h4i niém tdi ciu tric (restruc-

Kture) dudc st dung phd bién
trong qud trinh hdi nhip cia Viét Nam'.
Thoi dai kinh t€ tri thifc, sy gidu ¢ clia
mdi qubc gia khong con phu thudc vao
tai nguyén thién nhi€n ma phu thudc vao
tai nguyén con ngudi véi kién thic va
ky ning vuot trdi. S& ménh cda cic to
chiic gido duc & dao tao la cung tng du
ngudn lao dong c6 chat lugng phu hdp
cho nén kinh t&€ cang quan trong hon trong
thdi ky hoi nhap va kinh t€ tri thic. Sy
hoi nhap toan dién ctia mdi qudc gia vdi
thé& giGi ca vé kinh t&, chinh tri, vin hda,
gido duc.

Tru6c day, ngudi ta thudng noi
t6i tai td chic (reorganization) con bay
gid, hiu nhu trong moi linh vuc, ngudi
ta déu néi téi sy tat y&u clia viéc tdi ciu
tric cdc td chic. Trong linh vic quin

tri chi€n lugc, ngudi ta ding rat phd bién
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khdi niém tdi 1ap cong ty ma nén ting
la tdi lap "qud trinh kinh doanh" do
Hammer va Champy st dung tor 1993
Ngay amazon.com ciing ¢6 hang trim
tua sdch c6 li€én quan t6i tdi 1ap kinh doanh
(business reengineering) va tdi 1ap qua
trinh kinh doanh (business process reengi-
neering). C6 nhitng cudn gid dit hon 15
nim hoc phi ctia sinh vién Viét Nam
(1950USD). Trong bai vi€t nay ching toi
chi ban vé tdi ciu tric va tdi 1ap t6 chifc
gido duc & dao tao.

Tdi cdu tric la hanh vi qudn tri
chién lugc, dua trén viéc ddanh gid lai
moi truong bén ngoai va moi truong nji
bo, xdc dinh lai muc tiéu ciia té chitc lam
co sG thiét ké lai co cdu té chitc, phéan
bd lai nguén luc va xdy dung cdc chinh
sdach phiv hop nhdm giup té chitc phdt
trién bén ving trong moi truong canh

tranh. T4i ciu tric c6 thé dién ra tirng mit,

"Trén cdc webstite tieng Viét (21-10-2007), nguoi ta sit dung 69.000 lan cum tix "tdi cdu triic", nhiéu hon

cd cum tir "hoach dinh chién lugc" (66.337 ldn).

’M.Hammer va J. Champy da viét cuén "Reengineering the corporation: a manifesto for business revolution” dugc
dich sang tiéng Viét "Tdi ldp cong ty - tuyén ngén ciia cudc cdch mang trong kinh doanh". Trong cudén
nay, tdc gid da dua ra khdi niém business process reengineering (BPR).



trng bd phan cda t6 chitc. Vi du
nhu tdi cdu tric lai ngudén vén cho
doanh nghiép. N&u viéc tdi ciu tric
din tdi thay d6i si ménh, 1am cho t&
chitc "khong con la nd" thi hanh dong
chi€n lugc d6 goi 13 "tdi 1ap t& chic".
Tii ciu tric chi 12 mot giai doan clia
tdi 1ap t& chic. Nhu vay, ndi ham cla
khai ni€ém "tdi lap t8 chic" rong hon
ndi ham khdi niém "tdi ciu tric". Trong
mot sd trudng hop ngudi ta c6 thé diung
thay th€ cho nhau khi chi muc dich clia
hanh vi chi€n ludc nay. Tuy nhién, mot s&
trudng hop cAn phdi phan biét’, nhi't 1a vé
hoc thuit. Khi ban t6i tdi 1dp doanh
nghiép, Hammer va Champy 13y viéc tdi
lap qud trinh kinh doanh* 1am nén ting.
Nhiéu ngudi rit gon lai 1a tdi 1ap kinh
doanh’. Piéu d6 ciing khong thé néi né
dong nghia vdi tdi 1ap cong ty. Du 1a td
chic 1di nhudn hay phi 1¢i nhuén thi viéc
tdi c&u tric hay tdilap cling phai xudt phat
tir nhu cau cda khach hang. Dua vao viéc
phan tich chudi gi4 tri cia mdi td chiic ma
xdc dinh dudgc nhitng qud trinh kinh doanh
nao can phai tailap. Du ti€p cin theo cich
nao thi vai trd cla ngudi ditng diu ciing
quyét dinh sy thanh cong clia qué trinh tai

cAu tric hoic tai 1ap t6 chic.

Toan ciu héa va hdi nhip kinh t&€
qudc t€ budc cic t6 chic trong linh vuc
dich vu gido duc - dao tao phdi tdi ciu tric
t6 chifc clia minh. C6 2 nhém 1y do: su
thay d6i cta y&u td moi trudng bén ngoai
va st thay d6i cdc y&u t& mdi trudng bén
trong cda td chic, thé hién & viéc xuit
hi€n nhirng cd hd1 va nguy cé mdi, nhirng
di€m manh va di€m y&u méi hinh thanh.
C6 thé ké mot vai ly do:

i. Ty 1€ sinh vién/1 van dan & nuGc
ta thdp. Nim 2005, cd nuSc c6 gin 1,4
tri¢u sinh vién, trung binh 167 sinh vién/1
van dan. Du ki€n nim 2010 1a 200 sinh
vién/l van dan; hoc vién cao hoc, nim
2010 1a 38.000; nghién cttu sinh, ndam 2010
1a 15000. Téng s& 311 trudng dai hoc va
cao ding. Nhitng chi tiéu nay chi bing Y
ctia Thdi Lan. Mot co hoi phat trién cho
céc td chic gido duc & dao tao.

ii. Chat lugng lao dong quin ly
chua ddp ng nhu ciu cia doanh nghiép
va t6 chic. Gido duc dai hoc ciia ching
ta tAp trung chi y&u trang bi ki€n thifc
dé thi, cAp bing ma chua xudt phdt tir
nhu ciu clia t6 chic néi chung ciing
nhu doanh nghi€p néi riéng. Ngudi hoc
khong dudc trang bi dong bd kién thifc,

k§ ning va thiai do nhim hoan thanh

3Tai website www.ocd.com.vn: Tdi cdu triic t6 chitc (BPR).

*Business Process Reengineering
’ Business Reengineering



nhitng cong vi€c cu thé trong mot loai
t6 chitc nao dé. T6 chic trd luong cho
ngudi lao dong khong phu thudc vao bing
ciAp ctia anh ta ma phu thudc vao anh
ta dd hoidc c6 thé lam dugc gl cho ho.
Céch dao tao hi€n tai chua gidp sinh vién
ti€p can dudc mot bdn mod td cong viéc cu
thé nén co may dugc tuyén dung la rit
thap.

iii. Toc d phat trién cla cdc doanh
nghiép rat cao, nhu ciu vé lao dong quin
1y 16n. Hién ca nuGc c6 khoang 250.000
doanh nghiép va d€n nim 2010 c6 khodng
500.000 doanh nghiép. Chi tinh riéng nhu
cAu quan tri vién cAp cao mdi nim ciing
can phdi dao tao 250.000 ngudic.

iv. Canh tranh trong nudc va canh
tranh qudc t€ vé dao tao budc cic td chifc
gido duc & dao tao phdi ning cao ning luc
canh tranh ctia chinh minh. Mot t8 chiic
muén ton tai vd phdt trién trong moi
trudng toan cau héa né phai sanh vai dugc
cdc to chic tot nhit trén thé gigi trong
cung linh vuc. Chién lude canh tranh’ ma
t6 chiic theo dudi phdi duya trén diém
manh yé&u ctia chinh minh dé nhim tin
dung cd hoi va né tranh nhitng nguy co.

v. Miu thuin giita quy md dao tao

va yéu cau chuyén mon héa hep cia doi
ngii gidng vién. P& c6 ddi ngii gidng vién
chuyén siu vé nhitng linh vuc hep, nhu
nhitng chuyén gia vé dao tao k§ ning thi
doi hdi quy mo dao tao cla trudng phai da
16n d€ gidng vién c6 thé sdng bing
chuyén mon hep ctia minh.

Khi tdi cdu tric t8 chic ngudi ta
phai thyc hién cdc budc:

- Lam cho mdi ngudi trong td chic
thau hi€u s ménh cda t6 chiec.

- bit ra nhitng muc tiéu c6 sd sé.
Ngudi ta thudng néi t6i 5 yéu cau véi muc
tiéu: tinh cu thé (specific); dé do ludng
(measurable); tinh thach thic (achievable);
tinh thuc tién (realistic); c6 thdi han (time-
bound). Viéc dit ra cdc muc tiéu nhu thé
nao la tin hi€u thanh cong trong tuong lai
clia qué trinh tdi cAu tric ciing nhu tin hiéu
phan dnh ning luc clia ngudi ding dau.

- Xay dung tri€t Iy hoat dong, 1a
nhitng tu tudng nén tdng chi phdi moi hanh
vi trong t6 chifc, xy dung vin héa td chic.

- X4y dung cd ciu t§ chifc méi dua
trén cdc qud trinh hoat dong xut phat tir
nhu ciu khach hang.

- Phan b3 cdc ngudn lyc clia td chic

cho viéc thuc hién cdc muc tiéu chién

X [N A A [ . “A e pd 3 A . A s .z A
" Moi doanh nghiép cdn t6i thiéu 4 qudn tri vién cao cdp: tong gidm ddc, gidm déc sdan xudt, gidm doc

tai chinh, gidm déc bdn hang va marketing.

” Ba chién lugc canh tranh co bdn: chi phi thdp; khdc biét héa sdn phdm; tdp trung héa



luge. Nhitng ngudn lyc quan trong 1a: von
bing tién va con ngudi. Thda
min cdc muc tiéu canh tranh trong diéu
kién gigi han cdc ngudn lvc chinh 13 ¥
nghia kinh t€ cda toan bd qud trinh t4i
ciu tric. Tuong lai thanh cong clda qud
trinh tdi ciu tric dé nhan bi€t nhit qua
viéc phan bo cdc ngudn luc. Hanh vi tdi
ciu tric chi thyc sy cé nghia khi viéc
phan b3 ngudn luc phdi dua trén céc
muc tiéu dé ra. Kinh nghiém thit bai
clia cdc qud trinh tdi ciu tric chi yé&u do
viéc phan b6 ngudn Iyc va lya chon chinh
sach.

- Hoach dinh chinh sich trong cédc
linh vuc d€ van hanh t6 chic. Trong cac
t& chitc luén ton tai cdc nhém 1gi ich.
Xay dung va lua chon chinh sach sao
cho cin bing dugc 1gi ich ctia cdc nhém
tr d6 méi c6 thé dat dudc muc tiéu cia
t6 chiic. Xung dot giita cac nhém 1gi ich
12 nguyén nhin phd bi€n lam thit bai
qud trinh tdi ciu tric. Hoach dinh chi 1a
mot khdu trong quy trinh chinh sédch. Thuc
thi va danh gid chinh sach mdi cuc ky quan
trong. Su khong hoan hdo cta chinh sach
hay ctia viéc thuc thi chinh sach s& dugc
phat hién nhd khau ddnh gid. Pay la co sd
dé diéu chinh chinh sich cho phit hop.

& A ~ A A 2, N 7z
Tai cau tric mot to6 chic la qua

trinh doi hdi su quy&t dodn clia ngudi ding
dau va nd luc lién tuc clia tiAt cd moi
thanh vién. Qué trinh tdi ciu tric ciing
thudng gip phai cac trd ngai: (1) théi quen
st dung quyén luc clia ngudi ditng dau; (2)
mau thudn giitaa cdc nhém ngudi cap ti€n
va nhém bdo thid; (3) chi phi ting 1&€n tic
thdi va hiéu qua chua do luGng ngay dugc
tr viéc tai ciu tric.

Khi k& hoach tdi ciu tric dudc dua
ra, can phdi nhian ra diém nhan va thuc
hién né. "Khéng thé ton tai trong tinh
trang ldp litng gita cdi ban da lam va
cdi ban sé lam. Néu khong, két qud t0t sé
bi bo qua, moi nguoi khong tdp trung, va
viéc tdi cdu tric tw dong trugt vao trong
quy trinh hoan thién. Nguoi lao dong co
thé tw gidc déi véi viéc tdi cdu tric trong
giai doan ddau néu ho xem né nhu la mot
tinh hudéng "thdng - thing". Mot khi khong
con cdm nhdn hay ky vong dugc tinh huoéng
"thdng - thing" thi ho bdt ddu nudi dudng
sw nghi ngo vé dnh hudng ciia viéc tdi cdu

tric™

. D€ viéc tdi cau tric thanh cong thi
hoat dong truyén thong nodi bd ciing khong

kém phin quan trong.

8 Maureen Weicher






