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NHIEM VU PE TAI

. Noi dung va cac yéu cau can giai quyét trong nhiém vu dé tai t6t

nghiép

Nhitng co s& 1y luan vé nhan luc, quan tri ngudn nhan lyc, hiéu qua st
dung ngudn nhan luc.

Phén tich thuc trang st dung ngudn nhan luc tai Cong ty bao hiém
PJICO Hai Phong qua gi6i thiéu khai quat chung vé Cong ty, nhitng
thuan loi va kho khan, hiéu qua st dung nguén nhén luc, co cau lao
déng, hoach dinh nguén nhéan luc, tuyén dung ngudn nhan lyuc, tinh
hinh sa thai, nghi viéc, cong tac chi tra tién luong, thuang, phu cap cho
doi ngli can by cong nhan vién trong Cong ty.

Pé ra nhiing giai phap nham nang cao hiéu qua sir dung nguén nhan
lyc tai Cong ty bao hiém PJICO Hai Phong bang phuong phéap tuyén
dung nguoén nhan lyc, chi tra tién thuéng cho can bo cong nhan vién
trong CoOng ty.

Kién nghi vé nhirng giai phap c6 thé khic phuc dugc nhitng khuyét
diém dé co thé phat trién Cong ty trong thoi gian tai.

. Cac tai liéu, so liéu can thiét

Doanh thu, chi phi, sb lugng lao dong binh quan, sb luong nhan sy
dugc cir di dao tao, sé luong lao dong tuyén dung tir noi bo va bén
ngoai, sé lugng lao dong sa thai, nghi viéc, tién luong, phu cip, tién
thuong cua Cong ty bao hiém PJICO Hai Phong trong 2 nam 2018 va
20109.

Phuong phap tinh luong, thuong trong Cong ty va cac nghi dinh quy
dinh vé tién luong, thudng, phu cip cho cac can bd cong nhan vién

trong nam 2019.

. Pia diém thuec tap tét nghiép

Dia diém: Cong ty bao hiém PJICO Hai Phong
Pia chi Cong ty: S6 1 Tran Hung Pao, Phuong Minh Khai, Quan
Hong Bang, Thanh phd Hai Phong
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LOI CAM ON

Khoa luan: “M@t sé gidi phdp gitip ning cao hiéu qud si dung nguén
nhén luc tai Cong ty bao hiém PJICO Hdi Phong — Téng Céng ty c¢é phan bdo
hiém Petrolimex” d3 phan nao nodi 1én duoc sy tiép thu, nhitng thanh qua cua
em trong qua trinh hoc tap tai Truong Pai hoc Quan ly va Cong nghé Hai
Phong. Qua d6 em xin duoc gui 101 cam on t&i cac thiy, cac cd tai Truong Dal
hoc Quan ly va Cong ngh¢ Hai Phong da nhiét tinh gitp d6 em, day cho em
nhitng kién thac hitu ich, nhitng bai hoc hay dé em c6 thé vimg tin hon trong
cong viéc nghién ctru cling nhu tuong lai sau nay.

Em xin tran thanh cdm on ban lanh dao cung vé1 d6i1 ngli can bd cong nhan
vién tai Cong ty bao hiém PJICO Hai Phong d3 tao moi diéu kién tét nhat gitp
em c6 thé hoan thanh khoa luan tét nghiép.

Em xin tran thanh cam on gia dinh, ban bé da giup d&, ung ho cho em, tao
diéu kién thuan loi cho em dé c6 thé hoan thanh khéa luan tot nghiép.

Em xin tran thanh cam on ThS. Cao Thi Hong Hanh trong thoi gian qua da
hudng dan tan tuy, tao diéu kién tét nhat cho em dé c6 thé hoan thanh dugc khoa
luan tot nghiép.

Trong diéu kién vé thoi gian con han ché nén em kho c6 thé tranh duoc
nhitng thiéu sot, mic du em di rat ¢b gang dé hoan thanh khoa luan tét nghiép.
Do d6 em rat mong duoc sy chi bao, dong gop ¥ kién cua cac thay, cac co dé em
c6 thé tiép thu, y thirc hon, hoan thién ban than nhiéu hon nita trong cong viéc

nghién clru sau nay.

Em xin tran thanh cam on!



LOI CAM POAN

Em xin cam doan khoa luan tt nghiép: “M¢t sé gidgi phdp néing cao hiéu
qud si dung nguén nhan luc tai Cong ty bao hiém PJIICO Hdi Phong — Tong
Céng ty ¢6 phan bao hiém Petrolimex” 13 cong trinh nghién cttu cua cd nhan
em. Cac sd lidu, noi dung duoc trinh bay trong khéa luin dugc hinh thanh va
phat trién tir nhimg quan diém cua ca nhan em va hoan toan hop 1& dudi su
huéng din mot cach khoa hoc cia ThS. Cao Thi Hong Hanh va dugc su dong ¥
ctia Ban lanh dao Cong ty bao hiém PJICO Hai Phong.

Em xin chiu hoan toan trach nhiém vé dé tai nghién cttu ctia minh!

Sinh vién

Nguyén Vin Phong



KHOA LUAN TOT NGHIEP Truong Pai hoc QL & CN Haii Phong

MO DAU

1. Tinh cap thiét caa aé tai

Hién nay véi su phat trién manh m& caa khoa hoc ky thuat, dic biét 1a
cudc cach mang cong nghiép 4.0 dang dién ra manh mé trén toan cau thi viéc
quan 1y ngudn nhan lyc tét & 13 s& tao nén suc canh tranh mang tinh quyét dinh
cua doanh nghiép.

Quan tri ngudn nhan lyc 1a mot hoat dong tat yéu cua té chirc, nd 1a diém
cot 161 ctia quan 1y doanh nghiép. Tat ca cac hoat dong caa doanh nghiép s&
khong hiéu qua néu hoat dong quan tri ngudn nhan luc khéng hiéu qua. Do d6
viéc tim ciu tra 161 dtng cho cau hoéi 1am thé nao dé quan tri nguén nhan luc co
hiéu ngay cang trod thanh mot van dé kho khan va thir thach 16n nhat cua doanh
nghiép trong nén kinh té chuyén giao manh mé sang viéc sir dung may moc, tri
tué nhan tao thay thé cho con ngudi hién nay.

Nhan thdy duoc tam quan trong cua Vviéc nang cao hiéu qua su dung
ngudn nhan lyc trong cac doanh nghiép hién nay nén trong qua trinh thuc tap tai
Cong ty bao hiém PJICO Hai Phong, em quyét dinh lua chon dé tai: “Mot sb
giai phap nang cao hiéu qua s dung ngudn nhéan lyc tai Cong ty bao hiém
PJICO Hai Phong — Tong Cong ty co phan bao hiém Petrolimex” dé 1am luan
van tot nghiép cua minh.

2. Muc tiéu nghién ciru

Dua trén co so hé théng hoa nhitng van dé 1y luan co ban vé ngudn nhan
luc két hop vai viéc phén tich thuc tién cong tac quan tri ngudn nhén luc tai
Cong ty bao hiém PJICO Hai Phong dé tir 6 dua ra duoc nhiing giai phap, dé
Xuat cu thé dé nang cao hiéu qua sir dung nguon luc cua Cong ty.

3. Pham vi nghién ctru

- Pham vi khong gian: Dé tai nghién ctru, phéan tich tinh hinh sir dung ngudn
lao dong cua Cong ty bao hiém PJICO Hai Phong bao gom ca khéi lao dong
truc tiép va gian tiép. Pac biét di sau nghién ctiu khdi lao dong gian tiép vi
day 1a bo phan anh huong tryc tiép dén cac chién luge va diéu hanh hanh
hoat dong kinh doanh ctia Cong ty.

- Pham vi thoi gian: Céc s liéu duoc 1y dé nghién ctru khoa luan cia Cong ty
bao hiém PJICO Hai Phong duoc lay trong hai nam 1a 2018 va 2019.

Nguyén Vin Phong — QT1701N 1
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- Pham vi ndi dung: Khoéa luan tap trung nghién ctru cac van dé lién quan t6i ly
luan, thue té vé ngudn nhan luc va viéc s dung ngudn nhan luc cia Cong ty
nhu: s luong, co cAu nguén nhan luc, cac chinh sach luong va phuc 11 lién
quan dén ngudn nhan lyc,... dé tir d6 dua ra duoc cc giai phap ning cao
hiéu qua sir dung ngudn nhan lyc cua Cong ty.

4. Phwong phap nghién ctiru

Khoa luan duoc thuc hién bing cac phuong phap chu yéu 1a thong ke,
diéu tra, phan tich va téng hop.

Nguon dit liéu trong khoa luan duoc thu thap dua trén trang Web va céc
phong ban trong Cong ty. S6 liéu c¢6 tir nhiéu nguon nhu: Diéu tra tryc tiép,
tham khao ¥ kién cac chuyén gia va ngudi c6 kinh nghiém.

5. Bo cuc luan vin

Ngoai phan m¢ dau, danh muc bang biéu, danh muc so d6 hinh v&, tai liéu
tham khao khéa luan gom c6 3 chuong:

Chuong I: Co so 1y luan vé ngudn nhén lyc, quan tri ngudn nhan lyc va
hiéu qua str dung ngudn nhan lyc.

Chuong II: Phan tich thuc trang cong tic quan tri nguon nhan luc tai Cong
ty bao hiém PJICO Hai Phong — Tong cong ty ¢ phan bao hiém Petrolimex.

Chuong IIT: Mot s6 giai phap nang cao hiéu qua sir dung ngudn nhéan luc
tai Cong ty bao hiém PJICO Hai Phong — Tong cong ty ¢ phan bao hiém
Petrolimex.

Nguyén Vin Phong — QT1701N 2
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CHUONG I: CO SO LY LUAN VE NGUON NHAN LUC, QUAN TRI
NGUON NHAN LUC VA HIEU QUA SU DUNG NGUON NHAN LUC

I. Ngudn nhén lwc
1.1. Khai niém nguén nhan luc

O bat ky thoi diém nao cua lich st phat trién, nguon luc con nguoi ludn 1a
van dé quan trong bac nhét va 1a méi quan tdm hang dau cua mdi qudc gia, dan
toc vi ngudn nhan luc 1a yéu td quan trong quyét dinh sic manh cua dat nudc.
Piéu d6 cang thé hién rd nét hon trong qua trinh toan cau hoéa hién nay khi nén
kinh té nao dya nhiéu vao tri thirc s& tao ra nhiéu co hoi phat trién, duy tri duoc
tbc d6 ting cao, st dung hiéu qua moi ngudn luc. Céc 1y thuyét vé ting truong
kinh té gan day ciing chi ra rang dong luc quan trong nhat cua Su ting trudng
kinh té bén vimng chinh 1a yéu t6 con nguoi.

Cho dén nay khai niém ngudn nhén lyc dang duoc hiéu theo nhiéu cach
khéac nhau.

Theo dinh nghia ctia Lién Hop Québc: “Nguén nhan luc 1a trinh d6 lanh
nghé, 1a kién thirc va ning luc cua toan bd cudc sdng con ngudi hién cé thyc té
hoic tiém nang dé phat trién kinh té - xa hoi trong mot cong dong”.

Theo David Begg: “Nguén nhan lyc 14 toan bd qua trinh chuyén moén ma
con ngudi tich luy duoc, nd duoc danh gia cao vi tiém niang dem lai thu nhap
trong tuong lai. Cling giéng nhu ngudn lyc vat chat, ngudén nhan luc 1a két qua
dau tu trong qua khtr voi muc dich dem lai thu nhap trong twong lai”.

Theo GS.TS Pham Minh Hac: “Ngudn nhén luc 1a tong thé cac tiém ning
lao dong caa mot nudc hoac mot dia phuong, tirc ngudn lao déng duoc chuan bi
(& cac mirc d6 khac nhau) sin sang tham gia mot cong viéc lao dong nao do, tirc
1a nhitng ngudi lao dong c6 k¥ niang (hay kha ning néi chung), bang con duong
dap tmg duoc yéu cau cia co ché chuyén dbi co cdu lao dong, co cau kinh té
theo hudng cong nghiép hoa, hién dai hoa™.

Ngudn nhén luc 1a tong thé cac tiém ning lao dong cua mot to chic, mot
dia phuong, mot qudc gia trong thé thdng nhat hitu co nang luc xa hoi (Thé lyc,

tri luc, nhan cach) va tinh nang dong xa hoi cta con ngudi thudc cac nhom do,
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nho tinh théng nhat ma nguodn luc con nguoi bién thanh ngudn von con ngudi
dap Gmg yéu cau phat trién.

Nguén nhan luc, theo cach tiép can maéi, c6 ndi ham rong rai bao gém cac
yéu td ciu thanh vé sb luong, tri thuc, kha nang nhan thac va tiép thu kién thuc,
tinh nang dong xa hoi, strc sang tao, truyén thong lich sir va van hoa.

Nhu vay, cac khai niém trén cho thay nguon luc con ngudi khong chi don
thuan 13 luc luong lao dong da co va s& co, ma con bao gdm sicc manh caa thé
chat, tri tug, tinh than cua cac c4 nhan trong mot cong ddng, mot qudc gia duoc
dem ra hodc c6 kha ning dem ra sir dung vao qua trinh phat trién x4 hoi.

Khai niém "nguén nhan luc" (Human Resoures) dugc hiéu nhu khai niém
"ngudn luc con nguoi". Khi dugc sir dung nhu mot cong cu diéu hanh, thyc thi
chién luoc phat trién kinh té - x4 hoi, ngudn nhan luc bao gém bo phan dan sb
trong do tudi lao dong, c6 kha ning lao dong va nhitng nguoi ngoai do tudi lao
dong c6 tham gia lao déng - hay con duoc goi 12 ngudn lao dong. Bo phan cua
ngudn lao dong gdom toan bd nhimg ngudi tir do tudi lao dong tré 1én cd kha
nang va nhu cau lao dong duoc goi la luc lugng lao dong.

Nhu vay, xem xét dudi cac goc do khac nhau c6 thé co nhitng khai niém
khac nhau vé nguén nhan lyc nhung nhiing khai niém nay déu thong nhat noi
dung co ban: Nguon nhan luc 1a ngudn cung cap sic lao dong cho xa hoi. Con
ngudi Voi tu cach 1a yéu t cau thanh luc leong san xuat gitt vi tri hang dau, 13
ngudn luc co ban va ngudn luc vo tan caa sy phat trién khong thé chi dugc xem
xét don thuan & goc do sb luong hay chét lugng ma 1a su tong hop cuaa ca s lu-
ong va chét luong; khong chi 1a bd phan dan ) trong do tudi lao dong ma la cac
thé hé con nguoi véi nhitng tiém ning, sic manh trong cai tao ty nhién, cai tao
x4 hol.

1.2. Vai trd ciia ngudn nhan luc

- Nguén nhan lyc 12 nhan t cha yéu tao lgi nhuan cho doanh nghiép: Nguon
nhan Iyc dam bao moi nguon sang tao trong to chic. Chi ¢ con ngudi MGi
sang tao ra cac hang hoa, dich vu va kiém tra duoc qua trinh san xuat kinh
doanh d6. Mic du trang thiét bi, tai san, nguén tai chinh 1a nhitng ngudn tai
nguyén ma cac to chirc déu can phai ¢, nhung trong do tai nguyén nhan van
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con nguoi lai dac biét quan trong. Khong c6 nhitng con nguoi lam viéc hig¢u
qua thi to chirc d6 khong thé nao dat téi muc tiéu.

- Nguén nhén lyc 14 ngudn lyc mang tinh chién luoc: Trong diéu kién xi hoi
dang chuyén sang nén kinh té tri thic, thi cac nhan t6 cong nghé, vén,
nguyén vat liéu dang giam dan vai trd ciia n6. Bén canh d6, nhén té tri thic
ciia con ngudi ngdy cang chién vi tri quan trong. Ngudn nhan lyc ¢ tinh
nang dong, sang tao va hoat dong tri 6¢ ciia con nguodi ngay cang tréd nén
quan trong.

- Nguén nhan lyc 13 ngudn lyc vo tan: Xa hoi khong ngung tién 1én, doanh
nghiép ngay cang phat trién va nguon luc con nguoi 1a vo tan. Néu biét khai
thac ngudn luc ndy dang cach sé& tao ra nhiéu cua cai vat chat cho xa hoi, thoa
méan nhu ciu ngdy cang cao clia con ngudi.

1.3. Cac dic trung co ban cia ngudn nhan luc

1.3.1. S6 lwgng ngudn nhan lhec

S6 luong ngudn nhan luc chinh 1a luc luong lao dong va kha ning cung
cap luc lugng lao déng duoc xac dinh dya trén quy mé dan sd, co cau tudi gidi
tinh, su phan bd dan cu theo khu vuc va lanh thd. N6 con thé hién toc do ting
ngudn nhan luc hang nam.

Xét trong pham vi mot té chire thi s lwong ngudn nhan luc 1a téng sd
nguoi duoc to chice thué mudn, dugc tra cong va duoc ky hop dong lao dong
cling nhu ¢6 tén trong danh sach nhan sy cua to chirc. Xét trén pham vi qudc gia
thi s6 lugng nguén nhan sy 1a bao gom nhing céng dan trén 15 tudi, co kha
nang lao dong va dang c6 viéc 1am hodc khong c6 viéc lam nhung cé nhu cau
lam viéc.

1.3.2. Chat lweng nguon nhén lwc

Chét lugng ngudn nhan luc thé hién méi quan hé giira cac yéu té cau
thanh nén ban chat bén trong cua nguén nhan lyc, dugc biéu hién thong qua cac
tiéu chi: suc khoé, trinh d6 chuyén moén, trinh d6 hoc van va pham chét tam 1y
x4 hoi. Chat lugng ngudn nhan lyc 1a khai niém tong hop bao gém nhiing nét
dic trung Ve trang thai tri luc, thé luc, phong cach dao duc, 16i sdng va tinh than
ctia ngudn nhan lyc. Chat lugng ngudn nhén luc do trinh d6 phat trién kinh té xa
hoi va chinh sach dau tu phat trién nguén nhan luc cia chinh pha quyét dinh.
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Tri luc va thé luc, tim luc 1a cac yéu té quan trong anh huong dén viéc

danh gia cling nhu phat trién chat luong ngudn nhan luc. Cy thé:

Tri luc 13 ning luc cua tri tué, quyét dinh phan 16n kha ning lao dong sang
tao ctia con nguoi. Tri tu€ dugc xem la yéu tb guan trong hang dau cua nguén
lyc con nguoi boi tt ca nhitng gi thuc day con ngudi hanh dong tat nhién
phai thong qua dau 6c cua ho. Khai thac va phat huy tiém ning tri tué tré
thanh yéu cau quan trong nhit cua viéc phat huy ngudn luc con ngudi. Gom
trinh d6 tong hop tir van hoa, chuyén mén, k¥ thuat, ky nang lao dong.

Thé luc 1a trang thai stc khoé cia con nguoi, 1a diéu kién dam bao cho con
nguoi phat trién, truong thanh mot cach binh thudng, hodc cé thé dap tng
duoc nhitg doi hoi vé su hao phi stc lyc, than kinh, co bap trong lao dong.
Tri luc ngdy cang dong vai tro quyét dinh trong su phat trién nguén nhan luc,
song, sa¢ manh tri tué ctia con ngudi chi cé thé phat huy duoc loi thé trén
nén thé luc khoé manh. Cham soc stc khoé 13 mdt nhiém vu rit co ban dé
nang cao chat luong ngudn nhan lyuc, tao tién dé phat huy c6 hiéu qua tiém
nang con nguoi.

Tam lyc: con duoc goi 1a pham chat tam 1y - x4 hoi, chinh 14 tac phong, tinh
than - ¥ thirc trong lao dong nhu tac phong cong nghiép (khan truong, ding
gio...), c6 y thic tu giac cao, co niém say mé nghé nghiép chuyén mén, sang
tao, nang dong trong cong viéc; c6 kha nang chuyén d6i cong viéc cao thich

ring véi nhiing thay doi trong linh vuc cong nghé va quan 1y.

1.3.3. Co cau ngudn nhan luc

Co cau ngudn nhan e thudng duoc hiéu nhu 13 ciu trac cua ngudn nhan

lyc, bao gom cac thanh té phan loai theo mét tiéu chi nao d6 cing véi ty trong

tuong quan gitta cac thanh t6 do.

Hién nay phan tich co ciu nguén nhan luc 1a yéu t6 khong thé thiéu khi

xem xét, danh gia vé ngudn nhan lyc. Mot s6 tiéu chi phan loai co cau nguon

nhan luc phd bién hién nay 1a: trinh do chuyén mén, gidi tinh, do tudi, hop dong

lao dong,...

I1. Quan tri nguon nhén lrc
2.1. Khai niém quan tri nguén nhan luc
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Theo TS. Nguyén Hitu Thén thi: “Quan tri tai nguyén nhan sy 1a sy phoi
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 nhan vién, thong qua to
chirc nham dat duoc myc tidu chién lugc va dinh hudng vién canh caa té chirc.”

Con theo quan diém cua PGS.TS Tran Kim Dung thi: “Quan tri nguon
nhan lyc 14 hé théng cac triét 1y, chinh sach va hoat dong chic ning vé thu hut,
dao tao - phat trién va duy tri con ngudi cua mot té chirc nham dat dwoc két qua
t6i uu cho ca té chirc 13n nhan vién.”

Ngay nay khai niém hién dai vé Quan tri nguén nhan luc 1a: “Tét ca cac
hoat dong ctia mot td chie dé thu hat, xay dung, phat trién, danh gia, bao toan,
giir gin mot lyc luong lao dong phut hop Vi yéu cau cong viéc cua to chic ca vé
mat s6 luong va chat lugng.”

2.2. Muc tiéu ciia quan tri ngudn nhan luc

Nham muc dich bao toan su ton tai va phat trién caa donh nghiép, quan tri
ngudn nhan lyc phai dinh hudng theo bén muc tiéu, cu thé 1a:
2.2.1. Muc tiéu kinh té

Quan tri nguén nhan luc nham muc dich str dung c6 hiéu qua strc lao dong
nham ting ning suit lao dong, tao diéu kién tang thu nhap qudc dan - tao tich
lity cho nha nuéc va doanh nghiép. Bong thoi né thoa man nhu cau trang trai chi
phi, tai san xuat gian don va mé rong strc lao dong - 6n dinh kinh té gia dinh.
2.2.2. Muc tiéu xa hji

Quan tri ngudén nhan lyc gitp tao cong an viéc lam, gido duc, dong vién
nguoi lao dong phat trién phu hop véi su tién bo cia xi hoi, 1lam trong sach moi
truong x4 hoi. Nguoc lai, thong qua quan tri nhan sy thé hién trach nhiém cua
nha nudéc, cua to chic voi nguoi lao dong.

2.2.3. Muc tiéu ciing cd va phat trién té chirc

Quan tri nguén nhan lyc 13 linh vyc quan tri doanh nghiép. Pong thoi nd
cling 1a mot phuong tién dé khai thac va st dung c6 hiéu qua, ngudn ndi luc, 1a
nhan t6 khang dinh gia tri v hinh cua to chirc thuc hién muc tiéu kinh doanh.
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2.2.4. Muc tiéu thuc hién cac chirc ning nhiém vu té chirc

MJi doanh nghiép déu c6 mét co cau td chirc bd may quan tri ma trong d6
su théng nhat vé to chirc va hiéu luc cua bo may phu thudc cha yéu vao nang
luc, trinh d6 t6 chic cua cac nha qua tri gia cao cap, trung cap va nhan vién thuc
hién. Chi qua hoat dong quan tri ngudn nhan luc yéu cau nay méi duge dap ung.

Ngoai nhitng muc tiéu chung, quan tri ngudn nhan lyc con 1a mot phuong
tién thuc hién muc tiéu ca nhan. Théng qua quan tri ngudn nhan lyc, nha qua tri
c¢6 kha nang gitp cho nguoi lao dong thuc hién muc tiéu ca nhan vé viéc 1am,
thang tién, loi ich kinh t& x4 hoi va phat trién nhan cach. Hoat dong quan tri
ngudn nhan lyc chi dat hiéu qua khi nha quan tri nhan thac ding viéc dap ung
muc tiéu ca nhan, thuc hién cac hoat déng hd trg can thiét danh gia, dao tao, bb
tri str dung, phat trién, dinh murc thu lao va kiém tra.
2.3. Chite niing ciia quan tri ngudn nhén luc

C6 thé phan chia cac hoat dong chu yéu cia quan tri ngudén nhan lyc theo
ba nhém chtrc nang chu yéu sau day:
2.3.1. Nhém chirc néing thu hiit ngudn nhén luc

Nhom chtic ning nay chu trong van dé dam bao cé du sé luong nhan vién
V6i cac pham chat phu hop cho cong viéc cua doanh nghiép. Bé co thé tuyén
dugc dung nguoi cho ding viée, trugc hét doanh nghiép phai cin ctr vao ké
hoach san xuat, kinh doanh va thyc trang sir dung nhan vién trong doanh nghiép
nham x4c dinh duoc nhitg cong viéc ndo can tuyén thém nguoi. Thuc hién
phan tich cong viéc s& cho biét doanh nghiép can tuyén thém bao nhiéu nhan
vién va yéu ciu tiéu chuan dit ra ddi voi cac tmg vién 1a nhu thé nao. Viée ap
dung cac k¥ niang tuyén dung nhu tric nghiém va phong van s& giup doanh
nghiép chon duoc umg vién tot nhat cho cong viéc. Do d6, nhém chirc ning
tuyén dung thuong co cac hoat dong: du béo va hoach dinh nguén nhan lyc,
phan tich cong viéc, phong van, tric nghiém, thu thap, luu trit va xu 1y théng tin
vé nguodn nhan lyc caa doanh nghiép.
2.3.2. Nhém chirc niing dao tao, phat trién

Nhom chirc nang nay chu trong Vviéc nang cao nang luc ctia nhan vién,
dam bao cho nhén vién trong doanh nghiép c6 cac k¥ ning, trinh d6 lanh nghé
can thiét dé hoan thanh tét cong viéc dugc giao va tao diéu kién cho nhan vién
duoc phat
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trién tdi da cac nang luc ca nhan. Cac doanh nghiép ap dung chuong trinh huéng
nghiép va dao tao cho nhan vién méi nham xac dinh nang luc thuc té cua nhan
vién va gitp nhan vién 1am quen véi cong viéc cua doanh nghiép. Bong thai,
cac doanh nghiép ciing thuong lap cac ké hoach dao tao, huan luyén va dao tao
lai nhan vién mdi khi c6 sy thay d6i vé nhu cau san xuat kinh doanh hoic quy
trinh céng nghé, ki thuat. Nhom chirc ning dao tao, phat trién thuong duoc thuc
hién cac hoat dong nhu: hudng nghiép, huan luyén, dao tao k¥ nang thuc hanh
cho cong nhan; bdi dudng nang cao trinh do lanh nghé va cap nhat kién thuc
quan ly, k¥ thuat cong nghé cho can bd quan 1y va can b chuyén moén nghiép
vu.
2.3.3. Nhom chirc niing duy tri nguon nhén lc

Nhom chirc ning nay chu trong dén viéc duy tri va str dung c6 hiéu qua
ngudn nhan lyc trong doanh nghiép. Nhom chiic nang nay gdm hai chirc ning
nhé hon 1a kich thich, ddng vién nhan vién va duy tri, phat trién cac moi quan hé
lao dong trong doanh nghiép. Chirc ning kich thich, dong vién lién quan dén cac
chinh sach va cac hoat dong nham khuyén khich dong vién nhén vién trong
doanh nghiép lam viéc hang say, tan tinh, c6 y thirc trach nhiém va hoan thanh
cong viec voi chat lugng cao. Giao cho nhan vién nhiing coéng viéc mang tinh
thach thirc cao, cho nhan vién biét sy danh gia cua can bd lanh dao vé muc do
hoan thanh va y nghia cta viéc hoan thanh cong viéc véi chat lugng cao. Giao
cho nhan vién nhitng cong vi¢c mang tinh thach thirc cao, cho nhan vién sy danh
giad cua can bo lanh dao vé mic d6 hoan thanh va y nghia cta viéc hoan thanh
cong viéc cua nhan vién ddi véi hoat dong cua doanh nghiép, tra luong cao va
cong bang, kip thoi khen thuéng cac ca nhan co sang kién, cai tién k¥ thuat, co
dong gop lam ting hiéu qua san xuat kinh doanh va uy tin cta doanh
nghiép,v.v... 1a nhitng bién phap hitu hiéu va duy tri dugc doi ngii lao dong lanh
nghé cho doanh nghiép. Do d6 xay dung va quan Iy hé thdng thang bang luong,
thiét 1ap va ap dung cac chinh sach luong bong, thing tién ky luat, tién thuong,
phuc loi, phu cap, danh gia nang luc thuc hién cong viéc ciia nhan vién 1a nhiing
hoat dong quan trong nhat cua chirc ning kich thich dong vién.
2.4. Ndi dung ciia quan tri ngudn nhén lyuc
2.4.1. Hoach dinh ngudn tai nguyén nhan sw
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Hoach dinh nhén sy 1a qua trinh nghién ctru, xac dinh nhu cau ngudn nhan
luc, dua ra cac chinh sach va thuc hién cac chuong trinh, hoat dong dam bao cho
doanh nghiép c6 du nguon luc véi cac pham chat, k§ nang phu hop dé thyc hién
cong viéc co niang suat, chat luong va hiéu qua cao.

- Vai tro cua hoach dinh nhan su:

e Hoach dinh ngudn nhan su giit vai tro trung tim trong quan 1y chién luoc
ngudn nhan lyc. Hoach dinh ngudn nhan sy cua to chic mot khi duoc xay
dung ding s& mang lai nhiéu loi ich truc tiép hoic gian tiép cho to chuc.
Hoach dinh nhan su s& gitip cho t6 chuc chu dong thay trudc duge cac
kho khian va tim bién phap khic phuc; xac dinh r6 khoang cach gitra tinh
trang hién tai va dinh huéng twong lai cho to chirc; ting cuong su tham
giam cua nhimg ngudi quan 1y truc tiép vao qua trinh ké hoach hoa chién
lwgc; nhan 6 cac han ché, co hoi ngudn nhan luc trong té chic.

e Hoach dinh nguén nhan luc c6 anh huéng 16n dén hiéu qua cia to chuc:
n6 c¢6 quan hé chit ché véi ké hoach chién lugc san xuat kinh doanh cua
t6 chuc. Pé dat dugc cac muc tiéu trong thoi gian dai, mdi to chic phai
c6 mot tap hop hop 1y nhitng ngudi lao dong vai kién thuc, ki ning va
kha nang can thiét.

e Hoach dinh nhan su la so s& cho cac hoat dong bién ché nguén nhan su,
dao tao, phat trién nguén nhan su. Vi du dé tuyén mo nhitng nguoi lao
dong mai, to chirc can phai biét loai lao dong nao can tuyén, bao nhiéu
nguoi, khi nao tuyén,...

e Hoach dinh ngudn nhan lyc nham diéu hoa cac hoat ddng ngudn nhan luc.
Qua trinh hoach dinh ngudn nhan luyc can duoc thuc hién trong méi lién

hé mat thiét véi qua trinh hoach dinh va thyc hién cac chién lugc va chinh sach
kinh doanh cua doanh nghiép. Thong thuong qua trinh hoach dinh dugc thuc
hién thong qua cac budc sau:

- Phan tich méi truong, xac dinh muc tiéu va chién lugc cho doanh nghiép.

- Phan tich hién trang quan tri nhan luc trong doanh nghiép.

- Du bao khéi lugng cong viéc, xac dinh khéi luong cong viéc va tién hanh

phan tich cong viéc.
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- Du b4o nhu cau nguén nhan luc, xac dinh nhu cau nguén nhan lyc.

- Phan tich quan hé cung cau nguén nhan luc, kha ning diéu chinh dé ra nhiing
chinh sach ké hoach, chuong trinh thyc hién gitip cho doanh nghiép thich
ring véi cac nhu cau méi va nang cao hiéu qua st dung ngudn nhan lyc.

- Thuc hién cac chinh sach, ké hoach, chuong trinh quan tri ngudn nhan luc
cua doanh nghiép.

- Kiém tra danh gia tinh hinh thuc hién.

So dé 1.1: Quy trinh hoach dinh nguén nhdn luc

D bao/ | | O 240
o Xac dinh
» Phantlch* N
cong viic nhu cau
EVIEC | han lure
Phan tich
mol
truong,
xac dinh
muc tieu, [
lrra chon . , —
Ichiér{ Phan Chinh Thuec hién:
hign : \ : Kiém
lroe rang Y sach -Thu hut
ang i tra
: Phan tich -Da 2 .
quan \ ao 3o va danh
tri N ClNg Can, phat trién gid
* kha nan ;
neror A -Tra cong va[—® tinh
p nhén dicu chinh Ké ) ng hinh
e kich thich n
lye hoach thue
Chuong -Quan h¢ lao hién
trinh dong

(Nguén: Qudn tri nguén nhdn luc — PGS. TS Tran Kim Dung)
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2.4.2. Phan tich cong viéc

Phan tich cong viéc 1a qua trinh thu thap cac tu liéu va danh gia mot cach
c6 hé thdng cac thong tin quan trong c6 lién quan dén cac cong viéc cu thé trong
t6 chuc nham 1am rd ban chat cua timg cong viéc.

- Vai tr0 cua phan tich cong viéc:

e Baio dam thanh cong hon trong cong viéc sap Xép, thuyén chuyén va thing
thudng nhan vién.

e Loai bo nhiéu bat binh dang vé murc luong qua viéc xac dinh rd nhiém vu
va trach nhiém cua cong viéc.

e Tao kich thich lao dong nhiéu hon qua viéc sap xép cac muc ting thudng.

e Tiét kiém thoi gian va suc luc qua viée tiéu chuan hoa cong viée va tir do
gitip nha quan tri c6 so sé dé lam ké hoach va phan chia thoi biéu cong
tac.

e Giam bt s6 ngudi can phai thay thé do thiéu hiéu biét vé cong viéc hoic
trinh do cua ho.

e Tao co s¢ dé cap trén quan tri va nhan vién hiéu nhau nhicu hon.

Trinh tu thuc hién phan tich cong viéc:

Buwéc 1: Xac dinh muc dich cta phan tich cong viéc, tir d6 xac dinh cac
hinh thtic thu nhap thong tin phan tich hop 1y nhat.

Budéc 2: Thu nhap cac thong tin co ban trén so s so do to chirc, cac vin
ban vé muyc dich yéu cau, chic niang quyén han cua cong ty, phong ban, phan
xuong, so d6 quy trinh cong nghé va bang mo ta cong viéc cii (néu co).

Bwéc 3: Chon lya céc vi tri ddc trung va nhitng diém then chét dé thuc
hién phan tich cong viéc nham lam giam thoi gian va tiét kiém hon trong phan
tich cong viéc, nhat 1a khi can phén tich cic cong viéc twong tu nhu nhau.

Buwéc 4: Ap dung cac phuong phap khac nhau dé thu thap thong tin phan
tich cong viéc. Tuy theo yéu cau muc d6 chinh xac va chi tiét ctia thong tin can
thu thap. Tuy theo dang hoat dong va kha ning tai chinh, c6 thé st dung mot
hoac két hop nhiéu phuong phéap thu thap thong tin sau ddy: Quan sat, phong
van, bang cau hoi.

Bud6c 5: Kiém tra, x4c minh lai tinh chinh xac cua thong tin. Nhiing thong
tin thu thap dé phan tich cong viéc trong budc 4 can duoc kiém tra lai vé muc do
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chinh xéc, day du bang chinh cac nhan vién, cong nhan thyc hién cong viéc va
cac giam thi, giam sat tinh hinh thuc hién cong viéc do.

Buwéc 6: Xay dung bang md ta cong viéc va bang tiéu chuan cong viéc.
2.4.3. Tuyén dung nhén luc

Tuyén dung nhan lyc 1a tién trinh dinh vi va thu hat cac ung vién, dé bd
xung cac chuc vu tréng cho to chire, 1a budce trién khai hoach dinh cho ngudn
nhan lyc va lién quan chit ché véi tién trinh lya chon; qua d6, té chirc danh gia
du phu hop cua tng vién cho cic cong viéc khac nhau. D6 14 qua trinh tim kiém
va lua chon can than, doi hoi c6 su két hop giira cac bo phan trong doanh nghiép
v6i nhau. Phai ¢6 su dinh hudng ro rang, phu hop cua lanh dao doanh nghiép.
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So dé 1.2: So do quy trinh tuyén dung nhin sw

Chuén bi tuyén dung

&

Thong béo tuyén dung

-

Thu nhan, nghién ctru ho so

et

Phong van so bd

et

Kiém tra, trac nghiém

et

Phong van sau

et

Xac minh, diéu tra

et

Kham suc khoe

-

Ra quyét dinh tuyén dung thir

-

Thtr viéc

-

B0 tri cong viée

Bwéc 1: Chuan bj tuyén dung

Muén tim dugc Gmg vién xuét sac, pht hop Véi Vi tri cong viéc cac nha
tuyén dung can phai chuan bi that ki budc dau tién nay. Ngoai nhitng chuan bi
c6 tinh vat chat nhu tién bac, phong dc, cac mau trac nghiém, cong ty can tién

hanh cu thé cac cong viéc sau cho qua trinh tuyén dung tién hanh duoc:
- Tong hop nhu cau tuyén dung cho ting chic danh.

- Thanh 1ap hoi dong tuyén dung.

- Nghién ctru céc tai liéu lién quan dén tuyén dung.
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- Thiét 1ap/thuc hién chinh sach tuyén dung.

Buéc 2: Thong bao tuyén dung

Hién nay viéc thong bao tuyén dung khong con khé khin nira, cac nha
tuyén dung chi can soan mot thong bao tuyén dung c6 ndi dung chi tiét va cu thé
vé cong viéc va ding 1én cac phuong tién truyén thong dai chung nhu tivi, bao,
internet,... nho vao sy tro gitp dac luc cia nhitng céng cu nay, thi Gng vién
thong qua théng bao s& biét dugc cong viée d6 ¢ phu hop véi minh hay khong
va s& nop ho so trng tuyén.

Budéc 3: Thu nhan, nghién ciru hd so

Ho so xin viéc & Viét Nam hién nay thuong bao gom: don xin viéc; ban
so yéu li lich; phiéu kham stc khoe tong quat; cac vin bang ching chi (néu co);
gidy chiing nhan thanh tich ky luc c6 lién quan dén cong viéc. Pon xin viéc
thuong duoc cac to chuc thiét ké theo mau, ngudi Xxin viéc co trach nhiém dién
vao don xin viéc theo yéu ciu ma cac nha sir dung lao dong dé ra. Cac mau don
Xin viéc duoc thiét ké mot cach khoa hoc va hop 1y ¢ thé duge coi 1a mot cong
cu quan trong dé tuyén chon mot cach chinh xac ngudi Xin viéce, vi don xin viéc
gitip cho ta cac thong tin déng tin cdy vé cic hanh vi hoat dong trong qua khur
cling nhu cac k¥ ning, kinh nghiém va kién thirc hién tai, cac diac diém vé tam ly
c4 nhan, cac ky vong, wdc mudn va cac kha ning dac biét khac.
- Yéu cau ddi véi ho so g vién:

e Cung cap thong tin co ban nhu thong tin ca nhan, viéc lam, k¥ ning thuc
hanh, hoc Van, thanh tich, ky luat, hoat dong xa hoi, ning khiéu, s& thich,
wu diém khac, nguoi tham khao, cam két ca nhan,..

e Cho phép danh gia kha ning thiang tién ciia ung vién.

e Cho phép danh gia tinh 6n dinh cua ting vién.

e Cho phép danh gia tham vong, udC m¢é cua ing vién.

Bwéc 4: Phéng van so b
- Muc dich ctia phong van so bo:
e Yéu cau tng vién dién nhirng du liéu con thiéu vao hd so xin viéc.

e Cung cip mot sb thong tin co ban vé cong ty cho tng vién.
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e Cung cip cac thong tin lién quan dén cong viéc, diéu kién lam viéc dé tng
vién tu danh gia kha ning, hoan canh ctia minh nham xac dinh thém quyét
tam xin viéc hay ty rat lui néu thay khong phu hop.

e Tim hiéu nhiig thong tin co ban vé mg vién dé danh gia nhiing tiém
nang cua ing vién.

e Gap g truc tiép, nham danh gia hinh dang teéng mao tng vién.

Budéc 5: Kiém tra, trac nghiém

Phan nay dé danh gia nang lyc thyc té cua Gng vién vé chuyén mon, thong
thuong sé& 1a kiém tra 1Q, logic, test trinh d6 ngoai ngir va kiém tra chuyén mon
cua Gmg vién. Vong kiém tra ndy s& gitp nha tuyén dung tiép tuc loai bo duoc
nhitng tng vién khong du tiéu chuan di tiép vao vong tiép theo.

- Céac phuong phap trac nghiém bao gom:

e Bt van tric nghiém: thong thuong 13 yéu cau tmg vién tra 15i cau hoi
trong mat bai thi.
e Khau van trac nghiém: 1a mot hinh thtrc phong van. Cau héi c6 thé dua
trén phuong phap but van.
e Tric nghiém bang may moc, may vi tinh, hinh v& va dung cu lién hé.
Buwéc 6: Phong van sau
Vong phong van nay nham danh gia tng vién & nhiéu khia canh, phuong
dién trinh d6 va kha nang tiép nhan cong viéc. Bén canh d6 nha tuyén dung cling
cang chuan bi nhitng cu hoi dé khai thac thém cac thong tin vé tinh cach ca va
pham chat ca nhan c6 phu hop véi doanh nghiép hay khong. Trong vong phong
van nay, doi véi nhitng tmg vién dugc chon thir viéc nha tuyén dung cling can
dé cap dén van dé luong thuong, ché do cua cong ty dé Gmg vién duoc biét va
quyét dinh ¢ lam viéc cuing cong ty hay khong.
Bude 7: Xac minh, diéu tra
Viéc xac minh, diéu tra nay khong cé nghia 1a xac minh 1y lich voi cong
an ma la kiém tra lai mot sé chi tiét lién quan dén trinh do chuyén mén nghé
nghiép, tu cach tac phong ctia tng vién va tham tra lai mot sé diém con nghi
ngo.
Buwéc 8: Kham sic khée
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Pé dam bao cho cac img vién c6 strc 1am viéce 1au dai trong céc to chirc va
tranh nhitng doi hoi khong chinh dang ciia ngudi duoc tuyén vé dam bao sic
khoe
va danh gia thé lyc cua cac tng vién. Budc nay do chuyén gia y té dam nhan,
phong nguén nhan lyc can cung cap cac tiéu chuan vé thé luc cho cac vi tri lam
viéc dé chuyén gia y té dya vao d6 dé tuyén chon. Budc nay can phai dugc xem
xét va danh gia mot cach khach quan, tranh cac hién tugng hinh thurc, qua loa.

Buwéc 9: Ra quyét dinh tuyén dung thir

Sau khi tién hanh day du cac budc trén, cong ty s& ra quyét dinh tuyén
dung thir dé chon ra nhimg nhan vién thir viéc cho cong ty. Quyét dinh nay dua
trén viéc danh gia chi quann theo tha tuc loai trir dan va theo két qua danh gia
ctia phong van va trac nghiém. Khi c6 quyét dinh thi nhitng tng vién duoc chon
s& tién hanh thtr viéc tai cong ty va sau thoi gian thir viéc nay cong ty sé dua ra
quyét dinh chinh thtc vé viéc tuyén dung hay khong.

Buwéc 10: Thir viéc

Céc t6 chuc sir dung mot giai doan thir viéc dé gitip nhiing éing vién moi
va ciing 1a dé bao vé to chic. Trong gian doan thir viéc, cac cong nhan, nhan
vién méi dugc nhan nhitng 16i chi bao va khuyén khich dic biét dé giup ho phat
trién ky ning va kha niang dé tién hanh cong viéc day du. Cudi giai doan thir
viéc, ho s& nhan duoc nhitng thong tin phan hoi vé thanh tich cta hoc tir nhitng
ngudi giam sat hoac nhitng nguoi da kém cap ho. Nhiing tmg vién that bai trong
qua trinh thtr viéc s& khong duoc tuyén dung vao 1am chinh thuc tai Budc 11:
Bb tri cong viéc

Nhitng tmg vién thong qua thoi gian thir viéc s& duoc tuyén dung va duoc
cong ty bo tri cong viéc cu thé. Nhitng Gmg vién nay sé& ky hop dong lao dong
hoac thoa udc lao dong voi cong ty. Trong hop dong nén cha y mot sé diéu
khoan sau: tién cong, thoi gian 1am viéc, cac loai bao hiém déng cho nguoi lao
dong,...

- Ngudn tuyén dung
e Ngudn tuyén dung bén trong

Ngudn tuyén dung noi bo co thé bao gom: nhitng nhan vién dang lam viéc

tai doanh nghiép, nhiing mg vién thong qua su gidi thiéu cua nhitng nhan vién
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hién hitu cia doanh nghiép hay 14 nhiing nhan vién cii da nghi viéc nay muén
quay lai lam viéc.

Ngudn tuyén dung nodi bo c6 mot s6 wu diém nhu: nhan vién di quen véi
vian hoa, ndi quy cong ty va c6 thé van dung ngay mdi lién hé véi cac phong ban
khac trong cong ty, 1anh dao c6 thé hiéu rd dugc kién thuc, ki nang va tinh cach
ctia nhan vién d6 nén co thé phan cong nhiém vu sat voi nang luc thuc té cua
nhan vién,...

Tuy nhién, khi tuyén dung nguon noi bo ciing dit ra cho cac doanh nghiép
mot sé van dé nhu: viéc tuyén dung ngudn ndi bo dé& dan dén chudi dé bat va
lam cho doanh nghiép van thiéu ngudi lao dong, dan dén canh tranh noi bo
khéng lanh manh, hay 13 dan dén hiéu ung cua ké thua cudc ciing nhu viéc han
ché s6 luong tmg vién va tu tuéng mai.

e Ngudn tuyén dung bén ngoai

Pay 14 nhitng nguoi méi dén xin viéc, nhitng nguoi ndy ¢ thé 1a ban bé
ctia nhan vién, hoic nguén nhan luc tira cac trudng dai hoc, cao dang va nhiing
ngudi chua ¢ viée 1am dang ¢ nhu cau tim viéc.

Ngudn tuyén dung bén ngoai c6 wu diém 1a: Thu hat dugc s luong tng
vién tiém niang nhiéu hon, thu hit duoc nhiing Gng cur vién c6 nhiéu ¥ tudng
méi. Pap ang nhu cau tuyén dung véi sb luong Ion. Co thé doi méi nguon nhan
luc.

Nhuoc diém cua viéc tuyén dung ngudn bén ngoai 1a: Tén nhiéu thoi gian
va chi phi, c6 thé khong tuyén duoc Gmg vién dap ung duoc véi yéu cau va tinh
chat cong viéc. Nhan vién mdi mat nhiéu thoi gian dé hoa nhap véi méi truong
lam viéc mé&i. Nhan vién chua duoc thir thach vé 1ong trung thanh va ning luc
lam viéc. Ty I€ bo viéc cao.

2.4.4. Pao tao va phat trién nguon nhan luc

Phét trién ngudn nhén luc (theo nghia rong) 1a tong thé cac hoat dong hoc
tap c6 to chirc duoc tién hanh trong nhitng khoang thoi gian nhat dinh dé nham
tao ra su thay doi hanh vi nghé nghiép ciia ngudi lao dong.

Muc tiéu chung ctia dao tao va phat trién nguén nhan luc 1a nham sir dung
t6i da ngudn nhan luc hién co va ning cao tinh hiéu qua caa té chic thong qua

viéc gitp cho ngudi lao dong hiéu rd hon vé cong viéc, ndm viing hon vé nghé
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nghiép cua minh va thyc hién chic nang, nhiém vu cua minh mot cach tu giac
hon, véi thai d6 tot hon, ciing nhu nang cao kha ning thich ¢ng cta ho véi cac
cong viéc trong tuong lai.

- Vai trd ctia dao tao va phat trién 1a:

e Dbi véi doanh nghiép: Nang cao NSLP, hiéu qua thuc hién cong viéc.
Nang cao chat lugng cua thuc hién cong viéc. Giam bét sy giam sat vi
nguoi lao dong dugc dao tao 1a ngudi ¢6 kha nang ty giam sat. Nang cao
tinh 6n dinh va niang dong cua té chuc. Duy tri va nang cao chit lugng
ctia ngudn nhan luc. Tao diéu kién cho ap dung tién bo ki thuat va quan
1y vao doanh nghiép; Tao ra dugc loi thé canh tranh caa doanh nghiép.

e Do6i v6i nguoi lao dong: Tao ra dugc sy gan bo gitta ngudi lao dong va
doanh nghiép. Tao ra tinh chuyén nghiép cua nguoi lao dong. Tao ra su
thich &ng gitra nguoi lao dong va cong viéc hién tai cling nhu tuong lai.
Pap ung nhu cau va nguyén vong phat trién cua ngudi lao dong. Tao cho
nguoi lao dong cé cach nhin, cach tu duy méi trong cong viéc cua hoc 1a
co s& dé phat huy tinh sang tao cta nguoi lao dong trong cong viéc.

Quy trinh dao tao va phat trién ngudn nhan lyc:
So dé 1.3: Quy trinh dao tao va phdt trién nguén nhén luc

}[ Xde dinh nhu ciu ddo ]

|
¥ v

[ Nii dung churomg trinh l l Phuong phip ddo tao
| [
¥
[ Thue hién chuong trinh ddo tao va phdt trié

y

[1iéu biét k§ ndng mong mubdn cda nhin vién

y

Dinh gld két qud dio tao
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2.4.5. Panh gia nhan vién

bénh gia nhan vién hay con goi la danh gid hiéu qua Iam viéc cua nhan
vién 12 mét quy trinh duoc chuan hoa dé thu thap théng tin tir cac cap quan 1y vé
hanh dong, rng Xt trong chuyén mon nghi¢p vu cia cac nhan vién.

Muc dich cua viéc danh gia nhan vién:

- Pbi véi cong ty
e Giulp cong ty co cac thong tin, dir liéu vé ning luc thuc hién cong viéc

va cac kha nang tiém an cta nhan vién.

e (C06 can cir dé hoach dinh nguoén tai nguyén nhan lyc.

e Xay dung ké hoach dao tao, boi dudng va phat trién nguon nhan lyc.

e Diéu chinh cac hoat dong quan tri ngudn nhan luc cho phu hop.

- P4i voi nhan vién: Giap ho biét duoc kha ning hoan thanh cong viéc va
nhiing sai 1am dd mac phai trong qua trinh 1am viéc, trén cd 56 d6 tu hoan
thién minh dé c6 dugc co hdi phat trién thing tién.

Céac phuong phap danh gia thuong st dung 1a: phuong phap bang diém,
phuong phap xép hang luan phién, phuong phap so sanh tirng cip, phuong phap
quan sat hanh vi, phuong phap phong van danh gia, phuong phap quan tri bang
muc tiéu,...

2.5. Tra cong ngwoi lao dong dong
2.5.1. Khai niém tién lwong va co ciu thu nhap cia ngwoi lao dong

Tién luong 1a gia ca stc lao dong duoc hinh thanh qua thoa thuan giira
nguoi st dung sic lao dong va ngudi lao dong phu hop véi quan hé cung cau
ste lao dong trong nén kinh té thi truong.

Thu nhap hang ky ciia ngudi lao dong bao gém céac khoan: tién luong co

ban, phu cip, tién thuong va cac ché d6 phuc loi khac.
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So dé 1.4: Co cdu thu nhdp ciia ngwoi lao dpng

Co cau
thu nhap
Thu lao Thu 13}0
ne LA phi vat
vat chat X
chat
Luon . | | Co hoi Cong X 1n
qg Phu cap | | Thuong | | Phuc loi thang viéc thu Dl? N 1}(115: n
co ban tidn vi vat chat

- Thu lao vat chat: La mot dong luc quan trong thuc day nhan vién lam viéc

nhiét tinh véi tinh than trach nhiém, phan dau nang cao hiéu qua cong viéc

duoc giao.

e Luong co ban: La tién lwong duoc xac dinh trén co so tinh di cac nhu cau
co ban vé sinh hoc, xa hoi, vé do phuc tap va mie do tiéu hao lao dong

trong nhimg diéu Kién lao dong trung binh cta ting nganh nghé cong

Viéc.

e Phu cép: La tién tra cong lao dong ngoai tién luong co ban.

e Thudng: La mot loai kich thich vat chat cé tac dung rét tich cuc voi ngudi
lao dong tong viéc phan dau thuc hién cong viéc tot hon.

e Phiuc loi: Thé hién su quan tdm cua doanh nghiép dén doi séng lao dong,
c6 tac dung kich thich nhan vién trung thanh, gan bo véi doanh nghiép.

Nguyén Vin Phong — QT1701N

21



KHOA LUAN TOT NGHIEP Truong Pai hoc QL & CN Haii Phong

- Thu lao phi vat chat: Pay 1a khoan thu lao giit vai trd quan trong nham thoa
maén t6i da nhu cau da dang cta ngudi lao dong. Muc séng cang cao thi nhu
cau tinh than cang cao, khuyén khich tinh than chinh 1a bién phap duogc ap
dung dé thoa min nhu cau ngay cang cao cta ngudi lao dong.

2.5.2. Cac hinh thirc tra lwong
a) Hinh thuc tra cong theo thaoi gian

Trong hinh thiic tra cong theo thoi gian, tién cong cua cong nhan dugc
tinh toan dua trén co s& muc tién cong da dugc xac dinh cho cong viéc va sb
don vi thoi gian (gio hodc ngay) thuc té 1am viéc, véi diéu kién ho phai dap tng
cac tiéu chuan thuc hién cong viéc téi thiéu di dugc xay dung trudc néu mudn
tiép tuc duoc nhan mac tién cong cho cong viée do.

Uu diém cua hé théng nay 1a d& hiéu, d& quan 1y, tao diéu kién cho ca
nguoi quan 1y va cong nhan c6 thé tinh toan tién cong mot cach dé dang. Cac
muc thoi gian dugc str dung cling nhu cac ghi chép vé s6 luong san pham san
Xuat thuc té cua cac ca nhan chi 1a d&é nham muc dich kiém tra, chit khong dung
dé tinh toan truc tiép luong tién cong. Nhugce diém cha yéu cta hinh thuc tra
cong theo thoi gian 14 tién cong ma cong nhan nhin duoc khong lién quan truc
tiép dén su dong gop lao dong cua ho trong mot chu ky thoi gian cu thé. Vi thé,
su khuyén khich thuc hién cong viéc dua trén nhitng doi hoi téi thiéu cua cong
viéc can phai dugc thuc hién boi nhitng bién phap tao dong hec khac ngoai cac
khuyén khich tai chinh tryc tiép. Tuy nhién, nhugc diém ciia hinh thiic trd cong
theo thoi gian c6 thé dugc khac phuc nho ché do thuong. Do vay, tra cong theo
thoi gian c6 thé duoc thyc hién theo hai ché do:

Tra cong theo thoi gian don gian: theo sé ngay (hoac gio) thyc té lam viéc
va muc tién cong ngay (hoic gio) caa cong viéc.

Tra cong theo thoi gian co thudng: gom tién cong theo thoi gian don gian
cong Vi tién thuong. Tién thuong co thé tinh cho tat ca cac san pham dugc san
Xut, cling c6 thé dugc tinh cho sé san pham vuot mac hoic muc do thuc hién
cong viéc Xuat Sic.

b) Hinh thic tra cong theo san pham

Véi myc tiéu khuyén khich ting ning suét lao dong, ngudi lao dong con

c6 thé duoc tra cong theo s6 lugng don vi san phém ma ho san xuét ra.
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Trong hinh thirc nay, tién cong cua ngudi lao dong s& phu thudc truc tiép
vao sd lugng don vi san phém dugc san xuét ra va don gia tra cong cho mdt don
vi san pham.

Cong thire: TC = BG x Qtt

Trong do:

TC: Tién cong

DG: Pon gia

Qtt: S6 lwong san pham thuc té

Pon gia dugc tinh bang cach chia muc luong gid cia cong viéc cho sd
don vi san pham dinh mirc ma nguoi lao dong c6 nghia vu phai san xuat trong
mot don vi thoi gian hodc nhan mic luong gid cua cong viéc vai s6 gio dinh
murc dé san xuét dugc moét don vi san pham.

Céac murc lao dong nay thé hién khéi lugng san pham ma nguoi lao dong
can san xuat ra trong mot don vi thoi gian (hay luong thoi gian dugce phép hao
phi cho mét don vi san pham) véi nhip d6 lam viée binh thuong va thuong duoc
xac dinh bang cac phuong phap nghién ctu thoi gian (chup anh ngay lam viéc
va bam gio thoi gian 1am viéc) va nghién citu chuyén dong.

Uu diém caa tra cong theo san pham 1a c6 tac dung khuyén khich tai
chinh d6i voi nguoi lao dong, thuc day ho nang cao ning suat lao dong, dic biét
d6i véi nhitng ngudi ¢6 mong mudn manh mé nang cao thu nhép, vi lugng tién
cong ma ho nhan duoc phu thudc truc tiép vao lugng san pham cua ho. Viéc tinh
toan tién cong cling don gian va c6 thé duoc giai thich dé dang ddi véi nguoi lao
dong. Tuy nhién, tra cong theo san pham c6 thé dan dén tinh trang nguoi lao
dong it quan tim dén dam bao chat luong san pham, tiét kiém nguyén vat liéu va
s dung hop 1y may moc, thiét bi. Nhiéu truong hop nguoi lao dong khong
muén 1am nhing cong viéc doi hoi trinh do lanh nghé cao vi khé vuot mirc lao
dong. Trong nhiing gio nguing viéc vi Iy do vé phia doanh nghiép nhu: day
chuyén bi ngung tré, thiéu nguyén vat liéu hodc nguyén liéu khong dam bao chat
luong, may moc thiét bi hong, mat dién v.v... ngudi lao dong dugc huong tién
cong theo thoi gian hoic mot lugng tién bang voi muc tién cong san pham trung
binh ma dang ra ho c6 thé kiém dugc trong khoang thoi gian do.

Nguyén Vin Phong — QT1701N 23



KHOA LUAN TOT NGHIEP Truong Pai hoc QL & CN Haii Phong

Do céc nhugc diém d6 nén tién coéng theo san pham chi phu hop Voi
nhitng cong viéc ma & d6 day chuyén san xuat dam bao duogc lién tuc, cac cong
viéc ¢6 thé dinh muc duoc, c6 tinh 1ap di 13p lai va khong doi hoi trinh d6 lanh
nghé cao, ning suat lao dong phu thudc cha yéu vao su nd luc cia ngudi lao
dong va viéc ting niang suat khong gay anh huong 16n téi chat luong cua san
pham.

2.6. Hiéu qua sir dung ngudn nhan luc
2.6.1. Khai niém vé hiéu qua sir dung nguon nhén hrc

Ta c6 thé hiéu khai niém hiéu qua sir dung ngudn nhan luc nhu sau:

Theo nghia hep: Hiéu qua sir dung ngudn nhén e 1a két qua mang lai tur
cac md hinh, chinh sach quan 1y va st dung ngudn nhan luc. Két qua lao dong
dat duoc 1a doanh thu, loi nhuan ma doanh nghiép c6 thé dat dugc tir kinh doanh
va viéc t6 chtic, quan 1y nguén nhan luc, c6 thé 1a kha nang tap viéc lam cia moi
doanh nghiép.

Theo nghia rong: Hiéu qua sir dung ngudn nhan lyc con bao ham thém
kha niang sir dung ngudn nhén lyc dang nganh, dung nghé, dam bao suc khoe,
dam bao an toan cho ngudn nhan luc, 1a mirc do chap hanh nghiém chinh ky luat
lao dong, kha nang sang kién cai tién ky thuat & mdi nguoi lao dong, d6 1a kha
nang dam bao cong bang cho ngudi lao dong.

C6 danh gia duoc hiéu qua st dung ngudn nhan lyuc thi doanh nghiép mai
dua ra dugc nhitng giai phap dé sir dung nguon nhan lyc hop 1y va mang lai hiéu
qua cao cho doanh nghiép ctia minh.

2.6.2. Vai tro ciia viéc nang cao hiéu qua sir dung nguon nhén lyuc

Lao dong 1a yéu td dau vao co ban cua san xuat, dong vai tro vo cing
quan trong. Bat ky mot doanh nghiép niao mudn ton tai, phat trién dugc thi
khong nhiing phai sir dung tét cac yéu to dau vao nhu von, cong nghé ma con
phai str dung nguon luc con nguoi Mot cach hiéu qua nhat. Viéc nang cao hiéu
qua st dung ngudn nhan lyc trong doanh nghiép c6 vai tro chu yéu sau:

- Doanh nghiép c6 thé ké hoach héa ngudn nhan luc caa minh & thoi diém hién
tai cting nhu trong tuong lai.
- Tao diéu kién xay dung t6t hon mdi quan hé giira cac nhan vién voi nhau hay

gitra nhan vién vé6i cac cip quan 1y, véi chu doanh nghiép.
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- Tao cho ngudi lao dong c6 cong viéc 6n dinh, thu nhap cao hon, dam bao
cho qua trinh tai san xuat strc lao dong.

- Nang cao hiéu qua sir dung nguén nhan lyc giup doanh nghiép dinh muc lai
lao dong tai cac bo phan, phong ban tir 46 dua ra cac bién phap nham nang
cao ning suat lao dong, nang cao hiéu qua san xuit kinh doanh ciing nhu
nang luc canh tranh.

2.6.3. Y nghia ciia viéc ning cao hiéu qua sir dung ngudon nhén lhrc

Dbi voi nén kinh té qudc dan: Hiéu qua st dung ngudn nhan luc cua
doanh nghiép phai dat trong méi quan hé mat thiét chung véi hiéu qua san xuat
kinh doanh ciia toan bo nén kinh té, gop phan phan anh trinh d6 san xuat va mic
d6 hoan thién ctia quan hé san xuat trong co ché thi truong. Trinh do phat trién
cua lyc lugng san xuat cang cao thi quan hé san xuat cang hoan thién.

Péi voi doanh nghiép: Nang cao hiéu qua sir dung ngudn nhan luc 1a co
s dé tai san xuat ma rong, cai thién doi séng cua can bo, cong nhan vién. Hiéu
qua lao dong 1a can cir chinh xac va quan trong dé doanh nghiép danh gia lai
cong tac str dung lao dong cho ban than va t6 chirc minh. Tir d6 doanh nghiép s&
rat ra dugc cach st dung lao dong mot cach hop 1y, giam nhiing hao phi khong
can thiét, nham dem lai hiéu qua cao cho doanh nghiép.

Pbi v6i ban than ngudi lao dong: Hiéu qua sir dung nguon nhan luc 1a
nhan t6 chinh thtc thuc day tinh than nguoi lao dong phat huy tbi da moi kha
ning cua minh. Nang cao hiéu qua sir dung ngudn nhan lyc déng nghia véi viéc
nang cao doi séng cua chinh ban than ngudi lao dong.

2.6.4. Cac chi tiéu danh gia hiéu qua sir dung ngudn lao dong

- Hiéu suat sir dung lao dong:

Téng doanh thu

Hiéu suét str dung lao dong = 7
Tong lao dong binh quan

Y nghia: Chi tiéu hiéu suét sir dung lao dong phan anh mot lao dong tao
ra bao nhiéu dong doanh thu trong mot thoi ky nhat dinh.
- Hiéu qua str dung lao dong:

. Loi nhuan
Hi¢u qua st dung lao dong =

Tong lao dong binh quéan
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Y nghia: Chi tiéu hiéu qua st dung lao dong phan anh mot lao dong tao
ra bao nhiéu dong loi nhuan trong mot thoi ky nhét dinh.
- Hiéu qua str dung chi phi tién lvong:

Hiéu qua sur dung chi phi Téng doanh thu

tien luong Téng quy luong
Y nghia: Chi tiéu hiéu qua str dung chi phi tién luong phan anh mot dong
tién luong trong nim tao ra bao nhiéu dong doanh thu.
- Ning suat lao dong binh quan
Ning suét lao dong _ Téng san luong

binh quan Tong lao dong binh quan
Y nghia: Chi tiéu ning suit lao dong binh quan phanh anh mot lao dong
1am ra bao nhiéu san luong trong mot thoi ky nhat dinh.
- Mirc dam nhiém lao dong:
Tong lao dong binh quan
Doanh thu

Murc dam nhiém lao dong

Y nghia: Chi tiéu mtrc dam nhiém lao d6ng phan anh dé tao ra mot dong
doanh thu thi can bao nhiéu lao dong.
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CHUONG II: PHAN TiCH THUC TRANG CONG TAC QUAN TRI
NGUON NHAN LUC TAI CONG TY BAO HIEM PJICO HAI PHONG -
TONG CONG TY CO PHAN BAO HIEM PETROLIMEX

. Khai quat vé Céng ty bio hiém PJICO Hai Phong
1.1. Giéi thiéu chung vé Céng ty bao hiém PJICO Hai Phong

- Cong ty bao hiém PJICO Hai Phong c6 ma s thué 1a 0100110768-003

- Puoc cip vao ngay 09/10/1998

- Ngay bat dau hoat dong 01/12/1995

- Dia chi tru s¢ Cong ty dat tai S6 1 Tran Hung Pao, Phuong Minh Khai,

Quan Hong Bang, Thanh phd Hai Phong
1.2. Qua trinh hinh thanh va phat trién
Thanh 1ap ngay 15/06/1995, gdm 7 ¢6 dong sang lap déu 1a nhiing t6 chic
kinh té Ion cua nha nude, co tiém ning, uy tin & ca trong va ngoai nudc. La Nha
bao hiém dau tién tai Viét Nam hoat dong theo mé hinh c¢b phan, ludn ludn
khéng ngung 16n manh, va di c6 duoc mot hinh anh, mot niém tin thyc sy trong
tam tri khach hang, tir khi thanh lap dén nay Cong ty phan dau tré thanh 1 trong
4 don vi dan dau trén thi truong Viét Nam vé bao hiém phi nhan tho. Véi mot
md hinh doanh nghiép dang dugc Nha nudc khuyén khich, ung ho, véi mot
chinh sach vé phi bao hiém va dic biét 1a sy phuc vu hiéu qua, tan tinh chu déo.
Céng ty da c6 duoc mot hinh anh, mot niém tin thuc sy trong tam tri khach hang.
Trong sudt ching dudng phat trién tir 1995 — 2020 ciia Cong ty da gat hai

duoc nhiéu thanh tich suét xic, doanh thu tdng qua cac nam, mang ludi hoat
dong ting 1én. Cong ty da don nhan huin chuong lao dong hang nhat, giit viing

vi tri uy tin hang dau trén thi trudng bao hiém Viét Nam.

Nguyén Vin Phong — QT1701N 27



KHOA LUAN TOT NGHIEP Truong Pai hoc QL & CN Haii Phong

1.3. Mang luéi hoat dong ciia Cong ty bao hiém PJICO Hai Phong

Hoat dong kinh doanh rong khap trén toan Hai Phong nhu cac quan, huyén:
Quan Ngo Quyén, Héng Bang, Lé Chan, Hai An, Kién An, Duong Kinh, Do
Son; Huyén Thuy Nguyén, An Duong, An Lao, Vinh Bao, Tién Lang, Cat Hai.

1.4. Chirc nang va nhiém vu
- Kinh doanh da dang cac san pham béo hiém phi nhan tho.
- Giam dinh ton that.
1.5. Tam nhin va str ménh
- TAm nhin
Tro thanh Cong ty bao hiém hang dau Viét Nam.,
- Sir ménh
e Cung cép cac dich bao hiém déng b0, da dang - Lam la chin bao vé tai
chinh cho ngudi mua bao hiém va cong dong.
e Tao moi1 truong than thién, chuyén nghi€p, minh bach cho nhan vién sang
tao va thé hién.
e Bio toan va phat trién bén viing von gop cta cac c¢o dong.
1.6. Gia tri cot 15i
- Thuc hién cac cam két, kién tao niém tin cta khach hang.
- Khong ngimg 15 lyc, sang tao.
- Chuyén nghi¢p va tan tinh.
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1.7. Co ciu t6 chirc

So dé 1.4: Co cdu té chize Cong ty bao hiém PJICO Hdi Phong

Phong
Giam doc

Phong

Dich vu
khach hang

Phong
Tai chinh -
Ké toan

Phong
Nhan su

Phong
Bao hiém
tai san k¥
thuat

Phong
Bao hiém
hang hoa

Phong
Giam dinh
boi thuong

Phong
Bdo hiém
Xe co giol

Phong
Bao hiém
du an

Phong
Bao vé

Phong

Tap vu

Phong
Bao hiém
tau thuy

(Nguén: Phong dich vy khdch hang)

Nguyén Vin Phong — QT1701N

29




KHOA LUAN TOT NGHIEP Truong Pai hoc QL & CN Hai Phong

a) Phong Giam déc

Tham muu cho Téng Cong ty cac chua truong, dinh hudng phat trién. Xay
dung ché d6 chinh sach va t6 chirc hudng dan toan hé thong trién khai
thie hién kinh doanh cac loai hinh nghiép vu bao hiém tai san k¥ thuat,
bao hiém hang hoa, bao hiém du 4n, bao hiém tau thuy trong Cong ty.
Pam bao cac nghiép vu bao hiém tai Cong ty ludn c6 ting trudng va hiéu
qua hang nam. D& xuat cho Tong Cong ty giai quyét cac van dé phat sinh
lién quan dén cac nghiép vu bao hiém tai san ky thuat, bao hiém hang hoa,
bao hiém du an, bao hiém tau thiy va coéng tac giam dinh boi thudng cia
Cong ty.

Pé xuat cho Tong Cong ty vé nhitng muc tiéu tim kiém khach hang trong
ké hoach kinh doanh ciia Cong ty va nhiing giai phap dé tuyén dung nhan
su dau vao cho Cong ty.

Tham muu cho Tong Cong ty cac giai phap vé quan 1y tai chinh ctia Vin
phong tru s& chinh, cdc gidi phap quy trinh trong viéc thanh todn, hach
toan, thu chi, dé phuc vu cong viéc quan ly va kinh doanh ctia Van phong
try s& Cong ty dat hiéu qua nhat.

Pé xuat 1én Téng Cong ty vé cong tac trich 1ap cac quy du phong hang
thang, hang quy va hang nam theo dung cac quy dinh cua phap luat.

Phé duyét cac hop dong bao hiém tir cac phong ban trong Cong ty; Cac
lao dong da tuyén dung; Céc lao dong sa thai, nghi viéc; Cac sinh vién
dén thuc tap trong Cong ty. Giai quyét cac van dé tir cac phong ban cip
dudi vé nhitng van dé phat sinh lién quan.

B6 nhiém, giao quyén cho cap dudi khi di cong tac dai ngay.

Ban giao nhiém vu cho cac phong ban bao hiém trong Cong ty dé co thé
lam cac hop dong bao hiém cho khach hang, truc tiép tham di ky két hop
d6ng bao hiém cho khach hang.

Truc tiép tham gia ky két nhitng hgp dong vé bao hiém phi nhan tho dé
hoan thanh céc chi tiéu cia Tong Cong ty da dé ra nhu Doanh thu.

Tryc tiép khen thudng nhitng c4 nhan c6 thanh tich xuét sic trong Cong ty

trong nhitng ky thi dua khen thudng cua Cong ty.
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- Phdi hop voi cac doan kiém tra lién nganh vé tinh hinh hoat dong kinh
doanh cta Cong ty cling nhu nhiing cong tac an toan v€ sinh lao dong,
phong chong chay no.

b) Phong Nhan sy

- Tham muu, gitp viéc Ban Giam dbc quan 1y, diéu hanh cong tac hanh
chinh van phong; thuc hién cong tac d6i noi, ddi ngoai va cac didu kién
can thiét khac vé hanh chinh.

- Tham muu cho Ban Giam dc Kién toan to chirc, bo may va ngudn nhan
luc, diéu hanh céc cong tac t6 chirc nhan sy, dao tao nhan luc, lao dong
tién lwong, khen thuong, ky luat, ché do chinh sach va cac diéu kién can
thiét khac vé ngudn luc lao dong.

- Chu tri thuc hién cong tac tuyén dung nhan sy; phan loai, danh gid, dé
Xuat bd tri nhan luc vao cac chirc danh trong co ciu to chic bd may quan
Iy phtt hop Vi tinh hinh kinh doanh cia Cong ty; phdi hop véi cac phong
ban lap va to chirc thuc hién ké hoach dao tao theo nhu cau Cong ty dé ra.

c) Phong Tai chinh — ké toan

- Tham muu cho Ban Giam dbc céc giai phap vé quan 1y tai chinh ctia Vian
phong tru s& chinh, cac gidi phap quy trinh trong vi¢c thanh toan, hach
toan, thu chi, dé phuc vu cong viéc quan 1y va kinh doanh ctia Van phong
tru sé chinh dat hiéu qua nhat.

- T6 chirc hach toan, ké toan kip thot, déy du, chinh xac toan bd cac hoat
dong thu chi tai chinh va két qua kinh doanh timg nghiép vu phat sinh tai
tru s& Cong ty theo cac quy dinh cua phap luat va quy dinh cia Cong ty.

- Dé xuét 1én Ban Giam ddc vé tinh hinh tai chinh cua Cong ty dé dua ra
nhing giai phap dé gop phan nang cao hiéu qua hoat dong kinh doanh.

d) Phong Bao hiém tai san ky thuat

- Tham muu cho Ban Giam dbc cac chu truong, dinh hudng phat trién. Xay
dung ché d6 chinh sach va t6 chirc hudng din toan hé thong trién khai
thue hién kinh doanh céac loai hinh nghiép vu bao hiém tai san k¥ thuat
trong Cong ty. Pam bao nghi¢p vu luon co tdng trudng va hi€u qua hang
nam. Dé xuét cho Giam dbc giai quyét cac van dé phat sinh lién quan dén

nghiép vu bao hiém tai san k¥ thuat.
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Tham muu cho Ban Giam ddc hodc truc tiép phé duyét trong cong tac
danh gia rii ro nhan bao hiém. Giai quyét bodi thuong cac dich vu trén
mirc phan cip ctia phong bao hiém tai san k¥ thuat cho cac Cong ty thanh
vién.

Dé xuit cac bién phap nham cung cb va phat trién hé thdng. T6 chirc thuc
hién cong tac giam dinh va xét bdi thudong tai san k¥ thuat trong toan
Cong ty.

Tryc tiép tham gia ky két nhitng hop dong vé bao hiém tai san ki thuat
theo chi tiéu ciia Ban Giam ddc dé ra.

Thuc hién tong hop va cip nhat s6 liéu bao hiém tai san k¥ thuat theo quy
dinh cta Nha nudc va yéu cau cua Bo Tai chinh, Hiép hoi Bao hiém.

Pé xuat cho Ban Giam déc cong tac trich 1ap cac quy du phong hang
thang, hang quy va hang nam theo dung cac quy dinh cua phap luat.

e) Phong Bao hiém hang héa

Tham muu cho Ban Giam déc cac chu trwong, dinh hudéng phat trién, xay
dung ché do chinh sach. To chirc hudng dan toan hé thong trién khai thuc
hién kinh doanh céc loai hinh nghiép vu bao hiém hang hoa trong Cong
ty; dam bao nghiép vu ludn c6 ting trudng va hiéu qua hang nim. Dé xuat
cho Giam déc giai quyét cac van dé phat sinh lién quan dén nghiép vu bao
hiém hang hoa.

Tham muu cho Ban Giam ddc hodc truc tiép phé duyét trong cong tac
danh gia rai ro nhan bao hiém va giai quyét boi thuong cac dich vu trén
mirc phan cap ctia phong ban bao hiém hang hoéa.

Pé xuat cac bién phap nham cung cb va phat trién hé thong. T6 chirc thuc
hién cong tac giam dinh va xét bdi thuong hang hoa trong Cong ty.

Tryc tiép tham gia ky két nhimg hop ddng vé bao hiém hang hoa theo chi
tiéu cia Ban Giam déc dé ra.

Thuc hién téng hop va cap nhat s6 liéu bao hiém hang hoa theo quy dinh
ctia Nha nudc va yéu cau ctia Bo Tai chinh, Hiép hoi Bao hiém.

Pé xuit cho Ban Giam ddc cong tac trich lap cac quy du phong hang

thang, hang quy va hang nam theo dung cac quy dinh ctua phap luat.

Nguyén Vin Phong — QT1701N 32



KHOA LUAN TOT NGHIEP Truong Pai hoc QL & CN Hai Phong

f) Phong Bao hiém xe co giéi

Tham muu cho Ban Giam déc cac chua truong, dinh hudng phat trién. Xay
dung ché d6 chinh sach va t6 chirc hudng din toan hé thong trién khai
thuc hién kinh doanh céc loai hinh nghiép vu bao hiém xe co gio1 trong
toan Cong ty. Pam bdo nghi¢p vu luén cé tang truong va hi¢u qua hang
nam. D& xuat cho Ban Giam ddc giai quyét cac van dé phat sinh lién quan
dén nghiép vu bao hiém xe co gioi.

Tham muu cho Ban Giam déc hodc truc tiép phé duyét trong cong tac
danh gia rui ro nhan bao hiém. Giai quyét boi thuong cac dich vu trén
mirc phan cdp ctia phong ban bao hiém xe co gidi.

Pé xuit cac bién phap nham cung cb va phat trién hé thdng. T6 chirc thuc
hién cong tac giam dinh va xét boi thudng xe co gidi trong toan Cong ty.
Tryc tiép tham gia ky két nhiing hop dong vé bao hiém xe co gidi theo chi
tiéu cia Ban Giam déc dé ra.

Thuc hién téng hop va cap nhat sb liéu bao hiém xe co gidi theo quy dinh
ctia Nha nudc va yéu cau ctia Bo Tai chinh, Hiép hoi Bao hiém.

Pé xuat cho Ban diéu hanh cong tac trich 1ap cac quy du phong hang
thang, hang quy va hang nam theo dung cac quy dinh ctua phap luat.

g) Phong Bao hiém dw an

Tham muu cho Ban Giam déc cac cha truong, dinh hudng phat trién. Xay
dung ché d6 chinh sach va t6 chirc hudng dan toan hé thong trién khai
thuc hién kinh doanh céc loai hinh nghiép vu bao hiém xe co gio1 trong
toan Cong ty. Pam bao nghi¢p vu luén cé tang truong va hiéu qua hang
nam. D& xuat cho Ban Giam ddc giai quyét cac van dé phat sinh lién quan
dén nghiép vu bao hiém du an.

Tham muu cho Ban Giam dbc hoidc truc tiép phé duyét trong cong tic
danh gia riii ro nhan bao hiém. Giai quyét boi thuong cac dich vu trén
mirc phan cdp ctia phong ban bao hiém duy 4n.

Dé xuit cac bién phap nham cung cb va phat trién hé thdng. T6 chic thuc
hién cong tac giam dinh va xét boi thuong dy an trong toan Cong ty.

Truyc tiép tham gia ky két nhiig hop dong vé bao hiém dy an theo chi tiéu

cua Ban Giam doc dé ra.
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Thuc hién téng hop va cap nhat s6 liéu bao hiém du 4n theo quy dinh cua
Nha nuéce va yéu cAu cua Bo Tai chinh, Hi¢p hoi Bao hiém.

Pé xuét cho Ban diéu hanh cong tac trich 1ap cac quy du phong hang
thang, hang quy va hang nam theo ding cac quy dinh ctua phap luat

h) Phong Bio hiém tau thiy

Tham muu cho Ban Gidam dbc cac chu truong, dinh hudéng phat trién, xay
dung ché d6 chinh sach. T6 chire huéng dan toan hé théng trién khai thuc
hién kinh doanh céc loai hinh nghiép vu bao hiém tau thuy trong Cong ty;
dam bao nghiép vu ludn cé ting trudng va hidu qua hang nim. Pé xuat
cho Giam déc giai quyét cac van dé phat sinh lién quan dén nghiép vu bao
hiém tau thuy.

Tham muu cho Ban Giam dbc hoidc truc tiép phé duyét trong cong tic
danh gia rai ro nhan bao hiém va giai quyét boi thuong cac dich vu trén
mitc phan cap ciia phong ban bao hiém tau thay.

Pé xuit cac bién phap nham cung cb va phat trién hé thong. T6 chirc thuc
hién cong tac giam dinh va xét boi thuong tau thuy trong Cong ty.

Tryc tiép tham gia ky két nhitng hop dong vé bao hiém tau thiy theo chi
tiéu cua Ban Giam doc dé ra.

Thuc hién tong hop va cip nhat s6 liéu bao hiém tau thuy theo quy dinh
cua Nha nudc va yéu cau ctia BO Tai chinh, Hi¢p hoi Bao hiém.

Pé xuit cho Ban Giam ddc cong tac trich lap cic quy du phong hang

thang, hang quy va hang nam theo dung cac quy dinh ctua phap luat.

i) Phong Giam dinh boi thwong

Tham muu cho Ban Giam déc cac cha truong, dinh hudng phat trién. Xay
dung ché d6 chinh sach va t6 chirc hudng din toan hé thong trién khai
thue hién cong tac giam dinh bdi thudng trong toan Cong ty. Pam bao
nghiép vu ludn hoat dong c6 hiéu qua hang nim. Dé xuit cho Ban Giam
dbc giai quyét cac van dé phat sinh lién quan dén cong tac giam dinh boi
thuong.

Tham muu cho Ban Giam va cic phong ban khac trong Cong ty dé giai
quyét cac van dé lién quan dén cong tac giam dinh bdi thudng.

Pé xuit cac bién phap nham cung cb va phat trién hé théng. T6 chirc thuc

hién cong tac giam dinh va xét bdi thudng trong toan Cong ty.
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)

Truc tiép tham gia giai quyét cac van dé phat sinh trong cong tac Gidm
dinh boi thudng.

Thuc hién téng hop va cap nhat sb lidu lién quan dén cong tac giam dinh
bdi thuong theo quy dinh cta Nha nudc va yéu cau ciia Bo Tai chinh,
Hiép hoi Bao hiém.

Dé xuit cho Ban diéu hanh cong tac trich 14p cac quy du phong hang

thang, hang quy va hang nam theo dung cac quy dinh cua phap luat

Phong Dich vu khach hang

Tham muu cho Ban Giam ddc vé cac cha truong, chinh sach lién quan
dén khach hang cua toan Cong ty.

Tiép khach hang tan tinh khi dén véi Cong ty dé mua bao hiém, tu van hd
trg khach hang vé nhiing san pham bao hiém phi nhéan tho ctia Cong ty.
Phai c¢6 ¥ thuc, giit gin tic phong lam viéc tai noi cong so trong van dé
giit gin hinh anh ciia Cong ty ngay tir khi khach hang dén véi Cong ty
hodc cac doan kiém tra lién nganh.

HO trg phong nhan sy trong linh vuc tuyén dung khi cac tng vién tuyén
dung dén Cong ty dé duy tuyeén.

Pé xuat cho Ban Giam ddc vé xu hudng mua cac san pham bao hiém phi
nhan tho cua Cong ty. Qua d6 nhim tao ra dinh huéng phat trién cling nhu
nhitng chién lugc phat trién khach hang cua toan Cong ty.

k) Phong Bao vé

Tréng coi cac trang thiét bj trong Cong ty va nhimg phuong tién di lai cua
khach hang va cac can bd nhan vién trong Cong ty, ghi vé xe, xép xe ngin
nap, thay ca nhau tic truc ngay va dém, bao vé su an toan cho cac can bo
nhan vién trong Cong ty.

Kiém tra thuong xuyén va tit cac thiét bi st dung dién khi cac can bo
cong nhan vién két thiic ngay lam viéc. Giam sat an ninh cac phong ban
trong toa nha, noi lam viéc.

Thuc hién nghiém cac quy dinh ctia phap luat vé bao vé noi cong so, 1am
viéc cia cic can bd cong nhan vién. Phéi hop voi cac luc lwong chic
nang dé giai quyét cac van dé néu phat sinh, anh huong xau dén tinh hinh
an ninh cta toan Cong ty.
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Dé xuat cho Ban Gidm doc gidi quyét cac van dé phat sinh lién quan dén

tinh hinh an ninh cua toan Cong ty.

[) Phong Tap vu

Don dep sach s&, ngin nip cac phong ban, 16i di lai tir sanh dén cau thang,
hanh lang trong Cong ty trudce va sau khi cac cdn b nhan vién trong Cong
ty lam viéc. BPam bao cho moéi truong lam viéc trong Cong ty thuc Su gon
gang, sach dep.

Thuc hién cac quy dinh va phdi hop voi cac nhan vién Méi truong d6 thi
dé giai quyét cac van dé lién quan téi moi truong lam viéc cua toan Cong
ty.

Pé xuat cho Ban Giam déc giai quyét cac van dé phat sinh lién quan dén
tinh hinh gilt gin v¢ sinh canh quan, mo1 truong lam viéc cua toan Cong
ty.

1.8. Hoat dong kinh doanh ciia Cong ty
1.8.1. San pham

Kinh doanh da dang cac san pham vé bao hiém phi nhan tho trong d6

phai ké dén cac san pham:

Bao hiém xe co gioi

B4o hiém tau thay

Bao hiém hang hoa

Bao hiém tai san k¥ thuat
B4o hiém du an
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1.8.2. Hoat dong kinh doanh
Bdng 2.1: Két qud hoat dgng kinh doanh trong linh vuc bdo hiém
nam 2018 — 2019

(DVT: VND, %)

Chénh léch
Chi tiéu Nam 2018 Nam 2019

Gia tri Ty 1€
Téng doanh thu | 125.010.893.572 | 136.147.428.129 | 11.136.534.557 | 8,91
Tong chi phi 108.705.593.743 | 117.351.021.964 | 8.645.428.221 | 7,95
Téng loi nhuan 16.305.299.829 | 18.796.406.165 | 2.491.106.336 | 15,28
S6 lugng lao
o ueng e 52 51 (1) (1,92)
dong binh quan
Thu nhap
. A 12.720.000 14.260.000 1.540.000 12,11
binh quan

(Nguéon: Phong tai chinh — ké todn)
Nhan xét:

Nhin vao bang két qua kinh doanh caa cong ty nam 2018 — 2019 ta thay
duoc nhitng chi tiéu nim sau déu ting so v6i ndm trudc nhu tong doanh thu,
téng chi phi, téng loi nhuan, lurong trung binh. Ta théy giai doan 2018 — 2019
tong doanh thu va tong chi phi déu ting, cu thé 1a tong doanh thu cua cong ty
nam 2019 13 136.147.428.129 ddng cao hon so véi nam trude 1 11.136.534.557
dong twong ung Vi ty 18 tang 1a 8,91% va tong chi phi ting 8.645.428.221 dong
tuong duong véi ty 16 12 7,95%. Nhu vay tdc do ting ctia doanh thu nhanh hon
tbc do ting cua chi phi lam cho tong lgi nhuan cia Cong ty ting lén
2.491.106.336 ddng so véi nam 2018 twong wng voi ty 16 1a 15,28%. S6 luong
lao dong binh quéan da giam di 1 ngudi, twong tng véi ty I giam 1a 1,92%. Diéu
nay cho thay sy nd luc cai thién cua Cong ty dé thuc day cho Cong ty hoat dong
ngay cang hiéu qua hon va sir dung ngudn nhan lyc c6 hiéu qua hon. Trong su
nd luc nang cao loi nhuan kinh doanh dat duoc nhitng hiéu qua nhat dinh thi thu
nhap binh quan cua nguoi lao dong trong Cong ty vao giai doan 2018 — 2019
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cling tang, cu thé thu nhap binh quan cia Cong ty da ting 1.540.000 dong, tuong

ung véi ty 1€ tang 1a 12,11%.

Qua d6 ta thiy duoc tdc do ting cua loi nhuén nhanh hon téc do ting cua

muc thu nhap binh quan thi chirng t6 cong ty da st dung lao dong mot cach kha

tét, hiéu qua hoat dong kinh doanh ting 1én.
1.9. Thuan lgi va khé khan
1.9.1. Thuan lgi

Hai Phong 1a noi c¢6 hé thong cang bién rat phat trién, 13 trung tdm cong
nghiép cua ca nudc, toe do ting truong kinh té cia Hai Phong dan dau ca
nudc, mang ludi giao thong ctia Hai Phong dang ngay mot cai thién 1én rd
rét.

Hiép dinh Thuong mai tw do EVFTA, RCEP la nhitng thuan lgi cho cac
doanh nghiép hoat dong trén dja ban Hai Phong mudn xuat khau nhitng
mat hang sang cac nudc Chau Au, cac nudc thanh vién ASEAN qua cic
Cang cua Hai Phong. Gitp gop phan ting doanh thu cho nganh bao hiém
phi nhan tho, dic biét 14 trong linh vuc kinh doanh bao hiém tau thuy.

Hai Phong 13 noi thu hat nhiéu du an 16n cta nhitng Tap doan ndi tiéng
trong va ngoai nudc va dugc biéu hién rd nét qua nhiéu du an da va dang
duoc trién khai.

Trong thoi ky hoi nhap, dé ¢ thé nang cao duoc loi thé canh tranh thi cac
doanh nghiép trén dia ban Hai Phong chuyén vé san xuat phai I8 luc phan
dau dat myc tiéu tang trudng thi viéc mua sim nhiing day chuyén san xuat
méi 1a diéu can thiét va bao hiém phi nhan tho dong vai tro quan trong dé
giam thiéu nhing rui ro.

Tinh hinh kiém soat dich bénh ctia Hai Phong da dién bién rat tich cuc va
chua ghi nhan bat ky mot ca mac nao. DPiéu niy coé thé gitip cho Hai
Phong c6 thé han ché dugc tinh trang cach ly xa hoi, phuc hoi phat trién
kinh té va tao thuan loi cho viéc kinh doanh bao hiém dién ra binh
thuong.

Xu huéng tiéu dung ctia ngudi dan Hai Phong dang dan dugc nang 1én 1
rét bang viéc mua saim nhiing phuong tién di lai tir phan khic véi gia vira
tam cho dén nhiing phan khuc véi gia dat nhu xe may, xe 6 t0, ...
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1.9.2.

Nép séng van minh cung v6i mac thu nhap binh quéin cao cang giup ning
cao y thtc mua bao hiém ciing nhu thuc dy viéc kinh doanh bao hiém
cua Cong ty.

Kho khan

Canh tranh gay gat véi nhitng Cong ty ndi tiéng ciing nganh, chuyén kinh
doanh nhitng san pham bao hiém phi nhan tho.

Nhiéu doanh nghiép da giam quy mé hoat d6ng san xuat kinh doanh trong
tinh hinh khé khin chung ctia ca Thé Gigi. Piéu nay c6 thé gay khé khan
cho nganh bao hiém phi nhan tho cling nhu giit lai nhitng lao dong co
trinh d6 nghiép vu trong Cong ty.

Nén kinh té Hai Phong mang tinh hoi nhap xau rong nén kho cé thé tranh
duoc nhimg tac dong tiéu cuc tir bén ngoai khi nén kinh té cua ca Thé
Gidi néi chung ciing nhu Viét Nam noi riéng tang truong cham lai nhat 1a

vao nam 2020.

I1. Thuc trang cong tac quan tri va sir dung lao dong tai Coéng ty bao hiém
P1JCO Hai Phong

2.1. Co cau lao ddng ciia Cong ty

Trong giai doan 2018 — 2019 thi tong s6 lao dong cua Cong ty

Pé thay r6 duoc tinh hinh nhan su cling nhu su thay doi nhan su ciia Cong

ty, ta xem xét co cau lao dong cua Cong ty theo nhitng khia canh sau:

a) Co ciu lao ddng theo chirc niing

Bdng 2.2: Co ciu lao dpng theo chirc ning
(PVT: Nguoi, %)

Nam 2018 Nam 2019 Chénh léch
Chi tiéu So o So o So o
Ty 1€ Ty 1€ Ty 1€
lugng lugng lugng
Tong so lao dong
. R 52 100 51 100 (1) (1,92)
binh quan
Lao dong gian tiép 11 21,15 11 21,57 0 0
Lao dong truc tiép 41 | 78,85 40 78,43 (1) (2,44)

(Nguon: Phong nhan su)
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Nhan xét:

Qua bang phan tich lao ddng theo chirc ning ta thiy co cau lao dong gita
lao dong truc tiép va lao dong gian tiép trong nam 2018 va 2019 ctia Cong ty
chénh 1éch c6 sy chénh 1éch kha 16n. Cu thé 13 nam 2018 thi lao dong gian tiép
1a 11 nguoi va chiém ty trong 1a 21,15%, lao dong truc tiép 1a 41 nguoi va
chiém ty trong 1a 78,85%; nam 2019 thi lao dong gian tiép 1a 11 ngudi va chiém
ty trong 1a 21,57%, lao dong truc tiép 1a 40 ngudi va chiém ty trong 1a 78,43%.
Tuy nhién sang nim 2019 thi c6 mot su thay d6i nho d6 1a sé lao dong truc tiép
da giam 1 ngudi va tuong Gng voi ty & giam 13 2,44%. Diéu d6 cho thay co cau
lao dong theo chirc ning ciia Cong ty twong ddi phu hop ddi vi mot Cong ty
kinh doanh trong linh vuc bao hiém phi nhan tho.

b) Co cdu lao dong theo trinh @ chuyén mén
Bdng 2.3: Co ciu lao ddng theo trinh dj chuyén mén

(PVT: Nguoi, %)

Nam 2018 Nam 2019 Chénh léch
Chi tiéu S6 S6 S6
Ty 18 Ty 18 Ty 18
lwong luwong lwong
Tong s6 lao don
ones0 OGS 5 | 100 51 00 | (1) | (192
binh quan
bai hoc va trén
, 36 | 69,23 36 70,59 0 0
dai hoc
Cao dang 12 23,08 11 21,57 (1) (8,33)
Lao dong khac 4 7,69 4 7,84 0 0

(Nguon: Phong nhan su)
Nhan xét:
Thong qua bang phan tich vé tinh hinh chat lugng nguon lao dong cia
Cong ty, ta thdy duogc ty 16 phan theo trinh do lao dong dai hoc va trén dai hoc 13
cao nhat chiém dén 69,23% & nam 2018 sau d6 12 nhom lao dong co6 trinh do cao
dang chiém 23,08% nam 2018. Sy thay doi cua lao dong theo trinh do lao dong
cu thé nhu sau: S6 lao dong c6 trinh d6 cao dang giam 1 ngudi tuong ting véi ty
1€ giam la 8,33%.

C6 thé nhan thy rang trinh d6 lao dong ciia Cong ty kha 13 tét, c6 nhiéu
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lao dong c6 trinh d6 Pai hoc va ludn chiém ty trong cao. Diéu nay co thé giup
cho ban lanh dao Cong ty c6 thé quan 1y dé dang hon, déng thoi ciing tao thuan
loi

cho viéc phat trién doanh nghiép trong thoi gian t6i. Tuy nhién sb luong lao
dong co trinh d6 Cao dang da giam di 1 nguoi, d6 1a mot mic giam nhe. Qua do
cho thdy dugc nhitng lao dong co trinh d6 Cao dang trong Cong ty can duogc
phai dao tao nhiéu hon nita ting hiéu quéa hoat dong kinh doanh.
¢) Co ciu lao ddng theo gigi tinh
Bdng 2.4: Co cdu lao déng theo gidi tinh
(PVT: Nguoi, %)

Nam 2018 Nam 2019 Chénh léch
Chi tiéu . i So i So i
SO lwgng | Ty ¢ Ty I¢ Ty 1€
lwgng lwgng
Tong s6 lao don
ongtomotenS 1 5o | 100 | 1 | 100 | (@ | 192
binh quan
Nam 33 63,46 31 60,78 (2) (2,68)
Nir 19 36,54 20 39,22 1 2,68

(Nguon: Phong nhan suw)
Nhan xét:

Qua bang s liéu trén ta nhan thay c6 su chénh 1éch gitra lao dong nam va
lao dong nit, cu thé 13 lao dong nam ludn chiém ty trong Ién hon trong téng s6
lao déng cta Cong ty. Nam 2019 s6 lao dong nam 13 33 ngudi chiém 63,46%
trong tong sé lao dong cua cong ty va giam so véi nam 2018 1a 2 ngudi twong
ng Vai ty 1¢ giam 1a 2,68%, nhiing lao dong nam nay c6 thé 1am viéc tai van
phong hoic di tiép khach, ky két hop ddng mua bao hiém. Con sé lao dong nix
thi chiém ty trong it hon trong Cong ty, cu thé 1a nam 2019 s6 lao dong nit 1a 20
ngudi chiém 39,22% trong tong s6 lao dong va ting 1én 1 ngudi SO Véi nim
2018 tuwong (ng voéi ty & tang 1a 2,68%. Nhimg lao dong nit nay chu yéu lam
viéc & vin phong hoic tryc tiép tham gia ban bao hiém cho Cong ty.

Co ciu lao dong theo gidi tinh cua Cong ty 1a twong ddi phu hop véi tinh
chat cong viée, linh vuc kinh doanh cua Cong ty. Pay ciing 1a xu hudéng chung
cta cac Cong ty trong linh vuc bao hiém phi nhan tho bang cach can ddi gitra
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lao dong nam va lao dong nit mot cach hop 1y, co nhitng lao dong nam c6 nhiéu
kinh nghiém, trinh do nghiép vu chuyén mén cao va déng thoi ciing ¢ nhing
lao dong

nit c6 chuyén mon nghiép vu cao, kha nang giao tiép ngoai ngit tot ciing nhu kha
ning ban hang. Ngoai ra ciing tao dung duoc hinh anh dbi véi khach hang ciing
nhu tinh chuyén nghiép trong toan hé théng.

Trong s6 nhimng lao dong nam cé nhitng lao dong truc tiép dé 1a nhiing
nhan vién ban bao hiém va nhing lao dong gian tiép nhu Giam ddc, Pho Giam
dbc, Truong phong bao hiém xe co gidi, Truong phong bao hiém tau thay,
Truéng phong bao hiém tai san k¥ thuat, Truong phong bao hiém dy an, ho
quan 1y, giao nhiém vu cho nhitng nhan vién trong phong ban di ky két nhiing
hop do6ng bao hiém hoic giam dinh boi thuong thiét hai. Trong sé nhiing lao
d6ng nit cling c6 nhitng lao dong truc tiép do6 1a nhimg nhan vién ban bao hiém
va nhimg lao dong gian tiép nhu Trudng phong cham soc khach hang, Trudng
phong nhan su, Truong phong ké toan hoic nhimg phong ban nghiép vu, ho
quan ly giao nhiém vu cho nhitng nhan vién trong phong ban cham s6c¢ khach
hang, hoach toan khi phét sinh céc van dé lién quan dén tinh hinh tai chinh cua
Cong ty hoac di ky két nhitng hop ddng bao hiém cho Cong ty,...

d) Co ciu lao dong theo dd tudi
Bdng 2.5: Co ciu lao dong theo dp tuoi
(PVT: Nguoi, %)

Nam 2018 Nam 2019 Chénh léch
Chi tiéu S6 o S6 L Sb o
Ty 1€ Ty 1€ Ty 1€
lwgng lwgng lwgng
Tong s6 lao don
ONE 50 10 Cons 52 100 | 51 | 100 1) | (1,92
binh quan
22 - 34 tudi 19 36,54 18 35,29 (1) (5,26)
35 - 50 tudi 21 40,38 21 41,18 0 0
Trén 50 tudi 12 23,08 12 23,53 0 0

(Nguon: Phong nhan suw)

Nhan xét:
Qua bang co ciu lao dong theo d6 tudi co thé thay rang luc luong lao
dong cua Cong ty ndm 2018 kha cao & 2 muc 22 — 34 tudi va 35 — 50 tudi, cu thé
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& muc 22 — 34 tudi c6 19 ngudi tuong tng véi 36,54%, 35 — 50 tudi c¢o 21 nguoi
tuong tng véi mac 40,38%, trén 50 tudi co 12 ngudi twong Gtng Vvéi 23,08%.
Tuy nhién

sang nam 2019 thi c¢6 sy chénh léch giira luc luong lao dong & muc 22 — 34 tudi
véi 2 mire con lai 1a 35 — 50 tudi va trén 50, cu thé da giam 1 ngudi twong Gng
Véi ty 1é giam 13 5,26% va chiém ty trong 35,29%.

Qua day ta thay duoc Cong ty di tao diéu kién va giit nhitng luc luong lao
dong trong Cong ty 1am nong cbt bai da co nhiéu kinh nghiém lam viéc va lam
viéc gan bo lau dai voi Cong ty. Tuy nhién sb lugng lao dong & mic 22 — 34
tuoi di giam di 1 nguoi thi day 1a mot van dé ma Cong ty can phai quan tam dén
dé c6 thé giir nhitng lao dong tré tudi cling nhu chuan bi nhitng phwong 4n kinh
doanh trong thoi gian tai.

2.2. Hoach dinh ngudn nhén luc

Cong tac nay gitip cho cong ty cd cai nhin khai quat vé van dé tinh gian
nhan luc, dinh ra duoc phuong hudng, ké hoach nhan luc, tao diéu kién cho
cong tac bo tri nhan luc dién ra thudng xuyén lién tuc. Ciing thong qua cong tac
nay Cong ty co su chuan bi va bién phap giai quyét trong cac su s6 Vé nhan luc
sap toi. Gitp cho ban lanh dao cong ty nam duoc tinh hinh bién dong nhan luc
trong giai doan téi dé tir ¢6 ¢6 nhitng bién phap dé khac phuc, tao diéu kién cho
Cong ty ngdy cang phat trién.

Quy trinh hoach dinh ngudn nhan lyc cia Cong ty:

Buéc 1: Dy bao nhu ciu vé ngudén nhan lue va kha ning cung vng
ngudn nhan luc cia Cong ty.

Phong Nhan sy tién hanh du bao nhu cau vé nhén lyc cua Cong ty trong
nam sau bang viéc dua trén cac thong tin vé ké hoach kinh doanh ciing nhu
nhitng thong tin tr viéc danh gia s6 luong va chét luong cua doi ngii lao dong
hién c6 so v&i yéu cau dé co thé hoan thanh tot ké hoach kinh doanh.

Buwéc 2: Lap ké hoach vé ngudn nhan luc.

Duya trén nhimng thong tin thu dugc tir budc trén, phong ké nhéan sy tién
hanh dua ra cac ké hoach, quyét dinh lién quan dén viéc tuyén dung, sa thai hay
dao tao lao dong dé 1am sao co thé dap tng tot nhat nhitng yéu cau caa ké hoach
kinh doanh ctiia nam sau.
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Sau khi dé ra cac ké hoach dé dap ung nhimg yéu cau caa tinh hinh kinh
doanh trong nam sau, phong Nhan sy c6 trach nhiém trinh 1én Giam déc Cong ty

dé xem xét va phé duyét.

Buéc 3: Thuc hién cac ké hoach di dwoc Giam déc Cong ty phé
duyét.

Trén co so nhiing ké hoach da duoc Giam ddc Cong ty quyét dinh phé
duyét dé thuc hién, phong nhan su két hop cing cic phong ban va cac don vi
khac c6 lién quan tién hanh trién khai ké hoach bang cac chuong trinh hanh
d6ng cu thé nhu t6 chire tuyén dung thém lao dong, cir can bd di hoc hay to chic
cac 16p dao tao tai chd nham nang cao trinh d6 tay nghé cling nhu chuyén mén
nghiép vu dé 1am sao c6 thé dap tng tét nhat nhitng yéu cau cua cong viéc trong
tuong lai.

Buéc 4: Kiém tra, danh gia két qua thuc hién.

Trong qua trinh thuc hién cac bién phép, chinh sach da dugc Giam dbc
Cong ty phé duyét, phong nhan sy va cac phong ban, don vi ¢6 li€n quan s€ co
trach nhiém trong viéc thuong xuyén kiém tra, danh gia hiéu qua mang lai tir
viéc thuc hién cac bién phap do dé tir d6 thiy duoc nhirng thiéu sot, han ché con
ton tai dé kip thoi diéu chinh cho phu hop véi tinh hinh thuc té caa Cong ty.

Nhin chung, céng tac hoach dinh nguén nhan lyc di duge Cong ty quan
tam, chu trong khi Cong ty di x4y dung duoc cac bude co ban dé thuc hién tién
trinh nay. Tuy nhién, van con c6 mdt s6 han ché con ton tai can duoc khic phuc
trong thoi gian t6i dé cong tac hoach dinh nguon nhan lyc cia Coéng ty mang lai
hiéu qua cao hon nhu viéc dy bédo nhu cau ngudn nhan lyc van con mang tinh
cha quan, chua duge xdy dung theo dinh huéng chién lugc cua doanh nghiép
trong tuong lai.

2.3. Cong tac tuyén dung nhan lhec
a) Ngudn tuyén dung va phwong phap tuyén dung

Hién nay Cong ty dang ap dung ca 2 ngudn tuyén dung 1 ngudn tir bén
ngoai va nguon tuyén tir bén trong noi bo.

- Ngudn noi bd bao gom chu yéu 1a tir su gidi thiéu cia cac can bo cong
nhan vién dang lam viéc tai doanh nghiép. Khi c6 su gidi thiéu tir can bo
cong nhan vién trong doanh nghiép, Cong ty tién hanh lwa chon nhiing
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nguoi co trinh d0 chuyén moén, dugc dao tao qua cac chuyén nganh phu

hop voi cac vi tri can tuyén dé quyét dinh tuyén dung. Pay ciing 1a mot

hinh thirc quan tam dén loi ich cua cac can bd cong nhan vién.

e Uu diém: Nhéan vién cua Doanh nghiép da duogc thir thach vé long
trung thanh, thai do nghiém tuc, trung thuc, tinh than trach nhiém va it
b viéc.

e Nhan vién cua doanh nghiép s& dé dang, thuan lgi hon trong cong viéc
thue hién cong viéc, nhat 1a thoi gian dau & cuong vi trach nhiém méi.
Ho di lam quen, hiéu dugc muc tiéu cua doanh nghiép, do d6 mau
chong thich nghi véi diéu Kién lam viéc méi va biét tim ra cach thuc dé
dat duoc muc tiéu d6. Hinh thic tuyén truc tiép tir cac nhan vién dang
lam viéc cho doanh nghiép ciing s€ tao ra su thi dua rong rai giira cac
nhan vién dang lam viéc, kich thich ho lam viéc tich cuc, sang tao va
tao ra hiéu suit cao.

e Nhugc diém: Viéc tuyén nhan vién vao mot chuc vy tréng trong
Doanh nghiép theo kiéu thiang chtc ndi bo co thé gay nén hién tuong
chai ly, xo ctiing do cac nhan vién dugc thang chirc da quen véi cach
lam viéc cua Cép trén trude day va ho s€ dap khuon lai theo cach lam
viéc d6, thiéu sach tao, khong ddy 1én duoc bau khong khi thi dua mdi.
Piéu nay rat nguy hiém néu doanh nghiép dang & trong tinh trang tri
tré, hoat dong kém hiéu qua. Trong doanh nghiép dé hinh thanh céc
nhom “ing vién khong thanh cong”, ho la nhitng nguoi tng clr vao
mot chic vu nao d6 con trong nhung khéng tuyén chon, tir d6 tam 1y
khong phuc lanh dao, bat hop tac véi lanh dao moéi, dé chia beé phai,
mat doan két, kho lam viéc.

- Ngudn tuyén dung bén ngoai bao gdm nhitng ngudi da tot nghiép tai cac
truong cao dang, dai hoc, hoidc trén dai hoc va nhiing k¥ niang can thiét
trong linh vuyc quan 1y, kinh doanh bao hiém hoic cac chung chi nhu
ngoai ngit, tin hoc,...

e Uu diém: Tan dung duoc ngudn chit xam tir bén ngoai Cong ty. Co
thé chon duogc mg vién c6 niang luc dé thuc hién cong viéc mot cach
t6t nhat. Ngoai ra néu tuyén dung, dap tmg day dii cac nhu cau can co
ctia nhan su thoi 4.0 thi véi suc tré, niém dam mé, nhiét huyét, nhiing
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nét ca tinh s& 1a mot diém sang cho su thanh cong va phat trién cua
Cong ty va qua d6 tao nén su gan két, thich tha hon, hoc hoi dugc
nhiéu ky nang lam viéc giira cic nhan vién.

e Nhuogc diém: Mat nhiéu thoi gian va chi phi, c6 thé khong tuyén dugc
g vién dap tmg yéu cau va tinh chit cong viéc. Nhitng tmg vién moi
s& phai mat thém nhiéu thoi gian dé 1am quen véi cach 1am viéc ciing
nhu moi truong cia Cong ty va chua dugc thir thach long trung thanh.

Bdng 2.6: Tinh hinh tuyén dung lao dgng ciia Cong ty
(PVT: Nguoi, %)

Nim 2018 Nim 2019
Chi tiéu . .
SO lwgng | Ty 1€ | SO lwong | Ty 1€
S6 lao dong tuyén dung 6 100 5 100
Tuyén dung ndi bd 3 50 4 80
Tuyén dung bén ngoai 3 50 1 20

(Nguon: Phong nhén sw)

Duya vao bang tinh hinh tuyén dung lao dong ciia Cong ty ta thay nam 2018
s6 luong lao dong tuyén dung 13 6 nguoi. Trong s6 6 ngudi d6 thi co 3 ngudi 1a
ngudn noi bo chiém 50% trong tong s6 lao dong tuyén dung, con lai 1a sé lao
dong tuyén dung bén ngoai 1a 3 chiém 50% trong tong sé lao dong tuyén dung.
Pén nam 2019 Cong ty tuyén dung 13 5 nguoi; c6 4 ngudi tir nguodn tuyén noi
bo, chiém 80% trong tong sb lao dong tuyén dung; c6 1 ngudi tir nguon tuyén
bén ngoai, chiém 20% trong tong sb lao dong tuyén dung.

Thoéng qua tinh hinh tuyén dung 2 nim 2018, 2019 thi c¢6 thé thay Cong ty
ngoai viéc tuyén dung nhan sy tir ngudn tuyén dung bén trong ndi bo thi van
tuyén dung nhan sy tir bén ngoai va muc tuyén dung twong déi phu hop trong
Mot nam.

b) Quy trinh tuyén dung ndi bd

Pé cho viéc tuyén dung dat dugc hiéu qua tét nhat tir d6 co thé tuyén
dugc ngudn nhén lyc c6 niang luc va phi hop Véi yéu cau cua cong viéc, dong
thoi str dung muc chi phi tuyén dung sao cho tbi wu thi viéc xay dung mot quy
trinh tuyén dung chat ch&, hop 1y 1a mot yéu té rat quan trong. Cong ty da ap
dung quy trinh tuyén dung noi bo sau:
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So d6 2.2: Quy trinh tuyén dung ngi bé ciia Cong ty

Xac dinh nhu cau tuyén dung

\

Xem xét phé duyét nhu cau tuyén dung

v

Thong béo tuyén dung

v

Tiép nhan va kiém tra hd so

v

Thi tuyén, phong van, kiém tra, xét tuyén

.

B4o cdo dé nghi tuyén

v

Thu viéce, bao cao két qua

\

Hoan thién quy trinh tuyén dung

Truwong Pai hoc QL & CN Hai Phong

(Nguon: Phong nhan suw)

Noi dung cac buérc:
Budéc 1: Xac dinh nhu ciu tuyén dung

Ban Giam dbc can cir theo dinh huéng mé rong quy md, ké hoach kinh

doanh trong tung giai doan cta Cong ty.

Céc bd phan phong ban can di luc lugng lao dong, néu thiéu dé nghi xin
bo xung. Cac nhu cau vé lao dong dé nghi theo biéu mau giri phong Nhan sur.
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Phong Nhan su xem xét nhu cau st dung lao dong dé phuc vu cho viéc
kinh doanh cua tirng bd phin sau dé can dbi, bd tri lao dong bao cao Ban Giam
dbc duyét va thuc hién.

Bwéc 2: Xem xét va phé duyét nhu ciu lao déng

Phong Nhan sy tap hop cac nhu cau dé nghi lao dong tir cac phong ban dé
xem xét, can d6i trinh Giam déc Cong ty phé duyét, néu sb lao dong di du so
V6i dich bién da dugc phé duyét thi gui tra nhu cau cho cac phong ban di dé
nghi hodc nhan thay thira nhitng nhan vién, c6 nhimg nhan vién nang luc yéu
kém thi dé nghi tuyén nhan vién d6 dén vi tri khac trong Cong ty.

Phong Nhan sy xem xét can ddi lao dong cua cac bd phan sau d6 bao cao
1én Ban Giam ddc va ra quyét dinh tuyén dung.

Buéc 3: Thong bao tuyén dung

Sau khi Ban Giam d6c phé duyét ké hoach tuyén dung lao dong, phong
Nhén su ra thong bao tuyén dung lao dong dén cac phong ban cua Cong ty,
trong d6 néu rd vi tri tuyén dung, s6 lugng tuyén dung, mo ta cong viéc, yéu cau
vé nang luc, do tudi, gisi tinh va cac yéu cau khac. Ngoai ra con ¢6 nhitng ché
d6 dai ngod, thong tin khac, ho so yéu cau, thong tin lién hé.

- Ho so du tuyén phai bao gom:

e Bang cép theo yéu cau ciua Cong ty.

Budéc 4: Tiép nhan, Kiém tra ho so

Phong Nhén sy tiép nhan ho so dy tuyén, kiém tra day di cac tiéu chuan
noi dung thong bao tuyén dung. Néu du tiéu chuan thi dua vao danh sach thi
tuyén, néu khong du tiéu chuan thi tra lai h so cho tGng vién di ding ky du
tuyén.

Bwéc 5: Thi tuyén, xét tuyén, phéng van, kiém tra

Hoi ddng thi tuyén do Ban Giam ddc chi dinh, phong Nhan su, c6 trach
nhiém to chuc thi tuyén, xét tuyén theo danh sach dang ky ctia phong Nhén su,
Hoi dong thi tuyén lva chon phuong thirc thi tuyén, dia diém, noi dung thi, phan
cong trach nhiém cho cac c4 nhan va tap thé phuc vu cho cong tac thi tuyén.

Buéc 6: Bao cdo dé nghi tuyén
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Phong Nhan sy tong hop két qua thi tuyén va hd so du tuyén dé bao cao
1én Ban Giam d6c. Thong bao két qua thi cho ngudi du tuyén thi tuyén va nhiing
nguoi duoc da trang tuyén.

Buwéc 7: Thir viéc, bao cao

Céc c4 nhan trang tuyén s& thir viéc, hoc viéc theo vi chi chuac danh moi
cua Cong ty. Thoi gian thir viéc, hoc viéc dugc thuc hién theo quy dinh caa luat
lao dong va quy ché noi b cua Cong ty.

Hét thai gian thir viec, hoc viée, trudng cac bd phan lién quan bao céo két
qua quan sb cta don vi minh, danh gia két qua va cho ¥ kién dé nghi c6 tiép
nhan hay khong va 1ap danh sach d& nghi tuyén.

Bwéc 8: Hoan thién quy trinh tuyén dung

Khi da tuyén dugc thi Ban Giam doc can phai ky va dong con dau, phé
duyét nhan su dugc tuyén. Thuc hién cong bd rong rii cho toan Cong ty va voi tat
ca nhan vién cung dbi tac.

Bdng 2.7: Tinh hinh sa thdi, nghi viéc ciua lao déng trong Cong ty

(PVT: Nguoi, %)

Chi tidu ’ Nam 2018 ’ Nam 2019
So lwgng | Ty 1€ | So lwgng | Ty 1€

Lao dong sa thai 2 100 4 100
- Ttr ngudn ndi bo 2 100 4 100
- Ttr nguén bén ngoai 0 0 0 0

Lao dong nghi viéc 1 100 2 100
- Tlr ngudn ndi bo 0 0 2 100
- Ttr ngudn bén ngoai 1 100 0 100
Tong so lao dong sa thai, nghi viéc 3 100 6 100

(Nguon: Phong nhan si)
Nhan xét:
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Qua bang trén ta thay, s6 lao dong bi Cong ty sa thai va sé lao dong nghi
viéc do hét han hop ddng nam 2019 ting 2 ngudi S0 Voi nam 2018. Do trong
nam 2019 Cong ty da tuyén thém 5 ngudi va dong thoi s6 lao dong bi sa thai 1a
4 ngudi tir ngudn nodi b, sb lao dong nghi viéc tir nguon ndi bo 1a 2 ngudi nén
téng s6 lao dong nam 2019 cua Cong ty giam 1 nguoi SO v6i nam 2018. Nam
2018 s lugng sa thai lao dong 1a 2 ngudi tir ngudn tuyén dung nodi bd. Nam
2019 thi s6 lao dong

bi sa thai tir ngudn tuyén noi bo 1a 4 ngudi va 1on hon sé lao dong va 16n hon sb
lao dong bi sa thai tir nguon ndi bo nam 2018 1a 2 ngudi. Qua do ta thdy duoc
ngoai viéc Cong ty da sa thai lao dong do ning luc yéu kém, khong chap hanh
nghiém noi quy cia Cong ty, Van con c6 nhitng lao dong nghi viéc do ho khong
thuc su thdy duoc hiéu qua cong viéc cua ho twong tng véi mic thu lao ma ho
nhan dugc c6 thé 1a chi tra tién thudng con thip. Qua d6 da boc 16 nhitng mit
yéu kém trong cong tac tuyén dung nhan su tir nguon tuyén ndi bd va cong tac
chi tra tién thuong, do vay Cong ty can co6 nhitng giai phap hop 1y trong thoi
gian tai.
2.4. Cong tac dao tao va phat trién nhan luc

Cong tac dao tao va phat trién nhan lyc cua Cong ty dang duogc thuc hién
nhu sau:

a) Hinh thirc dao tao

Pao tao ngan han: Cac khoa dao tao ngan han 1a nhitng khoa hoc dudi 1

nam.
b) Trinh ty té chic hoat dong dao tao ciia Cong ty

Buwéc 1: Xac dinh nhu cau dao tao

Ban Giam ddc can ctr theo quyét dinh cua Tong Cong ty va nhan xét mot
cach khach quan trung thyc vé tinh hinh Cong ty, xu hudng dio tao rdi xac dinh
nhu cau dao tao cho can bd cong nhan vién trong Cong ty. Ban Giam déc s&
thong bao cho cac can bo cong nhan nhan vién vé ndi dung khoa hoc.

Buwdc 2: Dy tinh chi phi dao tao

Phong tai chinh - ké toan s& dy tinh chi phi dao tao cho ca chi phi n, &, di
lai va hoc phi dao tao cua cac cac b cong nhan vién rOi trinh 18n ban Giam déc.

Budc 3: Xay dung chwong trinh dao tao va phwong phap dao tao
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Tuy tirng muc tiéu dao dao, Cong ty phdi hop véi cac co s ddo tao hoic
dé nghi moi Giang vién do Tong cong ty ctr dén. Sau do6 Cong ty xay dung
chuong trinh dao tao phi hop véi nhu cau thuc té.

Bud6c 4: Lwa chon ddi twong dao tao

Sau quyét dinh cua ban Giam ddc thi phong Nhan su s& 1én danh sach cac
can bd cong nhan vién duge dé nghi ctr di hoc phu hop véi timg dbi tuong, yéu
cAu cua khoa hoc.

Cong tac lya chon ddi twong dao tao va boi dudng ky thuat nghiép vu
dugc Cong ty can cr vao tiéu chuan chung va tiéu chuén riéng theo quy ché dao
tao tiy thudc vao ting hinh thirc ddo tao cuy thé.

Buéc 5: Panh gia hi¢u qua chwong trinh dao tao

Déi véi ddo tao dai han va boi dudng nghiép vu tai cac co sé dao tao:
Viéc danh gia két qua caa chuong trinh dao tao cha yéu can ct vao ching chi va
két qua hoc tap cuia can bo cong nhan vién sau khi hoc tap.

Déi v6i dao tao tai chd: Kiém tra tap trung tai Cong ty. Sau mdi khoa hoc
thi s& tién hanh kiém tra, cham bai va bao cao két qua 1én Ban Giam déc.

c¢) Tinh hinh dao tao ngudn nhén lyc cia Cong ty nim 2019
Bdng 2.8: Luong lao dong tham gia dao tao theo cdac khoa dao tao cua
Cong ty nam 2019

Thai gian | S6 lweng

Loai hinh dao tao _
(khéa) | (ngwoi)

Chuyén mon nghiép vu 7 19

bao tao bén ngoai 3 12

(Nguon: Phong nhan sw)

Trong ndm 2019 thi Cong ty da tién hanh mot s6 khéa ddo tao sau:

e T6 chic dao tao chuyén mon nghiép vu, kj niang cho cic can bd nhéan
vién vé viéc nang cao chuyén mon nghiép vu Giam dinh bdi thudng bao
hiém xe co gidi, bao hiém tai san k¥ thuat, bao hiém tau thiy, k§ ning
quan tri. S6 khoéa dao tao duoc to chire 1a 7 khoa va sb luong can bd cong
nhan vién tham gia khoa hoc 1a 19 nguoi. Nhiing can bg cong nhan vién

duogc di hoc 1a nhitng nhéan vién vin phong tai phong bao hiém xe co gidi,
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bao hiém tai san 1§ thuat, bao hiém tau thuy, phong giam dinh bdi thuong,
phong ban Giam déc.

e Cur can bg tham gia cac chuong trinh dao tao bén ngoai nhu: Luyén thi
cap ching chi EXAM EM, dao tao co ban vé bao hiém phi nhan tho, dao
tao nghiép vu Giam dinh bdi thuong bao hiém xe co gi¢i do Trung tdm
nghién ctru va dao tao bao hiém thuoc Cuc quan 1y giam sat bao hiém —
Bo6 Tai Chinh t6 chirc. S6 khoa ddo tao cir can bo tham gia 1a 3 khoa va sb
lrong can bd cong nhan vién tham gia khoa hoc 1a 12 nguoi. Nhitng
nguoi di hoc 13 nhitng trudng phong, Pho Giam déc, Giam déc.

e Tong kinh phi dao tao chiém dén 5% quy tién luong ciia Cong ty trong
Mot nam.

2.5. Cong tac tra cong nguwoi lao dong
a) Thu lao vt chat
Thu lao vat chat duoc thé hién thong qua tién luong, tién thuong va mot sb
phu cap khac.
- Tién luong;
e Hién nay Cong ty dang ap dung hinh thuc tra lvong theo thoi gian [am vigc
d6i voi nhan vién ban bao hiém nhu sau:
Luong cung = (Tién luong chinh + Phy cap néu c6)/22 x S6 ngay lam
viéc thuc té.
= (Tién luong chinh + Phu cap néu c6) x (S6 ngay lam
viéc thuc té/22).
e Cong thtrc tinh luong cho cic can bd cong nhan vién thudc khdi lao dong
gian tiép duogc tinh theo hiéu qua hoat dong kinh doanh dugc tinh nhu sau:
Luong theo hiéu qua hoat dong kinh doanh = Téng quy lwong — Luong
cung
e Tién luong chinh duoc xac dinh thong qua thang bang luong do doanh
nghiép xay dung. Theo Nghi dinh 49/2013/ND-CP Céng ty da tién hanh
xdy dung thang bang lwong méi tudn theo dang quy dinh phap quy dé phuc
vu cho cong tac trd luong cho nguoi lao dong.
Cong ty bao hiém PJICO Hai Phong thudc & khu vuc | theo vi tri dia
ly. Do d6 can cir theo Nghi dinh 157/2018/ND-CP thi muc luong téi thiéu
ving cua Cong ty 1a 4.180.000 dong/thang ap dung ké tir ngay 01/01/2019.

Nguyén Vin Phong — QT1701N 52



KHOA LUAN TOT NGHIEP Truong Pai hoc QL & CN Hai Phong

Cong ty da tién hanh xay dung thang bang luong va can ct theo nhém

chac danh, vi tri cong viéc Cong ty da chia lao dong thanh 6 cap cu thé nhu

Sau.

Cap 1: Tap vu

Cap 2: Bao vé

Cép 3: Nhan vién vin phong

Cép 4: Trudng phong

Cap 5: Phé Giam déc

Cép 6: Giam dbc

Cac qui dinh trong Nghi dinh 49/2013/ND-CP:

Mtc luong thap nhat cia cong viéc hoiac chuc danh gian don nhat
trong diéu kién lao dong binh thudng khong dugc thap hon mirc lwong
t6i thiéu ving do Chinh phu quy dinh. Theo d6 thi murc luong tbi thiéu
bac 1 trong ndm 2019 cia Cong ty khong duoc thap hon mirc luong ti
thiéu vung 1a 4.180.000 dong. Trong nim 2019 thi Cong ty dé mic
luong toi thiéu bac 1 cua Tap vu la 4.598.000 dong, Bao vé la
5.016.000 dong.

Mt lwong thap nhat cta cong viéc hodc chic danh doi hoi lao dong
qua dao tao, hoc nghé (ké ca lao dong do doanh nghiép tu day nghé)
phai cao hon it nhat 7% so véi muc luong téi thiéu ving do Chinh phu
quy dinh. Theo d6 Cong ty c6 phan bao hiém PJICO Hai Phong thudc
vung 1 thi nhan vién van phong la nhiing lao dong da qua dao tao cua
Cong ty ¢6 mirc luong t6i thiéu 16n hon 4.472.600 dong (4.180.000 +
4.180.000 x 7%). Hién nay trong bang lwong méi xay dung Cong ty dé
muc luong t6i thiéu caa Nhan vién vian phong 1a 6.688.000 dong,
Truéng phong 1a 8.360.000 ddng, Phé Giam ddc 1a 10.450.000 dong,
Giam dbc 1a 12.540.000 dong. Piéu d6 cho thay dugc cac mirc luong
bac 1 cua nhiing lao dong da qua da tao trong Cong ty lon hon
4.472.600 dong theo quy dinh.

Khoang cach chénh léch giita hai bac luong lién ké phai bao dam
khuyén khich ngudi lao dong nang cao trinh d6 chuyén mén, k¥ thuat,

nghiép vu, tich lity kinh nghiém, phat trién tai nang nhung it nhat bang
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5%. Hién nay thi Cong ty lua chon muc chénh 1éch giira 2 bac lién ké
dbi véi Tap vu 1a 5%, Bao vé 1a 5%, Nhan vién vin phong 13 6%,
Truong phong 13 6%, Pho Giam dbc 14 7% va Giam ddc thi mtc chénh
Iéch nay 1a 7%.

Theo thong tu 08/2013/TT-BNV thi:

DPdi véi cac ngach va cac chtrc danh c6 yéu cau trinh d9 dao tao tir cao
dang tro 1én: Néu chua xép bac luong cubi cung trong ngach hoic
trong chuc danh, thi sau 3 nam (du 36 thang) gitt bac luong trong
ngach hodc

trong chirc danh dugc xét nang mot bac luong. Do d6 dbi véi chirc
danh nhan vién vin phong, Truong phong, Pho Giam doc, Giam dbc
thi Cong ty da nang bac sau khi lam viéc dugc 3 nam.

DPdi véi cac ngach va cac chic danh co6 yéu cau trinh do dao tao tur
trung cap tré xudng va nhan vién thira hanh, phuc vu: Néu chua xép
bac luong cudi cing trong ngach hoidc trong chirc danh, thi sau 2 ndm
(du 24 thang) giltr bac luong trong ngach hodc trong chirc danh dugc
x€t nang magt bac luong. Do do ddi véi chirc danh Tap vu, Bao v¢ thi

Cong ty da nang bac sau khi lam viéc duoc 2 nam.

Mt luong t6i thiéu caa ting cap trong thang bang luong nim 2019 dwoc

tinh nhu sau:

Luong tap vu bang 1,1 lan lvong tdi thiéu ving:

4.180.000 x 1,1 = 4.598.000 dong

Luong bao vé bang 1,2 lan luong tdi thiéu ving:

4.180.000 x 1,2 = 5.016.000 dong.

Luong nhan vién vin phong bang 1,6 lan luong t6i thiéu ving:
4.180.000 x 1,6 =6.688.000 ddng.

Luong Trudng phong bang 2 1an muc lwong t6i thiéu ving:
4.180.000 x 2 =8.360.000 dong.

Luong Phé Giam dbc bang 2,5 1an mirc luong t6i thiéu ving:
4.180.000 x 2.5 = 10.450.000 ddng.

Luong Giam d6c bang 3 luong tdi thiéu ving:

4.180.000 x 3 = 12.540.000 ddng
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Thang bang luong ctia Cong ty nhu sau:

Bdng 2.9: Thang bdng luwong ciia Cong ty niam 2019

(PVT: Lan, VND)

Chirc danh, Bic luong
vi tri cong viéc I 1| 11 v V VI VI
1. Gidm doc 12.540.000 | 13.417.800 | 14.357.046 | 15.362.039 | 16.437.382 | 17.587.999 | 18.819.159
Murc luong
2. Pho Giam dbc
10.450.000 | 11.181.500 | 11.964.205 | 12.801.699 | 13.697.818 | 14.656.665 | 15.682.632
Muc luong
3. Truéng phong
8.360.000 | 8.861.600 | 9.393.296 | 9.956.894 | 10.554.308 | 11.187.566 | 11.858.920
Murc luong
4. Nhan vién van phong
6.688.000 | 7.089.280 | 7.514.637 | 7.965.515 8.443.446 8.950.053 | 9.487.056
Muc luong
5. Bao v¢
5.016.000 | 5.266.800 | 5.530.140 | 5.806.647 6.096.979 6.401.828 | 6.721.919
Muc luong
6. Tap vu
4.598.000 | 4.827.900 | 5.069.295 | 5.322.760 5.588.898 5.868.343 | 6.161.760
Muc luong

(Nguon: Phong tai chinh — ké todn)
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- Tién thuong:

e DOI véi nhan vién ban bao hiém thi ngoai mirc lwong cing ra thi con

nhan dugc mic thuong hoa hdng tir viée ban dugc san pham bao hiém

nhu sau:

Thudng hoa hong = Ty Ié phan trim hoa hong x Doanh thu

e Ty & phan tram hoa hdng phu thudc vao loai san pham bao hiém va theo

cac quy dinh Cong ty. Trong cac san pham vé bao hiém tai san ky thuat

thi mérc ty 1¢ phan trim hoa hong cua Céng ty 1a 3%, cac san pham bao

hiém hang hoa 1a 5%, cac san pham bao hiém xe co gidi 1a 5%,...

- Nhaén vién ban bao hiém thuoc khéi nhan vién van phong chuyén vé nghiép

vu nhu bao hiém xe co gidi, bao hiém tau thaty, bao hiém duy an, bao hiém tai

san ky thuat, bao hiém hang hoa.

- Ngoai murc lwong chinh nhan duoc thoa thuan va ghi rd trong hop dong lao

dong va luong thudng hoa hong thi nguoi lao déng con nhan dugc cac khoan

phu cap chic danh. Cac quan 1y caa Cong ty bao gom Giam déc, Phé Giam

dbc, Truong phong s& dugce huong phu cap chic danh theo cac mirc sau:
Bdang 2.10: Phu cdp chic danh ciia Cong ty niam 2019

(DVT: VND)
. Pho
Chire danh Giam doc L Trwéng phong
Giam doc
Mirc hudng phu cap
4.000.000 3.000.000 2.500.000
chtrc danh

Céc loai phu cap khac bao gdbm:
Bdng 2.11: Cdc phu cdp cia Cong ty nim 2019

(Nguon: Phong tai chinh — ké todn)

(PVT: VND)
Phu cAp mbi thang
Chire danh _
An trua Dién thoai Xang xe
Giam dbc 660.000 350.000 450.000
Phé giam déc 660.000 300.000 400.000
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Céc truong phong 660.000 250.000 300.000
Nhan vién vin phong 660.000 200.000 250.000
Béo vé 660.000 150.000 200.000
Tap vy 660.000 100.000 150.000

(Nguén: Phong tai chinh — ké todn)
Tat ca nguoi lao dong chinh thuc (ngoai trir lao dong thoi vu) ky hop
d6ng lao dong trén 2 thang déu dugc huong cac loai phu cap trén.
Nguoi lao dong ky hop dong lao dong dudi 2 thang (thdi vu, thir viéc) s&
duoc thoa thuan cac khoan phu cap cu thé trong hop ddng lao dong.
- Cac khoan phuc lgi khéc:

e Cong ty hay t6 chitc cho ngudi lao dong di tham quan, nghi mat, thang
canh, du lich trong nuéc, tai nhitng noi do ban lanh dao cua Cong ty lua
chon.

e DPugc huong ché do bao hiém cham soc sac khoe hang nam, phic loi, du
lich nuwdc ngoai va cac ché do khac theo chinh sach chung cua Cong ty va
quy dinh cta Nha nuéc (BHXH, BHYT, BHTN,...).

e Chinh sach lao dong nham bao dam stc khoe, an toan va phuc loi cua
nguoi 1ao dong: Cong ty khong nhiing thuc hién day du trach nhiém cua
Doanh nghiép déi véi Nguoi lao dong theo quy dinh cia Nha Nudc va
Hop dong lao dong ma con cha trong dam bao méi trudng lam viéc lanh
manh, an toan; Mua bao hiém nhén tho cho quan 1y cip trung tro 1én; mua
bao hiém stc khoe muc trach nhiém cao cho can bo cong nhan vién; T6
chuc cac dot kham strc khoe dinh ky cho cac can bo cong nhan vién; Bam
bao cho cac can bo cong nhan vién co dugc suc khoe tét nhat cling nhu
d6i vai khach hang nhu phat khau trang cao cép,...
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Ta xét trich doan bang mic thu nhap thuc té nhan duoc ctia mot s6 nhan vién trong Cong ty thang 10 nim 2019 nhu sau:

Bdng 2.12: Thu nhdp thuec té nhdn dwoc thang 10 ndm 2019 ciia mgt sé nhdn vién trong Cong ty

(DVT: VND)

Stt | Ho va te Chire | Lwong Phe ep S ngdy | Thuéng Thu nh?p

0 vaten d chinh | Chire| . n N lam viéc | hoa héng thye te

anh danh An trua |Dién thoai| Xang xe thue té nhan dugc

1 | Pham VanBac | NV | 7.100.000 0 660.000 200.000 250.000 22 2.562.000 | 10.772.000

2 | Bui Van Tung | NV |6.700.000 0 660.000 200.000 250.000 22 2.289.000 | 10.099.000

3 | Pham Thi Nhi | NV |6.700.000 0 660.000 200.000 250.000 22 2.172.000 | 9.982.000

4 | Lé btc Manh NV | 6.700.000 0 660.000 200.000 250.000 21 2.175.000 | 9.630.000
(Nguon: Phong bao hiém tai san ky thugt)

Nhan xét:

Nhin vao bang trén ta ldy vi du cu thé 1a anh Bui Van Tung 13 nhan vién vin phong thudc bac 1 cia Cong ty, co sd ngay
lam viéc thyc té 1a 22 ngay va hoa hong tir viéc ban san pham bao hiém 1a 2.289.000 dong va trong d6 ty 1¢é phan tram hoa hong
1a 3% c6 mirc thu nhap thuc té nhan dugc nhu sau: Thu nhap thuc té nhan dugc = (Tién luong chinh + Phuy cap) x (S6 ngay lam

viéc thuc té/22) + Thuéng hoa hong
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= (Tién luong chinh + Phu cip) x (S6 ngay lam viéc thuc t&/22) + Ty Ié phan

tram hoa hong x Doanh thu

= (6.700.000 + 660.000 + 250.000 + 300.000) x (22/22) + 3% x 76.300.000

=10.099.000 ddng.

- Cong tac thuong bang vat chat cho nguoi lao dong:

e D¢ khuyén khich cho cac can bd cong nhan vién trong Cong ty thi Cong
ty da ap dung nhiéu bién phap thuong vao nhiing ngay 1& nhu Quéc té lao
dong, ngay Qudc khanh, Tét Trung thu, Tét Duong lich, Tét Am lich, Gid
t6 Hung Vuong,... V&i nhiing so tién duoc trich tir quy khen thuong cua
Cong ty cung voi nhimg moén qua ¥ nghia nhu lich, bd 4m chén, 40 cong
S0.

e Khi thanh tich kinh doanh dat dugc hiéu qua mong doi cua ban lanh dao
thi Cong ty da trao tang bang khen cho nhiing c4 nhan c6 thanh tich suat
xac, do 1a nguén dong vién tinh than dé cac can bod cong nhan vién trong
Cong ty 16 luc phan dau va to chtc nhiing tiéc lién hoan chiéu dii cac can
b6 cong nhan vién.

b) Thii lao phi vét chat

Trudc ddy cac doanh nghiép Viét Nam thuong chi quan tdm dén cong tac

dai ngod tai chinh. Nhung trong diéu kién hién nay, khi ma nhu cau “an no 4o

am” clia nguoi lao dong duoc dap Gng vé co ban thi hoat dong dai ngd phi tai

chinh di tré thanh mot doi hoi cap thiét ma doanh nghiép can phai quan tim.

Cong so khong chi 1a noi lam viéc cling nhu hoc hoi nang cao kinh nghi¢m lam

viéc ma con 1a noi tao ra dugc sy gan két, ning cao doi séng tinh than cho cac

can bo cong nhan vién. Thyc hién tot cong tac dii ngd, nhan vién ¢ duoc Su say
mé trong cong viéc va thém gan bo véi doanh nghiép thi cy thé Cong ty di co
nhiing giai phap nhu sau:

- Phat dong Giai chay phong trao "PJICO Running for Enyironment" gitp
nang cao tinh than lam viéc, muc dich gan két ctia can bo nhan vién ciing nhu
g6p phan vao cac hoat dong giit gin, bao vé méi truong, tir thién,. ..

- Phat dong chuong trinh Vin nghé PJICO The Voice 2020, tao khong khi gan
két, tang cuong hoat dong phong trao van hoa vin nghé va lya chon cac tiét
muc hap dan dé biéu dién tai Hoi dién vin nghé nam 2020.
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- Khuyén khich va tao diéu kién dé cac can bo cong nhan vién tham gia cac
hoat dong thé thao, van hoa, tham gia cac t6 chuc doan thé nhu Pang, Cong
doan, Boan thanh nién... Hoi CCB PJICO, Ban Nir Cong, cau lac bo Tennis,
cau lac bo bong da...

- Cong ty dap ung day du cac yéu cau cua Poan kiém tra lién nganh viéc thyuc
hién cac quy dinh cua Phép luat vé cong tac an toan, vé sinh lao dong —
phong chéng chay nd nhu xay dung ké hoach ATVSLD; to chtic huan luyén
an toan.

I11. Panh gia hiéu qua cdng tac quan tri nhan luc cia Cong ty bao hiém

PJICO Hai Phong

3.1. Mét so chi tiéu danh gia hiéu qua quan tri nhan luc ciia Cong ty bao

hiém PJICO Hai Phong

Bdng 2.13: Mét sé chi tiéu ddnh gid hiéu qud qudn tri nguén nhén luc
(PVT: VND, %)

Chénh léch

Chi tiéu Nim 2018 Nim 2019
Gia tri Ty 16

1. Tong doanh

thu 125.010.893.572 | 136.147.428.129 | 11.136.534.557 | 8,91

2. T
ong 16.305.299.829 | 18.796.406.165 | 2.491.106.336 | 15.28
loi nhuan

3. S6 luong
lao dong 52 51 (1) (1,92)

binh quan

4. Hiéu suat

str dung 2.404.055.646 2.669.557.414 265.501.769 | 11,04
lao dong (1/3)

5. Hi¢u qua

str dung 313.563.458 368.556.984 54.993.525 17,54
lao dong (2/3)

(Nguon: Phong tai chinh — ké todn)
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Nhan xét:

Hiéu suat sir dung lao dong cho biét trung binh mot lao dong 1am ra bao
nhiéu ¢6ng doanh thu trong mét thoi ky nhat dinh. Chi tiéu hiéu suét st dung lao
dong nam 2019 ting so v6i nam 2018 1a 265.501.769 dong/ngudi tuong ung ty
I¢ tang 1a 11,04%.

Chi tiéu hiéu qua st dung lao dong cho biét trung binh mot lao dong tao ra
bao nhiéu ddng loi nhuan trong mot ky. Nam 2019 ting 54.993.525 dong/nguoi
twong ung ty 1€ tang 1a 17,54% so véi nam 2018. Strc sinh 161 cua lao dong duoc
tinh dua vao loi nhuan sau thué ma Cong ty di dat dugc.

Ca hai chi tiéu trén déu tang chung to két qua hoat dong kinh doanh cua
Cong ty trong thoi gian nay dat duoc hiéu qua. Pong thoi ta thay dugc ty I¢ tang
cua hiéu qua st dung lao dong 16n hon ty Ié ting ctia hiéu suat st dung lao dong
thi c6 thé nhan thay rang tinh hinh kiém soat chi phi cuia Cong ty dat duoc hiéu
qua cao, di giam thiéu duoc nhiing bién cé khong thuan lgi cho két qua hoat
dong kinh doanh bao hiém nhu chi phi boi thuong cao,...

3.2. Panh gia vé tinh hinh sir dung lao dong tai Cong ty bao hiém PJICO
Hai Phong

3.2.1. Uu diém

- Chat luong lao dong:

e Chét luong lao dong cua Cong ty 1a kha tét voi nhiéu lao dong co trinh do
Pai hoc va trén Pai hoc. Piéu nay anh hudng tich cuc dén hoat dong kinh
doanh ctua Cong ty trong cong tac quan ly, giam sat dé tir d6 ning cao
hiéu qua hoat dong kinh doanh.

e (6 nhiing lao dong cua Cong ty c6 tham nién nén c6 nhiéu kinh nghiém
va trinh do chuyén mon cao dé lam tét cong tac ctia minh. Diéu ndy con
gitip cho Cong ty c6 thé tin twong nang lyc va 1ong trung thanh cia cac
nhan vién.

e Nhan su trong cong ty phil hop véi nganh nghé, méi trudng trong linh vuc
kinh doanh bao hiém.

e Pap ung day du cac nhom cong viée va b tri st dung nguoi lao dong

trong Cong ty mot cach hop 1y, bai ban.
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e Nhan su trong cong ty duge ddo qua nén ciing gop phan ning cao chat
luong ddi ngili can bd cong nhan vién dé nang cao hiéu qua lam viéc, cai
thién tinh hinh hoat dong kinh doanh.

e Hiéu suat str dung lao dong va hiéu qua str dung lao dong di ting 1én rd
rét cho thiy duoc chét lugng ctia nhan sy trong Cong ty & muc cao.

- Chi tra tién cong cho ngudi lao dong:

e Tién lwong: Kha hap dan néu so véi nhiéu doanh nghiép dang hoat dong
kinh doanh trén thi truong.

e Cac khoan phu cap: Muc phu cap chac danh cua cong ty & mic kha cao,
diéu nay co thé tao sy c6 ging 16 luc cho cic can bd cong nhan vién 1am
Viéc.

e Dii ngd phi tai chinh: P4 gép phan cai thién dugc doi song tinh than,
niém hang khoi cho céc can bd cong nhan vién. Cac hoat dong thé thao,
cac khu du lich duoc yéu thich, phu hop vdi cac bd cong nhan vién.

3.2.2. Khuyét diém
- Chat luong lao dong:

e (Cong ty khong dao tao dai han cho cac can by cong nhan vién va ngoai ra
thi c6 nhitng phong ban khong dugc dao tao nén cling tao ra mot tam ly
chu quan khi cac can b cong nhan vién quen vadi cong viée cii, chua thich
g duoC Vi tinh hinh bién dong ciia nganh bao hiém phi nhan tho.

e Tinh hinh sa thai, lao dong xin nghi viéc tir ngudn tuyén ndi bo da phan
nao cho thiy tinh hinh tuyén dung nhan sy tir ngudn tuyén noi bo trong
Cong ty chua thuc suc dat dugc hiéu qua va mac tién thuong ciing chua
thuc su cao.

- Chi tra tién cong cho ngudi lao dong:

e Tién thuong: Ty 1 phan trim hoa hdng cho cac nhan vién ban bao hiém

con thap nén ciing 1a yéu td gay nén tinh trang ma nhan vién ban bao hiém

nghi viéc vi khong tuong tng véi ste lao dong ma ho da bo ra.
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CHUONG III: MOQT SO BIEN PHAP NHAM NANG CAO HIEU QUA SU
DUNG NGUON NHAN LUC TAI CONG TY BAO HIEM
PJICO HAI PHONG — TONG CONG TY CO PHAN BAO HIEM
PETROLIMEX

Qua qua trinh thyc té tai Cong ty bao hiém PJICO Hai Phong, nhan thay
cong tac quan 1y va sir dung nhan luc da co nhiing cai tién méi song con ton tai
mot s6 han ché can khic phuc. Xuit phat tir thuc trang trén va dé dap tng céac
yéu cau cua chién luge kinh doanh trudc mat va lau dai thi viée xay dung giai
phap vé van dé ngudn nhan luc nham thic day cac hoat dong phat trién kinh
doanh cua Cong ty trong thoi gian toi thuc su can thiét.
|. Nang cao chat lwgng lao dong dwoc tuyén dung
1.1. Can cw caa bién phap

Thuc té hién nay Cong ty van dang st dung ca 2 ngudn lao dong noi bo
va tlir bén ngoai doanh nghiép dé phuc vu cho cong tac tuyén dung.

Bdang 2.14: Tinh hinh nhan sw nam 2019 cia Cong ty
(PVT: Nguoi, %)

Noi dung Nam 2019 | Ty trong

S6 lao ddng tuyén dung 5 100
- Nguon noi bo 4 80
- Nguon bén ngoai 1 20
S6 lwgng lao dong sa thai 4 100
- Nguon ni bo 4 100
- Ngudn bén ngoai 0 0

S6 lrgng lao déng nghi viéc 2 100
- Ngudn noi bo 2 100
- Nguon bén ngoai 0 0

(Nguon: Phong nhan suw)

Bang trén di phan anh cu thé tinh hinh tuyén dung va sa thai, nghi viéc
trong s6 lao dong caa Cong ty naim 2019. Theo d6 thi nim 2019 Cong ty tuyén
dung 4 lao dong tir ngudn tuyén ndi bo, twong tng Véi ty trong 13 80% trong
tong
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s6 lao dong tuyén dung; dong thoi tuyén dung thém 1 lao dong tir ngudn tuyén
bén ngoai twong GNg Vai ty trong 1a 20% trong téng sé lao dong tuyén dung. S6
luong lao dong sa thai tir ngudn tuyén ndi bo 1a 4 ngudi twong tng Véi ty trong
1a 100% trong tong s6 lao dong bi sa thai. Con sé lwong lao ddng nghi viéc tir
ngudn tuyén ndi bo 1a 2, twong tng Véi ty trong 1a 100% trong tong sé lao dong
nghi viéc. Ta nhan thay rang lao dong tir ngudn nodi b co trinh do khong dap
tmg dugc nhu cau cia cong viéc mai, thiéu khach hang, ¥ thirc kém khong tuan
thu nghiém quy dinh cia Cong ty nén da bi sa thai. Ngoai ra van con tinh trang
lao dong xin nghi viéc tai Cong ty. Pay 1a mét tin hiéu chua thuc suc tot dé co
thé phat huy dugc niang luc cua nguon lao dong cling nhu nang cao hiéu qua
hoat dong kinh doanh.

Nguyén nhén cta Vviéc sa thai nhan vién tir nguon tuyén noi bo 1a do cong
tac tuyén dung nhan sy nodi bo cia Cong ty con cd nhitng thiéu xot, chua thuc
suc binh dang. Diéu d6 cho thay duoc ring Cong ty can tim ra nhitng giai phap
dé khac phuc.

Nguyén nhan cia tinh trang lao dong xin nghi viéc tir nguén bén ngoai 1a
do ho chan nan véi cong viéc va muc tién thuong hoa hong cia ho con thap so
V61 cong strc ma ho da bo ra.

Chinh vi nhitng khuyét diém trén trong cong tac tuyén dung nén Cong ty
can c6 nhitng bién phap dé cai thién hiéu qua caa Cong tac tuyén dung tir nguon
noi bo dé tir d6 nang cao duoc chat lugng ngudi lao dong tuyén dung. Va dong
thoi Cong ty nén tim ra nhiing giai phap phu hop dé chi tra tién thuong cho
ngudi lao ddng mot cach hop 1y nhat.

1.2. N§i dung cia bién phap
Cong ty can phai cha trong nhiéu hon nita hoat dong tuyén dung tir
ngudn tuyén ndi bd sao cho phi hop véi yéu cau ciia cong viée cua cac can bo
cong nhan vién. Pé c6 thé nang cao duoc hiéu qua tir ngudn tuyén dung ndi bo
thi Cong ty nén thuc hién cac gidi phap sau:
- Cong ty nén quan 1y xat sao nhitng nhan vién lam viéc chua thuc sy hiéu
qua va danh gia can nhac k§ xem vi tri ndo con trong va vi tri nao da thira
thi s& tuyén ho vao vi tri con trong bang cach Ban Giam dbc phdi hop

nhuan nhuyén nhiéu hon nira v4i cac Phong ban.
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- Dbi v6i nhitng nhan vién chua 1am viéc hiéu qué, ¥ thirc kém tai phong
ban nao d6 & Cong ty thi Trudng phong cé thé can nhic, suy xét trinh 1én
Ban Giam dbc sau d6 ban véi Phong nhan su dé tuyén vao vi tri con trong
trong Cong ty.

1.3. Két qua cta bién phap
Sau khi tién hanh bién phap nay thi:

- Cong ty sé& tuyén dung duoc nhimg lao dong c6 trinh do, ning luc theo
dung yéu cau caa Cong ty va c6 ¥ thic trach nhiém tét.

- Tiét kiém dwoc mot phan chi phi dao tao lao dong sau khi di sang loc va
lya chon dugc nhitng nhan vién ¢ chét luong cao.

- Tao diéu kién cho Cong ty dé dang hon trong viéc quan 1y nhan vién, tao
duge moi trudong 1am viéc nghiém tic, cong bang dé cho nhan vién yén
tam lam viéc.

- Tao duoc niém tin tir phia khach hang dé c6 thé thiic day doanh thu cho
Cong ty.

- Nang cao duoc loi thé canh tranh dé c6 thé ton tai va phat trién bén viing.

- Khic phuc dugc nhitng vuedng mac ton tai trong cong tac dao tao dé co
thé rat ra nhiéu bai hoc trong van dé tuyén dung nhéan sy tir nguon tuyén
dung ndi bo.

Du tinh chi phi tuyén dung s& 1am ting 0,02% tong chi phi va tong doanh
thu sau khi thuc hién bién phap s& tang 1 %. Cu thé nhu sau:
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Chénh léch
Chi tiéu bVT Truwdc bién phap | Sau bién phap
Gia tri Ty 18 %

1. Tong doanh thu dong 136.147.428.129 | 137.100.460.126 | 953.031.997 0,7

2. Tong chi phi dong 117.351.021.964 | 117.374.492.168 | 23.470.204 0,02
3. Tong loi nhuan dong 18.796.406.165 | 19.725.967.958 | 929.561.793 4,95
4. S6 luong lao ddng binh quan nguoi 51 51 0 0
Hiéu suét str dung lao dong (1/4) | ddng/nguoi | 2.669.557.414 2.688.244.316 18.686.902 0,7

Bing 2.15: So sdnh két qud kinh doanh trwdc va sau thuc hién bién phdp
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Hiéu qua st dung lao dong (3/4) | dong/ngudi 368.556.984 386.783.685 18.226.701 4,95

Nhan xét:

Qua bang trén ta thdy sau khi thuc hién bién phap thi hiéu suat sir dung lao dong cua Cong ty ting 18.686.902
d6ng/ngudi, twong duong véi ty 18 ting 14 0,7%. Con hiéu qua sir dung lao dong cua Cong ty ciing ting 1én 18.226.701
d6ng/ngudi, twong (ng Vi ty 1¢ ting 1 4,95%. Viéc ap dung cac giai phap nang cao chat lwong nguon tuyén dung noi bo
cling nhu siét chit hon cong tac tuyén dung nguén nhan su ndi bo di giup nang cao hiéu qua sir dung nguon nhan lyc cua

Cong ty.
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I1. Piéu chinh cong tac tra thwéng cho ngudi lao dong
2.1. Can ctr cia giai phap

Trong céch tinh thuong cia Cong ty thi chua danh gia vé hiéu qua cong
viéc cua ngudi lao dong nén tién thuong van chwa phan anh dung két qua lam
Viéc cua nguoi lao dong.

Thuc té cho thdy ngoai hoat dong tuyén dung tir nguon tuyén noi bo thiéu
khoa hoc thi mirc thuong cua Cong ty van con kha thap, chua gan lién véi két
qua cong viéc nén c6 mot s6 nhan vién da nghi viéc. Cu thé 1a thuong cao hau
nhu 1a bang nhau.

Bdng 2.16: Tinh hinh nghi viéc cia ngwoi lao dong trong Cong ty

(PVT: Nguoi, %)

Nam 2019
Chi tiéu z -
SO lwgng | Ty 1€
Lao dong nghi viéc 2 100
- Tu nguén noi bo 2 100
- Tlr ngudn bén ngoai 0 0

(Nguon: Phong nhan sw)

Qua bang trén ta thay s6 lwong nhan vién nghi Viéc tir nguon tuyén bén
ngoai c6 dau hiéu ting 1én. Cy thé 1a ndm 2019 thi s6 luvgng nhan vién nghi viéc
1a 2 ngudi, trong d6 chu yéu 1a nhan vién duoc tuyén tir nguon ndi bd nghi viéc.
Nguyén nhan khién cho nhan vién nghi viéc 1a do mic thuong ma Cong ty tra
cho ho con thap, chua twong xung trinh d6 va véi nhitng gi ho bo ra nhu ty Ié
phan trim hoa hong con thap. Ho nhan thay néu lam con lam tai Cong ty thi s&
khong nhan dugc muac thu nhap nhu nhiing doanh nghiép bao hiém khéac va cu
thé 1a thuong hoa hong ciing nhu khoé c6 thé tim kiém duoc khach hang.

Nhitng khuyét diém trén trong cong tac chi tra tién thuong cua Cong ty
chua thic day dugc nguoi lao dong nhiét tinh véi cong viéc. Do d6 Cong ty can
phai c6 bién phap dé hoan thién cong tac chi tra tién thuong.

2.2. N§i dung cia giai phap

Cach tinh thuong méi 1am cho ké hoach xdy dung tong khen thuong cua

Cong ty s& tang 1én 1a bang 8,4% tong doanh thu ké hoach ctia naim. Mac thuong
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theo danh gia hi€u qua cong viéc theo KPI cua Cong ty nén mirc thudng nay s€
thay doi theo két qua kinh doanh hang nam cta Cong ty. Do d6 néu Cong ty c6
lai va dat dugc muac doanh thu nhu mong doi thi nguoi lao dong s€ duoc chi tra
tién thuong cao va nguoc lai.

Viéc xay dung quy tién thuong nay do cin cir vao két qua danh gia do
ludng hiéu qua cong viéc KPI dy kién caa Cong ty do d6 dén cubi naim Céng ty
c6 thé diéu chinh ting hodc giam quy tién thuong, néu quy tién thudng ting so
véi ké hoach thi s tién ting s& dua vao thuong cudi nim cho ngudi lao dong
con néu quy tién thuong giam so véi ké hoach thi Cong ty c6 thé tién hanh bu
trir vao ké hoach quy tién thuong nam toi.

Hoan thién cach tinh thudng: Véi cach tinh thuéng méi thi s€ s dung
cong nhu sau:

Tong tién thuong = (Tong quy thuong/Tong quy diém) x Piém danh gia
tung nhan vién

Nhitng chi tiéu dé danh gia, do luong hiéu qua cong viéc ciia nhan vién
ban bao hiém theo KPI nhu sau:
Bang 2.17: Céic nhém chi tiéu KPI dbi Véi nhan vién ban bdo hiém

Stt Nhém chi tiéu KPI biém
1 | Doanh thu ban hang 60
2 | Chi phi trung binh cho mét khach hang tiém ning
3 | S6 don hang thanh cong trén s6 khach tiém ning 5
4 | S6 lwong khiéu nai ciia khach hang 5
5 | Mo rong thi phan 10
6 | Tinh than hop tac va lam viéc nhém
7 | Chap hanh tot noi quy cua Cong ty 5

Déi véi nhitng chie danh khac trong Cong ty thi cling c6 nhiing nhém chi
tiéu riéng va trong s riéng dé danh gia, do luong hiéu qua cong viéc theo KPI.
2.3. Két qua caa giai phap

Khi sir dung cong thirc tinh thuéng méi nay nguoi lao dong sé co y thic
trach nhiém cao hon trong cong viéc, tinh ky luat tét, giam viéc mac sai 1am
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trong cong viéc ciing nhu chu dong sang tao, giai quyét cong viéc duoc giao,.. .
dé co thé dat duoc murc luong cao va cam thay xung dang voi cong suc bo ra.
Tuy nhién dbi véi nhitng nhan vién c6 két qua danh gia KPI thap thi ho ciing s&
nhan dugc mic thuong twong ung va cé thé thap hon nhiéu so véi nhiing nhan
vién c6 két qua danh gia KPI & muc cao.

Du kién sau khi thuc hién giai phap s& 1am ting 3% tong doanh thu, ting
029% chi phii Sy thay d6i cu thé nhu  sau
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Bdng 2.18:So sdnh két qud Kinh doanh truwdc va sau thuc hign bién phdp

Chénh léch
Chi tiéu DVT Trwdce bién phap | Sau bién phap
Gia tri Ty 1€ %
1. Tong doanh thu dong 136.147.428.129 | 140.231.850.973 | 4.084.422.844 3
2. Tong chi phi dong 117.351.021.964 | 117.691.339.928 | 305.317.964 0,29
3. Tong loi nhuan dong 18.796.406.165 22.540.511.045 | 3.744.104.880 19,92
4. Sb lugng lao dong binh quan nguoi 51 51 0 0
5. Thu nhép binh quan dong/ngudi 14.260.000 16.430.000 2.170.000 15,22
Hiéu suat sir dung lao dong (1/4) | dong/nguoi | 2.669.557.414 2.749.644.137 80.086.723 3
Hi¢u qua st dung lao dong (3/4) déng/ngudi 368.556.984 441.970.805 73.413.821 19,92

Nhan xét:

Qua bang trén ta thay sau khi thuc hién bién phap thi tién lwong binh quan cua ngudi lao dong 1a 16.430.000 dong/ngudi tac 1a
tang 2.170.000 dong/nguoi, trong (g véi mire ting 15,22%. Dong thoi hiéu suat st dung lao dong ciing ting 1én 1a 80.086.723
ddng/ngudi tuong (g véi mire ting 3%. Hiéu qua str dung lao dong ting 1én 1a 73.413.821 déng/ngudi trong (ng vai ty 1€ ting
1a 19,92%. Co thé thay cac chi s6 da dugc cai thién va gia ting thém dang ké khi thuc hién bién phap va muc thu nhap binh quan
cho nguoi lao dong cling da duoc cai thién.
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I11. Kién nghi, dé xuit khac
Ngoai nhitng giai phap ¢ trén, em xin dé xuit mot sé ¥ kién nham hoan
thién céc budc trong quy trinh tuyén dung ndi bo va em xin dwa ra mot giai phap
tuyén dung ndi bo méi nhu sau:
So dé 3.1: Quy trinh tuyén dung nhén sw néi bp dé xudt

Xac dinh nhu cau tuyén dung

Du tinh kinh phi tuyén dung va ké hoach chi tra thu lao

\ 4

Lya chon ding nguoi

A

Lap ra mot hoi dong tuyén dung va thuc hién theo cac thu tuc cua Cong ty

Lya chon {mg vién phu hop trong tong sb cac g vién

I

Chuan bj cac tha tuc

!

Hoan thién quy trinh tuyén dung

Quy trinh tuyén dung ndi bd méi gdm 7 bude, so véi quy trinh ddo tao cta
Cong ty thi it hon 1 budc, ddng thoi ndi dung va cach tién hanh cac budc co
nhitng su khéc biét. Nhitng su thay d6i ndy nham hoan thién hon nira chat luong
clia cong tac tuyén dung nhan sy ndi bd & Cong ty.

Buéc 1: Xac dinh nhu cau tuyén dung

Ban Giam ddc can ctr theo dinh huéng mé rong quy mo, ké hoach kinh
doanh trong timg giai doan ctia Cong ty. Ngoai ra can cin ¢t vao tong sd, co cau
nhan su sao cho phu hgp vai1 Cong ty.
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Céc bd phan phong ban can ddi luc lugng lao dong, néu thiéu dé nghi xin
b xung. Cac nhu cau vé lao dong dé nghi theo biéu mau guri phong Nhan sur.

Phong Nhan su xem xét nhu cau str dung lao déng dé phuc vu cho viéc
kinh doanh cua tirng bo phan sau d6 can dbi, bd tri lao dong bao cao Ban Giam
dbc duyét va thuc hién.

Bwéc 2: Du tinh kinh phi tuyén dung va ké hoach tri tra thu lao

Phong Tai chinh - ké toan s& dy tinh chi phi tuyén dung trinh 1én ban
Giam déc.

Kinh phi tuyén dung sao cho pht hop Vi tinh hinh tai chinh ctua Céng ty
cling nhu pht hop véi nhitng chiic danh tuyén dung. Ngoai ra cong ty can chu
trong dén ké hoach tri tra tién luong, phu cap, thuong sao cho phu hop véi tinh
hinh tai chinh khi tuyén dugc nhiing tmg vién tir nguon tuyén dung ndi bo.

Buwére 3: Lya chon ding nguoi

Khong phai ai 1am t6t ciing ¢ thé tuyén duoc vi tri thich hop, do vay Cong
ty khong nén chi can ctr két qua cong viéc dé tuyén dung. Ngoai kha ning lam
viéc, can phai danh gia thém nhiéu yéu t nita nhu kha nang lanh dao, phan doan,
quyét dinh, truyén dat, hudng dan va hoach dinh, chi sé 1Q, EQ.... Hoic ciing c6
thé dat nhitng cau hoi nhu yéu cau Gmg vién giai quyét mot van dé caa cé nhan,. ..

Sau d6 can nhic xem xét ngudi phit hop vi tri, qua cudc hop ctia ban lanh
dao cung danh gia ctia Phong nhan su.

Phong nhan sy can:
- Chon khoang 2 - 3 tng vién ndi b chi dinh hodc tu tng ctr.
- Phong van: Lya chon thém khoang 2 - 3 ngudi nita dé xem ho chénh léch
nhau vé nang lyc nhu thé ndo sau d6 dua ra ké hoach huéng dan.
- Danh gia:

e Bao gom 3 ndi dung chinh: Kha ning lam viéc, bao quat va dao dtc.

e Ngoai ra ciing can luu ¥ khong nén dwa trén danh gia cia ca nhan dé c6
thé dua ra két luan. Tham khao ¥ kién cua nhing nguoi khac, nhat 1a
nhing nguoi thudng xuyén tiép xic véi ngudi mudn danh gia hiéu qua
dao tao. Nén hoi chuyén dong nghiép, thanh vién cip dudi cia ddi tuong
do.
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Buéc 4: Lap ra mdt hdi ddng tuyén dung va thuc hién theo cac thi tuc
cua Cong ty.

- Trong d6 c6 Truong Phong nhan sy, Ban Giam ddc.

- Thué thém chuyén gia dé danh gia khach quan.
Budéc 5: Lwa chon ing vién phit hep trong tong sé cac &ng vién

- Dua vao qua trinh phong van sau d6 lua chon

- Két thuc quy trinh tuyén dung dao tao ndi bo: Thong bdo nguoi dat va
nhiing nguoi khong dat

Bu6c 6: Chuan bi cac thi tuc

Th tuc can trao doi truc tiép vdi Gmg vién chuan bi gdm c6: Ché d, chinh
sach, trach nhiém, quyén luc, quyén loi.

Can dam bao trach nhiém, quyén luc, quyén loi di chung cung nhau. Néu chi
tang trach nhiém ma khong thay d6i chirc vu, quyén loi hoic lwong thudng twong
ung thi nhan vién s€ khong c6 dong luc.

Cu thé nhu nhiing truong hop Cong ty mudn tuyén dung thiang chirc cho
mot ai d6 thi trach nhiém cao ma khong c6 quyén lyc thi nhan vién s& khong nghe
theo, trach nhiém cao ma quyén lgi khéng hon thi nhan vién sé khong mudn thing
chue.

Bud6c 7: Hoan thién quy trinh tuyén dung

Ban hanh quy dinh tuyén dung khi bo nhiém vi tri cho ung vién s& can c6
chit ky va con diu ctia ban 1anh dao. Thyc hién cong bd rong rdi toan Cong ty va
v6i tit ca nhan vién cung dbi tac.

Khi tuyén dung ndi b cho mot nhan vién thi can phai can nhac dén trach
nhiém, quyén luc, quyén loi theo dung quy dinh. Nhimg ngudi dugc dé bat can

phai cht y t&i 3 yéu t6 trén va thyc hién t6t cong viéc minh dang dam nhan.
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KET LUAN

Trong giai doan hoi nhap kinh té nhu hién nay, vai trd ctia nguén nhan luc
cang trd 1én quan trong hon bao gid hét. Nhan luc tro thanh tai san quy gia nhat,
1a yéu t6 quyét dinh su thanh cong ctia Cong ty. N6 duoc coi 14 tai san v6 hinh
giir vi tri dac biét trong co cau td chire. Vi vy, quan tri nhan su sao cho c6 hiéu
qua 1a mot van dé cap thiét ddi véi hau hét cac Cong ty. Su bién d6i manh mé,
thuong xuyén ctia moi trudng, tinh chat caa su canh tranh va hoi nhap yéu cau
phai c6 nhiéu chinh sach va giai phap pht hop nhim quan 1y nhan luc mot cach
hiéu qua. Diéu nay quyét dinh sy ton tai va phat trién ctia Cong ty.

Trong thoi gian thyc tap tai Cong ty bao hiém PJICO Hai Phong, em da
van dung duoc nhiéu kién thire d3 hoc & nha truong dé nghién ciu cong tac
quan tri nhan luc ctia Cong ty lam co S& cho dé tai khoa luan cta minh. Em nhan
thay Coéng ty con mot s ton tai trong cong tic quan tri ngudén nhan luc dac biét
1a vé cong tac tuyén dung va chi tra tién thuéng cho nguoi lao dong.

Qua d6, em manh dan d& ra mot sb giai phap chu yéu véi muc dich nang
cao hiéu qua st dung ngudn nhan luc voi mong mudn cong tac quan 1y va st
dung nguén nhan luc tai Cong ty duoc cai thién tét hon nira.

MGt 1an nita em xin chan thanh cam on ban linh dao Cong ty bao hiém
PJICO Hai Phong cung ThS. Cao Thi Hong Hanh di gitp d& em hoan thién bai
khoéa luan nay.

Em xin chan thanh cam on!
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