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LOI CAM ON

Trong subt thoi gian thuc tap va 1am dé tai khoa luan t6t nghiép voi dé tai
“Mot s6 bién phap nang cao hiéu qua sir dung nhén luc tai cong ty TNHH Phic

Thuén” em da nhan dugc rat nhiéu sy tan tinh giap do.

Trude hét, em xin chan thanh cam on ¢6 ThS. L& Thi Thanh Thuy - la
nguoi truc tiép chi bao va huéng din dé em c6 thé hoan thanh t6t bai khoa luan

nay ciing nhu nhiing chinh sira mang tinh thuc té cua co.

Em xin chan thanh cam on céc thay c6 gido ctia Trudong Pai hoc Dan Lap
Hai Phong, dic biét 13 cac thay c¢6 khoa Quan tri kinh doanh chuyén nganh Quan
tri doanh nghiép vé nhing kién thic cac thay co da chi bao em trong sudt qua

trinh hoc tap va ren luyén tai nha truong.

Dac biét, em xin chan thanh cdm on Ba Dinh Thi Nga - TGD Cong ty
TNHH Phiic Thuan cling toan bo tap thé can bo, cong nhan vién ciia Cong ty da
tao diéu kién va tan tinh chi bao, gitp d& em trong viéc tim kiém tai liéu va tu
van vé tinh hinh hoat dong ctia doanh nghiép trong sudt qua trinh thuc tp va

hoan thanh bai khoa luan nay.

Trong qué trinh 1am luan vin, do kinh nghiém va thoi gian con han ché
nén nhiing bién phap dua ra kho tranh dugc nhiing thiéu sét. Em rat mong nhan

duogc su gop ¥ tir quy thdy ¢ dé bai luan van hoan thién hon.

Em xin chan thanh cam on!



LOI NOI PAU

1.  Tinh cép thiét caa dé tai.

Sy ton tai va phat trién cua mot doanh nghiép phu thudc rat 16n vao viéc
khai thac va st dung c6 hiéu qua céc nguén luc: von, co s& vat chat, tién bo
khoa hoc k¥ thuat, ngudi lao dong, cac yéu té ndy c6 mdi quan hé mat thiét véi
nhau va tac dong lai v&i1 nhau. Nhitng yéu t6 nhu: may moc thiét bi, cua cai vat
chét, cong nghé ky thuat déu co thé mua duoc, hoc hoi duoce, sao chép duoc,
nhung con nguoi thi khong thé. Vi vdy c6 thé khang dinh ring quan tri nhan sy

c6 vai tro thiét yéu doi voi su ton tai va phat trién cua doanh nghiép.

Quan tri nhan sy gdp phan vao viéc gidi quyét cac mat kinh t€ xa hoi cua
van deé lao dong. D6 1a mot van dé chung cua xa hoi, moi hoat dong kinh té noi
chung déu di dén mdt muc dich sém hay mudn 1a 1am sao cho ngudi lao dong

huong thanh qué do ho 1am ra.

Quan tri nhan su gén lién v&i moi td chire, bat ky mot co quan td chirc nao
cling can phai ¢6 bo phan nhan su. Quan tri nhan sy 1a mot thanh t6 quan trong
clia chlrc ning quan tri, nd c¢6 gdc ré va cac nhanh trai rong khap noi trong moi
td chue. Quan tr1 nhan sy hién di¢n & khép cac phong ban, bat ctr cép quan tri
nao ciing c¢6 nhan vién dudi quyén vi thé déu phai c6 quan tri nhan su. Cung
cach quan tri nhan su tao ra bau khong khi van hoa cho mot doanh nghiép . Pay
cling 1a mot trong nhimg yéu t6 quyét dinh dén sy thanh bai ciia mot doanh

nghiép .

Trong thoi gian thuc tap tai Cong ty TNHH Phiic Thuan, em di duoc tiép
can voi cong viée va quan trong hon 12 em c6 co hoi dé ap dung nhimg kién thirc
ctia minh vao thuc té. Qua qua trinh thuc té tai cong ty, em da di sau tim hiéu,
nghién ctru va lwa chon dé tai : “ M@t s6 bién phap ning cao hifu qua sir
dung ngudn nhén luc tai cong ty TNHH Phic Thuin” lam luan vin tdt

nghiép cua minh.



2. Muc tiéu nghién ciru.

- Thtt nhat, hé théng héa céc van dé 1y luan co ban vé nhan lyc va quan tri
nhan luec.

- Tht hai, néu 6 thuc trang st dung ngudn nhan luc tai cong ty TNHH
Phtc Thuan.

- Thtt ba, dé xuét cac giai phap nham nang cao hiéu qua st dung ngudn
nhan lyc tai cong ty TNHH Phtc Thuan.

3. Pham vi nghién ciru.

- Pham vi khong gian: Dé tai nghién ctru, phan tich va danh gia hiéu qua
st dung nhan luc tai cong ty TNHH Phtc Thuéan.

- Pham vi thoi gian: Cac sb liéu duoc léy dé nghién ctru khoa luan duoc
thu thap trong 2 ndm 2015, 2016 tai Cong ty TNHH Phtc Thuén.

- Pham vi ndi dung: Khoa luin tip trung nghién ciru cac van dé lién quan
té1 1y luan, thuc té vé& nhan lyc va hiéu qua st dung nhan lyc cua cong ty va cac
giai phap nang cao hiéu qua sir dung ngudn nhén lyc ciia cong ty trong thoi gian
toi.

4.  Phwong phap nghién ciu.

Luan vin dugc thuc hién bang cac phuwong phap cha yéu 1a thong ké, diéu

tra, phan tich va tong hop.

Théng tin va s liéu thu thap dya trén hé thong luu trit hd so cia cong ty.
S4 lidu ¢6 tir nhiéu ngué)n nhu: diéu tra truc tiép, tham khao y kién céc chuyén
gia va nguoi co6 kinh nghiém.

5.  Két cau deé tai khéa luén.

Chuong 1: Co s& 1y luan chung vé nhan luc va quan tri ngudn nhan lyc.

Chuong 2: Thuc trang st dung ngudn nhén lyuc tai cong ty TNHH Phic
Thuan.

Chuong 3: Mot s6 bién phap nham nang cao hiéu qua sir dung ngudn

nhan lyc tai cong ty TNHH Phac Thuan.



CHUONG 1: CO SO LY LUAN VE NGUON NHAN LUC VA
QUAN TRI NGUON NHAN LUC

1.1. Nguon nhén luc

1.1.1. Khdi niém nguén nhan luc

Pé xay dung va phat trién kinh té, mdi qudc gia déu phai dya vao cic
ngudn luc co ban nhu: tai nguyén thién nhién, ngudn nhén lyc, tiém ning vé
khoa hoc cong nghé, co s& vat chét ky thuat, nguén von, trong do ngué)n nhan
luc (ngudn lyc con ngudi) ludn 1a ngudn luc co ban va chi yéu nhat quyét dinh
su ton tai va phat trién ciia mdi qudc gia. Tiép can van dé nay ¢ nhicu goc do
khac nhau, cic tac gia da dua ra nhiéu khai niém vé nguén nhéan luc dé phu hop
v6i muc tiéu nghién ctru va diéu kién thuc té cta timg qubc gia. Nhan luc duoc
hiéu 14 toan bo kha nang vé tri lyc va thé luc cta con nguoi duge van dung trong
qua trinh lao dong, 13 mdt ngudn luc quy gia nhét trong qua trinh san xuét, kinh
doanh ctia Doanh nghiép.

Ngudn nhén luc hay ngudn luc lao dong bao gdm sd ngudi trong do tudi
lao dong c6 kha nang lao dong (trir nhimg ngudi tan tat, mat sic lao dong loai
nang) va nhimg nguoi ngoai do tudi lao dong nhung thuc té van dang lam viéc
(vién nghién ctru khoa hoc va phat trién).

Nguén nhan lyc cia mét té chirc duge hinh thanh trén co s& ca nhan véi
vai tro khac nhau va duoc lién két v6i nhau theo nhitng muc tiéu nhét dinh.
Ngudn nhén luc khac véi cac ngudn luc khac ctia doanh nghiép & ban chit cua
con ngudi (Tran Kim Dung, 2005).

1.1.2. Vai tré ciia nguén nhén lc

- Nguén nhén lwc la nhdn t6 chi yéu tao loi nhudn cho doanh nghiép:
Nguén nhan lyc ddm bao moi ngudn sang tao trong td chtrc. Chi cd con nguoi
ma&i sang tao ra cadc hang hod, dich vy va kiém tra duoc qua trinh san xuét kinh
doanh d6.. Mic du trang thiét bi, tai san, nguon tai chinh 1a nhiing ngudn tai

nguyén ma cac té chirc déu can phai co, nhung trong dé tai nguyén nhan van -



con nguoi lai dac biét quan trong. Khong c6 nhitng con ngudi lam viéc hiéu qua

thi t6 chuc do khong thé nao dat t&i muc tiéu.

- Nguén nhan lyc la nguon liec mang tinh chién lwoc: Trong diéu kién x&
héi dang chuyén sang nén kinh té tri thtrc, thi cac nhan t6 cong nghé, von,
nguyén vat liéu dang giam dan vai tro ctia nd. Bén canh d6, nhan t4 tri thirc cua
con ngudi ngay cang chién vi tri quan trong: Ngudn nhan luc ¢6 tinh ning dong,

sang tao va hoat dong tri 6¢ cua con nguoi ngay cang trd nén quan trong,.

- Nguon nhdn lyc la nguon lyc vo tan: Xa hoi khong ngung tién 1én,
doanh nghi¢p ngay cang phat trién va ngudn luc con nguodi la vo tan. Néu biét
khai thac nguon lyc nay dung cach s€ tao ra nhiéu cua cai vat chat cho xa hdi,

thoa man nhu ciu ngay cang cao cia con nguoi.

1.1.3. Cic dic trung co bin ciia nguén nhén luc

1.1.3.1. S0 lwong nguon nhdn lyc

S6 luong nguodn nhén lyc duoc biéu hién thong qua cac chi tiéu quy mo va
tbc d6 ting ngudn nhan luc. Quy mo dan sb cang 16n, toc do ting dan sb cham
dan dén quy mo va toc do ting ngudn nhan luc cang it. Quy mo dan sb biéu thi
khai quat tong sé dan ciia mot ving, mot nude hay cia cac khu vuc khac nhau
trén thé gidi. Tuy nhién, quy mo dan s6 thuong xuyén bién dong theo thoi gian
n6 c6 thé tang hodc giam tiy theo cac bién s6 co ban nhat nhu s6 ngudi duoc
sinh ra, s6 nguoi chét di hang nam, ty 1 di dan cu (thé hién ¢

s6 nguoi dén va di). Mbi quan hé giita dan s6 va ngudn nhén lyc duoc
biéu hién qua mot thoi gian nhét dinh vi & d6 tudi d6 con nguoi méi phat trién
day di, mai c6 kha ning lao dong va co giao két hop dong lao dong. Theo quan
diém cua T6 chtc quoc té vé lao dong (ILO) va quan diém cia cac nude thanh
vién thi lyc lugng lao dong 1a dan $6 trong do tudi lao dong thuc té dang c6 viéc
lam hodc khong c6 viéc lam nhung c6 nhu cau lam viéc (nhitng nguoi that

nghiép).



1.1.3.2. Chat lwong nguon nhan luc

Chét luong ngudn nhan luc 13 trang thai nhat dinh ctia ngudn nhan luc thé
hién & mdi quan hé giita cac yéu té cau thanh nén ban chit bén trong ctia ngudn
nhan luc d6 1a cac yéu td vé tinh than, thé luc va tri luc.

a. Thé lyc ciia nguo”\n nhan luc

Qua trinh cong nhiép hoa, hién dai hoa gin lién véi viéc ap dung phd bién
cac phuong phap san xuat cong nghiép, cac thiét bi cong nghé hién dai do d6 doi
hoi con ngudi phai co st khoe va thé Iy cuong trang nhu: c6 ste chiu dung déo
dai dap ung nhitng qua trinh san xuat lién tuc, kéo dai, ludn c6 sy tinh tao, sang
khoai tinh than. Stc khoe 1a su phat trién hai hoa cta con ngudi ca vé vét chat
va tinh than. Stc khoe ctia con ngudi chiu tac dong cua nhiéu yéu to: diéu kién
tw nhién, kinh té, xa hoi va duoc phan anh br?lng céc chi tiéu co ban vé strc khoe
nhu chiéu cao, can nang, cac chi tiéu vé bénh tat, diéu kién cham soc va bao vé
strc khoe.

b. Tri luc cua nguén nhan lyc

Nhan t6 tri lyc cia ngudn nhéan luc thuong dugc xem xét danh gia trén ba
goc do:

- Vé trinh dd van héa:

Trinh d6 van hoa 13 kha nang tri thirc va k¥ nang dé c6 thé tiép thu nhiing
kién thtrc co ban, thuc hién nhitng viéc don gian dé duy tri cudc sdng. Trinh do
van hoa 13 nén tang cho viéc tiép thu cac kién thire khoa hoc cong nghé, dao tao
va tai tao nghé nghiép.

- Vé trinh d¢ chuyén mén ky thudt:

Trinh d6 chuyén mon nghiép vu 1a kién thirc va k¥ nang can thiét dé dam
nhiém cac chirc vu trong quan 1y, kinh doanh va cac hoat dong nghé nghiép khac
nham nang cao hiéu qua lao dong san xuét kinh doanh cho t6 chitc ma minh lam
viéc. Lao dong k¥ thuat bao gom nhiing cong nhan ky thuat tir tho bac 3 tré nén

(c6 bang hoic khong c6 bang) cho t6i nhitng ngudi co trinh do trén dai hoc.



- Vé pham chdt tam 1y, xd hdi ciia nguon nhan lyc:

Ngoai yéu t6 thé lyc, tri luc ra thi qua trinh lao dong doi hoi nguoi lao
d6ng can c6 nhitng pham chét khac nhau nhu tinh ky luat, tu giac, c6 tinh than
hop téc va tac phong lao dong cong nghiép, c6 tinh than trach nhiém cao trong
cong viéc ma ho dam nhén. Cung véi tién trinh phét trién cta sy nghiép cong
nghiép hoéa, hién dai hoa dat nude doi hoi ngudi lao dong phai cé nhimg pham
chat tdm 1y va x4 hoi co ban nhu sau:

+ C6 tac phong cong nghiép (nhanh nhen, khan truong, dung gio).

+ Cé y thuc ky luat, tu giac cao.

+ C6 niém say mé nghé nghiép, chuyén mon.

+ C6 kha nang chuyén doi cong viéc cao thich ing vdi nhiing thay doi

trong cOng vigc.

1.2. Quan tri nguon nhén hre

1.2.1. Khdi niém vé qudn tri nguén nhén lyc

Quan tri ngudn nhan lyc 12 hé thdng céc triét 1y, chinh sach va hoat dong
chtic ning vé thu hat, ddo tao - phat trién va duy tri con nguoi cia mot to chirc

nham dat dugc két qua to1 uu cho ca t6 chirc 1an nhan vién.

1.2.2. Muc tiéu ciia qudn tri nguén nhén lyc

Quan tri ngudn nhan luc nghién ctru cac van dé vé quan tri con nguoi

trong cac to chlrc & tAm vi mo ¢6 hai myc tiéu co ban:

- St dung c6 hiéu qua ngudn nhan lyc nham nang cao nang suat lao dong
va nang cao tinh hiéu qua cua to chirc.

- Péap mg nhu cau ngdy cang cao ctia nhan vién, tao diéu kién cho nhan
vién duoc phat huy toi da cac ning luc ca nhan, duoc kich thich, dong vién
nhiéu nhét tai noi lam viéc va trung thanh, tdn tdm v41 doanh nghiép.

1.2.3. Vai tro ciia quén tri nguén nhan lyc

- X4c dinh nhiing co hoi tt va nhiing trd ngai trong thyc hién muc tiéu
cua doanh nghiép.

- Pua ra tdm nhin rong cho nha quéan ly, ciing nhu doi ngii can b cong

nhan vién trong cong ty.



- Kich thich cach suy nghi méi mé, nhitng v tudng sang tao mdi trudc
nhimng van dé trudc mat.

- B6i dudng tinh than khan truong va tich cuc hanh dong cua nhan vién
trong doanh nghiép.

- Kiém tra qua trinh dau tu vao hoat dong quan ly.

- Xay dyng phwong chidm hanh dong lau dai nhim vao nhimg van dé
trong diém trong timg giai doan.

- Pua ra diém chién lugc trong quan 1y doanh nghiép va khai thac st dung
nhan vién.

1.2.4. Chdc nang ciia qudn tri nguén nhén lwc

Theo Tran Kim Dung chtc ning quan 1y nhan lyc dugc chia thanh 3
nhom sau:

- Nhém chire niang thu hit ngudn nhan lyuc

- Nhém chire ning dio tao va phat trién

- Nhom chire nang duy tri ngudn nhan luc

1.2.5. Cdc nguyén tic qudn Iy nguén nhan luc

Quan 1y ngudn nhan luc cta td chirc can tuan theo nhitng nguyén tic sau:

- Nhan vién can dugc dau tu thoa dang dé phat trién nhimg niang lyc riéng
nham thoa mén cac nhu cau ca nhan, déng thot tao ra nang suat lao dong hiéu
qua cao va dong gop tot nhit cho t6 chc.

- Cac chinh sach, chuong trinh va thyc tién quan 1y can dugc thiét 1ap va
thuc hién sao cho c6 thé thoa méin ca nhu ciu vat chat 1an tinh than ctia nhan
vién.

- Mo6i truong lam viée can dugc thanh lap sao cho co thé kich thich nhan
vién phat trién va str dung tdi da cac k¥ nang ctia minh.

- Céc chirc niang nhan su can duoc thyuc hién phdi hop va 1a bd phan quan

trong trong chién luoc kinh doanh cua t6 chc.



1.2.6. Céc yéu t6 anh hwéng dén qudn tri nguon nhan lwc

1.2.6.1. Cdc nhdn t6 thudc méi truong bén ngoai

- Khung canh kinh té

- Luat I¢ Nha Nudce

- Méi truong van hoa — xa hoi

- Méi truong cong nghé

- Mo6i truong tu nhién

- MOi truong tac nghiép

1.2.6.2. Cdc nhan t6 thuéc méi truong bén trong

- St mang/ Muc ti€éu cua Doanh nghiép

- Chinh sach/ Chién lugc ciia Doanh nghiép

- Bau khong khi vin héa ctia Doanh nghiép

- Cb dong/ Cong doan

1.2.7. Nji dung ciia qudn tri nguon nhan lwc

1.2.7.1. Hoach dinh nguén nhan luc

a. Khai niém

Hoach dinh tai nguyén nhén su 14 qua trinh nghién ciru, x4c dinh nhu cau
nguén nhan luc, dua ra cac chinh sach va thuc hién cac chuong trinh, hoat dong
dam bao cho doanh nghiép c6 du ngudn nhan luc voi cac pham chat, k¥ nang
phu hop dé thyc hién cong viéc co nang suét, chat lwgng va hi¢u qua cao.

b. Cac buoc hoach dinh nguén nhan luc

Bude 1: Pé ra nhu cau va dy bao nhu ciu

Dua vao cac ké hoach san xuat kinh doanh cua Cong ty trudc mat va lau
dai dé tir d6 cic nha quan tri du bado nhu cau tai nguyén nhan su mdt cach cu thé.
Khi du bao nhu cdu nhéan lyc thi cac nha quan tri can xem xét dén cac yéu td
sau.

- S6 nguoi thay thé du kién (du bao sé nguoi nghi viéc bat thuong va sb
ngudi nghi viéc khi hét han hop dong lao dong).

- Chat luong lao dong va pham chat cia mdi nhan vién.

- Nhitng ké hoach da dang héa chung loai san pham va dich vu.



- Nhitng bién ddi vé mit khoa hoc k¥ thuat.
- Nang lyuc tai chinh hi¢n c6 cua cong ty.
Céc phuong phap du bao thuong dugc sir dung nhu: phan tich xu hudéng,
str dung may vi tinh, phan doan ctia cAp quan tri.
Buéc 2: Dé ra cac chinh sach
Sau khi cac nha quan tri phan tich va ddi chiéu cac nhu ciu hién tai va
tuong lai ctia cong ty thi phong nhan su s& dé xuat mot sb chinh sach dbi véi qua
trinh hoach dinh nhan su ¢ tung phong ban, by phan sao cho phu hop vdi qué
trinh san xuat kinh doanh va ngan sach hién cé.
Bude 3: Thuc hién cac ké hoach dé ra
Khi da xay dung cac chinh sach va ké hoach cu thé, nha quan tri nhan su
s& phdi hop véi truong cac phong ban dé thuc hién ké hoach d6 theo yéu cau.
Truong hop thiéu nhan vién ding theo kha ning thi nha quan tri cAn phai thyc
hién chuong trinh thuyén chuyén nhan vién theo dung kha ning va tiém ning
ctia ho. Sau khi sap xép lai s6 luong nhan sy hién c6 ma cong ty thdy ngudn
nhan su van khong du theo nhu cau thi cong ty sé tién hanh tuyén mo va tuyén
chon nhan vién.
Truong hop thang du nhan vién, nha quan tri s€ 4p dung cac bién phap
nhur:
- Han ché viéc tuyén dung .
- Giam bdt gio lao dong.
- Giam bién ché (day 1a van dé hét stic kho khan).
- Gian tho (cho nghi tam thoi).
- Sa thai.
Buée 4: Kiém tra va danh gia
Trong mdi budc thyuc hién, nha quan tri can thuong xuyén kiém tra cac ké
hoach va chuong trinh c6 phu hop véi muc tiéu da dé ra khong, dé tién hanh rat

kinh nghiém trong nhimng lan tiép theo.



1.2.7.2. Phan tich cong viéc

a. Khdi niém phan tich cong viéc

Phén tich cong viéc 13 qué trinh nghién ctru ndi dung cong viéc nham xéac
dinh diéu kién tién hanh, cdc nhiém vu, trach nhiém, quyén han khi thyc hién
cong viée va cac pham chét, k§ ning nhan vién can thiét phai c6 dé thuc hién
cong viéc.

Hai tai li€u co ban dugc st dung dé thuc hién phan tich cong viéc 1a ban
mo ta cong viée va ban tiéu chuan cong viée.

* Ban mo ta cong viéc:

- Ban mo t4 cong viéc 1a van ban lién két cac chuc nang, nhiém vy, cac
mbi quan h¢ trong cong viéc, cac diéu kién lam viéc, yeu cau kiém tra, gidm sat
cac tiéu chuan can dat khi thuc hién cong viéc.

- Ban md ta cong viéc gitip cho chiing ta hiéu dugc ndi dung, yéu cau cia
cong viéc va hiéu duoc quyén han, trach nhi€m khi thuc hién cong viéc.

- Ban mé ta cong viéc thuong bao gdm nhimng nodi dung sau: nhan dién
cong viéc, tom tat cong viée, chirc ning trach nhiém trong cong viéc, quyén han
cua nguoi thyc hién cong vige, diéu kién lam viéc.

* Ban tiéu chudn cong viée:

- Ban tiéu chuan cong viéc 13 vin ban liét ké nhitng yéu cau vé ning luc
c4 nhan nhu: trinh do hoc van, kinh nghiém cong tac, kha ning giai quyét cac
van dé, cac k¥ ning va cac dic diém, cac nhan t6 thich hop nhét trong cong viéc.

- Ban tiéu chuin cong viéc giup chung ta hiéu duoc doanh nghiép can
nhan vién nhu thé nao dé thyuc hién cong viéc mot cach tdt nht.

- Nhitng nhan t6 chinh thuong dugc dé cap dén trong ban tiéu chuan cong
vige: trinh do van hoa, kinh nghi¢m cong tac, tudi doi, sttc khoe, hoan canh gia
dinh.

b. Tién trinh thuc hién phdan tich cong viéc

Buoc 1. Xac dinh muc dich cua phan tich cong viéc tor do6 xac dinh
phuong phap thu thap cac thong tin can thiét dé tién hanh phan tich cong viéc

mot cach hop 1y nham mang lai hiéu qua cao nhét.
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Buéc 2: Thu thap thong tin co ban san c6 trén co s cila cac so dd to chic
(so d6 to churc cho ta biét cong viéc nay c6 mdi lién hé véi cac cong viee khac
nhu thé ndo, chirc vu va tuyén quyén han), so dd tién trinh cong viéc (giup nha
phan tich hiéu rd chi tiét tir dau vao dén dau ra) va cudi cung 13 ban mo ta cong
viéc hién ¢ (néu co).

Buwoc 3: Lua chon cac phﬁn viéc dac trung, céc diém then chdt dé thue
hién phan tich cong viéc nham tiét kiém thoi gian va chi phi trong viéc thuc hi¢n
phan tich cac cong viéc tuong tu nhu nhau.

Buée 4: Ap dung cac phuong phap khac nhau dé thu thap thong tin phan
tich cong viéc nhu phuong phap phong vén, str dung ban cau hoi hodc quan sat
noi lam viéc. Tuy theo yéu cau vé mic d6 chinh xac va chi tiét ctia thong tin can
thu thap, tuy theo loai hinh cong viéc va kha nang tai chinh ctia doanh nghiép co
thé sir dung mdt hodc két hop cac phuong phép thu thap thong tin dé phan tich
cong viéc.

Buée 5: Kiém tra, x4c minh tinh chinh x4c ciia thong tin. Nhiing thong tin
thu thap duoc dung dé phan tich cong viéc can dugc kiém tra lai vé muc do
chinh xac va déy du thong qua chinh cac nhan vién thyc hién cong viéc do hoac
cac vi lanh dao c6 trach nhi€ém giam sat thuc hién cong viéc do.

Buéc 6: Xay dung ban mé ta cong viée va ban tiéu chuin cong viéc.

1.2.7.3. Binh muc lao dong

a. Khai niém

- Mtic lao dong 13 mot dai lwong sdng, quy dinh cho ngudi lao dong dé ho
hoan thanh mot khéi luong cong viéc nhat dinh.

- Pinh mutc lao dong 1a qué trinh xdc dinh mc lao dong, lam viéc quy
dinh cac murc hao phi can thiét dé ngudi lao dong hoan thanh mot cong viée nhat
dinh.

- Mirc lao dong duoc phan ra 1am 3 loai chu yéu 1a: muc thoi gian, murc
san lugng, muc phuc vu.

b. Vai tro cua dinh murc lao dong

11



- La can ctr dé x4c dinh quyén han va trdch nhi¢m cua nguoi lao dong,
nham danh gia chinh xdac tinh hinh thyc hi¢n cong vi¢c cua nhan vién.

- Panh gia duogc trinh d6 tay nghé, mtc do dong gdp cua timg thanh vién
vao két qua chung cua doanh nghiép, trén co sé d6 thiét 1ap duoc ché do luong
bong hop 1.

- Pinh murc lao dong co vai trd quan trong d6i véi van dé quan tri nhan
su.

- Thong qua dinh murc lao dong, nha quan tri c6 thé danh gia mot cach
khach quan muc do hoan thanh cong vi¢c cia nhan vién, y thic va trach nhiém
cta ho dbi véi cong viéc dugc giao.

c. Phuong phap xay dung dinh murc lao dong

- Phuong phap théng ké kinh nghiém: Phuong phap nay thuc chét 1a dua
vao sO luong thong ké va kinh nghiém 1am viéc cua can bd dinh muc dé xay
dung.

- Phuong phap c¢6 can ct ky thuat:

Phuong phép c6 cin cir ki thuat bao gdm 2 phuong phap: phuong phap
diéu tra phan tich va phwong phép so sanh dién hinh.

Phuong phap diéu tra phan tich: thuc chat ciia phuwong phap nay 1a quan
sat, tinh toan ngay tai hién truong va duoc tién hanh bang hai hinh thirc bam gid
va chup anh.

Phuong phap so sanh dién hinh: tién hanh phén loai cac chi tiét, cic budc
cong viéc thanh timg nhém, xac dinh muc lao dong cho timg chi tiét hay mot
budc cong viée dién hinh.

1.2.7.4. Tuyén dung lao dong

a. Nguon tuyén dung lao dong

- Nguén noi bo:

Céc cong ty 4p dung phuong phap nay thuong niém yét cong viéc con
trong cong khai ngay tai céng ty cho moi nguoi déu biét. Trong bang ghi 16 chd
lam con tréng, cac thil tuc can thiét phai lam khi ding ky, cac diéu kién tiéu

chuan cu thé va cac quyén loi. Tuyén dung theo cach nay thudng duoc goi la
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tuyén nhan vién hién hanh, nghia 12 nhan vién dang lam viéc trong cong ty.
Tuyén ngudi tir nguon ndi bo ¢d uu diém 1a nhan vién thay cong ty ludn tao co
hoi dé ho duoc thang tién va do dé ho gén b6 vo1 cong ty hon va lam viée tich
cuc hon. Cong ty danh gia kha ning ctia ho qua qua trinh lam viéc, do d6 két
qua kha chinh xac. Ho 1a ngudi da quen thudc, hiéu duoc chinh sach va co ciu
ctia cong ty, va do d6 chi can mot thdi gian ngin cong ty gitp ho hdi nhap vao
moi trudng 1am viéc méi ngay. Ngoai ra viée tuyén mo ngudn ndi bo it ton kém
hon.

- Ngudn bén ngoai:

+ Ban bé ctia nhan vién : Cac cong ty 4p dung phuong phap nay khuyén
khich nhan vién dua ban b¢ va ho hang vao lam viéc.

+ Céc tmg vién tu ndp don xin viéc: Cong ty nén thiét lap mot hé thong
h so cac ung vién ty ndp don xin viée dé khi can thiét co thé moi ho 1am viéc.
+ Nhan vién cta cac hing khac : tuyén dung nhan vién co san tay nghé cia mot
hang khac, cua cac co quan Nha Nudc, cua cac trung tam nghién clru...la con
duong ngan nhat va c6 hiéu qua nhat vi cong ty khong phai chi phi cho nghiép
vu dao tao.

+ Cac trudong dai hoc, cao ding : Cac cong ty ctr chuyén vién dén céac
trudng tuyén nhan vién truc tiép, ddy 1a doi ngii dé dao tao, c6 sttc bat vuon 1én
va ¢ nhiéu sang kién.

+ Ngoai ra con cac ngudn khac : nhan vién cii, ngudi that nghiép, nguoi
lam nghé tu do.

b. Quy trinh tuyén dung
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So' dé quy trinh tuyén dung

Chuan bj tuyén dung

|

Thong béo tuyén dung

l

Thu nhan, nghién ctru ho

-

Phong van so bo

l

Kiém tra, trac nghiém

BO tri cong viéc

|

Ra quyét dinh tuyén dung

|

Kham stc khoe

|

Xac minh, diéu tra

A
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* Chuan bi tuyén dung

- Thanh lap Hoi dong tuyén dung, quy dinh 15 vé s6 lugng, thanh phan va
quyén han ctia Hoi dong tuyén chon.

- Nghién ciru ki cac van ban ctia Nha nudc, t6 chirc va doanh nghiép lien
quan dén tuyén dung nhu: Bo Lao dong, cic quy dinh vé hop dong lao dong.

- X4c dinh tiéu chuan tuyén dung.

* Thong bao tuyén dung

Céc 6 chuc, doanh nghiép c6 thé 4p dung mot hoic két hop cac hinh thirc
thong bao tuyén dung sau:

- Thong qua cac trung tam, Cong ty cung tng dich vu lao dong.

- Quang céo trén béo, dai, bangzon, to roi1, mang internet...

- Dan thong bao trudc cong Cong ty.

- Quang cao vé Cong ty, cong viec dé ngudi xin viée hiéu rd hon vé tinh
hap din cua cong viéc.

- Céc chirc nang, nhi€ém vy, trach nhiém chinh trong cong viéc dé nguoi
xin viéc ¢6 thé hinh dung duoc cong viéc ma ho dinh xin tuyén.

- Quyén loi cua ing vién khi dugc tuyén nhu ché do dai ngd, luong béng,
co hoi thing tién, moi trudng 1am viée...

- Céac huéng dan vé thi tuc hanh chinh, ho so, cach thire 1ién hé véi Cong
ty.

* Thu nhan nghién ctru ho so

Tat ca hd so xin viée phai ghi vao s6 xin viéc, co phan loai chi tiét dé tién
cho viéc str dung sau nay. Nguoi xin tuyén dung phai ndp cho Céng ty ung
tuyén nhiing gidy to theo mau quy dinh sau day:

- Pon xin tuyén dung.

- Ban khai so yéu 1y lich c6 chimg nhan caa Uy ban Nhan dan phuong,

- Giay kham suc khoe.
- Ban sao cac van bang, ching chi c6 lién quan theo yéu cau.

Nghién ctru hé so nham ghi lai mét s6 thong tin cia ing vién, bao gom:
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- Hoc vén, kinh nghi¢ém, qua trinh cong tac.

- Kha nang tri thue.

- Stre khoe.

- Murc @0 lanh nghé, su khéo 1éo vé tay chan.

- Tinh hinh, dao duc, nguyén vong.

Nghién ctru hd so nhdm loai bot mot s6 tmg vién khong dap tmg cac tiéu
chuan cong viéc, khong can phai lam tiép cac thi tuc khac trong qua trinh tuyén
dung, do d6 c6 thé giam bét cac chi phi va thdi gian cho qua trinh tuyén dung.

* Phong van so bo

Phong van so b thuong kéo dai tir 5 dén 10 phit, dugc sir dung nham
loai ngay nhiing Gng vién khong dat tiéu chuan hodc yéu kém rd rét hon nhiing
g vién khac ma khi nghién ctru hd so chua phat hién ra.

* Kiém tra, tric nghiém

Ap dung cac hinh thirc kiém tra, tric nghiém nham tim ra dugc ung vién
xudt sac nhat. Cac bai kiém tra, sat hach thudong dung cac kién thirc co ban,
chuyén mén c6 lién quan dén vi tri ing tuyén cac nhan vién. Ap dung cac hinh
thire trac nghiém ciing c6 thé duoc st dung dé danh gia Gmg vién vé mot sd kha
nang dac biét nhu tri nhd, mirc do khéo 1€o...

* Phong van sau

Phong van sau duoc st dung dé danh gia lai nang luyc ctia tng vién lan
cudi. Cudc phong van nay cé thé do cip trén truc tiép khi ing vién trang tuyén
vao vi tri hodc do 1anh dao cao nhat cua Cong ty thyc hién.

* Xac minh diéu tra

Pay 1a qua trinh xac minh nhitng thong tin chua rd ddi véi cac Gmg vién
c6 trién vong tét, cong tac xac minh diéu tra s& cho biét thém nhiing thong tin vé
trinh d6, kinh nghiém, tay nghé cta ung vién. D6i v6i nhimng cong viée doi hoi
tinh an ninh cao nhu thi quy, tiép vién hang khéng... thi cong tac xac minh co

thé yéu cau tim hiéu thém vé nguodn goc, ly lich gia dinh cua tmg vién.
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* Kham strc khoe

Sau khi thuc hién cac budc trén thi Cong ty sé& tién hanh t6 chirc kham stc
khoe cho cac ung vién lot vao vong nay dé cé thé dap tng duoc yéu cau cong
viéc dé ra. Néu mot tmg vién c6 strc khoe khong tot s& anh huong dén chat
lugng cong viée va hiéu qua kinh té, mat khac con gy ra nhitng anh huéng vé
mat phép 1y cho Cong ty.

* Ra quyét dinh tuyén dung

Ra quyét dinh tuyén dung 1a budc quan trong nhat trong qua trinh tuyén
dung. Pay 1a budc ra quyét dinh tuyén dung hodc loai bo tng vién. DPé nang cao
muc dd chinh xac cua cac quyét dinh tuyén chon, cin xem xét mot cach c6 hé
théng cac thong tin, ban phan tich tom tat vé cac ing vién.

* B tri cong viée

Cac ung vién sau khi duoc tuyén dung s& duoc bo tri vao vi tri cong viéc
thich hop hodc vi tri cong viéc khi Cong ty ra théng bao tuyén dung.

1.2.7.5. Phdn cong lao dong

Phan cong lao dong la sy phan chia cong vi¢c gitra nhitng ngudi tham gia
san xuat cho phu hop véi kha ning cta ho vé chtrc ning nghé nghiép, trinh do
chuyén mon, strc khde, gidi tinh, s¢ truong.... N6 1a hinh thirc nhét dinh cua
moi quan hé giita nguoi vdi ngudi trong qua trinh lao dong.

Thue chit cta phan cong lao dong 1a chuyén moén hoa nhig hoat dong
san xuat khac nhau nham ning cao ning suit lao dong.

* Cac hinh thtrc phan cong lao dong:

- Phan cong lao dong theo chirc nang.

- Phan cong lao dong theo nghé nghiép.

- Phan cong lao dong theo mirc dd phtric tap ctia cong viéc.

* Y nghia va tac dung ctia phan cong lao dong:

- Phan cong lao dong lao dong hop 1y co tac dung to 16n trong viéc nang
cao hiéu qua san xudt, ting nang suit va hiéu qua lao dong.

- Phan cong lao dong hop 1y tao diéu kién chuyén moén héa lao dong,

chuyén moén héa dugc cong cu lao dong, sit dung nhitng cong cu c¢6 nang suat,
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lao dong cao, ngudi lao dong cod thé thuc hién thuan loi cac cong doan cua qua
trinh lao dong duoc giao.

- Phan cong lao dong theo hudng chuyén mon hoda tao cho nguodi lao dong
nhanh chéng quen voi cong viéc, tao diéu kién nang cao trinh do nghé nghiép,
chuyén moén, ngudi lao dong c6 dugc k¥ nang, k¥ xdo khi thuc hién cong viéc
cua minh.

1.2.7.6. Banh gid nang lyc thuc hién cong viéc cua nhan vién

a. Noi dung trinh tw thuc hién

Budc 1: Xac dinh cac yéu ciu can danh gia.

Budc 2: Lya chon phuong phap danh gia thich hop.

Budc 3: Huan luyén k¥ ning danh gia.

Budc 4: Thao luan voi nhan vién vé ndi dung, pham vi danh gia.
Budc 5: Thuc hién danh gia.

Budc 6: Thao luan voi nhan vién vé két qua danh gia.

Budc 7: Xac dinh muc tiéu va két qua mo1 cho nhan vién.

b. Cac phwong phap danh gia

- Phuong phap so sanh cap.

- Phuong phap luu gitr.

- Phuong phap quan sat hanh vi.
- Phuong phap bang diém.
1.2.7.7. Tra cong lao dong

a. Tien lvong

Tién luong 13 gid ca cta stc lao dong, dugce hinh thanh qua thoa thuin
giita ngudi stir dung lao dong va ngudi lao dong phi hop véi quan hé cung cau
stre lao dong trong nén kinh té thi truong.

Tién luong ciia ngudi lao dong do hai bén thoa thuan trong hop dong lao
dong va dugc tra theo nang suat lao dong, chét lugng va hi¢u qua cong viéc.
Ngoai ra, nguodi lao dong con nhan duogc cac khoan phu cép, cic ché do dai ngo

khac nhau tily timg doanh nghiép nham khich 18, dong vién tinh than nhan vién.
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b. Co cdu thu nhip

Co cau thu nhép bao gdm:
- Tién lvong co ban

- Phu cép luong

- Tién thuong

- Phuc loi

c. Muc tiéu cua hé z‘ho”'ng tién lwvong

- Thu hut nhéan vién

- Duy tri nhiing nhan vién gioi

- Kich thich, dong vién nhan vién

- Pap tng cac yéu cau ciia phap luat

1.2.7.8. Pao tao va phdt trién nguon nhdn luc

a. Khai niem

- Pao tao 1a quy trinh ¢6 hé théng nham nudi dudng viéce tich lity cac ki

nang, nhimg quy tic, khai niém hay thai d6 dan t6i su tuong ximg hon
giita nhitng ddc diém ciia cong nhan vién va nhitng yéu cau ciia cong viéc.

- Phat trién 12 qua trinh 1au dai nhdm nang cao nang luc va dong co cia
cong nhan vién dé bién ho thanh thanh vién tuong lai quy bau cua to chirc do.

Phét trién khong chi bao gom c6 ddo tao ma c6 ca sy nghiép va cac kinh
nghiém khac nira.

b. Muc dich

- Tryc tiép gitp nhan vién thuc hién cong viéc tot hon, dic biét khi nhan
vién thuc hién cong viéc khong dap tmg duoc cac tiéu chuan cong viéc dé ra
hodc khi nhan vién tiép nhin céng viéc méi.

- Khi cong nghé thay d6i gitip nhan vién cap nhat duoc cac k¥ ning, kién
thirc méi.

- Pé tranh tinh trang quan 1y 15i thoi thi cic nha quan tri can 4p dung céc
phuong phap quan 1y cho phu hop véi su thay doi ciia méi trudong kinh doanh,
nhing thay d6i vé quy trinh cong nghé, k¥ thuat.
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- Giai quyét cac van dé to churc, gitp cac nha quan tri giai quyét cac van
dé vé mau thuln, xung dot xdy ra gita cac c4 nhan va giira cong doan véi nha
quan tri, dé ra cac chinh sach vé quan Iy ngudn nhan luc cua doanh nghiép cd
hi¢u qua.

- Pao tao va phat trién gitp cho nhan vién c¢6 duoc chuyén mén, cac ky
nang can thiét, c6 co hoi thing tién va thay thé cho cac can bd chuyén quan 1y.

- Théa man nhu cau phat trién cho nhéan vién kich thich ho thuc hién cong
viéc tot hon, dat nhiéu thanh tich tot hon.

c. Tién trinh dao tao va phat trién neuon nhan luc

Noi
dung
> chgcrng > Thuc Hiéu
trinh hién biét k§
X4 chuong nang
dinh trinh mong
nhu dao tao mubn
ciu > > vaphat » cua
trién nhan
vién
A
Phuong
,| Pphap R
| dao tao g
Panh gia két qua dao tao

d. Mot s phwong phap dao tao

- Pao tao tai chd (hinh thirc dao tao gin lién véi cong viée).

- Bao tao xa noi lam viéc (Pao tao tai cac truong hodc trung tam)
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1.3. Mt s6 chi tiéu danh gia hiéu qua sir dung ngudn nhan lue

1.3.1. Hiéu suit sir dung lao dong

Cong thtrc tinh: Pon vi tinh: (Pong/nguoi)

Tong doanh thu

Hiéu suét sir dung lao dong =

Téng sb lao dong

Y nghia: Chi tiéu ndy cho biét mot lao dong 1am ra bao nhiéu dong doanh
thu trong mot thoi ky nhét dinh. Chi tiéu nay cang cao, cho thay van dé sir dung
nguon nhan lyc ¢ hiéu qua tot.

1.3.2. Niing suit lao dpng binh quan

Cong thirc tinh: Pon vi tinh:(Pong/ngudi)

To6ng san lugng

Ning suét lao dong binh quéan =

Tong lao dong

Y nghia: Chi tiéu nay cho biét mot lao dong 1am ra bao nhiéu san pham
trong mot thoi ky nhét dinh.

1.3.3. Ty sudt lpi nhudn lao dong

Cong thirc tinh: Pon vi tinh: (Pong/nguoi)

Loi nhuin

Strc sinh 161 lao dong =

Tong lao dong

Y nghia: Chi tiéu nay phan 4nh mot lao dong tao ra bao nhiéu lgi nhuan trong
mat thoi ky nhét dinh.
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1.3.4. Ham lugng swr dung lao dong

Cong thic tinh: Pon vi tinh: (Nguoi/dong)

Téng s6 lao dong

Ham lugng st dung lao dong =

Téng lo1 nhuan

Y nghia: Chi ti€u cho cac nha quan tri biét cir mot dong loi nhuan can

bao nhiéu lao dong.

1.4. Suw can thiét phai nang cao hiéu qua sir dung lao dong trong
doanh nghiép.

C6 thé nodi trong cac yéu td ngudn luc ctua doanh nghiép thi yéu té con
nguoi 14 kho str dung nhét. Phai lam nhu thé ndo dé nang cao hiéu qua st dung
lao dong trong doanh nghiép 14 van dé nan giai cia bat ky mot doanh nghiép
nao. Trong doanh nghiép, muc tiéu hang dau 1a dat duwoc hiéu qua kinh doanh
cao. Va dé hoat dong san xuat kinh doanh ctia doanh nghiép khong bi giam sut
can phai sir dung lao dong mot cach hop 1y, khoa hoc. Néu str dung ngudn lao
dong khong hop 1y, viéc bd tri lao dong khong dung chirc ning cua timg ngudi
s& gy ra tam 1y chan nan, khong nhiét tinh voi céng viée duoc giao dan dén
hiéu qua kinh doanh thap va s& din tdi su giam st vé tat ca cac van dé khac cua

doanh nghiép.

Nang cao hiéu qua st dung lao dong s& gdp phan tiét kiém chi phi lao
dong song, tiét kiém thoi gian lao dong, giam thoi gian khau hao tai san cia
doanh nghiép, ting cuong ky luat lao dong... din téi giam gia thanh san xuat
dan dén ting doanh thu va gitp doanh nghiép moé rong thi phan, canh tranh
thanh cong trén thi truong.

Mat khac, nang cao hiéu qua st dung lao dong la diéu kién dam bao
khong ngimg cai thién va nang cao doi séng cia can bd cong nhan vién, tao diéu
kién nang cao trinh do tay nghé, khuyén khich ning luc sang tao cua nguoi lao
dong, thiic day nguoi lao dong ca vé mat vat chat va tinh than.

Con ngudi 1a bo phan chi yéu dé thyuc hién cac hoat dong san xuat kinh
doanh, moi hoat dong san xuét kinh doanh suy cho cung cling la dé phuc vu logi
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ich con ngudi. Trong doanh nghiép thuong mai hién nay, yéu t6 con ngudi dong
vai tro quyét dinh ddi 6i sy thanh ba cua ca doanh nghiép. Chinh vi vay dao tao,
phat trién va stir dung lao dong c6 hiéu qua yéu td séng con ciia moi doanh

nghiép.

N6i dén st dung lao dong 1a noi dén viéc quan 1y va sir dung con nguoi.
Con ngudi ludn phat trién va thay dbi co tu duy, hanh dong cu thé trong timg
hoan canh cu thé. Vi vay, phai lam sao dé ndm bat duge nhirng thay doi, tu duy,
¥ thirc cta con ngudi hay néi cach khac 1a ndm bat duge nhu ciu cua ngudi lao

dong thi hoat dong san xuét kinh doanh méi dat hiéu qua cao.

Toém lai, viéc nang cao hi€u qua sir dung lao dong 1a viéc lam hét stre
quan trong va can thiét dbi vai tat ca cac doanh nghiép. Béi vi sir dung lao dong
c6 hiéu qua s& giup doanh nghiép lam an kinh doanh tét, giam chi phi san xuat,
khau hao nhanh TSCD... diéu d6 s& gitp doanh nghiép dimg viing trén thi
truong va mo rong thi phan ting kha ning canh tranh voi cac ddi tha trén thi

truong.

23



CHUONG 2: THUC TRANG SU DUNG NGUON NHAN LUC TAI
CONG TY TNHH PHUC THUAN

2.1. Khai quat vé hoat dong kinh doanh ciia cong ty TNHH Phiic Thuin

2.1.1. Gidi thiéu khai quat cong ty TNHH Phiuic Thudn

Tén cong ty Cong ty TNHH Phuc thuan

Tru s& chinh Thon Téan Lap — xa Poan Lap —
huyén Tién Lang — tp Hai Phong

Tén giao dich Cong ty TNHH Phtic Thuan

Dién thoai 0313.933.058

Fax 0313.933.059

M 56 thué 0201132976

DPai dién phap luat Pinh Van Trai

Giam ddc diéu hanh Dinh Thi Nga

Ngay cap gidy phép 29/11/2010

Ngay hoat dong 1/12/2010

Cong ty TNHH Phuc Thuan 1a mot cong ty méi.Tinh dén nay da di vao
hoat dong duoc 7 nam.

Ngay 29/11/2010 cong ty da dugc cap gidy phép va chinh thirc hoat dong
vao ngay 1/12/2010.

Cong ty 1a mot doanh nghiép c6 day du tu cach phap nhan, hach toan doc
1ap, c6 con dau riéng.Trai qua thoi gian hoat dong kha dai, cong ty di tim dugc
cho minh mot huéng di dung dén dé dimg viing va phat trién.

Hién nay cong ty c6 5 day chuyén san xuat cung véi hon 800 can bo cong
nhan vién. San lugng mdi nam dat dugc 3.000.000 doi. Thu nhap binh quan cta
nguoi lao dong 1a 2.500.000vnd

Nguoi dai dién phap 1y cho cong ty 1a: 6ng Pinh Van Trai.

Giam doc diéu hanh la: ba Pinh Thi Nga
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2.1.2. Linh vwc kinh doanh cua cong ty

- Cong ty hoat dong trong linh vuc: san xuat cac mat hang giay da, gidy thé
thao (trur trang phuc).

- Mot s0 loai gidy cong ty san xuat:

Tén giay san , Tén giay san | ,
. sy Anh giay . sy Anh giay
xuat xuat
Zarasur
Zara
Zarasur
Termix Stradivariu
Demix (hu96) Stradivariu
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2.1.3. Co céu to chirc ciia cong ty

So'do 1 : bé may té chirc quan Iy ciia cong ty TNHH Phiic Thudn

HOI BPONG QUAN TRI | BAN
D KIEM
SOAT
\ 4
BAN GIAM BOC
\ 4
v v v v v
P. P. TIEN P.KY P. P. TAI
TCHC PO SAN THUAT XUAT VU KE
-LPTL XUAT MAU NHAP TOAN
KHAU
\ 4 \ 4 \ 4 \ 4 V}
PHAN PHAN PHAN PHAN PHAN
XUONG XUONG XUONG XUONG XUONG
CHAT IN DE MAY THANH
HINH

(Nguén : Phong hanh chinh — nhdn si)

* Nhiém vu, chirc nang cac bg phan trong cong ty:

- Hoi dong quan tri:

+ Quyét dinh chién luoc phét trién cua cong ty va phuong an dau tu cua
cong ty.

+ Kién nghi loai ¢ phan va s6 cb phan ting loai dugc quyén chio ban.

+ B6 nhiém, mién nhiém, cach chic Giam ddc, Pho giam ddc, ké toan
tredng cua cong ty.

+ Quyét dinh co cdu t6 chirc, quy ché quan 1y ndi bo cong ty, quyét dinh
thanh 1ap cong ty con, 1ap chi nhanh, van phong dai dién va viéc gop von mua

cd phan ctia doanh nghiép khac.
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- Giam doc:

+ Quyét dinh moi van dé lién quan téi hoat dong san xuét kinh doanh
hang ngay cua cong ty.

+ Puoc quyén quyét dinh cac hop dong mua, ban, cho vay va cac hop
dong khac c6 gia tri nho hon 10% gia tri tai san dojoc ghi trong s6 ké toan cia
cong ty.

+ T6 chtrc thyc hién cac quyét dinh ctia Hoi dong quan tri.

+ B6 nhiém, mién nhiém, cach chirc cac chirc danh quéan Iy trong cong ty,
trir cac chirc danh do Hoi dong quan tri bo nhiém.

+ Kién nghi phuong an bd tri co cau to chire, quan 1y ndi b cia cong ty.

- Ban kiém sodt:

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

+ Tham dinh bao c4o tai chinh hang nim cua cong ty.

+ Thuong xuyén théng bao véi Hoi dong quan tri vé két qua hoat dong
san xuat kinh doanh ctia cong ty.

+ Kién nghi bién phap bd sung, sira ddi co ciu t6 chirc quan 1y, diéu hanh
hoat dong san xuat kinh doanh cta cong ty.

- Phong tdi vu - ké todn:

+ La bod phan tham muu quan trong gitp Giam déc nim rd thuc luc tai
chinh cua cong ty trong qua khu, hién tai va tuong lai va 1a noi cung cap kip
thoi, day du co s¢ dit lidu vé tai chinh gitp Giam ddc ra cac quyét dinh vé tai
chinh.

+ Phan tich danh gia hoat dong tai chinh cta cong ty dé tim ra cac bién
phap sir dung ngudn tai chinh mot cach ¢ hiéu qua nhat.

+ Chiu trach nhiém truc tiép vé tinh trung thuc ctia bdo cao tai chinh cling
nhu nhing chimg tir tai chinh - ké toan.

- Phong t6 chikc hanh chinh - lao déng tién lwong:

+ Tham muu cho Gidm déc trong viéc ddi moi, kién toan co ciu to chuc,

quan 1y kinh doanh ctia cong ty.
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+ Chiju trach nhiém vé cong tac tuyén dung, ddo tao va phat trién ngudn
nhan luc dap ung yéu cau khong ngimg vé kha ning quan 1y caa hé thdng chat
lwong, gop phan nang cao ning luc hoat ddng va hiéu qua t6 chiic cta cong ty.

+ Thiét 1ap cac chinh sach vé ngudn luc dua trén quyét dinh san xuét kinh
doanh ciia cong ty nhu: To chirc tuyén dung doi ngii CBCNV, soan thao hop
ddng tuyén dung, phén tich, danh gia doi ngii lao dong toan cong ty, phdi hop va
ra cac quy ché vé tién luong, thudng, phu cap. ..

- Phong xudt nhdp khdu:

+ Giir vi tri trong yéu trong hoat dong cua cong ty vi toan bd nguyén vat
liéu dau vao duoc nhap khau va toan bd san pham cta cong ty déu xuat khau.

+ Thong qua nghiép vu xuat nhap khau, phong c6 chitc ning cing cb va
phat trién véi dbi tac cua cong ty, voi khach hang quéc té, gop phan tich cuc vao
viéc nang cao kha nang canh tranh ciia cong ty trén thi truong thé gidi, cai thién
vi tri ctia cong ty, cling nhu gop phan vao viéc nang cao vi thé ciia Viét Nam
trén trudng quoc té.

+ Xt 1y céc tai liéu lién quan dén xuat nhap khau, giup Giam déc giai
quyét kip thoi, chinh xac cac van dé phat sinh trong hoat dong xuét nhap khau
cua cong ty.

+ Thira uy quyén cua Giam ddc thuc hién cac giao dich véi ddi tac va 1am
viéc véi cac co quan quan Iy Nha nudc va cac to chire kinh té Viét Nam ¢ lién
quan dén hoat d6ng xuat nhap khau cua cong ty.

+ Thue hién cac thu tuc hanh chinh, kinh té, phap Iy lién quan toi hoat
dong xuat nhap khau cua cong ty cho ddi tac va khach hang nudc ngoai.

- Phong tién do san xudt:

+ Lap ké hoach san xuit, ké hoach gia thanh, ké hoach nhap, Xuat nguyén
vat liéu va truc tiép diéu hanh cac phan xudng san xuét chinh.

+ Lap tién d6 san xuat phi hop voi yéu cau cta don hang, trén co sd ning
luc san xuét thuc té cta cong ty.

+ Kiém tra, don doc viéc thuc hién tién do da deé ra.
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+ Nghién ciru yéu cau ctia don hang nhu: Thoi gian giao hang, d6 phirc
tap ciia san pham dé xac dinh ning suét lao dong binh quan 1gid lam viéc cia
cong ty c6 thé san xuét duoc.

- Phong ky thudt mau:

+ HO trg Giam dbc theo ddi k¥ thuat, quan 1y chat lugng san pham tir
khau dau dén khau cubi ctia quy trinh céng nghé dé c6 hudng xem xét, thiét ké
mAu cho pht hop véi yéu cau cta don dit hang.

+ Thuc hi¢n cong tac théng ké chat luong, phan tich, dién bién chit luong
nguyén vt kiéu, vat tu dugc dua vao san xuat.

+ Xac dinh nguyén nhan anh huéng téi chat lwong, dé xuat véi Giam dbc
va cac don vi lién quan céac bién phap nang cao chat luong san pham.

Bén canh sy quan 1y, chi dao, giam sat cua ban Giam ddc, cac phong ban
truc thudc bd may cua cong ty co mbi quan hé qua lai, hd trg nhau cung thuc
hién tot nhiém vu, giup Giam ddc diéu hanh hoat dong san xuét kinh doanh ctia
cong ty.

- Cdc phan xuong:

+ Phan xudng chat: chuyén pha ché, cét da, gia da, méch, mat thanh céc
chi tiét mil gidy.

+ Phan xudng in: chuyén in nhdn m4 trang tri 1én mil gidy.

+ Phan xuéng may: c¢6 nhiém vy bodi da véi méch va mut sau d6 chuyén
sang hoan chinh mii giay.

+ Phan xudng dé: chuyén 16ng mil gidy vao phom gidy, quét keo vao dé
chan mi gidy rdi dua vao luu hoa go thanh doi gidy.

+ Phan xuodng thanh hinh: chuyén rap 6 ré, ludn diy gidy dé hoan thién
d6i gidy, phan loai va dong goi san pham.

Sau khi san pham dugc hoan thanh s& dugc chuyén dén phan xudng dong
thung, san phém dugc kiém tra néu dat tiéu chuan chat lugng s€ nhéap kho va

duoc xuat ban.
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Ngoai ra cong ty con c6 cac bo phan nhu: kho nguyén vat liéu chinh, cac
kho ban thanh pham, bd phan kiém tra chat luong san phdm va mot sd bo phan
khac phuc cho hoat dong san XUAt.

2.1.4. Hoat déng sin xudt kinh doanh ciia cong ty TNHH Phiic Thudn

2.1.4.1. San phdm cia céng ty.

Dic diém cua cong ty 1a chuyén gia cong gidy theo don dit hang nén miu
mi san pham phu thudc vao phia d6i tac.

Cong ty san xuat chu yéu 1a gidy thé thao cho ca nguoi 16n va tré em.

Co cau san pham ctia cong ty:

e 30% gidy thé thao xuit khau sang cac nudc chau A.

e 70% gidy thé thao xuat khau sang cic nudc chau My va chau Au.

2.1.4.2. Céng nghé sdan xudt
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So d6 2: Quy trinh cong nghé san xudt sin phim ciia cong ty TNHH Phiic

Thudn
| NGUYEN VAT LIEU |,
KCS > < KCS
l \ 4
\ 4
KCS KCS
\ 4 A\ 4
CHAT bE
A\ 4 A\ 4
KCS KCS
A\ 4 \ 4
PHAN HANG KCS .| KHOBAN TP
A
A\ 4 A\ 4 A\ 4
IN KCS TP
A\ 4
| MAY ”
> KCS
A\ 4
PONG
GOI > KCS
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2.2. Tinh trang sitr dung ngudn nhan luc tai cong ty TNHH Phiic
Thuin

2.2.1. Nhgn dinh chung vé tinh hinh lao déng tai cong ty TNHH Phiic
Thuan

Linh vuc nhéan su 1a mét linh vuc rt nhay cam va quan trong ddi voi tat
ca cac doanh nghiép chir khong phai riéng doanh nghiép nao. Vi nd quyét dinh
dén ning suat lao dong, khéi luong lao dong ctia doanh nghiép.

S6 lwong lao dong cuia Cong ty hién nay 1a 620 lao dong. Pay 1a mot sb
lugng lao dong khong nho. Do do viée st dung va quan 1y lao dong sao cho co
hiéu qua ciing 1a mot van dé khong hé don gian.

Bo phan lao dong truc tiép dugc Cong ty sap xép hop 1y. Tuy nhién trinh
do tay nghé con van han ché. Do tinh chét cta cong viée, luong khong cao, phﬁn
dong lao dong 1a nit nén hay xay ra tinh trang nghi viéc khi c¢6 diéu kién tim
dugc cong viéc tdt hon, hodc nghi do ban sinh con, cham sé¢ gia dinh vi thé van
dé quan 1y lao dong & cong ty ludn gap rat nhiéu kho khan. Vi kinh nghiém san
xuat kinh doanh hon 6 nam, nhin chung cach quan 1y lao dong tai cong ty da dat
nhimg hiéu qua nhat dinh. Tuy nhién trong tinh hinh méi, néu chuyén dan duoc
viéc tuyén lao dong lién tuc dé thay thé sang viéc nang cao tay nghé, gia ting
hiéu suat dé nang cao thu nhap cho cong nhan dé ho yén tdm gan bo véi cong ty
thi s& tiét kiém duoc chi phi tuyén dung cling nhu dam bao tinh 6n dinh cta san
Xuat.

2.2.2. Co ciu lao dong cong ty TNHH Phiic Thugn

2.2.2.1. Phdn logi co cdu lao dong ciia céng ty TNHH Phiic Thudn qua

cac nam.
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e  Co cau lao dong theo gidi tinh.
Bing 1: Co ciu lao dpng theo gidi tinh

(Pon vi tinh: Nguoi, %)

Nam 2015 Nam 2016 Chén léch
Chi tiéu [g§ luong | Ty trong | S6 luong | Ty trong | Tuyét ‘.
. .. Z. Tuong do1
(nguoi) (%) (nguoi) (%) doi
G6i tinh 600 100 620 100 20 3.33
Nam 195 32.50 200 32.26 5 0.83
Nir 405 67.50 420 67.74 15 2.50

(Nguon: Phong TCHC — LPTL)

Qua bang sd liéu trén ta thay: Ty 16 nam nit chénh 1éch rat 16n, nit gap doi
nam, diéu ndy 14 do tinh chat san xut kinh doanh ctia cong ty nén lao dong nit 1a
cha yéu. Xét vé ty 1¢, nit gidi chiém khoang 67% tong sb lao dong toan Cong ty.
Trong 2 nim gan day ty 16 lao dong c6 mot vai sy thay doi:

+ 86 lao dong nam nam 2016 1a 200 nguoi ting 5 nguoi twong Gng ting
0.83% so véi nam 2015.

+ S6 lao dong nit ndm 2016 1a 420 nguoi chiém 67.74% lao dong toan
doanh nghi¢p, tang 15 nguoi so véi nam 2015 tuong Gng tang 2.5%.

Nhu viy, trong thoi gian tir ndim 2015 dén nam 2016, tong sd lao dong
ciia Cong ty di ting thém 20 ngudi twong Gmg véi 3.33% so v6i nam 2015. S6
lao dong nit ting nhiéu hon sé lao dong nam diéu ndy da 1am nén thay d6i ty 18

gid1 tinh trong Cong ty.
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o Co céu lao dong theo do tudi.
Bing 2: Co ciu lao dpng theo dp tuoi

(Don vi tinh: Nguoi, %)

Nam 2015 Nam 2016 Chénh léch
Chi tiéu g4 luong | Ty trong | SO lwong | Ty trong | Tuyét Tuong
(nguoi) (%) (ngudi) (%) dbi d6i
Do tudi 600 100 620 100 20 3.33
18-30 480 80.0 495 79,84 15 2.50
31-45 117 19.50 122 19.68 5 0.83
46 — 55 3 0.50 3 0.48 0 0

(Nguon: phong TCHC — LPTL)

Nhan xét: P tudi ciia ngudi lao dong trong cong ty tir 18 dén 55 tudi.
Lao dong cta cong ty chi yéu 1a lao dong tré. Pay 1a mot loi thé canh tranh cta
cong ty khi ma ho phat huy dugc nhimg kha ctia minh nhu: nhanh nhen, c6 thé
luc tbt, tiép thu nhanh véi sy phat trién ciia khoa hoc k¥ thuat. Tuy nhién ho lai

1a nhitng nguoi thiéu kinh nghiém trong qua trinh lam viéc. Cu thé:

+ S6 luong lao dong trong do tudi tir 18-30 chiém ty 1& cao nhit trong
doanh nghiép nam 2015 c6 480 ngudi chiém 80% tong sd lao dong trong cong

ty va nam 2016 c6 495 ngudi chiém 79.84%, tuong Gng véi ty 16 tang 13 2.5%

+ S luong lao dong trong d6 tudi 31- 45 tudi nam 2015 1a 117 ngudi,
nam 2016 1a 122 nguoi tang 5 nguodi, tuong ing voi ty 1€ tang 1a 0.83%. Pay la
d6 tudi can dugc cong ty quan tAm nhiéu hon vi trong do tudi ndy, cong nhan da
c¢6 nhiéu kinh nghiém 1am viéc va chiu dugc 4p luc tot hon so voi do tudi tir 18

dén 30 tudi.

+ Luc lugng lao dong trong do tudi 46- 55 chiém ty 1€ rat nho trong cong

ty va ty 1& nay khong hé thay d6i qua 2 nam.
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C6 thé thdy lao dong tré tai cong ty con chiém ty 1& qua cao (80%), day
vira 1a vu ciing vira 12 nhuoc diém cua cong ty:

+ Uu diém: Lao dong tré c6 thé tiép thu nhanh khoa hoc k¥ thuat, cong
nghé, c6 stc bén tét hon..

+ Nhuoc diém: Thiéu kinh nghiém, kho chiu dugc ap luc, c6 thé bo viée
gitta chimg do nhiéu van dé cac nhan nhu két hon, mang thai... gdy anh huéng
khong tot dén hoat dong san xuat kinh doanh ctia cong ty.

e Co céulao dong theo trinh dg.

Bing 3: Co ciu lao déng theo trinh dp

(Don vi: Nguoi, %)

Nam 2015 Nam 2016 Chénh I¢ch
o S X S X T

Chi tiéu 0 T}”, tI'Ql’lg 0 y Tuyét ..

luong %) lugng | trong déi Tuong do1
0

(nguoi) (nguoi) | (%)

Trinh d§ 600 100 620 100 20 3.33

Dai hoc 7 1.17 9 1.45 2 0.33

Cao dang, trung

. 110 18.33 115 1855 |5 0.83
cap
T6t nghiép THPT | 483 80.50 496 80.00 |13 2.17

(Nguén: phong TCHC — LPTL)

Nhan xét: Nhitng ngudi co6 trinh do Pai hoc, cao drfmg chu yéu la nhan
vién vin phong (lao dong gian tiép), nim 2016 sb nguoi co trinh do dai hoc ting
1én 2 ngudi twong tng véi ty 18 0.33%. S6 ngudi ¢o trinh d6 cao dang, trung cp
cling tang 0.83%. Con lao dong truc tiép (cong nhan truc tiép san xuat) clia cong
ty 1a lao dong pho théng, ddy ciing 13 dic diém chung ctia cac cong ty Da - Gidy
tai Viét Nam, nim 2016 sb lao dong phé thong tang so vo1 nam 2015 1a 13
nguoi, tuong g voi ty 1€ tang 2.17%.

o Co céu lao dong theo trinh do tho bac
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Bing 4: Co ciu lao dong theo trinh dj the bic

(Don vi tinh: Nguoi)

Chi tiéu bon vi Nam 2015 | Nam 2016 | Chénh léch
tinh Ngwoi | %

Bic E Ngudi 253 260 7 2.77
Bac D Ngudi 185 192 7 3.78
Bac C Ngudi 95 97 2 2.11
Bic B Ngudi 52 54 2 3.85
Bic A Ngudi 15 17 2 13.3
Tong Nguoi 600 620 20 3.33

(Nguon: Phong TCHC — LPTL)

Nhén xét: Qua bang trén ta thay sé lao dong tir ndm 2015 sang nim 2016
c6 ting, tuy nhién sd luong ting khong déng ké do tir naim 2015 sang nam 2016.

Hon nita, lao dong bac thap tai cong ty chiém ty 1¢ kha cao. Cu thé:

+ Cong nhan bac E chiém ty 18 1/3 trong tong s6 lao dong trong cong ty.
Pay 1a nhitng lao dong tré, thuong tot nghiép hét THPT, khong c6 kinh nghiém
cling nhu dé nan vi khong chiu duoc vat va va ap luc cong viéc. Nam 2016, lao
dong bac E tang 7 nguoi so vl nam 2015, tuong img voi ty 1€ tang 1a 2.77%.
Pay ciing 1a bac ma cong nhan nghi viéc nhiéu nhét.

+ Cong nhan & cac bac con lai chiém ty 1& khong cao trong cong ty. Pay
cling 1a mot diém yéu cua cong ty vi thuong nhitng ngudi co bac cang cao ludn
ty 18 véi do tudi cang 16n, ma dic diém cia cac cong ty da giay 1a khong mudn
giit chan nhiing lao dong c6 d6 tudi 16n. Cong ty can c6 giai phap dé khac phuc

diém y€u nay.

o Co cau lao dong theo chirc ning
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Bing 5: Co cdu lao dpng phin theo chirc ning

(Pon vi tinh: Nguoi)

Thay doi
Chi tiéu bvT Nam 2015 | Nam 2016 ]
S6 nguoi %
Lao dong .
= Nguoi 575 592 17 2.96
tryuc tiep
Lao dong .
L Nguoi 25 28 3 12
glan tiep
T6 6 lao
ORE SO Neusi | 600 620 20 3.33
dong

(Nguon: Phong TCHC — LPTL)
Nhan xét: Qua bang s6 liu trén ta thay: s6 lugng lao dong truc tiép ting
17 nguoi, ddng thoi sé luong lao dong gian tiép cling ting 1én 3 ngudi. Lao
dong truc tiép 1a nhitng nguoi truc tiép 1am ra san pham, tuy sé lugng c6 ting
nhung khong dang ké do lugng don dat hang khong thay dbi nhiéu. Sé lao dong
gian tiép ting do mot sd lao dong truc tiép duoc chuyén 1én van phong cla cac
phan xudng.
2.2.2.2. Tinh hinh sw dung lao dong tai cong ty TNHH Phuc Thudn
Bdng 6: Tinh hinh ting giam lao dong qua cdc niam

(Pon vi tinh: nguoi, %)

Chi tiéu Nam 2015 Nam 2016 Chénh 1éch

Tuyétddi | Twong doi

Tong s lao | 600 620 20 3.33%
dong

Nhén xét: Co cau lao dong cua cong ty tir ndim 2015 dén nam 2016 c6
nhiéu bién dong do xuat phét tir nhu cau cta hoat dong san xuat kinh doanh, sb
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luong don dit hang ctia cong giam nén nhu cau vé nhan cong cling giam. Nhung
ta c6 thé thay chat luong cta doi ngil lao dong da ting ca vé phia lao dong truc
tiép 1an lao dong gian tiép (sb ngudi 6 trinh do dai hoc, cao ding ting). Cong ty
c6 doi ngii lao dong tré, dy ciing 1a thuan loi cho cong ty vi tinh chit cong viéc
doi hoi su khéo 1éo, ti mi va c6 kha ning thich tmg nhanh véi nhimmg thay ddi
cua khoa hoc cong ngh¢.

Nhin chung vé co ciu lao dong ctia cong ty nhu vay 1a phi hop véi nhu
cdu cua san xudt kinh doanh cua cong ty trong giai doan hién nay.

2.2.3. Cong tac phan cong lao dong.

Cong tac bd tri va st dung lao dong hop 1y 1a diéu kién dé ting ning suat
lao dong va hiéu qua san xuét kinh doanh.

La doanh nghiép chuyén nhan gia cong gidy, dép xuit khau cong ty di bd
tri, phan cong lao dong mot cach kha hop 1y.

Cong nhan lam viéc theo day chuyén san xuat lién tuc, khép kin nén doi
hoi sy tap trung twong ddi cao. Can bd phu trach ky thuat 1 phia d6i tac Trung
Quéc, dé dam bao yéu cau vé chat luong san pham cac chu quan Trung Qudc
true tiép chi dao nhitng ngudi quan 1y truc tiép tai cac phan xudng nhu: quan
déc, t6 truong, to pho.

Nho ¢6 su giam sat chit ché nhu vay nén khi c¢6 nhitng sy cd xay ra cong
ty da kip thoi khac phuc. Néu nhu nguoi lao dong khong c6 kha ning dap ung
duoc nhu cu ciia cong viéc thi s& bi sa thai.

Céac phong ban trong cong ty ciing ¢6 mdi lién hé chit ché véi nhau va
chiu su chi dao truc tiép ctia Ban Giam ddc.

Tinh dén thang 12/2016 s6 lugng CBCNV ctia cong ty 1a 620 nguoi.

Pugc phan bd nhu sau:
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Bing 7 : Bing phén bé sé lwong CBCNV

STT Tén don vi Sb ngudi
1 Phan xudng chat 76
2 Phan xuong in 75
3 Phan xuong dé 70
4 Vian phong phan xuong may 5

5 Phan xuong may 210
6 Van phong px hoan thién 4

7 Phan xuong thanh hinh 96
8 Céc t0 KCS 26
9 Cac kho 16
10 Phong ki thuat mau 10
11 Ban Giam doc 1
12 Phong tai vu-ké toan 3
13 Phong xuat nhap khau 2
14 Phong TCHC-LDTL 2
15 Phong tién d6 san xuat 3
16 Ban co dién 7
17 T6 boc xép hang 5
18 Tap vu & vé€ sinh 6
19 T bao vé 2
20 Tram y té 1
Tong 620




2.2.4. Cong tic tuyén dung tai cong ty.
2.2.4.1. Tinh hinh tuyén dung tai céng ty

Tuyén dung 1a mot tién trinh thu hut nhitng nguoi c6 kha nang tir nhiéu
ngudn khac nhau dén dang ki, nop don tim viéc lam. Cong tac tuyén dung duoc
cong ty kha quan tdm. Tién trinh tuyén dung cta cong ty dugc thé hién ¢ so do

sSau.

So do 3: Tién trinh tuyén dung ciia cong ty TNHH Phiic Thudn

Nhu cau tuyén dung Ky hop dong dai han

A

A 4

Lap ké hoach tuyén dun ;
P ’ yen cung Ky hop dong lao dong thir viéc

A
A 4

Thong béao tuyén dung T6 chuc thi tuyén

A

v

Thanh 1ap hoi dong tuyén dung

(Nguén: Phong TCHC — LPTL)
o Nhu cau tuyén dung:

Theo ké hoach kinh doanh hang nim cua cong ty, cic truéng phong ban,
quan d6c phan xudng tinh toan sb luong lao dong ctia don vi minh c6 dap tng
dugc nhu cau san xuat hay khong, co can tuyén thém ngudi hay khong. Sau do

nop 1én phong TCHC — LDTL dé xem xét.
o Lap ké hoach tuyén dung:

Can ¢ vao nhu cau thuc té tai cac bod phan phong TCHC — LDTL xét
duyét, néu can tuyén dung thém s& 1ap ké hoach tuyén dung roi trinh 1én Giam

déc ki duyét.
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Néu cong tac lap ké hoach tbt thi viéc tuyén dung lao dong s& tt, néu
cong tac nay lam khong tbt s& gy nhiéu bat loi cho cong ty nhu khong dap tmg
duoc nhu cau cua san xuat kinh doanh.

o Thong bao tuyén dung:

Sau khi ké hoach tuyén dung dugc ban Giam dbc phé duyét phong TCHC
— LDTL sé tién hanh thong bao tuyén dung bang cac hinh thirc nhu: yét thi trudc
cong cong ty, nhd nhan vién cong ty gidi thiu, va trén mot sé phuong tién
truyén thong.

o Thanh lap hoi dong tuyén dung:

Thanh phan hoi dong tuyén dung thudng bao gom: can bd 1am cong tac
tuyén dung ctia phong TCHC — LDTL, trudng ( phd) cac phong ban c6 nhu cau
tuyén dung, cac quan doc phan xuong . Ban Giam ddc sé truc tiép giam sat cong
tac tuyén dung.

o Tb chirc thi tuyén:

Sau khi thu thap, phan loai ho so, truong phong TCHC — LDTL thong béo
v6i ban Giam ddc va hoi ddng tuyén dung nhiing hd so dat yéu cau, sau d6 cong

khai nhiing (mg vién dat yéu cau va to chirc thi tuyén.
o Ki hop dong lao dong thir viéc:

Nhan vién thir viéc tai cong ty trong vong 2 thang, ddi véi cong nhan thi
duoc hudong mirc lwong 14 3.000.000/thang. P6i voi nhan vién vin phong duoc
huong 70% luong chinh thirc.

o Ki hop dong dai han:

Hét thoi gian thir viéc néu dat yéu cau sé& duoc ki hop dong dai han véi
cong ty va duge hudng nhiing ché do cho nguoi lao dong chinh thirc ma cong ty

dang &p dung.
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*Cong tac tuyén dung cua cong ty duoc ap dung theo hai huéng: tuyén
ndi bo va tuyén bén ngoai.

Tuyén néi bé: Ciing nhu nhiéu doanh nghiép khac cong ty thuc hién chinh
sach wu tién cho nhitng ddi twong 1a con em cac can bd cong nhan vién trong
cong ty, lua chon nhitng ngudi c6 kha nang, pht hop véi vi tri can tuyén dung.
Pay ciing 1a mot hinh thirc quan tdim dén loi ich ctia can bd cong nhan vién trong
cong ty. Va ciing 1a tao co hoi thing tién cho nhimg nhan vién dang lam viéc
trong cong ty.

Tuyén bén ngoai: Dbi voi nhitng vi tri doi hoi ¢o trinh d6 va nhiéu kinh
nghiém cong ty thuong sir dung ngudn tuyén dung bén ngoai. Sau khi thir viéc
néu dap tng duoc yéu cau cong viéc thi s& duoc giit lai 1am viéc 1au dai tai cong

ty.

Nguodn tuyén dung ctia cong ty chu y€u 1a tuyén con em cta can bd cong
nhan vién va tuyén qua sy gidi thi¢u ctia ho. Do d6 ¢6 sy han ché vé s lugng
tham gia du tuyén va cong ty khong c6 nhiéu co hdi lya chon nhitng lao dong co

trinh do cao hon.

Vé co ban sb luong lao dong trong cong ty 1a phu hop véi hoat dong san

xuat kinh doanh ctia cong ty.

Bing 8: Lao déng dwoc tuyén thém tiv cdc nguon ciia cong ty nim

2015, 2016
(Pon vi tinh: Nguoi)
Nam Tong  s6 | Tir nguon ndi bo Tir nguon bén ngoai
ng
2015 120 40 33.3% 80 66.67%
2016 160 60 37.5% 100 62.5%

(Nguon: phong TCHC — LPTL)
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Qua bang sd liéu ta thay, ty 1 tuyén dung tir ngudn bén ngoai ciia cong ty
sdp si gap ddi so vai tuyén dung ndi bo. Tuy nhién ty 1 tuyén dung tir ngudn ndi
bo cling chiém ty 1€ kha 16n, vi du nam 2016, ty 1€ nay chiém 37.5% cho théy
cong ty ludn wu tién cho nhimg ddi twong 1a con em cac can bd cong nhan vién
trong cong ty Dy ciing 1a mdt hinh thirc quan tdm dén loi ich cta can bd cong
nhan vién trong cong ty. Va ciing 1a tao co hoi thing tién cho nhiing nhan vién

dang lam viéc trong cong ty.
2.2.4.2. Tinh hinh lao dong nghi viéc

Bén canh viéc tuyén thém lao dong, hang nam tai cong ty cling c6 mot so

lugng cong nhan kha 16n nghi viéc.

Cong nhan nghi viéc béi mot s6 1y do nhu: Cong nhan vira méi tot nghiép
THPT, khong chiu dugc ap luc cong viéc. Cong nhan dang trong giai doan cho
viéc & mot cong ty khac, 1am viéc & cong ty mang tinh tam thoi. Cong nhan nghi
do sinh né, bénh tat...Nghi do dén do tudi nghi huu, bi dudi viéc do vi pham noi
quy trong cong ty nhu trom cap... hodc ¢ thé do mirc lvong cong ty tra cong

nhan khong hai long nén nghi. . .
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Bdng 9; Danh sdach cong nhan nghi viéc nam 2016

(Don vi tinh: Nguoi)

ST ST ST

Ho tén Ho tén Ho tén STT | Hotén
1 bang Thi Luong 31 | Tran Thi Phuong 61 | Vi Thi Trang 91 Ha Thi Hang
2 Tran thi Ha 32 | Pham Thi Hong Nhung | 62 | Vii Thi Chi 92 Luong Ngoc Quynh
3 Ding Song Pa 33 | Nuyén thi Phuong 63 | Pao Thi Phuong 93 Do Thi thanh Lan
4 Nguyén Hiru Tinh 34 | Vi Thi Oanh 64 | Pao Thi Huyen 94 Tong Thi Lién
5 Luong Thi Huyén 35 | Truong Thi Ha 65 Pham Thi Hoat 95 Nguyén Thi Thoan
6 Pham Thi Hué 36 | Nguyén Thi Mau 66 | Nguyén Thi Trang 96 Nguyén Thi Thu Hién
7 Triéu Thi Duyén 37 Pham Thi Hong 67 | Cao Thi Vién 97 Pham Thi Xen
8 Hoang Thi Thu 38 | Binh Thi Té6i 68 Pham Van Chung 98 Pao Thij Trang
9 Dinh Thi Thay 39 | Pham Thi Thoan 69 | Pham Thij Thuy 99 Nguyén Thi Huong
10 | Nguyén Vin Anh 40 | Nguyén Buc Manh 70 | Pham Vin Bang 100 | Nguyén Thi Thu Huyén
11 | Poan Thi Lé Quyén | 41 | Nguyén Van Nhat 71 | Nguyén Thi Lan 101 | Nguyén Thi Lé Thuong
12 Pham Thi Nga 42 Cao Thi Hoa 72 | Trinh Thi Phugng 102 | Minh Thi Ha
13 Nguyén Xuan Binh 43 | Nguyén Thi Mo 73 | Vi Thi Tho 103 | Pham Thi HO
14 Hoang Thi Nga 44 | Nguyén Thi Diu 74 | Nuyén Vin Loi 104 | Pham Thi Ha
15 Nguyén Ngoc Tuan 45 | Pham Thi Lén 75 | Pham Van Tinh 105 | Ngb Thi Hang
16 | Nguyén Thi Van 46 Nguyén Thi Chung | 76 | Nguyén Hiru Nhat 106 | Nguyén Thi Hong
17 Nguyén Thi Lan 47 Lé Van Tu 77 Pham Van Khoe 107 | Vii Thi Hoan
18 | Vii Thi Thanh 48 | Pham Vin Binh 78 | Nguyén Vin Nhiém | 108 | Nguyén Xuan Thang
19 | Pinh Thi Chuyén 49 | Tran Thi Thay 79 | Pham Mai Hang 109 | Téng Thi Hoa
20 | Bui Thi Hau 50 | Poan Hong Nhi 80 | Nguyén Vin Ky 110 | Nguyén Thanh Minh
21 Pham Thi Hudng 51 Pham Van Trung 81 | Binh Van Thai 111 | Phan Thi Huyén
22 | bang Thi Ha 52 | Nguyén Thi Nhg 82 | Vi Thi Xuan 112 | Bui Thuy Dung
23 Pham Thi Chi 53 Tran Khanh Giang 83 Dao Vian Dai 113 | Pham Thu Hoe

, L, Tran Thi Thanh ,

24 Pham Thi Nhung 54 Phan Thi Tham 84 114 | Pham Thi Loan
25 Poan Lé Quyén 55 | Vi1 Thi Bach 85 | Tran Thi Thanh 115 | Nguyén Thi Nhan
26 | Vi Thi Hong 56 | Pham Thi Hao 86 | Pham Thi Lan 116 | Vii Thi Xuyén
27 Luong Thi Tam 57 Pham Thi Minh Dén 87 Pham Bich Ngoc 117 | Nguyén Thi Thang
28 | Pham Thi Nguyét 58 | Nguyén Thi Ngiép 88 | Nguyén Van Cong | 118 | Nguyén Trong Toan
29 | Nguyén Thi ThuTra |59 | Pham Thi Tuyén 89 | Nguyén Thi Nhung | 119 | Pham Cdng Quang
30 Vi Thuy Linh 60 | Vi Thi Ngoan 90 | Trinh Thi Van 120 | Hoang Van Tigp

2.2.5. Pao tao va phit trién nguén nhén lyc

Pao tao trong cong ty bao gom hai ndi dung: dao tao cho nhan vién méi
va dao tao nang cao cho nhitng nhan vién dang lam viéc tai cong ty. Hang nam
cong ty thudng to chirc nhitng 16p hoc nang cao tai cong ty va cir mot sb lao
dong di dao tao.
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o Dao tao cho nhan vién méi:

Khi nhan vién méi (bao gdm ca lao dong truc tiép va gian tiép) duoc nhan
vao cong ty thi phai trai qua khoa hoc tap trung khoang 3 ngay vé nhitng van dé
sau: gidi thi¢u vé cong ty, hoc an toan lao dong, phé bién mét s6 diéu trong luat
Lao dong. Sau d6 cac nhan vién s€ dugc tach vé cac bod phan va duoc thu viéc
trong vong 3 thang. Trong thoi gian thir viéc nhan vién mdi dugc nhitng nhan
vién phu trach huéng dan nhitng cong viéc cua bd phan d6, phan xudng do.
Riéng ddi voi cong nhan tryc tiép san xuét s& phai hoc nhitng k¥ nang nhu may,

n...
o DPao tao nang cao cho nhan vién dang lam viéc tai cong ty:

Cong tac dao tao tao tai cong ty hi¢n nay van chua dugc cht trong nhiéu.
Cong ty thuong 4p dung bién phap cho cong nhan c6 kinh nghiém nhiéu hon
kém cip hudng din nhimg cong nhan méi vao hodc co trinh do thap, co it kinh

nghém hon.
Cu thé:

- D6i voi cong nhan, tai cong ty co chia thanh ting t6, mdi to c6 mot to
trudng, t0 truéng thuong la ngudi c6 nhi€u kinh nghiém lam viéc nhat, nguodi
ndy 1a ngudi hudng dan t6 vién ctia minh 1am viéc.

- P61 véi nhan vién 1am viée gidn tiép, ngay tu khi tuyén dung cong ty da

yéu cau phai c6 kinh nghém lam viéc.

2.2.6. Ché dé dai ngé

2.2.6.1. Bdi ngé vit chat

bai ngd vat chét 1a mot dong luc quan trong thac déy nhan vién lam viéc
nhiét tinh véi tinh than trach nhiém, phan diu nang cao hiéu qua cong viée duoc

giao.
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a. .Quy ché tra lvong
- Cach tinh luong thang:

Lwong = Luwong co ban ( theo cap bac ) + Lwong lam thém gio' + Thuong

(néu ¢6 ) + Phu cép

- Luong co ban dugc tinh theo cong thirc:

Ltt x Hscb x Ntt

Lcb =
26

Trong do:

Lcb: Luong co ban

Ltt: Mirc luong tdi thiéu do nha nudc quy dinh.

Hscb: Hé s6 cap bac

Nitt: S6 ngay lam viéc thuc té trong thang

Trong thuc té, con s 26 khong phai ¢b dinh. Vi c6 thang 28, 30, 31 ngay
=> ¢6 thang cong chuén 1a 24, c6 thang 14 26 va ciing co thang 1a 27 ngay.

Vi du:
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Bdng 10: Lwong thang 9/2016 tai cong ty TNHH Phuic Thudn
(Pon vi tinh: Dong)

STT |Hovatén Luong thang (dong)
1 Dao Thi Doan 3.939.693
2 Bui Thi Btc 5.287.352
3 Dinh Thi Phugng 3.594.107
4 Dinh Thi Nga 3.971.229
5 Dinh Van Tuyén 3.160.385
6 Pham Van Tiép 6.416.998
8 D6 Huy Hoang 4.605.380

- Tién lrong lam thém gio:

+ Vo ngay thuong: mdi gio lam thém duoc huong bang 150% tién luong

gi0 ctia ngay lam viéc binh thuong.

+ Vao ngay nghi hang tudn: mdi gid lam thém dugc huong bang 200%

tién luong gid ctia ngay lam viéc binh thuong.
b. Quy ché thuéng

- Bdi twong duoc xét thudng 1a tap thé va CBCNV lam viée thudng xuyén
trong Cong ty tir 01 nam tré 1én, chip hanh tot ndi quy lao dong, déng gop vao
két qua kinh doanh ctia Cong ty.

- Miic tién thudng cho timg don vi, c4 nhan s& do Tong giam doc Cong ty
quyét dinh:

+ Thudng vuot mirc ké hoach

+ Thudng cubi nam ( 18 Tét)

+ Thudng tham nién
c. Ché dg phu cdp
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Phu cap 1a tién tra cong cho ngudi lao dong ngoai tién luong co ban. Ché
doé phu cép c6 tac dung bu dép, khuyén khich CBCNV thuc hién tdt cong viéc,
gin bo vai Cong ty.

- Phu cép doc hai: ddi vai cong nhan lam viéc trong moi truong doc hai
theo quy dinh cua nha nudc.

- Phu cép tham nién: ddi v6i nhimg ngudi lam viée 1au nam.

- Phu cép khac.

“Béo hiém xi hoi:

Cong ty ap dung muc dong cac khoan BHXH, BHYT, BHTN, KPCD méi
nhat theo Quyét dinh 959/QD-BHXH. Bang trich ty 1é cac bao hiém nhu sau:

Loai bao hiém | Doanh nghiép (%) | Nguoi lao dong (%) | Tong
BHXH 18 8 26
BHYT 3 1,5 4,5
BHTN 1 1 2
KPCb 2 - 2
Téng 24 10,5 34,5

2.2.6.2.Ddi ngé tinh than

Cong ty ap dung mot sé phuc loi ty nguyén nhim dong vién CBCNV an
tam cong tac lau dai véi Cong ty. Thudng xuyén to chirc cac budi biéu dién vin
ngh¢, cac giai thi d4u thé thao ndi bo nhu thi dau ciu long, bong ban, cac
chuong trinh chao mung cac ngay 1& nhu ngay 8/3, ngay 20/10...

2.2.7. Phan tich moi truwong lam viéc

Mot s6 nét dic trung trong moi trudng lam viée tai cong ty TNHH Phuc

Thuan:

- Ludn dam bao 4nh sang, thiét bi thong gio, thiét bi lam mat tai cac

xuodng lam vige
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- Cung cép day du moi trang thiét bi phuc vu cho CBCNV, sip xép hop 1y
may moc thiét bi phu hop diéu kién san xuét va dic diém nhan tric hoc ctia cong
nhan

- Luon han ché sip xép nhitng mdy moc tao ra tiéng on, rung , mdy thai ra
khi néng, khi doc ...vv tai khu vuc san XUt tap trung nhiéu cong nhan.

- Trang bi day du dung cu bao ho lao dong phu hop cong doan 1am viée
ctia cong nhan. Nhac nhé cong nhan tuan thi quy dinh vé bao ho an toan lao
dong.

- T6 chirc kham strc khoe dinh ky, kham bénh nghé nghiép cho ngudi lao
dong dé kip thoi ngan chin dién bién x4u vé sttc khoe ngudi lao dong.

- Tang qua cho cong, nhan vién vai hinh thic tién mat 14 cha yéu.

2.3. Phan tich va danh gia thuc trang sit dung ngudn nhén lyc tai cong ty
TNHH Phic Thuin
2.3.1. Phan tich hiéu qud sir dung lao dong

e Chi tiéu ning suét lao dong:

Doanh thu

Hiéu sut str dung lao dong =

S6 LBBQ

Y nghia chi tiéu: chi tiéu ndy phan 4nh mot lao dong trong nam tao ra bao

nhiéu déng doanh thu.

23.351.872.42
Hiéu suit str dung lao dong = = 38.919.787,4d/nguoi
nam 2015 600

25.149.417.040
Hiéu suit sir dung lao dong = = 40.563.575,9d/nguoi
nam 2016 620
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o Chi tiéu suc sinh 101 ctia lao dong.

Strc sinh 101 cua

lao dong

Loi nhuin

S6 LBBQ

Y nghia chi tiéu: chi tiéu nay phan 4nh mét lao dong trong nim tao ra bao

nhiéu dong g1 nhuan.

= 142.705,885d/nguodi

85.623.531
Strc sinh 101 cua =
lao dong ndm 2015 600
89.239.865
Strc sinh 101 cua =
lao dong nam 2016 620
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Bing 11: Mt 56 chi tiéu danh gid higu qud sir dung lao dong tai cong ty
TNHH Phuc Thugn

(Don vi tinh: VND, nguoi)

Gia tri Chénh léch
Chi tiéu Don vi tinh
Niam 2015 Niam 2016 Tuyét ddi | Twong dbi
Téng doanh thu (1) Dong 23.351.872.425 | 25.149.417.040 | 1.797.544.615 9,29
. ‘ 85.623.531 89.239.865
Loi nhuén (2) Dong 3.616.334 4,22
Téng s6 lao dong (3) Ngudi 600 620 20 3,33
Hiéu suat sir dung \ .
A bong/nguoi 38.919.787,4 40.563.575,9 1.643788,5 4,22
lao dong (1/3)
Stre sinh 101 cua \ ]
- ) DPdong/ngudi 142.705,885 143.935,266 1.229.381 0,86
nguoi lao dong

Qua bang trén ta thay:

( Neuon: Phong ké todn — tai chinh céng ty TNHH Phiic thudn )

e Hiéu suat st dung lao dong nam 2015 cua Cong ty la 38.919.787,4

d6éng/ngudi/nim, didu nay chimg t6 trong nim 2015 mot lao dong cia Cong ty

tao ra 38.919.787,4

dong/ngudi/nim, ting 1.643788,5 ddng, twong umg vai ty 18 ting 4,22%.

déng doanh thu. Pén nim 2016 la 40.563.575,9

e Nam 2015, strc sinh 161 cua lao dong trong Cong ty la 142.705,885

déng/nguoi/nam, didu nay chimg to6 ndm 2015 mot lao dong cua Cong ty tao ra

142.705,885 dong lgi nhuan. Pén nim 2016 con sb nay la 143.935,266

ddéng/ngudi/nim. Nhu vy, hiéu qua st dung lao dong nim 2016 so v6i nim

2015 di c6 su tang 1én dang ké. Cu thé, hiéu qua st dung lao dong niam 2016

tang 1én 1.229,381 déng/ngudi/nim twong dwong véi 0.86% so véi nam 2015.
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2.3.2. Phan tich nhitng nhdn t6 anh hwéng dén higu qua siv dung

nguon nhén lyc tai cong ty TNHH Phiic Thudn.

2.3.2.1 Céng tic hoach dinh nguon nhéin lwc tai céng ty TNHH Phiic
Thuan.

K¢é hoach nhan sy cta cong ty ludn gin lién voi chién lugc phét trién cta
cong ty. N6 anh huong va quyét dinh t6i cac muc tiéu phat trién cta cong ty.
Cong tac hoach dinh nguén nhén luc nham xac dinh s6 lao don hién tai cta cong
ty, dy bédo nhu cau lao dong trong twong lai cin cir vao ké hoach san xuét cta
cong ty. Tir d6 ¢ cac chinh sach phu hop: ¢6 can tuyén thém nguoi khong, co

phai sa thai hay khong...

Hién nay cong ty chi ¢ ké hoach nhan sy cho timg nim chtr chua xay
dung duogc ké hoach 1au dai. K& hoach nhan sy cua cong ty hién duoc xay dung
dua vao ké hoach gia cong cho phia dbi tac, cong tac nay kha hiéu qua luc lugng

lao ddng can cho nhu cu san xuat kinh doanh ludn dugc dap tng du.

2.3.3. Pdnh gid chung vé tinh hinh qudn ly nhén luc tai cong ty TNHH
Phuc Thudn.

2.3.3.1. Thanh tich dat duoc

- Céan bd cong nhan vién trong cong ty dugc tra luong dung nhu quy dinh
trong quy ché luong cta cong ty, theo d6 muc lwong can bd cong nhan vién
nhan duoc gdm c6 luong cdp béc, lwong chinh sach, lwong hiéu qua cing nhing
khoan dugc giam trir khac theo quy dinh ctia nha nudc. Mic thu nhap cua can
bd cong nhan vién trong cong ty kha on dinh, ho ¢ thé yén tim cong tac boi

cong ty ludn trd lvong dang han nhu theo thoa thuan lao dong.

- Cac chinh sach thuong, tro cdp dap tng duge nhu cau tao dong luc cho
cac can bd cong nhan vién trong cong ty. Tuy nhién, cong ty van can phat huy
hon nita vai trd cua no trong hoat dong kinh doanh cua ngudi lao dong dé

khuyén khich ho dat duoc két qua cao nhat.
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- Tuy la cong ty TNHH mot thanh vién véi quy mé nhdé nhung cong ty da
lam kha tdt cong tac phuc lgi va dich vu dé tao dong luc cho can bo cong nhan

vién, quy nay dugc trich tur Igi nhuan cta cong ty.

- Cong ty da dao tao dugc moi truong lam vige tt, bau khong khi thoai
maéi cho nguoi lao dong. Hién nay cong ty thudng xuyén cing cb va hoan thién
cac chinh sach tao dong luc cho nhan vién, ning cao tinh than doan két cua tap

thé cac can bd cong nhan vién trong cong ty.

- Cong ty dd quan tdm dén doi séng vat chét tinh ctia ho, gitip ho yén tdm

va tan tuy cong hién hét minh trong cong viéc.

- Cong ty da tim duoc nhitng hudng phat trién dung ding cac chi truong
phat trién cac cong tac ngan han va dai han ding dan, c6 bd may to chire hop 1y,

co cAu to chirc gon nhe, mang lai hi¢u qua.
2.3.3.2. Han ché

Nhin chung, trong tinh hinh kinh té kho khan nhu hién nay, véi mirc
lwvong ma cong ty tra cho ngudi lao dong da dap ing duoc yéu cau chi tiéu cua
ho nhung chua thyuc su tao dong lyc. Nhu vay, véi mic luong d6 thuc su chua
hap din va chua mang tinh canh tranh, cong ty can c6 nhitng diéu chinh thich
hop tdc dong vao chinh sach tién luong nham hoan thién va tao dong luc cho

can bd va nguoi lao dong trong cong ty.
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CHUONG 3: MOT SO GIAI PHAP NANG CAO HIEU QUA SU DUNG
NGUON NHAN LUC TAI CONG TY TNHH PHUC THUAN

3.1. Bién phap 1: Pao tao ning cao trinh d9 tay nghé va ting do tuoi

lao dong cuia lao dong trong cong ty.
3.1.1. Muc tiéu cua bién phap

- Nang cao chat lugng ctia nguoi lao dong nham han ché trinh do tho béc

E tir 6 1am nang cao hiéu qua san xuat kinh doanh cua cong ty.
- Tang strc canh tranh vé chat luong san phdm ctia cong ty.
3.1.2. Can cwr cua bién phap

Hién nay, s6 lao dong d6 tudi tir 18 dén 30 tudi & cong ty chiém 80%
trong tong s6 lao dong. Pay ciing 1a d6 tudi lao dong xép loai bac E va D nhicu
nhat. Vi 1a lao dong tré nén kinh nghiém con yéu mat khac cong tac dao tao tai

cong ty con yéu kém.

Hon nita, s6 lao dong trong do tudi c6 nhiéu kinh nghi¢m ( tur 18 dén 50
tu6i ) thi lai dugc cong ty gidi han trong d6 tudi kha ngan ( tir 30 dén 45 tudi )
va chiém ty trong thip. C6 thé thiy day 1a thiéu sot ma cong ty phai khic phuc
ngay 1ap ttc.

Pao tao nang cao chat luong khong chi quan trong ddi véi nhimg lao
dong truc tiép ma con rat quan trong dbi véi can bd quan 1y. Viée dao tao duoc

tién hanh thudng xuyén s& gitp cho nguoi lao dong khong bi tut hau.
3.1.3. N§i dung cta bién phap

Trong bién phdp nay c6 2 ndi dung can thuc hién: Pao tao nang cao chét

luong cua lao dong; ting do tudi lao dong cho ngudi lao dong.
e Dio tao nang cao chat lugng cua lao dong
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Ty 18 lao dong trong do tudi tir 18 dén 30 tudi tai cong ty chiém 80%
trong tong sd lao dong. Dé co doi ngii lao dong dong dao co trinh do tay nghé
tay nghé cao 1 van dé hét stc quan trong cua cong ty. Cong ty can tap trung dao
tao that tbt lao dong trong do tudi nay. Pé duge nhu vay can thuc hién tot cac

nhiém vu sau:

- Thudng xuyén to chiic cac 16p tdp huan nang cao trinh do tay nghé cho
cong nhan ngay tai phan xudng. phan cong nhitng cong nhan co6 tay nghé cao

hon kém cap, huéng dan dé ho nhanh chéng hoa nhap véi cong viée chung.

- Ctr 3 thang t6 chirc mot dot thi dé nang bac cho cong nhan, khen thudng

do1 voi1 ca nhan c6 thanh tich tot.

- Két hop voi cac truong dio tao nghé trén dia ban nham dao tao cho ho
nhing kién thirc co ban va chuyén sau vé cac k¥ ning san xuat. D6i voi can bo
k¥ thut va cong nhan k¥ thuat can dugc bo tic thém kién thirc vé thiét bi may

moc, quy trinh cong nghé san xuat.

- Pay manh hop tac va phat trién vdi cac cong ty cing nganh, cac cong ty
nudc ngoai nham tiép thu trinh d6 cong nghé hién dai va kinh nghiém quan ly
tién tién dé dao tao va phat trién doi ngii can bd cong nhan vién theo hudng

chuyén nghiép va hién dai.
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Bang 12: Dy tinh chi phi dao tao:

( Don vi tinh: nguoi, triéu dong )

Chi
STT | Tén khéa hoc Déi tuong SL | Thoi gian | Pia diém phi
(trd)
Boi dudng kién Can bo quan 1y va
1 20 | 3thang Taicongty |10
thirc ngoai ngir cong nhan nghiép vu
Boi dudng
2 Can bd quan ly 3 | 2thang Taicongty |5
k¥ nang st dung vi tinh
DPao tao k¥
. , Nhan vién phong tai vu . L
3 nang su dung . 3 | 4ngay Taicongty |2
an
phan mém ké toan
Dao tao cong nhan
4 Cong nhan dién 2 | 5ngay Tai congty |3
ky thuat
Tong 33 20

e Ting do tudi lao dong cho nguoi lao dong

Hién nay, co cdu lao dong phan chia theo gidi tinh & cong ty con chénh

léch khé 16n gitra hai khoang do tudi tir 18 — 30 tudi va tir 31 — 45 tudi. Ma trén

thuc té, sb nguoi trong do tudi tr 31 — 45 tudi lai thuong 1a nhitng nguoi c6 kinh

nghiém lam vi¢c, ¢6 suc chiu dung &p luc, cling nhu cé thé xir 1y linh hoat

nhimg phat sinh xay ra trong qua trinh lam viéc. PO tudi ndy trong cong ty

khéng nhitng chiém ty 1& khong cao < 20%.

Thay vi gi6i han do tudi dén 45 tudi nhu trude ddi véi cong nhan, cong ty

s& mo rong gidi han do tudi, tic 1a thay thé do tudi tir 30 dén 45 tudi bang do

tudi tir 30 dén 50 tudi. Trong gidi han d6 tudi tir 45 dén 50 tudi, ngudi lao dong
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hoan toan c6 kha nang lam viéc t6t nhu nhitng nguoi it tudi hon, hon hét ho con

c6 nhiéu kinh nghiém lam viéc.

Piéu nay dong nghia véi viée, cong ty s& gitt chan duoc nhitng lao dong
lau nam da lam viéc & cong ty. Cong nhan s€ khong bi budc cho thdi viéc khi
dén do tudi 45 hodc nhitng ngudi co d6 tudi tir 45 dén 50 tir cong ty khac c6 nhu

cau lam viéc tai cong ty minh.
3.1.4. Hiéu qua cua bién phap

Néu thuc hién duoc bién phap cong ty s€ khéc phuc duoc tinh trang thiéu
nhirng lao dong c6 trinh dg, tay nghé cao. S6 luong lao dong duoc dao tao tang
1én, chét lwgng lao dong cling dugc cai thién tir 6 lam tang nang suét lao dong
va mang lai nguon doanh thu 6n dinh cho cong ty. Xac dinh rd d6i tuong can

dao tao giup cong ty giam dugc nhitng chi phi dao tao khong hop 1y.
Giam duogc lao dong co6 bac E, D, tang lao dong bac A, B, C

3.2. Bién phap 2: Cai thién tién lwong va thay ddi chinh sach dai ngd
cho lao dong trong cong ty

3.2.1. Muc tiéu cua bién phap
- Giam s6 lugng cong nhan nghi viéc

- Gir chan dugc nhimng lao dong co tay nghé cao, c6 kinh nghiém lam

viéc.
- Khuyén kich cong, nhan vién lam viéc, cong hién cho cong ty.
3.2.2. Can cw cua bién phap

Hang ndm trong cong ty c6 hon 100 cong nhan bo viéc, thuong xuyén xay

ra tinh trang dinh cong.

Bén canh d6, chinh sach dai ngd ctia cong ty con kha it, khong du dé giir

chan céng nhan ¢ lai lam viéc. Do do can dugce cai thién.
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3.2.3. Ngi dung cua bién phap

Nham han ché tinh trang cong nhan bo viéc, gid chan dugc cong nhan cé

trinh do cao, cong ty can thay doi chinh sach dii ngd nhu sau:
- bai ngd vé Vit chat:

- Bén canh viéc thuong chung cho toan bo day chuyén, toan bd nhom khi
dat dugc thanh tich hay vuot muc san lugng thang, cong ty nén tang thuong

riéng cho tirng ca nhan c6 thanh tich xuat sac.

Cu thé: Ban giam doc s€ cho cac to trudng cua tung t6 theo doi tO vién

ctia minh, gidm ddc s& 12 nguoi theo ddi to trudng cla céac to. Trong mot thang:

- Day chuyén nao hoan thanh cong vi¢c nhanh hon yéu cau hodc lam vuot
mtuc san luong yéu cau s€ dugc tang thudéng 10 triéu dong, va riéng vdi ¢ nhan

c6 thanh tich xuét sic s& dugc thuong 500.000 dong.
- Ddi ngé vé tinh than:

Ngoai viéc to chirc cac budi biéu dieén van nghé, cac giai thi dau thé thao
ndi bg, cong ty cling nén:
- Tang qua cho cac can by cong nhan vién nhan ngay Quodc té phu nir 8/3,

ngay Phu nir Viét Nam 20/10, ngay 18 tét ( Tét Duong lich, Tét Nguyén dan,
ngay Qudc té Lao dong 1/5, Qudc khanh 2/9).

- T6 chuc cho cac can b cong nhan vién di nghi mat, du lich hang ndm
nham tao cho ho nhiing gid phut nghi ngoi sau mot ndm lam vi¢c cang thang,

mét moi.

- T6 chtrc vui choi va tang qua cho cac chau 1a con cua can by cong nhan

vién trong cong ty nhan ngay Qudc té Thiéu nhi 1/6, Ram Trung thu.

- Cubi nam cong ty to chirc hop danh gia két qua va biéu duong, khen

thuong nhimg CBCNV c¢6 thanh tich xuat sic trong nam.
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- Cong ty ciing thudng xuyén t6 chirc cic phong trao nhu: Phong trao tiét
kiém dién noi lam viéc, phong trao van héa van nghé, phong trao thé duc thé
thao (cong ty c6 doi ngii bong chuyén nit kha manh thudng xuyén tham gia céc
giai cua thi xa).

Bdng 13: Duw tinh chi phi

(Pon vi tinh: Triéu Dong)

STT | Noi dung Chi phi
1 Thudng vuot mirc san lugng hang thang 10
2 | Tang qua vao dip 18 tét (8/3, 20/10, qudc khanh, 30

tét Nguyén Pan, . . .)

3 | T6 chic nghi mat, du lich cho nhan vién 20
4 Tang qua 1/6 con cong nhan vién 9
5 Khen thudng ca nhan c6 thanh tich xuat sac 5
Tong 74

3.2.4. Hiéu qua cua bién phap
- Han ché cong nhéan nghi viéc, cong nhan dinh cong.

- Gilt chan dugc nhitng cong nhan c6 trinh d§ cao, tir d6 nang cao duoc

chat luong san xuat kinh doanh cua cong ty.

- Thu hut duge ngudi lao dong dén cong ty lam viéc.
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KET LUAN

Ngay nay, nganh cdng nghiép da gidy ¢ Viét Nam rat phat trién, cac cong
ty da gidy cd rat nhiéu ca cong ty trong nudc va cong ty nudc ngodi. Chinh vi
vay néu khong dang viing trén thi truong thi cong ty c6 thé bi danh bat ra khoi
vong xoay canh tranh d6. Trong thoi gian thuc tap tai Cong ty TNHH Phic
Thuan em xin lya chon dé tai khoa luan tét nghiép: “Maot sé bién phap nang cao
hiéu qua str dung nhan luc tai céng ty TNHH Phdc Thuan”.
Qua qua trinh nghién ciu va tim hiéu han ché vé viéc st dung nhan luc cua
cong ty, em xin dé xuat cac giai phap va kién nghi vé:
- Pao tao ning cao trinh do tay nghé va ting do tudi lao dong cua lao dong
trong cong ty.
- Cai thién tién luong va thay d6i chinh sach d3i ngd cho lao dong trong
cong ty
Trong suét thoi gian thuc tap va lam khoa luan tot nghiép ,em da nhan duoc rat
nhiéu su tan tinh gitp d&. Em xin chan thanh cam on ¢6 ThS. L& Thi Thanh
Thuay vé nhiing chi bao cia cd trong qua trinh hoan thanh bai khoa luan nay
cling nhu nhitng chinh stta mang tinh thyc té caa c6. Pac biét, em xin chén
thanh cam on ba Pinh Thi Nga — Giam déc cua cong ty clng tap thé can bo,
nhan vién cia cong ty da tao diéu kién va tan tinh chi bao, giup d& em trong
viéc tim kiém tai liéu va tu van vé tinh hinh hoat dong cua doanh nghiép trong
suét qua trinh thuc tap va hoan thanh bai khéa luan nay.

Em xin chan thanh cam on

60



TAI LIEU THAM KHAO

1. Phong nhan sy cong ty TNHH Phuc Thuan nam 2015
2. Phong nhan su cong ty TNHH Phuc Thuan nam 2016
3. Phong TCHC - LDTL cbng ty TNHH Phdc Thuan nam 2015
4. Phong TCHC — LDTL cong ty TNHH Phtic Thuan nam 2016

e Mot sO ngudn tham khdao khac:

http://xemtailieu.com/tai-lieu/mot-so-bien-phap-nang-cao-hieu-qua-
su-dung-nguon-nhan-luc-tai-cong-ty-co-phan-oshico-1199278.html

http://doc.edu.vn/tai-lieu/luan-van-mot-so-bien-phap-nang-cao-hieu-
qua-su-dung-nguon-nhan-luc-tai-cong-ty-co-phan-giay-phuc-yen-32105/
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