Mgt sé bign phép nang cao higu qud si dung nguén nhan luc tgi Cong ty co
phan bé tong Vinaconex Phan Vi

LOI MO PAU

Trong qua trinh céng nghiép hod, hién dai hoa dat nude thi doi méi co ché
quan ly va st dung c6 hiéu qua ngudn nhan luc 12 mét trong nhiing bién phap co
ban nhim nang cao ning suit lao dong, cai thién doi séng vat chat va tinh than cho
nguoi lao dong.

Trong pham vi mot doanh nghiép, str dung lao dong duoc coi la van dé quan
trong hang dau vi lao dong 1a mot trong ba yéu té dau vao cta qué trinh san xuat.
Nhung sir dung lao dong sao cho c6 hiéu qua cao nhat lai 12 mot van dé riéng biét
dat ra trong ra trong tirng doanh nghiép. Viéc doanh nghiép st dung nhiing bién
phap gi, nhitng hinh thirc nao dé phét huy kha niang cta nguoi lao d6ng nham nang
cao nang suat lao dong va hiéu qua san xuat kinh doanh la mot diéu hét sic quan
trong, c6 y nghia quyét dinh dén su thanh céng hay that bai cia doanh nghiép do.
Mt khéc, biét duoc dic diém cua lao dong trong doanh nghiép sé gilp cho doanh
nghiép tiét kiém duoc chi phi, thoi gian va cong stc vi vay ma viéc thuc hién muc
tiéu cua doanh nghiép dé dang hon.

Nang cao hiéu qua sir dung lao dong 1a co s& dé nang cao tién luong, cai
thién doi séng cho c¢éng nhan, gitp cho doanh nghiép c6 budc tién 16n trong hoat
dong san xuét kinh doanh.

Thay duoc ¥ nghia cua viéc nang cao hiéu qua st dung lao dong trong cac
doanh nghiép san xuit nén trong thoi gian thuc tap tai Cong ty cé phan bé tong
Vinaconex Phan Vil em thdy: Mic du Cong ty ciing da c6 mot sb bién phéap quan ly
va str dung lao dong budc dau dat duoc mot s6 két qua va hiéu qua nhat dinh
nhung van con ton tai mét sé han ché, chinh vi vay em d3 chon dé tai: “Mot s6
bién phap nang cao hiéu qua str dung nguon nhan lyuc tai Cong ty ¢6 phan bé tong
Vinaconex Phan Vii” 1am d¢é tai cho khoa luan tot nghiép caa minh.

B cuc cua khoa luan ngoai phan mé dau va phan két luan, khoa luan duoc
chia lam 3 chuong:

Chuong I: Co s& ly luan vé ngudn nhan luc, quan tri ngudn nhan luc va hiéu
qua st dung ngudn nhan lyc.
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Chuong II: Phan tich thyc trang cong tac quan tri nguon nhan luc tai Cong
ty c6 phan bé téng Vinaconex Phan Vii.

Chuong III: Mot s6 bién phap nham nang cao hiéu qua sir dung ngudn nhan
lyc tai Cong ty c6 phan bé tong Vinaconex Phan Vii.

Véi vbn kién thire va kha ning nhan thic con han ché vi vay nhiing thiéu sot
trong bai khoa luan nay la diéu khong thé tranh khoi. Em rat mong nhan duoc
nhitng y kién gop y cua cac thay cd gido va cac anh chi trong Cong ty dé em cd thé
khac phuc nhitng thiéu s6t va hoan thién hon.

Em xin tran trong cam on cd gido huéng dan — Th.s Vii Thi Lanh va cac anh
chi trong Céng ty da tan tinh gilp d& em trong suét qua trinh 1am bai khoa luan
nay.

Hai Phong, ngay 18 thang 6 nam 2011
Sinh vién
Tran Ngoc Duong
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CHUONG I
CO SO LY LUAN VE NGUON NHAN LUC, QUAN TRI NGUON NHAN
LUC VA HIEU QUA SU DUNG NGUON NHAN LUC.
1.1. Nguén nhan luc.
1.1.1. Khai niém ngudn nhan luc.

Hién nay cd khé nhiéu dinh nghia vé& ngudn nhan luc, chang han nhu:

Theo GS. TS Bui Vian Nhon (Hoc vién hanh chinh Quéc gia) thi: Nguon
nhan lyc chinh 14 tai nguyén con ngudi, bao gom ca thé luc va tri lyc. Ngudn nhén
luc, ngudn lao ddng hay nhan sy néi chung trong mot doanh nghiép bao gom tat ca
cac ¢4 nhan, cac lao dong 1am viéc trong doanh nghiép va tham gia vao bat cir hoat
dong nao cua doanh nghiép khong ké vai trd cia ho trong doanh nghiép dé nhu thé
nao.

Trong béo céo cua Lién Hop Quédc danh gia vé nhiing tac dong cua toan cau
hoa ddi vai ngudn nhan luc di dua ra dinh nghia nguén nhan lyc 1a trinh do lanh
nghé, kién thuc, nang lyc thuc cé thuc té clng véi nhitng ning luc ton tai dudi
dang tiém ning cta con ngudi.

T6m lai, ngudn nhan lyc duoc hiéu voi tu cach 1a tdng hop ca nhan nhing
con ngudi cu thé tham gia vao qué trinh lao dong, 1a tong thé cac yéu tb vé mat thé
chat cling nhu tinh than caa con ngudi duoc huy dong vao qua trinh lao dong san
XUA.

1.1.2. Pic trung ciia ngudn nhan luc.

- Sé Iwong nhan lyc. N6i dén nguon nhan lyc caa bat ky mot quoc gia hay
mot t6 chitc ndo do6 thi cau hoi dit ra 13 ¢ bao nhiéu ngudi va s& co thém bao
nhiéu nira trong tuong lai. D6 1a nhitng cau hoi cho viéc xac dinh s luong nguon
nhan lyc. Sy phat trién vé s luong nguon nhan luc dua trén hai nhom yéu té bén
trong va bén ngoai cua té chuc.

- Chdt lweng nguén nhan luc. Chat luong nhan luc 1a yéu té tong hop tir
nhiéu yéu t6 bo phan nhu: tri tué, sy hiéu biét, trinh do, k§ ning, dao duc, suc
khoe, thAm my,... Trong cac yéu to trén thi thé luc va tri luc 1a hai yéu té quan
trong trong viéc xem xét, danh gia chat lwong ngudn nhan luc.
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- Co cdu nguon nhan luc. Co ciu ngudn nhan lyc thé hién trén cac phuong
dién khac nhau nhu: co cdu trinh d6 dao tao, gi6i tinh, do tudi,... Co cau ngudn
nhan lyc caa mot qudc gia noi chung dugc quyét dinh bai co cau dao tao va co cau
kinh té theo d6 s& c6 mot ty 18 nhat dinh nhan luc.

1.2. Quan tri ngudn nhan lyc.
1.2.1. Khai ni¢m.

Theo gi4o trinh “Quan tri nhan sy” cta TS. Nguyén Hitu Than thi: Quan tri
tai nguyén nhan su 1a sy phdi hop mot cach tong thé cac hoat dong hoach dinh,
tuyén mo, tuyén chon, duy tri phét trién, dong vién va tao moi diéu kién thuan loi
cho nhan vién, théng qua to chirc nhim dat dugc muc tidu chién luge va dinh
hudng vién canh cua to chuc.

Con theo quan diém cia PGS.TS Tran Kim Dung trong gido trinh “Quan tri
ngudn nhan lyc” thi: Quan tri nguén nhan luc la hé théng céc triét Iy, chinh sach va
hoat dong chirc nang vé thu hut, dao tao - phét trién va duy tri con nguoi cia mot
t6 chirc nham dat duoc két qua toi wu cho ca td chire 1an nhan vién.

Ngay nay, thuat ngir quan tri nguén nhan lyc dan thay thé cho thuat ngi
quan tri nhan su v4i quan diém chu dao: Con ngudi khong con don thuan chi la
yéu t6 cua qua trinh san xuét kinh doanh ma 1a ngudn tai san quy bau cua té chc,
doanh nghiép. Cac doanh nghiép chuyén tur tinh trang “tiét kiém chi phi lao déng
dé giam gia thanh” sang dau tu vao ngudn nhan lyc dé co loi thé kinh doanh cao
hon, ¢6 loi nhuan cao hon va hiéu qua san xuat kinh doanh Ién hon.

1.2.2. Vai tro ciia quan tri nguon nhan lwc trong doanh nghiép.

Quan tri nguon nhan luc dong vai tro trung tam trong viéc thanh lap cac to
churc va gitp cho t6 chirc d6 ton tai va phat trién. Tam quan trong ciia quan tri nhan
lyc trong to chtic xuat phat tir vai tro quan trong caa con nguoi. Con ngudi 1a yéu
t6 cau thanh nén té chuc, van hanh to chic va quyét dinh dén sy thanh bai cua to
chire d6. Bai vay co thé noi rang nguon nhan lyc 1a mot trong nhiing ngudn luc
khong thé thiéu duoc cua mot té chirc nén quan tri nguén nhan luc 1a mot linh vuc
quan trong cua quan ly trong moi to chirc. N6 gidp cho td chuc sir dung ¢6 hiéu
qua ngudn nhan lyc trong té chuc.
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Viéc quan tri ngudn nhan luc hién nay ngay cang c6 tam quan trong bai su
canh tranh ngay cang gay gat trén thi trudng. VAy nén cac té chic mudn ton tai
duoc va phét trién duoc thi budc phai cai td lai co ciu to chic sao cho n6 ngay
cang tinh giam, gon nhe ma ning dong va trong do yéu t con ngudi chinh 1a yéu
t6 mang tinh quyét dinh. Viéc tim dung ngudi phu hop dé giao dung viée, ding
cuong vi dang 1a van dé dang duoc quan tam d6i voi cac to chic hién nay.

Véi quan tri ngudn nhan luc, cac nha quan tri s& biét cach hiéu va ling nghe
tam tu, nguyén vong caa nhan vién, biét cach nhay cam véi nhu cau caa nhan vién,
biét cach danh gia nhan vién chinh xac va biét cach tao ra cho nhan vién su hing
thi trong cdng viéc dong thoi giam thiéu duoc céc sai 1am trong viéc tuyén dung,
st dung lao dong dé nang cao chat lugng thuc hién cng viéc va nang cao hiéu qua
hoat dong cua to chuc.

1.2.3. Muc tiéu va chirc niing ctia quan tri nguén nhan lyc.
1.2.3.1. Muc tiéu ciia quan tri nguén nhan lyec.

- Muc tiéu kinh té.

Quan tri ngudn nhan lec nham muc dich st dung mét cach hiéu qua nhat stc
lao d6ng nham tang ning suat lao dong, tao diéu Kién ting thu nhap cta nén kinh té
qudc dan, tao tich lity cho Nha nuéc va doanh nghiép, thoa man nhu cau trang trai
chi phi, tai san xuat gian don va mé rong st lao dong.

- Muc tiéu xa hai.

Tao cong an viéc lam, gido duc gilp ngudi lao dong phét trién phd hop véi
su tién bo cua xa hoi, gitip ngudi lao dong nang cao trinh do hiéu biét trong cudc
séng qua qua trinh cong tac, lam viéc trong tap thé.

- Muc tiéu ciing cé va phat trién té chic

Quan tri ngudn nhan lyc 1a mot linh vuc quan trong trong quan tri doanh
nghiép va ciing 1a phuong tién dé khai thac, str dung hiéu quan nguon nhan luc, 1a
nhan t6 khang dinh thwong hiéu, gié tri ciia doanh nghiép, cling nhu tinh hinh kinh
doanh, thuc hién muc tiéu chién lugc 1au dai cua doanh nghiép.
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- Muc tiéu thurc hign chike ndang nhiém vu cia té chiec.

MJ3i doanh nghiép déu cé co cau to chirc, bo may quan 1y ma trong d6 can
c6 su thdng nhat vé hoat dong té chac. Va hiéu luc caa bo may té chic phu thudce
cha yéu vao ning luc ciing nhu trinh do t6 chirc cua cac nha quan tri cip cao, cap
trung gian va co so.
1.2.3.2. Chikc ning ciia quan tri ngudn nhan luc.

- Nhém cheee néing thu hit nguén nhan luc.

Nhom chtic ning nay chu trong dén van dé bao dam co du sé luong nhan
vién véi cac pham chit cling nhu trinh d6, ning luc phd hop cho céng viéc cua
doanh nghiép. Dé c6 thé tuyén duoc dung ngudi ding viée, truéc hét doanh nghiép
phai cin ct vao chién lugc, ké hoach san xuat kinh doanh va thuc trang st dung
lao dong trong doanh nghiép, nhim xac dinh dugc nhitng cong viéc, bd phan nao
can tuyén thém ngudi. Viéc thuc hién phan tich cong viéc s& gilp doanh nghiép
biét doanh nghiép can tuyén thém bao nhiéu nguoi va cac yéu cau, tiéu chuan dat
ra d6i Vai cac ung vién.

- Nhom chiee néing dao tao va phat trién nguén nhan luc.

Nhom chirc nang nay chu trong viéc nang cao nang luc ctia nhan vién, dam
bao cho nhan vién trong doanh nghiép cé cac k¥ nang, trinh do lanh nghé can thiét
dé hoan thanh tét cong viéc duoc giao va tao diéu kién cho nhan vién duoc phét
trién tdi da cac ning luc ca nhan. Cac doanh nghiép ap dung chuong trinh huéng
nghiép va dao tao cho nhan vién méi nham xac dinh nang luc thuc té cua nhan
vién, gilp nhan vién lam quen vai cong viéc caa doanh nghiép. Bong thoi, cac
doanh nghiép ciing thuong 1ap ké hoach dao tao, huan luyén va dao tao lai nhan
vién mdi khi c6 su thay doi vé nhu cau san xuat kinh doanh hoac quy trinh cong
ngh¢, k¥ thuat.

- Nhém chiee néing duy tri nguon nhan luc.

Nhom chic nang nay chi trong dén viéc duy tri va sir dung cé hiéu qua
ngudn nhan luc trong doanh nghiép. Nhém chitc ning niy bao gom hai chirc ning
chinh 1 kich thich, dong vién va duy tri, phat trién cac méi quan hé tét dep trong
doanh nghiép.
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1.3. Anh hwéng ciia méi trwong ddi véi quan tri ngudn nhan lyec.
1.3.1. Moi treong bén trong doanh nghiép.

Cac yéu t6 thuoc vé méi truong bén trong cua doanh nghiép ciing c6 nhiing
tac dong, anh huong khdng nho dén cong tac quan tri ngudn nhan luc tai chinh ban
than doanh nghiép d6. Méi truong bén trong caa doanh nghiép bao gém mot sb
yéu t6 nhu: st mang (muc tiéu) cua doanh nghiép, chinh sach (chién luoc) cua
doanh nghiép, bau khong khi vin hoa trong doanh nghiép ciing nhu sy anh hudng
tac dong tir phia cac c6 déng va cong doan dén cong tac quan tri ngudn nhan lyc.
1.3.2. Méi trweong bén ngoai doanh nghiép.

Moi truong bén ngoai doanh nghiép: bao gom méi trudng vi mdé va moi
treong tac nghiép.

Moi trudng vi md bao gdm maét sé yéu té chinh cau thanh nén, bao gom: yéu
t6 kinh té, yéu t6 chinh tri phéap luat, yéu t6 ty nhién, yéu to vian hoa - xa hoi, yéu
t6 cong ngheé.

Moi truong tac nghiép la moi truong kinh doanh ctia mét nganh, moét linh
vuc cy thé ndo d6 ma & d6 doanh nghiép dang san xuat kinh doanh.

MBoi trudng tac nghiép bao gdm cac yéu té nhu: di thu canh tranh, khach
hang, nha cung cép, san pham thay thé va cac ddi thu canh tranh tiém an.

1.4. Ni dung ctia quan tri ngudn nhan luc,
1.4.1. Hoach dinh ngudn nhan luc.
1.4.1.1. Khéi niém.

Theo gido trinh “Quan tri nhan sy” cta TS. Nguyén Hitu than thi: Hoach
dinh nguén nhan luc 1a mot tién trinh trién khai thuc hién cac ké hoach va cac
chuong trinh nham dam bao rang co quan, to chic s& c6 dung sd luong, ding sd
ngudi dugc bé tri ding noi, dung luc va ding chd.
1.4.1.2. Muc dich ciia hoach dinh nguén nhan luc.

- Gilp doanh nghiép thay ré duoc phuong hudng, cach thic quan tri nhan
lwc cta minh, khdng nhitng bao dam cho doanh nghiép c6 dugc ding nguoi cho
dung viéc, vao ding thoi diém can thiét, bio dam cho doanh nghiép linh hoat thay
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d6i trén thi truong, ma con bao dam c6 kha ning can thiét dé thuc hién cac muc

tiéu caa doanh nghiép.

- Gilip doanh nghiép tdi da hoa viéc st dung ngudn nhan lyc va dam bao cho

su phat trién lién tuc cua doanh nghiép, ting ning suat cua to chtc ciing nhu phdi

hop c4c hoat dong vé ngudn nhan luc véi cac muc tiéu caa doanh nghiép.

1.4.1.3. Tién trinh hoach dinh nguén nhan luc.
So' d6 1.1: Tién trinh hoach dinh nguén nhan luc.

Thu thap thong tin

A 4

Hoach dinh NNL

«/\

Du b4o nhu ciu nhan

Su

So sanh giira nhu cau va kha
nang hién co

Kha nang san co vé
nhan su
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Cung = cau

™ir thira nhan vién
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Dé ra chinh sach & ké hoach

Khéng hanh

dong
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Han ché tuyén dung
Giam gio lao dong

Thiéu nhan vién

»

V& huu sém Tuyén mo J,
Nghi tam thoi Thuyen
chuyén
Tuyén
l:]ye Thang churc
chon Giang chuc
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- Bwoc 1: Thu thdp théng tin.

Hoach dinh ngudn nhan Iuc thi can hai ngudn thdng tin: dir liéu tir moi
truong bén ngoai va dit liéu bén trong t6 chuc.

Dit liéu tir moi truong bén trong 1a cac thong tin tir bén trong té chic bao
gom céc ké hoach ngan han va dai han ciing nhu cac chién lugc cua to chuc 1a dau
vao thiét yéu cua hoach dinh nguén nhan lyc.

Dit liéu tir mdi trudng bén ngoai bao gém nhitng théng tin vé hoan canh hién
tai va nhiig thay do6i dyu bao vé nén kinh té téng thé, kinh té caa mot nganh cu thé,
cdng nghé lién quan va canh tranh,. ..

- Bwgc 2: Dw bao nhu cau nguén nhan luc.

Budac ké tiép sau khi thu thap cac thdng tin can thiét 1a viéc cac nha hoach
dinh du bao nhu cau nguén nhan lyc: nguon cung nodi b nhan vién, céac kién thuc,
k§ ning cling nhu kha ning thing tién cua luc lugng nhan vién hién tai va mac do
san sang cua luc luong lao dong ngoai thi truong.

- Bwéc 3: Dw b4o nguén cung nhan luc.

+ Du b4o ngudn cung noi bo.

Cung lao déng noi b bao gdm tat ca cac c& nhan hién tai 1am viéc cho td
chtc. Nhitng nhan vién nay c6 thé duoc s dung dé dam bao cung vé lao dong
bang cach duy tri nhan vién & vi tri hién tai hodc thuyén chuyén, thing tién dé dién
khuyét vao cac vi tri khéc trong to chirc

+ Dy bao cung bén ngoai vé ngudn nhan lyc.

Khi to chirc tuyén dung nhan vién mai, sa thai va ngiing san xuat va nhan
vién roi sang 1am viéc cho cac cong ty khac, t6 chuc van tuong tac vai thi truong
lao dong bén ngoai.

- Buée 4: Pé ra ké hoach va thuc hién cdc chwong trinh nguéon nhan luc.

Trén co s& 5o sanh du bao nhu cau nguon nhan luc trong cac ké hoach ngan
han, trung han, dai han véi ngudn luc san cd, doanh nghiép sé& tién hanh xay dung
cac ké hoach ngudn nhan lyc nham gidp doanh nghiép diéu chinh, thich nghi voi
nhu cau trong giai doan mai. Viéc cha dong chuan bi nguén nhan luc cho tuong lai

Sinh vién: Tran Ngoc Dwong — Lép: QT1103N Trang 9



Mgt sé bign phép nang cao higu qud si dung nguén nhan luc tgi Cong ty co
phan bé tong Vinaconex Phan Vi

gitp doanh nghiép nang cao kha ning canh tranh va hoat dong san xuét kinh doanh
c6 hiéu qua hon so véi viéc chi don thuan giai quyét khi cd véan dé.

- Bwéc 5: Kiém tra va dinh gid.

Trong mdi giai doan, nha quan tri phai thuong xuyén kiém soét xem cac ké
hoach va chuong trinh c¢6 phu hop véi muc tiéu da dé ra hay khdng. Can phai tién
hanh danh gia cac ké hoach dé rut ra kinh nghiém va tién hanh diéu chinh cho hop
1y,

1.4.2. Phan tich cdng viéc.
1.4.2.1. Khéi niém.

Theo gido trinh “Quan tri nhan su” cia TS. Nguyén Hitu Than thi: Phan tich
cong viéc 1a mot tién trinh xac dinh mot cach c6 hé thong cac nhiém vu va cac ky
nang can thiét dé thuc hién cac cong viéc trong mot to chic.

NG6i mot cach cu thé hon, thi phan tich cong viéc 1a mét tién trinh mo ta va
ghi lai myc tiéu cia mot cong viéc, cac nhiém vu va hoat dong cua nd, cac diéu
kién hoan thanh céng viéc, cac k¥ nang, kién thic va thai do can thiét dé hoan
thanh cbng viéc.
1.4.2.2. Tién trinh phan tich céng viéc.

So d6 1.2: Tién trinh phan tich cong viéc.

Xac dinh muc dich str dung théng tin phén tich cong viéc

Thu thap thong tin co ban

A 4

Lwa chon cac cong viéc tiéu biéu

Y

Thu thap théng tin phan tich cong viéc

Kiém tra x&c minh lai tinh chinh xac cua théng tin

Xay dung ban mé ta cong viéc va ban tiéu chuan cong viéc
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- Buée 1: Xac dinh muc dich sir dung thong tin phan tich cong viéc.

Can phai xac dinh muc dich sir dung thdng tin thi ching ta méi 4n dinh duoc
cac phuong phap thu thap thdng tin.

- Bwoc 2: Thu thdp thong tin co bdn.

Budc nay thuong xem xét lai thong tin co ban nhu so dd to chuc, so db tién
trinh c6ng viéc va bang md ta céng viéc hién cd, néu cé. So dd tdé chic cho ta biét
cdng viéc nay co lién hé véi cac cong viéc hay con goi 1a so db luéng cong gidp
nha phan tich hiéu rd tir dau vao dén dau ra. Sau clng bang mé ta coéng viéc hién
thoi s€ cho ta xay dung lai mot bang mo6 ta cbng viéc hoan chinh.

- Buwgc 3: Lwa chon cac cong viéc tiéu biéu.

Chon lya céc vi tri dic trung va nhimg diém then chét dé thuc hién phan tich
cong viéc nham lam giam thoi gian va chi phi trong phan tich céng viéc, nhat la
khi phai phan tich cac cong viéc tuong tu nhau.

- Buwoc 4: Thu thdp thong tin phan tich cdng viéc.

Str dung cac phuong phap khac nhau dé thu thap thdng tin can thiét cho
phan tich cong viéc. Ty theo yéu cau vé mic do chinh xac va chi tiét cua cong
viéc, tly theo dang hoat dong va kha ning tai chinh ma c6 thé sir dung mot hoic sir
dung két hop nhiéu phuong phép trong cac phuong phap sau: quan sat, bAm gio,
chup anh, phéng van, bang cau hoi.

- Buwgc 5: Kiém tra xac minh lgi tinh chinh xac cia thong tin.

Can kiém tra lai thong tin da thu thap duoc Vi cac cong nhan dam nhan
cong viéc d6. Picu nay giup dat duoc sy dong tinh cua duong su vé bang phan tich
cong viéc bai vi ho c6 co hdi xét duyét lai chinh cong viéc ma ho thuc hién.

- Bwéc 6: Xay dwng bdn mo td céng viéc va ban tiéu chudn cong viéc.

Sau khi hoan thanh ban phén tich cong viéc, cdc nha quan tri phai soan thao
hai tai liéu co ban - d6 1a ban mo ta céng viéc va ban mo ta tiéu chuan cong viéc.
1.4.3. Pinh mirc lao dong.
1.4.3.1. Khai niém.

Dinh muc lao dong 1 viéc quy dinh thoi gian can thiét & mot nhan vién hay
mét bo phan trong té chirc hoan thanh khéi lwong cong viéc nhat dinh.
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Mtc lao dong 1a luong lao dong hao phi duoc quy dinh dé hoan thanh mot
don vi san pham hay mét khéi luong cdng viéc theo dung tiéu chuan chat lugng
trong nhitng diéu kién té chirc ki thuat nhat dinh.
1.4.3.2. Y nghia ciia viéc xay dung dinh mire lao dong.

- Xay dung dinh muc lao dong 1a co s¢ dé cai tién cong tac quan tri, nang
cao hiéu qua lam viéc cua nhan vién.

- Pinh mtrc lao dong gilp cac nha quan tri danh gia duoc chinh xéac két qua
lao @ong, mirc @6 hoan thanh cong viéc dugc giao cua nhan vién.

- binh mirc lao dong gitp doanh nghiép tiét kiém chi phi, cha dong trong
san xuét kinh doanh, tranh duoc tinh trang du thira hay thiéu hut lao dong lam anh
huong dén qua trinh san xuat kinh doanh.
1.4.3.3. Cac phuwong phap xay dung dinh mirc lao dong.

Hién nay trén thé gii dang ap dung hai phuong phap chu yéu trong viéc xay
dung dinh mic lao dong 13 phuong phap théng ké kinh nghiém va phuong phéap
phan tich khao sat.

Phuong phép thong ké kinh nghiém hién nay ngay it duoc ap dung trong xay
dung dinh mic lao dong do nhuge diém 14 mic do chinh xac khong cao, chua xét
dén hiéu qua td chirc san xuét, nang suét lao dong.

Phuong phap phan tich khao sat co wu diém 1a két qua mang lai twong ddi
chinh xac, gilp t6 chtc tim duoc phuong phap lam viéc sao cho mang lai hiéu qua
cao nhat.

Tuy nhién, dé sir dung duoc phuong phap nay thi s& ton nhiéu thoi gian ciling
nhu chi phi va nhitng nguoi thuc hién phai 1a nhitng chuyén gia am hiéu.

1.4.4. Tuyén dung nhan su.
1.4.4.1. Khai niém va tim quan trong.

Tuyén mo 1a qué trinh thu hat nhitng ngudi Xin viéc ¢ trinh do tir lyc luong
lao dong x4 hoi va luc luong lao dong bén trong t6 chic (TS. Nguyén Hitu Than -
Quan tri nhan su).

Tuyén chon la quyét dinh xem ai trong sé cac ung vién 1a ngudi hoi du cac
tiéu chuan dé 1am viéc cho cong ty (TS. Nguyén Hitu Than - Quan tri nhan su).
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Qua trinh tuyén mo s& anh huong rat 1on dén hiéu qua cua qua trinh tuyén
chon. Chat luong cua qua trinh lua chon s& khong dat duoc nhu cac yéu cau mong
muén hay hiéu qua thdp néu nhu sb lugng ngudi ndp don xin viéc bang hodc it hon
s6 nhu cau can tuyén chon. Cong tac tuyén md c6 anh huong 16n dén chat luong
ngudn nhan lyc trong to chic. Tuyén mo khdng chi anh huéng toi viéc tuyén chon,
ma con anh hudng téi cac chire nang khac cua quan tri nguon nhan lyc nhu: danh
gia tinh hinh thuc hién céng viéc, thu lao lao dong, dao tao va phat trién nguon
nhan luc, cac mdi quan hé lao dong,.. .

1.4.4.2. Ndi dung, trinh tw tuyén dung nhan su.
So' d6 1.3: Quy trinh tuyén dung nhan sw.

Chuan bi tuyén dung

\4

Nghién ciu va phan loai ho so

y

Phong van so bo

\ 4

Tric nghiém

A 4

Phong van sau

A

Kham, kiém tra sic khoe

A 4

Quyét dinh va hoa nhap

- Bwéc 1: Chudn bi tuyén dung.

Trudc khi tuyén mo va tuyén chon nhan sy, cac doanh nghiép phai co su
chuan bi rat ki vé tién bac, phong ¢, cac mau trac nghiém, phong van ciing nhu
chuan bj bang md ta chi tiét tiéu chuan cong viéc.
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- Bwéc 2: Nghién cizu va phan logi hé so.

Muc dich ctia budc ndy la nham loai bo nhiing umg vién khong dap tng
dugc nhitng yéu cau co ban nhat cua cdng viéc. Day 1a budc rat quan trong khi c6
mét s6 luong 16n ang vién du tuyén.

O budc nay, cac hd so s& dugc xem xét, nghién ctiru va phan loai. Céc ho so
dugc xem xét ¢ nhiéu khia canh nhu: cac vin bang, chung chi, tinh rd rang cua ly
lich tng vién,...

- Buwéc 3: Phéng vin so bé.

Muc dich ctia budc nay 1a cung cap mot sé thong tin co ban vé cong ty cho
tng Vién, cung cap cac thong tin lién quan dén cdng viéc, tim hiéu nhiing thong tin
co ban vé img vién dé danh gia nhiing tiém nang ciia tng vién.

- Bwéc 4: Trdc nghigm.

Muc dich ctia phuong phap trac nghiém la gilp cac nha tuyén dung co thé
kham phé ra nhitng kha ning dic biét cua tng vién cling nhu hiéu dugc nhiing dic
tinh hay céc tinh cach cia ung vién dé quan ly, bd tri céng viéc cho phu hop,...

- Bwéc 5: Phéng vén sau.

Phong van sau gilp nha tuyén dung c6 thé tim hiéu nhiing khia canh c& nhan
ma ma céc loai hd so, chitng chi hay cac bai tric nghiém khéng thuc hién duoc
hoac thé hién mot cach khdng rd rang vi du nhu cach wng xt, dién mao ¢ng vién, ..

- Bugc 6: Kham va kiém tra sic khae.

Thong thudng, trong hd so xin viéc ¢6 yeu cau phai nop ban kham stc khoe
tong quat nhung budc nay 1a kham sicc khoe mang tinh chuyén mdn nén c6 nhiing
yéu cau riéng dé thyc hién cong viéc tot hon.

- Bwéc 7: Quyét dinh tuyén dung va hoa nhdp.

Truéc khi 6 quyét dinh tuyén dung cudi cing thi cac doanh nghiép thuong
tién hanh tham tra lai 1an cudi cac thong tin lién quan dén tmg vién nhu 1y lich, tu
cach dao duc, trinh d6 hoc van,. ..

Viéc hoa nhap nhéan vién mai ciing dong vai tro quan trong giup nhan vién
c6 thé nhanh chéng hoa nhap véi méi trudng mai.
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1.4.4.3. Nguén tuyén dung.

- Nguén ngi bé.

Ngudn tuyén dung noi bo cd thé bao gébm: nhiing nhan vién dang lam viéc
tai doanh nghiép, nhitng ng vién thong qua su gidi thiéu cua nhitng nhan vién
hién hitu caa doanh nghiép hay Ia nhitng nhan vién cii da nghi viéc nay mudn quay
tro lai lam viéc.

Ngudn tuyén dung ndi b c6 mot sé vu diém nhu: nhan vién da quen véi van
hod, ndi quy cong ty va cé thé van dung ngay mbi lién hé véi cac phong ban khéc
trong cong ty, lanh dao c6 thé hiéu rd dugc kién thuc, ki nang va tinh cach cia
nhan vién d6 nén c6 thé phan cdng nhiém vu st véi ning luc thuc té caa nhan
vién,...

Tuy nhién, khi tuyén dung nguon tuyén dung nguén noi bo ciing dit ra cho
cac doanh nghiép mot s van dé nhu: viéc tuyén dung ngudn noi bo dé dan dén
chudi dé bat va lam cho doanh nghiép van thiéu nguoi lao dong, dan dén canh
tranh noi bo khong lanh manh (cau két, bé phai, dau d4), hay 1a dan dén hiéu ung
cua ké thua cudc (chan nan, bat man, chéng déi) ciing nhu viéc han ché s lugng
ung vién va tu tuong mai.

- Nguén bén ngoai.

Hinh thirc tuyén chon caa ngudn bén ngoai bao gém cac phuong thirc sau:
tuyén chon théng qua cac quang céo trén phuong tién truyén théng, théng qua cac
trung tam moi giGi va gidi thiéu viéc 1am, cac hoi cho viéc 1am hay tuyén dung
truc tiép tir cac truong cao dang, dai hoc.

Tuyén dung lao dong tir nguon bén ngoai cd nhitng wu diém nhu: thu hut
duoc s6 luong @ng Vién tiém nang nhiéu hon, thu hut dugc nhimg tu tudng maéi tir
nhitng &ng vién maéi, tan dung duge ngudn khach hang va mbi quan hé méi, nhiing
kién thirc méi va kinh nghiém chuyén mén tir bén ngoai, ...

Nhuoc diém caia nguon tuyén dung nay la: doanh nghiép ton thoi gian cho
cong tac dao tao nhan vién moi cling nhu chi phi tuyén dung nhan sy, giam dong

co lam viéc cua nhan vién hién tai, ton thoi gian dinh hudng nhan vién mai, ...
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1.4.5. Phan cong lao dong.
1.4.5.1. Khai niém.

Phan cong lao dong la qua trinh tach riéng cac loai lao dong khac nhau theo
mat tiéu thic nhat dinh va theo mot diéu kién san xuat xac dinh.

Thuc chét thi phan cong lao dong 1a sy bé tri, sip xép nhan vién hay nhém
nhan vién khac nhau vao qué trinh hoat dong san xuat caa doanh nghiép theo ning
luc, trinh d6 chuy@n mén, suc khoe,.. dé tao duoc hiéu qua cao nhat trong cong
Viéc.
1.4.5.2. Cac hinh thirc phan cong lao djng.

- Phéan cong lao dong theo cdng nghé: la hinh thic phan cong lao dong trong
do tach riéng cac cong viéc khac nhau tuy theo quy trinh cong nghé thuc hién
ching.

- Phan cong lao dong theo chirc nang: 1a hinh thirc phan cong lao dong trong
d6 tach riéng cac cong viéc khac nhau thanh nhiing chirc nang lao dong nhat dinh
can ctr vao Vi tri, chirc nang chinh ctia doanh nghiép.

- Phan cong lao dong theo muc do phirc tap cua cong viéc: la hinh thac phéan
cong lao dong trong d6 tach riéng cac cong viéc khac nhau tly theo tinh chat phuc
tap cua cong Vviéc.

1.4.6. Panh gia nhan vién.
1.4.6.1. Khai niém.

Panh gia nhan vién hay con goi 1a danh gia hi¢u qua lam viéc cta nhan vién
la mot quy trinh dwoc chuan hoa dé thu thap thdng tin tir cac cap quan ly vé hanh
dong, ung xu trong chuyén mén nghiép vu cua cac nhan vién.
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1.4.6.2. Tién trinh danh gia nhan vién.

So' do 1.4: Tién trinh ddnh gia nhan vién.

Xac dinh muc tiéu danh gia

A 4

An dinh ky vong cong viéc “

A

Xem xét cong viéc duoc thuc hién

A

Danh gia sy hoan thanh cdng tac

\ 4

Thao luan viéc danh gia vai nhan vién

Tién trinh danh gia nhan vién dugc bat dau bang viéc xac dinh cac muc tiéu
danh gid. Sau d6 cac cap quan tri phai an dinh cac ky vong hoan thanh céng viéc
(phén tich cbng viéc) cua nhan vién va xem xét xem nhan vién hoan thanh cong
viéc dén dau. Budc ké tiép 1a danh gia viéc hoan thanh céng viéc qua viéc doi
chiéu so sanh giira cong viéc nhan vién da thuc hién voi bang phan tich cong viéc.
Budc sau cung la sau khi danh gia l1a phai thao luan viéc danh gia nay véi nhén
vién.
1.4.6.3. Cac phuwong phap danh gia nhan vién.

- Phuong phap bang diém.

- Phuong phap xép hang luan phién.

- Phuong phap so sanh tung cap.

- Phuong phap quan sat hanh vi.

- Phuwong phap phong van danh gia.

- Phuong phap quan tri bang muc tiéu.
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1.4.7. Tra cong ngwoi lao dong.
1.4.7.1. Khéi niém tién lwong va co ciu thu nhap cia nguoi lao dong.

Tién luong 1a gia ca suc lao dong dugc hinh thanh qua thoéa thuan giira
ngudi sir dung strc lao dong va ngudi lao ddng phil hop véi quan hé cung cau sic
lao dong trong nén kinh té thi truong

Thu nhap hang Ky ctua nguoi lao dong bao gom cac khoan: tién luong co
ban, phu cép, tién thudong va cac ché do phuc loi khac.

+ Tién lwong co ban 14 tién luong duoc xac dinh trén co so tinh du cac nhu
cau co ban vé sinh hoc, xa hoi hoc, vé do phirc tap va mtc d6 tiéu hao lao dong
trong nhitng diéu kién lao déng trung binh cua tirng nganh nghé, cong viéc (Quan
tri nguon nhan lyc - PGS. TS Tran Kim Dung).

+ Phu cép tién luong bao gém cac loai phu cap nhu: phu cap trach nhiém,
phu cép doc hai, phu cap khu vue,...

+ Tién thuong 1a loai kich thich vat chat cé tac dung tich cuc d6i véi nguoi
lao dong phan dau thuc hién cong viéc tét hon, bao gom: thudong ning suat, thuang
sang kién,. ..

+ Phuc loi bao gdm: bao hiém y té, bao hiém xa héi, nghi I&,. ...
1.4.7.2. C4c hinh thirc tra lwong.

% Trd lwong theo san pham.

Tra luong theo san pham Ia hinh thic tién lwong ma tién luong ciia nguoi
lao dong phu thudc vao sé lwgng san pham hay khéi lwong cdng viéc ma ho 1am ra
va don gia tra cho mot don vi san pham.

Cong thuec tinh: Lso= N x Dy

Trong do:

- Lp: Luong san pham.

- Ny S6 san pham hoan thanh.

- Dy Don gia tién lwong san pham.,

Uu diém cua hinh thic tra luong theo san pham 1 tao sy kich thich cao cho
nguoi lao dong, dong vién ngudi lao dong hoan thanh tt cong viéc duogc giao. Tra
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lwong theo san pham ciing khuyén khich ngudi lao ddng hoc tap, nang cao trinh do
tay ngé, dan hoan thién ban than.

Tuy nhién, hinh thtc tra lvong theo san pham ciing c6 mot sé6 mat han ché
nhu:khong khuyén khich viéc tiét kiém nguyén nhién vt liéu, bao vé may mac,
thiét bi, d6i khi 1am giam di tinh than tap thé.

% Trd lwong theo thoi gian.

Tra luong theo thoi gian 12 hinh thic tién lvong ma tién luong cta ngudi lao
dong phu thudc vao thoi gian 1am viéc va don gia luong trong mot don vi thoi gian
( Bon vi tinh thoi gian: ngay, tuan, thang hodc niam).

Cong thuctinh: Ly = Ty X L

Trong do:

- Lyg: Luong tinh theo thai gian.

- Tw SO ngay (gio) cong thyc té trong thang caa nguoi lao dong.

- L: Murc luvong ngay (gio).

Uu diém cua hinh thic tra luong theo thoi gian la rat dé tinh toan va bao
dam cho nhan vién mot mac thu nhap nhat dinh trong thoi gian 1am viéc.

Nhuoc diém cua hinh thuc tra luong theo thoi gian 12 tién luong cua nhan
vién chua gan chat giira thu nhap véi két qua lao dong, chua khuyén khich nguoi
lao dong phat huy hét kha nang lam viéc cta minh.

1.4.8. Pao tao va phat trién.
1.4.8.1. Khai niém.

Theo gi4o trinh “Quan tri nguén nhan lyc” caa PGS. TS Tran Kim Dung thi
: Pao tao 1a mot qua trinh ¢ hé théng nham nudi dudng viéc tich lily cac ki ning,
C4c quy tic, hanh vi hay thai do din dén su twong xtng tét hon giita nhimg dic
diém caa nhan vién va yéu cau caa cong viéc.

Phat trién 12 bao gdom cac hoat dong nham chuan bi cho nhan vién theo duoc
Vi co cau to chie khi no thay doi va phat trién.

Hay noi cach khéac, phat trién 1a mot qué trinh 1au dai nhim nang cao ning
luc va dong co cua nhan vién nham bién ho thanh nhiing thanh vién twong lai quy
bau cua t6 chuc.
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1.4.8.2. Muc dich.

- Cap nhat céc kién thuc, ky ning méi cho nhan vién. Huan luyén cho nhan
vién nhirng phuong phap lam viéc mai.

- Gilp cho nhan vién thuc hién cong viéc tot hon (ning cao chat lwgng va
nang suat cdng viéc).

- Chuan bij d6i ngii can bo quan 1y chuyén mén ké can, gip cho nhan vién
c6 co hoi thang tién.

- Phat huy tinh chu dong va tinh than trach nhiém cua nhan vién.

- Thoa man nhu cau phat trién cua nhan vién.

- Gilp t6 chuc thich nghi véi su thay d6i caa moi trudng.
1.4.8.3. Tién trinh dao tao va phat trién nguon nhan luc.

So dé 1.5: Tién trinh dao tao va phat trién nguén nhan luc.

Xac dinh nhu cau dao tao - phat trién

A

Lap ké hoach dao tao - phat trién

A

Thuc hién chuong trinh dao tao - phét trién

v

Panh gia chuong trinh dao tao - phat trién

- Buge 1: Xdc dinh nhu cdu dao tgo va phat trién.

Xac dinh nhu cau dao tao va phét trién ngudn nhan luc bao gom: danh gia
nhu cau dao tao va xac dinh nhu cau cu thé cho dao tao.

Panh gia nhu cau dao tao 1a mot cach xac dinh hiéu qua nhitng khoang trong
giita cac k¥ ning ma doanh nghiép can va nhiing ki ning ma nhén vién hién co.
NG thu thap cac thong tin dé xac dinh nhitng linh vic ma nhan vién cé thé nang
cao ning luc thyc thi. Cac cip quan tri co thé sir dung cac cudc diéu tra tir nhan
vién, nhitng quan sat tr phia nha quan ly va nhitng nhan xét caa khach hang, thong
qua cac cudc hop caa cong ty va viéc kiém tra dé thu thap thong tin.
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- Buwéc 2: Lap ké hoach dao tao va phat trién nguén nhan luc.

Lap ké hoach dao tao va phét trién ngudn nhan luc bao gdm céc noi dung:

+ Quan diém cua lanh dao vé dao tao va phat trién.

+ Tén cta chuong trinh dao tao.

+ C4c muc tiéu cta chuong trinh dao tao.

+ Noi dung cu thé caa chuong trinh dao tao.

+ Xac dinh d6i twogng, nhu cau dao tao.

+ Hinh thirc, phuong phap dao tao.

- Buwoc 3: Thuc hién dao tao.

Muc tiéu cia dao tao 1a nham thay doi kién thic, hanh vi, thai do cia nguoi

hoc. O mdi muyc tiéu va mirc do c6 nhitng phuwong phap phu hop.

Bdng 1.1: Cac hinh thirc dao tao.

Tiéu thac

Hinh thire dao tao

Theo muc dich cia noi dung dao tao

- Pao tao hudng dan cong viéc cho nhan
Vién

- Huan luyén k¥ ning

- Dao tao nang cao trinh d6 chuyén mon
- Pao tao va phat trién nang luc quan ly

Theo hinh thuc dao tao

- Bao tao chinh quy
- Pao tao tai Chl’IE:
- Kém cap tai cho

Theo dia diém hoic noi dao tao

- Pao tao tai no1 lam viéc
- Pao tao xa noi lam viéc

Theo d6i twong ddo tao

- Bao tao mai
- Pao tao lai

- Buoc 4: Danh gia chwong trinh dao taoO.

Tiéu thirc quan trong dé danh gia hiéu qua tir cong tac dao tao mang lai 1a

hiéu qua 1am viéc ctia nhan vién c6 thay d6i theo hudng mong mudn hay khéng.

Do d6 can so sanh hiéu qua 1am viéc cua nhan vién thoi gian trudc va sau

khi dao tao dé xac dinh chuong trinh dao tao cé dap tmg duwoc cdc muc tiéu dao tao

hay khong.
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1.5. Mt s6 chi tiéu danh gia hiéu qua sir dung nguén nhan luc.
1.5.1. Khai niém vé hiéu qua sir dung nguén nhan lyc.

Hiéu qua sir dung lao dong hay hiéu qua sir dung ngudn nhan luc 1a két qua
mang lai tir c&c md hinh, cc chinh séch quan Iy va su dung lao dong. Két qua lao
dong dat dugc la doanh thu, loi nhuan ma doanh nghiép cé thé dat duoc tir kinh
doanh va viéc to chic, quan 1y lao dong co thé 1a kha ning tao viéc 1am cua mdi
doanh nghiép.

Nhém céc chi tiéu dugc sir dung dé danh gia hiéu qua sir dung nguén nhan
lyc trong mét doanh nghiép bao gom:
- Higu sudt lao déng.
Toéng doanh thu
H1 =

Tong lao dong binh quan
Y nghia: Chi tiéu hiéu suat lao dong phan 4nh mot lao dong tao ra bao nhiéu
dong doanh thu trong nam.
- Ty sudt lgi nhudn lao déng (siec sinh 161 ciia lao dong).
Loi nhuan
H2 =

Tong lao dong binh quan
Y nghia: Chi tiéu suc sinh 10i cua lao dong phan anh mét lao dong trong
nim tao ra bao nhiéu ddng lgi nhuan.
- Surc sdn xudt cia 1 dong chi phi tién lwong.
Toéng doanh thu
H3 =

Téng quy lwong
Y nghia: Chi tiéu sic san xuét cia 1 déng chi phi tién lwong phan anh mot
d6ng tién lwong trong nam tao ra bao nhiéu dong doanh thu.
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- Ning sudt lao déng binh quan.
Téng san lweng

H4 =
Téng lao dong binh quan
Y nghia: Chi tiéu ning suat lao dong binh quan phan 4nh mét lao dong lam
ra bao nhiéu san pham (san luong) trong mot thoi ky nhat dinh.
- Mirc dam nhiém lao dong.
Tong lao ddng binh quan
H5 =

Doanh thu
Y nghia: Chi tiéu mic dam nhiém lao dong phan anh dé tao ra mot dong
doanh thu thi can bao nhiéu lao dong.

1.5.2. Vai tro caa viéc nang cao hiéu qua sir dung nguén nhan lyc.

Lao dong 1a yéu t6 dau vao co ban cia san xuat, dong vai trd vo cling quan
trong. Bat ky mot doanh nghiép nao mudn ton tai, phat trién duoc thi khdng nhiing
phai st dung tot cac yéu té dau vao nhu von, céng nghé ma con phai st dung
ngudn lyc con nguoi Mot cach hiéu qua nhat. Viéc nang cao hiéu qua st dung
ngudn nhan e trong doanh nghiép ¢ vai trd cha yéu sau:

- Doanh nghiép c6 thé ké hoach héa ngudn nhan luc caa minh & thoi diém
hién tai cling nhu trong twong lai.

- Tao diéu kién xay dung tét hon mdi quan hé gitta c&c nhan vién véi nhau
hay giita nhan vién véi cac cap quan ly, véi chi doanh nghiép.

- Tao cho nguoi lao dong c6 cdng viéc én dinh, thu nhap cao hon, dam bao
cho qué trinh tai san xuat sirc lao dong.

- Nang cao hiéu qua st dung ngudn nhan luc giup doanh nghiép dinh muc
lai lao dong tai cac bo phan, phong ban tir d6 dua ra bién phap nham nang cao
nang suat lao dong, nang cao hiéu qua san xuét kinh doanh ciing nhu ning luc canh
tranh.
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1.6. Kinh nghiém cia chia mdt sé6 Cong ty trong coéng tac quan tri nguén nhan
luc.
1.6.1. Kinh nghiém cia Cbng ty Honda.

Nhu ta da biét, Honda 1a mét trong sb nhitng hang san xuat xe may va 6td
hang dau trén thé gioi. Ra doi tir nam 1948, dén nay trai qua hon 60 nim phat
trién, Cong ty Honda di c6 nhitng thanh cong dang kinh ngac.

Nhiéu nha quan tri da tién hanh nghién ctu va chi ra rang bi quyét thanh
cong caa Cong ty nam & 3 yéu té chinh: tén trong nhan vién, danh gia con ngudi
trong cong viéc va nhitng ché d6 vu dii cua Cong ty.

Thanh cong ma Honda gianh dugc ¢ mét bi mat vo cung quan trong, d6 la
tén trong nhan vién, c6 vii kha ning tu duy sang tao doc 1ap cua ho. Tao ra moi
truong 1am viéc ma mdi cong nhan déu co co hoi thé hién minh ¢ d6, 1am cho ho
cam thay minh da va dang lién hé chat ché vai mot cong viéc quan trong trong
cong ty.

Trong danh gia nhan vién Honda khong dung tur “ndng lyc”. Cong ty cho
rang giira nguoi véi ngudi khéng co su phan biét niang luc tot xau, chi ton tai ca
tinh khéc nhau. Bat ky nguoi ndo, chi can dat ho vao vi tri thich dang, thi c6 thé
phat huy day dua thuc luc cua ho.

Pong thoi dé o vii 10ng say mé sang tao va tich cuc trong cong viéc, Cong ty
cling dua ra nhiéu ché d6 uu dai ddi véi cong nhan. Khi nhan vién dé xuat mot y
tuong hop 1y duoc dua vao sir dung, s& cho diém can ctr vao mic 6 quan trong
cua y tuong ma ho dua ra.

Honda ciing rat quan tim dén doi séng tinh than cua nhéan vién, diéu nay duoc
thé hién r6 trong quan diém: “Con ngudi khdng phai 1a cai may, néu mot nha may
dem con ngudi dit ngang bang véi may méc, thi xi nghiép dé khong thé phat trién
lau dai”.

1.6.2. Kinh nghiém ciia thwong hiéu tim kiém Google.

Hién nay, Google 1a nha cung cap dich vy tim kiém trén internet 16n nhat
trén thé gi¢i. Vao nam 1996 khi thuong hiéu ndy méi ra doi, Coéng ty chi cd hai
nhan vién va ciling chinh 1a hai nha sang 1ap ra thuong hiéu Google la Larry Page
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va Sergey Brin. Pén nay, trai qua 15 nam phat trién, Google di c6 mot sé lugng
nhan vién dong dao véi trén 30.000 nhan vién véi doanh thu hang nim 1én dén
hang chuc ty d6 la. Bé thu dugc nhiing thanh qua nhu vay 1a do Google ludn biét
cach 1am thé nao dé nhan vién cua hang cd thé phat huy hét moi kha ning dé céng
hién cho cong ty. Google c6 nhiing bi quyét rat riéng trong viéc quan Iy nhan su,
chang han nhur:

Nhan vién ctiia Google dyoc hydng rat nhidu yu d4i ma kho 1ong c6 thé hinh
dung dyoc & cac cong ty khac. Chang han nhy cing tin & tru s& cta hing d6ng tai
thung Iling Silicon c6 chat Iyong dich vy 3o uéng nhy mdgt khach san cao cép, lam
vira 10ng ca nhimg am khach sanh soi nhat.

Nhan vién dyoc massage va theo hoc Yoga mién phi. C6 phong rén luyén
stc khoe, phong tam hdi, ban chdi billard va nhiéu tro chdi khac. Tru so cla
Google 13 mot thé gidi thu nho, & 86, cac nhan vién c6 thé tim thay moi thir phuc
vu cho cudc séng.

Google cho phép nhan vién dyoc st dung 20% quy thoi gian lam viéc tuy
theo ¥ minh. Cac nha quan 1y & day cho rang khoang thoi gian 86, cac nhan vién s&
tha hd nghi ra cac y tyong méi, dyoc goi 1a “cac du an cho tydng lai”.

Sy thanh cong cua thydng hiéu Honda, Google va rat nhiéu thydng hiéu noi
tiéng khac nita 1a minh chimg rd rang nhat cho nhitng hiéu qua ma coéng tac quan
tri ngudn nhan lyc mang lai khi cac cong ty quan tim va biét cach xdy dung cho
minh nhitng chinh sach vé nhan su hop 1y. Quan tri nhan su tdt & thoi diém hién tai

1a chia khoa din 8én nhiing thanh cong cua doanh nghiép trong tydng lai.
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CHUONG 11
THU'C TRANG CONG TAC QUAN TRI NGUON NHAN LUC TAI CONG
TY CO PHAN BE TONG VINACONEX PHAN VU.
2.1. Tong quan vé Cong ty Co phan bé tong Vinaconex Phan Vii.
2.1.1. Qué trinh hinh thanh va phat trién cia Cong ty c6 phan bé tdng
Vinaconex Phan Vii.

- Tén tiéng Viét: CONG TY CO PHAN BE TONG VINACONEX PHAN
vU.

- Tén tiéng Anh: VINACONEX PHAN VU CONCRETE JOINT STOCK
COMPANY.

- Tén viét tat: VINACONEX PHAN VU.., JSC.

- bia chi Cong ty: Khu cdng nghiép Quynh Phuc - Xa Phuc Thanh - Huyén
Kim Thanh - Tinh Hai Duong.

- M4 s6 doanh nghiép: 0800292048.

- DT: 0320. 3560. 700.

- Fax: 0320. 3560. 734.

- Email: gd@VinaconexPhanVu. Vn

- Website: WWW.VinaconexPhanVu. Vn

- Vén diéu 18: 50.000.000.000 VND (nim muoi ti dong).

- Loai hinh thwong mai: san xuat - dai Iy/ nha phan phdi.

Cong ty c6 phan bé tong Vinaconex Phan Vii 1a doanh nghiép c6 phan vén
Nha nuéc truc thuoc Tong Cong ty xuat nhap khau va xay dung Viét Nam-
Vinaconex, dugc S& ké hoach va dau tu tinh Hai Duong cap gidy ching nhan ding
ki kinh doanh sé 0403000154 ngay 23/04/2004.

Ngay 23/06/2004 Bo Truong Bo Xay Dung c6 quyét dinh sé 275/ BXB
TCLD vé viéc phé duyét phuong an co phan hod Cong ty co phan bé téng
Vinaconex Phan Vii. Puoc su chi dao truc tiép cua Tong Cong ty xuat nhap khau
va xay dyng Viét Nam, ngay 20/10/2004 Cdng ty c6 phan bé tdng Vinaconex Phan
Vii chinh thie dugc thanh 1ap vaoi su gop von cia cac don vi co truyén thong hang
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dau trong nganh cdng nghiép xay dung va san xuat vat liéu xay dung cua Viét Nam
bao gom:

- Cong ty c6 phan xay dyng va bé téng Vinaconex Xuan Mai.

Pia chi: Thi tran Xu&n Mai - Huyén Chuong My - Ha Noi.

- Cong ty c6 phan dau tu Phan Vi

Dia chi: S6 200 - Hoang Vin Thu - Phuong 9 - Quan Phd Nhuén - Thanh
phd H Chi Minh.

- Cong ty c6 phan xay dung sé 11-Vinaconex.

Dia chi: B59 - T6 58 - Phuong Dich Vong Hau - Quan Cau Gidy - Ha Noi.

Cong ty chinh thac di vao hoat dong tir quy 2/2005 véi tdng muc dau tu cua
giai doan 1 13 124.000.000.000 dong (Mot tram hai muoi tu ty dong).

Cong suat budc 1 vao khoang 400.000 m dai coc/ nim, doanh thu hang nim
khoang trén 60.000.000.000 dong (sau muoi ti dong).

Hién nay, Cong ty van dang tiép tuc dau tu cho viéc mé rong giai doan 2 va
du kién cubi nam 2011 s& hoan thanh viéc mé rong. Giai doan 2 di vao hoat dong
s& nang tong cbng suat cua toan nha may Ién gap 3 lan hién nay (khoang trén
120.000 m dai coc/ nim), dua Cong ty trd thanh don vi chuy@n san xuét cac san
pham bé téng du ung luc ¢d quy md 16n va hién dai nhat Viét Nam, véi doanh thu
hang nam uéc dat khoang trén 200.000.000.000 dong (hai trim ti dong).

V6i phuong cham hoat dong: “Su thinh vugng cua khach hang cung vai su
phat trién cua dat nuéc chinh 1a mong mudn cia Cong ty”, nén ké tir ngay duoc
thanh lap dén nay, Cong ty co6 phan bé tong Vinaconex Phan Vi di khong nging
dau tu trang thiét bi, may mdc phuc vu cdng tac san xuat véi cac loai may moc
thiét bi déng bo, hién dai.

Ngoai ra, Cong ty ciing dau tu xay dyng mot phong thi nghiém hién dai
phuc vu nghién cau va thir nghiém san pham. Phong thi nghiém cia Cong ty da
duoc Bo Xay Dung cap ching chi LSA-694.

Do diay manh hoat dong thi céng, xay dung cac cong trinh hang muc véi

muc tiéu lay chat luong 1am dau nén uy tin caa Cong ty ngay cang duoc nang cao.
Cong ty dd duoc nhiéu cha dau tu lya chon 1am nha thau thi cdng xay dung cac
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cong trinh trong va ngoai tinh. Cong ty ciing da nhan dwoc nhiéu bang khen cua
Tinh va duoc Bo xay dung khen thudng trong qué trinh xay dung thanh céng cac
cbng trinh, hang muc cong trinh.

2.1.2. Chirc ning va nhiém vu ciia Cong ty cé phan bé tdng Vinaconex Phan
Vil

2.1.2.1. Chirc nang.

Cong ty c6 phan bé tong Vinaconex Phan Vii 1a doanh nghiép chuyén hoat
dong trong céc linh vuc:

- Xay dung dan dung, cdng nghiép va giao thdng van tai.

- San xuét va kinh doanh vat liéu xay dung.

- Kinh doanh bé téng thuong pham.

- San xuat kinh doanh cac mat hang co khi, cau kién thép trong xay dung
nhu: ¢t pha thép, khung thép, nha céng nghiép,...

- Kinh doanh may mac, thiét bi xay dung.

- Pau tu kinh doanh bt dong san.

- Kinh doanh van tai hang hoa, van tai siéu truong, siéu trong.

- Xuét nhap khau may mac thiét bi, phu ting day chuyén cdng nghé.

Trong d6 linh vyuc san xuét kinh doanh chinh caa Céng ty la chuyén san xuét
cac san pham ciu kién bé tong nhu dam cau dy ung luc, coc ctr, coc bé tong ly tim
g suét trude thuong, coc bé téng ly tdm ung suat trude cudng do cao, ... phuc vu
xay dung céac cong trinh dan dung, cong nghiép va giao théng van tai.
2.1.2.2. Nhiém vu.

- Hoat dong san xuat kinh doanh theo ding nganh nghé da dang ky.

- Bao dam chat luong san pham theo c4c tiéu chuan da dang ky: TCVN
7888: 2008, JIS A 5335: 1987, IS A5337: 2004.

- Tuan thu cac quy dinh cua Nha nudc trong viéc thué va stir dung lao dong,
dam bao quyén va loi ich cia nguoi lao dong theo quy dinh cta Luat lao dong.

- Lap s6 ké toan, ghi chép s6 ké toan, héa don, ching tir va 1ap béo céo tai
chinh trung thuc, chinh xac.
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- Dang ky ma sb thué, ké khai thué, nop thué va thuc hién dy du cac nghia
vu V& tai chinh ddi v6i ngan sach Nha nuée theo quy dinh cua phép luét hién hanh.
- Tuan thu theo cac quy dinh cua Nha nuéc vé an ninh quéc phong, trat tu xa
hoi, moi truong.
2.1.3. Co ciu to chirc ciia Cong ty co6 phan bé téng Vinaconex Phan Vii.
2.1.3.1. So db t6 chiic.
So d 2.1: So do to chiic.

PHD CO PONG
BAN KIEM > HP QUAN TRI
v
> GIAM POC
P.GD SAN XUAT P.GD THIET BI
\4
\ 4 \ 4
Phong TC-HC Phong KT Phong KTTC Phong KD Phong KCS
\ 4 \ 4
\ 4 \ 4
Xudng sx s6 1 Xudng sX s6 2 Xudng tron

Nguon: Phong té chic hanh chinh

Cong ty cd phan bé tong Vinaconex Phan Vi té chiic bd may hanh chinh

theo mé hinh tap trung thdng nhat. Cac phong ban chiu su chi dao truc tiép tur
Giam d6c Cong ty va c6 chiic nang tham muu vé chuyén méon cho Giam déc Cong
ty. Piéu nay vira dam bao phat huy dugc nang luc chuyén mén cua cac phong ban
vira dam bao cho sy chi huy, diéu hanh théng nhat tir Giam ddc Cong ty. Pimg dau
Cong ty 1a Giam doc Cong ty. Tham muu, gitip viéc cho Giam ddc Cong ty la céc
Phé giam d6c va cac phong ban chuy@n mén nghiép vu. Cac xudng san xuat so 1,
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Xudng san xuat sé 2 va xuong tron 1a nhitng b phan chiu trach nhiém tryc tiép
tham gia san xuat.
2.1.3.2. Chirc nang va nhiém vu cia cac bo phan.

- Pai hgi dong cé dong (PHDPCD).

PHPCP 13 co quan cd thim quyén cao nhat quyét dinh moi van dé quan
trong ctia Cong ty theo luat Doanh nghiép va diéu Ié Cong ty nhu: thong qua dinh
huéng phat trién Cong ty, bau, mién nhiém, bai nhiém thanh vién Hoi dong quan
tri, thanh vién Ban kiém soét, quyét dinh sira doi, bo sung diéu 1é Cong ty,....

- Héi dong quan tri (HPQT).

HPQT c6 toan quyén nhan danh Cong ty dé quyét dinh, thuc hién cac quyén
va nghia vu ciia Cong ty khong thuoc tham quyén cia Pai hoi dong c6 dong nhu:
quyét dinh chién luoc, ké hoach phét trién trung han va ké hoach kinh doanh hang
nam cua Cong ty, quyét dinh phuong an dau tu va du an dau tu trong tham quyeén
va gidi han theo quy dinh caa Luat doanh nghiép,...

- Ban kiém soét (BKS).

BKS c6 nhiém vy: giam sat Hoi déng quan tri, Giam dbc trong viéc quan Iy
va diéu hanh Cong ty, chiu trach nhiém truéc Pai hoi dong c6 dong trong thuc
hién cac nhiém vu duogc giao, tham dinh bao céo tinh hinh kinh doanh, bdo céo tai
chinh hang nam va sau thang cia Cong ty, bao cao danh gia cong tac quan ly cua
Hoi dong quan tri, ...

- Gidm doc.

Giam doc 1a nguoi diéu hanh cao nhat, chiu trach nhiém trugc Hoi dong
quan tri va Pai hoi déng c6 dong vé trach nhiém quan 1y va diéu hanh Cong ty.
Giam déc 1a nguoi dai dién cho Cong ty trong cac mdi quan hé hop tac va quan hé
phap luat. Giam ddc truc tiép diéu hanh va chi dao cac phong ban nghiép vu.

- Phé Gidm déc san xudt.

Phé Giam ddc san xuat truc tiép chiu trach nhiém diéu hanh phong ky thuat,
chiu trach nhiém dam bao tién do ké hoach san xuat da dé ra. Pho giam ddc san
Xuat truc tiép diéu hanh cong tac san xuat tai cac phan xuong ciing nhu bd tri céng

Viéc tai cac phan xudng san Xuat.
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- Phé gidm doc thiét bj.

Phé giam ddc thiét bi chiu trach nhiém vé cong nghé, may méc phuc vu cho
cdng tac san xuat, chi dao viéc sir dung may mac, bao tri va van hanh cac thiét bi,
phu trach vé k§ thuat trong sudt qué trinh san xuat.

- Phong té chirc hanh chinh.

Phong t6 chac hanh chinh chiu trach nhiém tham muu cho Giam dbc trong
viéc xay dung phuong an kién toan bo may to chic trong Cong ty, chiu trach
nhiém trong cong tac tuyén dung, dao tao, quan 1y lao dong, thuc hién céc ché do,
chinh sach dbi voi ngudi lao dong. Pong thoi phu trach cdng viéc tiép don khach
dén Cong ty quan hé cong tac, té chiac dong vién phong trao thi dua cua can bo
cong nhan vién trong Cong ty.

- Phong ké toan tai chinh.

Phong ké toan tai chinh duéi su chi dao tryc tiép cia ban Giam dbc, phong
ké toan tai chinh theo di phan anh céc nghiép vu kinh té phat sinh, xu Ii tong hop
s6 lieu l1ap bao cao ké toan theo dung quy dinh dong thoi phan tich thong tin ké
toan tham muu cho lanh dao dé c6 bién phap xu |i kip thoi.

- Phong ki thuat.

Phong ki thuat c6 nhiém vu theo ddi, huéng dan viéc thuc hién thi cong,
dam bao chét lugng cdng trinh, thuc hién dinh muac cac ké hoach ki thuét, ché do
quan Ii caa Cong ty, chiu trach nhiém trude Giam dbc vé tién d6 san xuat da deé ra,
cung cap thdng tin sé liéu can thiét, phan tich tinh hinh san xuat kinh doanh gitp
lanh dao ctaa Cong ty co bién phap quan li thich hop.

- Phong kinh doanh.

Phong kinh doanh c6 chitc nang tham muu cho Giam doc Cong ty trong cac
cong tac kinh doanh, chiu trach nhiém trong viéc nghién citu mo rong thi treong,
xay dung phuong an, chién luwoc kinh doanh cho tung thoi ky, tim kiém khach
hang, thuc hién cac giao dich Marketting, cac biéu bao gia, dinh ki bao gia théng
ké s6 lwong gia tri cua hang hoa dich vu mua vao va ban ra cho Giam ddc.
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- Phong KCS.

Phong KCS chiu trach nhiém xay dung cac tiéu chuan, yéu cau k¥ thuat dbi
véi cac loai nguyén liéu, san pham theo tiéu chuan ky thuat da dugc phé duyét.
Chiu trach nhiém kiém tra ban thanh pham trén day chuyén san xuat va thanh
pham cudi cung. Kiém tra nguy@n liéu va ban thanh pham dau vao. Kiém tra chat
lwong san pham trude khi ban giao cho khach hang. Lap bién ban phan tich nguyén
nhan, dé xuat hudng xu Iy, khac phuc céc sai s6t, vi pham trong qué trinh san xuat
va thi cong.

- Cdc xwéng san xudt.

Céac xudng san xuat thuc hién viéc san xuat theo sy chi dao cua phong ky
thuat. Lap cac ban tién d6 san xuat, thi céng, chuan bi nhan luc, vt tu dam bao
dung tién d6 dé ra. Can ct khdi lugng cong viéc hoan thanh thuc té hang tuan/
thang béo céo phong k¥ thuat va ban Giam déc nhitng khé khan, vudng mac trong
qua trinh san xuat dé dua ra bién phéap diéu chinh kip thoi, phi hop.

2.1.4. Hoat d@dng san xuat kinh doanh ciia Cong ty cé phan bé tong Vinaconex
Phan Vi
2.1.4.1. San pham.

Cac chung loai san pham chinh Céng ty dang san xuét va cung tng hién nay
bao gom:

- Cdu kign bé téng g sudt trudc.

+ Dam cau DUL: Dam hop, dam chix T, dam I, dam Super T,...

+ Coc vudéng DUL KT tir 350x350 dén 500x500.

+ Dam nha cong nghiép DUL khau do dén 33 mét.

+ CAu kién nha céng nghiép va nha cao tang.

- Coc tron bé tong ly tAm sng sudt truwéc.

+ Dbuong kinh tir D350-D1200mm.

+ Chuang loai: Coc bé tam ly tim ung suat trudc cuong do cao (PHC), coc bé
téng ly tim @ng suat trude thuong (PC).

- Coc vudng bé tdng #ng sudt truéc.

+ Chiéu dai toi da lén dén 24 mét.
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+ Chung loai: Coc bé tam ly tim ung suat trudc cuong do cao (PHC), coc bé
téng ly tdm ng suat trudce thuong (PC).
2.1.4.2. Két qua san xuit kinh doanh ciia Cong ty c6 phan bé tong Vinaconex
Phan Vii trong nam 2009-2010.
Bdng 2.1: Bang téng hgp két qud san xudt kinh doanh ciia Céng ty trong néim

2009-2010.

. Chénh léch

STT Chi tiéu Ponvi | Nim 2009 Nim 2010 :
) +/- %
1 | Doanh thu pdng | 97,938,126,905 | 127,168,586,093 | 29,230,459,188 | 29.8
2 | Chi phi péng | 91,255,396,297 | 118,285,846,990 | 27,030,450,693 | 29.6
3 | Loinhuansauthué | Péng | 4,716,988,784 | 6,797,532,502 | 2,080,543,718 | 44.1
4 | Sb luong lao dong | Nguoi 445 477 32 7.2
5 | Ihunhap binh pdng | 2,600,000 3,000,000 400,000 15.4

quan/thang
Nguon: Phong ke toan tai chinh
Nhan xét:

Doanh thu nim 2010 ctia Cong ty dat 127,168,586,093 dong, ting 1én so véi
nam 2009 13 29,230,459,188 dong, twong duong vdi ty 18 ting 29.8%. Két qua nay
1a do trong ndm 2010, Cong ty di nhan duoc mot sé dur an twong ddi I6n nhu: du
a4n cung cip coc BTL-UST-D350 cho cong trinh nha may nhiét dién Ving Ang
(trén ba muoi ti ddng), dy &n cung cip coc BTL-UST-D500, D700 cho c¢éng trinh
cang Container - Hoa dau VIPCO - DPinh Vii (trén bén muoi ti dong),... Diéu nay
ching t6 thuong hiéu ciing nhu cic san pham cua Céng ty c6 phan bé tong
Vinaconex Phan Vii ngay cang tao duoc long tin ¢ phia khach hang.

Tong chi phi san xuat kinh doanh cua Cong ty trong nam 2009 Ia
91,255,396,297 déng. Sang nam 2010, con sb nay tang lén 1a 118,285,846,990
dong, tuc 1a tang 29.6%. Viéc chi phi san xuat trong nam 2010 tang Ién 13 do cac
loai chi phi nguyén vat liéu dau vao cho san xuat ciing nhu chi phi tién luong cho
can bo cong nhan vién tang 1én so véi nam 2009.

Loi nhuan sau thué thu nhap doanh nghiép cia Cong ty nim 2010 dat
6,797,532,502 dong, ting 44.1% so v4i nam 2009. Biéu nay cho thiy mic du nam
2010 1a nam nén Kkinh té trong nudc gap phai nhiéu khé khian nhung két qua hoat
Sinh vién: Tran Ngoc Dwong — Lép: QT1103N Trang 33




Mgt sé bign phép nang cao higu qud si dung nguén nhan luc tgi Cong ty co
phan bé tong Vinaconex Phan Vi

d6ng san xuat kinh doanh cia Cong ty van dat duoc nhiéu két qua kha quan, dang
ghi nhan. Loi nhuan sau thué cua Cong ty trong nim 2010 ting cao so v&i nim
2009 14 do trong nam 2010 Cong ty di ky két duoc nhiéu hop dong co gia tri kinh
té cao.

Thu nhap binh quén ctia can bd cong nhan vién trong Cong ty nam 2009 dat
2,600,000 ddng/ thang. Pén nam 2010, thu nhap binh quan ting 15.4% so véi nim
2009, dat 3,000,000 ddng/ thang. Tinh hinh san xuét kinh doanh cua Cong ty nam
2010 thu dugc nhitng két qua kha quan, nén Cong ty cling quan tdm nhiéu hon dén
quyén loi cling nhu cac chinh sach cho ngudi lao dong dé kip thoi dong vién ho ¢
gang, nd luc hon nira trong san xuat dé dua Cong ty ngay cang phat trién di 1én.

Cho du niam 2010 132 mdt nim ma nén Kinh té trong nuéc day bién dong,
kho khan do tinh hinh lam phat tang cao kéo theo d6 1a viéc gia ca cac loai nguyén
liéu dau vao ting manh nhung nhin chung tinh hinh san xuat kinh doanh cua Cong
ty ¢6 phan bé tong Vinaconex Phan Vii trong nam 2010 so véi nam 2009 c6 nhiéu
budc phét trién, cai thién.

2.1.5. Thuan lgi va khé khiin ciia Cong ty cé phan bé tdng Vinaconex Phan
Vi
2.1.5.1. Thuan lgi.

Cong ty c6 phan bé tong Vinaconex Phan Vii duoc xay dung ven tuyén
Qudc 16 5A thudc dia phan tinh Hai Duong. Pay 1a mot vi tri thuan loi mang lai
cho Céng ty nhiéu loi thé vé thi trudng, trong viéc thu hat ngudn nhan lec chat
lugng ciling nhu viéc tiét kiém chi phi vi gan voi cac ngudn nguyén liéu dau vao.

Cong ty duoc xay dung ¢ vi tri tuong d6i gan véi nguon cung cap cac
nguyén liéu dau vao chinh cho qué trinh san xuat nhu: thép (Hoa Phat - Kinh Mén,
Thai Hung - Kim Thanh, xi mang (Hoang Thach - Kinh Moén), cat, da (Kinh Mon,
Kim Thanh, Thay Nguyén - Hai Phong),... Quing duong van chuyén nguyén liéu
vé nha may twong d6i ngan va dé dang.

Véi vi tri nam ¢ trung tdm cuaa vung kinh té trong diém Bic Bo - noi tap
trung nhitng thanh phd céng nghiép hang dau cua ca nudc véi nhu cau hang nim
tuong d6i 16n ddi véi cac san pham cau kién bé téng phuc vu cho xay dung, phat
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trién co so ha ting. Day sé& 1 thi truong htra hen nhiéu tiém niang dé Cong ty ¢ thé
khai thac t6i da nang luc san xuat caa Cong ty dé phuc vu nhu cau caa thi trudng.

Linh vuc xay dung va san xuét vat liéu xay dung luén duoc coi 1a mot trong
nhiing linh wu tién phat trién hang dau cua nudc ta nham xay dung co s& vat chat,
ha tang k¥ thuat phuc vu cho phat trién kinh té - x& hoi cua dat nude. Dé hudng
dén muc tiéu 14 dua nudc ta co ban trd thanh mot nuéc céng nghiép theo hudng
hién dai vao nim 2020, Nha nudc ludn tao diéu kién thuan lgi bang nhiing chinh
sach khuyén khich, wu dai vé du tu dé phat trién nganh cong nghiép xay dyng va
san xuat vat liéu xay dung, gop phan thuc hién muc tiéu chién lugc 12 cdng nghiép
hoa, hién dai hoa dat nudc.

Poi ngil lao dong cua doanh nghiép phan Ién 1 lao dong tré, cé trinh do
chuyén mén, tay nghé viing vang va phan 16n 1a lao dong da qua dao tao. Poi ngii
lao dong tré caa Cong ty c6 du ning lyc, trinh do dé c6 thé 1am cha nhiing may
mac, cong nghé thi cong tién tién.

Cong ty dugc thanh 1ap vai su gop vén lién doanh caa cac don vi, cac cong
ty hang dau trong linh vyc xay dung va san xuat vat liéu xay dung cia Viét Nam
hién nay nhu: Cong ty c6 phan bé tong & xay dung Vinaconex Xuan Mai, Cong ty
¢ phan dau tu Phan Vil,... Cac doanh nghiép nay déu Ia nhitng doanh nghiép 16n,
c6 nhiéu kinh nghiém trong quan ly san xuat kinh doanh ciing nhw ¢ uy tin va chd
dang viing chic trén thi treong. Thi truong cta cac doanh nghiép nay lai rat rong
I6n, trai dai tir Bac vao Nam. Vi thé hang nim Cong ty c6 phan bé tdng Vinaconex
Phan vii nhan dugc sy hd trg khdng nhé vé nhiéu mat tir trén.
2.1.5.2. Kho khan.

Trong nhiing thang dau nam 2011, Chinh phu diéu chinh ting gia xang dau
kéo theo d6 1a viéc tang gia dién, gia cac loai vat liéu xay dung. Py 1a nhitng yéu
t6 dau vao chiém ty trong cha yéu trong viéc cau thanh chi phi san xuat san pham
cua Cong ty. Viéc ting gia cac yéu té dau vao nay da cé nhitng anh husng khong
nho dén tinh hinh san xuat kinh doanh caa Céng ty. Viéc gia ca caa cac yéu té dau
vao tang s& lam tang chi phi san xuat cta Cong ty, doi gia thanh san pham Ién cao.
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Diéu nay truc tiép 1am giam ning lyc canh tranh cling nhu hiéu qua san xuat kinh
doanh caa doanh nghiép.

Ngoai ra, ciing do anh huéng cua tinh hinh lam phat ting cao cua nén kinh té
trong nude cling nhu anh hudng tir tinh trang khung hoang cua nén kinh té thé gisi
ma trong vai ndm trd lai day, 1ai suat vay vén tir c&c ngan hang luén & muc cao,
cac ngan hang that chat viéc cho vay vén trung va dai han 1am cho chi phi i vay
cua doanh nghiép tang 1én va cling gay ra khong it kho khan cho doanh nghiép
trong viéc tiép can voi cac ngudn vén vay dé phuc vu cong tac san xuat kinh
doanh.

Viéc ching ta chinh thac tro thanh thanh vién cua to chac kinh té thé gidi
WTO da mang lai cho cac doanh nghiép khéng chi nhitng co héi ma con la ca
nhitng thach thac 16n lao. Di thir canh tranh cia Cong ty s& khdng chi ding lai 1a
cac doanh nghiép trong nudc ma con la canh tranh véi cac doanh nghiép trong linh
vuc xay dyung va san xuat vat liéu xay dung cia cac nuéc khac trong khu vuc véi
loi thé vé tai chinh, kinh nghiém ciing nhu uy tin thuong hiéu dac biét 1a cac doanh
nghiép caa Trung Qudc, Théi Lan.

Véi mot doi ngii dong dao lao dong tré tudi ciing khién cho Céng ty gap
phai mot s6 van dé kho khan trong viéc quan ly s6 lao dong tré nay, dac biét 1a viec
gido duc y thuc trach nhiém, viéc chap hanh ky luat lao dong, ndi quy Cong ty.

2.2. Thuc trang cong tac quan tri ngudn nhan luc tai Cong ty co6 phan bé tong
Vinaconex Phan Vii.

2.2.1. Muc dich, y nghia ciia viéc tim hiéu cong tac quan tri nguén nhan lyc tai
Cong ty co6 phan bé tong Vinaconex Phan Vii.

2.2.1.1. Muc dich.

- Kiém tra tinh hinh thuc hién cac chinh sach ddi véi nguoi lao dong theo
quy dinh cta phéap luat Nha nudc.

- Tim hiéu co cau lao dong tai Cong ty thé hién thong qua co cau vé gidi
tinh, vé trinh d6 hoc van - tay nghé, vé do tudi.
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- Nghién ciru thuce trang ¢ong tac quan Iy va st dung lao dong tai Cong ty cb
phan bé tong Vinaconex Phan Vi, thdy dugc nhitng mit da dat duoc va nhitng mat
con han ché.

- Pua ra mot s6 bién phap nham hoan thién, nang cao hiéu qua cong tac
quan ly va sir dung lao dong, nham nang cao hiéu qua san xuat kinh doanh cua
Cong ty.
2.1.1.2. Y nghia.

Péi véi Cong ty co phan bé tdng Vinaconex Phan Vii th ngudn luc con
nguoi ludn 14 yéu té dau vao quan trong nhat, cd vai tro quyét dinh dén sy ton tai
va phét trién ciaa Cong ty bén canh cac yéu té vbn va khoa hoc cong nghé. Viéc
dau tu phat trién nguon nhan luc vé ca vé chat luong va sé luong 1a mot sy dau tu
chién lugc, “khén ngoan”, nham tao ra loi thé canh tranh vuot troi so voi cac doi
thu ctia minh. Do d6, viéc nghién ctiu va tim hiéu vé cong tac quan ly va sir dung
lao dong c6 y nghia hét sic quan trong, gitp Cong ty c6 phan bé tdng Vinaconex
Phan Vi nhan ra diém manh dé phat huy hon nira ciing nhu thay duoc nhiing diém
han ché can phai duoc thay d6i. T viéc thay duoc nhitng mat han ché do, Cong ty
s& tim kiém va dua ra cac bién phap dé khac phuc nhitng han ché, thiéu sét trong
cong tac quan ly va sir dung lao dong dé ngay cang dem lai hiéu qua cao hon trong
cong tac san xuat kinh doanh.

2.2.2. Pic diém caa lao ddng trong Cong ty.
2.2.2.1. S6 lwong lao dong.
Bdng 2.2: Sé lwgng lao déng ciia Céng ty trong nam 2009 va 2010.

Don vi: Nguoi
.A Chénh léch
Chi tiéu Nim 2009 | Nim 2010 :

+/- %
Téng s6 lao dong 445 477 32 7.2
Trong do:
+ Tuyén dung moi 37 62 25 67.6
+ Nghi huu 0 0 0
+ Cham dut hop dong lao dong 24 30 6 25

Nguon: Phong té chizc hanh chinh
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Qua bang s6 liéu trén ta thay sb luong lao dong ciia Cong ty co phan bé tdng
Vinaconex Phan Vii trong nam 2010 1a 477 ngudi, tang 1én so v&1 nam 2009 1a 32
ngudi, tuong duong véi ty 1é ting 1a 7.2%. S6 luong lao dong cia Cong ty nim
2010 tang 1én so v6i ndm 2009 13 do nhu cau vé lao dong dé phuc vu viéc mé rong
san xuat, dap ung cac hop dong da ky véi dbi tac cho nén trong nim 2010 Cong ty
c6 nhu cau tuyén dung thém 62 lao dong, ting 67.6% so v&i nhu cau tuyén dung
trong nim 2009. Ngoai ra, trong nam 2010 Cong ty quyét dinh cham dut hop dong
lao dong véi 30 nguoi, tang 25% so vai nam 2009.
2.2.2.2. Co ciu ngudn nhan luc.

% Co cdu nguon nhan luc theo tinh chdt cong viéc.
Bdng 2.3: Bang co cdu nguén nhan lgc theo tinh chdt céng viéc.
Pon vi tinh: Sélirong (Nguoi), ty trong (%)

_ Nam 2009 Nam 2010 Chénh léch

Noi dung - z
Solwong | Tytrong | Solwgng | Ty trong +/- %
Lao dong gian tiép 80 18 83 17.4 3 3.8
Lao dong truc tiép 365 82 394 82.6 29 7.9
Tong 445 100 AT7 100 32 7.2

Nguaon: Phong té chizc hanh chinh

Qua bang s liéu trén ta thay:

Luc luong lao dong gian tiép trong Cong ty chiém ty Ié kha nho, bao gom
cac can bo quan ly, can bo ky thuat, cac can bd chuyén mén nghiép vu tai cac
phong ban va bo phan phuc vu nhu: y té, cap dudng, lao cong. Nam 2009, sé lao
dong gian tiép cia Cong ty co 80 ngudi, chiém ty 1é 18% trong tong s6 can bo
cong nhan vién cua toan Cong ty. Nam 2010, luc luong lao dong gian tiép ting lén
1a 83 ngudi, chiém 17.4% tong sé can bo cdng nhan vién cua toan Cong ty. Xét vé
sb tuyét d6i thi sé luong lao dong gian tiép nam 2010 ting 3 ngudi SO VSi nim
2009 nhung vé ty trong thi giam tir 18% niam 2009 xudng con 17.4% trong nim
2010.

Luc lwong lao dong truc tiép cua Cong ty 1a nhitng cng nhan truc tiép san
Xuat tao ra san pham, ho 1am viéc tai cac xudng san xuat sé 1, xudng san Xuat sé 2
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va xudng tron. Tai cac phan xuong thi luc lugng lao dong truc tiép nay lai duoc
chia ra thanh cac t6 d6i nhu t6 han, to xay dung, to bé tong,... Pay 1a luc luong
chiém sb luong dong dao trong Cong ty. Nam 2009, s6 luong lao dong truc tiép
cua Cong ty 1a 365 ngudi,chiém ty 1& 82%. Nam 2010, sé lao dong nay ting 1én 1a
394 nguoi, chiém ty & 82.6%. Nhu vay, qua hai nam 2009 va 2010, khéi lao dong
truc tiép tang 1én ca vé sb luong lan ty trong.

Nhin chung tinh hinh st dung lao dong tai Cong ty c6 phan bé téng
Vinaconex Phan Vi 1a twong ddi hop Iy va phi hop véi dic diém cua linh vuc san
xuat kinh doanh cua Cong ty. Véi diac thu 1a mot doanh nghiép san xuét nén ty
trong lao dong truc tiép chiém phan 16n 1a diéu dé hiéu.

% Co cdu nguon nhan luc theo gidi tinh.
Bdng 2.4: Bdng co cdu nguén nhan lec theo gidi tinh.
Pon vi tinh: Sélirong (Nguoi), ty trong (%)

. Niim 2009 Nim 2010 Chénh léch
Chi tiéu . -
Solwgng | Tytrong | Solwong | Ty trong +/- %
Lao dong nam 411 92.4 438 91.8 27 6.6
Lao dong ni 34 7.6 39 8.2 5 14.7
Tong 445 100 477 100 32 7.2

Nguon: Phong té chic hanh chinh

Qua bang sb liéu trén ta thay, tong sé lao dong nit cua doanh nghiép chiém
ty 1¢ kha nho. Nam 2009, sé lao dong nir ciia toan Cong ty 1a 34 nguoi, chiém ty 16
7.6%. Nam 2010, s6 lao dong nir cua tiang 1én 1a 39 ngudi, chiém 8.2% tong sé
can bo cong nhan vién. Sb lao dong nir ciia doanh nghiép tap trung chi yéu & bo
phan vin phong nhu: phong hanh chinh tong hop, phong ké toan tai chinh hay bo
phan phuc vu nhu: bo phan cap dudng, lao cong, ...

Luc lwong lao dong nam gigi trong Cong ty ludn chiém ty I& cao so vai nix
gioi. Nam 2009, toan Cong ty c6 411 lao dong nam, chiém ty trong 92.4% lam
viéc tai cac phan xuong va khdi hanh chinh van phong. Sang nam 2010, s lao
dong nam gidi tang 1én 1a 438 nguoi, thic 1a tang 1€n 6.6% so voi nam 2009.
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Su phan cong lao dong nay la tuwong ddi hop 1i vi dic thu caa Coéng ty la
Cong ty xay lap cac cdng trinh vai tinh chat céng viéc phuc tap, nang nhoc nén doi
hoi phai c6 mot stc khoe nhit dinh cho nén lao dong nam trong Cong ty chiém sé
lurong déng dao la hoan toan hop ly.
% Co cdu nguon nhan lue theo dj tuéi.
Bdng 2.5: Bdng co cdu nguon nhan lue theo dj tuéi .
Pon vi tinh: Sé lwong (Nguoi), ty trong (%)

L Nim 2009 Nim 2010 Chénh léch
Dy ol Sélwong | Tytrong | Solwong | Tytrong | +/- %
Tir 18 dén 30 247 55.5 275 57.7 28 11.3
Tir 31 dén 45 191 42.9 195 40.9 4 2.1
Trén 45 7 1.6 7 1.4 0 0
Téng 445 100 477 100 32 7.2

Ngusn: Phong té chic hanh chinh

Qua bang so liéu trén cho thay nhin chung luc luong lao dong cia Cong ty
c6 phan bé tong Vinaconex Phan Vii c6 d6 tudi twong ddi tré, tap trung cha yéu o
do tuoi tir 18 dén 30 tuoi.

S6 lao dong co do tudi tir 18 dén 30 tudi nam 2009 1a 247 ngudi, chiém
55.5%. Nam 2010, s6 luong lao dong trong dé tudi nay 1a 275 nguoi, chiém ty 1é
57.7%. Luc luong lao dong cta Cong ty coO su “tré hda” qua cac nam. Nam 2010,
s6 lugng lao dong c6 do tudi tir 18 dén 30 tudi tang 11.3% so véi nam 2009. Trong
khi d6, tong s6 can bo cong nhan vién trong Cong ty ndm 2010 chi ting 7.2% so
v6i ndm 2009. Pay 1a d6 tudi co sic khoe déo dai, sung man cé thé dap tng tot
nhitng yéu cau cua cdng viéc. Hon nita, doi ngii lao dong tré 1a nhitng nguoi co
kha ning tiép nhan nhiing thay d6i ciia méi trudng mot cach nhanh chéng, sén
sang thich nghi véi yéu cau phat trién caa to chic. Tuy nhién, s6 lugng dong dao
cua luc luong lao dong tré nhu vay ciing dat ra cho doanh nghiép mot sé van dé
can quan tam dic biét, nhat 1a cong tac quan ly, gido duc y thuc trach nhiém, ky
luat lao dong.
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Nim 2010 Cong ty c6 195 lao dong trong do tudi tir 31 dén 45 tudi, chiém ty
1& 40.9%. So voi ndam 2009 thi sb lwong lao dong trong do tudi ndy cua Cong ty
nam 2010 ting 4 ngudi nhung vé ty trong thi giam tir 42.9% (nam 2009) xudng
con 40.9% (nam 2010). Lyuc lugng lao dong trong do tudi nay van c6 kha ning lao
dong tuong ddi tt, ¢ kinh nghiém 1au ndm trong san xuat kinh doanh. DBdng thoi
day ciing 1a d6 tudi tap trung nhiéu lao dong cd bac nghé cao, 1a nhiing nguoi
thanh thao cong viéc.

Do tudi lao dong trén 45 tudi chiém ty 18 kha nho (ndm 2009 chiém ty I¢
1.6%, nam 2010 chiém ty 1& 1.4%). Do tudi lao dong nay chi yéu bao gdm nhirng
lanh dao cha chét cua Cong ty va truang cac phong ban nghiép vu. Uu thé caa ho
la c6 nhiéu kinh nghiém trong cong tac quan ly, diéu hanh doanh nghiép. Ho 1a
nhitng ngudi d c6 mbi quan hé 1au dai véi cac ddi tac, khach hang cling nhu cac
nha cung ung cua doanh nghiép. Trong twong lai, doi ngil ndy van dong vai trd
quan trong, khong thé thiéu. Tuy nhién, doi ngii lao dong nay cd mot sé han ché
ma mat han ché 16n nhat trong s d6 1a kha ning thich Gmg, thay do6i khi c6 sy thay
do6i tir moi truong bén ngoai 1a chua that sy nhanh chéng nhat 13 khi dimg trudc su
thay d6i ciia khoa hoc k§ thuat.
2.2.2.3. Chat lweng ngudn nhan lyc.

% Trinh dj hoc van cua lwe lwong lao dong trong CONg ty.
Bdng 2.6: Trinh d¢ hoc van cua lwe lwong lao dong.
Pon vi tinh: Sélwong (Nguroi), ty trong (%)

y y Chénh
Trinh d$ hoc van Nam 2009 Nam 2010 léch
S6lwong | Tytrong | Sélweng | Tytrong | +/- | %
Dbai hoc va trén Dai hoc 43 9.7 44 9.2 1 2.3
Cao dang 36 8.1 38 8.0 2 | 56
Trung cip 102 22.9 117 24.5 15 | 14.7
Cong nhan ky thuat 194 43.6 206 43.2 12 | 6.2
Lao dong pho thong 70 15.7 72 15.1 2 | 29
Téng 445 100 477 100 32| 7.2

Nguon: Phong té chic hanh chinh
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Biéu dé 2.1: Co céu lao dong theo trinh dg hoc van.

Nam 2009 Nam 2010

-~

B Pai hoc va trén Pai hoc

B Pai hgc va trén Dai hoc ® Cao déng
H Cao déng Trung cép

Trung cap . N .
® Congnhan ky thuat ¥ Congnhan ky thuat
B Lao dong pho thong ¥ Lao dong pho thong

Qua bang s liéu trén ta thay, trong nam 2009, s6 luong lao dong co trinh d6
dai hoc va trén dai hoc trong Cong ty 1a 43 ngudi, chiém ty trong 9.7%. Pén nim
2010, con sb nay ting 1én 1a 44 nguoi, tic 1a tang 2.3% so v4i nam 2009. S6 lugng
lao dong co trinh do cao dang nim 2010 14 38 ngudi, ting 5.6% so v4i nam 2009.
Luc luong lao dong co trinh do dai hoc va trén dai hoc, cao dang chu yéu la luc
luong lao dong gian tiép (can bo quan ly, ky su ki thuat, can b chuyén mén
nghiép vu). Chét luong cua doi ngii lao dong nay dugc nang cao s& dem lai nhiéu
hiéu qua trong cdng tac quan 1y, diéu hanh Céng ty. Tuy nhién, ta thiy sé luong
lao dong c6 trinh do dai hoc, trén dai hoc va cao dang giira cac nim c6 it su chénh
léch (nam 2010 s luong lao dong c6 trinh do dai hoc chi ting 1 ngudi, s6 luong
lao dong co trinh d6 cao dang ciling chi ting 2 ngudi SO véi nam 2009). C6 sy
chénh léch nhu vay 1a do trong nam 2010, Cong ty di tuyén dung duoc 2 lao dong
c6 trinh dai hoc va 1 nhan vién da hoan thanh khoa hoc lién thong 1én hé cao dang.

Luc luong lao dong chiu trach nhiém tryc tiép san xuat tai cdc phan xudng
phan 16n 14 lao dong c6 trinh d6 trung cap va céng nhan ky thuat, da dugc dao tao
nghé tuong d6i tot. Nam 2009, Cong ty ¢ 194 lao dong la cdng nhan k¥ thuat, 102
lao dong c6 trinh d6 trung cip, lan luot chiém ty trong 1a 43.6% va 22.9% . Nam
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2010, sé lwong cong nhan ky thuat ting 1én 1a 206 ngudi, twong duong vai ty 18
ting 6.2% so v&i nam 2009, sé luong lao dong co trinh d6 trung cip tang tir 102
nguoi vao nam 2009 1€n 117 ngudi vao nam 2010, tic 1a tang 14.7%.

Nim 2009, Cong ty c¢6 70 lao dong phd thong, chiém ty 18 15.7%. Pén nam
2010, s6 lao dong nay ting 1én 72 ngudi nhung chi chiém 15.1%. Nhu vay ty trong
cua lyc luong lao dong phéd théng trong Cong ty dang c¢d xu hudng giam qua céc
nam. Tuy nhién, ty trong cua khdi lao dong phd thong trong nim 2010 van con
tuong d6i cao (15.1%) vi vay trong thoi gian téi, Cong ty can quan tam tién hanh
dao tao tay nghé cho luc luong lao dong nay dé cé thé dap tmg duoc nhitng yéu
cau caa cong viéc.

Nhin chung, chat luong cia doi ngii lao dong cua Cong ty co phan bé tong
Vinaconex Phan Vii twong ddi tét, phan 16n luc luong lao dong trong Cong ty déu
la nhiing lao dong co trinh d9, da qua dao tao va chat luong cua doi ngii lao dong
nay ngay cang dugc nang cao.

% Trinh dj tay nghé ciia dji ngii lao déng truc tiép trong Cong ty.

Bdng 2.7: Trinh d¢ tay nghé ciia dji ngii lao dong truc tiép.
Pon vi tinh: S6 lwong (Nguoi), ty trong (%)

Bic thy Niim 2009 Niim 2010 C.?iﬂh
S6lwong | Tytrong | Sélweng | Tytrong | +/- | %
- Lao dong pho thdng 58 15.9 56 14.2 2 | -34
-Bac 2 93 25.6 118 29.9 25 | 26.9
-Bac 3 183 50.1 188 47.8 5 | 2.7
- Bac 4 25 6.8 26 6.6 1 4
-Bac5 6 1.6 6 1.5 0 0
-Bac 6 0 0 0 0 0
-Bac 7 0 0 0 0 0
Tong 365 100 394 100 29 | 7.9

Nguon: Phong té chizc hanh chinh
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Biéu db 2.2: Trinh dé tay nghé ciia ddi ngii lao dong truc tiép.

Nam 2009 Nam 2010
6.8% 1.6% 15.9% 6.6% 1.5% 14.2%
= LDPT mLDPT
m Bac?2 EBac 2
Bac3 Bic 3
m Bac4 mBac 4
= Bac mBic 5

Nhin chung, chat luong cua doi ngil lao dong truc tiép tai Cong ty co phan
bé tong Vinaconex Phan Vil tuong ddi tot, phan 16n lao dong déu 1a nhiing lao
dong co trinh d6 va di dugc qua dio tao vé tay nghé tai cac trudng trung cap
chuyén nghiép, trung hoc chuyén nghiép.

S6 lao dong pho thong nam 2009 1a 58 ngudi, chiém ty trong 15.9%. Dén
nam 2010 sb lao dong pho thdng giam di 2 nguoi, twong duong voi ty 1& giam
3.4%. Mic du s lao dong phd théng c6 giam qua 2 nim nhung ta nhan thay ty 18
giam nay con cham gitra cac nam.

Nam 2009, s6 luong lao dong truc tiép co trinh d6 bac 2 1a 93 ngudi, chiém
25.6% trong tong s6 lao dong truc tiép cta Cong ty. Pén nim 2010, s6 luong lao
dong bac 2 ting 1én 1a 118 ngudi, tirc 13 ting 26.9% S0 v4i nam 2009 va chiém ty
I& twong duong 29.9%. S lugng lao dong bac 2 ting 1én trong nam 2010 chi yéu
1a do trong ndm 2010 Cong ty da tuyén dung thém dugc mot s6 lao dong co bac
tho nay.

Luc luong lao dong truc tiép ctia Cong ty cha yéu I1a nhitng lao dong co bac
3. Nam 2009 s6 lugng lao dong bac 3 1a 183 nguoi, chiém ty trong 50.1%. Dén
nam 2010, s6 lao dong bac nay ting 1én 1a 188 ngudi, chiém ty trong 47.8%. Ta
nhan thdy, mic di sé luong ting nhung xét vé mit ty trong thi ty trong cua lao

dong bac 3 trong nam 2010 lai giam di so vai nam 2009.
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S6 lao dong tryuc tiép cd bac nghé cao (bac 4,5,6,7) van con chiém ty 1¢ kha
khiém tén. Nam 2009, sb lao dong bac 4 chi chiém 6.8% va bac 5 chiém 1.6%.
Con nam 2010 s luong lao dong bac 4 va 5 lan luot chiém ty trong 1a 6.6% va
1.5% trong tong s 394 lao dong truc tiép. Vi vay, trong thoi gian toi Cong ty can
quan tdm hon nita dén van dé dao tao nang cao bac nghé ciing nhu quan tim dén
cong tac tuyén dung dé co thé nang cao ty 18 cua nhitng lao dong bac cao.

2.2.3. Thuc trang cong tac sir dung ngudn nhan luc tai Cong ty cé phan bé
tong Vinaconex Phan Vil.
2.2.3.1. Hoach dinh ngudn nhan lc.

Hang nim, dua trén ké hoach san xuit kinh doanh dugc giao, cac phong ban
chuyén mén nghiép vu va cac phan xuéng san xuat tién hanh théng ké danh séach
nhitng yéu cau can thiét vé nhan luc dé co thé hoan thanh nhiém vy dugc giao. Sau
d6, phong to chac hanh chinh tién hanh kiém tra tinh hop Iy, mac d6 can thiét cua
viéc dap tng cac yéu cau nhan lyc tir cac bo phan nay rdi trinh 1én Ban giam ddc
quyét dinh phé duyeét.

Cong tac hoach dinh nguon nhan luc dugc phong té chiic hanh chinh cua
Cong ty cb phan bé tong Vinaconex Phan Vil thuc hién theo trinh ty cac budc sau:

- Buéc 1: D bao nhu cau vé nguén nhan luc va khd ning cung ing
nguén nhan luc ciia Cong ty.

Phong t6 chirc hanh chinh tién hanh dy b4o nhu cau vé nhan luc cua Cong ty
trong nam sau bang viéc dya trén cac thdng tin vé ké hoach san xuat kinh doanh
cling nhu nhitng thdng tin tir viéc danh gia sé lwong va chat luong cua doi ngii lao
dong hién co so véi yéu cau dé co thé hoan thanh tét ké hoach san xuat kinh doanh.

- Bwéc 2: Ldp ké hogch vé nguén nhan luc.

Dua trén nhiing thong tin thu duogc tir budc trén, phong to chic hanh chinh
tién hanh dua ra cac ké hoach, quyét dinh lién quan dén viéc tuyén dung, sa thai
hay dao tao lao dong dé 1am sao c6 thé dap ang tét nhat nhitng yéu cau cua ké
hoach san xuét kinh doanh caa nam sau.
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Sau khi dé ra cac ké hoach dé dap tng nhitng yéu cau cua tinh hinh san xuat
kinh doanh trong nim sau, phong to chicc hanh chinh cé trach nhiém trinh Ién
Giam dbc Cong ty dé xem xét va phé duyét.

- Bwéc 3: Thuec hién cac ké hoach da dwoe Gidm déc Cong ty phé duyét.

Trén co so nhiing ké hoach da duoc Giam ddc Cong ty quyét dinh phé duyét
dé thyc hién, phong to chizc hanh chinh két hop cing cac phong ban va cac don vi
khéc c6 lién quan tién hanh trién khai ké hoach bang cac chuong trinh hanh dong
cu thé nhu t6 chuc tuyén dung thém lao dong, cir can bo di hoc hay to chire céc 1op
dao tao tai chd nham nang cao trinh do tay nghé ciing nhu chuyén mén nghiép vu
dé 1am sao c6 thé dap ng tot nhat nhitng yéu cau caa cong viéc trong tuong lai.

- Buwéc 4: Kiém tra, dinh gid két qud thuc hign,

Trong qua trinh thyc hién cac bién phap, chinh sach da duoc Giam déc Cong
ty phé duyét, phong t6 chirc hanh chinh va cac phong ban, don vi ¢d lién quan s&
c6 trach nhiém trong viéc thuong xuyén kiém tra, danh gia hiéu qua mang lai tir
viéc thuc hién cac bién phap d6 dé tir d6 thay duoc nhiing thiéu sot, han ché con
ton tai dé kip thoi diéu chinh cho pht hop véi tinh hinh thuc té caa Cong ty.

Nhin chung, cdng tac hoach dinh ngudn nhan luc da dugc Cong ty quan tam,
chi trong khi Cong ty da xdy dung duoc cac bude co ban dé thuc hién tién trinh
nay. Tuy nhién, van con c6 mot sé han ché con ton tai can dugc khic phuc trong
thoi gian téi dé cong tac hoach dinh ngudn nhan luc cua Cong ty mang lai hiéu qua
cao hon nhu viéc du bdo nhu cau ngudn nhan lec van con mang tinh chu quan,
Cong ty van chua xay dung duoc mot ké hoach vé ngudn nhan lyc mang tinh dai
han ma hién nay méi chi 1a ké hoach ngan han cho ting nam,...
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2.2.3.2. Cong tac tuyén dung
< Quy trinh tuyén dung lao déng ciia CoNg ty.
So dé 2.2: Quy trinh tuyén dung.

Xéc dinh nhu cau tuyén dung

Lap ké hoach tuyén dung

A 4

Tiép nhan ho so

Phan cong lao dong

v

Thanh 1ap hoi dong tuyén dung T
v : Ky hop dong chinh thirc
Phong van Y

Théng béo va ky hop dong

v

thur viéc

Nguén: Phong té chic hanh chinh

- Buwéc 1: Xdc dinh nhu cdu tuyén dung.

Hang nam cin ctr VAo Y8u cau cta cdng tac san xuat kinh doanh, cac truéng
phong nghiép vu, truéng cac don vi, phan xudng san xuat tu can ddi nhan luc so
véi nhiém vu san xuat kinh doanh duoc giao dé xem xét, danh gia chat luong, nang
lyc CBCNV don vi do minh quan 1y, dé xuat viéc sa thai hay tuyén dung thém lao
dong dé dap (ing yéu cau caa cong viéc.

Truéng cac bo phan, phong ban, phan xudng san xuat tap hop nhu cau nhan
su & cac bo phan tryc thuoc vao phiéu dang ky nhu cau tuyén dung roi chuyén qua
phong t6 chtc hanh chinh. Phong té chic hanh chinh ¢6 trach nhiém trong viéc xéac
dinh, danh gia lai nhu cau tuyén dung cua cac phong ban, bo phan vé sb luong, yéu
cau dé phuc vu cho cong viéc. Sau d6 thdng nhat nhu cau tuyén dung va trinh 1én
Giam dbc quyét dinh.
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Bdng 2.8: Nhu cdu tuyén dung lao déng trong nam 2009 va 2010.
Pon vi tinh: S6 lwong (Nguoi)

3 2 Chénh léch
STT Nhu cau tuyen dung Nam 2009 Nam 2010 .
+/- %

1 Giam sat thi cong 1 0 -1 -100
2 Nhan vién kinh doanh 0 1
3 Nhan vién ky thuat 2 3 1 50
4 Ké toan vién 1 2 1 100
5 Tho han 10 20 10 100
6 Tho copha 11 14 3 27.3
7 Tho dién 3 2 -1 -33.3
8 Tho xay dung 6 15 9 150
9 Lai may cau 1 2 1 100
10 Lai xe 1 0
11 Lao cbng 1 2 1 100

Tong 37 62 25 67.6

Nguén: Phong té chic hanh chinh

Niam 2010 do nhu cau mé rong san xuat kinh doanh ciing nhu dé dap tng
cac hop dong da ky, Cong ty c6 nhu cau tuyén dung 62 lao dong, ting 67.6% so
véi nhu cau tuyén dung lao dong trong ndm 2009. Nhu cau tuyén dung lao dong
tap trung chit yéu ¢ cac bo phan tryc tiép san xuat. Nam 2009 nhu cau tuyén dung
lao dong san xuat truc tiép chiém 83.8%, nim 2010 chiém dén 85.5% trong tong sb
lao dong ma Coéng ty ¢6 nhu cau tuyén dung cho tat ca cac phong ban, bo phan.
Diéu nay chuing to bo may quan ly cia Cong ty hoat dong ngay cang cé hiéu qua,
khi ma ty trong caa khéi lao dong truc tiép c6 xu hudng ngdy cang ting l1én va
chiém ty trong 16n hon so véi khéi lao dong gian tiép.

- Buwéc 2: Ldp ké hoach tuyén dung.

Sau khi duge Giam doc phé duyét, phong to chtc hanh chinh 18n ké hoach
tuyén dung chi tiét bao gom:

+ Sb luwong va diéu kién tuyén dung cho ting cong viéc.

+ Thoi gian tiép nhan ho so tuyén dung.
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+ Du kién thanh phan tham gia phong van.

+ Du kién thoi gian phong van.

+ Trinh Giam dc phé duyét ké hoach tuyén dung.

- Bwoc 3: Tiép nhdn hé so.

Dua trén ké hoach da duoc Giam dbc cong ty phé duyét, phong té chirc hanh
chinh s& dang thong bao tuyén dung lao dong trén bang tin ngay cong Coéng ty.

Ho so gom co: don xin viée; so yéu Iy lich; bang tét nghiép dai hoc, cao
dang, trung cip chuyén nghiép, céc chiing chi khac ¢ lién quan, ban sao giy khai
sinh, gidy chang nhan suc khoe,. ...

Phong hanh chinh tdng hop c6 trach nhiém tiép nhan hd so, sau d6 tién hanh
phan loai ho so, huéng dan ang vién vé quy trinh tuyén dung tai Cong ty.

- Bwéc 4: Thanh Idp hgi dong tuyén dung.

TUy vao ting chac vu, vi tri ma doanh nghiép tuyén dung ma hoi dong
tuyén dung co thé bao gom: Giam déc Cong ty, Pho Giam doc Cong ty, phong to
chuc hanh chinh, cac phong nghiép vu co lién quan.

- Bwgc 5: Phéng vin.

Sau khi thu thap va phan loai hd so, phong hanh chinh tong hop théng bao
véi ban Giam déc va hoi déng tuyén dung nhitng hd so dat yéu cau, sau do tién
hanh phong van cac uang vién.

- Buwgc 6: Thong bao va ky hop dong lao déng thir viéc.

Két qua phong van s& duoc thdng bao téi nhitng (g vién tring tuyén cham
nhat 1a 20 ngay keé tir ngay to chirc phong van.

Péi vai nhitng ng vién tring tuyén s& duoc Cong ty moi ky két hop dong
lao dong thir viéc. Muc luong ma g vién dugc hudng trong thoi gian thir viéc
duoc tinh bang 70% mic luong cap bac cua cong viée do.

Thoi gian thir viéc dbi véi lao dong gian tiép 1a 2 thang.

Thoi gian thir viéc dbi véi lao dong truc tiép 1a 1 thang.
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- Buwéc 7: Ky hop déong lao dpng chinh thiic,

Déi vai nhitng ng vién hoan thanh tt nhiém vu duoc giao trong thoi gian
thir viéc, sé duoc Cong ty moi ky hop dong dai han. TUy timg truong hop Gng vién
1a lao dong truc tiép hay gian tiép va do tudi cua lao dong ma Coéng ty quyét dinh
ky hop dong c6 thoi han dudi 1 nim hay c6 thdi han tir 1 dén 3 nam.

- Buoc 8: Phdn cong lao dong.

Phong to chirc hanh chinh hoic to trudng cac don vi san xuat quyét dinh
trinh Giam ddc Cong ty diéu dong chinh thirc nguoi lao dong theo yéu cau tuyén
dung.

% Céac nguén tuyén dung lao déng.

Hién nay cong ty dang ap dung ca 2 ngudn tuyén dung la nguon bén ngoai
va nguon tuyén noi bo.

Ngudn noi bo bao gom chi yéu 1a tir sy gidi thiéu cua cac can bo cong nhan
vién dang lam viéc tai doanh nghiép. Khi co su giai thiéu tir can b cong nhén vién
trong doanh nghiép, Cong ty tién hanh lya chon nhimg ngudi c6 trinh d6 chuyén
mon, duge dao tao qua cac chuyén nganh phi hop véi cac vi tri can tuyén dé quyét
dinh tuyén dung. Pay ciing 1a mét hinh thirc quan tam dén loi ich cua cac can b
cong nhéan vién.

Ngudn tuyén dung bén ngoai bao gom sinh vién tét nghiép cac trudng trung
cép, cao dang, dai hoc, lao dong ty do tai dia phwong noi nha may dang hoat dong.

Trong hai nguon tuyén dung trén thi Cong ty thuong uu tién tuyén dung con
em cua cac can bd cong nhan vién dang lam viéc tai doanh nghiép khi Cong ty co
nhu cau tuyén dung thém lao dong.

Do pham vi tuyén dung hep, phan 16n vu tién con em can bd cong nhan vién
trong Cong ty cho nén diéu d6 da phan nao cé anh hudng dén viéc thu huat nhitng
lao dong co trinh do chuyén mén, tay nghé gioi dén lam viéc tai doanh nghiép.
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Bdng 2.9: Tinh hinh tuyén dung lao déng trong 2 niam 2009-2010.

Pon vi tinh: S6 lwong (Nguoi)

A Niam 2009 Niam 2010
TT hi . A = . ~ =
S Chitieu N§i bo | Bén ngoai | Noi by | Bén ngoai
1 | Sé lwong &g vién dy tuyén 24 26 43 37
2 | S6 lugng wng Vién tring tuyén 20 17 40 22
3 So lu’c_rrlg ung vién trung tuyén bo viéc 8 4 16 4
sau 1 nam
Trong do:
- Bi sa thai 4 2 11 2
- Tu y nghi viéc 4 2 5 2
4 \S;,ic;(l:uqng ung vién hoan thanh tot cong 12 13 24 18

Nguon: Phong té chizc hanh chinh

Nam 2010, dé dap tng nhu cau cta viéc md rong san xuat kinh doanh nén
Cong ty c6 nhu cau tuyén dung thém 62 lao dong & cac Vi tri, ting 67.6% so VOi
nhu cau lao dong trong nam 2009. Tuy nhién, ta nhan thay sb luong cac tng vién
dén du tuyén khdng nhiéu. Nam 2009 nhu cau tuyén dung 1a 37 ngudi, nhung chi
c6 50 ung vién dy tuyén. Nhu vay ty 18 s6 ho so ung tuyén so véi nhu cau tuyén
dung chi 14 1.35 lan. Nam 2010 ty 18 nay giam di chi con 1.29 lan. Ty & nay tuong
d6i thap va la nguyén nhan truc tiép 1am anh huong dén chét luong caa doi ngii lao
dong cua Cong ty . Ty 18 tng vién tir nguon ndi bo trang tuyén ludn chiém ty 1¢ ap
da0 so voi cac tng Vién tir ngudén bén ngoai, nam 2009 sb wng Vién tir nguon noi
bo tring tuyén 1a 20 nguoi trong tong sé 37 nguoi tring tuyén, con nam 2010 con
s6 nay 1a 40 trén 62 ngudi tring tuyén. Piéu nay 1a do Cong ty ludn wu tién cho
ngudn tuyén dung ndi bo, quy trinh tuyén dung con nhiéu bat cap va tiéu cuc. Hau
qua 1a s6 lwong cac ng Vvién bo viée sau 1 nam ludn cé xu hudng tang 1én, dac biét
la s6 lao dong bi sa thai do vi pham noi quy Cong ty ciing nhu khong hoan thanh
t6t cong viéc duoc giao ludn chiém ty 1& khéng nho. Nam 2009 ty Ié ang vién noi
bo bi sa thai chiém 20%, nam 2010 co s6 niy tang 1én 1a 27.5%.

Nhin chung, cong tac tuyén dung nhan su tai Cong ty c6 phan bé tong
Vinaconex Phan Vii con boc 16 nhiéu han ché. Phuong phap phong van ma Cong
ty dang ap dung trong tuyén dung khdng thé phan anh dugc hét niang luc thyc té
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cua cac tng vién, qua trinh phong van ciing con nhiéu biéu hién thiéu céng bang.
Ngoai ra, do Cong ty uu tién ngudn tuyén dung noi bo ciing thong tin tuyén dung
khéng dugc dang tai rong rai khién cho sb luong hd so xin tng tuyén khdng nhiéu
nén anh hudng dén hiéu qua cua cong tac tuyén dung nhan sy cua Céng ty.

2.2.3.3. Phan cong lao dong.

Tinh hinh phan cong lao dong tai Cong ty c6 phan bé tdng Vinaconex Phan
Vii dugc thé hién qua bang sau:
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Bdng 2.10: Tinh hinh phdn cong lao dong nam 2010.
Don vi tinh: Nguoi

S Gidi tinh Trinh do
STT Bd phan lwong Nam Nic | PHvatréenPH| CP [ TC | CNKT | LPPT
1 - Ban giam ddc 4 3 1 3 1
2 - Phong to chirc hanh chinh 15 3 12 4 4 3 4
3 - Phong kinh doanh 7 5 2 5 2
4 - Phong KCS 8 8 8
5 - Phong k§ thuat 8 7 1 6 2
6 - Phong tai chinh ké toan 6 6 4 2
7 Xwéng san xuit sé 1 161 154 7 5 16 33 83 24
- Quan dbc 1 1 1
- Ké toan vién 2 2 1 1
- Ky thuat 6 6 3 1 2
- TH xay dung 23 23 10 13
- T6 gia cong van khuén 31 31 6 18 7
- T6 co khi 30 30 9 7 14
- T vé sinh khuén 7 7 1 6
-Té dién 9 9 6 3
- T6 bé tong 47 47 5 30 12
- T lao cong 5 5 5
8 Xwéng san xuét sé 2 187 181 6 6 6 53 81 41
- Quan dbc 1 1 1
- Ké toan vién 2 2 1 1
- Ky thuat 5 5 2 1 2
- T6 co khi 31 31 4 7 20
- T6 hoan thanh 25 25 10 15
- T5 10 hoi 28 28 13 14 1
- T6 dién 6 6 2 1 3
- TH xay dung 17 17 6 8 3
- T4 nip bich 26 26 8 18
- T6 bé tong 42 42 11 16 15
- T6 lao cong 4 4 4
9 | Xwéng trén 81 77 4 3 5 28 42 3
- Quan dbc 1 1 1
- K& toan vién 1 1 1
- Ky thuat 4 4 2 1 1
- Tram tron 42 42 11 31
- T6 dién 4 4 4 0
- T6 co khi 26 26 16 10
- T6 lao cong 3 3 3
Téng 477 438 39 44 38 | 117 206 72

Nguon: Phong té chitc hanh chinh
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Qua bang trén ta thdy, ¢ khdi lao dong gian tiép chu yéu 1a nhiing lao dong
c6 trinh d6 dai hoc va cao ding. DAy 13 nhitng lao dong c6 trinh d6 cao, dam bao
cho cong tac quan 1y va diéu hanh cia Cong ty duoc thuc hién nhip nhang, xuyén
suét. O khéi lao dong truc tiép cha yéu 1a nhitng lao dong c6 trinh d6 trung cip va
cong nhan k¥ thuat. Day 1a nhiing lao dong da dugc dao tao, co trinh d6 tay nghé
tuong dbi tot, di kha nang dé dap wng nhitng yéu cau caa cdng viéc hién tai. Tuy
nhién, & khdi lao dong truc tiép van con mot b phan nho lao dong phé thdng,
chua dugc qua dao tao nghé. Trong thoi gian téi, Cong ty can quan tAm hon dén
cong tac dao tao tay nghé cho nhiing lao dong nay, dam bao du ning luc dap tng
nhitng yéu cau cua cong Viéc.

S6 luong nhan vién tai cac bo phan phong ban hay to doi san xuat giira cac
nam ciing khong co su x40 tron quéa lon. Cong ty cling thuong xuyén tién hanh
luan chuyén lao dong ciia cac t6 giita cic phan xudng voi nhau, dam bao cho tinh
hinh san xuat ciia Cong ty ludn duoc thuan loi, khong bi gian doan, dam bao thoi
gian cling nhu tién d6 cua cac cong trinh, hang muc céng trinh.
2.2.3.3. Cong tac dao tao nguon nhan luc.

Nhan thirc duoc tim quan trong cia cong tac dio tao, nang cao chat luong
lao dong, 1anh dao doanh nghiép d c6 su quan tim dén cong tac nay. Hién nay
Cong ty dang ap dung hai hinh thtrc dao tao chu yéu 1a dao tao ngoai cong viéc
danh cho céc can bo chuyén mon, nghiép vu tai cac phong ban, can bé k¥ thuat tai
cac phan xuong va dao tao tai chd danh cho luc luong lao dong truc tiép.

- Hinh thizc dao tao ngoai cong vigéc.

Hang nam, cin ctr vao két qua danh gia nhan vién ciing nhu do nhiing yéu
cau thyc tién cua tinh hinh san xuat kinh doanh va don dé nghi cua cac can b cong
nhan vién trong Cong ty, nhitng nhan vién hoan thanh xuat sic céng viéc va da
duogc ky hop dong lao dong dai han (trén 1 nam trg 1€n) s& duogc Cong ty tao diéu
kién vé vat chat ciing nhu nhimng chinh sach vu dai dé theo hoc cac 16p nang cao
trinh do.

Can bo céng nhan vién cua Cong ty hién nay chi yéu dang theo hoc cac 16p
nang cao kién thic chuyén mén nghiép vu tai cac truong trén dia ban tinh Hai
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Duong nhu Truong Pai hoc cdng nghiép Sao Do, Truong Dai hoc su pham ky
thuat Hung Yén (can bo k¥ thuat, quan 1y), Truong Cao dang kinh té ki thuat Hai
Duong (can bo quan ly, chuyén mén nghiép vu),...
Bdng 2.11: Két qud cia hinh thizc dao tao ngoai cong viéc.
Pon vi tinh: S6 luong (Nguoi), kinh phi (Pong)

Hinh Nam 2009 Nam 2010
STT Noi dung dao tao thut’;(;iao hj;;]g Kinh phi hr?;;]g Kinh phi
1 Hoc tai chtc Dai han 2 11,575,650 3 17,235,720
2 | Tinhoc Ngén han 1 820,000 2 1,800,000
3 | Ngoai ngit Ngén han 2 2,400,000 2 2,500,000
4 | Nang cao ning lyc quan ly Ngnhan | 2 | 11,213,700 | 3 | 17,125,000
5 | Lién thong Dai han 2 11,525,000
6 | Tham quan hoc hai kinh nghiém | Ngén han 3 43,050,000
Tong 10 69,059,350 12 50,185,720

Nguén: Phong té chic hanh chinh

Qua bang sb liéu trén ta thay, s6 lwgng can bo cong nhan vién theo hoc dé
nang cao trinh do ngdy cang gia ting qua cic nim. Piéu do6 thé hién su quan tam
cua lanh dao doanh nghiép trong cong tac boi dudng, ning cao trinh 6 cho can bo
cong nhan vién. Piéu ndy dam bao trong twong lai, Cong ty s& ¢ thém nhiéu can
bo gioi vé chuy@n mén, nghiép vu.

Tuy nhién, cac hinh thirc dao tao nay chu yéu 1a dao tao tai chirc, ngan han
nén hiéu qua dao tao mang lai chua that sy cao. Mot s nhan vién tai cac phong
ban hién nay dang theo hoc cac l6p dé nang cao trinh do bang nguon kinh phi cua
ban than ho bo ra thi Cong ty ciing chua ¢ chinh sach dé dong vién, hd tro tao
diéu kién thuan loi dé ho yén tam theo hoc.

- Hinh thie dao tao tai ché.

Déi véi dong ngii cong nhan vién lao dong truc tiép tai cac phan xudng,
Cong ty ap dung hinh thirc dao tao tai chd bang céach té chic cac 16p bdi dudng
nang cao tay nghé ngay tai cac phan xuéng san xuat do cac nhan vién tir phong ki
thuat hay do lao dong c6 tay nghé cao giang day nham gan lién giira ly thuyét va
thuc hanh, dam bao rang ngudi lao dong sau khoa hoc cé thé ap dung ngay vao
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thuc tién caa cong viéc. Ngoai ra, dbi v6i nhimg ngudi lao dong mai vao 1am viéc,
cac to trudng cd trach nhiém cir ngudi ¢6 kinh nghiém kém cip, gitp d& dé nhiing
lao dong mai lam quen vai cbng Vviéc.

Hinh thirc dao tao tai noi 1am viéc dam bao bd sung nhanh chéng, kip thoi
nhu cau lao dong, chi phi cho dao tao theo hinh thirc nay thap hon nhiéu so véi dao
tao ngoai cong viéc. Pay 1a hinh thirc xay dung doi ngii ké can qua viéc cap trén
truc tiép day cho cip dudi ctia minh, do d6 giup cho cap trén va cap dudi hiéu
nhau hon dat duoc hi¢u qua cao hon trong cong viéc.

Tuy nhién hinh thizc dao tao nay c6 nhuoc diém 14 hoc vién khong toan tam
toan y vao hoc tap vi vira phai hoc vira phai lam viéc.

Bdng 2.12: Két qud dao tao ciia hinh thize dao tao tai ché.
Pon vi tinh: Sé lwong (Nguoi), kinh phi (Pong)

s \ Nam 209 Nam 2010
STT Noi dung dao tao S6 lwong Kinh phi | Sé lwong | Kinh phi

1 Tho han dién 21 5,416,500 38 10,276,400
2 | Tho xay dung 11 1,927,750 20 3,840,150
3 | Van hanh tram tron 10 2,452,000 8 1,850,230
4 | Tho dién 3 928,500 3 1,052,300
5 Tho bé tong 11 1,400,250 10 1,205,250
6 Tho copha 15 3,150,230 17 5,205,000

Téng 71 15,275,230 96 23,429,330

Nguon: Phong té chizc hanh chinh
S6 lao dong tryuc tiép dugc dao tao theo hinh thic nay cha yéu la nhiing
cdng nhan méi vao 1am viéc tai doanh nghiép nén can duoc kém cap, chi bao hay
nhitng cong nhan ma trinh d6 tay nghé cta ho can duoc dao tao dé nang cao dap
ting nhiing yéu cau, doi hoi cua cdng viéc. Tuy nhién két qua mang lai caa hinh
thirc dao tao ndy van con chua that sy cao, mot s6 truong hop di duoc dao tao
nhung két qua mang lai chua dap ung duoc yéu cau caa cong viéc nén doanh
nghiép phai tién hanh dao tao lai, mot sé lao dong van chua ¥ thirc duoc tam quan
trong cta cong tac nay nén con cé thai d chua tich cuc, hop tac trong hoc tap.
Viéc tranh tinh trang “chay mau chat xam” sau khi cc can bo céng nhan
vién duoc cir di dao tao nang cao trinh do chuyén mén, nghiép vu ludn 1a mot van
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dé vo cling quan trong. B¢ han ché tinh trang nay, Cong ty da xay dung mot sb quy
dinh dé rang budc trach nhiém cuaa ho véi Cong ty.
Bdng 2.13: Bang quy dinh théi gian cong tac téi thiéu sau dao tao.

Thoi gian tdi thidu phai cong tac cho
STT Thoi gian dao tao
Cong ty sau khi dwgc dao tao
1 | Tur2 thang dén 6 thang 1 nim
2 T trén 6 thang dén 1 nam 2 nam
3 Tir trén 1 nim dén 2 nim 3 nam
4 Trén 2 nam 4 nam

Ngusn: Phong té chic hanh chinh

Trong truong hop nhéan vién dugc ctr di dao tao bang ngudn kinh phi caa
Cong ty ma khi hoan thanh khéa hoc lai khong 1am viéc du s6 nam theo quy dinh
thi phai bdi thuong gap tir 6 dén 8 lan chi phi dao tao ma Cong ty da chi tra cho
nhan vién d6 trong sudt thoi gian theo hoc.

Sau khi nhan vién hoan thanh khéa hoc, can ctr vao két qua hoc tap va hiéu
qua cong viéc thuc té Cong ty s& tién hanh xem xét dé quyét dinh ¢ bd nhiém
nhan vién vao vi tri méi hay khong.
2.2.3.2. Danh gia nhan vién.

Cong tac danh gia nhan vién dugc Cong ty cd phan bé tdng Vinaconex Phan
Vii thyc hién hang tuan, sau d6 cudi thang to trudng hay céc truéng phong cé trach
nhiém tong hop va gai phong ké toan tai chinh bang danh gia tong hop dé lam can
ct tinh luvong cho tirng ca nhan.
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Bdng 2.14: Mdu bédng danh gid cdn by cong nhan vién,

Loai

Tiéu chi

- bam bao du ngay cong quy dinh

- Chap hanh tét noi quy quy, ché cua cong ty
- Hoan thanh cong viéc dugc giao trudc thoi gian quy dinh

- C6 tinh than tuong trg, gitp d& ddng nghiép trong céng viéc chung

1.3

- bu ngay cong quy dinh
- Chap hanh ky luat lao dong tét
- Hoan thanh day du khéi lwong cong viéc dugc giao
- C6 quan hé hop tac doan két noi bo tot

1.1

- bu ngay cong quy dinh
C |- Hoan thanh cdng viéc dugc giao & muc d6 chua dat yéu cau
- Chap hanh noi quy lao dong tét

0.9

- Chua du ngay cong quy dinh
D | - Hoan thanh cong viéc khdng cao chat lwrong khong dat yéu cau
- Chap hanh noi quy lao dong chua tét

0,7

- Chua du ngay cong quy dinh

E |- Lam viéc khong hiéu qua

- Vi pham noi quy, quy ché caa cong ty (bi nhac nha, canh cdo...)

0,5

Nguon: Phong té chizc hanh chinh

Bdng 2.15: Bang thang ké két qud thi dua ciia ciia CBCNV trong Cong ty

thang 12 nam 2010.

Pon vi tinh: Sé lwong (Nguoi), Ty trong (%)

STT

Thanh tich

S6 lwong

Ty trong

Loai A

30

6.29

Loai B

80

16.77

Loai C

230

48.22

Loai D

77

16.14

a1l &l Wl N -

Loai E

60

12.58

Tong

477

100

Nguon: Phong té chic hanh chinh
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Qua cong tac danh gia nhan vién & trén, ta cd thé thiy viéc danh gia nhan
vién tai Cong ty ¢ phan bé tdng Vinaconex con ton tai nhiéu bat cap nhu tiéu chi
danh gia con so sai; viéc danh gia nhan vién con chwa thét sy cdng bang, phu thudc
nhiéu vao y kién chu quan caa cap trén truc tiép quan ly; viéc danh gia nhan vién &
khdi lao dong gian tiép chi mang tinh hinh thire, khéng mang tinh rang budc giira
két qua danh gia nhan vién voi van dé luong thudng diéu nay dé dan dén tinh trang
lam viéc mang tinh chat d6i pho, khéng co tinh than trach nhiém véi cong viéc,.. .
Trong thoi gian tai, Cong ty nén xay dung mot mau danh gia chi tiét hon véi day
du céc tiéu chi dé xép hang nhan vién nhu: tinh chat phtc tap caa cong viéc, tinh
than trach nhiém cua nhan vién, sy phdi hop véi cac ca nhan khac, bo phan
khac,...
2.2.3.5. Tra cdng va ché do dai ng.

<% Cong tac tién lwong.

Hién nay Cong ty dang ap dung ca 2 hinh thuc tra luong 1a tra luong theo thoi
gian va tra luong khoan. Tuy ting loai d6i twong lao dong ma Coéng ty ap dung
hinh thirc tra luong sao cho phi hop nhat.

- Tra lwong theo thoi gian.

Hinh thirc nday duoc ap dung ddi véi doi ngii can bd cdng nhan vién 1a lao
dong gian tiép 1am viéc tai cac bo phan trong Cong ty.

Luong thoi gian dugc tinh theo cng thirc sau:

Ltt x (HSL+HSPC) x NC

Ltg =
26

Trong do:

- Ltg: Luong thoi gian.

- Ltt: Luong t6i thiéu (Murc luong téi thiéu do Cong ty quy dinh 1a 810.000
d6ng/ thang).

- HSL: Hé s6 luong (Cong ty ap dung theo Nghi dinh sb 205/2004/NP-CP
ngay 14 thang 12 nam 2004 cia Chinh phu).
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- HSPC: Hé sb phu cép.
- NC: Ngay cong.
Bdng 2.16: Bang hé sé phu cdp cho khéi lae dgng gian tiép.

STT Chirc vu Hé sé phu cap
1 Giam doc 6.6
2 Phé giam doc 6.3
3 Ké toan trudng 5.5
4 Truong phong 4.8
5 Pho phong 4.0
6 Nhan vién 2.1-2.7
7 Lai xe 1.7
8 Lao cong, cap dudng 1.2

Nguon: Phong ké toan tai chinh
Vi du nhu tinh lvong trong thang 12 nim 2010 ctia Ba Nguyén Thi Nga,
nhan vién phong tai chinh ké toan, trinh d6 dai hoc.
+ Ngay cbng trong thang (NC): 26
+ Heé s luong (HSL): 2.34
+ Heé s6 phu cap (HSPC): 2.1
Nhu vay tién luong trong thang 10 cua Ba Nguyén Thi Nga dugc tinh nhu
sau:
810.000 X (2.34+2.1) x 26
Ly = = 3.596.400 (ddng).
26

- Trd lwong khodn.

Hinh thirc tra lwong khoan dwgc ap dung dbi véi nhimg lao dong ¢ céc to,
d6i 1am viéc tai cac phan xudng. Muc luong tra tly thudc vao khéi luong va chat
lugng cong viéc ho lam. Cubi thang doi trudng cac to doi san xuat trong Cong ty
giri cac chang tir “Bang cham cong”, “Bang thanh toan hop dong giao khoan”...
cho phong k¥ thuat dé can bo ky thuat xem xét xac nhan vé khéi luong, chat lugng
cua ting cong trinh, hang muc cong trinh. Sau d6 phong k¥ thuat lap “Bang thanh

Sinh vién: Tran Ngoc Dwong — Lép: QT1103N Trang 60



Mgt sé bign phép nang cao higu qud si dung nguén nhan luc tgi Cong ty co
phan bé tong Vinaconex Phan Vi

toan san pham hozc cng viéc hoan thanh” cho cac cong trinh. Sau d6 cling véi cac
chung tir khac chuyén vé phong ké toan tai chinh dé lam cin ¢t tinh luong cho
tirng d6i san xuat va chia lwong cho tirng ¢6ng nhan truc tiép san xuét.

Cach tinh lvong khoan theo khéi luong san pham:

Vspa = Bg X V
Vepa
Ti = XNiXhiin + P,
2 ( N; X hi X k|)
Trong d6 :

- Dy: Don gié tién luong theo san pham hoic cong viéc hoan thanh trong
thang.

- V: Khéi lugng san pham hoac cong viéc hoan thanh trong thang.

- Ti: Luong trong thang cua cong nhan i.

- Vgpa: TOng luong khoan san pham trong thang cua ca to.

- N;. sb ngay cong trong thang cta cdng nhan i.

- hi: Hé s6 lwong CBCV cuia ¢éng nhan i (Cong ty &p dung theo Nghi dinh s6
205/ 2004/ ND-CP ngay 14 thang 12 nam 2004 cua Chinh phu ).

- ki Hé sé thi dua ctia cdng nhan i trong thang.

- P.: Phu cép trong thang. Bao gom:

+Phucdpanca = 10.000 x ngay cong thuc té trong thang.

+ Phu c4p trach nhiém cho céc t6 truang, to pho.

Bdng 2.17: Bang phu cdp trach nhigm cho té trwéng, té pho.

Pon vi: Bong
STT Chirc vu Phu cap trach nhiém
1 To truong 500,000
2 T6 pho 300,000

Nguon: Phong ké toan tai chinh
Hé s6 thi dua k; ciia cong nhan dugc tinh toan cin cir VA0 viéc danh gia cong
nhan hang thang do cac cap quan ly truc tiép thuc hién.
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Bdng 2.18: Bang hé sé thi dua cho khéi cong nhan truc tiép sdn xuat.

STT Loai Hé s6 thi dua k;
1 A 1.3
2 B 1.1
3 C 0.9
4 D 0.7
5 E 0.5

Nguon: Phong ké toan tai chinh
Vi duy: Tinh luong thang 12 nim 2010 cua cong nhan Duong Vian Noi - t6 vé
sinh khuén - phan xudng san xuat s 1.
+ Sb ngay cdng trong thang (N;): 26
+ Hé s6 thi dua trong thang (k;): 1.1
+ Heé sb cap bac chac vu (hy): 1.72

+ Tichcong 2 (N; x h; xk)) = 240.6
+ Luong khoan trong thang ctia toan to: 15.092.105 dong.
+ Phu cip dn ca: 10.000 x 26 = 260.000 ddng
Nhu vay, tién luong trong thang 12 cia cong nhan Duong Vin Noi dugc
tinh nhu sau:
15,092,105
Ti = x26x 1.72 x 1.1 +260,000 = 3,345,664 (dong).
240.6
Nhin chung tién luong ma Cong ty tra cho ngudi lao dong chua phai la cao

nhung ciing da dé ho c6 thé an tam, gan b6 voi Cong ty. Tuy nhién, véi tinh hinh
thuc té hién nay thi viéc tinh toan luong cho can bd céng nhan vién cua Cong ty
van con boc 16 mot s6 han ché nhu: hé s thi dua caa khéi cong nhan truc tiép san
Xuat con phu thudc nhiéu vao y kién danh gia chu quan caa cap trén quan Iy truc
tiép, cach tinh lwong cho khéi lao dong gian tiép chua tinh dén hiéu qua cong viéc
thuc té cua mdi ca nhan. Diéu ndy, chwa that sy tao ra sy canh tranh trong cong
viéc gitra cac ca nhan thudc khéi lao dong gian tiép ciing nhu dé gay ra viéc tinh
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lwong khong cong bang cho khéi cong nhan lao dong truc tiép. Diéu nay 1a nguyén
nhan d& dan dén hién twong bt mén hay “bé phai” trong Cong ty.
%+ Cac chinh s&ch phuc lgi criia Cong ty.

- Tién thuwong.

Vao cac dip 1 tét nhu: Tét Duong lich, Tét am lich, ngay Quéc té phu ni,
ngay Qudc Khanh, ngay Qudc té lao dong 1/5,... Cong ty déu td chirc ting qua cho
can bo cong nhan vién hay to chic cho can bd cong nhan vién di nghi méat nham
tao cho ho ¢6 thoi gian nghi ngoi, thu gidn dé sau d6 c6 thé lam viéc tét hon.

+ Thuong Tét Nguyén Pan: 500.000 - 4.000.000/ nguoi.

+ Thuong Tét Duong lich: 300.000 - 800.000/ ngudi

+ Cac ngay |2 nhu: 30/4, 1/5, 10/3, 2/9: 200.000 - 500.000/ ngudi.

+ Thuéng ngay 8/3: 200.000 - 300.000/ ngudi.

- Ché dg phuc lgi x4 héi (Bdo hiém y té, bdo hiém xa hai).

Bao hiém x& hoi (BHXH): Puoc tinh dya trén co so hé sé luong theo cap
bac va luong toi thiéu.

BHXH = Hcg X Ly X 20%.

Trong do:

+ Hcg: Hé s6 luong cap bac.

+ Ly Luong t6i thiéu do Nha nuée quy dinh.

+ 20%: S6 phan traim BHXH phai dong (14% do doanh nghiép déng, 6% do
nguoi lao dong dong).

Bao hiém y té (BHYT): Theo quy dinh vé dong BHYT thi 2% do doanh
nghiép dong, 1% do nguoi lao dong dong.

- Cac chinh sach phuc lgi khac.

Niam 2009 Cong ty ciing da dau tu xay dung khu nha & cho céc can bd cong
nhan vién xa qué va cac can bg cong nhan vién cé hoan canh kho khan, da dua vao
hoat dong trong nam 2010 voi 10 phong &, c6 thé cung cap chd ¢ cho gan 50 lao
dong voi day du tién nghi sinh hoat thiét yéu.

Hang nim, Cong ty ciing ludn danh mot phan lgi nhuan dé to chire tham hai,

dong vién gia dinh cac can b cdng nhan vién trong Cong ty cé hoan canh kho
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khan hay nhirng lao dong gap phai rai ro tai nan lao dong trong qua trinh lao dong,
san xuat tai Cong ty.

Nhin chung, cac chinh sach phdc loi cho nguoi lao dong dugc Cong ty thuc
hién twong di tét. Diéu do, giup ngudi lao dong 6n dinh cudc séng, yén tam cong
tac va gin bo lau dai vaéi Cong ty.

<% Diéu Kign lao ddng va an toan lao déng.

Piéu kién lao dong la téng thé cac yéu té tac dong dén con ngudi trong qua
trinh lao dong, san xuat. Diéu kén lao dong tét hay xau lubn c6 anh huong Ion dén
kha nang 1am viéc cta ngudi lao dong ndi riéng va két qua san xuat kinh doanh cua
toan Cong ty noi chung .Vi vay lanh dao Cong ty Vinaconex Phan Vi ludn ludén
quan tim dén viéc khdng ngung cai thién diéu kién lam viéc cia nguoi lao dong
bang nhiéu bién phap khéac nhau.

Déi vai khéi lao dong gian tiép 1am viéc tai cac phong ban duogc trang bi cac
thiét bi hién dai phuc vu cho cong tac nhu may vi tinh, may in, may diéu hoa nhiét
d0,... nham tao ra méi truong 1am viéc thoai mai, than thién gilp nang cao hiéu
qua cOng viéc cua nhan vién,

Déi vai nhitng cong nhan truc tiép san xuat tai cac phan xudng duoc trang bi
day du dung cu bao ho lao dong géom: quan 40 bao ho lao dong, mii bao ho lao
dong, gidy, gang tay. Hé théng nha xuong duoc xay dung kién cd, dugc niap dit
cac thiét bi hién dai nhu quat thong gid, hé théng mai che, hé théng dién chiéu
sang. V¢ sinh lao dong tai cac xuong luén dugc dam bao boi doi ngii lao cong, moi
truong 1am viée tai cdc xuong san xuat luon dam bao dat chuan vé khong gian, do
sang, do thoang, dat chuan vé vé sinh. C4c yéu té nay thuong xuyén duoc kiém tra,
do ludng dé dam bao nguoi lao dong ludn duoc 1am viée trong diéu kién tét nhat
c6 thé. Viéc dau tu cac trang thiét bi, may moc hién dai cling gop phan quan trong
trong viéc dam bao an toan lao dong cho cdng nhan san xuét ciing nhu phan nao
lam giam tinh chat nang nhoc caa cong viéc.

Hé théng cdy xanh duoc trong bén ngoai cac phan xudng cling gop phan tao

canh quan xanh, sach cho Cong ty ciing nhu lam giam tiéng 6n, bui.
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Ché do 1am viéc ciia nhoém lao ddng gian tiép 1a 8 gio/ ngay (48 gio/ tuan),
lam viéc gio hanh chinh, nghi cha nhat. Déi véi khéi lao dong tryuc tiép 1am viéc
theo ca: ca 1 tir 7 gio dén 15 gio, ca 2 tir 15 gio dén 23 gio, ca 3 tir 23 gio dén 7
gid, nghi ngay cha nhat. Cac ca lam viéc thudng xuyén duoc luan phién thay doi
theo tung tuan giira cac nhom, to doi nham tao diéu kién tét nhat cho ngudi lao
dong cd thé tai san xuat stc lao dong.

La mot don vi véi dic thu chuy@n san xuét cac san pham co kich thudc va
khdi lugng 16n, cdng viéc nang nhoc thi vin dé an toan lao dong ludn 1a mot van
dé rat quan trong, can duoc dic biét quan tam.

Vén dé an toan lao dong trong Cong ty trong nim 2009 va 2010 duoc thé
hién qua bang s6 liéu sau:

Bdng 2.19: Bdng tinh hinh an toan lao dong.

) Chénh léch
Noi dung Nam 2009 | Nam 2010
+- %
S6 vu tai nan lao dong 14 18 4 28.6
Trong do:
- S6 nguoi chét 1 3 2 200
- S6 ngudi bi thuong 12 17 5 41.6

Ngusn: Phong té chic hanh chinh

Qua bang s6 liéu trén ta thay, sé vu tai nan lao dong trong nim 2010 tai
Cong ty c6 phan bé tdng Vinaconex Phan Vil ting 1én ca vé s6 vu, SO ngudi bi
thuong cling nhu sé nguoi bi chét. SO vu tai nan lao dong trong nam 2010 13 18 vy,
tang 4 vu S0 Voi nam 2009. Trong d6, sb nguoi bi thuong 13 17 ngudi, ting 41.6%
s0 V&i nam 2009; s6 ngudi bi chét lién quan dén cac vu tai nan lao dong trong nim
2010 1a 3 nguoi, tang 200% so voi nam 2009. Nguyén nhan chinh gy ra cac vu tai
nan lao dong ké trén 1a do ngudi lao dong con tam Iy cha quan, chua chap hanh
nghiém cac quy dinh vé an toan lao dong va do c6 mot sé su ¢ truc tric lién quan
dén may moc trong qua trinh san xuét, thi cong.

Vi vay, trong thoi gian téi Cong ty can quan tim hon nita dén viéc yéu cau
lao dong lam viéc tai cac xudong chap hanh nghiém noéi quy an toan lao dong ma

Sinh vién: Tran Ngoc Dwong — Lép: QT1103N Trang 65



Mgt sé bign phép nang cao higu qud si dung nguén nhan luc tgi Cong ty co
phan bé tong Vinaconex Phan Vi

Cong ty da dé ra cling nhu cac bo phan c6 trach nhiém trong viéc duy tu, bao
dudng may moc phai thuong xuyén bao dudng, kiém tra dinh ky may méc phuc vu
san xuat nhiam han ché d¢én muac thdp nhat nhitng rai ro vé tai nan lao dong cé thé
xay dén cho nguoi lao dong.

2.2.4. Mot s6 chi tiéu phan anh hiéu qua sir dung lao ddng tai Cong ty cé

phin bé téng Vinaconex Phan Vii.

Bdng 2.20: M4t sé chi tieu phan &nh hiéu qud si dung lao dgng.

. Chénh léch
STT Chi tiéu Ponvitinh | Niam 2009 Nim 2010
+- %
1 | Tong san luong M 648,000 812,000 164,000 25.3
2 | Doanh thu Pong 97,938,126,905 | 127,168,586,093 | 29,230,459,188 | 29.8
3 | Loi nhuan sau thué Pong 4,716,988,784 | 6,797,532,502 | 2,080,543,718 | 44.1
Tong sb lao dong binh _
4 . Nguoi 438.5 461 23 5.1
guan
5 | Hiéu suat lao dong (2/ 4) | Dong/ nguoi | 223,348,066 275,853,766 52,505,700 | 23.5
6 | NSLD binh quén (1/ 4) M/ ngudi 1477.8 1761.4 283.6 19.2
Strc sinh 161 cta lao dong \ .
7 (314) Pong/ nguoi | 10,757,101 14,745,190 3,988,089 37.1
Mtrc dam nhiém lao dong o 9 9 9
8 Nguoi/ dong 4.4%10 3.6*10 0.8*10 18.2
(4/ 2)
Nhan xét:

Hiéu suat lao dong cta doanh nghiép nim 2010 1a 223,348,066 dong/
nguoi, cao hon so véi nam 2009 1a 52,505,700 dong/ nguoi, twong duong vai ty 16
tang 23.5%. Diéu nay cho thay viéc mg rong thi truong caa doanh nghiép ra cac
tinh khac da c6 nhirng thanh céng nhat dinh, khach hang ngay cang tin tuéng vao
cac san pham cua Cong ty ciing nhu cong tic quan ly va sir dung lao dong tai
doanh nghiép trong nim 2010 di c6 nhiéu cai thién, ning cao hon so véi nim
20009.

Ning suit lao dong binh quan nim 2009 dat 1477.8 m/ ngudi, sang nim
2010 dat 1761.4m/ ngudi tirc 14 ting hon 19.2% so v&i nam 2009. Nang suat lao
dong ndm 2010 tang cao hon so v&i nam 2009 1a do trong ndm 2010 Cong ty da
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dau tu trang bi nhiéu may moc, trang thiét bi hién dai phuc vu san xuit. Ngoai ra
con phai ké dén cong tac quan 1y va si dung lao dong di co nhirng cai tién hop 1y,
trinh d6 tay nghé ciing nhu tinh than lao dong cua can bd cong nhan vién ngay
cang duoc nang cao, chinh sach luvong thuong, dai ngd cua doanh nghiép ciing co
nhiing tac dong tich cuc dén tinh than 1am viéc, khuyén khich lao dong hing say
lam viéc, cdng hién cho su phét trién chung cua Cong ty.

Stc sinh 1oi cta lao dong nam 2010 1a 14,745,190 dong/ ngudi, SO VOi nim
2009 (10,757,101 ddng/ nguoi) ting 37.1%. Stc sinh 1oi cua lao dong duogc tinh
toan dya trén hai chi tiéu 1a loi nhuan sau thué thu nhap doanh nghiép va téng s6
lao dong binh quan trong nam. Suc sinh 161 cia lao dong tang chirng té hoat dong
san xuat kinh doanh cua doanh nghiép trong nam 2010 di c6 nhitng budc phat trién
hon so voi nam 2009.

Mirc dam nhiém lao dong cia Cong ty nim 2009 1a 4.4*10° nguoi/ ddng,
nam 2010 con sd ndy giam di 18.2%, chi con 3.6%10° nguoi/ ddng. Diéu nay
chung to hiéu qua trong su dung lao dong cia Cong ty trong nam 2010 c6 nhiéu
tién bo hon so véi ndm 2009.

2.2.5. Panh gia vé cong tac quan tri ngudn nhan luc tai Cong ty c6 phan bé
tong Vinaconex Phan Vii.
2.2.5.1. Nhitng két qua dat dwoc.

Nam 2010 1a mot ndm ma nén kinh té trong nuéc con gap nhiéu khé khan.
Tuy nhién, véi su nd luc cua toan thé can bo cdng nhan vién trong doanh nghiép,
Cong ty ¢ phan bé tong Vinaconex Phan Vii da thu duoc nhitng két qua san xuat
kinh doanh kha quan. Bong gép vao thanh cong chung d6 cta doanh nghiép la su
dong gop khong nho caa cong tac quan Iy va st dung nguon nhan lyc.

Lanh dao Cong ty ludn y thirc dugc tim quan trong trong cong tac dao tao
lao dong, tir d6 da dé ra nhitng chinh sach hop 1y dé nang cao hon nita chat luong
lao dong tai doanh nghiép. Chét luong ciia doi ngii lao dong trong doanh nghiép
ngay cang duoc cai thién va nang cao, du strc dé dap ung nhirng yéu cau trong
cong viéc.
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Chinh sach luong thuéng, dai ngd dbi voi ngudi lao dong dugc thuc hién
tuong ddi tét, doi séng cua nguoi lao dong ngay cang duoc nang cao, cai thién.
Cac chinh sach nay da tao ra su canh tranh gitta cac cac can bo céng nhan vién,
gan lién gitra loi ich cua ngudi lao dong véi loi ich cua doanh nghiép va khuyén
khich ngudi lao dong hing say san Xuit va gin bo hon vai doanh nghiép.
2.2.5.2. Nhirng han ché con ton tai.

Tuy nhién, bén canh nhiing két qua da dat dugc thi doanh nghiép van con
t6n tai mot sé diém han ché trong cdng tac quan Iy va st dung ngudn nhan lyc.

Viéc chap hanh ky luat lao dong, quy dinh caa doanh nghiép dé ra cia mot
bo phan nho lao dong trong doanh nghiép con chua that su tot nhu: tw y nghi viéc
ma khong c6 1y do, di lam chua ding gid, gay roi 1am anh huéng dén bau khdng
khi trong doanh nghiép, su phdi hop giita cac phong ban trong doanh nghiép van
con han ché nén chua phat huy hét sic manh cia ca tap thé.

Cong tac tuyén dung lao dong cia doanh nghiép con nhitng han ché nhat
dinh nhu pham vi tuyén dung lao dong hién nay phan 16n méi chi tuyén dung lao
dong tai dia phuong, lai thudng uu tién nguon tuyén dung nodi bo, quy trinh tuyén
dung nhiéu khi chi mang tinh hinh thuec, chua thuc su thuc hién nghiém tic theo
dung quy trinh tuyén dung ma Cong ty di dua ra, théng bao tuyén dung khong
dugc dang tai rong rai,... diéu d6 lam cho nhitng lao dong c6 nhu cau tim kiém
viéc 1am dic biét 1a nhitng lao dong c6 chat lwong kho tiép can véi thdng tin tuyén
dung caa doanh nghiép va diéu nay truc tiép 1am anh huong dén chét luong lao
dong ma doanh nghiép tuyén dung.

Cong tac dao tao va phat trién nguon nhan luc cia doanh nghiép tuy da duoc
quan tdm nhung mdi chi tap trung vao khia canh dao tao dé dap uang yéu cau céng
viéc trugc mat, hiéu qua mang lai tir cong tac nay thi chua that sy cao khi ma trong
doanh nghiép con mét bod phan nho lao dong truc tiép da qua cac khoa dao tao
nhung van can phai dugc dao tao lai, gay ra sy ling phi. Hon nita, ndi dung cia cac
chuong trinh dao tao con don gian, hiéu qua mang lai chua that sy cao. Cong ty
cling chua thét sy tao diéu kién thuan loi cho nhiing can bd cong nhan vién theo

hoc dé nang cao trinh do tay nghé ciing nhu chuyén mén nghiép vu.
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Ngoai ra, con cé mét b phan can bd chuyén mon trinh d6 nghiép vu tai mot
s6 phong ban con non kém chat lwong 1am viéc chua dap umg dugc nhu cau hién
tai, y thuc trach nhiém trong cong viéc chua cao.
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CHUONG III
MOT SO BIEN PHAP NANG CAO HIEU QUA SU DUNG NGUON NHAN
LUC TAI CONG TY CO PHAN BE TONG VINACONEX PHAN VU.
3.1. Phuwong huwéng phat trién va muc tiéu trong nim téi cia Cong ty cé6 phan
bé tong Vinaconex Phan Vii.
3.1.1. Phuwong huéng phat trién.

Phuong huéng phat trién cua Cong ty c6 phan bé tong Vinaconex Phan Vil
trong nam téi la:

Khong nging phat trién cac hoat dong san xuat kinh doanh nham téi da 1oi
nhuan cho Cong ty, cho cac cd dong, cai thién diéu Kién 1am viéc va tang thu nhap
cho nguoi lao dong.

Cong ty cling s& dau tu hon nira trong viéc nghién ctu, cai tién quy trinh
cong nghé, tiét kiem hop ly chi phi nham nang cao hiéu qua san xuat kinh doanh,
nang cao nang luc canh tranh cua doanh nghiép dé tim kiém, mo rong thi truong ra
cac khu vuc khac ngoai khu vuc thi truong truyén thong hién nay cua doanh
nghiép.

Gido duc y thirc chap hanh ky luat lao dong, noi quy cia Cong ty ciing nhu
gido duc tinh than trach nhiém, tac phong céng nghiép cho d6i ngii céng nhén tir
d6 gop phan nang cao hiéu qua cdng tac quan tri nguén nhan luc.

Tang cuong moi lién két ciing nhu hiéu qua hop tac giira cac phong ban,
dam bao an toan trong lao dong - san xuat cho nguoi lao dong, quan tAm hon nita
dén doi séng cua can b cong nhan vién trong doanh nghiép, nang cao thu nhap,
cai thién doi song cho ngudi lao dong dé ho yén tam cong tac, gan bo lau dai véi
doanh nghiép.

3.1.2. Muc tiéu phét trién ciia Cong ty trong nim 2011.

Duéi day 1a mot sb chi tiéu ké hoach san xuat kinh doanhh chu yéu cua

Cong ty co phan bé tong Vinaconex Phan Vil trong nam 2011.

Sinh vién: Tran Ngoc Dwong — Lép: QT1103N Trang 70



Mgt sé bign phép nang cao higu qud si dung nguén nhan luc tgi Cong ty co
phan bé tong Vinaconex Phan Vi

Bdng 3.1: Mgt sé chi tiéu ké hoach san xudt kinh doanh cha yéu cia
Cong ty trong nam 2011.

Chénh léch
Chi tiéu Pon vi Nim 2010 K& hoach nim 2011 +/ %

San lwong M 812,000 910000 98,000 12.1
Doanh thu Pong | 127,168,586,093 142,000,000,000 14,831,413,907 | 11.7
Loi nhuan sau

thué pong | 6,797,532,502 7,500,000,000 702,467,498 10.33
Thu nhap binh

quan/ thang bong 3,000,000 3,200,000 - 3,300,000 | 200,000-300,000 | 6.7-10

Nguén: Phong kinh doanh

Nam 2011 14 nam duoc du doan nén kinh té Viét Nam gap phai nhiéu kho
khan do nhirng tac dong tur tinh hinh lam phat tang cao. Cac doanh nghiép trong
nuéc n6i chung va Cong ty c6 phan bé tong Vinaconex Phan Vil noi riéng déu phai
phai d6i mat véi nhimg khé khin nhu gia ca nguyén vat liéu dau vao ting manh,
I3i suat ngan hang ting cao, su khé khan vé tai chinh cia cac doi tac, ban hang. ..
Pung trudce tinh hinh kho khin chung caa nén kinh té, 1anh dao Cong ty c6 phan bé
tong Vianconex Phan Vil da xac dinh muc tiéu cha yéu cua Cong ty trong nim
2011 1a 6n dinh doi séng cho can bd cong nhan vién, duy tri ning luc san xuat
nham “but pha” trong nhiing thang cudi nam 2011 va dau nam 2012 khi nén kinh
té vuot qua tinh trang kho khan hién nay.

3.2. Mot sb bién phap nham nang cao hiéu qua sir dung nguon nhan luc tai
Cong ty c6 phan bé tong Vinaconex Phan Vii.

3.2.1. Nang cao hiéu qua cdng tac tuyén dung nhan sw.

3.2.1.1. Ly do dwa ra bién phap.

Ngudn tuyén dung ctia Cong ty hién nay bi gioi han, cha yéu 1a tuyén dung
lao dong tir ngudn ndi bo. Theo s lidu thi trong nim 2009 sb lugng tng vién tir
ngudn ndi b tring tuyén chiém 54.1% con nim 2010 chiém 64.5% trong tong so
cac (g Vvién tring tuyén. Bén canh nhimng wu diém tir viéc vu tién tuyén dung con
em céan bo coéng nhan vién dang 1am viéc tai doanh nghiép thi ciing ton tai nhiing
van dé, nhitng han ché nhu: chét luong, trinh d6 tay nghé cua cac ang vién nay khi
vao lam viéc tai doanh nghiép c6 phl hop véi yéu cau cua vi tri can tuyén hay
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khong hay 1am thé nao dé cd thé tranh dugc viéc hinh thanh “bé phai” khi uu tién
ngudn tuyén dung ni bo, ...

Thuce té ciing chi ra rang ty trong cac tng vién tir ngudn nodi bo bi sa thai do
khdng hoan thanh nhiém vu cling nhu do vi pham noi quy Cong ty hang nam la
kha cao. Vi du nhu trong nam 2010, sé lwong wng Vvién tir ngudn ndi b bi sa thai 1a
11 nguoi trong tong sé 40 tir ngudn nay trdng tuyén, tac 1a chiém dén 27.5%.
Trong khi dé, s6 lugng ang vién tir ngudn bén ngoai bi sa thai chi 1a 9.1%.

Viéc dang tai thdng tin tuyén dung lao dong ciia Cong ty cling con nhiéu han
ché khi thong tin tuyén dung khong dugc ding tai rong rdi trén cac phuong tién
thong tin dai chling ma méi chi dung lai & viéc thdng béo bang bang tin trudc cong
Cong ty.

Hinh thic tuyén dung con boc 16 mot s6 han ché khi Cong ty chi p dung
hinh thirc phong van dé tuyén chon lao dong ma khong to chuc thi tuyén; qua trinh
phong van hién tai cia Cong ty d6i khi con mang tinh qua loa, thu tuc; két qua
phong van chua thuc sy khach quan, chua danh gia dung ning lyc cia ting ¢ng
vién ma nguoc lai phu thuoc nhiéu vao quan diém cha quan cua can bo tuyén
dung.
3.2.1.2. Muc dich cuaa bién phap.

- Khic phuc nhitng mat han ché con tdn tai trong cong tac tuyén dung lao
dong hién nay tai Cong ty dé thu hit ngay cang nhiéu hon cac tng vién tir ca hai
ngudn ndi bd va ngudn bén ngoai co du ning lyc ciing nhu ¢o tu cach dao duc tét
dén lam viéc tai doanh nghiép.

- Tiét kiém dugc chi phi cling nhu thoi gian cho viéc dao tao lai lao dong sau
khi lao dong duoc tuyén dung vao lam viéc tai Cong ty.

- Két hop gitra viéc nang cao hiéu qua cong tac tuyén dung véi cong tac diao
tao lao dong dé thuc hién muc tiéu nang cao chat lugng, trinh d6 cua doi ngii lao
dong trong Cong ty tir 46 gdp phan nang cao ning suat lao dong, chat luong cong
viéc dé mang lai hiéu qua cao hon trong hoat dong san xuét kinh doanh cho Céng
ty.
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3.2.1.3. Nogi dung caa bién phap.
< Tao co h$i ing tuyén ngang nhau cho ca hai nguén tuyén dung néi bé va
bén ngoai.

Cong tac tuyén dung trong thoi gian toi can dugc quan tim hon nira, nham
lya chon dugc nhitng ¢ng vién that sy phu hop véi yéu cau cua cong viéc dit ra.
Pé lam duoc viéc d6, Cong ty c6 thé thyuc hién dong bd mot sé bién phép sau:

The nhat 1a cac nguén tuyén dung.

- B6i vai ngudn tuyén dung noi bo.

Déi véi nhitng hd so nodi bo, Cong ty van tién hanh tiép nhan khi Cong ty c6
nhu cau tuyén dung thém lao dong. Cong ty chi tién hanh moi cac tmg vién dén du
thi d6i voi nhitng @ng vién nao co ho so hop 18 va co nganh nghé dugc dao tao phu
hop véi nhiing yéu cau cua cac vi tri ma Cong ty dang c6 nhu cau tuyén dung.
Cong ty ciing can han ché dén muic thap nhat hién tuong tuyén dung trai nganh vi
viéc nay dé gay ra nhiéu van dé phat sinh nhu gay lang phi chi phi tuyén dung, chi
phi dao tao hay gay kho khin cho viéc sap xép, diéu dong cac ung vién nay sau khi
duoc tuyén vao lam viéc tai Cong ty.

Di vai cac tng vién tir ngudn ndi bo thi qua trinh xét duyét hd so, to chuc
thi tuyén hay phong van can duoc thuc hién mot cach khach quan, nghiém minh,
dam bao su cong bang cho tat ca cac tng vién du tuyén.

- B6i véi ngudn tuyén dung bén ngoai.

Hang nam, Cong ty nén phdi hop cing voi mot sé truong dai hoc, cao dang
dong tai dia ban tinh Hai Duong hay mot s6 tinh 1an can to chac ngay hoi viéc 1am
tai cac trudong nham tao co hoi cho nhitng sinh vién nam cudi ¢6 thanh tich hoc tap
XUat sic c¢6 co hoi tham gia du tuyén va sau khi ra truong sé vé 1am viéc tai doanh
nghiép. Pay ciing 1a mot co hoi tot dé Cong ty c6 thé quang béa hinh anh caa minh
duoc rong rai hon.

Cong ty cling nén danh mot phan kinh phi dé cap hoc bong cho nhiing sinh
vién cd thanh tich hoc tap dac biét xuat sic, sin sang dai tho céc chi phi cho qua
trinh hoc tap, an &, di lai...cta ho, véi cam két sau khi dao tao xong ho s& vé lam
viéc tai Cong ty trong mot khoang thoi gian nhat dinh theo quy dinh caa Cong ty.
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Néu khdng s& phai chiu trach nhiém hoan toan trong viéc bdi thuong nhitng chi phi
ma Cong ty d dai tho cho ho trong sudt qua trinh ho theo hoc.

Dong thoi, dé gilp nhitng sinh vién nay c6 thé lam duoc viéc ngay sau khi
ho ra trudng, Cong ty cling nén thuong xuyén tao co hoi cho ho cé co hoi thuc té
tai Cong ty. Viéc nay giup cho sinh vién c6 co hoi van dung nhing kién thirc da
duoc hoc trén trudng 16p vao tinh hinh thuc tién dong thoi gidp Cong ty tiét kiém
duoc chi phi ciing nhu thoi gian khi khéng phai dao tao lai.

Cong ty nén tham gia tich cuc hon vao cac su kién do Tinh doan hay Trung
tam gigi thiéu viéc lam Hai Duong t6 chirc nhu: Ngay hoi viéc 1am cho thanh nién,
hoi cho viéc 1am, tu van huéng nghiép cho thanh nién,... vira gilp doanh nghiép
tiép can dugc nguon ung vién phong phu, chat lugng vira c6 co hoi quang bé
thuong hiéu, hinh anh cta doanh nghiép.

Thee hai 1a vin dé ding tai thong tin tuyén dung.

Thong tin tuyén dung lao dong nén duoc dang tai rong ri trén cac phuong
tién thong tin dai ching nhu: Bao Hai Duong, dai phat thanh cta cac huyén, dai
truyén hinh caa Tinh, trén internet hay bang viéc phat to roi tai cac dia ban noi co
cac truong dao tao vé ky thuat hay nhitng khu vuc dong dan cu dic biét 13 noi tap
trung nhitng lao dong tré.

Khi théng bao nhu cau tuyén dung, bén canh cac thong tin lién quan dén
nhitng yéu cau cua vi tri tuyén dung, Cong ty ciing can cong khai, théng bao kém
theo d6 1a cac thong tin lién quan dén van dé luong thuang, cac chinh sach phic
loi, diéu kién lao dong ma cac tng Vvién sé duoc huong khi dugc nhan vao lam viéc
tai Cong ty. Piéu nay sé& thu hut duoc sy chil y, quan tam cia cac tng vién, s& gidp
Cong ty thu nhan dugc nhiéu hé so tng tuyeén, tao diéu kién cho Cong ty c6 nhiéu
co hoi dé lya chon duoc cac tng vién that su nang luc va trinh do.

Thir ba 12 4p dung phwong phdp thi tuyén dé danh gid ning luc cac ing
vién.

Dé c6 thé danh gia mot cach chinh xac nhat nang luc cua cac wng vién du
tuyén, trong thoi gian téi Cong ty co thé &p dung mot sé phuong phap thi tuyén
sau:
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- Bdi véi khéi lao dong gian tiép.

Cong ty nén két hop giira hai hinh thac 1a thi viét va thi tric nghiém dé danh
gia mot cach chinh xac nhat kha niang cta cac wng vién, tranh bo sot ngudi tai.

Cac bai triac nghiém duogc sir dung nhiam danh gia nhén thuc, tinh cach, trinh
do,... ciia cc ung vién du tuyén.

Cac bai thi trac nghiém c6 thé bao gom:

+ Trac nghiém 1Q (bao gom ca trac nghiém tri nhd va kha nang cha ¥).

+ Trac nghiém tam ly va phan loai tinh cach.

+ Trac nghiém céch xu sy trong cac tinh huéng.

+ Trac nghiém trinh do chuy@n mén.

- B6i véi khéi lao dong tryc tiép.

Viéc st dung cac bai thi tay nghé sé gilp Cong ty c6 nhimg danh gia chuan
xé&c nhat vé ning lyc thuc té ctia cac tng vién thudc khéi lao dong truc tiép. Bai thi
tay nghé c6 thé do phong k¥ thuat ra dé va tu cham diém hodc Cong ty ciing ¢ thé
thué gido Vién tai cac trung tim, cac truong day nghé vé tryc tiép ra dé va cham
diém dé dam bao sy khach quan, cong bang. Qua trinh thi tay nghé can duoc giam
sat nghiém dé tranh céc hién tuong tiéu cuc.

Thit tu la vdn dé hoa nhdp nhan vién méi.

Khi tuyén dung mot nhan vién méi vao 1am viéc néu Cong ty ct dé tu ban
than ho hoa nhap véi moi truong 1am viéc méi thi s& rat kho khin, mat thoi gian ti
d6 lam anh hudng dén ning suat lao dong cua chinh ban than lao dong cling nhur
Cong ty. Vi vay, trong thoi gian téi Cong ty can chd trong hon dén cong tac hoa
nhap nguoi méi. Bé 1am cho nhan vién méi nhanh chong l1am quen véi cong viéc,
thi cac truong phong hay cac to truéng nén truc tiép hoic cir nhiing can bo hay
cong nhan c6 kinh nghiém, 1am viéc 1au ndm tai Cong ty, c6 trinh do tay nghé cao
kém cap, giup d&, chi bao nhan vién méi dé giup ho nhanh chéng lam quen voi
cong viéc va lam quen vai cac dong nghiép trong Cong ty.
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Khi Cong ty ap dung mot cach dong bd cac bién phéap trén thi quy trinh
tuyén dung méi sé duoc thuc hién theo trinh tu cac budc sau:

So' d6 3.1: Quy trinh tuyén dung méi.

Xac dinh nhu cau tuyén dung

A 4

Lap ké hoach tuyén dung

v

Tiép nhan ho so

\ 4

Thanh lap hoi dong tuyén dung

A 4

Xét duyét ho so

Phan cong lao dong

\ 4 v
Thi tay Thi viét, T
nghé tric nghiém Ky hop ddng chinh thic

A

Phong van Panh gia sau thoi gian thir viéc

v

Théng bao két qua va ky hop dong :
thir viéc DPao tao, kém cap sau tuyéen dung

A
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< Khéch quan, cong bing trong tuyén dung nhan su.

Pé c6 thé han ché duoc nhimg danh gia mang tinh chu quan, cam tinh, thiéu
cdng bang cua cac can bd tuyén dung tir d6 ning cao hiéu qua caa cong tac tuyén
dung nhan sy, gitp Cong ty cd thé tuyén dung duoc nhimg ngudi c6 du ning luc,
trinh do, Cong ty can xay dung céc chi tidu trong tuyén dung nhan sy va co ché
thuong phat d6i véi nhitng can bo chiu trach nhiém trong van dé tuyén dung.

Hang ky, Cong ty tién hanh danh gia, théng ké sé luogng cac umg vién duoc
tuyén dung theo cac tiéu chi: trinh d9, s6 lugng tng vién hoan thanh tét cong viéc,
s6 lwong tng Vvién bi sa thai do khong dap tmg duoc doi hoi cia cong viéc,... 1dy
d6 1am cdn ct trong Van dé danh gia hiéu qua lam viéc caa can bo tuyén dung. Can
bo tuyén dung nao hoan thanh tét nhiém vu tuyén dung ciia minh nhu: trinh d6 cua
c4c ¢ng Vién trdng tuyén thoa man hoic dap tmg vuot nhitng yéu cau caa Cong ty
dé ra, sb lugng wng vién hoan thanh tét cong viéc cao, ... s& duoc tién hanh khen
thudng va nguoc lai, can bo tuyén dung nao khong hoan thanh duoc chi tiéu thi s&
bi khién trach hay trir lwong, thuong.

Viéc gan hiéu qua ctaa cong tac tuyén dung vai loi ich luong thuéng cua cac
nhan vién tuyén dung sé& gitip Cong ty nang cao hiéu qua cdng tac tuyén dung, han
ché duoc cac tiéu cyc ciing nhu thu hat duoc nhidu nguoi tai dén 1am viéc, tao ra
méi truong 1am viéc 1anh manh, canh tranh tir d6 nang cao ning suét lao dong cua
cac ca nhan va cua toan Cong ty.

Duéi day 1a bang du kién nhu cau tuyén dung ctia Cong ty c6 phan bé tong

Vinaconex Phan Vi trong nam 2011.
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Bdng 3.2: Bang du kién nhu cdu tuyén dung lao dgng trong nam 2011.

Don vi: Nguoi
A poa A Trinh d¢
STT B phan S0 lwgng I atrenDH | CDP | TC | CNKT | LDPT
1 | Phong kinh doanh 2 2
2 | Phong KCS 2 2
3 | Phong k¥ thuat 1 1
4 | Nhéan vién k¥ thuat S) 3 2
5 | T6 dién 3 1 2
6 | T6 xay dung 15 4 11
7 | T6han 14 5 9
8 | T6 hoan thanh 4 4
9 | Cap dudng 3 1 2
Tong 49 8 8 16 15 2

Du kién chi phi tuyén dung:

Nguon: Phong té chizc hanh chinh

- Dy kién trong nam 2011 Cong ty s& tién hanh 3 dot tuyén dung:

+ Pot 1 tuyén khoang 5 nguoi.(thang 2)

+ Pot 2 tuyén khoang 19 nguoi. (thang 6)

+ Pot 3 tuyén dung khoang 25 ngudi. (thang 10)
Chi phi truc tiép phuc vu tuyén dung: 12.300.000 (d6ng).
- Chi phi quang c4o, ding tai théng tin tuyén dung:

+ Tong chi phi dang tai thong tin tuyén dung trén bao Hai Duong lién tuc

trong vong khoang 15 ngay cho ca 3 dot tuyén dung: 3 x 2 x 2,084,000 =

12,504,000 (dong).

+ In va phét t& roi: 3 x 400,000 = 1,200,000 (ddng).

+ Piang tai thong tin tuyén dung trén Internet (mién phi).

Nhu vay, tong chi phi du kién cho cong tac tuyén dung nhan su caa Cong ty
trong ndm 2011 1a: 12.300.000 + 12,504,000 + 1,200,000 = 26.004.000 (ddng).
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3.2.1.3. Du kién két qua dat dwoc.
Bdng 3.3: So sanh két qud dat dwee truwéc va sau khi thec hign bién phap.

Don vi: Nguoi
\n Két qua tuyén dun
STT Chitieu NEm 2010 | Niw 2000
1 | Sbng vién du tuyén 80 95
2 | S6 ing vién tring tuyén 62 49
3 | S &ng vién bo viéc sau 1 nam 20 6
Trong do:
- Bi sa thai 13 4
- Tu y nghi viéc 7 2
4 | S6 @ng vién hoan thanh tot cong viéc 42 43
Du kién sau khi thuc hién céc bién phap trén s& mang lai mot s két qua nhu
sau:

+ Ty Ié s6 tng vién du tuyén trén nhu cau tuyén dung tang tir 1.29 lan trong
nam 2010 1én 1a 1.93 lan,

+ Ty lé tng vién bo viéc sau mot nam giam tir 32.3% trong nam 2010 xuéng
con 12.2%.

+ Ty Ié tng vién hoan thanh tét cong viéc tang tir 67.7% trong nam 2010 1én
87.8%.

3.2.2. Nang cao hiéu qua cong tac dao tao va phat trién ngudn nhan luec.
3.2.2.1. Ly do dwa ra bién phap.

Mic du lanh dao doanh nghiép da c6 su quan tdm dén cong tac dao tao, boi
dudng dé nang cao kién thirc chuyén mon ciing nhu trinh d6 tay nghé cho d6i ngii
can bo cong nhan vién nhung van con ton tai nhitng han ché nhu cac hinh thirc dao
tao van con don gian, hiéu qua mang lai khong dap ung duoc ky vong, nhiéu céan
bo cdng nhan vién theo hoc chi mang tinh ddi pho, Cong ty cling chua ¢ nhiéu uu
dai vé quyén loi cho cho nhitng can bo theo hoc nhat la nhiing can bo theo hoc céc
|6p nang cao trinh d6 bang nguon kinh phi caa ban than ho, ...

S6 lugng d6i ngii lao dong c6 trinh d6 cao (bac 5 try 18n) cua Cong ty van
con khiém tén. Nam 2010 sé lao dong trinh d6 cao chi chiém cé 1.5% trong tong
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sb 394 lao dong truc tiép, dic biét 1a trong doi ngii lao dong truc tiép khong co lao
dong nao dat bac 6 va 7, trong khi d6 sé luong lao dong bac 2 va lao dong phd
théng con chiém ty trong twong dbi cao trong khdi lao dong truc tiép (ndm 2010 ty
trong cua khdi lao dong bac 2 chiém 29.2%, con lao dong phé thdng chiém
14.2%). Cong ty ciing chua xay dung ké hoach dao tao, bdi dudng nang cao tay
nghé thuong xuyén, lién tuc cho lao dong trong Cong ty.

3.2.2.2. Muc tiéu cua bién phép.

- Pao tao dugc doi ngii lao dong truc tiép c6 trinh do, tay nghé cao, du ning
luc dé dap ung yéu cau cua cong Viéc.

- Bao tao duogc doi ngli can b quan ly, chuyén moén nghiép vu c6 nang luc,
trinh 46 dé dap ung dugc nhiing yéu cau caa cong viéc, dac biét xay dung mot doi
ngil lao dong ké can - 1a cac can bo cong nhan vién tré tudi - nhimg nha lanh dao
trong tuong lai cua Cong ty.

- Nang cao ty trong cua khdi lao dong di qua dao tao nhat 1a khéi lao dong
bac cao, dong thoi giam ty trong cua khoi lao dong pho thong chua qua dao tao.

- Tir d6, timg budc nang cao chat luong nguon nhan lyc, nang cao nang luc
canh tranh ciing nhu hiéu qua trong san xuat kinh doanh cua Cong ty
3.2.2.3. Noi dung cuaa bién phap.

% Da dang hoda cac hinh thac, ngi dung dao tao.

Déi voi nhitng can bo quan 1y va can bo tét nghiép tir chuyén nganh kinh té
thi ngoai cac khoa hoc co ban nhu nang cao trinh k§ nang s dung may vi tinh,
ngoai ngit thi can dugc dao tao dé hiéu ré cong nghé san xuat ma Cong ty dang ap
dung, cac thiét bi may mac trong san xuat dé gidp cong tac thu mua, quan ly vat tu,
nguyén liéu duoc tot.

Bén canh cac chuong trinh dao tao lién quan dén chuyén mon nghiép vu,
Cong ty cling nén xay dung nhiing ndi dung, chuong trinh dao tao phong phu, da
dang phi hop véi tinh hinh thyc tién cua Cong ty, nham phat trién cac k§ ning
mém cho nhén vién dé phyc vy tét hon cho cong viéc nhu: k¥ ning thuyét trinh,
giao tiép cho nhan vién phong kinh doanh, ki ning lam viéc nhém cho tat ca cac
can bo cong nhan vién trong Cong ty,... Dé lam dugc viéc nay thi Cong ty c6 thé
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t6 chtic cho mot s6 can bo cong nhan vién theo hoc sau d6 vé truyén dat lai cho
moi ngudi hodc Cong ty ciing co thé thué cac gido vién tai cac trung tam dao tao
k§ ning mém veé truc tiép giang day tai doanh nghiép.

Déi véi d6i ngii can bd k¥ thuat va cdng nhan san xuat thi can thuong
xuyén bé tlc thém kién thirc vé quy trinh cng nghé san xuét, thiét bi may mac,
day chuyén san xuat ciing nhu k¥ thuat san xuét thi cong mai.

Trong van dé dao tao tay nghé cho khdi lao dong truc tiép, Cong ty cé thé
két hop giira 2 hinh thirc 1a ctr nhan vién tai phong k¥ thuat hoac nhimg lao dong
gioi kém cap nhitng lao dong con yéu kém két hop véi viéc thué cac giang vién tai
cac trudng trung cap, cao dang nghé trén dia ban tinh nhu: truong Cao dang nghé
Hai Duong, truong Cao dang kinh té va k§ thuat tinh, truong Pai hoc Sao
Po,...truc tiép vé doanh nghiép dé giang day, huéng dan cho do6i ngii lao dong truc
tiép gidp ho c6 thé nhanh chéng nam bat duoc su thay doi cua cong nghé thay vi
chi 4p dung hinh thirc 1 ngudi nao c6 trinh do tay nghé cao, thanh thao céng viéc
thi huéng dan nhing nguoi yéu kém hon nhu hién nay Cong ty dang ap dung.
Nhiing ngudi 1am cong tac giang day tai cac truong lién quan dén ki thuat thuong
dugc dao tao bai ban, ho thuong xuyén duoc cap nhat nhitng kién thirc vé cong
nghé méi va ho c6 céc k§ nang su pham dé cd thé truyén dat duoc nhitng kién thac
gilp céc hoc vién cd thé hiéu dugc van dé nhanh chéng.

Dé gop phan nang cao sé luong d6i ngii lao dong co trinh do cao trong Cong
ty thi hang nam Céng ty nén két hop cung cac truong trung cip, cao dang nghé, ...
dong trén dia ban tinh hodc cac dia phuwong xung quanh to chirc hoi thi tay nghé va
cap chung chi dé nang bac ngé, bac tho cho cong nhan. Viéc nay giup Cong ty
danh gia mot cach toan dién hiéu qua mang lai tir cong tac dao tao, tim ra nhirng
mat con han ché trong van dé dao tao va dua ra giai phap dé khac phuc nhiing han
ché do.

Ngoai ra, Cong ty nén tan dung loi thé ma Cong ty c6 duoc khi cac cong ty
me déu la nhimg déu 1a nhitng cong ty 16n véi doi ngii nhan vién dong dao, co
trinh do cao va di c6 nhiéu kinh nghiém trong van dé quan 1y ciing nhu dao tao
nhan vién. Vi vdy, hang nam Cong ty c6 phan bé tdng Vinaconex Phan Vi nén cir
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cac can bo cong nhan vién di tham quan, hoc hoi kinh nghiém tai cac cong ty me
hay cd thé yéu cau céc can bd, nhan vién gioi, tay nghé cao tir cac don vi & trén
truc tiép vé huéng dan, dao tao gilp nhan vién cua Cong ty.

Bén canh céc hinh thirc dao tao ¢ trén, Cong ty ciing nén thuong xuyén to
chtrc cho cac can bo chi chét tham gia céc budi hoi thao chuyén dé nham nang cao
nang lyc quan tri cling nhu ndm bt dugc cac thong tin lién quan dén cac ki ning
trong quan 1y, xu huéng thay d6i, phat trién ctiia céng nghé.

Ngoai ra, Cong ty cling nén day manh su hop tac véi cac doanh nghiép
thudc cung linh vuc san xuat kinh doanh déng trén dia ban tinh nham thuong
Xuyén td chitc cac doan can bd sang tham quan, hoc tap kinh nghiém 1an nhau.

< Hoan thién nhitng chinh sach wu ddi nham khuyén khich can bg cong
nhan vién hec tdp dé ning cao trinh dp.

Pé khuyén khich cac ca nhan trong Cong ty tu giac, tich cuc trong viéc hoc
tap, nang cao trinh do tay nghé, kién thirc, Cong ty can xay dung nhiing chinh
sach, co ché mang tinh chat dong vién, khen thuéng cho can bo céng nhan vién.
Mot s6 chinh sach ma Cong ty ¢6 phan bé tong Vinaconex Phan Vii ¢ thé 4p dung
nhu:

- Cubdi mdi hoc ky, can ctr vao két qua hoc tap cua nhirng can bo céng nhan
vién ma Céng ty ctr di hoc, Cong ty tién hanh khen thuéng bang hién vat nhu tién
mat, qua ting d6i voi nhitng nhan vién co thanh tich hoc tap tir loai khé tro 1én.
Nhitng cén bd nao duogc ctr di hoc bang kinh phi do Céng ty chi tra ma khdng hoan
thanh nhiém vu duogc giao thi tly vao két qua hoc tap cudi ky cua can bd d6 ma
Cong ty quyét dinh ky luat, cat giam khen thuong hay trir luong, ...

- B4i véi nhitng can bo cong nhéan vién dang theo hoc cac l6p nang cao trinh
d6 chuy@n mén ngiép vu bang kinh phi cua ban than ho, phan Ién 1a hoc ngoai gid
hanh chinh. Tuy nhién, trong mot s trudng hop dac biét Cong ty ciing nén tao
diéu kién thuan loi hon nita cho ho vé van dé thoi gian nhu: ¢6 thé cho ho vé sém
mét s6 budi dé kip gio hoc, gio thi,...
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- Nhitng nhan vién di hoc bang kinh phi cia ban than ho ma c6 thanh tich

hoc tap tét thi Cong ty ciing nén khen thudng, dong vién kip thoi nham khuyén

khich tinh than hing say hoc tap caa ho.

Bdng 3.4: Bang duw Kién chi phi dao tao ciia Cong ty trong nim 2011.
Pon vi tinh: Chi phi(Péng)

Chi phi tra cong trong khi

Hinh thie dao tag | 1191 gian S6 lwong Chi phi dao tao dio tao
' (thang) | (Ngudi) | CPBQ/ | e cp CPBQ | Téng cp
thang nguoi/ thang
1. Pao tao tai chd 109 61.180,000 335.750,000
- COng nhan tryc tiép
rgf\)éao a0 nang bac 2 60 400,000 | 48,000,000 | 2,100,000 | 252,000,000
N (,fi)ao ta0 lao dong 1 36 250,000 | 9,000,000 | 1,400000 | 50,400,000
_ Cong nhan phuc vu 05 3 120,000 | 180,000 900,000 1,350,000
_ CBCNV gién tiép 2 10 200,000 | 4,000,000 | 1,600,000 | 32,000,000
2. Dao tao thoat ly 17 87,600,000 218,200,000
- CBCNV gian tiép
+ Dao tao tin hoc 3 2 300000 | 1,800,000 | 2.600000 | 15.600,000
+ Pao tao ngoai gt 3 2 650,000 | 3,900,000 | 3.200,000 | 19,200,000
r:é?né‘o t20 k§ nang 1 4 600,000 | 2,400000 | 2,600,000 | 10,400,000
* Dao ta0 nang cao 3 4 4,000,000 | 48,000,000 | 4500000 | 54.000,000
nang lyc quan ly
+ Pio tao lién thong 10 3 650000 | 19.500,000 | 2.300000 | 69,000,000
+ Pao tao tai chic 10 2 600,000 | 12,000,000 | 2500000 | 50,000,000
Téng 126 196,780,000 553,950,000
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3.2.2.4. Két qua dat dwoc sau khi thuc hién bién phap.

% Vé trinh dp chuyén mén doi véi khéi lao dpng gian tiép.

Bdng 3.5: Dur kién két qud dat duwoc trieéc va sau khi thgc hién bién phap ¢ khéi

lao dpng gian tiép.

Pon vi tinh: Sé lwong (Nguoi), ty trong (%)

Trwéc khi thue hién bién |  Sau khi thuc hién . R
. ’ ’ A Chénh léch
STT Trinh d¢ phap bién phap
Sélwong | Tytrong | S6lwong | Ty trong | +/- %
Dai hoc 42 50.6 43 51.8 1 2.4
Cao dang 14 16.9 15 18.1 1 7.1
Trung cap 8 9.6 6 7.2 -2 -25

< Vé trinh dp tay nghé déi véi khéi lao déng truec tiép

Bdng 3.6: Dur kién két qud dat dwgc trieéc va sau khi thuc hién bién phap ¢ khaéi

lao dpng truec tiép.
Pon vi tinh: S6 lwong (Nguoi), ty trong (%)

Trlré'c_khi th},rc hién Sau k_hi thl.l’,C hién Chénh lach
STT | Bac the bién phap bién phap *
S6lwong | Tytrong | Sélweng | Tytrong | +/- %
1 LDPT 56 14.2 45 11.4 -11 -19.6
2 Bac 2 118 29.9 95 24.1 -23 -19.5
3 Bac 3 188 47.8 210 53.3 22 11.7
4 Bac 4 26 6.6 32 8.1 6 23.1
5 Bac5 6 15 9 2.3 3 50
6 Bac 6 0 0 3 0.8 3
7 Bac 7 0 0 0 0 0
Tong 394 100 394 100 0 0
Sinh vién: Tran Ngoc Dwong — Lép: QT1103N Trang 84




Mgt sé bign phép nang cao higu qud si dung nguén nhan luc tgi Cong ty co
phan bé tong Vinaconex Phan Vi

% Vé cac chi tiéu phdn anh két qud hoat déng san xudt kinh doanh.
Bdng 3.7: D kién két qud dat dwoc doi véi cac chi tiéu phdn anh két qud hogt

déng san xudt kinh doanh truwéc va sau khi thec hign bién phap.

v pin . Trwoéc khi thwc | Sau khi thuc Chénh léch
STT Chi tieu Bonvi | hian bien phap | hién bign phap - %
1 | S6 lao dong binh quan Nguoi 461 461 0 0
2 | San lugng Déng 812,000 849,200 37,200.0 4.58
3 | Doanh thu Déng 127,168,586,093 | 131,205,463,000 | 4,036,876,907 | 3.17
4 | Loi nhuan sau thué DPdng 6,797,532,502 7,024,100,000 226,567,498 3.33
Hiéu suat st dung lao N .
5 dong (3/1) Dong/ nguoi 275,853,766 284,610,549 8,756,783.0 3.17
Strc sinh 161 caa lao A i
6 dong (4/1) bong/ nguoi 14,745,190 15,236,659 491,469.0 3.33
Ning suat lao dong i
7 binh quan (2/1) M/ nguoi 1,761.40 1,842.10 80.7 4.58
Mtc dam nhiém lao <) ah %109 %109 %109 i
8 dong (1/3) Nguoi/ dong 3.6*10 3.5*10 (0.1) *10 2.78

3.2.3. Hoan thién céc chinh sach trong viéc dong vién, khen thwéng cling nhw
ky luat, an toan lao dong.
3.2.3.1. Ly do dwa ra bién phap.

Van dé luong thudng co tac dong rat 16n dbi vai ngudi lao dong. Tién luong
thuong hop ly s& gan két ngudi lao dong véi doanh nghiép. Kich thich vat chat doi
véi nguoi lao dong thong qua ché do tién luong, thuang, phu cap 1a gop phan lam
tang thu nhap cho nguoi lao dong, dam bao doi song 6n dinh cho nguoi lao dong
dé ho yén tam cong tac. Bé nhan vién 1am viéc c6 hiéu qua thi can phai c6 chinh
sach khen thudng dung ngudi dung vigc.

Mot bo phan khdng nho lao dong trong Cong ty van con han ché trong van
dé nhan thac dan dén nhitng 18i vi pham nhu: 1am viéc mang tinh qua loa, v lai,
nghi viéc tu do, gay réi 1am anh hudng dén bau khéng khi gitta cac nhan vién trong
Cong ty,... Dac biét 1a y thic chip hanh cac quy dinh an toan lao dong cia mot bo
phan cong nhan con yéu kém, 1a nguyén nhan tryc tiép dan dén sé vu tai nan lao

dong trong nam 2010 tang cao so véi nam 2009.
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3.2.3.2. Muc tiéu cua bién phap.

- Nang cao y thirc cua doi ngii lao dong trong Cong ty trong viéc chap hanh
nghiém chinh cac quy dinh caa Cong ty.

- Giam thiéu dén muc ti da cac vu tai nan lao dong cho can bo cong nhan
vién do cac nguyén nhan tir viéc vi pham cac quy dinh vé an toan lao dong di dé
ra.

- Xay dung bau khéng khi than thién gitra cac can bo cong nhan vién trong
Cong ty.

- Khuyén khich tinh than 1am viéc hing say, sang tao va c6 trach nhiém vi
su phét trién chung caa Cong ty.
3.2.3.3. Nogi dung caa bién phap.

Pé thuc hién duoc nhiing muc tiéu trén, Cong ty can thuc hién dong bo cac
bién phap sau:

s Cdc chinh sdch dong vién, khen thwong nhan vién,

- Nhiing can bo céng nhan vién c6 thanh tich xuat sac trong san xuat, quan
ly Cong ty nén khen thuong bang viéc ting qua, tuyén duong trudc tap thé Cong
ty. Xay dung phiéu danh gia chat luong lao dong giira cac to doi san xuét trong
Cong ty dé binh chon nhitng bo phan, té doi hoan thanh tét nhiém vy va tién hanh
khen thudng, tuyén duong tir d6 tao khong khi thi dua, phan dau giita cac don vi.

- Nhitng can bd cong nhan vién c6 sang kién mang lai hiéu qua trong san
xuat kinh doanh can duoc tuyén duong va khen thuang kip thoi dé dong vién ho
tiép tuc phan dau. Muc khen thudéng tly thudc vao gia tri cua sang kién d6 mang
lai.

- Quan tdm hon nita ddi voi nhiing gia dinh cta ngudi lao dong trong Cong
ty. Thuong xuyén tham hoi gia dinh nhitng can by cong nhan vién dac biét la
nhitng gia dinh c6 hoan canh khé khan, neo don. Hang nim, Cong ty nén t6 chuc
trao qua cho con em c&n bo céng nhan vién c6 thanh tich hoc tap tét.

- Cong ty ciing nén quan tim hon nita dén viéc hoan thién céc chinh sach
phuc lgi cho nguoi lao dong nhu: t6 chirc cho CBCNV di tham quan, nghi mat; hd
tro tién nha tro cho nhimg lao dong xa qué, ...
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- Quan tam va giai quyét nhitng nguyén vong chinh dang cua nguoi lao dong

trong Cong ty, dé ho yén tim lao dong san xuat va gin bé véi doanh nghiép.
% Céc chinh sach nham nang cao ky ludt, an toan lae déng.

- Thuong xuyén té chic cac 16p hoc ngay tai cac phin xudng san xuit dé
phd bién cac quy dinh vé an toan lao dong cho tat ca cac can bo cong nhan vién.

- Lanh dao Céng ty can thuong xuyén tién hanh kiém tra va don ddc viéc
chap hanh cac quy dinh vé an toan lao dong ctia cac ca nhan can b céng nhan
vién,

- C6 bién phap gido duc, ran de thich dang bang cac hinh thic nhu: khién
trach, ky luat, trir lvong, ... d6i v6i nhimg ngudi mac 16i hay vi pham cac quy dinh

cua don vi.
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KET LUAN

Cong ty c6 phan bé tong Vinaconex Phan Vil tuy con 1a mot doanh nghiép
tré, trai qua 8 nam (2004-2011) ké tir ngay ra doi va phat trién, du phai doi mat véi
nhiéu thach thic 16n tir su bién dong caa nén kinh té nhung véi su nd luc cua tap
thé doi ngii can bo céng nhan vién trong Cong ty, don vi di thu dugc nhiing két
qua dang ghi nhan: Doanh thu ndm sau ludn tang vai ty 1€ cao hon nam trudc, tao
nhiéu coéng an viéc lam va dam bao doi séng cho nguoi lao ddng, gop phan vao su
nghiép cong nghiép hoa, hién dai hoéa nudc nha.

Tuy nhién, bén canh nhiing két qua da dat duoc & trén thi van con ton tai
mot s6 mat han ché can dugc khic phuc nhu nhitng han ché trong cong tac dao tao,
tuyén dung lao dong ciing nhu viéc gio duc y thac trach nhiém, tinh than ky luat
trong lao dong nhat 1a ddi véi nhitng lao dong tré. Nhiing han ché nay can duoc
khic phuc trong thoi gian téi dé dua Cong ty ngay cang phat trién di 1én.

Trong thoi gian thuc tap tai Cong ty c6 phan bé tong Vinaconex Phan Vi,
em d c6 co hoi so sanh gitra nhiing ly thuyét da duoc hoc & truong vao tinh hinh
thuc tién tai doanh nghiép dé rdt ra nhitng bai hoc b ich cho ban than dé dap tng
cho yéu cau cta cong viéc sau khi ra truong.

Do day 14 lan dau tién di tir ly luan vao thuc tién nén nhing thiéu sot trong
bai khoa luan nay 1a diéu khdng thé tranh khoi. Kinh mong sy gop ¥ chan thanh
cua thay cd cling véi cac anh chi trong Cong ty dé gilp bai viét caa em hoan thién
hon.

Mot 1an nita em xin tran trong cam on co gido huéng dan — Th.s Vi Thi
Lanh va cac anh chi can bo céng nhan vién trong Cong ty da tan tinh giup do em
trong sudt qué trinh 1am khoa luan nay.

Em xin chén thanh cam on !
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