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LOI CAM ON

Sau mdt thoi gian nghién ctru, thu thap, xt 1y thong tin, tai liu lién
quan, t6i dd hoan thanh luin vin dé tai “Pdnh gid thuc trang va giai phdp
hoan thién cong tdac qudn tri nhan luc tai cong ty TNHH Nhdt Linh
Mbong Cdi”. Bé co duoc két qua nhu ngdy hém nay toi xin ba t6 long biét on
chan thanh va 16i cam on su sac nhat dén:

Quy thay c6 gido Khoa quan trj kinh doanh — Trudng Pai hoc Dan lap
Hai Phong.

Ban lanh dao cong ty TNHH Nhat Linh Méng Cai di tao diéu kién gitip
dd to1 trong qua trinh thyc hién luan van.

Gia dinh, ban be, déng nghiép va cac ban hoc vién 16p cao hoc quan tr
kinh doanh MBO1 d4 c6 nhiéu déng gdp hd tro toi trong sudt qua trinh hoc tap
cling nhu thuc hién dé tai.

Pic biét toi xin bay t6 long cam on sdu sic nhat dén thay gido TS.
Nguyén Ngoc Dién nguoi di tan tdm gitp d& va chi bao toi trong sudt qua
trinh thuc hién hoan thanh luan van nay.

Xin chan thanh cam on!

Hai Phong, ngay  thang  nam 2017
HOQC VIEN

V0 Quang Minh



LOI CAM DOAN

Dé tai luan van thac si “Pdnh gid thuc trang va gidi phdp hoan thién
cong tdc qudn tri nguén nhan luc tai cong ty TNHH Nhit Linh Méng Cdi”
1a cong trinh nghién ctru doc 1ap riéng cua t6i dudi su hudng dan cia thay
giao TS Nguyén Ngoc Pién va su gitip d& cla cac anh chi trong cong ty
TNHH Nhat Linh Mong Cai.

Trong qua trinh thyc hién t6i da tim hiéu va nghién ctru thong qua mot
s6 gido trinh chuyén nganh, tai liéu & thu vién, tai liéu & cong ty. Toi xin cam
daon day 1a cong trinh nghién ctu cua riéng t6i. Cac sd liéu, két luan trong
luan van 1a trung thuc, c6 ngudn goc rd rang. Nhing két luan khoa hoc cia

luan van chua ting dugc cong bo.

Hai Phong, ngay  thang nam 2017
HOQC VIEN

V0 Quang Minh
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Ludn vdin cao hoc QTKD Trwong DHDL Hai Phong

LOI MO DAU
1.Tinh cip thiét ciia @@ tai

Nguén nhan lyc 1a mot trong nhimg ngudn luc quan trong ciia mdi
qudc gia. Kinh nghiém va thuc tién cho thdy ring sy tn tai va phat trién cta
mdi qudc gia, mdi doanh nghiép déu phu thudc vao cac chinh sach phat trién,
nang cao chat lugng ngudn nhan luc cta qudc gia hay doanh nghiép d6.Vi
vay, van dé dit ra ma cac doanh nghiép quan tdm 13 lam sao sir dung hiéu qua
ngué)n luc cuia minh, nhét 1a nguén luc nham thuac déy kha nang canh tranh
cling nhu hi¢u qua kinh doanh.

Pé ¢ thé 1am dugc diéu ndy, doi hoi cac doanh nghiép phai hoan thién
dugc cac chinh sach quan tri, ning cao chat lugng nguén nhan lyc cia
minh.Nguén nhan lyc va quan trj ngudn nhan luc luén 14 moi quan tdm cua
cac doanh nghiép. Bdi 18 vai trd cua ngudn nhan luc lai ludn 1a yéu t6 quyét
dinh su théng loi ctia doanh nghié¢p. Quan tri nguén nhan lyc 1a mot viéc lam
hét strc can thiét nham hoan thién chat luong lao dong va phat trién tai nguyén
nhan lyc, dam bao kha nang canh tranh lau dai va bén viing cho doanh
nghiép.

Panh gia dugc diéu ndy, trong thoi gian qua tai Cong ty TNHH Nhat
Linh Moéng Cai da tim cho minh mét hudng di, mot phuong phap hoan thién
chat luong ngudn nhan lyc mot cach hop 1y, d6 1a di sau khai thac ngudn nhan
luc quan 1y, boi vi loai hinh kinh doanh ctia cong ty 1a dich vy, rit can chién
lugc, kha nang ra quyét dinh, Ung bién linh hoat truGe su thay doi cua yéu td
canh tranh cua nganh dich vu. Pé lam tbt duge diéu d6 thi chat luong doi ngl
ngudn nhan luc quan 1y méi c6 kha ning dap ing yéu cau cia cong ty. Chinh
vi vy, tac gia da chon dé tai “Pdnh gid thiec trang va gidi phdp hodn thién
cong tdc qudn tri nguon nhan lee tai cdng ty TNHH Nhdt Linh Méng Cdi”lam

luan van thac sy, c6 y nghia ca vé 1y luan va thyc tién.

HV: V6 Quang Minh 1 Lép: MBOI — Khoa 1



Ludn vdin cao hoc QTKD Trwong DHDL Hai Phong

2. Muc dich, ¥ nghia cia dé tai

Pé tai nham dat duwoc nhitng muc dich sau:

- Xem xét 1am rd cac co so 1y luan vé quan tri ngudn nhan lyc, ngudn
nhan lyc va quan tri nguén nhan luc trong nganh dich vu du lich It hanh.

- Phan tich thuc trang, danh gia, nhan xét nhirng mat manh va mat yéu
trong cong tac hoach dinh nguén nhan luc tai cong ty va thuc hién ndi dung
cac chirc nang cua hoat dong quan tri nguén nhan lyc tai cong ty TNHH Nhat
Linh Modng Cai.

- Bé xuit cac giai phap dé hoan thién hoat dong hoach dinh nguén nhan
luc va hoan thién cac chirc ning quan tri ngudn nhan luc tai céng ty.

Ynghfa khoa hoc va thuc tién

Panh gia va phan tich vé thyuc trang cong tic quan tri ngudn nhan lyc tai
tai cong ty TNHH Nhat Linh Méng Cai, dé tir d6 tac gia danh gia diém manh,
diém yéu cua cong ty va dé xuat nhiing giai phap kién nghi nham hoan thién
cng tac quan tri ngudn nhan luc tai tai céng ty TNHH Nhat Linh Moéng Cai.

3. P6i twong va pham vi nghién ciru

Péi twong nghién ctu cua dé tai dugc xac dinh 13 cdng tc quan tri
ngudn nhan luc cta cdng ty, gidp cong ty cd céi nhin téng quan hién tai dé tir
d6 c6 thé phat trién nguén nhan luc tét hon trong giai doan sap t4i.

Pham vi nghién ctru va cac giai phap duoc thuc hién trong dé tai lién
quan dén cac hoat dong va cac chirc ning quan tri ngudn nhan lyc tai cng ty,
no6 chi dung trong mdt thoi gian, mot moi trudng cu thé nhat dinh nén pham vi
gidi han cua dé tai dugc xac dinhgdi gon trong trong khuon kho cua cong ty
TNHH Nhat Linh Méng Cai.

4. Phuwong phap nghién ciru
Dé tai thuc hién trén co so két hop nghién ctru cac tai lidu thir cap tur

cac ngudn nhu: cac bdo cao két qua hoat dong kinh doanh, so li¢u, dir li€u cua

HV: V6 Quang Minh 2 Lép: MBOI — Khoa 1
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cong ty trong cac nim 2013-2015, cac cong trinh da cdng bd, bao-tap chi,
Internet va cac dac san-chuyén dé liénquan trong linh vyuc dich vu dich vu du
lich va 1ir hanh, céc ly thuyét va thyc tién quan tri nguén nhan lyc ...dé phuc
vu cbng tac phan tich thuc trang, dinh huéng xay dung giai phap hoan thién
cOng tac quan tri ngudn nhan luc tai Cong ty. S6 liéu duoc so sanh, phan tich,
d6i chiéu va suy luan logic, nhan xét va danh gia tong hop bang phan mém tin
hoc thong dung trong cong tac théng ké 1a EXCEL.
5. Cau triic luin vin

Pé tai ngoai phan md dau va phan két luan gom 3 chuong chinh la:

Chuwong I: Co s6 Iy ludn vé qudn tri nguén nhén luc trong doanh
nghi¢p

Chuong II: Phdn tich thuc trang cOng tdc quan tri nguon nhan lyc tai
cong ty TNHH Nhat Linh Mong Cai

Chwong III: Mt sé giai phdp hoan thién cong tac qudn tri nguon
nhan lyc tai cong ty TNHH Nhat Linh Mong Cai

Vi thot gian va trinh do tac gia cé han, ludn van khong thé tranh duoc
nhitng thiéu sot nhat dinh, rdt mong nhan dugc sy gbp ¥ ctia quy thiy co va
cac ban.

Tbi xin chan thanh cam on TS. Nguyén Ngoc Dién va cc anh chi trong
cong ty TNHH Nhat Linh Méng Cai d gitp toi hoan thanh luan vin tot
nghi¢p nay.

HV: V6 Quang Minh 3 Lép: MBOI — Khoa 1
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CHUONG I:
CO SO LY LUAN VE QUAN TRI NGUON NHAN LUC TRONG
DOANH NGHIEP

1.1. Cac khai niém co ban vé nhén lwc trong Doanh nghiép
1.1.1. Khdi niém co ban vé nhén luc

Con ngudi 14 yéu tb quan trong va cé tinh chat quyét dinh cho hoat
dong kinh doanh cua toan xd hoi ndi chung va cac doanh nghiép noi riéng.
Trong céc thip nién dau cta thé ky méi, cac qudc gia trén thé gidi déu dat van
dé con ngudi 1a van dé trung tim chién lugc cta phat trién kinh té - x4 hoi.
Chién luge con ngudi 1a linh hon cua chién luge kinh té x3 hoi, nhan manh
vai tro cuia khoa hoc va con ngudi — nghién clru con nguoi.

Nhén lyc: Bao gom tit ca cac tiém ning cua con ngudi trong mot to
chtrc hay x3 hoi (ké ca nhitng thanh vién trong ban lanh dao doanh nghiép)
tic 1a tat ca cac thanh vién trong doanh nghiép str dung kién thirc, kha nang,
hanh vi Gmg xtr va gia tri dao ditc dé thanh lap, duy tri va phat trién doanh
nghiép.

Nguoén nhan lyc: Pay 1a ngudn lyc ciia mdi con ngudi, c6 thé 1a thé luc
hay tri luc, kha niang cac gidc quan bao gom kha ning tiém tang vé tri luc,
nang khiéu ciing nhu quan diém niém tin nhan cach.

Nhén lyc 1a thyc trang nhitng ngudi lam viéc trong doanh nghiép.
Nguén nhan lyc dé cap dén noi cung cép nhan luc, vé thi truong nhan luc
(Thi trudng LD, cac truong PH & CP, day nghé...). Hién nay, trén thi truong
c6 rat nhiéu sach viét voi nhidu cach viét khac nhau nhung déu bat ngudn tir
Human resouces managerment. Bai vay cach dich nay c6 thé hiéu NL va
NNL 14 mot. NNL 1a nguén luc cia DN bao gém: NL vé tai chinh, NL vé tai

san, NL v& may moc thiét bi ... va NL vé nhan lyc.

HV: Vo Quang Minh 4 Lép: MBO1 — Khda 1
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1.1.2. Vai tro ciia nhan lyc trong doanh nghiép

Ngudn nhan luc cia doanh nghiép dugc hinh thanh trén co sé c4 nhan
c6 vai tro khac nhau va duoc lién két vai nhau theo nhitng muc tiéu nhat dinh.

Ngué)n nhan lyc 14 nhan td chu yéu tao thuan lgi cho doanh nghiép:
Ngudn nhan luc dam bao ngudn sang tao trong td chirc. Chi c6 con ngudi méi
sang tao ra hang hoa dich vu va kiém tra dugc qua trinh san xuat kinh doanh
d6. Mic du trang thiét bi, tai san, ngudn tai chinh 1 nhiig ngudn tai nguyén
ma to chire déu can phai co, nhung trong d6 tai nguyén nhan vin — con ngudi
lai dugc dac biét quan trong, khong c6 nhitng con ngudi lam viéc dat duoc
hiéu qua thi t6 chire d6 khong dat duge muc tiéu.

Nguén nhan luc 1a ngué)n luc mang tinh chién luoc: Trong diéu kién xa
hoi dang chuyén sang nén kinh té tri thuc, thi cac nhan td cong nghé, von,
nguyén vat liéu dang giam dan vai trd ctia nd. Bén canh d6, nhan td tri thirc
clia con ngudi ngdy cang chién vi tri quan trong: Ngudn nhan luc ¢6 tinh ning
dong, sang tao va hoat dong tri 6c cua con nguoi ngay cang tr¢ nén
guan trong.

Nguoén nhan luc 12 nguon luc vo tan: Xa hoi khong ngung tién 1én,
doanh nghiép ngay cang phat trién va ngudn luc con nguoi 1a vo tan. Néu biét
khai thac ngudn lyc nay ding céch sé& tao ra nhiéu cua cai vat chat cho xa hoi,
thoa man nhu cu ngay cang cao clia con nguoi.

1.2. Cac khai niém co bin vé quén tri ngudn nhan lyc trong doanh nghiép
1.2.1. Khdi niém vé quan tri nguon nhén luc

Quan tri ngudén nhan lyc (QTNNL) La su phéi hop mot cach tong thé
cac hoat dong hoach dinh, tuyén mo, tuyén chon, duy tri, phat trién, dong vién
va tao moi diéu kién thuan loi cho tai nguyén nhan sy thong qua td chuc,

nham dat dugc muc ti€u chién lugc va dinh huong vién canh cua té chire.
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Véi tu cach 12 mot trong nhitng chirc ning co ban ctia quan tri to chirc
thi quan tri nguén nhan luc bao gém viéc hoach dinh, to chuc, chi huy va
kiém soat cac hoat dong nham thu hat, st dung va phat trién con nguoi dé co
thé dat duoc cac muc tiéu cua td chirc.

Pi siu vao viéc lam cta quan tri ngudn nhan luc, con cé thé hiéu quan
tri nguén nhan luc 1a viéc tuyén mo, tuyén chon, duy tri, phat trién, st dung,
dong vién va cung cip tién nghi cho nhan luc théng qua t6 chiic ctia nd.

Déi tuong ciia quan tri ngudn nhan luc 13 nguoi lao dong véi tu cach 1a
nhitng c4 nhan can bo, cdng nhan vién trong to chirc va cac van dé co lién
quan dén ho nhu cong viéc va cac quyén loi, nghia vu cta ho trong t6 chic.

Thuc chit cta quan tri ngudn nhan luc 1 ¢éng tac quan 1y con ngudi
trong pham vi ndi bd td chuc, 1a sy ddi xir cta td chic doanh nghiép voi
nguoi lao dong. Noi cach khac, quan tri nguén nhan luc chiu trach nhiém vé
viéc dua con nguoi vao doanh nghi€p giup cho ho thuc hién cong viéc,
congcho strc lao dong ctia ho va giai quyét cac van dé phat sinh.

Muc tiéu cia quan tri nguon nhan e trong doanh nghiép:

QTNNL nghién ctru cic van dé quan tri con ngudi trong t6 chirc & tim
vi mo va cac muc tiéu chu yéu sau:

- Gitp cho to chirc — doanh nghiép dat duge cac muc tiéu chil yéu ctia minh.

- Sur dung k¥ nang va kha nang cua luc lugng lao dong mot cach hi¢u qua.

- Cung cép cho t6 chirc nhimg ngudi lao dong duge dao tao tét va co
dong co manh mé.

- Pap tng nhu ciu ngdy cang cao ctia nhan vién, tao diéu kién cho nhan
vién dugc phat huy t6i da cac nang luc ca nhan, dugc kich thich, dong vién
nhiéu nhat tai noi lam viéc va trung thanh, tan tuy véi doanh nghiép.

- Bam bao viéc tuan tha phap luat va dao duc veé st dung lao dong.
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Vai tro ciia qudn tri nguon nhan luc trong doanh nghiép:

Mot 14, nham tdi wu nhéan lyc cua td chirc.

Hai 1, xdy dung nhiing t6 chat lao dong méi, dam bao cho to chirc phat
trién khong ngimg va lién tuc.

Ba 1, thuc day phat huy su ¢d gang, phat huy niang luc sang tao cua ca
nhan, cang cb va nang cao strc manh tap thé.

Bén 1, gitip cac doanh nghiép c6 thé thich nghi véi su thay doi ctia méi truong.
1.2.2. Cdc néi dung co bédn ciia cOng tac qudn tri nguon nhén lyc
1.2.2.1. CONng tac hoach dinh nhdn sy

a. Khai niem:

Hoach dinh nguén nhén luc 12 mot tién trinh trién khai thuc hién cac ké
hoach va cac chuong trinh nham dam bao rang co quan sé c6 dung sd luong,
dung sd nguoi duoc bd tri dung noi, dung luc va dang chd.

Hodac néi mot cach khac:

Hoach dinh nguén nhén luc 13 mot tién trinh duyét xét lai mot cach co
hé thong nhiing yéu cau vé quan tri ngudn nhan lyc dé dam bao rang co quan
s& co dung s6 nguoi day du cac k¥ ning theo dung nhu cau.

Hoach dinh ngué)n nhan luc thuong dugce cu thé hoa bﬁng cac ké hoach
ng'fm han vé nhan luc. Céc ké hoach ng.’fm han nay co thé diéu chinh linh hoat,
pht hop véi sy thay d6i ctia doanh nghiép. Hiéu qua cua qua trinh hoach dinh
ngudn nhén lyc phu thude vao muc d6 phu hop cua chién luge ngudn nhan
luc vé6i cac chién lugce téng thé khac cta doanh nghi¢p, voi dac trung, nang
luc cia doanh nghiép. Vi vay, khi thuc hién hoach dinh nguén nhan luc phai
quan tam tdi cac chién lugc khac nhu chién luoc phat trién thi truong, chién

lugc phat trién sdn pham mai...
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b. Quy trinh hoach dinh nguon nhan lyc:

Thong thudng quy trinh hoach dinh ngudn nhan luc duge tién hanh

theo cac budc sau:

Phéan tich moéi truong, xac dinh
muc tiéu, lya chon chién luge

/\

Phan tich hién trang quan Du bao/Phan tich cong
tri nguén nhan luc viéc
A \ 4
Phan tich cung, cau, kha nang Du bao/xac dinh nhu cau nhan luc

A

diéu chinh

J \

Chinh sach Ké hoach, chuong trinh

T~

Thuc hién: Thu hut — dao tao va phat trién — Tra
luong va kich thich — Quan hé lao dong

A

Kiém tra, danh gia tinh hinh thuc hién

So d6 1.1: Quy trinh hoach dinh ngudn nhan luc
(Nguén: Trdan Kim Dung, Quan tri nguén nhan lyc 2011)
Bue 1: Pé ra nhu cau va du bdo nhu cau.
Nhin chung khi du bdo ngudn nhan luc, nha quan tri phai suy xét nhiéu
yéu t6 khac nhau. Theo quan diém thuyc té, suy xét ky nhu cau vé san pham va
dich vu cta cong ty la viéc quan trong nhét va trén hét. Trong mot co quan

san xuat kinh doanh thu can du phong trudc tién. Sau d6 chung ta nghién ciru
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khéi lugng san pham dap ung khéi lugng doanh thu ndy. Sau cing ching ta
moi udc tinh luc luong lao dong can thiét dap tng véi nhu cAu san xuat.
Ngoai ra, nha quan tri phai suy tinh dén nhitng yéu t6 sau day:

- S6 nguoi thay thé dy kién (hau qua ctia s6 ngudi nghi viéc hay man
hop ddng).

- Chat luong va nhan cach ctia nhan vién (lién hé véi nhitng nhu cau
can thay doi).

- Nhitng quyét dinh nang cip chit luong san pham hoic dich vu xdm
nhdp vao thi truong mai.

- Nhitng thay d6i vé khoa hoc k¥ thuat va quan trj dua dén ra ting ning suét.

- Nguén tai chinh ¢ san.

Pé danh gia hién trang ngudn nhan luc, doanh nghiép dua vao viéc
thong ké, danh gia doi ngii lao dong vé sb luong va chét luong:

- Dy b4o nhu céu vé nguén nhan lyc: Sau khi du bdo vé nhu cau san
xuét kinh doanh, nha quan tri s€ dya vao d6 ma du bao nhu cau vé tai nguyén
nhan sy mot cach cu thé.

- Du bao vé kha ning san c6 vé ngudn nhan lyc: Du bao nhu cau vé
ngudn nhan lyc cung cip cho cip quan trj cac phuong tién ude tinh phai can
bao nhiéu céng nhan vién va can loai cdng nhan nao. Tuy nhan con mot khia
canh khic can phai quan tim, d6 1a cAp quan tri phai xac dinh xem ngudn
nhan luc s& lay tir dau. Ngudn cung cip nhan luc c6 thé sé 1ay tir ndi bd co
quan hodc tuyén mo tir bén ngoai.

Buée 2: Dé ra chinh sdch.

Sau khi cac chuyén vién tach va doi chiéu giita nhu cau va kha ning
cta cOng ty nho vao hé théng thong tin, by phan nhan luc s€ dé xuét mot sb
chinh sach, thu tuc va céc ké hoach cu thé. Néu cong ty du kha ning cung tng

theo nhu cau, cdng ty nén 4p dung chinh sach cii khong hay can sap xép lai.
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Trong truong hop du thira nhan vién c6ng ty c6 chinh sach gi va hanh dong
nhu thé nao? Va trong trudng hop thiéu nhan vién, ¢éng ty can ¢ chinh sach
va ké hoach cuy thé. Trong ca 2 truong hop trén, giam ddc nhan sy phai can
nhic, tinh toan sao cho phu hop vé6i ngan sach cua cong ty va trinh cho ban
giam dbc phé chuan.

Buée 3: Thue hién cdc ké hoach.

Sau khi da co cac chinh sach va ké hoach, nha quan tri nhan lyc s& phoi
hop véi1 trudng cac by phan lién hé dé thuc hién chuong trinh va ké hoach
nhan luc theo nhu cau. Cu thé co hai ké hoach sau day:

- Khiém dung nhan vién: Trong trudng hop khiém dung — nghia 1a
thiéu nhan vién ding theo kha nang, nha quan tri phai thuc hién chuong trinh
thuyén chuyén nhan vién theo ding kha ning va tiém ning cta ho, hoic thing
chtic va giang chuc theo dung kha ning va nhu cau cua cng ty. Tom lai, nha
quan tri phai sap xép lai nguén nhan luc. Trong trudng hop thiéu han nhan
vién, nha quan tri phai thyc hi¢n mot chuong trinh tuyén mo, tuyén chon nhan
vién tir ngudn bén ngoai.

- Thang du nhan vién: Sau khi phan tich d6i chiéu nhu cau va kha ning
hién c6 vé nhan luc, nha quan tri s& thdy ngay ngudn nhan luc cua cong ty
minh ra sao. Trong truong hop thang du nha quan tri s€ &p dung cac bién phap
sau day: Han ché viéc tuyén dung lai, giam b6t gio lao dong, cho vé huu som,
gian tho - cho nghi tam thoi (layoffs).

Buée 4: Kiém tra va danh gid.

Trong mdi giai doan, nha quan tri phai thuong xuyén kiém soat xem
cac ké hoach va cac chwong trinh c6 phu hop véi muc tiéu di dé ra hay
khong. Can phai tién hanh danh gia cac ké hoach dé rut kinh nghiém.
1.2.2.2.Cong tac tuyén dung

a. Khadi niém
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Tuyén dung 13 qu4 trinh thu hat nhiing ngudi lao dong c6 nguyén vong
va c6 kha nang lam viéc trong doanh nghiép tir nhidu ngudn khac nhau, xuat
phat tir nhu ciu mé rong, bd sung hoic thay thé ma cac giai phap khac khong
thé dap ung duoc.

b. Vai tro ciia cong tdc tuyén dung

Nhan t6 quyét dinh sy ton tai va phat trién 1au dai ciia doanh nghiép 1a
con nguoi, tic la toan bd nguén nhan lyc cua doanh nghi¢p. Chinh vi vay,
tuyén dunglao dong tré thanh hoat dong then chdt trong quan tri nhan luc cua
doanh nghiép. Thuc hién t6t qua trinh tuyén dung s& gitp cho cac doanh
nghiép c6 dugc nhimg con ngudi co cac pham chét k§ niang phu hop voi yéu
cau phat trién cua doanh nghiép trong tuong lai, trdnh duoc cac thiét hai, rui
ro trong qua trinh thyc hién cac cong viéc.

C. Quy trinh tuyén dung:

Hoach dinh nguén nhan luc

A 4

Céc giai phap khac
A 4
Tuyén mo
Nguon ndi bo Ngudn bén ngoai
A 4 A
Céc phuong phap ndi bod Cac phuong phéap bén ngoai

\ /

Céc cai nhan dugc tuyén mo
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So' d6 1.2: Quy trinh tuyén mé ngudn nhan lye

(Nguon: Nguyén Hiru Théan, Quadn tri nguon nhan luc 2008)

Xét ho so xin viéc

\ 4

A

Trac nghiém

A 4

A 4

Phong van so bd

\ 4

\ 4

Phong van ky (Sau)

A 4

A 4

Tham khao va suu tra 1y lich

A 4

(0q 120T) 98q 1q UIA Bu ()

Quyét dinh tuyén chon >

\4
Kham stc khoe

v

y

Tuyén dung bd nhiém

v

So' d6 1.3: Quy trinh tuyén chon ngudn nhan lyc

(Nguon: Nguyén Hiru Théan, Quan tri nguon nhédn luc 2008)
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d. Cdc nguon tuyén dung

& Tuyén dung bén ngodi

Uu diém:

Ung vién thuong 1a nhitng nguoi duogc trang bi nhiing tri thirc tién tién,
cac chuyén gia hodc nhan vién gioi.

Nhan vién dugc tuyén dung tir ngudn tuyén dung bén ngoai co cach
nhin méi d6i véi to chirc.

Nhan vién méi duoc tuyén dung mudn chimg té niang luc ctia minh nén
ho rat nhiét tinh trong cong viéc va c6 thé thay doi duoc cach lam viéc cii cia
doanh nghiép.

Nhueoe diém:

Nguoi duoc tuyén dung s& mat thoi gian dé thich ung véi méi trudng
lam viéc moi, chua hiéu 18 duoc muc tiéu va vin hoa ctia doanh nghiép.

Néu doanh nghiép thudng xuyén tuyén dung bén ngoai (nhat 1a trong
dé bat va thiang chirc) s& gay tam 1y that vong cho nhimg nguoi bén trong t6
chtrc vi ho s& mat co hoi thang tién.

& Nguon tuyén dung ngi bj

Uu diém:

Nhén vién cua doanh nghiép da dap ung duoc yéu cau chuyén mon
nghiép vu va dugc dao tao thuc té tai doanh nghiép.

Nhéan vién cua doanh nghi€p da duoc thu thach long trung thanh, dao
dtrc kinh doanh, tinh than thai do 1am viéc.

Nhan vién d& tiép cin cong viéc ngay thoi gian dau & cuong vi trach
nhiém méi, trong thoi gian lam viéc tai doanh nghiép, ho da hiéu dugc muc
tiéu chién luge ciia doanh nghiép, do vy co thé nhanh chéng thich nghi diéu

kién lam viéc md&i, dé dang tim ra cach thuc dat muc ti€u dé ra.
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Tuyén truc tiép tir nd1 bd doanh nghiép tao ra dong luc thi dua rong rai
gifra cac nhan vién dang lam viéc trong doanh nghiép, kich thich ho lam viéc
tich cuc, sdng tao trach nhiém va hi¢u qua hon.

Nhuweoc diém:

Truong hop tuyén nhan vién vao mot chirc vu con trong ma thuc chat 1a
thang chirc ndi bo co thé dan dén tinh trang lam viéc theo 161 mon. Tét ca theo
cach thuc cua nguoil lanh dao trude, nguoi duge thing chuc thuong dap
khuon kiéu cii, thiéu sang tao. Doanh nghiép s& rat kho khan vi tinh trang nay
néu o thoi ky tri tré.

Sau mdi lan thuyén chuyén, thing chirc trong doanh nghiép cé thé xuat
hién cac nhom Gng vién khong thanh cdng, do 1a nhiing nguoi Gng ct vao
mot vi tri ndo d6 nhung khong duge dé bat tuyén chon nén thuong cé tim 1y
khong phuc 1anh dao, bat hop tac véi lanh dao méi, chia bé phai, gy mat
doan két ndi bo.
1.2.2.3. CONg tac swr dung nhdn luc

a. Khai niem

Str dung ngudn nhan luc 1a hoat dong tiép theo clia qua trinh dao tao va
tuyén chon nhan luc, do d6 viéc dao tao va tuyén chon c6 anh hudng rat 16n
dén nguén nhan lyc. Néu nhu nguén nhan lyc dugc dao tao tbt, ndm viing
chuyén mon nghé nghiép thi cong tac st dung ngudn nhan luc s& dat duoc
hi¢u qua cao va nguoc lai.

b. Noi dung ciia coNng tac si dung nguon nhan luc

Sau khi da sang loc k¥, ra quyét dinh tuyén dung va bé tri céng viéc.
Nha quan tri Xem xét nhan vién dugc tuyén dung qua qué trinh lam vi¢c cling
nhu nhiing k¥ ning, kinh nghiém, trinh do hoc van, tinh cach... c6 thé c6
dugc bang cach hoi nhitng cdng ty ma ho ting 1am, cac ddng nghiép cung lam

hay céc t6 chirc va cd nhan c6 lién quan khac cung véi qua trinh thir, hoc viée.
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Ban giam ddc va bd phan nhan sy s€ ban bac, tham van va dua ra quyét dinh
cudi cung tiép tuc cong tac voi ca nhan d6 hay khong. Néu chon duoc ca nhan
phtt hop voi vi tri cong viéc va moi trudng kinh doanh thi ¢ thé thu duoc loi
ich lau dai tir ngudi lao dong. Tuy nhién, néu chon ngudi khéng phu hop thi
t6 chirc cong ty s& gap nhiéu kho khin va c6 thé xung dot véi ngudi lao dong.
Chinh vi vdy ma cong tac st dung ciing nhu quy trinh tuyén dung nhén lyc
phai duoc tién hanh quy cu cung véi su phan tich va can nhic k§ cang dé co
thé b tri nhimg c4 nhan phu hop nhét véi yéu cau viéc lam.

St dyng nguoén nhan lyc 14 mot viéc 1am kho boi khong phai tuyén
dung dugc nguén nhan luc vao cong ty 1a hét trach nhiém ma con phai bd tri
cong viéc phu hop véi kha nang va dic diém timg ngudi. Nhitng ngudi nong
tinh thi khong thé bd tri ho vao bo phan tiép xtc truc tiép vai khach hang boi
tinh tinh cta ho rat dé khién doanh nghiép mat di lwong khach hang dang ké.
Pé hiéu duoc cap dudi ctia minh, can bo quan 1y phai thuc sy hoa dong, biét
lang nghe v kién cta cac thanh vién, chi dong giai quyét cic mdi bat hoa
trong cong ty boi vi d6 chinh 13 sy ran nit trong t6 chrc.

MJi can bo cong nhan vién déu co nhitng mat manh va mat yéu khac
nhau, néu biét sir dung ding ngudi va ding viéc thi mit manh s& dugc phat
huy. Vi thé doi hoi 1anh dao phai danh gia duoc kha ning ciia mdi can bo va
mudn danh gia duoc dung kha niang ho phai la ngudi 1anh dao sang sudt, chi
congvo tu dé tir d6 bo tri, sip xép can bo hop 1y.

St dung nhan lyc bao gdm cac hoat dong dinh huéng d6i nguoi lao
dong khi bd tri ho vao vi tri cong viéc moi, bd tri lai lao dong thong qua
thuyén chuyén, dé bat va giang chirc hay con goi 1a qua trinh bién ché noi bo
cong viéc. Néu qua trinh b6 tri nhan luc duge thuc hién tdt mot cach cé dinh
hudong va chu dinh hop 1y thi doanh nghi€p s€ dong vién dugc su dong gdp

cao nhat cua nguodi lao dong. Méat khac cac dang cua théi viéc nhu: Ty thoi
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viéc, sa thai cling gy ra nhiing ton that, kho khin nhét dinh cta ca 2 phia, do
d6 phai thuc hién mot cach chi dong dé dat duoc hiéu qua nhét.

- Pinh huéng: La mot chuong trinh duoc thiét ké nham gitp dd lao dong
moi 1am quen voi doanh nghiép va bit dau cong viéc mot cach c6 hiéu sut.

- Thuyén chuyén: La viéc chuyén ngudi lao dong tir vi tri ndy sang vi
tri khac. Xuat phat tir nhu cau cta doanh nghiép va c6 thé do nguyén vong
ctia nguoi lao dong. Khi thuyén chuyén can dam bao phu hop gitta trinh d6
cia nguoi lao dong va vi tri cong viéc maoi, phai thuc hién cac hoat dong dao
tao dé cung cap kién thirc va k§ ning can thiét cho nguoi lao dong khi chuyén
sang vi tri cong viéc méi. Khi thuyén chuyén phai dua trén co so tién cong,
tién cOng cta ngudi lao dong khi lam viée & vi tri mdi va phai dugc 1anh dao
don vi chap thuan.

- Thang chirc: Viéc chuyén mot ngudi nao d6 1én vi tri cao hon trong
doanh nghiép voi mirc tién cong cao. Bé qua tri thang tién dat duoc két qua
t6t va co tac dung tich cuc, doanh nghiép c6 nhiing chinh sach hop ly khuyén
Khich su phat trién ctia mdi c nhén, cac thi tuc dé bat phai rd rang va théng
nhéat. Mot chinh sach tot dé thuc hién quan diém cua nha lanh dao 1a khuyén
khich va quan tam dén viéc dé bat trong ndi bo doanh nghi¢p nham tao diéu
kién cho cong viéc tot hon, thu nhap cao hon cho nguoi lao dong.

- Giang chirc: La viéc dua nguoi lao dong vao vi tri c6 cuong vi va tién
cong thap hon, c6 trach nhiém va co hoi it hon. Giang chtrc thudng 13 két qua
ctia viéc ky luat hay cit giam bién ché hoic do trinh d0, sitc khoe cua nguoi
lao dong khong dap tmg duoc nhu cau cong viéc.

- Théi viée: 1a viéc cham dit quan hé lao dong giita ca nhan nguoi lao

dong voi doanh nghiép.
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1.2.2.4. Cong tdc dao tao va phdt trién

a. Khai niém

Trén thé gii da co rat nhiéu hoc gia va quan tri gia da dwa ra nhimg
quan niém khéac nhau vé cac van dé& dao tao va phat trién, ta c6 thé khai quat
lai trong cac khai niém sau:

- Pao tao 1a qua trinh trang bi mot cach c6 hé théng nhirng kién thuc
theo chuong trinh c6 muc tiéu nhét dinh, nham hinh thanh va phat tri én cac tri
thirc, ki nang lao dong nghé nghiép cho cac ca nhan trong to chirc.

- Phat trién bao gém céc hoat dong nham chuan bi cho céng nhan vién
theo kip v&i co cau to chirc va kinh doanh khi né thay doi va phat trién. Qua
trinh dao tao dai hoc cung cdp cho cac nha quan tri nhimg kién thirc méi 1a
mot loai dién hinh cta phat trién.

b. Muc dich ciia dao tao va phdt trién nguén nhén lyc

Gilp cong nhan vién hoan thanh tot cong viéc duoc giao, nhay bén
truede cong viéc mai.

Cap nhat céac ki nang, kién thirc méi cho cdng nhan vién, giup ho c6 thé
dua cac thanh tyu vé cong nghé va ki thuét vao phuc vu doanh nghiép.

Tang hi¢u qua quan 1y nho &p dung cac phuong phap, phuong tién quan
Iy phu hop véi trinh d6 phat trién cta khoa hoc, ¢6ng nghé va moi trudng
kinh doanh cta nha quan tri.

Huéng dan cho cong nhan mai. Nhitng bd ngd ban dau khi mdi nhan
viéc (6 bd phan, don vi hay cuong vi méi) sé dugc giai quyét nhd cac chuong
trinh dinh hudng cong viéc cho cong nhan mai.

Giai quyét cidc van dé té chuc, xung dot gifta ca nhan, td chire
congdoan voi cac nha quén tri s& duoc giai quyét thong qua ddo tao va phat
trién, ciing nhd d6 ma chinh sach quan tri ngudn nhan luc ciia doanh nghiép

duoc hoan thién.
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Tao cho ngudi lao dong cbd cach nhin, cach tu duy méi trong cong viée
ctia ho, d6 ciing chinh 14 co s¢ dé phat huy tinh sang tao ctia nguoi lao dong

trong cong viéc.

X4c dinh rd nhu cau DT & PT

A 4

An dinh c4c muc tiéu cu thé

A 4

Lua chon cac phuong phap thich hop

A 4

Lua chon cac phuong tién thich hop

A 4

Thuc hién chuong trinh BT & PT

A 4

Panh gia chuong trinh BT & PT

So @6 1.4: Quy trinh dao tao va phat trién ngudn nhan lwe
(Nguon: Nguyén Hiru Théin, Qudn tri nguon nhan luc 2008)

c. Cac hinh thue dao tao

+ Pao tao tai noi lam viéc

Uu diém:

Hoc vién tiép thu tryc tiép kinh nghiém 1am viéc cua nguoi hudng dan
va van dung ngay vao cong viéc.

Rén luyén truc tiép cac k¥ ning va tmg dung ngay vao cong viéc nén sé
nhanh chong thao viéc.

Chi phi ddo tao thap, cung thoi gian ¢ thé ddo tao nhiéu ngudi. Trong
khi cac hoc vién van tao ra san pham dbi véi ca cong nhan va can bo quan 1y.

D@ thyc hién, thuong khong yéu cau mot khong gian hay nhimng thiét bi

riéng bi¢t nao.
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Nhuweoc diém:

Hoc vién it c6 kha niang phat trién kién thuc 1y luan.

Hoc vién c6 thé hoc ca kinh nghiém xau ctia ngudi huéng dan va tre
thanh mot thoi quen x4u rat kho stra vé sau.

Hoc vién thuong kho tiép thu su truyén dat do nhitng han ché nhat dinh
vé phuong phap su pham ctia ngudi huéng dan.

Truong hop ngudi huéng dan nhan thdy hoc vién 1a mot mdi nguy
hiém ddi vé6i cong viéc caa ho thi s& thiéu nhiét tinh hodc huéng dan khong
day du.

* Dado tao ngoai noi lam viéc

Uu diém:

Poi ngil giang vién ¢ nhiéu kién thirc va kinh nghiém su pham, ¢ cac
phuong phap va phuong tién giang day hién dai, tién tién do d6 chat luong
dao tao, hudng dan cao, hoc vién co thé vira ting nang lyc cong tac vira ting
phuong phap luan.

Hoc vién thoat ly cong viéc trong thoi gian dao tao nén co diéu kién
tiép thu t6t cac kién thuc k¥ ning duoc truyén thu.

Hoc vién duoc dao tao mot nghé ma&1 mot cach bai ban, co6 hé théng
hodc ¢ thé dugc trang bi ki niang va phuong phap mdi tién tién, nang cao
thuc sy nang lyc lam viéc sau khod hoc.

Nhuege diém:

Kinh phi dao tao khé cao khién cac doanh nghiép chi cir dugc mat s6 it
nhan vién di dao tao do do chi dap trng dugc mot phﬁn nhé nhu cau dao tao
cta doanh nghiép.

Trong thoi gian dao tao hoc vién cach ly cong viéc va khong tao ra san
pham cho doanh nghiép nén c6 anh hudng tiéu cuc nhat dinh dén két qua san

xuat kinh doanh ctia doanh nghiép.
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Hoc vién khong duge thue hanh ngay cac kién thirc, ki ning vao cdng
viéc nén han ché sy thanh thao ki ning va phuong phap 1am viéc, c6 doi luc,
c6 noi con co su tach roi gitra hoc véi hanh.
1.2.2.5. Cac chinh sach dai ngé

a. Danh gia nang luc thuc hién cong Viéc

+ Khdai niém

Danh gia nang luc thuc hién cong viéc thuong dugc hiéu 12 sy danh gia
mot cach c6 hé théng va chinh thure tinh hinh thyc hién cong viéc cuia nguoi
lao dong trong quan hé so sdnh vdi cac ti€u chuan da duoc xay dung va thao
luan sy danh gia d6 véi1 nguoi lao dong.

& Y nghia danh gid nang lyc thue hién céng viéc

Panh gid niang luc thyc hién cong viéc phuc vu cho nhiéu muc tiéu
quan 1y, n6 tac dong truc tiép toi ca nguoi lao dong va doanh nghiép.

Panh gia nang luc thuc hién cong viéc giup cho cac doanh nghiép cé
co s& dé hoach dinh tuyén dung, dao tao va phat trién nhan su.

Danh gid nang lyc thyc hién cong viéc con 1a co so dé dong vién, khen
thuong, dé bat hodc ky luat ngudi lao dong, gitip cac nha quan tri tra cong
mot cach cdng bang theo muc do thanh tich dong gop cho doanh nghiép cua

nguoi lao dong.
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Xéc dinh muyc ti€u danh gia TTCT

y

Andinh ky vong cong viéc (phan tach
cong viéc)

A 4

Xem xét cong viéc dugc thuc hién

A 4

Danh gid hoan thanh cong tac

A 4

Théo luan viéc danh gia v4i nhan vién

So @6 1.5: Quy trinh danh gia thanh tich cong tac ngudn nhan hre
(Nguon: Nguyén Hiru Than, Qudn tri nguén nhén lyc 2008)
b. Lirong béng va ddi ngé
+ Khai niém
Luong bong 1a tat ca cic khoan ma ngudi lao dong nhan duoc thong
qua mdi quan hé thué muén gita ho va doanh nghiép.
Co céu cua luong bong bao gdm cac thanh phan: lwongco ban, cac

khuyén khich tai chinh, cac phiic 10i, cac yéu td phi tai chinh.
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A 4

Thu lao vat
chét

Co cau h¢
thong tra
luong

v

Tryc tiép: Luong thang, hoa

hdng, tién thudng

A 4

Thu lao phi vat
chat

A 4

Gian tiép: Bao hiém, trg cap XH,
phtc loi, Véng mat duoc tra

luong...

Ban than cong viéc: Nhiém vu,
trach nhiém, phén d4u, co hoi
thang tién, cam giac hoan thanh
cong viéc, co hoi dugce cép trén

nhén biét

Moi truong lam viée: Chinh sach
hop 1y, d6ng nghiép hop tinh,
biéu tugng dia vi phu hop, diéu
kién 1am viéc thoai mai, gid uyén
chuyén, chia sé cong viéc, lua

chon phtc loi...

So @0 1.6: Co cau hé thong tra lwong trong doanh nghiép

(Nguon: Tran Kim Dung, Quan tri nguén nhan lyc 2011)
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Thi trwong lao dong

- Luong bong trén thi
truong

- Chi phi sinh hoat
- Cong doan

- Xa hot

- Nén kinh té

- Luat phap

Ban than cong viéc

Dénh gia cong viéc

A 4

A 4

An dinh mirc lwong

Luong bong va
dai ngd cho tung
ca nhéan

Ban than nhan vién

- Mtrc hoan thanh
cong viéc

- Thdm nién
- Kinh nghi¢m

- Thanh vién trung
thanh

- Tiém nadng cua nhan
vién

Moi truong cong ty
- Chinh sach

- Bau khong khi vin
hoa cong ty

- Co ciu to chire

- Kha néng chi tra

So dd 1.7: Cac yéu t6 anh huwéng dén lwong bong va dai ngd

(Nguon: Nguyén Hiru Thdan, Qudn tri nguén nhén lwc 2008)
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% Cdc hinh thirc tra lvong

» Hinh thuc tra lwongtheo thoi gian

Cach tinh lvong theo phuong phap tra lwong theo gid hay theo thoi gian:

TL = Luong + Phy Cap(néu c6)/Ngay cdng chuan cua thang x s6 ngdy
lam viéc thyc té

Tién luongtra theo thoi gian thuong ap dung cho cac cong viéc san xuat
nhung khé dinh muc cu thé, cac cdng viée doi hoi chat luong cao, cac cong
viéc ma ning suat, chat luong phu thudc chi yéu vao may moc thiét bi hay
cac hoat dong san xuét thr.

Uu diém:

Pon gian, dé hiéu, dé quan 1y, tao diéu kién cho ca nguoi quan 1y va
cong nhan co thé tinh toan tién lwong mot cach dé dang.

Nhuoc diém:

Tién lwong ma cdng nhan nhan dugc khong lién quan tryc tiép dén su
dong gbp lao dong cua ho.

Hinh thuc tra luong theo thdi gian bao gom: Tra luong theo thoi gian
gian don va tra luong theo thoi gian co6 thudng.

> Hinh thirc trda lrong theo san pham

Tién lwong tra cho nguoi lao dong duoc tinh theo cong thirc:

TC =DG x Qtt

Trong do:

TC: Tién luong

DG: Pon gia

Qtt: SO lwong san pham thuc té

Hinh thtc tra luongtheo san pham thuong duoc ap dung phu hop voi

nhitng cdng viéc ma & d6 day chuyén san xuat dam bao lién tuc, cac cong viéc
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c6 thé dinh mirc duoc, co tinh lip di lap lai va khong doi héi trinh do tay nghé
cao, nang sut phu thudc chu yéu vao su nd lyc ctia ngudi lao dong va viée
tang nang suat lao dong khong anh huong t6i chat luong san pham.

Uu diém:

Khuyén khich tai chinh ddi v6i nguoi lao dong, thic ddy ho nang cao
nang suat lao dong vi tién lwvong ma ho nhan dugc phu thudc truc tiép vao
luong san phém ma ho truc tiép san xuit ra. Viéc tinh toan tién lvong cling
don gian va co thé duogc giai thich dé dang ddi v6i ngudi lao dong.

Nhueoe diém:

Do chay theo sb lugng dan t6i tinh trang ngudi lao dong it quan tAm
dén dam bao chat lugng san pham, tiét kiém nguyén vat liéu va sir dung hop
ly may moc thiét bi. Nhiéu truong hop nguoi lao dong khong mudn lam
nhitg cdng viéc doi hoi trinh d6 1anh nghé cao vi khé vuot dinh muc.

1.3. Cac chi tiéu danh gia nhan luc tai doanh nghi¢p
1.3.1. Cdc chi tiéu dinh lwgng

a. Panh gid nang sudt lao dong theo doanh thu

Doanh thu 1a tong gia tri hang hoéa va dich vu do ban hang va cac hpatj
dong dich vu sau ban hang. Day chi thé hién ning suat lao dong bang tién cta
mot nguoi lao dong tao ra trong mot khoang thoi gian nhat dinh, thuong 1a

mdt nam. Chi tiéu dugc tinh theo cong thirc sau:

Trong do:

+ W: Nang suét lao dong thuc hi¢n binh quan tinh theo doanh thu cua
nam trude lién ké;

+ Q: Téng doanh thu thuc té ctia nam trudce lién ké;

+L: Sb lao dong thuc té sir dung binh quén cua nam trudc lién ké;
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- Diém manh: D& tinh, d& sir dung rong rai cho moi loai hinh hoat dong
ctia ctia doanh nghiép va c6 thé so sanh véi nang suat lao dong gitta cac loai
hinh doanh nghi¢p khac nhau.

- Piém yéu: Khong phan anh duoc mirc chi phi trong hoat déng kinh
doanh, cac san pham c6 gia tri cao khi con & dang ban thanh pham nhung lai
khong xac dinh dugc, khong phan anh doanh thu trong tuong quan véi mirc
chi phi.

b. Surc sinh loi cua lao dong

1a chi tiéu sir dung dé phan tich hiéu qua do nguoi lao dong mang lai
cho doanh nghiép. Chi tiéu nay cho biét cd mot ngudi lao dong trong thoi
gian nhét dinh tao ra dugc bao nhiéu don vi san pham, céng viéc. Tir 6 lanh
dao doanh nghiép c6 thé biét dugc phai st dung bao nhiéu lao dong va nhitng
loai lao dong nao.

c. Mirc do hoan thanh céng viéc

Pé danh gia mirc d6 hoan thanh cong viée ctia nhan vién can xay dung
cac chi tiéu dé danh gi, c6 thé bao gdm cac tiéu chi c6 lién quan tryc tiép dén
cong viée va cac tiéu chi khong lién quan tryc tiép dén cong viée. Do d6 phai
xay dung va giao chi tiéu nhiém vu cu thé cho tung bo phan, tirng loai lao
dong. Dua vao két qua lam viéc dé danh gia cong viéc theo cac muc do: Pat,
kha va yéu.

d. So6 lwong nhan sy

So sanh sb lugng nhan luc cadu doanh nghi¢p hién c6 voi ) lugng can
thiét dé hoan thanh cong vi¢c thuc té theo chirc nang, nhiém vu cua doanh
nghiép. Noi dung danh gié theo hai ti€u chi sau:

- Tiéu chi tuyét dbi:
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Muc do dap ung S6 lugng nhan S6 lugng nhan
nhan lyc vé sb luong luc thuc té luc can thiét

- Tiéu chi twong doi:

Murc do dap img nhdn  S6 lwong CBCNV thuyc té
luc veé s luong ~ SO lugng CBCNYV can thiét

100%

Can ctr danh gia d6i ngii nhan luc vé sb lugng:

+ 86 luong CBCNYV thuc té can cr vao bao céo tinh hinh nhén lyuc tai
thoi diém danh gia.

+ S6 lugng CBCNV can thiét can ctr vao cac tai liéu lién quan vé chirc
nang nhiém vu cta doanh nghiép, chién lugc ctia doanh nghiép cho ting giai
doan phat trién cy thé lién quan dén thoi diém danh gia va cac chinh sach phat
trién nhan luc ctua doanh nghiép.

e. Vé co cdu té chire ciia cde bd phdn ( phong, don vi)

So sanh ty trong CBCNV cho tirng b phan thyc té hién c6 v6i yéu cau
vé co cdu CBCNV cho timg bd phéan. Tir 6 c6 két hoach sap xép dé dap tmg
nhu céu cdng viéc.

[ Vé trinh dg chuyén mén, nghiép vu

So sanh ty trong nhan lyc theo trinh d0 duoc dao tao thuc té hién c6 v6i
ké hoach vé co cdu nhan luc theo trinh d6 dugc dao tao va dua ra nhan xét.
Can ctr dé danh gia:

- Co cau nhan lyc theo trinh do duoc dao tao thuc té co: Lay sd lidu cua
doanh nghiép tai thoi diém danh gia.

- K& hoach co ciu nhan luc theo trinh d6 dao tao xac dinh theo co ciu
ctia chuyén gia tu van.

- Danh gid hiéu qua quan tri nhan luc theo trinh d6 chuyén moén cua

nhan vién:
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Biang cach so sanh s luong lao dong theo nhu ciu véi sb lugng lao
dong hién c6 s€ phat hién duogc s6 lao dong du thtra hoac thiéu trong tung
cong viée ciing nhu toan doanh nghiép. Ta st dung bang sau dé so sanh:

Bang 1.1: So sanh s6 lwong lao ddng theo nhu ciu va thue té cia

doanh nghiép
bVT: VND
Bo phén S6 luong lao S6 luong lao dong . B
(Phong, don vi) dong hién co theo nhu cau Thura | Thicu
1
2

(Nguon: Phong té chirc hanh chinh)

1.3.2. Cac chi tiéu dinh tinh

Sy hai long va théa man cia CBCNV trong doanh nghiép thé hién qua
nhan dinh cua nhan vién vé mirc d6 hai long cua ho dbi voi cdng viée, moi
truong lam viée, co hoi dao tao, co hoi thing tién... Pé danh gia chi tiéu nay
thong thuong cac doanh nghiép str dung phiéu khao sat, thim do tir chinh ban
than nhan vién trong doanh nghiép do.
1.4.Cac yéu to anh hwéng dén cong tic quan tri ngudon nhéan lue trong
doanh nghiép
1.4.1. Céc yéu t6 bén trong

- Muc tiéu cta cbng ty: Mdi doanh nghiép déu c6 muc tiéu riéng cau
minh. Muyc tiéu nay anh huéng dén cac bo phan chuyén moén nhu san xuat, tai
chinh, kinh doanh, quan tri nguén nhan lyc. Moi bd phéan, phong ban phai dya
vao muc tiéu cua doanh nghiép dé dua ra cac muc tiéu ctia bod phan minh

nham hd trg muc tiéu cta cong ty.
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- Chién lugc kinh doanh ctia cdng ty: Chién lugc phat trién hé thong
phan phdi, ddm bao tip trung ngudn nhan lyc tranh 1ang phi dau tu, giam chi
phi quan 1y van hanh; tap trung cao hiéu qua sir dung va phét huy ti da co so
ha ting da dau tu két hop voi loi thé nganh cua cong ty. Phat trién 6n dinh, bé
viing, an toan va hi¢u qud; dam bao an sinh, thu nhap cho ngudi lao dong, gén
hoat dong san xuét kinh doanh v&i bao vé moi truong va huong to1 loi ich
chung cta toan xa hoi. Hoan thién mé hinh t6 chic quan 1y, a4p dung cong
ngh¢ thong tin, mé hinh quan tri tién tién, nang cao tinh chuyén nghiép trong
quan tri doanh nghiép nham dat dugc hiéu qua cao.

- Chinh sach cua cong ty: La kim chi nam cho cOng t&c quan tri nhan
luc: Cung cdp cho nhan vién mot noi lam viéc an toan khuyén khich moi
nguoi lam viéc hét kha ning cua minh, ché d6 dai ngd va tra cong nham
khuyén khich nhan vién lam viéc dat nang suét cao...

- Vin héa doanh nghiép: Bau khong khi vin héa duoc xem nhu 1 hé
théng gid tri, niém tin va cc théi quen duoc chia sé trong pham vi mot doanh
nghiép, tac dong va cau triic doanh nghiép tao ra cac chuan muc hanh vi.
1.4.2. Cdc yéu t6 bén ngodi

- B6i canh kinh té: Trong giai doan nén kinh té suy thoai hodc bat 6n
thi doanh nghiép can phai duy tri lao dong c6 tay nghé, giam chi phi lao dong.
Khi nén kinh té phat trién phon thinh hodc 6n dinh thi doanh nghiép lai ¢6 nhu
cau phat trién ngudn nhan lyc dé mo rong san xudt, ting cudng dao tao hodc
huén luyén nhan vién. Viéc mo rong san xuat doi hoi doanh nghiép phai tuyén
thém lao dong c6 trinh do va tay nghé, doi hoi ting cong dé thu hit nhén tai,
tang phuc loi va cai thién diéu kién 1am viéc.

- Luc luong lao dong: Dan sb ting nhanh lam ting luc lwong lao dong
hang nam. Thi truong lao dong c6 anh huong rat 16n dén quan tri ngudn nhan
luc vi nd phan anh ngudn cung cap lao dong trén thi truong va 1a co s quan

trong cho viéc thiét 1ap cac ké hoach bo sung ngudn nhan lyc.
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- Chinh sach phéap luat: Lut phap c6 anh hudng rat 1on dén cong tac
quan tri nguén nhan lyc. O Viét Nam, luat lao dong duoc ban hanh nham chi
phdi cac mdi quan hé lao dong trong tat ca cac doanh nghiép va cac hinh thirc
s& hiru.

- Van hoa xa hoi: Cac quan niém vé dao dirc, chuan muc x3 hoi, céc
quan ni¢m vé 16i séng, tham my, cac tdp quan, trinh do hoc van, vin
hoéa...cling phan nao 1am cho viéc chon nghé dién ra kho khan hon, nhat 13
nhitg ngudi cé trinh d6 vin hoa twong dbi kha. Murc séng xa hoi ting 1én lam
thay doi thai do 1am viéc va nghi ngoi. Co hdi tham gia cac ngay 1€, hoi he,
tham quan nghi mat. Mt khéac, xu huéng dang trong lao dong di 1am cho luc
luong lao dong nir tham gia lam viéc ngay cang tang, doi hoi cong ty phai co
su quan tam thich dang trong chinh sach tuyén dung lao dong nir.

- Péi thu canh tranh: Trong nén kinh té thi trudng, cac doanh nghiép
mudn duy tri va phat trién ngudn nhan lyc cia minh vé s6 luong va chat
luong phéi c¢6 nhimng chién lugc va chinh sach c6 thé 14 uy tin hay danh tiéng
ctia ¢6ng ty, chinh sach thu hat vé tién cbng, phuc loi, diéu kién lao dong...

- Tién bd khoa hoc ky thuat: Su tién bd cua khoa hoc ky thuat noi
chung trén thé giudi da lam tang ap luc canh tranh giita cac doanh nghiép. Do
d6, doi hoi cac doanh nghiép phai co sy quan tdm thoa dang dén viéc khong
ngimng cai tién va d6i méi k¥ thuat, cong nghé dé tang chat luong va han gia
thanh pham.

- Khach hang: Khach hang 1a muc tiéu ctia moi doanh nghiép. Doanh s6 1a
mot yéu tb quan trong ddi voi su séng con cua doanh nghi¢p, su tdn tai cua
khach hang d6i véi doanh nghiép, su ton tai ciia khach hang d6i véi doanh
nghiép. Do d6, cac cip quan tri phai dam bao rang nhan vién cong ty phai san

xuat ra cac san pham, dich vu phu hgp vdi nhu cau va thi hiéu khach hang.
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KET LUAN CHUONG 1

Nhu vay, chuong I di khai quat nhat vé hé théng co so 1y luan lién
quan dén ngudn nhan lyc va quan tri ngudn nhan luc trong doanh nghiép.
Qua do goi nhic cho nguoi doc khai niém co ban vé nguén nhan lyc, quan
tri nhan luc cling nhu vai tro, ¥ nghia cua quan tri nhan luc. Déng tho1i, nd1
dung cOng tac quan tri nhan lyc cling dugc trinh bay ro rang vdi luan cr cu
thé, két hop v6i d6 1a chi ra nhitng anh huong dén cdng tac quan tri nhan luc
trong doanh nghiép. Pay chinh 1a ban 1& viing chic cho canh ctra di vao phan

tich thuc trang dugc mé ra & chuong I1.
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CHUONG 2:
PHAN TiCH THUC TRANG CONG TAC QUAN TRI NGUON
NHAN LUC TAI CONG TY TNHH NHAT LINH MONG CAl

2.1. Giéi thiéu vé cong ty TNHH Nhat Linh Moéng Cai
2.1.1. Qud trinh hinh thanh va phdt trién ciia cong ty

Tén Cong ty: Cong ty TNHH Nhat Linh Mong Cai

Dia chi try s& chinh: Khu 7, Phuong Hai Yén, Thanh phé Mong Cai,
Tinh Quang Ninh

bién thoai: 0982661188

Fax: 0982661

M s6 thué: 5701653782

Vén diéu 1&: 25.000.000.000

Gidy phép kinh doanh sé 5701653782 DPang ky 1an dau ngay 18 thang
12 nim 2003 va dang ky thay d6i gan ddy nhat ngay 09 thang 08 nim 2012 do
s& Ké hoach va dau tu cép. Linh vyc kinh doanh thuong mai, dich vu.

Pic diém san xuét kinh doanh ctia Cong ty TNHH Nhat Linh Méng Cai.

Cong ty TNHH Nhat Linh Méng Cai 1a mot don vi san xuat kinh doanh
theo sy chuyén mén hoa ky két hop doéng va thuc hién theo cac hop dong
thuong mai va dich vu.

Nhitng nam qua Cong ty da chu dong trén cac mat kinh doanh tich cuc
dua ra cac bién phap dé thu hat mé rong thi trudng dong thoi cong ty con dam
bao dugc chir tin trong hoat dong kinh doanh. P6i ngii can bd cdng nhan vién
ctia cdng ty am hiéu, thong thao nghiép vu, 1am viéc c6 hiéu qua trén cac linh
vuc. TH chuc Dang, Doan thé hoat dong ding chuc nang, tao diéu kién thac

day hoat dong ctia CONng ty ngay mot phat trién.
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2.1.2. Nganh nghé kinh doanh

La mot doanh nghiép véi da dang héa cac nghanh nghé kinh doanh véi
hoat dong kinh doanh chi1 yéu la:

- Kinh doanh du lich Iit hanh, dich vu nha hang, khach san, luu trt.

- Kinh doanh céc linh vuc tir dich vu bdo v¢ moi truong.

- Kinh doanh linh vuc dich vu thuong mai van tai duong bd cling nhu
cang bién.

- Kinh doanh céc thiét bi tai cang phuc vu t&i noi khach yéu cau.

- Kinh doanh kho ngoai quan, cho thué xe....

- Kinh doanh hang luu niém: Ban cac dd luu niém, cac dic san cua dia phuong.

- Pai Iy cung cip va tu van vé mdy bay chét lugng cua cac hang hang
khong danh tiéng: vé may bay Vietnam Airlines, JetStar, Thai Airways...
2.1.3. Co ciu té chirc cong ty TNHH Nhit Linh Mong Cdi

So dd co cdu to chire caa Cong ty TNHH Nhat Linh Mong Cai

Téng giam déc

Giam doc

Phé giam déc

v \ 4
Céc phong ban kinh doanh Cac phong ban chirc ning

l A 4 A 4

\ 4 \ 4

phong Phong Phong ké Phong Phong Phong Phong Phong
marketing kinh hoach va diéu tb ké K§ giam
doanh nghiép hanh chire toan thuit sat
vu tour nhan tai

So @6 2.1: co ciu to chire ciia Cong ty TNHH Nhit Linh Moéng Cai
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pé phu hop vo1 dac diém, nhiém vu kinh doanh, co ciu td chirc bd
may nhan sy cua Cong ty nhu sau:

Tong s6 can bo cong nhan vién : 268 nguoi.

Trong d6: Nam: 172 nguoi. Nt : 96 nguoi.

Chirc ning, nhiém vu cua mdi bo phan nhu sau:

a. Tong Gidm doc:

O vi tri dai chi huy, diéu hanh chung moi hoat dong cia Cong ty, nhan
xtr 1y thong tin, giao nhiém vu cho cac phong ban quyét dinh moi van dé

trong toan don vi.

b. Gidm doc:

Tham muu giup viéc, hd trg cho Tong giam ddc ¢ timg linh vuc cu thé
duoc Tong giam ddc giao phod, thuong xuyén gidam sat cac bo phan dudi
quyén.

C. Phé gidm déc:

Tham muu giup viéc, hd trg cho giam ddc & tung linh vuc cu thé duoc
Tong giam déc giao pho, thuong xuyén giam sat cac bo phan dudi quyén.

Cac don vi phong ban tryc tiép kinh doanh:

d. Phong ké todn tai chinh:

C6 nhiém vu tham muu, cung cép mot cach dﬁy du, kip thoi chinh xéc
vé tinh hinh tai chinh, cdng, thudng caa cdng ty gitp lanh dao c6 thé dua ra
nhitng quyét dinh dung, thich hop nhat. Thuc hién cac nghiép vu ké toan tai
chinh vé1 cac quy dinh va chinh sach hién hanh cua Nha nude va phap luat.
Ké toan truong theo ddi, don dbc ké toan vién, co sé va phong ban thuc hién
dung su chi dao chung vé cong tac ké toan trong toan cong ty.

e. Phong marketing:

Tiép thi san phém, xay dung va thuc hi¢n chién lugc marketing, quan

ly san pham va truyén thong, chiu trach nhiém moi hoat dong cua phong
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marketing, phan c6ng nhiém vu va kiém soat, 1ap va thuc hién chuong trinh
truyén thong nhu: khuyén mai, quang céo, tai trg... Marketing online,
marketing sms — mail, marketing thuong hiéu, marketing facebook,
marketing truyén thong, marketing adword. Lén ké hoach quan 1y va phan
bd kinh phi cho cac hoat dong marketing, phdi hop thuc hién cac chuong
trinh PR, event v&i ddi tac thué ngoai, thiét 1ap va thyc hién hé thong thong
tin doanh nghiép, phan tich dit liéu thiét 1ap bao céo trinh ban giam ddc,
tham gia va tham muu cho ban giam ddc vé chién luogc dai han, ....

f. Phong Kinh doanh:

To chitc khai thac va truc tiép kinh doanh khach du lich 1i hanh theo
cac hop dong dai han va ngan han dbi voi cac Tourt khach nudc ngoai dén
Viét Nam va cac Tourt khach trong nudce di nude ngoai, kinh doanh vé may
bay, dich vu khach san, dich vu visa — passport, dich vu cho thué xe.

g. Phong t6 chirc nhdn su:

Phéi hop véi cac phong ban trong cong ty dé 1ap ké hoach nguén nhan
luc: theo doi thong tin nhan lyc toan cong ty, dua ra bang mo ta cong viéc
chuan hoa cho tirng vi tri nhan vién, l1ap ké hoach tuyén dung nhan su, tham
van, giam sat qua trinh tuyén dung, hoach dinh nhitng chinh sach phu hop
thu hat nguoi tai cho cong ty, té chirc hudng dan cic nhan vién méi hoi nhap
vai cong viée, dao tao ng.‘fm han va dai han cho nhan vién cac ky nang va
kién thirc can thiét phuc vu cho cbng ty, xac dinh nhu cau dao tao va lua
chon hudng phat trién, ddo tao theo yéu cau cong ty, xdy dung, quyét dinh
chuong trinh ddo tao cho ngudi lao dong tai doanh nghiép phat trién nghé
nghiép ctia ho, b tri cong viéc phu hop véi trinh do nang luc ctia cdng nhan
vién, danh gia két qua cong viéc, khen thuong, tra coéng, xay dung moi
truong lam viéc lanh manh, tao diéu kién thac déy hi¢u qua lao dong cho

nhan luec.
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h. Phong ké hoach va nghiép vu:

Thiét ké san phém, diéu chinh gia dich vu, dao tao nghiép vy, cham
s6c khach hang, xay dung ké hoach SXKD, cac ké hoach ngin han, trung
han va dai han dam bao su phat trién bén vitng cua Cong ty trong thi.Nghién
ctru thi truong, va nghién ctru phat trién san phdm méi, dong thoi dam bao
toan bd to chirc nhan thirc cac yéu cau moéi cua khach hang vé san pham,
dich vu cua CoOng ty, déng thoi hd tro ban hang, cung cép dich vu hudng dan
vién: tiép xuc va phuc vu khach trong toan by hoat dong hudéng dan du lich
ctia cOng ty, truyén tai thong tin, quang ba vé du lich qudc gia, quang ba cho
doanh nghiép, cho dia phuong.

i. Phong diéu hanh tour:

Chiu trach nhiém diéu hanh va quan 1y cac tour du lich noi dia va tour
quéc té, thuong thuyét véi cac ddi tac cung cap Dich vu, xay dung hé thong
gia ca canh tranh danh cho cac tour du lich trong nuécva quoc té, thanh ly
quyét toan cac Hop déng tour, diéu hanh xe, mot sd nhiém vu duoc giao
khéc.

J. Phong ky thuat:

Quan tri, thiét ké, xay dung, quan ly, van hanh, bdo tri, stra chira va
hudng dan st dung co so ha tang k§ thuat CNTT: hé théng mdy chu, may
tram - thiét bi ngoai vi, website, thiét bi két néi mang, thiét bi phu trg, mang
ndi1 by, mang dién rong... ). Pam bao hé¢ théng hoat dong 6n dinh, hiéu qua
va tiét kiém, thiét lap, theo doi va duy tri hoat dong 24/24 gi¢ lién tuc trong
nam d6i véi dich vu mang, thuc hién bdo cdo dinh ky vé tinh trang hoat
dong cua may tinh, dé nghi hudng giai quyét cac su cd lién quan.Pam bao
diéu kién dé cac don vi chtrc ning, phong ban, duy tri hoat dong, cap nhat
kip thoi thong tin, quan tri phan mém dung chung quan 1y dao tao- ké toan-

nhan su- du lich ctia cong ty.

HV: V6 Quang Minh 36 Lép: MBOI — Khoa 1



Ludn van cao hoc QTKD

Trwong DHDL Hai Phong

k. Phong giam sat:

Giam sat camera, giam sat h¢ thong va hanh trinh tour, bao vé.

2.1.4. Tinh hinh tai chinh ciia cong ty trong vong 3 ndm gan ddy:

Mot s6 chi tiéu vé két qua kinh doanh nhu sau:

Bang 2.1: Mt so6 chi tiéu phan 4anh két qua san xuat kinh doanh

nam 2013-2015

PVT: VNP
5 5 5 Téc dd ting trudén
T Chi tidu Nam Nam Nam ! g g
2013 2014 2015 | 2014/2013 | 2015/2014
p | Tongdoanhthu .00 gl 933745 | 349662 | 130,33 104.77
(triéu dong)
o | Tong LNTT 23.493 | 25802 | 26593 | 11021 | 10271
(tri€u dong)
3 | Tong LNST 17.620 | 19.419 | 19.945 | 11021 102,71
(triéu dong)
g4 |Soluonglaodong | oop 249 268 110,67 107.63
(Nguot)
Thu nhap binh
5 | quan (Triéu 712 7.84 7.95 110,11 101,40
dong/ngudi/thang) ‘ ’
(Nguon: Phong tai chinh ké toan)
4+ Nhan xét:

Toéng doanh thu nim 2014 dat 333,74 ty dong ting 30,33 % so véi

nam 2013, loi nhuan trudc thué dat 25,89 ty dong ting 10,21% so véi nim

2013. Ta c6 thé thdy thu nhdp binh quan cta nguoi lao dong/thang cua

CBCNV cong ty duoc cai thién rd rét, tor mac 7,12 triéu/ngudi/thang tang

Ién 7,84 tri¢u/nguoi/thang tang 10,11% so vdi nam 2013.

Mic du bdi canh kinh té thi trudong kho khan, nganh Du lich budc vao

nam 2015 v&i nhitng co hoi, diéu kién thuan loi va kho khan dan xen, Kinh té
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thé gi6i c6 ddu hiéu phuc hdi & mot sé quéc gia nhung van con tiém an
nhiéu rai ro. Tranh chdp chii quyén bién dao, lanh tho chua thé giai quyét,
anh huong nhiéu dén hop tac, thic ddy trao d6i khach du lich. Dich bénh
Ebola chua hoan toan duoc kiém soat, tai nan hang khong lién tiép xay ra,
bao luc, xung dot ddm mau xay ra tai mot sb quéc gia gdy nén tam ly e ngai
di du lich. Doanh thu nim 2015 tuy van tang nhung khong nhiéu so véi nim
2014, cu thé 1a doanh thu nim 2015 dat 349,66 ty dong, chi ting 4,77% so
v6oi nam 2014. Téng loi nhuén trude thué dat 26,59 ty déng, chi tang 2,71%
so v6i nam 2014. Thu nhdp binh quan nguoi lao dong/thang tang nhe 1,4%
so vO1 ndm 2014.

Qua viéc phan tich trén ta thiy két qua san xuat kinh doanh cua céng ty
tang dang ké qua cac nam, ddy 1a mot dau hiéu tot va tich cuc sau 3 nim thuc
hién hién dai hoa cong tac kinh doanh va cai to ngudn nhan lyc. Viée to chic
va huy dong von trong ky ctia doanh nghiép dap tng di nhu cdu mé rdng san
xuét kinh doanh, déng thot viéc phan bd vén ca doanh nghi¢p co6 su cai thi¢n
15 rét: dau tu thém céc loai tai san can thiét d& mo rong quy md, ting nang kinh
doanh, lgi nhuan, thu hat khach hang, nghia vu ndp thué caa cong ty duoc thuc
hién nghiém tuc. Nhin chung, tinh hinh kinh doanh la kha quan.

2.2. Panh gia vé tinh hinh lao dong va sir dung lao dong tai cong ty
2.2.1. Ddnh gid ning sudt lao dong theo doanh thu cong ty
Bang 2.2: Niing suét lao dong ciia cong ty giai doan 2013-2015

TT Chi tiéu PVT 2013 2014 2015
1 | Téng doanh thu Triéu dong | 256.082 | 333.744 | 349.661
2 | Tong s6 lao dong Ngudi 225 249 268
g |Doanhthutrung binh | Triéu | 4 49594 | 134034 | 1.304,71
cua 1 lao dong dong/ngudi
4 | Ty 1é so sanh % 100 117,77 97,34
(Nguon: Phong t6 chirc — nhdn si)
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4+ Nhan xét:

Trong giai doan 2013-2015 tong doanh thu c6 xu hudng ting, tuy
nhién nim 2015 tong doanh thu c6 ting nhung khong nhiéu. Tong doanh thu
nam 2014 ting 30,33% dong thoi thu nhap binh quan lao dong ting 10,21%,
doanh thu trung binh cta 1 lao dong cong ty nam 2014 tang 17,77%. Nam
2015 tong doanh thu chi ting 4,77%, thu nhap binh quin ngudi lao dong
cling vi thé ma chi tang 1,33% so v61 nam 2014, dac bi¢t doanh thu trung
binh cua 1 lao dong giam 3,76%. Doanh thu giam do bdi canh kinh té thi
truong khé khan, tranh chap cha quyén bién dao, lanh tho chua thé giai
quyét, anh huong nhiéu dén hop tac, thuc day trao d6i khach du lich. Dich
bénh Ebola chua hoan toan duoc kiém soat, tai nan hang khong lién tiép xay
ra, bao luc, xung d6t dAm méau xay ra tai mot sd qudc gia giy nén tim 1y e
ngai di du lich. Tong doanh thu ting qu4 it trong khi nhu cau tuyén dung lao;
dong ting vi khéi lugng cong viée nhiéu nén dan dén doanh thu trung binh
cta 1 lao dong giam nhung thu nhap binh quin dau ngudi ¢ xu hudng ting
tuy khong 16n nhung chung t6 doanh nghiép van hoat dong kinh doanh c6
hiéu qua. Cho thay hiéu qua cong tac quan tri nhan lyc ciia cong ty thoi gian
qua.

2.2.2. Surc sinh 1oi cia lao dong tai cOng ty
Bing 2.3: Tong sb lwgt khach du lich chon dich vu ciia cong ty
giai doan 2013-2015

TT Chi tiéu PVT 2013 2014 2015
1 | Tong s6 luot khach dulich | Khach | 89.356 | 106.621 | 109.675
2 | Tong so lao dong Nguoi 225 249 268
3 | SO luotkhich trung binh | Khach/ | 307 1) | 1og 50 | 40924

cua 1 lao dong nguoi
4 | Ty 18 so sanh % 100 107,82 | 95,57

(Nguon: Phong t6 chirc — nhdn si)
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4+ Nhan xét:

Qua bang 2.4 ta co thé théy téng s6 luot khach du lich chon dich vu
ctia cong ty gia doan 2013-2015 déu ting nhung nam 2015 ting khong dang
ké. Téng s6 luot khach du lich chon dich vu cua cong ty nam 2013 dat
89.356 khach, nim 2014 dat 106.621 khach ting 19,32% dong thoi sb luot
khach trung binh cua 1 lao dong ting 7,82%. Nam 2015, tong s6 luot khach
du lich chon dich vu cia cbng ty taing nhe 2,86%, nhu cu tuyén dung lao
dong cao do khoi lugng cong viée dan dén sd luot khach trung binh cua 1
lao dong giam 4,43% chung t6 hoat dong cbng ty da co chiéu hudng giam.
Cho thdy thyuc trang cta cdng tac quan tri nhan luc cta cdng ty trong thoi
gian vua qua. Qua viéc tinh san lugng trung binh cta nguodi lao dong. Lanh
dao cong ty co thé bd tri sap xép nhan luc phu hop cho ting giai doan hoat
déng kinh doanh cu thé.

2.2.3. Mikc dp hoan thanh ké hoach tai cdng ty
Bang 2.4: két qua kinh doanh dich vu tai cong ty
giai doan 2013-2015

PVT: VNP
TT Chi tiéu PVT | 2013 2014 2015
1 | Téng luot khach theo kéhoach | Khéach | 85.500 | 92.500 | 103.250
2 | Tong s6 luot khach thuc hién | Khach | 89.356 | 106.621 | 109.675
3 | Ty 1¢ so sanh % 105 115 106
4 | Nhan luc theo ké hoach Nguoi 230 255 275
5 | Nhan lyc thuc té Nguoi 225 249 268
6 | Ty 1é so sanh % 97,83 | 97,65 97,45

4+ Nhan xét:

(Nguon: Phong té chirc — nhdn si)

Tong sb ngudi lao dong trong cong ty nam 2013 1a 225 ngudi thiu 5

nguoi so véi ké hoach dé ra twong duong véi 2,17%, dong thoi tong sd luot
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khach thuc hién cta cong ty cao hon 5% so véi ké hoach. Nhu vay, co thé
thay kha ning du bao san luong cua cdng ty tuong ddi sat véi thyc té nhung
cong ty chu trong hon vé mat lao dong dép tng nhu ciu san xuat cia cong
ty.

Nim 2014, s6 lugng lao dong tang 261 lao dong thép hon ké hoach 1a
6 nguoi tuong duong 2,35% so vai ké hoach, nhung tong sé lugt khach thuc
hién ting manh nhét 1a cao hon 15% so v6i ké hoach, cho thiy cdng tac quan
tri nhan luc cta cong ty phat huy tét trong thoi gian nay va dugc thé hién &
khau bo tri nhan lyc ciing nhu thic day, khuyén khich nguoi lao dong 1am
viéc tang hiéu qua cong viéc. Sang nam 2015, s6 luong nhan vién tiép tuc
thap hon 7 nguoi, tuong duong 2,55% so vdi ké hoach ,tong s6 lugt khach
thuc hién ting 6% cho thiy ning lyc dyu bao va sip xép ké hoach trong giai
doan nay tuong ddi tot.
2.2.4. Ddnh gid di ngii nhin lwe vé mdt so lwong, gidi tinh, dé tuoi,
doi twong lao dong trinh dé va by phdan tai cong ty TNHH Nhit Linh
Mong Cai
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Bang 2.5: Co ciu lao ddng ciia cong ty nim 2013-2015

So sanh So sanh
e 2013 2014 2015 2014/2013 | 2015/2014
S gL e g [ g [Ty g [Ty g [Ty
(%) (%0) (%) (%0) (%0)
;},T.;ng solao|,,31 100 |261| 100 |277| 100 | 18 |107.41| 16 | 106,13
tll,'nflhe" gi6i | o5 | 100 |249| 100 |268| 100 | 24 |11067] 19 | 107,63
~Nam 130 | 57.78 | 147 | 59.04 160 | 59.70 | 17 | 113,08 | 13 | 108,84
N 05 | 4222 | 102 | 4096 |108| 40 | 7 |10737]| 6 |10588
fl'lgihe" 42 1225| 100 |249| 100 |268| 100 | 24 |110,67| 19 |107.63
CTu18-30 | 188 | 8356 | 209 | 8394 | 226 | 8433 | 21 |111.17 | 17 | 108,13
CTw30-40 | 25 | 1111 | 32 | 12585 | 33 | 1231 | 7 |128.00 10313
“Tw4050 | 10| 444 | 8 | 321 | 9 | 336 | 2 | 80.00 112,50
“Trén 50 > | 089 | 0 | 000 0] 000] -2 000 0,00
fl';;‘e" chire | os | 100 |249| 100 |268| 100 | 24 |11067] 19 | 107,63
I.Laodong | o5 | 4089 | 97 | 38.96 |102| 3806 | 5 |10543| 5 |10515
glan ticp
2.Laodong | 1351 5911 152 61,04 | 166 | 61,94 | 19 |114.29 | 14 | 109,21
truc tiép
4. Theo trinh
do chuyén | 225| 100 |249| 100 |268| 100 | 24 |110,67 | 19 | 107,63
mon
1. Sau dai hoc | 185 | 8222 | 210 | 84,34 | 228 | 85.07 | 25 | 11351 | 18 | 108,57
2.CD&DH | 30 | 1333 | 32 | 12,85 | 33 | 1231 | 2 | 106,67 1 | 10313
3. Trungchp | 8 | 356 | 6 | 241 | 6 | 224 | -2 | 7500 | 0 | 100,00
4. LD phd 2 1089|1040 | 1] 037]-1]5000]0 10000
thong
(Nguon: Phong té chirc — nhdn si)
+ Nhan xét:
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Qua bang s6 lidu ta théy, nam 2014 téng s6 lao dong lam viéc thuc té
cia cbng ty la 249 nguoi, tang 24 nguoi so voi nam 2013, tuong Gng
10,67%. Nam 2015, téng s6 lao dong thuc té tai cong ty la 268 nguoi, ting
19 nguoi so voi ndm 2014, twong tng véi 7,63%. Cong ty ting sd lugng lao
dong 1a do cong ty md rong thi truong, tim kiém thém cac ddi tac tiém ning
trong thi trudng du lich va ddi tic hang khong, nha hang, khach san trong va
ngoai nudc, bd sung sé luong lao dong cac phong ban, don vi dé dam bao
hoat dong san xuét kinh doanh cta cong ty.

- Panh gia doi ngii lao dong theo gioi tinh: Do dac thu cong ty la
nganh nghé kinh doanh dich vu du lich, nén yéu cau nguén nhan luc stc
khoe, di lai va giao tiép voi dbi tac ciing nhu tiép xuc voi khach nhiéu, cung
vl nhitng lich trinh dai cua céc tour du lich. Hon nira lyc lugng lao dong
nam s& khong phai nghi dai hoi ché do thai san nhu nit lao dong, diéu nay rat
pht hop véi dac thu cong ty nén ty 1& lao dong nam sé& chiém ty 1& nhiéu
hon. Nam 2014, sb luong lao dong ting 24 nguoi, trong d6 di co toi 17
nguoi 1 nam, 7 nguoi 13 so v6i nam 2013 nit gop phan nhanh chong ting ty
1€ lao dong cho cong ty véi ty 1€ twong ung la 59,04% va 40,96%. Nam
2015, s6 lugng lao dong ting 19 ngudi, trong d6 di ¢ téi 13 nguoi 1a nam,
6 nguoi 1a so v6i nam 2013 nir gop phan nhanh chéng ting ty 1é lao dong
cho cbng ty voi ty 1é tuong g 1a 59,7% va 40%.

- Pdnh gid vé doi ngii lao dong theo tudi: Xem bang ta thiy co ciu lao
dong theo do tudi ciia cong ty thay sb lao dong do tudi tir 18-30 tudi chiém
ty 18 16n nhat. Cu thé nim 2013 ty 1& nay chiém 83,56%, nam 2014 ty 1& nay
chiém 83,94%, nam 2015 ty 18 nay chiém 84,33%. Lao dong & d6 tudi tir 30-
40 tudi chiém ti 1¢ 16n thir 2, cu thé 1a nam 2013 ty 1é nay chiém 11,11%,
nam 2014 ty 18 nay chiém 12,85%, nam 2015 ty 18 nay chiém 12,31%. Lao
dong ¢ do tudi tir 40-50 tudi chiém ty 18 nho, cu thé nim 2013, ty 1& nay
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chiém 4,44%, nam 2014 ty 18 nay chiém 3,21%, nam 2015 ty 1& nay chiém
3,36%. Thuc trang co ciu cho théy cong ty c6 luc luong 16n l1a lao dong tré
chua c6 bé day kinh nghiém trong 1am viéc.

- Bdnh gid vé dgi ngii lao déng theo chirc ndng: Nam 2013 lao dong truc
tiép chiém 133 nguoi, twong dwong 59,11% va lao dong gian tiép chiém 92
nguoi, tuong duong 40,89%. Nam 2014 lao dong truc tiép chiém 152 nguoi,
chiém 61,04% va lao dong giam tiép chiém 97 nguoi, chiém 38,96%. Dén nim
2015 lao dong truc tiép chiém 166 nguoi, twong duong 61,94% va lao dong
gian tiép chiém 102 nguoi, tuong duong 38,04%. Co ciu lao dong theo chirc
nang kha 6n dinh, khong thay ddi qua nhiéu theo timg nam cho thdy cong ty
dang cht trong nhiéu hon vao chét lugng lao dong hon 1a chi ting vé mat sb
lugng. Pic biét doi ngii nhitng huéng dan vién ting khi doanh nghiép mo rong
quy md khién cho luc luong lao dong truc tiép tang. Luc lugng lao dong truc
tiép van la nhimg chu chdt trong hoat dong dich vu ciia cong ty diéu nay hoan
toan hop ly voi cong ty kinh doanh dich vu du lich Iit hanh.

- Pdnh gid vé déi ngii lao ddng theo trinh dé: Theo bang 2.6 ta
thay,so luong lao dong theo trinh do cdng ty tir nam 2013-2015 ting déu
theo cac bac, nhung lao dong c6 trinh do CD, PH va trén BDH chiém ty 1¢ 16n
nhat trén 80% tong sd lao dong, diéu nay hoan toan hop 1y boi cong ty kinh
doanh dich vu du lich, 1& hanh vicong ty du lich lit hanh yéu cau luc luong
lao dong dugc daotao chuyén nghi¢p phu hop véi viec md rong thi truong
kinh doanh hop tac véi cac d6i tac nude ngoai. S6 luong lao dong co trinh
do dudi CD, BH va sau BPH dué6i 20%.

- Ddnh gid déi ngii lao dong theo bg phdn: Qua bang 2.6 co thé thay
s6 luong lao dong tiang 1én chu yéu 1a hé thong cac nhan vién ké hoach
nghiép vu viéc mé rong quy mo, tang s6 luot khach ké hoach s& doi hoi nhu

cau 16n hon vé cac hudng dan vién, cac nhan vién kinh doanh m¢ rong thi
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truong khach hang va cac nhan vién kiém tra bao vé thuc pham ting theo

viéc md rong quy mo xi nghi€p d€ dam bao dap tng nhiing san pham tot

nhat theo quy dinh an toan thuc pham. Con lai cac phong ban khac khong co

bién dong qué 16n vé lao dong.

Bang 2.6: Bién dong theo vi tri cong viéc tai cong ty nim 2013-2015

Nam So sanh
Chi tic 2013 2014 2015 2014/2013 | 2015/2014
! ticu TV 18 TV 18 Ty 16 Ty 18 Ty 18
SL | e | S5 | @0y | S5 | o0 |5t 06 |5t 9)
L. Theo vi tri 225 | 100 | 249 | 100 | 268 | 100 | 24 | 11067 19 | 107,63
cong viéc
_Ban lanh dao 4 1178 5 [200] 5 [187 1] 125 [ 0| 100
- Phong 15 | 667 | 17 | 6,83 | 18 | 6,72 | 2 |113,33| 1 | 105,88
marketing
- Phong kinh
doanh 15 | 667 | 19 | 763 | 22 | 821 | 4| 127 | 3 | 116
- Phong ké
hoach va nghiép | 145 | 64,44 | 157 | 63,05 | 167 | 62,31 | 12 | 108,28 | 10 | 106,37
vu
;]Phéngdlé“ 22 | 978 | 22 | 884 | 24 | 896 | 0| 100 | 2 |109,09
anh tour
-Phongto chire |\ o 5er | 6 1241 6 | 224 0| 1200 | 0| 100
- nhan su
- Phong ké toan
e 4 1,78 5 | 201| 5 | 187 |1 125 | 0| 100
- Phong k¥ thuat 400 | 12 | 482 | 14 | 522 | 3 |133,33| 2 |116,67
- Phong giam sét 222 | 6 [ 241] 7 | 261 | 1| 120 | 1 |116,67
(Nguon: Phong té chirc — nhdn si)
+ Nhan xét:

Danh gia doi ngii lao dong theo bd phan: Qua bang 2.6 co thé thiy sb

luong lao dong ting 1én chu yéu la hé thong cac nhan vién ké hoach nghiép

vu viéc mé rong quy mo, tang so luot khach ké hoach s€ doi héi nhu cau 16n

hon vé€ cac huong dan vién, cac nhan vién kinh doanh m¢ rong thi truong

khach hang va cac nhan vién ki€ém tra bao vé thuc pham tang theo viéc md
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rong quy mo xi nghiép dé dam bao dap ung nhimg san pham tét nhat theo
quy dinh an toan thuc phadm. Con lai cic phong ban khac khong co bién
dong qua 16m vé lao dong.

2.3. Phan tich thwe trang quan tri nhan lyc tai cong ty

2.3.1. Hoach dinh nhén lyc cong ty

Cong ty TNHH Nhat Linh Moéng Cai trudc day hoat dong theo chi
tiéu, nén muc tiéu dé ra 13 hoan thanh nhiém vu duoc giao 1a chinh. Do do,
viéc hoach dinh nguén nhan luc thuc hién nhiém vu chi don thuan 1a nhiing
tinh toan trén co s dugc phan cong, du bao, thu hut, duy tri phat trién
nguén nhan lyc mot cach cu thé.

Co sé hoach dinh nhéan lyc 1a: Dya vao nhu cau nhan lyc cta cong ty
trong thoi gian toi, vé sé lugng va chat luong (dwa vao muc tiéu KD trong
thoi gian téi. Doanh thu, téc do ting truéng, nganh nghé du lich 1ir hanh, san
luong san phém v.v...) dua vao thuc trang nhan luc hién c6 va cac phan tich
vé bién dong lao dong trong tuong lai nhu: V& hiu, Nghi 6m, chuyén viéc
V.V... Dua vao nhu cdu nhan luc cua cac don vi trong daonh nghiép. trén co
s d6 1ap ké hoach nhén luc.

+ K& hoach nhan suy:

Pé tranh viéc thu dong trong qua trinh tuyén dung ciing nhu kho
khantrong coéng viéc sip xép nhan su dé dap tng duoc yéu cau vé tinh chat
va khéi luong cong viée thi hang nam, phong Tb chirc — nhan su s& tong hop
lai nhucau tuyén dung cila cic phong ban, bd phan va soan thao trinh 1én
ToéngGiam ddc dé xin y kién chi dao, phé duyét.

Sau khi x4c dinh chinh xac nhu cau tuyén dung trong nim, phong T6
chtrc- nhan sy s& xay dung ké hoach tuyén dung bao géom: ngudn tuyén

dung, phuong phap tuyén dung va thoi gian tuyén dung. Thuc hién theo
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dung quy trinh tuyén dung cta cong ty, d6 1a: quy trinh tuyén mo, quy trinh
tuyén chon va hdi nhap nhan vién mai.

Bang 2.7: K¢ hoach nhan lyc ciia cong ty 2013-2015

STT Chi tiéu DVT 2013 2014 2015
1 | Nhan luc theo ké hoach Nguoi 230 258 272
2 | Nhan lyc thuc hién Nguoi 225 249 268
3 | Ty 18 so véi ké hoach % 97,83 96,51 98,53

(Nguon: Phong t6 chirc — nhén si)

+ Nhan xét:

Viéc hoach dinh ngudn nhan luc cia cong ty duge phong t6 chic —
nhan su thuc hién dua vao nang suét lao dong va téng s6 luot khach ké hoach
lién ké trong nim trude d6. Cu thé bang tong sb luot khach ké hoach chia cho
nang suit lao dong nam lién ké trude d6 va chia cho ty 1& du tinh ting ning
suat lao dong. Qua bang trén co thé thé duoc sb luong thuc té cong ty giai
doan 2013-2015 gan nhu dap ung duoc yéu cdu san xuat kinh doanh cua
cong ty. Vi vay ban lanh dao cong ty can quan tdm cong tac hoach dinh nhan
lrc twong d6i tot, tng bién nhanh tai timg thoi diém dé cong ty c6 thé dap tng

tot nhu cau cong viéc.
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Biang 2.8: Nhu céu tuyén dung cac bd phan dé nghi tai cong ty
nam 2013-2015

DVT: Nguoi
TT Phong, don vi bVT 2013 2014 2015
1 Toglg giam iioc, giam doc,céc Nguoi 0 1 0
phé giam doc
2 | Phong to chtic - nhan su Nguoi 2 0 0
3 | Phong ké toan - tai chinh Nguoi 1 0 0
4 | Phong kinh doanh Nguoi 4 5 5
5 | Phong marketing Nguoi 1 3 5
6 | Phong ké hoach - nghiép vu Nguoi 13 15 17
7 | Phong diéu hanh tour Nguoi 1 0 0
8 | Phong k¥ thuat Nguoi 3 2 2
9 | Phong giam sat Nguoi
Tong cong 27 27 30
(Nguon: Phong té chirc — nhdn si)
Bang 2.9: Tong hop s6 hrong tuyén dung va thdi viéc ciia cong ty
nam 2013-2015
Niim S6 lao dong S6 lwong tuyén dung va nghi vige
thuc té Tuyén méi | Ty 18 (%) | Thoiviée | Ty1é (%)
2013 225 21 9,33 4 1,78
2014 249 24 9,64 5 2,01
2015 268 27 10,07 3 1,12
(Nguon: Phong té chirc — nhdn si)
+ Nhan xét:

Qua bang bang sd liéu trén, ta c6 thé thay sd luong lao dong va thoi

viéc ctia c6ng ty khong 16n so véi tong s6 lao dong ciia cong ty. Piéu nay cho

thay viéc duy tri ngudn nhan luc ctia cdng ty kha 6n dinh. S6 lugng lao dong
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nghi viéc tai céng ty nim 2015 1a 3 ngudi cho thiy cong tac quan tri nhan luc
ctia cOng ty thuc su c¢6 hiéu qua trong thoi budi kinh té ngay cang khé khan,
canh tranh nganh du lich cao. Nguoi lao dong van dang tim kiém cong viéc
minh mong muén.
2.3.2. Tuyén dung nhén lyc tai cong ty

Trong nhitng nam moi thanh 1ap cong ty c6 xdy dung ké hoach tuyén
dung nhén vién nhung d6 chi 13 vé mat hinh thirc. Trong nhiing nim gan day
cong ty moéi tién hanh xay dung ké hoach tuyén dung nhan sy dé tip trung
phat trién thanh chién lugc phat trién nhan su cho phi hop véi nhu cau phat
trién thuc té. Tuy nhién ké hoach khong dinh sdn ma so sai, chi mang tinh tam

tho.
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Xéc dinh nhu cau tuyén dung ngudn nhén luc

A

Xem xét yéu cau dé nghi va phé duyét nhu cau
tuyén dung

Y

Thong bao tuyén dung/Xac dinh dia diém va
thoi gian tuyén dung

A 4

Tim kiém ngudn tuyén dung (Ngudn tuyén noi
bd/ngudn tuyén bén ngoai)

A 4

Tiép nhan va sang loc ho so

Y

Phong van va kiém tra strc khoe

A 4

A

Thi tuyén

A 4

A 4

Thtr viéc

Y

A 4

Quyét dinh tuyén chon va ky hop dong

A 4

A 4

Luu ho so

A 4

NAANL NV NIA LVA ONOHI-TVOT

So d6 2.2 : Quy trinh tuyén dung tai cong ty

tuyén dung ctia cong ty nhu sau:

A 4

~

~

K3

Nhin vao quy trinh tuyén dung trén ciia cong ty c6 thé thy cac budc
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Buée 1: Xdc dinh nhu cau tuyén dung nguén nhéan luc.

Can cr vao muc tiéu, ké hoach san xuat kinh doanh cua cong ty, hang
nam Cong ty thuc hién cong tac hoach dinh nhan luc, tinh todn dinh bién va
thuc hién diéu chuyén nhan vién trong ndi1 by cac phong ban van hanh dé
dap ung yéu cdu dit ra. Cac phong don vi giri nhu cau nhan sy phong t6
chirc — nhan sy xem xé&t trinh duyét ban lanh dao 1 thang trudce khi t6 churc
cong tac tuyén dung.

Bude 2: Xem xét yéu cau dé nghi va phé duyét nhu cau tuyén dung.

- Cham nhat 10 ngay lam viéc ké tir ngay nhan phiéu yéu cau nhan sy
ctia cac phong, don vi phong té chirc hanh chinh trinh giam dc xem xét phé
duyét dé 1am co sé trién khai thuc hién.

- Truong hop nhu cau tuyén dyng phat sinh ngoai ké hoach, céc
phong, don vi gtri phiéu nhu ciu nhan su phat sinh dot xuat, phong t6 chuc —
nhan sy s& xem xét néu phi hop sé trinh giam doc xét duyét.

Bang 2.10: Nhu ciu tuyén dung di dwoc phé duyét tai cong ty
nam 2013-2015

DVT: Nguoi
TT Phong, don vi DVT | 2013 | 2014 | 2015
1 Téng giém ddc, giam doc, cac phod Ngudi 0 1 0
giam doc

2 | Phong to chirc - nhan sy Nguoi 2 0 0
3 | Phong ké toan - tai chinh Nguoi | 1 0 0
4 | Phong kinh doanh Nguoi 4 4 5
5 | Phong marketing Nguoi 1 4 4
6 | Phong ké hoach - nghiép vu Nguoi | 13 14 16
7 | Phong diéu hanh tour Nguoi | 1 0 0
8 | Phong ky thuat Nguoi 3 2 2
9 | Phong giam sat Nguoi 2 1 1
Tong cong 27 26 28

(Nguon: Phong t6 chirc — nhdn si)
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Buéc 3: Thong bdo tuyén dung/Xac dinh dia diém va thoi gian tuyén
dung/Tim kiém nguwoi xin viéc.

a. Théng bdo tuyén dung:

Cin ctr vao phiéu yéu cau tuyén dung di dugc Tong giam déc Cong ty
duyét, phong To chirc- nhan su ra thong bao tuyén dung. Cong ty quy dinh
ndi dung thong bao tuyén dung phai bao gém: Thong tin khai quat vé cong
ty, vi tri tuyén dung, sb lugng can tuyén, mo ta cong vigc, yéu cau dbi vai vi
tri Ung tuyén, khai quat vé nhiém vu, trach nhiém, quyén han khi thuc hién
cong viée, yéu cau hd so, thoi gian va dia diém thu nhan hd so.

b. Xdc dinh dia diém va thoi gian tuyén dung.

- Khi ¢6 nhu cau can tuyén thi cong tic ndy dugc giao cho phong T
chirc — nhan sy thuc hién. Thong thuong, thi viéc tuyén mod duoc thuc hién
tai Cong ty TNHH Nhat Linh Mong Cai.

- Thoi gian cho qua trinh tuyén dung thudong kéo dai tuy theo vi tri
cong viéc, ddi véi cac vi tri cap quan 1y thi cdn nhiéu thoi gian dé lya chon
duoc nhitng Gmg vién phu hop nhét.

c. Tim kiém nguoi xin viéc

Dic biét 1a phuong phap tim kiém tng vién thongqua cac truong Dai
hoc, cao dang chua dugc Cong ty thuc hién.

Buée 4: Tim kiém nguon tuyén dung (Nguon tuyén ndi bé/nguon tuyén
bén ngoai)

Véi mdi ngudn tuyén mo khac nhau cong ty sé cac dinh phuwong phap
tuyén mo khéc nhau. Cu thé:

a. Nguon tuyén néi bé

Cong ty thong bao tuyén dung cong khai minh bach trong noi bo cong
ty thong qua: Gui email, dan thong bao tuyén dung, thong bao trén website

chinh thirc cua cong ty
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b. Nguon tuyén bén ngoai

- Tim kiém théng qua viéc tham gia san giao dich viéc lam.

- Pang thong bao tuyén dung trudc cong cong ty, phat td roi tuyén
dung.

- Cong ty da dang tai 1én céac trang web tinh phi, dau tu vao cac trang
web ¢6 uy tin vé viéc 1am véi mong muén duogc nhiéu ngudi biét dén va thu
thap duoc nhiéu tng vién chat luong tot. Hién nay cong ty tap trung vio
vi¢c quang cdo qua cac website nhu: tuyendung.com.vn; vietnamworks.com,;
24h.com.vn; careelink.vn; timviecnhanh.com.

Tuy nhién, Cong ty méi chi dimg lai & viéc dang thong tin tuyén dung
don thuan ma chua c6 nhiing bi¢n phap cu thé, méi la dé thu hat, tap trung
su chll ¥ ctia ngudn Gmg vién can tuyén. Vi dyu: 1am noi bat thong tin tuyén
dung cua Cong ty bang nhitng ché d6 dai ngd tét, hinh anh, mau sic thong
bao tuyén dung bat mat, thong tin tuyén dung ludn hién thi ¢ trang nhat, lién
két voi cac trang website cua d6i tac dé dang tai thong tin tuyén dung. ..

Bing 2.11: S6 lwong ho so rng tuyén vao cong ty theo ngudn

tuyén dung nim 2013-2015

Nhu cau tuyen S6 Iwomg hd so xin viéc
dung

Nim A A Ké hoach Thuec hi¢n

Nguon Nguon 3 : < — S

ngib | ngoai | Neudn | Neubn | Nguon | Neuon

noi bo ngoal noi bo ngoal

2013 5 22 3) 22 3 18
2014 5 22 4 22 4 20
2015 5 25 S) 24 3 24

(Nguon: Phong t6 chirc — nhdn si)

Buée 5: Tiép nhén va sang loc hé so
Sau khi viéc thong bao tuyén dung dugc ding tai, cong ty tién hanh

tiép nhan ho so. Viéc tiép nhan ho so duge tién hanh thong qua hai hinh thtrc
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d6 1a: nop hod so truc tiép hodc théng qua dudng buu dién, do nhan vién
phong Tb chirc — nhan sy dam nhiém. Khi di c¢6 du ho so can thiét, phong
T6 chirc — nhan sy tién hanh nghién ctru, phan loai va lga chon so bd ho so.
Hd so cua ung vién tbi thiéu phai ddy du céc tiéu chi nhu:

V& mit hinh thirc: HO so phai photo cong chimg day du theo yéu cau,
quy dinh cua cong ty

V& mit nodi dung: HO so phai thé hién dugc trinh do chuyén mon cling
nhu cac kién thtrc theo yéu cau cua timg vi tri du tuyén théng qua don xin
viéc, so yéu 1y lich va cac bang cap, chimg chi ¢6 lién quan.

Ung vién phai dugc xac nhan c¢6 di sic khoe thong qua gidy kham
stc khoe da duge xac nhan ciia Co quan Y té c6 tham quyén.

Bing 2.12: Thong ké cong tic kiém tra phan loai ho so giai doan tai

cong ty 2013-2015

TT Chi tiéu PVT | 2013 | 2014 | 2015
Nhu céau tuyén dung Ngudi 30 32 35

2 | Sb hd so tuyén dung Hb so 76 87 102
3 | S6 ho so dat yéu cau Hb so 62 71 92

(Nguon: Phong té chirc — nhdn si)

Buwée 6: Phong van va kiém tra sirc khoe.

Khi c¢6 di ho so cia cac tng vién, phong T6 chic — nhén sy sé tién
hanh goi thong bao hen lich phéng van cho ung vién. Thoi gian goi cham
nhat ngay trudc khi phong van, trong qua trinh goi thong bao lich phong
van, coéng ty thong bao chi tiét cho tng vién vé dia diém, thoi gian budi
phong van.

Ngudi phong van 1a dai dién phong T chirc — nhan sy chuyén trach

cong tac tuyén dung va nguoi dai dién don vi can tuyén.
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Tai vong phong vin nay c6 muc tiéu xac 14p mdi quan hé giira nguoi
xin viéc va ngudi st dung lao dong, xac dinh t6 chat va kha ning cta ung
vién xem ho cé phu hop v&i yéu cau coéng viée ctia cong ty hay khong.
Trong qua trinh phong van, ngudi phong van s& quan sat thai do, kha ning
giao tiép clia mg vién va dit ra nhiing cau hoi cho ung vién. Noi dung cia
nhitng ciu héi xoay quanh viéc kiém chimg cac thong tin ca nhéan, tim hiéu
vé thong tin khac ctia ban thdn ma chua dé cap dén trong hod so, cac thong tin
vé cong viéc cii va mong mudn cong viéc mai.

Sau khi phong van, hoi dong phong van s& hop va ra quyét dinh cac
g vién duoc budc tiép vao vong thi tuyén. Viée phong van va kiém tra st
khoe cua cong ty duoc thuc hién kha bai ban va cu thé, khong khi phong van
thoai mai, céi mé giup tng vién c6 co hoi phat huy hét t6 chat ciing nhu
nang lyc cta ban than minh.

Buwéc 7: Thi tuyén

Nhitng Gng vién di lot qua vong phong van so bd va kiém tra sirc
khoe déu tham gia thi tuyén.Ddi v6i phan thi 1y thuyét, hinh thirc thi 1a thi
viét, khong thi tric nghiém, thi sinh lam tryc tiép ra gidy theo mau dé cia
cong ty. Tuy thudc vao timg vi tri ma dé thi khac nhau do cong ty cung cép.

Sau khi cac ng vién lam bai thi xong, bai thi s& dugc chuyén dén cho
bd phan ra dé cham diém. Nguyén tac cham thi thyc hién theo quy dinh
ciiahdi dong tuyén chon. Piém thi s& iy theo thang diém 100, két qua s&
duoc 1ay theo thir tu tir cao toi thap.

Nhan théiy, viéc td chire thi tuyén cua cong ty thuc hién kha tdt, co su
chuan bi va ké hoach thuc hién mét cach rd rang. He théng dé thi da dang co
thé phan loai dugc nang lyc cia ung vién. Pac biét, B§ cau hoi lién quan

déncac chuyén nganh tmg tuyén dugc Cong ty tong hop lai va cdng khai trén
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Website cta cong ty, giup ing vién thuan 1oi hon trong qua trinh thu thap tai
liéu, diéu d6 cling thé hién sy minh bach, rd rang trong quy trinh tuyén chon.

Tuy nhién, ndi dung dé thi ciia cong ty van con mang ning tinh 1y
thuyét va hinh thirc thi cimg nhic. Cong ty nén sir dung thém mot s6 cau hoi
tric nghiém dan xen vao dé thi dé kiém tra toan dién cac k¥ nang va trinh do
cua ung vién.

Bang 2.13: Thong ké cong tic tuyén dung tai cong ty 2013-2015

TT Chi tiéu bVT | 2013 | 2014 | 2015
1 | Nhu cau tuyén dung Nguoi 30 32 35
2 | S6hd so dat yéu cau Hoso | 62 71 92
3 | S6 hd so tham gia cac vong thi tuyén | Ho so 58 65 87
4 | S6 tng vién tring tuyén Nguoi | 21 24 27

(Nguon: Phong t6 chirc — nhdn si)

Buoc 8: Thur viéc

Dua vao két qua thi tuyén, phong T6 chiic- nhan sy s& moi cac ing vién
dat yéu cau qua vong thi tuyén nhdn viéc théng qua dién thoai. Nhan vién
phong T6 chie lao dong sé& tién hanh ky hop dong thir viée voi img vién va dua
ra chuong trinh thtr viéc ma nhan vién méi phai thyc hién, dién ra tir 1 dén 2
thang tuy theo cong viéc va dugce nhan muc luong thir viée cua cong ty.

Sau khi hét thoi gian thtr viéc, phong T chtic- nhan sy sé& tién hanh
danh gia thir viéc. Phong To chirc- nhan sy giri mau “ Panh gia nhan vién
sau thoi gian thtr viéc” t6i bo phan lién quan dé danh gia va dua ra dé xuat
c6 tiép nhan nguoi lao dong vao lam viéc chinh thic hay khong. Két qua
danh gia s& dugc giri vé phong T6 chirc- nhan su. Néu két qua danh gid 1a
khong dat yéu cau thi phong T6 chirc- nhan su s& thong bao cham dut hop

dong thu viéc voi nguoi lao dong.

HV: V6 Quang Minh 56 Lép: MBOI — Khoa 1



Ludn vdin cao hoc QTKD Trwong DHDL Hai Phong

Cac ti€u chi danh gia nhan vién thir viéc do la: tinh than, thai do, trach
nhiém déi véi cong viéc, két qua hoan thanh nhiém vu dugc giao, y thuc to
chtic ky luat... Néu dat, Cong ty s& thuc hién ky hop dong lao dong véi Gng
vién do.

Buwéc 9: Quyét dinh tuyén chon va ky hop dong

Ung vién sau khi thtr viéc va duoc truong bd phan, phong ban phu
trach danh gia dat yéu cau, phong To chirc- nhan sy s& ra quyét dinh cho
nhan vién méi nhan viéc chinh thirc. Nhan vién méi s& duge ky két hop
déng lao déng va huong diy du cac chinh sach, ché d6 phuc loi theo quy
dinh ctia Cong ty. Hop dong lao dong s& duoc ky theo thdi han 1 ndm. Sau 1
nam danh gia tiép, néu dat tiéu chuan cong ty sé& tai ky hop dong lan 2. Sau 2
nim nguoi lao dong duoc danh gia tét thi cong ty s& ky hop dong khong xéc
dinh thoi han theo ding quy dinh cua BO Luat lao dong.

Bing 2.14: S6 lwong lao ddng tuyén vao cong ty giai doan 2013-2015

TT Chi tiéu PVT | 2013 | 2014 | 2015
S6 luong lao dong ké hoach Nguoi | 27 26 28
S6 lugng lao dong tuyén vao Nguoi 21 24 27
Ty 1é thuc hién so véi ké hoach % | 77,78 | 92,31 | 96,43

+ Nhan xét:

(Nguon: Phong té chirc — nhdn si)

Qua bang sb lidu 2.14 c6 thé thay nhu cau tuyén dung trong nhimng
nam qua ciia cong ty da ting Ién, cho thay cong ty dang trén da phat trién.

S6 lwong nhan vién cua cong ty giai doan 2013-2015 c6 bién dong
16n. Nam 2013 ting 21 nguoi dat ty 18 77,78% so v&i ké hoach, nim 2014
tang 24 nguoi dat ty 1€ 92,31% so voi ké hoach, nim 2015 tang 27 nguoi dat
ty 18 96,43% so véi ké hoach. S6 lugng lao dong ting song doanh thu chi
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tang rat nhe do thi truong du lich va 1it hanh dién bién phuc tap va canh
tranh gay git.

Théng tin, quy trinh tuyén dung du duoc thong bao rong rii, céng
khai minh bach nhung van con ton tai nhiéu bét cdp riéng. Trong quy trinh
nay cta cong ty chat luong lao dong con han ché do ngudn lao dong vu tién
con em cia CBCNV trong cong ty nén khé xéac dinh chinh x4c trinh do nang
lrc chuyén mon cia nguoi d6 ¢o phu hop véi yéu cau cong viéc hay khong.
Bén canh d6 cong ty chua tan dung cac ngudn tmg vién bén ngoai ddi voi vi
tri quan ly cong ty ma chi ap dung hinh thac thuyén chuyén nhan vién quan
Iy cap cao tir phong ban nay sang phong ban khéc.

2.3.3. Str dung nhdn lyc tai cOng ty

Tai cong ty, cong viéc clia cac cap quan ly tir truong phong ban, dugc
giam ddc tryc tiép phan cdng. Con tir cdp phé cho dén nhan vién s& do
truong phong ban phan cong cong viéc cu thé. Vai tro cong viée cling nhu
chuyén mén trong cdng viéc déu dugc tham khao, xét duyét dua vao bang
phan tich, md ta cong viéc va trinh do chuyén mon cia ting ca nhan dé b

tri phan cdng cong viéc cu thé.

La mot doanh nghiép chuyén hoat dong trong linh vuc cung cap cac
dich vu vé du lich va Iit hanh, nén ban chat céng viéc tai cong ty ciing co
nhiéu diém khac biét so v&i cac dang san xuét kinh doanh khac. Viéc nguoi
lao dong c6 quan tdm va yéu thich cong viéc ctia minh hay khong, phan
cdng, bd tri cong viéc c6 hop 1y hay khong chua duge cong ty quan tam
dung muc, do d6 hoan toan khong co s lidu nao vé chirc nang nay tai phong

To chue.
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Bang 2.15: Co caAu nhan lue tai cic phong, don vi tai cong ty

giai doan 2013-2015

TT Phong, don vi PVT | 2013 | 2014 | 2015
L e O Nawi |4 s |
2 Phong marketing Nguoi 15 17 18
3 Phong kinh doanh Nguoi 15 19 22
4 Phong ké hoach - nghiép vu | Nguoi 145 157 167
5 Phong diéu hanh tour Nguoi 22 22 24
6 Phong t6 chtc - nhén sy Nguoi 6 6 6
7 Phong to chiic - nhan su Nguoi 4 3) 3)
8 Phong k¥ thuat Nguoi 9 12 14
9 Phong giam sat Nguoi 5 6 7

Tong cong 225 249 268

+ Nhan xét:

(Nguon: Phong t6 chirc — nhdn si)

Trong nhitng nim qua cdng tac bd tri, sip xép nhan lyc dugc ban ldnh

dao cong ty quan tdm va da c6 nhiéu nd luc trong viéc ra soat nhan luc hién

c6, bd tri, sdp xép lai cac vi tri cdng tac phu hop voi trinh d, chuyén mon,

nghi¢p vu, kha nang lam viéc va strc khde cuia nguoi lao dong. Tuy nhién

day la cong viéc mat nhiéu thoi gian va phu thudc vao viéc danh gia khan

ning ctia moi nguoi dua trén vi tri chic danh cong viéc ma cong ty da xay

dung.
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Bang 2.16: COng tac b tri nhén su tai cdng ty giai doan 2013-2015

2013 2014 2015
Tiéu chi Ty 1é Ty 1€ Ty 1€
SO nguoi lam viée dung 200 | 88,89 | 226 | 90,76 | 248 | 9254

chuyé&n mon

S0 nguoilamvieekhong | o5 | 4949 | 23| 924 | 20 | 7.6
ding chuyén mon

Tong s6 nhan lyuc 225 243 249 243 268 243

(Nguon: Phong té chirc — nhdn si)
+ Nhan xét:

Theo ddi qua bang sd liéu ta co thé thay viée sir dung ngudn nhan luc
lam viéc ding chuyén moén kha hiéu qua. S6 lao dong cua cong ty lam viéc
dung chuyén moén tai cong ty kha cao. Nam 2013 trong tong s6 lao dong
toan don vi thi ¢6 200 lao dong lam viéc dung chuyén mon, tuong duong véi
88,89%. Nam 2014 c6 226 lao dong lam vi¢c dung chuyén mon, tuong ung
v6i 90,76%. Nam 2015 trong tong sb lao dong toan don vi thi c6 268 lao
dong lam viéc dung chuyén mon, tuong duong voi 92,54%.

Song song v&i tinh hinh gia ting s6 lugng lao dong lam viéc trong
cong ty dung chuyén mon thi sb lao dong lam viéc khong dung chuyén méon
c6 xu hudng giam xudng twong tmg véi cac nam giai doan 2013-2015 I3
11,11%, 9,24% va 7,46%.

Véi nhitng sb liéu trén ta thiy cong tac b tri nhan su, sir dung nhan
luc tai cong ty TNHH Nhat Linh Mong Cai da duoc trién khai co hiéu qua.
Gia tang s6 lugng nhan luc lam viéc ding chuyén mén.

2.3.4. Dao tao va phdt trién nhén luc tai cong ty
2.3.4.1. Xdc dinh nhu cdu dao tao tai cong ty
Cong ty TNHH Nhat Linh Mong Cai tién hanh xac dinh nhu cau dao

tao va phat trién nhan sy trén co so:
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- Phiéu mé ta cong viéc, ban phan cong nhiém vu, két qua hoan thanh
cong viéc.

- Bé xuét ddo tao cua ngudi quan 1y.

- Pon xin di hoc cua ca nhan.

- Quy dinh chirc ning quyén han.

- Nhitng ngudi méi duoc tuyén dung hodc bd nhiém

Muc dich dao tao:

- Cap nhat cac kién thire 1am viéc.

- Trang bi nhiing k¥ nang can thiét, nang cao ning lyc lam viéc cho
nguoil lao dong.

- Pao tao cho cac can bo quan 1y, Ky thuat vién, cac nhan vién kinh
doanh, huéng dan vién...

- Thyc trang lam vi¢c tai cong ty trong nam.

Trén co sé d6 trudng cac phong ban va thu truong don vi 1ap nhu cau
dao tao giri vé& phong td chirc — nhan sy vao thang 11 hang nim. Sau d6
phong t6 chirc — nhan sy s& tién hanh 1ap ké hoach dao tao duogc lap ra 1 nim
1 1an vao thang 12 gdm cac yéu cau sau:

- Trinh d6 can dao tao.

- Thoi gian bat dau va két thiic dao tao.

- Kinh phi dao tao: Hang nam dugc té)ng hop tai ké hoach tai chinh
duoc duyét dau nam.

- Péi tuong dao tao: Lao dong truc tiép, lao dong gian tiép va dao tao
nguoi quan 1y.

- S6 luong nhan vién duoc dao tao, ddo tao nhitng 16p nao.

- Phuong phap dao tao

Co s6 xéac dinh sb lugng dao tao 1a: Do yéu cau cla cong viéc va muc

dd chua dap ung yéu cau cua cong viéc cua cac ca nhan don vi trong cong
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ty. S6 lugng dao tao thudng dugc dua ra tir cac don vi chirc ning (cac phong
ban...). Do yéu cu cong viéc va muc do chua dap tng ctia mot s6 thanh
vién nén cong ty dua ra nhu cau vé sd luong, vé nodi dung, vé thoi gian dao
tao. Tuy theo diéu kién vé tai chinh cua cong ty, cling nhu yéu cau vé thoi
gian cla cac cong viéc ma Ban giam dbc va phong TC-NS s& phé chuan ra
quyét dinh vé sb luong, ndi dung va thoi gian dao tao.

Dao tao dai han thuong 1a phuc vu cho nhiém vu tuong lai, vi vay, néu
dao tao tap trung thi cong ty can cir nguoi thay thé, néu dao tao ban thoi gian
thi cong ty bo xung ngudi hd trg khi can bd vang mat di hoc.

Biang 2.17: Nhu cu dao tao cho nguoi lao dong tai cong ty TNHH

Nhat Linh Mong Cai giai doan 2013-2015

TT Chi tiéu bVT | 2013 2014 2015
1 | Ké& hoach dao tao Nguoi 265 296 332
2 | Thyc hién Nguoi | 249 285 325
3 | Ty 1é thuc hién so voi ké hoach % 93,96 | 96,28 | 97,89

(Nguon: Phong té chirc — nhdn si)
#+ Nhan xét:

Nam 2013, phong t6 chtc nhan suc téng hop nhu cau dao tao 1a 265
luot nguoi, trong khi thuc té dao tao chi 1a 249 nguoi, ty 1€ thuc hién so voi
ké hoach 13 93,96%. Nam 2014, phong t6 chitrc nhan suc tong hop nhu cau
dao tao 1a 296 lugt nguoi, trong khi thyuc té dao tao chi la 285 nguoi, ty 1¢
thuc hién so voi ké hoach 1a 96,28%. Nam 2015, phong t6 chtc nhan suc
tong hop nhu cau dao tao 1a 332 luot nguoi, trong khi thuc té dao tao chi la
325 nguoi, ty 1& thuc hién so vai ké hoach 14 97,89%, cho thay cong tac xac
dinh nhu cau chua tot doi hoi trong thoi gian t6i ban ldnh dao cong ty can

dau tu va chu trong hon ntra trong cong tac xac dinh nhu cau dao tao.
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Tir bang trén ta thiy ké hoach dao tao ctia Cong ty ludn cao hon sb
nguoi duoc thuc hién dao tao ching to khau xac dinh dao tao ctia cong ty
chua duge tdt 13 do céc nguyén nhan nhu: bi diéu dong nhan nhiém vu khac;
chua hoan thanh chi tiéu 1a do ngan sach cta cong ty dau tu cho viéc dao tao
chua thyc sy thoa dang, anh huéng dén ning suit lao dong cta cong ty; han
ché vé trinh d6 van hoa. ..
2.3.4.1. Xdc dinh nhu cdu dao tao tai cong ty
2.3.4.2. Noi dung va phwong phap dao tao tai cong ty

Hién tai ¢ cong ty dang ap dung 2 phuong phap dao tao:

- Dao tao bén trong: Do nguoi c6 thdm nién chi day cho nhan vién
méi. Khi cong viée thanh thao, cap quan 1y s& dong vién, théi thic nhan vién
lam viéc tot hon.

- Pao tao bén ngoai: Nhan vién kinh doanh va huéng dan vién duoc
hoc 16p “K§ niang mém trong kinh doanh”. Lép “K¥ niang huéng din du
lich” dugc danh cho huéng dan vién. Nhitng nhan vién cdc phong ban khac
duoc ctr di tham gia cac khoa hoc méi dé nang cao nghiép vu truong dai hoc
trong ca nudc nhu dao tao vé nang cao k¥ ning kinh doanh, k¥ thuat, ké toan
— tai chinh...

Biang 2.18: Co cAu dao tao nhén lwe tai cong ty 2013-2015

2013 2014 2015
Tiéu chi Ty 1€ Ty 1€ Ty 1€
SL %) SL %) SL %)
Quan ly 2 0,80 3 1,05 2 0,62
T chtrc - nhan sy 5 2,01 5 1,75 6 1,85
K& toan - tai chinh 2 0,80 4 1 3 1
Kinh doanh 16 6,43 22 7,72 19 6
Marketing 16 6,43 14 4,91 15 4,62
Ké hoach - nghiépvu | 187 | 7510 |215| 7544 | 257 | 79,08
Diéu hanh tour 9 4 9 3 9 2,77
K¥ thuat 6 2,41 7 2,46 8 2,46
Giam séat 6 2,41 6 2,11 6 1,85
Tong s6 nhén luc 249 100 285 100 325 100

(Nguon: Phong t6 chirc — nhdn su)
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4+ Nhan xét:

Trong nhimng nim gan day, sé lugng nhan vién tham gia cac ndi dung
dao tao ndy tang l1én.Trong d6 ddo tao vé tay nghé ché bién cho cdng nhan
duoc chu trong hon cac nodi dung khic, ngoai ra phong chdng chay nd, bao
vé an toan ngudi lao dong ciing dugce cong ty rat quan tim. Nam 2013, tong
s6 249 luot thi c6 tdi 187 luot tham gia dao tao vé ché bién twong duong
75,10%. Nam 2014 1a 75,44% va nam 2015 1a 79,08%. Nhin ty 1¢ trén cho
thay cong ty dang quan tdm vé cdng tac ké hoach va nghiép vu du lich. Tuy
nhién chat lugng & bén trong chua cao, chua phap huy duoc tinh sang tao
ctia nhan vién. Céc 16p hoc ning cao cé gido vién giang day tot khong nhiéu
va khong thuong xuyén...

Bang 2.19: Phwong phap dao tao nhan luec tai cong ty 2013-2015

2013 2014 2015

Tiéu chi o 1A . 1A -

Ty 1€ Ty 1€ Ty 1€

SL (%) SL (%) SL (%)

Do tao o cac truong 16p 9 | 361 |12 | 421 | 13| 400

chinh quy

bao tao qua cac bai giang,

hoi thao, trao doi kinh 209 | 83,94 |233| 81,75 | 263 | 80,92

nghiém, dao tao ndi bd

HO trg tir cac cong tac dao

. X 31 12,45 40 14,04 49 15,08
tao, hudng dan kem cap

Tong sO lugt nhan vién dao

249 100 285 100 325 100
tao

(Nguon: Phong té chirc — nhdn si)

+ Nhan xét:
Cong tac dao tao nhan lyc trong giai doan nay pho bién 1a dao tao qua
cac bai giang, hoi thdo, trao doi kinh nghiém, dao tao ndi bg. Nam 2013

trong tong sé 249 lugt dio tao c6 dén 209 luot, tuong duong voi 83,94%
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tham gia phuong phap nay. Sang nam 2014, ty 1é nay la 81,75% va nam
2015 ty 1é nay 1a 80,92%. Phuong phap di dao tao tao cac truong 16p chinh
quy ciing dugc ban 1anh dao cdng ty chu trong, tuy nhién sé lugng tham gia
khong nhiéu va d6i tugng tham gia chu yéu 1 can bd lanh dao va can bo chu
chét cua cong ty. Nam 2013 c6 9 luot tham gia phuong phap dao tao nay,
nam 2014 la 12 Iuot, nam 2015 1a 13 Iuot. Phuong phap dao tao tai cac
truong chinh quy 1a phuong phap dau tu kha nhiéu thoi gian ciing nhu chi
phi nén chi cho bo méy lanh dao cong ty 1a diéu hop ly. Phuong phap dao
tao kém cdp hudng dan céng viéc cling chiém mot ty 1¢ nhat dinh va ting
dan theo cac nam. Nam 2013 1a 12,45%, nam 2014 1a 14,04% va nam 2015
la 15,08%.
2.3.4.3. Chi phi dao tgo tai cOng ty

Chi phi dao tao ctuia cong ty dugc trich tir doanh thu hoat dong san

xuét kinh doanh cta DN va duoc x4y dung quy dao tao theo ké hoach dao

tao.
Bang 2.20: Tong hop chi phi dao tao tai cong ty 2013-2015
TT Chi tiéu PVT 2013 | 2014 | 2015
1 | Chi phi dao tao theo ké hoach | Triéu déng 295 315 330
2 | Chi phi dao tao thuc té Triéu dong | 328 335 345
3 ggafhth‘-"’c hi¢n so voi ke % 111,19 | 106,35 | 104,55

+ Nhan xét:

(Nguon: Phong té chirc — nhdn si)

Chi phi dao tao cOng ty tang 1&én nhanh chong. Nam 2013 chi phi nay
1a 328 triéu dong, nam 2014 chi phi nay 1a 335 triéu dong, ndam 2015 ting
1én 345 triéu dong. Chinh sach ddo tao ngudi lao dong chu yéu 1a chi phi cho

nguoi lao dong tham gia cac hinh thic dao tao, tao diéu kién dé nguoi lao
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dong ning cao trinh do chuyén mon, nghiép vu gbp phan nang cao hiéu qua
cong viéc.

Qua bang trén ta thiy chi phi dao tao thuc t& hang nim cua cbng ty cao
hon chi phi dao tao du kién cua cdng ty, chimg to khau xéac dinh chi phi do tao
cta cbng ty chua duoc tt vi chi phi dao tao thuc té ludn vuot qua chi phi theo
ké hoach, tuy nhién vugt mic ndy dang giam dan trong giai doan 2013-2015
cho thdy nhitng chuyén bién tich cwc. Nam 2013, phong to chirc hanh chinh
tong hop chi phi dao tao 13 295 triéu dong, trong khi thuc té lai 12 328 triéu
dong, ty 1é thuc hién so véi ké hoach 1a 111,19%. Nam 2014 ty 1& nay la
106,35%. Sang nam 2015 ty 1€ nay dat 104,55% vuot ké hoach 4,55%.
2.3.4.4 Két qua ddo tao tai cong ty TNHH Nhdt Linh Mong Cdi

Trong 3 nam vira qua 2013-2015, cong ty TNHH Nhat Linh Mong Cai
da coi con nguoi 1 tai san quy gia cho nén dé nhan vién lam viéc tot, cong
ty da chu y dén viéc dao tao, phat trién.

a. Mat dat dwoc:

- Quan tdm dén cdng tac dao tao nhan vién moi, dong thoi cling giup
cho nhan vién cili nang cao nghiép vu va chuyén mon.

- Pao tao cho tat ca moi ngudi trong cdng ty tir nhan vién dén cap
quan ly.

b. Mdt han ché:

- Chét luong dao tao bén trong chwa cao, chua phat huy duoc tinh
sang tao cua nhan vién.

- Cac 16p hoc nang cao, co gido vién giang day chat luong tot khong
nhiéu va khong thuong xuyén. Tinh tir nam 2013- 2015, ban giam déc chi
m&i phé duyét duge 3 16p dao tao cd quy mé va chét luong.

- Cong ty chua c6 phong ddy du trang thiét bi phuc vu dao tao nhu 16p

hoc, ban ghé, may chiéu.....

HV: V6 Quang Minh 66 Lép: MBOI — Khoa 1



Ludn vdin cao hoc QTKD Trwong DHDL Hai Phong

2.3.5. Chinh sdch dai ng¢ tai cOng ty
2.3.5.1. Tién lwong tai cong ty

a. Nguyén tic phdn phoi lirong

Pbi véi can bo cdng nhan vién l1am coéng viéc khong phu thude vao
doanh thu thi céng ty tra luong theo mirc lwong ¢b dinh bao gdm: B6 phan
bao vé, 14i xe con, nhan vién niu an.

Cac chtrc danh tir pho phong tré 1€n, cong ty thuc hién khoan mirc
lrong dam bao cung mot chirc danh cong viéc thi huong cong nhu nhau.

Truong hop phong ban, by phan khong hoan thanh nhiém vy trong
thang hodc vi pham ndi quy lao dong cua cong ty thi tong giam ddc cong ty
phat giam trir vao quy luong tir 5-10% cua phong ban bd phan do.

b. Phuwong phap tinh

- Tién luong thoi gian ctia mot CBCNV

Tién luong Luong cap bac, chirc vu
thoigianl = X Ngay luong nghi
CBNV Ngay congché @6 ( 26 cong)

Phuy cép an trua trong thang = 1.000.000 &
Téng lwong = Luong thoi gian + Tién phu cap trach nhiém + Tién 4n trua
Cac khoan trich theo luong:
+ BHXH (8%)
+ BHYT (1,5%)
+ BHTN (1%)
Luong thuc nhan = Tong luong — Céc khoan trich theo lwong
- Phu cép trach nhiém
Tong giam ddc, 1anh dao quan 1y: Huong hé s6 0,5 so véi muc luong
t6i thiéu chung.
Nhan vién: Hudng hé s6 0,1 ;0,2 ;0,3 so v&i mirc luong tdi thiéu

chung tuy vao vi tri va s6 nadm cong tac.
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Bang 2.21: Thanh toan tién lwrong Phong t6 chirc — nhén sw thang 7/2015

Cong ty TNHH Nhat Linh Moéng Cai CONG HOA XA HOI CHU NGHIA VIET NAM
Poc 1ap — Tw do — Hanh phic

BANG THANH TOAN TIEN LUONG
Phong: T6 chirc — nhan sy

Thang 7 nam 2015

DVT:
VND
Tién lwong va thu nhip nhén dwgc Cac khoan phai nop
STT| Hovatén |Chircvu lI:Ir i:; Luwong thye té Tién lwong L i i i i Téng nhan
— , PCTN Tién an Tong cong | BHXH(8%) BHYT(1,5%)| BHTN(1%) | Tong cing
Ngay cong| Mirc luong

1 |HoVanCong  [TP.TCHJ 4.99 26 5,738,500 | 2,869,250 | 1,000,000 | 9,607,750 459,080 86,078 57,385 602,543 | 9,005,208
2 |Cao Thi Ha NV 3.58 26 4,117,000 | 1,235,100 | 1,000,000 | 6,352,100 329,360 61,755 41,170 432,285 | 5,919,815
3 |Nguyén Anh Tudn| NV 2.96 26 3,404,000 | 1,021,200 | 1,000,000 | 5,425,200 272,320 51,060 34,040 357,420 | 5,067,780
4 |Pham Viét Vinh NV 2.65 26 3,047,500 914,250 | 1,000,000 | 4,961,750 243,800 45,713 30,475 319,988 | 4,641,763
5 |Tran Thu Phuong | NV 2.34 26 2,691,000 807,300 | 1,000,000 | 4,498,300 215,280 40,365 26,910 282,555 | 4,215,745
Tong cong 18,998,000 | 6,847,100 | 5,000,000 | 30,845,100 | 1,519,840 284,970 189,980 | 1,994,790 | 28,850,310

(Nguon: Phong t6 chirc — nhdn su)
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Bang 2.22: Thanh toan tién lwong Phong kinh doanh thang 7/2015

Cong ty TNHH Nhat Linh Moéng Cai

CONG HOA XA HOI CHU NGHIA VIET NAM

DPoc 1ap — Ty do — Hanh phic

BANG THANH TOAN TIEN LUONG
Phong: Kinh doanh
Thang 7nam 2016

DVT: VND
Tién lwong va thu nhap nhan dwoc Cac khoan phai nop
STT Ho va tén Chirc vu lI;Il_ ?"slo Luwong thye t¢ Tién lwon Tién lwong | . Téng congThué TNCN| Tong nhin
g N € | hoa hong | Tién dn | Tong cdng BHXH(8%)BHYT(1,5%)BHTN(1%)
Ngay , PCTN .
N Mirc lwong dich vu
cong SR
1 [Tran Van Huy TP.KD | 440 | 26 |5,060,000 | 2,530,000 | 59,340,000 [1,000,000{67,930,000| 404,800 75,900 50,600 531,300 | 7,784,675 | 59,614,025
2 |HO Thi Kim Ngan PP.KD | 383 | 26 |4,404,500| 1,761,800 | 16,200,000 {1,000,000(23,366,300| 352,360 66,068 44,045 | 462,473 - 22,903,828
3 [bang Qudc Long NVKD |3.74 | 26 |4,301,000 | 1,290,300 4,050,000 [1,000,000{10,641,300| 344,080 64,515 43,010 | 451,605 - 10,189,695
4 |Nguyén Thu Thao NVKD | 3.74| 26 |4,301,000 | 1,290,300 6,735,000 (1,000,000/13,326,300| 344,080 64,515 43,010 | 451,605 - 12,874,695
5 |Lé Thi Phuong NVKD |3.74 | 26 |4,301,000 | 1,290,300 3,037,500 [1,000,000( 9,628,800 | 344,080 64,515 43,010 | 451,605 - 9,177,195
6 [Nguyén Viét Ha NVKD | 3.19 26 | 3,668,500 | 1,100,550 6,480,000 [1,000,000/12,249,050| 293,480 55,028 36,685 385,193 - 11,863,858
7 [Nguyén ThuHong | NVKD | 3.19 26 | 3,668,500 | 1,100,550 2,430,000 {1,000,000| 8,199,050 | 293,480 55,028 36,685 385,193 - 7,813,858
8 [Pham Hoang Thai NVKD |2.83 | 26 | 3,254,500 976,350 37,065,000 (1,000,000(42,295,850| 260,360 48,818 32,545 341,723 | 4,150,286 | 37,803,842
9 [Bui Canh Van NVKD | 2.71 26 | 3,116,500 934,950 13,470,000 [1,000,000| 18,521,450 | 249,320 46,748 31,165 327,233 - 18,194,218
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10 [Vuong Van Dat NVKD | 2.59 26 2,978,500 893,550 10,125,000 [1,000,000| 14,997,050 | 238,280 44,678 29,785 312,743 - 14,684,308
11 Pang Thi Xanh NVKD | 2.59 26 2,978,500 893,550 40,410,000 [1,000,000/45,282,050| 238,280 44,678 29,785 312,743 | 4,795,552 | 40,173,756
12 Nguyén Minh Ta NVKD | 2.59 26 2,978,500 893,550 2,430,000 {1,000,000| 7,302,050 | 238,280 44,678 29,785 312,743 - 6,989,308
13 [Bui Thi Thanh Tam | NVKD | 2.34 26 2,691,000 807,300 3,037,500 1,000,000 7,535,800 | 215,280 40,365 26,910 282,555 - 7,253,245
14 |Lé buc Tung NVKD | 2.34 26 2,691,000 807,300 28,314,000 [1,000,000|32,812,300| 215,280 40,365 26,910 282,555 | 1,697,272 | 30,832,473
15 [Pham Van Tuyén NVKD | 2.34 26 2,691,000 807,300 10,102,500 {1,000,000| 14,600,800 | 215,280 40,365 26,910 282,555 - 14,318,245
16 Nguyén Quang Anh | NVKD | 2.34 26 2,691,000 807,300 6,735,000 [1,000,000/11,233,300| 215,280 40,365 26,910 282,555 - 10,950,745
17 [Tran Thi Thu Hang | NVKD | 2.34 26 2,691,000 807,300 3,037,500 (1,000,000 7,535,800 | 215,280 40,365 26,910 282,555 - 7,253,245
18 [Lé Thi Phuong Hong | NVKD | 2.34 26 2,691,000 807,300 6,735,000 (1,000,000/11,233,300| 215,280 40,365 26,910 282,555 - 10,950,745
19 [Tran Phudc Luén NVKD | 2.34 26 2,691,000 807,300 26,289,000 (1,000,000|30,787,300| 215,280 40,365 26,910 282,555 | 1,933,522 | 28,571,223
20 [Nguyén Pinh Hung | NVKD | 2.31 26 2,656,500 796,950 20,205,000 [1,000,000| 24,658,450 | 212,520 39,848 26,565 278,933 | 1,017,843 | 23,361,675
21 [Tran Duy Khanh NVKD | 1.80 26 2,070,000 621,000 2,025,000 (1,000,000 5,716,000 | 165,600 31,050 20,700 217,350 - 5,498,650
22 ;};n Neuyén Thanh |\ | 180 | 26 |2070,000| 621,000 | 1,012,500 1,000,000 4,703,500 | 165,600 31,050 20,700 | 217,350 - 4,486,150

Téng cong 53,084,000 17,377,650 |243,226,500(5,000,000[124,892,700| 5,651,560 | 1,059,668 706,445 |7,417,673 | 21,379,149 (395,758,979

quy dinh cta phap luat.

(Nguon: Phong Keé toan — Tai chinh)

(*)Mot sd phong ban lam viéc tryc t1ep vO1 khach hang (Phong kinh doanh, phong marketlng, phong ke hoach — nghiép Vu) Nhén vién dugc huong
lwong chinh theo hop dong lao dong ky két, cac muc luong theo hop dong s& 1a cin ctr dé cong ty tinh khoan tién dong Bao hiém x4 hoi, Bao hiém y té theo

Nhan vién dugc huong luong theo mot trong nhﬁ’ng quy dinh sau:
Luong + Thuong (Hoa hong) can cr vao doanh so ban hang
Nhan vién duoc tinh lwvong ké tir ngay dugc cong bd ky két hop dong véi khach hang.
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Bang 2.23: Thu nhap binh quan ctia ngwoi lao dong tai cong ty
giai doan nadm 2013-2015

TT Nam bVT Thu nhap binh quan Ty 1€ (%)
1 2013 Triéu dong 7,12 100
2 2014 Triéu dong 7,84 110,11
3 2015 Triéu dong 7,95 101,4

(Nguon: Phong t6 chikc — nhén si)

4+ Nhan xét:

Mirc thu nhap binh quan dau ngudi cia CBCNV tai céng ty TNHH
Nhat Linh Mong Cai kha cao trong giai doan nay. Theo d6 nam 2013 thu
nhap binh quan cia CBCNV dat 7,12 triéu dong/ngudi/thang. Nam 2014
tang 1én 7,84 triéu dong/ ngudi/ thang ting 10,11%. Ning 2015 ting 7,75
triéu dong/ nguoi thang/nam chi tang 1,4% do thi trudng du lich canh tranh
gay git. Piéu nay ching té ban lanh dao quan tim dén doi song cia ngudi
lao dong.Nhu vy theo nhu két qua phan tich ta thdy viéc dam bao tién
lwong cho ngudi lao dong cong ty thuc hién tot.
2.3.5.2. Ché d¢ ddi ngé tai cdng ty TNHH Nhdt Linh Mong Cdi

Ché d6 bao hiém xi hoi, bao hiém y té, bao hiém that nghiép va céc
khoan phu cap déu dugc dong nop day du.

Hang niam, cong ty to chirc cho nguoi lao dong di thim quan, du lich
nghi dudng nham tao stc lao dong. Nam 2013 s lao dong tham gia 1a 115
nguoi, mic chi phi 1a 1.250.000 déng/ ngudi, naim 2014 sé luong ngudi
tham gia 1a 130 nguoi, mic chi phi mdi nguoi 1a 1.500.000 dong/ ngudi.

Modi nim lao dong duoc nghi 12 ngdy phép nhung van dugc huéng
lwong, sé lao dong khong nghi phép van dugc cong ty thanh toan bang tién.

Sinh nhat nguoi lao dong dugc cong ty ting 1 phan qua tri gia

200.000 dong nham khuyén khich dong vién nguoi lao dong.
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Nhan vién c6 thanh tich t6t vao mdi thang s& duoc thuong ndng
2.000.000 VNP vao cudi thang do.

Ngudn hinh thanh quy khen thuong cta cong ty duoc trich tir nhiéu
ngudn: Mot phan tir quy luong, trich mot phan loi nhuén tir viéc gia ting
nang suat lao dong...

Bang 2.24: S6 lao dong khen thwéng tai cong ty 2013-2015

TT Chi tiéu PVT 2013 | 2014 | 2015
1 | Tong s6 ngudi duge khen thudng Nguoi 83 98 | 110
2 | Canbd quan ly Nguoi 16 19 22
3 | Nhan vién cac phong don vi Nguoi 67 79 88
4 | Tong gié tri khen thuong Triéu dong | 90,6 | 118,2 | 133,5

(Nguon: Phong t6 chirc — nhén si)

+ Nhin xét:

Toéng s6 lao dong khen thudng cta cong ty ting 1én qua cic nim
twong ddi cao. Nam 2013, toan cdng ty co 83 lao dong dugc khen thuong,
nam 2014 c6 98 nguoi dugc khen thuong va nam 2015 tang Ién 110 lao
dong duoc khen thuong. Piéu nay chimg to phong chao thi dau giira cac bd
phén, ca nhan trong cong ty dugc lanh dao quan tam dting mic.

Xét vé sb luong duge khen thudng thi lao dong & cap quan 1y chiém ty
1€ thép hon. Nam 2013, téng sb6 83 lao dong dugc khen thudng thi bé phan
quan 1y chiém 16 nguoi, chiém ty 18 19,28% va ty 1¢ nay nam 2014 13
19,39% va nam 2015 1a 20%.

Chi phi cho cong tac thi dua khen thudng hang nam cling tang Ién.
Nam 2013 tong gia tri khen thuéng 13 90,6 triéu dong, nam 2014 dat 1182

triéu dong va nam 2015 ting 1én 133,5 triéu dong.
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2.3.6. Cdc yéu to anh hwéng dén cong tdc qudn tri nhin lwc
2.3.6.1. Anh huéng ciia cdac yéu to bén trong tai cong ty

Viéc phan tich moi trudng ndi bd doanh nghiép 1a co s& can thiét cho
doanh nghiép xay dung nhirng chién luoc téi wu dé tan dung co hoi va déi
phé Véi nhitng nguy co tir bén ngoai anh hudng dén nhitng hoat dong san
xuat kinh doanh, céc yéu t6 chil yéu bén trong ctia doanh nghiép bao gdm:

- St mang, muyc ti€u: Moi cr?ip quan tri déu phai hiéu rd muc tiéu cta
cong ty minh. Trong thuc té mdi bd phan phong ban déu phai muc tiéu cta
bd phan minh. Muyc tiéu cia ¢éng ty 1a mot yéu té moi truong bén trong anh
hudéng dén bd phan chuyén mon nhu san xuét, kinh doanh, tai chinh, quan tri
nguén nhan lyc. Muc tiéu ciia phong kinh doanh 1a doanh s6 ban hang,
nhitng tour du lich chat luong mang lai sy hai 1ong nhat cho khach hang. Do
d6 mdi bo phan chuyén mon nay phai dua vao dinh huéng muc tiéu cua toan
cong ty dé dé ra muc tiéu cho bd phan minh.

- Chién lugc phat trién kinh doanh: C6 tac dung dinh hudng cho chién
lugc phat trién ngué)n nhan luc, tao ra dugc ddi ngli quan ly, chuyén gia,
hudng din vién c6 kinh nghiém va phat huy hét tai ning cua ho, co co hoi
dugc thang tién, ché do tra cong va dai ngd khuyén khich 1am viéc voi ning
sudt cao. Trong thoi gian toi ¢ong ty c6 ¥ dinh md rong thi phan & céc tinh
mién Bic va day manh xuat khau, diéu d6 co ¥ nghia cong ty phai phat trién
va nang cao trinh d§ chuyén mon, nghiép vu cac bo phan.

- Van hoa doanh nghiép: O ¢ong ty c6 bau khong khi van hoa doanh
nghiép cdi md cip trén va cdp dudi tin tudng 1an nhau, truyén théng mo
rong va cong nhan duoc khuyén khich dé ra sang kién va giai quyét cac van
dé. Hang nim ung hd xay dung céac truong hoc, cac nha tinh thuong, tinh
nghia, khuyén hoc, cham lo cudc séng cua cac ba me anh hung liét si, nhiing

nguoi c6 cdng véi cach mang, nan nhan chat doc da cam...Vin phong cong
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ty dugc trang bi dﬁy du tién nghi ddm bdo moi trudong lam viée thuan lgi cho
nguoi lao dong, ludn cho nhan vién biét cac ché d6 va ndi quy — quy ché,
van ban ban hanh thong qua bang thong tin dugc dat dudi xi nghiép va
phong ban. Cac ndi dung ctua bo luat lao dong hién hanh duogc thuc hién
nghiém tac thong qua: Hop dong lao dong, an toan lao dong, van dé lao
dong nit, BHXH-BHYT, trg cap that nghiép...

- Co cau t6 chire: Cach sip xép bo may cta cong ty 4p dung mé hinh
tryc tuyén chirc ning, cic quyét dinh quan trong déu dugc hinh thanh ¢ cap
cao nhat va thuc thi & cép thép hon, nhim tao su théng nhat trong doi ngli
nhan vién, cdc mdi quan hé, cac ludng thong tin gitta cac cbng viéc, cac cap
duoc phat huy, ting ning suat trong cdng viéc. Xac dinh cac chtc ning
nhiém vu, quyén han giita con ngudi dam bao cong viéc 1 yéu to quan trong
dat két qua kinh doanh ctia cong ty.
2.3.6.2. Anh hudng cia cdc yéu té bén ngodi

- Béi canh kinh t&: Nam 2015 dién ra v&i nhimg béi canh kinh té thi
truong bat on, kinh té thé giudi phai d6i mat v6i nhimg rui ro 16n nhan té
kho luong. Bén canh nhiing yéu té thuan loi voi viée kinh té bat dau phuc
hdi, du lich nhan duoc su quan tam hon cua lanh dao Pang va Nha nudc
cling nhu cua toan xa hoi, nhiéu bién cb khach quan da tac dong manh toi
hoat dong du lich. Dich bénh Ebola chua hoan toan dugc kiém soat, tai nan
hang khong lién tiép xay ra, bao luc, xung dot daAm mau x4y ra tali mot sb
quéc gia gay nén tam ly e ngai di du lich... Pac bi¢t 1a hé qua cua vigc
Trung Qudc ha dat gian khoan trai phép trong ving bién ctia Viét Nam, gdy
giam sat dot ngdt vé khach qudc té tir mot s thi trudng dén nay van chua
phuc hoi. Nhiing yéu t6 d6 da lam bién dong manh vé co ciu thi truong va

lugng khach, dich vu cung Uing va bd tri nhan lyc cta cac doanh nghiép du
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lich, anh hudng té1 hiéu qua dAu tu cta toan x3 hdi cho du lich.... Do dé thu
nhap va doi sdng tinh than cia CBCNV bi sut giam.

- Dan s6 luc luong lao dong: Viét Nam 1a qubc gia c6 luc luong lao
dong tré va 1a ngudn cung cip ddi dao cho cac cong ty. Tuy nhién ngudn lao
dong chua that su chét luong. Hi¢n nay Viét Nam chi c6 18% lao dong qua
dao tao, thém vao d6 1a co cau trinh do bat hop 1y. Ca nudc chi ¢ 900 ngan
cong nhan ché bién dao tao lanh nghé, trong d6 chi c6 8% cbng nhan ché
bién lanh nghé bac cao. Piéu nay anh hudng dén ning suét, chit luong, kha
ning sang tao vao d6i moi ciia nguoi lao dong trong doanh nghiép.

- Chinh sach phéap luat: Luat phap anh huong rat 1on dén cong tac
quan tri nhan luc. O Viét Nam, luat Lao dong dugc ban hanh, nham chi phéi
moi quan hé lao dong trong tit ca cac doanh nghiép nha nudc va cac hinh
thurc s¢ hitu khac.

- Vin hoa — x4 hoi: Pic thu van hoa — xa hdi ctia moéi nude, mdi ving
cling anh hudng khong nho dén quan tri nhan luc dén qua trinh san xuat va
tiéu thu san phﬁm dich vu... Vi vay tho6i quen ctia nguoi dan khu vuc Bic bod
da dung quen su dung cic san pham & vung sinh song ciing lam anh hudng
dén su phat trién cua cdng ty. Pay ciing chinh 1a thach thtc 16n trong chién
lugc kinh doanh ctia cOng ty trong thoi gian toi.

- Khoa hoc — K¥ thuat: Khoa hoc k¥ thuat ngay cang phat trién manh
mé, tao diéu kién cho cdng ty dau tu trang thiét bi hién dai va ciing tao diéu
kién CBCNV duoc hoc hoi nhitng cdng nghé mai phat trién nghé nghiép cua
minh. Tao diéu kién nang cao trinh d§ chuyén mon, nghiép vu, cai tién cong
nghé.

- Khéach hang: Khéach hang ngay cang kho tinh hon trong viéc lua
chon san phém clia minh, viéc 1am théa man nhu ciu cua khach hang luén

duoc cdng ty quan tdm, trong thoi gian toi cong ty tiép tuc thuc hién chinh
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sach wu dii voi khach hang, khi mua san pham sé& dugc: Chiét khau, khuyén
mai, cling nhu hoan thién cdng tac hau mai cho cac san pham cua cong ty.

- Péi thl canh tranh: Hién nay thi truong cong ty tip trung & tam giac
kinh té phia Bac. Cong ty phai canh tranh gay git tir cac ddi thi canh tranh:
Cong ty C6 phan Du lich va Dich vu Hong Gai, Cong ty C6 phan Du lich Ha
Long, Cong ty TNHH MTYV Du lich Dich vu Hitru Nghi, Cong ty CP Du lich
va DV Mong Cai Quang Ninh, Cong ty C6 phan DL va TM Entity, Cong ty
C6 phan Du lich Lé & Nguyén Travel...

2.4. Panh gia chung vé thwc trang quan tri nguon nhan luc tai cong ty
TNHH Nhat Linh Méng Cai.
2.4.1. Mat dat dwoc

Cong tac hoach dinh nguén nhan luyc cua cong ty: Puoc to chirc mot
cach tuong dbi khoa hoc, bai ban va ngdy cang duoc hoan thién hon, luén
nhan dugc sy quan tdm ding muc cua ban lanh dao cong ty

Cong tac tuyén dung ctia cong ty: Pugc thyc hién mot cach bai ban
theo hudng tuyén chon nhitng lao dong co trinh do chuyén mon va tay nghé
cao dap ng yéu cau hién dai hoa ddy chuyén san xuét va cong tac nghién ciru
ché tao ra san pham méi.

Cong tac dao tao va phat trién ngudn nhan lyc: Puoc tién hanh theo ké
hoach hang nam, véi nhiéu hinh thic dao tao da dap ung dugc nhu cau hoc
tap va phat trién ctia can bo cong nhan vién trong cong ty. Dic biét hinh thirc
dao tao ndi by ngay cang dugc hoan thién, giip cong ty gidm dugc chi phi
dao tao dong thoi gitp cac hoc vién co diéu kién tiép xtc thuc té dé nang cao
tay nghé.

Cong tac tién luong va ché do dai ngd: da thuc su phat huy vai tro 1a

don bay kinh té khuyén khich ngudi lao dong 1am viée ¢ hiéu qua va yén tim
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cong tac, ddy 1a mot trong nhitng mit manh ma cong ty can duy tri va phat
huy hon nira.
2.4.2. Mt ton tai

B0 méy quan 1y va co cdu t chirc tuy da dugc sap xép lai twong ddi on
dinh va phu hop véi diéu kién hién tai cua cong ty va co ché thi truong,
nhung van chua thyuc su phat huy duoc day du vai tro tham muu cho lanh dao
cong ty trong viéc tim hiéu viéc 1am, diéu hanh quan 1y, dinh hudng phat trién
san xuat kinh doanh.

Cong tac tuyén dung ctia cong ty: Thong tin, quy trinh tuyén dung du
dugc thong bao rong rai, cong khai minh bach nhung van con ton tai nhiéu bt
cap riéng. Trong quy trinh nay ciia cong ty chat luong lao dong con han ché
do ngudn lao dong wu tién con em ciia CBCNV trong cong ty nén kho xéc
dinh chinh x4c trinh d¢ ndng luc chuyén mon cua nguoi d6 c6 phu hop voi
yéu cau cong viéc hay khong. Bén canh d6 cong ty chua tan dung cac ngudn
g vién bén ngoai d6i véi vi tri quan 1y cong ty ma chi ap dung hinh thic
thuyén chuyén nhan vién quan 1y cp cao tir phong ban nay sang phong ban
khac.

Cong tac dao tao va phat trién ngudn nhan lyc: Cong tac xac dinh nhu
cau ddo tao chua t6t. Chat luong dio tao ¢ bén trong chua cao, chua phap huy
dugc tinh sang tao cuia nhan vién. Cac 16p hoc nidng cao c6d gido vién giang
day t6t khong nhiéu va khong thuong xuyén,cong ty chua c6 phong diy du
trang thiét bi phuc vu dao tao nhu 16p hoc, ban ghé, may chiéu.....

Cong tac tién lwong va ché do dai ngd: Hinh thuc tra lwong cua cong ty

chua phat huy dugc hiéu qua lao dong.
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KET LUAN CHUONG 2

Dua vao céac sb liéu do phong T chirc — nhén su cong ty dua ra, trong
chuong II luan vin di phén tich thuc trang vé ngudn nhén lyc ciing nhu
cong tac quan tri nhan lyc tai cong ty TNHH Nhat Linh Mong Cai. Luan
van da chi ra duoc nhitng két qua dat dugc trong qua trinh quan tri nhan lyuc
cua cong ty. Bén canh do, luan van con chi ra nhiing han ché con ton tai tur
d6 dinh hudng phuong hudng dé phat trién. Mat khac trong chuong nay da
phan tich dugc uu nhugce diém cua vin dé dua ra nhitng co hoi thach thuc
cho cong ty trong viéc quan tri ngudn nhan luc. Pong thoi day ciing 1a nén

tang dé tac gia tiép tuc phat trién chuong III ciia luan van.
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CHUONG 3:
CAC GIAI PHAP HOAN THIEN CONG TAC QUAN TRI
NHAN LUC TAI CONG TY TNHH NHAT LINH MONG CAI

3.1. Pinh hwéng phat trién cong ty giai doan 2016-2020

C6 thé ndi nam 2015 1a mot ndm hoat dong san xuét kinh doanh cua
cong ty khong miy kha quan, tuy nhién cong ty da dat duoc nhimg két qua
dang ké. Can cr vao két qua da dat duoc trong nhitng niam trude d6 va nhu
cau thi trudong ma cong ty dé ra ké hoach san xuat kinh doanh 2016-2020.
Khi ké hoach dugc thong qua, Ban ldnh dao cung toan thé CBCNV trong

cong ty s& nd luc, cb ging quyét tim dé hoan thanh ké hoach dit ra.
Céc chi tiéu ké hoach 5 ndm 2016-2020

+ Téng luot khach chon dich vu tai cong ty: Tbc d6 tang truéng binh
quan trong 5 ndm (2016-2020) 1a 5%/nam.

+ Pam bao kinh doanh c6 hi¢u qua va tang truong loi nhuan trudc

thué trung binh 10%/nam.

+ Phat trién, mo rong quy md kinh doanh, cac chi nhanh tryc thudc va

thi truong: Ti thiéu 2 chi nhanh. Phan ddu dén nim 2020 sé lwong xi

nghiép truc thudc la 4 chi nhanh.

Bang 3.1: Ké hoach san xuit, kinh doanh giai doan 2016-2020

Luot khach Ngudi | 125.250 | 135.500 | 144.500 | 153.000 | 165.000
Doanh thu thuan Ty dong | 310,25 325 331,5 335 | 341,75
Loi nhuan trudce thué | Ty dong 16,5 17 18,5 19,5 20,5
S lao dong cubi ky Nguoi 320 345 360 385 410
Sll_‘%nh@p binh quan Ttrhcgﬁgg/ 81 835 | 856 | 875 | 925

(Nguon: Phong kinh doanh)
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Cong ty xac dinh tiép tuc duy tri va phat huy thanh qua dat dugc trong
cic nam 2014, 2015 ddi voi cac mang kinh doanh chu luc, déng thoi tim
kiém co hoi phat trién thi truong hoat dong kinh doanh, dau tu co s& mdi ¢o
hiéu qua cao, v6i cac dinh huéng: Khong ngimg nang cao chét luong dich
vu tai cOng ty, dam bao hoat dong kinh doanh hi€u qua trén co sé nang cao
ning luc canh tranh, tiét giam chi phi, khong ngimg nang cao chat luong
dich vu va uy tin thuong hi¢éu TNHH Nhat Linh Mong Cai...Xay dung va
phat trién hé théng chudi dich vu du lich hién dai, gop phén nang cao hi¢u
qua hoat dong san xuét kinh doanh. Phat trién cic kénh ban hang: Khach
hang kénh chi nhanh, tong dai 1y, dai 1y...on dinh, uy tin nham gia ting san
lwong nham tin dung hiéu qua co s& vat chat hién co.

3.2. Dw b4o nhu cau nhan luc

Sau khi xac dinh dugc diém manh diém yéu, co hoi thach thirc trong
cong tac quan tri nhan lyc ctia cong ty TNHH Nhat Linh Mong Cai. Luan
van xin dua ra mot s6 du bao dé thuc hién muc tiéu phat trién cong ty.

3.2.1. Can cw dw bao

- Chién luoc phat trién giai doan 2016-2020.

- Du kién lao dong trong ky (ting, giam) theo céc Iy do.

- Chién luoc phat trién cta cong ty va chién luoc phat trién nhan lyc.

- Co chu bod phan gitra cac bd phan, gitta can by quan 1y va lao dong
truc tiép.

- Phan tich quan hé cung cdu ngudn nhan luc.

3.2.2. Dw bdo nhu cdu nhan lwc cong ty nhw sau
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Bang 3.2: Nhu céu lao dong cong ty trong 5 niim 2016-2020

Chi ticu Nam Nam Nam Nam Nam
2016 2017 2018 2019 2020

Thac sy kinh té 5 7 9 10 12
Cu nhan kinh té, ctr
nhan quan tri du lich va
Iit hér(llh, ¢t nhan quan 60 63 66 72 76
tr1 khach san
Lao dong, cong nhan c6
tr:mh do cao dr?mg, trung 212 219 220 226 232
cap, lao dong pho thong
Téng cong 277 289 295 308 320

(Nguon: Phong t6 chikc — nhén si)

Tur chién lugce phat trién ctia cong ty 2016-2020 quan diém va muc
tiéu phat trién “ Nang cao chat luong dao tao va phat trién nhan luc két hop
v6i ddy manh cdng tac giam sat va xay dung co cau hop 1y”.

3.3. Chién lwge va muc tiéu hoat ddong quan tri nhan luc

Chién lugc hoat dong quan tri nhan luc ctia cong ty trong giai doan
2016-2020 14 timg budc doi mdi, tu van lanh dao ché d6 chinh sach, quy
hoach can b, xdy dung t6 chirc, nham dép Gng nhu cau ngudn nhan luc cho
su phat trién. Bén canh d6 phai nd lyc tham gia xay dung va phét trién doi
ngil cdn by manh véi trinh d§ chuyén mon cao, hoan thién va nang cao nang
luc cling nhu k¥ ning cua nhitng ngudi lam cdng tac nhan luc. Véi chién
lwge chung d6 cong ty dd dé ra muc tiéu cu thé cho timg linh vuc hoat dong
nhu sau:

- V& ¢Ong tac hoach dinh nhan luc: Cong ty tiép tuc kién toan co cau
td chirc va nhan sy phu hop voi dac diém va hoat dong kinh doanh, srflp Xép

lai cac bo phan dé dat hiéu qua hoat dong cao hon.
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- V& cbng tac tuyén dung: Tuyén bd sung can bd cd ning luc chuyén
mon va kinh nghiém dé dap ung nhu ciu coéng viée ciia cong ty. Chi dong tim
kiém va nuoi dudng nhan tai tir khi dang ngdi trén giang dudng dai hoc, thuc
hién cac chuong trinh sinh vién thuc tap tiém nang, md ngay hoi viéc lam.

- B6 tri, phan cong lao dong “dung nguoi, dung viéc”, dung trinh do,
chuyén mén, phu hop lira tudi. Khéng cé sy bao che, vui dap, chén ép gitta
cac CBCNV. X6a bo tu tudng bao cép, v lai, néu cao tinh thin ddm nghi
dam 1am, dam chiu trach nhiém déi voi cong viéc duoc giao.

- Vé ¢cOng tac dao tao, phat trién nhan lyc: Trong tdm 1a phat trién
nang cao nguén nhan lyc, chu trong dau tu nhan sy, dao tao thu hat nhan tai,
tién hanh dao tao theo ding nhu cau thuc té, Xéy dung dugc bién phap xac
dinh nhu cau khoa hoc va chinh xac, cai tién quy dinh tham gia dao tao, xay
dung théng nhét tai liéu dao tao cho nhan vién méi, dao tao trén co s yéu
cau cong viéc ma ngudi lao dong dam bao.

- V& cac ché do chinh sach: Thyc hién kip thoi, linh hoat, vira dam
bao mong mudn ctia ngudi lao ddng phu hop voi tinh hinh thuc té cua cong
ty nhu trién khai x4y dung hé théng dai ngd tong thé, hoan thién 10 trinh
cong danh cho céc churc danh cdng viéc co ban, ap dung thang cOng mai.
3.4. Pé xuat mot sd giai phap nhiam hoan thién céng tic quén tri nhan
lwe tai cong ty TNHH Nhat Linh Mong Cai
3.4.1. Hoan thién cong tic tuyén dung lao dpng

GPI: Xy dung, d6i méi chinh sach va hoan thién céng tdc tuyén dung

a. Co so giai phap:

Nhu da trinh bay ¢ phﬁn thyuc trang quan tri nhan lyc dé théy duoc diém
manh, diém yéu, co hdi thach thuc trong chién lugc phat trién nhan luc cia
cdng ty TNHH Nhat Linh Méng Cai, tac gia dé xuat giai phap thu hut tuyén
dung nhan luc phu hop véi hoat dong san xuét kinh doanh ctia doanh nghiép.
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b. Muc dich cua gidi phap:

Xay dung chinh sach hoach dinh nhan lyc cu thé va hép dan nham thu
hut lyc lugng lao dong tré co chét luong vé lam viéc tai cong ty;

Nang cao s luong lao déng quan 1y cua cong ty dé bu dép sy thiéu
hut vé nhan sy lam cong tac quan 1y;

Nang cao nang luc canh tranh vé ngudn nhan luc cia cong ty véi cac
doi thu canh tranh va dic bi¢t 14 sy thu hat nhéan lyc cua dbi thi méi gia
nhap nganh, vi viy cong ty can xdy dung chinh sach thu hat nhan luc méi
nham dam béo lao dong cho hoat dong san xuat kinh doanh.,

c. Noi dung cua giai phap:

- P6i méi nang cao tinh hap dan ciia chinh sach thu hat nhan luc

Hién tai cong ty chua cé chinh sach phu hop dé thu hit nguén nhan
lwc chat lugng cao tir bén ngoai ciing nhu tir cac don vi khac, nguén lao
dong chu yéu 1a cong ty tu tuyén vi vy cong ty mat khoan chi phi khong
nho cho viée dao tao can bo, khoang thdi gian dai dé nguoi lao dong hoc tap
nang cao trinh do. Vi vay cong ty can chinh sach phu hop dé thu hiit nhan
luc chét lugng cao tir bén ngoai va cac don vi khac. Theo tac gia thi cong ty
can phai thyc hién mot s6 cac d6i mai chinh sach thu hat nhan lyc nhu sau:

- Chinh sach hap dan, chinh sich mé phu hop véi timg ngudi.

C6 chinh sach khuyén khich vat chat hip din bang cach hd trg d6i véi
nhan lyc c6 chét luong véi cac muc phi hop nhu:

+ Nhiing lao dong c6 bang thac si, kinh nghiém 5 nam tro 1én & vi tri
twong duong thi cong thém 30-50% cong ma ho dang hudng va hd tro nha &
néu c6 nhu cau.

+ Nhiing lao dong 1a sinh vién néu t6t nghiép loai gidi néu cam két
lam viéc 1au dai tir 5 nam trd 1én thi duoc hd tro ban dau va hd tro nha & néu

¢6 nhu cau.
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+ P6i v6i nhitng huéng dan vién kinh nghiém lau nam, gan bo véi
cong ty hd tro vé cong, ché do phic loi khac, hd tro dao tao chuyén siu...

- Pa dang hoa nhiing hinh thtic tan dung ngudn nhéan lyc nhu st dung
lao dong thué ngoai yéu cau tinh chuyén nghiép, chuyén mén nhung khong
str dung thuong xuyén nhu hoat dong tu vén, chuyén gia, chuyén giao cong
ngh¢, cong tac vién.. .dé khic phuc tinh trang thiéu nhan luc c6 chat luong.

- Nang cao chat lugng cong tac tuyén dung

Cong tac tuyén dung cua cdng ty con nhiéu han ché, viéc tuyén dung
theo nhu cau tai chd dap ung nhu cau trudc mét ciia doanh nghiép, tuy nhién
van chua dam bao chéat luong ngudi lao déng. Cac lao dong dugc tuyén vao
cong ty chu yéu 1a qua giéi thiéu, quen biét, con em can bd cong nhan vién
cling tac dong dén chit lugng tuyén dung , thiéu binh dang trong tuyén dung,
chét luong lao dong chua cao khong dap ting dugc yéu cau cong viée hoidc
rat mat thoi gian va kinh phi dao tao. Vi thé nay sinh tinh trang thtra hodc
thiéu lao dong, nhan lyc nhiéu nhung cong viéc van khong c6 nguoi lam, tao
tién 1& cho moi truong lam viéc khong lanh manh, nguoi nang luc kém quan
Iy lao dong chat luong cao va 1a mot trong nhitng nguyén nhan c6 su dich
chuyén lao dong, mat lao dong chat luong cao.

X4y dung ban mé ta cong viéc cho ting vi tri cdng viéc cu thé va yéu
cau v6i tmg vién véi timg vi tri do.

Tir ban mé ta chic danh cong viée d6 dé 1am co s¢ danh gia, tuyén
chon va ding thong bao tuyén dung. Viéc xdy dung ban mé ta cong viéc 1a
co sO quan trong trong qua trinh tuyén dung, danh gia, 1ap ké hoach can bo,
x4y dung co ché cong thuong... ddng thoi ban mé ta cdng viée ciing cho
nguoi lao dong thay dugc nhitg nhiém vu coéng viée chinh, cac k¥ ning yéu
cau dat ra dé hoan thanh cong viéc. Qua tham khao tac gia xin dé& xuat ban
mo ta cong viéc dbi vai vi tri Truong phong dich vu vé mdy bay theo phu
luc 01 dinh kém.

- Xay dyng phuong an tuyén dung nhén luc hiéu qua.
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Xay dung phuong an tuyén chon lao dong theo cac ndi dung: sd
luong, co ciu, thoi gian, tiéu chuén, trinh d6 tung lao lao dong, trach nhiém
quyén han cta ngudi lao dong va yéu cau can thiét khac cho tuyén dung.

Tuyén chon lao dong theo diing nguyén tic tht ty wu tién, dam bao
khach quan, chinh xac chidm dat viée vu tién tuyén dung.

- Nang cao chét luong can bo tuyén dung

Chét luong can bd tuyén dung va dao dirc can bo tuyén dung cé v
nghia rat 16n trong viéc tuyén dung duoc can bd co chét lugng. Can bo tuyén
dung khong nhiing c6 kién thirc chuyén mon tét ma con am hiéu vé co cau
t6 chirc ddc thu cua cong ty. Ngoai ra doi hoi cao nhat 1a céng minh chinh
tryc cta can bo lam céng tac tuyén dung.

Pé thuc hién giai phap nay tac gia dé xuat du kién chi phi phuc vu
nhitng coéng viéc thué tu van x4y dung chinh sach tuyén dung, ban mo ta
chtrc danh theo timg vi tri cong viéc, quang ba hinh anh cong ty, cu thé:

Bang 3.3: Du kién chi phi hoan thién cong tac tuyén dung

PVT: Triéu dong

STT Chi tiéu Chi phi
1 | Xay dung chinh sach tuyén dung 15
9 Xay dung ban mo6 ta chtrc danh cong viéc cho céc vi tri 30
trong cong ty

3 | Hoat dong thué tu van, chuyén gia chuyén giao cong nghé 18
4 | Xay dung, quang ba hinh anh, thuong hiéu cong ty 60
5 Pao tao can bd tuyén dung 40

Tong cong 163

(Nguon: Pé xudt cia tic gid)
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d. D kién két qua ciia gidi phap

Sau khi ap dung giai phap nay thi cong ty s€ thu hat dugc lugng lao
dong 16n dé dap Gmg nhu cau nhan luc cia cdng ty. Cong tac tuyén dung sé
xuat phat tir yéu cau thuc té ctua cdng ty, cac tiéu chi danh gia chit ché s&
gitp cho hoat dong sang loc ho so dat két qua tét hon. Hoi dong tuyén dung
s& gitip cho hoat dong tuyén dung cta cdng ty lanh manh tranh duoc nhimng
tiéu cuc, ludn lach, nhd va. Qua d6 chuyén nghiép héa cdng tac tuyén dung
va nang cao chat lugng cong tac tuyén dung tai cong ty.

3.4.2. Giai phap hoan thién cong tac dao tao va phat trién

GP2: Ndng cao chat lwong dao tao va phdt trién nhdn liec theo ddi
twong va phwong phap dao tao

a. Co so giai phap:

Chinh sach nang cao chét lugng nguén nhan lyc, cdn cur vao su phat
trién ctia khoa hoc k¥ thuat cdng nghé gitp cho can bo cdng nhan vién tiép
can va tng dung. Ngudn nhan luc cua cong ty ddi dao, lao dong tré nhung
thiéu kinh nghiém, k¥ niang 1am viéc, chuyén mén dao tao chua phu hop véi
cong viéc hién tai, chua dam bao vé trinh d6 theo yéu cau. Ddi tuwong lao
dong tai cong ty.

b. Muc dich cua giai phap:

Nham phan loai d6i tuong lao dong, xay dung phuong phap dio tao
nham dam bao cho cdng ty c6 ngudn nhan luc doi dao, c6 kinh nghiém, k¥
nang lam viéc, chuyén mon dao tao phu hop véi cong viée hién tai, ddm bao
vé trinh d6 theo yéu cau cua vi tri chic danh cong viéc.

c. Noi dung cua giai phap:

Trudc tién cOng ty phai ra soat tit ca cac vi tri lam viéc cua nhan vién,
xem céach bd tri hop 1y chua, chua thi thuyén chuyén cong tac, dao tao hoic
dao tao lai.

- B6i tuong 1a can bo quan 1y cua cong ty.
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Qua phén tich thuc trang doi ngii can bd quan 1y cho dén thoi diém
hién tai van bi danh gia vira yéu, vira thiéu, chua dap tng dugc yéu cau phat
trién cua cdng ty trong thoi gian qua dic biét 1a doi ngli quan 1y cao cap, doi
ngil quan 1y tré tudi it kinh nghiém, cdng tac dao tao can bo trong thoi gian
trude chua duge chi trong vi doanh nghiép c6 tudi doi kha tré, tiém ning tai
chinh yéu nén chua tic dong dén chit lugng cua doi ngili can bd quan 1y. Vi
vay nhu ciu boi dudng kién thirc cho can b quan 1y 1a diéu khong thé thiéu
va dugc xem la viéc [am thudng xuyén.

Pé thuc hién tbt viée quan ly, phai ¢c6 mot chinh sach dao tao nang cao
trinh d6 cho d6i twong nay. Trudc hét muc tiéu yéu ciu cua chinh sach lya
chon dao tao mot tap thé lao dong déng bo vé trinh do.

Hoan thién mé rong dau tu dao tao theo nhiéu hinh thic co cdu thich
hop, kién thtrc phtt hop nham c6 d6i ngii quan 1y theo ¥ mudn.

Thoi gian ddo tao dbi voi can bd quan 1y 1a chuong trinh ngan han vi
thoi gian cta dbi twong nay rat han ché, noi dung chuong trinh nay phai xtc
tich, c6 dong yéu cau sau khi két thiic ddo tao phai thu duoc két qua bd ich
thiét thuc cho cong tac trudc mat va lau dai cta ho, vi vay viéc lua chon
mon hoc, chuong trinh, thoi lugng phai phu hop va théng nhit.

Tung nhom can b quan 1y khac nhau s€ c6 chuong trinh dao tao khac
nhau, chwong trinh dugc xay dung trén co s¢ nham vao déi tugng cu thé cho
nén can lam tot cong tac thiét ké, to chirc chuong trinh dao tao, nham dap
g timg dbi tugng hoc.

Xay dung chuong trinh dao tao linh hoat gém cac ndi dung:

+ Chuong trinh dao tao cho can bd cao cap bao gom Giam dbc, pho
giam ddc va can bo ké can thoi gian toi da 4 thang va duoc chia 1am nhiéu
dot, 1am nhiéu chuyén dé riéng biét.

+ Chuong trinh dao tao cho ddi twong 1a Truéng cac phong, don

vi...thoi gian 3 tuan chia lam 2 dot.
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Vé phuong phap dao tao: Tap trung ddo tao rén luyén k¥ nang tu duy xir
Iy tinh hudng cu thé trong hoat dong ctia minh, K§ ning tu duy va lam viéc doc
1ap, 1am viéc nhém, van dung kién thire, kinh nghiém giai quyét van dé vé tinh
huéng dit ra vi vay dao tao theo cach thuc riéng thich hop nhu:

+ Xay dung phén tich xtr 1y tinh hubng dién hinh trong quan 1y;

+ Cung cép kién thirc co ban dic thu linh vire minh quén Iy;

+ Thao luan nhém vé tinh hudng quan Iy theo cach xtr 1y khac nhau;

- Dbi voi can bod cong nhan vién lam viéc truc tiép

Cong ty TNHH Nhat Linh Moéng Cai 1a doanh nghiép vira trén dia ban
tinh Quang Ninh, thi trudng hoat dong twong ddi 16n, ¢ng tac tuyén dung van
con anh huong cua tu tudng ngudi than, ngudi quen nén chét luong lao dong
thép va thai do lam vi¢c cua lao dong khong cao, 1 lai, tu tudng doc quyén cua
ngudi lao dong. Véi chién luge phat trién chung cua cong ty mé rong hoat
dong san xuét kinh doanh nén tuyén dung thém luc lugng lao dong mdi, tré
thiéu kinh nghiém chua dam bao vé chuyén mén dé hoat dong cong viéc.

Thoi gian qua cong tac ddo tao va phat trién ngudn nhan lyc tuong doi
dap ng yéu cau cua cong ty. Hang nim c6ng ty thuc hién viéc dao tao cho
cac nhan vién truc tiép san xuit bang viéc thi nang bac, hién nay cong ty
dang dao tao tai noi 1am viéc bang chinh cac chuyén vién c6 trinh d6 cao cua
cong ty. Tuy nhién tac gia dé xuat trong thoi gian téi cong ty nén thuc hién
giai phap sau:

Phéi hop giita don vi ddo tao nghé c6 uy tin (Truong cao dang, dai
hoc...). Cung véi d6i ngii can bd co kinh nghiém va ning lyuc tai cong ty dé
1én ké hoach dao tao cho nhan vién trong don vi minh. Viéc phéi hop nay s&
c¢6 nhiéu vu diém sau:

+ Gido trinh s€ da dang, sinh dong hon.

+ Hoc vién s& dé dang trao d6i thao luan, chia sé véi gido vién trung
tam hon 1a can bo trong cong ty.

+ Panh gia két qua hoc tap s& khach quan hon.
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Tang cudng cac khoa dao tao vé k¥ ning mén cho can b cong nhan
vién nhu kha ning giao tiép, k¥ ning sang tao, k¥ nang thuyét trinh, k¥ ning
lam viéc nhém, k§ nang lam viéc doc 1ap, k¥ nang can duoc trau doi thuong
xuyén, dé ho c6 thé van dung tot hidu qua nhiing kién thirc da hoc tai nha
truong trong coOng viéc hién tai ma ho dam nhan.

Lay ¥ kién cua can bd nhan vién thudng xuyén vé nhu cau dao tao va
cac nguyén vong khac cua ho, nhan xét cua ho vé chinh sach diéu kién lam
viée, lay d6 1am co s dé xdy dung chuong trinh dao tao boi dudng nang cao
trinh d§ cho nguoi lao dong, tir d6 ma hao hiing tham gia hon va s€ tac dong
truc tiép dén chét lugng dao tao.

Thuong xuyén tip huan vé quy ché hoat dong cua cong ty, quy tac,
nguyén tic cho timg cong viéc cu thé, yéu cau bat budc ddi véi can b cong
nhan vién cac chuong trinh dao tao, xay dung van hoa doanh nghiép.

Ngoai ra trong qua trinh dao tao cac can by chuyén mon va cac giang
vién trung tam s€ co nhiéu co hoi giao luu hoc hoi, trao doi kinh nghiém vé
chuyén moén ciing nhu nghiép vu giang day. Pay 1a co hdi dé cac can bo
trong cOng ty nang cao trinh d¢ giang day ctia minh.

Pé thuc hién giai phap nay tac gia dé xuat du kién chi dao tao cho
cong ty, cu thé:

Bang 3.4: Dy kién chi phi dao tao giai doan 2016-2020

PVT: Triéu dong

Nam | Nam | Nam | Nam | Nam

STT Chi ticu 2016 | 2017 | 2018 | 2019 | 2020

1 | Dao tao d6i v6i can bo quanly | 90 100 110 120 130

2 | Dbi v6i lao dong truc tiép 275 | 296 | 312 | 330 | 345

Tong cong 365 | 396 | 422 | 450 | 475

(Nguon: Pé xudt cia tic gid)
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d. Két qua dy kién ciia giai phdp:

Thuc hién tbt viéc dao tao va phat trién nhan luc theo ddi tuong va
phuong phap dao tao s& tao dong luc tt rat 16n cho nguoi lao dong, boi ho
duoc théa man nhu cau hoan thién ban than, doi ngil can bo thuc hién cong
tac dao tao dugc hoan thién hon. Pao tao va phat trién nhan luc lam tdt s&
tiét kiém duoc chi phi céng ty phat trién trong dai han.

3.4.3. Giai phap hoan thién cong tac tién lwong tai cong ty

GP3: Hoan thién chinh sdch tién cong cho nguwoi lao dong theo vi tri
chirc danh cOng viéc

a. Can cw giai phap:

Qua viéc phan tich vé thyc trang tién cong tai cong ty TNHH Nhat
Linh Méng Cai thay co ché tién coéng cua cong ty dang dam bao doi sdng
cia ngudi lao dong, qua phan tich sb liéu trén thi thu nhap binh quéin cua
ngudi lao dong tai cong ty twong d6i cao so voi cac doanh nghiép khac trén
dia ban. Tuy nhién viéc tra céng cho ngudi lao dong tai cong ty van chua
nang cao duoc chat luong cong viéc, khong c6 su canh tranh gitta nguoi lao
dong véi nhau. Véi thyc trang do tac gia dé xuat giai phap hoan thién chinh
sach tra cdng cho nguoi lao dong theo vi tri chirc danh c6ng viéc.

Cong ty chi tién hanh danh gid mot cach so sai viéc thuc hién cong
viéc ctia cac Gmg vién trang tuyén sau thoi gian thir viéc ndi riéng va
CBCNV lam viéc trong cong ty hang nim van chua duge thuc hién danh gia
lai mot cach quy cu néi chung, nén dan dén gay ra it nhiéu nhiing bét cap
thiéu cong bang trong danh gia céng viéc ciing nhu ché d6 lwong thudng
trong cong ty.

b. Muc tiéu cua giai phap:

HV: V6 Quang Minh 90 Lép: MBOI — Khoa 1



Ludn vdin cao hoc QTKD Trwong DHDL Hai Phong

Tao su cdng bang trong cdng viée, viée tra cdng cho ngudi lao dong
gan v6i mic d6 phirc tap, khoi luong cong viée cua can bd cdng nhan vién.
Cac CBCNV dam bao vi tri ¢dng viéc c¢6 muic dd cao, khoi lugng cong viée
nhiéu thi viéc tra cong cao, thudong cao va nguoc lai.

c. Noi dung gidi phap:

Xay dung luong theo vi tri chitc danh cdng viéc ta can phai thyc hién
cac ndi dung sau:

- Xac dinh duoc tit ca cac vi tri chitc danh cdng viéc trong cong ty,
tién hanh xay dung tiéu chuan, bang mé ta chtrc danh cong viéc theo ting vi
tri céng viéc cua cdng ty, xay dung nhu cau dinh bien lao dong cho cac vi tri
chtic danh cia timg bo phan. O budc ndy ta c6 thé thué tu van, chuyén gia
hoac st dung CBCNV dé thuc hién cong viéc va xay dung. Viéc xay dung
ban mo ta cong viéc 13 co sé quan trong trong qua trinh tuyén dung, danh
gia, 1ap ké hoach can bo, xay dung co ché cong thudng...dong thdi ban mo
ta cong viéc cling cho nguoi lao dong théy duoc nhitng nhi€ém vu, cOng viéc
cinh, cac k¥ ning yéu cau dit ra dé hoan thanh cong viéc.

- Panh gia chdm diém CBCNV: Viéc danh gia cham diém CBCNV
dua tren 5 yéu t6: Kién ttrc va kinh nghiém, quan h¢ nhan sy, trach nhi¢m va
muc d¢ chu dong trong cbng viéc, cai tién sang tao, tiém nang modt cach cu
thé sau qua trinh thir viéc cua Ung vién trang tuyén va danh gia lai CBCNV
dang cong tac trong cong ty cudi mdi nam dé tién hanh tinh giam, sa thai
nhitng thanh phan yéu kém, tiét iém chi phi va mang lai hiéu qua cong viéc
cho cong ty.

- Phan dinh nhom chirc danh cong viéc cu thé cho timg vi tri cong
viéc dya trén két qua chidm diém vi tri chirc danh va xem xét, ap dung nhan
luc hién c6 cho tung bd phan vao vi tri dé biét dugc nhan lyc hién tai co dap

tmg dugc hay khong dé ¢ co sé sap xép lai cho toan cong ty. Nham dam
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bao sdp xép lai lao dong hop 1y, dung ngudi, dung viée va dam bao su cong
bang trong cbng tac tién cong.

- Trén co s& cac budc trén cdng ty trién khai xay dung quy ché, chinh
sach cdng moi theo vi tri chic danh cong viéc va tuyén truyén, phd bién
rong rdi cia CBCNV nam dugc su thay ddi trong cong viée va thu nhap cua

minh.
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Bang 3.5: Hwéng din chim diém danh gia CBCNV

Cac yéu Trong . , ,
, Pinh nghia , Hwéng dan cham diém
to So
Kién thtrc, k¥ nang, kinh nghiém
duoc tich liiy tron qua trinh lam
viéc, duoc thé hién thong qua Dudi tiéu chuan nhiéu
, thoi gian, s6 1an tham gia vao hon 1 tiéu chi: 3 diém
Kién , ,
linh vuc ¢6 lién quan dén cong Dudi tiéu chuan 1 tiéu
thirc va o B
cinh viéc hién dam nhan, khong nhitng | 60% | chi: 5 diém
In . . 2
s chi lién quan dén nganh hoc ma Dung tiéu chuan: 7 diém
nghiem : . N iy A n 2
con lién quan dén nhiing kién Trén tiéu chuan VTCV:
thire, k¥ niang dugce boi dudng 8-10 diém
thém, stc khoe dé hoan thanh
cong viéc.
Xay dung quan hé, trao d6i thong
tin tao anh hudéng thong qua o , .
Hovdt o | ) Duéi tiéu chuan nhiéu
thuyét phuc, quan 1y va thuong . .9
. hon 1 ti€u chi: 3 di€ém
lugng céac doi tuong bén trong va o , .
o o Dudi tiéu chuan 1 ti€u
Quan hé | bén ngoai cong ty: B
S, , 10% | chi: 5 diém
nhan sy | - K¥ ndng giao tiép, thuyét phuc, _ , _v
Dung tiéu chuan: 7 diém
thuong lugng. . ,
. Trén ti€u chuan VTCV:
- M6 rong cac mdi quan hé bén B
. L 8-10 diém
ngoai phuc vu cho muc tiéu cong
viéc.
Trach Trach nhiém thyuc hién cOng viéc, L0% Dudi tiéu chuan nhiéu
0 .
nhiém chu dong thuc hién cong viéc hon 1 ti€u chi: 3 diém
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vamic | nhidm hoan thanh muc tiéu: Duéi tiéu chuan 1 tiéu
do chii | - Mtrc do wu tién va thoi han cudi chi: 5 diém
dong cung phai hoan thanh cdng viéc Pung tiéu chuin: 7 diém
trong - Mtric d¢ chu dong trong thuc Trén tiéu chuan VICV:
cdng hién cbng viéc 8-10 diém
viéc
Murc d6 cai tién, sang tao trong
viéc diéu chinh, thay doi cac Khong c6 cai tién, sang
o huéng dan, thu tuc, quy trinh lam tao: 0 diém
Cai tién _ , . o
. viéc, san pham nham dat duogc Co cai tién, sang tao: 5
va sang o . 10% .,
muc tiéu cong viéc: diém
tao : . . .
- Liét ké chi tiét cac cai tién, sdng Cai tién sang tao dugc
tao... ap dung: 10 diém
- Thyc té ap dung
Kha nang phat trién, c6 thé nam
gift vi tri cao hon, phuc tap hon o , .
. Duéi tiéu chuan nhiéu
va thém trac nhiém: . B
. _ L hon 1 tiéu chi: 3 diém
Tiém - Liét ké chi tiét ti€ém nang . B
' . _ 10% | Co ti€ém nang: 10 diém
nang - Vi tri d¢€ bat trong tuong lai, .
o , . Khong c6 tiém nang: 0
thot diém, k€ hoach phat trién _9
. . , diém
- Cong viéc, trach nhi¢m c6 thé
dam nhiém thém
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Bang 3.6: Phan nhom chirc danh cong viéc

Piém . Tén goi cia | Dién giai
STT[ . Khung | nnom | T8N | Bae khi khi
Min | Max | diém nhom : < \ < \
van phong van phong
Hudng dan ,
Nhan vién vién moi, Lao dong tot
1 66 | 89 66-89 1 cac 1 | nhanvién nghiép so
phong méi cac phong cap,trung cap
moi
Hudng dan Lao.(zic_)ng tot
A in A nghiép CD,
Nhan vién vién moi, BH.nhan
2 90 | 113 | 90-113 1 cac phong 2 | nhanvién o
. . \ vién phuc,tap
mai cac phong . A
.. vu,bao vé co
mo1
quan
Cén Cén
sy,huong sy,huong
3 114|137 | 114137 | 2 |dan | g |dan ) Vanthulhow
vién,nhan vién,nhan trir,l1ai xe
vién lanh vién lanh
nghé nghé
Cén Cén
sy,huong sy,huong
4 |138 | 161 | 138161 | 2 |40 4 |dan Nghiép vu
vién,nhan vién,nhan chuy&n mon
vién lanh vién lanh
nghé nghé
Chuyén vién
thuc hién
5 | 162 | 185 | 162-185 | 3 |Chuen | g | Chuyénvien |caccong
vién 1 viéc chuyén
mon thong
dung
Chuyén vién
thuc hién
o ~ .. | cOkinh
6 |186 | 209 | 186-209 | 3 \C/:iré“rj]ye” 6 gh“ye” VIEN | ghigm cac
cong viéc
chuy&n mon
thong dung
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Piém

STT Min

Max

Khung
diém

Nhém

Tén
nhom

Tén goi cia
khoi
van phong

Dién giai
khoi
van phong

7 | 210

233

210-233

Chuyén
Vién

Chuyén vién
3

Chuyén vién
c6 nhiéu
kinh nghi¢m
nghiép vu
chuy&n mon

8 | 234

269

234-269

Chuyén
Vién

Chuyén vién
4

Chuyén mon
c6 chuyén
mon co tac
dong dén
diéu hanh
nghi€p vu
cac
phong,ban
trong cong ty
(chuyén vién
phong diéu
hanh tour)

9 | 270

305

270-305

Quan ly
cap 1

Pho phong
nghiép vu

Pho phong
co tac dong
dén cac hoat
dong diéu
hanh cia
cong ty, cac
trudng
phong t6
chirc nhan
su,kinh
doanh,
marketing,
ké hoach
nghi¢p vy,
ky thuat,
giam sat.
Hudng muc
lvong hon
muc 2
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STT

Piém

Min

Max

Khung
diém

Nhém

Tén
nhom

Tén goi cia
khoi
van phong

Dién giai
khoi
van phong

10

306

353

306-353

Quan ly
cap 2

10

Trudng
phong
nghiép vu

Trudng
phong co tac
dong

dén cac hoat
dong diéu
hanh cua
cong ty, cac
truéng
phong to
chirc nhan
su, ké toan
tai
chinh,kinh
doanh,
marketing,
ké hoach
nghi€p vu,
k¥ thuat,
giam sat.
Hudng muc
lvong hon
muc 3

11

354

401

354-401

Quan ly
cap 3

11

Ké toan
truong, Trud
ng

phong diéu
hanh tour

Ké toan
trudng, trudn
9 ‘
phong dicu
hanh tour c6
tac dong 16n
dén nhiéu
hoat dong
van hanh cua
cong ty

12

402

449

402-449

Quan ly
cap 4

12

Giam
doc/pho
giam doc

Giam
dbc/pho
giam doc

co tac dong
tryc tiép dén
chién luoc
kinh doanh
cua cong ty
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STT

Piém

Khung

Min

Max | diém

Nhém

Tén
nhom

Tén goi cia
khoi
van phong

Dién giai
khoi

13

450

497 | 450-497

Quan ly
cap cao

13

Tong Gidm
doc

van phong
Téng giam
doc dicu
hanh,
chi dao cac
cap dudi duy
tri, phat trién
toan dién
cong ty

thién chinh sach tién cong theo CDCV cho c¢6ng ty, cu thé nhu sau:

Pé thyc hién cac giai phap nay tac gia dé xuét dy kién chi phi dé hoan

Bang 3.7: Du kién chi phi dé hoan thién chinh sach tién cong theo

CDCV
STT Chi tiéu Chi phi(Trd)
1 Thué tu van, chuyén gia 50
9 Tuyén truyén, pho bién hé théng chinh sach luong 15
md&i cho CBCNV
Tong cong 65

d. Dy kién két qua gidi phap:

(Nguon: Pé xudt cia tic gia)

Chinh sach tién cdng, tién phan phdi cong chi tra cho CBCNV dya

trén vi tri chitc danh cong viéc, gin voi mac do phirc tap, khdi lugng cong

viéc ctia ngudi lao dong nham dam bao sy minh bach trong viéc xép cong,

chi tra, phan phéi cdng va cac phu cip lién quan téi CBCNV. Pong vién,

khuyén khich, thu hit nhiing CBCNV c¢6 trinh d6 chuyén mén, dam nhan

nhitng cong viéc phtrc tap va quan trong.

3.3.4 Hoan thién cong tac dai ng) tai cong ty

GP4: Gidi phap hoan thién, xay dung cac hinh thwc ky ludt, khen

thuong
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a. Co so giai phap

Trong cong ty TNHH Nhat Linh Méng Céi chua xay dung rd rang
cong cu khen thuong va ky luat. Pay la hai hinh thiac vira dong vién vira ran
de nhan vién, nham giup nhan vién lam viéc nhiét tinh, hang hai va théa man
vOi cong ty.

b. Muc dich cua gidi phap:

Thuc day dong vién nhan vién trong cong ty co tinh than lam viéc
hang hai hon, hiéu qua cong viéc tét hon, dong thoi ciing ran de nhimg nhan
vién co y thtrc 1am viéc chua tot.

c. Noi dung gidi phap:

+ Vé khen thudng:

- Cong ty nén trao phan thuong cho nhan vién nao dua ra sang kién co
ich chohoat dong kinh doanh tai cong ty.

- Nha nudc dang kéu goi chuong trinh“ tiét kiém”, vy nén trong cong
ty nén c6 phan thuong danh cho ai thyc hién t6t chuong trinh nay, tiét kiém
dién, tiét kiém gidy in, tiét kiém chi phi.

- Trao phan thudng cho ca nhan xuét sic trong quy néu dat doanh s
cao nhat trong quy dé

- Cong ty nén lap mot quy khen thudng.

+ Vé ky luat:

- Can ¢t vao mirc dd va cudng do cua cac 16i co thé xay ra dé dé ra
cac hinh thirc ky ludt — boi hoan cho phu hop. Khién trach/Canh cio/Céch
chtic

- Budc thoi viéc.

- Ngoai ra, c6 thé ap dung cac hinh thirc ky luat khac nhu: phat tién

(khau trir vao luong), lao dong cong ich...
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- Tuong tu nhu cac cong viéc khac, viéc xur 1y ky luat cling can dugc
x4y dung quy trinh cu thé.

d. Dy kién két qua gidi phap:

Khi cong ty c¢6 khen thudng-ky luat dung s€ giup cong ty nghiém
khic, quan 1y nhan vién tot hon. Nguoc lai nhan vién s€ c¢6 sy ran de, nhan
vién s& ¢b géng lamvié¢c, tranh khoi su chai li, bo viéc. Nhan vién sé c6 dong
Iwe, ¢d vit khi c¢6 chinh sach khen thuong.

Con ky luat giup nhan vién tuan thu ky luat lao dong, bd tri sip xép
cong viéc hop 1y dé khong giy 16i. Nhu vay, cong ty s& cong bang hon trong

ky luat nhan vién pham 13i gay ton that cho cong ty
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KET LUAN CHUONG 3

Chuong 3 trinh bay céac cin ct khach quan va chii quan dé dua ra giai
phép nham hoan thién cdng tac quan tri ngudn nhén lyc tai cong ty TNHH
Nhat Linh Mong Cai. Xuét phat tir viéc phan tich cac han ché trong cong tac
quan trj ngudn nhén lyuc tai cdng ty TNHH Nhat Linh Méng Cai tac gia da
dé xuat 3 giai phap nham hoan thién cong tac quan tri ngudn nhan lyc tai
cong ty TNHH Nhat Linh Moéng Cai.

Cac giai phap nay c6 moéi quan hé chit ché véi nhau va déu duge khao
nghiém tinh can thiét va tinh kha thi. Viéc trién khai dong bo cac giai phap
trén déng nghia v61 viéc nang cao chét lugng quan tri nguén nhan luc tai

cong ty.
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KET LUAN

1. Két luan

Trudc nguy co giam muc canh tranh trong bdi canh toan cau hoa va
hoi nhép kinh té thé gi6i cua Vi¢t Nam, 10 trinh tdng nhanh phat trién kinh té
xa hoi1 cua cac doanh nghi¢p, cac td chirc va ca don vi hanh chinh sy nghiép
thi van dé nhan sy 1a mot yéu cau vo cing cip bach. Bai toan nhan sy niy
van dang 1a bai toan chua c6 10i giai dbi véi nhiéu doanh nghiép dac biét 1a
doanh nghiép vira va nho, nhiéu can bo quan 1y ciing chua y thirc dugce hét
tam quan trong cta nhan lyc. Chinh vi vdy céc t6 chirc, x4 hoi can c6 cai
nhin ddy du hon vé cac yéu t6 nhan luc.

Panh gia thuc trang va giai phap hoan thién cong tac quan trj ngudn
nhan lyc 1a cdng tac khong thé thiéu véi bat ky doanh nghiép nao.

Panh gia thuc trang va giai phap hoan thién cong tac quan tri nhan luc
duoc xay dung va trién khai gitip cho bat ky doanh nghiép nao ciing ¢ thé
dé dang dat duoc muc tiéu minh dé ra. Do vay tim kiém va phat trién nhitng
nhitng bién phap t6t nhat dé thu hat nguon nhéan luc chat luong cao c6 ké
hoach hop 1y va chinh sach st dung dii ngd nhéan luc thich hop dé nguoi lao
dong co thé phat huy hét kha ning ctia minh mang lai loi ich cho doanh
nghiép cling nhu mang lai g1 ich cho ho.

Trong nhitng nim qua hoat dong san xuat kinh doanh ctia cong ty da
thu duoc két qua kha quan, sy ting trudng nim sau so voi nam trudc that
dang ké mic du nhiing nam tré lai ddy doanh nghiép bi anh hudéng cia
khung hoang kinh té, qua trinh hoat dong ctia cdng ty ciing gip phai nhitng
han ché nhét dinh.

Pé dat dugc muc tiéu dé ra, cong ty phai thuc hién ddng bd cac dé

xuat chién lugc véi hé thong giai phap hitu hi€u ma trong d6 van dé quan tri
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nhan lyc 13 mot trong nhitng khiu quan trong nhit cta qua trinh phat trién
cta cong ty.

Luan van “Panh gia thuc trang va giai phap hoan thién céng tac quan
tr1 nguén nhan lyc tai cong ty TNHH Nhat Linh Mong Cai” duogc tién hanh
dé gop phan thue hién mot trong nhitng muc tiéu do.

Trén co so tong hop 1y luan cta phan tich vé dam bao ngudn nhan luc,
thyc trang thyc thi chinh sach vé thu hit nhan luyc va cac chinh sach nguén
nhan luc ctuia cong ty.

Luan van goép phan: Phan tich ddnh gia ngudn nhan lyc cia cong ty
cho thay co cdu va chat lugng ngudn nhan luc, thuc trang thuc thi chinh sach
vé thu hit nhan luc, dao tao nhan luc sir dung va dai ng0, vai tro va nhiing
dong gop cho su phat trién cta cong ty thiy duoc thuc trang ngudn nhan lyc
va nhitng nguyén nhan siu xa anh huéng dén ngudn nhan luc.

Ttr sy tong hop phan tich 1y luan va danh gia thuc trang ngudén nhan
luc cua cong ty TNHH Nhat Linh Moéng Cai, luan van da nghién ctru dua ra
luan cr ¢é hoan thién cdng tac quan tri nhan lyc cta cdng ty TNHH Nhat
Linh Moéng Cai. Pé xuat hé thong giai phap hoan thién cong tac quan tri
nhan lyc cia cdng ty TNHH Nhat Linh Moéng Cai dam bao phat trién muc
tiéu cta cong ty trong nhitng nim t&i. Hy vong rang, véi nhimg loi thé tiém
nang san cé cung véi mot hé thong chinh sach dam bao nguon luc toan dién
cdng ty thu duoc nhitng két qua tbt dep.

2. Kién nghi d6i véi Cong ty TNHH Nhat Linh Méng Cai

Mot la: Tap trung td chi dao san xuat kinh doanh, nang cao strc canh
tranh cta cOng ty, nang cao chat lugng quan 1y, lanh manh hoéa hoat dong tai
chinh, hoan thanh tot nhiém vu theo ké hoach dé ra, két hop chét ché gitra

cac bo phan trong cong ty.
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Hai 1an: Lén ké hoach sip xép lai lao dong c6 ké hoach phu hop cho
tung lao dong, tao diéu kién thuan loi dé ho phat huy nang luc, hoc tdp nang
cao trinh do, ky nang lao dong cho tirng cong viéc cu thé, chuyén mon hoa,
dap ung t6t yéu cau cong tac giai doan 2016-2020.

Quan tri nhan luc la dé tai phtc tap mang tinh dac thu cao, han ché
trong vi¢c thu thap thong tin, nén tac gid khong tranh khoi nhiing sai sot, tuy
nhién duoc sy giup dd cua cac thiy co trong trudng Dai hoc Dan 1ap Hai
Phong, dic biét 1a su gitp d& dic biét cua thay gido TS. Nguyén Ngoc Dién,
ngudi da huéng dan lusn van cho tdi va tao diéu kién cho t6i hoan thién luan
van nay.

Kinh mong nhan duoc su dong gop ¥ kién cia cic thdy cd dong
nghiép, nhitng ngudi quan tim dén luan vin nay.

Xin tran trong cam on!
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PHU LUC 01
BANG MO TA CONG VIEC

Cong ty: Congty TNHH | Ho va tén nguoi
Nhat Linh Mong | giir vi tri cong
Cai viéc:
Vi tri: TP.Mong Cai, Noi lam viéc: Phong T6 chirc
Tinh Quang Ninh nhan su cong ty
TNHH Nhat Linh
Mong Cai
Phong/don vi: Phong T6 chirc Cip bic:

nhan su

Chirc danh cép
trén:

Pho giam doc

Ho va tén nguoi
cap trén:

TOM TAT CONG VIEC:

(Tai sao vi tri nay lai ton tia, trong pham vi, gioi han nao va voi muc tiéu

0i?)

CO CAUTO CHUC:

[ Tong giam doc ]

A

y

[ Giam dbc

A

y

[ Ph6 giam dbc

A

y

[ Phong t6 chirc — nhén sy }




QUAN HE BAO CAO:

A A W K hire d . Ny A
Cép trén truc tiép: C ,u’c anh: Ban giam doc
So luwong:
Cfip dwdéi: Tryuc tié}o:
Gian tiép:

MO TA NHIEM VU, TRACH NHIEM:

Nhiém vu chinh

Mikc do trach

nhiém(toan Két qua dat
phan/tirng dwoc
phin/hd tro)
Lap ké hoach tuyén dung, dio tao, phat
trién ngudn nhén lyc dinh ky nam, quy, Toan phan Dung quy dinh
thang.
fgali gggﬁocgl;\lo\nfgcgr%hti .hat trién nghe Toan phan bung quy dinh
f}(leéynigﬁi ;hmh sach thang tién va thay Toan phén Piing quy dinh
Lap ngan siach nhan su. Toan phan Dung quy dinh
Hoach dinh nguén nhan lyc nham phuc
vu t6t cho san xuat kinh doanh va chién Toan phan Dung quy dinh
lugc cua cong ty.
Xay dung quy ché cong thudng, cac
bién phap khuyén khich — kich thich . \ , .
nguoi lao dong lam viéc, thuc hién cac Toan phan bung quy dinh
ché d6 cho nguoi lao dong.
T6 chirc va thuc hién cong tac hanh
chinh theo chirc nang nhiém vu va theo Toan phan Ding quy dinh
yéu cau cua Ban Giam déc.
X4y dung cac quy dinh, 1ap ké hoach
lién quan dén viéc str dung tai san, Toan phan Dung quy dinh
trang thiét bi ctia cong ty.
Nghién ctru, soan thdo va trinh duyét
cac qui dinh ap dung trong Cong ty,
xdy dung co cau to chic ctia cong ty — Toan phan bing quy dinh

cac bd phan va to chuc thuc hién. Bé
xuat co cau to chuc, bd may diéu hanh




cua COng ty. Xay dung hé thong cac
qui che, qui trinh, qui dinh cho Céng ty
va giam sat vi¢c chap hanh cac ndi qui
do.

Tham muu cho BGP vé viéc xdy dung
co cAu té chirc, diéu hanh, cong tac dao
tao tuyén dung trong Cong ty, xay dung
cac phuong an vé cdng bong, khen
thudng cac ché do phuc loi cho ngudi
lao dong.

Toan phan bung quy dinh

Luu y: Nhan vién lam dung theo nhiém vu va quyén han tai vi tri ciia
minh theo sw phan congva sdp xép ciia cdp trén.

Quan hé bén trong:

Quan hé bén ngoai:

- Pugc quyén tiép can cac thong tin
lién quan dén nhiém vu duoc giao.
Quyén han va pham vi giai quyét: - Pugc quyén tir chdi cac nhiém vu
duoc cép trén giao khi nhiém vu
trai voi quy dinh cua cong ty.

TIEU CHUAN VI TRi CONG VIEC:

Tot nghiép dai hoc tré 1€n, c6 nghiép vu vé quan ly

Trinh do hoc van: N
v nhan su

Co6 it nhat 2 nam kinh nghiém tai vi tri tuong

Kinh nghiém: 21 A A qe . n
ghe duong, hi€u biét vé linh vuc lam viéc.

Thong thao céc loai ho so, gidy to vé nhan sy. Nam
r0 nguyén tac quan ly nhan sy, cadc nhiém vy, chuc
nang va trdch nhiém duogc giao. Nam bat thuc hién

Kién thirc chuyé s S N ) f
ien thwre chuyén day du cac quy trinh vé nhan su theo cac quyét

mon- dinh, quy dinh cua cong ty yé linh vue dugc giao.
Co kha nang giao tiép tot bang tiéng anh, s dung
thanh thao may tinh van phong.

K§ ning/kha ning: Cé6 k¥ nang vé quan ly, k¥ nang vé€ lam vi¢c doc

lap, lam vi¢c nhom.

Gian di, trung thuc, dao duc tdt va ¢6 tinh than

Phim chat: , A A
trach nhi€m cao trong cong viéc.




Cong tac hoach dinh ctia cong ty van con boc 16 mot s6 diém han ché, cu
thé cong ty mdi chi xac dinh nhu cau nhan lyc cho cac ké hoach ngian han
trede mit ma chua cha trong dén viéc hoach dinh nguén nhan luc cho céc ké
hoach trung va dai han. Diéu ndy s& gy anh huéng vé sau cho chat luong

ngudn nhan lyc.

Nhin chung, cong ty xdy dung riéng cho minh 1 quy trinh tuyén dung. Trong
quy trinh ndy cta cong ty chat lugng lao dong con han ché do ngudn lao dong
uu tién con em cia CBCNYV trong cong ty nén khé xac dinh chinh xéc trinh
d6 ning luc chuyén mon cta ngudi d6 co phu hop véi yéu cau cong viéc hay
khong. Bén canh d6 cong ty chua tan dung cac ngudn tmg vién bén ngoai ddi
v6i vi tri quan 1y cong ty ma chi ap dung hinh thtrc thuyén chuyén nhan vién

quan 1y cap cao tir phong ban nay sang phong ban khac.

Péi véi lao dong truc tiép, hinh thic dao tao chu yéu la dao tao tai chd bé“mg
phuong phép kém cip, hudng din cong viéc, diéu nay chi co thé dap tmg nhu
cau quen viéc trudc mat trong giai doan dau. Lao dong truc tiép bi han ché
trong viéc dao tao mot cach bai ban, diéu d6 anh huong dén tam Iy nguoi lao

dong lam cho hiéu qua lao dong giam xudng.

Nhung viéc chi st dung hinh thire tra luong theo thdi gian va san pham

chua thyc su thuc day nguoi lao dong ting nang suat lam viéc.



