MGt s6 bién phdp néing cao higu qud sir dung nguén nhan luc tai
Cong ty Co phan Npi that 190

LOI MO PAU

Quan tri nhan sy 1a mot linh vuc ngay cang quan trong trong hoat dong
san xuét kinh doanh dé nang cao kha ning canh tranh ciia cong ty. Mot doanh
nghiép mudn ton tai va phat trién phai dit yéu tb ngudn nhan lyc 1én hang dau,
bdi vi tai nguyén con ngudi vo cing quy gid. Chinh vi thé cong tac quan 1y trong
mdi cong ty 1a yéu td vo cling quan trong gép phan tao nén stcc manh cua cong
ty.

Trong nhitng nim qua cic doanh nghiép noi chung, d6i véi cong ty Co
phan Noi that 190 noi riéng, cong tac quan Iy lao dong ngay cang dugc quan tim
hon, nham dap umg khong ngimg sy doi hoi cia co ché thi trudng va hoi nhap
trong va ngoai nude. Trong thoi gian thuc tap tai cong ty C6 phan Noi that 190,
qua cdng tac sir dung ngudn nhén lyc tai cong ty, em thiy rang cong ty da va
dang tich cuc tién hanh mot cach co hiéu qua cong tac nay. Tuy nhién cong tac
str dung ngudn nhan lyc cia cong ty van con nhiéu han ché doi hoi cong ty phai
c6 bién phap giai quyét.

Pé co cai nhin hoan chinh va toan dién hon cling nhu nhan thie duoc tinh
cap thiét cua van dé, cing v6i mong mudn tim hiéu vé linh vuc quan 1y va st
dung lao dong nén em chon dé tai:

“ M¢t so bién phdp ning cao hiéu qua sie dung nguon nhéin luc tai
cong ty C6 phéin Néi that 190” 1am dé tai cho luan vian t6t nghiép cia minh.

Bé cuc cta luan vin ngoai phﬁn mé& dau va phén két luan, luan van duoc
chia 1am 3 phan:

Phan 1: Co s6 Iy ludn vé nguon nhan lyc va quan tri nguon nhan lyec.

Phan 2: Phan tich va danh gid thie trang quan 1y va sir dung lao ddng tai
cong ty Cé phdn Néi that 190.

Phan 3: Mét sé bién phdp néing cao hiéu qua sir dung nguén nhan lyc tai
cong ty Cé phdn Néi that 190.

Pé tai nay duoc xdy dung trén co s¢ van dung nhiing kién thirc da tiép thu

duogc trong subt qua trinh hoc tap tai truong Pai hoc Dan 1ap Hai Phong, nhiing
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kién thtrc thu thap, tim hiéu trén thuc té cling nhu viéc nghién ctru tim hiéu thuc

té tai Cong ty Co phﬁn Noi that 190. Dudi su chi bao tan tinh cua cac co cha,
anh chi trong ban lanh dao, cac can bo cong nhan vién trong doanh nghi€p cung
su huéng dan nhiét tinh, tdn tdm cta giang vién: ThS. P Thi Bich Ngoc da tao
diéu kién tot nhat giup em hoan thanh dé tai nay.

Tuy nhién, do nhiing han ché vé& mit kién thic va cach nhin nhén, phan
tich van dé nén s& khong tranh khoi nhitng sai sot va khiém khuyét. Vay em rat
mong dugc sy nhan xét danh gid va gbp ¥ cua cac thay cd dé dé tai ciia em hoan
thién hon.

Em xin chan thanh cdam on!

Sinh vién

Nguyén Thi Linh
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PHAN 1
CO SO LY LUAN VE NGUON NHAN LUC VA QUAN TRI
NGUON NHAN LUC TRONG CONG TY

1.1 Cac khai niém veé nhan lyc va quan ly sir dung nhéan lye

1.1.1 Khdi ni¢m nguén nhén lyc.

Hién nay, nguén nhan luc la nguén luc quan trong nhét, quyét dinh su ton
tai va phat trién ctia mdi qudc gia cling nhw mdi doanh nghiép. Bing trén cac
g6c do khac nhau, khi nghién ctru vé ngudn nhan lyc cac tac gia di dua ra nhiéu
khai niém khac nhau vé nguén nhan luc dé phi hop véi muc tiéu nghién ciru va
diéu kién thyc té cua timg qudc gia.

Nhan lyc duoc hiéu 1a toan bo cac kha nang vé tri luc va thé luc cua con
nguoi duge van dung ra trong qua trinh lao dong, 1a mot ngudn luc quy gia nhat
trong qua trinh san xuét ctia doanh nghiép.

Nguoén nhan luc hay nguon luc lao dong bao gém tat ca nhiing ngudi
trong do tudi lao dong (theo quy dinh cua phap luat) c6 kha ning lao dong (trir
nhiing nguoi tan tat, mat sirc lao dong loai nang) va nhing nguoi ngoai do tudi
lao dong nhung thuc té dang lam viéc.

Ngué)n nhén lyc cia mot to chirc hinh thanh trén co sé clia cac ¢4 nhan co
vai tro khac nhau va dugc lién két v6i nhau theo nhitng muc dich nhat dinh.

Nguén nhan lyc khic véi cac ngudn luc khac ciia doanh nghiép do chinh
ban chat cta con nguoi. Cac ngudn luc khic cua doanh nghiép déu dugc ngudn
luc con nguoi diéu khién dé phuc vu cho hoat dong san xuét kinh doanh cta
chinh ban than doanh nghiép do ¢4 ngudn nhén lyc duoc coi 13 yéu té then chét
trong chién luoc phat trién cta doanh nghiép. Mdi nhan vién co cac nang lyc,
dic diém ca nhan khac nhau, c6 tiém ning phat trién va c6 kha ning doan két
lam viéc theo nhom, td, doi tao 1én hiéu qua cao trong cong viéc ma ho dam
nhan dong thoi ho lién két lai dé hinh thanh 1én céc t6 chirc, dé bao vé quyén loi
ctia ban than trong qua trinh lao dong san xuat kinh doanh.

Hiéu theo goc do rong hon thi ngudn nhan luc chinh 14 ngudn lyc ciia con

ngudi bao gdm hai yéu té chinh 1a thé luc va tri lyc.
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Xét theo pham vi hep hon trong pham vi mét t6 chirc thi nguén nhan luc

thé hién & s6 luong va chat luong ngudi lao dong dang 1am viéc trong to chirc
d6 bat ké cong viéc ma ho ddm nhan 1a gi.

Mic du ngudn nhan lyc dugc xét dén véi nhiéu khai niém khéc nhau
nhung déu théng nhat voi nhau d6 13 ngudn nhan luc thé hién kha ning lao dong
ctia x4 hoi. Ngudn nhan luc 13 tai nguyén quan trong va quy gia nhat dé danh gia
tiém luc phat trién cua mdi qudc gia, mdi ving, nganh, dia phuong, mdi
doanh nghiép. Ngudn nhén lyc 14 ngudn lyc phong phti nhit va da dang nhit so
voi cac loai tai nguyén khac.

1.1.2 Khdi niém quan tri nguén nhén luc.

C6 nhiéu cach hiéu vé quan tri nhan luc (con goi 1a quan tri nhan sy, quan
Iy nhan su, quan 1y ngudn nhan lyc). Khai niém quan tri nhan luc ¢ thé dugc
trinh bay ¢ nhiéu giac do khac nhau:

Theo Nguyén Hiru Than (2006), quan 1y nguon nhéan luc 13 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 thuén 1oi cho nguén nhan luc thong qua t6
chirc, nhim dat muc tiéu chién lugc va dinh huéng vién canh cua t6 churc.

Véi tu cach 1a mot trong nhitng chitc ning co ban cia quan tri to chire thi
quan tri nguén nhan luc bao gém viéc hoach dinh, t6 chuc, chi huy va kiém soat
cac hoat dong nham thu hat, st dung va phat trién con nguoi dé co6 thé dat duoc
muc tiéu cta to chirc.

Quan tri nhan lyc 1 tong hop nhimng hoat dong quan tri lién quan dén viéc
tao ra, duy tri, phat trién va str dung c6 hiéu qua yéu t con ngudi trong to chirc
nham dat dugc muc tiéu chung ctia doanh nghiép.

Quan tri ngudn nhéan lyc nghién ctru cac van dé vé quan tri con ngudi
trong céc to chirc & tAm vi mo ¢ 2 muc tiéu co ban:

- Str dung c6 hiéu qua ngudén nhan lyc nham ting ning suét lao dong va
nang cao tinh hiéu qua cia to chic.
- Pap g nhu cau ngay cang cao clia nhan vién, tao diéu kién dé nhan vién

dugc phat huy tdi da céc nang luc ca nhan, duogc kich thich, dong vién nhiéu
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nhét tai noi 1am viéc va trung thanh, tan tdm vé&i doanh nghiép.

Song du & goc d6 ndo thi quan tri nhan lyc van 1a mot trong nhitng churc
ning co ban clia qua trinh quan tri, giai quyét tit ca cac van dé lién quan tdi con
nguoi gan véi cong viée clia ho trong bat ctr to chitrc nao, quan tri nhan luc 13
mot hoat dong vira mang tinh khoa hoc vira tinh nghé thuit trong viéc tuyén
dung, dao tao, sir dung, phét trién va duy tri con nguoi trong t6 chtc ¢ hiéu qua
nhat nham dat t&i két qua t6i uu cho t6 chirc 13n nhan vién.

Hién nay, quan tri ngudn nhan lyuc trong cac cong ty Viét Nam 1a mot van
dé quan trong mang tinh cap bach. N6 doi hoi cac nha quan tri phai c6 cach tiép
can méi vé quan tri con nguoi trong doanh nghiép, d6 1a nhiing hoat dong trong
cac doanh nghiép thuc hién viéc thu hat, tuyén dung, dio tao va phat trién, duy
tri nguén nhan lyc, nhim dat dugc nhirng muc tiéu chién lugc cua doanh nghiép.
1.2 Chirc niing va vai trod ciia quan tri nguon nhén lyec.

1.2.1 Chirc néng ciia quén tri nguén nhén lyc.
1.2.1.1 Chikc ning thu hiit nguén nhén luc

Nhém chirc ning nay chd trong van dé dam bao du s6 luong nhan vién
v6i cac pham chat, trinh do va ning luc phu hop véi ning luc doanh nghiép. Dé
c6 thé tuyén dung nguoi cho dung cong viéc. Can ¢t vao chién luge kinh doanh,
ké hoach san xuit va thuc trang st dung lao dong ctia doanh nghiép.

Nhom chirc ning nay thudng bao gém cac hoat dong nhu: hoach dinh
nguoén nhan luc, phan tich cong viéc, phong van, trac nghiém, thu thap, luu trit
va xir 1y cac thong tin vé ngudn nhén lyc ctia doanh nghiép.
1.2.1.2 Chikc néing dao tao va phdt trién nguon nhén luc

Nhom chic ndng nay chu trong viéc nang cao ndng lyc cia nhan vién,
dam bao cho nhén vién trong doanh nghiép c6 cac k¥ ning, trinh do lanh nghé
can thiét dé hoan thanh cong vi¢c dugc giao va tao diéu kién cho nhan vién dugc
phat trién t6i da cac nang lyc ca nhan,

Cac doanh nghiép thuong 1ap céac ké hoach dao tao, huin luyén va dao tao
lai nhan vién mdi khi c6 sy thay d6i vé nhu cau san xuat kinh doanh hoic quy

trinh cong nghé, ky thuat.
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Nhom chtic ning dao tao va phat trién thudng thuc hién cac hoat dong

nhu: hudng nghiép, huan luyén, dao tao k¥ ning thuc hanh cho céng nhan, boi
dudng nang cao trinh do tay nghé va cip nhat kién thic quan 1y, k¥ thuat cho
can bd quan ly va can b chuyén mon nghiép vu.

1.2.1.3 Chirc néing duy tri nguon nhan luec.

Nhém chirc ning nay chu trong dén viée duy tri va st dung c6 hiéu qua
ngudn nhan lyc trong doanh nghiép. Nhom chirc nang nay gdm hai chirc ning la
kich thich, dong vién va duy tri cac mdi quan hé tot dep trong doanh nghiép.

Chtrc nang kich thich, ¢ong vién lién quan dén céc chinh sach va cac hoat
dong nhiam khuyén khich, dong vién nhan vién trong doanh nghiép lam viéc
hang say, tan tinh, ¢ y thuc trach nhiém va hoan thanh cong viéc vdi chat luong
Cao.

Chtrc nang quan hé lao dong lién quan dén céc hoat dong nham hoan thién
moi truong lam viéc va cac mébi quan hé trong cong viéc nhu: ky két hop dong
lao dong, giai quyét khiéu t6, tranh chip lao dong, giao t& nhan vién, cai thién
mai trudng 1am viée, y té, bao hiém va an toan lao dong.

1.2.2 Vai tro ciia quan tri nguén nhén lyc

Quan tri nhan luc gilt vai tro dac biét quan trong va ngay cang duoc cac
nha quan tri quan tdm nghién ctru va phan tich, xem day 1a mot chirc ning cot
161 va quan trong nhét cua tién trinh quan tri. Viéc nghién ctru quan tri nhan luc
nham dat dugc 3 muc tiéu hang dau:

- Nhim nang cao ning suit lao dong.

- Nham céi thién chat luong va chinh sach lam viéc

- Nhim dam bao tinh hop phép.

Do do, quan tri nhan luc ¢6 vai tro 1a mdt bo phan khong thé thiéu duoc
clia cong tac quan 1y san xuat kinh doanh trong cac doanh nghiép. N6 tim kiém
va phat trién nhitng hinh thtrc, nhitng phuwong phap t6t dé moi thanh vién c6 thé
dong gép dugc nhiéu nhat cho muc tiéu ctia doanh nghiép, déng thdi ciing tao

diéu kién dé chinh ban than ngudi lao dong phat trién khong ngimg.
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1.3 Noi dung ciia quan tri nguon nhén hrc.

1.3.1 Hoach dinh nguén nhén lyc

Qua trinh hoach dinh nguén nhan lyc can duoc thue hién trong mbi lién
hé mat thiét véi qué trinh hoach dinh va thuc hién cac chién lwgc va chinh sach
kinh doanh cuia doanh nghiép.Thong thuong, qui trinh hoach dinh dugc thuc
hién theo cac budc sau :

(1) Phan tich méi trudng, xac dinh muc tiéu va chién luoc cho doanh
nghiép.

(2) Phan tich hién trang quan tri ngudn nhan luc trong doanh nghiép.

(3) Du béo khéi luong cong viée (ddi v6i cac muyc tiéu, ké hoach dai han,

trung han) hoic xac dinh khoi luong cong viéc va tién hanh phan tich céng
viéc (d6i véi cac muc tiéu, ké hoach ngan han).

(4) Du bao nhu cau ngudn nhan luc (461 v&i cic muc tiéu, ké hoach dai han,
trung han) hoic xac dinh nhu ciu ngudén nhan lyc (dbi voi cac muc tiéu, ké
hoach ngan han).

(5) Phan tich quan hé cung cau ngudn nhan luc, kha ning diéu chinh va dé
cac chinh sach, ké hoach, chuong trinh thyc hién gilip cho doanh nghiép thich
mg voi cac nhu ciu mai va nang cao hiéu qua str dung ngudn nhan luc.

(6) Thyc hién cac chinh sach, ké hoach, chuong trinh quan tri ngudn nhan
luc cuia doanh nghi€p trong nam.

(7) Kiém tra danh gia tinh hinh thyc hién.
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Phan tich
mdi truong,
xac dinh
muc tiéu, lra
chon chién
lwoc

1.3.2 Tuyén dung nhén luc

Du bao / phan Du bao / xac
tich cong viéc » dinh nhu cau
nhan Iuc
A
Phan tich Phan tich
hién trang cung cau,
quan tri kha nang
ngudn nhan diéu chinh
Iuc

Chinh
sach

—>

Ké
hoach /
chuong

trinh

Thuc hién
-Thu hat
-bao tao
va phat
trién

-Tra cong
va kich
thich

-Quan h¢
lao dong

Kiém
tra,
danh
gia tinh
hinh
thuc
hién

Hinh 1.1 : Qud trinh hoach dinh nguén nhén lyc.

1.3.2.1 Khdi niém

Tuyén dung nhan sy 1a mQt qué trinh tim kiém va lga chon nhan su dé

[ Nguén : Quan tri nguén nhdn lwc — Tran Kim Dung]

thoa man nhu cau stir dung ctia doanh nghi¢p va bd sung luc luong lao dong can

thiét nham thyc hién muc tiéu cua doanh nghiép.

1.3.2.2 Muc dich ciia tuyén dung lao déng

Tuyén chon nhitng ngudi c6 trinh d6 chuyén mon can thiét, c6 thé dat t6i

nang suat lao dong, hiéu suat cong tac tot.

Tuyén chon nhitng ngudi vao lam viéc phai gan vai sy doi héi cua cong

vigc trong doanh nghiép.

Tuyén dugc nhitng ngudi c6 tinh than ki luat, du strc khoe vao lam viéce

trong doanh nghiép dap tmg duoc yéu cau cong viéc.
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1.3.2.3 Quy trinh tuyén dung.

Chuan bi tuyén dung

A 4

Thong bao tuyén dung

\ 4

Thu nhan, nghién ctru ho so

A 4

Phong van so bd

\ 4

Kiém tra, trac nghiém

A 4

Phong van lan 2

A 4

Xac minh, diéu tra

\ 4
Kham suc khoe

A 4

Ra quyét dinh tuyén dung

A 4

B0 tri cong viée

Hinh 1.2: Ngi dung, trinh tw ciia qud trinh tuyén dung trong doanh nghiép
[ Nguén : Quan tri nguon nhan e — Tran Kim Dung]
Buée 1: Chuan bi tuyén dung: Thanh lap hoi déng tuyén dung, nghién ctru
cac loai vin ban, quy dinh ctia Nha nudc va t6 chirc, doanh nghiép lién quan dén
tuyén dung; X4c dinh tiéu chuan tuyén chon.

Buéc 2: Thong bao tuyén dung: yét thi trudc cong doanh nghiép hoic trén
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cac phuong tién thdng tin dai ching. Thong b&o tuyén dung nén ngin gon nhung

ro rang, chi tiét va day da nhiing théng tin co ban cho ng vién nhu: yéu cau vé
trinh d9, k¥ ning, pham chét, cdng viéc chinh va thu tuc hd so...

Buwée 3: Thu nhéan, nghién ctu hd so: nghién ctru hd so nham ghi lai
nhitng théng tin chi yéu vé c4c tng vién, bao gdm: Hoc van, kinh nghiém, qua
trinh cdng tac; tinh trang strc khoe, nguyén vong...Nghién ctru hd so ¢6 thé loai
b6t mot sd tng vién hoan toan khong dap tng tiéu chuan cong viée, khdng can
lam tiép cac thu tuc khac trong tuyén dung, cd thé giam bot chi phi tuyén dung
cho doanh nghiép.

Burée 4: Phong van so bo: cude phong van nay thuong chi kéo dai 5 - 10
phlt, nham st dung dé loai bé ngay nhitng tng vién khong dat tiéu chuan hoic
yéu kém rd rét hon nhitng Gmg vién khac ma khi nghién ctru hd so chua phat
hién ra.

Buée 5: Kiém tra, trac nghiém: cac bai kiém tra, sat hach thuong duoc st
dung dé danh gia tmg vién vé kién thtrc co ban, kha ning thyuc hanh, p dung céc
hinh thire tric nghiém ciing c6 thé danh gia Gmg vién vé mot s6 kha ning dic
biét nhu: tri nhé, mure do khéo 1éo cua doi ban tay.

Buéc 6: Phong van 1an 2: duoc st dung dé tim hiéu, danh gia ung vién
trén nhiéu phuong dién nhu: kinh nghiém, trinh do, cac dic diém c& nhan nhu
tinh céch, khi chat, kha ning hoa dong va nhiing pham chét c& nhan thich hop
cho doanh nghiép.

Buée 7: Xac minh, diéu tra: d6 1a qui trinh lam sang to thém nhiing diéu
chua rd ddi voi nhitng Gng Vvién cé trién vong tét. Théng qua tiép xlc véi dong
nghiép cii, ban bé, thay cb gido hodc lanh dao cii cta tng Vvién, cdng tac xac
minh diéu tra s& cho biét thém trinh do, kinh nghiém, tinh c4ch cua Gmg vién.

Burée 8: Kham stre khoe: DU ¢6 trinh do, hiéu biét, thdng minh, tu cach tét
nhung néu suc khoe khong dam bao thi ciing khong nén tuyén dung. Néu tuyén
nhitng ngudi khdng dam bao vé mit strc khoe s& 1am anh huéng téi chét luong
cong vigc.

Buée 9: Ra quyét dinh tuyén dung: Céc budc trong qué trinh tuyén dung
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déu quan trong nhung budc quan trong nhat van 1a ra quyét dinh tuyén chon hay

loai bo nhitng tmg Vién, can xem xét mot cach c6 hé thong cac thong tin vé ung
vién, phét trién ban tom tit vé tng vién.

Buwée 10: B6 tri cong viée: sau khi quyét dinh tuyén dung nhan vién
moi, cdng ty s& bd tri, sip xép cho nhan vién do6 thir viée tai cong ty, sau thoi
gian thir viéc néu dap ung duoc yéu cau sé chinh thirc ki hop dong l1am viéc 1au
dai vai cong ty.

Trong thyuc té c4c budc va ndi dung trinh tu tuyén dung c6 thé thay d6i
linh hoat. Piéu ndy phu thudc vao yéu cau cong viéc, dic diém cua doanh
nghiép, trinh do cua hoi déng tuyén chon.
1.3.2.4 Cdc nguon tuyén dung nhén lwc ciia doanh nghiép
% Nguén tuyén dung bén trong

Pbi voi nhitng nguoi dang 1am viéc trong doanh nghiép, khi ching ta
tuyén lya nhimg nguoi ndy vao 1am tai cac vi tri cao hon vi tri ma ho dang dam
nhan 13 ching ta da tao ra dugc dong co t6t cho tit ca nhimg ngudi lam viéc
trong doanh nghiép. Chung ta c6 thé sir dung cac phuwong phéap sau :

- Str dung ban thong béo tuyén md, théng béo vé cac vi tri cdng viée can
tuyén ngudi. Ban thong bdo nay duoc giri dén tat ca cac nhan vién trong doanh
nghiép. Thong b&o nay bao gom c4c thdng tin vé nhiém vu thude cdng viéc va
C4c yéu cau vé trinh d6 can tuyén mo.

- Su gidi thiéu cua can bg, cong nhan vién trong doanh nghiép.

% Nguén tuyén dung bén ngodi

Pay 13 nhitng ngudi moi dén xin viée, nhitg nguoi ndy bao gém: ban beé
cia nhan vién, nhan vién cii cta céng ty, nhan vién cia cac hdng khac, cac
truong dai hoc va cao dang, va nhitng ngudi chua cd viée 1am dang c6 nhu cau
tim viéc. Chling ta c6 thé sir dung cac phuong phap sau:

- Thong qua quang céo trén cac phuong tién thong tin dai ching: quang
céo 1a hinh thérc thu hat ng vién rat hitu hiéu, dic biét 1a d6i véi cac doanh
nghiép lon.

- Thong qua van phong dich vu lao dong: sir dung van phong dich vu lao
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dong 6 ich loi 1a giam duogc thoi gian tim kiém, phong van, chon lya ang vién.

- Tuyén nhitng sinh vién vira t6t nghiép tir cac truong dai hoc, cao dang.

% Uu, nhwoc diém cia cdc nguon tuyén dung

> Ngudn bén trong:

- Uu diém:

+ Tan dung kha ning sin c6 ctia ngudn nhan luc trong doanh nghiép.

+ Tiét kiém chi phi tuyén dung.

+ Tao co hoi thing tién cho nhan vién trong doanh nghiép.

+ Péap ung nhu ciu cap béach vé nhén sy.

+ Nhan vién méi khoéng phai mat nhiéu thoi gian thich nghi méi truong 1lam
viéc.

+ Ty 1& bo viéc thap.

- Nhuogc diém:

+ B6 qua co hoi tuyén dung nhimg tng vién gioi bén ngoai.

+ Khong dap umg dugce néu nhu cau tuyén dung voi sé luong 16m.

+ Poi khi tao nén su thiéu séng tao, dap khuon.

+ Cac quyét dinh dé bat c6 thé gay xdo tron trong cong viéc, tam Iy khdng
t6t ciia Nhdm nguoi khdng duge dé bat.

> Nguon bén ngoai:

- Uu diém:

+ Ngudn tuyén dung rong, c6 thé thu hut duoc nhén tai vi vay co thé thu hit
duoc nhitng ngudi phu hop vai cong viée.

+ Pap tng duoc véi nhu cau tuyén dung can sb luong 16n.

+ C6 thé d6i méi ngudn nhan luc.

- Nhuoc diém:

+ Nhan vién méi chua duoc thir thach vé long trung thanh va ning luc.

+ Chi phi tuyén dung va dao tao 16n.

+ Phai mat mot thoi gian nhét dinh dé nhan vién méi thich nghi duoc voi
mOi truong lam viéc tai doanh nghiép.

+ Ty 18 bo viéc cao hon ngudn tuyén dung bén trong doanh nghiép.
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1.3.3 Phdan cong lao dong
1.3.3.1 Khdi niém

Phan cong lao dong 1a mdt qué trinh tach riéng cac loai lao dong khac
nhau theo tiéu thirc nhat dinh trong mat diéu kién xac dinh ctia doanh nghiép.
Thue chit caa phan cdng lao dong 1a chia qui trinh san xuat kinh doanh thanh
cac bo phan, t6 va giao cho mdi ca nhan, phi hop véi ning luc, so truong va dao
tao cua ho.
1.3.3.2 Muc tiéu cia phdn cong lao dong

Phén cong lao dong dam bao du sb luong, chit luong nhén sy, dap tng
yéu cau hoat dong san xuét kinh doanh ctia doanh nghiép.

Phan cong lao dong dam bao dung nguoi ding viéc.

Phéan cong lao dong dam bao dung thoi han, dam bao tinh mém déo va
linh hoat trong st dung lao dong.
1.3.3.3 Nguyén tic phin cong lao dpng

Can cur vao nang luc, s¢ truong, nguyén vong cuia nguoi lao dong.

bam bao sy phu hop gifta cac ca nhan nguoi lao dong véi nhau.

Phén cong phai xac dinh & nhiém vy, quyén han ciia nguoi lao dong.

Phai dam bao quan hé thich hop giita nhiém vu véi quyén loi.

Pam bao cung cip day du nhitng diéu kién lao dong cho ngudi lao dong.
1.3.3.4 Cac hinh thiec phan cong lao dong trong doanh nghiép

Phan cong lao dong theo chirc nang.

Phan cong lao dong theo cong nghé.

Phan cong lao dong theo mirc do phirc tap cua cong viéc.

1.3.4 Ddnh gia nang lyc nhdn vién
1.3.4.1 Muc dich

Danh gi4 nang luc thuc hién cong viéc cua nhan vién dugce su dung trong
nhiéu muc dich khac nhau nhu:

- Cung cap thong tin phan hdi cho nhan vién biét muirc d6 thuc hién cong
viéc cta ho so véi céc tiéu chuan mau va so véi cac nhan vién khac.

-Giup nhan vién diéu chinh, sira chira cac sai lam trong qua trinh lam viéc
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-Kich thich, dong vién nhan vién théng qua nhiing diéu khoan vé danh

gia, ghi nhan va ho tro.

-Cung cip cac thong tin 1am co s¢ cho cac van dé dao tao, tra luong,
khen, thuong. Phét trién sy hiéu biét vé cong ty thong qua dam thoai vé cac co
ho1 va hoach dinh nghé nghiép.

-Tang cudng quan hé tét dep giira cip trén va cap dudi.

1.3.4.2 N¢i dung, trinh tw thwc hién

Thong tin phan hdi t6 chirc

Muc dich

Cua

to chirc Tiéu chuan banh Str dung trong
; mau tir ban ga hoach dinh ngudn
A . A thuc R ,
mo ta cong [ | nhan lyc, tra luong,
hién , \
viéc va ‘ khen thuong, dao tao
on < .
muc dich cua cong va kich thich
X 1 Viéc
to chirc

Thong tin phan hoi ca nhan

Hinh 1.3: H¢ théng ddnh gid ning lwe thue hign céng viéc ciia nhén vién.
[ Nguén : Quan tri nhdn luc — Tran Kim Dung]

Danh gia nang lyc thyc hién cong viéc cua nhan vién dugc thuc hién theo
trinh tu 7 budc sau:

Buéc 1: Xac dinh cac yéu cdu can danh gia: Cac nha lanh dao can xac
dinh linh vuc k¥ ning, két qua can danh gia, va nhitng yéu to nay lién hé véi
viéc thuc hién muyc tiéu ciia doanh nghié¢p nhu thé nao.

Buéc 2: Lua chon phuong phap danh gid thich hop: Trong thuc té ¢ rat
nhiéu phuong phap danh gia thuc hién cong viéc va khong c6 phuong phap nao

duoc cho 1a tot nhat cho moi t6 chirc. Ngay trong ndi bo doanh nghiép ciing c6
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thé str dung cac phuong phap khac nhau ddi véi cac bd phan don vi hodc véi cac

dbi tegng nhan vién khac nhau.

Buéc 3: Huan luyén k¥ nang danh gia, huin luyén nhitng nha lanh dao va
nhitg ngudi 1am cong tac vé danh gia thyc hién cong viéc ctia nhan vién. St
dung cac phuong phéap khéng thich hop hodc xac dinh cac nguyén tic, tiéu
chuén va diém dénh gia khong chinh xac s& dan dén tinh trang khéng cong bang,
lang phi hozc 1am cho céc quyét dinh tra lwong, khen thudng khong chinh xAc.

Buéc 4: Thao luan voi nhan vién vé ndi dung pham vi danh gia: Thong
thuong nha quan tri phai théng bao cho nhan vién biét ngay khi nhan cong viéc
vé C4c tiéu chudn, pham vi s& danh gia. Tuy nhién, trudc khi thyc hién danh gia,
nha quan tri van phai thong béo lai cho nhan vién vé ndi dung, pham vi danh
gia, va tAm quan trong cua két qua danh gia dbi voi ca doanh nghiép 13n nhan
vién.

Buoc 5: Thuc hién danh gia theo ti€u chuén trong thuc hién cong viéc:
Thue hién so sanh, phan tich két qua thuc té thyc hién cua nhan vién voéi tiéu
chuan mau, tranh tinh cam, 4n twong cta nha ldnh dao anh hudng téi két qua
danh gia.

Buéc 6: Thao luan v6i nhan vién vé két qua danh gia: Nha lanh dao nén
thao luan voi nhan vién vé két qua danh gia, tim hiéu nhing diéu nhat tri va
chua nhét tri, chi ra nhitng diém tot ciing nhu nhitng diém can khic phuc stra
chira trong qua trinh thuc hién cong viéc ctia nhan vién.

Bude 7: Xac dinh muc tiéu va két qua md&i cho nhan vién: cai tién thuc
hién cbng viéc, dé ra céc chi tiéu méi cho nhan vién. Bé dam bao rang céc chi
tiéu nay kha thi, 13nh dao can quan tam tim hiéu xem nhan vién can c6 nhing su
hd trg ndo tir phia cong ty va nhan vién ¢ nhitng chuong trinh hanh dong cu thé
ndo trong timg khoang thoi gian nhét dinh.
1.3.4.3 Cac phwong phap danh gia

Céc phuong phap 4p dung dé danh gia niang lyc thuc hién cong viée cua
nhan vién gém co:

1. Phuong phéap bang diém
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2. Phuong phap xép hang luan phién

3. Phuong phép so sanh cdp
4. Phuong phap phé binh luu giir
5. Phuong phép quan sat hanh vi
6. Phuong phap quan tri theo muc ti€u
7. Phuong phép dinh lugng
1.3.5 Bao tgo va phit trién
1.3.5.1 Khdaii ni¢m

Pao tao 1a mot qua trinh c6 hé théng nham nudi dudng viée tich liy cac
k¥ ning, nhiing quy tac, khai niém hay thai d6 din t6i sy twong xung hon gitta
nhitng dic diém cta cong nhin vién va nhitng yéu cu ctia cong viéc.

Phét trién 13 qué trinh 1au dai nhim nang cao ning luc va dong co cua
cong nhan vién dé bién ho thanh thanh vién twong lai quy bau cua to chire do.
Phat trién bao gdm khong chi co dao tao ma c6 ca sy nghiép va cac kinh nghiém
khac nira.
1.3.5.2 Muc dich ciia dao tao va phdt trién.

G1up nhan vién lam cong viéc tdt hon, dac biét khi nhan vién khong dap
tmg dugce tiéu chuan mau cua cong viée hodc khi nhan cong viéc moi.

Cap nhat nhirng k¥ nang, kién thic méi cho nhan vién, tranh tinh trang
quan ky 16i thoi, lac hau.

Hudng dan cong viée cho nhan vién mdi.

Chuan bi d6i ngii can bd quan 1y, chuyén méon ké can.

Thao mén nhu ciu phat trién cta nhan vién.

Giai quyét cac van dé cta to chirc nhu mau thuin giita nhan vién, giita

nhan vién va cong doan, hay voi nha quan tri
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1.3.5.3 Tién trinh dao tao va phdt trién.

Dinh r6 nhu cau dao tao, phat trién

'

An dinh cac muc tiéu cu thé

v

Lua chon phuong phap thich hop

v

Lua chon céc phuong tién thich hop

'

Thuc hién chuong trinh dao tao, phat trién

v

Panh gia chuong trinh dao tao, phat trién

A

Hinh 1.4: Tién trinh dao tao va phdt trién
[ Nguén : Quan tri nhdn si - Nguyén Hiru Théan 2006]

> Dinh ré nhu cdu dao tao va phdt trién:

Viéc x4c dinh nhu cau ddo tao cua doanh nghiép phai dugc phan tich dé
tong hop c4c loai nhu cau sau :

- Phan tich doanh nghiép : phan tich doanh nghiép can danh gia duoc chi

s6 hiéu qua vé mit to chirc, ké hoach chuan bi d6i ngii can bd ké can, nhan
vién va moi trudng to chirc. Trong phan tich mdi truong t6 chic can danh gia
day du quan diém, tinh cam, niém tin, ctia cac thanh vién trong doanh nghiép ddi
véi t6 chirc, doanh nghiép va c4c tac dong cua van dé dao tao khdng day di dén
nhimg diém khdng tét trong moi truong to chic.

- Phan tich tac nghiép: phan tich tc nghiép xac dinh loai k¥ nang va cac

Hanh vi can thiét dé thuc hién tot cong viéc. Phan tich tic nghiép ch trong
X&c

dinh xem nhan vién can lam gi dé thue hién cdng viée tot.

- Phan tich nhéan vién: loai phan tich nay chu trong 1én cac nang luc va
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cac dic tinh c& nhan cua nhan vién, dugc str dung dé xac dinh ai la nguoi

can thiét duoc dao tao va nhitng k¥ ning, kién thuc, quan diém nao can thiét
duogc linh hoi hay chd trong trong qué trinh dao tao, phat trién.

» Xac dinh muc tiéu dao tao:

Muc tiéu cudi cling cua dao tao 13 dat dugc hidu qua cao nhat vé té chuc, 1a
viéc sir dung tdi da nhan luc. Tuy nhién dé dat duoc muc tiéu cudi cing d6 con
can phai dat dugc nhitng muc tiéu trung gian khac. Do viy, trong qua trinh dao
tao phai trinh bay chinh xéc, rd rang, ngin gon c4c muc tiéu dé ra. Néu thiéu
ching viéc xay dung nhimng chuong trinh dao tao khé c6 thé dat hiéu qua cao,
kho xac dinh két qua can dat dugc cua chuong trinh dao tao.

» Lua chon cdac phuwong phap va phuong tién thich hop:

Cac phuong phap dao tao rat da dang va phl hop véi timg dbi twong tir sinh
vién thuc tap, cong nhan truc tiép san xuat, cAp quan tri tuyén tht nhat ( kiém
soat vién, quan doc phan xuong ) dén C&c cap quan tri trung cap Va cao cap. Mdi
mot phuong phép c6 cach thic thuc hién, vu nhuoc diém riéng ma cac doanh
nghiép can can nhac dé lya chon cho phll hop véi diéu kién cong viéc, dic diém
vé lao dong va vé ngudn tai chinh ctia minh. V&i mdi phuong phap dao tao lai
co cac phuong tién tuwong ung doi hoi cac doanh nghiép phai lya chon sao cho
that thich hop vdi hoan canh ctia minh.

» Thuc hién chuwong trinh dao tqo:

Chuong trinh dao tao 1a mot hé thong cac mdn hoc va bai hoc duge day,
cho thay nhing kién thirc ndo, k¥ ning nao can dugc day va day trong bao lau.
Trén co s& d6 Iwa chon phuong phap dao tao thich hop. Co cac loai chuong trinh
dao tao sau:

- Pao tao trudce khi 1am viée, bao gdm: Pinh hudng lao dong, phét trién k¥
nang, dao tao an toan.

- bao tao trong khi lam viéc, bao gém: bao tao nghé nghiép, dao tao
nguoi gidm st va quan ly.

» Danh gia chwong trinh dao tqo:

Pé cong tac danh gi4 dat hiéu qua, can cd cac phuong phap danh gia ngay

Sinh vién: Nguyén Thi Linh — Lép OT110IN 18



MGt s6 bién phdp néing cao higu qud sir dung nguén nhan luc tai
Cong ty Co phan Npi that 190

tir dau va 1am rd noi dung danh gi4, nguoi thuc hién danh gia, cach thic ddnh

gi4, thoi diém danh gid. Cu thé 14 :
Mic 1: Panh gi4 vé cam nhéan va su hoc héi ctia hoc vién trong khoa hoc.
Mt 2: Panh gi4 kha nang tng dung nhitng diéu di hoc vao cong viéc.
M 3: Panh gié viéc thuc hién ké hoach dao tao va hiéu qua cta dao tao

d6i voi doanh nghiép.

1.3.6 Tra cong lao dong.

1.3.6.1 Co ciu hé thong trd cong trong doanh nghiép

4 N\
- Luong co ban
(. J
4 , T\
- > Phu cap
Thu lao vat chat L )
( )
> Thudng
& J
, , 4 N\
Co cau hé thong > Phuc loi
tra cong N J
4 , T\
| Co ho1 thang tién
'\ J
, ( )
Thu lao phi vat chat w 5 Cong viéc thi vi
& J
( R )
» Dicu kién lam viéc
& J

Hinh 1.5: Co cdu hé théng trd cong trong cdc doanh nghiép.
[ Nguén : Quan tri nhdn lyc — Tran Kim Dung ]
»  Thu lao vdt chat:

Thu lao vat chat 1a mét dong luc quan trong thic déy nhan vién lam viéc
nhiét tinh véi tinh than trach nhiém, phr?'m dau nang cao hi¢u qua cong viéc duoc
giao.

- Luong co ban: I tién luong duge xac dinh trén co s¢ tinh du cac nhu

cau co ban vé sinh hoc, xa hdi hoc, vé& d6 phtc tap va muc do tiéu hao lao dong
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trong nhing diéu kién lao dong trung binh ctia tirng nganh nghé, cong viéc.

- Phu cép luwong: 12 tién tra céng lao dong ngoai tién lwong co ban. N6 bd
sung cho luong co ban, bu dip thém cho ngudi lao dong khi ho phai lam viée
trong nhitng diéu kién khong 6n dinh hodc khdng thuan loi. Tién phu cap ¢ y
nghia kich thich nguoi lao dong thuc hién tét cdng viéc trong nhitng diéu kién
kho khan, phirc tap hon binh thuong.

- Tién thuong: 13 mot loai kich thich vat chat c6 tac dung rat tich cuc dbi
v6i ngudi lao dong trong viée phan du thuc hién cong viéce tot hon.

- Phc loi thé hién su quan tdm ctia doanh nghiép dén doi séng nguoi lao
dong, co tac dung kich thich nhan vién trung thanh, gin b6 voi doanh nghiép.
Phic loi caa doanh nghiép gom c6: Bao hiém x& hoi, bao hiém y té, bao hiém
that nghiép, huu tri, nghi phép, nghi 12. ..
> Thii lao phi vit chat

Thu lao phi vat chét giit vai trd quan trong nham thoa man toi da nhu cau
da dang cua ngudi lao dong. Muc séng cang cao thi nhu ciu vé tinh than ngay
cang cao, khuyén khich tinh than chinh 1a bién phap dugc &p dung dé théa man
nhu cdu ngay cang cao ctia ngudi lao dong. Thu lao phi vét chit gdm co:

- Co hoi thang tién
- Cong vi¢e thu vi
- Diéu kién lam viéc
1.3.6.2 Cdc hinh thirc tién lwong.

C6 hai hinh thire tién luong, d6 1a: Luong thoi gian va lwong san pham.
< Lwong thoi gian: Tra cong theo sb ngay cong, gio cong thuc t& ma nguoi
lao dong thuc hién.

Cong thirc: L,=T, xL
Trong do:

L, : Luong thot gian.
T, :S6 ngay cong, gio cong thuc té.
/22

L : Mtrc luong ngay (luong gio), voi: L L

Lyo = Lo, /8

ngay = Lithan g

ngay
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> Diéu kién dp dung:

Ap dung dbi v6i nhitng cong viéc hanh chinh, vin phong, nhiing cong
viéc khong khoan theo san pham.

Doanh nghiép can bb tri dung ngudi, dung viéc.

Doanh nghiép phai c6 hé théng kiém tra, theo dbi viéc chip hanh thoi
gian lam viéc ctia nguoi lao dong.

Can tranh khuynh hudng lam vi¢c chiéu 1¢, thiéu trach nhiém, khong quan
tam toi két qua 1am viéc.

Hinh thire tra luong nay chi cin ctr vao thoi gian lam viéc, d& mang tinh
binh quan vi khong phan bi¢t dugc nguoi lam viée tich cuc voi nguoi lam vige
kym tich cuc.
> Uu diém:

Nguoi lao dong s& chiam chi lam viéc dé dat duwoc nhiéu ngay cong, gid
cong.

Dé tinh toan, ddm bao cho ngudi lao dong mot khoan thu nhap nhét dinh.
>  Nhuoc diém:

Khong gén két duoc chét luong va $6 lugng cong viéc lam duoc.

Kho khan trong qua trinh danh gia nhan vién vi khong biét ai tich cyc, ai
khong tich cuc nén khong khuyén khich dugc nguoi lao dong st dung hop 1y
thoi gian lao dong va nang cao chit luong lao dong ctia minh.
< Lwong sdn phdm: La hinh thirc co ban nhat, rat pho bién phu hop véi
nhitg doanh nghiép san xuat.

Cong thire: L= DG x N,

Trong do:

L,,: Luong theo san pham.

N, : SO san pham thyc té dat chat lugng d& hoan thanh.

DG: Pon gia luong san pham.
> Diéu kién ap dung:

Doanh nghiép phai xay dung dugc dinh murc lao dong c6 can ctt khoa hoc.

T6 chirc va phuc vu tot noi 1am viéc dé han ché tbi da thoi gian ngimg
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viéc.

Thuce hién tot cong tac thdng ké kiém tra, nghiém thu san pham.

Lam t6t cong tac gido duc ¥ thic trach nhiém va danh gia thuc hién cong
viéc.
> Uu diém:

Gan lién tién luong voi két qua san xuat ciia mdi ngudi, kich thich nang
cao ning suat lao dong.

Khuyén khich nguoi lao dong ¢ ging nang cao trinh do tay nghé, phat
huy sang kién cai tién k¥ thuat dé tao ra nhiéu san pham.
»  Nhuoc diém:

Nguoi lao dong dé chay theo s6 lugng ma quén di chat luong san pham.

Nguoi lao dong it cham lo tdi cong viéc chung cua tap thé.
1.4  Cac nhan td anh huéng dén quan tri nguén nhan lue.
1.4.1 Nhén t6 bén ngodi.

> Yéu to kinh té
Bao gom nhiéu yéu té tac dong t6i doanh nghiép nhu: chu ky kinh té, xu

huéng ciia GNP, tc do tang trudng kinh té, ty 16 lam phat, 13i suat ngan hang,
can can thanh toan, tién luong. ..

Chu ky kinh té, chu ky kinh doanh cta nganh tham chi cua ca doanh nghiép
c6 anh hudng rat 16n dén quan tri ngudén nhan lyc & doanh nghiép. Trong giai
doan ma kinh té suy thoai, hoic kinh té bat 6n dinh c6 chiéu huéng di xudng,
doanh nghiép mot mat can phai duy tri luc luong c6 tay nghé, mot mat phai
giam chi phi lao dong. Do vdy doanh nghiép phai dua ra cac quyét dinh nhu
giam quy mo vé so luong, giam gid 1am viéc, cho nhan vién tam nghi, nghi viéc
hodc giam phuc loi... Nguoc lai khi kinh t& phét trién va c¢d chidu huéng on
dinh, doanh nghiép lai 6 nhu cau mé rong quy md san xuat, doi hoi doanh
nghiép phai tuyén thém nguoi, thu hit nhan tai, ting phic loi.

> Yéu t6 chinh tri phdp ludt

Luat phap ciia Nha nudc c6 anh hudng rat 16n t6i sy phét trién ngudén nhan

luc ctia doanh nghiép, dac biét l1a Luat lao dong - c&c b luat nay doi hoi doanh
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nghiép phai quan tdm dén céc loi ich chinh dang cua nguoi lao dong, trong d6 co

nhu cau phat trién nghé nghiép chuyén mdn, nhu cau thing tién...

Cac bo luat nay ciing rang budc nhirng diéu khoan sir dung lao dong cua
doanh nghiép, doi hoi doanh nghiép phai c6 chuong trinh phat trién nhan luc
phUhop nhu thdi gian 1am viée, diéu kién 1am viéc ma luat phap quy dinh.

C4c tiéu chuan vé timg loai nhan luc ngodi viéc phai dap umg duoc yéu
cau,muc tiéu, nhiém vu cdng viéc con phai nhat quan voi dudng 16i chinh sach
ctia Dang va Nha nudc, vai c4c tiéu chuan vé trinh d6 hoc van, tudi tac, kinh

nghiém... do Nha nuéc quy dinh.

> Yéu t6 khoa hoc kj thudt, cong nghé

Chlng ta dang séng trong thoi dai bing n6 vé khoa hoc k¥ thuat, cong nghé
thong tin. Dé du st canh tranh trén thi trudng, cac doanh nghiép phai ludn quan
tam tGi viéce cai tién k¥ thuat, thay d6i cong nghé, nang cao trinh d6 co gidi hoa,
tu dong hoa, thay doi quy trinh san xuat, ché tao san pham. Diéu d6 doi hoi sb
luong, chat luong, kinh nghiém va k¥ ning lao dong cua doi ngii nhan sy ciling
phai c6 su thay d6i, diéu chinh, hay ndi khac di 14 chuong trinh phat trién nhan
luc ctia doanh nghiép ciing phai ¢6 su thay d6i cho phU hop véi cdng nghé da
duoc lua chon.

» Yéu t6 van héa - xa hoi

Yéu td ctia van hoa - xa hoi cO thé tac dong téi doanh nghiép nhu: xu
hudng nhan chung hoc, chuan myc dao dirc, quan niém vé mic song, sé thich
vui choi giai tri, binh dang gidi. ..

> Yéu t6 tw nhién

Ngay nay nhiing van dé vé moi truong ngay cang dugc quan tdm hon nhu:
van d& 6 nhidm méi truong, sir dung 1ang phi cac ngudn tai nguyén... Cac doanh
nghiép can phai c6 nhitng chinh séch, bién phap nhiam bao vé méi truong.

1.4.2 Nhdn to bén trong.

> Phurong hudng, nhiém vu va muc tiéu phdt trién ciia doanh nghiép.

M&i doanh nghiép déu c6 nhirng muc tiéu phat trién riéng, thé hién théng

qua nhimng chtc ning, nhiém vu cta doanh nghiép & timg thoi ky phét trién.
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Muc tiéu phét trién ctia doanh nghiép s& dit ra nhitng yéu cau cu thé vé nhan luc

ctia doanh nghiép, diéu d6 doi hoi doanh nghiép phai phét trién ngudn nhan luc
cho pht hopvéi nhitng yéu cau d6 va mdi bo phan chuyén mén phai dua vao
muc tiéu ctiia doanh nghiép dé dé ra c4c muc tiéu caa bd phan minh.

> M6 hinh t6 chire ( san xudt va quan Iy ) ciia doanh nghiép.

M6 hinh t6 chitc ctia doanh nghiép c6 anh hudng toi phat trién ngudn nhan
luc thé hién & chd: mé hinh t6 chic s& chi phdi dén nhu cau vé sb luong, chat
lwgng, co cAu nhan su ctia doanh nghiép. M6 hinh t6 chirc cang 6n dinh cang tao
diéu kién tot cho viéc phat trién ngudn nhan luc cia doanh nghiép.

» Van hoa doanh nghiép.

Bau khong khi vin hoa doanh nghiép 1a hé thong cac gia tri, CaC niém tin va
nhing théi quen duoc chia sé trong pham vi to chtic: phong c4ch ctia nha lanh
dao, mdi quan hé gitra nhan vién, cong tac truyén thdng, su dong vién khich 1¢...
1.5 Phan tich hiéu qua sir dung ngudn nhan luc trong doanh nghiép.

1.5.1 Khdi ni¢m vé hi¢u qud sir dung nguén nhan lyc.

Hiéu qua 14 tiéu chuin dé danh gia moi hoat dong kinh té - x3 hoi. Hiéu
qua 12 mot pham tr kinh té c6 vai trd dic biét va cd ¥ nghia to 16n trong quan ly
kinh té cling nhu trong khoa hoc quan ly.

Hiéu qua sir dung ngudn nhan luc 1a chd dua co ban dé danh gia viéc thuc
hién muc ti€u kinh té cua doanh nghiép. B&i viéc quan 1y lao dong 1a thyc hi¢n
tat ca cac cong viéc nhu: ddo tao, tuyén chon, phan cong b tri hop 1y véi trinh
do cua nguoi lao dong... dé hudng té61 muc dich lam sao st dung lao dong mot
cach ¢ hiéu quéa cao. Can cit vao ngudn nhan lyc bo ra dé thu dugc két qua thi

chi tiéu hiéu qua twong dbi dugc xac dinh:
K
H=-
L

Trong do:
K: Két qua dau ra duge do b?mg chi tiéu: doanh thu, lo1 nhuan...
L: Nguon lyc dau vao nhu: tong lao dong, chi phi tién luong. ..

Ngay nay, cic doanh nghiép rat quan tim dén van dé hiéu qua sir dung lao
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dong. Vi st dung lao dong c6 hiéu qua 1a gop phan lam cho doanh nghiép ton tai

va phat trién. Viéc sir dung lao dong c6 hiéu qua cao hay thap con phu thudc vao
trinh d6 t6 chirc san xuét, phan cong lao dong va quan 1y ciia mdi doanh nghiép.
1.5.2 Mgt 56 chi tiéu danh gid higu qud siv dung nguén nhan lyc.
Buc 1: Phan tich hiéu qua quan 1y va sir dung nguon nhan lic

Trong qua trinh san xudt, stc lao dong ctia con ngudi 13 yéu td quan trong
mang tinh chat quyét dinh. Sir dung tot stc lao dong biéu hién trinh d6 quan 1y
ctia doanh nghiép, thuc day qua trinh san xuat phat trién. Viéc phan tich chi tiéu
lao dong nham khai thac moi kha ning tiém tang vé lao dong, khong nging
nang cao nang sut lao dong.
Nhém chi tiéu hiéu qua lao dong ctia doanh nghiép gém co:
>  Hiéu sudt sir dung lao dong:
Pon vi tinh : dong/nguoi

Téng doanh thu

Hiéu suat sir dung lao dong = 3 - X
Tong so lao dong

Y nghia: chi tiéu nay cho biét mot lao dong lam ra bao nhiéu dong doanh
thu trong mot thoi ky nhat dinh. Chi tiéu ndy cang cao cho thdy van dé sir dung
nguodn nhén lyced hiéu qua tot.
> Ndng sudt lao déng binh qudn:

Pon vi tinh : san pham/ngudi

Téng san luong

N3 at lao dong binh quan = ———
ang suat fao dong a Tong so lao dong

Y nghia: chi tiéu nay cho biét mot lao dong 1am ra bao nhiéu san pham
trong mot thoi ky nhét dinh.
»  Hiéu qua s dung lao dong:
Pon vi tinh : dong/ngudi

Téng loi nhuan

Hi¢u qua st dung lao dong = e oo do
ong so lac dong

Y nghia: chi tiéu nay phan anh mét lao dong tao ra bao nhiéu dong loi

nhudn trong mot thoi ky nhét dinh.
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»  Ham luong sir dung lao dong:

Pon vi tinh : nguoi/ dong

Tong so lao dong

Ham luong str dung lao dong = Tone loi nhua
ong loi nhuan

Y nghia: chi tiéu nay cho biét cr mot dong loi nhuan can bao nhiéu lao
dong.

- So séanh sb liéu qua cac nam: Dya vao s6 liéu d3 thu thap duogc, tinh toan
cac chi tiéu trén qua cac nam, so sanh su ting giam cua cac chi tiéu d6 vé sb
tuong dbi va sb tuyét doi

- Nhan xét tim nguyén nhan: Dua vao s6 dd so sanh & trén, nhan xét tim
nguyén nhan.

Burge 2: Phan tich nguyén nhdn dnh huwong t6i hiéu quad sir dung nguon nhan lyc

Cong tac hoach dinh nguén nhan luc
- Tuyén dung

- T6 chuc phan cong lao dong

- biéu kién lao dong

- DPanh gia nhan vién

- Tra luong, dai ngd

- Paotao

Buoc 3: Nhan xeét

Sinh vién: Nguyén Thi Linh — Lép OT110IN 26



MGt s6 bién phdp néing cao higu qud sir dung nguén nhan luc tai
Cong ty Co phan Npi that 190

PHAN 2
PHAN TiCH VA PANH GIA THUC TRANG QUAN LY VA SU
DUNG LAO PONG TAI CONG TY CO PHAN NOI THAT 190

2.1 Giéi thi¢u chung vé cong ty Co phan Noi that 190

Cong ty C6 phan ndi that 190:
Tru s& chinh : Km89-thon My Tranh- Nam Son- An Duong- Héai Phong.
Tén giao dich quéc té: 190 FURNITURRE JOINT STOCK COMPANY

Tén viét tat: 190FUNITURE -JSC
Pién thoai: 031.3798 113
Fax: 031.3798 111

Tai khoan VND: 033.100.022858.2 tai NHNT Hai Phong.

Chu tich Hoi Pong Quéan Tri: Ngo Hiru Hoa.

Gidy phép diang ki kinh doanh s6 0202003164 do s& ké Hoach —Pau tu thanh
ph6 Hai Phong cap.

2.1.1.Qud trinh hinh thanh va phdt trién cia cong ty.

Cong ty cd phﬁn ndi that 190 mai di vao hoat dong mot s6 nam trd lai day
nhung cong ty dang dan chiém linh thi truong trong nudc va Hudng tGi xuat
khau hang ho4 ra nudc ngoai.

Trong nhitng nam gan day, nudc ta cang ngay cang phat trién, doi song
nguoi dan duogc ca thién do vay nhu cau cang cao, nam bét duge thoi co do ong
Ngb Hitu Hoa cung ba thanh vién ra quyét dinh thanh 1ap cong ty TNHH Noi
that 190 bay gid' dd hinh thanh va phat trién thanh cong ty C6 phan Noi that 190.
Cong ty chinh thirc di vao hoat dong tir ngay 05/01/2006. Gidy ching nhan ding
ky kinh doanh do s¢ ké hoach va dau tu Hai Phong cap.

Cong ty 1a mot doanh nghiép c6 ddy du tu cach phap nhan, hach toan doc
1ap, c6 con dau riéng, thyc hién trach nhi€ém dong gép cho ngan sach Nha nudce
day du.

Cung voi su phat trién ctia dat nude, hoa nhip cong cude d6i moi tir nén

kinh té vdi su quan ly cua nha nudc, cong ty md rong nang cap ca veé chat luong
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lan s6 luong. Cong ty did c6 nhung thiét bi chuyén dung , hién dai c6 du kha

ning dap tmg dugc nhu cau st dung cua khach hang.

Cong ty di ting cuong quan 1y dic biét 1a quan 1y lao dong, vat tu, tién

von, chat lugng san pham, cai tién quy trinh san xuat, tim moi cach phan dau ha

gia thanh san phdm nhung van dam béao chit luong gdp phan nang cao uy tin

ctia cong ty trén thi truong. DAy chinh 1a nhitng nhan t6 quan trong gitip cong ty

phat trién bén viing trén thi truong hién nay.

Thi truong ti€u thu cua cong ty da tra rong khap toan mién bac, mién

trung, mién nam.

Mot s6 thanh tich ma cong ty di dat duoc:

- Mot s6 Cup va bang khen cua Bo Cong nghiép.

- Cuap va bang khen “Doanh nghiép xuit sic” ciia Hai Phong.

2.1.2. Co cdu von diéu Ié ciia cong ty Co phan Ngi Thit 190

»Co ciu von diéu 1é:
Vén diéu 1é cong ty: 150.000.000.000 dong

Danh sach thanh vién gop vén:

, Phan
i Noi dang ki ho khau thuong tra , ,
So o -~ . Gia tri von gop von
Tén thanh vién d0i voi ca nhan hoac dia chi tru so . )
T N (bong) gop
chinh doi véi to chirc
(%)
So6 13A4- 502 Giang VO, quan
1 | Ngo Hiru Hoa , 75.000.000.000 50
Dong Pa, Ha No6i
B S6 104 T6 Hién Thanh, quan Hai
2 | Pang Phuc Thang 15.000.000.000 10
Ba Trung, Ha Noi.
. S0 2A/262 Tran Nguyén Han,
3 | Nguyeén Vin Son . 35.000.000.000 | 23.3
quan Lé Chan, Hai Phong
. , Thon Lai Oc, xa Long Hung,
4 | Nguyen Tuan Thanh 25.000.000.000 | 16.7

huyén Van Giang, Hung Yén

Bing 2.1: Danh sdach thanh vién gép von
[ Nguén: Phong TCHC - LPTL ]

Nguoi dai phap 1y cho cong ty 1a Chu tich hoi dong quan tri kiém Tong

Giam dbc ong Ngo Hiru Hoa.
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2.1.3. Chirc néing, nhiém vu ciia cong ty Cé phan Ngi Thit 190.

Cong ty Noi Thét 190 1a mot doanh nghi¢pnha nudc hoach toan doc lap,
c6 tu cach phap nhan day du, co con ddu va dugc mo tai khoan tai ngan hang.
Puoc nha nudc céng nhan su ton tai 1au dai va tinh sinh loi hop phéap cua viéc
kinh doanh .Va moi hoat dong cua cong ty tuan thu theo cac quy dinh ctua phép
luat, cong ty c6 quyén loi hop phap khac .

Nghé kinh doanh cht yéu ma cong ty lya chon 14 kinh doanh va san xuat
hang trang tri ndi that va ng thép cac loai .Ngoai ra con kinh doanh thém cac
nghanh nghé :

» Kinh doanh may moéc thiét bi, vat tu kim khi, vat liéu xay dung, phé
lidu, phé thai.

Kinh doanh, san xuat éng thép céc loai

Kinh doanh phd d& tau cti .

Gia cong co khi .

Dong mai va stra chita phuong tién van tai thuy bo.

Kinh doanh vat tu, dich vu van tai, dich vu bén bai .

YV V.V V V VY

XNK vt tu may moc thiét bi phuc vu dong tau.

Vi nhitng nganh nghé kinh doanh dugc dang ki nhu vy, nhung cong ty
C6 phan Noi that 190 chu yéu 14 san xuat noi that va dng thép (san xuat ong thép
c6 doanh thu chiém 50%, san xuat ndi that c6 doanh thu chiém 40%, con lai la
san xuat cac mat hang khac) co chat lugng cao, c6 cac dai 1y rong khip ca nudc
nham phuc vu khach hang mot cach tot nhat.
2.1.4. Co ciu té chirc ciia cong ty Co phan Néi Thét 190
2.1.4.1. Co céu t6 chirc bg mdy qudn Iy

Co céu to chirc bd may quan 1y cong ty C6 phan Noi That 190 theo co cu
truc tuyén - chirc ning, dic diém cia mé hinh tryc tuyén 1a chi ¢6 1 cap lanh
dao, dic diém cua chirc ning 1a c6 cac bd phan phong ban trg gitp vé mat
chuy&n mén nghiép vu. Mbi bd phan chi nhan 1énh tir mot cép trén, cac phong
ban tham muu cho giam déc vé cac nghiép vu chiic nang ctia minh. Giam débc 1a

nguoi dua ra cac quyet dinh cudi cung, cac phong ban ¢6 chiic nang gidm sat,
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kiém tra, don doc viéc thuc hién cac quyet dinh va co6 su lién két bd sung cho

nhau nham muc dich nang cao hi¢u qua trong cong tac sdn xuat kinh doanh cua
cong ty. V61 mo hinh nay co cau don gian, dé van hanh, d€ theo doi, ki€m tra.

SO PO BO MAY TO CHUC QUAN LY CUA CONG TY CO PHAN NOI

THAT 190
HOI PONG QUAN TRI
BAN KIEM
< SOAT
\4
BAN GIAM BOC

l v v l—

PHONG PHONG PHONG PHONG PHONG
TCHC- ) KI KHO TAI VU
LDTL VAT TU THUAT KE
KINH SAN TOAN
DOANH XUAT

PHAN PHAN PHAN PHAN PHAN PHAN PHAN

XUONG XUGNG XUONG XUONG XUONG XUONG

CO KHf SON NHUA MA TU MOC XUONG
LAP RAP

So dé co cdu té chirc ciia cong ty Co phan Ni thit 190
[ Nguén: Phong TCHC - LPTL ]
2.1.4.2. Nhiém vu va chirc nang cua cdac by phdn trong cong ty:

B0 may quan 1y cia cong ty dugc td chirc theo mé hinh tryc tuyén — chic
nang. Co cau t6 chirc truc tuyén - chirc niang giup cho cong ty dam bao duoc
tinh thong nhat trong quéan 1y dong thoi chuyén moén héa duge chiic ning, hiéu
qua tac nghiép cao, don gian hoa viéc dao tao chuyén gia quan 1y, phat huy day

da hon nhiing loi thé do hoat dong chuyén mon hoa, cac nha quan tri vién tu
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kiém soat nhiéu hon cac hoat dong thuc hién chién lugc, chu trong ti€éu chuan

nghé nghiép va tu cach ca nhan, viéc quan 1y va kiém soat s& chat ché hon. Tuy
nhién theo mo6 hinh nay c6 thé s& din dén viéc cac nha quan ly kém linh hoat, b
may cong kénh kho kiém tra nén doi héi cac nha quan 1y phai cé cac bién phap
thich hop dé han ché nhimg nhugc diém do.

> Hoi ddng quan tri:

- Quyét dinh chién luoc phat trién cua cong ty va phuong an dau tu cua
cong ty.

- Kién nghi loai c6 phan va s ¢6 phan timg loai dugc quyén chao ban.

- B6 nhiém, mién nhiém, cach chic Giam déc, Pho giam dbc, ké toan
trudng cua cong ty.

- Quyét dinh co cu t6 chirc, quy ché quan 1y ndi bd cong ty, quyét dinh
thanh 1ap cong ty con, 1ap chi nhanh, van phong dai dién va viéc gop von mua
cd phan ciia doanh nghiép khac.

> Chu tich Hoi dong quan tri.

- Lap chuong trinh ké hoach hoat dong ctia Hoi dong quan tri.

- Chuén bi chuong trinh, ndi1 dung tai kiéu phuc vu cho cudc hop, triéu tap
va chu toa cudc hop Hoi dong quan tri.

- Theo ddi qué trinh t6 chitc thuc hién cac quyét dinh cua Hoi ddng quan
tri.

> Ban kiém soat:

- Kiém tra tinh hop 1y, hop phap trong quan 1y, diéu hanh hoat dong san
xuat kinh doanh.

- Tham dinh béo céo tai chinh hang nim cua cong ty.

- Thudng xuyén théng bao véi Hoi dong quan tri vé két qua hoat dong san
xuat kinh doanh ciia cong ty.

- Kién nghi bién phap bo sung, stra d6i co cau t6 chirc quan 1y, diéu hanh
hoat dong san xut kinh doanh cta cong ty.

> Giam doc Cong ty:

-Giam dbc Cong ty 1a nguoi dimg dau vé cong tac diéu hanh, quan 1y moi
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hoat dong san xuét kinh doanh cua Coéng ty truéc Tong giam ddc cong ty co

phan ndi that 190 va trude phap luat.

-Giam ddc phy trach chung moi hoat dong ctua Cong ty va tryc tiép chi dao
linh vuc cong tac sau:

- Cong tac td churc can bo, cong tac lao dong tién luong, cong tac ké hoach,
cong tac thanh tra, cong tac hop ddng kinh té, cong tac tai chinh, cong tac dau tu
va cong tac d6i méi doanh nghiép.

- Nghién ctru chién luge phét trién ctia Cong ty va cic tmg dung tién bo
khoa hoc k¥ thuat vao cong tac quan ly cia Cong ty.

Tryc tiép chi dao cac phong:

- Phong TCHC: Cong tac to chirc; nhan su; thanh tra; tién luong.

- Phong VT-KD: Cong tac 1ap du toan, quyét toan cac san pham tiéu thu.
Hop dong tiéu thu. Cong tac ké hoach, gia thanh, dau tu. Hop dong mua ban vat
tu phu tung

- Phong tai vu ké toan: Linh vyc tai chinh ké toan

- Phong kho: Cong tac xuat, nhap, luu kho, bao quan vat tu hanh héa, quan
Iy hé thdng chat luong.

> Giam dbc kinh doanh:

Chiu trach nhiém truée Giam ddc Cong ty vé linh vuc cong tac sau: quan Iy
kinh doanh, mua ban vat tu hang hoa, Ién ké hoach san xuét. Co trach nhiém tim
thi truong tiéu thy, tim ban hang, nim bat thong tin khach hang.

- Truc tiép chi dao cac phong:

+ Phong TCHC: Céng tac dinh muc lao dong; ché d6 chinh sach; cong tac
BHLD, hd so CBCNV, bao v¢, quan sy, cong tac dao tao. Cong tac y té va doi
séng

+ Phong vét tu kinh doanh: Cong tac khéach hang, thi truong. Thuc hién bao
hanh.

+ Phong tai vu ké toan: Linh vuc tai chinh ké toan

> Giam ddc ky thuat:

Chiu trach nhiém truéc Gidm doc Cong ty v€ cac cong viéc co lién quan
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thudc pham vi khoa hoc k¥ thuat. Nam chéc tinh hinh ki thuat cta cac phuong

tién may moc san xuét, quan 1y bo phan san xuat. Co trach nhiém béo cao tinh
hinh san xudt, dau tu sta chita thiét bi may moc, ddy chuyén san xuat 1én giam
déc.

- Truc tiép chi dao cac phong, phan xuéng:

+ Phong ki thuat san xuét: Theo doi ki thut, quan ly chét lugng, tinh hinh
nguyén vat liéu, thiét ké mau, don dat hang.

+ Phong kho: Cong tac Xuét, nhap, luu kho, bdo quan vat tu hanh hoa,
quan 1y hé thong chat luong.

+ Cac phan xudng: Chi dao thuc hién ké hoach thang Giam ddc da giao.

Cac phong chirc niing: La don vi t6 chirc chiu su ldnh dao cua Ban lanh
dao Céng ty, co chirc ning tham muu, gitp viéc cho Giam dbc va chiu trach
nhiém truéc Giam déc Cong ty va phap luat Nha nude trong cac linh vuc cong
tac

> Phong T6 chirc hanh chinh- lao ddng tién lwong:

Churc nang:

- Tham muu cho Giam ddc trong viéc ddi méi, kién toan co ciu to chuc,
quan 1y kinh doanh cua cong ty.

Nhiém vu:

- Chiu trach nhiém vé cong tac tuyén dung, dao tao va phat trién nguén
nhan luc dap ung yéu cau khong ngimg vé kha ning quan 1y cta hé thong chat
luong, gop phan nang cao nang luc hoat dong va hiéu qua t6 chic cua cong ty.

- Thiét lap cac chinh sach vé ngudn luc dya trén quyét dinh san xuat kinh
doanh cta cong ty nhu: To chire tuyén dung d6i ngli CBCNV, Soan thao hop
ddng tuyén dung, Phan tich, danh gia d6i ngii lao dong toan cong ty, Phéi hop va
ra cac quy ché vé tién luong, thudong, phu cp...

> Phong tai vu - ké toan:

Chirc nang:

- Cong tac tai chinh, ké toan, théng ké va su gin két ba bo phan cong tac

khong thé tach roi, tham muu dam bao hoat dong SXKD ctia nha may thyc hién
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dung quy dinh va tuan thu nghiém ngit vé cac quy dinh va cac chinh sach kinh

té trong doanh nghiép nha nudc.

La bo phan tham muu quan trong giup Giam ddc nim rd thuc luc tai chinh
ctia cong ty trong qua khir, hién tai va twong lai va 13 noi cung cap kip thoi, day
du co s6 dir liéu vé tai chinh giup Giam dbc ra cac quyét dinh vé tai chinh.

Nhiém vu:

* Cong tac tai chinh:

- Lap ké hoach chi tiéu tai chinh

- Soan thao cac qui dinh vé chi tiéu tai chinh trong linh vuc quan 1y tién von
cua doanh nghiép.

* Cong tac ké toan:

- M¢ s6 sach ké toan thu thap ching tir ghi chép cap nhat moi hoat dong
kinh té phat sinh trong qua trinh SXKD ctia nha mdy, t6 chirc hach toan va phan
anh chinh xac cac khoan chi tiéu tai chinh da thuc hién, tong hop tinh gia thanh
va phi luu théng va nham xac dinh két qua SXKD cua nha may hang thang, quy,
nam va lap bao céo quyét toan tai chinh theo cac nién do va mau biéu quy dinh
hién hanh ctia nha nudc va cip trén.

- Trén co sé cac s lidu ké toan tién hanh phan tich hoat dong kinh té nham
gitip Giam d6c nha may khac phuc nhitng nhuoc diém con ton tai vé quan 1y dé
nha may phan ddu nang cao hiéu qia SXKD.

- Kiém k&, kiém tra, kiém soat cac chi tiéu tai chinh, cac khoan tién vén cua
nha may ¢ cac khau vé vbn bang tién, vat tu tai san trong kho, dang sir dung,
dang trén day chuyén san xuit nham quan 1y va gitp Giam ddc khai thac tiém
nang kinh té hién c6 ctia nha may va khac phuc nhimng khau yéu trong qua trinh
SXKD, chép hanh céc chinh sach kinh té caa nha nudce, ché do ddi vai nguoi lao
dong.

* Cong tac thong ke:

Théng ké céc két qua hoat dong san xut, tiéu thy va ton kho cac san phém
ctia nha may 1am ra, lap bao céo thong ké dinh ky, bao cao théng ké dot xuat

nham phuc vu y€u cau quan ly cua nha may va ctuia Cong ty.
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» Phong kho:

Churc nang:

Quan 1y tinh hinh xuét, nhap, luu kho, bao quan vt tw, hang hoa cong ty

Quan 1y duy tri hé thong chét luong

Nhiém vu:

- Lap tién do san xuat phu hop véi yéu cau cia don hang, trén co sé ning
lwc san xuét thuc té ctia cong ty.

- Kiém tra, d6n ddc viéc thuc hién tién do da dé ra.

- Nghién ctru yéu cau cta don hang nhu: Thoi gian giao hang, 6 phuc tap
clia san pham dé xéac dinh nang suat lao dong binh quéan 1gid lam viéc cua cong
ty ¢6 thé san xuat duoc.

-Thu thap thong tin vé sb lugng phé pham kip thoi dé cho phong k§y thuat
xem xét va diéu chinh mot cach hop 1y.

-Kiém tra thuc hién dung quy trinh bao quan, luu dir dam bao chét luong
san pham.

» Phong vat tu kinh doanh:

Churc nang:

- Quan ly vat tu, phu tung cua toan bd Nha may.

- Quan 1y cac chi phi, dinh mirc giao khoan vat tu, phu tung cho cac san
pham ctia Nha may.

Nhiém vu:

- Lap ké hoach san xuét, ké hoach gia thanh, ké hoach nhap, xuét nguyén
vat liéu va truc tiép diéu hanh céc phan xudng san xuét chinh.

- X 1y cac tai lidu lién quan dén xuét nhap khau, giup Giam déc giai quyét
kip thoi, chinh x4c cac van dé phat sinh trong hoat dong xuat nhap khau cua
cong ty.

- T6 chire thyuc hién quan 1y hé théng kho cta nha may ding qui dinh. Quan
Iy hé théng hd so phu ting vat tu tir khdu mua - nhap cho dén xuét cho cac don
vi thuc hién dung qui dinh.

- Quyét toan vat tu, phu tiing cip phat cho cac phan xudng va bao céo quyét

toan voi cép trén. Thuc hién ding ché d6 bao céo str dung vat tu phu tung theo
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qui dinh, hoac ddt xuat theo y€u cau cua cap trén.

- Cian clr vao ké hoach san xuat hang quy lap ké hoach cung tng vt tu, phu
tling trong quy dé cap phat kip thoi cho san xut.

- Tb chtrc dam phan ky két va thuc hién céc loai hop déng mua sam vat tu,
phu ting, thiét bi cho Nha may.

- Thuc hién céc tht tuc hanh chinh, kinh té, phap 1y lién quan t&1 hoat dong
xuat nhap khau cta céng ty cho dbi tac va khach hang nudc ngoai.

> Phong ky thuit sin xuat :

Churc nang:

Tham muu giup giam ddc cong ty linh vuc quan 1y:

Quan 1y chat luong san pham tir khau dau dén khau cudi ctia quy trinh
cong nghé dé co hudng xem xét, thiét ké mau cho phu hop véi yéu ciu cia don
dat hang.

Xay dung cac quy ché, quy dinh thudc linh vuc KHKT va cong nghé, quan
hé voi cac co quan cip trén, nghanh, nha nudc va dia phuong vé cong tac
KHKT va cong nghé.

Nhiém vu:

+ Xay dung chién luoc phat trién san pham ting thoi ky

+ Soan thdao cac quy ché, quy dinh thudc linh vuc khoa hoc — k¥ thuat —
cong nghé ciia Cong ty phu hop voi timg giai doan cia san pham.

+ Thiét ké cac san pham co khi va san pham khac

+Thuyc hién cong tac thong ké chat lugng, phan tich, dién bién chat luong
nguyén vt kiéu, vat tu dugc dua vao san xuat.

+X4c dinh nguyén nhan anh huong t6i chat luong, dé xut voi Giam doc va
cac don vi lién quan cac bién phap nang cao chat luong san pham.

+ Thuc hién nhiém vu khéc khi dugc Giam dbc Cong ty giao
2.1.5. Hoat dong san xudt, kinh doanh ciia céng ty.
2.1.5.1. Sin phdm ciia céong ty.

Co céu san pham ctia cong ty.
-San pham vé noi that van phong ciia cong ty chiém 60% san lugng tiéu

thu
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-San pham vé noi that gia dinh ciia cong ty chiém 30% san luong tiéu thy

-Céc san pham khac chiém 10% san luong tiéu thu
Mt s6 mdt hang sdn phdm céng ty cé phan Ngi Thit 190 da va dang

sdn xudt (dén nam 2010)

Tén vthh bvt Pon gia(Pong)
Chan ban BA01-S CAl 101 910.57
Ban an ba manh (BA-02S) CAl 224 972.2
Ban chan sat BCS12 - LG CAl 616 318.5
Ban chan sat BCS12 - LV CAl 616 127.72
Ban chan sat BCS12 - MG CAl 595 282.56
Ban chan sit BCS12 - MV CAl 613 775
Ban chan sat BCS14 - LV CHIEC | 740804.5
Ban chan sat BCS14 - MG CAl 741 970.45
Ban BCS14MV CAl 743 015.5
Ban gd BGO1 (1200x600x750) CAl 339 774
Ban gd BG02 (1400x700x750) CAl 418 795.66
Ban vi tinh BG03 (1200x600x750) CAl 472 434.69
Ban gd hoc lién BG04 (1380x750x750) | CAl 538 955.09
Ban gb BGO5 CHIEC | 467 542.42
Ban vi tinh hoc lién - BG06 CHIEC |621708.61
Ban vi tinh - BG07 CHIEC | 702787.27
Ban hoc sinh 01 CAl 785 121.41
Ban hoc sinh 01 nho CAl 732 855.13
Ban hoc sinh 02 CAl 1 042 207.34
Ban sit BSI12H - LG CAl 1 426 200.15
Ban sat BS12H - MG CAl 1206 717.58
Ban chan sit BSI2HMV CAl 1221 998
Ban sat BS12 - MG CAl 554 049

Bing 2.2: Mjt s6 mdt hang sin phiam céng ty
[ Nguén: Phong vit ti kinh doanh ]
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2.1.5.2. Cong nghé sin xuit.

Cong ty co quy trinh cong nghé san xuét ndi that phuc tap, lién tuc, trai
qua nhiéu giai doan. Cong ty t6 chirc san xuat theo mé hinh san xuat khép kin,
khoa hoc, gdbm7 phan xudng san xuat chinh: phan xuong co khi, phan xudng
son, phan xudng nhya, phan xudng ma, phan xudng ti, phan xudng mdc, phan
xudng lap rap. Mdi phan xudng c6 nhiém vu riéng, gitta cac phan xuong c6 moi
lién hé chat ché véi nhau.

- Phan xudng co khi: chuyén cat dng thép, han, go dap, dinh hinh, 1am sach cac
mdi han céc chi tiét caa ghé.

- Phan xudng son: quy trinh son tinh dién hién dai .

- Phan xudng nhua: ¢6 nhiém vu tao ra nhing chi tiét bang nhua trudc khi ap
rap.

- Phan xuong ma: danh bong dng sit.

-Phan xudng ti : mdy cong nghiép go, dap, han, dinh hinh, tu dong hoa.

-Phan xudng mdc: cat, phan loai gd, dap, nén, cit ghép thanh khuon.

- Phan xuodng lap rap: chuyén tan dinh thanh khung, dén keo, boc dém ta, bat
vit d hoan thién, phan loai va dong goi san pham.

Sau khi san pham dugc hoan thanh s& duoc chuyén dong thung, san pham
duoc kiém tra néu dat tiéu chuan chat luong s& nhap kho va dugc xuét ban.

Ngoai ra cong ty con c6 cac bd phan nhu: kho nguyén vat liéu chinh, cac
kho béan thanh pham, b phan kiém tra chat luong san pham va mot s6 bo phan

khac phuc cho hoat dong san XUAL.
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So' dé quy trinh cong nghé sin xudt san pham ciia cong ty

[ Nguén: Phong TCHC — LDTL ]

KCS »| NGUYEN VAT LIEU |¢ KCS
v
A4 A4
6ng ma ong thuong
May cit
v
May udn dinh hinh
+
May dap tao 16 hodc rinh
May han cong nghiép Y g
Lam sach
6ng ma 1am sach danh bong ong thuong lam sach cac méi
l han
Xuong ma Xudng son
Xuéng lip rap
TP
KCS
A 4
PHAN HANG —» DPONGGOI »  KHO TP
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2.1.5.3Mpt s6 chi tiéu chii yéu phdn dnh tinh hinh sin xudt kinh doanh ciia

cong ty.
Chénh léch
Chi tiéu ) Niim 2009 Niim 2010
Pon vi +/- %
1.Sén lugng San pham 481,176 561,547 80,371 16.70

2. Tong doanh thu|  Dong | 409391,711,211 | 449,092,998,068 | 39.701,286.857 | 9.69

3. Chi phi bong | 399 163,945,043 | 442.109,307,676 | 42,945,362,633 | 10.76

4. Loi nhuén Pong 10,227,766,168 6,983,690,392 | -3,244,075,776 |-31.72

5. Thu nhap binh |Dong/ngudi

quan dau ngudi /thang
1,960,000 2,710,000 750,000 38.27

Bing2.3: Mgt 56 chi tiéu san xudt kinh doanh chii yéu
[ Nguén: Phong tai vy - ké todn ]

Qua bang s6 liéu trén ta thay:

-Doanh thu cua cong ty nam 2010 so v4i nam 2009 tang 39,701,286,857
déng, tuong duong 9.69 %. Day 1a mot két qua dang kich 1&. Bé co duogc két qua
nhu vy 1a do cong ty dd c6 nhiéu chinh sach hop 1y cho dau tu san xuét, mua
sdm trang thiét bi may moc, déy manh khai thac thi truong Hai Phong va céc thi
truong 1an can. Lam cho san lugng ting 1én 80,371 san pham twong duong
16.7%, tir 6 1am ting doanh thu. Viéc ting doanh thu trong hoat dong san xuat
kinh doanh 1a mot dau hiéu tét, 1a thanh tich, hiéu qua danh dau su cd ging, nd
luc cuia toan thé can bo cong nhan vién trong cong ty.

-Chi phi cua cong ty nam 2010 cling tang so v&i nam 2009 1a
42,945.362,633 dong, twong duong 10.76%. Trong d6 chu yéu do nim 2010
cong ty ddu tu mua sim may moc thiét bi va dau tu vao cong ty lién doanh, lién
két dan dén chi phi tang lén.

-Lo1 nhuédn ctua cong ty ndm 2010 so vo1 nam 2009 giam 3,244,075,776
dong, tuong ung voéi ty 1& giam 31.72%. Vi chi phi ctia cong ty nim 2010 ting
cao lam cho lgi nhuén giam, cong ty di chi tai chinh qua nhiéu ,cong tac quan Iy
chua t6t cong ty can xem xét ki ludng dé chi tiéu va quan 1y mot cach hop 1y

hon.
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-Thu nhép binh quan nam 2010 tdng so véi nam 2009 1a 38.27%. V&1 muc

lwong nhu vay co6 thé dam bao doi sbng cho nguoi lao dong 6n dinh ¢ mirc trung
binh kha so v6i mit bang chung cua xi hoi, 1am cho ngudi lao dong yén tdm
thuc hién tét cong viée duoc giao.

2.1.6. Nhiing thudn lgi va kho khan cia cong ty.

2.1.6.1. Thuan lgi

> Yéu t6 may ndi that cong ty con c6 nha may ong thép chuyén san xuat

cac loai éng thép khéach quan

-Cong ty nodi that 190 co ngudn cung cip nguyén vat liéu ong thép 6n
dinh do bén canh nha vwra phuc vu cho nha may noi that vira cung ung ra thi
truong .

- Cong ty c6 vi tri dia ly thudn loi nam trén truc duong Ha noi -Hai Phong,
thudc qubc 10 5.Pay 1a mot tuyén duong hién dai 13 tuyén dudng cao téc ndi
lién Hai Phong véi cac thanh phd Hai Duong ,Hung Yén, Ha Noi rat thuan loi
cho giao thong van tai.Cong ty cach trung tdm thanh phd 7km , c&ch trung tam
thu d6 Ha Noi 93km tao diéu kién cho viéc van chuyén nguyén vat liéu va hang
hoa dugce dé dang va nhanh chong gitp cho viée lién két voi khach hang va mo
rong thém thi truong.

- Cong ty ¢ phan ndi that 190 1a mot trong nhitng doanh nghiép hang dau
vé ndi that van phong va gia dinh ctia thanh phd Hai Phong 1én rat dugc thanh
phd quan tAm trong viéc tao diéu kién phat trién.

-Moi chi tham gia thi trudng ndi that nim 2006 nhung cong ty di co duoc
thuong hiéu va chiém duoc niém tin cia khach hang, cong ty da xay dung duoc
cac mdi quan hé véi hon 500 ban hang trén toan quéc va ky rat nhiéu hop dong
kinh té c6 gia tri.

> Yéu t6 chii quan:

- Cong ty da ning cao chat luong san pham va chat lugng phuc vu vi vay
da chiém duoc uy tin, niém tin nhat dinh cta khach hang trong va ngoai nganh.
Cu thé 1 cong ty da mua siam thém may moéc thiét bi nhu : 1 may gap ta, 1 may

san thép, 2 may ép nhua, ting cudng kiém tra giam sat cong tic bao tri bao

Sinh vién: Nguyén Thi Linh — Lép OT110IN 41



MGt s6 bién phdp néing cao higu qud sir dung nguén nhan luc tai
Cong ty Co phan Npi thit 190

dudng gitp giam bét chi phi ting chat luong san pham.

- Khdi cac phong ban Cong ty di di vao hoat dong c6 né nép, 6n dinh, da
xac dinh rd0 nhi¢m vu 1a phuc vu cao nhét cho SXKD cua cong ty. Bén canh do y
thire trach nhiém véi cong viée cua cac ca nhan, cac tap thé ngay cang duoc
nang cao.
2.1.6.2.Kho khan
> Yéu t6 khdch quan

- Trong ndm 2010 tinh hinh lam phat c6 chiéu huéng ting dic biét 1a
nhig thang cudi nam, 1am cho gia ca mot s6 vat tu nhap khau co gia ting cao
nhu : gia sat thép , gia gd , nhwa ,cac loai nguyén vt liéu phu ciing déu ting
theo.....va0 5/2010 gi4 sat thép tang tdi 26.7% so véi cung ky ndm 2009 trong
khi d6 nguyén vat liéu gb cta cong ty gia ting tir 3-7%, bén canh d6 nguyén vat
liéu nhwa mot trong ba nguyén vat liéu chinh dé san xuét noi that cling ting kha
manh ting téi 20%. Piéu d6 di noi 1én nhimg khé khin cua cong ty can cd
nhimg chién lugc hop 1y dé tiép kiém chi phi ting strc canh tranh cho cong ty
doi voi cac doi thu canh tranh.

- Trong nim 2010, do phai cit giam cong suit sir dung dién da lam anh
huong khong nho t6i tién d6 va hiéu qua san xuét kinh doanh cta cong ty.

> Yéu t6 chii quan:

- Mot s6 bo phan san xudt ngudi cong nhan chua nhan thire duoc tAm quan
trong cta co ché mai, nhitng thir thach thuan loi va kho khan ciia Cong ty, nén
trong cong viéc san xuat chua y thic duge tAm quan trong va tién do dé ra, dan
dén ning suat lao dong thap. Mot sd cong nhan tré chua that nghiém tac trong
chap hanh cac quy trinh quy pham trong san xuét dan dén chat lugng san pham
1am ra chwa dat duoc yéu cau ctia khach hang.

- Cong tac t6 chirc, diéu hanh san xuat nhiing thang dau nam doi lGc con

chua dat do lanh dao phai kiém nhi¢m nhiéu cong viéc.
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2.2 Thue trang cong tic quan ly nguon nhan luc tai cong ty Co phan Noi
that 190
2.2.1 Co ciu lao djng

S6 luong lao dong cua cong ty thudng xuyén cé sy bién dong, su bién
dong nay thuong 1a do tuyén dung mdi, chuyén noi cong tac khéc, thuyén
chuyén lao dong... Su bién dong nay ciing gy khong it khé khin cho cong tac
quan ly cua cong ty.

Dé tim hiéu rd hon vé tinh hinh lao dong cua cong ty ta c6 thé tim hiéu co
ciu lao dong theo: do tudi, chirc nang, gidi tinh va trinh do hoc van.

2.2.1.1. Co ciu lao dpng theo dp tuéi

Do tudi lao dong bVT |Nam |Co Nam Co Chénh léch
2009 | cau(%) | 2010 | cau(%) [+/- T

Tur 18-29 tuodi Nguoi 302 6959 |311 |69.73 |9 2.98

Tur 30-41 tuodi Nguoi | 119 |2742 121 |27.13 |2 1.68

T 45- dudi 60 tudi | Nguoi | 13 2.99 14 3.14 1 7.69

Téng sb lao dong | Ngudi | 434 | 100 | 446 |100 |12 |2.76

Bing 2.4: Co ciu lao dong theo dp tuoi
[ Nguén : Phong TCHC — LDTL ]

Biéu do co cau lao dong theo do tuoi

Nam 2009 Nam 2010
27.42 299 || 2713 314 ,
B TU 18-29 tudi BT 18-29 tudi
Tlr 30-41 tudi Tir 30-41 tudi
mTw 45,- duai mTw 45: dudi
60 tudi 60 tudi
69.59 69.73

Qua bang sd liéu trén ta thiy doi ngii lao dong cua cong ty chu yéu 1a
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nhimg lao dong tré, nim 2010 lao dong co d6 tudi tir 18 t6i 29 1a 311 ngudi

chiém tdi 69.73 % tong sb lao dong cua cong ty. PO tudi tir 30 téi 41 chiém
27.13 %, 406 tudi trén 45 chi chiém 3.14 %. So v6i nam 2009 sé luong lao dong
c6 do tudi tir 18 dén 29 tang 1én 9 ngudi, twong duong véi ty 18 4.97%, s6 lao
dong co d6 tudi tir 30 dén 41 tang Ién 2 ngudi twong duong 1.68%, s6 lao dong
c6 do tudi trén 45 ting 1 ngudi tuong duong 7.69%. S6 lugng lao dong tré cua
cong ty chiém da s6 va co xu hudng ting 18n, day ciing 1a thuan loi cho cong ty
vi lao dong tré co kha ning thich Gmg nhanh véi nhitng thay d6i cua khoa hoc
cong nghe.

2.2.2.2. Co ciu lao dpng theo chirc ning.

Chi tiéu bVT |Nam | Co Nam Co Chénh 1éch
2009 | cau(%) | 2010 | ciu(%)

+H- | %

Lao dong truc tiép | Nguoi | 367 | 8456 [376 [84.30 |9 2.45

Lao dong gian tiép | Nguoi | 67 1544 |70 1570 |3 4.48

Tong s6 lao dong | Nguoi |434 | 100 446 | 100 12 |2.76

Bing 2.5: Co ciu lao dong theo chirc ning
[ Nguén : Phong TCHC — LDTL ]

Biéu do co cdu lao dong theo chirc nang

Nam 2009 Nam 2010
15.44 15.70
H Lao déngtrye m Lao dong truc
tiép tiép
Lao déng gian Lao déng
tiép gian tiép
84.56 84.30

Qua bang sb liéu trén ta thdy: Nam 2010 sd luong lao dong truc tiép 1a

376 ngudi chiém 84.30%, lao dong gian tiép c6 70 ngudi chiém 15.70%. So voi
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nam 2009, lao dong truc tiép ting 1én 9 nguoi, twong duong véi ty 1& 2.45%.

Trong khi d6 lao dong gian tiép ting 3 nguoi, tuong duong voi ty 18 4.48%. Lao
dong truc tiép ting 1én do nim 2010 céng ty md rong quy md san xuit kinh
doanh, mua sam may moc thiét bi vao san xuat thém mot sé mit hang méi nén
nhu cau vé lao dong ciing tang 1én.

2.2.2.3. Co ciu lao dpng theo gidi tinh.

Chi tiéu bVT |Nam |Co Nam Co Chénh léch
2009 | cau(%) | 2010 | cau(%) | +/- | %

Nam Neuoi | 318 | 73.27 |328 |7354 |10 |3.14
Nit Neuoi | 116 | 26,73 | 118 |26.46 |2  |1.72
Téng sb lao dong | Nguoi | 434 | 100 | 446 |100 |12 |2.76

Bing 2.6: Co ciu lao dong theo gidi tinh
[ Nguén : Phong TCHC — LDTL ]

Biéu do co cau lao déng theo gidi tinh

Nam 2009 Nam 2010

26.73 26.46

B Nam B Nam

N

NLF

Phén loai lao dong theo giéi tinh: Nam 2009, sé lao dong nam co 318
nguoi twong duong voi ty 18 73.27% trong tong so lao dong, lao dong nir c6 116
nguoi chiém 26.73%. Nam 2010, lao dong nam c6 328 nguoi chiém 73.54%, lao
dong nit c6 118 nguoi chiém 26.46%. So véi nam 2009, s6 lugng lao dong nam
tang 10 nguoi twong ung 3.14%, trong khi d6 s6 lugng lao dong nir ting 1én 2
nguoi trong ung 1.72%. Ty 1¢ lao dong nam va nir chénh 1éch kha 16n, diéu nay

13 do tinh chét san xut kinh doanh ctia cong ty 13 san xuit cdc mat hang noi that
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nén lao dong nam la chu yéu. Lao dong nit phan 16n lam viéc ¢ phan xudng lap

rap, tap vu, v¢ sinh va lam viéc & cac van phong.

2.2.2.4. Co ciu lao dpng theo trinh dé hoc vin.

Chi tiéu bVT |[Nam |Co Nam Co Chénh léch
2009 | cau(%) |2010 | cau(%) | +- | %
Dai hoc Nguoi | 24 5.53 26 5.83 2 8.33
Cao dang Nguoi |31 7.14 33 740 |2 |6.45
Trung cap Nguoi | 59 13.59 57 1278 |-2 |-3.39
Tho bac 3-4/7 Nguoi | 30 6.91 30 6.73 0 0
Tho c6 tay nghé Nguoi | 63 1452 |64 1435 |1 |1.59
Lao dong pho thong | Nguoi | 227 52.31 236 (5291 |9 3.96
Tong so lao dong Nguoi | 434 100 446 | 100 12 | 2.76
Bing 2.7: Co ciu lao dong theo trinh dp hoc vin
[ Nguén : Phong TCHC — LDTL ]
Biéu do co cdu lao dong theo trinh do hoc van
Nam 2009 Nam 2010

HDaihoc H Pai hoc

m Caodang m Cao dang

B Trung cap W Trung cap

-

B Tho bac 3-4/7

lThQCOtaynghé

Lao ddng phd

théng

&

mTho bac 3-4/7

HTho co tay
nghé

Lao d6ng phé

théng

Qua 2 nam 2009 va 2010 ta thay lao dong chu yéu ciia cong ty 1a lao dong

phé thong, chiém mot ty trong twong d6i 16n, nam 2010 lao dong phd thong cd

221 ngudi chiém 49.55%. Lao dong phd thong phan 16n 1a lao dong truc tiép,
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day ciing 1a ddc diém chung cta cac cong ty san xuit ndi that. So véi nam 2009,

nam 2010 lao dong pho thong ting 1én 9 ngudi trong tng 3.96%. Nhimng nguoi
c6 trinh d6 dai hoc, cao dang chu yéu la nhan vién vin phong (lao dong gian
tiép). Nam 2010 s nguoi co trinh d dai hoc ting 1én 2 nguoi twong tmg 8.33%,
cao ding ting 1én 2 ngudi twong tmg véi ty 18 6.45%. S6 ngudi co trinh d6 trung
cap giam di 2 ngudi twong tng 3.39%, do ho dd hoan thanh chwong trinh dao
tao bac cao dfmg va dai hoc. Nam 2010 tho co tay nghé tang Ién 1 nguoi, trong
khi @6 tho bac 3-4/7 khong thay doi.

Nhin chung, co cdu lao dong theo trinh d6 cua cong ty 1a twong dbi phu
hop véi mot doanh nghiép san xuét trong nén kinh té thi truong. Tuy nhién, dé
ngay cang thich tng hon v&i nén kinh té moi cong ty phai timg budc thay doi co
cau lao dong theo trinh d9, tang dan lao dong co6 trinh d6 dai hoc, cao déng, tdng
lao dong c6 tay nghé, tho bac 3-4/7 va han ché dan lao dong pho thong. Pé trinh
d6 ctia nguoi lao dong ngdy cang duoc nang cao doi hoi cong ty phai rat chi
trong van dé dao tao ngudi lao dong. Khong nhitng thé trong cong tac tuyén
dung nhan su cong ty phai dit ra yéu cau vé trinh d6 ngdy cang cao d6i véi cac
ung cu vién.

2.2.2 Phan tich va danh gia thuc trang quan ly va sir dung lao dong tai
cong ty Co phan Noi that 190.
2.2.2.1 Céng tac hoach dinh nguon nhan lyc.

Ké hoach nhan su cta cong ty luén gin lién véi chién luge phat trién cua
cong ty. N6 anh huong va quyét dinh t6i cac muc tiéu phat trién cta cong ty.
Cong tac hoach dinh nguén nhan lyc nhim xac dinh sb lao dong hién tai cua
cong ty, du bao nhu cau lao dong trong tuong lai cin ct vao ké hoach san xuat
ctia cong ty. Dé tir d6 c6 cac chinh sach phu hop: co cin tuyén thém ngudi

khong? Co phai sa thai hay khong?...
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Ta c6 bién dong nhan sy qua 2 nam 2009 va 2010 nhu sau:

Chénh lIéch
Chi tiéu Niam 2009 | Nim 2010
+/- %
Téng s6 lao dong 434 446 12 2.76
S6 lao dong tuyén thém | 11 15 4 36.36
Sa thai 1 2 1 100
Tu ¥ bo viéc 3 1 (2) (66.67)

Bing 2.8: Bing tang gidm lao ddng ciia cong ty qua 2 nam 2009 va 2010
[ Nguén : Phong TCHC — LPTL ]

Qua bang trén ta thay, nim 2010 tong sd lao dong cua cong ty la 446
nguoi, ting 12 ngudi twong tng 2.76% so véi nim 2009. S6 lao dong cua cong
ty qua cac nam c6 xu hudng ting 1én, diéu nay chimg to nhu cau vé lao dong cua
cong ty ting 1én va quy mo hoat dong san xuat kinh doanh cua cong ty ngay
cang dugc mo rong.

Chién luoc phat trién cta cong ty nam 2010 1a md rong thém thi trudng &
cac tinh phia nam, ting san luong tiéu thu tir 481,176 san pham nam 2009 1én
trén 600,000 san phﬁm nam 2010. Dua trén ké hoach d6, nam 2010 cong ty da
mua thém 1 may gap ti, 1 mdy san thép, 2 may ép nhua phuc vu san xuat va
cong ty da san xuat thém mot s mat hang moi nhu ghé chun xoay, ghé chun
xoay lung cao, ghé chan quy. Quy md hoat dong san xuat kinh doanh cta cong
ty ngay cang dugc mo rong nén nhu cau vé lao dong ciing ting lén.

Ta c6 ké hoach tuyén dung nhén sy ctia cong ty nam 2010 va két qua thyc hién:

Ké hoachnim | Két qua thuc Chénh léch
Chi tiéu
2010 hién nam 2010 +/- %
Lao dong tuyén thém | 17 15 (3) (17.65)
- Pai hoc 2 2 0 0
- Lao dong pho thong | 13 12 (¢)) (7.69)
L Tho c6 tay nghé 2 1 (1) (50)

Bing 2.9: Ké hoach tuyén dung nhan sw va két qud thwc hién nim 2010
[ Nguén : Phong TCHC — LPTL ]
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Qua bang trén ta thay, két qua thyc hién viéc tuyén dung nim 2010 cia

cong ty van chua dat mirc yéu cau theo ké hoach. Ké hoach tuyén dung 1a 17
ngudi nhung cong ty méi tuyén dugce 15 ngudi, trong d6 chi tuyén duge 1 tho co
tay nghé va 12 lao dong phd théng. Diéu ndy ciing anh huong khong nho dén ké
hoach san xuét kinh doanh cua cong ty nim 2010.

Nhan xet : Mac du loi ich cua viéc hoach dinh nguén nhan lyc tdt 1a rd
rang nhung cong ty van chua thuc su quan tim dén cong tac nay. Pén thoi diém
hién nay Cong ty méi chi xay dung dugc ngudn lao dong hang nim ma chua co
ké hoach lau dai. Ctr cubi nim cong ty thong ké lao dong, tong két cong tac cho
nam vira qua va dé ra ké hoach cho nam t6i. Chinh vi vay, khi khéi luong cong
viéc nhiéu, két qua hoat dong san xuét tot, gia tr1 san lugng tang cong ty madi dé
ra ké hoach vé nhan luc. Trong nén kinh té hoi nhap phat trién nhanh nhu hién
nay nhu cau tiéu dung hang ndi that cang ting cao, cong ty dang mo rong san
xuat, dau tu thém mdy moc thiét bi, co so ha ting san xuat, do d6 cong ty phai
tuyén thém nhiéu lao dong co6 trinh do cao. Vi vay viéc hoach dinh nguén nhan
luc 1a thue su can thiét va phai duogc chu trong hon nita.
2.2.2.2 Cong tdc tuyén dung tai céng ty.

Tuyén dung nhéan vién 1a mot hoat dong quan trong trong quan tri nhan
su. Khi xem xét van dé tuyén dung nhan vién, nha quan tri dac bi€t quan tam
lidu viéc tuyén chon d6 c6 mang lai hiéu qua cho cong ty hay khong, nghia 1a
phai tuyén chon dugc ding ngudi vao ding nhitng cong viéc phu hop véi kha
ning, ning khiéu va chuyén mon cua ho. Pay 13 mot cong tic dic biét quan
trong, anh hudng truc tiép dén su ton tai va phat trién chung ctia cong ty.

Hang niam cong ty xac dinh nhu cau tuyén dung lao dong dya trén co so
ké hoach hoat dong kinh doanh va nhu cau lao dong trong thuc té tai céc phong
ban, b phan, phan xuéng san xuat, vé ca lao dong truc tiép va lao dong gian
tiép.

Viéc tuyén dung lao dong dugc thuc hién theo ché do hop déng lao dong
giita giam doc hodc ngudi giam doc uy quyén ki két hop dong voi nguoi lao

dong va phai ddm bao phu hop véi quy dinh ctia phap luat
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Tién trinh tuyén dung cua cong ty dugc thé hién & so do sau:

Nhu céu tuyén dung

A

Lap ké hoach tuyén dung

\ 4

Thong béo tuyén dung

A

Thanh 1ap hoi dong tuyén dung

A 4

Té chuc thi tuyén

A 4

Ki hop ddng lao dong thir viéc

A

Ki hop dong dai han

So db tién trinh tuyén dung ciia cong ty Cé phan Nji thit 190
[ Nguén : Phong TCHC — LPTL ]

- Nhu cdu tuyén dung:

Theo ké hoach kinh doanh hang nim cta cong ty, cac trudng phong ban,
quan d6c phan xudng tinh toan sb luong lao dong ctia don vi minh c6 dap ung
dugc nhu cau san xudt hay khong, co can tuyén thém ngudi hay khong. Sau do
ndp 1én phong TCHC - LDTL dé xem xét.

- Ldp ké hoach tuyén dung:

Can ¢l vao nhu cau thuc té tai cac bod phan phong TCHC - LPTL xét duyét,
néu can tuyén dung thém s& lap ké hoach tuyén dung rdi trinh 1én Giam déc ki
duyét. Néu cong tac lap ké hoach tot thi viéc tuyén dung lao dong sé tdt, néu
cong tac nay 1am khong tt s& gay nhiéu bat loi cho cong ty nhu khong dap tmg
duoc nhu cau cua san xuat kinh doanh.

- Théng bdo tuyén dung:
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Sau khi ké hoach tuyén dung duoc ban Giam ddc phé duyét phong TCHC -

LDTL sé tién hanh thong bao tuyén dung bang cac hinh thic nhu: yét thi trudc
cong cong ty, nhd nhdn vién cong ty gidi thiu, va trén mot sé phuong tién
truyén théng nhu: Pai phat thanh cta quan, Pai phat thanh va truyén hinh TP
Hai Phong va mét s trung tAm gi6i thiéu viéc lam trén dia ban thanh phd.

- Thanh ldp héi dong tuyén dung:

Thanh phan hoi dong tuyén dung thuong bao gdm: can bd 1am cong tac
tuyén dung cta phong TCHC - LDTL, trudng ( phd) cac phong ban c6 nhu cau
tuyén dung, cac quan doc phan xudng . Ban Giam ddc sé truc tiép giam sat cong
tac tuyén dung.

- T6 chike thi tuyén:

Sau khi thu thap, phan loai hd so, truéng phong TCHC - LDTL thong bao
v6i ban Giam dbc va hoi dong tuyén dung nhitng ho so dat yéu cau, sau d6 cong
khai nhimng tng vién dat yéu cau va to chirc thi tuyén.

- Ki hop dong lao déng thi viéc:

Nhan vién thtr viéc tai cong ty trong vong 1 thang, nguoi thir viéc duoc
hudng cac quyén loi nhu nguoi lao dong khong xac dinh thoi han (trir ché do
BHXH, Bao hiém con nguoi 24/24). Trong thoi gian thir viéc tra luong theo
thoa thuan muc luong t6i thiéu 13 1,1 triéu déng/ngudi.

- Ki hop dong dai han:

Hét thoi gian thtr viéc néu dat yéu cau s& dugc ki hop doéng dai han voi
cong ty va dugc huong nhitng ché do cho ngudi lao dong chinh thirc ma cong ty
dang 4p dung. Tuy theo trinh d6 tay nghé, chuyén mén va vi tri céng tic ma
cOng ty ap dung mirc luong theo thoa thuan.

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

Tuyén néi bg: Ciing nhu nhiéu doanh nghiép khac cong ty thuc hién chinh
sach uu tién cho nhitng d6i tugng 1a con em cac can bd cong nhan vién trong
cong ty, lua chon nhitng ngudi c6 kha nang, pht hop véi vi tri can tuyén dung.

Day cling 1a mot hinh thirc quan tdm dén loi ich cia can bd cong nhan vién trong
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cong ty. Va ciing 1a tao co hoi thing tién cho nhitng nhan vién dang lam viéc

trong cong ty.

Tuyén bén ngodi: D6i véi nhitng vi tri doi hoi ¢ trinh do va nhiéu kinh
nghiém cong ty thudng sir dung ngudn tuyén dung bén ngoai. Sau khi thir viée
néu dap tng duoc yéu cau cong viéc thi s& dugc giit lai 1am viée 1au dai tai cong
ty.

Trong 2 nam 2009 va 2010 téng s6 lao dong cua cong ty thay doi tir 434
ngudi nam 2009 1én 446 ngudi nam 2010. Vi day 13 mot doanh nghiép san xuét,
lao dong truc tiép chiém ty trong 16n cho nén trong nhitng nim qua cong ty chi
yéu tuyén dung lao dong vao lam viéc trong cac phan xudng va lao dong tuyén
dung phan 16n 1a lao dong pho thong. Nam 2010 cong ty dd dau tu mua thém 1
may gép tu, 1 may san thép, 2 may €p nhya phuc vu san xut. Dan dén viée
thiéu lao dong & phan xudng ti1, phan xuéng co khi va phan xudng nhua.

Ta c6 bang tinh hinh tuyén dyung lao dong qua 2 nim 2009 va nim 2010:

Chi tiéu Nam 2009 | Nam 2010 Chénh léch
+/- %

S6 lao dong tuyén dung 11 15 4 36.36
1.Theo hinh thirc tuyén dung

- Tuyén ndi bd 3 3 0 0

- Tuyén bén ngoai 8 12 4 50
2. Theo trinh do

- bai hoc 1 2 1 100

- Cao dang 2 0 (2) (100)

- Lao dong pho thong 8 12 4 50

- Tho c6 tay nghé 0 1 1 -

Bing 2.10: Tinh hinh tuyén dung lao dpng qua 2 niam 2009 va nim 2010 cong
ty Co phdan Ngi thit 190
[ Nguén : Phong TCHC — LDTL ]
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Vi tri tuyén Trinh d6 S6 lao dong
Nhan vién P. k¥ thuéat Dbai hoc 1
Nhan vién P. kinh doanh Pai hoc 1
Cong nhan PX. Tu Lao dong pho thong 4
Cong nhan PX. Co khi - Lao dong pho tl}éng 3
- Tho c6 tay nghé 1
Cong nhan PX. Nhya Lao dong pho thong 5

Bing2.11: Tinh hinh tuyén dung lao déng ciia cong ty niam 2010
[ Nguén : Phong TCHC — LPTL ]

Qua 2 nam 2009, 2010 s6 lao dong tuyén dung trong cong ty di ting tir 11
ngudi ting 1én 15 nguoi tuong ung voi ty 18 36.36%. Mbi lao dong dam nhan vi
tri khac nhau nhung déu xuét phat tir thyc té nhu cau hoat dong san xuat kinh
doanh ctia cong ty. Khong nhiing ting vé mit s6 lugng ma lao déng tuyén dung
con tang ca vé mat chat luong. Nam 2010 s6 lao dong tuyén dung ¢ trinh d6 dai
hoc 1a 2 ngudi (1 nhan vién phong ky thudt va 1 nhan vién phong kinh doanh)
tang 1én 1 ngudi so voi nam 2009, tho co tay nghé ciing ting 1én 1 nguoi. Picu
nay cho thay cong ty dang dan chi trong hon dén chat lugng tuyén dung lao
dong.

Ngudn tuyén dung cua cong ty mot phan 13 tuyén con em cta can bd cong
nhan vién va tuyén qua su gidi thiéu cia ho. Do d6 c6 sy han ché vé sb luong
tham gia du tuyén va cong ty khong c6 nhiéu co hdi lua chon nhiing lao dong co

trinh d6 cao hon. Nam 2010 tuyén ndi bd 3 nguoi chiém 20% sb luong lao dong

tuyén dung.
Sau thoi gian 1 thang thir viéc ta c6 két qua dénh gia nhan vién nhu sau:
Két qua danh gia S6 luong (%)
Pat yéu cau 7 46.67
Dao tao thém 6 40
Khéng dat yéu cau 2 13.33
Tong s6 15 100

Bing2.12: Két qud ddinh gid nhdn vién mdi sau thoi gian thir viéc ciia cong ty
nam 2010
[ Nguén : Phong TCHC — LPTL ]
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Trong nam 2010, tong sb lao dong tuyén dung 13 15 nguoi, trong dé sb

nhan vién hoan thanh tét cong viéc dugc giao, dap ung di yéu ciu cia cong ty
dé ra va duoc gilt lai 1am viéc 1a 7 nguoi chiém 46.67% téng s6 lao dong duogc
tuyén, s nhan vién can dao tao thém 1a 6 nguoi, s nhan vién khong dap ung
dugc yéu cau cong vi¢c va bi sa thai 1a 2 nguoi. S6 nhan vién can dao tao thém
va bi sa thai déu 1a nhimng lao dong phd thong. Pidu d6 chimg to cong tac tuyén
dung ctia cong ty chua thuc su hiéu qua, chua tuyén ding nguoi ding viée, gy
tén kém chi phi, anh huéng dén két qua san xut kinh doanh.

Nhdn xét : Nhin chung, s6 luong lao dong dugc tuyén dung c6 xu hudng
tang 1én, cho thiy cong ty rat chu trong dén nhu cau vé lao dong dé dap ung kip
thoi cho qué trinh san xuat kinh doanh. Vé co ban sé lugng lao dong trong cong
ty 1a pht hop véi hoat dong san xuat kinh doanh cta cong ty. Tuy nhién, hinh
thirc tuyén dung nhu vay con ton tai mot s han ché & hau hét cac cong ty hién
nay.
2.2.2.3 Cong tac phdn cong lao dong.

Cong tac bo tri va sir dung lao dong hop 1y 1a diéu kién dé ting nang suét
lao dong va hiéu qua san xuat kinh doanh

Do mdi phan xudng thuc hién mot cong doan khac nhau ctiia qua trinh san
xudt noi that nén cong viéc c6 muc do phure tap khac nhau, moéi truong lam viéce
cling khac nhau nén cong nhén san xuit dugc quan 1y theo timg phan xudng.
Mobi phan xudng duogc chia lam céac to, ddi khac nhau theo tirng miu mi san
pham. M&i phan xudng c6 mot danh sach lao dong dung dé theo ddi lao dong
cua phan xuong minh. Nho c6 su theo doi, giam sat chdt ché nén khi c6 nhirng
su ¢ xay ra cong ty di kip thoi khac phuc. Néu nhu ngudi lao dong khong co
kha nang dap tng dugc nhu cau cong viée thi s& bi sa thai.

Cac phong ban trong cong ty ciing ¢ méi lién hé chat ché v6i nhau va

chiu sy chi dao truc ti€p cia ban gidm doc
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Tinh dén thang 12/2010 sé lugng CBCNV cua cong ty 1a 486 nguoi, duoc

phan b6 nhu sau:

STT Tén don vi Nam 2009 Nam 2010

1 | Phong ké toan 9 9

2 | Phong k¥ thuat 11 12
3 | Phong kinh doanh 10 11
4 | Phong TCHC- LBTL 9 9

5 | Phong kho 15 15
6 |Ban giam doc 4 4

7 | Ban co dién 5 5

8 | V¢ sinh cong nghiép 12 12
9 | Phan Xuodng ma 25 25
10 | Phan Xudng nhya 37 40
11 | Phan xudng son 35 35
12 | Phan xudng moc 45 45
13 | Phan xudng ta 45 49
14 | Phan xuong co khi 83 86
15 | Phan xudng lap rap 48 48
16 | To bao vé 12 12
17 | To xép do 15 15
18 | Tap vu 14 14

Tong 434 446

Bing 2.13: Bing phdn bo nhén lyc ciia cong ty Cé phan Ngi thit 190
[ Nguén : Phong TCHC — LDTL ]
Cong ty ludn quan tdm dén viéc bd tri nhan luc, dam bao ding ngudi
dung viéc, phi hop voi yéu cau san xuat kinh doanh va nhu cau phat trién ctia ca

nhan nguoi lao dong.
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STT Cac phong, ban S6 nguoi 1am dang | SO nguoi lam khong
chuyén mon chuyén mon dung chuyén mon

1 | Phong ké toan 9 0

2 Phong k¥ thuat 12 0

3 Phong kinh doanh 9 2

4 Phong TCHC- LDTL 7 2

5 Phong kho 12 3

Bing 2.14: Bing bé tri nhan luc tai cdc phong ban chuyén mén ciia cong ty
Cé phan Ngi thét 190 niam 2010
[ Nguén : Phong TCHC — LDTL ]

Nhén xét : Qua bang trén ta thdy hién nay trong cac phong ban van con
hién tuong c6 nguoi 1am viéc khoéng dang chuyén mén tuy sé luong 1a khong
nhiéu. Riéng phong ké toan va phong k¥ thuat 100% nhéan vién lam ding chuyén
mon. Nhin chung cong tac bé tri, phan bo nhan luc cua cong ty 1a tuong dbi hop
ly.
2.2.2.4 Diéu kién lao dpng.

Cong ty c6 hé thong co so ha ting twong ddi rong rai, sach s&, hé théng
kho bai, nha xudng, kho hang thudng xuyén duoc nang cip dam bao vé sinh, an
toan lao dong.

> Thoi gian lam viéc:

+) 8 gid /ngdy, 6 ngay/tuan.

+) Khéi san xuat lam theo ca, thoi gian nghi giita ca 30 phit

+) Khdi co quan lam theo gi¢ hanh chinh, mdt s6 bod phan di ca theo san
xuat

+) Lam thém gio: Khi can thiét lam thém trung binh 1-2 gio/ngdy, khong
qua 150 gio/nam

+) Quy dinh thoi gian nghi ngoi: M6t tuan ngudi lao dong dugc nghi 1
ngay (24 gio) , nghi tét 18 theo quy dinh cua nha nudc.

> An toan lao dong va vé sinh lao dong:
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Cong ty khong co ké hoach nhung c6 quy dinh cu thé vé bao ho lao dong

theo timg bo phan san xuat:

- Quén 4o 12 thang duoc cip 2 bd

- Kinh bao ho cép 1 thang 1 chiéc (hong, giy duoc ddi lai)

- Ging tay, khau trang phat theo tudn

- Xbp chéng 6n 3 thang 1 doi

Ngoai ra nhiing cong nhan lam viéc trong mdi truong doc hai, nhiém dién
dugc trang b1 mat na phong doc va quﬁ?m ao cach dién.

Cong tac an toan cho ngudi lao dong khi méi vao lam duoc huan luyén va
huéng dan chu d4o, thuong xuyén duoc quan triét tai cac phan xudng trong cic
budi hoc tap rat kinh nghiém do vay da han ché t6i da vu viée tai nan dic biét
nghi€m trong x4y ra.

T6 chire tot cong tac vé sinh cong nghiép trong khi san xuat va sau mdi ca
bao dam thuong xuyén gilt moi truong lam viéc sach s& thoang mat vé mua he,
am ap vé mua dong.

Ché d6 doc hai (tap thé, ac nhan) néu c6 tiéu chuan thi dugc tinh vao luong
theo thoa thuan.

- Bién phép cai thién moi truong 1am viéce;

+) Pau tu lip dat may hat bui, mua sam quat thong gid, quat mat tai vi tri
1am viéc cta timg to san xuét, ban dém dam bao du anh sang.

+) Thong ké tai nan lao dong: Trong nim 2009 va ba thang dau nim 2010
khong c6 vu viéc nghiém trong, c6 6 vu do so xuét bi thuong nhe cong ty da kip
thoi so clru, dua di bénh vién chira tri, giai quyét ché do dat diém va thoa dang.

- Hé thdng y té, quan 1y strc khoe:

+) Cong ty ¢6 2 ti thude so cip clru thong thudng tai phan xudng, dam bao
kip thoi so cuu khi ¢6 tai nan xdy ra, ngoai ra cong ty c6 1 xe 6 t6 thuong truc
san sang dua ngudi bi nan di cap ciu.

+) Cong ty quan h¢ chat ché véi bénh vién Giao Thong Van Tai khu vuce 3
khi c¢6 truong hop cip ctru bénh vién déu kip thoi giai quyét mot cach nhanh

nhét.
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- Ché d6 tu kiém tra vé an toan vé sinh lao dong: Hang ngay Ban thanh tra

an toan lao dong va vé sinh lao dong thuong xuyén kiém tra, nhic nho, don ddc
viéc chap hanh cac quy dinh vé an toan lao dong va vé sinh lao dong trong toan
cong ty.

Nhdn xét:Cong ty da tao diéu kién lam viéc cho nguoi lao dong mdt cach
kha day du. D6 ciing 13 mot trong nhitng yéu t6 quan trong dé nang cao ning
suit lao dong va bao vé stc khoe cho nguoi lao dong, qua d6 gitp ngudi lao
d6ng an tdm 1am viéc, gop phan kich thich su say mé, himg thu trong cong viéc
cuia nguoi lao dong.
2.2.2.5. Danh gida mirc do hoan thanh cong viéc

Cong tac nay doi hoi su chinh x4c va cong bang. Thong qua viéc danh gia
s& biét duoc nang lyc lam viéc cua nguoi lao dong, nhitng thanh tich ma nguoi
lao dong dat dugc. Pay ciing 1a co s dé tinh luong thudng ciia nguoi lao dong
trong thang. Hang thang cac t6 san xuat, cac phong ban s& hop tong két dé binh
bau xép loai lao dong ctia don vi minh. Bang xép loai lao dong cua cac to, phong
gli vé cho phong TCHC - LDTL dé tién hanh kiém tra lai va 1am co so tra
lvong thudng cho nhan vién.

Quy dinh danh gia, xép loai lao dong ctia congty C6 phan Noi that 190:

» Loai A:

- C6 sb ngay cong >= 22 cong/thang d6i voi khdi lao dong gian tiép. Co
s6 ngay cong >= 26 cong/ thang d6i voi khéi lao dong truc tiép.

- Ning suit lao dong dat tir 90 dén 100 san pham/thang trd 1én ddi véi
khéi lao dong truc tiép.

- Khong vi pham ndi quy, quy ché ctia cong ty nhu: di 1am ding gio, van
hoa tng xtr trong cong ty, mic dong phuc khi tdi cong ty, ddm bao an toan lao
dong va phong chdng chay no.

-Hoan thanh tét congviée duoc giao.

» Loai B:
-C6 s6 ngay cong tir 20 dén dudi 22 cong/thang dbi véi khoi lao dong

gian tiép. C6 sd ngdy cong tir 24 dén dudi 26 cong/ thang d6i v6i khédi lao dong
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truc tiép.

- Nang suit lao dong dat tir 70 dén dudi 90 san phamv/thang d6i véi khoi
lao dong truc tiép.

-Khong vi pham ndi quy cua cong ty.

-Hoan thanh cong viéc duoc giao.
» Loai C,D:

- C6 s6 ngay cong dudi 20 cong/thang ddi véi khdi lao dong gian tiép. Co
s6 ngay cong dudi 24 cong/ thang ddi véi khdi lao dong tryc tiép.

- Nang suét lao dong dat dudi 70 san pham/thang d6i véi khéi lao dong
truc tiép.

- Vi pham mét s6 ndi quy clia cong ty, tiy mic do vi pham ma xép loai C
hay D va chua hoan thanh congviéc.
Vi du bang danh gia xép loai ciia mot sé nhan vién phong tai vu ké toan thang

12 nam 2010 nhu sau:

Ho va tén S6 ngay Murc o hoan Chéap hanh | Xép

lam viéc | thanh cong viéc ndi quy loai
1.Nguyén Thi Kim Oanh 22 Tot T6t A
2.Vii T6 Loan 22 Tot Tot A
3.Lé Nit Hoang 22 Tot Tot A
4.Ngb Thi Kim Chung 20 Tot T6t B
5.Nguyén Thuy Duong 21 Tot Tot B
6.Nguyén Vin Hoan 22 Tot Tot A
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Bang danh gia xép loai cia mot sd cong nhan to lam ti thang 12 nim

2010 nhu sau:

Ho va tén S6 ngay Ning suat lao Chéap hanh | Xép

lam viéc dong ndi quy loai
1.Lé Duy Hiéu 24 85 sp/thang Tot B
2.Bui Van Truong 27 98 sp/thang Tot A
3.Tan Van Lily 25 73 sp/thang Tot B
4.Pham Hong Oanh 22 67 sp/thang Tt C
5.Pong B4 Cong 26 95 sp/thang Tot A
6.Luu Quy Quynh 26 95 sp/thang Tot A
7 Nguyén Van Kién 27 102 sp/thang T6t A

Bing 2.15: DPdnh gid xép logi lao dpng thing 12 niam 2010
[ Nguén: Phong TCHC — LDTL ]

Nhdn xét: Qua bang trén ta co thé thdy cong tic ndy con ton tai mot sd
van dé:

Pbi v4i khoi lao dong gian tiép, cong ty ap dung hinh thirc tra luong theo
thoi gian. Du cong ty da bd tri dung nguoi ding viée, ¢ hé thong kiém tra theo
ddi viéc chap hanh thoi gian 1am viéc cta nguoi lao dong. Nhung nhin chung
cong tac danh gia mac do hoan thanh cong viéc con thuc hién chua tdt, chua co
su chinh x4c va cong bang. Mdi ngay ngudi lao dong di 1am day du duoc tinh 1
cong, trong khi d6 viéc dén som hay dén muodn d6i khi van khéng duoc kiém
soat chinh xac vi van c6 su né nang l1an nhau, a0 ao trong cong tic cham cong.
Nguoi di lam mudn cling nhu nguoi di 1am sém. Nguoi lam viéc hiéu qua trong
ngay ciing c6 mirc lwong bang nhing nguoi lam viéc khong hiéu qua.

Pdi voi khdi lao dong truc tiép cong tac nay dugc thuc hi¢n tdt hon.
Nhiing cong nhan 1am nhiéu, chét luong san pham t6t s& duoc hudng luong cao
hon. Do d6 kich thich dugc tinh than lao dong, cong nhan lam viéc hing say
hon.

Viéc binh bau, phan loai lao dong dé xét thuéng va thanh tich thi dua
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dugc tién hanh cong khai nhdm tao ra sy cong bang, dan chu cho nguoi lao dong

song lai khong mang tinh khach quan vi nhiéu khi do né nang, tinh cam ma viéc
binh bau nay lai khong chinh xac, dan téi viéc tra luong, thudng khong xtng
dang, khong kich thich dugc tinh than 1am viéc cta ngudi lao dong dong thoi
khong danh gia duang nang luc cua ho.

Vi vay dé dat dugc hiéu qua cao trong cong viéc cong ty can chi trong
hon nira cong tac danh gid mac do hoan thanh cong viéc ctia ngudi lao dong.
2.2.2.6. Tra lwong, dai ngo
» Daingo vat chat:

Nhim quén triét nguyén tic phan phdi theo lao dong, két hop chat ché
giita loi ich ctia doanh nghiép va nguoi lao dong, dong thoi véi mong mudbn co
hinh thtrc tra luong dung din dé lam don bay kinh té, khuyén khich nguoi lao
dong chap hanh tét ky luat lao dong, dam bao ngay cong, gid cong va nang suat
lao dong . Hién nay cong ty dang ap dung hai hinh thirc tra luong ddi voi khoi
phan xudng san xuét va khdi phong ban.

- Ché d06 luong doi voi khdi phan xudng san xuat: Bao gdm céc cong

nhan truc tiép san xuit. Ap dung két hop hinh thuc tra lwong theo thoi gian va
theo san pham.

Viéc phan phéi tién luong thuc tiép cho ngudi lao dong dugce giao cho
quan d6c phan xuéng chiu trach nhiém trén nguyén tic:

+) Gan véi hiéu qua lao dong

+) San pham lam ra phai dat tién chuan dén khau cudi ciing

+) Phéan phdi tién luong hang thang phai duoc thuc hién cong khai

+) Tién luong va thu nhap hang thang cta nguoi lao dong phai dugc ghi
vao sb luong theo quyét dinh cia BLDTBXH

Péi véi phan xudng san Xuét, cong ty thuc hién ché d6 lam viéc 8
tiéng/ngay, nghi cht nhat. Téng thoi gian lam viée trong thang 14 208 gio.

Cong thuec tinh:

L L L
L u _— [ . — .
L; 2{}Bx8xtt+2{}Bxttlx15+2{}8xti2x2
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Trong do:
208 : Tong thoi gian 1am viéc trong thang
L; : Tién luong lao dong dugc huéng
L : Luong san pham doanh s, 4p dung theo dinh murc ctia doanh nghiép
t; : S6 ngay lam viéc thuc té trong thang
t;1 : Sb gio cong lam thém ngay thuong
t;» :Sb gio cong lam thém ngay chii nhat
VD: Tinh lwong thang 12/2010 cho 6ng Lé Qudc Hién lam viéc & t6 xép d& voi:
L = 2,300,000 dong
t; =27 ngay cong
;1 =21 gio cong

ti» = 8 gio cong

Lam thém gio ca 3 =3.5 gid => Phu c4p ca 3 =3.5x % x 1.85= 72,000 dong
Phu cap in ca 36,000 dong
Tién thudng 200,000 dong
= Tién lao dong duoc hudng :
2,300,000 2,300,000 2,300,000
Li= ———— x8x27+ ———x21x15+——— x8x2
208 208 208

= 2,913,702 déng

= Tién 6ng Hién thyc nhan = 2,913,702 + 72,000 + 36,000 + 200,000 =
3,211,702 dong
- Ché d6 luong ddi v6i khdi phong ban: Ap dung hinh thire tra luong theo thoi

gian. D6i tuong ap dung 1a ddi ngil can bd nhan vién lao dong gian tiép. Cong ty
tra lwong cho CBCNV theo ché d6 luong cép bac va luong chuc vy, chic danh
ctia Nha nude. Luong thuc linh cia CBCNV khdi lao dong gian tiép trong cong
ty dugc tinh theo cong thirc:

(H.+k )= L
C= g tt

22 X Net
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Trong d6: TC: Tién luong lao dong duoc hudng

H. : Hé s6 luong cia CBCNV do nha nudc quy dinh

L+ : Mirc lvong t6i thiéu do nha nudc quy dinh

N;; : S6 ngay 1am viéc thyc té trong thang

22: Sb ngay cong hoan thanh trong thang do cong ty quy dinh
k : Hé s6 diéu chinh theo tham nién cong tac

Ta c6 bang hé so luong va hé s6 diéu chinh theo tham nién cong tac cua cong ty

Chtrc danh Hé sb
Giam doc 6.64- 6.0
Phé giam doc 5.65 — 5.98
Trudng phong 4,99 - 5.32
Pho phong 4.0-44
Ké toan truong 3.8-43
Nhan vién 3.0-33
Lai xe 2.08 2.6
Phuc vu - Bao vé 1.3-20

Bing 2.16: Hé so lwong theo cip bic, chitc vu ciia céng ty

[ Nguén: Phong TCHC — LDTL ]

SO ndm cOng tac

Hé s6 diéu chinh

n<>5 0.05<k<0.25
5<n<10 0.25<k<0.5
n>10 k>05

Bing 2.17: Hé so6 diéu chinh theo tham nién céng tic
[ Nguén: Phong TCHC — LDTL ]
VD: Tinh luong thang 12/2010 cho ba Vi T6 Loan trinh do dai hoc, chuc vu
nhan vién phong ké toan, thim nién cong tac 5 nim
H.=3.0
L.+ = 730,000 dong
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Ni+ =22 ngay cong
k=04
= Tién lwvong ba Loan duoc hudng:

c (3.0+0.4 ) =+ 730,000 =22
a 22

= 2,482,000 ddng

Sau day em xin ldy 1 vi du vé bang luong thang 12/2010 cta mdt sb vi tri trong

cong ty:
STT Ho va tén Chtrc vu Luong thang (d6ng)
1 | Ngé Duy Hung Pho giam doc 5,126,000
2 | Nguyén Thi Kim Oanh K¢é toan truong 3,712,000
3 | Quan Qué Thanh Truong phong KD 4,442,000
4 Ngd6 Thi Kim Chung Thu quy 2,482,000
5 Nguyén Viét Cudng Pho phong KD 3,612,000
6 | Pham Vian Toan Cong nhan xép d& 2,262,000
7 bang Luu Thanh Bao vé 2,000,000
8 binh Van Hung Lai xe 2,300,000

Bing 2.18: Lwong theo cip bic, chirc vu ciia mét sé vi tri trong cong ty thdng
12/2010
[ Nguén: Phong tdi vu ké todn ]

Céc khoan phu cép trong cong ty bao gom:

- Tién trach nhiém ddi véi cac can bd c6 chirc danh duogc quy dinh c6 dinh
nhu sau:

+ Pho giam ddc: 600,000 dong/ thang

+ Truoéng cac phong ban, quan dbc cac phin xuodng, ké toan trudng:
500,000 dong/thang

+ Phé phong ban, pho quan dbc cac phan xudng: 400,000 dong/thang

+ T4 trudng cac t san xuat: 300,000 dong/thang

+ T6 phoé cac t6 san xuat, cong nhan linh vat liéu: 200,000 dong/thang

- Phu cép 1am thém gio: ap dung khi lam viéc thém ngoai gid tiéu chuin

quy dinh va gém 2 muc: 150% tién luong gio tiéu chuan néu lam thém vao ngay
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binh thuong, 200% tién lwong gio tiéu chuan néu lam ngay chii nhat, ngay nghi

18, tét.

- Phu cép 1am dém: 4p dung vé6i cac can bd cong nhan vién lam viée tir 22
gid dén 6 gio sang va ty 1¢ trich bang 185% tién luong gid tiéu chuan.

- Ngoai ra, nham khuyén khich ngudi lao dong lam viéc, ning cao ning
suit lao dong, trong thang cong ty con dé ra mirc thudng theo xép loai clia ngudi
lao dong:

+ Loai A: Tt 300,000 — 200,000 d@)ng/ nguoi

+ Loai B: 100,000 dong/ngudi

- Mot sb chinh sach phuc loi khac:

+ T chtrc tham héi dm dau, sinh con, tai nan rui ro 200,000 déng/ lan

+ Mung cic can bo cong nhan vién xay dung gia dinh c6 qua 300,000
dong/lan

+ Ngay qudc té phu nit 8/3, ngay phu nit Viét Nam 20/10 qua ming cho chi
em CBCNV 100,000 dong/ngudi

+ L& viéng tir than phu mau qua doi 300,000 dong/lan

+ Tang qua cho CBCNV nhén ngay quéc té lao dong 1/5, qudc khanh 2/9
tri gia 110 triéu dong

+ Lao dong nir khi sinh con trong thdi gian 4 thang nghi thai san, ngoai ché
do cia BHXH , BHYT mbi thang cong ty cling hd tro tr 900,000 dén 1,200,000
déng/nguoi/thang.

+ Ngoai ra, dé cai thién diéu kién 1am viéc cho nguoi lao dong cong ty da
hd trg thém mdi suét an ca tir 5,000 déng 1én 10,000 déng/ngub’i.
> Dadi ngé tinh than:

- T chirc cho CBCNV di nghi mat, du lich hang ndm nham tao cho ho
nhing gio phut nghi ngoi sau mot nam lam viéc cang thang, mét moi.

- T6 chirc vui choi va tang qua cho cc chau la con ciia CBCNV trong cong
ty nhan ngay Qudc té thiéu nhi 1/6, Ram trung thu.

- Cudi nim t6 chirc hop danh gia két qua va biéu duong, khen thudng

nhimg CBCNV c¢6 thanh tich xuét sic trong nam.
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- Cong ty cling thudng xuyén t6 chic cac phong trao nhu: Phong trao tac

phong cong nghiép, tiét kiém dién noi lam viéc,chéng ling phi, phong trao vin
héa van nghé, phong trao thé duc thé thao.

- T6 chirc phat dong thi dua ra quan dau nam phan ddu hoan thanh vuot
mirc cac chi tiéu nhiém vu trong cic phong ban phan xudng san xuit va cong
nhan lao dong. Pay manh phong trao thi dua lao dong gioi, lao dong sang tao,
phat huy sang kién, cai tién k¥ thuét, nang cao ning suét, chat lugng san pham,
hop 1y hoa quy trinh san xuét.
> Ché do bdo hiém:

- Bao hiém xa hoi: Cong ty tinh BHXH trén co sé hé sd luong cép bac va
luong tdi thiéu, theo cong thirc sau:

Tién BHXH trich theo luong = H. * L, * 20%
Trong do:

H. : Hé sb luong cap bac

L:+ : Luong tdi thiéu theo quy dinh ctia nha nudc.

20%: s6 phan traim BHXH phai déng (14% do doanh nghiép dong, 6% do
CBCNYV dong)

- BHXH, BHYT, BHTN phai ndp theo quy dinh = H. * L;; * 8,5%

- Ngoai ché do0 BHXH, BHTY, BHTN cong ty chi trén 24,932,000 dong
mua BH 24/24 cho ngudi lao dong. Céac truong hop 6m dau, thai san, tai nan rui
ro déu dugc cham lo chu d4o, thanh toan chi tra day du kip thoi.

Nhdn xét: Cong ty da va dang chu trong thuc hién cong tac dai ngd cho
nguoi lao dong, do vay d3 dem lai hiéu qua cao tao diéu kién kich thich ting
nang suét lao dong, su chuyén can tan tuy ddi vai cong vi¢c va long trung thanh
cua toan by cong nhan vién trong cong ty. Nhitng bién phap nay duogc ap dung
chat ch€, hop Iy mang lai hi¢u qua cao. Cong ty da c6 nhiing phuong phap tinh
lwong 4p dung cho ting ddi twong va 1am tbt cong tac thudng, dai ngd tinh than
cho nguoi lao dong.

Mic du di dat duoc mot s6 két qua tot nhung cong tac dai ngd lao dong cua

cong ty con ton tai mot vai nhuge diém. Phuong phap tra lwong cho luc luong
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lao dong gidn ti€p chua can cir theo mic d¢ hoan thanh cong viéc. Tra luong

theo hinh thtrc nay khong gin két dugc gitra chat lugng va s luong lao dong
nén nay sinh nhiig tiéu cuc nhu: y lai, dua dam, thiéu tich cuc trong cong
viéc...Néu khong khuyén khich ting lwong, thuéng thi ngudi lao dong sé khong
chi 1am viéc ¢ mirc trung binh ma con khong ¢ ging hon. Diéu ndy anh huéng
truc tiép dén két qua san xuat kinh doanh cua cong ty.

2.2.2.7 Dao tgo va phdt trién.

Pay 1a cong tac dic biét quan trong trong qua trinh quan 1y ngudn nhén luc
ciia mdi doanh nghiép. Pic biét trong co ché thi trudng canh tranh gay gat va
khong nhimg bién dong nhu hién nay. Chat lugng ngudn nhan luc 14 yéu t6 then
chét quyét dinh su ton tai va phat trién ctia doanh nghiép. Do d6 doanh nghiép
phai dac biét coi trong dén viéc dao tao va phat trién nguén nhan luc, d@)ng thot
tao ra cho nguoi lao dong mot 161 tur duy md&i, mét phong cach lam viée hién dai,
tao diéu kién cho ho phat huy nang luc sdng tao mot cach tdt nhat.

Nhitng muc ti€u dao tao cua Cong ty:

- Trang bi nhitng k¥ ning can thiét cho cong viéc

- Nang cao dugc nang lyc lam vi¢c cho ngudi lao dong

- On dinh, nang cao doi sdng nhan vién cta cong ty

- Pao tao cho can bd cac chuyén nganh

- Néng cao tay nghé, bdi dudng cho céc bac thg

- Phat huy, khen thudng cho nhimng ¥ kién, phat minh khoa hoc ctia nhiing
can b chuyén nganh.

- Pao tao nhitng nhéan vién quan 1y, nghién ctru dé ho dap tmg va d6i méi
cong nghé.

Nhan thtc duoc tam quan trong cua viéc dao tao va phat trién nguén nhan
luc, cong ty da xay dung cho minh dugc nhitng chinh sach dao tao c6 hi¢u qua.
Hang nam phong TCHC — LDTL cung c4c dgn vi phong ban chltc ndng ra soat
lai co cdu lao dong, trinh d hién c6 cua can bd cong nhan vién trén co s& do
xay dung ké hoach dao tao sau do trinh 1én Giam déc va trién khai thuc hién.

Cong ty c¢6 2 hinh thirc dao tao: dao tao tai chd va dao tao ngoai cong ty.
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Pdo tao tai ché: Tién hanh ngay trong luc lam viéc nham gitp cong nhan

lam viéc thanh thao hon. Cong nhan dugc phan lam viéc vdi nhiing cong nhan

khac c6 trinh d¢ tay nghé cao hon va c6 kinh nghiém hon

Ta c6 chi phi ddo tao tai chd trong nim 2010 nhu sau:

B0 phan S6 Trinh d0 | Thoi gian Chi phi Tong chi phi
lugng | chuyén mdn | daotao | (Pong/ngudi (Pdng)
(Nguoi) (thang) /thang)
PX tu 1 LDPT 2 350,000 700,000
PX co khi 3 LDPT 3 350,000 3,150,000
PX nhua 2 LDPT 2 350,000 1,400,000
Tong 6 5,250,000

Bing 2.19: Chi phi dao tao tai ché nam 2010
[ Nguén: Phong TCHC — LDTL ]

Dao tao ngoai cong ty: Phoi hop vo1 céac t6 chiic trung tam, to6 chuc cac

16p hoc cap nhat kiém tirc mdi vé cong nghé san xuat, ngoai ngft, tin hoc...

Cong ty uu tién doi1 ngili can bd tré, nang dong baoi ho 1a nhiing ngudi co kha

nang nhay bén, dé dang tiép thu kién thirc méi. Nhan vién duoc cong ty cir di

hoc déu la nhitng nguoi ¢o trinh do, c6 kha nang dap ing duoc nhu cau cua cong

ty sau khi két thiic khoa dao tao va nhiing nguoi lao dong duogc ctr di ddo tao chu

yeu roi vao khoi lao dong gian tiép.

Ho tén Trinh do B0 phan Hinh thttc dao | Thoi gian | Chi phi
tao dao tao (d6ng)
Hoang Van Nam | Trung cip | Ban co dién Hoc Ién Cao 1.5 ndm 11,700,000
ding
Lé Dinh Diing Trung cip | PX son Hoc 1én Cao 1.5 nam 11,700,000
dang
Lai Thi Hong Cao dang | P. kinh doanh | Hoc ngoai ngir | 6 thang 3,000,000
Tong 26,400,000

Bang2.20: Chi phi dao tao ngoai cong ty nam 2010
[ Nguén: Phong TCHC — LDTL ]
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Niam 2010 cong ty da danh ra 31,650,000 dong cho chi phi ddo tao trong
do chi 5,250,000 déng cho dao tao tai chd va 26,400,000 d(‘A)ng cho dao tao ngoai

cong ty.

Pao tao tai chd c6 6 nguoi véi tong chi phi chiém 16.59% tong chi phi
dao tao. Cong ty thudng ap dung dao tao tai chd cho nhitng cong nhan méi vao
lam viéc 1a nhimg lao déng phd thong lam viée & khdi lao dong truc tiép. Thoi
gian dao tao thuong tir 2 thang dén 3 thang tuy theo tirng cong viéc, voi chi phi
mdi thang 1 350,000 dong/thang. Pao tao tai chd két hop vira hoc vir lam, bd tri
lao dong xen k& giita méi va cii.Viéc dao tao tai chd sb cong nhan nay nham
nang cao chit luong lao dong, vira dap tmg ngay duoc nhu cu cta cong viéc,
vira tiét kiém duogc thoi gian va chi phi.

Niam 2010 sb lao dong dugc cur di dao tao gém 3 nguoi, trong d6 co 2
cong nhan trinh d6 trung cap hoc 1én Cao dang thoi gian hoc 13 1.5 nim va 1
nhan vién phong kinh doanh di hoc ngoai ngir thoi gian hoc 1a 6 thang. Véi tong
chi phi ddo tao ngoai cong ty 1a 26,400,000 dong, chiém 83.41% tong chi phi
dao tao. S di sb can bod nay phai di dao tao la nham muc dich nang cao trinh do
chuyén mén nghiép vu dé dap tng v6i nhu cau ngdy cang cao trong cong viéc
khi chét luong dao tao tai chd khong dap tmg duoc.

Thuc trang trinh d0 chuyén moén lao dong trudc va sau dao tao nam 2010

nhu sau:
Trinh d6 chuyén moén | S6 lao dong S6 lao dong sau | Chénh 1éch
trudc dao tao | dao tao +/- %
Cao dang 31 33 2 6.45
Trung cap 59 57 (2 (3.39)
Tho c6 tay nghé 63 64 1 1.59

Bang 2.21: Thuc trang chuyén mon truwdc va sau dao tao nam 2010
[ Nguén: Phong TCHC — LDTL ]
Nhén xét: Qua qua trinh dao tao sb lao dong co trinh d cao dang ting lén

2 nguoi twong ung vai ty 18 6.45%. Tho cb tay nghé ting 1én 1 ngudi tuong Gng
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ty 16 1.59%. Trong khi d6 s6 lao dong c6 trinh d6 trung cap giam di 3.39% do ho

d3 hoan thanh chuong trinh ddo tao bac cao dang. Véi tong chi phi dao tao nim
2010 1a 31,650,000 déng, chiém 0.45% loi nhuén sau thué caa doanh nghiép cho
thay ban lanh dao cong ty cling di quan tdm dén cong tac dao tao cho ngudi lao
dong. Mot trong nhitng kho khan chung cua cac cong ty san xuat ndi that hién
nay 1a thiéu ngudn lao dong chit luong cao, hon nita méi trudng lam viée khic
nghiét khién nguoi lao dong chua thyuc sy grfm bo vbi nghé, do d6 rat kho dé
tuyén dung duoc nhimg lao dong méi di qua dao tao. Mic du phuong phéap dao
tao con nghéo nan, thoi gian dao tao khong nhiéu dan dén hiéu qua chua cao
nhung cong ty dd va dang quan tdm dén cong tic nay. Trong thoi gian t6i cong
ty phai dic biét chii trong hon nita dén cong tac dao tao phat trién ngudn nhan
luc hién c6 ctia minh, phai coi day 1a giai phap “thuong ngudn” dé ning cao kha
nang canh tranh mot cach bén viing.
2.2.3 Phdn tich higu qud sir dung nguén nhan luc.

Ta c6 bang tong hop cac chi tiéu danh gia hiéu qua sir dung lao dong cua

cong ty Co phan Noi that 190 nhu sau:

Chénh léch
Chi tiéu Pon vi Nam 2009 Niam 2010
+/- %
1.Doanh thu Pong 409,391,711,21 | 449,092,998,06
39,701,286,857 | 9.69
1 8
2.Loi nhuan Pong 10,227,766,168 | 6,983,690,392 | -3,244,075,776 | -31.72
3.Tong s6 lao dong Nguoi 434 446 12 2.76
4.San lugng San pham 481,176 561,547 80,371 16.70
5.Hiéu suat sir dung  |Dong/nguoi
943,298,874 | 1,006,934,973 63,636,099 6.75
lao dong (=1/3)
6.Ning suat lao dong San
, 1,109 1,259 150 13.53
binh quén (=4/3) pham/nguoi
7.Hiéu qua st dung | Pong/ngudi
23,566,282 15,658,499 -7,907,783 -33.56
lao dong (=2/3)
8.Ham luong sir dung | Ngudi/dong
4.24% 107° 6.39* 107° 2.15%107% | 50.7
lao dong (=3/2)

Bdng 2.22: Mét sochi tiéu hiéu qud sir dung lao dong
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Qua bang s liéu trén ta thay:

- Hiéu suat st dung lao dong nam 2009 1a 943,298,874 dong/nguoi diéu
nay chimng to trong nam 2009 mot lao dong cua cong ty tao ra 943,298,874 dong
doanh thu. Nam 2010 hiéu suit st dung lao dong 1a 1,006,934,973 déng/ngu:éri
ching t6 trong nam 2010 mot lao dong tao ra 1,006,934,973 déng doanh thu.
Nhu vay, hi¢u suat st dung lao dong trong nam 2010 da c6 su tang 1én so véi
nam 2009. Cuy thé 1a ting 63,636,099 dong tuwong tng ting 6.75 % so v4i nim
2009. Diéu nay cho thdy hiéu suét st dung lao dong cua cong ty c6 xu hudng
tang 1én. C6 duoc két qua nay 1a nho trong nim 2010 doanh thu cta cong ty tang
dang ké (tang 9.69% so v6i nam 2009). Pay 1a dau hiéu dang mung cho thiy
hoat dong san xuét kinh doanh ciia doanh nghiép dd mang lai hiéu qua, co thé
thay trong ndm qua cong ty da c6 nhiéu nd luc trong cong tac quan 1y ciing nhu
su ¢6 gang ctia ddi ngil can bo cong nhan vién.

- Niang suit lao dong binh quan nam 2009 1a 1,109 san pham/ngudi diéu
nay chtng to trong nim 2009 mot lao dong cua cong ty tao ra 1,109 san pham.
Niam 2010 con s6 nay 1a 1,259 san pham/ngudi chimg to nim 2010 mot lao
dong cua cong ty tao ra 1,259 san pham. Nhu vy, ning suat lao dong binh quan
trong nim 2010 ting 1én so voi nam 2009 14 150 san pham/ngudi tuong tng voi
ty 1& 13.53%. C6 duogc két qua nay chi yéu 1a do nim 2010 cong ty di dau tu
mua sim mot s6 may moc méi co cong suat cao hon ( mua thém 1 may gap ta, 1
may san thép va 2 may ép nhua), mic do co gidi hoa, ty dong hoa cta cong ty
ngay cang cao két hop véi quy trinh cong nghé san xuét khép kin lam cho san
luong ting 16.7% so voi nam 2009, din dén ning suit lao dong ting cao.

- Hiéu qua str dung lao dong nim 2009 1a 23,566,282 dong/ngudi diéu nay
chtng to trong nam 2009 mét lao dong cua cong ty tao ra 23,566,282 dong loi
nhuan. Nam 2010 con s nay la 15,658,499 dong/ngudi chimg té trong nim
2010 mot lao dong tao ra 15,658,499 dong loi nhuan. Nhu vay hiéu qua sir dung
lao dong trong nim 2010 giam so véi nam 2009 1a 7,907,783 ddng/ngudi tuong
ung 33.56%. Do ndm 2010 lgi nhuan cta cong ty gidm so véi nam 2009 la

3,244,075,776 dong tuong tmg 31.72% dan dén hiéu qua str dung lao dong giam
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di. Mic du doanh thu va san luong nam 2010 déu ting nhung loi nhuén sau thué

lai giam, nén trong thoi gian téi cong ty can tim ra giai phap tiét kiém chi phi dé
mang lai hiéu qua cao hon.

- Ham luong st dung lao dong nam 2009 1a 4.24* 1072 ngudi/dong diéu
nay chtng to trong nam 2009 dé tao ra mot dong loi nhudn can 4.24* 1072 lao
dong. Nam 2010 con sb nay 1 6.39* 1072 ngudi/dong chimg to trong ndm 2010
dé tao mot déng lgi nhuan can 6.39* 1072 lao dong. Nhu vay ham lugng st
dung lao dong trong nidm 2010 ting lén so voi nam 2009 la 2.15* 107®
nguoi/dong twong tng 50.7%. Diéu nay cho thay cong tac quan 1y ciia cong ty
chua thuc sy tét, can xem xét k¥ ludng dé chi tiéu va quan Iy mot cach hiéu qua
hon.

Qua viéc phan tich mét s6 chi tiéu trén co thé cho thay hiéu qua st dung lao
dong trong 2 nim qua budc dau mang lai hiéu qua. Song vé lau dai cong ty can
tim ra giai phap dé duy tri muc ting trudng ciing nhu dam bao hon nita muc
séng cho ngudi lao dong.

2.3 Nhéin xét vé cong tac quan ly va sir dung lao dong ciia cong ty Co6 phan
Noi that 190
2.3.1 Nhin dinh chung vé tinh hinh lao dpng tai cong ty.

Quan 1y nguén nhan lyc ludn 1a van dé can quan tim hang dau cua bat ky
doanh nghiép nao. Cong ty C6 phan Noi that 190 ludn coi trong vin dé nhan su,
coi nhan sy 13 yéu t6 hang dau trong viéc tao ra thang loi kinh doanh cta cong
ty, vi vay cong ty khong nging phat trién ca vé sd luong lao dong ma con timg
budc nang cao chat lugng lao dong.

S6 luong lao dong cua cong ty Co phan Noi that 190 hién nay 1a 486
nguoi. Pay 1a mot sé lugng lao dong khong nho, do d6 viée str dung va quan 1y
lao dong sao cho c6 hi¢u qua ciing 1a mot van dé khong hé don gian.

Bo phén lao dong truc tiép dugc cong ty sap xép tuong d6i hop 1y. Tuy
nhién trinh do tay nghé van con han ché.Chi méi hon 5 nam kinh nghiém san
xuat kinh doanh nhung nhin chung cich quan 1y lao dong tai cong ty da dat

nhimng hiéu qua nhat dinh. Tuy nhién trong tinh hinh méi, néu chuyén dan dugc

Sinh vién: Nguyén Thi Linh — Lép OT110IN 72



MGt s6 bién phdp néing cao higu qud sir dung nguén nhan luc tai
Cong ty Co phan Npi that 190

viéc tuyén lao dong lién tuc dé thay thé sang viéc ning cao tay nghé, gia ting

hiéu suat dé nang cao thu nhip cho coéng nhan dé ho yén tdm gin bo véi cong ty
thi s& tiét kiém duoc chi phi tuyén dung ciing nhu dam bao tinh 6n dinh cta san
Xudt.

Bo phan lao dong gian tiép van chua khai thac hét dugc ning suit lao
dong. Voi ) luong 26 can bo céd béng dai hoc thi vdi tinh hinh chung cua cac
doanh nghiép trén dja ban, cong ty da thu hut duoc mot ngudn nhéan luc hop 1y
cho minh. Va néu dau tu thém cho viée dao tao nang cao chuyén mén cho nhan
vién, cong ty s& c6 ddi ngil can bd quan 1y, can bo chuyén mén cé kién thirc cap
nhat, c6 kha nang nam bét co hoi, c¢6 du nang lyc thuc hi¢n cac cong viéc duoc
giao dem lai hiéu qua cao.

2.3.2 Mpt s6 nhwoc diém trong cong tic quan Iy va sir dung lao dong ciia
céng ty Cé phin Ni thit 190.
- Cong tac dao tao

Phuong phép dao tao con nghe¢o nan, chua phat huy tinh sang tao cho
nguoi lao dong, chi yéu la dao tao tai chd, thoi gian ddo tao khong nhiéu

Cong ty chua c6 mot khoan chi phi can thiét, thich dang cho cong tac dao
tao nang cao trinh do chuyén mon. Sé lao dong dugc dao tao chua nhiu (ndm
2010 dao tao tai chd 6 lao dong, cu di dao tao 3 lao dong) nén chua thuc sy dap
g hét duoc yéu cau cia cong viéc.

Muc ti€u dao tao ctia cong ty chi tap trung vao khia canh dao tao dap tng
yéu cdu cong viéc trudc mat ma hau nhu bo qua khia canh phat trién. Noi dung
clia cong tac dao tao va phat trién nhan lyc cia cong ty con nhiéu han ché, chua
thuc su gitp ich déc luc cho thuc té cong tac cua can by cong nhan vién.

Bén than nguoi lao dong khong thuc su chuyén tdm vao qué trinh hoc tap,
nang cao chuyén mon tay nghé, sau qua trinh dao tao du trinh d6 chuyén mon
tay nghé cua ngudi lao dong c6 nang cao hon nhung mic luong chua dugc cai
thién.

- Mic du ning suét lao dong ndm 2010 ting 1én so véi nam 2009 véi ty 16
1a 13.53% nhung nam 2010 trong qué trinh san xuét ty 1& san pham 156i hong 1a
3% va dang c6 xu hudng ting 1én 5%. S san pham 156i hong ting 1én s& anh

huong dén sb luong va chat lugng san pham, tir d6 lam giam nang suét lao dong.
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PHAN 3
MOT SO BIEN PHAP NANG CAO HIEU QUA SU DUNG
NGUON NHAN LUC TAI CONG TY CO PHAN NOI THAT 190
3.1 Muc tiéu, phwong hwéng phat trién ciia cong ty Co phan Ngi that 190

trong nhirng nam toi.

Péi voi bat ky mot doanh nghiép nao viéc xay dung phuong huéng hoat
dong san xuat kinh doanh 1a vé clng quan trong. Hiéu qua cta hoat dong san
xuat kinh doanh cao hay thap tlly thuc vao hudng di caa doanh nghiép.

La mot cong ty c6 nhiéu tiém nang phap trién, cdng ty dang dan chiém
linh thi trudong trong nudc va huéng toi xuat khau hang héa ra nudc ngoai .
Cong ty da va dang tang cuong quan Iy dic biét 1a quan 1y lao dong, vat tu, tién
von, chat luong san pham, cai tién quy trinh san xuat, tim moi cach phan dau ha
gia thanh san pham nhung van dam bao chét luong, gop phan nang cao uy tin
cong ty trén thi truong. Pay chinh 1 nhitng nhan té quan trong gilp cong ty
phat trién bén viing trén thi truong hién nay.

Cu thé, muc tiéu, nhiém vu cta cdng ty trong nam 2011 nhu sau:

- San lugng tang 10% - 20% so véi nam 2010, dat hon 670,000 san

pham.

- Doanh thu tang trén 10% so v&i nam 2010, dat hon 495 ty dong

Trong thoi gian téi cong ty sé& tiép tuc ¢ nhiéu sy doi mdi nham xay dung
dugc doi ngili lao dong cé tinh than trach nhiém va nang cao chat luong lao
dong, mdi can bd cong nhan vién déu phai ¢6 y thirc lao dong va hoc tap dé giup
cho cong ty vimg budc trong hoat dong san xuat kinh doanh.

Cong ty chu truong duy tri nang luc san xuat, ning cao chat luong san
pham, ting cuong mdi quan hé giira khéi phong ban voi khéi san xuat dé tao
moi diéu kién thuan loi cho viéc 6n dinh va nang cao chat luong dich vy, cha
dong sap xép lai mot sé don vi phong ban, doi méi cong tac quan 1y, khong
ngimg dau tu mé rong san xudt nang cao nang luc canh tranh.

3.2 Mt s6 bién phap nang cao hiéu qua sir dung ngudn nhan luec tai cong ty
Co phan Ndi that 190
Qua qué trinh tim hiéu thuc té tai cong ty C6 phan Noi that 190 nhan thay
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cong tac quan Iy va sir dung nhan lyc da c6 nhimg budc phét trién song con ton

tai mot s6 han ché can khic phuc. Xuat phat tir thuc trang trén va dé dap tmg cac
yéu cau cua chién luge kinh doanh trude mat va lau dai thi viéc xay dung giai
phap vé van dé ngudn nhan luc nham thic day phat trién cac hoat dong san Xuat
kinh doanh cua cong ty trong thoi gian téi thuc sy can thiét.
Bién phap 1: Nang cao hiéu qua cong tic dao tao va phat trién nhan luc
a) Can cir dé ra bién phdp

Su thanh cong hay that bai ciia mot doanh nghi¢p chiu tac dong cua rat
nhiéu yéu td trong d6 chét luong lao dong dong mot vai trd vo cing quan trong,
c6 mdi quan hé chat ché véi cac nhan t6 khac. Vi vdy, ning cao chét luong
ngudn nhan lyc 1 mot viéc lam hét strc can thiét, anh huong truc tiép dén hiéu
qua hoat dong san xut kinh doanh ctia doanh nghiép.

Ké hoach san xuat kinh doanh tang 1én doi hoi nguoi lao dong lam viéc
phai co hiéu qua cao, ning suat lao dong cao hon.

Pao tao nang cao chat lugng lao dong phai duoc tién hanh thuong xuyén
nhu vady moéi giup cho nguoi lao dong khong bi tut hau so vo1 sy phat trién cua
xa ho1.

Ta c6 bang thuc trang lao dong clia céng ty cudi nam 2010

Chi ticu S6 lao dong | Ty ¢
(nguoi) (%)
1.6 LP ding chuyén nganh, tay nghé 364 81.61
- SO LP hoan thanh tot cong viéc 351 96.43
- S6 LP khong hoan thanh cong viéc 13 3.57
2. S0 LD khéong ding chuyén nganh, tay nghé | 82 18.39
- S6 LD hoan thanh tot cong viée 61 74.39
- S0 LD khong hoan thanh cong viéc 21 25.61
3. S0 lao dong phai tham gia dao tao 34 7.62
- S6 lao dong c6 thé tham gia dao tao 28 82.35
- S0 lao dong khong thé tham gia ddo tao | 6 17.65
4. Tong LD 446 100%

[ Nguén: Phong TCHC- LPTL ]
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Can clr vao thyc trang lao dong cua cong ty nim 2010 ta thay s6 lao dong

dung chuyén nganh, tay nghé 1a 364 ngudi, chiém 81.61% tong sd lao dong cua
cong ty. Trong d6 c¢6 13 lao dong khong hoan thanh cong viéc chiém 3.57%. S6
lao dong khong dung chuyén nganh, tay nghé 1a 82 ngudi, chiém 18.39% tong
s6 lao dong cuia cong ty, trong d6 co 21 ngudi, chiém 25.61% 14 nhiing lao dong
khéng hoan thanh tot cong viéc do khong dung chuyén mon, tay nghé. S6 lao
dong phai tham gia ddo tao 13 34 ngudi, chiém 7.62% tong s lao dong, trong do
c6 28 ngudi c6 thé tham gia dao tao va 6 ngudi khong thé tham gia ddo tao.
Piéu nay anh hudng khong nhé dén hoat dong san xuat kinh doanh cta cong ty
trong nam 2010, ty 1& san pham 16i hong ciing ting 1én.

Qua 2 nim 2009 va nim 2010 ta ciing thay trinh d6 chuyén mén, tay nghé
ctia ngudi lao dong ting khong dang ké. S6 lao dong c6 trinh d dai hoc va cao
dang tang 1én 4 ngudi, chiém 7.27% , s6 tho bac 3-4/7 khong thay doi. Piéu nay
chirng to6 cong tac dao tao nang cao chét luong lao dong & cong ty chua thuc su
dugc chu trong va chua dat duogc két qua cao. Nhu ddi véi tho bac cao cua cong
ty, chu yéu 1a tho bac 3 va tho bac 4, ¢6 thdm nién cong tac va c6 kha nang dao
tao 1én bac cao hon nhung cong ty van chua c6 hinh thic dao tao 1én bac cho
nguoi lao dong.

Sau ddy 13 bang tho bac cao cin dugc dao tao nam 2010

STT Ho va tén Bophan | Cap bac thg | Tham nién
1 | Pham Vin Hiéu PX. Son 3/7 3 nam
2 Nguyén Hoang Viét PX. Cokhi |4/7 4 nam
3 Tran Van Quang PX. Cokhi |3/7 3 nam
4 Nguyén Vian Hai PX. Nhua 417 4 nam

[ Nguon: Phong TCHC- LDTL ]
N am 2010 cdng ty méi chi dao tao dugc mot s it lao dong (dao tao tai
chd 6 lao dong, cir di dao tao 3 lao dong) nén chua thuc su dap ung hét dugc yéu
cau caa cOng viéc. Vi vdy, can ting cuong dau tu cho cdng tac dao tao dé co

dugec mot doi ngit lao dong co trinh dd cao nham nang cao chat luong nguon
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nhan luc.

Ngoai ra do ban than nguoi lao dong khong thuc sy chuyén tam vao qua
trinh hoc tap, ning cao chuyén mon, tay nghé. Nguyén nhan 1a do cong tac dai
ngd trong qué trinh dao tao cho ngudi lao dong chwa dwoc chi trong (dbi véi
ddo tao tai chd chi chi 350,000 déng/ngudi/théng), sau qua trinh dao tao du trinh
d6 chuyén mon, tay nghé cua nguoi lao dong c6 nang cao hon nhung muc luong
chua duoc cai thién.

Vi vay dé dap tmg yéu cau ctia nén kinh té thi trudng c6 sy canh tranh gay
git nhu hién nay, viéc t6 chirc cac chuong trinh ddo tao giup nhan vién nang cao
nang lyc chuyén mon, giup ngudi lao dong ning cao tay nghé phai ludn duoc
quan tam dé dap ung véi nhu cau vé nhan luc c6 trinh do cao phu hop véi cong
nghé méi, dap tmg dugc yéu cau ciia cong viéc.

b) Muc tiéu ciia bién phap.

Khic phyc nhiing ton tai trong cong tac dao tao, bdi dudng can b

cong nhan vién cua cong ty.

Nang cao chét luong cua ngudi lao dong va can bo quan 1y.

Nang cao hiéu qua san xuét kinh doanh cta cong ty.

Tang stc canh tranh vé chat lugng san pham cua cong ty.

C) Noi dung ciia bién phdp

- Do dic thu 1a doanh nghiép san xuat kinh doanh véi chirc ning san xuat 1a
cht yéu cho nén luc luong lao dong tryc tiép chiém ty trong rat 16n trong tong
s6 lao dong (nim 2010 chiém 84.3%) vi vay cong ty nén chu trong tdi cong tac
dao tao nang cao trinh do tay nghé cho cong nhan hon nita. Pao tao tho bac 3/7
1én 4/7 va dao tao cac cong nhan lam viéc khong ding tay nghé dé ho hoan
thanh t6t cong viéc.

- Pa dang hoa hinh thtrc dao tao ning cao k¥ thuat cho cong nhan bang viéc
ap dung mot s6 phuong phap dao tao khac nhau nhu:

+) Thué cac giang vién tir cac truong day nghé vé cong ty td chirc cac 16p
hoc truc tiép tai cong ty, giang vién s& hudng dan cong nhan ca vé mit 1y thuyét
két hop véi thuc hanh. Phuong phap nay s& giup cho cac lao dong trong cong ty
cting c6 thém vé mit 1y thuyét va thuc tién cho ban than. Dung hinh thic nay chi

phi thap hon hinh thirc giri cong nhéan di hoc.
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+) Ngoai ra cong ty nén tiép tuc hinh thirc dao tao truyén thdng ctia minh 1a

dao tao tai moi lam viéc , d6 1a cac lao dong co tay nghé cao, bac tho 4/7 s€ kém
cip, chi bao huéng dan cac lao dong méi hoic cac lao dong co trinh do thép
hon, lao dong c6 bac thg 3/7. Hinh thirc dao tao nay s€ kich thich cong nhan dua
nhau hoc héi hon nita, két hop vira hoc vira lam, tiét kiém vé thoi gian va chi phi
dao tao. Cong ty c6 thé sip xép lao dong theo hinh thirc luan phién giita thoi

gian lam viéc va thoi gian dao tao. Vi du nhu:

Bo Thoi gian lam vige Thoi gian dao tao
Ho tén . - < - 3
phian | Casang Ca chiéu Ca sang Ca chiéu

Lé Van PX.Co 13h45-
| 7Th15-9h45 | 15h15-17h15 | 9h45-11h

Duy khi 15h15

Pham Van | PX.Co 15h15-
- ) 9h45-11h | 13h45-15h15 | 7h15-9h45

Tién Kkhi 17h15

- Cong ty can chi trong hon nita dén van dé dao tao nhan su tai cac phong
ban chtic ning, ddo tao cho sd lao dong khong ding chuyén mén tai cac phong
ban dé ho hoan thanh tot cong viéc cia minh, ning cao ning suat lao dong.

- Ngoai ra cong ty nén trich ra mot phan ngan sach danh cho cong tac dao
tao, dé cong tac nay thuc hién mot cach triét dé va dat két qua nhu mong mudn.

Ta c6 bang ké hoach va chi phi cho bién phap:

Chi phi dao tao
Thoi gian S§1
0 lwgn
Hinh thirc dao tao | dao tao .g CPBQ Téng chi
. (ngwoi) | 1ngudi/thang X
(thang) . phi (dong)
(dong)
1. Pao tao tai chd
- LD tryc 24 29,700,000
tiép 3 18 450,000 24,300,000
- LD gian 2 6 450,000 5,400,000
tiép
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2. Ctr di dao tao
- LD truc 4 15,600,000
tiép 6 3 650,000 11,700,000
- LP gian 6 1 650,000 3,900,000
tiép
3. Tong 28 45,300,000

> Chi phi dao tao wdc tinh cong ty phai chi: 45,300,000 dong
> Tién luong ma cong ty phai tra cho 4 nguoi duoc cir di dao tao: (véi tién
lwong trung binh 1a 750,000 dong/nguoi/thang)
750,000 * 6 * 4 = 18,000,000 dong

> Vay tong chi phi ciia bién phap = 45,300,000 + 18,000,000 = 63,300,000
dong

Sau khi két thuc khoéa dao tao, nhirng ¢4 nhan nao hoan thanh t6t khoa hoc
s& duoc cong ty khen thudng, dong vién véi mirc thuong: dbi véi lao dong dugc
ctr di dao tao 1a 1,000,000 ddng/ngudi va d6i voi lao dong dao tao tai chd 1a
300,000 ddng/ngudi. Sau d6 danh gia chat lugng thuc hién cong viée cta nhimg
d6i tuong dugc dao tao dé co chinh sach dai ngd hop 1y.

d) Duw kién két qua dat dwoc sau khi thuwe hién bién phdp

Sau d3o tao, sd lao dong lam dung chuyén nganh, tay nghé va tho bac 4/7
tang 1én. Cong ty c6 doi ngti can bd cong nhan vién cé trinh dd chuyén mon cao,
tay nghé viing vang, dap tng kip thoi yéu cau cua cong viéc, thich nghi v6i khoa
hoc céng nghé mai. Tir d6 ning cao ning suit lao dong, nang cao dugc chat
luong san pham, ting stc canh tranh véi cac doanh nghiép khac trén thi truong,
do d6 nang cao hiéu qua san xuat kinh doanh cia doanh nghiép.

Gia str cong ty van giir nguyén sd luong lao dong nam 2011 13 446 ngudi
va cac yéu t6 khac khong do6i. Ta co du kién két qua dat dugc sau khi thyuc hién

bién phap:
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>  Trong ngan han: Ta c6 bang so sanh trudc bién phap va sau khi thuc hién

bién phap trong ndm 2011:

. | Trudc khi thuc Sau khi thuc Chénh léch
Chi tiéu Don vi o o
hién bién phap | hi¢n bi¢n phap +/- %

1.Tong s6 lao dong | Nguoi 446 446 - -
2.San luong Sp 561,547 601,978 40,431 7.2
3.Doanh thu Dé)ng 449,092,998,068 | 464,631,615,801 | 15,538,617,733 | 3.46
4.Lo1 nhuan Déng 6,983,690,392 7,124,760,938 141,070,546 2.02
5.Ning suit LBBQ | Sp/

_ 1,259 1,350 91 7.2
(=2/1) nguoi
6.Hiéu suat sir Pong/

_ 1,006,934,973 1,041,774,923 34,839,950 3.46
dung LD (=3/1) nguoi
7.Hiéu qua str dung | Pong/

_ 15,658,499 15,974,800 316,301 2.02
LD (=4/1) nguoi

Du kién két qua dat duogc sau khi thyc hién bién phap: San lugng tang thém

40,431 san pham, tuong tng 7.2%, 1am doanh thu ting 3.46%, loi nhuan tang
141,070,546 dong tuong tng 2.02%.

» Trong dai han:

+ Nang cao dugc nang lyc canh tranh.

+ Nang cao nang suét lao dong trong san xuat kinh doanh.

Bién phap 2: Giam ty 1¢ san pham 13i, hong trong qua trinh san xuit.

a) Cin cir dé ra bién phdp

Chi ti€u nang suét lao dong cho biét trong mot ndm madt lao dong lam ra

bao nhi€u san pham. SO lugng sdn pham mot nguodi lam ra trong mot ndm cang

tang thi nang xuat lao dong cang cao.

Qua 2 nam 2009 va 2010 ta thay, ning suét lao dong binh quan nim 2010

tang 1én so v&i nam 2009 1a 150 san pham/ngudi twong Ung voi ty 1é ting

13.53%. Mic du ning suit lao dong ting 1én nhung trong qua trinh san xuat ty 1&

san pham 16i, hong dang c6 xu huéng ting tir 3% lén 5%.

Ta c6 tinh hinh san xuét trong quy 3 va quy 4 nam 2010 & phan xuong
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Mot so bién phap nang cao hiéu qud sir dung nguoén nhdn lyc tai

Céng ty Co phan Npi thit 190

moc:
Day Quy 3 Quy 4 Chénh léch Sp 16i hong
chuyén | Sp dat Sp 16i | Sp dat chat | Sp 16i +/- %
chét luong | hong lugng hong
So1 | 4,752 196 4,602 261 65 33.16
S6 2 6,750 35 6,235 52 17 48.57
S6 3 5,345 17 6,741 21 4 23.53
Tong | 16,847 248 17,578 334 86 34.68

[ Nguén: Phong TCHC- LDTL ]

Trong quy 3 va quy 4 nam 2010 s6 san pham 156i hong ting 1én 86 san
pham, twong duong véi ty 1& 34.68%. Trong quy 4 s6 san pham 18i hong ¢ day
chuyén san xuat s6 1 1a 261 san pham, ting 33.16% so v6i quy 3. Ty 1é san
pham 1561 hong & phan xuéng mdc ting 1én do nhiing nguyén nhéan chi yéu sau:
> Nguyén nhan khach quan 14 do trong nam 2010 tinh trang cit dién luan
phién anh hudng ti qua trinh san xuat ctia cong ty, 1am gian doan qua trinh san
xuat, may moc bj ngimg tré tir 6 sd san pham 1561 hong ting 1én.

»  Nguyén nhan chu quan do:

- May nén gd va may cat gb ¢ ddy chuyén san xuét sé 1 da bi hu hong. Can
dugc stra chira va thay thé may méi.

- Trinh d6 tay nghé cta nguoi lao dong chua cao, diéu nay s& dugc khic
phuc trong bién phap dao tao.

- Cong tac quan ly nguoi lao dong chua chat ché. Ki luat lao dong trong
cong ty chua thuc su dugc chu trong, ngudi lao dong con tho o ki luat trong qua
trinh san xuAt.

- Qua trinh kiém phém tai phan xudéng mdc thuc hién chua tHt.

Dé giam ty 1¢ san pham 151 hong, nang cao ning suat lao dong cong ty can:

+ Quan ly va thuc hién ki luat lao dong chat che,

+ Pau tu sira chita lai may moc

+ Chu trong cong tac kiém tra chit luong san phdm ngay tai cac phan

xuong.

Sinh vién: Nguyén Thi Linh — Lép OT110IN 81



MGt s6 bién phdp néing cao higu qud sir dung nguén nhan luc tai
Cong ty Co phan Npi that 190

b) Muc tiéu ciia bién phap.

> Khic phuc nhitng ton tai trong cong tac quan 1y, ki luat lao dong trong
cong ty.

> Kiém tra chat luong san pham chit ché, ngay tir khau san xuat.

> Nang cao chat lugng san pham, giam san pham 161 hong trong qua trinh
san xuat.

> Nang cao ning sut lao dong, ting hiéu qua san xuat kinh doanh cta
cong ty.

> Tang stc canh tranh vé chat lugng san pham cua cong ty.

C) Noi dung ciia bién phap
>  Phong to chtic hanh chinh phai dé ra ki luat lao dong chat ché hon, ngudi
lao dong phai tuan thu ki luat trong qua trinh lao dong san xut, cac truéng bd
phan phai tryc tiép kiém tra theo ddi, d6n doc ngudi lao dong thuc hién tét ki
luat dé ra:

- Moi CBCNV phai chap hanh nghiém chinh thoi gian 1am viéc theo qui
dinh cua cong ty, khi can 1am thém gio tai noi 1am viéc can co sy dong Yy cua céan
bo quan ly, nghi phép phai c6 don dé nghi va phai duoc sy déng Y cua lanh dao
cong ty, nghi dm phai c6 xac nhan cua co quan y té, nghi viéc khdng béo céo tir
10 ngay tr¢ 1én ma khéng cd ly do chinh dang thi coi nhu tu y bo viéc.

- CBCNV phai tuyét d6i tun thu sy phan cong, diéu dong cua can bo quan
ly, chiu trach nhiém trudc ngudi quan ly vé cong viéc dugc phan cong. Khi don
phuong chim dut hop ddng lao dong, nguoi lao dong phai co don dé nghi gui
cong ty it nhat truée 10 ngay. Néu khéng béo trude, cong ty khdng chiu trach
nhiém giai quyét cac cong viéc lién quan

- Trong gid l1am viéc, CBCNV khong duoc ubng bia ruou, danh bai hay st
dung may vi tinh vao viéc riéng hoac 1am bat c viéc riéng nao khac. Khi ¢ nhu
cau ra ngoai phai dugc su déng Y ciia nguoi phu trach hoic bao cho cac dong su
khac biét dé béo céo lai cho nguoi phu trach.

- CBCNV phii ¢6 y thirc trach nhiém bao vé tai san, chong moi hanh vi

tham & 14ng phi, pha hoai hoic iy cép tai san cua cong ty dudi moi hinh thie.
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C6 trach nhiém bao vé mdi truong séng, moi trudong lam viée cua cong ty, giir

gin an ninh trat tu, phong chéng chay nd. Moi truong hop vo Y thirc hoidc thiéu
tinh than trach nhiém lam hu hai tai san cta cong ty déu phai boi thuong.

- Trong san xuat moi CBCNV phai thuc hién dung céc qui dinh ki thuat va
su hudng dan cua nguoi phu trach. Nhitng san phdm hu hong do thiéu tinh than
trach nhiém hodc 1am sai qui trinh ki thuat déu phai bdi thuong theo mic do
thiét hai.

Ngoai ra hinh thtrc phat néu 1am hong san pham:

+ 1 tudn 1 lao dong lam hong 2-4 san phiam phat 400,000 dong trir vao
luong.

+ 1 tudn 1 lao dong lam hong trén 4 san pham phat 600,000 dong trir vao
luong.
>  Cong ty mua thém 1 may cat gd va sira chita may nén gb ¢ day chuyén san
xuat sb 1 thudc phan xudng gd.

- Chi phi mua 1 may cit gd da goc: 9,350,000 dong

- Chi phi stra chita may nén gd: 3,400,000 dong

- Tbng chi phi sira chita, mua sim may moc: 12,750,000 déng
> Ting cudng cong tac kiém tra chat luong san pham ngay tai phan xudng
san xuat. Tang khoan phu cap cho can bd phu trach kiém tra chat luong san
pham 200,000 dong/thang néu hoan thanh tét cong viéc. Ngoai ngudi phu trach
kiém tra, thuéng cho ngudi phat hién ra san pham 18i hong 30,000 dong/1sp.
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d) Duw kién két qua dat dwoc sau khi thwe hign bién phdp

Gia str cong ty van giir nguyén sd luong lao dong nam 2011 1a 446 ngudi

va cac yéu td khéc khong ddi. Ta c6 dy kién két qua dat duogc sau khi thyc hién

bién phap:
Trudce khi thuc | Sau khi thuce hién Chénh léch
Chi tiéu Pon vi
hién bién phap bién phéap +/- %
1.Tong sb lao dong | Ngudi 446 446 - -
2.San lugng Sp 561,547 620,509 58,962 10.5
3.Doanh thu Pong 449,092,998,068 | 475,454,757,055 | 26,361,758,987 | 5.87
4.Loi nhuan Pong 6,983,690,392 7,229,516,294 245,825,902 3.52
5.Nang suat LBBQ | Sp/
1,259 1,391 132 10.5
(=2/1) nguoi
6.Hiéu suat sir dung | Pong/n
1,006,934,973 1,066,042,056 59,107,083 5.87
LD (=3/1) guoi
7.Hiéu qua st dung | Pong/n
15,658,499 16,209,678 551,179 3.52
Lb (=4/1) guoi

Dy kién két qua dat duoc sau khi thuc hién bién phap: San luong ting
thém 58,962 san pham, twong ing 10.5%, lam doanh thu ting 5.87%, loi nhuin
ting 245,825,902 ddng, twong Gmg 3.52%. San lugng ting 1én 1am ning suit lao
dong tang tr 1,259 Sp/nguodi 1én 1,391 Sp/nguoi.

Sau khi thuc hién bién phap, nguoi lao dong tuan thu ki luat lao dong, co
tinh than trach nhiém cao khi 1am viéc. May moc dugc stra chita du tu, giam
tinh trang hong hoc. Cong tac kiém tra chat luong san pham dugc day manh. T
d6 giam ty 18 san pham 18i hong tir 3% xudng 1.5% , chat lwong san pham dugc

nang cao, tang suc canh tranh véi cac doanh nghiép khac trén thi truong.

Sinh vién: Nguyén Thi Linh — Lép OT110IN 84



MGt s6 bién phdp néing cao higu qud sir dung nguén nhan luc tai
Cong ty Co phan Npi thit 190

KET LUAN

Sau hon 5 nam hoat dong Cong ty C6 phan Noi that 190 di va dang khong
ngimg phat trién, mo rong thi phan. Véi phuong cham: “ Pé tén tudi va hinh anh
cia minh luén tdn tai trong tri nhé khach hang” cong ty da khong ngimng phan
dau va budc dau da dat duoc mot sé thanh tyu ddng ghi nhan. Cong ty da vinh
du dtng trong top 500 doanh nghiép 16n nhat Viét Nam.

Qua qua trinh thuc tap tai Cong ty Co phﬁn Noi that 190, di tao diéu kién
cho em nghién ctru va nam bat kién thirc thyc té nham cing ¢ kién thic da
duogc trang bi tir nha truong. Trén co sé 1y thuyét va phén tich thuc té cho thay
nhimg van dé con ton tai trong cong tac quan trj ngudn nhéan luc trong cong ty.
Bang cach phan tich danh gia thong qua cac chi tiéu cu thé em di manh dan dé
ra mot sd giai phap chii yéu vdi muc dich gop phan nang cao hiéu qua quan 1y
va str dung nguén nhan lyc tai cong ty dugc cai thién hon nira, phu hgp véi tinh
hinh thyc té hién nay, nham giai quyét nhitng mat con han ché.

Mot 1an nita em xin chan thanh cam on ban lanh dao cong ty Co phan Noi
that 190 da tao diéu kién huéng dan em trong qua trinh thyc tap.

Em xin chan thanh cdm on c6 gido huéng dan ThS. P Thi Bich Ngoc da
tan tinh giup dd, chi bao em trong sudt thoi gian 1am dé tai khoa luan tét nghiép.

Do ning luc, kién thirc va thoi gian c6 han nén bai viét cia em van con
nhiéu thiéu sot, kinh mong céc thiy cb va cac ban xem xét gop ¥ kién dé bai viét
duoc hoan thién hon.

Em xin chdn thanh cam on !
Hdi Phong, ngay 28 thang 06 nam 2011

Sinh vién

Nguyén Thi Linh
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