M4t s6 bién phap ning cao cdng tic quan tri nhan su tai Cong ty ¢é phin
bia va nuwéc giai khat Ha Long

LOI MO PAU

Ké tir khi con ngudi xuat hién trén mit dat nay, va ké tir khi con ngudi
biét hop quan thanh t6 chtrc thi van d& quan tri bit dau xuat hién. Xa hoi cang
phtrc tap, da dang va dong dao bao nhiéu thi vai tro cua quan tri cang quan trong
bay nhiéu. Nhung mét trong nhitng van dé mau chdt cuia quan tri van 1a quan tri
tai nguyén nhan su (human resourse management).

Mot cong ty hay mot td chirc ndo du c6 mot ngudn tai chinh phong phu,
ngudn tai nguyén (vat tu) doi dao véi hé théng may moc thiét bi hién dai kém
theo cac cong thic khoa hoc k¥ thuat than ky di chiang nira ciing sé& tré nén vo
ich néu khong biét quan tri tai nguyén nhén su.

Chinh cung cach quan tri tai nguy€n nhan sy nay tao ra b mat van hoa
ctia to chire, tao ra bau khong khi vui tuoi phan khoi hay cang thang u 4m cua to
chtrc 6. D6 1a khai niém ma ngudi phuong ty goi 1a bau khong khi t6 chuc cia
cong ty hay bd mat van hoa ctia cong ty (corporate culture). Nguodi Viét Nam
chung ta thuong goi né 1a bau khong khi sinh hoat ciia cong ty.

Quan tr1 nhan sy qua la mot linh vuc phurc tap va kho khan khong dé nhu
nguoi ta thuong nghi. N6 bao gém nhiéu van dé nhu tAm 1y, sinh 1y, x3 hoi, triét
hoc, dao durc hoc va tham chi ca dan toc hoc.

N6 1a mot khoa hoc nhung dong thoi 1a mot nghé thuat — nghé thuat quan
tri con ngudi. La mot khoa hoc ai trong chiing ta ciing c6 kha ning nim viing
dugc. Nhung no lai 1a mot nghé thuat, ma ngh¢ thuat thi khong phai ai cling ap
dung duoc.

pé théy hét dugc vai tro quan trong cua van dé quan tri nhan sy, va dugc
su chi bao tan tinh ctia ¢0 gido hudng dan Cao Thi Héng Hanh, em tién hanh
nghién ctiru dé tai “ Mot sé bién phap nang cao cdng tac quan tri nhan su tai
cdng ty Co Phan bia va nudc giai khat Ha Long .

Pé tai cua em gom 3 phan:

- Phan 1: Mt s6 van dé li luan vé quan tri nhan su

- Phan 2: Thye trang quan tri nhin sy tai cong ty c6 phan bia va nuéc
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giai khat Ha Long
- Phan 3: Mt so bién phap nhim ning cao hi¢u qua cong tac quan tri
nhan sy
Trong qua trinh nghién ctu dé tai nay, do trinh do hiéu biét va kinh
nghiém cta ban than em ciing nhu pham vi cua dé tai con han ché nén khoa luan
tét nghiép cua em khong tranh khoi nhitng thiéu sét. Rat mong cé su gop ¥ cua
thay cd gido dé bai viét nay tiép tuc dugc hoan thién.

Em xin chan thanh cam on !
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PHANI:
MOT SO VAN PE LY LUAN VE QUAN TRI NHAN SU

1.1. Quan tri nhan su trong doanh nghiép

1.1.1. Bén chat

- O bat ky mot doanh nghiép, mot to chirc di 16n hay nho thi yéu t6 con
nguoi ludn duge coi trong nhat, boi nd quyét dinh phan 16n thanh coéng hay
that bai caa mot td chirc. Boi vay ma quan tri nhan luc 1a mot yéu to khong

thé thiéu duoc trong su quan 1y do.

- Quan tri nhan lyc 1a: Tong thé cac hoat dong nham thu hat hinh thanh,
xdy dung, sir dung va duy tri phat trién mot luc luong lao dong cé hiéu qua
dap Uing yéu cau hoat dong cua td chire, dam bao thuc hién théng lg1 nhiing

muc tiéu va thoda man nguoi lao dong tot nhat.

- Quan tri nhan lyc véi muc dich nham st dung t6i da hiéu qua ngudn
nhén luc ctua doanh nghiép va cung cap cho doanh nghiép nguén nhan luc cd
hiéu qua trén co sé dong gop cd hiéu suit cia ting ca nhan ngudi lao dong,
quan tri nhan lyc trong doanh nghiép lién quan dén 2 vén dé.

+ Thir nhat 1a quan 1y con nguoi: La viée quan 1y hang ngay dbi véi tap
thé lao dong, xay dung nhiing & kip, duoc diéu dong, diéu phdi tao ra trong

doanh nghiép, c6 kha ning phat hién ra nhitng sai s6t vé mit kinh té k¥ thuat.

+ Thir hai 1 t6i vu hod ngudn luc: La cong tac sap dat ciia nhitng ngudi
c6 trach nhiém, nhirng k¥ thuat cu thé va nhimng cong cu dé nim duoc nhimng
thong s khac nhau trong chinh sach nhan sy nhu: Viéc lam, tién lvong, dao

tao va quan hé xa hoi.
1.1.2. TAm quan trong ciia quan tri nhan luc

- Su ton tai va phat trién cua mdt doanh nghi¢p phu thudc rat 16n vao
vi¢c khai thac va st dung c¢6 hi¢u qua cac ngudn luc: von, co sé vat chat, tién

bo khoa hoc k¥ thuat, nguoi lao dong, cac yéu t6 nay co mbi quan h¢ mat
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thi€t vo1 nhau va tac dong lai v&i nhau. Trong d6 nguon ti€ém ndng cia con

nguoi 1a quyét dinh nhat.

- Con nguoi, bﬁng sang tao, lao dong miét mai ctia minh, lao dong tri oc,
lao dong chan tay da phat minh ra nhiing dung cu tir ban dau 1a thd so cho
dén phat trién cong nghé cao, khoa hoc k¥ thuat cao nhu ngay nay di phuc vu

duoc nhu cau ban than va phat trién xa hoi.

Vi vay dé mot to chirc, mot doanh nghi€p c6 hoat dong tdt, ton tai va
phét trién nhu mong mudn hay khong thi déu phu thudc vao ngudn nhan luc

tir con nguo1 chu thé cia moi hoat dong.

- Xuét phat tir va tro ciia yéu td con ngudi trong qua trinh hoat dong san
xuat kinh doanh, & d6 nguoi lao dong 1a yéu td cau tao 1én to chuc. Boi vay
ma ngudn nhan lyc 14 mot ngudn von quy gia.

1.2. Chirc nang va vai tro cia quan tri nhan sy
1.2.1. Chirc nang cia qudn ly nhan luc

Cac hoat dong quan tri nguén nhan luc lién quan dén tat ca cac van dé
thudc vé quyén loi, nghia vu va trach nhiém cua nhan vién nham dat hiéu qua
cao cho t6 chirc 1an nhan vién. Trong thuc té hoat dong nay rat da dang va thay
d6i trong cac doanh nghiép khac nhau, tuy theo dic diém, tinh chat va cac dic
thd cua mdi doanh nghiép. Tuy nhién, cac hoat dong chu yéu cua ngudn nhan
luc c6 thé phan chia thanh ba nhém chire nang chu yéu sau:

= Nhém chirc ning thu hit ngudn nhan lwe

Nhém chirc nang nay chd trong van dé dam bao ¢ du sé luvong nhan vién
v6i cac pham chit, trinh d6 va niang luc phd hop cho céng viéc cua doanh
nghiép. Dé tuyén dugc dung nguoi dung viée, trude hét doanh nghiép phai can
ctr vao chién luge, ké hoach san xuit, kinh doanh va thuc trang st dung nhan
vién trong doanh nghiép, nhim xac dinh dugc nhitng cong viéc ndo can tuyén
thém nguoi. Thuc hién phan tich cong viéc sé cho doanh nghiép biét phai tuyén
thém bao nhiéu nguoi va cac yéu cau, tiéu chuan dat ra d6i véi cac tng cir vién.

Viéc &p dung cac ki nang tuyén dung nhu tric nghiém va phong van s& gilp
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doanh nghiép chon duoc cac ung ctr vién tét nhat cho cong viéc. Do d6, nhom
chtrc nang tuyén dung thuong c6 cac hoat dong: du bdo va hoach dinh ngudn
nhan luc, phan tich cng viéc, phong van, tric nghiém, thu thap, luu gitr va xi ly
thong tin vé ngudn nhan luc caa doanh nghiép.

= Nhém chite ning dio tao va phat trién ngudn nhan lue

Nhém chuc nang nay chud trong viéc nang cao nang luc cua nhan vién,
dam bao cho nhan vién trong doanh nghiép cé cac ky nang, trinh d6 lanh nghé
can thiét dé hoan thanh tét cac cong viéc duoc giao va tao diéu kién cho nhan
vién duoc phét trién tbi da cac ning luc c& nhan. Céc doanh nghiép ap dung
chuong trinh hudng nghiép va dao tao nhan vién méi nham xac dinh nang luc
thue té ciia nhan vién va gidp nhan vién 1am quen voi cac cdng viéc cua doanh
nghiép. Pong thoi, cac doanh nghiép ciing thuong lap cac ké hoach dao tao,
huin luyén va dao tao lai nhan vién mdi khi c6 sy thay d6i vé nhu cau san xuat
kinh doanh hoac quy trinh cdng ngh¢, ki thuat. Nhom chuc nang dao tao, phat
trién thuong thuc hién cac hoat dong nhu: hudng nghiép, huan luyén, dio tao ky
nang thuc hanh cho céng nhan, bdi dudng trinh @ 1anh nghé va cap nhap kién
thic quan ly, k¥ thuat cong nghé cho can bo quan ly va can bd chuyén mén
nghiép vu.

= Nhém chirc ning duy tri ngudn hre

Nhém chirc nang nay chi trong dén viéc duy tri va s dung hiéu qua
ngudn nhan luc trong doanh nghiép. Nhém chirc niang ndy gom 2 chirc nang:

- Kich thich, dong vién

- Duy tri phét trién cac mdi quan hé tét dep trong doanh nghiép

Chuc ning kich thich dong vién lién quan dén cac chinh sach va cac hoat
dong nham khuyén khich, dong vién nhan vién trong doanh nghiép lam viéc
hang say, tan tdm, cd y thirc trach nhiém va hoan thanh cong viéc véi chat lugng
cao. Giao cho nhén vién nhitng cong viéc mang tinh thach thuc cao, cho nhéan
vién biét sy danh gia cua can bo 1anh dao vé mtc d6 hoan thanh va y nghia caa
viéc hoan thanh cdng viéc d6i vaoi hoat dong cua doanh nghiép, tra lwong cao va

cong bang, Kip thoi khen thuong cac ca nhan co sang kién, cai tién ki thuat, co
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dong gop lam ting hiéu qua san xuat kinh doanh va uy tin cia doanh
nghiép,...1a nhitng bién phap hiru hiéu dé thu hat va duy tri dugc doi ngi lao
dong lanh nghé cho doanh nghiép. Do d6, xay dung va quan ly hé théng bang
lwong, thiét lap va ap dung céc chinh sach luong bong, thang tién, ky luat, tién
thudng, phic loi, phu cip, danh gia niang luc thuc hién cdng viéc cia nhan vién
la nhitng hoat dong quan trong nhat caa chirc nang kich thich, dong vién.

Chtic nang quan hé lao dong lién quan dén cac hoat dong nham hoan thién
moi trudng 1am viéc va cac méi quan hé trong cong viéc nhu: Ky két hop dong
lao dong, giai quyét khiéu td, tranh chap lao dong, giao té nhan vién, cai thién
moi truong lam viéc, y té, bao hiém va an toan lao dong. Giai quyét tot chirc
nang quan hé lao dong s& gip cho doanh nghiép tao ra bau khdng khi tam Iy tap
thé va cac gia tri truyén thng tot dep, vira 1am cho nhan vién dugc thoa man voi
cong viéc caa doanh nghiép.

1.2.2. Vai tro ciia qudn tri nhédn lyc

Quan tri nhan luc gitr vai tro dac biét quan trong va ngay cang dugc cac
quan tri gia quan tdm nghién ctru va phan tich, xem day 1a mét chie nang cét 18
va quan trong nhat cia tién trinh quan tri. Viéc nghién ciu quan tri nhan luc
nham dat duoc 3 muc tiéu hang dau:

- Nham nang cao nang suat lao dong

- Nham cai thién chat luong va chinh cach 1am viéc

- Nham dam bao tinh hop phap

Do d6, quan tri nhan luc c6 vai tro 1a mot bo phan khéng thé thiéu duoc
cua cdng tac quan ly san xuat kinh doanh trong cac doanh nghiép. N6 tim kiém
va phat trién nhiing hinh thirc, nhitng phuong phép tot dé moi thanh vién c6 thé
dong gop dugc nhiéu nhat cho muc tiéu caa doanh nghiép, dong thoi ciing tao
diéu kién dé chinh ban than nguoi lao dong phét trién khdng nging.

1.3. Cac nguyén tic quan 1y ngudn nhén lyc

Quan ly ngudn nhan luc cta té chirc cin tuan theo céc nguyén tic sau:

- Nhan vién can duoc dau tu thoa dang dé phat trién nhiing nang luc
riéng nham thoa man cac nhu cau ca nhan, dong thoi tao ra nang suat lao dong

hiéu qua cao va dong gop tot cho td chie.
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- Céc chinh sach chuong trinh va thuc hién quan ly can dugc thiét lap va
thuc hién sao cho c6 thé thoa man nhu cau vat chét 13n tinh than caa nhan vién.

- Mai trudng 1am viéc can duge thanh Iap sao cho c6 thé kich thich nhan
vién phét trién va str dung tdi da cac ki nang caa minh.

- Céc ki nang nhan sy can dugc thuc hién phdi hop va l1a bo phan quan
trong trong chién lugc kinh doanh cua td chie.

Cach tiép can quan ly ngudn nhan luc doi hoi can bd quan Iy phai hiéu
biét t6t tam Iy x& hoi, nghién ciru hanh vi to chirc, phap luat va cac nguyén tic
kinh doanh.

1.4. Céc yéu to anh huwéng dén quén tri nhan luc
1.4.1. Cdc nhdn té bén ngoai ciia quén tri nhan lwc, bao gom
a. Khung canh Kinh té

Chu ki kinh té va chu ki kinh doanh anh huong rat 16n dén quan tri nhan
lyc. Trong giai doan kinh té suy thoai hoic kinh té bat 6n dinh, Cong ty mot mat
van phai duy tri luc lugng lao dong c6 tay nghé, mot mat phai giam chi phi lao
dong. Cong ty phai quyét dinh giam gio lam viéc, cho nhan vién nghi lam tam
thoi, hodc cho nghi viéc hodc giam phic loi...Nguoc lai, khi kinh té phat trién
va 6 chiéu huéng 6n dinh, Cong ty lai ¢6 nhu cau phat trién lao dong méi dé
MG rong san Xuat, ting cuong dao tao huan luyén nhan vién. Viéc mé rong san
xuat ndy doi hoi cong ty phai tuyén thém nguoi cé trinh do, doi hoi phai ting
lwong dé thu hat nhan tai, tang phc loi va cai thién diéu kién 1am viéc.

b. Luit 1€ cia Nha nuwéc

Cac doanh nghiép déu duoc binh dang véi nhau trén khia canh phap luat,
dugc phép kinh doanh trong nhitng nganh nghé ma Nha nuéc cho phép, dugc
bao tro kinh doanh boéi Nha nuéc trong nén kinh té quéc dan.

c. Van hoa — Xa hoi

Vin hoa x& hoi cia mot nude ciing anh huong dén quan tri nhan luc.
Trong mot nén kinh té x4 hoi ¢6 nhiéu dang cap, nac thang gié tri x& hoi khdng
theo kip da phat trién cua thoi dai, rd rang né da kim ham, khéng cung cap nhan

tai cho td chuec.
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Sy thay d6i cac gia tri van hod cua mot nude ciing tao ra cac thach db cho
cac nha quan tri nhan luc. Ty 1€ phu nir gia tang trong luc luong lao dong la mot
thi du dién hinh cho sy thay déi vin hod gay anh huéng vé dan sé...

d. Poi thii canh tranh

Trong nén kinh té thi trudng, nha quan tri khéng chi canh tranh thi truong,
canh tranh san phdm ma con canh tranh vé ngudn tai nguyén nhan su. Nhan su
la c6t 16i cua quan tri, 12 tai nguy@n quy gia nhat, cac cong ty phai lo gii va duy
tri phét trién. Dé 1am duoc diéu ndy, cac cong ty phai ¢ chinh sach nhan su hop
ly, phai biét 1anh dao, dong vién, khen thuong phu hop va phai tao ra mot bau
khong khi gan két nhan vién minh...Nguoc lai, cong ty sé d&é mat nhan tai. Sy ra
di ciia nhan vién khéng chi don thuan 1a van dé lwong bong ma la tong hop cua
nhiéu yéu t6. Do d6 dé duy tri va phat trién nhan vién, nha quan tri nhan luc phai
biét cach quan tri mot cach cé hiéu qua.

e. Khoa hgc ky thuat

Khi khoa hoc thay d6i, mot sé cdng viéc hoic mot s6 ki nang khdng con
can thiét nita. Do d6, cdng ty can phai dao tao lai luc luong lao dong hién tai caa
minh. Su thay d6i khoa hoc ciing dong nghia vai su kién la chi can it nguoi hon
Ma van san Xuat ra sé lwong san pham tuong ty, nhung cé chat luong hon. Piéu
nay c6 nghia 12 nha quan tri nhan su phai sap xép luc lugng lao dong du thira.

f. Khach hang

Khach hang la muc tiéu cua moi doanh nghiép. Khach hang mua san
pham va dich vu cia doanh nghiép 1a mot phan cia mdi trudng bén ngoai.
Doanh sé s& 1 yéu té séng con caa doanh nghiép. Do d6, nha quan tri phai dam
bao ring nhan vién cua minh san xuat ra nhitg mat hang phd hop véi nhu cau
va thi hiéu cta ngudi tiéu ding. Chat luong caa hang hoa hoic dich vu la rat
quan trong ddi voi khach hang. Vi thé, nha quan tri phai lam cho nhan vién cia
minh hiéu duoc rang khong c6 khach hang khdng c6 doanh nghiép, va ho khéng

cO co hoi duge lam viée nira.
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1.4.2. Cdc nhin té bén trong ciia doanh nghiép, bao gom
a. Sir mang hay muc tiéu ciia doanh nghiép

MJdi doanh nghiép déu c6 sir mang va muc dich riéng cia minh. Mdi cép
quan tri déu phai hiéu rd st mang cua doanh nghiép minh. Muc dich hay su
mang cua doanh nghiép 1 yéu té thuoc moi truong bén trong anh hudng dén céc
bo phan chuy@n mén cua doanh nghiép nhu san xuat, kinh doanh, marketing, tai
chinh hay quan tri nhan luc...Mdi bd phan chuyén moén hay tac vu phai dua vao
muc dich hay st mang cua doanh nghiép dé dé ra muc tiéu cho bo phan cua
minh.

b. Chinh sach hay chién lwgc ciia doanh nghiép

Chinh sach cua doanh nghiép thuong la céc linh vuc thudc vé nhan lyec.
Cac chinh sach nay tuy thudc vao chién luoc ding ngudi cua timg doanh nghiép.
Cac chinh sach nay c6 anh huong quan trong dén cach hanh xir cong viéc cua
C4c CAp quan tri. Mot s6 chinh sach anh huong dén quan tri nhan luc:

- Cung cap cho nhan vién mot noi 1am viéc an toan

- Khuyén khich moi ngudi 1am viéc hét kha niang cia minh

- Tra lvong va dii ngd khuyén khich nhan vién 1am viéc cé nang suat cao
c. Bau khong khi viin ho4 ciia Doanh nghiép

Bau khong khi van hoé cua doanh nghiép 1a hé thong cac gia tri, niém tin
va cac thoi quen duoc chia sé trong pham vi to chirc, tac dong chinh toi viée tao
ra cac chuan muc hanh vi. Thudng c6 2 loai bau khdng khi trong doanh nghiép:
khong khi vin héa khép kin va khéng khi vian hoa mo. Ching ta can phai xac
dinh bau khéng khi van hoa cua doanh nghiép vi n6 anh huong dén sy hoan
thanh cong tac trong khap t6 chirc va hau qua la anh huong dén su thoa man cua

cong nhan vién ciing nhu anh hudng dén kha nang sinh 1oi ciia doanh nghiép.
1.5. Nhirng ngi dung chinh ctia cong tac quan tri nhan sy

- Quan trji nhan lyc trong doanh nghiép bao gdm nhiing nodi dung co ban

Sau:
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+ Phan tich cong viéc va danh gia cong viéc
+ Tuyén dung lao dong, thuyén chuyén va dé bat nguoi lao dong
+ Dao tao va phat trién ngudn nhan lyc
+ Thu lao lao dong, ché d6 khen thudng.
1.5.1. Phan tich cong viéc

Phan tich cong viéc 1a mdt nhiém vu khong thé thiéu dugc cua mot nha
quan tri, 6 14 khau dau tién cua qua trinh tuyén dung, phéan tich cong viéc 1a

co sO la nén tang cho qua trinh st dung nhan luc ¢6 hi€u qua sau nay.

Phéan tich cong viéc 1a qua trinh thu thap nhiing tu li¢u va danh gid mot
cach co hé théng lién quan dén mét viéc cu thé nham lam rd ban chat cua

tung cong viéc.

Phan tich cong viéc cung cap cho cac nha quan tri tom tat vé nhiém vu

cua cong viéc nao do trong mdi tuong quan cua cong viéc khac.

Tién trinh cong viéc duge phan tich thuc hién qua cac budc co ban, mo
ta cong vi¢c, xac dinh cong viéc, d€ ra cac ti€u chuan vé nhan sy, danh gia
cong viéc va xét lai cong viéce.

1.5.2. Tuyén dung lao dong

Tuyén dung lao dong déng vai tro dic biét quan trong trong cong tac
quan tri nhan lgc cling nhu trong hoat dong kinh doanh ctia doanh nghiép.
Boi tuyén dung lao dong 1a qua trinh lya chon nhiing ngudi lao dong phu hop,

phat hién tiém ning lao déng theo ding yéu cau cua doanh nghiép.

- Trong tuyén dung lao dong can phai 1am tét yéu cau tuyén dung, phai
gin v6i muc tidu xuat phat tir ké hoach lao dong ctia nguoi tuyén dung.

- Can phai tuyén chon dugc nhitng ngudi phu hop véi cong viée ca vé
chuyén mon nghi¢p vu, tu cach dao durc, so thich, ca tinh cua nguoi lao dong,

yé€u thich cong viéc minh lam.

- Qua4 trinh tuyén dung lao dong s& gitip cho to churc tranh dugc nhiing
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rii ro, khi tuyén ngudi khong dung viéc s& gip nhiing khé khin trong hoat
dong t6 chirc kinh doanh. Twr d6 1a diéu kién thuc hién cé hiéu qua trong cac

hoat dong quan 1y ngudn luc khac.
- Cong tac quan tri nhan lyc dugc tién hanh qua cac bude:
+ Dy béo va xéac dinh nhu ciu tuyén dung.

+ Phan tich nhiing cong viéc can nguoi, dua ra cac tiéu chuan tuyén

chon.
+ X4c dinh tiém ning, ngudn cung ng nhén su.
+ Tién hanh cac budc tuyén chon
+ Tiép nhan ngudi tuyén chon.

- Viéc tuyén dung nhéan lyc ciia doanh nghiép dya vao 2 ngudn, nguon

bén trong va ngudn bén ngoai.

+ Ngudn bén trong: La nhitng nguoi dang lam trong doanh nghiép nhung
muén thuyén chuyén hodc dé bat vao nhiing vi tri cong taic méi, dé nam rd
duoc nguén nd1 bo, cac nha quan tri phai lap ho so nhén sy, ho so phat trién
nhan su, sép xép loai nhan su, thong tin vé mdi nhan vién dugc thu thap, cap
nhét dudi dang cac bang tom tit va luu trir trong loai hd so dau. Do 1a cac dir
liéu vé trinh d6 hoc van, sé thich nghé nghiép, ciing nhu nhitng s thich ca

nhan khéc, cac ky nang va nang lyc lam viéc cua moi nguoi.

+ Ngudn tuyén dung bén ngoai: Trong cic hé thdng co sé dao tao, cac
trudng Pai hoc, Cao dang, Trung hoc chuyén nghiép, cic co sd day nghé, do
1a nhitng noi cung cdp ngudn nhan lyc doi dio, cach lam phod bién 1a cho mot
s6 bo phan nhan sy cua doanh nghiép hay t6 chuc lién hé v6i cac Trung tdm
trén, gip g& nguoi lao dong, sinh vién, hoc nghé dé gigi thiéu vé doanh
nghiép cung véi nhu cau tuyén dung, voi cach d6 doanh nghiép s& tim duoc
nhitng Ung clr vién co6 trién vong ngay tir khi con dang ngdi trén ghé nha

truong.

+ Qua cac co quan tuyén dung: thi trudng lao ddng phat trién thi cang co
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nhiéu t6 chtrc chuyén trach vé tuyén dung nhan su nhu cic Trung tdm tu van
vi¢c lam, tuy theo céc hinh thic hoat dong ma nhitng Trung tam trén sé dam
nhén cac khau tuyén dung théng qua cac Cong ty, doanh nghiép t6 chirc dang
can nguoi.

+ Ngoai ra cong tac tuyén chon con théng qua nhitng nguodi quen biét
gid1 thigu.

- Tuyén chon con ngudi vao lam viéc phai gan véi sy doi hoi caa cdng

viéc trong doanh nghiép.

- Yéu cau cua tuyén chon con nguodi vao lam viéc trong doanh nghiép
phai la: tuyén chon nhiitng ngudi ¢6 trinh chuyén mon can thiét, c6 thé lam

vi¢c dat to1 nang suat lao dong, hi¢u suat cong tac tot.

- Tuyén dugc nhitng nguoi ¢o6 ky luat, trung thue, gén bo v6i cong viéce,

v61 doanh nghiép.

- Tuyén dugc nhirng nguoi c¢6 du suc khoé, 1am viéc 1au dai trong doanh

nghi¢p véi nhiém vu dugc giao.

- Néu tuyén chon khong k¥, tuyén chon sai, tuyén theo cam tinh hoic

theo mot strc ép nao do s€ dan dén hiu qua nhiéu mat ve kinh té va xa hoi.

- Tuyén chon nhan luc dugc tién hanh qua nhiéu phuong phap tric

nghiém.

- Trac nghi¢m tri thong minh, v€ su quan tdm dén cong viéc, vé nhan

cach v.v..

- Mot s6 doanh nghiép khi tim ngudi lam nhimg chirc vu quan trong hay
doi hoi nhitng nguoi c6 tinh nang lam viéce, ho thuong tham khdo nhiing y
kién cta ngudi quen, ban bé, hay nhan vién dang lam viéc trong doanh
nghiép.

+ Mobi doanh nghiép hay t6 chuic tuyén chon nhan luc tuy thudc theo yéu
cau cla cong viéc ma minh can dé lya chon, su dung nguén nhan luc bén

trong hay bén ngoai.
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- Tuyén chon bé trong thi tiét kiém duoc kinh phi, nguén nhan luyc & do
ddi dao.

- Tuyén chon bén ngoai co thé cai thién dugc chat luong nguén nhan luc
ciia doanh nghiép, nhung dong thoi kém theo d6 13 muc d6 rui ro cao trong

qua trinh thuc hién cong viéc cia vi tri can tuyén, chi phi ton kém hon.

Quy trinh tuyén dung gom 10 buée sau:
So do 01: Quy trinh tuyén dung nhén vién

Xac Phén Xay Tham Théng
dinh nhu tich vi dung do bao
A A > A > A — A — .
cau can tri can tiéu nguon quang
tuyén tuyen chuan tuyén cao
A\ 4
Tinh chi Hoa nhap Quyét Phong Thu hd
phi nguoi dinh van tric SO tuyén
tuyén | méi VAo | tuyén | nghiém |
dung Vi trf dung

Nhin chung mét quy trinh tuyén dung cang khat khe, ty mi bao nhiéu thi

cdng viéc tuyén chon nhan vién cang c6 hiéu qua bay nhiéu.
1.5.3. Pao tao va phdt trién nguén nhan lwe

- Lao dong c6 chuyén mén k¥ thuat cao 13 yéu té cuc ky quan trong gitp
cho doanh nghiép gianh duogc thang loi trong cac cong cudc canh tranh trén
thi truong, thuc té da ching minh ring dau tu vao yéu té con ngudi mang lai
hiéu qua cao nhét. Sau d6 méi t6i sy dau tu trang thiét bi mai, nhat 1a véi cac

doanh nghiép thuong mai.

- Pao tao 1a cing cd gy dung nhimg hoat dong hoc tip, nhiing kién
thtrc, nhitng k¥ ning cho nguoi lao dong dé ho hiéu biét nhitng cong viéc ma
ho dang lam.

- Phat trién nguon nhan lyc: La qué trinh cing c6 nhiing kién thtec,

SV: Nguyén Thi Lanh - Lép: QT 1002N 13



M4t s6 bién phap ning cao cdng tic quan tri nhan su tai Cong ty ¢é phin
bia va nuwéc giai khat Ha Long

nhitng kinh nghiém nham hoan thién hon nhing cong viéc ctia nguodi lao
dong dé ho co kha ning thich mg hon, 1am viéc c¢6 hiéu qua hon trong cong
viéc.

- Pao tao bdi dudng tay nghé, k§ ning 1am viéc cta ngudi lao dong, dé
ho hoan thanh trong cong viéc.

- Muc tiéu cua dao tao va phat trién ngudn nhan luc trong doanh nghiép,
nham st dung toi da ngudn nhan luc ctia doanh nghiép, thong qua viéc giup
d5 cho nguoi lao dong hiéu rd hon cong viée, nim virng k¥ ning, kién thirc
co ban véi tinh than tu gidc cao trong cong viéc, thuc hi¢n tdt nhirng chirc
ning ho duoc giao, thich tng véi sy thay doi, cong nghé khoa hoc ky thuat
Cao.

- Ly do chinh ma nhiéu doanh nghiép can phai phat huy trong cong tac
dao tao va phat trién ngudn nhan luc hay (quan ly nhan luc gioi) 1a dé dap
g nhu cau c6 ton tai hay phat trién cta t6 chic hay doanh nghiép do.

- Pao tao va phat trién ngudn nhan lyc gitip cho doanh nghiép phat trién,
lam tang hiéu qua san xuat, ting ning suat lao dong, nang cao chat lugng san
pham.

Trinh tw xdy dung mdt chwong trinh dao tao phdt trién nguén nhan lyc:
gom 7 budc

+ Xéc dinh nhu ciu dao tao

+ Xac dinh muc tiéu dao tao

+ Luya chon dbi tuong dao tao

+ Xac dinh chuong trinh dao tao va phuong phap dao tao

+ Lua chon va dao tao gido vién

+ Du tinh kinh phi dao tao

+ Danh gi4 chuong trinh dao tao
1.5.4. Thu lao - lao dong

- Thu lao lao dong duoc biéu hién 1a tong cac khoan ma ngudi lao dong
nhan dugc tr phia nguoi st dung lao dong thong qua quan hé viéc lam cia ho

vO1 to chuec.
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Thu lao lao dong bao gdm:

+ Thu lao co ban: La phan thu lao ¢ dinh con goi 1a thu lao cing ma
ngudi lao dong nhan duoc mot cach thudng ky dudi dang tién cong hay tién

luong.

+ Thu lao phan mém: goi 1a cac khoan khuyén khich, d6 1a cic khoan
ngoai tién coéng hay tién lwong dé tra cho ngudi lao dong thuc hién tét cong
viéc nham khuyén khich ho ting ning suét lao dong, cac khoan nay thong

thuong 13 tién thudng, tién hoa hong, tién phan chia két qua san xut.

+ Phuc loi x3 hoi cho nguoi lao dong: d6 1a phan thu lao gian tiép duoc
trd cho nguoi lao dong dudi dang hd trg nham dam bao cho cudc séng cua
nguoi lao dong bao gom: Bao hiém xi hoi, bao hiém y té, cac ché do phu cap

khac, cac ché 6 nghi ngoi v..v..

- Thu lao lao dong 1a phan vo cung quan trong, khuyén khich su nhiét
tinh cta nguoi lao dong thu lao lao dong tuin theo ché d6 quy dinh tién luong
cua Nha nudc, nd phai hép dan, khuyén khich dugc nguoi lao dong, tao dong

luc dé cong nhan vién lam viéc.

- Pam bao tinh céng bang: Thu lao phai gin véi két qua 1am viée voi
thanh tich va cong hién cua nguoi lao dong.

Vi vay chinh sach x4c dinh 1a ngudi diéu khién phai giam sat va kiém tra
that chat ché nhirng nguoi lam vi¢c, phai phan chia cong viéc ra thanh tirng

b0 phan don gian.

- Con nguoi co6 thé chiu dung dugc cong viéc rat ndng nhoc vat va, khi
ho dugc tra luong cao hon, ho c6 thé tuan theo cdc muc san xuat da an dinh

hoac s€ 1a cao hon mtc ay.

- B&1 vdy ma muc ti€u cua quan tri nhan lyc 1a tiét kiém chi phi lao
dong, ting nang suat lao dong bao dam chét lugng san pham tir d6 s& lam cho
con ngudi dugc ton trong, duge thoa man trong lao dong va phat trién duoc

nhitng kha ning tiém tang ctia ho.
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1.5.4.1. Ché dé luwong cdp bdic

Puoc thiét ké dé tra cong cho cong nhan san xuat cin cir vao chat lugng
lao dong va diéu kién lao dong va diéu kién lao dong khi ho thuc hién mdt cong
viéc nhat dinh.

Ché d6 tién lwong cip bac c¢6 3 yéu tb: thang lwong, muic lwong va tiéu
chuén cip bac ky thuat.

+ Thang lwong: 13 ban xac dinh quan hé ty 1& vé tién luong giita nhiing
cong nhén trong cung mot nghé hodc mot nhom nghé gidng nhau theo trinh do
lanh nghé ctia ho. Mot thang luong bao gdm c6 bac lwong, hé s6 lwong.

+ Mtc luong: 1a sb tién dung dé tra cong lao dong trong mot don vi thoi
gian phu hop vdi cac bac trong thang luong.

M; = M, X K;

Trong do: M; : Mtic lvong bac i

M,: Mirc luong t6i thiéu
K;: Hé sb lvong bac i

Theo cach tinh cong theo ché do hién hanh thi mirc lwong ti thiéu c6 hé
s6 bang 1.

+ Tiéu chuan cip bac k¥ thuat: 13 van ban quy dinh vé mac do phtc tap
cua cong vi¢c va trinh do lanh nghé cua cong nhan & mot bac nao do phai co su
hiéu biét nhat dinh vé mat kién thirc 1y thuyét va phai 1am dugc nhiing cong viéc
nhét dinh trong thuc hanh.
1.5.4.2. Cac hinh thiec tra lvong

Co 2 hinh thtrc trd lvong co ban nhu sau:

% Hinh thirc tra lwong theo thaoi gian: La hinh thac tra cong duogc ap
dung cho nhiing nhan lyc lam cong viéc quan 1y, hoac ap dung cho nhitng cong

viéc khong thé tién hanh dinh mic chit ché va chinh xac.
Cong thuc: I—tg - T'['[ X L
Trong do:

- Lig: Luong thoi gian
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- Tu: SO ngdy cong, gio cong thuc té da lam trong ky
- L: Muc luong ngay ( lvong gio) véi:
L ngay = L thang / 22
L gio0 =L thang/18
<% Hinh thirc tra hrong theo san pham: L hinh thirc tra cong cho ngudi
lao dong, cin ctr vao dinh mirc san phim san xuit ra ciia nguoi lao dong trong
mot khodng thoi gian xac dinh.
Lsp = Ny x Dy

Mirc lwong can bd cong nhan vién + phu cap

Murc san lugng
Trong do:  Lgp: Tién luong theo san pham

Dy : Don gia luong san pham

Ntt : SO lwong san pham thuc té dat chat luong da hoan thanh

Ngoai hai hinh thtre tra lvong trén, doanh nghiép con ap dung himh thirc
trd lvong khoén.

% Lwong khoan:

Ap dung vé6i nhitng cong viée co tinh chat tong hop, gdm nhiéu khau lién
két, néu chia nho s& khong cé 191 cho viéc dam bao chat luong thuc hién. Tién
luong nhém, doi s€ dugc tra cho nhom, doi dua vao két qua cudi cung cua ca nhom
doi.

Cong thtc: Tci = Hsi X Tti X K;

Trong d6: T : Thot gian lam viéc ciia cong nhan i

Hsi : Hé s lwong ctia mdi nguoi
Ty : Thoi gian thuc té 1am viéc cta cong nhan 1
K; : Mt do tich cuc cia mdi nguoi vao két qua cong viéc
TCi = Tong thoi gian chuan caa ca doi
s tién khoan cho ca nhom x Tci
TC;

Wi : Tién cOng ciia cong nhan thir i

Wi =
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1.5.4.3. Phuc loi

Trong hau hét cac t6 chirc, ngudi quan 1y déu nhan thay sy can thiét phai
cung cip cac loai bao hiém va cic chuong trinh khac lién quan dén stc khoé, su
an toan, cac bao hiém va céc loi ich khac cho nguoi lao dong.

Phuic loi chinh 13 phan thu lao gian tiép dugc tra dudi dang cac hd trg
cudc sdng cho nguoi lao dong.

Co 2 loai phuc loi va dich vu cho nguoi lao dong:

% Phic loi bit budc: 1a khoan phic loi tdi thiéu ma cac t6 chirc phai dua
ra theo yéu cau cua phéap luat. Co thé 1a: cac loai bao dam, bao hiém xa hoi,
BHYT, tro cép that nghiép, trg cép dm dau, tai nan lao dong hodc bénh nghé
nghiép, huu tri, thai san, tir tudt ...

% Phiic loi tw nguyén: 1 cac phuc loi ma t6 chirc dua ra tuy thudc vao
kha nang kinh té ctia ho, va su quan tam cua lanh dao & do.

Muc tiéu cua cac chuong trinh phuc 1gi:

+ Duy tri va nang cao niang suét lao dong

+ Thuc hién chirc nang xa hoi ciia chung d6i véi nguoi lao dong

+ Pap ung doi hoi cua dai dién nguoi lao dong va ning cao vai tro diéu
tiét ctia chinh phu.

+ Duy tri murc séng vat chat va tinh than cta nguoi lao dong.

1.5.4.4. An toan va suc khoe nguoi lao dong

Van dé an toan va stic khoé cho nguoi lao dong 1a mot van dé rat dang
dugc quan tam. Boi, nguoi lao dong cd dugce an toan trong qua trinh lao dong thi
ho ma1 yén tam khi lam viéc, nguoi lao dong c6 strc khoé, thoai mai tdm 1y thi
méi hoan thanh tot nhiém vu duoc giao, nang cao nang suét lao dong. Muc tiéu
cua cong tac an toan va suc khoé cho nguoi lao dong tai doanh nghiép 1a: dam
bao cho ngudi lao dong khong bi dm dau bénh tat, tai nan do tac dong cua céc
yéu t6 nguy hiém, c6 hai trong lao dong san xuat thong qua thuc hién cac luat
phap, chinh sach va cac giai phap vé khoa hoc ky thuat, vé kinh té xa hoi, vé
tuyén truyén gido giuc, vé t6 chirc lao dong va su tudn thil cac quy pham vé an

toan va v¢ sinh lao dong cuia nguoi st dung lao dong va nguoi lao dong.
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- V& phia nguoi sir dung lao dong: Phai 1ap cac ké hoach, cac bién phap
an toan v¢ sinh lao dong va cai thién diéu kién 1am viéc, trang bi dung cu bao ho
lao dong, huéng dan cho lao dong cac ndi quy, quy dinh an toan va vé sinh lao
dong cua nguoi st dung lao dong va nguoi lao dong.

- V& phia ngudi lao dong: Chap hanh moi ndi quy, quy dinh vé an toan lao
dong ctia to chirc, tir chdi hodc rdi bo noi 1am viée khi phat hién nguy co xay ra
tai nan nguy hai t&i strc khoé va tinh mang ctia ban than, trinh bédo véi nguoi phu
trach, chi tré lai lam viéc khi nguy co dé duoc khic phuc, khiéu nai véi co quan
nha nudc néu ngudi st dung lao dong vi pham quy dinh an toan lao dong cta
Nha Nudc hoic trai v6i hop ddng lao dong ...

1.6. Hiéu qua sir dung nguon nhén luce
1.6.1. Cac chi tiéu phan anh hiéu qua sir dung ngudn nhan hre
1.6.1.1. Cdc khdi ni¢m

- Hiéu qua: La chi tiéu kinh té xa hoi tong hop ding dé lwa chon céc
phuong an hoic cac quy dinh trong qua trinh hoat dong thuc tién cua con nguoi
& moi linh vuc, moi thoi diém. Chi tiéu hiéu qua 1a ty 1¢ gitra két qua dat duoc
cua hoat dong da dé ra dé so sanh véi chi phi da bo ra dé dat duoc két qua do.

- Hiéu qua kinh doanh ciia doanh nghiép: La mot pham tri kinh té
phan anh trinh d6 sir dung céc yéu té dau vao ( ngudn lec nhu: nhan luc va vat
luc) caa doanh nghiép dé dat duoc két qua cao nhat trong qua trinh kinh doanh
véi téng chi phi thap nhat, nd duogc thé hién bang cong thuc:

Higu qua san xudt kinh doanh = Két qua ddu vao / Nguon lwe diu vio

Trong d6: Két qua dau vao duoc do bang cac chi tiéu: gia tri tong san
luong, tong doanh thu, lgi nhuén...va ngudn luc dau vao gom: lao dong, tu lidu
lao dong, von...

- Hiéu qua sir dung nguon nhan lwe: hiéu qua san xuat kinh doanh noi
chung va hiéu qua quan tri nhan luc néi riéng 1a mot pham trd kinh té, gan lién
Véi co ché thi truong, ¢d quan hé voi tat ca cac yéu té trong qua trinh san xuat
kinh doanh nhu lao dong, vén, may mac thiét bi,...doanh nghiép chi cd thé dat
dugc hiéu qua cao khi viéc st dung va quan ly cac yéu té co ban caa qué trinh
kinh doanh c6 hiéu qua cao khi dé cdo dén hiéu qua quan tri nhan luc.
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Két qua dau ra & day thuong duogc biéu hiénbang gia tri san luong, doanh
thu, loi nhuan...Con yéu té dau vao ¢ day la ngudn nhan lyc. Hiéu qua quan trj
nhan lyc 1a chd dwa co ban dé danh gia viéc thuc hién muc tiéu kinh té cua
doanh nghiép.

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

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

L: Nguon luc dau vao, cd thé 1a: tong sb lao dong, chi phi tién luong, lao
dong truc tiép. ..
1.6.1.2. Mt sé chi tiéu dinh gid hiéu qud sir dung nguén nhén lwc
* Hiéu sudt sir dung lao dong:

Cong thire tinh: don vi tinh (dong/nguoi)

Tong doanh thu

Hiéu suat st dung lao déng =
Téng 6 lao déng
Y nghia: chi tiéu nday cho biét mot lao dong 1am ra bao nhiéu dong
doanh thu trong mét thoi ky nhat dinh. Chi tiéu nay cang cao cho thay van dé st
dung ngudn nhan luc c6 hiéu qua tot.
* Néing sudt lao déng binh quan:

Cong thirc tinh: don vi tinh (san pham/ngudi)

Téng sén hrong

Ning suat lao déng binh quéin=
Tong lao déng
Y nghia: chi tiéu nay cho biét mot lao dong l1am ra bao nhiéu san pham
trong mot thoi ky nhét dinh.
*Ty suat loi nhudn lao dong

Loi nhuéin

Stc sinh 10i coa lao ddng =
Téng lao dong

Y nghia: chi tiéu nay phan anh mot lao dong tao ra bao nhiéu dong loi

nhuan trong mot thoi ky nhat dinh.
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1.6.2. Vai tro cua viéc ndng cao hiéu quda sw dung lao dong

Mot doanh nghiép mudn ton tai va phat trién khong nhiing phai st dung
t6t cac yéu td dau vao nhu vdn, cong nghé... ma con phai st dung tét ngudn
nhan luc hién c¢6 bdi yéu td con nguoi 1 ngudn luc vo ciing quy gia, nd quyét
dinh thanh cong hay that bai cuia mdi doanh nghiép. Viéc nang cao hiéu qua sir
dung nguén nhan luc co vai trd cha yéu sau:

- Doanh nghiép c6 thé xay dung ké hoach st dung ngudn nhan lyc ¢ hién
tai cling nhu tuong lai.

- Gitp doanh nghiép dinh mirc lai lao dong trong mdi bd phan, mdi don vi
tir 46 giam nhitng hao phi khong can thiét nham giam gia thanh san pham s&
nang cao nang lyc canh tranh cho doanh nghiép.

- Tao cho nguoi lao dong c6 viéc lam, thu nhap 6n dinh va co hoi thang
tién nhiéu hon khi doanh nghiép chu y nang cao hiéu qua st dung nhan luc.

- Tao diéu kién x4y dung tot hon mébi quan hé giita nhitng nguoi lam viée
trong doanh nghié¢p, tao duoc bau khong khi thoai mai do cling la yéu td co ban
dé nang cao hiéu qua stir dung ngudn nhan luc.

1.6.3. Y nghia ciia vigc ning cao hiéu qud siv dung nguén nhin lwc cia
doanh nghiép

Pbi voi nén kinh té qubc dan: Hiéu qua st dung lao dong cta doanh
nghiép phai dit trong mdi quan hé mat thiét chung v6i hiéu qua san xuat kinh
doanh cutia toan bd nén kinh té, goép phan phan anh duoc trinh do san xuét va
muc d6 hoan thién ctia quan hé san xuit trong co ché thi truong. Trinh d6 phat
trién cua luc luong san xut cang cao thi quan hé san xuat cang hoan thién. Sir
dung lao dong c6 hiéu qua gbép phan lam cho xi hoi bét di nhitng té nan xa hoi,
giam ganh ning that nghiép cho nén kinh té.

Péi véi ban than doanh nghiép: Nang cao hiéu qua sir dung nguén nhan
luc 13 co s& dé tai san xuit mo rong, cai thién doi séng cua can by, cong nhan
vién. Hiéu qua lao dong 1a can ctr chinh xac va quan trong dé doanh nghiép danh
gia lai cong tac sir dung lao dong cho ban than to chic minh. Tir d6, doanh

nghiép s€ rut ra dugc cach st dung lao dong mot cach hop 1y, gidm nhiing hao
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phi khong can thiét nham dem lai hiéu qué cao cho doanh nghiép.

Dbi v6i ban than nguoi lao dong: Hiéu qua lao dong 13 nhén td chinh thuc
day tinh than ngudi lao dong phat huy t6i da moi kha ning ctia minh. Nang cao
hiéu qua sir dung lao dong ddng nghia voi viée nang cao doi sdng cia chinh ban
than nguoi lao dong.

1.6.4. Cac bién phap ndng cao hi¢u quad cong tdc qudn tri nhin sw

- Phat huy sang kién, cai thién k¥ thuat, 4p dung k§ thuat méi véi cong
nghé tién tién.

- Cai thién diéu kién lam viéc cho nguoi lao dong.

- Cai thién cong tac hoach dinh nguén nhan luc.

- Xay dung ché d tién luong, thudng va dich vy xa hoi dé khuyén khich
nguoi lao dong.

- Xay dung ché d6 1am viéc va nghi ngoi hop 1y.

- Nang cao trinh d¢ vin hoa, nhan thirc ciing nhu tay nghé, chuyén mén
cho can b cong nhan vién, tdn dung tbi da thoi gian lao dong.

- Ap dung viéc ting ca dé giam lao dong thué ngoai.

- Nang cao chét luong tuyén chon ngudn nhén lyc.

- Pao tao va nang cao chat luong dao tao lao dong ctia doanh nghiép.

- Sap xép, bo tri, st dung lao dong ning dong va hop 1y hon.

- Danh gia tinh hinh thuc hién cong viéc nham khen thudng, ky luat lao
dong va thi dua san xuat.

- Do hiéu qua str dung lao dong ctia doanh nghiép chiu su tac dong ctua
nhiéu yéu t6 nén mudn ning cao hiéu qua hiéu qua st dung lao dong thi phai
giai quyét tong hop, ddng b nhidu van d¢, nhicu bién phap khac nhau:

+ Nang cao viéc ban hang tiéu thu san pham
+ Pa dang hoa san pham, da dang héa kinh doanh, m& rong san xuat.
+ Nang cao chat lugng san pham va dich vu ban hang.

+ Nang cao hiéu qua str dung von, chi phi tai chinh hop 1y.
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PHAN II:
THUC TRANG QUAN TRI NHAN SU TAI CONG TY CO
PHAN BIA VA NUOC GIAI KHAT HA LONG

2.1. Nhirng dic diém ciia cong ty co phin bia va nuéc giai khat Ha Long
anh huéng dén cong tic quan tri nhin sy ciia cong ty
2.1.1. Qua trinh hinh thanh va phat trién cia cdng ty cé phan bia & NGK
Ha Long
2.1.1.1. So lwoc vé doanh nghiép
- Tén doanh nghi¢p  : Cong ty CP Bia & NGK Ha Long

- Tén giao dich : Cong ty CP Bia & NGK Ha Long

- Tru s& : Puong Lé Loi - Phuong Yét Kiéu TP Ha Long - Quang Ninh
- Giay phép kinh doanh sb 22-03-000089 ngay 12/02/2003

-Vén diéu 1¢ : 30 ty VND

- Tai khoan : 44010000003848 Tai Ngan Hang dau tu va phat trién

Vi¢t Nam - Chi nhdnh Quang Ninh
- Giam d6c Congty  : K¥ su Vii Thi Thuy
- Nghanh nghé KD  :SX va KD Bia, ruou va cac loai nude giai khat.
2.1.1.2. Qua trinh hinh thanh va phat trién cia cong ty CP bia & NGK Hag
Long
Cong ty CP Bia & NGK Ha Long hoat dong theo luat doanh nghiép. Hién

nay Cong ty 1a mot don vi san xuit mit hang phuc vu cho nhu cau nudc giai
khat cuia nguoi tiéu dung. Bia hoi va bia chai 1a san pham chinh ctia Cong ty da
c6 mit hau hét trén dia ban toan tinh. Riéng bia hoi dang 13 san pham chiém linh
trén thi trrong Quang Ninh va thuc sy da 1a sy lya chon ctia nguodi dat mo cling
nhu khach dén du lich Ha Long.

Tién than ctia Coéng ty CP Bia & NGK Ha Long 1a Xi nghiép Lién hop
thuc pham Hon Gai do Uy ban hanh chinh tinh quyét dinh thanh lap nim 1964
vO1 nhiém vu chu yéu san xuat: my, che, banh keo .

Nim 1984 UBND tinh da quyét dinh tach Xi nghiép Lién hop thuc pham
thanh 3 xi nghiép :

+ XN Banh Keo Quang Ninh
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+ Nha may che Ha Long

+ Nha may My

Nhiém vu ctia XN ltc d6 1a san xuét cac loai banh keo. Trude day trong
thoi ky con bao cép viéc san xuat va tiéu thu san phrflm theo ké hoach Nha nudc
giao. Trang thiét bi so sai, san xuat chu yéu bang phuong phap thi cong, kinh
nghiém, cong nghé san Xuét thép kém, lac hau, nang suét lao dong khong cao, co
lac da dung trén bo cua su pha san. Ping trude co ché thi truong, san pham cua
Xi nghiép khong du stc canh tranh voi cac loai banh keo nhép tir Trung Qudc
v6i mau mi dep hon va dic biét voi gid ré hon. Pung trudce tinh hinh do, ban
lanh dao Xi nghiép da quyét dinh thay d6i co cdu san pham.

Ngay 3 thang 7 nam 1986 - UBND tinh da phé duyét luan ching kinh té

k¥ thuat vé du an mgt day chuyén san xuat Bia voi:

+Tong von dau tu : 6.138.500 dong VN
+ Cong suét thiétké:  1.000.000 lit / nim
+ Mat b::ing thiét ké : 1,5 ha

Ngay 1/7/1988 - Day chuyén san xuét bia da chinh thtic khai truong va dua
vao st dung. Banh dau mot budc ngoat lich st vé su chuyén giao nhiém vy san Xuét
chinh cta Xi nghiép .

Ngay 8 thang 9 nam 1989 UBND tinh di c6 quyét dinh s6 497- QB/ UB
d6i tén XN banh keo Quang Ninh thanh Nha may Bia — NGK Quang Ninh véi
tong s6 CBCNV: 252 ngudi. Nhiém vu ctia Nha may 13 san xuit san pham Bia
hoi va Bia chai phuc vu nhan dan trong tinh. Thoi gian dau do chua c6 kinh
nghiém, san pham co chat luong thip, ngudi tiéu dung con nhiéu ¥ kién. Thi
trudng chua chép nhan su cdé mat san phém cua Nha mdy. Ban lanh dao Nha
may da cung tap thé can bod ky thuat béng moi bién phap kinh té, ky thuat dé
nang cao dan chat luong san pham dap ting nhu cau thi truong. San pham Bia da
tr¢d thanh mdt hang chinh cua co s¢ .

TU nhitng ndm 1990 tr¢ di san luong cua Nha may tdng nhanh, nam sau
cao hon nim truéc. Thi truong tiéu thu ngay cang mo rong. Dé dap tng duogc

yéu cau vé quan Iy SX va kinh doanh, UBND tinh d c6 quyét dinh sé 273 QB/
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UB ngay 1/2/1996 d6i tén Nha may Bia - NGK Quang Ninh thanh Cong ty Bia
- NGK Ha Long v6i hai don vi truc thudc:

+ Nha may Bia - Ruou.

+ Xi nghiép dich vu.

Pén nim 2003 — Thyc hién chua truong chuyén d6i mé hinh quan 1y tir Doanh
nghiép nha nudc thanh Coéng ty cd phan. Ngay 27/01/2003 Cong ty tién hanh
Pai hoi c6 dong thanh 1ap Cong ty c¢b phan Bia & NGK Ha Long.

Tt nhitng budc di ban dau kho khan. Viéc dau tu SX - KD & muc do nho
khong ddng bo tién téi dau tu 16n, déng bd gip nhiéu lan. Thi truong tiéu thu
khong ngimg dugc mé rong. Véi sy phat trién va dinh huéng dung - Cong ty CP
Bia & NGK Ha Long trong nhiéu nam lién tiép dugc Pang va Nha Nudc trao ting:
Huén chuong lao dong hang ba nam 1987, Huan chuong lao dong hang hai nam
1994 va nhiéu bang khen khac. Qua d6 chimg t6 dugc vi tri, chd dimg ciia Cong ty
trong co ché thi truong ¢ sy dinh hudng ctia Nha nude.
2.1.1.3. Chikc ning, nhigm vu, sdn phiam san xudt kinh doanh ciia cong ty
2.1.1.3.1. Chirc nang cua cong ty

Can ctr Gidy phép kinh doanh - Cong ty CP Bia & NGK Ha Long c6
chtrc nang: Cung cap cc san pham Bia - NGK dap mg nhu cau cua thi truong.
2.1.1.3.2. Nhiém vu cua cong ty

- Thiét ké san pham phu hop véi thi hiéu cia nguoi tiéu dung.

- T6 chirc san xuat, San pham dam bao chat luong, sb luong dap Gmg day
da cho nhu cau thi truong.

- T6 chirc kinh doanh tiéu thy san pham.

- Bong g6p ndp ngan sach voi1 nha nude.

- Bam bao viéc lam cho s6 lao dong.
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2.2.1.4. Co ciu té chire ciia cong ty CP bia & NGK Ha Long
2.2.1.4.1.80 d6 co cdu té chirc ciia cong ty CO bia & NGK Ha Long

So do 02: Co cdu té chire quan 1y ciia cong ty.

(nguon: dwoc 1y tai phong t6 chirc ciia cong ty)

HOI BPONG QUAN TRI CONG TY

l

GIAM BOC CONG TY

A 4

A 4

Phé GD Séan Xuéat Pho GP Kinh Doanh
v A\ 4 l A \ 4
P. T Chirc P. Ké Hoach P. K& Toéan P. KT - KCS P. Hanh Chinh
> Nha May Bia XN Dich Vu [
\ 4
\4 \4
PX. Co may PX. Bia
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2.1.1.4.2. Co cdu té chirc ciia céng ty CP bia & NGK Ha Long
a. Gidm déc Céng ty

Giam ddc - La nguoi dai dién phap nhan ctua Cong ty, chiu trach nhiém
trude phap ludt va tap thé can bo CNV toan Cong ty vé két qua hoat dong san
xut kinh doanh va lam nghia vu d6i voi nha nuée theo luat dinh . La ngudi phé
duyét, 1ap va ra ké hoach, quyét dinh moi chién luoc sén xuit - kinh doanh cta
Cong ty.

Giam dbc c6 quyén to chirc b may quan 1y ciia Cong ty, dam bao hoat
dong san xuét, kinh doanh ¢6 hiéu qua, bao toan va phat trién von duoc giao.
b. Phé giam doc Cong ty - Gidm doc nha mdy Bia

Giam ddc nha may chiu trach nhiém trudc Giam doc cong ty, thay mit
Giam dbc cong ty phu trach toan bo hoat dong cuia nha may Bia. Pam bao cho
nha may san xuat dong bo, lién tuc, an toan va hiéu qua. Pap tng day du, kip
thoi cho tiéu thu san pham. Co thé thay mat giam doc Cong ty diéu hanh toan bo
Cong ty khi duoc uy quyén.
c. Phé giam déc Céng ty - Giam doc XN dich vu

Chiu trach nhiém trudc Giam ddc cong ty, thay mit Giam ddc cong ty
diéu hanh toan bd hoat dong cua xi nghiép dich vu. M& rong, quan 1y va giit
vitng thi truong tiéu thu san pham, cung Gng kip thoi, chinh xac, day da cho
mang ludi tiéu thu. C6 thé thay miat giam ddc Cong ty diéu hanh toan bd Cong
ty khi duoc uy quyén lai.
d. Phong t6 chirc Céong ty

- Tham muu cho Giam dbc Cong ty vé viée b tri, sép xép luc luong can bo,
nghiép vu céac cap trong Cong ty.

- B4 tri luc lwong san xuét cho phu hop véi ké hoach.

- Ban hanh céc ndi quy, quy ché ctia Cong ty

- Lap ké hoach tién luong, tuyén chon, dao tao CBCNV khi ¢6 nhu cau.

- Lap va quan 1y hd so c4 nhan CBCNV toan Cong ty.

- Nghién ctru co ciu san xuat, quan 1y hop 1y, xay dung co ché tra luong cho

CBCNV cho phu hop véi san xuét kinh doanh.
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- Quan 1y lao dong, giai quyét cac ché d6 cho CBCNV toan Cong ty.
e. Phong ké hoach Céng ty

- Lap ké hoach san xuit, ké hoach tiéu thu cho tung thang, quy, nam.

- X4y dyng gia thanh cho timg loai san pham.

- Xay dung dinh murc vat tu cho san XUAt.

- Pam bao cung cip day du, kip thoi, dung ching loai, c6 chat luong cac loai
vat tu, nguyén liéu dé hoan thanh ké hoach SX mét cach c6 hiéu qua.

- Quan ly céc kho vat tu .

- Xay dung cac dy an dau tu cho san xuit va tiéu thu san phém.

- Hop déng mua cac loai vat tu, nguyén li¢u.
f. Phong ké toan Céng ty

- T6 chirc quan 1y, sir dung ngudn vén c6 hiéu qua.

- Xay dung ké hoach tai chinh cho Céng ty.

- Thanh toan, hach toan kip thoi, déy du, ding han cac khodan thu chi .

- Tong hop cac sb liéu lién quan dén tai chinh caa Cong ty.

- Theo ddi viéc ky va thuc hién cac hop dong kinh té.

- Phan tich hoat dong san xuét kinh doanh cua Cong ty.

- Lap béo cdo tai chinh cua Cong ty thang, quy, nam.
g. Phong ky thudt- KCS Cong ty

- Thiét ké, cai tién san pham phu hop véi yéu cdu cua thi truong.

- Pé xuat cac bién phap k¥ thuat dé kip thoi giai quyét nhimg kho khan, su
cb trong san xudt.

- X4y dyng quy trinh cong nghé cho cac khau trong san xuat.

-Tao gidng, gitt giong, san xuat men giéng dam bao cung cap du cho san
Xuat.

- Theo d&i, diéu hanh qua trinh 1&n men.

- DPao tao tho k¥ thuat cong nghé.

- Kiém tra chat lugng cac ban thanh phim va thanh pham.

- Kiém tra viéc thuc hién quy trinh cong nghé.

- Tham gia giai quyét nhitng khiéu nai ctia khach hang vé chat luong san pham.
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h. Phong hanh chinh y té.

- Mua va cdp phét vin phong pham, phuc vu cac hoi nghi, tiép khach cia Cong

ty.
- T6 chirc bita dn cong nghiép cho cong nhan vién.
- T6 chirc cong tac vé sinh phong bénh cho toan Cong ty.
- T6 chirc kham bénh cho cén bd cong nhan vién .
- Tong hop thong tin, kip thoi béao cao véi lanh dao Cong ty dé c6 bién phap
giai quyét .

2.1.1.4.3. Cac don vi truc thudc
a. Nha may Bia
C6 nhiém vu: T6 chirc san xuat tao ra san pham cé chat luong cao theo

dung tiéu chuan cua cong ty, ddm bao cung cap du san luong, thue hién cong tac
quan 1y tai san, thiét bi, lao dong, dam bao an toan vé nguoi va thiét bi. Nha may
c6 02 phan xudng sau

* Phan xuong Bia

- To chire san xuét hop 1y, hiéu qua, dam bao AT cho ngudi va thiét bi.

- Xay dung céc bién phap quan 1y chat luong, gitt gin vé sinh CN.

- San xuét dap tng day du nhu cau tiéu thu cua thi truong vé sb luong, chat
luong.

* Phdn xuong co mady

- Chuan bi vé nang luong, thiét bi may moc, theo ddi thong ké vé sb luong,
chat lugng va tinh trang st dung may moc thiét bi, c6 ké hoach stra chita va du
phong cac thiét bj .

- Quan ly mang ludi dién dam bao cung cép lién tuc, an toan

- Quan 1y hé thong thiét bi lanh cung cap cho phan xudng bia phuc vu cho
cac qua trinh cong ngh¢ .

- Ché tao cac thiét bi bao on, thiét bi ban hang cung cap cho xi nghiép dich
VU
b. Xi nghiép dich vu

Co6 nhi€m vu t6 chirc bao ti€u san pham ctia nha may Bia, ddm bdo cung cap
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san pham dén noi tiéu thy, thyc hién hach toan kinh doanh c6 hiéu qua, t6 chuc va
quan 1y mé rong thi truong, thu thap thong tin va t6 chic quang céo gidi thiéu san
pham .
Truc thudc xi nghiép gom
* Phong ké toan xi nghiép.
* Phong tiép thi .
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2.1.1.5. Cong nghé sin xudt

2.1.1.5.1. So do ddy chuyén CN

Bia chali

Nguyén li¢u

A\ 4

Gia cong
nguyén li¢u

|

Dich hoa
b. Hoa

!

Loc ba

Y

Nau hoa

!

Lang trong

H. nhiét d

Y

Lén men

l

Y

bdng chai

A

Loc

Bia hoi

A 4

Kho thanh pham

4

Y

A

Chiét KEG

[
»

Tiéu thu

So dé 03: Sor dé ddy chuyén cong nghé san xudt bia ciia Cong ty CP bia & NGK

Ha Long
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2.1.1.5.2. Thuyét minh ddy chuyén céng nghé san xudt
* Nguyen liéu
- Nguyén liéu chinh dé san xuat bia
+ Malt dai mach.
+ Hoa Houblon.
- Nguyén liéu phu (giam chi phi gia thanh san pham)
+ Gao té.
+ Duong kinh.

* Gia cong nguyén liéu: Nguyén liéu trude khi dua vao nau duoc dua qua
may xay dé chuyén thanh nguyén liéu & dang bot, véi muc dich tao diéu kién
cho cong doan chuyén hoa tiép theo trong céng nghé san xuat.

* Dich hod, dwong hoa nguyén licu: Nguyén licu (dang bot) duge dua vao
cac ndi ndu, dudi tic dung cua enzim c6 san trong nguyén liéu hodc enzim bd
sung va tac dung cua nhiét do, qua tung giai doan khac nhau, v4i thot gian thich
hop. Tir nguyén liéu di thu duoc luong dich c¢6 ddy du ham luong céc chat dinh
dudng dé chuan bi cho giai doan 1én men tiép theo, d6 1a cac ham lugng dudng
glucoza, maltbza, axit amin.

* Loc Malt: Sau qua trinh duong hod, dich duong dugc dua qua may loc
dé tach hét ba nguyén liéu. Dich trong dugc dua sang thiét bi niu hoa con b
loai dung cho viéc chan nuoi.

* Nau hoa: Dich duong duoc dun sdi voi hoa houblon. & giai doan nay nhiéu
qua trinh dugc dién ra, d6 1a viéc trich ly cac chét déng, chét thom tir hoa vao dich
duong, 6n dinh céc thanh phén cua dich duong - tao huong, mau, vi cho bia.

* Ha nhiét dé - Dich niu hoa c6 nhiét d6 = 100 °C duoc léng, tach hoa,
tach can thod va chay qua may ha nhiét 4o vaoi chét tai lanh 1a nuéc glycol, nhiét
do dich duoc ha Xuéng voi nhi¢t 4o dam bao cho qua trinh 1€én men (T0 =12 +
13°C)

* L&n men bia: Pay 1a giai doan tuong dbi quan trong trong cong nghé
san xuit bia, dich duong dudi tac dung ctua nim men bia trong nhitng diéu kién

nhiét d6 nhét dinh. Bién d6i duong, axitamin thanh rugu, CO, va mét sb san
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pham phuy khéac nhu este, aldéhyt, axit hiru co, diaxetyl..... Thoi gian tang trir 1én
men tuy thudc vao cong nghé, cd thé tir 15 + 30 ngay/ chu ky.

* Chiét KEG: Bia 1én men sau khi duoc loc qua may loc, tach hét nAm
men tao ra bia thanh phim. Bia thanh pham dugc dwa qua mdy chiét keg (may tur
dong vé sinh va chiét bia vao KEG cta Puc ). Theo yéu cau tiéu thy caa thi
truong Cong ty dang sir dung cac loai keg : 20 lit , 30 1it.Néu 1a bia chai sau loc,
bia duogc chiét vao chai c6 dung tich 330ml, 450ml, 500ml

* Nhdn xét : Day chyuén CN nam 2004 so voi day chuyén cii 1a day
chuyén moi theo quy mé hién dai hoa. Day chuyén CN cii khau gia cong nguyén
liéu phai qua khau rang malt sau d6 méi dua vao xay. Day chuyén CN moi dua
malt udt vao xay thanh bot khong can phai qua khau rang. Pay 1a mot day
chuyén CN khép kin dam bao dang theo tiéu chuan san xuét hang thyc pham, vi
vay chit lugng san pham duoc nang cao rd rét ty 1& thu hdi cao, vi vay giam
dugc chi phi din dén lam giam gia thanh san pham. Pac biét 1a ddy chuyén chiét
Keg 14 day chuyén nhap ngoai tu dong hoa toan phan nén giam bdt duge chi phi
vé nhan cong. Vé san pham hién tai Bia hoi dang 1a san pham duogc ua chudng
trén dia ban tinh Quang Ninh, Bia chai chat lugng ciing dugc nang 18n rd rét va

dang dugc thi trudong dua vao str dung cac hoi nghi, ngay 18 tét.

2.1.1.5.3. Két cau san xudt ciia doanh nghiép
La mot hé théng cac b phan san xuat chinh, san xuat phu, san xuat phu

trg va cac bd phan phuc vu mang tinh chit san xuét cung véi mbi quan hé gitra
chung véi nhau trong qua trinh san xuat.
* Nhan xét

- Cong ty bd tri khu vuce kho gan khu vuc san xuét dong thoi duoc xut
truc tiép cho don vi san xuat khong phai qua khau trung gian.

- Cac don vi phu tro phuc vu truc tiép cho san xuét nén trong qua trinh
san xuét rat kip thot va thuan loi, khong ach tac. Cong tac kiém tra qua trinh
hinh thanh san pham duoc theo ddi tir khau dau dén khau cudi, day 1a diéu kién

thuan loi cho viéc dam bao chit luong san pham.
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So do s6 04: Sor do két cdu san xudt ciia céng ty CP bia & NGK Ha Long

- MALT
- GAO
Y
KHO
CUNG UNG
VAT TU >
PHAN XUONG PHAN XUONG
BIA < CO MAY
BQ PHAN
MEN GIONG R
(P.KY THUAT)

2.1.2. Két qua san xuat kinh doanh ciia cong ty trong hai nim 2008 va 2009
Déi véi doanh nghiép muc tiéu cudi cuing 1a loi nhuan.Loi nhuan 12 mot
chi tiéu tai chinh tong hop phan &nh hiéu qua cta toan bo qua trinh dau tu, san
Xudt, tiéu thu va nhimng giai phap ki thuat, quan Iy kinh té tai doanh nghiép. Dé
nhan thirc dung dan vé lgi nhuan thi khéng chi quan tim dén tong muc loi nhuan
ma phai dat lgi nhuan trong méi quan hé voi von, tai san, nguon luc kinh té tai
chinh ma doanh nghiép da sir dung dé tao ra loi nhuan trong ting pham vi, tréch

nhiém cu thé.
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Bing 01: Bdo cdo két qua hoat dong kinh doanh ciia cung ty CP bia & NGK Ha Long

DPon vi tinh: VND

Chi tiéu Két qua HDSXKD Chénh 1éch
Niam 2008 Niam 2009

2 6 7 +/- %
1. Doanh thu ban hang va cung cap dich vu 193,898,539,356 190,311,583,751 -3,586,955,605 -1.8499
2. Céc khoan giam trir doanh thu 53,158,624,915 53,052,971,849 -105,653,066 -0.1988
3. Doanh thu thuin ban hang va cung cép dich vu 140,739,914,441 137,258,611,902 -3,481,302,539 -2.4736
4. Gia von hang ban 99,553,849,887 101,821,267,804 2,267,417,917 2.2776
5. Loi nhuan gdp vé ban hang va cung cép dich vu 41,186,064,554 35,437,344,098 -5,748,720,456 -13.9579
6. Doanh thu hoat dong tai chinh 360,779,323 89,667,520 -271,111,803 -75.1462
7. Chi phi tai chinh 14,903,664,493 6,370,093,997 -8,533,570,496 -57.2582
- Trong do: Chi phi lai vay 14,903,664,493 6,370,093,997 -8,533,570,496 -57.2582
8. Chi phi ban hang 23,186,085,526 21,698,008,478 -1,488,077,048 -6.4180
9. Chi phi quan ly doanh nghiép 6,423,792,258 6,251,496,831 -172,295,427 -2.6821
10. Loi nhuan thuan tir hoat dong kinh doanh -2,966,698,400 1,207,412,312 4,174,110,712 140.6989
11. Thu nhap khac 3,356,565,943 2,452,705,822 -903,860,121 -26.9281
12. Chi phi khac 389,867,543 501,715,910 111,848,367 28.6888
13. Loi nhuan khac 2,966,698,400 1,950,989,912 -1,015,708,488 -34.2370
14. Tong loi nhuan ké toan tréc thué - 3,158,402,224 3,158,402,224 3
15. Chi phi thué thu nhdp doanh nghiép hién hanh 866,654,081 866,654,081 _
16. Chi phi thué thu nhap doanh nghiép hoan lai - _
17. Loi nhuén sau thué thu nhdp doanh nghiép 2,291,748,143 2,291,748,143 _
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Qua bang béo céo két qua kinh doanh trén ta thay: Loi nhuan ctiia nam
2009 tang rd rét do cong ty da giam duoc chi phi trong san xuat kinh doanh,
chtng t6 cdng tac quan If cua cdng ty da duoc nang cao, do d6 hiéu qua san xuat
kinh doanh cuaa cong ty tang I&n. Diéu nay dugc thé hién cu thé nhu sau:

- Doanh thu ban hang giam 1.8499% so v4i nam 2008 la do trong nam
2009 san luong tiéu thu cua céng ty giam. Nam 2009 tinh hinh kinh té n6i chung
roi vao khung hoang, do vay tinh hinh tiéu thy san pham ctia cdng ty ciing bi
giam sUt theo tinh trang chung. Pong thai cac khoan giam trir doanh thu giam
nhe 0.1988%, dan dén doanh thu thuan giam 2.4736%.

- Doanh thu thuan giam trong khi d6 gia von hang ban lai ting 2.2776%
lam cho lgi nhuan gop cua cong ty nam 2009 giam manh 13.9579%.

- Chi phi tai chinh giam 57.2582%, chi phi ban hang giam 6.418%, chi phi
quan Ii doanh nghiép giam 2.6821% véi téc do 16n hon téc do giam cua loi
nhuan gop, Vi vay nim 2009 cbng ty van dat dugc loi nhuan 1,207,412,312
VND tuong ung Vi ty ¢ tang 140.6989%, tang dang ké so véi nam 2008

(-2,966,698,400 VND)

- Thu nhap khéc giam 26.9281% dong thoi chi phi khac lai tang
28.6888% cang lam cho loi nhuan khac giam manh 34.237%. Song toc d6 giam
cua loi nhuan khac nho hon téc do tang cua loi nhuan thuan tir hoat dong ban
hang vi vay tong loi nhuan cta cong ty van dat dugc 3,158,402,224 VND.

- Ta thay doanh thu cuia cong ty nam 2009 giam so v4i nam 2008, trong
khi d6 nam 2009 céng ty van tuyén thém 34 lao dong, Diéu nay 1a chua hop Ii.
Doanh ngiép can phai xem xét va diéu chinh van dé nay.

2.1.3. Luc luwgng lao dong tai cong ty CP bia & NGK Ha Long
2.1.3.1. Muc dich va y nghia ciia viéc fim hiéu cong tic nhén sw trong Céng ty
2.1.3.1.1. Muc dich

Kiém tra tinh hinh thuc hién cac chinh sach theo phap luat cua Cong ty
C6 phan bia & NGK Ha long d6i vdi ngudi lao dong.

Nghién ctru két cau lao dong cua Cong ty thé hién qua cac mat nhu co

cau lao dong, trinh dg, 1ra tudi, gidi tinh...
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Panh gia tinh hinh st dung lao dong, cac hinh thirc to chirc lao dong da
phu hop voi Cong ty hay chua.

Dua ra cac bién phap ning cao hiéu qua st dung lao dong nhim dat
duoc chat luong t6t, ning sut cao dé nang cao thu nhap cho ngudi lao dong.
2.1.3.1.2. Y nghia

Lao dong 13 ngudn lyc quan trong nhét cia bat ky mot td chic doanh
nghiép ndo va 1a co s& quyét dinh sy ton tai va phat trién ctia chinh doanh
nghiép d6. Do d6, viéc nghién ctru va tim hiéu vé tinh hinh st dung lao dong
gitip cho doanh nghiép thdy duoc nhimg diém manh dé phat huy va nhiing
diém yéu can phai stra doi, bd sung. Tur viéc nghién ctru d6 gitip Cong ty dua
ra cac bién phap dé st dung lao dong mot cach hop 1y dem lai hiéu qua cao
trong cong viéc.
2.1.3.2. Pic diém lao ddng ciia cong ty CP bia & NGK Ha Long

Luc luong lao dong ciia Cong ty 1a mot trong nhitng nhén té quan trong,
quyét dinh qua trinh san xuat kinh doanh. Nhan thtc rd diéu d6 ngay tir khi
thanh lap, cong ty da chi trong van dé t6 chuc, sap xép lao dong mot cach hop
ly va khoa hoc.

Luc luong lao dong trong Cong ty dugc chia lam hai khéi: khéi lao dong gian

tiép va khéi lao dong truc tiép.
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Bing 02: Co ciu lao dong ciia cong ty CP bia & NGK Ha Long hai nim 2008,

2009
Nam 2008 Nam 2009 Cheénh léch

Phand%cr)lng lao . O“ISlo(n Ty 36 Ty 36 Ty

s -u(;";) & 1&(%) | luong(ngudi | 1&(%) | luong(nguoi) | 16(%)
1. Theo gioi
tinh 346 | 64.9 376 65.3 30 13
- Nam
- Nit 187 35.1 191 34.7 4 -0.4
2. ,Theo tinh
chat lao dong
- Cong nhan 433 81 462 81.48 29 0.48
- Can bo
CNV 100 19 105 18.52 5 -0.48
3.Theo ,tr‘lnh
do hoc van
-Trén 67 12.57 79 14 12 257
PH+DH
- Cao ding 137 25.7 147 26 10 0.3
- Trung cdp, | 559 | 6173 341 60 12 173
SO cap
4.The0 do
wo 127 | 238 147 26 20 3.8
: %?:?18 213 | 40 225 39.7 12 0.3
4150 110 20.6 118 20.7 8 0.1
_51-59 83 15.6 77 13.6 -6 -2
>-Tong 50 lao | ga7 567 34
dong X 7

(Nguon: Phong to chirc cua cong ty CP bia & NGK Ha Long)
Nhan xét;

-Theo giéi tinh:

Qua bang s liéu trén ta thdy: Nam 2008 s lao dong nam 1a 346 nguoi
tuong g 64.9%, lao dong nit 12 187 nguoi chiém 35.1%. Sang nam 2009 s
lao dong nam tang 30 nguoi tuong tng tang 1.3%, lao dong nit tang 4 nguoi
tuong Gmg giam 0.4%. Do dic diém nganh nghé 1a doanh nghiép san xuat nén
lao dong nam vén chiém nhiéu hon lao dong nir. Lao dong nit chu yéu lam tai

phong ké toan, phong té chire, van thu, mot sb 1am tai phan xudng san Xuat,...
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-Theo tinh chat lao dong:

Trong nam 2008 va 2009 s6 luong lao dong 1a cong nhan déu chiém wu
thé. Nam 2008 s6 lugng cong nhan 12 433 ngudi chiém 81% dén nam 2009 tang
1én 12 462 nguoi. SO lwong can bd quan ly giam nhe khdng dang ké (nam 2008
chiém 19%, nim 2009 chiém 18.52%), diéu nay chtmng t6 trinh d6 quan Iy caa
can bo trong cong ty da dugc nang cao, ddng thoi cong ty di gia ting lao dong
dé hoan thanh cdng viéc ngay mét nhiéu.

-Theo trinh d9 hoc vén:

Nhin chung co cau lao dong theo trinh d hoc Van cua cong ty CP bia &
NGK Ha Long chu yéu la trinh d6 trung cap va so cap, chiém 61.73% lao dong
nam 2008, va giam 1.73% nam 2009. Trinh do cao dang tang khong dang ké
0.3%. Pic biét trinh d6 lao dong dai hoc tang rd rét nam2008 1a 67 ngudi, dén
nam 2009 tang 12 nguoi. Diéu ndy cho ta thdy su quan thm dén cong tac dao
tao va phat trién nhan luc ciia cong ty CP bia & NGK Ha Long, khéng ngimg
nang cao chat luong lao dong dé mang lai hiéu qua san xuat kinh doanh.

-Theo d9 tudi:

Ta nhan thay sé lao dong tré dudi 30 tudi cua cdng ty nam 2008 chiém
223.8%, nam 2009 tang Ién 26%. Pay la luc luong lao dong tré dy su nhiét
tinh,sang tao, c6 tinh than hiang say trong cong viéc, tuy nhién lai chua c6 kinh
nghiém trong c6ng viéc. Vi thé cong ty can tao diéu kién va cho doi ngii lao
dong nay phat huy nang luc.

Chiém ty trong 16n nhat 12 lao dong d6 tudi 31-40 chiém 40%. Pay la doi
ngii cd tinh than trach nhiém cao va l1am viéc c6 hiéu qua. Do tudi 41-50 chiém
ty trong twong ddi nam 2008 14 110 ngudi chiém 20.6%, nam 2009 1a 118
nguoi. Ngudi trong d6 tudi ndy thudng gitt chire vu cao trong cong ty. Vi vay
cong ty nén co chinh séach khuyén khich, dong vién doi ngii nay phét huy va
cong hién hét sice minh cho cong ty. Do tudi 51-59 chiém ty trong thap nhat,
nam 2008 1a 15.6%, nam 2009 giam xudng con 13.6%.
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2.2. Thuce trang cong tac quan tri nhan sy tai cong ty CP bia & NGK Ha
Long
2.2.1. Phén tich cong viéc

Vao dau ky san xuat kinh doanh (hang thang, hang quy, hang nim) sau
khi can ctr vao thuc trang nang luc cua may moc thiét bi, nang luc trinh d§ cong
nhan vién hién tai ctia Cong ty, phong to chirc hanh chinh s& phdi hop véi phong
ké hoach, k¥ thuat dua ra mot ban tai liéu thé hién rd cac yéu té vé k¥ thuat,
cong nghé va ca con ngudi dé san xuat sao cho cé hiéu qua cao, tiét kiém kinh
phi, phuc vu cho Céng ty hoan thanh ké hoach trong ky.

Cong ty da thuc hién chit ch& cong tac phén tich cong viéc dé cho cac ban
mo ta cong viéc va ban tidu chuan cong viéc gitp ngudi lao dong thuc hién tot
hon cong viéc va hiéu 16 nhiém vu can thyc hién ciia minh trong qua trinh kinh
doanh chung cta Cong ty.

Viéc xay dung hai tai liéu trén duoc tién hanh theo yéu cau vi tri ciia mdi
cong viéc va dugc cap nhat thuong xuyén dua theo tinh hinh va diéu kién thyc té
ctia Cong ty ciing nhu phai dam bao loi ich kinh té, tinh an toan trong qué trinh
cong tac ctia cong nhan. Diéu ndy gitp cho cong tic hoach dinh, tuyén dung
cing nhu quan 1y nhan luc tai Coéng ty dugc hiéu qua va gon nhe.
Cong tac hoach dinh ngudn nhéan luc dugc phong nhan sy Cong ty thuc hién rat
nghiém tic qua 4 budc.

Buéc 1: Dy bao nhu cau va du bao kha ning san c6 cia Cong ty vé nhan
lwc. Khi du bao thi phong nhan sy phai cin cir vao nhiéu yéu té nhu: ké hoach
kinh doanh, cac thay ddi co thé phat sinh, sb lugng nhan vién, trinh do chuyén
mén ctia ho. Tir d6 s& xac dinh dugc so véi ké hoach san xuét thi Cong ty thira
hay thiéu nhan luc dé dua ra cic quyét dinh dbi v6i tuyén dung hay sa thai nhan
vién cho phu hop.

Buéc 2: Phong nhan sy s& dua ra cac ban bao céo ciing nhu nhiing ¥ kién
dong gop dé cap trén xét duyét.

Budc 3: Phong nhén sy s& phdi hop véi cac nha quan tri & cac linh vuc khac

dé thuc hién cac chuong trinh cu thé nhu tuyén dung hodc sa thai, dao tao nhan vién.
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Buéc 4: Phong nhan sy danh gia hiéu qua va co sy diéu chinh cho phu
hop véi diéu kién thuc té kinh doanh ctia Cong ty hon.

Nhin chung cong tac hoach dinh ngudn nhén lyc tai Cong ty lam kha t6t
dé dap tmg nhu cau san xuat kinh doanh chung, tuy nhién van con c6 nhimg t6n
tai can khic phuc, dac biét 1a & khau thu thap thong tin vé ngué)n nhan luc tai cac
cong ty cung linh vuc kinh doanh, dan t¢i viée hoach dinh d6i khi khéng chinh
X4c so v&i tinh hinh kinh doanh thyc té. Piéu nay gay khé khan cho Cong ty
trong qua trinh thuc hién kinh doanh.

Thuc chét thi viéc thu thap thong tin chi mang tinh chét can ¢t vao nang
luc kinh doanh, khai thac & ky trudc rdi 4p vao ky nay. Nén khi tién hanh cong
tac can d6i nang luc kinh doanh thuc té va san luong ké hoach dé ra thi thuong
dan t6i viéc tuyén dung thém nhan lyc trong khi & mot s6 vi tri cong vigce, t6 doi
chiu trach nhiém van c6 thé cang dang, luan phién duoc.

2.2.2. Tuyén dung lao déng

Tuyén dung nhan vién 13 mot hoat dong quan trong trong quan tri. Khi
xem xét van dé tuyén mo va tuyén chon nhan vién, can bd tuyén dung dac biét
quan tam li¢u vi¢c tuyén chon d6 c6 mang lai hi¢u qua cho Cong ty hay khong,
nghia 13 phai tuyén lya dugc dung nguoi vao dung nhitng cong viéc phit hop véi
kha nang, nang khiéu va chuyén mon cua ho. Pay 1a mét cong tac dac biét quan
trong, anh huong truc tiép dén sy ton tai va phat trién chung ctia Cong ty.

Hang nim Cong ty xac dinh nhu cau tuyén dung lao dong dua trén co s
ké hoach hoat dong kinh doanh va nhu cau lao dong trong thuc té tai cac
phong, ban, b phan, ca vé lao dong truc tiép va lao dong gian tiép. Xuét phat
tir nhu cau d6 phong to chirc hanh chinh x4y dung ké hoach tuyén dung trudc

mat va 1au dai sau d6 trinh 1én Giam déc phé duyét.
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2.2.2.1. Khdi lao dong gian tiép

Quy trinh tuyén dung nhén vién ciia cong ty

Nhu cau tuyén dung

Lap ké hoach tuyén dung

A 4

Phé duyét

A 4

Thu nhap ho so

Y

Thanh 1ap hoi dong

tuvén dung

A 4

Tién hanh xét tuyén

A 4

Tién hanh thi tuyén

l

Thong bao ky hop dong

\ 4

Ky hop dong dai han va

oiai auvét cac thua tuc khac

Bo phdn thuc hién
Céc phong ban

Phong to chirc

Phong to chirc

Phong to chirc

Phong t6 chuc

Hoi dong tuyén dung

Phong t6 chtrc

Phong t6 chuc

Phong t6 chic

Phong t6 chuc
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v' Nhu cau tuyén dung:

- Tuyén dung thay thé:

+ Thay thé nhan vién xin thdi viéc, bi sa thai... hoat dong tuyén dung phai
duoc thuc hién nhanh chéng dé dam bao tinh lién tuc ctia cong viéc. Thay thé
tam thoi nhan vién di vang, bi bénh... v6i mot hop dong lao dong c6 thoi han
(thuong 1a ngan). Hoat dong nay ciing phai dugc thuc hién gap rat dé dam bao
tinh lién tuc cta cong viéc.

+ Thay thé nhan vién duoc thiang chic, thuyén chuyén hoic nghi huu...
Hoat dong nay can phai dugc chuan bi truéc mot khoang thoi gian, trudc khi
nhan vién cii roi khoi chirc vu vi nhan vién cii ¢6 thé giup d&, huéng dan nhan
vién trong viéc hoa nhap véi moi truong cong tac.

- Tuyén dung i#ng pho: Hoat dong nay thuong dién ra khi doanh nghiép
nhan duoc khdi lugng cong viéc 16n trong mot khoang thoi gian nhét dinh. Bé
dam bao tién do san xuat kinh doanh, Céng ty s& can tuyén dung lao dong trong
khoang thoi gian d6. Ciing c6 thé tuyén dung tmg pho trong trudng hop doanh
nghiép can mét vi tri nhan vién tam thoi.

- Tuyén dung thwong nién: Hoat dong nay phu thudc vao ngan sach va ké
hoach quan 1y dy tri ngudn nhan luc.. Ké hoach nay dugc thiét 1ap trén co so
cac hoat dong trong nam tiép theo, udc tinh lugng nhan vién sé& thdi viéc, s6
vang mit. ..

Trong budc ndy, qua 2 nam qua ta thay cong ty thuc hién chua tét. Nam
2009 c6 doanh thu giam so véi nam 2008 ma cong ty van tuyén dung thém 34
nguoi, nhu vay 1a chua hop 1i véi tinh hinh thuc té cua cong ty hién nay. Cong
ty can quan tm xem xét van dé nay.

v Lap ké hoach tuyén dung:

Cin clr vao dé xuét clia cac phong, ban, don vi thi bo phan nhan sy va bd
phan lao dong tién luong phédi hop véi 1anh dao CONg ty to chirc ra soét lai toan bo
lao dong trén co s d6 lap danh sach cac linh vuc can phai bo sung thém lao dong.

Cén bd phu trach tuyén dung cin cir vao so lugng tuyén dung lam van ban

trinh Giam ddc s luong can bd sung sau d6 thong bao cho cac don vi, phong ban.
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v Thong bao tuyén dung, tién hanh thu nhin ho so:

Ké hoach tuyén dung sau khi da duoc Gidm ddc phé duy¢t thi bd phan
nhan su chiu trach nhi¢m thong bao tuyén dung dudi cac hinh thic khac nhau
nhu: théng b&o bang cach dan niém yét, dan thdng bao tai cong ty va quang céo
trén cac bao chr chua thong bao dén hét cac ngudn lao dong, dic biét 1a nhimng
ngudn c6 kha nang tim kiém thuan lgi, d& dang va chinh xac, sau 15 ngay rdi
moi tiép nhan ho so.

Hb so bao gdm:

e So yéuly lich.
e Don xin viéc (viét tay).
e Gidy kham strc khoé.
e Ban photo co cong chimg cac van bang chung chi lién quan
tuy thudc vao yéu cau va tinh chit timg cong viéc.
v" Thanh lap hoi ddng tuyén dung:

Hét thoi han nop ho so thi bd phan nhan su tién hanh 1ap danh sach nhiing
thanh vién trong hoi dong tuyén dung va tién hanh hop hoi déng dé phuc vu cho
cong tac tuyén dung lao dong mot cach co hiéu qua nhat.

Thanh phan hoi dong tuyén dung bao gdm: Cac pho giam ddc, ngudi phu
trach bd phan nhan sy, cac phong nghi¢p vu ¢o lién quan.

v’ Tién hanh xét tuyén:

Sau khi d tiép nhan cac hd so xin viéc thi hoi dong tuyén dung tién hanh
phan loai hd so. Nhitng hd so nao dap ung du cac tiéu chi ma Cong ty dé ra va
c6 thanh tich noi bat s& duge tiép tuc nhan vao vong tiép theo, nhitng hd so
khong dat s€ bi loai.

v/ Tién hanh thi tuyén:

V6i nhimng ho so dd duoc lya chon ¢ vong xét tuyén thi cac tmg vién d6 s&
duogc goi dén Cong ty dé thi chuyén mon hodc phong vén. 15 ngdy sau khi thi tuyén
thi nhitng g vién trang tuyén s& duoc goi dén Cong ty dé ky hop dong thir viéc.

v Thong bao ky hop dong thir viée:

Ky hop dong thir viéc d6i voi:
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e Lao dong gian tiép: Thoi gian thir viéc tir 2 dén 3 thang.

Nguoi tring tuyén duoc bd tri vé cac bod phan da duoc du kién s& tap su
vo1 muc dich danh gia két qua thuc hi¢n cong tac chuyén moén, nghiép vu, thuc
hién céc ndi quy, quy ché ciia Cong ty.

Hét thoi gian thir viée thi nhan vién tap su phai tu viét ban béo céo va c6 ¥
kién nhan xét cua bd phan chuyén mon truc tiép hudng dan minh. Viéc nhan xét
phai c6 cac ndi dung sau:

» Thuc hién nhiém vu nghiép vu duogc giao.

> Viéc thuc hién cac ndi quy, quy ché ctua Cong ty.

» Tinh than hoc tap va y thire trach nhiém ddi véi cong viéc dugc giao.

» Gilr bi mat kinh doanh trong Cong ty.

> C6 ¥ thirc va dao dirc nghé nghiép.

v/ Ky hop ddng han va tién hanh hoan thién cac thii tuc khac:

Hét thoi han thtr viéc thi méi ky hop dong chinh thirc va hoan thién ndt
thu tuc, hd so theo yéu cau ctia cong viée. Mirc lwong chinh thire thuc hién hop
déng lao dong duoc huong theo quy ché tra luong ciia Cong ty va tuan thi theo
dung quy ché tra luong theo phép luat quy dinh. Cac hinh thuc ky két hop dong
lao dong:

- Hop dong lao dong khong xéac dinh thoi han.

- Hop ddng lao dong xac dinh thoi han tir 1 dén 3 nam.

- Hop ddng lao dong thoi vu dudi 1 nam.

- Hop dong thir viée tir 1- 3 thang.

Khi hop ddng lao dong hét hiéu luc, Giam déc Cong ty s& can cir vao nhu
cau san xuat kinh doanh, kha ning nguoi lao dong dé ky tiép hop dong lao dong
moi hodc chuyén hinh thirc hop dong lao dong hay cham dit hop dong lao do

v Phan cdng cong tac theo yéu ciu:
Phén cong cong tac theo yéu cau: Phong t6 chirc nhan sy thao quyét dinh

trinh Giam D¢ Cong ty diéu dong chinh thirc nguoi lao dong theo yéu cau.

SV: Nguyén Thi Lanh - Lép: QT 1002N 45



Mot s6 bién phap ning cao cong tic quan tri nhin su tai Cong ty co phan
bia va nuwéc giai khat Ha Long

2.2.2.2. Khdi lao dong truc tiép

Véi quy trinh tuyén dung nhu sau:

Xac dinh nhu cau va thong bao

tuvén dung

A 4

Thanh 1ap hoi dong tuyén dung

A 4

Tuyén chon qua ho so

A 4

Phong van cac trng vién

A 4

Thi tay nghé nghiép vu

\ 4
Cho thtr viéc

A 4

Nhan xét két qua va ra quyét

dinh

Pbi véi lao dong truc tiép quy trinh tuyén dung dién ra twong ty nhu voi
lao dong gian tiép, cd dic diém khéc sau:

-Dbi vai hoi dong tuyén dung: Mac di cong ty to chie thi tay ngé nhung
thanh phan hoi dong tuyén dung lai chi bao gém can bd nhan su ma chua c6 mot
s6 lao dong cd tay nghé cao, c6 kinh nghiém dang 1am viéc tai cong ty. Vi thé
ma viéc danh gia nang luc thuc su caa tng vién.

-C6 thém budre thi tay nghé caa tmg vién nham xéc dinh trinh d6 tay nghé
cong viéc.

Két qua tuyén dung ciia cong ty trong 2 ndam gan day
Hai nim gan day d& c6 nhimg ¢ gang nhdm hoan thién hon vé sé luong
va chat luong tuyén dung gdp phan ting doanh thu, loi nhuan va ban than thu

nhap ctia nguoi lao dong cling ting 18n, giai quyét duoc nhimg vi tri con trong
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trong cong ty ca bang ngudn tuyén dung bén ngoai va bén trong song chua thuc
su phd hop véi nhu cau lao dong cia cdng ty trong thoi gian do.

Do dic diém la cong ty san xuit nén cong ty can mot doi ngil cong nhan
giau kinh nghiém va cing cap. Néu nhu nhimng nim trudc day trinh do cia
ngudi cong nhan méi tuyén 1a trung cip, trung hoc thi hién nay, dic biét 1a tir
nam 2007 tré di cong ty d4 tuyén chon ngudi cdng nhan co trinh do cao dang va
han ché dan sé cong nhan c6 trinh do thap hon.

Tuy nhién ngoai nhitng wu diém trén thi trong coéng tac tuyén dung cia
cong ty van con mot sd ton tai.

Nhueoe diém

Thir nhat, nguon tuyén dung bén ngoai clia cong ty chua rong, cong ty méi
chi quan tdm dén d6i ngii lao dong 13 con em trong cong ty va mot sb lao dong
khac & thi truong lao dong. Chua chu ¥ dén ngudn sinh vién moi tot nghiép.

Thir hai, cong viéc thong bao tuyén dung cia cong ty ciing chua rong, moi
chi thong bao tai cong ty trén mot bdo cao. Nhu vay s¢€ han ché hd so hon va it
c6 co hoi tuyén dung k¥ va chon duoc nhiéu nguoi tai hon.

Tha ba, cdng tac xac dinh nhu cau tuyén dung cta cdng ty thyc hién chua
t6t. Nam 2009 doanh thu ciia cong ty giam so véi nam 2008 ma cong ty van
tuyén dung thém 34 nguoi. COng ty can xem xét van dé nay dé diéu chinh cong
tac tuyén dung cho phi hop.

Ngoai ra, cong viéc kiém tra, xac minh 1y lich ctia tmg ctr vién khong thuc
su dugc cong ty quan tdm. Hau nhu cong ty khong xac minh lai d6 chinh xac
ctia hd so. Nhu vy s& c6 mot s thiéu sot trong hd so.

Tuy nhién, dé theo kip xu thé phét trién chung cta kinh té thi truong va dé
c6 thé canh tranh nang cao uy tin cta cong ty trudc cac ban hang, cac d6i thi va
nguoi tiéu dung thi doi hoi cong ty phai quan tim hon nira dén khau quan ly
nhan su bﬁng viéc hoach dinh, thiét lap ké hoach héa nguén nhan luc, to chuc,
sap xép, thuc thi dung véi tién trinh va chat luong du kién dam bao tuyén dung

ding nguoi cho cong ty.
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2.2.3. Pao tao va phit trién nguén nhén lyc

Hang nam Cong ty thuong ctr ra nhitng cong nhan uvu tu, nhitng can bo
quan 1y ¢6 nang luc, c6 dao duc di dao tao, ning cao tay nghé va trinh do cua
cong nhan va can bd quan 1y. TAt ca cac can bd quan 1y caa Cong ty Cp bia &
NGK Ha Long déu d& duoc qua dao tao co ban va nang cao. Thoi gian vira qua
Cong ty d4 lién tuc mo cac 16p dao tao tay nghé tai chd cho cong nhan cia cong
ty, nhiéu cong nhan sau khi dao tao d@ dugc nang bac thg va nang bac luong.

Chinh sach dao tao.

- V& chuyén mén:

+Ddi Vi cong tac can bd: thuong xuyén boi dudng ning cao va ctr di dao
tao tai cac truong dai hoc. Hang nam mdi phong cua cong ty déu c6 nguoi duge
di hoc vé nghiép vu, ngoai ngtt, vi tinh, tai chirc va van br?mg 2.

+Ddi véi cong tac dao tao nang bac cong nhan: Véi hinh thirc dao tao ngay
tai chd 1am viéc c6 kém cdp bdi mot ngudi cong nhan bac cao hon, hang nim
cong ty déu co to chirc nang bac cho cong nhan theo quy dinh dé ra nhu sau: tir
bac 1 1én bac 2 hodc tir bac 2 1én bac 3 phai c0 2 nam cong tac tai cong ty va tir
bac 4 trd 1€n phai c6 2 nam cong tac.

V61 mét quy trinh dao tao nhu trén, dudi su quan tdim dung muc cua lanh
dao cong ty va su nd luc thuc hién, trong nhitng nim qua cong ty di dat duoc
nhimg két qua déng ké trong linh vic dao tao va phat trién ngudn nhan luc .

Nhin chung, cong tac dao tao va phat trién ngudén nhan lyc tai Cong ty CP
bia & NGK Ha Long thuc hién mdt cach thuong xuyén, lién tuc va phﬁn nao da
dap tng dugc yéu cau san xuit kinh doanh, yéu cu cua cong viéc. Cong ty da
¢ su quan tdm dGng murc, co chinh sach khuyén khich can bd cong nhan vién
chua co trinh do dai hoc, tay nghé chua cao. Thyue sy c6 nhu ciu dao tao va dao
tao lai cho di hoc hodc tham gia du céc khod dao tao ng:fm han dé tang hi¢u qua
va khd nang lam viéc.

- Tho ki thuat: Do nhu cau chit lugng méay moc thét bi phuc vu san xuét
can duoc dam bao théng subt,van hanh lién tuc ma khong bi gian doan nén yéu

cau vé trinh do tho ki thuat ngay cang cao, can phai thudng xuyén dao tao nang
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cao tay nghé cho doi ngii nhan vién nay.Tuy nhién cong ty chua chi trong dén
hinh thire lao dong tai chd vira tiét kiém chi phi vira mang lai hiéu qua cao.

- Khoa hoc ki thuat ngay cang tién tién va co su thay d6i lién tuc, vi vay
d6i ngii nhan vién ma dic biét 1a thg bac cao, ki su chuy@n nganh can lién tuc
trau doi nhitng kién thirc méi dé kip thoi dap tng cong tac san xuit cia cong ty.
Bai vi doi ngii lao dong ndy chiu trach nhiém huéng dan va di dau trong cong
nghé san xuat, anh hudng 16n dén chat luong san pham.Cong ty CP bia & NGK
Ha Long di y thie dugce van dé nay nén trong 2 nam qua cong ty da dua mot sd
nhan vién ki thuat di dao tao tai trung tam ki thuat hoac thué cac chuyén gia
huéng dan va chi bao cdng nghé mai.

- Khéch hang ngay cang kho tinh trong tiéu dung ciing nhu sy canh tranh
ngay mot tang cao doi hoi can bo kinh doanh ciing nhu can bo quan ly can c6
trinh d6 cao. Vi vidy ma bo phan lao dong nay ciing can duoc boi dudng vé
chuyén mén ciing nhu céc kién thiac maéi dé bat kip thi truong ngay mot kho
khin. Cong ty da cho mot sé cha dai ly phan phdi di hoc vé nghiép vu ban hang,
nhan vién kinh doanh ciing duoc tiép xdc va c6 su €6 van caa cac chuyén gia vé
ki nang ban hang.

Bén canh nhimg wu diém dat dugc cong tc dao tao con ton tai mot sé han
ché. Mot s6 nhan vién duoc cir di dao tao nham nang cao tay nghé nhung lai chi
di hoc dé d6i ph6,mong muédn lay duoc bing cip cao hon ma khong chi trong
dén chat lugng chuyén mén. Cong ty can ¢ bién phap dbi véi nhimg truong
hop nay. Pong thoi cong ty van chua quan tam dén cdng tac dao tao tai chd cho
cdng nhan truc tiép. Cong ty cd thuc hién song chua thuc sy hiéu qua.

2.2.4. Thu lao - lao dong

Tao dong luc trong lao dong gém 6 kich thich vat chat duéi hinh thirc
tién luong, hd tro dong BHXH, BHYT hodc trg cap om dau, thai san, trg cap
kho khin va céc chinh sach khen thuéng déu duoc cong ty thuc hién cong bang
va day du theo cac quy dinh cta phap luat.

Kich thich tinh than ngudi lao dong lam trong Cong ty CP bia & NGK Ha

Long dugc lam vi¢c trong mot moi truong tuong doi tot, cac moi1 quan hé¢ gitra
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con ngudi trong coéng ty dén duge quan tdm hai hoa. Van dé vé sinh an toan lao
dong luon dugc quan tam va thyc hién tdt.

Céc chinh sach, chu truong cta cong ty déu xuat phat tir loi ich chung cua
cong ty va loi ich ctia nguoi lao dong. Bai vi ho hiéu rat sau sic mot diéu rang,
chi c6 quan tAm, chiam lo toi quyén loi ctia ngudi lao ddng méi 1a ngudn khich 18
c6 hiéu qua nhat dé ngudi lao dong hing say lam viéc va dong gop stc minh vi
muc tiéu chung cta cong ty.
2.2.4.1. Tién lvong, tién thucng
a. Tién luwong

Tién lwong 1a mot yéu t6 san xuat, 1a chic ning quan 1y, 1a thudc do hao
phi lao dong, dic biét 1a don bay kinh té va ciing 1a ngudn thu nhap chinh cua
nhén vién Cong ty CP bia & NGK Ha Long.

Nhitng nguyén tac chung khi xac dinh luong duogc, phuong thirc tra luong
cua cong ty:

- Gan tién luong véi hiéu qua cong viéc va loi ich chung cta toan cong ty
bang cac tiéu chuan va hé sb.

-Tién luong cép bac va phu cép chtrc vu theo nghi dinh 26/C P dé tinh cho
cac ngay nghi ché do nhu 18, phép, 6m dau... dong bao hiém XH, BHYT theo
luat dinh.

-Nhiing ngay cong lam viéc thuc té: tién luong huéng theo loai cong viéc
dugc giao va hiéu qua cong tac.

* Phuong thurc va hinh thurc tra luvong

Cong ty CP bia & NGK Ha Long ap dung ba phuong thuc tra luong:

+ Tra luong theo thoi gian

+ Tra luong theo két qua san xuét kinh doanh

+ Luong khoan

Tra lwong theo thoi gian

Ap dung cho doi ngii can bd nhan vién lao dong gian tiép va 1am viéc tai
cac bo phan trong cong ty. Cong ty tra lwong cho CBNV theo ché d6 cap bac va

chuc vy, chire danh theo quy dinh cia Nha Nudec.
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Cong thuc tinh luong theo thoi gian:

Hs * Lt
TC= ————  *Nu* (1+K)

26

TC: Luong thoi gian
Hs : Hé s6 luong do nha nudc quy dinh
Ly Luong tdi thiéu do nha nuée quy dinh
K: Hé sb luong do cong ty quy dinh
Ntt: Ngay cong lam viéc thuc té
26: S6 ngay cdng hoan thanh trong 1 thang do cong ty quy dinh
Bdng 03: Hé s6 phu cdp do cong ty quy dinh

Chirc vu Hé 50

Giam dbc 6.64
Pho giam doc 3.89
Trudng phong 3.58

(Nguén: Phong ké todn cia céng ty CP bia & NGK Ha Long)

Vi du: Tinh tién luong cho dng Pang Chau Long thang 9 nam 2009 trinh
d6 dai hoc vé chic vu truong phong t6 chirc: hé sé cap bac do nha nude quy
dinh 13 2.34, mtc lwong téi thiéu hién tai 14 650,000 VND, sé ngay lam viéc
thuc té 12 26 ngay, hé sé phu cap do cong ty quy dinh la 3.58

Vay luong ciia Ong Ping Chau Long trong thang 9 nam 2009 Ia:

2.34*650,000

TC= * 26 * (1+3.58) = 6,966,180 (VND)

26

Tra hrong theo két qua san xuit kinh doanh

L& truong hop tat ca CBCNV tham gia san xuat nhung khdng huong luong
khoan

Cong thuec tinh:

TCiq = (TCigz — TCiqn) * K
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Hs * Ly
+TCkq, = * Ny
26
+TC2 =D *Q

Trong do:
TCkq: Luong theo két qua san xuét kinh doanh
TCyq1 : Luwong theo két qua kinh doanh phan 1
TCyq: Luong theo két qua kinh doanh phan 2
Ltg: Luong thoi gian
Kdc: Hé s6 diéu chinh
P: Pon gia san pham
Q: San luong thuc té ctia cdng nhan lam duoc
Hé s6 diéu chinh dugc can cir vao mirc do hoan thanh cong viéc trong
tung thang, timg quy.
Vao cudi thang timg don vi tién hanh xét phan loai lao dong thanh cac
loai A, B, C tlly theo két qua cong tac cua timg ngudi trong thang.

Bang04 : Hé s6 diéu chinh do cong ty quy dinh

Chi tiu Hé s6
Loai A 0.9
Loai B 0.8
Loai C 0.6
Loai D 0

(Nguon: Phong ké todn tdi chinh)
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Ti€u chuan binh xét, phan loai nhu sau:

Bang 05: Tiéu chudn xép loai

Chi tiéu Tiéu chuan

Loai A -Ngay cong >=26

Loai B -Ngay cbng =23-25

-Ngay céng =20 - 22
Loai C -Vi pham ndi quy, quy dinh ctia cong ty

-Chua hoan thanh nhi¢m vu dugc giao

Loai D -Ngay cong <20

Vi du: Luong caa nhan vién Phan Van Dudng thang 5 nam 2009: Chirc vu
lai xe ché hang tuyén Mao Khé - Pong Triéu,véi thang lwong do nha nude quy
dinh 1a 2.18, ngay cong di lam thuc té 1a 30, hé s6 diéu chinh 14 0.9, Pon gia san
pham 12 60 &/ lit, san lwong van chuyén trong thang 5/2009 1a 110,000 lit

Luong cua nhan vién Phan Van Dudng trong thang 5/2009 dugc tinh nhu
sau:

2.18 * 650,000
TCuxq = *30 = 1,635,000 VND
26

TCyq2 = 60 * 130,000 = 6,600,000 VND

TCyq = (6,600,000 — 1,635,000) * 0.9 = 4,468,500 VND

Vay luong cua 6ng PV Dudng thang 5/2009 la: 4,468,5000 VND

Lwong khoan

Cong ty quy dinh muc khoan nhu sau:
- Khau nau: 9.4 d/lit'/Ngudi

- Khau chiét KEG: 21.6 d/lit/Ngudi

- Khau loc: 8.3 d/lit/Nguoi

Tién luong cua céng nhan thtr i dugce tinh nhu sau:
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S4 tién khoan cho ca doi
Wi = * T ™ Ly
TC

Trong do:

Wi; 14 tién lwong cua cdng nhan thi i

Twi 12 thoi gian 1am viéc thuc té cia cong nhan i

Lgi la mac lwong gio cta cong nhan i

TC la tong s6 tién nhan dugc cia ca doi = Y, Ty * Ly;
S6 tién khoan cho ca doi = Sb lugng san pham thyc té hoan thanh * Pon gia cho
1 lit san pham.

Ap dung véi nhiing cong viéc c6 tinh chat tong hop, gdm nhiéu khau lién

két, néu chia nho s& khong c6 g1 cho viéc dam bao chét luong thyc hién. Tién
luong nhém, doi s€ duogc tra cho nhom, doi dua vao Kkét qua cudi cung cua ca nhom

doi.
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Bdng 06:Bdang chiam céng ciia céng nhédn phén xwong 1 thang 5 nam 2009

Ngay lam viéc Quy ra cong dé tra luong
Cong
Chuc . . .
STT Ho va tén lam Nghi . Tong so
danh 112134 ..[29/30]|31 Hop B Om | Nghiphép A
vigce 1 cong
TT
1 ViiHoang Hai | Totruong | L | X | Cn| X X | x|Cn| 24 1 1 26
2 | Pham Trung Duy NV Li{x|Cn| X X | x|Cn| 25 1 26
3 | Nguyén TongNhia | NV L|{x|Cn| x X | x |Cn| 27 1 28
4 | Nguyén Thi Yén NV L|{x|Cn| x x| O|Cn| 24 1 1 26
5 Tran Duy Thai NV L|{x|Cn| X X | X |[Cnhn|l 24 1 25
Om, diéu dudng: O Hoé1 nghi, hoc tap: H
Con 6m: C6 Thai san: Ts
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Bang 07: Bang thanh toan luvong cua cong ty thang 5 nam 2009 cua phan xuwong 1

Hé sb luong Phu cap ]
Luong co q BHXH | BHYT Ky
STT Ho va tén trach nhiém | Tong cong BHTN | Tam g Thuc linh
He | K bén . (6%) (1%) nhén
va an ca
N 12,000
1 | ViHoangHai | 234 | 358 | 1,521,000 | 2,717,000 | 4,238,000 | 254,280 | 42,380 200,000 | 3,729,340
12,000
2 | PhamTrungDuy | 234 | 21 | 1,521,000 | 1,755,000 | 3,276,000 | 196,560 | 32,760 150,000 | 2,884,680
3 | NguyénTéngNha | 2.1 1,365,000 | 420000 | 1,785000 | 107,100 | 17,850 | 12000 1,648,050
4 | NeuydnThiYén | 18 1,170,000 | 390,000 | 1,560,000 | 93,600 | 15600 | 12000 | 200000 | 1,238,800
5 | TrnDuyThai | 18 1170000 | 375000 | 1545000 | 92,700 | 15450 | 12000 1,424,850
Cong 6,552,000 | 5657,000 | 12,404,000 | 744240 | 124040 | 60000 | 550000 | 10,925,720
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*Cong ty quy dinh thoi gian lam viéc nhw sau:

Cong ty quy dinh mdi lao dong lam viéc khong qua 8h mot ngay, 48h trong
tuan. Néu do yéu cau dot xuat dé dam bao tién do giao hang cong ty va ngudi lao
dong thoa thuan vé viéc 1am thém gid theo tinh hinh cu thé thuc té.

-Déi voi lao dong gian tiép cong ty bd tri 1am viée 2 ca nhu sau:

Chi tiéu Sang Chiéu
Muia he 7h00—11h 13h—17h
Muia dong 7h30 —11h30 13h30 — 16h30

-Pdi voi lao dong truc tiép: Ngoai thoi gian 1am viéc nhu trén mot s6 bo phan
con ¢ thoi gian lam viéc ca 3 tir 22h — 6h sang hdm sau.
b. Tién thuéng

Cong ty thyc hién theo nghi dinh 59/CP ngay 03-10-1996 cua chinh phu
va tiéu chuan khen thudng cua cong ty.

-Nhiing don vi ca nhan hoan thanh ké hoach dugc giao, dam bao chét
luong va thoi gian quy dinh.

-Nhitng don vi hoan thién nhiém vy ding tho1 han, dam bao chét luong
Ccao.

-Nhirng sang kién cai tién trong san xuét kinh doanh, tao dugc chat luong
hiéu qua 1am loi cho cong ty vé cac mit tiét kiém vat tu v..v.. (thu hat khéach
hang tiéu thu san pham)

Cdc hinh thirc tién thudng:

-Cong ty c6 nhitng muc thudng ¢6 dinh nhu sau:
> Thuong Tét Nguyén Pan: 200,000 VND/ ngudi
> Thuong Tét Duong Lich: 50,000 VND/ ngudi
> Thuoéng cac ngay 1€ nhu 30/4, 1/5, 2/9, 10/3 binh quan la
50,000 VND/ nguoi

Pé khuyén khich nguoi lao dong hing say lam viéc, Cong ty di ap dung cac
hinh thirc khen thudng nhu: thudng hoan thanh ké hoach, thuong cac danh hiéu thi
dua nhu: lao dong gidi, thuong sang kién, thudng loi nhuan ... Cac hinh thic

thuong nay déu duoc xét duyét theo quy hodc 6 thang hodc 1 nam mét 1an. Nhiing
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hoat dong nay cé kich thich sy phan d4u thi dua ctia toan bo CBCNV trong Cong
ty. Tir 46 nang cao hiéu qua 1am viéc va ning suit ctia nguoi lao dong.

Bén canh céac hinh thirc thudng thi Cong ty cling dua ra nhitng cach thirc
phat khiac nhau nhu: phat canh cdo, thuyén chuyén cong viéc hoac hinh thuc
phat ning nhit 13 sa thai (4p dung d6i v6i nhitng trudng hop lam mat uy tin véi
Cong ty, nhiéu lan gy sach nhidu v6i ban hang). Tuy vao mirc d6 vi pham cia
nguoi lao dong ma Cong ty c6 ché do thuong, phat phan minh cu thé.

Bang 08: Bdng tién lwong, thuéng trong hai nam 2008, 2009

Don vi tinh: VND

Chi tiéu Nam 2008 Nam 2009
Tong s6 CBNV 533 567
Tong luong 12,582,000,000 13,178,000,000
Tong thuong 5,263,513,200 6,736,776,000
Thu nhap binh quan/Nguo6i/thang 2,660,000 2,930,000

(Nguon: Phong ké todn tai chinh ciia céng ty CP bia & NGK Ha Long)
Nhan xét:

Qua bang théng ké trén ta thay thu nhap binh quan caa nguoi lao dong da
tang 1én , diéu nay chimg té hiéu qua SXKD cua cbng ty di dugce nang cao. Thu
nhap binh quén tang 1én khuyén khich nguoi lao dong lao dong cong hién hét
minh cho cdng ty. Diéu nay tao hiéu qua rat tt trong viéc kich thich nguoi lao
dong.
2.2.4.2. Ché dg phiic loi xa héi

- Bao hiém x3 hoi, bao hiém y té, 1a mot chinh sach tro cép, ho tro cho
can bo cong nhan vién dang cong tac tai Cong ty lam viéc 1am khong thé thiéu
dugc trong ché do thu lao lao dong. Ban lanh dao cia Cong ty ludn chi trong
toi.

+ BHXH: Cong ty tinh bao hiém x3 hdi trén co s& hé sd luong cép bac va
lwong tdi thiéu theo cong thirc:

BHXH = Hg, X L1t X20%

Trong do:
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He: Hé s6 luong cap bac

Lrr: Luong téi thiéu do Nha Nudc quy dinh

20%: Sb phan trim BHXH phai dong (14% do doanh nghiép
dong, 6% nguoi lao dong phai dong)

+ BHYT: Theo quy dinh BHYT hang thang phai dong 3% mic luong co
ban. Trong d6 doanh nghi¢p dong 2%, con 1% do nguot lao dong dong dugc
ndp vao ky 2 hang thang.

- Bao hiém tai nan: Mc binh quan cho mdéi nguoi 1a 24.000
d6ng/ngudi/niam, trong d6 doanh nghiép trich 50% bang quy phuc loi, con lai do
CBCNYV dong 50%.

+ CBCNV bi chét do tai nan lao dong: dugc tro cap cho gia dinh
6.000.000 dong

+ CBCNV bi chét do 6m dau, chét do tai nan rui ré ngoai doanh nghiép:
dugc tro cip cho gia dinh 3.000.000 dong.

+ Nhan than trong gia dinh (cha, me, vo, chéng) cua ngudi lao dong bi

chét: t6 chirc tham viéng véi mac 150.000 ddng/nguoi.

- Cong ty da tao dicu kién moi truong lam viéc cho can bd cong nhanvién

cua Cong ty.

- Cai thién doi sdng, tinh than cho ngudi lao dong

-T6 chirc kham strc khoé hang ndm cho cong nhan vién cua Cong ty.

- C6 qua tang cho nhitng dip 1&, tét, ky niém hang nam.

- Cong ty c6 dé ra mot qily tro cap cho nhitng can bo cong nhan vién khi
dm, dau, v.v...

- T6 chtic tham hoi thudng xuyén, quan tim dén doi song tinh than cua
toan by cong nhan vién cta Cong ty.

- Khen thuong, khuyén khich can bd cong nhan vién tham gia cac cong

tac, doan, Bang v.v...
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2.3. Phan tich hi¢u qua quan tri nhan sw thong qua cac chi tiéu hi¢u qua

2.3.1. Higu sudt sir dung lao djng

Bdng 09: Hiéu sudt sir dung lao déng

Chénh léch
Chi tiéu Pon vi Nam 2008 Nam 2009
+ - %
Doanh thu VND 193,898,539,356 | 190,311,583,751 | -3,586,955,605 | -1.85
Tong lao
Nguoi 533 567 34 6.38
dong
Hiéu suit st
VND/Nguoi 363,787,128 335,646,532.19 -28,140,596 | -7.736
dung lao dong
Nhan xét:

Qua bang s liéu trén ta thay toc do giam cua doanh thu 12 1.85% nhé hon

tiics do tang cua téng s lao dong 12 6.38%, Vi vay hiéu suat sir dung lao dong
nam 2009 so véi nam 2008 giam manh 7.736%.

Hiéu suat str dung lao dong giam, ching t6 hiéu qua st dung ngudn nhan

lyc giam so voi nam 2008. Do cong tac ban hang caa cong ty chua tét, viéc

giam sét tiéu thu chua dat hiéu cao nén san luong tiéu thu ctia cong ty nam 2009

thap.

Cong ty can xem xét va khac phuc han ché trén.

2.3.2. Nang sudt lao dong binh quin

Bdng 10: Néing sudt lao déng binh quan

Chénh léch
Chi tiéu Ponvi | Nim2008 | Nim 2009
+ - %
Tong san Lit 40,060,717 | 39,000,023 | -1,060,694 | -2.65
luong
Solugnglao | oo 533 567 34 6.38
dong
Nangsuatlao | . nosi | 75160 68,783 6377 | -8.49
dong BQ ’ ’ '
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Nhan xét:

Nhin vao bang s6 liéu trén ta thdy dugc tbc do giam cia tong san luong 1a
2.65%, tbc do tang cua sb lugng lao dong 14 6.38%. Tong san luong giam dong
thoi s6 lao dong lai ting din dén nang suat lao dong cang giam manh( giam
8.49%)

Tong san luong giam 1a do trong nam 2008 hang ton kho qué nhiéu
(ngudn: bang can d6i ké toan tai phong ké toan tai chinh caa cong ty),tich trix
mét luong 16n hang trong kho nhu vay khién muc tiéu san xuét caa cong ty
trong nam sau giam.

2.3.3. Ty sudt lgi nhudn lao djng
Bdng 11 : Ty sudt loi nhudn lao dong

Chénh léch
Chi tiéu Pon vi Nam 2008 | Nam 2009
+,- %
Loi nhuan VND 0 2,291,748,143 | 2,291,748,143
Tong lao .
A Nguoti 533 567 34 6.38
dong
Ty suat loi
nhuén lao | VND/Ngudoi 0 4,041,883.85 | 4,041,883.85
dong
Nhan xét:

- Ty suat lgi nhuan lao déng nam 2009 ting lén so voi nam 2008 1a 4.041
tricu/nguoi. Piéu nay cho thay cong tac quan ly va sir dung ngudn nhan luc tai
cong ty da c6 mot s6 budce tién, nhan luc dugc st dung tot hon, giam bot duoc
phan nao sy du thira va 13ng phi nang luc lao dong trong Cong ty. Mic di doanh
thu caia cdng ty giam nhung do tiét kiém duoc chi phi ma loi nhuan van ting.
2.4. Pic diém tw nhién, Kinh té, xa hoi, anh hwéng dén cong tac quan tri
nhén sy ciia cong ty ¢ phén bia va nwéc giai khat Ha Long

Thanh ph6 Ha Long 14 trung tdm vin ho4, kinh té, chinh tri ctia tinh
Quang Ninh. Phia déng Ha Long giap thi x4 Cam Pha, tdy giap huyén Yén

Hung, bac giap huyén Hoanh Bo, nam |a vinh Ha Long v&i bo bién dai trén 20
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km. Tién than ciia thanh phd nay 14 thi xa Hon Gai.

Ha Long 14 thanh phé du lich, mot trung tdm du lich 16n nhat mién bac va
$b luong khéch du lich dimg thir 2 sau sai gon. Vinh Ha Long da duoc
UNESCO cong nhan 1a Di san thién nhién thé gidi, 1 noi hap dan khach du lich
trong va ngoai nudc. Gan lién voi vinh Ha Long, phuong Béi Chay va céc
phuong Tuan Chau, Hung Thing dang 1a ving phat trién cac khach san nha
hang va xay dung cac cong trinh du lich. Hién da c6 khoang 20 khach san 16n
nho (nhiéu khach san 4, 5 sao) voi hon 2.000 phong c6 thiét bi ddy du don khach
qudc té va hon 300 khach san nho. ¢ bd bién Bai Chay, bai tim di dugc tu bd va
mot cong vién vui choi da hinh thanh.

Dién tich: 22.250 ha, dan s6: 215.795 nguoi (Tinh dén ngay 1/4/2009)

Véi diéu kién thuan loi trén da tao cho cong ty mot loi thé rd rét. Vi s6
lugng nha hang, khach san phong pha tao cho céng ty mot thi truong tiéu thu
tuong dbi 16n. Thém vao d6 sé luong khach du lich Ién ciing gilp cong ty quang
ba tén tudi caa minh mot cach nhanh chéng va tiét kiém. Cuing voi su phat trién
d6, luc lugng lao dong cua cong ty ciing duoc tang 1én ca vé chat lugng va sb

lugng.
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PHAN 3
MOT SO BIEN PHAP NHAM NANG CAO HIEU QUA
CONG TAC QUAN TRI NHAN Sy TAI
CONG TY CO PHAN BIA VA NUGC GIAI KHAT HA LONG
3.1. Miuc tiéu va phuong huéng phat trién ciia cong ty CP bia & NGK Ha Long
3.1.1. Muc tiéu hwong téi nam 2010

a. Tu tuong chi dao

Tiép tuc hoan thién chat luong san pham bia hoi ciing nhu bia chai cua
cong ty. Pac biét 1a san pham bia chai voi cdng nghé méi hién dai hon, tao dugc
long tin trong ngudi tiéu ding. Tiép tuc phat huy thé manh vé san pham bia hoi.
M& rong thi truong tiép can thi truong ngoai tinh. Nang cao cong tac marketing
nham tang san luong san pham.

b. Doanh thu SXKD nam 2010 uéc tinh dat: 214 ty VND

San luong tiéu thu dy kién nam 2010 1a: 46,268,244 lit

Loi nhuéan dat: 3,6 ty VND

Thu nhap binh quan/Nguoi: 3,4 triéu/Nguoi/Thang. Trich nop BHXH,
BHYT theo luat BHXH, mua BHTN con nguoi cho 100% CBCNV ky hop dong
lao dong cip Cong ty va don vi.

c. Lam tét, c6 hiéu qua cong tac ky thuat an toan lao dong. Thuc hién
kiém toan doc lap toan bo Cong ty

d. Pau tu

Tiép tuc phat hanh ¢ phiéu huy dong von dé dau tu mo rong SXKD, Pau
tu co SO Vat chat hién dai ciing nhu nhan luc ca vé chat luong va s6 luong cho
chi nhanh Bong mai tai Yén Hung.

e. Cong tac méi: Chu trong hon nita cdng tac marketing gidp tiép can thi
truong Ngoai tinh ma hién nay cong ty con yéu kém. Tang cudng doi ngii nhan
vién marketing chuy@n nghiép nham nang cao sirc canh tranh cua cong ty.

3.1.2. Phwong hwdng phdt trién ciia cong ty
Trong nhimg nam gan day, dic biét 1a tir nam 2009, véi sy phét trién manh

mé& cuia c&c thuong hiéu bia trong nudc va nudc ngoai ciing nhu cac loai d6

SV: Nguyén Thi Lanh - Lép: QT 1002N 63



Mot s6 bién phap ning cao cong tic quan tri nhin su tai Cong ty co phan
bia va nuwéc giai khat Ha Long

udng, nudc giai khat da dang va phong phd.Can cir vao chién lugc phat trién
kinh doanh cia Cong ty tir nam 2005 dén nam 2020 két hop cling véi thuc trang
cdng tac quan tri ngudn nhan luc cia Cong ty da duoc xay dung trong céc ké
hoach dai va trung han véi tinh than sau:

- B6 may quan tri nhan su gon nhe, hop ly, hiéu qua, xoé bo quan liéu, ctra
quyén.

- Thu hat va tuyén chon mot bo may té chirc c6 di vé sé luong va chét
lwong. Du nhitng ngudi ¢ nang luc, trinh dd chuyén mén can thiét dé hoan
thanh tét cac cong tac duoc giao.

- Str dung hiéu qua ngudn nhan luc nham tang ning suat lao dong va nang
cao hiéu qua ctaa Cong ty.

- Pao tao va phaét trién ngudn nhan luc c6 trinh do ky nang chuyén mon
hoa cao, dap tng Kip thoi véi tién trinh hién dai héa — céng nghiép hoda co so ha
tang theo chu truong ciia nha nudc.

- Nguoi lao dong duoc kich thich va dong vién nhiéu nhat tai noi 1am viéc
va yén tam, trung thanh, nhiét tinh va tam huyét vai cong ty.

- Tao diéu kién va mdi trudng thuan loi cho tit ca nguoi lao dong phét huy
hét kha nang va phat trién t6i da nang luc ca nhan cua ho.

- Pap mg nhu cau ngay cang cao cua ngudi lao dong va gan véi quyén loi
ctia nguoi lao dong véi hiu qua kinh doanh va quyén loi caa Cong ty
3.2. Mot s6 bién phap nang cao hiéu qua cong tac quan tri nhan sy tao cong
ty CP bia & NGK Ha Long
3.2.1. Bién phdp ning cao hiéu qud quan tri nhén sw théong qua viéc diéu
chinh nhan sw giita cac phong ban trong cong ty.

a. Li do dua ra bi¢n phap
Trong nam 2009 hiéu qua sir dung lao dong ctia cdng ty chua tot. Cong ty
tuyén thém 34 lao dong so véi nam 2008 ma doanh thu dat duoc lai giam. Tir d6

ta thay hiéu qua sir dung lao dong ctia cdng ty chua tét.
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Bang 12: Co cdu lao déng theo phong ban, phdn xuéng

STT Phong ban, phan xwéng 50 lugng Ty 1€ (%)
(Nguoi)

Téng s6 lao dong 567 100
1 Ban giam doc 3 0.53
2 Phong to chirc 14 2.64
3 Phong ké hoach 7 1.23
4 Phong ké toan 7 1.23
5 Phong KT-KCS 11 1.94
6 Phong hanh chinh 3 0.53
7 PX Co may 133 23.46
8 PX Bia 257 45
9 XN Dich vu 132 23.44

(Nguon: Phong t6 chirc tai cong ty CP bia & NGK Ha Long)

Tir bang théng ké trén ta thay sé luong lao dong gian tiép & mot sé phong
ban con hién nay con déng so véi yéu cau thuc té ciia cong ty. DPiéu nay 1am cho
bo may quan Iy tro nén cong kénh ma hiéu qua khéng cao.

Tir nhimg phan tich trén ta thdy phai thuc hién tinh giam bo may quan ly
bang cach diéu chinh sé lugng lao dong trong cac phong ban nhung van dam
bao duoc hiéu qua cua bo may quan ly.

Muc tiéu cua bién phap:

- Lam cho bd may quan ly gon nhe

- Giam chi phi tién lwong

- Nang cao hi€u qua str dung lao dong cua Cong ty.

- Thlc day su ting truong kinh té.

b. Bién phap khdc phuc

Chuyén lao dong du thira sang bo phan khac dang can lao dong. Cu thé nhu
Sau:

v/ Chuyén 2 lao dong ctia phong t6 chie sang phong hanh chinh. Nhu vay sé
lugng nhan vién phong hanh chinh s& c6 5 lao dong, phong to chiic ¢6 13 lao dong.
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Sip xép 2 nhan vién nay sang phong hanh chinh 1a do: Phong t6 chuc c6
15 lao dong, nhu vay Ia nhiéu so voi lugng cong viéc dam nhiém, dan dén tinh
trang du thira ma hiéu qua lam viéc lai khéng cao. Trong khi d6 phong hanh
chinh chi ¢ 3 nhan vién, 1a it so voi nhu cau.

Nhan vién dugc chuyén sang phong hanh chinh s& c6 nhiém vu hd tro to
chte bita an cho CBCNV va tong hop cac thdng tin vé siee khoe ciing nhu tinh
than cta nguoi lao dong trong cong ty. Vi di c6 kinh nghiém lam viéc trong
phong t chirc nén nhan vién nay sé cé kha nang tong hop théng tin va 1am quen
véi méi trudng méi nhanh chéng. Lam tét cong tac phuc vu an udng ciing nhu
ste khoe sé& tao cho nhan vién tinh than sang khodi khi 1am viéc. Pong thoi viéc
thuyén chuyén nay sé& gilp cho bd may quan ly hop Iy hon, hiéu qua hon.

Bangl13: Dy kién giam sé lwong lao dong ¢ mét s6 phong ban

. . Truée khi | S6lao |So lao S
Phong ban, phan . Sau khi diéu
STT dieu dong | dong
xuwong chinh (Ngwoi)
chinh(nguwoi) | tang | giam
Tong s6 lao dong 567 567
1 Ban giam doc 3 0 0 3
2 Phong t6 chirc 14 0 2 12
3 | Phong ké hoach 9 0 0 9
4 Phong ké toan 7 0 0 9
5 Phong KT-KCS 11 0 0 11
6 | Phong hanh chinh 3 2 0 5
7 PX Co may 133 0 0 133
8 PX Bia 257 0 0 257
9 XN Dich vu 132 0 0 132

c. Hiéu qud du kién

Phong hanh chinh duoc bd sung dé khuyén khich, kich thich tinh than cua
ngudi lao dong, tao hiéu qua tét cho nang cao ning suat lao dong cua toan cong
ty ciing nhu lgi nhuan dat dugc sau khi diéu chinh.

T ndi dung bién phap trén em c6 bang du kién sau:
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Bang 14: Ham luwong sw dung lao dong

Don vi tinh Truwéc khi | Sau khi thuc Chénh léch

Chi tieu thuc hién bp hién bp +/- %
Tong lao Nguoi 567 567 0 0
dong
Tong loi VND 2,291,748,143 | 2,750,097,772 | 458,349,629 20
nhuan
Ham luong Nguoi/VND | 0.000,000,247 | 0.000,000,206 | -0.000,000,041 -16.599
su dung LD

Ham luong str dung lao dong cho théy dé tao ra dugc mot déng doanh thu
can bao nhiéu lao dong tham gia. Trudc khi thuc hién bién phép can
0,000.000.247 lao dong dé tao ra mot dong doanh thu, sau khi thuc hién bién
phap diéu chinh nhan su can 0,000.000.206 lao dong dé tao ra mot dong doanh
thu, giam 0,000.000.041 lao dong. Con s ndy rat nho cho thiy hiéu qua sir
dung lao dong tai Cong ty da hop li hon.

3.2.2. Bién phdp nang cao quan tri nhan sy thong qua cong tac dao tao
a. Li do dua ra bién phap

Trong giai doan hién nay, van dé nang cao trinh @6 chuyén mén cia ngudi
lao dong 1a hét stc quan trong va can thiét. Cong ty can phai tién hanh dao tao
va phat trién nhan lyc vi nhimg Iy do:

- Cong tac dao tao cua COng ty chua thuc su hidu qua vé mit chat luong,
ma chi mang tinh sé lwong do mét sé ngudi duoc cir di hoc dé d6i phd. Anh
hudng rat 16n dén hoat dong san xuat kinh doanh cua Cong ty.

- Do ¢6ng tac tuyén dung chua tét nén trong thoi gian tiép theo cong ty
can dao tao luc luong lao dong chua dat yéu cau ndy dé tranh 1ang phi ngudn
nhan luc.

- Pbi véi cong nhan, luc luong lao dong truc tiép, trinh do tay nghé caa
ho quyét dinh chat luong san pham cua doanh nghiép, truc tiép tao ra doanh thu
va loi nhuan cua doanh nghiép, vi thé cong tac dao tao phai duoc thuc hién

thuong xuyén va lién tuc.
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- P6i véi can bo quan 1y, lyc luong truc tiép didu hanh qué trinh san xuét
kinh doanh ctia Céng ty cho nén phai thuong xuyén boi dudng va nang cao trinh
d6 chuyén moén nghiép vu cho ho.

b. Bién phdp khdc phuc
v’ Xdc dinh nhu cau dao tao

Trude hét, mudn dua ra giai phap hiéu qua cho cong tac dao tao ta can
phai xuat phat tir nhu cau dao tao. Can cir vao muac do cong viéc ngay mot phirc
tap, may mac dugc cai tién thuong xuyén nhiing tién bd khoa hoc ky thuat. Do
d6 dé dap umg cong viéc va co thé st dung duoc nhimg cong nghé méi can bo
cdng nhan vién can phai c6 mot 16p dao tao nang cao d6i mai nhan thirc. Can
xac dinh thuc trang cdng viéc va nang luc hién tai cia cadc cong nhan vién. Xem
xét b phan nao cd nhimg nhan vién, cdng nhan can thiét phai duoc ctr di dao
tao. B phan nao vira dugce sam thém thiét bi ung dung cong nghé mai ma voi
trinh d6 hién tai caa cong nhan vién chua thé str dung duoc nhitg may mac nay.

v' Hoach dinh chwong trinh ddo tao

Can cu vao nhimg nhu cau dao tao Cong ty nén dua ra nhitg hinh thic
ddo tao cu thé:

- Tiép tuc ctr c4c can bo chua qua Pai hoc theo hoc céc 16p Pai hoc tai
chtrc. Bong thoi Cong ty ciing nén cap cho ho mét phan kinh phi gidp ho vira di
lam vira di hoc vira dam bao cudc séng. Do vay, Cong ty nén trich mot khoan
tién nhat dinh tr quy khen thuéng phuc loi hoic quy phét trién dé dau tu cho
viéc dao tao, nang cao trinh d6 cho nhan vién hang nam.

- Hién tai khau xac dinh nhu cau tuyén dung caa céng ty thuc hién chua
t6t. Diéu nay 1a do doi ngii nhan vién phu trach cong viéc nay lam viéc chua dat
hiéu qua. Cac truong bo phan chua xac dinh duoc nhu cau nhan su cia phong
ban minh. Vi vay ma cong ty nén t6 chie nhitg budi gap mit, tiép xuc véi mot
s6 chuyén gia trong linh vuc nay dé nang cao kha nang quan ly ciing nhu su
dung nhan luc trong phong ban minh phu trach. Tur y tuong trén em dua ra du
kién nhan vién dua di dao tao nhu sau:

e To chirc céc 16p tap huén, tiép xdc trao doi kinh nghiém voi céc
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chuyén gia gom:

Céc truong phong trong cong ty

Nhan vién phu trach xac dinh nhu cau nhan sy trong phong ban ciia minh

e Dua nhan vién di dao tao tai cac trung tm gido duc gom:

Nhan vién phu trach bd tri, sip xép nhan su cua cong ty thudc phong to
chue.

Nhan vién ké toan phu trach van dé to chuc, quan ly, sir dung ngudn vén co
hiéu qua thudc phong ké toan.

e Ngoai ra céng ty nén té chirc mot sé budi tap huin cho cac cha
hang dé nang cao ki nang ban hang ciing nhu kinh nghiém day
manh san luong tiéu thu trong thoi gian téi.

- Bdi véi lao dong tryc tiép tai Cong ty co bac tho tir bac 3 dén bac 7.
Hang nam, Cong ty nén thuong xuyén to chire thi tay nghé nang béac cho ho, vira
dé nang bac tho dong thoi la co so dé nang luong cho nhiing céng nhan tich cuc
va €0 nang lyec.

- P6i véi lao dong méi vao nghé, Cong ty ¢ thé to chirc nhimg 16p tap
huan tai chd. Thay vi thué gido vién huéng dan, Cong ty co thé sap xép khéo Iéo
nhitng nhan vién nhiéu kinh nghiém tién hanh tap huan cho nhimg nhan vién
méi vao nghé. Vira tiét kiém chi phi lai vira tao duoc mdi quan hé thay trd trong
qué trinh tap huan.

Tuy nhién bén canh viéc dao tao, Cong ty nén gidm sat chat ché viéc cu
nhan vién di hoc, theo ddi thai o hoc tap caa ho c6 nghiém tlc hay khéng. Néu
khong giam sat thi viéc dao tao bdi dudng s& tro thanh vo ich véi nhitng nguoi
khong c6 thai do hoc tap nghiém tdc.

Giai phap dao tao s& gy tén kém cho Cong ty nhitng khoan chi phi khéng
nhé nhung Cong ty khéng thé khong thuc hién nd vi né lién quan dén su phat
trién bén viing ctia COng ty sau nay. Tuy nhién Cong ty nén hach toan muc chi
phi cu thé cho cdng tac dao tao.

v' Chi phi dao tao
Chi phi t6 chic 1 16p tap huan, gap g& cac chuyén gia: 2,500,000
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VND/bubi

Chi phi ctr di dao tao tai trung tdm giao duc: 10,000,000 VND/nguoi

Chi phi dao tao tai chd: 160,000 VND/ngudi

v’ Céng tac bé tri 1ao déng sau dao tao

Sau khi két thic khoa dao tao. Panh gia chat luong thuc hién cdng viéc

ctua nhitng ddi twong duoc dao tao Cong ty nén c6 su dé bat 18n céc vi tri
thich hop dé dap tng nhu cau cong viéc dong thoi khuyén khich nhan vién
hay tang bac luong véi mace d6 hop ly.

d. Hiéu qua du kién

Tuy chi phi c6ng ty phai bo ra 1a khéng nhé, xong hiéu qua mang lai s& rat
I6n. Nhan vién dugc dua di dao tao s& nang cao vé mit chuyén mon ciing nhu
khich 1& dugc tinh than 1am viéc cua ho.

Luc Iuwgng nhan vién nay hira hen s€ la nhitng nhan vién trung thanh va
c6 trinh d6 cao trong cong ty. Nang luc cia ho sé gilp cong ty ting nang suat
lao dong va hiéu qua san xuat kinh doanh dugc nang cao hon.

Du kién tong mirc doanh thu dat duoc 1a 214 ty VND, ting 21 ty so véi
nam 2009 va loi nhuan thu duoc dat 3.2 ty. UGc tinh san luong tiéu thu dat
46,628,244 lit( tang 8,215,023 lit so v4i nam 2009), ning suat binh quan dat
73,513 lit/ nguoi (tang 4,730 lit/ nguoi so véi nam 2009).

3.2.3. Bién phdp nang cao cong tac QTNS thdng qua ché dé dai ngé
a. Li do dwa ra bién phap

Poi séng tinh than cta ngudi lao dong ciing quan trong khong kém phan
doi séng vat chat. Boi voi ngudi lao dong néu nhu khong cé thu nhép thi s&
khong thé nudi séng duoc ban than va gia dinh.

Thé nhung doi séng tinh than ctia ho ma khong duoc quan tam kip thoi,
dung luc thi d6 that sy da tro thanh mot van dé nghiém trong d6i véi cong ty. Dé
ngudi lao dong co thé phat huy hét nang lyc ciia minh, tan tam véi cong viée thi
ho phai duoc dai ngd ximg dang khong chi vé& vat chit va con ca vé mit tinh
than nita. Thyc té doi song tinh than ctia nguoi lao dong trong Cong ty CP bia &

NGK Ha Long ndam qua chua thuc sy dugc quan tam, chu trong, mic khen
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thuong van chua twong xtimg voi dong gop cia ngudi lao dong, chua to chirc
dugc nhitng budi lién hoan, tham quan, nghi mat cho CBCNV. Céng ty da to
chtic cac phong trao thé duc thé thao nhung két qua chua dugc cao, c6 khi chi
mang tinh hinh thirc, chiéu 16. Diéu nay din dén viéc ngudi lao dong chua phat
huy hét ning lyc ctia minh, giam murc lao dong hing say trong cong viéc. Vi vay
Cong ty phai ludn ludn quan tAm va dua ra nhimg bién phap hop 1y dé khuyén
khich dong vién nguoi lao dong lam viéc.

Can cir vao két qua san xuat kinh doanh cua céng ty trong 2 nam 2008 va
2009 ta thay loi nhuan cia cong ty ¢d xu hudng tang. B¢ kich thich tinh than
nguoi lao ddng nham nang cao hiéu qua san xuat kinh doanh trong thoi gian toi
em kién nghi cong ty nén ting muc tién thuong cho ngudi lao dong.

Muc tiéu cta bién phap:

- Gop phan kich thich tinh than 1am viéc cta ngudi lao dong nang cao

nang suat lao dong

- Tao diéu kién cho nguoi lao dong thi dua phan d4u lap thanh tich

- GiUp nguoi lao dong c6 nhiing khoang thoi gian nghi ngoi, thu gian sau
nhimg thoi gian 1am viéc cang thang mét moi.

- Tang cudng su gin bo ciia ngudi lao dong véi cong viée, voi tap thé.
b. Bién phap khdc phuc

Céc chuong trinh khuyén khich dong vién tinh than 1am viéc cta ngudi
lao dong bao gom nhimg khuyén khich tai chinh va phi tai chinh.

* Nhirng khuyén khich tai chinh

Can cur vao xu hudng tang cua loi nhuan nam 2009 so véi nam 2008 ta cé

mc tién thuong du kién c6 duge nhu sau:
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Bang 15: D kién ty sudt loi nhudn lao dong ciia cong ty

Truée Sau Chénh léch
Chi tiéu Pon vi
bién phap bién phap (+, ) %
Loi nhuan VND 2,291,748,143 | 3,093,859,993 | 802,111,850 | 35
Téng s lao dong Nguoi 567 567 0
Ty suat LN lao dong | VND/Nguoi | 4,041,883 5,456,543 1,414,660 35

Tu dy kién ty suat lgi nhuan lao dong nhu trén ta c6 du kién vé tién
lvong, thudng cua cong ty la:
Bang 16: D kién lwong, thuéng ciia cong ty
Don vi tinh: VND

Chi tiéu Truéc BP Sau BP
Téng s6 CBNV 567 567
Téng luong 13,178,000,000 13,178,000,000
Tong thudng 6,736,776,000 8,757,808,800
Thu nhap binh quan/Ngudi/thang 2,930,000 3,223,957

Bao gom c6: ting luong twong xumg thuc hién cong viée, tién thuong,
phan thudng, cac ché do tra cong khuyén khich ... Trong d6 tién thudng thuong
duoc cac to chire ap dung mot céch triét dé nham khuyén khich nguo1i lao dong.

Céac nha quan ly nhan théy viéc thuc hién nhiém vu va su thoa man cua
nguoi lao dong c6 thé thuc hién bang viéc dua ra cac phan thudng phu hop.

- Phan thuong phai thoa mén nhu ciu c4 nhan ctia nguoi lao dong mic du
tién lwong c6 thé ting song tién thudng s& 1a yéu té dong vién khi nd thoa man
nhu cau hoat dong. Khong phai moi nguoi déu thich giong nhau va moi ngudi
c6 thé can nhimg thir khac nhau tai thoi diém khac nhau.

- Nguoi lao dong phai tin rang nhitng nd luc cta ho s& duge ban quan 1y
biét dén va ho s& duoc thuong.

- Thudéng phai cong bang twong xtng véi nhitng cdng hién, thanh tich cua
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nguoi lao dong dat dugc. C6 nhu vady moi tao dugc dong luc phén d4u, thi dua
cho nguoi lao dong, mdéi tao cho ho niém tin.

Véi cac cbng hién cta nguoi lao dong nhu: Cac sang kién gop phan cai
thién hoat dong kinh doanh, cai thién moi truong lam vi¢c, hoan thanh cong viéc
vuot chi tiéu ké hoach, tiét kiém nguyén vat liéu ... thi nén thudng ngay sau
cdng hién d6 mang lai hiéu qua, mic thudng nén cin cr vao gid tri cua cong
hién. Pam bao sao cho ngudi co cong thi dugc thuong.

Cin ctr vao két qua danh gia thyc hién cong viéc ma thudng cho ngudi lao
dong. Dé c6 thé khuyén khich ngudi lao dong hon nira, viéc thuong nay nén tién
hanh mdi quy mot 1an. Mtrc thudng cé thé 1a khong nhiéu nhung cé tac dung tao
hiéu (mg v&i ngudi lao dong. Vi du cin clr vao xép loai thuc hién cong viéc vao
cubi mdi thang c6 thé thuong nhu sau:

- Vi lao dong dat loai xuat sac (Loai A): thuong 200.000d6ng/quy

- Vi lao dong dat loai gioi (Loai B): thuong 150.000d6ng/quy

- Vi lao dong dat loai kha (Loai C): thuong 100.000d6ng/quy

Cubi nam ngoai thudng loi nhuan thi nguoi lao dong con dugc thudng
dua trén xép loai thanh tich ca nam:

- Loai xuat sac (Pat tir 11 thang xuat sic trong nam tré Ién):

400.000dong/nam

- Loai gioi (Pat 9-10 thang xuit sac trong nam): 350.000d6ng/nam

- Loai kha(Pat tir 8-9 thang xuat sac trong nam): 300.000d6ng/nam

Cac muc thuong cd dinh cua cong ty CP bia & NGK Ha Long xét thay

van con thap, c6 thé ting 1én nhu sau:

-Tét Nguyén Dan: 300,000 VND/ nguoi

-Tét Duong Lich: 100,000 VND/ nguoi

-Céc ngay 1€ 10/3, 30/4, 1/5, 2/9: 100,000 VND/ ngudi

Viéc thuéng cho ngudi lao dong dién ra cong khai trude tap thé, tuyén
duong thanh tich

* Cach khuyén khich tinh thén:

Khéng phai liic nao cac khuyén khich vé& mat vat chét ciing phat huy dugc
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hét tac dung khuyén khich ngudi lao dong. O cac nude phét trién, nhidu khi cac
khuyén khich tinh than (hay con goi 1a phi tai chinh) con quan trong hon ca
nhirng khuyén khich vé mat vat chat. Con ¢ Viét Nam mot nude dang phat trién,
tuy ngudi lao dong con ning vé van dé com 4o gao tién nhung cing véi sy thay
d6i tich cuc vé thu nhap, mic song thi nhitng khuyén khich vé mit tinh than
dang dugc su quan tam cua xa hoi.

Cong ty nén thudng xuyén to chitc cac phong trao thi dua trong cong ty.

- Phong trao thi dua lao dong gioi, lao dong tién tién: to chic cac hoi thi
hodc binh bau cudi mdi thang hodc mdi quy, nam.

- Phong trao thé duc thé thao, vin hoa vin nghe¢ ...

- Binh bau gia dinh vin hoa: bé me lao dong gidi, con cai chim ngoan ...

Nén thuong xuyén to chiic cac chuyén tham quan, nghi mat cho CBCNV
hang nim tao diéu kién cho moi nguoi thu gidn, dong thoi tao ra su gan két giira
nhiing nguoi lao dong véi nhau.

Pé nang cao thé luc va doi sdng van hoa tinh than cho nguoi lao dong,
Cong ty thuong xuyén quan tdm dén cac hoat dong, phong trao vin hoa, thé duc
thé thao nhu t6 chirc cac cudc thi bong da, bong chuyén, bong ban, cau 16ng, cac
cudc thi cin nghé cho toan thé CBCNV Cong ty, chio ming cac ngay 1& 8-3,
10-3, 26-3, 20-10 ...

- T6 chirc nhitng budi biéu dwong va khen thuong nhitng lao dong cod
thanh tich tét trong cong tac, cling nhu trong gido duc con cai, giir gin nép
soéng gia dinh ...

- Va0 céc ngay & thiéu nhi, tét trung thu nén cé nhitng phan qua nho cho
con em CBCNV.

Xay dung moi truong lam viéc tdt, an toan, lanh manh dé nguoi lao dong
yén tdm cong tac: trang bi ddy du dung cu lao dong can thiét, may moc thiét bi
dugc bao dudng dinh ky trong thoi gian sir dung dé dam bao an toan cho ngudi

st dung, noi lam viéc dam bao du ti€u chuan v¢ sinh, phong chong chay no ...
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c. Hiéu qua dy kien

Badng 17: Dy kién két qua dat dwoc sau khi Cong ty da sir dung bién phdp

Truée Sau Chénh léch
Chi tiéu Don vi
bién phap | bién phap (+,-) %
Gia tri san luwgng | Lit 39,000,023 | 41,223,179 1,223,156 | 3.136
Téng sb lao dong | Nguoi 567 567 0
NSLbbq Lit/nguoi 68,783 72,704 3,921 5.7

Sau khi thuc hién bién phap ta thay van so luong lao dong 567 nguoi da
tao ra gia tri san luong 41,233,179 lit, tang 1,223,156 lit(twong ung 3.136% )
gop phan tang nang suat lao dong binh quan 18n 5.7%. Khi st dung két hop giita
dai ngd vat chat va dai ngd tinh than hop 1y s& tao ra mot dong luc tot phat huy
tinh than tich cuc trong lao dong cua ngudi lao dong, tao ra bau khong khi tap
thé tich cuc, gan bo trong xi nghiép. Nguoi lao dong cam thay hai long khi nd
lirc trong cong viée cua ho duge dén dap mot cach xtmg dang.

3.2.4. Kién nghi vgi cong ty vé cong tac tuyén dung
a. Li do dwa ra kién nghj

Qua phan tich ta thiy cong tac tuyén dung ciia Cong ty em thay con mot sb
han ché sau:

-Khau xac dinh nhu cau lao dong con chua chinh xé4c: Nam 2009 doanh thu
giam so véi nam 2008 ma cong ty van tuyén dung thém 34 lao dong. Viéc tuyén
dung nay chua phi hop véi tinh hinh san xuat kinh doanh cua cong ty.

-Cong tac phong van van con tinh trang qua loa, mang tinh cha quan caa
ngudi phong van, chua dam bao duoc tinh khach quan ciing nhu danh gia chua
chinh x&c nang luc cua lao dong.

-Qué trinh tuyén mo lao dong: Cong ty khong théng bao rong rai trén cac
phuong tién thong tin dai ching, diéu nay khién cho ngudn tuyén dung rat han
ché, khdng thu hut dugc nhiéu nhan tai dén tham gia tuyén dung. Nhitng ngudi
dén tuyén dung déu 1a nhimg ngudi than quen, con dng chau cha hoic lao dong
pho théng.

b. Bién phdp khdc phuc
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- Vé6i khau xéc dinh nhu cau lao dong: Cong ty can xé&c dinh cu thé nhu
cau lao dong ting phong ban tranh su 1ang phi, du thira.

Tt viéc phan tich cong viéc va theo dé xuit cua trudng cac bo phan,
phong t6 chirc can bd xem xét dé dua ra cac tiéu chuan cu thé vé trinh do, ning
luc lam viéc, kinh nghiém...,chuﬁn bi cac ndi dung thong bao tuyén dung. Tuy
tung yéu cAu cua cong viéc, su cép bach va vi tri cia cong viéc ma bo phan td
chic can bo tién hanh lwya chon thoi gian, dia diém thich hop. Véi timg ddi
tuong lao dong khac nhau cé su doi hoi vé trinh do, tay nghé hoan toan khac

nhau

Vao dau nam cac phong ban s& nhan dugc cong van dé nghi danh gia nhu
cau nhan lyc. Truong cac phong ban s& xem xét va danh gia nhu cau nhan su &
don vi minh. Trong qué trinh d6 phu trach don vi phai xem xét kha nang cua céac
nhan vién trong don vi minh dé danh gia xem: c6 can thém nguoi khong? can

bao nhiéu va can cho vi tri nao? Yéu cau vé k¥ nang, trinh dg...

Khi ¢6 nhu cau bd sung nhan luc trudng cac bd phan dua ra cac yéu ciu
tuyén dung va trinh tong giam doc xem xét, phé duyét. Sau khi phé duyét giam
dbc s& giao cho phong t6 chirc can bd chuan bi va 1ap ké hoach tuyén dung lao

dong.

Ngoai ra cong ty cd thé tién hanh thanh lap mot nhém chuyén tién hanh
dinh danh cong vi¢c dé xac dinh nhu cau tuyén dung duoc tién hanh mét cach

nhanh chong va chinh xac.

Cong ty nén c6 ké hoach ngan sach két hop véi muc tiéu, phuong
huéng ctia cong ty dé 1én ké hoach tuyén dung nhan su. Quyét dinh c6 nén tuyén
dung méi hay khong thi khong chi dua vao ké hoach cta don vi ma phai tinh
dén hiéu qua mang lai cho cong ty. Cong viéc can tuyén c6 nhu cau trong ngin
han hay dai han, 13 6n dinh hay khong 6n dinh, dé ban giam déc quyét dinh diéu
chuyén noi bo, thué mudn lao dong hay tuyén méi. Khi dinh danh cong viéc
cling can tra 101 cdu hoi “ céng viée can tuyén dung doi hoi nhiing kién thic

chuyén mon nhu thé nao? Chuc trach va nhi€ém vu trong t6 chic? Cac ti€u chuan
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2

ctuia cong viéc méi?...

- Véi nguédn tuyén dung

* Voi nguon tuyén dung bén ngodi

-Ngudn tuyén dung bén ngoai ma Cong ty cin quan tdm d6 14 doi ngii sinh
vién dat bing khé tro 18n tai cac truong Dai hoc. Dé c¢6 duge nhiing lao dong tir
ngudn ndy mot cach ding dan va chinh xac, Cong ty nén phdi hop véi cac Dai
hoc, Cao dang dé chon nhimng sinh vién xuat sic tham gia tuyén dung.

Céc sinh vién nay c6 thé dang con ngdi trén ghé nha truong hay chuan bi ra
truong.

-Ngoai ra, cong ty khong nén bé qua mot sd ngudn khac nhu: tng vién tu
ndép don. Ung vién tu ndp don xin viéc, nhitng ngudi dén cong ty nop don tu
nguyén khong do cong ty quang cdo. Ho mong mudn lam viéc tai cong ty va san
sang nop ho so va chd doi tuyén dung ciia cong ty, ¢ thé lac ho ndp don ciing 1a
lac cong ty vira méi tién hanh tuyén dung va d& di nguoi cling co thé 1a lac
cong ty chua tuyén dung.

Cudi cung 1a viéc xem xét dén nguodn lao dong doi diao ngoai thi truong &
day ciing c6 nhiéu ngudi gioi, song ho lai chwa c6 dugc mot co hdi viée lam phu
hop

* Ngué‘n noi bo

Cong ty chd y dén nguoi lao dong do cén bo céng nhan vién trong Cong
ty gigi thiéu. Trude hét, cong ty s& tiép nhan toan bo hd so xin viée ciia con em,
nguoi than, quen cta cac can bd, cong nhan lao dong trong cong ty ma cac hd so
d6 dap ung diy du cac yéu cdu co ban di dé ra. Mot mat 1a dé dong vién,
khuyén khich nhiing nguoi dang 1am viéc cho cong ty c6 tinh than trach nhiém,
c6 tu tin, hing say voi cong viée hon vi it nhét thi mong mudn cta ho 13 xin cho
nguoi than mot cong viée da duoc cong ty tiép nhan dé xem xét.

Mit khéac, néu nhu trong nhiing bo ho so d6, c6 ho so triing tuyén sau qua
trinh tuyén dung ban than nguoi d6 s& c6 nhiéu thuan loi vi hon ai hét nhiing
nguoi gidi thi¢u sé gitp do, chi dao tan tinh cho ngudi than hay ban bé cia minh

trong vi¢c hoa nhap véi moi truong lam viéc. Hon nita ban than cong ty cling co6
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nhiéu loi thé do khong phai ton kém cho qua trinh hoi nhap, dao tao cta ngudi
lao d6ng mdi ma ho van c6 thé nhanh chong bat tay vao 1am cong viéc chinh cta
minh. Cho du ¢6 nhiéu loi thé thi qué trinh tuyén dung sau ndy van phai dam
bao d6 nghiém minh va chinh xac vi lao dong 1a mot trong nhitng nhan t6 quyét
dinh sy thanh bai cua doanh nghiép.

-Trong quy trinh tuyén dung lao dong truc tiép can c6 can bo ki thuat hay
tho bac cao giau kinh nghiém tham gia danh gi4 va xét tuyén. Nhu vay s& dam
bao danh gia dang nang luc cua lao dong.

-Khi lap ké hoach tuyén dung nén tinh dén nhiing chi phi phai bo ra cho
cong tac nay. Co thé hach toan cu thé : cac chi phi lién quan dén tuyén dung Ia
nhitng chi phi cho quang céo trén internet, ti vi, bao chi, nhiing giay dan niém
yét va nhiing théng bao dén cac nguon tuyén dung. ..

T nhitng han ché trén trong nam 2010 cong ty khong nén tuyén dung
thém nhan vién ma nén cai thién tinh hinh nhan su tai céng ty sao cho dat chat
lwogj cao hon nham muc tiéu tang nang suit lao dong, day manh hiéu qua san
xuét kinh doanh.

c. Hiéu qua di kién

- Cong ty sé& thu hit dugce nhitng tmg vién tir khap noi chir khdng chi 1a
g Vién noi bo va nhimg nguoi thuc su ¢6 kha nang, ¥ chi phan dau khong co
co hoi duoc lam viéc tai Cong ty.

- Han ché tinh trang con 6ng chau cha mic du khéng da trinh do nang lyc,
kha niang nhung van duogc chiéu cé can nhic vao cac vi tri quan trong, chu chét
gay anh hudéng dén tinh than 1am viéc chung cta toan cong ty ciing nhu anh
hudng toi hiéu qua san xuat kinh doanh.

- Tranh dugc sy 1ang phi nang luc san xuét, dat duge hiéu qua trong san
xuat kinh doanh.

- Tiét kiém chi phi dao tao do thdng qua tuyén dung Cong ty da tim thay

nhitng nguoi ¢6 du trinh do, dap tng yéu cau cdng viéc.
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Bang18 : Két qua hoat dong san xudt kinh doanh dat dwoc

Pon vi Trwéc khi | Sau khi thue Chénh léch
Chi tiéu tinh thwe hién bp | hién bp i %
San luong Lit 39,000,023 | 48,563,255 | 9,563,232 24.52
S lao dong Nguoi 567 567 0 0
Ning suit lao dong Lit/ngudi 68,783 85,650 16,867 24.52
binh quan

Sau khi thuc hi¢n giai phéap trén Cong ty s€ cd dugc nhiing nhan vién co

trinh d6 tay nghé cao dem lai mot bau khong khi méi trong tac phong lam viéc,

nang dong hon, nhiét tinh hon tr d6 tao ra dugc khong khi thi dua trong lao

dong giup cho cong viéc hoan thanh dat hiéu qua cao t6t hon.Ning suét lao

dong tang ro rét, Han ché dugc tinh trang con 6ng, chau cha khong c6 du kha

nang, trinh d§ nang luc nhung van dugc can nhac vao nhitng vi tri quan trong,

chu chét trong Cong ty 1am giam hiéu qua hoat dong ctia bd mdy quan ly. Tuy

nhién, khi 4p dung hinh thirc tuyén dung nay thi Cong ty phai xay dung ché do

dai ngd hop 1y nham gitr chan ngudi tai ¢ lai cong hién cho Cong ty. Bén canh

hinh thuc tuyén ndi b nay thi Cong ty ciing can phai luu tdm dén nguodn tuyén

bén ngoai, néu két hop tét hai cach tuyén dung nay sé& gitp cho can bang loi ich

giita hai bén mang lai hiéu qua kinh té cao.
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KET LUAN

Trong giai doan hoi nhap kinh té quéc doanh nhu hién nay, vai trd cia
nhan luc cang tré 1&n quan trong hon bao gio hét. Nhan luc tré thanh tai san quy
gia nhat, 1a yéu t6 quyét dinh su thanh céng ctiia Cong ty. N6 duoc coi 12 tai san
v hinh giit vi tri dic biét trong co cau t chirc. Vi vay, quan tri nhan luc sao cho
c6 hiéu qua 1a mot van dé cap thiét ddi véi hau hét cac Cong ty. Sy bién doi
manh mé& thudng Xuyén ciia mdi truong, tinh cht cua su canh tranh va hoi nhap
yéu cau phai dap tng cac loai céng viéc phiic tap ngay cang cao d6i véi Can bo
cdng nhan vién trong Cong ty da va dang tao ra stc ep lon, doi hoi cac nha quan
ly phai c6 nhiéu chinh sach va giai phap pht hop nham quan Iy nhan luc mot
cach hiéu qua. Diéu ndy quyét dinh su ton tai va phat trién cua Cong ty.

Trong thoi gian thyce tap tai cong ty CP bia & NGK Ha Long, em da van
dung dugc nhiéu kién thie da hoc ¢ nha trudng dé nghién ctru cng tac quan tri
nhan luc ctia Cong ty 1am co s& cho dé tai khoa luan caa minh.

Qua d6, em manh dan dé ra mot s giai phap cha yéu véi muc dich nang
cao hiéu qua quan ly va str dung ngudn nhan luc véi mong mudn céng tac quan
tri nhan su tai Cong ty CP bia & NGK Ha Long dugc cai thién tét hon nita.

Mot lan nira em xin cdm on ban lanh dao Cong ty c6 phan bia va nudc
giai khat Ha Long cing Thac sy Cao Thi Hong Hanh di gitp d& em hoan thanh
bai khoa luan nay.

Em xin chén thanh cam on!

Hai phong, ngay 24 thang 06 nam 2010
Sinh vién

Nguyén Thi Lanh
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