac chuyén muc, phim tai liéu tuyén truyén ma
cac don vi, co quan dat hang nham muc dich thuc hién tuyén truyén, giao duc cac linh
vuc ma cac don vi dang quan 1y: nhu tuyén truyén vé phong chay, chira chay; nong
thon mai; tai nguyén va moi truong; dan sé ké hoach hoa gia dinh; nong nghiép; chinh
sach bao hiém x3 hoi, bao hiém y té... Cac don vi c6 nhu cau vé tuyén truyén s€ lién hé
truc tiép v6oi Trung tam DVVHDA dé xay dung ndi dung, kich ban va san XUAL.

+ Thu tir cung cép, tO chitc cac hoat dong van hoa - thong tin tong hop, phat
hanh phim, phat hanh xuit ban phém phuc vu céc su kién chinh tri, kinh té, van hoa,
x3 hoi, tuyén truyén duong 16i, chu truong ctua Pang, chinh sach, phap lut ctia Nha
nuéc, dap Gmg nhu cau huong thy, giai tri, sing tao vin hoa, nghé thuat va thu nhan
thong tin ctia quan chiing; nghién ctru, thé nghiém cac mau hinh, phuong phap, hinh
thirc, hudng dan hoat dong vin héa - thong tin & co s6.

- Quan ly chi

Pé thyc hién chi va tién hanh quan 1y cic khoan chi mot cach co hiéu
qua, Trung tAm da ban hanh Quy ché chi tiéu ndi bo. Py 1a can ctr d¢ Giamddc Trung
tam diéu hanh viéc str dung va quyét toan kinh phi tir ngudn NSNNcép cho hoat dong
thudng xuyén va ngudn thu sy nghiép ctua Trung tim, 13 cosd phap 1y ¢é Kho bac nha
nude kiém soét chi theo quy dinh.

Chi tir nguén NSNN cap:Kinh phi NSNN cap thyc hién qua Kho bac nha nuéc.
Trung tdm thuc hién chi va ké toan thanh quyét toan theo cac muc luc NSNN twong

ung voi tung ndi dung chi.
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- Péi véi kinh phi thuong xuyén, cin cr vao nhu ciu chi tiéu, s6 lugng
bién ché dugc Bo VHTTDL giao hang nim, Trung tdm 1ap gidy rat dy todan NSNN
kém ho so thanh toan giri Kho bac nha nuéc Ba Dinh noi giao dich dé rat kinh phi.
Céc dinh muc chi tiéu thuc hién theo quy dinh B VHTTDL giao va theo Quy ché chi
tiéu ndi bg cuia Trung tam.

- Dbi véi ngudn kinh phi khong thuong xuyén, Trung tam trién khaithyc hién
theo dung cac ndi dung da duogc phé duyét tai K& hoach thuc hién Chién lugc va Quy
hoach phat trién dién anh dén nam 2020, tm nhin dén nam 2030.

2.1.4. Pdc diém vé nguon nhan lec ciia Trung tam Ky thudt Dién dnh
Vé s6 ngudi lao dong ciia Trung tAm trong 3 nim gin day dugc thé hién bang

so liéu sau:

Tong so can b vién chire cua Trung tam cac nam

35 30 29
2 20 28
S 25
= 20 15
>
< 15 11 9
o 10
S 5
%
Nam 2021 Nam 2022 Nim 2023
Cén b, vién chirc 30 29 28
Hop dong thoi vu 15 11 9

Biéu @6 2.2: Co ciu lao dong ciia Trung tim Ky thuit Dién danh
(Nguon: Trung tim KTPA)
Tur s lidu trén, ta thdy rang s6 luong lao dong hang nim cua Trung tim giam

dan so vdi cac nam trude.
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Phan bd d6 tudi lao dong ctia Trung tAm

50
45

40
15

0 35
;§. 15
2 30 15
3
2 20 10 5
Q-
A 15
15
5 13
Nam 2021 Nam 2022 Nam 2023
Trén 45 15 15 15
Tur 30-45 12 10 9
Duéi 30 18 15 13

Biéu d6 2.3: Co ciu lao dong theo dd tudi ciia Trung tim
(Nguon: Trung tim KTPA)

Biéu d6 2.3 mé ta co cdu lao dong theo d6 tudi cua Trung tim. Gan day nhat 13
nam 2023, Trung tdm c6 tong s6 13 lao dong dudi 30 tudi, chiém 35%; 9 lao dong
trong khoang 30-45 tudi, chiém 24,3%; va 15 lao dong trén 45 tudi, chiém 40,5%.
Trung tim c6 s lao dong dan trai kha 1a déu nhau ¢ timg do tudi lao dong.

2.2. Thue trang vé cong tac dao tao vién chirc, nguoi lao dong tai Trung
tam Ky thuat Dién anh

2.2.1. Xdc dinh nhu ciu dao tao

Vién chirc, ngudi lao dong ctia nganh vin hoa 1a ngudn luc quan trong, c6 mbi
lién hé rat chat ch& va khong thé thiéu ddi voi cac thanh phan khac cua hé thong vin
hoa, la yéu td chinh bao dam hiéu qua va chat lugng dich vu van hoa, c6 vai tro anh
huong quyét dinh t6i viéc thyc hién nhiém vu. La don vi sy nghi€p cia B VHTTDL,
Trung tam K¥ thuat Dién anh xac dinh vai tro, nhi€ém vy cua minh ngay cang 16n, can
chu trong, nang cao vé moi mit trong cong tac dao tao.

Déng thoi viéc xac dinh nhu cau dao tao la yéu td dau tién, quan trong anh
huong tryc tiép dén Trung tdm, nén cin cr vao yéu ciu ciua Ban Giam ddc, cua
Trudng céc don vi li€n quan va nhu cau thuc tidn dé xem xét cac kha nang, trinh do,
hi€u qua cong viéc... cua ngudi lao dong ma dua ra ké hoach dao tao. Cac nhu cau

thuc tién co6 thé xay ra nhu:
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- Ap dung khoa hoc k¥ thuat méi vao cong viéc.

- Phan cong nhi¢m vu mdi cho nguoi lao dong.

- Nguoi lao dong chua dap tng t6t cong viée duge giao.

- Thay ddi vi tri viéc 1am ctia nguoi lao dong.

- Phan cong cong viéc mai cho nguoi lao dong...

Khi Trung tim c¢6 nhu cau dao tao, cac phong/xudng lién quan 1én ké hoach dao
tao trong nam theo mau & phu luc, véi truong hop dot xuat thi c6 vin ban gui vé
phong HCTH dé téng hop. Can ctr vao ké hoach dao tao cua Trung tam va vi tri vi¢c
lam, dé xem xét ting truong hop, néu chua pht hop thi sé huéng din dé diéu chinh,
con néu du cac diéu kién thi trinh Ban Gidam dbc xem xét va phé duyét. Vi truong
hop dao tao dot xuat thi phong HCTH cung Ban Giam ddc thim dinh va thyc hién cac
thu tuc theo quy dinh da ban hanh.

Trong budc dé xuat nay, viéc xac dinh dia diém dao tao anh hudng t6i kinh phi
clia ca qué trinh ddo tao. Tuy thudc vao yéu cau ma dia diém dao tao c6 thé & Trung
tam hoac ¢ bén ngoai Trung tam.

Pbi vai hinh thire ddo tao, tai Trung tim c6 nhiéu phuong an lya chon tuy thudc
vao d6i tuong dao tao, vi du nhu Trung tam tu dao tao nhiing lao dong moi tuyén, lua
chon nhimg can bd c¢6 kinh nghiém va trinh d6 dé kém cip hudéng din ngudi moi.
Ngoai ra, Trung tdm con td chirc cac khoa hoc lién két voi nhitng don vi ngoai dé ning
cao trinh do nghiép vu cho can bg nhan vién, déng thoi con cho mét sb can bod Trung
tam di hoc Ién bac cao hon nira (PH tai chuc, thac sy, tién s9).

Nhiing doi tuong duoc cu di dao tao thuong duoc xac dinh va cod ké hoach tir
dau nam hoic trong ké hoach phat trién ngudn nhan luc ctia Trung tim. Bang dit liéu
dudi day trinh bay vé nhimg vi tri duoc dao tao trong 3 nim vira qua.

Bang 2.3: Nhirng vi tri dwgc dao tao giai doan 2021-2023

TT Vi tri dwogc dao tao S6 lwong

1 | Vi tri ch chét (Ban giam déc) 3

Vi tri quan ly 7

Can bo cl 10

2
3 Cén bo chuyén mon 25
4
5

Nhan vién mébi 2
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(Nguon: Trung tim KTPA)

Déi véi nhitng giang vién tham gia qua trinh dao tao thi Trung tim s& cin cir
vao hd so ning lyc duge giang vién cung cap, két hop voi cac yéu té khac nhu kinh
phi chi tra cho gidng vién, thoi gian dao tao, vi tri ddo tao gido trinh cung cip... dé c6
su lra chon phu hop nhat.

2.2.2. Xay dung ké hoach dao tao

K& hoach dao tao duogc Trung tam xay dung bam sat muc tiéu da dinh va dya
trén két qua téng hop xac dinh nhu cau dao tao ma cac phong/xudng du kién. Noi cach
khéc, bang téng hop nhu cau dao tao dugc xem la ban dy thao ké hoach. Sau do, Trung
tam t0 chirc hop véi cac bén lién quan (Phong HCTH 1a dau mdi) dé xac dinh lai ké
hoach trudc khi lam to trinh, trinh cap trén phé duyét. Ban ké hoach dao tao dua ra
nhiing con s6 chi tiét, cu thé vé sb 16p dao tao; sb lugng hoc vién; thoi gian dao tao va
du tru kinh phi dao tao.

Nhu vay, ké hoach dao tao duoc xay dung kha chu quan do dya hoan toan vao
thong tin ma cung cap, khong thong qua diéu tra khao sat thyc té. Bén canh d6, cudc
hop cua cac bén lién quan dé xac dinh ké hoach chinh thirc lam thay d6i rat nhiéu ban
ké hoach dy thao hay chinh 1a ban tong hop nhu cdu cia ting phong/xudng. Nguyén
nhan 13 vi ngudn kinh phi dao tao ctia Trung tim do Ngéan sach phan bo tir ngudn kinh
phi danh cho dao tao, bdi dudng ciia toan Trung tdm nén kha han ché. Nhiéu khi ké
hoach phai thu hep, dua trén kinh phi dugc phan bo, vi thé noi dung dao tao bi han
ché, chi lya chon dao tao noi dung nao can thiét nhat. Va dé ké hoach c6 tinh kha thi
phai xay dung dya trén tiém luc thue su cla Trung tam bao g@)m céc khia canh vé co
sO vat chat, doi ngii giang vién... Chinh vi vay, ké hoach cua Trung tdm thudng bi
dong va chua phan anh dugc thuc té nhu cau dao tao ma chi c6 thé thoa mén phﬁn nao
nhu ciu dao tao.

Mit khac, ké hoach dao tao ctia Trung tim thudng cham duoc cap trén phé
duyét, théng thuong ké hoach duoc phé duyét vao quy II hang nim. Nguyén nhan co
thé do can thoi gian dé can ddi quy phan bd cho hoat dong dao tao, bdi dudng. Tuy
nhién, sy cham tré ndy anh hudong khong nho dén hoat dong dao tao ciia Trung tAm tir

khau chuan bi dén khau t6 chirc thuc hién.
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2.2.3. Té chikc thuwe hién ké hoach dao tao boi duing

K& hoach dao tao duoc phé duyét cho biét cac khoa dao tao trong nam Trung
tam can thuc hién. V&i mdi khéa dao tao, Trung tam td chirc thuc hién theo quy trinh
gdm cac bude: xac dinh myc tiéu, dbi twong cho timg khoa hoc; xay dung ndi dung,
phan bd thoi gian cho timg ndi dung dao tao; lva chon giang vién; xac dinh thoi gian,
dia diém dao tao; t6 chic quan 1y 16p va danh gia két qua dao tao cua timg 16p. Quy
trinh cu thé nhu sau:

2.2.3.1. Xac dinh muc tiéu dao tao

Pao tao can bd van hda 1a mot chinh sich Bo VHTTDL d3 dé ra. Pao tao 1a
mot qué trinh khong thé thiéu cho su ton tai phat trién ctia mot t6 chirc néi chung, cho
ca nhan nguoi lao dong trong t6 chirc noi riéng. Ciing vi 18 d6, hang nim Trung tim
K§ thuat Pién anh ludn co cac 16p tap hudn k¥ ning cho vién chirc, ngudi lao dong cia
Trung tdm. Trung tim ludén xem d6 13 nhu cau thiét yéu va gép phan tao nén uy tin,
thuong hi¢u manh.

Ké tir khi di vao hoat dong, qua nhiéu giai doan phat trién khic nhau, Trung
tam c6 nhimng thay doi vé quy md, trinh d6 ngudn nhan lyc. Nhimg nim gan day, sb
luong can bo vién chire khong thay d6i nhiéu. Mic du Trung tAm da c6 nhitng cd ging
trong viéc tuyén dung can by chuyén gia c6 trinh d¢ vao nhung dac thu co ché, dé an
vé vi tri viée 1am va ché do dai ngd nén sb lugng cén bd vién chuc giam dan. Tuy
nhién, cic can bo vién chic ciia Trung tAm van chu dong hoc tip nang cao trinh do
nén s& dan bu dap duoc nhitng thiéu hut hién tai.

Vé co cau chic danh, nhimg vi tri quan 1y chii chdt déu co trinh do dao tao tir
bac PH trd 1én. Nhitng vi tri 1anh dao phong/xuong ciing déu duoc bod sung can bd co

trinh do.
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Phan bé vé trinh dd dao tao cla cdn bd vién chirc Trung tdm

20 19
6 15
%n 14 12
o
5 12 s 10
3 10 8 8 8
8
6
3 3 3 3
4 2
2
0
Sau BH PH TC-Cb 12/12 10/10
Nam 2021 3 19 8 12 3
Nim 2022 3 17 8 9 3
Nim 2023 2 15 8 10 2

Biéu d6 2.4: Co ciu lao dong theo trinh dd
(Nguon: Trung tim KTDA)

Tir dit liéu ¢ hinh 2.4, ¢6 thé thay s6 lao dong c6 trinh d6 Cao dang, trung cap
va pho thong chiém khoang 50% trong tong sb lao dong cuia Trung tim trong nhiing
nam gan day. Nén nhu ciu vé dao tao ngudn nhan luc 1a cuc ky can thiét.

Ngoai ra, trinh d§ ngoai nglr cua Trung tdm khong nhiéu, chi mot sd it can bd
vién chirc thanh thao ngon ngir tiéng Anh. Con trinh d6 tin hoc thi da sé can bo vién
chtre sir dung t6t nhitng k¥ niang vin phong co ban phuc vu cho cong viéc, con vdi cac
can bd ky thuat thi thanh thao nhimg phan mém riéng phuc vu cho cong viéc. Nhin
chung thi co cAu ngudn nhan luc cta Trung tAm con phai bd sung thém mot sd vi tri co
trinh d§ cao. La don vi sy nghi¢p cong lap, linh vuc dac thu nén viéc thu hut nguén
nhan luc ¢6 trinh d6 thuc su kho khan.

La mdt trung tdm vé ky thuat dién anh cia B VHTTDL, nén muc ti€u cho
cong tac dao tao ctia Trung tAm ngoai nhitng yéu ciu chung, con ¢ nhiing yéu cau cu
thé dbi véi tung vi tri viée lam cu thé. Nhiing nhu cau dao tao d6 bao g@)m:

- Pio tao vé trinh d6 1y ludn chinh trji cho cap 1anh dao va nhiing vi tri duge quy
hoach 1anh dao phong ban.

- Pio tao vé bang cap chuyén moén cho nhiing c4 nhan dang lam viéc tai Trung

tam. Bao gom nhiéu chuyén mon nhu ké toan, quan tri, chuyén mon vé ky thuat di¢n
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anh... DBap ung vé su phat trién nhén luc, phuc vu cho cac hoat dong san xuét, kinh
doanh cua Trung tam.

- Pao tao vé chimg chi tin hoc, ngoai ngit dap tng nhu cau chuan ho4 trinh do
vién chirc dé co thé 1am viéc va giao tiép vai thé gidi.

- Pao tao nham nang cao kién thic vé quan 1y, nang cao chuyén mén dé dap
ung dugc sy thay ddi cua x3 hoi va khoa hoc ky thuat.

- Pdo tao vé k¥ ning dé bo sung, trau doi nhimg k¥ ning lién quan téi cong
viéc. Ap dung vao cong vi¢c hién tai dé nang cao hiéu qua lam viéc.

Nhu vay co thé théiy nhu cau dao tao vé nhan luc hién nay cua Trung tam la
nhiéu, v&i cac ndi dung can dao tao khac nhau.

2.2.3.2. Xac dinh doi twong dao tao

Trung tdm can c vao ké hoach dao tao va muc tiéu, nhu cau cta tung khoa hoc
cu thé dé lua chon ddi tuong dao tao phu hop. Theo Quyét dinh vé viéc ban hanh
Khung chuong trinh ddo tao, bdi dudng nghiép vu va Tai liéu giang day nghiép vu cho
cac nhom vién chire thi cac nhém dbi tugng dao tao cta Trung tim duoc xac dinh nhu
sau:

- Nhém VC méi vao nganh gdm cac d6i tuong 1a VC méi duoc tuyén dung vao
lam viéc trong Trung tdm, VC tir cac nganh khac chuyén sang chua qua dao tao, boi
dudng theo tiéu chuan Trung tam.

- Nhém VC da cé thoi gian cong tac tir hai ndm tré 1én gdm cac vién chirc da
qua dao tao vién chirc mai vao nganh hoac c6 thoi gian 1am vi¢e nhung chua qua dao
tao chuyén sau vé nghiép vu chuyén mon.

- Nhém VC lam céng tac lanh dao, quan Iy gdbm VC lam viéc tai cac vi tri lanh
dao nam trong quy hoach ngudn.

Truée khi dé an duogc phé duyét, doi tuong dao tao cua Trung tdm chua dugc
xac dinh r&6 ma chi dugc lwa chon sau khi phat sinh nhu ciu thuc tién vé dao tao.
Chéng han, khi xuét hién cac ndi dung nghi¢p vu can bd sung, cap nhat maoi xuét hién
doi tuong dao tao. Do vay, cac doi tuong duoc triéu tdp thuong khong biét trude ké
hoach din dén bi dong trong qua trinh day va hoc. Bén canh d6, viéc triéu tap hoc vién
dugc Trung tim thuc hién bang cach giri thong bao dén cac phong/xudng cin ¢t vao
ndi dung t chirc 16p hoc dé ctr VC ciia minh tham gia. Piéu nay khong tranh khoi viéc

doi tuong dugc cu di khong phu hop hodc mét doi tuong dugc cu di cho tAt ca cac
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khoa hoc. Nguyén nhan 1a do nhan thirc chu quan: luan phién ctr ngudi chua dugce di
dao tao tham gia hodc ctr nguoi ddm nhiém it trach nhiém di hoc... Vi viéc xac dinh
1d cac nhom ddi twong dao tao néu trén gdp phan giai quyét bat cap vé sai ddi tuong,
chdng chéo ddi trong, qua d6 hiéu qua cta cong tac dao tao dugc ning cao. Trong qué
trinh thyuc hién, Trung tdm cin chu trong viéc cu thé hoa cac ddi tugng nham tranh gay
nham 1an cho cac don vi quan 1y VC.

Bang 2.4: Cac budc thue hién quy trinh va doi twong
dao tao ctia Trung tim

Budc Nguwoi thue hién Cac budc dao tao Poi twong, diu ra
1 Ban Giam dbc, - X4c dinh nhu ciu dao | Danh sach can bd TT
Trudng cac don viva | tao, doi tuong dao tao; | dugc cur di dao tao
Phong HCTH - Lén ké hoach va
phuong phap dao tao;
2 Phong HCTH va T chirc dao tao Chuong trinh hoc theo ké
Trudng cac don vi hoach
3 Ban Giam dbc, Danh gia két qua cua Can bd duoc cur di hoc,
Trudng cac don vi chuong trinh dao tao giang vién giang day
4 Phong HCTH Céc cong vi¢e khac Hoc phi, chi phi lién
lién quan quan

(Nguon: Trung tim KTDA)
2.2.3.3. Xdy dung noi dung va phwong phap dao tao

* Xay dung ni dung dao tao:

Duya trén ké hoach dao tao ctia Trung tim va cua timg don vi, trén co s& cac vi
tri quy hoach dugc Trung tim phé duyét thi cac 1anh dao don vi phong ban phdi hop
v6i phong HCTH dé trao doi, xay dung ndi dung dao tao va tim kiém don vi dao tao
theo quy dinh.

Sau d6, phong HCTH sé& tong hop danh sach, xdy dung ké hoach va chuong
trinh ddo tao, kinh phi khoa hoc dé bao cio Ban giam ddc phé duyét. Tuy theo ndi
dung va tinh chit dao tao, can bd duoc ctr di dao tao phai ky két hop d@)ng dao tao, ky
ban cam két sau khi duoc dao tao véi Trung tim va luu tai phong HCTH dé lam can

cu va theo doi.
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Vi cac khod hoc ma cén bd Trung tam dugc cu di, nhirng ndi dung cu thé cua
chuong trinh dao tao, tai li€u hoc tap s€ dugc gui trudc khi khod hoc bat dau, diéu nay
gitip cho ngudi hoc ndm trude duoc nhitng ndi dung sé dugc hoc va c6 thém thoi gian
tim hiéu cc ndi dung nay dé nghién ctru sau hon.

Trung tAm cung trao di voi cac don vi ddo tao, giang vién giang day dé dua ra
luong kién thirc, k§ nidng phu hop véi trinh do ciia nguoi hoc. Phuong phéap dao tao
duoc thiét ké sao cho ngudi hoc co thé tiép thu mot cach chu dong, nhanh nhét co thé.
Piéu nay cho thdy Trung tdm ludn chi trong téi cong tac ddo tao, nang cao chat luong
vé trinh d6 chuyén mon nham dam bao nhiing san pham san xuét ra ciia Trung tim
luén dugc thi truong don nhan.

Ngudn kinh phi dao tao ngudn nhan luc chu yéu duoc 1ay tir ngudn kinh phi dao
tao cia Trung tdm. V&i nhiing khod hoc ma Trung tdm cir vién churc, nguoi lao dong
di thi Trung tdm s€ chi tra toan bd va tao diéu kién thoi gian cho nguodi hoc. Con voi
nhitng khod hoc ma can bg ty tic thi Trung tam tao diéu kién trong cong viéc va thoi
gian, con kinh phi s& do nguoi lao dong tu tra. Ngoai cac khoa hoc duoc Trung tam t6
chuc ra, thi nhitng khoé hoc tu dao tao ctiia can bd nhan vién Trung tdm cling cd rat
nhiéu nhu bang s liéu dudi day:

Bang 2.5: Cac khoa dao tao ty tic cia vién chire, nguwoi lao dong
trong giai doan 2021-2023

TT Khoa dao tao tu tic S6 lwong
1 | Tiénsy 1
2 Thac sy 6
3 Pai hoc 5
4 | Phan mém chuyén sau 15
5 K¥ thuat dung phim 5
6 | Ky thuat xu Iy &m thanh, hinh anh 6
7 | Ké toan 2
8 | Van thu luu tri 2
9 Pao dién 3
10 | Marketing trong dién anh 2
11 | Xt ly hdu truong 4
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(Nguon: Trung tim KTDA)

* Hinh thirc, phwong phap dao tao tai Trung tim:

Céc hinh thirc dao tao tai Trung tam.

- Pao tao ndi bd: Trung tam tur to chire dao tao, tap hudn dé nang cao cong tac
chuyén mon, k§ nang cho can by nhan vién cua Trung tdm. Véi hinh thirc nay, Trung
tdm cir nhitng can bd c6 trinh do chuyén mon cao, kinh nghiém nhiéu 1én trao doi
nhing k¥ ning v6i ngudi lao dong ¢ trinh d6 thap hon hodc nguoi lao dong méi dugce
tuyén dung.

- Dao tao ning cao bén ngoai: Trung tdm thué hoac cu nguoi lao dong tham
gia cac khoa hoc do cic don vi ngoai Trung tdm cung cap. Dia diém c6 thé tai Trung
tam hodc tai don vi dao tao cung cép. Vi dao tao bén ngoai, déi tuong duoc cur di chu
yéu 14 nhing can b can nang cao trinh d6 chuyén mon nghiép vu va trinh d6 quan ly
dé phuc vu cho cong viéc tuong lai.

- Pao tao hdi nhap: ddi voi nhimg lao dong méi duoc Trung tdm tuyén dung
hay ky hop dong lao dong thoi vy, thi khoa dao tao nay gitip nguoi lao dong nim dugc
nhitng quy dinh, quy ché dang thyc hién tai Trung tdm, tim hiéu vé lich sir hinh thanh
va phat trién cua Trung tam, co cAu to chirc, cac bién phéap vé an toan lao dong, ché do
phuc loi x3 hoi hay quy ché lvong thuéng ma Trung tim dang ap dung. ..

Bang 2.6: Mt s6 khoa dao tao ciia Trung tim giai doan 2021-2023

TT | NOi dung dao tao Thoi gian | Poi twong Pon vi trién khai
dao tao dao tao

1 | Str dung phan mém tu | Tir ngay can b ky | Cong ty AVT Vietnam
sira phuc hoi phim | 31/3/2021 | thudtnganh | Cong ty Filmpix Digital
bang kts diamant film | dén ngay dién anh | Services (India)
restoration v6 05/4/2021

2 | Téng quan qui trinh | Tir ngay canbo ky |Cong ty AVT Vietnam két
gia cong dién anh s6 | 14/12/2022- | thuat nganh | hop voi

19/12/2022 | dién anh | Cong ty Danmon Asia (VN),
Cong ty CMS (VN)

3 |bao tao nang cao| 06 ngay, can by k¥ | Cong ty AVT Vietnam,

cong ngh¢ hau ky lam | 03-07 thang | thudt nganh | Cong ty The Pixel Garden
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phim kts 7nam 2022 | diénanh | (VN),
Cong ty Blackmagic Vietnam,
Cong ty Marquise Technology
(Swiss)

Cong nghé s6 héa va | 06/2022 can by ky | Cong ty AVT Vietnam

phuc hdi phim dién thudt nganh | Cong ty Filmpix Digital

anh bang ky thuat sb dién anh | Services (India)

¢ do phan giai 4k

Tong quan va van| 08/2022 | canbdoky | Congty AVT Vietnam

hanh hé théng chiéu thuat nganh | Cong ty EV (VN)

phim dién anh kts dién anh

Tu sira, phuc hoi,| 20-30 can by k¥ | Cong ty AVT Vietnam

chinh mau so cép, thang 8 thudt nganh | Cong ty Filmpix Digital

chinh mau tht cdp | nam 2023 | diénanh | Services (India)

phim dién anh k¥

thuat s do phan giai

4k trén phan mém

diamant film

restoration suite v11

Dung phim di¢n anh 5/2023 can by k¥ | Cong ty AVT Vietnam

hau ky k¥ thuat s6 do thuat nganh | Cong ty Blackmagic (Asia)

phan giai 4k trén hé dién anh | Cong ty Blackmagic (VN)

thong davinci resolve

studio phién banl5

Ung dung xi ly am 7/2021 can bo k¥ | Cong ty AVT Vietnam

thanh fairlight trén thuat nganh | Cong ty Blackmagic VN

phin mém davinci dién anh | Cong ty Blackmagic (Asia)

resolve phién ban 16

Ung dung xir ly hiéu | 10/2022 can by k¥ | Cong ty AVT Vietnam

ung hinh anh fusion thuat nganh | Cong ty Blackmagic VN

trén  phan  mém dién anh | Cong ty Blackmagic (Asia)
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davinci resolve phién

ban 17

(Nguon: Trung tim KTDA)

Cac phwong phap dao tao tai Trung tim

- Pao tao truec tiép, tai chd: Véi hinh thirc nay, Trung tim tién hanh bang cach
kém cap, chi ddn nguoi lao dong, luan chuyén vi tri viéc 1am nham ting kha ning thich
nghi cong viéc va c¢6 do hiéu biét nhidu hon cho nguoi lao dong. Pdi twong cho hinh
thirc nay 1a nhiing nguoi lao dong méi tuyén dung, nguoi lao dong thay do6i sang vi tri
mai c6 chuyén mon tuong tu. Vi cach nay, Trung tam s€ giam chi phi dao tao méi va
nguoi lao dong ciing nhanh chéng nam dugc chitc niang nhiém vy ciia minh va thuc
hién tét cong viéc dugce giao.

- Pao tao bén ngoai: khi xa hoi cing cong nghé vé k¥ thuat dién anh phat trién,
Trung tam da ctr cac can by chuyén moén ky thudt cia minh di hoc nhiing 16p dao tao
dé nang cao chat luong chuyén mén nghiép vu, ting kha ning canh tranh véi bén
ngoai. Cung voi d6 1a moi nhitng chuyén gia dau nghanh trong linh vuc k¥ thuat s6, xi
Iy phan mém chuyén dung trong dién anh t6i giang day nham cép nhat cac kién thirc
moi.

- Pao tao online: Trung tdm ciing thuc hién cong tac dio tao online dé cung
cap nhitng kién thirc, ndi dung céng viéec mai cho ngudi lao dong ctia Trung tAm.

C6 thé thay, Trung tdm c6 nhiéu hinh thirc ddo tao vé nhan luc. Noi dung va
chuong trinh dao tao déu gin véi thyuc tién cong viéc ma Trung tdm dang thuc hién.
Chu yéu sir dung cac phwong phap dao tao kiéu truyén thong, két hop voi mot s hinh
thirc dao tao méi nhu dao tao online dé tiét kiém kinh phi va thoi gian.

2.2.3.4. Lya chon giang vién

Sau khi xac dinh duoc ndi dung khoa hoc véi nhiing chuyén dé cu thé, Trung
tam tién hanh lwya chon, bé tri giang vién. Tuong Gng véi chirc ning, nhiém vu cia
timg don vi, Trung tAm phan cong giang vién chiu trach nhiém vé timg mang noi dung
khoa hoc. Giang vién dugc phan cong co trach nhiém soan gido an, bai gidang phu hop
v6i ndi dung chuyén dé theo khung chuong trinh va tai liéu chung dugc ban hanh.

Tuy nhién, trén thuc té viéc lua chon giang vién hién gap rat nhiéu kho khan do
doi ngli gidng vién co trinh d6 va kinh nghiém cua Trung tdm con it, gidng vién co hiru

du kha niang dung 16p chi dap tng duoc 15%. S6 giang vién kiém chirc ndy c6 wu
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diém 14 nam chac chuyén mén nghiép vu, ¢6 tham nién va kinh nghiém cong tac, hicu
1d ndi dung bai giang thudc pham vi chuyén mén minh phu trach. Ngoai ra, d6i véi
can bo quan 1y nghi¢p vu thi cong viéc cia ho ¢ don vi 1a chinh nén d6i khi lich giang
tring v&i cong viée dot xuat ho s& cir nguoi khac di thay thé va hau hét nguoi thay thé
khong dap tmg duoc yéu cau dit ra tir d6 din dén mat on dinh vé chat lugng bai giang
cling nhu tao sy bi dong cho Trung tam khi b tri giang vién.

2.2.3.5. Xdc dinh thoi gian va dia diém dao tao

Buéc ké tiép cua tién trinh t6 chire thuc hién ké hoach dao tao 1a xac dinh thoi
gian va dia diém dao tao cho tung khoa hoc. Do déac thu hoat dong ctia Trung tam,
cong viéc cua mot bd phan 16n VC 1a cong viée thuong dién ra trong subt qué trinh
lam viéc... Vi vay, thoi gian dao tao thuong dugc Trung tdm chd trong t6 chiic vao
cubi tudn.

Viéc xac dinh dia diém dao tao 1a khau kha khé khin do Trung tdm chua dép
g duogc yéu cau vé co sé vat chat phuc vu cong tac giang day, hoc tap. Pé chuan bi
m¢ 16p, Trung tam lién hé thué dia diém t6 chirc dao tao, ky hop dong thué hdi truong,
thué noi an, nghi va cac dich vu phuc vu 16p hoc. Dia diém thué phai dam bao c6 du
phong hoc va phong nghi cho sb lugng hocvién du kién tham du cac khéa dao tao;
dam bao vé an ninh ciing nhu pht hop vé6i kinh phi chi cho cong tac to chirc 16p.

2.2.3.6. Té chirc va quan Iy 16p

Sau khi lga chon dugc nguoi lao dong tham gia cac chuong trinh dao tao, phé
duyét ké hoach dao tao ciing nhu kinh phi lién quan toi chuong trinh dao tao 1a budc
trién khai té chuc chuong trinh dao tao. Tuy thudc vao chuong trinh dao tao ndi bo
hay dao tao bén ngoai ma Trung tdm c6 cach thic thuc hién khac nhau. Véi dao tao
thué khoan don vi bén ngoai thuc hién thi Ban giam ddc ra quyét dinh ctr can bo nhan
vién tham gia chuong trinh dao tao theo ké hoach di duoc phé duyét. Pdi véi dao tao
ndi by, Ban giam ddc giao can bd phu trach dao tao thyc hi¢n nhitng cong viéc vé viéc
trién khai, to chic chuong trinh dao tao, & budc nay chu yéu tip trung vao viéc quan
ly, gdbm c6 nhiing cong viéc sau:

- Quan ly vé lich trinh dao tao. Ban Giam ddc va lanh dao phong ban ctia Trung
tam nhan thirc dugc sy quan trong clia viéc quan 1y thoi gian trong qua trinh trién khai
dao tao. Nén da giao cho cén by phu trach dao tao thiét 1ap, theo doi nguoi lao dong

trong qua trinh dao tao dé gitp chuong trinh dao tao dat dugc muc ti€u dé ra. Viéc
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quan 1y thoi gian ddo tao cua Trung tim ddi véi cac chuong trinh dao tao thuong 1a
lién mach, chi mot sb chuong trinh dao tao dai han ma ngudi lao dong xin di tu tic
m&i khong lién mach. Qua trinh duy tri lich trinh dao tao cho ngudi lao dong gdm cé:

+ Thoi gian, thoi khoa biéu cho cac hoat dong, qua trinh dao tao

+ Mtrc d9, tin suét cua lich dao tao

+ Thoi gian cia chuong trinh gidng day véi nguoi lao dong

+ Lich trinh hoc tap, lich theo ddi ngudi hoc cling nhu lich cap nhat tai li¢u

+ Lich kiém tra, do ludng ngudi hoc trong qua trinh dao tao

Qua trinh quan ly tién do dao tao thi cac thong tin ma can bo phu trach dao tao
ctia Trung tAm thuc hién gém c6: ngay hoan thanh chuong trinh dao tao, ddnh gia cia
giang vién va nguoi hoc khi tham gia chuwong trinh ddo tao va thoi gian két thic.
Nhiing thong tin nay s€ dugc can bo phu trach dao tao thu thap, Iuu trit va bdo cao
lanh dao.

- Pho bién vé muc tiéu dao tao. Do qué trinh thyc hién chuong trinh dao tao
gbm nhiéu bén cung tham gia va thuc hién nén Ban giam déc, 1anh dao phong ban va
can bo phu trach dao tao s& gui va phd bién cac thong tin nhu: muc tiéu tong thé va
muc tiéu cudi cing ma chuong trinh dao tao s& hudng téi, thong tin ctia ngudi hoc
(tom tat hodc déy du), lich trinh hoc tap, muc do can hoan thanh cta cac hoc phﬁn lién
quan. Ngoai ra, con cung cip vé tai liéu hoc tap, cac cong cu va phan mém can thiét
ctia chuwong trinh dao tao dugc trién khai, nhitng thong tin can thiét ma nguoi hoc phai
nam dugc gdm: ndi dung khod dio tao, chuong trinh giang day, hinh thire dénh gia két
qua hoc tap va cach tinh diém/ két qua kiém tra cudi khoa hoc.

- Chuan bi cho ngudi hoc khi tham gia vao chwong trinh dao tao. Trong cong
viéc nay, can bod phu trach dio tao s& chuan bi cho nhimg nguoi lao dong dugc cir di
hoc nhitng diéu kién can thiét dé tham gia qua trinh hoc tap. Nhiém vu ndy s& gom co
cung cip cho nguoi hoc can tim hiéu vé nhimg cong cu phuc vu qué trinh dio tao, guri
ban tém tat vé chuong trinh dao tao nhu dé cuong ciia chuong trinh dio tao ciing nhu
diém sd can phai dat dé dam bao yéu cau dé ra.

- Tai li¢u, tai nguyén phuc vu hoc tap. Nguoi phu trach dao tao sé€ 1a nguoi quan
1y nhitng tai liéu, tai nguyén dao tao nay. O trung tdm chia 1am hai dang tai liéu, tai
nguyén vé dao tao: thr nhat 13 quan 1y tai liéu, tai nguyén vé dao tao va ndi dung

chuong trinh dao tao, nhiing tai liéu nay duoc luu trir tai phong HCTH duéi dang van
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ban va s6 hoa. Thu hai 1a ngudn nhan Iyc bén ngoai va bén trong clia trung tim, voi
ngudn nhan lyc nay, trung tdm xéac dinh s& gin gifr, 1am viéc 1au dai dé dam bao cho
qua trinh hoat dong cac nhiém vu dugc giao mot cach dung dén, nhanh chong.

2.2.3.7. Panh gid két qua khéa hoc

Trong ndi dung nay, tuy thudc vao nhimg truong hop cu thé ma cé cac hanh
dong phu hop theo quy dinh. Vi du nhu néu nguoi lao dong khéng thuc hién ding
nhiing quy dinh, cam két di ky v6i Trung tim theo hop ddng ddo tao thi Trung tam s&
yéu cau nguoi lao dong boi hoan nhitng chi phi ban ddu ma Trung tim di bo ra dé
nguoi lao dong tham gia khoa dao tao nhur hoc phi, chi phi di lai an &... Con néu nguoi
lao dong hoan thanh khoa dao tao, Trung tdm s€ can cur vao hop d@)ng dao tao, cac thoa
thuan ban dau véi ngudi lao dong dé bé tri cong viéc, luong thuong dam bao quyén loi
cta nguoi lao dong.

2.2.4. Bdanh gid két qua dao tao vién chirc

Pdi véi mdi chuong trinh dao tao, sau khi két thiic khoa hoc, hoc vién s& duoc
don vi dao tao va Trung tdm danh gia bang s6 diém dua trén bao cdo hodc bai thi két
thuc khoa hoc. Can ¢t vao sd diém dat duogc, hoc vién duoc cép giéy chung nhan va
gidy chimg nhan nay s& dugc sao thanh 2 ban, trong d6 1 ban nop cho phong HCTH va
ban con lai ndp cho don vi quan 1y truc tiép ctia nguoi hoc. Pbi voi nguoi lao dong sau
khi két thic khoa hoc va duoc ching nhan két qua hoan thanh, sau 1 thang lam vi¢c s¢€
duoc Ban giam ddc va Lanh dao don vi danh gia dé xem xét hiéu qua cong viéc dugc
giao dé tir d6 c6 nhimng quyét dinh phu hop, vi du nhu: néu hiéu qua cong viéc duoc
nang 1én thi tiép tuc duy tri chuong trinh dao tao d6, c6 hudng phat trién cho nguoi lao
dong; néu hiéu qua cong viéc chua nhu ky vong thi xem xét Iy do va nguyén nhan tir
dau va dua ra bién phap khic phuyc...

Thang diém danh gia cho cic dang mon hoc thuong c6 nhiéu dang. C6 thé ké

dén nhu bang dudi day.
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Biang 2.7: Thang diém va xép loai cho cic dang, hinh thitc hoc

TT Thang diém Pié¢m s6 Danh gia
1 | Thap phan 9-10 Xuat sic
8-8,9 Gioi
7-7,9 Kha
5,5-6,9 Trung binh
<5,4 Khoéng dat
2 Nhi phan 1 Dat
0 Khong dat
3 | Thang 100 91-100 Xuat sic
81-90 Gioi
71-89 Kha
61-70 Trung binh
<60 Khong dat
4 Thang tin chi A+ Xuat sic
B+, A Gioi
B Kha
C, C+ Trung binh
D, F Khoéng dat

(Nguon: Trung tim KTDA)

Vi bang 6, c6 thé thay hinh thirc va thang diém danh gia ctia Trung tdm kha da

dang, phu hop v6i nhiing hinh thirc dao tao hién nay. Vi cac khoa dao tao ma Trung

tam thuc hién tr 2021 dén nay, toan bd can bd nhan vién duogc ctr di hoc déu dat yéu
cau, thanh tich hoc tap tur kha trd én.

Bang 2.8: Két qua danh gia sau dao tao tir 2021 dén 2023

Tong s6 dao tao | Két qua dat dwoc Ghi chu
47 47 Do Trung tim to chirc
51 51 Nguoi lao dong tu di, bao
céo két qua hoc tap

(Nguon: Trung tim KTDA)
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Pé danh gia vé hiéu qua ctia cac khod hoc ma Trung tim t6 chirc cling nhu ngudi
lao dong tu thc, tac gia da tién hanh hoi khao sat 30/37 can bo trong Trung tim. Céc
d@r 1i€u & nhitng bang khao sat dudi day do tac gia thyc hién. Trong khao sat nay, cé 5
muc do danh gia voi:

Mirc 5: Rat khong dong ¥

Mirc 4: Khong dong ¥

Mirc 3: Khong y kién

Mirc 2: Dong ¥

Mirc 1: Rat dong y

Béang 2.9: Panh gia hiéu qua khoa hoc cia can b
Trung tim Ky thuit Di¢n dnh

(Don vi tinh: nguoi)

TT Noi dung danh gia Muc | Muc | Muc | Mac | Muc
1 2 3 4 5
1 bép ung dugc mong doi va nhu cau hoc 15 4 6 4 1

tap cua toi.

2 | Thong tin dugc trinh bay & mac dd hoc | 13 5 5 5 2
tap thich hgp cho giai doan nay trong

su nghiép cua toi.

3 | Thiét ké chuong trinh hiéu qua. 11 4 6 7 2

4 | Khoa hoc gitp t6i ting cuong két ndi | 18 5 5 1 1

v6i cac dong nghiép.

5 | Té6i da hoc duoc cac ky nang va ly | 20 7 1 1 1
thuyét s& gitip t6i co chién luge va hiéu

qua hon trong cong viéc.

6 | Khéa hoc di cung cip cho toi nhimg y | 16 9 4 0 1

tuong va nguon luc mai.

7 | Téi mudn gi6i thiéu chuong trinh nay | 14 8 3 3 2

cho cac dong nghi¢p mai.

8 Thoi lugng cua khoa hoc vira du 22 5 3 0 0
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Bang 2.9 cho thiy tat ca cac cau hoi thi hau hét déu dat hiéu qua, tuy nhién van
c6 nhitng ndi dung cho thay can phai can nhic va xét xét khi tong sé dong y va rat
ddng y chua vuot qua 70% (20/30 nguoi duoc khao sat va tra 1oi) nhu cau 1, cdu 2 va
cdu 3. Trong khi ddy lai 14 3 ndi dung quan trong trong viéc dio tao ngudn nhan luc.

Cung véi do, tac gia da khao sat vé muc tiéu khod hoc, co s& vat chat, giang
vién va duoc két qua theo cac bang sb liéu dudi day.

Bang 2.10: Két qua khao sat vé danh gia muc tiéu ciia khoa hoc

(Don vi tinh: nguoi)

TT Noi dung danh gia Muc | Muc | Muc | Mac | Muc
1 2 3 4 5

1 | Muyc tiéu khod hoc phu hop véi ddi| 15 6 4 5 0
tugng tham gia khoé hoc

2 | NOi dung khod hoc dam bao véi muc 16 6 3 4 1
tiéu nguoi hoc dang mong mudn

3 | Khoa hoc gilip nang cao kién thirc 20 5 5 0 0

4 | Khoa hoc giup phat trién k§ niang nghé | 19 8 3 0 0

nghiép t6t hon trudc day

5 | Khod hoc giip nguoi hoc st dung luon | 22 6 1 1 0

kién thirc vao cong viéc hién tai

Bang 2.11: Khio sat danh gia vé co sé vt chit clia khoa hoc

(Don vi tinh: nguoi)

TT Noi dung danh gia Muc | Muc | Muc | Mac | Muc
1 2 3 4 5

1 Dia diém, vi tri phong hoc tbt 14 5 4 5 2

2 | Trang thiét bi phuc vu giang day day | 16 5 3 5 1

du, dugc st dung trong qua trinh hoc

3 | Céc tai liéu giang day phu hop voi ndi | 22 6 2 0 0

dung dugc giang day
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4 | Céc thiét bi phu tro (diéu hoa, quat, nha | 26 4 0 0 0
we...) tot
Biang 2.12: Panh gia vé giang vién trong qua trinh dio tao cic khoa hoc
(Don vi tinh: nguoi)
TT Noi dung danh gia Muc | Muc | Muc | Muac | Muc
1 2 3 4 5
1 | Noi dung giang vién trinh bay day du | 26 2 1 0 0
theo gido trinh
2 | Giang vién c6 ky nang su pham, c6 | 17 2 7 4 0
kién thirc nghé nghiép tbt
3 | Giang vién st dung thoi gian giang day | 15 4 4 6 1
c6 hi€u qua
4 | Giang vién tao moi truong hoc tap binh | 18 6 3 3 0
dang, doan két hoc vién
5 | Phuong phap giang day phu hop voi| 14 7 6 3 0
chu dé duoc dao tao
6 | Két hop tot giira 1y thuyét va thyc hanh | 21 4 5 0 0
Bang 2.13: Két qua ma nguoi hoc nhan dwoc sau khi két thic khoa hoc
(Don vi tinh: nguoti)
TT | Két qua nhin dwoc sau khi tham gia | Mirc | Mirc | Mirc | Mirc | Mirc
khoa hoc 1 2 3 4 5
1 | Pat duoc mot s6 kién thirc dé co thé ap | 15 6 4 4 1
dung vao cong vi¢c hién tai
2 | C6 duoc kién thoc méi dé tng dung | 16 5 8 1 0
vao cong viéc tuong lai
3 | Khoa hoc gitup lam viéc hi¢u qua hon 20 4 6 0 0
4 | Kién thirc cua khoa hoc chua thoa man 2 0 6 8 14

yéu cau cua nguoi hoc
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5 | Lam thay doi nhan thirc di v6i mot s6 | 17 6 4 3 0

linh vuc dang quan tam

Vi céac bang sb liéu khéo sat trén, c6 thé théy cac khoa hoc ma Trung tam thuc
hién phan nao d6 dap umg duoc nhu ciu cia can bd nhan vién trong Trung tim, mic
di van c6 mot sd y kién chua dong ¥ hoidc chua thoa man vé kién thic nhung nhin
chung 13 d3 dat duoc két qua kha quan.

Sau khi xac dinh dugc muc tiéu, d6i tuong dao tao, xay dung ndi dung dao tao,
lga chon giang vién va bd tri thoi gian, dia diém dao tao can tién hanh to chirc thuc
hién va quan 1y 16p. Pay 1a budc cong viéc quan trong cta cic co sd dao tao. Co thé
n6i day 1a khau cu thé hoa tit ca cac budc trudc do, 1a khau to chirc thyc hién cac ¥
tuong cua muc ti€u dao tao.

Noi dung t6 chire thuc hién va quan 1y 16p 14 nhitng cong viéc cu thé nham dat
duogc hiéu qua trong qua trinh dio tao, d6 1a: t6 chirc don tiép hoc vién, thué dia diém;
t6 chuc quan ly hoc vién; td chirc giang day, thi cu...

Toan by nhitng ndi dung trudc d6 da xac dinh ra cé dugc hi¢n thyc hoa
haykhong 1a nho qua trinh td chure thue hién c6 duge sudn sé, dat yéu ciu hay khong.

2.3. Panh gia vé cong tac dao tao nhan lwe cia Trung tim Ky thuit Pién
anh

2.3.1. Nhitng két qua dat dwoc trong dao tao tai Trung tim

2.3.1.1. Hinh thirc dao tao nhan luc

Trung tam K§ thudt Pi¢n anh c6 nhiing hinh thtrc dao tao da dang, phu hop véi
nhirng d6i tugng dugc Trung tim cir di hoc tap. Trung tdm c6 2 ddi trong dugc dao
tao chinh 1a dao tao cho ngudi moi va dao tao cho nguoi cli dang lam viéc tai Trung
tAm va c6 k¥ nang can thiét co ban.

Vi doi ngli nhan vién moi, Trung tdm st dung phuong phap dao tao hdi nhép la
chinh, do nhitng nhan vién nay 1an dau di 1am tai Trung tim, chua c6 du ky ning va
kinh nghiém. Muc dich dao tao 14 bd sung thém kién thirc, k¥ ning 1am viéc dé nhiing
nhan vién nay c6 thém kién thtrc, k§ ning dép ung dugc yéu cau vé vi tri viée 1am
dugc Trung tdm phan cong.

V61 nhitng nhan vién cii, nguoi c6 tham nién cong tac, c6 du ky nang va trinh do

thi Trung tam dao tao boi dudng, dao tao dinh ky va chuyén loai cong viéc. Muc dich
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chinh 13 gitip nhan vién nang cao trinh d¢, theo kip su tién bd cua khoa hoc ky thuat,
su d6i méi cua nganh di¢n anh hodc thay ddi vi tri viéc lam. V&i cach thic dao tao
nay, ngudi lao dong s& co thém nhitng kinh nghiém, kién thirc moi dap tng duoc cong
viéc méi tdt nhat c6 thé.

2.3.1.2. Phuong phap dao tao nhan luc tai trung tam

Trong nhitng ndm vira qua, Trung tdm da str dung 4 phuong phap dao tao gdm: dao
tao online, dao tao truc tiép, dao tao bén ngoai, dao tao tai chd. Trung tAm linh hoat
trong viéc s dung nhiing hinh thuc dao tao dé tao diéu kién thuén loi cho nguoi lao
dong co6 thoi gian tham gia hoc tap, d& dang tiép thu kién thic va k§ ning cta cac khoa
hoc, st dung kién thic nhan duogc ap dung vao cong viéc tai Trung tam.

Véi phuong phap dao tao truc tiép, moi giang dao tao tai chd, dao tao online da
gitip Trung tim tiét kiém kha nhiéu chi phi nhu tién di lai cua giang vién, cia nguoi
hoc, dia diém hoc, thoi gian hoc linh hoat...

Vi dao tao truc tiép, can b c6 kinh nghiém s& kém cap truc tiép nguoi moi trong
cong viéc. HJ tro, chi bao timg quy dinh, quy trinh ctia cong viéc can phai thyc hién.
Vi cach nay, hi¢u qua dem lai mot cach nhanh chong va thuan loi cho ca 2 phia.
Giang vién sé 1a can bo cua Trung tim, dia diém tai chinh Trung tdm trong khi cong
viéc van duoc thuc hién ma khong phai tam dirng chd ngudi méi thanh thao cong viéc.

Khi sir dung cach thic dao tao online, dao tao moi gidng tai chd 1a nhing cong
viéc ma Trung tam mudn toan bo hoidc da sb can bd nhan vién trong Trung tdm c6 mat
va biét dugc nhiing thong tin méi. Véi hinh thire nay, Trung tim moi cac chuyén gia
bén ngoai dén Trung tAm, chia sé va dbi thoai voi can bd nhan vién nham trao doi kién
thirc, kinh nghiém trong cong viéc va nhitng hoat dong ngoai khod khac. Phuong phap
nay giup Trung tdm tao dugc mdi trudong than thién, tao diéu kién dé can bod trong
Trung tAm gap g& nhau, phdi hop dé lam viéc c¢6 hiéu qua. C6 nhimng van dé kho khin
s& duoc giai dap trong thoi gian dao tao nay, ngoai ra con tiét kiém chi phi va thoi gian
cho Trung tdm mot cach dang ke.

Ngoai ra, c6 mdt sb cong viéc vé dao tao can phai hoc hoi tir bén ngoai thi Trung
tAm ctr can bd nhan vién tham gia cac 16p ddo tao ngoai nham nang cao hon nira trinh
d6 va k¥ niang cong viéc. Nhitng nhan vién dugc ctr di ndy chu yéu 1a can bd c6 trinh
d6 chuyén mén viing vang, c6 kha nang phat trién cao hon va dugc cir di dé hoc hoi va

truyén dat lai cho can b khac. Pay ciing 1a phuong phap dao tao gitip tiét kiém chi phi
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nhung d6 hiéu qua van cao boi TT chi phai bé chi phi cho sd it ngudi tham gia dao tao
ma van dam bao sd can bo nhan vién duoc tiép nhan c4i m&i nhiéu hon s nguoi dugc
ctr di. Va day ciing 1a cach sap xép toi uu vé thoi gian cho ngudi lao dong trong cong
viéc.

2.3.1.3. Cong tac lap ké hoach dao tao nguén nhan lyc tai trung tam

Duéi sy quan tam, chi dao ctia Ban giam ddc va hd tro cta cac don vi phong ban
lién quan, phong HCTH lap ké hoach dao tao mét cach nhanh chong, ké hoach 1o rang
va chi tiét vé ndi dung. Can bd phuy trach dao tao va phong HCTH di hoan thanh cac
ndi dung trong ké hoach dao tao ma Ban giam ddc da dé ra tir dau nam, gém: xac dinh
muc tiéu va nhu cau dao tao hang nam cua Trung tam, doi tuong duoc cu di dao tao,
thoi gian va kinh phi dao tao cho tung ndi dung. Trung tdm da chu dong trong viéc lén
chuong trinh dao tao trudc khi tién hanh dao tao, c6 sy tham gia gop ¥ ciia can bod
chuyén mon va chuyén gia tur cac truong dai hoc, vién nghién ctru lién quan. Can bo
lanh dao cac phong ban ludn theo ddi tinh hinh thyc té ciia don vi minh dé dua ra
nhiing yéu cau, dé xuat nhu cau dao tao 1én Ban giam ddc.

2.3.1.4. Cong tac thuc hién qua trinh dao tao tai trung tam

Trung tdm thyc hién theo 4 budc trong quy dinh, quy trinh ddo tao di ban hanh: dé
xuét va 1én ké hoach dao tao, t6 chirc cong tac dao tao, danh gia vé két qua dao tao,
cac cong viéc khac lién quan.

Cong tac xay dung vé ndi dung chuong trinh dao tao gin lién véi nhiém vy, cong
viéc thyc té ctia can bo nhan vién trong Trung tAm gitup cho can bo nhan vién dé dang
tiép thu kién thire, k¥ nang 1am viéc va khoa dao tao dat hiéu qua cao.

bac thu 1a don vi c6 phong HCTH thuc hién nhiéu cong viéc cua mot don vi sy
nghiép hanh chinh, s6 lugng vién chirc, ngudi lao dong khong nhiéu nén ¢ nhiéu viée
s& chi do 1 c4 nhan thuc hién, nén doi khi con thiéu sét hay boé qua budc trong qua
trinh dao tao. Mic du vay, Trung tdm van linh hoat trong qua trinh lya chon phuong
phap dao tao, phu hop véi tung doi tuong dugc cur di dao tao, dap ung duoc ké hoach
phat trién ctia Trung tdm va tinh hinh san xut kinh doanh ting giai doan di dé ra.

Vi cac khoé dao tao bén ngoai, Trung tdm lya chon nhitng don vi trién khai cung
c6 uy tin, moi giang vién co trinh do cao, 1a chuyén gia trong nganh dé truyén dat va
huéng dan cho hoc vién. Vé&i khoa dao tao tai chd, sir dung can bo c6 kinh nghiém vé

chuyén mén va thuc tién dé day, vira tiét kiém thoi gian va kinh phi. Do d6, cong tac



61

dao tao tai Trung tdm di dap ung duoc nhu cdu vé ngudn nhan lyc trong qua trinh san
xudt, kinh doanh trong thoi diém canh tranh git gao nhu hién nay.

2.3.2. Han ché vé cong tic dao tao hién nay ciia trung tim

2.3.2.1. Han ché vé hinh thirc va phwong phdp dao tao nguén nhan lyc

Mic du 4p dung da dang vé hinh thirc ddo tao, tuy nhién véi hinh thire dio tao cho
nhéan vién méi, Trung tAm van ap dung cach thirc dao tao chung 13 cir can bo gidm sat
truc tiép va hudng dan tai chd cic cong viéc ma nhan vién méi duoc giao, chua phan
loai nhiting nhan vién mdéi nay chua c6 hay da co6 kinh nghiém chuyén mon. Boi lac
tuyén nguodi méi, c6 nhimg ngudi méi tot nghiép, c6 nguoi da di 1am & noi khac hoic
c6 trinh do chuyén mén co ban vé linh vuc, cong viéc ma Trung tim dang tuyén dung.
Do d6, viéc thiét ké khoa hoc, ndi dung ciing nhu phuong phap ddo tao sé& kho khin
hon. Ngoai ra, ddc thu ctia cong viée 12 chuyén mon sau vé linh vuc k¥ thuat dién anh
nén viéc tim kiém can bo chuyén gia bén ngoai rat kho, néu ¢ tim kiém dugc thi chi
phi moi va cac didu kién mé 16p s& cao hon thong thuong nén hinh thire mo 16p boi
dudng vé k¥ nang va chuyén mén sé it hon so véi cac hinh thirc ddo tao con lai.

Véi phuong phép dao tao ngudn nhén luc, tuy theo dbi tugng va chuong trinh dao
tao, Trung tAm s& lya chon phuong phap dio tao phu hop véi tinh hinh thuc té tai thoi
diém d6 dé giup tiét kiém chi phi, giup can bo dugc cir di hoc c6 thé tiép nhan kién
thuc tdt nhat. Mdi phuong phap dao tao c6 uu nhuoc diém riéng. Dao tao truc tiép,
moi giang va dao tao online gitp Trung tam tiét kiém kha nhiéu chi phi cho ngudi hoc,
thué dia diém, thoi gian hoc. .. nhung lai ton thoi gian moi cac chuyén gia dau nganh,
t6n chi phi moi giang vi nhimg chuyén gia nay yéu cau cao vé kinh phi giang day ciing
nhu co s& vat chét phuc vu qua trinh giang day cua ho. Mac khac, viéc dao tao online
gitip tiét kiém rat nhidu vé tai chinh nhung d6 hiéu qua cia qua trinh giang day lai
khong cao, boi su twong tac truc tiép gitta ngudi hoc va ngudi day 1a khong co, va qua
trinh giang day gan nhu 14 1 chiéu, hoc vién theo déi hoc cling dé mat tap trung, khong
c6 su htng thu trong qua trinh hoc tap bang phuwong phap nay.

2.3.2.2. Han ché trong cong tac lap ké hoach ddo tao ngué‘n nhan luc

Trong cong tac lap ké hoach dao tao cua Trung tdm, can bg phu trach dao tao luon
xay dung kha déy du va chi tiét, nhung van con mot s6 noi dung chua thyc su tdt. Viec
xac dinh nhu cau dao tao hau hét déu do can b 1anh dao ctia cac don vi truc thude dé

xuat 1én hodc y kién chi dao cua Ban gidm doc, chua can cur vao dinh hudng phat trién
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ctia Trung tdm, chua bam sat vao su thay doi ciia khoa hoc k¥ thuat trong linh vuc k¥
thuat dién anh, chua dua vao nhitng nhu cu can thiét ma ngudi lao dong mong mudn.

Maic du cac chuong trinh dao tao déu duoc gui téi nguodi hoc trudc khi khod hoc
duoc dién ra, nhung c6 mot sb6 khoa dao tao co ndi dung, thoi gian, gidng vién chua
thuc sy phu hop, c¢6 nhiéu han ché vi Trung tdm con it nguoi, thiéu phuong tién k¥
thuat, phu thudc vao don vi tu van, thiéu dat hang vé giang day nén mdt sb noi dung
trong qué trinh dao tao chua sat véi yéu cau thuc té vé kién thirc ciing nhu ky nang.

Mot s khoa hoc dién ra c6 thoi gian giang day chwa phu hop, qua dai hoic qua
ngan, chay gido an... Kinh phi dao tao da s6 thanh toan theo hop dong véi don vi dao
tao ma chua c6 ké hoach cu thé. Noi dung cua mot s6 khoa hoc chua chuan bi chu d4o,
cac ndi dung dua ra déu can ¢t vao ndi dung cua don vi dao tao la chu yéu ma khong
bam sat v6i thuc té cong viéc chuyén mon ciia ngudi hoc.

2.3.2.3. Han ché trong qud trinh ddo tao nguén nhdn luc tai trung tam

Qua phan tich va danh gia s lidu trong cong tac dao tao ctia Trung tim, cé thé
thdy van con mot sd han ché nhur:

+ Viéc danh gia vé hiéu qua cua chuong trinh dao tao cua Trung tdm thuc hién con
khong nhat quan, mang tinh cha quan cua lanh dao.

+ Viéc xac dinh nhiing yéu td tich cuc, tiéu cuc dén hiéu qua cua cong tac dao tao
chua 6 rang, ciing chwa xay dung day du phuong phép danh gia sau ddo tao, ndi dung
danh gia mang tinh hinh thirc va chung chung nén khé xac dinh cu thé viéc tham gia
dao tao cia can bd nhan vién c6 tang hi€u qua cong viéc hay khong?

Do d6, can xay dung lai qué trinh dao tao, bo sung cac nhi€ém vu theo tung budc rd
rang, giao nhiém vu cu thé hon. Va budc danh gia két qua dao tao co thé chia thanh 2
ndi dung: danh gia vé chuong trinh dao tao, danh gia hiéu qua céng viéc ctia ngudi lao
dong sau dao tao. Nhu thé méi cu thé hoa duogc cac tiéu chi dé tir 46 xac dinh xem ké
hoach dao tao, chuong trinh dio tao can chinh stra nhu thé nao cho phu hop.

2.3.2.4. Han ché trong cong tdc chuyén doi sé tai trung tam

Chuyén doi s6 tai cac don vi sy nghiép cong 1a mot qua trinh thudng 1a phirc tap,
doi hoi su thay d6i toan dién trong tu duy, quy dinh, t6 chirc va cong nghé. Cong viée
nay doi hoi nguoi lanh dao don vi phai c¢6 tim nhin, quyét tim dé giai quyét nhiing
kho khan va thach thuc trong qué trinh thuc hi¢n. Nhiing thach thtc, kho khan nay

gom co:
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+ Thiéu ngudn luc: cong tac chuyén d6i s6 doi hoi ngudn luc nhiéu vé nhan luc, tai
chinh ciing nhu co so ha ting vé CNTT. Céc co quan don vi su nghiép cong thudong bi
han ché vé tai chinh nén cong tac chuyén doi s6 sé bi gidi han.

+ Thiéu kién thic va k¥ ning vé cong nghé va chuyén doi s6. Mic du doi ngil can
bd nhan vién cua Trung tdm co trinh do vé ky thuat va linh vgc CNTT nhung con yéu
vé k¥ ning cong nghé sb, gy ra nhimng kho khin nhat dinh trong viéc ing dung cong
nghé trong hoat dong cuia Trung tam.

+ Thiéu nhan thirc va sy dong thuan trong cong tac chuyén d6i s. Mot s6 lanh dao
don vi ctia Trung tdm con hoi hot, chua nhéan thirc dﬁy du vé su quan trong va nhiing
loi ich ctia chuyén d6i sd, nén gay kho khan cho viée trién khai cac du an vé chuyén
d6i sb.

+ Rui ro trong qua trinh van hanh h¢ théng CNTT, an ninh mang.

+ Khoé khin trong qué trinh thay d6i thii tuc hanh chinh va quy trinh do phai thay
d6i nhitng quy dinh nham don gian ho4, minh bach va hi¢u qua.

Do d6, dao tao trong cong tac chuyén d6i s6 1a mot yéu cau cap thiét dbi véi trung
tam.

2.3.3. Nguyén nhan ciia nhitng han ché

- Can bd phu trich cong tac dao tao nhan lyc con thiéu vé chit lwong va sé
lwgng

Thuec té hién nay cua Trung tam chi c6 mdt can by dugc giao nhiém vu phu trach
chung cong tac dao tao, khong nhitng thé can b nay con phai thyc hién cic cong tac
khac ma Ban giam déc giao, bao gdm:

+ Xac dinh vi tri viéc 1am, co cdu vién chirc theo chitc danh nghé nghiép va sd
luong ngudi lam viée trinh cip c6 tham quyén phé duyét;

+ Thuc hién ché do chinh sach ddi véi cong chuec, vién chirc, nguoi lao dong thudc
pham vi quan 1y cta Trung tdm theo quy dinh cta phap luat va phan cip quan 1y cua
Bo;

+ T6 chtrc, tham gia ddo tao, bdi dudng nang cao trinh d6 chuyén mon nghiép vu
cho vién churc, nguoi lao dong cia Trung tam;

+ Pao tao, boi dudng nghiép vu, kiém tra trinh d6 ky thudt cta can bg vién chuc,

cong nhan trong nganh Dién anh;
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+ Tham muu dé xuit cho Lanh dao dé xir 1y cac van dé thudc linh vuc T6 chirc,
quan tri hanh chinh, Nhan su, tai chinh, hop dong lién két....;

+ Chi dao, diéu hanh, t6 chic thuc hién cic nhiém vy khac do cép trén giao.

Nhu vay, voi khdi lugng cong vige dd so duoc giao nhu vay, trong khi Trung tam
c¢6 nhiéu phong ban véi chuyén mén khic nhau nén can bd phu trach khong thé dam
nhan hét vé khdi lugng cong viéc trong cong tac dao tao. Canh do, can bd phu trach
dao tao do phai thuc hién qua nhiéu cong viéc khac nén kinh nghiém, k¥ ning trong
cong tac dao tao con thiéu sot.

- Tinh hi€u qua chwa cao vi phu thugc vao giang vién, can b giang day

Khi Trung tdm st dung can bo ndi b thuc hién cong tac dao tao thi da $6 nhiing
can bd nay la lanh dao don vi phong ban, do d6 c¢6 nhiing thoi diém phai di hop dot
xuat theo lich cua cip trén nén khoa hoc chua t6 chirc ngay dugc hodc thoi gian giang
day bi thay d6i, din dén chét luong khoa hoc ciing giam, khong dat yéu ciu dit ra.

Mait khac, mac du co thué cac don vi dao tao bén ngoai moi chuyén gia nhung
khong phai chuyén gia nao ciing am hiéu sau vé linh vuc k¥ thuat dién anh, nén c6
nhiing chuong trinh do tao bi anh huéng vi kién thirc ciia giang vién khong phu hop
v6i chuyén mén, k¥ nang can thiét ma Trung tim di dé ra trong chuong trinh dao tao.

- Kinh phi dao tao cta trung tim bj giéi han

Khong chi Trung tdm ma hau hét cac don vi sy nghiép hanh chinh Nha nudc chi
dugc phan bd mot phan rat nho kinh phi phuc vu cho cong tac ddo tao. Pic biét 1a ddi
v6i nhitng don vi dac thu hoat dong mang tinh phuc vu nhiém vu chinh tri, cong tac
d6i ngoai va quan Iy nhu TTKTDA. Vi kinh phi bi gi¢i han nhu vay nén c6 nhiing thoi
gian Trung tdm khong moi dugc nhitng chuyén gia bén ngoai do yéu cu cua céac
chuyén gia nay cao hon han mirc cia Trung tdm c6 thé chi. Ciing do tinh dic thu nén
cling khé mé céc 16p dao tao ngoai cho ngudi ngoai Trung tim tham gia hoc tap kién
thitc vé dién anh, viéc thiét ké cac 10p hoc ciing khong duoc do khong du sb lugng
ngudi dang ky... Kinh phi bi han ché ciing 4nh huéng t6i qua trinh thyc hién cong tac

chuyén do6i so tai Trung tam.
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Tém tit chwong 2

Trong chuong ndy, tic gia da trinh bay vé co cdu cia Trung tAm va nhiing dic
diém co ban cua Trung tam. Tiép d6, thuc trang vé cong tac dao tao ngudn nhan lyc tai
Trung tim vé cic mat nhu myc tidu dio tao, cac hinh thirc, phuong phap va quy trinh
dao tao. Nhan t6 anh huong cong tac ddo tao nhu nhan td bén ngoai gdm c6 hé thong
giao duc va dao tao cua xa hoi, ddi thu canh tranh trén thi truong;nhan td bén trong
nhu co s& vat chat ki thuat, doi ngii 1anh dao phong ban phu trach cong tac dao tao cua
trung tdm, quy dinh cua trung tim trong cong tac dao tao ngudn nhan lyc ciing dugc
néu ra va phan tich kha cu thé.Panh gia chung vé dao tao nhan luc cta trung tdm véi
nhirng két qua dat duoc nhu hinh thic dao tao, phuong phap dao tao, cong tac lap ké
hoach dao tao va thuc hién qua trinh ddo tao déu c6 két qua kha quan. Tuy nhién van
con ¢ nhiéu han ché nhu: vé hinh thirc va phwong phép dio tao, cong tac 1ap ké hoach
dao tao, qua trinh dao tao, cong tac chuyén ddi sb. Nhiing nguyén nhan chinh anh
hudng téi cong tac dio tao tai Trung tdm co thé ké dén 1a: can bo phu trach cong tac
ddo tao con thiéu va yéu, tinh hi€u qua chua cao do phu thudc vao can bd giang day,
kinh phi dao tao bi gidi han vi la don vi sy nghiép cong lap.

Béng nhitng khao sat cua tac gia, cac két qua dat dugc trong cong tac dao tao,
han ché va nguyén nhan di duogc tic gia dua ra nham xay dung céc giai phap hoan

thién, nang cao chat luong cong tic dao tao ngudn nhan lyc tai Trung tim.
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CHUONG 3. MOT SO GIAI PHAP HOAN THIEN CONG TAC PAO TAO
NGUON NHAN LUC TAI TRUNG TAM KY THUAT PIEN ANH

3.1. Phwong hwéng phat trién ciia Trung tim Ky thuit Pién anh

3.1.1. Phwong huwéng hoat dpng sin xudt, kinh doanh ciia trung tim

Quan diém ctua Nha nudc d6i véi cac don vi su nghiép cong lap theo Nghi
quyét s6 19-NQ/TW cua Ban Chap hanh Trung wong khoa XII d4 chi 1d cac don vi su
nghiép cong lap can ddi méi can ban, toan dién va déng bd trong hé théng, dam bao
tinh gon, c6 co ciu hop 1y, c6 nang lyc tu chu, kha nang quan tri tién tién, hoat dong
hi€u qua, c6 vai tro chu dao va then chdt trong thi truong dich vu su nghi¢p cong; cung
cap céac dich vu sy nghiép cong co ban, thiét yéu c6 chat lugng cao. Giam dan va khic
phuc tinh trang manh miin, dan trai va tring lap, tinh gian bién ché gin vdi co cau lai,
nang cao chit lugng doi ngili can bd vién churc. Giam manh ti trong va nang cao hi¢u
qua chi ngan sach nha nudc cho don vi sy nghiép cong 1ap dé co cau lai ngan sach, cai
cach tién luong va nang cao thu nhap cho can bd vién chirc. Phat trién thi truong dich
vu su nghiép cong va thu hut cac thanh phan kinh té tham gia phét trién dich vu su
nghiép cong.

Nhu vay cé thé théy, ngoai viéc duoc Nha nudc hd trg mot phén kinh phi trong
hoat dong thuong nién cua Trung tAm thi cling can phai ty c6 nhitng phuong hudng
hoat dong cu thé cho riéng minh. Di¢n anh va k¥ thuat dién anh 1a linh vyuc déc thu, co
tac dong lan tod manh mé& nhat t§i nhidu tng 16p trong xa hoi. Pugc coi 1a mot trong
nhitng phuong tién hiéu qué cta viée truyén ba, phan anh nhirng van dé thoi sy, truyén
tai nhiig thong diép day nhan van, phan anh phan nao d6 16i séng, dan tri va trinh do
ctia quic gia.

Phuong huéng hoat dong cua Trung tdm 14 tiép tuc thyc hién cac nhiém vu in
trang phim truyén di€n anh, phim tai li¢u khoa hoc, phim di¢n anh quan déi... Thuc
hién cac cong tac hau ky k¥ thuat vé mat &m thanh, hinh anh cac phim nhya cling nhu
phim k¥ thuat s6. Mo rong cac khoé dao tao, thuc hién cac hop d@)ng vé ky thuat cho
cac don vi trong nganh, td chirc cac 16p hoc boi dudng vé dich vu hau ky k¥ thuat sb
trong linh vuc phim anh d6i véi cac ddi tuong trong va ngoai nganh dién anh. Hoan
thién cac co ché tu chi theo phép ludt quy dinh, ting cuong muc do ty chu trong linh

vuc tai chinh dé ting tinh chu dong trong coéng viéc ctia Trung tim. Xay dung co ché
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phu hop dé huy dong cac ngudn lyc trong xa hoi dau tu cho linh vyc k§ thuat dién anh.
Phan dinh 10 cac hoat dong thuc hién nhi€ém vu chinh tri do Nha nudc giao vdi hoat
dong kinh doanh cua TT. Xay dung va hoan thién cdc danh muc trong dich vu su
nghi¢p cong theo nguyén tac: dich vu co ban thi Nha nude hd trg, dich vu thiét yéu thi
Nha nudc dam bao kinh phi, dich vu dic thu nganh mang tinh dit hang hay du thau
thi ¢6 co ché cho don vi ngoai cung tham gia, dich vu khac thi theo co ché x3 hdi hoa.
Ra soat cac quy dinh nham khuyén khich cac don vi trong TT phan nao ty chu va tich
luy, dugc tinh chi phi theo doanh thu hoic quy luong khoéan trong ké hoach hang nam.
Co cac co ché, chinh sach dé tao diéu kién cho viéc tinh giam bién ché, bao dam
ngudn kinh phi giai quyét chinh sach ddi véi cac vi tri thira do sap xép vi tri viéc
lam...

Ké hoach sip t6i cia TT 1a két hop véi cac don vi ngoai thuc hién nhiéu hon
cac hop déng dao tao trong linh vuc k¥ thuét di€n anh. Thyc hién tdt cac nhiém vu
chinh tri ma Nha nuéc giao. Chuyén ddi s6 cac hang muc phim dugc san xuét trudc
day nham bao quan lau dai va co chat luong tt hon. Pau tu thém may méc phuc vu
cong tac chuyén mon va yéu cau thyc tién. Doanh thu theo hop dong ting dan hang
nam va can bd nhan vién trong TT s€ c6 lvong tang thém hang thang...

3.1.2. Nhiing thdach thirc va muc tiéu, phwong hwong trong cong tac dao tao
nguon nhén lyc ciia Trung tim Ky thudt Dién dnh

3.1.2.1. Thach thirc trong hoat déng dao tao nguén nhdin lyc tai Trung tim Ky
thuat Diéen anh

Pung trudc cac stc ép tir thi truong va sy doi méi clia cong nghé. Hoat dong
dao tao nguén nhan lyc tai Trung tam K¥ thudt Dién anh co thé ddi dién v&i mot sd
thach thuc:

- Thir nhat, cong nghé méi. Nganh dién anh ludn phat trién va st dung cic cong
nghé mai. Do d6, mot trong nhitng thach thic 10n 14 cap nhat va ddo tao nhan vién veé
cac cong nghé méi nhu ky thuat quay phim s6, k¥ xdo, hodc cac phan mém dung phim
moi.

- Tht hai, chi phi dao tao. Cac chuong trinh dao tao vé ky thuat dién anh
thudng doi hoi ngudn luc tai chinh 16n dé t6 chirc va van hanh. Dbi véi Trung tam K§

thuat Pién anh, viéc tai tro va quan 1y ngudn luc c6 thé 13 mot thach thirc 16n.
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- Thir ba, tim kiém va gitr chan chuyén gia, nhan vién giéi c6 k¥ ning va kinh
nghiém trong nganh dién anh ciing c6 thé gap khé khian. Ngudn nhan luc chat luong
cao nay thuong duoc thi trudng lao dong don nhan va co6 thé dé dang tim kiém co hoi
lam viéc & cac cong ty san xuat phim hodc hing truyén théng khac.

- Thit tu, cai thién chét lugng dao tao. Mdt thach thirc khac 1a 1ién tuc cai thién
chat luong cta cac khoa hoc va chuong trinh ddo tao. Pay khong chi 1a viéc cip nhat
v6i cong nghé méi ma con 1a viée tao ra cac chuong trinh ph hop voi nhu ciu cua
nganh cong nghiép dién anh va dap tmg dugc cac tiéu chuan chat luong cao.

- Thi nam, thach thirc vé d6i mdi va sang tao. DPdi v4i mot linh vuc sang tao
nhu dién anh, viéc dam bao rang cac khoa hoc va chuong trinh dao tao khuyén khich
sy d6i m&i va sang tao ciing 1a mot thach thire. Dao tao khong chi nén tap trung vao k¥
nang k¥ thuat ma con nén khuyén khich sy sang tao va y tuéng méi.

Tur nhitng thach thirc do, Trung tdm da xay dung cho minh muc tiéu, phuong
huéng dé phat trién trong giai doan téi.

3.1.2.2. Muc tiéu, phirong huéng phdt trién vé nguon nhéin luc cia Trung tim

Theo phwong cham “ngudn nhéan lyc 13 tai san quy gia”, 1a yéu td giap Trung
tAm van hanh va phat trién, c6 uy tin trén thi trudng. Mdi can bo duge dio tao bai ban
vé chuyén mon, ning cao vé k¥ ning va thai do lam viéc, sang tao trong cong viéc.

T6 chiic cac khoa dao tao vé chuyén mén, k§ ning lam viéc 1a hudng téi su
phat trién bén virng. T chire cac khoa dao tao cling 1a thoi diém dé TT nidm duoc thuc
tién cong viéc clia cic phong ban trong Trung tim, dong thoi 1a noi dé trao d6i va chia
sé kinh nghiém trong cong viéc cta cic can bd nhan vién, giai dap thic mic va kho
khin dé phdi hop cong viéc tot hon.

Cong tac dao tao nguén nhan lyc co chat lugng, chuyén moén cao luén duoc
Trung tAm quan tim vi day 1a hoat dong gitp Trung tdm thuc hién t6t nhitng hop dong
chuyén mén, mé rong thi truong va linh vuc kinh doanh.

3.2. Mt s giai phap nham hoan thién cong tic dao tao ngudn nhan lyc tai
Trung tam Ky thuit Dién anh

Can ctr vao nghi dinh 101/2017/ND-CP, diéu 3 va diéu 30 da quy dinh danh gia

vé chat lugng boi dudng can b vién chire trong don vi sy nghi€p cong 1ap gom co:
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- Panh gia chat luong bdi dudng nham cung cip thong tin vé mirc d6 nang cao
nang luc thuc hién nhi€ém vy, cong vu cua can bg, cong chirc, vién chue sau khi dugce
bdi dudng.

- béanh gia chét lugng phai dam bao cong khai, minh bach, khach quan, trung
thue.

- N6i dung dénh gia chat luong bdi dudng gdm cé: danh gia chat lugng chuong
trinh boi dudng; danh gia chat lugng hoc vién tham gia boi dudng; danh gia chat lugng
d6i ngii giang vién tham gia khoa bdi dudng; danh gia chat lugng co so vat chat phu
vu khod bdi dudng; danh gia chét lugng khoa boi dudng can bd, cong chure, vién chirc;
danh gia hiéu qua sau bdi dudng can bg, cong chirc, vién chic.

Vi¢c danh gia nay s€ do Trung tam thyc hién hodc thué don vi danh gia ngoai
néu du tai chinh. Cong tac dao tao bodi dudng vién chirc, nguoi lao dong cta Trung tim
phai tuan theo nhitng nguyén tic:

- Pio tao, bdi dudng phai cin cir vao tiéu chuan ngach, chirc danh nghé nghiép
ctia can b vién chirc, tiéu chuan chic vu 13nh dao, vé vi tri viéc lam, phu hop véi ké
hoach dao tao va bdi dudng, nhu cau xdy dung phat trién vé nhan lyc trong giai doan
tiép theo.

- Thuc hién viéc phan cong bdi dudng theo tiéu chuin chirc danh nghé nghiép,
tiéu chuan vé chtc vu vi tri lanh dao, két hop véi phan cong va canh tranh theo yéu
cau vi tri viéc lam trong don vi.

- Nang cao y thuc tu hoc tap va tu lga chon chuong trinh dao tao theo nhu cu
va yéu cau vi tri viéc 1am. Pam béo tinh cong khai, minh bach, hiéu qua.

Nhu viy, cin ¢ vao nhitng quy dinh, yéu cau trong cong tac dao tao ngudn
nhan lyc cua don vi su nghiép cong lap, két hop v6i nhitng phan tich vé sb lidu, nhiing
mat con han ché trong cong tac dao tao tai Trung tam Ky thuat Dién anh, co6 thé dua ra
mot s6 giai phap sau day nham nang cao tinh tich cuc, chii dong va tu duy sang tao
cho can b vién churc, phat huy tinh tu giac, ting cuong su trao doi thong tin va kién
thire gitra nhitng cdn bd vién chuc trong Trung tam.

3.2.1. Cdi tién vé quy trinh dao tao

Trong cong tac dao tao, quy trinh dao tao la nhirng budc dugce thyc hién mot
cach co hé théng, lién két chat ché v6i nhau dé thuc hién muc tiéu 1a nang cao trinh do,

k¥ nang va nhiing hoat dong khac cua doi tuong dugc dao tao. Nhitng nguoi phu trach
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linh vic dao tao thudng sé theo sat nhitng budc trong quy trinh dao tao dé xay dung
mot chuong trinh dao tao thuc sy hi€u qua.

- Muc tiéu:

Vi su phat trién cua khoa hoc k¥ thuat va xa hoi, su thay ddi lién tuc trong
kinh doanh va yéu cau cap nhat kién thirc mot cach thudng xuyén thi quy trinh dao tao
phai c¢6 su linh hoat sao cho cong tac ddo tao ngudn nhan luc duoc kip thoi, dem lai
hiéu qua trong cong viéc. Du day 1a cong tac thuong xuyén cua mdi doanh nghiép,
theo nhimg chu dé va d6i tuong khac nhau nhung muc tiéu cudi cing van 1a phat trién
ngudn nhan luc chit luong cao cho doanh nghiép. Vi vdy, thyc hién ding va day du
cac budc trong quy trinh dao tao s& gitp cho vi¢c thuc hién cong tac trong dao tao
nguén nhan lyc hoan thién hon, ké hoach duogc xay dung dam bao yéu cau cho su phat
trién doanh nghiép, nguoi lao dong duoc cap nhat nhitng k§ niang va kién thic cho su
phat trién cong viéc va ban than, doanh nghiép c6 két qua kinh doanh kha quan ciing
nhu uy tin vé thuong hiéu ting 1én.

- Cin cir dé xuit:

Theo nhu phan tich, tai trung tim K§ thuat Dién anh van con thiéu mot s6 quy
trinh dao tao va chua thuc su cu thé, rd rang nén cong tac dao tao con thiéu sot.

- Noi dung giai phap:

Sau khi nghién ctru vé quy trinh dao tao ctia TT & bang 2.6, thi quy trinh dao
tao nay can xac dinh rd tung budc thyc hién va ndi dung thuc hién. Ngoai ra, can phai
danh sd tht tu cac bude dé 1am can ctr thye hién. Mot s6 noi dung chi tiét can bo sung

theo quy trinh sau:

Buwoéc 1 —_—> Buoc 2 e Buéc 3 —_—> Buoc 4
Muc tiéu va nhu ciu dao tao T6 chirc dao tao Danh gia két qua dao tao Cac cong viéc lién quan
_ qua trinh dao tao
Trach nhiém: Trach nhiém: Trach nhiém:
- Lanh dao don vi - Ban Giam déc - Lanh dao don vi Trach nhiém:
- Phong HCTH - Phong HCTH - Phong HCTH - Phong HCTH
- Can bd phu trach dao tao - Can b phu trach dao tao - Can bd phu trach dao tao - Can bd phu trach dao tao
Dau ra: Diu ra: Dau ra: Dau ra:
- Muc tiéu dao tao Khoa hoc dugrc td chirc va - Két qua danh gia clia ngudi - Thire hién cac budec con
- Nhu cu dao tao thure hién theo ké hoach da hoc vé chuong trinh dao tao lai cta qua trinh dao tao
- Ké hoach dao tao duoc phé duyét theo quy - Jeets qua danh gia cia Lanh nhu hoc phi, hop dong
- Danh sach can bd dugc clr di dinh dao don vi true tiép cla can bd dao tao...
dao tao ' duoc cir di d3o tao
- Y kién chi dao cua Ban Giam
déc

Hinh 3.1. Quy trinh dao tao cin thue hi¢n tai Trung tim KTPA
Trong quy trinh ddo tao nay, véi mdi budc thuc hién can lam cu thé cac ¥ duoc

chi ra nhu sau.
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Budéc 1. Muc tiéu va nhu ciu dao tao

- Xéac dinh vé muc tiéu dao tao

Trong nhiém vu nay, TT can xé4c dinh muc tiéu dao tao chung cua TT va muc
tiéu riéng cho moi doi tuong dugc dao tao. Dac diém cua dao tao vé vi tri viée lam 1a
mdi cong viéc déu cd yéu cau va dic thu riéng biét, nén khi trién khai nhitng chuong
trinh dao tao vé nguén nhan lyc, can bg phu trach dao tao phai xét toi yéu t trinh do
hién tai ctia nguoi lao dong va yéu cau vé thuc té cia cong viéc dé dé xuat mot chuong
trinh dao tao phu hop. Nén kho co thé ap dung mat mau chuong trinh dao tao, vi khi
d6 hiéu qua vé dao tao cling nhu cong viéc sé& khong cao. Thay vi thé, Ban Giam ddc
két hop voi 1anh dao don vi nghién ctru va dua ra chién lugce dao tao thich hop, cu thé
véi timg d6i tuong lao dong dé co nhitng tiéu chi, yéu cau khac nhau.

- Pé xuét vé nhu cau dao tao

Khi x4c dinh nhu cdu ddo tao ctia cac can bo nhan vién trong TT, Ban Giam ddc
phai xac dinh trudc nhu cu dao tao cua TT can gi, co thé phat sinh tir nhiéu mat, tur
muc tiéu ngén han 1an dai han, 13 nang cao vé chat lugng dich vu cling nhu 1gi nhuan
trong kinh doanh dé tir d6 xac dinh d6i tuong can dao tao la nhiing doi tuong nao, &
don vi phong ban nao, sd lwong can dio tao ciing nhu cic ndi dung can dao tao dé dat
duge muc dich dé ra cua TT.

Khong nhiing thé, TT can thyuc hién cong tic phan tich vé cong viéc ciling nhu
vi tri viéc 1am, c6 ban mo ta day di hon nita vé cong viée dé gitp TT xéac dinh dugc
cac yéu cau vé k¥ ning, kién thirc can cho cong viéc d6, c6 tiéu chi cy thé dé danh gia
hiéu qua cong viéc, danh gia vé két qua thuc hién cong viéc... Tir d6, c6 danh gia
chinh xac vé nguoi lao dong, so sanh voi ti€u chuan vi tri viéc lam d3 dua ra dé xem
xét nhitng kién thirc, k¥ ning con thiéu (néu cd) cua ngudi lao dong va xay dung ké
hoach dao tao cho nguoi lao dong. Vi viéc phan tich cong viéc nhu vay, TT s€ c6 cac
co &, chi tiéu cu thé dé xay dung mot chuong trinh dao tao phu hop, ¢6 hiéu qua thay
vi dao tao dan trai, dai tra.

Ngoai ra, viéc dao tao cling phu thuoc vao nguyén vong cia nguoi lao dong.
Ban than ngudi lao dong 1a ngudi c6 thé nam rd dugc yéu diém can khic phuc cua
minh trong cong viéc. TT c6 thé khao sat nhu cau ddo tao ddi voi nguoi lao dong dé

nam bat duoc nhu cau that su theo phiéu khao sat tic gia dé xuat nhu sau:
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PHIEU KHAO SAT NHU CAU PAO TAO TAI TRUNG TAM

Ho va tén: G161 tinh: Nam sinh:
Vi tri viéc lam: Don vi cong tac:
Trinh d0 hoc van: Trinh d chuyén mon:

Cau 1: Anh/ chi c¢6 hai long voi cong viée hién tai dang lam tai Trung
tam khong?

Cau 2: Anh/ chi mubn duge dao tao thém k¥ nang, kién thirc gi dé nang
cao hi€u qua cong viéc dang thuc hién tai Trung tam?

Cau 3: Anh/ chi mudn duoc dio tao thém nganh nghé gi dé phat trién
ban than?

Nguoi dé xuat

Vi phiéu khao sat ndy, nguoi lao dong co quyén tu chu dé xuat v6i Ban

Giam ddc, 1anh dao phong ban noi minh coéng tic vé nhu cau dao tao cua ban than,
phuc vu cho cong viéc ciing nhu phat trién nghé nghiép sau nay. La dong luc dé gitp
nguoi lao dong gan b véi TT lau dai va bén ving.

- Xay dung ké hoach dao tao ndi b

Cong viéc ké tiép sau khi x4c dinh dugc nhu ciu dao tao 1a 1én ké hoach dao
tao. Mot ké hoach duoc goi 1a t6t khi ¢ cac nodi dung sau:

+ Tén cua chuong trinh du kién dao tao

+ Nhitng muc tiéu (chuan dau ra) cin dat dugc sau khi két thiic chuong trinh
dao tao

+ S6 luwong va thong tin ciia ngudi tham gia dao tao

+ DPon vi phu trach qua trinh dao tao

+ Noi dung, hinh thirc dao tao cia chuong trinh dao tao

+ Dia diém, thoi gian va kinh phi thyc hién cua chuong trinh dao tao

+ Nhitng diéu kién khac lién quan téi churong trinh dao tao

Ban ké hoach dio tao cang chi tiét bao nhiéu thi kha ning thanh cong cua
chuong trinh dao tao cang cao by nhiéu. Vi thé, can b phu trach dao tao cua TT can
phai xay dung ké hoach dao tao that chi tiét, day du noi dung dé gitip cho viéc trién

khai dé dang. Trong qué trinh xay dung ké hoach dao tao, can bd phu trach dao tao
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phai luu ¥ t6i van hoa doanh nghiép, dic thu cong viéc dé tim nhitng don vi cung cap
chuong trinh ddo tao phu hop, ddng thoi co cac ndi dung thong tin téi nguoi lao dong
trong TT vé loi ich khi tham gia khoa dao tao, giang vién dao tao... dé giup ngudi lao
dong tham gia tich cuc, c6 hiéu qua thay vi chi ding so sai khién cho nguoi lao dong
nghi ring mét thoi gian vo ich véi nhitng khoa dao tao nay. Vi vay, bat budc phai xay
dung ké hoach dio tao hang nim cho TT dé Ban Giam ddc xem xét phé duyét va
nguoi lao dong co6 thong tin, chu dong trong cong viéc ciia minh.

Vi két qua khao sat trong chuong 2, thi thdy rang c6 hoc vién chua hai long
v6i thoi gian cling nhu ndi dung dao tao. Do do, can b phu trach dao tao can trao ddi
lai v6i don vi dao tao trong cong tac xay dung ndi dung ciia chuong trinh dao tao, didu
chinh thoi gian dao tao phit hop hon dua trén y kién gop ¥ ctia ngudi hoc.

Vi du co thé xay dung ké hoach dao tao va khoa hoc dao tao theo bang Kké
hoach cho Trung tam K¥ thuat Pi¢n anh nhu sau:

Bang 3.1: Ké hoach dio tao nim 2024 ciia Trung tim KTPA

TT Noi dung dao tao Thoi S6 Poi twong Kinh | Ghi
gian hoc | lwgng phi chu
St dung phan mém tu stra | 1 tun Phong K¥ 40
phuc hoi phim bang kts thuat — KCS | triéu
diamant film restoration Xuodng in
v6 trang phim
Tong quan qui trinh gia | 2 tuan Xuong in 50
cong dién anh sb trang phim triéu
Dao tao nang cao cong | 3 ngay Xuoéng Ky 80
nghé hau ky lam phim kts thudt &m thanh | triéu
hinh anh
Cong nghé s6 hoa va phuc | 1 tuan Xuong in 60
ho6i phim dién anh bang k§ trang phim triéu
thuat s6 & d6 phan giai 4k
Tong quan va van hanh hé 3 Céan bo ki 30
thdng chiéu phim dién anh | ngay thuat triéu
kts
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Tu stra, phuc hoi, chinh |3 tun Xudng in 60
mau so cip, chinh mau trang, Xuong | triéu
thir cdp phim dién anh ky KT am thanh
thuat s6 d6 phan giai 4k hinh anh
trén phin mém diamant
film restoration suite v11
Dung phim dién anh hau | 10 ngay Phong Ky 50
ky k¥ thuat s6 d6 phan thuat — KCS | triéu
giai 4k trén hé thong Xudng Ky
davinci resolve studio thuat am thanh

hinh anh
Ung dung xir Iy 4m thanh | 5 ngay Xudng ky 70
fairlight trén phan mém thudt &m thanh | triéu
davinci resolve hinh anh
Ung dung xtr Iy hiéu ung | 4 ngay Xuong K§ 30
hhﬂlénh,ﬁumon,nén,phén thuat am thanh | triéu
mém davinci resolve hinh anh

Phong Ky

thuat - KCS
Kinh doanh trong linh vuc | 3 ngay Ban lanh dao | 20
dién anh triéu
Boi dudng quan ly cép | 5 ngay Céc vién chuc | 10
phong quan ly triéu
Boi dudng An ninh qudc | 3 ngay Céc vién chuc | 10
phong (d6i tugng 4) quan ly va triéu

dién quy

hoach
Lép Trung cap Ly luan |1  nim Céc vién chuc | 60
chinh tri (hoc t7- quan ly va trigu

cn) dién quy

hoach
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Bang 3.2: Ngi dung khoa hoc lam phim k¥ thuit s, phim hoat hinh 3D

Muc tiéu khoa hoc 1am phim k§ thuét s6, phim hoat hinh 3D

Hoc vién hiéu chinh x4c khai niém lam phim va qua trinh 1am phim k¥ thuat s6
Hoc vién biét tao, ghi, stra 4m thanh

Hoc vién biét cach chinh stra, ghép video

Hoc vién c6 thé chuan bi cac md hinh 3D bang céng cu mo hinh hoa

Hoc vién biét cach tao hinh anh phtic tap va dd hoa chuyén dong k¥ thuat sb

Cic mén hoc trong khéa hoc 1am phim k§y thuit sé va hoat | Thoi gian

hinh 3D

1 Khdi ni¢gm vé Lam phim kj thudt sé Ngay 1-2
Hiéu biét vé cong nghé video

Hudéng dan chon méay quay DV

Khai niém co ban vé chiéu sang va chi dao nghé thuat
Pbi pho voi am thanh

Chinh sura

Hiéu tng mau sic va hiéu chuan man hinh

Hop va Rotoscoping

Loai dau ra

2 Kich ban phan canh — Storyboarding Ngay 3-4

Tam quan trong cia v& va goc may anh

Phac hoa canh quan

B6 cuc canh quan

V& con nguoi hinh dang va hinh dang cho bang phan canh

V& ndi dung cau chuyé¢n hoat hinh

V& ndi dung nén cha dé Storyboard Story

Biéu d6 hoat anh hién thi bang Laser va cdu chuyén hoat hinh trd
choi

Tuong phan, tdm trang va hiéu ing dac biét

Séap xép ndi dung va danh gia hoan thién bang phan canh

Tao bang phan canh, may tinh, phan mém
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Cau chuyén xoay quanh mgt by phim

3 Bién tdp chinh sira dm thanh

Lam viéc v&i chinh stra am thanh

Lam vi€c véi trinh bién tdp da nang va ghi am thanh

Lam viéc véi hiéu trng am thanh

Ngay 5

4 Bién tdp chinh swra phim

Gidi thiéu vé chinh stra video k§ thuat sd

Bit dau v6i phan mém Adobe Premiere
Chup, st dung cong cu Clips

Chinh stra video

Tac dong hoat anh, chuyén tiép va xut video
Lam viéc voi Audio

Tao tiéu dé va ap dung

Ngay 6

5 Cdc khdi niém vé hoat hinh 3D

Céc khai niém lién quan dén hoat hinh 3D

Ngay 7

6 Dung nhén vit 3D bang Maya
Lam quen mdi trudong 3D trong Maya
Lam viéc voi cac dbi tuong

Chuyén d6i va nhom

Tao nhan vat

Tao khdi diu, mit cho nhan vét

Dung Model co ban

Dung Model nang cao

Tao mo hinh véi Nurbs

Thuec hién sau chi tiét — cau trac d6i twong
Stra d6i tuong

Dung Model co ban

Dung canh nhan vét (thién nhién)

Ngay 7-8

7 Tao chit liéu cho nhan vit
Chtric nang vat liéu trong 3D

Cac thudc tinh cua vat liéu

Ngay 8
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Tao vat liéu trong MENTALRAY
MAP — Vit liéu — Trai ludi ddi tuong

Tuong tac vat liéu v6i phan mém Photoshop®

8 Sdp dit dnh sding va Render trong Maya

Lam quen v&i moi trudong anh sang — Camera trong Maya
Céc thudc tinh ciia nguén sang

Cac thuoc tinh cua Camera

Tao anh sang trong nha

Tao ngudn anh sang thién nhién bén ngoai

Render hi¢u qua

Ngay 9

9 Tao xwong cho nhdn vit (Rigging)
CAu trac xuong clia nhan vat

Céc thudc tinh xuong

Tao chirc niang chuyén dong

Tao Control

Ngay 10

10 Tao chuyén dgng cho nhén vit
Diéu khién chuyén dong nhan vat
Biéu cam nhan vat

Cac thuoc tinh Control

Ngay 10

11 Pé dn phim ky thudt so, hoat hinh 3D
Thuyc hién do 4n phim ngan k¥ thuat s hodc phim hoat hinh 3D

Ngay 11

Cic phin mém cin st dung trong khéa hoc lam phim ky
thuit s6

1 Autodesk Maya Unlimited

Autodesk Maya Unlimited 1& phan mém 3D chuyén nghiép cta
Autodesk. Phan mém nay tich hop triét dé cac cong cu gia lap va tién ich
3D. Autodesk Maya Unlimited c6 nhiing tinh ning ndi bat nhu xir 1y
hinh anh trong phim manh mg, ché @6 1am min va mé hinh héa 3D, kha
nang tao hiéu tng anh nang cao, tinh ndng Render linh hoat va kha nang
nang cao hi¢u suat lam viéc.

Autodesk Maya Unlimited 1& phan mém mé phong 3D chuyén
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nghiép cuia Autodesk

2 Adobe Audition

Adobe Audition 13 phin mém chinh stra 4m thanh manh mé& va
chuyén nghiép. Phan mém nay cung cip bd cong cu kha hoan hio cho
viéc san xuat, chinh sira 4m thanh. Tinh ning cia Adobe Audition gom
ghi 4m va tron, Duplicate 4m thanh, Plugin ¢ sén,...

3 Adobe Premiere

Adobe Premiere 13 phin mém dung phim chuyén nghiép cua
Adobe Systems. Phan mém nay c6 kha ning hiéu chinh video vo cung
manh mé&. Adobe Premiere hd trg cit, ghép, sua, chén hi€u ing va thém
chit. Pé c6 mot video chat lugng cao, ban khong nén bo qua phén mém
Adobe Premiere.

4 Autodesk 3Ds Max

Pay 1a phan mém TKPH chuyén nghiép ciua Autodesk. Phan mém
nay chuyén Rendering cho do hoa Game, hoat anh, mé phong 3D.
Autodesk 3Ds Max gitp tao ndi dung 3D 4n tuong va xdy dung thiét ké
cho CAD va BIM.

Autodesk 3Ds Max 1a phdn mém chuyén Render cho d6 hoa
Game, hoat anh, m6 phdéng 3D

5 Adobe After Effects

Adobe After Effects 12 phin mém dd hoa tong hop cua Adobe
Systems. Pay 1a phan mém dugc st dung pho bién trong k¥ xao chuyén
nghiép va dd hoa dong. Adobe After Effects c6 uu diém 1a tao ra chuyén
dong dd hoa dep mét, 4n tuong.

Phian mém Adobe After Effects thuc sy hiru ich ddi véi nganh
thiét ké d6 hoa, Game, k§ xdo trong quang cdo hay truyén hinh. Tinh
nang chinh ctia Adobe After Effects 1a tao hi€u ung hinh anh, dd hoa
chuyén dong nhanh, kiém soat chiéu sdu, phan xa, bong, theo ddi thanh

phan 3D,...

Nhiing san pham tiéu bi¢u ciia hoc vién
Project Sem 3 — Kawasaki

Project Sem 3 — TVC airBnB
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Project Sem 3 — Car

Project Sem 3 — OREO COOKIES

Project Sem 3 — Canon

Project Sem 3 — TVC Bumblebee

Project Sem 3 — TVC VIETSKY AIRLINES
Project Sem 3 - LEGO

Project Sem 3 — TVC Mouse Logitech
Project Sem 3 — TVC PlayStation

...VV

3.2.2. Gidi phdp vé xdy dwng hé thong ddnh gid vé tinh hiéu qua trong dao
tao

Mo hinh danh gia nay duoc st dung dé danh gia ca cac phuong phap dao tao
chinh thtc 13n khong chinh thirc, danh gia dwa trén 4 cip do: phan tng, hoc tap, két
qua, hanh vi.

- Muc tiéu

Dé c6 dugc két qua danh gia chinh xac vé y kién nguoi hoc cho khod dao tao va
muc do hai long ma nguoi hoc nhan dugce thi TT phai c6 nhiing cau hoi phu hgp véi
ndi dung khoa dao tao, phi hop véi méi trudong ciing nhu vé giang vién. Nhiing cau
hoi nay lién quan t6i két qua nhan dugc sau khi hoc xong, lién quan téi thyc té cong
viéc cua ngudi hoc dé tir nhimg ¥ kién dong gop d6, TT s& rat kinh nghiém va diéu
chinh khoa do tao sao cho dat két qua t6t nhat cho nhitng lan ddo tao sau.

- Nhirng cin cir dé dé xuat giai phap

Hién nay, TT chua c6 hé thong dénh gia mot cach hiéu qua cia ngudi hoc sau
khi duoc dao tao, viéc danh gia mang tinh chung chung thong qua s6 diém ma nguoi
hoc nhéan duogc sau khi két thic chuong trinh dao tao ma chua danh gia ¢ nhiing mat
khéc nhau.

- N§i dung cua giai phap

Cong tac danh gia két qua hoc tap cta nguodi hoc cua TT hién chi thong qua
bang diém, van bang chtng chi, ¥ kién ctia giang vién nén tinh chinh xac chua thyc su
t6t. Nén TT can xay dung mot mo hinh danh gia, bo sung cac hinh thirc danh gia khac

nhau thong qua nhu phi€u phan hoi cua nguodi hoc, két qua cong viéc cua ngudi hoc
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sau khi két thuc khoa dao tao, danh gia ctia giang vién t&i timg hoc vién trong khoa
dao tao. Trung tAm co thé xdy dung md hinh danh gia vé6i 4 cip do sau:

Cap do 1: Panh gia qua nhirng y kién phan hoi ciia ngudi hoc

Muc dich danh gia phan hoi tir ngudi hoc vé giang vién, ndi dung khoé dao tao
nhim xac dinh xem khoa dao tao da phu hop véi yéu cau thuc té hay khong, viéc danh
gia s& phai duoc thuc hién cudi khoa dao tao. Ngudi hoc s& bay to y kién ctia minh qua
nhiéu hinh thirc khac nhau nhu phiéu khao sat, email, trao ddi truc tiép. .. vé nhiéu mat
cua khoa hoc cling nhu gidng vién giang day.

Két thuc chuong trinh dao tao, TT nén str dung phiéu khao sat dé nguoi hoc cd
nhiing dong gop v kién cho chuong trinh dao tao. Noi dung khao sat bao gém nhiéu
muc, nhu: tinh hi¢u qua, muc ti€éu dao tao, ndi dung va phuong phap giang day, trinh
do giang vién... tr d6 c6 nhiing danh gid khach quan t6i chuong trinh dao tao, chi ra
dugc wu nhugc diém cua khoa hoc nhiam phéat huy nhitng diém manh, khic phuc
nhitng han ché dé cac khoa dao tao sau duogc tdt hon.

Véi muc nay, tac gia xdy dung bang khao sat dé khao sat vé y kién cua ngudi
hoc sau khi két thuc chuong trinh dao tao (phu luc 3).

Ciap d9 2: Panh gia chwong trinh dao tao qua két qua kiém tra

Mudn kiém tra ning luc ctia nguoi hoc, sy phu hop cia ndi dung chuong trinh
dao tao ciling nhu hinh thuc dao tao thi hoc vién can phai duogc kiém tra sau mdi khoa
dao tao. V&i timg khoa hoc khac nhau, TT can dwa ra nhitng noi dung kiém tra ly
thuyét hay thuc hanh mét cach cong bang, rd rang, ndi dung phai nam trong ndi dung
cua chuong trinh dao tao nhung c6 phan loai trinh d§ nguoi hoc.

Tac gia xay dung mot bai kiém tra vé khoa hoc trong phu luc 3.

Cap d 3: Panh gia vé mirc d sir dung nhirng kién thirc va ki niing da
dwgce dao tao vao trong cong viéc

Nhitng ndi dung duge ddo tao cua TT hau hét lién quan t6i cong viéc chuyén
mon. Nén danh gia viéc sir dung kién thic, k¥ ning cta ngudi lao dong vao cong viée
thuc té thi 1anh dao don vi va nguoi giam sat can kiém tra cong viéc theo dinh ky cua
nguoi lao dong sau khi duge dao tao. Mudn danh gia cong khai, chinh xac thi thong
qua két qua hoc tap va phan anh ctia giang vién, thi TT can st dung phuong phép so
sanh gitrta 2 nhom: nhom nguoi lao dong da tham gia khod hoc va nhém ngudi lao

dong chua tham gia khoa hoc. Yéu cau 1a trinh d6 chuyén mén twong duong nhau lic
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chua tham gia khoa hoc. Tir d6, s& c6 nhiing tiéu chi lién quan dén qua trinh thuc hién
cong viéc, thoi gian ciing nhu chat luong cong viéc khi hoan thanh... TT st dung
phiéu khao sat dé so sanh vé luong kién thirc ma ngudi hoc 6 thé ap dung dugc vao
cong viéc hay chua, can phai bo sung va cung cip thém nhitng gi dé cong tac dao tao
tdt hon. Viéc danh gia nay nén thyc hi¢n theo tinh hinh thuc té ctia TT, co thé theo
thang, theo quy hodc 1au hon ké tir khi khoa hoc két thic.

Pé vi du cho cip do nay, tac gia xay dung & phu luc 3 vé danh gia ngudi hoc va
cau hoi, y kién déng gop khac.

Cap d6 4: Panh gia vé hiéu qua dao tao

Trinh d6 ctia can bo nhan vién ting dong nghia véi két qua cong viéc cling nhu
két qua kinh doanh cta TT ciing phai ting theo. Dé danh gia tinh hiéu qua cong tac
dao tao vé miat nay, TT phai tén nhiéu thoi gian thu thap, phan tich, sip xép dir liu
qua tung giai doan. Vi viéc danh gia nay khong chi ap dung cho tirng c4 nhan ma con
x€t t61 anh huong chung cia qué trinh dao tao nén voi viéc danh gid & muc do nay &
TT s& kho va ton nhiéu chi phi. Thay vi thé, TT c6 thé phan tich cac bao céo vé két
qua kinh doanh cudi nim, kinh phi dao tao, tinh hinh tai chinh dau nim va cubi nam dé
so sanh vé chi phi dao tao ciing nhu muyc tiéu dé ra tir ddu nim. C6 nhiéu cach dé tinh
chi phi, hiéu qua dao tao, tic gia sir dung cac tinh cta tac gia Tran Kim Dung (2018)
gdm cic muc sau:

Chi phi vit chit trong cong tic dao tao, gom:

+ Kinh phi chi trd cho cac phuong tién thiét bi ky thuat, co so vat chét tai co s
ddo tao nhu diéu hoa, quat, chiéu sang, phong hoc, may chiéu...

+ Kinh phi chi trd cho giang vién va ddi ngti quan ly 16p va khoé dao tao.

+ Kinh phi chi tra cho nguoi hoc trong thoi gian cir di hoc nhu lvong hay hoc
bong.

+ Chi phi co héi ciia TT va ctia nguoi lao dong vi thoi gian tham gia khoa dao
tao thi cong viéc s& bi i lai so voi ké hoach.

Nhitng khoan kinh phi nay duoc tinh 14 loi ich bang tién do cong tac dao tao
dem lai, duoc xac dinh béng su chénh 1éch gitra két qua hang ngay ma nguoi nhan vién

nay mang lai cho TT khi so sanh gitra luc trudc va sau khi dugce dao tao.
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3.2.3. Gidi phap ndng cao trinh dp chuyén moén cho can by phu trach cong

tdac dao tao cua trung tim
- Muc tiéu

Muc tiéu ciia giai phap nay la gitip TT c¢6 nhan luc ¢ trinh d6 nham xay dung
mot hé théng quy dinh vé dao tao cho TT. Can bd phu trach vé ddo tao cua TT s& hoan
thanh nhitng cong viéc duge giao trong cong tac dao tao nhan luc bao gdm viée xay
dung ké hoach, van hanh hé théng dao tao va cac ndi dung lién quan.

- Ciin cr d& xuit giai phap

Trung tim danh gid nang luc cta can bd phu trach dio tao dé c6 quyét dinh phu
hop xem can bd nay can dugc dao tao thém nhimng k¥ nang, kién thuc gi, thoi gian dao
tao 12 bao lau dé 1am tSt hon cong tac dao tao dang dam nhan.

- Noi dung giai phap

Ban giam ddc xay dung ké hoach dao tao cho can bod phu trach cong tac dao tao
cta TT, xac dinh s lugng di dao tao, Iya chon khoa hoc dao tao va thoi gian dao tao
phu hop véi cong viée hién tai dugc giao.

Véi giai phap nay, tac gia xay duyng mot chuong trinh minh hoa vé xay dung va
van hanh hé théng dao tao ndi bo ¢ phu luc 3.

3.2.4. Gidi phdp vé céng tic chuyén doi sé véi ngi dung dao tao nguon nhain
lyc tai trung tim

- Muc tiéu gidi phap

Chuyén ddi sb 1a chuong trinh qudc gia, khong nhitng thé, TT lai hoat dong
trong linh vurc k¥ thuat s6 nén viéc str dung CNTT trong cong tac quan 1y, trién khai va
diéu hanh san xuét kinh doanh 1a tat yéu. Chuyén ddi sb s& lam cho nhiing hoat dong
vé quan tri, diéu hanh dam bao vé thoi gian va giam chi phi, cong viéc duge quan 1y
mot cach rd rang va cu thé, trach nhiém cé nhan duoc chi rd trong tirng muc cong viéc.

Muc ti€u cua TT la xay dung doi ngli can by nhan vién cé nang luc, k¥ nang
dap ung muc tiéu chuyén d6i s6 qudc gia. Pay manh cong tac quan 1y st dung 100%
cong nghé s6 vao quan tri va van hanh véi myc ti€u nang cao chét lugng, hiéu qua
cong viéc, phat trién bén viing.

- Ciin cr d& xuit giai phap

Nhén luc vé chuyén d6i s giit vi tri quan trong dé thuc hién thanh cong vi day

la ngué)n nhan luc c6 thé lam chu cong nghé, trién khai déng bo tdi tung don vi nhd
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nhat, c6 tu duy dot phat sang tao, thich tmg nhanh v&i méi truong bién dong cua thé
gidi trong céac linh vuc. Theo cac QD sd 749/QD-TTg cia Thu tudng chinh phu phé
duyét chuyén d6i sé qubc gia dén nam 2025, dinh huéng 2030; QD sé 146/QD-TTg vé
phé duyét dé an “Nang cao nhén thirc, phd cdp ky nang va phat trién ngudn nhan luc
chuyén d6i s6 quéc gia dén nim 2015, dinh huéng dén nim 2030 di khang dinh phat
trién ngudn nhén luc 1 van dé then chét dé thuc hién cong tac chuyén d6i sé mot cach
bén virng, hi¢u qua, thyc hién thanh cong cac muc ti€u cua Chuong trinh chuyén doi
s6 Qudc gia.

Chuyén ddi s6 trong Trung tam K§ thuat Dién anh bao gdm nhiéu hang muyc:

- Phat trién co s& ha tang sd: xdy dung hé théng mang thong tin, trung tam vé
dir liéu va quan 1y phuc vu cho cong tac quan ly nha nudec.

- S6 hoa dir liéu dé thu thap, luu trit va khai thac mot cach ¢ hiéu qua cac dix
liu dugc st dung va co tir trude dén nay.

- Tu dong hoé cac quy trinh nghiép vu cua Trung tim nham tiét kiém thoi gian
va chi phi van hanh. Tang cudng tinh minh bach va trach nhi¢m thyc hién cong viéc.

- Cung cép céc dich vu cong va xay dyng hé thong thu nhan cling nhu cung cap
thong tin cho céc bén lién quan nhu: can bd 1anh dao, can b nhan vién ctia Trung tam,
nhiing nguoi bén ngoai Trung tim ¢ nhu cau tim hiéu hay lién hé. ..

Maic du linh vuc hoat dong ctia Trung tam la k¥ thudt dién anh, sit dung nhiing
mg dung k¥ thuat s6 rat nhiéu nhung van c6 nhimg phan cong viéc chua thyuc su duoc
s6 hoa. Do d6, TT can xay dung d6i ngii can bd c6 ning luc cao dé dap tmg muc tiéu
chuyén dbi s6 qubc gia, tp trung nang cao chét luong doi ngii k¥ su cling nhu can bod
k¥ thuat tai cac phong ban chirc nang chuyén mon.

- Noi dung giai phap

Nhitng giai phap chuyén doi sb trong don vi sy nghiép cong gém nhiéu hang
muc nhu: xay dung ha téng ) d@)ng bd va hién dai, dao tao va nang cao chét lugng
ning luc ctia doi ngii can b cua trung tdm, ing dung cong nghé sb trong cac hoat
dong ndi bo, thay doi quy trinh thu tuc theo huéng don gidn hod va minh bach, ting
cuong cong tac bao mat thong tin trén khong gian mang. Cu thé co thé thuc hién mot
sO giai phap co ban nhu:

Xdy dung nhitng chwong trinh dao tao vé chuyén doi sé cho cdn by nhin

vién cuia trung tam.
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Xay dyng nhirng chuong trinh dao tao khac nhau cho can by nhan vién trong
trung tam, tuy thudc vao vi tri viéc lam ctia ho boi moi mot cong viéc da doi hoi trinh
d6 k¥ nang tin hoc 14 khac nhau. Vi doi ngil 1ap trinh vién, k§ su vé cong nghé thong
tin, nhan vién thiét ké k¥ thuat... da c6 kién thirc sau vé chuyén mon trong linh vyc sb
nén chi cin b6 sung nhitng chuong trinh dio tao chuyén siu, nhig phan mém mai ap
dung trén thé gi6i ciing nhu & Viét Nam, cing véi d6 1a cac k§ ning mém dé ting kha
ning dap mg mot cach linh hoat khi chuyén d6i cong viéc. Con véi nhiing can bo
chuyén vién phong ban, muc d6 cong nghé thong tin chi & muc tdi thiéu nén can co
nhitng chuong trinh dao tao nhiéu hon vé tin hoc vin phong, xur ly dir li¢u sb, cac
chuong trinh chuyén ddi sb trong quan 1y van hanh doanh nghiép...

Qua trinh dao tao chia lam 3 cap do dé c6 thé danh gia d& dang hon, c6 kha
nang phat trién trong tuong lai.

Cép d6 1: muc co ban. Nhiing k¥ ning s6 co ban dung dé sir dung trong cong
nghé thong tin. Mrc d6 nay cha yéu ddo tao nhitng can bo nhan vién duoc tuyén moi
chua tiép xuc nhiéu v6i mdy tinh va internet.

Cap d6 2: muc trung. O mutc d6 nay, nhitng k¥ ning sir dung phan mém duoc
huéng dan va ing dung mét cach day di, cé ¥ nghia hon.

Cép do 3: muc nang cao. Trong mirc d6 nay, 1 nhitng huéng dan sir dung phan
mém hay xay dung phén mém nhu 1ap trinh, phat trién cac app, khoa hoc dir li€u, cac
phan mém chuyén siu trong k¥ thuat dién anh va xir 1y sb... Cac k¥ nang doi hoi cao,
phat trién lién tuc ca vé chat luong ciing nhu s6 lugng.

Chuyén doi sé trong céng tac dao tao nguén nhan lyc tai trung tim

Theo muc tiéu ctia chuyén d6i s qudc gia, thi chuyén ddi sb trong linh vuc dao
tao la su thay ddi vé hoc tap, phat trién. Day vua 1a sy ddi moi trong dao tao truyén
thong ma con xay dung mot moi trudng hoc tap cha dong, nham dap tng v6i nhing su
bién d6i theo thoi gian cua thi truong.

Vé mot khia canh nao d6, dao tao trong chuyén doi s 1a két hop giira chuong
trinh ddo tao véi tai lidu hoc tap thanh mot hé thong giang day goi 1a E-Learning. Thay
vi str dung nhiéu phan mém va dir liéu khac nhau, thi chuyén d6i sé sé& gitp goi gon lai
thanh mot hé théng dé cong tac dao tao thuc hién dé dang, quan Iy mét cach khoa hoc
hon. Nhu vy chuyén doi s6 bao gdm moi linh vyc cua trung tdm, gitp trung tim doi

mdi quy trinh dao tao hi¢u qué hon.
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Céc tai li¢u hoc tap s€ dugc chuyén ddi thanh dang s6 nhu video, file dit liéu
cia cac phan mém nhu office, photoshop, autoCad... Vi thé, khi ndi dung chuong
trinh dao tao duoc sd hoa sé gitp cho chuong trinh dao tao c6 nhiéu trai nghiém, khién
cho ngudi hoc cam thay thé vi hon trong qua trinh hoc tip. Chuyén dbi s trong
chuong trinh dao tao ctia trung tdm ciing khién cho ngudi lao dong ty chu vé mit thoi
gian, ho ¢6 thé vira 1am vira hoc, giup nguoi lao dong ning cao tinh than ty hoc cia
ban than, tr d6 gitip cho cong viéc cua ngudi lao dong cd hi¢u qua hon ma trung tdm
tiét kiém chi phi, két qua kinh doanh kha quan hon. Do d6, khi xay dung chuyén do6i so
trong dao tao can x4c dinh muc tiéu dao tao cho tung doi tuong cu thé. Chuong trinh
dao tao ngudn nhan luc cta trung tAm gan voi qué trinh chuyén doi sb co thé duoc xay
dung nhu sau:

Bang 3.3: Chuong trinh dao tao vé chuyén déi s6 cho Trung tim KTPA

Chwong Muc tiéu dao tao Poi twong dao

trinh dao tao tao

bao tao ngén han, | - Phat trién toan dién nguén nhan luyc | Tat ca can bo nhan vién
dao tao lai vé CNTT | - Ung dung chuyén doi s trong toan | trong trung tdm

bd linh vyc hoat dong cua trung tdm

- Pao tao cac k¥ nang vé CNTT, cong

nghé so

Pao tao ngoai ngir, | Pao tao cic k§ ning mém, ngoai ngit | Can bd phong HCTH,
cac k¥ ning mém theo chuan qudc gia va thé giéi kinh doanh va cén bo
ky thuat lién quan

Pao tao vé k¥ ning | Theo chién luge phat trién vé nhan | Can bd ky thuat phu

su dung phﬁn mém | luc trong linh vuc ky thuat dién anh, | trach cac linh vuc k¥

chuyén dung cong ngh¢ thong tin thuat dién anh caa TT

Xay dwng lai quy trinh, céng tic to chirc va ieng dung cong nghé sé trong
hoat dong nji b

Van dé to chirc, quy trinh 13 nén tang dé trién khai nhiig giai phap trong
chuyén d6i s6. Nhiing giai phap vé quy trinh can tip trung vao mot s muc sau:

+ Xay dung lai quy trinh, quy dinh vé quan 1y, van hanh co cau to chirc trén hé

thong s6 c6 hi¢u qua va don gian hoé cac thu tuc.
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+ Sap xép, bd tri tinh gon cac quy trinh nghiép vu, loai bo nhiing quy dinh tha
tuc mat nhiéu thoi gian, gidy to dé tiét kiém thoi gian va chi phi nhung van dam bao
dung quy dinh cia Nha nudc va quy ché ctia Trung tAm.

+ Dicu chinh lai co cau vé td chitc nham phu hop hon véi qua trinh chuyén doi

+ Quan 1y cac vin ban, hd so: ngoai yéu cau st dung van ban gidy dé luu trix
theo quy dinh thi can phai bo sung thém hd so van ban dién tir nham giam bét sb
luong gidy to ciing nhu thoi gian giao nhan. Thyc hién giri, nhan van ban ¢ chir ky sb
dé quan ly dé dang hon.

+ Quan 1y trong cong viéc, quy trinh: sit dung cac hé théng quan 1y vé cong
viéc, st dung quy trinh dién tu dé nang cao tinh than trach nhiém, quan ly diéu hanh
cong viéc 10 rang, cong khai hon.

+ Quan ly vé tai san: s dung nhimg hé thong quan 1y tai san cong, tai chinh
dién tir dé kiém tra, giam sat ciing nhu nang cao tinh hiéu qué trong cong tac quan ly
va st dung.

3.2.5. Gidi phap trong cong tac danh gia hiéu qud sau dao tao

- Muc tiéu cua gidi phap

Sau cic chuong trinh dao tao, trung tdm can c6 nhiing danh gia tinh hi¢u qua
ctia chuong trinh dao tao d6i voi ngudi lao dong. Muc dich 1a kiém tra ky ning, kién
thirc, thai 6 va trinh d cua nguoi lao dong c6 thay doi hay khong va muac do thay dbi
nhu thé ndo, dé tir d6 c6 nhing diéu chinh véi chuong trinh do tao va nguoi lao dong.

- Ciin cr d& xuit giai phap

Can ¢t vao muc tiéu dao tao vé nguén nhan luc, ké hoach dao tao hang nam va
ké hoach dao tao dot xuét cua trung tam.

- N§i dung cua giai phap

Cong tac danh gia hiéu qua cta chuong trinh dao tao dbi voi ngudi lao dong sau
khi nguoi lao dong két thuc khoa hoc, tai noi 1am viée cla nguoi lao dong.

Tuy theo cac khod hoc, trinh d0 ngudi lao dong, muc tiéu dé ra khi trién khai
khoa dao tao ma dua ra nhiing tiéu chi danh gia pht hgp. C6 thé danh gia vé 1y thuyét,
vé thyc hanh, vé san pham 1am ra hay thoi gian hoan thanh coéng viéc... nhung phai
cong bang, 1d rang, co tiéu chi ddy di va danh gia bang con sb cu thé dé ngudi lao

dong biét va thyc hién.
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3.2.6. Gidi phdp trong céng tic dao tao nguon nhéin lwc véi quy hoach cdn
b, bé tri cong viéc sau dao tao

- Muc tiéu gidi phap

Trung tim phai c6 nhimng ké hoach bd tri sir dung nguoi lao dong sau khi dao
tao xong, ngoai ra con co ké hoach quy hoach vi tri cu thé dé nguoi lao dong nam
duogc, giup ngudi lao dong co6 thé van dung k¥ ning, kién thirc ciia ban than cong hién
cho trung tAm va ciing 1a co hoi dé nguoi lao dong thé hién minh trong cong viéc.

- Ciin cr d& xuit giai phap

Trung tam xay dung ké hoach vé quy hoach vi tri viéc lam, b tri st dung lao
dong sau dao tao nhu luan chuyén can bg, dao tao chéo, xay dung ké hoach phat trién
nghé nghiép cho timg bd phan phong ban chirc nang.

- N§i dung cua giai phap

Luan chuyén can bo thudng 1a giai phap di chuyén co hé thong nhitng can bd
nhan vién tur vi tri viéc lam nay sang vi tri viéc lam khéc trong doanh nghiép, tur do
nguodi can bd nhan vién s€ tiép thu dugc nhiéu kinh nghiém hon, gitp ho c6 co hoi
thing tién & twong lai.Ngoai ra, dao tao chéo ciling 1a giai phap giup nguoi lao dong
tich luy kinh nghiém nhanh chéng. Trao quyén quan ly, phu trach cong viéc cho nhiing
can by chua ddm nhan chinh thirc nhiém vu d6 va c6 sy gidm sat cua lanh dao cép cao
hon. Pay 1a giadi phap dao tao phu hop cho nguoi lao dong trong nhitng giai doan ma
nguoi lanh dao don vi trong doanh nghiép phai thudng xuyén di ving, khong co mit

tai don vi quan ly.
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Tém tit chwong 3

Trong chuong 3 nay, sau khi nghién ciru vé tinh hinh dao tao ngudn nhan lyc
ciia Trung tim K§¥ thuat Pién anh, bang nhiing khao sat, phan tich cau tra 15i cua
nhitng ngudi duge khao sat tai Trung tim. Qua dinh hudng phat trién ctia Nha nudc vé
don vi sy nghi¢p cong 1ap nodi chung va Trung tam K thuat Dién anh noi ri€ng thi
Trung tim ciing xay dung phuong hudng phat trién va hanh dong ciia minh, nang cao
trinh d§ cua can by nhan vién ma md rong hoat dong trong linh vyc dién anh. Cung
v6i @6 1a xay dung nhitng co ché phu hop dé huy dong ngudn luc xi hoi cho dau tu
linh vuc k¥ thuat di¢n anh.

Qua phan tich, c6 thé théy mét sd thach thuc trong cong tac dao tao nhan lyc tai
Trung tam, tir d6 tac gia xdy dyng muc tiéu va phuong hudng phat trién trong dao tao
ngudn nhan lyc, dong thoi dua ra 6 giai phap hoan thién gdm co: cai tién quy trinh dao
tao, xay dung hé thong danh gia vé tinh hiéu qua trong cong tac dio tao theo mo hinh
Kirpatrick, giai phap nang cao trinh d§ chuyén mén cho cén b¢ phu trach cong tac dao
tao, giai phap xay dung chuong trinh dao tao vé chuyén ddi s6 cho toan bd can bd
nhan vién trong Trung tam, gidi phap trong cong tac danhg gid hi¢u qua sau dao tao
d6i v6i can bd vién chitc duge cir di dao tao trong cong viée va giai phap vé dao tao

ngudn nhan lyc trong quy hoach can bo lanh dao ciing nhu bé tri vi tri sau khi dao tao.
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KET LUAN

Vi nén kinh té thi trudng, hoi nhap qudc té ngdy cang sau rong. Co thé thay
yéu to con ngudi 1a cuc ky quan trong, gitp cho doanh nghiép vuot qua nhitng thir
thach, kho khan dé vuon 1én, canh tranh trén thi truong day bién dong. Dbi véi bat ky
doanh nghiép nao, ctia mot thé ché nao cung can ngudi tai giéi, co ning lyc chuyén
mon va k¥ niang cao dé gip cho sy phat trién bén ving, manh mé. Do d6, cong tac
dao tao va phat trién nguén nhan lyc c6 vai trd cuc ky quan trong trong su phat trién di
1én ctia doanh nghiép, dac biét 1a cong tdc dao tao hi€u qua s€ giap cho doanh nghi¢p
nang cao niang suat lao dong, phat trién con ngudi. V&i Trung tam K thuat dién anh,
ndi dung ludn van da dat ra myc dich 1a dé ra dugc mot sd giai phap can thiét, c6 hiéu
qua dé hoan thién hon cong tac dao tao ngudn nhan luc trong thoi gian tdi. Sau thoi
gian tim hiéu, nghién ctru mot cach nghiém tac, cd ging ciia ban than, ddi chiéu véi
muc dich nghién ciru, luan vin da hoan thanh duoc nhing két qua sau:

Chuong 1 da hé théng lai vé nhitng khai ni¢m vé nhan luc trong xa hoi, nguén
nhan lyc trong don vi sy nghi¢p cong 1ap va doanh nghiép. Cac phuong thuc dao tao
cling nhu quan tri vé nhan luc. Néu 1én duoc vi tri va vai trd cta nhan luc trong sy
phat trién chung, néu 1én sy can thiét phai dao tao ngudn nhan luc. Vi nhitng kinh
nghi¢m vé ddo tao nhan luc tai mot sd don vi su nghiép cong lap, tac gia da dua ra
dugc mot s6 bai hoc kinh nghiém c6 thé ap dung tai Trung tim K§ thuat dién anh.

Chuong 2 trinh bay khai quat vé lich st phét trién va co céu to chirc cua Trung
tam Ky thuat dién anh. Vi nhitng s6 liéu khao sat, thu thap tai li¢u tai Trung tam, luén
vin d3 mo ta va danh gia dugc nhitng thuc trang con dang ton tai trong cong tac dao
tao nguén nhan lyc. Déng thoi, ludn van cling néu ra nhitng thanh tich, ton tai va
nguyén nhan can khic phuc dé hoan thién cong tic dao tao ngudn nhan luc tai Trung
tam K¥ thuat Di¢n anh.

Chuong 3 néu phuong huéng, myc tiéu phat trién trong nhimg nim téi cia
Trung tdm. Trén co s& d6, luan vin dua ra 6 giai phap nham hoan thién cong tic dao
tao ngudn nhan lyc. Nhiing gidi phap dua ra co tinh kha thi cao vi nhiing giai phap nay
dwa trén nghién ctu 1y luan va thyc té tai Trung tim trong nén kinh té phat trién hién

nay.
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Luan vin da dugc thuc hién véi sy cb géng cua tac gia, tuy nhién thoi gian
nghién ctru c6 han, c6 nhiéu ndi dung can thuc hién trong khi tic gia van phai dam
nhan cac cong tac xa hdi va cong viéc tai don vi nén ludn van chua thé néu duoc hét
nhiing van dé can trinh bay va ciing khong tranh khoi nhitng han ché, dac biét 14 trong
linh vuc k¥ thuat dién anh dic thu tai Viét Nam. Vi vdy rat mong duoc su dong gop
chan thanh, gop ¥ xay dung tir quy thiy cd, dong nghiép va ban bé dé ndi dung luan
van dugc hoan chinh hon, mang lai l¢i ich cho Trung tam K¥ thuét Dién anh trong giai

doan phat trién toi day.
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PHU LUC
I. Mt s6 vin ban lién quan téi cong tic dio tao ciia Trung tim
1. Bin cam két vé cong tac dao tao sau khi dwoc tuyén dung/ ky hop dong lam

viéc tai Trung tam Ky thudt Dién anh.

CONG HOA XA HOI CHU NGHIiA VIET NAM
Poc 1ap - Tw do - Hanh phic

BAN CAM KET
Téi tén 1a : sinh ngay: gidi tinh:
S6 CMND/ CCCD: cap ngay tai

Ho khau thuong tra:

Dia chi hién nay dang o

T6i xin dang ky du tuyén vao vi tri:

Tbi xin cam két truée khi duoc tuyén dung, ban than t6i da dugc Trung tam K¥
thuat Pién anh dao tao vé kién thic voi cac sé ndi dung sau:

1. Gi6i thiéu tong quan vé sy hinh thanh va phét trién ctia Trung tam.

2. Hé théng co ciu to chirc ctia Trung tim.

3. Nhirng ndi quy vé lao dong;cac ché d6 chinh sach va phuc lgi xa hoi cua
Trung tam.

4. Nghia vu va quyén loi ctia ngudi str dung lao dong va ngudi lao dong (Hop
dong lao dong ciia Trung tim va Phong ban)

5. Céac quy dinh, quy trinh va bi¢n phap an toan vé€ sinh lao dong, bao hd lao
dong ctua Trung tam.

6. Cac quy dinh, quy trinh, thao tac trong thuc hién cong viéc va quy dinh vé
bdi thudng, xir 1y ky luat cua Trung tam.

......... , ngay ... thang ... nam...

NGUOI CAM KET
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2. Ban ké hoach dao tao hang ndam cia Trung tam K3 thudt Pién anh

BO VAN HOA, THE THAO & DULICH =~ CONG HOA XA HQI CHU NGHIA VIET NAM
TRUNG TAM KY THUAT DIEN ANH DPoc 1ap — Tw do — Hanh phic

Ha Noi, ngay thang nam

KE HOACH PAO TAO NAM: ......

TT | Noidungdao | S6luong | Sdngay | Ponvi | Tongkinh | Ghicha
tao can bo dao tao dao tao phi (vnd)

Téng kinh phi ddo tao du trit cho NAM: .......oooueii e

Ngudi 1ap ké hoach Giam doc Trung tim

3. Bang danh gia vé két qua cong viéc sau dao tao cua Trung tam

BO VAN HOA, THE THAO & DULICH =~ CONG HOA XA HQI CHU NGHIA VIET NAM
TRUNG TAM KY THUAT DIEN ANH Poc 1ap — Tw do — Hanh phiic

Ha Noi, ngay thang nam
PANH GIA CAN BQ CUA TRUNG TAM KTPA
SAU KHI PUQC PAO TAO
1. Nguoi dugce danh gia:
2. Noi dung khod hoc dugc cu di dao tao:
3. Thoi gian dugc dao tao:
4. Cong viéc chinh dugc giao trude khi cir di dao tao:
5. Cong viéc chinh dugc giao sau khi hoan thanh khoa dao tao:

6. Thoi gian danh gia cong viéc:
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7. NOi dung danh gia:

7.1 Két qua thuc hién nhiém vu dugc giao (phan tich k¥ két quéa hoan thanh
nhiém vu dé c6 két luan vé mirc d6 hoan thanh: tdt, kha, trung binh, chua dép Gng):

7.2 Nhitng phat huy, sang kién vé quy trinh, vé khoa hoc k¥ thuat ctua nguoi
dugc danh gia (néu co):

7.3 Anh huong cta ngudi duge danh gia dén két qua chung trong cong viéc tap
thé:

Can b danh gia Xéc nhan cia Trung tim

4. Hop dong vé dao tao ciia Trung tam véi nguoi lao dong

BO VAN HOA, THE THAO & DULICH = CONG HOA XA HQI CHU NGHIA VIET NAM
TRUNG TAM KY THUAT DIEN ANH Doc 1ap — Tw do — Hanh phiic

Ha Noi, ngay thang nam

HQP PONG DAO TAO
Chiing t61, MOt beN 18 ONG/BA:.........cuovveieeeeeeeeeeeeeeee e
Sinhngay : .ooovveieeieee Qudc tich: Viét Nam
S6CMND: ..., , CAp ngay ........ NOTCAP: oo
Dia chi thuwON@ trll: ..ooeeiieceeee e
Chirc VU & oo, Piénthoai: ...

Dai dién cho: Trung tam K§ thuét Dién anh
Dia chi : 465B Hoang Hoa Tham, Ba Dinh, Ha No6i
Sau day goi 1a “Bén A”

Va mot bén la Ong/Bé: ....................................................... Quéc tich: Viét Nam
Sinh ngay, thang, ndm: .............c............ AL e

Nghé nghiép: ..o Dia chi thuong tra: ......coocovveiieieee
S6 CMND: ..o, , CAP NEAY ... L NOT CAP v

Sau day goi 1a “Bén B”

Thoa thuan ky két hop dong dio tao va cam két lam dung nhiing diéu khoan sau

PIEU 1: KHOA HQOC PAO TAO

Bén A ddng y ctr va Bén B dong ¥ tham gia khoa dao tao nhu sau:
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-TEN KhOA hOC: ..oooiiiiiiiee e

= D0 t6 chirc.

- Dia GEM 8 CHUC: oo,

- Thoi gian dA0 ta0: ..ecveeeieeieeeeeeeeee e

PIEU 2: TRACH NHIEM CUA BEN A

2.1. Tao diéu kién cho ong/ba .................. duogc theo hoc 16p ............ tal ..o

2.2. C6 trach nhiém giai quyét cac ché do c6 lién quan theo quy dinh chung cta
Trung tdm trong thoi gian ong/ba ............. di hoc.

2.3. V& tién luong, cac khoan Bao hiém xa hoi, Bao hiém y té, Bao hiém that
nghiép ... van duoc giai quyét tai don vi.

PIEU 3: TRACH NHIEM CUA BEN B

3.1. Tham du déy du va thyc hién nghiém chinh cac quy dinh cua khoa dao tao.

3.2. Tuan thu ndi quy, quy dinh ctia co s¢ dao tao, chiu trach nhi¢m ca nhan
trong truong hop vi pham ky luat, hodc cac vi pham khac va cé trach nhiém boi
thudng thiét hai trong trudng hop 1am hu hong hodc 1am mat dung cu, thiét bi va cac
tai san khac tai noi dao tao.

3.3. Ngay khi két thuc khoa hoc phai tién hanh lam viéc tai Bén A va Bén B

cam két tiép tuc lam viéc cho Bén A sau khi hoan thanh khoa dio tao

3.4. Sau khi duoc dao tao, bén B phai lam viéc cho B phan minh dang lam
viéc. Trong truong hop bén B muén duoc thuyén chuyén sang Bo phan/Pon vi khac
ctia Bén A thi phai dugc sy dong ¥ bang van ban ctia Bén A.

PIEU 4: TRACH NHIEM HOAN TRA CHI PHi PAO TAO

4.1. Trong thoi gian thyc hi¢n cam két 1am viéc tai bén A theo quy dinh tai
khoan 3.3 Piéu 3 ctia hop dong ddo tao nay, Bén B c6 nghia vu hoan tra lai cho Bén A
toan bo chi phi trong thoi gian di hoc (bao gdm céc khoan: chi phi dao tao, tién luong,
phu cép, cac khoan dong Bao hiém xa hoi, bao hiém y té,bao hiém that nghiép...) va
phai chiu 13i suat (theo Ngan hang) vé chi phi subt qua trinh hoc (trir truong hop dic
bi€t nhu bi tai nan lao dong nang hoac bénh nang, khong thé theo hoc ma co giéy
chtng nhan ctia Co quan Y té c6 tham quyén) trong trudng hop sau:

- Bén B khong hoan thanh khoa dao tao vi bat ky 1y do nio;

- Bén B don phuong cham dit Hop dong lao dong trai luat;

- Hop ddng lao dong giita bén A v6i bén B hét han, bén A ¢6 quyén ky két hodc
khong ky két hop dong lao dong moi véi Bén B: truong hop bén A dé nghi ky két hop

dong lao dong méi nhung bén B khong dong ¥ ky két va khong tiép tuc lam viéc tai
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bén A khi Bén B chua hoan thanh thoi gian lam viéc t6i thiéu quy dinh tai Khoan 3.3
Diéu 3 thi bén B phai hoan tra toan bd chi phi dio tao cho bén A; truong hop bén A
khong dong y gia han hop dong lao dong méi thi bén B khong phai hoan tra chi phi
dao tao cho bén A.

- Bén B bi xtr Iy ky luat sa thai theo quy dinh cua phép luat;

- Bén A va bén B thoa thuan chdm dit Hop dong lao dong, trir truong hop cic
bén thoa thuan khong bdi thuong chi phi dao tao.

4.2. Néu hop dong lao dong giita bén A va bén B 1a hop dong lao dong khong
xéac dinh thoi han, bén B don phuong cham dit hop dong lao dong c6 thong bao trude
cho bén A 1a 45 ngay nhung chwa 1am viéc tai bén A theo dung thoi gian di cam két
theo Hop dong ddo tao thi bén B phai hoan tra lai toan bd chi phi dao tao cho bén A.

4.3. Khi phét sinh cac can ctr hoan tra chi phi dao tao, bén B phai hoan tra toan
bd chi phi ddo tao quy dinh tai khoan 4.1 Diéu 4 trong vong 01 thang (30 ngay) ké tir
ngay xay ra hanh vi quy dinh tai khoan 4.1 va 4.2 trén.

PIEU 5: PIEU KHOAN CHUNG

5.1. Hai bén ty nguyén cam két tuan thi va thyc hién nghiém chinh cic diéu
khoan ghi tai Hop dong ddo tao nay.

5.2. Nhiing van dé vé lao dong khong ghi trong hop dong dao tao thi ap dung
theo quy dinh cua ndi quy lao dong va phap luat lao dong;

5.3. Moi tranh chip phét sinh trong qua trinh thyc hién Hop dong nay s& duoc
hai bén cung nhau ban bac, thoa thuan giai quyét. Trudng hop cac bén khong dat duoc
su thoa thuan théng nhét thi tranh chap s& duoc dua ra Toa 4n c6 tham quyén dé giai
quyét.

5.4. Hop dong dao tao nay co hiéu lyc ké tir ngay ky cho dén hét thoi han cam
két 1am viéc ciia bén B cho bén A sau khi két thuc khoa ddo tao tré vé theo quy dinh
tai Piéu 3 ciia hop dong dao tao nay.

5.5. Hop ddng dao tao nay duoc lap thanh bon (04) ban, bén A gitr 02 ban, bén
B git 01 ban, ....coeovveieeiieeiieeee e, (noi bén B cong tac) gitr 01 ban. Cac ban co
gia tri nhu nhau va c¢6 hiéu Iyc ké tir thoi diém ky két, dong dau hop dong dao tao.

Hop dong nay 1am tai Trung tim K§ thuat Dién anh.

Nguwoi laodong Giam doc Trung tim

(Bén B) (Bén A)
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5. Ban cam két cua can bo, vién chuc Trung tam dwoc cu di hoc

BO VAN HOA, THE THAO & DULICH = CONG HOA XA HQI CHU NGHIA VIET NAM

TRUNG TAM KY THUAT PIEN ANH Pjc lap — Ty do — Hanh phic

Ha Noi, ngay thang nam

BAN CAM KET
TOLtEN 1A: oo , sinh ngay ..... thang ....... nam ...
S6 CMND: ..o, , CAP NEAY oo 17 1
SO Bao hiém xa hoi $8: ceeeeren... Hi¢n dang cong tac tai: ..............ceevennn.e

Chlrc VU hi€n Nay: ..o e e

Dugc don vi va Trung tdm K§ thuédt Pi¢n anh cir di hoc 16p ........oceoiiial.

T6i xin cam két néu vi pham mot trong cac ndi dung sau ddy, t6i xin bdi hoan
lai toan bo chi phi va tién lwong ma Trung tdm K§ thuat Dién anh da chi tra trong thoi
gian t6i di hoc:

1. Tiép tyc lam viéc cho Trung tim K§ thuat Dién anh sau khi hoan thanh khoa
dao tao 1a 05 nam.

2. Khong hoan thanh chuong trinh hoc vi bat ctr Iy do nao.

3. Vi pham ky luat bi Nha truong budc thoi hoc, hodc tu ¥ bo hoc.

4. Vi pham ky luat lao dong bi x1r 1y hinh thirc ky luat “sa thai” hodc “budc thoi
viéc”

5. Pon phuong chdm dut hop dong lao dong.

Xéc nhan cua don vi Nguoi viét cam két

6. Bé cdu héi khdo sat vé cong tac dao tgo tai Trung tdm Ky thudt Dién anh

PHU LUC BO CAU HOI KHAO SAT
Cau héi khao sat danh cho can b, vién chirc, ngudi lao dong cua

Trung tim Ky thuit Di¢n dnh

Kinh gt cac can b9, vién chirc ciia Trung tam K¥ thuédt Dién anh.

Pugc sy dong ¥ va cho phép cta Ban giam déc Trung tdm va Lanh dao céc
phong ban thugc Trung tam Ky thudt Dién anh.

Nhim phuc vu cho viéc nghién ctru dé nang cao chét lugng dich vu dao tao
ngudn nhan lyc cua Trung tim, kinh monganh chi dién thong tin va tra 11 cu héi vao
bang khao sat dudi day. Tat ca thong tin ¢4 nhan cua Quy anh chi s€ dugc bao mat

theo quy dinh.
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RAt mong nhan dugc sy hgp tac ciia Quy anh chi.

1. Ho va tén: 2. Nam sinh: 3. Giéi tinh:
4. Pon vi cong tac: 5. Chuce vu:
6. Trinh d¢ hi¢n tai: 7. Thoi gian cong tac tai Trung tam:

B9 cau hoi c6 5 muc danh gid, dugc thé hién nhu sau:

Mirc 1: R4t dong y Mirc 2: Dong y Muc 3: Khong y
kién

Mirc 4: khong dong y Mirc 5: Rét khong dong ¥

Quy anh chi danh diu ‘X’ vao 6 twong ing ma Quy anh chi thiy phu hop nhat
v6i thue té ma Quy anh chi nhan dugc hodc nhan thiy.

I. Khao sat, danh gia vé hiéu quéa cua khoa hoc ma Quy anh chi da dugc hoc do
Trung tam K§ thuat Dién anh t6 chuc:

TT Noi dung danh gia Muc1 [ Muc2 | Muc3 | Muc4 | Mire S

Dap ung dugc mong doi va nhu cau
hoc tap cua toi.

Thong tin dugc trinh bay ¢ mtc do
2 | hoc tap thich hop cho giai doan nay
trong sy nghi€p cua toi.

3 | Thiét ké chuong trinh hiéu qua.

Khoa hoc gilip toi ting cuong két
ndi véi cac dong nghiép.

To61 da hoc dugc cac ky nang va ly
5 | thuyét s& gitip t6i co chién luge va
hi€u qua hon trong cong viéc.

Khoéa hoc da cung cap cho toi
nhiing y tudng va ngudn lyc mai.

T6i muon gidi thidu chuwong trinh
nay cho cac dong nghi¢p mai.

8 | Thoi lugng cua khoa hoc vira du

I1. Khéo sat vé muc tiéu nhitng khod hoc ma Quy anh chi da dugc hoc
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TT NoOi dung danh gia Mucl [ Mirc2 | Muc3 | Mic4 | Muc S
1 Muc tiéu khod hoc phu hop véi d6i
tugng tham gia khoé hoc
No6i dung khod hoc dam bao voi
2 |myc ti€u nguodi hoc dang mong
muon
3 | Khoa hoc gitip nang cao kién thirc
4 Khoa hoc gitp phat trién ky ning
nghé nghiép tot hon trudc day
Khoa hoc gitip nguoi hoc sir dung
5 | luén kién thuc vao cong viéc hi¢n

tai

III. Panh gid ctia Quy anh chi nhu thé nao vé co s& vat chat phuc vu cac

chuong trinh hoc tap va dao tao cia Trung tdm

quat, nha we...) tdt

TT NoOi dung danh gia Mucl [ Mirc2 | Muc3 | Mic4 | Muac S
1 | bia diém, vi tri phong hoc tbt
Trang thiét bi phuc vu giang day
2 | day du, dugc su dung trong qua
trinh hoc
3 Céc tai liéu giang day phu hop véi
ndi dung dugc giang day
4 | Cic thiét bi phu tro (diéu hoa,

IV. Anh chi danh gia vé nhitng Giang vién, can bd giang day cua cac khoa dao

tao ma Trung tdm to chirc:

hanh

TT Noi dung danh gia Muc1l | Muc2 | Mic3 | Mirc4 | Muc 5

1 Noi dung giang vién trinh bay day
dua theo gido trinh

) Giang vién co ky nang su pham,
c6 kién thuc nghe nghiép tot

3 Giang vién st dung thoi gian
giang day c6 hiéu qua

4 Gidng vién tao moi truong hoc tap
binh dang, doan két hoc vién

5 Phuong phap giang day phu hop
voi chu dé duoc dao tao

6 Két hop tot gitra 1y thuyét va thuc
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V. Anh chi nhan dugc nhiing kién thirc, k§ nang nhu thé nio voi cong viée hién

tai:
T Ket qua nhan dwoe sau | o g | Mge2 | Mie3 | Mie 4 | Mire 5
khi tham gia khoa hoc

1 Pat duoc mot sd kién thirc dé co
thé ap dung vao cong viéc hién tai

5 | Co duoc kién thic méi dé ung
dung vao cong vi¢c tuong lai

3 Khoa hoc giup lam vi¢c hiéu qua
hon

4 Kién thirc ctia khoé hoc chua thoa
man yéu cau cua ngudi hoc

s | Lam thay d6i nhan thirc d6i véi
mot sO linh vuc dang quan tam

Két thiic khao sat.

Tran trong cam on Quy anh chi da giap do.




