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Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan luc tai cong ty
TNHH Gas Petrolimex Hai Phong

LO1 MO PAU
1. Tinh cip thiét caa dé tai

Trong qué trinh cdng nghiép hoa, hién dai hoa dit nude co ché quan
ly va sir dung c6 hiéu qua ngudn nhan luc 1a mot trong nhiing bién phap co
ban nhim ning cao ning suit lao dong, cai thién doi song vat chat cho

nguoi lao dong.

Trong pham vi mot doanh nghiép sir dung lao dong dugc coi la van
dé quan trong hang dau. Nhung st dung lao dong c6 hiéu qua cao nhat lai
la mot van dé riéng biét dat ra cho ting doanh nghiép. Viéc doanh nghiép
st dung nhitng bién phép gi, nhitng hinh thirc nao dé phét huy kha nang
cia ngudi lao dong nham nang cao ning suit lao dong va hiéu qua san
xuat kinh doanh 1a mét diéu hét sic quan trong, nd co y nghia téi sy that
bai hay thanh cong cua doanh nghiép d6. Mit khac khi biét dugc dic diém
ca nguoi lao dong trong doanh nghiép s& gitp cho doanh nghiép tiét kiem
chi phi, thoi gian va cong suc vi vay ma thuc hién dugc muc tiéu caa

doanh nghiép dé dang hon.

Qua qua trinh thuc tap tai cong ty TNHH Gas Petrolimex Hai Phong
em d3 di sdu tim hiéu va nghién ctu dé tai: “Mot s6 bién phap nang cao
hiéu qua st dung ngudn nhan luc tai Cong ty TNHH Gas Petrolimex Hai
Phong”.

Pé tai gom 3 phan:

Phan 1: Nghién ctru co sé 1y luan vé cong tac sir dung ngudn nhan
luc tai Cong ty TNHH Gas Petrolimex Hai Phong.

Phan 2: Phén tich danh gia thuc trang st dung ngudn nhan lyc tai
Cong ty TNHH Gas Petrolimex Hai Phong.

Sinh vién: Nguyén Thi Thu Hoa - Lép QT1301N 1



Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan luc tai cong ty
TNHH Gas Petrolimex Hai Phong

Phan 3: Mot s bién phap nang cao hiéu qua st dung ngudn nhan

luc tai Cong ty Gas Petrolimex Hai Phong.

Pé tai dugc xay dung trén co sd van dung nhiing kién thie da duoc tiép thu
trong suét qua trinh hoc tap cung véi viéc nghién cau tim hiéu thuc té tai
Cong ty TNHH Gas Petrolimex Hai Phong. Duéi su chi bao cua cac can bo
cong nhan vién trong Cong ty cling vai sy hudng dan tan tinh cua giang vién:
Ths. P5 Thi Bich Ngoc, di tao déu kién cho em hoan thanh duogc dé tai nay.
Tuy nhién do thoi gian va diéu kién nghién ctru cing nhu trinh d6 hiéu biét
cia em con nhiéu han ché nén khong thé tranh khoi nhiing thiéu soét. Kinh
mong nhéan dugc nhiing y kién gop ¥ cua lanh dao Cong ty cling cac Thay, Co

gitip em hoan thién hon dé dé tai cia em hoan thién hon.
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Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan luc tai cong ty
TNHH Gas Petrolimex Hai Phong

PHANI: CO SO LY LUAN VE NGUON NHAN LUC VA HIEU QUA
SU DUNG NGUON NHAN LU'C TRONG DOANH NGHIEP

1.1. Céc khai niém vé nhan luc va quan Iy sit dung nguén nhan luc
1.1.1. Khéi niém ngudn nhan luc

Hién nay, ngudn nhan lec 12 ngudn luc quan trong nhat, quyét dinh su
ton tai va phat trién ciia mdi québc gia cling nhu mdi Doanh nghiép. Pung trén
cac goc do khac nhau, khi nghién ciu nguon nhan luc, cac hoc gia da dua ra

cac khai niém khac nhau vé ngudn nhan luc cho hop véi muyc tiéu nghién ciu.

Ngudn nhan lyc hay ngudn luc lao dong bao gom sb nguoi trong do
tuoi lao dong co kha nang lao dong (trir nhitng ngudi tan tat, mat stc lao dong
loai nang) va nhitng ngudi ngoai d6 tudi lao dong nhung thyuc té dang lam
Viéc
( Theo “Vién nghién cau khoa hoc va phat trién” )

Ngudn nhan lyc 12 ngudn luc cia mdi con ngudi gom c6 thé luc va tri
lwc. Ngudn nhan luc trong Doanh nghiép duogc hiéu 1a toan bo sb lao dong ma

Doanh nghiép c6 va c6 thé huy dong toan b thuc hién san xuat kinh doanh.

Nguon nhan lyc caa mét té chirc dugc hinh thanh trén co s& ca nhan
véi vai tro khac va duogc lién két véi nhau theo nhitng muc tiéu nhat dinh.
Ngudn nhan luc khéac vai ngudn luc khac caa Doanh nghiép & ban chat cua

con ngudi. (Tran Kim Dung, 2007)
1.1.2. Khéi niém quan ly nguén nhan luc

Theo Nguyén Hitu Than (nim 2007), quan ly ngudn nhan lyc Ia phdi
hop mét cach tong thé cac hoat dong hoach dinh, tuyén mé, tuyén chon, duy
tri, phét trién, dong vién va tao moi diéu kién thuan lgi cho ngudn nhan luc
théng qua té chirc nham dat dugc muc tiéu chién luge va dinh hudng vién

canh cua to chirc.
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Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan luc tai cong ty
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Quan ly ngudn nhan luc nghién cau nhiing van dé vé quan 1y con nguoi

trong to chac & tim vi mé ¢ hai muyc tiéu co ban:

- St dung hiéu qua ngudn nhan lyc nhim ting cudng ning cao ning

suat lao dong va nang cao tinh hiéu qua cua to chuec.

- Bap tng nhu cau ngay cang cao ctia nhan vién, tao diéu kién cho nhan
vién phét huy téi da nang luc ca nhan, duoc kich thich nhiéu nhat tai noi lam

viéc va long trung thanh tan tam vaéi Doanh nghiép.
Phan bigt quan tri nguén nhan lec va qudn tri nhan s

Thuat ngit ngudn nhan lyc dan dugc thay thé cho quan tri nhan sy Vi
quan diém cha dao: Con ngudi khong con don thuan chi 12 yéu t6 cua qua
trinh san xuét kinh doanh ma 1a ngudn tai san quy bau cua to chtc cua Doanh
nghiép. Cac Doanh nghiép chuyén tir tinh trang tiét kiém chi phi lao dong dé
giam gia thanh dau tu vao ngudn nhan luc dé c6 loi nhuan kinh doanh cao

hon, c6 hiéu qua cao hon.
1.2. Chirc nidng va vai tro caa quan ly nhan luc
1.2.1. Chire ning cua quan ly nhan luc

Cac hoat dong quan tri nguon nhan lyuc lién quan dén tat ca cac van dé
thudc vé quyén loi, nghia vu va trach nghiém caa nhan vién nham dat hiéu
qua cao nhat cho to chic 1dn nhan vién. Cac hoat dong chia yéu caa ngudn

nhan luc co6 thé phan chia thanh ba nhém chire nang chu yéu sau:
1.2.1.1. Nhom chirc néing thu hit nhan luc

Nhom chic niang nay chi trong van dé dam bao c6 da sé luong nhan
vién vai cac pham chat phi hop cho cong viéc cua Doanh nghiép. Bé co thé
tuyén ding ngudi cho ding viée, truéc hét Doanh nghiép phai can ctr vao ké
hoach san xuét, kinh doanh va thyc trang sir dung nhan vién trong Doanh

nghiép nham xac dinh nhitng cdng viéc nao d6 can tuyén thém nguoi. Thuc
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hién phan tich cdng viéc s& cho Doanh nghiép biét phai tuyén thém bao nhiéu
ngudi Va cac y8u cau, tiéu chuan dit ra ddi véi cac ung cir vién. Viéc ap dung
cac k¥ niang tuyén dung nhu tric nghiém va phong van sé gitp Doanh nghiép
chon duogc cac tng cir vién tét nhat cho cong viéc. Do d6, nhom chirc ning
tuyén dung thudng co cac hoat dong: du bao va hoach dinh ngudn nhan luc,
phan tich cong viéc, phong van, trac nghiém, thu thap luu gitr va xi Iy thdng

tin vé ngudn nhan lyc caa Doanh nghiép.
1.2.1.2. Nhdm chire ning dao tao va phat trién

NhOm chiic nang nay chu trong viéc nang cao nang luc cia nhan vién,
dam bao cho nhén vién trong Doanh nghiép c6 cac ki nang, trinh d¢ lanh
nghé can thiét dé hoan thanh tt cong viéc dugc giao va tao diéu kién cho

nhan vién dugc phat huy da cac nang luc ca nhan.

Nhém chirc ning dao tao, phat trién thuong thuc hién cac hoat dong
nhu: huéng nghiép, huan luyén, dao tao ki ning thuc hanh cho céng nhan,
boi dudng nang cao trinh d6 lanh nghé va cap nhat kién thac quan ly, ky thuat

cong nghé cho cac can bo quan ly va can bo chuyén mén nghiép vu.
1.2.1.3. Nhom chirc niang duy tri nhan luc

Nhom chirc nang nay chu trong dén viéc duy tri va str dung c6 hiéu qua

ngudn nhan luc trong Doanh nghiép, bao gom hai chiic nang cu thé:

- Kich thich, dong vién
- Duy tri phét trién cac mdi quan hé tét dep trong doanh nghiép

Chtic nang kich thich dong vién lién quan dén céc chinh séch va cac
hoat dong nham khuyén khich, dong vién nhan vién. Tra luong cao va cong
bang, kip thoi khen thuéng cac ca nhan c6 sang kién, cai tién ky thuat, co
dong gop lam ting hiéu qua san xuat kinh doanh va uy tin cia Doanh
nghiép...1a nhiing bién phap hitu hiéu dé thu hat va duy tri dugc doi ngii lao

d6ng l1anh nghé cho Doanh nghiép. Do d6, xay dung va quan Iy hé théng bang
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lwong, thiét 1ap va ap dung cac chinh sach luong bong, thing tién, ky luat, tién
thuong, phic loi, phu cap... 1a nhitng hoat dong quan trong nhit cua chic

nang kich thich dong vién.

Chtic ning quan hé lao dong lién quan dén cac hoat dong nham hoan
thién moi truong 1am viéc va cac mdi quan hé trong cong viéc nhu: ky két
hop dong lao dong, giai quyét khiéu té, tranh chap lao dong, cai thién mai
truong lam viéc, y té, bao hiém va an toan lao dong. Giai quyét tot chirc ning
nay sé& gilp cho Doanh nghiép tao dugc bau khong khi tam Iy tap thé va cac
gia tri truyén thong tét dep, vira 1am cho nhan vién dugc théa man véi cong

viéc cua Doanh nghiép.
1.2.2. Vai tro caa quan ly nhan luc
Viéc nghién ciru quan tri nhan luc nham dat dwgc muc tiéu co ban sau:

- Sir dung ¢6 hiéu qua nguon nhan lyc nham ting cudng ning suat lao
d6ng va nang cao tinh hiéu qua cua t6 chuc.

- Bap tng nhu cau ngay cang cao ctia nhan vién, tao diéu kién cho nhan
vién phét huy tbi da cac ning lyc c& nhan va trung thanh, tan tim véi Doanh

nghiép.

Do d6, quan tri nhan luc ¢d vai trd 12 mot bo phan khong thé thiéu duoc
ciia céng tac quan ly trong cac Doanh nghiép. N6 tim kiém va phét trién
nhitng phuong phap dé moi thanh vién c6 thé dong gop dugc nhiéu nhat cho
Doanh nghiép, déng thoi cling tao diéu kién dé chinh nguoi lao dong phat
trién.

1.3. Cac nguyén tic quan Iy nguén nhan luc

Quan ly ngudn nhan lyc cua té chirc can tudn theo cac nguyén tac sau:

- Nhan vién can duoc dau tu théa min dang ké phat trién nhimg ning
lyc riéng théa man nhiing nhu cau c nhan, déng thoi tao ra ning suét lao

dong hiéu qua cao va dong gop tbt cho t6 chuc.
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Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan luc tai cong ty
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- Céc chinh sach chuong trinh va thyc hién quan ly can duogc thiét lap
va thuc hién sao cho c6 thé thoa man nhu cau vat chét 1an tinh than cua nhan
Vvién.

- Mbi truong 1am viéc can duoc thanh dugc sao cho co thé kich thich
nhan vién phat trién va sir dung téi da cac ky nang ciia minh.

- Cé4c k¥ ning nhéan su can duoc thuc hién phdi hop va la bo phan quan
trong trong chién luoc kinh doanh cua t6 chuc.

Cach tiép can quan ly nguon nhan lyc doi hoi can bo quan ly hai hiéu
biét tét tam Iy x& hoi, nghién cttu hanh vi t chirc, phap luat va cac nguyén tac
kinh doanh.

1.4. Céc yéu to6 anh hwéng déi véi quan ly ngudn nhan lwc
1.4.1. C4c nhan té maéi trudng bén ngoai cia quan tri nhan luc
1.4.1.1. Khung canh kinh té

Chu ki kinh té va chu kinh doanh anh huéng rat 16n dén quan tri nhan
lyc. Trong giai doan kinh té suy thoai hozc kinh té bat 6n dinh Doanh nghiép
mot mat van phai duy tri luc luong lao dong cé tay nghé, mot mat phai giam
chi phi lao dong... Nguoc lai khi kinh té phat trién va c6 chiéu huéng on
dinh, Cong ty lai c6 nhu cau phét trién lao dong mai dé mé rong san xuat,
taing cuong dao tao huan luyén nhan vién doi hoi cdng ty phai tuyén thém
ngudi co trinh do, doi hoi phai ting luong dé thu hit nhén tai, ting phuc loi
va cai thién diéu kién lam viéc.
1.4.1.2. Luat 1§ cita Nha nuéc

Cac Doanh nghiép déu duoc binh dang voi nhau trén khia canh phap
luat, dugc phép kinh doanh trong nhiing nganh nghé ma Nha nuéc cho phép,

duogc bao tro kinh doanh bai Nha nudc trong nén kinh té quéc dan.
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1.4.1.3. Van hoéa — x4 héi

Vin héa x3 hoi caa mot nudce cling anh huéng dén quan tri nhan luc.
Trong mot nén kinh té x& hoi c6 nhiéu dang cap, nic thang gia tri x& hoi
khong theo kip da phat trién cua thoi dai, rd rang n6 da kim him, khong cung
cap nhan tai cho t6 chuc. Su thay ddi cac gia tri van hoa ciia mot nudc tao ra

cac thach thirc cho nha quan tri nhan lyc.
1.4.1.4. Poi thii canh tranh

Trong nén kinh té thi trudong, nha quan tri khéng chi canh tranh thi
truong, canh tranh san pham ma con canh tranh vé ngudn tai nguyén nhan su.
Nhan su la cét Ii ctia quan tri, 12 tai nguyén quy gia nhat. Cac cong ty phai c6
chinh sach nhan sy hop 1y, dong vién, khen thuong phu hop va tao ra mét bau
khong khi gan két nhan vién minh... Su ra di cta nhan vién khdng chi don
thuan 1a van dé luong bong ma con la tong hop cua nhiéu yéu t6. Do d6 dé
duy tri va phat trién nhan vién, nha quan tri nhan luc phai biét cach quan tri
mot cach cé hiéu qua.
1.4.1.5. Khoa hoc ky thuat

Khoa hoc k¥ thuat thay doi, mot sé cong viéc hoic mot sé ki ning
khong con can thiét nita. Do d6, cong ty can phai dao tao lai luc lugng lao
dong hién tai caa minh. Sy thay ddi khoa hoc ciing dong nghia vai su kién 1a
chi can it ngoi hon ma van san xuat ra s6 lugng san pham tuong tu, nhung c6
chat luong hon. Piéu ndy c6 nghia 1a nha quan tri nhan su phai sap xép luc
lugng lao dong du thura.
1.4.1.6. Khach hang

Khach hang la muc tiéu ciaa moi Doanh nghiép. Khach hang mua san
pham va dich vu cia Doanh nghiép, 1a mot phan cta moéi truong bén ngoai.
Doanh sé 1a yéu té séng con ciia Doanh nghiép. Do d6, nha quan tri phai dam

bao nhan vién cua minh san xuit ra nhitng mat hang phu hop vai nhu cau va
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thi hiéu cta nguoi tiéu dung. Nha quan tri phai 1am cho nhan vién caa minh
hiéu dugc riang khong c6 khach hang khéng cd Doanh nghiép, va ho khéng c6
co hoi dé 1am viéc nita.

1.4.2. C4c nhan té maéi trudng bén trong cia quan tri nhan luc

1.4.2.1. Sit mang hay muc tiéu ctia Doanh nghiép

Mdi doanh nghiép déu cé st mang va muc dich riéng ctia minh. Muc
dich hay sit mang ctia doanh nghiép 1a yéu t6 thudc maoi trudng bén trong anh
huong dén cac bo phan chuyén mdn cua doanh nghiép nhu san Xuat,
marketing, tai chinh hay quan tri nhan luc... Mdi bo phan chuyén mon hay
tac vu phai dua vao muc dich hay st mang cia doanh nghiép dé dé ra muc

tiéu cho bo phan caa minh.
1.4.2.2. Chinh sach hay chién lwec ciia Doanh nghiép

Chinh sach cua doanh nghiép thuong 1a cac linh vuc thudc vé nhan luc.
Cac chinh sach nay tdy thudc vao chién luoc ding ngudi caa ting doanh

nghiép. Mot s6 chinh sach anh hudng dén quan tri nhan lyc:
- Cung cap cho nhan vién mot noi lam viéc an toan.
- Khuyén khich moi ngudi 1am viéc hét kha ning ctia minh.

- Tra luong va dai ngd, khuyén khich nhan vién 1am viéc c6 nang suat

Cao.
1.4.2.3. Bau khong khi vin héa trong Doanh nghiép.

Bau khong khi vin hoa cua doanh nghiép la hé théng cac gia tri, niém
tin va cac thoi quen duoc chia sé trong pham vi té chirc, tac dong chinh toi
viéc tao ra cac chuan muc hanh vi. C6 2 loai bau khéng khi trong doanh
nghiép 1a : khong khi van hoa khép kin va khong khi van héa mé. Chung ta

can xac dinh bau khong khi vin hoa cua doanh nghiép vi nd anh huong dén su
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hoan thanh cdng tac trong khip toé chic va hau qua 1a anh huong dén kha

nang sinh 161 cia doanh nghiép.

1.5. N§i dung co ban caia quan ly nguén nhan luc
1.5.1. Hoach dinh tai nguyén nhan sw

Hoach dinh tai nguyén nhan sy [a mot tién trinh trién khai thuc hién cac
ké hoach va cac chuong trinh nham dam bao rang co quan s& c6 dung sb
luong, ding sd ngudi dugc bé tri dung noi, ding luc va dung chd.

Sau khi dé ra muc tiéu vé kinh doanh s& dé ra cac chién lugc va ké
hoach hoat dong. Théng thuong cac chién luoc va ké hoach hoat dong bao
gom cac budc:

- Phan tich mdi trudng, xac dinh muc tiéu va chién lugc cho Doanh
nghiép.

- Phan tich hién trang quan Iy ngudn nhan luc trong Doanh nghiép.

- Du béao khéi lwong cong va nhu cau ngudn nhan e

- Phan tich quan hé cung cau nguon nhan lyc, kha niang diéu chinh, dé
ra cac chinh sach, ké hoach... giup cho Doanh nghiép thich tng véi cac nhu
cau mai.

- Kiém tra d4nh gia tinh hinh thuc hién.
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Phan Du béo, Du béo, Chinh Thuc Kiém
tich moi phan Xac sach hién: tra
truong tich [ dinh , danh
L g A A - Thu hat .,
xac dinh cong nhu cau gia
muc Viéc nhan - bam bao tinh
tiéu, lya phat trién hinh
chon Phan Phéan . L] thuc
chién tich tich T ;/;Ecchong hién
lugc hign | | kcung ! hoach, thich
tr?ng | Cauv, kha Chuon
quanktrl négg g trinh - Quan hé
nguon diéu lao dong

So d6 1: Quy trinh hoach dinh nguén nhan su
Ngudn: Quan tri nguon nhan luc — Tran Kim Dung
1.5.2. Phan tich cong viéc
Phan tich cong viéc 1a mot tién trinh xac dinh mot cach cé hé thong cac
nhiém vu va céc ky niang can thiét dé thuc hién cac cong viéc trong mot to
chuec.
Phan tich céng viéc cung cap cac thong tin, dic diém caa cong viéc, 1a

tai liéu co cd cho viéc xay dung ban mé ta céng viéc va ban tiéu chuan cong

Viéc.
So dd 2: Lei ich cia phan tich cong viéc
Phén tich cong viéc
|
Ban mo ta cong viéc Ban tiéu chuan cong viéc
| | | | |
Tuyén Dao tao, Panh gia Xéac dinh Tra cong,
dung, huan nhan giatri khen
chon lua luyén Vién cong viéc thudng
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Néi dung, trinh tw phan tich céng viéc: Gém 6 buéc
Buwoéc 1: Xac dinh muc dich sir dung cac thoéng tin phan tich cong viéc,
tr d6 xac dinh cac hinh thac thu thap théng tin phén tich céng viéc hop ly

nhat.

Buwéc 2: Thu thap cac thong tin co ban trén co sd cia so do t6 chuc. cac
van ban vé muc dich yéu cau, chic niang quyén han caa cong ty, phong ban,

phan xudng,so d6 quy trinh codng nghé va ban mé ta céng viéc cii (néu co).

Buwoéc 3: Chon lya céc vi tri dic trung va nhitng diém then chét dé thyc
hién phan tich cng viéc nham lam giam thoi gian va tiét kiém hon trong phan
tich cong viéc, nhat la khi phan tich cac cong viéc nhu nhau.

Buwéc 4: Ap dung cic phuong phap khac nhau dé thu thap théng tin
phan tich céng viéc. Tuy theo yéu cau vé mic do chinh xac va chi tiét cua
thong tin can két hop nhiéu phuong phéap thu thap théng tin sau: Quan sét,
bim gid, chup anh, phong van, ban cau hoi.

Buwéc 5: Kiém tra xac minh lai tinh chinh xac caa thong tin.

Buéc 6: Xay dyng ban mo ta cong viéc va ban tiéu chuan cong viéc.

Ban mo ta cong viéc: 1a van ban liét ké cac chirc nang nhiém vu, cac
mbi quan hé trong cong viéc, dieu kién lam viéc. yéu cau kiém tra, giam sat
va CcAc tidu chuan can dat duoc khi thuc hién cong viéc. Ban mé ta cong viéc
gilp ching ta hiéu duoc ndi dung, yéu cau cia cong viéc va hiéu duoc quyén

han, trach nhiém khi thuc hién cong viéc.

Ban tiéu chuan cong viéc: 1a van ban liét ké cac yéu cau vé ning luc
c4 nhan nhu trinh d6 hoc van, kinh nghiém cong tac, kha ning giai quyét van
dé, cac k¥ nang khac va dic diém cé nhan thich hop nhat cho cong viéc. Ban
tiéu chuan cong viéc gilp ching ta hiéu duoc doanh nghiép can laoji nhan

vién nhu thé nao dé thuc hién cdng viéc tét nhat.
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1.5.3. Tuyén dung lao dong

Trong mot doanh nghiép, cong tac tuyén dung nhan sy thanh cong tac
1a tim dwoc nhitg ngudi thuc sy phi hop véi cdng viéc ¢ y nghia rat to 16n,
gop phan duy tri sy ton tai va phat trién caa doanh nghiép. Ban than nhing
ngudi duoc tuyén vao cdng viéc phi hop véi nang luc va sé truong cua minh
s& rat hing th véi cdng viée. Nguoc lai néu viéc tuyén dung khong dugc
thuc hién dung thi s& gay ra nhitng anh huong tiéu cuc tac dong truc tiép dén
cong ty va nguoi lao dong.
1.5.3.1. Nguon tuyén dung
< Nguén tuyén dung ndi bd

Cac hinh thaec:

- Str dung cé&c nhan vién hién hitu: trong truong hop can thing chire, dé
bat hoic thuyén chuyén sang nhiing vi tri trong, vi tri mai.

- Ban bé, nguoi than caa nhan vién hién hixu: hinh thic nay c6 thé duoc
coi 1a tuyén mo bén ngoai

- Cac nhan vién cii: lya chon hinh thuc ndy can luu ¥ tranh tu tuong
cho nhan vién 1a ho cd thé roi cong ty bat ca khi ndo va khi tré lai khéng bi
mat mat gi.

Uu diém:

- Nhan vién cia Doanh nghiép dugc thir thach vé 1ong trung thanh, thai
d6 nghiém tlc, trung thuc, tinh than trach nhiém va it bo viéc.

- Nhan vién cua Doanh nghiép s& dé dang, thuan lgi hon trong viéc
thuc hién cong viéc, nhat Ia trong thoi gian dau ¢ cuong vi trach nhiém méi.
Ho mau chdng thich nghi véi diéu kién 1am viéc méi va biét cach 1am viéc dé
dat duwoc muc tiéu.

- Tao ra su thi dua rong rai gitta cac nhan vién dang lam viéc, kich

thich ho lam viéc tich cuc, sang tao va hiéu qua.
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Nhuwoc diém:

- Viéc tuyén dung nhan vién vao chuc vu tréng theo kiéu chic nang noi
bo c6 thé gy hién twong chai li do cic nhan vién dugc thing chic dd quen
véi cach 1am viéc cua cap trén trude day, ho sé 1am viéc theo phong cach dap
khuén, mat di su sang tao, khong day 1én dugc khong khi thi dua mai.

- Trong Doanh nghiép dé hinh thanh nén cac nhém “Gng vién khong
thanh cong”. Ho dugc ng ctr vao cac chic vu nhung khong duoc tuyén chon.
Tir d6 s& c6 tdm |y khong phuc 1anh dao cia minh va chia bé phai gay mat
doan két.
< Nguén tuyén dung bén ngoai

La viéc tuyén dung nhan vién tir thi trudng lao dong bén ngoai doanh
nghiép nhu: nhitng ngudi dén xin viéc, tir cac co s dao tao nganh nghé lién
quan, tir cac trung tim tu van va gioi thiéu viéc 1am, nhan vién cua cong ty
khac, ngudi that nghiép, lao dong tu do...

Uu diém:

- Gilp Doanh nghiép thu hat duoc nhiéu chuyén gia, nhitng nhan vién
gioi, qua do s& gitp tuyén chon vao céc chac danh phu hop.

- C4c nhan vién méi thuong to ra nang nd, chang minh kha niang lam
viéc ctia minh bang céng viéc cu thé vi thé nén hiéu qua sir dung lao dong rat
cao.

Nhuwoe diém:

- Ngudi duoc tuyén dung s& phai mat mot thoi gian 1am quen véi cong
viéc va méi truong lam viéc cua Doanh nghiép. Do d6 ho c6 thé chua hiéu
dugc muc tiéu va cach lam viéc cua Doanh nghiép.
1.5.3.2. Ndi dung cia tuyén dung nhan sw
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So dd 3: Noi dung chi yéu caa tuyén dung nhan su

Chuan bi tuyén dung

|

Théng béo tuyén dung

A 4

Thu nhan, nghién ctu ho so

\ 4
T chie phong van, trac nghiém, sét
hoach céc ng cu vién

A 4

Kiém tra stc khoe

A 4

Panh gia tng ctr vién, ra quyét dinh

Nguon: Quan trj nguon nhan lyc — Tran Kim Dung

Buwéc 1: Chuan bi tuyén dung:

- Thanh 1ap hoi déng tuyén dung, quy dinh rd vé sé luong, thanh phan
va quyén han cua hoi ddng tuyén dung.

- Nghién ciu ky cac loai van ban, tai liéu, quy dinh ciia Nha nudc va to

chtrc, Doanh nghiép lién quan dén tuyén dung nhan su.

- Phai xac dinh rd tiéu chuan tuyén dung nhan vién & ca ba khia canh:
tiéu chuan chung di voi to chuc, doanh nghiép; tiéu chuan cua phong ban

hoac bd phan co so va tidu chuan déi véi ca nhan thuc hién cong viéc.

Buwéc 2: Théng bao tuyén dung:

Céac doanh nghiép c6 thé 4p dung mot hoic két hop cac hinh thic thong
bao tuyén dung sau:

- Quang C&o trén tivi, truyén hinh, bao, dai. ..

- Théng béo qua cac trung tam dich vu lao dong.

- Thong béo tai doanh nghiép
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Céc thong bao dua ra phai ngan gon, rd rang chi tiét va day du nhitng
thong tin co ban cho céc ung cir vién. Thong béo phai day du vé tén doanh
nghiép, thdng tin vé noi dung cdng viéc, tiéu chuan tuyén dung, hd so va gidy

to can thiét, cach thic tuyén dung va noi dung tuyén dung.
Buwéc 3: Tiép nhan va nghién ciu hd so:

- T4t ca ho so xin viéc phai ghi vao sb xin viéc. Nguoi xin tuyén dung

phai nop cho doanh nghiép nhiing ho so gidy to can thiét theo yéu cau.

- Viéc nghién ctu ho so nham ghi lai nhitng théng tin chi yéu vé cac
g ctr vién va co thé loai bt duoc mot sb ng cir vién khong dap tng dugc
tiéu chuan dé ra dé khdng can phai 1am cac tha tuc tiép theo trong quéa trinh

tuyén dung.
Buwéc 4: T6 chuc phong van, trac nghiém va sat hach cac tng ct vién:

- Kiém tra, trac nghiém, phong van nham chon ra duoc cac (ng cir vién
Xuat sic nhat théng qua viéc danh gia vé kién thic co ban, kha niang thuc
hanh.

- Ngoai ra c6 thé ap dung cé4c hinh thtc trac nghiém dé danh gia mot sé
nang luc dac biét cua ing cir vién nhu: tri nhd, mac d6 khéo léo cua ban
tay,...

- Phong van duoc st dung dé tim hiéu, danh gia cac ng cir vién vé n
nhiéu phuong tién nhu: kinh nghiém, trinh d9, tinh cach khi chat, kha ning
hoa dong, ...

- Phai ghi chép timg dic diém can luu y voi Gtng cir vién dé gitp cho
viéc danh gia dugc thyc hién mot cach chinh xac nhat.

Buwéc 5: Kiém tra sic khoe:

Du ¢6 dap ung du cac yéu cau vé trinh do hoc van, hiéu biét, théng

minh, tu cach dao duc tot nhung suc khoe khong dam bao ciing khong nén

tuyén dung. Néu tuyén dung mot s6 ngudi co sic khoe khong dam bao s& anh
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huong toi chét lwong thuc hién cong viéc va hiéu qua kinh té, bén canh do

con gay ra nhiéu phién phtic vé mit phap 1y cho doanh nghiép.
Buwéc 6: Danh gia tng ct vién va ra quyét dinh:
Sau khi thuc hién cac buéc trén néu hai bén cling nhat tri thi doanh

nghiép s& quyét dinh tuyén dung va hai bén sé& ky két hop dong lao dong.

Truéng phong nhan su dé nghi giam dbc ra quyét dinh tuyén dung hozc
ky két hop dong lao dong. Trong quyét dinh tuyén dung hoic trong truong

hop lao dong can ghi rd chiic vu, lwong bong, thoi gian thir viéc. ..
1.5.4. Phén cbng va hegp tac lao dong

Phén cong va hop tac lao dong la mét trong nhitng hoat dong co ban
cta quan Iy nhan lyc. Do phéan cong lao dong ma tat ca cac co cau vé lao dong
trong doanh nghiép dugc hinh thanh tao nén bo may doanh nghiép voi tat ca
cac b phan, chic ning can thiét con hop tac lao dong duge vi nhu 1a mot
chét keo, gan két cac bo phan véi nhau théng qua méi quan hé bat budc trong

San Xuat.

Phan cong va hop tac lao dong c6 moi quan hé chat ché véi nhau. Phan
cong lao dong cang sau thi hop tac lao dong cang rong. Su chat ché caa hop
tac lao dong tuy thudc vao muc d6 hop ly cua phan cong lao dong va nguoc
lai, chinh trong qua trinh hop tac lao dong ma phan cong lao dong duoc hoan
thién. Phan cong lao dong hop ly va khoa hoc sé tao ra su phu hop gitta cong
viéc dugc giao voi kha nang, trinh d§, chuyén mon, nghiép vu cua nguoi lao

dong.

Pé ap dung duoc hinh thirc phan cong lao dong c6 hiéu qua nha quan Iy
phai ty biét danh gia ding thuc trang caa doanh nghiép minh vé loai hinh,
dic diém san xuat, quy mo, dic diém may moc thiét bi... tir 46 ra quyét dinh
ap dung hinh thirc phan cong lao dong nao trong cac hinh thirc phéan cong lao

dong sau:
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- Phan cong lao dong theo chirc nang: la hinh thic phan céng lao
dong trong do6 tach riéng cac cong viéc khac nhau thanh nhitng chirc nang lao
d6ng nhat dinh cin ct vao vi tri va chtrc ning chinh cua doanh nghiép.

- Phan cong lao dong theo cong nghé: la hinh thac phan cong lao
dong trong d6 tach riéng cac loai cbng viéc khac nhau tuy theo quy trinh céng
nghé.

- Phan cong lao dong theo mirc dd phirc tap cia cong viéc: la hinh
thirc phan cong lao dong trong do tach riéng cac cong viéc khac nhau tuy tinh

chét phirc tap caa no.

Phén cong lao dong khoa hoc gan lién véi viéc xay dung mot hé théng
nodi quy, quy dinh, quy ché hoan chinh trong xi nghiép. Trong d6 tat ca cac
chtc danh déu duoc quy dinh rd rang va théng nhat vé vi tri, chic danh,
quyén han ciing nhu trach nhiém phai chiu xir Iy khi khéng hoan thanh nhiém

vu.
1.5.5. Pao tao va phat trién nhan luc

Pao tao va phat trién 1a cac hoat dong nham duy tri va nang cao chat
lwgng ngudn nhan luc cua to chire, 1a diéu kién quyét dinh dé céc to chirc c6
thé dung vitng va thang loi trong méi trudng canh tranh. Do do, trong cac to
chtrc, cong tac dao tao va phat trién ngudn nhan luc can thuc hién mot cach cé

t6 chuc va cd ké hoach.

Pao tao 1a mot qué trinh ¢6 hé théng nham nudi dudng viéc tich lity cac
k¥ niang, nhitng quy tic khéi niém hay thai d6 dan dén su twong xtng tét hon
gitta nhitng dac diém cua cong nhan vién va nhitng yéu cau cua cong viéc
(G.T.Milkovich).

Phat trién ngudn nhan luc chinh 1a toan bd nhiing hoat dong tap hop

dugc to chuac boi doanh nghiép, do doanh nghiép cung cap cho ngudi lao
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dong. Cac hoat dong d6 c6 thé dugc cung cap trong vai giod, vai ngay tham chi
dén vai nam, tiry thudc vao ndi dung va muc tiéu hoc tap.

Phat trién 1a qua trinh 1au dai nham ning cao ning luc va dong co cua
cong nhan vién dé bién ho thanh nhiing thanh vién twong lai quy bau cua to
chtrc d6. Phat trién khong chi bao gém c6 dao tao ma con co ca sy nghiép va
nhiing kinh nghiém khac nira (G.T.Milkovich).

C6 nhiéu Ii do néi rang cong tac dao tao va phat trién 1a quan trong va
can dugce quan tdm dung muc trong cac to chire. Trong d6 ¢6 3 1y do chi yéu
la:

- Bé dap (ing yéu cau cong viéc cua to chuc.

- Bé dap (ng nhu cau hoc tap va phat trién caa lao dong.

- Pao tao va phat trién 1a nhiing giai phap c6 tinh chién luoc tao ra loi
thé canh tranh cho doanh nghiép.

So dd 4: Tién trinh dao tao va phat trién nguén nhan luc

Xac Noi dung Thuc Hiéu biét
dinh g chuong trinh g hign ki nang,
nhucau | ,| chuong mong
dao tao trinh dao > mudn
.| Phuong phap R tao va cua nhan
|1  daotao . phat trién vién

Panh gia két qua dao tao

A

1.5.6. Panh gia nang lwc nhan vién
Panh gia nang luc thuc hién cbng viéc cia nhan vién la mét hoat dong
quan trong trong quan tri nhan sy gitip céng ty c6 co s¢ dé hoach dinh, tuyén

chon, dao tao va phat trién nhan su.
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1.5.6.1. Ngi dung va trinh tw thuc hién
Buwéc 1: Xéc dinh yéu cau co ban can danh gia.

Céc nha lanh dao can xac dinh linh vyc, ky ning, két qua can danh gia
va nhitng yéu té nay lién hé véi viéc thuc hién myc tiéu caa doanh nghiép nhu

thé nao.
Buwoc 2: Lya chon phuong phap danh gia thich hop

Trong thyc té ¢ rat nhiéu phuong phap danh gia két qua thuc hién
cong Viéc cua nhan vién va khong c¢6 phuong phap nao duoc cho 1 tét nhat
cho moi t6 chirc. Ngay trong noi bd doanh nghiép ciing co thé s dung cac
phuong phép khac nhau d6i véi cac bd phan don vi hodc d6i véi cac dbi

tugng nhan vién khac nhau.

Buwéc 3: Huan luyén nha lanh dao va nhiing ngudi lam cong tac danh
gid k¥ nang danh gia thuc hién cong viéc cua nhan vién.

Viéc st dung cac phuong phap danh gia khong thich hop hoac xac dinh
cac tiéu chi danh gia khong chinh xac s& dan dén tinh trang khong céng bang,

lang phi 1am cho cac quyét dinh tra luong, khen thuong khong chinh xac.
Buwéc 4: Thao luan véi nhan vién vé noi dung, pham vi danh gia.

Thong thuong, nha quan tri phai thdng bao cho nhan vién biét ngay khi
nhan vién nhan duoc cdng viéc vé tiéu chuan va pham vi s& dugc danh gia.
Tuy nhién, trudc khi thuc hién danh gia, nha quan tri can phai théng bao lai
cho nhan vién dé ho hiéu tim quan trong cua két qua danh gia d6i véi ca

doanh nghiép 1an nhan vién.

Buwéc 5: Thuc hién danh gié theo tiéu chuan mau trong thuc hién cong

Viéc.
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Thuc hién so sanh, phan tich két qua thuc té thuc hién cua nhan vién
véi tiéu chuan mau, tranh tinh cam cua lanh dao dé anh huong téi két qua
danh gia.

Buwéc 6: Thao luan véi nhan vién vé két qua danh gia

Nha ldnh dao nén thoéa thuan véi nhan vién két qua danh gia, tim hiéu
nhitng diéu nhat tri va nhiig diéu chua nhat tri, chi ra nhiing diém tét ciing
nhu nhitng diém can phai khac phuc sta chira trong viéc thuc hién cong viéc
caa nhan vién.

Buwéc 7: Xac dinh muc tiéu két qua mai cho nhan vién

Piéu quan trong trong danh gia thuc hién cong viéc 1a can vach ra céac
phuong hudng, cach thic cai tién thuc hién cong viée, dé ra cac chi tiu moi
cho nhén vién. Bé dam bao ring cac chi tiéu nay 1a kha thi, 1dnh dao can quan
tam tim hiéu xem nhan vién can c6 su hd tro nao tir phia cong ty va nhan vién
c6 nhitng chwong trinh hanh déng cu thé nao trong khoang ting thoi gian nhét
dinh.
1.5.6.2. Mot s6 phwong phap danh gia két qua thuc hién cong viéc

- Phuwong phap mirc thang diém

- Phuong phap ghi chép va luu triv

- Phuong phap quan sat hanh vi

- Phuong phap dinh luong

Trong d6, phuong phap mirc thang diém dugc ding pho bién trong cac
doanh nghiép.

1.5.7. Tra cong lao dong

Ngoai nhiing noi dung di néu trén, dé dat duoc hiéu qua cao hon nita

trong cong tac quan tri nhan luc, ching ta can phai nghién ctu linh vuc tra

cong cho nguoi lao dong trong doanh nghiép
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1.5.7.1. Tién lwong

Theo nghi dinh 25, 26 CP ban hanh ngay 23/5/1993: “Tién luong la gia
ca stc lao dong duoc hinh thanh trén co sé thoa thuan gitta ngudi lao dong va
nguoi sir dung lao dong phi hop véi quan hé cung va cau vé lao dong trong

nén kinh té thi truong”
a.Vai tro cia tién lwong:

- Béi véi doanh nghiép: Tién luong 1a mot trong cac yéu té dau vao cua

qué trinh san xuat, cau thanh nén gia thanh san pham.

- P6i véi ngudi lao dong: Tién luong 1a ngudn thu nhap chu yéu, 1a
phuong tién duy tri su ton tai va phat trién cia ho va gia dinh & mirc 6 nao

d6. N6 1a bang chtng thé hién gia tri, uy tin, dia vi caa nguoi lao dong.

b. Céc hinh thiic tién lwong
“ Lwong thai gian
Hinh thirc nay thuong ap dung chu yéu ddi véi bo phan gian tiép, bo
phan quan Ii va véi cac cong nhan & cac bd phan san xuat khéng thé dinh muc
lao dong duoc mot cach chinh xac.
Cong thuc: Ltg=Ttt* L
Trong do:
- Ltg: Luong thoi gian
- Ttt: S6 ngay cdng, sé gio cdng thuc té 1am trong ki
- L: Mtc luvong ngay. Véi: L ngay = L thang/22
L gio = L ngay/8

% Lwong san pham
Hinh thtrc ndy quén triét nguyén tic phan phdi theo lao dong, gan viéc
tra luong vai két qua cia mdi ca nhan. Thuc chat tra luong theo san pham hay

s6 cdng viéc da hoan thanh va dam bao duoc chét luong.
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Cong thuc: Lsp = Ntt * Dg
Trong d6: Lsp: Luong san pham
Ntt: S6 san pham thuc té dat chat luong hoan thanh
Pg: Pon gia luong san pham
Voi: Bg=T * L gio, T: muc thoi gian (h/sp)
L gio: Muc luong gio theo cap bac san pham.

1.5.7.2. Tién thwéng

Tién thuong 12 mot khoan bo sung cho tién luong. Cung vdi tién luong,
tién thuong gop phan thoa man nhu cau vat chat caa nguoi lao dong va & mot
ching muc nao do, tién thuong 1a mot trong céc bién phap khuyén khich cé
hiéu qua nhat d6i véi nguoi lao dong ca vé mit vat chét ciing nhu tinh than.

Cac nha quan i nhan thay viéc thuc hién nhiém vu va su théa méan cua
nguoi lao dong c6 thé hoan thién bang viéc dua ra cac phan thuong phi hop:

- Nguoi lao dong phai tin rang nd luc caa ho s& dugc thudng twong
Xtng.

- Phan thuéng phai thoa man nhu cau c& nhan cua ngudi lao dong.
Khong phai tit ca moi ngudi déu gidng nhau va mot ngudi c6 thé can nhiing
thir khac nhau vao nhitng thoi diém khac nhau.

- Phan thuong phai c¢éng bang: Nguoi lao dong trong to chic mudn
dugc dbi xtr binh dang, ho c¢6 xu huéng so sanh nhitng déng goép va phan
thudng ctia minh véi nhitng nguoi khéc.

- Phan thuong phai gan lién véi két qua thuc hién cdng viéc cua ngudi
lao dong.

Ngoai tién lwong va tién thuong, cac khoan phu cap 1a mot trong nhitng
yéu t& gop phan kich thich nguoi lao dong thuc hién tét cong viéc. N6 bd
sung cho lwong co ban, bu dap thém cho ngudi lao dong khi ho 1am viéc trong

nhitng diéu kién kho khan, phirc tap hon binh thuong. Phan Ion tién phu cap
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thuong dugc tinh trén co s& danh gia anh huong ctia moi truong lam viéc
khong thuan loi dén sic khoe, su thoai méi cuia ngudi lao dong noi lam viéc.
Phuc loi 1a khoan dii ngd gian tiép nham kich thich, dong vién nguoi
lao dong 1am viéc va thu hat ngudi tai gioi vé 1am viéc ¢ doanh nghiép. Phc
loi 1a mot phan thu nhap nguoi lao dong duoc huong ngoai ché do tién luong
va tién thuéng nhu BHYT, BHXH, hd tro tién mua nha &, phuong tién di lai,
hoat dong thé thao,... gitip cho ngudi lao dong cai tién doi séng, gan bo véi
doanh nghiép va san sang cong hién sic lao dong, dat ning suat cao cho

doanh nghiép.
1.5.8. Tao diéu kién 1am viéc thuan lei cho nguoi lao déng

Mot yéu td rat quan trong trong qua trinh lao déng 1a diéu kién lam
viéc. Diéu kién 1am viéc lién quan dén nhitng mdi quan hé gitta nguoi lao
dong va cong viéc cua ho, voi moi truong lam viée va phuong tién vat chat
can thiét dé thuc hién cong viéc. Biéu kién 1am viéc va an toan lao dong Ia hai
van dé c6 quan hé nhan qua véi nhau. Muc dich cia dam bao an toan lao dong
la phong ngtra va han ché téi da cac tai nan trong qué trinh thyc hién céng
viéc. Quan tri nhan luc con la viéc xay dung cac danh hiéu thi dua, cac hinh
thie tuyén duong, khen thuong nham céng nhan thanh tich ngudi lao dong
dat duoc, tao cho ho bau khdng khi tin yéu va mudn gin bo véi tap thé 1au
dai.

1.6. C4c chi tiéu phan anh hiéu qua sir dung nguén nhan luc

1.6.1. Cac khéi niém

- Hiéu qua: La chi tiéu kinh té xa hoi tong hop dung dé lua chon cac
phuong an hoic cac quy dinh trong qua trinh hoat dong thuc tién cua con
ngudi & moi linh vuc, moi thoi diém. Chi tiéu hiéu qua 1a ty 18 gitta két qua
dat duoc cua hoat dong da dé ra dé so sanh véi chi phi da bo ra dé dat duogc
két qua do.
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- Hiéu qua kinh doanh cia doanh nghiép: La mot pham trd kinh té
phan anh trinh d6 st dung cac yéu té dau vao cua doanh nghiép dé dat duoc
két qua cao nhat trong qué trinh kinh doanh véi tong chi phi thap nhét, n6
duoc thé hién bing cdng thac: Hiéu qua san xuat kinh doanh = Két qua dau
ra/ Nguén luc dau vao

Trong d6: Két qua dau ra dugce do bang cac chi tiéu: gia tri tng san
lugng, tong doanh thu, loi nhuan... va ngudn luc dau vao gom: lao dong, tu
liéu lao dong, vén...

- Hiéu qua sir dung nguén nhan lwc: hiéu qua san xuat kinh doanh
noi chung va hiéu qua quan tri nhan lyc ndi riéng 1a mot pham trd kinh té gan
lién véi co ché thi truong, co quan hé vai tit ca cac yéu té trong qué trinh san
xuat kinh doanh nhu lao dong, vén, may mac thiét bi...

Can ctr vao nguon nhan luc bo ra dé thu két qua thi chi tiéu hiéu qua
tuong dbi (H) xac dinh bang céng thirc: H = K/L

K: Két qua dau ra, duoc do bang cac chi tiéu: gia tri tong san luong,
tong doanh thu, tong loi nhuan...

L: Ngudn luc dau vao, cé thé 1a: tong sé lao dong, chi phi tién luong,

lao dong truc tiép. ..
1.6.2. Mét s6 chi tiéu phan &nh hiéu qua sir dung ngudn nhan lwc

- Hiéu suat sir dung lao dong (Hiay

Téng doanh thu
Hiéu suat sir dung lao dong =

Téng s6 lao dong binh quéin

Chi tiéu nay cho nha quan tri biét mdi lao dong tao ra bao nhiéu dong
Doanh thu. Trong thyc té san xuét kinh doanh, chi tiéu nay cang cao cang tot
Vi n6 cho thay doanh nghiép st dung va quan 1y lao dong hiéu qua hay khdng.

Trong do:
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S6 lao dong dau nam + SO lao dong cudi ndm

Téng sb lao dong binh quan

- Niing suét lao dong binh quan

Gia tri tong san luong
Ning sudt lao dong binh quan =

Téng s6 lao dong binh quéan

Chi tiéu nay cho nha quan tri biét cir mdi ngudi lao dong tao duoc bao

nhiéu san pham cho doanh nghiép.

- Hiéu qua sir dung lao dong

Tong 191 nhuan

Hiéu qua str dung lao dong =
Téng sb lao dong binh quan

Chi tiéu nay cho biét mot lao dong c6 thé tao ra duoc bao nhiéu dong
loi nhuan cho doanh nghiép trong mot ki nghién ctru ( nam , quy, thang...).

- Ham lwgng st dung lao dong

Téng so lao dong binh quéan
Ham luong st dung lao dong =

Téng lo1 nhuan

Chi tiéu nay cho nha quan tri biét dé tao ra mot dong lgi nhuan can bao

nhiéu lao dong.
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PHAN 2: THU'C TRANG CONG TAC QUAN TRI NHAN LUC TAl
CONG TY TNHH GAS PETROLIMEX HAI PHONG

2.1. Tong quan vé Cong ty TNHH Gas Petrolimex Hai Phong

2.1.1. QuA trinh hinh thanh va phat trién cia Céng ty TNHH Gas

Petrolimex Hai Phong

Cong ty TNHH Gas Petrolimex Hai Phong la cong ty TNHH mot thanh
vién c6 100% von thuoc Tong Cong ty xang dau Viét Nam, o tru s¢ so 1 -
Bén Binh - Minh Khai - Hong Bang - Hai Phong. Nam 1994 véi tén ban dau
la Phong kinh doanh Gas - Cong ty xang dau khu vuc 11l Hai Phong, ngay
11/10/1997 dbi tén thanh Xi nghiép Gas truc thudc Cong ty xing dau khu virc
I1.

La mét don vi kinh doanh mit hang gas sém nhat trong ca nuéc. Cong
ty Xang dau khu vyc III ciing nhu Xi nghiép Gas ¢ nhiéu kinh nghiém trong
viéc t6 chirc ciing nhu khai thac kinh doanh mat hang nay. Tir ndm 1996, khi
kho gas Thuong Ly di vao hoat dong véi sicc chaa 1.000 tan. Xi nghiép Gas
Hai Phong c6 nhiém vu cung cap gas cho céc tinh tir Quang Binh, Quang Tri,
Thira Thién Hué, va cac tinh phia Bic.Trong nhiing nam tir 1994 - 1996, thi
phan caa Cong ty chiém tir 80 - 95%.

Tur nhitg nam 1997, nhu cau Gas ngay cang phat trién trong linh vuc
dan dung va budc dau xam nhap vao linh vuc c¢éng nghiép. Nhiéu nha kinh
doanh di nhan ra xu thé méi va 6 at dau tu vao kinh doanh mat hang gas.
Nhiéu hang kinh doanh Gas nhu Shell, Total, Pai Hai, Thing Long,... tién
hanh xay dung kho bé va tung san pham cta minh ra thi truong. Thi truong
Gas canh tranh gay gat va khoc liét. Do viéc hach toan van phu thudc vao
Cong ty xang dau khu vuc 111 nén hoat dong cua Xi nhiép Gas ngay cang kho
khan, thiéu tinh chi dong kip thoi. Vi thé ngay 11/ 01/ 1999 theo quyét dinh
s6 01/ QDP-HPQT di dbi tén Xi nghiép Gas thanh Chi nhanh Gas Hai Phong
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Vi can ctt Quyét dinh 1669/12/2003/QD/BTM ngay 03/12/2003 cua Bo
Thuong Mai vé viéc chuyén Cong ty Gas truc thuoc Téng Cong ty xing Dau
Viét Nam thanh Cong ty C6 phan Gas Petrolimex dat tru so tai s 775 duong
Giai phéng - Quan Hoang Mai — TP Ha Noi. Can cir Diéu 18 t6 chuc caa Cong
ty C6 phan Gas Petrolimex di duoc Pai hoi C6 Pong thanh 14p théng qua
ngay 30/12/2003 Quyét dinh chuyén Chi nhanh gas Hai Phong thuoc Cong ty
Gas thanh Chi nhanh Gas Petrolimex Hai Phong c6 tru s& 1am viéc tai s6 1
Puong Hung Vuong - phuong S& Dau - quan Hong Bang - Hai Phong. Cong
ty Gas chiu trach nhiém nhap khau hang hoa va chi dao kinh doanh ¢ tam vi
mo véi cac chinh sach, chién lugc co ché cho sy ting truong vé mat hang gas.
Chi nhanh Gas Petrolimex Hai Phong nhap hang tir Cong ty Gas va c0 trach
nhiém cung cap hang cho cac don vi phia Bac va thj trudng Hai Phong théng

qua cac don vi trong nganh va hé théng mang ludi dai ly, ctira hang.

Tu nam 1999 - 2004, thi truong gas trong nudc noi chung va tai Hai
Phong noi riéng rat phuc tap, canh tranh gay gat. Chi riéng tai Hai Phong da
c6 toi 5 hang kinh doanh gas vai cac ché do, chinh sach thi truong khac nhau,
nham chiém linh thi trudng. Mic du vay, dudi sy lanh dao cua Cong ty Gas,
Chi nhanh Gas Hai Phong da vuot qua mot kho khan va trd ngai trong qué
trinh kinh doanh dé duy tri su ton tai va dwa Cong ty, Chi nhanh ngay cang
phat trién try viing trén thi truong Hai Phong va céc tinh 1an can,... véi ban
sac riéng va nét doc ddo riéng cua Petrolimex trén thi truong. Doi ngil tiép thi
ctia Chi nhanh ludn nang dong, sang tao tiép can va tiép thi khach hang khong
chi trong linh vuc dan dung ma ca trong linh vuc cong nghiép. Chi nhéanh
cling c6 rat nhiéu khach hang Ion nhu Thuy tinh Sanmiguel, Ac quy tia sang,
Str Hai Duong, Cong nghiép tau thuy Ngd Quyén,... véi luong tiéu thu gas
hang thang tr 200 - 500 tan. Ngay 01/04/2005, quyét dinh 018 cua Cong ty
cd phan Gas Petrolimex thanh l1ap Cong ty TNHH Gas Petrolimex Hai Phong
trén co s& chi nhanh Gas Petrolimex Hai Phong. Cong ty TNHH Gas
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Petrolimex Hai Phong nhap hang tir Céng ty co phan gas va c6 trach nhiém
cung cap hang cho cac don vi phia Bac va thi truong Hai Phong théng qua cac
don vi trong nganh va hé théng mang ludi dai ly, cira hang, trung tam, chi

nhanh.

Hién nay Cong ty dang hoat dong vai tén giao dich la Céng ty TNHH

Gas Petrolimex Hai Phong

Tru so chinh tai : S6 1 Bén Binh - Minh Khai - Hong Bang - Hai Phong

truc thugc Cong ty co phan Gas Petrolimex
Ma s thué caa cong ty : 0200622262

Logo hoat dong cua cong ty :

o

PETROLIMEX

Slogan: “Sw lya chen tin cay”

2.1.2 Nganh nghé kinh doanh

Cong ty TNHH Gas Petrolimex Hai Phong la cong ty TNHH mot thanh
vién c6 100% vén thuoc Tong Cong ty xing dau Viét Nam. Linh vuc kinh
doanh cua Cong ty TNHH Gas Petrolimex Hai Phong : Thuong mai va dich

vu.

Cong ty gas Petrolimex c6 chtic nang kinh doanh, xuat nhap khau khi
d6t hda long-LPG(*), thiét bi, phu kién bon bé va bao gém viéc dap wng cac
nhu cau vé dich vu - ki thuat nganh khéc.
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(*) LPG: Khi héa long - khi gas hay con goi day du la khi dau mé hoa
long LPG (Liquefied Petroleum Gas) c6 thanh phan chinh 14 propan C3H8 va
butan C4H10. LPG Ia loai nhién liéu théng dung vé tinh da ning va than thién
véi moi truong. N6 c6 thé dé dang chuyén doi sang thé 16ng bang viée tang ap
suat thich hop hodc giam nhiét do dé dé ton trir va van chuyén dugc. Vi c6
tuong d6i it thanh phan hon nén dé dat duoc dung ty 1& pha tron nhién liéu,

cho phép san pham chay hoan toan.

Viéc nay dd 1am cho LPG c6 cac dic tinh caa mot ngudn nhién liéu dot
sach. Ca Propane va Butane déu dé hoa long va co thé chira duoc trong cac
binh &p luc. Nhitng dic tinh nay 1am cho loai nhién liéu nay d& van chuyén,
va vi thé cd thé chuyén cho trong cac binh hay bon gas dén ngudi tiéu ding
cudi cing. LPG Ia loai nhién ligu thay thé rat tét cho xang trong cac dong co
danh lra.. Nhu mot chat thay thé cho chat nd day aerosol va chat 1am dong,
LPG duoc chon dé thay cho fluoro carbon vén duoc biét dén nhu mot nhan td
lam thang tang ozone.Véi cac dic tinh 1a nguén nhién liéu sach va dé van
chuyén, LPG cung cidp méot ngudn ning luong thay thé cho céc nhién liéu

truyén thong nhu: cii, than, va cac chat hiru co khac.

V& mit hang: Chu trong vao san pham LPG bao gém: gas binh, gas roi,
cac phu kién, dng din gas, kep diy gas va cac san pham bo sung khac nhu:
Bép gas dan dung, bép gas cong nghiép, binh tim ndng lanh gas... Pay chinh
1a nhitng mdt hang déu nham thoa man nhu cau st dung gas cua khach hang.
Vé hinh thai san pham cua Cong ty dugc phan ra lam 3 loai:

- San pham gas dan dung: gas binh 12kg

- San pham gas thuong mai: gas binh 48kg

- San pham gas cong nghiép: gas roi (gas bon)

Pay 1a nhitng san pham chinh tao ra doanh thu va loi nhuan cho Cong

ty.
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2.1.3 Chi nhanh, dai ly, cira hang cia Céng ty
Hé thdng céc cira hang truc thuoc Cong ty:
Cira hang Gas Petrolimex s6 1
Dia chi: S6 533 Quan Toan- Hong Bang- Hai Phong
bién thoai: 0313.534.265

Ctra hang truong: Tran Van Pong

Ctra hang Gas Petrolimex s6 2
Pai chi: S6 25 Lan Bé — Lé Chan — Hai Phong
bién thoai: 0313.858.020

Cira hang truéng: DS Vin Nghia

Ctra hang Gas Petrolimex s6 3
Pia chi: S6 188 Lé Loi — Ngb Quyén- Hai Phong
bién thoai: 0313.738.147

Cira hang truong: Pham Thi Thanh Huyén

Cira hang Gas Petrolimex s6 4
Pia chi: S6 22 Lan Ong — Hong Bang — Hai Phong
bién thoai: 0313.839.346

Ctra hang truong: Hoang Thi Thu Huyén

Cira hang Gas Petrolimex s6 5

Dia chi: S6 44 Ngd Gia Ty - Hai An — Hai Phong
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bién thoai: 0313.954.131

Cira hang truong: DS Thi Tuyét

Cura hang Gas Petrolimex s6 6
Pia chi: Phé méi Tan Duong - Thiy Nguyén - Hai Phong
bién thoai: 0313.973.339

Cira hang truong: Do Thi Bich Quyén

Cura hang PGC

Pia chi: S6 97 Bach Bang — Hong Bang — Hai Phong

bién thoai: 0313.668.732

Cira hang truong: Nguyén Khac Vinh

Ngoai ra con bao gom cac dai Iy Gas Petrolimex trén dia ban quan
huyén thanh phé Hai Phong
2.1.4 Co cau td chirc va bd may quan ly caa Cong ty

2.1.4.1 So @6 co cau td chirc va bd may quan ly caa Cong ty

Co ciu t6 chirc bd mdy quan 1y co vai trd rat quan trong trong hoat
dong san xuat kinh doanh cua cong ty, mdt co cau t6 chirc hop 1y khoa hoc va
gon nhe, phan cong cu thé quyén hanh va trach nhiém rd rang s& tao nén mot
moi trudong 1am viéc thuan loi cho mdi c4 nhan noi riéng va cac bd phan noi
chung.

Pé diéu hanh qua trinh kinh doanh, ¢am bao cho hoat dong kinh doanh
dién ra lién tuc va c6 hiéu qua, chu dong dbi pho dugc trude nhitng bién dong
cua thi trudng, Cong ty TNHH Gas Petrolimex Hai Phong da to chuc bo may
quan ly phu hop véi quy md, nhiém vu hoat dong san xuat kinh doanh cua

minh.
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Ban Giam
Doc

Phong
Tai
chinh
ké toan

So dd: Co cau té chirc bd may quan ly cia Cong ty

2.1.4.2 Nhiém vu chire niing cac cap quan tri cia Cong ty

Ban Gam déc

Giam doc Cong ty: Ong Pham Vian Nam 13 nguoi dung dau chiu trach
nhiém truéc Cong ty C6 phan Gas Petrolimex vé moi mit hoat dong kinh
doanh cua Cong ty, truc tiép phu trach cong tac to chuc can bo, kinh doanh,
cong tac tai chinh.

Phé Giam doc kinh doanh: Ong Vil Vian Khanh 13 nguoi phu tréch va
chiu trdch nhiém toan bo viéc kinh doanh nganh hang cua Cong ty.
2.1.4.3 Nhiém vu cia cac phong ban chirc ning

*Phong kinh doanh

Bién ché hién c6 10 nhan vién. Tham muu giup Giam déc to chuc thuc
hién cong téac tiép thi kinh doanh gas va céc thiét bi sir dung gas cdng nghiép,
dan dung cé hiéu qua nganh hang theo dting ndi dung dang ky kinh doanh va

phan cap cua cdng ty.
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T6 chic tao ngudn hang, tham muu t6 chic thyc hién quan ly hanh

hoa, ban hang hiéu qua va ma rong phat trién thi trudng.

*Phong ki thuéat- dich vu

Bién ché hién c6 9 nhan vién. Phong c6 chirc ning gitp Giam doc vé

cong tac ky thuat nham phuc vu san xuat kinh doanh gas bao gom:

- Tiép thi khach hang cong nghiép, 1am dich vu k¥ thuat, tu van ky thuat

- Tham muu giup Giam déc Cong ty chi dao cong tac quan Iy ky thuat,
xay dung co ban, cong nghé dau tu, k¥ thuat hang hoa, an toan vé sinh moi
truong, phong chéng chay no,... mot cach cé hiéu qua va chap hanh ding cac
quy dinh ciia phép luat, phan cap caa Cong ty.

- Tb chwc va thuc hién cdng tac quan ly ki thuat, xay dung co ban, cong
nghé dau tu, ky thuat hang hoa, an toan vé sinh méi trudng, phong chdng
chay nd, tin hoc va tu dong hoa,... phuc vu cho cong tac to chic kinh doanh,
quan ly caa Cong ty mét cach tot nhat.

- T6 chuc chi dao, quan 1y cong tac dao tao nghiép vu cho can bo cong
nhan vién céng ty va khach hang c6 nhu cau.

- T6 chuc quan ly, chi dao cdng tac phét trién va ang dung cong nghé
thong tin va tu dong hoa trong san xuat kinh doanh cua Cong ty mot cach co

hé théng va hiéu qua.
*Phong tai chinh — ké toan

Bién ché hién c6 6 nhan vién. Tham muu giup giam doc cdng ty chi
dao va to chuc thuc hién cong tac ké toan tai chinh cua Cong ty, quan ly vén,
tai san, hang hod theo dung nguyén tac, ché do6 quy dinh cua Nha nudc va

phan cap cua Cong ty.
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T6 chuc thuc hién cong tac hach todn, théng ke, bao cdo ké toan tai
chinh theo diing nguyén tic quy dinh hién hanh cua nganh, caa Nha nuéc va

phan cép cua cdng ty.

Khong ngimg ting cudng, nang cao cac bién phap quan 1y tai chinh doi
véi cac hoat dong san xuét kinh doanh, dam bao st dung c6 hiéu qua vén

duoc giao, tiét kiém chi phi.
*Phong t6 chirc hanh chinh

Bién ché hién c6 7 nguoi. Phong c6 chic ning tham muu cho Gidm

dbc cong ty t6 chic thuc hién cac cong tac:

- Xay dung mé hinh t6 chirc san xuat kinh doanh

- B4 tri sdp xép, quan ly, st dung lao dong, lao dong tién luong, giai
quyét cac ché do chinh sach ddi véi nguoi lao dong.

- Quan ly cbng tac hanh chinh - quan tri, van thu, luu trit cong van tai
liéu.

- Dao tao, bao vé noi b, thanh tra, kiém tra an toan an ninh trat ty, céng
tac an toan phong chay chira chay, an toan bao h¢ lao dong, vé sinh lao dong,
V¢ sinh moi trudng.

- Cong tac quan sy, cong tac hanh chinh quan tri co quan theo diéu Ié

hoat dong cua céng ty theo phap luat cua Nha nudc.

Cac don vi truc thugc

* Kho gas Thuwong Ly

Kho Gas Thuong Ly 1a don vi truc thudc Cong ty c6 chic ning tiép
nhan, ton trir, bao quan, xuat cip hang hoéa LPG (gas roi, gas binh), phu kién
va vat tu ky thuat.

T6 chuc quan ly, khai thac van hanh co so vat chat k§ thuat kho, bon

nha xudng may mac thiét b, tai san do Cong ty giao.

Sinh vién: Nguyén Thi Thu Hoa - Lép QT1301N 35



Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan luc tai cong ty
TNHH Gas Petrolimex Hai Phong

*To bao vé gas: Bao vé giir gin an toan, dam bao an ninh cho toan bo
Kho gas Thuong ly.

* C4c trung tam phan phéi

Trung tdm phan phdi gas s61, s6 2 va Chi nhanh gas Thai Binh, chi
nhanh gas Hai Duong

Chi nhanh, Trung tam phan phéi: Trung tam phan phéi gas 1a don vi
truc thudc Cong ty TNHH Gas Petrolimex Hai Phong c6 chirc ning to chirc
cong tac ban budn cho cac dai ly va cac thiét bi sir dung gas.

Giao dich, quang cdo, gidi thiéu san pham gas, cac thiét bi st dung gas

va mot s6 kinh doanh dich vu khac khi ¢é nhu cau.

T6 chirc tét cong tac quan 1y lao dong, phuong tién hang hoa tai san

duogc giao.
2.1.5 Két qua hoat déng kinh doanh ciaa Cong ty

Trong giai doan tir ndm 2011 — 2012 thi truong c¢d nhiéu bién dong,
trudce tinh hinh d6 Cong ty ciing gap mot sé6 khé khian nhung da ludn cb gang
khic phuc, dua ra nhiing chién luoc mai dé Cong ty ngdy mot phat trién.
Trong co ché mai, cong ty khong nhiing to chuc tot hoat dong kinh doanh,
bao dam cung cap théa man nhu cau vé Gas caa nganh kinh té, quéc phong va
doi sbng x& hoi ma con khdng ngirng nang cap, cai tao co s¢ vat chat, ky
thuat, d6i moi trang thiét bi, khan truong day manh phét trién thi truong, tao
ra loi thé 16n va giir vitng uy tin ciia minh trén thi truong khu vuc. Cong ty
lubn hoan thanh xuét sac céc chi tiéu kinh té, ky thuat va nhiém vu chinh tri
nganh giao cho, ludn git vai tro chu dao trong kinh doanh Gas trén thi truong
Hai Phong va cac viing 1an can, thuc hién day da nghia vu voi ngan sach Nha
nudc. Bang tong hop mot s6 chi tiéu dudi day sé gilp cho thay rd hon nhiing

thanh tich ma cong ty di dat duoc trong nhitng nim gan day:
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Bang 1: S6 lwong san pham tiéu thu nam 2011-2012

(Pon vi tinh kg)

Chénh léch
C4c chi tiéu Niam 2011 | Niam 2012
Giatri %
Tong so luong banra | 35.782.101 | 34.235.267 | (1.546.834) |  -4.32
Xuat ban truc tiép 9.313.436 | 9.619.990 306.554 |  3.29
Ban budn 4.853.336 | 5.554.891 701555 | 14.46
Bin dai ly ngoal 2.402.401| 2.119.702| (282.699)| -11.77
nganh
Ban I¢ 1.243.128 | 1.016.094 | (227.034)| -18.26
Xuat ban noi bo nganh | 814.571|  929.303 114.732| 14.08
?;aéé’andle“dong 26.468.665 | 24.615.277 | (1.853.388) 7

(Nguén: Bao céo phong Kinh doanh)

Qua bang trén ta thay rang san pham tiéu thu ctia nim 2012 giam hon
S0 v&i ndm 2011. Cu thé do dai ly ban ngoai nganh giam 282.699 kg, dai ly
ban lé giam 227.034 kg, xuat ban diéu dong noi bo gam 1.853.338 kg. Mic du
Xuat ban truc tiép, ban budn va ban noi bo nganh ting ciing khong lam cho
tong s6 luong ban ra ndm 2012 ting 1én so voi nam 2011. Nguyén nhéan chinh
lam cho s6 lugng san pham tiéu thu nam 2012 giam so véi nam 2011 1a do
Xuat ban diéu déng noi bo giam manh. Két qua tiéu thu san pham theo mat

hang duoc phan anh qua bang sé liéu sau:

Sinh vién: Nguyén Thi Thu Hoa - Lép QT1301N 37



Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan luc tai cong ty
TNHH Gas Petrolimex Hai Phong

Bang 2: Doanh thu qua cac nam 2011-2012

(dom vi tinh:nghin dong)

Chénh léch

Céc chi tiéu Niam 2011 | Nam 2012 Gia tri %
Doanh thu 441.908.947 | 534.104.400 | 92.195.453 | 20.86
Ban budn 59.938.699 | 86.661.854 | 26.723.154 | 44.58
Ban dai ly ngoai nganh 29.669.652 | 33.069.470 | 3.399.818 | 11.46
Ban l¢ 15.352.630 | 15.852.082 499.451 | 3.25
Xuat ban noi bo nganh 10.059.951 | 14.498.056 | 4.438.104 | 44.12
Xuat ban diéu dong noi
05 326.888.012 | 384.022.936 | 57.134.923 | 17.48

(Nguén: Bao céo phong kinh doanh)

Qua bang sb liéu trén ta thiy: San pham cua Céng ty chi yéu la san
pham LPG dugc thé hién qua ban budn, xuat ban dai ly, ban 1é... Nhin chung
chu yéu van [a xuat ban diéu dong ndi bo va xuat ban budn, doanh thu xuét
ban diéu dong ndi bd nam 2012 van ting trudong déu, mirc ting trudng tuong
ng 1a 17.48%. Sang ndm 2012 tinh hinh kinh té c6 nhiéu bién doi, cac doanh
nghiép tién hanh san xuat cac san pham va do vay doanh thu xuat ban buén
nam 2012 tang 44.58% so v4éi nam 2011.

2.2 Thuc trang céng tac quan tri nhan luc tai Cong ty TNHH Gas
Petrolimex Hai Phong
2.2.1 Pic diém lao dong cia Cong ty

Luc luong lao dong cua Cong ty duoc chia thanh 2 khéi: khéi lao dong
gian tiép va khéi lao dong tryc tiép.

Khéi lao dong gian tiép: Tong cong 1a 42 ngudi, khdi lao dong nay bao

gom cac nhan vién lam viéc trong cac phong ban nhu phong kinh doanh,
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phong kinh doanh, phong ky thuat dich vu, phong tai chinh ké toan, phong té
chtrc hanh chinh.

Khéi lao dong tryuc tiép: Tong cong 78 nguoi, khdi lao dong truc tiép
bao gém cac nhan vién 1am viéc tai don vi san xuat, cac kho Gas t6 bao vé va
nhan vién 1am viéc tai khdi ctra hang trung tdm phan phéi phuc vu viéc kinh
doanh cua cong ty.
2.2.1.1 Co ciu lao dong

Pé mot doanh nghiép c6 thé ton tai va phat trién dugc phu thudc vao 3
yéu td: con nguoi, dbi tuong lao dong va cong cu lao dong. Trén thuc té, con
nguoi 14 yéu té quan trong hang dau, con nguoi 1a nguoi san xuat ra cac thiét
bi, may moc phl hop véi san xuat kinh doanh, diéu khién ching hoat déng.
Con ngudi ¢6 thé huy dong, tim kiém ngudn vén cho doanh nghiép, tim moi

bién phap dé bu dap thiéu hut tai chinh cho doanh nghiép.
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Bang 3: Co céu lao ddng clia Cong ty niim 2011 — 2012

(Pon vi tinh: nguot)

Nim 2011 | Niam2012 | Chénh léch

Phan cong lao dong
SL | % | SL | % SL %
1. Theo gi6i tinh 110| 100| 120| 100 10| 9.09
- Nam 67 | 60.91 71| 59.17 4| 597
- Nir 43139.09| 49| 40.83 6| 13.95
2. Theo trinh d9 hoc van 110| 100| 120| 100 10| 9.09
- Pai hoc 34| 309 41| 3417 7] 20.59
- Trung cap cao dang 56| 50.9 59 | 49.17 3| 5.36
- COng nhéan ky thuat 9| 8.18 9 7.5 - -
- Lao dong khéc 11| 10.02 11| 9.16 - -
3. Theo tinh chitlao déng | 110| 100| 120| 100 10| 9.09
- Lao dong tryc tiép 71| 64.54 78 65 7| 9.86
- Lao dong gian tiép 39 | 35.46 42 35 3| 7.69
4. Theo d9 tuoi 110| 100| 120| 100 10| 9.09
- Tur 18 - 25 tuoi 38| 3455 42 35 4] 1053
- Tur 25 - 35 tudi 32| 29.09 38| 31.67 6| 18.75
- Tur 35 - 45 tudi 25| 22.73| 25| 20.83 - -
- T 45 - 60 tuoi 15| 13.63 15| 125 - -

( Nguon: Phong té chizc hanh chinh)
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Nhan xét:

e Theo gidi tinh

Co céu lao dong theo giéi tinh
nam 2011

B Nam

67,61% M N

Co céu lao dong theo giéi tinh
nam 2012

B Nam
71,59% ®mN@

Nam 2011, s6 lao dong nam 1a 67 nguoi (chiém 60.91% tong s lao
dong), sb lao dong nix 1a 43 ngudi (chiém 39.09% tong sb lao dong). Sang dén
nam 2012 s lao dong nam ting 1én dén 71 nguoi (chiém 59.17%), sb lao
dong nir 1a 49 nguoi (chiém 40.83%)

Nhu vay tong sb lao dong da ting 10 ngudi, trong d6 lao dong nam
tang 4 nguoi twong tng 5.97%, va lao dong nir tdng 6 ngudil twong ng
13.95%.

Nhin chung, co cu ti 1 lao dong nam va lao dong nir ciia Cong ty c6

su chénh léch rd thay. Ti 1é lao dong nam cao hon lao dong nir nam 2011 1a
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21.82%, nim 2012 13 18.34%, hop véi tinh chat céng viéc va dac diém lao
dong cua Cong ty.

e Theo trinh d6 hoc van

Co céu lao dong theo trinh d}
hoc van nam 2011

11, 10% = Dai h
9, 8% 34,31%
- ® Trung cap cao
déing
Coéng nhan k¥
thuat
B Lao dong khac

56, 51%

Co cau lao dong theo trinh dd
hoc van nam 2012

0,
9 8‘%‘1’ 9% B Pai hoc
’ 41, 34%
B Trung cép cao

dang
Cong nhan ky
thuat

59, 49% B Lao dong khac

Nhin chung, co cau lao dong theo trinh do hoc van cua Cong ty TNHH
Gas Petrolimex Hai Phong chil yéu 1a 1a trinh do Pai hoc va Trung cép cao
dang. Cuy thé nam 2011 sb lao dong Pai hoc 12 34 ngudi (chiém 30.9%), va sb
lao dong trung cip cai ddng 1a 56 ngudi (chiém 50.9%). Tuy nhién nim 2012
co cau lao dong c6 thay doi khong dang ké. Cu thé, lao dong thudc trinh do
Pai hoc ting 1én dat 41 ngudi twong Gng véi ty 1& ting 20.59%, sb lao dong
trung cip cao dang ting 1én 3 nguoi dat 59 ngudi twong tng ty 1¢ ting 5.36%,
s6 lao dong khac va cong nhan ky thuat khong co thay doi. Ty 1¢ t6t nghiép
dai hoc cua cong ty chiém khoang 30.90% niam 2011 va 34.17% nam 2012.

Trong hai nam ting 20.59% twong dwong véi 7 ngudi, con sd ndy 1a rat thap,
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do nhiing ndm qua cong ty di tuyén dung mot s6 nhan vién vao vi tri can thiét
dua trén nhu cau cta cong ty. Tir d6 dén nay sé luong lao dong cua cong ty
van On dinh, khong c6 nhu cu tuyén dung thém nhiéu lao dong. Ty 1€ dai hoc
chu yéu roi vao ddi ngii 1anh dao, chuyén vién cia cong ty va mot sb lao dong
moi tuyén dung. Diéu nay thuén loi cho cong ty trong linh vuc quan 1y va

hoach dinh chién luoc kinh doanh.

e Theo tinh chat lao dong

Co cau lao dong theo tinh chat
lao dong nam 2011

39, 35'

Co cau lao dong theo tinh chat
lao dong nam 2012

42, 35'

Niam 2011, s6 lao dong truc tiép 1a 71nguoi (chiém 64.54% tong so lao

B Lao dong truc
tiép

B Lao dong
71,65%  gian tiep

® Lao dong truc tiép

® Lao dong gian tiép

78, 65%

dong), sb lao dong gian tiép 1a 39 nguoi (chiém 35.46% tong sb lao dong).
Sang dén nam 2012 s6 lao dong truc tiép ting 1én dén 78 ngudi (chiém 65%),
s6 lao dong gian tiép 1a 42 nguoi (chiém 35%)

Nhu vay téng sé lao dong da ting 10 ngudi, trong d6 lao dong tryuc tiép
tang 7 ngudi tuong tmg 9.86%, va lao dong gian tiép ting 3 ngudi tuong (ng
7.69%.
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Nhin chung sé lao dong truc tiép va gian tiép cua cong ty co ting
nhung khong nhiéu. Sé lao dong gian tiép chiém ty trong cao phd hop voi
hinh thirc hoat dong kinh doanh cia doanh nghiép.

e Theo d6 tudi lao dong

Co cau lao dong theo dd tudi lao
dong nam 2011

15, 14% 38, 34%

25, 23% -

32,29%

® Tir 18 - 25 tudi
® Tir 25 - 35 tudi

Tir 35 - 45 tudi
® Tir 45 - 60 tudi

Co cau lao dong theo dd tudi lao
dong nam 2012
15, 12%

42,35% ® Tu 18 - 25 tudi
BT 25 - 35 tudi
T 35 - 45 tudi

o .
25,21% BT 45 - 60 tudi

38, 32%

Qua bang trén ta thay doi ngii lao dong cua Cong ty & nhiéu do tudi
khac nhau trong pham vi tir 18 cho dén 60 tudi. Trong dé sb lao dong tir 18
dén 25 tudi va tir 25 tudi dén 30 tudi chiém ty trong cao nhat. Bén canh nhiing
ngudi ¢6 kinh nghiém 1am viéc 1au nam thi doi ngii nhan vién tré tiém an suc

sang tao 16n, nang dong, linh hoat d& thich nghi véi diéu kién cong viéc.
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2.2.1.2 Tinh hinh sap xép lao dong

Bang 4: Tinh hinh sap xép lao djng ciia Cong ty nim 2011-2012

(Pon vi tinh: nguot)

Nim Nim Chénh léch

STT Ten 2011 | 2012 | gL %
1 | Ban Giam doc 2 2 - -
2 Phong Kinh doanh 10 10 - -
3 | Phong K3 thuat dich vu 8 9 1| 125
4 Phong Tai chinh ké toan 6 6 - -
5 Phong Té chic hanh chinh 7 7 - -
6 | ToBaové 6 7 1| 16.67
7 Kho Gas Thuong Ly 11 12 1 9.09
8 Trung tam phan phdi Gas s6 1 8 9 1| 125
9 Trung tdm phan phdi Gas s6 2 5 7 2 40
10 | Chi nh&nh Gas Thai Binh 6 4 -2| -33.33
11 | Chi nhanh Gas Hai Duong 10 9 -1 -10
12 | Xudng san xuat 1 38 7| 2258
Tong 110 120 10| 9.09

(Nguon: Phong té chic hanh chinh)

Qua bang trén ta thay: Trong 2 niam s6 lugng lao dong & cac phong

ban, cac chi nhanh, cira hang cta Cong ty dd c6 nhitng thay d6i. Cu thé sb

luong lao dong ¢ phong Ky thuat dich vu ting 1 nguoi, t6 bao vé ting 1

nguoi, kho gas Thuong Ly ting 1 ngudi, trung tdm phan phdi Gas s 1 tang 1

nguoi, trung tam phan phdi Gas s6 2 ting 2 ngudi VA xudng San Xuat ting 5
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nguoi. Tuy nhién & chi nhanh sb luong lao dong lai giam. Trong d6 chi nhanh
Gas Thai Binh giam 2 nguoi, chi nhanh Gas Hai Duong giam 1 nguoi.
Nguyén nhan 1am cho sé lugng lao dong tai 2 chi nhanh ngoai Hai Phong
giam 1a do 1am an khong hiéu qua, ton kém nhiéu chi phi nén Céng ty da ct
giam di. Nhung xét vé tong thé tong sé luong lao dong cua Cong ty nam 2012

van ting 10 lao dong so v&i nam 2011,

Nhin chung viéc sap xép lao dong cua Cong ty hién nay & mot so
phong ban van chua thuc sy ph hop. Vi du: nhu Phong T6 chiic hanh chinh
nam 2012 c¢6 dén 7 nhan vién, trong khi d6 khéi luong cong viéc khong nhiéu
dan dén tinh trang thira ngudi thiéu viéc. Vi vay trong thoi gian téi Cong ty
can quan tdm hon dén van dé sip xép lao dong sao cho hop 1y dé nang cao

nang suat lao dong va hiéu qua kinh té trong san xuat kinh doanh.

2.2.2 Phan tich cdng tac quan tri nhan luc tai Cong ty
2.2.2.1 Cong tac hoach dinh nguén nhan luc

Hoach dinh ngudn nhan luc 1a cdng tac rat quan trong ma bat ky doanh
nghiép nao ciing can phai thuc hién. Viéc 1ap ké hoach nguon nhan luc phai
dia trén co s& san xuat kinh doanh, chién lugc kinh doanh ngan han hay dai
han cia Cong ty. Viéc hoach dinh ngudn nhan luc 12 do quyét dinh cua Ban
Giam d6c Cong ty dua trén ké hoach san xuat kinh doanh caa Cong ty va nhu

cau thuc tidn cua don vi.

Cong tac hoach dinh ngudn nhan luc duoc phong T6 chac hanh chinh

thuc hién qua 4 budc:
- Budc 1: Du béo nhu cau va du bdo kha ning sin c6 cia Cong ty vé
nhan lyc. Khi dy bao thi phong to chirc hanh chinh phai can cir vao nhiéu yéu
t6 nhu: ké hoach san xuét, cac thay ddi c6 thé phat sinh, s6 luong nhan vién,

trinh do chuy@n mdn cua ho. Tir d6 s& xac dinh so vai ké hoach san xuét cua
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Cong ty thira hay thiéu nhan luc dé dua ra cac quyét dinh ddi véi viéc tuyén
dung hay sa thai nhan vién cho phu hop.

- Budc 2: Phong td chie hanh chinh s& dua ra cac bao céo ciing nhu cac
y kién dé cap trén xem xét va dua ra y kién phé duyét.

- Budc 3: Phong té chuc hanh chinh s& phdi hop vai cac nha quan tri &
cac linh vuc khac nhau dé thuc hién cac chuong trinh cy thé nhu tuyén dung
hoic sa thai, sap xép hay dao tao lao dong.

- Budc 4: Phong to chic hanh chinh danh gia hiéu qua va co sy diéu
chinh ngudn nhan luc sao cho phil hop vai thuc tién san xuét caa tirng phong
ban dam bao hiéu qua tiét kiém.

Cong tac hoach dinh ngudn nhan luc tai Cong ty thuc hién con chua
tét, mac du viéc hoach dinh dugc tién hanh theo 4 budc co ban trén nhung
thuc té viéc hoach dinh ngudn nhan luc van chua cin c vao ké hoach san
xuat kinh doanh, ngoai ra ké hoach san xuat kinh doanh cua Céng ty bi thu
thudc vao yéu td bén ngoai (nhat I1a yéu té khach hang) van con hién tuong
thura, thiéu nhan luc cuc bo.
2.2.2.2 COng tac tuyén dung lao ddng

Cong ty tuyén dung theo 2 nguon: tuyén noi bo va tuyén tir bén ngoai.

Tuyén ngi bg: Ciing nhu cac Cong ty khac, Cong ty TNHH Gas
Petrolimex Hai Phong ciing uu tién dén doi twong l1a con em cén bo trong
Cong ty, lya chon trinh do phu hop vai chuyén mén, nganh nghé céng viéc
(qua thi tuyén). Pay ciing 1a mét hinh thirc quan tdm dén loi ich cua cén bo
cdng nhan vién Cong ty.

Tuyén bén ngoai: Thong thuong Cong ty cin cir vao nhu cau lao dong
cua tirng bo phan, cin cir vao khéi luong cong viéc réi méi dua ra quyét dinh
tuyén dung. C6 nhiéu nguon tuyén khac nhau nhu qua sy gigi thiéu cia can
bo cong nhan vién trong Céng ty va luc lugng lao dong tu do. Nhung vai mot
s6 Vi tri doi hoi trinh do chuyén mén va nhiéu kinh nghiém, Cong ty thuong
dang tuyén trén bao voi nhitng yéu cau nhat dinh vé vi tri d6. Sau khi dugc
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tuyén dung ngudi lao dong s& c6 2 thang thir viéc, néu c¢d kha nang dap Gng
yBu cau cdng viéc thi s& duoc giir lai.
Bang 5: Tinh hinh tuyén dung lao dong cihia Cong ty nim 2011-2012

(Pon vi tinh: nguot)

Chi tiéy Nim Nim Chénh léch

2011 2012 SL %
1 Tong s6 lao ddng tuyén dung 10 15 5 50
- Lao dong truc tiép 7 10 3| 42.86
- Lao dong gian tiep 3 5 2| 66.67
2 Tong s6 lao ddéng xin nghi viéc 3 4 1| 33.33
- Lao dong truc tiép 2 3 1 50
- Lao dong gian tiep 1 1 - -
3 Tong s6 lao déng vé huu 2 1 -1 -50
Tong s6 lao dong 110 120 10 9.09

(Nguon: Phong té chizc hanh chinh)
Qua bang trén cho thay nguén nhan luc cia cong ty nam 2012 so véi
nam 2011 ting 9.09% twong ng Véi s6 nguoi ting 14 10 ngudi. Nguyén nhan
tang 1a do Cong ty vira ky hop dong nhan thém nhan vién & b phan ké toan
va bd phan ban hang. Cong ty di diéu chinh lai mot sé lao dong ¢ bo phan
gian tiép kinh doanh du thtra sang bo phan truc tiép kinh doanh & thi truong
mién Bac. Nhu vay, cong ty da tan dung triét dé duoc nguon nhan luc san co
cta minh, chuyén tir noi du thira sang chd thiéu, giam duogc chi phi tuyén
dung chi phi lwong, mat khac van mé rong duogc thi truong kinh doanh.
Vi du: Yéu cau ddi véi tuyén dung nhan vién nghiép vu 1am viéc tai
ctra hang cu thé nhu sau:
A.  YEUCAU CHUNG
- Tt nghiép PH chuyén nganh Ké toan hoic tai chinh, quan tri KD hoic
kinh té
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- CO6 kha nang thu thap, phan tich, tong hop dit liéu phuc vu cong viéc.

- CO tinh than trach nhiém, c6 kha ning t6 chuc thuc hién, chiu &p luc
cong viéc va dam mé cong viéc.

- Thanh thao tin hoc va khai thac phan mém @ng dung phuc vu cong

Viéc.

- CO kha nang st dung tiéng Anh dé dap tng cong viéc.

- Ut tién ung vién c6 k§ ning chuyén nghiép, am hiéu nganh hang LPG
va cac quy dinh caa Nha nudc trong linh vyc tai chinh, ké toan, thong ké dé
thuc hién trong cong viéc.

- CO suc khoe tot.

B. QUYEN LQIPUQC HUONG:

Ung vién duogc tuyén dung sé duoc hudng day du cac quyén lgi theo
quy dinh caa Chi nhanh, quy ché caa Cong ty.

C. HOSODU TUYEN GOM:

- Pon xin viéc (viét tay)

- So yéu ly lich (khéng qud 06 thang truéc thoi diém dang ky di tuyén)

- Giay kham stic khoé khong qua 06 thang trudce thoi diém dang ky du
tuyén. (Theo hwong dan tai Théng tw sé 13/2007/TT-BYT ngay 21/11/2007
cia Bé truong Bo Y té)

- Ban sao vian bang tot nghiép

- Ban sao két qua hoc tap (bang diém)

- Ban sao cac ching chi va cac van bang khac (néu cd)

- 02anh4x6cm.

D. THOI GIAN VA PIA CHI NHAN HO SO:
1. Theigian nhan hd so:

- Trong ngay: Sang tir 8 gio dén 11 giod. Chiéu tir 13 gid 30 dén 16 gio.

- Trong tuan: Tir the Hai dén tha Sau.

- Thoi han nhan: Tur ngay 2/3/2012 dén hét ngay 13/3/2012.
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2. Pia diém nhan hé so

Phong Té chac Hanh chinh, Chi nhanh Cong ty CP Gas Petrolimex Hai
Phong, Tang 4, Toa nha TD Business Center, L6 20A, L& Héng Phong, Ngo
Quyén, TP Hai Phong.

bién thoai: 0313.746.819

* Luu y: Chi nhdnh khéng hodan tra hé so va chi béo tin cho ing vién

dui diéu kién.

Thong bao tuyén dung s& duoc niém yét, dan thong bao tai Cong ty,
dang trén trang web cua Cong ty, trén béo. Trong nhitng nim qua, viéc tuyén
dung cua Cong ty con qué ciing nhac trong viéc xem xét ho so, doi khi da bo
qua nhitng tng cu vién tét ma chi chd trong vao hd so ctia con em can bo
cong nhan vién trong Cong ty. Mot trong nhimg nhugc diém cua cong tac
tuyén dung trong Cong ty 1a & khau khiém tra tay nghé nghiép vu. Trong qué
trinh thuc hién chi ¢ can b nhan sy tham gia cham diém. Diéu nay s& khong
danh gia duoc ning luc thuc su cua cac tng ci vién. Cong vién can cir can bo
ky thuat co kinh nghiém lau nam lam giam khao vi ho la ngudi cd chuyén
moén nghiép vu do vay c6 thé danh gia nhin nhan kha nang cua nhan vién mot
cach chinh xac nhat.

Sau khi d tuyén chinh thirc, Cong ty con chua chd trong khau hoa
nhap nguoi maéi. Nhan vién mai nhan viéc con bd ngd véi cong viéc, voi
d6ng nghiép. Vi vay can can c6 nguoi hudng dan, chi dao dé cd thé nhan vién
mai c6 thé thich nghi vai cong viéc.

T6m lai, Cong ty can dua ra bién phap dé nang cao hiéu qua cho cong
tac nhan sy nham cai thién thuc trang hién tai va gitp Cong ty ¢ duoc doi

ngil lao dong 1am viéc tét hon.
2.2.2.3 Cong tac dao tao va phat trién nhan luc

Pé dap ng yéu cau vé lao dong co6 chat luong. Cong ty TNHH Gas

Petrolimex Hai Phong da xay dung mot s ké hoach dao tao nhu sau:
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- Pao tao tai chd: Tién hanh ngay trong Iic 1am viéc nham gilp cong
nhan 1am viéc thanh thao hon. Cong nhéan cé tay nghé thap s& dugc sap xép
lam viéc véi cdng nhan c6 tay nghé cao va kinh nghiém hon. Cong nhan nay
vira hoc vira 1am bang céch quan sat, nghe nhitng 16i chi dan va 1am theo. Déi
véi nhimg lao dong méi dugc tuyén vao, qua thoi gian thir viéc ho s& dugc
nhitng ngudi ¢6 kinh nghiém truyén dat kinh nghiém 1am viéc, cach sir dung
may mac thiét bi va duoc trang bi nhitng ki nang can thiét trong cong viéc.
Két thac thoi gian thar viéc hoc hoan toan c6 kha ning sir dung may moc ciing
nhu cac ki ning dé dap tng y@u cau caa cdng Viéc.

- Cur di dao tao: Pay la mot phuong phap phdi hop giita 16p ly thuyét
véi phuong phap dao tao tai chd. Thdng qua céac 16p huan luyén vé nang cao
nghiép vu, tay nghé na viéc dao tao tai chd khéng dap tng dugc, Cong ty da
tao diéu kién thuan lgi nhat dé can bo cdng nhan vién co thé tham gia. Cong
ty dac biét vu tién doi ngl can bo tré, nang dong boi ho la nhirng nguoi ¢
kha nang nhay bén dé dang tiép thu kién thirc mai.

Cong ty khuyén khich dong vién can bo cong nhan vién khong ngiing
hoc tap dé nang cao trinh d6 chuyén mén, tay nghé, ngoai ngir, tin hoc va ly
luan chinh tri,...

Can bo cong nhan vién dugc Cong ty cir di hoc tap s& duoc dii ngd vé
kinh phi va chi phi dao tao.

Can bo tu nguyén xin di hoc dé nang cao trinh d6 duoc Cong ty tao
diéu kién vé thai gian con kinh phi hoc tap do nguoi hoc tu lo.

Sau khi hoan thanh khoéa hoc Cong ty sé tao diéu kién (trong kha ning
c6 thé) bd tri sap xép nhiém vu phi hop voi ning lyc, nganh nghé, trinh do

chuyén mén ma can bd cong nhan vién da hoc
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Bang 6: S6 lao dong dao tao trong 2 nim 2011-2012

(Pon vi tinh: nguot)

Chénh léch

o < thwc hién
Nam 2011 Nam 2012 KH
'(\:':5 Chi | Thuc ';':3 Chi | Thuc
Chi tiéu s tiéu | hién 4 tieu | hién |Gia| %
OV KH | KH | $?° | KH | KH | tri
tao tao :
1.Paotaotaichd | 26| 14| 12| 20| 12 9| -2| -16.67
Tho rut gas long 5 2 2 4 2 2 - -

Tho thu thay luc 7| 4| 3| 5| 2| 2| -1 -6667

binh gas

Tho kiém dinh o| 5/ 4 8 6 3 | 25

binh

m‘; nap Gas vao 5| 3| 3| 3| 2| 2| -1| -3333

2 Cirdidaotao | 16| 9| 8| 12| 8| 6| 2| <25

Tho k thuat o 6| 5| 8| 5| 4 1] -20

Céan bo quan ly 7 3 3 4 3 2| -1| -33.33
Téng 42| 23| 20| 32| 20| 15| 5| -25

(Nguon: Phong té chizc hanh chinh)

Qua bang trén ta thdy nhu cau dao tao va viéc thuc hién ké hoach c6 sy
chénh léch 16n va s6 lao déng duge dao tao giam. Cu thé nim 2011 nhu cau
dao tao 1a 42 nguoi thi chi tiu ké hoach chi c6 23 ngudi va thuc hién ké
hoach 1a 20 nguoi, ndam 2012 nhu cau dao tao duoc xac dinh 1a 32 ngudi thi
chi tiéu ké hoach 12 20 ngudi va thyuc hién ké hoach chi 1a 15 nguoi. Diéu nay
cho thay cong tac dao tao con rat it trong khi d6 nhu cau dao tao cao, vi thé
trong thoi gian téi cong ty can quan tdim hon dén van dé dao tao, nang cao
trinh d6 tay nghé cho ngudi lao dong, 1am ting niang suat lao dong cho cong
ty.

Trong qué trinh ddo tao d6i Véi cac khoa dao tao dai han nhu: dio tao

dai hoc tai chuc thi cng ty c6 hd trg mot phan kinh phi cho toan khoa hoc.
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Péi vai 16p bdi dudng ngan han thi kinh phi dao tao do Cong ty chiu toan

phan.

T6 chirc dao tao cho can bo cdng nhan vién, cong ty phai bo ra mot

khoan chi phi nhu sau:

Chi phi truc tiép tra cho qua trinh dao tao:

Bang 7: Bang chi phi dao tao trong 2 nam 2011-2012

(Pon vi tinh: nghin dong)

Niim 2011 Niim 2012 Chénh Igch
S6 CP | Tong | Sb CP | Tong | Gia o
Chi tiéu nguwoi | BQ | tien | ngwoi | BQ | tién tri 0

1. Dao tao tai
cho
&%r“t gas 2| 400| 800 2| 420| 840| -40/ -5
Tho thi thity 3| 250| 750 2| 210| 40| -210| -28
luc blnh gas
gm kicm dinh 4| 300| 1200 3| 310| 930 -270| -225
Tho nap Gas 3| 350| 1050 2| 380| 760| -290| -27.62
vao hinh
2. Cit di dao
tao
Tho ky thuat 5| 3000 | 15000 4| 3200 | 12800 |-2200 | -14.67
Cén bo quan Iy 3] 3000| 9000 21 3300 6600 |-2400 | -26.67
Téng 20 27.800 15 22470 | -5330 | -19.17

(Nguon: Phong té chizc hanh chinh)

Tur bang trén cho thiy: cung véi su phat trién cua nén kinh té, chi phi

dao tao binh quan/ngudi ciing ting. Tuy nhién do s6 lao dong dugc dio tao

nam 2012 giam so v6i nam 2011 dan dén tong chi phi dao tao ndm 2012 giam

SO V&1 nam 2011.

Chi phi tién lwong sau dao tao: dugc tra tly vao cap bac va chac vu ma

mdi ngudi lao dong tham gia dat duoc sau khi dao tao.

Tinh hinh lao dong sau dao tao:
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Bang 8 : Tinh hinh lao dgng sau dao tao nam 2011-2012

(Pon vi tinh: nguoi)

Nam 2011 Nam 2012
STT Chi tieu bao tao | Cirdi | Dao tao Cu di
, tai cho | daotao | taicho | dao tao
g | 30 ngudi hoan thanh dao 2| 508 5/9 306
tao ding thoi han
o | S0 nguol hoan thanh tot 5/12 4/8 4/9 2/6
cong viéc

(Phong: Té chic hanh chinh)

Tur bang cho thay két qua thu duoc sau dao tao chwa cao: véi hinh thuc
dao tao tai chd nim 2011c6 7/12 ngudi hoan thanh dung thoi gian dao tao,
hinh thirc cir di dao tao la 5/8 nguoi hoan thanh ding thoi gian dao tao, nam
2012 véi hinh thirc dao tao tai chd thi 5/9 ngudi hoan thanh dung thoi gian
dao tao va hinh thac cir di dao tao 1a 3/6 nguoi. Diéu ndy cho thiy chuong
trinh dao tao ctia cong ty chua hop ly, chua kich thich dugc nguodi lao dong
tham gia hoan thanh hét chuong trinh dao tao ciing nhu chwa lam cho ngudi
lao dong nhan thay viéc dao tao do 1a can thiét va ning cao duoc trinh do tay
nghé cho chinh ban than ho. S6 ngudi hoan thanh tét céng viéc vai hinh thic
dao tao tai chd nam 2011 1a 5/12 ngudi (chiém 41.67% téng sé lao dong duogc
dao tao), véi hinh thic ctr di dao tao 1a 4/8 ngudi (chiém 50% tong sb lao
dong duoc cir di dao tao), nam 2012 véi hinh thic dao tao tai chd sé nguoi
hoan thanh tét cong viéc sau dao tao 1a 4/9 ngudi va véi hinh thic cir di dao
tao 1a 2/6 nguoi. Piéu d6 cho thay ty I& lao dong sau dao tao tham gia lao
dong va hoan thanh tét cong viéc & mirc chua cao. Tir d6 cho thay chat luong
dao tao chua cao, trinh d6 tay nghé ciing nhu kha ning lam viéc ciia nguoi lao
dong sau dao tao chua duoc cai thién nhiéu. Cong tic dao tao cua cong ty
chua dap ung dugc nhu cau dao tao cua ngudi lao dong, nguoi can dugc di
dao tao, can duoc nang cao trinh dj tay nghé trudc thi khong duoc di trong

khi d6 ngudi chua can thiét thi lai dugc dao tao truéc. Ngoai ra van con hién
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tugng ngudi lao dong sau khi két thuc qua trinh dao tao van khong thé hoan
thanh tét cong viéc cua minh.

Qua d6 cho thiy cong tac diao tao va phat trién ngudn nhan luc cua
cong ty chua thuc su hiéu qua, van mang tinh hinh thirc, chua kich thich duoc
tinh than tu gidc mudn hoc hoi, mudn thing tién cua nguoi lao dong khi dugc
dao tao. Vi vay trong thoi gian téi cong ty can quan tim hon nita dén van dé
dao tao va phat trién ngudn nhan luc cua cong ty.
2.2.2.4 Cong tac danh gia nhan vién

Quy dinh danh gia, xép loai lao dong cua Cong ty TNHH Gas
Petrolimex Hai Phong

Loai A
- C6 sb ngay cong >= 24 ngay
- Khéng vi pham ndi quy, quy ché caa Cong ty
- Hoan thanh tét céng viéc dugc giao
Loai B
- C0s6 ngay cong tir 22 dén 24 ngay
- Khéng vi pham ndi quy, quy ché caa Cong ty
- Hoan thanh tét cng viéc dugc giao
Loai C,D
- C0s6 ngay cong tir 20 dén 22 ngay
- Vi pham mét s noi quy caa Cong ty, tly mac do vi pham ma
xép loai C hay D
- Chua hoan thanh cong viéc dugc giao
Ta c6 bang tong hop danh gia xép loai lao dong ctia Cong ty ndm 2012

nhu sau:
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Bang 9: Danh gia lao dong quy 4 nam 2012

Chi tiéu S6 nguoi Ty 1 (%)
Loai A 110 91.67
Loai B 5 4.16
Loai C 3 2.5
Loai D 2 1.67
Tong 120 100

(Nguon: Phong té chizc hanh chinh)

Qua bang thdng ké trén ta c6 thé thay sé lugng lao dong dat loai A cua
Cong ty 1a cao nhat chiém 91.67% tong s6 lao dong, s6 lao dong bi danh gia
loai D chi chiém 1.67%. Diéu nay cho thay doi ngii lao dong ciia Cong ty tuan
thu diéu 18 quy dinh cia Cong ty 13 tuong d6i tot. Hang ngay cac truong bo
phan theo ddi va diém danh nguoi lao dong vao lac dau gio xem ngudi lao
dong co tham gia lao dong trong ca hoac trong ngay do hay khong. Sau d6
bao cdo 1én phong to chuc hanh chinh. Va viéc danh gia xem nguoi lao dong
c6 hoan thanh tét cong viéc hay khong chi dua trén viéc ho hoan thanh cong
viéc dung thoi han hay khong, di 1am du ca, da budi. Chua quan tdm dén thai
d6, tac phong 1am viéc cua nguoi lao dong, chat lugng thuc hién cong viéc,
kha nang, trinh d6 cling nhu mare d¢ thanh thyuc trong cong viéc cia nguoi lao
dong. Pic biét 1a dbi voi lao dong truc tiép huong luong theo san pham, ho
chi mai chay dua theo sé luong ma quén di chat lwong thuc hién céng viéc
ctia minh. Mot van dé nira d6 1a méi quan hé giira viéc danh gia nhan vién va
van dé tién luong, viéc danh gia xép loai nhan vién cua Cong ty chua thuc sy

anh huong nhiéu dén tién luong ma nhan vién d6 nhan duogc trong thang.

C6 thé n6i hoat dong danh gia ngudi lao dong cia Cong ty dugc thuc
hién mang tinh d6i pho, chua hé c6 mot hé théng danh gia chinh thuc tir trén
xuéng. Cudi ky nhitng nguoi lao déng cham chi hay ludi biéng, chua du trinh

d6 déu duoc danh gia chung chung nhu nhau, cac quy dinh chua rd rang. Diéu
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d6 anh huong khong it dén tam 1y ngudi lao dong va s& anh hudng truc tiép
dén ning suit lao dong cua ngudi lao dong ciing nhu toan thé Cong ty. Trong
thoi gian téi Cong ty can cé nhitng bién phap cu thé & co duoc nhitng danh

gia chinh xac hon vé ngudi lao dong caa minh.

2.2.2.5 COng tac tra lwong nguwoi lao dong
e COnNg tac tién lwong

Can bo cong nhan vién Petrolimex Hai phong duoc hudng tién luong
trén co sé cdng viéc dam nhan va két qua thyc hién cong viéc cia timg cé
nhan. Mirc lwong phd hop véi quan hé tién luong, tién cong trén thi truong
trong khu vuc, dam bao c¢6 dong luc khuyén khich cac tap thé va ca nhan
nguoi lao dong 1am viéc tbt hon, gitr va thu hat lao dong cd trinh d6 chuyén
mon, k¥ thuat tay nghé cao.

- Tai Van phong Cong ty va van phong cac don vi truc thudc: Tién
lwong dugce tra cho timg chac danh cong viéc gan véi yéu cau nhiém vu va
hiéu qua lam viéc cuia tirng nguoi.

- Tai cé&c don vi truc tiép kinh doanh: Tién lwong duoc tra cho ngudi
lao dong trén co sé so lwong san pham, Y thirc 1am viéc cua timg ngudi.

Poi Véi lao dong gian tiep: Cong ty ap dung tra luong theo hinh thirc
lrong thoi gian.

Lwong thoi gian = Ttt * L

Trong do:

Ttt: s6 ngay cong ( gio cdng) thuc té da 1am trong ki

L: Mtrc lvong ngay ( luong gio)

Luong ngay = Luong thang / 22

Luong gio = Luong ngay / 8

Luong thang = ( Hé s6 lwong + hé s6 phu cap ) * Luong tbi thiéu.
Luong tdi thiéu = 2.150.0004d (do cong ty quy dinh)
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Bang 10: Hé sé lrong theo chirc danh do Céong ty quy dinh nim 2012

STT | Chic danh Hé s6 lwong | Hé s phu cap

1 Giam doc 4.4 0.55
2 Phé giam d6c 4.2 0.51
3 Ké toan truong 3.52 0.45
4 Trudng phong 3.33 0.38
5 Pho phong 3.0 0.27
6 Nhén vién 2.34 0.18

(Nguon: Phong té chizc hanh chinh)

Vi dy: Tinh luong thang 6/2012 cho anh Nguyén Vin An nhan vién
phong kinh doanh nhu sau:

Mtc luong ti thiéu :2.150.000 dong

Thaoi gian lam viéc : 24 ngay

Thai gian 1am viéc theo ché d6 : 22 ngay

Hé sb luong: 2.34

Hé sb phu céap: 0.18

Vay tién luong thang 6/2012 ctia anh Thang 1

Luong co ban trong thang 6 1a: (2.34+ 0.18)*2.150.000 = 5.418.000d

Luong ngay 0ng nhan duoc la: 5.418.000/22 = 246.273d

Tong tién lwong dng nhan duoc trong thang 1a:

L*Ttt=246.273*24 =5.910.552 d
Poi Véi lao dong tryc tiép: Cong ty &p dung hinh thic tra lwong theo
san pham. Hinh thic ndy quén triét nguyén tic phan phéi theo lao dong, gin
viéc tra lwong voi két qua cua mdi ca nhan. Thuc chat tra luong theo san

pham hay sé c6ng viéc da hoan thanh va dam bao dugc chat luong.
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Lwong san pham = Ntt * Pg + Phu cap (néu co)
Trong d6: Ntt: S6 san pham thyc té dat chat luong hoan thanh
Pg: Pon gia luong san pham
Vi du: Tinh luong thang 06/2012 cho anh Bui Buc Canh.
Trong thang 06/2012 anh Canh di bao dudng kiém dinh 228 binh Gas.

Pon gia kiém dinh bao dudng 12.000d/binh Gas

Phu cép an ca: 250.000d, phu cap doc hai: 100.000d

Vay tién luong thang 06/2012 cua anh Canh 1a:

228 * 12.000 + 250.000 + 150.000 = 3.136.0004

Pon gia dinh mic ma cong ty 4p dung con & mic thap so véi cac cong
ty cung kinh doanh nganh Gas. Cu thé don gia dinh mac kiém dinh bao
dudng binh gas cua cong ty la 12.000d.binh trong khi d6 don gia dinh muc
kiém dinh bao dudng binh gas cua Shell gas 1a 12.600d/binh va Total gas la
12.300d/binh.Nguyén nhan din dén don gia dinh mirc cua cong ty & mic thap
la do cdng ty van &p dung mirc dinh mic tir ndim 2009 dén nay ma chua hé c6
su thay doi. Tir d6 cho thay su kém linh hoat caa céng ty trong céng tac tra
lvong cho ngudi lao dong.

e  Ché a6 phu cip

Ngoai ché d6 luong, can bd cong nhan vién Petrolimex Hai phong duoc
huong cac ché o6 phu cap nham gop phan bl dip kip thoi, twong xtng strc
lao dong, su dong gop cua nhan vién:

- Phu cép chirc vu

- Phu cp trach nhiém

- Phuy cép kiém nhiém

- Phu cap lam dém

- Phu cép doc hai

- Phu cép di lai
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Pbi v6i lao dong gian tiép Cong ty quy dinh phu cap an ca 1a 600.000d
vo1 nguoi lam da 22 ngay cong.

Phu cép trach nhiém: Véi k¥ su quan ly, gidm sat cong trinh, voi mot
s6 cong nhan phuy trach cong viée ¢o tinh chat phuc tap,...thi mic phu cip do
Cong ty quy dinh.

Phu cép di lai: véi nhitng cong nhan vién phai di chuyén nhiéu nhu lai
xe, nhan vién di cong tac,...

Phu cip ddc hai: v6i nhitng cong nhan lam viéc trong méi trudng doc
hai, chu yéu 13 d6i voi lao dong truc tiép. Mirc phu cap doc hai Cong ty dang
ap dung 1a 100.000d/nguodi/thang.

N6i chung mic phu cdp Coéng ty dang ap dung 13 chwa cao, chua
khuyén khich duoc tinh than ctia ngudi lao dong.

e (COng tac khen thwéng

Petrolimex Hai phong thuc hién ché do khen thudng can cir trén niang
luc 1am viéc va mic dong gop cua ting nhan vién. Hang nim, mdi nhan vién
dugc khen thuong thém téi thiéu 1 thang luong. Ngoai ra con ¢ cac ché do
Khen thudng sau:

-Thudng cho can bo cdng nhan vién cé cac sang kién, cai tién trong
cong viéc.

- Thudng trong cac dip 18, Tét cua quc gia.

- Thuéng cho cé4c tap thé, ca nhan tiéu biéu trong nam, trong cac dot
phat dong thi dua theo cac thanh tich, san pham thyc hién cu thé.

Noi dung cac khoan trich theo lwong cia Cong ty

Bao hiém x& hoi: Puoc hinh thanh bang cach trich theo ty 18 quy dinh
trén téng s6 quy tién luong cap bac va cac khoan phi cap (chac vu, khu vy,

tham nién,...) cua cdng nhan vién chic thuc té phat sinh trong thang.

Bao hiém y té : Str dung dé thanh toan cac khoan tién kham chira bénh,

vién phi, thudc thang,... cho ngudi lao dong trong thoi gian 6m dau, sinh dé.
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Quy duogc hinh thanh bang céch trich theo ty Ié quy dinh trén tong so tién
lwong cua céng nhan vién chic thuc té phat sinh trong thang.
Kinh phi cong doan: LA quy tai trg cho hoat dong cong doan & cac cap
theo ché d¢ hién hanh.
Ty 18 trich BHXH ,BHYT,KPD
Bang 11: Ty I¢ trich BHXH, BHYT, KPCD

Tén quy % Quy | Doanh nghiép ngp | Nguwoilao dong
lwrong tinh vao chi phi  |nép trir vao lwong
BHXH 24 17 7
BHYT 4.5 3 1.5
BH that nghiép 2 2 -
KPCDb 2 1 1
Tong cong 32.5 23 9.5

e Ché d9 bao hiém xa hi
Tat ca can bo cdng nhan vién Petrolimex Hai phong déu dugc tham gia
bao hiém xa hoi, bao hiém y té va bao hiém that nghiép theo diing quy dinh
ctia BO ludt Lao dong va Luat Bao hiém xa hoi. Cac ché do vé thai san, bao
hiém tai nan lao dong, trg cap thdi viéc theo ding qui dinh ctia phap luat.
Ngoai ra, dinh ky hang nam, Petrolimex Hai phong con t6 chic kham
stc khoe dinh ky va kham chita bénh nghé nghiép cho cén b cdng nhan vién
véi cac hang muc khdm da dang, phu hop vai timg vi tri lam viéc.
e Cac ché dd khac
Hang nam, Petrolimex Hai phong thuc hién ché d6 nghi mat, trang bi
dong phuc cho nhan vién, t6 chirc cac hoat dong quyén gop, chia s¢ dbi voi
c4c nhan vién ¢ hoan canh kho khan, théng qua d6 xay dung tinh than twong

than tuong ai trong ngbi nha Petrolimex Hai phong.
2.2.2.6 Piéu kién lam viéc

Thoi gian lam viéc hang ngay trong diéu kién binh thuong cho cac
nhan vién quan ly, hanh chinh san xuat ¢ phan xuong la 40h/tuan hoac

8h/ngay. Ngoai ra con bé tri thoi gian 1am thém (khi can thiét), thoi gian hoc
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tap chuy@n mén nghiép vy, thoi gian hoi hop cho nguoi lao dong, doan thé
khong chuyén trach, thoi gian lam nghia vu cong dan theo quy dinh cua phap
luat.

Hé théng co so ha tang twong d6i rong rai khang trang, sach s& véi
nhiéu chau hoa cdy canh thuong xuyén dugc chim soc ludn dem lai moi
truong lam viéc trong lanh thoang mat cho nguoi lao dong.

Do su tién dung cta may tinh trong céng tac quan tri cling nhu thu
nhap thong tin va giao dich vai khach hang. Cong ty da va dang hoan thién va
nang cap hé thong may tinh va két ndi Internet. Hién trung binh ct 3ngudi/2
may tinh. Nho vao su nang cap ndy ma Cong ty c6 thé tang kha nang xu ly
thong tin kinh té, tang kha nang 1am viéc caa nhan vién va cd thé ky két hop
d6ng voi ddi tac ma khdng can gap truc tiép.

Ngoai ra Cong ty con trang bi nhiéu thiét bi hién dai cho ngudi lao
dong cling nhu cai thién diéu kién 1am viéc cho nguoi lao dong nhu: hé théng
gid, hé thong diéu hda may lanh, phuong tién lao dong. Cong ty ciing chu
trong dam bao tiéu chuan noi lam viéc vé khong gian, do thoang, anh séang,
nuéc sach, hé thng dién chiéu sang,...Nhin chung Cong ty can nang cap hé
théng phong chay chira chay boi hé théng nay cia Cong ty da cii do duoc xay
dung tir 1au, Dong thoi Cong ty cling can nang cap chat lugng y té dé dam bao

hon nita chat lugng diéu kién lam viéc tai Cong ty.
2.2.2.7 Ché @ lam viéc va nghi ngoi

Pé c6 thé dam bao sic khoe cho ngudi lao dong, Cong ty cling da xay
dung mot ché do 1am viéc nghi ngoi hop 1y dé tai san xuat stc lao dong nhu
sau:

Ché do 1am viéc: Ca lao dong truc tiép va lao dong gian tiép déu lam
viéc 8h/ngay

Nhitng ngay nghi 18, tét vao ngay nghi hang tuan thi nguoi lao dong s&

duoc nghi bu vao nhiing ngay ké tiép va dudc huong nguyén luong (Theo quy
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dinh tai diéu 73 Bo Luat Lao Pong). Ddi voi lao dong truc tiép 1am viéc vao
nhitng ngay nghi 18 thi lvong dwgc huang gap 2 1an theo khéi lugng cong viéc
ma ho hoan thanh trong ngay do.

Nghi hang nam: Can b cong nhan vién cé 12 thang lam viéc thi duoc
nghi phép hang nim 1a 18 ngay nhung van duoc hudng nguyén luong co ban.

Cu tron 5 nam lam viéc tai Cong ty thi nguoi lao dong s€ duoc nghi
thém 1 ngay phép. Nhung néu do yéu cau cdng viéc ma can bo cong nhan
vién chua nghi hét s6 ngay nghi thi Cong ty phai sap xép cho ho nghi ngoi
hop ly, nhitng ngay sau d6 sé dugc thanh toan theo mirc luong hudng cho lam

thém hoac dugc nghi bu sang quy I nam sau.
2.2.2.8 Ky luat lao djng

Nguoi lao dong phai chap hanh nghiém chinh thoi gian 1am viéc theo
quy dinh cua Cong ty, khi can lam viéc thém gio tai noi lam viéc can cé su
ddng y cua can bo quan ly. Khi nghi viéc riéng, nghi ngoi phai c6 don dé nghi
va phai duoc su dong y cua lanh dao Céng ty, nghi 6m phai c6 xac nhan cua
co quany té.

Nguoi lao dong tuyét ddi tuan tha sy phan cong, diéu dong cua can bo
quan ly, chiu trach nhiém trude ngudi quan ly vé cong viéc dugc phan cong.
Khi don phuong chidm dat hop dong lao dong, nguoi lao dong phai c6 don dé
nghi gtri Cong ty it nhat truéc 10 ngay. Néu khong bao trudc, Cong ty khong
chiu trach nhiém giai quyét cac cong viéc lién quan.

Trong gio 1am viéc, nguoi lao dong khéng dugc udng bia, ruou, danh
bai hay st dung may tinh vao muc dich c4 nhan hay bat ctr viéc riéng nao
khac. Khi c6 nhu cau ra ngoai phai duoc sy dong y cua ngudi phu trach hosc
bao cho cac ddng sy khac biét dé bao lai cho nguoi phu trach.

Nguoi lao dong phai c6 y thic trach nhiém bao vé tai san, nghiém cam
moi hanh vi tham & 1ang phi, pha hoai hoic Iy cap tai san cua Cong ty dudi

moi hinh thtrc. C4 trach nhiém bao vé méi truong sdng, moi truong lam viéc

Sinh vién: Nguyén Thi Thu Hoa - Lép QT1301N 63



Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan luc tai cong ty
TNHH Gas Petrolimex Hai Phong

ctia Cong ty, gii gin an ninh trat ty, phong chong chay nd. Moi trudng hop vo
y thizc hozc thiéu tinh than trach nhiém lam hu hai tai san cua Cong ty déu
phai boi thuong.

Trong san xuat ngudi lao dong phai thyuc hién cac quy dinh k¥ thuat va
su hudng dan cua ngudi phu trach. Nhitng san pham hu hong do thiéu tinh
than trach nhiém hoic sai quy trinh ky thuat déu phai boi thuong theo mac do
thiét hai.

Trong quéa trinh thuc hién hop dong lao dong, néu cd phét sinh hoic
tranh chap thi ngudi lao dong phai lam don kién nghi dé Cong ty xem xét giai
quyét. Nguoi lao dong khi vi pham ki luat lao dong da dugc kiém diém
nhitng khdng stra chira hoac tiép tuc tai pham sé& bi xur 1y véi hinh thic ky luat

cao hon hoac budc thoi viéc.

2.3. C4c chi tiéu danh gia hiéu qua sir dung nguon nhan lwc tai Cong ty
TNHH Gas Petrolimex Hai Phong

Bang 12: Panh gia hiéu qua sir dung nguén nhan luc

STT | Chi tiéu Pon vi Nam Niam Chénh léch
2011 2012 S[ %
Tong san lugng | Tan 44165| 40150 | -4015| -9.09
2 | Doanh thu thuan | Triéu 441449.6 | 533903 5 9245?5 20.94
3 t"hz'e nhugn - sau | Trieu 5106.7| 60504 | 943.7| 18.48
Tong s6 lao dong Nguoi 110 120 10|  9.09
Hicu suat str dung Tricunguol | 01517 | 444919 | 436.02| 10.86
lao dong (2/4)
6 | Hiéu qua st dung [Tri¢u/nguoi
lao dong (3/4) 46.42 | 5042 40| 862
7 | Nang suat lao Tan/nguoi
dong binh 401.5| 33458| -66.92| -16.67
quan(1/4)
8 | Luong BQ/thang | Triéu 4.4 5.0 0.6| 13.16

(Nguon: Phong tai chinh ké toan)
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Céc chi tiéu higu qud si dung nguén nhan luc:

Chi tiéu hiéu sudt si dung lao dong:

Hiéu suét str dung lao dong nam 2011 14 4013.17 (trd/ngudi), nam 2012
1a 4449.19 (trd/ngudi). Nam 2012 tang tuyét d6i so véi nam 2011 1a 436.02
(trd/ngudi) twong tng Vi ting twong d6i 13 10.86%. Piéu nay cho thay hiéu
suat str dung lao dong cta cong ty c6 xu hudng ting 1én, chitng té hoat dong
san xuat kinh doanh cd hiéu qua tét hon. Bé cd két qua nay, toan thé can bo
cong nhan vién trong cong ty da phai nd luc khdng nging trong cong tac quan
ly, diéu hanh va khai thac san xuat.

Chi tiéu hiéu qua sur dung lao dong:

Hiéu qua stir dung lao dong cua cong ty nam 2011 1a 46.42 (trd/nguoi),
nam 2012 1a 50.42 (trd/ngudi), tang tuyét ddi 4.0 (trd/nguoi) twong ¢ng Vai ty
I¢ ting 8.62%.

Ndng sudt lao dong binh quan:

Ning suat lao dong binh quan nim 2011 1a 401.5 (Tan/ngudi), nim
2012 14 334.58 (Tan/nguoi), giam tuyét doi 66.92 (Tan/ngudi) tuong ng Vi
ty 1 giam 16.67%. Nguyén nhan dan dén ning suat lao dong ndm 2012 giam
o0 véi nam 2011 co thé do 1 s6 nguyén nhan nhu nhu cau vé gas cua thi
treong giam, cong tac phuc vu khach hang tai cac chi nhanh va ctra hang chua
dugc chu dao, hiéu qua marketing con chua cao. Do vay san luong ban ra
giam, cong ty can co thay do6i trong chinh sach san xuat va kinh doanh cua
minh.

Lwong binh quan/thang:

Luong BQ/thang trong nam 201114 4.400.000d/thang, nam 2012 la
5.000.000 d/thang, ting tuyét ddi 600.000d/thang twong Gng Vai ty 18 ting
13.16%. Cho thdy mirc lwong binh quan cua nguoi lao dong c6 xu hudng
tang 1én, ching to két qua hoat dong kinh doanh cua cong ty trong nam 2012

dat hiéu qua tot.
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Qua viéc phan tich mot sé chi tiéu hiéu qua str dung lao dong gidp cho
doanh nghiép thay duoc nhitng mat duoc va nhitng mat con han ché trong qué
trinh quan ly, khai thac va dung lao dong, tir d6 cong ty can tim ra nguyén
nhan va dua ra bién phap dé khic phuc cac han ché d6 nham dat duoc muc

tiéu cao nhat caa cong ty.
2.4. Panh gia cong tac sir dung ngudn nhan luc tai Cong ty

Qua khao sat thuc té két hop vai qua trinh phan tich thuc trang nhan sy
tai Cong TNHH Gas Petrolimex Hai Phong c6 thé thady Cong ty ¢ nhiing uu
va nhuge diém sau:

e Uudiém:

Hiéu suat str dung lao dong trong nim qua tang.

Hiéu qua su dung lao dong tang

Cong ty da cai thién moi truong lam viéc cho nguoi lao dong yén tam,
gan bé véi Cong ty.

e Nhuoc diém:

Ning suét lao dong giam

Cong tac hoach dinh ngudn nhan lyc chua thuc hién tét, viéc hoach
dinh ngudn nhan lyc van chua can ctr vao ké hoach san xuat kinh doanh,
ngoai ra ké hoach san xuat kinh doanh cua cong ty bi phu thudc nhiéu vao yéu
td bén ngoai, do vay van con hién tugng thira thiéu nhan luc cuc bo.

Cong tac danh gia nhan vién chua thyc hién tot. Viéc danh gia xem
nguoi lao dong c6 hoan thanh tt cong viéc hay khong, co di lam du ca du
budi hay khong, chua quan tAm dén thai do, tac phong lam viéc ctia ngudi lao
dong, chat luong thuc hién cong viéc ciing nhu kha nang, trinh do, mic do
thanh thuc trong cong viéc ctia nguoi lao dong.

Trong cdng tac tuyén dung caa cdng ty con rat nhiéu han ché vi cong ty
cha yéu chu trong dén ddi twong con em can bo céng nhan vién trong nganh.

Tir d6 con nhiéu han ché trong cong tac tuyén dung, bo qua nhitng nhan vién
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c6 kha ning gitip cho cong ty phat trién. Vi thé ¢ tinh trang nhan vién tring
tuyén khong hoan thanh tét cdng viéc hoic bo viéc sau mot thoi gian 1am
viéc tai Cong ty.

Trong cong tac dao tao ngudn nhan luc van con chua dap ung yéu cau
cap bach ddi véi luc luong lao dong. Nhu ciu dao tao cao trong khi dé thuc té
thuc hién ké hoach thap. Nguoi can thiét dao tao trudc thi khong duoc di,
ngudi chua can thiét lai dugce dao tao trudc. Ty 16 ngudi lao dong hoan thanh
dung thoi gian dao tao con chua cao. Cho thay chuong trinh ddo tao caa cong
ty con chua hop 1y, chua kich thich dugc nguoi lao dong tham gia hoan thanh
hét chuong trinh ddo tao cling nhu chua 1am cho nguoi lao dong nhan thay
viéc dao tao d6 1a can thiét va nang cao duoc trinh d6 tay nghé cho chinh ban
than ho. Khong chi vay ty 1& nguoi lao dong sau dao tao hoan thanh tdt cong
viéc cling chua thuc sy cao, chi ¢ trén mac 50%. Ching to chat luong dao toa
ctia cong ty con chua cao. Trinh d6 tay nghé ciing nhu kha ning lam viéc cua
nguoi lao dong sau dao tao chua duoc cai thién nhiéu.

Cong tac tra cong nguoi lao dong (dic biét véi lao dong truc tiép) con
chua hop Iy. Pon gia dinh mic cua cdng ty con & mac thap so véi mat bang
chung céc cong ty cung kinh doanh nganh Gas. Viéc &p dung mic luong hién
tai ciia cong ty chua kich thich duoc tinh than, y thuc trach nhiém 1am viéc
cia nguoi lao dong. Tao cam giac chan nan trong lao dong, so sanh muc
lwong véi cac cong ty khac tir d6 dan dén bo viéc, xin nghi viéc. Ngoai ra ché
d6 phu cdp ma cong ty dang ap dung con chua cao, chua khuyén khich dugc
tinh than cia nguoi lao dong.

Viéc quan ly sir dung quy thoi gian ciia Cong ty chua hop Iy nén van con

tinh trang nguoi lao dong di mudn vé som.

Sinh vién: Nguyén Thi Thu Hoa - Lép QT1301N 67



Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan luc tai cong ty
TNHH Gas Petrolimex Hai Phong

PHAN 3: MOQT SO BIEN PHAP NANG CAO HIEU QUA SU DUNG
NGUON NHAN LUC TAI CONG TY TNHH GAS PETROLIMEX HAI
PHONG

3.1 Muc tiéu, phwong hwéng phat trién cia Cong ty TNHH Gas

Petrolimex Hai Phong trong nhirng nam téi

Tiép tuc xay dung, ban hanh quy ché méi phd hop véi yéu cau san
xuat, kinh doanh cua Cong ty dong thoi xay dung lai b may to chic gidp cho
co cau to chte gon nhe linh hoat va hoat dong ¢6 hiéu qua hon.

Tang cudng cong tac sira chita va bao dudng trang thiét bi theo diing ké
hoach d6ng thoi dau tu trang thiét bi, may mac hién dai dap tmg duoc yéu cau
nhiém san xuét trong thoi gian t6i va nhu cau phat trién caa nén kinh té.

Pao tao nguon nhan luc ¢o trinh do, ¢6 chuyén mén nghiép vu dap ung

y&u cau ngdy cang cao cuaa cong viéc. Can chi trong téi cong tac tuyén dung
lao dong.
Chu truong duy tri nang luc san xuat dong thoi nang cao chat luong san xuat,
tang cudng mdi quan hé gitta cac phong, ban véi khdi san xuat truc tiép dé tao
diéu kién thuan lgi trong qua trinh san xuat kinh doanh cua céng ty, tich cuc
tim kiém co hoi nham nang cao nang luc canh tranh.

Bao dam an ninh chinh tri, trat ty an toan xa hoi, dam bao an toan trong
quéa trinh san xuat kinh doanh, tao diéu kién cho ngudi lao dong cd viéc lam
va thu nhap 6n dinh nham nang cao doi séng vat chat va tinh than cho ngudi
lao dong.

3.2 Mt s6 bién phap nhiam nang cao hiéu qua sit dung ngudn nhan luc
tai Cong ty TNHH Gas Petrolimex Hai Phong

3.2.1 Bién phéap 1: Nang cao hiéu qua cong tac dao tao nguon nhan luc
trong cong ty.
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a. Can cw bién phap

Cong tac dao tao ciia cong ty chwa bat ngudn tir yéu cau san xuat kinh
doanh, tir trinh d6 tay nghé hién c6 cua ngudi lao dong gay anh hudng dén
hoat dong san xuat kinh doanh caa cong ty.

Déi véi luc luong lao dong truc tiép, trinh do tay nghé cua ho quyét
dinh chat luong san pham caa doanh nghiép, truc tiép tao ra doanh thu va loi
nhuan caa doanh nghiép, thi céng tac dao tao chua duoc chu y, quan tam
ding muc.

Déi vai lao dong gién tiép, viéc dao tao trong nhimg nam qua chua dem
lai hiéu qua cao. Nguyén nhan chu yéu 1a do dao tao chua dung dbi tuong va
chua 1am cho ngudi lao dong thay hing th véi viée di dao tao.

Can cu thuc trang cho thdy nhu cau dao tao cua céng ty & mac cao
trong khi d6 thyuc té thuc hién ké hoach chi & muac thap. Cu thé nim 2012 nhu
cau dao tao 1a 32 ngudi thi chi tiéu 1a 20 ngudi va thyuc té thuc hién ké hoach
chi 1a 15 ngudi. Thyc té thuc hién chiém cd 46.88% so véi nhu cau dao tao.

Ty 1€ nguoi lao dong khong hoan thanh dung thoi gian dao tao con
chua cao. Chua giup ngudi lao dong y thic duoc hiéu qua thiét thuc caa cong
tac dao tao, chua kich thich dugc ho tham gia hoan thanh dung thoi gian dao
tao. Chuong trinh dao tao chua phu hop,..

Thém vao d6 ty 1& lao dong hoan thanh tét cong viéc sau dao tao con
chua cao. Van con hién tuong nguoi lao dong sau dao tao khdng thé hoan
thanh tét cong viéc, cho thay chat lugng dao tao cia cong ty con chua cao.

b. Noi dung bién phap
T thyc trang va nhu cau dugc dio tao trén cong ty nén dua ra nhiing

hinh thirc dao tao cu thé:

Ddo tao tai ché : Bang cach kém cap, huéng din ngudi lao dong ngay

tai noi lam viéc. Pi v6i nhimg lao dong truc tiép 1am viéc tai cac day chuyén
san suét ¢ thé kém cap, huong dan trong ca lam viéc cia nguoi lao dong

hoac bé tri, sip xép theo hinh thac luan phién ca. Vi du:
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Thoi gian lam viéc

Thoi gian dao tao

Ho tén Bo6 phan Ca sang Ca chiéu Casang | Cachiéu
Nguyen | Bao dudng 7h15-9h30 | 3h15-5h15 | 9h45-11h | 1h45-3h15
Van An kiém dinh

BUI Anh | Bdo dudng | g445 11115 | 1h45-3015 | 7h15-9h45 | 3n15-5n15
Minh kiém dinh

Cuwr di dao tao:

Lua chon noi dung dao tao phu hop véi cong viéc cia nguoi lao dong.

Tur d6 nguoi lao dong s€ hurng tha vai chuong trinh dao tao hon, tham gia dao

tao véi tinh than tot hon.

Lua chon déi tuong dao tao phu hop. Nguoi can thiét duoc dao tao

nang cao trinh do tay nghé, k¥ ning lam viéc trudc s& duge dio tao trudc,

nguoi chua can thiét thi s& dao tao sau. Lya chon nguoi ¢6 tinh than 1am viéc,

hoc hoi cao, cd suc khoe tét, chap hanh tot cac quy dinh cua cong ty. Tir d6

tranh dugc hién tugng nguoi lao dong dugc cir di dao tao khéng hoan thanh

dang thoi gian cling nhu bo do khoa dao tao.

Tao mdi trudng lam viéc gan két véi ndi dung dao tao, nguoi lao dong

sau dao tao s€ ap dung dugc nhiing gi da dugc dao tao vao lao dong mot cach

tot nhat.
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Bang 13: Du kién cong tac dao tao lao dong truc tiép nim 2013

(Pon vi tinh: Nguot)

Xudng san xuét
Chi tiu Nhu cau dao - oy iy kH
tao
1.P3o tao tai chd 13 12
Tho rut gas long 3 3
Tho thir thuy luc binh gas 3 2
Tho kiém dinh binh 5 5
Tho nap Gas vao binh 2 2
2.Cir di dao tao 10 8
Tho rat gas long 3 2
Tho thir thuy luc binh gas 2 2
Tho kiém dinh binh 3 3
Tho nap Gas vao binh 2 1
Tong 23 20

Ta c0 thé xéac dinh chi phi dao tao nhu sau:
Vi hinh thire dao tao tai chd cong ty du tinh hd tro 700.000d/nguoi.
Nhu vay chi phi do tao cho 9 lao dong dao tao tai chd Ia:
9 *700.000 = 6.300.000d
Véi hinh thire cir di dao tao, tly theo hoc phi caa cac 16p hoc nang cao
nghiép vu trén thi truong. Cong ty du tinh chi phi 1 khoa hoc la
1.800.000d/ngudi. Nhu vay chi phi dao tao cho 5 lao dong cir di dao tao la:
5 *1.800.000 = 9.000.000d
Tién lwong ma cong ty tra cho 5 ngudi cir di dao tao 1a: (véi tién luong
trung binh la 3.000.000d/nguot)
5 *3.000.000 = 15.000.000d
Nhu vy nim 2013, chi phi ma cong ty bo ra nham nang cao trinh do tay nghé

cho lao dong truc tiép 1a:

6.300.000 + 9.000.000 + 15.000.000 = 30.300.000d
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Sau khi két thuc khoa dao tao, nhitng ca nhan hoan thanh tét khéa hoc

s& duoc cong ty khen thudng, dong vién vai muc lwong: ddi véi lao dong

duoc ctr di dao tao 13 2.500.000d, va ddi véi lao dong dao tao tai chd la

1.000.000d/nguoi. Sau d6 danh gia chat luong thuc hién cong viéc cua nhirng

d6i twong dao tao dé co chinh sach dai ngd hop Iy.

c. Két qua caa bién phap

Sau khi thyuc hién bién phap cong ty sé€ c6 dugc mot doi ngii lao dong

c6 trinh @6 chuy@n mon cao, lam viéc hiéu qua, dap ung kip thoi yéu cau chat

lwgng dich vu ngay mot cao cua khach hang, thich nghi véi co ché thi truong.

Diéu nay vira dem lai loi ich cho nuoi lao dong lai vira mang lai loi ich 1au dai

cho cdng ty, gop phan nang cao chat lugng san pham, dich vu caa cong ty,

nang cao suc canh tranh vai cac doanh nghiép khac trén thi truong, nang cao

nang suat lao dong, do d6 nang cao hiéu qua san xuat kinh doanh cua cong ty.

So sanh trudc bién phéap va sau bién phap:

Bang 14: Céac chi tiéu danh gia hiéu qua sir dung nguon nhan lwe truéc

va sau khi thuc hién bién phap

Chénh léch

STT Trwoc Sau giai
Chi tiéu PVT iai pha ha
' Jatphap PR Giatri | %
Tong lao dong | Nguoi 120 120 - -
Tong san %
2 Tan 40150 41520 1370 | 341
lugng ,
Nang suat % o
3 LDBQ Tan/nguol 334.58 346 11.42 | 3.41
4 | Tong lao dong | Nguoi 120 120 - -
5 | Doanh thu Tr.d 533.903| 560.598 26.695 5
6 |Loi nhu@n Tr.d 6.050 6. 342 292 | 4.83
7 |Hieusuatse o ool | 444919 | 467165| 22246| 5
dung lao dong
g |Hleuguasw o g s 50.42 52.85 2.43| 4.82
dung lao dong
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3.2.2 Bién phap 2: Piéu chinh don gia dinh miic

a. Can cwr bién phéap

Pay 1a mot céng tac rat quan trong trong cong ty. Cong tac nay duoc
thuc hién nhiam kich thich nguoi lao dong ning cao ning suét lao dong, nang
cao hiéu qua san xuat kinh doanh va thuc hién muc tiéu caa doanh nghiép.

Cong ty TNHH Gas Petrolimex Hai Phong da tién hanh cong tac tra
luong cho nguoi lao dong trong cong ty dam bao tra dung, tra du véi timg doi
tuong lao dong ¢ cac vi tri, tuy nhién mac lwong nay chua thuc su Kich thich
duoc tinh than 1am viéc cua nguoi lao dong, dic biét d6i vai khoi lao dong
truc tiép tai cac phan xudng.

Va thuce té khi so sanh vai cac cong ty khac ciing nganh thi mot sé don
gia dinh mac ma cong ty 1a thap hon, cu thé:

Bang 15: So sanh don gia dinh mic 1 binh gas loai 12kg
véi cong ty khac
(Pon vi tinh: dong)

Chénh léch | Chénh léch
so va&i Shell | so vai Total

Tén b phan Petrolimex | Shell | Total gas Gas
: : Gas Gas Gas - —
Gia Gia
. % . %
tri tri

Bao dudng va kiém

AR 12.000 | 12.600 | 12.300 600 5 300 25
dinh binh gas

Nap gas vao binh 18.000 | 18.400 | 18.300 400 | 22.22 300 | 1.67

Trude day don gia dinh mac cia 3 cong ty la nhu nhau, tuy nhién tur
nam 2010 Shell gas va Total Gas déu da thay d6i don gia dinh mac méi cho
phU hop véi tinh hinh phét trién kinh té va nhu cau caa ngudi lao dong, con
Petrolimex Gas van ap dung murc don gia dinh muac tir nam 2007 t6i nay chua
thay doi.

So sanh don gia dinh mac 1 binh Gas cua cong ty ddi voi Shell Gas va

Total Gas, ta thay don gia dinh mirc ma cong ty quy dinh dbi véi tung bo
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phan déu thap hon. Bo phan kiém dinh binh gas thap hon tir 2.5% dén 5%, bo
phan nap Gas vao binh thap hon tir 1.67% dén 2.22%.
Trong khi d6 gia ban san pham cua Petrolimex Gas so véi Shell Gas va

Total Gas 1a twong duong nhau, cu thé:

Bang 16: Bang so sanh gia ban san pham binh Gas loai 12kg
(Pon vi tinh: dong)

STT Tén Cong ty Gia ban
1 Petrolimex Gas 490.000
2 Shell Gas 495.000
3 Total Gas 485.000

Vi gia ban tuong tu nhau, Shell Gas va Total Gas da co6 nhitng bién
phap diéu chinh don gia dinh mac kip thoi cho phil hop vai tinh hinh thuc té.
Tuy nhién cong ty TNHH Gas Petrolimex Hai Phong dén nay van chua c6
bién phap diéu chinh don gia dinh muc, van gitr don gia dinh mac tir 4 nam
truéc. Gia ban san pham tuong duong nhau trong khi dé don gia dinh mic ma
cong ty TNHH Gas Petrolimex Hai Phong quy dinh lai thip hon, cho thay
viéc van ap dung don gia dinh mac nay la khéng phu hop khong kich thich
duoc tinh than 1am viéc cia ngudi lao dong. Tir d6 dan dén ngudi lao dong sé
c6 tam ly so sanh véi cac cong ty khac cing nganh nghé san xuat, tao cam
giac chan nan trong lao dong, khong céng hién hét stc luc cho cong ty. Cu
thé trong nam 2012 c6 4 nhan vién bi sa thai thi trong d6 3 nguoi thudc doi
tugng lao dong truc tiép (chiém 75% tong sé lao dong bi sa thai tai cong ty)
va s lao dong gian tiép bi sa thai chi 1a 1 ngudi (chiém 25%). Ma nguyén
nhan chinh 1a do viéc dai ngd khong thoa mén va kich thich duoc tinh than
cling nhu git chan nguoi lao déng. Vi vay cong ty nén cé bién phap diéu
chinh don gia dinh mac phl hop dé gitr chan ngudi lao dong cling nhu tao

dong luc kich thich nguoi lao dong, ting ning suét lao dong cho cong ty.
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b. N§i dung bién phép
Diéu chinh don gia dinh muc tang 1én, cu thé:
Bang 17: Pon gia dinh miic 1 binh Gas loai 12 kg
(Pon vi tinh: dong)

N Pon gia dinh | Don gia dinh Chénh léch
Tén bo phan , X , o
muc (trudce) muc (Mai) Gia tri %
Kiém dinh binh gas 12.000 12.500 500 4.17
Nap gas vao binh 18.000 18.400 400 2.22

c. Két qua caa bién phap
So sanh cu thé véi truong hop cua anh Bui Buc Canh ¢ bd phan bao
dudng kiém dinh binh gas, mac luong truéc va sau khi thuc hién bién phép

diéu chinh don gia dinh muc:

Bang 18: Bang don gia dinh mirc bao dudng va kiém dinh
binh Gas loai 12kg
(Pon vi tinh: dong)

£opa Pon gia dinh mic | Pon gia dinh Chénh léch
Tén bo phan ; . .
(trudc) muc (mai) Gia tri %
Bao dugng kiem 12.000 12.500 500 | 4.17
dinh binh gas

Sinh vién: Nguyén Thi Thu Hoa - Lép QT1301N 75




Mot s6 bién phap nang cao hiéu qua sir dung ngudn nhan luc tai cong ty
TNHH Gas Petrolimex Hai Phong

Bang 19: Bang so sanh lwong san pham

trudc va sau khi thuc hién bién phap

(Pon vi tinh: dong)

p Theo don gia Theo don gia dinh Ak 14

S0 Sp dinh mic cii mic Méi Chenh Igch
Ho | g5 phan | 1am
tén » PN trong

than

J Df]:n Luong D.O:n Lwong sp | Giatri | %
gia sp gia
Bui | Bao
buc | dudng va
Canh | kiém dinh 228 | 12.000 | 2.736.000 | 12.500 | 2.850.000 | 114.000 | 4.17
binh gas

Sau khi thyc hién viéc diéu chinh don gia dinh mac du kién két qua

cong ty sé dat dugc nhu sau:

Bang 20: Bang so sanh trwéc va sau bién phap

STT Chi tiéu pyr |Trudcgiai | Saugidi | Chenhléch
phap phap | Giatri | %
Tong lao dong Nguoi 120 120 - -
Tong san lugng Tan 40150 41556 | 1435| 3.57
3 |Nangsut LD Tan/ 344.58 361.78| 17.2| 4.99
nguol
4 | Tong lao dong Nguoi 120 120 - -
5 | Doanh thu Tr.d 533.903 | 558.997 | 25.094 | 4.7
6 |Loinhuan Tr.d 6.050 6.316 | 266| 4.39
7 | Hiéu suat sir dyng| Tr.d/ 444919 | 4658,31| 209.12| 4.7
lao dong Nguol
g | Hitu qua s dung| Tr.d/- 50.42 5263| 221 4.38
lao dong Nguol
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KET LUAN

Sau 19 nam di vao hoat dong va phat trién, Cong ty TNHH Gas
Petrolimex Hai Phong di ludn c¢d ging khong ngung phat trién, mé rong thi
trrong. Thuong hiéu Petrolimex Gas Ida tr¢ thanh mot trong nhitng thuong
hiéu dugc khéach hang biét dén va nguoi tiéu ding tin cay.

Trong qué trinh thuc tap tai Cong ty TNHH Gas Petrolimex Hai Phong,
cong ty da tao diéu kién cho em nghién ctu va nim bat kién thac thuc té
nham cung cé kién thic da duoc trang bi tir khi hoc trén ghé nha truong. Trén
co so 1y thuyét va phan tich thuc té em nhan thidy mot s6 van dé con ton tai
trong cOng tac quan tri ngudn nhan luc trong cdng ty. Va trong qua trinh phan
tich, tim hiéu qua cac chi tiéu cu thé em da dé ra mot sé giai phap cha yéu voi
muc dich gép phan nang cao hiéu qua quan ly sir dung ngudn nhan luc cua
Cong ty duoc cai thién hon nita, phi hop véi tinh hinh thuc té hién nay nham
giai quyét mot s6 mat con han ché.

Mot lan nita em Xin chan thanh cam on ban lanh dao Cong ty TNHH
Gas Petrplimex Hai Phong di tao diéu kién huong dan em trong qué trinh
thuc tap.

Em ciing xin guri 16 cam on t6i co gido hudng dan Th.s P6 Thi Bich
Ngoc d tan tinh gitp d&, chi bao em trong subt thoi gian lam dé tai khoa luan
tét nghiép. Do ning luc, kién thize cling nhu thoi gian ¢ han nén bai viét cua
em van con nhiéu thiéu s6t, kinh mong thay c6 xem xét, gop y kién dé bai viét
cua em duoc hoan thién hon.

Em xin chan thanh cdam on!

Hai Phong, ngay.....thang....nam....

Sinh vién

Nguyén Thi Thu Hoa
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