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1. TONG QUAN
1.1. Dit van dé

Theo Dé an cong tac xdy dung va phat trién Trudng Pai hoc Su pham K thuat Tp. HO
Chi Minh nhiém ky 2013-2018 thi mot trong nhimng yéu diém noi tai la hé thong quan 1y ciia
nha trudng chua thyc sy danh gia ding mirc ning lyc 1am viéc ciing nhu kha ning cong
hién cua cac can bd vién chitc (CBVC). Thém nita, viéc phan bd thu nhdp chua that su
khuyén khich duogc su nd luc lam viée cua dai da s6 CBVC. Déng thoi, trong ké hoach cong
tac ciia Hiéu truong nhiém ky 2013-2018 d& dé ra nhiém vu nghién ciru 4p dung mé hinh
quan 1y “Hybrid” giita Trudng dai hoc va Doanh nghiép dé ning cao hiéu qua l1am viéc cta
CBVC.

Vén dé dat ra 1a chiing ta cin mot cong cu hiru hiéu dé danh gid nang lyc thyc hién
cong viéc ctia mdi ca nhan/don vi; tir d6 c6 chinh sach phan bo tién luong, khen thudng, ...
hop 1y cho ting ca nhan/don vi. Mot trong nhitng cong cu hitu hiéu da dugc biét dén va ap
dung rong rdi & cac nudc phat trién d6 1a: Hé théng danh gia ning luc thuc hién (Key
Performance Indicators - KPIs).

Ban chat cua Hé théng danh gia nang lyc thyc hién (KPIs) 1a mot cong cu dap tng md
hinh Quan 1y theo muc ti€u (Management by Objectives - MBO). M6 hinh nay thyc ra da
duoc 4p dung tai Truong DPHSP K§ thuat TPHCM khi trién khai 4p dung hé théng ISO
thong qua hinh thirc xay dung Ké hoach Muyc tiéu chat lwong cua truong va cac don vi.
Trong ban Ké hoach Muc tiéu chét lwong ciing da xay dung cac chi sé danh gid, nhung day
1a chi sé danh gia cho cac don vi, chua di t6i timg CBVC va mot sb chi sé danh gia qua cac
nam d6i khi khong dat yéu cau theo nhu Ké hoach Muc tiéu chit lugng. Nguyén nhan chinh
la do ching ta chua danh gia déy du nang lyc thyc hién cta tirng ca nhan/don vi va chua co
ché @6 thu lao, khen thuong, ... phi hop. Vi vdy, viéc ap dung Hé théng danh gia nang luc
thue hién (KPIs) s& gop phan giai quyét duoc nhimng vin dé néu trén.

1.2. Muc tiéu

X4y dung Hé théng danh gia ning luc thyuc hién (KPIs) tai truong nhim danh gia ning
Iic thyuce hién cong viée cua ting ca nhan/don vi. Tir d6 1am co s¢ phin b lwong ting thém,
thi dua khen thuong, b6 nhiém, luan chuyén, ky luat CBVC.

1.3. Tién trinh va phuong thirc trién khai bién soan tii liéu

Bién soan tai liéu chi tiét Hé théng danh gia nang luc thyc hién (KPIs) tai truong nham
danh gia nang lyc thuc hién cong viéc cua ting cd nhan/don vi. Cac budc thuc hién xay
dung Hé théng danh gia niang lyc thuc hién (KPIs) nhu sau:

e Thanh lap nhom soan thdo, bién soan tai li¢u dy thao;

e Bio cdo tai liéu du thao tai Hoi nghi Can bo truong (8/2013); tiép thu y kién phan

hdi, hiéu chinh tai liéu dy thao;



e Ban chi dao trién khai thi diém thyc hién danh gia ning lyc CBVC theo KPIs clng
v6i nhom soan thao théng ké, phan tich s6 liéu hién trang vé giang day/NCKH cua
giang vién; dé xuat cac tiéu chi danh gid cho ca nhan/don vi Khéi giang day va
Khéi hanh chinh (11, 12/2013); hoan thién tai liéu.

e Ban hanh Hé théng danh gia ning lyc thuc hién (KPIs), trién khai thi diém thuc
hién danh gia nang luc CBVC vao Hoc ky 2, nam hoc 2013-2014 ddi véi 5 don vi
trong trudng (bao gdm Khdi hanh chinh: 2 phong, Khéi giang day 3 khoa).

2. KHAI QUAT VE KPIs

KPIs - Key Performance Indicators: Chi ) nang lyc thyc hién.

Thong thuong, trong mot t6 chirc (doanh nghiép/truong/vién) mdi tap thé va mdi
chirc danh sé c6 ban mé ta cong viéc hoic ké hoach (KH) lam viéc hang thang. Phin
cong viéc gi va khoi lwong bao nhiéu, ... phu thudce vao vi tri, chirc ning ciia tirng c
nhan/don vi. Viéc xay dung ban md ta cong viéc do linh dao truc tiép ciia cic ca
nhén/don vi, phdi hop véi phong Té chire Can b thwe hién.

Nha quan 1y sé& ap dung cac chi s6 dé danh gia hiéu qua lam viéc dinh ky cta don
vi/chirc danh do.

Dua trén viéc hoan thanh KPIs, t6 chtc s& c¢d cac ché do thudng phat cho tung don
vi/ca nhan vao cudi mdi ky danh gia.

KPIs s& gop phan phét trién ngudn nhén lyc trong nha trudng (Hinh 1)

Tam nhin/Gid tri/ Chién lwoc dai han | A

Sir ménh

oA Tl _, Kéhoach thuc hign MTCL > B6 phin
nha trwong nam hoc cua truong di éll ti é't

v
MTCL ndm hoc cua Ké hoach thuc hién MTCL
(1N W W)L  nam hoc cia Phong/ Khoa...
/Ban ' /
, Eifoich Xéc dinh rd Vai tro/Trach nhiém
Muc tiew/'Muc dich BN
ciia timg cd nhin Tiéu chi (Thuc hién & Kha ning)
A oPira N o P
Phit hop Pe ra Muc tieuw/Muc dich Phut hop

®Thiet ke cong viéc
®Quan tri

Ky nang/Tri thirc Thu lao/Khich 1&

Phu hop

Panh gia két qua thuc hién

Phat trien kha nang :
i & nang luc

Hinh 1: Phat trién nguén nhan lic trong nha trieong véi KPIs
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KPIs chi la hé thong dwoc thiét lip dé danh gid nang lwc thwe hién cic KH hoat
dong ca nhan/KH muc tiéu chdt lwong cua cdc ca nhdn/don vi.

3. QUY TRINH PANH GIA KPIs

3.1. Quy trinh thuc hién
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Hinh 2: Quy trinh thuc hién hé thong danh gid theo chi sé nang lec thiee hién KPIs

3.2. Mo ta van hanh cia quy trinh
- Theo thong 1& qudc té, khdi 1 va 2 s& hop 2 1an trong 1 ndm, mdi lan 2 + 3 ngay. Hai
khéi nay s€ lam viéc mat thiét v6i nhau nham dua ra duge dinh huong chién luge
cho cic giai doan cta nha truong. Dé Khéi 1 dua ra duoc dinh hudng chién luge va
Khéi 2 dua ra ké hoach myc tiéu chat lwong ctia nim hoc thi hai khdi nay ngoai viéc
lam viéc doc lap can phai ¢6 co ché thao luan dé c6 nhitng théng nhat chung.

- Céc khdi 3-4-5: Cac don vi/ca nhan xady dung cac ké hoach muc tiéu chat luong
(KH. MTCL)/ké hoach hoat déng ctia c4 nhan (KH. HDCN) sao cho dap tng duoc



KH. MTCL cua cip lanh dao truc tiép.

Céc khbi 6-7-8: Cac don vi phdi hop, hd trg, giam sat, bao cao tong hop tinh hinh
thuc hién hé théng danh gia chi ) nang luc thuc hién KPIs cho toan truong.

Luu y: Moi ké hoach chién lwoc hay ké hoach hoat dpng khi dwa ra déu la két qud

thong nhit giiva don vi qudn Iy trwee tiép v6i don vi cdp dwdi hodc nhén vién cip duwdi.

KH. MTCL va KH. HPCN cua tt ca cac cdp trong truong phai dugc ndp va phé
duyét boi cap trén truc tiép vao dau mdi nim hoc.

Tu KH. MTCL va KH. HDCN da dugc phé duyét; cac don vi/ca nhan xay dung ban
Ké hoach Muc tiéu chat lugng hoc ky (KHHK), ban Ké hoach hoat dong cé nhan
hoc ky (KHHK — ddi véi giang vién), ban Ké hoach hoat dong c4 nhan hang thang
(KHTH — dbi v6i can b hanh chinh) theo Hé thdng danh gia ning luc thyc hién
KPIs.

Pinh ky theo thang/hoc ky/nim hoc s& tién hanh danh gia viéc thuyc hién KH.
MTCL va KH. HDPCN cua tit ca cac cip trong truong.

Trong KHHK va KHTH cua cac don vi/cé nhan s€ c6 nhitng ndi dung danh gia toan
dién cac mat hoat dong c6 lién quan dén chirc ning, nhiém vu cta ting d6i tuong.
MGdi chi tiéu dénh gia déu phai co cac gia tri dinh luong. Pay chinh 1a Bo chi s6
nang luc thyc hién KPIs.

T6i thoi diém danh gia Chi s6 ning luc thue hién KPIs, cic cap dudi chi dong ndp
cho cép trén ban ty danh gia KPIs theo nhu chi tiéu chit luong cua cac cap va cla
tung CBVC.

Lanh dao cap trén s€ c6 budi lam viéc tryc ti€p, thao luan veé ban ty danh gia cua
cap dudi va c6 dua ra két luan voi chir ky ctia hai bén (cach danh gia nay theo chiéu
tur trén xuong).

Tit ca CBVC trong truwong déu la déi twong phii thue hién BAN PANH GIA.

Két qua déinh gid KPIs ciia CBVC v cdc don vi sé dwoc b phdn nhén s tong hop,
phaén tich. Ddy ciing la co sé cho viéc phin bo lwong ting thém hang thing, khen

thwong, ludn chuyén, dé bat, thim chi cho nghi viéc CBVC.

Tit cd cdc cong viéc vin hanh theo quy trinh Hé thong ddnh gid KPIs déu dwoc

thwe hién trén cdc biéu mdu chudn quy dinh kém theo tai Phu luc ciia tai ligu nay.

4.

4.1.

KPIs VOI LUONG TANG THEM, THI PUA KHEN THUONG,

BO NHIEM, LUAN CHUYEN VA KY LUAT CBVC

KPIs v6i lwong tang thém

4.1.1. Cé sé phan bé tién lrong ting thém

6



Nguén thu va chi duogc thuc hién theo quy dinh ctia Nha nudc va theo quy ché chi
tiéu ndi bo ciia Nha truong.

Phén tién luong ting thém 1a chénh léch giita thu va chi sau khi trir di cac khoan
trich dé dau tu phat trién va trich 14p cac quy theo quy dinh. Ty 1& chi luong ting
thém cu thé do Hiéu truéng cong bd hang nam.

Hé thong danh giad ning luc thuc hién (KPIs) chi nham phan bo tién luwong ting
thém va phu cp trach nhiém cua Nha trudng (tién luong va tién trach nhiém theo
thang bang luong ngach bac cia Nha nudc van giit nguyén).

Céc hé s6 duoc ap dung trong KPIs vin tuan theo quy dinh trong quy ché chi tiéu
n6i bo ctia Nha trudng (trir mot sé hé s6 ¢ dé xuét diéu chinh).

Viéc phan bo tién lvong duoc cin cir vao bang chim diém va xép loai theo timg
khéi danh gia KPIs.

4.1.2. Heé s6 hoan thanh nhiém vu (K) va phén loai ca nhin CBVC

Bang dudi day trinh bay cach tinh hé sé hoan thanh nhiém vu ctia c4 nhan CBVC

theo két qua danh gia KPIs duoc trinh bay chi tiét & muc 7. Theo d6, hé théng danh gia

KPIs s€ phan ra 05 muc hoan thanh va khong hoan thanh nhiém vu duoc quy ude la cac

muc ti A + E.

Chua Hoan
Cap do Khong hoan thanh Hoan Hoan Hoan
hoan thanh | xeép loai \ nhiém vu thanh thanh thanh
n . thanh * : . n £ n A, %
nhiém (Bi oA nhung nhiém tot nhiém | xuat sac
* SRR nhi¢m \ . ° : n
vu ky luat) vu con sai vu vu nhi¢ém vu
j sot
Két qua xép
loai KPIs F E b C B A
biém Tu T Tu Tu T
danh gia 0 <37 3852 53-72 73 -89 90 — 100
(thang 100) diém diém diém diém diém
H¢ so
hoan thanh 0 0,85 0,95 1 1,05 1,15
nhi¢m vu (K)

Luong ting thém thyc nhan s& bang lwong ting thém tinh theo quy dinh ctua Quy ché

chi tiéu ndi1 bd nhan voi hé s6 hoan thanh nhiém vu (K).

Vi hé s6 K nhu bang trén dugc so sanh véi muc lwong ting thém la:

Cé nhan dat két qua KPIs loai A dugc ting 15% luong ting thém.
Cé nhan dat két qua KPIs loai B duoc ting 5% luong ting thém.

Cé nhan dat két qua KPIs loai C duoc hudng 100% luong ting thém.
Cé nhan dat két qua KPIs loai D bi giam 5% luong ting thém.
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- Canhan dat két qua KPIs loai E bi giam 15% luong ting thém.
- Cé4 nhan dat két qua KPIs loai F bi giam 100% luong tang thém.

4.2. KPISs v6i thi dua khen thwéng, b nhiém, luin chuyén, ky luit CBVC
4.2.1. KPIs — Thi dua khen thudéng
Két qua danh gia KPIs 1a mot trong nhirng tiéu chi quan trong dé xép hang thi dua,
khen thudng:

- Lao dong tién tién: Téi thiéu KPIs phai dat mirc C.

- Chién si thi dua cip co s6: Tbi thiéu KPIs phai dat murc B.

- Chién si thi dua cap Bo: 03 nim lién tiép 13 Chién si thi dua cép co so (theo quy
dinh hién hanh), trong d6 t4i thiéu c6 01 nam KPIs phai dat mirc A.

- Chién si thi dua cap co s6: 02 nim lién tiép s& duogc ting lwong trude thoi han (theo
quy dinh hién hanh).

4.2.2. KPIs — Luéan chuyén, ky luat CBVC

- CBVC c6 KPIs mirc E trong 02 nim lién tiép s& 13 d6i twong xem xét luan chuyén
cong viéc hodc budc thoi vige.

- CBVC duoc bd nhiém & céc vi tri cao hon: Ngoai nhitng tiéu chi hién hanh can c6
thém KPIs cua nim trude khi bd nhiém tir loai B tré [én.

- Nhitng truong hop dic biét khac do Trudng phong TCCB dé xuit Hiéu trudng xem
xét va xu ly.

5. HAN CHE CAC TAC PONG KHONG TICH CUC & LUU Y

Theo céc tai liéu da cong bd vé thuc nghiém KPIs, viéc thuc hién hé thong danh gia
KPIs ludn xuit hién nhing tac dong khong tich cuc va cac giai phap twong tng duoc xir 1y
nhu sau:

1. Tam ly khong dong tinh va tdm thé khong sin sang thyc hién hé thong danh gia
nay.

Gidi phdp: Nha truong va cdc don vi can phdi phé bién cho toan thé CBVC hzéu dwoc
muc dich va y nghia, ciing nhu hiéu qua ma hé thong danh gid KPIs dem lai khi tién hanh
thwc thi. Cong doan va Doan Thanh nién nén t6 chirc cac hoi thao chuyén dé hodc phat
déng cdc cude thi tim hiéu vé hé thong danh gid KPIs.

2. Ty 1& % KPIs loai C chiém da sb bat thudng (16n hon 95%).

Giai phap: Lanh dao don vi va cdp trén tryc tiép cia don vi phdi ¢é gidi trinh bang
van ban vé sw bat thuong nay.

3. Nhiéu truong hop ca nhan/don vi tu danh gia KPIs loai A va B nhung khong co
minh ching.



Giai phap: Luu y cac trwong hop cd nhan/don vi tw danh gia logi A hoac B phai co
minh chung ro rang.

4. Nhiéu ngudi khong dong tinh véi két qua dénh gia cta cip trén vi cho rang cép
trén danh gia cam tinh.

Gidi phdp: Yéu cau cd nhdn cung cdp minh chitng va té chire thdo ludn ddn chi trong
don vi dé han ché sy danh gia khong cong bang, cam tinh.

5. Nhiéu truong hop danh gia mirc dudi loai C nhung khong thuc hién duoc vi ngai
va cham.

Gidi phap: Danh gia cua don vi duwoi muc logi C thi hé qua kéo theo la trong don vi
phdai co cd nhan dudi muc loai C.

6. Tap thé c6 két qua danh gia KPIs thdp nhung lai c6 qua nhiéu c4 nhan c6 két qua
danh gia KPIs cao, trong d6 tap trung vao lanh dao céc don vi.

Gidi phap: Cd'p trén truc tié}? xem xét viéc ty danh gia ban than cua lanh dao don vi.

Luu y:

1. Mot sb don vi, Trudng don vi khong linh hoat diéu chinh (deal) ban KH hoat dong
v6i ca nhan thugc don vi minh dan dén cudi nam khong danh gid dugc nhan vién mot cach
chinh xac va ciling khong hoan thanh KH muc tiéu chat lugng cua don vi.

Gidi phap: Truong don vi phai kip thoi diéu pho”'i KH hoat dong cd nhan thuoc don vi
minh va kip thoi diéu hanh thuc hién du dinh mirc lao dong cua ca nhdn theo quy dinh.

2. Hé thdng danh gia KPIs s& diéu chinh dinh ky trén co so phan héi tir thyc té ap
dung trong Nha truong de ngay mot hoan thién hon. Trong giai doan dau ap dung s& danh
gia theo chiéu tir trén xudng. Giai doan tiép theo s& t chtrc danh gia tir dudi 1én va danh gia
hang ngang (danh gia chéo).

Gidi phdp: Lanh dao nha truong cam két t6 chirc trién khai Hé thong danh gid KPIs
nghiém tic, lau dai va duy tri thuc hién cdi tién, chi tiét hod cdc tiéu chi ddnh gid cua tdt ca
cdc cd nhdn/don vi trong truong trén co sé phat huy, ton trong quyén loi va nghia vu ciia cd
nhan/don vi.

6. TIEN PQ THUC HIEN

Tién d6 trién khai ap dur}g Hé théng danh gia nang lyc thuc hién (KPIs) tai Truong
DHSP K§ thuat TPHCM cu thé nhu sau:

e 02/2014: Ban hanh K& hoach thuc hién KPIs gd1 cac don vi ap dung thi diém, mo
16p tap huan.

e 03/2014: Ap dung thi diém trong HKII 2013 - 2014, chua ap dung két qua.
e 07/2014-12/2014:

- Cudi hoc ky danh gia tong thé két qua thi diém 4p dung KPIs.

- Bao céo danh gia két qua thyc hién thi diém.

- Hoan thién Hé théng danh gia nang lyc thyc hién (KPIs), ban hanh K& hoach
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thuc hién KPIs chinh thirc.

o 01/2015:
- Thuc hién dénh gia chinh thirc KPIs vao HK 2, nim hoc 2014-2015 cho tat ca
cac don vi.
- Két qua danh gia KPIs cia HK 2, nim hoc 2014-2015 sé& 1 co s phan bo tién
luong tang thém cho nam hoc 2015-2016.
- Giai doan tiép theo, dung két qua danh gia KPIs ctia HK truéc 1am co sé tinh
luong tang thém ctia HK sau.

7. HUONG DAN DANH GIA TREN CAC BIEU MAU

7.1. Khung dinh huéng cho vige thiét 1ap hé thong KPIs
Khung dinh huéng cho viéc thiét 1ap hé thong KPIs ap dung cho Truong nhu hinh 3.
Theo 46, moi hoat déng ciia cdc don vi/cd nhin trong Truwong déu hwéng téi mot muc
dich chung la ning cao vi thé ciia Nha trwong. Cac don vi/ca nhan trong Truong cin cir
vao chirc nang, nhiém vu cta minh sé& thiét 1ap cac chi sé KPIs cho riéng minh sao cho dap
ung cac chi tiéu chung cua Truong.

KHUNG BINH HPONG CHO VIEC THIET LAP HE THONG KPIs CHO TRUONG PH SU PHAM KY THUAT TPHCM
(NGUON THAM KHAO: UNIVERSITY OF TECHNOLOGY SYDNEY - UTS)

2. HOC TAP VA GIANG DAY 3. NANG LUC NGHIEN CUU VA VI THE

e Dao tao sau dai hoc hinh thirc nghién ciru

e Cac bai bao dwoc cong bd, cac dé tai khoa hoc, dy an
nghién ctru

e Tac dong ctia cac nghién clru va chét lwong

vién ¢6 quyé o
c tu hoc, ngt i

e Quéc té hoa cac trai nghiém ctia sinh vién
o Chét lwgng giang day dap (vng chuan dau ra

1. DANH TIENG CUA NHA TRUONG

h cong bin \ ¥ Tr‘ong‘linh vwe cong nghiép, chinh phu 4 g nc.',!, bén},
o sinh vién ] vanganh/nghé 1 dp tir nguon
. # - Tré nén xuat ség trong kinh doanh véi ... : bén ngoa
- C6 anh hwéng tot dwore danh gia b&i cong dong

Cam két ciia cuu sinh vién va
quy hd trg

t ciia dol ngu
dng bing cho |
~ nhén vién [

4. MOI TRUONG HOC TAP VA S CAMKET | 5. BEN VIPNG CUA TO CHUC & NANG LUC
¢ Sw hai long cua sinh vién hai long voi co so vat chat e Co tich lhy tai chinh ‘
va cac dich vu ho tro' cia nha trwong ¢ Chi phi cho con ngwoi bén virng
e Swnhéap hoc cua cac SV dan toc thieu so e Giam hiéu trng nha kinh
o Sw cam két da dang héa SV va doi ngii nhan vién

Hinh 3: Khung dinh hudng cho viéc thiét ldp hé théng KPIs
tai Truong Dai hoc Su pham Ky thudt Tp. Ho Chi Minh
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7.2. Quy trinh van hanh chi tiét
7.2.1. Luwu @b thyc hién danh gia KPIs 4p dung cho BGH

Cong viée Thoi gian 2 A L
, . . 5 . . Bi¢u mau Ghi chu
(Ap dung cho tap thé Ban giam hiéu) hoan thanh
1 Lap KH. MTCL
1.1 BGH giao phong PBCL dé xuit 10/8 hang nim | Mau 01/KHHK
1.2 Hop lién tich thong qua
2 Danh gia Mau 01/DGBV
21 29 (Hiéu truong va tap thé ) )
: : BGH) Cdc Pho Hiéu truong ldy diéem
Hi¢u truong va Cac Ph¢ Hi¢u truéng ) . . o
tp thé BGH ) tu dénh gia Cudi mdi danh gia chung cua don vi nhdn
ty danh gia hoc ky Mau 01/DGCN—1 | VOi 1y trong cia mang cong viec
‘ l' Mau 01/DGCN-2 dwoc phan céng theo mau
Y : D Mau 01/DGCN-3
3 Hoi dong truong Hi¢u truong (Céc pho hicu truong)
danh gia danh gia
£ \ £ \ Luu: don vi, cac ca nhan, Phong
4 Két qua Két qua TCCB
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7.2.2. Luu @b thyc hién danh gia KPIs ap dung cho Phong/Ban

Cong viéc

Thoi gian

, oz e . . . Biéu miu Ghi chu
(Ap dung cho tdp thé don vi va nhdn vién phong/ban) hoan thanh
1 Lap KH. MTCL Nhan vién lap Méu 02/KHHK Phong /Ban
P L KH. HDCN :
1.1 | Léanh dao don vi va chi uy dé xuat | 20/8 hang nam | M3y 03/KHTH Nhaén vién
Lanh dao don vi & hoach
1.2 Hop don vi thong qua thong qua KH. HBCN: K& hoge
hoat dong cé nhan
2 Danh gia
2.1 2.2 2.3 MAu 02/DGDV ) o o
Trudéng don vi Ph¢ truéng Nhan vién (Truong don vi va tap théy | C4¢ Pho truong don vi lay
va tap thé don vi tu danh gia diém déanh gid chung cia don
tw danh gi4 twdanh gid | (Cudi mdi thang) P Mau 02/DGCN o L
Cudi mdi HK (Pho trusmg don i) vi nhdn voi ty trong cua mang
Hop don vi thong qua ) cong viéc dwoc phdan cong
Mau 03/DGCN theo méu
‘ ‘ lr (Danh cho nhan vién)
3 Ban giam hiéu Truéng don vi | Lanh dao don vi
danh gia danh gia danh gia
4 Két qui Luu: cac don vi, cac ca nhan,

Phong TCCB
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7.2.3. Luu @6 thye hién danh gia KPIs 4p dung cho Khoa/Vién/Truong

Cong viéc

Thoi gian

, L . . . D Méu Ghi chu
(Ap dung cho tdp thé Khoa/Vién/Truwong va CBGD) hoan thanh
Lap KH. A
, : £ CBGD 1 N )
1 Lap KH. MTCL cap khoa MTCL cap o Mau 04/KHHK Khoa/Vién/Trudng
b6 mén KH. HDCN
. 20/8 hang
Lanh dao don vi va chi uy nam x A
1.1 4 xudt Hop bd mén Trudng bo mon Mau 05/KHHK B0 moén
thong qua thong qua -
1.2 Hop lién tich thong qua Mau 06/KHHK Cén bd giang day
2 Panh gia «
ant e Mau 04/DGDV
2.1 2.2 2.3 2.4 Mau 04/DGCN
Trudng don vi Pho trudng Trudng Giang vién (Cép khoa)
oA 1A don vi A A , . Cdc pho truong don vi
va tap thé Vvl b mon tu danh giad X Lz b i
anh gié twdanh gia |ty danh gis .. x| MAu 05/ PGBV lay diem  danh  gid
tr ddnh gid ' W danh gia Cudi moi au chung cua don vi nhdn
Hop don vi thong qua HK Mé}l 05/ BGCN VOi ty trong cua mang
‘ ‘ ‘ l' (Cap bé mon) cong viéc dwgc phdn
cong theo mdu
Trud Trug Trud 5
Ban Gidm hiéu ruons ruong tuong Miu 06/ PGCN
3 ) . don vi don vi bo mon (CBGD)
danh gia , . , -, . .
danh gia danh gia danh gia
4 Két qua Luu: cdc don vi, cdc ca

nhan, phong TCCB
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7.3. KPIs cho cac don vi/ca nhan thudc khoi Phong/Ban
Trong bang KH Muc tiéu chat luong duoc cac don vi trong Truong xay dung dau mdi
nam hoc s€ ¢d cac nhoém muc tiéu va ty trong tinh diém cho tung muc tiéu. Tuy thude vao
churc nang cua tung don vi ma cac nhom muc ti€u va ty trong s€ c6 sy khac biét.

Duéi day 1a 03 nhém muyc tiéu va ty trong phan bo cho timg nhém muyc tiéu cta cic
don vi/ca nhan:

1. Ban Giam hi¢u

Nhom muc tieu (NMT) Ty trong
NMT # 1: Dao tao 50%
NMT # 2: Nghién ctru khoa hoc 30%
NMT # 3: Phuc vu va doi ngoai 20%
2. Phong/Ban
Nhom muc tiéu (NMT) Ty trong
NMT # 1: Khéi lwong va hiéu suat cong viéc 50%
NMT # 2: Chét luong cong viéc 30%
NMT # 3: Quan ly va nhan su 20%
3. Nhén vién Phong/Ban
Nhom muc tiéu (NMT) Ty trong
NMT # 1: Khéi luong va hiéu suat cong viéc 50%
NMT # 2: Chét luong cong viéc 30%
NMT # 3: Tuan thu cac quy dinh khéc 20%

7.4. KPIs cho cac don vi/ca nhan thudc khéi Vién, Truwong, Khoa, TT
Bang nhom muc tiéu chit lugng va ty trong cho cac don vi thude khdi Vién, Trudng,
Khoa, Trung tam:

Nhom muc tieu (NMT) Ty trong
NMT # 1: Pao tao 50%
NMT # 2: Nghién ctru khoa hoc 30%
NMT # 3: Phuc vu 20%

béi véi CBGD, tuy theo chtrc danh khoa hoc dugc phéan thanh 10 ngach khac nhau:
1. Téap su - Tro giang;

2. Gido vién trung hoc;
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Gi4o vién trung hoc cao cép;
Giang vién — K su, Thac s¥;
Giang vién — Tién s¥;

Giang vién chinh — Thac s¥;
Giang vién chinh — Tién sy;

Pho gido su;

o X N kW

Gi4o su, Giang vién cao cép;

10. Gido vién TDTT.

Duéi day 1a phan KPIs danh cho cac ddi tuong truc tiép tham gia giang day — can bd
giang day (CBGD), bao gom ca cac can by quan 1y cac khoa/trung tdm/bo mon. Cac ti€u chi
danh gia duoc chia thanh 3 nhom cong viéc:

1. Giang day.

2. Nghién ctru khoa hoc.

3. Phuc vu.

TY LE PANH GIA HOAT PONG CUA CAN BQ GIANG DAY

Gian Phuc | .- s tiée | Dinh
STT| Ma Ngach CBGD & | NCKH ¢ TONG 2. | mirc
day vu chuan NCKH
1 TS | Tap sw - Tro gidng 50% | 30% | 20% | 100% | 140 90
2 TH Giao vién trung hoc 50% 30% 20% 100% 280 920

3 THCC | Gio vién trung hoc cao cip | 50% 30% 20% 100% 320 110

4 GVO0l | Giang vién - Ky sw, Thac si 50% 30% 20% 100% 280 920

5 GV11 | Giang vién - Tién si 50% 30% 20% | 100% 320 120

6 | GVCOl | Gidang vién chinh - Thac si 50% 30% 20% 100% 320 110

7 | GVC11 | Giang vién chinh - Tién si 50% 30% 20% | 100% 320 120

8 PGS1 | Phé Gido sw 50% 30% 20% | 100% 320 140
9 GS1 | Gido s /GV cao cap 50% 30% 20% 100% 360 160
10 | TDTT | Gido vién TDTT 50% 30% 20% | 100% 280 60

Mbi CBGD déu phai duoc danh gia ddy du theo 3 nhém tiéu chi: Giang day, Nghién
ctru khoa hoc va Phuc vu.

Ty 1& danh gia cac nhom tiéu chi nay co thé thay ddi trong trudng hop dic biét cho
timg CBGD cu thé do Truong don vi diéu phdi nhung déu co tong céc ty 18 1a 100%.
7.5. Thang diém & phin loai danh gia
15




7.5.1. Thang diém:

St dung thang diém 100 dé danh gia. Trong d6, diém tdi da cia ty danh gia va danh
gia ctia cip trén truc tiép cho mdi NMT 1a 100 diém. Piém tong trung binh cong (cé ty
trong) toi da 1a 100. Piém tong dwoc lam tron dén hang don vi.

7.5.2. Phan loai danh gia:

Xuét sdc: 90 -100 Loai A

Gioi: 73 - 89 Loai B

Hoan thanh nhiém vu: 53 — 72 Loai C

Can cai tién: 38 - 52 Loai D

Yéu: Duéi 38 Loai E

Vi pham ky luat: 0 Loai F Chuyén sang HD khen thuong ky luat xt Iy

7.5.3. Diéu chinh danh gia giira cA nhan/tap thé tw danh gia va cp trén truc tiép:
Trong trudng hop ca nhan/don vi va cép trén truc tiép khong théng nhat duge két qua
danh gia KPIs thi hai bén c6 thé kién nghi chuyén 1én cap cao hon ra quyét dinh.

7.6. Han mirc vé phan loai danh gia
1. Biém danh gia KPIs ciia Truong don vi sé 1a diém dénh gia KPIs cta tap thé don vi
do.
2. biém danh gia KPIs cua cac pho trudng don vi 1y diém danh gia KPIs cua don vi
nhan vdi ty trong cia mang cong viéc dugc phan cong theo mau.
3. Canhan & tap thé:
- Tap thé don vi dat loai A, toi da 40% c4 nhén dat loai A va B;
- Tap thé don vi dat loai B, t6i da 20% c4 nhan dat loai A va B;
- Tap thé don vi dat loai C, t6i da 10% c4 nhan dat loai A va B;
- Tap thé don vi dat loai D, toi thiéu 10% c4 nhan dat loai D va E;
- Tap thé don vi dat loai E, t&i thiéu 20% c4 nhan dat loai D va E.

7.7. Danh gia tdng hop cho GV giit chirc vu quan ly
Céc giang vién dugc bd nhiém giit chirc vu 1anh dao cc cong tac quan 1y chinh quyén,
dang, doan thé trong trudng s& phai thuc hién 2 ban danh gia:

1. Thyc hién ban danh gia danh cho can bd dang gilr cac chirc vu lanh dao, quan ly.

2. Thyc hién ban danh gia danh cho can bg giang day.
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Pi¢m danh gia tong hop sé la tong diém cia diém danh gia tirng phian (CBGD va
can by quén ly) nhan véi ty trong theo bang dwéi day:

Ty trong diém Ty trong diém X X
, danh gia danh danh gia danh Tong diem
T SISO cho Can b cho Can b0 (Co ty trong)
quan ly giang day

1. | Hiu truong 85% 15% 100
2. | Pho Hiéu truong 80% 20% 100
3. | Truong phong/Ban 75% 25% 100
a, Eﬁg;gg:f 70% 30% 100

Déi véi khoa, TT Dao tao, trudng, vién cb bién ché tir 40 giang vién trd 1én hodc c6 quy mé
tir 250 sinh vién tro 1€n.

5. | Cap truong 65% 35% 100
6. | Cap pho 60% 40% 100
7. | Truong bo mon 55% 45% 100
8. | Pho trudong bo mon 50% 50% 100

bai1 voi khoa, TT Pao tao, truong, vién cé bién ché dudi 40 giang vién hoac cd quy mo
dudi 250 sinh vién.

9. | Cap truong 55% 45% 100
10. | Cap pho 50% 50% 100
11. | Truéng bd mén 45% 55% 100
12. | Pho truéng bo mén 40% 60% 100

7.8. Panh gia tong hop cho GV giir chirc vu kiém nhiém

Dbi v6i GV kiém nhigm nhiéu chivc vu qudn Iy thi két qua diém danh gia KPIs tong
hop cho cong tac quan ly s€ dugc tinh theo bang dudi day:

Kiém nhiém 1 chirc vu . n i .
TT L, ’ Kiém nhiém > 2 chirc vu quéan ly
quan ly
1. | Chuc vu chinh 60% | Chirc vu chinh 40%
60%
2. | Chtrc vu kiém nhiém 40% | Churc vu kiém nhiém (chia déu cho cac chirc vu
ki€ém nhi¢m)

Luwu y: Ty trong tinh diém gitta phan quan Iy va phan giang day khong thay d6i, cin
cu theo bang trong muc 7.7
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7.9. Thoi diém danh gia
- Nhan vién khéi phong ban va nhan vién phuc vu thuc hién danh gia két qua cong
viéc theo thang, két qua cudi ndm 1a trung binh cong cua két qua ting thang.
- Nhiing dbi tuong con lai thyc hién danh gia két qua cong viéc theo HK, két qua danh
gi4 cubi nam 1a trung binh cong cia két qua timg hoc ky.
7.10. Cac truong hop khac

Trong céc trudng hop khong thé cin ctr theo tai liéu nay dé danh gia, ca nhan/don vi
chu dong dé xuit Hiéu trudng xem xét, quyét dinh.
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7.11. Bang tong hop cac biéu miu tién hanh danh gia KPIs

Cac tap thé don vi va ca nhan tham khao phin Biéu miu va Bang danh gia trén cic biéu miu theo bang hwéng din dudi day:

CAC PON VI/CA NHAN NOI DUNG PANH GIA/ A - THAM KHAO
A ) g S . KY HIEU MAU
TIEN HANH PANH GIA HUONG DAN PANH GIA ’ THU MUC/FILE/No.Sheet
Ban K& hoach Muyc tiéu chét luong hoc ky Mau 01/KHHK
Bén dénh gia cia Hiéu truong va tap thé Ban Miu 01/DGBV

Ban Giam hi¢u

Giam hi¢u

Ban danh gia cua Pho hi¢u truong phu trach
Dao tao

Mau 01/DGCN - 1

Ban danh gia cta Pho hi¢u truong phu trach
Nghién ctru khoa hoc va Pam bao chit luong

Mau 01/DGCN -2

Ban danh gia cua Pho hi¢u truong phu trach
HSSV va CSVC

Mau 01/PGCN -3

Mau 01 BGH

Tiéu chi danh gia danh cho tap thé BGH Mau 01/TCDG
Ban K¢é hoach Muc tiéu chat lugng hoc ky Mau 02/KHHK
Béan dgnh gia cia Truong Phong — Ban va Tép thé Miu 02/DGDV
don vi

Phong — Ban x Maiu 02 Phong — Ban

& Ban danh gia cua Phoé truong don vi Mau 02/DGCN B s
Tiéu chi danh gia danh cho tap thé don vi Phong - Miu 02/TCDG
Ban
Nhéan vién Phong — Ban/ Ban K& hoach hoat dong ca nhan hang thang Mau 03/KHTH .
i : : — Mau 03 Nhan vién
Thw ky Khoa Bén danh gia nhan vién Mau 03/DGCN
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Khoa/Vi¢n/Truwong

(Bao gdm cac Trung TAm ngang Vién)

Ti€u chi danh gid danh cho nhan vién Mau 03/TCDG
Ban K& hoach Muc tiéu chét luong hoc ky Mau 04/KHHK
Bén dénh gia cia Truong Khoa/Vién/Truong va Miu 04/DGDV

tap thé don vi

Bén dénh gia cia Pho trudng don vi phu trach
Dao tao

Mau 04/DGCN — 1

Ban danh gia cua Pho truong don vi phu trach
Nghién ctru khoa hoc va Pam bao chat lugng

Mau 04/DGCN -2

Ban danh gia cta Pho truong don vi phu trach
HSSV va CSVC

Mau 04/PGCN - 3

Tiéu chi danh gia danh cho tap thé

Mau 04 Khoa-Vién—Trudng

Khoa/Vién/Truong D (AN
Ban K¢é hoach Muc tiéu chat lugng hoc ky Mau 05/KHHK
B0 mon/Trung tim, Phong Bén danh gia ciia Truong/Tap thé don vi Mau 05/DGDBV
thuge Khoang:n/TlA'lrmAlg Mau 05_B6 mon — Trung tim
twong dwong cap Bo mon Ban danh gia cua Phé truéng don vi <
Mau 05/DGCN
Tiéu chi danh gia danh cho tap thé Mau 05/TCPG
NGACH CAN BO -
. : MA
GIANG DAY
Tap sw— Trg giang TS Ban ké hoach hoat dong c4 nhan hoc ky
Gido vién trung hoc TH Mau 06/KHHK N .
P . e I x Mau 06_Cén bo giang day
Gido vién trung hoc cao cAp | THCC | Ban danh gia ca nhan Mau 06/DGCN
Gisng vién — Thac si, Ky sw | GVO01 Mau 06/TCDG
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Giang vién — Tién si GV11

Giang vién chinh — Thacsi | GVCO01

Giang vién chinh — Tiénsi | GVC11

Pho Giao su PGS1
Giao su/GV cao cip GS1
Gido vién TDTT TDTT

Tiéu chi danh gia va huéng dan cho diém
danh cho CBGD

Giang vién gilr cac chuc vy
quan ly/kiém nhiém
(Tham khao muc 7.8 va 7.9: Panh gia

tong hop cho GV giit chitc vu qudn Ij/kiém
nhiém)

Kiém nhiém quan ly Phong/Ban

Mau 02/KHHK
Mau 02/DGBV
Mau 02/DGCN

Mau 02/TCPG

va

Mau 06/KHHK
Mau 06/DGCN

Mau 06/TCPG

va

Méu 07/PGTH

Kiém nhiém quan ly Khoa/Vién/Truong

Mau 04/KHHK
Mau 04/DGDV

Mau 04/DGCN-1
Mau 04/DGCN-2
Mau 04/DGCN-3

Mau 04/TCDG
va

Mau 06/KHHK
Mau 06/DGCN

Mau 07 Quan 1y — Kiém nhiém
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Mau 06/TCPG
va
MAu 07/PGTH

Kiém nhiém quan ly B0 mén/Trung tam, Phong
thudc Khoa/Vién/Truong tuong duong cip Bo
mon

Mau 05/KHHK
Mau 05/DGBbV
Mau 05/DGCN
Mau 05/TCPG
va

Mau 06/KHHK
Mau 06/DGCN
Mau 06/TCDG
va

Méiu 07/PGTH
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8. KET LUAN
Dé c6 thé ap dung hé thdng KPIs trong trudng hiéu qua theo nhu muc tiéu va tién do
dé ra, Nha truong s& trién khai theo 16 trinh va ap dung céc bién phap hd tro nhu sau:

- Trong nam dau ap dung, két qua KPIs chi tinh trén 30% tong lwong ting thém cua
mdi c4 nhan, 19 trinh 4p dung KPIs giai doan tiép theo do Hi¢u truong xem xét, quyét dinh.

- Luong tang thém duoc diéu chinh hang nim tuy theo tinh hinh thuc t& ngudn thu cua
Nha trudng va quyét dinh ctia Hiéu trudng.

- Cac Phong ban/don vi chic ndng dinh ky tién hanh ra soat, xac dinh chi tiét cac dau
viéc va khoi lugng cong viéc dinh mirc chuan cho cac vi tri cling nhu cac chiic danh trong
truong.

- Cac Phong ban/don vi chirc ning cin ¢ nhu ciu cong viée cua timg don vi dé xay
dung s lao dong dinh bién phu hop cho ting don vi.

- Tién hanh ra soat, diéu chinh Quy ché chi tiéu ndi bo dong bd véi hé théng KPIs.

23



