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Con nguai
Minh cé dd ngusi dung viéc, ré ai lam gi, dudc hudn luyén va giit chan, Chua du théng tin
dé doanh nghiép chay khi chii véng khéng?

La gi? Visao can?

O nay gdm sa dd vi tri, md ta céng viéc, tuyén Doanh nghiép khdng I6n hon ddi ngii clia né.
dung, hudn luyén, ddnh gid, d&i ngd, gill chan va Khoéng ré ai lam gi thi viéc roi vé chi. Ngusi gidi
ngudi k& cén. V&i nganh can chuyén mén cao, nghi ma khéng c6 ngusi thay thi doanh thu va
ngudi gidi nghé vira 1a tai san 18n nhdt, vilalardo  chdt ludng tut ngay. M3 thém diém |a phdi nhan
cdn 18n nhat khi muén mé réng. déi d6i; tuyén var dao tao chdm hon téc dé mé la

ly do hay gdp khién chudi va.

Ddu hiéu 6 nay dang néng

Nhén vién hdi chd nhitng cau giéng nhau méi ngdy.
Ngudi méi mat nhiéu tudn mai lam dugc viéc, méi ngudi kem day mot kiéu.

M6t hai ngudi gidi nghi la doanh thu, chat lugng gidm rd.

e Khdng cé sa db vj tri; luang thudng khong gén véi két qué do dugc.

Lam thé nao?

Vé s dd vi tri
V& theo vi tri, khdng theo tén ngudi. M&i vi tri cé mdt ngudi chiu trdch nhiém, ké cd khi mét ngusi
dang kiém nhiéu vi tri. ® ndo dang ghi tén chli 1 6 cdn ngudi thay trudc.

Viét mé ta cong viéc mot trang
M&i vi tri: két qud can dat, viéc chinh hdng ngdly, chi sé do, ai la ngudi kém. Mot trang 1& dd, dai han
khéng ai doc.

Gom b cdu héi thusng gdp
M&i vi tri ghi 10 cau khdch hdi nhiéu nhét; chl hodic ngudi cé chuyén mén viét cau trd 18i chudn.
Kém dinh nghia chung cho cdc ti chuyén mon dé cé doi néi cing mét nghia.

Hudn luyén bén budc

Noi (gidi thich vi sao va cdc budc) - Lam mau (ngudi kém ladm, ngudi hoc xem) - Lam cung (ngudi
hoc lam, ngudi kém dimg canh) - D& tu lam (khi dat tiéu chi dé viét tir trudc). Khdng bd qua budc
gita.

Po thgi gian ngudi méi tu lam dugc

Ghi ngay bdt dau va ngdy ngudi mdi tu lam dat checklist. Con s6 ndy cho biét tai liéu ddo tao cé
tot khong.

Giit chan va ké can

Vi tri then chot c6 16 trinh phdt trién, déi ngd gdn chi s va it nhdt mét ngudi du bi. Hop dong rd
rang theo BO ludt Lao dong 2019; kiém tra bdn hién hanh, hdi lugt su.
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Thang cham 1-5 vz DAM = MUC CUA LACA DENTAL

. Khéng cé s6 d6 vi tri; tuyén ai lam ndy; chd lam moi viéc quan trong.

Cé phan céng nhung ndm trong déu chd; ngudi méi hoc bding cdch nhin; m&i ngusi

2 .
kém day mot kiéu.

3 Cb 50 d6 vi tri, md t& cong viéc, tai liéu ddo tao co ban; ngudi méi cé ngusdi kém;
nhung chd vén phdi gidi quyét phan I16n viéc vudng.

p M&i vi tri cé chi s6; ngudi mdi tu lam dudc trong thdi gian do dudc; cé quén ly cép

gitta; d&ingd gdn chi s8; chli vdng vai tudn vén chay.

. Hé thong tuyén - ddo tao - ké cdn chay déu; dao tao sdn ngudi cho diém mdi trude
khi m3; ty 1& nghi viéc thdp va 8n dinh.

Tu kiém tra nhanh

Anh chij cé s6 db vi tri, m&i vi tri ghi r& mot ngudi chiu trdch nhiém khong?
M&i vi tri cé md td céng viéc mdt trang kém chi sé do khéng?

C6 bd cau hdi thudng géip véi cdu trd I8i dé duyét dé dao tao khong?
Anh chj biét ngudi m&i mat bao nhiéu ngdy dé tu lam dugc khong?

Vi tri then chét ndio cling ¢6 it nhat mdt ngudi du bi khéng?

Moi nhan su déu cé hgp déng ré rang, ding hinh thirc khéng?

Vidu

-

LACA Dental (case mdau)

O nay chua chdm vi chua di théng tin. Diéu da biét: I8i tu van hay nhat van ndm & bdc siva chua cé
quy trinh viét ra, tirc kién thic dang ndm trong ngudi. K& hoach d&t mé hinh méu 3-5 bdc si, 6-9
phu td, 3-5 1€ tan, CSKH méi cd s8, nghia l& cdn khodng 90-150 bdc si cho 30 ca s8, va chinh ké
hoach nhén tuyén, ddo tao, gilr chéin bdc sila réo cdn téing trudng trong yéu. Chua cé sé ngudi that,
sa d6 ai lam gi, thdi gian ngudi mdi tu lam dugc hay ty 1& nghi viéc.

Vi du minh hoa: nha hang gia dinh

Bép trudng nghi dot ngdt, nha haing phdi dédng bt mén suét hai tudn. Sau dé chd vé so dé vi tri, viét
cong thirie chudn ¢é dinh lugng cho 20 mén bdn chay, chon mot phu bép lam ngudi du bi va huéin
luyén theo bdn budc. Ngudi mdi vaio bép dugce ghi ngdy tu lam dat chudn. Lan sau cé ngudi nghi,
thuc don van gitt nguyén.

Vi du minh hoa: dai ly vat liéu xay dung

Mot nhan vién kinh doanh gidi nghi viéc va mang theo nhém khdch thau. Chi chuyén dit liéu khdch
vé phdn mém quan ly khdch hang chung, gom 30 céu thdu hay hdi thanh tai liéu ddao tao, va gdn
thudng véi chi s6 chung clia nhém. Ngudi méi tu goi khdch dudc sau khodng 3 tudn (minh hoa) thay
vi 2-3 thdng nhu trudc.
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LACA Dental - 90 ngay 8 6 nay

a N\
HIEN TRANG

Chua d0 thong tin dé chdm. Phong khdm dang chay véi bdc si, phu td, 1€ tan; I8i tu vdn hay nhét

ndm & bdc si, chua cé quy trinh viét ra. K& hoach can khodng 90-150 bdc sicho 30 c6 s8 va tu

nhan bdc silé rdo cén trong yéu khi mé réng.

KHOANG TRONG

Can thu thap dé chdm: (1) s6 bdc si, phu td, I& tan hién cé va hinh thic hgp ddng; (2) ai lam gi: ai
ti€p ddn, ai tu van ké hoach diéu tri, ai goi hdi thdm, ai chiu trach nhiém chuyén mén; (3) ngudi mai
mat bao 1au dé tu lam dudc; (4) ty 1& nghi viéc 12 thdng; (5) doanh thu va khdch dang phu thudc
vao bdc sindo; (6) ngudn tuyén va diéu kién gilr chan bdc si.

VIEC TRONG 98 NGAY

e L& tan, phu td, bdc siméi vi tri ghi lai mot ngay lam viéc; chd phong khdm vé s d6 vi tri tir d6 -
trusc 15/11/2026.

e L& tan va phu td méi ngudi ghi 10 cau khdch hdi nhiéu nhét; chi phong khdm viét cau trd I5i
chudn, bdc si duyét phdn chuyén mon - trudéc 06/12/2026.

e Chi phong khdm chon mét ngudi kém cho méi vi tri va hudn luyén theo bén budc Néi - Lam méu
- Lam cuing - P& tulam - trudc 07/12/2026.

e L& tan trudng ghi ngdy ngudi mai tu lam dugc vao béng chi sé hdng tudn; muc tiéu dén
09/01/2027: bdc si, phu td mdi lam theo quy trinh sau 14 ngay.

T “chua dh théng tin” sang c6 diém chdm that, kém nén clia mic 3: c6 sa dd vi tri, bo cau hdi

thudng gdp da duyét, ngudi kém cho méi vi tri. Dau hiéu: ngudi méi lam theo quy trinh sau 14
ngay va chi phong kham bi héi Idp lai it han ro.

- J

Checklist trién khai

V& s db vi tri, m&i vi tri ghi mot ngudi chiu trdch nhiém.

Viét m6 té& céng viéc mot trang cho ting vi tri.

Gom 20-50 cdu hédi thudng gdp kém cau trd I6i da duyét.
Viét bang dinh nghia cdc tir chuyén mén hay dung.

Chon ngudi kém cho méi vi tri.

Viét tiéu chi “dugc tu lam” cho tling viéc chinh.

Ghi ngdly ngudi méi tu lam dugc vao bdng chi sé.

O00000O00n0

R& hgp déng va gidly phép hanh nghé (theo Ludit Khdm bénh, chita bénh 2023) clia todn bd nhén su
chuyén moén.

Chi s6 do

CHI sO CACH BO THE NAO LA TOT

S8 ngdy ngudi méi tu lam Ngdy dat checklist mot minh - ngdy bét ddu  Gidm ddn; LACA ddt muc tiéu 14
dudc [am. ngdy cho bdc si, phu td méi lam
theo quy trinh.
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CHI sO

Ty 1& nghi viéc 12 thang
Ty I& vi tri then chét c6 ngugi

dubi

S6 cdu héi lap lai chi phdi tra
16i m&i tuén

Chi phi nhan su trén doanh thu

Al va tu dong hoa
VIEC

Soan mé td céng viéc

Trg ly tra ctfu ni bo

Bai kiém tra sau ddo tao

Theo déi tién dd dao tao

Sai lam hay gap

CACH PO

S6 ngudi nghi trong 12 thdng + s& ngudi binh
qudn.

S6 vi tri then chét c6 ngudi du bi dé hudin
luyén + téng vi tri then chot.

Chu hodc trg ly dém trong mot tudn.

Téng luong, thudng, bdo hiém + doanh thu
cung ky.

THE NAO LA TOT

On dinh hodc gidm; ddc biét theo
ddiriéng nhdom chuyén mon.

Tién t8i 100% trudc khi ma diém
mai.

Gidm ré sau khi co bd cdu hoi
thudng gdp.

Theo d6i xu hudng; tdng nhanh hon
doanh thu I& ddu hiéu cén xem lai.

cONG CU AI LAM - NGUOI LAM

Claude hodc ChatGPT Al nhdp tur ghi chép mot ngay [am viéc cla nhdn vién. Chd
stfa cho dung thuc t& va duyét.

Claude Projects hodc Nhén vién héi, Al trd IGi ding theo bd cdu hdi va quy trinh
ChatGPT vdi tai liéu da g6c. Cau hdi chuyén mén y khoa ludn chuyén cho bdc s,
duyét Al khéng tu trd IGi

Google Forms + Claude Al tao cdu hai tir tai liéu ddo tao. Ngudi kém chdm phdn

thuc hanh tgi ché.

Lark Base M&i ngudi méi cé modt dong: bude dang hoc, ngdy dat
tiing budc. Quan ly xem, chli chi doc téng hgp.

e Tuyén gdp vi thiéu ngusi rdi bd qua ddo tao: ngudi mdi lam sai, khdch mat, ngusi cii dudi theo.

e N&i mét 1an rdi giao ludn: ngudi hoc chua duge xem [dm mdu, chua lam cé ngudi kém thi sai gan nhu

chdc chén.

e DE tailiéu ddo tgo troi theo timg ngudi kém: vai lra sau m&i ngudi maéi hoc mdt phién bdn; hay giao

mdt ngudi gilr bdn géc va

duyét moi thay ddi.

e Dua vaio mot bdc si gidi ma khéng cé ngusi ké can: khi ngudi d6 nghi, khdch va doanh thu di theo.

Khai niém gé’c TRUY VE
KHAI NIEM

Hudin luyén céng viéc bén
budc (Job Instruction)
CO NGUON

Chuyén giao ddn trach nhiém
(t6i lam - ta cung lam - ban
tu lam)

CO NGUON

Sa dd t8 chiic theo vi tri,
khoéng theo ngugi
cO NGUON

NGUON NGUYEN BAN

NGUON GOC

Training Within Industry Service (chuang
trinh cia Chinh phl My th&i Thé chiénll) -
Job Instruction - thdp nién 1940

P. David Pearson & Margaret C. Gallagher
- “The Instruction of Reading
Comprehension”, Contemporary
Educational Psychology - 1983

Michael E. Gerber - The E-Myth Revisited
- HarperBusiness - 1995
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CAS DUNG THE NAOD

B&n budc chudn bj - trinh bay - cho
lam thir - theo ddila gdc clia céch
hudin luyén bén budc; tén goi “Noi -
Lam md&u - Lam cling - D& tulam” &
cdch CAS Viét hod.

Gidi thich vi sao khéng dugc bd budc
Lam cung: ngudi hoc cdn mdt giai doan
ladm c6 nguGi ding canh trudc khi tu
[am.

Y vé s6 d6 theo vi tri, ké cé khi mot
ngudi kiém nhiéu vi tri, va 6 ndo ghi tén
chdi 1 6 céin ngudi thay trudc.
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https://www.lean.org/lexicon-terms/training-within-industry-twi/
https://www.lean.org/lexicon-terms/training-within-industry-twi/
https://www.lean.org/lexicon-terms/training-within-industry-twi/
https://www.emerald.com/insight/content/doi/10.1108/S2048-045820190000010001
https://www.emerald.com/insight/content/doi/10.1108/S2048-045820190000010001
https://www.emerald.com/insight/content/doi/10.1108/S2048-045820190000010001
https://www.emerald.com/insight/content/doi/10.1108/S2048-045820190000010001
https://catalog.spanishfork.org/Record/142
https://catalog.spanishfork.org/Record/142

KHAT NIEM NGUON GOC CAS DUNG THE NAO

B céu héi thudng gdp lam CAS Automation - Ban dé nhiét 30 6 - Viéc gom 20-50 cau khdch hdi nhiéu
nén dao tao Doanh nghiép 2030 - 2026 nhét kém cau tré 16i da duyét va bang
dinh nghia chung la quy uéc CAS cho

ddo tao déng nhdt.

O lién quan
3.3 Quy trinh, hé théng hod - 3.1 San xudt, cung (ing, giao hang - 2.3 Chat lugng, trdi nghiém, khdc biét
5.1 M8 rong doanh nghiép - 6.6 Lao déng - 6.7 Nganh cé diéu kién

Tai liéu & ggi y qudn tri, khdng phdi tu véin phdp ly, thué hay y khoa. Sé liéu minh hoa dé dudc ghi ré. Trudc khi dp dung cdc nodi dung vé
phdp ly, thué, quéng cdo dich vu y t&, héy d&i chiéu van bdn hién hanh va héi luat su, ké todn.
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