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Mgt sé bign phap nang cao higu qud sii dung nguén nhan luc tai
Cong ty Co phan Vi Gia

MO PAU
Quan tri nhan lyc la mét linh vuc ngay cang quan trong trong hoat dong
san xuat kinh doanh dé nang cao kha ning canh cua céng ty. Mot doanh
nghiép mudn ton tai va phat trién phai dit yéu tb ngudn nhan luc 1én hang dau
boi vi tai nguyén con ngudi v cling quy gia. Chinh vi thé, cong tac quan ly
trong mdi cong ty 1a yéu té vé cung quan trong gép phan tao nén sicc manh

cua cong ty.

Trong nhitng nam qua, ddi véi cac doanh nghiép néi chung va dbi véi
Cong ty Co6 phan Vii Gia ndi riéng, cong tac quan 1y lao dong ngay cang duoc
quan tdm hon, nham dap tng khdng ngung su doi hoi cua co ché hoi nhap thi
truong. Trong thoi gian thuc tap tai Céng ty Co phan Vil Gia, duoc tim hiéu
vé cOng tac str dung nguon nhan luc tai cong ty, em thay rang cong ty da va
dang str dung nguon nhan lyc cdn mot sé han ché nhat dinh doi hoi cong ty
phai c6 bién phap giai quyét.

Dé cd cai nhin khai quat va toan dién hon ciing nhu nhan thic duoc
tinh cap thiét cua van dé, clng vai mong muén tim hiéu vé linh vuc quan Iy

va sir dung lao dong nén em quyét dinh chon dé tai:

“M@ot s6 bién phap nang cao hiéu qua sit dung ngudn nhan luc tai

Cong ty Co phan Vii Gia” 1a dé tai cho luan van tot nghiép cua minh.

B4 cuc cua luan vin ngoai phan mé dau va phan két luan bao gém ba phan:

Phdn 1: Co so Iy lugn vé nguon nhan lyc va hiéu qua siz dung nguon
nhan lyc trong doanh nghiép

Phan 2: Phdn tich va dénh gid thuc trang cdng tac s dung nguon nhan
luec tai CoNg ty C6 phan Vii Gia.

Phan 3: Mét sé bién phap nang cao hiéu qud si dung nguon nhan luc

tai Cong ty Co phan Vii Gia

Sinh vién: Pham Thi Tuyét Mai — Lép: QT1301N 1



Mgt sé bign phap nang cao higu qud sii dung nguén nhan luc tai
Cong ty Co phan Vi Gia

Pé tai dugc xay dung trén co sd van nhiing nhiing kién thie da tiép thu
duogc trong sudt qué trinh hoc tap tai truong Pai hoc Dan 1ap Hai Phong ciing
nhu nhitng kién thirc dwoc thu thap va nghién cau, tim hiéu trong thuc té tai
Cong ty Cb phan Vii Gia. Duéi sy huéng dan, chi bao tan tinh caa céc ¢ chi
trong ban lanh dao, cac cadn bo céng nhan vién va anh em trong doi ngii 1ai xe
ctiia Cong ty cling sy huéng dan nhiét tinh, tan tam cia Co6 gido huéng dan ThS.

D4 Thi Bich Ngoc da tao diéu kién tét nhit giip em hoan thanh dé tai nay.

Tuy nhién do nhitng han ché vé mat kién thuc va cach nhin nhan, phan
tich van dé nén s& khdng tranh khoi nhitng sai sot. Vi vay, em rat mong duogc
su nhan xét danh gia va gop y cla cac thay co dé dé tai ciia em dugc hoan
thién hon.

Em xin chan thanh cdam on!

Sinh vién

Pham Thi Tuyét Mai

Sinh vién: Pham Thi Tuyét Mai — Lép: QT1301N 2



Mgt sé bign phap nang cao higu qud sii dung nguén nhan luc tai
Cong ty Co phan Vi Gia

PHANI: CO SO LY LUAN VE NGUON NHAN LUC VA HIEU QUA
SU DUNG NGUON NHAN LU'C TRONG DOANH NGHIEP

1.1. Céc khai niém vé nhan luc va quan Iy sit dung ngudn nhan luc
1.1.1. Kh4i niém ngudn nhén lyc

Hién nay, ngudn nhan lec 12 ngudn luc quan trong nhat, quyét dinh su
ton tai va phat trién ciia mdi québc gia cling nhu mdi Doanh nghiép. Pung trén
cac goc do khac nhau, khi nghién ciru nguon nhan luc, cac hoc gia da dua ra

cac khai niém khac nhau vé ngudn nhan luc cho hop véi muyc tiéu nghién ciu.

Ngudn nhan lyc hay ngudn luc lao dong bao gom sb nguoi trong do
tudi lao dong c6 kha nang lao dong ( trir nhitng nguoi tan tat, mat sac lao
dong loai nang ) va nhitng nguoi ngoai do tudi lao dong nhung thuc té dang

lam viéc ( Theo “Vién nghién ciu khoa hoc va phat trién”)

Ngudn nhan lyc 1a nguon luc cia mdi con ngudi gom c6 thé lyc va tri
lyc. Ngudn nhan lyuc trong Doanh nghiép duoc hiéu 12 toan bo sé lao dong ma

Doanh nghiép c6 va c6 thé huy dong toan b thuc hién san xuat kinh doanh.

Nguon nhan lyc caa mét té chirc duoc hinh thanh trén co sd ca nhan
véi vai tro khac va dugc lién két véi nhau theo nhitng muc tiéu nhat dinh.
Ngudn nhan luc khéac vai ngudn luc khac caa Doanh nghiép & ban chat cua

con ngudi. (Tran Kim Dung, 2007)
1.1.2. Khai niém quan ly nguon nhan luc

Theo Nguyén Hiru Than (nim 2007), quan ly nguén nhan luc 1a phdi
hop mot cach tong thé cac hoat dong hoach dinh, tuyén mo, tuyén chon, duy
tri, phat trién, dong vién va tao moi diéu kién thuan lgi cho ngudn nhan lyuc
théng qua té chirc nham dat dugc muc tiéu chién luge va dinh hudng vién

canh cua to chic.

Sinh vién: Pham Thi Tuyét Mai — Lép: QT1301N 3



Mgt sé bign phap nang cao higu qud sii dung nguén nhan luc tai
Cong ty Co phan Vi Gia

Quan ly ngudn nhan luc nghién cau nhiing van dé vé quan 1y con nguoi

trong to chac & tim vi mé ¢ hai muyc tiéu co ban:

- St dung hiéu qua ngudn nhan lyc nhim ting cudng ning cao ning

suat lao dong va nang cao tinh hiéu qua cua to chuec.

- Bap ung nhu cau ngay cang cao ciia nhan vién, tao diéu kién cho nhan
vién phét huy téi da nang luc c4 nhan, duoc kich thich nhiéu nhat tai noi lam

viéc va long trung thanh tan tam vaéi Doanh nghiép.
Phan biét quan tri nguon nhan lyc va quan tri nhan su:

Thuat ngit ngudn nhan lyc dan dugc thay thé cho quan tri nhan sy Vi
quan diém cha dao: Con ngudi khong con don thuan chi 1a yéu t6 cua qué
trinh san xuét kinh doanh ma 1a ngudn tai san quy bau cua to chtc cua Doanh
nghiép. Cac Doanh nghiép chuyén tir tinh trang tiét kiém chi phi lao dong dé
giam gia thanh dau tu vao ngudn nhan luc dé c6 loi nhuan kinh doanh cao

hon, c6 hiéu qua cao hon.
1.2. Chirc nang va vai tro cia quan ly nhan luc
1.2.1. Chirc nang cia quan ly nhan luc

Cac hoat dong quan tri nguon nhan lyuc lién quan dén tat ca cac van dé
thudc vé quyén loi, nghia vu va trach nghiém caa nhan vién nham dat hiéu
qua cao nhat cho to chic 1dn nhan vién. Cac hoat dong chia yéu caa ngudn

nhan luc co6 thé phan chia thanh ba nhém chire nang chu yéu sau:
1.2.1.1. Nhom chirc néing thu hit nhan luc

Nhom chic niang nay cha trong van dé& dam bao co du sé luong nhan
vién vai cac pham chat phi hop cho cdng viéc cua Doanh nghiép. Dé co thé
tuyén ding ngudi cho ding viée, truéc hét Doanh nghiép phai can ctr vao ké
hoach san xuét, kinh doanh va thyc trang sir dung nhan vién trong Doanh

nghiép nham xac dinh nhitng cdng Vviéc nao d6 can tuyén thém ngudi. Thuc

Sinh vién: Pham Thi Tuyét Mai — Lép: QT1301N 4



Mgt sé bign phap nang cao higu qud sii dung nguén nhan luc tai
Cong ty Co phan Vi Gia

hién phan tich cdng viéc s& cho Doanh nghiép biét phai tuyén thém bao nhiéu
ngudi va cac yéu cau, tieu chuan dat ra ddi véi cac ung vién. Viéc ap dung
cac k¥ niang tuyén dung nhu tric nghiém va phong van sé gitp Doanh nghiép
chon dugc cac tng vién tét nhat cho cong viéc. Do d6, nhom chirc ning tuyén
dung thuong cd cac hoat dong: du bao va hoach dinh ngudn nhan lyuc, phan
tich cdng viéc, phong van, trac nghiém, thu thap luu giir va xu ly théng tin vé

nguon nhan luc cua Doanh nghiép.
1.2.1.2. Nhdm chire ning dao tao va phat trién

NhOm chiic nang nay chu trong viéc nang cao nang luc cia nhan vién,
dam bao cho nhén vién trong Doanh nghiép c6 cac ki nang, trinh d¢ lanh
nghé can thiét dé hoan thanh tt cong viéc dugc giao va tao diéu kién cho

nhan vién dugc phat huy da cac nang luc ca nhan.

Nhom chiic ning dao tao, phat trién thuong thuc hién cac hoat dong
nhu: huéng nghiép, huan luyén, dao tao ki ning thuc hanh cho céng nhan,
boi dudng nang cao trinh d6 lanh nghé va cap nhat kién thac quan ly, ky thuat

cong nghé cho cac can bo quan ly va can bo chuyén mén nghiép vu.
1.2.1.3. Nhom chirc niang duy tri nhan luc

Nhom chirc nang nay chu trong dén viéc duy tri va str dung c6 hiéu qua

ngudn nhan luc trong Doanh nghiép, bao gom hai chiic nang cu thé:

- Kich thich, dong vién

- Duy tri phét trién cac mdi quan hé tét dep trong Doanh nghiép

Chtic nang kich thich dong vién lién quan dén céc chinh séch va cac
hoat dong nham khuyén khich, dong vién nhan vién. Tra luong cao va cong
bang, kip thoi khen thuéng cac ca nhan c6 sang kién, cai tién ky thuat, co
dong gop lam ting hiéu qua san xuat kinh doanh va uy tin cia Doanh
nghiép...1a nhiing bién phap hitu hiéu dé thu hat va duy tri dugc doi ngii lao

d6ng lanh nghé cho Doanh nghiép. Do d6, xay dung va quan Iy hé théng bang

Sinh vién: Pham Thi Tuyét Mai — Lép: QT1301N 5



Mgt sé bign phap nang cao higu qud sii dung nguén nhan luc tai
Cong ty Co phan Vi Gia

lwong, thiét 1ap va ap dung cac chinh sach luong bong, thing tién, ky luat, tién
thuong, phic loi, phu cap... 1a nhitng hoat dong quan trong nhit cua chic

nang kich thich dong vién.

Chtic ning quan hé lao dong lién quan dén cac hoat dong nham hoan
thién moi truong 1am viéc va cac mdi quan hé trong cong viéc nhu: ky két
hop dong lao dong, giai quyét khiéu té, tranh chap lao dong, cai thién mai
truong lam viéc, y té, bao hiém va an toan lao dong. Giai quyét tot chirc ning
nay sé& gilp cho Doanh nghiép tao dugc bau khong khi tam Iy tap thé va cac
gia tri truyén thong tét dep, vira 1am cho nhan vién dugc théa man véi cong

viéc cua Doanh nghiép.
1.2.2. Vai tro cia quan ly nhan luc
Viéc nghién ciru quan tri nhan luc nham dat dwgc muc tiéu co ban sau:

- Sir dung ¢6 hiéu qua nguon nhan lyc nham ting cudng ning suat lao
d6ng va nang cao tinh hiéu qua cua t6 chuc.
- Pap vng nhu cau ngay cang cao ctia nhan vién, tao diéu kién cho nhan vién

phét huy t6i da cac ning luc c& nhan va trung thanh, tan tam véi Doanh nghiép.

Do d6, quan tri nhan luc cd vai trd 1a mot bo phan khdng thé thiéu duoc cua
céng tac quan ly trong cac Doanh nghiép. N6 tim kiém va phét trién nhiing
phuong phép dé moi thanh vién c6 thé dong gop duoc nhiéu nhat cho Doanh

nghiép, dong thoi cling tao diéu kién dé chinh ngudi lao dong phét trien.

1.3. Cac nguyén tic quan ly ngudén nhén lyc

Quan ly ngudn nhan lyc cua té chirc can tudn theo cac nguyén tac sau:

- Nhan vién can duoc dau tu théa min dang ké phat trién nhiing ning
lyc riéng thoa man nhitng nhu cau ca nhan, dong thoi tao ra ning suat lao

dong hiéu qua cao va dong gop tbt cho t6 chuc.

- C4c chinh sach chuong trinh va thyc hién quan ly can duogc thiét lap

va thuc hién dé c6 thé thoa man nhu ciu vat chat va tinh than cta nhan vién.
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- Méi truong 1am viéc can duoc hinh thanh sao cho c6 thé kich thich
nhan vién phat trién va sir dung téi da cac k¥ nang ciia minh.

- C4c k¥ ning nhan su can duoc thuc hién phdi hop va 1a bo phan quan
trong trong chién lugc kinh doanh cua tb chuec.

Cach tiép can quan 1y ngudn nhan lyc doi hoi can bo quan ly hai hiéu
biét tét tam 1y x& hoi, nghién cttu hanh vi t chirc, phap luat va cac nguyén tac
kinh doanh.

1.4. Cac yéu t6 anh hudong doi véi quan ly nguﬁn nhan luc
1.4.1. Cac nhan t6 mdi trwong bén ngoai ciia quén tri nhan e

1.4.1.1. Khung canh kinh té

Chu ki kinh té va chu kinh doanh anh huéng rat 16n dén quan tri nhan
lyc. Trong giai doan kinh té suy thoai hozc kinh té bat 6n dinh Doanh nghiép
mot mat van phai duy tri lyc luong lao dong cé tay nghé, mot mat phai giam
chi phi lao dong... Nguoc lai khi kinh té phat trién va c6 chiéu huéng on
dinh, Cong ty lai c6 nhu cau phét trién lao dong mai dé mé rong san xuat,
taing cuong dao tao huan luyén nhan vién doi hoi cong ty phai tuyén thém
ngudi ¢ trinh do, doi hoi phai ting luong dé thu hit nhén tai, ting phuc loi
va cai thién diéu kién 1am viéc.
1.4.1.2. Luat |¢ caa Nha nwéc

Cac Doanh nghiép déu dugc binh dang véi nhau trén khia canh phép
luat, duoc phép kinh doanh trong nhiing nganh nghé ma Nha nuéc cho phép,

duogc bao tro kinh doanh bai Nha nudc trong nén kinh té quéc dan.
1.4.1.3. Vin héa — xa hoi

Vin hoa xa hoi caa mot nudc ciing anh hudong dén quan tri nhan lyc.
Trong mdt nén kinh t& xa hoi co nhiéu dang cip, nac thang gia tri x& hoi

khong theo kip da phat trién cua thoi dai, rd rang n6 da kim ham, khong cung
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cap nhan tai cho t6 chac. Su thay ddi cac gia tri van hoa ctia mot nudc tao ra

cac thach thac cho nha quan tri nhan luc.
1.4.1.4. Péi thi canh tranh

Trong nén kinh té thi truong, nha quan tri khéng chi canh tranh thi
truong, canh tranh san phdm ma con canh tranh vé& ngudn tai nguyén nhan su.
Nhan sy 1a ¢t 18i caa quan tri, 1a tai nguyén quy gia nhat. Cac cdng ty phai cé
chinh sach nhan sy hop 1y, dong vién, khen thuong phi hop va tao ra mot bau
khong khi gan két nhan vién minh... Su ra di ctia nhan vién khong chi don
thuan 1a van dé luong bong ma con 1a tong hop cua nhiéu yéu t6. Do d6 dé
duy tri va phat trién nhan vién, nha quan tri nhan lyc phai biét cach quan tri
mot cach cé hiéu qua.
1.4.1.5. Khoa hoc ky thuat

Khoa hoc ki thuat thay doi, mot s6 cong viéc hoic mot sé ki nang
khong con can thiét nita. Do d6, cong ty can phai dao tao lai luc luong lao
dong hién tai caa minh. Sy thay doi khoa hoc ciing dong nghia vai su kién 1a
chi can it ngoi hon ma van san xuat ra sé lugng san pham tuong tu, nhung c6
chat luong hon. Piéu ndy c6 nghia 1a nha quan tri nhan su phai sap xép luc

luong lao dong du thura.
1.4.1.6. Khach hang

Khach hang la muc tiéu cia moi Doanh nghiép. Khach hang mua san
pham va dich vu cia Doanh nghiép, 1a mot phan ctia méi truong bén ngoai.
Doanh sé 1a yéu té séng con cia Doanh nghiép. Do d6, nha quan tri phai dam
bao nhan vién cua minh san xuat ra nhitng mat hang phi hop vai nhu cau va
thi hiéu cia nguoi tiéu dung. Nha quan tri phai 1am cho nhan vién caa minh
hiéu duoc rang khong c6 khach hang khéng c6 Doanh nghiép, va ho khong co

co hoi dé 1am viéc nixa.
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1.4.2. C4c nhan t6 mdi trudong bén trong ciia quén tri nhan luc
1.4.2.1. St mang hay muc tiéu ctia Doanh nghiép

M3i doanh nghiép déu c6 st mang va muc dich riéng cta minh. Muc
dich hay sir mang ctia doanh nghiép 1a yéu té thudc moi truong bén trong anh
huong dén cac bo phan chuydn mdn cua doanh nghiép nhu san Xuét,
marketing, tai chinh hay quan tri nhan luc... Mdi bo phan chuyén mon hay
tac vu phai dya vao muc dich hay st mang cua doanh nghiép dé dé ra muc
tiéu cho bo phan cua minh.
1.4.2.2. Chinh sach hay chién lwec ciia Doanh nghiép

Chinh sach cua doanh nghiép thuong 1a cac linh vuc thudc vé nhan lyc.
Cac chinh sach nay tdy thudc vao chién luoc dung ngudi caa ting doanh
nghiép. Mot s6 chinh sach anh hudng dén quan tri nhan lyc:

- Cung cap cho nhan vién mot noi lam viéc an toan.

- Khuyén khich moi ngudi 1am viéc hét kha ning ctia minh.

- Tra luong va dai ngd, khuyén khich nhan vién 1am viéc c6 ning suét cao.
1.4.2.3. Bau khong khi viin héa trong Doanh nghiép.

Bau khong khi van hoa cua doanh nghiép 1a hé théng cac gia tri, niém
tin va cac thoi quen duoc chia sé trong pham vi t6 chirc, tac dong chinh toi
viéc tao ra cac chuan muc hanh vi. C6 2 loai bau khéng khi trong doanh
nghiép 1a : khong khi van hoa khép kin va khong khi van héa mao. Ching ta
can xac dinh bau khong khi van hda cua doanh nghiép vi nd anh huong dén su
hoan thanh cdng tac trong khip toé chic va hau qua 1a anh huong dén kha

nang sinh 161 cia doanh nghiép.
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1.5. Ndi dung co ban ciia quéan 1y ngudn nhén luc
1.5.1. Hoach dinh tai nguyén nhan sy

Hoach dinh tai nguyé&n nhan sy [a mot tién trinh trién khai thuc hién cac
ké hoach va cac chuong trinh nham dam bao rang co quan s& c6 dung sb
luong, dung sé ngudi dugc b tri dung noi, dung luc va dang chd.

Sau khi dé ra muc tiéu vé kinh doanh s& dé ra cac chién lugc va ké
hoach hoat dong. Thong thuong cac chién luoc va ké hoach hoat dong bao
gom cac budc:

- Phan tich moi truong, xac dinh muc tiéu chién lugc cho Doanh nghiép.

- Phan tich hién trang quan Iy ngudn nhan lec trong Doanh nghiép.

- Du béo khéi luong cong va nhu cau ngudn nhan luc

- Phan tich quan hé cung cau ngudn nhan lyc, kha niang diéu chinh, dé
ra cac chinh sach, ké hoach... giup cho Doanh nghiép thich tng véi cac nhu
cau mai.

- Kiém tra d4nh gi4 tinh hinh thuc hién.

So @6 1.1: Quy trinh hoach dinh nguén nhan sy

Phan Du béo, Du béo, Chinh Thuc Kiém
tich moi phan Xac sach hién: tra
truong tich || dinh - Thu hut danh
xéc dinh cong nhu cau - bam gia
muc viéc nhén bao phat tinh
tieu, lya — trién hinh
chon -Tra thuc
chién Phén Phén congva |» hién
lugc tich tich : kich thich
hién cung Ké / - Quan hé
trang [™| chu, kha [—*] hoach, lao dong
quan tri ning Chuon
ngudn didu g trinh
nhan chinh

Ngudn: Quan tri ngudn nhan luc — Tran Kim Dung
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1.5.2. Phan tich cong viéc

Phan tich cong viéc 1a mot tién trinh xac dinh mét cach co hé thdng cac

nhiém vu va céc ki ning can thiét dé thuc hién cac cong viéc trong mét td chic.

Phan tich cong viéc cung cip cac thong tin, dic diém caa cong viéc, 1a tai

liéu co c& cho viéc xay dung ban méd ta céng viéc va ban tiéu chuan cong viéc.

So dd 2: Loi ich ciia phan tich cong viéc

Phan tich cong viéc

Ban mé ta cong Ban tiéu chuan cong

Tuyén Pao tao, Panh Xac dinh Tra
dung, huan gia nhan giatri cong,
chon lya luyén Vién cong khen

N@i dung, trinh tu phan tich céng viéc: Gom 6 buéc

Buwoc 1: Xac dinh muc dich sir dung cac thong tin phan tich céng viéc,

tur do xac dinh cac hinh thac thu thap thong tin phén tich cong viéc hop ly.

Buwéc 2: Thu thap céc thong tin co ban trén co sé cta so do t chirc. cac
van ban vé muc dich yéu cau, chirc ning quyén han cua cong ty, phong ban,

phan xudng,so do quy trinh cdng nghé va ban mé ta céng viéc cii (néu co).

Buwéc 3: Chon lya céc vi tri ddc trung va nhimg diém then chét dé thuc
hién phan tich cong viéc nham lam giam thoi gian va tiét kiém hon trong phan

tich cong viéc, nhat la khi phan tich cac cng viéc nhu nhau.

Buwéc 4: Ap dung cac phuong phap khac nhau dé thu thap théng tin
phan tich céng viéc. Tuy theo yéu cau vé mic do chinh xac va chi tiét cua
thong tin can két hop nhiéu phuong phép thu thap théng tin sau: Quan sat,

bam gid, chup anh, phong van, ban cau hoi.
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Buwéc 5: Kiém tra xac minh lai tinh chinh xac caa thong tin.

Buwéc 6: Xay dung ban mé ta cong viéc va ban tiéu chuan cong viéc.

Ban mo ta cong viéc: 1a van ban liét ké cac chirc nang nhiém vy, cac
mbi quan hé trong cong viéc, diéu kién lam viéc. yéu cau kiém tra, giam sat
va cac tidu chuan can dat duoc khi thuc hién cong viéc. Ban md ta cong viéc
gilp chdng ta hiéu dugc noi dung, yéu cau cua cdng viéc va hiéu duoc quyén

han, trach nhiém khi thuc hién cong viéc.

Ban tiéu chuan cdng viéc: 1a van ban liét ké cac yéu cau vé nang luc
c4 nhan nhu trinh d6 hoc van, kinh nghiém cong tac, kha ning giai quyét van
dé, cac k¥ niang khac va dic diém céa nhan thich hop nhat cho cong viéc. Ban
tiéu chuan cong viéc gilp ching ta hiéu duoc doanh nghiép can loai nhan

vién nhu thé nao dé thuc hién cdng viéc tét nhat.
1.5.3. Tuyén dung lao dong

Trong mot doanh nghiép, cdng tac tuyén dung nhan sy thanh cong tac
1a tim duoc nhitng ngudi thuc su phi hop véi cong viéc ¢6 ¥ nghia rat to 16n,
gop phan duy tri su ton tai va phat trién cua doanh nghiép. Ban than nhiing
nguoi duoc tuyén vao cdng viéc phi hop véi nang luc va sé truong cua minh
s& rat hung tha véi cong viéc. Nguoc lai néu viéc tuyén dung khong duogc
thuc hién dung thi s& gy ra nhitng anh huong tiéu cuc tac dong truc tiép dén

cong ty va nguoi lao dong.
1.5.3.1. Nguon tuyén dung

% Ngudn tuyén dung néi bd

Cac hinh thaec:

- Str dung cé&c nhan vién hién hitu: trong truong hop can thing chire, dé
bat hoic thuyén chuyén sang nhitng vi tri trong, vi tri méi.

- Ban bé, nguoi than caa nhan vién hién hixu: hinh thic nay c6 thé duoc

coi 1a tuyén mo bén ngoai
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- Cac nhan vién cii: lua chon hinh thic ndy can luu ¥ tranh tu tuong
cho nhan vién 1a ho c6 thé roi cong ty bat ctr khi ndo va khi tro lai khéng bi
mat mat gi.

Uu diém:

- Nhan vién cua Doanh nghiép duogc thir thach vé 10ng trung thanh, thai
d6 nghiém tlc, trung thuc, tinh than trach nhiém va it bo viéc.

- Nhan vién caua Doanh nghiép s& dé dang, thuan loi hon trong viéc
thuc hién cong viéc, nhat I trong thoi gian dau ¢ cwong vi trach nhiém mai.
Ho mau chéng thich nghi véi diéu kién 1am viéc mai va biét cach 1am viéc dé
dat dugc muc tiéu.

- Tao ra su thi dua rong rai gitta cac nhan vién dang lam viéc, kich
thich ho lam viéc tich cuc, sang tao va hiéu qua.

Nhwoc diém:

- Viéc tuyén dung nhan vién vao chuc vu tréng theo kiéu chic nang noi
bo cb thé gay hién tugng chai Ii do cac nhan vién duge thing chire di quen
véi cach lam viéc cua cap trén trude day, ho sé lam viéc theo phong cach dap
khubn, mat di su sang tao, khong day 1én duoc khong khi thi dua moi.

- Trong doanh nghiép dé hinh thanh nén cac nhom “tng vién khong
thanh cong”. Ho dugc ng ctr vao cac chic vu nhung khong duoc tuyén chon.
Tir d6 s& c6 tam ly khdng phuc lanh dao va chia bé phai gay mat doan két.
< Nguon tuyén dung bén ngoai

L& viéc tuyén dung nhan vién tir thi truong lao dong bén ngoai doanh
nghiép nhu: nhitng nguoi dén xin viéc, tir cac co s& dao tao nganh nghé lién
quan, tir cac trung tim tu van va gioi thiéu viéc 1am, nhan vién cua cong ty
khac, ngudi that nghiép, lao dong tu do...

Uu diém:

- Gilip Doanh nghiép thu hiit dugc nhiéu chuyén gia, nhitng nhan vién

gioi, qua do sé& gitp tuyén chon vao céc chac danh phi hop.
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- C4c nhan vién mai thuong to ra nang n6, ching minh kha nang lam viéc
caa minh bang cong viéc cu thé vi thé nén hiéu qua st dung lao dong cao.

Nhwoc diém:

- Ngudi duoc tuyén dung s& phai mat mot thoi gian 1am quen véi cong
viéc va moi truong 1am viéc caa Doanh nghiép. Do d6 ho c6 thé chua hiéu

dugc muc tiéu va cach lam viéc cua Doanh nghiép.
1.5.3.2. Ndi dung ciia tuyén dung nhan sw

So d6 3: Noi dung chii yéu caa tuyén dung nhan su

Chuan bj tuyén dung

|

Théng béo tuyén dung

\ 4

Thu nhan, nghién ctu ho so

\4
T6 chiic phong van, trac nghiém, sét
hoach céc tng vién

\ 4

Kiém tra stc khoe

A 4

Danh gia ¢ng vién, ra quyét dinh

Nguon: Quan tri nguon nhan lec — Tran Kim Dung
Buwéc 1: Chuan bi tuyén dung:
- Thanh 1ap hoi ddng tuyén dung, quy dinh rd vé sé luong, thanh phan
va quyén han caa hoi dong tuyén dung.
- Nghién ciru ki cac loai van ban, tai liéu, quy dinh ciia Nha nudc va to

chtrc, Doanh nghiép lién quan dén tuyén dung nhan su.
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- Phai xac dinh rd tiéu chuan tuyén dung nhan vién & ca ba khia canh:
tiéu chuan chung ddi véi té chuc, doanh nghiép; tiéu chuan cua phong ban
hodc bd phan co so va tidu chuan di véi ca nhan thuc hién cong viéc.

Buwéc 2: Théng bao tuyén dung:

Cac doanh nghiép cd thé ap dung mot hoic két hop cac hinh thic thong
bao tuyén dung sau:

- Quang c&o trén tivi, truyén hinh, bao, dai. ..

- Thong béo qua cac trung tam dich vu lao dong.

- Théng bao tai doanh nghiép

Céc thong bao dua ra phai ngan gon, rd rang chi tiét va day du nhiing
théng tin co ban cho cac tng vién. Thong béo phai diy du vé tén doanh
nghiép, théng tin vé nodi dung cdng viéc, tiéu chuan tuyén dung, hd so va gidy
to can thiét, cach thirc tuyén dung va noi dung tuyén dung.

Buwéc 3: Tiép nhan va nghién ciu hd so:

- Tat ca ho so xin viéc phai ghi vao so xin viéc. Nguoi xin tuyén dung
phai nop cho doanh nghiép nhitng ho so gidy to can thiét theo yéu cau.

- Viéc nghién ctu hd so nham ghi lai thdng tin cha yéu vé cac tng vién
va 0 thé loai bét mot s tng vién khong dap ung duoc tiéu chuan dé ra dé
khong can phai 1am cac thu tuc tiép theo trong qua trinh tuyén dung.

Buwéc 4: T6 chtic phong van, trac nghiém va sat hach cac tng vién:

- Kiém tra, trac nghiém, phong van dé chon ra dugc cac tng vién xuat
sic nhat théng qua viéc danh gia vé kién thirc co ban, kha ning thuc hanh.

- Ngoai ra c6 thé ap dung cé4c hinh thtc trac nghiém dé danh gia mot sé
nang luc dac biét caa ing vién nhu: tri nhd, mac dé khéo 1éo cua ban tays,...

- Phong van dugc sir dung dé tim hiéu, danh gia cac tng vién vé nhiéu

phuong tién nhu: kinh nghiém, trinh d9, tinh cach, kha ning hoa dong,. ..
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- Phai ghi chép timg dic diém can luu y véi ung vién dé gidp cho viéc
danh gia duoc thuc hién mot cach chinh xéac nhat.
Buwéc 5: Kiém tra suc khoe:

Du ¢6 dap ung du cac yéu cau vé trinh do hoc van, hiéu biét, théng
minh, tu cach dao duc tét nhung sic khoe khong dam bao ciing khong nén
tuyén dung. Néu tuyén dung mot s6 ngudi ¢ sac khoe khong dam bao sé anh
huong téi chat lwong thuc hién cdng viéc va hiéu qua kinh té, bén canh d6

con gay ra nhiéu phién phtc vé mat phap ly cho doanh nghiép.
Buwéc 6: Panh gia ang vién va ra quyét dinh:

Sau khi thuc hién cac budc trén néu hai bén cung nhat tri thi doanh

nghiép s& quyét dinh tuyén dung va hai bén sé& ky két hop dong lao dong.

Truéng phong nhan su dé nghi giam dbc ra quyét dinh tuyén dung hozc
ky két hop dong lao dong. Trong quyét dinh tuyén dung hoic trong truong

hop lao dong can ghi rd chic vu, lwong bong, thoi gian thir viéc. ..
1.5.4. Phan cong va hop tac lao dong

Phén cong va hop tac lao dong la mét trong nhitng hoat dong co ban
cua quan Iy nhan lyc. Do phan cong lao dong ma tat ca cac co cau vé lao dong
trong doanh nghiép dugc hinh thanh tao nén bo may doanh nghiép voi tat ca
cac bo phan, chic nang can thiét con hop tac lao dong duoc vi nhu 1a mot

chat keo, gan két cac bo phan véi nhau théng qua mdi quan hé trong san Xuat.

Phan céng va hop tac lao déng c6 mdi quan hé chit ch& véi nhau. Phan
cong lao dong cang sau thi hop tac lao dong cang rong. Su chat ché caa hop
tac lao dong tuy thudc vao muc d6 hop ly ctia phan cong lao dong va nguoc
lai, chinh trong qua trinh hop tac lao dong ma phan céng lao dong duoc hoan
thién. Phan cong lao dong hop ly va khoa hoc sé tao ra su phu hop gitta cong

viéc duogc giao voi kha nang, trinh dg, chuyén mon ctia nguoi lao dong.
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Pé ap dung duoc hinh thirc phan cong lao dong 6 hiéu qua nha quan Iy
phai tu biét danh gia dung thyc trang caa doanh nghiép minh vé loai hinh, dic
diém san xuét, quy mo, dic diém may mac thiét bi... tir d6 ra quyét dinh &p
dung hinh thitc phan céng lao dong nao trong cac hinh thuc phan céng lao

dong sau:

- Phan cong lao dgng theo chirc ning: la hinh thac phan cong lao
dong trong do tach riéng cac cong viéc khac nhau thanh nhiing chirc nang lao
dong nhat dinh cin ct vao vi tri va chtrc nang chinh cua doanh nghiép.

- Phan cong lao dong theo cong nghé: la hinh thirc phan cong lao dong
trong d6 tach riéng cac cong viéc khac nhau tuy theo quy trinh cong nghg.

- Phan cong lao dong theo mirc do phirc tap cia cong viéc: la hinh
thirc phan cong lao dong trong do6 tach riéng cac cong viéc khac nhau tuy tinh

chat phuc tap cua no.

Phén cong lao dong khoa hoc gan lién véi viéc xay dung mot hé théng
nodi quy, quy dinh, quy ché hoan chinh trong xi nghiép. Trong d6 tat ca cac
chtrc danh déu dugc quy dinh rd rang va théng nhat vé vi tri, quyén han ciing

nhu trach nhiém phai chiu xir ly khi khéng hoan thanh nhiém vu.
1.5.5. Pao tao va phat trién nhan luc

Dao tao va phét trién 1a cac hoat dong nham duy tri va nang cao chat
lugng nguon nhan luc cua to chire, 1a diéu kién quyét dinh dé cac to chac co
thé dung vitng va thang loi trong méi trudng canh tranh. Do do, trong cac to
chtrc, cong tac dao tao va phat trién ngudn nhan luc can thuc hién mot cach co

t6 chuc va cd ké hoach.

Dao tao 1a mot qué trinh ¢ hé théng nham nudi dudng viée tich lity cac
k¥ niang, nhitng quy tic khéi niém hay thai d6 dan dén su twong xtng tét hon
gitta nhitng dac diém cua cong nhan vién va nhitng yéu cau cua cong viéc
(G.T.Milkovich).
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Phat trién ngudn nhan luc chinh 13 toan bo nhitng hoat dong tap hop
dugc td chuc boi doanh nghiép, do doanh nghiép cung cap cho ngudi lao
dong. Cac hoat dong d6 c6 thé dugc cung cap trong vai gio, vai ngay tham chi

dén vai ndm, tiiy thudc vao ndi dung va muyc tiéu hoc tap.

Phat trién 1a qua trinh 1au dai nham ning cao ning luc va dong co cua
cong nhan vién dé bién ho thanh nhiing thanh vién twong lai quy bau cta to
chtic d6. Phat trién khong chi bao gom c6 dao tao ma con co ca sy nghiép va
nhiing kinh nghiém khac nira (G.T.Milkovich).

C6 nhiéu Ii do néi rang cong tac dao tao va phét trién 1a quan trong va

can dugc quan tam dung muc trong c4c to chic. Trong d6 ¢6 3 1y do chi yéu:
- Bé dap (g yéu cau cong viéc cua to chuc.
- Bé dap (ng nhu cau hoc tap va phat trién caa lao dong.

- Pao tao va phat trién 12 nhiing giai phap c6 tinh chién lugc tao ra loi

thé canh tranh cho doanh nghiép.

So d6 1.4: Tién trinh dao tao va phat trién nguon nhan luc

Xac Noi dung Thuc Hiéu
dinh *| chuong trinh > hién biét ki
nhu cau chuong nang,
dao tao > > trinh dao ,| mong
tao va mudn

,| Phuong R phat cua nhan
phap dao tao trién vién
A
Dénh gia két qua dao tao |

1.5.6. Panh gia nang luc nhan vién
Panh gia nang luc thuc hién cong viéc cua nhan vién la mét hoat dong
quan trong trong quan tri nhan sy gitip céng ty co co s¢ dé hoach dinh, tuyén

chon, dao tao va phat trién nhan su.
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1.5.6.1. Ngi dung va trinh tw thuc hién
Buwéc 1: Xéc dinh yéu cau co ban can danh gia.

Céc nha lanh dao can xac dinh linh vyc, ky ning, két qua can danh gia
va nhitng yéu té nay lién hé véi viéc thuc hién myc tiéu caa doanh nghiép nhu

thé nao.
Buwoc 2: Lya chon phuong phap danh gia thich hop

Trong thyc té ¢ rat nhiéu phuong phap danh gia két qua thuc hién
cong Viéc cua nhan vién va khong c¢6 phuong phap nao duoc cho 1 tét nhat
cho moi t6 chirc. Ngay trong noi bo doanh nghiép ciing co thé sir dung cac
phuong phép khac nhau d6i véi cac bd phan don vi hodc d6i véi cac dbi

tugng nhan vién khac nhau.

Buwéc 3: Huan luyén nha lanh dao va nhimg ngudi lam cong tac danh
gid k¥ nang danh gia thuc hién cong viéc cua nhan vién.

Viéc st dung cac phuong phap danh gia khong thich hop hoac xac dinh
cac tiéu chi danh gia khong chinh xac s& dan dén tinh trang khong céng bang,

lang phi 1am cho cac quyét dinh tra luong, khen thuong khong chinh xac.
Buwéc 4: Thao luan véi nhan vién vé noi dung, pham vi danh gia.

Thong thuong, nha quan tri phai thdng bao cho nhan vién biét ngay khi
nhan vién nhan duoc cdng viéc vé tiéu chuan va pham vi s& dugc danh gia.
Tuy nhién, trudc khi thuc hién danh gia, nha quan tri can phai théng bao lai
cho nhan vién dé ho hiéu tim quan trong cua két qua danh gia d6i véi ca

doanh nghiép 1an nhan vién.
Buwéc 5: Thyc hién danh gia theo tiéu chuan mau trong thuc hién cong viéc

Thuc hién so sénh, phan tich két qua thuc té thuc hién caa nhan vién
véi tiéu chuan mau, tranh tinh cam cua lanh dao dé anh huong téi két qua

danh gia.
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Buwéc 6: Thao luan véi nhan vién vé két qua danh gia

Nha ldnh dao nén thoéa thuan véi nhan vién két qua danh gia, tim hiéu
nhitng diéu nhat tri va nhitng diéu chua nhét tri, chi ra nhimg diém tét ciing
nhu nhitng diém can phai khic phuc stra chita trong viéc thuc hién coéng viéc
cua nhan vién.

Buwéc 7: Xac dinh muc tiéu két qua mai cho nhan vién

Piéu quan trong trong danh gia thuc hién cong viéc la can vach ra cac
phuong hudng, cach thic cai tién thuc hién cong viéc, dé ra cac chi tiéu méi cho
nhan vién. Dé dam bao ring cAc chi tiéu nay 1a kha thi, 1anh dao can quan tam tim
hiéu xem nhan vién can ¢ sy hd tro nao tir phia cong ty, nhan vién cé nhiing

chuong trinh hanh dong cu thé nao trong ting khoang thoi gian nhat dinh.
1.5.6.2. Mot s6 phwong phap danh gia két qua thyc hién cong viéc
- Phuong phap mirc thang diém
- Phuong phap ghi chép va luu trit
- Phuong phap quan st hanh vi
- Phuong phap dinh lugong

Trong d6, phuong phap mirc thang diém dugc ding phd bién trong cac
doanh nghiép.

1.5.7. Tra cong lao dong

Ngoai nhiing noi dung da néu trén, dé dat dugc hiéu qua cao hon nita
trong cong tac quan tri nhan lyuc, ching ta can phai nghién ctu linh vuc tra
cong cho nguoi lao dong trong doanh nghiép
1.5.7.1. Tién lwong

Theo nghi dinh 25, 26 CP ban hanh ngay 23/5/1993: “Tién luong 1 gia

ca suc lao dong duoc hinh thanh trén co sé thoa thuan gitta ngudi lao dong va
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nguoi sir dung lao dong phi hop véi quan hé cung va cau vé lao dong trong
nén kinh té thi truong”
a.Vai tro caa tién lwong:

- B4i véi doanh nghiép: Tién luong 1a mot trong cac yéu té dau vao cua
qua trinh san xuét, ciu thanh nén gia thanh san pham.

- P6i véi ngudi lao dong: Tién luwong 1a ngudn thu nhap chu yéu, 1a
phuong tién duy tri sy ton tai va phat trién caa ho va gia dinh & mtc d6 nao
d6. N6 1a bang chung thé hién gia tri, uy tin, dia vi cia nguoi lao dong.

b. Céc hinh thiic tién lwong
* Lwong thai gian

Hinh thirc nay thuong ap dung chu yéu d6i véi bo phan gian tiép, bo
phan quan Ii va véi cac cong nhan & cac bo phan san xuat khdng thé dinh muc
lao ddong duoc mot cach chinh xac.

Cong thuc: Ltg=Ttt* L

Trong do:

-Ltg: Luong thoi gian

-Ttt: S6 ngay céng, sb gio cdng thuc té 1am trong ki

-L: Mtc luvong ngay. Véi: Lngay = L thang/22, L gio = Lngay/8
% Lwong san pham

Hinh thtic ndy quén triét nguyén tac phan phdi theo lao dong, gan viéc
tra luong vai két qua cia mdi c& nhan. Thuc chat tra luong theo san pham hay
sb cdng viéc da hoan thanh va dam bao duoc chét luong.

Cong thuc: Lsp = Ntt * Dg

Trong d6: Lsp: Luong san pham

Ntt: S6 san pham thuc té dat chat luong hoan thanh
Pg: Pon gia lwong san pham
Voi: Dg=T * L gio, T: muc thoi gian (h/sp)

L gio: Muc luong gio theo cap bac san pham.
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1.5.7.2. Tién thwéng

Tién thuong 1a mot khoan bo sung cho tién lwong. Cung vdi tién luong,
tién thuong gop phan thoa man nhu cau vat chét caa nguoi lao dong va & mot
chirng muc nao do, tién thudng 14 mot trong cac bién phép khuyén khich c6
hiéu qua nhat d6i véi nguoi lao dong ca vé mit vat chét ciing nhu tinh than.

Cac nha quan i nhan thay viéc thuc hién nhiém vu va su théa méan cua
nguoi lao dong c6 thé hoan thién bang viéc dua ra cac phan thusng phi hop:

- Nguoi lao dong phai tin rang nd luc caa ho s& duoc thudng twong xing.

- Phan thuéng phai thoa man nhu cau c& nhan cua ngudi lao dong.
Khong phai tat ca moi ngudi déu giong nhau va mot ngudi c6 thé can nhiing
thir khac nhau vao nhitng thoi diém khac nhau.

- Phan thuong phai ¢6ng bang: Nguoi lao dong trong to chic mudn
dugc dbi xtr binh dang, ho c¢6 xu huéng so sanh nhing déng goép va phan
thudng cua minh véi nhiing nguoi khac.

- Phan thuong phai gan lién véi két qua thuc hién cong viéc cua ngudi
lao dong.

Ngoai tién luong va tién thuong, cac khoan phu cap 12 mot trong nhing
yéu to gop phan kich thich nguoi lao dong thuc hién tét cong viéc. N6 bod
sung cho lwong co ban, bu dap thém cho ngudi lao dong khi ho 1am viéc trong
nhitng diéu kién kho khan, phtc tap hon binh thuong. Phan 16n tién phu cap
thuong dugc tinh trén co s¢ danh gia anh hudng cua moéi truong lam viéc
khong thuan loi dén sic khoe, su thoai méi cua ngudi lao dong noi lam viéc.

Phuc loi 1a khoan dai ngod gian tiép nham kich thich, dong vién ngudi
lao dong 1am viéc va thu hat nguoi tai gioi vé 1am viéc & doanh nghiép. Phuc
loi 12 mot phan thu nhap nguoi lao dong duoc huong ngoai ché do tién luong
va tién thuong nhu BHYT, BHXH, hd tro tién mua nha ¢, phuong tién di lai,

hoat dong thé thao,... gitip cho ngudi lao dong cai tién doi séng, gan bo véi
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doanh nghiép va san sang cong hién stc lao dong, dat ning suat cao cho

doanh nghiép.
1.5.8. Tao diéu kién 1am viéc thuin lgi cho ngwoi lao dong

Mot yéu té rat quan trong trong qua trinh lao déng la diéu kién lam
viéc. Diéu kién 1am viéc lién quan dén nhitng mdi quan hé gitta nguoi lao
dong va cong viéc cua ho, voi méi trudng 1am viée va phuong tién vat chat
can thiét dé thuc hién cong viéc. Biéu kién 1am viéc va an toan lao dong 12 hai
van dé c6 quan hé nhan qua véi nhau. Muc dich cia dam bao an toan lao dong
1a phong ngira va han ché tbi da cac tai nan trong qua trinh thuc hién cong viéc.
Quan tri nhan luc con la viéc x@y dung cac danh hiéu thi dua, cac hinh thirc
tuyén duong, khen thuong nham cong nhan thanh tich ngudi lao dong dat duoc,

tao cho ho bau khong khi tin yéu va mubn gan bd vai tap thé 1au dai.
1.6. Céc chi tiéu phan anh hiéu qua sir dung nguon nhéin lwe
1.6.1. Cac khai niém

- Hiéu qua: La chi tiéu kinh té x& hoi tong hop dung dé lua chon cac
phuong an hodic cac quy dinh trong qua trinh hoat dong thuc tién cua con
ngudi & moi linh vuc, moi thoi diém. Chi tiéu hiéu qua 1a ty 1é gitta két qua
dat duoc cua hoat dong da dé ra dé so sanh vai chi phi d3 bo ra dé dat duogc
két qua do.

- Hiéu qua kinh doanh ciia doanh nghiép: La mot pham tru kinh té
phan anh trinh d6 st dung céac yéu té dau vao cua doanh nghiép dé dat duoc
két qua cao nhét trong qua trinh kinh doanh véi tong chi phi thip nhat, n6
duogc thé hién bang cong thic: Hidu qua san xuat kinh doanh = Két qua dau
ra/ Nguon luc dau vao

Trong d6: Két qua dau ra duge do bang c4c chi tiéu: gia tri tbng san
lugng, tong doanh thu, loi nhuan... va nguén luc dau vao gom: lao dong, tu

liéu lao dong, vén...
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- Hiéu qua sir dung ngudn nhan luc: hiéu qua san xuét kinh doanh
noi chung va hiéu qua quan tri nhan luc ndi riéng 1a mot pham tro kinh té gan
lién voi co ché thi truong, c6 quan hé véi tat ca cac yéu té trong qua trinh san
xuat kinh doanh nhu lao dong, vén, may mac thiét bi...

Cin cr vao ngudn nhan lyc bo ra dé thu két qua thi chi tiéu hiéu qua
tuong dbi (H) xac dinh bang céng thirc: H = K/L

K: Két qua dau ra, duoc do bang cac chi tiéu: gia tri tong san luong,
tong doanh thu, tong loi nhuan...

L: Ngudn luc dau vao, cé thé 1a: tong sé lao dong, chi phi tién luong,
lao dong truc tiép...

1.6.2. Mt s6 chi tiéu phan anh hiéu qua sir dung ngudn nhén lre

- Higu suat sir dung lao ddng (H,q)

Tong doanh thu

Hiéu suat str dung lao dong

Téng s6 lao dong binh quéan

Chi tiéu nay cho nha quan tri biét mdi lao dong tao ra bao nhiéu dong
Doanh thu. Trong thuc té san xuat kinh doanh, chi tiéu nay cang cao cang tot

vi n6 cho thay doanh nghiép sir dung va quan 1y lao dong hiéu qua hay khong.

i B R . A A A - + A A A o
Téng s6 lao dong binh S6 lao dong dau ndm + S6 lao dong cudi nam

quan 2

- Niing suit lao dong binh quan

Gia tri tong san luong

Ning suat lao dong binh quan =
Téng s6 lao dong binh quan

Chi tiéu nay cho nha quan tri biét cir mdi ngudi lao dong tao duoc bao

nhiéu san pham cho doanh nghiép.

Sinh vién: Pham Thi Tuyét Mai — Lép: QT1301N 24



Mgt sé bign phap nang cao higu qud sii dung nguén nhan luc tai
Cong ty Co phan Vi Gia

- Hiéu qua sir dung lao dong

Téng lo1 nhuan

Hi¢u qua st dung lao dong

Téng sb lao dong binh quan

Chi tiéu nay cho biét mot lao dong c6 thé tao ra duoc bao nhiéu dong
loi nhuan cho doanh nghiép trong mot ki nghién ciru ( nam , quy, thang...).

- Ham lwgng st dung lao dong

Téng s6 lao dong binh quan
Ham luong st dung lao dong =

Tong loi nhuan

Chi tiéu nay cho nha quan tri biét dé tao ra mot ddng lgi nhuan can bao

nhiéu lao dong.
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CHUONG II: THUC TRANG CONG TAC SU DUNG NGUON NHAN
LUC TAI CONG TY CO PHAN VU GIA

2.1. Mt vai nét khai quat vé Cong ty Cé phan Vii Gia
2.1.1. Lich sir hinh thanh va phat trién ciia Cong ty Co phan Vii Gia

Véi xu thé hoi nhap kinh té Thé gisi cung véi sy phat trién cua dat nudc
n6i chung va thanh phd Hai Phong noéi riéng vé toc do do thi hod, phét trién
kinh té, co sé ha ting do thi, giao thong... thi nhu cau st dung Taxi cua nhan
dan, doanh nhan va khach du lich da tr¢ thanh dich vu thuong xuyén va ngay
cang duoc ua chudng. Nganh nghé kinh doanh dich vu taxi 1a mét linh vuc
day tiém nang khong chi tai thanh phd Hai Phong ma con & cac tinh, thanh
phd khac trong ca nudc. Hién nay dich vu taxi da va dang dap tng nhu cau di
lai cua moi nguoi Mot cach téi da nhat, tao dung trong 10ng moi ngudi an
tuong tot vé cac tién ich ma dich vu taxi dem lai.

Vi phuong cham hanh dong ciia cong ty Vii Gia "Nhanh hon - Tét hon
- Ré hon" taxi Vii Gia dang 1a mot trong cac hang taxi 16n nhat thanh phé Hai
Phong vai s6 von 16m, Tugng xe nhiéu trai khip thanh phé va cé dich vu phuc
vy tot. Taxi Vi Gia ngdy cang dap ung khéng chi moi nhu cau cua khéch
hang mot cach tét nhat ma con trén ca sy mong doi cua khach hang.
Cong ty duoc thanh lap va di vao hoat dong tir ngay 09/12/2002. Céng ty co:

- Tén chinh thuc 1a: Cong Ty Co6 Phan Vi Gia

- Tén giao dich: VU GIA JOINT STOCK COMPANY

- Tén viét tat: VU GIA.JSC

- Tru so chinh: 20 Tran Nhan Téng - Quén Trit - Kién An - Hai Phong

- Bién thoai: 031.3778.778 — 3778.888

- Fax: 031.3778.730

- Email; taxivugia@taxivugia.com
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Cong ty dugc thanh 1ap véi sy gop von cia 5 co dong sang 1ap:

Bang 1.1: Danh séch cd déng sang 1ap

Ho tén Chirc danh | Von gép ban dau So Céh%rljéu so
1.Pham Duy Hién é;?]‘; té{fjgrr]](t)t’ll 1,200,000,000 12,000
2.Hoang Kim Cuong Co dong 400,000,000 4,000
3.Vii Thi Thoa Co dong 400,000,000 4,000
4.Vii Van Nam Giam dbc 1,000,000,000 10,000
5.Vii Tuan Phong Co dong 1,000,000,000 10,000

Sy gia ting cua so luong cac xe qua cic nim:

Nam 2002: Sb luong xe ban dau 1a 32 chiéc.

Nim 2003: Mua sam thém 15 xe Lanos va 05 xe Zace.
Niam 2004: Mua sam thém 14 xe Matiz SE xanh.

Nam 2005: Mua sam thém 10 xe Matiz SE bac.

Niam 2006: Thanh li 30 xe bao gon Lanos va Matiz. Mua sam thém 2

xe Inova, 02 xe Honda Civic 1.8, 10 xe Vios, 30 xe Kia morning.

Nam 2007:Mua sam thém 06 xe Inova, 10 xe Vios Limo, 08 xe Kia

morning, 26 xe Chevrolet.

Nim 2008: Thanh 1i 15 xe Lanos. 15 xe Matiz. Mua sdm thém 09 xe

Honda Civic, 10 xe Chevrolet, 12 xe Kia morning, 8 xe Honda Civic

Nam 2009:Thanh 1i 10 xe Matiz. Mua sadm thém 10 xe Honda Civic, 20

xe Chevrolet, 10 xe Kia morning
Nam 2010: Mua sam thém 20 Chevrolet, 20 Vios.

Pén nam 2011 va 2012: sé luong xe khong gia ting thém tuy nhién
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cong ty ciing dau tu thay méi mot sé xe da xudng cap dé cd kha niang dap tng

nhu cau caa khach hang ca vé mat chat luong va sé luong

Hién tai, tong s6 xe ma cong ty dd dau tu 210 xe vai chat lugng tot, mau

mi dep phl hop véi xu thé hién dai va tién lgi cho khach hang.

Hién nay Taxi Vii Gia - 3.778.778 dang tu hao la cong ty din dau trong
cac hang taxi Hai Phong ca vé gia ca, chat lwong phuc vu va chat lugng xe,
véi cac chung loai xe phong phu va da dang .V6i luong xe nhu trén da dap
mg twong d6i nhu cau cua khach hang. Nhung qua tinh toan Cong ty thay
hién nay nhithg dong xe Matiz, Lanos cua Cong ty khai thac trong vong 06
nam da dén ky thay thé. Va Cong ty di thay thé bang Chevrolet. Pong thoi
Cong ty dau tu thém dong xe Civic méi véi vu thé: miu ma dep, hién dai, gia

ca khong cao so véi thi truong xe hién nay.

Bén canh nhiing dong xe taxi thong dung, dac biét cong ty con c6 mot sd
chang loai xe VIP hang sang khong dan tem, s dién thoai nhu Mercedes,
Toyota Altis, Honda Civic thé hé mai dap ang tét nhat moi yéu cau caa quy
khach. Quy khach s& hoan toan thoai mai nhu dang tan hudng cudc song trén

chiéc xe cua chinh minh.

Hién tai cong ty co phan Vii Gia con c6 mot hé théng diém dd phu rong
khip Thanh Phé dé don tiép khach hang ¢ bat ki dau, bat ki thoi diém ndo mot

cach "nhanh nhat" dam bao tiét kiém thoi gian téi mac téi da cho khach hang:
- Tru sé chinh: s6 46 Tran Nhan Téng - Quan Tri - Kién An — HP
- Chi nhanh 1: S4 547 duong 5A-Khu 2 - Quan Toan - Hong Bang — HP
- Chi nhanh 2: Buong 353 - Anh Diing - Kién Thuy - Hai Phong
- Chi nhanh 3: S 37 t6 4 - An Duong - Hai Phong
- Chi nhanh 4: S6 9 Hoang Diéu - Ngb Quyén - Hai Phong

- Chi nhanh 5: Ng& 4 Rudn - Huyén An Lo - Hai Phong.
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2.1.2. Chire niing, nhiém vu ciia Cong ty C6 phan Vii Gia
% Chuc nang
Cong ty duoc thanh l1ap dé san xuat kinh doanh nham dat hiéu qua cao.
Cong ty hoat dong theo nguyén tic dan cha, céng khai, théng nhat, ton trong
phap luat nham muc dich tao cong an viéc lam cho nguoi lao dong, tang loi
tic cho céc c6 dong va khong ngimg dong gop cho ngan sach Nha nude theo
luat dinh , phat trién Cong ty ngay cang viing manh trén cac linh vyc hoat

dong san xuat, kinh doanh cua Cong ty.

Pham vi kinh doanh ciia Cong ty bao gom:

- Van chuyén hang hoa , hanh khach bang duong thay, duong bo.

- Van tai taxi.

- San xuat hang hda, vat tu thiét bi phuc vu tiéu dung. Stra chira bao hanh
may mdc va phuong tién van tai.

Vi su thay d6i ciia nhu cau thi truong nén hién nay linh vuc kinh doanh

chu yéu cua cong ty 1a van tai taxi.
*» Nhiém vu

- Nhiém vu dau tién cua cong ty 1 téi da hoa loi nhuan, dam bao lgi ich
cho ¢ dong trén co s& dam bao an toan lao dong ciing nhu an toan giao
thong.

- Cong ty ¢ nhiém vu phat trién ngudn von kinh doanh, quan ly kinh
doanh tét nham dem lai lgi nhuan téi da, tai bd sung von cho hoat dong san
xuat kinh doanh dé phat trién va hoan thanh nghia vu déng goép cho Ngan
sach Nha nuoc.

- Gop phan lam giam ganh nang cho hé théng giao théng cong cong,

phuc vu nhu cau di lai ctia ngudi dan dia phuong va cac ving 1an can.
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- Pem lai viéc 1am cho mét bo phan lao déng gép phan cai thién doi
séng ngudi lao dong, an sinh xa hoi.
2.1.3. Co ciu to chirc ciia Cong ty Co phan Vii Gia
2.1.3.1.Co cau b may t6 chiic

Dé gop phan vao sy phat trién cua céng ty ngoai cac yéu td ngudn luc va
cong nghé thi viéc té chirc duoc Mot co cau diéu hanh tir trén xudng dudi

dong vai tro quyét dinh su thanh cdng hay that bai caa doanh nghiép

So d0 2.1: B may co cau to chirc ciia cong ty ¢6 phan Vii Gia

PAI HOI PONG CO
PONG

Ban Kiém R
soat v
Hoi dong quan tri

A 4

Giam Déc

\4

A 4 A 4 A 4 A 4

Phong Phong Phong Phong Phong
ké toan thanh phuong Piécu hanh
tra tién hanh chinh

A 4

D01 ngti 141 xe

2.1.3.2. Chirc ning, nhiém vu ctia cac b phan.

a. Pai hoi dong cé dong

Pai hoi dong cb déng 1a co quan quyét dinh cao nhat caa Cong ty. Pai
hoi dong co dong gdm tat ca cac cd dong so hitu co phan ¢ quyén biéu quyét
ctia Cong ty hoic ngudi dugc ¢ déng uy quyén. Pai hoi dong cé dong co cac

quyén va nghia vu thong qua dinh hudng phat trién cua cong ty.
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- Quyét dinh viéc chia, tach, hop nhat, giai thé tuyén bb pha san, thanh Iy
tai san trong truong hop giai thé, pha san cong ty.

- Quyét dinh sira doi bd sung diéu 18, ting giam vdn diéu 1é theo quy
dinh cua phap luat va diéu 1é cua cong ty.

- Quyét dinh mua ban tai san cb dinh, dau tu xay dung co ban, dau tu tai
chinh. Quyét dinh vé van dé cua cong ty trén thi trudng chimng khoan.

- Bau, mién nhiém, bai nhiém thanh vién Hbi déng quan tri, Ban kiém soat. ..
b. Ban kiém soat

Ban kiém soat do Pai hoi dong co6 dong bau ra cing c6 nhiém ky nhu
nhiém ky caa HPQT. Ban kiém soét chiu trach nhiém trudc Dai hoi dong co
d6ng va phap luat vé nhiing van dé thudc quyén han va nhiém vu cua Ban
kiém soét.
c. Héi dong quan tri

Hoi dong quan tri 1a co quan quan ly cong ty, ¢ toan quyén nhan danh
cong ty dé quyét dinh va thuc hién cac quyén va lgi ich hop phap cuia cong ty
khong thudc tham quyén cua Pai hoi dong co dong.

Hoi dong quan tri c6 quyén va nhiém vu sau:

- Quyét dinh chién lugc, ké hoach phat trién trung han, dai han va ké
hoach kinh doanh hang nam cta cong ty.

- Kién nghi loai c6 phan va tong s c6 phan dugc chao ban cua tung loai

- Quyét dinh giai phap phat trién thi truong.

- B6 nhiém, mién nhiém, cach chuc, ky hop dong, cham dat hop dong
v6i Giam doc va nguoi quan ly quan trong khac do Diéu 1¢ cong ty quy dinh.
Quyét dinh muc lwong va loi ich khac ciia nhitng ngudi quan ly.

- Giam sét, chi dao Giam dbc va ngudoi quan 1y khac trong diéu hanh

cong viéc hang ngay cua cong ty.
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- Quyét dinh co ciu té chire, quy ché quan 1y ndi bo cong ty, quyét dinh
thanh 1ap chi nhanh, vin phong dai dién va viéc gop von, mua c6 phan cua
doanh nghiép khac.

d. Giam déc
La nguoi diéu hanh céng viéc kinh doanh hang ngay caa cong ty, chiu
su giam sat cua Hoi dong quan tri va chiu trach nhiém truéc Hoi dong quan
tri va trude phép luat vé viéc thuc hién céc quyén va nhiém vu duoc giao.

Céc quyén va nhiém vu caa Giam doc:

- Quyét dinh cé4c van dé lién quan dén viéc kinh doanh hang ngay cua
cong ty ma khdng can phai cé quyét dinh caa Hoi dong quan tri.

- To chuce thyc hién cac quyét dinh cia Hoi dong quan tri.

-T6 chic thyc hién ké hoach kinh doanh va phuong an dau tu ctia céng ty.

- Kién nghi phuong an co cau to chirc, quy ché quan ly noi bo cong ty.

- B6 nhiém, mién nhiém, cach chuc cac chuc danh quan Iy trong cong
ty, trir c4c chtic danh thugc tham quyeén cia Hoi dong quan tri.

- Quyét dinh luvong va phu cap (néu c6) ddi véi ngudi lao dong trong
cong ty ké ca nguoi quan ly thugc tham quyén bd nhiém cia Giam déc.

- Tuyén dung lao dong.

- Cac quyén va quy dinh khac theo quy dinh cua phap luat, Biéu 18
cong ty va quyét dinh ciia Hoi dong quan tri
e. Phong ké toan

Ké toan:

-Thu, chi, lap bao céo vé tinh hinh kinh doanh trong ngay, thang, quy, nam.

- Thu hdi ng caia khach hang va lai xe.

- Tong két bao céo kip thoi cac bién dong trong kinh doanh véi 1anh

dao cong ty.
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- Lap biéu theo yéu cau cia cac co quan chiic ning va cac co quan quan

Iy Nha nuéc: Béo cdo thué; bao cao Doanh nghiép hang thang, quy, nam.
Tha quy
- Quan ly quy tién mat tao cong ty.
- Chiu trach nhiém thu chi tai cong ty.

f. Phong hanh chinh

Tiép nhan cac cong van dén va coéng vin di, soan thao vin ban, hop
d6ng. Quan Iy toan bo ho so nhan vién ciia céng ty, quan li lao dong. Chiu
trach nhiém quan ly, cip phat vin phong pham, déng phuc cho toan bo

phong ban trong Coéng ty.
g. Phong phwong tién

- Truc tiép khai thac phuong tién, dam bao t6i da sd luong phuong tién
dua va hoat dong kinh doanh.

- Kip thoi bao céo cho cip trén vé nhiing van dé, su ¢ nay sinh trong
qua trinh khai thac kinh doanh trén phuong tién dé kip thoi xur ly, khac phuc.
h. Phong diéu hanh

- Truc tiép tiép nhan céc yéu cau cua khach hang, sau d6 diéu dong
phuong tién phl hop dé phuc vu khach hang cang nhanh cang tét

- Giit lién lac 2 chiéu véi khach hang dé kiém tra lai xe cua cong ty
phuc vu khach hang nhu thé nao.

- Pam bao théng tin 2 chiéu ludn théng sudt gitta phong diéu hanh va
cac nhan vién lai xe dé kip thoi xtr Iy céc tinh hudng bat trac xay ra nham
phuc vu khéch hang tét nhat.

- Ghi chép day du, chi tiét tung cubc khach hang trong ngay, tuan,

thang va cac su ¢b xay ra trong ting ca lam viéc
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i. Phong thanh tra, bao vé

- Thanh tra, giam séat viéc thuc hién noi quy, quy ché kinh doanh trong
hoat dong san xuat kinh doanh cua cong ty cua ting can bd, nhan vién trong

cong ty

- Phan anh kip thoi véi lanh dao nhitng van dé nay sinh trong viéc chap

hanh noi quy, quy ché caa cong ty. Tao Y thic ky luat cao trong lao dong.

- Kiém tra tinh hop 1y, hop phéap, tinh trung thuc va mirc d6 can trong
trong quan ly, diéu hanh hoat dong kinh doanh, trong t6 chiic céng tac ké
toan, thong ké va lap béo céo tai chinh.

- Bao vé tai san cua cong ty, truc ban 24/24, gitr an ninh trat tu.

j. D0i ngii 14i xe

- L& lyc luong tryc tiép khai thac phuong tién va tiép xic véi khéch
hang c6 nhiém vy dua don khach hang nhanh chéng, an toan, lich su. Vi thé
d6i ngil 14i xe phai thuong xuyén trau ddi ky ning 1ai xe an toan, thai d6 phuc

vu khéch hang théng qua nhitng khda huan luyén thuong xuyén cia cong ty

- Ngoai ra chinh vi truc tiép tiép xuc voi khach hang nén doi ngii 1ai xe
la nhitng nguoi truc tiép nghe dugc ¥ kién phan hoi cia khach hang vé chat
luong dich vu cua cong ty. Ho 1a nguoi cung cap thdng tin 16n cua khach

hang vé cong ty.
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2.1.4. Hoat dong san xuat kinh doanh ciia Cong ty Cé Phan Vii Gia
Bang 2.4.1: Mot s6 chi tiéu san xuat kinh doanh cua Cong ty nam 2011-2012

PVT: dong

Chénh léch

Chi tiéu Nam 2011 Nam 2012 Twong

Tuyét dol déi (%)

1.Téng doanh

thu 21,453,351,016 | 28,357,382,308 | 6,904,031,292 | 32.18

2.Tong chi phi | 21,057,125,559 | 27,738,544,301 | 6,681,418,742 | 31.73

3.LN trudc
thué TNDN 396,225,457 | 618,838,007 | 222,612,550 | 56.18
4.S6 cb phiéu 441,000 516,500 75,500 17.12

5.La1 co ban

A AR rik 674 899 225 33.38
trén co phicu

Ngudn: Phong ké toan

Nhan xét: Théng qua bang chi tiéu kinh té co ban vé doanh thu cua Cong
ty trong giai doan 2011-2012, ta thdy tinh hinh hoat déng san xuét kinh doanh

nam 2012 cao hon so v&i nam 2011, cu thé:

Tong doanh thu cua cong ty nim 2012 so véi nam 2011 ting
6,904,031,292 dong, twong duong 32.18%. Pay duoc coi la thanh tich cua
doanh nghiép trong hoat dong cung cap dich vy déng thoi diéu do ciing noi

Ién su ¢ gang, nd luc cua toan thé can bo cdng nhan vién trong cong ty.

Téng chi phi ciia ndm 2012 so véi nam 2011 ting 6,681,418,742 dong,
tuong duong vai 31.73%. Tuy nhién do téc d6 ting cua chi phi nho hon toc
d6 tang cua doanh thu nén loi nhuan ctia ndm 2012 so véi nam 2011 van ting
lén, cu thé: loi nhuan cua Doanh nghiép nam 2012 so véi ndm 2011 ting
222,612,550 dong, twong duwong voi 56.18 %.
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2.1.5. Nhirng thuan loi va khé khiin ciia Cong ty C6 Phan Vii Gia
2.1.5.1. Thuan lgi

Taxi Vi Gia 1a mot trong nhitng hang taxi hinh thanh sém nhat va c6
thoi gian hoat dong, phat trién 1au dai trén thi truong xe taxi Hai Phong nén
thuong hiéu Vii Gia mot phan da duoc khach hang biét dén va dang duoc phd
bién rong rai. Bén canh do, cong ty ngdy cang chu trong dau tu vao phuong
tién, nang cao tay nghé ciing nhu chat luong phuc vu nham dap ang nhu cau
ngay cang cao caa khach hang chinh vi thé Cong ty C6 phan Vii Gia dang

ting budc khang dinh duoc tén tudi caa minh trén thi truong taxi Hai Phong.

Hién nay Cong ty co phan Vil Gia c6 nhiéu chi nhanh & Hai Phong, tap
trung chu yéu & cac khu vuc dong dan cur ¢6 nhu cau di lai cao nhu: Kién An,
Quan Toan, Kién Thuy... Mitc d6 phan bb déu va phu rong ca trong noi thanh

va ngoai thanh, sin sang dap ung nhu cau caa khach hang moi lic, moi noi.

Ban lanh dao cua cong ty giau kinh nghiém, c6 dau 6¢ sang tao, tinh
quyét doan cao dua ra cac quyét dinh vé ké hoach chién luoc phu hop véi tinh

hinh caa céng ty.

Doi ngit nhan vién giau kinh nghiém, c6 trinh do chuyén mon, cé tinh
than trach nhiém cao. Clng véi doi ngil 1ai xe ¢6 trinh do nghé hang B2, C, D,

E; cd su nang dong, nhiét tinh, sang tao trong cong viéc.

2.1.5.2. Kho khan.

Hién nay trén thi truong cé hang loat cac hdng taxi I6n nho ra doi vaoi
nhitng chién lugc kinh doanh riéng ctia minh dé thu hat duoc téi da luong
khach hang. Chi tinh riéng ¢ Hai Phong hién da c6 hon 30 hang taxi, hoat
dong trén khap cac dia ban thanh phé. Chinh sy tac dong cua cac yéu té moi
truong bén ngoai va cac yéu té bén trong di tao ra nhimg co hoi va thach thuc
d6i v6i ban than mdi doanh nghiép. Taxi Vil Gia mac du la mot trong hang

taxi Ién nhat tai Hai Phong, tuy vay hang cling gap phai mot s6 kho khan:
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- Cung véi xu thé phat trién caa nén Kinh té thi truong, tat yéu tao ra su
canh tranh ngay cang gay git dbi voi tat ca cac linh vuc, cac nganh kinh té
dic biét 1a kinh doanh dich vu, phai thuong xuyén chi trong vé tinh canh

tranh caa loai hinh dich vu do minh cung cap.

- Trén thi truong dich vu taxi Hai Phong ngay cang cé nhiéu hang taxi ra
doi véi s6 von 16m, trinh d6 quan Iy cao, sé luong xe nhiéu va tét. Cac hing
taxi nay dang dua ra cac chién lugc kinh doanh rat bai ban va mot loat cac
hoat dong Marketing dang dién ra ram ro trong thoi gian gan day trén cac

phuong tién thong tin dai ching.

- Ngoai ra, gia nhién lidu ngay cang tang cao va c6 nhiéu bién dong cong
thém tinh hinh lam phét hién nay caa nén kinh té ciing khién cho Cong ty phai
duong dau véi nhiéu kho khin trong viéc can dbi gitra loi nhuan va sy phét
trién cua cong ty, chi phi nhién liéu, chi phi khau hao, sira chita phuong tién,
chi phi tién lwong, tién phlc loi cho nhan vién va lai xe... véi gia cudc dich vu

canh tranh nén khdng thé nang cao tiy y dugc.

- Do cong ty hoat dong trén dia ban rong, yéu cau cia khach hang ciing
phan bé & timg dia ban khac nhau nén sb lugng xe cua cong ty phai dan mong
gdy khong it kho khan cho quan ly. Bén canh d6, can b nhan vién cling gap
kho khan trong viée di 1am, viéc diéu hanh va sy kiém soét trén mang thong
tin ndi bo cua cdng ty cling bi han ché. Ciing do viéc xe chay rdng ( xe chay
khong ¢ khach) kéo theo chi phi xiang dau, hao mon lam cho viéc bao quan
bao dudng giir gin phuong tién ciing ton kém hon.

2.2. Thuc trang cong tac sir dung ngudn nhan luc tai Cong ty Co phan Vii Gia

2.2.1. Pic diém lao dong trong Cong ty Co6 phin Vi Gia

Do dic thu cbéng ty hoat dong kinh doanh theo linh vuc van tai phuc vu
nhu cau di lai cia nguoi dan trong dia ban thanh phé va cac quan huyén lan
can nén luc lugng lao dong chinh cua Cong ty 1a d6i ngd lai xe. Bén canh d6

con ¢0 ca doi ngii Can bd cdng nhan vién lam viéc tai cac phong ban.
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Mot sé dic diém cua lao dong trong cong ty:

- Cong ty ky hop dong lao dong ngan han véi lai xe theo thoi han 12
thang nén sé luong lao dong trong d6i ngil 14i xe ddi luc c6 su bién dong. Pa
s6 lao dong sau khi hét han hop dong lai tiép tuc ky hop ddng méi véi cong ty
vi ¢ong ty c¢d nhiéu ché do wu dii hon danh cho nhirng ngudi gan bé lau dai
véi cong ty. Con mot sé it lao dong chi 1am viéc theo tinh thoi vy, ho chi 1am
mot vai thang sau d6 nghi trudc thoi han hop dong. Déi vai lao dong gian tiép
lam viéc tai cac bd phan khac thi ho thuong gan bé véi cong ty hon, day 1a

d6i ngii lao dong tuong dbi 6n dinh, khdng c6 su bién dong dot ngot.

- Doi ngil 141 xe 1am viéc theo ca. DI véi xe 2 14i, 1am viéc trong 24h,
nghi 24h. V&i diéu kién l1am viéc nhu vay doi lac s& 1am anh hudng dén stc
khoe ctia nguoi lao dong khi ho khdng biét phan b thoi gian nghi ngoi dan
dén tinh trang lao luc va c6 thé gay tai nan, khong dam bao an toan lao dong.
Péi vai xe 1 1ai, 1am viéc 1am viéc tir 07h00” dén 21h00” hang ngay (khong phai
truc dém). Voi dic diém cong viéc can sy déo dai va sic khoe tot nén doi ngii 14i xe
cha cong ty da so 1a nam gidi, day ciing 1a dic diém nhan sy chung cua cac cong ty
kinh doanh dich vu taxi

- Cong ty ¢ ban lanh dao, di ngii nhan vién diéu hanh tré, nang dong,
nhiéu kinh nghiém quan 1y, diéu hanh céng ty trén thi treong. Can bo nhan
Vién tai cong ty luon duogc khach hang danh gia cao qua tac phong lam viéc

nhanh nhen, chu dao, chinh xac vai thai do hoa nha, than thién.
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2.2.1.1. Phin tich co c4u lao dong theo chirc ning
Bang 2.2.1.1: co cau lao dong theo chirc ning

DVT: nguoi

Nam 2011 Nam 2012 Chénh l¢ch

Chi tieu S6 Co cau S6 Co cau Tuyét | Tuong
lugng (%) lugng (%) doi | doi (%)

Lao dong gian tiép | 65 14.35 66 13.92 1 1.54

Lao dong tryc tiép | 388 85.65 408 86.08 20 5.15

Téng 453 100 474 100 21 4.64

Ngudn: Phong hanh chinh

Nam 2011 Nam 2012
14.35% 13.92%

85.65% " Lao dong || g6.08% " Lao dong
gidn ticp gian t1ep
B [ao dong W Lao dong
truc ti€p truc tiép
Nhan xét:

Nhin vao bang trén ta thiy lao dong truc tiép chiém ty trong 16n trong co
cau lao dong cta cong ty. Nam 2011 so lao dong tryc tiép 1a 388 lao dong.
Nam 2012 s6 lao dong tryuc tiép ting 20 ngudi, twong wng Voi 5.15% SO V4
nam 2011. Lao dong gian tiép nam 2011 1a 65 nguoi, dén nam 2012 ting 1én
1 nguoi twong ung 1,54% so voi nam 2011. Nhin chung, co cau lao dong nhu

vy duoc coi 12 hop If véi dic diém nganh nghé kinh doanh cua cong ty.
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2.2.1.2. Phan tich co cau lao ddng theo gigi tinh
Bang 2.2.1.2: co céu lao dong theo gidi tinh

DVT: nguoi
Nam 2011 Nam 2012 Chénh léch
Chi tiéu e A
z Cocau | <z« Co cau ~ 14| Tuong
SO luong (%) SO luong (%) Tuyét dol déi (%)
Nam 411 90.73 431 90.93 20 4.87
N 42 9.27 43 9.07 1 2.38
Tong 453 100 474 100 21 4.64
(Ngudn: Phong Hanh chinh)
Nam 2011 Nam 2012
9.27% 9.07%
% 90.93%
90.73% ®m Nam = Nam
= Nit = Nit

Nhan xét: Qua bang phan tich trén ta thiy sy chénh léch vé gidi tinh
cua cdng ty rat 16n, sé lao dong nir chiém ty Ié rat it. Nam 2012 s6 lao dong
nit chi chiém 9.27% trong tong s6 lao dong. Trong khi d6 s6 lao dong nam lai
chiém ti 18 rat 16n trong co cau lao dong caa cdng ty. Cu thé: Nam 2012 s lao
dong nam 1a 411 ngudi twong tng chiém 90.73% trong tong s6 lao dong. S6
lao dong nam nam 2012 so v4i nam 2011 tang 20 lao dong, tuong ung 4.87%.
Do tinh chat cdng viéc, linh vuc kinh doanh 1a dich vy taxi nén can luc lugng
lao dong cd suc khoe déo dai va kha nang linh hoat cao. Vi vay, lao dong nam

chiém ty trong 16n trong co cau lao dong 1a diéu tat yéu.
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2.2.1.3. Phan tich co cau lao dong theo trinh dd

Bang 2.2.1.3: co cu lao dong theo trinh d hoc van

6.62%

85.65%

5.30%

2.43%

DVT: nguoi
Nam 2011 Nam 2012 Chénh léch
Chi tiéu S6 Co cau S6 Co cau Tuyét | Tuong
luong (%) luong (%) doi | doi (%)
Pai hoc va trén BDH | 30 6.62 31 6.54 1 3.33
Cao dang 24 5.30 25 5.27 1 4.17
Trung cap 11 2.43 10 2.11 -1 -9.09
Bang nghé 388 8565 |408 [86.08 |20 5.15
Téng 453 |100.00 |474 |100.00 |21 4.64
Nguon: Phong Hanh chinh
Nim 2011 Nim 2012

6.54%

5.27%
2.11%
® Dai hoc va

® DPai hoc va
trén DH

¥ Cao dang
Trung cip

® Bing nghé

86.08%

trén BH
B Cao dang

Trung cip

® Bing nghé

Nhan xét: Luc luong lao dong nghé 1a luc luong lao dong truc tiép bao

gom doi ngil 1ai xe va doi ngil stra chira, bao dudng, noi that xe... Luc luong

lao dong nghé chiém ti trong twong d6i 16n trong co cau lao dong. Nam 2012

lao dong nghé tang 1én 20 ngudi SO V6i nam 201 1. Nhitng ngudi c6 trinh do dai

hoc, cao dang, trung cap chii yéu nam trong khéi nhan vién vin phong. Nam

2012 s6 lao dong co trinh d6 cao dang ting 1 ngudi, twong duong 3.33%. S6 lao
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dong c6 trinh d6 trung cap giam 1 ngudi do ho da hoan thanh chwong trinh bac

dao tao cao ding.

Dé hiéu 5 hon vé luc lugng lao dong truc tiép, ta di vao phan tich co

céu lao dong tryc tiép theo céc hang bang
Bang 2.2.1.4: Co céu lao dong tryc tiép theo hang bang

DVT: nguoi

Nam 2011 Nam 2012 Chénh léch

Chi tiéu S6 Co cau S6 Co cau Tuyét | Tuong
luong (%) luong (%) doi | doi (%)

Hang bang lai xe B2 | 292 75.26 311 76.23 19 6.51

HangbinglaixeC | 30 | 773 | 31 | 760 | 1 | 333

Hang bang lai xe D 4 1.03 5 1.23 1 25.00

Hang bang lai xe E 6 1.55 3 0.74 -3 | -50.00

Bang nghé stra chira | 56 14.43 58 14.22 2 3.57

Tong 388 | 100.00 | 408 | 100.00 | 20 5.15

Ngudn: Phong hanh chinh

Nam 2011 Nam 2012
14.43% 074% ~14.22
® Hang bang = Hang bang
lai xe B2 m 13l e B2
5 ang bang
® Hang bang l4i xe C.
lai xe C Hang bang
Hang biang l&i xe D,
75.26% ; 5
" laixeD 76230 | 1lang bing
8 laixe E
® Hang bang = Bang nghé
lai xe E sua chira

Theo quy dinh ctia nha nudc vé yéu cau d6i véi nguoi truc tiép diéu

hanh van tai d6i véi doanh nghiép kinh doanh dich vu taxi 12 lai xe taxi can c6
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bang nghé lai xe hang B2 trg I1&n, ¢ ching chi lai xe taxi dé hanh nghé, phai
duoc tap huan vé an toan giao thdng va cac nghiép vu kinh doanh van tai. Qua
bang s liéu trén ta co thé thy, lai xe cua cdng ty cd bang nghé B2 chiém
phan 16n trong co cau (nim 2012 1a 76.23%). Nhiing lai xe c6 hang bang C,
D, E chu yéu 1a nhitng nguoi da ting 1am 14i xe tai va xe khach sau d6 ho
chuyén sang hanh nghé 14i taxi. Nhin chung co céu lao dong theo trinh do cua
cong ty 1a twong ddi phu hop véi linh vuc kinh doanh dich vu taxi cua Cong
ty. Tuy nhién, dé dap tng nhu cau ngay cang I6n cua thi trudng, cng ty nén
duy tri va timg budc nang cao trinh d6 tay nghé cua doi ngii nhan vién.
2.2.1.4: Phén tich co ciu lao dong theo tham nién

Poi ngii lao dong gian tiép cua cong ty thuong 1a nhitng nhan vién tai
cac phong ban va thudng gan bo 1au dai véi cong ty. Riéng doi ngii lao dong
truc tiép 1a luc lugng c6 nhiéu sy bién dong. S6 ngudi lao dong tuyéen vao va
thoi viéc thay d6i lién tuc dan téi anh hudng dén co céu lao dong theo tham

nién va mot phan anh huong dén chat luong cia lao dong.

Bang 2.2.1.5: Co cau lao dong truc tiép theo tham nién

Nam 2011 Nam 2012 Chénh léch
Chi tiéu S6 Co cau S6 Co cau | Tuyét | Tuong
lwong | (%) | luong | (%) dbi | dbi (%)
Duéi 1 ndm 52 13.40 64 15.69 12 23.08
1-2nam 115 29.64 116 28.43 1 0.87
2-3 nam 89 22.94 91 22.30 2 2.25
3-4 nam 56 14.43 58 14.22 2 3.57
4-5 nam 46 11.86 47 11.52 1 2.17
Tu 5 nam tro [én 30 7.73 32 7.84 2 6.67
Tong 388 | 100.00 | 408 | 100.00 20 5.15

Ngudn: Phong hanh chinh
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Nam 2011 Nam 2012
7.73%
.. 7.84% .
11.86% 13.40% ® Dudi | ° 15.69% ™ Dudi 1
nim 11,529 nam
®1-2nam B1-2ndm
| 2-3 nam 14, | 2'3 ném
29.64% 28.43%

22.94% ¥ 3-4 nam 22.30% ® 3-4 nim
B 4-5nam ¥ 4-5 nam

Nhan xét:

D6i véi doanh nghiép kinh doanh dich vu taxi, su bién dong khong
nguing cua ddi ngil 1ai xe 1a mot trong nhitng van dé quan trong can duoc quan
tam. Thyc té, 14i xe c6 thAm nién 1am viéc dudi 2 nam thudng xuyén co su
bién dong 16n nhat. Ho 1a nhitng 1ai xe mai, tudi doi con tré, chua c6 su
chuyén nghiép khi 1am viéc, chua biét cach tao duoc su thoai mai cho khach
hang khi str dung dich vu nén phan Ién ho khong c6 khach hang thuong xuyén
ma thong qua tong dai diéu xe. Bén canh d6, vi tay nghé chua cao nén ho
thuong vi pham luat 18 giao théng va quy dinh cia cong ty dan dén viéc cong
ty cho lai xe nghi viéc. Con dbi véi nhitng lao dong c6 tham nién tir 4-5 nam
tré 1én, luc lugng nay tuy khong chiém phan nhiéu trong co cau lao dong
nhung lai ¢6 xu huéng 6n dinh vi ho di c6 bé day kinh nghiém Iam viéc, biét
phan bé thoi gian va dia diém hop ly, biét cach giir khach hang lau nam. ..
Chinh vi thé, cong ty ludn c6 chinh sach wu dii va ché do lao dong t6t hon doi

véi nhirng 14i xe nay gidp ho ngay cang gan bo 1au dai véi cong ty.
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2.2.1.5. Phan tich co cau lao dong theo dd tuoi

Bang 2.2.1.6: Co cau lao dong theo do tudi

1.77%

\

44.37%

53.86%

m18-29

= 30-44
45-60

® 60 tro lén

43.88%

1.69%

DVT: nguoi
Nam 2011 Nam 2012 Chénh léch
Chi tieu S6 Co cau S6 Co cau Tuyét | Tuong
luong (%) luong (%) doi doi (%)
18- 29 244 53.86 258 54.43 14 5.74
30-44 201 44.37 208 43.88 7 3.48
45-60 8 1.77 8 1.69 0 0
60 tro 1én 0 0 0 0 0 0
Tong 453 100 474 100 21 4.64
Ngudn: Phong Hanh chinh
Nam 2011 Nam 2012

\ 54.43%

m18-29

m 30-44
45-60

60 tro 1én

Nhan xét:

Nhin vao bang trén ta thiy co ciu lao dong cua Cong ty C6 phan Vii Gia

tuong d6i tré. Nam 2011 s6 lao dong & do tudi 18-29 tudi 1a 244 ngudi, chiém

53.86% trong tong sb lao dong. Nam 2012 s6 lao dong ¢ do tudi nay tang 14

nguoi tuong duong 5.74% so véi ndam 2011. Chi yéu sé lao dong nay nam

trong doi ngii 1ai xe. Sy ting 1én cia nhom lao dong nay l1a do cong ty tuyén

thém lao dong tré dap ung thém nhu cau vé dich vu cua khach hang trén thi
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truong. Nam 2011 sé lao dong tir 30-44 tudi 1a 201 nguoi, chiém 44.47%
trong tong sb lao dong. Nam 2012 sb lao dong & do tudi ndy tang 7 ngudi SO
v6i nam 2011, trong duong 3.48%. Su ting 1én & nhém nay cha yéu do nhan
vién, l4i xe caa gan b6 1au dai véi cong ty.

Nhin chung, Cong ty CP Vi Gia c¢6 d01 ngli nhan vién tré, nang dong,
V6i co ciu lao dong nhu vay s& gilp hoat dong kinh doanh dich vu cua cong
ty ngay cang phat trién va ngay cang c6 chd dung viing chic trén thi truong.
2.2.2. Phan tich va danh gia thyc trang cdng tac sir dung ngudn nhéin luc
tai Cong ty Co phan Vi Gia
2.2.2.1. Cong tac hoach dinh nguén nhan luc

Ké hoach nhan sy cia cong ty ludn gan lién véi chién lugc phat trién.
NG anh huong dén cac muc tiéu phét trién caa cong ty. Cong tac hoach dinh
ngudn nhan lyc nham xéac dinh sb lao déng hién tai cua cong ty, du bao nhu
cau lao dong trong tuong lai can cir vao ké hoach san xuat. Bé tir d6 cong ty
s& ¢6 nhitng chinh sach phu hop Vé tinh hinh lao déng: tuyén thém, duy tri s6

luong lao dong hay sai thai lao dong.

Bang 2.2.2.1: Tinh hinh phan bo 14i xe theo cac dong xe

Chi tiéu Mcl)<r:16ilng Chevrolet %?C?Ca T\o/;i/g;[a Innova | Tong
Theo ké hoach
- S6 luong xe 60 56 34 40 20 210
- S 14i xe 120 112 51 60 30 373
- S6 lao dong/ xe 2 2 1.5 1.5 15 | 1.78
Tinh hinh thyc té
- Sb luong xe 60 56 34 40 20 210
- Sb lao dong 115 100 51 56 28 350
- S lao dong/ xe 1.92 1.79 1.5 | 140 | 140 | 1.67

Nhan xét: Trong nganh kinh doanh dich vu taxi, viéc bd tri 1ai xe chay
ca va sb lai xe dam nhiém 1 xe thuong duoc quy dinh qua cac dong xe khac
nhau. Ddi v&i nhimg xe binh dan nhu Kia morning va Chervolet thuong
xuyén phuc vu khach hang nho Ié trong noi thanh va cac vung lan can duoc
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tinh trung binh 2 14i xe/ xe. Mot s6 dong xe cao cap nhu Innova, Honda Civic
thuong phan b trung binh 1-2 14i xe/ xe tdy vao tinh hinh thyc té 14i xe cua
cong ty. Nhin vao bang phan tich trén ta thay sé lugng lai xe hién c6 cong ty
van chua c6 du lyc lwong dap wng nhu cau theo ké hoach dan dén tinh trang
thiéu lao dong phuc vu vao nhitng gio cao diém, 18 hoi, tét nguyén dan...
Trong nhig truong hop nhu vay cong ty st dung bién phap lam thém gio

d6i khi s& khong dam bao stc khoe cho ngudi lao dong dé 1am viéc.

Vi du: ddi véi dong xe Kia morning thudong xuyén chay lién tuc véi
dinh mac 1a 2 14i xe/ xe, chay ca tuan. Nhung vai cong tac hoach dinh nhan
su va cong tac phan bo lao dong chua tot nén cé nhitng xe 1 1ai chay 1 ngay
nghi 1 ngay, thoi gian con lai xe nghi khdng co lai xe chay hoac cé nhirng
ngay ting ca thi ngudi lao dong phai 1am thém gio dan dén tinh trang mét

moi, sic kKhoe khong dam bao...

Nhan xét: Cong ty van chua thuc sy quan tam dén cong tac hoach dinh
ngudn nhan luc. Do dic thi céng ty 1a kinh doanh dich vy taxi nén sé luong
lao dong ludn bién dong khong ngung. Tuy nhién, hién nay cong ty méi chi
xay dung duoc ngudn lao dong hang nim ma van chua c6 ké hoach 1au dai.
Pén cudi nam cong ty thong ké lao dong, tong két cong tac nam vira qua va
dé ra ké hoach cho nam téi. Chinh vi vay, khi khéi luong cong viéc nhiéu
nhat la nhitng dip 18 tét, hoi he... cong ty méi dé ra nhiing ké hoach vé lao
dong. Trong xu thé hoi nhap phat trién nhanh nhu hién nay, nhu cau ngay
cang nhiéu va yéu cau cua khach hang ngay cang cao doi hoi cong ty phai c6
nhitng ké hoach cu thé dé dam bao gitr viing duogc thi phan ciing nhu dam bao
dugc uy tin cta minh trén thi truong. Chinh vi vay, cong ty nén chu trong hon
dén cong tac nay trong thoi gian toi.
2.2.2.2. Cong tac tuyén dung tai Cong ty

Tuyén dung nhan vién 1a mot hoat dong quan trong trong quan tri nhan

su. Khi xem xét van dé tuyén dung nhan vién, nha quan tri dic biét quan tam
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dén viéc liéu tuyén chon d6 c6 mang lai hiéu qua cho cong ty hay khong,
nghia 13 phai tuyén chon duoc dung ngudi vao ding cong viéc phi hop V6i
kha niang, niang khiéu, chuyén mén cua ho. Pay 1a mot cong tac quan trong

anh huong truc tiép dén su ton tai va phét trién chung caa cong ty.

So dd 2.2.2.1: So d6 tién trinh tuyén dung ctia céng ty Co phan Vii Gia

Xéc dinh nhu cau tuyén dung

A 4

Lap ké hoach tuyén dung

A 4

Théng béo tuyén dung

A 4

Thanh lap hoi dong tuyén dung

!

T6 chtc thi tuyén

A 4

Ki hop dong lao dong thir viéc

A 4

Ki hop dong chinh thirc

% Xdc dinh nhu c4u tuyén dung:

Déi vai lao dong gian tiép, hang nam cac trudng phong, truang bo phan
s& tinh toan, x4c dinh sé luong lao dong cua don vi minh. Pi véi lao dong
truc tiép, truong bod phan s& xac dinh sb lugng lao dong cua don vi theo thang.
Xem tinh hinh lao dong hién tai c6 dép umg duoc nhu cau phuc vu cho qua
trinh hoat dong kinh doanh khong sau d6 nop lén cho phong té chic hanh
chinh dé xuat véi Giam d6c xem xét.

< Ldp ké hoach tuyén dung:

Can ctr vao nhu cau thuc té tai cac bo phan phong hanh chinh xét duyét,

néu can tuyén dung thém s& 1ap ké hoach tuyén dung roi trinh 1én Giam déc ki
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duyét. Néu cong tac 1ap ké hoach tét thi viéc tuyén dung lao dong sé tot, néu
cong tac nay 1am khong tét s& gay nhiéu bt loi cho cong ty nhu khong dap

tmg du phuc vu cho hoat dong san xuét, kinh doanh.

Déi véi luc lugng lao dong gian tiép, cong tac 1ap ké hoach tuyén dung
duoc tién hanh theo hang thang. Vi day 1a luc luong ludn bién dong thuong
xuyén nén cong ty ludn chi trong dén cong tac nay nham duy tri sé lao dong
can thiét phuc vu cho hoat dong kinh doanh. Con dbi véi luc luong lao dong
gian tiép, cong tac lap ké hoach tuyén dung duoc tién hanh vao cubi mdi nam
vi day 1a luc luong 6 it sy thay doi dot ngot va cong ty mot phan co thé kiém

soat dugc tinh hinh lao dong nghi viéc.

Vi du: Néu tinh hinh hoat dong kinh doanh cua cong ty dang phat trién,
cong ty c6 nhu cau mua sam thém 10 chiéc xe Chervolet, nhu vay cong ty can
lap ké hoach cu thé. Cong ty udc tinh tuyén 02 tai xé/ xe. Vay vai khoang 10
chiéc xe thi cong ty can tuyén it nhat 20 tai xé, bén canh d6 cong ty can phai
xem xét va danh gia xem khi mo rong hoat dong kinh doanh nhu vay, s6 nhan
vién phong diéu hanh, tho stra chita 6 to ... hién tai ¢ thé dap umg dugc nhu
cau ting thém d6 khong hay cong ty phai tuyén thém nham phuc vu cho hoat
dong kinh doanh duoc thuc hién tét hon.

< Thong bao tuyén dung:

Sau khi ké hoach tuyén dung dugc ban Giam déc phé duyét, phong
hanh chinh s& tién hanh théng bao tuyén dung bang cac hinh thirc nhu: dan
thong bao trugc cong cdng ty, nho nhan vién cong ty gidi thiéu va trén mot sd
phuong tién truyén thong nhu: Pai phat thanh cua quan, dai phat thanh va

truyén hinh TP Hai Phong ...

< Thanh ldp héi dong tuyén dung:
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Thanh vién caa hoi dong tuyén dung thuong bao gom: can bo 1am cong
tac tuyén dung cua phong hanh chinh, trudng (phd) cac phong ban c6 nhu cau

tuyén dung. Ban Giam dbc sé truc tiép giam sat cong tac tuyén dung.
< Té chte thi tuyén:

Sau khi thu thap, phan loai hé so, truéng phong hanh chinh théng béo
véi Giam déc va hoi ddng tuyén dung nhitng hd so da dat yéu cau, sau do

cong khai nhitng tmg vién dat yéu cau va td chic thi tuyén.

Thong thudng trong truong hop cdng ty can tuyén dung lao dong truc
tiép néu can &p dung phuong phap phong van thi chi ding lai & phuong phap
phong van so bd va duoc thuc hién don gian, gon nhe. Lai xe dugc kiém tra
theo hinh thire di dudng trudng duoc cong ty té chic don gian. Can bo truc
tiép cham thi trong khi di duong trudng va danh gia ngay sau khi cac ¢ng

vién thuc hién xong bai thi.

Déi véi can bo quan 1y, can bo ky thuat. .. sau khi phong van so b con
phai phong van sau, béi tinh chat cua cong viéc doi hoi nguoi lao dong co
nhitng yéu cau khac nhu kha nang giao tiép, giai quyét tinh hudng...

Can bd phong van co thé linh hoat sir dung cac cau hoi phu hop voi
ting (ng vién cu thé nham kiém tra k§ hon cac tng vién. Trong qué trinh
phong van, hoi ddng phong van caa cdng ty ludn chl y cho céc tng vién cam
thay tu tin va duoc coi trong, chi y diéu chinh cudc néi chuyén di dung
huéng. Thdng qua qua trinh phong van, hoi dong phong van sé danh gia dugc
tong quét cac Gmg vién nhu: tinh cach, quan diém sdng, sy nang dong, trinh

dd, muc dich khi lam viéc trong cong ty....

Can bo phong van trao doi y kién, danh gia cac tng vir vién va dua ra
quyét dinh danh gia thong nhat. Két thiic qua trinh nay can bo phong to chirc
can bo s& trinh 1én ban Giam doc ki duyét.

% Ki hop dong lao dong thir viéc:
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Nhan vién thir viéc tai cong ty trong vong 1 thang, nguoi thir viéc dugc
huong céc quyén loi nhu ngudi lao dong khong xac dinh thoi han (trir ché do
BHXH, Bao hiém con nguoi 24/24).

% Ki hop dong chinh thzc:

Hét thoi gian thir viéc truong bod phan nhan xét két qua thu viéc, dua ra
kién nghi va chuyén Ién phong hanh chinh- nhan sy, sau d6 trinh 1én Giam

dbc cong ty.

Cac chi tiéu chi yéu dé danh gia két qua thir viec gom: Chat luong
cdng viéc, mac dd hoan thanh cong viéc, y thuc tap thé, tinh tu giac, chu
dong, sang tao trong cong viéc...

Giam ddc cong ty dwa ra ¥ kién chi dao ki hop dong ddi véi ngudi duoc
tuyén theo quy dinh caa b luat lao dong. Nguoi lao dong s& duoc huong ché
d6 cho nguoi lao dong chinh thirc ma cong ty dang ap dung.

Tinh hinh tuyén dung nhan sw trong 2 nam 2011 va 2012

Bang 2.2.2.2: Tinh hinh bién dong vé nhan sy cua cong ty

DVT: nguoi
Chénh léch
Chi tiéu Nim 2011 | Nim 2012 Tuyee a6 Tuong dbi
' (%0)
Tuyén moi 52 65 13 25.00%
Sa thai 35 37 2 5.71%
Tu xin théi viéc 5 7 2 40.00%
Tong sb lao dong 453 474 21 4.64%

Nguon: Phong hanh chinh

Nhan xét: Pé dap (ng nhu cau ngay cang nhiéu caa khach hang, nam

2012 sb lao dong cua cong ty dai ting thém 21 ngudi so véi nam 2011. Tuy
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nhién, trong qua trinh lam viéc, cdng ty ciing da cho nghi viéc nhitng trueong
hop vi pham quy dinh cta cong ty, lai xe c6 tay nghé khéng dat yéu cau va
nhirng lai xe gay tai nan giao thdng... Bén canh do, c6 nhiing lao dong tu Xin thoi
viéc. Mot vai nguyén nhan dan dén viéc nhan vién nghi viéc ma cong ty nén tim

hiéu k¥, dé dua ra nhitng giai phap hop y trong cdng tac quan tri nhan su:

- Chuyén qua cong ty khac véi mie lwong cao hon.

- Do khi tuyén dung nhan vién khong dugc kiém tra ki vé trinh do
chuy&n mon khién lc vao 1am viéc gap nhiéu kho khan gay tam |y chan nan
va bo viéc.

- Do chinh sach quan 1y, chinh sach luong thudng chua hop ly.

% Cong tac tuyén dung cua cong ty duoc ap dung theo hai hudng: tuyén
noi bo va tuyén bén ngoai.

Tuyén ngi bé: Ciing nhu cac doanh nghiép khac cong ty thuc hién
chinh sach wu tién cho nhitg d6i turong 1a con em céc can bo céng nhan vién
trong cong ty, lya chon nhimg nguoi ¢d kha ning phu hop vai vi tri can
tuyén. Pay ciing 1a mot hinh thirc quan tam dén lgi ich cia CBCNV va ciing
1a tao co hoi thing tién cho nhimg nhan vién dang lam viéc trong cong ty.

Tuyén bén ngoai: Poi voi doi ngii 1ai xe nhan vién thuong sir dung
ngudn tuyén bén ngoai. Sau khi thir viéc néu dap tmg duoc yéu cau cong viéc

thi s& duoc giit lai 1am viéc cho cong ty theo hop dong.
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Bang 2.2.2.3: Tinh hinh tuyén dung lao dong qua 2 nim 2011 va 2012

Chénh léch
Chi tiéu Nam 2011 | Nam 2012

+/- %
S6 lao dong tuyén dung 52 65 13 25.00
1. Theo hinh thirc tuyén dung
- Tuyén noi b 11 13 2 18.18
- Tuyén bén ngoai 41 52 11 26.83
2. Theo trinh d6
bai hoc va trén BH 0 1 1 -
- Cao dang 0 0 0 -
- Trung cép 0 0 0 -
- Bang nghé 52 64 12 23.08

Ngudn: Phong hanh chinh

Bang 2.2.2.4: Tinh hinh tuyén dung lao dong cia cong ty nam 2012

Vi tri tuyén Trinh do S6 lao dong
Nhan vién phong ké toan DPai hoc 1
Tho stra chira xe - Lao dong phd thong
- Lao dong nghé
Lai xe Lao dong nghé 59
Tong 65

Ngudn: Phong hanh chinh
Qua hai ndm 2011 va 2012, sb lao dong tuyén dung trong cong ty da
tang tir 52 nguoi 1én 65 ngudi. Mdi lao ddong dam nhan vi tri khac nhau nhung

déu xuat phat tir thuc té nhu cau hoat dong kinh doanh caa céng ty. Nguon
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tuyén dung caa cong ty mot phan 1a con em cua can bo cong nhan vién va
tuyén qua sy gidi thiéu caa ho. Do d6 con c6 su han ché vé sé lugng tham gia
du tuyén va cong ty khéng c6 nhiéu co hoi lya chon nhimmg lao dong ¢ trinh

do cao hon.

Nhin chung, s6 luong lao dong dugc tuyén dung c6 xu huéng ting Ién,
cho thay cong ty rat chl trong dén nhu cau vé lao dong dé dap tng kip thoi
cho qua trinh san xuat, kinh doanh dich vu. V& co ban sb luong lao dong cua
cong ty phi hop véi nganh nghé kinh doanh. Tuy nhién, hinh thtc tuyén dung
ctia cong ty van con tén tai mot s6 han ché nhat dinh.
2.2.2.3. Cong tac phan cong lao dong

Cong tac bo tri va s dung lao dong hop 1y 1a diéu kién dé ting ning
suat lao dong va hiéu cia san xuat kinh doanh cua cong ty. Cac phong ban
trong cong ty c6 méi lién hé chit ché véi nhau va chiu su chi dao tryc tiép cua

ban giam déc.

Tinh dén thang 12/2012 s6 luong can bd cong nhan vién caa cong ty 1a

474 nguoi, duoc phan bd nhu sau:
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Bang 2.2.2.5: Bang phan bd nhan luc cia Cong ty Co phan Vii Gia

DVT: nguoi
STT Pon vi, phong ban Nam 2011 Nam 2012
1 | Ban Gidm doc 3 3
2 | Phong ké toan 9 10
3 | Phong hanh chinh - van thu 5 5
4 | Phong thanh tra 9 9
5 | Phong phuong tién 66 68
- Quan ly phuong tién 10 10
- Phan xuong swa chwa, bao
dudng, noi that, rira xe... 56 58
6 | Phong diéu hanh 16 16
7 | Doi ngii 1ai xe 332 350
8 |Baové 10 10
9 | Tapvu 3 3
Tong 453 474

Ngudn: Phong hanh chinh

Cong ty ludn quan tdm dén viéc b tri nhan luc, dam bao ding ngudi,
dung viéc, phi hop véi yéu cau san xuat kinh doanh va nhu cau phat trién cua

ca nhan nguoi lao dong.
2.2.2.4. Piéu kién lao dong

Cong ty c6 hé théng co so ha ting twrong dbi rong rai, sach s&, hé théng
kho bai, nha xudng. .. thuong xuyén duoc nang cap dam bao vé sinh, an toan

lao dong.
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a.Thoi gian lam viéc.
< Poi véilao ddng gian tiép:

- Thoi gian 1am viéc: 8 gio/ ngay, 6 ngay /tuan.

- P6i v6i nhan vién phong diéu hanh tryc ca dém 2 ngay/ tuan

- Quy dinh vé thoi gian nghi ngoi: M6t tuan ngudi lao dong dugc nghi
01 ngay (24h)

< Poi véi lao dong truc tiép (ddi ngi 14i xe)

Thoi gian 1am viéc theo sy bé tri va sap xép cua cong ty, co thé 1a 01 lai
01 xe hoac 02 lai 01 xe

- Néu 01 14i 01 xe: 1am viéc tir 07h00” dén 21h00” hang ngay (khong truc dém)

- Néu 02 14i 01 xe: 1am viéc 24 tiéng nghi 24 tiéng (01 ngay lam, 01 ngay nghi).
b. An toan lao dong

Doi ngil 14i xe cta cong ty duoc dio tao va tuyén truyén vé an toan khi kinh

doanh dich vu dé dam bao an toan lao dong cho chinh minh, cho khach hang va
nguoi tham gia giao thong. Mdi 13i xe duoc cap 02 bo quan do dong phuc cua
cong ty. Cong tac an toan cho cé4c lai xe khi mai tuyén vao duoc huan luyén va
huéng dan chu déo, thuong xuyén 1am vé sinh nham giir phuong tién caa minh
sach s&, thoang mat dam bao diéu kién thuan loi dé 1am viéc.
c. Hé thong y té, quan Iy siic khée

- Tai cong ty ¢6 1 tu thude so ciru thong thudng dam bao kip thoi so cau khi
CO tai nan xay ra.

- Tai phong quan Iy phuong tién c¢é 2 nhan vién ctu ho luén thuong truc.
MO khi ¢6 trudng hop tai nan xay ra sé kip thoi dén so ctru va dua dén bénh vién

gan nhat.
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- Ché do kiém tra an toan va vé sinh lao dong: Hang ngay Ban thanh tra
thuong xuyén kiém tra, nhic nhé anh em trong doi ngii 14i xe chap hanh cac quy

dinh vé an toan lao dong trong cong ty.

Nhdn xét chung: Cong ty di tao diéu kién 1am viéc cho nguoi lao dong mot
cach kha day du. Do ciing 13 mot trong nhitng yéu té qua trong dé nang cao ning
suét lao dong va bao vé siic khoe cho ngudi lao dong, qua do giup ngudi lao dong
an tam khi 1am viéc, gép phan kich thich su say mé, htng thi trong cong viéc dé

ngudi lao dong dat ning suit cao nhat.
2.2.2.5. BPanh gia mire d§ hoan thanh cong viéc

Cong tac nay doi hoi su chinh xac va céng bang. Théng qua viéc danh
gia s& biét duoc ning luc 1am viéc cua ngudi lao dong, nhitng thanh tich ma
nguoi lao dong dat duoc. Pay ciing 1a co sd dé tinh luong thudong cho ngudi

lao d@ong trong thang.
Quy dinh danh gia, xép loai lao d6ng cua Cong ty C6 phan Vii Gia:

< Poi véi lao dong gian tiép
Cong ty danh gia, xép loai lao dong gian tiép theo sd ngay cong, gio

céng lam viéc va viéc tuan thu néi quy, quy dinh cta cong ty. Lao dong
khong di lam dtng gio hodc khong du s6 ngay cong sé duoc trir truc tiép vao
lwong ctia ngudi lao dong. Bén canh d6, néu ngudi lao dong vi pham nai quy,
quy dinh cua céng ty thi tly theo mirc do vi pham, sb lan vi pham, cong ty s&
dua ra mirc phat hoic quyét dinh ki luat cu thé.

< Poi véi lao dong truc tiép

Poi ngil 14i xe 1a nhitng lao dong tryuc tiép tao ra doanh thu cho cong ty,
1a doi ngdi quyét dinh truc tiép dén sy ton tai cua céng ty. Chinh vi thé dé
danh gia marc d6 hoan thanh cua lai xe, cong ty dua trén céc tiéu chi sau

- Sb ngay lam viéc cua lai xe

- Chap hanh dung noi quy, quy ché cua cong ty:
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Mot s6 noi quy, quy ché cua cong ty: Pi lam ding gio theo quy dinh;
lam du, dang ca l4i; mic dong phuc trong khi 1am viéc; Nhan xe phai bao tén
khi tién hanh kinh doanh; i 1am khong duoc 1dm mat lién lac; Khong duoc
dd sai diém d6; Khong bao sai khau ngit, bao sai tuyén trén bo dam; Khong
don tranh khach ...

- Pat du doanh thu theo quy dinh cua cong ty.

Cong ty danh gia 13i xe theo ca lai (ngay). Cudi mdi ca lam viéc, lai xe s&
nop phoi vé cho phong ké toan. Bén cudi thang, phong ké toan s& tong hop
trong thang lai xe c6 bao nhiéu ngay lam viéc dat du doanh thu va c6 bao
nhiéu ngay 1ai xe khong dat du doanh thu. Néu 14i xe 1am du s6 ca 1ai va dat
s6 doanh thu theo muc quy dinh, khéng vi pham ndi quy, quy dinh cua cong
ty s& dugc danh gia & mic dat va duoc thuong phan tram truc tiép trén doanh
thu ma 14i xe 1am ra. Nhiing lai xe gan bo 1au nam véi cong ty va duoc danh
gia qua cac nam lam viéc tai céng ty co it 1an vi pham ndi quy caa cong ty s&
dugc thuong thém phan tram tham nién theo doanh thu l4i xe 1am dugc.

Vi du: anh Tran Xuan Hai c6 thAm nién 1am viéc 2 nam, 14i xe Vios G 1
lai. Thang 9/2012 anh lam 26 ca lai, trong thang anh khéng bi vi pham céac noi
quy, quy dinh cua cong ty, khong no dong doanh thu, s6 doanh thu cua anh

trong thang duoc ké toan tong hop lai nhu sau:

Ho tén Tong doanh thu | Mirc khong dat | Mic 1 Myrc 2

Tran Xuan Hai 19,954,000 844,000 2,545,000 | 16,565,000

Nhu vay, trong thang anh Hai s& duoc 4p dung phan tram thuong trén
doanh thu tai mac 1 va mac 2, dong thoi s& duoc huang thém phan tram tham
nién theo doanh thu tai 2 mic nay. Con doanh thu tai mac khong dat, anh Hai
chi duoc huong tai mac phan tram luong téi thiéu va khong dugc cong thém
phan tram tham nién.

Nhan xét chung: Qua phéan tich cong tac danh gia mirc d¢ hoan thanh

cdng Viéc, ta co thé thay cong tac nay con ton tai mot sé van dé:
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Péi vai lao dong gian tiép, cong ty ap dung hinh thuc tra lwong theo thoi
gian. Du cong ty da bd tri ding ngudi, dung viéc, cd hé théng kiém tra theo
ddi viéc chap hanh thoi gian 1am viéc cua nguoi lao dong. Nhung nhin chung
cong tac danh gia muc do hoan thanh cong viéc con thuc hién chua tét, chua
c6 su chinh xac, cong bang. Mbi ngay nguoi lao dong di 1am day da duoc tinh
1 cong, trong khi d6 viéc dén sém hay dén muon doi khi van khong duoc
kiém soat chinh xac.

Con ddi véi luc luong lao dong tryuc tiép, cong tac nay duoc thuc hién tot
hon. Nhitng 14 xe vi pham noi quy, quy dinh cta cong ty s& bi trir tién vi
pham tryc tiép vao luong cudi thang va s& khong duoc thuong phan tram vuot
muc doanh thu, phan trim thdm nién theo quy dinh. Lai xe dat doanh thu cao
khong vi pham néi quy, quy dinh cua cong ty s€ dugc huong luong cao va
nguoc lai. Do d6 kich thich duoc tinh than lao dong cua lai xe s& gitp ho lam
viéc hing say hon va dat nang suat cao hon.

Cong tac xet thudng lao dong va thanh tich thi dua cta lao dong duoc
tién hanh céng khai nham tao ra sy céng bang, dan chu cho nguoi lao dong
song lai khdng mang tinh khach quan vi trong bd phan lao dong gian tiép con
mot s6 truong hop con né nang nhau, nhiéu khi c6 mot sé trudong hop duoc
danh gia chua chinh xac dan dén luong thudng chua xting dang. Vi vay dé dat
duoc hiéu qua cao trong cong viéc, cong ty can chi trong hon nita cong tac

danh gia mac d6 hoan thanh céng viéc cia nguoi lao dong.
2.2.2.6. Tra lwong, dai ngo

a.Phwong phap tra lwong ddi véi lao ddng gian tiép va ddi ngii bao
dwdng, swa chira, tho may.

Cong ty C6 phan Vii Gia xac dinh tién luong phai tra cho b phan lao
dong gian tiép va doi ngii sira chira, bao dudng thg mdy... theo phuong phap

tinh lwrong theo thoi gian
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Cdch tinh luong: Ttg=Tttx L + Pc

Trong do:

Ttt: S6 ngay cong, gio cong thuc té da lam trong ki

L: Muc luong ngay (luong gio) vai L ngay = Lthang/22, Lgio = Lngay/8

L thang = Hs x Ltt

Hs: Hé s luong

Ltt: Luong t6i thiéu ( bang 2.150.000 dong)

Pc: Phu cap

Phu cap: Céc mutc phu cip cong ty ap dung

- Phy cap trach nhiém: di véi Giam dbc, Ké toan truong, Truong chi

nhanh. .. phu trach céng viéc c6 tinh chat phuc tap... céng ty hd tro phu cip

trach nhiém véi mic phu cap do Cong ty quy dinh.

- Phu cap an ca: Doi véi nhan vién gian tiép, cong ty quy dinh phu cap

an ca 200,000 dong véi nguoi 1am da 22 ngay cdng

- Phu cép dién thoai: d6i véi mot s6 cong viéc can lién lac véi cac doi

tac va khach hang nhu Giam ddc, Ké toan trudong duoc cong ty hd trg khoan
phu c4p 200,000 dong

Bang 2.2.2.6: Bang luong co ban ctia mot s6 can bo CNV thang 8/2012

A , Ngay cbn Hé sb | Lwong co
STT Ho tén Chic vy thgc);é(Tt?) lwong | ban

1 | Vi Van Nam Giam doc 26 3.34 | 7,181,000

2 | Do ThuLé Ké toan 25 1.74 3,741050

4 | Nguyén Hitu Dinh | Truong CN 25 2.09 | 4,493,500

6 | Bui Van Trong Tho may 24 1.65 | 3,547,500

7 | Pham Thanh Tung Bao vé 25 1.14 | 2,451,000
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Bang phu cap caa mot sé can bo CNV trong Cong ty
) Phy cap :
STT Ho ten Trach nhiém | Bién thoai | Anca Tong
1 | Vi Van Nam 1,500,000 200,000 1,700,000
2 | D6 Thu Lé 200,000 | 200,000
3 | Nguyén Hitu Dinh 900,000 200,000 1,100,000
4 | Bui Van Trong - 200,000 | 200,000
5 | Pham Thanh Tung - 200,000 | 200,000

Ngudn: Phong hanh chinh

Nhin vao bang trén, ta lay vi du: 6ng Nguyén Hitu Dinh s& duoc huong

luong vao thang 8/2012 nhu sau:

2,150,000 X 2,09 ‘
L thang = s X X 25 +1,100,000 = 6,206,250 (dng)

Déi vai khdi lao dong gian tiép va doi ngii stra chita, bao dudng, tho may

cong ty ap dung ché do tinh BHXH cho céng nhan vién trong cong ty theo

dung quy dinh ctia nha nudc
Noi dung cac khoan trich theo Iwong trong doanh nghiép:

- B4o hiém x& hoi : Puoc hinh thanh bang céch trich theo ty Ié quy dinh
trén téng sb quy tién luong cap bac va cac khoan phi cap (chtc vy, khu vuec,

tham nién...) cua cong nhan vién chirc thuc té phat sinh trong thang.

- Bao hiém y té : Str dung dé thanh toan cac khoan tién kham chira bénh,
vién phi, thuéc thang... cho nguoi lao dong trong thoi gian 6m dau, sinh dé.
Quy dugc hinh thanh bang cach trich theo ty 18 quy dinh trén tong sb tién

lwong cua céng nhan vién chic thuc té phat sinh trong thang .

- Kinh phi cong doan : La quy tai trg cho hoat dong cong doan & cac cap
theo ché do hi¢n hanh.

- Bao hiém that nghiép: 14 khoan hd tro tai chinh tam thoi danh cho

nhitng nguoi bi mat viéc ma dap ung du yéu cau theo Luat dinh.
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Ty 1€ trich BHYT, BHXH, KPCD nhu sau:

Tén khoan Ty 1€ trich theo DN nop tinh vao | Ngudi LD nop trir
trich luong chi phi vao luong
BHXH 24% 17% 7%
BHYT 4.5% 3% 1.5%
KPCDH 2% 2% 0%
BHTN 2% 1% 1%
Tong cong 32.5% 23% 9.5%

b.Phwong phap tra lwong d6i véi ddi ngii 1ai xe
Cdch tinh lwong: Lwong = Doanh thu x (phin trim lwong theo doanh thu

+ phan trim thAm nién néu c6) — Tong chi phi

% Cac quy dinh ti I¢ phan tram luong theo doanh thu

Bang 2.2.2.7: quy dinh vé phan trim luong theo doanh thu

Loai xe Murc khong dat Muc 1 Muc 2
1.Kia Morning 38% 40% 42%
2.Chevrolet 38% 40% 42%
3.Honda Civic 40% 42% 44%
4.Toyota Vios 40% 42% 44%
5.Innova 42% 44% 46%

- Nhan vién lai xe s& duoc &p dyng muc phan trim theo doanh thu tir
muc 1 tré 1én khi du diéu kién dat thuong. Truong hop khong du diéu kién dat
thudng thi luong cua lai xe chi duoc &4p dung mic phan tram tai mac khong
dat.

% Quy dinh vé doanh thu
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Bang 2.2.2.8: Quy dinh vé mic doanh thu tinh lwong 1 ca lai (ngdy)

DVT: dong
Muc khong dat Muc 1 Muc 2
Loai xe
Xellai | Xe2lai| Xellai Xe2lai |Xellai| Xe?2lai
1.Kia < < 620,000 - | 690,000 - > >
Morning 620,000 | 690,000 | 720,000 | 750,000 |720,000| 750,000
5 Chevrolet < < 620,000 - | 690,000 - > >
' 620,000 | 690,000 | 720,000 | 750,000 |720,000| 750,000
3.Honda < < 640,000 - | 700,000 - > >
Civic 640,000 | 700,000 | 750,000 | 760,000 | 750,000 | 760,000
4.Toyota < < 640,000 - | 700,000 - > >
Vios 640,000 | 700,000 | 750,000 | 760,000 |750,000| 760,000
5 Innova < < 640,000 - | 700,000 - > >
' 640,000 | 700,000 | 750,000 | 760,000 | 750,000 | 760,000

X/

tham nién lam viéc tai cong ty dugc hudng nhu sau:

- T 1 ndm tré 1én dén dudi 2 nam huong thém 1% doanh thu

- T 2 nam tré 1én dén dudi 3 nam huong thém 2% doanh thu

- Ttr 3 nam trd 1én huong thém 3% doanh thu

¢ Thuong thdm nién: Nhitng 1ai xe dat muc doanh thu mac 1 va mac 2 cé

- TUr 5 nam tré 1én huong ché d6 BHXH theo quy dinh cta nha nudc

< Nhirng diéu kién dé dat thuong

- bam bao du doanh thu, dat thuong (vuot dat)

- Nop phoi day du, khdng ng dong doanh thu, Khdng trich nham chi s6

- Chay du ca theo quy dinh (14 ca dbi voi xe 2 1i, 26 ca ddi voi xe 1

14i)

% Tong chi phi do lai xe chiju bao gém:

- Chi phi xang xe, rira Xe, noi that. ..

- Chi phi do phat vi pham (néu cd)

Sinh vién: Pham Thj Tuyét Mai — Lép: QT1301N

63




Mgt sé bién phap nang cao hiéu qud siz dung nguén nhan luc tai

Ccong ty Cé phén Vii Gia

- Ba0o hiém cho xe : 831,600d6ng/ nam. ...

<% Mot sd ché do khac:

- Cong ty co6 tuyén chay khuyén mai tir Hai Phong — Noi Bai ( Ha Noi)

tra thém luong cho lai xe dugc cong truc tiép vao luong:

Loai xe Xe di 1 chiéu Xe di 2 chiéu
Xe 4 chd 50,000/ chuyén | 90,000/ chuyén
Xe 7 chd 70,000/ chuyén | 100,000/ chuyén
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Bang 2.2.2.9: Trich doanh thu tinh lwong cua mot s lao dong thang 11/2012

) Mhurc N
_ Tong Ca Tong Bu Vi
Ho tén Loai xe khong Murc 1 Mikc 2 No B ,
doanh thu lai xang tuyen pham
dat

1.Tran Xuan
Ha ViosG | 19.954.000 | 884.000 | 2.545.000 |16.565.000 26 | 4.798.000

ai
2.Pham buc
. Chevorlet | 11.737.000 | 7.144.000 | 4.593.000 650.000 | 19 634.000

on
3.Pham Van _
Thu ViosE | 27.557.000 | 2.359.000 | 1.574.000 | 23.624.000 30 | 6.392.000 | 50.000 |-200.000
uan

Bao hiém 6t 1ai xe tu tra : 831,600 dong/nam.
Chi phi khac (Chi phi rira xe, noi that, phi bao dudng ...): 50.000 ddng/ thang.

=> Tong chi phi =

831,600/12 +50.000 = 119,300 ddng.

Luong thang cia anh Tran Xuan Hai ¢ tham nién 1am viéc 2 nim nhu sau:
Luong = 884.000 x 40% + 2.545.000 x (42+2)% + 16.565.000 x (44+2)% - 4.798.000 — 119.300 = 4.176.000(d6ng)
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2.2.2.7. Pao dao va phat trién

Pay 1a cong tic quan trong trong qua trinh quan Iy ngudn nhan lyc cua
mdi doanh nghiép, dic biét trong co ché thi trudng canh tranh gay gat va
khong ngirng bién dong nhu hién nay. Chat luong ngudn nhan luc 12 yéu té
then chét quyét dinh su ton tai va phét trién cua doanh nghiép. Do d6, doanh
nghiép phai dic biét coi trong dén viéc dao tao va phat trién ngudn nhan luc,
d6ng thoi tao ra cho nguoi lao dong mot 16i tu duy mdi, mot phong cach lam

viéc hién dai, tao diéu kién cho ho phat huy ning luc mét cach tét nhat.

Nhan thirc dugc tdm quan trong cia viéc dao tao va phat trién nguon
nhan luc, cong ty da xay dung cho minh nhitng chinh sach dao tao. Hang nam
phong hanh chinh ciing cac don vi phong ban chirc nang ra soat lai co cau lao
dong, trinh d6 hién cd cua can b cong nhan vién. Trén co s¢ do cong ty xay

dung ké hoach dao tao sau d6 trinh 1én Giam déc va trién khai thuc hién.

Cong ty c6 hai hinh thirc dao tao: dao tao trong cong ty va dao tao

ngoai cong ty.
Hinh thizc dao tao trong céng ty:

Pay 1a hinh thtc dao tao duoc tién hanh ngay trong lc 1am viéc nham
giup cdng nhan vién lam viéc thanh thao hon. Hinh thirc dao tao trong cong ty
cha yéu 1a dao tao luc luong lao dong truc tiép do 1a doi ngii 14i xe va doi ngii

sua chira, bao dudng xe...

Déi véi 1ai xe: khi 1ai xe mai dugc tuyén vao s& duoc dao tao mién phi
va duoc thi chiing chi lai xe taxi. Néu vuot qua dugc cap chuang chi va thao
tay lai, l4i xe s& duoc giao xe va bit dau cong viéc.

- Poi ngii giang vién: Giang vién cua Cong ty Co phan Vil Gia déu la
nhitng ngudi c6 trinh do chuyén mén cao, nam rd cac kién thirc chuyén sau veé
nghiép vu kinh doanh taxi, cing bé day kinh nghiém nhiéu nim cong tac

trong nghé.
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Quy trinh dao tao, ndi dung dao tao chinh:
- Thoi gian dao tao tur 10-15 ngay

- Pao tao tai cong ty: Cach xur ly va bao quan phuong tién khi xay ra
nhitng sy ¢6 thuong giap trong ca hoat déng kinh doanh (thay 16p, chét

may...)

- Pao tao di duong truong: Ban dao tao Cong ty C6 phan Vil Gia sé dao
tao cho lai xe trén nhiing tuyén duong chinh: Tran Nguyén Han, Nguyén Duc
Canh, Lach Tray, T6 Hiéu... dé rén luyén tay lai va xir Ii cac tinh hudng thuc
té trong khi 1am viéc.

Déi v6i doi ngil sira chita, bao dudng xe: Hinh thic dao tao s& duoc
tién hanh ngay trong ldc 1am viéc nham gitp lao dong lam viéc thanh thao
hon. Lao dong dugc phan 1am viéc véi cac thg khac c6 trinh do tay nghé cao

hon va c6 kinh nghiém hon.

Bang 2.2.2.10. Bang danh gia lai xe sau dao tao

DVT: nguoi
STT | Chi tiéu Lai xe Tho stra chira
1 89 lao dQ}’lg hoa}r} thanh chuong trinh 50/59 4/5
dao tao dting thoi han
5 Sf) lao‘A d(f)n_g nam bat duoc cac ki 42/59 3/5
nang can thiét
3 | Sb lao dong hoan thanh tét cong viéc 40/59 3/5

Két qua thu dugc sau dao tao cua cong ty chua cao. S6 lai xe hoan
thanh chwong trinh d30 tao ding thoi han 1a 50 nguoi, s6 tho sira chita hoan
thanh chuong trinh ddng thoi han 1a 4 nguoi. Diéu d6 cho thay c6 thé do
chuong trinh dao tao cua cong ty chua hop ly, chua kich thich dugc nguoi lao
dong tham gia hoan thanh hét chuong trinh dao tao. Bén canh d6, sau khi dao
tao, s6 ngudi lao ddng nam bat dugc cac ki nang can thiét trong doi ngii 1ai xe

1a 42/59 ngudi tuy nhién sb lao dong hoan thanh tét cong viéc chi ¢ 40/59
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ngudi, chung to chét luong cong tac dao tao cia cong ty chua tot thém vao do
la céng ty chua chu trong viéc tao moi trueong lam viéc phu hop véi noi dung

dao tao nén dan dén hiéu qua cong tac dao tao chua cao.
Hinh thic dao tao ngoai cong ty:

Hinh thtc dao tao ngoai cong ty thudng duoc ap dung d6i véi doi ngi
lao dong gian tiép. Hién nay, cong ty chua chi trong viéc dao tao doi ngil gian
tiép bang cach cir di hoc tap ngoai cong ty dé nang cao trinh do. Tuy cong ty
c6 khuyén khich nguoi lao dong di hoc cac 16p hoc tai cac trung tam dé cap
nhat kién thirc moi nhung cong ty van chua co nhitng chinh sach wu dai cy thé

dé nguoi lao dong yén tam di hoc tap.

Bang 2.2.2.11: Chi phi dao tao cua cong ty nam 2012

Thoigian | S6 | CPBQ1 | Tongchi | Tytrong

Hinh thirc dao tao dio ta0 lwong nguoi phi (%)

1.Pao tao lai xe

- Bao tao méi 1 thang 59 750,000 | 44,250,000 | 96.20%

2. Pao tao tay

X N 1 thang 5 350,000 | 1,750,000 | 3,80%
nghé sua chira

Téng 46,000,000 | 100.00%

Ngudn: Phong hanh chinh

Nhan xét:

Qua bang trén ta thdy nam 2012 cong ty di bé ra 46,000,000 déng cho
chi phi dao tao trong d6 chi phi dao tao lai xe 1a 44,250,000 dong, chiém
96,20% trong tong chi phi dao tao. Vi 100% sb luong lai xe méi tuyén dung
déu duoc dao tao nén chi phi cho cong tac nay thuong I6n.

Qua phan tich céc chi tidu vé cong tac dao tao va phat trién nhan lyc, ta

thiy cong ty da c6 chu trong cong tac dao tao nhan vién méi khi vao cong ty
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cling nhu 1én ké hoach dé phat trién ngudn nhan luc hién tai nham nang cao
nang luc, tay nghé ciing nhu tao diéu kién cho ngudi lao dong hoc hoi, phét
huy duoc kha ning cta minh. Tuy nhién, trong cong tac dao tao va phat trién

ctia cong ty van con mot sé van dé con ton tai:

- Mic du 100% l4i xe méi tuyén vao déu duoc qua dao tao nhung van
con tinh trang lai xe chua tham gia du cac budi hoc dao tao thuc té. Bén canh
d6 cong ty chua chu trong viéc dao tao i thuyét cho lai xe, chua kiém soat
chat ché chat luong cua lai xe sau khi dao tao dan téi viéc van con nhiing lai
xe chua nam rd duoc cac quy dinh ciing nhu cac diéu luat giao thong (bai dau
xe, dd xe don khéach, bién bao, lan duong ...) nén con nhiéu treong hop vi
pham quy dinh, luat giao thong cling nhu gay tai nan giao thong, anh huong

dén uy tin va thuong hiéu cua cong ty trén thi truong.

- Cong tac dao tao lao dong gian tiép cua cong ty chua thuc sy dugc
chi trong. Vi cong ty chua c6 nhimg chinh sach rd rang dé khuyén khich
nguoi lao dong di hoc tap nén hién nay rat it lao dong trong lyc luong lao
dong gian tiép di hoc nang cao trinh do, diéu nay sé tro thanh mot van dé Ion
néu cdng ty du dinh ma rong thi truong thi viéc c6 mot bo may quan Iy tot
chinh 13 van dé ma cdng ty can chl trong ngay tir bay gio. Chinh vi thé, cong
ty can quan tdm hon cong tac dao tao phat trién ngudn nhan luc hién cé cua
minh. Vi néu cong ty c6 mot doi ngii lao dong viing chac thi méi co thé dung

vitng trudc su canh tranh gay gat ciia cac hang taxi trén thi truong hién nay.
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2.2.3. Phén tich hiéu qua sir dung ngudn nhén luc

Bang 2.2.3.1: Mot s6 chi tiéu hiéu qua sir dung lao dong

v vin g g Chénh léch
Chi tiéu PVT | Nim 2011 | Nim 2012

+/- %
L.Tong lao dong| . s 453 474 21 4.64
binh quan
2.Téng san luong Metter | 1,740,110 | 2,258,683 | 518573 |29.80
3.Doanh thu thuin '2'1%25” 20,402,352 | 26,993,850 | 6,591.498 |32.31
ALlot  nhuan sau) Nghin | 5q0 000 | 454129 | 166,960 |56.18
thué dong
5.Tong von binh | Nghin | o 305 106 | 74,815,529 | 12508103 | 20.07
guan dong
0.Nang suat lao| metter/ | g/, 4.765 924  |24.05
dong (= 2/1) nguoi
7.Hidu suat st dyng | Ng.d/ | 5 jag 56.949 11911 |26.45
lao dong (=3/1) nguoi
8.Hicu qua str dung | Ng.d/ | gop o 979.18 32374 |49.26
lao dong (=4/1) nguoi
9.Ham lugng su nuoil

A *1N-3 *1N-3 _ *1Nn-3 -
dung lao dong | "VHO | 152710° | 102*10° |-6.03*10° | o 00
(=1/4)
Nhan xét:

- Hiéu suat sir dung lao dong nam 2011 1a 45,038 nghin dong/ nguoi.
Nam 2012 hiéu suét sir dung lao dong 1a 56,949 nghin dong/ ngudi. Nhu vay,
hiéu suat sir dung lao dong trong nam 2012 ting 1én 11,910 nghin dong/
ngudi twong ung 26.45 % so véi nam 2011. Diéu nay cho thay hiéu suat st
dung lao dong cua cdng ty co xu hudng ting 1én. Co duoc két qua nay 1a nho
trong nam 2012 doanh thu ctia cong ty tang 1én dang ké (tang 32.31% so Voi
nam 2011). Pay 1a ddu hiéu dang mung cho thay hoat dong san xuat kinh
doanh cua doanh nghiép di mang lai hiéu qua, cd thé thiy trong nim qua
cong ty da co nhiéu nd luc trong céng tac quan 1y ciing nhu sy ¢6 gang cua

doi ngli can bo cbng nhén vién trong cong ty.
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- Nang sut lao dong binh quan 1 chi tiéu phan anh mot lao dong cua
cong ty tao ra bao nhiéu san pham. Nam 2011, ning suét lao dong binh quan
cua cong ty 1a 3,841 metter/ngudi. Dén nim 2012 con s nay dat 4,765
metter/ngudi, tang 924 metter/ nguoi, tuong duong 24.05% so voi nam 2011.
Pay duoc coi | thanh tich cua cdng ty trong cong tac quan ly ngudn nhan luc
1am cho ning suit lao dong ting 1én.

- Hiéu qua str dung lao dong nam 2011 1a 656.00 nghin dong/ngudi, cho
thdy trong nim 2011 mot lao dong ciia cdng ty tao ra 656.00 nghin dong loi
nhuan. Nam 2012 con sé nay 1a 979.18 nghin déng/ngudi. Nhu vay hiéu qua sir
dung lao dong trong nam 2012 ting 323.17 nghin dong/ngudi, tuong duong
49,26% so voi nam 2011. Cong ty dat dugc két qua nhu vay do lgi nhuan nim
2012 ctia cong ty ting 166,959 nghin ddng so v6i nam 2011 cho thiy cong ty da
khong ngimg nd luc dé san xuat kinh doanh ngay cang hiéu qua hon.

- Ham luong sir dung lao dong 1a chi tiéu phan anh dé tao ra mot dong
loi nhudn can bao nhiéu lao dong. Nam 2011 ham luong sir dung lao dong cua
cong ty 1a 1.52*10°° nguoi/ nghin dong. Pén nim 2012 con sb nay 1a 1.02*10°
3 nguoi/ nghin dong, giam 5.03*10° ngudi/ nghin ddng, trong tng 33.00% so
v6i nam 2011. Piéu nay cho thiy cong tic quan 1y cta cong ty da va dang
dem lai hiéu qua, giup cho cong ty ngay cang kinh doanh c¢6 1gi nhuén.

Panh gia hiéu qua st dung nguon nhan lyc théng qua tinh hinh tai nan

lao dong
Bang 2.2.3.2: Thyc trang vi pham,gay tai nan cta dgi ngii 1ai xe
Nim 2011 Niam 2012 Chénh léch
Chi tiéu S6 | Tile| S6 | Tilé | Tuyét | Tuong
lugng | (%) | luong | (%) | doi | d6i (%)
1. Do 15i cua lai xe 28 193.33| 33 |9429| 5 17.86
- Do trinh d6 tay nghé 20 [66.67| 26 |7429| 6 30.00
Do lot khac (tinh trang | g | 56671 7 2000 -1 | -1250
SK, lao dong qua stc...)
2. Céc truong hop khac 2 6.67 2 5.71 0 0
Tong 30 | 100 | 35 | 100 5 16.67

Ngudn: Phong hanh chinh
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Pé danh gia hiéu qua cua nhitng doanh nghiép kinh doanh dich vy taxi,
ta can xét dén thuc trang cac vu tai nan va vi pham giao thong do 13i cua cac
lai xe. Théng qua phan tich ta thiy, niam 2012, tdng s6 vu vi pham, gay tai
nan giao thong la 35 vu. tang 1én so véi nam 2011 1a 5 vy, twong duong
16.67%. Trong d6 sd vu vi pham, gay tai nan do 16i cua lai xe 1a 33 vu. C6
nhiéu nguyén nhan din dén viéc lai xe gay tai nan, tuy nhién Ii do chua yéu
phai ké dén 1a do trinh d6 tay nghé, cach xu Ii tinh hudng cua céc 14i xe chua
t6t. Pidu d6 cho thay, viéc dao tao tay nghé cho cac lai xe cia cong ty chua
that sy dem lai hiéu qua ké ca dbi véi cong tac dao tao cho lai xe mai va
nhitng 1ai xe lau nam ciing khéng cd cong tac dao tao lai nang bac tay nghé

hang nam.

Qua viéc phan tich mot s6 chi tiéu trén ta c6 thé thay trong 2 nam 2011
va 2012 cong ty da kinh doanh c6 hiéu qua, diéu d6 chung té cong ty di co
quan tam dén cdng tac quan 1y ngudn nhan luc dam bao cho viéc kinh doanh
dem lai loi nhuan. Tuy nhién, trong thoi gian tdi, cong ty can phat huy uu
diém, dong thoi tim nhitng giai phap khac phuc nhiing khuyét diém ciing nhu
quan tdm hon nita dén doi séng cua lao dong dé duy tri mac tang trudng hién
tai cua minh.

2.3. Nhin xét vé cong tac quan 1y va sir dung lao dong ciia Cong ty.
2.3.1. Nhén dinh chung vé tinh hinh lao dong tai cong ty.

Quan ly nguon nhan luc ludn 14 van dé can quan tim hang dau cua bat
ki doanh nghiép nao. Céng ty C6 phan Vii Gia van ludn coi trong van dé quan
ly ngudn nhan luc, coi nhan luc 14 yéu td hang dau trong cbng viéc tao ra
thang loi cua cong ty, vi vay cdng ty khdng nhitng chu trong phat trién ca vé
s6 lugng lao dong ma con timg budc nang cao chat luong lao dong.

S6 luong lao dong cua cong ty Co phan Vit Gia hién nay 1a 474 nguoi.
Pay 1a mot sé luong lao dong khong nho, do d6 viéc st dung va quan Iy lao

dong sao cho hiéu qua ciing 1a mot van dé khong don gian caa cong ty.
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Déi vé6i bo phan lao dong truc tiép: tuy trinh do tay nghé con han ché vi
s6 luogng lao dong dudi 2 nam kinh nghiém chiém da sé va s6 lao dong gan bo
lau nam véi cong ty khdong 16n nhung nhin chung cach quan 1y lao dong tai
cong ty da dat nhitng hiéu qua nhat dinh. Tuy nhién, trong thoi gian toi cong
ty can cd nhiing giai phap giam sb lao dong c6 tham nién dudi 2 nim nghi
viéc nhiéu dé giam sé luong lao dong tuyén vao lién tuc va chd trong viéc
nang cao chat luong cua cac lai xe, nang cao thu nhap cho 14i xe dé ho gan bé
lau dai vai cong ty thi sé tiét kiém duogc chi phi tuyén dung cling nhu gitp cho

viéc quan 1y lao dong c6 phan d& hon.

Bo phan lao dong gian tiép van chua khai thac dugc hét ning suét lao
dong mac du cong ty da stir dung lao dong vao nhiing céng viéc phu hop véi
chuyén mén va kha ning cta ho. Cong ty van con chua cha trong dén cong
tac dao tao va phat trién luc luong lao dong gian tiép. Néu dau tu thém cho
viéc dao tao nang cao chuyén mon, cong ty sé co6 doi ngili can bo quan ly, can
bo chuyén mén c6 kién thuc, c6 kha niang nam bt co hoi, c6 di nang luc thuc
hién céc cong viéc duoc giao gop phan mang lai hiéu qua cao cho cong ty.
2.3.2. Mot s6 nhuoc diém trong cong tic quén 1y va sir dung lao dong.

- Cong tac tuyén dung: Hang nim, s6 luong lai xe cua cdng ty b bién
dong nhiéu, mot phan 1a do cong ty chi ki hop déng ngan han vai cong ty (12
thang) va lai xe thudong khong cé thu nhap khi méi vao lam. Con lai da phan
lai xe bi sa thai do vi pham quy dinh cia cong ty va gay ra tai nan. Su bién
dong khong ngirng cta doi ngii 14i xe cling anh huéng dén chat lugng cua lai

xe va lam cho viéc quan ly lao dong tai cong ty tro nén kho khan hon.

- Cong tac dao tao: Khi lai xe mai duoc tuyén vao sé duge cong ty dao
tao mién phi va duoc thi cap ching chi lai xe taxi. Tuy chi phi dao tao bo ra la
khéng nho nhung chat luong ddo tao van chua that su dat dugc két qua tot.
Bén canh d6, cong ty van chua chl trong dén viéc dao tao lai nang cao trinh

d6 tay nghé I4i xe hién tai cua cong ty dé cing cé va nang cao chat luong cua
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lai xe. Ti 18 nhitng vu tai nan do 18i ctia cac 1ai xe van ting 1én (17,86%). Diéu

nay s& 1am anh hudng dén uy tin va thuong hiéu cua cong ty trén thi truong.

- Cong tac tra lwong: Mot nguy@n nhan dan dén viéc cac lai xe moi
nghi viéc chinh 1a do chinh sach lwong thudng cua cong ty. Nhiing nam gan
day, cac cong ty dich vu taxi &p dung phan tram tinh luong trén doanh thu cho
lai xe 13 tir 38% - 46% tly theo ting dong xe va tinh hinh kinh doanh cu thé
ctia cong ty. Pén nam 2011 c6 mot s6 cong ty nhu Cong ty Co phan En Vang
Quéc té, Cong ty C6 phan Taxi Hoa phuong... di diéu chinh lai muc ti 1& cho
phU hop véi tinh hinh thi trudng con cong ty Cé phan Vi Gia van &p dung
muc phan tram toi thiéu 12 38%. Vi ti & luong thap cong vai viéc lai xe mai
chua duoc huong phan tram tham nién thi viéc tra luong cho 14i xe mdi chua
that sy kich thich duoc nguoi lao dong dan dén tinh trang ngudi lao dong

khéng thoa méan va nghi viéc.
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PHAN 111: MOT SO BIEN PHAP NANG CAO HIEU QUA SU DUNG
NGUON NHAN LUC TAI CONG TY CO PHAN VU GIA

3.1. Muc tiéu, phwong hwéng phat trién ciia Cong ty C6 phin Vii Gia
trong nhirng nam téi.

Déi vai bat ki mot doanh nghiép nao viéc xay dung phuong huéng hoat
dong san xuat kinh doanh 12 vé cling quan trong. Hiéu qua cua hoat déng san
xuat kinh doanh caa doanh nghiép cao hay thap 1a tiy thudc vao huéng di cua

doanh nghiép.

La mot cong ty kinh doanh dich vu c6 nhiéu tiém ning phat trién. Cong
ty Co phan Vii Gia dang dan chiém linh thi truong Hai Phong va hudng toi
ma& rong thi truong ra cac tinh, thanh phd 1an can. Cong ty da va dang ting
cuong quan 1y dic biét 1a quan 1y lao dong, vat tu, vén, chat luong dich vu...
gop phan nang cao uy tin caa cong ty trén thi trudng. Pay chinh 1a nhiing

nhan té quan trong gilp cong ty phét trién bén viing trén thi trudng hién nay.

Cu thé, muc tiéu, nhiém vu cta cong ty trong nam 2013 1a: Doanh thu
ciia cong ty nam 2013 ting 1én 5% so voi nim 2012, dat hon 28 ty dong.
Poéng thoi nang cao chat lugng cua cac lai xe mai tuyén ciing nhu lai xe 1au

nam cua cong ty.

Cong ty chu treong cha trong vao cdng tac tuyén dung va dao tao lai
Xe, nang cao tay nghé va chat luong dich vu dap tng kip thoi nhu cau cua
khach hang Bong thoi, dao tao doi ngii nhan vién phai ¢ y thirc lao dong va
hoc tap dé tao bau khdng khi doanh nghiép lanh manh, gidp cho cong ty ngay
cang phat trién.

Trong thoi gian téi, cong ty sé tiép tuc c6 nhimg d6i méi trong cong tac
quan ly lao dong nham xay dung duoc d6i ngii lao dong c6 tinh than trach
nhiém cao, ting cuong moi lién hé gitra lyc lugng lao dong truc tiép va lao
dong gian tiép dé tao diéu kién thuan lgi cho viéc on dinh va nang cao chét
luong dich vy, khdng ngimg dau tu md rong san Xuat nang cao ning luc canh

tranh trén thi truong.
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3.2. Mot §(‘3 bién phap ning cao hiéu qua sir dung ngudn nhan luec tai cong
ty Co phan Vi Gia.

Qua qua trinh tim hiéu thuc té tai cong ty C6 phan Vil Gia, em nhan
thay tuy cong tac quan ly va sir dung nhan lyuc tai cong ty da co nhitng budc
phat trién nhit dinh song con ton tai mot sé han ché can khic phuc. Xuat phat
tir thyc trang trén va dé dap tng céc yéu cau caa chién luge kinh doanh trudc
mat va lau dai thi viéc xay dung giai phap vé van dé ngudn nhan luc nham
thuc day phat trién cac hoat dong san xuat kinh doanh cua cong ty trong thoi

gian t&i thuc su can thiét.

Bién phap 1: Nang cao hiéu qua cong tac dao tao lai xe caa cong ty
a. Cin cir dé ra bién phap

Sy thanh cdng hay that bai cia mot doanh nghiép chiu tac dong cua rat
nhiéu yéu t6, trong d6 chat luong lao dong dong vai trdo vo cing quan trong,
c6 mdi quan hé chat ché véi cac nhan té khac. Vi vy, nang cao chét luong
ngudn nhan lyc 14 mot trong nhiing viéc lam can thiét, anh huong truc tiép
dén hiéu qua hoat dong san xuat kinh doanh caa doanh nghiép.

Khi danh gia chét luong lao dong théng qua ti 1& sb vu tai nan giao
théng cho thay ti I¢ tai nan do 15i caa l4i xe 1a 33 vu, twong duong 94.29% trong
d6 do trinh do tay nghé kém 14 26 vy (ndm 2012). Biéu d6 chiing to, trinh d6 tay
nghé cua céc lai xe trong cong ty con non yéu mic du di qua dao tao khi méi
tuyén. Vay nén cong tac dao tao ciia cong ty chua dem lai hiéu qua.

V& noi dung dao tao gdm c6 2 phan 14 i thuyét va thuc hanh. Céng ty
Vvan tap trung dao tao phan thyc hanh, mét phan cong ty mudn dao tao tot tay
nghé cho 1ai xe dé thanh thao cac ki ning va gitp lai xe nhanh chong thich
nghi v&i cong viéc. Nhitng quy dinh va luat I¢ giao thong tuy c6 dugce dua vao
noi dung dao tao cua cong ty nhung chua that su dugc chd trong va quan li
chua duogc chat ché. Trong khi d6, nhitng quy dinh nay rét can thiét va anh

huong truc tiép dén su an toan trong lao dong cua lai xe.
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Bén canh do, theo diéu tra vé& sy hai 1ong cua khach hang khi sir dung
dich vu cua cdng ty, chi c6 40% phan hdi caa khach hang 1a hai 1ong véi théi
d6 phuc vu cua lai xe. Cé nhitng khach hang sau khi st dung dich vu do mét
sb lai xe phuc vy, nhitng 1an sau khi ¢6 nhu cau st dung dich vu chi muén
duogc 14i xe d6 tiép tuc phuc vu minh. Chinh vi vay, thai do phuc vu, su nhiét
tinh va quan tam t&i khach hang ciing 13 mot trong nhitng tiéu chi dé danh gia,
dé khach hang nhé dén va sir dung dich vu cia cong ty. Nhung sb luong
nhiing 14i xe d6 cua cong ty nhu vay chi chiém mot phan nho, chua du dé dap
tmg duoc yéu cau cua khach hang. Chinh vi thé, céng ty can chl trong hon
nira vé vin hoa 1am viéc cho cac lai xe trong khi dao tao.

b. Bién phap khic phuc
Do dac thu la doanh nghiép kinh doanh dich vu taxi nén luc lwong lao
dong truc tiép chiém ty trong rat Ion trong tong sé lao dong (nam 2012 1a
86,06%) Vi vay cong ty nén chl trong téi cong tac dao tao nang cao tay nghé
cho 14i xe hon nira. Khéng nhitng cong ty can dao tao lai xe mé&i sau khi tuyén

dung, céng ty con nén chu trong viéc dao tao doi ngi 1ai xe hién tai hang nam.

- Cong ty ciing can 1ap ké hoach dao tao cu thé ngay sau khi quy trinh
tuyén dung hoan thanh, dé tranh tinh trang thiéu thay, thiéu phuong tién dao
tao, don dap dao tao trong thoi gian ngan dan dén viéc dao tao khdng co chét

lugng.

- Pao tao dinh hudng cho nhan vién méi tuyén dung: Nhan vién moi
sau khi duoc tuyén vao can dugc nhiing nhan vién hién tai cia céng ty am
hiéu sau sac van hoa doanh nghiép ciling nhu cic quy dinh, noi quy cua cong
ty huéng dan. Ho la nhimg nguoi duogc cong ty lya chon sau khi danh gia
thong qua phan tng cua khach hang vé lai xe va thanh tich lao dong cua ho
qua cac nam. Nhu thé, nhitng nhan vién méi s& dé dang hoa nhap vai cong ty
cling nhu nhanh chong quen véi cong viéc.

Ngoai ra, hang nim cong ty chia thanh cac dot danh gia chét luong cua
lai xe hién tai ctia cong ty dé cho di dao tao lai theo quy. Mdi quy cong ty danh
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gia va lya chon 25 l4i xe ctia cong ty dé dao tao lai nang cao tay nghé. Thoi gian
dao tao: ddi vai nhitng 14i xe 1am 1 ngay, nghi 1 ngay (xe 2 l4i) s& dao tao trong
budi sang hodc budi chiéu vao ngay lai xe dugc nghi, dbi vai lai xe 1am ca tuan
khéng phai truc dém (xe 1 14i): thoi gian dao tao 1a chiéu thir 7 va cha nhat hang
tuan cho dén khi da s6 budi hoc can thiét két thuc khoa dao tao.

N1 dung va quy trinh dao tao:

- Boi ngii giang vién:

Cong ty c6 thé ctr mot s6 giang vién tham dy nhiing 16p dao tao cua
Hiép hoi van tai 6 t6 Viét Nam, sau qua trinh dao tao ho s& duogc cap chang
chi caa Hiép hoi van tai 6 to Viét Nam vé qua trinh dao tao, bdi dudng va tap
huan lai xe Taxi clng vai nhitng ki nang san c6 va tinh than trach nhiém cao,
phuong phéap day doi méi dé nang cao hiéu qua cong tac dio tao

- Quy trinh dao tao, ndi dung dao tao chinh.

Ngoai ndi dung dao tao ban dau, cong ty nén diéu chinh thém mot sb
nd1 dung vao quy trinh dao tao.

Quy trinh dao tao s& chia 1am 02 phan chinh, thoi gian tir 10-15 ngay.

Phan 1: Pao tao Iy thuyét:

Trong phan nay hoc vién sé duoc dao tao vé nhiing ndi dung co ban
sau:

- Gii thiéu vé lich sir hinh thanh va phat trién cua Taxi Vil Gia

- Quy trinh phuc vu mét cudc khéach, nhiing tiéu chi vé phuc vu khach
hang va lam hai long khach hang.

- Nghiép vu dia chinh Hai Phong va thi truong khach hang cua Céng
ty.

- Nghiép vu kinh doanh Taxi, cach sir dung, bao quan cac thiét b ...

- Luat giao thong duong bo va nghi dinh 34 (ludn cdp nhdt mai).
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- Kinh nghiém thuc tién trong viéc dam bao an ninh khi lai xe Taxi.
Phan 2: Pao tao thue hanh (tay lai va dia chinh)

- Khi tham dy dao tao tay lai trén dudng, song song Véi viéc tap huan
vé tay lai, khiac phuc nhitng su cb thuong gap hoc vién s& duge dao tao lubn
vé dia chinh, bién bao, lan dudng.....dia chi khai thac, diém dd don khach
riéng va chung caa Cong ty. Nhimng diém dimg db tra khach cua S¢ Giao
théng van tai Hai Phong, khu vuc tap trung nhitng nha hang, khach san 16n,

trung tm mua sam, lang nghé truyén théng, san bay, khu cong nghiép, bén

- Hiéu biét thém vé céc ctra ngd ra vao cua Trung tdm Thanh ph,
nhitng duong vanh dai chinh, cac tuyén duong di ngoai tinh xuat phéat thanh

phd Hai Phong.......

Ngoai chi phi ddo tao cho nhan vién méi hang nim cong ty dau tu sau
khi tuyén dung. Cong ty két hop dao tao thyc hanh va dao tao I thuyét cho Iai
xe. Ngoai ra, cdng ty nén trich mot phan ngan sach dé dau tu vao cong tac dao
tao lai cho cac lai xe hién hanh hing nam.

Bang 3.2.1: Chi phi dao tao

i Chi phi dao tao
ng O | Sé luong [CPBQ 1 ’ 7
Chi tiéu ‘ dao tao | nguoi Tong chi phi
Dao tao cho lai xe mai 2 tuan 59 | 300,000 17,700,000
Dao tao lai lai xe 2 tuan 100 | 200,000 | 20,000,000
Tong 42,700,000

Vay téng chi phi cua bién phap 1a 42,700,000 d¢éng. Sau khi két thic

khoa ddo tao, nhitng c& nhan nao hoan thanh tt khoa dao tao s& dugc cong ty
khen thuéng, dong vién véi mic thuéng 1a 50.000 dong/ngudi. Sau dé danh
gia chat luong thuc hién céng viéc caa nhiing lai xe duoc dao tao dé cd chinh

sach dai ngo hop ly.
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c. Du kién két qua dat dwoc sau khi thuc hién bién phap
Sau khi tét nghiép khoa dao tao cac hoc vién déu nam ré duoc nhiing
nghiép vu kinh doanh van tai hanh khach bang xe Taxi, cling nhu cach xéac
dinh tuyén phd, tim s6 nha mot cach nhanh nhat, quy luat danh sé nha, tay lai
vitng hon, xir Iy tinh huéng nhanh hon....

Bén canh do lao dong nghé co tinh than trach nhiém cao ting 1én. Cong ty co
d6i ngil 14i xe tré, co trinh do chuyén mén cao, tay nghé vimg vang, dap tng kip
thoi yéu cau cua cong viéc. Tir d6 nang cao nang suat lao dong, nang cao dugc
chat luong san pham, ting stc canh tranh voi cac doanh nghiép khac trén thi
trudng, do d6 nang cao hiéu qua san xuat kinh doanh ciia cong ty.

% So sanh trudc va sau bién phap

Bang 3.2.2: Bang so sanh trudc bién phap va sau bién phap

o .| Truéc bién | Sau bién Chénh léch
Chi tiéu don vi , .
phap phap +/- %

1. Tong s6 lao dong | nguoi 474 474 - -
2. San luong metter | 2.258.683 | 2.331.187 | 72504 | 3.21
3. Doanh thu ng?];” 26,993,850 | 27,944,033 | 896196 | 3.32
4. Loi nhuan ngrr:;” 464,129 | 479538 | 15.409 | 3.32
5.Ning suat lao metter/
dong binh quéan Lo 4,765 4,918 153 3.21
(=2/1) &
6. Hicu suat sirdung | Ng.dong/ | g o9 58840 | 1,891 | 3.32
lao d@ong (=3/1) nguoi
7. Hiéu qua sir dung | Ng.dong/
lao dong (=4/1) nguoi 979.18 101168 | 3351 | 3.32

Sau khi thyc hién bién phap doanh thu cua cong ty tang 1én 896,196 nghin
ddng, twong ng 3,32%, lgi nhuan cua cong ty ting 15,409 nghin dong. Bén
canh d6, chat lugng lao dong cua cong ty ciing ting 1én, 14i xe ¢ tinh than
trach nhiém cao, tay nghé viing chic, co du cac ki ning can thiét dé dap tng

yéu cau cua khach hang
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Bién phap 2: Piéu chinh ti 1& phin trim tra hrong theo doanh thu cho d9i

ngii lai xe
a. Cin cir dé ra bién phap

Pay 1a cong tac rat quan trong trong Cong ty. Cong tac nay duoc thuc
hién nham kich thich nguoi lao dong nang cao ning suat lao dong, nang cao
hiéu qua kinh doanh va thyuc hién muc tiéu caa doanh nghiép.

Cong ty Co6 phan Vii Gia di tién hanh cong tac tra luong cho ngudi lao
dong trong cong ty dam bao tra ding, du véi timg d6i tuong lao dong & cac vi
tri, tuy nhién dbi voi doi ngii 14i xe, muc lwong nay chua thuc su kich thich
tinh than 1am viéc caa nguoi lao dong.

Khi tién hanh diéu tra luc luong lai xe ciia Cong ty thi c6 dén 60% ngudi
lao dong cho rang ti 18 phan traim luong theo doanh thu cua cong ty con thap
so véi cong ty khac. Va thuc té khi so sanh véi cac cong ty khac cing nganh
thi ti 1& phan tram cong ty ap dung la thap hon, cu thé:

Bang 3.2.3: Bang so sanh phan trim theo doanh thu véi cac cong ty khéc

Cong | Congty | Congty | Chénhléch | Chénhléch

Mirc phan | ty CP | C6 Phan | Co phan | sovéi Taxi | so véi Taxi
tram Vi | EnVang | Taxi Hoa| EnVang | Hoa Phuong

Gia | QuocTé | Phuong | +- | % +- | %
Muc toi thieu | 38 42 40 4 11053| 2 |526
Murc t6i da 46 48 48 2 | 435 | 2 435

Trudce day, ca 3 cong ty déu ap dung ti Ié phan trim theo doanh thu cua
ca 3 cong ty 1a nhu nhau, nhung dén nam 2011, Cong ty C6 phan En Vang
Quéc té va Cong ty C6 phan Taxi Hoa Phuong déu da thay ddi muc ti 1é cho
phU hop véi tinh hinh phat trién kinh té va nhu cau ctia nguoi lao dong, riéng
Cong ty C6 phan Vit Gia thi van giit nguyén ti 1¢ cil.

So sénh ti 1¢ phan trim theo doanh thu ma 1ai xe dwoc huong véi Cong
ty Co phan En Vang Quéc té ta thay ti 1& phan trim ma cong ty ap dung ¢
muc t6i thiéu thap hon 4% va & muc toi da ciing thap hon so véi Cong ty Co
phan En Vang Quéc té 2%.
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So sénh ti 1¢ phan trim theo doanh thu ma 1ai xe dwoc huong véi Cong
ty C6 phan taxi Hoa Phuong ta thay ti Ié phan trim ma cong ty & muc toi da
va ti 1& phan trim ap dung & mac téi thiéu déu thap hon 2% so véi ti 1¢é phan
trim ma Cong ty C6 phan taxi Hoa Phuong ap dung. Trong khi don gia cua
Cong ty so Vi 2 cong ty nay trong duong nhau, cu thé:

Bang 3.2.4: Pon gia mot s6 dong xe cta cac cong ty taxi
Pon gia cho 1 km

Loai xe Congty Co | Céngty CoPhan | Congty Co phan
phan Vii Gia | En Vang Quéc Té | Taxi Hoa Phuong
Chevrolet 10,400 10,500 10,400
Morning 10,800 11,000 10,800
Toyota 11,400 11,400 11,500
Honda Civic 12,400 12,500 12,600

Véi don gia twong tu nhau nhung do su bién dong cia nén kinh té nén
2 cong ty trén di c6 nhiing bién phap diéu chinh ti 1& phan trim theo doanh
thu ma lai xe dugc huong phd hop voi thuc té. Tuy nhién, cong ty C6 phan
Vii Gia van chua c6 bién phap diéu chinh ti 1¢ theo doanh thu lai xe dugc
huong, diéu d6 dan dén viéc khong kich thich dugc tinh than 1am viéc cua
ngudi lao dong, nguoi lao dong sé cb su so sanh vai cac céng ty khac cung
nganh nghé san xuat va co thé roi bo cong ty. Chinh vi vay, cong ty nén c6
nhitng bién phap diéu chinh ti I¢ phan tram theo doanh thu cho lai xe & muc
phU hop hon dé giit chan ngudi lao dong va tao dong luc kich thich tinh than
lam viéc cua nguoi lao dong, ting ning suat lao dong cho cong ty.
b. Bién phap khic phuc

Cong ty nén diéu chinh mic ti 1¢ ting 1én sao cho phil hop véi tinh hinh

kinh té hién tai, cu thé
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Bang 3.2.5: quy dinh vé phan tram luong theo doanh thu

Loai xe Murc khong dat Muc 1 Muc 2
1.Kia Morning 40% 42% 44%
2.Chevrolet 40% 42% 44%
3.Honda Civic 42% 44% 46%
4.Toyota Vios 42% 44% 46%
5.Innova 44% 46% 48%
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So sanh cu thé véi truong hop cua lai xe Tran Xuan Hai c6 tham nién 1am viéc 2 ndm véi tinh hinh lwong thang 11/2012
cua anh nhu sau :

3 Loai Tong Mikc ] . Ca Tong BU Vi
Ho tén xe | doanhthu | khong dat Mic 1 Mirc 2 N |4 xing tuyén | pham
1.Tran Xuan Hai | Vios G | 19.954.000 884.000 | 2.545.000 | 16.565.000 26 | 4.798.000
Mc ti 1é phan tram theo doanh thu duoc 4p dung trudc va sau khi thuc hién bién phap nhu sau:
1A J A Chénh léch
Chi Tilg cu Ti 1€ moi - %
tieu Muc , , Muc khong , , Muc khéng , ,
khong dat Muc 1 Muc 2 dat Muc 1 Muc 2 dat Muc 1 Muc 2
Vios G 40% 42% 44% 42% 44% 46% 2% 5.00 4.76 4.55

Bao hiém 0t 14i xe tu tra : 831600d0ng/ nim;

Kinh phi cong doan: 20.000 ddng/ thang;

Céc chi phi khac: 50.000 dong/ thang

=> Téng chi phi khic = 831600/12 + 20.000+50.000 = 139.300 ddng.
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Lwong thang cua lai xe Tran Xuan Hai trwéc khi diéu chinh ti Ié:
Luong = 884,000 x 40% + 2,545,000 x (42%+2%) + 16,565,000 x (44%+2%)
— 4,798,000 — 139,300 = 4,156,000 (d6nQ)

Lwong thang cua lai xe Tran Xuan Hai sau khi diéu chinh ti 1é:
Luong = 884,000 x 42% + 2,545,000 x (44+2%) + 16,565,000 x (46+2%) —
4,798,000 — 139,300 = 4,156,000 (ddng) = 4,555,880 (d6nQ)

Nhu vay sau khi diéu chinh ti 1§, luong cua anh Hai da ting lén
4,555,880 — 4,156,000 = 399,880 dong |,
(=399,800/4,156,000*100%)

tuong duong 9,62%

c. Dw kién két qua dat dwoc

Sau khi thuc hién diéu chinh phé‘m tram tinh luong theo doanh thu cua
l4i xe thi c6 thé thu dugc két qua nhu sau

Véi cac yéu té khac khong ddi va cong ty phat trién dugc hoat dong
kinh doanh thi du kién doanh thu va lgi nhuan sau khi thuc hién bién phap 1a:

Bang 3.2.6: Bang so sanh trudc va sau bién phap

s .| Truéc bién | Sau bién Chénh léch
Chi tiéu don vi , )
phap phap +/- %
1. Tong s6 lao dong nguoi 474 474 - -
2. San luong Metter | 2,258,683 | 2,338,866 | 80,183 |3.55
3. Doanh thu Ng.dong | 26,993,850 | 27,941,334 | 947,484 | 351
4. Loi nhuan Ng.dong | 464,129 480,420 16,291 |3.51
5. Nang suat lao dong | metter/ | 7q5 4,934 169 |354
binh quéan (=2/1) nguoi
6. Hicu suat sir dung | Ne.dong/| - 56949 | 58948 | 1,099 |3.51
lao dong (=3/1) nguoi
7. Hidu qua str dung | Ne.dong/| 79 19 | 101354 | 3437 |351
lao dong (=4/1) nguoi
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KET LUAN

Sau hon 10 nam di vao hoat dong va phat trién, Cong ty C6 phan Vi Gia
da luon cb gang, khdng nging phét trién, mo rong thi truong. Véi phuong
cham hanh d6ng cua cdng ty l1a: “Nhanh hon - Tt hon - Ré hon”, cong ty da
khdng nging phan dau va buéc dau dat duoc nhitng thanh cdng nhat dinh.
Thuong hiéu Vii Gia mot phan da duoc khach hang biét dén va dang dugc
phd bién rong réi.

Trong qué trinh thyc tap tai Cong ty C6 phan Vii Gia, cong ty d4 tao diéu
kién cho em nghién ctiru va nam bat kién thire thyc té nham cang ¢6 kién thic
d4 duoc trang bi tir khi hoc trén ghé nha trudng. Trén co sé Iy thuyét va phan
tich thuc té em nhan thiy nhirng van dé van con ton tai trong cong tac quan tri
ngudn nhan luc trong cong ty. Va trong qua trinh phan tich, tim hiéu thong
qua cac chi tiéu cu thé em dd manh dan dé ra mot sé giai phap chu yéu véi
muc dich gop phan nang cao hiéu qua quan ly st dung ngudn nhan luc tai
cdng ty duoc cai thién hon nita, phu hgp vai tinh hinh thuc té hién nay nham
giai quyét mot s6 mat con han ché.

Mot 1an nira, em xin chan thanh cam on ban lanh dao Céng ty C6 phan
Vii Gia dd tao diéu kién huéng dan em trong qua trinh thyc tap.

Em ciing xin gui 10i cam on siu sac téi c¢o gido huéng dan ThS. B Thi
Bich Ngoc d& tan tinh gilp d&, chi bao em trong suét thoi gian lam dé tai
khoa luan tét nghiép. Do nang luc, kién thic cling nhu thoi gian ¢6 han nén
bai viét caa em van con nhiéu thiét s6t, kinh mong céac thay c6 va cac ban xem
xét, gop y kién dé bai viét cua em duoc hoan thién hon.

Em xin chan thanh cdm on!

Hai Phong, ngay .... thang.... ndm......

Sinh vién

Pham Thi Tuyét Mai
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DANH MUC TAI LIEU THAM KHAO

1. Tran Thi Kim Dung — Quan tri ngudn nhan lyc, nam 2005, NXB Théong ké
2. TS. Nguyén Thanh Hai — Quan tri nhan sy, nim 2000, NXB Thbng ké
3. Nguyén Hitu Than — Quan tri nhan su, nam 2006, NXB Thbng ké

4. Khoa luan tét nghiép cua sinh vién trudng Dai hoc Dan Lap Hai Phong,
nganh Quan tri Doanh nghiép khoéa 11

- Nguyén Thi Thu Thay, I6p QT1101N — Mat sé bién phap nang cao hiéu qua
sir dung ngudn nhan luc tai Cong ty C6 phan Hoa chat Vat liéu dién Hai Phong
5. Béo céo tai chinh va céc tai liéu, so liéu lién quan vé nhan sy va cac mit sir
dung nhan su thu thap tai cong ty Co phan Vi Gia
6. Website:
- www.laodong.com.vn

- WWWw.guantri.com.vn
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