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PHAN MO PAU
1. Tinh cap thiét cia dé tai:

S6 hitu dugc mot ngudn nhan lyc ddi dao va sin sang hoan thanh tét tung
cong viéc duoc giao ludn 1a diéu ky vong cua chu doanh nghiép. Nhung trong moi
t6 chuc, thudc moi linh vuc van ton tai khdng it nhitng ca nhan lao dong véi chat
luong thip hon ning luc that sy caa ban than ho. Vi vay viéc tim hiéu va tao dugc
dong luc cho nhan vién hang say lao dong san xuat, phat huy dugc hét ning luc cé
nhan caa ho 1a mot trong nhung yéu té hét sirc quan trong trong viéc thiic day cac
hoat dong san xuat, kinh doanh va dan tgi thanh cong cua cac doanh nghiép hién

nay.

Ngay nay vai nén kinh té hoi nhap va phat trién manh mé cac doanh nghiép
cling phai thay d6i dé ton tai va phat trién, trong d6 cong tac tao dong luc cho nguoi
lao dong ciling phai thuong xuyén duoc quan tim va thay d6i cho phu hop. Cong ty
¢ phan nudc sach Quang Ninh ciing khéng nim ngoai xu thé do, dé giam chi phi
dau vao va nang cao kha ning canh tranh trén thi truong, ning suat va chit lugng
san pham hoan toan phu thudc vao ngudi lao dong, nhu vay su 16n manh caa Cong
ty phu thudc rat nhiéu vao trinh do, tay nghé va dong luc cia ngudi lao dong. Cong
ty ¢4 phan nudc sach Quang Ninh duogc thanh lap nim 1976, trai qua hon 40 nim
xay dung va phét trién dén nay Cong ty da phat trién mang ludi cap nudc sach sinh
hoat dén hau hét cac dia phuong trén dia ban tinh Quang Ninh. Vé&i d6i ngii lao
dong hung hau trén 1300 cén bo cong nhan vién c6 trinh d6, tay nghé cao lam cha
dugc cdng nghé dap ung duoc cong tac san xuit, kinh doanh cua Cong ty. Véi doi
ngil lao dong co san trinh d6 va tay nghé thi d6 1a mot loi thé rat Ion dé Cong ty
phat huy duoc moi kha ning trong san xuat, tuy nhién chi c6 thé 1a chua du vi dé
ngudi lao dong hing say lam viéc, cdng hién hét minh cho Cong ty thi cong tac tao
dong luc lao dong dong mot vai trd hét sic quan trong. Tai thoi diém hién tai ciing
nhu trong twong lai Cong ty dd va s& phai déi mat véi nhiéu thach thuac nhu: san

pham nuéc loc bi canh tranh gay gét, gia thanh cua san pham con cao. Cac Céng ty



tu nhan ciing bat ddu tham gia vao thi truong cung cip nudc sinh hoat, nhu vay
khach hang c6 nhiéu su lya chon. Tir trude toi nay do chi ¢ mot Cong ty cap nudc
tai Quang Ninh nén Coéng ty chua phai thuc su canh tranh véi déi tha ma chi chd
trong vao cong tac phat trién mang ludi cap nudc cap duoc cho nhiéu ho khéch
hang ma chua ché trong dén ting chat lwong, ha gia thanh san phiam, chim séc
khach hang. Dé duy tri va ting thi phan Cong ty phai khdng ngimng ning cao ning
suit lao dong, ha gia thanh san pham dé canh tranh véi cac doanh nghiép khac, mot
trong nhiing bién phap d6 1a phai hét sic quan tam dén cong tac tao dong luc cho
nguoi lao dong dé thuc day nguoi lao dong lam viéc hiang say, phat huy hét ning
lyc c& nhan hoan thanh cdng viéc véi nang suat cao. Nhan thirc dugc tam quan
trong cua cong tac tao dong luc cho nguoi lao dong tai doanh nghiép toi lra chon dé
tai: “Tao dong lwe cho ngwoi lao dong tai cong ty c6 phan nwéc sach Quang
Ninh”, 1am dé tai luan van thac sy.
2. Tong quan nghién ctru

Cac nén kinh té trén thé giéi da qua thoi ki canh tranh nhau dya trén kha
nang san cd vé yéu té san xuit. Khi budc sang giai doan ning luc canh tranh cha
yéu dya vao cac yéu té nang cao hiéu qua thi chat luong va ning suét lao dong dong
vai trd vo cing quan trong. Theo nghién ciu cua té chicc lao dong quéc té (1LO)
dua ra vao nam 2014 cho thay ning suat lao dong cua ngudi Viét Nam thuoc nhom
thip nhit Chau A. Ning suat lao dong phu thudc vao nhiéu van dé trong dé chat
lwgng ngudn nhan lue va dong luc lao dong dong vai trd quan trong, Vi vay trong
nhitng ndm vira qua Viét Nam ciing di cha trong cong tac dao tao nguon nhan lyc
dap ng nhu cau cho phat trién kinh té va cong tac tao dong luc cho ngudi lao dong
cling méi dugc quan tam nhiéu nhung chua dugc thyc sy quan tam nhu vai trd quan
trong cua nd. O Viét Nam nhitng nim vira qua c6 nhiéu cong trinh nghién ctu vé
van dé tao dong luc cho nguoi lao dong nhu Luén an tién sy: “ Tao dong luc cho
lao d@dng qudn ly trong doanh nghiép nha nuwéc & Ha Néi dén nam 20207 cua tac
gia: Vi Thi Uyén, Luan an da hé thong héa co sé ly luan vé dong luc lao dong va

cong tac tao dong luc lao dong, phéan tich thuc trang dong luc va céng tac tao dong



luc cho lao dong quan ly trong doanh nghiép nha nuéc ¢ Ha Noi, qua d6 rut ra mot
s6 nguyén nhan co ban lam giam dong luc lao dong va dua ra cac bién phap thic
day dong luc lao dong.

Luan &n tién sy: “Vai tro dong luc cia nhu cdu va vdn dé chi déng dinh
hwréng hoat dong ciia con ngudi trén co sé nhdn thirc nhu cau” cua tac gia Lé Thi
Kim Chi nim 2002. Luin &n d3 phan tich 1am rd ndi dung nhu cau va vai trd dong
luc cua nd trong su phat trién xa hoi. Chu dong dinh hudéng hoat dong cua con
nguoi trén co s¢ nhan thac cac nhu cau. Thuc trang & Viét Nam va nhu cau cap
bach hién nay can tap trung giai quyét nham tao dong luc cho sy phat trién.

Luan an tién sy: “Hoan thién cong tac quan 1y tién lwong trong nghanh dién
luc Viét Nam” cua tac gia Tran Thé Hung. Luan &n nghién ctu dén viéc tao dong
luc cho ngudi lao dong théng qua cong tac tién luong, tién thuong.

Luan an cua tac gia Truong Qubc Huy: “Hoan thién cong tac tao dong luc
tai cong ty xi mang But Son”. Luan &n cua tac gia Mai Qudc Bao: “ Hoan thién
cdng tac tao dong lwc cho nguoi lao dong tai tong cong ty xi mang Viét Nam” 1a
nhitng luan an nghién ciu cdng tac tao dong luc cho nguoi lao dong nhirng thuc
trang va giai phap trong nghanh san xuét xi mang.

Nhu vay dé tai nghién ctru cong tac tao dong luc cho ngudi lao dong di dugc
rat nhiéu tac gia nghién ctu vi tim quan trong caa né anh hudng rat nhiéu téi thanh
cong hay that bai ciia doanh nghiép. Cac nha nghién ciu phan tich va chi ra cach
tiép can véi tao dong luc lao dong theo cac nhdm hoc thuyét khac nhau nhu: Nhom
hoc thuyét tiép can theo nhu cau cia nguoi lao dong cua Maslow, Herzberg; Nhém
hoc thuyét tiép can theo hanh vi caa ngudi lao dong cua Adams, Skinner, Vroom.
Nhung du tiép can theo cach nao di ching nita thi cac nghién ciru ciing chi ra vai trd
quan trong cua dong luc lao dong trong doanh nghiép trong thoi Ki hoi nhap hién
nay. Nhu vay ddi véi Cong ty ¢ phan nudc sach Quang Ninh ciing khong phai 12
ngoai 1¢, dé tai s& hé théng hoa lai co so ly thuyét va di sau vao nghién ciu thyc
trang cong tac tao dong luc lao dong trong Cong ty, chi ra nhitng ton tai, nhitng

diém chua phu hop va dua ra mot sé giai phap nham hoan thién céng tac tao dong



luc cho nguoi lao dong hién nay ciing nhu trong tuong lai. Dé tai: “Tao dong luc
cho nguoi lao ddng tai Cong ty c6 phan nwéc sach Quang Ninh” hién chua c6
tac gia nao nghién cuu.

3. Muc dich nghién ciru

3.1. Muc tiéu nghién ciru chung

Luan van c6 muc tiéu tong quat 1a dé xuat duoc cac giai phap va kién nghi
nham tao dong luc cho ngudi lao dong tai Cong ty co phan nudc sach Quang Ninh,
tir 46 gép phan nang cao hiéu qua hoat dong cia Cong ty.

3.2. Muc tiéu cu thé

Hé thdng hoa duogc co sd Iy luan khoa hoc vé cong tac tao dong lrc lao dong
trong doanh nghiép.

Phan tich, danh gia duoc thuc trang tir d6 tim ra nhirng nguyén nhan va han
ché trong cong tac tao dong luc lao dong tai Cong ty c¢6 phan nudc sach Quang
Ninh

Dé xuat duoc mot sé giai phap phi hop thuc té nham nang cao cong tac tao
dong luc cho ngudi lao dong tai Cong ty c6 phan nude sach Quang Ninh
4. Cau héi nghién cuu

- Lam thé nao dé tao dong luc cho ngudi lao dong tai Coéng ty ¢ phan nudc
sach Quang Ninh?

5. Poi twong va pham vi nghién ciru

- Pbi tuwong nghién cau: hoat dong tao dong luc cho nguoi lao dong cua
doanh nghiép.

- Pham vi nghién cuu:

+ V& noi dung: Luan vin tap trung nghién ciru, danh gia dong luc lao dong
va cong tac tao dong luc & COng ty ¢6 phan nude sach Quang Ninh nham dé ra mot
s6 giai phap nang cao cdng tac tao dong luc cho ngudi lao dong.

+ V& dia ban nghién ctu: Do thoi gian va diéu kién ciing nhu ning lyc nghién
ctru cua ban than con han ché nén nghién ciru duoc gisi han trong pham vi Cong ty

¢ phan nudc sach Quang Ninh thdng qua nhitng diéu tra duoc tién hanh voi ca can



b, nhan vién va cong nhan lao dong cua Cong ty .

+ Thoi gian nghién cau: Phén tich thuc trang va danh gia cong tac tao dong
luc lao dong cho ngudi lao dong tai Cong ty tir ndm 2012 dén nay.
6. Phuwong phap nghién ciru

Céc phuong phap st dung khi diéu tra céng tac tao dong luc cho ngudi lao
dong tai Cong ty c6 phan nudc sach Quang Ninh 1a:

Phuwong phap quan sdat: Phuong phap nay dua trén sy quan sat tinh hinh thuc
té vé cong tac tao dong luc cua Cong ty co phan nudc sach Quang Ninh trong hién
tai.

Phuong phép khdo sat va diéu tra xa hgi hoc: Phuong phap nay sir dung cac
phiéu diéu tra 12 cac bang hoi nhiam thu thap théng tin vé cong tac tao dong luc
Trong d6 phat ra khoang 200 phiéu khao sét cho ca nguoi quan li va ngudi lao dong
truc tiép.

Phwong phdp phong vdn truc tiép: Phuong phap nay tién hanh bang cach
phong Vvan truc tiép nguoi lao dong tir vi tri quan 1y dén ngudi lao dong tryuc tiép.
Trong d6 phong van sau dbi voi khoang 10 ngudi lao dong ¢ chic vy tir truong
phong t&i cong nhan vién vé cac ché do chinh sach co lién quan toi tao dong luc lao
dong.

7. Cac dong gop caa luan van

Luén vin c6 nhitng dong gop gia tri vé mit khoa hoc va tng dung:

Giéa tri khoa hoc: Hé thdng cac co so ly luan vé cong tac tao dong luc lao
dong, 1am rd van dé tao dong luc lao dong trong doanh nghiép. Luan vin gép phan
lam phong phu thém ngudn ly luan va thuc tién cho céc nghién ciu khoa hoc khéac
vé Van dé tao dong luc lao dong trong tuong lai.

Gié trj ng dung: Phan tich danh gia thuc trang tao dong luc lao dong, lam rd
cac vu diém, nhugc diém, han ché va tim ra dugc cac nguyén nhan cua nd, tir d6 dé
xuit duoc céc giai phap co tinh thuc té, 4p dung c6 hiéu qua cho Cong ty cb phan
nudc sach Quang Ninh. Cac nghién cau, phén tich va nhirng giai phap cuaa luan van

s& la nhitng tai liéu cd ich cho cac cip lanh dao cua COng ty ¢ phan nudc sach



Quang Ninh trong viéc xay dung cac chinh sach vé tao dong luc cho ngudi lao
dong.
8. Két cAu ctia Luin viin

Ngoai phian m¢ dau, két luan, phu luc, danh muc bang biéu, tai liéu tham
khao thi n6i dung chinh dugc chia thanh 3 chuong:

Chuong 1: Co s& Iy luan vé tao dong luc cho ngudi lao dong trong doanh
nghiép.

Chuong 2: Thuc trang tao dong luc cho ngudi lao dong tai Cong ty co phan
nudc sach Quang Ninh trong thoi gian qua.

Chuong 3: Céac giai phap co ban nham hoan thién cong tac tao dong luc cho

ngudi lao dong tai Cong ty c6 phan nude sach Quang Ninh.



CHUONG 1: CO SO LY LUAN VE TAO PONG LUC CHO
NGUOI LAO PONG TRONG DOANH NGHIEP

1.1. Céc khai niém co ban vé dong luc vé tao dong luc cho nguoi lao dong
trong doanh nghiép.

1.1.1 Khdi ni¢m vé nhu ciu va déng co

Vén dé " nhu cau" dugc dé cap rong rai trong doi séng kinh té - x& hoi, xung
quanh khai niém nhu cau cé rat nhiéu cach dién giai vi nhan thac khac nhau, tuy
theo cach tiép can ma mdi tac gia dua ra nhitng khéi niém khac nhau

" Nhu cdau dwoc hiéu 12 sw khdng ddy di vé vdt chat hay tinh than ma 1am cho
mét s6 hé quad tré 18n hdp dan" [8, tr.88].

C6 thé hiéu don gian hon thi nhu cau Ia hién tuong tdm ly cua con ngudi; 1a
doi hoi, mong mudn, nguyén vong ciia con ngudi vé Vat chat, tinh than hay xa hoi

Nhu cau gan lién véi su ton tai va phat trién cia con ngudi va xa hoi. Hé thong
nhu cAu cia con ngudi rat phirc tap, nhung co ban cé thé chia lam 3 nhém chinh
nhu sau: Nhu cau vat chat, nhu cau tinh than va nhu cau xa hoi. Nhu cau con nguoi
lubn bién d6i theo thoi gian va ¢ cac mirc d6 khéac nhau, & mdi con ngudi cac nhu
cau va viéc thuc hién dé thoa man nhu cau ciing hoan toan khac nhau. Nhu cau
khong dugc thoa man tao ra sy cing thang va sy cing thang thuong kich thich
nhitng dong co bén trong cic ca nhan thuc hién cac hanh vi dat dwgc cac muc tiéu
cu thé dé thoa man cac nhu cau nay.

" Péng co lao dong cia nguwoi lao déng xuat phat tr viecc mong muén thoa
man cac nhu caqu thiét yéu co ban cua nguoi lao dong nhu: an, ¢, di lai, phat trien,
dwoc ton trong..."[4, tr.142].

MJbi cac nhan nguoi lao dong c6 cac nhu cau khac nhau thi dong co lao dong
cling khac nhau, Nguoi lao dong c6 dong co lao dong cao thi ho s€ lam viéc cham
chi, ¢d gang trong cong viéc va thuong dat duoc ning sut, chat lugng cong viéc

cao hon nhitng nguoi khdng c6 hoac cé it dong co lao dong.



1.1.2. Khdi nigm vé dgng luc lao dpng

Bat ky to chirc ndo cling mong mudn ngudi lao dong ciia minh lam viéc nhiét
tinh va c6 ning Suit cao, nhung nhu ta di néi ngudi lao ddng cd nhitng nhu cau
khac nhau nhu vay s& ¢ nhitng dong lrc lao dong khac nhau, Céc nha kinh té hoc
d3 chi ra riang cau tra loi cho van dé trén chinh 1a dong luc lao dong cua mdi cé
nhan nguoi lao dong. CO rat nhiéu cach tiép can khac nhau vé ban chat caa dong luc
lao dong:

" Péng luc 1a sy khat khao va tir nguyén cia nguoi lao dong dé tang cwong né
luc nham hudng téi viée dat dioc cac muc tidu cua té chire "[3, tr.134].

" Pong luc cia lao dong 1a nhiing nhan té bén trong kich thich con ngwoi né
luec 1am viéc trong diéu kién cho phép tao ra ndng sudt, hiéu sudt cao” [8, tr.85].

Maier va Lawler(1973) da dua ra md hinh vé két qua thyc hién cong viéc la
moét ham s cua ning luc va dong luc 1am viéc. Trong d6, ning luc lam viéc phu
thudc vao kha ning bam sinh; kién thic, Ky ning kinh nghiém cé duoc théng qua
dao tao; cac nguon luc dé thuc hién cong viéc. Bong luc 1a sy khao khat ty nguyén
ctia moi ca nhan.

1.1.3. Khdi niém vé tao dong lwc cho nguwoi lao dong

Tao dong luc la qua trinh 1am nay sinh dong luc trong mdi ca nhan ngudi lao
dong, cu thé 1a khi biét ngudi lao dong cé nhiing nhu cau gi thi ngudi quan ly c6
nhitng chinh sach 1am thoa man nhitng nhu cau caa ho, tir d6 ngudi lao dong sé co
dong luc lao dong, nhu vay:

" Tao dong lue duwoc hiéu 1a hé thong céc chinh sach, bién phép, tha thugt
quan Iy tac dong dén nguwoi lao dong nham cho nguwoi lao dong cé dong luc trong
cong vige "[8, tr.87].

" Tao dong luc lao dong 1a hé thong cac bién phap chinh sach, cach ing xi
cua t6 chire tdc déng dén nguwoi lao déng nham lam cho ngwoi lao déng hai 1ong
hon véi cdng viéc va né luc phan dau dé dat dwoc dwoc cac muc tiéu cua ban than
va té chic " [4, tr.145].

Nhu cac khai niém trén thi tao dong luc la cac phuong phap ma cac nha quan



ly tao ra dé khuyén khich, dong vién nhim huéng téi nhu cau cua ngudi lao dong tir
d6 diéu chinh hanh vi ciia ngudi lao dong huéng theo muc tiéu di dé ra cua to chirc.

Tao dong luc cho nguoi lao dong la qua trinh phac tap. Xét dudi goc do quan
Iy thi d6 1a nhiing tac dong cua nha quan ly 1am nay sinh déng luc trong c& nhan

nguoi lao dong.

1.2. Mt s6 hoc thuyét vé tao dong luc trong lao dong

1.2.1 Hoc thuyét thap nhu cau ciia Maslow

Thap nhu cau cia Maslow xay dung nén 1a moét mé hinh danh gia cac nhu cau
theo tirng cip do. Maslow cho rang con ngudi ¢6 rat nhiéu cac nhu cau khac nhau
can théa man tuy nhién co thé tong hop co ban gom 5 loai va céc thi ty sap xép tix
thap dén cao nhu sau:

Nhu cau sinh 1y 12 nhitg doi hoi co ban dé con ngudi ¢ thé ton tai nhu thic
an, nudc udng, quan 4o mac, nha . Trong lao dong, thé hién qua viéc nguoi lao
dong mudn dugc nhan dugc muc tién lwong, tién cdng hop 1y du dé trang trai cho
c4c sinh hoat va dam bao cudc séng cua ban than va gia dinh.

Nhu cau an toan 1a nhu cau dugc 6n dinh, chic chin duoc bao vé khoi cac
diéu bat trac hoic nhu cau tu bao vé, né thé hién qua thuc té nguoi lao dong mong
mudn duoc an todn vé than thé, céng viéc 6n dinh lau dai, diéu kién 1am viéc an
toan, day du.

Nhu cau x& hdi 1a nhu cau dugc quan hé véi nhitng ngudi khéac dé thé hién va
chap nhan tinh cam, sy chiam soc va sy hop tac. hay noi cach khéc 1a nhu cau ban bé
giao tiép. Tai noi lam viéc, cd thé duoc dap tng thdng qua cac hoat dong giao luu,
sinh hoat tap thé ngoai gio 1am viéc gitta moi ngudi lao dong trong doanh nghiép
nhu bita an trua tap thé, tham gia doi bong cua cong ty, cac chuyén du lich, nghi
mat...

Nhu cau dwgc ton trong 1a nhu cau c6 dia vi, duoc ngudi khac cong nhan va
tén trong ciing nhu nhu cau ty tdn trong minh . Tai noi lam viéc, nhitng vat tuong

trung cho dia vi c6 thé théa man nhu ciu nay nhu ngudi lao dong duoc 1am viéc
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trong nhirmg cin phong lam viéc 16n, day du tién nghi, phan thudng xang dang voi
thanh tich dat dugc... vi ching chang to sy danh gia va cong nhan caa doanh nghiép
d6i voi sy dong gop cua ca nhan.

Nhu cau ty hoan thién 1a nhu cau duoc truong thanh va phat trién, duoc bién
nang lyc cua minh thanh hién thuc hodc nhu cau dat dugc cac thanh tich méi c6 y
nghia, nhu ciu sang tao. Day 1a cip do cao nhét thé hién qua nhitng nhu cau vé
chan, thién, my, tu chu sang tao, mong mudn dwoc phéat trién toan dién ca vé thé luc
va tri lyc. Trong cong viéc, ho mong muon 1am céc cong viéc ¢ tinh thach thirc,
doi hoi ban than phai nd lec dé dat duoc muc tiéu cao hon, dugc tu chu trong cong
Viéc.

Nhu vay ta ¢ thé thdy rang nhu cidu méi xuat hién khi ma nhu cau thap hon
n6 da duoc thoa man va khong phai trong cling mot thoi diém moi nguoi déu co
nhitng nhu cau nhu nhau ma & cing mot thoi diém con nguoi khac nhau thi cé
nhitng nhu cau khac nhau nhung vé co ban nhu cau cap thap hon dugc thoa man thi
méi xuat hién doi hoi thoa mén céc nhu cau khac & cap cao hon.

Maslow di khang dinh:

MJdi ca nhan nguoi lao dong c6 hé théng nhu cau khac nhau va né dugc thoa
man bang cach thire va phuong tién khéac nhau.

Vé nguyén tic con ngudi can duoc thoa madn nhu cau & cap thip truéc khi
dugc khuyén khich théa man nhu cau ¢ bac cao hon.

Nguoi quan |y can phai quan tim dén nhu ciu cua ngudi lao dong dang &
mUc N0 tir d6 c6 nhitng bién phap 1am thoa man cac nhu cau d6 mot cach hop Iy tir
d6 tao ra dong luc lao dong cao nhit cho ngudi lao dong .

1.2.2. Hoc thuyét ciia F. Herzberg vé hai yéu to

F. Herzberg dua ra Iy thuyét 2 yéu té vé sy théa man cong viéc va tao dong
lyc. Herzberg chia ra cac yéu t6 tao nén sy thoa man hay khéng thoa man trong
cong viéc thanh 2 nhom:

Nhom 1: Bao gom céc yéu t6 then chét vé tao dong luc va sy théa méan trong

cdng viéc nhu: Sy thanh dat, sy thira nhan thanh tich, ban chat bén trong cua cong



11

viéc, trach nhiém lao dong, su thing tién.

Nhu vay muén tao dong luc cho ngudi lao dong thi theo Herzberg phai thoa
man cac nhu ciu cua ngudi lao dong tir d6 théa man trong cdng viée vi day la
nhitng yéu t6 thudc vé cong viéc va vé nhu cau cia ban than ngudi lao dong

Nhom 2: Bao gém céc yéu td thuoc vé moi trudng to chie nhu: Cac chinh
sach va ché do quan tri cia Cong ty, su giam sat céng viéc, tién lwong, cac quan hé
con ngudi, cac diéu kién lam viéc.

Theo Herzberg, néu cac yéu té ndy mang tinh chat tich cuc thi s& c6 tac dung
ngan ngira su khdng théa man vé cong viéc.

C0 thé hiéu day la hoc thuyét tao dong luc dya trén co so cac yéu té tao nén su
théa médn va khéng thoa man dugc cua nguoi lao dong trong cdbng viéc. Theo
Herzberg con ngudi ¢6 2 loai nhu cau, vé co ban chung doc 1ap véi nhau va anh
huong t6i hanh vi theo nhitng cach khac nhau. Ong cho rang khi nguoi lao dong
khong thoa man voi cong viéc ciia minh ho rét lo lang vé méi trudng minh dang lam
viéc, day 1a nhu cau moéi trudng Vi chliing mo ta vé méi trudong 1am viéc va bao dam
chirc ning so dang 1a ngan ngira sy chan nan trong cong viéc va cac nhu cau do
chua bao gid dugc thoa man hoan toan nén chiing phai tiép tuc duy tri. Mat khéc khi
cam thay hai long vé cong viéc thi ngudi lao dong lai quan tim dén chinh céng viéc
d6, day chinh 1a nhitng dong co thiic day vi chiing c6 hiéu qua trong viéc kich thich
nguoi lao dong thuc hién cong viéc tét hon

Hoc thuyét nay chi ra dugc hang loat cac yéu t6 tac dong téi dong luc va su
thoa man cia nguoi lao dong, dong thoi ciing gay duoc anh hudng co ban téi viéc
thiét ké va thiét ké lai cong viéc. Tuy nhién cac nha nghién ctu ciing chi ra nhiing
han ché caa hoc thuyét nay vi né chua hoan toan phu hop véi thuc té, vi trén thyc té
d6i v6i nguoi lao dong cu thé, cac yéu td ndy hoat dong dong thoi chir khéng tach
roi nhau.

1.2.3. Hoc thuyét ciia J.Stasy Adams vé cong bing
Trong mét t6 chire khi nguoi lao dong tham gia cac hoat dong san xuat, ting

mdi c4 nhan ngudi lao dong s& c6 nhitng so séanh véi cac ca nhan khac vé cong strc
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minh bo ra va nhitng quyén loi dugc hudng, néu trong to chire, ngudi lao ddng cam
thay hai long vé ti 1é cong sirc bo ra vai quyén loi duge hudng ngang bang vai ti 18
& nhitng nguoi khac thi sé thoa mén vai cong viéc, tir d6 nguoi lao dong s€ lam viéc
hing say véi ning suat cao, nhung néu ngudi lao dong cam thiy minh chua duoc
huong cdng bang ti 16 quyén loi/dong gop ciia minh véi quyén loi/cdng bang cua
ngudi khac thi sé sinh ra chan nan, 1am viéc véi ning suét thap, thiéu sang tao, vi
vy dé tao sy cong bang trong t chirc va dé tao dong luc lao dong thi té chirc can
phai xay dung hé théng danh gia chuan muc, voi cac tiéu chi danh gia phu hop véi
thuc té, phuong phap danh gid chinh xé4c, cong bing, cong khai nham phan anh
dung két qua cong viéc cua nguoi lao dong, trén co sd danh gia do tién hanh tra
lwong, thuong va cac hoat dong quan tri nhan lyc khéc dua trén két qua cong viéc
da duoc phan anh. Tu tuong cong bang duogc J.Stasy Adams biéu dién nhu sau:

Céac quyén loi ca nhan Céc quyén loi cua nhitng nguroi khac

>=<
Dong gop cua ca nhan Dong gop cua nhitng nguoi khac

Tir viéc phan tich hoc thuyét nhu cau cua Maslow, hoc thuyét F. Herzberg vé
hai yéu té va hoc thuyét cong bang cua J. Stacy Adams cho thiy dé tao dong luc
cho nguoi lao dong phai dua ra nhitng bién phap nham thoa man nhu ciu cia nguoi

lao dong trén co sé dam bao su cong bang.

1.3. Noi dung co ban vé tao dong lwc cho ngudi lao dong trong doanh
nghiép
1.3.1. Xdc dinh chinh xac nhu cdu ciia nguwoi lao dpng

Theo nha tam i hoc Maslow, 5 loai cap bac nhu cau tir thap dén cao ludn chi
phdi con ngudi, nhung nhu cau cua con ngudi ludn thay dbi theo thai gian, khi nhu
cau nao d6 manh nhat tai mot thoi diém nhat dinh sé théi thic dan dén hanh dong
ctia con ngudi dé dat duoc muc tiéu va thoa man nhu cau dé va khi mot nhu cau da
dugc thoa man thi né khong con tao ra dong luc nira, khi d6 mot nhu cau khac c6
thé ¢ bac cao hon lai 1a muc tiéu méi tré nén manh hon va tré thanh dong luc thoi

thuc ngudi lao dong hanh dong. Hanh vi 1am viéc cua nguoi lao dong ciing nham
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dat dugc thoa man nhitng nhu cau cua ban than nhu: c6 mic luong cao, c6 co hoi
thang tién, duoc ngudi khac ton trong, dugc cong hién, tu hoan thién ban than... Vi
viy, dé tao dong luc cho ngudi lao dong hing say lam viéc, cdng hién hét kha ning
cua minh trudc tién phai xac dinh dugc nhitng nhu cau, mong muébn caa ngudi lao
dong di vai cong viéc 1a gi, dic biét 1a phai xac dinh duoc nhu cau nao dang 1 vu
tién hang dau cua ngudi lao dong tai thoi diém d6 dé xay dung va thuc thi nhitng
bién phéap thoa man nhu cau dé mot cach phu hop.

Trong t6 chirc, mdi nguoi lao dong 1a nhitng ca nhan khac nhau vé tinh céch,
gidi tinh, tudi tac, vi tri, trinh do chuy@n mdn va hoan canh gia dinh, chinh nhiing
dic diém nay sé tao ra nhitng khac nhau vé nhu cau ciing nhu mong mudn ddi voi
cdng viéc cia mdi ngudi lao dong. Vi du nhu nhu cau cia mot lao dong tré méi ra
truong 1a luvong cao, duoc lam cng viéc dung chuyén mén dugc dao tao, yéu thich
va théa man cao. Trong khi d6 nhu cau caa mot ngudi lao dong l1am viéc 1au nam co
trinh d6 chuy&n mén, nhiéu kinh nghiém bao gdm luong, thuéng hang nim, su an
toan cua vi tri 1am viéc, sy thang tién déu dan, trach nhiém ddi véi cong viéc, vi tri
trong nhoém 1am viéc phd hop véi nhimg dong gop, cbng hién cho té chuc. Do d6 dé
tao dong lyc mét cach hiéu qua thi can phai xac dinh cac nhu cau cua nguoi lao
dong va tong hop xem nhu cu nao dang 1a nhu cau cap thiét nhat cua dai bo phan
nguoi lao dong trong to chic va sau d6 phai phan loai nhu cau theo ting nhom dbi
tugng nhu nhu cau cua nguoi lao dong quan ly, cia cdng nhan, nhu cau cua lao
dong nam, lao dong nit... tir 46 xay dung phuong an va 1ap ké hoach cong tac tao
dong luc mot cach hop ly, thoa man nhiing nhu cau cép bach trudc, €6 su uu tién
thoa man nhu cau nao trudc, nhu Cau nao sau.

Nhu cau cia nguoi lao dong c6 thé xac dinh thong qua phuwong phép diéu tra
bang bang hoi vai hé théng cac cau hoi dugc thiét ké sin hodc thong qua phuong
phap phong van, trao doi truc tiép véi ngudi lao dong. Tir két qua thu thap duoc
thong qua cac phuong phap diéu tra phai tién hanh phan loai nhu cau cia ngudi lao
dong theo cac nhom dbi tuong tir do co thé thiét ké cac bién phap phd hop nham

thoa man nhu cau cia tirmg nhom ddi tugng.
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1.3.2. Xdy dung hé thong tién lwong, tién thwéng cong bang va hop li, hé
théng phiic loi hap déin

1.3.2.1. Xay dung hé thong tién lwong céng bang va hop Ii

Tién lwong 13 yéu t hang dau va rat quan trong ma bat ky nguoi lao dong nao
cling quan tdm vi no 13 cong cu giup con ngudi théa man nhirng nhu cu co ban cua
nguoi lao dong, d6 1a nhu cau sinh ly trong thap nhu cau cia Maslow. Mat khac,
tién lwong khong chi thé hién gia tri cong viéc, ma n6 con thé hién nhiing gia tri
khac nhu dia vi cia nguoi lao dong trong gia dinh, trong to chirc va xa hoi.

Dé tién lwong thuc su tré thanh mot cdng cu tao dong luc cho ngudi lao dong
thi t6 chuc phai dam bao céc yéu cau sau:

- Pau tién 1a phai dam bao tuan thi, chap hanh nghiém chinh theo nhitng qui
dinh vé tién luong cua nha nudc d6 1a tién lwong cua ngudi lao dong khong duoc
thap hon tién lwong tdi thiéu chung cua nha nude, nguoi lao dong phai dugce huang
cac ché do phu cap, tién lwong 1am thém gio, tién luong lam vao cac ngay nghi va
cac ché do khac theo qui dinh cta nha nudc.

- Tién luong dugc xac dinh trén co s¢ thoa thuan giita nguoi lao dong va
ngudi st dung lao dong cu thé 13 to chac phai xay dung cac thang, bang luéng cin
ctr vao Vi tri cdng viéc, muc do phac tap cua cong viéc, pham vi trach nhiém cua
cong viéc va nhitng yéu cau vé trinh do, k¥ nang kinh nghiém cua nguoi thuc hién
cong viéc.

- Tién luong, tién cong chi tra cho nguoi lao dong phai dugc xac dinh dya
trén két qua thuc hién cong viéc, tinh than lao dong sang tao, ning suat cdng viéc
Cuia nguoi lao dong sao cho xing dang vai nhitng dong gop cua nguoi lao dong
nham dam bao su cdng bing trong tién lwong. Mubn vay, can phai xay dung hé
théng dénh gia hiéu qua va dang tin cay, phan anh chinh xac két qua thuc hién cong

viéc cua nguoi lao dong.
1.3.2.2. Xdy dung hé thong khen thieong phit hop

Khen thuéng trong to chire ciing rat quan trong vi vay né ciing 14 mét bién



15

phap tao dong luc cho nguoi lao dong. Hinh thic khen thuong thong qua tién
thuang, phan thuong khong chi thoa man mot phan nao d6 vé nhu cau vat chat cua
ngudi lao ddng ma con co tac dung khich 16 tinh than ctua ngudi lao dong, thé hién
sy quan tdm, danh gia, ghi nhan nang lyc va nhirng dong gép cta nguoi lao dong.
Nguoi lao dong duoc khen thuéng s& cam thay tu hao trude td chirc va dong nghiép
do d6 s& c6 dong luc dé cb ging phan diu hon nita dé duy tri va vuot qua nhitng
thanh tich trong cbng viéc da dat duoc.

Tir nhitng dénh gia nhu trén thi hé thong khen thudng dugc xay dung can phai
dam bao cé4c yéu cau sau:

- Xay dung nhing qui dinh vé khen thuéng rd rang, cac mirc do khen thuong
tang dan tly thudc vao thanh tich trong cong viéc. Khen thuong phai gan lién voi
két qua thuc hién cong viéc cua nguoi lao dong. Viéc binh chon, xét duyét ngudi
dugc khen thuong phai dugc tién hanh dya trén nhitng qui dinh da xay dung nhu da
néi ¢ trén va duoc cong khai, nghiém tdc, nham dam bao sy céng bang va chon
dugc dung nguoi xing dang. Nguoi dugce khen thuong phai la nhitng nguoi hoan
thanh xuit sic cdng viéc duoc giao hoic 1a ngudi hoan thanh cong viéc tét nhat
trong tirng nhdm nhat dinh hozc ¢ nhiing phat minh sang kién dem lai nhiéu loi ich
cho t6 chic.

- Viéc khen thuong can tién hanh Kip thoi va ding luc, thoi gian khen thuong
tién hanh sau khi ngudi lao dong ¢ nhitng thanh tich trong céng viéc duge thuong
cang sém cang tét. Hinh thire khen thudng ciing rat quan trong, viéc to chuc khen
thuong nghiém tdc, trinh trong, cong khai trude dong nghiép lam cho nguoi lao
d6ng cam thay tu hao va té chac ghi nhan, tran trong nhitng thanh qua cong viéc ma
minh da cbng hién

- Phai 1am cho ngudi lao dong thay rang nhitng nd luc chiam chi, ludn luén cb
gang trong cdng viéc s& dat duoc két qua cao va voi két qua dé ho s& dugc nhan
phan thuéng xing dang. Bong thoi hinh thirc thuong dua ra phai da dang va c6 y
nghia théa man nhu cau nao d6 ma ngudi lao dong dang phan dau. CAc tiéu chuan

xét thuong phai cu thé, rd rang, hop 1y, khong duoc quéa khd dan dén tdm ly chéan
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nan cho ngudi lao dong vi khé co thé dat duoc hoic qué dé dan dén tam Iy coi
thuong khéng can phan dau ciing duoc thuong, nhu vay khong con dong lec. Muc
thudng phai hop ly, co6 tac dung kich thich vi vay khong dugc qua cao hoac qua

thap.
1.3.2.3. Xdy dung hé thong phiic loi hap dan

Phuc loi 1a quyén lgi vé vat chat ma té chizc dam bao cho ngudi lao dong né
thé hién qua cac khoan tién tro cap, qua tang nhan dip 18, tét hoic tham hoi khi 6m
dau, cac loai phi bao hiém, ché d6 an ca..vv, vi vay no la phan thu lao dugc chi tra
dué6i dang hd tro cudc séng cho nguoi lao dong. Céc loai phic lgi ¢6 y nghia Ion
trong viéc dam bao cudc séng cho nguoi lao dong ciing nhu gép phan nang cao doi
sbéng vat chat va tinh than cua nguoi lao dong, to chirc ¢ ché do phuc loi tt s& 1am
cho ngudi lao dong yén tam lam viéc coi to chirc nhu 14 nha, céng viéc nhu 13 viéc
nha minh, dau tu nhiéu thoi gian va cdng stc hon cho cdng viéc, gan bé hon vdi t6
chuc tir d6 dwa dén két qua 1a nang suat lao dong duoc nang cao. Do do, trude hét to
chtc phai thyc hién nghiém chinh cac ché do phuc lgi bat budc theo qui dinh cua
nha nude nhu bao hiém y té, bao hiém xa hoi nhim thoa man phan nao nhu ciu an
toan cua nguoi lao dong. Ngoai cac ché do bat budc, to chic nén nghién ciru xay
dung va nang cao chat luong cac chuong trinh phuc loi ty nguyén dé co thé hd trg
t6t hon nita cudc séng cia nguoi lao dong vi du nhu chwong trinh xay dung nha &
cho nguoi lao dong, cac cong trinh thé thao rén luyén sic khoe, cac khu sinh hoat
cong dong... Pong thoi chuong trinh phuc loi phai dugc xay dung rd rang, thuc hién
mot cach cong bang va binh dang dbi voi tat ca moi ngudi. Thuc té chiang minh
rang nhirng con sé vé mdi quan hé ti 1¢ thuan giira ché do phuc loi va doanh thu, lgi
nhuan cua to chic, cu thé 1a khi phic loi cho nguoi lao dong ting thi doanh thu va
loi nhuan cua té chic ciing ting va nguoc lai. Do d6 viéc xay dung hé théng phuc
loi hap dan 1 rat quan trong.

1.3.3. Tao co hdi thing tién ddi véi nhirng nguoi lao dong c6 déng gop.

Nguoi lao dong cong hién hét kha nang cua minh cho t6 chic khong chi la
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thoa man nhu cau vé tién luong, thudng ma con 1a tim kiém vi tri cao hon trong t6
chac. C6 thé ndi, da phan ngudi lao dong déu co khao khat tim kiém co hoi thing
tién phat trién trong nghé nghiép vi su thing tién chinh 1a cach dé khang dinh vi thé
trong doanh nghiép va trudc dong nghiép, thoa man nhu cau duoc tén trong cua
ngudi lao dong. Viéc mong muén dugc thing tién con thé hién ngudi lao dong van
mubn gin bo vai td chirc, nhu vay dé bat va tao co hoi cho ngudi lao dong duoc
thang tién vao nhitng vi tri 1am viéc c6 chac vu cao hon, vai quyén han va trach
nhiém 16n hon c¢6 tac dong khuyén khich ngudi lao dong trong cong viéc va gan bo
véi td chire, ddng thoi thé hién su ghi nhan cua t6 chuc d6i vai nhitng thanh tich
nguoi lao dong di dong gop, tao diéu kién cho cac ca nhan phat huy hét kha ning
cua chinh minh.

Dé thuc hién cong tac nay mot cach cé hiéu qua thi ngudi quan ly can phai
xay dung nhiing nac thang vi tri nhay vot ké tiép trong nghé nghiép cua ngudi lao
dong, dong thoi phai xay dung cac chuong trinh dao tao phd hop di kém nham boi
dudng cho ngudi lao dong nhitng kién thirc k§ ning can thiét cho nhiém vu méi.

Viéc thang chirc phai dugc xem xét mét cach nghiém tuc, danh gia dung nang
lyc cling nhu nhu ciu ca nhan duoc dé bat, cong bang, tién hanh cong khai trong tap
thé lao dong dya trén nhitng dong gop, thanh tich va két qua thuc hién cong viéc va
nang luc cua ngudi lao dong nham dé bat dung nguoi phi hop véi vi tri cong viéc
va dugC moi ngudi ung ho.

1.3.4. Ting cwong tinh hip din cia cong viéc thong qua thiét ké va thiét
ké lai cong viéc

Mot t6 chac tir khi thanh lap cho dén khi thanh cong thi phai ludn thay doi
cho phil hop vai cac yéu cau cia x4 hoi. Cung véi thoi gian, yéu cau cua san xuat
kinh doanh ngay cang thay ddi doi hoi cdng viéc ciing phai duoc thiét ké, thay doi
lai cho phl hop nham tao thuan lgi cho qué trinh san xuét kinh doanh. Mat khac,
sau mot thoi gian thuc hién mot cong viéc cu thé, ngudi lao dong s& quen va thanh
thao trong cong viéc, nhung néu cdng viéc c 1ap lai s& dan dén tao cho ngudi lao

dong khéng thay cong viéc con hap din, hoan thanh cong viéc quéa d& dang tir do
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dan téi tam 1y nham chan, khong c6 dong luc ¢ gang 1am viéc. Tir d6 méi diat ra
yéu cau phai thiét ké va thiét ké lai cdng viéc nham tao ra sy thay d6i mai mé trong
cdng viéc 1am cho ngudi lao dong cam thay cé sy thir thach méi, tu tim hiéu va
hoan thién minh va dem lai sy htng tha véi cong viéc cho nguoi lao dong. Thiét ké
va thiét ké lai cong viéc ciing 1a mot bién phap nham théa man nhu cau ty hoan
thién cua nguoi lao dong, tao diéu kién cho ngudi lao dong phat huy ning luc.

Bén canh cong tac thiét ké va thiét ké lai cong viéc ciing can phai quan tam
dén cong tac b tri céng viéc nham dam bao su phi hop véi niang luc cua nguoi lao
dong vi néu bd tri kndng hop ly s& khong phat huy duoc ning luc caa nguoi lao
dong dan dén l1ang phi ngudn nhan luc déng thoi con tao ra thm ly chan nan, su bt
man cta ngudi lao dong, ghét bo cong viéc va tham chi 1a sy roi bo t6 chirc. Dé sir
dung hop i, hiéu qua nguon nhan luc, phat huy dugc ning lyc, trinh do, kinh
nghiém caa ngudi lao dong vao cong viéc nham dat duoc cac muc tiéu caa td chuac
doi hoi phai c¢d su b tri cong viéc phi hop voi ning luc, s& truong cia ban than
nguoi lao dong, phu hop véi nhiing kién thirc k§ niang ma ho dugc dao tao. Bén
canh d6, doanh nghiép ciing c6 thé tién hanh luan phién thay ddi cong viéc cho
nguoi lao dong, cd thé van lam cong viéc nay nhung & mot don vi khac ¢ moi
truong khac ciing kich thich nguoi lao dong 1am viéc hoic chuyén ngudi lao dong
tir mot cong viéc nay sang lam maot cong viéc khac, nham tranh sy nham chan trong
cong viée, dong thoi tao diéu kién cho nguoi lao dong hoc hoi duoc nhitng kinh
nghiém trong nhitng linh vuc khac, tao ra sy méi meé, thach thac trong cong viéc
cho nguoi lao dong.

1.3.5. X4y dung hé thong danh gia thwe hién cong viéc

Danh gia thuc hién céng viéc thudng duoc hiéu 1a sy do luong mot cach hé
thdng, chinh thic va cong khai két qua thuc hién cong viéc so vai céc tiéu chuan da
dé ra. 1a su do luong bai cac két qua thuc hién cong viéc co thé duoc luong hoa
bang diém sb, liét ké cac sy kién hodc so sanh su thuc hién cdng viéc cua cac ca

nhan. Panh gia thuc hién cong viéc duoc do luong mot cach hé thng vi nd duoc
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xay dung theo trinh tw, n6 bao gdom cac yéu t6 co ban, c6 mdi lien hé mat thiét
v6i nhau, d6 1a: Cac tiéu chuan thuc hién cdng viéc, do luong sy thuc hién  cong
viéc theo cac tiéu thirc trong tiéu chuan va thong tin phan hdi gitra ngudi lao dong
véi bo phan quan ly.Panh gia thuc hién cong viéc duge do luong mot cach chinh
thire va cong khai vi né duoc phd bién rong réi trong té chirc, va dugc 4p dung cho
tat ca moi ngudi theo quy dinh. Muc tiéu cia danh gia thuc hién cong viéc trong

thuong phuc vu cho cac muc dich sau:

- DP6i véi nguoi lao dong: danh gia thyc hién céng viéc cung cap thong tin co
ban vé tinh hinh thuc hién cdng viéc caa nguoi lao dong, nham gilp ho biét duoc
kha nang cua minh, nhiing thiéu sét trong qua trinh lam viéc dé rat kinh nghiém va

cai thién su thuc hién cong viéc.

- Pdi v6i nguoi quan 1y: Panh gia thyc hién cong viéc giup ho niam duoc
tinh hinh thyc hién cong viéc cua nhan vién, tir d6 c¢6 thé dua ra nhitng quyét dinh

nhan sy dang din nhu dio tao va phét trién, thu lao, thing tién...

Vi sy quan trong cua cong tac danh gia thuc hién céng viéc nén nguoi quan
Ii trong t6 chirc can phai quan tdm. Thuc hién tét cong tac nay gop phan khong nho

trong cong tac tao dong luc cho nguoi lao dong.

1.3.6. Tao co hdi cho nguoi lao dong dwge dao tao nhiam phat trién ngudn
nhan lwe, ting kha ning thich &ng ciia nguwoi lao dong véi s phat trién
cua moi trudng

Cac nén kinh té trén thé giéi da qua thoi ki canh tranh nhau dua trén kha ning
san ¢ vé yéu té san xuat. Khi budc sang giai doan nang luc canh tranh chii yéu dua
vao cé4c yéu té nang cao hiéu qua thi chat luong va ning suit lao dong dong vai trd
vO cling quan trong. Nang suat lao dong phu thudc vao nhiéu van dé trong dé chat
lugng ngudn nhan luc dong vai trd quan trong. Trong thoi dai hién nay méi trudng

kinh doanh thay ddi voi téc d6 chong mit vi vay cong tac dao tao va phat trién
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ngudn nhan luc tré nén rat quan trong ddi voi su ton tai va phat trién cua to chuc.
Nguoi lao dong dugc dio tao, ¢6 ning lyc, c6 trinh d6 cao thi s& tiép can nhanh véi
sir thay doi cia moi trudng, nhanh chéng xac dinh duoc muc tiéu va thuc hién hoan
thanh cdng viéc vai hiéu qua cao hon. Do d6 su canh tranh cua cac doanh nghiép
ngay nay khéng chi 1a su canh tranh v& vén, vé tai nguyén ma chinh 1a su canh
tranh v& ngudn nhan lyc. Ngudn nhan luc c6 trinh d6 cao s& gitp doanh nghiép
giam chi phi khau hao v6 hinh vé céng nghé.

Vi vay, to chtic can phai xay dung nhitng chwong trinh dao tao c6 chat lugng
cao, thyc té va séat véi cong viéc, boi dudng nang cao kién thirc, ki nang cho nguoi
lao dong, phi hop vé&i nhu cau, nguyén vong cua ngudi lao dong, bu dap dugc
nhitng thiéu hut vé mat kién thac, ki nang. Ngoai ra co thé dong vién tao diéu kién
cho nguoi lao dong ty hoc tap nang cao trinh d9, Ky nang ma nguoi lao dong ty cam
thay con yéu chua dap ung duoc trong cong viéc thong qua viéc hd tro kinh phi, bé
tri thoi gian 1am viéc linh hoat. Dac biét 1a phai quan tam bd tri cong viéc phu hop
sau khi da hoan thanh chwong trinh hoc tap dé nhiam tan dung duoc nhitng kién thirc
Ky nang nguoi lao dong da duoc dao tao vao thuc hién muc tiéu caa doanh nghiép.
1.3.7. Tao méi truong va diéu kién 1am viéc thuin loi

Moi truong 1am viéc 1a mot khai niém rong bao gom tat ca nhiing gi c6 lién
quan, anh huong truc tiép dén hoat dong va sy phat trién nang cao nang luc cong tac
ctia mdi ca nhan. Mbi trudng lam viée dbi véi ngudi lao dong bao gdm: co s vat
chat, tinh than, ché do chinh sach, mdi quan hé giita nguoi quan 1y va nguoi lao
dong va giita nguoi lao dong véi nguoi lao dong trong mot t6 chirc. Moi truong va
diéu kién lam viéc 1a noi ma nguoi lao dong hang ngay phai tiép xdc, né c6 anh
huong 16n dén kha ning lam viéc, sic khoe, thai 6 lao dong va hiéu qua cong viéc
ctia nguoi lao dong. Moi trudng va diéu kién 1am viéc tét s& 1am cho ngudi lao dong
c6 cam giac thoai mai khi thuc hién cac cong viéc va yén tdm lam viéc, ¢ nhiéu
diéu kién dé phat huy ning luc. Nguoc lai, méi truong va diéu kién 1am viéc khong
t6t s& khién cho nguoi lao dong lam viée trong tdm 1y ciang thang, bat an, mét moi

ca vé thé luc Ian tinh than, hiéu qua cdng viéc thap, 1am viéc véi thai d6 chdng ddi,
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chan nan va bat man trong cong viéc. Do dé dé duy tri trang thai lam viéc tét cho
ngudi lao dong can phai tao cho ho mot méi truong lam viéc véi day du céc trang
thiét bi phuc vu cho cdng viéc. Cung cép du cac trang thiét bi bao ho lao dong dam
bao dat tiéu chuan nham bao vé sic khoe cua ngudi lao dong, dam bao cho ngudi
lao dong luén duoc lam viéc trong moi truong an toan...

Xay dung mot bau khong khi lao dong tap thé than thién, doan két, hop tac
day 1a mot noi dung hét sic quan trong trong cbng tac tao méi truong lam viéc tot,
c6 doan két, théng nhat thi mgi hoan thanh duwoc muc tiéu chung cua t6 chuc. Pé
moi ngudi doan két thi to chuc tao diéu kién cho nguoi lao dong chia sé théng qua
cac hoat dong 1am viéc nhoém nhu t6 chirc cac phong trao thi dua, hoc tap, doan thé,
cac phong trao thé thao, vin ngh¢, tham quan d& ngoai... tai d6 nguoi lao dong c6
co hoi tiép xuc giao luu, hiéu hon vé nhau, trao doi, hoc hoi cac kién thuc kinh
nghiém tr nhitng nguoi khac, chia s& nhitng niém vui, ndi budn, nhitng khé khin
trong cdng viéc ciing nhu trong cudc séng. Khi d6 ngudi lao dong s& cam thy gan
bo vai to chire véi dong nghiép hon, yéu thich cong viéc hon, lam viéc véi tinh than
thoai mai, c6 méi quan hé than thiét giira nhiing nguoi lao dong, hop tac gitip do 1an
nhau vi muc tiéu chung cua t chic.

1.3.8. Do lwong mirc do théa man ctia nguwoi lao dong trong doanh nghiép

Sau khi thyc hién cac cong tac tao dong luc cho nguoi lao dong théng qua viéc
4p dung cac bién phap nham théa man nhu cu cia nguoi lao dong can phai tién
hanh do luong va danh gia mirc 6 thoa man nhu cau cua ngudi lao dong tir 6 co
nhitng su diéu chinh phu hop kip thoi dé duy tri va ting dong luc 1am viéc cua
nguoi lao dong.

Pong lyc 1am viéc cua ngudi lao dong cd thé duge do ludng gian tiép thong
qua cac thong s nhu ning suat lao dong, doanh thu, loi nhuan, ty & bo viéc, sa thai,
luan chuyén cong viéc.. Nguoi lao dong lam viéc c6 dong luc thi ludn hing say, c6
gang phan dau, gan b6 vai cdng viéc vai cong ty, lubn dau tu thoi gian tim toi cai
thién va nang cao két qua thyuc hién cdng viéc mot cach nhanh nhét va tét nhat tur

d6 gop phan ting doanh thu, lgi nhuan, giam chi phi, giam ty 1 bo viéc, chuyén co
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quan.

Pé do ludng va danh gia mac do thoa man cia nguoi lao dong can phai tién
hanh diéu tra bang bang hoi vé mtc do thoa man cia ngudi lao dong gom céc cau
hoi duoc thiét ké dé nham thu thap duoc sy danh gid vé mac do théa man caa ngudi
lao ddng ddi véi cac cong viéc ma ho dang thyc hién.

Viéc xir Iy va phan tich cac két qua tdng hop tir bang hoi s& danh gia dugc céc
bién phép tao dong luc ma doanh nghiép dang ap dung c6 hiéu qua khéng, c6 thoéa
min duoc hay khong nhiing nhu cau trong céng viéc ma nguoi lao dong dang theo
dudi va thoa man & mirc do nao tir d6 c6 nhing diéu chinh hiéu qua hon.

Sau khi do ludng mirc d6 thoa man nhu cau cta ngudi lao dong va dua ra cac
bién phap diéu chinh ta can phai x4c dinh lai nhu cau cua nguoi lao dong vi lGc nay
c6 ¢6 thé c6 nhirng nhu cau mai xuat hién, & cap do cao hon s& xuat hién va tac
dong dén hanh vi lao dong cua ho. Tiép theo té chire diéu chinh hoac thiét ké lai cac
bién phap thoa man nhu cau nhu cau méi, do luong mic d6 thoa man nhu cau. Qua
trinh trén phai duoc tién hanh lap di 1ap lai lién tuc dé luon dam bao xac dinh ding

nhu cau cia ngudi lao dong va dua ra cac bién phap tao dong luc hiéu qua

1.4. Céc nhan t6 anh hwéng dén tao dong luc cho nguoi lao dong

1.4.1. Cac nhan té thugc vé bdn théan nguwoi lao dong

Bdc diém c& nhan cia nguwoi lao déng: Cac dic diém cua ca nhan nguoi lao
dong nhu gidi tinh, d6 tudi, sé thich, nguyén vong, muc tiéu va diéu kién séng ...
tac dong lon dén dong luc lao dong. Nguoi quan ly néu nam bit dugc cac dic diém
trén caa nguoi lao dong dé bé tri cong viéc thi s& thu dugc nhitng két qua cong viéc
t6t do ngudi lao dong d6 thuc hién, ngoai nim bat duoc cac dic diém trén thi viéc
két hop dugc muc tiéu cia ngudi lao dong véi muc tiéu caa té chire, hudng muc
tiéu ca nhan vao muc tiéu caa to chuac khién nguoi lao dong gan bé véi to chic,
hoan thanh tét céng viéc caa minh.

Ndng luC Ciia nguoi lao déng: La nhitng Kkién thuc, kinh nghiém duogc dic

két trong ca qua trinh hoc tap va lao dong cia nguoi lao dong. Mbi ca nhin ngudi



23

lao dong déu c6 nhitng diém manh, kha ning khac nhau nén cac phuong thirc tao
dong luc cho cac ca nhan lao dong tich cuc ciing khac nhau. Khi tao diéu kién cho
ca nhan nguoi lao dong phat huy dugc nang luc, s& truong ctia minh thi lac d6 sé
lam cho dong luc lao dong cua ca nhan do tang 1én.

Ning luc vira 12 yéu té di truyén vira 1a két qua cua su rén luyén, ning luc
tao ra kha ning cua ngudi lao dong. Panh gia ding ning luc 1 co s dé nha quan Iy
str dung c6 hiéu qua nguoi lao dong trong doanh nghiép.

Tinh céch cia nguwoi lao déng: Pay 1a yéu té bén trong cua mdi con ngudi va
dugc thé hién qua quan diém cua ho trugc mot su viéc hay mot su Kién nao do.
Quan diém c6 thé mang tinh tich cuc hoic tiéu cuc vi thé tao dong luc chiu mot
phan anh huang do tinh cach cua nguoi lao dong.

Thai d¢ ciia nguoi lao déng véi té chirc va véi cdng viéc cia minh: Qua trinh
tao dong luc can phai chd y téi yéu t6 nay. Khi nguoi lao dong cé quan diém thai do
dung din thi hanh vi lao dong cua ho s& theo chiéu hudng tich cuc, tir d6 ho s& nang
cao dugc nang suat lao dong va chat luong cong viéc.

1.4.2. Cac nhan té thugc vé méi trwong bén trong té chic

Nhitng nhan té thudc vé to chirc ¢é tac dung thu hit nhimg nguoi lao dong
tai gioi vé lam viéc va gan bo lau dai véi té chie, vi vay nhiing nha quan ly can khai
thac nhitng nhan té nay nham tao dong luc, théi thuc nguoi lao dong lam viéc co
hiéu qua. Nhém cac nhan t nay bao gom:

Co cdu 16 chirc: Co cau td chuc 12 hé théng cac nhiém vu, mdi quan hé, béo
c4o va quyeén lyc nham duy tri sy hoat dong cua té chirc. Co cau td chic ¢o vai tro
quyét dinh dén toan bo hoat dong va thanh bai cua té chire. Co ciu td chic hop ly
biéu hién bang viéc phan chia quyén han va nhiém vu cua cac bo phan, ca nhan rd
rang, linh hoat khong chong chéo phi hop vai thuc té caa té chic lam cho ngudi
lao dong nhan thirc ro duoc vi tri, trdch nhiém caa minh, tir 46 ngudi lao dong co tu
cha va c6 y thirc trong cdng viéc, thuc hién hoan thanh cong viéc véi ning suat va
hiéu qua cao. Nguoc lai co cau to chizc khong hop 1y, thiéu linh hoat, chong chéo

dan t&i cong viéc kém ning sut, hiéu qua thap.
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Céc chinh sach quan tri nhan lyc: M&i mét t6 chire déu c6 cac chinh sach
quan tri nhan sy khac nhau, chinh sach lwong, thuong, phuc loi, ché d6 dai ngo,
chinh sach dao tao. Cac chinh sach nay tac dong truc tiép dén quyén loi va trach
nhiém cua nguoi lao ddng vi vay néu c6 nhitng chinh sach phd hop thi ngudi lao
d6ng s& c6 co hoi phét huy hét nang liuc, cong hién cho té chire, gan bé véi té chuc.

Vin héa té chirc: Van hoa to chire duoc hinh thanh trong suét qué trinh tir
khi thanh 1ap t6 chuc, bao gdm hé thdng céc gia tri, chinh sach, tac phong, I& 15i 1am
viéc, cac mdi quan hé trong to chirc trong sang, doan két gitip d& nhau tao ra mot
moi truong 1am viéc tdt, tir d6 16i cudn dugce nguoi lao dong 1am viéc, gan bo lau
dai cung t6 chic.

Yéu té cong viéc: Pong luc lao dong chiu nhiéu anh hudng tac dong cua
nhiéu nhan t6 khac nhau. Nhém nhan t4 thudc vé cong viéc bao gom:

- Céc k¥ ning nghé nghiép can thiét dé thuc hién cong viéc; Muac do phuc
tap trong cong viéc; Muc d6 chuyén mén hda trong cong viéc; Su mao hiém, rai ro
ctia cong viéc; Muc do hao phi vé tri lyc; Tinh hap din cua cong viéc

Cin cir vao cac yéu té trén thi nguoi quan ly sir dung lao dong phan cong
cbng viéc cho nguoi lao dong mot cach phu hop ding vaéi nang luc, sé truong thi
nguoi lao dong s& phat huy duoc hét kha niang cua minh d6 chinh 1a dong luc lao
dong.

biéu kién lam viéc: Trong t6 chirc ma ngudi lao dong duoc quan tam dén cac
diéu kién lam viéc nhu van phong lam viéc, trang thiét bi may méc, trang bi bao ho
an toan lao dong thi ho s& yén tam 1am viéc. Néu duogc 1am viéc trong diéu kién tét
nhét voi day da cac trang thiét bj hd tro cho cong viéc thi d6 1a co s dé tao ra ning
suat va chét luong lao dong cao, ngudi lao dong s& c6 dong luc 1am viéc.

1.4.3. C4c nhan té thugc vé méi trwong bén ngoai té chiic

Cac quy dinh cua phap lugt: Cac quy dinh cua phép luat caa Chinh phu
nhét 1a vé luat lao dong 1a co s quan trong dé dam bao cac quyén loi va nghia vu
cua cac bén trong quan hé lao dong, dic biét 1a bao vé nguoi lao dong vi ho ¢ thé

yéu hon trong mdi quan hé nay. Mot sb cac luat cu thé anh huéng téi ngudi lao
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dong nhu: Luat lao dong, Luat bao hiém x& hoi, cac Thong tu, Nghi dinh vé tién
luong gop phan dam bao quyén loi ciia ngudi lao dong duoc thuc hién mot cach tét
nhat. Khi luat phap hoan thién va c6 hiéu luc cao thi ngudi lao dong cang yén tam
véi cdng viéc vi vay ho sé chuyén tdm vao céng viéc do khéng phai s¢ su chen ép
ctia ngudi sir dung lao dong, ddng thoi ho ciing khdng thé doi hoi qua dang ddi véi
ngudi sir dung lao dong. Nhu vay hé thdng phap luat tao ra dong luc lao dong 16n
cho nguoi lao dong yén tdm cong tac.

Pdic diém nghanh va linh vic hoat déng: Mdi nghanh, mdi linh vuc hoat
dong sé& cd nhitng dac thu khac nhau. Néu linh vuc thudc co quan hanh chinh cong
thi thuong hudng dén su hoat dong on dinh, l1au dai day chinh 1a dong luc dé nguoi
lao dong muén c6 su on dinh 1au dai huong dén. Con cac linh vuc khac nhu ngan
hang, kinh té, tai chinh c6 thu nhap cao, linh hoat thi 1a dong luc cho nguoi lao
dong ning dong tim kiém cong viéc trong cac linh vuc nay.

Boi canh cua nén kinh té: Ty thudc vao bdi canh kinh té hién tai ciing nhu
xu hudng phét trién thi nguoi lao dong ciing chiu nhiing tac dong. Néu trong thoi
diém nén kinh té suy thoai thi ngudi lao dong c6 xu huéng tim kiém va lya chon cac
cong viéc on dinh va néu nén kinh té dang phat trién manh mé thi nguoi lao dong cé
xu hudng tim cac cbng viéc nang dong co6 thu nhap cao. Vi vay nguoi quan ly lao
dong can nim bat duoc cac xu hudng cua thoi dai va diéu chinh cac chinh sach
quan ly lao dong phu hop véi cac xu hudng do6, qua do tao ra duge dong luc lao

dong.
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CHUONG 2: THUC TRANG TAO PONG LUC CHO NGUOI
LAO PONG TAI CONG TY CO PHAN NUGC SACH QUANG
NINH.

2.1. Tong quan vé Cong ty ¢6 phan nwéc sach Quang Ninh.
2.1.1. Qud trinh hinh thanh va phdt trién ciia Cong ty co phin nuéc sach
Qudang Ninh

Cong ty C6 phan nudc sach Quang Ninh duoc chuyén doi tir Cong ty TNHH 1
Thanh vién kinh doanh nudc sach Quang Ninh (tién than 1a Cong ty thi cong va Cap
nudc Quang Ninh).

Cong ty C6 phan nudce sach Quang Ninh chinh thie bat dau di vao hoat dong ké
tir ngay 01/01/2014 theo Luat doanh nghiép va Luat Ching khoan giay chitng nhan
dang ky kinh doanh s6 5700100104 do S¢ Ké hoach dau tu tinh Quang Ninh cip
dang ky ngay 31/12/2013.

Ngay dau thanh lap, co sé vat chat ciia Cong ty con nghéo nan va lac hau. Tong
cong suét thiét ké cac ngudn nude chi dat 5.000m3/ngaydém, ngudn nuéc khai thac
cha yéu 13 nudc giéng ngam. Tong sé mang ludi cap nudc cap 1 - 2 trén 30 Km, va
25 km 6ng phan phéi cap 3. Mtic d6 bao phu cip nudc tir 10 dén 15%. Chat lugng
nuéc khdng qua xt 1y dac biét 1a khong co hé théng Bong hd do dém tinh toan giita
cung cap va tiéu thu.

Tong s6 CBCNV thoi ky dau 1a 413 nguoi trong d6 ¢6 05 k¥ su, 09 ky thuat
vién, 04 tho bac 6 va 41 tho bac 4-5 con lai 1a lao dong phé thang.

San luong nudc may: 4.484.000 m3; Doanh thu: 703.988.000d; Xay 14p:
1.420.000d; TSCD: 13.966.0004.

Trai qua 40 nam x4y dung, phat trién va truéng thanh dac biét tir ndm 1986 khi
ca nudc chuyén minh trong thoi ky di méi, Cong ty di khong ngiing 16n manh, toc
d6 ting truéng cua Cong ty ndm sau ludn cao hon nim trude, hang nim déu hoan

thanh xuat sic cac chi tiéu Nha nudc giao.
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Tinh dén nay, tong cong suit thiét ké cac ngudn nudc cua Cong ty da dat
trén 200.000 m3/ngay dém, ting 12,5 1an so voi ngay dau thanh lap. Cong ty da
thuc hién duy tri 05 phong thi nghiém dé kiém soat nghiém ngat. San luong nuéc
may thuong pham nam 2016 udc dat 48,5 triéu m3, tong doanh thu udc dat 500 ty
ddng, ty that thoat giam xudng dudi 18%.

Dai sdng cua can bd cong nhan vién duge nang cao, dam bao du viéc lam
thu nhap 6n dinh, binh quan nam 2016 udc dat 7,162 triéu dong/ngudi/thang.

2.1.2. Linh vwc sin xudt kinh doanh

Khai thac, san xuit va kinh doanh nuéc sach phuc vu sinh hoat, du lich, dich
Vu, San Xuat va cac nhu cau khac trén dia ban tinh Quang Ninh; Quan Iy cac dy an
dau tu phat trién cip nudc, cac hé thdng cap nude trén dia ban tinh; Thiét ké, ché
tao, san xuat kinh doanh, nhap khau may mdc, vat tu thiét bi cong nghé chuyén
nganh cip thoat nudc va vé sinh méi truong; Nghién ctu xay dung cac phan mém
cdng nghé thdng tin, ang dung va chuyén giao céng nghé trong linh vuc cap thoét
nudc va céng nghé phan mém; San xuét va kinh doanh nuéc tinh loc; Pau tu, kinh
doanh nha & va vin phong lam viéc. Kinh doanh bat dong san, khach san.

Pia ban hoat dong cuia Cty vé quan Iy hé thong cap nuéc, cung ung, kinh doanh

nuéc sach cho nhu cau tiéu dung va san xuét 1a khu vyc tinh Quang Ninh.

- Céc nganh, nghé khac pht hop quy dinh cta phap luat.
2.1.3. Két qua hoat dpng sin xudt kinh doanh ciia Cong ty cé phin nuwéc
sach Qudng Ninh

Tir bang 2.1 cho thiy doanh thu cua Cong ty giai doan 2012 -2016 ting dan
qua cac nam tir 258,650 ty dong (ndm 2012) 1én t6i 464,577 ty dong (nam 2016) voi
tdc do ting doanh thu binh quan 13 15,98%/ nim. Cung v&i su ting truéng vé doanh
thu, loi nhuén cua Cong ty dat dugc trong 5 nam qua ciing da c6 su tang truong, tuy
con nhé nhung ciing dang khich 18 vi mic loi nhuan nim 2016 1a 32,438 ty dong,
gap 4,14 1an lgi nhuan nam 2012.

Hon nita, ning suit lao dong tinh theo doanh thu caa Cong ty va tién luong

binh quan cua ngudi lao dong ciing khong ngimg duoc cai thién va ting dan qua cac
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nam, chi c6 tir ndm 2013 dén nim 2014 ning suit lao dong giam, tién luong binh
quan giam do lgi nhuan cia cong ty nam 2014 c6 sut giam do chi phi ldi vay cua
cong ty kha cao. Ty ¢ gia ban/gia thanh cua cong ty chua cao, cu thé cac nim 2013;
2014 1a: 103%, 111%, vi thé ma ty 18 loi nhuan/doanh thu cua cong ty chua cao,
tuong Ung cac nam 1a 8,27%; 7,01%. Tuy nhién so voi mat bang chung cua céc
cong ty nganh nudc thi ty 16 nay ciing twong ddi tét. Vé co cu gia nudc cua cong
ty: Chi phi nhan cong va chi phi khau hao cua céng ty con twong ddi cao. Nguyén
nhan do ndm 2014, cong ty thuc hién khiu hao nhanh di véi tai san ¢é dinh la may
mac thiét bi theo ty 1& 12 1,6 so voi mac khau hao theo khung di Iwa chon tuong
g voi sd tién khau hao bo sung la 14,518 ty dong., Tir sau naim 2014 dén 2016 s6
licu doanh thu, lgi nhuan ting dan. Cu thé ning suit lao dong binh quén ting tir
19,958 triéu dong/ngudi/thang nam 2012 1én dén 28,054 tridu dong/nguoi/thang
nam 2016 trong khi tién lwong binh quéan ting tir 5,407 triéu dong tsi 7,162 triéu
ddng/nguoi/thang. Khi so sanh gitta téc do ting ning suit lao dong binh quan va téc
d6 tang tién luong binh quan cho thay téc d6 ting tién luong binh quan ludn thap
hon tdc d6 ting ning suat lao dong binh quan. Nhu vay mirc d6 ting ning suat lao
dong hién tai cao hon tién lwong c6 thé do cac nguyén nhan sau:

Do yéu cau vé kha ning canh tranh: Trong nén kinh té thi truong, trong san
Xuat dé canh tranh duoc thi san pham gia thanh phai thap tac la phai giam chi phi
cho mét don vi san pham, tién lwong 13 mot trong nhitng chi chi cau thanh nén gia
cua san pham, giam chi chi phi tién lvong cho mét don vi san pham lam giam gia
thanh san pham, ting ning suit lao dong lam giam hao phi strc lao dong cho mot
don vi san pham hay giam chi phi tién lwvong cho mot don vi san pham.

Do NSLD chi 1a mét bo phan cua tong ning suat. NSLD tang 1én do nhiéu yéu
t6 khach quan, chi quan nhu c6ng nghé san xuat, mdi trudng lao dong, tai nguyén
thién nhién, con nguoi...

Do yéu cau tich lity. Nhu trén da néi NSLD ting 1én mot phan la do cong nghé
san xuat, nhu vay can thiét phai trich mot phan lgi nhuan tir két qua ting NSLD

nham tich liy dé dau tu, doi moi trang thiét bi cong nghé dé quay tré lai phuc vu
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san xuét, lam ting NSLD, nhu vay san phim lam thém duoc do ting NSLD khong
duoc dung hoan toan cho tang thém tién lwong lam cho tdc d6 ting tién lwong ludn
thip hon mirc d6 ting NSLD.

Nhu vay, trong thoi gian vira qua tuy con gip nhiéu khé khin, nhung véi
chién lugc phét trién dung din, khéng ngimg dau tu d6i méi cdng nghé, ap dung cac
phuong phap quan ly tién tién, c6 mot doi ngii nhan luc chat luong cao, nhiét tinh
hing say gin b6 vai cong viéc, Cong ty van duy tri va phat trién hoat dong san xuat
kinh doanh dat muc doanh thu va lgi nhuan cao, khdng ngirng nang cao thu nhap,
cai thién doi sdng cho nguoi lao dong tir d6 cung ¢b va nang cao vi thé caa doanh

nghiép trén thi truong.
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Bang 2.1: Két qua san xuit kinh doanh ciia Cong ty c6 phan nuwéc sach Quang Ninh giai doan 2012 -2016

» Binh quan
TT Chi tiéu PVT 2012 2013 2014 2015 2016

2012-2016
1 | Doanh thu Tydong | 258,650| 309,440 333,218| 370,153| 464,578 347,20
2 | Loi nhuén sau thué Ty dong 7,842| 11,935| 19,210| 20,809 32,438 18,45
3 | Tong quy tién lwong Ty dong 85,25| 100,68| 105,27 112,7 135,45 107,87
4 | Téng s lao dong nguoi 1080 1128 1220 1300 1380 1221,6
5 | NSLD binh quén tr.d/mg/th | 19,958| 22,861| 22,761 23,728 28,054 23,472
6 | Tién lwong binh quan tr.d/ng/th 5,407 5,90 6,15 7,035 7,162 6,33
7 | Téc dp ting NSLD % | 1455|  -044 4,25 18,23 -
8 | Téc dd ting TLBQ % - 9,12 4,24 14,39 1,81 -

Nguon: Sé liéu béo céo két qua hoat déng san xuat kinh doanh ciia Cong ty cé phan nuwéc sach Quang Ninh 2012-2016
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2.1.4 Cdc dic diém ciia Cong ty c¢6 phan nwéc sach Quing Ninh dnh

hwéng dén tao dong lwe cho ngwoi lao dpng
2.1.4.1. Bdc diém vé nganh nuéc

Nganh cp nuée ndi chung va Cong ty c¢d phan nude sach Quang Ninh va
mét s6 nganh khac hién nay tai Viét Nam la nganh doc quyén do nha nudc quan ly
véi muc dich 1a nham dam bao cho hoat dong cua dat nuéc duge 6n dinh, théng
nhat, dam bao tot hon nhu cau thiét yéu cta nguoi dan, trinh manh mun, ling doan
ctia tu nhén, tu ban. Viéc ap dung doc quyén nha nude & mot sé linh vuc trong giai
doan qua d6 hién nay la rat ding dan, hop 1y va can thiét. Vi 1a nganh doc quyén

nén cling c6 nhirng vu diém, khuyét diém.

Uu diém 1a: cdng viéc, ché do va thu nhap cia ngudi lao dong on dinh, binh
quan thu nhap cao hon so véi khdi hanh chinh sy nghiép. Vi vay ngudi lao dong
yén tam lam viéc, gin bo voi doanh nghiép

Nhuoc diém: Doanh nghiép hay y lai trdng cho vao su bao ho va bao cap cua
nha nudc. doanh nghiép hoat dong trong cac linh vic ndy cham d6i méi, cai tién
phuong phap 1am viéc quan Iy din dén nguoi lao dong khong hai long, lam viéc
khong c6 hiéu qua cao, thiéu dong luc 1am viéc, khong phd hop véi ngudi niang

dong, mudn cé thu nhap cao.
2.1.4.2. Dac diéem vé von

Trong giai doan 2014- 2016 (bdng 2.2 phu luc 8), gia tri tong tai san ciing nhu
ngudn vén chi so hitu cua Cong ty o su ting trudng nhung con thap véi muc ting
lan luwot 12 1,16 va 1,11 lan. Trong d6, nguon von cha so hitu chiém ty trong cao
trong téng tai san cua Cong ty. Bén canh do, ty suat lgi nhuan rong trén vén chi so
hitu cling lién tuc ting 1én dat 3,48% niam 2016. Nhu vay, voi nang luc von caa
Cong ty néu dugc sir dung c6 hiéu qua s& gop phan tao diéu kién cho Cong ty dau tu
cdng nghé, d6i méi cach thirc quan ly, nang cao hiéu qua san xuat kinh doanh ciing
nhu doi song cia nguoi lao dong tir 6 1am cho ngudi lao dong gan bé véi cong ty,

Co @ong luc lam viéc cao.
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2.1.4.3. Bgc diém vé lao dong

S6 lao dong cua toan Cong ty ¢d phan nudc sach Quang Ninh c6 su bién dong
trong thoi gian tir naim 2014 - 2016, ting tir 1220 lao dong (nim 2014) 1én dén 1380
lao dong ( ndm 2016)

Xét theo gidi tinh va nhdm tudi: cho thdy lae déng nam tai Cong ty cé phan
nwoc sach Qudng Ninh co ti trong ldn hon khéng nhiéu so véi lao déng niF va
gdn nhw khéng thay déi Vé ti trong tir ndm 2014 dén nam 2016 (bang 2.3 phu luc
8).

Déi véi nghanh khai thac, san xuat va cung cap nudc sach véi dic thu cong
viéc khdng nhiéu nang nhoc, nguy hiém va doc hai nhung voi co ciu lao dong tinh
theo gi6i tinh nhu trén ciing chua that hop ly. Hién nay lao dong nam con thiéu dé
thuc hién céc cong viéc ning nhu stra chita va thi céng cac cong trinh cap nuéc
trong khi cac lao dong nit chi 1am cac cong viéc gian tiép hoic van hanh may bom,
ghi s6 ddng ho va thu ngan. Vi ti trong nam va nit gan ngang bang véi nhau vi vay
can quan tdm dén nhu cau di voi cong viéc cua ca hai gigi nhu nhau khi tién hanh
cong tac tao dong luc lao dong dé dua ra cac bién phap tao dong luc phu hop, thoa
man nhu cau cia nguoi lao dong.

Do tudi trung binh cua luc luong lao dong trong Cong ty la 38,02 trong d6
nhom d6 tudi tir 30 tudi dén dudi 50 tudi chiém ty trong cao nhat tdi 65,79%, day
chinh 12 nhdm tudi quan trong nhat, c6 nhiéu kinh nghiém trong cong viéc, 1a luc
lugng nong cét tao diéu kién dé phat trién doanh nghiép (Hinh 2.1). Do dic diém vé
d6 tudi khac nhau nén nhu cau déi voi cong viéc ciia mdi nhom tudi ciing khéac
nhau. Di véi nhirng ngudi lao dong tré c6 thé quan tim hon dén mirc luong cao, co
hoi hoc tap, co hoi dé cong hién, co hoi thing tién, co hoi giao luu hoc hoi, trong
khi d6 nhitng nguoi lao dong cao tudi va cd tham nién cong tac thi nhu cau dugc ton
trong, tu hoan thién minh cao hon nén chd trong vao viéc thiét ké lai cong viéc theo
hudng 1am mai mé cdng viéc, giao thém trach nhiém, giao quyén tu chi trong cong

viéc va cong viéc on dinh.
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10.51%

E< 30 tubi
[ 30 - 50 tudi
0> 50 tudi

65.79%

Hinh 2.1: Co cdu lao dong ciia CT CPNS QN theo nhém tudi nim 2016
Nguon: Sé liéu thong ké cuiia phong té chire lao déng Cong ty CPNS Quang Ninh

Néu xem & khia canh theo trinh dé chuyén mén: qua (bang 2.4 phu luc 8)
cho thdy luc lwong lao dong tai Cong ty ¢6 phan nudc sach Quang Ninh c6 chat
lugng tuong dbi cao trong d6 va ¢ xu hudng ting 1én vé ty trong lao dong co trinh
do6 dai hoc va trén dai hoc. Trong khi d6 ty trong lao dong ¢ cac trinh d6 con lai cé
xu huéng giam. Luc luong lao dong co trinh do ngay cang cao thi kha nang nam bat
cong viéc, 1am chua thiét bj cang tot tir 46 ning cao hiéu qua thuc hién cong viéc, dat
nhiéu thanh tich. Va chinh nhiing thanh tich, két qua cong viéc tét lai 1a dong luc
thuc day ngudi lao dong phan dau hon nita trong cong viéc.

Qua bang 2.5 phu luc 8 cho thay: co céu lao dong phan chia theo chuc danh
cdng viéc cho thay ty 1¢ lao dong gian tiép tai toan Cong ty nam 2016 chiém ty
trong 1a 21,59%, con lao dong truc tiép san xuét kinh doanh chiém t6i 78,41%.

Tién hanh nghién ciru ¢ 3 Xi nghiép 1a Udng Bi, Pong Triéu va Hon Gai thi ty
trong lao dong gian tiép chiém lan luot 1a 15,15%; 12,87% va 12,56%. Diéu nay
cho thay co cdu bd may quan Iy & cac Xi nghiép trong Cong ty kha hop |i can duy
tri ti trong nay, tuy nhién sé luong lao dong gian tiép ¢ cac phong, ban nghiép vu
Cong ty, cac trung tam cua Cong ty thi van con cong kénh, né dan téi viéc ting ti
trong lao dong gian tiép toan Cong ty 1én dén 21,59%. B may quan ly cong kénh
anh huong dén két qua hoat dong san xuét kinh doanh cua Céng ty do d6 can phai

tinh giam nham nang cao hiéu qua hoat dong cua doanh nghiép, giam chi phi gian
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tiép va tao dong luc thuc day nguoi lao dong 1am viéc hiéu qua hon.
2.1.4.4. Bdc diém vé qui trinh cong nghé

Hién tai, Cong ty c6 phan nudc sach Quang Ninh dang sir dung nhiéu loai day
chuyén cdng nghé khai thac, xir ly va cap nuéc khac nhau do van con khai thac cac
nha may xu ly nude da dugc xay dung tir kha lau, trong thoi gian vira qua Céng ty
d3 xay méi, nang codng suat, cai tao nhiéu nha may xt 1y nudc véi cong nghé hién
dai, diéu khién tu dong mot s6 khau co ban, céc théng sb ki thuat, thong sé vé chat
lugng san pham duogc hién thi tai phong trung tam tir d6 ngudi van hanh theo dai va
diéu chinh sao cho chat luong san pham dat theo tiéu chuan. Nhung chung qui lai

qui trinh xtr Iy nude co ban la nhu nhau:

. o R £ Thép cao tai 2
Nudc khai thac » Tram bom cép 1 khir Fe, Mn Bé loc
\ 4
Ra mang Tram bom | Béchiwa | Tram diéu
st dung cap 2 A hoa Clo

So dd 2.1 So @6 qui trinh xir 1y nwéc sach

Nguon: So dé quy trinh day truyén cong nghé xir Iy nueéc cua phong kj thugt Cong ty

¢6 phan nuéc sach Quang Ninh
Véi day chuyén cong nghé hién dai doi hoi nhitng nguoi lao dong phai c6
trinh do cao, phai dugc dao tao bdi dudng thuong xuyén dé co thé hiéu rd nguyén Iy
hoat dong cua thiét bi dé c6 thé van hanh thiét bi mot cach tét nhat. Con véi cac day
chuyén xir 1y cii van dang duoc st dung & mot sé nha may c6 cdng suit thap thi
Cong ty ciing di co ké hoach dan chuyén sang day chuyén céng nghé hién dai hon.
Do qui trinh k¥ thuat cdng nghé san xuat phai trai qua nhiéu cong doan nén doi hoi
phai st dung nhiéu loai lao dong & c4c nganh nghé va c6 trinh d6 khac nhau. Do
d6, doi hoi can phai ¢ nhitng bién phap tao dong luc phi hop véi ting nhém lao

dong khac nhau.
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2.1.4.5. Co céu t6 chirc

Cong ty ¢6 phan nudc sach Quang Ninh hién nay dang hoat dong theo mo
hinh Céng ty - Xi nghiép, Trung tdm véi so dd nhu ( so' dé 2.2)

- Hoi ddng quan tri 1a bd phan tryc tiép quan 1y diéu hanh Céng ty dé thuc
hién céc chién lugc phéat trién.

- Ban kiém soat: c6 nhiém vu kiém tra tinh hop phap, hop ly trong moi hoat
dong quan ly, diéu hanh san xuat kinh doanh cua Cong ty.

- Tong Giam dbc: Do Hoi dong quan tri bo nhiém 1a nguoi 1a nguoi diéu hanh
Cong ty, 1a chu tai khoan Cong ty va chiu trach nhiém trudc Hoi dong quan tri, va
truéc phap luat vé toan bo hoat dong cia Cong ty.

- C4c Pho Téng Giam ddc giup d& Tong Giam dbc didu hanh va quan ly cac
hoat dong cua Cong ty theo ting linh vuc ciing nhu khu vuc dugc phan cong bao
gom: P.TGD phuy trach Ki thuat, P.TGP phu trach Kinh doanh, P.TGP phu trach
chéng that thu, that thoat

- Céc phong ban nghiép vu Coéng ty co trach nhiém giam sét, phdi hop ciing
nhu theo dai va hd trg nghiép vu d6i véi cac Xi nghiép, Trung tam thanh vién.

- 13 Xi nghiép, Trung tdm va Ban quan ly du an thanh vién.

Véi co cau td chirc kha phi hop véi mo hinh Céng ty - Xi nghiép, Trung tam
hién nay tai Cong ty, gidp Cong ty c6 sy quan ly thdng nhat d6i véi cac Xi nghiep
thanh vién, huy dong va st dung cac ngudn lec cua Cong ty mot cach hiéu qua
trong viéc thuc hién cac muc tiéu chién luoc da dé ra. Tuy 1a mot Cong ty khong
phai 13 16n nhung véi tuong lai Cong ty ngdy cang phat trién thi cac moi quan hé
quan ly, trao doi, hop tac ngdy cang nhiéu va phuc tap hon doi hoi ngudi quan ly
phai c6 trinh d6 va nang luc khdng ngimg dugc nang cao dé c6 thé van hanh ca hé

théng hoat dong tron tru thong sudbt.
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So dd 2.2: Co cau to chire COng ty co6 phan nwéc sach Quang Ninh
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2.2. Phén tich thuc trang tao dong lwe cho nguwdi lao dong tai Cong ty co
phin nwée sach Quang Ninh giai doan 2012 — 2016.

2.2.1. Cong tac xdc dinh nhu ciu cia ngwoi lao djng

Cong ty ¢ phan nuéc sach Quang Ninh trong thoi gian vira qua khong tién
hanh cé4c hoat dong khao sat xac dinh nhu cau cia ngudi lao dong ma mic nhién
thira nhan rang tién luong va tap trung vao nhitng giai phap ting tién lwong, thu
nhap cta nguoi lao dong 12 bién phép tao dong luc. Qua khao sat didu nay 1a ding
tuy nhién chua da béi vi nhu cau cia nguoi lao dong 1a khac nhau va da da dang
d6ng thoi thay doi theo thoi gian, ngoai thu nhap ngudi lao ddng con co rat nhiéu
nhu cau khac duoc théa méan song song véi né nhu nhu cau duoc thing tién phat
trién nghé nghiép, duoc hoc tap ning cao trinh do, duoc 1am nhitng cong viéc phu
hop véi ning luc, dugc 1am viée trong diéu kién tét...Chinh vi thé ma can phai quan
tam diéu tra xac dinh nhu cau ciia nguoi lao dong trong ting thoi ky.
2.2.2. Cong tac tién lrong, tién thwéng va ché do phuc loi
2.2.2.1. Cong tdc tién heong, tién cong

Tién luong ludén duge CONg ty coi 1a mot cong cu quan trong dé tao dong luc
lam viéc khuyén khich ngudi lao dong 1am viéc

Tién luong thang cua cdng nhan vién trong cong ty duoc tra theo bang hé sé
lrong khoan theo cong viéc va duogc chi tra 1 dot qua ATM vao ngay 10 hang
thang. Cong thuc tinh nhu sau:

Thu nhap ctia nguoi lao dong = TLinoan + TLte + TLn+ An ca +TLec
Trong do:

+ TLknoan 12 tién luong khoan theo cong viéc

+ TLtc la tién luong thoi gian

+ TL7n la tién luong phy cap tham nién

+ An ca 1 tién an cong nghiép giira ca

+ TLec |2 tién luong phu cap khéc

Tién lvong khoan ciia ngudi lao dong duogc tinh nhu sau:
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TL _ kahoén

khoan — " xn; x hy x K,
Zni xh, x K,
i1

Trong do:

+ Vinhoanla qu¥ luvong khoan cua don vi

+m la s6 luong CBCNV trong don vi

+ hi 1a hé s6 tién lwong theo cong viéc khoan cua ngudi lao dong the i duoc
huong ( tra theo bang hé s luong khoan theo cong viéc )

+ nj 1a s6 ngay cong hoic gid cong lam viéc thuc té cua ngudi lao dong

+ K; 1a hé sb danh gia mirc do hoan thanh cong viéc cia ngudi lao dong thu |

(bang 2.6; 2.7; 2.8 phu luc 8)

Tién luong cua bo phan ghi sé ddng hd, thu ngan dugc tinh khoan theo sé
luong ho khach hang.

CBCNV duoc xét xép hé sé luong phai dam bao hai diéu kién sau:

CBCNV thuong xuyén hoan thanh cong viéc vé s luong, chit luong theo
chtrc nang nhiém vu duogc giao; co y thac trong thuc hién nhiém vu.

Thuce hién tét noi quy, quy ché caa cong ty, khong trong thoi gian thi hanh ky
luat lao dong theo quy dinh cua B luat lao dong va noi quy lao dong, cac quy ché,
quy dinh cua cong ty.

Tién luong s& duoc tra cho can bd cong nhan vién trong cong ty vao 1 dot qua
thé ATM vao ngay 10 thang sau.

Qua thyc té cho thdy Cong ty nhan thic duoc tim quan trong cua tién luong
d6i v6i ngudi lao dong nén khong nging cai tién tim cac bién phap nham nang cao
tién luong cho can bo cdng nhan vién trong cong ty gan véi dong gop cua ho. Véi
nhitng ¢6 gang cua Cong ty trong cong tac tién luong da dua tién lwong binh quan
cua can b cong nhan vién trong Cong ty ting dan 1én qua cac nim tir 5,407 triéu
ddng/ngudi/thang nim 2012 1én 7,162 triéu ddng/ngudi/thang nim 2016. V&i mic
lwong binh quin ngay cang ting gop phan nang cao doi sdng vat chat cho ngudi lao

dong, ddng thoi kich thich nguoi lao dong lam viéc.
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Bang 2.9: Tién lwong binh quan theo chirc danh

Pon vi tinh: trigu ddng/ngudi/thang

Ubng Bi Pong Triéu
Chi tié i i

Hheu 2014 | 2015 | 2016 | BN | 2014 | 2015 | 2016 | BIT

quan quan
Lao dong quan ly 8,9 10,7 11 10,2 86| 104| 10,8 9,9
Can bd nghiép vu 62| 73 75 7.0 6,5 71 7.3 6,9
Coéng nhéan 53 58 6,1 5,7 51 5,6 59 55
Hanh chinh, tap vu 4,2 4.4 4,8 4,5 4,1 4,2 4,6 4,3

Nguaon: So liéu thang ké tién lwong ciia bé phén lao dong - tién heong Xi nghiép nmwéc Udng Bi va
Péng Triéu

Néu xem xét tién luong binh quan ctia cac chirc danh cong viéc co thé thay co
su chénh léch rd rét. Minh hoa bang sé liéu caa 2 Xi nghiép nuéc Ubng Bi va Dong
Triéu. Co thé thay rang tién lwong binh quan ctia can b quan ly tir truéong pho
phong tré 18n ¢ muc lwong binh quan cao nhét, sau d6 dén can bo nghiép vy, tiép
dén 1a muc luong cua cong nhan, nhitng nguoi tryc tiép san xuat kinh doanh va cuéi
cuing thap nhat 1a mic lwong cua nhirng nhan vién hanh chinh tap vu. Su chénh léch
murc lwong cua 2 Xi nghiép la do quy luvong khoan theo san lugng, doanh thu, ti 1€
that thoat. Ty 1é ciia cac mic luong nay & Xi nghiép nuge Udng Bi l1a 2,29: 1,56:
1,27: 1 va & Xi nghiép nudc Pong Triéu 14 2,34: 1,58: 1,28: 1.

Pé xem xét muc tién lwong hién nay tai Cong ty ¢ tao ra dong luc lam viéc
cho nguoi lao dong hay khong thi phai danh gia qua mac d6 hai long cua nguoi lao
dong dbi véi tién lwong.

Bang 2.10: Panh gia ciia ngwoi lao dong vé tién lwong

Don vi tinh: %




40

Mirc d0 | Hoan | Khéng | Khong

X < ..~ | Gan | Hoan
toan hai Oy | b | toan
Chi tiéu khong | long kien Ny <. | Tong
. n 9 hai hai
hai mot ro X X
5 Iong | long

long | phan | rang

R4t hai long véi mikc thu nhip 11,5 30,8 19,2 | 23,1 | 154 | 100

Tién lwong dwoc chi tra cong
bing dwa trén KQTHCV 11,5 15,4 154 | 30,8 | 26,9 100

Tién lwong nhian dwge dam bao

N X o \ 7,7 23,1 346 | 154 | 19,2 | 100
cdng bang bén ngoai

Hinh thac tra lwong phu hop 0 7,6 30,8 | 154 | 46,2 | 100
Xét tang lwong ding quy dinh 0 7,7 19,2 | 23,1 | 50,0 | 100
Mirc tang lwong hop ly 11,5 26,9 7,7 19,3 | 34,6 | 100

Cic diéu Kién xét ting lrong la 0 115 154 | 269 | 462 | 100
phu h(.),p 1 ) ) H

Nguon: Két qua khao séat vé dong liee lao déng ciia ngieoi lao déng tai CoNng ty cap nuéc Quang
Ninh

Qua bang 2.10 cho thidy mic d6 hai long cua nguoi lao dong dbi véi muc thu
nhap hang thang cé gia tri mode 1a 2 tic 1a s6 nguoi luya chon mie d6 2 (Khong hai
long mot phan) 1a nhiéu nhat. Biéu nay chang té ngudi lao dong chua hoan toan hai
long véi tién luong hién tai, do d6 tao dong luc lao dong théng qua tién luong van
chua cao. Cuy thé trong s6 260 phiéu tra 1i thi chi ¢ 38,5% s nguoi duoc hoi gan
nhu hai long va hoan toan hai long véi mac thu nhap hang thang nhung con cé tdi
30,8% s6 ngudi dugc hoi khong hai 1ong véi tién luong duge hudng va toi 11,5%
tra 10i hoan toan khong hai long. Nhu vay Cong ty can tap trung nghién ctu tao
dong luc thdng qua tién luong cho phi hop véi nhu cau ciia ngudi lao dong.

Dénh gia ciia ngudi lao dong vé cac khia canh cua cong tac tién lwong thi hau
nhu trén 50% song ngudi duoc hoi hai 1ong véi cac khia canh tién luong nhu su
cdng bang, thoi gian xét ting luong, diéu kién xét ting lwong va muc ting luong.
Tuy nhién van con mot ty 1é tuong ddi s6 ngudi dugc hoi khong hai 1ong. Cu thé,
26,9% cho ring tién lwong tuong xtng vai két qua thue hién cong viéc, 30,8% cho
rang tién luvong khong dam bao céng bang bén ngoai. 38,4% va 11,5% tra 16i khdng
hai 10ng v&i mirc tang luong va diéu kién xét tang luong.

Bang 2.11: Mirc d9 hai long d6i véi tién lwong theo chirc danh cong viéc

Don vi tinh: S6 phiéu; %
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Mirc dd hai long véi tién lwong
. i Hoan toan | Khéng hai |Khéng cé y| ~x Hoan
Chi tiéu . R S N 2
! khong hai | long mot kien ro C;?.n {lh“ toan hai | Tong
. A . ai long X
Iong phan rang Iong
Truéng, pho 0 0 0 3 2 5
cac phong ban 0% 0% 0% 60% 40% | 100%
Trwéng, pho 4 8 1 6 2 21
T0, tram 19,05% 38,10% 4,76% | 28,57% 9,52% | 100%
Cén bd nghiép 2 13 14 19 3 51
vu 3,92% 25,49% 27,45% | 35,00% 5,88% | 100%
Cona nhan 23 59 35 32 34 183
g 12,57% 32,24% 19,13% | 17,49% | 18,58% | 100%

Nguon: Két qua khao sat vé dong luc cia nguoi lao déng tai Cong ty Cé phan nuwéc sach
Qudng Ninh

Theo bdng 2.11 vé mirc 6 hai 1ong cua ngudi lao dong theo chic danh cong
viéc cho thay ngudi lao dong 1am viéc ¢ cac chac danh cong viéc cang thap thi muac
d6 hai long d6i vai tién luong cang giam. Cu thé 1a cac chtc danh trudng, pho
phong ban c6 mirc d6 hoan toan hai 16ng chiém 40%, gan nhu hai long chiém 60%
va dac biét ty 1¢ tra 1oi khéng hai long va hoan toan khéng hai long véi muc tién
luong 1a khong c6. Trong khi d6, can bo nghiép vu va cong nhan lao dong la nhitng
ngudi 6 ty & khéng hai 1ong mot phan va hoan toan khong hai long dbi véi muc
tién lwong chiém ti 1¢ cao.

So di con nhiéu nguoi khéng hai 1ong véi tién lwong va cho ring tién luong
thap va chua cong bang d6 1a do cac nguyén nhan sau:

- Hé sb lwong cip bac nha nudc qui dinh con thap, duoc xay dung tir rat 1au,
khong con phu hop véi do dac thu céng cbng viéc va mirc d6 phuc tap cua cong
viéc hién tai nhung lai dugc dung lam cin ctr dé tinh don gia tién lwong va quy tién
lwong ké hoach.

- Bang phan tich cng viéc qua so sai, cung lam 1 céng viéc nhu nhau thi
hudng lwong nhu nhau ma khéng tinh dén nguoi 1am nhiéu céng viéc hon, lam cong
viéc kho hon, hoan thanh cong viéc nhanh hon, hi¢u qua hon. Cac bd phan nghiép

vu gian tiép 1a luong nhu nhau, lao dong truc tiép cing td, tram lwong ciing nhu
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nhau, nhu vay chua xac dinh gia tri cong viéc, so sénh gia tri giita cac cong viéc dé
tinh toan lwong mot cach cong bang. Do d6 dan dén sy cam nhan cua nguoi lao
dong vé sy khdng cong bang trong tién luong gitra cling cong viéc va doi véi céc
cbng viéc khéc .

- Mt lao dong duoc dung dé tinh don gia tién luong chua duoc xay dung
chinh x&c va mang tinh binh quan, chu yéu 1a can cr vao muc lao déng nim trudc
da duoc duyét va hau nhu khong c6 sy diéu chinh ma khdng c6 sy do luong tinh
toan mot cach khoa hoc, do d6 khong phan anh chinh xac hao phi lao dong.

- Mire luong theo nhdm, theo bac da dugc xay dung rd rang tuy nhién van con
chua hop Iy, cu thé 14 mot nhom lwong dugc chi tra cho rat nhiéu di tuong lam cac
cdng viéc c6 tinh chat rat khac nhau, thoi gian xét ting luong & cac nhom c6 hé sb
thap 1a 3 nam ting 1 bac, nhdm c6 hé sé cao 1a 5 nam tang 1 bac ciing kha hop 1y,
tuy nhién mdi nhém chi c6 3 bac va Cong ty khong st dung lao dong bac 3, vay la
ngudi lao dong 1am viéc tai Cong ty 6 nam ddi véi hé s6 thip va 10 nam ddi véi hé
s6 cao la khong ting dugc bac luong nira diéu nay rat khong hop ly va viéc kich
thich dong luc 1am viéc caua nguoi lao dong théng qua tién lwong I con thap.

- Hé théng danh gia thuc hién cong viéc cua ngudi lao dong chua hiéu qua,
chua phan anh dung két qua thuc hién cong viéc caa nguoi lao dong. CAc tiéu chuan
thuc hién cong viéc cua nguoi lao dong con chung chung, khong dinh lugng duoc.
Pénh gia con mang tinh binh quan, moi ngudi lao ddng néu hoan thanh nhiém vu
déu dugc xép loai A, trir nhitng ngudi di khong du ngay cdng hoic co sai s6t gay
hau qua nghiém trong thi méi bi ha loai thanh tich xuéng B, C...V&i cach danh gia
trén khong phan loai chinh xac thanh tich ciia nguoi lao dong. Ngay trong 1 to lao
dong, cong viéc phan cong rd rang cho tirng lao dong phai hoan thanh cac cong viéc
g, tuy nhién khi danh gia két qua thi chi tinh 1a két qua lam viéc chung cua tap thé,
do d6 khong dam bao tinh cong bang trong phan phdi thu nhap.
2.2.2.2. Cong tdc khen thuong

Bén canh tién lwong, Cong ty ciing coi trong cong tac khen thuong va phuc lgi

nhu 1a mot bién phap ting thém thu nhap, chim séc tét hon doi sdng cho ngudi lao



43

dong va khuyén khich ca vé vat chat va vé mat tinh than nhim tao dong luc cho
nguoi lao dong hing say lam viéc dé co két qua t6t hon.

Bang 2.12: Tién thuwéng va phdc lgi binh quin hang nim

Tién thwong va phuc loi % trong

binh quan (1000 dong) tng thu nhap

Toan Cong ty 8.407 8,14
Udng Bi 462 3,65
Pong Triéu 396 3,13
Quang Yén 396 3,13

Nguon: Bao cdo thang ké vé tien thirong va ché do phtic loi cia phong t6 chiic lao dong Cong ty
€o phan nuoc sach Quang Ninh

Hang thang, hang quy va hang nam. Hoi dong thi dua cua cong ty tién hanh
hop va danh gia, xét thanh tich thi dua cta cac don vi va ca nhan trong Cong ty dé
tién hanh khen thuong.

Hién nay hinh thtrc thuong Cong ty dang ap dung chu yéu 1a thudng tién cho
Xi nghiép truc thudc va nguoi lao dong vai cac hinh thirc nhu sau:

- Hang thang xét khen thuéng ddi véi Xi nghiép hoan thanh nhiém vu san xuét
kinh doanh nhu vuot doanh thu, giam that thoat theo ké hoach giao s& duoc thuang
v6i mirc tién thuong qui dinh.

- Thudng sang kién cai tién ky thuat duoc ap dung ddi voi tap thé va ca nhan
ngudi lao dong c6 nhirng phat minh, sang kién nham cai tién ky thuat, hop ly hoa,
nang cao hiéu qua san xuat, kinh doanh ciaa céng ty. Cac sang kién cua ngudi lao
dong s& duoc Hoi dong sang kién va cai tién ky thuat caa Cong ty bao gom cac
thanh vién 1a Giam ddc va 1anh dao cac phong ban, to chirc doan thé trong cong ty
xem xét, danh gia va quyét dinh mic thuéng cian ctr vao tim quan trong ciing nhu
hiéu qua caa sang kién d6 mang lai.

Tién thuong con duoc chi vao céc dip I& Tét Nguyén déan, tét duong lich, ngay
thanh 1ap Cong ty, ngay Chién thing 30/4, ngay Qudc té Lao dong 1/5, ngay qudc
khanh 2/9 va ngay gid t6 10/03 am lich dé nham khuyén khich ngudi lao dong. Tuy
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nhién ty trong cua tién thudng va phac loi trong tong sé thu nhap cua ngudi lao
dong con thap. Cac phan thuong chua kich thich duoc nguoi lao dong vi gid tri con
nho, thoi gian gitra 2 1an xét thudng quéa dai. Vi nhung i do d6 Cong ty nén xem xét
dén diéu nay dé nang cao duoc tinh linh hoat trong tra thd lao, gan két hon giira két
qua thuc hién cong viéc cua ngudi lao dong véi thi lao ma ho nhan duoc dé thic
day tinh than hing say lao dong.

Qua két qua khao sat danh gia ctia ngudi lao dong vé tién thuong cho thay
trong s nhitng ngudi duoc hoi va tra 1oi thi chi co 23,08% s6 ngudi cam thay gan
nhu hai 10ng va hoan toan hai long véi tién thuong dugc nhan tir cong ty trong khi
d6 s6 nguoi cam thay hoan toan khong hai 1ong va khdng hai 10ng mot phan chiém
ti 16 16n 61,54% . Piéu d6 chung to cdng tac khuyén khich bang tién thuong dbi voi
nguoi lao dong chi ¢ mot phan nho tac dong dén nguoi lao dong con lai chua co
tac dung kich thich d6i véi hau hét ngudi lao dong. Picu do6 dugc thé hién trong
bang diéu tra ti 1& ngudi lao dong khdng hai 1ong véi mic thuong va khdng ¢ tac
dung khuyén khich chiém toi 53,85%. Cac muyc danh gia khac vé khen thudng ciing
O ti Ié cao tuong tu. Nhu vay cong tac khen thuéng ctia Cong ty chua dap ung
duoc nhu cau cia ngudi lao dong, Vi vay nd chua tao duge dong luc cho ngudi lao
dong (bang 2.13)



Bang 2.13: Panh gia ciia nguwoi lao déng vé cong tic khen thudng
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Hoan | Khong | Khong | a1 Hoan
toan hai coy nhu toan
Cau hoi khéng | long kien . iy
. n 9 hai hai
hai mot ro lon Ion
long phan rang g g
Hai 1ong véi tién thwéng dwoc nhan 30,77 30,77 | 15,38 | 11,54 11,54
Hinh thirc thwéong da dang va hop ly 30,77 38,46 | 11,54 7,69 11,54
Mire thuong hep ly va co tac dung | oage | 3077 | 1154 | 1538 | 19,23
khuyen khich.
Piéu Kkién xét thwang hop ly 11,54 | 30,77 | 1154 | 26,92 | 19,23
S;’r‘,‘gg tic danh gia xét thwong cONg | 1538 | 2308 | 2308 | 2308 | 15,38
Nguwoi dwoc khen thwéng 1a phu hop 11,54 19,23 | 30,77 | 19,23 19,23
Khen thwéng dung lic va kip thoi 26,92 30,77 | 19,23 7,69 15,38
Nhan thay ro moi quan h gira ket qua | 14 54 | 2695 | 3077 | 19,23 | 11,54
lam viéc va phan thwéng twong xirng

Nguon: Két qua khdo sat vé déng luc lao dong cia nguoi lao dong tai Cong ty cé phan nuwéc

sach Quang Ninh

Khi nghién ctru sau hon vao cong tac khen thuong dang ap dung tai Cong ty,

tac gia co rat ra mot s6 nhan xét vé nguyén nhan khong hai long ddi véi cong tac

khen thudéng nhu sau:

- Mure khen thuong thap, khéng c6 tac dung kich thich nhiéu. Vi du nhu voi

danh hiéu chién si thi dua co so phai 1a nhitng nguoi xuat sac trong s6 nhitng lao
dong tién tién va c6 sang kién cai tién ky thuat co so mdi nim xét mot 1an thi mac
thuang chi 1a 500.000 ddng. Véi mic thuong thap nhu trén trong khi tiéu chuan dé
dat dugc cac thanh tich d6 rat kho. Vi vay cong ty can diéu chinh lai mirc thuong
sao cho twong xtng vai tinh hinh hién tai dé né 1a mot nhan té kich thich tinh than
lao dong

- Két qua danh gia thyc hién cong viéc cua ngudi lao dong duoc dung 13 cin
ctr dé xét thuong tuy nhién khi danh gia con chung chung, né nang va khdng sat véi
thuc té lao dong, chua phan dnh dung thanh tich ciia nguoi lao dong, dan dén nguoi
lao dong cam thay sy khdng cdng bang.

2.2.2.3. Cong tac thuc hién ché dg phuc loi
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Nhan thire duoc tim quan trong cua phic loi ddi véi tao dong luc cho ngudi
lao dong, Cong ty luén dam bao thuc hién cac khoan phuc lgi bat buoc nhu bao
hiém xa hoi, bao hiém y té, cac ché do ém dau, thai san, tir tuat theo dung qui dinh
cua phap luat, ngoai ra Cong ty, Xi nghiép con c6 nhitng mirc hd trg thém theo quy
ché. Sb liéu dong bao hiém x& hoi cua Cong ty c6 phan nudc sach Quang Ninh (
phu luc 2)

Bén canh d6, dé tao diéu kién chim lo doi séng cho nguoi lao dong, ciing nhu
tao diéu Kién cho nguoi lao dong lam viéc gan bo véi Cong ty khuyén khich cac Xi
nghiép co cac khoan phuc loi ty nguyén nhu: Hang nam to chirc cho nguoi lao dong
di nghi mat tiy theo diéu Kién cua timg don vi thanh vién, tién tham hoi khi nha
ngudi lao dong cd hiéu hy, tién thuong trong mot sé ngay 18 nhu ngay tét thiéu nhi
1/6... Pbi voi nhimg ngudi lao dong lam viéc thudng xuyén trong méi trudng doc
hai, Cong ty con co cac khoan boi dudng doc hai.

Qua két qua diéu tra vé muc do hai long vai ché do phic loi cia Cong ty thi
c6 téi hon 80% s6 nguoi duoc hoi hai long véi ché do phic loi ma cong ty dang ap
dung hién nay. Ho tra 10i rang ho duoc Céng ty déng bao hiém xa hoi day du,
thudng xuyén quan tdm dén cong tac cham soc sic khoe. Tuy nhién ¢ mot sé y
kién khéng hai 1ong cua ngudi lao dong d6 1a hién tai mic déng bao hiém xa hoi
ctia nguoi lao dong va bao hiém y té 1a theo mirc luong co ban tinh theo hé s luong
dugc xép theo Nghi dinh s6 205/2004/ND-CP, ngay 14/12/2004 cia Chinh phu chi
khong phai mic lwong thyuc linh ctia ngudi lao dong. Voi mic dong nay thi khi dén
tudi nghi huu, tién huu tri s& thdp hon muc luong dang dugc hudng bay gio rat
nhiéu.

Bang 2.14: Phuc lgi ciia Cong ty ¢6 phan nwéc sach Quang Ninh

DPon vi tinh: dong/ngueoi

Noi dung cac Miic T n . . Miic
TT ohic loi hwéng T Noi dung cac phuc lgi hwong
1 | Ngay 30/4&1/5 1000.000 | 8 | Nguoi lao dong mat 500.000

2 | Ngay 2/9 1000.000 | 9 | T than phy mau mét 300.000
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Noi dung cac Miic T " , — Miic
TT ohuc loi hwong T N@i dung cac phac lgi hwong
3 | Ngay thanh lap cong ty | 1000.000 | 10 | Con mét 300.000
4 | Ngay 8/3 & 20/10 150.000 | 11
5 | Thiéu nhi 1/6 100.000 | 12

6 | Nguoilao dong dm dau |  200.000 | 13

7 | Nguoi lao dong cudi 200.000 | 14

Nguaon: Trich quy ché phic lgi Cong ty cé phan nuéc sach Quang Ninh ndm 2016

Nhu vay, ¢6 thé thay ché do phuc loi cua cia Cong ty di c6 nhitng tac dung
nhit dinh trong viéc tao dong luc lao dong théng qua céc kich thich vat chat, hd tro,
quan tam téi cudc song cua ngudi lao dong. Tuy nhién, cing véi sy phat trién doi
hoi ché do phuc loi ciing can phai dugc diéu chinh cho pht hop voi thuc té nham
duy tri va phat huy vai tro trong céng tac tao dong luc.
2.2.3. Céng tdc phdn tich céng viéc va thiét ké lai cong vigc

Hién nay, Cong ty dang ap dung tiéu chuan Iso 9001:2015 trong bo tiéu chuan
nay qui dinh rat rd chic niang, nhiém vu cia ting vi tri cdng tac. C4c yéu cau vé
trinh d6 chuyén mén, kinh nghiém cho céc vi tri do, tuy nhién do chi la nhiing tiéu
chuan cang. Khi &p dung vao thuc té cong viéc thi mdi mot bo phan chuyén mén lai
phai phan cong cong viéc chi tiét hon tiiy theo timg don vi sa0 cho cong viéc dugc
thuc hién mot cach hiéu qua nhat.

* Ngi dung qui dinh chite ndang nhiém vy trong Cong ty ¢é phan niwéc sach
Quang Ninh

- Mdi phong ban, don vi trong Cong ty déu c6 ban phan cong nhiém vu cho
cac chirc danh cobng viéc cta nhan vién don vi. Trong d6 qui dinh cac nhiém vu
chinh cia mdi chirc danh.

Vi du vé ndi dung cac nhiém vu cua nhan vién Phong té chic lao dong duoc
qui dinh trong ban phan cong nhiém vu nhu sau:

“Nhan vién lao déng tién Iwong: La nhan vién thuc hién cac cong viéc nhu

quan ly va kiém soat viéc chia luong, chia thuong cac ché d6 cua ngudi lao dong
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trong pham vi duoc phan cong, phdi hop cong tac kiém soat phan giao nhiém vu
phan cong lao dong tai cac don vi... va 1am mot sé cong tac khac dugc lanh dao
phong va lanh dao Cong ty giao”

- Ban tiéu chuan c&n bo chuyén mén nghiép vu va ban tiéu chuan cdng nhan
k¥ thuat qui dinh vé cac noi dung lién quan dén céng viéc ciia mdi chirc danh theo 4
noi dung:

+ Nhiém vu: Qui dinh cac trach nhiém phai thuc hién caa méi chac danh.

+ Nam duoc: Qui dinh nhitng noi dung kién thitc ma ngudi lao dong can phai
nim duogc khi dam nhiém chuc vu

+ Thuc hién dugc: Qui dinh mot cach cu thé hon cac nhiém vy nguoi lao dong
phai thuc hién

+ Y&u cau trinh do: Qui dinh c4c yéu cau vé trinh d6 dao tao; ngoai ngi, vi
tinh.

Vi du vé tiéu chuan ddi véi chic danh Nhan vién lao déng tién hrong duoc
trich dan & (phu luc 3)

Qua viéc nghién ctru cong tac phan tich cdng viéc tai Cong ty ¢4 phan nudc
sach Quang Ninh tac gia rdt ra mot s6 nhan xét sau:

- Cong ty dd c6 quan tdm dén cbng tac phan tich cdng viéc, da tién hanh phan
tich cong viéc cho méi chirc danh tuy nhién con thuc hién mot cach gian don so sai.

+ Ban mo ta cong Vviéc tai cong ty duoc goi la ban phén céng nhiém vy méi
chi théng k& nhiém vu chinh cia nguoi lao dong, chua co cac qui dinh vé trach
nhiém caa ngudi lao dong, cac trang thiét bi may moc, cac mdi quan hé, cac diéu
kién lam viéc cia nguoi lao dong.

+ Céc yéu cau d6i véi ngudi thyc hién cong viéc caa mdi chirc danh duoc
qui dinh trong ban tiéu chuan can bo nghiép vu va ban tiéu chuan cong nhan ki
thuat. Tuy nhién céc yéu cau nay con rat don gian & pham vi hep bao gom yéu cau
vé trinh d6 dao tao, ngoai ngit, tin hoc ma chua chi tiét cu thé doi hoi céc kién thuc,
k¥ nang nao, kinh nghiém lam viéc ra sao....

+ Tiéu chuan thuc hién cong viéc caa mdi chirc danh chua duge xac dinh rd
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rang, cu thé ma 1an 16n chung véi phan nhiém vu do d6 s& gay khé khin trong viéc
danh gia két qua thuc hién cong viéc cua nguoi lao dong .

- Cong tac phan tich cdng viéc va thiét ké cong viéc tai Cong ty van giir
nguyén. Céc cong viéc duoc thiét ké tir khi bat dau chuyén ddi mé hinh sang Céng
ty ¢6 phan va hau nhu khong c6 su thay d6i, ma chi tién hanh xay dung khi xuét
hién thém mot cdng viéc mai trong khi cac yéu cau vé nhiém vy, vé trinh do cua
ngudi lao dong dé dap (ng yéu cau cdng viéc khdng ngiing thay doi, phtc tap hon.

Bang 2.15: Panh gia vé ndi dung cong viéc dwoc giao

Pon vi tinh: %

Cau heéi 1 2 3 4 5 | Téng

Rt hai 1ong véi ndi dung cong viéc | 3,85 | 11,54 | 15,38 |30,77 |38,46 | 100

yfr']gdung cong vige phong phi, da | ;54 | 760 | 769 |46,15 |30,77 | 100

Cong viéc dang 1am cé trach nhiém
. . , 3,85 | 1538 |15,38 | 23,08 |42,31 | 100
ré rang va hop ly

Hing thu véi cong viéc 11,54 7,69 | 19,23 | 23,08 |38,46 | 100

Nguon: Két qud khdo sét vé dgng luc lao déng ciia nguroi lao dong tai Cong ty Coé phan nuéc sach
Qudang Ninh

Qua két qua khao sat nguoi lao dong vé noi dung cong viéc (bang 2.15) cho
thidy da sb da hai long véi cong viéc hién tai ciia minh dang dam nhiém, noi dung
cdng viéc phong ph, c6 trach nhiém va hang thi véi cong viéc chiém ti 18 trén
65%, tuy nhién ciing con c6 téi gan 20% sé ngudi cam thy cdng viéc con kho khin
khi trién khai, chi yéu la céc giay to thi tuc qua rudom ra, nhiéu ap luyc. Noi dung
cong viéc don diéu, lap di 14p lai nén nguoi lao dong khong cam thay hiang thi. Véi
nhitng ddc diém vé cong viéc tai Cong ty nhu vay thi can duy tri va cai tién dan theo
thuc té cong tac phan giao cong viéc, tuy nhién dan theo thoi gian Cong ty ciing
phai thiét ké lai céng viéc nham dap tmg dugc nhu cau bac cao cia ngudi lao dong
d6 14 nhu cau ty hoan thién, dugc lam nhitng cong viéc, phi hop véi nang luc, s¢

treong, ¢ sy hip dan thach thirc dé ho c6 thé phat huy dugc nhitng kha ning va 1oi
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thé cua ban than, tir d6 khing dinh ning lyc cua minh théa man nhu cau dugc ton
trong. Viéc phan cong cong viéc rd rang ciing rat quan trong khi cong viéc khong
dugc phan cdng trach nhiém rd rang s& dan dén tinh trang c6 nguoi lao dong luoi
biéng, y lai, 1am it nhung van huong nhiéu do khong c6 hé théng danh gia chinh xéac
vi vay khong dam bao sy cdng bang khién cho nguoi lao dong mit dong luc.

Qua cé4c két qua khao sét ta thdy cong tac phan tich cong viéc con nhiéu han
ché, chua chinh x4c c6 thé 1a do mot s6 nguy@n nhan sau:

- Cong tac phan tich va thiét ké cong viéc chua dugc lanh dao quan tim dung
mtec, chua thdy duoc tam quan trong caa cong tac phan tich cong viéc voi cac hoat
dong quan tri nhan lyc khac. Do vay, cac ban phan tich céng viéc hién nay tai Cong
ty chwa phat huy duoc tac dung trong céc hoat dong quan tri nhan lec ma cha yéu
méi chi 1a dé 1am can cir tuyén dung lao dong ciing nhu qui dinh nhiém vu cua
nguoi lao dong. Con viéc nguoi lao dong phai hoan thanh nhiém vu ¢ mic d6 nao
thi chi dirng lai & mtrc chung chung 1a hoan thanh nhiém vy ma khong biét nhu thé
nao la hoan thanh nhiém vu.

- Cong tac phan tich cong viéc la cong viéc cua phong Té chirc lao dong phdi
hop véi cac phong ban khac dé cing thuc hién, trong dé phong To chirc lao dong
xay dung ban mé ta cong viéc va yéu cau ddi voi ngudi thuc hién cdng viéc véi su
phdi hop cua ngudi quan ly phong, ban va ngudi lao dong, con ngudi quan ly
phong, ban c6 trach nhiém xay dung tiéu chuan thuc hién cong viéc. Tuy nhién hién
nay tai Cong ty viéc xay dung ban mé ta cdng viéc va tiéu chuan cong viéc thuong
chi do phong té chirc lao dong xay dung va chuyén cho cac phong, ban, don vi gop
. Ngudi lao dong thuong khong duoc hoi y kién trong cong tac nay vi vdy no chua
that su sat vai thuc té. Nhu vay viéc sai sot 1a khong thé tranh khoi

- Phuong phap phan tich cong viéc chi do nguoi quan ly phong, ban can cu
vao ban tiéu chuan vién chic chuyén méon nghiép vu, tiéu chuan cong nhan ky thuat
da c6 do phong t6 chuc lao dong xay dung sin, cin cir VAo viéc quan sat thyc té
cdng viéc trong bo phan va kinh nghiém ban than dé xay dung cac van ban phan

cbng nhiém vu. Trong khi d6 nhirng nguoi trudng cac phong, ban, don vi thuong
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khong duoc dao tao kién thic vé quan tri nhan luc do d6 khi tién hanh phan tich
cdng viéc khong khoa hoc dan dén két qua phan tich chiu anh huong bai yéu té chu
quan. Vi du nhu ngudi truong phong, ban c6 thé bo s6t nhiém vu cua nguoi lao
dong hoac khong danh gia dung muirc do phuic tap cua nhiém vu.

Nhu vay, tuy hién nay nguoi lao dong tai Cong ty c6 hon 60% da hai long vai
codng viéc cia minh dang dam nhiém nhung trong thoi gian téi van can quan tam toi
cdng tac phan tich cong viéc vi cing véi thoi gian doanh nghiép sé& phat trién doi
hoi su thay d6i cac yéu cau vé cong viéc, vi vay néu khong quan tam dén cong tac
nay s& anh huong kho khin dén cong tac b tri nhan luc tir d6 anh huong mic do
hai long ddi véi cong viéc va dong luc 1am viéc cua nguoi lao dong. Trong thoi gian
t4i COng ty phai nghién ctu hoan thién thém céng tac phan tich cdng viéc, tién hanh
xay dung day du cac vin ban phan tich cong viéc cho ting vi tri cong viéc
2.2.4 Cong tac danh gida thwe hién cong viéc tai COng ty

Hién nay cong tac danh gia thuc hién cong viéc tai Cong ty c6 phan nudc sach
Quang Ninh duoc tién hanh nhu sau:

* C4c tiéu chuan danh gia.

Trong quy ché phan phéi tién lwong, tién thuong cua Cong ty mic do hoan
thanh cong viéc duoc danh gia thong qua bang xép loai A, B, C. Cac tiéu chuan dé
xét xép loai dugce quy dinh rat rd. Bang danh gia xép loai hoan thanh nhiém vu cho
ngudi lao dong quan 1y riéng, ngudi lao dong 1a cong nhan truc tiép riéng, cu thé
nhu sau:

Poi véi lao dong quan ly:

Loai A:

- Hoan thanh t6t nhiém vy, cac chuong trinh duogc giao trong thang ( ddi Véi
cac phong ban ); Hoan thanh 98% tré 1én cac chi tiéu ké hoach chinh ( San luong
nuéc tidu thu, doanh thu, ti 1¢ that thodt, tiéu thu dién niang ) va cac nhiém vu duoc
giao dot xuét hang thang ( di véi cac don vi )

- Thyc hién tét cong tac quan ly, diéu hanh san xuat, phan giao nhiém vu,

khdng co viéc lam tiéu cuc trong can bg, cong nhan vién trong cac phong, ban, don
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Vi

- Thyc hién tot va c6 chat lugng cac thong tin bao céo theo qui dinh.

- Chip hanh tét ndi quy, quy ché cua Cong ty, don vi

- bam bao ngay cbng tir 20-22 cdng /thang tro 1én

- Khong dé xay ra tai nan lao dong tai noi san xuit ctua don vi.

- Nhirng nguoi di hoc nghiép vu theo quyét dinh cua Cong ty, cua Tinh, di
hop, cdng tac, tham quan hoc tap theo quyét dinh hoic thdng bao triéu tap cua Cong
ty

Loai B:

- Hoan thanh nhiém vy, cac chuong trinh dugc giao trong thang ( d6i véi cac
phong ban ); Hoan thanh 95% dén dudi 98% céc chi tiéu ké hoach chinh ( San
lugng nudc tiéu thu, doanh thu, ti 1€ that thoat, tiéu thu dién nang ) va cac nhiém vu
duogc giao dot xuat hang thang ( dbi véi cac don vi)

- Thyc hién ché do thong tin bao cdo theo quy dinh nhung chit lugng béo céo
chua tét

- Chip hanh chua tét ndi quy, quy ché cia Cong ty, don vi

- Ngay cong tir 16- dén dudi 20 cong /thang

Loai C:

- Khéng hoan thanh nhiém vu, cic chuong trinh duoc giao trong thang ( doi
VGi cac phong ban ); Hoan thanh dudi 95% cac chi tiéu ké hoach chinh ( San luong
nudc tiéu thy, doanh thu, ti 1€ that thoat, tiéu thu dién nang ) va cac nhiém vu duoc
giao dot xuat hang thang ( di véi cac don vi )

- Khéng thuc hién tot cong tac quan 1y, diéu hanh san xuat, phan giao nhiém
vy, dé xay ra viéc lam tiéu cyc trong can bd, cong nhan vién trong cac phong, ban,
don vi.

- Tri tré trong viéc giai quyét céng viéc, trong thuc hién nhiém vy duoc giao.
Y thuc trach nhiém doi véi cong viéc kém

- Khong thuc hién ché do théng tin bao co theo yéu cau va dot xuat.

- Khong dam bao ngay cong theo quy dinh, chi dat dudi 16 cong /thang.
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- Vi pham ki luat lao dong

- Nghi khéng ly do tir 01 ngay tro 1én

- Vi pham quy trinh céng nghé¢, quy trinh, quy pham ATLD giy hau qua
nghiém trong.

Poi véi can bd nghiép vu va nguoi lao dong truc tiép:

Loai A:

- Hoan thanh t6t nhiém vu duogc phan giao

- Thyc hién tdt va cé chat lugng cac thong tin bao céo theo quy dinh.

- Chap hanh tét ndi quy, quy ché cua Cong ty, don vi

- Bam bao ngay cong tur 20-22 cong /thang tro 1én

- Nhitng truong hop di hoc nghiép vu theo quyét dinh cua Cong ty, cua Tinh,
di hop, cong tac, tham quan hoc tap theo quyét dinh hoic thdng béo triéu tap cua
Cong ty

Loai B:

- Hoan thanh nhiém vu dugc giao nhung con mét s6 sai s6t nho

- Thyc hién ché do thong tin bao cdo theo quy dinh nhung chit lugng béo céo
chua t6t

- Chip hanh chua tét ndi quy, quy ché cia Cong ty, don vi

- Ngay cong tir 16- dén dudi 20 cong /thang

Loqi C:

- Khéng hoan thanh nhiém vu duoc giao

- C6 dau hiéu tri tré trong viéc giai quyét cong viéc, trong thuc hién nhiém vu
duogc giao. Y thic trach nhiém di vai céng viéc kém

- Khdng thuc hién ché d6 thong tin béo céo theo yéu cau va dot xuat.

- Khong dam bao ngay cong theo quy dinh, chi dat dudi 16 cong /thang.

- Vi pham ki luat lao dong

- Nghi khong ly do tir 01 ngay tro 1én

- Vi pham quy trinh céng ngh¢, quy trinh, quy pham ATLD gy hau qua

nghiém trong.
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* Phuong phap déanh gia:

Vao ngay 2 hang thang, cac to, tram s& tién hanh hop danh gia tinh hinh thyc
hién cong viéc cua nguoi lao dong trong thang da qua.

Tai budi hop, trudng cac to, tram truéng sé can clr vao so theo ddi phan giao
nhiém vy, nhat ki cong viéc cia nguoi lao dong trong thang, thong bao cho nguoi
lao dong vé két qua thuc hién nhiém vu trong thang, sé ngay cong di lam, sb ngay
nghi 6m, nghi viéc riéng, cd vi pham ndi quy, quy ché gi khong. Sau dé6 dya vao
ban tiéu chuan dé binh bau xép loai lao dong theo céc loai A, B,C. Két qua xép loai
s& duoc ghi vao bién ban binh xét thi dua.

Sau d6, Lanh dao cac don vi (gom Truong don vi, chi tich cong doan don vi,
phu trach lao dong - tién lwong, doan thanh nién...) s& kiém tra, ra soat mot lan nita
va giri bién ban va bang cham céng vé phong Té chuc lao dong Cong ty

Bang 2.16: Két qua danh gia thanh tich c4 nhan

STT Ho va tén Ngay cong | Xép loai Ghi chu
1 | Vi Vin Binh 22 A
2 | Pham Thu Hwong 22 A
3 |LéTrong Thu 17 B
4 | Nguyén Thiy Nghia Nghi thai san

Nguon: Trich bién ban két qua xép loai cia Xi nghiép nuéc Ubng Bi
truéc ngay mung 10 hang thang. Phong Té chirc lao dong sé& tong hop va trinh Hoi
dong thi dua cua Cong ty binh xét. Két qua binh xét s& duogc gitr lai & phong To
chuc lao dong mot ban va mot ban gui vé cac don vi. Cac don vi cin ctr vao két qua

d6 dé 1am co so tinh lwong cho ngudi lao dong.

Can ctr s6 lieu két qua khao sat vé mic do hai 10ng cua nguoi lao dong doi
V6i cong tac danh gia thuc hién cong viéc co thé thy ty 16 s6 ngudi tra loi tir muc 3
(khdng c6 y kién rd rang) dén muc 5 (hoan toan dong y) kha cao chiém tsi 77,37%,
tac 12 hé théng danh gia dang thuc hién tai céng ty duoc nguoi lao dong tam chap

nhan dugc Diéu nay ching to cong tac danh gia thwc hién cong viéc tai cong ty da
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dap ung duoc phan nao mong mudn vé hé théng danh gia cong viéc cia ngudi lao
dong. Tuy nhién, van con téi 16,54% khong hai long va 6,15% la hoan toan khéng
hai long véi cong tac danh gia thuc hién cong viéc.

Bang 2.17: Mirc @9 hai long doi véi cong tac danh gia thuc hién cong viéc

Pon vi: Sé phiéu; %

Lwa chon S6 phiéu %
Hoan toan khéong dong y 16 6,15
Khéng dong y 43 16,54
Khéng c6 y kién ré rang 69 26,54
Gan nhw dong y 102 39,23
Hoan toan déng y 30 11,54

Tong sb 260 100.0

Nguon: Két qua khao sét vé dong luec lao déng ciia nguwoi lao déng tai Cong ty c6 phan
nudc sach Qudng Ninh

Sau khi tién hanh khao sat sau y kién cua ngudi lao dong vé cong tac danh gia
thuc hién cong viéc dé tim ra nguyén nhan khong hai long caa nguoi lao dong
(bdng 2.18) thi ta thay rd 1a ty & s6 nguoi c6 ¥ kién cho ring két qua danh gia chua
phan anh dung két qua thyc hién cong viéc kha cao, chiém 40,38%. Va sé nguoi tra
loi danh gia thuc hién cong viéc chua cong bang cd téi 26,54% . Két qua trén cho
thiy cong tac danh gia thuc hién céng viéc tai Cong ty van con rat nhiéu han ché do
do6 c6 anh huong I6n tai dong luc lam viéc cua nguoi lao dong vi khi khong duoc
danh gia dung voi nhitng déng gop dan dan s& lam giam su nd lyc phan diu cua
nguoi lao dong, giam nang suat lao dong, tham chi nguoi lao dong cd xu hudng tim
dén nhitng noi 1am viéc khac ma tai d6 nhirg dong gop cua ho dugc ghi nhan chinh
Xac.

Bang 2.18: Panh gia vé cong tac danh gia thuc hién cong viéc

Pon vi: Sé phiéu; %
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Y kién S6 phiéu| %

Két qua danh gia chwa phan 4nh dung két qua
o . 105 40,38
thwc hién cong viéc

Ca4 tiéu thirc danh gia con thiéu va chua hop ly 47 18,08

Panh gia chwa cong bang 69 26,54
Phwong phap danh gia chwa phu hop 39 15,00
Tong sb 260 100
Nguon: Két qua khao sét vée dong luec lao déng ciia nguweoi lao dong tai Cong ty co phan nuwdéc sach
Qudang Ninh

Trén co s& nghién ctu cong tac danh gia thuc hién cdng viéc tai Cong ty ¢o
phan nuéc sach Quang Ninh, tc gia nhan thay rang cong tac nay con nhiéu han ché
la do nhitng nguyén nhan sau:

- Su quan tdm va nhan thic cta ngudi lanh dao vé muc dich ciing nhu hiéu
qua mang lai ciia cong tac danh gia thuc hién cong viéc chua day du. Tai Cong ty,
hé théng danh gia thuc hién cong viéc dugc xay dung hién nay thuong chi dé nham
muc dich phuc vu cho cbng tac tra lwong, xét thwéng ma chua phuc vu cho cac hoat
dong quan tri nhan lyc khac nhu dao tao nang cao trinh d6 cta nguoi lao dong, phat
trién ngudn nhan luc, tao dong luc 1am viée cho ngudi lao dong. Chinh vi vay, céc
tiéu thirc va tiéu chuan dua ra ciing chi dé danh gia xem ngudi lao dong c6 hoan
thanh muc tiéu dua ra khong nham phuc vu cho céng tac tién luong, xét thuéng ma
chua nham dé danh gia tiém ning ctia nguoi lao dong ciing nhu nguyén nhan han
ché két qua thuc hién cong viéc cua ngudi lao dong.

- Céc tiéu chi dung dé danh gia chi ding lai & mtc chung chung, khéng cu thé
va so sai. Cac tiéu chi danh gia thuc hién cong viéc dang duoc ap dung tai cong ty
gom: Hoan thanh nhiém vu, khdi luong cong viéc duoc giao; chap hanh tét noi quy,
quy ché cua Cong ty, phap luat caa nha nudc; dam bao du sé ngay cong theo ché do
trong thang; tham gia cac phong trao thi dua, c6 tinh than doan két noi bo ... thi cha
yéu la nghiéng vé danh gia y thirc, thai do, tic phong tinh than Iam viéc cua nguoi

lao ddng, thiéu cac tidu chi danh gia vé trinh do, su hiéu biét va van dung kién thirc,
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k¥ nang vao cong viéc cua nguoi lao dong. Chinh vi vay, khoéng co tac dung trong
viéc phat hién ra nhitng yéu kém vé trinh do, kién thic, k¥ ning ciing nhu phan
cdng cong viéc chua phu hop cia ngudi lao dong nhirng van dé d6 anh huong dén
két qua thyc hién cong viéc cua nguoi lao dong dé tir d6 co ké hoach dao tao va b
tri cbng viéc phu hop.

- C4c tiéu chuan dung dé danh gia rit co ban vi vdy n6 con chung chung,
khong dinh luong duogc do thiéu cac vian ban phan tich cong viéc chi tiét 1am can cu.
Vi du nhu véi tiéu chuan trén dé duoc xép loai A thi trudc hét nguoi lao dong phai
hoan thanh tét nhiém vu duoc giao tuy nhién hoan thanh nhiém vu ¢ mirc d6 nao dé
duoc coi 1a tt thi van chua co qui dinh cu thé. Mot van dé nira 12 sy danh gia con
thiéu cong bang nhu: cung 1am mot bo phan nhung c6 ngudi 1am nhung cong viéc
kho, ngudoi 1am cong viéc dé va déu hoan thanh cong viéc nhung khi danh gia thi
cuing 1a hoan thanh céng viéc nhu nhau ma khong xét dén tinh chat, qui mo, do kho
cua cong viéc ma nguoi lao dong thuc hién Do d6 két qua danh gia s& phu thudc
vao y kién chu quan cua ngudi danh gia. Dic biét d6i vai bo phan quan Iy khi cong
viéc khé dinh lwong, hau hét nhan vién déu duoc xép loai A trir nhitng nguoi khéng
du sé ngay cong qui dinh, nén khéng co su khéc biét vé chat luong cong viéc thuc
té.

- Phuong phap danh gia sir dung phuong phap danh muc kiém tra, tuy nhién
phuong phap nay c6 nhuoc diém:

Khong danh gia hét nang lyc ciia nhan vién: vi phuong phap nay chi chi trong
dén cac muc tiéu cua nha quan tri. Do d6 khi thiét ké cac mau danh gia ho c6 thé bo
qua nhiing yéu té khdng nam trong muc tiéu cua ho, c6 phan giy kho khin cho
nhan vién dugc danh gia.

Tam ly chu quan, thién vi, tinh cam c4 nhan cua nguoi danh gia c6 thé anh
huong dén két qua danh gia.

- Sy phan hdi thdng tin két qua danh gia ddi voi ngudi lao dong thuc hién
chua duoc tét, don gian mai chi la sy thong bao cho ngudi lao dong vé loai xép

hang ma ho dat duoc trong ky Ii do ho xép loai ¢4, ma chua phat huy duoc hét chic
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ning ctia n6 1a ngoai viéc théng bao cho ngudi lao dong vé tinh hinh thuc hién cong
viéc caa ho, phai chi ra cho nguoi lao dong thay nhitng nguyén nhan anh huong
khong tt dén két qua thuc hién cdng viéc cua ho va dua ra nhung bién phap nhim
gitp ho cai thién két qua thuc hién cong viéc.

Do vay, dé dam bao danh gia chinh xac, cong bang két qua thuc hién cong
viéc cua nguoi lao dong, khdng chi phuc vu cho hoat dong tra luong, tra cong ma
con phuc vu cho cac hoat dong quan tri nhan luc khac.Céng ty can phai cé nhing
bién phap nhiam hoan thién cong tac danh gia thuc hién cong viéc.

2.2.5. Pao tao va phdt trién nguon nhén luc

Cong tac dao tao va phat trién ngudn nhan luc luon duoc Cong ty chi trong va
thuc hién thuong xuyén.

Sau khi tién hanh xong c6 phan hoa, dé tién hanh ma rong hoat dong san xuat
kinh doanh, nham nang cao kha ning canh tranh, phat huy tiém ning, loi thé vén c6
ctia Cong ty, Cong ty da dit ra chinh sach dao tao nhan sy nham nang cao trinh do
tay nghé, ly luan nhan thuc.

Dao tao, bdi dudng ning cao trinh do chuyén mén va trinh d6 tay nghé cho
ngudi lao dong 14 yéu cau tat yéu caa sy phét trién, tao hiéu qua hoat dong cua cong
ty. Dé cong tac dao tao co hiéu qua thi cdng ty sé tién hanh danh gia phan loai lao
dong theo trinh do chuyén mon, trinh do tay nghé, nang luc, s truong, suc khoé va
tudi tac cua ngudi lao dong trong cong ty. Sau d6 xem xét nhitng ai can duoc dao
tao, nhitng ai khdng thé dao tao, tai dao tao. Trén co s& d6 cong ty tién hanh t6 chic
dao tao bdi dudng bang nhiéu phuong phap khac nhau.

* Nhu cau ddo tao duoc xdc dinh dwa trén cdc can cir sau:

- T nhiém vu cdng viéc theo ké hoach duoc giao hang niam, tinh hinh lao
dong tai don vi va kha ning bién dong vé lao dong do mot sé ngudi lao dong dén
tudi nghi huu, nghi mat sirc, chuyén cong tac hoac vi mot 1y nao dé6 ma khong thé
tiép tuc 1am viéc tai don vi... tir d6 tinh toan xac dinh sé lwong bo phan can dao tao,
loai lao dong va s6 luong lao dong can dao tao dé bo sung vao nhixng vi tri @6 nham

dam bao du vé sb lugng va dam bao vé chat luong dé hoan thanh nhiém vy dé ra.
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- Can clr vao yéu cau cua cong viéc, nhimg thay ddi cua Nha nudc vé ché do,
chinh sach hoic nhitng thay ddi vé khoa hoc ky thuat cong nghé can thiét phai dao
tao b sung kién thic chuy@n mén, nghiép vu tay nghé cho ngudi lao dong méi co
thé dap tmg duoc cac yéu cau cia cong Viéc.

- Sb luong lao dong du dap ung du cac diéu kién tiéu chuan du thi bao vé bac
va nang bac, chuyén ngach nhu di quy dinh trong quy ché dao tao dé 1ap ké hoach
dao tao va td chirc thi nang bac, chuyén ngach cho ho. Sé luong lao dong can thiét
dugce dio tao thém nghé méi hoic bdi dudng nghiép vu dé dap tng yéu cau cong
viéc ciing nhu b trf cong viéc caa don vi.

Nhu ciu dao tao va ké hoach dao tao cuia mdi don vi sau khi duoc 1ap s& dugc
giri vé phong T6 chie lao dong truéc ngay 30/7. Phong To chiic lao dong s& tong
hop va xay dung ké hoach dao tao cua toan cong ty dé thong qua Hoi dong dao tao
truéc khi trinh Tong giam doc phé duyét. Boi vai cong viée dot xuat cd thé do thay
d6i chinh sach cua nha nuée phai dao tao, bdi dudng nghiép vu ngay dé dap ung
thuc hién céc cong viéc thi Phong to chic lao dong sé tong hop va trinh duyét ngay
phuong an do tao, té chirc dao tao dap tng kip thoi cong viéc.

* Cé&c hoat dgng dao tao

Tir ké hoach dao tao di dugc xay dyung trong nim va dao tao dot xuat da duoc
phé duyét, Phong T6 chirc lao dong s& phéi hop véi cac phong, ban, don vi 6 lién
quan dé tién hanh t6 chuc thuc hién cong tac dao tao. Cac khoa dao tao nay co thé
do cong ty tu tién hanh dao tao ndi bo hoic do ky két hop dong vai cac td chirc dao
tao bén ngoai.

* Hinh thic dao tao ngi bg:

Puoc ap dung d6i vai dao tao nang bac va dao tao nang cao kién thic chuyén
mén nghiép vu, tay nghé cho ngudi lao dong hang nim (dbi véi cac nganh nghé ma
cong ty co du kha nang dao tao).

Pé t6 chirc cac khoa dio tao noi bo, phong To chic lao dong sé phdi hop voi
cac phong, ban, don vi lién quan trién khai cac cong viéc cu thé cho tirng khéa hoc

nhu:
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- B4 tri gido vién: 1a cac can bo, cdng nhan vién c6 trinh 6 chuyén mén tay
nghé cao thudc cac phong, ban, don vi. Ngoai nhiém vu chuyén mén con duoc phan
cong giang day, kem cap dao tao nang bac hang nam cho cong nhan.

- Sap xép thoi gian va dia diém hoc tap, thong bao dén cac cac don vi dé b tri
lich 1am viéc, ctr ngudi lao dong di hoc ddy du. Dia diém hoc tap co thé tai cac 16p
hoc cuia cong ty hoac ngay tai cac phan xuong.

- Chuong trinh ni dung mén hoc, giao trinh mén hoc, gido an giang day, cac
tai liéu cho giang day ly thuyét ciing nhu thuc hanh do chinh can bo gido vién giang
day bién soan va phai duoc Hoi dong dao tao cua cong ty kiém tra va phé duyét.

- Cong tac ra dé thi, coi thi va cham thi s& do Hoi dong thi bao vé bac, nang
bac va thi chuyén ngach duoc thanh lap theo quyét dinh cua Giam dbc cong ty phdi
hop véi phong To chirc lao dong va cac phong, ban, don vi cé lién quan tién hanh
thuc hién.

Vao cudi mdi khéa hoc, hoc vién phai 1am bai thi ly thuyét va thuc hanh dé
danh gia két qua. Céc cdng tac té chire thi nhu ra dé, cham thi... déu do hoi dong thi
duoc thanh 1ap theo quyét dinh cua giam ddc cong ty.

* Hinh thizc dao tao bén ngoai:

Puoc 4p dung ddi véi cac khoa diao tao ma tai cong ty khong co kha ning tu
dao tao thi khuyén khich, tao diéu kién vé thoi gian, hd tro kinh phi cho can bo di
hoc cac chuong trinh dao tao dai hoc tai chirc, thac s¥, tién s§. Déi véi cac khoa dao
tao nhim nang cao trinh d6 chuy&n mdn, b sung kién thirc méi cho cdng viéc Cong
ty ky hop dong véi cac don vi dao tao bén ngoadi moi gido vién vé giang day cho
can b cong nhan vién ngay tai cong ty.

Dé chuan bj cho cac khoa dio tao bén ngoai, trén co ¢ ké hoach cac khoa dao
tao da duoc phé duyét, cac don dé nghi ctia cac ca nhan xin di hoc. Phong Té chuc
lao dong phdi hop véi cac phong, ban, don vi lién quan trong cong ty vi du nhu
phong Ké toan- Tai chinh- Thong ké thuong thao véi c&c t6 chuc, ca nhan di ning
luc dao tao dé thong nhit hop ddng dao tao trinh Giam déc phé duyét, dbi véi céc

c4 nhan xin di hoc cac chuong trinh ddo tao dai hoc, cao hoc thi Phong té chuc lao
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dong phdi hop véi cac phong, ban, don vi c6 ca nhan di hoc sip xép bd tri cong
viéc, thoi gian dé tao diéu Kién cho nguoi lao dong hoc tap

Dinh ky mot nam 1 1an vao ngay 31/12, Phong T chirc lao dong s& téng hop
va 1am vin ban bao Giam dbc, Hoi ddng dao tao vé két qua thuc hién cong tac dao
tao bdi dudng chuy@n mén nghiép vu, tay nghé cho can bo cong nhan vién. Két qua
dao tao, thi nang bac tho va thi chuyén ngach sé dugc str dung cho viéc ra sé ra
quyét dinh nang lwong hoic nang ngach cho nhitng ngudi c6 két qua dat yéu cau, va
phuc vu cho cac hoat dong quan tri nhan luc khac.

Vi cong tac dao tao dugc thuc hién tai Cong ty nhu trén, trong thoi gian vira
qua, tai Cong ty da tién hanh mé duoc nhitng khoa ddo tao cho s6 lao dong nhu &
bang 2.19.

Bang 2.19: Két qua dao tao tai Cong ty CPNS Quang Ninh

Chi tiéu Pon vitinh | 2014 2015 2016
S6 khéa dao tao Khoa 5 7 4
S6 nguoi dwoc dao tao Nguoi 188 215 350
- Lao dgng quan Iy Nguoi 35 32 25
- Lao dgng truc tiép Nguoi 153 183 325
Chi phi dao tao Ty dong 0,275 0,35 0,6

Nguon: B&o céo két qua céng tdc dao tao cua Cong ty cé phan nuéc sach Quang Ninh

Trong thoi gian tir nam 2014-2016, s6 khoa dao tao do Cong ty t6 chirc khong
nhiéu chu yéu 1a phuc vu cong tac dao tao nang bac lwong cho can bd cong nhan
vién, con lai 1a nhitng khda hoc Céng ty to chirc cho lao dong quan ly va can bo
nghiép vu vé céc chinh séch phap luat caa nha nuéc hodc huéng dan ap dung khoa
hoc ki thuat vao san xuat, con lai 1a do nguoi lao dong xin di hoc ning cao trinh do
Vi ché do tu tic. Nhu vay cd thé thay tuy Cong ty ciing da c6 to chic nhiing khoa
dao tao cho can bd, cong nhan vién nhung muc dich chu yéu van 1a nang bac luong
ma chua c6 cac khoa hoc khac dé nang cao trinh do quan ly, trinh d6 ki thuat, tay

nghé cho ngudi lao dong. Cong ty khuyén khich ngudi lao dong tu tic hoc nang cao
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trinh d6 nhung thiéu qui hoach, ai c6 diéu kién 1a cho di hoc, khong ké sé luong.
Viéc nay s& anh huong téi cong tac té chirc can b, vi cd quéa nhiéu nguoi hoc xong
nhung khong dugc bd tri 1am viéc theo ding chuyén mon duoc dao tao, tham chi
van phai lam cong nhan lao dong tryc tiép. Qua nhitng han ché nhu trén dé danh gia
cong tac dao tao cd dap tng dugc mong mudn cua ngudi lao dong tir d6 gép phan
tao ra dong luc thuc diy nguoi lao dong lam viéc hay khéng, tac gia da tién hanh
khao sat y kién caa nguoi lao dong vé mic do hai long d6i véi cong tac dao tao.

Bang 2.20: Panh gia vé cong tac dio tao

DPon vi: %
Hoan | Khong | x| Hoan
toan | Khong | coy ahu | toan .
Cau héi khkong dong | kién dbng | déng Tong
dong y ro , ,
] y rang y y
Rat hai long véi cong tac dao tao 7,69 | 19,23 | 23,08 | 15,38 | 34,62 | 100
Péi twong cir di dao tao & chinh xac 11,54 | 11,54 | 30,77 | 11,54 | 34,62 | 100
Noi dung dao tao cung cap nhing
kién thirc k ning phii hop véi mong | 3,85 | 23,08 | 23,08 |26,92 |23,08 | 100
doi
riinh thitc dao (g0 da dang, Phong | ¢ | 3077 | 2692 | 26,92 |1538 | 100
p u 1 1 ) )
Pwoc cong ty tao diéu kién dé hoc tap 0 | 11,54 | 15,38 |30,77 | 42,31 | 100
Kieén thac, k§ nang dwoc dao tao gilp 385 269 | 1923 13077 3846 | 100
ich cho cbng viéc hién tai va twong lai ' ’ ' ' '
Hi¢u qua chuong trinh ddo tao rat| 15, | 1154 | 3077 |23,08 |23,08 | 100
Cao ) ) ) 1 1

Nguon: Keét qud khdo sat vé dong luc lao dong doi Véi cong tdc dao tao Cua nguoi lao dong tai
Cong ty Co phan nuoc sach Quang Ninh

Qua bdng 2.20 cho thy phan I6n ngudi lao dong tra loi vé cong tac dao tao tir
khong c6 v kién dén hoan toan dong y chiém ti 1& rit cao 73,08%. Pay ching to
phan 16n ngudi lao dong di duoc cong ty dap ung tét vé nhu cau dao tao. Mac du
vy, van con mot bo phan ngudi lao dong cam thiy hoan toan khong hai 10ng dbi
V6i cong tac dao tao chiém 26,92%, diéu do6 s& anh huong khong nho dén tinh than,
thai d6 lam viéc cling nhu dong luc lam viéc ctia nguoi lao dong. Khi khao sat danh
gid cua nguoi lao dong vé nhan dinh cho rang hiéu qua cua chuong trinh dao tao

cao thi c6 t6i 23,08% s6 nguoi dugc hoi khong dong y vai ¥ kién d6.Nhu vay, xét
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mot cach tong thé co thé nhan thiy rang, cong tic dao tao tai cong ty da duoc thyuc
hién tuong di tét, tuy nhién cdng ty hoan toan cé thé cai thién tinh hinh tét hon nita
, nhitng sd liéu trén cho thiy rang cong tac tao dong luc thdng qua céc hoat dong
dao tao va phat trién nhan luc tai céng ty hoan toan cé thé duoc dbi méi, cai tién
thng qua viéc nang cao hiéu qua cua cong tac ddo tao va phét trién tai cong ty.

Khéo sat danh gia ctia ngudi lao dong vé cac khia canh cua cong tac dao tao
thi thu dugc két qua 1a trén 70% sb nguoi duoc hoi hai long véi cac khia canh nhu
lya chon dbi twong dao tao, ndi dung dao tao, hiéu qua chwong trinh dao tao. Tuy
nhién van c6 nhiéu y kién khong hai long, trong do toi 23,08% cho rang viéc lua
chon ngudi di hoc la khdng chinh xéc, 26,93% cho rang noi dung dao tao khdng séat
véi thuc té ho can.

Qua qué trinh nghién ctu cong tac dao tao tai Cong ty ¢6 phan nudc sach
Quang Ninh véi viéc tién hanh khao séat va phong van sau cho thay dé tim ra nguyén
nhan gay ra su khong hai 10ng cua nguoi lao dong ddi véi cong tac dao tao ta tim ra
mot s6 nguyén nhan chinh sau:

M@t 13, Xac dinh nhu cau dao tao va lra chon d6i twong dao tao chua chinh
xéc, do thiéu cac can ctr va phuong phap xac dinh nhu cau dao tao mét cach khoa
hoc. Véi cach thire tién hanh xac dinh nhu cau dao tao hién nay thi méi chi xac dinh
duoc sé luong lao dong can dao tao, & mdi nghé, mdi don vi va nodi dung dao tao
lién quan dén cbng viéc cua nguoi lao dong ma chua xac dinh duoc thuc sy nguoi
lao dong dang thiéu hut kién thirc, k¥ ning gi can phai dao tao. Cac noi dung sé dao
tao co thuc sy dap ung ding v6i nhu cau cua nguoi lao dong hay khéng. Nguyén
nhan la do:

+ Cac ban phan tich cong viéc cta cong ty con thiéu, ndi dung thi so sai, cac
tiéu chi vé& yéu cau, kién thic k§ ning nguoi lao dong can c6 dé dap tng yéu cau
cong viéc thi con chung chung va khong cu thé. Chinh vi vay, thiéu co s¢ khoa hoc
dé xac dinh chinh xac nhu cau dao tao.

+ Hé théng danh gia két qua thuc hién cong viéc cua nguoi lao dong chua

phuc vu cho muc dich dao tao phat trién ngudn nhan lec cho nén con thiéu cac tiéu
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thire chi tiéu danh gia vé trinh do, ning luc, sy hiéu biét va van dung kién thac ky
nang vao cong viéc ciia ngudi lao dong. Két qua danh gia chua chi ra dugc 1a ngudi
lao dong hoan thanh nhiém vu ¢ mic do thap cd phai la do sy yéu kém hay thiéu
hut vé kién thuc hay ky ning khong hay 1a do cac yéu td khac.

Chinh vi thiéu cac can ctr trén nén khi xac dinh nhu cau dao tao khong c6 co
s& dé so sanh gitra cac yéu cau vé kién thuc, ki nang can c6 dé thuc hién cong viéc
vé6i nhitng kién thirc, nang ma nguoi lao dong hién c6. Do d6 khong thé xac dinh
dugc ngudi lao dong thiéu hut nhitng kién thic ki nang gi dé tién hanh dao tao, nén
méi xay ra tinh trang xac dinh nhu cau dao tao khéng chinh xéc.

+ Nguoi lao dong 1a ngudi hiéu minh nhat, ho biét chinh xac minh con thiéu
kién thirc ki ning gi dé cé thé thuc hién tét cong viéc. Tuy nhién, khi tién xac dinh
nhu cau dao tao, cong ty chua tién hanh diéu tra nhu cau, nguyén vong dugc dio tao
ctia ngudi lao dong. Do d6, nhu cau dao tao nhiéu khi duoc xac dinh khéng chinh
xé4c va thiéu thuc té, dao tao dan trai khong tap trung, dem lai hiéu qua khéng cao.

Hai 13, Lva chon di tugng dao tao ddi véi cac khoa dao tao nang cao trinh do
chuyén mén tay nghé chua chinh xac. Ngoai cac khoa dao tao thi nang bac va céac
khoa dio tao vé an toan lao dong va phong chéng chay no di co cac tiéu chuan dé
lya chon ngudi di hoc duoc qui dinh cu thé. Cac khoa dao tao bdi dudng nang cao
trinh d§ cho nguoi lao dong do cong ty chua xay dung cac tiéu chuan cu thé cho
viéc lya chon ddi twong hoc nén viéc ctr nguoi di ddo tao hoan toan do ngudi lanh
dao don vi 1ap danh sach va cir nguoi lao dong di can cir vao noi dung khoa hoc, két
qua thuc hién cong viéc cia ngudi lao dong va y kién cha quan cua ngudi 1anh dao
don vi. Vi phuong phép lua chon nhu vay dan dén viéc dbi tuong dugc lya chon
ctr di hoc nhiéu khi con mang tinh cir luan phién, dé nham dam bao cong bang, giai
quyét quyén loi cho ai ciing duoc cir di dao tao. C6 nhirng khoa hoc ngudi lao dong
phai tham gia 1a do yéu cau cua cap trén. Nhitng khoa dao tao ¢ nude ngoai thuong
uu tién cho can bd l1anh dao chir khdng phai la nhitng nguoi lao dong co thanh tich
Xuit sic. Diéu d6 dan dén tinh trang ngudi dugc cir di hoc khdng phu hop véi khoa

hoc, gay lang phi thoi gian, tién bac, dong thoi con gay ra sy khong thoai mai cho
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cua ngudi lao dong, khdng thoa man nhu cau dugc hoc tip nang cao trinh d6 cua ho
va d6i khi con cam thay khong duogc ddi xir khéng cong bang, anh huéng dén dong
luc lam viéc cua nguoi lao dong.

Ba 13, Noi dung dao tao van con ning vé ly thuyét, it thuc hanh, nhiéu khi
khong sat véi thuc té cong viéc va tinh hinh thuc té & cong ty, do d6 dan dén tinh
trang hoc vién duoc dao tao khong thé 4p dung nhitng kién thirc, ky ning duoc dao
tao vao thuc té. Qua két qua khao st thi c6 téi 26,93% sé ngudi dugc hoi cho rang
noi dung dao tao khdng phu hop véi nhu cau. Nguyén nhén 1a do nhiéu don vi dao
tao chua thuc hién tét viéc nim bat tinh hinh thyuc té cong ty dé xay dung chuong
trinh cho phi hop ma cha yéu Ia dya trén nhitng chuong trinh ¢6 sin chinh sira mot
chut cho pht hop véi tinh hinh cong ty. Do d6 ndi dung chuong trinh con chua gan
véi thuc té cuaa ting doanh nghiép cu thé ma thudng 1a chung chung cé thé ap dung
& nhiéu doanh nghiép.

Bon 1, Panh gia hidu qua cong tac dao tao va phat trién ngudn nhan lyc chua
chua phan anh dung chat lugng thuc sy cta cong tac dao tao, mai chi danh gia dugc
la t6 chtrc duge bao nhiéu khoa dao tao, dao tao dugce cho bao nhiéu nguoi, bao
nhiéu nguoi thi dat, ma chua chi ra dugc nhitng mat con yéu khi to chic cong tac
dao tao.

Nguyén nhéan la do:

+ Can ctr danh gia hiéu qua cong tac dao tao mai chi dwa vao tong hop két qua
hoc tap, bang cap, chang chi caa hoc vién. Trong khi chi tiéu quan trong hon d6 1a
su van dung nhiing kién thuc, ki ning duoc dio tao vao thuc té cong viéc, su cai
thién vé két qua thuc hién cong viéc, su thay ddi vé& nhan thirc, hanh vi thai d6 cua
nhan vién sau khi dugc ddo tao thi cong ty khong tién hanh danh gia. Do vay, khong
danh gia duoc hiéu qua thuc su vi van c6 trudng hop ngudi lao dong dat duoc diém
rat cao trong khoa hoc nhung khi vé van mac 18i, két qua 1am viéc khdng cai thién.

+ Hiéu qua cua cong tac dao tao con dugc phan anh qua danh gia, nhan xet
ctia ngudi hoc vé cac khoa dao tao nhu ndi dung khda hoc c6 phi hop véi nhu cau

dao tao khong, phuong phap dao tao c6 phi hop khdng, giang vién day c6 dé hiéu
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khong... Tuy nhién, tai Cong ty khi van chua tién hanh diéu tra y kién danh gia cua
ngudi lao dong, do d6 khong thiy duoc cac khoa dao tao c6 phd hop vai nhu cau
ctia ngudi lao dong hay khdng, ¢ cung cap nhitng kién thic ki ning ma ngudi lao
d6ng mong mudn hay khong, do d6 khong c6 xac dinh duoc cong tac dao tao con
yéu & khau ndo ma dua ra nhitng sy diéu chinh trong céc khoa hoc sau cho phi hop.

+ Muyc tiéu dao tao cua cong ty van con chung chung 13 nang cao trinh d6 cho
ngudi lao ddng phi hop véi sy phat trién cua cong ty va dap ing dugc yéu cau cong
nghé san xuat hién dai, tiép can vai nhitng ky thuat cong nghé va phuong phap quan
ly tién tién, nang cao ning suét lao dong, hoan thanh vuot mac cac ké hoach san
xuat kinh doanh d3 dé ra. Chwa xdy dung duoc cac muc tiéu cu thé cho tirng khoa
hoc, do d6 ciing khong c6 co so dé danh gia xem khoa hoc c6 dat dugc muc tiéu dé
ra khong.
2.2.6. MOi trwong va diéu kién lam viéc

Pic diém cua nganh cap nudc 1a khai thac, san xuat va cung cip nudc sach
cho nhan dan trong pham vi mang luéi cip nudc. Tuy khdng phai 1a nganh cong
nghiép nang nhoc va doc hai nhung ciing c6 mot sé khau trong quy trinh san xuat
phai tiép xGc vai hda chat xir Iy nude. Ngoai ra nganh cap nude mang tinh cong ich
cao vi nudc sach 12 nhu cau khdng thé thiéu trong cudc sdng, vi vay né gan lién véi
kinh té chinh tri ciia dia phuong. Nganh cap nudc ¢6 nhiéu loi thé nhu: hau nhu
khong c6 ddi thi canh tranh, dia ban phuc vu thuong 13 trong d6 thi, nhu vay mai
truong va diéu kién lam viéc kha thuan loi. C6 nhitng diéu kién thuan lgi nhu thé
nhung do tiép x(c nhiéu voi khach hang trong do thi co trinh do dan tri cao doi héi
ngudi lao dong phai thuong xuyén duoc bdi dudng nang cao trinh d6 If luan, khoa
hoc dé dap ung duoc nhu cau cta nhan dan. Pé c6 dugc nhu vay Cong ty phai quan
tdm cOng tac dao tao thuong xuyén can bg, cong nhan vién nang cao trinh do cho
ho, véi cac khau san xuat ¢ tiép xdc véi hda chat thi phai trang bi bao ho lao dong
nhdm dam bao an toan trong lao dong va stc khoe cua nguoi lao dong, tao cho
nguoi lao dong c6 cam giac yén tdm trong cong tac, tap trung hon vai céng viéc.

Diéu d6 ciing 1a nham thoéa man nhu cau an toan caa ngudi lao dong.
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Qua bdng 2.21 cho thiy phan 16n ngudi lao déng hai long véi cac diéu kién

va mdi truong 1am viéc tai Cong ty, chi c6 mot ti 1& nho chua thdy thoa man véi

diéu kién 1am viéc nhu hién tai, nhu vay cdng ty can nghién ciru va cé giai phap tao

méi trudng lam viéc tét hon nita nham thoa man nhu cau cua nguoi lao dong. Vé

mat ngudi quan Iy chua quan tAm tao diéu kién thuan loi dé nguoi lao dong hoan

thanh tét cong viéc caa minh ciing rat dang dé luu ¥, ti 1& nguoi lao dong chwa thoa

man con kha cao chiém 26,82%. Do d6 cac nha lanh dao trong Cong ty ciing xem

xét phuong phap chi dao, tao diéu kién thuan loi cho ngudi lao dong trong cong

viéc, tir 46 mai tao dong luc cho ngudi lao dong hoan thanh tét cong viéc cua minh

Bang 2.21: Panh gia vé méi trudong va diéu kién lam viéc

Pon vi: %
Hoan A Khong | Gan | Hoan
X Khéng L X
Chi tiéu toan aong | LY nhu | toan Tong
khong . kien ré | dong | dong
‘ dongy y rang y y

Hai long vi moi trudng va dieu Kien | 5 a5 | 1538 | 3077 | 23,08 | 26,92 | 100
lam viéc
Bugc trang bi day di dung Cu Va| sg5 | 077 | 1231 | 4231 | 30,77 | 100
phuong tién dé thyuc hién cong viéc
Puoc cung cip day du thiét bi BHLD
dam bao tiéu Chuén ATVSLD 15,38 1923 | 3654 | 28,85 100
Kr]ong khi tap thé vui ve, thoai mai, tin 13,56 062 | 40,38 | 36,54 | 100
tuong
Eé‘;r‘g nghicp than thién, hop tac, dodn | 7 e | 1954 | 1731 | 2115 | 42,31 | 100
I,\Igpipl la,nh da’O khuyén khich t6i dua ra 13.46 | 4808 | 3654 | 100
y kién dong gop ‘
{gnh dao quan tam tao dieu kién thuan 5,77 2115 7.69 30,77 | 34,62 | 100
Nhimg d& xuét cua toi d& nang cao hiéu
qua thuc hién cdng viéc dugc lanh dao 4,62 33,85 | 61,54 | 100
guan tam

Ngudn: Két qua khao sat vé dong luc lao dong cua ngudi lao dong tai Cong ty co

phan nudc sach Quang Ninh

2.3. Pdnh gid chung vé tgo dong lwc cho ngwoi lao dong tai Cong ty cé

phén nuwéc sach Quing Ninh

2.3.1. Két qud céng tdc tao dong lwe cho nguwoi lao dpng

Pong lyc lao dong 1a yéu té quan trong quyét dinh dén nang suat, chat lugng
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va hiéu qua cong viéc cua ngudi lao dong. Do d6 dé danh gia két qua cong tac tao
dong luc cho ngudi lao dong c6 thé xem xét thong qua mot sé chi tiéu sau:

DPong luc lao dong co tac dong truc tiép dén két qua thuc hién cong viéc cua
ngudi lao dong va két qua hoat dong san xuat kinh doanh cua doanh nghiép. Qua
bdng 2.1 va 2.22 cho thay két qua hoat dong san xuat kinh doanh cua Céng ty cb
phan nudc sach Quang Ninh ¢ su phat trién trong giai doan 2012-2016 véi biéu
hién 1a doanh thu, loi nhuan va ning suat lao dong ting. Cac s liéu trong bang 2.1
va da duoc phan tich cu thé ¢ trén. Xem xét chi sé loi nhuan trén doanh thu cua
Cong ty ta thay c6 su tang trueong tir 0,03 nim 2012 18n 0,07 nam 2016, tic 1a ¢t 1
ddng doanh thu tao ra 0,07 dong loi nhuan. Vi nhitng thanh cong da dat duogc do,
khéng thé pha nhan nhitng dong gop cta cong tac tao dong luc di dem lai cho
nguoi lao dong cam giac gan bo vai cong viéc, yén tm cong tac, cd gang phan dau
hoc tap, c6 nhitng phat minh séang kién dem lai nhiéu loi nhuan cho cong ty.

Bang 2.22: Chi tiéu NSLD binh quén va ty suit lgi nhuan trén doanh thu

Chi tiéu PVT 2012 | 2013 | 2014 | 2015 | 2016
NSLPD binh quan trd/ng/th | 19,958 | 22,861 | 22,761| 23,728| 28,054
Téc dd ting NSLPBQ % ) 14,55 | -0,44 425| 18,23
Lei nhuan/doanh thu - 0,03 0,039| 0,058| 0,056| 0,07

Nguon: Sé liéu tinh toan tir bao céo két qua hoat déng san xuat kinh doanh cia Cong
ty cé phan nuéc sach Quang Ninh
Bén canh d6, dé danh gia két qua cdng tac tao dong luc cho ngudi lao dong tac
gia da tién hanh diéu tra bang bang hoi va phong van déi voi nguoi lao dong tai
Cong ty c6 phan nuéc sach Quang Ninh
Qua s6 lidu khao sat bang bang hoéi theo thang do mirc do hai long ddi véi
cng viéc thi nhan duoc cac cau tra loi cia nguoi lao dong nhu sau: mic 4 gan nhu
hai 1ong va muac 5 hoan toan hai long chiém da s6 lan luot 12 30,77% va 38,46%
nhu vay Cong ty da kha thanh cong trong viéc tao dong luc qua viéc théa man nhu

cau hai 1dng véi cong viéc cia ngudi lao dong. Tuy nhién, van con khé nhiéu nguoi
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chua hai long mot phan véi cdng viéc va hoan toan khéng hai long chiém téi
15,38%. Su khong hai 1ong d6i véi cdng viéc co nghia 1a ngudi lao dong khdng co
dong luc 1am viéc, trong cong viéc duoc giao chi cé gang hoan thanh cong viéc mot
cach tbi thiéu nhu 1a mot nghia vy va trach nhiém, khong cé su ty nguyén cé gang

phan ddu hoan thanh tét nhiém vu caa minh tir d6 khong hoan thanh muc tiéu cua to

chtc.
Hinh 2.2: Mirc d¢ hai Iong véi cdng viéc ctia nguwoi lao dong
3.85% 11.54%
OHoan toan khong hai long
BKhoéng hai long
15.38% OKhéng cé y kién ré rang
O Gan nhw hai long
38.46% B Hoan toan hai ldng

30.77%

Nguon: Két qua khao sét vé dong luec lao dong ciia nguoi lao dong tai
Cong ty c6 phan nuréc sach Quang Ninh

Xem xét khia canh vé mtc do hai 10ng theo chirc danh cong viéc (bang 2.23)
c6 thé thay rang, cang lén vi tri c6 chic danh cao thi mic do hai long d6i véi cong
viéc cang 16n. Cu thé ty 18 truong, phd phong, giam dbc, pho giam déc cac don vi
chon murc d6 “gan nhu hai 10ng” va “hoan toan hai long” chiém ty Ié rat cao la
56,3% va 25,0%, khdéng cé ai duogc hoi tra loi 1a “khong hai long vai cbng viéc”.
Pay 1a nhitng nguoi ldnh dao chu chét trong Cong ty, dugc hudng nhitng quyén loi
va uu dai xing dang nén kha hai long véi cong Vvigc.

O cac chirc danh cong viéc thap hon thi ty 1& khong hai 1ong c6 xu huéng ting
1én, trong d6 can bd nghiép vu, t6 tram truéng, phd va cong nhan lao dong cé cau
tra 16i & mac 1 va mac 2 chiém kha cao lan luot 1a 23,3%:; 14,28% va 19,89%. Day

1a bo phan lao dong chiém da sé trong tong sé lao dong caa cong ty, thai do va tinh
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than lam viéc tryc tiép tac dong dén hiéu qua cong viéc cua ho va tir d6 anh huong
ti s6 lwong va chat luong san pham san xuat ra, vi vay anh huong dén doanh thu va
loi nhuan caa cong ty. Do d6 can tim rd nguyén nhan va cé nhitng bién phap nham
nang cao mirc d6 hai 1ong dbi véi cdng viéc cua ngudi lao dong, ddng thai cha y
dén quan hé cap trén — cap duéi dé hiéu rd van dé nay.

Bang 2.23: Miwre d§ hai Iong véi cbng viéc chia theo chirc danh

Don vi tinh: S6 phiéu, %

Hai long véi cong viéc
. Lo Hoan toan n Khong cl| ~ » Hoan
Chi tiéu g 2
' khong hai| KNG | ¢ \ién rg | CARRRY s hai | Téng
Ic hai long \ hai long \
ong rang long
Truéng, phd cac 0 0 3 9 4 16
phong ban 0% 0% 18,8% 56,3% | 25,0% 100%
TI:ll’()’I’]Q, ph(’) 1 3 4 12 8 28
To, tram 357% | 10,71% | 14,29% | 42,86% | 28,57% 100%
Can b nghiép 3 4 4 18 1 30
vVu 10,0% 13,3% 13,3% | 60,0% 3,3% 100%
Cong nhan lao 12 25 76 57 16 186
dong 6,45% | 13,44% | 40,86% | 30,65% | 8,60% 100%

Nguon: Két qua khao sét ve dong liee lao dong ciia nguoi lao dong tai COng ty cé phan nuéc sach
Qudang Ninh

Xem xeét khia canh mae d6 hai long vai cong viéc theo gidi tinh thi qua bdng
2.24 cho thay nam giGi va nit gii déu c6 mirc do hai 1ong ddi véi cong viéc twong
d6i cao, trong d6 nit gigi c6 muc do hai 1ong cao hon nam gidi. Tuy nhién, ty 1&
nam gidi rat khong hai long va khong hai long mot phan véi cong viéc con chiém ti
1& kha cao 13,29% gap hon 3 1an ty 18 ndy & nir gidi, diéu ndy chang to lao dong
nam dang c6 nhitng btc xic ¢ khia canh nao d6 ¢ trong cong viéc khién ho rat
khong hai 1ong. C6 thé 1a do véi nam giéi mirc lwong hién tai chua du dap tng dé
nudi sdng gia dinh vai chi phi ngdy cang cao. Con vai nir gidi véi mie lwong hién
tai cling nhu cong viée trong d6i phu hop, 6n dinh, mac thu nhap kha, diéu kién lao

dong tét ho da kha hai 1ong.

Mt khéc, néu xem xét theo khia canh tudi tac thi c6 thé thiy d6 tudi cang cao
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thi mtrc d6 hai long ddi véi cong viéc cang cao, cu thé 1a 9,5% sé ngudi trong nhém
tudi 41 dén 50 hoan toan hai long véi cong viéc va ty 1é ndy & nhom tudi trén 50
khé& cao chiém toi 22,9%. Diéu ndy hoan toan hop Iy vi nhitng ngudi lao dong co
tudi cang cao thuong 13 nhitng ngudi lao dong co trinh do, ¢ nhitng vi tri ciing nhu
quyén loi dap (ng nhu cau cua ho nén ho kha hai long. Bong thai, & nhém tudi nay
ho ciing dd c6 nhiéu nim lam viéc, ciing khong c¢6 nhu cau mudn di chuyén nén d&
dang chap nhan nhirng diéu kién thuc tai hon. Nguoc lai, nhém tudi dudi 30 ¢6 ty 1é
khong hai 1ong véi cong viéc la cao nhat, trong d6 8,1% tra loi hoan toan khong hai
long va 14% khong hai 1ong mot phan. Nguyén nhan 1a do ¢ nhém tudi nay thuong
c6 su so sanh giira cac ché do, diéu kién lam viéc tai cong ty nay va cac cong ty
khac dé tim dén noi 1am viéc t6t hon. Ti 1é khong hai 1ong chiém mot phan rat nho
3,45%
Bing 2.24: Mire @9 hai 1ong véi cong viéc theo tudi va giéi tinh

Pon vi tinh: Sb phiéu, %

Hai long véi cdng viéc
Chi tiéu TOO;: hK.hé\ng Kg]éogg Gan nhu I—\Ioan\ : z
khong | Na11ong | e | hai long | 1030 hail | Tang
hai long mot phan rang long
Chia theo gioi tinh
Nam 11 12 50 70 30 173
6,36% | 6,94% | 28,9% | 40,46% | 17,34% | 100%
i 4 0 5 16 2 27
Nir 3,45% | 1,15% | 9,20% | 45,98% | 40,23% | 100%
Chia theo nhém tuéi
Duéi 30 tudi ! 12 21 34 0 50
8,75% |  15,0% |26,25% | 42,50% | 7,50% | 100%
Tir 31 - 40 tudi 2 12 34 34 0 58
227% | 13,64% |38,64% | 38,64% | 6,82% | 100%
Tir 41 - 50 tudi > ! 10 33 0 o1
8,20% | 11,48% [16,39% | 52,10% | 9,84% | 100%
. N 2 1 5 16 7 31
TrenSOtdl o | 3.23% | 16.13% | 51.61% | 22.56% | 100%
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Nguon: Két qua khdo sat vé déng luc lao déng ciia ngueoi lao dong tai Cong ty cé phan
nuot Sach Quang Ninh

Bang 2.25 cho thiy nhirng ngudi co trinh d6 cang cao thi mirc do hai 1ong ddi
Véi cdng viéc tang 1én, trong khi d6 nhitng ngudi cé trinh d6 thap thi mic d6 khong
hai long ciing ting 1én. Diéu nady c6 thé Iy giai rang nhirng ngudi cé trinh d6 cao, ¢6
kha ning dam nhiém nhitng céng viéc phuc tap, c¢6 co hoi thang tién, c6 mic luong
cao, duoC moi ngudi né trong... nén hai 1ong véi cong viée trong khi d6 nhitng
nguoi lao dong co trinh d6 thap thuong dam nhiém nhitng cong viéc don gian, muc
lwong thép, it c6 diéu kién phat trién, tham chi cong viéc khdng 6n dinh, hay bi diéu
chuyén Iam nhitng cong viéc khac nhau.

Bang 2.25: Mirc do hai long véi cdng viéc theo trinh d§ chuyén mon

Hai long véi cong viéc
n Hoan Khong | ~x, .
Chi tiéu toan | Khong | céy 4" |Hoan toan| Téng
. N %~ . |nhw hai A
khéng [hai long| kien rd I hai long
. . ong
hai long rang
Tw dai hoc tré 1én > 4 21 56 J
wrdalnec tro 526% | 4.21% |22.11% |58.95% | 947% | 100%
Cao din 0 3 8 5 3 19
ao dang 0% |15.79% |42.11% |26.32% | 15.79% | 100%
. 6 7 19 18 4 54
gcap 11.11% |12.96% |3519% |33.33% | 7.41% | 100%
Do ta0 nohd 4 12 24 42 10 92
ao ta0 hghe 435% |13,04% |26.09% |45,65% | 10.87% | 100%

Nguon: Két qua khdo sat vé déng luc lao déng ciia ngueoi lao dong tai Cong ty cé phan
nuwoc sgch Quang Ninh. ) ) )
Nhu vay, qua cac ket qua khao sat cho thay da so nguoi lao dong trong cong ty

da c6 sy hai long dbi véi cong viéc, tuy nhién van con mot bo phan nguoi lao dong
cam thy van chwa hai 1ong véi cong viéc. Trong d6 can bd nghiép vu va cong nhan
lao dong 1a nhitng nguoi c6 mirc do chua hai long chiém cao nhat.

2.3.2. Nhitng mdt con han ché va nguyén nhéan nhitng han ché trong tao
dong luc cho ngwoi lao dong

Tuy da dat dugc nhung két qua dang ké trong cong tac tao dong luc cho ngudi
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lao dong trong nhirng nim vira qua, gop phan khdng nho vao két qua san xut kinh
doanh cua Cong ty c6 phan nudc sach Quang Ninh, tuy nhién van con cé nhitng mat
han ché va nguyén nhan caa né can phai dugc khic phuc trong thoi gian téi, cu thé
nhu sau:

Thet nhadt, Cong tac tao dong lee cho ngudi lao dong chua duoc 1anh dao cong
ty quan tim dung mutc. Quan diém cua Cong ty 1a thuc hién tét cac ché do chinh
sach nhu hién nay thi sé tao dong luc cho nguoi lao dong.

- Cong ty chua co cac hoat dong khao sat nham xac dinh nhu cau cia nguoi
lao dong. Do do6 hiéu qua cua cac bién phap tao dong luc chua cao.

- Cong tac phan tich cong viéc cia Cong ty khong dugc quan tam thuong
Xuyén, cac ban mé ta cong viéc, yéu cau cua cdng viéc ddi véi ngudi thuc hién hién
rat so sai , thiéu co s& cho viéc danh gia chinh xéac két qua thuc hién céng viéc.

- Banh gia thuc hién cong viéc con so sai do cac ban phan tich céng viéc con
thiéu, mang tinh hinh thirc, cac tiéu chuan danh gia con thiéu va chung chung do d6
chua phan anh chinh xac két qua thuc hién cong viéc cia nguoi lao dong, dan toi
danh gia thuc hién cdng viéc chua cong bang.

- Tién luong duoc tinh toan c6 anh huong boi két qua thanh tich caa nguoi lao
dong, tuy nhién cong tac danh gia chua thuc sy tot do d6 anh huong téi sy cong
bang Vvé tién luong.

- Cong ty chua quan tam tGi cong tac khen thuong. Cac hinh thirc khen thudng
cta cong ty chua da dang va muac khen thuéng thap. Cong tac xét khen thuong
khéng chinh xac do mang tinh cha quan cia ngudi quan ly. Mic dong bao hiém
hién nay méi chi dong theo hé s lwong co ban nha nudc ma chua dong theo luong
thuc linh cua nguoi lao dong.

- Thiéu céc cin ctr dé xac dinh chinh x4c nhu cau dao tao cia ngudi lao dong,
chua c6 phuong phap dé xac dinh nhing thiéu hut vé kién thirc va ky ning cua
nguoi lao dong. Viéc lya chon ddi tuong di hoc chua c6 cac tiéu chuan quy dinh cu
thé ma nhiéu khi 1a do cir luan phién,do d6 khong hiéu qua, gy lang phi, khong dap

tmg duoc nhu cau caa nhitg ngudi muén hoc thyc su.
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CHUONG 3: MOT SO GIAI PHAP CHU YEU NHAM HOAN
THIEN CONG TAC TAO PONG LUC CHO NGUOI LAO
PONG TAI CONG TY CO PHAN NUOC SACH QUANG
NINH

3.1. Muc tiéu va phwong hwéng phat trién ciia Cong ty c6 phan nwéc
sach Quang Ninh

Tinh Quang Ninh dang 1a mot trong nhitng trong diém kinh té cia ca nudc.
Cac dy an phat trién kinh té, xa hoi, du lich dang trién khai; cac khu do thi, khu
cdng nghiép... dang dugc dau tu phat trién manh mé kéo theo nhu cau sir dung nudc
ngay cang ting cao Pé dat muc tiéu do, Cong ty di xac dinh phuong hudng phat
trién trong thoi gian t6i véi cac chi tiéu cu thé, duoc thé hién & bang 3.1.

Bang 3.1: Du b4o nhu cau sir dung nwéc va ké hoach san lwong tiéu thu
nuéc sach cia Cong ty cé phan nwéc sach Quang Ninh
giai doan 2017-2022

- Ponvi | 2017 | 2018 | 2019 | 2020 | 2021 | 2022
Chi tiéu

San legng tiéu thu | 1.000m*| 51,08 | 52,58 | 54,0 | 55,5 S7 58,5

Doanh thu nwoéc Triéu

A 492,7 | 503,7 | 514,7 | 525,5 | 536,5 | 547,5
sach dong

Nguon: Ké hogch tiéu thy san phdm giai doan 2017-2022 ciia Cong ty ¢é phan nuéc sach Quang
Ninh

3.1.1. Muc tiéu phat trién

Dinh hudng tim nhin phét trién cua Cong ty ¢6 phan nuéc sach Quang Ninh
dén nam 2022 tap trung vao nhing chién lugc nhu sau:

- Nang cao ning luc cip nuéc bang cach tim kiém va mé rong ving cip nude
an toan va 6n dinh, phat trién mang ludi va nang cong suit cac nha may nudc, &p

dung cai tién khoa hoc va ki thuat céng nghé lam ting ning suit, hiéu qua san xuét.
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- Bay manh phat trién thi trudng, phat trién cac nhom khach hang c6 kha ning
chi tra va mang lai nguén loi nhuan cho Cong ty nhu dan cu d6 thi, co quan hanh
chinh va don vi sy nghiép, c& nhan va té chirc kinh doanh dam bao can bang voi
nhiém vu "cong ich" cap nudc cho khu vic ndng thon;

- Nang cao hiéu qua cdng tac quan ly van hanh va ning cao ning suit lao
dong;

- Nang cao nang luc cung cap céac dich vu vé tinh nhu tu van thiét ké, quan Iy
du 4n cong trinh, dich vu xay lap, ... dam bao 1a canh tay phai hd tro cho cong tac
dau tu mo rong, nang cap va quan ly van hanh hé thdng cip nudc, hé thdng phan
phdi nudc;

- T4i co cdu ng ciia Cong ty theo xu hudng giam str dung nguén von co chi phi
cao, thu hut thém nha dau tu khéi tu nhan dé niang dong hoa hoat dong doanh
nghiép.

- Nghién ctu tiép nhan va van hanh céc hé théng cap nudc ndng thdn theo cha
truong cua UBND Tinh.

Véi tam nhin chién luwoc nhu trén, cac muc tiéu trong giai doan 2017-2022
dugc cu thé hoa trong bang 3.2 phu luc 8.

3.1.2. Phwong hwéng phat trién

{GIAI PHAP VA KE HOACH TAI CHiNHj

— T

GIAI PHAP GIAI PHAP
VA KE VA KE

HOACH GIAI PHAP VA KE HOACH SAN PHAM HOACH BAN

CONG HANG VA
NGHE MARKETING

GIAI PHAP VA KE HOACH T6 CHilC
NHAN sy

So' dé 3.1: M6 hinh gidi phap chién lwoc, giai doan 2017-2022
Vé ké hogch san pham va dich vu:

- Dich vy san xuét va cung tmg nudc sach 1a dich vu miii nhon va vu tién hang
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dau; dich vu xay Iap va phét trién hé thdng cap nudce 1a dich vu vé tinh, hd tro tich
cuc cho viéc phat trién dich vy san xuat va cung cap nudc sach; san pham nudc
dong chai tiép tuc tan dung loi thé dé phat trién thi trudng;

- Tang cudng chat lwong nude, ting cuong cong suat va pham vi cip nudc va
chd trong dich vu phét trién khach hang cho mang san xuat va cung cap nuéc sach.

Vé ké hogch ban hang va marketing:

- Tap trung khai thac khdi co quan don vi, cac doanh nghiép san xuat va dich
Vu,

- Chu dong tiép can khach hang dé ban hang truc tiép, tu van thiét ké giai phéap
cap nuéc cho khach hang, hd trg khach hang thuc hién cac chuong trinh tuyén
truyén vé tiét kiém nuéc trong don vi;

- Nghién cau thi trudng nudc sach, to chic cac hub tuyén truyén va dang ki
dau ndi st dung nudc tai c4c to, cum dan;

Vé ké hoach cong nghé va bdo tri, siza chiza:

- Pay manh ung dung cong nghé trong quan Iy van hanh hé thdng cap nudc (
quan 1y Iuu luong, &p luc va chat lwong nude ) theo hudng tu dong hda nham dam
bao cap nudc 6n dinh lién tuc, dap ang nhu cau cua khach hang;

- Kiém soat duoc quy trinh xt Iy nudc, tdi wu hoa ché d6 van hanh cua cac
nha may nudc, hién dai héa va tu dong hda hé thong quan ly van hanh. Dong thoi
nghién ctu ttng dung cac cong nghé xur Iy nudc mai ¢o hiéu qua cao va phu hop voi
diéu kién hién tai ciing nhu thich Gmg dwoc véi sy bién ddi ngudn nudc va yéu cau
ngay cang khat khe cua chat luong nuéc sach trong tuong lai.

- Nghién ctu tng dung nhung cong nghé mai (thi céng, duy tu, bao dudng,
quan Iy van hanh, giam nudc that thoat that thu...) va cc vat tu trang thiét bi méi c6
tinh nang wu viét phi hop véi yéu cau cua hé théng cap nude, ddng thoi timg budc
ddng bo vat tu - thiét bi sir dung trén toan hé thong.

- T&i cau tric mang ludi theo md hinh hién dai (Trén co sé phan ving tach
mang DMZ, DMA..., thiét lap c4c bé chira ngam, tram bom ting ap) két hop voi cai

tao, phat trién ddng bo hé thong truyén tai va phan phdi nuéc theo quy hoach mang



77

lué6i cap nudc cua Tinh.

Vé ké hogch phét trién té chirc va nhan su:

- Tang ning suat lao dong, giam ti 18 nhan su/khéach hang théng qua:

+ Tai co cAu manh m& ngudn nhan luc theo huéng giam nhan su thira, ning
suit thip. Tang ti 1& nhan sy chat luong cao, ¢ ki ning thai do tét thong qua tuyén
dung, thay thé va dao tao.

+ Xay dung va hoan thién hé thong quan tri ngudn nhan lc, quan tri theo vi
tri cbng viéc, quan tri theo nang luc.

+ Xay dung va hoan thién co ché luong, dii ngd theo huéng gin thu nhap cua
can bo céng nhan vién véi hidu qua lao dong, nang suat lao dong va phat huy tinh
than phéi hop, chia sé, tu dao tao.

+ Pau tu manh mé& cho dao tao, phét trién ning lyc nhan su va xay dung vin
hoa doanh nghiép, van hoa lam viéc hiéu suat cao.

Vé ké hogch tai chinh:

* K& hoach doanh thu, loi nhuan:

Cong ty dat muc tiéu ting trudng binh quan cho linh virc san xuit va cung &ng
nuéc sach giai doan 2017-2022 dat tang truong 3,03% mdi nam trong khi gia von
tang binh quan 0,75% mdi nam. Loi nhuan thuan sé& ting 15% mdi nam.

Cac dich vy phuy trg nhu tu van, thiét ké va quan ly dy an, dich vu xay lip dat
muc d6 ting truong doanh thu 5% mdi nam trong khi gid von tang binh quan 3,5%
mdi nam tir nay dén 2030.

Chi phi ban hang ting 5% mdi nim va chi phi quan ly doanh nghiép ting 6,2%
moi nam.

* Ké hoach tai san va nguon von:

Tai san:

Do nhu cau mé rong pham vi va nang luc cap nudc dap tng ké hoach phat
trién hé théng. Cong ty phai dau tu co so ha ting bao gom: Nang cong suat mot sé
nha may cii va xay dung nha may, hé thong cip nudc mai, sira chira nang cip hé

théng duong dng phan phéi cac cap nham giam that thoat.
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Ngudn vén:

Pé dam bao tang trudng va ma rong, nhu cau ngudn von bo sung cho san xuat
kinh doanh Ia rat I6n. Cong ty s& ting vén théng qua 2 ngudn:

- Vén vay dai han:

+ Str dyng tin dung véi mac 13i suat vu dai phuc vu cho phat trién co sé ha
tang va xay dung cac cdng trinh cong ich tir bo tai chinh va cac D an phat trién voi
muc |3i suat khoang 6,5%/nam (chiém 50% co cau no dai han).

+ Str dung tin dung Ngan hang véi muc 13i suat 11%/nam ( chiém 50% co cau
no dai han)

- \Vén cha sé hitu:

+ Tang huy dong vén tir ban c6 phan wu d3i cho can bo cdng nhan vién.

+ Thu hut cic nha dau tu khdi tu nhan.

3.2. Quan diém tao dong lwc cho ngwoi lao dong tai Cong ty cd phan nwéc
sach Quang Ninh

Quan diém 1: Tao dong luc cho nguoi lao dong 1a bién phéap 1au dai va quan
trong nhat dé duy tri va phat trién ngudn nhan lec caa Cong ty.

Muén gitr chan nguoi lao dong cd tai, cd kinh nghiém, co tay nghé cao cong
hién cho Cong ty thi phai c6 nhitng giai phap vé loi ich vat chat, tinh than bén viing
va lau dai tir 46 méi kich thich duoc tinh than dong vién, cudn hat nguoi lao dong
cong hién, phan dau dat hiéu qua cao trong cong viéc dé dat dugc cac muc tiéu cua
Cong ty.

Quan diém 2. Tao dong luc cho nguoi lao dong 1a két qua tir su tac dong mot
cach c6 hé théng, ddong bo cac cdng cu va céc giai phap nham théa man nhu cau va
duy tri sy céng bang trong di xir

Tao dong luc thuc chat 1a cac hoat dong 1am thoa man céc nhu cau nham thay
d6i hanh vi cia nguoi lao dong theo huéng ma té chic mong mudn dé phuc vu
hoan thanh cac muc tiéu ma té chic dé ra. Hanh vi cia nguoi lao dong khong thé

thay d6i ngay trong thoi gian ngan ma doi hoi can phai ¢ mot qué trinh 1au dai, lién
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tuc, dong bo, c6 hé thdng va chiu sy tac dong cua nhiéu yéu td. Do viy, cac bién
phap tac dong phai thuc hién phdi hop dong bo va toan dién trén nhiéu mat.

Quan diém 3. Tao d6ng luc 1a trach nhiém théng sudt tir chinh nhitng nguoi
lanh dao quan ly doanh nghiép cho dén chinh ban than ngudi lao dong do d6 can
phai huy dong va can su hop tac cua nguoi lao dong vi muyc tiéu phét trién cua Cong
ty

Tao dong luc khdng chi la cdng viéc cua riéng nguoi quan ly ma con la céng
viéc cua chinh ban than nguoi lao dong, do d6 can phai huy dong va can sy hop tac
ctia nguoi lao dong vi muc tiéu phét trién caa Cong ty.

Tao dong luc la nhung hanh vi cta nha quan 1y tac dong vao nguoi lao dong.
Tuy nhién su tac dong d6 chi co thé tré thanh dong luc thuc day khi nd thoa mén
dugc nhitng nhu cau cia ngudi lao dong, mong mudn cia ngudi lao dong. Su tac
dong d6 mudn chuyén hoa thanh két qua cu thé phai do chinh nguoi lao dong thé
hién. Do d6 néu nguoi lao dong chip nhan thi sy tac dong d6 c6 hiéu qua va nguoc
lai. Chinh vi thé ma can sy tham gia chinh ban than nguoi lao dong vao cong tac tao

dong luc.

3.3. Pé xuat mdt s6 giai phap chii yéu nham hoan thién cong tic tao dong
lwc cho ngudi lao dong tai cong ty ¢d phan nwéc sach Quang Ninh giai

doan 2017 - 2022

3.3.1. Xdc dinh chinh xdc cdc nhu cdu ciia ngwoi lao dpng va mirc dp wu
tién ciia cdc nhu ciu

Trong chuong 2 ta dd phan tich, Céng ty c6 phan nuéc sach Quang Ninh hau
nhu khong tién hanh cac hoat dong khao sat xac dinh nhu ciu cia ngudi lao dong
ma mac nhién thira nhan rang tién lwong va tap trung vao nhitng giai phap ting tién
lwong, thu nhap cua ngudi lao dong 1a bién phap tao dong luc. Qua khao sat diéu
nay la dung tuy nhién chua du boi vi nhu cau cia nguoi lao dong 1a khac nhau va da
da dang dong thoi thay ddi theo thoi gian, ngoai thu nhap ngudi lao dong con ¢ rat

nhiéu nhu cau khac dugc thoa man song song véi n6 nhu nhu cau duge thing tién
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phét trién nghé nghiép, duoc hoc tip nang cao trinh d6, dwgc 1am nhirng cong viéc
phu hop Véi ning luc, duoc 1am viée trong diéu kién tot...Chinh vi thé ma can phai
quan tdm diéu tra xac dinh nhu cu cua ngudi lao dong trong ting thoi ky. Theo tac
gia, diéu tra xa hoi hoc 1a phwong phap xac dinh nhu cau cia ngudoi lao dong hiéu
qua nhat.

Nhu ciu cta nguoi lao dong tai Cong ty ¢6 phan nudc sach Quang Ninh da
trinh bay ¢ chuong 2 duoc tac gia xac dinh theo phuong phap sau:

Buwéc 1: Xac dinh nhitng nhu cau déi vai cng viéc cia ngudi lao dong. O day
cd thé liét ké ra mot sé nhu cu cia ngudi lao dong nhu: thu nhap cao, céng viéc on
dinh, céng viéc tha vi thach thtc, co hoi hoc tap, thing tién, diéu kién va moi
trorong lam viéc...

Buwéc 2: Thiét ké phiéu khao sat nhu cau cua nguoi lao dong. Vi du vé mau
phiéu va cau hoi vé nhu cau da duoc tac gia sir dung dé diéu tra.

Ong/ba hay cho biét muc dich chinh 1am viéc hién nay caa 6ng ba 1a gi? ( Sip
Xép cac nhu cau trén theo thir tu quan trong hodc wu tién tir 1(quan treng nhdt) dén

10(it quan treng nhdt)

Nhu cau Thi hang

a. Thu nhap cao

b. Céng viéc on dinh

c. Cong viéc thu vi, thach thirc

d. Cong viéc phu hop vai kha nang so truong

e. Biéu kién lao dong tot

f. Ty chu trong cong viéc

g. Co hoi dugc hoc tap, nang cao trinh do

h. Co hdi thiang tién lén chirc vy cao hon

i. Ghi nhan thanh tich trong cong viéc

j. Moi quan hé tap thé lao dong tot

Bwéc 3: Tién hanh khao sat nhu cau 260 cén bo nhan vién trong Cong ty cb
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phan nude sach Quang Ninh, ty 1é s6 phiéu chia theo lao ddng quan Iy va cong nhan
vién dya vao ty Ié gitra lao dong quan ly va cong nhéan vién tai céng ty.

Buwdéc 4: X ly sb ligu. Tur s6 liéu khao sat phai tién hanh tinh cac muac d6 quan
trong (hay wu tién) binh quéin cua tat ca cac yéu td dua vao cong thic tinh sé binh
quan:

Y. xifi
Xi — 72 fij
Trong do:
(i,j = 1,2,3...n); n 1a s6 yéu t6 va mirc 6 quan trong.
Trong do:
Xi: 1a mic do quan trong (uu tién) binh quéan cua yéu t i.
Xj: la mirc d6 quan trong thu j.
fij: 12 tan sb ctia mirc d6 quan trong thi j caa yéu to i.

Dua vao cac mic do quan trong hay uu tién binh quan do, ta xép thtr tw ching
theo su ting dan hay giam dan tam quan trong cua cac mic d6. Trong phiéu khao
sat, mirc ¢ 1 duoc coi la quan trong nhat va yéu cau sap xép cac yéu té theo tam
quan trong giam dan nén mic d6 quan trong binh quan caa yéu té ndo nho nhat, s&
dugc xép thi ty 1 va mic do quan trong binh quan caa yéu té nao 16n nhat, s& dugc
xép thix tu cudi cung. (Phu luc 4 )

Do han ché vé thoi gian va pham vi nghién citu nén tac gia tién hanh diéu tra
bang phuong phép trén. Vi phuong phap d6 c6 wu diém Ia gidp nhanh chéng xéac
dinh dwoc nhu cau cua nguoi lao dong trong thoi gian ngén. Tuy nhién nhwgce diém
la nhu cau dugc xac dinh ¢ thé khong chi tiét, chiu anh huong bai yéu té chi quan
ctia nguoi lao dong tai thoi diém tra 1oi.

Chinh vi vay, tac gia kién nghi phwong phap 2 ma cong ty cé thé ap dung
nhu sau:

Cdc budc tién hanh nhu sau:

Buéc mot: Xac dinh céc loai nhu cau. Theo hoc thuyét caa Maslow, nhu cau

cua con nguoi dugc phan thanh 5 loai:
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a/ nhu cdu sinh 1y (an, mic, 0...)

b/ nhu cau an toan

¢/ nhu cau giao tiép

d/ nhu cau dugc ton trong

e/ nhu cau ty khang dinh (ty hoan thién)

Bué'c hai: Xac dinh cac nhu cau cu thé caa tieng loai nhu cau. Mai loai nhu

cau c6 tir 3 - 5 nhu cau cy thé. O day tac gia thiét ké 5 nhu cau cu thé cua mdi loai

nhu cau:

Nhu cau 1 (sinh ly) gdm: n; &; phuong tién di lai; hoc hanh va nuéi con.

Nhu cau 2 (an toan) géom: an toan va bao ho lao dong; ché do bao hiém huu tri;
bao hiém that nghiép; bao hiém y té; cac phdc loi phi tai chinh.

Nhu cau 3 (giao tiép) gdm: mudn giao tiép véi ngudi xung quanh; mudn duoc
nguoi khac yéu mén minh; xay dung quan hé gan giii v6i cong su; mudn lam
viéc theo nhém; mudn duoc nghe nhitng loi nhan xét vé minh.

Nhu cau 4 (dugc tdn trong) gdm: ¢b gang lam tét céng viéc cua minh so véi qué
khtr; mudn duong dau voi kho khan thir thach; mong mudn khang dinh tién bo
ctia minh; mudn c6 dich phan dau cu thé; mong mudn hoan thanh cac nhiém vu
kho khan.

Nhu ciu 5 (tu khang dinh) gém: mong mudn c6 canh tranh va chién thang;
mudn ¢6 nhitng cong viéc ¢6 trach nhiém cao; khdng thich nhiing ai lam diéu
ban than khdng vira y; mudn ¢ anh huong ciia minh dé ngudi khéac 1am theo y
cua minh; mudn kiém soét nhitng sy kién dién ra xung quanh.

Budéc ba: Thiét ké cac cau héi (tuy theo cach thiét ké 3 hay 5 nhu cau cy thé

ma néu ra 3 — 5 cau hoi cho 1 loai nhu cau). Do ¢6 5 nhu cau cu thé cho mét loai

nhu cau do d6 tac gia thiét ké 5 cau hoi cho 1 loai nhu cau.

Vi du: Béi véi nhu cau 1

1/ T6i mudn ¢ gang hoan thanh cong viéc véi két qua cao nhat dé co duoc

muc luong cao.

2/ T6i ¢ giang thém dé c6 duoc tién trang trai tién thué nha o.
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3/ T6i mudn cai thién diéu kién di lai cua minh.

4] T6i mudn co duoc nhiéu tién dé nuoi cho cac con an hoc tt hon.

5/ T6i muén duoc hoc hanh ning cao trinh do dé cé thé ting thu nhap.

Buwéc bon: Thiét ké bang héi diéu tra. ( Thiét ké xen ké& cac cau hoi thuoc
c4c nhu ciu khac nhau dé tranh nhitng cau tra 16i gidng nhau). Trong d6 dung
phuong phap cho diém dé biéu hién cuong do cua tirng nhu cau.

Véi 5 mirc d6 twong ung 1a: 1- Hoan toan khong dong y; 2- Khong dong y; 3-
Khong c6 y kién rd rang; 4- Gan nhu dong y 5- Hoan toan dong .

Phuong phap tra 10i: khoanh tron diém sé phi hop véi suy nghi cia minh

Mau phiéu phong véan xac dinh nhu cau duoc thiét ké nhu (Phu luc: 5)

Bwéc nim: Lwa chon doi tweng va tién hanh diéu tra theo tirng to, tram
don vi, phong ban Cong ty. Khi diéu tra can chil y phan theo cac ddi twong can bo
quan ly, cong nhan tryuc tiép san xuat; cd thé phan theo muc luong; theo tudi; theo
trinh d6; theo thAm nién cong tac v.v...viéc phan chia theo nhiéu tiéu thic khéc
nhau s& gip cho viéc phat hién ra nhu cau chinh xac d6i voi timg doi tugng.

Buéc sau: Xir ly thong tin phat hién ra nhu cau:

Trudc hét dung phuong phap binh quan hoa dé tinh sé diém cua tirng nhu cau

cu thé va cua ting loai nhu cau theo cdng thic:

Téng diém binh quan nhu cau i thudc loai nhu cau j
by =

Tong sb phiéu khao sat

Vi du: Sau khi xur ly s6 liéu ta c6 két qua khao sat nhu sau:

Bang 3.5: Két qua khao sat nhu cau cia nguoi lao dong

Nhu cau 1 Nhu ciu 2 Nhu ciu 3 Nhu ciu 4 Nhu ciu 5

Cau | PBQ | Cau | PBQ | Cau | PBQ | Cau | bBQ | Cau | bBQ

1 4,5 2 4,2 3 1,5 4 2,1 5 1,7
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6 3,7 7 2,9 8 2,5 9 1,5 10 2,1

11 3,7 12 3,0 13 2,0 14 3,0 15 1,7

16 4,5 17 3,3 18 2,1 19 2,5 20 2,0

21 3,6 22 4,1 23 2,2 24 1,6 25 2,1

Tong | 19,9 | Tong | 17,5 | Tong | 10,4 | Tong | 10,8 | Tong | 9,6

Qua bang ta thdy cudng d6 nhu cau thé hién thong qua sé diém. O day diém
nhu cau 1 1a cao nhat, sau d6 1a nhu cau 2. Do d6 nhu cau sinh Iy la nhu cau bic
thiét nhat hién nay cua ngudi lao dong trong Cong ty.

Sau d6 xem xét tiép tan suit xuat hién cua tung loai nhu cau cu thé theo céac
d6i tugng khao sét. Viéc xem xét d6 cho phép biét duoc trong cac nhu cau thi nhu
cau cu thé nao 1a cap thiét nhat dic biét 1a nhu cau 1 va 2. Ap dung phuong phap
nay co uu diém la:

M@t 13, tai mot thoi diém nhat dinh c6 thé phat hién ra nhu cau cua ting ca
nhan ngudi lao dong va do d6 tong hop lai ta ¢d thé xac dinh duoc nhu cau cap béach
nhét cua toan Cong ty.

Hai 13, thdng qua viéc xem xét tan suat xuat hién ctua cac nhu cau cu thé ta c6
thé xac dinh dugc nhu cau cap bach nhat trong tirng loai nhu cau cua ting ¢ nhan
trong Cong ty

Tuy nhién, nhuge diém cia phuong phap nay 1a tén kém, doi hoi ki nang diéu
tra thanh thao, nén theo t6i mdi nam nén tién hanh xac dinh mot 1an dé 1am co so
cho viéc hoach dinh cac chinh sach tao dong luc trong Cong ty.

3.3.2. Phan tich cong viéc thuwong xuyén va hiéu qud

Phan tich cong viéc c6 vai trd vo cing quan trong trong quan tri nguon nhan
lee, nd 13 co s& nén tang va 14 can cir dé trién khai cac cong tac khac nhu cong tac
tuyén dung, dio tao, cong tac danh gia thuc hién céng viéc, cong tac phan cong bo
nhiém cén bo va thyuc hién ché d6 luong, thuéng. Thuc té hién nay tai Cong ty cb

phan nuéc sach Quang Ninh cho thiy cdng tac phan tich céng viéc tai Cong ty con
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nhiéu han ché can phai cé nhitng giai phép hoan thién nhu sau:

* Phdn dinh rd trach nhiégm cia cac cd nhén trong hoat déng phan tich
cong vigc

Trong chuong II ta da phéan tich. Hoat dong phén tich cong viéc la mét qua
trinh phic tap doi hoi sy tham gia phdi hop cua nguoi lao dong, ngudi quan ly céc
bo phan va Phong T6 chiic lao dong dé thuc hién. Tuy nhién, hién nay ¢ Cong ty,
hoat dong phan tich cong viéc cha yéu do phong t6 chirc lao dong xay dung ban mé
ta cong viéc va tiéu chuan cong viéc va chuyén cho cac phong, ban, don vi gop .
Nguoi lao dong thudng khong duoc hoi y kién trong cong tac nay vi vdy né chua
that su sat vai thuc té. Nhu vay viéc sai sot 1a khdng thé tranh khoi. Chinh vi vay,
truéc hét can phai phan dinh trach nhiém cua mdi ca nhan trong hoat dong phan tich
cong viéc.

- Trong d6, Phong T chirc lao dong ¢é vai trd chinh vai cac nhiém vu sau:

+ Xac dinh muc dich phan tich cong viéc, 1ap ké hoach va té chic diéu hanh
toan bo cac hé théng, qua trinh lién quan, cac budc tién hanh phan tich cong viéc.

+ XAy dyng va chuan bj cac van ban, thi tuc can thiét

+ T6 chuc, bd tri nhan lec vao hoat dong phan tich cong viéc.

+ Nhan vién chuy&n mén ngudn nhan luc c6 thé truc tiép viét cac ban mo ta
cdng Vviéc va yéu cau cua cong viéc dudi su phdi hop ciia nguoi lao dong va can bo
quan ly don vi.

+ Hudng dan, dao tao ngudi quan Iy cac don vi cach viét ban tiéu chuan thyc
hién cong viéc.

-Trach nhiém cta nguoi quan 1y don vi:

+ Cung cip céac thong tin, cac diéu kién va phdi hop véi can bo phan tich
cong viéc xay dung ban mé ta cong viéc, cac ban yéu ciu caa cong viéc.

+ Truc tiép xay dung ban tiéu chuan thyc hién cong viéc.

* Xay dung va hoan thign ban md td céng viéc, yéu cau cia cdng viéc doi
Vi ngwoi thuc hign cong viéc va ban tiéu chudn thuc hign cong viéc

Nhu da phan tich ¢ chuong 11, cac ndi dung chinh ctaa phén tich cong viéc con
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so sai, thiéu nhiéu noi dung va duoc luu trir & nhiéu tai liéu do d6 gay kho khin
trong viéc sir dung. Do d6, Cong ty phai nghién ciru xay dung lai hé théng cac vin
ban phan tich cong viéc cho ting chic danh mét cach day da va hop 1y hon. Trong
do:

- Ban md ta cdng viéc phai bao gdm céc noi dung sau:

+ Phan xac dinh cdng viéc: bao gém cac thong tin lién quan dén cdng viéc
nhu chtc danh cdng viéc, ma sé cua cong viéc, noi thuc hién cong viéc, chac danh
clia nguoi 1anh dao tryc tiép, sé nhan vién dudi quyén... Ngoai ra c6 thé tom tat muc
dich va chirc nang ctia cong viéc

+ Phan tom tat cac nhiém vu va trach nhiém thudc cong viéc: bao gom cac
nodi dung cac nhiém vy, trach nhiém, cac méi quan hé trong cong viéc.

+ Céc diéu kién lam viéc: bao gdom cac diéu kién vé moi truong, may moc
trang thiét bi can phai str dung, thoi gian 1am viéc, cac diéu kién vé sinh an toan lao
dong va cac diéu kién khac.

- Ban yéu cau caa cong viéc ddi voi ngudi thuc hién: Phai liét ke day du cac
yéu cau cua cong viéc ddi vai nguoi thuc hién trén cac khia canh, kién thic, ky
nang , kinh nghiém, trinh do gido duc, dao tao, cac yéu cau vé suc khoe, pham
chat...

Cac yéu cau vé chuyén mon doi hoi phai c6 lién quan rd rang téi viéc thuc
hién cong viéc va & mic chap nhan duoc va khong nén yéu cau quéa cao ma khong
can thiét dé thuc hién cong viéc.

- Ban tiéu chuan thuc hién cdng viéc: 1a mot hé théng cac chi tiéu thé hién cac
yéu cau vé sb luong va chét lugng cua su hoan thanh cac nhiém vu qui dinh trong
ban mo ta cong viéc.

Cong ty can phai xay dung céc tiéu chuan thuc hién cong viéc cho ting chic
danh cong viéc mot cach cu thé va qui dinh trong van ban.

Hoc vién dé xuat mau ban mé ta céng viéc, ban yéu cau cua cong viéc doi véi
ngudi thuc hién va ban tiéu chuan thuc hién cong viéc theo miu & Phu luc 6 dé

Cong ty xem xet, ap dung.
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* Tién hanh ra soét lai va phdn tich dai véi tat ca cac cong viéc theo thoi gian
3 nam mét lan nham sira déi bé sung ngi dung cac cdng viéc cho phu hop véi tinh
hinh thyc té.

3.3.3. Hoan thién cong tic ddinh gid thwe hién céng viéc nham phdn dnh
chinh xdc két qua thwe hién cong vigc ciia ngwoi lao dong

Cong tac danh gia thuc hién cong viéc 1a mot hoat dong rat quan trong trong
doanh nghiép, né phuc vu cho cong tac quan tri nhan lyc, danh gia thuc hién cong
viéc nham phan &nh chinh xéac két qua thuc hién céng viéc cua nguoi lao dong, 1am
can ctr cho ngudi quan ly dua ra cac quyét dinh lién quan dén cac cong tac t6 chirc
nhu: tién luong, thudng, thing tién, dao tao... P& nguoi quan ly doanh nghiép c6
cac quyét dinh chinh xac, dam bao cong bang trong cong viéc giira nhitng ngudi lao
dong thi hé théng danh gia thuc hién cong viéc phai duoc thiét ké khoa hoc, cac tiéu
thirc danh gia phai dy du, cu thé, phuong phap danh gia hop Iy, phi hop véi diéu
kién thuc té caa doanh nghiép... Trong thoi gian qua, hé théng danh gia dang duoc
sir dung tai Cong ty ¢ phan nuéc sach Quang Ninh con boc 16 nhiéu han ché nhu
da phan tich & chuong II. Vi vay, tac gia xin dé xuat mot sé giai phap nham hoan
thién hé thng danh gia thuc hién cong viéc tai Cong ty nhu sau:

* Xdc dinh r0 muc tiéu danh gid.

Muc tiéu ctia danh gia 12 mau chot cua van dé, né 1a dinh huéng cua toan bo
qua trinh danh gia vi vay muc tiéu c6 vi tri rat quan trong trong qua trinh danh gia,
vi muc tiéu danh gia s& quyét dinh toan bo hé thong danh gia, tir viéc xay dung céc
chi tiéu, tiéu chuan danh gia dén hé théng thong tin phan hoi két qua danh gia. O
Cong ty ¢b phan nudc sach Quang Ninh thoi gian vira qua, viéc danh gia thyuc hién
cdng viéc chi nham mot muc tiéu duy nhat 1a dé tra tién luong, tién thuéng. Do d6
hé théng céac chi tiéu, tiéu chuan, phuong phap danh gia...déu chi xoay quanh phuc
vu cho cdng tac tra luong, thudng. Theo tac gia, muc tiéu quan trong cua danh gia
thue hién céng viéc khdng nhimg dé do luong két qua thuc hién cong viéc ma quan
trong hon va kho khan hon 1 phai phat hién dugc tiém niang cta nguoi lao dong. Tir

d6 tim ra dwoc nhitng giai phap phu hop dé khai thac cé4c tiém ning cua ho. Vi vay
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can xem xét muc tiéu mot cach cu thé, viéc danh gia can gan véi 3 muc tiéu cua
quan ly la:

1/ Muyc tiéu kinh té: dung két qua danh gia cong viéc dé tra luong, thuong. ..

2/ Muyc tiéu hanh chinh: B4 nhiém, thuyén chuyén, sa thai nguoi lao dong. ..

3/ Muyc tiéu dao tao: so sanh cac kién thic, k§ ning gitta yéu cau va thuc té,
nham phéat hién ra nhitng nhu cau can duoc bo sung dé tir 46 xay dung ké hoach dao
tao va phat trién ngudn nhan luc

Cac muc tiéu néu trén sé& chi phdi toan bo hé théng danh gia (tir xac dinh cac
chi tiéu, tiéu chuan dén do luong két qua, lya chon phwong phap danh gia v.v...)

* Thiét ké cac chi tiéu danh gid day di, chi tiét

Tir cac muc tiéu danh gia can xay dung hoan thién hé thong céc chi tiéu danh
gia dya trén cac muc tiéu quan ly. Muc dich cua hé thong danh gia 1a phan anh
chinh xéc va cong bang két qua thuc hién cong viéc cia nguoi lao dong dong thoi
phét hién ra nhitng tiém ning cua nguoi lao dong. Pé dat dugc didu nay doi hoi cac
chi tiéu danh gia phai dugc xac dinh day du, chi tiét, dya vao cac ban phan tich
cdng viéc, song can b sung thém céc chi tiéu nham phat hién ra cac tiém ning cua
ngudi lao dong. Vi dy, c6 thé thém cac chi tiéu sau: kha nang ap dung cac kién thic
va ky nang; pham chat, quan hé dong nghiép...

* Lwa chon phuwong phdp danh gid pha heop va khoa hec

Hién nay Cong ty c6 phan nuéc sach Quang Ninh dang st dung phuong phap
dé danh gia 1a phuong phap danh muc kiém tra, phuong phap nay c¢6 nhugc diém:

Khong danh gia hét nang lyc ciia nhan vién: vi phuong phap nay chi chi trong
dén cac muc tiéu cua nha quan tri. Do d6 khi thiét ké cac mau danh gia ho cd thé bo
qua nhiing yéu té khdng nam trong muc tiéu cua ho, c6 phan giy kho khin cho
nhan vién dugc danh gia.

Tam ly chu quan, thién vi, tinh cam c& nhan cta nguoi danh gia co thé anh
huong dén két qua danh gia.

- Sy phan hdi thdng tin két qua danh gia ddi voi ngudi lao dong thuc hién

chua dugc tét, don gian méi chi 1a sy thong bao cho ngudi lao dong vé loai xép
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hang ma ho dat duoc trong ky If do ho xép loai d6, ma chwa phat huy duoc hét chic
nang ctia N6 1a ngoai viéc thong bao cho nguoi lao dong vé tinh hinh thuc hién cong
viéc caa ho, phai chi ra cho nguoi lao dong thay nhitng nguyén nhan anh huong
khong tét dén két qua thuc hién cong viéc cia ho va dua ra nhung bién phap nham
gilp ho cai thién két qua thuc hién céng viéc.

Téc gia d& nghi Cong ty st dung phuong phap danh gia thang do danh gia d6
hoa. Viéc danh gia sé do 2 nguoi thuc hién do chinh la ban than nguoi lao dong tu
danh gia vé két qua thuc hién cong viéc ciia minh va nguoi quan ly truc tiép danh
gia.

Trinh ty tién hanh nhu sau:

e Buéc mét, Tur cac chi tidu danh gia da duoc thiét ké, tién hanh phan bé tong
diém vao tdi da cho tirng chi tiéu theo nhitng trong sé nhat dinh.

e Budc hai, tién hanh danh gia mirc d6 hoan thanh céng viéc cua ngudi lao dong
va cho diém tuong tng véi mdi chi tiéu danh gia.

Viéc danh gia két qua thuc hién cong viéc nén do ngudi lao dong ty dénh gia
va su danh gia caa ngudi quan ly lao dong truc tiép. Bai vi ngudi quan ly truc tiép
1a nguoi hiéu 15, do d6 ¢ thé danh gia chinh xac nhan vién ctia minh. Hon nira
trong viéc trao doi thong tin danh gia s& duoc thuan loi hon.

Cin ctr VAo Ccéc tiéu chuan danh gia, nguoi danh gia s& cho diém twong tng két
qua thuc hién cong viéc ciia ngudi lao dong & ting tiéu thire danh gia. Cudi cling sé
tinh ra duoc s6 diém tdng hop caa mdi ngudi lao dong.

e Buoc ba, xur ly thong tin sau khi danh gia.

Sau khi d4nh gi4, s& thu dugc tong sé diém do ngudi lao dong tu danh gia va
s6 diém do ngudi quan 1y tryc tiép danh gia ddi véi két qua thuc hién cong viéc cua
moi ngudi lao dong

Theo tac gia, thi két qua sb diém do ngudi Quan 1y truc tiép danh gia s& duoc
sir dung dé xét xép hang hoan thanh cong viéc, thanh tich céng viéc trong thang va
trong ki. Con sé diém do ngudi lao dong tu danh gia s& duoc st dung dé tham khao

va so sanh vai két qua danh gia ciia ngudi st dung lao dong. Trén co so d6 lam co
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s dé giai thich, trao ddi, phan hdi thong tin giita ngudi lao dong va ngudi quan ly
tryc tiép khi c6 sy chénh léch vé két qua danh gia nham c6 sy danh gia chinh xéc
nhét.

Hoc vién dé& xuat mau phiéu danh gia thuc hién cong viéc theo phu luc 7 dé
Cong ty xem xét ap dung.

3.3.4. Thiét ké h¢ thong trd cong lao dpng cong bang, gin vdi gid tri cong
viéc, hiéu qua lam viéc cua ngwoi lao dong

Nhitng giai phap néu trén di gdp phan vao viéc hoan thién hé théng tra cong
lao dong trong CoOng ty, tac gia cling xin kién nghi hoan thién thém maot sé yéu t6
trong cOng tac tra cong lao dong nhu sau:

- Xem xét diéu chinh lai hé sé lwong chirc danh. Trén co s& cac ban phan tich
cong viéc dugc xay dung lai mot cach khoa hoc, phan anh dang tinh chat ndi dung
cdng viéc cua ting chac danh. Tir can cir d6 tién hanh xac dinh lai gié tri cua ting
cong viéc va diéu chinh lai hé s6 lwong chtc danh cho pht hop véi mac do phic
tap ctua cong viéc, yéu cau vé trach nhiém, diéu kién lam viéc... tir d6 dam bao sy
cdng bang vé tién luong giita cac cong Viéc.

- Tung budc rat ngan thoi gian xét ting luong dbi véi véi hé sb luong chuc
danh. Theo quy ché hién nay cua Cong ty 1a ct sau 5 nim moi xem xét ning luong
chac danh. Tac gia kién nghi Cong ty xem xét rut ngan thoi gian ting lwong xudng
cuing thoi gian véi thoi gian ting luong cua hé sé lwong cap bac nha nudc ma nguoi
lao dong dang hudng, dé khuyén khich nguoi lao dong. Dan dan tién t6i cho huong
hé s luong chirc danh theo dung gia tri cdng viéc ma nguoi lao dong dang dam
nhan. Con yéu t6 tham nién cé thé xem xét nhu mot dang phu cap.

- Xem xét xay dung lai cac thang, bang lwong cho phu hop véi thuc té, khuyén
khich duoc nguoi lao dong. Cu thé: Céc bac luong qui dinh cho ting nhém lao
dong hién nay chi c6 3 bac va Cong ty khéng st dung bac 3 nhu vay chua hop ly,
can phai ting thém bac ¢ cac nhom, thoi gian nang bac phi hop véi thoi gian nang
bac lwong dong bao hiém x4 hoi theo qui dinh cia nha nudc. Sir dung bac cao nhat

d6i voi nguoi lao dong khi dat du cac diéu kién theo qui dinh cua Cong ty.
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- Cong khai va giai thich cho nguoi lao dong hiéu vé qui ché tién luong,
thuong cua Cong ty, cach tinh toan lwong, hé sé luong... Pé tir d6 ngudi lao dong
cd cai nhin toan dién hon vé muc lwong ma ho dugc nhan cling nhu ¢6 cai nhin
cdng bang hon khi so sanh véi thu nhap cia nhitng nguoi dong nghiép, hoac véi cac
mirc luong ¢ cac doanh nghiép khac.

- Nghién ctu xay dung ché d6 diéu chinh luong theo murc truot gid hang nim
hodc c6 ché d6 hd tro lwong cho nguoi lao dong véi mét ty 1¢ thich hop nham giam
bat cac thiét hai do lam phat.

3.3.5. Xdy dung hé théng khen thwiong khen thuwéng va hé thong phiic lpi
phu hop

Dé tao duoc dong luc cho ngudi lao dong thdng qua cong tac khen thuong va
cong tac phic loi, Cong ty can thyc hién mot sb bién phép sau:

- Duy tri cac diém manh trong hé théng khen thudng va hé thong phuc loi ma
Cong ty dang thuc hién nhu da phan tich ¢ chuong 2.

- Pa dang hoa céc hinh thic khen thudng: Bén canh cac hinh thirc thudng truc
tiép bang tién mat nhu hién nay Cong ty cé thé ap dung céc hinh thic thuéng nhu
tang luwong cho nguoi lao dong cd thanh tich trudc Ki han, Gap mat, vinh danh
ngudi lao dong tiéu biéu, tang chuyén du lich cho nguoi lao dong va gia dinh, ting
mon qua c6 y nghia khi nguoi lao dong c6 nhirng dong gop.

- Piéu chinh nang gié tri ca&c mac thuéng cho phu hop vdéi tinh hinh gi4 ca
hién nay nham dam bao phan thuong phai c¢d gia tri, ¢ tac dung kich thich nguoi
lao dong phan dau lam viéc dé dat duoc phan thuong. Khi di ¢ cac qui dinh vé
muc thuong can phai thong béo va giai thich cho ngudi lao dong dé ho nhan thay
dugc méi lién hé rd rang gitra két qua 1am viéc va phan thuong.

- Quyét dinh khen thudng can dugc dua ra kip thoi, dung luc, thoi gian tir khi
ngudi lao dong co thanh tich dugc thudng cho dén khi duoc khen thuéng cang sém
cang tot. Néu chua thé trao phan thudng ngay thi ciing phai c6 nhiing loi khen ngoi,
biéu duong ngay ddi véi nhitng thanh tich xuat sic ma nguoi lao dong dat duoc.

- COng tac khen thudng phai dam bao sy cdng bang, dua trén két qua thuc hién



92

cdng viéc cua nguoi lao dong. Quyét dinh khen thudng phai duoc tién hanh cong
khai trwéc toan COng ty nham néu mot tim guong sang cho nhiing ngudi khac noi
theo va hoc tap, ciing nhu khich I¢ tinh than cua ngudi dugc khen thuéng, thoéa man
nhu cau dugc ton trong cua ngudi lao dong.

- Thu hat ngudi lao dong tham gia déng gop ¥ kién trong viéc xay dung
chuong trinh khen thuéng dé c6 thé xay dung duoc chuong trinh khen thuéng phu
hop vai nguyén vong cua nguoi lao dong, mat khac cling lam cho nguoi lao dong
hiéu rd hon vé chuong trinh khen thuong va ¢ ké hoach phan dau.

- Nghién ciru xem xét dong bao hiém x& hoi cho nguoi lao dong theo muc tién
lwong thyc linh cta nguoi lao dong chir khdng chi theo tién luong co ban, nham
dam bao cho nguoi lao dong c6 mot mare huu tri cao khi vé huu.

- Thiét ké thém céc dang phic lgi hd tro doi séng cho ngudi lao dong nhu cho
nguoi lao dong vay tién mua nha, mua xe véi 13i suat thap dé ho c6 thé yén tim hon
véi cong Viéc.

3.3.6. Ndng cao hi¢u qud cong tdac dao tao hwong toi dao tao phu hop voi
yéu cdu ciia cong viéc

Trong chuong 2 tir nhitng phan tich vé cong tac dao tao va phat trién ngudn
nhan lyc, tac gia dé xuat mot sé giai phap nhu sau nham hoan thién cong tac dao tao
tai Cong ty tir d6 gdp phan vao viéc xac dinh chinh xac nhu cau dio tao ctia nguoi
lao d6ng, lra chon dung ngudi can dao tao dam bao su cong bang, nhd d6 ning cao
dong lyc 1am viéc din dén nang cao ning suat cho ngudi lao dong.

* Hoan thién phwong phdp xdc dinh nhu cau dao tao.

Xac dinh nhu cau dao tao phai xuat phat tir yéu cau cua cdng viéc chi khong
phai xut phat tir nhu cau cia CBCNV. Nhu phan phan tich di chi r8, viéc xac dinh
nhu cau dao tao cha yéu 1a Cong ty xay dung, xét duyét va do ca nhin nguoi lao
dong xin di hoc theo phong traio ma khong cé dinh huéng ciing nhu theo yéu cau
cdng viéc cia Cong ty. Viéc xac dinh nhu cau dao tao chu yéu dwa vao kinh nghiém
ctia nha quan ly va nhu cau duoc dao tao cuia CBCNV, tir d6 wéc tinh sé lao dong

can tuyén va dua di dao tao ma chua c6 quy trinh cu thé théng nhat.
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Do vay, trudc hét Cong ty phai hoan thién cac cin ctr dé xac dinh nhu cau dao
tao. Céac can cir d6 bao gdom:

+ Phan tich muc tiéu, ké hoach chién lugc phat trién san xuat kinh doanh cua
Cong ty, du kién bién dong nhan su cua ting bd phan dé nhim xac dinh nhu cau
dao tao cua tirng bd phan, sé lwong can dao tao 1a bao nhiéu, ndi dung dao tao dé c6
thé hoan thanh cac ké hoach dé ra

+ Két qua so sanh giira nang luc, trinh d6 hién ¢ cua ngudi lao dong voéi
nhitng yéu cau cia cong viéc vé kién thuc ki nang, tir d6 xac dinh duoc nhiing thiéu
hut vé kién thuc ki nang cta nguoi lao dong ma cd thé cai thién thong qua dio tao.

+ Hoc tap, nang cao trinh do ciing 1a mot nhu cau cua chinh ban than ngudi
lao dong, d6ng thoi nguoi lao dong 13 nguoi biét rd nhat minh dang thiéu hut nhung
kién thuc ki nang gi. Do d6 khi tién hanh xac dinh nhu cau dao tao ciing can thu
thap nhu cau tir phia nguoi lao dong, qua d6 ciing phan nao thoa man nhu cau hoc
tap cua nguoi lao dong, tao ra dong luc hoc tap va lam viéc cho ho.

Theo tac gia dé xac dinh nhu cau dao tao dya trén co s& so sanh két qua giira
trinh do hién cd cia nguoi lao dong véi yéu cau cua cong viéc thi Cong ty co thé
van dung phuong phap xac dinh nhu cau dio tao dya vao mé hinh niang lyc do tac
gia Tran Thi Nga trinh bay trong luan van thac sy : “Nang cao chat lwong cong tac
dao tao cén bg cdng chire ngdan hang nha nudc trong giai dogn hién nay”. Thuc
chat ciia phuong phap nay 13 so sanh giita yéu cau cia cong viéc voi thuc té ma
nhan vién cua Cong ty da tich luy dwoc. Sy van dung tién hanh nhu sau:

Buéc 1. Xac dinh cac kién thuc, ki ning can thiét dé thuc hién cong viéc. Céac
kién thuc ki ning nay co thé xac dinh cin ctr vao ban yéu cau caa cdng viéc doi véi
ngudi thyc hién, tham khao y kién cac chuyén gia, nguoi quan Iy ¢6 kinh nghiém va
cd thé 1a chinh ban than nguoi lao dong.

Phan nhém cac tiéu thac nay theo cac mirc d yéu cau doi hoi doi hoi cua ting
kién thac ky nang do6 trong qua trinh thyc hién cong viéc. Vi du nhu cé thé chia
thanh 4 muarc: 0 diém ( khong biét) — 1 diém ( hiéu biét rat it) — 2 diém (hiéu biét &

muc d6 trung binh) — 3 diém ( hiéu biét sau)



94

Budéc 2, Xac dinh mic d6 yéu cau cua ting kién thirc k§ ning va dung diém
dé biéu hién mac do yéu cau d6. Tir d6 hinh thanh dudng ning luc can thiét cho
tung vi tri cdng viéc

Buwéc 3, Panh gia kha nang dap tng cac yéu cau vé kién thuc k§ ning cua
ngudi lao dong theo cac tiéu thic & trén va dung diém dé biéu hién muc do twong
ng . Tir d6 hinh thanh dudng ning luc thyuc té cua ngudi lao dong.

Buéc 4, Xir ly thdng tin. Két qua so sanh gitta duong ning luc thuc té va
duong nang lyc can thiét sé chi ra ngudi lao dong con yéu & nhiing kién thic va ki
nang nao. Trén co s d6 xac dinh dugc nhu cau dao la gi va dao tao & muc do nao.

* Xay dung cac tieu chudn dé lwa chon déi twong dao tao mét cach chinh
Xac va cong bang

Hién nay Cong ty van chua xay dung cac tiéu chuan cu thé lam can ct dé lya
chon ddi twong ctr di dao tao ddi vai hinh thire dao tao nang cao trinh d6 cho nguoi
lao dong ma hoan toan do nguoi lanh dao quyét dinh, doi khi cir luan phién nham
giai quyét quyén loi, hodc uu tién nhitng ngudi lanh dao ddi véi cac khoa dao tao &
nude ngoai. Do d6 nhiéu khi din dén dao tao khong chinh xac, gy lang phi, nguoi
lao d6ng cam thay khong dugc d6i xir cdng bang. Do vay, cong ty can tién hanh xay
dung céc tiéu chuan lya chon ddi tuong dao tao dua trén cac co sd sau:

- Muc tiéu, va ndi dung khoa dao tao. Nguoi duoc lya chon cu di dao tao la
ngudi dang c6 nhu cau can dao tao vé cac kién thirc k§ nang ma khoa hoc cung cap
dé phuc vu cho céng viéc.

- Uu tién dao tao nhimg ngudi ¢ két qua thuc hién cong viéc tot, c6 kha niang phat
trién trong twong lai.

- Bit budc nguoi c6 két qua lam viéc thap, chua dép tng duoc yéu cau cong viéc
do thiéu hut céc kién thtc, k§ ning ma co6 thé bu dip théng qua khoa dao tao nham
cai thién két qua 1am viéc cua ho

- Khi lya chon ddi twong cir di hoc phai xem xét dén kha nang hoc tap cua ho (vi
du nhu dao tao ngoai ngir thi chi nhitng ngudi dudi 45 vi lac d6 ho van c6 kha ning

tiép thu va con nhiéu thoi gian dong gdp cho cong ty).
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- Xét duyét cho nhitng ngudi ¢6 nhu cau nguyén vong hoc tap ma viéc dao tao ho
c6 tac dung 16n di vai cong ty.

* Tang cwong kinh phi cho dao tao

Nhu phan phan tich da trinh bay, kinh phi danh cho dao tao cia Cong ty la
duoc trich tor quy dao tao theo quy dinh. Véi lugng kinh phi d6 chi dap ing duoc
mét phan nho nhu cau dao tao theo yéu cau cua cdng viéc. Nham phat trién ngudn
nhan lyc trong Cong ty, theo tac gia can da dang hoé cac ngudn vén dau tu cho dao
tao va khuyén khich CBCNV tham gia hoc tap voi ché do tu tdc, Cong ty sé tao
diéu kién vé thoi gian va bé tri céng viéc phu hop.

Doi véi von dau tu cho dio tao nén huy dong tr CBCNV dong gop mot phan
bang cach cong khai noi dung, chuwong trinh thoi gian kinh phi tirng khoa hoc, kha
nang chi tra cua Cong ty phan con lai la CBCNV déng gop

* Thiét ké cong cu ddnh gid hiéu qud cong tdc dao tao mét cach toan dign

DPé danh gia chinh xac hiéu qua cong tac dao tao tir d6 c6 nhitng bién phap
nang cao hidu qua cong tac dao tao dap ung nhu cau vé lao dong chat luong ciing
nhu théa man nhu cau hoc tap cia ngudi lao dong thi ngoai chi tiéu danh gia thong
qua két qua hoc tap cua ngudi lao dong nhu hién nay, Cong ty nén danh gia thong
qua phan &nh cta hoc vién, gido vién va nguoi quan ly vé cac khéa dio tao.

Céc budc tién hanh:

DPau tién, xay dung hé théng céc chi tiéu danh gia.

Theo tac gia c6 thé bao gom céc chi tiéu sau:

- Nhom chi tiéu trong qua trinh dao tao
+ Muc d6 phu hop cua ndi dung chuong trinh dao tao
+ Muc do doi méi vé kién thic, ky nang duoc dao tao
+ Muc do phi hop vé thoi gian cua khoa hoc
+ Chat lugng cta doi ngil gido vién
+ Mtrc d¢ phu hgp cia phuong phéap giang day
+ Hé thdng giéo trinh, bai giang.
+ Mtic 6 phi hop cua kinh phi dau tu cho kho4 hoc.
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+ Céc diéu kién phuc vu cho cong tic dao tao v.v....
- Nhom chi tiéu sau khi dwoc dao tao:
- Mt d6 sir dung kién thire duoc dao tao vao trong cong viéc
- Mirc d6 nang cao ning suat, chat lugng cong viéc cia nguoi lao dong sau
khi duoc dao tao
- Mtrc d6 nang cao vé tién luong va thu nhap cua ngudi lao dong sau khi
duoc dao tao

Sau dé, Phuong phap danh gia duoc sir dung 1a phuong phap phong vén, diéu
tra bang bang hoi véi cac cau hoi duoc thiét ké san déi véi cac dbi twong: nguoi
dugc di dao tao, giang vién tham gia dao tao, can bo quan ly cia Cong ty.

Vi du vé miu phiéu phong van danh gia cong tac dao tao dbi véi ngudi dugc
dao tao ( phiéu 1 phu luc 9).

3.3.7. Nang cao ning lwc ngwoi linh dao té, nhém lam viéc

Hién nay va trong tuong lai c4c nhom lam viéc c6 hiéu qua dé nang cao kha
nang thich ng véi su thay doi ciia méi trudng kinh doanh va ting kha ning sang
tao trong cong viéc s& duoc chu trong xay dung va phat trién. Boi vy, diéu quan
trong phai c6 duoc nhitng ngudi lanh dao t6 nhdm phd hop nham thu hat duoc
nhitng nguoi tai va c6 trach nhiém gia nhap vao nhém lam viéc. Do d6 can phai
quan tim dén nhitng van dé sau:

Phai lya chon ngudi dimg dau nhom 1am viée co du ning luc va pham chat.
Thong thuong, truong nhdm lam viéc véi chire danh 1a t6 truong. Tuy theo ting
cong viéc ma sd luong t6 vién c6 tir 5 dén 10 ngudi. Ngoai viée, ngudi to trudng
thuong 1a nhitng ngudi lao dong c6 trinh do tay nghé cao, dang tudi va cé uy tin.
Diéu nay thuan loi cho viéc duy tri né nép trong to, song ngudi to trudng phai duoc
boi dudng nghiép vu quan ly. Boi vay:

Truéc hét, can xay dung tiéu chuan nguoi truang nhém 1am viéc (6 truong),
theo tac gia nguoi td trudng can ngoai tiéu chuan vé chuyén mén nghiép vu néu
trén, can phai co céc tiéu chuan sau:

- Niam duoc ki ning tiép can va hiéu rd mdi thanh vién trong nhém, nim bét
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duoc nhu cau cua ho trong ting thoi diém phat trién cua nhom.

- Nam duoc cac ki nang khuyén khich cac thanh vién 1am viéc theo nhom nhu
khen thuong, xir phat kip thoi chinh xac, dong vién cac thanh vién khi ho gap kho
khan.

- Niam duoc cac ki niang phat trién vai trd caa cac thanh vién trong nhom. Vi
du nhu trong ting giai doan ctiia qua trinh san xuét can dit ra nhitng muc tiéu cu thé,
thiét ké cach thuc 1am viéc, danh gia thuc hién cong viéc dé nang cao két qua thuc
hién chung. Biét cach giai quyét cac mau thuan trong nhom.

- Nam duoc k¥ ning quan ly. T6 san xuat 1a co sé nho nhét trong cac don vi
san xuat cua Cong ty. Hiéu qua hoat dong san xuat kinh doanh bat nguon tir t6 san
Xuat vi vay viéc nam virng va van dung vao quan ly to 1am viéc s& gop phan tao ra
dong luc cho ngudi lao dong trong to.

Sau khi hoan thién céc tiéu chuan, budc tiép theo 1a kiém tra, khao sat danh
gia lai doi ngd to trudng san xuat théng qua phong van theo cac cau hoi da duoc
thiét ké san. Vi du ( phiéu 2 phu luc 9).

Véi cac muc d6 tuong tng:

1. Khéng bao gio 2. Thinh thoang 3. Thuong xuyén; 4. Lubn luén

Gia dinh xay dung 20 cau hoi.Sau khi phong van sé diém cua ting té truong
s& nam trong khoang tir 20 dén 80 diém. Mtrc diém s& dugc chia ra:

- Tir 20 dén 40 diém: Nguoi t6 trudong chua di tiéu chuan can dugc boi dudng
thém hozc thay thé.

- Tir 40 dén 60 diém: Nguoi to trudng ¢6 mot sé Ky nang quan ly nhdm song
can cai thién nhitng mat con yéu kém.

- Tr 60 dén 80 diém: DPat duoc tiéu chuan nguoi to truong cd Ky nang quan ly
t6 tht.

Trén co s& két qua danh gia nang luc cia doi ngil can bo t6 truong cua cac to
san xuat, Cong ty can c6 bién phap sang loc nhiing t6 truong chwa dép ung dugc voi
yéu ciu ciing nhu trach nhiém cua nguoi to trudng tir d6 co nhitng bién phap dao

tao phi hop nham nang cao chét luong cho ddi ngil nay.
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KET LUAN

Tao dong luc cho ngudi lao dong ngay nay dong mét vai trd hét sic quan
trong trong thanh cong cua doanh nghiép. Cong tac tao dong luc cho nguoi lao dong
trong doanh nghiép néu dugc chl trong, dau tu va dugc thuc hién tét s& thic day
ngudi lao dong hing say lam viéc, luén phin diu hoc tap ning cao trinh d6 dé nang
cao két qua 1am viéc, gop phan nang cao ning suét lao dong tir 46 két qua san xuat
kinh doanh caa doanh nghiép duogc cai thién. Nguoi lao dong gan bo véi doanh
nghiép.

Trong chuong 1, Luan vin da hé théng hoa lai cac ly luan khoa hoc co ban vé
dong luc lao dong va tao dong luc cho ngudi lao dong; cac hoc thuyét vé tao dong
luc, cac nhan té anh huong dén dong luc lao dong.

Trong chuong 2, Luan vin da tién hanh nghién cau va phan tich thuc trang
cdng tac tao dong luc cho nguoi lao dong tai Cong ty ¢ phan nudc sach Quang
Ninh, d chi ra nhitng mat con han ché va tim ra nguy@n nhan trong cac cong tac tra
luong, tra céng; cong tac khen thudng, phic lgi; cong tdc dao tao, phan tich céng
viéc, danh gia thuc hién cdng viéc ¢ anh huong dén dong luc 1am viéc cia ngudi
lao dong.

Cin ctr vao nhiing han ché do nhiing nguyén nhan da duoc chi ra & chuong
2, tac gia dua ra 3 quan diém vé tao dong luc lao dong va dé xuat mot s6 giai phéap
cha yéu trong cong tac tao dong luc cho ngudi lao dong tai Cong ty cd phan nudc
sach Quang Ninh dé cong ty xem xét &p dung.

Trong luan vin da c6 su van dung céc ly luan khoa hoc co ban vao thuc tién
tao dong luc cho ngudi lao dong tai Cong ty ¢ phan nudc sach Quang Ninh dé dua
ra cac giai phap. Tuy nhién, do gii han vé thoi gian va pham vi nghién ciu, nén
chac chin luan vin s& khdng thé tranh khoi nhiing khiém khuyét thiéu sét va can
dugc nghién ctu, bo sung va tiép tuc hoan thién. Rat mong nhan duoc su dong ¥

kién cua cac thay cd, va cac nha khoa hoc dé luan vin c6 thé hoan thién hon.
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PHU LUC

Phu luc 1: Két cau mau diéu tra khao sat thuc hién tai

Cong ty c6 phan nwéc sach Quang Ninh

Két qua
Chi tiéu - -
So phieu | Ty I¢ (%)
Van phong Cong ty 40 154
Cong ty Xi nghu;_p nwéc Ubng Bi 120 46,2
Xi _Anghlgp nuwéc Dong 100 38,4
Trieu
Truwéng, phd phong 5 1,92
Chirc danh | Tram truwéng, pho 21 8,08
cong viéc Céan bg nghiép vu 51 19,62
Cong nhan lao dong 183 70,38
Duéi 30 tudi 75 28,8
o Tir 31 - 40 tuéi 92 35,4
Tuoi tac ..
Tir 41 - 50 tuoi 60 23,1
Trén 50 tuoi 33 12,7
N Nam 186 71,5
Gioi tinh
Nir 74 28,5
Pai hoc va trén dai hoc 87 33,5
Trinh d9 Cao ding 12 4.6
chuyén mén | Trung cap 75 28,8
Khéc 86 33,1




Phu luc 2: Tinh hinh déng bio hiém x& hdi Cong ty c6 phan nuéc sach

Quang Ninh
DPon vi tinh: Nguoi, %
TT Chi tiéu 2014 2015 2016
1 | Tong s6 lao dong dang tham
_ 1.220 1.300 1.380
gia BHXH
2 | Tong sb tiéen BHXH di dong 100% 100% 100%

Nguon: Bao cao thong ké thuc hién bao hiém x& hoi Cong ty c6 phan nudc sach Quang
Ninh nim 2014 -2016
Phu luc 3: Ban phan céng nhiém vu cho cac chirc danh cong viéc
ciia nhan vién phong To chiic lae ddng — Cong ty cé phan nwéc sach
Quang Ninh

PHAN CONG NHIEM VU CHO CAC CHUC DANH CONG VIEC CUA
NHAN VIEN PHONG TO CHUC LAO PONG

Cin cir vao chirc ning, nhiém vy cia phong T6 chic - Lao dong da dugc
Giam dbc cong ty quy dinh.

Phong T6 chtc - Lao dong phan cong nhiém vu cho céc chirc danh cong tac
ctia nhan vién phong dé thuc hién nhiém vu cu thé nhu sau:

1. Nhan vién lao dong tién lwong:

- Phéi hop thyc hién cong tac Lao dong tién luong; truc tiép quan ly va kiém
soat viéc chia lwong, chia thudng, cac ché do nguoi lao dong trong pham vi duoc

phan cong.

- Phéi hop cong tac kiém soat phan giao nhiém vu phan cong lao dong tai cac

don vi.
- Thuc hién cbng tac iso phong.

- Thyc hién cong tac trang cap BHLD, cac ché do lién quan dén bao ho hang




nam.

- Theo ddi viéc thuc hién cac ché do ddi voi ngudi lao dong nhu bao ho lao
dong, bdi dudng doc hai, thoi gian 1am viéc, nghi ngoi, ché d6 phép nam, thuc hién

an toan va vé sinh lao dong ...

- Phéi hop véi bd phan an toan lao dong cua phong Ky thuat kiém tra dinh ky
cong tac an toan lao dong, vé€ sinh moi truong tai cac don vi truc thude Cong ty; dé

xuat bién phép giai quyét.

- Theo ddi, téng hop bao cao tinh hinh cong tac lao dong, tién luong va cac

ché do chinh sach ddi v6i ngudi lao dong theo dinh ky hodc dot xuat.
- Phdi hop cong tac ra soat danh sach nang lwong, ning bac hang nam.
2. Nhan vién Bao hiém xa hoi:
- Huéng din ngudi lao dong thuc hién cac ché do Bao hiém xa hoi, trich nop
bao hiém xa hoi, BHYT, BHTN theo qui dinh ciia Nha nudc.

- Hang thang d6i chiéu véi BHXH vé nop tién bao hiém, thuong xuyén cap
nhat cac van ban lién quan dén BHXH.

- Theo di ché d6 dudng strc sau 6m dau, thai san.

- Lap céc hop dong lao dong cho cdng nhan tuyén dung mai cua Cong ty.

- Theo ddi va dén déc hoan thién hd so ning lwong cua cdng nhan hét thoi
gian thu viéc.

- Theo ddi va giai quyét cac ché d6 huu tri, thoi viéc va cac ché do khac khi
cham dut hop dong lao dong theo qui dinh.

- Thuc hién cac cong viéc do lanh dao phong phan cong.

3. Nhan vién quan ly hd so, bao hiém con ngudi, dao tao:

- Quan ly Ho so nhén sy cia Cong ty, S6 BHXH cua CBCNV trong Cong ty.

- Cap nhat cac thong tin, so yéu Iy lich, thay d6i cong tac, chic vy, luong cua
CBCNYV toan Cong ty vao phan mém Quan Iy Nhan su.

- Xay dung, tong hop nhu cau dao tao nang bac lwong hang nam, quan Iy ho
so dao tao.




Cong ty.

- Tong hop, ra soat, doi chiéu diéu chinh hé s lwong khoan, lwong tham nién
hang thang, quy caia CBCNV trong Cong ty.

- Lap hd so va giai quyét ché do Bao hiém con ngudi cho CBCNV trong

- Quan ly hd so va ché do nguoi lao dong 1a ngudi tan tat tai Cong ty.

- Phéi hop xay dung, dan dung cic chuong trinh vin nghé phuc vu cac hoi
nghi, hoi dién ciia Cong ty va cac S ban nganh theo su chi dao cia Lanh dao Cong

ty.

- Thuc hién cac cdng viéc dot xuat theo su chi dao cta Lanh dao Cong ty va
phong TCLD.

Phu luc 4: Bang tinh toan xép hang quan trong cia cac nhu cau

Mirc do .

N b 1|2 (3|4|5|6|7]|8|9|10|PTB thhnl;
Thu nhap cao va thoa dang 146(70 |15 |13 |2 |4 |3 |4 |2 |1 |1915]| 1
Cong viéc on dinh 97 1120|116 |5 |4 |5 |4 |4 |3 |2 |2162| 2
Céng viéc tha vi, thach thirc 3 (1123 [22|31[29 |55 |24 (21 (416,488 8
Cong viéc phu hop véi 17 | 9 |54 |53 |40 |43 |17 |15 |5 | 7 | 4,696 | 4
khz‘i nang so truong
Diéu kién lao dong tot 7 |26 8461261123107 |5 [4250| 3
Tu chu trong c6ng viéc 2 |8 [21]40|41|51[45(32[14 |6 [5804]| 5
Co hoi hoc tap, nang cao trinhdd | 6 | 5 |18 |26 [30 [29 |55 [49 [30 |12 6,404 | 7
Co hoi thang tién 1|4 |7 [10[13|20(15[33(62 958,200 | 9
Ghi nhan thanh tich trong CV 0|4 [4]5]|9][21]18 488665 8,250 | 10
MAbi quan hé tap thé lao dong tot |10 | 7 [21 |33 |35 |38 (25 (30 |17 |44 | 6,269 | 6




Phu luc 5: Méu phiéu phéng vin xdc dinh nhu ciu ciia nguoi lao dong

TT CAau héi Piém sé

Toi mudn cd ging hoan thanh cong viéc

dé c6 duwgc mirc lwong cao

Trong cong viéc, tbi ludn cha y téi viéc
bao vé minh khéi xay ra tai nan

Téi thwong ban luan véi nhirng nguoi kKhac

vé nhirng van dé ngoai cong viéc cia minh

Toi rat cé gang dé cai thién két qua cong
viéc cia minh

Toi rat thich ¢6 sy canh tranh va chién
thang

T6i mudn c6 ging thém dé cé dwoc tién

trang trai tién thué nha &

T6i mong mudn dwge hwéng mirc bao hiém
cao sau nay

8 | Toi rat mudn dwoc moei nguwoi yéu mén 112 (3 ]41]5

Toi rat thich c6 khé khin trong cong viéc

dé c6 gang va thir sic

Toi rat thich tinh than trach nhiém trong

10 N .
cong viéc

11 | T6i muon cai thién diéu kién dilaicaaminh | 1 | 2 | 3 | 4 | 5

To6i mong mudn néu bi mat viéc sé cé dwogc

12 mét khoan trg cap tim viéc L2343

13 Toi ‘r_at muon c6 quan hé gan giii voi moi 11213 14/ls
nguol

14 T6i muon biet dwgc s tien b cia minh 11213 |4als

trong 6ng viéc




TT Cau héi Diém sb
ToOi khéng cO thién cam véi nhirng nguwoi

15 | . N A LA N 2 |3
lam nhiing viéc ma toi khong vira y

16 | TOI muén cé6 dwgc nhiéu tién dé nudi cho > | 3
cac chau an hoc dwoc tot hon.

17 | T mudn déng bao hiém y té dé dam bao > | 3
khi chira bénh dwoc yén tam hon
Toi rat thich 1am viéc theo nhém hay trong

18 | .z ., . N 2 | 3
cac to chwc khac nhau
To6i mudn xay dwng cac muc tiéu cu thé dé

19 X X ° ° ° 2 3
phan dau
Toi rat mudn c6 anh hwéng dén nguwoi khac

20 | .z . A 2 | 3
deé ho lam theo y cua toi

21 Toi muén dwoc hoc hanh nang cao trinh do 5 | 3
deé c0 the ting thu nhap.
T6i mong muén dwge hwong thém cang

22 A Y 2 | 3
nhieu thu lao cang tot
Toi thich lam viéc véi ngwoi khac hon lam

23 | : 2 |3
viéc mot minh

oq | TO rat muén hoan thanh nhiém vu kho s | 3
khan, cang khé khén cang tot
Toi rat mudn kiém soat cac sw kién dién ra

25 N c 2 | 3
xung quanh minh




Phu luc 6: Ban m6 ta cong viéc

BAN MO TA CONG VIEC
Chtc danh cong viéc: Nhan vién lao dong tién luong
Ma cbng viéc:
B6 phan: Phong to chie lao dong
Muc luong

Nguoi lanh dao tryc tiép: Truong phong

» Cac nhiém vu:
1. Xay dwng ké hoach vé céng tc lao dong, tién lwong, bdo ho
- XAy dung ké hoach lao dong, ké hoach tién luwong va quyét toan quy luong
hang nam. Phdi hop xay dung ké hoach BHLD (Quan 40 BHLD).
- Xay dung, ra soat danh sach thi nang bac cho cong nhén, nang luong gian tiép.
2. Trién khai thuc hién céng tic lao déng, tién lwong theo ké hoach dao tao di
dwoc Gidm déc phé duygt:

Phéi hop thuc hién cong tac Lao dong tién luong; truc tiép quan 1y va kiém

soat viéc chia luong, chia thuong, cac ché d6 ngudi lao dong trong pham vi
dugc phéan cong.

- Phdi hop cong tac kiém soat phan giao nhiém vu phan cong lao dong tai cac
don vi.

- Thyc hién cong tac trang cap BHLD, cac ché d¢ lién quan dén bao hd hang
nam.

- Theo ddi viéc thyc hién cac ché d6 dbi v6i nguoi lao dong nhu bao ho lao
dong, boi dudng doc hai, thoi gian 1am viéc, nghi ngoi, ché o6 phép nam, thuc
hién an toan va v¢ sinh lao dong ...

- Phéi hop voi bo phan an toan lao dong ciia phong K¥ thuat kiém tra dinh ky
cong tac an toan lao dong, v¢ sinh mdi trudng tai cac don vi truc thudc Cong

ty; dé& xudt bién phap giai quyét.




- Theo ddi, tong hop bao cdo tinh hinh cong tac lao dong, tién lwong va cac ché
d6 chinh sach d6i voi nguoi lao dong theo dinh ky hodc dot xuat.

- Phdi hop cong tac ra soat danh sach ning luong, nang bac hang nim.

3. Ddnh gid két qua thue hién cong tic lao dpng, tien lwong, bio h:

- Huéng din, kiém tra, giam sat cic don vi trong cong tac thuc hién luat lao
dong, b tri lao dong, thuc hién chi luong, thudng va cong tac bao hd lao dong.

- Tbng hop tinh hinh thuc hién cong tac lao dong, tién luong, bao ho trong nim
cua céc don vi va toan Cong ty.

- Lap bao céo cac két qua cong tac lao dong, tién luong cua toan cong ty trong
nam.

4. Cac nhiém vu khac
- Cé&c nhiém vu khac do truong phong phén cong
- Chip hanh nghiém chinh néi quy, qui ché cua cong ty va phap luat cia Nha

nudc
> Cac mdi quan hé trong cong viéc:

- B40 c4o cdng tac va chiu su 1anh dao truc tiép cua truang phong, phd phong.

- Cung cap thong tin, phdi hop, huéng dan, giam sat cac don vi trong cong ty
thuc hién cong tac lao dong, tién luong, cdng tac bao ho lao dong, nang bac,
nang luong

> Piéu kién lam viéc:

- Thoi gian 1am viée: Sang 7h30° dén 11h30°; Chiéu: 13h00 dén 17h00

- Puoc sir dung mot ban lam viéc, mot may tinh va mot may in dé phuc vu cho
cong viéc, mot ti dung ho so.

- Puogc stir dung céc tai liéu trong céng ty co lién quan phuc vu cho céng tac lao
dong, tién luong.

- Cac van ban, tai liéu, sach tham khao lién quan dén quan tri nhan luc, van ban

phap luat lao dong .

- C4c yéu t6 an toan vé sinh lao dong: theo qui dinh cua cong ty.




BAN YEU CAU CUA CONG VIEC POl VOI NGUOI THUC HIEN
> Kién thic:

C6 kién thirc co ban vé kinh té.

Nam viing luat lao dong va cac ché do chinh sach, qui dinh cia Nha nuéc va

ctia cong ty lién quan dén cong tac lao dong, tién luong.

Nam dugc phwong hudng, chién luge va cac dinh huéng phét trién cua cong ty

trong timg giai doan thudc linh vuc lao dong, tién luong.
- Hiéu biét cac dic diém td chirc san xuat, kinh doanh, quy trinh céng nghé va mo
hinh t6 chirc bo may quan ly cua cong ty.
» K¥ nang:
- C6 kha nang lam viéc doc lap
- K§ ning t6 chuc, kiém tra — giam sat.
- Kha ning giao tiép tot.
» Ngoai ngir - Tin hec:
- Tiéng Anh trinh do A
- Thanh thao k§ nang soan thao van ban
- Str dung thanh thao cac chuong trinh tin hoc vin phong dé phuc vu cdng viéc
» Trinh d¢ chuyén mon:
C6 trinh d6 dai hoc chuyén nganh Kinh té lao dong.
» Kinh nghiém: Co tr 3 nam kinh nghiém cong tac tro 1én.
> Sirc khée: Dam bao sic khoe dé 1am viéc

> Pham chit: Can cu, ty mi, chiu duoc 4p luc cdng viéc, trung thuc

BAN TIEU CHUAN THUC HIEN CONG VIEC
- Hoan thanh tét cac nhiém vu duoc giao.

- T chtre huéng din cac don vi thuc hién cac ché d6 vé lao dong, luong, thudng.




Lap ké hoach bao ho lao dong dam bao an toan cho nguoi lao dong.

- T6 chirc, giam sét thuc hién cac ché do chinh sach vé lao dong, tién luong

- Lap céc bao cdo danh gia két qua thyc hién cong tac lao dong, tién luong, bao ho
& cac don vi va toan Cong ty chinh xac, kip thoi.

- Khéng vi pham nai quy, qui ché caa cong ty va phap luat cua Nha nuéc

- Chap hanh su phan c6ng nhiém vu cua lanh dao

- Quan hé tot voi ddng nghiép




Phu luc 7: Phiéu danh gia két qua thuc hién coéng viéc
Ho va tén: Chue danh cbng viéc:

Pon vi cbng tac:

Ho va tén ngudi danh gia:

Thoi gian danh gia trngdy  /  /20.. dénngay /  /20..

I. Panh gia két qua thwc hién cong viéc trong ky:

Piém danh gia

Canhan | Lanh dao

TT N¢i dung danh gia e , ",
Toi da tw danh | truwec tiép
gia danh gia
1 | Mirc do hoan thanh céng viéc duwgce giao 60
Thuong xuyén hoan thanh t6t cong viéc vuogt tién d6, dam bao chit luong 57 dén 60
Thudng xuyén hoan thanh tét cong viéc dung tién do dam bao chat luong 50 dén 56
Thudng xuyén hoan thanh tdt cong viéc, khong kip tién do nhimng nghiém 40 dén 50

tac va no luc lam viéc

Thinh thoang khong hoan thanh cong viée, khong kip tién do dugc giao 30 dén 40

Nhiéu 1an khong hoan thanh nhiém vu dugc giao, cé nhiéu sai sot nhung

khong chiu sira chita 10 dén 30




Khong chiu thyc hién nhiém vu 10
Y thirc, thai d6 1am viéc 16
Chép hanh noi qui,cong ty va phap lut ctia nha nudc 6
Tinh than trach nhiém dbi voi cong viée 6
San sang lam viéc thém gio khi c6 yéu cu 4
Kién thic va k¥ niing 10
Ném virng va van dung tt cac kién thirc chuyén mén, cac quy trinh nghiép 2
vu trong cong viéc

Am hiéu kién thirc vé phap luat va van dung trong cong viéc 1
Kha ning 1ap ké hoach, t6 chirc cong viéc cho ban than 1
Kha ning t6 chirc, don dbc, phdi hop voi cac ddng nghiép

khac dé hoan thanh nhiém vu ?
Kha ning giai quyét cac van dé phuc tap 2
St dung tot ngoai ngit phuc vu cho cong viée 1
Trinh d9, k¥ ning tin hoc dap ung tot yéu ciu cong viéc 1




4 | Pham chit 8
Y thire cau tién 2
Phan d4u hoc tap nang cao trinh do 2
Kha ndng lam vi¢c doc 1ap , y thuc chu dong trong cong viéc 2
Nang dong, sang tao trong cong vi¢c 1
Ludn cai tién phuong phap lam viée 1

5 | Quan hé véi dong nghiép 6
Hop tac, giup do déng nghiép déng nghi¢p 4
Chia sé thong tin, kinh nghiém v&i dong nghiép 2

Tong cong 100

I1. Xép loai két qua thuc hién cong viéc va hé sé thanh tich

S6 diém Xép hang Hé so thanh tich
92 dén 100 Xuat sac 1,2
80 dén 89 A 1




65 dén 79 B 0,9
50 dén 64 C 0,8
40 dén 49 D 0,6

dudi 40 Khong xép hang 0,4

I11. Nhan xét ctia ngwoi danh gia

Nguoi danh gia ky tén



Phu luc 8:

Bang 2.2: S6 liéu théng ké vé két qua tai chinh

Pon vi tinh: Ty déng, %

TT Chi tiéu DVT 2014 2015 2016
1 | Téng tai san Tydong | 858,047| 892,943| 995599
2 | Ngudn vén CSH Tydong | 497,760| 510,295| 552,797
3 | Ty trong vén CSH/ Téng tai san % 58,01 57,15 55,52
4 | LN rong/ Vén CSH(ROE) % 1,58 2,34 3,48
5 | N¢ vay dai han Tydong | 256,979| 252,872| 234,303

Nguon: Sé liéu thong ké cia phong tai chinh - ké toan Coéng ty cé phan nuedc sach Quang

Ninh

Bang 2.3: Co cau lao ddng Cong ty CPNS QN chia theo gigi tinh

Don vi: Nguoi, %

Nam 2014 2015 2016
Cé4c chi tiéu Tong so % Tong s6 % Tong so %
Tong sb 1220 100 1300 100 1380 100
Nam 688 | 56,39 741 57 778 | 56,38
Nit 532 | 43,61 559 43 602 | 43,62

Nguon: Sé liéu thong ké cia phong té chire lao dong Cong ty cé phan niréc sach Qudng

Ninh.




Bang 2.4: Co ciu lao dong theo trinh d§ chuyén mon

Don vi: nguoi; %

Niam 2014 2015 2016

Céc chi tiéu SL %o SL %o SL %

Téng s6 1ao ddng 1220| 100| 1300| 100| 1380| 100

Dai hoc va sau PH 335 | 27,46 407 | 31,31 480 | 34,78

Cao dang 110 9,02 113 8,69 115 8,33

Trung Cd’p 295 | 24,18 298 | 22,92 300 | 21,74

CNKT + LDPT 480 | 39,34 482 | 37,08 485 | 35,14
Nguon: Béo céo thong ké vé lao dong cia phong té chire lao dong Cong ty cé phan nuéc
sach Quang Ninh

Bang 2.5: Tong sb lao dong chia theo chirc danh cong viéc
DVT: Nguoi.%

2016
TT Chi tiéu -
So lwgng %
1 | Ban giam déc 38 2,75
2 | Trwéng pho, cac phong ban 27 1,96
3 | Can bg - vién chirc chuyé&n mén nghiép vu 233 16,88
4 | Cong nhan vién 1082 78,41
Tong so 1380 100

Nguon: Sé liéu thong ké cia phong té chire lao dong Cong ty ¢é phan mieéc sach

Quang Ninh



Bang 2.6. Hé s6 K hoan thanh cong viéc d6i véi can bd quan ly Cong ty va

don vi truc thugc

Xép loai Dién giai Hé s6 K

- Hoan thanh t6t nhiém vy, cac chuong trinh dwoc giao
trong thang ( dbi voi cac phong ban ); Hoan thanh 98%
trg 1én cac chi tieu ké hoach chinh ( San luong nudc tiéu
thu, doanh thu, ti I¢ that thoat, tiéu thu dién nang ) va cac
nhiém vy dugc giao dot xuat hang thang ( ddi véi céc
don vi)

- Thuc hién tét cong tac quan ly, diéu hanh san xuat,
phan giao nhiém vu, khéng c6 viéc lam tiéu cuc trong
Loai A can bg, cong n,hﬁn vién tr(?ng cac phong, ban, don vi. 10
- Thuc hién tot va cd chat lugng cac théng tin bao cao
theo qui dinh.

- Chap hanh tét noi quy, quy ché caa Cong ty, don vi

- bam bao ngay cong tir 20-22 cbng /thang tro 1€n

- Khong dé xay ra tai nan lao dong tai noi san xuat cua
don vi.

- Nhitng ngudi di hoc nghiép vu theo quyét dinh cua
Cong ty, cua Tinh, di hop, cdng tac, tham quan hoc tap

theo quyét dinh hoic théng bao triéu tap cua Cong ty

- Hoan thanh nhiém wvu, cac chuong trinh dwoc giao
trong thang ( dbi voi cac phong ban ); Hoan thanh 95%
dén dudi 98% céc chi tiéu ké hoach chinh ( San luong
_ nudc tiéu thu, doanh thu, ti 1€ that thoat, tiéu thu dién
Loali B ' . . ] 0,8
nang ) va cac nhiém vu dugc giao dot xuat hang thang (
dbi voi cac don vi)

- Thyc hién ché do thong tin bdo céo theo quy dinh

nhung chit lrgng bao cio chua tot




- Chép hanh chua tot ndi quy, quy ché cua Cong ty, don
vi

- Ngay c6ng tir 16- dén duéi 20 cdng /thang

- Khéng hoan thanh nhiém vu, cac chuwong trinh dugc
giao trong thang ( dbi voi cac phong ban ); Hoan thanh
dudi 95% cac chi tiéu ké hoach chinh ( San lugng nudc
tiéu thu, doanh thu, ti 1é that thoat, tiéu thu dién nang )
va cac nhiém vu duoc giao dot xuat hang thang ( ddi voi
cac don vi)

- Khong thyc hién tét cong tac quan ly, diéu hanh san
xuat, phan giao nhiém vy, dé xay ra viéc lam tiéu cuc
trong can bg, cong nhan vién trong cac phong, ban, don
VI.

Loai C |- Tri tré trong viéc giai quyét cong viéc, trong thyuc hién 0,6
nhiém vu duogc giao. Y thic trach nhiém dbi véi cong
viéc kém

- Khdng thuc hién ché do thong tin bao cao theo yéu cau
va dot xuat.

- Khong dam bao ngay cong theo quy dinh, chi dat dudi
16 cbng /thang.

- Vi pham ki luat lao dong

- Nghi khéng ly do tir 01 ngay tro 1én

- Vi pham quy trinh céng ngh¢, quy trinh, quy pham
ATLD gay hau qua nghiém trong.

Nguon: Trich quy ché phan phéi tién liwong Céng ty c6 phan nréc sach Quang Ninh.
Bang 2.7.Hé s6 K hoan thanh céng viée ddi véi can b chuyén mén nghiép

vu, thira hanh phuc vu va céng nhén lao déng truc tiép.

Xép loai Dién giai Hé s6 K

Loai A | - Hoan thanh tét nhiém vu duoc phan giao 1,0




- Thyc hién tét va co chat lugng cac thong tin béo céo
theo quy dinh.

- Chip hanh tét noi quy, quy ché caa Cong ty, don vi

- bam bao ngay cong tir 20-22 cbéng /thang tro 1én

- Nhimg truong hop di hoc nghiép vu theo quyét dinh
cua Cong ty, cta Tinh, di hop, cbng tac, tham quan hoc

tap theo quyét dinh hozc thong bao triéu tap cua Cong ty

- Hoan thanh nhiém vu duoc giao nhung con mot so sai
sot nho

- Thuc hién ché do thong tin bado cdo theo quy dinh
Loai B | nhung chat luong bao cao chua tét 0,8
- Chép hanh chua tot noi quy, quy ché ctua Cong ty, don
Vi

- Ngay cong tir 16- dén dudi 20 cong /thang

- Khéng hoan thanh nhiém vu duoc giao

- C6 dau hiéu tri tré trong viéc giai quyét cong viéc,
trong thuc hién nhiém vu duoc giao. Y thac trach nhiém
d6i véi cong viéc kém

- Khdng thuc hién ché do thong tin bao cao theo yéu cau
va dot xuat.

- Khong dam bao ngay cong theo quy dinh, chi dat dudi
Loai C 16 cong /thang. 06
- Vi pham ki luat lao dong

- Nghi khéng ly do tir 01 ngay tro 1én

- Vi pham quy trinh céng ngh¢, quy trinh, quy pham
ATLD gay hau qua nghiém trong.

Nguon: Trich quy ché phan phéi tién liwong Céng ty c6 phan niréc sach Quang Ninh.

Bang 2.8. Bang hé s6 tra lwong khoan céng viéc theo trinh dd, ning luc,




dd phirc tap va chit lwong cong tic dung dé tra lwong theo s6 ngay cong thuc

té 1am viéc.

TT

Nhom cdng viéc

Muc

2

Nhéan vién bao vé, lao dong pho thong,
nhan vién hanh chinh, van thu, tap vu

cac don vi.

2,2

2,7

3,2

Cong nhan truc van hanh may bom;
Cong nhan diéu van NMN Dién Vong;
Cong nhan san xuat nudc uéng dong
chai, déng binh; Céng nhan thu tién
nuéc; Nhan vién hanh chinh, cap
dudng, nau an, tap vu cdng ty, Bao vé

cong ty.

2,4

2,9

3,4

Cong nhé&n van hanh khu xu ly tai cac
nha may; Thua quy cac don vi; Cong
nhan hoa chat, hoa nghiém tai cac don
vi; cong nhan phu xe don vi; cong nhan
kinh doanh san pham nudc udng déng

chai, dong binh.

2,6

3,1

3,6

Cong nhan quan ly, sua chira duong
éng, tho dién, tho han, tho co khi, phat
trién khach hang; cong nhan diéu phdi
nudc; cong nhan ghi sé6 Bong hd. Thu
kho don vi. Lai xe cac XN, NM truc
thugc Cong ty. Nhan vién kiém dinh

ddng hd nudc.

2,9

3,4

3,9

Tram pho, to pho san xuat. Céng nhan

chéng that thoat cac don vi.Nhan vién

3,2

3,7

4,2




van phong; van thu; luu trr cong ty;
kiém dinh vién; cong nhan kep chi dong

ho;

Nhan vién nghiép vu cac don vi; Doi
pho doi chdng that thoat. Lai xe nuéc
udng dong chai, dong binh. T6 trudng
t6 san xuat nudc udng dong chai, dong
binh.

Thu kho, tha quy cong ty; Nhan vién
tham dinh hd so PTKH, kiém soat in
hoa don nudc phong KD; Nhéan vién
phap ché, thanh tra, kiém tra, chéng that
thoat ro ri, thau rira duong 6ng; Lai xe

vin phong Cong ty, 1ai xe cau.

3,5

4,0

4,5

Phu trach bd phan nghiép vu duédi 5

ngudi clia cac don vi.

3,6

4,1

4,6

Nhan vién nghiép vu kinh té, ky thuat
cac phong ban Céng ty; Phu trach bo
phan nghiép vu tir 05 nguoi tré 1én cua
don vi.

T6 truong ghi s dong hd; To truong
bao vé Tram truong tram bom - NMN

Dién Vong.

3,8

4,3

4,8

Tram treéng quan ly san xuat; Doi

truong chdong that thoat.

4,1

4,6

5,1

10

K¢ toan chinh cac don vi.

11

Phé giam dbc cac don vi, Phd phong

ban nghiép vu Cong ty

12

Truong cac phong, ban trong Cong ty.

10




13
ty.

Giam dbc cac don vi truc thudc Coéng

11

14

Chu tich cong doan kiém Thuong truc
Hoi dong thi dua khen thuong; kiém
pho ban ATLD (di bao gdm lwong co

ban do qu¥y cong doan cong ty chi tra).

11 12 13

Nguon: Trich quy ché phan phei tien lirong Céng ty c¢é phan nweéc sach Quang Ninh.

Bing 3.2: Cac muc tiéu phat trién ciia Cong ty cé6 phan nuwéc sach Quang

Ninh giai doan 2017-2022

Muc tiéu

Chi s6 do lwong két qua co

ban

Chi tiéu phan diu dén
nam 2022

Muc tiéu 1: Tim kiém
va md rong ving cap

nudce an toan va on dinh

- S6 viing cap nudc maoi;
- Mtic d6 6n dinh cta kha

nang khai thac cac ving cap

- 4 viing cap nudc méi: ho
Bén Chau, hd Khe Chg,
hd Doan Tinh, hd Khe
Gitra

- Mtc d6 on dinh cap
nuoc dat 100%

Muyc tiéu 2: Dau tu méi
nang cong suat cac nha
may san Xuat nudc dam
bao nang lyc cap nudc
6n dinh cho khach hang

trén dia ban

- S0 m3/ngay dém dugc bo
sung trong ning lyC CAap

nudc cua Cong ty

- Cong suat cap nudc ting
10%/nam

- Cap nudc lién tuc 97%

Muc tiéu 3: Pay manh
ap dung cac giai phap
cai tién cong nghé dé
nang cao ning suat va

hiéu qua cap nuéc

- S6 giai phap, sang kién

céng nghé maéi dugc ap dung

- 35 sang kién cong nghé
moi dugc &ap dung moi

nam

Muc tiéu 4: Bay manh

- S6 lugng dau ndi mai cho

- S6 lwong dau ndi khu




phat trién khai thac cac
nhém khach hang chu

dao cua Cong ty

khu dan cu do6 thi

- Sb luong khu cong nghiép
va doanh nghiép st dung
moi;

- S6 luong co quan hanh
chinh va don vi su nghiép st

dung méi.

dain cu do

7,3%/mnam;

thi tang
- Pam bao cap nuéc cho
toan bd khu céng nghiép
theo quy hoach;

- S luwong khach hang
doanh nghiép san xuat
dich vu tang 20%/nam;

- S6 dau néi cho don vi
hanh chinh su nghiép tang
8,5%/nam.

Muc tiéu 5: Bam bao
thuc hién nhiém vu cap
nudc cho khu vyc néng
thdn theo chi dao cua
Tinh

- S6 dau noi méi thuoc khu

vuc nong thon.

- Hoan thanh 100% chi
tiéu vé cap nudc cho khu
vuc ndng thén, vung sau
vung xa theo qui hoach
nguén tai nguyén nudc

cua Tinh.

Muc tiéu 6: Nang cao
nang luc quan ly van
hanh va ning suit lao

dong

- Ti Ié can bo quan ly/ Tong
s6 lao dong;

- Ti 1& nhan vién / 1000 dau
ndi;

- Ti I& nhén vién / 1000m3/
ngay;

- S6 nhan vién / 1km éng

truyén dan

- Ti I& can bo quan ly /
tong sé lao dong nho hon
15%;

- Ti 1€ nhan vién / 1000
dau ndi bang 5,5 nguoi
vao nam 2022;

- Ti 1€ nhan vién /
100m3/ngay bing 3 nguoi
vao nam 2022

- S6 nhan vién /1km éng
truyén dan bang 0,7 nguoi

vao nam 2022




Muc tiéu 7: Cai cach
hanh chinh, cai tién cac
quy trinh quan ly, xay
dung va ap dung céc
khung tiéu chuan cho
nhiém vu quan ly van
hanh.

- S6 quy trinh dwoc cai tién;

- S6 quy dinh vé tiéu chuan

quan 1y duoc ap dung.

- Pén niam 2022, hoan
thién cai cach va ap dung
ddng bo hé thdng quan ly
tiéu chuan lso 9001:2015
Vol 27 quy trinh duoc
chuan hoa;

- Xay dung hoan thién hé
théng vi tri cong viéc, tiéu
chi va quy ché danh gia
hiéu qua cong viéc.

- Xay dung quy ché tra
lrong theo hiéu qua cong

VIEC.

Muc tiéu 8: Giam thiéu
that thoat, that thu trong

hé thong cap nudc

- Ty Ié thét thoat, that thu

- Ty Ié that thoat that thu
dén nam 2020 1a 14,5%;
nam 2030 1a 10,5%.

Muc tiéu 9: Nang cao
hiéu qua st dung vén
va st dung tai san tién

dé tai co cau ngudn von

- ROE
- ROA
- ROTC

- Pén nam 2022

- ROE = 25,95%

- ROA = 15,69%
- ROTC = 20,67%

Nguon: Ké hogach san xudt kinh doanh giai doan 2017-2022 cia Cong ty cé phan nwréc

sach Quang Ninh

Phu luc 9:

Phiéu 1 Panh gia hiéu qua cong tac dao tao

I. Thong tin chung

TEN KNOA NOC: .ottt e et e e et ae e s eabaeeeares

I 1o/ 1] AP
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IL. Panh gia vé khoa dao tao

1/ Xin dng/ba vui long cho biét nhu’ng thay doi sau khi tham gia dao tao
(Tich dau x vao 6 twong tng Vi y kién caa 6ng ba)

Hoantoan | Khong | Khongcéy | Pong | Hoan
Chi tiéu khong | dongy | kienrd y toan

A rang dongy
dongy

C6 thém nhiéu kién thuc
mai

C6 nhiéu k¥ ning moi

Hiéu r& hon vé cong viéc,
nhiém vu va trach nhiém

Yéu thich cong viéc hon

Tu tin hon khi lam viéc

Hop tac voi dong nghiép
tot hon

Két qua thyc hién cong
Viéc tot hon

2.Y Kién déng gop ciia 6ng/ba dé hoan thién céng tic dao tao dwoc tét hon
a. Vé cong tac xac dinh nhu cau dao tao va lua chon ddi tugng dao tao.

Xin chan thanh cam on hop tac cuaa éng/ba!




Phiéu 2 Panh gia ning lwc ngwoi linh dao t6, nhom

TT Cau héi Mire df
1 | Tai chia sé trach nhiém véi cac thanh vién trong té 2 3
2 | Téi hoa ddng véi nhom, xay dung tinh dong ddi than 2 | 3
thiéet trong to

3 | Téi thwong xuyén dit ra muc tiéu cho té6 phin dau. 2 | 3

4 | Téi hoan toan tin twéng & cac thanh vién trong to 2 | 3

5 | Téi thwong xuyén cai tién phwong phap quan ly té 2 3

6 | Téi thwong xuyén tham khao y kién caa té vé cach 2 | 3
quan ly nhém dé c6 hiéu qua hon

7 | Toi khuyén khich cac thanh vién trong nhom phat 2 3
biéu nhirng suy nghi ciia minh.

8 | Téi mudn céc thanh vién trong té trinh bay nhirng 2 | 3
khé khan cia minh trong cong viéc

9 | Tai giao cdng viéc cho cac thanh vién khi he c6 kha 2 3
niang thuc hién.

10 | Téi thwong xuyén té chirc cac cudc hop cudi tuan dé 2 | 3

cung kiem diém cong viéc

11 | Téi luén luén gwong miu trong nhom dé to vién noi 2 3

theo

12 | T6i ludn ludn chuan bi chu ddo moi ké hoach ciia to 2 | 3

va thao luan cung cac to vién trong nhém

13 | Téi ludn khuyén khich céc té vién tich cuc hoc tap dé 2 | 3

nang cao nang luc cua ban than

14 | T6i ludn tim cach tao @dng lwc cho té bang céach 2 | 3

thwong xuyén khen nggi khi ho lam tot cdng viéc

15 | Khi ¢6 veéng mic giira c4c to vién toi thwong xuyén 2 | 3

guan tadm cung tim cach thao go

16 | T6i luén nghiém khic véi ban than song doi véi to 2 3

vién tdi san long bé qua khi ho biét loi




17

Toi luon ghi chép nhimg déng gop cua to vién cho
cong viéc de tham khao

18

Toi ludn khuyén khich to vién néi 1én suy nghi cia
minh trong nhirng van deé c6 lién quan den ho

19

Toi luén khuyén khich to vién doi méi trong cong
viéc

20

Toi ludn xay dung sw doan két nhat tri trong té. coi
dé 1a dong luc caa to







