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NGHIEN CUU QUAN TRI NHAN SU

NHAN SU THU'C HIEN CHUYEN POI SO TRONG DOANH NGHIEP

Chuyén d6i s6 (CDS) dang 1a mdi quan tdm cta dai da sé cac doanh
nghiép (DN), t6 chtrc trong tat ca cac linh vuc kinh té, xa hoi hién nay. CPS 1a
maot qua trinh thiét yéu trong nén kinh té sé d6i v6i moi DN, bat ké qui mo. Nhiéu
DN di coi CDS 1a co hoi cia lich st & DN vuon 1én trong nén kinh té sb, gitp
DN thoat ra khoéi kho khan va nguy co pha san.

Lam thé nao dé CPS thanh cong 13 vAn d& ma nhiéu DN, nhiéu chuyén
gia dang tim cau tra 10i. D& CDS thanh céng, DN can c6 nhitng ngudn lyc vat chat
va dac biét nguén nhén luc sd. Bai viét sau viét chi tiét vé& nhan sy dé CPS trong
DN.

1. So lwoc vé chuyén doi sé trong doanh nghiép

C6 rat nhiéu dinh nghia vé CDS, trén giac d¢ chung nhét co thé dinh
nghia nhu sau: CDS 1a viéc tich hgp cac cong nghé s6 vao tat ca cac khia canh
ctia mot don vi, t6 chirc. P6i véi mot DN thi CDS 1a viée tich hop cong nghé s6
vao cac khia canh nhu: Quan 1y nhan sy, quy trinh san Xuét, ban hang, hang tdn
kho, chi phi, marketing, quan 1y dong tién... C6 thé n6i, CDS thanh cong gitp
DN (truc tiép 1a 1anh dao) c6 thé thu hiéu dugc hé théng ciia minh, hiéu thi
truong, thau hiéu khach hang..., tung quyét dinh cta ldnh dao dugc dya trén s6
lidu thue ciia DN va cac ngudn thong tin khic da dugc thu thap va phan tich...

Hién nay dang tdn tai nhiéu quan diém, cach thuc va 16 trinh khac nhau
dé DN thuc hién CDS. Co thé noi khong c6 DN nao CDS hoan toan nhu nhau.
Tuy nhién trén nhitng nét chung nhat, khi CPS DN can thuc hién nhitng cong viéc
nhu sau: (1) Chuyén d6i nhan thtrc cua lanh dao va nhan vién vé CBS; (2) Xay
dung vin hoa DN tir kinh doanh truyén théng sang méi truong sd; (3) Xéac dinh
thue trang nhu cdu, mong mudn ciia DN trong CPS; (4) Panh gia nguén luc cua
DN; (5)Xay dung chién luoc, ké hoach CPS; (6) Xay dung 16 trinh CDS phu hop;
(7)T6 chtrc thuc hién CBS theo 10 trinh va (8) t6 chirc danh gia viéc thuc hién
CDS va cai tién quy trinh CDS.

Nhu vay CDS 1a mdt qua trinh lién tuc chtr khong phai cong viéc thuc
hién trong giai doan nhét dinh. Van dé dit ra: Ai thuc hién chuyén ddi sb trong
DN?
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2. Nhén sw thuc hién chuyén doi 56 trong doanh nghiép

Trudc hét, can khang dinh: CPS 1 qua trinh thay doi tong thé va toan
dién moi mat cia mot DN nén do6 la viéc cua tat ca moi thanh vién trong DN.
Trong truong hop DN khong dii ngudn nhan lyc thi DN can phai thué chuyén gia.
Tuy nhién, DN can nhan thuc rd: CPS 1a cong cudc cua chinh ban than DN, phuc
vu DN chir khong phéai nhiém vu cia chuyén gia, cling khong phuc vu chuyén gia.
Do vay, nhan sy thyc hién CBS trong DN thuong bao gém: (1)Lanh dao cép cao;
(2)Lanh dao céac cp trung gian; (3) Nhan vién cong nghé; (4) Nhan vién tit ca
céc bd phan trong DN va (5) Chuyén gia (néu can) va (6) Doi ngii tién phong CDS
cia DN. Chi tiét yéu cdu va nhiém vu cua timg nhém nhan sy trén trong cong
cudc CDS cua DN nhu sau:

2.1. Lanh dao cdp cao trong DN chuyén doi sé

Lanh dao cdp cao 1a ngudi (nhitng ngudi) ding dau DN, ¢ tdm nhin,
thiét 1ap duoc st ménh DN. Lanh dao DN phai 1a ngudi ¢ khat vong thay d6i, c¢6
niém tin CPS 12 giai phap giup DN giai quyét nhitng van dé khé khin, vueéng mic
hién tai, CDS dé DN phat trién bén viing hon va kién dinh v41 muc ti€u dat ra. Do
vay, lanh dao DN can duoc trang bi kién thtrc co ban vé CPS va hiéu duoc ung
dung CPS vao DN minh dé lam gi? CDS can phai 1am gi? Bén canh hiéu biét
nhirng van dé 1y thuyét can ban vé CDS, lanh dao DN can c6 trai nghiém thuyc tién
thong qua viéc tham quan thuc té cac DN di va dang thuc hién CPS dé tham khao
kinh nghiém.

Lanh dao DN c6 thé khong hiéu nhiéu vé cong nghé s6 nhung can hiéu
rd: CPS 1a thay ddi chién luge, quy trinh, phuong thirc kinh doanh, cach thirc van
hanh DN trén cé s& tng dung cong nghé s, tir d6 giao nhiém vu cho bo phan IT
va doi ngii chuyén gia thiét ké va thuc hién theo yéu cau ciia lanh dao chir khong
phai b0 phan IT phu trach CDS... Lanh dao DN can phai 1a nguoi tién phong,
ngudi truyén lira, biét huy dong sy sang tao va nhiét huyét ctia toan DN hudng t6i
loi ich chung trong CPS. Lanh dao DN 13 ngudi gin két toan DN, thay ddi van
héa DN dé moi nguoi trong DN déu hudng toi CDS, tin tuong vao tac dung cua
CPS. Bén canh cac budc trién khai co ban, 1dnh dao DN can dau tu vao viéc

truyén thong ndi bd, ban hanh quy dinh viéc st dung van ban va ddc bi€t can co
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cac ché tai khen thuong cho cac cd nhan dong gop trong qua trinh CDS cua
DN. Déng thoi 1anh dao DN cén to chirc cac cude hop dinh ky dé danh gia cac
van dé khi stir dung phan mém, qua d6 dé c6 hudng xir Iy phu hop dé dam bao
viéc CPS ciing nhu 1a chuyén d6i cach thirc 1am viée ctia nhan su trong DN thanh
cong.
2.2. Lanh dao cdc cdp trung gian trong DN chuyén doi sé
Lanh dao cac cép trung gian trong DN 1a ngudi to chuc thuc hién
CDS tai ting bo phan chirc nang ciia DN nén can duogc trang bi kién thirc co ban
vé CPS va hiéu duogc ung dung CDS vao bd phan minh phu trach dé lam gi? Bo
phan minh phu trach can phai 1am gi ¢ CDS? Bén canh hiéu biét nhirng van dé
Iy thuyét can ban vé CDS, 1anh dao cac cp trung gian trong DN ciing can co trai
nghiém thuc tién thong qua viéc tham quan thyc té cac DN da va dang thuc hién
CPS dé tham khao kinh nghiém. Pdng thoi can phai 1a nguoi tién phong, ngudi
truyén ltra, biét huy dong su sang tao va nhiét huyét cua toan don vi, bd phan minh
phu trach huéng t6i loi ich chung trong CPS. Lanh dao céc cap trung gian trong
DN phai 1a ngudi gan két bo phan minh phu trach, tao ra sy thay doi van hoa kinh
doanh trong bd phan, truyén thong dé tit ca moi ngudi trong bo phan minh phu
trach hiéu rd nhiém vu chtrc ning, trach nhiém va quyén loi cta ting ngudi trong
CDS. Lanh dao bd phan phai thu hut tat ca moi nguoi trong don vi, by phan minh
phu trach hoc tap nang cao hiéu biét dé co thé thuc hién dung, du, kip thoi cac
cong viéc theo trinh ty CBS da dugc lya chon va hoach dinh. Nguo1 lanh dao can
chu dong nam bét duoc nang luc, trinh do cua tung nguoi trong don vi, by phan
minh phuy trach dé c6 bién phap dao tao, bdi dudng kién thic cho ho co du kha
ning thuc hién duoc cong viéc clia ban thAn mdi ngudi trong bdi canh CDS va
lién tuc thuc hién giai phap bdi dudng ning cao trinh d6 ctia nhan vién, giap ho
nang cap, cai tién cia CPS. Néu nhan vién trong bo phan khong quan tam, khong
hiéu biét vé& nhiém vu, chtrc ning cta ban than ho va khong du cac k¥ ning can
co thi khong thé thuc hién CPS thanh cong.
2.3. Nhan vién cong nghé trong DN chuyén doi so
Khi DN thue hién CDS 1a tng dung céc giai phap phan mém vao hoat

dong quan ly san xuét, kinh doanh, phan phéi, tiép thi san phém hodc tao ra nhitng
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san phém, dich vu mé1 ¢6 ing dung cong nghé $6 (san phém sé), thuc hién viéc
s6 hoa sb liéu, khai thac dit liéu trong qua trinh hoat dong kinh doanh cta cac bg
phan trong DN. Do vay, khi DN thyc hién CDS, nhan vién cong ngh¢ 1a doi ngii
quan trong trong viéc tu van cho lanh dao DN xac dinh, xdy dung cac mé hinh
quan tri, van hanh DN trong moi truong s6, lua chon cong nghé phu hgp. Nhan
vién cong ngh¢ can danh gia dugc murc do san sang va dir liéu cua DN cho CDS,
tim ra duoc nhitng diém can bd sung, xay dung nén tang dit liéu phu hop véi DN
dé tir d6 van hanh, khai thac c¢6 hiéu qua ha téng cong ngh¢, co s¢ dir li€u... Nhan
vién cong nghé trong DN can c6 du kha ning xem xét, danh gia nhitng cong nghé
ma DN minh dang st dung dé tu vin DN luya chon cong nghé phu hop véi quy
mo va giai doan phat trién, phtl hop v&i nhu cau va kha nang tai chinh ctia DN,
gitap DN c6 thé thyc hién CDS trén co s¢ tan dung nguén luc hién c6 mot cach
phu hop. Pong thdi nhan vién cong nghé phai c6 kha ning thiét 1ap hé thong cong
nghé duoc lva chon vao DN ctia minh, huéng dan trién khai van hanh trong doi
ngil tién phong ciing nhu toan bo nhén sy trong DN. Trong thoi ky dau, nhan vién
cong nghé can chu trong viée trién khai tmg dung cong nghé, hop danh gia va rat
kinh nghiém trong timg b phan va toan DN dé nam dugc cac van dé trong qua
trinh trién khai phin mém, khao sat nhan sy vé hiéu qua ctia phdn mém véi cong
viéc ctia ho. Pong thoi cac nhan vién cong nghé phai huéng dan DN thyc hién
cac phan mém dé quan 1y va phén tich dit liéu, chuyén ddi dir liéu thanh thong tin
hitu ich giup 1anh dao DN dua ra cac quyét dinh ding dan.

Truong hgp do1 ngli nhan vién cong nghé trong DN khong du nang luc
thiét ké cac phan mém hay thiét ké quy trinh CPS thi nhan vién céng nghé can tu
van cho DN lya chon d6i ngii chuyén gia phu hop dé trao ddi va hop tac voi
chuyén gia vé thiét ké phﬁn mém, trién khai van dung va danh gia, cai tién dé tdi
wu héa trong qua trinh trién khai phan mém. Pinh ky, nhan vién cong nghé can c6
nhitg cudc hop va bao cdo vé két qua trién khai phan mém dé lanh dao DN c6
thé nam rd két qua 1am viéc ctia mdi ca nhan trong DN, gia tri ma phin mém mang
lai cho DN va céc kho khin, vudng méc ctiia DN tir dit liéu ctia phan mém chi ra,
tu van gitp 1anh dao c6 nhitng quyét dinh phu hop.

2.4. Nhdn vién tdt cd cdc bé phdn trong DN chuyén doi so
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Nhén vién tat ca cac bo phan trong DN chinh 1 nhitng nguoi truc tiép
hang ngay, hang gio thuc hién khau van hanh CBS cta DN. Do vay, nhan vién
can hoc hoi va dugc huéng dan, trai nghiém thuc té vé CDS dé hiéu rd ho phai
lam gi? Lam nhu thé nao trong bdi canh CPS tai b0 phan minh cling nhu toan
DN. DN cin tuyén b6 cho nhan vién hiéu rd: Néu khong chiu hoc hoi va khong
thay doi nhéan thirc, k§ nang chuyén mon dé thich nghi voi cong nghé thi sé& bi loai
b6 trong qua trinh CPS cta DN, tir d6 thuc ddy nhan vién toan DN néu cao tinh
than hoc tap dé dap tng nhu cau cong viéc trong bdi canh CPS nhu céc k¥ ning
giao tiép, k¥ niang cong nghé khai thac phan mém dé thu thap va phan tich dir lidu,
1ap bao cao cho lanh dao nam bat dugc hién trang DN ¢ dang hoan thanh ding
muc tiéu da dé ra hay khong dé c6 bién phép xtr 1y phu hop, kip thoi.

Nhan vién trong DN la nguoi thye hién khau van hanh dy an CBS - 1a
giai doan DN thu hoi vén dau tu cho du 4n CPS. Do vay, néu nhan vién st dung
hi€éu qua, nhanh chong cac giai phap cong nghé trong du an CBS thi s€ giip DN
nhanh choéng tao ra thanh qua cu thé nhu: ting sb lugng va chét lugng san pham,
tang luong khach hang va doanh thu, gidm chi phi, tao ra lgi nhuén cao giap DN
nhanh chong thu hoi vén. Tuy nhién, CDS la van dé ma&i va tao ra nhiéu sy thay
d6i nén tit ca cac du an CPS ciing nhu du an céng nghé déu can phai c6 cac
chuong trinh dao tao ca vé 1y thuyét va van hanh trong thuc tién san xuat kinh
doanh dé moi nhan vién trong DN c6 thé hiéu, tin tuong va cam két str dung giai
phap trong thyc té.

2.5. Chuyén gia cong nghé sé

Chuyén gia cong nghé sb c¢6 thé 1 ngudi bén trong hodc bén ngoai cua
DN.

Chuyén gia bén trong ctia DN c¢6 thé 12 nhan vién cong nghé thong tin
lam tai bd phan IT hodc nhitng ngudi & by phan khac trong DN c¢6 am hiéu vé
cong nghé thong tin va CDS. Day la nhitng nguoi trong DN dugc lanh dao DN
giao thyc hién du an CDS tir thiét ké dén tu van thuc hién va danh gid, cai tién...

Chuyén gia bén ngoai DN la nhitng nguoi chuyén nghiép trong cac DN
cong nghé s6, ¢6 kha nang giip DN thuc hién dy 4&n CDS bao gém ca vé cong
nghé va quan trj DN trong bdi canh CDS. Nhitng chuyén gia nay thudng lam viéc
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trong DN cong ngh¢ sb, nhu: Cac tap doan, DN thuong mai, dich vu 16n trong cac
linh vuc kinh té - xa hoi chuyén hudng hoat dong sang linh vuc cong nghé s6, cac
DN cong nghé thong tin da khang dinh dugc thuong hiéu vé cong nghé sd hodc
cac DN tu van tng dung cong nghé sé dé tao ra cic san pham, dich vu méi trong
cac nganh...

Tuy theo ngudn chuyén gia da co trong DN, tiy theo nhu cau chuyén gia
cac mang cho du &n CDS ma lanh dao DN co thé dua ra quyét dinh Iva chon do1
ngil chuyén gia bén ngoai, bao gdm ca chuyén gia cong nghé s va chuyén gia tu
van thiét ké tao ra san pham m&i cho phu hop.

2.6. Di ngii tién phong chuyén déi sé ciia DN

D01 ngii tién phong CDS cua DN la lyc lugng nhan su “ddc trung”

trong truong hop DN thuc hién CDS.
Thong thuong nguén nhéan su dé DN thyc hién cac muc tiéu dit ra gém
5 nhom nhan su dau trén day. Nhung do CPS 1a cong viéc mdi mé va phuc tap,
nén DN cin c6 nhém nhdn swe thir 6, d6 la ddi ngi tién phong CBS trong DN.
Thuc té da chi ra trong nhiéu DN thyuc hién CDS khong thanh cong, tham chi co
DN di bo dé giira chimg khong thyuc hién dy 4n CDS do nhiéu nguoi trong DN,

ké ca lanh dao DN chua hiéu 1d vé CDS, c6 tam 1y e ngai hodc thd o voi cong
cudc CDBS, cho réng CDS chi 1a viéc cuia bd phan IT va chuyén gia chir khong lién
quan dén minh. Nguoc lai, nhitng DN da CPS thanh cong thudng c6 doi ngii tién
phong trong CDS.

Poi ngil tién phong trong CPS ¢6 vai tro tao niém tin cho moi ngudi
trong DN, giup thac déy nhanh qué trinh CDS va tao diéu kién cho DN thuc hién
thanh cong du an CDS. Doi ngil tién phong nén bao gém ngudi c6 tam anh hudng
trong DN va nhan vién trong DN c6 am hiéu cong nghé va ung ho manh mé du
an CPS ctia DN. Theo d6, ddi ngii tién phong trong CDS thudng bao gdm linh
dao DN va lanh dao cac bg phan thuc hién du an CDS, nguoi quan 1y du an,
truong bd phan cong nghé thong tin, truong bod phan truyén thong ndi bo, nhitng
nhan vién wa thich st dung cong nghé va mong mudn ap dung CPS dé thay doi
cach thirc 1am viéc chua t6i wru cia minh. Poi ngii tién phong s& 13 nhitng ngudi
dau tién str dung san pham coéng nghé va ciing 1a nhitng ngudi hd tro trong viée
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khuéch truong thanh cong ctia CPS trong DN thong qua hanh dong thuc té cua
ban than ho.Viéc truyén thong, khuéch truong cua doi ngii tién phong rat quan
trong trong giai doan van hanh trién khai ap dung dy an CDS cho toan bd DN, tirc
1a lac &p dung phén mém cho toan bd nhan su trong DN, tao tdm 1y an tam, tin
cdy ddi v6i cong cude CDS ciing nhu truc tiép tu van, hd tro moi ngudi trong DN
thuc hién cac khau cong viéc CDS dung cach.
3. Kétluan

Chuyén d6i s6 trong DN 13 qué trinh 1au dai va phuc tap doi hoi timg
DN cén nhin nhan rd muc tiéu cu thé, loi ich ma CDBS mang lai. Déng tho1 DN
can nhan thic rd muén CDS thanh cong thi bo may diéu hanh cua DN ma dic biét
ban than ngudi dimg dau DN can hiéu rd CDS phai dugc thdng nhit toan DN tir
trén xubng va dugc truyén thong “thong sudt” dén ting ngudi trong DN. CPS bit
dau tir su thay ddi tu duy ngudi 1anh dao mong mudn chuyén tir kinh doanh truyén
thong sang kinh doanh cong nghé s6, nhung muén thanh cong phai cé su dong
tdm hi¢p luc cia moi thanh vién trong DN.

Thuc té d4 chi ra, mot trong nhitng nguyén nhan DN that bai trong CDS
1a do sai 1am khong chii trong ngudn nhan lyc CDS, khong dao tao 1y thuyét va
thue hanh cho nhan vién trong DN dé ho ¢6 nhan thtc va k¥ ning vé cong nghé
sd va CDS, khong truyén thong rong rdi dén lanh dao cac bo phan va nhan vién
trong DN. Nguyén nhan tiép theo 1a 1anh dao DN khong quyét liét trong qua trinh
CDS, con co6 su thoa hi¢p vai cac nhan vién khong chiu hoc hoi, khong chiu thay
d6i, tham chi ban than linh dao ciing khong tién phong hoc hoi va thay doi, coi
CDS chit yéu 1a ciia bo phan IT va chuyén gia bén ngoai... Mot nguyén nhan that
bai nira 13 1anh dao DN cho rang CDS quan trong 13 phin mém, trong khi phan
mém chi 1 cong cu dé hd trg con nguoi, phan mém chi 13 cong cu cung cap dir
liéu, con viéc str dung dir li¢u d6 nhu thé nao phu thudc vao 1anh dao va cac thanh
vién trong DN. Pé CPS thanh cong, cac DN can xay dung 10 trinh dao tao, nang
cao trinh do nhén lyc, git chan nhan tai, xdy dung moi truong va van héa DN
trong moi trudng sd nham thic day toc d6 va nang cao hiéu qua qua trinh CPS
cua DN, dam bao thuc hién dugc muc tiéu CDS da dat ra.

Bén canh phét trién ngudn nhan Iyc bén trong, DN ciing nén tim kiém
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chuyén gia bén ngoai ciing dong hanh. Hién nay c6 rat nhiéu don vi, t chirc va ca
nhan quan tim tu van, hd trg DN trong CDS. Tuy nhién DN can nghién ciru, tim
hiéu dé lya chon cho minh mot don vi dong hanh thich hop nhim d4m bao CDS
thanh cong voi chi phi hop 1y, gitp DN vin hoat dong va ting truong bén ving
ngay trong qua trinh CDS.

Vién quan tri s6 (IDA — Institute of Digital Administration) da duoc
thanh l4ap va di vao hoat dong, nghién ctru chuyén giao cong nghé, hd tro DN quan
1y va thyuc hién cong viéc hi€u qué trong moi truong s6. Vién quan tri s6 ¢6 thé
d6ng hanh cing cac DN trong sudt ching duong thuc hién CDS, trén tat ca cac
khau, dac biét dao tao nguén nhan lyc, gitip lanh dao va nhan vién trong DN nhan
thtrc rd nét hon vé CPS va td chirc nhan sy CDS trong DN. Vién Quan tri s6 tu
hop nhiéu giang vién tam huyét tur cac truong dai hoc trén cac linh vuc quan tri
DN va cic chuyén gia vé cong nghé thong tin, két nbi véi cac DN phan mém, céc
chuyén gia c6 kinh nghiém tu van CDS nén Vién c6 thé hd trg DN dao tao ngudn
nhan luc phuc vu CBS ca trén 1y thuyét va thuc hanh thuc té, hd trg qua cac
phuong tién thong tin dién tir cling nhu truc tiép tai DN. Hay dong hanh cing
Vién quan tri s6 dé dam bao DN ban tiét kiém thoi gian, giam thiéu rui ro va chi
phi trong CDS, gitip DN ban phat trién bén ving trong nén kinh té s6 toan cau

hién nay, thuc hién thing loi cac myc tiéu ma DN da dit ra!
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