Dé Tai Nghién Ciru Khoa Hoc Trwong Dai Hoc Dan LapHdai Phong

MO DAU

1. Tinh cip thiét cia dé tai

Trong qua trinh céng nghiép hoa, hién dai hoa dit nude co ché quan Iy va
str dung c6 hiéu qua ngudn nhan luc 14 mot trong nhitng bién phap co ban
nhim ning cao ning suit lao dong, cai thién doi sdng vat chat cho nguoi lao
dong.

Trong pham vi mgt Doanh nghi¢p, stt dung lao dong duoc coi la van dé
quan trong hang dau lao dong 13 mot trong ba yéu té dau vao cua qua trinh
san Xut. Nhung st dung lao dong c6 hiéu qua cao nhét lai 14 mét van dé
riéng biét dat ra cho tung Doanh nghi¢p. Viéc Doanh nghi¢p sit dung nhiing
bién phap gi, nhimg hinh thic nao dé phat huy kha niang ctia nguoi lao dong
nham nang cao nang suét lao dong va hi€u qua san xuét kinh doanh 1a mot
diéu hét sic quan trong, nd cd y nghia téi su that bai hay thanh cong cia
Doanh nghi¢p d6. Mat khac, khi biét duoc dic diém cua nguoi lao dong trong
Doanh nghiép s& giup cho Doanh nghiép tiét kiém dugc chi phi, thoi gian va
cong suc vi vay ma viéc thuc hién muc tieu cua Doanh nghi¢p dé dang hon.

Qua qué trinh thuc tip tai Cong ty cd phan Hoa chat Vat liéu dién Hai
Phong, em nhan thay viéc sir dung ngudn nhan luc & day chua hiéu qua, chua
tan dung dugc hét nguén nhan lyc, cu thé nhu:

- Viéc ddo tao ngudn nhan luc cua Cong ty chua dem lai hiéu qua cao, chua
dap tmg duoc véi nhu cau thyc té.

Tién hanh viéc diéu tra, két qua thu duoc c6 70% tong s6 lao dong cho rang
viéc dao tao cua cong ty lam ho hai 1ong va c6 dén 30% khong cam thay hai
long.

- Mot s6 van dé vé tién luong, thudng chua thoa man véi nhu cau cia nguoi
lao dong dac biét 1a voi lao dong truc tiép. Khi diéu tra ¢ 2 day chuyén san
xudt cta Cong ty thi c6 dén 40% nguoi lao dong cho rang don gia dinh muc

Cong ty quy dinh con thap so véi cac Cong ty khac. Va 23% nguoi lao dong
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xac dinh khong gan bo lau dai véi Cong ty, 11% trong tinh trang con dang
xem xét.

- Van con ton tai hién twong may moc chua str dung hét cong suét (tdng hop
phiéu danh gid ngudi lao dong cho rang van con 5 — 7% mdy moc thiét bi
chua sir dung hét cong suit).

- M6t bd phan nguoi 1d khong chap hanh nghiém tic ndi quy lao dong vé thoi
gian 1am viéc, tac phong lam viéc (chiém 5% tong s6 lao dong toan Cong ty).

Tir tAm quan trong cta viée sir dung hiéu qua ngudn nhan luc va thuc trang
cong tac quan tri nguén nhan luc tai Cong ty ma qua qué trinh thuc tip em tim
hiéu duogc, va viéc nghién ctru vé van dé nay tai Cong ty 1a chua timg duoc
thuc hién nén em quyét dinh chon dé tai: “Mot s6 bién phap ning cao hiéu
qué ngudn nhan lwc — nghién ciru tinh hudng tai Céng ty c6 phin Héa
chit Vit liéu dién Hai Phong” 1am d¢é tai nghién ctru khoa hoc ctia minh.

2. Muc tiéu ciia dé tai

Thong qua viéc nghién ciru co s6 1y luan vé cong tac str dung ngudn nhan
luc va phan tich danh gia thuc trang sir dung ngudn nhan luc tai Cong ty cod
phﬁn Hoéa chat Vat liéu dién Hai Phong dé dé xuat mot sd bién phap nham
nang cao hiéu qua st dung ngudn nhan lyc tai Cong ty.

3. Phuong phap nghién ciru

e Thu thap s6 lidu:

Thu thap tai liéu vé tinh hinh san xuét kinh doanh cta Cong ty nhitng nim
gan day va dic biét 1a cac tai liéu, thong tin can thiét phan anh tinh hinh sir
dung ngudn nhan luc tai Cong ty.

e Phuong phép thiét ké bang cau hoi va phong van:

Béang cau hédi 1a mot cong cu dé thu thap s6 liéu. Bang cau hoi 1a mot
phuong tién dung dé giao tiép giita ngudi nghién ctru va nguoi tra 10i trong tat
ca cac phuong phap phong van. Bang cau hoi bao gdm tap hop cac ciu hoi va
cac cau tra 10i duoc sap xép theo logic nhét dinh.

e Phuong phép diéu tra chon mau:
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Diéu tra chon mau c6 nghia 1a khong tién hanh diéu tra hét toan bo cac don
Vi téng thé, ma chi diéu tra trén mét s don vi rdi suy ra toan bd téng thé
nham dé tiét kiém thoi gian, cong strc va chi phi. Van dé quan trong nhat 13
dam bao cho tong thé miu phai c6 kha ning dai dién cho tong thé chung.

Pé tai str dung phiéu diéu tra dé tién hanh diéu tra nhu sau:

- 70 phiéu diéu tra nguoi lao dong & ddy chuyén san xudt sb 1 va sd 2 cua
Cong ty.

- 20 phiéu diéu tra nguoi lao dong & cac phong ban chirc ning.

- 5 phiéu diéu tra ban 1anh dao Cong ty.

e Phuong phap théng ké:

Tir s6 lidu diéu tra dugce két hop voi viée nghién ciru chi tiéu gilta céc
nim, st dung phuong phap thong ké dé so sanh vé s tuyét ddi va twong dbi,
tir 6 dua ra cac két luan vé viéc str dung ngudn nhan lyc ctua Cong ty.

Ngoai ra con st dung mot s phuong phap khac nhu: phuwong phap so
sanh, phuong phap chuyén gia...

4. Pbi twong nghién ciru
- Nghién ctru van dé ngudn nhén luc va cong tac quan tri ngudén nhan lyc véi
cac dic diém san xuét kinh doanh cta Cong ty.
- Nghién ctru van dé hoach dinh nguon nhan lyc, tuyén dung, dio tao va phat
trién, ché do dai ngo...tai Cong ty cd phan Hoa chat Vat liéu dién Hai Phong.

5. Pham vi nghién ciru

Tim hiéu, nghién ctru, thu thap va xu 1y thong tin vé nguén nhan luc va
cong tac quan tri ngudén nhan luc véi dic diém san xuét kinh doanh cua Cong
ty c6 phan Hoa chat Vit liéu dién Hai Phong tir cac phiéu tra.

6. Y nghia khoa hoc va thuec tién ciia dé tai
- Két qua nghién ctru ctia dé tai co thé lam tai liéu tham khao giup sinh vién
nganh quén tri Doanh nghiép hiéu rd hon vé van dé st dung nguén nhan luc
trong Doanh nghiép.

- Cac bién phap sir dung c6 hiéu qua ngudn nhan luc ma dé tai dua ra khong

chi gitip Doanh nghiép san xuat kinh doanh hiéu qua ma con dap tng duoc
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nhu cdu ngdy cang cao ctia nguoi lao dong, nang cao doi séng cho ngudi lao
dong, lam ho yén tdm cong tac, phat huy duoc cic nang lyc cé nhan, trung
thanh tan tam vo1 DN.

- Céc bién phap d6 khong chi c6 thé ap dung tai Cong ty cd phan Héa chét
Vit liéu dién Hai Phong ma con co thé ap dung tai cac DN tuong tu giup DN

san xuét kinh doanh hiéu qua hon.
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7. Tién dd thwe hién dé tai

ND cac bude thue hién Két qua phai dat Thoi gian

banh gia thuc trang su
1. Nghién ctru thyc tién dung nguén nhan luc tai 12/02 - 31/03/2011
DN, thu thap s liéu

Tim hiéu li luan lién

2. Nghién ctru li luan quan dén sir dung ngudn 01/04 — 30/4/2011
nhan luc
3. Nghién ctru dua ra giai Phén tich s6 liéu, dé xuat
) o 01/05 -20/6/2011
phap giai phap
Hoan tat qua trinh danh
4. Hoan chinh dé tai may, in 4n, bao vé trudc hoi|  21/6 — Thang7/2011

ddng khoa hoc nha truong

8. B6 cuc ciia dé tai

Ngoai phan mo dau va két luan, dé tai bao gom 3 phan:

- Phan 1: Nghién ctru co s& 1y luan vé cong tac st dung ngudn nhan luc tai
Cong ty c6 phan Hoa chat Vat liéu dién Hai Phong.

- Phan 2: Phan tich danh gia thyc trang s dung ngudn nhan luc tai Cong
ty.

- Phan 3: Dé xuat mot sd bién phéap nang cao hi€u qua st dung nguén nhan

luc tai Cong ty.
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PHAN 1: CO SO LY LUAN VE NGUON NHAN LUC VA HIEU QUA
SU DUNG NGUON NHAN LUC TRONG CONG TY

1.1/ Cac khai niém vé nhén lyc va quan ly sir dung nhan lue
1.1.1/ Khai niém ngudn nhin lre

Hién nay, ngudn nhan lyc 1a ngudn lyc quan trong nhat, quyét dinh su
t6n tai va phat trién cia mdi qudc gia cling nhu mdi doanh nghiép. Pimg trén
cac goc do khac nhau, khi nghién ciru ngudn nha luc, cac hoc gia da dua ra
cac khai niém khac nhau vé ngudn nhan lyc cho phu hop véi muc tiéu nghién
ciu

Ngudn nhan lyc hay ngudn luc lao dong bao gdbm sd ngudi trong do
tudi lao dong c6 kha ning lao dong (trir nhitng nguoi tan tat, mat stc lao dong
loai ning) va nhiing ngudi ngoai do tudi lao dong nhung thuc té dang lam
viéc (Vién nghién ctru khoa hoc va phat trién).

Nguén nhan luc 1 nguon luc cia mdi con ngudi gom c6 thé lyc va tri
luec. Nguén nhan luc trong doanh nghiép duoc hiéu 12 toan bo sb lao dong ma
doanh nghi¢p c6 va co thé huy dong toan bg thuc hién san xuét kinh doanh.

Nguén nhan luc cia mot to chitc duoc hinh thanh trén co sd cac ca
nhan véi vai tro khac va duoge lién két voi nhau theo nhirng myc tiéu nhét
dinh. Nguén nhan luc khac vo1 cac nguén luc khac ctia doanh nghi€p & ban
chat cia con nguoi (Tran Kim Dung, 2007).

1.1.2/ Khai niém quan 1y ngudn nhén lye

Theo Nguyén Hitu Than (2007), quan 1y nguén nhan luc 1a phéi hop
mot cach téng thé cac hoat dong hoach dinh, tuyén mo, tuyén chon, duy tri,
phat trién, dong vién va tao moi diéu kién thuan loi cho nguén nhan lyc thong
qua td chirc, nham dat duge muc tiéu chién lugc va dinh huéng vién canh cia
t6 chrc.

Quan 1y nguén nhan lyc nghién ctru nhimng van dé vé quan 1y con ngudi
trong to chirc & tAm vi mé c6 hai myc tiéu co ban:
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+ Str dung hiéu qua ngudn nhan lyc nhim ting cudng ning suét lao
dong va nang cao tinh hiéu qua cia t6 chuc.

+ Pap tng nhu ciu ngdy cang cao cua nhan vién, tao diéu kién cho
nhan vién phat huy tdi da nang luc c& nhan, dugc kich thich nhiéu nhét tai noi
lam viéc va long trung thanh tan tdm voi Doanh nghiép.

+ Phan biét quan tri nguén nhan lyc va quan tri nhan su:

Thuét ngir quan tri ngudn nhan lyc dan thay thé cho quan tri nhan sy
v6i quan diém chu dao: Con ngudi khong con don thuan chi 13 yéu té cta qua
trinh san xuat kinh doanh ma 1 ngudn tai san quy bau cua to chic, 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 co lgi thé kinh doanh cao hon,
c6 lo1 nhuén cao hon, hi¢u qua cao hon.

1.2/ Chirc nang va vai tro cia quan ly nhan luc
1.2.1/ Chirc nang ciia quan ly nhan lyc:

Céc hoat dong quan tri ngudén nhan lyc lién quan dén tat ca cac van dé
thudc vé quyén lg1, nghia vu va trach nhiém cua nhan vién nham dat hiéu qua
cao cho to chuc 14n nhan vién. Trong thuc té hoat dong nay rit da dang va
thay doi trong cac doanh nghiép khac nhau, tuy theo dac diém, tinh chit va
cac dic thu cia mdi doanh nghiép. Tuy nhién, cac hoat dong chu yéu cua
ngudn nhan luc ¢ thé phan chia thanh ba nhém chitc nang chu yéu sau:
1.2.1.1/ Nhém chirc nang thu hut nhan lue

Nhom chirc ning nay chi trong van dé dam bao c6 du sé lugng nhan
vién véi cac pham chat phu hop cho cong viéc ciia doanh nghiép. Pé c6 thé
tuyén dugc dung nguoi cho ding viéc, trudc hét doanh nghiép phai cin cu
vao ké hoach san xuat, kinh doanh va thyc trang s dung nhan vién trong
doanh nghiép nhim xac dinh duoc nhig cong viéc ndo can tuyén thém
nguoi. Thuc hién phan tich cong viéc s& cho doanh nghiép biét phai tuyén
thém bao nhiéu nguoi va cac yéu cau, tiéu chuan dat ra dbi voi cac img cir

vién. Viéc ap dung cac k¥ nang tuyén dung nhu trac nghiém va phdéng van sé
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gitip doanh nghiép chon dugc cac tmg cir vién tot nhat cho cong viée. Do do,
nhoém chtrc ning tuyén dung thudng co cac hoat dong: du bao va hoach dinh
ngudn nhén lyc, phan tich cong viéc, phong vén, trac nghiém, thu thap, luu
giit va xur 1y thong tin vé ngudn nhén lyc cua doanh nghiép.

1.2.1.2/ Nhém chirc ning dao tao va phat trién

Nhom chuic nang nay chu trong viéc nang cao nang luc cua nhan vién,
dam bao cho nhén vién trong doanh nghiép c6 cac k¥ ning, trinh d6 lanh nghé
can thiét dé hoan thanh tot cong viéc duogc giao va tao diéu kién cho nhan
vién duoc phat trién t6i da cic nang luc c4 nhan. Cac doanh nghiép 4p dung
chuong trinh huéng nghiép va dao tao nhan vién méi nham xac dinh nang luc
thuc té ctia nhan vién va gitp nhan vién lam quen voi cac cong viée cua
doanh nghiép. Pong thoi, cac doanh nghiép ciling thudng lap cac ké hoach dao
tao, huan luyén va dao tao lai nhan vién méi khi co su thay d6i vé nhu cau san
xuét kinh doanh hoac quy trinh cong nghé, ki thuat.

Nhém chure nang dao tao, phat trién thuong thuc hién cac hoat dong
nhu: huéng nghiép, hun luyén, dao tao k¥ niang thuc hanh cho cong nhén;
bdi dudng nang cao trinh do lanh nghé va cap nhat kién thirc quan 1y, k¥ thuat
cong nghé cho can bo quan 1y va can bd chuyén mon nghiép vu.
1.2.1.3/ Nhém chirc ning duy tri nhan lyc

Nhom chtc ning nay chi trong dén viée duy tri va sit dung c6 hiéu qua
ngudn nhan luc trong doanh nghiép. Nhém chirc nang nay gém 2 chirc nang:

- Kich thich, dong vién

- Duy tri phat trién cic mdi quan hé t6t dep trong doanh nghiép

Chtic nang kich thich dong vién lién quan dén cac chinh sach va cac
hoat dong nham khuyén khich, dong vién nhan vién trong doanh nghiép lam
viéc hang say, tan tdm, c6 y thuc trach nhi¢m va hoan thanh cong viéc voi
chat luong cao. Giao cho nhan vién nhitng cong viéc mang tinh thach thirc
cao, cho nhan vién biét sy danh gia cia can by lanh dao vé mirc do hoan
thanh va y nghia ciia viéc hoan thanh cong viéc ddi voi hoat dong cia doanh

nghiép, tra luong cao va cong bang, kip thoi khen thudng cac ca nhan ¢ sang
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kién, cai tién ki thuat, c6 dong gop lam ting hiéu qua san xuat kinh doanh va
uy tin cua doanh nghiép,...1a nhitng bién phéap hiru hiéu dé thu hat va duy tri
dugc d6i ngii lao dong lanh nghé cho doanh nghiép. Do d6, xay dung va quan
Iy hé théng bang lwong, thiét 1ap va ap dung cac chinh sach luong bong, thing
tién, ky luat, tién thudng, phuc loi, phu cép, danh gia nang luc thuc hién cong
viéc cua nhan vién 1a nhimg hoat dong quan trong nhat cua chirc nang kich
thich, dong vién.

Chtic ning quan hé lao dong lién quan dén cac hoat dong nham hoan
thién méi trudng 1am viée va cac mdi quan hé trong cong viée nhu: ky két
hop dong lao dong, giai quyét khiéu t6, tranh chip lao dong, giao té nhan
vién, cai thién moi truong lam viée, y té, bao hiém va an toan lao dong. Giai
quyét tot chirc nang quan hé lao dong s& gitp cho doanh nghiép tao ra bau
khong khi tam 1y tap thé va céc gia tri truyén thong tot dep, vira lam cho nhan
vién dugc thod man véi cong viée cua doanh nghiép.

1.2.2/ Vai tro cia quéan ly nhan lye

Quan tri nhan luc gitt vai tro dac biét quan trong va ngay cang duoc cac
quan tri gia quan tdm nghién ctru va phén tich, xem ddy 1a mot chirc ning cot
16i va quan trong nhat cta tién trinh quan tri. Viéc nghién ciru quan tri nhan
luc nham dat dwgc muc tiéu co ban sau:

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

- Pap tng nhu cau ngay cang cao cta nhan vién, tao diéu kién cho
nhan vién phat huy t6i da cac ning luc cd nhan va trung thanh, tin tim véi
doanh nghiép.

Do do, quan tri nhan lyc ¢6 vai tro 1a mdt bd phan khong thé thiéu duoc
ctia cong tic quan 1y san xuat kinh doanh trong cac doanh nghiép. N6 tim
kiém va phat trién nhitng hinh thirc, nhitng phuong phép tét dé moi thanh
vién co thé dong gop duoc nhiéu nhat cho myc tiéu cua doanh nghiép, dong
thoi ciing tao diéu kién dé chinh ban than ngudi lao dong phat trién khong

ngung.
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1.3/ Céc nguyén tic quan 1y ngudn nhan luc

Quan 1y ngudn nhan luc cta td chirc can tudn theo cac nguyén tac sau:

- Nhén vién can duoc dau tu thoa dang dé phat trién nhimg ning luc
riéng nham thoa mén cac nhu cau c4 nhan, dong thoi tao ra ning sut lao dong
hiéu qua cao va déng gop tot cho to chic.

- Céc chinh sach chuong trinh va thyc hién quan 1y can duoc thiét 1ap
va thue hién sao cho c6 thé thoa min nhu cau vat chét 13n tinh than cia nhan
vién.

- M6i1 truong lam viéc can dugc thanh lap sao cho co thé kich thich
nhan vién phat trién va str dung t6i da cic k¥ ning cua minh.

- Céc k¥ ning nhéan su can duoc thuc hién phdi hop va 1a bo phan quan
trong trong chién luoc kinh doanh cua t6 chuc.

Céch tiép can quan Iy ngudn nhan luc doi hoi can bd quan 1y phai hiéu
biét t6t tAm 1y x4 hoi, nghién ctiru hanh vi t6 chirc, phap ludt va cic nguyén tic
kinh doanh.

1.4/ Cac yéu td anh hwéng ddi voi quan 1y nguon nhan hre
1.4.1/ CAc nhén t6 mdi trwong bén ngoai ciia quén tri nhan lwe
1.4.1.1/ Khung canh kinh té

Chu ki kinh té va chu ki kinh doanh anh hudng rat 16n dén quan tri
nhan lyc. Trong giai doan kinh té suy thodi hodc kinh té bat n dinh, Cong ty
mot mat van phai duy tri luc luong lao dong c6 tay nghé, mot mat phai giam
chi phi lao dong. Cong ty phai quyét dinh giam gio 1am viéc, cho nhan vién
nghi lam tam thoi, hodc cho nghi viéc hodc giam phuc loi...Nguoc lai, khi
kinh té phat trién va co chiéu hudng on dinh, Cong ty lai co nhu cau phat trién
lao dong moi dé mé rong san xuét, ting cudng dao tao huin luyén nhan vién.
Viéc mé rong san xuat nay doi hoi cong ty phai tuyén thém nguoi co trinh do,
doi hoi phai ting luong dé thu hit nhan tai, ting phic loi va cai thién diéu

kién lam viéc.
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1.4.1.2/ Luat I¢ cia Nha nuéc

Céac doanh nghiép déu dugc binh dang véi nhau trén khia canh phap
luat, dugc phép kinh doanh trong nhitng nganh nghé ma Nha nudc cho phép,
duogc bao trg kinh doanh béi Nha nude trong nén kinh té quéc dan.
1.4.1.3/ Van hoa — Xa hoi

Vién hoa xa hdi cua mét nudc cling anh hudng dén quan tri nhan lyc.
Trong mot nén kinh t& xd hoi c¢6 nhiéu dang cip, nic thang gia tri xd hoi
khong theo kip da phat trién cta thoi dai, rd rang né da kim ham, khong cung
cap nhén tai cho to chirc.

Su thay ddi cac gia tri van hoa ciia mot nudce cling tao ra cac thach db
cho céac nha quan tri nhan luc. Ty 1€ phu nit gia tang trong luc lugng lao dong
12 mot thi du dién hinh cho sy thay doi vin hod gy anh huong vé dan sé...
1.4.1.4/ Poi thii canh tranh

Trong nén kinh té thi truong, nha quan tri khong chi canh tranh thi
truong, canh tranh san pham ma con canh tranh vé ngudn tai nguyén nhan suy.
Nhan su 1a cbt 16i ctia quan tri, 13 tai nguyén quy gi nhat, cac cong ty phai lo
giit va duy tri phat trién. Pé 1am dugc diéu ndy, cac cong ty phai c6 chinh
sach nhan sy hop 1y, phai biét 1anh dao, dong vién, khen thuong phu hop va
phai tao ra mot bau khong khi gan két nhan vién minh...Nguoc lai, cong ty s&
dé mat nhan tai. Su ra di ctia nhan vién khong chi don thuan 1a van dé luong
bong ma 1a tong hop cta 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 c6 hiéu qua.
1.4.1.5/ Khoa hgc ky thuat

Khi khoa hoc thay doi, mot sd cong viéc hodc mot sé ky ning khong
con can thiét nita. Do do, cong ty can phai dao tao lai lyc lugng lao dong hién
tai cia minh. Sy thay d6i khoa hoc cling déng nghia véi sy kién 1a chi can it

ngudi hon ma van sdn xuat ra so lugng sin pham tuong tw, nhung c6 chat
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luong hon. Piéu ndy c6 nghia 12 nha quan trj nhan su phai sap xép luc luong
lao dong du thtra.
1.4.1.6/ Khach hang

Khach hang 1a myc tiéu cua moi doanh nghi¢p. Khach hang mua san
pham va dich vu cta doanh nghiép 12 mot phan ctia moi trudng bén ngoai.
Doanh s6 sé& 1a yéu t6 song con ctia doanh nghiép. Do d6, nha quan tri phai
dam bao rang nhan vién cia minh san xuat ra nhitng mat hang phu hop véi
nhu cau va thi hiéu ctia ngudi tiéu dung. Chat luong cua hang hoa hoidc dich
vu la rat quan trong ddi véi khach hang. Vi thé, nha quéan tri phai lam cho
nhan vién cta minh hiéu duoc rang khong c6 khach hang khong c6 doanh
nghiép, va ho khong c6 co hoi dugc lam viéc nira.
1.4.2/ Cac méi truong bén trong ciia quan tri nhan luc
1.4.2.1/ Sir mang hay muc tiéu ciia doanh nghiép

Mdi doanh nghiép déu c6 st mang va muc dich riéng ciia minh. Mdi
cip quan tri déu phai hiéu rd st mang cta doanh nghiép minh. Muc dich hay
st mang cua doanh nghiép 1a yéu t6 thudc méi trudng bén trong anh hudng
dén cac bd phan chuyén moén cua doanh nghi€p nhu san xuét, kinh doanh,
marketing, tai chinh hay quan tri nhan lyc...Mdi by phan chuyén mon hay tac
vu phai dua vao muc dich hay st mang cua doanh nghiép dé dé ra muc tiéu
cho bd phan ctia minh.

1.4.2.2/ Chinh sach hay chién lwgc ciia doanh nghiép

Chinh sach cia doanh nghiép thuong la cac linh vyc thudc vé nhan lyec.
Céac chinh sach nay tuy thudc vao chién lugc dung ngudi cia ting doanh
nghiép. Cac chinh sach nay c6 anh hudng quan trong dén cach hanh xtr cong
viéc cua cac cép quan tri. Mot s6 chinh sach anh huong dén quan tri nhan lyc:
- Cung cip cho nhén vién mot noi lam viéc an toan

- Khuyén khich moi nguoi lam viée hét kha nang ciia minh
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- Tra luong va dai ngd khuyén khich nhan vién lam viéc ¢ ning suat
cao
1.4.2.3/ Bau khéong khi vin hoa ciia Doanh nghiép

Bau khéng khi van hoa ctia doanh nghiép 1a hé thdng cac gia tri, niém
tin va cac thoi quen duoc chia sé trong pham vi t6 chuc, tac dong chinh téi
viéc tao ra cac chuan muc hanh vi. Thuong c6 2 loai bau khong khi trong
doanh nghiép: khong khi van hoa khép kin va khong khi van hod m¢é. Chung
ta can phai xac dinh bau khong khi vin hoa cua doanh nghiép vi né anh
huéng dén su hoan thanh cong tac trong khap to chirc va hau qua 1a anh
huéng dén sy thoa man cta cong nhan vién cling nhu anh huong dén kha
nang sinh 101 ciia doanh nghiép.

1.5/ Néi dung co ban ciia quan Iy ngudon nhén hre
1.5.1/ Hoach dinh tai nguyén nhan su.

Theo Nguyén Hiru Than (2007), hoach dinh TNNS 1a mét tién trinh
trién khai thyc hién cac ké hoach va cac chuwong trinh nham dam bao rang co
quan sé& c6 dang sb luong, dang sé nguoi duoc b tri dung noi, dung lic va
dung cho.

Sau khi dé ra muc tiéu vé kinh doanh doanh nghiép s& dé ra cac chién
luoc va ké hoach hoat dong. Thong thudng cac chién luoc va ké hoach hoat
dong bao gém cac budc sau:

- Phan tich moi truong, xac dinh muc tiéu va chién luge cho doanh
nghiép

- Phan tich hién trang quan 1y ngudn nhan lyc trong doanh nghiép.

- Du bao khdi luong cong viée (di voi cac muc tiéu kinh té, ké hoach
dai han, trung han) hoac xac dinh khoi luong 1a cac cong viéc va tién hanh
phan tich cong viéc (déi voi muce tiéu, ké hoach ngfm han) va nhu cu nguén
luc (d6i voi cac muc tiéu, ké hoach dai han. trung han) hoic xac dinh nhu cau

ngudn nhan lyc (461 véi cac muc ti€u, ké hoach ngan han).
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- Phén tich quan hé cung ciu ngudn nhén luc, kha ning diéu chinh, dé
ra cac chinh sach, ké hoach chuong trinh thuc hién giup cho doanh nghiép
thich ing v6i cac nhu cdu méi va nang cao hiéu qua sir dung ngudn nhan lyc.

- Thuc hién céc chinh sach, ké hoach chuong trinh quan tri ngué)n nhan
luc ctia doanh nghiép.

- Kiém tra danh gia tinh hinh thuc hién.

So @6 1.1: Quy trinh hoach dinh ngudn nhan sy

Du bao/ Du bao/ Chinh
Phan tich Phan tich Xac dinh sach Thue hién
moi cong viéc | nhu cau ~Thu hat
truong nhan lyc -Dao tao va
Xac dtu}h phét trién
muc tiéu — —— -Tra con
lya Chon P_han tich Phén tI‘Ch vaakichg Kidm tra
chién hién cung cau, thich il
lugc trang kha nang Quanhé || ginn hinf
qualg tr dlfau % lao dong thuc hién
nguon chinh Ké o
nhan lyc hoach/
> i Chuong
trinh

1.5.2/ Phén tich cong viéc

Phan tich cong viéc la mot tién trinh xac dinh mot cach cé hé théng cac
nhiém vu va cac k¥ nang can thiét dé thuc hién céc cong viéc trong mot td
chuec.

Phan tich cong viéc la nhitng cong viéc, thu tuc xac dinh quyén han va
trach nhiém, k¥ niang theo yéu cu ctia cong viéc va xac dinh nén tuyén nhiing
nguoi nhu thé nao dé thuc hién cong vi¢e t6t nhat.

Phén tich cong viéc cung cdp cac thong tin vé yéu cau, dic diém cua cong
viéc, la tai liéu co s& cho viéc xay dung ban mé tad cong viéc va ban ti€u

chuéan cong viéc.
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So @0 1.2: ich lgi ciia phén tich cong viée

Phén tich cong viéc

Béan mo ta cong viéc

Ban tiéu chuan cong viéc

Tuyén bao tao, banh gia Xac dinh Tra cong,
dung, huan nhan vién gia tri khen
chon lua luvén cong viéc thuong

- Noi dung, trinh ty thuc hién phan tich cong viéc: Gom 6 budc.

Bwoc 1: Xac dinh muc dich sir dung cac thong tin phan tich cong viéc, tir
d6 xac dinh cac hinh thirc thu thap théng tin phan tich cong viéc hop 1y nhat.

Buwée 2: Thu thap céac thong tin co ban trén co sé ciia so do to chic; cac
vin ban vé muc dich yéu cau, chirc ning quyén han cia cong ty, phong ban,
phan xuong; so dd quy trinh cong nghé va ban mé ta cong viée cii (néu co).

Bwoc 3. Chon lua cac vi tri dic trung va nhiing diém then chét dé thuc
hién phan tich cong viéc nham lam giam thoi gian va tiét kiém hon trong phan
tich cong viéc, nhat 14 khi can phan tich cac cong viéc nhu nhau.

Buéc 4: Ap dung cac phuong phap khac nhau dé thu thap thong tin phan
tich cong viéc. Tuy theo yéu cau vé mirc ddi chinh xac va chi tiét cua thong
tin can thu thap; tuy theo dang hoat dong va kha nang tai chinh, c6 thé su
dung mot hodc két hop nhiéu phuwong phap thu thap thong tin sau day: Quan
sat, bam gid, chup anh, phong van, ban cau hoi.

Buwée 5: Kiém tra xac minh lai tinh chinh x4c ciia thong tin. Nhiing thong

tin thu thap dé phan tich cong viéc (thuc hién trong budc 4) can duoc kiém tra
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lai vé mac d6 chinh xéc, dﬁy du béng chirng cac nhan vién, cong nhan thuc
hién cong vi€c va cac vién gidm thi gidm sat tinh hinh thuc hién cong viéc do.

Buwée 6: Xay dung ban mé ta cong viéc va ban tiéu chudn cong viéc.

Ban mo ta cong viéc la van ban liét ké cac chirc nang, nhiém vu, cac mbi
quan h¢ trong cong viéc, cac diéu kién lam viéc, yéu cau kiém tra, giam sat va
cac tiéu chuan can dat duge khi thye hién cong viéc. Ban mo td cong viéc
gilp chung ta hiéu duoc ndi dung, yéu cau ctiia cong viéc va hiéu duge quyén
han, trach nhiém khi thuc hién cong viéc.

Bin tiéu chuan cong viéc 12 vin ban liét ké nhimg yéu ciu vé ning luc ca
nhan nhu trinh d6 hoc van, kinh nghiém cong tac, kha ning giai quyét van dé,
cac k¥ ning khac va dic diém ca nhan thich hop nhat cho cong viéc. Ban tiéu
chuan cong viéc giup chung ta hiéu dugc doanh nghiép can loai nhan vién
nhu thé nao dé thyc hién cong viée tdt nhat.

1.5.3/ Tuyén dung lao dong

Trong mét doanh nghiép, cong tac tuyén dung nhan su thanh cong tic 1a
tim dugc nhitng nguoi thuc sy phu hop véi cong viée c6 ¥ nghia rat to 16n.
Doanh nghiép nhan duoc mot ngudn nhan sy xing dang, hoan thanh tét cong
viéc duoc giao gop phan vao viéc duy tri su ton tai va phat trién cta doanh
nghiép. Ban than nhiing nguoi duoc tuyén vao cong viéc phu hop véi ning
lyc va s¢ truong cua minh sé rat himg tha va an tdim véi cong viée. Nguoc lai
néu viéc tuyén dung nhan sy khong duoc thuc hién ding thi s& giy ra nhiing
anh huong tiéu cuc tac dong truc tiép toi cong ty va ngudi lao dong.
1.5.3.1/ Céc ngudn tuyén dung
*) Nguon tuyén dung nji bé
+ Cac hinh thuec:

- Sir dung cac nhan vién hién hitu: trong truong hop can thing chirc, dé bat,
hodc thuyén chuyén sang nhiing vi tri trong, vi tri méi.
- Ban b¢, ngudi than ctia nhan vién hién hitu: hinh thirc nay c6 thé coi la

tuyén md nguon bén ngoai.
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- Céc nhén vién cii: Iya chon hinh thirc nay can luu ¥ tranh tu tudng cho
nhan vién rang ho co thé roi cong ty bat cir khi nao va khi tro lai khéng bi
mAat mat gi.

+ Uu diém :

- Nhan vién ciia doanh nghiép da dugc thir thach vé long trung thanh, thai
do nghiém tac, trung thyc, tinh than trach nhiém va it bo viéc.

- Nhan vién ctia doanh nghiép s& dé dang, thuan lgi hon trong viéc thuc
hién cong viéc, nhat 13 trong thoi gian dau ¢ cwong vi trach nhiém méi. Ho da
1am quen, hiéu duoc muc tiéu ctia doanh nghiép do d6 mau chong thich nghi
voi diéu kién 1am viéc méi va biét cach dé dat duge myc tiéu do.

- Hinh thue tuyén tryc tiép tir cdc nhan vién dang lam viéc cho doanh
nghiép cling s€ tao ra su thi dua rong rai gitta cac nhan vién dang lam viéc,
kich thich ho lam viéc tich cuc, sang tao va tao ra hi¢u suét cao hon.

+ Nhuoc diém :

- Viéc tuyén dung nhan vién vao chic vu trong trong doanh nghiép theo
kiéu thing chirc ndi bo co thé gdy nén hién twong chai li, so cing do cac nhin
vién duoc thing chirc da quen vdi cach 1am viéc cta cap trén trude day, ho s&
dap khuan vi thé mat di su sang tao, khong diy 1én dugc khong khi thi dua
moi.

- Trong doanh nghiép dé hinh thanh nén cac nhom “Gmg vién khéng thanh
cong”, ho la nhitng nguoi dugc tng cur vao cac chirc vu nhung khong duogc
tuyén chon tir d6 c6 tam 1y khong phuc 1anh dao, chia bé phai gdy mat doan
két.

*) Nguon tuyén dung bén ngoai

La viéc tuyén dung nhan vién tir thi trudng lao dong bén ngoai doanh
nghiép nhu: nhimg nguoi tw y dén xin viée, tir cac co sd dao tao nganh nghé
lién quan, tir cac trung tAm tu van va gidi thiéu viéc lam, nhan vién cia cong
ty khac, ngudi that nghiép va lao dong tur do.

+ Uu diém:
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- Gitip doanh nghiép thu hit duoc nhiéu chuyén gia, nhirg nhan vién gioi,
qua d6 tuyén chon vao cac chirc danh phu hop.

- Céac nhan vién moi thuong to ra ning nd, chimg minh kha ning lam viéc
ctia minh bang cong viéc cu thé cho nén hiéu qua st dung lao dong rat cao.

+ Nhuoc diém :

- B6 1a ngudi duoce tuyén dung phai mat mot thoi gian dé 1am quen véi
cong vi¢c va doanh nghi¢p. Do d6 ho co thé chua hiéu rd duoc muc tiéu, 18 16i
lam viéc cua doanh nghiép, diéu nay c6 thé dan dén nhimg sai 1éch va can tro
nhét dinh.

- Céc hinh thirc thu hat ng cr vién tir bén ngoai: thong qua quang cio,
thong qua vian phong dich vu lao dong, tuyén sinh vién tot nghiép tir cac
truong Pai hoc va mot s6 hinh thirc khac.
1.5.3.2/ Noi dung ciia tuyén dung nhén sy

So d6 1.3 : Noi dung chit yéu ciia tuyén dung nhén sw

Chuan bi tuyén dung

A 4

Thong bao tuyén dung

A 4

Thu nhan nghién ctru ho so

A 4

T6 chuc phong van, trac nghiém,
sat hach cac img cur vién

A 4

Kiém tra surc khoé

A 4
Danh gid ting cur vién va ra quyét
dinh
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Buwée 1 : Chuan bi tuyén dung.

- Thanh 1ap hoi dong tuyén dung, quy dinh rd vé sd luong thanh phan va
quyén han cta hoi dong tuyén dung.

- Nghién ctru k¥ céc loai van ban, tai liéu quy dinh ctia Nha nudc va to
chtrc, doanh nghiép lién quan t6i tuyén dung nhén sy .

- Phai xac dinh rd tiéu chuan tuyén dung nhan sy ¢ ca ba khia canh: tiéu
chuan chung d6i véi t6 chtic, doanh nghiép, tiéu chuin cua phong ban hoic
bd phan co so va tiéu chuan ddi vé4i ca nhan thye hién cong vigc.

Buéc 2 : Thong bao tuyén dung.

Cac doanh nghiép co thé ap dung mot hodc két hop cac hinh thirc thong
bao tuyén dung sau :

» Quang cdo trén bao, dai, tivi.
» Thong qua cac trung tam dich vu lao dong.
» Thong bao tai doanh nghiép.

Céc thong bao dua ra phai ngan gon, rd rang, chi tiét va day du nhiing
thong tin co ban cho tmg cir vién. Phai thong bao day du vé tén doanh nghiép,
thong tin vé nodi dung cong viée, tiéu chuin tuyén dung, ho so va gidy to can
thiét, cach thirc tuyén dung va ndi dung tuyén dung.

Buwéc 3 : Thu nhan va nghién ctru ho so.

- T4t ca ho so xin viéc phai ghi vao so xin viéc. Ngudi xin tuyén dung phai
ndp cho doanh nghiép nhitng hd so gidy t& can thiét theo yéu cau.

- Viéc nghién ctru hd so nham ghi lai cac thong tin chil yéu vé cac ting ctr
vién va co thé loai b6t duge mot sd g ctr vién khong dap tmg duoc tiéu
chuan dé ra dé khong can phai 1am cac thu tuc tiép theo trong qua trinh tuyén
dung do d6 co thé giam chi phi tuyén dung cho doanh nghiép .

Buwéc 4 - T6 chtic phdng van, trac nghi¢m va sat hach cac ung cir vién.
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- Kiém tra, trdc nghiém, phéng van nham chon ra dugc cac ung cu vién
xuat sac nhat. Cac bai kiém tra sat hach thuong dugc stir dung dé danh gia cac

ung cu vién ve kién thirc co ban, kha nang thuc hanh.

- Ngoai ra c¢6 thé &p dung cac hinh thuc trac nghiém dé danh gid mot so
nang luc dac bi¢t cua ung cu vién nhu: tri nhd, mic d6 khéo 1éo cuia ban

tay...

- Phong van dugc sir dung dé tim hiéu, danh gia cac Gng cir vién vé nhiéu
phuong dién nhu: kinh nghiém, trinh d9, tinh cach, khi chét, kha nang hoa
déng. ..

- Phai ghi chép ting dic diém can luu ¥ véi timg Gng cir vién dé giup cho
viéc danh gia duogc thuc hién mét cach chinh xac nhat.

Buéce 5 : Kiém tra strc khoé.

Du ¢ dap ung di cac yéu td vé trinh do hoc van, hiéu biét, thong minh, tu
cach dao duc tot, nhung sttc khoé khong dam bao ciing khéng nén tuyén
dung. Nhan mot nguodi co6 stuc khoé khong dam bao s€ anh hudng toi chat
luong thuc hién cong viéc va hi€u qua kinh té, bén canh do6 con gay ra nhiéu
phién phitc vé mat phéap 1y cho doanh nghiép .

Buwéc 6 : Danh gia tmg ctr vién va quyét dinh.

Sau khi thuc hién cac budc trén néu hai bén cung nhat tri s& di dén budc
tiép theo 1a doanh nghiép quyét dinh tuyén dung va hai bén s& ky két hop
dong lao dong.

Truong phong nhan sy dé nghi, giam ddc ra quyét dinh tuyén dung hoic
ky hop dong lao dong. Trong quyét dinh tuyén dung hoic trong hop dong lao
dong can ghi r6 chirc vu, luvong bong, thoi gian thir viéc. ..

Trach nhiém cta nha quan 1y 12 lam mém céc Ung ctr vién, gitp ho mau

chong lam quen véi cong viéc mai.
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1.5.4/ Phan cong va hop tac lao dong

Phan cong va hop tac lao dong 1la mot trong nhiing hoat dong co ban
ctia quan 1y nhén lyc. Do phan cong lao dong ma tat ca cac co cdu vé lao dong
trong doanh nghiép duoc hinh thanh tao nén mot bd may doanh nghiép véi tat
ca cac bo phan, chirc ning can thiét, voi ty 1é twong tmg theo nhu ciu ciia san
XUAt. Hop tac lao dong dugc vi nhu 1a mdt chét keo, gén két cac bod phan véi
nhau théng qua mbi quan hé bat budc trong san xuat. Tir d6 cho thdy mot san
pham ra dbi 1a két qua ctia sy phdi hop, tac dong qua lai mot cach nhip nhang
lién tyc giita cac bd phan ciia bd may san xuat.

Phan cong va hop tac lao dong co mbi quan h¢ chat ché vo1 nhau. Phan
cong lao dong cang sau thi hop tac lao dong cang rong. Sy chit ché cua hop
tac lao dong tuy thudc vao mirc d¢ hop 1y cua phan cong lao dong va nguoc
lai, chinh trong qua trinh hgp tac lao dong ma phan cong lao dong dugc hoan
thién. Phan cong lao dong hop 1y va khoa hoc s€ tao ra sy phu hgp gitra cong
viéc dugc giao véi kha nang, trinh do, chuyén mon, nghi€p vu cua nguoi lao
dong. Phan cong lao dong tao ra su nhip nhang can d6i, lién tuc gilta cac bo
phan trong san xudt, tao ra moi truong thuan 191 cho su gén két cac moi quan
hé xa hdi, nang cao tinh than tap thé tao dong luc nang cao thanh tich lao
dong chung.

Pé ap dung dugc hinh thirc phan cong lao dong c6 hiéu qua nha quan Iy
phai tu biét danh gia dung thuc trang cia doanh nghi€p minh vé loai hinh, dic
biét san xuat, quy mo, dic diém may moc thiét bi ... tir 46 dua ra quyét dinh
ap dung hinh thirc phan cong lao dong nao trong céac hinh thirc phan cong lao
dong sau:

- Phan cong lao dong theo chirc nang la hinh thirc phan cong lao dong
trong do tach riéng cac cong viéc khac nhau thanh nhitng chirc nang lao dong
nhét dinh cin ¢t vao vi tri va chirc nang chinh cta doanh nghiép.

- Phan cong lao dong theo cong nghé 1a hinh thirc phan cong lao dong
trong do tach riéng céac loai cong viéc khac nhau tuy theo quy trinh cong nghé

thuc hién ching.
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- Phan cong lao dong theo murc dd phuc tap cua cong viéc 1a hinh thirc
phan cong lao dong trong dé tach riéng cac cong viéc khac nhau tuy tinh chét
phtre tap cua no.

Phén cong lao dong khoa hoc gan lién voi viée xdy dung mot hé thong
ndi quy, quy dinh, quy ché hoan chinh trong xi nghiép. Trong d6 tat ca cac
chitc danh déu duoc quy dinh 10 rang va théng nhat vé vi tri, chttc danh,
quyén han ciing nhu trach nhiém phai chiu xt 1y khi khong hoan thanh nhiém
vu...phan cong lao dong phai phu hop véi yéu cau ki thuat cong nghé.

Mot doanh nghiép thanh cong hay that bai, bd may quan 1y cong kénh
hay gon nhe, céng viéc triung lap chong chéo hay rd rang cu thé phan 16n phu
thudc vao to chirc phan cong lao dong.

1.5.5/ Pao tao va phat trién nhan luc

Dao tao va phat trién 13 cic hoat dong nham duy tri va nang cao chét
luong ngudn nhan luc cua to chirc, 1a didu kién quyét dinh dé cac to chirc co
thé dimg viing va thing loi trong mdi trudong canh tranh. Do dé, trong cac to
chtrc, cong tac dao tao va phat trién ngué)n nhan luc can duoc thuc hién mét
cach ¢ t6 chuc va c6 ké hoach.

Dao tao 1a mot qua trinh c6 hé théng nham nudi dudng viée tich luy cac
k¥ ning, nhiing quy tac khai niém hay thai d6 ddn dén sy tuong xtng tot hon
gitta nhitng dic diém cua cong nhan vién va nhimg yéu cau cua cong viée
(G.T.Milkovich).

Phat trién nguén nhan lyc chinh Ia toan bd nhitng hoat dong hoc tap
dugc to chuc boi doanh nghiép, do doanh nghiép cung cdp cho ngudi lao
dong. Cac hoat dong doé co thé duoc cung cép trong vai gio, vai ngay, tham
chi dén vai nam, tuy thudc vao nd1 dung va muc ti€u hoc tap. Nhim tao ra su
thay d6i nhanh chong hanh vi nghé nghiép cho ngudi lao dong theo hudng di
Ién, tirc 1a nham nang cao kha ning va trinh do chuyén nghiép cho nguoi lao
dong.

Phét trién 14 qua trinh 1au dai nham nang cao ning luc va dong co cua

cong nhan vién dé bién ho thanh nhiing thanh vién twong lai quy bau cua to
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chtrc d6. Phat trién khong chi bao gém c6 dao tao, ma con cb ca sy nghiép va
nhitng kinh nghi¢m khac ntra (G.T.Milkovich).

Muc ti€u cua dao tao va phat trién nguén nhan lyc 12 nham st dung tdi da
ngudn nhan luc hién c6 va nang cao tinh hiéu qua cua td chirc thong qua viée
gitip cho ngudi lao dong hiéu rd hon vé cong viée, ndm vitng hon vé nghé
nghiép cia minh va thuc hién chirc nang, nhiém vu ctia minh mét cach tu giac
hon véi thai do tot hon, cling nhu kha nang thich tmg cta ho di voi cac cong
viéc trong twong lai.

C6 nhiéu 1i do noi rang cong tac dao tao va phat trién 1a quan trong va
can dugc quan tAm dung mirc trong céc t6 chirc. Trong d6 ¢6 3 1y do chu yéu
la:

- Dé dap g yéu cau cong viéc cua td chirc

- Dé dap tng nhu ciu hoc tip va phat trién cia lao dong

- Pao tao va phat trién 1a nhitng giai phap co tinh chién lugc tao ra loi
thé canh tranh cho doanh nghiép

Tién trinh dao tao va phat trién ngudn nhan lyc trong mdt to chirc duoc
trinh by qua so do sau:

So dd 1.4: Tién trinh dao tao va phat trién ngudn nhan luc

Noi
dung
chuong ——
Xac »  trinh > Thuc hién Hiéu biét ki
dinh chuong nang mong
nhu cau » » trinh dao » muén caa
dao tao Phuong tao Viphét nhan vién
> phép > trién
1 dao tao
Panh gia két qua
dao tao <
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1.5.6/ Panh gia nang lyc nhan vién

banh gia nang lyc thuc hién cong vi¢c cia nhan vién 1a mdt hoat dong
quan trong trong quan tri nhan sy. N giup cong ty co co sd dé hoach dinh,
tuyén chon, dao tao va phat trién nhan su. Danh gid dung ning luc ctia nhan
vién quyét dinh mot phan khong nho sy thanh cong ciia Doanh nghiép.

Pé danh gia dung nang luc thuc hién cong viéc cua nhan vién, nha
quan tri phai nam virng tién trinh danh gia, phai hiéu duoc muc tiéu, phuong
phap danh gia ning lyc thuc hién cong viéc. Pong thoi phai hét stc than
trong khi tién hanh danh gia nhan vién.

a. Noi dung va trinh tu thwe hién
Buére 1. Xac dinh yéu cau co ban can danh gid

Céc nha lanh dao can x4c dinh linh vyc k¥ ning, két qua can danh gia va
nhiing yéu t6 nay lién hé véi viéc thuc hién muc tiéu cia doanh nghiép nhu thé
nao.

Buoc 2. Lva chon phwong phap danh gia thich hop

Trong thyc té ¢ rat nhiéu phuong phap danh gia thuc hién cong viéc
ctia nhan vién va khong c6 phuong phap nao dugc cho 1a tot nhat cho moi t6
chtrc. Ngay trong ndi bd doanh nghiép ciing c6 thé str dung cac phuwong phép
khéc nhau dbi véi cac bo phan don vi hodc véi cac ddi tugng nhan vién khac
nhau.

Buéc 3. Hudn luyén nha lanh dao va nhitng nguoi lam céng tdc danh gid ky
nang danh gia thuc hién cong viéc cua nhan vién

Vi¢c sir dung cac phuong phép danh gia khong thich hop hoac xac dinh
cac nguyén tic, cac tiéu chuan danh gia khong chinh xac s& dan dén tinh trang
khong cong bang, ling phi lam cho cac quyét dinh tra lwong, khen thudng
khdng chinh xac.

Budéc 4. Thao ludn véi nhén vién vé néi dung, pham vi danh gia

Thong thudng, nha quan tri phai thong bao cho nhéan vién biét ngay khi

nhan vién nhan cong vi¢c vé céc tiéu chuan, pham vi s€ danh gid. Tuy nhién,

trude khi thuc hién danh gia, nha quan tri can phai thong bao lai cho nhan
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vién vé noi dung, pham vi danh gi4, s& chi ro linh vuc can danh gia, danh gia
nhu thé nao, chu ky thuc hién va tim quan trong cta két qua danh gia dbi véi
c4 doanh nghiép 1an nhan vién.
Budce 5. Thuc hién danh gid theo tiéu chuan mau trong thuc hién cong viéc

Thuc hién so sanh, phan tich két qua thuc té thuc hién cta nhan vién
voi tiéu chuan mau, tranh tinh cam, 4n tuong cua lanh dao dé anh huong toi
két qua danh gia.
Buc 6. Thdo ludn véi nhan vién vé két qua danh gid

Nha 13nh dao nén thoa luin véi nhan vién két qua danh gia, tim hiéu
nhiing diéu nhét tri va nhitng didu chua nhét tri, chi ra nhiing diém tot cling
nhu nhing diém can khéc phuc stra chira trong viéc thyc hién cong viéc via
nhan vién.
Budée 7. Xdc dinh muc tiéu két qua moi cho nhan vién

Diéu quan trong trong danh gia thuc hién cong vige la can vach ra cac
phuong hudng, cach thiure cai tién thuc hién cong vigc, dé ra céc chi tiéu mai
cho nhan vién. Pé dam bao rang cac chi tiéu nay 1a kha thi, lnh dao cn quan
tam tim hiéu xem nhan vién can c6 su hd trg nao tir phia cong ty va nhan vién
c¢6 nhitng chwong trinh hanh dong cu thé nao trong timg khoang thoi gian nhat
dinh.
b.Mot s6 phwong phap danh gia két qua thuc hién cong viéc

- Phuong phap mirc thang diém.

- Phuong phap xép hang.

- Phuong phap ghi chép va luu trir.

- Phuong phap quan sat hanh vi.

- Phuong phap dinh lugng.
Trong d6 phuwong phap mirc thang diém dugc dung phd bién trong cac doanh

nghiép.
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1.5.7/ Tra cong lao dong

Ngoai nhiing néi dung da néu trén, dé dat dugc hiéu qua cao hon nira
trong cong tac quan tri nhan luyc, nhung ching ta can thiét phai nghién ctu
linh vyc tra cong cho nguoi lao dong trong doanh nghiép
a. Tién lwong

Theo nghi dinh 25, 26 CP ban hanh ngay 23/5/1993 thi: “ Tién luong la
gia ca suc lao dong duoc hinh thanh trén co s¢ thod thuan gitra nguoi lao
dong va ngudi sir dung lao dong phu hop voi quan hé cung va cau vé lao dong
trong nén kinh té thi truong”.

= Vai tro ciia tién lwong:

- P6i voi doanh nghiép: Tién luong 1a mdt trong cac yéu té dau vao
clia qua trinh san xuét, cau thanh nén gia thanh san pham.

- Péi voi nguoi lao dong: Tién lwong 1a ngudn thu nhap chu yéu, 1a
phuong tién duy tri su ton tai va phat trién cta ho va gia dinh & mutc dd nao
d6, n6 1a bang ching thé hién gia tri, uy tin, dia vi ctia ngudi lao dong.

= Cac hinh thirc tién hrong
1. Lwong thoi gian

Hinh thirc nay thuong 4p dung cha yéu dbi v6i bd phan gian tiép, quan
Iy va véi cac cong nhan & cac bd phan san xuat khong thé dinh mic lao dong
duoc mot cach chinh xac.

Cong thac: Ltg=Ttt* L

Trong do: Ltg : Luong thoi gian

Ttt : SO ngdy cong, gid cong thuc té lam trong ky
L  : Mtc luong ngay , véi L ngay = L thang / 22
L gid0 =Lngay/8
2. Lwong sian pham

Hinh thitc nay quéan triét nguyén tac phan phdi theo lao dong, gan viéc
tra lwong v6i két qua ciia mdi ca nhan. Thyc chat tra luong theo san pham hay
sb cong viéc da hoan thanh va dam bao duogc chat luong.

Cong thtrc: Lsp = Ntt * bg
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Trong d6: Lsp : Luong san pham
Nitt : Sb san pham thuc té dat chat lugng hoan thanh
Pg : Pon gi4 luvong san pham

Vé6i bg =T * Lgio, T: Muc thoi gian (h/sp), Lgio: Muc luong gio theo
cap bac cia san pham.
b. Tién thwéng

Tién thuong 1a mot khoan tién bod sung cho tién lwong. Cung véi tién
lwong, tién thudng gop phan thoa min nhu cau vat chat ciia ngudi lao dong va
& mot ching muc nao do tién thudng 13 mot trong cic bién phap khuyén
khich c6 hiéu qua nhat d6i v6i ngudi lao dong ca vé mit vat chat ciing nhu
tinh than.

Céc nha quan 1y nhan thay viéc thuc hién nhiém vu va sy thoa min cia
ngudi lao dong c6 thé hoan thién bang viéc dua ra cac phan thudng phu hop:

- Nguoi lao dong phai tin rang nhimg nd luc cua ho s& dugc thudng
tuong xing

- Phéan thuong phai thod man nhu cau ca nhan ciia ngudi lao dong.
Khong phai tt ca moi nguoi déu giéng nhau va mot nguoi c¢d thé can nhiing
thtr khac nhau vao thoi diém khéc nhau.

- Phan thudng phai cong bang: Ngudi lao dong trong to chirc mudn
dugc dbi xur binh dang, ho c¢6 xu hudng so sanh nhiing déng goép va phan
thudng ctia minh v&i nhitng ngudi khac.

- Phan thudng phai gan lién véi két qua thuc hién cong viéc cua nguoi
lao dong. Mot cach 1y tudng thi phan thuong phai gan lién voi két qua thuc
hién nhiém vu ctia nguoi lao dong.

Ngoai tién luong va tién thudng con co cac khoan phu cap van la mot
yéu t& gop phan kich thich nguoi lao dong thuc hién tét cong viée. N6 bd
sung cho luong co ban, bu dép thém cho ngudi lao dong khi ho lam viéc trong
nhimg diéu kién khé khin, phtic tap hon binh thudng. Phan 16n tién phu cép
thuong dugc tinh trén co s¢ danh gid anh hudéng ctia moi trudong lam vige

khong thuan lgi dén stic khoé, sy thodi mai cia nguoi lao dong noi lam viéce.
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- Phuc loi 13 khoan déi ngd gian tiép nham kich thich, dong vién nguoi
lao dong 1am viéc va thu hit nguoi tai gidi vé lam viéc & doanh nghiép. Phiic
loi 12 mot phan thu nhip ngudi lao dong duoc hudng ngoai ché do tién lvong
va tién thuong nhu BHYT, BHXH, hd tro tién mua nha 6, phuong tién di lai,
hoat dong thé thao...gitp ngudi lao dong cai tién doi sdng, gan bd véi doanh
nghiép va sin sang cong hién strc lao dong, sang tao ning suit cao cho doanh
nghiép.

1.5.8/ Tao diéu kién 1am viéc thuan loi cho ngudi lao dong

Mot yéu t rat quan trong trong qué trinh lao dong la diéu kién lam
viéc. Pidu kién lam viéc lién quan dén nhimg mdi quan hé giita nguoi lao
dong va cong viée cia ho, voi moi trudng lam viée va phuong tién vat chat
can thiét dé thuc hién cong vi¢c. No lién quan dén cac yéu t& nhu thiét bi,
dung cu quan ly, phuong tién lam viéc, ché d6 anh sang sao cho phu hop vai
nhu cau sinh 1y cta con ngudi. Piéu kién 1am viéc va an toan lao dong 13 hai
van dé c6 quan hé nhan qua v6i nhau. Muc dich ctia dam bao an toan lao dong
la phong nglra va han ché tdi da céc tai nan trong qua trinh thuc hién cong
viéc. Pam bao dugc cac yéu cau vé diéu kién 1am viéc va an toan cho nguoi
lao dong s€ dem lai sy sang khodi cho con nguoi. Quan tri nhan lyc con la
viéc xay dung cac danh hi¢u thi dua, cac hinh thirc tuyén duong, khen thudéng
nham cong nhan thanh tich nguoi lao dong dat dugc, tao cho ho bau khong
khi tin yéu va mudn gin bé voéi tap thé 1au dai.

1.6/ Cac chi tiéu phan anh hiéu qua sir dung ngudn nhén lwe
1.6.1/ Cac khai niém

- Hiéu qua: La chi tiéu kinh té x3 hoi tong hop dung dé lwa chon cac
phuong 4n hodc cac quy dinh trong qua trinh hoat dong thuc tién ctia con
ngudi & moi linh vuc, moi thoi diém. Chi tiéu hiéu qua 1a ty 18 gitra két qua
dat dugc cta hoat dong da dé ra dé so sanh véi chi phi di bo ra dé dat duoc
két qua do.

- Hiéu qua kinh doanh ciia doanh nghiép: La mot pham tru kinh té
phan anh trinh d sir dung cac yéu to dau vao ( nguon lyc nhu: nhan luc va
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vat luc) cua doanh nghiép dé dat duoc két qua cao nhét trong qué trinh kinh
doanh v&i tong chi phi thdp nhét, né dugc thé hién bang cong thic:

Hi¢u qud sin xudt kinh doanh = Két qua ddu ra / Nguon lwc dau vao

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

- Hiéu qua sir dung ngudn nhin lyc: hidu qua san xuat kinh doanh
n6i chung va hi¢u qua quan tri nhan lyc noi riéng 1a mot pham tru kinh té, g:fm
lién véi co ché thi trudng, co quan hé voi tat ca cac yéu td trong qué trinh san
xuét kinh doanh nhu lao dong, von, may moc thiét bi,...doanh nghiép chi co
thé dat dugc hiéu qua cao khi viéc st dung va quan 1y cac yéu td co ban cia
qué trinh kinh doanh c6 hiéu qua cao khi dé cdo dén hiéu qua quan tri nhan
luc.

Két qua dau ra ¢ day thudong duoc biéu hiénbang gia tri san lugng,
doanh thu, loi nhuan...Con yéu t6 dau vao ¢ ddy 1a ngudn nhan lyc. Hiéu qua
quan tri nhan luc 1a chd dua co ban dé danh gid vi¢c thuc hién muc tiéu kinh
té ctia doanh nghiép.

Can ¢ vao ngudn nhéan luc bo ra dé thu két qua thi chi tiéu hiéu qua
twong d6i( H) xac dinh bang cong thie: H =K/ L

K: Két qua dau ra, dugc do bang cac chi tiéu: gia trj tong san luong,
téng doanh thu, téng lo1 nhuéan...

L: Nguon luc dau vao, co thé 1a: tong sb lao dong, chi phi tién luong,
lao dong truc tiép. ..

1.6.2/ Mt s6 chi tiéu phan anh hiéu qua sir dung nguon nhén lyc

- Hiéu suit sir dung lao dong (H,q)

Téng doanh thu

Hiéu suét sir dung lao dong = - -
Tong s6 lao dong binh quan
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- Chi ti€u nay cho nha quan tri biét mdi lao dong tao ra dugc bao
nhiéu dong doanh thu, trong thyuc té san xuat va kinh doanh thi chi tiéu nay
cang cao cang tot, né cho thy doanh nghiép st dung va quan 1y ngudn nhan
luc hiéu qua hay khong.

- Ning suit lao dong binh quan:

Gi4 tri tong san luong

Ning suat lao dong binh quan = A .
Tong s6 lao dong binh quan
Trong do:

2 A A . A SO lao dong dau nam + SO lao dong cudi ndm
Tong s6 lao dong binh quan =

2
Chi tiéu nay cho nha quan tri biét ctr mdi nguoi lao dong tao dugc bao

nhiéu san pham.
- Hiéu qua sir dung lao dong
Puoc tinh bang cong thirc:

- Hiéu qua str dung lao dong ( Hyq)

Hiéu qua sur dung lao dong ( HId) = Tong lgi nhugn

Téng sb lao dong binh quan

Chi tiéu nay cho biét mot lao dong c6 thé tao ra dugc bao nhiéu dong
lgi nhudn cho doanh nghiép trong moét thoi ky nghién cou (nam, quy ,

thang...), chi tiéu nay cang cao cang tot.
-  Mirc dam nhiém lao dong:

Téng s6 lao dong binh quan

Murc ddm nhi€m lao dong = -
Doanh thu thuan

Chi tiéu nay cho nha quan tri biét 1 ddng doanh thu can bao nhiéu lao

dong.
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Phin 2: THUC TRANG CONG TAC QUAN TRI NHAN LUC TAI
CONG TY CO PHAN HOA CHAT VAT LIEU PIEN HAI PHONG

2.1/ Tong quan vé Cong ty Co phan Héa chat Vit liéu dién Hai Phong
2.1.1// Qué trinh hinh thanh va phat trién ciia Cong ty C6 phan Héa chat
Vat liéu dién Hai Phong

Tién than Cong ty CO phan Hoa chat Vat liéu dién Hai Phong 1a Cong ty
Hoéa chéat Vat liéu dién Hai Phong dugc thanh 1ap tir nam 1970 tryc thudc Bo
Vat Tu. Cong ty hoat dong dén nam 1979 thi chia tach sat nhap vao Cong ty
Tiép nhan va Van tai Hai Phong va Lién hiép cung tmg van tai khu vuc III
thudc B Vat Tu. DPén thang 9/1985, Cong ty Hoa chat Vit liéu dién va Dung
cu co khi Hai Phong chinh thirc duge thanh 13p lai tir cac bo phan dugc tach
ra tur hai don vi trén, truc thudc Téng Cong ty hoa chét vat liéu dién va dung
cu co khi thudoc Bo Vat Tu.

Pay 1a ca mot thoi ky dai nén kinh té ca nudc van hanh thao co ché bao cap
nén chirc ndng, nhiém vu ctia Cong ty don thuan 13 nhan nhiém vu Téng Cong
ty giao cho tiép nhan hang hoa vat tu qua cang Hai Phong, sau d6 van chuyén
dén cac don vi khac thudc cac tinh Bic Bo. Mit khac Cong ty dugc phép cap
vat tu cho cac don vi san xuat tai Hai Phong sau d6 thu mua lai dé cung ung
cho cac don vi san xuit, kinh doanh khéc.

Tir ndm 1986 Nha nudc bat dau ting budc x6a bd ché do quan 1y bao cép.
Cong ty lac nay ngoai nhiém vu tiép nhan va diéu chuyén vat tu theo ké
hoach cta Téng cong ty con cd nhiém vu truc tiép kinh doanh véi cac don vi
gidy phép kinh doanh xuét nhap khau truc tiép. Cac xi nghiép thanh vién dugc
ra doi theo nghi dinh 388 ctia Chinh phu. Chirc nang nhiém vu nay cua Cong
ty kéo dai dén thang 5/1993 khi Chinh phu quyét dinh sat nhap Bo Vat Tu, Bo
No6i Thuong va Bo Ngoai Thuong thanh B Thuong Mai.

Mo hinh t6 chtrc ctia Cong ty thoi ky ndy 13 cac don vi truc tiép kinh doanh

san xuat nhi€u, cac don vi gian ti€p giam han.
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Tu thang 5/1993 Cong ty hoa chit vat liéu dién va dung cu co khi Hai
Phong truc thudc Téng Cong ty hoa chét vat liéu dién va dung cu co khi, B
Thuong Mai dén hét nam 1995. Sau khi Tong Cong ty hoa chét vat liéu dién
va dung cu co khi giai thé, Cong ty Hoa chat Vat liéu dién Hai Phong 1a don
vi thudc Bo Thuong Mai quan 1y truc tiép va ton tai dén khi thyuc hién c¢6 phan
héa vao thoi diém thang 3/2004. Gidy ching nhan PKKD s6 0203000765 do
S¢ Ké hoach va Pau tu thanh phd Hai Phong cp ngdy 22 thang 3 nam 2004.

- Tén giao dich bang tiéng Anh: HAIPHONG CHEMICAL AND
ELECTRICAL JOINT STOCK COMPANY

- Tén Cong ty viét tit: CEMACO HAIPHONG

- Pia chi tru s¢ chinh: 20 Lé Quynh, phudng May To, quan Ngo Quyén,
thanh ph6 Hai Phong.

- Bi¢n thoai: 031.3836790 Fax: 031.3836254

- Bang ky tai khoan giao dich tai:

+) Ngan hang Thuong mai ¢ phan ngoai thuong chi nhanh Hai Phong

S tai khoan: 00310000004162
+) Ngan hang Eximbank chi nhdnh Hai Phong

S tai khoan: 160314851002630
- Vén diéu 18: 17.000.000.000 dong.

2.1.2/ Nganh nghé kinh doanh

- Kinh doanh, xuét nhap khau, san xuét hang xuét khau.

- Hoa chat, vat liéu dién, dung cu co khi.

- Vat li¢u xay dung, hang cong nghi¢p ti€éu dung, phan bon, phuong tién van
tai, cao su, gb cao su, nong 1am san da qua ché bién, kim khi.

- Kinh doanh nha, thudc 14, ruou bia, banh keo, thuy hai san, may, thiét bi phu
tung va vat tu phuc vu san XUuét.

- San xuat gia cong gidy xuat khau.

- Kinh doanh dich vu: nha nghi, giao nhan van chuyén hang hoa, cho thué€ kho

bai, du lich 1ir hanh nd1 dia.
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- Kinh doanh hang phé liéu, may moc thiét bi vin phong, thuc phdm déng
lanh.
- Xay dung dan dung va cong nghiép.
- Kinh doanh xe, may thiét bi céng trinh.
- Kinh doanh xe gan may hai banh.
- Kinh doanh linh kién va hang dién tur, dién lanh, vai sgi, hang may mac.
Tuy nhién hién tai Cong ty chu yéu kinh doanh mit hang héa chét cong

nghi¢p va san xuat gidy vang ma xuat khau.

Bang 2.1: Co ciu doanh thu tirng loai san pham va dich vu

Nam 2009 Nam 2010

Chi tiéu DTT (déng) Tytrong DTT (déng) Ty trong

Kinh doanh thwong mai | 105.166.576.746 = 85.63%  117.836.675.992 87.21%

San xuat gidy Xuatkhau  16887.077.312  13.75% = 16.362.827.041 12.11%

Cho thué tai san 761.453.668 0.62% 918.804.491 0.68%

Tong cong 122.815.107.726 = 100%  135.118.307.524  100%

( Nguon: Céng ty cé phan Hoa chat Vit liéu dién Hdi Phong)

2.1.3/ Chi nhanh, xi nghi€p, cira hang ctiia Cong ty
- Ngoai try so chinh ctia Cong ty tai s6 20 Lé Quynh, phuong May To, quan

Ngb Quyén, TP Hai Phong, Cong ty con c¢6 cac don vi thanh vién sau:
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Bang 2.2: Chi nhanh, xi nghiép, ctira hang cia Cong ty

Tén

Dia chi

1, Chi nhanh Cong ty CP Hoa chat vat
liéu dién Hai Phong tai Ha Noi - CN s6 2

29 ngach 463/28, phd Doi Cén,
P.Vinh Phuc, Q.Ba Pinh, Ha Noi

2, Chi nhanh Céng ty CP Hoa chat vat
liu dién Hai Phong tai Ha Noi - CN sd 1

s6 538 duong Budi, P.Cong Vi,
Q.Ba binh, Ha No1

3, Xi nghiép kinh doanh va dich vy tong
hop

sO 384 Lé Thanh Toéng, P.Van
M¥, Q.Ngd Quyén, TP Hai Phong

4, Cura hang hoa chét vat liéu dién

so 114 Lach Tray, P.Lach Tray,
Q.Ngbd Quyén, TP Hai Phong

5, Xi nghiép kinh doanh va dich vu xuat
nhap khau

sO 20 Lé Quynh, P.May To,
Q.Ngd Quyén, TP Hai Phong

6, Ctra hang hoa chat s6 02

s6 30 Tran Khanh Du, P.May To,
Q,Ngb Quyén, TP Hai Phong

7, Xi nghiép lién doanh san xuat gidy gia

cong xuat khau

s6 384 Lé Thanh Tong, P.Van
M¥, Q.Ngo Quyén, TP Hai Phong

( Nguon: Céng ty c6 phan Héa chat Vat liéu dién Hai Phong)
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2.1.4/ Co ciu to chirc va by may quan Iy cia Cong ty

2.1.4.1. So d6 co ciu té chire ciia Céng ty cé phan héa chat vat liéu dién

Hai Phong
DATHQI DONG CO
DONG +
l BAN KIEM SOAT
HOI DONG QUANTRI |« |
BAN GIAM POC
|
Y Y
KHOI KINH DOANH, KHOIVANPHONG | | KHOISAN XUAT
DICH VU
Ban QLDA Phong TCKT XN LDSX Gidy XK
Khéi VP, XN Phong TCTH
Phong KD Phong PT- XD
XN Dich vu
CN Ha Noi

( Neuon: Cong ty cé phan Héa chat Vit liéu dién Hdi Phong)
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2.1.4.2. Nhiém vu, chirc nang cac ccfp qguan tri cua Cong ty

* Dai héi dong co dong:

La co quan cao nhit cia Cong ty, bao gdm tit ca cac c6 dong co quyén
biéu quyét. Dai hoi ddng cd dong hop it nhat mdi ndim mot 1an trong thdi han
khong qua 120 ngay ké tir ngay két thuc nim tai chinh hodc hop Pai hoi dong
cd dong bat thuong theo cac thil tuc qui dinh cua Cong ty. Cac quyét dinh
thudc tham quyén duoc théng qua bang hinh thirc biéu quyét tai cudc hop
hodc 14y ¥ kién bang vin ban. Viéc biéu quyét tai Dai hoi ddng cd dong duoc
thuc hién moét cach cong khai truc tiép.

* Hoi dong quan tri:

Hoi dong quan tri 1a co quan quan Iy Cong ty, c6 toan quyén quyét dinh
moi van dé lién quan t61 loi ich cia Cong ty, chiu trach nhiém vé su phat trién
cua Cong ty theo nhiém vy cia Nha nudc giao, thyc hién cac quyén va nghia
vu ctia Cong ty khong thude thim quyén ctia Pai hoi déng co dong. Hoi dong
quan tri gém co 3 thanh vién, hoat dong theo nhiém ky 5 ndm, trong do: 1
thanh vién 1a Chu tich Hoi dong quan tri kiém Tong giam ddc, 1 thanh vién 1a
Pho tong giam dbc va 1 thanh vién 1a Giam ddc xi nghiép kinh doanh va dich
vu tong hop caa Cong ty.

* Ban kiém sodt:

La t6 chire thuc hién viée giam sat Hoi dong quan tri, Giam déc trong qua
trinh quan 1y diéu hanh Cong ty, chiu trach nhiém trudc Pai hoi dong cd dong
trong viéc thuc hién cac nhiém vu duoc giao. Ban kiém soét g(‘A)m co 3 thanh
vién, trong d6: thanh vién trudng ban kiém soét 1a phé giam dbc xi nghiép
lién doanh san xuat gia cong gidy xuat khau ctia Cong ty, 1 thanh vién 14
chuyén vién phong tai chinh ké toan, 1 thanh vién 14 ké toan vién.

* Gidm doc:

Giam déc 1a dai dién phap nhan ctia Cong ty, 1a nguoi diéu hanh cong viée

kinh doanh hang ngay ctia Cong ty trén co sé quyén han va nhiém vu dugc

quy dinh tai diéu 1& ctia Cong ty, chiu sy giam sat cia Hoi dong quan tri va
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chiu trach nhiém trudc Hoi déng quan tri va trudc phap luét vé viéc thuc hién
quyén va nhiém vu duoc giao.

Giam ddc Cong ty co quyén quyét dinh cac van dé lién quan dén cong viéc
kinh doanh hang ngay cua Cong ty ma khong can phai c6 quyét dinh cta Hoi
ddng quan tri, c6 quyén va nghia vu to chuc thuc hién cac quyét dinh ctia Hoi
d6ng quan tri, cac ké hoach kinh doanh va phuong 4n dau tu ctia Cong ty, CAC
chinh sach tuyén dung, sa thai nhan vién.

2.1.4.3. Nhiém vu cua cac phong ban chirc nang

* Phong t6 chitc tong hop:

- Lap ké hoach cua Cong ty va cac don vi kinh doanh, san xuét, dich vu hang
nam.

- Tuyén dung lao dong, ky két hop ddng lao dong theo yéu cdu cia ban gidm
déc.

- Chuan bi cac ho so phap 1y theo chi dao ciia ban giam doc.

- Theo ddi chi dao cac don vi truc thude thuc hién ké hoach duoc giao hang
nam.

- Thyuc hién, dam bao quyén loi cua nguoi lao dong duoc hudng theo ché d6
hién hanh.

- Thuc hién céc bdo cao vdi co quan quan ly Nha nude.

- Thuc hién cac bao cao hoat dong cuia Cong ty hang quy, nam, dai hoi déng
cb dong.

- Hang nam tién hanh cong tac xét thi dua khen thuéng ddi v6i can bo cong
nhan vién trong Cong ty.

* Phong tai chinh ké todn:

- Lap ké hoach tai chinh, ngudn vén hang nam cta Céng ty dap Gmg cho céac
don vi tryc thudc hoat dong kinh doanh, san xuét va dich vu.

- Quan ly tai san (hang hoéa, tién t&, tai san cb dinh...) cia Cong ty.

- Thyc hién cong tac tai chinh ké toan cua Cong ty hang thang, quy, nam.

- Theo do1, chi dao cac don vi truc thudc thyc hién nghi¢p vu tai chinh - ké
toan hoat dong theo quy dinh hién hanh.
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- Quan hé véi ngan hang tao ngudn vén dap umg cho hoat dong kinh doanh,
san xudt ciia Cong ty.

- Quan 1y ngudn vén huy dong, cac quy cta Cong ty.

- Nop ngén sach nha nude theo ngudn thu thyc té.

* Phong dau tw — xdy dung:

- Tu vén cho ban giam ddc Cong ty vé dau tu xdy dung co s¢ vat chit, cac du
an thuc hién chién luoc phat trién ctia Cong ty.

- Quan 1y co s& vat chit ciia Cong ty (gidy to vé quyén sir dung dat, thué dat,
ho so vé TSCD, cac hop dong cho thué co s& vat chat, kho bai...)

- Theo doi thi cong, kiém tra thiét ké, hach toan cac cong trinh xay dung nodi
bo Cong ty.

- Xay dung cac phuong 4n nang cip co s& vat chat, hodc lam moi dé dap tng
chién lugc phat trién lau dai cua Cong ty.

* Ban quan ly dy an kinh doanh nha:

- Quan 1y dy an ctia Cong ty dugc thanh phd Hai Phong cp phép.

- Xay dung tién do thyc hién du an.

- Puoc ty nhiém toan quyén xay dung phuong an dau thau, chon thau, hop
ddng gop von dau tu, hop ddng cac nha thau vé xay dung co sd ha tang, hop
dong tu van, thiét ké xay dung, kién triic tong thé va chi tiét cong trinh cua du
an.

- Thyc hién ké toan vé xdy dung kién thiét co ban ding quy dinh cta Nha
nudc.

- Hoan tat moi thu tuc phéap 1y trong qua trinh hoat dong kinh doanh nha theo
thé thire chia khoa trao tay.

- Hoan toan chiu trach nhiém vat chat, phap 1y truéc phap ludt va Cong ty vé
hiéu qua kinh té trong hoat dong kinh doanh x4y dung nha dan dung.

* Phong kinh doanh XNK:

- Puoc kinh doanh céc loai vat tu, hang hoa theo gidy phép kinh doanh cua

Cong ty do S ké hoach va dau tu Hai Phong cap 1an dau va cac 1an bo sung.
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- Két hop véi phong to chirc hanh chinh x4y dung chién luoc phat trién kinh
doanh cua Cong ty.

- Puoc ky két cac hop dong mua ban vat tu, hang hoa véi cac ddi tac trong
nudc va nude ngoai, hoat dong XNK dé tao ngudn hang cung cip cho cac co
so kinh doanh, san xuat trong nudc.

- Thyc hién ké hoach hang nim Céng ty giao vé doanh sé ciing nhu loi nhuén.
- Trao ddi thong tin thuong mai véi cac don vi truc thudc nham ting cudng
hoat dong kinh doanh, dam bao quyén lgi chung ctia Cong ty.

* Khoi cira hang, chi nhanh:

- Puoc kinh doanh céc loai vat tu, hang hoa theo gidy phép kinh doanh cta
Cong ty.

- Thyc hién chién lugc phat trién kinh doanh ctia Cong ty vé mé rong mat
hang, m¢& rong thi truong trong ca nudc.

- Thyc hién ké hoach hang nim Coéng ty giao.

- Puoc Cong ty dap tng du von cho hoat dong kinh doanh ciia don vi.

- Hoat dong trén nguyén tic 1y thu bu chi, chiu trach nhiém vat chat trudc
phap luat va Cong ty vé hiéu qua kinh doanh ctia don vi.

* Xi nghiép kinh doanh va dich vu tong hop:

- Thyc hién chién lugc phat trién ciia Cong ty vé phat huy lgi thé cang dau
nguén dé lam cong tac dich vu kho ngoai quan, dich vu giao nhan va van tai
hang hoa, dich vu du lich I hanh.

- Tan dung triét dé co so vat chat hién co Cong ty giao cho dé thuc hién cho
thué bén bai, kho hang ting ngudn thu cho Cong ty.

- Thuc hién ké hoach giao khodn hang nam.

* Xi nghiép lién doanh san xudt gidy XK:

- Thyc hién chién lugc 6n dinh va timg budc phat trién san xuét gidy vang ma
XK cho Dai Loan tao nguén ngoai té hd tro hoat dong nhap khéu cua Cong ty.
- Lap ké hoach san xuét hang nam. T6 chirc san xudt cic mat hang theo yéu

cau cuia d6i tac hang thang, hang quy dam bao chét lugng, sb luong.
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- Thuc hién ké hoach san xuat cua cong giao vé s6 lugng san pham, tri gia

giao ndp cho Cong ty.

2.1.5/ Két qua hoat dong kinh doanh ciia Cong ty

Bang 2.3: Két qua hoat dong kinh doanh ciia Cong ty nim 2009-2010

Chénh léch
Chi tiéu PVT Nim 2009 Nim 2010
(+-) (%)

1. Vén didulé | Pong | 17.000.000.000 | 17.000.000.000 0 0
tzﬁugga”h U | péng | 122.815.107.726 | 135.118.307.524 | 12.303.199.798 | 10,01
3. Loinhuan | pa o |1 152.859.222 956.119.231 -196.739.991 | -17,06
sau thué
4. Tong s6 lao ‘.

. Neudi 238 213 -25 -10,5
dong
> Thunhap | Bong/ | 5 955 49 4.350.000 445,000 11,39
binh quan Nguoi

( Nguon: Cong ty co phan Hoa chat Vat liéu dién Hai Phong)
Qua bang trén ta thay:

- Doanh thu thuan nim 2010 so v&i nam 2009 ting 12.303.199.798 ddng
tuong tng véi ty 1€ tang 10,01%.

- Tuy nhién lgi nhuin sau thué nam 2010 so véi nam 2009 lai giam
196.739.991 ddng twong tng voi ty 1& giam 17,06%.

- Nam 2010 tong s lao dong giam 25 nguoi so voi nam 2009, tuong tng voi
ty 16 giam 10,5%. Nguyén nhén 1a do viéc tra lvong, thuéng ciing nhu ché do
lam viéc chua thoa man véi nhu cau cta ngudi lao dong va ngoai ra tir naim
2009 dén gitta gilta nam 2010 nhan thay Chi nhanh s6 01 ctua Cong ty tai Ha
N1 khong lam an hi¢u quéa nén thang 11/2010 Cong ty da thu hep qui mo chi
nhanh.

- Thu nhdp binh quan: Nam 2009 thu nhap binh quan ngudi/thang dat
3.905.000 dong, nim 2010 thu nhap binh quin nguoi/thang dat 4.350.000
dong. Nam 2010 so v6i nam 2009 ting lén 445.000 dong twong tmg Vi
11,39%.
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2.2/ Thuc trang cdng tic quan tri nhén lwc tai Cong ty Co phan Hoéa chit
Vit li¢u dién Hai Phong
2.2.1/ Pic diém lao dong ciia Cong ty

Luc luong lao dong trong Cong ty duge chia 1am hai khdi: khdi lao dong
gian tiép va khéi lao dong truc tiép:
- Khéi lao dong gian tiép: tong cong 1a 45 nguoi, khdi lao dong nay bao gdm
cac nhan vién lam viéc trong cac phong ban nhu phong tai chinh ké toan,
phong t6 chire tong hop, phong kinh doanh XNK, phong dau tu xay dung, ban
quan ly du an nha.
- Khdi lao dong truc tiép: 168 ngudi, khdi lao dong truc tiép bao gdm toan bd
toan bo don vi san xuit va cac chi nhanh phuc vu viéc kinh doanh ctia Cong

ty.
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2.2.1.1/ Co céu lao dong

Bang 2.4: Bang co cau lao dong ciia Cong ty trong 2 nim

Nam 2009 Nam 2010 Chénh léch
Phan cong lao dong lll’f)’(:lg Ty 1& luf.)o’ng Ty 1¢ ) | (%)
(nguoi) (%) (nguoi) (%)

1. Theo gi6i tinh 238 100 213 100 | -25 | -105
- Nam 128 | 53,78 | 101 | 4742 | -27 | -21,1
- Nit , ‘ 110 | 4622 | 112 |5258 | 2 1,82
2. Theo tinh chat hgp dong
lao dong 238 100 213 100 | -25 | -105
- HP xé4c dinh thoi han 124 | 521 112 | 52,58 | -12 | -9,67
- HP khong xéc dinh thoi han 64 26,89 60 28,17 -4 -6,25
- HD theo thoi vu 50 21 41 19,25 | -9 -18
3. Theo trinh d hoc vin 238 100 213 100 | -25 | -10,5
- Trén dai hoc - - - - - -
- Pai hoc 34 14,28 34 15,96 - -
- Cao déng 2 0,84 2 0,94 - -
- Trung cap & CNKT 75 | 3151 75 | 3521 | - -
- Phd thong 90 | 37,82 75 | 3521 | -15 |-16,67
- Khac 37 15,55 | 27 12,67 | -10 |-27,03
4. Theo tinh chat lao dong 238 100 213 100 | -25 | -105
- Lao dong truc tiép 188 79 168 | 78,87 | -20 | -10,63
- Lao dong gian tiép 50 21 45 21,13 | -5 -10
5,Theo @9 tudi 238 100 213 100 | -25 | -10,5
- Tur 18 - 25 tudi 84 35,3 75 352 | -9 | -10,7
- Tur 25 - 35 tudi 62 2605 | 55 |2582| -7 | -11.3
- Tur 35 -45 tudi 57 2395 | 53 | 2488 | -4 -7
- Tur 45 - 60 tudi 35 14,7 30 141 | -5 | -14,3

( Neuon: Cong ty cé6 phan Hoa chat Vat liéu dién Hdai Phong)
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Nhan xét:

e Theo gidi tinh:

Co cau lao dong theo gi&i tinh ndm
2009

46%
54%

O Nam B N

Co c4u lao dong theo gi¢i tinh nam
2010

47%
53%

O Nam B N

Niam 2009, sb lao dong nam la 128 (chiém 53,78% téng s6 lao dong), $6

lao dong nit 1a 110 nguoi (chiém 46,22%). Sang dén nam 2010 sb lao dong

nam 1 101 (chiém 47,42%) va s6 lao dong nir 1 112 ngudi (chiém 52,58%).

Nhu vay tong s6 lao dong di bi giam 10,5% trong dé lao dong nam giam

27 nguodi tuong tng voi 21.1%, lao dong nir tang 2 ngudi tuong Ung voi

1,82%.

Nhin chung, co cau ty 1é lao dong nam va lao dong nit ciia Cong ty co sur

chénh 1éch khong 16n, hgp véi tinh chat cong viéc va dac di€ém san xuat ctua

Cong ty.

o Theo tinh chat hop dong lao dong:

Co cau lao dong theo tinh chat ho'p dong
lao dong nam 2009

21%

-

27%

Co’ cau lao dong theo tinh chat hop
déng lao déng nam 2010

19%

i D 53%
28%

O HD xac dinh thdi han
0O HD theo thoivu

B HD khong xéc dinh thdi han

O HD xac dinh thdi han
B HD khdéng xac dinh thoi han

0O HD theo th&i vu
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Niam 2010 sb luong lao dong theo HP xéc dinh thoi han giam di nhiéu.
Cu thé: s luong lao dong theo HP xéc dinh thoi han nam 2009 1a 124 nguoi
thi dén nam 2010 giam di con 112 ngudi, giam di 12 ngudi, twong ng véi ty
1¢ giam 9,67%. Nguyén nhan do viéc tra lwong, thuong ciing nhu ché do lam
viéc chua thoa mén véi nhu cdu cta ngudi lao dong. Trong thoi gian téi Cong
ty cht ¥ hon téi van dé nay dé giit chan nguoi lao dong.
S6 luong lao dong thoi vu nam 2009 1a 50 ngudi thi dén nam 2010 giam di
con 41 ngudi do s6 lugng hop ddng gia cong san xuat gidy vang ma xuat khau
giam.

o Theo trinh dd hoc van:

Co cau trinh do hoc van nam 2009 Co cau trinh d6 hoc van nam 2010

16% 0% 14% . 00
1% 13% 0 16%

6 D%

0 35%

32% 0 350
OTrén d?i hoc B Pai hoc . O Trén dai hoc B Dai hoc

0O Cao dang O Trung cap & CNKT O Cag dang O Trung cap & CNKT
B Phbthong O Khac W Pho théng B Khac

Nhin chung, co cau lao dong theo trinh do hoc van ctua Cong ty cd phan
Hoa chét Vat liéu dién Hai Phong chu yéu 1a trinh d6 trung cap, CNKT va lao
dong phd thong. Cu thé 1a nim 2009 sb lao dong trung cap & CNKT la 75
nguoi (chiém 31,51% tong s6 lao dong) va sd lao dong phd thong 1a 90 nguoi
(chiém 37,82%) Tuy nhién ndm 2010 sb lao dong trung cdp & CNKT khong
d6i nhung s6 lao dong pho thong giam xudng con 75 ngudi twong Ung véi ty
1¢ giam 16,67%, s6 lao dong khac giam 10 ngudi twong tng véi ty 1¢ giam
27,03%, nguyén nhan chinh la do ttr nam 2009 chi nhanh 01 cua Cong ty lam
an khong hiéu qua nén dén cudi nim 2010 Cong ty da cat giam nhan lyc cia

chi nhanh va ngoai ra Cong ty nhan duoc it cac hop dong gia cong. Bén canh
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d6 thi sb luong lao dong & trinh dd trén dai hoc 1a khong ¢, $6 luong lao
dong trinh d6 dai hoc, cao dang, trung cdp & CNKT qua 2 nim khong thay
d6i cho thay van dé dao tao, thu hut ngudn lao dong c6 chat lugng ctia Cong
ty chua dugc quan tam.

e Theo tinh chat lao dong:

Co’ cau lao dong theo tinh chat lao dong Co’ céu lao dong theo tinh chat lao dong
nam 2009 nam 2010
21% 21%
79% 79%
||:| Lao ddng truc tiép B Lao dong gian tiép | ||:| Lao dong tryc ticp B Lao dong gian tiép |

Trong 2 nim 2009-2010, do dic diém linh vuc kinh doanh ctia Cong ty nén
téng s6 lao dong truc tiép tai cac xi nghi¢p, xuong san xuét déu chiém wu thé.
Nam 2009, s luong lao dong truc tiép 1a 188 nguoi (chiém 79% tong s lao
dong) va nim 2010 s6 luong lao dong truc tiép giam xudng con 168 nguoi
(chiém 78,87%). Tong s6 lao dong gian tiép ciing giam, ndm 2009 1a 50 ngudi
tuong g véi ty 18 21% thi dén ndm 2010 giam xudng con 45 ngudi (chiém
21,13%). Nguyén nhan lam cho sd lao dong truc tiép va lao dong gian tiép
déu giam do Cong ty thu hep quy md, sé luong cac don dit hang (chu yéu 1a
v6i mit hang gidy vang ma) ciing it hon va viéc tra luong (dic biét 1a ddi vai
lao dong truc tiép) chua thoa man véi nhu cau ciia ngudi lao dong.

o Theo dj tuéi lao dong:

Co cau lao dong theo do tudi lao Co céu lao dong theo dd tubi lao dong
dong nam 2009 nam 2010
15% 14%
35% 35%
24% @ 25% @
26% 26%
O Te 18 - 25 tudi @ Tir 25 - 35 tudi = .
. . O T 18 - 25 tudi @ Tir 25 - 35 tudi
0O Tr 35 -45 tudi O Tir 45 - 60 tudi N 2. N 2.
0O T 35 -45 tudi O Tir 45 - 60 tudi
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Qua bang ta thiy d6i ngii lao dong cua Cong ty & nhiéu do tudi khac nhau
trong pham vi tir 18 cho dén 60 tudi. Trong d6 s lao dong tir 18 dén 25 tudi
luon chiém mot ty trong 16n nhét trong cac nhém tudi 1a 35%. Bén canh
nhitg ngudi da c6 kinh nghiém 14u ndm thi d6i ngii nhan vién tré tiém an stc
sang tao 1on, nang dong, linh hoat, dé thich nghi voi diéu kién cong vigc.
2.2.1.2/ Tinh hinh sip xép lao dong

Bang 2.5: Tinh hinh sip xép lao dong trong 2 nim

A Nam Nam Chénh léch
STT en 2000 | 2010 | (+) | (%)
1 | Ban Giam déc 3 3 0 0
2 | Phong tai chinh ké toan 8 9 1 12,5
3 | Phong to chirc tong hop 9 11 2 22,22
4 | Phong kinh doanh XNK 5 6 1 20
5 | Phong dau tu xay dung 3 3 0 0
6 | Ban quan 1y du 4n nha 8 8 0 0
7 | Lit hanh - du lich 1 1 0 0
8 | Xinghi¢p kinh doanh - XNK 7 6 -1 -14,3
9 | Xinghiép san xuat gidy XK 90 85 -5 -5,56
10 | Ctra hang hoa chét 2 7 5 -2 -28,6
11 | Cira hang Lach Tray 4 3 -1 -25
12 | Chi nhanh sé 1 - Ha Noi 11 5 -6 -54,54
13 | Chi nhanh s6 2 - Ha Nbi 2 2 0 0
14 | Xudng san xuat gidy 48 37 -11 -22.9
15 | Kho 30 Tran Khanh Du 10 9 -1 -10
16 | Xi nghiép KD va DV tong hop 22 20 -2 9,1
Tong 238 213 -25 -10,5

( Nguon: Cong ty cé phan Héa chat Vit liéu dién Hdi Phong)

Qua bang trén ta thay:

Trong 2 ndm ) lugng lao dong & cac phong ban, cac chi nhanh, ctra hang
cia Cong ty di co nhimg thay ddi. Cu thé: sé luong lao dong & phong tai
chinh ké toan nim 2010 so véi nim 2009 tiang 1én 1 nguoi, phong to chirc
tong hop tang 2 ngudi va phong kinh doanh XNK ting 1 ngudi. Tuy nhién &
cac chi nhanh, ctra hang ctia Cong ty sd luong lao dong déu giam. Trong d6

Xi nghiép kinh doanh — XNK giam 1 nguoi, Xi nghiép san xuat gidy XK
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giam 5 ngudi, Xi nghiép kinh doanh va dich vu téng hop giam 3 ngudi,
Xudng san xuat gidy giam 7 nguoi, cra hang héa chat 2 giam 2 nguoi, cira
hang hoa chat Lach Tray giam 1 nguoi. S6 luong lao dong giam nhiéu nhat 1a
& chi nhanh sb 1 — Ha Noi, ndm 2010 so voi ndm 2009 giam 6 ngudi tuong
g v6i ty 1& 54,54% . Nguyén nhan do tr nim 2009 dén nam 2010 mot s6
chi nhanh, cira hang khong 1am 4n hiéu qua, ton kém nhiéu chi phi nén Cong
ty cat giam bot di, cu thé thang 11/2010 Cong ty da cat giam chi nhanh s6 01
— Ha No6i va hién tai chi con 2 nguoi phu trach trong nom chi nhdnh. Mt
nguyén nhan nita d6 1a do viéc kinh doanh san xuét gidy xuat khau ciia Cong
ty phu thudc nhiéu vao cic ban hang lau nim ¢ Dai Loan, Cong ty chua chu
dong tim kiém duoc cac ban hang méi nén trong 2 nam vira qua s6 hgp dong
bén phia Pai Loan giam dan dén ¢ cac xuong san xuét, xi nghiép sd luong lao
dong déu giam.

Nhin chung viéc sap xép lao dong ctia Cong ty hién nay & mot s phong
ban van chua pht hop. Vi du nhu phong tai chinh ké todn nam 2010 c6 dén 9
nguoi, trong khi d6 khéi luong cong viéc khong nhiéu dan dén tinh trang thira
nguoi thiéu viée. Vi vay trong thoi gian t6i Cong ty can quan tim hon dén
van dé sap xép lao dong sao cho hop 1y dé nang cao ning suét lao dong va
hiéu qua kinh té trong san xuat kinh doanh.

2.2.2/ Phan tich cong tac quan tri nhan lwe tai Cong ty
2.2.2.1/ Cong tac hoach dinh ngudn nhén hre

Hoach dinh nguén nhén luc 1 cong tac rat quan trong ma bat ky doanh
nghi€p nao cling phai thuc hién. Viéc lap ké hoach nguén nhan lyc phai dya
trén co s& san xudt kinh doanh, chién lugc kinh doanh ngén han hay dai han.
Viéc hoach dinh ngudn nhan luc 1a do quyét dinh ctua Ban giam déc cong ty
dua trén ké hoach san xuét kinh doanh cta cong ty va nhu cau thuc té cua don
Vi.

Cong tac hoach dinh nhéan lyc duoc phong T6 chic tong hop thuc hién qua

4 budce sau:
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- Bu6c 1: Dy bao nhu cdu va du bao kha ning sin c6 ciia Cong ty vé nhan
lwc. Khi du bao thi phong T6 chic tong hop phai cin ¢t vao nhiéu yéu to nhu
ké hoach san xuit, cac thay ddi c6 thé phat sinh, ) luong nhan vién, trinh do
chuyén mon cua hg. Tu d6 s€ xac dinh dugc so véi ké hoach san xuit thi
Cong ty thira hay thiéu nhan lyc dé dua ra cac quyét dinh ddi voi viée tuyén
dung, sa thai cho phu hop.

- Budc 2: Phong T6 chirc tong hop s& dua ra cac ban bao cao ciing nhu cac ¥
kién dé cap trén xem xét va dua ra y kién phé duyét.

- Budc 3: Phong T6 chiic tong hop s& phdi hop véi cac nha quan tri & cac linh
vue khac nhau dé thuc hién cac chuong trinh cu thé nhu tuyén dung hodc sa
thai, sap xép hay dao tao lao dong.

- Budc 4: Phong T6 chuc tong hop danh gia hiéu qua va c6 sy diéu chinh
ngudn nhan luc sao cho phu hop hon véi thuc té san xuét cua ting phong ban
dam bao hiéu qua, tiét kiém.

Cong tac hoach dinh nguén nhan lyc tai Cong ty 1am con chua tot, mic du
viéc hoach dinh duoc tién hanh theo 4 budc co ban trén nhung thuc té viée
hoach dinh nguén nhan luc van chua cin ¢t vao ké hoach san xuit kinh
doanh, ngoai ra ké hoach san xuit kinh doanh cua Cong ty bi phu thudc vao
yéu t6 bén ngoai (nhét 1a yéu té ban hang) do vay van con hién tugng thira,
thiéu nhan luc cuc bo.

2.2.2.2/ Cong tac tuyén dung lao dong

Cong ty ap dung theo 2 hudng tuyén 13 tuyén ndi bd va tuyén tir bén
ngoai.

Tuyén ngi bg: ké hoach tuyén dung, cat giam lao dong va bd tri lao dong
sao cho hop 1y.

- Ciing nhu nhitng Cong ty khac, Cong ty c6 phan Hoa chat Vat liéu dién
Hai Phong ciing c6 phan uu tién dén cac d6i tuong 1a con em can bo cong
nhéan vién trong Cong ty, lya chon trinh d¢ phu hgp vdi chuyén mon, nganh
nghé cong viéc (qua thi tuyén). Pay ciing 1a mot hinh thirc quan tdm dén loi
ich cua can by cong nhan vién Cong ty.
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- Tuyén bén ngoai: Thong thudng Cong ty cin ctr vao nhu cau lao dong
cua tung bd phan, can cu vao khoi lugng cong viéc roi méi ra quyét dinh
tuyén dung. C6 nhiéu ngudn tuyén khac nhau nhu qua sy gidi thiéu cua can
bd cong nhan vién trong Cong ty (thuong ap dung nhiéu hon) va tir luc luong
lao dong tu do. Nhung dbi voi mot sd vi tri doi hoi cé trinh do chuyén mon va
nhiéu kinh nghiém Céng ty thuong ding tuyén trén bao v6i nhimg yéu cau
nhét dinh vé vj tri d6. Sau khi duoc tuyén dung, nguoi lao dong s€ co6 2 thang
thir viéc néu c6 kha ning dap ung yéu cau cong viée thi dugc gir lai.

Bang 2.6: Tinh hinh tuyén dung ciia Cong ty trong 2 nim
(Don vi: Nguoi)

Chi tidu Nam Nam Chénh léch
2009 | 2010 | (+/9) | (%)
1. Tong s6 lao dong tuyén dung 7 5 -2 -28,6
- Lao dong gian tiép 4 2 -2 -50
- Lao dong tryc tiép 3 3 0 0
2. Tong s6 lao dong nghi viéc 13 19 6 46,15
- Lao dong gian tiép 3 5 2 | 66,67
- Lao dong tryc tiép 10 14 4 40
3. Tong s6 lao dong vé huu 2 3 1 50
Tong sb lao dong 238 213 | -25 | -105

7 ’ (Nguon: Phong té chirc tong hop)
Trong 2 nam qua, tong s lao dong cua Cong ty giam tir 238 ngudi nam

2009 xudng con 213 ngudi nam 2010 vi thé tong s6 lao dong tuyén dung ciing
giam di nam 2009 1a 7 ngudi va dén nam 2010 13 5 ngudi. Cong ty han ché
viéc tuyén dung, chi khi xét thay nhimg vi tri thuc su can tuyén thi Cong ty
moéi bat dau trién khai viéc tuyén dung. Trong nim qua ta thiy sé lugng lao
dong nghi viéc ting 1én dang ké, tong sb lao dong nghi viéc nam 2009 1a 13
ngudi va nam 2010 1a 19 nguoi, ting 46,15%. Trong do, sb lao dong gian tiép
nghi viéc ting 66,67% va sb lao dong truc tiép nghi viée ting 40%. Nguyén
nhan chu yéu 1a do ché d6 tra luong, thuong ctia Cong ty chua hop 1y, chua
dap tmg duoc v6i nhu cau cua ngudi lao dong dan dén tinh trang nhiéu ngudi

lao dong tu ¥ nghi vi¢c, bo sang Cong ty khac 1am viéc. Ngoai ra con do trinh
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d6 ctia ngudi lao dong duoc tuyén dung chua dap tng duoc v6i nhu cau cong
viéc, hodc 1a do Cong ty sap xép, phan cong cong viéc chua hop 1y cho nguoi
lao dong, Cong ty lai khong chu trong vao viéc dao tao va nang cao trinh do
cho ngudi lao ddng ma thudng nghi dén phuong an tim ngudi thay thé.

Bang 2.7: Bang danh gia hi¢u qua tuyén dung
(Don vi: Nguoi)

S6 lwong Chénh léch
Chi tiéu 1;03013 12\1528 (+1) (%)
1. Ung vién du tuyén 10 8 -2 -20
2. Ung vién tring tuyén 7 5 -2 -28,6
3. Ung vién trang tuyén bo viéc sau 1 nim 3 2 -1 -33,3
4. Ung vién hoan thanh tét cong viéc 3 -1 -25

(Nguén: Phong té chirc tong hop)
So sanh s6 lugng Ung vién trang tuyén voi sO img vién tham gia du tuyén,

cu thé: Nam 2009 c6 10 Gng vién tham gia du tuyén thi c6 dén 7 tng vién
trang tuyén, nam 2010 c6 8 ung vién tham gia thi c6 5 Gng vién trang tuyén.
Ta nhan thiy rang cong tac tuyén mo cua Cong ty khong duoc thuc hién tot
nén qua 2 nam so lugng tham gia du tuyén khong nhiéu, viéc thu hat ngudn
nhan lyc vao Cong ty con thap.

Do yéu cau dé dap tmg cong viéc nén phai tuyén cho du sé luong g vién
can thiét nén cong tac tuyén dung da thuc hi€n mot cach bi dong, mang tinh
qua loa dan dén sd luong rng vién bd viéc sau mot nam 1a kha cao. Cu thé,
nam 2009 1a 3 tng vién, nam 2010 1a 2 Gng vién va trong ndm 2010 thi 2 lao
dong bd viéc c6 1 nguoi vira duge cur di dao tao nang cao nghiép vu va 1
ngudi con lai do trinh do 1am viéc chua hiéu qua bi sa thai va hét hop dong
lao dong ngan han. Pong thoi s tmg vién hoan thanh t6t cong viéc chua cao.
Cu thé nam 2009 1a 4/7 ngudi, nim 2010 13 3/5 ngudi. Nguyén nhan 1a do
trong qua trinh phong van cac bude d3 thyc hién chua thue sy tot nhu: budc
phong van mg vién, chuyén vién phong van khong phai 1a ngudi co kinh
nghiém trong viéc tuyén dung hay trong qua trinh thi tay nghé da duoc bo qua
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hozc khong hé cho cép trén tham gia truc tiép vao qua trinh ndy. Vi chinh
nhiig cap trén quan 1y 1a nhitng ngudi c¢6 kinh nghiém 1au nim trong nghé,
ho ¢6 thé danh gia dugc nang luc thuc su cua ing vién. Do do, Cong ty can
phai dua ra bién phap nang cao hiéu qua tuyén dung cho cong tac nhén suy.

e Quy trinh tuyén dung nhén vién

Cin ctr vao ké hoach san xuat kinh doanh Cong ty giao va tinh hinh thyc té
nhiém vu san xuat kinh doanh ctia don vi. Cong ty uy quyén cho Truéng don
vi, Truong phong To chiic tong hop cha dong trong viée gidi thiéu lao dong,
tiép nhan hod so ban dau, bao cio Tong giam dbc uy quyén cho truong don
vi/Truéng phong TCTH ky hop dong ngan han.

e So d@d quy trinh tuyén dung nhén vién

So dd 2.1: So' dd quy trinh tuyén dung nhén vién

Xéc dinh nhu cau va thong bao
tuyén dung

A 4

Thanh lap hoi déng tuyén dung

A 4

Tuyén chon qua ho so

A 4

Phong van cac tng vién

A 4

Thi tay nghé nghiép vu

Nhan xét két qua va ra quyét dinh

Trong nhitng nim qua, Cong ty dd c6 sy chl trong cho cong tac tuyén
dung nhung hi¢u qua dem lai chua cao. Sd luong bo viée van con nhiéu, ty 1¢

lam viéc hi¢u qud chua cao. Nguyén nhan xuat phat tr viéc thuc hién cac
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budc trong quy trinh tuyén dung chua tét. Ngay tir khau xac dinh nhu cau
tuyén dung, can bo nhan sy chua xac dinh cu thé cac phong ban nao thiéu
nhan lyc dai han hay ngdn han hay 1ap dugc nhiing ké hoach bd sung lao dong
hop 1y.

Véi khau thong bao tuyén dung, can b tuyén dung chi thong bao bang
cach dan niém yét, dan thong béo tai Cong ty va quang céo trén cac bao chir
chua thong bao dén hét cac ngudn lao dong, dic biét 1a nhitng ngudn co kha
nang tim kiém thuéan loi, d& dang va chinh xéc.

M4y nim qua, viéc tuyén dung ctia Cong ty van con quéa cimg nhic trong
viéc xem xét hd so nén d6i khi da bo qua nhiéu tng vién tot va chi chu trong
nhitng hd so ciia con em can bd trong Cong ty. Mot trong nhiing nhugc diém
ctia cong tac tuyén dung trong Cong ty 1a & khau thi tay nghé nghiép vu.
Trong qué trinh thyc hién thuong chi c¢6 can bo nhan su tham gia cham diém.
Diéu nay s& khong danh giad duoc ning luc thuc su cua cac Gng vién. Cong ty
nén ctr truc tiép can bo cap trén co kinh nghiém 1au nim 1am giam khao vi ho
1a nhitng nguoi c6 chuyén mon gidi ¢ thé danh gia nhin nhan Gng vién nao
c6 kha nang hay khong.

Sau khi d3 tuyén chinh thirc, Cong ty thuong bo qua khau hoa nhap ngudi
moi. Do Umg vién méi vao con bd ngd véi cong viée can cd ngudi hudng dan
chi dao dé c6 thé thich nghi v6i cong viéc cho tot.

N6i chung, 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 giup Cong ty co dugc doi
ngil lao dong 1am viéc tot hon.
2.2.2.3/ Cong tac dao tao va phat trién nhan lyuc

Dé dap tmg yéu cau vé lao dong co chat luong, Cong ty di xay dung mot
s6 ké hoach dao tao nhu sau:
- P4o tao tai chd: Tién hanh ngay trong luc 1am viéc nham gitp cong nhan
lam viéc thanh thao hon. Cong nhan dugc phan lam viéc voi nhitng cong nhan
khac co trinh d6 tay nghé cao hon va c6 kinh nghiém hon. Di véi nhiing

nguoi lao dong maoi dugce tuyén vao, qua thoi gian thtr viéc ho dugc nhiing
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ngudi co kinh nghiém truyén dat kinh nghiém lam viéc, cach st dung may
moc thiét bi va dugc trang bi nhitng k¥ ning can thiét trong cong viéc. Két
thuc thoi gian thtr viéc ho hoan toan c6 thé st dung may moc ciing nhu c6 day
da nhimg k¥ ning dé dap tmg nhu ciu cong viéc.

- Ctr di dao tao: Thong qua cac 16p huan luyén vé nang cao nghiép vu, tay
nghé ma viéc ddo tao tai chd khong dap ung dugc, Cong ty da tao diéu kién
thuan loi nhat dé can bo céng nhan vién c6 thé tham gia. Cong ty dic biét wu
tién ddi ngti can bd tré, nang dong boi ho 1a nhiing ngudi ¢6 kha nang nhay
bén dé dang tiép thu kién thirc méi.

Cong ty khuyén khich, dong vién CBCNV khong ngimg hoc tap dé nang
cao trinh do chuyén mon, tay nghé, ngoai ngtr, tin hoc va 1y luan chinh tri
bang cac

hinh thuec:

Ty tim hiéu hoc tap

Tham gia cac 16p boi dudng theo chuyén dé do cac truong, cac trung
tam dao tao mo.

Tham gia hoc tai chitc chuyén nganh ki thuat, kinh té. ..

Cong ty md cac 16p boi dudng, bd tic ning cao tay nghé hodc moi cac
giang vién ctia cc trudng dao tao nghé vé giang day.

- Kinh phi dao tao:

Cac CBCNV duge Cong ty ctr di hoc cac 16p trén s& duoc dai tho vé kinh
phi va chi phi dao tao.

Can b0 ty nguyén xin di hoc dé nang cao trinh d6 dugc Cong ty, don vi tao
diéu kién vé thoi gian, kinh phi hoc tdp do nguoi hoc ty tic.

Sau khi hoan thanh khod hoc Cong ty s& tao diéu kién (trong kha ning co
thé) bo tri sap xép nhiém vu phu hop véi nang luc, nganh nghé, trinh do

chuyén mon CBCNV da hoc.
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Bang 2.8: Béng so lao dong dao tao trong 2 nim

(Don vi: Nguoi)

< < Chénh léch
Nim 2009 Néim 2010 thnge hitn KH
Chitieu | DU | Chi | Thue | Nhu | Chi | Thye
cau tley hle,’n cau tle,u hle,,n ( + /_) (% )
dio| ké | ké | dao | ké | Kb
tao | hoach | hoach | tao | hoach | hoach
L.Daotao | 45 | 53 | 91 |23 | 17 | 15 | 6 |-2857
tai cho
The in 6 4 4 4 2 2 -2 .50
Tho pha nhii 5 4 4 4 3 3 -1 -25
Cong nhan 15 | 12 | 10 | 12 | 10 8 -2 .20
dong goi
Canbokinh |, | 4 3 | 3| 2 2 1 | -3333
doanh
2.Cudidao | o 1 g | 7 |9 | 6 | 5 | -2 |-2857
tao
Tho ki thust | 4 2 2 4 3 2 ; i
Canbykimh | 5 | , 2 | 2 | 1 1 1 | =0
doanh
If,/an boquan | o | 3 | 3| 2 2 1 | -3333
Téng 42 | 31 | 28 | 32| 23 | 20 | -8 |-2857

(Nguon: Phong té chirc tong hop)

Ta thay giita nhu cau ddo tao va viéc thuc hién ké hoach c6 su chénh léch

16n va sb luong lao dong dugc dao tao giam. Cu thé nam 2009 nhu cau dao

tao la 42 nguoi thi chi ti€u ké hoach chi co6 31 nguoi va thyc hién ké hoach 1a

28 nguoi; ndm 2010 nhu cau dao tao duge xéac dinh 1a 32 nguoi thi chi ti€u ké

hoach 1a 23 ngudi va thuc hién ké hoach 20 nguoi. Diéu nay cho théy cong

tac dao tao cuia Cong ty chua dap ing dugc nhu cau dao tao thuc té, s6 lugng

lao dong duoc dao tao con rat it trong khi dé thuc té trinh do tay nghé nguoi

Sinh vién: Nguyén Thi Thu Thiiy — Lép: QT1101N

54




Dé Tai Nghién Ciru Khoa Hoc

Trwong Dai Hoc Dan LapHdai Phong

lao dong trong Cong ty chua cao, chua dap tng dugc nhu cau cong viée, vi

thé trong thoi gian téi Cong ty can quan tdm hon dén van dé dao tao, nang cao

trinh d6 tay nghé cho ngudi lao dong, 1am ting ning suét lao dong cho Cong

ty.

- Trong qua trinh dao tao ddi véi cac khoa dao tao dai nhu: dao tao dai hoc

tai chirc thi Cong ty c6 hd trg mot phan kinh phi cho toan khod hoc. Dbi véi

16p bodi dudng ngan han thi kinh phi dao tao cho Cong ty chiu toan phan.

T6 chuc dao tao cho CBCNV, Cong ty phai bé ra mot khoan chi phi nhu

sau.

- Chi phi tryc tiép tra cho qua trinh dao tao:

Bang 2.9: Bang chi phi dao tao qua 2 nam
(Pon vi: Nghin dong)

< < Chénh léch
Chi i Nam 2009 Nam 2010 thue hién KH
%% 188 | Chiph | Téng | S6 | Chiphi | Téng | .\ |
ngwoi | bg/ngwoi | tién | ngwoi | bq/ngwoi | tién
1. Dao tao
tai cho
Tho in 4 300 1.200 2 350 700 -500 | -41,67
Tho pha nhii 4 250 1.000 3 280 840 -160 -16
congnhan | 4o | 120 | 1200 | 8 130 | 1.040 | -160 | -13:33
dong gbi
Can bo kinh
doanh 3 400 1.200 2 420 840 -360 -30
2. Cwr di dao
tao
Tho ki thuat 2 2.500 | 5.000 2 2.700 | 5.400 | 400 8
Can b kinh
doanh 2 2.750 | 5.500 1 3.000 | 3.000 | -2.500 | -45,45
|(§'/an boquan |3 | 5500 | 7500 | 2 | 2.800 | 5.600 | -1.900 | -25,33
Tong 28 22.600| 20 17.420 | -5.180 | -22,92

(Nguon: Phong té chirc tong hop)
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Nhan xét: Cung véi sy phat trién cta nén kinh té, chi phi dao tao binh
quan/ngudi cling ting. Tuy nhién do s6 lao dong dugc dio tao nam 2010 giam
so v6i ndm 2009 dan dén tong chi phi dao tao nim 2010 giam so v&i nim
2009.

- Chi phi tién luong sau ddo tao: duogc tra tuy vao cap bac va chic vu ma
moi ngudi lao dong tham gia dat dugc sau khi dugc dao tao.

- Tinh hinh lao ddng sau dao tao:

Bang 2.11: Tinh hinh lao dgng sau dao tao nidm 2010
(Pon vi: Nguoi)

stt Chi tiéu }t);"c:la(:’ d(fa(‘)" g‘o
S6 nguoi hoan thanh dao tao dung thoi han 12/15 4/5
S6 nguoi bo viée sau dao tao 2/15 1/5
S6 nguoi hoan thanh tét cong viée 10/15 3/5

(Nguon: Phong té chirc tong hop)

Két qua thu duoc sau dao tao chua cao: v6i hinh thitc ddo tao tai chd co
12/15 ngudi hoan thanh dung thoi gian dao tao, hinh thire ctr di dao tao co 4/5
nguoi hoan thanh dung thoi gian dao tao. Piéu nay cho thay rang 1a chuong
trinh dao tao cia Cong ty chua hop 1y, chua kich thich dugc nguodi lao dong
tham gia hoan thanh hét chuong trinh ddo tao cling nhu 13 chwa lam cho nguoi
lao dong cam théy viéc dao tao do 1a can thiét va nang cao duogc trinh do tay
nghé cho chinh ban than minh. Va trong 3 ngudi hoan thanh chwong trinh
theo hinh thirc cir di dao tao thi c6 1 nhan vién cua Phong to chirc tong hop
vira dugce cu di dao tao nang cao nghi¢p vu. Sau 8 thang, nhan vién nay da xin
nghi viéc chuyén cong tac sang Cong ty khac. Diéu nay cho thdy Cong ty
chua cé sy rang budc cu thé dbi voi nguoi lao dong sau khi dugc tham gia
khoa dao tao.

Thém véao d6, khi tién hanh viéc diéu tra ngudi lao dong tai Cong ty thi
70% tong sb lao dong cho rang viéc dao tao cua cong ty 1am ho hai long va co

dén 30% khong cam thay hai long.
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Qua d6 ta thiy cong tac dao tao va phat trién ngudn nhan lyc ciua Cong ty
chua hiéu qua, vin mang tinh hinh thtc, chua kich thich duoc tinh than tu
gidc mudn hoc hoi, mudn thang tién cua nguoi lao dong khi dugc dao tao va
chua c6 nhitng chinh sach gitt chan ngudi lao dong sau khi duoc dao tao.
Trong thoi gian tdi Cong ty cin quan tdm nhiéu hon nita dén van dé dao tao
va phat trién ngudn nhan luc ctia Cong ty.
2.2.2.4/ Cong tac danh gia nhan vién

Quy dinh danh gi4, xép loai lao dong cua cong ty C6 phan cd phan Hoa
chat va Vat liéu dién Hai Phong
* Loai A:

- C6 s6 ngay cong >= 24 cong.

- Khong vi pham ndi quy, quy ché ctua Cong ty.
- Hoan thanh tbt cong viéc duoc giao.

* Loai B:

- C6 s6 ngay cong tir 22 dén 24 cong.

- Khong vi pham ndi quy cua cong ty.

- Hoan thanh céng viéc duogc giao.

* Loai C, D:

- C6 sb ngay cong tir 20 dén 22 cong.

- Vi pham mot sb ndi quy cua cong ty, tuy muac do vi pham xép loai C hay D.
- Chua hoan thanh cong viéc.

Ta c6 bang tong hop danh gia xép loai lao dong ctia cong ty nam 2010 nhu
Sau.

Bang 2.12: Bang danh gia xép loai lao dong nim 2010 cia Cong ty

Chi tiéu S6 nguoi | Ty 1 (%)
Loai A 192 90,14
Loai B 10 4,69
Loai C 6 2,82
Loai D 5 2,35

Tong 213 100

(Nguon: Phong té chirc tong hop)
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Qua bang thong ké trén ta c6 thé thiy sb lao dong dat loai A cua cong ty 1a
cao nhat chiém 90,14% tong s6 lao dong, s6 lao dong bi danh gia loai D chi
chiém 2,35%. Piéu nay cho thdy doi ngii lao dong cua cong ty kha tuan thu
diéu 16 quy dinh cua cong ty va nhiing yéu cau cta céng viéc. Tuy nhién day
lai 1a mot yéu diém 1én ctia Cong ty CO phan Hoa chat Vat liéu dién Hai
Phong. Hang ngay, cac trudng bo phan theo dbi va diém danh ngudi lao dong
vao ltc dau gio xem nguoi lao dong co tham gia lao dong trong ca hodc trong
ngay d6 hay khong. Sau d6 bao céo 1én phong t6 chirc tong hop. Va viéc danh
gia xem nguoi lao dong c6 hoan thanh tot cong viéc hay khong chi dua trén
viéc ho hoan thanh cong viéc ding thoi han hay khong, di lam du ca, da budi.
Chua quan tdm dén thai do, tic phong lam viéc ciia nguoi lao dong, chat
luong thuc hién cong viéc, kha nang, trinh d§ cling nhu muc d thanh thuc
trong cdng viéc cliia ngudi lao dong. Pic biét 1a dbi véi lao dong truc tiép
huong luong theo san pham, ho chi mai chay dua theo sé lugng ma quén di
chét luong thuc hién cong viéc cia minh. Mot van dé nira d6 1a mdi quan h¢
giita viéc danh gia nhan vién va van dé tién luong, viéc danh gia xép loai
nhan vién cua Cong ty khong anh hudng dén sé tién lwong ma nhan vién do
nhan dugc trong thang.

Co thé noi hoat dong danh gia nguoi lao dong dugc thuc hi€én mang tinh
d6i pho, chura hé c6 mot hé théng danh gia chinh thire tir trén xudng. Cubi ky,
nhimg nguoi lao dong cham chi hay luoi biéng, chua du trinh do déu duoc
danh gia chung chung nhu nhau, cac quy dinh chua rd rang. Piéu d6 anh
huong khong it dén tdm 1y ngudi lao dong va s& anh hudng truc tiép dén ning
suat lao dong ciia ngudi lao dong ciing nhu toan thé Cong ty. Trong thoi gian
t61 Cong ty can ¢ nhimg bién phéap cu thé dé co dugc nhimg danh gia chinh xéac
hon vé& ngudi lao dong ciia minh.
2.2.2.5/ Cong tac tra cong nguoi lao dong

e Cong tac tién lwong

*Lao dong gian tiép: Doi véi lao dong gian tiép, Cong ty ap dung tra luong

theo hinh thirc lvong thoi gian.
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Bang 2.13: Bang lwong can by cong nhan vién thang 4/2010
OVT: Pong)

H¢ | Héso . ren Phu cip
s A so | docty Ngay Lwong IZCb He . Tong
Ho va tén , .7 | Cong N s0 do cty | « Trach n
chiwe | qui (Ntt) co ban ui dinh An ca hi cong
‘ danh | dinh qui &t nem
EEZ?]H“’“ 234 | 20 | 27 |1.708.200 | 3.416.400 | 540.000 | 180.000 | 4.912.855
E};ﬁ‘w‘n 185 | 20 | 25 |1.350.500 |2.701.000 | 540.000 | 120.000 | 3.729.318
E’l‘slngan 204 | 20 | 26 |2.146.200|4.292.400 | 540.000 | 150.000 | 5.762.836
igﬁmm 222 | 20 | 25 |1.620.600 |3.241.200 | 540.000 | 80.000 | 4.303.182
R‘r’]hKlm 251 | 20 | 27 |1.832.300 |3.664.600 | 540.000 | 180.000 | 5.217.464
( Nguon: Phong t6 chikc tong hop)
+ Cach tinh luong:
20* Lch
Ltl = * Nitt + Pc
27

Trong do

Ltl: lvong thyc linh

Lcb: lvong co ban, voi: Leb = Ltt * Hs

Ltt: Luong t6i thiéu do nha nuéc quy dinh ( bang 730.000d)

2,0: Hé s6 luong do Cong ty qui dinh

Hs: Hé sb luong (quy dinh caa Nha nudc)

Ntt: S6 ngay cong thuc té

22 : 13 s6 ngay cong theo ché do

Pc: Phu cip (Cong ty qui dinh phu cdp an ca 1a 540.000d voi nguoi lam

du 22 ngay cong va muc phu cap trach nhiém do Cong ty qui dinh)

Vi dy: Tinh luong cho can b Nguyén Hiru Luan
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Ta co:
*
L= —207LeD e pe
22
Leb =2,34 * 730.000 = 1.708.200d
Ltl = 2,0*1.708.200 *27+540.000 +180.000 = 4.912.855d

22

*] a0 dong truc tiép:

Cong ty ap dung hinh thirc tra lwong theo san pham. Hinh thirc ndy quan
triét nguyén tac phan phdi theo lao dong, gan viéc tra lwong véi két qua caa
mdi ca nhan. Thuc chat tra luong theo san pham hay s6 cong viéc dd hoan
thanh va dam bao duoc chat luong.

Bang 2.14: Bang lwong by phin déng goéi ‘
(DVT: Dong)

Lwong san Phy cip Téon
STT Ho va tén £ v Poc one
pham An ca b tién
ai

1 | Tran Thi Huong |1.947.883 |240.000 |30.000 |2.217.883
Pham Thi Thoa |1.966.881 |240.000 |30.000 |2.236.881

3 | Ngo6 Van Sinh 1.961.964 | 240.000 |30.000 |2.231.964
( Nguén: Phong t6 chike tong hop)

Cong thirc: Lsp = Ntt * Dg
Trong d6: Lsp : Luong san phdm
Ntt : S6 san phém thuc té dat chat luong hoan thanh
Pg : Pon gi4 luvong san pham
Vi du:
Tinh luong cho cong nhan Tran Thi Huong

- Luong san pham dugc tinh dya vao bang sau:
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Bang 2.15: Pon gia dinh mirc - DAy chuyén san xuat so 1

Hang tho kim/ 1cont/ 5326 Hang bam 1.7/ 1cont/ 3158
Tén bé Kién hang kién hang . .
A Gia dinh £ Gia dinh X Tong tién
phan , So A . So <A
murc Tién murC Tién
cont cont
1cont 1cont
1. May in | 3.000.000 | 1,6 |4.800.000 |2.100.000 |3,2 6.720.000 | 11.520.000
(ngtMay 2.000.000 | 1,6 |3.200.000 |2.000.000 |3,2 6.400.000 | 9.600.000
iiél\lfay 2.000.000 | 1,6 |3.200.000 |2.000.000 |3,2 6.400.000 | 9.600.000
gé?ong 7.500.000 | 1,6 |12.000.000 |6.000.000 |3,2 19.200.000 | 31.200.000
( Nguén: Phong t6 chirc tong hop)
- Hang tho kim:

+ S0 kién hang: 1,6 * 5.326 = 8.522 kién hang
+ Pon gia tinh trén 1 kién hang: 12.000.000 / 8522 = 1.408,1d/kién
+ S6 kién hang chi Huong lam 1a 532 kién
+ Luong san pham hang tho kim = 532 * 1408,1 = 749.109,2d
- Hang bam:
+S6 kién hang: 3,2 * 3.158 kién = 10.106 kién
+ Pon gia tinh trén 1 ki¢n hang: 19.200.000 / 10.106 = 1.899,8d
+ S6 kién hang da 1am duoc 13 631 kién
+ Luong san phdm hang bam = 631 * 1899,8d = 1.198.773,84d

=> Téng tién lwong san pham chi Huong nhan duoc la:

749.109,2 + 1.198.773,8 = 1.947.883d
Ngoai ra cong tién phu cap Cong ty qui dinh thi s6 tién thyc linh la:

1.947.883 + 240.000 + 30.000 =2.217.883d

Qua phén tich cong tac tién luong ctia Cong ty ta thiy don gia dinh mirc do

Cong ty quy dinh con thap so véi cac Cong ty, chua théa méan va chua xtng

dang v6i cong sirc nguoi lao dong bo ra dan dén tinh trang nguoi lao dong bo

viéc gitta chimg hodc khong gin bo 1au dai v6i Cong ty, 1am anh huong t6i

nang suat lao dong. Trong thoi gian téi Cong ty can quan tdm hon dén van dé
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diéu chinh don gia san pham sao cho hop 1y dé co thé giit chan ngudi lao
dong, ting nang suat lao dong toan Cong ty.

e COnNg tac tién thuomg

Tién thuong 1a khoan bd sung cho tién luong nham quén triét nguyén tic
phan phéi theo lao dong. N6 1a moét kich thich vat chit co tac dung tich cuc
v6i nguoi lao dong trong viéc phan dau cong viée tot hon. Ngudn tién thudng
nam trong quy luong va quy tién thuong cua doanh nghiép. Quy tién thudng
duoc trich tir loi nhuan sau thué.

Hang nam Cong ty c6 trich 1ap cac quy phuc 1¢1 va khen thudng theo ty 1€
phan trim loi nhudn sau thué dé hd tro ngudi lao dong.

Céc hinh thtrc thuong cua Cong ty:

- Thuéng cho cac ca nhan, phong ban ¢ thanh tich xuat sac, hoan thanh tot
nhiém vu duoc giao.
- Thuéng nhan dip 18 tét nhu: 30/4, 1/5, 2/9, tét Nguyén Pan...

Tuy nhién tir nam 2008 dén nam 2009 Coéng ty lién tuc lam an khong hiéu
qua din dén viéc trich 1ap cac quy hau nhu khéng c6 din dén viéc khen
thuong cho ngudi lao dong trong cac nam d6 1a rat it. Nam 2010 hoat dong
san xuat kinh doanh cua Cong ty di phan kha hon tuy nhién viéc khen thuong
cho nguoi lao dong van con rat han ché, chua that su khuyén khich duoc
nguoi lao dong. Vi du nhu thuong cho ngay 30/4 va 1/5 1a 100.000d/nguoi,
dip tét 1a 300.000d/nguoi.

e Phu cip

Céac murc phu cip Cong ty ap dung:

- Phu cép an ca:

+ Péi v6i lao dong gian tiép Cong ty quy dinh phu cdp an ca la 540.000d
véi nguoi lam du 22 ngay cong.

+ Pbi voi lao dong truc tiép 1a 240.000d/ngudi.

- Phu cép trach nhiém: 6i k§ su quan 1y, gidm sat cong trinh, véi 1 s6 cong
nhan phu trach cong viéc c6 tinh chat phirc tap...va mutc phu cip do Cong ty

tu qui dinh.
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- Phu cép di lai: voi nhitng cong nhan vién phai di chuyén nhiéu nhu 14i xe,
nhan vién di cong tac ...

- Phu cép doc hai: voi nhitng cong nhan lam viéc trong moéi truong doc hai, chu
yéu 1a ddi véi lao dong truc tiép. Mic phu cip doc hai Cong ty dang ap dung 1a
20.000 dong/ngudi/thang.

NGi chung mirc phy cip Cong ty dang ap dung 1a rat thap, chua khuyén khich
duoc tinh than cta ngudi lao dong.

e Phuc lgi

Nam 2009, theo chinh sach quy dinh ctia Nha Nudc, tai Cong ty nguoi lao
dong phai tham gia 3 loai Bao hiém: BHXH, BHYT, Bao hiém tai nan lao
dong.

- BHXH: Cong ty tinh bao hiém x4 hi trén co s& hé s6 lwong cip bac va
luong t6i thiéu theo cong thuc:

BHXH = Hg, X Lt X20%
Trong do:
He: Hé s6 luong cap bac
Lrr: Luong toi thiéu do Nha Nudc quy dinh
20%: Sb phan tram BHXH phai dong (14% do doanh nghiép
doéng, 6% nguoi lao dong phai dong)

- BHYT: Theo quy dinh BHYT hang thang phai déng 3% muc luong co
ban. Trong d6 doanh nghiép dong 2%, con 1% do nguoi lao dong dong duge
ndp vao ky 2 hang thang.

- Bao hiém tai nan: Mac binh quan cho mdi nguoi la 24.000
ddéng/ngudi/nim, trong d6 doanh nghiép trich 50% bang quy phuc loi, con lai
do CBCNYV dong 50%.

+ CBCNYV bi chét do tai nan lao dong: duoc trg cép cho gia dinh 5.000.000
dong

+ CBCNV bj chét do 6m dau, chét do tai nan rui ro ngoai doanh nghiép:
duogc trg cip cho gia dinh 2.000.000 dong.

+ Nhan than trong gia dinh (cha, me, vg, chong) clia ngudi lao dong bi
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chét: t6 chuc thim viéng v6i mirc 100.000 dong/ngudi.

Vi du: Luong co ban thang 8/2009 cuia 6ng Nguyén Hitu Luan 1a 1.708.200
dong. Voi s luong ndy 6ng Giang phai dong BHXH, BHYT, BHTN theo quy
dinh cua Nha Nudc nhu sau:

BHXH = Luong co ban x 6% = 1.708.200 x 6% = 102.492 dong
BHYT = Luong co ban x 1% = 1.708.200 x 1% = 17.082 dong
BHTN = 12.000 dong

Tuy nhién tr ngay 01/01/2010, theo quy dinh ctia Nha nudc tai Cong ty

nguoi lao dong tham gia BHXH, BHYT va Bao hiém thét ngiép nhu sau:

Loai Bio hiém BHXH | BHYT | BHTN
Mirc ndp tur ngay 01/01/2010 22% | 4,5% 2%
Trong do:
Ngudi st dung lao dong 16% 3% 1%
Nguoi lao dong 6% 1,5% 1%

Pbi twong dong bao hiém that nghiép theo Luat BHXH la nguoi lao dong
lam viéc theo hop dong lao dong khong xac dinh thoi han hodc xac dinh thoi
han tir 40 muoi hai thang dén ba muoi sau.
2.2.2.6/ Piéu kién 1am viéc

Piéu kién 1am viéc 1a tong hop cic nhéan td trong moi truong doanh nghiép
c6 tac dong dén nguoi lao dong. Tao diéu kién lam viéc tot hay xdu déu co
anh huong khong nho dén kha niang 1am viée va hiéu qua san xuat kinh doanh
ctia doanh nghiép. Do d6, cong tac ndy dugc Cong ty c6 phan Hoa chat Vat
liéu dién Hai Phong rat cha trong. Cong ty ludn tim cach cai thién diéu kién
lam viéc cho CBCNV.

- Hé thdng co s& ha tang twong ddi rong rdi khang trang, sach s& véi nhiéu
chau hoa, cay canh thuong xuyén dugc cham séc luon dem lai moi truong
lam viéc trong lanh thoang mat cho ngudi lao dong.

- Do su tién dung cua may tinh trong cong tic quan tri cling nhu thu nhép
thong tin va giao dich véi khach hang, Cong ty da va dang hoan thién va nang

cap hé théng may tinh va két ndi Internet. Hién trung binh ctr 2 nguoi/l may
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tinh. Nho vao su nang cip ndy ma Cong ty co thé ting kha ning xir Iy thong
tin kinh té, ting kha ning 1am viéc ctia nhan vién va co thé ky hop dong véi
d6i tac ma khong can gip truc tiép.

- Ngoai ra, Cong ty con trang bi nhiéu trang thiét bi hién dai cho lao dong
cling nhu cai thién lam viéc cho nguoi lao dong nhu hé théng thong gio, hé
théng diéu hoa may lanh, phuong tién lao déng. Cong ty ciing cht trong dam
bao tiéu chuan noi 1am viéc vé khong gian, d0 thodng, 4&nh sang nudc sach, hé
théng dién chiéu sang...Nhin chung Cong ty vain phai nang cap hé théng chay
nd boi hé théng nay cua Cong ty di cii do duoc xay dung tir 1au. Pong thoi
Cong ty ciing can nang cap chat luong y té dé dam bao hon nita chat luong
diéu kién lam viéc tai Cong ty.
2.2.2.7/ Ché dd 1am viéc va nghi ngoi

Pé co thé dam bao sirc khoé cho ngudi lao dong, Cong ty cling di xdy
dung mot ché do 1am viéc nghi ngoi hop 1y dé tai san xuat sitc lao dong nhur
Sau.

- Vé ché d6 lam viéc: ca lao dong truc tiép va lao dong gian tiép déu lam
viéc 8h/ngay.

- Nhitng ngay nghi 1&, tét vao ngay nghi hang tuan thi nguoi lao dong duoc
nghi bu vao nhitng ngay tiép theo va dugc huong nguyén luong (theo quy
dinh tai diéu 73 B Luat LD). Ddi voi lao dong truc tiép lam viée vao nhimg
ngay nghi 1& thi lvong dugc hudng gip 2 1an theo khéi luong céng viée ma ho
hoan thanh trong nhitng ngay do.

- Nghi hang nam: CBCNV c¢6 12 thang lam viéc thi dugc nghi phép hang
nim Ia 15 ngdy nhung van dugc hudng nguyén luong co ban.

- Cu tron 5 nam lam viéc thi nguoi lao dong s€ duoc nghi thém 1 ngay.
Nhung néu do nhu cau cong viéc ma CBCNV chua nghi hét s6 ngay nghi thi
Cong ty phai sap xép cho ho nghi ngoi hop 1y, nhitng ngay d6 s& duoc thanh
todn theo murc lwvong hudng cho lam thém hodc dugc nghi bu sang quy 1 ndm

Sau.
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2.2.2.8/ Ky luat lao dong

Nguoi lao dong phai chap hanh nghiém chinh thoi gian 1am viéc theo quy
dinh ctia Cong ty, khi cAn 1am thém gid tai noi 1am viéc cin c6 sy dong ¥ cua
can bd quan 1y, khi nghi viéc riéng, nghi phép phai c6 don dé& nghi va phai
dugc su dong y cua lanh dao Cong ty, nghi 6m phai c6 xac nhan ctia co quan
y té.

Nguoi lao dong phai tuyét ddi tuan thu sy phan cong, diéu dong cua can
bd quan 1y, chiu trach nhiém trudc nguoi quan 1y vé cong viéc dugc phan
cong. Khi don phuong cham dat hop dong lao dong, ngudi lao dong phai co
don dé nghi giri Cong ty it nhat trude 10 ngay. Néu khong bao trude, Cong ty
khong chiu trach nhiém giai quyét cac cong viéc lién quan.

Trong gid 1am viéc, ngudi lao dong khong duoc udng bia, rugu, danh bai
hay st dung may tinh vao viéc riéng hay bat cr viéc riéng nao khac. Khi co
nhu cau ra ngoai phai dugc sy dong ¥ ciia nguoi phu trach hodc bao cho cac
d6ng su khac biét dé bao lai cho ngudi phu trach.

Ngudi lao dong phai c6 ¥ thirc trach nhiém bao vé tai san, chéng moi hanh
vi tham 6 lang phi, pha hoai hoic 14y cap tai san ctua Cong ty duéi moi hinh
thure. Co trach nhiém bdo vé moi truong séng, moi truong lam viéc cua Cong
ty, gift gin an ninh trat tu, phong chéng chay nd. Moi truong hop vo  thirc
hodc thiéu tinh than trach nhiém lam hu hai tai san cua Cong ty déu phai boi
thuong.

Trong san xuat nguoi lao dong phai thuc hién ding cac qui dinh ki thuat
va su hudng dan cia ngudi phu trach. Nhitng san phdm hu hong do thiéu tinh
than trach nhiém hodc sai qui trinh ki thuat déu phai boi thuong theo muc do
thiét hai.

Trong qué trinh thuc hién hop dong lao dong, néu c6 phat sinh hodc tranh
chap thi nguoi lao dong phai lam don kién nghi dé Cong ty xem xét giai
quyét. Nguoi lao dong khi vi pham ky luat lao dong da duoc kiém diém
nhung van khong sira chira hodc tiép tuc tai pham sé& bi xir 1y voi hinh thire ky
luat cao hon hoac budc thoéi viéc.
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2.3/ Phan tich hi€éu qua quéan tri nhan luc tai Cong ty thong qua cac chi

tiéu hiéu qua

Bang 2.16: Bang danh gia hiéu qua sit dung ngudn nhan lue

P en . Nam Nam Chénh léch
Stt Chi tiéu Pon vi 2009 2010 (+/-) (%)
1 | Téng san luong Tén 6.906 5.685 -1.041 | -15,07
2 | Doanh thu thuan Triéu 122.815 | 135.118 | 12.303 | 10,01
3 | Loi nhuén sau thué Triéu 1.152 956,12 | -195,88 | -17,06
4 | S6 luong lao dong Nguoi 238 213 -25 -10.5
5 | NSLD binh quan (1/4) | TAn/Nguoi | 29,02 27,53 1,48 | -51
Hiéu suat str dung lao A w
6 dong (2/4) Triéw/Nguoi | 516,03 634,35 | 118,32 | 229
Hi¢u qua st dung lao A . ] ]
7 dong (3/4) Triéu/Nguoi 4,84 4,48 0,35 7,26
Mtrc dam nhiém lao NP
8 dong (472) Ngudi/Triéu | 0,0019 0,0016 | -0,0003 | -18,65
g |Luongbinh Tridu 3,905 435 | 0445 | 11,39
quén/thang

Qua bang trén ta nhan thay:
- Tong san lugng nim 2009 13 6.906 tan so véi ndm 2010 giam di 1.041 tin
tuong tng véi ty 1& giam 15,07%. Tong san lugng giam kéo theo ning suit
lao dong binh quan giam. Nam 2009 ning suat lao dong binh quan 1a 29,02
tan/ngudi dén nim 2010 ning suat lao dong binh quan 1a 27,53 tin/nguoi
giam 1,48 tin/ngudi trong tng vai ty 16 giam 5,1%.
- Hiéu suét sir dung lao dong nam 2010 tdng 1én so véi nam 2009 1a 118,32
tri¢u/nguo1 tuong img voi ty 1€ tang 22,9%.
- Tuy nhién hi€u qua str dung lao dong lai gidm, ndm 2010 hi¢u qua st dung
lao dong giam di 0,35 tri¢u/nguoi so véi nam 2009, tuong ung voi ty 1€ giam
7,26%.
- Mtic dam nhiém lao dong cho thiy dé tao ra mot dong doanh thu thi can bao

nhiéu lao dong tham gia. Nam 2009 mic ddm nhi¢m lao dong la 0,0019.10'6
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ngudi/dong dén nam 2010 14 0,0016.10° ngudi/ddng giam so véi nam 2009 1a
0,0003.10° ngudi/dong tuong tng voi ty 16 giam 18,65.

Nguyén nhan chi yéu 1a do ché do dai ngod (dic biét 1a voi lao dong truc
tiép) chua hop 1y, trinh d6 tay nghé cta ngudi lao dong chua dugc nang cao.
Vi vay trong thoi gian téi Cong ty can quan tdm hon dén ché d6 dai ngd ciing
nhu 13 ddo tao, ning cao trinh do tay nghé cho ngudi lao dong.

2.4/ Panh gia cong tac sir dung ngudn nhin hre tai Cong ty

Qua khao sat thuc té két hop voi qua trinh phén tich thyc trang nhan sy tai
Cong ty co phan Hoa chat Vat liéu dién Hai Phong c6 thé thdy cong ty co
nhimg wu va nhugc diém sau:

* U diém:

- Hiéu suét str dung trong nim qua ting.
- Cong ty da cai thién mdi truong 1am viéc cho ngudi lao dong yén tam gin
b6 véi Cong ty.

* Nhueoe diém:

- Cong tac hoach dinh nguén nhan luc thuc hién chua tdt, viéc hoach dinh
nguén nhan lyc van chua cin cr vao ké hoach san xuét kinh doanh, ngoai ra
ké hoach san xuat kinh doanh ctia Cong ty bi phu thudc nhiéu vao yéu t6 bén
ngoai (nhat 14 yéu té ban hang) do vay van con hién tuwong thira, thiéu nhan
luc cuc bo.

- Cong tac danh gia nhan vién chua thyc hién tét. Viéc danh gia xem nguoi
lao dong c6 hoan thanh tbt cong viéc hay khong chi dua trén viéc ho hoan
thanh cong viéc ding thoi han hay khong, c6 di lam du ca, du budi khong,
chua quan tim dén thai do, tac phong lam viéc ctia nguoi lao dong, chat lugng
thuc hién cong viéc cling nhu 1a kha nang, trinh do, mirc d§ thanh thuc trong
cong viéc cua nguoi lao dong.

- Trong cong tic tuyén dung clia cong ty ciing con rat nhiéu han ché vi Cong
ty cha yéu tuyén con em can bd cong nhan viéc trong nganh nén cong ty co
nhiéu han ché trong khau tuyén dung, khong tuyén dugc nhiéu nhitng nhan tai

gitip cho cong ty phat trién chinh vi thé tinh trang nhan vién tring tuyén
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khong hoan thanh tbt cong viéc hoac bd viéc sau mot thoi gian lam viée tai
Cong ty.

- Trong cong tac dao tao ngudn nhéan lyc van chua dép ung duoc nhu cau cp
bach d6i véi luc lugng lao dong truc tiép 1am dudi phan xudng.

- Cong tac tra cong nguoi lao dong (dic biét 1a dbi véi lao dong truc tiép)
chua hop ly.

- Viéc quan 1y st dung quy thoi gian ciia cong ty chua hop 1y nén van con

tinh trang nguoi lao dong di mudn, vé sdém, nghi viéc bira bai.

Sinh vién: Nguyén Thi Thu Thity — Lép: QT1101IN 69



Dé Tai Nghién Ciru Khoa Hoc

Trwong Dai Hoc Dan LapHdai Phong

Phan 3: MOT SO BIEN PHAP NANG CAO HIEU QUA

SU DUNG NGUON NHAN LUC TAI CONG TY CO PHAN
HOA CHAT VAT LIEU PIEN HAI PHONG

3.1 Bién phap ning cao hiéu qua dao tao ngudn nhan lyc trong Cong ty

a. Ly do dwa ra bién phap

- Cong tac dao tao ctia Cong ty chua bat ngudn tir nhu cdu san xuét kinh

doanh, tir trinh d6 tay nghé hién c6 cia ngudi lao dong gdy anh huong dén

hoat dong san xuat kinh doanh ctia Cong ty.

- Péi voi luc luong lao dong truc tiép, trinh d§ tay nghé cua ho quyét dinh

chét luong san phém cua doanh nghiép, truc tiép tao ra doanh thu va loi

nhudn cua doanh nghiép, thi cong tac dao tao chua dugc chi y, quan tam

ding muec.

Xem xét bang lao dong dung chuyén nganh, tay nghé, va sb lao dong co

thé tham gia dao tao ¢ ddy chuyén san xuat gidy s6 1:

Bang 3.1: Tinh hinh lao ddng & diy chuyén san xuat s6 1

STT Chi tiu ngsl:(‘)’i T((‘,y/ol)e
1 | Tong so lao dong 70 100
2 | S6 lao dong diing chuyén nganh, tay nghé 51 72,86

- S6 lao dong hoan thanh tbt cong viée 46 90,19
- S6 lao dong khong hoan thanh tot cong viéc 5 9,81
3 | S0 lao dong khong ding chuyén nganh, tay nghé 19 27,14
- S6 lao dong hoan thanh tbt cong viée 12 63,16
- S6 lao dong khong hoan thanh tot cong viée 7 36,84
4 | Sb lao ddng c6 thé tham gia dao tao 16 12,72
5 | S6 lao dong khong thé tham gia dao tao 6 217,28

Qua bang trén ta thiy sb lao dong dung chuyén nganh, tay nghé ¢ day

chuyén san xuat s6 1 chi chiém 72,86%, s6 lao dong khong dung chuyén

nganh, tay nghé chiém 27,14%. S6 lao dong hoan thanh tét cong viéc khong
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cao cho thiy trinh d¢ tay nghé ngudi lao dong chua dap tmg dugc hét yéu cau
cong viée, trong khi d6 s6 ngudi cé thé tham gia dao tao chiém 72,72% nhung
lai chua dugc Cong ty quan tim, cho ddo tao ning cao tay nghé, dan dén chat
lwgng san pham, ning suit lao dong chua cao.

+ Ngoai ra, cong tac quan 1y ngudn nhén luc cling can cha trong dén viée
phat trién ngudn nhan lyc. Nhu ddi voi tho bac cao ciia Cong ty, chil yéu 1a
tho bac 4, c6 tham nién cong tac va c6 kha nang dao tao 1én bac cao hon
nhung Cong ty van chua c6 cac hinh thirc ddo tao, cip nhat dao tao thém cho
nguoi lao dong.

Sau day 1a bang tho bac cao can duoc dao tao & ddy chuyén san xuat sb 1:
Bing 3.2: Bang tho bic cao can dwoc dao tao

& day chuyen san xuat so 1

STT Ho va tén Loai thy Cap bac thg | Tham nién
Nguyén Vin Thanh | Tho dién 4[7 4 nam
Tran Van Hai Tho stra chita may 517 5 nam
Lé Van Ha Tho dién 417 5 nam

- Péi v6i luc luong lao dong gian tiép, viéc dao tao trong nhitng nim qua
chua dem lai hiéu qua cao. Nguyén nhéan cha yéu 1a do viéc dao tao chua
dung dbi twong va chua lam cho ngudi lao dong cam thdy himg thi véi viée
di dao tao.

Hang nam Cong ty co6 cac chi ti€éu dao tao nghi€p vu cua cép b0, dao tao tur
2 — 3 thang. Cong ty dua ra cac tiéu chi co ban dé chon ngudi di dao tao, cac
tiéu chi nhu: vé thoi gian cong tac tai Cong ty: 3 nam trd 1én, do tudi tir 25 —
35 tudi, strc khoe tdt, chép hanh tbt qui dinh cua Cong ty, c6 tinh than lam
viée, hoc héi cao...Tuy nhién viéc dua ra nhitng ti€u chi nhu thé nay khong
tim dugc dung nhiing nguoi can phai dao tao, vi du nhu nam 2010, chi
Nguyén Thi Mai & phong Tai chinh ké toan can dugc dio tao nang cao nghiép
vu nhung do chua da 3 nam cong tac & Cong ty nén khong duogc cu di dao tao

hay c6 cac 1y do khac nhu chi Hoang Lan & phong To chirc tong hop, du tiéu
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chi di dao tao va mudn duoc di dao tao nang cao trinh d6 nghi¢p vu nhung do
c6 con nhé nén khong tham gia 16p dao tao duoc.

Tuy nhién khi diéu tra su hai 1ong vé cong tac td chic dao tao ddi véi lao
dong gian tiép thi co dén 82% cam thay hai long. Con khi diéu tra véi lao
dong truc tiép thi chi c6 61% cam thiy hai 10ng. Vi thé, tir tinh trang thuc té
va két qua diéu tra thi bién phap dao tao hudéng chil yéu vao ddi tuong 1a lao
dong truc tiép.

- Ngoai ra Coéng ty c¢6 dinh hudng trong nam tdi s€ hién dai hoa day
chuyén san xuat dé nang cao ning sut lao dong, ting doanh thu do dé viéc
dao tao tay nghé cho nguoi lao dong 1 rat can thiét dé nguoi lao dong c6 thé
dap tmg dugc véi nhu cau cong viée cling nhu ¢o thé sir dung cong nghé, day
chuyén san xuat méi mot cach thanh thao.

b. Bién phdp khdc phuc

Tir thyc trang va nhu ciu can dugc ddo tao trén thi Cong ty nén dua ra
nhirng hinh thirc dao tao cu thé:

- Pao tao tai chd: bang cach kém cip hudng din ngay tai noi lam viéc d6i
v6i nguoi lao dong. Poi voi lao dong truc tiép tai cac ddy chuyén san xuat co
thé kém cip, hudng dan trong ca 1am viéc cua nguoi lao dong hodc bb tri, sip

xép theo hinh thirc luan phién ca. Vi du:

n Thoi gian lam viéc Thoi gian dao tao
L oA B0
Ho va tén hf;n : ;
pha Casang Ca chiéu Ca sang Ca chiéu
Tran Van Tién | May in | 7h15' - 9h45' | 15h15' - 17h15' | 9h45' - 11h 13h45' - 15h15'
Trinh Van Nam | Mayin | 9h45'- 11h | 13h45' - 15h15' | 7h15'- 9h45' | 15h15' - 17h15'

- Ctr di dao tao: Cong ty nén tu td chirc cac 16p cho ngudi lao dong di dao

tao nang cao trinh do nghiép vu, déng thdi xem xét mot cach cu thé nhirng

truong hop can dugc dao tao trude.
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Bang 3.3: Bang du kién cong tic dao tao lao dong truc tiép nim 2011

(Don vi: Nguoi)

DAy chuyén sx s6 1 DAy chuyén sx s6 2

Chi tiéu Nhu chu | Chi tieu | "™, | Nhu ciu | Chi tieu ké| "¢,

dao tao | ké hoach hi¢n ke dao tao hoach hi¢n ke

‘ ‘ hoach : ‘ hoach
1. Pao tao tai chd 12 11 10 14 12 11
- Tho in 2 2 2 3 3 3
- Tho dién 3 2 2 2 1 1
- Tho khéc 2 2 2 2 2 1
- Cong nhan dong goi 5 5 4 7 6 6
2. Cir di dao tao 6 6 6 6 3) 3)
- Tho in 2 2 2 2 2 2
- Tho dién 1 1 1 2 2 2
- Tho khac 3 3 3 2 1 1
Tong 18 17 16 20 17 16

Ta c6 thé xac dinh chi phi dao tao nhu sau:

Ta c6 thé xac dinh chi phi ddo tao vé6i lao dong truc tiép nhu sau:

*) V6i hinh thirc dao tao tai chd Cong ty du tinh hd tro 550.000d/ngudi. Nhu
vay chi phi ddo tao cho 21 lao dong dao tao tai chd 1a :

21 * 550.000 = 11.550.000d
*) V&1 hinh thtc cu di dao tao, tuy theo hoc phi cua cac 16p hoc nang cao
nghiép vu trén thi truong, Cong ty du tinh chi phi 1 khoa hoc la
3.000.000d/nguo1. Nhu vay chi phi dao tao cho 11 nguoi la:

11 *3.000.000 = 33.000.000d
- Tién luong ma Coéng ty phai tra cho 11 ngudi dugc cir di dio tao 1a: (voi tién
luong trung binh 1a 2.300.000d/nguo1)

11 *2.300.000 = 25.300.000d
- Nhu vay nam 2011, chi phi ma Cong ty phai bo ra nham nang cao trinh do

tay nghé cho 1d tryc tiép 1a:

Sinh vién: Nguyén Thi Thu Thity — Lép: QT1101IN 73



Dé Tai Nghién Ciru Khoa Hoc Trwong Dai Hoc Dan LapHdai Phong

11.550.000 + 33.000.000 + 25.300.000 = 69.850.000d

Sau khi két thuc khoa dao tao, nhiing cd nhan nao hoan thanh tdt khoa hoc
s& dugc Cong ty khen thuong, dong vién véi mirc thuong: dbi véi lao dong
dugc ctr di dao tao 1a 2.00.000d/nguo1, va ddi véi lao dong dao tao tai chd 1a
300.000d/nguoi. Sau d6 danh gia chat lugng thyc hién cong viéc cua nhimng
d6i tuong duge dao tao dé co chinh sach dai ngd hop 1y.

c. Két qua cia bién phdp

Sau khi thyc hién bién phap Cong ty c6 dugc mdt doi ngii lao dong cod
trinh d6 chuyén mon cao, lam viéc hiéu qua, dap tng kip thoi yéu cau chat
luong dich vu ngay mdt cao cua khach hang, thich nghi véi co ché thi truong.
Piéu nay vira dem lai loi ich cho ngudi lao dong lai vira mang lai loi ich 1au
dai, gbp phan nang cao ty nang duoc chit luong dich vu, ning cao siic canh
tranh voi cac doanh nghiép khac trén thi truong, nang cao nang suat lao dong, do
d6 nang cao hiéu qua san xuét kinh doanh cta Cong ty.

* S0 sanh truoc bién phap va sau bién phap:

Bang 3.4: Bang so sanh trudc bién phap va sau bién phap

STT Chi tiéu pyr | \rwéc | Saugidi | Chénhlgch
giai phap | phap +1) | (%)

1 | Tong lao dong Nguoi 213 213 - -
Tong san lugng Tan 5.685 5.868 | 183 | 3,21
Ning suatld bq | Tan/Nguoi | 26,7 2754 | 0,95 | 3,21

Véi cac yéu td khac khong doi va cong ty ban duoc hang thi dy kién

doanh thu va lgi nhuan sau khi thuc hién bién phap la:
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Trude | Saugiai |—ohonhléch
STT Chi tiéu bVT gidi phip ohap (+1-) (%)
1 | Tong lao dong Nguoi 213 213 - -
2 | Doanh thu Tr.d 135.118 | 139.889 | 4.771 | 3,53
3 | Loi nhuan Tr.d 956,12 | 984,879 | 28,76 | 3,01
g4 |Hheusudtsu oy gnoei| 63435 | 656,75 | 224 | 353
dung lao dong
5 | Hicuquasu Tr.d/Ngusi| 4,48 4,62 014 | 3,12
dung lao dong

3.2 Bién phap diéu chinh don gia dinh mirc

Pay 1a mot cong tac rat quan trong trong Cong ty. Cong tac nay duoc thuc
hién nham kich thich ngudi lao dong nang cao ning suat lao dong, nang cao
hiéu qua kinh doanh va thuc hién muc ti€u ciia doanh nghiép.

Cong ty c6 phan Hoa chat Vat liéu dién Hai Phong da tién hanh cong tac
trd luvong cho nguoi lao dong trong cong ty dam bdo tra dung, trd du véi tirng
d6i tuong lao dong & cac vi tri, tuy nhién mic luong nay chwa thuc su kich
thich tinh than lam viéc cta nguoi lao dong, dac biét la ddi véi khéi cong
nhan truc tiép san xudt tai cic phan xudng.

Khi tién hanh diéu tra ¢ 2 day chuyén san xuét cia Cong ty thi c6 dén 40%
nguoi lao déng cho rang don gia dinh mic Cong ty quy dinh con thip so véi
cac Cong ty khac.

Va thuc té khi so sanh véi cac Cong ty khac cung nganh thi don gia dinh
mirc ma Cong ty quy dinh 1a thap hon, cu thé:
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Bang 3.3: Béang so sanh don gia dinh mirc 1 cont mit hang gidy ngin

chi voi Cong ty khéc

(Pon vi: Pong)

Chénh léch so Chénh léch so

Tén bd Sé{/?_llz:)) Cty CP (_:I_tg/‘ CE vaoi Cty cp Hai Vé’i‘ Cty cp
phan P Hai Long DE::: Long Thanh Dat
: (+/-) (%0) (+/-) (%0)

1. May in | 2.100.000 | 2.300.000 | 2.200.000 | 200.000 | 9,52 |100.000| 4,76
gétMay 2.000.000 | 2.100.000 | 2.200.000 | 100.000| 5 |200.000| 10
;é'\rfay 1.600.000 | 1.700.000 | 1.750.000 | 100.000 | 6,25 |150.000| 9,38
gé?ong 6.000.000 | 6.300.000 | 6.200.000 | 300.000| 5 |200.000| 3,33

Trude day don gid dinh mirc cua 3 Cong ty 1a nhu nhau, tuy nhién nam

2010 Cong ty CP Hai Long va Cong ty CP Thanh Dat déu da thay d6i don gia
dinh mtc méi cho phu hop véi tinh hinh phat trién kinh té va nhu cau cia
nguoi 1ao dong, con Cong ty CP HCVLD Hai Phong thi van giit nguyén don
gia dinh mirc cii.

So sanh don gia dinh muc 1 cont mat hang gidy ngan chi véi Cong ty co
phan Hai Long ta thiy don gia dinh mirc ma cong ty quy dinh ddi véi timg bo
phan déu thap hon so vdi Cong ty co phan Hai Long. V&i bo phan may in
thap hon 9,52%, bd phan may cat 1a 5%, bd phan may kién 1a 6,25% va bo
phéan dong goi 1a 5%.

Va khi so sanh don gia dinh mitc 1 cont mit hang gidy ngan chi ctia Cong
ty voi Cong ty ¢d phan Thanh Pat ta thiy don gia dinh mic ma Cong ty quy
dinh ciing van thap hon don gia dinh muc cua Cong ty cd phan Thanh Dat,
thap hon tir 3% dén 10%.

Trong khi d6 gia ban san phdm ctia Cong ty so voi 2 cong ty ndy tuong

duong nhau, cu thé:
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Bang 3. : Bang so sanh gia ban san phim mét hang gidy ngan chi

(Pon vi: Pong/Tan)

STT Tén cong ty Gia ban
Cong ty CP HCVLD Hai Phong | 40.000.000
Cong ty CP Hai Long 40.050.000
Cong ty CP Thanh Dat 40.000.000

Véi gia ban twong tu nhu nhau nhung do su phét trién ctia nén kinh té, do
lam phat ting cao, nén 2 cong ty trén dd c6 nhitng bién phap diéu chinh don
gia dinh muc kip thoi cho phit hgp véi tinh hinh thyc té. Tuy nhién Cong ty
cd phan Hoa chat Vat liéu dién Hai Phong thi van chua c6 bién phap diéu
chinh don gia dinh mirc, van giit don gia dinh muc cii. Mot gia ban san pham
tuong duong nhau trong khi d6 don gia dinh mirc ma Cong ty ¢ phan Hoa
chat Vat liéu dién Hai Phong qui dinh lai thip hon cho thay viéc van quy dinh
don gia dinh mtc nhu thé nay s& khong kich thich duogc tinh than lam viée
cua nguodi lao dong, nguoi lao dong s€ co su so sdnh vdi cac cong ty khac
cung nganh nghé san xuat va dé dang rdi bo cong ty. Cu thé tir nim 2009 dén
nam 2010 sb lao dong toan Cong ty giam 25 ngudi (trong Gng voi ty 16 giam
10,5%), trong d6 so lao dong truc tiép 1a 20 nguoi (chiém 80% tong s6 lao
dong nghi viée tai Cong ty) va sb lao dong gian tiép 1a 5 nguoi chiém 20%.
Va viéc s6 lao dong tryc tiép giam nhiéu nhu vay chu yéu 1a do viéc dii ngd
khong théa man va kich thich, gitr chan nguoi lao dong. Vi vay Cong ty nén
c6 bién phap diéu chinh don gia dinh mtc phu hop dé gitt chan ngudi lao
dong va tao dong luc kich thich ngudi lao dong, ting ning suat lao dong cho
Cong ty.

b, Bién phdp khdc phuc

Diéu chinh don gi4 dinh mic ting Ién, cuy thé:
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Bang 3.5: Bang dw kién diéu chinh don gia dinh mic

(Pon vi: Pong)

o DO’I’I gia dinh D0'1’1 gia dinh Chénh léch
Tén by phan mtlt’il}’ 6’cc(;nt mugn 1 (ﬁc)ont (+1) (%)
1. May in 2.100.000 2.200.000 |100.000| 4,76
2. May cat 2.000.000 2.150.000 |150.000| 7,5
3. May kién 1.600.000 1.700.000 |100.000| 6,25

4. Pong goi 6.000.000 6.300.000 | 300.000 5

¢, Két qua cia bién phdp

Sau khi thuc hién viéc diéu chinh don gia dinh muc thi c6 thé thu dugc két

qua nhu sau:
Bang 3.6: Bang so sanh trwdc va sau bién phap
STT Chi tiéu DVT Tr‘;ﬁggiﬁi S?)‘r']ég;ﬁi g‘_‘;nh l(f;()l;
1 | Tong lao dong Nguoi 213 213 - -
2 | Tong san luong Tén 5.685 5.887 | 202 | 3,55
3 | Nangsuitldbq | Tan/Nguoi 26,7 27,65 | 0,95 | 3,55

Véi cac yéu to khac khong doi va cong ty ban duoc hang thi du kién doanh

thu va loi nhuan sau khi thyc hi¢n bién phép la:

Trwde gidai | Sau giai Chénh Igch
STT Chi tiéu bVT phap ohap (+1-) (%)
1 | Tong lao dong Nguoi 213 213 - -

2 | Doanh thu Tr.d 135.118 | 139,876 | 4,758 | 3,52

3 | Loinhuan Tr.d 956,12 985,87 | 29,85 | 3,12

4 | Hicusuatsu Tr.d/Nguoi | 634,35 656,69 | 22,44 | 353
dung lao dong

g |Hieuquasw —p g | 448 463 | 015 | 335
dung lao dong
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So sanh cu thé véi trudng hop cta chi Nguyén Thi Lan & bo phan dong g,

muc luong trude va sau khi thuc hién bién phéap diéu chinh don gia dinh mrc:

Béang 3.7: Bang don gia dinh mirc 1cont hang ngan chi, b phan dong goi

(Pon vi: Pong)

Pon gia dinh | Pon gia dinh | Chénh léch
Tén by phan mirc 1 cont mirc 1 cont
(trwére) (moi) (+/-) (%)
Pong goi 6.000.000 6.300.000 300.000 5

Véi mat hang gidy ngan chi: 1cont = 4586 kién hang

Don gia dinh muec tinh trén 1 kién hang:

Bang 3.8: Bang don gia dinh mirc 1 kién hang ngan chi

(Pon vi: Dong)

Pon gia dinh Pon gia dinh Chénh 1éch
Tén by phan | murc 1 kién hang | mirc 1 kién hang
(trude) (mai) (+/-) (%)
Pong goi 1.308,33 1.373,75 65,42 5

Bang 3.9: Bang so sanh lwong san pham truéc va sau khi thwe hién bp

(Pon vi: Pong)

S6 kien | Theo don gia dinh | Theo don gia dinh | Chénh lgch tién
i héné mure cil murc moi lwong
\ A BoO X
Ho va tén han lam Lwong Lwong
pha trong | Pon gia san Pon gia san (+/-) (%)
thang pham pham
Neuyén | Dong | 315 | 1308,33 | 408.109 | 1373,75 | 428.610 | 20.411| 5
Thi Lan goi
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KET LUAN

Cong ty c6 phan Hoa chat Vat liéu dién Hai Phong tién than 1a Cong ty
Hoa chat Vat liéu dién Hai Phong truc thudc B Vat Tu, dén thang 3/2004
thuc hién ¢d phﬁn hoa va truc thudec BO Thuong Mai. Hién tai nganh nghé san
xuat kinh doanh chil yéu ctia Cong ty 1a: kinh doanh hoa chat, vat liéu dién;
san xudt gia cong gidy vang ma xuat khau.

Qua tim hiéu thuc té cong tac quan tri nhan sy tai Cong ty cd phan Hoa
chat Vat liéu dién Hai Phong em nhan théy cong tac quan tri nhan sy cua nha
khach c6 nhitng dic diém sau:

- Poi ngii lao dong ctia Cong ty & nhiéu do tudi khac nhau tuy nhién sé lao
dong tir 18 — 35 tudi chiém ty 1 16n nhat (61%), day 1a do ngii lao dong tré,
tiém 4an stc sang tao 16n, nang dong, linh hoat, d& thich nghi véi diéu kién
cong viéc.

- Trinh d6 nguoi lao dong trong Cong ty con thap, s6 lao dong co trinh do
dai hoc chi chiém 16,9%, chu yéu la lao dong c6 trinh do trung cép, cong
nhan k¥ thuét va lao dong pho thong.

- Cong tac hoach dinh nguén nhén luc thuc hién chua tdt, viéc hoach dinh
nguén nhan lyc van chua cdn cr vao ké hoach san xuit kinh doanh, ngoai ra
ké hoach san xuét kinh doanh ctia Céng ty bi phu thudc nhiéu vao yéu to bén
ngoai (nhét la yéu td ban hang) do vay van con hién tuong thira, thiéu nhan
luc cuc bo.

- Cong tac danh gia nhan vién chua thuc hién tét. Viéc danh gia xem nguoi
lao dong c6 hoan thanh tét cong viéc hay khong chi duwa trén viéc ho hoan
thanh cong viéc ding thoi han hay khong, cé di lam du ca, du budi khong,
chua quan tam dén thai do, tac phong lam viéc cua nguoi lao dong, chét luong
thuc hién cong viéc cling nhu 1a kha nang, trinh do, mirc d¢ thanh thuc trong
cong vi¢c cua nguoi lao dong.

- Trong cong tac tuyén dung ctia cong ty cling con rat nhiéu han ché vi

Cong ty chu yéu tuyén con em cdn bd cong nhan viéc trong nganh nén cong ty
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c6 nhiéu han ché trong khau tuyén dung, khong tuyén duoc nhiéu nhitng nhan
tai gitip cho cong ty phat trién chinh vi thé tinh trang nhan vién trang tuyén
khong hoan thanh tbt cong viéc hoac bd viéc sau mot thoi gian lam viée tai
Cong ty.

- Trong cong tac ddo tao ngudn nhan luc van chua dap vimg duoc nhu cu
cap bach dbi voi lyc luong lao dong truc tiép 1am dudi phan xudng.

- Cong tac tra cong nguoi lao dong (dic biét 1a ddi vai lao dong truc tiép)
chua hop 1y. Pon gid dinh mac Cong ty quy dinh con thp so véi Cong ty
khac.

- Mot bd phan ngudi 1d khong chap hanh nghiém tic nodi quy lao dong vé
thoi gian 1am viéce, tic phong lam viée (chiém 5% tong s6 lao dong toan Cong
ty).

Pé cong tac quan tri ngudn nhan sy & Cong ty cd phan Hoa chat Vat lidu
dién Hai Phong ngay cang tot hon, phi hop hon, that su 1a don bay ting ning
suit lao dong, can khong nglmg cung cd va tang cudng cai thién phuong thirc
quan 1y con ngudi trén moi phuong dién dé phat huy tot tiém ning st dung lao
dong, str dung ngudn luc ndy mét cach hiéu qua vao hoat dong san xuét kinh doanh
cta nha khach. Trong diéu kién kién thie dé viét chuyén dé con ¢ han, em xin dua
ramdt sO giai phap cho nhitng van dé néu trén, hi vong nhimg y kién nay s& gop phan
nao do vao cong tic quan Iy nhan su ctia Cong ty c¢6 phan Hoa chat Vat lidu dién Hai
Phong, do la:

- Bién phap nang cao hiéu qua dao tao ngudn nhan lyc trong Cong ty.

- Bién phap diéu chinh don gia dinh muc.
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luc”, NXB théng ke.

3. T6 Thanh Hai, nam 2004, “Quan tri nguén nhan luc ctia cac doanh nghiép”,
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8. Tong hop sd lidu diéu tra.
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Phiéu diéu tra nguoi lao dong tai Cong ty 6 phan
Hoa chat Vat liéu dién Hai Phong

1. Thong tin co so.

Hotén: ..o Nam/ni¥:........ccoovennennn.
TUOI: . e bién thoai:.....................
Trinh d0 chuy@€n mon:............ooiii e,
DA GIEIM CONG TAC ..o et

I1. Thong tin chinh.

1. Anh/chj c6 hai long v&i cong viée dang 1am tai Cong ty co phan Hoa chét
Vat li¢u dién Hai Phong?

o Hai long

o Binh thuong

o Khoéng hai long

2. Theo anh/chi Cong ty cd phan hoa chét vat liéu dién Hai Phong 14 noi ¢6
cong viéc on dinh moi truong lam viée va phuc 191 t6t?

o Tt
o Binh thuong
o Yéu kém

3. Anh/chi c6 hai long véi don gia dinh mirc ma Cong ty dang ap dung
khong?

o Hai long

o Binh thuong

o Khong hai long

4. Theo anh/chi may moc thiét bi di st dung hét cong suit chua?

o Da hét
o Chua hét
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5. Cong ty anh/chi c6 tao co hdi cho nhan vién phat trién su nghiép ciing nhu
ca nhan cung nhirng chuong trinh dao tao, nang cao?

o Khong c6 co hdi nao
o Chi c6 co hoi cho cap quan ly
o Co6 rat nhiéu co hoi cho tat ca nhan vién

6. Khi duoc tham gia dao tao, anh/chi ¢6 hai long vé&i chuong trinh dao tao
ma Cong ty dua ra hay khong?

o Hailong
o Binh thuong
o Khong hai long

7. Anh/chi c¢6 nghi rang ché d6 khen thudng ciing nhitng phuong phap khpyén
khich nhé&n vién khac ma Cong ty anh/chi thuc hién dang c6 anh hudng dén
qua trinh thé hién cling nhu thai do cia anh/chi trong cong viéc?

o Co6 anh hudéng
o Khong c6 anh hudng nao

8. Anh/chi c¢6 nghi s& gan b lau dai véi Cong ty?

o CoO
o Xem xét
o Khong

9. Mtic d6 dé dang anh/chi c6 thé truc tiép dé cap nhimng bat cap ciing nhu
nhirng dé€ xuat trong cong viéc véi cap trén?

o Rét d& dang
o Khoéng qua kho
o Rét khé khin

10. Anh/chi c6 thé goi ¥ phuong phap khuyén khich nhan vién theo anh/chi
deé dat hi¢u qua cao hon?

Xin chan thanh cam on.
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MUC LUC

MO DAU ..ot 1
PHAN 1: CO SO LY LUAN VE NGUON NHAN LUC VA HIEU QUA

SU DUNG NGUON NHAN LUC TRONG CONG TY......ccccoovvveviirrrinnn. 6
1.1/ Cac khai niém vé nhén lyc va quan Iy sir dung nhan luec................... 6
1.1.1/ Khai niém ngudn nhan Ic .............coooovvvoevieereeeeeeeeeeeesese e, 6
1.1.2/ Khai niém quén 1y nguon nhan Iwe ............oocooooveeieeeeeceeeeeee e 6
1.2/ Chirc niang va vai tro cia quan ly nhan Iwc.............ooooeeiviiiiiinnn, 7
1.2.1/ Chirc nang ctia quan ly nhan luc: ..., 7
1.2.1.1/ Nhém chirc ndng thu hit nhan Iuc.............cooooiiiie, 7
1.2.1.2/ Nhém chirc ning dao tao va phat trién.............c..cccoooveeveeveieennnnnn, 8
1.2.1.3/ Nhém chirc nang duy tri nhan Iwc...........ccooooviivii e 8
1.2.2/ Vai tro ctia quan Iy nhan Iwc..........c.cooooiiiiiii e 9
1.3/ Céc nguyén tic quan Iy nguon nhan Iwc...........co.co.coovvvvevenreveneennnnn, 10
1.4/ Cac yéu t6 anh hwong do6i véi quan 1y ngudn nhén lyc................... 10
1.4.1/ Céc nhén t6 méi trwong bén ngoai ciia quan tri nhan luc.............. 10
1.4.1.1/ Khung canh Kinh t€..............cocccoviviiiiireeieeeeeees e, 10
1.4.1.2/ Luat 1€ ctia NRA NWOC........coooivviiiiiiiiiiiie e 11
1.4.1.3/ VAN hod — XA Qi .....cooooiiiiiiii s 11
1.4.1.4/ Poi thit canh tranh ............c..ccccoovveviiierieeeeeeee e, 11
1.4.1.5/ Khoa hoc K¥ thult..............oooviiiiiiiii e 11
1.4.1.6/ KRACh NANG ......coiiiiiiiiccc e 12
1.4.2/ Ciac méi truwong bén trong cta quan tri nhan lue...............cccooe. 12
1.4.2.1/ S&t mang hay muc tiéu ctia doanh nghi€p ................cccovviiiinnnnnn, 12
1.4.2.2/ Chinh sach hay chién lrgc ctia doanh nghigp ..........c..co.coovveee... 12
1.4.2.3/ Bau khong khi vin ho4 ciia Doanh nghiép ..............cccocovvviennn.. 13
1.5/ Noi dung co ban ciia quéan 1y nguon nhan Iwc...........c.coccooovvveveennnn. 13
1.5.1/ Hoach dinh tai nguyén nhan sur. ..............cccoooiiiiiiiiii e 13
1.5.3/ Tuyén dung 120 @0Ng ...........c..ccovveveveeereierseseeses e sesses e, 16
1.5.3.1/ CAC nGuoN tuyen dung .............ccoovvevvevrrereieeesseeeeesesessssessen e, 16
1.5.3.2/ N§i dung ciia tuyén dung nhan Sw...........cccoooevevvvcrveneereerenrennnenn, 18
1.5.4/ Phan cong va hgp tac 1ao dOng .............cccccvviiiiiiiinien 21
1.5.5/ Pao tao va phat trién nhan Irc ...........cooovvvveeeiceeeeeee e 22
1.5.6/ Danh gia nang lwe nhan vién...............cccoooo 24

Sinh vién: Nguyén Thi Thu Thity — Lép: QT1101IN 85



Dé Tai Nghién Ciru Khoa Hoc Trwong Dai Hoc Dan LapHdai Phong

1.5.7/ Tra cOng 1ao dONQ............occveiiiiiiiiiiii e 26
1.5.8/ Tao diéu kién 1am viéc thuin loi cho nguwoilao déng...................... 28
1.6/ Cac chi tiéu phan anh hiéu qua sir dung ngudn nhéan lyc.................. 28
1.6.1/ Cac Khai M€ .........cocoiiiiiii e 28
1.6.2/ Mot s6 chi tiéu phan anh hiéu qua sir dung ngudn nhan luec......... 29

Phin 2: THUC TRANG CONG TAC QUAN TRI NHAN LUC TAI

CONG TY CO PHAN HOA CHAT VAT LIEU PIEN HAI PHONG ....31
2.1/ Tong quan vé Cong ty Co phan Hoa chat Vit li¢u dién Hai Phong.. 31
2.1.1// Qua trinh hinh thanh va phit trién ciia Cong ty C6 phan Héa chat

Vatliéu dién HAi PhONg.........ccooiiiiiii s 31
2.1.2/ Nganh nghé Kinh doanh................cccccoooeviiieereeisoeeeeee e 32
2.1.3/ Chi nhanh, xi nghi€p, ctra hang ctia Cong ty..............ccoceevvvveeiiinnnnns 33
2.1.4/ Co céu to chirc va bd may quan 1y ciia Cong ty.........cocooevvvvernnn, 35
2.1.4.1. So @0 co ciu td chirc ciia Cong ty c6 phan héa chit vat lidu dién

HAL PRONE........oooiiiiiii e 35
2.1.4.2. Nhiém vu, chirc ning cic cAp quén tri ciia Cong ty .................... 36
2.1.4.3. Nhiém vu ciia cac phong ban chirc nang.................ccoceevviiniiinnnn, 37
2.1.5/ Két qua hoat dong kinh doanh ctia CONg ty............cocovvvvirvvrrrennn, 40
2.2/ Thuc trang cdng tac quan tri nhén luc tai Cong ty Co phan Hoa chat
Vatliéu dién HAi Phong..............c.ccoooiiiiii e 41
2.2.1/ Pic diém 120 AONg clia CONG LY .....c..ovvvvieeeieeeeeereeee s 41
2.2.1.1/ Co AU A0 @ONG ... 42
2.2.1.2/ Tinh hinh sAp Xép 120 @ONEG .........coovvvveveeeeerereeeeeeeeee s 46
2.2.2/ Phan tich cong tac quan tri nhan luc tai Cong ty ............ccooeveee. 47
2.2.2.1/ Cong tac hoach dinh nguon nhan Iwc...............cocovveivvierieieens 47
2.2.2.2/ Cong tac tuyén dung 120 d0Ng ..........c..cccovvvvveviiereeieeeeseee e, 48
2.2.2.3/ Cong tac dao tao va phat trién nhan lwc..............coocoovvvveveeieennnns 52
2.2.2.4/ Cong tac danh gia nhan vién..................ccooiii e, 57
2.2.2.5/ Cong tac tra cong nguwoi 1ao dOng..............ccooooviiiiiii i, 58
2.2.2.6/ Piu Kiln 1AM VIEC .....c..ovvevieeeeeeeeeeee et 64
2.2.2.7/ Ché @6 1am viéc va nghi N0 ............c.ccovvvveererereceieeee e, 65
2228/ Ky luQt1ao dOng ...........ccoooviiiiiiiii 66

2.3/ Phan tich hi¢u qua quan tri nhan luc tai Cong ty thong qua cac chi

HEU hi€U QUA.........oo 67

Sinh vién: Nguyén Thi Thu Thity — Lép: QT1101IN 86



Dé Tai Nghién Ciru Khoa Hoc Trwong Dai Hoc Dan LapHdai Phong

2.4/ Panh gia cong tac sir dung ngudn nhan lwe tai Cong ty..................... 68
Phian 3: MOT SO BIEN PHAP NANG CAO HIEU QUA SU DUNG
NGUON NHAN LUC TAI CONG TY CO PHAN HOA CHAT VAT

LIEU PIEN HAI PHONG ............cccomiininiiererieeesesssesseseneessssessen s ssnennes 70
3.1 Bién phap ning cao hiéu qua dao tao ngudn nhan lyce trong Cty ...... 70
3.2 Bién phap diéu chinh don gid dinh m&c ............cocooovvveeeeeeeeeeeans 75
KET LUAN ..ottt ettt 79
Danh muc tai liéu tham Khao ... 82
PHU LUC: Phiéu diéu tra nguwoi lao dong tai Cong ty c6 phan Hoa chat

Vatliéu dién HAi PhOng.............ccccoooiiiii e 81

Sinh vién: Nguyén Thi Thu Thity — Lép: QT1101IN 87



