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Abstract

This paper examines the current state of training for functional department heads of pro-
vincial Departments of Education and Training (DOETSs) in Vietnam and tests the effective-
ness of a competency-based intervention in digital transformation management competency.
Drawing on a survey of 1,015 respondents across eight provinces and cities, findings reveal
systemic weaknesses in post-training evaluation (M = 2.82), use of training results in perfor-
mance appraisal (M = 2.86), and post-training monitoring (M = 2.99). An experimental training
program conducted with 43 managers at Ninh Binh Province DOET demonstrated measurable
gains in applied competencies — notably Al-assisted document drafting (2.91 — 3.60) and data
reliability assessment (2.72 — 3.40) — while deep data analysis competencies require longer de-
velopment pathways. The paper recommends three directions: competency-framework-aligned
training design, tiered training programs by competency level, and post-training evaluation
mechanisms linked to job performance outcomes.
Keywords: digital transformation management competency; functional department heads;
Department of Education and Training; competency-based training; competency framework.

I. Introduction

Digital transformation in education is no
longer a trend but a mandatory requirement
in state management of education in Viet-
nam, institutionalized through Decision No.
749/QD-TTg (2020) approving the National
Digital Transformation Program and Deci-
sion No. 131/QD-TTg (2022) (Government
of Vietnam, 2022) on digital transformation
in education and training through 2025, with

a vision to 2030. Politburo Resolution No.
57-NQ/TW (2024) further emphasizes the
acceleration of science, technology, and in-
novation, placing increasingly high demands
on the management competencies of educa-
tional staff.

In this context, functional department
heads of provincial Departments of Education
and Training (DOETSs) play a pivotal role in
policy advisory, implementation, and coordi-
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nation of state management of education at the
provincial level. Particularly, under the two-ti-
er local government model established by De-
cree No. 45/2025/ND-CP and related decrees
on decentralization in education management
(Decree No. 142/2025/ND-CP, Decree No.
143/2025/ND-CP), the scope of responsibil-
ities and complexity of administrative work
for these officials have significantly increased.
Digital transformation management compe-
tency — encompassing strategic awareness,
use of digital technology, and data exploitation
for advisory purposes — has become one of the
core competencies that functional department
heads must consistently develop.

However, current practice reveals signif-
icant limitations. A survey of 1,015 manag-
ers and specialists across eight provinces and
cities representative of three regions shows
that existing training activities primarily
focus on sending staff to postgraduate pro-
grams and organizing short-term courses,
while post-training evaluation and monitor-
ing of practical application remain weak. No-
tably, the systematic development of digital
transformation management competency for
functional department heads — aligned with
competency frameworks and job position re-
quirements — has yet to be implemented.

This paper presents findings on the cur-
rent state of training and the results of an
experimental training intervention in digital
transformation management competency for
functional department heads of the DOET
of Ninh Binh Province, using a competency-
based approach. Based on these findings, it
proposes implications for developing this
group of officials in the context of ongoing
educational management reform.

II. LITERATURe REVIEW
2.1. Digital transformation man-
agement competency and competency-
based training for functional depart-

ment heads of DOETs

Competency and competency
Jramework of functional department
heads of DOETs

Competency refers to the combination
of knowledge, skills, and personal qualities
demonstrated through specific behaviors
that enable an individual to perform their
assigned duties effectively (Le Quan, 2016).
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Accordingly, competency is not merely a la-
tent potential but a measurable characteristic
reflected through job performance behaviors,
encompassing knowledge, skills, attitudes,
and essential qualities required to fulfill tasks
efficiently (Tran Huu Hoan et al, 2017).

A competency framework is a description
of the necessary and sufficient competencies
for the successful execution of arole, position,
group, unit, or organization (David D. Dubois
& William J. Rothwell, 2004). In human re-
source management practice, a competency
framework serves as the basis for workforce
development activities including succession
planning, recruitment, appointment, train-
ing and development, evaluation, and reward
(Le Quan, 2016). For functional department
heads of DOETSs, a competency framework
is a structured system of competency stan-
dards — comprising both general and spe-
cialized competency groups specific to each
management domain — with concrete indica-
tors and behavioral descriptors that guide the
selection, appointment, utilization, evalua-
tion, and development of personnel to meet
the demands of educational management in
the current context.

Digital transformation manage-
ment competency of functional de-
partment heads of DOETs

Digital transformation in state manage-
ment of education is not simply the appli-
cation of information technology but a com-
prehensive restructuring of management,
coordination, and advisory practices on the
basis of data and digital technologies. In this
context, digital transformation management
competency of functional department heads
is understood as the integration of dispo-
sitions, knowledge, and skills needed to
recognize the requirements of digital trans-
formation, organize and manage work in dig-
ital environments, and exploit and analyze
data to support advisory and management
decision-making effectively.

Based on the specific characteristics of
the functional department head position in
DOETs and the requirements of digital trans-
formation in education governance, digital
transformation management competency
is defined as comprising four component
groups: (1) Attitudes and disposition toward
digital transformation in management; (2)
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Strategic awareness and thinking about dig-
ital transformation; (3) Competency in us-
ing digital technology for management and
administration; and (4) Competency in data
exploitation and analysis for management.
These four competency groups are dialecti-
cally interrelated: dispositions and attitudes
provide the motivational foundation; strate-
gic awareness guides action; and digital and
data competencies constitute the concrete be-
havioral manifestations that can be observed
and measured in professional practice.

Competency-based training in dig-
ital transformation management for
Junctional department heads

Competency-based training is a pur-
posefully organized learning process aligned
with a competency framework and the re-
quirements of specific job positions, aimed
at supplementing, updating, and enhancing
competencies that fall short of required stan-
dards (Pham Van Son & Nguyen Thi Tuyet,
2015). Unlike knowledge-transmission ap-
proaches, competency-based training takes
learning outcomes — specifically, changes
in job performance behaviors — as the mea-
sure of effectiveness, and connects training
content to real-world work situations of the
learners (Nguyen Xuan Dung, 2016).

For functional department heads of
DOETs, competency-based training in digital
transformation management must adhere to
several core principles: grounding training
in needs assessments linked to job position
competency frameworks; designing content
by competency group with specific, assess-
able behavioral indicators; prioritizing direct
hands-on practice tied to real management
scenarios; and establishing post-training eval-
uation mechanisms to measure the degree to
which knowledge and skills are translated into
management competency in practice.

III. RESEARCH METHODOLOGY

This study employed a mixed-methods ap-
proach combining quantitative and qualitative
methods to examine the current state of train-
ing for digital transformation management
competency among functional department
heads of provincial Departments of Education
and Training (DOETSs) and to evaluate the ef-
fectiveness of an experimental intervention
program. Quantitative data were collected
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through a survey of 1,015 managers and spe-
cialists from eight provinces and cities repre-
senting the three regions of Vietnam, includ-
ing Lao Cai, Lang Son, Ninh Binh, Hanoi, Da
Nang, Ho Chi Minh City, Dong Nai, and Can
Tho. The sample consisted of four respondent
groups: provincial leaders and DOET direc-
tors, functional department heads, deputy de-
partment heads, and specialists. A five-point
Likert scale was used to assess 12 indicators
related to current training practices.

In addition, the study conducted a one-
group pre-test/post-test experiment involv-
ing 43 functional department heads and
deputy department heads from the Ninh
Binh province DOET. The assessment in-
strument included 22 indicators across four
groups of digital transformation manage-
ment competencies. Qualitative data were
collected through observation, analysis of
learning products, and in-depth interviews
with selected participants to clarify changes
in awareness, skills, and practical application
after the training intervention

IV. RESEARCH RESULTS

4.1. Current state of training for
functional department heads of DOETs:
findings from a survey across eight
provinces and cities

To assess the current state of training
for functional department heads of DOETs,
the study surveyed 1,015 managers and
specialists across eight provinces and cit-
ies representative of three regions: Lao Cai,
Lang Son, Ninh Binh, Hanoi, Da Nang, Ho
Chi Minh City, Dong Nai, and Can Tho — rep-
resenting varying levels of socioeconomic
development. Respondents comprised four
groups: provincial leadership and DOET di-
rectors (61 respondents — Group 1); func-
tional department heads (65 — Group 2);
deputy department heads (199 — Group 3);
and departmental specialists (690 — Group
4). A five-point Likert scale was used, with 1
being the lowest and 5 the highest.

Survey results across 12 indicators of
training practice (Table 1) show mean scores
ranging from 2.82 to 3.58 — reflecting a mod-
erate level of implementation. This indicates
that training activities have established cer-
tain routines but are not yet comprehensive
and consistently effective.
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Table 1. Survey results on the current state of training
for functional department heads of DOETSs

Group Group Group Group Overall

No. Content 1 > 3 4 Mean

4 Buildingtrainingand development 44, 5355 319 330 395
policies for department heads

4 Assessingtrainingneedsandclassi- 5344 396 303 328 326
fying training participants

43 Developing periodic training plans 3.41 3.95 3.02 3.32 3.95
for department heads and successors

4.4 Orsanizing short-term training 341 325 332 321 329
courses to enhance capacity
Sending department heads to short-

4.5 term training organized by higher 3.31 3.34 3.48 3.15 3.32
authorities

46 Sendingdepartmentheadstopost- 55,  56s 359 345 358
graduate training programs

47 Organizing study visits and 341 332 318 322 328
experience-sharing activities

48 Providing financialsupportfortrain- 595 308 320 283  3.02
Ing participation

4.9 Evaluating training outcomes of 285 286 2.90 2.67 2.89
department heads

4.10 Us1ng training results asa criterion 3.00 286 274 285 286
in performance evaluation

411 Resularlyreviewing andreflecting 350 315 294 308 3.1
on training organization

4,12 Monitoring and supervising 3.07 297 302 292 299

post-training performance

Source: Author’s survey data

Analysis of the findings reveals three key
patterns:

First, key strengths: The highest-rated
indicator is sending department heads to
postgraduate training programs (M = 3.58),
reflecting DOETS’ attention to strengthening
the academic and professional knowledge
base of their staff. Indicators related to or-
ganizing short-term courses (3.29), sending
staff to training organized by higher authori-
ties (3.32), and organizing study visits (3.28)
also reached moderate-high levels, indicat-
ing that training activities have been imple-
mented with some regularity.

Second, systemic weaknesses: The
lowest-rated indicator is evaluation of train-
ing outcomes (M = 2.82), with consistent-
ly low scores across all four respondent
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groups — from leadership (2.85) to special-
ists (2.67). This finding is illuminated by in-
depth interview data: «After training cours-
es, we can mainly only track whether staff
attended and whether they obtained certifi-
cates. As for how training actually impacts
their specific work, we have no clear eval-
uation tools» (CBQLO2 — DOET Director).
From the department heads’ perspective,
this limitation was also palpable: «After re-
turning from training, there are almost no
specific requirements to report on outcomes
or apply what was learned to actual work. It
is mostly up to each individual to apply it as
best they can» (TPCNO04). In addition, using
training results as a performance evaluation
criterion (2.86), monitoring and supervising
post-training effectiveness (2.99), and finan-
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cial support for training participation (3.02)
all scored low, reflecting a lack of systematic
post-training follow-up and limited support-
ing resources.

Third, perceptual gaps across respon-
dent groups: DOET leadership and depart-
ment heads generally rated indicators high-
er than deputy heads and specialists — those
directly involved in day-to-day coordination
and implementation. This gap is particular-
ly evident in the training needs assessment
indicator (Group 1: 3.46 vs. Group 3: 3.03),
suggesting that needs assessments tend to be
conducted in a formalistic manner without
genuinely reflecting actual training needs.
This observation is further supported by
a specialist’s remark: «Some department
heads have attended many training cours-
es and hold advanced degrees, but no clear
improvements in their management style or
task delegation are visible in daily work»
(CVO01).

In summary, training for functional de-
partment heads of DOETs currently focus-
es primarily on inputs — organizing courses
and sending staff to training — while giving
insufficient attention to outputs: the degree
to which knowledge and skills are translat-
ed into practical management competency.
In particular, the systematic training of dig-
ital transformation management competen-
cy — aligned with competency frameworks
and job position requirements — has yet to be
implemented at DOETSs. This situation calls
for a fundamental shift in training approach,
with competency-based training as a theoret-
ically and practically grounded direction.

4.2. Experimental training in digi-
tal transformation management com-
petency for functional department
heads of Ninh Binh province DOET
and results

Experimental design

Building upon the identified limitations —
particularly the absence of systematically de-
signed programs for developing digital trans-
formation management competency using
a competency-based approach — the study
conducted an intervention experiment at the
DOET of Ninh Binh Province from Septem-
ber to December 2025.

The experimental sample comprised
43 participants — all functional department
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heads and deputy department heads of Ninh
Binh Province DOET — who are directly re-
sponsible for policy advisory, administration,
and implementation of state management of
education at the provincial level. Including
both department heads and their deputies
was intended to ensure representativeness
and reflect actual management practice, in
which deputy heads play a significant role in
implementing professional tasks and digital
transformation.

The study employed a single-group pre-
test/post-test experimental design combin-
ing quantitative and qualitative methods.
The quantitative component used a 22-indi-
cator competency assessment tool across four
competency groups, rated on a five-point
Likert scale. The qualitative component in-
cluded observation of training participation,
analysis of learning products, and in-depth
interviews with selected participants.

Training content was designed around
the four identified digital transformation
management competency groups, integrating
thematic presentations, group discussions,
and management case simulations involv-
ing digital transformation within functional
departments. Delivery was face-to-face and
concentrated, with emphasis on hands-on
activities applying digital technology and ar-
tificial intelligence (AI) tools to participants’
daily management tasks.

Experimental results

Competency in using digital technology
for management and administration. This
group showed the most significant improve-
ment following the intervention. The indica-
tor «Using Al to assist in drafting, review-
ing, and finalizing management documents»
increased sharply from 2.91 to 3.60 — the
highest gain across all 22 indicators. The
indicator «Proficiently using electronic doc-
ument management and work coordination
systems» also rose from 2.91 to 3.49 (Table
2). This improvement reflects the direct im-
pact of hands-on, practice-oriented training;:
competencies of an operational nature that
can be immediately applied to daily work
showed clear and rapid gains after training.
Interview data reinforced this finding;:

«The AI practice session significantly
reduced the time I spend drafting reports;
what used to take a whole working session
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can now be done much faster — though care-
ful review is still essential» (TPCN6). This
remark indicates that training impact ex-
tended beyond increased operational skill
to cultivating a mindset of responsible over-
sight of digital tools — a transition from ‘using
tools’ to ‘governing tools.’

Data exploitation and analysis
competency

This group showed selective improve-
ment following the intervention. The indica-
tor «Applying Al to synthesize information,
produce reports, and prepare advisory con-
tent» increased from 2.84 to 3.51; the indica-
tor «Evaluating the reliability and appropri-
ateness of data used in advisory work» rose
from 2.72 to 3.40 — indicating that training
contributed to the development of critical
thinking and analytical validation skills, en-
abling department heads to begin identifying
errors, biases, and algorithmic limitations
in decision-making processes. However, the
indicator «Using data to analyze the current
situation and identify management issues»
showed virtually no change (2.93 to 2.93),
reflecting the reality that deep data analysis
competency requires longer accumulation
and depends on organizational conditions
such as database standardization and inter-
departmental data-sharing protocols. One
department head noted:

«We have data but it has not been stan-
dardized — each department stores it dif-
ferently, so cross-departmental analysis
remains difficult» (TPCN2), indicating that
limitations lie not only in individual compe-
tency but also in organizational structure and
the data ecosystem of the unit.

Strategic awareness and thinking
about digital transformation

Results for this group reflect deepened
cognitive restructuring rather than simple
score increases. The indicator «Understand-
ing the concepts, goals, and requirements
of digital transformation in education gov-
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ernance» rose from 3.09 to 3.49, reflecting
strengthened theoretical understanding fol-
lowing training. Meanwhile, some indica-
tors — such as «Clearly identifying the role
and responsibility of the department head in
promoting digital transformation» — showed
a slight decrease from 3.53 to 3.09. This does
not indicate declining competency; rather, it
reflects more accurate self-assessment after
participants gained deeper insight into the
systemic complexity of digital transformation:

«After training, I realized that digital
transformation is not just about technolo-
gy — it involves changing entire processes
and task allocation structures» (TPCNG6).
This represents a shift from a reductive to
a systemic understanding of digital trans-
formation — an important foundation for
sustainably developing higher-order digital
management competencies.

Attitudes and disposition toward
digital transformation

This group showed positive changes in
indicators related to individual motivation.
The indicator «Modeling the use of digital
technology in daily work» increased from
2.98 to 3.33; «Proactively learning and up-
dating digital technology knowledge and
skills» rose from 2.81 to 3.23 — indicating
that training enhanced personal motivation
and professional responsibility for digital
transformation. The indicator «Willingness
to experiment with new technology-based
management approaches» decreased from
3.72 to 3.30, reflecting more realistic self-as-
sessment following a deeper understand-
ing of digital transformation’s demands and
challenges:

«Previously, I thought digital transfor-
mation was mainly about using software;
after training, I realized it involves chang-
ing entire workflows, human resources, and
data systems — so the degree of readiness
must be assessed more carefully» (TPCN5).

Table 2. Pre- and post-test results of digital transformation
management competency assessment (selected indicators)

Competency Indicator Before After Change
Group
A’Etltud.e's and Proactively learnlr}g and updating digital 281 393 +0.42
Disposition knowledge and skills
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Competency

Indicator Before After Change
Group
M(?dellng the use of digital technology in 208 333 +0.35
daily work
Willingness to experiment with new
technology-based management methods 3.72 3.30 -0.42
. Understanding the concepts, goals, and
izgzteglc Aware- requirements of digital transformation 3.09 3.49 +0.40
in education management
Identlfy.lng rplgs and respon51b111t1es in 3.53 3.09 _0.44
promoting digital transformation
Use of Digital Using electromq dO(.:ument management 291 3.49 +0.58
Technology and work coordination systems
Usmg Al tools to draft, review, and final- 291 3.60 +0.69
ize management documents
Data EprO}tatlon Evaluating the rellab}llty al}d appropri- 279 3.40 +0.68
and Analysis ateness of data used in advisory work
Applying Al to synthesme information 284 351 +0.67
and prepare advisory content
Using data to analyze current situations 203 293 0.00

and identify management issues

Source: Author’s experimental data

4.3. Recommendations for enhanc-
ing the effectiveness of digital trans-
Jormation management competency
training for functional department
heads of DOETs

Drawing on survey findings from eight
provinces and cities and experimental results
from Ninh Binh Province DOET, the paper
puts forward three recommendations for
improving the effectiveness of digital trans-
formation management competency training
for functional department heads of DOETs.

First, training should be organized us-
ing a competency-based approach, aligned
with competency frameworks and job po-
sition requirements. Experimental results
demonstrate that direct, hands-on training
designed around specific competency groups
with clear behavioral indicators produces
measurable impact on operational compe-
tencies related to digital technology and AI
applications. DOETs should develop digital
transformation management competency
frameworks linked to the job positions of
functional department heads, and design
training programs with specific, measurable
output objectives — rather than organizing

training courses that focus primarily on par-
ticipation inputs (Le Quan, 2016).

Second, training programs should be de-
signed in a tiered manner according to com-
petency levels. Experimental results indicate
that not all digital transformation manage-
ment competency groups can be developed
on the same timeline. Operational com-
petencies — such as using AI for document
drafting or navigating electronic document
management systems — can improve mark-
edly through short-term, hands-on training.
In contrast, deep data analysis and strategic
digital thinking require longer development
pathways, complemented by organizational
improvements such as database standardiza-
tion, inter-departmental data-sharing pro-
tocols, and regular practice environments
linked to specific management tasks (Nguy-
en Xuan Dung, 2016).

Third, a post-training evaluation mech-
anism should be established, linked to job
performance outcomes. Survey findings
show that post-training outcome evalua-
tion is the lowest-rated indicator in the en-
tire training system (M = 2.82), yet it is the
component most decisive for the substantive
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quality and effectiveness of training. DOETs
should develop post-training assessment
tools with specific job-related behavioral in-
dicators; require trained staff to prepare ap-
plication plans and submit follow-up reports
after a defined period; and integrate train-
ing results into evaluation, succession plan-
ning, and appointment processes to enhance
learning motivation and ensure that training
activities produce meaningful impact on the
quality of management within each function-
al department (Le Quan, 2016), (Pham Van
Son & Nguyen Thi Tuyet, 2015).

V. Conclusion

The context of digital transformation
and the implementation of a two-tier local
government model are placing increasing-
ly demanding competency requirements
on functional department heads of DOETs.
Among these, digital transformation man-
agement competency — encompassing strate-
gic awareness, use of digital technology, and
data exploitation for advisory purposes — is
a core competency that must be systematical-
ly developed in alignment with competency
frameworks and job position requirements.

Survey results from 1,015 managers and
specialists across eight provinces and cit-
ies reveal that while training for functional
department heads has established certain
operational routines, significant limitations
remain: the evaluation of post-training out-
comes (M = 2.82), the use of training results
in performance evaluation (M = 2.86), and
the monitoring of post-training effective-
ness (M = 2.99) are all weak. In particular,
the systematic training of digital transforma-
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tion management competency has yet to be
implemented in a structured, competency-
aligned manner at DOETs.

Experimental results from training 43
department heads and deputy department
heads of Ninh Binh Province DOET provide
important empirical evidence: direct, hands-
on training based on a competency approach
produces clear and measurable impact on
competencies directly applicable to digital
management practice — particularly Al-as-
sisted document drafting (increase from
2.91 to 3.60) and data reliability assessment
for advisory purposes (increase from 2.72
to 3.40). At the same time, the experiment
demonstrates that deep data analysis and
strategic digital competencies require longer
development pathways and improvements to
organizational conditions.

Based on these findings, the paper pro-
poses three directions for reforming the
training of digital transformation manage-
ment competency for functional department
heads of DOETs: (1) prioritize competency-
based, hands-on training aligned with com-
petency frameworks and practical work sit-
uations; (2) design tiered training programs
that differentiate between competencies
achievable through short-term intensive
training and those requiring sustained, long-
term development pathways; and (3) estab-
lish post-training evaluation mechanisms
tied to job performance outcomes, integrat-
ing training results into evaluation, succes-
sion, and appointment processes to enhance
learning motivation and ensure sustained ef-
fectiveness of training activities.
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