Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan lyc tai Cong ty

cb phan co khi 6 t6 Udng Bi

CHUONG 1: CO SO LY LUAN VE NGUON NHAN LUC, QUAN TRI
NHAN LUC VA VAN PE SU DUNG HIEU QUA NGUON NHAN LUC.

1.1. Ngudn nhéan lue.

1.1.1. Khdi niém vé nhan lyc.

Nhan luc trong mot doanh nghiép dugc hiéu 14 toan bo kha nang vé tri luc
va thé luc cua con nguoi duge van dung trong qua trinh san xuét kinh doanh. N6
cling dugc xem 14 stre lao dong ctia con ngudi, mot ngudn luc quy gia nhat trong
cac yéu td san xuat ciia bat cr mot doanh nghiép nao. ( Theo sach Quan tri nhan
su - Pho gido su - Tién si Nguyén Hitu Than)

1.1.2. Cdc dic trung co ban vé nguon nhan lyc.

1.1.2.1. 86 lwong nguon nhén lc.

S6 lwong ngudn nhan luc duoc biéu hién théng qua cac chi tiéu quy mo va
tbc do ting ngudn nhan luc. Cac chi tidu ndy c6 quan hé mat thiét véi chi tiéu quy
mo va tdc d6 ting dan sb.

1.1.2.2. Chdt lwong nguén nhan lyc.

- Thé luc nguoén nhan lyc.

Mot trong nhiing tiéu chi néi 1én chat lwong nguén nhan lyc 14 tinh trang
thé luc cua nguoi lao dong, bao gém cac yéu t6 nhu chiéu cao, can nang, suc
khoe. Cac yéu tb nay phu thudc chat ché vao céc diéu kién nhu: Muc séng, thu
nhap, nghi ngoi, cham soc y té va cac dich vu khac.

- Trinh d6 hoc van cua nguén nhan luc.

Chi tiéu quan trong nhat dé danh gia chat lwong ngudn nhan lyc 1a trinh do
hoc van cua nguoi lao dong. Trinh dd hoc van 1a nén tang cho viéc tiép thu cac
kién thirc khoa hoc ky thuat, dao tao va tai dao tao nghé nghiép.

- Trinh d6 chuyén moén nghiép vu cua ngudi lao dong.

LA trinh d6 hiéu biét, kha ning van dung, ap dung khoa hoc ki thuat tién bo
vé mot s6 chuyén mon nao dé va hoat dong san xuét kinh doanh cta to chirc nham

nang cao hi¢u qua hoat dong cho td chirc d6. Trinh do chuyén mon nghi€p vu ctua
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ngudi lao dong duoc thé hién thong qua co cau lao dong duoc dao tao & cac cap
bac khac nhau.
1.1.2.3. Co cdu nguén nhén lyc.

Co cau cdp bac ngudn nhan luc: bao gém sb luong nhan luc duoc phan
chia tir cap cao dén cp thap va dén nhan vién, ngudi lao dong trong to chirc. Co
ciu nay phan anh cac budc thang tién nghé nghiép ciia ngudn luc trong t6 chc.

Co chu tudi nguén nhan luc: duoc biéu thi bé“lng s6 lugng nhan lyc ¢
nhitng do tudi khac nhau.

Theo Téng cuc Théng ké, hién nay Viét Nam co6 co cau lao dong rat tré,
50% dudi do tudi 25. Nam 2010, luc luong lao dong trong do tudi tr 15 trd 1én
1a hon 50,5 triéu nguoi, tang 2,68% so v&i nam 2009; trong d6 luc luong lao
dong trong do tudi lao dong 1a hon 46,2 triéu nguoi, ting 2,12%, tuy nhién chat
lwong con thap va ti 16 that nghiép con kha cao. Ty 1é that nghiép nim 2010 cia
lao dong trong do tudi 1a 2,88%. Cong nhan c6 trinh d6 cao déng, dai hoc &
nude ta chiém khoang 3,3% doi ngil cong nhan néi chung. Ti 18 nay khién chung
ta phai suy nghi. Chinh vi trinh d6 van ho4 tay nghé thip nén da sd cong nhan
khong dap Gmg t6t yéu cau cong viéc. Piéu nay dan dén sy mat can ddi vé lao
dong & cac doanh nghiép. Doanh nghiép khéng thiéu ngudi nhung lai thiéu
nhitng cong nhan c6 tay nghé dé dam bao nhimng khau ki thuat quan trong trong
day chuyén san xuat. (Theo TSC.edu.vn).

1.2. Quan tri nguon nhén lyc.

1.2.1. Khdi niém ciia qudn tri nguén nhan lyc.

Theo Ph6 gi&o su - Tién si Nguyén Hitu Théan, quan tri ngudn nhan lyc 1a
phéi hop mét cach téng thé cac hoat dong hoach dinh, tuyén mo, tuyén chon,
duy tri, phat trién, dong vién va tao moi diéu kién thuéan loi cho nguén nhan luc
thong qua td chirc, nhdm dat muc tiéu chién luge va dinh huong vién canh cua to

chirc.
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1.2.2. Déi twong ciia quan tri nhin lc.

La nguoi lao dong voi tu cach 1a nhitng cd nhan can bg, cong nhan vién
trong t6 chirc va cac van dé co lién quan dén ho nhu cong viéc va cac quyén loi,
nghia vy ciia ho trong t6 chic.

1.2.3. Muc tiéu ciia qudn tri nguon nhan lc.

1.2.3.1. Muc tiéu kinh té.

Nhim muc dich st dung c6 hi€u qua nhét stc lao dong tor d6 ma tang
doanh thu giam chi phi trong quan 1y. Thoa man nhu cau trang trai chi phi, tai
tao san xuét gian don va mé rong stc lao dong, on dinh kinh té gia dinh.

1.2.3.2. Muc tiéu xa hoi.

Nham tao cong an viéc lam, gido duc va dong vién nguoi lao dong phat
trién phu hop véi tién bd xa hoi. Théng qua quan 1y ngudn nhan luc thuc hién
trach nhiém cta Nha Nude, cua to chic vai nguoi lao dong. Pé dat duoc muc
tiéu nay can ¢6 cac hoat dong ho tro.

1.2.3.3. Muc tiéu ciing cé va phdt trién t6 chite.

Quan tri nhan luc 1a nhan td dé kh:fmg dinh vé tinh hinh cua t6 chire, tinh
hinh muc tiéu kinh doanh. Bé dat dugc muc tiéu can thuc hién cac hoat dong bd
tro nhu: ké hoach hoa nguén nhan luc, tuyén chon, danh gia, dao tao, phan cong,
bd tri, phat trién nhan lyc va thuc hién kiém tra giam sat.

1.2.3.4. Muc tiéu thuc hién cac chuc nang, nhiém vu cua 16 chic.

Hiéu luc cua bo may to chirc phu thude chu yéu vao ning lyc, trinh do to
chtic ctia cac quan tri gia cip cao, cAp trung binh va ca cip co so. Chi qua hoat
dong quan tri ngudn nhan luc méi dap tmg nhu cau quan 1y nay.

1.2.4. Vai tro va chirc niing ciia quén 1y nguén nhan lyc.

1.2.4.1. Vai trod cia quadn Iy nguon nhan lyc.

Quan trj ngudn nhan lyc dong vai trd trung tm trong viée thanh 1ap cac to
chirc va gitip cho cac to chiic ton tai va phat trién trén thi trudng. Ngudn nhan

luc 1a mot trong nhitng ngudn lyc khong thé thiéu dugc cua to chic nén quan ly
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ngudn nhan luc chinh 1 mot linh vuc quan trong ciia quan 1y trong mot to churc.
Mit khac quan 1y cac mat khac ciing s& khong hiéu qua néu t6 chirc khong quan
Iy tdt nguén luc, vi suy dén cung thi moi hoat dong quan ly déu duoc thue hién
bdi con nguoi.

Vai tro cila quan 1y ngudn nhéan lyc d6i voi doanh nghiép thé hién qua cac
mat: Xac dinh nhirng co hoi tdt va nhitng tr¢ ngai trong thuc hién muc ti€u cua
doanh nghiép, dua ra tam nhin rong cho nha quan 1y ciing nhu d6i ngii can bo
cong nhan vién cua cong ty, kich thich cach suy nghi méi mé, nhitng ¥ tuong
sang tao moi trude nhitng van dé trudc mat, boi dudng tinh than khan truong va
tich cuc hoat dong ctia nhan vién trong cong ty, kiém tra qua trinh dau tu vao
hoat dong quan 1y, xay dung phuong cham hoat dong 1au dai nham vao nhiing
van dé trong diém trong ting giai doan, dua ra diém chién lugc trong quan 1y
doanh nghiép va khai thac str dung nhan vién.

1.2.4.2. Chikc néng ciia qudn Iy nguén nhén lyc.

Mot 1a nhom chire nang thu hut ngudn nhan lyc: chi trong dam bao du sb
lwong nhéan vién véi cac pham chat phu hop cho cong viéc. Nhdm nay cé cac
hoat dong: hoach dinh nguén nhan luc, phan tich cong viéc, phong van, trac
nghiém, thu thap, luu trit va sir 1y cac thong tin vé ngué)n nhan luc.

Hai 14 nhom chtic ning ddo tao va phat trién ngudn nhan luc: cha trong
cac hoat dong nang cao nang luc cua nhan vién. Nhdm nay thuc hién: hudng
nghiép, huan luyén, bdi dudng nang cao trinh do lanh nghé va cip nhat kién
thure quan 1y, k¥ thuat cong nghé cho can bd.

Ba 14 nhom chirc nang duy tri ngudn nhan luc: cha trong dén viée duy tri
va sir dung hiéu qua nguén nhan lyc trong t6 chirc. Hoat dong nay bao gom: ky
két hop dong lao dong, thoa udc hop dong lao dong tap thé, giai quyét cac tranh
chap, bat binh trong lao dong, giai quyét ki luat lao dong, cai thién diéu kién 1am

viéc, cham soc y té, bao hi€m va an toan lao dong.
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1.2.5. Noi dung co ban ciia quan tri nhan lyec.

1.2.5.1. Hoach dinh nguén nhan lyc.

- Khai niém hoach dinh ngudn nhan lyc: 1a tién trinh quan trj bao gdm
viéc phén tich cac nhu ciu va kha ning cung tng lao dong cho mét t6 chirc dudi
nhimg diéu kién thay doi, sau d6 trién khai cac chinh sach va bién phap nham
théa man nhu cau do. (Theo sach Quan tri nhan su, Pho gido su - Tién si
Nguyén Hitu Than ).

- Tién trinh hoach dinh nguén nhan luc.

So d6 1. Tién trinh hoach dinh nguén nhan lyc.

Moi truong bén ngoai

Moi truong bén trong

'

Hoach dinh chién luoc

'

/ Hoach dinh nguén nhan luc \

Du b4o cau o Sosanh | Nhan lyc
nhan luc cung - cau hién co
V/v K J
Cung > cau Cung = cau Cung < cau
Ké hoach,chinh
sach phat trién
nguon nhan lyuc
A / A\ 4 \ 4
Duy tri va Giai quyét Ké hoach,chinh
6n dinh lao dong sach tuyén
nguén nhan luc doi du du,ng, iao ta?,
phat trién nhan
luc
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Tién trinh hoach dinh ngudn nhan lyc trong doanh nghiép bét dau bang viéc
xem xét cac ké hoach chién luoc ciia toan doanh nghiép. Sau khi théng qua ké
hoach doanh sb, trrong cac b phan chuyén mon sé dé ra ké hoach chuyén mén va
ké hoach vé nhan luc cho bd phian minh. Giam dbc hodc trudng phong nhan su s&
tir d6 hoach dinh chién lugc cho toan doanh nghiép. Khi hoach dinh ngudn nhan
luc nha quan tri can tién hanh bbn bude sau:

Budc thir nhit 14 du bao nhu ciu, du bao vé kha ning san cé ctia doanh
nghiép vé nhan luc va phan tich quan hé cung - cau, kha niang diéu chinh hé thong
quan 1y nhan lyc. Khi dy béo, nha quan tri phai dua vao nhiéu yéu t6 khac nhau
nhu cac ké hoach san xuét va cac thay doi vé ning suat. Phai xac dinh sb luong
nhan vién ciing nhu cac k¥ ning can thiét theo nhu cau. TSi budc thi hai, nha
quan tri s& dé ra cac chinh sach va cac chuong trinh cu thé dé cip trén xét duyét.
Sang budc thir ba, giam ddc hay truong phong nhan su s& phdi hop v6i nha quan
tri cua cac by phan khac thuc hién cac chuong trinh cu thé. Néu thiéu lao dong,
nha quan tri s& tién hanh thuyén chuyén, thing chirc hodc giang chuc dé dat duoc
nhu cau nhan sy trong tuwong lai. Néu thay con thiéu, nha quan tri phai tién hanh
tuyén mo, tuyén chon tir nguon bén ngoai. Nhung néu du thira lao dong, cong ty
o thé giam bot gio lam viéc, han ché viée tuyén dung lai, cho vé huu sém hodc
cho nghi tam thoi. Va sau cung nha quan tri phai kiém tra va danh gia cac ké
hoach.

1.2.5.2. Phan tich cong viéc.

- Khai niém phan tich cong viéc.

Phan tich cong viéc 13 qua trinh nghién ctru ndi dung cong viéc nham xéac
dinh diéu kién tién hanh, cic nhiém vy, trach nhiém, quyén han khi thuc hién
cong viéc va cac pham chat, k¥ ning nhan vién can thiét phai c6 dé thuc hién
cong viée. (Theo sach Quan tri nhan su ctia Phé gido su - Tién si Nguyén Hitu

Than)
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- Noi dung, trinh tu thuc hién phan tich cong viéc.

So d6 2. Trinh ty thuc hién phan tich cong viéc.

Xac dinh muc dich

'

Xac dinh thong tin

'

Thiét ké, phén tich cong viéc

'

Thu thap dit lidu, kiém tra thong tin

Phan tich va giai thich di liéu

Xay dung ban mo ta4, ban ti€u chuan cong vi¢c

Budc 1: Xac dinh muc dich ciia phéan tich cong viéc. Can phai x4c dinh

dugc muyc dich phén tich cong viéc dé xac dinh thong tin mot cach chinh xac.

Budc 2: Xac dinh cac thong tin can thu thap: can thu thap cac thong tin
that sy can thiét, tranh cac sai lam: thong tin qua chung chung; thong tin khong
can thiét; thong tin thiéu tap trung, khong day du hodc chua chinh xAc.

Budc 3: Thiét ké nghién ctru phan tich cong viéc: lya chon cac vi tri dac
trung, nhitg diém then chét va xac dinh hinh thirc thu thap ciing nhu cac budc
tién hanh nham tiét kiém thoi gian, chi phi.

Budc 4: Thu thap dir li¢u, kiém tra tinh chinh x4c, déy du cua thong tin.

Budc 5: Phan tich va giai thich dir liéu thu duoc.

Budc 6: Xay dung ban mo ta cong viée va ban tiéu chuan cong viéc.

Ban mo ta cong viéc 1a mot van ban viét giai thich vé nhiig nhiém vu,
trach nhiém, diéu kién 1am viéc va nhirng véan dé c6 lién quan dén mot cong viée
cu thé.

Ban tiéu chuan cong viée: 1a bang trinh bay cac diéu kién, tiéu chuan toi
thiéu c6 thé chép nhan dugc ma mot nguoi can phai co dé hoan thanh mot cong
viéc nhat dinh.
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1.2.5.3. Pinh muc lao dong.

- Khéi ni€ém dinh mtrc lao dong

Dinh muc lao dong dugc hiéu 1a luong lao dong séng hop ly dé tao ra mot
don vi san pham hay dé hoan thanh mot nhiém vu cong tac nao d6 trong nhiing
diéu kién nhat dinh. (Theo sach Quan tri nhan su ctia Phé gido su - Tién si Nguyén
Hiru Than).

Pinh mirc lao dong 13 co s dé bb tri va sir dung lao dong hop 1y, dong thoi
1a can cr dé tra cong lao dong.

- Phuong phap xé4c dinh dinh mutc lao dong: Phuong phap théng ké kinh
nghiém, phuong phap phéan tich, phuong phap xay dung dinh muc trén co so cac
tiéu chuan co san.

- Cac loai dinh muc:

+ Murc thoi gian (Mtg): 1a sb luong thoi gian can thiét quy dinh cho mot
hoac mot nhom cong nhan cé trinh do thanh thao nhét dinh dé ho hoan thanh mét
khoi lugng cong viéc hay tao ra mot don vi san phrflm dat tiéu chudn chat luong
nhat dinh trong diéu kién t6 chuc - k¥ thuat cy thé.

Ap dung Mtg cho nhiing cong viéc doi hoi cong viéc hao tén thoi gian tuong
d6i dai hodc 1am cin ctr xay dung céc ké hoach trong doanh nghiép.

+ Mirc san lugng (Msl): 1a sb lwong san pham hay khdi lugng nhét dinh quy
dinh cho mét hoac mot nhém cong nhan hoan thanh trong mot don vi thoi gian
nhat dinh, trong diéu kién t6 chirc - k¥ thuat nhét dinh.

Ap dung Msl cho nhiing cong viéc ma két qua lao dong c6 thé tinh toan va
théng ké bang s6 tu nhién. Msl = Tca / Mtg. (Tca: Do dai thoi gian ca lam viéc )

+ Mitc phuc vu (Mpv): 12 s6 lugng may moc thiét bi quy dinh cho mdt hoic
mdt nhom cong nhan phai phuc vu. N6i cach khac 1a s lugng cong nhéan can thiét
phai phuc vu mdt don vi may moc thiét bi.

Ap dung Mpv cho nhiing cong viéc phu va phuc vu ma két qua lao dong kho

c6 thé tinh mot cach truc tiép, cu thé.
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1.2.5.4. Tuyén mo, tuyén chon nhén vién.

- Tuyén md: 12 qua trinh thu hat cac Gmg vién vé phia to chic dé cac nha
tuyén dung lya chon va sang loc nhitng ngudi c6 da diéu kién vao 1am viéc tai 1
vi trf ndo d6 to chue.

Céc ngudn tuyén mo:

+ Ngudn nodi bd: st dung cac nhan vién hién hitu: trong trudng hop can
thang chirc, dé bat hodc thuyén chuyén sang nhimg vi tri tréng, vi tri mgi. Can
xem k¥ ban ké k¥ ning va biéu db thay thé; ban bé, nguoi than ctia nhan vién
hién hiru; cac nhan vién cu.

Uu diém: tao su thi dua rong radi cho nhan vién, kich thich ho lam vi¢c
tich cuc, trach nhiém, sang tao va hiéu qua hon; ho thich nghi véi cuong vi méi
nhanh hon va dé& dang dat dugc muc tiéu; nhan vién cua cong ty da dugc thu
thach vé long trung thanh, thai do va trach nhiém trong cong viéc.

Nhuoc diém: hién tuong “lai giéng”: nhan vién mé&i duge dé bat ¢ thé
qua quen voi cach 1am viéc ciia cap trén va ho san sang rap khuon lai, thiéu sang
tao; trong cong ty dé hinh thanh “ nhém tng vién khong thanh cong”, do d6 cé
tam 1y khong phuc 1anh dao méi, chia be phai, khé hop tac va lam viéc.

+ Ngudn bén ngoai: nhimg ngudi ty ¥ dén xin viéc; céc co so dio tao
nganh nghé c6 lién quan; cac trung tAm tu van va gidi thiéu lao dong, viéc lam;
nhan vién cta céng ty khac; ngudi that nghiép va lao dong tir do.

Uu diém: nhan vién méi ning dong, sang tao hon trong cong viéc, khong
bi anh hudng, rap khuon, mady moéc theo phong cach lam viéc cii; cé tinh than,
trach nhiém cao va hét long vi cong viée

Nhuoc diém: do chua quen véi méi trudong va diéu kién lam viéc mdi,
nhan vién chua thé thich nghi ngay véi cuong vi méi dam nhan; dé xay ra tinh
trang khong hop tac ctia mot sd thanh vién cii d6i véi ngudi mai.

Phuong phap tuyén mo: théng qua quang cdo, van phong dich vu viéc

lam, tuyén sinh vién tot nghiép truc tiép tir cac truong dai hoc; qua internet,
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chinh quyén dia phuong, su gi6i thiéu cta cac nhan vién trong doanh nghiép,
qua cac moi quan hé khac cua 1anh dao doanh nghiép.

- Tuyén chon 1a qué trinh danh gia cac ung vién theo nhiéu khia canh
khac nhau dua vao cac yéu cau cua cong viée, dé tim duoc nhimg ngudi phu
hop voi yéu cau dit ra trong sd nhitng ngudi ma té chirc thu hut dugc trong qua
trinh tuyén mo.

- Trinh tu tuyén dung lao dong.

So d6 3. Trinh ti tuyén dung lao dong.

Chuén bi tuyén dung

!

Thong bao tuyén dung

y

Thu nhan, nghién ctru ho

y

Phong van

'

Kiém tra trac nghi¢m

y

X4c minh, diéu tra
v

Kiém tra surc khoe

'

Ra quyét dinh tuyén dung

y

Hoa nhap ngudi madi vao to chire

Budc 1: Chuan bi tuyén dung.

Thanh lap Hoi dong tuyén dung. Nghién ctru k§ cac van ban, quy dinh cia
Nha nudc, t6 chic, doanh nghiép ¢ lién quan téi viée tuyén dung. Thim do
nguén tuyén. Phéc thao thong bao tuyén dung, bd hd so xin viée, cac mau tric

nghiém va mau phdéng van.
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Budc 2: Thong bao tuyén dung.

Hinh thirc: quang céao trén cac phuong tién thong tin dai chiing, thong qua
cac trung tdm dich vu lao dong, yét bang tai co quan, thong qua cac trudng, cac
trung tdm dao tao. Thong bao nén ngan gon, chi tiét va day du nhitng thong tin
co ban cho Gmg vién nhu yéu ciu vé trinh do, kién thirc, k§ ning, pham chat, dic
diém ca nhan.

Budc 3: Thu nhan, nghién ctru hd so

Tat ca hd so xin viéc déu ghi s, c6 phéan loai chi tiét dé sir dung sau nay.
Nghién ctru ho so nham ghi nhan cac thong tin chil yéu tng vién, dé loai bot mot
s6 tng vién hoan toan khong dap tmg duoc yéu cau cong viée, khong can lam tiép
cac thu tuc tiép theo, giam bét chi phi tuyén dung cho doanh nghiép.

Budc 4: Phong van.

+ Phong van so bd: nham tim hiéu vé c4 tinh va nhan cich cua tng vién
xem cO phu hgp voi cong viéc khong.

+ Phong van sau: tmg vién s& dugc hoi toi tit ca cac van dé lién quan ma
mg vién di cung cip cho doanh nghiép hoic bi yéu ciu bd tic mot sb thong tin
con thiéu dé chimg minh sy trung thuc va kha ning cua minh.

Bué6c 5: Kiém tra, trac nghi¢m.

La hinh thirc danh gia sy hiéu biét, sy khéo 1éo, tri nhd,...cta cac (mg vién.
Trac nghiém co thé bﬁng cach but van, khau van hoic br?mg may tinh, hinh vg,...

Budc 6: Xéac minh, dicu tra

Lam sang to thém nhiing diéu chua rd doi voi ung vién co trién vong tot
thong qua tiép xuc voi déng nghiép, ban be, théy cO gido hodc voi lanh dao cii cua
ung vién; cho biét thém vé trinh do, kinh nghiém, tinh cach cia tmg vién.

Budc 7: Kiém tra strc khoé

Kiém tra stc khoe nham khfmg dinh kha nang lam viéc 6n dinh va lau dai

cua nhan vién.
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Budc 8: Ra quyét dinh tuyén dung.

Ra quyét dinh tuyén chon hay loai bo tmg vién 1a budc quan trong nhat. Dé
nang cao muc dd chinh xac cua cac quyét dinh tuyén chon, cAn xem xét mot cach
hé théng céc thong tin vé Gmg vién.

Budc 9: Hoa nhip nguoi mdi vao to chiec.

Sau khi ting vién duoc tuyén dung, doanh nghiép phai gi6i thiéu ngudi phu
trach va cac dong nghiép khac cho tng vien ciing nhu cac hudng dan vé cong viéc
va doanh nghiép dé gitip ho nhanh chéng 1am quen véi cong viéc va hoa nhap vao
guong may lam viéc chung cila toan doanh nghiép.

1.2.5.5. Pao tao va phdt trién nguon nhan lic.

- Khéi niém dao tao va phat trién

Pao tao 1a mot qua trinh ¢ hé thong nham nudi dudng viée tich luy cac
k¥ nang, nhiing quy tic khai niém hodc thai d6 dan dén sy twong xtmg hon giita
nhitng dic diém cta cong nhan vién va nhitng yéu cu cia cong viéc.

Phat trién 14 qua trinh 1au dai nham néng cao ning lyc, dong co cla cong
nhan vién, bién ho thanh nhitng thanh vién twong lai quy bau cua to chirc. Phat
trién khong chi bao gom c6 dao tao ma con c6 sy nghiép va kinh nghiém.(Theo
Sé&ch quan tri nhan su ctia Pho Gido su - Tién si Nguyén Hiru Than)

- Muc dich ctia dao tao va phat trién: Truc tiép gitip nhan vién lam viéc tot
hon, ddc biét khi nhan vién khong dap tng dugc tiéu chudn miu cta cong viée
hodc khi nhan cong viéc mdi; cap nhat cac ki ning kién thirc méi cho nhan
vién; tranh tinh trang quan 1y lac hau, 15i thoi; giai quyét cac van dé cia to chirc
nhu mau thuan gitta nhan vién, gitta nhan vién va cong doan, hay véi nha quan
tri ... ; huéng dan cong viéc cho nhan vién méi; chudn bi doi ngii can bo quan

1y, chuyén mon ké can; thod man nhu cau phat trién cho nhéan vién.
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- T6 chire dao tao va phat trién.

C6 hai phuong phép dao tao.

+ Pao tao tai chd: 1a cac phuong phap dao tao truc tiép tal noi lam viéc,
ngudi hoc s& hoc duge nhing kién thirc, k¥ nang can thiét cho cong viéc thong
qua thuc té thuc hién cong viéc va thudng 13 dudi sy hudng din cua nhing
ngudi lao dong lanh nghé hon. Ngoai ra ddo tao tai chd con duge t6 chie dudi
dang cong nhan vién luan phién thay doi cong viéc ctia cac bd phan khac nhau.

+ Pao tao thodt ly: 1a phuong phap dao tao trong d6 nguoi hoc dugc tach
khoi su thuce hién cac cong viée thuc té.

Pao tao thoat ly co thé t6 chiic theo nhiing hinh thirc: thuyét trinh cac bai
giang; thiét bi ghi 4m, truyén hinh va hoi nghi qua dién thoai; may tinh va cac
thiét bi da phuong tién; hoc tap béng cach thuc hanh; hoc tai cac co s¢ dao tao;
dao tao ngoai khoa.

So dd 4. Tién trinh dao tao va phat trién.

Xac dinh rd nhu cau dao tao, phat trien [

A 4

An dinh cac muc tiéu cu thé

A 4

Lua chon céc phuong phap thich hop

A 4

Lua chon céc phuong tién thich hop

A 4

Thuc hién chuong trinh dao tao, phat trién

Panh gia chuong trinh dio tao, phat trién [

Tién trinh dao tao va phat trién bat dau bang giai doan xac dinh rd nhu cau
dao tao va phat trién. Giai doan ké ti€p la an dinh cadc muc tiéu cu thé. Hai cau héi

chu yéu can néu ra la: “ Cac nhu cau dao tao cia cong ty la cac nhu cau nao?” va
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“ Cong ty mudn thuc hién muc tiéu gi qua cac 16 luc dao tao va phat trién?” . Cac
muc tiéu co thé rat han hep, gi61 han vao kha nang cia mot chirc vu nao d6. Muc
tiéu ciing c6 thé dan trai rong nhu nang cao k¥ ning quan tri cla tit ca cac cip
quan tri thir nhat gdm c6 cac qua déc, ddc cong, kiém soat vién.

Sau khi x4c dinh rd muc ti€u, nha quan tri can phai lya chon cac phuong
phap va phuong tién dao tao, huén luyén thich hop.

Pao tao va phat trién 1a ca mot tién trinh khong bao gid dut. Nha quan tri
phai thuong xuyén kiém tra va danh gia xem chuong trinh da dap ng véi cac
nhu ciu va muc tiéu dé ra chua

1.2.5.6. Pdnh gid két qud thye hién céng viéc.

- Khai niém: Panh gia thanh tich cong tic 1a mot hé thong chinh thirc
duyét xét va danh gia sy hoan thanh cong viéc cia mgt ¢4 nhan theo dinh ky.

- Muc dich:

+ Pbi v6i doanh nghiép: gitp doanh nghiép co dugc cac thong tin dir lidu
vé nang luc thyc hién cong viéc va cac kha nang tiém 4n cta nhan vién. Trén co
s d6, doanh nghiép giup nhan vién diéu chinh, sira chita cac sai lam trong qué
trinh 1am viéc, gitp ho phat trién mot cach toan dién nham ning cao ning sut
lao dong; c6 can cir dé hoach dinh ngudn tai nguyén nhan sy; xay dung ké hoach
dao tao, boi dudng va phat trién nhén su; diéu chinh cac hoat dong quén tri nhan
su cho phu hop.

+ Pbi voi nhan vién: Gitp ho biét duge kha nang hoan thanh cong viéc va
nhing sai 1am d3 mac phai trong qua trinh lam viéc, trén co sé d6 ty hoan thién
minh dé c6 dugc co hoi phat trién va thang tién.

- Trinh ty danh gia:

+ Xac dinh cac yéu cu co ban cua danh gia: thong thuong cac tiéu chi
danh gia co6 thé suy ra tir ban mo ta cong viéc bao gdm: tiéu chudn vé hanh vi va

ti€u chuan ve két qua thuc hi¢n cong viéc.
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+ Lua chon phuong phap danh gia thich hop: mét phuong phap danh gia
thich hop phai: phu hop v6i quan diém va tinh cach ciia nha quan tri, v6i vin
héa doanh nghiép, véi tinh chit cong viéc va dic diém cia nhan vién; khai thac
duogc chinh xac va ddy du thanh tich ctia d6i twong danh gia.

+ Huan luyén lanh dao va nhimg ngudi lam cong tac danh gia.

+ Théo luan v6i nhan vién vé ndi dung, pham vi danh gia.

+ Tién hanh danh gia theo tiéu chuan miu trong thuc hi¢n cong viéc.

+ Thao luan voi nhan vién vé két qua danh gia.

+ Xac dinh muc tiéu va két qua mo1i cho nhan vién.

- Cac phuong phap danh gia két qua thuc hién cong viéc: phuong phap
muc thang diém, phuong phap xép hang, phuong phap ghi chép cac vu viéc
quan trong, phuwong phap danh gia bang vin ban tudng thut, phuong phap theo
tiéu chuin cong viéc, phuong phap thang diém danh gia cin ctr vao hanh vi,
phuong phap quan tri bang muyc tiéu.

1.2.5.7. Tra cong lao dong.

- Khai niém tién luong: tién luong 14 gia ca cia stc lao dong duoc hinh
thanh trén co s¢ thoa thuan gitra ngudi lao dong va nguodi st dung lao dong phu
hop véi quan hé cung va cau vé stic lao dong trong nén kinh té thi trudng.

- Y nghia cua tién luong: tién lwong 1a mot khoan chi phi bat budc, do d6
mudn nang cao loi nhuin va ha gia thanh san pham, cic doanh nghiép phai biét
quan 1y va tiét kiém chi phi tién luong; tién lwong cao 1a mot phuong tién hiéu
qua dé thu hut lao dong c6 tay nghé, tao ra 1ong trung thanh cua nhan vién doi
v6i doanh nghiép; 1a mdt phuong tién kich thich va dong vién nguoi lao dong.

- Céc hinh thure tra luong: c6 2 hinh thure trd lwong co ban nhu sau:

+ Hinh thtc trd lvong theo thoi gian: La hinh thuce trd cong dugc ap dung
cho nhitng nhan lyc 1am cong viéc quan 1y, hodac ap dung cho nhiing cong vigc
khong thé tién hanh dinh mic chat ché va chinh xAc.

Cong thac: Ltg=Tttx L
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Trong d6: Ltg: Luong thot gian
Ttt: S6 ngay cong, gid cong thyc té di 1am trong ky
L : Miec luong ngay ( luong gio) voi:
L ngay = Lthang/22 ;L gio = L thang /18
+ Hinh thire tra lwong theo san pham: La hinh thtc tra cong cho nguoi
lao dong, can ctr vao dinh mirc san phim san xuit ra ciia nguoi lao dong trong

mdt khodng thoi gian xac dinh.

Lsp = Ntt x Dg
g /SP = Mirc luong can bd cong nhéan vién + phy cap
Murc san lugng
Trong do:

Lsp : Tién luong theo san pham
Pg : Pon gia luong san pham
Ntt : Sb luong san phém thuc té dat chat luong da hoan thanh
Cong thic:  Tei = Hsix Ttix Ki
Trong d6: Tci : Thoi gian lam viéc cua cong nhan 1
Hsi : Hé s6 luong ctia mdi nguoi
Tti : Thoi gian thyc té 1am viéc ctia cong nhan i
Ki : Mirc d¢ tich cuc ciia mdi ngudi vao két qua cong viéc

So tién khoan cho ca nhom x Tci

Wi =
Téng thoi gian chuan
Wi : Tién cong cua cong nhan thi i
Téng thoi gian chuan = Tei.
- Vén dé thu nhap ctia nguoi lao dong.
+ Mirc luong t6i thiéu.
Nghi dinh 28/2010/ND-CP (ban hanh ngay 25/3/2010) sé& diéu chinh mirc

luong t6i thiéu ving ddi véi nguoi lao dong 1am viéc & cong ty, doanh nghiép,
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hop tac xa, td hop tac, trang trai, h gia dinh, c4 nhan va cac td chirc khac cua
Vi¢t Nam c6 thué mudn lao dong.

Cu thé, tai cac doanh nghiép hoat dong trén dia ban thudc vung I, tirc cac
quan thuéc Tp Ha Noi va Tp H6 Chi Minh 4p dung muc tdi thiéu 980.000
dong/thang; ving 11 1a 880.000 dong/thang; ving III 1a 810.000 dong/thang;
ving IV gdm cac dja ban & nong thon, mién ndi, ving sdu, ving xa 1a 730.000
dong/thang.

+ Phuy cip: Nha nuéc ban hanh 7 loai phu cip lwong: phu cap khu vuc,
phu cﬁp doc hai, nguy hiém, phu cﬁp trach nhiém, phu cép lam dém, phu cép thu
hut lao dong, phu cap dit do, phu cap luu dong.

+ Tién thudéng: viéc xac dinh céc chi tiéu thudng phai cin cr vao s6 lugng
va chét luong lao dong (murc tién thuong phu thudce vao thanh tich cong tac cia
ban than ngudi lao dong nhiéu hay it). Nhitng chi tiéu vé s luong nhu hoan
thanh vuot mire san lugng, dat va vuot cac muc lao dong. Céc chi tiéu vé chat
luong co thé 1a ty 1€ san phém loai mot, tiét kiém nguyén, nhién vat liu...

1.2.5.9. An toan va sirc khoe nguoi lao dong.

- V& phia nguoi st dung lao dong: Phai lap cac ké hoach, cac bién phap
an toan v¢ sinh lao dong va cai thi¢n diéu kién lam viéc, trang bi dung cu bao hg
lao dong, huéng dan cho lao dong cac ndi quy, quy dinh an toan va vé sinh lao
dong cua nguoi st dung lao dong va nguoi lao dong.

- Vé phia ngudi lao dong: Chap hanh moi ndi quy, quy dinh vé an toan
lao dong. Khiéu nai véi co quan nha nudc néu nguoi sit dung lao dong vi pham
quy dinh an toan lao dong ctia Nha Nudc hodc trai voi hop dong lao dong ...

1.3. Anh huwéng ciia méi truwong ddi véoi quan tri nhan lye.

1.3.1. Moi truong bén trong doanh nghiép

Moi truong bén trong doanh nghiép bao gdm: vin hoa ctia doanh nghiép:
quan diém, y thirc va thai d6 ctia doi ngii lao dong d6i v4i cong viée va muc tiéu

cua doanh nghiép; co ché 1am viéc; kha nang tai chinh va cac két qua kinh doanh
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ctia doanh nghiép: s& quyét dinh doanh nghiép c6 thé thu hat duogc lao dong dén
dau; trinh do trang bi cong nghé, k¥ thuat cia doanh nghiép: yéu td nay anh
huong t6i yéu cau vé trinh d6 d6i v6i nhan vién, dic biét 1a kha ning tmg dung
cong nghé, k¥ thuat mai ctia ho. Pong thoi nd ciing tao ra ap luc canh tranh 16n
trong viéc thu hut va duy tri lao dong lanh nghé; tinh chat, dic diém cta cong
viéc va cac yéu cau vé td chirc thuc hién cong viéc.

1.3.2. Méi truwong bén ngoai doanh nghiép.

- Thi truong lao dong: tim ra xu hudng va mirc d canh tranh trong viéc thu
hut lao dong lanh nghé cho doanh nghiép ciling nhu kha ning cung ung lao dong
tor bén ngoai.

- Mirc song ciia dan cu: yéu t6 nay lién quan t6i chinh sach luong, thuong,
phu cép,...cho nhén vién.

- Nha nuéc va chinh sach phap luat: nhimg quy dinh vé s6 gid 1am viéc, hé
s6 luong, murc luong, yéu ciu vé an toan lao dong, ...

- Yéu t6 kinh té: can dic biét cht y toi mic d6 va xu hudng canh tranh
gifra cac doanh nghiép cung nganh trén thi truong.

- Yéu t6 van hoa x4 hoi: bao gém sO thich, thoi quen, chuan muc dao duc,
cac quan diém vé mirc sdng, van dé lao dong ni,. ..

- Yéu t6 cong nghé: cong nghé cang phat trién doi hoi lao dong can phai co
kién thirc va trinh do tay nghé cao. Yéu t6 nay dit ra yéu cau cac nha quan tri
nhan su phai khong ngimg boi dudng, dao tao nang cao trinh d6 cho nhan vién
trong doanh nghiép.

1.4. Cac chi tiéu danh gia hiéu qua sir dung ngudn nhan lue

1.4.1. Khdi niém hiéu qud siv dung nguon nhén luc.

- Theo quan diém ctia Mac-Lénin vé hiéu qua st dung lao dong 14 su so sanh
két qua dat dugc véi chi phi bo ra mot sb lao dong it hon dé dat duoc két qua lao

dong nhiéu hon.
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1.4.2. Mot s6 chi tiéu ddnh gid hiéu qua sir dung nguon nhan lic
- Ning suit lao dong binh quan: cho biét mot lao dong trong mot nam tao ra

bao nhiéu san lugng.

Téng san luong

Ning suét lao dong binh quin = —
8 e q Tong lao dong binh quan

- Hiéu suét st dung lao dong chi ra mdt lao dong tao ra bao nhiéu dé)ng
doanh thu trong mgt ndm.

Doanh thu
Tong lao dong binh quan
- Hi€u qua st dung lao dong: Hi€u qua st dung lao dong chi ra mot lao dong

Hiéu suét str dung lao dong =

tao ra bao nhiéu déng lg1 nhudn trong mot ky.

Loi nhuan
Téng lao dong binh quan

Hiéu qua sir dung lao dong =

- Chi s0 tao viéc lam: Chi s6 tao viéc lam cho biét doanh nghi¢p can bao
nhiéu tién dau tu dé tao ra mdt viéc lam trong mgt nam.

Tong von binh quan

Chi s6 tao viéc lam = —
' | Tong lao dong binh quan

- Hiéu luong st dung lao dong: Hi¢u luong str dung lao dong chi ra trong
mot ndm dé tao ra mot ddng doanh thu can bao nhiéu lao dong.
Téng lao dong binh quan

Doanh thu
- Hiéu qua st dung chi phi tién luong: cho bi€t mdt dong tién luong tao ra

Hiéu luong st dung lao dong =

bao nhiéu dong doanh thu trong ky. Chi tiéu ndy cang 16n thi hiéu qua st dung lao

dong cang cao.

: . ) Doanh thu thuan
Hiéu qua str dung chi phi tién luong = oo

Tong quy lwong
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1.4.3. Vai tro, y nghia ciia vi¢c ning cao hiéu qua siv dung nguén nhin
luc.

Trong doanh nghiép, yéu t6 con ngudi déng vai tro quyét dinh dbi véi su
thanh bai cua ca doanh nghiép. Chinh vi vay viéc st dung lao dong c6 hiéu qua gilr
vai tro quyét dinh t6i sy sdng con ctia doanh nghiép.

Néu sir dung ngudn lao dong khong hop 1y, viéc b tri lao dong khong ding
chtrc nang s& gy tam |y chan nan, khong nhiét tinh véi cong viéc dan dén hiéu qua
kinh doanh thap, giam sut vé tat ca cac van dé khac cua doanh nghiép.

Nang cao hiéu qua sir dung lao dong s& gop phan tiét kiém chi phi lao dong
song, tiét kiém thoi gian lao dong, giam thoi gian khau hao tai san cua doanh
nghiép, tang cudng ky luat lao dong. .. dan tGi giam gia thanh san xuét, ting doanh
thu va gitip doanh nghiép mad rong thi phan, canh tranh thanh cong trén thi truong.

Mat khéc, nang cao hi¢u qua str dung lao dong la diéu kién dam bao khong
nglng cai thién va ning cao doi séng cla can bd cong nhan vién, tao diéu kién
nang cao trinh d6 tay nghé, khuyén khich ning luc sang tao ctia ngudi lao dong,
thuc day nguoi lao dong ca vé mit vat chat va tinh than.

No6i dén str dung lao dong 14 néi dén viée quan Iy va str dung con nguoi. Con
ngudi ludn phat trién va thay ddi c6 tu duy, hanh dong cu thé trong tirng hoan canh
cu thé. Vi vay, phai lam sao dé nim bat dugc nhimng thay doi, tu duy, ¥ thic cua
con nguoi hay noi cach khac 1a ndm bét duoc nhu cau cua nguoi lao dong thi hoat
dong san xuét kinh doanh méi dat hiéu qua cao.

Tom lai, viéc nang cao hiéu qua str dung lao dong 1a viéc lam c6 ¥ nghia hét
stc quan trong va can thiét doi véi tat ca cac doanh nghiép. Boi vi st dung lao
dong c6 hiéu qua sé& gitp doanh nghiép lam an kinh doanh tbt, giam chi phi san
xuat, khau hao nhanh TSCD... diéu d6 s& giup doanh nghiép dimg viing trén thi
truong va mo rong thi phan ting kha ning canh tranh véi cac ddi thu trén thi

truong.
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1.5. Kinh nghiém ctia mét s6 doanh nghiép vé cong tac ning cao hiéu
qua sir dung ngudn nhan lye.

1.5.1. Bi quyét qudn Iy nhén sw ciia Google.

Nghiém nghit trong khiu tuyén dung: cic Gng vién tham gia phong van
phai trai qua sy sat hach cua it nhat 6 vi giam khao, trong d6 hau hét 1a dai dién
clia cac cap quan 1y hodc cac nhan vién gao cdi trong cong ty. Quan diém cia Cac
vi giam khao rat rd rang, cong bang dong thoi dit ra tiéu chuén rat cao.

Thoa méan nhu cau thiét yéu ciia nhan vién: ban linh dao Google ¢ gang
dap ing moi nhu cau thiét yéu trong cudc séng cua mgt nhan vién: nha an, san tap
thé thao, phong giat dd, xe dwa dén nhan vién... Pam bao cho nhan vién viing
tam va tap trung hoan thanh tét cong viéc dugc giao.

Trao dbi tryc tiép giita cdc nhan vién: tai Google mdi dy an do mdt nhom
du an phu trach, tat ca nhan vién trong mt nhom du an cua Google déu lam viéc
chung tai mot phong 1am viéc. Nhu vay khi mot ngudi k§ su mudn trao do6i voi
mot dong nghiép nao thi co thé truc tiép tim téi nguoi do.

Khuyén khich tinh than sang tao: cac k¥ su ctia Google c¢6 thé danh 20%
thoi gian lam viéc dé nghi ra cac du 4n mdi. Ngoai ra, Google con thanh lap hop
thu sang tao, trong d6 toan b nhan vién trong coéng ty déu co thé dong gop sang
tao cia minh thong qua hop thu nay. Sau do, nhiing sang kién nay s& dugc binh
chon cong khai, nhitng y kién sang tao nhét duoc lua chon dé tién hanh thyc hién.

No6i di doi lam: Céc cip lanh dao ciia Google cd gang dé tao ra mot bau
khong khi hoa thuén va tranh tinh trang trong cong ty chi c6 nhiing ngudi “biét noi
ma khong biét lam”.

Giao ban déu din, hiéu qua: vao thir sau hang tudn, tit ca cac nhan vién cla
Google déu duogc tap trung dé thao ludn, tiép nhan cac thong tin méi, giai quyét cac
véan dé ton tai... Thong qua phuong thirc nay, cac cip quan 1y c6 thé nhanh chéng
nam duoc tinh hinh cia cong ty, dong thoi cling ndm dugc nguyén vong, tim tu

cua nhan vién.
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1.5.2. Cong tac qudn tri nhdn sw cia Microsofft.

Tuyén dung va dong vién: Microsoft da chil trong vao viéc thu hut va giir
chan nhitng nhan vién tai gioi nhat. Chinh sach tuyén dung ngudi tai bao gid ciing
dugc dit 1én hang dau tai Microsoft. Cong ty c¢d gang thué nhiing ngudi thong
minh nhat, nam trong sd 5% thong minh nhat hanh tinh trong linh vuc chuyén mén
cua ho. Microsoft chi tuyén nhitng nguodi c6 nang luc thuc su, co niém say mé,
sang tao trong cong viéc. R4t nhiéu nguoi trong sd nhitng ngudi duge tuyén vao
lam viéc tai Microsoft déu tot nghiép tur cac trudong dai hoc va cao déng tdt nhat,
noi tiéng nhét, mét sé khac thi dugc dao tao theo chuyén nganh may tinh tbc d6
cao. Ho dan dugc bd nhiém vao nhitng vi tri quan trong chu chdt, boi vi t chit
thong minh gitp ho c6 thé nam bat duge 161 1am sém nhat va sé bat kip véi cach
lam viéc hiéu qua hon trong céng viéc. Ctr 6 thang mot 1an, moi nguoi phai trai
qua cac cudc danh gia hi¢u qua lam viéc.

Microsoft dd hap din cac nhan vién boi moi truong lam viée than thién, soi
dong, khuyén khich va tao moi diéu kién cho sy tién bo moi mat va nhat 1a thanh
cong ciia modi ngudi. Khi roi vao méi truong soéi dong & Microsoft, xung quanh
toan 14 nhitng nguoi gidi hon, thong minh hon, mdi nguoi déu cam thay thoa man
vi minh c6 thé hoc tap duogc nhiéu hon va chinh moi truong canh tranh chét luong
cang gitp cho ho phan dau vuon 1én. Microsoft cling cho phép van phong 1am viéc
ctia mdi ¢4 nhan dugc sap xép theo y riéng ctia ho. TAt ca moi ngudi déu co khong
gian riéng tu ciia minh. Ho c6 thé dong ctra lai, bat nhac 1én, diéu chinh anh sang
va lam viéc. Diéu d6 c6 nghia 1a van phong lam viéc tao cho ho cam giac nhu dang
& nha. G Microsoft khong c6 viéc quy dinh gio 1am viéc voi cac nha 1ap trinh va
diéu hanh. Chi mot s6 vi tri can lam dung gid nhu nhan vién hd tro k¥ thuat, nhan
vién tiép tan ciia tod nha. Cac nhan vién co thé chon gid 1am viéc cia minh nhung
phai c6 nhitng khoang thoi gian xac dinh hang ngay. Liéu diéu nay c6 dan dén moi
nguoi lam viée it hon khong? Nguoc lai phan 16n moi ngudi déu lam it nhat 10h

ngay. Nhan vién dugc danh gia dya trén cong vi¢c ho phai hoan thanh.
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CHUONG 2: PHAN TIiCH THUC TRANG SU DUNG NGUON
NHAN LUC TAI CONG TY CO PHAN CO KHi O TO UONG Bi

2.1. Tong quan vé cong ty.

- Tén cong ty: Cong ty cd phan co khi 6 t6 Udng Bi (viét tait: CKOTUB).

- Tén giao dich qudc té: AMC - Auto Mechanical Joint Stock Company.

- Tru s& chinh: X& Phuong Péng — Thanh phé Uéng Bi - Tinh Quang Ninh.

- Di¢n thoai: (0333) 854028.

- SDKKD: 2203000746, do S& Ké hoach va Pau tu Tinh Quang Ninh cap,
ngay 28/12/2006.

- Vén diéu 18 caa cong ty: 8.409.040.000 dong.

2.1.1. Qud trinh hinh thanh va phit trién:

2.1.1.1. Qua trinh hinh thanh.

Cong ty c6 phan co khi 6 t6 Udng Bi tién than 1a mot Xi nghiép co gidi cau
duong, sau d6 dugc Nha nudc quyét dinh thanh 1ap Nha may cong cu sb 2, thude
Tong cong ty xdy dung Dién - Than. Ngay 01 thang 7 ndm 1971 Cong ty chinh
thirc duoc thanh 1ap véi tén goi “Nha may co khi stra chita 6 t6” (nay 1a Cong ty ¢b
phan co khi 6 t6 Udng Bi).

Tu ngay thanh 1ap, Nha may la don vi hach todn phu thugc Cong ty than
Udng Bi - Bo Pién va Than. Thang 01 nim 1996 Bo cong nghiép da quyét dinh
chuyén Cong ty thanh doanh nghiép hach toan doc lap, don vi thanh vién ctua Tong
Cong ty than Viét nam (Nay la Tap doan cong nghiép than - khoang san Viét
Nam). Thang 2 nam 2002 thuc hién viéc sap xép cac doanh nghiép Nha nudc, Nha
may co khi 0 t0 tro vé don vi truc thudc Cong ty than Uong Bi, thudc Tap doan
cong nghiép than - khoang san Viét Nam.

Tir 01 thang 01 ndm 2007, Nha mdy doi thanh mo hinh hoat dong sang Cong
ty c6 phan theo Quyét dinh s6 2064/QD-BCN ngay 09/8/2006 cua Bo cong nghiép
V/v phé duyét phuong an va chuyén Nha may co khi 6 t6 ciia Cong ty TNHH mdt
thanh vién than Uéng Bi thanh Céng ty c6 phan co khi 6 t6 Udng Bi.
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2.1.1.2 Qud trinh phdt trién.

Cong ty ¢b phan co khi 6 t6 Udng Bi thanh 1ap dugc 37 nim véi trang thiét
bi may moc cii, lac hdu nén san pham lam ra khong dap tmg dugc yéu ciu cia thi
truong. Khi Nha nudc xo0a bo co ché bao cap, chuyén sang nén kinh té thi truong,
cong ty di gip rat nhiéu kho khin, dén nim 1989 doanh thu cta cong ty chi dat
458 triéu dong trong khi d6 15 402 triéu dong, thoi diém nay Coéng ty dang dung
trudc bo vuc bi pha san khong con kha nang san xuét duge nita. Nam 1990 nho su
nd luc clia toan thé can bo cong nhan vién va sy gitp dd cua Cong ty than Udng Bi
cung v6i cac don vi ban, cong ty tré lai hoat dong binh thuong, timg budc d6i méi
cong nghé san xuat dong thoi tao viée lam va thu nhap on dinh cho nguoi lao dong.

Nam 1997 véi dinh huéng da dang hoa mé réng san pham trong sira chira xe
va dau tu méi day chuyén san xuét ic quy chuyén ding mo, dén nim 1998 Cong ty
d3 hoan thanh dau tu day chuyén san xuit cac san pham chuyén dung mo va budc
dau di vao hoat dong da mang lai viéc lam 6n dinh cho s6 lao dong doi du va tang
mirc thu nhap cho toan cong ty. Nam 2009 1a naim danh dau méc quan trong trong
qua trinh xay dung va phat trién cia Cong ty co phan co khi 6 t6 Udng Bi ca vé sd
luong va chét luong, tao tién dé cho su phat trién cua nhirng nam tiép theo.

2.1.2. Chirc ning, nhiém vu cia Cong ty

Chtic ning: gia cong cac mat hang phuc vu thi cong, san xuét cac san pham
chuyén ding mé : mii 16, dén mo, ac quy tau dién, gia nap dén mo; cac san pham
co khi ché tao: xe goong, gong 10, vi 10, thung dc quy; ché tao va lap dat hé thong

bang tai, diy chuyén tuyén than; stra chita, trung dai tu xe 0 t6, may xtic, may gat.

Nhiém vu: thuc hién cac cong viéc do Cong ty Than Udng Bi phan cong,
phéi hop san xuat kinh doanh véi cac don vi thanh vién thuéec Cong ty Than Udng

Bi; t6 chtrc san xuat kinh doanh va phan cong lao dong hop 1y.

2.1.3. Co ciu té chiic.

B may quén 1y cua cong ty duoc to chirc theo md hinh truc tuyén — chirc
nang.
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So d0 5. Co ciu to chirc ciia Cong ty ¢d phan co khi 6 t6 Udng Bi

Hoi dong
auan tri
A 4
Giam ddc
diéu hanh
v
v v v
Pho giam déc k§ Phoé giam dbc Ké toan
thuat kinh t€. thi trudne
A 4
A 4 v v A 4 A 4 A 4 \ 4 \A 4
Phong Phong Phong Phong Phong Phong Phong Phong
K¥ Co khach Vat hanh To Tai
thuat dién KCS hang tu chinh chuc chinh
cong ' téng lao ké
nghé hop dong toan
\ A 4
A 4 A 4 A 4 A 4 A 4
Phéan Phén Phén Phén Phén
xuong xuong xuong xuong xuong
Co gam dong ac ché
khi vO co quy tao vi
10
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2.1.3.1. Ban gidm doc:

1. Giam ddc diéu hanh: 1a nguoi dimg dau vé cong tac diéu hanh, quéan ly
moi hoat dong san xuat kinh doanh cta cong ty trudc Téng Giam ddc Cong ty than
Udng Bi va trude phap luat. Giam dbc chi dao, diéu hanh chung cac hoat dong cua
cong ty, phan cong va phdi hop cong tac cua cac phod giam ddc va ké toan trudng
nham thyc hién dang va c6 hiéu qua nhiém vu va quyén han cta giam dbe.

2. Ph6 Giam dbc kinh té - thi trudong: thudng truc thay giam dbc giai quyét
cong viéc chung khi giam déc di vang, 1am cht tich hoi dong nang bac va chi tich
hoi df‘mg khen thudéng, ky luat; truc tiép chi dao: quan hé v&i cac co quan dia
phuong; cong tac dinh mirc lao dong, bao ho lao dong, dao tao, tiép thi phat trién
thi truong, tiéu thy, bao hanh san pham.

3. Pho giam ddc ki thuat: chiu trach nhiém trude giam ddc cong ty vé lo viée
lam cho cong ty trong ndi bd Cong ty than Udng Bi; cong tac chi huy san xuat;
cong tac bdo hanh; chi dao toan bd cac cong viéc cuia phong ki thuat, KCS, co dién,
quan 1y coéng nghé, quan 1y k¥ thuat, quan 1y chat lwong san pham, t6 chirc thuc
hién cac du an dau tu; cong tac chét luong, tién d6 mua ban phu tung, vat tu.

2.1.3.2. Cdac phong chirc nang:

1. Phong hanh chinh tong hop: lap chuong trinh cong tac ciia giam doc, cac
pho giam ddc; 1ap lich biéu theo di thi hanh cic quyét dinh, chi thi, nghi quyét cta
cép trén; cong tac hanh chinh, téng hop, van thu, luu trit, thi dua, van hoa, thé thao;
quan tri nha dn, nha khach, to xe; quan 1y cong tac y té.

2. Phong T6 chire lao dong: 1ap ké hoach dao tao, quan 1y lao dong va tién
lwong; xay dung cac dinh murc; ban hanh cac quy ché vé tuyén dung, dao tao, nang
bac; giai quyét cac ché do chinh sach ddi voi ngudi lao dong; quan 1y cong tac
thanh tra; két hop v6i phong ké hoach dé 1ap ké hoach ngin han va dai han.

3. Phong khéach hang: truc tiép quan hé voi khach hang; soan thao va quan 1y

cac hop dong kinh té lién quan dén tiéu thu san pham; kiém soat toan bo ki thuat
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lap ghép; diéu hanh san xuit; xdy dung cac phuong an, ké hoach san xuét, ké
hoach dau tu cho pht hop v6i su phat trién ctia cong ty theo timg giai doan.

4. Phong vat tu: cung Gng toan bd vat tu cho san xuét; quan 1y va cip phat
cac loai vat tu; theo doi dinh ky viéc str dung vat tu va bao quan vat tu hang ho4; to
chtrc nghiém thu san phidm cho cic phan xudng; Xy dung cac don gia va gia ban
cac san pham méi; t6 chirc kiém ké dinh ky kho vat tu, thu hoi vat tu, phé liéu va
giai quyét thanh 1y vat tu & dong; ban hanh cac qui ché vé quan Iy vat tu.

5. Phong Tai chinh ké toan: to chiic cong tac ké toan, thong ké, phan tich tai
chinh va cac nghiép vu khac thudc linh vyc tai chinh; quan 1y hé théng théng ké
ctia toan cOng ty; két hop véi phong ké hoach dé 1ap ké hoach ngan han va dai han.

6. Phong Ky thuat cong nghé: quan ly cong tac ky thuat cong nghé va quy
trinh cong nghé cila cong ty, bao gom cong viéc ché tao cac san pham co khi, san
pham moi, cong nghé phuc vu san xuat; xdy dung cac quy ché, quy dinh thudc linh
vuc khoa hoc ki thuat va cong nghé; quan hé vdi cac co quan cap trén, nganh, nha
nudc va dia phuong vé cong tac khoa hoc ki thuat va cong nghé.

7. Phong Co dién: quan 1y k¥ thuat van hanh, chim soc, stra chira cac thiét
bi, may cong cy, tin hoc, tram mang di¢n va dung cu lao dong; quan 1y cong tac vé
sinh céng nghiép, an toan bao ho lao dong va mdi trudng; quan 1y cong tac dau tu
xdy dung co ban va sira chita vat kién tric.

8. Phong KCS: kiém soat chat lwong cic hang gia cong co khi, vat tu mua
Vvao; giam sat chat luong cac mdi lap ghép, cac cong doan; kiém soat chét luong
san phat trudc khi xuat xuong; quan 1y cac ho so chét luong.

2.1.3.3. Co cdu t6 chirc san xudt.

B6 phén san xuét chinh 1a bd phan truc tiép lam ra san phém chinh, ddi
tugng lao dong phai tré thanh san pham chinh. Cong ty ¢ phan co khi 6 t6 Udng

Bi c6 nhitng b phan nhu sau:
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- Phan xuodng stra chira: Co6 nhiém vu stra chira phuc hdi cac loai xe trung
xa, Xe ca , may xuc, may gat cho cac don vi trong nganh than va cac don vi dong
trén dia ban tinh Quang Ninh.

- Phan xudng co khi: Nhiém vu ché tao cac hang co khi mo, déng thoi ché
tao cac loai phu ting cho phan xudng sira chita va phan xuéng ac quy.

- Phan xudng dc quy: Ché tao cac san pham dc qui chuyén dung mo (ic qui
tau dién, dén md, gia nap, mii 10) cung cép cho céc don vi trong nganh than.

- Phan xuong ché tao vi 10: Chuyén gia cong va ché tao cac loai vi chong 10
phuc vu cac don vi trong nganh than.

2.1.4. Két qud hoat dpng sin xudt kinh doanh ciia Cong ty.

Trong nhiig nam gan day doanh thu ciia cong ty lién tuc tang. Pham vi quy
mo san xudt ngay cang dugc mo rong nim sau cao hon nim trude, trong tmg véi

no 1a su tang 1€n vé s6 luong lao dong.

Bang 1. Két qua san xuat kinh doanh, s6 lwong lao dong va thu nhap binh
quan tir nam 2009 - 2010.

Chénh léch
Chi tiéu Nim 2009 | Nim 2010
+- %
Doanh thu thuan 401.016 523195 | 122.179 30%
( Tri€u dong / ndm)
Loi nhuan 0
( Trida déng / nim) 3.832 7.504 3.762 98%
S6 lao dong 338 396 58 17%
Thu nhgp binh quan/ lao | ) 359 564 | 518,000 | 1.466.740 34%
doéng (dong / nam)

( Nguon: Phong t6 chire lao ddng va phong ké todn tai chinh)

Qua sd liéu trén ta thdy doanh thu cua c6ng ty nim 2010 ting 122.179 triéu

dong, twong tmg véi 30% so véi nam 2009; loi nhuan nam 2010 ting 3.762 triéu
ddng, twong tng voi 98% so véi nam 2009. Doanh thu ting thé hién mot phan su

cb gang cua tap thé can bo cong nhan vién trong cong ty trong hoat dong san xuat
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kinh doanh va sy ning déng cta ban lanh dao céng ty trong viéc tich cuc tim kiém
thi truong, dau tu mé rong san xuét. Bén canh dé c6 thé nhan théy doanh thu cua
cong ty rat 16n nhung loi nhuan sau thué thu duogc lai khong cao. Nguyén nhan 1a
do cong ty chuyén cung cdp cac san pham chuyén ding mo, cic san pham nay
thuong c6 gia gia von cao nhu: dén mo c6 gia thanh trén 1.188 nghin ddng/ san
pham, ma trong nim cong ty san xuat va tiéu thu trén 7000 chiéc, hay dc quy tau
dién co gia thanh 4.839 nghin dong/ san pham, trong nim cong ty san xuit va tiéu
thu trén 2000 chiéc. Nhu vay, du doanh thu 16n nhung véi gia von cao la ly do
khién loi nhuan cta cong ty nhé hon nhiéu so v6i doanh thu dat dugc.

Bén canh két qua kinh doanh ta thiy s6 lao dong nim 2010 sb lao dong ting
58 ngudi so vi nam 2009. Co thé thay cung voi quy mo san xuét kinh doanh ngay
cang duoc mé rong, déng thoi cling doi hoi sé luong lao dong ciia cong ty ngdy
cang tang.

Doanh thu, l¢gi nhuan tang kéo theo thu nhap binh quéan ctia nguoi lao dong
cling tang tir 4.351.260 dong nam 2009 1én 5.818.000 dong nim 2010, ting 34%.
Piéu d6 chimg t6 mirc lvong cua ngudi lao dong ngdy cang ting, doi sdng cua ho
ngay cang dugc nang cao.

2.1.5. Thudn lgi va kho khdn ciia COng ty.

a) Thuan loi:
* Khach quan:

- Ban 1anh dao Cong ty than Udng Bi - Vinacomin c6 céc van ban tao thuan
loi trong cong tac phdi két hop san xuat kinh doanh trong cac don vi thanh vién
nhu: Hudng dan x4y dung ké hoach phdi hop kinh doanh nim 2011 va chuan bi
ky hop dong Phéi hop kinh doanh dai han giai doan 2011-2015, ky ngay
9/7/2010; Quy dinh thudng thi dua hoan thanh ké hoach phéi hop kinh doanh nim
2010, ky ngay 31/5/2010.
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- Khach hang trong nganh than da dén véi céng ty ngay cang hop tac chan
thanh, tin tudng va da trd thanh khach hang truyén thong, dem lai doanh thu 16n
cho cong ty nhu cong ty than Coc Sau, cong ty than Vang Danh, cong ty than
Pong Vong, cong ty than Nui Béo, cong ty than Quang Hanh,...

- Cac khéch hang ngoai nganh than cling da tin tudng va hop tac vdi cong
ty ngdy cang nhiéu nhu : Cong ty c¢b phan du lich, thwong mai Thanh Nhan, Cong
ty ¢6 phan dau tu thuong mai va cong nghiép Puc Trung, Cong ty Viét Min D6,
Doanh nghiép tu nhan Tién Pat, ...

* Chu quan:

- Cong ty d3 nang cao hon nhitng nam trude vé chat luong san pham va chat
lwong phuc vu vi vay da chiém dugc uy tin, niém tin nhat dinh cua khach hang
trong va ngoai nganh.

- Cong tac khoan quan tri chi phi dd duoc thuong xuyén quan tam, kiém tra,
kiém soat, hiéu chinh kip thoi vira tao diéu kién cho san xuit phat trién vira tao cho
cong tac quan ly cua cong ty ngay cang chat ché, hiéu qua.

- Cong tac dau tu ndm 2010 di dau tu dung huéng nhu mé réong nha xuong,
dau tu duy tri san xuat hop 1y ddy chuyén san xuét di duoc bd sung nhitng dung cu
chuyén dung, giam stic lao dong va ting dugc niang suét.

b) Kho khan:

* Khach quan:

- L&i suat ngan hang ting cao tir 18%- 20% gay khé khin trong viéc vay vén
ngan hang.

- Mot s don vi khach hang chua thuc su hop tac trong viée sir dung cdc san
pham ciia cong ty hodc sir dung khong ding quy trinh din dén cong tac bao hanh
san pham ting 1én.

- Trong nam 2010, do phai cat giam cong suat st dung dién d lam anh

huong khong nho t6i tién d6 va hiéu qua san xuat kinh doanh ctia cong ty.
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* Chu quan:

- Trong nam do cong trinh dau tu x4y dung nha 1am viéc nén cac phong ban
phai lam viéc phan tan, diéu kién lam viéc ¢6 nhiéu han ché dan dén hiéu qua lam
viéc khong cao.

- Mot s bo phan san XuAt nguoi cong nhan chua nhan thic duoc tam quan
trong cua co ché mai, nhirng thtr thach thuan lgi va kho khan ctia Cong ty, nén
trong cong viéc san xut chua ¥ thirc duge tim quan trong va tién do dé ra, dan dén
nang suat lao dong thap. Mot s6 cong nhan tré chua that nghiém tuc trong chap
hanh céac quy trinh quy pham trong san xuat din dén chét lugng san pham 1am ra
chua dat dugc yéu cau cua khach hang.

2.2. Thuc trang viéc sir dung nhan luc tai cong ty.

2.2.1. Tinh cdp thiét ciia vigc néng cao higu qua siv dung nguon nhin sw
tai CONQ ty ¢o phdn co khi 6 té6 Uong Bi.

C6 thé noéi nhan lyc 14 yéu té dau vao quan trong trong moi hoat dong san
xuat kinh doanh. Mot t6 chirc du c6 ngudn tai chinh doi dao, may moc ky thuat
hién dai d¢én dau ciing s& trd nén vo nghia néu khong cé nhan luc va viée quan tri
nhan luc khong hiéu qua. Tai Cong ty cb phan co khi 6 t6 Udng Bi, van dé nhan
Ire con nhiéu bat cap nhu cdéng ty van con nhiéu bd ngd va non kém vé cach nhan
thire, tu duy trong chi dao san xuat kinh doanh. Cong ty con thiéu cong nhan co tay
nghé cao. Doi ngili lao dong giodi ké can chua dugc chuén bi dé thay thé doi ngil
lao dong c6 nhiéu kinh nghiém da 16n tudi. Pa s6 can bo quan 1y chua duge dao
tao c6 hé théng vé quan 1y, 1am viéc chu yéu dwa vao kinh nghiém ca nhan, tinh
chuyén nghiép thép. Nang luc diéu hanh, quan ly cua mdt b phéan can bd 1anh dao,
quan 1y con bat cap. Cong ty chua tién hanh cong viéc danh gia két qua tuyén dung
mot cach dung din. Pé hoan thanh tdt nhiém vu hoat dong san xuét kinh doanh,
cong ty can phai dé ra nhiing bién phap nang cao hiéu qua st dung ngudn nhan lyc

trong ngan han va giai phap dam bao nhan lyc trong dai han.
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2.2.2. Pdc diém lao dpng trong Cong ty.

2.2.2.1. 86 lwong lao dong.

Bang 2. S6 lwong lao dong theo tinh chit lao ddng giai doan 2009-2010
BVT: 86 heong: Nguwoi, Ty trong: %

Tinh chat Nim 2009 Nim 2010 Chénh léch
lao dong S6 lwong | Ty trong | S6 lwong | T¥ trong +/- %
Lao dong 271 80% 330 83% 50 | 22%
tryc tiep
Lao dong 67 20% 66 17% 1 -1%
glan tiep
Tong so 338 100% 396 100% 58 17%

(Nguon: Phong t6 chirc lao déng)

Qua bang s liéu trén ta thay lao dong truc tiép nim 2009 c6 271 ngudi trén

tong so 338 ngudi, chiém ty trong 80%. Nam 2010, lao dong truc tiép 1a 330 ngudi

trén tong s6 396 ngudi, chiém ty trong 83%, ting 1én 59 ngudi, twong tmg véi 22%

so voi nam 2009. Nhu vay cing véi viéc mo rong quy md san xuat, s6 luong lao

dong truc tiép cling ting 1én dé dap g viéc san xuét kinh doanh cta cong ty. Nam

2010, cong ty md rong thém phan xudng dc quy, phan xudng gdm vo va phan

xuong ché tao vi 10. Bén canh dé, s6 lugng lao dong gian tiép nam 2010 lai giam
di mot ngudi so vai naim 2009 do mdt can bd vé huu chua cd ngudi thay thé.

C6 thé thay do tinh chat nganh 1a co khi 6 t6 nén lugng lao dong truc tiép
ludn chiém sé lugng nhiéu hon lao dong gian tiép tai cong ty. Nam 2009 lao dong
truc tiép chiém 80%, trong khi lao dong gian tiép chi chiém 20%. Ciing tuong tu,
nam 2010, lao dong truc tiép chiém 83%, con lao dong gian tiép chi chiém 17%.
Lao dong gian tiép bao gém: can bd céng nhan vién lam cac céng viée chuyén mon
tai cac phong ban nghiép vu, xi nghiép nhu: phong to chirc nhan sy, phong khach
hang, phong hanh chinh tong hop, phong ké hoach vat tu, phong ki thuat, phong tai
chinh. Lao dong truc tiép gém luc luong bao vé, lao cong, phuc vu, cong nhan —

lao dong truc tiép tai cac phan xudng. Trong do:
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Bang 3. Cac hinh thirc lao dong

DVT: Nguoi
Chénh léch
Chi tiéu Nam 2009 | Nam 2010
+/- %
Lao dong hop dong 0
khong thoi han 280 313 33 12%
Lao dong hQ’P dong 44 a1 3 704
1->3 nam

( Nguon: Phong t6 chire lao déng )

C6 thé thay lao dong hop ddng khong thoi han nam 2010 so v6i nam 2009
tang 33 ngudi, twong Gmg voi 12%, lao dong hop dong 1->3 niam giam 3 nguoi,
twong Gng 7%. Viéc ting, giam cac hinh thic lao dong 13 do mot sb lao dong
chuyén hinh thirc hop dong lao dong tir lao dong hop dong 1 dén 3 nam thanh lao
dong hop dong khong thoi han. Mit khac, sé luong lao dong nam 2010 ting so véi
nim 2009 13 do c6 mét sd lao dong vé huu, chAm dit hop dong lao dong do ho tu
nghi viéc va mot s6 do su didu dong cua cong ty di don vi ngoai va cong ty ciing
tuyén thém mot lugng lao dong méi dé thay thé va dap tng viéc md rong quy mod
san xuat kinh doanh.

Bang 4.Tinh hinh ting, gidm lao dgng theo hinh thirc lao dong

PVT: Nguoi
Chi tiéu Nim 2009 | Nim2010 | Chénh léch
Nghi huu 0 2 2
bi don vi ngoai 2 1 -1
Cham dut HD 7 13 6
Tuyén méi 27 58 31

(Nguon: Phong t6 chirc lao déng)
2.2.2.2. Chat lwong lao dong

* Phan loai tinh hinh lao dong theo trinh d6 hoc van.

Sinh vién: Hoang Thi Thuy Hang — QT1103N 33



Mot s6 bién phap nang cao hiéu qua str dung ngudn nhan lyc tai Cong ty

cb phan co khi 6 t6 Udng Bi

Bing 5. Tinh hinh lao déng theo trinh d§ hoc vin
PVT: 86 lwong: Ngueoi, Ty trong: %

Nim 2009 Nim 2010 Chénh léch
Chi tiéu - -
SO lwgng | Ty trong | So lwgng | Ty trong +/- %
Pai hoc 43 13% 55 14% 12 28%
Cao dang 16 5% 16 4% - -
Trung cap 41 12% 30 8% -11 -27%
Lao dong 228 67% 295 74% 67 29%
pho thong
Tong 338 100% 396 100% 58 17%

( Nguon: Phong t6 chire lao dong)

Biéu dd 1. Co ciu lao dong theo trinh dd hoc vin

14%

4%

8% O Pai hoc
B Cao ding

O Trung cip

O Lao dong phd thong

Lao dong phd thong cta cong ty chiém sé lugng 16n nhat: nam 2009 1a 228
nguoi, chiém 67% tong s lao dong; nam 2010 1a 295 ngudi, ting 29% so voi nim
2009, chiém 74% tong sb lao dong. Lao dong phd thong chiém sb luong 16m 1a do
dic diém nganh co khi, phan 16n 1a cong nhan tryc tiép san xuét.

Sd luong lao dong co trinh do dai hoc, cao déng, trung cép cua cong ty
khong nhiéu. Nam 2009 c¢6 43 nguoi ¢6 trinh d dai hoc, chiém 13% tong s lao
dong; 16 ngudi c6 trinh do cao dang, chiém 5% tong s lao dong; 41 ngudi cb
trinh d6 trung cap, chiém 12% tong sd lao dong. Nam 2010, s6 lugng lao dong co

trinh do cao dang khong tang; lao dong co trinh d6 trung cap giam di con 30 nguoi
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so v&i nam 2009; sd nguoi co trinh do dai hoc da tang 1én thanh 55 nguoi, tuong
g voi 28%, chiém 14% tong s lao dong. Nguyén nhan cua viée ting giam do 1a
do mét sb lao dong c6 trinh d§ trung cép da hoc 1én bac cao déng, mot sb hoc tir
cao dang 1én dai hoc nén lao dong c6 trinh do trung cap giam di, sé lao dong co
trinh d6 cao dang du khong ting nhung van c6 su bién dong. Mic du sd luong ting
khong dang ké nhung di cho thy trinh do ciia ngudi lao dong trong cong ty ngay
cang cao.
* Phén loai tinh hinh lao déng theo trinh d6 tay nghé.
Bing 6. Tinh hinh lao ddng theo trinh d¢ tay nghé

DVT: Nguoi
Chénh léch
Bic thg | Nam 2009 | Nim 2010

+/- %

317 88 95 7 8%
a7 40 48 8 20%
5/7 35 45 10 29%
6/7 27 36 9 33%
717 21 34 13 62%
Tong 221 258 37 17%

( Nguon: Phong t6 chirc lao dong )

Trinh d6 tay nghé cua cong nhan trong cong ty co tir bac 3 tdi bac 7. S6
cong nhan bac 3/7 tang tor 88 ngudi nam 2009 1€n 95 nguoi nam 2010, tang 7
nguoi, twong ing voi 8%. Bac 3/7 chiém sd lugng cao nhit. S6 céng nhan bac 4/7
tang tr 40 ngudi nam 2009 1én 48 nguoi nam 2010, tdng 8§ nguol, tuong tng véi
20%. Bac 5/7 tang tir 35 nguoi nam 2009 1én 45 nguoi nam 2010, tang 10 nguoi,
tuong Gmg voi 29%. SO céng nhan bac 6/7 ciing dang dan ting cao tir 27 ngudi
nam 2009 1én 36 nguoi nam 2010, ting 13 nguoi, twong tng 62%. SO cong nhan
bac 7/7 tang cao nhét so vé&i cac bac tho khac, tang tr 21 nguoi ndm 2009 1é€n 34
nguoi nam 2010, ting 13 ngudi , twong tmg 62%. Hang nim cong ty déu td chuc

thi giit bac va nang bac. Pa s6 cong nhan déu dat két qua tot. C6 thé thay trinh do
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tay nghé ctia cong nhan ngdy cang dugc nang cao, sb lugng lao dong tay nghé cao
ngay cang ting. Piéu nay dong nghia véi viéc chat luong lao dong cua cong ty
dugc cai thién ro rét, nang suat lao dong cling nhu két qua san xuét kinh doanh cua
cong ty s€ tang 1én.

2.2.2.3. Co cdu lao dong.

- Phan loai co cau lao dong theo do tudi.

Bing 7. Tinh hinh lao dong theo d9 tuoi.
PVT: 86 lwong: Nguwoi, Ty trong: %

Chi tidn ’ Nam 2009 ’ Nam 2010 Chénh léch
So lwugng | Ty trong | So lwgng | Ty trong +/- %
Dudi 25 82 24% 100 25% 18 22%
26 - 35 98 29% 115 29% 17 17%
36 - 45 80 24% 99 25% 19 24%
46 - 55 78 23% 82 21% 4 5%
Tong 338 100% 396 | 100% 58 17%

( Nguoén: Phong t6 chire lao dong )

Biéu @ 2. Co céu lao ddng theo d tudi

O Duai 25
m26-35
036-45
046 - 55

Qua bang s6 lidu trén ta thay s6 lao dong trong cong ty gan nhu phan bo déu
cho cac d6 tudi, do tudi dudi tir 26 — 35 chiém sb luong nhiéu nhat, 98 nguoi,
tuong tmg 29% nam 2009; 115 ngudi, twong tng 29% nam 2010. Do tudi dudi 25
va tir 36 — 45 chiém ty trong 24% nam 2009 va 25% nam 2010. Cé thé thiy cong
ty c6 mot do1 ngli lao dong tré, cd suc khoe, nang dong, sang tao, dé tiép can voi

khoa hoc ki thuat va thich nghi voi nén kinh té thi truong hién nay. Bén canh d6
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cong ty con c6 mot doi ngil lao dong lanh nghé, nhidu nim kinh nghiém, trung
thanh, hét long v&i cong viée, d6 tudi tir 46 — 55, ¢d 78 nguoi, tuong tng 23% nim
2009 va 82 nguoi, tuong tmg 21% nam 2010.

Nhin chung co cdu lao dong theo do tudi cua cong ty 1a kha phu hop, dic
biét 1a sy phat trién cua nganh co khi hién nay.

- Phan loai co cu lao dong theo gidi tinh.

Bang 8. Tinh hinh lao djng theo gidi tinh.
PVT: 86 hwong: Nguwoi, Ty trong: %

Chi tiéu Nam 2009 Nam 2010 Chénh léch
lt:.)’(:lg trrf)i,lg lll’?;:lg trrf)flg *h Yo
Nam 240 71% 280 71% 40 17%
Nt 98 29% 116 29% 18 18%
Tong 338 100% 396 100% 58 17%

( Nguon: Phong t6 chire lao dong)

Niam 2009, cong ty c6 240 lao dong nam, chiém 71% tong s6 lao dong va 98
lao dong ntr, chiém 29%. Nam 2010, s lao dong tang 1én, lao dong nam 1a 280
nguoi, chiém 71%, nit 1a 116 nguoi, chiém 29%. Lao dong nir chu yéu lam viéc
hanh chinh vin phong va mét sé 1am tai cac phan xudng. Lao dong nam chu yéu
lam céc chic vu quan 1y nhu giam déc, phé giam ddc, trudng cac phong ban va
lam viéc tai tat ca cac phan xudng. Vi dic thu nganh nén lao dong nam luén chiém
s6 lugng 16n hon lao dong nit. Nhin chung viéc phan bd va st dung lao dong theo
gidi tinh clia cong ty 1a phit hop voi tinh chat, dic diém cta nganh co khi.

2.2.3. Thuc trang cong tdc sir dung nguén nhén lyc tai cong ty.

2.2.3.1. Hoach dinh ngué‘n nhan lyc.

- Cong tac phan tich hién trang nguén nhan luec.

Hang nam cong tac phan tich hién trang ngudn nhan lyc tai Cong ty cb

phan co khi 6 t6 Udng Bi dugc tién hanh theo mot trong hai hinh thirc sau:
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+ Thir nhét, phu trach phong ban, phan xudng bao cdo vé tinh hinh nhén luc
ctia phong ban, phan xuéng minh vé sé lugng, nhu cau can bd sung lao dong va
can bo quan 1y. Trén co s& d6 1anh dao cong ty s& danh gia, can d6i va dua vao ké
hoach b6 sung, diéu chinh ngudn nhan lyc cho cac phong ban, phan xudng.

+ Thir hai, cac phong ban, phan xuéng tu kiém tra, ra soat tinh hinh nhan
luc, chil yéu vé sb luong, bao cdo 1én ban giam ddc cong ty dé dwa vao ké hoach
nhan lyc hang nam.

Vé thuc chat, diy chua phai 1 cong tac danh gia ngudn nhén luc tai cong ty
vé tit ca cac mit co ciu, sb luong, chat luong ma maéi chi quan tam dén sb luong
lao dong; chua co6 su danh gia doi ngii lao dong vé trinh d0, kha nang hoan thanh
nhiém vu, kha ning dap Gng su thay doi trong tuwong lai. Viéc ra soat vé sb luong
lao dong tai cac bd phan chua dya trén co s dinh mirc lao dong khoa hoc.

- Dy bao nhu cau va phén tich quan hé cung cau nguén nhan luc.

Do khong lam tot cong tac du bao, phan tich cung cau lao dong, thiéu su
chuan bi vé ngudn lao dong va cac phuong phéap thu hut lao dong c6 hiéu qua nén
trong nhitng nim qua cong ty gap nhiéu khé khan trong cong tac tuyén dung.

2.2.3.2. Phdn tich va thiét ké cong viéc.

- Phan tich cong viéc.

Cong ty c6 phan co khi & t6 Udng Bi chua bao gio phai tién hanh phan tich
cong viéc dé phuc vu cho hoat dong san xuit kinh doanh ctia minh. Do d6 viéc xé4c
dinh loai lao dong can thiét thuc hién céac cong viéc khac nhau trong linh vuc san
xuat 14 khong rd rang. Viéc tuyén dung hoan toan cin c&t vao bang cap, chimg chi
pht hop voi loai cong viéc dé tién hanh.

- Thiét ké cong viéc.

Ciing giéng nhu viéc phan tich cong viéc, thiét ké cong viéc chua duge cong

ty quan tdm. Moi van dé muc dich cong viéc, cac k¥ ning, ning lyc can thiét cia

nguoi lao dong, céac thao tac cu thé...dé thuc hién cong viéc déu dua vao quy dinh
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vé trinh ty tién hanh cong viéc, né khong phai 1a chi dan cu thé vé thao tac thuc
hién ciing nhu céac yéu td khac dé thuc hién cong viéc.

2.2.3.3. Céng tdc tuyén dung.

- Ngudn tuyén dung va phuong phép tuyén dung.

+ Ngudn ndi bd cong ty: ap dung cho cac chic danh can bd quan 1y cac co
s& san xuit méi, vai sb luong hét sttc han ché. Lanh dao cong ty tién hanh ra soat
kha nang can bd ¢ cac co sd, tién hanh dong vién thoa thudn vdi cac dbi tuong lua
chon va ra quyét dinh diéu dong.

+ Ngudn bén ngoai: ap dung cho viéc tuyén chon lao dong mdi truc tiép san
Xuat, cong ty tap trung vao mot s6 ngudn tuyén dung cha yéu sau: cac truong dai
hoc, truong day nghé han, stra chita 6t6...Ngoai ra, ddi véi mét sb truong hop cu
thé, cong ty tién hanh tuyén dung théng qua su gidi thiéu cta can bd céng nhan
trong cong ty va cc (mg vién ty do dén xin viéc.

+ Phuong phap tuyén dung lao dong mai thuong duoc tién hanh nhu sau:

Khi ¢6 nhu ciu vé lao dong maoi voi lugng 16m, tuy thudce vao vi tri cong viée
cu thé, cong ty tién hanh lién hé vdi cac trung tdm dao tao dé quang céo tuyén
dung hodc ding quang céo trén truyén hinh, bao chi. Vi cac vi tri quan 1y ky
thuat, cong ty thuong lién hé véi cac truong dai hoc Bach Khoa Ha Noi, Pai hoc
Cong nghiép Ha Noi; ddi v6i cong nhan k¥ thuat, thuong lién hé véi truong Cao
dang Cong nghiép va Xay dung; Cac trudng cong nhan ki thuat co khi ...

- Quy trinh tuyén dung.

T nam 2005 tré vé trudce, viée tuyén lao dong dugc thong bao theo hinh thirc
ndi bo khong rong rai, ai biét hodc c6 nguoi than trong nganh biét thi dén xin du
tuyén. Phong to chic s& xét va tham muu cho giam doc dé ra quyét dinh tuyén
dung ma khong thong qua bat ky mot hinh thtrc thi tuyén ndo, ngoai viéc kham

kiém tra strc khoé.
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Tir ndm 2005 trd lai day, Cong ty da dé ra mot quy trinh tuyén dung va thyc
hién theo quy trinh tuyén dung do. DPdi véi viee tuyén mot sb lugng lao dong 16n,
quy trinh tuyén dung ndy gdm nhimmg budc sau:

Budc 1. Khi ¢6 nhu cau tuyén dung lao dong méi, Cong ty sé thanh 1ap Hoi
ddng tuyén dung do giam ddc cong ty lam chu tich Hoi dong, cac thanh vién bao
gd6m phong T chirc, phong K¥ thuét, Cong doan.

Budc 2. Hoi dong tuyén dung ra thong bao tuyén dung cong khai, trong d6
néu rd vi tri 1am viéc va tiéu chuan dbi véi tng vién.

Budc 3. Nhan ho so, phan loai, kiém tra so bo stc khoé cta céc ung vién.

Budc 4. T6 chire thi tuyén cho cac Gmg vién di duoc chap nhan hd so, hinh
thue thi 1y thuyét.

Budc 5. Thong bao két qua thi tuyén.

Budc 6. Tap trung cac ung vién tring tuyén, dao tao 1y thuyét an toan lao
dong trong thoi gian 1 tuan.

Budc 7. Ky hop dong lao dong thtr viéc 2 thang, dua lao dong méi dén
nhiing noi lam viéc.

Cong ty c6 ché d6 uu tién cho than nhan can bo cong nhan vién trong nganh
nhu v, chong, con trong viéc xét tuyén. Déi véi s6 luong it, phong To chirc tiép
xtc tryc tiép voi tng vién tu do, co thé yéu cau hoic khong yéu cau kiém tra danh
gia ctia chuyén mon, sau 6 tham muu cho giam déc quyét dinh tuyén dung.

Két qua tuyén dung lao dong trong nhitng ndm gan day ctia Cong ty c6 phan
co khi 0 t6 Uong Bi nhu sau:

Thir nhat, vé& sd luong tuyén dung: cong ty ludn tuyén di nguoi trong mot
dot tuyén chon.

Thir hai, vé& chat luong tuyén dung. S6 lao dong méi duge tuyén dung 13
nhimng nguoi vira méi ra truong, k¥ ning nghé nghiép thuong rat han ché, phai qua
mot qué trinh dao tao thuc té it nhat sau hai thang tai co s& maoi c6 kha nang dap

ung duoc yéu cau cong viéc.
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Thir ba, cong ty c6 ché d6 uvu tién cho than nhan can bd cong nhan trong
nganh, diéu nay tao ra sy gan bé truyén thong cuia nguoi lao dong dbi véi cong ty.
Nhung trong thoi gian gan day, viéc qua lam dung chinh sach nay di dan dén viéc
chap nhan tuyén dung nhig nguoi co trinh do thip vao lam viéc tai cong ty.
Nhitng lao dong nay sau thoi gian duge dao tao kha dai, c6 nguoi dén sau thang
van khong dap ung dugc doi hoi cong viée, ma van khong bi loai bo.

Bang 9. Nhu cau tuyén dung ciia Cong ty niim 2009-2010

DVT: Nguoi
Vi tri tuyén Nam 2009 | Nam 2010
Pho phong vat tu 1 0
Nhén vién phong vat tu 0 2
Nhan vién phong khac hang 1 2
Nhan vién phong t6 chirc 0 1
K& toan vién 0 2
Ki su co dién 0 2
Phé quan ddc 1 2
Tho han dién 4 6
Tho han hoi 2 4
Tho stra chira 0 t6 3 4
Tho tién 2 4
Tho ngudi 2 3
Tho dién 1 4
Tho van hanh may 0 2
Tho rén 2 3
Tho moc 2 2
Tho ma 0 3
Tho phun son 4 6
Tho nhiét luyén 0 3
Nhan vién nha an 2 3
Tong s6 27 58

( Nguon: Phong t6 chirc lao dong)

Nhu cau tuyén dung khéi lao dong truc tiép cua cong ty ting tir 25 ngudi
nam 2009 1én 54 ngudi nam 2010, ting 29 ngudi. S6 lao dong can tuyén phan bod
tai cac phan xudng, dic biét 1a phan xudng sira chira, phan xuéng gam vo, phan
xuong vi 10, s6 luong lao ddng can tuyén nam 2010 gip d6i nam 2009 do cac phan
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Xuong nay méd rong quy mo san xuat, can thém nhiéu lao dong. Nhu cau tuyén

dung khéi lao dong gian tiép hau nhu ko c6 su thay doi, chi ting tir 2 ngudi nam

2009 1én 4 ngudi ndm 2010 do c6 nhan vién nghi huu va sy thuyén chuyén tai cac

phong ban.

Bang 10. Thuc trang so ing vién duw tuyén vao céc vi tri nim 2009 — 2010

DVT: Nguoi

Vi tri tuyén

Nam 2009

Nam 2010

Pho phong vat tu

5

Nhan vién phong vat tu

Nhan vién phong khac hang

Nhan vién phong to chirc

Ké toan vién

Ki su co dién

Phé quan ddc

oo |o1T|o|01|0O

Tho han dién

=
o

Tho han hoi

Tho stra chira 0 t6

Tho tién

Tho ngudi

Tho dién

Tho van hanh may

Tho rén

Tho moc

Tho ma

Tho phun son

Tho nhiét luyén

OO 0TI |O1|O |00 (N |© |00

Nhan vién nha an

OO N[OOI O|N|OI|IN/O|0jUTfO)|O|O|O|O»|O

\I

Tong

78

125

( Nguon: Phong t6 chire lao déng)

Qua bang trén ta thiy sb Gng vién dy tuyén ting tir 78 ngudi nim 2009 1én

125 ngudi nam 2010. S6 Gmg vién dy tuyén chi yéu la cong nhan tai cic phan

xuong.
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Bing 11. Két qua tuyén dung

DVT: Nguoi
Chi tiéu Niam 2009 | Nam 2010
1. Sb tng vién du tuyén 78 125
2. Sb tng vién tring tuyén 27 58
3. S6 tng vién trang tuyén bo viée sau 1 nim 0 0
4. Sb trng vién hoan thanh tot cong viée 22 49
5. S6 ung vién khong hoan thanh tot cong viéc 7 9

( Nguon: Phong t6 chirc lao dong )

- Cong tac danh gia két qua tuyén dung.

Cong ty chua tién hanh cong viéc danh gia két qua tuyén dung mot cach
dung dan. Thuc chat chi tiéu danh gia hiéu qua cong tac tuyén dung dang dugc
str dung tai cong ty 1a s luong ngudi duoc tuyén dung va bang cap, chimg chi
chuyén mon dugc dao tao cua ho. Van dé chét luong cua lao dong dugc tuyén
dung ciing nhu chi phi tuyén dung chua dugc dit ra nhu mét tiéu chi dé danh
gia mQt cach nghiém tuc.

2.2.3.4. Céng tdc bo tri nguon nhan lyc.

Poi ngil can bd, nhan vién tai cic phong ban hau nhu khong cé su thay doi.
Do viéc md rong quy md san xudt nén viéc bé tri lao dong phuc vu va céng nhan
tryc tiép san xuat trong nam 2010 ting 1én so véi nam 2009. Nhan vién phuc ting
tir 60 nguoi, chiém 17,8% toéng s6 lao dong nim 2009 1én 72 nguoi, chiém 18,2%
tong s6 lao dong nam 2010. Cong nhan tryc tiép san xuat tang tir 211 nguoi, chiém
62,4% tong s6 lao dong nam 2009 1én 258 nguoi, chiém 65,2% tong s6 lao dong
nam 2010. Hau hét cac chtc vu quan 1y déu do nhitng nguoi cé trinh d6 dai hoc
dam nhiém; nhan vién hanh chinh, nghiép vy, k¥ thuat mot s6 ¢6 trinh d6 dai hoc,
con lai 13 trinh d6 cao dang, trung cip; cong nhén truc tiép san xuét co trinh do
trung cap chiém ty 1& nho, phan 16n 13 lao dong phd thong. Véi dic thu nganh co
khi, viéc b tri lao dong cua cong ty 1a kha hop 1y vé sb luong ciing nhu trinh do
hoc & ting vi tri.
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¢b phan co khi 6 t6 Udng Bi

Bang 12: Cong tac bd tri nhan lwe nim 2009

DVT: nguoi
Nim 2009 Nim 2010

Tén bo phén, Lao Lao
phong ban < _ dong | - dong

Tong bai | Cao | Trung | phd | Tong bai | Cao | Trung | pho
s0O | Nam | Nir | hoc [ dang [ cap [thong | so | Nam [ Nir | hoc | dang | cap | thong
Ban Giam ddc 4 41 o 4 0 0 0 4 41 o] 4 0 0 0
Phong Khach hang 12 6| 6| 4 4 2 0 14 6| 8| 8 2 4 0
Phong Tai chinh ké toan 6 2| 4| 4 1 1 0 7 2| 5| 5 1 1 0
Phong hanh chinh 28 10| 18 4 3 6 15 37 10| 27 7 2 6 22
Phong K§ thuét 7 5] 2| 3 0 4 0 4 3] 1| 3 1 0 0
Phong Co dién 5 41 1| 5 0 0 6 5/ 1| 5 1 0 0
Phong Vit tu 14 8| 6| 4 2 8 0 15 7| 8| 8 2 5 0
Phong KCS 5 3| 2| 4 0 1 0 5 3] 2| 4 0 1 0
Phéan xuong Co khi 41| 33| 8| 3 1 5 32 45| 37| 8| 3 1 4 37
Phan xuong Sua chira 65 55| 10| 3 1 2 59 76 67| 9| 2 1 2 71
Phan xudng Ac quy 36| 26| 10| 2 2 3 29 57 44| 13| 1 2 2 52
Phan xuéng Gam vo 451 36| 9| 1 1 4 39 41 33| 9| 3 2 3 33
Phén xudng Vi 10 70| 48| 22| 2 1 3 64| 85| 60| 25| 2 1 2 80
Téng 338 | 240| 98| 43| 16 41| 238| 396| 280|116| 55| 16 30| 295

(Nguon: Phong té chirc lao dong)

Sinh vién: Hoang Thi Thiy Hiang — QT1103N
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cb phan co khi 6 t6 Udng Bi

2.2.3.5. Céng tdc ddo tao va phdt trién nguén nhén lyc.

- Phén tich, xac dinh nhu cau dao tao

Cong ty di xay dung va ban hanh quy ché dao tao va bdi huan nang bac, noi
dung bao gom:

+ Boi huén thudng xuyén va bdi huin nang bic.

+ Xét két thuc tap nghé va nang luong khdi gian tiép

+ Pao tao tai chirc va sau dai hoc

Noi dung ddo tao cta quy ché nay ap dung cho khéi lao dong tryc tiép, chua
c¢6 quy dinh vé dao tao cho khdi lao dong gian tiép.

Nhu da néi ¢ trén, cong tdc danh gia nang lyc thuc hién cia nguoi lao dong
dé lam co s& cho dao tao, tra luong... thuc hién chuwa tot nén khéng c6 co sd dé
xac dinh nhu cau dao tao: loai k¥ nang can dao tao, dbi tuong, thoi gian, chuong
trinh dao tao va cac hinh thuc dao tao. Viéc xac dinh nhu cau dao tao hang nam
nhu sau:

Thir nhit, cong tac boi huan nang cao cac k¥ nang nghé nghiép. Péi tuong
dugc dao tao 1 tit ca moi cong nhan trong cac phan xudng san xuat, khong phan
biét trinh d6 tay nghé, k¥ ning ciia mdi ca nhan. Chuong trinh dao tao dugc ap
dung chung, thong nhit trong cong ty. P6i voi lao dong méi tuyén dung, cong ty
an dinh ché do dao tao tap trung hai thang dé 1am quen voi cong viée trude khi dua
nguoi lao dong dén cac co sé 1am viéc.

Thir hai, cong tac dao tao phat trién. Cong ty dua trén chi tiéu phan bo sau
d6 mai thong bao trong ndi bd cong ty cac chi tiéu va tiéu chuan lya chon dé ngudi
lao dong trong cong ty ding ky thi tuyén. Cong ty khong xac dinh nhu cau phat
trién va khong co quy hoach trong viéc dio tao, phat trién can bo quan tri cling nhu
cac nganh nghé dap Gng su thay d6i cua cong viée trong tuong lai. Ngoai ra, doi
voi viée xac dinh nhu cau ddo tao tai chic, cong ty can cur vao nhu cau ban than
ngudi lao dong, trén co sd cac quy dinh vé nganh nghé va céc tiéu chuan vé dao

tao tai chirc trong “quy ché dao tao va boi huin ning bic” cia cong ty dé quyét
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cb phan co khi 6 t6 Udng Bi

dinh cho nguoi lao dong dugc di hoc tai chirc hay khong. DPdi véi cong tac dao tao
tai chtrc, cong ty c6 quy dinh vé tiéu chuan dé xét cho ngudi lao dong di hoc tai
chtrc. Theo d6, ngudi lao dong lao dong c6 nhu cau di hoc tai chtrc phai 1a nhiing
lao dong gioi, xin hoc dung nganh nghé dang lam va dugc lanh dao truc tiép dong
¥ cho di hoc trén co s& bé tri hop 1y nhén lyc tai chd.

Trong qua trinh dao tao, can bg, cong nhan vién phai thuong xuyén hoc tap
nang cao trinh do 1y luan, kién thuc, k¥ ning hoat dong chuyén mén nghiép vu va
cac kién thirc bo tro khéac theo quy dinh; sau khi da dugc dao tao, boi dudng ma tu
¥ bo viéc hodc chuyén cong tac khoi cong ty vi 1y do ca nhan thi phai boi thuong
cho cong ty cac chi phi dao tao, bdi dudng.

Quyén loi cta can bd, cong nhan vién: Can bo, cong nhan vién duogc cir di
dao tao, boi dudng dugc co quan b tri thoi gian va kinh phi theo ché d6 quy dinh.
Trong truong hop can by, cong nhan vién theo nguyén vong cd nhan dugc cong ty
ctr di ddo tao, bdi dudng thi duge cong ty hd tro vé thoi gian va kinh phi tuy theo
kha ning va diéu kién cho phép. Trong thoi gian duoc cir di dy cac khoa dao tao,
bdi dudng, can bo, céng nhan vién duoc hudng nguyén luong va cac ché do khac
theo quy dinh. Sau khi dao tao vé, can bo, cong nhan vién s€ c6 co hdoi ddm nhan
nhiing chirc vu cao hon nhu quan 1y hay nhan vién van phong tily vao nganh nghé
ma can bg, cong nhan vién dugc cu di dao tao.

Moi chi phi dao tao theo quy dinh cua cong ty s€ trich 1ap vao chi phi quan
1y doanh nghiép.

- Cac hinh thtrc dao tao:

Cong ty hién dang &p dung cac hinh thirc dao tao sau:

+ Huén luyén tai noi 1am viéc (ddo tao tai chd), dao tao theo kiéu chi dan -
d6 1a cong tac boi huan thuong xuyén va bdi hudn ning béc.

+ Pao tao tai chuc: cir nguoi lao dong di hoc tai cac truong dao tao hodc hoc

tai chirc tai dia ban thanh phd.
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Bang 13. Danh sach can b, cOng nhan vién dwoc cir di dao tao

Cie vt e 0 1 | iuqmg | i v | 1w | SO
Phong vét tu 2 Dao tao thoat ly 4 ndm 12.000.000

Phong t6 chic lao dong 1 Dao tao thoat ly 4 ndm 6.000.000
Phong khach hang 2 Dao tao thoat ly 4 nam 12.000.000
Phong Tai Chinh ké toan 1 Dao tao thoat ly 4 nam 6.000.000
Phan xuong stra chira 30 Dio tao chd 3 thang 0
Phén xudng ic quy 15 Dio tao chd 3 thang 0
Phan xuong vi 10 25 DPao tao chd 3 thang 0

Phan xuong co khi 20 Dao tao chd 3 thang 0
Phan xudng gim vo 25 Dao tao chd 3 thang 0

(Nguon: Phong té chirc lao dong)

Hié¢n tai cac can bd, nhan vién tai cac phong dugce cir di dao tao thoat ly van

dang trong thoi gian hoc tap. Tai cac phan xudng, mot nira sb lao dong duge dao

tao 1a nhiing lao dong méi tuyén dung, mot nira 1 lao dong dao tao tai chd dé nang

bac. Hau hét nhitng lao dong dao tao tai chd déu hoan thanh tdt cong viéc, hoa

nhap duoc vao mdi trudng moi.

Bang 14. Két qua thi giir va nang bac nim 2009 — 2010

Két qua thi giit bac K¢ét qua thi niang bac
Nam
Dat Khong dat Dat Khong dat
2009 32/40 8/40 25/29 4/29
2010 45/52 7152 31/36 5/36

( Nguon: Phong t6 chire lao déng)

- Panh gia két qua cong tac dao tao.

Tiéu chi dé danh gia két qua thuc hién cong tac dao tao ctia Cong ty la:

SO cong nhan dugc nang bac / s6 cong nhan thudc dién nang bac trong nam,

s0 nguo1 dugc cur di hoc tai chirc hodc chinh quy hang nam.

Sinh vién: Hoang Thi Thuy Hang — QT1103N
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cb phan co khi 6 t6 Udng Bi

Thuec ra, ti€u chi trén chi la mot phﬁn rat nho két qua cua hoat dong dao tao,
phan chinh 1 trinh do lanh nghé cua ngudi lao dong, kha ning hoan thanh cong
viéc cua ho, muc do dap tng su thay ddi cua cong viéc cling nhu chi phi dao tao
thi khong dugc dé cap dén. Két qua danh gia lai vi vay khong phan anh duoc thuc
chét hiéu qua cong tac dao tao tai mdi don vi tryc thudce ciing nhu clia ca cong ty.

2.2.3.6. Cong tac dinh murc lao dong.

Hé thdng muc lao dong cua Cong ty dugc 1ap trén co sé “ Pinh muc lao
dong khdi co khi” s6 2034/QD-HPQT ngay 09/11/2004 ciia Tong cong ty Than
Viét Nam nay la Tap doan cong nghi€p Than — Khoang san Viét Nam ban hanh ap
dung cho cac doanh nghiép thanh vién. Mot s6 muc lao dong duoc néu trong cac
bang sau:

Bing 15. Hé thong dinh mirc lao dong ciia cong ty

. ) . Cong tiéu
Chirc danh cong viée Don vi tinh Kcl(})(:llgh\lr’igeﬂ:g ]3;‘:; lsf:ll; ?&c;( :IE]——-)Q/
Xe 0 t6 trung xa cac loai Xe/ng-ca 118 0,0037 31.86
Stra chira cac loai may gat, xuc Xe/ng-ca 8 0,0033 2.424
Gong 160 CBII22 céc loai Bd/ng-ca 150 43,2 3.472
Gia cong vi 10 cac loai Kg/ng-ca 22.300.000 629,7 35.412
Bang tai cac loai Mét/ng-ca 500 0,26 1.929
San pham thép thoi Kg/ng-ca 900 360 2.5
Stra chira TPT tau dién Cai/ng-ca 6 0,006 960
Co khi khac Tan/ng-ca 100 0,333 300
bén moé BPM-10K cac loai Cai/ng-ca 4 3,33 1.2
Ac quy tau dién
Ac quy tau dién loai 350Ah Binh/ng-ca 4 1,25 3.2
Gié nap dén mo céc loai
Loai 48 den Bo/ng-ca 40 0,033 1.2
Mii 1o Cai/ng-ca 30 20 1.5
T6 hop AQTD Téhop/ng-ca 20 0,018 1.1

( Nguon: Phong ké hoach )
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cb phan co khi 6 t6 Udng Bi

CongtituhaoR=Q/(Mx1,1)
Trong d6: Q 1a khéi luong cong viée
M 1a dinh murc ning suét
1,1 12 hé s6 quy d6i cho mdi cong viée ( duoc xay dung dua trén
co s& phan tich diéu kién td chirc, k¥ thuat cu thé cua ting budc cong viéc)

2.2.3.7. Céng tdc dé bat va sa thdi lao dong.

- Pé bat, thang tién.

Cong viéc nay thuong dugc thuc hién nhu sau: Khi c6 nhu cau vé can bod
quan 1y cac cip bd sung cho cac don vi hodc thay thé can bo, cong ty tién hanh dé
bat, cit nhéc tir lyc lugng hién c6 ctia cong ty. Can cir cua vige dé bat nay la nang
luc cua ngudi lao dong, sau khi da duogc thir thach, rén luyén & cac bo phan, co s6.

Dbi voi cong tac dé bat, thang tién, cong ty khong co sy chuan bi lya chon
nguoi dé quy hoach, dao tao, do d6 thuong bi dong trong cac truong hop phai
thuyén chuyén can bd tir don vi co s& nay sang don vi co sd khac. Ciing chinh vi
su thiéu chuén bi doi ngii can by nay, nén trong nhitng ndm qua van c6 tinh trang
thiéu can bo quan 1y phin xudng.

Nam 2010, c6 mot nhan vién phong hanh chinh téng hop duoc thiang chirc
pho phong; tai phan xudng co khi va phan xudng vi 16, mot phéd quan dbc dugc dé
bat 1én vi tri quan déc, mot phd quan doc tai phan xudng dong co duoc thuyén
chuyén 1am quan ddc phan xudng stra chira do quan doc phan xudng nay nghi huu.

- Sa thai lao dong.

Nganh co khi hién nay dang trong giai doan phat trién, quy moé san xuat
ngay cang moé rong, co hdi viéc lam cho ngudi lao dong chua bi bo hep, vi vay
viéc sa thai lao dong & day chil yéu xét dén nguyén nhan vi pham ky luat lao dong.

Ciing gidng nhu bat ky mot doanh nghiép nao khac, cong ty c6 phan co khi
Otd Udng Bi ciing phai d6i mat véi van dé ngudi lao dong vi pham ky luat lao
dong, vi pham céc t€ nan xa hoi nhu nghién hut... trong can bd cong nhan cua

cong ty van ton tai. T trude td1 nay viée sa thai lao dong rat hiém khi xa ra do1 voi
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cong ty c6 phan co khi Ot6 Udng Bi. Cong ty ap dung hinh thtc xir 1y ky luat chua
thuc sy manh mé, hiéu qua. Hau hét mai chi dung lai & mic do canh cdo, ha bac
lwong, chuyén di 1am viéc khac. Tinh tir ndm 2004 t6i nay, méi chi c6 2 trudng
hop chim dut hop dong lao dong do vi pham ky luat. Tinh trang né nang, né tranh
van d& dung cham toi quyén loi nguoi lao dong dién ra phd bién & cac cap quan tri,
khién cho viéc sa thai lao dong vi pham ky luat lao dong khong tré thanh cong cu
hiru hi¢u trong vi¢c 1ap lai trat ty noi lam viéc, nang cao y thuc nguoi lao dong. Tu
d6 xuat hién tu tudng trong mot bo phan khong nhd nguoi lao dong cho rang da
vao dugc Cong ty 1a duong nhién duge hudng cac ché dd thu lao, céac lgi ich vat
chat ma khong can phai phan dau gi nhiéu, khong c6 ap luc phai giit vi tri cua
minh, giam dong co phan dau hoan thanh nhiém vu.

2.2.3.8. Ché dé ddi ngé lao déng.

* Ché d lwong, thuong.

Cong ty ¢6 phan co khi Oté Udng Bi ap dung hai hinh thirc tra luong theo
thoi gian va theo san pham.

Hinh thtrc tra lwong theo thoi gian ap dung cho lao dong gian tiép, lao
dong phuc vu, lao dong phu tro:

- Nguén quy luong cua lao dong gian tiép dugc hinh thanh trén co sé dinh
bién lao dong hop 1y gin v4i hé sd gidn cach cua timg ¢4 nhan va trén co s& hoan
thanh ké hoach san xuét kinh doanh hang thang caa Cong ty.

- Tién luong cia bd may quan ly gan véi ty 1& % hoan thanh ké hoach thang:

Bang 16. Bang hé s6 hoan thanh cong viéc

Ty 1 hoan thanh H¢ s6
< 95% 0.8
Ttr 95% dén <100% 0.9
Tir 100% dén <110% 1
Tir 110% dén <120% 1.05
> = 120% 1.1

( Nguon: Phong t6 chirc lao déng)
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cb phan co khi 6 t6 Udng Bi

Cach tinh tra luong:

+ Pbi voi lao dong gian tiép: Tra lwong theo thang cho ting lao dong trén co
s& ngay cong thue té di lam trong thang ( tdi da khong vuot qua ngdy cong ché do
26 hodc 27 ngay cong). Tién luong thang cua mdi lao dong bang tién luong cua
mdi chtrc danh twong Gmg nhan véi ngdy cong di 1am thuce té trong thang va hé sd
hoan thanh ké hoach thang.

+ Pbi v6i lao dong phuc vu, phu tro: Cong ty giao khoan tién lwong cb dinh
hang thang cho cac don vi trén co sd dinh bién lao dong hop 1y, hé sé gidn cach da
dugc quy dinh tai quy ché.

- Xé4c dinh hé sd gidn cach va tién luong chic danh: Thong qua viéc danh
gia mirc do phuc tap cua cong viée, cong ty di xac dinh murc tién lwong cua lao
dong gian don thap nhat 1a 1.787.500 dong/thang( = tién luong 1 cong 68.750 * 26
ngay cong/ thang). Hé s6 gidn cach dugc xac dinh mirc thap nhat 1a 1,0 cho lao
d6ng gian don va cao nhat cho chirc danh Giam déc hé s6 1 10,0.

Bang 17. Bang lwong mét sé chirc danh.

HE s Cong | Heé sb > > Ty 1§ Tong tién
. lwong S Tiénlwongphan [ hoan
Chirc danh £ thwe | gian . A e X %« | lwong trong
cap i cach cirng(co dinh) | thanhke thang(ddng)
bac hoach
1 2 3 4 | 5=1.787.500%4 6 7=(5*6/26)*3
Ph6 phong 2.65 26 4.2 7.507.500 1.05 7.882.875
Quan doc phan 4.2 26 4.2 7.507.500 1.05 7.882.875
xudng ac quy
Quan doc phan 4.66 26 3 5.362.500 1.05 5.630.625
xuong vi 10
Can b k¥ thuat 2.37 20 18 3.217.500 1.05 2.598.750
K thudt vién 3.27 24 2.8 5.005.000 1.05 4.851.000

( Nguon: B phdn tién lirong — Phong t6 chire lao dén.)
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Hinh thtrc tra lwong theo san phdm duoc ap dung cho cong nhan truc tiép
san xudt san pham & cic phan xudng:

Ouy lwong san pham dwoc xdc dinh nhw sau:

+ Can cir: Ké hoach san xuét ctia Cong ty giao cho phan xudng, cin ctr dinh
muc lao dong, don gia san pham.

+ Quy lwong giao khoan:

Qsp = E Qspi X dij

Trong do: - Qsp: 1a quy luong san pham giao khoan
- Qi Khoi lwgng san pham thir i
- d;: Pon gi4 san pham thir i
- i: thi tu san pham
- n: Loai san pham
Ouy lwong sin phdam ciia t6 san xudt:
Cong ty giao khoan tién luong theo du xe trén co sd dinh muc lao dong va
don gia tién luong hop 1y.
Tong tién luong nhan dugc trong thang cua ting to duoc chia thanh hai
phan:
- Phén tién luong theo hé sb cap bac cong viée ( hay con goi 1a lwong phan
ctng) va phan tién luong ning suét ( hay con goi 1a tién lwong phan mém).
+) Tién luong phan cing = X (hé sd cip bac cua timg thanh vién trong to x
murc luong t6i thiéu Nha nudce quy dinh tai thoi diém x s6 ngay cong di 1am trong
thang cia moi ngudi)/26 ngay.
+) Tién lwong phan mém = Tong tién luong di giao khoan - Tién lwong
phan clng
Tinh lwong cho tirng céng nhan trong to:
Tién lwong nhan dugc trong thang ciia cong nhan = Tién luong phan cing +

tién lvong phan meém.
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Trong do:

+ Tién luong phan cimg = Hé sd luong hién giit ciia cong nhan x muc luong
ti thiu Nha nudc quy dinh tai thoi diém hién tai x s6 ngdy cong di lam trong
thang / 26 ngay.

Tién luong phin mém = Tong s diém dat dugc trong thang x gia tri mot
diém. (gia tri mot diém = tong sd tién lwong phan mény téng sé diém dat duoc
trong thang cuia ca to)

- Quy dinh cong cham diém trong t6: Piém cham hang ngay ciia mdi coéng
nhan k¥ thuat dugc quy dinh nhu sau:

Bang 18. Quy dinh cong chim diém

Bac thg | S6 diém toi da
317 6
A7 7
5/7 8
6/7 8
717 10

(Nguén: Phong t6 chirc lao déng)
Vi du: tinh lwong cho 1 cong nhan bac 3/7 ¢ 1 t6 gdbm 5 lao dong déu bac 3/7 cua
phan xudéng dong co.

Bang 19. Bang lwong m§t cong nhan trong phan xwéng dong co

Heé s6 luong 2.47
Luong co ban 730.000 dong
Sb ngay cong 24 ngay
Tong diém 6%24=144 diém
Tong luong phan mém cia ca to 4.300.000
Tong diém cla ca to 720 diém
Gia tri 1 diém 4.300.300/720=5.972
Tién lwong phin mém 144*5.972= 859.968 dong
Tién luong phan cling (2.74*730.000%24)/26= 1.846.338 dong
Tong tién luong 859.968+1.846.338=2.706.356 dong
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Ngoai phan luwong trén, ngudi cong nhan nay ciing nhan duoc cac khoan phu
cép, tién 1am thém gio, tién thudng.

- Céc khoan phu cdp tinh = Hé s6 phu cip * Mirc luong t6i thiéu Nha nudc
quy dinh tai thoi diém hién tai.

Bing 20: Phu cip theo chirc danh

Chirc danh Hé s6 phu cép

Chu tich hoi dong quan tri 1,6
Uy vién hoi dong quan tri 1,2
Truéng ban kiém soat 1,2
Uy vién ban kiém soat 1,1
Thu ky hoi dong quan tri 0,3
Truéng phong, quan doc 0,4
Ph6 phong, phé quan ddc 0,3
Bi thu Bang uy 0,5
Bi thu chi bd, thuong truc Pang uy, bi thu doan 02
thanh nién :
Chu tich cong doan, t0 trudng, thu quy, bi thu

A N A e A 0,1
chi doan, an toan vién, bao vé

( Nguon: Phong t6 chire lao déng)
Mic du cong ty di 4p dung cac tiéu chuan tich cyc nham tao ra dong luc
kich thich thi dua san xuét trong céng nhan vién nhung do chua c6 bang phén tich
cong viéc nén tiéu chuan danh gia hoan thanh cong viéc cua ngudi lao dong con
mang nang tinh chi quan, do d6 tinh céng bang - dong luc kich thich trong van dé
tra thu lao bi giam hiéu qua. DU con mat han ché nhu vdy nhung nhin chung thu
nhap va doi song cia ngudi lao dong trong coéng ty nédi chung twong ddi 6n dinh,
muc luong trung binh dat tur 2,5 triéu dén 5,8 triéu.
* Phuc lgi, dich vu cho nguwoi lao dong.
Ngudi lao dong dugc trang bi day di phuong tién bao ho lao dong, dam bao
an toan, v¢ sinh lao dong; dam bao ti€u chuan noi 1am viéc vé khong gian, do
thoang, dat tiéu chuan vé sinh vé khoi bui, hoi, khi doc, nhiét do, 46 am, tiéng 6n

va cac yéu to c6 hai khac. Nguoi lao dong dugce cham sdc stic khéde, t6 chirc kham
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st khoe dinh ky, kiém tra phat hién bénh nghé nghiép dé co bién phap diéu tri, boi
dudng stc khoe. Toan bd chi phi y té tir so ctru, cap ctru dén khi diéu tri xong cho
ngudi bi tai nan lao dong hodc bénh nghé nghiép déu do cong ty chi tra.

Nguoi lao dong duoc bdi thudng it nhat 30 thang lwong néu b suy giam kha
nang lao dong tur 81% trd 1€n hodc cho than nhan nguoi chét do tai nan lao dong,
bénh nghé nghiép ma khong do 15i ctia ngudi lao dong. Néu do 13i cua ngudi lao
dong thi cling duoc tro cap it nhat 1 12 thang luong.

Ngoai ra, nguoi lao dong c6 ché d6 an gitra ca va boi dudng doc hai dbi véi
cac cong viec lam trong moi truong doc hai, khong dat tiéu chuan vé sinh nhu: On,
rung, ap suét, birc xa ion, hoi doc, khi doc, bui doc, .. .trong mot sb cong vi¢c nhu:
can chinh bom cao ap, son 6 t6, stic nap ac quy, nau in trong bép cong nghiép, ...

2.2.3.9. Vin @é an toan lao dong.

Cong tac an toan bao hd lao dong va v¢ sinh cong nghiép luén ludén duoc
cong ty dac biét quan tam. Hang nam, cong tac nay duoc tién hanh mot cach chat
chg, cu thé, tir viéc 1ap ké hoach trang bi, huan luyén, thuc hién mua sdm trang bi
dén cong tac thanh tra, kiém tra viéc thuc hién va hiéu chinh viéc thuc hién, cac noi
quy, quy dinh, bién hiéu dugc trang bi méi day du hon. Ngudi lao dong dugc trang
bi day du cac phuong tién bao vé ca nhan. Tuy nhién nhitng biéu hién chu quan
trong qua trinh san xuat dang c6 nguy co dién ra & mot sd cong viéc ma cong nhan
chi quan khéng sir dung céc thiét bi an toan trong qua trinh san xuat. Can bo phy
trach cong tac an toan bao ho lao dong chua xir Iy nghiém d6i véi cac truong hop vi
pham. Cong tac vé sinh cong nghiép ngdy cang dugc 1am t6t hon tir duong di, 16i
lai dén nén nha xudng ludn sach s& va khang trang hon. Tuy nhién cong tac phan
loai va xir 1y cac loai rac thai ctia cac don vi van con nhiéu bat cap din dén chi phi
thué xtr 1y rac thai con tén kém. Cong ty da to chirc hudng tmg tot tuan 18 Qudc gia
vé an toan vé sinh lao dong va da dat duogc két qua tbt, trong nam 2010 khong co

tai nan lao dong nang va nguy hiém nao xay ra.
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Bing 21. Trang bi bao h¢ lao dong cho ngwoi lao dong.

Quén 40 bao A )
x ho Dayda | \ig | Gang | Kndu | xa
Tong . thap co N R
Danh muc 6 chiu diu Lo tay Trang | phong
Quéan | Ao e (chiéc) | (@di) | (chiéc) | (ko)
(d6i)
Cong nhan sin 258 |258 | 258 238 258 | 6.408 | 6.408 | 448
xuat chinh
Cong nhan phyc 72 |72 72 72 72 1.032 | 1.032 72
vy, phy trg
Can b quan ly, 66 |66 |66 66
nhéan vién
Kham strc khoe
dinh ky 39
Tong 396 | 396 310 396 7.44 | 7.44 520

(Nguoén: Phong té chirc lao dong)

2.3. Phan tich mdt s6 chi tiéu d4anh gia hiéu qua sir dung nhan lwc.

Bang 22: Mot s6 chi tiéu danh gia hiéu qua sir dung nhin lwc

Chénh léch
STT Chi tiéu PVT Nim 2009 | Nim 2010
+/- %
p | Tonglaodongbinh nguoi 338 396 58|  17%
guan
2 Téng gia tri san hrgng tr.d 63.697 71.271 7.574 12%
3 Doanh thu thuin tr.d 401.016 | 523.195| 122.179 30%
4 Loi nhuén sau thué tr.d 3.832 7.594 3.762 98%
5 Téng quy lwong tr.d 18.128 24.133 6.005 33%
6 Téng von binh quén tr.d 202.424 | 297.102 | 94.678 47%
7 | Nangsuatlaodgng | trdnguoi/ | 19 53| 179977 | .8475|  -4%
binh quan nam
8 Hiéu suat it dung lao tr.d/rzgu’orl/ 1186 1321 135 11%
dong nam
9 Hi¢u qua sur dung lao tr.d/r}guol/ 11.34 19.18 8 69%
dong nam
10 | Chisétgovigelam | "BV 5egg | 750,26 151  25%
11 Hi¢u luqng str dung lao ngucjl/tr.d 0.84 0,76 20,09 -10%
dong nam
1p | Hiu quasi dyng chi tr.d 22,12 21,68 -0,44 2%
phi tién lwong

(Nguon: Phong tai chinh ké todn va tinh todn ciia tdc gid)
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- V& ning suét lao dong binh quan: Ning suét lao dong cho biét mot lao
dong trong mot nam tao ra bao dong gia tri san luong.

Nam 2009, mot cong nhan lam viéc vo1 nang suét dat 188,453 tr.d/nam, nam
2010 1a 179,977 Tr.d/nam. Du con sb nay twong dbi cao nhung nim 2010 ning
suat lao dong cua cong ty dd giam so voi nam 2009 1a 8,475, twong tng véi 4%.
Viéc giam ning suat lao dong 1a do mot sd cong nhan khong chip hanh nghiém
chinh n6i quy lao dong va do tinh trang mat dién trong ndm 2010 dién ra nhiéu hon
khién nhiéu may moc khong 1am viéc hét cong suat.

- V& hiéu suét st dung lao dong: Hi¢u Suét sur dung lao dong chi ra mot lao
d6ng tao ra bao nhiéu dong doanh thu trong mot nam.

Hiéu suat sir dung lao dong cta cong ty nam 2009 1a 1.186 tr.d/ngudi/ nam,
diéu nay chimg t6 mot lao dong tao ra 1.186 tr.d doanh thu trong nim 2009. Bén
nam 2010 con s6 nay la 1.321 tr.d/nguoi/nam. Nhu vay hiéu suat st dung lao dong
cia nam 2010 tang so v&i nam 2009 1a 135 tr.d tuong tmg 11%

- Vé hiéu qua st dung lao dong: Hiéu qua sur dung lao dong chi ra mot lao
dong tao ra bao nhiéu déng lo1 nhuan trong mot nam.

Nam 2009 hi¢u qua st dung lao dong cua cong ty la 11,34 tr.d/ngudi/ nam,
diéu nay chtng t6 mét lao dong tao ra 11,34 tr.d loi nhuan sau thué. Bén nim 2009
con sO nay 1a 19,18 tr.d/ngudi/nam. Nhu vay hiéu qua st dung lao dong ciia nim
2010 tang so véi nam 2009 1a 8 tr.d tuong mg 96%.

- V& chi sb tao viéc lam: Chi sd tao viéc 1am cho biét doanh nghiép can
bao nhiéu tién dau tu dé tao ra mot viéc lam trong mot nam.

Nam 2009 Chi sb tao viéc 1am cua cong ty la 598,89 tr.d/ngudi/ nam, diéu
nay chimg té trong nam 2009 d¢ tao ra mot viéc lam doanh nghiép di tiéu tén mat
598,89 tr.d. Pén nam 2010 con sb nay 1a 750,26 tr.d/ngudi/nam. Nhu vy Chi sd
tao viéc lam cua nam 2010 tdng so vo1 nam 2009 1a 151 tr.d tuong ung 25%.

- V& hiéu lugng st dung lao dong: Hi¢u lugng st dung lao dong chi ra trong

mot nam dé tao ra mot déng doanh thu thuin can bao nhiéu lao dong.
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Nam 2009 hi¢u lugng st dung lao dong cua cong ty 1a 0,84 nguoi/tr.d/nam,
diéu nay chung to trong nam 2009 dé tao ra mot triéu déng doanh thu can 0,84 lao
dong. Pén nam 2010 con s nay 1a 0,76 ngudi/tr.d/niam. Nhu vay hiéu luong st
dung lao dong ctia nam 2010 gidm so véi nam 2009 1a 0.09 nguoi, twong rng voi
10 %. Hiéu luong sir dung lao dong giam chimg to cong tac bd tri va sir dung lao
dong cua cong ty ngay cang hop 1y.

- V& hiéu qua str dung chi phi tién luong: cho biét mot ddng tién lwong tao ra
bao nhiéu dong doanh thu trong ky.

Nam 2009, hiéu qua sir dung chi phi tién luong 1a 22,12, diéu nay ching to
mot dong tién lwong trong nim tao ra 22,12 Tr.d ddng doanh thu thuan; nim 2010,
con so nay la 21,68 Tr.d. Nhu vay hiéu qua sir dung tién lwong nim 2010 d3 giam
0,44 Tr.d, tuong tmg 2% so voi nim 2009. Hiéu qua st dung tién luong giam
cling 12 mot trong nhitng nguyén nhan khién cho ning suat lao dong giam.

2.4. Panh gia chung vé cong tac sir dung nhan lue ciia cong ty

2.4.1. Nhitng két qua dat dworc.

Viéc str dung ngudn nhéan lyc cua cong ty ngay cang hiéu qua thé hién qua
mot sb chi tiéu danh gia hiéu qua st dung ngudn nhan lyc nim 2010 ting 1én so
v6i nam 2009.

- Cong tac tuyén dung lao dong cua cong ty da c6 nhiéu tién bo. Cong ty da
ap dung cac phuong phap tuyén dung theo hudng tiép cin thi truong, di co quy
trinh tuyén dung lao dong tuwong ddi phut hop véi xu hudng quan 1y nhan luc hién
dai.

- Cong ty da chu trong dao tao, phat trién nhén lyc, tao diéu kién cho can b,
cong nhan vién tham gia cac l6p dao tao ki ctr nhan, ki su, cir cong nhan vién cod
trinh do di hoc thém cac chuong trinh chuyén giao cong nghé.

- Cong ty ngay cang quan tam tdi viéc tra luong, thudng cho can bg, cong
nhan vién; cac chinh sach luong thudng dugc cong ty ap dung theo cac tiéu chuan

tich cuc nham tao ra dong luc kich thich thi dua san XUAt.
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- Cong tac an toan bao hd lao dong va v¢ sinh cong nghi¢p luén luoén dugc
cong ty dic biét quan tam. Cong ty di c6 nhiéu cb ging trong viéc to chirc tt noi
lam viéc, tao mo1 trudng lam viéc thoai mai, thuan 191 cho nguodi lao dong.

2.4.2. Nhitng ton tai, han ché va nguyén nhén.

- Cong tac hoach dinh ngudn nhan luc cta cong ty chua duoc quan tim,
thiéu su chuan bi nén da gay nhiéu kho khin trong cong tac tuyén dung

- Cong tac phan tich va thiét ké cong viéc khong duge cong ty chi trong,
khong co tiéu chi cu thé cho viéc danh gia thanh tich lao dong .

- Co ché tuyén dung lao dong cta cong ty con chua thuc hién mot cach bai
ban, khach quan, ngudn tuyén dung bo hep trong khi nhu ciu tuyén dung 16n, cong
ty qua lam dung chinh sach uu tién cho than nhan can b cong nhéan trong nganh
trong viéc xét tuyén. Cong ty chua tién hanh coéng viéc danh gia két qua tuyén
dung mot cach dang dén. Van dé chat luong cua lao dong duoc tuyén dung cling
nhu chi phi tuyén dung chua dugc dit ra nhu mot tiéu chi dé danh gia mot cach
nghiém tuc.

- Hoat dong dao tao, phat trién ctia cong ty khong duoc phan anh thuc chat.
D01 ngli cac can by quan ly cua cong ty khong duge quy hoach va dao tao co hé
théng lam viéc chu yéu dua vao kinh nghiém ca nhén, tinh chuyén nghiép thap.
Cong ty con thiéu cong nhan co tay nghé cao. Poi ngil lao dong gioi ké can chua
duoc chuan bi dé thay thé doi ngii lao dong co nhiéu kinh nghi¢m da l6n tudi. Kién
thire vé phap luat, t6 chitc bd may, quan 1y nhan su, vé quan 1y tai chinh, trinh do
ngoai ngilr, k§ nang st dung va ing dung cong ngh¢ thong tin vao quan ly trong
cong ty con han ché.

- Cong tac dé bat, sa thai lao dong: cong ty thuong bi dong trong cac trudng
hop phai thuyén chuyén can bo tir don vi co so nay sang don vi co so khac. Tir
trudc toi nay viéc sa thai lao dong rat hiém khi xay ra. Cong ty ap dung hinh thirc

xu 1y ky luét chua thuc sy manh mé, hi€u qua.
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CHUONG 3: MOT SO BIEN PHAP NHAM NANG CAO HIEU QUA
SU DUNG NGUON NHAN LUC TAI CONG TY CO PHAN CO KHi O TO
UONG BI.

3.1. Phwong hwéng, muc tiéu phat trién cia cong ty trong giai doan
toi.
3.1.1. Phuwong hwong phit trién.

Thir nhdt, vé cong tac tiép thi, ban hang va diéu hanh san xuat: cong ty can
chu dong hon trong viéc tim dén véi ban hang dé ban vé viéc lam, cung cép, tiéu
thu san pham caa cong ty 1am ra.

Thit hai, cong tac quan 1y k¥ thuat cong nghé can duoc quan tim ding mirc
v6i s6 lugng can bo 1am cong tac ki thuat cong nghé stra chira, cong nghé gia cong
ché tao c6 nhiéu kinh nghiém nghé nghiép.

Thit ba, cong tac quan 1y vat tu dan di vao on dinh, cic bd phan hoat dong
dam bao dugc cac yéu cAu cua san xuét kinh doanh. B phan thu mua vat tu cung
ung cho san xuét di vao né nép, tr viéc cin ctr vao ké hoach san xuét dé lap ké
hoach thu mua véat tu phuc vu kip thoi cho san XUAt.

Thir tw, vé cong tac to chirc lao dong: khong ngimg kién toan bo may quan 1y,
hoan thién cong tac t6 chirc can bd; nang cao nang luc quan 1y, chi huy diéu hanh
san xudt ciia can bd dap umg nhu cau doi hoi ctia nén kinh té thi truong. Bdi dudng,
phat huy tbt nang lyc cta luc luong can bo ké can; phét trién nguon nhan lyc duoc
quan tam ca vé s luong va chét luong, dic biét 1a cong tac dao tao tho tré, dao tao
cac nghé phuc vu cho cong ty nhu: nghé duc luyén thép, nghé van hanh cau truc,
nghé van hanh xe nang.v.v....

Thir ndam, vé cong tac vin phong, thi dua, y té - doi sdng: Phat dong phong
trao thi dua tdi timg t6 doi san xuat bang hinh thirc giao muyc tiéu thi dua c6 thuong
hang quy; xdy dung ké hoach phong chéng dich bénh khong dé dich bénh xay ra

cling nhu khong dé mat an toan thuyc phim xay ra trong cong ty. Duy tri bita in
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giita ca theo sudt an tu chon; thuc hién bdi dudng doc hai cho céng nhan vién; to
churc kham strc khoé dinh ky cho 100% can bg cong nhan vién.

Thir Sau, vé cdng tac an toan - vé sinh lao dong: cac ndi quy, quy dinh, bién
hiéu duoc trang bi moi day du hon. Nguoi lao dong dugc trang bi didy du céc
phuong tién bao vé ca nhan. Can phai diéu chinh nhimg biéu hién chii quan trong
qua trinh san xuat dang c6 nguy co dién ra & mot s6 cong viéc ma cong nhan chi
quan khong sir dung cac thiét bj an toan trong qua trinh san xuat. Cong tac vé sinh
cong nghiép duoc 1am tét hon tir duong di, 16i lai dén nén nha xudng ludn sach s&
va khang trang hon déc bi¢t la cong tac phan loai va xtr 1y cac loai rac thai.

3.1.2. Muc tiéu phdt trién.

Bing 23. Muc tiéu phat trién nim 2011

Chénh léch
Chi tiéu DVT Nam 2010 | Nam 2011

+/- %
Doanh thu triéu dong | 523195 654255 131060 | 25%
Loi nhuan triéu dong 7594 10565 2971 | 39%
Gia tri san lugng triéu déng 71271 84325 13054 | 18%
S6 lugng lao dong nguoi 396 435 39 10%
Thu nhéap binh quan dong 5818000 6212000 | 394000 | 7%

( Nguon: Phong t6 chirc lao dong)

Nhim dat muc tiéu noi trén, ngoai sy hé tro cua téng cong ty than Udng Bi,
diéu quan trong hang dau 1a cong ty phai biét phat huy toi da noi luc, khoi day
nhirng tiém nang hién cé, dac biét 1a tiem nang cua luc luong lao dong. Mubdn vay,
cong ty phai c6 chién lugc phat trién ngudn nhan luc dap tng dugc yéu cau hién
dai hoa nganh co khi; nang cao trinh d9, ning luc kinh doanh, diéu hanh quan ly
doanh nghiép cho giam déc, trinh d¢ tay nghé ctia nguoi lao dong, kién thire vé ki
thuat, cong nghé thong tin, chii trong phat huy sang kién, cai tién trong hoat dong

cua doanh nghiép. M rdng phan cap cong tac quan tri xudng cac co so truc thudc.
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3.2. Mot sé bién phap nang cao hiéu qua sit dung ngudn nhén lwe tai
Cong ty c6 phan co khi 6 t6 Udng Bi.

3.2.1. Ning cao hiéu qud céng tic tuyén dung.

3.2.1.1. Ly do chon bién phap.

- COng tac tuyén dung lao dong cua cong ty con chua thyc hién mot cach bai
ban, khach quan, ngudn tuyén dung bo hep.

- Cong ty quéa uu tién cho than nhan can by cong nhan trong nganh trong
viéc xét tuyén da dan dén viéc chap nhan tuyén dung nhitng ngudi co trinh do thap
vao lam vié€c tai cong ty.

- Viéc danh gia hiéu qua cong tac tuyén dung cua cong ty thuc chét chi dua
vao sd luong nguoi duogce tuyén dung va bang cap, chung chi chuyén mon duge dao
tao cua ho.

- Van dé chét luong cta lao dong duoc tuyén dung ciing nhu chi phi tuyén
dung chua duoc dit ra nhu mot tiéu chi dé danh gia mot cach nghiém tuc.

3.2.1.2. Noi dung cua bién phap.

Thir nhdt, vé van dé ngudn tuyén dung. Cong ty nén chu dong tim kiém va
mo rong ngudn tuyén dung nhan lyc. Cong ty co thé tién hanh hoat dong tim kiém
nhan tai bang cach lién hé véi cac trudng dai hoc dé tim sinh vién c6 hoc lyc loai
kha, gioi, dua ra nhitng dii ngd phu hop dé thu hut cac sinh vién nay sau khi ra
truong tim dén dau quan cho cong ty. V4i doi ngli cong nhan vién lao dong truc
tiép thi cong ty nén c6 chinh sach thu hit tir nhitng hoc sinh nghé co khi c6 tay
nghé gioi, cac cong nhan & cac doanh nghiép khac co tay nghé gioi. Poi véi can bo
quan 1y thi cong ty nén c¢6 chinh sach wu tién va thu hut nhiing sinh vién tot nghiép
dai hoc mdi ra trudng co bang gidi trd 1én trong qué trinh tuyén dung nham dan tré
hod d6i ngii can bd, cong nhan vién. Cong ty nén tuyén dung mot cach khach quan,
khong nén qué lam dung chinh sach wu tién con em trong nganh ma khong quan

tam té1 chat luong cong nhan vién.
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Thir hai, d5i voi hoat dong tuyén mo. Trudce hét, viéc tuyén mo can duoc
cong khai trong toan don vi nham budc dau cung cap thong tin vé nhu cau nhan
luc. Tiép d6, cong ty can diang thong bao tuyén dung thong qua phuong tién thong
tin dai chung: trén cac muc thong tin quang cdo cua bdo, dai tinh, bao dai Trung
Uong, website ctia cong ty... BO phan phuy trach céng tic nhan lyc can phai lay
“Ban mo ta cong viéc” va “Ban yéu ciu coéng viée véi nguoi thuce hién” 1am cin cir
thong bao tuyén mo, dé xac dinh cac k¥ niang can thiét ma ngudi xin viéc can phai
c6. Bén canh do, trong cac thong tin tuyén mo ciling can dua day du, chi tiét cac
thong tin mang tinh hép dan nhu céac ché do phuc lot, quyén lgi, co hoi phat trién
trong tuong lai dé thu hut Gng vién tham gia tuyén dung. Hoan thanh tot qué trinh
tuyén md sé& gitp cho cong ty thu hut duwoc mot sd lugng 16n nguoi lao dong tham
gia du tuyén.

Thir ba, d6i v6i hoat dong tuyén chon, qua trinh tuyén chon nén chd trong
cac khau trong yéu sau: sau khi tiép nhan ho so xin viéc, bd phan quan 1y ngudn
nhan luc cta cong ty can nghién ctru phéan loai hd so, lwa chon nhimg hd so thich
hop dé cac (mg vién trai qua giai doan phong van. Néu qua duoc giai doan phong
véan va qua trinh thi tuyén chuyén mon nghiép vu (thi thyc hanh) dong thoi dap ung
yéu cau khac nhu biét van hanh nhiing may moc cong nghé cao thi cong ty méi
tién hanh thtr viéc. Tuy theo tinh chat phuc tap ctia ting vi tri cong viéc dé co thoi
gian thir viéc hop 1y. Nhitng tmg vién trai qua thoi gian hop dong thir viéc dap tng
dugc yéu cau vé trinh d6 chuyén mon, c6 long say mé cong viéc mdi dugc xét ky
két hop dong chinh thirc v6i cong ty va moi duge tuyén dung vao bién ché. Nguoc
lai, cong ty chdm dut hop dong va kién quyét khong nhan nhitng lao dong khong
dap tmg yéu cau tuyén dung. Tuyét dbi tranh tinh trang né nang, ngai va cham, lo
so nhitng anh hudng bat loi dén nguoi lao dong do khong duoc tiép tuc nhin vao
lam viéc ma tiép nhan nhing lao dong c6 trinh d6 chuyén mon yéu, khong dap tng

yéu cau cong viéc.
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Thir tir, vé ché d6 dai ngd: cong ty can can ddi ngudn thu, chi dé c6 chinh
sach luong bong hop 1y va mang tinh canh tranh. V4i sy han hep cua quy tién
lwong thi giai phap mang tinh ngén han 1a céng ty 1én c6 chinh sach tién lvong hap
dan trude hét 1a ddi véi cac vi tri cha chdt nhu can bo quan ly, nhan lyc c¢6 trinh do
cao, cac gido vién dau nganbh. DPdi véi nhan lue ¢6 trinh d6, kha nang thuc su,
ngoai mdi quan tdm 1a thu nhap thi vin dé moi trudng lam viée ciing 1a yéu té dong
vai tro thu hit quan trong. Vi vay, viéc tao moéi truong thu hut, hép dan 1a rat quan
trong dbi v6i nhitng lao dong nay.

- DPiéu kién lam viéc tét bao gdm co s& ha tang nhu phong thi nghiém,
xuong san xuat; diéu kién thong tin nhanh, kip thoi, day du, chinh xac. Co mot tap
thé hoat dong tbt, an v, khong khi 1am viéc co1 md, minh bach, dan chu.

- Nguoi lao dong duge quyén tu chu trong linh vuc hoat dong cta minh, cn
d6i mdi trong cong tac quan 1y can bo, cong nhan vién. Khi cong nghé thong tin
phat trién, dich vu Internet thuan tién, hiéu qua, can khai thac loi thé cta cac yéu tb
nay. Viéc quan 1y nhan lyc khong nén cha trong vé mat thoi gian, can coi trong
hiéu qua, chat lugng cong viéc. Tat nhién 1a dam bao vé mit khoi lugng, thoi gian
hoan thanh va chat lugng cong viéc. Nhu vay, can by khong nhét thiét c6 mat 8
gid/ngay tai phong ma c6 thé linh hoat trong gid giac, chu dong vé mit khong gian.

Bang 24. Dy kién nhén su tuyén thém ciia cong ty trong nim 2011

DVT: Nguoi
P Trinh d¢
B§ phén 50 , . Trung | Lao dong pho
TET lwgng | Paihoc | Cao dang p A
cap thong
Phong K¥ thuat 3 2 1 0 0
Phong Co dién 2 2 0 0 0
Phong KCS 2 2 0 0 0
Phan xuong Co khi 11 2 5 2 2
Phan xudng Ac quy 9 1 3 3 2
Phén xudng Gam vo 12 2 4 2 4
Tong 39 11 13 7 8

(Nguén: Phong té chirc lao dong)
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Vi s6 lugng nhan sy can tuyén dung tai cac phong ban, phan xudng, co thé
udc tinh cac chi phi nhu sau:

Bang 25. D tinh chi phi tuyén dung

PVT: Pong
Chi phi S6 tién

Ding tin tuyén dung 1.000.000
Céan bo tuyén dung 5.000.000
T6 chiric phong van 2.000.000
Thi chuy&n mon 1.000.000
Dao tao lao dong moi 3.900.000
Tong chi phi 12.900.000

3.2.1.3. Dy kién két qud tuyén dung.

Sau khi bién phap dugc thuc hién, cong ty s€ dat dugc muc ti€u:

- Cong ty c6 dugce ngudn nhan lyc dam bao vé chit lugng va da vé sé luong
dé hoan thanh t6t moi nhiém vy san xuét, dong gop tich cuc vao su tdn tai va phat
trién ctia cong ty.

- Thyc hién tét cong tac tuyén dung ciing gop phan giam bat chi phi dao tao.

Bing 26. Dy kién két qua tuyén dung

DVT: Nguoi
Chi tiéu Niam 2010 | Nam 2011
1. Sb ng vién du tuyén 125 151
2. S6 tng vién trang tuyén 58 39
3. S6 tng vién trang tuyén bo viée sau 1 nim 0 0
4. S6 ing vién hoan thanh tbt cong viéc 49 37
5. S tng vién khong hoan thanh tét cong viée 9 2

C6 thé thay viéc ap dung bién phap nang cao hiéu qua cong tac tuyén dung

d3 1am s luong Gng vién du tuyén ndm 2011 ting thém 26 nguoi, ting 21%. SO

mg vién hoan thanh tét cong viéc nam 2010 13 49/58 ngudi, chiém 84%; nim

Sinh vién: Hoang Thi Thuy Hang — QT1103N 65



Mot s6 bién phap nang cao hiéu qua st dung nguén nhan lyc tai Cong ty

cb phan co khi 6 t6 Udng Bi

2011, s6 tmg vién nay 13 37/39 ngudi, chiém 95%. S6 tmg vién khong hoan thanh
t6t cong viéc nam 2010 14 9/58 ngudi, chiém 16%; nam 2011 con s ndy giam di,
chi con 2/39 nguoi, chiém 2%. Nhu vay khi ap dung bién phép, chét luong lao
dong cua cong ty da ting 1én rd rét, viée tuyén dung ciing thuan loi hon.

3.2.2. Ning cao hiéu qud dao tao va phdt trién nguén nhan luc.

3.2.2.1. Ly do chon bién phap.

- Hoat dong dao tao cta coéng ty khéng dugc phan anh thuc chat. Poi ngi
cac can bd quan 1y cua cong ty khong duge quy hoach va dao tao c¢6 hé thong

- COng ty con thiéu cong nhan co tay nghé cao. Poi ngii lao dong gioi ké
can chua duoc chuan bi dé thay thé doi ngii lao dong c6 nhiéu kinh nghiém da 16n
tu6i. Kién thic vé phéap luat, vé to chirc bd may, vé quan 1y nhéan su, vé quan 1y tai
chinh con nhiéu han ché. Phan 16n can bo quan 1y trong cong ty con bi han ché vé
trinh d ngoai ngtr, k¥ nang str dung va img dung cong nghé¢ thong tin vao quan ly
trong cong ty.

3.2.2.2. Noi dung cua bién phap.

* Phén tich, xdc dinh lai nhu cdu dao tao.

Hién nay c6 rat nhiéu cong nhan vién di hoc tai chuc theo kiéu tu phat. Viéc
dao tao tai chtrc phai c6 quy hoach, cin cir theo yéu cau thuc té ciia cong viée tai
ting don vi, bo phan c6 tinh dén kha niang phat trién cong viéc sau nay. Hoi dong
dao tao cong ty khong thé chi cin clr vao nhu cdu cta ngudi lao dong va kha ning
bb tri san xuat ciia don vi dé lam can ctr xét hoc tai chire. Cong tic quy hoach phai
duogc tién hanh tir cip quan trj thdp nhéat dén cip cao nhét va phai dugc thuc hién
hang nam, quan tdm dén viéc danh gia, phat hién nang luc va trién vong can bd tur
cap co so. Dbi véi doi ngli can bo quan 1y trong dién quy hoach, can phai co
chuong trinh dao tao cu thé, co ché do sat hach nghiém tuc, trude khi dé bat phai
lya chon dugc nhitng can bd thuc sy c6 du phém chit va nang luc quan 1y dé dua
vao nguén ké can, du bi. Pé c6 duoc két qué nay, can tung budc thu thach, giao

nhiém vu tir don gian dén phirc tap cho d6i tuong can bd, cong nhan vién. Quy
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hoach can bd phai thuc hién theo hudng “dong” tic 1a quy hoach mdt chirc danh
cho nhiéu ngudi va mot ngudi cho nhidu chitc danh, Ban giam dbc cong ty cing
v6i bo phan phu trach cong tac nhan lyc thudng xuyén theo ddi, danh gia dé didu
chinh quy hoach cho phu hop véi tinh hinh thuc tién. Can str dung chinh sach luan
chuyén can b0 quan 1y dé dao tao doi ngili can b khoa hoc da dang thich tng su
thay doi ctia moi truong, chu trong téi doi ngli can b tré da duoc dao tao co ban
vé chuyén mén nghiép vu.

Khi nhap méi may moc thiét bi, cong ty can chon mdt s6 lao dong suat sic
di dao tao vé quy trinh hoat dong, cach van hanh may, bién phdp an toan khi st
dung mays,..., cho ho thuyc hanh mgt thoi gian. Sau khi da lam quen duge voi may
moéc thiét bi mdi, cong ty bat dau ctr ho hudng dan timg nhom lao dong. Néu may
moc ¢ dang phirc tap, cong ty nén tao diéu kién cho cong nhan thuc hanh ngoai gio
khoang 1 dén 2 tiéng. Trong thoi gian nay, can bd quan 1y can giam sat chit ché
viéc hoc tap, thuc hanh cua nguoi lao dong. Tuy vao dé phuc tap ciia mady moc,
sau mot thoi gian, cong ty tién hanh kiém tra. Néu lao dong nao thuc hién tt viée
hoc tap, cong ty sé& ting 50% tién thudng, nguoc lai néu khong nghiém tic sé& bi trir
50% tién thuong.

Pbi v6i khdi lao dong tré mdi ra truong thuong chi dugce dao tao trén ly
thuyét, khong dugc thuc hanh, 1am quen véi cong viéc nhiéu. Trudc hét, cong ty
can chuan bi sin nhimg tai liéu lién quan dén cong viéc va doanh nghiép dé nhan
vién c6 thé hinh dung dugc nhitng cong viéc s& phai lam, t6 chic budi huin luyén
k¥ niang cho ho. Cong ty nén chon nhitng nhan vién cii c6 kinh nghiém lam thay
day nhimg k¥ ning cdn nim bat cho nhan vién méi, cho nhan vién méi tham gia
cac budi dao tao ki ning ctia phong, phan xuong ho lam viéc hoidc phong ban, phan
xuong co lién quan. Giap nhéan vién lam thir cong viéc caa ho mot vai 1an, phd bién
nhiing thong tin co ban. Khong nén bat nhan vién méi phai nhd tit ca thong tin,
nhiém vu va k¥ nang can thiét ngay trong ngdy méi vao. D¢ tranh tinh trang nhan

vién cii khong c6 tinh than hop tac, khong hudng dan nhan vién méi, cong ty nén
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c6 phu cép thém cho ho, déng thoi dua ra muc tiéu, sd luong, chat luong cong viéc
nhan vién cii huéng dan cho nhan vién méi. Cong ty nén ctr ngudi giam sat viéc
nhan vién cii giup d& ngudi méi hoa nhap vao cong ty. Néu cong viéc d6 hoan
thanh tét, ca ngudi hudng dan va ngudi méi déu duge thuong. Néu khong hoan
thanh ma do nguoi hudng din khong co tinh than, trach nhiém thi nguodi hudng
dan sé& bi trir lwong tiy muc do 16i gay ra.

* Ndng cao hiéu qud cdc hinh thirc dao tao.

- Pao tao tai cho:

+ Boi dudng, xay dung doi ngii chuyén gia lam cong tac dao tao tai cac phan
xuong. Mubn lam tét cong tac dao tao, bdi hudn, trude hét phai bat dau tir ngudi
thay, phai xdy dung dugc doi ngii chuyén gia dao tao, cach thirc tién hanh nhu sau:

Lua chon tai mdi phan xuong mot cong nhan gioi, co thé 1a to truong, 1a
nguoi c6 kinh nghiém. Cong ty hop dong véi cac trung tAim dao tao thuc hanh
chuyén nganh co khi, xuong thi nghiém, xuong sira chita 6td ciia cong ty dé dao
tao nhitng c4 nhan dugc lya chon theo mot chuong trinh da dugc lua chon. Ngoai
ra, c6 thé to chirc thém khoa hoc chuyén dé vé phuong phap su pham cho nhimg
nguoi nay. Sau khi dugc dao tao, cac chuyén gia nay s€ tré thanh nhitng nguoi
kiém nhiém phu trach viéc dao tao tai phan xudng. Cong ty can van dung ché do
dai ngd thoa dang cho cic ca nhan nay.

+ Xay dyng lai chuong trinh dao tao bdi huin thudng xuyén va boi huin
nang bac cho sat thuc té vé6i yéu cau nhiém vu san xuét ciia mdi phan xudng trong
cong ty, chi trong nang cao k¥ ning thuc hanh cho ngudi lao dong. Pé nang cao
chat luong cong tac dao tao can thay ddi chuong trinh dao tao cho phu hop. Cong
ty phai xdy dung lai gido trinh ddo tao thong nhat toan cong ty, trong d6 dic biét
phai xay dung céc bai hoc thuc hanh la chu yéu, ndi dung phai cap nhat cac tién bo
ky thuat, cong nghé hién dai. Vi hinh thirc dao tao nay, khong thé dao tao cung
mét lac nhiéu nguoi theo kiéu “dai tra”, ma nén ap dung chién thuat “vét dau

loang”, cu thé nhu sau: gido vién huéng dan kém cap tai cho cho hai hodc ba nguoi
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cong nhan dugc luya chon. Nhitng cong nhan nay sau khi da duoc dao tao nam
vitng k¥ nang, thanh thao nghé nghiép s& duoc giao nhiém vy kém cdp, huéng din
cho nhirng nguoi khac véi hinh thirc mt kém mot.

- bBao tao thoat ly.

Phuong thirc va ndi dung dao tao phu hop 13 cong ty can gui cac can bd
quan 1y di dao tao vé quan 1y hanh chinh nha nudc, 1y luan chinh tri tai hoc vién
hanh chinh qudc gia, hoc cao hoc. Pé dam bao cic yéu cau nay, cong ty hd tro vé
mat kinh phi, tao diéu kién vé thoi gian cho can by quan 1y theo hoc cac 16p dao
tao chuyén nganh ma can bo quan ly da duoc dao tao tai bac dai hoc va phuc vu
cho cong viéc hién nay. Nham trang bi kién thirc thuc tién, bo sung kinh nghiém
quan 1y cho nhén lyc 1anh dao, cin thudng xuyén t6 chirc cho ddi ngii can bd di
tham quan giao luu hoc héi véi cac cong ty cung khdi nganh & trong va ngoai
nudc, dac biét 1a cac nhiing don vi da trién khai thuc hién céc cong nghé san XUt
hién dai va dat duoc hiéu qua cao.

Cong ty can c6 quyét dinh rang budc vé kinh té ddi véi cac truong hop duoc
di hoc tai chirc, cao hoc, trong d6 uu tién sap xép vi tri cao hon hodc ché do ning
luong sém hon ddi voi nguoi sau khi di hoc tré vé céng hién cho don vi; phat kinh
té doi v6i nhitng nguoi khong tré vé 1am viée, ngoai thu lao duoc hudng va hoc
phi trong thodi gian hoc tap, phai tinh dén chi phi ngudi khac phai ting cuong do
lao dong lam thay va chi phi co hi cho viéc tuyén dung va dao tao lao dong.

Bang 27. Rang budc d6i véi cong nhan vién sau khi dio tao

H¢ dao tao | Thai gian rang budc (n éfl[:?’)tvlgggl(;%ng)

Cao hoc 5 nam 70.000.000
Dai hoc 4 nam 50.000.000
Cao ding 3 ndm 20.000.000
Trung cip 2 nam 10.000.000

Sinh vién: Hoang Thi Thuy Hang — QT1103N 69



Mot s6 bién phap nang cao hiéu qua st dung nguén nhan lyc tai Cong ty
cb phan co khi 6 t6 Udng Bi

Bing 28. Dy kién nhu ciu dao tao va chi phi dao tao nim 2011
BVT: 86 lwong: Nguwoi, Chi phi: Nghin dong

Hinh thirc dao tao T.h 0 So - Chiphidio t?‘i Ch.l pll?h:r;a?ggotr?ng
: glan | lwgng | Chi phi binh Tong Chi phi binh Tong
quan/thang | chiphi | quén/thang chi phi
1. Pao tao tai cho 25 4.500 13.000 22.500 65.000
Cong nhan tryc tiép | 3 thang 20 4.000 12.000 20.000 60.000
Cong nhan phuc vu | 2 thang 5 500 1.000 2.500 5.000
2. Pao tao thoat ly 20 11.500 99.000 40.000 330.000
Cong nhan tryc tiép | 6 thang 10 5.000 30.000 20.000 120.000
Cong nhan phuc vu | 6 thang 5 1.500 9.000 5.000 30.000
Lao dong gian tiép | 4 nam 5 5.000 60.000 15.000 180.000
Tong chi phi 16.000 112.000 62.500 395.000

3.2.2.3. Dy kién két qud dat dueoc.

Sau khi bién phap dugc dua vao thuc hién, cong ty sé dat dugc muc tiéu:
nang cao trinh d6 chuyén mon cho lao dong gian tiép va trinh do tay nghé cho lao
dong truc tiép. Can bd quan 1y ngoai kinh nghiém con c¢6 trinh d6 qua 1y chuyén
mon, cap nhat kip thoi cac ki nang can thiét. Tir d6 ¢ thé nang cao hiéu qua san
xuét kinh doanh va chét luong san phém, dich vy trén thi truong.

Bang 29. Trinh d chuyén mon trwéce va sau khi dao tao

DVT: Nguoi

Trinh d6 Truwéc dao Sau dio tao Chénh 1éch

. tao 0 +/- %

Bai hoc 55 58 3 5%

Cao dang 16 18 5 13%

Trung cap 30 33 3 10%

Lao dong pho thong 295 287 8 | -3%
Tong s6 396 396

Co thé théy sau khi dao tao sb luong lao dong c6 trinh d§ dai hoc da tang lén

3 ngudi, twong tng voi 5%, sb lao dong trinh do cao dang ting 13%, lao dong co
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trinh do trung cap ting 10%. Cung voi sy ting 1én d6 13 sy giam xudng cia lao
dong pho thong, giam 8 ngudi, tuong ung 3%. Nhu vay sau khi thuc hién bién
phap, trinh @6 chuyén mén cta nguoi lao dong da duoc nang cao ro rét.

Bang 30: Trinh d tay nghé trudc va sau khi dao tao

DVT:Nguoi

Chénh léch
Bacthe | Nim 2010 | Nim 2011 | +/- %

3/7 95 85 -10 -11%
4[7 48 51 3 6%
5/7 45 48 3 7%
6/7 36 38 2 6%
717 34 36 2 6%

Tong 258 258

Cung véi sy tang 1én vé trinh do chuyén mon, trinh d6 tay nghé cua ngudi
lao dong ciing tang 1én dang ké. Sb lao dong bac thap nhit trong cong ty - 3/7 giam
11%, dong thoi s6 lao dong cac bac cao hon sau khi dao tao ting 1én kha cao so
voi trude khi dao tao. SO lao dong bac 4/7 tang 21%, bac 5/7 tang 20%, bac 6/7
tang 19%, bac cao nhit — 7/7 ting 15%.

3.2.3. Tang cwong cong tac ky ludt lao dong

3.2.3.1. Ly do chon bién phap.

Cong ty &p dung hinh thirc xr 1y ky luat chua thuc sy manh mé, hiéu qua.
Hau hét méi chi dung lai & mirc d0 canh cdo, ha bac luong, chuyén di lam viéc
khac. Nhiéu truong hop cong nhan vi pham ky luat nhung do su lo 1a trong quan 1y
nén coéng ty chua phat hién kip thoi. Tinh trang né nang, né tranh van dé dung
cham t&i quyén loi nguoi lao dong dién ra phd bién & cac cip quan tri.

3.2.3.2. Noi dung bién phap.

Trudce hét, cong ty can xac dinh duoc rd nguyén nhan dan t6i viéc vi pham
ky luat lao dong nhu: nguyén nhan tai sao nguoi lao dong hay di lam muon, khong

tuan theo su chi dao ctia cip trén? Ly do nguoi lao dong lam that thoat tai san 1a
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gi? Tai sao cong nhan ko chdp hanh ndi quy an toan lao dong? Hay nguyén nhan
nao khién nguoi lao dong nghi viéc khong c6 1y do,... Sau d6, nhiing trudng hop vi
pham can xir Iy nghiém khic, dic biét 1a ddi voi con em can bd trong cong ty néu
khong s€ gy cho ho thai do luoi nhéc, y lai.

Bén canh do6, cong ty can ting cuong phd bién quan triét cac quy dinh cua
nha nudc va quy dinh cua cong ty vé ky luat lao dong trong can bd cong nhén vién
lam cho ho hiéu va ty giac thuc hién; phai ting cudong kiém tra, phat hién va xu
phat nghi€ém minh céc truong hop vi pham ky luét lao dong. Khi phat hién ra co6 vi
pham ky luat lao dong, cho du ai ciing khong duoc bao che, né nang. Kién quyét sa
thai nhitng ngudi vi pham nghiém trong ma trude d6 da co khuyét diém.

T chiic cac cude binh xét cac danh hiéu, dé nghi khen thudng...cho nhing
nhan vién guong mau vé ky lut lao dong, thudng tir 500 nghin dong tré 1én cho
nguoi phéat hién ra hanh vi vi pham. Nén 4p dung bién phép gido duc, thuyét phuc
d6i voi nhitng nguoi da c6 vi pham ky luat lao dong. Néu nhu bién phap nay khong
co tac dung ddi voi nhitng nhan vién vi pham ky luat hodc vi pham ky luat lao
dong & mic do nang thi phai sir dung bién phap hanh chinh cudng buc, nang nhat
la sa thai nhu: truong hgp cong nhan vi pham ky luat nhu nghi 1au ngay khong co
ly do: néu nghi 5 ngay, canh céo trudc tap thé; nghi 10 ngay, trir 50% luong/thang
va cat thuong; nghi qua 10 ngdy va tai pham lan thr 3 s& bi sa thai. D6i voi 18i 1am
that thoat tai san cta cong ty hodc trém cip tai san cla cong ty bo vao tii minh:
néu gia tri tai san nhé hon 500 nghin dong, phat gap 2 1an gia tri tai san va canh
céo trude tp thé, néu gia tri tai san tir 500 nghin dong — 2 triéu dong, phat 100%
luong/ thang va phat gap 5 1an gi tri tai san, néu gia tri tai san tr 2 triéu trd 1én va
tai pham 1an 3 sé& bi sa thai. Dbi véi 16i c¢6 thai d6 chéng d6i cac bién phap, chinh
sach cta cong ty: vi pham lan 1 phat canh céo trudc tip thé, 1an 2 phat 50%
luong/thangva cat thuong, 1an 3 phat 100% luong/thang va cat thuong 1 nam, tai

pham 1an 4 sé bi sa thai...

Sinh vién: Hoang Thi Thuy Hang — QT1103N 72



Mot s6 bién phap nang cao hiéu qua st dung nguén nhan lyc tai Cong ty

cb phan co khi 6 t6 Udng Bi

3.2.3.3. Dy kién két qua dat duorc.

Sau khi bié€n phap dugc thuc hi¢n, cong ty sé dat duoc muc ti€u: tang cuong
ky luat cho ngudi lao dong, nang cao ¥ thirc phan dau hoan thanh nhiém vu ciing
nhu trach nhiém d6i véi cong viée duge giao. Khdng con tinh trang né nang, né
tranh van dé dung cham toi quyén loi ngudi lao dong & cac cip quan tri, khién cho
viéc sa thai lao dong vi pham ky luat lao dong tré thanh cong cu hitu hi¢u trong
viéc 1ap lai trat ty noi lam vi¢c. Déng thoi cling x6a bo tu tuong trong mdt bo phan
khong nho nguoi lao dong cho rang da vao dugc cong ty 1a dwong nhién dugc
hudng cac ché do thu lao, cac loi ich vat chat ma khong can phai phan dau gi

nhiéu. Tt d6 nguoi lao dong s€ lam viéc hi€u qua hon, tdng ndng suat lao dong.
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KET LUAN

Sy phat trién cua dat nude cling nhu sy thanh cong ctia mdi t6 chire khong
thé thiéu duoc yéu td con nguoi. Vi vay, nguén nhan lyc ¢6 vai tro dic biét quan
trong dé dam béo cho sy ton tai va phat trién cta to chire. Nhén thic dugc diéu do,
Cong ty cb phan co khi 6 t6 Udng Bi da chu trong, quan tim dén quan 1y va phat
trién ngudn nhan lyc nham giir vimg vai trdo chu dao cling nhu phat huy ning luc
sang tao cua doi ngli can bo lanh dao, cong nhan vién. Thoi gian qua, tuy nhan lyc
tai cong ty da c6 su chuyén bién dang ké va dat duoc mot sb thanh tyu quan trong
nhung bén canh dé van con mot s6 han ché nhat dinh.

Trong chuong 1, khoéa luan da néu dugce co s¢ 1y luan vé nhan lyc. Chuong 2
da phan tich, danh gia dugc thuc trang, nhirng két qua dat dugc va nhirng ton tai,
han ché trong cong tac sir dung ngudn nhan luc ctia cong ty. Trén co sd nhimg ton
tai trong cong tic quan 1y ngudn nhan luc, ciing vai viéc xem xét cac nhan t6 kinh
té, x4 hoi anh huong tinh hinh quan 1y nguén nhan lyc cia cong ty trong thoi gian
t6i. Chuong 3 ctia luan van da dua ra mot sb giai phap cu thé nham nang cao hiéu
qua st dung ngudn nhan lyc tai cong ty c¢d phan co khi 6 t6 Udng Bi. Céc giai phap
bao gom:

- Giai phap 1: Nang cao hiéu qua cong tac tuyén dung.

- Giai phap 2: Nang cao hi¢u qué cong tac dao tao.

- Giai phap 3: Tang cuong ky luat lao dong.

Vén dé nguén luc con nguoi la van dé phirc tap va doi hoi sy nd luc lién tuc
thudng xuyén cua cac t6 chirc cling nhu cta xa hoi. Trong pham vi ndi dung khoa
luan da khai quat duoc téng quan 1y ludn va thuc tién vé nhan luc, viée st dung
ngudn nhan lyc cling nhu vin dé dam bao nhu cau nhan luc cho chién luoc phat
trién ctia cong ty. Néu nhimg bién phép trén dugc ap dung s& gop phan ning cao

hiéu qua st dung nguén nhan lyc tai Cong ty cd phﬁn co khi 6 t6 Udng Bi.
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