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LOI CAM ON

Sau mdt thoi gian nghién ctru, thu thap, xu 1y thong tin, tai li¢u lién
quan, t6i di hoan thanh luan vin dé tai “Pdnh gid thwc trang va giai phdp
hodn thién cong tic quan tri nguén nhén lyc tai cong ty TNHH 1 TV TM
XNK Hoang Anh”. Bé hoan thanh dugc luan van nay toi di nhan duoc rat
nhiéu sy dong vién, giup d& cua nhidu ca nhan va tap thé.

Trudc hét toi xin giri 101 cam on sau sic dén TS Nguyén Ngoc Pién —
Nguoi thdy da tan tinh, huéng din va chi bao bd sung gop ¥, gip tac gia
hoan thanh luén van dé tai luan van.

T6i cling xin gui 10i chan thanh cam on dén cac thay co gido khoa
quan tri kinh doanh ctua Truong Pai hoc Dan lap Hai Phong da chi day va
truyén dat nhiing kién thirc b6 ich trong qua trinh hoc tap cling nhu tao moi
diéu kién thuén loi cho tac gia trong sudt qua trinh thuc hién luan van.

Cubi cling, toi xin giri 101 cdm on dén ban lanh dao cong ty TNHH 1 TV
TM XNK Hoang Anh va cac anh chi ,ban be 16p cao hoc quan tri kinh doanh

MBO1 di giup dd, tao diéu kién dé t6i hoan thién luan vin mot cach tot nhat.

Hai Phong, ngay  thang  nam 2017
HOQC VIEN

Vo Thi Ngoc Hoa



LOI CAM DOAN

Dé tai luan van thac si “Pdnh gid thuc trang va gidi phdp hoan thién
céng tdc quan tri nguén nhén lwe tai cong ty TNHH 1 TV TM XNK Hoang
Anh” 13 do t6i thuc hién dudi sy hudng din cia thay gido TS Nguyén Ngoc
Di¢én va su giup d& cua cac anh chi trong cong ty TNHH 1 TV TM XNK
Hoang Anh.

Trong qua trinh thyc hién t6i di 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 13 cong trinh nghién ctu cta riéng t6i. Cac so liéu, két luan trong
luan van 13 trung thuc, c6 ngudn gdc rd rang. Nhitng két luan khoa hoc cia

luan van chua timg dugc cong bo.

Hai Phong, ngay  thang nam 2017
HQC VIEN

Vo Thi Ngoc Hoa
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Ludn vdin cao hoc QTKD Trwong DHDL Hai Phong

LOT MO DAU
1. Ly do chon dé tai

Con ngudi 1a mot yéu t6 mang ¥ nghia quan trong trong viéc hinh
thanh va phét trién cta bat ky mot to chirc, don vi ndo. Pic biét ngudén nhan
lwc quan tri ctia mot coéng ty cang cd ¥ nghia to 16n quyét dinh sy phat trién
ctia mot cong ty. Vi thé su hoan thién ngudn nhan lyc ctia mot cong ty chinh
1a sy hoan thién co céu t chirc ciia cong ty.

Cung v6i qua trinh céng nghiép hoa, hién dai hoa dat nude, cic doanh
nghiép bao gom doanh nghiép qudc doanh va doanh nghiép ngoai qudc doanh
déu dimg trude van dé chuyén dich co cdu d6i méi cong nghé dé tu vuon 1én
khang dinh minh. Do nén kinh té dich chuyén sang nén kinh té thi truong,
nhiéu doanh nghiép da khan truong d6i méi quan 1y doi hoi hoat dong theo
hudng hién dai hoa. Hién dai hoa hoat dong vé ca chire ning, to chc, thiét bi,
nghiép vu va dic biét 13 ngudn nhan luc quan tri. Dé doanh nghiép dung viing
trong né kinh té hién nay va ngay cang phat trién, ddm bao muc tiéu chung
ctia t6 chuc thi cac bd phan trong mot t6 chirc phai dugc phdi hop mot cach
linh hoat va c¢6 hi¢u qua nhat, sy phéi hop gifra cac bo phan do phai dat duoi
su kiém soat ctia bd mdy quan 1y, vi thé hoan thién bd may quan 1y, hoan
thién vi¢c quan tri nhan lyc cia cong ty.

Dé hoan thién quan tri ngudn nhén luc cia mot cong ty 1a céng viée
kho khan, 1au dai va doi hoi mot ké hoach cu thé. Ngudn nhan luc ctia mot
cong ty phai dam bao vé sb lugng va chit luong. Dé lam duoc diéu d6 cong ty
phai co ké hoach tir khau tuyén chon, tuyén dung va dao tao va st dung nguén
nhan lyc, c6 nhiing tiéu chuan cu thé dit ra cho mdi vi tri cua cac can bd quan
ly.

Thot gian lam viée tai cong ty TNHH 1 TV TM XNK Hoang Anh,

nhan thay su quan trong ctia quan tri nguén nhan luc va viéc st dung ngudn
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Ludn vdin cao hoc QTKD Trwong DHDL Hai Phong

nhan luc chua thuc sy hidu qua. Vi thé toi chon dé tai: “ Pdnh gid thuc trang
va gidi phdp hoan thién céng tic quén tri nguén nhan luc tai cong ty
TNHH 1 TV TM XNK Hoang Anh” 1am luan vin thac si, c6 y nghia vé ly
luan va thyec tién.

2. Muc dich, ¥ nghia ciia dé tai

Muc dich tong quat:

Duya trén co so 1y luan vé quan tri ngudén nhan lyc trong doanh nghiép
va co sd thuc tién khi phan tich thuc trang nhan luc tai cong ty TNHH 1 TV
TM XNK Hoang Anh dé xuét, danh gia thuc trang va giai phap hoan thién
cong tac quan tri ngudn nhén lyc tai cong ty:

Muc tiéu cu thé:

- Thtr nhét, hé théng hoa co sé 1y luan vé quan tri nguén nhan luc trong
doanh nghiép.

- Thr hai, phan tich thuc trang quan tri nguén nhéan luc tai cong ty
TNHH 1 TV TM XNK Hoang Anh.

- Thtr ba, dé xuét giai phap hoan thién cong tac quan tri ngudn nhan lyc
tai cong ty TNHH 1 TV TM XNK Hoang Anh.

Ynghfa khoa hoc va thuc tién

Panh gia va phan tich vé thyuc trang cong tac quan tri ngudn nhan luc
tai cong ty TNHH 1 TV TM XNK Hoang Anh, dé tir d6 tac gia danh gia diém
manh, diém yéu cua cong ty va dé xuat nhimng giai phap kién nghj nhim hoan
thién cong tic quan tri nguon nhan lyc tai cong ty TNHH 1 TV TM XNK
Hoang Anh.

3. P6i twong va pham vi nghién ciru

Déi twong nghién ciru 1a: cong ty TNHH 1 TV TM XNK Hoang Anh.
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Pham vi nghién ctru: Dé tai giéi han pham vi nghién ctru 1 hoat dong
quan tri ngudn nhan luc tai cong ty TNHH 1 TV TM XNK Hoang Anh thoi
gian tir nam 2013-2015.

4. Phwong phap nghién ciru

Phuong phap nghién ctru va thyc hién dé tai dua theo cac phuong phép sau:

a. Phuong phap thu thap dir liéu:

Dir liéu thir cdp duoc thu thap bang hinh thtc thong ké, ghi chép, dbi
chiéu, téng hop. Cac dir liéu dugc thu thap tir bao cdo nhan su, dao tao, bao
cao tai chinh cua cong ty.

b. Phuong phap phdn tich:

Tac gia dung phuong phép tong hop phan tich thong tin tir cic ngudn
nhu: Bang cach xir 1y cac dit liéu vé thuc trang quan tri ngudn nhan luc trong
cong ty TNHH 1 TV TM XNK Hoang Anh dé phan tich, so sanh céc bao céo,
danh gia, cac han ché, cic nguyén nhan cia no, dua ra giai phap khic phuc,
dé xuat nhing kién nghi nham hoan thién cong tac quan tri nguén nhan luc tai
cong ty TNHH 1 TV TM XNK Hoang Anh.

5. Cau tric luin vin

Noi dung chinh cua luan van gdm 3 phan:

Chuong I: Co s6 Iy ludn vé nhédn liec va quan tri nguén nhdn luc trong
doanh nghiép

Churong II: Phdn tich thuc trang céng tdc qudn tri nguon nhdn lyc tai
cong ty TNHH 1 TV TM XNK Hoang Anh

Churong III: Mot s6 gidi phdp hoan thién céng tdc quan tri nguén nhdn
lwc tai cong ty TNHH 1 TV TM XNK Hoang Anh

Phén tich ngudn nhan lyc tai cong ty TNHH 1 TV TM XNK Hoang
Anh duoc tién hanh nghién ctru véi sy gioi han cua thoi gian, nén dé tai chi

giai quyét nhitng van dé hét stc co ban. trong qua trinh thuc hién, dé tai
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khéng tranh khoi nhitng sai sot, khong ddy du ¥ nghia, két cAu van dé khong
chat ché&. Toi rat mong duogc sy gop Y chi dan cia cac thay co.

Tbi xin chan thanh cam on TS. Nguyén Ngoc Pién va cac anh chj trong
céng ty TNHH 1 TV TM XNK Hoang Anh da gitap t6i hoan thanh luan van
t6t nghiép nay.
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CHUONG 1:
CO SO LY LUAN VE NHAN LUC VA QUAN TRI NGUON NHAN
LUC TRONG DOANH NGHIEP

1.1. Cac khai niém co ban vé nhén lyc trong Doanh nghiép
1.1.1. Khdi niém co béin vé nhan luc

Khéi niém ngudn nhan lic c6 thé dugc trinh bay ¢ nhiéu giac do khac nhau.

Nhan luc: Bao gom tit ca cc tiém ning cliia con ngudi trong mot to
chtrc hay xa hoi (ké ca nhitng thanh vién trong ban lanh dao doanh nghiép)
tirc 12 tit ca cac thanh vién trong doanh nghiép str dung kién thuc, kha nang,
hanh vi Gmg xtr va gia tri dao duc dé thanh 1ap, duy tri va phét trién doanh
nghiép.

Theo dinh nghia caa Lién Hop Qudc, ngudn nhan luc 1a trinh d6 lanh
nghé, 1a kién thuc va nang lyc cua toan bo cudc séng con nguoi hién co thuc
té hodc tiém nang dé phat trién kinh té - xa hoi trong mot cong dong.

Nguoén nhan lyc cia mdi con nguoi bao gom thé luc va tri luc, kha
ning cua cac giac quan bao gém ca kha ning tiém tang vé tri luc, ning khiéu
cling nhu quan diém, niém tin, nhan cach.

Nguén nhan luc ctia doanh nghiép duoc hinh thanh trén co sé cac ca
nhan ¢6 vai tro khac nhau va duoc lién két v4i nhau theo nhirng muc tiéu nhat
dinh.

1.1.2. Vai tro ciia nhén luc trong doanh nghiép

Ngudn nhan lyc 1 ngudn lwc mang tinh chién lugc: Trong diéu kién xa
hoi dang chuyén sang nén kinh té tri thire, thi cic nhan td cong nghé, von,
nguyén vat lidu dang giam dan vai trd ciia nd. Bén canh d6, nhén t tri thirc
clia con ngudi ngdy cang chién vi tri quan trong: Ngudn nhén lyc c6 tinh ning
dong, sang tao va hoat dong tri 6c cua con ngudi ngay cang trd nén

guan trong.
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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 duoc qué trinh san xuét kinh doanh
d6. Mic du trang thiét bi, tai san, ngudn tai chinh 1a nhimg ngudn tai nguyén
ma t6 chirc déu can phai ¢, 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 chirc d6 khong dat duge muc tiéu.

Nguén nhan lyc 12 ngudn lyc vo tan: Xa hoi khong ngimg tién lén,
doanh nghiép ngdy cang phat trién va nguodn luc con nguoi 1a vo tin.Néu biét
khai thac ngudn lyc nay dung cach sé tao ra nhiéu cia cai vat chat cho xa hoi,
thoa min nhu cau ngay cang cao clia con ngudi.

Nghién ctru vé nguén nhan luc, thuc chét 1a dé cap dén mit sb lugng va
chat lugng ctia ngudn nhan luc.

S6 lugng ngudn nhan lyc cua bat ki qudc gia nao ciing déu duoc hinh
thanh dua trén quy mo dan sb, ma trude hét 1a tir lyc luong lao dong ciia quc
gia d6, cu thé 13 sb nguoi dang trong do tudi lao dong va c6 kha ning tham gia
lao dong san xut.

Chat lugng ngudn nhan luc 12 mot su tong hop va két tinh cta rat nhiéu
yéu to va gia tri cung tham gia tao nén, gom ba yéu t6 co ban: thé luc, tri luc
va tam luec.

Thé luc 1a tinh trang strc khoé cua con nguoi, biéu hién ¢ su phat trién
binh thuong, c6 kha nang lao dong.

Tri lyc 1a nang luc tri tu¢, kha nang nhan thirc va tu duy mang tinh sang
tao thich img vi xa hdi ciia con nguoi.

Tam lyc 1a nhitng gia tri chudn muc dao duc, pham chét tt dep va su
hoan thién nhan cach cua con nguoi, dugc biéu hién trong thuc té lao dong

san xuat va sang tao ca nhan.
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Ngudn nhan luc ctia nude ta trong thoi gian qua da ting mot cach dang
ké vé mit luong do su gia ting dan s6 & muic cao va lién tuc trong nhiéu nim
qua.

1.2. Cac Kkhai niém co ban vé quan tri ngudn nhéin lwc trong doanh
nghiép
1.2.1. Khdi niém vé quan tri nhén lwc

Quan tri ngudén nhan luc (QTNNL) La su phdi 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 su thong qua td chirc,
nham dat duoc muc tiéu chién luoc va dinh huéng vién canh cua td chuc.
1.2.2. Cdc ngi dung co bén ciia cong tic qudn tri nguén nhén lyc

Muc tiéu co ban ciia bat ky to chirc ndo ciing 13 st dung mot cac co
hi¢u qua nguén nhén luc dé dat duoc muc tiéu cia td chirc do, quan tri nguén
nhan lyc nham cung c6 va duy tri day du sb luong va chat luong lao dong can
thiét cho doanh nghiép dé dat duge muc tiéu dé ra. Quan tr1 nguén nhan luc
gitip tim kiém va phat trién nhimg hinh thirc, nhitng phuong phap t6t nhat dé
nguoi lao dong cod thé dong gop nhiéu stc luc cho viéc dat duoce cac muc tiéu
ctia doanh nghiép, dong thoi cling tao co hoi dé phat trién khéng ngimg chinh
ban than nguoi lao dong. Khong mot hoat dong nao ctia doanh nghi¢p mang
lai hiéu qua néu thiéu nhan su, quan tri nguén nhan luc 1a by phan cau thanh
khong thé thiéu ctia quan tri kinh doanh, quan tri ngudn nhan luc thuong 1a
nguyén nhan ciia thanh cong hay that bai trong hoat dong san xuét kinh
doanh.
1.2.2.1. Cong tac hoach dinh nhan sy

a. Khdi niém

Hoach dinh nguén nhan lyc 1a qua trinh nghién ctru, xac dinh nhu ciu

nguon nhan lyc, dua ra cac chinh sach va thuyc hi¢n cadc chuong trinh, hoat
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d6ng dam bao cho doanh nghiép c6 du lao dong, voi cac pham chit, k§ ning

phu hop dé thyc hién cong viéc c6 nang suat, chat lugng va hi€u qua cao.

b. Qua trinh hoach dinh nguo”‘n nhan luc

Thong thudng qué trinh hoach dinh ngudn nhan lyc dugc tién hanh

theo cac budc sau day:

HOACH DPINH NNL
Du bao K~hé néng
nhu cdu » So sanh giita nhu cdu vé [« san co vé
vé NNL kha niing sin co NNL
Cung = Cau Y Khiém dung nhén vién
7'} Du thtra nhan vién >
— 7y
Dé ra chinh sach va ké hoach

Kh@ﬁg - Han ché tuyén dung — v

hanh - Giam gio lao dong . - Thuyén chuyén
don A ' Tuyén mg - Thing chic

g - V& huu sé6m v
- Nghi tam thoi Tuyén chon - Giang chue

A 4

Kiém soat va danh gia

- Dao tao va phat

trién
|

So d6 1.1: Quy trinh hoach dinh ngudn nhén lyc

(Nguon: Nguyén Hiru Than, Qudn tri nguén nhén lyc 2008)

Buoc 1: Du bao nhu cdu va xdc dinh kha nang nguén nhan luc hién tai.

Nhu cau nguén nhan luc phai dugc xac dinh theo moét co cau lao dong

to1 uu vé s6 luong, chat luong, dac diém lao dong can cé cho tung loai lao

dong (truc tiép, gian tiép), cho timg bo phan, timg nganh nghé va tong hop

chung nhu cau lao dong toan doanh nghiép.

Pé danh gid hién trang ngué)n nhan luc, doanh nghiép dua vao viéc

thong ké, danh gia lai doi ngii lao dong vé sd luong, chat luong.
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Budce 2: Dé ra chinh sdch.

Sau khi dd phén tich kha ning ngudn nhan luc sin c¢6 va du bao nhu
cau trong tuong lai, DN s& tinh toan, can d6i gitta nhu cau va kha ning. Co
thé xay ra ba trudng hop sau :

Truong hop 1: Nhu ciu bang kha nang.

Truong hop 2: Thira lao dong (kha ning > nhu cau).

Truong hop 3: Thiéu lao dong (kha ning < nhu cau).

Véi mdi trudng hop trén, doanh nghiép s& dé ra cac chinh sach, ké
hoach va chuong trinh thich hop.

Budc 3: Thue hién cdc ké hoach.

Pé dam bao cho doanh nghiép ludn co du sb luong lao dong véi cac
pham chat va k¥ nang can thiét va str dung c6 hiéu qua nhat nguén nhan luc
d6, doanh nghiép khong phai chi cha trong cac cong viée thudc vé tuyén
dung, tinh gian bién ché, ma con phai thuc hién phdi hop cac chinh sach, ké
hoach, chuong trinh quan tri nguén nhan luc cho doanh nghiép trong céc linh
vuc khac nhu dao tao va phat trién, dai ngd va phuc lgi, dong vién, kich thich
nguoi lao dong...

Buéc 4: Kiém tra va déanh gid.

Muc dich cuia budc nay nham kiém tra xt6i cac ké hoach va chuong
trinh c6 phu hop véi myc tiéu dé ra hay khong: danh gia tién trinh, muc do dat
duoc & mbi giai doan, tur 6 diéu chinh ké hoach cho phu hop.
1.2.2.2. Céng tic tuyén dung

a. Khdi niem:

Tuyén dung 13 qua trinh nham thu hat va tim kiém nguoi lao dong tir
nhiéu ngudn khac nhau cho vi tri cong viéc trong nham lya chon ra ngudi tot
nhét cho vi tri cong viéc do.

Tuyén dung nhan lyc gém 2 qua trinh:
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- Tuyén mo: 13 mot tién trinh thu hat nhitng ngudi c6 kha ning tir nhiéu
ngudn khac nhau dén ding ky, nop don tim viéc lam.

- Tuyén chon: 12 quyét dinh xem trong sb cac tmg vién ay ai 12 nguoi
hoi tu du tiéu chuan dé 1am viée cho cong ty.

b. Vai trd cta cong tac tuyén dung ngudn nhan luc trong doanh nghiép:

- Tuyén dung nhén luc duoc xem 1a hoat dong trong tim cho su thang
loi ctia to chirc vi gop phan dam bao nguyén tic: ding ngudi dung viée, dung
thoi diém can. Cong tac tuyén dung nhan luc t6t s& 1a bude khoi dau 1a nén
tang cho su thanh cong cia doanh nghi¢p

- Cong tac tuyén dung nhan lyc tét s& giup doanh nghiép tranh duoc
nhirng rui ro khong dang co:

+ Gay t6m kém chi phi cho doanh nghiép (Chi phi sa thai, chi phi dao
tao, chi phi 1am san pham hong...)

+ Tao tam 1y bat an cho nhan vién.

+ Gay anh huong dén uy tin cho doanh nghiép do chit luong san pham
khéng dap ung yéu cau khach hang.

- Cong tac tuyén dung tot 1a diéu kién thuc hién c6 hiéu qua cac hoat
dong quan tri nhan lyc khac nhu sir dung, dao tao va phat trién nhan lyc...va

cling l1a diéu kién dé€ phat trién van hoa té chic ngay cang lanh manh.
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C. Quy trinh tuyén dung:

Hoach dinh nguén nhan luc

A 4

Céc giai phéap khac

v

Tuyén mo

Nguodn ndi bd Nguon bén ngoai

v V}

Céc phuong phap ndi bo Céc phuong phap bén ngoai

N~

Cac cai nhan dugc tuyén mo

So' d6 1.2: Quy trinh tuyén md ngudn nhan lyuc

(Nguon: Nguyén Hiru Than, Qudn tri nguén nhén lyc 2008)
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v

Xét ho so xin viéc

A

Trac nghiém

A 4

A 4

Phong van so bo

v

A 4

Phong van ky (Sau)

A 4

(0q 120T) oBq iq UIA Fuf)

A 4

Tham khao va suu tra 1y lich

Quyét dinh tuyén chon >

Kham strc khoe

A 4

y

Tuyén dung bd nhiém

A 4

So @6 1.3: Quy trinh tuyén chon nguén nhén lyc

(Nguon: Nguyén Hiru Than, Qudn tri nguon nhdn lec 2008)

d. Tuyén dung noi bo va tie bén ngoai (Nguon tuyén dung):
C4 hai chién lugc tuyén dung ndi bd va tir bén ngoai déu c6 vu diém va

han ché nhét dinh. Vi viée tuyén dung nhan lyc tir bén ngoai, mac du co thé
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tim kiém nhitng ngudi méi hoan toan nhung ho lai c6 du hiéu biét, kinh
nghiém va sin sang 1am viéc trong thoi gian yéu cau cia cong viéc. Tuy nhién
viéc tuyén dung ndi bo lai dé thuc hién hon va khong tdn kém 1dm do ung
vién di co sin bén trong t6 chirc cong ty. Diéu nay ciing 1a loi thé dé khuyén
Khich cac nhan vién trong ndi bd to chirc cong ty c¢b gang lam viéc tot hon,
gan bo véi cong ty dé co thé duge lua chon va bod nhiém vao vi tri cong viée
t6t hon nhung ciing nhiéu thach thic hon.

Tai Viét Nam, hién c6 nhiéu cong ty c6 chinh sach tuyén dung nhan
vién, cur nhan tré, mai tot nghiép dai hoc dé dao tao va thtr thach véi cac vi tri
cong viéc nhiéu thach thirc nhung ciing c6 nhiéu co hoi thing tién. Mot sb
cong ty khac lai co hé thong ghi nhan, danh gia két qua va kha nang 1am viéc
clia tirng nhan vién véi muc dich phat trién nhan luc trong ndi bo cong ty.
1.2.2.3. Cong tac su dung nhdn luc

a. Khai niem:

Str dung ngudn nhan luc 1a hoat dong tiép theo ctia qua trinh dao tao va
tuyén chon nhan luc, do d6 viéc dao tao va tuyén chon c6 anh hudéng rat 16n
dén nguén nhan lyc. Néu nhu nguén nhén luc dugc dao tao tot, nam vitng
chuyén moén nghé nghiép thi cong tac sir dung ngudn nhan lyc s& dat duoc
hiéu qua cao va nguoc lai.

b. Ngi dung ciia cong tdc sir dung nguon nhan lyc:

Sau khi d3 sang loc k¥, ra quyét dinh tuyén dung va bd tri cong viéc.
Nha quan tri xem xét nhan vién duoc tuyén dung qua qué trinh lam viéc cling
nhu nhitng k§ ning, kinh nghiém, trinh do hoc van, tinh cach... c6 thé co
dugc bang cach hoi nhitng cong ty ma ho timg 1am, cac ddng nghiép cung lam
hay cac to chirc va ca nhan c6 lién quan khéc cling v6i qua trinh thir, hoc viéc.
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 cad nhan do hay khong. Néu chon dugc cd nhan
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pht hop véi vi tri cong viée va méi trudng kinh doanh thi c6 thé thu duogc loi
ich lau dai tir ngudi lao dong. Tuy nhién, néu chon ngudi khong phu hop thi
t6 chirc cong ty s& gap nhiéu kho khin va c6 thé xung dot véi ngudi lao dong.
Chinh vi vy ma cong tac sir dung ciing nhu quy trinh tuyén dung nhan luc
phai duoc tién hanh quy cu cung véi su phan tich va can nhic ky cang dé co
thé b tri nhitg c4 nhan phi hop nhét véi yéu cau viéc lam.

St dung ngudén nhan lyc 1a mot viéc 1am kho boi khong phai tuyén
dung dugc ngudn nhan luc vao cong ty 1a hét trach nhiém ma con phai bé tri
cong viéc phi hop véi kha nang va dic diém timg nguoi. Nhitng ngudi nong
tinh thi khong thé bd tri ho vao bo phan tiép xtc truc tiép véi khach hang boi
tinh tinh ctia ho rat dé khién doanh nghiép mat di luong khach hang dang ké.
Pé hiéu dugc cép dudi cia minh, can bd quan 1y phai thuc su hoa déng, biét
lang nghe v kién cta cac thanh vién, chi dong giai quyét cac mdi bat hoa
trong cong ty boi vi d6 chinh 13 sy ran nit trong to chic.

Mdi can bd cong nhan vién déu cé nhimg mit 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 ding kha ning ho phai 1a ngudi 1anh dao sang sudt, chi
cong vo tu dé tir d6 bé tri, sap xép can bd 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 moti, bd tri lai lao dong thong qua
thuyén chuyén, dé bat va giang chirc hay con goi 1a qua trinh bién ché ndi bo
cong vigc. Néu qua trinh bd tri nhan lye duge thuc hién tdt mot cach c6 dinh
hudng va chu dinh hop 1y thi doanh nghi¢p s€ dong vién dugc su dong gép
cao nhat cua nguoi lao dong. Mat khac cac dang cua thoi vige nhu: Ty thoi
viéc, sa thai cling gy ra nhitng ton that, kho khin nhét dinh cta ca 2 phia, do

d6 phai thuc hién mot cach chu dong dé dat duoc hiéu qua nhat.
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- Pinh huéng: La mot chwong trinh dugc thiét ké nham gitp d& lao
dong moi 1am quen v6i doanh nghiép va bat dau cong viéc mot cach ¢ hiéu
SUAt.

- Thuyén chuyén: La viéc chuyén ngudi lao dong tir vi tri nay sang vi
tri khac. Xuét phat tir nhu cau ciia doanh nghiép va co thé do nguyén vong
clia nguoi lao dong. Khi thuyén chuyén can dam bao phu hop giira trinh do
cuia nguoi lao dong va vi tri cong vi¢c mdi, phai thuc hién cac hoat dong dao
tao dé cung cap kién thirc va k¥ nang can thiét cho nguoi lao dong khi chuyén
sang vi tri cong viéc mdi. Khi thuyén chuyén phai dya trén co sé tién luong,
tién cong cua nguoi lao dong khi lam viéc & vi tri méi va phai duge 1anh dao
don vi chap thuan.

- Thang chtic: Viéc chuyén mot ngudi nao d6 1én vi tri cao hon trong
doanh nghiép v6i muc tién lwong cao. Dé qua tri thing tién dat dugc két qua
t6t va co tac dung tich cuc, doanh nghiép c6 nhitng chinh sach hop 1y khuyén
khich sy phat trién ciia mdi c4 nhan, cc thi tuc dé bat phai rd rang va thong
nhat. Mot chinh sach t6t dé thuc hién quan diém ctia nha lanh dao la khuyén
khich va quan tam dén viéc dé bat trong ndi bo doanh nghié¢p nham tao diéu
kién cho cong viéc tot hon, thu nhap cao hon cho ngudi lao dong.

- Giang chuc: La viée dua ngudi lao dong vao vi tri ¢ cuong vi va tién
lwong thap ho, co trach nhiém va co hoi it hon. Giang chire thuong 1a két qua
cua vi¢c ky luat hay cit giam bién ché hodc do trinh d9, stc khoe cua nguoi
lao dong khong dap g dugc nhu cau cong viéc.

- Théi viée: 1a viéc chdm dit quan hé lao dong giira c4 nhan ngudi lao

dong voi doanh nghiép.
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1.2.2.4. Céng tdc dao tao va phat trién

a. Khai niem:

Muc tiéu tong quét cta chirc niang dao tao huan luyén phan anh qua ba
thanh t6 sau day:

Danh tir ddo tao: bao gdm céac hoat dong nham muc dich ning cao tay
nghé hay k¥ ning cia mot ca nhan doi vdi cong viéc hién hanh.

Gi4o duc: bao gé)m cac hoat dong nham muc dich cai tién, nang cao su
thuan thuc khéo 1éo cia mot ca nhan mot cach toan dién theo huong nhét dinh
nao do vuot ngoai cong viéc hién hanh.

Phiét trién (development): Bao gém cac hoat dong nhdm chuan bi cho
cong nhan vién theo kip véi co ciu to chirc khi no thay do6i va phat trién .

b. Muc dich cua dao tao va phat trién nguén nhan lyc:

Gitp cong nhan hoan thanh tét cong viée duge giao, nhay bén trudc
cong viéc mai.

Cap nhat cac k¥ ning, kién thirc méi cho cong nhén vién, giup ho c6
thé dua cac thanh tyu vé céng nghé va k¥ thuat vao phuc vu doanh nghiép.

Tang hi€éu qua quan 1y nho ap dung phuong phap, phuong tién quan 1y
phtt hop véi trinh d6 phat trién cta khoa hoc, cong nghé va méi truong kinh
doanh ctia nha quan tri.

Giai quyét cac van dé vé to chirc, xung dot ca nhén, t6 chirc cong doan
v6i1 cac nha quan tri s€ dugc thong qua dao tao va phat trién, cling nho d6 ma
chinh sach quan ly nguén nhan lyc ctia doanh nghiép dugc hoan thién.

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 vi¢c cho cong nhan moi.

Dap tmg hoc tip va phat trién lao dong.
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Xéc dinh 16 nhu cau PT & PT

A 4

An dinh cac muc tiéu cu thé

\ 4

Lya chon cac phuong phap thich hop

\ 4

Lua chon cac phuong tién thich hop

A 4

Thuc hién chuong trinh BT & PT

A 4

Danh gia chuong trinh DT & PT

So @6 1.4: Quy trinh dao tao va phat trién ngudn nhan lue

(Nguon: Nguyén Hiru Than, Qudn tri nguén nhén lyc 2008)

. Cac phwong phap dao tao nhan luc:

< Dao tao tai ché (On the job training)

Cong nhan s€ lam viéc chung vo1 mot nguoi thg co6 kinh nghiém hon.
Cong nhan nay vira hoc vira lam bang cach quan sat, nghe nhimg 15i chi dan
va lam theo. Phuong phap nay chi co6 két qua néu hoi tu ba diéu kién sau:

- Phuong phap nay doi hoi nd luc cta ca cap trén 1an cap dudi.

- Cap trén chiu trach nhiém tao nén bau khong khi tin tudng.

- Cép trén phai 12 nguoi biét lang nghe, kién nhan.

% Dado tao hoc nghé (Apprenticeship Traning)
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Pay 1a phuong phap phdi hop 16p hoc 1y thuyét v6i phuong phap hoc
tai chd. Phuong phap nay chu yéu ap dung ddi véi cac nganh nghé thu cong.
Thoi gian huan luyén tir mot dén sau nam tiy theo loai nghé.

% Phwong phap svr dung dung cu mo phong (Sinulators)

Céc dung cu md phong la cac dung cu thude da loai mé phdong giéng
hét nhu thyc té, tir cac mo hinh gidy cho dén dung cu dugc computer hoa cho
hoc vién thuc tap. Trong mot vai trudng hop, phuong phap ndy c6 vu diém
hon 12 b6t tén kém va b6t nguy hiém.

% Dao tao xa noi lam viéc (Vestibule Traning)

Phuong phap ndy gan gidng phuong phap sir dung dung cu mo phong,
nhung khac 14 cac dung cu gan giong hét nhu may moc noi san xuat. Uu diém
cia phuong phap nay so véi phuong phap dao tao tai chd & chd cong nhan
hoc viéc khong 1am gian doan hay tri tré ddy truyén san xuat nhung lai c6
nhugc diém 1a ddi véi cong nhan hoc viée ding may c6 thé gay nguy hiém
dén tinh mang hodc pha huy co s¢ vat chit. Thong thudng cac huan luyén
vién la nguoi day ddn kinh nghiém.
1.2.2.5. Cac chinh sach dai ngo

a. Danh gia thanh tich cong tac

s Khai niém:

Danh gid hoan thanh cong tac hay con dugc goi 1a danh gia thanh tich
cong tac (TTCT) (Performance appraisal) 1a hé thong chinh thtrc duyét xét va
danh giad sy hoan thanh cong tic ciia mgt ca nhan theo dinh ky.

% Y nghia ddnh gid thanh tich c¢ong tdc:

Panh gia thanh tich cong tac 1a mot cong viée rat quan trong boi no 1a
co s dé khen thuong, dong vién, hodc ky luat ciing nhu gitp nha quan trj ap

dung viéc tra luong mot cach cong bang. Viéc danh gia thanh tich cong tac
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hoi hot, so sai, chu quan s& dan dén nhirng t¢ hai nhét trong quan tri nguén
nhan luc.

% Muc tiéu va chinh sach danh gia thanh tich cong tdac:

» Muc tiéu danh gid thanh tich cong tac:

- Cai thién hiéu ning cong tac va thong tin phan hoi.

- Hoach dinh tai nguyén nhan lyc.

- Tuyén md va tuyén chon

- Phat trién tai nguyén nhén lyc.

- Hoach dinh va phat trién nghé nghiép.

- Luong bong dai ngo.

- Quan hé nhan su noi1 bo.

- Paénh gia tiém niang cla nhan vién.

» Chinh sdach danh gia thanh tich cong tac:

- Duy tri va khuyén khich cho nhing thanh tich vuot troi.

- Duy tri va cai tién chat luong lanh dao dong thoi ting thudng cho
nhimg nguoi duge dénh gia tét.

- Pay manh co hoi cho nhan vién c6 kha ning tham gia vao cic quyét
dinh quan tri ma ho am hiéu.

- Lam cho nhan vién hoi nhap va gian bo véi to chiic ciing nhu mu tiéu
ctia to chic.

- Tang cuodng tdi da cac co hoi dé nhan vién co kha ning phat trién,
khang dinh dugc tai ning cao nhat cia minh va phat trién tiém ning.

- Cép quan trj 1a ngudi thay, 1a ngudi huan luyén vién ludn gitp d& va
kém cdp luc luong lao dong cua minh.

- Nha quan tri khong vi pham céc luat 1€ va quy dinh ctia nha nudc

cling nhu cia cong ty — nghia la khong ky thi phai tinh, khong phan biét
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chung toc, khong phan biét ddi xtr véi nguoi co tat hodc mdt thanh ph?m ca
nhan nao do.

» Quy trinh ddnh gid thanh tich cong tac:

Xéc dinh myc tiéu danh gia TTCT
v
Andinh ky vong cong viéc (phan tach
cong viec)
v

Xem x¢&t cong viee dugce thyc hién

v

Danh gid hoan thanh cong tac

v

Thao luan viécdanh 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 bong va ddi ngé
s Khai niém:
Luong bong va dai ngd (Compensation) 14 chi vé mot loai phan thudng
ma mot c4 nhan nhan duogc dé d6i léy strc lao dong cua minh.
Co ciu luong bong va dii ngd bao gom cac thanh phan sau: Thu lao co

ban, cac khuyén khich tai chinh, cac phtic 191 va cac yéu to phi tai chinh.
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LUONG BONG VA PAI NGO

TAI CHINH

Truc tiép

Gian tiép

- Luong cong
nhat.

- Hoa héng.

- Tién thudng.

- Luong thang.

- Bao hiém.

- Tro cap XH.
- Phuc loi.

+ Vé huu

+ An sinh XH
+ Pén bu

+ Tro cap gido
duc

+ Dich vu

- Véng mat
duogc trad luong

+ Nghi he
+ Nghi 18

+ Om dau...

PHI TAI CHINH

Ban than Moi truong lam
cong viéc viéc
- Nhiém vu - Chinh séch hop
thich tha 1y
Y - Kiém tra khé
-Phén d4u lag A KACO

- Trach nhiém

- Co hoi duoc
cAp trén nhan
biét

- Cam giac
hoan thanh
cong viéc

- Co h¢i thang
tién

- Pong nghiép
hop tinh

- Biéu tuong dia
vi phu hop

- Diéu kién lam
viéc thoai mai

- Gi0 uyén chuyén

- Tuan I€ lam viéc
don lai

- chia sé cong viéc
- Lya chon phuc
loi

- Lam viéc 6 nha
qua computer

So d0 1.6: Lwong bong va dii ngd trong doanh nghiép

% Lwong bong ddi ngé kich thich sdan xuat

(Nguon: Nguyén Hiru Than, Qudn tri nguon nhdn lwc 2008)
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Thi truwong lao dong

- Luong bong trén thi
truong

- Chi phi sinh hoat
- Cong doan

- X4 hot

- Nén kinh té

- Luat phap

Ban than céng viéc

banh gia cong viéc

A 4

A 4

An dinh mic lwong

Luong bong va
dai ngd cho tung
ca nhan

Ban than nhan vién

- Mtic hoan thanh
cong viéc

- Thdm nién
- Kinh nghi¢m

- Thanh vién trung
thanh

- Tiém nang cua nhan
vién

MOi truwong cong ty
- Chinh sach

- Bau khong khi van
hoa cong ty

- Co c4u t6 chue

- Kha nang chi tra

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

(Nguon: Nguyén Hiru Thdan, Qudn tri nguén nhén lwc 2008)

% Cdc phwong phdp tra lwong bong:

» Tra luong theo gio hay theo thoi gian:

Pay 1a phuong phap tra luong don gian va thong thudng nhét. Tra

luong theo gid 13 theo ti 18 tién cong lao dong trong mot gid. Tién cong lao
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dong trong mot gior khong déng déu cho moi céng nhan, nhung tinh theo bang
thang diém cho mdi cong viéc. Tién thu lao trong mot gid s& twong Ung voi
trinh 6 mdi cong nhan, duoc danh gia qua nic thang diém.

Uu diém:

Tra luong theo thoi gian dugc ap dung rat pho bién trén thé gidi vi yéu
t6 chat luong va do chinh xac ngdy cang duoc chi trong, toc d san xuat
thuong duge tu dong hoa hoic day truyén hoa. Tra luong theo thoi gian rat dé
tinh toan va dam bao mot khoan thu nhap nhét dinh trong thoi gian di lam
viéc.

Nhueoc diém:

Tra luong theo cach nay chi thuan tay do ludng duge sy hién dién cua
cong nhan doi véi cong viee san xuét, chit chua do luong duge stc ¢ gang
hodc hiéu qua san xuat. Do d6 dé giai quyét van dé nay can dén ddc thuong
Xuyeén.

Céch tinh luong theo phuong phdp tra luong theo gid hay theo thoi
gian:

TL = Luong + Phu Cap(néu c6)/Ngay cong chuan cia thang x sé ngay
lam viéc thuc té

> Phirong phdp tra lirong kich thich lao dong theo san pham:

Tra luong theo phuwong phap kich thich lao dong theo san pham ap
dung ddi véi cong nhan truc tiép san xuét dya trén co sé xuit luong san pham
trong mot don vi thoi gian; tra lwong cho nguoi ban trén co sé doanh thu va
tra luong cho ddc cong trén co s& tiét kiém vat tu va lao dong.

Uu diém:

Phuong phap tra luong nay c6 191 cho ca 2 phia cong nhan va phia cong
ty, bang cach gia ting xuat lvong, cong nhén ciing gia ting muc thu nhap cua

minh, trong d6 cong ty 1 ¢4 nhiéu san pham voi chi phi lao dong timg don vi
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san pham thip hon va dau phi timg don vi san pham thip hon (overhead
charge per unit) thip hon.

Nhuoc diém:

Do qua chu trong vao sd lugng san pham do chay chi tiéu ma phuong
phap ndy co dan téi tinh trang nguoi lao dong it quan tAm chat luong san
pham, tiét kiém nguyén vat liéu va stir dung hop 1y may moc thiét bi.

Céch tinh luong theo phuong phap tra luong kich thich lao dong san
pham:

TL = San lugng san pham x don gia san pham

= Khéng ¢6 hinh thic trd luong ndo 1a toi wu ca. N6 chi toi vu véi loai
hinh cling nhu hoan canh va bau khong khi vin hoa cua ting cong ty.

» Phuc loi:

Phuc loi hay con goi 1a lvong bong ddi ngd gian tiép vé mat tai chinh.

Phtic 1oi bao gdm hai phan chinh 1a phuc loi theo phéap luat quy dinh va
phuc 1oi cho cac cong ty tu nguyén ap dung nham kich thich dong vién nhan
vién lam viéc va duy tri, 16 cudn nguoi cé tai lam viée tai cong ty (Bao hiém
y té, chuong trinh bao vé stc khoe, bao hiém nhan tho theo nhém, cac loai
dich vu, tién boi dudng doc hai nguy hiém va cac tro cip khéc).

» Dai ngo phi tai chinh:

Nhu ching ta da biét, khong chi cac kich thich tai chinh méi dong vién
nhan vién lam viéce t6t dugc. Ddi v6i cac nude phat trién nhiéu khi cac kich
thich phi tai chinh con quan trong hon kich thich vé mit tai chinh. Riéng tai
Viét Nam da s6 nhan dan lao dong con qua ban tdm dén miéng com manh 4o,
nén céc kich thich phi tai chinh chua thuc sy tré thanh nhu cau thiét yéu trong
cudc séng lao dong. Tuy nhién tuong lai khi dat nudc phat trién van dé nay sé

can dugc quan tam hon khi mirc song nhan vién dugc nang cao.
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1.3. Cac chi tiéu danh gia nhan luc tai doanh nghi¢p

1.3.1. Cdc chi tiéu dinh lugng

a. Panh gid nang sudt lao déng theo doanh thu

Doanh thu 13 tong gia trj hang hoa va dich vu do ban hang va cac hoat
dong dich vu sau ban hang. Py 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

mot nam. Chi tiéu duoc tinh theo cong thure sau:

Trong do:

+ W: Ning suit lao dong thuc hién binh quan tinh theo doanh thu cua
nam trude lién ké;

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

+ L: S6 lao dong thuc té sir dung binh quan ctia nam trudc lién ké;

- Diém manh: D@ tinh, d& st dung rong rai cho moi loai hinh hoat dong
ctia ctia doanh nghiép va c6 thé so sanh véi ning suat lao dong gitra cac loai
hinh doanh nghiép khac nhau.

- Piém yéu: Khong phan anh duoc mic chi phi trong hoat dong 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 st dung dé phan tich hiéu qua do ngudi lao dong mang lai
cho doanh nghiép. Chi tiéu nay cho biét c mot ngudi lao dong trong thoi
gian nhét dinh tao ra dugc bao nhiéu don vi san phém, cong viéc. Tt do lanh
dao doanh nghiép c6 thé biét dugc phai sir dung bao nhiéu lao dong va nhimg

loai lao dong nao.
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c. Muvrc do hoan thanh cong viéc

Pé danh gia mirc do hoan thanh cong viéc clia nhan vién can xay dung
cac chi tiéu dé danh gia, c6 thé bao gdm cac tiéu chi c6 lién quan tryc tiép dén
cong viée va cac tiéu chi khong lién quan truc tiép dén cong viéc. Do d6 phai
xdy dung va giao chi ti€éu nhi¢m vu cu thé cho tung b phan, tung loai lao
dong. Dya vao két qua lam viéc dé danh gid cong viéc theo cac mirc do: Pat,
kha va yéu.

d. So6 luwong nhan sy

So sanh sb luong nhan luc cau doanh nghiép hién cé véi s6 lugng can
thiét dé hoan thanh cong vi¢c thuc té theo chuc nang, nhiém vu cua doanh
nghi¢p. Noi dung danh gid theo hai tiéu chi sau:

- Tiéu chi tuyét dbi:

Muc do dap ing nhan S6 lugng nhan luc S6 lugng nhan luc

luc vé s6 lugng thuc té can thiét
- Ti€u chi twong doi:

Murc do ddp ing nhan  S6 lwong CBCNV thuyc té
luc vé sb lugng ~ S0 lugng CBCNV can thiét

100%

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

+ S6 lwong CBCNV thuc té cin ¢t vao bao cdo tinh hinh nhan lyc tai
thoi diém danh gia.

+S6 luong CBCNV can thiét cin cr vao cac tai liéu lién quan vé chtc
nang nhiém vu cia doanh nghiép, chién lugc ciia doanh nghiép cho timg giai
doan phat trién cu thé lién quan dén thoi diém danh gia va cac chinh sach phét

trién nhan luc cia doanh nghiép.
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e. Vé co cdu té chire ciia cde bd phdn ( phong, don vi)

So sanh ty trong CBCNV cho ting bd phan thuc té hién ¢ voi yéu cau
vé co cau CBCNV cho timg bo phan. Tir d6 c¢6 két hoach sap xép dé dap tng
nhu ciu cong viéc.

[ Vé trinh &6 chuyén mén, nghiép vu

So sanh ty trong nhan luc theo trinh d§ dugc dao tao thuc té hién c6 véi
ké hoach vé co cAu nhén luc theo trinh do duoc dao toa va dua ra nhan xét.
Can ctr dé danh gia:

- Co cau nhan luc theo trinh d6 duoc dao tao thuc té co: Léy s6 liéu cua
doanh nghiép tai thoi diém danh gia.

- Ké hoach co ciu nhan luc theo trinh do dao tao xac dinh theo co ciu
ctia chuyén gia tu van.

- Panh gid hiéu qua quan tri nhan lyc theo trinh do chuyén moén cua
nhan vién:

Bang cach so sanh s luong lao dong theo nhu ciu véi sé lugng lao
dong hién c6 sé phat hién dugc sb lao dong du thira hoac thiéu trong tung
cong viée ciing nhu toan doanh nghiép. Ta str dung bang sau dé so sanh:

Bang 1.1: So sanh s6 lwong lao déng theo nhu ciu va thuc té cia

doanh nghiép
DVT: VND
Bo phan(P.hong, 89 lu’(_)’r_lg Iag SO luong lao gong theo Thira | Thiéy
don vi) dong hién co nhu cau
1
2

(Nguon: Phong té chirc hanh chinh)
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1.3.2. Cdc chi tiéu dinh tinh

Sy hai long va thoa man cia CBCNV trong doanh nghiép thé hién qua
nhan dinh ctia nhan vién vé muc do hai 1ong cia ho dbi véi cong viéc, moi
trudong lam viéc, co hdi dao tao, co hoi thang tién... Dé danh gia chi tiéu nay
thong thuong cac doanh nghiép str dung phiéu khao sat, tham do tir chinh ban
than nhan vién trong doanh nghiép d6.

1.4. Cac yéu t6 anh huwéng dén cong tic quan tri ngudn nhin lyc trong
doanh nghiép
1.4.1. Céc yéu t6 bén trong

- S mang, muc tiéu cua doanh nghiép : Pay 1a mot yéu té thudc moi
trudong bén trong cua doanh nghiép, anh hudng té1 cac bo phan chuyén mon
khac nhau va cu thé 1a bd phan quan tri nhan su.

- Chinh sach chién lugc ctia doanh nghiép: Mot sé chinh sach anh
hudng td1 quan tri nhan su : cung cép cho nhan vién mot noi lam viéc an toan,
khuyén khich moi ngudi 1am viéc hét kha ning ctia minh, tra luong va dai ngd
khuyén khich nhéan vién 1am viéc véi ning suat cao...

- Bau khong khi- vin hoa cta doanh nghiép: La mot hé théng cac gia
tri, niém tin, cac chuin muc duoc chia sé, nd théng nhét cac thanh vién trong
mot to chire. Cac t chirc thanh cong 1a cac t6 chirc nudi dudng, khuyén khich
su thich ing nang dong, sang tao.

1.4.2. Cdc yéu t6 bén ngodi

Nhan t6 nay anh huéng dén cac hoat dong ciia doanh nghiép sau khi
nghién ctru k§ moi trudng bén ngoai doanh nghiép s& dé ra sit mang muc tiéu
cuia minh.

- Khung canh kinh té: Chu ky kinh té va chu ky kinh doanh anh huong
rat 1on dén quan tri nhan su. Trong giai doan suy thoai kinh té hodc kinh té

bat 6n c6 chiéu hudng di xuong thi s€ anh hudng tryc ti€ép dén cac chinh sach
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vé nhan su cua doanh nghiép . Doanh nghiép mot mit phai duy tri cac lao
dong co tay nghé, mit khac phai giam chi phi lao dong doanh nghiép phai
quyét dinh giam gid 1am viéc, cho nhan vién tam nghi viéc hodc giam phiic
loi.

- Dan s, luc lugng lao dong: Ty 1é dan s6 phat trién nhanh va 16n hon
ty 1¢ phat trién kinh té, luc luong lao dong hang nim can viéc lam cao thi
doanh nghi¢p co nhiéu co hoi lya chon lao dong co chat luong.

- Vin hoé- x3 hoi: Mot nén vin hoa c6 nhiéu dang cép, nhiéu nic thang
gia tri khong theo kip voi da phat trién cia thoi dai rd rang né kim ham,
khong cung cdp nhan tai cho doanh nghiép. Piéu nay di dén hau qua 1a bau
khong khi van hoa trong doanh nghiép bi anh hudng.

- Pi thu canh tranh: Trong nén kinh té thi trudng nha quan tri khong
phai chi canh tranh vé sén phém ma con canh tranh vé nhan sy. Nhan su 13 ¢t
1061 ctia hoat dong quan tri. Dé ton tai va phat trién khong c6 con dudng nao
bang con dudng quan tri nhan su mot cach c6 hiéu qua. Nhan sy 1a tai nguyén
quy gia nhit vi vay doanh nghiép phai lo giit gin, duy tri va phat trién. Dé
thuc hién dugc diéu nay cac doanh nghiép phai c6 chinh sach nhan su hop 1y,
phai biét lanh dao, dong vién, khen thudng hop 1y tao ra mot bau khong khi
gin bo trong doanh nghiép. Ngoai ra doanh nghiép con phai c6 mdt ché do
lwong bong du dé gitt nhan vién 1am viéc véi minh, cai thién méi truong 1am
viéc va cai thién phuc loi. Néu doanh nghi¢p khong thuc hién tdt chinh sach
nhén sy thi d6i thu canh tranh s& loi dung dé 161 kéo nhiing nguoi co trinh do,
doanh nghiép s& mat dan nhan tai. Su ra di ctia nhan vién khong thuan tuy chi
van dé luong bong ma 1a sy tong hop cua nhiéu van dé.

- Khoa hoc- k¥ thuat: Cac nha quan tri phai dao tao nhan vién cia minh
theo kip v6i da phat trién cta khoa hoc- k¥ thuat. Khi khoa hoc-ky thuét thay

doi mdt s6 cong viéc hoac mot s6 ki nang khong con can thiét nira do do
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doanh nghi¢p phai dao tao lai luc luong lao dong cia minh. Sy thay ddi vé
khoa hoc ddng nghia véi viée 1a can it nguoi hon nhung van phai san xuit ra
s6 luong san pham twong ty nhu trude nhung cé chat lugng hon. Piéu nay cé
nghia 13 nha quan tri phai sip xép luc luong lao dong du thira.

- Khéch hang: La muc tiéu cia moi doanh nghiép. Khach hang mua san
pham, dich vu cta doanh nghiép 1a mot phan ciia moi truong bén ngoai.
Doanh s6 1a mot yéu td toi quan trong ddi véi su séng con ctia mot doanh
nghiép. Do vay cac nha quan tri phai dam bao duoc rang nhan vién ciia minh
s& san xuét ra cac san pham phu hop véi thi hiéu ciia khach hang. Nha quan tri
phai 1am cho nhan vién ciua minh hiéu 1a khong c6 khach hang thi khéng co
doanh nghiép va ho s& khong c¢6 co héi lam viéc nira. Ho phai hiéu ring
doanh thu ctia doanh nghiép anh hudng dén tién luong ciia ho. Nhiém vu cia

quan tri nhan sy la 1am cho cac nhan vién hiéu duoc diéu nay.
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TOM TAT CHUONG 1

Quan tri ngudn nhan luc ngdy nay gin lién véi moi t6 chuc bat ké co
quan t6 chirc d6 c6 bo phan nhan sy hay khong. Trong mdt cong ty can phai
hoach dinh, tuyén dung, danh gia, dao tao va phat trién két hop vo1 luong
bong, chinh sach thich hop thi méi c6 thé thé thu hut va giit chan nhan vién
gidi. Nhu vy cong ty mdi c6 mot ngudn luc lao dong doi dao, tién tién thi

méi c6 thé canh tranh, phat trién tot hon.

Trong chuong 1, ta da dua ra mdt s6 nhirng khai niém vé quan tri
nguodn nhan lyc, vé dinh nghia ciing nhu quy trinh tuyén dung, dao tao.Pong

thoi noi rd vé luong bong, dai ngd trong mot doanh nghiép.

Duya vao nén tang co s¢ Iy luan nay, chung ta tiép tuc két hop thém
nhimg phuong phap kiém tra, théng ké dé khao sat, phan tich tinh hinh quan
tri nguon nhan luc thuc té tai cong ty TNHH 1 TV XNK Hoang Anh trong ba
nam 2013-2015.
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CHUONG 2:
PANH GIA THUC TRANG CONG TAC QUAN TRI NHAN
LUC TAI CONG TY TNHH 1 TV TM XNK HOANG ANH

2.1.Gié6i thiéu vé cong ty TNHH 1 TV XNK Hoang Anh
2.1.1. Qua trinh hinh thanh va phat trién ciia cong ty

Tén tiéng Viét: Cong ty TNHH 1 TV XNK Hoang Anh

Dia chi: S6 547 duong Nguyén Binh Khiém, khu 7, Phuong Hai Yén,
Thanh phd Méng cai, Tinh Quang Ninh.

bién thoai: (84 33) 3825353 / 3825195

Fax: 84 33 3826352

Gidy chiing nhan dang ky kinh doanh:

M s6 thué : 5700904190

Ngay cap: 18/9/2004

Co quan cdp: Phong Piang ky kinh doanh, S& Ké hoach va Pau tu
Quang Ninh
Vén diéu 1&: 23.500.000.000 VND

Cong ty TNHH 1 TV XNK Hoéang Anh c6 tién than 1a Xi nghiép Xuat
khau Thuy san Hoang Anh, dugc thanh lap tir naim 2004. Cong ty 1a co s ché
bién thuy san xuat khau rat c6 tiéng ¢ tinh Quang Ninh.

Vung nguyén liéu chinh cua Cong ty 1a nguyén liéu tu nhién & Vinh
Bic B9, tap trung chi yéu 1 ngu truong doc theo bo bién dai 250 km ciia tinh
Quéang Ninh.

cong ty TNHH 1 TV XNK Hoang Anh dugc thanh lap 1an dau theo
quyét dinh s6 944HS/QD cua Bo truong Bo Hai san ngay 18/9/2004 véi tén
goi 1a Cong ty XNK Thuy san Hoang Anh; Sau d6 duoc doi tén thanh Cong
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ty TNHH 1 TV XNK Hoang Anh) bang quyét dinh sé 289TS/QD ngay 16
thang 4 ndm 2006 ctia BJ trudng Bo Thuy san .

Giai doan tir 2010dén 2013 1a thoi ky Cong ty phat trién manh mé va
d3 tro thanh Doanh nghiép XNK Thuy san c6 uy tin va vi thé cao trén thi
truong Tinh va ca nude. Cong ty da khong ngimg phat trién ca vé quy mo va
nguon lyc Tai chinh. T ban dau Cong ty chi ¢d 1 xi nghiép truc thudc dén
nam 2009 thi cong ty da co6 2 don vi truc thudc. Cac Xi nghiép duoc trang bi
v6i cac thiét bi, may méc day chuyén hién dai..
2.1.2.Nganh nghé kinh doanh

Thu mua, ché bién, kinh doanh cac mit hang thuy hai san, nong 1am
san, thyc pham va cic mit hang tiéu dung khéc.

Kinh doanh kho lanh, giao nhén, boc xép, van chuyén hang hoa duong
bd dudng bién va duong hang khong.Cho thué kho lanh bao quan hang thuy
san va cac loai hang khac; kho bai; van tai bo hang dong lanh.

Nhép khau, cung tng thiét bi, vat tu xdy dung, phu ting ndng ngu co,
thire an nudi trong thity san, hang tiéu ding, bao bi dong goi.

Ché bién thuy san xuat khau: Thu mua nguyén liéu, ban thanh pham,
thanh pham thuy hai san trong nudc; gia cong ché bién hai san.

Cung cap dich vu an ubng theo hop dong khong thuong xuyén véi
khach hang (phuc vu tiéc, hoi hop, dam cudi).

2.1.3. Co céu t6 chire(Nguon: Phong t6 chirc hanh chinh)
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Tong giam doc

Giam doc
v
v
Pho giam ddc kinh doanh Pho gidam ddc san xuat
A\ 4

A 4 A 4 A\ 4 \ 4 A 4 Y Y A\ 4 A 4
Phong Phong Phong Phong to Phong Phong Xi Xi Xi

t6 tai kinh chure kiém ky thuat y té nghiép nghiép nghiép
chirc chinh doanh tra bao vé va bao thuy thay thay
hanh ké thyc pham ho lao hai san hai san hai san
chinh toan dong 1 2 3

So dd 2.1: So dd co ciu td chire ciia Cong ty TNHH 1 TV XNK Hoang Anbh.

(Nguén: Phong té chirc —hanh chinh)
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Co cau to chirc quan 1y ciia Cong ty TNHH 1 TV XNK Hoang Anh
gém: Tong giam ddc, giam ddc, phéd giam dbc kinh doanh, pho giam dbc san

xuat va bd may giup viéc.

Hién nay, luc luong lao dong cua cong ty O 277 canbd cong nhan vién
chia lam 9 don vi, Khdi phong ban gém céac phong k¥ thuit bao ho lao dong,
phong t6 chuic thanh tra bao vé thuc pham, phong kinh té va du an, phong y
té, phong t6 chirc hanh hanh chinh, phong tai chinh ké toan. Khdi don vi truc
tiép san xuét kinh doanh gom: xi nghiép thuy hai san 1,xi nghiép thuy hai san
2, Xi nghiép thuy hai san 3.
2.1.3.1. Nhiém vu cua cac phong ban:

a. Giam doc cong ty :

La nguoi dai dién theo phép luét ctia cdng ty, nguoi co quyén diéu hanh
moi hoatdong chung, truc tiép dé ra céac chién lugc, ké hoach giam sat, kiém
tra cac phongban.

b. Phé giam doc kinh doanh:

- Trién khai cac cong viéc ban hang; chiu trach nhi€ém chinh vé doanh
thu, doanh s6 ban hang

- Thiét 1ap mang ludi kinh doanh, thu thap thong tin thi truong va phat
trién kinh doanh trong khu vuc

- Lap va duy tri cic mdi quan hé khach hang tiém ning trong nudc

- B4o c4o hoat dong kinh doanh téi Ban Tong Giam ddc. Phat trién va
duy tri hé thong kénh phan phdi va thi trudng thude khu vuc quan 1y

- Thu thap, tong hop thong tin vé dbi thu va san pham canh tranh

- Xay dung ké hoach kinh doanh dinh ky

- Biéu hanh hoat dong cua cic phong ban, thay mit giam déc diéu hanh

hoatddong khi giam ddc di vang theo pham vi quyén han ciia minh.
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C. Phé gidm doc san xudt:

- Phu trach viéc lap ké hoach san xuét va trién khai san xuét tai xi
nghiép, ddm bao hoan thanh céc chi tiéu ké hoach san luong dugc giao, dap
g dung tién do va sb luong theo yéu cau timg don hang.

- Nghién ctru, tham muu cho giam dbc cac van dé lién quan dén san
xuét: Ké hoach san xuét (san luong, chét luong), t6 churc san xuét, diéu do san
XuAt, san xuat thir nghiém, lao dong, hi¢u qua hoan thanh nhiém vu cua xi
nghiép.

- Phéi hop céac don vi trong xi nghiép dé sam xuat cac mat hang tir khau
thiét ké, can ddi day chuyén cong nghé, bd tri may moc, sir dung nguyén liéu,
ché bién, theo doi tién dd san xuét, kip thoi bao céo tinh hinh va co dé xuat
phtl hop véi giai doan san xuét.

- Kiém tra diéu chinh viéc thuc hién céc 1énh san xuét.

- Lap cac bao cdo xin diéu chinh tién do, két thuc don hang, phu hop
v6i tién d6 cong ty, khong co don hang tré tién do.

- Kiém tra s6 liéu cua bang du tri ké hoach hang thang dé diéu d6 cho
phu hop.

- Hudng dan, theo ddi, kiém tra cac ca san xuat, trong viéc quan 1y,
theo ddi, sir dung cong nghé, bao bi, dam bao dat muc tiéu tiét kiém chi phi
SX doanh nghiép.

d. Phong kinh doanh:

Do truéng phong kinh doanh phu trach, c6 nhiém vu:

- Nghién ctru, ndm bét bién dong thi truong tiéu thu tim khach hang c6
nhu ciu tiéu thy san pham.

- Bé&n cac san pham cua cong ty gitp doanh nghiép ting loi nhuin va

ngay mot phat trién.
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- Quang c4o cac san phdm mdi cta cong ty.

- Tim hiéu khai thac ngudn hang & trong nudc, theo ddi ngudn hang
tranh tinhtrang thira thiéu.

- Theo ddi thue hién cac hop dong véi khach hang.

e. Phong té chitc thanh tra bdo vé thut pham

- Quan 1y, t6 chirc thuc hién kiém dinh chat luong nguyén liéu va thanh
pham xuat khau, nhap khau; thanh pham tai kho, xi nghiép san xuat,dong goi,;
kiém dinh du lugng thudc bao vé thuc phém trong san phém;

- Két hop véi cac co quan quan 1y, kiém dinh thuc pham cta nha nudc
dé kiém tra va hoan thanh ding quy trinh vé an toan thuc pham theo quy dinh
nha nudc.

- Pong vién, nhac nha, hdi thuc bo phan san xuét truc tiép hoan thanh
dung han céc hop doéng thanh pham.

f. Phong ky thudt va bdao hé lao dong:

- Theo dbi, stra chita cic loai may moc, thiét bi thuéc danh muyc kinh
doanh cua cong ty, dam bao an toan va bao ho lao dong . Kiém tra theo ddi
chat luong ctia san pham khi ban ra ngoai.

9. Phong y té:

- Thyc hién cung cép dich vu kham chita bénh thong thuong tai co s&
lao dong va so cttu, cAp clru cac trudng hop tai nan lao dong.

- Quan 1y tinh hinh sirc khée cua nguoi lao dong, bao gébm: T chirc
kham strc khoe dinh ky; kham bénh nghé nghiép; luu giit va theo ddi hd so
sitc khoe tuyén dung, ho so kham sirc khoe dinh ky, ho so bénh nghé nghiép
(néu co).

- Quan 1y co so trang thiét bi, thudc men phuc vu so ctru, cap ciru theo

ca san xuat (néu cd) va theo phan xudng san xuat.
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- Kiém tra viéc chép hanh diéu 1é vé sinh, phong chéng dich bénh, dam
bao an toan vé sinh thuc pham cho ngudi lao dong tai co so lao dong; phdi
hop v6i bd phan an toan — vé sinh lao dong dé trién khai thuc hién do, kiém
tra, giam sat cac yéu td nguy co trong méi trudng lao dong, hudng dan céc
phan xuong va nguoi lao dong thuc hién cac bién phap vé sinh lao dong.

h. Phong ké toan tai chinh:

- Thu thap xur Iy thong tin, sb lidu ké toan, theo doi ddi twong va cong
viéc ké toan

- Kiém tra gidm sat cac khoan thu chi tai chinh, cac nghia vu, thu, nop
thanhtoan no, kiém tra viéc quan 1y, st dung tai san va ngudn hinh thanh tai
san,
phat hién va ngin nglra cac hanh vi vi pham phép luat vé hanh chinh, kétoan.

- Phan tich thong tin s liéu ké toan tham muu dé xuat cc giai phap
phuc vuyéu cau quan tri va quyét dinh kinh té tai chinh cua don vi

- Pon dbc cac phong ban thi tuc vay vén ngan hang, ky cac hop dong
cac loai

i. Phong t6 chirc hanh hanh chinh

-C6 nhiém vu quan 1y, tham muu nhitng mat cong tac nhu: té chirc can
bd, nhan sy, lao dong,soan thao vin ban, ndi quy quy ché phéap 1y, cac quyét
dinh, giai quyét cac ché dochinh sach va quan 1y ho so nhan su.

- Luu trit thong tin, van ban, gidy to quan trong trong cong ty, sip xép,
thong bao cac hoat dong cila cong ty cho ban giam doc, huéng dan va tiép
khach.

J. Bo phdn xi nghiép:

Tryc tiép san xuat va hoan thién cic san pham cua cong ty trudc khi

giao hang. Chiu trach nhiém truc tiép hoan thanh dung tién d6 cac mit hang

cua cong ty.
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2.1.4. Két qua sdn xudt kinh doanh trong 3 nam tré lai diy
Két qua san xuat kinh doanh qua cac nim cua cong ty dugc thé hién
qua bang sb liéu sau:

Bang2.1: Mot s6 chi tiéu phan anh két qua san xuit kinh doanh giai doan

2013-2015
PVT: VNP
< < . Téc dd ting
TT Chi tiéu 1;;1“; 1;(?1'2 1;(?1'2 trudng(%)
2014/2013 | 2015/2014
y | Tong doanh 100.959 | 207.712 | 207.567 | 108,77 99,93
th}l(TI‘l@u dong)
2 dnggg)LNTT(T“@“ 18.420 | 20895 | 22.829 | 11344 109,26
3 | Thué INDN(Trieu | e05 | 5904 | 5707 | 11344 109,26
dqng)
g4 | Tong LNST(Tri¢u | 15015 | 15671 | 17122 | 11344 109.26
dong)
5 |Soluonglaodong |, )4 261 277 107,41 106,13
(Nguoi)
Thu nhap binh
6 | quan (Trigu 4.95 6,52 6.74 131,72 103,37
dong/ngudi/thang)

+ Nhan xét:

(Nguon: Phong ké todn— tai chinh)

Téng doanh thu nam 2014 dat 207,71 ty dong ting 8,77 % so véi nim

2013, loi nhuan trude thué dat 20,89 ty dong ting 13,44% so v6i nam 2013.
Ta c6 thé thay thu nhap binh quan cua ngudi lao dong/thang cia CBCNV
cong ty tang manh, tr muac 4,95 triéu/nguoi/thang tang lén 6,52
triéu/nguoi/thang tang vot 31,72% so vé1 nam 2013. Nam 2014 cling 12 ndm
thuan loi cho cac hoat dong nuéi trong thuy san. Tai cac dia phuong, san
luong va dién tich nudi trong thay san déu ting va mé rong so véi nam 2013.

Do nhiing thuén loi tur thi truong xuét khau, dudi sy chi dao hiéu qua cua cac
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nganh, cac cép, nganh nudi tdm da c6 budc phat trién manh mg, dién tich nudi
tang manh, dac bi¢t voi tom thé chan tréng. Gia trj xuét khau tom tang kha,
dong gop quan trong vao muc tang kim ngach xuat khau thity san noi chung.
Co duoge két qua trén 1a do thoi tiét thuan loi, viéc khai thac thuy san cua ba
con ngu dan trén dia ban tinh dugc phat huy hi¢u qua. Ngu dan tich cyc bam
bién, cic ngu trudng truyén théng duoc ba con duy tri tét; ngu truong khai
thac déu trén ca 3 tuyén, ven bo, tuyén 1ong va tuyén khoi

Doanh thu nam 2015 c6 chiéu hudéng giam, bao hi¢u mot ndm kinh
doanh khong mdy kha quan so v6i nam 2014, cy thé 1a doanh thu nim 2015
dat 207,56 ty déng, giam ro rét 0,07% so véi nam 2014. Téng loi nhuan trudc
thué dat 22,83 ty dong, chi ting 9,26% so voi nam 2014. Thu nhap binh quéan
nguoi lao dong/thang ting nhe 3,37% so voi nam 2014. Nhin vao sd liéu ta c¢6
thé thiy du doanh thu giam nhung thu nhap binh quan ngudi lao dong van
tang chimg t6 cong ty da c6 nhitng chinh sach cit giam chi phi trong giai doan
kinh té kho khan, kinh doanh van hiéu qua. Ho1 nhap sau rong vao san choi
kinh té qudc té, d& mé ra nhiéu co hoi ciing nhu thach thic cho xuat khau
thily san Vi¢t Nam.

Bén canh nhiing yéu td tich cuc, nam 2015 duge danh gid la nam co
nhiéu kho khan, khién xuat khau thity san Viét Nam that thu. Tranh chap chu
quyén bién ddo, lanh tho chua thé giai quyét, anh huong nhiéu dén hop tac,
thuc day trao doi khach du lich. Dich bénh Ebola chua hoan toan duoc kiém
soat.Thué chdng ban pha gia ca tra tang; Cé tra c6 nguy co “tudt” mat thi
treong My vi chuong trinh giam sat ¢4 da tron cua nudc ndy; Xuat khau sang
My - EU - Nhat Ban giam vi bién dong ty gia; Cac hiép dinh thuong mai tu
do (FTA) méi hoan thanh trong nim nay va TPP 1a thach thic nhiéu hon co
ho1; 03 san phém xudt khau cht lyc 14 tdm, ca tra, ca ngur déu gidm manh; EU

va My tang cudong quan ly va gidm sat thuy san khai thac.
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2.2. Panh gia vé cong tic quan tri nhan lwe tai Cong ty TNHH 1 TV XNK

Hoang Anh

2.2.1. Pdnh gid nang sudt lao dpng theo doanh thu

Bang 2.2: Ning suit lao ddng ciia cong ty giai doan 2013-2015

TT Chi tiéu DVT 2013 2014 2015
1 | Téng doanh thu Triéu déng | 190.959 | 207.712 | 207.567
2 | Tong sd lao dong Nguoi 243 261 277
3 Dﬁoanh thu 'Erung binh . Tri¢u | 78584 795 83 749 34

cua 1 lao dong dong/nguoi
4 | Ty 1€ so sanh % 100 101,27 94,16

¢ Nhan xét:

(Nguén: Phong té chirc —hanh chinh)

Trong nam 2013, 2014 t6ng doanh thu c6 xu huéng ting, nim 2015 téng

doanh thu c6 xu hudng giam. Tong doanh thu niam 2014 tang 8,77% dong thoi

thu nhap binh quéin lao dong ting 31,72%. Nam 2015 tong doanh thu giam

0,07%, tuy nhién thu nhap binh quan nguoi lao dong tang 3,38% so voi nam
2014. Doanh thu giam do bdi canh kinh té thi trudng khé khan, dién bién kinh

doanh xuat nhap khau thay hai san phirc tap canh tranh gay gat, gia hai san lién

tuc giam, nhung thu nhép binh quan dau ngudi c6 xu hudng ting tuy khong 16n

nhung chimg t6 doanh nghiép van hoat dong kinh doanh c6 hiéu qua. Cho thay

hiéu qua cong tac quan tri nhan luc ctia cong ty thot gian qua.

2.2.2. Swre sinh loi cua lao dong

Bang 2.3: San lwgng qua kho cia cong ty gia doan 2013-2015

TT Chi tiéu PVT 2013 2014 | 2015
1 | Tong san lugng qua kho Tén 2.969 3.596 3.542
2 | Tong s lao dong Nguoi 243 261 277
g | an luong trung binh Ténmguoi | 1222 | 1378 | 12,79

cua 1 lao dong
4 | Ty 1é so sanh % 100 112,77 | 92,81

(Nguon: Phong té chirc —hanh chinh)
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+* Nhan xét:

Ciing giébng nhu doanh thu, san lugngqua kho nam 2013, 2014 tang va
nam 2015 giam nhung khong dang ké. Tong san luong nam 2013 dat 2.269
tan, nam 2014 13 3596 tan, ting 21,11% ddng thoi san lwong trung binh cia 1
lao dong tang 12,76%. Nam 2015, san luwgng qua kho va san lugng trung binh
cta 1 lao dong lan lugt giam 1.5% va 7,19% ching to hoat dong cong ty da
c¢6 chiéu huéng giam. Cho thiy thyuc trang ctia cong tac quan tri nhan lyc cia
cong ty trong thot gian vira qua. Qua vi¢e tinh san lugng trung binh cua nguoi
lao dong. Lanh dao cong ty co thé bd tri sip xép nhan luc phu hop cho timg
giai doan hoat dong kinh doanh cu thé.
2.2.3. Mikc d¢ hoan thanh ké hoach

Bang 2.4: Két qua san xuat giai doan 2013-2015

TT Chi tiéu PVT 2013 2014 2015
1 | San lugng theo ké hoach Tan 2.800 3.350 3.380
2 | San luong thuc hién Tén 2.969 3.596 3.542
3 | Ty 1é so sanh % 100 107 105
4 | Nhan lyc theo ké hoach Ngudi 248 263 280
5 | Nhan luc thyc té Nguoi 243 261 277
6 | Ty 1& so sanh % 97,98 99,24 98,93

(Nguon: Phong té chirc —hanh chinh)

% Nhan xét:

Téng s6 nguoi lao dong trong cong ty nam 2013 1a 243 ngudi thiéu 9
ngudi so véi ké hoach dé ra twong duong vai 2,02%, dong thoi san luong cua
cong ty ting 6% so voi ké hoach. Piéu nay cho thdy kha ning du béo san
luong ctia cong ty twong dbi sat véi thuc té nhung cong ty chua tap trung
tuyén dung thém lao dong dap tng nhu ciu san xuit cua cong ty. Nam 2014,
s6 lugng lao dong ting 261 lao dong thap hon ké hoach la 2 nguoi tuong
duong 0,76% so voi ké hoach, nhung san lugng tang 7% so voi ké hoach, cho

thay cong tac quan tri nhan luc cia cong ty phat huy tot trong thoi gian nay va
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duoc thé hién & khau bd tri nhan luc. Sang nam 2015, ) luong nhan vién tiép

tuc thﬁp hon 1,07% so vé6i ké hoach déng thoi san lugng tang 5% cho théy

nang luc du bao va sap xép ké hoach trong giai doan nay twong ddi tét.

2.2.4. Pdnh gid dpi ngii nhin luc vé mat so lwong, gidi tinh, dj tudi, doi

twong lao dong trinh do va by phdn

Bang 2.5: Co ciu lao ddng ciia cong ty

So sanh So sanh
Chi e 2013 2014 2015 2014/2013 | 2015/2014
e sL | Wl g [TV g TV g | TYIE 1 | TYIE
(%) (%0) (%0) (%) (%0)
fi'ﬁfl‘;“g solao | 543 | 100 | 261 | 100 | 277 | 100 | 18 | 107,41 | 16 | 106,13
:I:nflhe" gioi | 5u3 | 100 | 261 | 100 | 277 | 100 | 18 | 107,41 | 16 | 106,13
- Nam 112 | 46,09 | 120 | 45,08 | 125 | 4513 | 8 | 10714 | 5 | 104.17
N 131 | 53.91 | 141 | 54,02 | 152 | 5487 | 10 | 107.63 | 11 | 107,80
fl'léTihe" o 243 | 100 | 261 | 100 | 277 | 100 | 18 | 107.41 | 16 | 106,13
~Tur 18-30 106 | 80.66 | 198 | 75.86 | 207 | 7473 | 2 | 102.02 | 9 | 10455
~ T 30-40 35 | 1440 | 42 | 16,09 | 49 | 17,69 | 7 | 12000 | 7 | 116,67
T 4050 8 | 329 | 15 | 575 | 17 | 614 | 7 | 18750 | 2 | 113.33
Trén 50 4 | 165 | 6 | 230 | 4 | 144 | 2 [ 15000 | 2 | 66.67
iﬁ;‘e" chire | 543 | 100 | 261 | 100 | 277 | 100 | 18 | 107,41 | 16 | 106,13
1. Lao dong 42 1728 | 48 | 1839 | 52 |18,77| 6 | 11429 | 4 | 108,33
gian ticp
2. Lao dong 201 | 8272 | 213 | 8161 | 225 | 8123 | 12 | 105,97 | 12 | 105,63
tryc tiep
4. Theo trinh
d chuyen 243 | 100 | 261 | 100 | 277 | 100 | 18 | 107,41 | 16 | 106,13
mon
1. Saudaihoc | 9 | 3.70 | 12 | 460 | 14 | 505 | 3 | 13333 | 2 | 116,67
2. CD&DH | 62 | 2551 | 65 | 2490 | 69 | 2491 | 3 | 104,84 | 4 | 106,15
3. Trung cap | 69 | 28,40 | 72 | 27,59 | 75 | 27,08 | 3 | 104,35 | 3 | 104,17
?H;gpho 103 | 42,39 | 124 | 47551 | 119 | 42,96 | 21 | 12039 | -5 | 95,97

(Nguén: Phong té chirc —hanh chinh)
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Bang 2.6: Bién dong theo vi tri cong viéc

Nam So sanh
Chi tia 2013 2014 2015 2014/2013 | 2015/2014
hi tiéu
Ty 18 TV 18 Ty 18 TV 18 Ty 18
SL (%) SL %) SL %) SL %) SL %)
Tongsolao 15,51 100 261 | 1200 |277] 100 | 18 | 107,41 | 16 | 106,13
dong thyc té
Téng giam
doc, gidmdoe, |, 1 5 | 4 | 953 | 4 | 144 | 0 | 100 | 0| 100
cac pho giam
doc
Phongtochuc |, 1 5 | 5 | 990 | 5 | 181 | 1 | 125 | 0| 100
- hanh chinh
Phongkétoan |\ o\ 5 | 5| 192 | 5| 18 | o | 1200 | 0| 100
- tai chinh
Phong kinh 10 4 |12] 460|123 469 | 2 | 120 | 1 |10833
doanh
Phong Y té 3 1 4 | 153 | 4 | 144 | 1 133 | 0 | 100
Phong k¥ thuét
va bao ho 41 2 |5 1192|6217 | 1 125 | 1 | 120
lao dong
Phbngté chtrc
kiem tra 121 5 (13| 498 |15 | 542 | 1 108 | 2 | 115
bag vé thuc
pham
Heé thong xi
nghiép 201| 83 |[213|8161|225| 81,23 | 12 | 10597 | 12 | 105,63
truc thudc
cong ty

¢ Nhan xét:

(Nguon: Phong té chirc —hanh chinh)

Qua bang s6 lidu ta théy, nam 2014 téng s6 lao dong lam vi¢c thuc té

cua cong ty la 261 nguoi, tang 18 nguoi so voi nam 2013, twong tng 7,41%.

Nam 2015, tong s6 lao dong thuc té tai cong ty 12 277 nguoi, ting 16 ngudi so

véi nam 2014, tuong ung voi 6,13%.Viée tang lao dong nay la khong dot

bién, do cong ty md rong thi trudong, tim kiém thém cac doi tac tiém nang
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trong thi truong ché bién va xuit nhap khau thuy hai san, bd sung s luong
lao dong cac phong ban, don vi dé dam bao hoat dong san xuét kinh doanh
cua cong ty.

- Ddnh gid doi ngii lao dong theo gidi tinh: Do dic thu cong ty 1a ché
bién thity hai san nén coéng viéc khong qua ning nhoc, nhung yéu cau do ti
mi, nhAn nai va can than (dic biét 12 khau ché bién) dé dam bao cac tiéu
chuan vé hai san xuat khau nén ty 1¢ lao dong nir s& chiém ty 1¢ nhiéu hon.
Luc luong lao dong nam s& dam bao cac cong viée vé k¥ thuat nhiéu hon.
Niam 2015, s6 luong lao dong ting 7 ngudi, trong d6 da c6 toi 6 nguoi 1a nir,
1 nguoi 1a nam gdp phan nhanh chéng ting ty 18 lao dong nit cho cong ty voi
ty 1¢ twong ung la 54,87% va 45,13%.

- Pdanh gid vé dgi ngii lao déng theo tudi: Xem bang 2.6 ta thay co cau
lao dong theo dd tudi cua cong ty thdy sd lao dong do tudi tir 18-30 tudi
chiém ty 18 16n nhat. Cu thé nam 2013 ty 1é nay chiém 80,66%, nim 2014 ty
1& nay chiém 75,86%, nam 2015 ty 1é nay chiém 74,73%. Lao dong & do tudi
tir 30-40 tudi chiém ti 1& 16n thtr 2, cu thé 1a ndm 2013 ty 1é nay chiém
14,40%, nam 2014 ty 1¢ nay chiém 16,09%, nam 2015 ty 1& nay chiém
17,69%. Lao dong & do tudi tir 40-50 tudi chiém ty 18 nho, cu thé nam 2013,
ty 18 nay chiém 3,29%, nam 2014 ty 1& nay chiém 5,75%, ndm 2015 ty 1 nay
chiém 6,14%. Thuc trang co cdu cho thiy cong ty cong ty c6 luc luong 16n 14
lao dong tré chua c6 bé day kinh nghiém trong 1am viéc.

- Panh gia vé doi ngii lao déng theo chire nang: Nam 2013 lao dong
truc tiép chiém 82,72% va lao dong giam tiép chiém 17,28%. Nam 2014 lao
dong truc tiép chiém 81,61% va lao dong giam tiép chiém 18,39%. Pén nam
2015 lao dong truc tiép chiém 81,23% va lao dong gian tiép chiém 18,77%.
Co céu lao dong theo churc ning kha 6n dinh, khong thay d6i qua nhiéu theo

ting nam cho thiy cong ty dang chu trong nhiéu hon vao chat lugng lao dong
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hon 1 chi ting vé mit sb luong. Doi ngii lao dong gian tiép ting thé hién diéu
nay mot cach rd nhat. Tuy nhién luc luong lao dong truc tiép van chiém ty
trong chil yéu ctia cong ty diéu ndy hoan toan hop 1y v6i cong ty kinh doanh
nganh nghé ché bién thuy hai san.

- Pdnh gid vé dgi ngii lao dong theo trinh dg: Theo bang 2.6 ta thay,sd
luong lao dong theo trinh d6 cong ty tir nim 2013-2015 ting déu theo cac bac,
nhung lao dong co trinh d6 trung cap va lao dong pho thong chiém ty 1¢ 16n
nhat trén 70% tong sd lao dong, diéu nay hoan toan hop 1y bdi cong ty san
xuat kinh doanh ché bién thily hai san thi tai vi tri cong nhan ché bién thuy hai
san cong ty khong can tuyén thém nhirng lao dong co trinh d6 qua cao, vi
khéng doi hoi su van dong tri 6c va chat xam nhiéu trong cong viéc. S6 luong
lao dong co trinh do CD, DH va sau PH dudi 30%, ho lam tai cac van phong,
phu trach nhitng cong viéc co trinh do hoc van cao hon.

- Pdanh gid déi ngii lao dong theo bé phdn: Qua bang 2.7 c6 thé thay so
luong lao dong ting 1én chu yéu 1a hé théng cac xi nghiép ché bién, viéc mo
rong quy mo, tang san luong ké hoach s& doi hoi nhu cau 16n hon vé cac cong
nhan ché bién, cac nhan vién kinh doanh mé& rong thi trudng khach hang va
cac nhan vién kiém tra bao vé thyc pham ting theo viéc mé rong quy md xi
nghiép dé dam bao dap tng nhitng san pham t6t nhat theo quy dinh an toan
thuc pham. Con lai cac phong ban khac khong c6 bién dong qué 1on vé lao
dong.

2.3. Phén tich thuc trang quan tri nhan lyce tai cong ty
2.3.1. Hoach dinh nhdn luc

Cong ty TNHH 1 TV XNK Hoang Anh luén chu trong cong tac hoach
dinh ngudn nhan lyc: t6i uu hoéa viéc phan cong lao dong trong day chuyén
san xudt dé han ché bd sung nhan lyc khi nguoi lao dong vé nghi huu hoic

chuyén cong tac, ddm bdo ngudn nhan lyc ludn san sang lam vi¢c voi nhiéu
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su bién dong trong Cong ty dé bat, bd nhiém sip xép va diéu dong can bo
duogc tién hanh mot cach kip thoi. Cong ty ciing quan tdm dén cac chinh sach
d3i ngd nham khich 1¢ dong vién kip thoi cac phan xuong xi nghiép, c4 nhan
ngudi lao déng c6 thanh tich tot trong lao dong san xuat, khuyén khich cac
hoat dong sang tao gdp phan cai tién k¥ thuat, ning cao ning suét lao dong.
Vi vay, nguoi lao dong luon ludn 1am viéc véi tinh than nhiét huyét, cong
hién hét minh,

Céc hoat dong cua cong tac hoach dinh nguén nhan luc déu duoc xay
dung va thuc hién can ctt vao tinh hinh lao dong thuc té tai mdi don vi truc
thudc.

Pau tién cong ty sé tién hanh danh gia tinh hinh san xut cua cong ty
trong 5 nam gﬁn nhét, sau d6 xem xét thi truong, 1ap ké hoach kinh doanh,
d6ng thoi tién hanh hoach dinh ngudn nhan lyc cho nim ké tiép dé cong ty co
da nhan vién b6 tri vao dung chd, dung noi va dung thoi diém.

Thong qua thuc trang vé ngudn nhan luc cia cong ty nhu: S6 lugng lao
dong, trinh d6 van hoa, do tudi nhan vién, cong ty phén d4u tuc hién theo muc
tiéu:

- Pat dugc sy hoa hop gitra lao dong va quan 1y.

- Tao su tin tuéng, ton trong 1an nhau.

- Quan hé quan 1y lao dong tét dep tao nén nén tang ving chic dé tao
muc tiéu cao nhét.

Hang nam can cr vao nhu cau lao dong cua céac xi nghiép truc thudc va
cac phong ban do giam déc cac xi nghiép truc thudc va cic trudng phong dé
xuat, phong t6 chtrc hanh chinh tién hanh xay dung cac phuong 4n quy hoach,
cac ké hoach ddo tao va bdi dudng can bo, xay dung tiéu chuan tuyén chon

lao dong theo nhu cau va nhi¢m vu san xuat kinh doanh.
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Phong t6 chtrc hanh chinh tién hanh theo d&i quan 1y chat luong, ning
luc cong tac cia CBNV dé xuét v6i tong giam dbc cong ty ra quyét dinh dé
bat, bo nhiém can bo, bé tri sip xép diéu dong CBNV trong cong ty.

Thong thudng, s lwong nhan vién lam viéc & cac phong khong c6 su
thay d6i nhiéu. Vi thé hang nam cong ty it cht ¥ dén viéc xac dinh nhu cau
nhan su cho céc by phan nay. Chi khi ¢6 nhan vién dot Xuat chuyén cong tac
hay xin nghi viéc thi cong ty mdi tuyén dung nguoi thay thé. Thyc té, lao
dong cong ty bién dong nhiéu & bod phan san xuét. Viéc xac dinh nhu cau cho
bd phan nay dua vao ké hoach san xuét dé du bao sb luong nhan vién can
thiét.

% K& hoach nhan su nam:

- Hang nam, cic phong, don vi phai xay dung nhu ciu nhan su cau
phong, don vi minh can ctr vao chi ti€u ké hoach va dinh hudéng cong viéc cua
phong, don vi ndm sau chuyén vé phong t6 chitc hanh chinh dé tong hop theo
doi.

- Ké hoach nhén sy cua phong, don vi phai duoc xdy dung trén co s
dinh bién lao dong cia phong, don vi nim trude, danh gia, du bao nhu cau lao
dong can thiét ctia ndm sau, kha nang dap ung cua lyc lugng nhan sy hién co,
ké hoach b tri, thay thé luan chuyén vv...

- Phong t6 chirc hanh chinh xem xét ké hoach nhan sy ciia cac phong, don
vi, trao ddi véi 1anh dao phong, don vi dé hiéu chinh cho phu hop (néu can).

- Phong t6 chtrc hanh chinh chiu trach nhiém lap ké hoach nhén su
hang niam cta toan cong ty va trinh giam dbc phé duyét trén co so:

+ Pinh huéng phat trién san xuat kinh doanh ciia nam sau;

+ Tong hop nhu cau cia cac phong don vi;

+ Péanh gia can di ngudn nhan luc hién c6 cua toan cong ty, kha ning

diéu dong bo sung tir ngudn nhan luc ndi ba.
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Bang 2.7: Ké hoach nhan lwe 2013-2015

TT Chi tiéu bVT 2013 2014 2015
1 | Nhén lyc theo ké hoach | Nguoi 248 262 280
2 | Nhan luc thuc hién Nguoi 243 261 277
3 | Ty 1& so v6i ké hoach % 97,98 99,62 98,93

(Nguén: Phong té chirc —hanh chinh)

+ Nhan xét:

Nhu cau nhén luc dugc phong t6 chitc — hanh chinh tinh toan dya trén

nang suat lao dong cua nam lién ké trude do va san lugng ke hoach trong ndm

do phong kinh doanh cung cdp. Cu thé bang san luong ké hoach chia cho

nang suat lao dong niam lién ké trudc d6 va chia cho ty 18 dy tinh ting ning

suit lao déng. Tuy dd c6 nhiing phan tich du bao nhan luc toan cong ty hang

niam, nhung qua bang trén c6 thé thé duoc sé luong thuc té cong ty giai doan

2013-2015 gan nhu dap tmg dugc yéu cau san xuat kinh doanh cua cong ty.

Bang 2.8: Nhu cau tuyén dung cac bd phan dé nghi nim 2013-2015

DVT: Nguoi
1T Phong, don vi DVT | 2013 2014 2015
1 Toyg giam Eioc, giam doc, cac Nguoi 0 0 0
pho giam doc
2 | Phong to chiic - hanh chinh Nguoi 1 1 0
3 | Phong ké toan - tai chinh Nguoi 1 0 0
4 | Phong kinh doanh Nguoi 4 4 3
5 | Phong Y té Nguoi 0 1 1
6 Phong ky thuat va bao ho Nguoi 2 1 1
lao dong
Phong to chirc kiém tra e
! bao vé thuc phém Nguon 2 1 2
g |1 thong xi nghicp Neuosi | 14 17 18
truc thudc cong ty
Tong cong 24 25 25

(Nguén: Phong té chirc —hanh chinh)
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Bang 2.9: Tong hop s6 lwong tuyén dung va thdi viée ciia cong ty

Nim Sé lao dong S6 lwong tuyén dung va nghi viéc

thye té Tuyén méi | TV 18 (%) | Théi viée | Ty 18 (%)
2013 243 20 8,23 4 1,65
2014 261 22 8,43 4 1,53
2015 277 19 6,86 3 1,08

(Nguén: Phong té chirc —hanh chinh)
¢ Nhan xét:

Qua bang 2.8 ta thdy s6 luong lao dong va thdi viéc cua cong ty khong
16n so v&i tong s6 lao dong cua cong ty. Piéu ndy cho thdy viéc duy tri ngudn
nhan lyc cta cong ty kha 6n dinh. S6 lugng lao dong nghi viéc tai cong ty
nam 2015 1a 3 nguoi cho thay cong tac quan tri nhan luc ciia cong ty thuc sy
c6 hiéu qua trong thoi budi kinh té ngay cang kho khan.

2.3.2. Tuyén dung nhén luc

Hién nay cong ty hoat dong trén dia ban tinh Quang Ninh ¢6 ngudn
nhan lyc rat ddi dao. Hoat dong tuyén dung cua cong ty TNHH 1 TV XNK
Hoang Anh tré nén thuan loi hon. Hau hét lao dong méi tuyén vao cong ty
chua co kinh nghiém, chit lugng thap va chua qua dao tao vi nganh kinh
doanh ché bién va xuat nhap khau thay hai san 1a nghanh dic thu ¢ diéu kién
nén luong lao dong nay phai ddo tao tir dau. Hau hét lao dong trong cong ty
mudn gin bé lam viée 1au dai, khong c6 ¥ dinh chuyén noi lam viéc.

Viéc kinh doanh can by nhan vién trong cong ty dugc quan tam va dat
ké hoach rét cu thé rd rang, viéc tuyén dung ctia cong ty dugc thuc hién trén

quy trinh sau:
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Bang 2.10: Quy trinh tuyén dung tai cong ty

BUOC

CONG VIEC

TRACH NHIEM

Yeuchunhanle |
<eu caunhanlyc 24

Xem xét yéu cau
trinh duvét

Thong bao tuyén dung/tim ngudn

Ung vién

v

Nhan va so
tuvén ho so

A

T6 chirc phong
van/thi tuyén

v

v

Phé duyét két

qua tuyén

+
Pao tao va hoi nhap, thir

NAIANL NAVD NIA LVAE ONQHM-IVO'T

viéc, tap su

Panh gia két qua

+
- v
Tuyén dung chinh thue

Luu ho so

Céc phong, don vi

Phong To chac - hanh

chinh, Giam ddc

Phong To chie - hanh chinh

Phong To chic - hanh chinh

Phong To chuc - hanh chinh
va don vi st dung lao dong

hoac hoi dong tuyén dung

Giam doc

Phong To chic - hanh chinh

va don vi sir dung lao dong

don vi sur dung lao dong

Phong To chic - hanh chinh

Giam déc

Phong To chic - hanh chinh

Nhin véo quy trinh tuyén dung trén cia cong ty cé thé thay cac budc

tuyén dung cua cong ty nhu sau:
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Bude 1: Yéu cau nhan luc

- Can cu dinh bién nhan sy hang nam theo ké hoach d3 dé nghi duoc
giam dbc duyét ti thiéu 1 thang trudc khi phong don vi c6 yéu cau bd sung
nhan sy, cac phong don vi 14p phiéu yéu cau nhan su theo mau giri vé phong
t6 chic hanh chinh xem xét trinh duyét va t6 chirc cong tac tuyén dung.

- Khi ¢6 nhu cau nhan sy phat sinh dot xuat ngoai ké hoach dinh bién
da dugc phé duyét, ngoai phiéu yéu cau nhan sy, lanh dao cac phong, don vi
can lam cong van giai trinh viéc ting bién ngoai ké hoach.

- Néu xét thdy viéc bo sung nhan su 1a phi hop thi phong t6 chtic hanh
chinh duyét phiéu dé nghi tuyén dung nhan su ctia cac phong don vi, néu thy
chua phu hop thi phdi hop véi cac phong don vi ¢6 nhu ciu xac nhan lai nhu
cau.

BuGc 2: Xem xét yéu cdu trinh duyét

- Cham nhét 5 ngay lam viéc ké tir ngdy nhan phiéu yéu cau nhan su
ctia cac phong, don vi phong to chtrc hanh chinh trinh giam déc xem xét phé
duyét dé 1am co sé trién khai thuc hién.

- Trudng hop nhu cau tuyén dung phat sinh ngoai ké hoach, phong to
chtrc hanh chinh d3 lam viéc v&i cac phong don vi va xét thiy nhu cau bd
sung nhan su 1a phu hop thi ghi y kién dé xuat ciia phong don vi vao phiéu

y€u cau nhan su trude khi trinh gidm doc xét duyét.
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Bang 2.11: Nhu ciu tuyén dung da dwgc phé duyét nim 2013-2015

DVT: Nguoi
TT Phong, don vi bVT 2013 2014 2015
1 T,ong giam doc,; giam doc, Ngudi 0 0 0
cac pho gidm doc
2 | Phong t6 chiic - hanh chinh Ngudi 1 1 0
3 | Phong ké toan - tai chinh Ngudi 1 0 0
4 | Phong kinh doanh Nguoi 4 4 3
5 | Phong Y té Nguoi 0 0 1
6 PlAlong k¥ thuat va bao ho lao Ngui 1 1 0
dong
7 Plgong to c?u:c kiém tra bao Nguoi 1 1 1
vé thyc pham
g | He thong xi nghiép truc Neudi | 13 16 15
thudc cong ty
Tong cong 21 23 20

(Nguon: Phong té chirc —hanh chinh)

Bu6c 3: Théng bdo tuyén dung, tim nguon ieng vién

a. Can cir vao phiéu yéu cau nhan su dugc duyét, phong t6 chirc hanh
chinh tién hanh tim ngudn tng vién pht hop qua hé théng hd so tuyén dung
luru trit d3 ¢6 hoic c6 thé qua mot trong cac phuong thire sau:

- Thong qua nhu cau tuyén dung rong rii trong ndi bo cong ty dé
CBCNV c6 thé gidi thiéu nguoi than ban bé. .. tham gia ing tuyén.

- Pang thong bao tuyén dung trén cic phuong tién truyén thong nhu
bao, tap tri, dai truyén hinh, mang internet...;

- Lién hé cac don vi cung cép lao dong hodc trung tdm gidi thiéu viéc
lam dua thong tin tuyén dung hodc mua thong tin tim éing vién phu hop.

- Gui thong bao dén cac truong Pai hoc, Cao ding, Trung tim day

nghé.
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b. Théng tin tuyén dung can dugc thé hién ddy du cac ndi dung co ban
Sau.

Vi tri, chitc danh can tuyén dung, ) lugng, nhiém vu cua chirc danh
do, tiéu chuin tuyén dung, ché d6 lvong/thuong, thoi gian thar viée, dia diém
lam viéc...

Buée 4: Nhdn va so tuyén hé so tuyén dung

a. Yéu cau d6i voi ho so du tuyén:

Hb so phai bao gdm nhiing gidy to sau:

- Bon xin viéc;

- Céc van bang, chimg chi lién quan (Bén sao c6 chimg thuc);

- Chtirng minh nhan dan (Ban sao c6 chung thuc);

- So yéu 1y lich (Tém tat cac thong tin ban than, bang cap, chimg chi
dat dugc, qua trinh cong tac);

- Giay kham stc khoe c6 thoi han khong qué 6 thang tinh dén thoi diém
nop hd SO;

- S bao hiém x4 hdi, sb lao dong (Néu co);

- Céac quyét dinh tuyén dung, nang luong cta co quan cii (Néu co);

b. Phan loai ho so:

Phong to chtic hanh chinh c6 trach nhiém kiém tra tinh hop 1& cta cac
hd so dy tuyén, phan loai dong thoi ddi chiéu véi tidu chuan tuyén dung dé
chon ra nhiing hd so du tuyén dap tng yéu cau.

Bang 2.12: Thong ké cong tac phan loai hd so giai doan 2013-2015

TT Chi tiéu PVT 2013 2014 2015
1 | Nhu cau tuyén dung Nguoi 25 30 35
2 | S6hd so tuyén dung Hb so 50 65 72
3 | Sbhd so dat yéu cau Hb so 64 56 66

(Nguén: Phong té chirc —hanh chinh)
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c. Phong t6 chtrc hanh chinh 14p danh sach tng vién gui hoi dong tuyén
dung va phdi hop quan 1y cac phong, don vi dé 1én lich phong van/thi tuyén
d3 duoc théng nhét, phong t6 chirc hanh chinh moi Gng vién dén dy tuyén.

Buéc 5: Té chire phong vin, thi tuyén

a. Tuy theo yéu cdu vé ning luc cua timg vi tri tuyén dung (Trinh do,
ky nang, td chat. . .), hoi déng tuyén dung hodc lanh dao cac phong, don vi st
dung lao dong s& phdi hop phong t6 chtrc hanh chinh chon hinh thirc tuyén
dung cho phu hop 1 phong van hodc thi tuyén.

- Phong van: Viéc phong van truc tiép ung vién nham danh gia (ng
vién vé phong céch, thai dJ, su tu tin, kha nang giao tiép ung xu, kha nang
lam viéc doc lap/theo nhom, kha ning san sang di cong tac xa...Qua phong
van tryc tiép co thé tim hiéu thém vé cac diém khac ciia ung vién nhu kinh
nghiém cong tac, tiém ning phat trién, kha ning gin bd cong viéc, ning
khiéu, nguyén vong, su phu hop cia ca nhan vo1 van héa doanh nghiép...

- Thi tuyén: Hinh thirc danh gia Gmg vién thong qua bai kiém tra viét
hodc thuc hanh dé danh gia Gng vién vé trinh do kién thuc, k¥ ning chuyén
mon, kha nang stir dung ngoai ngir, tin hoc... tiy theo yéu cau tiéu chuan cia
vi tri tuyén dung.

b. Hoi dong tuyén dung hoic phong, don vi sir dung lao déng, danh gia
nhan xét két qua phong van/ thi tuyén vao phiéu danh gia va chuyén phiéu
danh gia vé phong to chtrc hanh chinh trong vong 2 ngay ké tir ngay két thuc
toan bo qua trinh phong van thi tuyén.

Bang 2.13: Thong ké cong tac tuyén dung 2013-2015

TT Chi tiéu PVT | 2013 | 2014 | 2015
1 | Nhu cau tuyén dung Nguoi | 25 30 35
2 | S6 ho so dat yéu cau Hoso | 64 56 66
3 S6 l}é so tham gia cac vong thi 15 so 61 50 60

tuyen
4 | Sb mg vién tring tuyén Nguoi | 20 22 19

(Nguén: Phong té chirc —hanh chinh)
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Budc 6: Phé duyét két qua tuyén dung, ky quyét dinh tiép nhén lao dong

Trén co sé két qua phong van/kiém tra ing vién, phong t6 chirc hanh
chinh tién hanh:

a. Trao d6i voi phong, don vi sir dung lao dong dé danh gia tong thé tat
ca cac yéu tb va lya chon g vién phu hop nhat;

b. Lap to trinh kém theo hd so ung vién va bang danh gia két qua
phong van, thi tuyén trinh giam ddc phé duyét két qua tuyén dung.

c. Sau khi két qua tuyén dung duoc giam ddc duyét, phong to chirc
hanh chinh thong qua két qua cho tng vién tring tuyén qua email hodc vin
ban trong d6 xac nhan lai vi tri chicc danh cong vi¢c, muc luong va ché do
chinh sach lién quan ngudi lao dong, thoi gian duy kién bat dau nhan viéc. ..

d. Sau khi nhan thong tin x4c nhan lai ciia ing vién, phong t6 chirc hanh
chinh trinh giam dbc cong ty ky quyét dinh tiép nhan nguoi lao dong moi.

Buoc 7: Pao tao, hoi nhdp, thu viéc/tap sw

a. Phong td6 chtrc hanh chinh thuc hién viéc huéng dan hoéi nhap cho
nguoi lao dong méi trong thoi gianl-2 ngay dau tién dén tiép nhan viéc tai
phong t6 chitrc hanh chinh. Ngudi lao déng duge huéng dan tim hiéu cac quy
ché noi bd va cac chinh sach nhan su ciia cong ty, bao gdm cac ndi dung:

- Qua trinh hinh thanh va phat trién cta cong ty;

- Nganh nghé kinh doanh, co ciu to chirc clia cong ty;

- Noi quy lao dong, thoa udc lao dong tap thé, quy ché bao mat;

- Chire ning nhiém vu ctia phong, don vi s& dén cong tac;

- Cac quy dinh, quy ché cta cong ty vé quan 1y nhan su va ché do chinh
sach khac lién quan dén nguoi lao dong;

- Cac quy dinh chung vé an toan, phong chong chay no tai noi lam viéc;

b. Sau khi huéng dan hoi nhap, phong t6 chirc hanh chinh ban giao lao

dong vé phong, don vi quan 1y truc tiép va str dung lao dong.
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c. Phong, don vi quan 1y ngudi lao dong mdi can thong bao cho
CBCNV trong don vi biét 1a s& c6 dong su méi gia nhap, bd tri can bo hudng
dan cong viéc dé nguoi lao dong nhanh chéng tiép nhan cong viéc, bao gdm
cac ndi dung:

- Quy trinh/hudng dan cong viée, nhitng ndi dung, kién thuc, ky ning
can nam bt, cac mdi quan hé can thiét dé thuc hién nhiém vu trong bang mo
ta cong vigc;

- Nhitng muc tiéu can dat duoc ctiia nhan vién sau thoi gian thur vigc.

Buée 8: Panh gid két qua tir viéc/tap sw

a. Tuy theo ning lyc kinh nghiém cta nguoi lao dong mdi tiép nhan
lam viéc tai cong ty, thoi gian tur viéc/tap su s€ duoc gidm dde phé duyét trén
co so dé nghi ciia phong to chtrc hanh chinh va phong/don vi str dung lao
dong, tuy nhiéu thoi gian thir viéc phai phu hop quy dinh cua bd luét lao dong
va cac quy ché, quy dinh lién quan cung cong ty, cu thé:

- Thoi gian thir viée: Tuy theo tinh chat, mirc do phirc tap ciia cong viéc
va yéu cau theo trinh do véi timg chirc danh coéng viéc, thoi gian thir viée
duoc quy dinh khéng vuot qua thoi gian toi da theo quy dinh cta bd luat lao
dong 2012 va duoc huong t6i thiéu 85% murc lwong chirc danh cong viée
dugc giao.

- Thoi gian tap su: D6i véi g vién c6 kha ning va nang luc dap ung
yéu ciu cong viéc, tuy nhién tai thoi diém tuyén dung chua thuc sy dap tng
tat ca cac tidu chuan nay do chua d4p mg tiéu chuan thoi gian kinh nghiém
hodc thiéu mot s6 k¥ ning mém trong cong viéc, thi cong ty cé thé thoa thuan
v6i nguoi lao dong vai mire luong bang 85% murc luong cua chirc danh cong

viéc duogc giao.
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b. Thoi gian thtr viéc cong viée co quyén

- Thong bao cham dut hop dong thtr viée trude thoi han néu ngudi lao
dong khong dap tmg yéu cau vé ning luc hodc thuong xuyén vi pham nodi quy
lao dong cua cong ty.

- Tuyén dung chinh thirc trudc thoi han néu ngudi lao dong thé hién tét
ning lyc 1am viée va két qua cong viée vuot muc yéu cau .

c. Khi két thuc thoi gian thir viéc/tap su, lanh dao cac phong, don vi
nhan xét danh gia két qua thur viéc/tap su cua nguoi lao dong.

Két qua duoc danh gia theo phiéu danh gia két qua thir viéc tap su cia
nguoi lao dong. Két qua duoc danh gia theo Phiéu danh gid két qua thur
viéc/tap sy va giri vé phong to chic hanh chinh chim nhat 5 ngdy trudc ngay
két thiic thoi gian thir viéc cta Gmg vién.

d. Trén co s& nhan xét danh gia sau thoi gian thu viéc/tap su, don vi su
dung lao dong dé suét cac kha ning sau:

- P6i voi thir viéc: Chinh thire tuyén dung va ky hop dong lao dong
chinh thtrc hoic khong ky hop dong lao dong chinh thuec.

- Pbi voi tap su: Chuyén luwong chic danh cong viée chinh thirc
(100%).

Buée 9: Tuyén dung chinh thirc

a. Trén co so phé duyét cua giam ddc vé két qua danh gid sau thoi gian
thir viéc/tap su, phong t6 chtrc hanh chinh tién hanh

- Bdi véi cac tmg vién dat yéu cau

+ Trinh Giam dbc quyét dinh tuyén dung chinh thirc (d6i v6i ngudi lao
dong thir viéc) hodc chuyén vi tri chirc danh cong viéc chinh thire (100%) va
ban hanh quyét dinh chirc danh cong viéc chinh thirc cua ngudi lao dong

trong toan cong ty (d6i voi nguoi lao dong tap su).
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+ Lam cac thi tuc nhim dam bao ung vién duoc hudng cac quyén loi
theo quy dinh phap luat va cac quy dinh khac cua cong ty.

- Bdi véi cac tmg vién khong dat yéu cau

+ Thong bao chidm dat hop dong thir viée cho ngudi lao dong it nhat
trude 1 ngdy, ké tir ngay hét han thir viéc. Lam thu tuc thanh toan luong va
cac quyén loi khac theo thoa thuan (néu c6) va hoan tra ho so cho nguoi lao
dong (Phong t6 chirc hanh chinh 1am thi tuc thanh toan va hoan tra hd so khi
c¢6 chit ky xac nhan cua cdc bd phan lién quan xac nhan ngudi lao dong da
lam thi tuc ban giao dy du cac trang thiét bi, cong viéc, cong no ... day du).

b. Sau khi hoan thanh thu tuc tuyén dung chinh thirc, ngudi lao dong moéi
duoc huong dy du cac quyén loi, ché do, chinh sach nhan sy cta cong ty.

Budce 10: Luu so d6 nhan sy

Cin clr c4 thong tin trong hd so cac nhan va cac quyét dinh tiép nhan,
xép luong cho ngudi lao dong méi, phong t6 chirc hanh chinh chiu trach
nhiém nhap ddy du va chinh xac cac théng tin nhan sy vao hé thong quan 1y
nhan sy dong thoi thyuc hién luu gilt va quan 1y bd hd so nhan sy gdm co:

a. BO ho so tuyén dung do tmg vién ndp khi du tuyén;

b. Quyét dinh tiép nhan;

c. Quyét dinh xép luong chic danh;

e. Cac bai kiém tra, thi tuyén (Néu c6) va phiéu danh gia két qua phong
van tuyén dung.

Bang 2.14: S6 lwong lao dong tuyén vao cong ty giai doan 2013-

2015
TT Chi tiéu DVT 2013 2014 2015
1 | S6 luong lao dong ké hoach Nguoi 21 23 20
S6 lugng lao dong tuyén vao Nguoi | 20 22 19
3 | Ty 1¢ thuc hién so véi ké hoach % 9524 | 95,65 | 95,00

(Nguén: Phong té chirc —hanh chinh)
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+»* Nhan xét:

Qua bang s6 liéu 2.15 c6 thé thay nhu cau tuyén dung trong nhitng nim
qua ctia cong ty di tiang 1én, cho thiy cong ty dang trén da phat trién.

S6 lugng nhan vién cia cong ty giai doan 2013-2015 c6 bién dong 16n.
Niam 2013 tang 20 ngudi dat ty 18 95,24% so v6i ké hoach, naim 2014 tang 22
nguoi dat ty 1€ 95,65% so véi ké hoach, nam 2015 tang 19 nguoi dat ty 1€
95% so véi ké hoach. SO luong lao dong giam dan dnn doanh thu giam do thi
truong ché bién va xuat nhap khau thity san dién bién phirc tap va canh tranh
gay gét.

Nhin chung, céng ty x4y dung riéng cho minh 1 quy trinh tuyén dung.
Trong quy trinh ndy cua cong ty chat luong lao dong con han ché do ngudn
lao dong uwu tién con em cua CBCNV trong cong ty nén kho xéac dinh chinh
xéc trinh d6 nang luc chuyén mén ctia ngudi d6 co phi hop véi yéu cau cong
viéc hay khong. Bén canh dé cong ty chua tan dung cic ngudn ung vién bén
ngoai ddi voi vi tri quan 1y cong ty ma chi 4p dung hinh thire thuyén chuyén
nhan vién quan 1y cip cao tir phong ban nay sang phong ban khac.

2.3.3. Sur dung nhan lyc

Pa phan nhan luc cong ty tip trung chil yéu & cac xi nghiép ché bién

truc thude. S6 luong nhan luc ¢ cac phong ban chirc nang khong c6 su thay

do1 nhiéu trong cac nam.
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Bang 2.15: Co cAu nhén lrc tai cac phong, don vi giai doan 2013-2015

TT Phong, don vi bVT | 2013 | 2014 | 2015

1 T.c;)’ng giém dbc, giam doc, cac pho Ngudi 4 4 4
gidm doc

2 | Phong t6 chire - hanh chinh Nguoi 4 5 5
3 | Phong ké toan - tai chinh Ngudi 5 5 5
4 | Phong kinh doanh Nguoi 10 12 13
5 | Phong Y té Ngudi 3 4 4
6 | Phong k¥ thuat va bao ho lao dong | Nguoi 4 5 6
7 E}Illgrrlllg t6 chirc kiém tra bao vé thuc Ngui 12 13 15

8 ;I/e thong xi nghi¢p truc thudc cong Nguoi | 201 213 995

Tong cong 243 | 261 | 277

(Nguén: Phong té chire —hanh chinh)

¢ Nhan xét:

Trong nhitng nim qua cdng tac b tri, sip xép nhan lyc dugc ban lanh

dao cong ty quan tam va da c¢6 nhiéu no luc trong viéc ra soat nhan luc hién

co, bo tri, sap x€p lai cac vi tri cong tac phu hgp véi trinh do, chuyén mon,

nghiép vy, kha nang lam vi¢c va suc khoe cua nguoi lao dong. Tuy nhién day

la cong viéc mat nhiéu thoi gian va phu thudce vao viéc danh gid khan nang

ciia moi nguoi dua trén vi tri chirc danh cong viéc ma cong ty da xay dung.
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Bang 2.16: Cong tac bd tri nhin sw giai doan 2013-2015

2013 2014 2015
Tiéu chi Ty 18 Ty 18 Ty 18
SL | oy | SE | o) | SE | (20)

SO nguoi lam viée dung

2 213 | 87,65 | 236 | 90,42 | 253 | 91,34
chuyén mon

50 nguoi lam vice khong 30 | 1235 | 25 | 958 | 24 | 8,66
ding chuyén mon

Tong s6 nhan luc 243 | 243 | 261 | 243 | 277 | 243

(Nguén: Phong té chirc —hanh chinh)

+ Nhan xét:

S6 lao dong cua cong ty lam viéc ding chuyén mén tai céng ty khé cao.
Nam 2013 trong téng s6 lao dong toan don vi thi c6 213 lao dong lam viéc
ding chuyén moén, twong duong véi 87,65%. Nam 2014 ¢6 236 lao dong lam
viéc ding chuyén mén, tuong ung voi 90,42%. Nam 2015 trong téng sb lao
dong toan don vi thi c6 253 lao dong lam viéc ding chuyén mon, tuong
duong vo1 91,34%.

Song song v&i tinh hinh gia tiang sé luong lao dong lam viéc trong cong
ty ding chuyén moén thi s6 lao dong 1am viéc khong dang chuyén mén ¢ xu
huéng giam xudng twong tng véi cac nim giai doan 2013-2015 14 12,35%,
9,58% va 8,66%.

V6i nhiing s6 liéu trén ta thay cong tac b tri nhan sy, st dung nhén lyc
tai cong ty TNHH 1 TV XNK Hoang Anh di dugc trién khai c6 hiéu qua. Gia
tang s6 lwong nhan lyc 1am viéc ding chuyén mén.

2.3.4. Dao tao va phdt trién nhén lyc
2.3.4.1. Xdc dinh nhu cau dao tao
Viée x4c dinh nhu ciu dao tao va phat trién nguén nhan lyc tai cong ty

duoc tién hanh nhu sau:
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Can ci vao két qua thuc hién cong viéc cuia ngudi lao dong, khoi luong
cong vi¢e can hoan thanh, nhu ciu hoc tap cua nguoi lao dong, nhu cau can
bd chuyén mon, chinh sach dao tao hién hanh cua cong ty. Céc phong, don vi
tap hop va cho ¥ kién véi cac vi tri cong viéc va nganh nghé can dao tao, gui
1€n ban lanh dao cong ty. Sau do6 ban lanh dao cong ty c6 trach nhiém xem
xét, can nhac nhu cau dao tao phu hop voéi muc dich kinh doanh trong thoi
gian t1. Tt d6 Ban 1anh dao sé ra quyét dinh dao tao.

Hang nam, Cong ty thuong xac dinh nhu cau dao tao nhu sau:

- Pao tao theo nhu cau cac phong, don vi:

Vao cubi quy 4 hang nam, phong t6 chirc hanh chinh giri théng bao dén
cac phong, don vi trong cong ty dé thu thip nhu ciu ddo tao ctia mdi phong,
don vi.

Truong phong, don vi xac dinh nhu ciu dao tao cia CBCNV thudc
phong, don vi minh quéan 1y, tong hop nhu cau dio tao va gui vé phong to
chtrc hanh chinh.

Trong nam, tuy theo yéu cu cta hoat dong kinh doanh, cac phong va
phong to chire hanh chinh cha dong xem xét, xac dinh nhu cau can dao tao bod
sung.

- Pao tao tong thé:

Ngoai viéc 1ap ké hoach dao tao dua trén co so xem xét dé nghi céc
phong, don vi, phong to chirc hanh chinh ¢6 trach nhiém xac dinh nhu cau dao
tao tong thé trong toan cong ty va tim kiém nhiing khoa hoc do cic co s ddo
tao tong thé trong toan cong ty va tim kiém nhimg khoa hoc do cac co s& dao
tao co uy tin t6 churc dé trién khai thuc hién theo quy.

- Pao tao moi:

Ap dung vé6i nhimg lao dong méi tuyén dung do nhu cau nhén lyc thiéu

hodc nhiing nguoi tr by phan khac chuyén sang chua lam quen voi cong vige
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méi. Nhu ciu dao tao méi duoe xac dinh thong qua viéc can ddi sb lao dong
hang nam:

Sb lao dong can tuyén = Nhu cau lao dong can c6 nim sau d6 — S lao
dong hién c6 trong nam trudc.

Véi nhitng nhan vién méi tuyén, cong ty dic biét chu ¥ dén cong tac
dao tao voi hinh thitc hudng dan truc tiép do nhiing ngudi c6 kinh nghiém
day dan trong cong viéc dan dat, ciing c6 thé can cr vao muc tiéu sip t6i ca
cong ty ma cho nhan vién tham gia nhiitng khoa hoc khac.

Nhu cu dao tao cua cong tyting dan qua cac nam do sy doi hoi cia
cong viéc ngay cang cao, dong thoi do mdi nam cong ty ludn c6 mot ddi ngi
lao dong mdéi1 vao nén phai duoc dao tao dé lam quen vo1 moi truong lam viée
dé tim hiéu va nam viing cac k¥ ning lam viéc.

Nhu vay, viéc xac dinh nhu cau dao tao cla cong ty van con nhiéu han
ché dan dén viéc khong chinh xac, gy lang phi vé thoi gian, tién bac ma hiéu
qua thu duoc khéng cao. Do d6 cong ty can xem xét dé khic phuc ning cao
hi¢u qua dao tao.

Sau khi tiép nhan nhu ciu dao tao tir cac phong, don vi, phong to chirc
hanh chinh tién hanh xem xét lya chon cac nhu cau pht hop véi yéu cau hoat
dong kinh doanh ctia cong ty va lap  Bang tong hop ké hoach dao tao” cho
nam téi. Phong t6 chirc hanh chinh s& phan héi t6i cac phong, don vi lién
quan vé nhitng dé xuit nhu cau dao tao khong phu hop dé cac phong, don vi
diéu chinh cho phu hop trude khi trinh cho giam doc phé duyét.

Ké hoach dao tao ctia cong ty c6 hai loai chinh 13 ké hoach dinh ky va
ké hoach dot xuat. Ké hoach dinh ky dugc lap ra 1 1an 1 nam vao thang 12.
Ké hoach dong xuét cin ¢t theo nhu cau cép bach cua cong viéc dugc 1ap
trong thoi gian ngan. Mdi khi céng ty c¢6 quy ché méi hoic mé 16p huén luyén

cho nhan vién thi phong to chirc hanh chinh s& t6 chuc.
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Bang 2.17: Nhu ciu dao tao cho nguoi lao dong giai doan 2013-

2015

TT Chi tiéu PVT | 2013 | 2014 | 2015
K& hoach dao tao Nguoi 256 320 380
Thyc hién Nguoi | 231 312 382
Ty 1é thuc hién so véi ké hoach % 90,23 | 97,50 | 100,53

+»» Nhan xét:

(Nguon: Phong té chirc —hanh chinh)

Qua bang trén ta théy s6 luong nhan vién thuc té duoc dao tao hang

nam khong cao hon s6 nguoi du kién sé dao tao kha nhi€u ching t6 khau xac

dinh dao tao cua cong ty chua duogc tdt. Nam 2013, phong t6 chtrc hanh chinh

tong hop nhu cau dao tao 1a 256 luot nguoi, trong khi thuc té dio tao chi la

231 nguoi, ty 1€ thuc hién so véi ké hoach chua hoan thanh chi tiéu 1a do ngan

sach ctia cong ty dau tu cho viéc dao tao chua thuc su théa dang, anh huong

dén nang sut lao dong cua cong ty. Sang ndm 2015 ty 18 nay da dat 100,53%

vuot 0.53% so v6i ké hoach cho thiy cong tac xac dinh nhu cau chua tot doi

hoi trong thoi gian toi ban lanh dao cong ty can dau tu va chi trong hon nita

trong cong tac xac dinh nhu cau dao tao.

2.3.4.2. Noi dung va phwong phap dao tao
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Bang 2.18: Co ciu dao tao nhin luc giai doan 2013-2015

2013 2014 2015
Tiéu chi sL ’1;(5;7/:;3 s '1(“();)1)@ SL ”l(“();)l)é
Quan Iy 4 1,73 5 1,60 5 | 1,31
Kinh doanh 21 9,09 24 7,69 25 6,54
T6 chire - Nhan su 1 0,43 1 0,32 0 0
Ky thuét 2 087 | 4 1,28 5 | 1,31
Ké toan 1 0,43 0 0 1 | 0,26
Y té 0 0 0 0 1 0,26
Kiém tra bao vé thuc pham | 20 8,66 | 23 7,37 25 | 6,54
Ché bién thiy hai san 182 | 78,79 |255| 81,73 |320| 8377
To6ng s6 nhan lyc 231 100 312 100 382 100

(Nguén: Phong té chirc —hanh chinh)
+¢ Nhan xét:

Hang nim, cong ty t6 chirc dao tao cho nguoi lao dong véi cac nodi
dung chu yéu la: Pao tao vé tay nghé cong nhan ché bién, k¥ thuat, kiém tra
bao vé thyc pham, kinh doanh...Trong nhiing nam gan day, s6 luong nhan
vién tham gia cac ndi dung dio tao nay ting lén.Trong d6 ddo tao vé tay nghé
ché bién cho cong nhan duoc chil trong hon cic ndi dung khic, ngoai ra
phong chéng chay nd, bao vé an toan nguoi lao dong ciing dugc cong ty rat
quan tam. Nam 2013, té)ng s6 231 luot thi c6 toi 182 lugt tham gia dao tao vé
ché bién twong duong 78,79%. Nam 2014 13 81,73% va nam 2015 1a 83,77%.

Nhin ty 1é trén cho thiy cong ty dang quan tdm vé cong tic ché bién hai san.
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Bang 2.19: Phwong phap dao tao nhan luc giai doan 2013-2015

2013 2014 2015
Tiéu chi T§ 18 Ty 18 Ty 18
SL | ey | S| o6 [SE] 6

Dao tao & cac truong 16p

] 8 346 | 11 3,53 15 | 3,93
chinh quy

bao tao qua cac bai giang, hoi
thao, trao doi kinh nghiém, 195 | 84,42 |245| 78,53 |258| 67,54
dao tao ndi bd

HO trg tir cac cong tac dao

. X LA o« 28 12,12 | 56 | 17,95 |109| 28,53
tao, huéng dan kém cdp

Tong s6 luot nhan vién dao

231 100 |312 100 382 100
tao

(Nguén: Phong té chirc —hanh chinh)
+¢ Nhan xét:

Cong tac dio tao nhan lyuc trong giai doan nay pho bién 1a dio tao qua
cac bai giang, hoi thao, trao ddi kinh nghiém, dao tao ndi bd. Nam 2013 trong
tong s6 231 lugt dao tao co dén 195 luot, twong duong véi 84,42% tham gia
phuong phap nay. Sang nam 2014, ty 1€ nay la 78,53% va nam 2015 ty 1¢ nay
la 67,54%. Phuong phap di dao tao tao cac truong 16p chinh quy ciing duoc
ban 1anh dao cong ty chu trong, tuy nhién s6 luong tham gia khong nhiéu va
ddi tuong tham gia chu yéu 14 can bd 1anh dao va can bo chi chdt cta cong ty.
Nam 2013 c6 8 lugt tham gia phuong phap dao tao nay, nam 2014 1a 11 luot,
nam 2015 1a 15 lugt.Phuong phap dao tao tai cac truong chinh quy l1a phuong
phap dau tu kha nhiéu thoi gian ciing nhu chi phi nén chi cho bd may lanh
dao cong ty 1a diéu hop 1y. Phuong phap dao tao kém cdp hudng dan cong
vigc cling chiém mot ty 1€ nhét dinh va tang dan theo cdc nam. Nam 2013 1a

12,12%, nam 2014 1a 17,95% va nam 2015 1a 28,53%.
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2.3.4.3. Chi phi dao tao

Chi phi dao tao ctia cong ty duoc trich tir hoat dong san xuét kinh
doanh va duoc xay dung theo ké hoach ctia nam.

Bang 2.20: Tong hop chi phi dao tao 2013-2015

TT Chi tiéu bVT 2013 | 2014 | 2015

1 | Chi phi dio tao theo ké hoach | Triéudong | 275 | 280 | 302

2 | Chi phi dao tao thuc té Triéu dong | 279,6 | 274 | 303,8
3 | Ty 1é thuc hién so véi ké hoach % 1071’6 97.86 108,6

(Nguon: Phong té chirc —hanh chinh)
+¢ Nhan xét:

Chi phi dao tao cong ty tang 1én nhanh chong. Nam 2013 chi phi nay la
279,6 triéu dong, nim 2014 chi phi nay 1a 274 triéu déng, ndm 2015 ting 1én
303,8 triéu dong. Chinh sach dao tao nguoi lao dong chu yéu 1a chi phi cho
nguoi lao dong tham gia cac hinh thic dao tao, tao diéu kién dé nguoi lao
dong nang cao trinh do chuyén mon, nghiép vu gdp phan nang cao hiéu qua
cong viéc.

Qua bang trén ta thiy chi phi dao tao thuc té hang nam ctia cong ty cao
hon chi phi dao tao du kién ctia cong ty, chung t6 khau xac dinh chi phi dao
tao clia cong ty chua duge tot. Nam 2013, phong t6 chiic hanh chinh tong hop
chi phi dao tao 1a 275 triéu déng, trong khi thuc té lai 1a 279,6 triéu déng, ty
1é thue hién so voi ké hoach 1a 101,67%. Nam 2014 ty 1€ nay 1a 97,86%. Sang
nam 2015 ty 1é nay dat 100,6% vuot ké hoach 0,6%.
2.3.4.4 Két qud dao tao

< Mat dat dvwoc

Cong tac dao tao va phét trién ngudn nhan luc dugc tién hanh hang

nam da dap tng duoc nhu cau hoc tap va phat trién cia nguodi lao dong, 1a
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mot bd phan khong thé tach roi trong quy trinh quan 1y cic ngudn luc theo
tiéu chuan ISO 9001: 2000.

Cong ty TNHH 1 TV XNK Hoang Anh danh gia ding nhu cau bic
thiét vé& cong tac dao tao va phat trién nhan luc bdi trinh d6 ngudi lao dong
anh huong truc tiép dén ning suit lao dong va két qua hoat dong san xuét
kinh doanh cua cong ty. Cong ty da quan tim dén dao tao va phat trién nhan
lyc. Trong giai doan 2013-2015, s6 luot lao dong tham gia dao tao tuong dbi
16n vé hinh thtc va vi tri dao tao. Nhung sau khi dao tao hoat dong kiém tra
va danh gia nguoi lao dong dé sap xép, bo tri cong viée can duoc trién khai
nghiém tuc.

Ké hoach dao tao duogc phong t6 chirc thanh tra bao vé thuc phém mot
cach chi tiét bai ban, phu hop véi quy dinh vé ché d6 ning bac luong.

Quy trinh dao tao cta cong ty dugc xay dung mot cach khoa hoc c6 hé
théng.

Viéc dao tao ning bic cong nhan gitp ngudi lao dong cap nhat va tiép
xtc véi ki ning va kién thirc chuyén su, tao diéu kién hoan thanh tdt cong
viéc duogc giao.

Trinh do cta ngudi lao dong duoc nang cao, ting ning suit lao dong,
tiét kiém duogc chi phi stra chita va chi phi sai hong, giam hao phi nguyén vat
ligu.

Hinh thirc dao tao ctia cong ty da dang, dap tmg dugc nhiéu ddi twong
dao tao. Ap dung hinh thirc ddo tao ndi bd cong nhan dé tiép thu kinh nghiém
ctia k¥ su huéng din, van dung kién thirc duoc dao tao ngay vao trang thiét bi
thuc té cila cong ty, chi phi dao tao thap.

Nho ddo tao bén ngoai, can bd duge giri di dao tao co diéu kién hoc hoi
nhimg thanh tyu méi vé cong nghé san xuit, nang cao hiéu qua quan Iy va

trinh do 1y luan chinh tri.
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Chinh sach bo nhiém can bd duge lanh dao cong ty quan tim dung muc
d3 tao bau khong khi thi dua 1ap thanh tich trong lao dong san xuat, tao dung
duogc 10ng tin va su gin b cta can bd cong nhan vién dbi voi cong ty.

% MGt ton tai

Kinh phi dao tao cua cong ty con han hep.

Phéan 16n luc luong lao dong ctia cong ty 1a lao dong truc tiép nén viéc
dao tao cho d6i tuong nay 13 hét strc can thiét va quan trong. Ddi véi lao dong
truc tiép, hinh thirc dao tao chu yéu 1a dao tao tai chd bﬁng phuong phap kém
cip, huéng din cong viée, diéu ndy chi c6 thé dap tmg nhu cau quen viée
trude 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 tm 1y ngudi lao déng lam cho
hiéu qua lao dong giam xudng. Vi vay, ban lanh dao coéng ty nén chil tim dén
nhu cau hoc tap cua khdi lao dong truc tiép, bo phéan quan trong nang cao hi¢u
qua san xuat kinh doanh.

Trinh d6 thuc té cla cong nhan ddi vai tho bac cao nhu hién nay co
nhiéu biéu hién chua twong xtmg. Do ddi ngii k§ su duoc phan cong giang
day ctia cong ty khong phai 1a nhimg giang vién va nha huan luyén chuyén
nghiép c6 nhiéu kién thirc va kha ning su pham. Hon nira khi doi ngii k¥ su
tham gia giang day ho s& khong tham gia san xuat nhu vy s& c6 anh hudng
xau dén két qua san xuat kinh doanh.

Luc luong lao dong truc tiép ctia cong ty cha yéu 1a lao dong phd thong
khong dugc dao tao qua truong 16p do vay viéc hoc va thi bac luong tuong
d6i khé khan.

2.3.5. Chinh sach dai ngo
2.3.5.1. Tién lwong

a. Khai niém tién lvong:
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Hé théng luong cua cong ty gom: Tién luong, tién thudng, phu cap
trong cong ty. Mirc luong phai tra cho cong nhan vién khong duoc thip hon
mutrc luong tdi thiéu theo ving do phap luat quy dinh. Cong ty tra luong cho
ngudi lao dong 1 lan trong mdi thang: Ngoai mirc luong co ban, cong nhan
vién con duoc nhan thém tién phuc loi, tién thuong phu thudc vao tham nién,
cap bac va ning suét lao dong.

- Tién luvong co ban: Tinh trén ngady cong thuc té ctia ngudi lao dong
lam viéc trong thang va hé sd luong cong viéc dua trén co s& quy dinh cia
nha nudec.

b. Cdc hinh thirc tra luvong trong cong ty

< Hinh thirc tra lrong theo thoi gian: Ap dung cho cd b phdn vin
phong va xi nghiép.

(Hé sd lwong x murc lwong toi

Tién luong Ngay cong lam

— thiéu) + cac loai phy cap
thoi gian vige
Ngay cong ché do

< Hinh thirc tra lwong theo thoi gian: Ap dung cho bg phdn xi

nghiép.

Cty tinh luong cho don gia san pham la 1.000d.

Cong ty c6 chia ra timg cong doan. Mot san pham hoan thanh 1.000d.
Chia ra 3 cong doan:

- Cong doan 1 : Tiép nhan, ngadm rua, phi 1€, lang da : 500d

- Cong doan 2 : Kiém tra so b, soi ky sinh tring, rira 1an 2, xtr 1y phu
gia, can : 250

- Pong goi, bao quan, xép khudn, chd dong: 250d

Luong theo san pham cta 1 cong nhan: Pon gia SP theo luong x SO

luong SP cong nhan lam dugc trong 1 thang.
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- Phu cdp tham nién
+ Can clr vao sd nam cong tac cia CBNV khéi van phong cong ty thuc

hién chi trd phu cap tham nién nhu sau:

vV

5 nam cong tac: Hudng phu cip 300.000 dong/ ngudi /thang.

v

15 nam cong tac: Huong phu cip 500.000 dong/ ngudi/ thang.

v

20 nam cong tac: Huong phu cap 1.000.000 dong/ ngudi/ thang.

- Phu ccfp trach nhiéem

+ Tong giam dbc, lanh dao quan ly: Hudng 1.250.000
déng/nguoi/thang.

+ K¢é toan tong hop, nhan vién cac phong khac: 350.000 dong/ngudi/
thang.

+ Lai xe cho tong giam déc, lanh dao: 200.000 déng/ ngudi thang.

+ Can bo chuyén trach , t6 trudng: 200.000 ddng/ngudi/thang.

+ Cong nhan xi nghiép: 150.000 dong/nguoi/thang.

- Phu cép khéc:

+ Phu cip xing xe: Bo Phan van phong: 150.000 dong/ngudi/thang.

Bo phan xi nghiép: 100.000 dong/ngudi/thang.

+ Phu cép dién thoai: Tuy theo tirng chirc vu.

Phuy cap tién an trua hang thang, 4n ca: 1.200.000 dong/ngudi/thang.

- Danh gia mirc do hoan thanh cong viéc:

+ Loai A: Nhimg nguoi hoan thanh tét nhiém vu dugc giao, khong vi
pham ndi quy lao dong,quy ché, quy dinh cta cong ty, co tinh than trach
nhiém cao, y thirc t6t, dam bao thoi gian lam viée theo quy dinh.

+ Loai B: Nhitng nguoi hoan thanh t6t nhiém vu duoc giao, ¢o vi pham
ndi quy lao dong, quy ché, quy dinh ctia cong ty, dam bao thoi gian lam viée

cO muc do.
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+ Loai C: Nhitng ngudi hoan thanh nhi¢ém vu duoc giao & mac do thép,
c¢6 vi pham ndi quy lao dong, quy ché, quy dinh cta cong ty, khéng dam bao
thoi gian 1am viée tai cong ty.

+ Céac hinh thirc khen thuéng khac: Thudng sang kién cai tién cong
viéc va hop 1y hoa cong tac san xut hodc co gia tri 1am loi cho cong ty duoc
thuong theo quy dinh hién hanh nha nudc ban hanh déi voi timg sang kién

theo qu¥ khen thudéng ctua cong ty.
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Bang 2.21: Thanh toan tién hrong Phong Ké toan — Tai chinh thang 6/2015

Cong ty TNHH 1 TV XNK Hoang Anh CONG HOA XA HQI CHU NGHIA VIET NAM
SOPR Poc 1ap — Tw do — Hanh phuc
FDPR

BANG THANH TOAN CAC KHOAN THU NHAP
Phong: K& toan — tai chinh
Thang 6 nam 2015

DVT:

VND

- ’ Hesé| Luong Cic loai phu cp . Cac khoan trich theo lwong Thub o

TT Ho va tén Chirc vy lrong| co ban Phu cfip Phu cép Phu cf'lp Phu cép Tidn éin ca Tong cong BHXH BHYT | BHTN |TNCN Con linh
trach nhi¢ém| thAm nién | xang xe |di€n thoai (8%) (1,5%) | (1%)

1 [NguyénHong Van  |TP.KT 5.58| 6,417,000 [ 1,250,000 | 500,000 | 150,000 | 200,000 | 1,200,000 | 9,717,000 | 513,360 | 96,255 | 64,170 | - 9,043,215
2 |Lé Thanh Thay KTV 4.66| 5,359,000 350,000 | 300,000 | 150,000 [ 150,000 | 1,200,000 | 7,509,000 | 428,720 | 80,385 | 53,590 | - 6,946,305
3 | Tran Tién Manh KTV 2.65 3,047,500 350,000 | 300,000 | 150,000 [ 150,000 | 1,200,000 | 5,197,500 | 243,800 | 45,713 | 30475| - 4,877,513
4 |Mai Thi Thanh KTV 2.65 3,047,500 350,000 150,000 | 150,000 | 1,200,000 | 4,897,500 | 243,800 | 45,713 | 30,475| - 4,577,513
5 |Nguyén Thi Thanh Hién KTV 2.34| 2,691,000 350,000 150,000 | 150,000 | 1,200,000 | 4,541,000 | 215,280 | 40,365| 26,910 | - 4,258,445
Cong 20,562,000 | 2,650,000 | 1,100,000 | 750,000 | 800,000 | 6,000,000 | 31,862,000 | 1,644,960 | 308,430 | 205,620 29,702,990

(Nguén: Phong Ké todn — Tai chinh)

HV: V0 Thi Ngoc Hoa 74 Lop: MB0OI — Khoa 1




Ludn vin cao hoc QTKD

Truwong DHDL Hai Phong

Bang 2.22: Thanh toén tién lwong To6 ché bién 1 — Xi nghiép 2 thang 6/2015

Céng ty TNHH 1 TV XNK Hoang Anh

LPR

CONG HOA XA HQI CHU NGHIA VIET NAM
Poc 1ap — Tw do — Hanh phuc

PR

BANG THANH TOAN CAC KHOAN THU NHAP
Pon vi: To ché bién 1 — Xi nghiép 2
Thang 6 nam 2015

DVT: VND
Lwrong sin phim Cic loai phu cip Cic khodn trich theo lwong
‘ < x Phu %
A Chirc |Hé so| Luwong Phu cap | Phu cap ; 5 2 Thue -
STT H t y . y A T linh
o vaten vu |lwong| cobin | sisp | POM| Lwemg || tham | PMCHP | AP | g anea | OB COM | Byiti806) BHYT(L5Y BHTN(L%6) TNCN| 0N M

gia theo SP n o xing xe | dién

nhi€ém nien .

: thoai
1 |Lwong Van Hao C-II\_lréB 231 | 2,656,500 | 3,145 1,000 | 3,145,000 | 200,000 | 300,000 | 100,000 1,200,000 | 7,601,500 212,520 39,848 26,565 | - 7,322,568
2 |Trin Mai Anh CNCB| 1.83 | 2,104,500 | 3,130 | 1,000 [ 3,130,000 | 150,000 100,000 1,200,000 | 6,684,500 168,360 31,568 21,045 | - 6,463,528
3 |Nguyén Phuong Thao |[CNCB| 2.16 | 2,484,000 | 3,165| 1,000 | 3,165,000 | 150,000 | 300,000 | 100,000 1,200,000 | 7,399,000 198,720 37,260 24840 | - 7,138,180
4 |Phambic Cuong CNCB| 1.96 | 2,254,000 | 3,214 | 1,000 [ 3,214,000 | 150,000 100,000 1,200,000 | 6,918,000 180,320 33,810 22540 | - 6,681,330
5 [Nguyén Thi Thanh Huyén|CNCB| 2.03 | 2,334,500 | 3,202 | 1,000 | 3,202,000 | 150,000 | 300,000 | 100,000 1,200,000 | 7,286,500 186,760 35,018 23,345 | - 7,041,378
6 |Nghiém Thi Huyén CNCB| 1.67 | 1,920,500 | 3,165 | 1,000 [ 3,165,000 | 150,000 100,000 1,200,000 | 6,535,500 153,640 28,808 19,205 | - 6,333,848
7 [MaiNgoc Dung CNCB| 1.71 | 1,966,500 | 3,150 | 1,000 [ 3,150,000 | 150,000 100,000 1,200,000 | 6,566,500 157,320 29,498 19,665 | - 6,360,018
8 |Nguyén Thi Thu CNCB| 1.67 | 1,920,500 | 3,200 | 1,000 [ 3,200,000 | 150,000 100,000 1,200,000 | 6,570,500 153,640 28,808 19,205 | - 6,368,848
9 [Lwong Viét Lién CNCB| 1.67 | 1,920,500 | 3,145 1,000 [ 3,145,000 | 150,000 100,000 1,200,000 | 6,515,500 153,640 28,808 19,205 | - 6,313,848
10 |Nguyén Thi Hong Hanh |[CNCB| 1.96 | 2,254,000 | 3,150 | 1,000 | 3,150,000 | 150,000 100,000 1,200,000 | 6,854,000 180,320 33,810 22540 | - 6,617,330
Cong 21,815,500 | 31,666 31,666,000 [ 800,000 | 900, OOO 1,000,000 12,000,000 | 35,889,500 | 1,745,240 327,233 218,155 | - 34,646,983

(Nguon: Phong Ké todn — Tali Chlnh)
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Biang 2.23: Thu nhap binh quan cia nguoi lao dong giai doan2013-2015
PVT: Triéu dong

TT Nam Thu nhip binh quan Ty 1€ (%)
1 2013 4.95 100
2 2014 6.52 131.72
3 2015 6.74 103.4

(Nguon: Phong té chirc —hanh chinh)

¢ Nhan xét:

Mtc thu nhap binh quan dau ngudi cia CBCNV cong ty TNHH 1 TV
XNK Hoang Anh kha cao trong giai doan nay. Theo d6 nam 2013 thu nhép
binh quin cia CBCNV dat 4,95 triéu ddng/ngudi/thang. Nam 2014 ting 1én
6,52 triéu dong/ nguoi/ thang ting 31,72%. Nang 2015 ting 6,74 triéu dong/
nguoi thang/nam chi ting 3,4%do thi truong ché bién va XNK thuy hai san
bién dong va canh tranh gay git. Diéu ndy chung to ban linh dao quan tim
dén doi séng ctia nguoi lao dong.Nhu vay theo nhu két qua phan tich ta thay
viéc dam bao tién lwong cho nguoi lao dong cong ty thuc hién tt. Nhung
viéc chi str dung hinh thuc tra luong theo thoi gian va san pham chua thuc su
thuc day nguoi lao dong ting nang suat lam viéc.
2.3.5.2. Ché d¢ dai ngé

MG&i nam lao dong duoc nghi 12 ngay lam viéc dbi v6i ngudi lao dong
lam viéc trong diéu kién van phong; 14 ngay lam viéc dbi v6i nguoi lam cong
viéc ¢ xi nghiép.

a. An giita ca (hodc lam thém gio)

Truong hop trong ngay c6 khéi luong 16n lién tuc trang vao thoi gian
bita dn trua, ti thi duoc huong mirc thém gid: 15.000 ddng/xuit.

- Béi twong dugc huong:

Céan bd diéu hanh tai xi nghiép, cong nhan truc tiép lam viée tai thoi diém

do.
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- Nguyén tic dugc hudng:

Xi nghiép uy quyén cho can bd diéu hanh ca dé, cin ctr vao diéu kién
lam viéc tai cong trudng xem xét dé nghi cho an giira ca.

b. Bdo ho lao dong

Can ctr vao ché d6 quy dinh va tiéu chuan cho céc chirc danh nganh
nghé, hang thang xi nghiép 1ap danh sach cho nhiing trudng hop dén han nhan
tai cong ty hodc xi nghi¢p tu trang bi bao hd theo tiéu chuan nganh nghé.
Hang nam cong ty chi cho cong tac bao ho lao dong 1 trén 900 triéu dong.

C. T6 chirc thi dua ldp thanh tich

Cong ty thuong xuyén phat dong phong trao thi dua lap thanh tich
trong lao dong san xuat, nham tao dong luc, phat huy sang kién, tién toi hop
Iy hoa san xuat kinh doanh.

Cong ty ludn ghi nhéan céc thanh tich va c6 khen thudng kip thoi, tao ra
moi truong 1am viée thuan loi cho toan bd tap thé can bd céng nhan vién.

d. Bdo hiém xa hoi

Cong ty da thuc hién ding ky ndi quy lao dong, thoa udc tap thé va
dang ky hé théng thang bang cong v4i SO lao dong thuong binh va x4 hoi tinh
Quang Ninh. Pén nay 100% can bd cong nhan vién lam viéc tai cong ty déu
duoc ky két hop dong lao dong va di duoc cap s6 bao hiém x4 hoi.

e. Khen thuong

Khen thudng kip thoi gitip cho nguot lao dong ludn tich cuc voi cong
viéc dugc giao, nang sut lao dong ting so v6i ké hoach. Cong ty tién hanh
khen thudng trong céac trudong hop:

- Chuyén can trong san xuat hang ngay.

- Pat ning suat cao so véi ké hoach.

- Tim to1 va sang tao ra cach lam ma&i dat hi€u qua cao hon so vdi ban
dau.
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Bang 2.24: S6 lao dong khen thuong giai doan 2013-2015

TT Chi tiéu DVT 2013 | 2014 | 2015
1 | Tong s6 nguoi dugce khen thudng Nguoi 75 86 105
2 | Can bo quan ly Nguoi 12 15 19
3 | Nhan vién cac phong don vi Nguoi 63 71 86
4 | Tong gia tri khen thudng Triéu ddéng | 79,50 | 955 | 110,2

(Nguon: Phong té chirc —hanh chinh)
+¢ Nhan xét:

Tong s6 lao dong khen thudng cua cong ty ting 1én qua cic nim tuong
d6i cao. Nam 2013, toan cong ty c6 75 lao dong dugc khen thuong, naim 2014
c6 86 nguoi dugc khen thudng va nam 2015 tang 1én 105 lao dong dugc khen
thuong. Piéu nay ching td phong chao thi dau giita cac bo phin, ca nhan
trong cong ty dugc lanh dao quan tam ding mirc.

Xét vé so lugng duoc khen thudng thi lao dong ¢ cap quan 1y chiém ty 18
thap hon. Nam 2013, tong s6 75 lao dong duogc khen thuong thi bd phan quan ly
chiém 12 ngudi, chiém ty 16 16% va ty 1& nay ndm 2014 14 17% va nam 2015 13
18%.

Chi phi cho cong tac thi dua khen thudng hang nam ciing tdng 1én.
Niam 2013 tong gia tri khen thuong 1a 79,5 triéu dong, nim 2014 dat 95.5
triéu dong va nam 2015 tang 1én 110,2 tridu dong. Piéu nay noi 1én cong ty
chiam lo dén doi séng nhan vién minh, 1am cho ho gin b 1au dai véi cong ty.

f. Ché dg khdc

Hang nim cong ty déu t6 chirc cho can bd céng nhan vién di tham
quan du lich, nghi mat... Tro cép khé khan, dong vién tham hoi can bd cong

nhan vién trong cong ty c6 hoan canh kho khan, 6m dau, cha me gia yéu.
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2.3.6. Cdc yéu t6 anh hwéng dén cong tic quan tri nhin luc
2.3.6.1. Anh hudéng ciia cdc yéu té bén trong

Viéc phan tich mdi trudng ndi bd doanh nghiép 1a co so can thiét cho
doanh nghiép xdy dung nhiing chién lugc t6i vu dé tdn dung co hoi va ddi
pho véi nhitng nguy co tir bén ngoai anh hudng dén nhitng hoat dong san xuét
kinh doanh, céc yéu t chu yéu bén trong ctia doanh nghiép bao gom:

- S mang, muyc tiéu: Mdi cap quan tri déu phai hiéu rd muc tiéu cia
cong ty minh. Trong thuc té mdi bo phan phong ban déu phai muc tiéu cua bd
phan minh. Myc tiéu ciia cong ty 1a mot yéu té moi truong bén trong anh
hudéng dén bod phan chuyén mon nhu san xuét, kinh doanh, tai chinh, quan tri
ngudn nhan lwc. Muc tiéu cta phong kinh doanh 1a doanh s ban hang, muc
ti€u cua cac xi nghiép la dat ké hoach, san phém dat chat luong, gidm phé
pham, san pham thoa man nhu cau khach hang. Do d6 mdi bd phan chuyén
mon nay phai dua vao dinh huéng muc tiéu cta toan cong ty dé dé ra muc
ti€u cho b phan minh.

- Chién lugc phat trién kinh doanh: C6 tac dung dinh hudng cho chién
lugc phét trién nguon nhan lyc, tao ra duge doi ngii quan 1y, chuyén gia, cong
nhan lanh nghé va phat huy hét tai ning cta ho, c6 co hoi dugc thing tién,
ché d6 tra luong va dii ngd khuyén khich lam viéc v6i ning sudt cao. Trong
thoi gian ti cong ty c6 y dinh mo rong thi phan & cac tinh mién Bac va day
manh xuét khau, diéu d6 c6 y nghia cong ty phai phat trién va nang cao trinh
dd chuyén mon, nghiép vu cac bo phan.

- Vin héa doanh nghiép: O cong ty c6 bau khong khi van hoa doanh
nghiép céi md cép trén va cp dudi tin tuong 1dn nhau, truyén thong mé rong
va cong nhan dugc khuyén khich dé ra sang kién va giai quyét cac van dé.
Hing nam ung ho xay dung cac truong hoc, cac nha tinh thuong, tinh nghia,

khuyén hoc, cham lo cudc song ctia cdc ba me anh hung li€t si, nhitng nguoi
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c6 cOng voi cach mang, nan nhan chat doc da cam...Vin phong, xi nghiép
cong ty dugc trang bi day du tién nghi ddm bao moi trudng 1am viée thuan loi
cho nguoi lao dong, ludn cho nhan vién biét cac ché do va ndi quy — quy ché,
van ban ban hanh thong qua bang théng tin dugc dat dudi xi nghiép va phong
ban. Cac ndi dung ctia by luat lao dong hién hanh duoc thuc hién nghiém tic
thong qua: Hop dong lao dong, an toan lao dong, van dé lao dong nir, BHXH-
BHYT, tro cap thit nghiép...

- Co céu t6 chuc: Cach sap xép bo may cia cong ty ap dung mé hinh
tryc tuyén chtrc ning, cac quyét dinh quan trong déu duoc hinh thanh ¢ cap
cao nhat va thuc thi ¢ cap thap hon, nham tao su théng nhat trong doi ngi
nhan vién, cac mdi quan hé, cac ludng thong tin gifta cac cong viée, cac cap
duoc phat huy, ting ning suét trong cong viée. Xéac dinh cac chirc ning nhiém
vu, quyén han gitta con ngudi dam bao cong viée 1a yéu td quan trong dat két
qua kinh doanh cta cong ty.

- T6 chire cong doan: Cong doan ciing anh hudng khong nho dén phat
trién ngudn nhan lyc. Cong doan nam bén canh chinh quyén va cap Pang Uy
nhung ddc 1ap hon vé muc dich bao vé lugi ciia ngudi lao dong. Vai tro cua to
chtrc nay két hop voi chinh quyén dé chim lo doi séng can bd cong nhan vién
trong cong ty, dugc tham gia cac cudc hop lién quan dén van dé chia tién 1oi,
tién thudng, ky luat, ting lwong, ha bac luong, sa thai va cac van dé lién quan
khac...
2.3.6.2. Anh hudng ciia cdc yéu té bén ngodi

- Bbi canh kinh té&: Nam 2015 dién ra v6i nhimg bdi canh kinh té thi
truong bat on, kinh té thé giudi phai d6i mat v6i nhing rai ro 16n nhan té khé
luong. Trién vong kinh té khu vua Eurozone chua that lac quan. Thuong mai
toan cau sut giam do tong cau yéu. Kinh té thé gidi chua ldy duoc da ting

truongva phuc hdi cham. Gia hang héa c6 xu hudng giam nhanh, anh hudng
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dén xuat khau. Sy bat on cua thi truong tai chinh toan ciu véi viée giam gia
d6ng Nhan dan té va ting trudng sut giam cta kinh té Trung Qudc di tac
dong manh dén kinh té thé gigi. O trong nudc, gia ca trén thi truong thé gisi
bién dong gay ap luc dén can ddi ngan sach Nha Nudc, nhung dong thoi 13
yéu t6 thuan loi cho viéc giam chi phi dau vao, phat trién san xuét kinh doanh
va kich thich tiéu dung. Do d6 thu nhap va doi séng tinh than cia CBCNV bj
sut giam.

- Dan s6 luc luong lao dong: Viét Nam 1a qudc gia co luc luong lao
dong tré va 1a ngudn cung cp ddi dao cho cac cong ty. Tuy nhién nguon lao
dong chua that sy chét lugng. Hién nay Viét Nam chi c6 18% lao dong qua
dao tao, thém vao do 1a co cau trinh d bat hop 1y. Ca nude chi c6 900 ngan
cong nhan ché bién dao tao lanh nghé, trong d6 chi c6 8% cong nhan ché bién
lanh nghé bac cao. Piéu nay anh hudng dén ning suat, chat lugng, kha ning
sang tao vao d6i méi cua ngudi lao dong trong doanh nghiép.

- Chinh sach phép luat: Lut phap anh hudng rat 16n dén cong tac quan
tri nhan lyc. O Viét Nam, luat Lao dong dugc ban hanh, nham chi phéi mdi
quan hé lao dong trong tat ca cac doanh nghiép nha nudc va cac hinh thirc sé
hiru khéac.

- Vin hoa — xi hoi: Pic thu van hoa — x4 hoi cia mdi nudc, mdi ving
cling anh huéng khong nho dén quan tri nhan lyc dén qua trinh san xuat va
tiéu thu san phém dich vu... Vi vay thoi quen cua nguoi dan khu vuc Bic bo
da dung quen su dung cic san pham & vung sinh séng ciing 1am anh huéng
dén su phat trién cua cong ty. Day cling chinh 14 thach thirc 16n trong chién
lugce kinh doanh ctia cong ty trong thoi gian téi.

- Khoa hoc — K§ thuat: Khoa hoc ky thuét ngiy cang phat trién manh
mé, tao diéu kién cho cong ty dau tu trang thiét bi hién dai va cling tao diéu

kién cho céac can by, nhan vién dugc hoc hoi nhitng cong nghé€ maéi phat trién
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nghé nghiép ctia minh. Tao diéu kién nang cao trinh d6 chuyén mén, nghiép
vy, cai tién cong nghe.

- Khéch hang: Khach hang ngay cang kho tinh hon trong viéc lya chon
san phém clia minh, viéc 1am théa man nhu cau cta khach hang luon duogc
cong ty quan tAm, trong thoi gian tdi cong ty tiép tuc thuc hién chinh sach wu
dai v6i khach hang, khi mua san pham s& dugc: Chiét khau, khuyén mai, cling
nhu hoan thién cong tac hau méi cho céc san pham cua cong ty.

- Pbi tha canh tranh: Hién nay thi trudong cong ty tip trung & tam giac
kinh té phia Bic. Cong ty phai canh tranh gay gat tir cac ddi thii canh tranh:
Cong ty CP XNK thuy hai san Ha No6i, cong ty CP XNK thuy hai san Quang
Ninh, cong ty TNHH 1 TV XNK thay hai san Loi Phong, cong ty TNHH &
TM XNK thity hai san Thanh Hiéu.. .

2.4. Panh gia chung vé thue trang quan tri ngudn nhin lre tai cong ty
TNHH 1 TV XNK Hoang Anh.
2.4.1. Mat dat dwoc

Cong tac hoach dinh nguén nhan lyc cua cong ty: Puogc td chirc mot
cach tuong dbi khoa hoc, bai ban va ngdy cang dugc hoan thién hon, ludén
nhan dugc su quan tam ding muc cua ban lanh dao cong ty

Cong tac tuyén dung cua cong ty: Pugc thuc hién mét cach bai ban
theo hudng tuyén chon nhiing lao dong cé trinh d6 chuyén mon va tay nghé
cao dap tng yéu cau hién dai hoa day chuyén san xut va cong tac nghién ctru
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. Pic biét hinh thirc

dao tao ndi by ngay cang dugc hoan thién, gitip cong ty gidm dugc chi phi
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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 dii 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
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

B méy quan 1y va co cu td chirc tuy da duogc sap xép lai twong ddi on
dinh va phu hop véi diéu kién hién tai cua cong ty va co ché thi trudong,
nhung van chua thuc su phat huy duoc dﬁy du vai tro tham muu cho lanh dao
cong ty trong viéc tim hiéu viéc lam, diéu hanh quan ly, dinh huong phat trién
san xuat kinh doanh.

Nhin chung, coéng ty xdy dung riéng cho minh 1 quy trinh tuyén dung.
Trong quy trinh ndy cua cong ty chat luong lao dong con han ché do ngudn
lao dong uwu tién con em cua CBCNV trong cong ty nén kho xac dinh chinh
xéc trinh d6 nang luc chuyén mén ctia ngudi dé o phu hop véi yéu cau cong
viéc hay khong. Bén canh dé cong ty chua tan dung cic ngudn ung vién bén
ngoai ddi voi vi tri quan 1y cong ty ma chi 4p dung hinh thire thuyén chuyén
nhan vién quan 1y cip cao tir phong ban nay sang phong ban khac.

Kinh phi dao tao ctia cong ty con han hep. Péi véi lao dong truc tiép,
hinh thirc dao tao chii yéu 1a ddo tao tai chd bing phuong phap kém cip,
huéng dan cong viéc, didu nay chi co thé dap tmg nhu ciu quen viée trudc
mit 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 1y nguoi lao dong 1am cho hiéu qua

lao dong giam xuong.
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Cong ty chua xdy dung dugc quy trinh danh gid nang lyc thuc hién
cong vi¢c va muc do hoan thanh cong vi¢c cua nguoi lao dong do vay viéc
danh gia con so sai mang tinh dong bd trong pham vi toan cong ty.

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

chua thyc su thuc day nguoi lao dong ting ning suat lam viéc.
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TOM TAT CHUONG 2

Dua vao cac s6 liéu do phong TCHC cong ty dua ra, trong chuong II
luan van da phan tich thuc trang vé ngudn nhan luc ciing nhu céng tic quan
tri nhan luc tai cong ty TNHH 1 TV XNK Hoang Anh. Luén van da chi ra
dugc nhitng két qua dat duoc trong qua trinh quan tri nhan luc cua cong ty.
Bén canh do, luan van con chi ra nhitng han ché con ton tai tir d6 dinh huodng
phuong huéng dé phat trién. Mat khac trong chuong nay da phan tich duogc
ru nhuge diém cia van dé dua ra nhimg co hoi thach thie cho cong ty trong
viéc quan tri nguén nhan luc. Pong thoi day ciing 1a nén tang dé tac gia tiép

tuc phat trién chuwong III cua luan vin.
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CHUONG 3:
CAC GIAI PHAP HOAN THIEN CONG TAC QUAN TRI NHAN LUC
TAI CONG TY TNHH 1 TV TM XNK HOANG ANH

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

Can clr vao nhiing du doan cua thi trudng va can nhac nang luc san
xudt ctia cong ty, ban lanh dao cong ty di dua ra ké hoach kinh doanh giai
doan 2016-2020 vo1 cac chi tiéu nhu sau:

bam bdo cho hoat dong kinh doanh hi¢u qua trén co sé nang cao nang
luc canh tranh, tiét giam chi phi, khong nglmg ning cao chét luong dich vu va
uy tin thuong hiéu cong ty TNHH 1 TV XNK Hoang Anh.

Xay dung va phat trién hé thong kénh ban hang véi hé thong day
chuyén xi nghiép dong bo, hién dai, gop phan nang cao hiéu qua hoat dong
kinh doanh.

Céc chi tiéu ké hoach 5 nim 2016-2020

+ San luong ché bién va xudt khau thay hai san: toc do ting trudng
binh quan trong 5 nam (2016-2020) la 10%/nam.

+ Pam bao kinh doanh ¢ hiéu qua va ting trudng loi nhuan truoc thué
trung binh 15%/nam.

+ Phét trién, mo rong quy md kinh doanh, cic xi nghiép truc thudc va
thi truong: Téi thiéu 1 chi nhanh va 2 xi nghiép. Phan ddu dén nam 2020 sb

lugng xi nghiép truc thudc 1a 6 xi nghiép.
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Bang 3.1: Ké hoach san xuét, kinh doanh giai doan 2016-2020

Nam | Nam | Nam | Nam | Nam

T Chi titu DVI | 2016 | 2017 | 2018 | 2019 | 2020

San lugng thuy hai

san Nguoi | 3,200 | 3,500 | 3,850 | 4,100 | 4,350

2 | Doanh thu thuan Tydong | 210 | 2165 | 221 | 2275 | 232

Loi nhuan trudc

thué Ty dong | 24.5 26 285 | 305 33

4 | Solaodongcudiky | Nguoi | 296 | 315 | 330 | 345 | 360

Thu nhép binh quan | Trd/ng/

NLD thang 7 7.25 7.5 8 8.35

(Nguén: Phong kinh doanh)

Ngoai duy tri va phat trién trong giai doan 2016-2020. Viéc phat trién
co so ha tAng ludn 1a mot phan quan trong can dau tu phat trién mot budc dé
tao tién dé, lam dong luc dé phat trién kinh té- xa hoi, phuc vu kip thoi cho su
cong nghiép hoa - hién dai hoa cua dat nudc, dap ung tién trinh hoi nhap voi
khu vuc va quéc t& gop phan ting cudng an ninh, quc phong cta dat nude.
Ung dung cac tién bd ky thuat, vat liéu moi, cong nghé méi vao linh vuc du
lich. Coi trong viéc phat trién ngudn nhan luc dé cung cap kip thoi cho cong
viéc kinh doanh ciia cong ty. Phat huy noi lyc, tim moi giai phap dé tao nguon
vbn dau tu trong nudc phu hop véi diéu kién thuc té cua cong ty. Pong thoi
tranh thu t6i da ngudn dau tu dudi cac hinh thuc.

Nang cao hiéu quéa san xuét kinh doanh. Xay dung, cling cd, phat trién
d6i ngii nhan vién nang cao gia tri cua cong ty.Phat huy két qua da dat duoc,
phan ddu dua hoat dong kinh doanh ctia cong ty ting trudng 1én mot budc
moi theo cac ndi dung:Tang gié tri san xuat kinh doanh, tang doanh thu va loi
nhudn, dadm bdo viéc lam, khong ngung cai thi¢n, nang cao doi séng cua

nguoi lao dong, xac dinh vimg chic vi thé cta cong ty trén thi truong, day
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manh chuyén huéng da dang hoa san pham, mé rong san xuét, chuyén doi co
ciu kinh doanh bang cach ting cuong lién doanh, lién két, nang cao vai trd
quan 1y cta cac don vi, ting budc hoan chinh co ché quan 1y thong qua viée
t6 chure san xuat kinh doanh.
3.2. Pinh huéng phat trién ngudn nhan hre Cong ty

Bing 3.2: Nhu cau lao dong cong ty trong 5 nim 2016-2020

Chi ticu Nam Nam Nam Nam Nam
2016 2017 2018 2019 2020
Thac s¥ kinh té 10 12 15 19 22
Ctr nhan kinh té, cir nhan
quan tri du lich va I 52 56 63 67 73

hanh, ctir nhan quan tri
khach san

Lao dong, cong nhan co
tr:mh do cao déng, trung 223 222 224 224 223
cap, lao dong pho thong

Téng cong 285 290 302 310 318

(Nguoén: Phong té chirc —hanh chinh)
Tt chién luge phat trién cua cong ty 2016-2020 quan diém va muc tiéu
phat trién “ Nang cao chat luong dao tao va phat trién nhan luc két hop véi
day manh cong tac giam sat va xay dung co cau hop 1y”.
Trong 5 nam t&i, myc tiéu clia cong ty 1a tdi da loi nhuan va giam chi
phi dén mirc t6i thiéu nham dat két qua kinh doanh cao nhét.

Hudng phat trién nguon nhéan luc cua cong ty 1a uu tién cho lao dong phd
thong phai c6 kinh nghiém. Nang cao nang cao chuyén mon nghiép vu cho
cac cap quan 1y, nang cao trinh d6 tay nghé chuyén mén cho ngudi lao dong,
huéng phan ddu ngdy cang c6 nhiéu lao dong bac cao han ché lao dong phd

thong tay nghé kém, biét to chirc cong viéc, biét quan 1y nhan luc, biét kiém

HV: V0 Thi Ngoc Hoa 88 Lép: MBO1 — Khda 1



Ludn vdin cao hoc QTKD Trwong DHDL Hai Phong

soat tién do, gia thanh, chat lugng. Cong ty nén to chirc cac 16p dao tao, cau
lac bd dé trao d6i kinh nghiém va cip nhat thong tin.

Pao tao nhan luc, bdi dudng nhan tai, nang cao trinh d¢ nang luc cho
can b cong nhan vién trong toan cong ty...dé ngdy cang nang cao doi séng
cua can by cong nhan vién trong toan Cong ty. Xay dung mot doi ngii lao
dong c6 k¥ ning chuyén mon va ky ning quan 1y dé quan 1y cong ty.

Thuyc hién theo nguyén tic dam bao khong nhimng nang cao thu nhap cho
CBCNV, doi song vat chat day du hon ma con tao diéu kién cho ho an tAm cong
tac.

Pé ra nhitng chinh sich méi vé nhan sy dé khuyén khich va thu hut
nhan tai phuc vu cho cong ty.

Thudng xuyén to chirc cac 16p ddo tao can bd cong nhan vién dé nang
cao tay nghé ciing nhu kha nang quan 1y con ngudi trong cong ty nham nang
cao nang suit lao dong va mang lai hiéu qua kinh doanh cao cho cong ty.

3.3. D@ xuit mot s giai phap nham hoan thién cong tac quan tri nhén luc
tai cOng ty
3.3.1. Gidi phdp hodn thi¢n céong tic tuyén dung

GP1: Xay dung chinh sach va déi méi quy trinh tuyén dung tai cong ty

a. Co so giai phap:

Nhu di trinh bay & phan thuc trang quan tri nhan luc dé thy duogc diém
manh, diém yéu, co hoi thach thuc trong chién lugc phat trién nhan lyc cia
cong ty TNHH 1 TV XNK Hoang Anh, tic gia dé xudt giai phap thu hat
tuyén dung nhan luc phu hop v6i hoat dong san xudt kinh doanh cta doanh
nghiép.

b. Muc tiéu gidi phap:

- Xay dung mot quy ché tuyén dung nham hudng dan nhan vién thyc
hién cong viéc tuyén dung mot cach tot nhat, qua d6 thu hut, tuyén chon duoc
nhan tai cho cdng ty, nhitng ngudi c6 day di ning luc va pham chat vao lam

viéc, gan bo 1au dai cung véi sy phat trién cua cong ty.
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- Xay dung chinh sach hoach dinh nhan luc cu thé va hép dan nham thu
hut lyc lugng lao dong tré co chét lugng vé lam viéc tai cong ty, dac bi¢t la su
thu hiit nhan luc ctia di thit méi gia nhap nganh;

- Tuy theo timg coéng viéc cu thé ma cong ty dua ra nhimg bat budc
riéng, dé qua d6 tuyén duoc dung ngudi, dung viée dap tng duoc nhu cau
phat trién san xuat kinh doanh cua cong ty.

- Nghién ctru dua ra phuong thic tuyén dung t6i wu dé c6 duge nhimg
g vién t6t nhat véi chi phi thdp nhat va luon dam bao duoc nhan luc cho
cong ty.

C. Phuong thirc thuc hién:

- M¢ rong kénh thu hat, tim kiém ung vién cho cong ty, ngoai hinh
thire thong bao tuyén dung trudc cong ty, thong qua kénh bao chi,mang
internet, Cong ty ciing thuong xuyén lién lac voi cac truong dai hoc, hodc dén
cac trung tam gioi thiéu viée lam hodc hdi cho viée lam dé tiép xuc truc tiép
Vo1 ung vién, ¢ thé da dang hoa cac hinh thirc stir dung nhéan lyc nhu cOng tac
vién, thuc tap sinh tiém nang... dé khac phuc thiéu hut nhan luc khi can thiét.

- Pao tao thém nhimg k¥ nang cho can bd lam cong tac tuyén dung.
Qua d6, ho c6 thém dugc nhitng kién thirc trong viéc tuyén dung, gép phan
ning cao chit luong va hiéu qua trong viéc tuyén dung.

- Xay dyng cac "Ban mo ta cong viéc" va "Ban xac dinh yéu cau cua
cong viéc ddi voi ngudi thuc hién" ¢6 vai tro rat quan trong trong qué trinh
tuyén dung. Phong Td chirc hanh chinh phai 1dy "Ban mo ta cong viéc" va
"Ban yéu cau cong viéc v6i nguoi thuc hién" 1am cin ct dé quang cdo, théng
bao tuyén dung, dé xac dinh cac k¥ ning, k¥ xdo can thiét ma ngudi xin viée
can phai co néu nhu ho mudn 1am viéc tai cac vi tri can tuyén dung.

- Cac vi tri tuyén dung tai cong ty, chu yéu la lao dong phd thong va
mot s6 dugc CBCNV trong cong ty gidi thiéu nén viéc phong van tuong ddi
chu quan, hoi hot, rat it dugc kiém tra hodc thir viéc dén noi dén chén. Cong

ty can dua trén co s& cac qui ché, chinh sach vé tuyén dung lao dong, ti€u
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chuan cta cong nhan nganh ché bién thuy hai san, dé xay dung cac qui dinh,
chinh sach va tiéu chuan tuyén dung phu hop véi diéu kién thyuc té cta cong
ty va phu hop v6i dic diém cua nganh. Pé cong tac tuyén dung duoc tot hon
cong ty can mod rong ngudn tuyén dung va budc phong van can ning cao hon.

= Sau day 1a qui trinh tuyén dung d& xuat v6i cong ty nham tmg dung

cho cdng tac tuyén dung.

Lap ké hoach tuyén Céch thirc thong Tiép nhan, sang
dung NNL | b&o tuyén dung g loc ho so

Phong van Kiém tra,

Phong van

tuyén chon lan 2 trac nghiém so bo lan 1

Xac minh Kham strc Tiép
diéu tra - khoe —*| | nhan the
viée
y
B6 tri Ra Qb
cong viéc | [* tuyén dung

So @0 3.1: Qui trinh tuyén dung dé xuit tai cong ty trong giai doan
2016-2020

Cu thé quy trinh tuyén dung mdi nhw sau:
» Lap ké hoach tuyén dung
Viéc lap ké hoach tot s& giup cho viéc tuyén dung c6 dugc dinh hudng, cac

budc thyuc hién cu thé va tranh duoc cac su viée dién bién kho kiém soat. Cong ty
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nén lap ké hoach cu thé: ngudn tuyén dung, hinh thirc tuyén dung va thoi gian
tuyén dung.

Nguén tuyén dung

Ngudn bén trong: Ngudn tuyén dung tir bén trong bao gém nhitng nguoi
lam viéc bén trong cong ty, tuyén md ngudn ndy tic 1a qua trinh dé bat ho vao vi
tri cao hon hodc thuyén chuyén ho sang vi tri can thiét khac.

Ngudn bén ngoai: Ngudn tuyén dung tir bén ngoai 1a nhitng nguoi dén xin
viéc tir ngoai cong ty, ngudn ndy c6 pham vi rong, sé luong 16, chat luong phong
phu va da dang.

Hinh thirc tuyén dung

M3di vi tri tuyén dung khac nhau c6 hinh thirc thi tuyén khac nhau, vi vay
ma nha quén tri can 1ap mot ban ké hoach cu thé cho timg vi tri du tuyén. Cac hinh
thirc tuyén dung co thé Ia: thuc hién cac bai tric nghiém nhu tric nghiém ning
khiéu, tric nghiém tinh cach va s¢ thich, tric nghiém vé tinh trung thyc. .., hodc
phong vén truc tiép nhu : phong van theo tinh hudng, phong van theo mau, phong
van hoi déng. .., hay thuc hi¢én céac bai thi viét bao gé)m cac mon vé nghiép vy, k¥
ning va mon kién thirc chung. ..

Thoi gian tuyén dung

Sau khi x4c dinh nhu cau tuyén dung can phai lap ké hoach vé thoi gian
tuyén dung : thoi gian bat dau tuyén dung 1a ngdy nao, tuyén dung trong bao lau?
Ping thong bao tuyén dung trong khoang thoi gian ndo va han ndp hd so tng
tuyén ra sao ? Sap xép dugc thoi gian cu thé cho timg cong viéc gilip cho cdng tac
tuyén dung.

> CAC cdch thirc théng bdo tuyén dung:
- Thong béo trén cac phuong tién thong tin dai ching
- Niém yét cac ban thong bao tai tru s& doanh nghiép, noi dong ngudi qua

lai.
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- Giri thong bao dén cac truong do tao chuyén nganh nhd gidi thiéu cac
g vién pht hop véi tiéu chuan can tuyén.

- Két hop véi cac trung tAm tu van gi6i thiéu viéc lam dé thong béo, tim
kiém va thu hut cac tmg vién phu hop.

- Thong bdo trén mang internet, mang internet da tr¢ thanh mdt phuong
tién pho bién dé thong bao nhu cau tuyén dung va viéc lam cua doanh nghiép.
Théng bao nén ngan gon nhung 16 rang, chi tiét va day du nhiing thdng tin co ban
cho g vién nhu yéu cau trinh d, kién thirc, pham chat va dic diém ca nhan.

> Tiép nhdn va sang loc ho so

Trong budc nay nhom céc nhan vién tuyén chon c6 nhi€ém vu tiép don cac
g vién, quan sat phong thai, ctr chi cia Gmg vién va xem xét ho so xin viéc cua
ho, tir d6 loai bo tmg vién c6 hd so khong phu hop.

Nghién ctru hd so cua cac tng vién dugc bat dau bang viée nghién ctu ly
lich, hod so' ¢4 nhan va don xin viéc, so sanh vé&i ban tiéu chuan cong viéC cua ing
vién dén thoi diém tuyén dung. Khi nghién ctru hd so hiy tim nhitng diém khong
16 rang hay khong nhét quan dé xem xét ky hon. Bo phan phu trach nhan sy chuan
bi béo céo phan tich va danh gia timg tmg vién dua trén két qua diéu tra va nghién
ctru ho so.

> Phéng vén so bé lan 1

Budc nay c6 muyc tiéu xac 14p moi quan hé giita nguoi xin viéc va nguoi sir
dung lao dong, xac dinh t6 chat va kha niang ctia tmg vién xem ho ¢6 phu hop véi
cong viéc cuia to chic hay khong.

Pé xac dinh nhéan vién c6 du tb chét va kha ning theo yéu cau cdng viéc
hay khong, t6 chiic can dé ra cac tiéu chuan 13 rang va c6 sy can nhac than trong
vé nhiing tiéu chuan d6. Néu sau budi phong van so bg, hoi dong tuyén dung thay
g vién khong du t chat hodc khong du kha ning dé dam nhan chirc danh cong

vi¢c can tuyén chon thi s€ quyét dinh loai bd tng vién.
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Hoi dong tuyén dung ciing can co sy thdng nhit cao vé cach danh gia tng
vién trudc khi tién hanh phong van so bo.

Ung vién khong vuot qua vong phong van so bo sé duoc tra hd so.

> Kiém tra, trdc nghiém

Trong budc tuyén chon ndy, t6 chiic ¢ thé thuc hién kiém tra dudi hinh
thirc thi viét hodc kiém tra tay nghé. Hinh thtic kiém tra tay nghé gan nhu 1a bat
budc véi vi tri cong nhan ché bién, gitip to chie danh gia tmg vién c¢6 thuc sy ndm
duoc cac k¥ nang nghiép vu hay khong. Hinh thic thi viét gitip kiém tra kha ning
tu duy, mirc d6 nam vimg vé 1y thuyét, kha nang xtr 1y nghiép vu va kha ning lap
ké hoach, to chirc thuc hién cta ung vién.

Thong thuong ngudi ta chia trac nghiém nhan sy thanh céc loai sau day :

- Trac nghiém thanh tich: d4nh gid xem cac c4 nhan nam ving nghé
nghiép, hiéu biét nghé dén muc ndo, thanh tich ho dat duge cao hay thép biéu hién
qua thoi gian hoan thanh cong viéc, diém bai thi, bai kiém tra. ..

> Phong van tuyén chon lan 2

Phong van tuyén chon 13 qué trinh giao tiép bang 10i giita nhimng nguoi
tuyén chon va nhiing ngudi xin viée, day 1a mot trong nhiing phuong phap thu
thap thong tin cho viéc ra quyét dinh tuyén chon. Phuong phap phong van trong
tuyén chon gitp ta khic phyuc duoc nhiing nhuge diém ma qua trinh nghién ciu
don xin viéc khéng ndm dugc hodc cé loai van bang chimg chi khong néu duoc
hét. Trong qua trinh phong van tuyén chon, nguoi tuyén chon s& dua ra cac cau
héi va g vién s€ trd 101 cac cau hoi nay, nguoc lai, tng vién cling dugc dat ra
cac cau hoi cho nha tuyén dung.

Muc tiéu cta phong van tuyén chon khé da dang, song c6 thé chia thanh 4
muc tiéu chinh nhu sau :

- Phong van dé tim hiéu thém thong tin hodc kiém tra thong tin vé ngudi

Xin viéc.
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- Phong van dé gian tiép quang céo cho to chirc.
- Phong van dé cung cap thong tin cho ngudi xin viéc.
- Thiét 1ap quan hé tot véi cac tmg vién, ting cudng kha ning giao tiép cia
ngudi tuyén chon.
> Khdm sirc khée va danh gid thé lyc ciia cdc iing vién
Muc tiéu cta budc nay 1a danh gia thé luc clia tng vién nham lya chon
ngudi dap tmg dugc yéu cau vé sirc khoe dé c6 thé 1am viée lau dai cho t6 chuec.
Céc tiéu chuan vé thé luc do t6 chirc quy dinh. BO phan nhén sy ¢6 trach nhiém
cung cap cac tiéu chuan vé thé luc cho bd phan y t& dé 1am co sd cho viéc danh
gia thé luc khi kham stic khoe cho cac timg vién. Bude ndy can phai duoc xem xét
va danh gia mot cach khach quan, tranh duogc hién tugng hinh thirc, qua loa,
khong chu déo.
> Tié’p nhan thur viéc
Thoi gian thir viée: Tuy theo tinh chat, mirc d6 phirc tap cta cong viée
va yéu cau theo trinh do véi timg chirc danh coéng viéc, thoi gian thir viée
dugc quy dinh khong vuot qua thoi gian ti da theo quy dinh cta bo luét lao
doéng 2012 va duoc hudng tdi thiéu 85% muc luong chitc danh cong viée
dugc giao.
> B tri cong viéce:
Tuy theo ning luc, chuyén mon timg ngudi ma phong to chirc hanh
chinh bd tri cong viéc phu hop véi ing vién trang tuyén.
> Ra quyét dinh tuyén dung
Sau khi thuc hién xong cac budc tuyén chon trén day va cac thong tin tuyén
dung d4 dam bao theo diing véi cac yéu cau tuyén chon dé ra thi ltc nay hoi dong
tuyén chon sé thong nhét va di dén quyét dinh tuyén dung doi voi cac tmg vién da
tham gia Ung tuyén. Co s& cua viée ra quyét dinh tuyén dung nay 13 dua vao

phuong phéap danh gia chil quan theo thu thyc loai trir dan va theo két qua danh
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gid phong van, thi tuyén va tric nghiém. Khi dd c6 quyét dinh tuyén dung thi
nguoi sir dung lao dong va nguoi lao dong can tién hanh ky két hop dong lao dong
hoac thoa wéc lao dong. Nhitng co s phap 1y ciia ban hop dong lao dong 1a bd
luét lao dong ma do Nha nudc ban hanh. Trong hop ddng lao dong nén ch y mot
sO diéu khoan sau day: Tién cong, thoi gian 1am viéc, thoi gian thir viéc va thoi
gian 1am thém gio gidc cac loai dam bao ma to chirc phai dong cho nguoi lao
dong.

So v6i qui trinh tuyén dung trude day tai cong ty, ¢o nhimng diém méi sau
day:

+ Trong qui trinh méi nay, viéc tuyén dung s& co diém xuét phat tir
hoat dong hoach dinh nguén nhan luc dé xem xét cc vi tri tuyén dung mot
cach khoa ho va cu thé.

+ Phan phong van s& thuc hién béng 2 dot, dot mot co thé st dung céc
bai kiém tra, trac nghiém dé loai bo cac tmg vién khong thich hop & timg vi tri
tuyén dung, con dot phong van 1an hai 1a phong van truc tiép.

+ Sau khi thong qua, s€& tién hanh x4c minh ho so va tiép nhan thu viéc,
néu ung vién qua dugc vong ndy thi cong ty mdi ra quyét dinh tuyén dung va
bb tri cong viéc.

- P6i voi cac loai lao dong can chit luong cao thi Cong ty tap trung vao
cac dia chi sau:

+ Thi truong lao dong d6 thi noi tap trung hau hét céc loai lao dong co
chat lugng cao ciia tat ca cac nganh nghé nhu k¥ thuat, kinh té quan 1y va nhat
la cac nghé dic biét.

+ Céc truong dai hoc, cao dang, trung hoc, day nghé. Cac trung tam
cong nghiép va dich vy, cac khu ché xudt va c6 vbn dau tu nudc ngoai.

+ Nhitng lao dong co béng thac si, kinh nghi€ém 5 nam tré 1én & vi tri

tuong duong thi cong thém 20-40% cong ma ho dang hudng va cac chinh
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sach hd trg néu c6 nhu cau dé ting thém thu hut ngudn nhan luc chat lugng

Ccao.
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, quy trinh tuyén dung mdi chit ché hon , 30
m¢& rong thém kénh thu hut tuyén dung
2 Xay dung be:m mo ta cong viéc, ban xac dinh yéu cau cua 15
cong viéc doi vl nguoi thue hién
3 | Hoat dong thué tu van, chuyén gia chuyén giao cong nghé 25
4 | Xay dung, quang ba hinh anh, thwong hiéu cong ty 50
5 | bBao tao can bo tuyén dung 50
Tong cong 170

(Nguén: Pé xudt cia tic gia)

d. Két qua mong muon

Muc dich cua bat ¢t doanh nghiép nao hoat dong trén thi truong la tim
kiém loi nhuan va cong ty ciing khong phai 1 ngoai 18. Mudn hoat dong kinh
doanh tot thi ngudn tuyén dung phai dam bao chat lugng. Nhu vay, mong
mudn cong ty c6 mot quy trinh tuyén dung hop 1y, tranh duoc nhiitng tiéu cuec,
luon lach, nho va, tiét kiém chi phi ma chét luong, trinh d6 nhan vién dat tiéu
chuan, s6 lwong nhan vién phu hop.
3.3.2. Hoan thién cong tic dao tao va phdt trién nguén nhén luc

GP2: Ning cao chat lwong dao tao va phwong phdp ddo tao tai cong ty
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a. Co so giai phap:

Qua trinh hoach dinh tdt, tuyén dung tbt nhung khi nhan vién vao lam
ma khong c6 ké hoach dao tao thi cong ty d6 s& nghéo nan vé kién thirc, hoic
b1 mai mot do khong duoc cap nhap nhiing khoa hoc, cong nghé méi, nhitng
diéu mdi mé trong thi trudng kinh doanh.

Tai cong ty, Ban giam ddc cong ty rat coi trong cong tac dao tao va
phét trién ngudn nhan luc. Tuy nhién, cong ty chua thyc hién thudng xuyén
chuong trinh dao tao cho toan thé can bo nhan vién trong cong ty. Mudn thuc
hién cong tac dao tao dat hiéu qua cao, cong ty can dua ra muc tiéu rd rang,
cu thé va phai kiém tra thudng xuyén ting giai doan dao tao .

b. Muc tiéu giai phdp:

Viéc xac dinh nhu cau dao tao va dbi tuong dao tao con thiéu chinh
xéc, cong ty dé co bién phap tién hanh kiém tra, nghién ctru cu thé cac ky
nang con thiéu ciia nguoi lao dong tién hanh bién phap dao tao phu hop, phat
trién chuyén mon,nghiép vu va ky nang lam viéc ciia cong nhan vién & mdi bo phan,
dam bdo cong vigc.

c. Phuong thirc thuc hién:

- Bdi véi cac cip quan 1y:

Poi ngii quan 1y 12 nong ¢t ciia cong ty, cd vai trd quyét dinh dén su
thanh coéng that bai. Cong ty dd nhan thtc duoc diéu nay nén di dua ra
chuong trinh dao tao phu hop vdi chuyén mon nghi€p vu cta timg nhan vién
cac cdp quan 1y khac nhau. Viéc dao tao quan 1y cdp cao va nhan vién ki
thuét chu chdt duge dic biét coi trong.

Cong ty d3 m& cac 16p hoc ngan han tai cong ty hodc cho nhan vién di
ddo tao tai mot sb co s& trong tai Ha Noi1 nham cung cd chuyén mon nghiép
vu. Trong d6 toan bd chi phi hoc tip déu do cong ty chi tra toan bd, c4c chi

phi lién quan khac do nguoi hoc tu chi tra.
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Céc 16p nghiép vu s& thué truc tiép gido vién hudng dan tai cong ty.
Con céc 16p dao tao tin hoc, cong ty s& phdi hop véi trung tdm dao tao nghé
ctia Tinh m¢ 16p (hodc ghép 16p) hoc vao cac budi tdi trong tuan.

- Bdi véi lao dong san xuit:

Vé lao dong ché bién:Pay 1a d6i ngii lao dong rat quan trong cua cong
ty, tuy sO luong lao dong ki thuat hién nay da dugc gia ting nhung vé tay
nghé vao mirc d6 lanh nghé van con thip, chua c6 nhiéu kinh nghiém trong
san Xuét .

- Déi véi luong lao dong moi duoc tuyén dung: Do gan day cong ty di
chu trong nhiéu hon dén chat luong dau vao cia khau tuyén dung nén da sb
luong lao dong mdi nay da ting trai qua qua trinh hoc tap va lam viéc bén
ngoai do vay viéc dao tao chi mang tinh chat dao tao nang cao tay nghé. Giai
doan dau, cong ty cho thir viéc 2 thang. Dé gitip bd phan lao dong mébi nay
thich nghi vo1 cong viéc, cong ty da giup nhan vién mau chong hoa nhap voi
tap thé | bﬁng cach cir mot nhan vién , mdt lao dong khac c6 tham nién tay
nghé dam nhiém vai tro gidi thi€u cong vige; truc tiép giam sat, huong dan,
kém cip nang cao k¥ ning sir dung may moc thiét bi cho doi ngii ndy, nhiing
nguoi co trinh d6 lanh nghé thap. Thong thudng mot nguoi huéng din s& kém
cap 2-3 ngudi madi can dao tao thém. Cu thé cua qua trinh dao tao nhu sau:

- Budc 1: Gidi thich cho cong nhan méi vé toan bo cong viéc cua ho.

- Budc 2: Thao tac mau lai cach thirc thuc hién cong viéc.

- Budc 3: Pé cong nhan d6 lam thir tir tc d6 cham dén toc do nhanh
dan.

- Budc 4: Kiém tra chat luong san pham, huéng dan giai thich cho ho
cach thtrc thyc hién tot hon.

- Bude 5: Dé cong nhan ty thyc hi¢n cong viéce, khuyén khich ho dén

khi ho dat céc ti€éu chuan mau ve so lugng va chat luong cong viéc.
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Theo sudt qua trinh dao tao, nhitng ngudi duge giao nhiém vu hudng
dan s& thuong xuyén theo ddi gidm sat cong viéc ciia timg ngudi, chinh sira
cac 16i khi thuc hién cong viéc, giai dap cac thic mic trong qué trinh thuc
hién dé c6 thé hoan thanh céng viéc cua ho theo dung tiéu chuin quy dinh vé
s6 lwong va chat luong ma cong ty dé ra.

- Béi voi luong lao dong ché bién hién tai: P4 gan bé mot thoi gian voi
cong ty, luc luong lao dong nay da tich liiy cho minh sy thanh thao twong d6i
can thiét trong cong viéc. Vi vay, cong ty sé lwa chon ra nhimg ngudi thuc su
c6 tam huyét, c6 kha nang cau tién va da 1am viéc kha tot trong cong viéc hién
tai dé tham gia dao tao vao mot cong viéc mai, by phan maéi giup ho cé thém
nhiéu ky ndng mdi, mat khac trdnh sy nham chan trong cong viéc, tao diéu
kién cho ho kha ning thing tién trong nghé nghiép.

Vé lao dong trinh d6 phd thong: Pay 1a d6i ngii chiém ti 1& kha dong,
phan 16n chi & trinh d6 phd thong chua co tay nghé hodc co tay nghé rat thap,
lam viéc chu yéu bang kinh nghiém, chua dugc dao tao bai ban trong trudng
16p. Poi ngil nay chu yéu lam nhitng cong viéc don gian bang lao dong chan
tay, khong doi hoi chuyén moén cao. pé nang cao trinh do ki thuat cho luc
luong lao dong nay can phai tén nhiéu thoi gian va cong stc, doi hoi ngudi
huéng din ciling can phai c6 du kién thitc chuyén mon va kha ning truyén dat
t6t. Hién tai, chi mot s6 lao dong pho thong gidi duoc ddo tao tay nghé tot,
dao tao theo kiéu chi din do nhiing ngudi c6 chuyén mén trong cong ty
truyén dat lai (té truong, to pho, mot s6 cong nhan ché bién dugc tuyén chon).
Cong tac dao tao thuc hién theo phuong phap kém cip va luan phién thay doi
cong viéc nham muc dich tao cho nguoi lao dong biét duoc nhiéu viéc khac
nhau va 1am quen dan v&i cong viée, tuy nhién cac cong viéc nay chi & murc

d6 don gian c6 thé hoc ngay duoc.

HV: V0 Thi Ngoc Hoa 100 Lép: MBO1 — Khda 1



Ludn vdin cao hoc QTKD Trwong DHDL Hai Phong

Ngoai ra, cong ty c6 hinh thirc khuyén khich hd trg mot phan hoc phi
cho cdng nhan di hoc nghé, hoc trung cip, cao dang, dai hoc chuyén nganh
lién quan dén cong viéc, hinh thic hd tro nhu sau:

- Hoc nghé: Ho trg 10% hoc phi

- Tir trung cap tré' 1én : HO tro 15 % hoc phi

(Céc chi phi khac do nguoi hoc tu chi trd)

Pé thyc hién giai phap nay tac gia dé xuat du kién chi ddo tao cho cong

ty, cu thé:
Bang 3.4: Dy kién chi phi dao tao giai doan 2016-2018
PVT: Triéu dong
STT Chi tidu Nam Nam Nam Nam Nam

2016 2017 2018 2019 2020

Dbao tao doi voi

1 RS 75 85 93 100 110
can by quan ly

o |DoivGilaodong | 505 | 305 | 318 | 335 | 348
tryc tiep
Tong cong 360 390 411 435 458

(Nguén: Pé xudt cia tic gia)

d. Két qua mong doi

Qua nhiing giai phap vé dao tao, mong muébn cong ty s& c6 mot nguon
lyc nhan su virng manh vé kién thtc, k¥ ndang s€ manh mé, ty tin hon trong thi
truong canh tranh hién nay. Ngoai ra cong ty s& tiét kiém chi phi, dau tu chinh
dang vao nhiing trung tdm giang day tét, uy tin. Nhu vay, cong ty chu trong
dén dao tao phat trién thi cong ty d6 cang tién bo, theo kip thi trudng.
3.3.3. Hoan thién chirc nang danh gia thuc hién cong viéc

GP3: That chdt céng tac danh gid thie hién cong viée tang hiéu qua lao

dong
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a. Co so giai phap:

Tiéu chuan dé danh gia nhan vién dya trén bang mo ta cong viéc can cir
vao Nghi dinh s 31/2005/ND-CP ngay 11/3/2005 ctia Chinh pha vé san xuét
va cung ung san pham, dich vu cong cong. Nén viéc thay dbi cac ndi dung
nay la khong thé, do d6 chirc ning ndy van danh gia dua vao nghi dinh trén.

Phuong phéap danh gid hién dugc cong ty c6 han ché 13 con chua mang
tinh khach quan, dan chu, tham chi viéc danh gia theo phuong phap nay cho
théy vigc danh gid con theo cam tinh. Ti€u chi danh gia thyc hién cong viéc
chu yéu dua vao két qua cong viéc, con thiéu cac tiéu chi nhu thai do, tac
phong, trach nhiém trong lao dong...

b. Muc tiéu giai phap:

Giup phuong phdp danh gia thuc hién cong viéc cua cong ty khach
quan, dan chu va minh bach.

c. Phuong thirc thuc hién:

Thoi gian dé danh gia xép loai hang thang cho timg ngudi 1 qua trinh
cong tac trong ca thang va duoc tién hanh vao ngay cudi cing ctia thang do.
Cac truong phong, to truong cung phdi hop trén co sé tién hanh nhan xét va
danh gia cho toan bd nhan vién thudc phong, t6 do minh quan 1y roi ndp cho
phong T6 chirc hanh chinh tong hop. Tl cap trudng phong, to truong s& do
Ban giam ddc truc tiép danh gia.

Tiéu chi danh gia thuc hién cong viéc dugc mo ta trong bang sau:
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Bang 3.5: Tiéu chi danh gia thuc hién cong viéc

Loai A

Loai B

Loai C

Loai D

1. Hoan thanh tot
cong viéc dugc

phan cong.

2. Chap hanh ky
luat lao dong theo
noi quy, quy
dinh.

3. Khdng ¢6 budi
nghi lam viéc
khong ly do hoac
khdng qué 3 budi
nghi viéc riéng co
phép ngoai ché
d6 quy dinh.

4.Téac phong, thai
do lam viéc dung

muc.

1. C6 1 lan chua
hoan thanh céng
viéc dugc giao.
C6 1-3 lan thyc
hién cham tién do
cong viéc dugc
giao theo thoi han
quy dinh. C6 tur
2-3 sai sot trong

cong Viéc.

2.Cotr3dén5
lan vi pham vé
gio giac lam viéc
theo quy dinh (di
lam muon, vé
sém hoic bo chd
lam trong gio lam

Viéc).

3. C6 1 budi nghi
lam viéckhong cé

ly do hoac

1. C6 2 lan chua
hoan thanh céng
viéc dugc giao.
CO tir 3 dén 5 lan
thuc hién cham
tién d6 cong viéc
duoc giao theo
thoi han quy
dinh. CO tir 4 dén
6 sai sot trong

cong viéc.

2. CH trén 8 1an vi
pham vé gio giac
lam viéc theo quy
dinh.

3. C6 2 budi nghi
lam viéc khong
Co6 ly do hoac
nghi viéc riéng co
phép ngoai ché
do quy dinh tir 8

1. Khdng hoan
thanh cong viéc
duoc giao, hoac
c6 tr 3 lan chua
hoan thanh ké
hoach, tur 6 lan
trolén thuc hién
cham tién do
cong viéc dugc
giao theo thoi han
quy dinh, hoac co
tur 6 sai sot trong
cong viéc tro 1én
(bi 1ap bién ban).

2. CO tir 3 buoi
nghi lam viéc
khong co ly do
hoac nghi viéc
riéng co phép
ngoai ché do quy
dinh tur 15 budi

tro 1én.

HV: V0 Thi Ngoc Hoa

103

Lép: MBOI — Khoa 1




Ludn van cao hoc QTKD

Trwong DHDL Hai Phong

nghiviéc riéng co
phép ngoai chédo
quy dinh tir 4 dén
8 budi.

4.C6 1 1an bj lap
bién banvé tac
phong, thai dg
khongding muc
khi tiép xuc giai

quyét cdng viéc

dén 14 budi.

4.C6 2 lan bi lap
bién ban vé tac
phong, thai do
khong dling myc
khi tiép xuc giai

quyét cdng viéc.

5.C6 2 lan vi
pham quy ché,
quy dinh, noi quy
cua cong ty
nhung chua dén

muc bi xt ly Ky

3. CO trén 2 1an bi
lap bién ban vé
tac phong, thai do
khong dung

muc khi tiép xdc
giai quyét cong
viéc nhung khong

sura chira.

4. C6 3 lan vi
pham quy chgé,
quy dinh, noi quy
cua cong ty

nhung chua dén

luat. muc bi xu ly ky
luat.

6.Cotur2vi

pham quy dinh ¢ | 5. Co tur 3 vi

loai B. pham loai C.
6. Lam mat mat,
hu hong tai san
cé gia tri 16n.

d. Két qua mong doi
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Giup phuong phap danh gid thuc hién cong viéc cua cong ty theo mot
quuy trinh rd rang, mang tinh khach quan, dan chu va minh bach hon. Giup
nguoi lao dong c6 tdm 1y thoai mai va tang hi€u qua lam viéc.

3.3.4. Gidi phdp hodn thi¢n chinh sdach lwong va ché dé dii ngé

GP4: Ap dung hinh thitc lwong khodn dé ting nang sudt va hiéu quda lao
dong

a. Co so giai phap:

Hién nay, Cong ty 4p dung cac khoan phy cap cho cong nhan theo luat
hién hanh. Ngoai ra, cong ty con ¢ loai bao hiém tai nan 24/24 cho ngudi lao
dong. Piéu nay di thé hién su quan tam dic biét cua cong ty ddi v4i ngudi lao
d6ng, va nguoi lao déng ciing rat an tam, hai long vé diéu ndy. Qua cudc diéu
tra thi tit ca can bo cong nhan vién déu cho rang ché d6 luong, phic loi cia
Cong ty 1a cao hon so véi cac cong ty 13 ddi thu canh tranh. Tuy nhién,hinh
thure trd Iwong hién tai khong c6 su canh tranh gitra nguoi lao dong voi nhau.
Véi thuc trang do tac gia dé xuat giai phap hoan thién chinh sach tra luong
cho nguo1 lao dong theo hai cach thue tra lwong cirg va khoan.

b. Muc tiéu giai phap:

Tao moi diéu kién cho nguoi lao dong an tam, gén b6 dai 1au va déng
thoi tiép tuc duy tri van hoa doanh nghiép Cong Ty, chinh vi vay chinh sach
tién luong va dai ngd lao dong ludén duge Cong Ty xem trong va lién tuc hoan
thién. Do d6, cong ty c6 muc tiéu ché do tién luong, tién thudng theo quy ché
rd rang. Tao sy cong bang trong cong viéc, tra lwong, thudng.

c. Phuong thirc thuc hién:

- Do dic thu nganh ché bién thuy hai san, Cong ty nén lya chon dong
thoi ca hai cach thuc tra lwong cimg va khoan. Véi mdi loai tinh chat lao
dong, v6i mdi bo phan trong Cong ty ma co thé 4p dung mot cach tinh tra

lwong cho phu hop. Luong ¢ dinh ¢6 thé 4p dung cho cac vi tri hanh chinh,
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chtic ning. lwong khoan ap dung cho nhing vi tri truc tiép tao ra doanh thu.
Ciing c6 thé ap dung ca hai cach tinh luong, tirc 14 vira ¢ phan luong cb dinh
vira ¢6 phan luong khoan nham tan dung wu diém cta c4 hai hinh thtec.

- Cong ty tra luong khoan c6 nhiéu phuong phap, c6 thé tra trén thoi
gian lam vi¢c hoac doanh thu truc tiép ca nhan hodc nhém thyuc hién, cling cé
thé trén hé sb hodc s6 diém chirc danh.

- Cong ty ciing da cu thé hoa co ché tra luong bang vin ban, cong bd va
ap dung trong doanh nghiép. Van ban nay thudong dugc goi 1a Quy ché tra
lwong hay quy ché tién luong trong doanh nghiép. Cac budc xdy dung nén
duoc tién hanh theo mot trinh ty nhu sau:

Buére 1: Xdc dinh don gid va Quy tién lirong ké hoach cd nam.

Can du bao doanh nghiép can phai chi bao nhiéu cho tién lwong va ty 1¢
trén doanh thu 1a bao nhiéu va dé chinh 1a don gia tién lwong trong nim. Pon
gia nay sé 1a co sd dé xac dinh luong co ban cho cac nhom chitc danh, cin clr
dé tinh luong khoén trén doanh thu hay don vi san pham.

BuGc 2: Xay dung hé thong chire danh va hé sé dan cdch

O budc ndy, can liét ké va nhoém céc cong viée co cung tinh chat, murc
do phure tap va trach nhiém thanh mot nhom chuirc danh. Viéc nay doi héi can
c6 ban md ta cong viée va yéu cau chi tiét cho timg vi tri chirc danh theo cac
nhom yéu t6 co ban, vi du nhu:

Trinh d6 dao tao, kinh nghi€ém chuyén mon, kién thuc va ky nang can
c6 dé thuc hién cong viéc. Tinh trdch nhi¢m va &p luc trong cac cong viéc
thue té dam nhan. Trén co sd nhitng yéu t6 nay, xac dinh hé s hodc sé diém
tuong ng v6i mdi chirc danh. Can can nhac ki ludng dén hé s6 dan cach
giita cac vi tri chtrc danh sao cho dam bao su hop 1y giira ngudi cao nhat va
thap nhat trong cong ty va cac vi tri lién ké.

Buée 3: Xac dinh cdch thire tinh trd lwong dén tirng lao dong
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V&i mdi loai tinh chat lao dong, véi mdi bo phan trong doanh nghiép
ma c6 thé 4p dung mot cach tinh tra luong cho phu hop. Luong ¢b dinh ¢ thé
ap dung cho cac vi tri hanh chinh, lvong khoan &p dung cho nhiing vi tri truc
tiép san xudt san phim hodc tao ra doanh thu. Ciing c6 thé ap dung ca hai
cach tinh luong, tirc 1a vira tra luong thoi gian, vé mat san pham ta c6 thé ap
dung hinh thirc tra lvong khoan nham tan dung uu diém cua ca hai hinh thic.

% V& hinh thirc tra lwong khoan (ap dung cho bo phan xi nghiép):

La hinh thirc tra lwong nguoi lao dong hoan thanh mot khdi lugng cong
viéc theo dung chat lugng duogc giao. Thu nhip ngudi lao dong phu thude vao
doanh sb dat duoc theo muc tiéu doanh sb va chinh sach luong/thuéng doanh
s6 clia cong ty.

- Luong/thuéng doanh s ca nhan.

- Luong/thudng doanh s6 nhom.

Luong = Muc khoéan x Ty 1¢ % hoan thanh cong viéc

Diéu can luu ¥ trong viée tra lwong khoan hay con goi 1a tra luong theo
két qua cong viéc hoan thanh 13 ban phai xac dinh mot ty 1& hay don gié
khoan phu hop, c6 tinh khuyén khich va dam bao thu nhdp cho ngudi lao
dong. Phat va tru luong néu khong dat dugc ty 1€ % hoan thanh cong viéc
theo yéu cau. Nha quan tri nhan sy cling nén dit ra cac mirc hoan thanh cong
viéc khac nhau, va & mdi mirc cao hon s& c6 ty 1¢ khoan thuéng bo sung nham
phat huy téi da ning luc va khuyén khich nguoi lao dong dat duoc thanh tich
cao hon trong cong viéc.

Buéc 4: Xdy dung hé thong dainh gid hoan thanh céng viéc, khen
thuong xu phat.

Pam bao tinh khuyén khich va cong bang trong quy ché tra luong can
xdy dung cac tiéu chuin hoan thanh cong viéc, dac bigt dbi véi nhitng vi tri

lao dong & khoi van phong gidn tiép san xuat. Viéc ndy doi hdi ban mo ta
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cong viée dugc xay dung twong dbi sat vai thuc té, cong tac 1ap va giam sat
ké hoach lam viéc & tung bd phan, cad nhan dugc thuc hién triét dé va nghiém
tdc.

Murc do hoan thanh cong viéc co thé dugc dé xuat & phﬁn 3.3.3. Hoan
thién churc nang danh gia thuc hién cong viéc

Buée 5. Quy dinh vé thoi diém va quy trinh tinh trd lwong va cdce chinh
sach lvong dac biét.

Nguoi lao dong can duoc biét rd vé& quy trinh tinh luong va thoi diém
ho duogc tra luong hang thang. Bén canh do, quy ché can x4c dinh rd cac
truong hop tra lvong khi nguoi lao dong dugc cong ty cur di hoc, luong lam
thém gio, luong trong thoi ky thai san dbi vai lao dong nit.. .

Buwéc 6: Ban hanh, dp dung va lién tuc danh gid, sira doi, b6 sung Quy
ché

Quy ché can dugc viét ngan gon, suc tich va dé hiéu. Trude khi ban
hanh chinh thirc, cong ty can hop phd bién va lay ¥ kién ctia nguoi lao dong.
O nhiéu doanh nghi¢p, ai nhan dugc gi va tai sao chinh la nguyén nhan gay ra
su bat binh, don dai, mau thuin va mat doan két. Co ché luong cang rd rang,
minh bach thi tinh than va dong luc ctia nhan vién cang cao. Pung giit bi mat
quy ché luong hoic viét danh d6 ngudi doc. Mt tra cho mdi ngudi 1 bi mat
nhung céch tinh luong ctia doanh nghiép phai rd rang va dé hiéu. Nguoi lao
dong can biét ban tra lwong cho ho nhu thé nao. Mdi nguoi lao dong trong
Cong ty phai biét rd cach tinh luong cho c nhan, b phan minh. nhitng chinh
sach khuyén khich, dai ngd ctia Cong ty. Sau khi ap dung, co ché hoic chinh
sach tra luong khong thé 13 bat bién ma nd can lién tuc duoc xem xét, danh
gia va stra d6i cho phu hop véi bdi canh kinh doanh va nhitng yéu cau moi.

- Cong ty thuc hién chinh sach ting luong cho ngudi lao dong dé khich

1¢ tinh than lam viéc ciing nhu giup cho ngudi lao dong cai thién doi séng vat

HV: V0 Thi Ngoc Hoa 108 Lép: MBO1 — Khda 1



Ludn vdin cao hoc QTKD Trwong DHDL Hai Phong

chat cua ho, déng thoi cong ty cling thuong xuyén thuc hién cong tac diéu tra
tién luong trén thi truong, diéu nay s& gitp cho cong ty dé ra chinh sach tra
cong va cac muc luong thich hop.

- Cong ty cling nén tang thém thoi gian nghi trua cho CBCNV.Hién
nay, thoi gian nghi va di an com trua chi goéi gon trong 45 phut dbi voi toan
thé cong nhan vién trong cong ty. Nhu thé, that 1a kho dé nguoi lao dong kip
phuc hoi lai trang thai lao dong binh thuong, tir d6 sé lam nang suét lao dong
giam dan, hiéu qua 1am viéc khong cao. Do d6, cong ty can ting thém gid an
trua va nghi trua cia nhan vién trong cong ty thém 15 pht, trc 1a thoi gian an
trua va nghi trua 1a 1h.

- Cong ty ludn phai chu tam duy tri khong khi thoai mai, vui vé cho
nhan vién khi 1am viéc. Céac hoat dong thudng xuyén duge to chitrc nhu: cac
giai thé thao, vin nghé, t6 chirc sinh nhat cho CBCNV, ngay Hoi gia dinh va
cic hoat dong sinh hoat nhu du cic ngay 1é truyén théng cia dat nudc va
Cong ty, cac hoat dong chung vi cong dong. ..

Pé thyuc hién cac giai phap nay tac gia dé xuat du kién chi phi chinh
sach tién cong theo 2 hinh thirc cho cong ty, cu thé nhu sau:

Bang 3.7: Du kién chi phi dé hoan thién chinh sich tién cong theo 2

hinh thirc cho cong ty
DVT: Triéu dong

STT Chi tiéu Chi phi
1 Thué tu van, chuyén gia 40
9 Xéu dyng quy trinh va hinh thﬁc tra lwong méi, pho bién 20
hé thong chinh sach luong méi cho CBCNV
Tong cong 60

(Nguon: Dé xudt ciia tic gid)
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d. Két qua mong doi

Hé théng luong bong mai trong cong ty thuc su 1a s& don by thic day
nhan vién 1am viéc dat ning suat cao, nang cao chat luong cong tac dé mang
lai loi nhuén cho cdng ty,khi hé théng lwong bong ndy duoc xem xét diéu
chinh cho phu hgp.

3.4. Mot so kién nghi

Qua thoi gian ngin tim hiéu hoat dong cta cong ty, em xin dugc kién
nghi mot ) ykién:

- Hién nay, cong ty khong c6 to chic céng doan. Do vy, nhitng luc
cong nhanvién trong cong ty c¢6 nhu cau hoi lién quan dén cac van dé nhu xép
loai khenthudng, tang luong...nhung khong biét gip ai.

- Ban giam d6c c6 nén t6 chic mot thung thu goép v trong ndi bd cong
ty. Khi d6 cong ty s& hiéu rd tAm tu, nguyén vong cua nhan vién hon nham
gitip cho ho yén tdm hoan thanh tot cong viéc

- C6 mot s6 nhan vién 1am viéc t6t da nghi viée & cong ty dé sang lam
cho cong ty khac. Cong ty chap nhan giai quyét cho nghi nhung sau d6 khong
tim hiéu rd nguyén nhéan cho du 1y do ma nguoi lao dong dua ra trong don xin
nghi vié¢c 1a do vudong ban chuyén gia dinh, vi 1y do riéng.

- Trén thyc té, hau hét cdc nhan vién xin nghi chi vi xin vao lam &
nhimg cong ty khac vi chua thoa min nhu cau vi du nhu v6i mirc luong cong
ty khac cao hon. Vi di qua ctng nhic khi 4p dung mirc hai nim ting luong
mot 1an cho nhan vién, ma 18 ra nhiing ngudi nhan vién lam viéc tot, c6 sang
kién hay mang lai loi nhuan cho cong ty nén dugc xem xét ting luong. Nhu
véy, cong ty mdi c¢6 thé niu chan ngudi tai & lai dong gbp stc minh vao su

phat trién cuia cong ty
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TOM TAT CHUONG 3

Vi két qua kinh doanh, thuc trang cong tac quan tri nguén nhan luc,
qua chuong 3 di dua ra nhitng giai phap nham hoan thién, dat dugc ki vong:

- Giai phap vé hoan thién cong tac tuyén dung.

- Giai phap vé dao tao, phat trién nguén nhan Iuc

- Giai phéap vé chuic ning danh gia cong viéc

- Giai phap vé hoan thién chinh sach luong va dai ngd

Va cubi cung dé& xuit cua tac gia nhim mong mudn cong tac quan tri
nguodn nhan luc tai cong ty TNHH 1 TV XNK Hoang Anh s& tot hon, nham
thu hat duge ngudn luc nhan vién gioi va duy tri dugce ngudn luc d6 1au dai
gitip cong ty co thé phat trién, canh tranh véi cac ddi tha trén thi truong kinh

doanh hién nay.
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KET LUAN

Nguén nhan lyc va quan trj ngudn nhan lyc 13 chién lugc mang tAm
qudc gia.Trong co ché thi trudng canh tranh gay git nhu ngay nay, céc to
chtrc mudn ton tai, phat trién va dtng viing trén thi truong thi doi hoi phai co
mot doi ngii nhan luc tot.

Pé c6 duoc diéu nay thi cong tac quan 1y ngudn nhan luc phai duoc
hoan thién va phat trién. Cac chién lugc kinh doanh phai luén di kém theo voi
chién luoc con ngudi, vi thuc té nguoi lao dong quyét dinh sy thanh bai va vi
thé ctia to chuc trén thi trudng.

Cong ty TNHH 1 TV XNK Hoang Anh do méi thanh 18p nén kho tranh
khoi tinh trang vap phai nhiéu van dé kho khin va nay sinh nhiéu han ché
trong cong tac to chirc, quan 1y ngudn nhan lyc. Do d6, cong ty can ning cao,
cai tién dé cong tac quan tri ngudn nhén lyc t6t hon.

Pé tai nay duoc thuc hién véi su gitip d& tan tinh cia ¢6 TS. Nguyén
Ngoc Pién va toan thé anh chi em céng ty TNHH 1 TV XNK Hoang Anh.
Mic du em da cb gang thuc hién dé tai nhung do han ché vé thoi gian, ban
than con thiéu kinh nghiém nén dé tai khong tranh khoi nhiing thiéu sot, rat
mong nhan duoc sy dong gop cua cac anh, chi trong cong ty, thiy co gido va
cac ban dé dé tai luan vin duoc hoan chinh hon.

T6i mong rang qua nhitng giai phap, phan tich thuc trang néu ra uu
nhuge diém trong dé tai, cong ty s& xem xét va dua céng ty TNHH 1 TV

XNK Hoang Anh ngay cang vuon xa, phat trién.
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