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LO1 CAM ON

Trong suét thoi gian thuc tap va 1am dé tai khoa luan tét nghiép vai dé tai
“Nang cao hiéu qua s dung ngudn nhan lyuc chin ga gdi dém Elan” em d nhan
duoc rat nhiéu su tan tinh giup da.

Trudc hét, em xin chan thanh cam on ¢6, TS.Nguyén Thi Hoang Dan vé
nhiing chi bao cua c6 trong qua trinh hoan thanh bai khéa luan nay cling nhu
nhitng chinh stra mang tinh thyc té cua cd.

Em xin chan thanh cam on céc thay ¢d gido cua Truong Pai hoc Dan lap
Hai Phong di tao diéu kién dé em duogc thuc tap, trai nghiém, dic biét 1a c4c thay
cd khoa Quan tri doanh nghiép chuyén nganh Quan tri doanh nghiép vé nhiing
kién thirc cac thay co da chi bao em trong sudt qua trinh hoc tap va rén luyén tai
nha truong.

Pic biét, em xin chan thanh cam on Ong Nguyén Van Hai - TGD Cong ty,
Ba Lé Thi Minh Phuong — GD san xuat, cing 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 sudt qua trinh thyc tap va
hoan thanh bai khéa luan nay.

Bén canh d6 do kinh nghiém con han ché nén bai luan cua em khéng thé
tranh khoi nhitng sai s6t. Em rat mong nhan duoc sy gop y tir quy thay co dé bai
luan van hoan thién hon.

Em xin chan thanh cam on!



LOI CAM DPOAN

Em xin cam doan bai luan vin tot nghiép “ Nang cao hiéu qua st dung
ngudn nhan luc cia cong ty TNHH chin ga gbi dém Elan” 1a do em thuc hién
dudi sy huéng dan cua TS. Nguyén Thi Hoang Pan. Moi thong tin, moi sé liéu,
bang biéuva tia liéu trong luan van do em truc tiép thu thap va duoc su dong y
ctia Ban Giam dbc cong ty TNHH chin-ga-gdi-dém Elan.

Pé hoan thanh bai luan van nay, nhitng nguon tai liéu tham khao dugc em
trich & cudi luan van, ngoai ra em khong str dung bat cw tai liéu nao khac. Néu co

sai sOt, em Xin hoan toan chiu trach nhiém.

Sinh vién

Nguyén Tién Pai



LO1 NOI AU
1. Tinh cap thiét caa dé tai

Hién nay chiing ta dang sdng trong thoi dai cong nghiép hoa, hién dai hoa,
dé bat nhip v6i nén kinh té thé gidi va nang tim nén cong nghiép nudc nha, yéu
td con ngudi — nhan luc 1udn 13 yéu td quan trong nhat trong thoi dai cong nghé
méi. Dé lam duge diéu do, viée nang cao hi¢u qua str dung nguén nhan luc ludn
la van dé birc thiét hang dau trén ching duong cong nghiép hoa hién dai hoa hién
nay ctia dat nudc, mot ching duong nude rat tir nay dén nam 2020.

Mot doanh nghiép tai san 16n nhat cua ho khong phai 1a nha xudng, may
moc thiét bi, ma 1a y thue, trach nhiém va trinh d6 mdi con ngudi, né déng vai
trd then chot, quyét dinh su thanh hay bai cia mot t6 chirc, doanh nghié€p. Hon
nira vi¢c tao 1ap va tan dung tdt nguén nhan luc s€ tao dung dugc mot chd ding,
mét vi thé tot cua doanh nghiép ddi véi thi trudng trong va ngoai nudc. Vi thé,
ngdy nay vdi mdi mo hinh doanh nghiép khac nhau thi cac nha quan tri luén tim
cach dé 1am sao xay dung va tan dung tot nhat,hiéu qua nhat nguén nhan luc cua
minh.

Nhén thiy tAm quan trong trong van dé ning cao hiéu qua st dung ngudn
nhan Iyc. Trong qué trinh thuc tap va nghién ctru thyc tién tai cong ty TNHH chin
ga gbi dém Elan, em thay viéc nang cao hiéu qua sir dung nhan lyuc 13 can thiét
nén da manh dan lua chon dé tai: “Nang cao hiéu qua sir dung ngudn nhan lue
tai cong ty TNHH chiin ga goi dém Elan” dé lam luan vin t6t nghiép ctia minh
v6i muc dich tim ra nhitng wu, nhuge diém trong céng tic quan 1y sir dung nhan
su tai ddy, tir d6 dua ra nhitg bién phap nham ning cao hiéu qua sir dung ngudn
nhan luc ctia cong ty, gilp cong ty sir dung nhan sy hiéu qua hon va phat trién
hon.

2. Nhiém vu nghién cau

-Nghién ctru co so 1y luan vé quan Iy nhan luc va hiéu qua sir dung nhan luc
trong doanh nghiép.

-Nghién ciru thuc trang tinh hinh quan Iy nguon nhan luc tai cdng ty TNHH

chin ga gbi dém Elan.



- Dé ra giai phap gop phan nang cao hiéu qua sir dung ngudn nhan luc tai cong
ty TNHH chan ga gbi dém Elan.
3. Muc tiéu nghién ciru

Viéc nghién ctru dé tai nham dat nhitng muc tiéu sau:

+ Hé thdng hoa cac van dé Iy luan co ban vé ngudn nhan luc va hiéu qua st
dung ngudn nhan luc caa doanh nghiép.

+ Lam rd viéc nang cao hiéu qua st dung ngudn nhan luc caa Cong ty
TNHH chin-ga-gdi-dém Elan.

+ Deé xuat cac giai phap nham nang cao hiéu qua sir dung ngudn nhan luc
cuia Cong ty TNHH chin-ga-gdi-dém Elan.

4. Pham vi nghién ciu

+ Pham vi khong gian: Dé tai nghién ciru, phan tich va danh gia hiéu qua
st dung nguon nhan lyc cua Céng ty TNHH chin-ga-gbi-dém Elan.

+ Pham vi thoi gian: Cac sé lidu duoc 1y dé nghién ctu khda luan duoc
thu thap trong hai nam 2015 va 2016 tai Céng ty TNHH chin-ga-gdi-
dém Elan.

+ Pham vi ndi dung: Khéa luan tap trung nghién ciu céc van dé lién quan
tgi Iy luan, thuc té vé ngudn nhan luc va viéc st dung ngudn nhan luc caa
cong ty va céc giai phap nang cao kha nang str dung nguén nhan luc cua
cong ty trong thoi gian tai.

5. Phwong phap nghién ciru

Luan van duoc thuc hién bang cac phuong phap chu yéu la théng ke, diéu
tra, phan tich va tong hop.

- Phuong phép thu thap dit liéu so cap: Sé lidu 6 tir nhiéu ngudn nhu: diéu
tra truc tiép, tham khao y kién cac chuyén gia va nguoi ¢ kinh nghiém.

- Phwong phap thu thap di liéu thir cap: phuong phap nay st dung dé thu
thap cac dix liéu nhu két qua hoat dong kinh doanh, céc ké hoach chinh sach, chién

lugc cua cong ty trong nhitng nam toi.



- Phuong phap thong ké: sau qué trinh thu thap, s liéu duoc phan loai va
sap xép céc dir liéu do dé tién hanh phan tich thuc trang cua cong ty.

- Phwong phap phan tich, so sanh: qua céc s6 liéu cu thé dugc thu thap, khoa
luan tién hanh phan tich so sénh gitta cac nim véi nhau dé thay duoc nhirng bién
chuyén trong qua trinh hoat dong cua cong ty.

6. Két cau deé tai khoa luan

Ngoai phan mé dau, danh muc bang biéu, danh muc so d6 hinh v&, tai liéu
tham khao thi khéa luan gdm c6 3 chuong:

Chuong 1: M6t s6 van dé Iy luan co ban vé nang cao hiéu qua sir dung
ngudn nhan luc caa doanh nghiép.

Chuong 2: Phan tich va danh gia thuc trang viéc sit dung nguon nhan luc
ctia Céng ty TNHH chin ga gdi dém Elan.

Chuong 3: Mot s6 dé xuat, bién phap dé nang cao hiéu qua st dung ngudn

nhan lyc cia Cong ty TNHH chan ga gbi dém Elan.



CHUONG 1
MOT SO VAN PE LY LUAN CO BAN VE NANG CAO HIEU QUA
SU DUNG NGUON NHAN LUC CUA DOANH NGHIEP

1.1. Nguén nhan luc
1.1.1 Khai nigm vé nguén nhan lyc , ,

Theo Lién Hop Quoc thi “Nguon nhan luc la tat ca nhiing kien thuc, ky
nang, kinh nghiém, nang luc va tinh sang tao cua con ngudi ¢6 quan hé toi su phat
trién cia mdi ca nhan va cua dat nude”.

Theo t6 chirc lao dong qudc té thi: Ngudn nhan luc ciia méi québc gia la toan
bo nhitng nguoi trong d6 tudi 6 kha nang tham gia lao dong.

Kinh té phat trién cho rang: nguén nhan luc 12 mot bo phan dan sé trong d6
tudi quy dinh c6 kha ning tham gia lao dong, nguén nhan luc dugc biéu hién trén
hai mat:

+ V¢ s luong: 1a tong s6 nhitng ngudi trong do tudi lao dong 1am viéc theo
quy dinh cta nha nuéc va thoi gian lao déng c6 thé huy dong duoc tir ho.

+ V& chit lugng: 12 sitc khoe va trinh do chuyén mon, kién thirc va trinh do
lanh nghé caa nguoi lao dong.

Ngudn nhan luc: day 13 nguon nhan luc cia mdi con ngudi, gom co thé luc
va tri lyc. Thé lyc phu thudc vao tinh trang sic khoe ctia con ngudi, mac song,
thu nhap, ché do an udng, ché do 1am viéc, nghi ngoi... Tri lyc 14 nguon tiém tang
to Ion ctia con nguoi, d6 1 tai nang, nang khiéu cling nhu quan diém, long tin,
nhan céch...

Theo nghia rong: Nguon nhan luc duoc hiéu 1a nguon lyc caa con nguoi,
la mot trong nhitng ngudn luc quan trong nhat cua su phat trién kinh té- xa hoi.

Theo nghia hep: Ngudn nhan luc 1a bo phan cua dan sé, bao gom nhiing
ngudi trong d6 tudi quy dinh c6 kha nang lao dong.

Ngudn nhan lyc ndi chung khdng phai san sinh ra dé dap (g nhu cau kinh
té, ma chi yéu do cac nhan té x& hoi va sinh hoc quy dinh. Tuy nhién, sy phét
trién caa nguén nhan luc cé tac dong manh mé dén sy phat trién kinh té xa hoi va
nguoc lai.

1.1.2. Vai trd ciza nguén nhan luc

Ngudn nhan luc 1a nhan té cha yéu tao loi nhuan cho doanh nghiép: Ngudn

nhan lyc dam bao moi ngudn sang tao trong t6 chirc. Chi c6 con ngudi mai sang
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tao ra cac hang hod, dich vu va kiém tra dugc qué trinh san xuat kinh doanh do. ..
Muic du trang thiét bi, tai san, ngudn tai chinh 1a nhitng ngudn tai nguyén ma cac
t6 chirc déu can phai co, nhung trong d6 tai nguyén nhan vin - con ngudi lai dic
biét quan trong. Khong c6 nhitng con nguoi lam viéc hiéu qua thi té chic do
khong thé nao dat téi muc tiéu.

Ngudn lyc mang tinh chién luge: Trong diu kién xa hoi chuyén sang nén
kinh té tri thtrc, thi cac nhan t6 cong nghé, von, nguyén vat lidu dang giam dan
vai tro ctia nd. Bén canh do, nhan t4 tri thirc ctia con ngudi ngdy cang chiém vi tri
quan trong: Ngudn nhén luc cé tinh ning dong, sang tao va hoat dong tri 6c cua
con nguol ngay cang tré nén quan trong.

X4 hoi khong ngimng tién 1én, doanh nghiép ngay cang phat trién va ngudn
luc con nguoi 13 vo tan. Néu biét khai thac ngudn luc nay ding cach sé tao ra
nhiéu ctia cai vét chat cho xa hoi, thoa min nhu cau ngay cang cao clia con nguoi.
1.2. Hiéu qua sir dung ngudn nhan hre
1.2.1. Khdi niém {tiéu qud stv dung nguén nhén lwc ‘

Theo Nguyéen Hiru Than (QTNS — Tai ban 09/08/2008), quan 1y nguon nhan
luc 1a phéi hop mdt cach téng thé cac hoat dong hoach dinh, tuyén mo, tuyén
chon, duy tri, phat trién, dong vién va tao moi diéu kién thuén loi cho nguén nhan
luc thong qua t6 chirc, nham dat duoc muc tiéu chién lugc va dinh huéng vién
canh cta to chtrc. Quan 1y ngudn nhan lyc nghién ctru nhitng vin dé quan 1y con
ngudi trong t6 chire ¢ tim vi mo ¢6 hai myc tiéu co ban:

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

Pap (mg nhu cau ngay cang ting cao ctia nhan vién, tao diéu kién cho nhan
vién phét huy ti da nang luc ca nhan, duoc kich thich nhiéu nhét tai noi lam viéc
va long trung thanh tan tam vé1 doanh nghiép.

Viy hiéu qua st dung ngudn nhan luc 13 chi s dé danh gia hiéu qua st
dung lao dong trong doanh nghiép. Con ngudi khong chi don thuan 13 yéu tb phuc
vu trong qua trinh san xuat ma 1a nguodn tai san quy bau cia to chuc, ciia doanh
nghiép. Cac doanh nghiép chuyén tir trang thai tiét kiém chi phi lao dong dé giam
gid thanh dau tu vao nguén nhan luc dé co loi thé kinh doanh cao hon, c6 lgi
nhuan cao hon, hiéu qua cao hon, nhu ting ché do tién luong, tién thudng dé co
murc thu lao xtimg dang cho cong nhan vién, la ngué)n dong vién, khich I¢, dé dat

duoc hi¢u qua toi da trong cong vigc.



1.2.2. Vai tro cia viéc nang cao higu qud s dung nguén nhan luc véi DN

-Nang cao duoc hiéu qua sir dung ngudn nhan lyc d6i voi mot to chuc noi
chung va mét doanh nghiép néi riéng s& 1a mot loi thé vé ciing 16n trong phat trién
va canh tranh. V&i viéc nang cao hiéu qua st dung ngudn nhan luc doanh nghiép
c6 thé xay dung ké hoach nguén nhan luc ¢ hién tai ciing nhu twong lai.

-Nang cao hiéu qua st dung ngudn nhan lyc gitp doanh nghiép dinh mirc
lai mirc lao dong trong mdi bo phan, modi don vi tir @6 giam cac hao phi khong
can thiét, nham giam gia thanh san pham, nang cao ning luc canh tranh. Tao cho
ngudi lao dong co hoi ¢ viéc 1am thu nhap on dinh va co hoi thang tién nhiéu
hon khi doanh nghiép chd y t&i viéc nang cao hiéu qua st dung ngudn nhan luc.
Tao diéu kién xay dyng méi quan hé gitta ngudi lao dong trong doanh nghiép, tao
bau khdng khi thoai mai d6 1a yéu té co ban dé nang cao hiéu qua sir dung nguon
nhan luc.

1.2.3. Y nghia cia viéc ning cao hiéu qud siv dung nguon nhan lwc

- Déi véi doanh nghiép: Trong cong tac quan 1y ngay nay, nhan td con
nguoi duoc cac nha quan 1y dic coi trong va ludn dit o vi tri trong tim hang dau
trong moi su doi m&i. Chinh sach vé con ngudi 13 mot trong bon chinh sach 16n
cua doanh nghié€p: con nguoi, tai chinh, k¥ thuéat va cong nghé.

- Déi véi nguoi lao dong: Vra 12 ngudi san xudt vira 13 nguoi tiéu ding
trong xa hoi. Nang cao hiéu qua sir dung lao dong 1a doanh nghiép doi héi & nguoi
lao dong phai thuong xuyén hoc hoéi nang cao trinh d§ chuyén mon nghiép vu cta
minh dé dép tng voi yéu cau thyc té hién nay. Khi d6 doanh nghiép lam an co
hi¢u qua hon, diéu kién cua nguoi lao dong dugc cai thién vé moi mit va do do
hi¢u qua str dung lao dong lai cang dugc nang cao .

- P6i véi xd hoi: Nang cao hiéu qua sir dung ngudn nhan luc gbp phan thuc
day su tién bo khoa hoc cong nghé. Nho @6 ma nén van minh ciia nhan loai ngay
mot phat trién. Nhu cau doi hoi caa nguoi lao dong vé doi séng hoc tap sinh hoat,
van hoa ngay cang cao dé ndm bat kip thoi su phat trién ctia x hoi. Str dung ngudn
nhan luc ¢6 hi€u qua tao tién dé cho qua trinh san xuat x4 hoi noi chung va tai san
xuat stc lao dong noi riéng.

1.3. Ndi dung quan tri ngudn nhén lyuc
1.3.1. Phan tich cong viéc
Tuyén dung 14 qué trinh tim kiém, lwa chon ding nguoi c6 kha nang thoa

man dugc yéu cau cong viéc va bo sung cho luc lugng lao dong cua td chuec.
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Khai niém tuyén dung tir khai niém chiéu mo va lya chon:

+ Chiéu m6 ( tim kiém tng vién ): 13 tién trinh dia vi va thu hat cic ing vién
cho céc vi tri cong viéc con tréng trong t6 chirc. Day 1a budce trién dé hoach dinh
nguén nhan lyc va cé sy li€n quan chat ché vai vige lya chon, tir d6 ddnh gia nang
luc phu hop cac ing vién voi nhitng cong viée khac nhau.

+ Lua chon: Lua chon 14 tién trinh do luong, ra quyét dinh va danh gia. Muc
dich 1a lya chon, tim kiém cho cac cdc nhan thuc hién tot cong vi¢c va dam bao
tinh cong bang giita cAc nhom.

= Tuyén dung nhan luc

Tuyén dung nhan lyc 1a qua trinh tim kiém, Iya chon nhan sy dé théa man
nhu cau sir dung ctia doanh nghiép va bo sung luc lugng lao dong can thiét cho
doanh nghiép. Tuyén dung chinh 1a quy trinh cung cap mot yéu to dau vao dic
biét cho doanh nghiép, d6 1 yéu t6 con ngudi. Qua trinh nay gdm hai khau co ban
thu hat d6 13 tim kiém va tuyén chon nhan luc. Hai khau ndy c6 mdi quan hé chit
ché& voi nhau: thu hat va tim kiém t6t thi méi c6 diéu kién tuyén dung nhan s co
chat lugng, dong thoi 1am ting uy tin qua trinh tuyén dung ctia doanh nghiép, qua
d6 giup doanh nghiép thu hat va tim kiém thuan loi hon.

Doanh nghiép c6 thé tim kiém c6 thé tim kiém nguon nhan lyc va nhiéu
ngudn khac nhau trén thi trudng lao dong qua cac hinh thirc quang céo truc tiép
showroom, truc tuyén internet. . ., giéi thiéu vé doanh nghiép, nhu cau tuyén dung,
lao dong, chinh sach dai ngo.

Dic diém qua trinh tuyén dung:

+ Tuyén dyung cong, nhan vién 1a qua trinh phtc tap.

+ Tién trinh tuyén dung bat dau khi nha quan tri ndp phiéu yéu cau vé phong
nhan su.

+ Trong tién trinh tuyén dung 13 phai x4c dinh xem cong ty c6 day du cac

tiéu chuan dé ra hay khong hay phai tuyén tir nguoén bén ngoai.

+ Viéc tuyén dung rat tén kém cac nha quan tri cAn phai t6i uu héa céc

phuong thirc tuyén dung mét cach hiéu qua nhat.

+ Qua trinh tuyén dung nhan sy phai phan anh duoc nhu ciu cong viée, quan
diém tuyén dung, chinh sach nhan sy va van héa doanh nghiép. Cong viéc tuyén
dung can thuc hién lién tuc, thuong xuyén.

+ V& quy trinh tuyén dung gdm: Chuan bj tuyén dung — Théng bao tuyén

dung Nhan ho so va xir Iy — Phong van hd so — Phong van sau ( Panh gia tng
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vién) — Ra quyét dinh tuyén dung — B tri viéc 1am. Budc danh gia ung vién 1a
quan trong nhat gitp cho cong viéc tuyén dung nhan vién dat hiéu qua cao nhat.
=Ngudn tmg tuyén cho cong tac tuyén dung

+ Ngudn nhan luc tir ndi bd céng ty: Tuyén dung ngudn nhéan luc cong ty
1a mot thu tuc phirc tap. Déi vi chirc vu quan tri cao cap, thudng cac cong ty ap
dung ho so thuyén chuyén ddi v6i cac chitc vu hodc cong viée & cap thap tai mot
qudc gia phat trién thuong sir dung phuong phap niém yét cong viéc dang con
trng. Bang niém yét nay duoc gian chd cong khai cho moi ngudi biét. Do 1a mot
thi1 tuc thong dat cho nhan vién trong toan cong ty biét rang hién nay cong ty dang
can tuyén dung cho mét sb cong viéc con tréng. Trong niém yét thuong ghi: cong
viéc, cac thu tuc can thiét, va phai dang ky cac diéu kién tiéu chuan cu thé ké ca
tudi tac, 1an stc khoe, lvong bong va quyén loi. Tuyén dung theo cach nay thuong
duogc goi tuyén dung nhan vién hién hanh, nghia 12 nhan vién dang dugc 1am trong
cong ty. Tuyén dung noi1 bod co loi thé 1a nhan vién cii co nang luc, do do ho sé
gin bo véi cong ty 1au dai va lam viée tich cuc hon. Ngoai ra ho cling dd quen
thudc v6i chinh sach va co cau cong ty, gitp ho dé hoi nhap vao moi trudng méi
nhanh.

+ Nguon tuyén dung bén ngoai doanh nghiép:

Ban bé ctia cong nhan: Cac nhan vién dang 1am & cong ty thay rd dugc ban
be ho hang c6 nhu cau can tim viéc. Ho ¢ xu hudng gidi thi¢u ban be, ho hang
vao cong ty ho dang lam, mot phan 1a do tdm 1y thich dugc 1am viéc chung véi
nguoi quen dé dat duoc hiéu qua cong viée tot hon. Vi thé nhiéu cong ty khuyén
khich nhan vién gidi thi¢u ban be¢, ngudi than vao lam viéc. Tuyén dung theo kiéu
nay tao ra tdm ly thién vi va cam tinh, nhan vién dang lam viéc s€ khong hai long
khi ban be , nguo1 than khong dugce chép nhan vao lam viéc.

Tuyén tir nhan vién cii: nhiéu trudng hop mot s6 cong nhan dang lam thi
bo viéc, sang cong ty khac lam viéc. Khi dén lam viéc cong ty d6 ho cam thay
khong hai long va mong muén dugc quay lai cong ty cii dé 1am viéc. Theo quan
niém danh gia cia chung ta cho rang ngudn nhan vién cii thudng lam viéc khong
hiéu qua. Tuy nhién mot s6 cong ty dd kham pha ra rang ngudn nhan vién cii ny
thuong lam viéc t6t hon, vui vé va trung thanh hon trudce khi lam viée trude day.

Ung vién tu ndp don xin viéc: tmg vién ty nguyén ndp don xin viéc, cong

ty nén xu sy khéo 1€o, gilr lai mot s iing vién sang gia vao h¢ thong nhan sy du



bi, dé 1am nhimg cong viéc phi hop vai trinh d9, hodc ban thoi gian cho cong ty
vao luc can thiét hodc lac cong ty dang cAn ngudi.

Cong, nhan vién trong cong ty khac: 13 tuyén dung nguoi co tay nghé cua
mot cong ty khac. Déi v6i luc lugng cong, nhan vién ndy cong ty khong phai tén
nhiéu cong sirc va chi phi dé dao tao ma coéng viée van hiéu qua cao. Pay 1a cach
tuyén dung phd bién nhit d6i voi cac cong ty hién nay.

Céc truong dai hoc, cao dang ngdy nay tré thanh ngudn nhén lyc v6 ciing
quy gia v6i cac cong ty, doanh nghiép. Ho thudng tim kiém ngudn nhan luc mot
cach truc tiép tir cac truong PH, CP, ¢6 chuong trinh ddo tao nghiép vu cin ban
cho sinh vién. Béi cac sinh vién con giit théi quen hoc tap, nhiét huyét va c6 nhiéu
sang kién cho cong ty. Hau hét cac cong ty trén thé gidi déu tuyén nhan vién theo
cach nay trudc khi cac sinh vién ra truong.

Nguoi that nghiép: Nguoi tham gia vao doi ngii that nghiép voi nhidu Iy
do: do cong ty phé san, khong hop véi cip trén, giam bién ché, khong thich hop
v6i chinh sach cua cong ty...Néu biét khai thac ngudn nhéan luc nay thi cong ty
cling c¢6 thé tim dugc nguoi tai vao cong ty minh.

1.3.2 Céng tic tuyén dung

Chuén bi tuyén dung
4
Thong bio tuvén dung

~z

Thu nhan, nghién ciru ho so

~

Phéng van hoé so

~

Phéng van siu ]
~z
Xac minh, diéu tra ]

z

Ra quvét dinh tuvén dung

L

Bo tri cong viéc




Hinh 1.1: So' d6 quy trinh tuyén dung

= Chuaén bj tuyén dung:

- Phan cong nguoi chiu trach nhiém cho tuyén dung lao dong.

-Nghién ctu ky cac van ban ciia nha nudc, t6 chic va cong ty lién quan
dén tuyén dung nhu: Bo lao dong, cac quy dinh vé hop dong lao dong.

- Xac dinh tiéu chuan tuyén dung.

= Théng bao tuyén dung:

Cac t chirc cong ty c6 thé 4p dung mot hoic két hop céac hinh thic thong

béo tuyén dung sau:

- Théng qua céac trung tdm, céng ty cung ung dich vu lao dong.

- Quang céo trén bao, dai, bang zo6n ap phich, to roi, mang internet...

- Dan thong bao trudc cong cong ty.

- Quang céo vé cong ty, céng viéc dé ngudi xin viéc hiéu 1& hon vé tinh
hap dan caa cong Viéc.

- C4c chire nang nhiém vy, trach nhiém chinh trong cong viéc dé ngudi xin
viéc ¢6 thé hinh dung dugc cdng viéc ma ho dinh xin tuyén.

- Quyén loi cua ung vién khi duoc tuyén nhu ché do dii ngd, luong bong,
co hoi thing tién, moi treong 1am viéc. ..

- Cac hudng dan vé thu tuc hanh chinh, hé so, cach thic lién hé vai cong ty.

= Thu nhan nghién citu hd so:

Tat ca moi ho so xin viéc phai ghi vao so xin viéc, c6 phan loai chi tiét dé
tién cho viéc str dung sau nay. Ngudi tuyén dung phai nop cho cong ty ang tuyén
nhiing giay to theo mau quy dinh

- Pon xin tuyén dung

- Ban khai so yéu Iy lich c6 ching nhan caa UBND x4 phuong, thi tran
noi tham ra sinh song.

- Giay kham suc khoe.

- Ban sao cac van bang, chiing chi ¢d lién quan theo yéu cau.

Nghién ciru hd so ctia cac tng vién nham ghi lai mot s6 théng tin caa tng
vién bao gom:

Hoc van, kinh nghiém, qué trinh cong tac.

=+

Kha nang tri thuc.
Strc khoe.
Mtic d6 1anh nghé, su khéo Iéo vé tay chan.
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+ Tinh hinh dao duac nguyén vong.

Nghién cau hd so nham loai bst mot sb tung vién khong dap tng céc tiéu
chuan cong viéc dé ra, khéng can phai 1am tiép tuc céc thu tuc khac trong qua
trinh tuyén dung, do d6 c6 thé giam bt cac chi phi va thoi gian khong can thiét
cho qué trinh tuyén dung.

=Phéng van so' bd:

Phong van so bo thuong kéo dai tir 5 dén 10 phut, duoc sir dung nham loai
ngay nhiing tmg vién khong dat tiéu chuan hoic yéu kém rd rét hon nhiing wng
vién khac ma khi nghién cttu hd so chua phét hién ra.

=Phéng van sau:

Phong van sau dugc st dung dé danh gia lai nang luc cia ang vién 1an cudi.
Thong qua budi phong van nay, Cong ty ¢ thém céc thong tin dé danh gia xem
g vién co thyc su phd hop véi yéu cau cia cong viéc can tuyén hay khong.

Mot s6 van dé chinh Cong ty thuong xem xét dén nhu: kha niang giao tiép,
kha nang lam viéc (doc 1ap hay theo nhém), kha nang té chirc cong viéc va lap ké
hoach, kha ning tu duy va giai quyét van d¢, kiém tra lai mot sé thong tin trong
ho so: qué trinh hoc tap, kinh nghiém, k¥ nang. ..

Trong budi phong van nay, cac ung vién ciing c6 thé hoi Cong ty cac van
dé lién quan.

=X4c minh diéu tra:

Pay 1a qué trinh xac minh nhimng thong tin chua rd ddi véi cac (ng vién co
trién vong tét, co trién vong tbt, cong tac xac minh diéu tra s& cho biét thém nhiing
thong tin vé trinh do, kinh nghiém, tay nghé cau ung vién. Doi vai nhiing cong
viéc doi hoi tinh an ninh cao nhu thal quy, Ké toan. .. thi cong tac xac minh c6 thé
yéu cau tim hiéu thém vé ngudn géc, 1y lich gia dinh caa Gng vién.

=Ra quyét dinh tuyén dung:

Ra quyét dinh tuyén dung 1a buéc quan trong nhat trong qua trinh tuyén
dung. Pay 1a budc ra quyét dinh tuyén dung hoac loai bé ung vién. Pé nang cao
murc d6 chinh xé&c cua cac quyét dinh tuyén chon, can xem xét mot cach co hé
théng céc thong tin, ban phan tich tom tat vé céc ang vién.

=B tri cong viéc:

Cac tng vién sau khi dugc tuyén dung sé dc bb tri vao vi tri cong viéc thich
hop hoac vi tri cong viéc khi cong ty ra théng béo tuyén dung.
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Khi ké hoach tuyén dung da dugc cong ty va Giam dbc phé duyét, cong ty
thong bao nhu cau tiép nhan, tuyén dung lao dong.

Tiép nhan hd so: hd so ca nhan dugc can bo bo phan tuyén dung caa cong
ty truc tiép tiép nhan hd so gdm cé céc gidy to sau.

+ So yéu Iy lich

+ Pon xin viéc

+ Gidy kham stc khoe

+ Ban photo c6ng chang cac bang cip ching chi.

Sau khi tiép nhan hd so xong tién hanh té chic phong van truc tiép nham
tuyén dung can bo cong nhan vién cé nang luc chuy@n mon, tay nghé, sic khoe
phu hgp véi cong viéc dugc giao.

Thong bao két qua tuyén dung: sau khi c6 két qua tuyén dung, phong kinh
doanh ciia cdng ty c6 trach nhiém théng bao két qua tring tuyén dén cac dbi tuong
Xin viéc dé l1am tha tuc tiép nhan va ky hop ddng thir viéc. Thoi gian thir viéc 12 3
thang, muac luong thir viéc dugc huong theo quy dinh cta cong ty 1a 85% luong
chinh thuec.

Ngudi tring tuyén dugc bd tri vé cac bo phan dugc du kién tap sy véi muc
dich danh gia két qua thuc hién cong tac chuyén mén nghiép vu, thuc hién cac noi
quy, quy ché cua cong ty.

Sau thoi gian thir viéc, can bo caa phong kinh doanh cta cdng ty cung vai
bo phan chuyén mén tryc tiép hudng dan s& danh gia va dua ra chinh sach nhiing
d6i tuong tring tuyeén.

- Thoa thuan hop dong.

Cac ung vién duoc lva chon qua vong phong van sé duoc hen tiép mot budi
dén thoa thuan vé hop dong lao dong va cac van dé lién quan, bao gdm: loai hop
dong, cong viéc, mirc luong, thoi gian 1am viéc. ..

Moi viéc tiép theo duogc thuc hién theo hop dong lao dong va hudng dan
xua can bo phu trach truc tiép va can bo nhan su.
1.3.3 Céng tic dao tao va phét trién nguén nhan luc
*Hoach dinh tai nguyén nhan sw
Theo Nguyén Hitu Than (2007), hoach dinh TNNS 1a mét tién trinh trién
khai thuc hién cac ké hoach va chuong trinh nham dam bao ring co quan sé& cO
dung sé luong, dung s6 nguoi duoc b tri ding noi, ding luc, dung chd. Sauk hi
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dé ra muc tiéu vé kinh doanh doanh nghiép s& dé ra céac chién luoc va ké hoach
hoat dong.

Phén tich méi trwdng xac dinh muc tiéu dé
xac dinh muc tiéu lwa chon chién lwoc

——

Phan tich hién trang quan tri nguén nhan ]%H[ Dw béao, phéan tich céng viéc ]

[ Phan tich cung — cau, kha ning diéu chinh ] Du b4o, x4c dinh nhu cau nhan lwc ]
4 " I
[ Ké hoach, chwong trinh Thye hién
. = Thuhat
\ = Pio tao, phét trién
[ Chinh sach J = Tra loi va kich thich
= Quan hé lao dong

Hinh 1.2: So' @ quy trinh hoach dinh nguon nhan su
Céc chién luwoc va ké hoach hoat déng bao gom:

+ Phan tich méi truong dé xac dinh muc tiéu lya chon chién luoc

+ Phan tich hién trang quan ly ngudn nhan luc cia doanh nghiép

+ Dy bao, phan tich cdng viéc (dbi véi cac hang muc kinh té, ké hoach dai
han, trung han ) hoic xac dinh khéi luong cac cong viéc va tién hanh phan tich
cong viéc (dbi véi muc tiéu, ké hoach ngan han) va nhu cau nguon luc ( dbi véi
muc tiéu, ké hoach dai han ) hoic xac dinh nguon nhan luc (d6i véi cac muc tiéu,
ké hoach ngan han)

+ Phan tich cung cau, kha nang diéu chinh: dé dé ra chinh sach, ké hoach
chuong trinh thuc hién gitp cho doanh nghiép thich ang vai nhu ciu méi va nang
cao hiéu qua sir dung ngudn nhan luc.

+ Thuc hién cac chinh sach, ké hoach chuong trinh quan tri nguén nhan luc
cua doanh nghiép.

+ Kiém tra danh gia tinh hinh thuc hién.

=Phén tich cong viéc

Phan tich cong viéc 1a mét tién trinh xac dinh mot cach cd hé théng cac
nhiém vy, k¥ ning can thiét dé thuc hién cac cong viéc trong t6 chic. Phan tich
cong viéc 1a nhitng cdng viéc, tha tuc xac dinh quyén han va trach nhiém, k§ ning
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theo yéu cau cua cong viéc va xac dinh nén tuyén nhitng ngudi nhu thé nao dé
thuc hién cong viéc tot hon. Phan tich cong viéc cung cip thong tin vé yéu cau,
dic diém cua cong viéc, 1a tai liéu co s cho viéc xay dung ban md ta cong viéc
va ban tiéu chuan cong viéc.

Tuyén dung, lwa chon

Ban mo ta cong viéc ] - P A
J Pao tao, huan luyén

[ Phén tich cong viéc ]—

Panh gia nhan vién

[ Ban phan tich cdng viéc ]7

Xac dinh gia tri céng viéc

Tra cong khen thuéng

I

Hinh 1.3: So' 6 qué trinh phan tich cdng viéc

Ngi dung, trinh tu theec hién phan tich céng viéc gom 6 buroc:

+ Budce 1: xac dinh muc dich str dung cac thong tin phan tich cong viéc, tu
do xac dinh cac hinh thic thu thap thong tin, phan tich cong viéc cho hop ly.

+ Budce 2: Thu thap thong tin co ban trén co ban trén co sd cila so do to
chtrc, cac vin ban vé muc dich, yéu cau, chic nang quyén han caa cong ty, phong
ban, phan xudng, so d6 quy trinh cong nghé va ban md ta cong viéc (néu co).

+ Bu6c 3: Chon lya cac vi tri dic trung va nhimg diém then chdt dé thuc
hién phan tich cong viéc nham giam thoi gian va tiét kiém hon trong phan tich
cdng viéc, nhat 1a khi can phan tich nhiing cong viéc nhu nhau.

+ Budc 4: Ap dung cac phuong phép khac nhau dé thu thap thdng tin phan
tich céng viéc. Ty theo yéu cau vé mirc do chinh xéac va chi tiét caa thdng tin can
thu thap, tly theo dang ciia hoat dong va kha ning tai chinh , c6 thé sir dung mot
hoac két hop nhiéu phuong phéap thu thap thong tin nhu sau: Quan sat, bam gio,
chup anh, phong van, ban cau hoi.

+ Budce 5: Kiém tra xac minh lai tinh chinh xac cua thdng tin. Nhiing théng
tin thu thap dé phan tich céng viéc can duoc kiém tra lai vé mirc d6 chinh xéc,
day du bang ching cac cdng nhan vién thuc hién céng viéc va cac vién giam sat,
giam sat tinh hinh thuc hién céc cong viéc do.
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+ Budc 6: Xay dung ban md ta cdng viéc va ban tiéu chuan cong viéc. Ban
mo ta cdng viéc 1a ban liét ké cac chirc nang, nhiém vu, cac mdi quan hé trong
codng viéc, cac diéu kién 1am viéc, yéu cau kiém tra, gidm sat va cé4c tiéu chuan
can dat dugc khi thuc hién cong viéc. Ban md ta cdng viéc gidp ching ta hiéu
duoc nodi dung, yéu cau cong viéc, quyén han, trach nhiém khi thuc hién cong
Viéc.

Ban tiéu chuan cong viéc 1a vin ban liét ké nhitng yéu cau vé ning luc ca
nhan nhu trinh d6 hoc vén, kinh nghiém cong tac, kha niang giai quyét van dé, cac
ki nang khac va dic diém ca nhan thich hop nhét cho cong viéc. Ban tiéu chuan
cdng viéc gilp ching ta hiéu duoc doanh nghiép can loai nhan vién nhu thé ndo
dé thyc hién tot cong viéc.

=Tuyén dung lao ddng

Trong mot doanh nghiép, cong tac tuyén dung nhan sy thanh céng tuc la
tim duoc nhitng ngudi thuc sy phi hop véi cdng viée c¢é ¥ nghia rat to Ién . Doanh
nghiép nhan duoc Mot ngudn nhan sy xtng dang, hoan thanh tét cong viée duoc
giao, gop phan vao duy tri su ton tai va phat trién cua doanh nghiép. Ban than
nhitng nguoi dugc tuyén vao cong viéc phi hop véi nang luc va so trudng cua
minh s& rat hing thi va phét trién tot nang lyc ciia minh. Nguoc lai néu viéc tuyén
dung nhan sy khong duoc thuc hién dang thi s€ gay ra nhitng anh huong tiéu cuc
tac dong truc tiép toi cong ty va ngudi lao dong.

*Phan cong lao dong va hop tac lao dong

Phén cong va hop tac lao dong la mét trong nhitng hoat dong co ban cua
quan ly nhan lyc. Do phan cong lao dong ma tat ca cac co cau vé lao dong trong
doanh nghiép dugc hinh thanh tao nén bo méay doanh nghiép voéi tat ca cac bo
phan, chtrc nang can thiét, véi ty 18 twong tng theo nhu cau cua san xuat. Hop tac
lao dong duoc vi nhu chat keo, gan két cac bo phan vai nhau théng qua méi quan
hé bat bugc trong san xuat. Tir d6 cho thay mot san pham tao ra la két qua cua su
phdi hop, tac dong qua lai mot cach nhip nhang lien tuc gitra cac bo phan caa bo
MAy San Xuat.

+ Phan cong va hop tac lao dong ¢ méi quan hé chat ché vai nhau. Phan
cong lao dong cang sau thi hop tac lao dong cang rong. Su chat ché cua hop tac
lao dong tuy thuoc vao mae do hop ly cua phan cong lao dong va nguoc lai, chinh
trong qua trinh hop tac lao dong ma phan cong lao dong dugc hoan thién. Phan
cong lao dong hop ly va khoa hoc s€ tao ra su phu hop gitra cong viéc duoc giao
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véi kha nang, trinh @9, chuyén mon, nghiép vu ctiia nguoi lao dong. Phéan cong lao
d6ng tao ra su nhip nhang can ddi, lién tuc gitra cac bd phan trong san xuét, tao ra
moi trudng thuan loi cho sy gan két cac méi quan hé x& hoi, nang cao thanh tich
lao dong chung. Dé &p dung dugc hinh thic phan céng lao dong cd hiéu qua nha
quan tri phai biét tw danh gia ding thuc trang cua doanh nghiép cia minh vé loai
hinh, dic biét san xuat, quy mé, dic diém may moc thiét bi..., tir d6 dua ra quyét
dinh ap dung hinh thirc phan cong lao dong nao trong cac hinh thac phan cong lao
dong sau:

+ Phéan cong lao ddng theo chirc nang: 1a hinh thirc phan cong lao dong trong
d6 tach riéng cac cong viéc khac nhau thanh nhiing chic niang lao dong nhat dinh
can ctr vao Vi tri va chirc nang chinh cua doanh nghiép.

+ Phan cong lao dong theo cdng nghé: 1a hinh thirc phan cong lao dong trong
do tach riéng cac loai cong viéc khac nhau tuy theo quy trinh thuc hién chdng.

+ Phan cong lao dong theo murc do phurc tap caa cong viéc: 1a hinh thic phéan
cong lao dong trong d6 tach riéng cac cong viéc khac nhau tdy tinh chat phic tap
ctia nd. Phan cong lao dong khoa hoc gan lién véi viéc xay dung mot hé théng noi
quy, quy dinh, quy ché hoan chinh trong doanh nghiép. Trong d6 tat ca cac chirc
danh déu duoc quy dinh rd rang va théng nhat vé vi tri , chtic danh, quyén han
cling nhu trach nhiém phai chiu xtr ly khi khéng hoan thanh nhiém vu. Doanh
nghiép thanh cong hoic that bai, mot bo may quan Iycong kénh hay gon nhe,
cong viéc tring lap chong chéo hay rd rang cu thé phan 16n phu thudc vao to chirc
phéan cong lao dong.

=Pio tao va phat trién nguon nhan lwc

Pao tao va phat trién 12 cc hoat dong nham duy try va nang cao chat
lwgng ngudn nhan lc cua té chie, 1a diéu kién quyét dinh dé céc t6 chirc ¢ thé
dang viing va thang loi trong moi truong canh tranh. Do do, trong céc to chic,
cong tac dao tao va phat trién nguon nhan luc can duogc thuc hién mot cach co to
chuic va c6 ké hoach. Pao tao va phat trién mot qua trinh c6 hé théng nham nudi
dudng viéc tich lity cac k¥ nang, nhirng quy tic khai niém hay thai do din dén su
tuong xtng t6t hon gitta nhitng dic diém caa cdng nhan vién va nhiing yéu cau
cua cdng viéc (George T. Milkovich, John W. Boudreau, 2002). Phét trién ngudn
nhan lyc chinh la toan bo nhiing hoat dong hoc tap duoc to chic boi doanh nghiép,
do d6 doanh nghiép cung cip cho ngudi lao dong. Céc hoat dong cé thé cung cap
trong vai gio, vai ngdy, tham chi dén vai nam, tuy thudc vao noi dung, muc tiéu
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hoc tap. Nham tao ra su thay d6i nhanh chong hanh vi nghé nghiép cho ngudi lao
dong theo hudng di 1én, tic 14 nham nang cao kha ning va trinh d6 chuyén nghiép
cho ngudi lao dong. Phat trién 12 qué trinh 1au dai nham nang cao ning luc va
dong co cua cdng nhan vién bién ho tré thanh nhitng thanh vién quy bau trong
tuong lai. Phat trién khdng chi bao gom c6 dao tao, ma con cb ca sy nghiép va
nhitng kinh nghiém khéc nira. Muc tiéu cia dao tao va phat trién nguon nhan luc
la nhim sir dung t6i da ngudn nhan lc hién ¢ va nang cao tinh hiéu qua cua to
chuc théng qua viée gitip cho ngudi lao dong hiéu rd hon vé cdng viéc, ndm viing
hon nghé nghiép cta minh va thuc hién nhiém vy, chtic ning ctia minh mot céch
tu gidc hon véi thai d6 tét hon, cling nhu kha ning thich ¢ng cta ho dbi véi cac
cong viéc trong twong lai. Co nhiéu ly do ndi rang cong tac diao tao va phat trién
la quan trong va can duoc quan tam diing muc trong cac to chic. Trong d6 c6 3
ly do chi yéu:

-Dbé dap (ing yéu cau cong viéc cua to chirc

-Dé dap tng nhu cau hoc tap va phat trién cua lao dong

-Pé dao tao va phat trién 1a nhitng giai phap mang tinh chién luoc, tao ra
loi thé canh tranh cho doanh nghiép

Tién trinh dao tao va phat trién ngudn nhan luc trong mot té chic dugc
trinh bay qua so dd sau:

{ Xac dinh nhu cau dao ]

|
\z i\
[ Noi dung chwong trinh ] [ Phwong phap dao tao ]
T ]
v
[ Thuc hién chwong trinh dao tao va phat trién
[ Hiéu biét k¥ ning mong muon ciia nhan vién
{ Pinh gia két qua dao tao

Hinh 1.4: So dd tién trinh dao tao va phat trién nguon nhan lwc

> Danh gia nang lyc nhan vién

Panh gia nang luc thuc hién cong viéc cua nhan vién la hoat dong quan
trong trong quan tri nhan sy. N6 gitip cong ty c6 co sé dé hoach dinh, tuyén chon,
dao tao va phét trién nhan su. Panh gia dung din ning luc cua nhan vién quyét
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dinh mot phan khoéng nho caa su thanh cong doanh nghiép. Bé danh gia ding dan
nang luc thuc hién cdng viéc cia cong nhan vién, nha quan tri phai nam viing tién
trinh danh gia, phai hiéu dugc mic tiéu, phuwong phap danh gia ning luc thuc hién
cong viéc. Bong thoi phai hét stc than trong khi tién hanh danh gia cong nhan
vién,

Ngi dung va trinh tw thuc hién:

+ Budc 1: Xéac dinh yéu cau co ban can danh gia, cac nha quan tri can xac
dinh linh vuc k¥ ning, két qua can danh gia va nhiing yéu té nay lien hé véi viéc
thuc hién muc tiéu caa doanh nghiép nhu thé nao.

+ Budc 2: Lua chon phuong phap danh gia thich hop

Trong thuc té ¢6 rat nhiéu phuong phap danh gia cong viéc vaa cong nhan
vién va khong c6 phuong phap nao duoc cho la tét nhat cho mot té chuc.

+ Buéc 3: Huan luyén nha lanh dao va nhitng ngudoi 1am cong tac danh gia
k¥ nang danh gia thyc hién cong viéc cia cdng nhan vién. Viéc su dung cac
phuong phap danh gia khong thich hop hoic xac dinh cac nguyén tac, céc tiéu
chuan danh gia khong chinh xac s& dan téi tinh trang khdng cong bang, 1ang phi,
lam cho céc quyét dinh tra luong, khen thuéng khéng chinh xac.

+ Bud6c 4: Thao luan véi cong nhan vién vé noi dung, pham vi danh gia
thong thudng, cac nha quan tri phai thdng bao cho cong nhan vién biét ngay khi
nhan cé4c cong viéc vé cac tiéu chuan, pham vi danh gia. Tuy nhién trude khi thuc
hién danh gia, nha quan tri can phai thdng bao cho cong nhan vién vé noi dung,
pham vi danh gia, s& chi rd linh vuc can danh gia, dan gia nhu thé ndo, chu ky
thuc hién va tim quan trong cua két qua danh gia.

+ Budc 6: Thao luan voi cdng nhan vién vé két qua danh gia, tim hiéu
nhitng diéu nhat tri va nhitng diéu chua nhat tri, chi ra nhitng diém tét va nhiing
diém con han ché dé tim céch stra chita trong céng viéc cia cong nhan vién.

+ Budc 7: Xac dinh muc tiéu két qua méi cho nhan vién. Piéu quan trong
trong d4nh gia thyuc hién cdng viéc la can vach ra cac phuong huéng, cach thic cai
tién thuc hién cong viéc, dé ra cac chi tiéu mai cho céng nhan vién va c6 nhitng
chuong trinh hanh dong cu thé nao trong timg khoang thoi gian nhat dinh.

< Mot s6 phuong phap danh gia két qua thuc hién céng viéc:

Phuong phap mic thang diém, phuong phap xép hang, phuong phép ghi
chép luu trir, phuong phap quan sat hanh vi, phuong phap dinh lugng. Trong do
phuong phap mirc thang diém dugc dung phé bién trong cac doanh nghiép.
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> M@t so bién phap nang cao hiéu qua sir dung ngudn nhan luc

+ Tich cuc phat dong cac phong trao thi dua, sang tao, cai tién k§y thuat
trong lao dong.

+ D6i méi cdng tac hoach dinh ngudn nhan luc cho phi hop véi sy phét
trién caa nén kinh té.

+ Cai thién diéu kién 1am viéc cho ngudi lao dong: méi trudng l1am viéc,
xay dung ché d6 luong, thuang, phic loi... dé dong vién, khuyén khich tinh than
nguoi lao dong.

+ Nang cao trinh do van hoa, tay nghé dong thoi thudng xuyén giri cong
nhan di hoc tap tiép thu céng nghé phét trién méi, nang cao trinh d6 chuyén mén
cho nhiing can bo chuyén trach, tan dung ti da thoi gian lao dong.

+ Péanh gia tinh hinh thyc hién cdng viéc ctaa lao dong mot cach khach quan
nham khen thudng, dong vién tinh than nguoi lao dong mot cach kip thoi dé ho
cdng hién hét minh cho doanh nghiép.

+ Do hiéu qua sir dung lao dong caa doanh nghiép chiu tac dong caa nhiéu
yéu t6 nén mudn nang cao hiéu qua si dung nguén nhan lyc thi phai xem xét, giai
quyét trén nhiéu linh virc khac nhau nhu: chién luoc kinh doanh cua doanh nghiép,
nhu cau nhan luc & hién tai va du doan trong twong lai (ca vé mit s6 lugng va mit
chét lwong), nang cao hiéu qua str dung vén, chi phi tai chinh mot cach hop Iy.
1.3.4‘. Trd cong lao dong
a.Tién lwong:

Tién luong 1a gia ca cua suc lao dong, duoc hinh thanh qua thoa thuan
gitra nguoi stir dung lao dong va nguoi lao dong phu hop véi quan hé cung — cau
ste lao dong trong nén kinh té thi truong.

Tién luong ctia nguoi lao dong do hai bén thoa thuan trong hop dong lao
dong va duoc tra theo nang suét lao dong, chat lwgng va hiéu qua cong viéc. Ngoai
ra ngudi lao dong con duoc nhan céc khoan phu cap, cac ché do dai ngd khac
nhau tly tirng doanh nghiép nham ddng vién, khich I¢ tinh than cho cong nhan
vién,
b.Vai tro tién lwong:

- Béi vai doanh nghiép: Tién luong duoc coi 1a mot bo phan cua chi phi
san xuat, 1a don bay quan trong dé nang cao hiéu qua san xuat kinh doanh cua
doanh nghiép. Mat khac té chuc tién lwong trong doanh nghiép cng ban va hop
ly s& gop phan duy tri, cung cb va phat trién lyc lugng lao dong cua minh.
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- D6 véi nguoi lao dong: Tién lwong ¢ tac dung bu dap lai strc lao dong
cho ngudi lao dong, 1a dong luc, phuong tién gidp ho duy tri sy tdn tai, duy tri, va
phat trién cudc séng, bén canh d6 nd con dugc thé hién qua gia tri, uy tin va dia
Vi ciia nguoi lao dong.
c.Hinh thec trd lwong:

Can ctr vao nghi dinh sé 206/2004/ND-CP ngay 14/12/2004 cua Chinh
pht quy dinh quan 1y lao dong, tién lwong va thu nhap trong cc cong ty va cin
ctr vao thong tu sé 07/2005/TT-BLDTBXH ngay 05/01/2005 cua B Lao dong-
Thuong binh x3 hdi hudng dan thuc hién Nghi dinh s6 206/2004/NB-CP. Sau khi
théng nhét véi ban chip hanh doan Cong ty, ap dung cé&c hinh thuc tra luong cho
nguoi lao dong trong cong ty nhu sau:

% Luong thoi gian:

Hinh thitc nay thuong ap dung chi yéu d6i voi bo phan gian tiép, quan ly
Va Véi cac cong nhan & cac bo phan san xuat khdng thé dinh mac lao dong duogc
mot cach chinh xac.

Cong thec: Ltg=Ttt* L

Trong do:

Ltg: Luong thoi gian

Ttt:  S6 ngay cbng, gio cdng thuc té 1am trong ky

L : Muc luong ngay, véi L ngay = L thang / 22, L gio = L ngay / 8

% Luong khoan san pham

- Khoan san pham gian tiép: 1a hinh thic tra luong cho ngudi lao dong
theo khdi lugng cong viéc duoc giao gan véi mirc do phirc tap va tinh trach nhiém
ctia cong Vviéc doi hoi duoc thé hién ¢ hé sb luong cong viéc (Hker).

- Khoan sdn pham truc tiép: 1a hinh thic tra luong cho ngudi lao dong can
ctr vao sé luong, chat luong san pham ma ho 1am ra hay néi cach khac 1a hinh
thire tra luong theo don gia san pham.

Nhitng cong viéc mai chua du diéu kién xay dung dinh murc, don gia san
pham hoic nhitng don vi méi thanh 1ap c6 thé ap dung tra luong khoan gian tiép
va duoc xac dinh theo hé sb lwong cong viéc hoic tién luong nhu nhitng ngudi
huong luong khoan gian tiép.

X/

¢ Luong khoan gon
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- La hinh thirc tra luong ¢ dinh cho ngudi lao dong theo khdi luong, chat
lwgng cdng viéc duoc giao trong mot thoi gian nhét dinh theo hop dong lao dong
hoac cac trrong hop thir viéc, hoc viéc.

% Luong cho viéc va ngung viéc

d.Cdch xdc dinh tién lwong cho nguwoi lao dong
< Doi voi nguoi lao dong dugc hudng lwong khoan gian tiép

Hyer +Nsr (Hcp+Hpc)XNcpXTLcp

TL=( X Hyper) X Hrp +

Ncp N¢p
Trong do:
- Hker : hé s6 luong cong viéc cu thé tirng chirc danh
- Ngr : 56 ngdy cong di lam co6 san pham
- Nep : 56 ngay cong di 1am trong thang
- Hrier : hé s6 luong khoan san pham gian tiép
- Hr : hé s6 phan hang thanh tich thang
- Hes : hé s6 lwong co ban cua ngudi lao dong theo Nghi dinh 205-CP
- Hpc : hé s6 phu cap chirc vu cia ngudi lao dong theo Nghi dinh 205-CP
- Ncg: s6 ngay nghi hozc tham gia hoc tap, hoi hop huong lwong theo ché do
- TLcp : muc tién luong t6i thiéu do nha nudc quy dinh
Hé s6 phan hang thanh tich c4 nhan dugc x4c dinh can ctr vao quy ché thi
dua khen thuong, hé sé hang thanh tich con danh gia sy can man, hiéu qua cua
don vi, ¢4 nhan trong thang va duoc quy dinh nhu sau:
- Hrr = 1,0 cho d6i tuong dat loai A
- Hrr = 0,75 cho déi twong dat loai B
- Hrr = 0,5 cho d6i tuong dat loai C
- Hrr = 0 cho ddi twong khong dat
< Ddi v6i nguoi lao dong huong luong theo don gia cua san pham:

(Hcg+Hpc)XNcgXTLcp

TL= (SP X DG + SP ¢35 X DG X K;) X Hpp X

Ncp
Trong do:
- SP : san pham 1am véo ca binh thuong
- SP\ c3 : san pham lam ca 3, ngay 18
- PG : don gia tién luong cho mot san pham
- Ki: hé sb xac dinh tién luong khi lam vao ngay nghi, ngay &, ca 3
e K =2.0; 3,0: trong tng lam vao ngay nghi tuan, nghi 1&, Tét
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e K =1,3: cho di turgng 1am ca 3 tir 22h hom trude dén 6h sang hdm sau.

< Doi voi nguoi lao dong 1am lwong khoan gon

- Péi voi nhitng lao ddng tuyén mai va dang trong thoi gian thir viéc thi dugc
huong luong khoan gon tir 700.000 déng dén 1.500.000 dong/ngudi/thang tly
theo trinh d9, cdng viéc va dia ban noi lam viéc. Hét thoi gian thir viéc tiy theo
kha ning, trinh do va yéu cau cong viéc cu thé khi ki hop ddng lao dong chinh
thire s& xép hé sb luong cong viéc hoic hudng lwong theo don gia san pham tuong
ung vaoi chuc danh nhiém vu duoc phan cong.

- Pbi véi nguoi da co thoi gian céng tac tir 2 ndm trd 18n & noi khac chuyén
vé Cong ty duoc bé tri 1am ding nganh nghé, mic luong khoan gon trong thoi
gian thir viéc do trudng don vi tuyén chon dé xuat. Hét thoi han thir viéc sé ki hop
d6ng va xép luong cong viéc cbng Viée tugng tng véi chic vu dugc giao.

- Cac trudng hop tuyén vé bé tri vao cac chic vu quan 1y mic lwong trong
thoi gian thir viéc sé do lanh dao cong ty xét quyét dinh.

- Ngudi lao dong trong cong ty dugce huy dong lam thém gio s& dugc bb tri
nghi bu, thoi gian nghi bu theo ding quy dinh trong B6 luat lao dong; truong hop
do yéu cau cong viéc khong bd tri nghi bl s& duoc tra lwong thém gid nhu sau:

- 150% mtc lwong gio cua ngay lam viéc binh thuong trong d6 100% lwong
khoan va 50% tién luong hé s cap bac theo Nghi dinh 205/2004/ND-CP &p dung
d6i voi nhitng gio 1am thém vao ngdy thudng.

- 200% mtc lwong gio vao ngay lam viéc binh thuong trong d6 100% luwong
khoén va 100% tién luong hé sé cap bac theo Nghi dinh 205/2004/ND-CP ap dung
d6i vai nhitng gio 1am thém vao ngay nghi tuan.

- 300% mtrc lwong gio vao ngay lam viéc binh thuong trong d6 150% luwong
khoén va 150% tién luong hé sé cap bac theo Nghi dinh 205/2004/ND-CP ap dung
d6i véi nhing gio 1am thém vao ngay I8, tét.

Céc khodn phu cdp:

- Phu c4p trach nhiém duoc lay tir quy luong ctia cong ty tra cho ngudi lao
dong huong luong khoan truc tiép géom: Trudng ca giao nhan: 200.000d/thang,
T4 truéng Xe nang, can truc, xe van tai: 150.000d/thang.

- Phu cip ca 3: nguoi lao dong di lam tir 22h ngay hém trude dén 6h sang hém
sau (trir 1ai xe tai vi co dac thd riéng nén tién luong ca 3 duoc tinh trong don gid).
Phu cap ca 3 duoc tra bang 30% tién luong theo don gié tién lvong/san pham hoic
tién luong cta céng viéc dang 1am vao ban ngay.
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Bdo hiém: Cong ty ap dung mizc dong cdc khodn BHXH, BHYT, BHTN,
KPCP méi nhat theo Quyér dinh 959/0P-BHXH
Bang 1.1.1: Bang trich ty & cac bao hiém

Loai bao hiém Doanh nghiép | Nguoi lao dong (%) Téng
(%)
BHXH 18 8 26
BHYT 3 15 4,5
BHTN 1 1 2
KPCD 2 - 2
Tong 24 10,5 34,5

(Nguon: Quyét dinh 959/0P-BHXH)

Vi du: lwong cua nhan vién A 1am ké toan tai phong Tai chinh - Ké toan da
lam viéc ¢ cong ty 2 nam dugc xac dinh nhu sau:

+ Mtic luong san xuat KD (tién luong khoan gian tiép): Hr.cr= 3.000.000 dong.

+ Heé s luong co ban theo Nghi dinh 205/ND-CP: Heg=2,65

+ Heé sb phu cap chuc vu theo Nghi dinh 205/ND-CP: Hpc=0

+ S6 ngay di lam cong trong thang ciing 1a s6 ngay cong di lam c6 san pham
Ncp=Nsr= 25 ngay

+ Mc tién luong téi thiéu do Nha nudc quy dinh: TLep=1.300.0004 (theo
Nghi quyét 27/2016/QH14 )

+ Hé s6 phan hang thanh tich thang cho nhan vién A trong thang di lam day
da va c6 hiéu qua, khdng méc 15i trong cong viéc: Hrr=1

Nhan vién A khéng lam ca 3, ngay I&, khong c6 luong thu nhap va trong
thang khdng c6 tién thuong thém do vay tong luong duoc xac dinh nhu sau:
TL=3.000.000 x 1 + 2,65 x 1.300.000 = 6.445.0004
Trich BHXH, BHYT, BHTN = 6.445.000 x 10,5% = 676.725d
d. Tién thwéng va phac lei:

Tién thwéng: thuc chat 1a khoan tién bd sung cho lwong theo thoi gian hozc
lwong theo san pham, nham ting thém thu nhap cho ngudi lao dong, kich thich
nguoi lao dong nd luc thudng xuyén, 1a mot hinh thac khuyén khich vat chat c6
tac dung tich cuc.

Vai tro cia tién thuéng:

23



+ Tién thuong 12 yéu té khuyén khich nguoi lao dong quan tam tiét kiem
lao dong sbng, lao dong vat hoa, dam bao y&u cau vé chét lugng san pham va thoi
gian hoan thanh cong viéc.

+ Tién thuong 1a phan ciing ma doanh nghiép tra truc tiép cho nguoi lao
dong, lao dong 1a yéu té truc tiép gop phan tao ra gia tri thing du, tao ra loi nhuan
cho doanh nghiép. Vi vy, ngodi tién lwong ngudi lao dong con duge huong mot
phan loi nhuan dudi dang tién thuong va cac khoan phuc lgi khac bé sung vao
tién luong.

Phuc loi:

Phuc lgi 12 phan hd trg thém nham dam bao doi song cho nguoi lao dong
va tao diéu kién thuan loi dé tai san xuat sic lao dong. Phic loi 1a mot phan thu
nhap cta nguoi lao dong dugce hudng ngoai ché do tién luong va tién thuong nhu
BHXH, BHYT, hd tro tién mua nha, phuong tién. ..

Cac loai phac lgi:

Bao gom phdc loi bat budc va phic loi khéng bt budc.

+ Phuc loi bat budc 12 khoan doanh nghiép phai tra cho céng nhan vién
trong cong ty theo quy dinh cua Nha nudc.

+ Phuc loi khéng bat budc: 1a khoan doanh nghiép tu chi tra cho céng nhan
theo quy dinh cua cong ty.

1.3.5. Tao diéu kién lam viéc thugn lgi cho ngwoi lao dpng

Mot yéu té rat quan trong trong qué trinh lao dong 1a diéu kién 1am viéc.
Piéu kién lam viéc lién quan dén nhitng méi quan hé gitta nguoi lao dong va cong
viéc cua ho, véi moi trudng 1am viéc va phuong tién vat chat can thiét dé thuc
hién cong viéc. N6 lién quan dén cac yéu té nhu thiét bi, dung cu quan 1y, phuong
tién 1am viéc, ché do 4nh sang sao cho phil hop véi nhu cau sinh 1y cta con ngudi.
Diéu kién 1am viéc va an toan lao dong 1a hai van dé c6 quan hé nhan qua voi
nhau. Muyc dich ctia dam bao an toan lao dong la phong ngtra va han ché toi da
C4c tai nan trong qua trinh thuc hién cong viéc. Bam bao dugc cac yéu cau vé diéu
Kién lam viéc va an toan cho nguoi lao dong sé dem lai sy sang khoai cho con
ngudi. Quan tri nhan luc con la viéc xay dung cac danh hiéu thi dua, cac hinh thirc
tuyén duong, khen thuéng nham cong nhan thanh tich nguoi lao dong dat duoc,
tao cho ho bau khdng khi tin yéu va mudn gin bo vai tap thé 1au dai.
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1.4. Mot s6 chi tiéu danh gia hiéu qua sir dung nhan luc
Hiéu qua str dung ngudn nhéan luc cia doanh nghiép 1a mot pham tru kinh

té phan anh trinh d0 str dung cac nguén nhan tai, vat lyc cia doanh nghiép dé
dat duoc két qua cao nhat trong qua trinh kinh doanh véi tong hop chi phi thap

nhat.
Két qua dau ra

Hi¢u qua SDNNL =

Nguon lyc dau vao
Két qua dau ra: gia tri téng san luong, téng doanh thu, loi nhuan...
Ngué)n luc dau vao: lao dong, nguyén vat li¢u, von tu liéu LD...
1.4.1.1. Phén tich tinh hinh sit dung sérrlwg’ng lao djng
Phan tich tinh hinh tang (giam) so cong nhdn san xudt

Tong s lao dong ciia Cong ty thudng dugc phan thanh cac loai:

CNSX truc tiép

CNV san xuit

NVSX gian tiép

Téng CNV

NV béan hang

CNV ngoai san xuat

NV quan ly chung

Tong s6 lao dong ctia doanh nghiép thuong duogc chia 1am 2 loai: CNV san
xuat va CNV ngoai san xuat.
Sb luong va chat luong lao dong 1a mot trong nhimg yéu t6 co ban quyét
dinh quy mo két qua san xuét, kinh doanh. Do viy, viéc phan tich tinh hinh s
dung s6 luong lao dong can xac dinh muc tiét kiém hay lang phi lao dong.
a. NOi dung trinh tu phan tich:
- So sanh s luong cong nhan thuc té so véi ké hoach
- Xéc dinh mirc bién dong tuyét ddi va mic bién dong twong d6i mirc hoan
thanh ké hoach str dung ) lugng lao dong, theo trinh tu sau:
+  Mikc bién dong tuyét doi:
+  Mikc chénh léch tuyét déi: NT = Ti— Tk
Ty 1& % hoan thanh ké hoach str dung lao dong:  (T1/ Tk) * 100%
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Trong do:
- T1, Tk: S6 luong lao dong thuc té va ké hoach (nguoi)

Két qua phan tich trén phan anh tinh hinh sir dung lao dong thuc té so voi
ké hoach tang lén hay giam di, chua néu duoc doanh nghiép sur dung s6 lugng lao
dong tiét kiém hay lang phi. Vi lao dong duoc sir dung c6 anh hudng truc tiép dén
nang suit lao dong, lao dong gan lién voi san xudt.

+ Mirc bién dong twong doi:

Ty 1& % hoan thanh ké hoach = — 7. 100%

‘Qk
Trong do:
Q1, Qk: San luong ky thuc té va ky ké hoach.
Murc chénh 18ch tuyét d6i:

AT=TI- Tk.E
Qk

e Y nghia: Cach phan tich nay cho ta biét dugc khi s6 lao dong trong doanh
nghiép ting (giam) bao nhiéu nguoi thi sb lwong san pham do ho 1am ra sé ting
(giam) bao nhiéu.
b. Phwong phap phan tich:
Van dung phuong phap so sanh c6 lién hé dén tinh hinh hoan thanh ké hoach
san luong san pham va s6 luong lao dong.
Chi tiéu

TH % TH % CL %

S6 lugng san pham (dong)

S6 lao dong binh quan trong

danh sach (nguoi)

Trong do:

e (CoOng nhan

e Nhan vién

% Y nghia: Muc dich phan tich tinh hinh ting (giam) cong nhan san xuat 1a
gitip cho doanh nghiép thdy minh di st dung hop 1y vé sb luong lao dong hay
lang phi. Tir d6 ¢ bién phap khic phuc.
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1.4.2.2. Phén tich ning sudt lao dong binh quén
a. Khai niém:

Ning suat lao dong 1a ning lyc san xuét ctia ngudi lao dong cé thé séng tao
ra mot s san pham vat chat c6 ich trong thoi gian nhat dinh, hoic 14 thoi gian lao
dong hao phi dé san xuat ra mot san pham. Ning sut lao dong 1a chi tiéu chat
luong tong hop, biéu hién két qua hoat dong san xuét kinh doanh, khong ngimg
nang cao san xuit lao dong 1a bién phap chu yéu dé ting san luong, ha gia thanh
san pham.

Niing sudt lao dong dwoc tinh nhw sau:

S6 lwong san pham

Ning suét lao dong =
& ME Thoi gian lao dong

Hoac:
Thoi gian lao dong

Ning suét lao dong = —; .
& Ng S6 lwgng san pham

b. Noi dung phéan tich:
Buéc 1: Phan tich chung tinh hinh nang sudt lao déng
Phuong phép phan tich:
- Phuong phap so sanh: so sanh nang suat lao dong cac loai gitr thuc té va ké
hoach, gitra ndm nay so véi nam trudec.
So sanh toc do tang (giam) giira cac loai ning suat lao dong.

Duya vao bang sau:

Chi tiéu Nim Nim | Nim So sanh
TH TH PT Chénh %
1éch

1. Gia tri tong san lugng

2. S6 CNSX binh quan

3. S6 nhan vién binh quan

4. S6 ngay lam viéc binh quan

5. NSLBBQ gi¢ cua CNSX

6. NSLDBQ ngay cua mot CNSX
7. NSLDBQ nam cua mgt CNSX
8. NSLDbBQ cua mot CNV

Buoc 2: Phan tich muc do anh huong cdac nhan to vé lao dong den gia tri
san xuat
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Ta c6 cong thuc:
GTSL = S.N.g.Wg
Trong do:
GTSL : Gia tri san xuét
S: S6 cong nhan
N: S ngay 1am viéc binh quan ctia mot cong nhan
g: Sb gid 1am viéc binh quén trong ngay cho mot nguoi cong nhan
Wg: Ning suit lao dong gior
Phuong phap phan tich: &p dung phuong phéap so chénh 1€ch hoac phuong

phap thay thé lien hoan. Cu thé:

AGTSL = GTSL1 — GTSLO
Trong do:

AGTSL: S6 sai léch

AGTSLI: S6 thuc té

AGTSLO: S6 ké hoach

*AG(S) = (S1- S0). NO. g0 . Wg0
*AG(N) =S1. (N1- NO) . g0 .Wg0
*AG(g) = S1 . Nl.gl. (Wgl-Wg0)

Két luan: Qua phan tich ta thiy trong ky t6i mudn ting gia tri san xuét thi

theo bién phap nao.

dong

Mot s6 phuong phap dung dé phan tich lao dong va quan 1y sir dung lao

+ Phwong phap so sanh:

Pdi chiéu gitlra s6 thuc té vai ké hoach hodc dinh mire, s6 du doén, sb géc.

- So sanh tuyét doi

- So sanh tuong d6i

Muc dich: Dung dé xéac dinh xu hudng, bién dong cua chi ti€u phan tich
Ung dung: Panh gia mirc bién dong so voi muc tiéu di du kién

+ Phwong phdp thay thé lién hoan:

La thay thé dan cac sb géc, ké hoach, dinh muc, dyu toan b?mg sb thuc té

ctia mot nhan t6 nao d6. Nhan td duoc thay thé s& phan anh mirc d¢ anh hudng

ctia nd dén chi tiéu. Con nhén t6 tam thoi coi khong doi.

+ Phwong phdp do thi:
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Phan tich, mo ta cac hoat dong kinh té dudi dang dd thi, phan tich dé nhan
biét xu thé van dung c6 tinh quy luat nhu thé nao.

+ Phwong phdp co ciu:

Dung dé so sanh co cau lao dong trong mot doanh nghiép.
1.4.2.3. Danh gia hiéu qud sw dung lao dong ,

- Hiéu qua kinh doanh cua doanh nghi¢p: La mot pham tru kinh t€ phan
anh trinh d6 st dung cac yéu t6 du vao (nguén luc nhu: nhan luc va vat luc) ctia
doanh nghiép dé dat dugc két qua cao nhat trong qua trinh kinh doanh véi téng
chi phi thap nhét, n6 dugc thé hién bang cong thuc:

Hiéu qud sdan xudt kinh doanh = Két qua dau ra / Nguon luc dau vao

Trong d6: Két qua dau ra duoc do bang cac chi tiéu: gia trj tong san lugng,
téng doanh thu, loi nhuan...va nguén luc dau vao gém: lao dong, tu licu lao dong,
von...

- Hiéu qua sir dung nguon nhan Iye: Hiéu qua san xuat kinh doanh noi
chung va hiéu qua quan tri nhan luc noi riéng 14 mot pham tru kinh té, gan lién
v6i co ché thi trudng, c6 quan hé véi tit ca cac yéu td trong qua trinh san xut
kinh doanh nhu lao dong, von, may moc thiét bi,...doanh nghi¢p chi cé thé dat
dugc hiéu qua cao khi viéc sir dung va quan 1y cac yéu td co ban cua qua trinh
kinh doanh c6 hiéu qua cao khi dé cdo dén hiéu qua quan tri nhan luc.

Két qua dau ra & day thuong duoc biéu hién bang gia tri san lugng, doanh
thu, loi nhuan...Con yéu t6 dau vao & ddy 1a ngudn nhan lyc. Hiéu qua quan tri
nhan lyc 14 chd dua co ban dé danh gia viéc thuc hién muc tiéu kinh té cia doanh
nghiép.

Pay 14 chi tiéu thé hién niang suat lao dong bang tién mat ciia mot nguoi
lao dong tao ra trong mot khoang thoi gian nhat dinh:

DT . _ LN
H=—hoac H=—
L : DT

Trong do:

H: Hiéu suét (hiéu qua) str dung lao dong.

DT: Téng doanh thu.

LN: Téng lgi nhuén.

L: Tong sb lao dong binh quan.

Y nghia: Chi tiéu cho ta biét mét lao dong tao ra bao nhiéu déng loi nhudn

trong mot nam.
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Uu diém: St dung rong rdi cho cdc loai hinh doanh nghiép khéc nhau.
Nhueoe diém: Chwa phan dnh dwge hiéu qua siv dung nguén nhan liec. Nhitng sdan
phdm c6 gid tri cao khi & dang ban thanh pham khéng xdc dinh dworc.
1.4.2.4. Pdnh gid hiéu sudt sir dung lao dpng (HS)
L

Hs = —
DT

Trong do:

DT: Téng doanh thu.

L: Tong lao dong.

Hs: Hi¢u luong str dung lao dong.

Y nghia: Chi tiéu nay cho nha quan tri biét méi lao dong tao ra dwoc bao
nhiéu dong doanh thu, trong thuc té san xudt va kinh doanh thi chi tiéu ndy cang
cao cang t6t, né cho thay doanh nghiép sir dung va quan 1y nguén nhan lyc hiéu
qua hay khong.
1.4.2.5. Ddanh gid hi¢u qua sir dung lao dong ( Hq):

DT
Hq :T

Trong do:

DT: Tong doanh thu.

L: Tong lao dong binh quan

Hq: Hiéu qua sur dung lao dong.

Chi tiéu nay cho biét mét lao dong co thé tao ra dwoc bao nhiéu a"é‘ng loi
nhudn cho doanh nghiép trong mot thoi ky nghién ciru (nam, quy, thang...), chi
tiéu ndy cang cao cang tot.
1.4.2.6. Mirc dam nhiém lao dong

Téng doanh thu binh quan
Doanh thu thuin
Y nghia: Chi tiéu ndy cho biét 1 dong doanh thu can bao nhiéu lao djng.

Murc ddm nhi€m lao dong =
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CHUONG 2

THUC TRANG SU DUNG NGUON NHAN LUC CUA CONG TY
TNHH CHAN GA GOI PEM ELAN

2.1. Khéai quat vé hoat déng kinh doanh caa doanh nghiép
2.1.1. Gigi thiéu khai quéat vé doanh nghigp

Tén cong ty : CONG TY TNHH CHAN GA GOI PEM ELAN
Ma sé thué : 0200727018

Tén giao dich : ELAN CO.,LTD

Gidy phép kinh doanh : 12/01/2017

Ngay thanh lap - 12/21990 ( Ba hoat dong dwoc 26 nam )

Dién thoai : 0919.970.578 - 0313.914.242

Tong gidm déc : Nguyén Van Hdi

Dia chi : T6 3 Xa Lé Loi, H.An Dwong, Tp. Hai Phong

Tir mot co s& san xuat nho 1é. trai qua 26 nam phat trién va 16n manh khéng
ngimg, chung t6i , cong ty TNHH chan ga gbi dém Elan da c6 nhiing budc di
viing chac, tao duoc thuong hiéu va sy tin cay cia Quy khach hang. Véi muyc tiéu
tré thanh tap doan hang dau san xuat va cung cap san pham chin - ga - gdi - dém
phuc vu giac nga, cham soc stc khoe cho ngudi tiéu dung caa Viét Nam, chdng
t6i chac chan s& lam Quy khéch hai long !

o 12/1990: Thanh Igp xudng san xudt mit va gia céng do go.

o 3/1995: Thanh Idp xuéng miit Truong Thanh chuyén san xudt miit cho nganh
néi that va thé thao.

e 6/2000: Thanh ldp doanh nghiép Tw nhdan mut xop Viét Thang —Chuyén sdn
xudt mut va cdc logi d@ém 16 xo cao ccfp.

o 8/2006: Mo rong va xdy dung quy mé nha may maoi trén dién tich 55.000 m2.

o 2/2007: Chuyén déi thanh Céng ty TNHH SX & KD muit xop Viét Thing va
ddang ky thém mot sé linh vue kinh doanh khdc

o 10/2010: Chuyén doi thanh Céng ty TNHH chan ga géi dém Vimatt.

o 06/2014: Chinh thirc doi tén thanh Céng ty TNHH Chdn ga go6i dém ELAN

o 07/2014: Ra mat cdc san pham chan, ga goi dém méi voi cdc thwong hiéu:
SEE, VIMATT, ALIAS.
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2.1.2 Chire ning nhiém vu cia cong ty TNHH chiin ga goi dém Elan
a.Chitc nang ’ , , ,

San xuat va cung cap cac mat hang chan ga goi dém chu yeéu la trong nudc,
la nha phan phéi chinh, lién doanh lién két véi hon 30 tinh thanh tir cac showroom
|6n dén cac dai Iy ban 1é tir Bac vao Nam.

Linh vyc kinh doanh cia cdng ty vé chdn ga goi dém bao gom:

San xuat ga bo

San xuat mat tran

San xuit dém bong ép

San xuét dém 10 xo

San xuat dém mut

San xuat rudt chan — goi — dém
+ San xuat vo chan — ga — goi

+ + + + + +

b.Nhiém vu ‘ , , 7

V61 muc tiéu tro thanh tap doan hang dau san xuat va cung cap san pham

chan - ga - gbi - dém phuc vu giac nga, cham soc suc khoe cho nguoi tiéu ding
tai Viét Nam, ELAN:

Han hoan chao ngay méi, ludn coi su d6i méi sang tao va théa man nhu cau
cua khach hang la kim chi nam cho moi hanh dong.

Véi nha may rong 60.000m? ciing hon 500 cong nhan lanh nghé va doi ngi
chuyén gia tu van tir nudc ngoai vai trang thiét bi hién dai bac nhat tir cac nudc
Puc - Phap - Y - Han Qudc, chiing t6i tin tudng su ra doi cac thuong hiéu Alias,
Vimatt, See sé dap lai su tin cay va trong doi cia Quy khach hang. ELAN sé dem
hét tam huyét va 1ong nhiét tinh nd luc khong ngung dé tao ra san pham, dich vu
t6t nhat, phuc vy khach hang trén co s loi ich ciia ngudi tiéu dung dat & mic uu
tién cao nhat. Béi véi ching t6i, niém vui suéng va vinh du 16n lao hon ca 1a mdi
mot sang mai thic day, Quy khach hang don chao mot ngay méi véi niém han
hoan, tran day ning lugng séng, tuoi tré va yéu doi.

2.1.3 Co ciu t6 chirc ciia cong ty TNHH chiin ga géi dém Elan
2.1.3.1. M6 hinh co' cdu té chirc ciia cong ty
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Tong giam doc

A

-
L

1

Giam ddc kinh Giam dbc san Giam dbc tai
doanh xuat chinh
N4 N S N S
A I N | N
Maketing chin ga San xudt chin ga Nhan su
S N N
— N —
Ban hang chin ga San xuat dém Ké toan
N ~— N4
7N N N
Bén hang mut x6p \ L .. X Tai chinh
San xuat mut, X0p
Thiét ké —
- K& hoach san xuit
Kinh doanh dac biét
N

(Nguon: phong Té chizc — Hanh chinh)
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Hinh 2.1: So' dd co cau té chirc clia Cong ty TNHH chin, ga, gbi, dém Elan
2.1.3.2 Chfi’c nd:}g va trach ’nhi,ém cria cac phong ban trong cong ty
a. Giam doc ( Tong giam doc )
La ngudi dai dién vé mat phap ly cia Cong ty truéc phap ludt va co quan
Nha nuéc, chiu trach nhiém vé tat ca cac hoat dong caa cong ty.
b. Gidgm déc kinh doanh / Sales director
Xay dung, quan Iy va phat trién hoat dong ban hang caa cong ty:
- Biéu hanh mang lu6i kinh doanh cua Cong ty.
- Xay dung chién luoc va to chuc thuc hién ké hoach kinh doanh caa Cong ty.
- Quan ly hoat dong kinh doanh/ marketing ctia Cong ty.
- Xay dyng phat trién doi ngii kinh doanh theo dinh hudng phat trién thi
truong caa Cong ty.



- Tim kiém thiét 1ap cac méi quan hé véi khach hang tiém ning, mé rong
thi trrong muc tiéu.

- Duy tri quan hé déi tac.

- Quan ly chi phi va dam bao muc ti€u duoc giao.

- Quan ly, phan céng cong viéc, hudng dan dao tao nhan vién trong bo phan.
C. Gidm déc sdn xudt/ Buider Director

- Diéu hanh hoat dong san xuat ciia nha may theo nhiém vu, ké hoach dugc
giao.

- T6 chirc phan cdng cdng viéc, dén déc, hudng dan céng nhan trong ca san
Xuat dam bao dung tién do, yéu cau chat luong.

- Quan ly toan bo may moc thiét bi, vat tu, thanh pham, ban thanh pham,
kho bai, hang hoa thugc nha may phu trach.
d. Giam déc tai chinh/CFO

Quan 1y toan bd hoat dong tai chinh cua cong ty:

- Lap ké hoach tai chinh, trién khai va theo ddi cac hoat dong tai chinh, kiém
soat ngan quy.

- Tién hanh phan tich tinh hinh tai chinh cia Doanh nghiép nham nhan dién
nhiing diém manh va diém yéu ctia doanh nghiép.

-Hoach dinh chién lugc tai chinh cua Doanh nghiép.

- Xay dung mot chinh sach phan chia lgi nhuan hop 1y.

-Pam bao rang céc loai tai san ciia Doanh nghiép dugc kiém soat va sir
dung mot cach hop 1y va sinh loi.

- Kiém tra va giam sat tinh hinh thuc hién han mirc tin dung cap cho khach hang

- Xem x¢t, danh gia, kiém tra va phan tich du bao hoat dong tai chinh ké
toan cua cac bg phan, cac hop déng, du an.

- Theo d&i viéc xir 1y hang hoa khong phu hgp d6i v6i hang nhap mua va ra
quyét dinh xir Iy hang khong phu hop doi véi hang hong khong thé sira chita duoc

-T6 chirc kiém tra va thir nghiém hang mua.

-Lap ké hoach va diéu hanh hoat dong cua bg phan.

-LAap va guri cic yéu cau cai tién chat lugng dén cong ty.

- Lap ké hoach va trién khai cac hoat dong dao tao cap bd phan.

-B40 c4o voi Tong Giam dbc dinh ky mdi thang mot 1an vé tinh hinh thyc
hién nhiém vu va thudng xuyén béo cao kip thoi khi can thiét bao dam khong dé
hoat dong SXKD dinh tré va thiét hai.
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-Phdi hop cong tac chit ché cung voi cac Giam dbc thanh vién Ban Giam
dbc Cong ty, v6i hoat dong cua cac Pon vi SXKD va sau sat trong Cong ty.

- Thuc hién cac cong viée dugc Gy quyén khi Téng Giam ddc vang mit.
e. Phong marketing

Tim kiém khach hang, mé rong thi trudng va 1én ké hoach quang ba san
pham cuia cong ty.
f. Phong ban hang (kinh doanh — tiéu thu)

- Truyc tiép quan hé v6i khach hang dé tiép thi mé rong thi trudng viée 1am va
tiéu thu san pham. Soan thao va quan tri cac hop dong kinh té lién quan dén tiéu
thu san pham : hop dong ban san pham. ..

- Lap ké hoach ngén han va dai han.

- Xay dung cac phuong an va chién luoc ké hoach san xuat, ké hoach dau tu
cho phil hop véi su phat trién ctia Cong ty theo ting giai doan.

- Xay dung cac don gia va gia ban cac san pham méi.

g. Phong nhan su

- Thuc hién xay dung chién lugc, ké hoach ngan sach hang nam, ké hoach
cong viéc ctia phong timg thang dé Tong giam d6c phé duyét.

- T chitc bd may nhéan su, phan cong cong viéc trong Phong dé hoan thanh
ké hoach ngan sach nam, ké hoach cong viéc cua Phong, Ban.

- Thyc hién cac bao cdo ndi bd theo Quy dinh cta cong ty va cac bao cao khac
theo yéu cau cta ban diéu hanh.

- Xay dung céac quy trinh, quy dinh nghiép vu thudc linh vuc cua Phong, danh
gia hiéu qua cac quy trinh, quy dinh nay trong thuc té dé lien tuc cai tién, giup
nang cao hoat dong cua cong ty.

- Thuc hién cac nhiém vu, yéu cau khac theo chi dao ctia Ban diéu hanh
phén cong.

h. Phong té chirc hanh chinh

- Lap quy hoach céan bg, dao tao.

- Quan trj lao dong va tién luong.

- Xay dung cac dinh muc: Lao dong, bao ho lao dong.

- Ban hanh cac qui ché vé tuyén dung, dao tao va nang bac.

- Giai quyét cac ché do chinh sach ddi v6i nguoi lao dong.

- Quan tri cong tac thanh tra va bao vé.

- Két hop véi phong KH dé 1ap ké hoach ngan han va dai han.
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- Lap chuong trinh cong tac ciia Giam ddc, cac Phé giam dbc hang thang, quy,
nam. Lap lich biéu theo ddi thi hanh cac quyét dinh chi thi, nghi quyét cta cap
trén va Cong ty.

- Cong tac hanh chinh, tong hop, van thu, luu trit, thi dua, van hoa, thé thao.

- Quan tri nha an, nha khach, td xe.

- Quan tri cong tac y té: Dam bao tram y té Cong ty 1a tuyén co s& dau tién
tiép xuc v6i ngudi bénh trong hé thdng y té chung ctia Nha nuée va hé théng y té
Cong ty ndi riéng.

k. Phong ké todn - tai vu

Day la mgt trong nhitng bd phan quan trong cia cong ty, c6 nhiém vu quan
lu thu chi tién mat, quan lu vén vay, nghiép vu ngan hang, ghi chép so sach ké
toan, thanh quyét todn, 1ap bao cdo tai chinh, ké khai thué, thuc hién ché do bao
cao dinh ky theo quy dinh phuc vu cho hoat dong kiém toan, kiém tra, thanh tra,
dé xuat nhimg bién phap cu thé kip thoi cho cac sai 1éch cu thé trong hoat dong
kinh doanh va quan 1y tai chinh cua doanh nghiép.

- T6 chirc cong tac ké toan, thong ké, phan tich tai chinh va cac nghiép vu
khac thudc linh vuec tai chinh.

- Quan trj hé théng thong ké ciia toan Cong ty.

- Két hop vé6i phong KH dé 1ap ké hoach ngan han va dai han
2.1.4. Hoat dpng sin xudt kinh doanh ciia cong ty TNHH chdin ga goi dém
Elan

Bing 2.1.1: Cdc chi tiéu sxkd chii yéu ciia cong ty 2015 - 2016

(PVT:dong,%)
Gia tri Chénh léch
Chi tiéu Niam 2015 Nim 2016 +/- %
1.Téng doanh thu | 60-146.723.000 |52.477.245.000 | (7.669.478.000) | (12.75)
2 Téng chi phi 54.223.577.000 | 48.033.256.000 | (6.200.321.000) | (11.42)
3.Téng lgi nhuan | 5923.466.000 [4.443.989.000 | (1.479.477.000) | (24.98)

(Nguén: Phong 16 chirc hanh chinh)

Qua bang trén ta tong doanh thu thuan nim 2016 ( 52.477.245.000 dong),
giam so véi nam 2015 (60.146.723.000 dong) 13 7.699.478.000 dong twong tng
v6i ty 18 giam 12.75%. Tong chi phi ndm 2016 (48.033.256.000 ddng), giam so
v6i nam 2015 (54.223.577.000) 14 6.200.321.000 ddng tuong tng vai ty 1¢ giam
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11.42%. Qua d6 cho thay cong ty da timg budc cb gang trong viéc giam chi phi
nhung tdc d6 giam vaAn nho hon toc dd giam doanh thu 1am cho tong loi nhuén
ctia cong ty ndm 2016 so v6i ndm 2015 giam 1.479.477.000 dong twong Gmg giam
24.98%. Nguyén nhan chinh lam cho doanh thu giam 1a do trong nam 2016 kinh
doanh mang chin ga gbi dém thoi tiét khong thuan loi. Cong ty thudng c6 san
lugng tiéu thu cao nhit cac thang mua dong vi thdi diém nay 1a mua cudi ciing
nhu 1a mua ngudi tiéu dung c¢6 nhu cau st dung chin dém nhiéu nhat. Trong khi
d6 thoi tiét ndm 2016 dién bién that thudng, gan nhu toan mién Bic khong c6 mua
d6ng, khién doanh thu trong nim 2016 bj anh hudng, giam 12.75%. Bén canh d6
nam 2016 so luong hop dong ky két véi khach hang giam 1am cho tong khéi lugng
cong viéc giam dan dén doanh thu giam theo. Dé duy tri san luong ban hang, cong
ty van tién hanh chiét khau cho dai 1y ban 1¢. Tuy nhién, day ciing 1a nguyén nhan
khach quan, chua danh gia dugc kha nang ban hang va tiéu thu san pham cong ty.
2.1.5 Nhieng thudn li va khé khéin ciia CTTNHH chdin ga géi dém Elan
a.Thugn |‘_0'i: ‘ ,

- Vé mgt tai chinh: Céng ty co tiem lyc kinh t& manh, cé muc doc lap va su
ty chi vé mit tai chinh cao, bén canh d6 ludn co su hd trg, phdi hop tdi da cua
cac don vi thanh vién va cac dbi tac trong kinh doanh.

- Vé mdt nhan su: ¢6 sy hd tro tich cuc cua can bd cdng nhan vién trong
Cong ty la nhitng nguoi ¢6 trinh @6 chuyén mon phu hop véi vi tri cong tac, dac
biét 1a tir Hoi ddng quan tri da c6 nhitng dinh hudng dung dan cho su phat trién
lau dai cia Cong ty.

- Vé mat thj treong: ngoai nhitng mang thi trudng c6 san trong linh vuc
chan ga gbi dém, Cong ty lién tuc di sdu nghién ctu, khai thac nhitng mang thi
truong tiém nang khéac trong khi cac nha dau tu khac chua dé y téi, ma rong chang
han nhu Cong ty da kip thoi dau tu gop von vai nhiing dong san pham, lién doanh
lien két v4i hon 30 tinh thanh tir Bac vao Nam ( Ha Noi, Hai Phong, Quang
Ninh,Ha Tinh, Nghé An, Thanh Hoa , TP. HCM, Lao Cai, Ngh¢ An...)

b. Kho khan:

- Quy mé san xuat: Véi quy mé xay dung rong, 16n, viéc van chuyén san
pham, hang hoa tir khu san xuat — kho- khau tiéu thu con nhiéu bat cap.

- Vé chdt lwong san phdm va gié thanh: Pa dang vé kiéu cach, da dang vé
mau ma san pham va tao ra gia thanh ti wu nhat lubn Ia vin dé hang dau dé canh
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tranh, tao dung thuong hiéu ciing nhu xay dyng 1ong tin ctia khach hang d6i voi
cac dong san pham dém mut trong va ngoai nudc.
2.2. Thgrc trang tinh hinh sir dung ngudn nhan lyc tai cong ty TNHH chin
ga goi dém Elan
2.2.1. Tinh chdt lao déng ’

Bang 2.2.1:Tinh chat lao déng

(Pon vi: Nguoi, %)

Niam 2015 Niam 2016 So sanh

STT | TinhchatLD | ] )
Solwogng | Tylé | Solwong | Tylé Solwgng | Tylé

1 |CNtructidp| 544 | 7838 | 525 | 76.08| (19) |(3.49)

CBCNV

2 | ., 150 21.62 | 165 | 23.92 15 10
glan tiep

Tong s6 694 100 690 100 (4) (0.57)

(Nguon: phong té chizc hanh chinh)
Lao dong truc tiép ciia cong ty chiém ty trong lon trong tong s lao dong.

La doanh nghiép san xuat kinh doanh v&i chitc nang san xuat 1a cha yéu
thi s6 lao dong truc tiép chiém ty trong I6n 14 rat hop ly. S6 lao dong giéan tiép
cta cdng ty tap trung & cac bo phan chirc nang chiém ty trong nho va tuong
d6i 6n dinh. Cu thé:

Nim 2015 véi tong sb lao dong 13 694 ngudi trong d6 c6 544 ngudi lao dong
truc tiép bao gom cdng nhan tryuc tiép va céng nhan phuc vu (chiém 78,38%), sb
lao dong gian tiép c6 150 ngudi( chiém 21.62%). Sang nam 2016 s luong lao
dong cua Elan c6 xu huéng giam nhung khong dang ké, tong sé lao dong 1a 690
nguoi trong d6 lao dong truc tiép 1a 525 ngudi (chiém 76,08%) va sb lao dong
gian tiép 1a 165 nguoi (chiém 23.92 %).

S6 lao dong tryc tiép nhiéu hon sé lao dong gién tiép 1a do dac thu hoat dong
san xuét kinh doanh cuia cong ty can nhiéu lao dong cho hoat dong san xuét truc
tiép dudi phan xudng.
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2.2.2. Co ciu lao dong ciia cong ty TNHH chin ga géi dém Elan

Biéu d6 2.1: Tinh chit vé lao déng

a. Phan logi co cdu lao déng cia Elan ndm 2015, 2016

Bang 2.2.2: Co ciu lao dong theo trinh dd

(Pon vi: Nguoi, %)

2015 2016 So sanh
Trinh d¢ lao dgng | S6 lwong Ty I¢ S6 lwong Tylé | Solwong | Ty lé
Trén dai hoc 10 1.44 10 1.44
Pai hoc 47 6.77 49 7.10 2 0.33
Cb, TC 135 19.45 111 16.08 (-24) (3.37)
Tét nghiép THPT 502 72.33 520 75.38 18 3.05
Téng 694 100 690 100 (4)
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Biéu @0 2.2: Co céu lao dong theo trinh dd

Qua bang 2.2.2 cho thay, quy mé lao dong cia cbng ty trong 2 nam thay doi
khong dang ké tir ndm 2015 va nam 2016 giao dong tir 690 - 694 lao dong ting
71 lao dong so véi naim 2014. Lao dong tét nghiép trung hoc pho théng tre nén
chién wu thé nhat, nim 2016 13 75.38%. Ty Ié nhan vién dai hoc tro nén ting dan
theo cac niam, tuy khong nhiéu nhung thé hién duoc trinh d6 nhan su ngay cang
tang (tir 43 1én dén 50). Luc luong lao dong cao dang, trung cap cé xu hudng giam
(tir 127 xudng 112). Co cau nay phu hop véi nganh nghé chin ga gbi dém hudng
t6i, gitr nguyén trinh do trén dai hoc va dai hoc, giam bét sb lwong cao dang trung
cap, va tang khéi luong lao dong pho thong , dam bao dung vai tién do phét trien
ctia doanh nghiép can phai st dung ngudn luc c6 trinh d6 cao va tay nghé tot.

Bang 2.2.3 ta thay, s6 luong lao dong theo d6 tudi, gisi tinh thay doi qua cac
nam. SO lwong lao ddng nit chiém phan 16n trong cong ty. Trong 2 nam lao dong
nam c6 xu hudng giam di dién hinh nam 2016 (200 lao dong), nam 2015 (238 lao
dong), giam 38 lao dong, va chiém 30% - 34 % theo gidi tinh cua tong doanh
nghiép. Trong khi d6 so lugng lao dong nir tang, chiém ty trong cao giao dong tur
65% -70%. Sb luong lao dong nir ting theo timg nam, nim 2015 (456 lao dong),

nam 2016 (490 lao dong) ting 34 lao dong nir so nam 2015. Do tinh chat, dac thu
cbng viéc nén doi hoi luc lugng lao dong nir la chinh.

Bang 2.2.3: Co ciu lao dong theo dd tudi, gidi tinh
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(Pon vi: Nguoi,%)

) _ Niam 2015 Niam 2016 So sanh
Phan loai - ; e —
Solwong | Tylé | Solwgng | Tylé | Solweng | Ty lé
Tong 694 100 690 100 4)
1.Nam 238 34.23 200 29 (38) (5.23)
2.Nir 456 65,77 490 71 34 5.23
1.20- 30 tudi 397 57.2 397 57.8 0.6
2.30- 40 tudi 212 30.5 220 31.7 8 1.2
3.Trén 40 tudi 85 12.3 73 10.5 (12) (1.8)
(Nguon: Phong té chic hanh chinh)
Ty trong giéi tinh nam 2015 Ty trong giéi tinh nim 2016
34.23%
= Nam
o Nu = Nit
Biéu d6 2.3: Co céu lao ddng theo gigi tinh
B 397 397
Z400
350 -
300 212 220
250 -
200 - ]
150 u Trén 40
100 -
50 -
0 T T
2015 2016 Nim

Biéu d6 2.4: Co cdu lao dong theo dd tudi

- Lao dong twong dbi tré 12 tir 20 — 30 tudi chiém phan 16n ca 2 nam. Nam 2016
( 397 lao dong chiém 57,8%). Nam 2015 (397 lao dong chiém 57.2%). Ho la
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nhiing nguoi nhiét tinh, say mé vai céng viéc, ham hoc hoi, giup cong ty ngay
cang phét trién hon. Bén canh dé 1a nhimg ngudi ¢d kinh nghiém lau nim, 1a
nhitng thanh phan chu chét gidp cong ty phat trién 1au dai va bén vimg hon.

Bang 2.2.4 : Trinh @9 bac the ( Déi Véi lao dong triec tiép)
( Pon vi: Nguoi,%)

Bac Niam 2015 Niam 2016 So sanh
2016/2015

Nguol | % Nguoi | % Nguoi | %

Bac 1-2 (tho phy) |56 10.3 45 8.6 (11) |(19.6)

Bac 3-4 (cbng 463 85.1 448 85.3 (15) | (3.24)

nhéan)

Bac 5-7 ( Ky su) 25 4.6 32 6.1 7 28

Téng 544 100 525 100

So sanh trinh d6 tay nghé cia CNV nam 2015 — 2016 thay ré duoc chiéu
huéng tich cuc. Sé luong tay nghé bac 1,2 ¢é chiéu hudng giam nim 2015 (56
nguoi), nam 2016 (45 nguoi), va tay nghé bac 3,4 ciing giam nam 2015 (463
nguoi), nam 2016 (448 nguoi), trong do tay nghé bac 5-7 c6 xu hudng tang nam
2015 (25 nguoi), ndm 2016 (32 nguoi). P6i v6i cong viec yéu cau dbi vasi cong
nhan k§ thuat 1 phai van hanh, stra chira, bao tri bao dudng may maéc thiét bi, do
d6 viéc san xuat can phai thém lao dong ky thuat bac cao, lanh nghé. Tuy nhién
sb lugng céng nhan ¢ trinh d6 thap van con nhiéu nim. Vi vay cong ty can kip
thai co nhitng giai phap nham nang cao trinh d6 tay nghé cho céng nhan.

2.3. Thuc trang cong tac QTNL tgi Cong ty TNHH chdin ga goi dém Elan
2.3.1. Cong tac hogch dinh nguén nhan luc , ,

Hoach dinh nguon nhén luc la cong tac rat quan trong ma bat ky doanh
nghiép nao ciing phai thuc hién. Viéc 1ap ké hoach ngudn nhan luc phai dua trén
co s& san xuat kinh doanh, chién lugc kinh doanh ngin han hay dai han. Viéc
hoach dinh ngudn nhan lyc 1a do quyét dinh cia Ban giam dbc cong ty dya trén
ké hoach san xuat kinh doanh cua cong ty va nhu cau thuc té ciia don vi. Cong tac
hoach dinh nhan luc dugc phong T6 chic tong hop thuc hién qua 4 budc sau:

- Budéc 1: Dy bdo nhu cau va dy bao kha niang sin c6 cua Cong ty vé nhan
lyc. Khi du bao thi phong Té chuac tong hop phai can cir vao nhiéu yéu té nhu ké
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hoach san xuat, cac thay doi c6 thé phéat sinh, s6 lugng nhan vién, trinh ¢6 chuyén
mon caa ho. Tir d6 s& xac dinh duoc so véi ké hoach san xuat thi Cong ty thura
hay thiéu nhan luc dé dua ra cac quyét dinh dbi véi viéc tuyén dung, sa thai cho
phu hop.

- Budéc 2: Phong T6 chuc tong hop s& dua ra cac ban béo céo ciing nhu cac
y kién dé cap trén xem xét va dua ra y kién phé duyét.

- Budc 3: Phong T6 chic tong hop s& phdi hop voi cac nha quan tri & cac
linh vuc khac nhau dé thyc hién cac chuwong trinh cu thé nhu tuyén dung hoic sa
thai, sap xép hay dao tao lao dong.

- Budéc 4: Phong T6 chirc tong hop danh gia hiéu qua va c6 su diéu chinh
ngudn nhan lyc sao cho phil hop hon véi thyc té san xuét cia timg phong ban dam
bao hiéu qua, tiét kiem. Cong tac hoach dinh nguon nhan lyc tai Cong ty 1am con
chua t6t, mic du viéc hoach dinh duoc tién hanh theo 4 budc co ban trén nhung
thuc té viéc hoach dinh ngudn nhan luc van chwa xac dinh rd dugc nhu cau ngudn
nhan lyc trong tuong lai, dé cha dong thay trude duoc nhitng khé khin va tim cac
bién phap nham dap @ng nhu cau nguén nhan lyc. Piéu nay c6 ¥ nghia quan trong
trong cac chién luoc kinh doanh dai han.

2.3.2. Cong tac tuyén dung lao dgng Cong ty TNHH chin ga goi dém Elan
Ap dung theo 2 hiréng tuyén: tuyén ngi bé va tuyén ter bén ngoai.

- Tuyén ndi bd: ké hoach tuyén dung, cat giam lao dong va bé tri lao dong
sao cho hop ly. Ciing nhu nhitng Cong ty khac, Cong ty TNHH chin ga goi dém
Elan ciing c6 phan uu tién dén cac d6i tugng 1a con em can bo cong nhan vién
trong cdng ty, lya chon trinh ¢4 phd hop véi chuy@n mén, nganh nghé cong viéc
(qua thi tuyén). Pay ciing 1a mot hinh thic quan tim dén loi ich caa can bo cong
nhan vién cong ty.

- Tuyén bén ngoai: Thong thuong Cong ty can cir vao nhu cau lao dong cua
ting bo phan, can ctr vao khdi luong cdng viéc réi mai ra quyét dinh tuyén dung.
C6 nhiéu ngudn tuyén khac nhau nhu qua sy giGi thiéu cua can bo céng nhan vién
trong Cong ty va tir luc luong lao dong ty do. Do tinh chét cong viéc, nganh nghé
lao dong nén doi hoi lao dong cé trinh d6 chuyén mdn tay nghé cao .Cong ty
thuong ding tuyén trén bao chi, cac phuong tién internet, thdng tin tai chung...
véi nhitng yéu cau nhat dinh vé vi tri d6. Sau khi duoc tuyén dung, ngudi lao dong
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s& c6 2 thang thtr viéc néu c6 kha nang dap (ng yéu cau cong viéc thi duoc gitr

lai.
Bang 2.3.1: Tinh hinh tuyén dung ciia cong ty trong 2 nim 2015-2016
(Pon vi: Nguroi,%)
Chi tiéu Nim 2015 | Nim 2016 Chénh léch
(+/-) (%)
1.Téng lao dong tuyén dung | 58 50 -8 -13.79
+ Tuyén ndi b 38 35 -3 -7.89
+ Tuyén bén ngoai 20 15 -5 -25
- Lao dgng truec tiep 35 30 -5 -14.28
-Lao déng gian tiép 23 20 -3 -13.04
2.Tong lao dong nghi viéc 13 19 6 46.15
-Lao déng tryc tiép 10 14 4 40
-Lao dong gian tiép 3 5 2 66.67
3.Tong lao dong vé huu 2 3 1 50

(Nguon: Phong té chize tong hop)

Trong 2 nim qua, tong s6 lao dong tuyén dung cua cdng ty c6 giam. Nam
2015 (58 nguoi), nam 2016 (50 nguoi), giam 8 nguoi twong tng giam 13.79 %.
Cong ty han ché viéc tuyén dung, chi khi xét thay nhitng vi tri thuc sy can tuyén
thi Cong ty mai bat dau trién khai viéc tuyén dung. Tuyén noi bo nhiéu hon so
Vvéi tuyén ngoai nhung déu c¢6 xu huéng giam. Tuyén ndi bo (ndm 2015 tuyén 38
nguoi,nim 2016 tuyén 20 ngudi). Tuyén bén ngoai (ndm 2015 tuyén 35 ngudi,
nam 2016 tuyén 15 nguoi). Trong nim qua sb lugng lao dong nghi viéc ting 1én,
tong so lao dong nghi viéc nam 2015 13 13 nguoi va nam 2016 1a 19 nguoi, ting
46,15%. Trong d6, sd lao dong gian tiép nghi viéc tang 66,67% va sd lao dong
truc tiép nghi viéc ting 40%. Nguyén nhan c6 thé do ché do tra luong, thuong
cua Cong ty chua hop 1y, chua dap Gmg duoc véi nhu cau cia ngudi lao dong dan
dén tinh trang nhiéu nguoi lao dong tu y nghi viéc, bo sang Cong ty khéac lam
viéc. Ngoai ra con do trinh d6 ctia nguoi lao dong duoc tuyén dung chwa dap tng
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duoc véi nhu cau cong viéc, hodc 1a do Cong ty sap xép, phan céng cong viéc
chua hop ly cho nguoi lao dong
e Quy trinh tuyén dung c6ng nhan vién
Can ctr vao ké hoach san xuat kinh doanh Céng ty giao va tinh hinh thuc té
nhiém vuy san xuat kinh doanh caa don vi. Cong ty uy quyén cho Truéng don vi,
Truéng phong To chirc tdng hop chi dong trong viéc gidi thiéu lao dong, tiép
nhan hd so ban dau, béo c4o Tong giam doc uy quyén cho truéng don vi/Trudng

phong TCTH ky hop dong ngan han.

e So dd quy trinh tuyén dung nhan vién:

Chuin bj tuyén dung

~~

Théng bo tuyén dung

~z

Thu nhan, nghién ctiru ho so’

~~

Phéng van hd so

~

Phéng van sau

~z

X4c minh, diéu tra ]

~~

Ra quyét dinh tuyén dung

~

Bo tri cong viéc ]

Trong nhitg nim qua, cong ty di chu trong cho cong tac tuyén dung nhung
hiéu qua dem lai chwa cao. S6 lwong bo viéc van con, ty 1& 1am viéc hiéu qua
chua cao. Nguyén nhan xut phét tir viéc thuc hién cac budc trong quy trinh
tuyén dung chua tét. Ngay tir khau xac dinh nhu cau tuyén dung, can bo nhan su
chua xac dinh cy thé cac phong ban nao thiéu nhan lyc dai han hay ngan han hay
lap dugc nhiing ké hoach bé sung lao dong hop 1y. Véi khau théng bao tuyén
dung, can bo tuyén dung chi théng bao bang cach dan niém yét, dan théng bao
tai cOng ty va quang céo trén cac bao chir chua thong bao dén hét cac ngudn lao
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dong, dic biét 1a nhitng ngudn c6 kha nang tim kiém thuan loi, dé dang va chinh
Xac.

Vai nim qua, viéc tuyén dung cua cdng ty van con cing nhic trong viéc xem
Xét hd so nén ddi khi dd bo qua nhiéu ¢ng vién tot va chi chu trong nhitng hd so
cua con em can b trong cong ty. Trong qua trinh thuc hién thuong chi ¢6 can bo
nhan su tham gia chdm diém. Diéu nay s& khong danh gia dugc ning luc thuc su
ctia cac tng vién. Cong ty nén cir truc tiép can bo cap trén cd kinh nghiém lau
nam lam giam khao vi ho 1a nhimg ngudi c6 chuyén mon gioi ¢d thé danh gia nhin
nhan Gng vién nao c6 kha ning hay khong, dong thoi to chiac md hinh thi tay nghé
cho cong nhan dé phan loai thir hang, xép loai A, B, C trong doanh nghiép. Sau
khi d tuyén chinh thac, Cong ty thuong bo qua khau hoa nhap nguoi méi. Do
ring Vién mai vao con b ngd véi cong viéc can c6 nguoi hudng dan chi dao dé
c6 thé thich nghi véi cong viéc cho tét. Vi vay, cong ty can dua ra bién phap dé
nang cao hiéu qua cho cdng tac nhan su nham cai thién thuc trang hién tai va gidp
cong ty c6 duoc doi ngii lao dong lam viéc tt hon.
2.3.3. Cong tic dao tg0 va ‘phét trién nhan ’Iy’c ,

bé dap trng yéu cau veé lao dong co chat lugng, Cong ty da xay dung mot so
ké hoach dao tao nhu sau:

-Pao tao tai chd: Tién hanh ngay trong ldc 1am viéc nham gidp céng nhan
lam viéc thanh thao hon. Cong nhan duogc phén lam viéc vai nhitng cdng nhan
khac ¢6 trinh do tay nghé cao hon va co kinh nghiém hon. Déi véi nhiing nguoi
lao dong méi dugc tuyén vao, qua thoi gian thi viéc ho duoc nhimg ngudi ¢d kinh
nghiém truyén dat kinh nghiém lam viéc, cach st dung may moc thiét bi va duoc
trang bi nhitng k¥ nang can thiét trong cong viéc. Két thiic thai gian thi viéc ho
hoan toan c6 thé sir dung may moéc ciing nhu ¢6 day da nhitng ky nang dé dap ung
nhu cau cdng viéc.

- Cir di dao tao: Thong qua cac Iop huan luyén vé nang cao nghiép vu, tay
nghé ma viéc dao tao tai chd khong dap tng duoc, cong ty da tao diéu kién thuan
lgi nhat dé can bo cong nhan vién c6 thé tham gia. Cong ty dac biét uu tién doi
ngil can b tré, nang dong bai ho 1a nhitng ngudi ¢ kha ning nhay bén dé dang
tiép thu kién thirc mai. Cong ty khuyén khich, dong vién cén bo, cong nhan vién
khong ngirng hoc tap dé nang cao trinh d6 chuyén mén, tay nghé, ngoai ngi, tin
hoc va ly luan chinh tri bang cac hinh thiic: Tu tim hiéu hoc tap Tham gia cac
16p boi dudng theo chuyén dé do cac truong, cac trung tim dao tao mé. Tham
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gia hoc tai chic chuyén nganh ki thuat, kinh té... Cong ty md cac 16p bdi dudng,
bd tlic nang cao tay nghé hoac moi c4c giang vién cua cac trudng dao tao nghé vé
giang day.

- Céc bai giang, cac hdi nghi hoic cac hi thao: Doanh nghiép té chuc cac
budi hoi thao, hoi nghi tai chinh co s hodc bén ngoai caa minh. Trong budi hoi
nghi, hdi thao cho cng nhan vién thao luan theo céc chi diém dudi sy huéng dan
ctia ngudi 1anh dao nhom va qua d6 hoc hoi duoc nhiéu kién thirc, kinh nghiém
can thiét.

- Kinh phi dao tao: Cac can bg, cong nhan vién dugc Cong ty cir di hoc cac
l6p trén s& duoc dai tho Vé kinh phi va chi phi dao tao. Can b ty nguyén xin di
hoc dé ning cao trinh d6 duge Cong ty, don vi tao diéu kién vé thoi gian, kinh phi
hoc tap do ngudi hoc tu tic. Sau khi hoan thanh khoa hoc Cong ty sé tao diéu kién
(trong kha nang c6 thé) b tri sap xép nhiém vu phi hop voi nang luc, nganh nghé,
trinh d6 chuyén mon can bg, cong nhan vién da hoc.

Bang 2.3.2: Bang s6 liéu lao dong dao tao trong 2 niim 2015 - 2016
( Bon vi: Nguoi )

Chi tiéu Nam 2015 Nam 2016 Chénh léch
THKH
Nhu Chi Thuc Nhu Chi Thuc | (+/-) (%)
cau tiéu hi¢n cau tiéu hién
bT KH KH PT KH KH
1.PT taichgd 42 36 35 36 31 30 5 | -14.28
Tho may 8 7 7 10 8 8 1 14.28
Tho théu 8 6 6 7 6 6 0 0
CN dong goi 22 20 19 16 14 14 -5 1-26.31
Céan bo KD 4 3 3 3 3 2 -1 ] -33.33
2.Cw di PT 11 8 8 10 7 6 -2 -25
Tho ky
thuat 3 2 2 5 4 3 1 50
Céan bo KD 3 2 2 2 1 1 -1 -50
Céan bo QL 5 4 4 3 2 2 -2 -50
Tong 53 44 43 46 38 36 -7 | -16.28

(Nguon: Phong té chize tong hop)
Nhan thay nhu cau dao tao va viéc thuc hién ké hoach c6 su chénh léch 16n
va sb luong lao dong duoc dao tao giam trong 2 nim 2015 - 2016. Cuy thé nam
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2015 nhu cau dao tao 1a 53 ngudi, chi tiéu ké hoach chi c6 44 ngudi va thuc hién
ké hoach 1a 43 ngudi, trong d6 dao tao tai chd c6 nhu cau dao tao 42 ngudi, thuc
hién ké hoach 35 ngudi. Ctr di ddo tao ¢6 nhu cau dao tao 11 ngudi va thyc hién
ké hoach 1a 8 ngudi. Nam 2016 nhu cau dio tao giam xubng con 46 ngudi, chi
tiéu ké hoach 1a 38 nguoi va thuc hién ké hoach 36 ngudi. Trong d6 dao tao tai
chd c6 nhu cau dao tao 1a 36 ngudi, thuc hién ké hoach 1a 30 ngudi, va cir di dao
tao c6 s6 lugng nhu cau dao tao 1a 10 ngudi nhung thuc hién ké hoach con 6
ngudi. Pidu ndy cho thay cong tic dio tao cuia Cong ty chwa dap tmg duoc nhu
cau ddo tao thuc té, sb luong lao dong duoc dao tao con rat it trong khi do thuc té
trinh d¢ tay nghé nguoi lao dong trong Cong ty chua cao, chua dap tmg duoc nhu
cau cong viéc, vi thé trong thoi gian toi Cong ty can quan tam hon dén van dé dao
tao, Nang cao trinh do tay nghé cho nguoi lao dong dé 1am ting ning sut lao dong
cho céng ty.
Bang 2.3.3: Tinh hinh lao dgng sau dao tao nam 2015 — 2016
(Pon vi: Nguon)
STT Chi Tiéu Nam 2015 Nam 2016

Paotao | Cirdi | Paotao | Curdi
taichd | daotao | taichd | dao tao
1 S6 nguoi hoan thanh dao tao dung thoi 20/42 | 9/11 30/36 | 6/10

han
2 | S6 ngudi bo viéc sau dao tao 2/35 | 0/8 1/30 | 0/6
3 | S6 nguoi hoan thanh tot cong viéc 18/42 |8/11 |25/36 |6/10

Két qua thu duoc sau ddo tao chura cao: Nam 20135, véi hinh thize ddo tao tai
chd c¢6 20/42 ngudi hoan thanh ding thoi gian ddo tao thi c6 18/42 ngudi hoan
thanh tét cong viéc, hinh thic cir di dao tao co6 9/11 nguoi hoan thanh dung thoi
gian ddo tao thi ¢ 8/11 ngudi hoan thanh tét cong viéc. Nam 2016, sé ngudi dao
tao tai chd duing han c6 ting 1én 30/36 ngudi tang thi c6 25/36 ngudi hoan thanh
t6t cong viéc, cir di dao tao 1a 9/11 ngudi thi c6 6/10 ngudi hoan thanh tot cong
viéc. Nhan thay s6 lugng dao tao tai chd va y thic trach nhiém hoan thanh tét
cdng viéc duogc giao ting 1én nhung so luong ctr di dao tao lai giam di. Didu nay
cho thay rang 1a chuong trinh dao tao cua Cong ty chua hop 1y, chua kich thich
dugc ngudi lao dong tham gia hoan thanh hét chuong trinh ddo tao ciing nhu 13
chua 1am cho nguoi lao dong cam thay viéc dao tao d6 1a can thiét va nang cao
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duogc trinh do tay nghé cho chinh ban than minh, cong tac dao tao va phat trién
ngudn nhan lec cua Cong ty chwa hiéu qua, van mang tinh hinh thtc, chua kich
thich duoc tinh than tu gidc mudn hoc hoi, mudn thing tién ctua ngudi lao dong
khi duge dao tao. Trong thdi gian téi Cong ty can quan tdm nhiéu hon nira dén
van dé dao tao va phat trién ngudn nhan luc cua Cong ty.
Bang 2.3.4: Chi phi dao tao qua 2 nam 2015 - 2016
(Pon vi: Nghin dong)

Nim 2015 Nim 2016 Chénh lgch
THKH
Chi tiéu S6 Chi | Thoi| Téng | Sé Chi | Thoi | Tong | (+/-) (%)
nguwoi | phi | gian | tién | ngwoi | phi | gian | tién
BQ/ | PT BQ/ | PT
nguoi nguoi
1.Paotao |35 8.065 |30 8.980 |0.915 |11.34
tai chd
Thomay |7 220 |[1m |1540 |8 250 [1m |2.240 | 700 45.45
Tho théu 6 220 |[1m [1.320 |6 250 |[1m |1.500 | 180 13.63
CNdong |19 150 |2w |1.425 |14 170 | 2w [1.190 |-235 |-16.49
goi
Canbo KD |3 420 [3m [3.780 |3 450 | 3m |4.050 |270 7.14
2.Cir di 8 72.500 | 6 56.100 | - -22.62
PT 16.400
Tho k§ 2 2.500 | 3m | 15.000 | 3 2.700 [ 3m |24.300[9.300 |62
thuat
Canbo KD | 2 2.750 | 5m |27.500 |1 3.000 | 5m | 15.000 | - -45.45
12.500
Canbo QL |4 2.500 | 3m |30.000 |2 2.800 | 3m | 16.800 | - -44
13.200
Téng 43 80.565 | 36 65.08 | - -19.22
15.485

Ghi chd: m = thang, w = tuan
(Nguén: Phong té chizc tong hop)

Do nhu cau kém theo véi sy phat trién caa nén kinh té, chi phi dao tao binh
quan/ngudi ting theo timg nam. Tuy nhién do s6 lao dong dugc dao tao naim 2016
giam so véi nam 2015 dan dén tong chi phi dao tao nim 2016 giam so V&i ndm
2015.

Chi phi tién lwong sau dao tao: dugc tra tuy vao cap bac va chic vu ma mdi
nguoi lao dong tham gia dat dugc sau khi dugc dao tao.
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2.3.4. Cong tac danh gia cong nhan vién
Bang 2.3.5. Bdng Quy dinh danh gid, xép loai lao déng cua cong ty
TNHH chdin ga goi dém Elan

Xép loai S6 ngay cong Ghi cha
Loai A >= 24 cbng - Khéng vi pham néi quy, quy dinh cta cong ty.
Loai B 22 —24 cong | - Khdng vi pham ndi quy, quy dinh cua cong ty.

Loai C, D 20 —22 cong | -Vi pham mot s6 ndi quy, tiy thudc muae do dé xép
loai C hay D.
- Chua hoan thanh cong viéc.

(Nguén: Phong té chiic téng hop)
Bang 2.3.6: Bang danh gia xép loai lao ddng nim 2016 ciia cong ty

Chi tiéu Nim 2015 Nim 2016
S6 nguoi Ty Ié S6 nguoi Ty Ié
Loai A 573 82.56 587 85.07
Loai B 88 12.68 84 12.17
Loai C 19 2.74 12 1.74
Loai D 14 2.02 7 1.02
Tong 694 100 690 100

(Nguén: Phong té chic téng hop)

Qua bang thong ké trén ta thiy qua 2 ndm 2015 - 2016 s6 lao dong dat loai A
ctia cong ty 1a cao nhat. Cu thé nam 2015 ¢6 573 ngudi xép loai A, chiém 82.56%,
c6 12.68% tuwong duong voi 88 ngudi xép loai B, 19 ngudi xép loai C tuong tng
Véi 2.74%, 14 ngudi loai D twong ting 2.02%. Nam 2016, so lwong nguoi xép loai
A ting 18n, loai B, C, D ¢6 xu huéng giam so véi ndm 2015. Cu thé c6 587 nguoi
xép loai A twong ¢tng voi 85.07% va 84 ngudi xép loai B twong ung véi 12.17%,
12 ngudi loai C twong tng 1,74 % va 7 ngudi Xép loai D twong duong 1.02% véi
tong sb lao dong 573 ngudi, s6 lao dong bi danh gia loai D chi chiém 2,35%. Biéu
nay chang to doi ngii lao dong cua cdng ty kha tuan tha diéu 1é quy dinh cia cong
ty va nhitng y&u cau cua cong viéc. Tuy nhién day lai 1a mot yéu diém 16n caa
Cong ty TNHH chan ga gdi dém Elan Hai Phong. Hang ngay, cac truang bo phan
theo ddi va diém danh nguoi lao dong vao lic dau gio xem ngudi lao dong co
tham gia lao dong trong ca hoac trong ngay do hay khong. Sau d6 bao céo Ién
phong t6 chirc tong hop. Va viéc danh gid xem ngudi lao dong ¢ hoan thanh tot
cbng viéc hay khéng chi dua trén viéc ho hoan thanh céng viéc dung thoi han hay
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khong, di lam du ca, dt budi. Chua quan tdm dén thai do, tac phong lam viéc caa
ngudi lao dong, chat lugng thuc hién cong viéc, kha ning, trinh d6 ciing nhu mirc
d6 thanh thuc trong cong viéc cia ngudi lao dong. Dic biét 1a ddi voi lao dong
truc tiép hudng luong theo san pham, ho mai chay dua theo sb lugng ma quén di
chét lwong thuc hién cong viéc cia minh. Mot van dé nita 6 13 méi quan hé giira
viéc danh gia nhan vién va van dé tién luong, viéc danh gia xép loai nhan vién
cua cong ty khdng anh hudéng dén sé tién luong ma nhan vién d6 nhan dugc trong
thang. C6 thé ndi hoat dong danh gia nguoi lao dong duogc thuc hién mang tinh
d6i pho, chua hé c6 mot hé thong danh gia chinh thuc tir trén xuéng. Cudi ky,
nhitng ngudi lao dong chiam chi hay luoi biéng, chua du trinh do déu duge danh
gia chung chung nhu nhau, cac quy dinh chua rd rang. Piéu d6 anh huong khong
it dén tam 1y nguoi lao ddng va s& anh huong truc tiép dén ning suat lao dong cua
nguoi lao dong ciing nhu toan thé cong ty. Trong thoi gian téi cong ty can co
nhitng bién phap cu thé dé c6 dugc nhitng danh gia chinh xac hon vé ngudi lao
doéng cua minh,
2.3.5. Ché @9 dai ngd cho ngudi lao dong
2.3.5.1. Pdi ngd vét chat 7 ‘ ‘

Dai ngo vdt chat trong cong ty duoc thé hién qua: tién luong, tién thuong va
mét s6 phu cdp khdc.
e Cong tac tién lwong

( Theo khodan 1 diéu 2 Nghi quyét 99/2015/QH1313 ngay 11/11/2015 cuia Quoc Hai)
Tir ngay 01/5/2016: Theee hién diéu chinh ting mirc lwong co o tir 1.150.000

dong/ thang 18n 1.210.000 dong/thang.
+ Lao dong gian tiép:

Po6i véi lao dong gian tiép, Cong ty 4p dung tra lwong theo hinh thirc

luong thoi gian.
Cach tinh luong:

Trong do:
- Ltl: luong thyc linh

- Lcb: lvong co ban, véi: Lcb = Ltt * Hs
- Ltt: Luong t6i thiéu do nha nudc quy dinh (2.750.000 d)
- Hs: Hé s6 luong (quy dinh ctia Nha nudc)
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- Ntt: S6 ngay cong thyc té
- 24: 14 sb ngay cdng theo ché do
- Pc: Phu cap (Cong ty qui dinh phu cép 4n ca 1a 520.000 d voi nguoi lam du 24
ngay céng va mac phu cap trach nhiém do Cong ty qui dinh)
Bang 2.3.7: Bang lwong can by cong nhan vién thang 7/2016

(PVT: Dong)

Ho va tén Hé s6 Ngay | Lwong co ban Phu cip Tong cong

chuc céng (Lcb) ]

danh (Ntt) An ca Trach

nhiém

Nguyén 2.34 26 6.435.000 520.000 180.000 5.030.890
Hiru Nam
Pham Vin 2.34 26 6.435.000 520.000 180.000 5.030.890
Minh
Pham Thi 2.10 25 5.775.000 520.000 | 150.000 | 6.715.625
Duyén
Pham Vin 2.10 24 5.775.000 520.000 150.000 6.475.000
Toan
Pham Thi 1.86 23 5.115.000 520.000 120.000 5.601.875
Hing

( Nguén: Phong té chic téng hop)
- Vi du: Tinh lwong cho can bé Nguyén Hizu Nam
Ta co:

Lcb
Ltl= — *Ntt+ Pc
24

2.750.000%2.34%26
Ltl = 4 +520.000 + 180.000 = 7.671.250 d

% Lao dong truc tiép:

Cong ty ap dung hinh thirc tra luong theo san pham. Hinh thitc ndy quan triét
nguyén tac phan phdi theo lao dong, gan viéc tra luong voi két qua cua mdi ca
nhan. Thuc chat tra lwong theo san pham hay sé ¢éng viéc da hoan thanh va dam
bao duogc chét luong.

COng thirc: Lsp = Ntt * Dg
Trong do:
Lsp : Luong san pham

Ntt : S san phém thuc té dat chét lugng hoan thanh
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Pg : Pon gia luong san pham
Bang 2.3.8: Bang lwong by phan vé dém bong ép thang 7/2016

(PVT: Bong)
STT Ho va Tén Ngay | Sanphamthwc | Pongia | Phucap | Téng tién
cong té An ca
(Ntt) (Ntt)/ngay
1 |NguyénThiLam | 24 | 15 chiéc/ ngay 300.000 | 5.340.000
2 |Pham Thi Thom |23 |15 chiéc/ ngay |14.000/1c | 300.000 | 5.130.000
3 |PhamThiHang |21 |15 chiéc/ ngay 300.000 | 4.710.000

( Nguén: Phong té chic téng hop)
Tién leng chi t(d cho thoi gian hoc tap, tham quan, ngh; mat
- Doi vaéi khoi lao dong phuc vu: thoi gian tham gia hoc tap, cong tac duoc coi
la thoi gian truc tiép san xuat va huong luong theo quy ché tam thoi tra luong can
bo céng nhan vién phuc vu theo quy dinh cia Tong giam déc.

Nhan vién dugc cir di dao tao, hoc tap nang cao tay nghé, di du hoi thao,
tham du cac 16p chinh tri, 6p quan Iy kinh té, quan 1y khoa hoc k§ thuat, hanh
chinh. .. trong thdi gian hoc tap duoc huong mic luong nhu ngdy cong truc tiép
san xuat bao gom ca tién thuong khuyén khich.

Tién lwong chi trd thoi gian tham gia cac hoat déng thé thao, vin héa

Céan bo cong nhan vién dugc cir di tham gia cac hoat dong thi dau thé thao,
hoi dién van hoa quan ching, céng tac Quéc phong an ninh, huan luyén tu vé.
Hinh thirc hach toan tién luong dugc trich tir quy luong ctiia Cang dé chi tra. Ché
d6 chi tra, ngay cong dugc thanh toan theo quy dinh tai quy ché tra luong sb
137/QB- LDTL, quy ché s6 1441/QC- CNH va théng bao s6 1229/TB- LDTL.

%+ Cac khodn thu nhdp khac

Tién lwong ngay 1&, tét, tién thuong thi dua quy. ..

Thuc hién theo noi quy Tong giam déc ban hanh

Vi du: Tién thuong Tét At Mui 2015 d6i voi cac nhan vién 1a 1 thang luong
cbng tac.

% Tién tror cap bdo hiém x& héi

Can bo, cong nhan vién nghi viéc do dm dau, thai san, ... dugc huong ché do
bao hiém xa hoi theo quy dinh cua Luat Bao hiém x& hoi: Nghi dinh sb
152/2006/ND- CP ngay 22/12/2006 cua Chinh phi. Thong tw sé 03/2007/TT-
BLDTBXH ngay 30/01/2007 cua B6 Lao BPong Thuong Binh Va Xa Ho1 hudng
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dan mot sé diéu cua Luat Bao hiém xa& hoi vé bao hiém xa hoi bit budc. Muc
lwong tdi thiéu dé trg cip cho bao hiém xa hoi 1a 2.150.000 ddng. Cac ché do
thanh toan va hinh thic chi tra thuc hién theo noi quy sé 299/2008/TCNS ngay
24/01/2008 huéng dan quan ly ché do bao hiém xa hoi tai cong ty.
% Tién luong lam thém gio
Quy dinh vé diéu kién Iam thém gio: Viéc 1am thém gio chi duoc thanh toén
tién cong khi thoa mén cac diéu kién sau: C6 bang xac nhan caa Trudng phong
ban d& nghi thanh toan tién 1am thém gid cho nhiing du an can phai hoan thanh
dung thoi han do cdng viéc phét sinh thém, cac cong viéc yéu cau bat budc ding
thoi gian nhu kiém toén, quyét toan.
- Phuong phap tra luong ngoai gio:
Vao ngay thuong: mdi gio 1am thém dugc huong bang 150% tién luong gid
cuaa ngay lam viéc binh thuong.
Vao ngay nghi hang tuan: mdi gio lam thém duoc hudng bang 200% tién
lwrong gid cta ngay lam viéc binh thuong.
Vao ngay I¢, ngay nghi c6 huong luong( quy dinh tai cac diéu 73, 74, 75 va
78 cua Bo luat lao dong) mdi gio 1am thém dwoc hudng bang 300% tién luong
gio cuaa ngay lam viéc binh thuong.
Tién lvong lam viéc vao ban dém quy dinh tai diéu 70 cua Bo luat lao dong:
MJi gid 1am viéc vao ban dém dugc huong bang 130% tién luong gid cua ngay
lam viéc binh thuong.
Tién luong gid duoc tinh trén co s& mot thang 26 ngay lam viéc, 1 ngay 8
gio lam viéc.
e ConNg tac tién thwéng
Tién thuong la khoan bo sung cho tién lwong nham quan triét nguyén tac
phan phéi theo lao dong. N6 1a mét kich thich vat chat c6 tac dung tich cuc véi
nguoi lao dong trong viéc phan dau cong viéc tét hon. Nguon tién thuéng nam
trong quy lwong va quy tién thuong cua doanh nghiép. Quy tién thudng dugc
trich tir loi nhuan sau thué. Hang nam Cong ty c6 trich 1ap cac quy phuc loi va
khen thuong theo ty 1¢ phan trdm loi nhuan sau thué dé hd trg ngudi lao dong.
Céc hinh thurc thuong cua Cong ty:
- Thuong cho cac ca nhan, phong ban c6 thanh tich xuét sic, hoan thanh tét
nhiém vu duoc giao.

54



- Thuong nhan dip I tét nhu: 30/4, 1/5, 2/9, tét Nguyén Péan... Tuy nhién tur
nam 2008 dén nim 2009 Coéng ty lién tuc lam an khong hiéu qua dan dén viéc
trich 1ap cac quy hau nhu khong c6 dan dén viéc khen thudng cho ngudi lao dong
trong cac nam d6 1a rat it. Nam 2015 hoat dong san xuat kinh doanh cua Cong ty
d3 phan kha hon tuy nhién viéc khen thuéng cho ngudi lao dong van con rat han
ché, chua that sy khuyén khich duoc ngudi lao dong. Vi du nhu thudng cho ngay
30/4 va 1/5 1a 100.000d/ngudi, dip tét 1a 300.000d/ngudi.

ePhu céap
Cac muc phu cip Cong ty ap dung:
Phu cép an ca:
+ P6i voi lao dong gian tiép cong ty quy dinh phu cap an ca 1a 520.0004d v6i
nguoi lam du 24 ngay cong.
+ Pdi véi lao dong truc tiép 1a 240.000d/nguoi.

-Phu cip trach nhiém: Véi ky su quan ly, giam sat cong trinh, véi 1 s6 cong
nhan phu trach céng viéc co tinh chat phic tap...va mac phu cdp do Cong ty tu
qui dinh.

-Phu cép di lai: V6i nhitng cdng nhan vién phai di chuyén nhiéu nhu 1ai xe,
nhan vién di cong tac ...

-Phu cép ddc hai: véi nhitng cong nhan 1am viéc trong méi trudng doc hai,
cha yéu 1a doi véi lao dong truc tiép. Muc phu cap doc hai Cong ty dang ap dung
1a 50.000 dong/nguoi/thang. No6i chung mirc phu cdp Cong ty dang ap dung 1a rat
thap, chwa khuyén khich dugc tinh than cta nguoi lao dong.

e Phlc |Q’i
Nam 2009, theo chinh sach quy dinh cua Nha Nudc, tai Cong ty nguoi lao
dong phai tham gia 3 loai Bao hiém: BHXH, BHYT, Bao hiém tai nan lao dong.
BHXH: Cong ty tinh bao hiém xa hoi trén co sé hé sé luong cap bac va
luong t6i thiéu theo cong thuc:
BHXH = Hcb x LTT x20%
Trong do:
Hcb: Hé sb luong cap bac

- LTT: Luong tdi thiéu do Nha Nudc quy dinh  20%: S phan trim BHXH

phai dong (14% do doanh nghiép doéng, 6% ngudi lao dong phai dong)
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- BHYT: Theo quy dinh BHYT hang thang phai dong 3% mirc lvong co ban.
Trong d6 doanh nghiép dong 2%, con 1% do nguoi lao dong dong dugc ndp vao
ky 2 hang thang.

- Bao hiém tai nan: Mic binh quan cho mdi ngudi 1a 24.000 dong/ngudi/nam,
trong d6 doanh nghiép trich 50% bang quy phdc loi, con lai do CBCNV déng
50%.

+ CBCNV bi chét do tai nan lao dong: duoc tro cap cho gia dinh 5.000.000
ddng

+ CBCNV bj chét do 6m dau, chét do tai nan rai ro ngoai doanh nghiép: duoc
tro cap cho gia dinh 2.000.000 dong.

+ Nhan than trong gia dinh (cha, me, vg, chong) cua nguoi lao dong bi chét: to
chtrc tham viéng véi mitc 100.000 dong/ngudi.

Vi du: Luong co ban thang 7/2016 cua 6ng Nguyén Hitu Nam la 1.832.300
dong. Véi sé luong nay 6ng Nam phai dong BHXH, BHYT, BHTN theo quy dinh
cua Nha Nudc nhu sau:

- BHXH = Luong co ban x 6% = 1.832.300 x 6% = 109.938 dong

- BHYT = Luong co ban x 1% = 1.832.300 x 1% = 18.323 dong

- BHTN = 12.000 d6ng.Tuy nhién tir ngay 01/01/2010, theo quy dinh ciia Nha
nudc tai Cong ty ngudi lao dong tham gia BHXH, BHYT va Bao hiém that
ngiép nhu sau:

Loai Bao hiém BHXH BHYT BHTN Muc nop tir ngay 01/01/2010 22% 4,5%
2%.

Loai Biao Hiém BHXH BHYT BHTN

Muc nop tir ngay 01/01/2010 22% 4.5% 2%

-Nguoi sur dung lao dong 16% 3% 1%

-Nguoi lao dong 6% 1.5% 1%
Nguon

- Nguoi st dung lao dong 16% 3% 1%
- Nguoi lao dong 6% 1,5% 1%
Déi twong dong bao hiém that nghiép theo Luat BHXH 1a ngudi lao dong
lam viéc theo hop dong lao dong khong xac dinh thoi han hoidc xac dinh thoi han

tor du muoi hai thang dén ba muoi su.
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Péi tuong duoc xét thuong 1a tap thé va CBCNV lam viéc thuong xuyén
trong cong ty tir 01 nam trd 1én, chap hanh t6t ndi quy lao dong, dong gop vao két
qua kinh doanh cua Cong ty.

Mt tién thuong cho timg don vi, ca nhan s& do Tong giam ddc Cong ty
quyét dinh:

- Thuéng dinh ky, thuong hoan thanh ké hoach, thudng thi dua thang:

Tién thuong phu thudc vao mirc do hoan thanh ké hoach va két qua cong

viéc thuc té ctia Cong ty trong thoi ky.

- Thudng cudi nam:

Tham niém duoc tinh chi tiét timg thang, tién thudng tham nién thang do
Tong giam dbc quy dinh.

Tién thAm nién = S6 thang tham nién x SO tién tham nién 1 thang

Phong hanh chinh nhan sy ¢6 trach nhiém lap to trinh vé s6 tién tham nién
cta | thang; phong tai chinh ké toan du toan tong s tién tham nién trude 30 ngay
so voi ngdy bat dau nghi Tét.

Thuong thadm nién dugc tra vao cudi nam Am lich.

» Thudng dot Xuat: Cong ty thuc hién ché do thudng cho nhiing thanh tich
ndi bat cua tap thé va ca nhan. Marc thudng cu thé dugc quyét dinh trén co sd mic
d6 déng gop va tac dong ciia nhirng thanh tich d6 d6i véi két qua hoat dong, uy
tin va thuong hi€u cua cong ty.

» Thuodng dac biét cho CBCNV lam viéc tai Cong ty tr 5 — 10 nam hoan
thanh xuét sic nhiém vu duoc giao.

Tién thuong 1a khoan bd sung cho tién luong nham quéan triét nguyén tic
phan phdi theo lao dong. N6 1a mot kich thich vat chat co tac dung tich cuc véi
ngudi lao dong trong viée phan ddu cong viée tét hon. Ngudn tién thudng nim
trong qu¥ luong va quy tién thuéng cta doanh nghiép. Quy tién thuong duoc trich
tir 101 nhuan sau thué. Hang naim Cong ty c6 trich 1ap cac qui phuc loi va khen
thudong theo ty 1é phan trim loi nhuan sau thué dé hd tro nguoi lao dong. Cac
hinh thirc thudng cua cdng ty:

- Thudng cho cac c4 nhan, phong ban cé thanh tich xuét sic, hoan thanh tbt
nhiém vu dugc giao.

- Thudng nhan dip 18 tét nhu: 30/4, 1/5, 2/9, tét Nguyén Pan... Tuy nhién tir
nam 2008 dén nim 2009 Cong ty lién tuc lam an khong hiéu qua dan dén viéc

trich 14p cac quy hau nhu khong ¢ dan dén viéc khen thuéng cho ngudi lao dong
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trong cac nam do6 1a rat it. Nam 2010 hoat dong san xuat kinh doanh ctia Cong ty
d3 phan kha hon tuy nhién viéc khen thudéng cho nguoi lao dong van con rat han
ché, chua that sy khuyén khich dugc nguoi lao dong. Vi du nhu thudng cho ngay
30/4 va 1/5 1a 100.000d/ngudi, dip tét 1a 300.000d/ngudi.
2.3.5.2 Piingd tinh than
Cong ty ap dung mot sd phuc loi tu nguyén nham dong vién CBCNV an tam
cong tac 1au dai voi cong ty. Thudng xuyén td chie cac budi biéu dién van nghé,
C4C giai thi dau thé thao nodi bd nhu thi ddu cau 16ng, bong ban, cac chuong trinh
chao mung cac ngay 1& nhu ngay 8/3, ngay 20/10...
Hang nam cong ty trich quy phuc lgi dua CBCNV di du lich, tham quan , nghi
mat nham tao cho CBCNV c¢6 nhiing gio phut nghi ngoi, thu gidn sau mot thoi
gian 1am viéc cing thang, mét moi, dong thoi 1am ting thém sy doan két tap the
CBCNYV trong toan cong ty.
Cubi nam, cong ty to chirc budi danh gia, biéu duong nhiing ca nhan, tap thé
c6 thanh tich cong tac tot dé khuyén khich tinh than 1am viéc ctia moi nguoi.
2.3.5.3 Piéu kién lam viéc

Piéu kién 1am viéc 13 tong hop cac nhan t6 trong méi trudng doanh nghiép co
tac dong dén nguoi lao dong.

Tao diéu kién lam viéc tbt hay x4u déu co anh huong 16n kha nang lam viéc va
hiéu qua san xuat kinh doanh ctia doanh nghiép. Do d6, cong tac nay dugc Cong
ty TNHH chin ga gbi dém Elan Hai Phong rat chu trong va quan tim. Cong ty
ludn tim cach cai thién diéu kién 1am viéc cho CBCNV.

- Heé théng co sé ha tang twong dbi rong rdi khang trang, sach s& voi khuon
vién dep nhiéu cdy canh thuong xuyén dugc chim soc luén dem lai moi trudng
lam viéc trong lanh thoang mat cho nguoi lao dong.

- Cong ty di va dang hoan thién va nang cap hé thong quan tri mang internet
nham phuc vu tdi da viéc kinh doanh budn ban, lién két voi cac showroom, dai 1y
trong va ngoai nudc.. Nho vao su nng cip nay ma Cong ty co thé ting kha ning
xtr 1y thong tin kinh té, ting kha ning lam viéc cua nhan vién va co thé ky hop
ddng voi ddi tac ma khong can gip truc tiép.

- Cong ty con trang bi nhiéu trang thiét bi, may moc hién dai, cung cap cac
loai may may, théu, dét tién tién nhét, ciing nhu cai thién 1am viéc cho ngudi lao
d6ng nhu hé théng thong gio, hé thong diéu hoa may lanh, phuong tién lao dong.

Cong ty ciing chi trong dam bao tiéu chuan noi 1am viéc vé khong gian, do thoang,
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anh sang nudc sach, hé théng dién chiéu sang...Nhin chung Cong ty van phai
nang cap hé théng chay né boi hé théng nay ciia Cong ty da cii do duge xdy dung
tir 1au. Pong thoi Cong ty cling can nang cap chét lugng y té dé dam bao hon nita
chat luong diéu kién 1am viéc tai Cong ty.

Trong mét doanh nghiép, dac biét 1a nhitng doanh nghiép cé quy mé 1én nhu
cong ty TNHH chin ga gbi dém Elan, 1a mot tap hop nhitng con ngudi khéac nhau
vé trinh d6 chuyén mén, trinh d6 vian hoa, mirc d6 nhan thac, quan hé xa hai,
viing mién dia 1y, tu tudng van hoa... chinh sy khac nhau nay tao ra mot moi
truong 1am viéc da dang va phuc tap. Bén canh dé, véi su canh tranh gay gat cua
nén kinh té thi trudng va xu hudng toan cau hoa, budc cac doanh nghiép dé ton
tai va phat trién phai lién tuc tim toi nhitng cai méi, sang tao va thay doi cho phu
hop véi thuc té. Diéu nay doi hoi doanh nghiép phai xay dung va duy tri mot
méi truong 1am viéc tot phat huy dugc ning luc va thuc day su dong gop cua tat
ca moi ngudi vao viéc dat duoc muc tiéu chung cua to chirc. Sau day 1a mot sb
nét dic trung trong moi truong lam viéc tai cong ty TNHH chin ga gbi dém
Elan:

- Cong ty cung cip day di moi trang thiét bi cong nghé, may moc ... phuc
vu cho CBCNV lam viéc dat hiéu qua cao nhat trong hién tai cling nhu vé lau
dai.

- Cong ty c6 quy dinh rd rang vé dong phuc tai tru so lam viéc va quan 4o
bao ho, thiét bi bao vé cho lao dong truc tiép; dam bao su chuyén nghiép, lich
su, ton trong 1an nhau ciing nhu ton trong khach hang.

- Cong ty xay dung d6i ngil ban lanh dao, giam dbc, cac trudng bd phan
quan 1y nhan vién theo tiéu chi trao quyén nham tao su tin twong nhan vién va
san sang chap nhdn cung ho vuot qua thir thach.

- Cac cép quan ly dugc dao tao cach khen ché nhan vién mdt cach hi€u qua,
dac bi¢t khong nhéc di nhéc lai nhitng 16i 14m cta nhan vién trong qua khur.

- Cong ty tang qua cho nhan vién dudi nhiéu hinh thirc: tién mat, phiéu
mua hang, ting pham, ...

- Nham thu hep lai khoang cach giira cac thanh vién nhém, céng ty phu cap
hang thang mot khoan tién dé cac phong ban sap xép mot budi di choi nhém
hoac lién hoan cung nhau .
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- Xay dung van hoa doanh nghiép gitta cac thanh vién cua cong ty, lam cho
cdng ty tro thanh mot cong dong 1am viéc trén tinh than hop tac, tin cay, gan bo,
than thiét va tién thu.

- Cong ty xay dung méi trudng lam viéc trén tinh than khach quan “ Khach
hang 13 thuong dé”, dya trén ba yéu t chinh: “ Chan- Thién- My”. Trén co s6
d6 hinh thanh tdm 1y chung va long tin vao su thanh c6ng cia cong ty.

2.3.5.4. Ché d$ 1am viéc nghi ngoi
Pé c6 thé dam bao strc khoé cho ngudi lao dong, Cong ty ciing di xay dung
mot ché d6 1am viéc nghi ngoi hop 1y dé tai san xut sirc lao dong nhu sau:

- Vé ché d@j lam viéc: Khéi lao dong truc tiép va lao dong gian tiép déu lam
viéc gi0o hanh chinh (8h/ngay).

- Nhiing ngay nghi 1&, tét vao ngay nghi hang tuan thi nguoi lao dong dugc
nghi bu vao nhing ngay tiép theo va dugc hudng nguyén luong (theo quy dinh tai
diéu 73 Bo Luat LD).

- Déi véi lao déng truec tiép: 1am viée vao nhitng ngay nghi 18 thi luong duoc
hudng gap 2 1an theo khdi luong cong viée ma ho hoan thanh trong nhiing ngay do.

- Nghi hang nam: CBCNV c6 12 thang lam viéc thi dugc nghi phép hang nam
la 15 ngay nhung van dugc hudng nguyén luong co ban.

2.3.5.5. Ky luat lao dong ,

Nguoi lao dong phai chap hanh nghi€ém chinh thoi gian 1am viée theo quy dinh
cua cong ty, khi can lam thém 210 tai noi lam viéc can ¢ su déng ¥ cua can bo quan
1y, khi nghi viéc riéng, nghi phép phai c6 don dé nghi va phai duoc su dong ¥ cua
lanh dao cong ty, nghi dm phai c6 x4c nhin cta co quan y té. Nguoi lao dong phai
tuyét ddi tuan thu su phan cong, diéu dong ciia can bd quan 1y, chiu trach nhiém
trude ngudi quan 1y vé cong viée dugce phan cong. Khi don phuong chim dut hop
dong lao dong, nguoi lao dong phai cé don dé nghi giri cong ty it nhat trudc 10 ngay.
Néu khong bao trudc, cong ty khong chiu trach nhiém giai quyét cac cong viée lién
quan. Trong gi® 1am viéc, ngudi lao dong khong duoc udng bia, rugu, danh bai hay
str dung may tinh vao viéc riéng hay bét cir viéc riéng nao khac. Khi ¢6 nhu cau ra
ngoai phai duoc sy dong ¥ ctia ngudi phu trach hodc bao cho cac dong su khac biét
dé bao lai cho nguoi phy trach.

Ngudi lao dong phai c6 y thuc trach nhiém bao vé tai san, chdng moi
hanh vi tham 6 l&ng phi, pha hoai hodc iy cip tai san cua cong ty dudi moi

hinh thuc. C6 trach nhi€ém bdo vé€ moi trudng song, moi trudong lam viée cua

60



cong ty, giit gin an ninh trat tu, phong chdng chay n6. Moi trudng hop vo ¥
thtrc hodc thiéu tinh than trach nhiém lam hu hai tai san cua cong ty déu phai
bdi thuong. Trong san xudt ngudi lao dong phai thuc hién dung cac qui dinh
ki thuat va sy hudng dan ciia nguoi phu trach. Nhitng san pham hu hong do
thiéu tinh than trach nhiém hodc sai quy trinh ki thuat déu phai boi thuong
theo mtrc do thi¢t hai. Trong qué trinh thuc hién hop déng lao dong, néu cé
phat sinh hodc tranh chép thi ngudi lao dong phai lam don kién nghi dé cong
ty xem xét giai quyét. Nguoi lao dong khi vi pham ky luat lao dong da duoc
kiém diém nhung van khong stra chita hodc tiép tuc tai pham sé& bi xtr Iy véi
hinh thtrc ky luat cao hon hodc budc thoi viéc.

2.4. Phan tich mot sé chi tiéu danh gia hiéu qua sir dung ngudn nhan luc tai

cong ty TNHH chiin ga goi dém Elan

Bing 2.4.1 Mt sé chi tiéu danh gid hiéu qud sir dung nguon nhén lyc

Chénh léch
STT Chi tiéu Pon vi Nim 2015 | Nim 2016 Ty Ié
Chénh léch
(%)

1 | Doanh thu Triéu 60.146.723 | 52.477.245 | (7.669.78) | (12.75)
2 | Loinhuan Triéu 5.923.466 | 4.443.989 | (6.200.321) | (11.42)
3 | S6 lugng LBTT Nguoi 544 525 (19) (3.4)
4 | Tong san lugng Chiéc 1.483.200 | 1.320.000 | (30.000) | (16.67)
5 | NS LBBQ (4/3) Chiéc/ngudi 2.726 2514 (212) (7.77)
6 | Hiéu suat su dung Tridu/nguoi | 114.565 97.180 (17.385) | (15.17)

lao dong(1/3)
7 | Hiéu qua st dung lao | Trigu/nguoi 11.283 8.230 (3.053) | (27.058)

dong(2/3)
g | Mucdamnhiémlao | \oygiftrieu | 0.00872 0.01 0.0013 14.68

dong(3/1)
Nguon

= Hiéu suét sir dung lao dong: 14 chi tiéu cho ta biét mot lao dong tao ra bao
nhiéu ¢éng doanh thu trong mot nam.
Hiéu suit st dung lao dong nam 2015 cua cong ty la 114.565
triéu/nguoi/nam, didu nay ching to trong naim 2015 mot lao dong cta cong ty tao
ra 114.565 triéu dong doanh thu. Nhung dén nim 2016 con sd nay giam xuéng

con 97.180 triéu ddng/ngudi/nim. Nhu vy, hiéu sut str dung lao dong ciia Cong
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ty trong nim 2016 d3 giam so v6i nam 2015. Cu thé, hiéu suat sir dung lao dong
nam 2016 giam so v&i nam 2015 1 10.62 triéu ddng/ngudi/nim twong duong véi
giam 15.17%.
= Hi¢u qua sir dung lao ddng: 1a chi tiéu cho ta biét mot lao dong tao ra bao
nhiéu déng lgi nhuan trong mdt nam.

Nam 2015, hi€u qua st dung lao dong cua cong ty la 11.283 tri¢u
d6ng/nguoi/nim, didu nay chimg to nim 2015 mot lao dong ctia Cong ty tao ra
811.283 triéu déng loi nhuan. Pén nam 2016 gidm chi con 8.230 tri€u
d6ng/ngudi/nim twong duong véi giam 27.058% so véi nam 2015,

= Niing suit lao dong binh quin:

Ning suét lao dong nam 2015 1a 2.825 chiéc/nguoi/nam, diéu nay ching to
nam 2015 s6 san luong mot lao dong 1am ra 13 2.726 chiéc. Dén nam 2016 giam
di con 2.514 chiéc/ngudi/nam. Ching to ning suat lao dong nim 2016 giam so
v6i nam 2015 1a 212 chiéc tuong duong giam 7.77% s lugng san pham 1am ra
ctia mdi cong nhan .

= Mirc dim nhiém lao ddng : 13 chi tiéu cho ta biét 1 dong doanh thu can bao
nhiéu lao dong.

Muc ddm nhiém lao dong ndm 2015, mirc dam nhiém lao dong cua Cong ty
1a 0.00872 ngudi/triéu dong/nim, diéu ndy ching t6 trong ndm 2015 dé tao ra mot
triéu déng doanh thu can 0.00875 lao dong. Pén nam 2016 con sb nay 1a 0.01
nguoi/triéu dong/nam. Nhu vay, mic dam nhiém lao dong nam 2016 da ting di
so v4i nam 2015. Cu thé, mic dam nhiém lao dong ndm 2016 so véi nam 2015
tang 0.0013 nguoi/triéu dong/nam twong duong voi 14.68%.

2.5. Panh gia vé cdng tac sir dung lao dong tai cong ty TNHH chin ga gbi
dém Elan

Cong ty TNHH chan ga gdi dém Elan d 4p dung nhiéu bién phap quan Iy
mang lai nhitng két qua dang ké. Viéc tuyén dung va dao tao, khuyén khich nguoi
lao dong da dugc Cong ty quan tam lam cho hiéu qua st dung nhén sy ¢ céng ty
tang 1&n. Song bén canh nhimg diém da dat duoc, van con ton tai mot sé it mat
han ché:

% Uu diém:
- Cong ty di cai thién moi truong 1am viéc, chuan bi ddy di cac tu trang, vat
tu day du, giap nguoi lao dong yén tam gan bé lau dai vai cong ty.
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- Cong ty da xay dung dugc mot doi ngil tré, nang dong , c6 tay nghé va du
diéu kién suc khoe dap wng cong viéc kém theo 1a doi ngii 1anh dao nhiéu kinh
nghiém . Diéu nay gilp bd khuyét nhimg nhuoc diém cua d6i ngii tré tot nghiép
THPT, Trung Cép, Cao Bang méi ra truong.

- Co cAu gi6i tinh, trinh d6 hop Iy thi mot hé thdng phong ban theo kiéu truc
tuyén chie ning gon nhe nhung dam bao rat tét cac yéu cau vé quan 1y, ciing nhu
phu hop voi dic diém kinh doanh va yéu cau thuc té.

- Cong tac luong bong dai ngd dugc xay dung chuan theo cac quy dinh cua
nha nudc. Mic du khong cao nhung bude dau tao duoc sy khuyén khich vai nhan
vién trong cong viéc. Cac dii ngd khéac vé cac loai trg cap, bao hiém, ché do nghi
dudng, tai nan lao dong, thai san déu dugc thyuc hién day da va ding quy dinh.

% Han ché:

- Cong tac hoach dinh nguén nhan lyc tai cdng ty van con han ché: Viéc hoach
dinh ngudn nhan luc van chua xac dinh 16 dugc nhu cau ngudn nhan lyc trong
tuong lai, d& chu dong thiy trude duoc nhimg kho khin va tim cac bién phép
nham dap ng nhu cau ngudn nhan luc. Pidu ndy c6 ¥ nghia quan trong trong cac
chién lugc Kinh doanh dai han.

- Cong tac tuyén dyng cua coéng ty con nhiéu han ché: Elan vin con uu tién
d6i vai con em can b céng nhan vién trong cong ty va can sau sat hon trong qua
trinh tuyén dung theo trinh d6 tay nghé bac tho, viéc nay 1am khdng khai théc triét
dé hét nhan tai ngoai doanh nghiép.

- Cong tac dao tao nguon nhan luc van chua dap tng dugc nhu cau thyc té
(Bang 2.3.3), s6 luogng lao dong dugc dao tao con rat it, trong khi d6 trinh do tay
nghé nguoi lao dong chia theo cap bac tho 1a chwa cao, chua dap tmg dugc nhu
cau cong Viéc.

- Cong tac danh gia cdng nhan vién van con han ché khi ho chii tam nhiéu veé
hoan thanh céng viéc dung han, di 1am du ca, du budi ,ma quén vé thai do, trinh
do va tac phong lam viéc cua nguoi lao dong.

- Cong tAc tra lwong ngudi lao dong: Viéc danh gia xép loai nhan vién khong anh
huéng toi cong tac tra luong nguoi lao dong. Nhimg nguoi 1am viée “kém chat lugng
hon” van dugc huéng mirc luong ngang bang véi nhimg ngudi cham chi.
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CHUONG 3
MQT SO BIEN PHAP NANG CAO HIEU QUA SU DUNG NGUON
NHAN LUC TAI CONG TY TNHH CHAN GA GOI PEM ELAN

3.1. Pinh hwéng phét trién cia doanh nghiép trong thoi gian téi

Du kién sang nam 2017-2018, Elan van tiép tuc phai dwong dau véi nhiing
dién bién phuc tap va kho khin ngay cang 16n hon véi nhiing chién luoc cong ty
da vach ra. Hién nay tat ca céac dich vu cong ty dang cung cap cd lién quan mat
thiét dén hoat dong xuat nhap khau. Chinh vi vay, bat ki su bién dong nao cua nén
kinh té c6 anh huéng dén hoat dong xuat nhap khau déu gay anh huong dén hoat
dong kinh doanh caa cong ty. Tuy nhién trong diéu kién nén kinh té dat nudc dang
tang truong manh nhu hién nay, khdi lwong hang hda xuat nhap khau hang nim
n6i chung. Nhu vay, rii ro bién dong tang trudng cia nén kinh té d6i voi cong ty
la khdng cao. Chinh vi vay, trong nhitng nidm t6i cong ty khéng ngiing phat trién
cac hoat dong san xuat kinh doanh, bén canh viéc 1am nguén cung cip chinh, 1a
dai ly, kénh phan phdi cho cac chi nhanh Bac - Nam c6 thé s& sang linh vuc tau
bién dé ma rong thi truong san xuat kinh doanh khéng chi bang dudng bo ma ca
duong thuy, nang cao thu nhap va doi song cho nguoi lao dong, 1am tron nghia
vu vai ngan sdch Nha Nuéc.

Mot s6 dinh hudéng cu thé :

- Nang dan cudc van chuyén cho phi hop véi mat bang gia ca hién tai.
Cai tién may mac, thiét bi tién tién theo hudng chuy@n mén hoa ting hoat dong,
ting bo phan.

- Mé rong thi trudng tidu thu vao céc tinh phia Bac, ngoai Nam,mé thém nganh
nghé kinh doanh lién quan t&i may mac, xay dung thém céac chi nhanh méi.

- Tiép tuc sip xép lai to chirc, hoan thién bé sung diéu Ié Cong ty va cac quy
ché dé phu hop véi diéu kién kinh doanh va luat doanh nghiép.
Nang cao chat luong dao tao, nang cao tay nghé va dam bao viéc lam cho ngudi
lao dong, chap hanh nghiém chinh cac ché do chinh sach ciia Nha nuéc, hoan
thanh nghia vu ddi véi Nha nudc, nang dan thu nhap va co tic caa cong ty.
Trén day la phuong huéng phat trién kinh doanh ciia cong ty nam 2017-2018 . C6
thé néi phuong hudng phat trién cia céng ty va nhirng bién phap ma cong ty néu
1&n 12 hop 1y va theo huéng khic phuc nhitng kho khan, ton tai cia cong ty.
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3.2. Muc tiéu, phwong hwéng phéat trién ciia cong ty TNHH chiin ga goi
dém Elan

- Tiép tuc xay dung, ban hanh quy ché méi phu hop véi yéu cau kinh doanh
ctiia Cong ty dong thoi hoan thién lai bo may t6 chirc gitip cho co cau to chirc gon
nhe, linh hoat va hoat dong hiéu qua hon.

- Tang cudng cong tac tu dudng, sira chita va bao dudng trang thiét bi theo
dung ké hoach ddng thoi dau tu trang thiét bi, may moc hién dai dap tng duogc
yéu cau nhiém vu kinh doanh trong thoi gian t&i va nhu cau phat trién caa nén
kinh té.

- ChU trong cbng tac tuyén dung lao dong nham nang cao chat luong lao déng
cua cong ty dap ung dugc yéu cau ngay cang cao cia cong Viéc.

- Hd trg kinh phi cho cac khoa dao tao ngan han doi véi CBCNV, khuyén
khich lao d6ng hoc nang bang cap dap tng nhu cau caa thi treong hién nay.

- Nang cao chit luong kinh doanh, ting cudng méi quan hé giira cac phong
ban va doi ngii lao dong truc tiép dé tao diéu kién thuan loi trong qua trinh thuc
hién kinh doanh cua cong ty, tich cuc tim kiém co hoi nham ma rong quy md kinh
doanh, dem lai lgi nhuan cho cdng ty va nang cao nang luc canh tranh cta cong
ty trén thi truong.

- Bao dam an ninh chinh tri, trat tu an toan xa hoi, dam bao an toan trong qua
trinh 1am viéc, tao diéu kién cho ngudi lao dong c6 viéc 1am va thu nhap 6n dinh
nham ning cao doi séng vat chat va tinh than cho ngudi lao dong.

3.3. Céc bién phap nang cao hiéu qua dao tao ngudn nhan luc tai cong ty
TNHH chiin ga géi dém Elan.
3.3.1. Giai phap nang cao chat lweng tuyén dung lao déng
»Cin cwr dwa ra gidi phap

Can ctr vao thyc trang cong tac tuyén dung cua cong ty nim 2016, ta thiy
tong lao dong tuyén dung 1a 50 ngudi, trong d6 khéi lao dong truc tiép tuyén 1a
30 nguoi, khdi lao dong gian tiép tuyén 20 nguoi, trong d6 sé nguoi tuyén dung
noi bo 1a 35 ngudi , s6 nguoi tuyén dung bén ngoai 1a 15 ngudi va déu 1a tng vién
hoc hét THPT hoac mdi ra truong. Diéu d6 cho thay nguon tuyén dung noi bo cua
cng ty van nhiéu vi thé ma cé nhiéu han ché. Khéng tan dung dugc ngudn lao
doéng c6 nang luc cao tir bén ngoai.
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Lao dong bi nghi viéc 2016 1a 19 nguoi, trong do6 khdi lao dong truc tiép bi
sa thai 14 ngudi (40%) va lao dong gian tiép bi sa thai 5 ngudi (66.67%). Diéu
nay phan anh nang luc lam viéc va y thic lam viéc con kém.

Theo bang 2.3.1: Tinh hinh tuyén dung ciia céng ty trong 2 nam 2015-2016

Chi tiéu Nim 2015 | Nim 2016 Chénh léch
(+/-) (%)

1.Téng lao dong tuyén dung | 58 50 -8 -13.79
+ Tuyén ni bd 38 35 -3 -7.89
+ Tuyén bén ngoai 20 15 -5 -25

- Lao dgng truec tiep 35 30 -5 -14.28
-Lao déng gian tiép 23 20 -3 -13.04
2.Tong lao dong nghi viéc 13 19 6 46.15
-Lao déng truc tiép 10 14 4 40
-Lao déng gian tiép 3 5 2 66.67
3.Tong lao dong vé huu 2 3 1 50

(Nguon: Phong hanh chinh, nhan su téng hop)
= Muc tiéu cua gidi phap

- Nang cao chét luong trong cong tac tuyén dung ngudn nhan lyc ddng nghia
véi viéc nang cao hiéu qua san xuat kinh doanh cua doanh nghiép.

- Tuyén chon nhitng tmg vién c6 nang luc thyuc su, ¢ kha ning dap wng cong
viéc nhanh va hiéu qua nhat, c6 tu cach, thai do, trinh d6 1am viéc cau tién, nghiém
tdc nhét.

- Giam thiéu céc chi phi phat sinh trong qua trinh tuyén dung, tuyén dung c6
chon loc, hiéu qua.

= Ngi dung thec hién

- Pa dang hoa ngudn tuyén dung dé thu hut duoc nhiéu wng vién, tao co hoi
thuan lgi cho viéc tuyén chon nhiing Gng vién giau tiém nang nhat, c6 k§ ning
thuc hanh va trinh do ngoai ngi,.., tét phi hop véi yéu cau cong viéc.

- Lién hé véi céc trung tam gigi thieu viéc lam: day 1a bién phap it ton kém,
c6 thé can nhic dung trong trudng hop lao dong trong cong ty khong hiéu qua va
can tuyén ngudoi véi sb lugng 16n ma khong can trinh do cao
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- Tuyén sinh vién tét nghiép truc tiép tir cac truong THPT, cao dang, dai hoc
gan d6 nhu truong THPT An Duong, THPT Nam Son, Bic Son, Truong PH Hai
Phong...Doanh nghiép c6 thé ki két hop dong dao tao voi cac co sd dao tao phu
hop, can néu rd yéu cau dao tao Vai co sé nay dé dat két qua nhu mong mudn, ¢6
thé cir nhan vién cong ty dén giam sat va tham gia dao tao. Bén canh d6 to chirc
tai trg, cAp hoc bdng, giao luu...dé tao uy tin, hinh anh véi cac tmg vién tuong
lai.

3.3.2. Giai phap dao tao nham nang cao chat lwong hoat ddng ciia ngudn
nhan luc

= Cdn cir dwa ra gidi phap

Theo bdng 2.2: Co ciu lao dpng theo trinh dé

( Pon vi: Nguoi,%)

2015 2016 So sanh
Trinh d¢ lao dgng | S6 lwong Ty lé S6 lwong Tylé | Solwgng | Ty lé
Trén dai hoc 10 1.44 10 1.44
Pai hoc 47 6.77 49 7.10 2 0.33
CD, TC 135 19.45 111 16.08 | (-24) | (3.37)
Tét nghiép THPT 502 72.33 520 75.38 18 3.05
Téng 694 100 690 100 (4)

( Nguon: Phong té chizc hanh chinh)

Pao tao nguon nhan luc 1a mot yéu cau tat yéu trong céng tac quan tri nguon
nhan lyc. Nguoi lao dong 1a ngudi truc tiép tham gia vao hoat dong san xuat kinh
doanh dong thoi 1a ngudi thue hién cac muc tiéu ma doanh nghiép da dé ra. Nam
2016, trong toan cong ty c6 694 nguoi, trong d6 lao ddng co trinh d6 trén dai hoc
1a 10 nguoi chiém 1.44 % trong tong sb, trinh do dai hoc 1a 49 nguoi chiém 7.10
%, trinh o CP, TC 1a 111 ngudi chiém 16.08 %, dién tét nghiép THPT la 520
nguoi chiém 75.38 %. Hon nita véi sy khac nghiét cua méi truong kinh doanh,
khi thi trudong trong nude dang co xu hudng thu hep thi viéc tim kiém thi truong
tiém nang qudc té luén 1a mot van dé quan trong ma doanh nghiép quan tam.
Chinh vi diéu d6 ma viéc nang cao chat lugng nhan luc trong quan hé ngoai giao,
am hiéu méi truong kinh té trong va ngoai nudc, giao tiép qubc té véi trinh do tot
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lubn 1a mot viéc 1am hét sic can thiét, anh huong truc tiép dén hiéu qua hoat dong
san xuat kinh doanh cua Elan.

= Muc tiéu cua gidi phap

- Nang cao trinh d6 tay nghé cua lao dong, trinh d6 trinh do hoc van va kha
nang giao tiép cho ngudn nhan lyc kinh doanh, tim kiém thi trudng va trinh do
chuyén mén cua d6i ngi quan ly va can bo chuyén trach trong Cong ty.

- Nang cao hiéu qua san xuét kinh doanh tao moi diéu kién dé ting kha ning
canh tranh cua Cong ty trén thi truong.

= Ngi dung thuc hién

- V6i d6i ngii can bo quan Iy: Nang cao trinh do ning luc quan Iy dé phi hop
véi xu thé phét trién nén kinh té cua dat nude. Hang nam, cir can bo luan phién
nhau di boi dudng, tham du hoi thao, tap huan chuyén mon nghiép vu quan ly
theo co ché méi ban hanh ciia Nha nugc. Nang cao kha niang ngoai ngit tiéng anh
ctua Truéng/Pho phong, khuyén khich can bo CNV hoc thém ngoai gio. Mit khéc,
khi ctr can bo di dao tao phai dao tao theo dting chuyén mon nghiép vu céng viéc
ma ho dang dam trach qua cac trung tdm chuyén boi dudng can bo quan Iy,
Thuong xuyén cap nhat cac kién thicc méi vé quan ly, cung cap kién thirc co ban
vé kinh té thdong qua cac bai giang hoac théng qua viéc xay dung, phan tich xu ly
c4c tinh hudng, dao tao truc tiép thong qua céng viéc (di véi nhan vién mai vao
lam viéc tai Cong ty), tién hanh dao tao tap duot thdng qua hinh thiuc xay dung
dé an cai thién coéng tac hoat dong ciia bo may quan ly trong Cong ty.

- Péi véi nhan vién kinh doanh, truc tiép tim kiém thi truong: Ra soét trinh
d6 chuy&n mén, cir nhitng nhéan vién di hoc céc 16p bdi dudng va nang cao nghiép
Vvu trong va ngoai nuéc. B6 tlc tiéng anh lién tuc, dao tao va kiém tra trinh d6 c6
su gidm sat chat ché caa Cong ty. Tao cac diéu kién thuan loi cho nhan vién trong
qua trinh hoc tap, dat viéc thuc hanh trong cac diéu kién khac nghiét cy thé.

- Pbi véi d6i ngii lao dong truc tiép: S6 lwong lao dong truc tiép chiém da sd
(75,38 % nam 2016) trong hoat dong san xuat kinh doanh cua Cong ty TNHH
chin ga gbi dém Elan. Do vay tiép tuc nang cao trinh do tay nghé cho ngudi lao
dong 1a mot van dé hét sac quan trong va cap thiét.

- Péi voi d6i ngii cong nhan k¥ thuat dau tu kinh phi cho ho di hoc tap, tiép
thu cong nghé mai. Két hop véi cac trudng cao ding, trung hoc chuyén nghiép,
day nghé dong thoi ddy manh hop tac véi nhitng Cong ty ciing nganh nham tiép
thu kinh nghiém va cong nghé hién dai tir d6 dao tao doi ngii cong nhan ky thuat
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theo hudng chuyén nghiép hon dem lai hiéu qua cao. To chiic cac cudc thi tay
nghé lao dong gioi, cudc thi sang tao trong lao dong dé khuyén khich nguoi lao
dong tich cuc tim toi, sang tao, cai tién ky thuat.

Bang 3.3.1:Dur kién sé liwong nguoi dao tao va kinh phi dao tao nam 2017

Chi tiéu Niam 2016 Nim 2017 | Thoigian | Kinh phi
Nhu | Chi | Thuc | Nhu | Chi | Thuc (dong)
ciu | tiéu | hién ciu | tiéu | hign
PT | KH | KH PT | KH | KH

1.Dao tao 36 31 30 41 35 30 9.420.000
tai chd

Tho may 10 8 8 10 8 6 1 thang 1.500.000
Tho théu 7 6 6 10 8 6 1 thang 1.500.000

Congnhan | 16 | 14 | 14 15 13 | 12 2 tuan 1.020.000
dong goi

Can bo KD 3 3 2 6 6 6 3thang | 5.400.000
2CkdiPT | 10 7 6 36 32 29 306.900.000
Tho ky 5 4 3 12 10 9 3thang | 72.900.000
thuat

Can bo KD 2 1 1 12 11 10 5 thang | 150.000.000

Can bo QL 3 2 2 12 11 10 3thang | 84.000.000

Téng 46 38 36 77 67 59 316.320.000
( Nguon: Phong té chiic tong hop)

Hiéu qua dat dugc sau khod hoc duogc biéu hién bang sy ning cao ning luc
lam viéc trong khdi lao dong gian tiép va nang cao nang suét, chat luong lao dong

trong khdi lao dong truc tiép.

3.3.3. Giai phap nang cao hiéu qua cong tiac danh gia két qua lao dong

= Can cir dwa ra gidgi phap

Cong tac danh gia hiéu qua lam viéc caa cong ty TNHH chan ga gbi dém

Elan da néu duogc cac tiéu chi danh gid nhan vién, nhung cach danh gia do dua
trén yéu té chu quan mang tinh c& nhan 1 phia nén hiéu qua lam viéc cua nguoi
lao ddng chua duoc phan anh ding, chua thuc sy la dong luc cho nhan vién hang
say lam viéc.

= Muc tiéu cua gidi phap

69



- Timg budc xay dung hé thong quy dinh dénh gia lao dong mot cach khoa
hoc chat ch& c6 ké hoach.

- Cung cép cho lanh dao nhitng thdng tin chinh xéc kip thoi vé lao dong dé
ban lanh dao cé nhirng giai phap tac dong kip thoi.

- Thudng phat mot cach phan minh, dii ngd cong bang tao ra sy tin tuang cho
nguoi lao dong.

- Lam ngudi kém thi biét duoc khuyét diém ma khic phuc, nguoi gioi thi tao
dong luc cho ho phat huy kha nang, tu khang dinh minh, tao diéu kién su thing
tién cua ho trong to chuc.

- Tao co so dang tin ciy cho cong tac lua chon ddo tao va phat trién nhan lyc.

= Ngi dung thuc hién

- Xay dyng biéu miu danh gia cho diém cy thé. Thong thudng mau bicu duoc
xay dung truéc khi thuc hién danh gia vé noi dung. Can luu y rang tinh cach va
nang luc 12 nhitng pham tru rat kho danh gia. Trong hau hét cac hé théng danh gia
thi tinh cach thuong khdng duoc xép vao céc tidu chi danh gia quan i, trir khi nd
c6 lién quan cu thé toi thanh tich cong viéc.

- Trong khi d6 ning luc lai dugc quan tdm nhiéu nhat. Nang lyc 1a mot ki nang
thé hién kha niang c6 thé hoan thanh mét nhiém vu cu thé nao d6. Mai nhan vién
sé duoc lua chon danh gia bai 10 tiéu chi khac nhau, tuy theo chirc vu va nhiém
vu ctia ho ma ty trong ciia cach yéu té nay dugc thay doi sao cho pht hop. Vi du:
véi cac chuc danh quan ly thi ty trong cta cac tiéu chi nhu su trung thanh, kha
nang giai quyét van dé, kha ning t6 chirc quan Iy phai cao hon cé thé chiém toi
20% tham chi 30%, con véi cac nhan vién lao dong truc tiép tiéu chi nay c6 thé
chi 1a 5% hoic 0. Sau day em xin duoc dua ra mot mau tiéu chi danh gia cho can

bo cdng nhan vién caa cong ty Elan:

BANG PANH GIA LAO PONG TRONG CONG TY
TNHH CHAN GA GOI PEM ELAN

A: Thong tin chung



va

.............................................

..............................................

...........................................

...........................

B: CoOng viéc hién tai dang thuc hién.

STT Cong viéc chinh

Cong viéc phu

Al W DN

C: Cap quan li truc tiép danh gia.

STT [ Chi tiéu danh gia

Ty trong

Mirc d6 hoan thanh cong viéc

Mic d6 hai long cua khach hang

Tinh sang tao, nang dong

Su phoi hop, to chuc

Tinh than trach nhiém

Chép hanh ki luat

Kha ning diéu hanh quan ly

O N O O | W N -

Sy gan bd véi doanh nghiép
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9 Ki nang chuyén mon

10 | Kha ning giao tiép, tng Xir
11 | Téng 100

................................................................................................

Nhan vién dugc danh gia Nguoi danh giad
Ky tén Ky tén
D: Quy ché danh gia xép loai lao dong theo sé diém
STT | Xép loai Xét theo thang Xét theo nim
Sé diém Tién thwong | Sétien | Tién thwéng
1 A 85-100 1.000.000 VNb | 85-100 | 2 thang luong
2 B 65-84 400.000 VNb | 65-84 1 thang luong
3 C 50-64 100.000 VNP | 50-64 | 1/2 thang luong
4 D 0-49 0 VND 0-49 0 thang luong

Ngoai ra trong quéa trinh 1am viéc ma nguoi lao dong co cac sang kién gop
phan cai thién hoat dong kinh doanh, cai thién méi truong 1am viéc, hodc c6 nd
luc vuot bac hay c6 hanh dong dang tuyén duong (bao vé cua cdng, gitr gin an
ninh...) thi s€ dugc thudng néng tuy theo mic d6 khac nhau. Ngoai ra cong ty cé
thé dua vao tha nghiém hinh thic quy nhitng hanh dong d6 ra diém thuong dé
cong vao diém danh gia chung.

- Phdn cong nguwoi phu trach cong tdac theo doi va danh gida theo cong viéc.

Nén giao cho cap trén truc tiép cua nguoi lao dong truc tiép phu trach cong
tac danh gia, xép loai. O cac bo phan lao dong gian tiép thi ngudi thuc hién danh
gia 1a cac truong ban hoic phd ban, ¢ cac bo phan lao dong truc tiép thi nguoi
thuc hién danh gia 1a cac trudng ban hoac phd ban (hoic t6 truong, té phd). Boi
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day 1a nhitng ngudi thudng xuyén tiép xdc véi ngudi lao dong 6 thé nam bat va
hiéu rd cong viéc ma ngudi lao dong da thuc hién. Do d6 khi bd nhiém vao vj tri
trudng cac bd phan ngoai ning luc ciing can phai can nhic vé dao dbc va sy tin
nhiém cua cip dudi dé dam bao cho cong tac danh gia lao dong dat hiéu qua. T6
chuc tap huan dao tao vé cong tac danh gia lao dong cho toan thé cac chic danh
quan ly trong cdng ty, nhitng ngudi s& tryc tiép thuc thi cong tac nay. Pho bién
danh gia thuc hién cong viéc dén timg ngudi lao dong trong toan cong ty. Ngudi
lao ddng can phai nim dugc nhitng thdng tin can thiét vé cong tac danh gia thuc
hién cong viéc nhu: biéu mau danh gia, tiéu chi danh gia, mic danh gia, thoi gian
bat dau thyc hién... Néu can thiét co thé in thanh vin ban phd bién cho toan bo
nhan vién. Lanh dao truc tiép c6 nhiém vu giai dap moi thac mac cua ngudi lao
dong vé cong tac danh gia cua cong ty.

- Pdnh gid dwec thuc hign mét cach cong khai dan cha cé xét dén y kién
dong gdp cua tap thé ngwoi lao dong.

Sau khi d4 xay dung duoc mau biéu, huan luyén cho nguoi thuc thi danh gia,
pho bién moi thong tin vé cong tac danh gia thuc hién cong viéc dén timg nguoi
lao dong thi cong viéc tiép theo la tién hanh danh gia, xép loai. Thong qua viéc
theo ddi, quan sat thuc hién cong viéc cua nguoi lao dong hang ngay thi vao cudi
thang ngudi ¢6 trach nhiém tién hanh danh gia xép loai theo céc tiéu chi trong
mau biéu danh gid. Nguoi danh gia phai dwa ra duoc nhimg cin ctr xac dang dan
dén xép loai ngudi lao dong khi ho yéu cau, néu khong dua ra dugc thi phai tién
hanh danh gié lai. Trong qua trinh danh gia ngudi lao dong, ngudi danh gid kho
tranh khoi nhitng sai sot, nhitng hiéu 1am, nhitng 16i nhu: thién vi, cam tinh...Vi
vay ma két qua danh gia can dugc thong béo téi tap thé nguoi lao dong. Trong
mét sé trudng hop thi phai lay y kién biéu quyét cua tap thé d¢é dam bao tinh cong
bang, dan cha trong danh gia. Cé thé tham gia lay y kién trong nhom, to két hop
v6i danh gia caa lanh dao. Hon thé nguoi lao dong c6 quyén duoc biét két qua
lao dong cua minh dé ho c6 thé cb gang hoan thién ban than minh. Ngoai ra dé
ngudi lao dong tu danh gia ban than, va con phai cho ngudi lao dong thé hién y
kién cua minh trong ban danh gia day du tong hop cudi cung. Thim do 1dy y kién
ctia ngudi lao dong vé cong tac danh gia dé thay d6i cho phu hop néu can thiét.
Pé c6 thé biét dugc cong tac danh gia thyuc hién cong viéc cd that sy mang lai hiéu
qua nhu mong doi hay khong thi ta nén tién hanh kiém tra, khao sat lai tinh thuc
té cuia hoat dong, tham do tir phia ngudi lao dong xem ho c6 thay hai long vai cac
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ti€u chi danh gia khong, cac ti€u chi nay c¢6 phu hop khong... Banh gid phan tng
tam ly cua nguoi lao dong ciing nhu thuc hién danh gia thi nhitng khuyét diém
ma ngudi lao dong thudng méc phai cé duoc cai thién khong, ning suit lao dong
c6 tang hay khong.
v' Du kién két qud dat dwoc

Du kién trong ngin han véi viéc ap dung nhitng bién phap trén s& gitp doanh
nghiép cé thé danh gia chinh xé4c, thuong phat phan minh. Bong thoi kich thich
dugc tinh than lao dong ctiia nhan vién gp phan ting doanh thu va giam s6 luong
cdng nhan vién hoan thanh cong viéc.

Bang 3.3.2 Dy kién x&p loai nhan vién nim 2017

STT | Xép 2016 2017 Chénh léch
loai S6 lwong | Ty 18(%) | S6 lwong | Ty 18(%) | So tuyét | S6 twong

doi doi

1 A 587 85.07 | 610 88.4 23 3.33%

2 B 84 12.17 74 10.72 -10 -1.45%

3 C 12 1.74 6 0.88 -6 -0.86%

4 D 7 1.02 0 0 -7 -1.02%

Téng 690 100 690 100

Trong dai han cong tac nay gop phan vao viéc gitr chan nhan vién, tao su
tin phuc cua nhan vién véi lanh dao va khién ho gan bo hon véi cong ty. Pay
ciing s& 1a co s¢ dé gilp cho viéc chon loc tim kiém nhirng nhan luc quy bau caa
t6 chirc, d6 s& 1a nhimg d6i twong duoc dao tao va phat trién.

3.3.4. Giai phap phat huy tinh tich cwc va sw gian bd ciaia CNV véi cong ty.
= Can cir dwa ra gidgi phap

Chinh sach dai ngo vat chat cua cong ty khong gitr chan dugc nhan vién.
Viéc nang cao dii ngd khong thé ngay mot ngay hai do con phu thudc vao két qua
kinh doanh, ngoai ra viéc tang luong, thudng ciing khong phai la mot bién phap
hay do néu lam dung c6 thé gay tac dung khong tét. Ngoai ra moi truong lam viéc
cling chua tao dwgc su gan b6 voi nguoi lao dong. Lanh dao caa doanh nghiép
chua khuyén khich duoc tinh than nguoi lao dong va 16i kéo duoc ho tin tuong

vao su thanh céng cua doanh nghiép.
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= Muc tiéu cua gidi phap

- Xay dung, bdi dip 1ong trung thanh cta nhan vién véi cdng ty, han ché
thap nhat tinh trang nhan vién roi bo céng ty.

- Nang cao tinh than 1am viéc caa nhan vién, khién ho 1am viéc hét minh vi
doanh nghiép. Tao ra bau khdng khi 1am viéc hing say, than thién, doan két, gan
b6, hiép ddng gitta cac bo phan, phong ban.

- Nang cao dugc cong tac kiém soat chat luong do tat ca cac khau, cac bo
phan déu tham gia vao viéc giam sat dam bao chét luong.

- Xay dung hinh anh cua céng ty, ciang cb vi thé cua thuong hiéu vira thu
hit duoc cac nhan tai dong thoi tao sy tin tudng véi khach hang va nha cung cap.

- Nang cao chat luong dich vu tao ra uu thé canh tranh trén thuong trudng.
» Ngi dung thauc hién

Ngoai viéc ap dung chinh sach danh gia va dai ngd méi vé thuong duoc dua
ra & trén gop phan vao viéc 1am nhan vién lao dong tich cuc va gan bé véi doanh
nghiép thi cong ty nén ap dung thém cac bién phap sau day:

- Ning lyc théng qua yéu té con nguoi thuong mang tinh bén viing vi no khong
thé xac lap trong mot thoi gian ngan. N6 lién quan dén van héa cua to chire. Day
chinh 1a cac chuan muc bt thanh vin, trd thanh nép sdng va ang Xt giita cac
thanh vién trong to chic.

- Lanh dgo la ngwoi di dau trong mei dwong 16i chinh sach cia cong ty.
Céc lanh dao ti cao cua doanh nghiép phai tham gia dan dat cac hoat dong
doanh nghiép, chi doanh nghiép phai 1a gwong mau trong cac chinh sach moi cua
cong ty, ton trong, dam bao thuc hién nhitng htra hen cia minh véi nhan vién tao
ra sy tin tudng cua cap dudi vai cap trén. Ung xt tot v6i nhan vién, dwa ra nhiing
cach giai quyét van dé hop ly va sang suét, san long dé bao vé cac nhan vién cua
minh, giir thé dién cho ho. Néu ho khong guong mau thi that kho duy tri gia tri
nén tang cta van hoa doanh nghiép. Vi nhitng nhan vién dudi quyén thuong c6
xu huéng coi lanh dao cta ho nhu tAm guong xuat phét tir mong mudn thanh dat

nhu 1anh dao cua ho. Xay dung muc tiéu, s& ménh, chién lugc cho toan bo to
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chtrc. Lanh dao can xay dung st ménh, chién lugc, cam két thuc hién tir d6 tao
lap ra niém tin caa toan bo tap thé vao sa ménh, chién luge dat ra. Niém tin 14 thir
c6 sirc manh rat to lon dic biét véi cac doanh nghiép vira va nhé méi thanh lap.
Néu khong c6 duoc su tin tudng viing tric vao thanh cong cua té chic thi doanh
nghiép kho c6 thé tap trung duoc ngudn luc lao dong va tao dugc sitc manh doan
két, hop tac trong tap thé. Nhan vién phai duoc thdng tin vé dinh huéng chién
lugc caa doanh nghiép véi cac mic d6 khéac nhau ty theo ting cip do caa nhan
vién. D4i vai cac cip do nhan vién thira hanh, dé dé di vao 10ng nguoi, 1anh dao
nén cu thé hoa, truc quan sinh dong cac chién luoc nay, 1ong vao cac budi hop,
cac cudc tap huan... Muc tiéu cudi cung, 1a trach nhiém thuc hién céc chién lugc
chung phai duoc san sé cho ca tap thé ganh vac, méi ngudi mot viéc. Mdi nhan
vién déu tu cam thay rd minh c6 vai trd trong doanh nghiép, c6 trong trach, nghia
vu phai hoan thanh. D6 khong chi la nhiém vu d6 con 1a sy cam két va tu nguyén
rang budc dai lau, chir khong con la tam trang tha long, dé dang. Khi do, nhan
vién duong nhién tu hao va ludn ging l1am viéc hét minh.
- Xay dwng bau khéng khi vin héa trong doanh nghiép.

Tao ra méi truong lam viéc doan két, gan bo, vui vé, thoai mai, 13y hiéu qua
lam trong. Trong d6 cac nhan vién duoc ling nghe, duoc ton trong, dugc thé hién
minh, d6 1a mot diéu kién 1am viéc 1y tuong ma bat cir ngudi nao ciing mo wdc.
Moi co ché phai dugc cong khai, minh bach, c6 cdng phai duoc thudng, cé toi
phai bi phat. Nhu vay hé théng luong, thuong trong doanh nghiép ciing dugc chi
phdi boi nét vin hda ndy. Chinh sach va cach hanh xir 1 rang ciing tao ra duoc
cam giac an toan, cam giac duoc ton trong va tao dong luc lam viéc cho cac nhan
vién. Cac bién phap c6 thé ap dung: thoi gian biéu linh hoat, xay dyng hé théng
danh gia thanh tich qua tinh diém, tich diém thuong cho nhiing hoat dong tich cuc
ctia nhan vién. Piém thuéng co thé duoc quy d6i thanh cac phan thudng nho hoac
quyén loi dic biét. Thuong xuyén té chirc cac bira tiec mung céc dip dic
biét...Cham lo doi séng tét cho nhan vién 1a mot trong nhiing yéu té dong gop vai
tro thanh cong cua doanh nghiép, bai khi doi song tinh than ctia nhan vién dugc

dam bao, ho s& dem hét sic luc cua minh dé 1am viéc, khi 4y cong ty s& kinh
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doanh hiéu qua va phat trién trong twong lai. Bién phap nay can chi y téi hai van
dé niva:

Thai d6 trong ung xi thuong khéng cd trong noi quy céng ty nhung la mot
phan quan trong trong viéc xay dung van hoa ciia mot doanh nghiép. Thai d6 ung
xt dugc xay dung bang thai d6 vui vé khi téi cong sa, nghiém tlc trong cong viéc,
than thién trong cudc séng, 1anh dao tam ly, nhan vién tich cuc, khdng tha han,
noi xau. ..

Hanh vi giao tiép 1a thir gay an twong trong cudc gap dau tién. Do vay can
c6 mot sé quy dinh thdng nhét vé hanh vi tng xu trong nodi bo, vai khach hang,
ban hang, co quan quan |y nha nuéc. Vi du: cAm hat thude 14 trong phong lam
viéc chung, cam st dung d6 udng c6 con tai cong so trir truong hop ngoai giao,
cdm quang cdo thuong mai. ..

v' Du kién két qud dat dwoc

- Trong ngan han: Nang cao y thuc, trach nhiém caa nhan vién. Giam han tinh
trang di mudn vé sém. Tir d6 tang nang suat lao dong cho doanh nghiép.

- Trong dai han: Nang cao ning luc, ning suat lao dong trong san xuat kinh
doanh. Khi thuc hién tt cong viéc nay, bau khong khi thi dua trong doanh nghiép
sé tang cao hon, nguoi lao dong tich cuc hon, hdng say vai cong viéc hon, nang
suat ting hon so voi trudc. Bén canh do6, ngudi lao dong s& cam thay hai long khi

nd luc trong cdng viéc cua ho dugce dén dap mot cach ximg dang.
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KET LUAN

Thong qua nghién ciu dé tai “ Nang cao hiéu qua stir dung ngudn nhan luc
tai cong ty TNHH chin ga gbi dém Elan”, véi s6 lwong hon 600 CNV, mot doi
ngil tré, nang dong, nhiét tinh véi céng viéc. Elan da xay dung cac ché do dii ngd
lwrong thudéng hop ly cung véi moi treong nang dong, chuyén nghiép lam viéc.
Hiéu qua st dung ngudn lao dong 1a 8.230 triéu ddng/ngudi/nim (ndm 2016), diéu
nay mang hudng tich cuc, tot. Trong khi cac chinh sach tra lwong cling nhu cac
chinh sach dai ngd cho nguoi lao dong la hop ly, 1a tién dé cho CNV an tam, tin
tuong 1am viéc va cdng hién cho cdng ty. Bén canh nhitng wu diém trong cong tac
st dung lao dong lao dong caa Cong ty TNHH chin ga goi dém Elan, nhan thay
hiéu suat dung lao dong trong nam 2016 (76.050.000 d6ng) giam so V&i nim
2015(86.670.000 d6ng), ngoai yéu té chu quan tir thoi tiét ndng nong kéo dai vao
mau déng song Elan van ton dong nhitng han ché sau:

-Viéc hoach dinh ngudn nhan lyc van chua xac dinh rd duoc nhu cau ngudn
nhan luc trong tuong lai.

- Cong tac tuyén dung caa céng ty van con uu tién doi vai con em can bo cong
nhan vién trong cong ty.

- Cong tac dao tao ngudn nhan luc van chua dap tmg duoc nhu cau thyc té sb
luong lao dong duge ddo tao con it, trong khi d6 trinh do tay nghé ngudi lao dong
chia theo cip bac tho 1a chua cao, chua dap ung duoc nhu cau cong viéc.

-COng tac danh gia cong nhan vién van con han ché khi ho chii tam nhiéu veé
hoan thanh céng viéc dung han, di 1am du ca, du budi ,ma quén vé thai do, trinh
do va tac phong lam viéc cua nguoi lao dong.

- COng tac tra luong nguoi lao dong van chua 4p dung triét dé théng qua hinh
thire xép loai, danh gia CNV.

Tu nhitng ly luan, dan ching cu thé dé khac phuc nhiing han ché, nhuoc diém

con tén dong va tiép tuc phat huy nhitng diéu Elan vén c. Mot giai phap cua

riéng em xin dugc dong gdép mong Elan sém hoan thién minh hon la:

1. Giai phap nang cao chat lwong tuyén dung lao déng.
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2. Gidi phdp dao tao nham nang cao chdt lwong hoat déng ciia nguén nhan
luc.
3. Gidi phap nang cao hiéu qud cong tdc danh gid két qua lao déng.

4. Gidi phép phat huy tinh tich cuc va si gan b6 ciia CNV véi cong ty.
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