Mt s bién phap nham ndng cao hiéu qud qudn Iy va s dung nguon nhdn luc
tai Cong ty Co phdn cdng Vit Cdch

LOI MO PAU

Con ngudi - Ngudn luc quy gia nhat trong tat ca cac linh vuc cta cudc séng

quanh ta. Con ngudi c6 kha ning ché tao va chinh phuc tu nhién, c6 kha ning tao
ra cua cai vat chit cho xd hoi va ciing chinh con ngudi tao nén nhitng budc ngoit
vi dai nhat trong lich st loai ngudi. C6 thé néi con nguoi 1a chi thé ciia moi hoat
dong.

Trong linh vyc kinh doanh ciing vay, viéc phat huy dugc yéu t con ngudi hay
khong s& quyét dinh két qua hoat dong ctia doanh nghiép.

Gidng nhu 10i cua Jim Keyser — Giam ddc chiu trach nhiém vé nhan sy cia
tap doan Cooper va Lybran ¢ Toronto — Canada da ndi: “ Cac cong ty ngay nay
hon nhau hay khong 13 do pham chét, trinh d6 va su gin bo ctia cong nhéan vién dbi
v6i cong ty, nghia 1a cac nha quan tri nhan sy phai nhan thirc va dé ra chién luoc
quan tri tai nguyén nhan sy ciia minh mét cach cé hiéu qua”.

That vay, mot cong ty hay mot té chirc nao du co6 ngudn tai chinh doi dao,
ngudn tai nguyén (vat tu) phong pha véi hé thong may moéc thiét bi hién dai, kém
theo cac cong thirc khoa hoc k¥ thuat than ky di chang nita ciing s& trd nén vo ich
néu khong biét quan tri ngudén nhan luc.

Hién nay & nudc ta - mot nudc dang phat trién, van dé quan tri nhan lyuc van
con nhiéu han ché can khac phuc nhu tinh trang quan 1y con long léo, chua tan
dung duoc nguén nhén luc doi dao dan dén hién tuong chay mau chit xam ra nuéc
ngoai. Trong bdi canh dat nude da ra nhap WTO thi van dé quan tri nhan lyc cang
can phai quan tim nhiéu hon nita sao cho c6 thé phat huy hét nhiing tiém ning cia
con nguoi Viét Nam ta.

La sinh vién nam cudi duoc thuc tap tai Cong ty C6 phan cang Vat Cach 1a
mdt co s& cho em trong viéc tiép can voi mot nganh nghé dong vai trd quan trong
ctia nén kinh t& Thanh phé va Qudc gia. Em c¢6 duogc nhiing hiéu biét sau sic hon
vé tong quan nén kinh té, duoc tiép can voi cong viéc va quan trong hon la em ¢6
co hoi dé ap dung nhitng kién thirc ctia minh da dugc hoc trén giang dudng vao

thuc té.
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Trong qua trinh em thyc tap tai Cong ty Co phan cang Vat Cach em di nhan

ra Nhén su 1a mot van dé miu chdt dé gitip .cong ty ton tai va phat trién trong moi
truong ddy canh tranh nhu hién nay.

Do vdy em da chon dé tai khoa luan ciia em la: “Mot s bién phap ning cao
hiéu qua quan 1y va sir dung ngudn nhan lwe tai Cong ty C6 phin cang Vit
Cach “.

Noi dung dé tai dugc két cdu nhu sau:

Phén 1: Co s& 1y ludn vé nguén nhan luc, quan tri nhan lyc va van dé st
dung hiéu qua ngudn nhan luc.

Phan 2: Thyc trang sir dung ngudn nhan lyc tai Cong ty C6 phan cang
Vat Céach .

Phan 3: Mot s6 bién phap nham nang cao hiéu qua quan 1y va st dung
ngudn nhan luc tai Cong ty C6 phan cang Vat Cach .

Em xin cam on Ban lanh dao Cong ty, dac biét 1a cac co, chi, anh chi lam
viéc trong phong to chic hanh chinh di tao diéu kién hudng din em trong qua
trinh em thuc tap tai Cong ty .

Em xin chan thanh cam on ¢6 gido hudng dan Thac si: Nguyén Thi Hoang
Pan da tan tinh gitap d&, chi bao em trong sudt thoi gian lam dé tai khoa luan tot
nghiép. Pong thdi em xin cam on dén tap thé cc thiy co gido t6 Bo mon Quan tri
kinh doanh trudng Pai hoc Dan 1ap Hai Phong di tao moi diéu kién giap em hoan
thanh dé tai ctia minh.

Tuy nhién, do trinh d6 hiéu biét va kinh nghiém ctia ban than ciing nhu pham
vi ciia dé tai con nhiéu han ché. Vi vay khoa luan cua em khong tranh khoi nhiing
thiéu s6t. Em rat mong dugc su sy gop y ciia cac thiy cd va cac ban dé khod luan
cua em dugc hoan thién hon.

Em xin chdn thanh cam on!

Sinh vién

Nguyén Thi Lé Quyén
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PHAN 1
CO SO LY LUAN VE NGUON NHAN LUC, QUAN LY
NGUON NHAN LUC VA VAN DPE SU DUNG
HIEU QUA NGUON NHAN LUC

1.1. NGUON NHAN LUC
1.1.1. Khai niém nguén nhan luc

Hién nay, nguon nhan luc 1a ngudn luc quan trong nhét, quyét dinh sy ton tai
va phat trién ctia mdi qudc gia cling nhu mdi doanh nghiép. Pung trén cac giac do
khac nhau, khi nghién ctru nguén nhan luc, cac hoc gia dd dua ra cac khai niém
khac nhau vé& ngudn nhén lyc cho phu hop véi muc tiéu nghién ciru.

Nguén nhan lyc hay ngudn luc lao dong bao gém sd ngudi trong do6 tudi lao
dong co6 kha ning lao dong (trir nhitng ngudi tan tat, mat stc lao dong loai ning)
va nhitng ngudi ngoai do tudi lao dong nhung thuc té dang lam viéc [10].

Nguoén nhén lyc 1a nguén lyc cia mdi con ngudi gom c6 thé luc va tri lyc.
Ngudn luc trong doanh nghiép duogc hiéu 13 toan bo sd lao dong ma doanh nghiép
cd va c6 thé huy dong toan bg thuc hién nhi¢m vu san xuét kinh doanh.

Nguén nhan luc ciia mot to chirc duoc hinh thanh trén co sé cac ca nhan véi
vai tro khac nhau va duoc lién két voi nhau theo nhitng muc tiéu nhét dinh. Nguén
nhén lyc khac véi cac ngudn nhan luc khac ctia doanh nghiép & ban chat con nguoi [3].

Nguon nhan lyc theo cach hiéu ciia cic nha kinh té 13 tong thé nhiing tiém
nang ctia con nguoi (trude hét va co ban nhat 1a tiém ning lao dong) ctia mot qudc
gia, mot ving lanh tho c6 trong mot thoi ki nhét dinh (c6 thé tinh cho 1 nam, 5
nam, 10 nam phu hop véi chién lugc va ké hoach phat trién). Tiém niang d6 bao
ham téng hop nang luc va thé lyc, tri luc nhan cach cta con nguoi dap img mdt co
ciu do nén kinh té x4 hoi doi hoi (tirc 1 co s vé sd luong, chat lugng va co cau).
Toan bo tiém ning d6 hinh thanh niang luc xi hoi cua con ngudi (ning luc xi hoi

nguon nhan lyc). Nguon nhan lyc xa hdi cua ngudén nhan luc c6 dugc thong qua
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gido duc dao tao, cham séc stc khoé va n6 khong ngung dugc tang cudong, nang

cao trong qua trinh séng va lam viéc.

Xét theo nghia rong thi ngudn nhan luc chinh 13 ngudn luc cua con ngudi
bao goém 2 thanh t6 14 thé luc va tri luc, 12 tai nguyén quan trong nhat dé danh gia
tiém luc va su phat trién ciia mdi qudc gia, méi ving, mdi dia phwong, mdi nganh
hay mdi doanh nghiép [8] .

Theo nghia hep trong pham vi mot to chirc thi ngudn nhan lyc chinh 13 s6
lwong va chat luong nguoi lao dong dang lam viéce trong to chirc do.

Mac du, nguén nhan lyc dugc nhin tir cac goc do khac nhau véi nhitng cach
hiéu khac nhau, song déu nhat tri v6i nhau d6 1a nguén nhan Iyc néi 1én kha nang
lao dong cua xa hoi. D6 1a ngudn nhan luc quan trong nhét, phong pht nhét va
nhiéu nhit so vdi cac loai tai nguyén khac Ngudn nhan luc.

1.1.2. Vai tro ciia ngudn nhan lue

Sy phét trién kinh té x3 hoi ciia mdi qudc gia cling mdi doanh nghiép déu
phu thudc rat 16n vao viéc khai thac, quan 1y va s dung hop 1y, hiéu qua céc
nguon luc ciia dat nudc nhu tai nguyén thién nhién, trinh do khoa hoc k¥ thuat va
cong nghé, ngudn von va tiém luc vé con ngudi hay ngudn nhan lyc. Nhung trong
d6, ngudn luc c6 vai tro quan trong nhéat va mang tinh quyét dinh chinh 1a nguén
nhan luc. Nguén nhan luc la yéu td cua su phat trién va muc tiéu cudi cung cua su
phat trién 13 phuc vu ngay cang tot hon con nguoi, nang cao chat luong cudc sdng
cho con nguoi. Nhu vay, con nguoi vira la muc ti€u vira la dong luc cia sy phat
trién xa hoi.

Moi hoat dong san xudt ra cua cai vat chat va tinh than cho x3 hoi déu do
nhirng hoat dong ctia con nguoi tao nén. Ho phat minh, sang ché ra tu liéu lao dong
tac dong vao dbi tuong lao dong nhim tao ra cla cai phuc vu cho con nguoi va xa hdi.

Nguén luc con ngudi chinh 1a ngudn “ndi luc”, néu biét khai thac va phat
huy tdt, n6 ¢6 thé nhan 1én sirc manh cia cc nguén lIuc khac.

Nén kinh té va xa hoi khong thé phat trién néu khong c6 doi ngii déng dao

nhimng cong nhan lanh nghé, nhiing nha khoa hoc ki thuét tai ning, nhiing chuyén
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gia gioi ¢6 chuyén mon nghi¢p vu, nhitng nha doanh nghiép thdo vat, nhitng nha

quan li tai ba, nhitng nha lanh dao tan tuy biét nhin xa tréng rong.

Kinh nghiém ctia nhiéu nudc trén thé gidi trong may thap ky qua cho théy,
nude nao biét cham lo, stir dung ¢ hiéu qua ngudn nhan lyc, biét phat huy nhan t6
con ngudi thi nude doé co thé dat duoc toc do phat trién kinh té nhanh mic du
khong giau tai nguyén thién nhién va trinh do khoa hoc ki thuat chua phat trién.
Nhat Ban va cac nudc NICs 14 nhitng minh chimg dién hinh cho diéu dé.

Thuc té cong cudc doi méi clia nudce ta trong nhitng ndm qua cho thay, Pang
va Nha Nudc ta co chua truong, chinh sach va cac bién phap thiét thuc quan tam,
phat huy nhén t6 con nguoi, giai phong moi ngudn luc va tiém ning sang tao, dem
lai nhitng thanh cong budc dau rat quan trong ca vé kinh té va xa hoi, dua dat nudc
vuon 1én tAm cao moi cta sy phat trién.

Nhan dinh dugc vai tro tat yéu khach quan cua ngudn nhén luc d6i véi sy
phat trién kinh t& cua dat nude theo hudéng cong nghi¢p hod hién dai hoa, nghi
quyét TW7 (khoa VII) ctia Pang da néu: “viéc phat trién ngudn nhan luc 1a quan
trong va uu tién hang dau trong cac chinh sach va bién phap nham thyc hién qua
trinh cong nghiép hoa, hién dai hoa dat nuéc”

1.1.3. C4c diic trung co ban ciia ngudn nhan luc
1.1.3.1. S6 lwong ngudn nhéan lre

S6 lwong ngudn nhéan luc duoc biéu hién thong qua cac chi tiéu quy mo va
tbc do ting ngudn nhan lyc. Cac chi tidu ndy c6 quan hé mat thiét véi chi tiéu quy
md va tdc do tang dan sd. Quy mo dan sb cang 16m, téc do gia ting dan sd cang cao
thi dan dén quy mo va toc do ting ngudn nhan lyc cang cao va nguoc lai. Tuy
nhién mbi quan h¢ gitra dan $6 va nguén nhan luc duoc biéu hién sau mot thoi gian
nhat dinh (vi dén lic d6 con nguodi méi phat trién ddy du, méi co kha ning lao
dong) [4].

Xét trong pham vi mot to chire thi sé lwong ngudn nhan luc 13 tong s6 nguoi
duoc to chirc thué mudn, duge tra cong va dugc ghi vao danh sach nhan sy ctia t6 chure.

Xét trong pham vi qubc gia thi s6 lugng ngudn nhan luc hay con goi la dan

s6 hoat dong kinh té bao gém toan b nhitng ngudi du 15 tudi tré 1én, c6 kha ning
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lao dong va dang co6 viéc lam hodc khong c6 viéc lam nhung c6 nhu cau lam viéc.

Gitra cac Quéc Gia khac nhau ¢6 sy quy dinh vé d6 tudi lao dong khéac nhau. “Hién
nay, nhiéu nude léy do tudi lao dong ti thiéu 1a 15 tudi, con toi da van co sy khéc
nhau tuy thudc vao tinh hinh phat trién kinh té - xa hoi ciia timg nudc. Cé nudc
quy dinh 1a 60 tudi, C6 nudc quy dinh 1a 65 tudi tham chi c6 nude dén 70, 75 tudi.
Pic biét Uc khong c6 quy dinh vé d6 tudi nghi huu nén khong c6 gidi han tudi tdi
da” [12].

O nudc ta quy dinh tudi lao dong 1a tir 15 dén 60 tudi d6i v6i Nam va tir 15
dén 55 tudi doi vai Nir. Véi toc d6 tang dan sb binh quan khoang 1,38% hang nam
nudce ta co thém tir 1,2 dén 1,4 triéu lao dong moi bo sung vao nguén nhan luc cua
dat nudc. Pay 1a ngudn nhan luc quan trong cé tiém ning rat 16n gbp phan vao
cong cudc phat trién kinh té xa hoi ctia dat nude trong giai doan moi.
1.1.3.2. Chat lwong nguén nhan luc

Chét lugng ngudn nhén lyc 1 trang thai nhat dinh cta ngudn nhan luc trong to
chtrc, thé hién mdi quan hé giita cac yéu to cAu thanh nén ban chat bén trong cua
nguén nhan lyc. Chat luong cua nguén nhén lyc duge biéu hién thong qua mdt )
yéu t6 chil yéu nhu trang thai stc khoé, trinh d6 van ho, trinh d6 chuyén mén ky
thuat ( k¥ ning) cua nguén nhan luc [5].

% Thé lwe ngudn nhan lye

Mot trong nhitng tiéu chi noi 1én chit lwong ngudn nhan lyc 13 tinh trang thé
luc ciia nguoi lao dong, bao gom cac yéu td nhu chiéu cao, can ning, sic khoe.
Cac yéu td nay phu thudc chat ché vao céc diéu kién nhu: Mirc séng, thu nhap,
nghi ngoi, chim soc y té va cac dich vu khéc ... Do dic diém thé trang clia nguoi
Chau A nén ngudi lao déng Viét Nam néi chung c6 thé lyc yéu hon so v6i mot sé
nudc khac, nhat 13 cac nude Phuong Tay. Ngudi Viét Nam thuong kém thich nghi
trong diéu kién lao dong ning nhoc va cuong do cao. Do d6, dé nang cao thé luc
nguén nhan lyc, can ¢6 céac bién phap cai thién diéu kién dinh dudng, nha & va méi
truong cho nguodi lao dong, tao ra 161 séng lanh manh, tac phong lam viéc khoa

hoc, thyuc hién t6t ché d6 nghi ngoi va cham soc stc khoé cho ngudi lao dong.
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< Trinh d6 hoc van ciia ngudn nhan lue

Chi tiéu quan trong nhat dé danh gia chat luong ngudn nhan luc 13 trinh do
van hoa noéi chung va trinh d6 chuyén moén nghiép vu noi riéng. Trinh d6 van hoa
1a nén tang cho vi¢c tiép thu céc kién thtrc khoa hoc k¥ thuat, dao tao va tai dao tao
nghé nghiép. Cong tac gido duc va dao tao dong vai trd quyét dinh trong viéc nang
cao trinh do dan tri va trinh d6 hoc van cho nguoi lao dong. Gido duc va dao tao
phai theo kip va phu hop véi thuc té phat trién cta nén kinh té. Nganh gido duc va
dao tao can timg budc d6i mai chuwong trinh cling nhu phuong phap day va hoc &
tAt ca cac bac hoc, dic biét 1a trong giao duc dai hoc va day nghé phai thuong
xuyén cap nhat dé theo sat su phat trién cta kinh té, khoa hoc ki thuat va cong
nghé. Pau tu cho dao tao 1a dau tu truc tiép, co ban va 1au dai vi sy phon vinh cia
dat nude d6 1a dau tu co so ha tang, d6 12 dau tu vé con ngudi. Vi vay, can co quan
diém nhit quan va tip trung dau tu hon nita cho linh vyc ndy. Muc tiéu dén nim
2010, nude ta co khoang 40% lao dong duoc qua dio tao, ddy s& 1a ngudn luc quan
trong dé thuc day nén kinh té phat trién nhanh va bén viing.

% Trinh do chuyén mon nghiép vu cia ngwoi lao dong

Trinh d6 chuyén mon nghiép vu 1a trinh d6 hiéu biét, kha ning van dung, ap
dung khoa hoc ki thuat tién bo vé mot sb chuyén moén nao dé va hoat dong san Xuat
kinh doanh cua t6 chtrc nham nang cao hiéu qua hoat dong cho t6 chirc do.

Trinh d6 chuyén moén nghiép vu cta ngudi lao dong duoc thé hién thong qua
co céu lao dong dugc dao tao & cac cép bac khac nhau.

O cac nudc cong nghiép phat trién luc luong lao dong duoc xay dung theo cac
chi ti€u sau: - 35% lao dong chua dugc dao tao nghé

- 35% cong nhan lanh nghé
- 24,5% ki thuat vién
- 5% ki su va trén dai hoc
- 0,5% la chuyén gia cao cap [11]
Trong khi d6, & nudc ta s6 luong lao dong qua dao tao nghé binh quan cua
ca nudc chi khoang 17%, con 83% lao dong con lai khong c6 chuyén mon ki thuat.

Con s6 nay cho thay chat lugng nguén nhan luc cia nudc ta van con rat thap. Mat
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khac, “ theo kinh nghiém ctia cdc nudc phat trién, thi san xuat s¢ phat trién néu cé

mot do1 ngli nhan lyc duogc da tao hop 1y va co6 trinh do chuyén mon nghiép vu
tuong tmg 1a: 1 ctr nhan, k¥ su can c6 4 can bd trung hoc chuyén nghiép va 10
cong nhan ki thuat. Trong khi d06, ti 1€ nay ¢ Viét Nam nam 1979 la: 1- 2,2 - 7,1 va
dén nay la: 1- 1,16 - 0,957 [1].

1.1.3.3. Co' cAu ngudn nhén lyc

Co ciu cip bac ngudn nhéan luc: bao gém sd lugng nhan lyc duoc phan chia
tir cip cao dén cap thap va dén nhan vién, nguoi lao dong trong to chirc. Co cau
nay phan anh cac budc thing tién nghé nghiép cta ngudn luc trong t6 chirc. Tuy
thudc vao quy md va ndi dung hoat déng ctia to chirc ma co ciu ndy duoc sip xép
va bd tri mot cac hop 1y.

Co ciu tudi nguén nhan lyc: duogc biéu thi béng ) lugng nhan lyc ¢ nhiing
dd tudi khac nhau.

Theo s6 liéu dié tra dan s6 tai thoi diém ngay 01/07/2001, ca nude ¢ 39.489
nghin nguoi tir da 15 tudi trd 1én hoat dong kinh té thuong xuyén (trong 12 thang
truée thoi diém diéu tra), trong do nitr 1a 19.505 nghin nguoi, chiém 49,4%, nam
gio1 1a 19.984 nghin nguoi, chiém 50,6%. Khu vyc thanh thj c6 9.182 nghin nguoi,
chiém 23,3%, khu vuc nong thén c¢6 30.307 nghin nguoi, chiém 76,7%. Trong do,
sb nguol dudi do tudi lao dong chiém 30,4%, s6 nguoi trong do tudi lao dong
chiém 59,3% [2].

Theo sb liéu théng ké, hién nay Viét Nam c6 co cau lao dong rat tré, 50%
dudi d6 tudi 25.Thdng ké cua lién hop qudc cho thiy luc lwong thanh nién trong do
tudi lao dong (tir 15 dén 24) chiém hon 16 triéu nguoi trong tong s6 hon 82 triéu
nguoi Viét Nam.Moi nim Viét Nam c6 khoang 1,4 triéu thanh nién tham gia vao
thi trudng lao don, diéu nay cho thdy ngudn nhan lyc cta Viét Nam rat doi dao, tuy
nhién chat lugng con thép va ti 1é that nghiép con kha cao. Theo udc tinh, ca nudc
c6 t6i 5% thanh nién that nghiép va 26% thuong xuyén thiéu viéc lam.

S liéu thong ké trén cho thay day thuc sy 1a diéu dang lo ngai vé chat lugng
ngudn nhan luc cua dat nude trude ngudng ctra hdi nhap nén kinh té khu vuc va

thé gi6i.
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1.2. QUAN LY NGUON NHAN LUC

1.2.1. Khai niém vé quén 1y ngudn nhén lyc “QLNNL”

C6 nhiéu cach hiéu vé quan tri nhan lyc (con goi 1a quan tri nhan su, quan ly
nhan su, quan 1y ngudn nhan lyc). Khai niém quan trj nhan luc c6 thé duoc trinh
bay & nhiéu giac d6 khac nhau:

Theo Nguyén Hitu Than, quan 1y ngudn 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 loi cho nguén nhan luyc thong qua td chtrc, nham dat
muc tiéu chién luge va dinh hudng vién canh cta to chie [9].

Véi tu cach 13 mot trong nhing chirc niang co ban clia quan tri t6 chuc thi
quan tri nguén nhan luc bao gém viéc hoach dinh (ké hoach hod), td chire, chi huy
va kiém soat cac hoat dong nham thu hut, st dung va phat trién con ngudi dé co
thé dat dugc muc tiéu cua to chuc.

Quan tri nhan luc 1a tong hop nhimg hoat dong quan tri lién quan dén viéc
tao ra, duy tri, phat trién va stir dung c6 hié qua yéu td con ngudi trong t6 chirc
nham dat dugc muc tiéu chung ctia doanh nghiép.

Quan tri ngudn nhan luc nghién ciru cac van dé vé quan tri con ngudi trong
cac to chirc & tim vi mé va c6 2 muc tiéu co ban:

- Str dung c6 hiéu qua ngudn nhan lyc nham ting ning suit lao dong va
nang cao tinh hiéu qua cia to chic.

- Pap mg nhu cau ngay cang cao ctia nhan vién, tao diéu kién dé nhan vién
dugc phat huy tdi da cac nang luc cd nhan, dugc kich thich, dugc dong vién nhiéu
nhét tai noi lam viéc va trung thanh, tan tdm véi doanh nghiép.

Song du & giac d¢ nao thi QTNL van 14 tat ca cac hoat dong cua mot td chirc
dé thu hat, xay dung, phat trién, sir dung, danh gi4, bdo toan va gilt gin mot luc
lwong lao dong phu hop véi yéu cau cong viéc ciia to chic ca vé mit sb luong va

chat luong.
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1.2.2. Poi twong cita quan tri nhan lue

La nguoi lao dong véi tu cach la nhitng ca nhan can b, cong nhan vién
trong to chirc va cac van dé co lién quan dén ho nhu cong viée va cac quyén loi,
nghia vy ciia ho trong to chiic.

1.2.3. Muc tiéu ciia quan tri nhan luc
1.2.3.1. Muc tiéu kinh té

Nham muc dich sir dung c6 hiéu qua nhat strc lao dong tir 6 ma tang doanh
thu giam chi phi trong quan ly. Thoda min nhu cdu trang trai chi phi, tai tao san
xuat gian don va md rong suc lao dong, 6n dinh kinh té gia dinh.
1.2.3.2. Muc tiéu xa hoi

Nhim tao cong an viéc lam, gido duc va dong vién nguoi lao dong phat trién
pht hop voi tién b x3 hoi. Nguoc lai thong qua quan 1y ngudn nhan lyc thuc hién
trach nhiém ctia Nha Nudc, cia to chire voi nguoi lao dong. Pé dat dugc muc tiéu
nay can co cac hoat dong hd trg nhu: tuan thu phap luat, trat tu xa hoi, td chirc cac
hoat dong xa hoi va dich vu trong doanh nghiép, xac 1ap va giai quyét thoa dang
moi quan hé giita t6 chirc cong doan va cac cap quan tri doanh nghiép.
1.2.3.3. Muc tiéu ciing c¢6 va phat trién té chirc

QTNL 1a moét linh vuc ctia quan tri doanh nghiép va cling 1a mét phuong
tién dé khai thac va stir dung hiéu qua ngudn nhan lyc, 1a nhan t6 dé khang dinh vé
tinh hinh cta t6 chire, tinh hinh muc tiéu kinh doanh.

Pé dat dugc muc tiéu nay can thuc hién céac hoat dong bo tro nhu: ké hoach
hoa ngudn nhan luc, tuyén chon, danh gi4, dao tao, phan cong, bd tri, phat trién
nhén luc va thuc hién kiém tra giam sat.
1.2.3.4. Muc tiéu thye hién cic chuc ning, nhiém vu cia to chirc

M&i doanh nghiép déu c6 mot co ciu td chic, bd may quan tri ma trong d6
can c6 sy thong nhat vé lao dong td chirc. Va hiéu lyc ciia b may to chirc phy
thudc chu yéu vao nang luc, trinh d6 t6 chic ctia cac quan tri gia cip cao, cap trung
binh va ca cép co so. Chi qua hoat ddng quan tri nguén nhan luc méi dap ing nhu

cau quan ly nay.
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1.2.3.5. Muc tiéu phuc vu nhan vién

Nha quan tri giap nhan vién minh dat dugc cdc muc ti€u cd nhan cua ho.
Nha quan trj phai nhan thtc rang néu ling quén muc tiéu ca nhan cia cac nhan
vién, ning suit lao dong s& giam, viéc hoan thanh cong tac s& suy giam, va nhan
vién c6 thé s& roi bo co quan.

Pé dat duoc muc tiéu nay, cic nha quan tri phai quan sat dé nim bat dugc
tam 1y ctia nhan vién tir d6 ma co bién phap dé ho c6 thai do tich cuc véi cong
viéc. Bén canh d6, cac nha quan trji phai c6 chinh sach, ché do dai ngd hop ly dé
nhan vién c6 thé gan bo va cong hién strc minh cho t6 chic.

Tom lai, lao dong quan 1y ngudn nhan luc phai nham dap tng 2 muc tiéu.
Téng quat xét trén khia canh con nguoi 1a nhan td cua luc lugng san XUt va con
nguoi la thanh vién cua xa hoi.

1.2.4. Vai tro va chirc ning ciia quan ly ngudn nhan lue
1.2.4.1. Vai tro ciia quén 1y ngudn nhén luc

Quan tri nguén nhan luc dong vai tro trung tdm trong viéc thanh 1ap cac to
chtrc va gitip cho céac td chirc ton tai va phat trién trén thi truong. Tam quan trong
ciia QTNL trong t6 chitrc xuat phat tir vai tro quan trong ctia con ngudi. Con ngudi
la yéu td cau thanh nén td chirc, van hanh to chirc va quyét dinh sy thanh bai cta to
chtrc. Ngudn nhan lyc 1a mét trong nhitng ngudn luc khong thé thiéu duoc cua to
chtrc nén QTNL chinh 13 mot linh virc quan trong ctia quan 1y trong mot to chic.
Mit khic quan 1y cac mit khac ciing s& khong hiéu qua néu to chic khong quéan 1y
tot nguén luc, vi suy dén cung thi moi hoat dong quan 1y déu duoc thuc hién boi
con nguoi.

% Vai tro ctia quan 1y ngudn nhéan luc dbi véi doanh nghiép thé hién qua cac mit sau:

- Xac dinh nhirng co hoi tdt va nhirng tré ngai trong thuc hién muc tiéu cia
doanh nghiép.

- Pua ra tAm nhin rong cho nha quan 1y ciing nhu ddi ngii can bo cong nhan
vién cua cong ty.

- Kich thich cach suy nghi méi mé, nhitng y tuéng sdng tao maéi trude nhitng

van dé trudc mat.
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- B6i dudng tinh than khan truong va tich cuc hoat dong ctia nhan vién trong

cong ty .

- Kiém tra qua trinh d4u tu vao hoat déng quan 1y.

- X4y dung phuong cham hoat dong 1au dai nham vao nhitng van dé trong
diém trong ting giai doan.

- Pua ra diém chién Iuoc trong quan Iy doanh nghiép va khai théc sir dung nhan vién.

1.2.4.2. Chirc ning ciia quan 1y ngudn nhan luc

Hoat dong quan 1y nguén nhan luc lién quan dén tat ca cac van dé thudc veé
quyén lg1, trach nhi€ém, nghia vu ctia nhan vién nham dat dugc hiéu qua cao cho ca
t6 chtrc 1an nhan vién. Theo Tran Kim Dung chirc nang QLNS chia thanh 3 nhém:

%+ Nhom chirc ning thu hit (hinh thanh) ngudn nhén hre:

Nhom chirc ning ndy chd trong van dé dam bao c6 du s6 luong nhén vién véi
cac pham chat phu hop cho cong viéc cta doanh nghiép. Dé c6 thé tuyén duge ding
nguoi cho ding viée, trudc hét doanh nghiép phai cin cir vao ké hoach san xuét,
kinh doanh va thyc trang st dung nhén vién trong doanh nghiép nham xac dinh
duoc nhitg cong viée ndo can tuyén thém nguoi. Thuc hién phan tich cong viée sé
gitip cho doanh nghiép biét cin tuyén thém bao nhiéu nhén vién va yéu cau tiéu
chuan dit ra d6i v6i cac ing vién 1a nhu thé nao. Viéc ap dung cac ki ning tuyén
dung nhu tric nghiém va phong van s& gitp doanh nghiép chon dugc tmg vién tot
nhét cho cong vigéc. Do d6, nhom chure nang tuyén dung thuong c6 cac hoat dong:
Hoach dinh nguén nhan lyc, phan tich cong vi¢c, phdng van, tric nghiém, thu thap,
luru trix va sir Iy cac thong tin vé Ngudn nhéan lyc caa doanh nghiép.

%+ Nhom chire ning dio tao va phat trién ngudn nhén lwe:

Nhém chire nang ndy chu trong cac hoat dong nham nang cao ning luc cla
nhan vién trong té chitc co cac ki nang, trinh do lanh nghé can thiét dé hoan thanh
cong viéc dugc giao va tao diéu kién cho nhan vién duoc phat trién tbi da cac ning
luc ca nhan. Bén canh cac hoat dong dao tao mdi con cé cac hoat dong dao tao lai
nhan vién mdi khi c6 su thay doi vé nhu cau san xuat kinh doanh hay quy trinh k¥
thuat, cong nghé d6i méi. Nhém chirc nang dao tao va phat trién thuong thuc hién

cac hoat dong nhu: huéng nghiép, huin luyén, dao tao k¥ nang thuc hanh cho cong
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nhan, boi dudng nang cao trinh d6 lanh nghé va cap nhat kién thic quan ly, k§

thuat cong ngh¢ cho can b quan 1y va can bo chuyén mén nghié¢p vu.

%+ Nhom chirc niing duy tri ngudn nhén luc:

Nhom nay chu trong dén viéc duy tri va str dung c6 hiéu qua ngudn nhan luc
trong tO chitc. Nhém nay bao gdbm 3 hoat dong: danh gia thuc hién cong viéc va
tht lao cho nhan vién, duy tri va phat trién cac mdi quan hé tét dep trong doanh
nghiép.

Nhitng céng viéc cha yéu cua hoat dong nay 1a:

+ Danh gia sy thyc hi¢n cong viéc cia nhan vién.

+ Xay dyng va quan 1y hé thong thu lao lao dong.

+ Thiét 1ap va ap dung cac chinh sach, phtc loi, phu cr?ip, BHXG ...

Duy tri, phat trién cac moi quan h¢ lao dong tdt dep vua tao ra bau khong
khi tdm 1i tap thé xa hoi lanh manh vira gitip cho nhan vién thoa méan véi cong viéc
cuia minh.

Hoat dong ndy bao gdbm céc cong viéc:

+ Ky két hop dong lao dong, thoa udc hop dong lao dong tap thé.

+ Giai quyét cac tranh chap, bét binh trong lao dong, giai quyét ki luat lao dong.

+ Cai thién dicu kién lam viéc.

+ Cham soc y t€, bao hiém va an toan lao dong.
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1.2.5. Sw khac nhau giira quan Iy ngudn nhan luc hién dai véi quén 1y nhan su

truyén théng

Béng 1: Sy khac nhau giita quan Iy nguon nhén lyc hién dai

v6i quan Iy nhan sy truyén thong

Cac chi tiéu Quan Iy nguon nhén luc Quén ly nhan sy
sosanh hién dai truyén thong
R Coi nhan vién 13 nguén luc Coi nhan vién 1a ganh ning vé gia
duan nicm quan trong thanh
Thoa mén nhu cau phét trién tur e A a2
Muc dich nhién cia nhén vién, dém bao thye | a0 dam thutc hién muc téu ngdn
A 1t r 4 1A qxs oa A 1 han cua to chirc
hién lo1 ich lau dai ctia to chirc
Hinh thure LAy con ngudi lam trung tam LAy cong viéc lam trung tam
Tam nhin Rong vaxa Hep va ngin
Tinh chat C6 tinh chién luoc, séch luoc C6 tinh chién thuat va nghiép vu
D0 sau Chu dong chu trong khai thac Bi dong cht trong quan 1y chat
Cong nang Hé thong diéu chinh théng nhat Don 1¢ phan tin
Noi dung Phong pht Gian don
Diavi O cap quyét sich O cap chap hanh
Phuong thttc cong viée Tham s, thau hiéu Khéng ché
Quan hé voi bd phankhéc | Hai hoa hop tac Pdi 14p mau thuan
2, : l}c glia nha quan Iy Giup dd, phuc vu Quan ly khong ché
voi nhan vien
T}’1'al d? do_1Axu’ Tén trong, dan chi Meénh Iénh, doc doan
Vo1 nhan vién
Tinh chit cong viée C6 thr thach, c6 sang tao Lamtheo I¢, y lai
Thudc tinh cia co quan Langanh nghé san xuat va mang lai Langanh phi san xuatikhong
quan ly loiich kinh t€ mang lai 1gi ich kinh t€
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Tir bang so sanh cho thay trong quan niém vé quan 1y nguon nhan lyc hién

dai vai tro ctia ngudi lao dong trong doanh nghiép dugc chu trong, da xac lap duoc
quan hé binh diang hop tic giita ngudi lao dong va chu doanh nghiép. Vi vy,
mudn doanh nghiép ngdy cang di 1én thi cin phai c6 hé thdng quan tri ngudn nhan
luc voi nhitng chinh sach vé tuyén dung, dao tao, tra luong, khen thudng, danh gia
moi cho phu hop. Khai thac va quan 1y ngudn nhéan luc hién dai 1a chirc trach cia
moi nha quan 1y, khong phai trach nhiém cua nhan vién chuyén trach khai thac va
quan 1y nguon nhan luc.

1.2.6. Mdt s6 ndi dung chinh ctia Quén tri ngudn nhan lue

1.2.6.1. Thiét ké va phan tich cong viéc

Trudce hét ching ta phai hiéu khai niém cong viée. Cong viée 14 tit ca nhimg
nhiém vu dugc thuc hién bd1 mot nguot lao dong hoac la tt ca nhiém vu giéng
nhau duoc thuc hién boi mot s6 ngudi lao dong.

% Thiét ké cong viéc

Thiét ké cong viéc 1a qua trinh xac dinh céac trach nhiém, cac nhiém vu cu
thé duoc thuc hién bai tung nguoi lao dong trong t6 chirc cling nhu cac diéu kién
cu thé dé thuc hién cac trach nhiém, nhiém vy do.

Thiét ké cong viéc c6 hiéu qua 1a mot qua trinh tong thé can duoc xem xét tir
nhiéu giac do. Két hop cac cong viéc vdi cac muc tiéu cua td chtre, tao dong luc téi
muc tdi da cho nguoi lao dong, dat dugc cac chi ti€u thuc hién cong viéc, phu hop
giita kha niang va k¥ ning cua nguoi lao dong véi cac doi hoi ctia cong viée déu la
nhitng nhin nhan co ban trong thiét ké cong viéc. Su bé qua mot trong nhiing khia
canh d6 déu co thé dan dén giam hi¢u qua va hiu suat lao dong cua t6 chirc cling
nhu su thoa man cia nguoi lao dong.

Khi thiét ké cong viéc can phéi x4c dinh 3 yéu t6 thudc vé cong vi¢c nhu sau:

+ Noi dung cong viéc: bao gom tong thé cac hoat dong, cac nghia vu, cac
nhiém vy, cac trach nhi¢m thudc cong viéc can phai thuc hi¢n: cac may moc, trang
thiét bi can phai sir dung va cac quan hé can phai thyuc hién.

+ Céc trach nhiém ddi véi to chirc: bao gom tong thé acc trach nhiém c6 lién

quan t6i to chirc n6i chung ma mdi ngudi lao dong phai thuc hién. Ching han nhu:
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tuan thu cac quy dinh va ché d6 lam viéc.

+ Cac diéu kién lao dong: bao gdém tap hop cac yéu td thudc mdi trudng vt
chét cua cong viéc nhu: nhiét do, chiéu sang, cac diéu kién an toan.

Trong 3 yéu t6 thanh phan trén thi noi dung cong viée 1a yéu t6 chu yéu cia
cong viée va 1a yéu td trung tdm cua thiét ké cong viéc.

¢ Phan tich cong viéc

Phan tich cong viéc 1a khai niém d& dwoc 4p dung phd bién trén thé gidi
hang tram nim qua va la cong cu QTNL co ban nhat. Tuy nhién, phan tich cong
viéc con 1a khai niém kha méi mé ddi véi cac nudc cham tién hodc dang phat trién.

Phan tich cong viéc 1a qua trinh thu thap cac tu liéu va danh gid moét cach co
hé théng cac thong tin quan trong c6 lién quan dén cac cong viéc cu thé trong t6
chirc nham lam & ban chit cua timg cong viée. Do 1a viéc nghién clru cac cong
viéc nham lam 16: & tung cong viéc cu thé nguoi lao dong cd nhiém vu, trach
nhiém gi, ho thyc hién nhiitng hoat dong nao, nhitng may moc thiét bi, cong cu nao
dugc st dung, nhitng mbi quan hé nao duoc thuc hién, cac diéu kién 1am viéc cu
thé, cling nhu yéu cau vé kién thuc k¥ niang va cac kha nang ma nguoi lao dong
can phai c6 dé thuc hién cong viéc.

NGi chung dé 1am rd ban chat cia cong viée cu thé can thu thip cac loai
thong tin sau:

+ Thong tin vé nhiém vu, trach nhiém, cac hoat dong, cac mbi quan h¢ can
thuc hién thudc cong viéc.

+ Théng tin vé may moc thiét bi, cong cu, nguyén vat liéu can phai sir dung
va cac phuong tién ho trg cong viéc.

+ Thong tin vé cac diéu kién lam viéc nhu diéu kién vé vé sinh, an toan lao
dong, diéu kién vé ché do thoi gian lam viéc, khung canh tim 1y xa hoi.

+ Thong tin vé cac doi hoi cua cong vige doi voi ngugi thuc hién nhu céc
kha ning va k¥ ning can phai co, cac kién thurc, cac hiéu biét va kinh nghiém lam
viéc can thiét.

CAc tu liéu va thong tin thu thap dugc sé dugc xur Iy phu hop tuy thudce vao

muc dich cta phan tich cong viéc. Tuy nhién, chung thudong dugce hé théng hoa
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dudi dang cac ban mo ta cong viéc va ban ti€éu chuan cong viéc.

* Ban mo ta cong viéc

Ban mo t4 cong viéc 1a mot van ban viét gidi thich vé nhirng nhiém vy, trach
nhiém, diéu kién lam viéc va nhimg van dé c6 lién quan dén mot cong viée cu thé.

* Ban tiéu chuén cdng viéc

Ban tiéu chuan cong viéc: 1a bang trinh bay cac diéu kién, tiéu chuan toi
thiéu c6 thé chap nhian dugc ma mot ngudi can phai co6 dé hoan thanh mot cong
viéc nhat dinh.
1.2.6.2. K& hoach hoa ngudn nhén lyc

Ké hoach héa ngudn nhén lyc 1a qua trinh danh gi4, xac dinh nhu cau vé
ngudn nhan lyc dé dip Gmg muc tiéu cong viéc cua to chirc va xay dung cac ké
hoach lao dong dé dap ung dugc cac nhu cau do.

KHHNNL gbém: udc tinh xem can bao nhiéu ngudi c6 trinh ¢ lanh nghé
thich tmg dé thuc hién cac nhiém vu di dit ra (cAu nhan luc), wéc tinh c6 bao
nhiéu ngudi s& 1lam viée cho to chtre (cung nhan luc); lya chon giai phap dé can dbi
cung va cau nhan luc cia t6 chirc tai thoi diém thich hop trong tuwong lai.

KHHNNL gitp cho t6 chtrc chu dong thiy trude kho khan va tim bién phap
khic phuc: xac dinh rd gitra tinh trang hién tai va dinh huéng tuong lai cua to
chtrc, ting cuong suc tham gia cau nhitng ngudi quan 1y truc tuyén vao qua trinh
ké hoach hoa chién luge, nhan rd cac han ché va cac co hoi cua nguén nhan luc
trong to chic.

KHHNNL c6 anh hudng 16n dén hiéu qua cta t6 chirc. KHHNNL c¢6 quan
hé chit ché véi ké hoach chién lugc san xuét kinh doanh cua to chire, duge xay
dung trén co sé cac chién lwoc kinh doanh cta to chirc. Pé dat duge muc tiéu trong
thoi gian dai, mdi to chirc phai c6 mot tap hop hop 1y nhimg ngudi lao dong véi
nhimng kién thirc va nhiing k¥ nang can thiét.

KHHNNL Ia co s& cho hoat dong bién ché ngué)n nhan lyc, dao tao va phat
trién ngudn nhén lyc.

Tién trinh KHHNNL duoc trai qua 3 budc:

- Dy bao nhu cau nhan lyc cia to chic trong twong lai.
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- Xay dung chuong trinh dé dap tmg nhu nhan lyc.

- Thyc hién cac chuong trinh da dé xuat va thuong xuyén kiém tra, danh gia
xem ké hoach va chuong trinh ¢6 pht hop véi muc tiéu dé ra hay khong.

Khi du bao nhu ciu nhan lyc can phai can ctr vao cac chién luge kinh doanh
ctia to chue trong thoi gian téi, phai xem xét va tinh téi anh hudng cua cac nhan td
nhu: tinh hinh kinh té, chinh tri, xd hoi, luat phap, cic dbi tha canh tranh trén thi
truong ...
1.2.6.3. Tuyén m, tuyén chon nhén vién

Tuyén mo va tuyén chon nhan vién 1a qua trinh quan trong cta quéan tri
nguon nhén lyc trong to chirc.

< Tuyén mo 1a qua trinh thu hat cac ung vién (ngudi xin viéc) vé phia to
chirc dé cac nha tuyén dung lya chon va sang loc nhitng nguodi c6 du diéu kién vao
lam viéc tai 1 vi tri nao dé to chirc.

Moét to chirc co thé tuyén mo tur bén trong hodc bén ngoai thi truong voi
nhiéu phuong phap khac nhau. Qué trinh tuyén mo bao gdm cic budc nhu: xay
dung ké hoach tuyén mod véi cac ndi dung lap ké hoach tuyén mo, xac dinh nguén
va phuong phéap tuyén md, xac dinh thoi gian va dia diém tuyén mo, tim kiém
ngudi xin viée, danh gia qua trinh tuyén mo.

% Tuyén chon 13 qua trinh danh gia cac tmg vién theo nhiéu khia canh khac
nhau dua vao cic yéu ciu cua cong viée, dé tim duoc nhitng ngudi phu hop voi
yéu cau dit ra trong s nhitg ngudi ma t6 chirc thu hut dugc trong qua trinh tuyén mo.

Co s clia tuyén chon 13 ca yéu cau dit ra trong “ ban mo ta cong viéc” va
“ ban tiéu chuan thyuc hién cong viéc”. Qua trinh tuyén chon phai dap tmg nhing
yéu cau dudi day:

- Tuyén chon phai Xudt phat tur ké hoach kinh doanh va ké hoach nguén nhan luc.

- Tuyén chon duogc nhitng ngudi c¢6 trinh d6 chuyén mén can thiét cho cong
viéc dé dat t6i nang suét lao dong cao, hi¢u qua cong tac tt.

- Tuyén duoc nguoi co ky luat, trung thuc, gén b6 voi cong viéc va t chuc.

Qua trinh tuyén chon 14 khau quan trong nham gitp cho cac nha quén tri dua

ra duoc cac quyét dinh tuyén dung mot cach dung din nhét, tuyén chon duoc
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nhitg nguoi co6 k§ nang phu hop voi su phat trién cua to chirc trong twong lai.

Tuyén chon tét ciing s& gitp t6 chirc giam dugc 4c chi phi do phai tuyén chon lai,
dao tao lai cling nhu trdnh dugc nhitng thiét hai rui ro trong qua trinh thuc hién cac
cong viéc. Dé tuyén chon dat két qua cao thi phai c¢6 dcc bude tuyén chon phu hop,
céc phuong phap thu thap théng tin chinh xac va danh gia cac thong tin 1cach khoa hoc.
Quy trinh tuyén chon theo [3] bao gdm cac budc sau:
1, Chuén bi tuyén dung
2, Thong bao tuyén dung
3, Thu nhan, nghién ctru hd so
4, Phong van so bo
5, Kiém tra, tric nghi¢m
6, Phong vén 1an hai
7, Xac minh, diéu tra
8, Kham strc khoe
9, Ra quyét dinh tuyén dung
10, B6 tri cong viéc
1.2.6.4. Pinh mirc lao dong
% DPinh mirc lao dong: La qui trinh xac dinh mic lao dong, 1a viéc quy
dinh cac muc hao phi can thiét dé nguoi lao dong hoan thanh mot cong viéc nhat
dinh.
% Mirc lao dong:
Hiéu theo mot nghia chung nhat 1a mot dai luong sdng quy dinh cho nguoi
lao dong dé ho hoan thanh mot khéi lugng cong viéce nhét dinh.
Hiéu mot cach d?ly du, murc lao dong co6 3 loai sau:
*Murc thoi gian (Mtg)
La sb luong thoi gian can thiét quy dinh cho mgt hoac mdt nhém cong nhan
c6 trinh do thanh thao nhat dinh dé ho hoan thanh mot khdi luong cong viéc hay
tao ra mot don vi san pham dat tiéu chuan chét luong nhat dinh trong diéu kién t6

chtic - k¥ thuat nhat dinh.
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*Murc san lwgng (Msl)

La s6 luong san pham hay khéi lugng nhat dinh quy dinh cho mét mot nhém
cong nhan hoan thanh trong mét don vi thoi gian nhét dinh, trong diiéu kién cua to
chtrc k¥ thuét nhat dinh.

Gitra Mtg va Msl co mbi quan h¢ hiru co, mbi quan hé d6 duogc thé hién
thong qua cong thrc:

Tca
Mtg

Msl =

Tca: Bg dai thoi gian ca lam viée ( theo quy dinh ctiia nha nudc 1a 8gid)Qua
cong thirc trén ta thdy Mtg va Msl 1 2 dai lugng nghich dao 1an nhau, nghia 1a khi
Mtg giam thi Msl tang I&én va nguoc lai.

* Mirc phuc vu (Mpv)

La sd lwong may moc thiét bi quy dinh cho 01 nguoi hodc 01 nhom cong
nhan phai phuc vu. Hién nay néi cach khac di 1a s6 lugng cong nhan can thiét phai
phuc vu 1 don vi may moéc thiét bi.

Mdi loai mirc lao dong c6 pham vi ap dung nhat dinh. Ching han ddi véi
Mtg ap dung cho nhiing cong viéc ma doi hoi ton hao thoi gian twong dbi dai hoic
ap dung 1am can cir dé xay dung cac ké hoach. Déi voi Msl ap dung cho nhiing
cong viéc ma két qua lao dong thé hién duoc bang sé do ty nhién va phai thong ké
dugc két qua d6. Con ddi voi Mpv ap dung cho nhitng céng viéc phu va phuc vu
ma két qua lao dong kho co thé do mdt cach truc tiép.

+ VAy y nghia va tac dung ctiia mirc lao dong trong doanh nghiép 1a

- Mirc lao dong 1a can ctr dé xac dinh quyén loi va nghia vu ciia mdi nguoi
lao dong trong doanh nghiép treo nguyén tac phan phdi theo lao dong.

- Mitic lao dong 14 cin ctr dé xac dinh s6 luong lao dong trong doanh nghiép.

- Miic lao dong 1a co so viing chic dé xay dung cac ké hoach cia doanh
nghiép (gom ké hoach san xuat, ké hoach lao dong tién luong, ké hoach gia thanh

san pham ...)
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- Mtic lao dong 1a co s& d€ phan cong, to chirc san xuat, to chuc lao dong va

cling 13 co s& dé theo ddi, kiém tra, danh gia két qua cua mdi ngudi lao dong trong
doanh nghiép.
1.2.6.5. Panh gia thuc hién cong viéc

DGTHCV thudng duge hiéu 1a sy danh gia c6 hé théng va chinh thirc tinh
hinh thyc hién cong vi¢c cua nguodi lao dong trong quan hé so sanh voi céc ti€u
chuan d duogc xdy dung va thao luan su danh gia dé véi nguoi lao dong.

DGTHCYV la mdt hoat dong quan 1y ngudn nhan luc quan trong va ludn ton
tai trong tat ca cac to chirc. Mic du & cong ty nhé DPGTHCV c¢6 thé dugc thyuc hién
mot cach khong chinh thirc thong qua sy danh gia hang ngay ctiia nguoi giam sat
v6i cac nhan vién va su danh gia, gop ¥ 14n nhau giita cic nhan vién nhung hau hét
cac t6 chtrc déu xay dung cho minh mot hé théng danh gia chinh thuec.

+ DGTHCV c6 y nghia to 16n khong chi voi to chirc ma con ddi véi ca
nguoti lao dong:

- P6i v6i t6 chirc:

+ Kiém tra tinh hinh chap hanh cong viéc cta nhan vién.

+ Giup cho bd phan quan 1y nguén nhan lyc va lanh dao cap cao cé thé
déanh gia duoc thang loi ctia cac hoat dong chiic niang vé ngudn nhan lyc nhu tuyén
mo, tuyén chon, dinh hudng, thang tién, dao tao va cac hoat dong khac, kiém soat
dugc mirc d6 ding dan va hiéu qua cua cac hoat dong do, tir d6 c6 cac phuong
hudng diéu chinh phu hop.

+ Théng qua danh gia nang luc thuc hién cong viée, nha quan tri co thé
diéu chinh nhung ning lyc cia nhan vién cho phu hop vdi cong viéc, phat hién
nhiing tiém ning con an dau trong nhan vién, gitip ho phat trién mot cach toan dién.

- Pbi v6i nguoi lao dong:

+ Nang cao kha ning thuc hién cong viéc va cung cap nhiing thong tin
phan hoi cho nhan vién biét dugc mic d6 thuc hién cong viéc. Pdi véi nhan vién
lam vi¢c chua dugc hi¢u qua, ho s& cd géng tu hoan thién ban than. Con dbi véi
nhing nhan vién xuét sac, tham vong, cau tién, ho s& coi viéc danh gia nang lyuc

thuc hién cong viéc nhu nhiing co hdi giap ho khfmg dinh vi tri trong doanh
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nghiép, thém co hoi thang tién trong nghé nghiép.

C0 6 phuong phap danh gia mirc hoan thanh céng viéc ctia nhan vién. Do la:

- Phuong phap murc thang diém

- Phuong phap xép hang

- Phuong phéap ghi chép va luu trix

- Phuong phép quan sat hanh vi

- Phuong phap dinh lugng

- Phuong phéap so sanh

Trong quéa trinh danh gid can phai chi ¥ cac sai 1am thuong gip nhu: tiéu
chuan khong ro rang, thiéu tinh thuc tién, 13i thién kién, xu hudéng thai qua, xu
hudng trung binh cha nghia, 15i dinh kién, 15i thién vi ...

Panh gia thuc hién céng viéc can phai biét khén thudng kip thoi va ky luat
nghiém minh.
1.2.6.6. Pao tao va phat trién ngudn nhan lue

< Khai niém dao tao va phat trién

- Pao tao 1a mot qua trinh c6 hé théng nham nudi dudng viée tich luy cac ky
nang, nhitng quy tic khai niém hodc thai do din dén sy tuong xtmg hon giira
nhitng dic diém ctia cong nhin vién va nhitng yéu cau clia cong viéc.

- Phat trién 13 qu4 trinh 1au dai nham ning cao ning luc va dong co cia cong
nhan vién dé bién ho thanh nhimg thanh vién tuong lai quy bau cua t6 chic do.
Phat trién khong chi bao gém c6 dao tao ma con cé su nghiép va kinh nghiém khac
nua.

< CO hai phwong phap dao tao va phat trién:

+ Pao tao trong cong viée: 12 cac phuong phéap dao tao truc tiép tai noi lam
viéc, trong d6 nguoi hoc sé hoc dugc nhitng kién thtc, ky nang can thiét cho cong
viéc théng qua thuc té thyc hién cong viéc va thuong 1a dudi sy hudng dan cua
nhimg nguoi lao dong lanh nghé hon.

+ DPao tao ngoai cong viéc: la phuong phap dao tao trong d6 ngudi hoc

duoc tach khéi su thyc hién cac cong viéc thuc té.
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< Trinh tw xdy dung mét chwong trinh dao tao phat trién ngudn nhin

lwc: gdm 7 bude

+ Xac dinh nhu cau dao tao

+ Xac dinh muc tiéu dao tao

+ Lya chon d6i tuong dao tao

+ Xac dinh chuong trinh dao tao va phuong phap dao tao

+ Lya chon va dao tao gido vién

+ Dy tinh kinh phi dao tao

+ banh gia chuong trinh dao tao

% Phat trién 12 qué trinh lau dai nham nang cao ning lyc va dong co cla
cdng nhan vién dé bién ho thanh nhing thanh vién twong lai quy bau cta t6 chic
d6. Phat trién khong chi bao gdm c6 dao tao, ma con ca su nghiép va nhimg kinh
nghiém khac nira. ( G. T. MiLKovich)

Giira dao tao va phat trién ngudn nhan luc co sy khac nhau thé hién thong
qua bang sau.

Bing 2: Su khac nhau giira dao tao va phat trién

Chi tiéu Pio tao Phat trién
1. Tap trung Cong viéc hién tai Cong viéc tuong lai
2. Pham vi Ca nhan Cé nhén va to chirc
3. Thot gian Ngan han Dai han
Khic phuc su thieu hut vé
4 Myc dich kién thirc va k§ nang hién tai Chuan bi cho tuong lai

4+ Muc dich ciia dao tao va phat trién:

- Truc tiép giip nhan vién lam cong viéc tbt hon, dic biét khi nhan vién
khong dap tmg duoc tiéu chuan mau cia cong viée hoic khi nhan cong viéc méi.

- Cap nhat cac k¥ nang kién thirc méi cho nhan vién

- Tréanh tinh trang quan 1y lac hau, 16i thoi
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- Gidi quyét cac van dé cua to chirc nhu mau thuan gitra nhan vién, gitra

nhan vién va cong doan, hay véi nha quan tri ...

- Hudng dan cong viée cho nhan vién mdi.

- Chuan bj d6i ngii can bd quan 1y, chuyén mén ké can

- Thoa man nhu cau phat trién cho nhan vién.
1.2.6.7. Thu lao lao dgng

Theo nghia hep, thu lao lao dong 13 tit ca cac khoan ma nguoi lao dong nhan
duoc thong qua moi quan hé thué mudn giita ho véi to chie.

Co cau thu lao lao dong gém 3 thanh phan: thu lao co ban, cac khuyén
khich, cac phuc loi.

< Thi lao co ban: 1 phan thu lao ¢ dinh ma ngudi lao dong nhan dugc
mot cach thuong ki dudi dang tién luong (theo tuan, theo thang) hay 1a tién cong
theo gid. Thu lao co ban dugc dua trén co s cua cong viéc cu thé, muc do thuc
hién cong viéc, trinh @6 va tham nién cua nguoi lao dong.

+ Tién cong: 14 s tién tra cho nguoi lao dong tuy thude vao sd luong thoi
gian 1am viéc thuc té (gio, ngay) hay s6 luong san pham duoc san xuét ra, hay tuy
thudc vao khdi luong cong viéc dd hoan thanh. Tién cong thuong duogc tra cho
cong nhan san xuat, ca nhan bao dudng may moc thiét bi, nhan vién van phong.

+ Tién luong: 1a s6 tién tra cho ngudi lao dong mot cach cb dinh va thuong
xuyén theo mot don vi thoi gian (tuan, thang, nim). Tién luong thudng duogc tra
cho cac can by quan ly va cac nhan vién chuyén mon, k¥ thuat.

Tuy nhién, trong thyuc té hai thuit ngit ndy thuong dugc dung 1an 16n dé chi
phan thi lao co ban, ¢c6 dinh ma nguoi lao dong duoc nhan trong to chirc.

% Cac khuyén Kkhich: 13 cac khoan thu lao ngoai tién cong hay tién lwong
dé tra cho nhimg ngudi lao dong thuc hién tot cong viée. Loai thu lao nay gom:
tién hoa héng, cac loai tién thuong, phan chia nang suét, phan chia lgi nhuan.

% Cac phiic lgi xa hdi: 12 phan thu lao gian tiép duogc tra dudi dang cac hd
tro' cudc séng cua nguoi lao dong nhu: bao hiém strc khoé, bao hiém x3 hoi, tién

lwong huu, tién tra cho nhiing ngay nghi, nghi 1&, nghi phép, cic chuong trinh giai
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tri, nghi mat, nha &, phuong ti€ di lai va cac phuc loi khac gan lién véi cac quan hé

lam viéc hodc la thanh vién trong td chue.

% Ngoai 3 thanh phan néu trén, néu hiéu theo nghia rong thi thu lao lao
dong con gdm céa yéu td mang tinh phi tai chinh. D6 1a yéu té thudc ndi dung cong
viéc va moi truong lam viéc.
1.2.6.7.1. Giéi thi¢u vé thong thang, ban lwong hié¢n hanh ciia nha nuéc

% Ché dd lwong cap bac

Puoc thiét ké dé tra cong cho cong nhan san xuat can ctr vao chat lugng lao
dong va diéu kién lao dong va diéu kién lao dong khi ho thuc hién mdt cong viéc
nhét dinh.

Ché do tién luong cip bac co 3 yéu tb: thang luong, mic lwong va tiéu
chuan cip bac k thuat.

+ Thang luong: 1a ban xac dinh quan hé ty 1& vé tién luong giita nhiig cong
nhan trong ciing mot nghé hodc mot nhom nghé giéng nhau theo trinh d6 lanh nghé
ctia ho. M6t thang luong bao gom c6 béac luong, hé s6 lwong.

+ Miurc luong: 1a s tién dung dé tra cong lao dong trong mot don vi thoi
gian phu hop vdi cac bac trong thang luong.

Mi = Ml X Ki

Trong do: M; : Muc luong bac i

M,: Mtic luong t6i thiéu
K;: Hé sd luong bac i

Theo cach tinh cong theo ché d6 hién hanh thi mtrc luong ti thiéu c6 hé sb
bang 1.

+ Tiéu chuan cip bac k¥ thuat: 1a van ban quy dinh vé muc d6 phuc tap cua
cong viée va trinh d6 lanh nghé ctia cong nhan & mot bac nao d6 phai c¢é su hiéu
biét nhat dinh vé& mat kién thtrc Iy thuyét va phai 1am duoc nhimg cong viéc nhat

dinh trong thyc hanh.
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1.2.6.7.2. Cac hinh thirc tra lwong

Co 2 hinh thtrc tra luong co ban nhu sau:

¢ Hinh thirc tra lwong theo thoi gian: La hinh thiuc tra cong dugc ap
dung cho nhiing nhan lyc lam cong viéc quan ly, hodc 4p dung cho nhiing cong
viéc khong thé tién hanh dinh méc chit ché va chinh xac.
Cong thuec: I—tg - Ttt X L
Trong do:
- Lig: Luong thoi gian
- Ty: SO ngay cong, gior cong thuc té da lam trong ky
- L : M luong ngay ( lwong gio) véi:
L ngay = L thang / 22
L gid0 =L thang/18
% Hinh thitc tra lwong theo san pham: La hinh thuc tra cong cho ngudi
lao dong, cin ctr vao dinh murc san phdm san xudt ra ciia ngudi lao dong trong mot
khoang thoi gian xac dinh.

Mikc lrong can bd cong nhan vién + phu cap

Dg / SP =
Murc san luwgng

Trong d0:  Lgp: Tién luong theo san pham
Dy : Don gia luong san pham
Ntt : S6 lwong san pham thuce té dat chét luong da hoan thanh
Ngoai hai hinh thure tra luong trén, doanh nghi€p con ap dung himh thirc tra
lwong khoan.
% Lwong khoan:
Ap dung véi nhitng cong viée c6 tinh chat tong hop, gdm nhiéu khau lién
két, néu chia nho s& khong co loi cho viéc dam bao chét luong thuc hién. Tién

lwong nhom, doi s€ dugc tra cho nhom, doi dua vao két qua cudi cung cua ca nhom doi.
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Cong thirc: T = Hg X Ty X K

Trong d6: T : Thoi gian lam viéc ctia cong nhan i

Hgi : Hé s lwong ctia mdi nguoi

Ty : Thot gian thuc té 1am viéc cla cong nhan i

Ki : Mirc do tich cuc ctia mdi ngudi vao két qua cong viée
Téng thoi gian chuan = Ty

sO tién khoan cho ca nhém x Tci
Wi =

Tong thoi gian chuan

Wi : Tién cong ciia cong nhén thir i

Y nghia ciia tién lwong: Tién luong co ¥ nghia rat 16n ddi véi ca doanh
nghi¢p va nguoi lao dong.

+ P6i véi doanh nhgiép: Tién luong la khoan chi phi bat budc ma céac
doanh nhgiép phai tra cho ngudi lao dong vé su hao phi sirc luc va tri tué. Do d6
mudn nang cao loi nhuan va ha gia thanh san pham cac doanh nghiép can phai biét
quan 1y va tiét kiém chi phi tién luong. Ngoai ra, tién luong con la mot phuong tién
rat hiéu qua dé thu hat nguoi lao dong co tay nghé cao va tao ra 1ong trung thanh
ctia nhan vién ddi v6i doanh nghiép. Hon thé nita tién lwong con Ia phuong tién
kich thich dong vién nguoi lao dong rat c¢6 hiéu qua, tao nén sy thanh cong va hinh
anh dep dé€ cua doanh nghiép trén thi trudng.

+ Poi véi ngwoi lao dong: Tién luong 13 phan thu nhap chi yéu cta nguoi
lao dong, 1a phuong tién dé duy tri su ton tai va phat trién cta nguoi lao dong va
gia dinh ho. O mot mie dd nao dé nd con 1a mot béng ching cu thé thé hién gia tri
cua nguoi lao dong, thé hién uy tin va dia vi cia nguoi lao dong trong xa hoi cling
nhu trong gia dinh. Qua murc tién luong ngudi ta c6 thé danh gia duge mirc d6 ddi
xUr cua chu doanh nghiép vd1 nguoi lao dong.
1.2.6.7.3. Phic lgi

Trong hau hét cac to chirc, nguoi quan 1y déu nhan thiy sy can thiét phai
cung cip céac loai bao hiém va cac chuong trinh khac lién quan dén sirc khoé, su an

toan, cac bao hiém va cac loi ich khac cho ngudi lao dong.
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Phuc loi chinh la phén thu lao gian tiép duoc tra dudi dang cac hod tro cudc

séng cho ngudi lao dong.

Cé 2 loai phuc l¢1 va dich vu cho nguo1i lao dong:

<% Phiic lgi bit budc: 1a khoan phiic loi tdi thiéu ma cac t6 chiic phai dua ra
theo yéu cau cua phap luat. Co thé 1a: cac loai bao dam, bao hiém xa hoi, BHYT,
tro cép thét nghiép, tro cép dm dau, tai nan lao dong hodc bénh nghé nghi¢p, huu
tri, thai san, tr tut ...

% Phiic lgi twr nguyén: 1a cac phiic loi ma t6 chirc dua ra tuy thudc vao kha
nang kinh té ctia ho, va su quan tdm cua lanh dao ¢ do.

Muc ti€u cua cac chuong trinh phuc 191:

+ Duy tri va nang cao niang suét lao dong

+ Thuc hién chirc ning x4 hoi ctia chung d6i voi nguoi lao dong

+ Pap ung doi hoi cua dai dién ngudi lao dong va nang cao vai tro didu tiét
cua chinh phu.

+ Duy tri murc séng vat chat va tinh than cta nguoi lao dong.
1.2.6.8. An toan va strc khoé nguoi lao dong

Van dé an toan va stc khoé cho nguoi lao dong 1a mot van dé rat dang duoc
quan tam. Boi, nguoi 1ao dong c¢6 dugc an toan trong qua trinh lao dong thi ho méi
yén tdm khi lam viéc, nguoi lao ddng c6 strc khoé, thoai mai tdm 1y thi méi hoan
thanh t6t nhiém vu duoc giao, nang cao niang suit lao dong. Muc tiéu ciia cong tac
an toan va suc khoé cho nguoi lao dong tai doanh nghiép la: dam bdo cho nguoi
lao dong khong bi dm dau bénh tat, tai nan do tac dong cua cac yéu td nguy hiém,
c6 hai trong lao dong san xuat thong qua thuc hién cac luat phap, chinh sach va cac
giai phap vé khoa hoc k¥ thuat, vé kinh té x3 hoi, vé tuyén truyén gido giuc, veé to
chtrc lao dong va sy tudn thu cac quy pham vé an toan va vé sinh lao dong cua
nguoi st dung lao dong va nguoi lao dong.

- V& phia ngudi st dung lao dong: Phai 1ap cac ké hoach, cac bién phap an
toan v¢ sinh lao dong va cai thién diéu kién lam viéc, trang bi dung cu bao ho lao
dong, hudng dan cho lao dong cac nodi quy, quy dinh an toan va vé sinh lao dong

cua nguoi s dung lao dong va nguoi lao dong.
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- Vé phia nguoi lao dong: Chap hanh moi ndi quy, quy dinh vé an toan lao

dong cua to chire, tir chdi hodc rdi bo noi 1am viée khi phat hién nguy co xay ra tai
nan nguy hai téi sttc khoé va tinh mang cua ban than, trinh bdo véi ngudi phu
trach, chi tro lai lam viéc khi nguy co d6 duoc khic phuc, khiéu nai véi co quan
nha nudc néu ngudi st dung lao déng vi pham quy dinh an toan lao dong ctia Nha
Nudc hodc trai v6i hop dong lao dong ...

1.2.7. Anh hwéng ciia méi trudng téi quan tri ngudn nhin lye.

Viéc quan 1y ngudn nhan lyc t6t phu thudc vao su am hiéu tudng tan cac
diéu kién moi truong ma doanh nghiép, mot té chirc dang phai duong dau.

Moi trudng & day duoc dé cap thanh 3 mirc do.

% Mdi truong vi méd: gdom cod

- Céc yéu t6 kinh té: Nhu 1a chu ky kinh té va chu ky kinh doanh, xu hudng
ctia GNP, ty 1& lam phat, 14i suat ngan hang, chinh sach tién t&, chinh sach tai
chinh, mirc do thit nghiép, tién luong, can can thanh toan ...

- Cac yéu t6 luat 1¢ ciia Nha Nudc: Cac doanh nghiép dugc binh dang nhau
trén khia canh phép luat, duoc phép kinh doanh nhiing nganh nghé ma phap luat
khong cdm, phai tuan thu nhimg quy dinh cta phéap luat thué muén lao dong, an
toan lao dong, bao hiém, bao vé mdi trudng ...

- Céc yéu t6 van hod xi hoi: Do 1a xu hudng nhan chang hoc, sd thich vui
choi giai tri, chudn muc dao dirc va quan diém vé mirc song cong ddng, kinh
doanh, lao dong ngtr ...

- Céc yéu to ty nhién: Cac van dé vé 6 nhiém méi truong, thiéu nang luong,
ling phi tai nguyén clng v&i nhu ciu ngay cang 16n ddi véi cac ngudn luc co han
khién cong chung ciing nhu doanh nghiép phai thay d6i cac quyét dinh va bién
phap hoat dong lién quan.

- Yéu t6 cong nghé: c¢6 nhiéu cong nghé tién tién ra doi tao ra cac co hoi
cling nhu nguy co ddi voi tit ca cac nganh cong nghiép va cac doanh nghiép nhét
dinh.

< MBobi truwong tac nghiép: Bao gdm cac yéu td trong nganh va cac yéu to

ngoai canh dbi v6i doanh nghiép, quyét dinh tinh chit va mirc do canh tranh trong
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nganh kinh doanh. C6 5 yéu t6 co ban la: doi thu canh tranh, ngudi mua, nguoi

cung cip, cac dbi thu tiém 4n va san pham thay thé.

% MBobi truong ndi bd: Bao gdm tat ca cac yéu t6 va hé thong bén trong cua
doanh nghiép nhu: nguén nhan luc, chinh sach va chién luoc cua doanh nghiép,
san xuét, tai chinh, marketing, né nép t6 chuc ...

1.3. VAN PE QUAN LY VA SU DUNG HIEU QUA NGUON NHAN LUC
1.3.1. Khai niém vé hiéu qua sir dung ngudn nhin lre
1.3.1.1. Khai niém chung vé hiéu qua

Hiéu qua 1a tiéu chuan dé danh gia moi hoat dong kinh té - xa hoi. Hiéu qua
12 mot pham tru kinh té co vai tro didc biét va co ¥ nghia to 16n trong quan 1y kinh
té cling nhu trong khoa hoc quan 1y. Tir xua dén nay nhiéu nha kinh té da dua ra
cac khai niém khéac nhau vé hiéu qua va dudi day la mot vai quan diém dai dién:

- Hiéu qua chi 1a chi tiéu kinh té x4 hoi tong hop dung dé lwa chon cac
phuong an hoidc cac quyét dinh trong qua trinh hoat dong thuc tién cua con nguoi &
moi linh vuc, moi thoi diém. Chi tiéu hiéu qua 1a ty 18 gitra két qua thuc hién cia
hoat dong d dé ra so voi chi phi da bo ra dé dat duoc két qua do.

- Theo “ Gido trinh phan tich hoat dong san xuét kinh doanh” cua PGS. TS
Nguyén Thi Gai thi hiéu qua kinh doanh ctia doanh nghiép 1a mot pham tru kinh té
phan anh trinh d§ sir dung cac ngué)n nhan tai, vat luc cia doanh nghi¢p dé dat
dugc két qua cao nhét trong qua trinh kinh doanh véi tong hop chi phi thip nhat,
n6 duoc thé hién bang cong thirc:

Két qua dé ra

Hiéu qua san xuét kinh doanh =
Nguén luc dau va
Trong d6, két qua diéu tra dugc do bang cac chi tiéu: gia tri tong san luong,
téng doanh thu, loi nhuan ... Nguén Iwe dau vao gém: Lao dong, tu liéu lao dong, von ...
1.3.1.2. Khai niém hi€¢u qua sir dung lao dong
Quan 1y lao dong la viéc thuc hién tat ca cac cong viéc nhu: dao tao, tuyén
dung, phan cong bb tri véi trinh d6 ngudi lao dong ... Nham muyc dich 1am sao cho

viée sir dung lao dong dat hiéu qua. Cac doanh nghiép rat quan tdm dén vén dé
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hiéu qua sir dung lao dong. Néu sir dung lao dong c6 hiéu qua 13 gbp phan lam cho

doanh nghiép t6n tai va phat trién. Hiéu qua st dung lao dong cao hay thip phu
thudc vao trinh do t6 chirc, san xuat, phan cong lao dong va quan Iy cia mdi doanh nghiép.

Hiéu qua san xuét kinh doanh néi chung va hiéu qua sir dung lao dong noi
riéng 12 mot pham tru kinh té gin 1ién véi co ché thi trudng co quan hé véi tat ca
cac yéu tb trong qua trinh san xuat kinh doanh nhu: lao dong, von, may moc thiét
bi ... Doanh nghiép chi co thé dat hiéu qua cao khi viéc st dung cac yéu td co ban
ctia qud trinh kinh doanh ¢6 hiéu qua cao, khi dé cap dén hiéu qua str dung lao dong.

Hi¢u qua sir dung lao dong la chd dyua co ban dé danh gia viéc thuc hién
muc tiéu kinh té cua doanh nghiép.

Cian ctr vao nhéan lyc bo ra dé thu két qua thi chi tiéu hiéu qua twong ddi

duoc xac dinh:

Két qua dau ra duoc do bang chi tiéu: tong doanh thu, loi nhuin, gia trj san
luong...

Nguén luc dau vao: tong lao dong, chi phi tién lwong, lao dong truc tiép, lao
dong khac ...

Tuy nhién can hiéu hiéu qua lao dong mot cach toan dién trén ca 2 mat: hiéu
qua kinh té va hiéu qua xa hoi. Hiéu qua kinh té va hiéu qua xa hoi c6 méi quan hé
khing khit nhung ciing ¢c6 mau thudn. Vi vdy, van dé & day 1a tao su thong nhat
gitra loi ich cua doanh nghi¢p véi 1gi ich ctia toan xa hoi.

Hiéu qua kinh té ctia doanh nghiép dat dugc trong ting thoi ky, timg giai
doan, déu doi hoi dit ra cho doanh nghi¢p 1a khong duoc vi loi ich trude mit 1am
ton hai dén 1gi ich 14u dai cta toan doanh nghi¢p. Hi¢u qua str dung lao dong cua
doanh nghiép phai dit trong mbi quan hé mat thiét chung cia hiéu qua san xuat
kinh doanh ctia toan b nén kinh té quéc dan. Nhu vy c6 thé néi doanh nghiép 1a

mot t€ bao, mot bd phan cau thanh cua nén kinh té.
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Loi ich cua toan xa héi, cia doanh nghiép bao gio cting phai phu hop nhau.

St dung lao dong co hiéu qua gbp phan 1am cho xa hoi bot di thoi hu tat xdu, giam
bt nhitng tai nan xa hoi ...
1.3.2. Cac chi tiéu danh gia hiéu qua quén 1y va sir dung Ngudn nhan luc
Budc 1: Phan tich hiéu qua quén Iy va sir dung ngudn nhén lue

Trong qué trinh san xuat, stc lao dong cua con ngudi 1a yéu td quan trong
mang tinh chat quyét dinh. St dung tdt strc lao dong biéu hién trinh do quan ly cua
doanh nghiép, thuc ddy qua trinh san xuat phat trién. Viéc phan tich chi tiéu lao
d6ng nham khai thac moi kha ning tiém tang vé lao dong, khong ngimg ning cao
ning suét lao dong.

Nhom chi tiéu hiéu qua lao dong cta doanh nghiép gdm co:

> Hiéu suit sir dung lao dong (Hn)

Téng doanh thu
Hn =

7 Tong lao dong
- Bon vi tinh: San pham / nguoi

- Y nghia chi tiéu: Chi tiéu nay phan anh mot lao dong trong nim tao ra bao
nhiéu dong doanh thu, trong thyuc t& san xuat va kinh doanh thi chi tiéu nay cang
cao cang tot, nd cho thay doanh nghiép str dung va quan 1y ngudn nhan luc hiéu
qua hay khong.

> Ning suit lao dong binh quan tinh bang hién vat

Tong san hrong

NSLDPbq =—
Tong lao dong
- Bon vi tinh: San pham / nguoi

- Y nghia cua chi tiéu: Chi tiéu nay cho cic nha quan tri biét cr mdi ngudi
lao dong tao ra dugc bao nhiéu san pham.
> Hiéu qua sir dung lao dong

Tong loi nhuén

Hiéu qua sir dung lao dong = - -
Tong so lao dong
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- Pon vi tinh: Pong / ngudi

- Y nghia cta chi tiéu: Cho cac nha quan tri biét cir mdi nguoi lao dong tao
ra duoc bao nhiéu déng lo1 nhuan.
» Ham luwgng st dung lao dong

Tong s6 lao dong
Ham luwgng sur dung lao dong =

‘ Téng loi nhuén
- Bon vi tinh: Nguoi / dong

- Y nghia cta chi tiéu: Cho céc nha quan tri biét cir mot dong loi nhuan can
bao nhiéu lao dong.

* So sanh s0 liéu qua cac nim:

Dua vao s liéu di thu thap dugc, tinh toan cac chi ti€u trén qua cac ndm, so
sanh su ting giam cua cac chi tiéu d6 vé sé twong ddi va s tuyét dbi.

+ Nhan xét tim nguyén nhan: Dua vao s6 d3 so sanh & trén, nhan xét tim
nguyén nhan.

Buéc 2: Phan tich nguyén nhan anh hwéng téi hiéu qua sir dung ngudn
nhan luc

- Cong tac dinh murc

- Tb chirc phan cong lao dong

- Diéu kién lam viéc

- Thoi gian nghi ngoi

- Tuyén dung

- Dao tao

- Danh gia nhan vién

- Céc chinh s&ch dai ngd: + Tién luong

+ Tién thudng va phu cap
+ Phuc loi khac ...

Budc 3: Nhan xét
1.3.3. Vai tro ciia viéc nang cao hiéu qua quan ly va sir dung nguon nhan lue

Lao dong 1a mot trong nhitng yéu t6 dau vao co ban ciia mot qua trinh san

xudt. Bat ky mot doanh nghiép ndo mudn ton tai va phat trién duoc, khong nhiing
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phai st dung tot nhiing yéu t6 dau vao nhu von, cong nghé ma con phai st dung

lao dong mot cach co hiéu qua nhét. Boi vi yéu t6 con ngudi nd 13 mot ngudn luc
vo cung quy gia, nd quyét dinh thanh céng hay that bai cia mdi doanh nghiép.
Viéc nang cao hiéu qua sir dung ngudn nhan luc ¢o vai trd cha yéu sau:

- Doanh nghiép c6 thé ké hoach hoa ngudn nhan lyc ctia minh & thdi diém
hién tai cling nhu ¢ tuong lai.

- Giup doanh nghiép t6 chirc t6t cac qua trinh lao dong bang cach day
manh cac qua trinh hgp tac lao dong gitra cac bo phan, cac don vi trong qua trinh
san xuat thong qua d6 giam thoi gian lao dong hao phi, lang phi.

- Nang cao hiéu qua st dung nguén nhan lyc tc 13 giup doanh nghiép
dinh mtc lai lao dong trong mdi bod phan, don vi tr d6 giam hao phi lao dong
khong can thiét, d6 14 co sé dé nang cao ning suit lao dong, giam gia thanh san
pham tao diéu kién nang cao tinh canh tranh san pham cia doanh nghiép trén thi
truong.

- Tao cho nguoi lao dong ¢ viéc lam 6n dinh, thu nhap cao hon va c6 co
hoi thing tién nhiéu hon khi ma doanh nghiép nang cao hiéu qua sir dung ngudn
nhan lyc. Ttc 1a doanh nghiép s& c6 nhiéu ché do dai ngd thich hop hon ddi voi
nguoi lao dong.

- Tao diéu kién xay dung t6t hon mdi quan hé giita ngudi v6i nguoi trong
lao dong, giup bau khong khi dugc thoai mai khi lam viée. D6 ciling 1a co so dé
nguoi lao dong nang cao ning suat lao dong.

Tom lai, ndng cao hiéu qua st dung ngudn nhén luc trong doanh nghiép 1a
mot diéu kién khong thé thiéu néu nhu doanh nghiép mudn ton tai va phat trién.
1.4. Y nghia, phwong hwéng va bién phap ning cao hiéu qua quan 1y va sir
dung ngudn nhén luc cia doanh nghiép
1.4.1. Y nghia ciia viéc niang cao hiéu qua sit dung ngudn luc cia doanh
nghiép

- Péi v6i nén kinh té qubc dan: Hiéu qua st dung lao dong 13 mot pham tru
kinh té quan trong, n6 gop phan niao phan anh dugc trinh d6 san xuat va muic do

hoan thién cua quan hé san Xuét trong co ché thi truong. Trinh do phat trién cta luc
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lugng san xuat cang cao thi quan hé sdn xuat cang hoan thién dong thoi cang nang

cao hi¢u qua st dung lao dong.

- D6i v6i ban than doanh nghiép: Hiéu qua sit dung lao dong xét vé mat
tuyét d6i @6 chinh 1 ning suat lao dong, 1a loi nhuan thu duoc. N6 13 co s dé tai
san xuit mo rong, cai thién doi séng can bd cong nhan vién. Hi€u qua chinh 1a can
clr quan trong va chinh xac dé doanh nghiép danh gia cac hoat dong ctia minh.
Nhan thirc diing dan vé hiéu qua s& gitip cho doanh nghiép hoat dong c6 hiéu qua hon.

- bbi vai nguoi lao dong: Hiéu qua sur dung lao dong 1a dong luc thuc déy,
kich thich ngudi lao dong hing say san xuat va luén quan tim dén két qua lao dong
ctia minh. Nang cao hiéu qua sir dung lao dong dong nghia véi viéc nang cao doi
séng ngudi lao dong trong doanh nghiép. Nang cao doi séng s& tao dong luc trong
san xuat, 1am ting nang suat lao dong s& gbp phan ning cao hiéu qua sir dung lao dong.
1.4.2. Phuong huéng va cic bién phap ning cao hiéu qua sir dung nguon nhén
Iwe ciia doanh nghiép

% Phuwong huéng

Con ngudi 1a mot trong cac nguodn luc quan trong nhéat cta san xuat kinh
doanh. Con nguoi vira 1a dong luc, vira 1a muc ti€u cia su phat trién kinh té xa hoi.
Quan 1y, str dung lao dong c6 hiéu qua 13 mot van dé rat kho, d6 1a mot nghé thuat
quan 1y va str dung lao dong. Nhiém vu cua cac nha quan 1y 1 1am thé nao dé khai
thac phét huy hét kha niang cta con nguoi trong qua trinh san xuat kinh doanh.
Ngay nay khoa hoc cong nghé ngay cang tién tién va phat trién, néu chi trang bi
may moc thiét bj hién dai nhung khéng c6 nguoi lao dong sir dung va diéu khién
n6 thi khong thé tao ra san pham. Vi vay bd tri, str dung lao dong phu hop véi trinh
d6, kha ning ctia ngudi lao dong s& phat huy hét duoc tiém ning sin c6 cua ho. Tur
d6 dem lai hiéu qua kinh té cao cho doanh nghiép. Do vay cic nha quan 1y doanh
nghi¢p phai quan tdm coi trong viéc quan tri con ngudi cua doanh nghiép.

% Cac bién phap ning cao hiéu qua quan tri va sir dung ngudn nhan luc

- Phat huy sang kién, cai thién k¥ thuat, ap dung k¥ thuat méi voi cong nghé
tién tien.

- Cai thién diéu kién lam viéc cho nguoi lao dong.
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- Cai thién cong tac hoach dinh ngudn nhan luc.

- Xay dung ché d tién luong, thuéng va dich vu xa hoi dé khuyén khich
nguoi lao dong.

- Xay dung ché d6 1am viéc va nghi ngoi hop 1y.

- Nang cao trinh d6 vin hoa, nhan thirc ciing nhu tay nghé, chuyén mén
cho can bo cong nhan vién, tan dung ti da thoi gian lao dong.

- Ap dung viéc ting ca dé giam lao dong thué ngoai.

- Nang cao chét luong tuyén chon ngudn nhan lyc.

- Pao tao va nang cao chat luong dao tao lao dong ctia doanh nghiép.

- Sap xép, bo tri, st dung lao dong ning dong va hop 1y hon.

- Danh gia tinh hinh thyc hién cong viéc nham khen thudng, ky luat lao
dong va thi dua san xuat.

- Do hiéu qua st dung lao dong cuia doanh nghiép chiu su tdc dong cua
nhiéu yéu t6 nén mudn nang cao hiéu qua hiéu qua sir dung lao dong thi phai giai
quyét tong hop, dong bd nhiéu van d¢, nhiéu bién phap khac nhau:

+ Nang cao viéc ban hang tiéu thu san pham
+ Pa dang hoa san pham, da dang hoa kinh doanh, mé rong san xuat.
+ Nang cao chat lugng san pham va dich vu ban hang.

+ Nang cao hiéu qua str dung vén, chi phi tai chinh hop 1y.
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PHAN 2
PHAN TiCH THUC TRANG NGUON NHAN LUC
VA QUAN LY NHAN LUC TAI CONG TY
CO PHAN CANG VAT CACH

2.1. GIOI THIEU CHUNG VE CONG TY CO PHAN CANG VAT CACH
2.1.1. Qua trinh hinh thanh va phat trién ciia Cong ty C6 phan ciang Vit Cach

Cong ty C6 phan Cang Vat Céach c6 tru so tai Km9-duong 5-Quéan Toan-
Hong Bang-Hai Phong. Vi tri bdi cang nam & hitu ngan Song Ctra Cam, cach Hai
Phong vé phia thuong luu 12km, c6 ché do thuy triéu 1a Nhat tridu v6i mirc nudc
cao nhat 1a 4m, dic biét cao 4,23m, muc nudc thuy triéu thép nhat 13 0,48m, dic
biét thap 1a 0,23m. Cang nam cach xa trung tdm thanh phd, ludng lach ra vao con
nhiéu han ché do do boi dip phu sa 16n, do vay hang nam cang phai thudng xuyén
nao vét khoi thong dong chay dé dam bao cho tau ra vao dugc thuan loi.

Cung véi chién lugc phét trién kinh té cia Pang va nha nudc nham chuyén
d6i nén kinh té nudc ta tir tip trung quan lidu bao cap sang nén kinh té thi truong,
Xi nghiép xép d& Vat Cach dugc tach ra khoi cang Hai Phong hinh thanh nén
Cong Ty Cb Phan Cang Vat Cach theo quyét dinh s6 2080/2002/QDBGTVT ra
ngay 3/7/2002.

Xi nghiép xép d& Vat Cach duoc chuyén doi thanh cong ty Co6 phan Cang
Vit Cach. Cong ty duoc thanh 14p véi ngudn vén diéu 16 13 12 ty déng Viét Nam
(trong d6 c6 30% vbn ctia Cang Hai Phong, con lai 70% vdn do cac co dong trong
Cong ty dong gop). Ké tir ngay 01 thang 09 nim 2002 Cong ty chinh thirc di vao
hoat dong.

- Tén cong ty: CONG TY CO PHAN CANG VAT CACH

- Truc thudc: Tong Cong Ty Hang Hai Viét Nam

- Trong vung quan ly hang hai cia Cang vu: Hai Phong

- Vi tri Cang: 20°53°16" N - 106°36°48" E
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- Pia chi: Kilomét s6 9, Quoc 16 5, P. Quan Toan, Q.Héng Bang, HP
- Tel: (84.31) 3850018
- Fax: (84.31) 3850026

- Email: vatcachport@vnn.vn

Cong ty Co phan Cang Vat Cach 1a doanh nghiép duoc thanh 1ap tir viée co
phan hoa mot don vi thudc Cang Hai Phong. Sau 5 nim cb phan hoa tong doanh
thu va mire san luong hang hoa thong qua Cang da ting hon trudc rat nhiéu.

Niam 2003, Cong ty C6 phan Cang Vat Cach da thuc hién doi méi co ché
quan ly, tac phong lam viéc tao nén mot sttc séng mdi trong hoat dong san xuét
kinh doanh. Vi vy, véi co s vat chat trang thiét bi tuy con lac hau nhung khoi
luong hang hoa théng qua Cang da ting gip 1,5 1an trude khi ¢6 phan, doanh thu
dat 19 ty ting gap 2,5 1an, tra co tic cho ¢b déng 10%/ nam. Dé nang cao ning lyuc
san xuat dap tmg duoc nhu cau phat trién kinh té cua dat nuéc, Cang da dau tu
mua mdi cac trang thiét bi, xay dung co s& ha téng, cai tao cac hé théng kho bai
chtra hang...Pén nam 2004, khoi lugng hang hoa thong qua Cang gap doi so véi
trude khi c¢6 phan. Doanh thu dat 23 ty, ting gap hon 3 1an, thu nhap binh quéan
1,7triéu ddng/ngudi/thang. Cung vai su phat trién khong ngimg ctia nén kinh té va
qua trinh d6i méi trong phuong thirc hoat dong san xuat kinh doanh thi nang luc
hoat dong ctua Cong ty ngdy cang phat trién hon. Pén nim 2008, binh quan thu
nhap ctia mot cong nhan 13 4,2 triéu dong/ngudi/thang ngoai ra Cong ty con co
mét sb trg cép vé doc hai, lam ca, hinh thanh quy phuc lgi luén cham lo dén doi
song vat chat va tinh than ctia cong nhan.

2.1.2. Chirc niing, nhiém vu ciia Cong ty C6 phin cang Vit Cach

% Chirc ndng ciia cong ty

- Béc xép hang hoa (Chuyén lam cac loai hang: hang bao nhu xi ming, lan
dam, hang ro1 nhu clinker, than, quing, mubi. .., hang thiét bi, hang cdy nhu sat,
thép, gd, va mot sd loai hang khac).

- Kinh doanh cho thué kho, bén béi dé chtra hang.

- Pai ly van tai va giao nhén hang hoa.

- Van tai da phuong thirc.
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- Kinh doanh vat tu, vat liéu xay dung, xing dau.

- Stra chita co khi, phuong tién co gigi thuy bo.

% Nhiém vu ciia cong ty .

- Ky hop dong xép d&, giao nhan bao quan luu kho hang hoa véi chu hang.

- Phu trach viéc xép d&, bao quan hang hoa, nhan chuyén va giao hang héa
cho chu hang va cho cac tau bé dugc chii hang uy nhiém van chuyén.

- Dan dit cac tau ra vao Cang va cung cip cac thir can thiét cho tau (nguyén
liéu ddu m&, than, cui...) va sira chita tau, ké ca tau nudc ngoai.

- Xay dung tu bd cac cong trinh thudc pham vi Cang dam bao tau di lai
thuan tién an toan (xay dung bén, vét long lach, stra chita phao deo dudng van
chuyén). Bao quan thiét bi va stra chita cac phuong tién hoat dong ctia Cang tau,
cand, xa lan, cau, cic phuong tién van chuyén bo trong cang.

- Thi hanh cac luat phap, diéu 1& va cac chinh sach, chu truong cua Chinh
phu ctiia Bd Giao thong va Buu dién ddi véi Cang Vat Céach.

- Giao hang xuat khau cho phuong tién van tai va nhan hang nhap khau tur
phuong tién van tai néu duoc ty thac.

- Két toan viéc giao nhan hang nhap khau va lap cac chung tir can thiét tién

hanh xép d& van chuyén bao quan luu kho hang hoa.
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2.1.3. Co ciu td chirc ciia Cong ty Co phan cang Vit Cach
2.1.3.1. So' @b co cau td chirc bd may Cong ty Co phan cang Vat Cach
So @6 1: Co cau bd may td chirc Cong ty Co phan Cang Vat Cach

PAI HQI CO PONG

d

)l

v

Hoi dong quan tri

v
Chu tich HbQT
kiém Giam doc

A 4

Ban kiém soét

| |
PGD k¥ thuat v PGD ndi chinh
l PGD khai thac
\4
Phong Phong . . Phong Phong Phong
K§ thuét cong Phong Kho Phong KH kinh HC TC
trinh bao v¢ Hang biéu do doanh téng hop ké toan
Kho A Kho B Kho C
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B0 may quan ly cia cong ty duoc to chic theo co cau truc tuyén chiic

nang, tir Giam Ddc cong ty dén cac phong, phan xudng, d6i. Qua d6 chirc ning
quan 1y dugc chuyén mon hod, tan dung dugc nang luc cua cac can bd chuyén
vién dau nganh trong timg kinh vuc. Cac quyét dinh cta bo phan chirc ning chi
c6 ¥ nghia vé mit hanh chinh dbi voi cac bd phan truc tuyén khi da thdng qua
nguoi 1anh dao cao nhat hay dugc ngudi lanh dao cao nhét uy quyén. Cac phan
xudng thyc hién nhiém vu san xuat tir trén dua xudng dam bao chét luong dugc giao.

> Ul diém:

C6 sy phan cong hop 1y trong bd may quan 1y diéu hanh dan dén su
chuyén mén hoa cao cuia cac phong ban chirc ning tao diéu kién phat huy tbi da
nang luc chuyén mon cia cac bd phan chirc nang va dam bao quyén chi huy cta
hé théng truc tuyén do d6 cong viéc dugc thuc hién dé dang.

> Nhuoc diém:

B0 may véi co cau quan 1y 16n, chia theo nhiéu cap quan 1y vi vay tién
trinh giai quyét cong viéc phai thong qua nhiéu khau méi dat duoc két qua cudi
cung dan dén qua trinh giai quyét cong viéc mat rat nhiéu thoi gian.
2.1.3.2. Nhiém vu chikc nang cdc cdp qudn tri ciia cong ty.

% Pai hdi dong co dong: La co quan quyét dinh cao nhat cia Cong ty bao
gdm cac co dong co quyén bicu quyét. Dai hoi dong cd dong hop it nhat mdi nam
mdt 1an trong thoi han khong qua 120 ngay ké tir ngay két thuc nam tai chinh hodc
hop Pai hoi ddng CH dong bét thudng theo cac thi tuc qui dinh cia cong ty.

< Hoi dong quan tri: (gdm 5 nguoi) 1a co quan quan 1y Cong ty, do Pai
hoi dong c6 dong bau va bai nhiém, mién nhiém. Hoi dong quan tri co toan
quyén nhan danh Céng ty trudc phap luat & quyét dinh moi vin dé quan trong
lién quan dén muc dich, quyén loi ctia Cong ty, trir nhitng van dé thudc thim
quyén ciia Dai hoi dong c6 dong.

< Ban kiém soat: (gdm c6 3 ngudi) Kiém tra tinh hop 1y, hop phap
trong hoat dong quan 1y ciia Hoi dong quan tri, hoat dong diéu hanh kinh doanh

cua Tong Giam doc, trong ghi chép so ké todn va bao cdo tai chinh. Ki€m soét,
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giam sat Ho1 dong quan tri, Tong Gidm doc di€u hanh trong viéc chap hanh

Diéu 1¢ va nghi quyét ctia Pai hoi dong ¢ dong.

% Chii tich hi dong quan tri kiém giam ddc: La nguoi ding dau cong
ty, chiu trach nhiém trudc Tong cong ty Hang Hai Viét Nam va nha nude vé moi
hoat dong kinh doanh cta cong ty. La ngudi chiu trach nhiém trudc tip thé lanh
dao cong ty vé ké hoach, muc tiéu, chién lugc san xuit kinh doanh va diéu hanh,
kiém tra cac hoat dong ctia cong ty.

< Giam ddc: Giam doc 1a nguoi ding dau cong ty chiu trach nhiém
trude tong Coéng ty Hang Hai Viét Nam va Nha Nudc vé moi hoat déng kinh
doanh ctia Cong ty. La nguoi chiu trach nhiém trude tap thé 1anh dao Cong ty vé
ké hoach , muc tiéu, chién luge san xuat kinh doanh va diéu hanh, kiém tra céac
hoat dong cua Cong ty.

% Pho giam ddc: Gom c6 ba nguoi do Hoi ddng quan tri b nhiém, mién
nhiém, chiu trach nhiém trudc Hoi dong quan tri va trude phat luat vé viéc quan
1y va diéu hanh hoat dong cua cong ty. Cac Pho Giam ddc Cong ty 1a nguoi giup
viéc cho Giam dbc, duge Giam dbc uy quyén hoac chiu trach nhiém trong mdt
sb linh vuc quan ly chuyén mon, chiu trach nhi¢m truc tiép voi Giam dbe vé
phan viéc duogc phan cong.

< Pho giam ddc khai thac: Chi dao cong tac xép d& hang hoa, quan 1y
giao nhan hang hoa xuat nhap khau thong qua Cang; quan hé véi cac don vi cp
trén dé giai quyét cac nghiép vu cong tac ké hoach. Ngoai ra pho giam doc khai
thac con 1a nguoi trién khai thue hién cac hop dong kinh té d3 ky vé6i chii hang,
chu tau; giai quyét cac vudng miac trong qua trinh boc xép, giao nhan theo quy
dinh cua hop dong.

< Phé Giam ddc san xuat kinh doanh: Gitp Giam déc diéu hanh, to
chtic quan 1y qua trinh san xuat cta Cong ty, 1ap ké hoach san xuat, phu trach
linh vuc cong tadc kinh doanh, hanh chinh, quan tri, do1 séng. Tién hanh trién
khai thyc hién thong qua su chi dao cta cic quan doc ddi voi cac phan xuong,
t6, ca... Chi huy théng nhat k¥ thut san xuat hang ngay, diéu phéi lao dong va
duy tri k¥ thuat lao dong cho toan Cong ty. Cho tung phan xudéng, dam bao cho
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qua trinh san xuat duoc dién ra lién tuc, nhip nhang. Pong thoi to chirc sap xép,

b tri hop 1y luc lwong lao dong truc tiép san xuit sao cho dam bao sir dung co
hiéu qua nhét, d& xuit va tham gia bdi dudng ning cao trinh d6 tay nghé cho
cong nhan. Khi giam déc vang mit, uy quyén cho Pho Giam dbc san xuét chi
huy diéu hanh moi mat hoat dong cua Cong ty.

< Phé Giam dbc k§ thuat: Chiu trach nhiém trudc Tong Giam Pdc vé
cac cong vi¢c co lién quan thudoc pham vi khoa hoc ky thuat. Nim chéc tinh
trang k¥ thuat cua cac phuong tién thiét bi xép dd va giao ké hoach stra chira cac
phuong tién thiét bi d6 sao cho phu hop véi quy trinh xép d&, chi dao viéc lap
dat hé théng chiéu sang, h¢ théng cép thoat nude, nao vét cau cang, tiét kiém va
bao dam an toan vé k¥ thuat.

% Ph6 giam ddc ndi chinh: Puoc Giam dbc phan cong chiu trach nhiém vé
cong tac t6 chitc va nhan su toan cong ty, quan tri va xay dung co ban, van thu hanh
chinh, thuc hién ché do chinh séach, tién luong va cong tac doi séng cho nhan vién,
cong tac bao vé ndi bo va an ninh qudc phong tai dia phuong noi cong ty dong tru
s, t0 chire thanh tra, téng hop béo céo tinh hinh t6 chuc bd may va nhan sy, quan tri
hanh chinh, do1 séng, an ninh, ndi bd thuong ky cho Giam dbc.
2.1.3.3. Nhiém vu cuiia cac phong ban chirc ning

- Phong tai chinh ké todn: La mot bd phan khong thé thiéu cua bat cir
don vi nao. C6 trach nhi¢m giam sat kiém tra va c¢6 van cho giam ddc vé mat tai
chinh va theo ddi moi hoat dong san xuat kinh doanh ciia Cong ty. Pong thoi
tham muu cho lanh dao vé tinh hinh san xuat kinh doanh trong ky, vé tinh hinh
tu van str dung va luan chuyén von, thue hién cac ché do vé tai chinh cua Cong ty.

- Phong kinh doanh: Chi phéi cht yéu moi hoat dong san xudt kinh doanh
cta Cong ty, n6 co trach nhiém tim ngudn nguyén lidu phuc vu cho san xuit, déng
thoi 6 trach nhiém tim thi truong tiéu thy, tim ban hang, nam bat thong tin vé nhiing
ban hang ma Cong ty san xuat kinh doanh va gia ca cdc mit hang do.

- Phong Hanh chinh téong hop: Theo doi tinh hinh ting giam sé luong
can bd cong nhan vién trong Cong ty, cd trach nhiém thyc hién va giai quyét cac

van d€ v€ ché do, chinh sach ma Nha nudc quy dinh vdi can bo cong nhan vién.
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Theo doi tinh hinh lam viéc, tinh hinh thyc hi€n dinh mtc cong viéc cua can b

cong nhan vién, td chirc cong tac lao dong tién lwong, 1ap dinh muc lao dong
trén mot san pham, dao tao can bd, nang cao tay nghé cho céng nhan vién.

- Phong ké hoach san xudt: C6 nhiém vu xay dung ké hoach san xuét
kinh doanh hang thang, hang quy, hang nim. Thuc hién kién tra tién do ké
hoach san xuét dam bao cung (mg day du nhiing thong tin kip thoi, nhiing thong
tin can thiét, can d6i cap phat vat tu ding dinh mirc.

- Ban dw an: Lap céc du an san XuAt, mua trang thiét bi. Cong tac chat
ché voi phong ké hoach san xuat dé dam bao qua trinh san xuat

- Phong khoa hoc ky thudt an toan : Gom 7 ngudi giai quyét cac van dé
an toan lao dong, xay dung cac quy trinh vé an toan lao dong, cac van dé vé k¥
thuat str dung va van hanh may moc trong qua trinh 1am viéc. Lén ké hoach vé
viéc dau tu trang thiét bi, cong nghé, nguyén vat liéu méi.

- Phong ky thudt cong trinh: Gom 4 nguoi phu trach cac van dé vé nha
xuong, kho tang, bén bii, cau tau, xay dung cac dinh muc kinh té, k¥ thuat, tiéu
chuan chat luong san pham, quy cach timg mat hang c6 thiét ké, khuon mau,
nghién ctru rng dung k¥ thuat tién bo, khoa hoc k¥ thuat phuc vu truc tiép cho
san xuat. Ngoai ra con lap cac du an phat trién trong hé théng Cang, du tru kinh
phi sira chita, xay dung cac cong trinh trén Cang roi trinh 1én Giam ddc duyét.

- Phong diéu dp: Gom 8 nguoi thuc hién diéu do tau ra, vao Cang, bd tri
cac ca san xuat cho hop 1y dong thoi khai thac cau tau mot cach cé hiéu qua
nhat, luu théng cac tau nhanh chong khong dé tau ¢ dong.

- Phong bdo vé: Gom c6 60 ngudi phu trach cac van dé vé an ninh trat tu
trong toan Cong ty. Trong d6 c¢6 8 nguoi phu trach viéc an ninh bén khu hanh
chinh, 52 nguoi phy trach hién trudng bén khu Cang (cac van dé vé bao vé thiét
bi, hang ho4, an ninh trong qué trinh hoat dong ctia Cang).

- Truong cac phong ban:

Trwéng phong ky thuat vat tu: La ngudi tro gitp cho giam ddc trong

viéc Iya chon trang thiét bi méi, cong nghé méi. Pong thoi trudng phong ki
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thuat 1a nguoi kiém tra theo doi sy 6n dinh sdn xuat cia cac td sta chita trong

doi co gidi.

Trwéng phong té chirc lao dong: LA ngudi dam nhiém nhiém vu tham
muu cho giam déc vé t6 chirc lao dong trong don vi. Pong thoi trudéng phong t6
chtrc lao dong 1a ngudi dé ra cac ké hoach tién lwong ,an toan lao dong, nang
cép bac cho can by cong nhan vién, xay dung ké hoach dao tao ngén han va dai
han cho Cong ty.

Truéng phong hanh chinh quén tri - y té: Day 1a bd phan dai dién cho
Céng ty trong viéc tiép khach, diéu hanh quan Iy hé théng van ban trong Cong ty.

K¢ toan truéng: La nguoi thyc hién hoach toan ké toan, quan 1y ngudn
thu - chi va tinh hinh st dung cac loai tai san trong cong ty, hach toan cac ngudn
thu - chi, 14i - 15. Lap bao cdo tai chinh vao cubi ky.

Poi trwéng doi xép dé: La ngudi chiu trach nhiém trude gidm doc vé
viée truc tiép quan 1y doi ngii cong nhan xép d. Co nhiém vu to chic, sir dung,
quan 1y tot lao dong va ky luat lao dong. Pong thoi 1a ngudi tryc tiép chi dao
xép d&, giai phong con tau do cong ty giao va la ngudi chi huy cao nhat diéu
hanh cac luyc luong tham gia trong day chuyén giai phong con tau minh phu
trach. Lap ké hoach, to chtr thuc hién va kiém tra, d6n déc viéc gidi phong tau
theo ca. Xac nhan phiéu con tac cta to cong nhan vé sd luong, chat luong, thoi
gian 1am viéc. Sau timg con tau giai phong, so rat kinh nghiém, trén co s¢ d6 dé
ra nhitng bién phap ting cuong to chiic san xuat.

Pii truomg doi co gioi: Co nhiém vy trién khai va tién hanh t6 chiic thuc hién cac
ké hoa chira chita phuong tién thiét bi, 1am cong tic bao dudng phuong tién ctia cong ty.

Poi truong doi bao vé: Co nhiém vu chi dao bao quat toan b cbng tac
an ninh trat tu trong toan cong ty.

Kho hang: Truong kho hang hoa: La nguoi chiu trach nhiém trudc gidm
déc, truc tiép quan 1y doi ngit CBCNV kho hang va dién tich kho bai dé t6 chirc
tiép nhan, sap xép hang hod ding quy dinh, an toan, chinh x4c. Giao hang dling
da cho chu hang theo dung nguyén tic, thi tuc hién hanh trong pham vi kho bai

don vi minh quan 1y.
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C6 trach nhiém to chirc thyc hién timg ca trong ngay, huéng dan to, doi

cong nhan xép d& sip xép hang hoa theo 10, theo cha hang ding quy trinh cong
nghé va quy hoach kho bai. T6 d6i xép d& nao khéng chap hanh, c6 quyén nhan
xét vao phiéu cong tac hoac bao cdo truc ban dinh chi. Néu khong kiém tra, nhic
nhé dé t6 doi nao lam tuy tién thi trudng kho phai chiu trach nhiém.

Kho A + kho B + kho C: ¢6 churc nang giao nhan hang hod, luu trir hang hoa.

To sira chira co dién + T6 stra chira gia cong: C6 nhiém vu sta chira,
bao dudng cac phuong tién thiét bi nang ha, phuong tién van chuyén.

Té lai dé + T6 6 t6 nang hang can truc: Lam nhiém vu nang ha, van
chuyén hang hoa thong qua Cang.

Cic t0 boc xép: Lam nhiém vu bdc xép hang héa thong qua Cang.

2.1.4. Két qua hoat dong kinh doanh ciia Cong ty Co phan cang Vit Cach

Tir bang ta thay:

Chi tiéu san luong 1a chi tiéu biéu hién két qua san xuat kinh doanh cua
Cong ty nhu sau:

San lugng xép d& cia Cong ty CO phan Cang Vat Cach nim 2007 la:
1.969.020 tin. Nam 2008 san lugng cua cong ty tiép tuc ting 1a: 2.408.581 tan,
toc do tang 1a: 22.32% ting so v4i nam 2007 1a 439.561 tan.

Tong sb lao dong ctia Cong ty ndm 2007 1a 918 ngudi, nam 2008 1a 947
tang so v4i nam 2007 1a 29 ngudi ing vai toc do tang 1a 3,16%

Niang suét lao dong binh quan nam 2007 1a 2.144,9 tin/nam, nam 2008 1a
2.543,38 tdn/nam. Tang so v6i ndm 2007 1a 398,48 tdn /nam tuong tmg voi toe
do tang 1a 18,58%.

Nhu vay ta théy tinh hinh thuc hién mot sd chi tiéu co ban cua cong ty la

rat kha quan va co6 chiéu hudng di 1én.
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Bang 3: Tinh hinh thwe hién mét s chi tiéu co ban ciia Cong ty ¢6 phin Cang Vat Cach

Gia tri Chénh léch
Stt Chi tieu Don vi 2008/2007
Nim 2007 Nim 2008
Tuyét doi Twong doi
1 Téng san luong Tan 1.969.020 2.408.581 439.561 22,32
2 . .
Tong CBCNV Nguoi 918 947 29 3,16
3 :
NSLbPbq Tan/ng/nam 2.144.9 2.543,38 398,48 18,58
4 :
Téng doanh thu VND 47.996.320.000 64.193.695.000 |  16.197.375.000 33,75
5 : L
Téng chi phi VND 43.550.343.500 54.181.340.000 |  10.630.996.500 24,41

(Nguon: Phong ké todn - Cong ty Cé phdn Cang Vit Céach- niam 2009)
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2.2. PHAN TiCH HIEN TRANG QUAN LY VA SU DUNG LAO PONG

2.2.1. Pic diém lwe lwong lao dong

Bing 4: Co ciu lao dpng ciia Cong ty nam 2008

TAI CONG TY CO PHAN CANG VAT CACH

Don vi tinh: Nguoi

TT Chi tiéu S6 lwong | Ty 18(%)
I Co ciu lao dong truc tiép, gidn tiép 947 100
1 | Lao dong gian tiép 150 15,8
2 | Lao dong truc tiép 797 84,2

Il | Co cdu theo phong ban, phin xwéng 947 100
1 | Ban giam doc 4 0,42
2 Phong ké hoach kinh doanh 7 0,74
3 | Phong hanh chinh tong hop 11 1,16
4 | Phong ké toan- tai chinh 7 0,74
5 Phong khoa hoc ki thuat an toan 7 0,74
6 Phong céng trinh 4 0,42
7 | Phong diéu do 8 0,84
8 Phong bao vé 60 6,34
9 | Poico gisi 10 1,06

10 | DPoi boc xép 592 62,5

11 | Boi v¢ sinh cong nghiép 20 2,11

12 | Kho 91 9,61

13 | Nhacan 20 2,11

14 | T6 dong goi 60 6,34

15 | Laidé 32 3,38

16 | Laixeotd 14 1,49

(Nguon: Phong tong hop- Cong ty Cé phan Cang Vat Cach nam 2009)

Trong nhitng nam gan day, tinh hinh lao dong ctua Cong ty c6 nhiéu bién

dong, tong sb lao dong ting 1én theo timg nam, diéu d6 phan anh quy mo hoat
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dong cua kinh doanh cua cong ty c6 chiéu hudng phat trién manh mé. S6 lao
dong tang 1én dé dap Gmg voi su phat trién cua thi

Luc lugng lao dong cua cong ty dugc chia lam 2 loai: lao dong truc tiép
va lao dong gian tiép. Trong d6, s6 luong cong nhan lao dong truc tiép ludn
chiém ty trong 16n hon so véi sb lugng can bo cong nhan vién lao dong gian
tiép. Piéu nay 1a hoan toan hop 1y, vi nganh nghé kinh doanh cua Cong ty Co
phan cang Vat Cach 1a xép dd, van chuyén, va luu kho hang hoa nén s lao dong
truc tiép nhiéu hon 1 diéu tat 18. S lao dong truc tiép 13 cic can bd cong nhan vién
chirc 1am viéc trong cac phong ban, giit vi tri 1anh dao va quan 1y lao dong lam viéc.

Tai thoi diém Cong ty c6 phan hoa nim 2002 tong s lao dong trong cong
ty 1a 441 nguoi trong do:

% Can b co6 trinh d6 dai hoc va trén dai hoc: 48 nguoi.

% Cén bd co trinh do trung cap: 64 nguoi.

% Cong nhan k¥ thuat: 29 nguoi.

% Cong nhan vién: 300 nguoi.

Pén nay, tong sd can bd, cong nhan vién ctia Cong ty ting ca vé chat
luong va sé lugng. Nam 2008, tong sb lao dong 1a 947 ngudi trong d6 sb luong
lao dong nam la 789 nguoi, lao dong nir 1a 158 nguoi, trong d6 lao dong truc
tiép chiém 84,2%, lao dong gian tiép chi co 15,8%. Cong ty cd ddi ngii lao dong
ning dong, sang tao va dy nhiét huyét vdi cong viéc.

2.2.2. Tinh hinh chat lwong nhén luc ciia Cong ty Co phan ciang Vit Cach
2.2.2.1. Tinh chit lao dng

+ Lao ddng truec tiép: La loai lao dong chiém ty trong 16n trong tong so lao
dong cua Cong ty, sd lao dong nay ting dan 1én theo timg ndm. Do dic diém linh
vuc kinh doanh ctia Cong ty ma doi hoi sé luong lao dong truc tiép cao hon Cu thé:
Nam 2007 tong s6 lao dong truc tiép 1a 773 nguoi, dén nam 2008 1a 797 ngudi
chénh 1éch 3,1%. Nhu vay sb lao dong truc tiép co xu hudng tang 1én qua cac nim.

+ Lao ddng gian tiép: Chiém ty trong twong ddi nho trong tong s lao dong,

s0 lao dong nay cling dugc bd sung hang nam va ty trong cua no ciing tang dan
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trong thoi gian qua. Cu thé: Nam 2007 s6 lao dong nay 1a 145 nguoi dén nam
2008 1a 150 ngudi, chénh I¢ch 3,45%.

Bang 5: Co cAu ngudn nhén lye phan theo tinh chat lao dong

PVT: Nguoi
Chénh léch
STT Chirc danh Nim 2007 | Niam 2008 | Twong dbi
Tuyét doi
(%)
1 | CN tryc tiép 773 797 24 3,1
2 | CBCNV gién tiép 145 150 5 3,45
3 | Tong so6 lao dong 918 947 29 3,16

(Nguén: Phong Hanh chinh tong hop - Céng ty C6 phdn Cang Vit Cach - 2009)
2.2.2.2. Lao dong theo gidi tinh

+ Lao dong nam: Qua bang s6 liéu ta thay ty trong lao dong nam nhiéu hon
lao dong nit, diéu nay hoan toan hop 1y vi day 1a mot cong ty hoat dong trong
linh vuc kinh doanh vé cang vdy nén tinh chat céng viéc pht hop v6i nam giodi
hon (nhat 1a d6i nhil lao dong gian tiép) . Cu thé nhu sau:

Nim 2007 lao dong nam 1a 773 ngudi, chiém ty trong 1a 84,21%, dén nam
2008 1a 789 nguoi ting 16 ngudi so vi nam 2007. Nhu vay, sé lao dong nam
clia cong ty ngay cang ting 1én diéu d6 ching t6 cong ty di cha trong dén viéc
tuyén dung lao dong phti hop véi tinh chat cong viée.

+ Lao ddng nii: so lao dong nir chiém ty trong rat nho trong tong so lao
dong. Cu thé: Nam 2007 co 145 ngudi chiém 15,79% trong tong s6 lao dong.
Pén nam 2008 s6 lao dong 158 ngudi twong tng vai ty 18 16,68% tang 0,89% so
voi nam 2007.

Su bién dong cua lao dong nit trong nim qua dugc giai thich nhu sau:
Niam 2007 s6 lao dong nit it hon do ché do dan dén sé lao dong nit giam. Tuy
nhién dén niam 2008 cong ty di c6 nhitng diéu chinh thich hop dé phu hop véi

su phat trién manh mé cua Cong ty.
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Bang 6: Phan loai lao dong theo gidi tinh

PVT: Nguoi
Nim 2007 Nim 2008
Chi tiéu ) o ) Ty 18
SO lwgng Ty 1€ (%) SO lwgng
(%)
Nam 773 84,21 789 83,32
Nir 145 15,79 158 16,68
Tong 918 100 947 100

(Nguon: Phong Hanh chinh tong hop - Céng ty Cé phan Cdng Vit Cdach-2009)

2.2.2.3. Lao dong theo dd tudi

Bing 7: Phan loai lao dong theo dd tudi

PVT: Nguoi
Nim 2007 Nim 2008

STT P tudi S6 lwong | Ty 18 (%) | S6 lwong | Ty 18 (%)
1 18- 25 218 23,75 237 25
2 2535 400 43,57 407 43
3 3545 190 20,69 199 21
4 45— 60 110 11,99 104 11
5 Tong 918 100 947 100

(Nguén: Phong hanh chinh tong hop Céng ty Cé phan Cang Vit Cdach - 2009)

Qua bang ta thiy d6i ngii lao dong ctia Cong ty ¢ nhiéu do tudi khac nhau

trong pham vi tir 18 cho dén 60 va dang duoc tré hoa dan qua cac nam. Tl bang

s liéu ta thay lao dong tir 25 dén 30 tudi ludn chiém mot ty trong 16n nhat trong

cac nhom tudi 1a 43%. Bén canh nhiing nguoi da co kinh nghiém 1au nam thi doi

ngil nhan vién tré tiém an stic sang tao 16n, ning dong, linh hoat, dé thich nghi

voi diéu kién cong viéc. Hau hét ddi ngii can by, cong nhan vién déu tap trung

dudi lira tudi 40 day sé 1a doi ngii lao dong tré rat ning dong, sang tao va day

nhiét huyét vdi cong viée. Trong dd tudi nay khoang 5 nam td1 co cau cua Cong
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ty s€ tuong do6i 6n dinh. Cong ty da chu trong trong viéc khai thac va su dung

nhitg vu diém nay. Pay 1a luc luong hung hau trong qua trinh duy tri va tao su
16n manh cho cong ty.
2.2.2.4. Lao dong theo trinh d9 hoc vin

Nhan t6 lao dong c6 anh hudng khong nho dén viée nang cao hiéu qua san
xudt kinh doanh cta Cong ty. Déi v6i lao dong san xuat nhin chung nhén t6 nay
anh huong téi hiéu qua san xuat kinh doanh thé hién qua cac diém nhu trinh do tay
nghé (béc tho), kinh nghiém san xuét (thAm nién cong tac) va thai do lam viéc. O
Cong ty cd phan Cang Vat Cach hién nay doi ngii lao dong 13 mot diém manh,
chira dung mot tiém ning vo cung 16n, néu phat huy t6t s& 1a diém hét stc quan
trong tac dong dén viéc nang cao hiéu qua san xuat kinh doanh ctia Cong ty.

Nam 2008, s6 luong can bd cong nhan vién trong cong ty 1a 947 ngudi.

Trong do: S k¥ su, dai hoc, cao déng : 265 nguoi.

S trung cap ky thuat, trung hoc: 682 ngudi.

Bang 8: Phan loai lao dong theo trinh d9 hoc véan

PVT: Nguoi
Nim 2007 Nim 2008
Chi tiéu
S6 lwong Ty 18 (%) So lwong | Ty 18(%)
Dai hoc 151 16,45 165 17,44
Cao déng 96 10,46 100 10,56
Trung cap 88 9,59 90 9,5
THPT 583 63,5 592 62,5
Téng 918 100 947 100

(Nguén: Phong hanh chinh tong hop Céng ty Cé phan Cang Vit Cdach - 2009)
< Tong sb luong can bo lanh dao quan 1y cua Cong ty 13 150 nguoi.
Trong d6é c6 70 nguoi co trinh d§ dai hoc ngudi cé trinh do cao déng 1a 45, sb
con lai 1a nhimg ngudi ¢6 trinh do trung cap va so cip. Nhu vay, sd nguoi co

trinh do dai hoc va cao dang chiém 76,7%, s6 nguoi c6 trinh do trung va chiém
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23,3% trong tong so can bo cong nhan vién ciia Cong ty. Pay 1a mot ty 18 tuong
ddi cao, n6 thé hién & s can bod quan 1y c6 trinh do cao. biéu nay tao diéu kién
tdt cho Cong ty trong vi¢c diéu hanh va thuc hién hoat dong san xuét kinh doanh
ctia Cong ty, gop phan nang cao hiéu qua san xuat kinh doanh ctia Cong ty.

Sb lao dong gian tiép chiém 15,8% tong sé can bo cong nhan vién cua
Cong ty. Voi chue nang chinh ctia Cong ty 1a kinh doanh dich vu cang thi viéc
c6 it lao dong gian tiép so vai s6 lao dong truc tiép s& anh huong tbt toi hidu qua
san xuat kinh doanh ctia Cong ty.

% Trinh d¢ lanh nghé cta nguoi lao dong ciing 1a mot yéu t6 khéng nho gop
phan vao su thanh cong cua cong ty. Cong viéc san xuat co duoc thuan loi hay
khong con phu thudc rat nhiéu vao trinh d6 tay nghé cua ngudi lao dong. Trinh do
lanh nghé cta nguoi lao dong duoc thé hién qua bac tho cua ho. Do dac thu cua
cong ty nén luc luong lao dong chinh 13 céng nhan tric tiép san xuat.

Sb lao dong truc tiép cua cong ty nam 2008 1a 797 nguoi chiém 84,2%
tong s6 can bo cong nhan vién. Trong d6 cd 668 cong nhan vién k§ thuat, con lai
1a nhitng cong nhan lao dong phd thong.

Nam 2008 Cong ty c6 668 cong nhan ky thuit véi co cau bac tho nhu sau:

Bang 9: Co cau béc tho trong Cong ty Co phan ciang Vit Cach nim 2008

Bac the ur | 27 | 37 47 5/7 6/7 17

S6 ¢6ng nhan 25 50 70 80 130 145 168

(Nguon: Hanh chinh tong hop - Cong ty C6 phan Cang Vit Céch nam 2009)
S6 lwong cong nhan ky thuat, bac tho cao trong Cong ty chiém ty 1¢ 1on:
Cong nhan tho bac 5 — 7 13 443 nguoi, chiém 66,3% tong s cong nhan k¥ thuat
cia Cong ty. Cong nhan bac tho 3 - 4 1a 150 nguoi, chiém 22,5% tong s cong
nhan ky thuat ciia Cong ty. Nhu vay cong nhan bac thg 3 - 7 chiém 88,8% tong
s6 cong nhan ky thuat cua Cong ty. Day 1a mot ty 1é kha cao gop phan rat quan
trong trong viéc ting nang suat lao dong va hiéu qua san xuat kinh doanh cia

Cong ty. Véi trinh d6 can bo cong nhan vién k§y thuat cao, néu Cong ty biét bd
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tri lao dong mot cach hop 1y thi s& gop phan nang cao hiéu qua san xuat kinh

doanh cua Cong ty.

2.3 . THU'C TRANG CONG TAC QUAN TRI NGUON NHAN LUC TAI
CONG TY CO PHAN CANG VAT CACH

2.3.1. Phén tich hiéu qua sir dung ngudn nhén lyc tai Cong ty Co phin cang

Vat Cach

Bang 10: Hiéu qua sir dung ngudn nhan lyc tai Cong ty C6 phan cang Vat Cach

Chénh léch
Pon
STT Chi tiéu . Nim 2007 Nim 2008 Tuong
V! +l - ,
(+-) doi (%)
1 |Gia tri san luong | Tan 1.969.020 2.408.581 439.560| 22,3
2 |Doanh thu VND | 47.996.320.000| 64.193.695.000| 16.197.375.000| 33,75
3 |Loi nhuan VND | 4.445.976.500| 10.012.355.000| 5.566.378.500 125,2
4 |Tong sb lao dong|Ngudi 918 947 29 3,16
5 |NSLPbq Tan/ng 2.144.9 2.543,38 398,48| 18,58
Hiéu Sut str
6 |dunglaodong |P/ng | 52.283.572,98| 67.786.372,76| 15.502.799,77| 29,65
Hi¢u qua su
7 |dung lao dong |D/ng 4.843.111,66| 10.572.708,55 5.729.596,9| 118,3
Ham lugng st
8 |dunglaoddéng |P/ng | 0,000.000.206| 0,000.000.095| (0,000.000.111)| (53,88)

(Nguon: Phong Hanh chinh tong hop- Cong ty C6 phan cang Vit Céach -2009)
Qua bang s6 li¢u ta thay
- Ning suét lao dong binh quan nam 2007 la 2.144,9 tan, nim 2008 la
2.543.38 tan. Nam 2008 so voi ndam 2007 tang 1én 398,48 tan (vé sb tuong doi
tang 1én 18,58%). Trong thoi gian gan day ning sudt lao dong khong ngimng

dugc nang cao, c6 duge nhu vay 1a do Cong ty di cé nhitng dudng 16i chinh
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sach phat trién hop ly. Do 14 viéc khong ngimg mé rong, tim kiém thi truong,
mo rong hop tac 1a sy trang bi ddy du cac may moc ki thuét hién dai, ap dung
nhiéu tién bd khoa hoc ky thuat vao qua trinh kinh doanh. Bén canh do6 1a nhiing
thay d6i tich cuc trong co cdu nhan sy tai Cong ty. Doi ngili can bo cong nhan
vién c6 trinh d6, hiéu biét ngdy cang cao, ngdy cang tré hoa cing véi nhiing
chinh sach hop 1y trong viéc ddo tao, tra luong, khen thuéng da goép van thic
day nguoi lao dong khong ngimg cd gang phan dau vi muc tiéu chung ctia Cong
ty la dua doanh thu ngay cang cao hon.

- Hiéu suit st dung lao dong nam 2007 la 52.283.572,98 dong, nam
2008 la 67.786.372,76 dong. Nam 2008 so v&i 2007 ting 15.502.799,77 dong
(vé s6 tuong doi 1a 29,65%). Piéu nay cho thay hiéu suat sir dung lao dong cua
cong ty twong ddi tot, day 1a dau hiéu dang mimg, chung to hoat dong kinh
doanh cua cong ty ngay cang di 1én diéu nay dong nghia vdi viéc Cong ty sir
dung dlng ngudi, dang viée. Cong ty can phat huy va hoan thién nhiing thé
manh trén hon ntra trong thoi gian toi.

- Hiéu qua sur dung lao dong nam 2007 14 4.843.111,66 dong, nam 2008
la 10.572.708,55 dong. Nam 2008 so véi nim 2007 ting 1én 5.729.596,9 dong
(vé s6 twong dbi tang 1én 118,3%). Nhu vay so véi hiéu suat sir dung lao dong
thi hiéu qua st dung lao dong trong 2 nim lién tiép c6 xu hudng ting 1én, dan
t&1 thu nhip cua CBCNYV ciling duoc cai thién.

- Ham luong sir dung lao dong cho thiy dé tao ra dugc mot dong doanh
thu can bao nhiéu lao dong tham gia. Nam 2007 can 0,000.000.206 lao dong dé
tao ra mot dong doanh thu nam 2008 can 0,000.000.095 lao dong dé tao ra mot
dong doanh thu giam 0,000.000.111 lao dong. Con s6 nay rat nhé cho thay hiéu
qua st dung lao dong tai Cong ty 1a kha tot. CO dugce két qua nhu vay 1a do
Cong ty da biét van dung thanh tyu khoa hoc k¥ thuat, dau tu may moéc thiét bi
cong nghé hién dai, 4p dung vao qua trinh kinh doanh 1am giam séa lugng lao
dong trong Cong ty.

Nam 2008 hi¢u qua st dung lao dong cia Cong ty cao hon nam 2007.

Diéu d6 cho thiy nd luc trong cong tic quan 1y ciia Cong ty dong thoi ciing cho
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biét tinh than lam viéc ciia toan thé CBCNV trong Cong ty. Tuy nhién, mirc lgi
nhudn mang lai ciia mot cong nhan chua cao, Cong ty can c bién phap cai thién
hon nita tinh hinh sir dung lao dong.

2.3.2. Phan tich nguyén nhin anh huéng t6i hiéu qua sir dung ngudn nhan
Ie tai Cong ty C6 phin ciang Vat Cach

2.3.2.1. Phin tich cong tic hoach dinh ngudn nhén lyc tai Cong ty CPCVC

Vao dau ky san xuat kinh doanh (hang thang, hang quy, hang nam) sau
khi can cr vao thyuc trang niang luc cia may moc thiét bi, niang luc trinh do cong
nhan vién hién tai ciia Cong ty, phong to chirc hanh chinh s& phdi hop véi phong
ké hoach, ky thuat dua ra mot ban tai liéu thé hién rd céc yéu td vé ky thuat,
cong nghé va ca con ngudi dé san xuit sao cho c6 hiéu qua cao, tiét kiém kinh
phi, phuc vu cho Cong ty hoan thanh ké hoach trong ky.

Cong ty da thyuc hién chit ché cong tac phan tich cong viéc dé cho cac ban
mo ta cong viéc va ban tidu chudn cong viée gitp ngudi lao dong thuc hién tot
hon cong viéc va hiéu rd nhiém vu can thuc hién ctia minh trong qua trinh kinh
doanh chung ctia Cong ty.

Viéc xay dung hai tai liéu trén duoc tién hanh theo yéu cau vi tri ctia mdi
cong viéc va duge cap nhat thudng xuyén dua theo tinh hinh va diéu kién thyc té
ctia Cong ty ciing nhu phai dam bao loi ich kinh té, tinh an toan trong qua trinh
cong tac ctia cong nhan. Diéu ndy gitp cho cong tic hoach dinh, tuyén dung
cling nhu quan 1y nhan lyc tai Cong ty dugc hi€u qua va gon nhe.
Cong tac hoach dinh nguén nhan luc dugc phong nhan sy Cong ty thuc hi¢n rat
nghiém tdc qua 4 budc.

Buéc 1: Dy bao nhu cau va du bao kha nang san c6 ciia Cong ty vé nhan
lwc. Khi du bao thi phong nhan sy phai cin ¢ vao nhiéu yéu td nhu: ké hoach
kinh doanh, céc thay dbi co thé phét sinh, s6 luong nhan vién, trinh d6 chuyén
mon cua ho. T d6 s& x4c dinh duoc so v6i ké hoach san xuét thi Cong ty thura
hay thiéu nhan luc dé dua ra cac quyét dinh ddi véi tuyén dung hay sa thai nhan
vién cho phu hop.

Bwdc 2: Phong nhan su s€ dua ra cac ban bao cao cling nhu nhitng y kién
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Bang 11: Tinh hinh tuyén dung lao ddng ciia Cong ty

d6ng gop dé cap trén xét duyét.

Buéc 3: Phong nhan su s& phdi hop véi cac nha quan trj ¢ cc linh vue khac
dé thuc hién cac chuong trinh cy thé nhu tuyén dung hodc sa thai, dao tao nhan vién.

Buéc 4: Phong nhan su danh gia hiéu qua va c6 su diéu chinh cho phu
hop véi diéu kién thuc té kinh doanh cta Cong ty hon.

Nhin chung cong tic hoach dinh nguén nhan luc tai Cong ty lam kha t6t
dé dap mg nhu cau san xuat kinh doanh chung, tuy nhién van con c6 nhimng t6n
tai can khic phuc, ddc biét 1a & khau thu thap thong tin vé nguén nhan luc tai cac
cong ty cung linh vuc kinh doanh, dan téi viéc hoach dinh d6i khi khong chinh
X4C SO v6i tinh hinh kinh doanh thuc té. Diéu nay giy khé khan cho Cong ty
trong qud trinh thuc hién kinh doanh.

Thuc chét thi viéc thu thap thong tin chi mang tinh chét cin ¢t vao ning
luc kinh doanh, khai thac & ky trudc roi ap vao ky nay. Nén khi tién hanh cong
t4c can d6i ning luc kinh doanh thuc té va san lugng ké hoach dé ra thi thuong
dan téi viéc tuyén dung thém nhan luc trong khi & mdt s6 vi tri cong viéce, t6 doi
chiu trach nhiém van c6 thé cang dang, luan phién duoc.
2.3.2.2. Phan tich cong tic tuyén dung ngudn nhan luc tai Cong ty

Tuyén dung nhan vién 13 mdt hoat dong quan trong trong quan tri. Khi
xem xét van dé tuyén mod va tuyén chon nhan vién, can bd tuyén dung déc biét
quan tam liéu viéc tuyén chon d6 c6 mang lai hiéu qua cho Cong ty hay khong,
nghia 13 phai tuyén lya duoc dling ngudi vao dung nhitng cong viée phu hop véi
kha nang, nang khiéu va chuyén mon ctua hg. Pay 1a mot cong tac dac biét quan
trong, anh huodng truc tiép dén sy ton tai va phat trién chung cua Cong ty.

Hang nam Cong ty xac dinh nhu cau tuyén dung lao dong dua trén co s&
ké hoach hoat dong kinh doanh va nhu cau lao dong trong thuc té tai cac
phong, ban, bo phan, ca vé lao dong truc tiép va lao dong gian tiép. Xuit phat
tir nhu cau d6 phong t6 chic hanh chinh x4y dung ké hoach tuyén dung trudc

mat va lau dai sau d6 trinh 1én Giam déc phé duyét.

Sinh vién: Nguyén Thi Lé Quyén — Lop: QT90IN 62



Mot s6 bién phdp ndng cao hiéu qud qudn ly va st dung nguon nhdn luc
tai Cong ty C6 phdn cdng Vit Cdch

Chénh léch
Ch Nam Nam
i tiéu bi
2007 | 2008 | (4, | wemedo
(%)
Téng sb lao dong 918 947 29 3,16
Téng lao dong tuyén dung 87 95 8 9,19
- Tuyén ndi bo 60 65 5 8,33
- Tuyén bén ngoai 27 30 3 11,11

(Nguon: Phong hanh chinh tong hop Céng ty Cé phan cdang Vit Cach - 2009)

Trong 2 nim qua, tong so lao dong cua Cong ty ting tir 918 ngudi nam
2007 1én 947 ngudi nam 2008. Tong lao dong tuyén dung ciling ting 1én nim
2007 1a 87 ngudi trong d6 tuén ndi bd 1a 60 nguoi con tuyén bén ngoai 1a 27
nguoi, ndm 2008 ting 1én 95 ngudi ting 8 nguoi trong d6 tuyén ndi bo ting 5
ngudi, tuyén bén ngoai tang 3 nguoi twong tng 9,19%. Thong qua cac dot tuyén
dung hang nim cia Cong ty, ta thay sd luong tuyén dung thay doi theo ting
nam 1a do nhu cau kinh doanh thuc trang ctia Cong ty.

Nhin chung, s6 luong lao dong duge tuyén dung trong 2 nim c¢6 xu hudng
tang 1én, nhung su ting 1én qua cac nim la khong giéng nhau. Qua bang sb
luong trén c6 thé nhan thdy, doanh nghiép rt chi trong dén nhu cau vé lao
dong. Cian ctr vao sb lugng lao dong hién cd, twong lai s& giam do tudi, trinh do
va dua vao nhu cau nang cép, cai tao cang nhu: Mo rong bén bii, trang bi thém
nhiéu phuong tién thiét bi. Song c6 thé néi, hinh thirc tuyén dung nay van con la
mot han ché rat 16n & hau hét cac doanh nghiép Nha nudc néi chung va Cong ty
C6 phén cang Vat Cach néi riéng.

% Nguon tuyén dung:

> Tuyén dung ndi bj: (Trong trudng hop nhu cau tuyén dung it hoic
tmg vién khéng dap tng duoc vi tri cong viéc) véi cach thire tuyén dung nay
gitip cho viéc tiét kiém thoi gian va chi phi trong cong tac tuyén dung cho Cong

ty. Tuyén tir ngudn ndi bd gitip cho nhan vién thiy dugc Cong ty ludn tao diéu
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kién cho ho c6 co hoi duoc thing tién tir d6 ho gan bé lau dai véi Cong ty va co
thai do lam viéc tich cuc hon. Ho 1a nhiing ngudi da 1am viéc quen thudc vai
cach thuc lam viéce, véi cac ché dd, chinh sach cia Cong ty vi vay ma viéc hoa
nhap véi cong viéc méi s& dé dang hon vai thoi gian it hon rat nhidu.

> Tuyén dung bén ngoai: (Trong trudng hop nhu cu tuyén dung nhiéu)
c6 rat nhiéu ngudn tuyén dung tir bén ngoai nhu ban bé cia nhan vién, ing vién
tu ndp don, nhan vién ciia cac hang khac... Vi cach tuyén dung nay giup Cong
ty ¢6 thé tan dung duoc chat xam tir nhiéu nguén khac nhau. Tuy nhién bén canh
d6 thi tuyén dung tir ngudn nay ton rat nhiéu thoi gian, chi phi va doi khi khong
tim duoc nguoi thich hop vai vi tri tuyén dung.

% Cong ty tuyén dung nhan vién dua trén nhirng tiéu chi co ban sau:

v' Vi lao djng gidn tiép:

e Trinh d9 t6t nghiép cao dang, dai hoc (chinh quy va tai chic) tré 1én,
cac nganh hoc phai phu hop véi nganh nghé Cong ty dang c6 nhu cau tuyén.

e St dung thanh thao tin hoc, c6 trinh do ngoai ngit... phu hop véi yéu
cau va tinh chat cong viéc cua Cong ty.

e Pham chat dao duc t6t, chap hanh nghiém chinh cac ndi quy ma Cong
ty da dé ra.

e (0 suc khoé tbt, hoan thanh dugc nhiém vu duoc giao....

v Véi lao ddng truc tiép:

e Trinh d¢ tot nghiép trung hoc phd thong, trung cdp tuong duong véi
cong viéc dugce phan cong.

e Pbi v6i viée tuyén dung cong nhan boc xép thu cong chi 4p dung hinh
thire ky két hgp dong thoi vy, ngudi lam bdc xép phai c6 chimg chi dao tao nghé
bbc xép, phai dat cac tiéu chuan theo quy dinh va khéng qua hinh thirc thi tuyén
nhu cac chirc danh khac.

e Chép hanh nghiém chinh cac ndi quy ma Cong ty da dé ra.

e (o suc khoé tbt, c6 thé 1am viée theo ca.

< Quy trinh tuyén dung:
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Tuyén dung nhén vién c6 vai tro dic biét quan trong trong viéc nang
cao chat lwong ngudn lyc. Vi vdy Cong ty C6 phan Cang Vat Cach da rat quan

tam dén van
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SO PO 2: QUY TRINH TUYEN DUNG
CUA CONG TY CO PHAN CANG VAT CACH

Nhu ciu tuyén dung

Lap ké hoach tuyén dung

Thu nhap hé so

A\ 4
Thanh 1ap hoi dong
tuyén dung

A 4

Tién hanh xét tuyén

A 4

Tién hanh thi tuyén

l

Thong bao ky hop dong

thir viéc

A 4
Ky hop dong dai han va
giai quyét cac thu tuc khac

Bo phdn thuc hién
Céc phong ban

Phong t6 chirc nhan su

Phong t0 chirc nhan su

Phong t0 chirc nhan su

Phong t6 chiic nhan su

Hoi dong tuyén dung

Phong t6 chirc nhan su

Phong t6 chirc nhan su

Phong to chirc nhan su

@ cong tac theoyéD Phong t6 chitc nhan sy
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% Nhu cau tuyén dung:

- Tuyén dung thay thé:

+ Thay thé nhan vién xin thdi viéc, bi sa thai... hoat dong tuyén dung phai
duoc thuc hién nhanh chéng dé dam bao tinh lién tuc ctia cong viéc. Thay thé
tam thoi nhan vién di vang, bi bénh... véi mot hop dong lao dong c6 thoi han
(thuong 1a ngan). Hoat dong nay ciing phai dugc thuc hién gap rat dé dam bao
tinh lién tuc cta cong viéc.

+ Thay thé nhan vién duoc thiang chic, thuyén chuyén hoic nghi huu...
Hoat dong nay can phai dugc chuan bi truéc mot khoang thoi gian, trudc khi
nhan vién cii roi khoi chirc vu vi nhan vién cii ¢6 thé giup d&, hudng dan nhan
vién trong viéc hoa nhap véi moi truong cong tac.

- Tuyén dung ng pho: hoat dong nay thuong dién ra khi doanh nghiép
nhan duoc khdi lugng cong viéc 16n trong mot khoang thoi gian nhét dinh. DBé
dam bao tién d6 san xuat kinh doanh, Céng ty sé& can tuyén dung lao dong trong
khoang thoi gian d6. Ciing c6 thé tuyén dung tmg pho trong trudng hop doanh
nghiép can mét vj tri nhan vién tam thoi.

- Tuyén dung thwong nién: hoat dong nay phu thudc vao ngan sach va
ké hoach quan ly dy trd nguén nhan luc.. Ké hoach nay duoc thiét 1ap trén co so
cac hoat dong trong nam tiép theo, udc tinh lugng nhan vién sé& thdi viéc, sb
vang mit. ..

% Lap ké hoach tuyén dung:

Cian ctr vao dé xuét cua cac phong, ban, don vi thi bd phén nhan sy va bd
phan lao dong tién luong phdi hop véi lanh dao Cang to chirc ra soét lai toan bo lao
dong trén co so d6 1ap danh sach cac linh vuc can phai bo sung thém lao dong.

Céan bo phu trach tuyén dung can cir vao sd luong tuyén dung 1am vin ban
trinh Giam ddc s luong can bd sung sau d6 thong bao cho cac don vi, phong ban.

%+ Thong bao tuyén dung, tién hanh thu nhan hd so:

Ké hoach tuyén dung sau khi da duoc Giam déc phé duyét thi bd phan
nhan su chiu trach nhiém thong bao tuyén dung dudi cac hinh thic khac nhau

nhu: dan théng bao trude cong Cong ty, thong bao trén ti vi, dai, bo. .. trude 15
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ngay roi méi tiép nhan ho so.
Hb so bao gdm:
e So yéuly lich.
e Don xin viéc (viét tay).
e Gidy kham strc khoé.
e Ban photo co cong chimg cac van bang chung chi lién quan
tuy thudc vao yéu ciu va tinh chit timg cong viéc.

<% Thanh lap hdi ddng tuyén dung:

Hét thoi han nop hd so thi bod phan nhan sy tién hanh 12p danh sach nhiing
thanh vién trong hoi dong tuyén dung va tién hanh hop hoi dong dé phuc vu cho
cong tac tuyén dung lao dong mot cach co hiéu qua nhat.

Thanh phan hoi dong tuyén dung bao gdm: Cac pho giam ddc, ngudi phu
trach bd phan nhan sy, cac phong nghi¢p vu ¢o lién quan.

% Tién hanh xét tuyén:

Sau khi d tiép nhan cac hd so xin viéc thi hoi dong tuyén dung tién hanh
phan loai hd so. Nhitng hd so nao dap tng du cac tiéu chi ma Cong ty dé ra va
c6 thanh tich noi bat s& duge tiép tuc nhan vao vong tiép theo, nhitng hd so
khong dat s€ bi loai.

% Tién hanh thi tuyén:

Véi nhitng hd so dd dugc lya chon & vong xét tuyén thi cac tmg vién do sé
duogc goi dén Cong ty dé thi chuyén mon hodc phong vén. 15 ngdy sau khi thi tuyén
thi nhitng Gng vién trang tuyén s& duoc goi dén Cong ty dé ky hop ddng thir viéc.

%+ Théng bao ky hop dong thir viéc:

Ky hop dong thir viéc d6i véi:

e Lao dong gian tiép: Thoi gian thir viéc tir 2 dén 3 thang.

e Lao dong truc tiép: Thoi gian thu viée tu 1 dén 2 thang.

Nguoi tring tuyén duoc bd tri vé cac bod phan da duoc du kién s& tap su
vo1 muc dich danh gia két qua thuc hi¢n cong tac chuyén mon, nghiép vu, thuc

hién cac ndi quy, quy ché cia Cong ty.
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Hét thoi gian thir viée thi nhan vién tap su phai tu viét ban béo céo va co ¥
kién nhan xét cua bd phan chuyén mon truc tiép hudng dan minh. Viéc nhan xét
phai co6 cac ndi dung sau:

» Thuc hién nhiém vu nghiép vu duogc giao.

> Viéc thue hién cac ndi quy, quy ché ciia Cong ty.

> Tinh than hoc tap va y thuc trach nhiém ddi voi cong vi¢c duoc giao.

» Gilr bi mat kinh doanh trong Cong ty.

> Coy thire va dao dirc nghé nghiép.

< Ky hop dong han va tién hanh hoan thién cac thi tuc khac:

Hét thoi han thtr viéc thi méi ky hop dong chinh thirc va hoan thién nét
thu tuc, hd so theo yéu cau cila cong viéc. Mirc luong chinh thire thuc hién hop
d6ng lao dong duoc hudng theo quy ché tra lvong ctia Cong ty va tudn thi theo
dung quy ché tra luong theo phap luat quy dinh. Cac hinh thtc ky két hop dong
lao dong:

- Hop dong lao dong khong xéac dinh thoi han.

- Hop dong lao dong xac dinh thoi han tir 1 dén 3 nam.

- Hop ddng lao dong thoi vu dudi 1 nam.

- Hop dong thir viée tir 1- 3 thang.

Khi hop ddng lao dong hét hiéu luc, Giam déc Cong ty s& cin cir vao nhu
cau san xuét kinh doanh, kha ning ngudi lao dong dé ky tiép hop dong lao dong
m&i hodc chuyén hinh thirc hop dong lao dong hay cham dit hop dong lao do

% Phén cdng cdng tic theo yéu ciu:

Phén cong cong tac theo yéu cau: Phong t6 chirc nhan sy thao quyét dinh
trinh Giam Pdc Cong ty diéu dong chinh thirc ngudi lao dong theo yéu cau.
Cong ty ap dung cé 2 hinh thtrc tuyén dung ndi bd va tuyén dung bén ngoai.

Thong thuong viéc tuyén dung lao dong dién ra dudi hinh thirc tuyén noi
bo trong cang, hinh thuc tuyén bén ngoai 1a rat it. Trong khi d6 yéu cau cua
Cong ty vé trinh do cta ngudi dy tuyén bén ngoai lai rat cao. Nhitng ngudi 1am
viéc trong khdi van phong phai gidi vé vi tinh va ngoai ngit (nhat 12 Tiéng Anh),

do6 1a nhiing nguoi ¢6 nang luc thuc su.
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2.3.2.3. Cong tac dinh mirc lao dong

Can ctr vao thong tu sé 14 / LDTB — XH cuia bd lao dong thuwong binh x&
hoi huéng dan xay dung dinh muirc lao dong.

Can ctr vao diéu 19 — Nguyén tic xdy dung dinh mirc lao dong va diéu
kién thuc té cua Cong ty.

Dinh mtrc lao dong dugc xay dung trén co so:

- Co cdu va sd lao dong trong timg loai cong viéc.

- Quy trinh cong nghé san xuat, diéu kién san xuét.

- Phuong tién may moc thi€t bi va muc do co gidi hoa.
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Bang 12: Bang dinh mirc don gia xép d& (hang sit thép)

Dinh muc lao dong (Ngudi) Pon gia tién lwong(dong/tan)
g Pinh
[¢] . ‘ . . . z
Boc xép Chan dé CT-NH mirc Boc xép Chan dé CT-NH
o , higu Lai .
Nhom hang Phuong an xép do ) san Lai
dinh xe
. , CN CN luong . ; xe CN CN
miurc Can | C.be¢ | Thu VvC CN CN Can | C.bé¢ | Thu CN CN
. A . tin . tin (t/m- . A . tin . tin
tau C.T | cong lai lai tau C.T | cbng lai lai
hiéu hiéu ca) hiéu hiéu
Nhom: Trong | Tau(SL)-C.tryc-
lugng trén SMSL,
1tan: Sat o0td QK, toa 164 8 6 1 1 1 315 | 2000 | 1500 260 | 160
phdi Tau(SL)-C.truc-Otd
b6, sat phdéi | VC-Kho béi-toa
tam (dé, CT-NH) 165 10 8 2 1 1 1 245 | 3100 | 2500 670 | 330 210 330 | 180
Thép 14 Tau(SL)-C.truc-bai 166 6 1 1 1 400 1200 200 130
cudn Kho bai-Otd QK,
....thép thm, | toa(dé,CT-NH) 167 4 1 1 1 330 1200 250 | 150 | 250 | 140
ton Kho b3i-Otd VC,
tAm, ton 14 ... | toa(dé,CT-NH) 168 6 2 1 1 1 260 2200 630 | 310 | 190 | 310 | 170

(Nguon: Phong kinh doanh-Céng ty Cé phan cang Vit Cdch -2009)
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Pinh mirc lao dong ctia Cong ty dugc xay dung bang phuong phap thong
ké thuc nghiém. Tir d6 rat ra duoc nhitng chi tiéu dinh muc con bat hop 1y (cao,
thap) dé tién hanh khao sat, xay dung, stra d6i dinh muc, don gia cho phu hop
voi diéu kién thuce t€ kinh doanh,

Dinh mc nay khong thay doi qua cac nim néu khong cé nhimg bién
dong vé k¥ thuat, cong nghé.

U diém: B tri lao dong du, hop 1y, két hop chét ché, linh hoat gitra cac
bd phéan trong timg khau ciia qua trinh san xuit. Song véi quy trinh san xuat
cong nghé hién dai nhu ngay nay dinh mirc do chua thuc su phu hop.

Mit khac diéu kién lam viéc cta con ngudi ludn ludn thay doi boi thoi
tiét. Chang han: Budi sang thoi tiét mat mé thi nguoi lao dong lam viéc hiéu qua
Va ning suat cao hon budi chiéu.

Hon nita do tinh chat cong viéc va viéc thuc hién qua trinh khai thac hang
trong cang trd nén quen thudc véi ngudi lao dong (kha ning két hop cac dong
tac, thao tac nang, ha, quay, di chuyén) trd nén thanh thao va hiéu qua hon. Vi
vay thoi gian sap xép va chuan bi diéu kién ban dau phuc vu cho cong tac xép
d& thuong 6n dinh va giam thoi gian xép d& nén téng sb thoi gian chuan bi va
két thuc cong viéc thuong it hon dinh muc.

Do d6, nguoi ta co thé dua co gidi hoa ap dung mot cach chuan xac doi
v6i con nguoi. Cong ty can phai ludén diéu chinh lai dinh mirc lao dong sao cho
phu hop véi tinh hinh kinh doanh ciia Cong ty dé nham xay dung don gi4 tién
lwong cua cong nhan mot cach cong bang, hop 1y.
2.3.2.4. Phan cong va hgp tac lao dong

Do Cong ty hoat dong kinh doanh trén nhiéu loai hinh dich vu khac nhau
nén viéc phan coéng lao dong can phai ti mi va phu hop voi timg nganh nghé.

% Phan cong lao dgng:

Phén cong lao dong 1a qua trinh tach riéng cac loai lao dong khac nhau
theo mot tidu thirc nhat dinh trong mot diéu kién xac dinh ma thuc chat chia qua
trinh san xuat kinh doanh thanh cac b phan to, ddi va giao cho mdi ca nhan phu

hop véi nang luc, sé truong va dao tao cua ho dé tao tién dé nang cao nang suat
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lao dong va hiéu qua kinh té trong san xuat kinh doanh. Sy phan cong lao dong
tat yéu dan dén sy hop tac lao dong trong Cong ty. Cong ty phan cong lao dong
theo chirc ning 1a chu yéu. Tach hoat dong kinh doanh theo cc chirc ning nhét
dinh, dé tir d6 giao cho cac bo phan va tirng nguoi lao dong trong Cong ty.
Vi du: - Chure nang quan 1y chung
- Chtrc nang tai chinh
- Chuc nang kinh doanh

- Chtrc nang nhan lyc

Toan thé can bd cong nhan vién ciia Cong ty duoc chia thanh 2 loai lao
dong: Lao dong truc tiép va lao dong gian tiép. Trong d6 nhém chirc ning 16n
nhat van 13 lao dong truc tiép. Chinh vi vay sb luong lao dong truc tiép cua
cong ty l1a 797 nguoi chiém 84,2% tong sb lao dong, con lao dong gian tiép chi
chiém 15,8% véi s6 lao dong 1a 150 nguoi.

s Hop tac lao dong:

Hop tac lao dong 14 qua trinh ma & d6 nhiéu ngudi cing 1am viéc ¢ nhiéu qua
trinh khac nhau nhung c6 lién hé mat thiét v6i nhau dé nham muc dich chung.

Trong toan Cong ty c6 su hop tac lao dong chat ché dé co duoc su gitp
d& 1an nhau gitta cac phong ban trong qua trinh san xuat kinh doanh.

Vi du: Trong Céng ty doi co gidi, t6 lai ap dung thuc hién dlng theo
nhimg yéu cau k¥ thuat, dam bao an toan cong viéc do phong k¥ thuat dua ra
mdt cach ¢ ¥ thire véi thai do 1am viée hop tac, khong go bo bat bude. Hodc doi
boc Xép hang hoa thyc hién cac dong tac nhanh, gon, hop 1y thi se gitip cho doi
1ai cau 1am phan viéc cia minh nhanh hon nham tao ra ning suét lao dong cao
nhat. Nho hinh thtrc hop tac ndy Cong ty ngay cang phat trién hon, gilp lam
tang tinh than doan két, gan bé cung lam viéc cho nguoi lao dong trong toan
Cong ty. Tao ra bau khong khi 1am viéc tét trong Cong ty khuyén khich ngudi
lao dong vé mit tinh than nham nang cao hiéu qua lam viéc.

Hoic khi c6 bat ky sy thay doi gi vé nhan luc thi phong t6 chirc nhan su

s€ thong bao cho don vi c6 sy thay doi vé nhan luc dé don vi nay chu dong hon
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trong san xuat kinh doanh, hay phong to chirc nhan sy con c6 van cho cac bd
phan phong ban chirc nang khéc trong viéc gilip cac phong ban nay thuc hi¢n
quan 1y nhan vién ctia minh.

Cong ty da st dung hinh thirc phan cong va hop tac lao dong hop 1y,
thong nhat. Ching to viée bd tri, sip xép lao dong phu hop véi mo hinh kinh
doanh ctia Cong ty. Tir d6 nng cao hiéu qua san xut kinh doanh va chit luong
lao dong trong Cong ty.
2.3.2.5. Ché d¢ 1am viéc va nghi ngoi

T6 chirc lao dong trong cac doanh nghiép ludn quan tdm dén thoi gian
lam viéc va thoi gian nghi ngoi ciia ngudi lao dong. Nén san xuat phat trién o
murc do cao thi cang phai quan tim dén nguoi lao dong.

Cong ty da thuc hién giam gio lam viéc cia Nha Nude tir 48h/tuan xubng
A4h/tuan (tién t6i s& 1am viéc 40h/tuan) nhung van dam bao hoan thanh ké hoach
san lugng, doanh thu, lg1 nhuan hang nam va ndp dﬁy du dang ky han nghia vu
v6i nha nude, khong ting don gia tién luong, khdng ting lao dong, khong tang
bién ché. Cong nhan trong Cong ty lam ca 6h thi s& lam viéc 32 ca /thang, ca 8h
thi 1am viéc 24 ca /thang, ca 12h thi lam viéc 16 ca / thang. Nghi chiéu thtr 7 va
ca ngay chu nhat, s€ thuc hién ché d6 luan phién vao thoi gian hop 1y, dam bao
nghi chuyén tiép gitra hai ca.

Nghi gitra ca: Nguoi lao dong lam viée 8h lién tuc thi dugc nghi it nhét 45
phut tinh vao gio 1am viéc, ngudi lam viée ca dém tir 21h dén 05h duoc n ghi
giita ca it nhat 60 phut tinh vao gio lam viée. Nguoi lam viée theo ca dugc nghi
it nhat 1a 10 phut trudc khi chuyén sang ca khac.

Nghi hang thang phai dam bao cho nguoi lao dong dugc nghi binh quan
Ithang 1a 6 ngay. Riéng bd phan quan ly, cong nhan phuc vy lam theo gio hanh
chinh s& nghi ngay thir 7 va cha nhat, dong thoi cir nguoi truc giai quyét cac
cong viée thi duge nghi bu vao cac ngay khac trong tuan.

Ngay nghi 1&: Mot nim c6 8 ngay 1& duoc nghi hudng nguyén luong co
ban. Nhitng ngay nghi 1&, tét vao ngay nghi hang tuan thi ngudi lao dong dugc

nghi bu vao ngdy tiép theo (quy dinh tai diéu 73 Bo luét lao dong).
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Nghi hang nam: Can by cong nhan vién chuc c6 12 thang lam viéc thi
dugc nghi phép hang ndm duoc hudng nguyén luong co ban theo quy dinh sau:

+ 12 ngay ddi véi ngudi 1am cong viée trong diéu kién binh thuong

+ 14 ngay ddi véi nguoi 1am viée doc hai, ning nhoc.

Cu tron 5 nam lam viéc thi dugc nghi thém 1 ngay. Can by cong nhan
vién chirc do théi viéc hay do nhu ciu ctia Céng ty ma chua nghi phép hang nam
hodc chua nghi hét s6 ngay nghi thi dugc tra lvong nhiing ngay chwa nghi.

Nghi viéc, nghi khong huong luong: CBCNV duoc nghi vé viée riéng ma
van huong nguyén luong co ban trong nhimg truong hop sau: két hon, c¢6 con
két hon, bd me chét hoic chéng con chét ...

Ché @6 chinh sach khi thue hién tuin 1am viéc 44h:

- Tién lvong ngay dé tra luong thoi gian, thém gio, lam dém, phu cap
lwong van thuc hién nhu quy dinh hién hanh

- Cong nhan huong nguyén luong san pham, hudng luong theo két qua san
pham van thyc hién don gia tién lwong khong thay ddi so véi khi chua giam gio lam.
2.3.2.6. Phan tich cong tac dao tao va phat trién ngudn nhan luc tai Cong ty

Hang nam phong t6 chirc nhan su cung cac don vi phong ban chirc ning
ra soat lai co cdu lao dong, trinh d6 hién c6 ctia can b cong nhan vién don vi
trén co s& d6 pho phong phu trach tuyén dung xay dung ké hoach dao tao hang
nam sau do trinh Tong Giam Pdc va trién khai thuc hién.

Nhan thtc dugc tam quan trong cua vi¢c dao tao va phat trién nguén nhan

luc, Cong ty da xay dung dugc chinh sach dao tao rt c6 hiéu qua.
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Bang 13: S6 lwong lao dong trong Cong ty duoc dao tao

Lao djng Chénh léch
STT N Nam 2007 | Nam 2008 _
dugc dao tao (+,-) | Twong doi (%0)

1 | Tho k¥ thuat 5 6 1 20

2 | Tho bac cao 4 6 2 50
3 | K¥ su chuyén nganh 4 7 3 75
4 | Can B0 kinh doanh 2 6 4 200

5 | Can B6 quan ly 3 4 1 33

(Nguon: Phong Hanh chinh tong hop Cong ty Cé phan cang Vit Cach -2009)

Qua bang s liéu ta thdy viéc dao tao ngudn nhan luc trong nam 2008 d4
c6 nhiing thay ddi rd rét va tich cuc hon. Cu thé, tho k¥ thuat va tho bac cao da
tang thém 3 nguoi va Can by quan ly, can bo kinh doanh tang thém 5 nguoi.
Pay 1a nd luc 16n cua Cong ty vi chi phi cho dao tao khong phai 1a con sé nho.
Tuy nhién két qua thu duoc sau dao tao la kha quan, trinh d6 cong nhan lao
dong truc tiép duoc ning cao. 3 Can bo quan 1y sau khoa bdi dudng dd hoan
thanh t6t cong viéc dugc giao.

** DPao tao trong nuéc:

- Pao tao tai chd: Tién hanh ngay trong lac 1am viéc nham gitp cong
nhan lam viéc thanh thao hon. Cong nhan dugc phan lam viéc véi nhitng cong
nhan khac c6 trinh d6 tay nghé cao hon va c6 kinh nghiém hon.

Péi voi nhitng ngudi lao dong méi duoc tuyén vao, qua thoi gian thir viée
ho duoc nhiing ngudi c¢6 kinh nghiém truyén dat kinh nghiém lam viéc, cach sir
dung may moc thiét bi va duoc trang bi nhimg k¥ ning can thiét trong cong
viéc. Két thuc thoi gian thir viéc ho hoan toan co thé sir dung may moc ciing nhu
c6 day du nhitng k¥ ning dé dap tng nhu ciu cong viéc.

Dao tao lao dong tai cac truong chuyén nghiép cd chuyén mén ma Cong
ty dang can dao tao cho nhan vién ciia minh. Nham muc dich bdi dudng, nang

cao nghi¢p vu cho cdn b cong nhan vién dong thoi dong thoi dao tao mdt so
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nghé moi dac trung doi voi cang nhu: Van hanh cac thiét bi xép dd, van dung
can truc xe ning

- Pao tao ngoai Cong ty: Phdi hop véi cac td chire trung tAm, t6 chirc cac
16p hoc cap nhat cac ché do chinh sach méi: Ngoai ngit, tin hoc ...

Hang nam Cong ty 1ap danh sach Can bd trong Cong ty (sau khi d& xem xét
du cac tiéu chuan) cir di du cac khoa huan luyén hay hoi thao, cac khoa hoc ngin
ngay dé co diéu kién nang cao trinh d6 quan ly. Cong ty luén khuyén khich CBCNV
di hoc tap thém cac 16p dao tao dé nang cao trinh d chuyén mén nghiép vu.

Thong thuong dbi v6i cong nhan lao dong truc tiép thi ctr 3 nam (theo quy
dinh ciia Cang Hai Phong) ho lai dugc cir di dao tao tai cac truong k¥ thuat dé
nang bac nghé.

Két thuc khoa dao tao, mdi ngudi phai trai qua mot ky thi, néu dat yéu cau sé
duogc cap chimg nhan va sau khi tré vé Cong ty s& van duogc bd tri tai vi tri cii nhung
trinh d6 giai quyét cong viée thi thanh thuc hon trudc va duge nang bac lwong.

Nhin chung, sau khoa dao tao vé nguoi lao dong déu dat duoc nhiing trinh
d6 nhat dinh, tién bo hon, tay nghé ciing nhu chuyén mon nghiép vu dugc nang
cao va dap tmg nhu ciu coéng viéc.

** DPao tao & nwéc ngoai:

Hang nam Cong ty lién hé vdi cac trung tam dao tao vdi nude ngoai, cac
dai st quan, vu quan h¢ quéc té ctia B6 Gido Duc Pao Tao, Bo Giao Thong Van
Tai. Bang ky dé xuat cac khoa hoc pht hop véi nhu cau dao tao ciia cang nham
dap tmg cho qua trinh phat trién ctia Cong ty.

Sau d6 Pho Giam Déc phy trach tuyén dung xay dung ké hoach trinh
Giam Bdc Cong ty phé duyét, giri cac ké hoach xudng cac phong ban dé dang ky
nguoi di hoc theo ndi1 dung cac ké hoach dao tao. Cac don vi phong ban can ctr
vao ké hoach dao tao can bd cong nhan vién lap danh sach va giri vé phong t6
chtrc nhan su (ngudi phu trach tuyén dung). Sau d6 theo ké hoach phong t6 chirc
nhan sy két hop vdi cac phong ban, cac trudng chuyén nghiép to chire thuc hién.
Sau cac khoa dao tao c6 cip chimg chi, ching nhan déu duoc luu vao phiéu ca

nhan va cap nhat vao bo hd so & nhan.
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N6i chung, viéc tién hanh dao tao két hop nang luong d6i v6i ngudi lao
dong c6 mot ¥ nghia rat 16n, chang nhitng nang cao trinh do tay nghé, chuyén
moén nghiép vu cho nguoi lao dong, kich thich nguoi lao dong hing say lam
viéc, nang cao ning sudt lao dong ma con ting cudng sy gin béd cta ngudi lao
dong voi Cong ty, thé hién sy quan tdm cia cap lanh dao dén doi sdng cua toan
thé CBCNV trong toan Cong ty ciing nhu chat lugng ngudn nhan luc.

Viéc két thuc khoa dao tao ngudi lao dong phai trai qua bai thi tay nghé,
trinh do chuyén mén trude khi cap chung chi thé hién sy quan tdm t6i chat
luong dao tao, dao tao vi chét lugng chir khong phai 1a chay theo thanh tich.

Tuy nhién nhu ching ta thiy, bac thg cia lao dong truc tiép tai Cong ty
Co phﬁn cang Vat Cach chua cao, ti 1€ lao dong & trinh d6 bac nghé 5, 6, 7 chua
nhiéu. Pa s lao dong ¢ trinh do bac tho nay hién dang & do tudi kha cao, chuan
bi vé huu. Mit khac, hang nam s6 lao dong duoc Cong ty cir di hoc nang cao tay
nghé con chua nhiéu. Cong ty nén xem xét, 1ap ké hoach va cir lao dong di dao
tao thém nira.

Bang 14: Chi phi dao tao lao dong ciia Cong ty nim 2008

Tong kinh phi cho dao tao
Hinh thirc dao tao | SO lwong (ngudi) (chi tinh nguén kinh phi ciia
doanh nghiép) dong
Tu dao tao 186 43.000.000
Cu di dao tao 4 47.000.000
Tong 190 90.000.000

(Nguon: Phong Hanh chinh tong hop Cong ty Cé phan cang Vit Cdch -2009)
Nam 2008, Cong ty d4 trich ra 90.000.000 dong dé chi cho chi phi dio tao
lai can by cong nhan vién trong do:
Tu ddo tao gdm 186 ngudi véi tong kinh phi 1 43.000.000 dong, viéc dao
tao s6 CBCNV nay la nham nang cao chét luong lao dong, vira dap Gmg ngay

dugc nhu cau cua cong viéc, vira tiét ki€ém thoi gian, chi phi.
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S6 lao dong duoc cur di dao tao gém 4 nguoi. SO di s0 lao dong nay phai
di dao tao & nudc ngoai 1a nhdm nang cao trinh do chuyén moén nghiép vu dé
thich ing v6i nhu ciu ngdy cang cao trong coéng viéc trong khi chit luong cua tur
dao tao chua dap umg dugc. Tong chi phi cho viée cir di dao tao & nudc ngoai
trong nam 2008 1a 47.000.000 ddng.

Véi tong chi phi dao tao nam 2008 14 90.000.000 ddng, chiém 0,08% tong
doanh thu cung cép dich vu, chiém 1,76% loi nhuan sau thué cua Cong ty,
chtng t6 Cong ty d4 quan tdm dén viéc nang cao trinh do tay nghé cia CBCNV
cling nhu chét luong ctia hoat dong kinh doanh cta Cong ty.

Tuy nhién, chi phi cho dao tao bén ngoai Cong ty 1a cao hon so vai ty dao
tao nhung khoéng dang ké, vi cong ty da cir nhan vién dén cac truong chuyén
nghiép dé dao tao nén di giam bét chi phi ddo tao ngoai ma van dam bao dugc
chét luong cua viiéc dao tao.
2.3.2.7. Thu lao va chinh sach dai ngé ngwoi lao dong trong Cong ty

% Thu lao lao dong:

* Ché a9 tién lwong: Tién luong 1a gia ca strc lao dong va 1a khoan thu
nhap chi yéu trong tong thu nhap cua ngudi lao dong, gitp ho duy tri cudc sdng
ctia ban than va cia gia dinh ho. Tién luong tra cho ngudi lao dong phai dam
bao tai san xuat md rong stc lao dong, né dua trén co so thoa thudn gitra strc lao
dong va nguoi sit dung lao dong, dua trén co s& hi¢u suét lao dong cua nguoi lao
dong va hiéu qua ciia qua trinh san xuat kinh doanh.

Cong ty Co phan cang Vat Cach ap dung hai phuong phap tra lwvong

- Tra lwong theo san pham
- Tra luong theo thoi gian

> Hinh thirc tra lwong theo san phim:

Péi tugng tra lwong theo san pham theo hé théng chi tiéu dinh mic don
gia xép d& bao gdm: cong nhan bdc xép thu cong, cong nhan lai xe 6 t6, May
kéo, can truc, nang hang, 1ai dé, 14i xe xuc gat, cong nhan tin hiéu, cong nhan
dong goi va xép d& hang roi. Tuy theo ting ddi tuong cong nhan va don gia tra

lwong san pham thich hop.
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San pham ¢ day 1a khéi lugng hang hod duoc xép do, giao nhan, van

chuyén trong mét thoi gian nhat dinh.

Luong san pham dugc tra theo ning suat do tdp thé hodc ca nhan thuc
hién c6 tinh dén chét luong xép dd, giao nhan, van chuyén.

Cong thirc:

Ly, = PG * Qtt

Trong do: Lgp: 1a tién luong theo san phim

DG: 1a don gid
Qtt : 14 s6 luong san pham thuc té

Vi du: Trong 1 ngay t6 xép d& gdm c6 20 nguoi, 1am dugc 60 tin hang,
ma tién cong tra cho 1 tan 1a 40.000 dong

Tién lwvong ngay hém dé ciia mdi cong nhén trong t6 xép d& duoc tinh nhu sau:

Lwong ngay cta t6 xép d& = 60 x 40.000 = 2.400.000 dong

Luong ngay caa 1 ¢6ng nhan t6 xép d& = 2.400.000 : 20 = 120.000 dong

Uu diém caa phwong phap:

- Quan triét day di nguyén tic tra luong theo sd lugng va theo chat luong
lao dong, gan lién lwong véi két qua san xuat cia mdi ngudi, kich thich nang cao
nang suét lao dong.

- Khuyén khich nguoi lao dong c¢6 gang c¢6 ging nang cao trinh do tay
nghé, phat huy sang kién cai tién k¥ thuat dé tao ra nhiéu san pham va sic lao
dong giam xubng.

- Cting ¢ va phat trién manh m& phong trao thi dua trong don vi, t6 chirc
doanh nghiép.

Nhwoe diém ciia phwong phép:

- Nguoi lao d& chay theo s lwong ma quén di chit lugng san pham.

- Nguoi lao dong it cham lo dén cong viéc chung cua tap thé.

- D bién dong
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» Hinh thire tra lwong theo thoi gian:

Hinh thtc tra luvong theo thoi gian duoc ap dung cho ddi ngii can bo nhan
vién lao dong gian tiép va 1am viéc tai cac bo phan trong cong ty. Cong ty tra
luvong cho CBCNYV theo ché do luong cép bac va luong chuc vy, chic danh cua
Nha Nué6c. Luong thuc linh cia CBCNV lao dong khdi gian tiép trong Cong ty

duoc tinh dugc tinh nhu sau:

Hz * Lp
22

Trong d6: TC: tién luong lao dong dugce hudng.
Hs: hé s6 luong cta can bd cong nhan vién do Nha nudc quy dinh.
Ly: muc luong tbi thiéu do Nha nude quy dinh.
Ny s6 ngdy lam viéc thuc té trong thang.
22: s6 ngay cong hoan thanh trong 1 thang do Cong ty quy dinh.
K: hé s6 lvong do Cong ty quy dinh.

Bing 15: Bang hé s6 lwong cong viée do Cong ty quy dinh nim 2008

TT Chi tiéu H¢ so
1 Chu tich HDQT, Giam déc 6,6 - 6,8
2 Pho giam doc 6,3-6,5
3 Ké toan truong 53-55
4 Trudng phong 5,3-55
5 Pho phong 45-47
6 Nhén vién 40-4,4
7 D01 trudng doi xe, co gidi 3,0-3,3
8 Doi pho ddi xe, co gidi 2,1-2,43

(Nguén: Phong tong hop - Céng ty Co phan Céang Vit Cach nam 2009)
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Vi du: Tinh luong thang 8 nam 2008 cho 6ng Pinh Truong Giang trinh
do dai hoc véi chirc vu nhan vién phong td chirc hanh chinh: Hé s luong cua
CBCNV do Nha Nudc quy dinh (Hs = 2,34), mirc lwong t6i thiéu do Nha nudc
quy dinh (Lt = 540.000 dong), s6 ngay lam viéc thuc té trong thang (Nt = 22),
Heé sb luong do Cong ty quy dinh — tham nién cong tac (K = 4,0)

Vay tién luong ctia 6ng Giang vao thang 8 nam 2008 duoc tinh nhu sau:

2,34 x 540.000 x 22 x (1 + 4,0)
TC= = 6.318.000 dong
22
Vay luong co ban thang 8/2008 ciia 6ng Giang = 6.318.000 dong

Uu diém ciia phwong phap:

- Nguoi lao dong s& chdm chi lam viée dé dat duoc nhiéu ngdy cong, gid cong.

- D@ tinh toan, dam bao cho cong nhan mot khoan tién thu nhap nhét dinh
trong thoi gian di lam.

- Co6 hiéu qua.

Nhuoe diém ciia phwong phap:

- Khong gin két duoc gitra chat luong va sb luong lao dong ma ngudi lao
dong di tiéu hao trong qua trinh san xuét ra san pham.

- Kho khan trong qué trinh danh gia nhan vién vi khong biét dugc ai tich
cuc, ai khong tich cuc.

- Do khong gin két duoc giita chét luong va sb luong lao dong nén nay sinh
ngting ti€u cuc nhu: y lai, dua dam, thiéu tich cuc trong cong viéc hoc tap, tiép thu
cong nghé moi ... Néu khong khuyén khich ting lwong, thuong thi nguoi lao dong
s& khong chi 1am viéc & mirc trung binh ma con khong cb gang hon.

- Phu thudc 16n vao y thirc cua nguoi lao dong nén doi khi hi¢u qua khong cao.

Nhan xét: Phuong phép tra lwong cho luc luong lao dong gian tiép c6 thé
coi 1a phu hop, d& tinh. Tuy nhién, van con ton tai nhuoc diém d6 1a tra luong
chua can cur theo mirc d hoan thanh cong viéc. Tra lwong theo hinh thirc nay
chua thyc hién tot cong tac tra lwong dua trén déanh gia thanh tich cong tac cu

thé, khong phan bié¢t dugc nguoi thuc hién cong viéce tdt, nguoi lam viéc chiéu
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1€. Do d6 s€ khong kich thich dugc nguoi lao dong trong cong viéc.

* CONg tac tién thwéng:

Tién thuong 14 khoan bo sung cho tién lwong nham quan triét nguyén tic
phan phdi theo lao dong. N6 1a mot kich thich vat chat c6 tac dung tich cuc voi
ngudi lao dong trong viéc phan déu cong viée tot hon. Ngudn tién thudng nim
trong quy luong va quy tién thudng cta doanh nghiép. Quy tién thudng duoc
trich tir 1oi nhuan sau thué.

Tién thudng phan phdi lai thu nhap cho cong nhan dé bu dap dich thuc
stre lao dong ma tién luong chua tinh dén.

Cong ty da trich lap quy dau tu, phat trién, phic loi va khen thudng theo
ty 1& phan tram loi nhuan sau thué dé hd tro nguoi lao dong. Tién thuong nay
dugc phan phdi trén co sé hé sé luong cap bac phu hop voi timg loai cong viée
va hé s6 thudng tinh toan theo phan loai A, B, C.

Céch phan loai cac muc thuong A, B, C nhu sau:

- Loai A: Cac bd phéan, phong ban hoan thanh xuat siac nhiém vu duoc
giao, gop phan day nhanh tién do hoan thanh vuot muc ké hoach san xuat kinh
doanh cua Cong ty, c6 nhitng dong gop tich cuc trong viéc tao uy tin cho Cong
ty, thu hut ngudén hang, dong gop nhitng sang kién cai tién k¥ thuat, quy trinh
cong nghé xép dd mang lai loi ich cho Cong ty...

- Loai B: Cac by phan, phong ban hoan thanh nhi€ém vu dugc giao nhung
chua c6 su nang dong, sang tao, tinh nhiét tinh trong cong vi¢c chua cao, chua
phat huy cao d¢ nang luc, kha nang cong tac cuia bo phan minh...

- Loai C: Céc bd phan, phong ban chua hoan thanh nhiém vu dugc giao
hodc trong by phan minh c6 ca nhan mic sai pham trong qua trinh san xuét, lam
anh huong dén qua trinh san xuat kinh doanh ctia Cong ty, hodc ¢ nhiing hanh
vi lam giam uy tin ctia Cong ty doi voi cac ban hang, cic c4 nhan c6 tu tuong
ti€u cuc, chay luoi, y lai...

Hang thang nguoi phu trach tién lwong ciia Cong ty s& can cir vao nhiém

vu cu thé dé xét duyét mirc do hoan thanh cong vi¢c cua ting don vi.
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Pé khuyén khich ngudi lao dong hing say 1am viéc, Cong ty da ap dung cac
hinh thire khen thudng nhu: thudng hoan thanh ké hoach, thudng ac danh hiéu thi
dua nhu: lao dong gioi, thuong sang kién, thuong loi nhuén ... Céac hinh thirc
thuong nay déu dugc xét duyét theo quy hodc 6 thang hodc 1 nim mot 1an. Nhimg
hoat dong nay co kich thich su phan d4u thi dua cta toan bo CBCNV trong Cong
ty. Tir 46 ning cao hiéu qua 1am viéc va ning suat cia nguoi lao dong.

- Cac murc thudng cb dinh duge Cong ty ap dung la:

+ Thuong ngay 1 10-3, 30-4, 1-5, 2-9, binh quén 1a 200.000 dong/ngudi.

+ Thudng tét nguyén dan: binh quan 350.000 dong/ngudi.

+ Thuong tét duong lich: binh quan 150.000 dong/ngudi

Thudng hoan thanh ké hoach: Pdi véi khdi huéng luong theo san pham
thi thuong trén sd san pham hoan thanh, dé chinh 1a phan tang thém cia luong
san pham.

Nhu vay, mic thudong cia doanh nghiép da gop phan khong nho vao viée
khuyén khich nguoi lao dong trong hoat dong san xuat kinh doanh cta Cong ty
ma con tang thém thu nhap cho ho.

Bén canh céac hinh thirc thudng thi Cong ty cling dua ra nhitng cach thirc
phat khac nhau nhu: phat canh cdo, thuyén chuyén cong viéc hodc hinh thirc
phat ning nhat 13 sa thai (4p dung d6i v6i nhimg trudng hop 1am mat uy tin véi
Cong ty, nhiéu lan gay sach nhiu v6i ban hang). Tuy vao mic do vi pham cta
nguoi lao dong ma Cong ty c6 ché do thuong, phat phan minh cu thé.

* Phu cz“'lp:

Nham tao diéu kién tot nhat cho CBCNV va khuyén khich ho lam viéc tét
hon, cong ty da ap dung cac mirc phu cap khic nhau phu hop véi cac vi tri cong
tac trong Cong ty.

- Phu cép trach nhiém: Vi k¥ su quan 1y, giam sat cong trinh, voi mot so
cong nhan phu trach cong viée c6 tinh chit phirc tap.

- Phy cép 1am tham nién: d6i véi CBCNV cong tac 1au nam va cé nhiéu
dong gop vai Cong ty.

- Phu cép an ca; ddi voi luc luong lao dong truc tiép lam ca dém, bao vé.
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- Phu cép di lai: voi nhilg cong nhan vién phia di chuyén nhiéu nhu lai
xe,lai dé, nhan vién di cong tac ...

- Phu cép ddc hai: vé1 nhiing cong nhan lam viée trong méi truong doc hai.

* Phuc lgi:

Theo chinh sach quy dinh ctia Nha Nudc, tai Cong ty nguoi lao dong phai
tham gia 3 loai Bao hiém: BHXH, BHYT, B4o hiém tai nan lao dong.

- BHXH: Cong ty tinh bao hiém x3 hoi trén co s& hé sb luong cép bac va
lwong t6i thiéu theo cong thic:

BHXH = Hy, X Lt x20%
Trong do:
He,: Hé s luong cép bac
Lrr: Luong téi thiéu do Nha Nudc quy dinh
20%: S6 phan traim BHXH phai dong (14% do doanh nghiép
dong, 6% nguoi lao dong phai dong)

- BHYT: Theo quy dinh BHYT hang thang phai dong 3% muc luong cuo
ban. Trong d6 doanh nghi¢p dong 2%, con 1% do nguoi lao dong dong dugc
ndp vao ky 2 hang thang.

- Bao hiém tai nan: Mutc binh quin cho mdi ngudi 1a 24.000
ddéng/nguoi/nam, trong d6 doanh nghiép trich 50% biang quy phuc loi, con lai do
CBCNV dong 50%.

+ CBCNV bi chét do tai nan lao dong: duogc tro cép cho gia dinh
5.000.000 dong

+ CBCNV bj chét do ém dau, chét do tai nan rui ro ngoai doanh nghiép:
duoc tro cip cho gia dinh 3.000.000 dong.

+ Nhan than trong gia dinh (cha, me, vg, chong) ciia ngudi lao dong bi
chét: to chirc tham viéng voi mire 100.000 dong/ngudi.

Vi du: Luong co ban thang 8/2008 cua 6ng Dinh Truong Giang la
6.318.000 ddng. Vi sb luong ndy ong Giang phai d6ng BHXH, BHYT, BHTN
theo quy dinh ctia Nha Nudc nhu sau:
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BHXH = Luong co ban x 6% = 6.318.000 x 6% = 379.080d6ng

BHYT = Luong co ban x 1% = 6.318.000 x 1% = 63.180dong

BHTN = 12.000 dong

Trong thang 8/2008 6ng Giang duoc phu cép di lai 1a 100.000d6ng va do
6ng di hoan thanh tét cong viéc nén duoc thudng mic A — 150.000d0ng
Vay thyc linh cia 6ng Giang thang 8/2008 = 6.318.000-(379.080+63.180-
12.000) + (100.000+150.000) = 6.113.740d6ng

Ngoai ra Cong ty con to chirc kham strc khoé dinh ky, kham bénh nghé
nghiép d6i v6i lao dong toan Cong ty. Hang naim Toéng Giam Pbc Cong ty trich
quy phuc loi dé phuc vu CBCNV di an dudng, nhim tao diéu kién cho moi
nguoi lam viée ¢o hiéu qua hon.

Ngoai nhitng ché d6 dai ngd vat chat Cong ty con quan tim dén déi sdng tinh
than cia CBCNV trong Cong ty nhu: Thuong xuyén td chirc cac phong trao:

- Phong trao thi dua “Gioi viéc Nudc - Pam viéc nha”

- Phong trao xay dung guong “Nguoi tot, viéc tot, dién hinh tién tién”

- Phong trao xay dung “ Tt diém An Toan Lao Pong”

- Phong trao hoi thao nang cao chat luong xép d&

- Phong trao thi dua lién két

- Phong trao sang kién cai tién k¥ thuat, thuc hanh tiét kiém trong kinh
doanh, quan 1y ...

T6 chiic cac cude vui choi, lién hoan, tham quan nghi mat cho CBCNV.
Cong tac nay duogc to chirc hang nim khong nhitng nhim tao cho CBCNV ¢6
nhimg gid phut nghi ngoi sau mot thoi gian 1am viéc cing thang ma con co tac
dung rat 16n trong viéc thu hit ciing nhu giit chan nhiing nhan vién gioi, nhiing
nhan tai cho Cong ty.

Cubi nam to chirc hop danh gia két qua va biéu dwong, khen thudng
nhimg CBCNV c¢6 thanh tich tét dé khuyén khich tinh than lam viéc.
2.3.2.8. Cong tac danh gia thwe hién cong viéc tai Cong ty

Pay 1a mot yéu diém 16n cuia Cong ty C6 phan cang Vat Cach. Hang

ngay, cac trudng bd phan theo dbi va diém danh nguoi lao dong vao luc dau gio
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xem nguoi lao dong co tham gia lao dong trong ca hodc trong ngay d6 hay
khong. Sau d6 bao co 1én ban td chirc lao dong tién lwong.

Viéc tinh luong va tinh thudng cho ngudi lao dong duoc xét chu yéu trén
phiéu cham cong hang ngay duoc tap hop lai.

Hau nhu danh gia xem nguoi lao dong c6 hoan thanh tt cong viée hay
khong chi dya trén viéc ho hoan thanh cong viéc dung thoi han hay khong, di
lam du ca, du budi, khong vi pham an toan. Chua quan tdm dén thai do, tac
phong lam viéc cia nguoi lao dong, chét luong thuc hién cong viéc, kha nang,
trinh @6 cung nhu mirc d6 thanh thuc trong céng viéc ctia nguoi lao dong. Pac
biét 1a d6i v6i lao dong truc tiép hudng luong theo san pham, ho chi mai chay
dua theo s6 lwong ma quén di chét luong thuc hién cong viéc ciia minh.

C6 thé noi hoat dong danh gia nguoi lao dong duge thuc hién mang tinh
d6i pho, chua hé c6 mot hé théng danh gia chinh thirc tir trén xudng.

Cubi ky, nhitng nguoi lao dong cham chi hay ludi biéng, chua du trinh do
déu dugc danh gia chung chung nhu nhau, cac quy dinh chua rd rang. Piéu d6
anh huong khong it dén tam 1y nguoi lao dong va s& anh hudng truc tiép dén
nang suat lao dong cta nguoi lao dong cling nhu toan thé Cong ty.

Vi du bang danh gi4 nang luyc hoan thanh cong viéc ctia nhan vién A

Bang 16: Bang danh gia niang lwe hoan thanh cong viée ciia cong nhan tryec tiép

Xuit ] Trung
STT Chi tiéu , T6t . Kém
sac binh
1 | Tinh than lam viéc X
2 | Khéi luong cong viéc hoan thanh X
3 | Thai do d6i véi dong nghiép X
4 | Ngay cong X
5 | Tiét kiém chi phi X

(Nguon: Phong tong hop hanh chinh Cong ty Cé phan cdng Vit Cdach-2009)
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2.3.2.9. Phan tich cong tac an toan va strc khoé cho nguoi lao dong tai Cong ty

Nguoi lao dong khong thé yén tim cong tac khi ho dang phai lam viéc
trong mdt modi truong chtra dung nhitng nguy co tai nan, de doa téi suc khoé
cling nhu tinh mang cua ho. Mat khac, chét luong thyc hién cong vi¢c cua nguodi
lao dong khong thé tdt néu trong ngudi lao dong khong du cac diéu kién stc
khoé ma cong viéc yéu cau. Pam bao an toan va strc khoé cho ngudi lao dong
thé hién sy quan tdm cta nhitng ngudi lanh dao t6 chirc ddi v6i nhitng nguoi lao
dong trong to chirc. Van dé an toan va stc khoé cho ngudi lao dong dang 1a van
dé ma hién nay xa hoi rat quan tam.

Cong ty CO phan cang Vat Cach, van dé an toan va stc khoé cho nguoi
lao dong rat duoc chu trong, xi nghiép khong ngimg cai thién cac diéu kién lao
dong bang cac bién phap khac nhau.

Hé thong cau tau, kho bai, nha xuoéng, kho hang cua Cong ty thuong
Xuyén dugc nang cap theo tiéu chuan an toan, vé sinh lao dong. Cong ty da trang
bi thém nhitng may moc thiét bi mai, hién dai thay thé cho nhiing thiét bi cii d
hét thoi gian sir dung.

Ngoai ra, Cong ty con trang bi day du cac dung cu bao ho lao dong cho
nguoi lao dong, v¢ sinh lao dong va cai thién diéu kién 1am viéc cho CBCNV:
dam bao nudc udng va nudc tim theo mua, theo ca san xuit, dam bao noi lam
viéc dat tiéu chuan vé khong gian, d§ thoang d§ sang, dat ti€u chuan vé sinh cho
phép vé bui, khi doc, phong xa, dién tir truong, ... va cac yéu té doc hai khac.
Cac yéu td nay thuong xuyén dugc do ludng. Hang nim mdi cong nhan duoc
Cong ty phat cho hai bd quan, 4o, mii, gidy, gang tay bao ho lao dong. Tuy theo
cong vi¢c ma cong nhan dugc trang bi thém dung cu bao hd lao dong khac.

Pé dé phong chay nd xay ra, Cong ty da trang bi hé théng binh chita chay nd
dat & nhiing noi can thiét. Cong ty dua ra nhiing quy dinh chung vé phong chéng
chay nd yéu cau toan thé CBCNV chip hanh diy du, Ctr 6thang/lan toan thé
CBCNV Cong ty dugc hoc cac 16p huén luyén v¢ sinh, an toan lao dong, phong
chéng chay nd do Cong ty t6 chirc. Trudng ban an toan lao dong cia Cong ty truc

tiép chi dao, huong dan cho nguoi lao dong thuc hién. Pay 1a mot hoat dong can
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thiét nham nang cao y thirc an toan lao dong cho moi CBCNV trong Cong ty, gitp
giam bét cac rui ro tai nan lao dong, chay nd & noi lam viéc, dong thoi cling giam
nhiing thiét hai mat mat vé ngudi va ctia trong pham vi Cong ty.

2.4. Mgt s6 danh gia chung vé tinh hinh quén 1y va sir dung ngudn nhén lue
tai Cong ty Co phan cang Vit Cach

2.4.1. Uu diém

Vé bo may diéu hanh quan 1y kinh doanh: ciing d3 c6 tién bo, cong tac to
chtrc lao dong trong cac bo phan hop 1y hon tao diéu kién ning cao ning suit lao
dong, dam bao diéu kién lao dong tdt va thu nhap cho ngudoi lao dong.

Vé trinh do lao dong: Trong nhitng ndm qua, Cong ty ludn quan tim boi
dudng, dio tao khong ngimg nang cao tay nghé, nghiép vu chuyén mén cho cac
CBCNV. Béi vy doi ngii lao dong truc tiép c6 kinh nghiém va duoc dao tao kip
thoi d3 phan nao dap tng dugc nhu cau.

Cong ty ludn tao diéu kién thuén loi cho nguoi lao dong vira ddm bao
cong viéce, vira dam bao quyén loi cho ngudi lao dong, qua dé kich thich nguoi
lao dong lam viée tt hon.

Cong ty quan ly stir dung quy thoi gian hop ly tranh dugc tinh trang nguoi
lao dong di mudn, vé sém hay nghi viéc bira bai.

Phong t6 chirc hanh chinh d4 c6 nhiéu cb gang dé ap dung ché do tién luong
moi, thue hién nguyén tic, quy ché va quyét dinh cia Tong Giam Ddc Cong ty vé
lao dong va tién lwong nham tao ra sy cong bang cho nguoi lao dong.

Cong ty ¢d duoc nhimg uu diém trén 13 do sy ¢b ging nd lyc phan dau
khong ngimg cua toan thé CBCNV Cong ty.

2.4.2. Nhwge diém

Trong cong tdc hoach dinh nguén nhan lyc, méc du cong tac nay dd duoc
thuc hién kha tot, dap ung dugc nhu cau vé nguén nhan lyc cho cong tac kinh
doanh chung cua Cong ty nhung bén canh d6 van con nhitng ton tai can khic
phuc dé cong tac hoach dinh dat duoc hi¢u qua cao hon nira, tranh viéc hoach
dinh thira ning luyc kinh doanh so véi thuc té, diéu nay dé gay lang phi chi phi

cua cong ty va hoat dong kinh doanh dé bi gian doan.
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Trong cong tac danh gia nang luc hoan thanh cong viéc cua nhan vién
thuc sy chua dugc quan tam nhiéu, ma chi mang tinh thi tuc hinh thtc dan dén
su cao bang vé ning luc thuc hién céng viée giita cac ca nhan, giy lang phi chi
phi cho mdi ky danh gia ma hiéu qua thu duoc khong cao, dé dan toi tinh trang
tinh than thi dua bi giam sut, diéu nay d& anh hudng x4u toi hiéu qua kinh doanh
cua Cong ty.

Trong cong tac dao tao ngudn nhan lyc: Van chua dap tng dugc nhu cu
cap bach doi vai lyc luong lao dong truc tiép va mot sé vi tri quan trong trong
luc lugng lao dong gian tiép, bén canh d6 trong khdi lao dong gian tiép thi sé lao
dong tai cac phong ban van con nhiéu hon so vai bién ché. Diéu nay 1am cho bd
may to chirc cong kénh ma hiéu qua 1am viéc cia mot s6 phong ban khong cao.
Vi vay, can c6 bién phap giam luc luong lao dong thira nay bang cach b tri lai
hoic khuyén khich nhitng ngudi dén tudi vé huu sém hon.

Cong tac tuyén dung cua Cong ty chua thuc sy hiéu qua, van con ton tai
tinh trang ing vién duoc tuyén dung bo viéc khi vao Cong ty 1am viéc, Gmg vién
1a con 6ng chau cha, chat luong tuyén dung chua cao nhu viéc ung vién tring
tuyén nhung khi 1am viéc thi khong hoan thanh coéng viéc duoc giao. Cong ty
can c6 bién phap dé khac phuc nhugc diém nay.

O khau tra luong tai Cong ty, nhin chung tra cong ngudi lao dong dung voi
nhing gia tri vé vat chit ciing nhu tinh thin ma ho da cong hién cho Cong ty nhung
van c6 diém chua tot 13 cong tac nay chua khuyén khich ngudi lao dong mot cach

triét dé, day 1a diém anh hudng khong nho téi cong tac kinh doanh ctia Cong ty.
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PHAN 3
MOT SO BIEN PHAP NHAM NANG CAO HIEU QUA
QUAN LY VA SU DUNG NGUON NHAN LUCTAI
CONG TY CO PHAN CANG VAT CACH

3.1. Muc tiéu va phwong hwéng phat trién ciia Cong ty C6 phin cing Vit
Cach nhirng nam toi

Phat huy thanh tich da dat duoc, khic phuc nhitng ton tai, toan thé can bo
cong nhan lao dong trong Cong ty Co phan cang Vat cach quyét tim hoan thanh
nhiém vu chinh tr1 va dac biét la nhiém vu kinh doanh phﬁn d4u loi nhuan thuc
hién duoc trong nim 2009 1a 15,01 ty dong, dam bao du viéc 1am cho 100%
nguoi lao dong, nang cao doi sdng CBCNV, c6 thu nhap binh quan tir 4.500.000
-5.500.000 dong/ngudi/thang, 1am tron nghia vu dbi véi Nha Nude.

Tuy nhién do nén kinh té Dat nudc tiép tuc phat trién cing véi viéc Viét
Nam d 14 thanh vién ctia T6 chitc Thuong mai thé giéi WTO. Vay nén Cong ty
C6 phéan cang Vat Cach can phai tién hanh dau tu d6i méi ting cudng dau tu
thiét bi cong nghé hién dai dam bao dap tmg lau dai vé k¥ thuat, chat luong dich
vu, nang suat lao dong va giam chi phi san xuat. Nhanh chéng tiép can, d6i méi
va lam chu cac cong nghé hién dai, nang cao nang lyc tham gia thyc hién nhitng
cong viée phirc tap trong cong ty. Tang cudng cong tac quan ly chat lugng, cong
t4c an toan trong lao dong.

Dbam bao an ninh chinh tri, trat ty an toan xa hoi, ddm bao an toan trong
san xuat kinh doanh, dam bao viéc lam va thu nhap 6n dinh, nang cao doi séng
tinh than, vat chéat cho nguoi lao dong.

Nén kinh té s& tiép tuc phat trién, cung voi né 1a strc canh tranh trén thi
truong ngay cang manh hon, cong ty s& gip phai nhitng kho khan nhat dinh. Do

d6 ma Cong ty can phai nang cao trinh d6 nang luc doi ngii can bd quan 1y, k§
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thuat va cong nhan k¥ thuét trong hang ngii can b cong nhan vién dé ho tiép
can tot hon v6i quy trinh cong nghé hién dai ngay
Bang 17: Chi tiéu ké hoach kinh doanh nim 2009
ciia Cong ty Co6 phan cing Vit Cach

Chi tiéu Pon vi K¢ hoach
Téng san luong Tén 3.612.872
Thu nhap binh quan Pong/nguoi/thang 4.500.000
Tong Doanh thu Pong 96.290.543.000
Tong Chi phi Pong 81.272.010.000
Téng loi nhuan Pong 15.018.533.000

(Nguon: Phong kinh doanh- Céng ty C6 phan Cang Vit Cach- ndm 2009)
3.2. Mt so bién phap chii yéu nhim nang cao hiéu qua quan ly va sir dung
ngudn nhan lyc tai Cong ty Co phin cang Vat Cach
3.2.1. Bién phap 1: Nang cao chat lugng cong tac tuyén dung lao dong

< Ly do dé ra bién phap:

Tuyén dung 1a mot budc quan trong trong viéc nang cao chat luong ngudn
nhan lyc ctia Cong ty. Thuc té trong qué trinh tuyén dung, Cong ty khong thong
bao rong rai trén cac phuong tién théng tin dai chung nhu truyén hinh, dai phét
thanh, b4o ra hang ngay hay internet ... Do vy viéc tuyén dung chua dugc khac
quan, ngudn tuyén dung han ché, khong thu hut duge nhan tai tham gia tuyén
dung. Nam 2008 Céng ty chu yéu 1a tuyén lao dong tir con em ctia CBCNV va
tuyén qua su gi6i thiéu cta ho. Dua vao két qua phan tich & phan II cho thay
nam 2008 Cong ty tuyén 95 ngudi trong d6 ¢6 65 nguoi 1a con em cia CBCNV
trong Cong ty. Do d6 c¢o6 sy han ché vé sé lugng tham gia dy tuyén va Cong ty
khong c6 nhiéu co hoi lya chon nhiing lao dong c6 trinh do, chuyén mén cao
hon. Trong khi nhitng nguoi that sy c6 kha ning, trinh d6 va niang luc muébn
tham gia du tuyén lai khong cé co hoi dé ung tuyén. Picu nay khién cho cong

tac tuyén dung gap kho khan va khong dat két qua cao.
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% Muc tiéu ciaa bién phap:

- Tuyén chon nhiing mg vién tiém nang co trinh d6 ning lyc pham chét tht.

- Nhiam nang cao hiéu qua kinh doanh ctia Cong ty

% Noi dung cua bién phap:

- Pa dang hoa ngudn tuyén mo dé c6 thé thu hut dugc nhiéu Gng vién
tiém nang tao co hoi thuén loi cho viéc tuyén chon dugc nhiing Gng vién giau
tiém nang nhat, pht hop véi yéu ciu cta Cong ty.

- Céc truong Pai hoc va Cao dang hién nay 1a nguoén luc quan trong va rat
phong phu. Véi ngudn luc nay thi cac tng vién con gitr thoi quen hoc tap, con
rat tré va dy nhiét huyét, co kha ning tiép thu rat nhanh va c6 nhiéu sang kién.

- Ngoai ra con mot sb nguén khac nhu Ung vién tu ndp don xin viéc,
nguoi thit nghiép, nhan vién cii cua co quan ... tit ca nhiing ngudn nay tao
thanh mot tong thé phong phu giup cho Cong ty c¢6 nhiéu co hdi tuyén chon
duoc nhitng tng vién phu hop véi cac vi tri ma cong ty dang can.

Trong quy trinh tuyén dung méi thém budc phong van so bo dé co thé
loai bé ngay dugc nhitng ung vién khong phu hop véi chuyén mén ma Cong ty
dang can tuyén dung. Trong qué trinh tuyén dung can lam t6t hon vong thi tuyén
tay nghé doi véi tmg vién cta luong lao dong truc tiép vi ddy 12 mot bude sat
hach quan trong dé Iya chon tGng vién ¢ du trinh do ning luc dé dap tng duoc

nhu ciu cong viéc
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SO PO 3: QUY TRINH TUYEN DUNG MOI

Nhu cau tuyén dung

Lap ké hoach tuyén dung

Thu nhap ho so

l

Thanh lap hoi dong
tuyén dung

\4

Phong van so bo

v

Tién hanh xét tuyén

A 4

Tién hanh thi tuyén

l

Thong bao ky hop dong
thir viéc

A 4
Ky hop dong dai han va
giai quyét cac thu tuc khac

Bo phdn thuc hién
Céc phong ban

Phong t6 chirc nhan sy

Phong t0 chirc nhan su

Phong t6 chiic nhan su

Phong t6 chiic nhan su

Phong t6 chirc nhan sy

Hbi ddng tuyén dung

Phong to chirc nhan su

Phong t6 chirc nhan su

Phong t6 chirc nhan su

@ cong tac theoyeD Phong td chirc nhan sy
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Bang 18: Dy kién tuyén dung tir ngudn bén ngoai ciia ké hoach nam 2009

S6 nguoi
, , S6 nguoi bé viéc
S . S0 ngudi So nguoi . . _
STT | Nguoén tuyén dung , , hoan thanh | sau khi
du tuyén | tring tuyén | ]
tot cong viéc trung
tuyén
Tai cac truong Dai
1 | hoc va Cao dang 100 65 64 1
Ung vién tu nop
2 | don xin vi¢c 80 45 44 1
3 | Tong 180 110 108 2

* Chi phi tuyén dung theo wéc tinh:

- Chi phi tryc tiép cho cong tac tuyén dung : 22.000.000 dong

- Chi phi dao tao sau tuyén dung : 20.000.000 dong

- Chi phi bu dap cho ton thit do nhan vién dugc tuyén dung bd viéc:
8.000.000 dong

Téng chi phi cho hoat dong tuyén dung : 50.000.000 dong

* Dy kién két qua dat dwoc sau hoat dong tuyén dung:

Bang 19: Dy kién két qua dat dwoc sau hoat dong tuyén dung

Truwéce Sau
STT Chi tiéu Pon vi ; 3 Chénh léch
tuyén dung | tuyén dung
1 | San luong Téan 2.408.581 3.208.581 800.000
2 | S6 lao dong Ngudi 947 997 110
3 | NSLbbq Tan/Nguoi | 2.543,38 3.035,55 492,17
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Sau khi thuc hién bién phap Cong ty s€ c6 dugc nhitng tng vién co trinh
do cao, c6 kinh nghiém trong cong viéc, hon nita ho s€¢ dem lai bau khong khi
lam vi¢c md1 nang dong hon, nhiét tinh hon tir d6 s€ 161 kéo dugc nhitng ngudi
khac cung tham gia s& gop phan ning cao ning suét lao dong, nang cao hiéu qua
kinh doanh cua Céng ty va co thé ky vong ning suat lao dong binh quan 1a
3.035,55 tin/ngudi tang 492,17 tan/ngudi. Tuy nhién, v6i hinh thic tuyén dung
nay Cong ty can c6 ché do dai ngd hop 1y dé c6 thé giir chan dugc nhimg nhan
tai that su. Bén canh d6 Cong ty ciing can phai duy tri tuyén dung ngudn ndi bd
boi néu két hop ca hai ngudn nay thi s& mang lai hiéu qua kinh té cao.

3.2.2. Bién phap 2: Sip xép, bé tri, sir dung lao ddng niang dong va hop ly
hon

< Ly do dé ra bién phap:

Dua vao két qua phan tich & phan II cho thay sé liéu lao dong gian tiép &
mot s6 phong ban hién nay con dong so voi yéu cau thuc té ciia Cong ty. Diéu
nay lam cho bd may t6 chirc cong kénh ma hiéu qua lai khong cao (nguoi thi
nhan rdi, nguoi thi 1am khong hét viéc dan dén su chong chéo trong cong viée).

Mit khac, khdi Can bo quan 1y caa Cong ty nhin chung co tudi doi cao
(sap dén tudi vé huu). S6 luong lao dong ctia Cong ty & d6 tudi 45-60 tudi nim
2007 1a 110 ngudi chiém 11,99%, nam 2008 1a 104 nguoi chiém 11%. Véi
lwong nhan vién quan 1y 16n tudi nhu thé, co 18 cling 1a mot nguyén nhéan dan téi
nang suat lam viéc cta khéi quan 1y nay khong cao bdi & do tudi ndy sy niang
dong, sang tao trong cong viéc cuia ho gidm xuéng.

Tir nhitng phén tich trén ta thy con phai thyc hién tinh giam bo may quéan
Iy bang cach giam bét s6 luong lao dong gian tiép & mot s6 phong ban nhung
van dam bao hiéu qua hoat dong ciia bd may quan 1y.

¢ Muc tiéu cua bién phap:

Viéc giam bét sb luong lao dong gian tiép xudng mirc cho phép s& 13 nhan
t6 gop phan:

- Lam cho bd may quan 1y gon nhe

- Giam chi phi tién luong
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- Nang cao hi€u qua str dung lao dong cua Cong ty.

- Thac day su tang truong kinh té

% Noi dung cua bién phap:

Chuyén nhitng nguoi lao dong du thira ndy xudng lam viéc trong bd phan
khac dang can lao dong.

Chuyén b6t 2 lao dong c6 bang Ké toan tir phong hanh chinh tong hop véi
vi tri cong tac hién tai 1a phu trach tién lwong sang ting cuong cho phong Ké
toan tai chinh.

Bang 20: Dy kién giam s6 lwong lao dong gian tiép & mot sé phong ban

, S6 lao S6lao | So lao dong
So luwgng )
Chirc danh ) dong dong sau khi
thue te i

giam ting thay doi
Ban Giam Pdc 4 0 0 4
Phong Ké hoach Kinh doanh 7 0 0 7
Phong Hanh chinh tong hop 11 2 0 9
Phong Ké toan tai chinh 7 0 2 9
Phong Ky thuat an toan 7 0 0 7
Phong Cong trinh 4 0 0 4
Phong Piéu do 8 0 0 8

Sap xép hai nhan vién nay vao lam cung voi nhitng nhan vién ké toan
thanh thao vé nghiép vu va chuyén moén nham gitp ho nhanh chong quen vai
cong viéc.

Hang ngay lugng hang ho thong qua Cong ty kha 14 nhiéu, cac khoan thu
chi ciing vay. Nhiém vu cta cac nhan vién phong Ké toan tai chinh 1a hach toan
cac khoan thu chi, tip hop va phan anh trén s6 sach: kiém tra chung tir, quan 1y
viéc tinh toan va cac khoan chi tiéu tién mat, tién luong, tién thuong, phu cap an
ca ... cho CBCNV. Céng viéc kha 1 nhiéu, nhan vién trong phong déu phai lam

viéc mot cach cat lyc, tham tri 1a phai lam thém gid vao nhitng ngay nghi.
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Trong khi d6 tai phong Hanh chinh tong hop, cong viéc chinh 1a tham
muu cho Ban lanh dao vé sip xép, t6 chirc lao dong, dam bao cac chinh sach cho
CBCNV trong Cong ty, thanh toan tién luong cho CBCNV. Cong viéc tuy
khong phai don gian song phong Hanh chinh tong hop co thé b tri lai nhan vién
ma van dam bao hoan thanh tot cong viéc tranh duoc tinh trang “noi thtra chd
thiéu” nguoi lao dong.

Do nhiing nghiép vu & Phong K¢é toan tai chinh 13 kha phuc tap va nhiéu
nén nhitng nhan vién méi khé c6 thé nam bat duwoc nhanh chéng. Chinh vi vay
ma nén bd tri nguoi kém cip ho trong thoi gian dau cé thé 1a tir 10 — 15 ngay.
Trong truong hop nay thi dao tao cong viéc dudi hinh thire dao tao tai chd 1a
hop 1y nhat, tiét kiém duoc chi phi va thoi gian, nhan vién nhanh chéng tiép thu
dugc nhimg k¥ ning can thiét. Tuy nhién vé 1au dai thi nén ctr ho di hoc 16p
huan luyén, dao tao tai cac trudng chuyén nghiép.

< Dur kiéi két qua dat dworc:

Trong nam vira qua, theo s liéu ctia phong Hanh chinh tong hop thi s6
ngay lam thém cia CBCNV phong Ké toan tai chinh 1a 35 ngay. Néu lam thém
vao ngay thir bay, chu nhat thi Cong ty phai tra cho ho 200% luwong ngay thuong

Luong binh quan ctia CBCNV 12 105.000 dong/ngay

Viy sb tién luong ma Cong ty tra cho viéc 1am thém gid ctia nhan vién
phong Ké toan tai chinh trong nim qua la: 105.000 x 7 x 200% x 35 =
51.450.000 dong.

Theo tinh hinh thyc trang, hau nhu tudn nao Phong ké toan tai chinh cling
phai cat ctr nguoi 1am thém ngoai gio hodc 1am vao ngay nghi. Khi Cong ty d4
sap xép lai cac vi tri lao dong ¢ hai phong Ké toan tai chinh va phong Hanh
chinh tong hop thi s& khong con tinh trang nay nita, thay vao d6 Cong ty s& tiét
kiém duoc chi phi tuyén dung, chi phi dao tao, chi phi tién luong va céc khoan
thuong, dai ngd khac ma Cong ty s& phai bo ra dé tuyén nhan vién vao hai vi tri
dang thiéu & phong Ké toan tai chinh néu Cong ty khong sap xép lai.

Chi phi Cong ty c6 thé tiét kiém duoc:

- Chi phi tuyén dung vao 2 vi tri & phong Ké toan tai chinh:1.500.000 dong
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- Chi phi do tao sau khi di tuyén dung: 2.000.000 dong

- Luong phai tra cho 2 vi tri méi tuyén dung (lwong thir viéc 3 thang dau
la 1.200.000 ddng, sau d6 s& tang 1én tuy vao ning luc, mirc do hoan thanh cong
viéc) = 12 x 2 x 1.200.000 = 28.800.000 dong

Céc khoan tién thuong ngay 18 cho 2 vi tri 1a: 1.500.000 dong

Vay khi thyc hién bién phap sap xép bd tri lai lao dong gian tiép trong
Cong ty thi sé tiét kiém duoc 85.250.000 ddng , déng thoi giam han hién tuong
ngudi ngdi choi coOn ngudi thi lai 1am khong hét viéc.

3.2.3. Bién phap 3: Khuyén khich dong vién tinh than lam viéc ciia nguoi
lao dong

< Ly do dé ra bién phap:

Poi séng tinh than ctia nguoi lao dong ciing quan trong khong kém phan
doi séng vat chat. Béi voi ngudi lao dong néu nhu khong cé thu nhap thi sé
khong thé nudi sdng duoc ban than va gia dinh. Thé nhung doi séng tinh than
cia ho ma khong dugc quan tam kip thoi, ding I0c thi @6 that sy da trd thanh
mot van dé nghiém trong ddi véi cong ty. Pé ngudi lao dong c6 thé phat huy hét
nang luc ciia minh, tdn tdm vadi cong viée thi ho phai dugc dai ngd xung dang
khong chi vé vat chat va con ca vé mat tinh than nita. Thuc té doi séng tinh than
cua nguoi lao dong trong Cong ty nam qua chua thuc su dugc quan tdm, chd
trong, muc khen thuéng van chua tuong xing véi dong gop clia ngudi lao dong,
chua t6 chirc dugc nhiing budi lién hoan, tham quan, nghi mat cho CBCNV,
Cong ty da t6 chirc cac phong trao thé duc thé thao nhung két qua chua duoc
cao, co6 khi chi mang tinh hinh thuc, chiéu 1¢. Diéu nay dan dén viéc nguoi lao
dong chua phat huy hét nang lyc cuia minh, giam mirc lao dong hang say trong
cong viéc. Vi vay Cong ty phai luoén luoén quan tim va dua ra nhitng bién phap
hop 1y dé khuyén khich dong vién nguoi lao dong lam viéc.

% Muc tiéu cuaa bién phap:

- G6p phan kich thich tinh than 1am viéc ctia nguoi lao dong

- Tao diéu kién cho ngudi lao dong thi dua phan dau l1ap thanh tich
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- GiUp nguoi lao dong c6 nhitng khoang thoi gian nghi ngoi, thu gidn sau
nhing thoi gian lam viéc cing thing mét moi.

- Tang cuong su gin bo cta ngudi lao dong véi cong viée, vai tap thé.

% Noi dung cua bién phap:

Xay dung cac chuong trinh khuyén khich dong vién tinh than lam viéc
ctiia nguoi lao dong

Ban t6 chirc lao dong nén chu dong 1én ké hoach va thiét 1ap hé thong
chuong trinh khuyén khich nguoi lao dong, trinh va xin ¥ kién ctia ban lanh dao
Ccong ty.

Cac chuong trinh khuyén khich dong vién tinh than lam viéc cta nguoi
lao dong bao gom nhiing khuyén khich tai chinh va phi tai chinh.

* Nhitng khhuyén khich tai chinh bao gdm co: ting luong twong xtng
thuc hién cong viéce, tién thudng, phﬁn thuong, cac ché do tra cong khuyén
khich ... Trong d6 tién thuong thuong duoc cac to chic ap dung mot cach triét
dé nham khuyén khich nguoi lao dong.

Tién thudng d4 1am cho nguoi lao dong quan tdm hon dén viée tiét kiém
lao dong séng ciing nhu 14 lao dong vat hod, dam bao chat luong san pham cao
va khan chuong hoan thanh cong viéc trong thoi gian ngan nhat.

Céac nha quan ly nhan théy viéc thuc hién nhiém vu va su thoa man cua
ngudi lao dong co thé thyuc hién bang viéc dua ra cac phan thudng phu hop.

- Phan thuong phai thoa man nhu cau c4 nhan ctia ngudi lao dong mic du
tién lwong c6 thé ting song tién thuong s& 1a yéu t6 dong vién khi né thoa méan
nhu cau hoat dong. Khong phai moi ngudi déu thich giéng nhau va moi nguoi
c6 thé can nhiing thir khac nhau tai thoi diém khac nhau.

- Nguoi lao dong phai tin rang nhimg nd luc cta ho s& dugc ban quan Iy
biét dén va ho s& duoc thuong.

- Thuong phai cong bang twong xtmg vdi nhitng céng hién, thanh tich cua
nguoi lao dong dat duge. C6 nhu vay méi tao duoc dong luc phan dau, thi dua

cho ngudi lao dong, méi tao cho ho niém tin.

Sinh vién: Nguyén Thi Lé Quyén — Lop: QT90IN 100



Mot s6 bién phdp ndng cao hiéu qud qudn ly va st dung nguon nhdn luc
tai Cong ty C6 phdn cdng Vit Cdch
Tién thudng 1a mot van d€ ma Cong ty Co phan cang Vat Cach can phai quan

tAm hon nita. Ngoai mirc tién thuéng phan phdi theo loi nhusn dugc thuong vao dip
cudi nam thi céc thuong khéc ciing can phai quan tim hon vé mic thuong. Néu mirc
thuong qua thap s& khong tao cho nguoi lao dong tich cuc thi dua, khdng phét huy
hét tinh than sang tao ciing nhu sy cdng hién hét minh.

V6i cac cong hién cta ngudi lao dong nhu: Cac sang kién gop phan cai
thién hoat dong kinh doanh, cai thién moi truong lam viéc, hoan thanh cong viéc
vuot chi tiéu ké hoach, tiét kiém nguyén vat li¢u ... thi nén thuéng ngay sau
cong hién d6 mang lai hiéu qua, mac thuong nén cin ctr vao gia tri cia cong
hién. Pam bao sao cho ngudi c¢6 cong thi dugc thudng.

Cin ctr vao két qua danh gia thuc hién cong viéc ma thudng cho nguoi lao
dong. Dé c6 thé khuyén khich ngudi lao dong hon nita, viéc thudng ndy nén tién
hanh mdi quy mot 1an. Mirc thudng c6 thé 1a khong nhiéu nhung co tac dung tao
hi¢u tmg v61 nguot lao dong. Vi du cén cir vao Xép loai thyc hién cong viéc vao
cubi mdi thang c6 thé thuéng nhu sau:

- V6i lao dong dat loai xuét sic: thuéng 200.000d6ng/quy

- Vi lao dong dat loai gioi: thuong 150.000d6ng/quy

- Vi lao dong dat loai kha: thuong 100.000d0ng/quy

Cubi nam ngoai thudng loi nhudn thi nguoi lao dong con duoc thuong
dua trén xép loai thanh tich ca nam:

- Loai xuat sic: 400.000dong/nam

- Loai gi6i: 350.000d6ng/nam

- Loai kha: 300.000dong/nam

Thuong nhan dip 18 tét, ngdy truyén thong cua cong ty ...

Viéc thuong cho nguoi lao dong dién ra cong khai trude tap thé, tuyén
duong thanh tich

* Cach khuyén khich tinh than:

Khong phai lac nao cac khuyén khich vé mit vat chét ciing phat huy duogc
hét tac dung khuyén khich ngudi lao dong. O cac nudce phat trién, nhicu khi cac

khuyén khich tinh than (hay con goi 13 phi tai chinh) con quan trong hon ca
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nhiing khuyén khich vé mat vat chat. Con ¢ Viét Nam mot nuée dang phat trién,
tuy ngudi lao dong con ning vé van dé com 4o gao tién nhung cing voi su thay
d6i tich cuc vé thu nhip, mic sdng thi nhimg khuyén khich vé mit tinh than
dang dugc su quan tam cua xa hoi.

Cong ty nén thudng xuyén to chitc cac phong trao thi dua trong cong ty.

- Phong trao thi dua lao dong gioi, lao dong tién tién: to chirc cac hoi thi
hodc binh bau cudi mdi thang hodc mdi quy, nam.

- Phong trao thé duc thé thao, vin hod van nghé ...

- Binh bau gia dinh vin hod: bé me lao dong giodi, con cai chim ngoan ...

Nén thuong xuyén to chirc cac chuyén thim quan, nghi mat cho CBCNV
hang niam tao diéu kién cho moi ngudi thu gidn, dong thoi tao ra su gin két gitra
nhitng nguot lao dong vo1 nhau.

Pé nang cao thé lyc va doi séng vin hoa tinh than cho ngudi lao dong,
Cong ty thuong xuyén quan tim dén cac hoat dong, phong trao vian hod, thé duc
thé thao nhu t6 chire cac cudc thi bong d4, bong chuyén, bong ban, cau 16ng, cac
cudc thi cin nghé cho toan thé CBCNV Coéng ty, chio ming cac ngay 1& 8-3,
10-3, 26-3, 20-10 ...

T6 chirc nhitng budi biéu duong va khen thuong nhirng lao dong cé
thanh tich tt trong cong tac, ciing nhu trong gido duc con cai, giir gin nép
séng gia dinh ...

- T6 chirc trao phan thuéng cho cac chau la con em CBCNV trong cong ty
c6 thanh tich tdt trong hoc tap vao cudi nam hoc, trao qua cho cac chdu nhan dip
tét thiéu nhi, tét trung thu ...

Xay dung méi truong 1am viéc tot, an toan, lanh manh dé ngudi lao dong
yén tAm cong tac: trang bi ddy du dung cu lao dong can thiét, may moc thiét bi
dugc bao dudng dinh ky trong thoi gian sitr dung dé dam bao an toan cho nguoi

st dung, noi lam viéc dam bao du ti€u chuan v¢ sinh, phong chong chay no ...
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< Du kién két qua dat dwoc:

Bang 21: Du kién két qua dat dwoc sau khi Cong ty da sir dung bién phap

khuyén khich dong vién tinh thin lam viéc ciia ngwoi lao dong

Truée Sau Chénh léch
STT Chi tiéu Pon vi
bién phap bién phap (+,-) %
1 | Giatrisanluong | Tan 2.408.581 2.604.250 195.669 8,12
2 | Doanh thu VND 49.193.695.000 | 50.500.000.000 | 1.306.305.000 | 2,66
3 | Loinhuan VND 5.012.355.000 | 5.900.355.000 |588.000.000 | 17,72
4 | Tong s6 lao dong | Ngudi 947 947 0 0
5 | NSLbbq Tan/ngudi | 2.543,38 2.750 206,62 8,12

Sau khi thuc hién bién phap ta théy van cung ) luong lao dong 1a 947
nguodi nhung gia tri san luong ting thém 195.669 tan twong tmg 8,12%, gop
phan 1am cho doanh thu va loi nhuin ciing ting 1én 1.306.305.000 dong va
588.000.000 dong, ky vong ning suat lao dong binh quan ting Ién 206,62
tan/ngudi, twong tmg 8,12%. Khi st dung két hop giira dai ngd vat chat va dai
ngd tinh than hop 1y s& tao ra mot dong lyc tét phat huy tinh than tich cuc trong
lao dong cuia nguoi lao dong, tao ra bau khong khi tap thé tich cuc, gin bé trong
xi nghiép. Ngudi lao dong cam thay hai 1ong khi nd lyc trong cong viée cta ho
dugc dén dap mot cach ximg dang.

3.2.4. Bién phap 4: Tiép tuc dao tao dé ning cao chit lwong lao dong

< Ly do dé ra bién phap:

Pao tao nang cao chat luong lao dong can phai dugc tién hanh thuong
Xuyén nhu vady mai gidp cho nguoi lao dong khoéng bi tut hdu so véi su phat
trién cua xa hoi. Can ctr vao thuc trang lao dong cia Cong ty nam 2008, ta théy
trinh do tay nghé, chuyén mén cua ngudi lao dong con thip. Nam 2007 sb lao
dong PHTH 1a 583 ngudi chiém 63,5% tong sb lao dong, nam 2008 sb lao dong

da giam chi con 592 ngudi chiém 62,5% tong sb lao dong, nhung con s6 nay van
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con rat cao. Diéu nay chung to cong tac dao tao nang cao chat lugng lao dong &

Cong ty chua thuc su duoc chi trong. Vi viy dé dap tmg yéu cau nén kinh té thi
truong cd su canh tranh gay git nhu hién nay, Cong ty nén viéc t6 chiic cac
chuong trinh dao tao gilp nhan vién nang cao nang lyc chuyén mon phai luén
dugc quan tdm dé dap tng voi nhu cdu vé nhan luc c6 trinh d cao phu hop véi
cong nghé mdi, dap tng dugce nhu cau ctia cong viée thi cong ty can phai tiép
tuc tién hanh cong tac dao tao va dao tao lai s6 can bod cong nhan vién tudi con
tré, nang luc con han ché ma Cong ty hién co.

% Muc tiéu cua bién phap:

- Nang cao chat luong ctia nguoi lao dong va can bo quan ly

- Nang cao hiéu qua kinh doanh ctia Cong ty

- Tang strc canh tranh vé chét luong dich vu cta Cong ty trén thi truong

¢ N¢i dung ciia bién phap:

* P6i voi dao tao can bd quan 1y:

Pé thue hién tt cong tac quan 1y ciing nhu khdi cong viée phire tap bic cao can
dao tao doi ngii can bd quan 1y déng bo ca vé sd luong va c6 trinh d6 cao. Dé
lam duoc diéu nay Cong ty can thuc hién t6t mot sé giai phap sau:

Thir nhit: Can phai trang bi nhiing kién thirc méi, nang cao trinh do ning
luc quan 1y dé phu hop v6i nhitg thay doi vé cong nghé, ki thuat méi. Boi véi
khdi can bd quan 1y chuyén mon nghiép vu can duoc bdi dudng thém kién thirc vé
quan 1y san xuat kinh doanh va cho di hoc tai cc truong trong va ngoai nganh.

Thir hai: Cong ty can tién hanh t6 chuc cac khoi can bd quan ly di hoc tai
c4c trung tam chuyén dao tao vé quan Iy chat lugng cao va phai co chuong trinh,
co cau, kién thirc hop 1y cho timg khdi can bo quan 1y. Theo nhu kinh nghiém
ctia cac tap doan kinh té 16n va cong ty 10n trén thé gidi thi dao tao can bo quan
Iy cap cang cao thi ty 18 kién thirc vé kinh té, vé quan 1y phai cang cao va vé k§
thuat thi vira phai. “Cu thé d6i v6i Tong Giam Déc ty 18 d6 1a: 4-5-1 (diéu nay
c6 nghia 14 yéu cau vé kién thic kinh té chiém 40%, kién thuc vé quan 1y phai
dat duoc 50%, va cling phai biét vé k¥ thuat nhung khong can phai cao chiém

10%); Giadm dbc ty 16 d6 1a: 4,5-4-1,5; v6i quan ddc 1a: 4-3-3; véi to trudng 1a:
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3-2,5-4,5” [11]. Véi ty 1¢ kién thic nhu vay thi cac nha quan 1y & timg cap mai
phat huy hét nang luc cia minh, tién hanh t6 chirc van hanh cong vi¢c mdt cach
troi chay va hiéu qua. Mat khac khi dao tao can bd quan 1y phai theo hinh thirc
riéng, mang tinh dic thu ctia cong viéc. Cu thé nhu qua dio tao tai cic trung tim
chuyén vé dao tao quan 1y, hodc cung cap cac kién thirc co ban vé kinh té, vé
quan ly qua cac bai gidng hoac thong qua viéc xay dung, phan tich sur Iy cac tinh
hudng co ban trong quan 1y hay 1a dao tao thong qua viéc tap duot xdy dung cac
dé 4an cai tién phuong thirc quan 1y [6].

Thir ba: Khi dao tao can bd quan 1y, can tuyén chon nhimg ngudi co tri
théng minh, c6 niang khiéu tu duy phtrc tap va tu duy quan 1y. Vi quan 1y da tro
thanh moét linh vuc chuyén nganh khoa hoc, trén thuc té n6 dd trd thanh mot
nghé. Nghé quan 1y c6 nhitng dic diém ndi bat va nhitng doi hoi riéng dbi voéi
nguoi thuc hién. Do nhitng can bo duogc tuyén chon dé dao tao trd thanh can bd
quan 1y can c6 nhing tiéu chuan co ban sau:

- Nguoi ¢6 xu hudéng, dinh hudng vé quyén luc, vé quan 1y kinh té.

- Nguoi c6 nang khiéu bam sinh vé diéu khién ngudi khac, hop tac véi
nguoi khac.

- Nguoi c6 kha nang tu duy tong hop, tu duy nhan qua lién hoan, c6 kha
nang phat hién nhanh va giai quyét dut diém van dé trong yéu. Cong ty can co
cac bién phap va cac “phép thir” dé phat hién va lya chon nhitng ngudi c6 pham
chat va tu duy nhu vdy dé tién hanh dao tao. C6 nhu vay viéc dao tao moi co
hi¢u qua va Cong ty madi ¢6 duge nhitng can bd quan 1y tai nang.

Thir tu: Dao tao can bd quan 1y phai theo hinh thirc riéng mang tinh dac
thu va thich hop, cu thé 1a:

- Cung cép nhing kién thirc co ban vé kinh té, vé quan Iy qua cac bai giang.

- Thao luan theo cac cach khac nhau nhu: thao luan theo nhém, thao luan
theo kiéu “ban tron”, thao luan theo kiéu “tan cong tri ndo”. Nham giup cho céc
hoc vién c0 tu duy sdc bén, co cach nhin van dé tir nhiéu gbc do khac nhau. Biét
cach lat nguoc van dé, hiéu van dé mot cach sau sic va toan dién, tir d6 dua ra

cach giai quyét mot cach triét dé va hiéu qua.
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- Xay dyng, phan tich va sur 1y cac tinh hudng dién hinh trong quan ly

- Str dung cac phuong phap mo6 phong (hai kich, tro choi quan 1y).

- Pao tao thong qua viée tap duot xay dung cac dé an cai tién phuong
thirc quan ly.

* Pao tao can bo ky thuat:

Pao tao d6i ngil can bo ki thuat, cong nhan lanh nghé 1a mot van dé hét
strc quan trong dbi véi Cong ty Co phan cang Vat Cach. Viéc dao tao ho chu yéu
vé mat k¥ thuat, chuyén moén va kha ning tiép nhan cac tac dong quan 1y. Dé c6
mot doi ngil can bo, cong nhan ky thuat tay nghé cao, dap tng t6t nhitng yéu cau
ctia cong nghé ki thuat hién dai, Cong ty can thuc hién tot nhitng cong viée sau:

- Tiép tuc két hop véi cic truong cong nhan ky thuat, cac truong Cao
dang, trung hoc chuyén nghiép, truong day nghé, Cong ty t6 chirc cho CBCNV
di hoc nham dao tao cho ho nhimng kién thirc co ban va chuyén sau vé chuyén
mon nghiép vu va cac k¥ nang kinh doanh. Pdi véi khéi can bo ki thuat va
chuyén mon ky thuat can dugc bo tic thém kién thic va thiét bi mdy moc va
quy trinh cong ngh¢.

- Pay manh hoat dong hop tac va phat trién voi cac cong ty cling nganh,
cac cong ty lién doanh, cac cong ty nudc ngoai nham tiép thu trinh d6 cong nghé
hién dai va kinh nghiém quan 1y tién tién dé tir d6 dao tao va phat trién doi ngi
can bd cong nhan vién theo huéng chuyén nghiép va hién dai.

- Bén canh viéc dao tao tot nghé chinh, Cong ty can dao tao cho cong
nhan nghé thir hai, dé ho c6 thé thuc hién kiém nghé, kiém chirc. Lao dong theo
phuong thirc tién tién, thiic day ho tich cuc tham gia cai tién, sang kién k¥ thuat.
Tir d6 nang cao chét luong lao dong va hiéu qua kinh doanh.

- Kién thtrc dao tao cho cong nhan k¥ thuat phai theo mot co cdu hop 1y,
cu thé 1a kién thuc vé kinh té va quan 1y c6 thé thap nhung kién thirc vé ky thuat
phai cao. Theo kinh nghiém ctia cac nudc phat trién “két cau kién thirc dao tao
cho can bo k¥ thuat tot nhat 1a: 10% kién thuc kinh té, 5% kién thtc quan 1y,
85% kién thtrc k¥ thuat” [6].
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- Tién hanh thém nhiéu hinh thirc dao tao khéc nhau véi cac khoa hoc
khac nhau:

+ Kho4a hoc ning cao kién thirc tay nghé da c6

+ Kho4 hoc nghé méi, nghé thir hai

+ Kho4 bdi dudng kinh nghiém tién tién, di tham quan kién tap

+ Kho4 luyén tay nghé, thi tho gioi

+ Khoa boi dudng kién thirc vé quan 1y kinh té.

C6 thé noi, chat luong ciia ddi ngil cong nhan can bo ky thuat gop phan
quyét dinh vao hiéu qua kinh doanh ctia Cong ty. Tuy nhién viéc hd trg kinh phi
cho nguoi lao dong di hoc can cha y dén két qua dao tao, kha ning hoc tap cua
nguoi lao dong dé tranh tinh trang chi phi bo ra nhiéu nhung két qua thu duoc
khong tuong xtmg véi chi phi di bo ra. Pong thoi Cong ty ciling phai ¢ nhiing
chinh sach dai ngdé xing dang, nhiing ndi quy nghiém khic nhu: thing tién,
giang chirc, thuyén chuyén cong tac ... va phai c¢6 nhitng ché tai, rang budc cu
thé dé giir chan CBCNV c6 nang luc hay nhiing nhan tai di cir di dao tao khi vé
phai lam viéc tai Cong ty, trdnh tinh trang sau khi dugc dao tao ho s€ roi khoi
Ccong ty.

Cong ty nén dao tao thém 3 can bo lam cong tac quan ly va 4 ky su
chuyén nganh

Chi phi udc tinh 1a: 1.500.000 ddng/ngudi/théang

Thoi gian uéce tinh cho mdi khoa dao tao 1a 3 thang/nim

* Tong chi phi dao tao = 1.500.000 x 3 x 7 = 31.500.000 dong

Trong thdi gian cho cong nhan di dao tao Cong ty van phai thanh toan cho
7 lao dong nay

Luong trung binh cho 7 lao dong nay 1a: 2.200.000 dong/thang

* Tong luong phai tra 13 = 2.200.000 x 3 x 7 = 46.200.000 dong

Téng kinh phi Cong ty phai dau tu 1a = 31.500.000 + 46.200.000 =
77.000.000 dong
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< Du kién két qua dat dwoc:

- Trong ngin han: Khi dao tao xong, trinh d6 tay nghé k¥ thuat cia CN
dugc nang cao, k¥ ning quan 1y tién bd 1am ting ning suit lao dong, nam téi
Cong ty c6 thé dat muc lgi nhuan 1a 12,01 ty tang 2,01 ty, gia sit Cong ty van
giit nguyén s luong lao dong nim 2008 12 947 nguoi. Nhu vay nim 2008 cir
mot lao dong tao ra 10.572.708,55 dong loi nhuan thi sau dio tao nim 2009 cir
mot lao dong s& tao ra 12.671.594,51 dong loi nhudn, vé s twong do6i 1a
161,6%, tang 43,3% so v4i nam 2008. Piéu d6 thé hién hiéu qua cua viéc dao
tao, dao tao lai.

- Trong dai han: Hiéu qua dao tao trong dai han thuong dugc biéu hién
bang sy nang cao ning lyc, ning cao ning suat lao dong trong san xuat kinh
doanh. Do sau khi dao tao trinh do cta cong nhan vién dugc nang cao, co thé
dap tmg duoc nhu ciu cua cong viée va su chuyén doi cong nghé phuc vu cho

qua trinh kinh doanh cua Cong ty.
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KET LUAN

Cong ty Co phan cang Vat Cach di c6 nhirng thanh tuu dang ké trong
cong tac quan 1y nhan lyc, st dung ¢ hiéu qua ngudn nhan liyc cia minh, d6 13
yéu té quan trong gitip cho Cong ty C6 phan cang Vat Cach nang cao ning suit
lao dong va dat hiéu qua kinh té cao.

Cong ty C6 phan Cang Vat Cach 1a doanh nghiép dugc thanh 1ap tir viéc ¢b
phan hoa mot don vi thudc Cang Hai Phong. Sau 5 nam c6 phan hoa tong doanh
thu va mirc san luong hang hoa thong qua Cang da ting hon trudc rat nhiéu.

Niam 2003, Cong ty Co phan Cang Vat Cach da thuc hién d6i méi co ché
quan 1y, tic phong 1am viéc tao nén mot strc sdng mai trong hoat dong san xuat
kinh doanh. Vi vay, vdi co s& vat chét trang thiét bi tuy con lac hau nhung khoi
luong hang hod thong qua Cang di ting gip 1,5 1an trude khi c¢b phan, doanh
thu dat 19 ty ting gap 2,5 1an, tra cd tirc cho cd dong 10%/ nam. Dé nang cao
nang luc san xuat dap tmg dugc nhu cau phat trién kinh té ctia dat nuéc, Cang
dd dau tu mua méi cac trang thiét bi, xay dung co s& ha tﬁng, cal tao cac hé
théng kho bai chira hang...Dén nim 2004, khéi lugng hang hoa thong qua Cang
gap d6i so voi trude khi ¢d phan. Doanh thu dat 23 ty, ting gap hon 3 lan, thu
nhap binh quan 1,7triéu ddng/ngudi/thang. Cung v&i sy phat trién khong ngimg
ctia nén kinh té va qua trinh d6i méi trong phuong thitc hoat dong san xuét kinh
doanh thi niang lyc hoat dong ctua Cong ty ngdy cang phat trién hon. Dén nim
2008 Cong ty lubn dam bao du viéc lam cho 100% nguoi lao dong, nang cao
doi séng cho CBCNV, thu nhap binh quin ctia mdt cong nhan 1a 4,2 triéu
dong/ngudi/thang ngoai ra Cong ty con c6 mdt sb trg cip vé doc hai, 1am ca,
hinh thanh quy phuc loi luén chim lo dén doi sdng vat chat va tinh than cia
cong nhan.

La mdt doanh nghi¢p kinh doanh dich vu cang, trudc su hdi nhép nén
kinh té Québc té v4i nhiéu ap luc canh tranh Cong ty C6 phan cang Vat Cach

dang cb ging timg budc hoan thién cac hoat dong ctia minh. Mot trong nhiing
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van dé quan trong nhat ma cong ty can cha y hoan thién 1a van dé vé nhan luc.
Hién nay, cong tac quan ly nhan lyc ctia Cong ty van con nhiéu diém can khéc
phuc. Cong ty phai manh dan thay doi, cai tién phuong thirc quan 1y cii dong
thoi hoc tap va ap dung cac phuong phap quan 1y hién dai, tién tién trén thé gidi
nhim phat huy loi thé va nang cao ning luc canh tranh cia cong ty khong chi
trong nganh, trong nudc ma con ca trong khu vuc va trén thé gidi. Viée doi méi
phuong thirc quan 1y nhan lyc ciia cong ty can dugc tién hanh & tat ca cac khau,
dic biét 1a ¢ khau tuyén dung, ddo tao va phat trién ciing nhu sir dung ngudn
nhan lyc. C6 nhu vay cong ty mai tao ra cho minh mdt doi ngli nhan luc co chat
lwong cao, phat huy dugc toi da nang luc ctia nguoi lao dong dé tir d6 tao da
phat trién nhanh hon nita cho cong ty trong thoi gian ti.

Trong thoi gian duoc thuc tap tot nghiép tai Cong ty C6 phan cang Vat
Céach, em da van dung nhiing kién thirc da hoc ¢ Giang dudng dé nghién ctu
cong tac quan tri nhan luc ciia Cong ty 1am co s& cho dé tai khoa ludn cta minh.
Qua d6, em ciing manh dan dé ra mot s giai phap chu yéu véi muc dich nang
cao hiéu qua quan 1y va sir dung ngudn nhan lyc voi mong mudn cong tac quan
1y va stir dung nhan lyc tai Cong ty dugc cai thi¢n hon nira.

Mot 1an nita em xin cam on Ban lanh dao Cong ty C6 phan cang Vat
Céch, dac biét 1a cac c0, cac chu, cac anh chi lam viéc trong phong td chtrc hanh
chinh da tao diéu kién huéng din em trong qua trinh thyc tap. Pong thoi em
cling xin bay to 10ng biét on sau sac téi co gido hudng dan Thac si: Nguyén Thi
Hoang Pan di tan tinh gilp dd, chi bao em trong subt thoi gian 1am dé tai khoa
luan tot nghiép.

Do nang lyc va kién thuc con nhiéu han ché nén bai viét ctia em chac
chin s& con nhiéu thiéu sot, kinh mong thiy c6 va cac ban xem xét gbp ¥ dé bai
viét cia em dugc hoan thién hon.

Em Xin chdn thanh cam on!

Sinh vién

Nguyén Thi Lé Quyén
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Bao Sai Gon Giai phong ngay 27/8/2004

B§ Cong Nghiép, “Co quan thong tin 1y luan” ngay 24/9/2005

Tran Kim Dung, “Quan tri nhan su”, nam 2005, NXV Théng ké, trang 2
PGS.TS Poan Thi Thu Ha — TS Nguyén Thi Ngoc Huyén “Giéo trinh
chinh sach kinh té xa hoi”, Ha Noi nam 2002, NXB Khoa hoc va Ky
thuat, trang 380

PGS.TS Poan Thi Thu Ha — TS Nguyén Thi Ngoc Huyén “Giéo trinh
khoa hoc quan 1y, tap 11, Ha N6i nam 2002, NXB Khoa hoc va Ky thuat,
trang 378

T6 Pang Hai “Quan 1y ngudn nhan luc cia cac doanh nghiép”, nam 2004,
NXB Khoa hoc va Ky thuat

TS Nguyén Thanh Ho1 “Quan tri nhan su”, nam 2000, NXB Théng ké
Nhitng van dé cot yéu ctia quan 1y, Tap II, nim 1992, NXB Khoa hoc va
ky thuat

Nguyén Hitu Than, “Quan tri nhan su”, nim 2006, NXB Théng ké

10.Vién nghién ctru va phat trién Kinh té - X4 hoi
11.Website: WWW.Viétmanagerment.com.Vn
12.Website: WWW.Vpc.Org.Vn

13.Mot sb tai liéu lién quan duge Cong ty cung cap.
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