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LOI CAM DOAN

T61 xin cam doan ban luan van nay la cong trinh nghién ctru thuc su ctua
t61, duoc thuc hién dudi su huéng dan cua PGS.TS Pao Vin Hiép.

Cac s6 liéu, nhitng két luan nghién ctu duoc trinh bay trong ludn vin nay
1a trung thuc va chua timg dugc cong bd dudi bat ky hinh thirc nao.

T61 xin chiu trach nhiém vé nghién ctru cia minh./.

Hoc vién

Pham Thi Quyén



LOI CAM ON

Luan vin tét nghi€p dugc hoan thanh tai trudong Pai hoc Dan 1ap Hai
Phong. C6 dugc Ban luan vin tot nghiép nay em xin bay to long biét on chan
thanh va siu sic t6i truong Pai hoc Dan 1ap Hai Phong dac biét 1a PGS.TS DPao
Vin Hiép di tryc tiép hudng dan, diu dat em véi nhitng chi dan khoa hoc quy
gia trong sudt qué trinh trién khai, nghién ctru va hoan thanh dé tai “Mét sé giai
phap ndng cao hiéu qua hoat dong quan tri ngqun nhan luc tai Cong ty Co
phén Kinh doanh nwéc sach sé 2 Hii Phong”.

Xin chan thanh cam on cac thay c6 da truc tiép giang day, truyén dat nhiing
kién thirc khoa hoc chuyén nganh Quan tri kinh doanh cho ban than em trong
sudt hai nam hoc qua.

Xin giri t6i Ban 1anh dao, cac phong ban don vi ctia Coéng ty C6 phan Kinh
doanh nudc sach sb 2 Hai Phong tao moi diéu kién thuan loi gitup em thu thap
cac sb lieu cling nhu céc tai li¢u can thiét lién quan dén dé tai tot nghiép.

Mot 1an nita em xin chan thanh cam on cac don vi va ca nhan da hét long
quan tam, giup d&, rit mong dugc sy dong gop quy bau cua cac thiy cb dé em
c6 the hoan thién hon.

Em xin chan thanh cam on!
Hai Phong, ngay 15 thang 11 nam 2018

Hoc vién

Pham Thi Quyén
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PHAN MO PAU
1. Tinh cap thiét ciia dé tai

Trong nén kinh té thi truong phat trién manh mé nhu hién nay, cac doanh
nghiép ludn tim moi cach dé nang cao nang luc va vi thé canh tranh cta minh.
Va mot trong nhitng vi thé canh tranh do chinh 1a nguén nhan luc cta td chic.
Nén kinh té cang hoi nhép, thi méi trudng hoat dong kinh doanh cang phtc tap.
Doanh nghiép mudn ton tai va phat trién bén viing trong su canh tranh gay gt
ctia thi trudng thi phai c6 ngudn nhan luc dam bao ca vé s6 lugng va chat lugng
dé kip thoi thich ung véi su thay doi, hoi nhap. Mudn c6 ngu@m nhan luc d6 cac

doanh nghiép phai tra trong téi hoat dong quan trj ngudn nhan lyc trong t chirc.

Hoat dong quan tri nguén nhan luc bao gém tat ca cac hoat dong cua to
chtic dé thu hut, sir dung, phat trién, danh gia va gilr gin mot luc lugng lao dong
phu hop voi yéu cau cla cong vi¢c, muc ti€u cua to chic ca vé mit sb luong va
chét luong. Quan 1y cac ngudn luc khac s& khong hiéu qua néu to chuc khong

quan 1y tbt ngudn nhan luc.

Cong ty Co phﬁn Kinh doanh nuéc sach sé 2 Hai Phong v61 nhiém vu la
san xudt va cung cap nudc sach cho khach hang khu vuc phia Tdy Bic Thanh
phé Hai Phong bao gdm cac phudng Quéan Toan, Hing Vuong thudc quan Hong
Bang, cac x3, thi tran thudc huyén An Duong va cac khu cong nghiép NOM U-
RA, Trang Dué, Tham Quyén... Tién than 1a xi nghiép San xuit nudc Vat Cach
thuoc Cong ty TNHH MTV Cip nudc Hai Phong (doanh nghiép 100% von nha
nuéc). Dén nam 2009, sau khi ¢6 phan hoa tach ra thanh Cong ty cd phan c6 vén
gop chi phdi cia nha nude. Hoat dong quan tri ngudn nhan lyc tai Coéng ty chua
thuc su dat hi¢u qua.

Mit khac, hién nay chua c6 mot dé tai nghién ciru nao vé thuc trang cling
nhu giai phap nang cao hoat dong quan tri ngudn nhan lyc tai Cong ty C6 phan

Kinh doanh nuéc sach sé 2 Hai Phong.



Xuét phat tir nhan thuac trén, t61 da chon dé tai: “Mét sé gidi phdp ning
cao hiéu qud hoat dpng qudn tri nguén nhan lyc tai Cong ty Co phin Kinh

doanh nwéc sach sé 2 Hai Phong”
2. Muc dich nghién ciru
—-H¢ théng co s& 1y luan veé Quan tr1 nguén nhan luc.

—Phan tich va danh giéd thuc trang cac hoat dong quan tri nguén nhan luc tai

Cong ty Co phan Kinh doanh nuéc sach s6 2 Hai Phong.

—b¢ xuat mdt so giai phap nham nang cao hiéu qua hoat dong quan tri nguon

nhan lyc tai Cong ty C6 phan Kinh doanh nuéc sach s6 2 Hai Phong.
3. Poi twgng va pham vi nghién ctru

—Dobi tugng nghién clru: nang cao hiéu qua hoat dong quan tri nguén nhéan

luc Cong ty Co phén Kinh doanh nuéc sach sé 2 Hai Phong.

—Pham vi nghién ctru: Hoat dong quan tri ngudn nhan luc tai Cong ty C6

phan Kinh doanh nudc sach s 2 Hai Phong giai doan 2013 — 2017.
4. Phwong phap nghién ciru

Pé tai sir dung nghién ctru 1y ludn két hop voi diéu tra khao sat, phan tich va
téng hop theo cac ndi dung I6n va st dung cong cu XUt béo cdo cua excel dé

tong hop két qua.

5. N¢i dung ctia Luin van
Bao gdm phan md dau va 3 chuong v6i cac phan chinh sau day:
Chuong 1: Co s8¢ 1y luan vé quan tri ngudn nhan luc

Chuong 2: Thuc trang hoat dong quan tri ngudn nhén lyc tai Coéng ty Co
phan Kinh doanh nuéc sach s6 2 Hai Phong.

Chuong 3: Mot sb giai phap nang cao hiéu qua quan tri ngudn nhan lyc tai

Cong ty C6 phan Kinh doanh nudc sach s6 2 Hai Phong.
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CHUONG 1
CO SOLY LUAN VE QUAN TRI NGUON NHAN LUC

1.1 Téng quan vé Quan tri nguﬁn nhan lyc
1.1.1 Khdi niém vé qudn tri nguén nhan luc

Nhaén lyc 13 ngudn luc ciia mdi con ngudi, trong d6 bao gdm ca thé luc va
tri luc. Thé luc 1a trang thai sttc khoé ctia mdi con ngudi phu thudc vao tinh
trang stc khoé, tam voc, ché do an uéng, sinh hoat, murc séng, thu nhap, tudi
tac, gidi tinh... 1a diéu kién dé con nguoi phat trién, truong thanh mot cach binh
thuong, dap tng dugc yéu cau vé sy hao phi st luc, co bap trong lao dong. Tri
luc thé hién ¢ sy hiéu biét, tri tué, tiép thu kién thuc, ky ndng, nang khiéu, nhan
cach, tac phong... anh hudng 16n té1 kha nang lao dong sang tao cua con nguoi.
Tri lyc 14 yéu t6 quan trong ctia ngudn lyc con nguoi bdi moi hanh dong ciia con
ngudi déu phai théng qua dau oc cua ho. Trong hoat dong san xuit kinh doanh,
viéc tan dung céc tiém nang vé thé lyc dugc khai thac gﬁn nhu tdi da, khong bi
lang quén tuy nhién viéc khai thac vé tiém nang tri luc lai chua bao gio bi can
kiét boi né 13 kho tang tiém an ctia mdi con nguoi. Khai thac va phat huy tiém
ning tri tué ctia con ngudi cd vai trd quan trong trong viée sit dung va phat trién
nguon nhan luc con ngudi. Tuy nhién, tri luc chi co thé déng vai tro quyét dinh

trong sy phat trién nguon nhan lyc trén nén thé lyc khoé¢ manh.

Hién nay, thuat nglt “Nguén nhan lyc” dugc str dung rong rai, phé bién,
mang tinh khoa hoc vé con nguoi voi sy phat trién vé sb luong, chét luong. So
lwong ngudn nhan lyc thé hién 1a luc luong lao dong va kha niang cung cap luc
luong lao dong, phu thudc vao quy moé dan sd, co ciu gi61 tinh, tudi tac, su phan
bd dan cu, toc do sinh dé, ty I¢ tu vong.... Chét luong nguén nhan luc bao gém
nhiing nét dac trung vé trang thai thé luc, tri luc, nhan cach, tac phong con

nguoi.



Do céch ti€p can khac nhau, nén ngay nay c¢6 nhi€u quan diém khac nhau
v€ nguon nhan lyc. Theo Ngan hang thé gio1 (WB) “Ngudn nhan lyc la toan bo
von con nguoi bao gom thé luc, tri lyc, ky nang nghé nghiép... cua moi cd

1 A o A . A A A A r
@ ngudn lyc con ngudi & ddy duoc coi nhu mot ngudn vén bén canh céac

nhan
nguon von vat chat khac nhu von cong nghé, von tién t¢, von tai nguyén, khac
biét 1a ngudn luc con nguoi dugc st dung d€ khai thac, st dung, duy tri céc

nguodn luc khac.

Lién Hiép Quéc da chi ra “Nguon nhdn luc la tdt ca nhing kién thire, ky
nang, kinh nghiém, nang lyc va tinh sang tao cua con nguoi co quan hé toi sy
phat trién ciia méi cd nhan va ciia déat nuwée”®. Quan diém nay da chi ra nhimg
dic trung ctia ngudn nhan lyc ciing nhu cac tiéu chi dé danh gia ngudn nhan lyec.
Mic khac, dé phat trién nguén nhan luc thi phai dao tao, st dung tiém nang cua

con nguoi thuc dy phat trién kinh té - xa hoi.

T6 chirc lao dong qudc té thi cho rang “ Neudn nhdn lic ciia mét quéc gia
la toan bg nhitng nguoi trong do tuéi c6 kha nang tham gia lao ddng” ®). Theo
nghia rong thi ngudn nhan luyc 1a ngudn cung cap strc lao dong cho san xuét toan
xa hoi, cho su phat trién ctia xa hoi. Theo nghia hep, nguén nhan lyc l1a kha nang
lao dong cta xi hoi bao gdm nhitng ngudi trong do tudi lao dong, cé kha ning

lao dong, 1a téng thé vé tri luc, thé luc duoc huy dong vao qua trinh lao dong.

ThS. Nguyén Van Piém va PGS.TS Nguyén Ngoc Quan nhan dinh
Nguén nhdn lyc ciia mét t6 chirc bao gém tat cd nhitng nguwoi lao déng lam viéc
trong t6 chitc do, con nhan lyc dwoc hiéu la nguon lwc ciia méi con ngwoi ma

A ‘ A ’ A \ , 4
nguon lyc nay gom co thé lyc va tri lyc” @

Qua nhiing nhan dinh, dadnh gia trén c6 thé thay rang, nguén nhan lyc cua
xa hoi 1a toan bd con nguoi trong xa hdi khong phan biét vé do tudi, pham vi co
thé dung thé luc va tri lyc dé€ cong hién cho xa hoi. Con nguon nhan lyc trong tod

chtc bao gdm tit ca nhimg ngudi dang 1am viéc trong to chirc theo luét dinh, do



la nhitng c4 nhan, can by, cong nhan vién, nhitng nguoi trong do tudi lao dong
va trén do tudi lao dong bang thé luc va suc luc ciia minh Iam viéc va cong hién
cho doanh nghi¢p. Trong pham vi cua dé€ tai, em chi di vao nghién ctru nguon

nhan lyc cua doanh nghiép.

Quan tri nguén nhan lyuc 1a tit ca cac hoat dong cua t6 chic dé thu hut,
xay dung, st dung, danh gia, phat trién va giit gin luc luong lao dong phu hop
v6i yéu cau ca vé mit sd lugng va chét luong cua to chire giup cho té chirc co
thé ton tai va phat trién trong méi truong canh tranh. La hé thong cac quan diém,
chinh sach, bién phap va hoat dong thuc tién duoc sir dung trong quan tri con
ngudi nham ting cuong nhimg dong gop co hiéu qua cua ca nhan vao muyc tiéu

cua td chuc dong thoi dat duoc muc ti€u cia ¢4 nhan va xa hoi.

Dué6i goc d6 1a chic ning co ban cia quén tri té chirc thi quan tri nguén
nhén luc 1a viéc hoach dinh, to chitrc va kiém soat cac hoat dong dé thu hat, st
dung va bdo toan con nguoi nham dat dugc muc tiéu cua to chirc. Hay chinh 1a
viéc phan tich cong viéc, tuyén mo, tuyén chon, bd tri, dao tao, st dung, tao

dong luc, khuyén khich nhan lyuc trong to chc.
1.1.2. Vai tro ciia qudn tri nguon nhéan luc

Quan tri ngudn nhan lyc 13 bd phan cu thanh va khong thé thiéu cua quan
tri to chirc bai cac nguén luc khac nhu may moc, thiét bi, cong nghe... déu co
thé mua duoc, sao chép duoc nhung nguf“m nhan lyc thi khong thé. Va mot
doanh nghiép du c6 ngudn tai nguyén phong phu, ngudn tai chinh déi dao, trang
thiét bi nha xudng hién dai ciing trd nén khong c6 gia tri néu khong biét quan tri
ngudn nhan luc. Con ngudi 14 yéu td cdu thanh 18n to chirc, van hanh t6 churc.
Mit khac, mdi ca nhan déu co dic diém, nang luc, trinh d9, k¥ nang, kinh
nghiém khac nhau va lién két véi nhau theo nhitng muc tiéu nhét dinh. Chinh vi

vay, phat trién con ngudi, quan tri nguon nhan lyc chiém vi tri trung tdm trong



hé thong quan tri cac nguon luc va né quyét dinh dén sy ton tai va phat trién ctua

doanh nghiép trén thi truong.

Hién nay, trén thi truong canh tranh ngay cang gay git nén cac doanh
nghiép muén ton tai va phat trién thi phai to chirc bd may ctia minh theo hudng
tinh giam, gon nhe, ning dong trong d6 yéu t6 con ngudi mang tinh quyét dinh
dac biét la nguén nhan lyc chat lugng cao. Quan tri ngué)n nhan lyuc tdt sé giap
doanh nghiép tim kiém dugc du va dung ngudi, st dung mot cach ¢ hiéu qua
nguén nhan luc dé dat duoc muc tiéu dé ra, tiét kiém dugc cac chi phi déng thoi

phat trién nhiing tiém nang, tai ning cua chinh ban than nguoi lao dong.

Quan tri nguon nhan lyc gitp cac nha quan tri biét cach 161 kéo nhan vién
dé ho say mé voi cong viéc, ddnh gia nhan vién chinh xac, tao diéu kién cho
nhan vién phat huy t61 da cac nang luc, tiém nang dé su dung c6 hi¢u qua ngudén

nhan lyc nham tang nang suat lao ddng va dat duogc muc ti€u ca nhan va t6 chirc.

Hoat dong cht yéu ctia quan tri nguén nhan luc theo 3 nhom chiic ning:

+Nhom chtrc ning thu hat ngudn nhan lyc: giup cho t6 chirc c¢6 du sb
lwong nhan vién véi nhimg dic diém phu hop véi yéu cau ciia cong viée. Can ctr
vao ké hoach san xuat kinh doanh, phuong huong, muc tiéu dé ra, doanh nghiép
xac dinh duoc nhu cdu vé& ngudn nhan lwc. Viée phan tich coéng viée s& gitp
doanh nghiép biét dugc nhu cau tuyén dyung, s6 luong tuyén, yéu cau, tiéu chuin
tmg vién. T d6, ap dung cac phuong phap, k¥ ning trong tuyén dung dé lya
chon duoc nhimg Gng vién phu hop nhat.

+Nhém chirc nang dao tao va phat trién nguon nhan luc: Nhom chirc ning
nay chil trong tdi viéc nang cao ning lyc ciia nhan vién dé nhan vién c6 du cac
k¥ ning, trinh d can thiét thuc hién tot cong viéc ciing nhu phat trién ti da
nang luc ca nhan. Pé nhan vién méi c6 thé 1am quen véi cong viée, doanh
nghiép ap dung cic chuong trinh huéng nghiép, dao tao kém cip, huéng dan

nhan vién mai. Béng tho1, doanh nghié€p cling c6 cac hoat dong nham dao tao lai



nhén vién khi c¢6 su thay d6i nhu ciu san xuét kinh doanh hay thay d6i quy trinh
cong nghé ciing nhu cap nhat kién thire quan 1y, chuyén mon thudng xuyén.
+Nhom chtic nang duy tri ngudn nhéan luc: nhém chiic niang nay bao gém
cac hoat dong nham duy tri va sir dung c6 hiéu qua ngudn nhan luc cua td chuc.
D6 1a danh gia thuc hién cong viée, thu lao lao dong, duy tri va phat trién céc

mbi quan hé lao dong tét dep trong to chc.

Panh gia thuc hién cong viéc gitip nha quan Iy dua ra cac quyét dinh nhan
sy ding dan. Hé théng thu lao lao dong cong bang, cac chinh sach phuc loi tot
s& khuyén khich, dong vién nhan vién lam viéc hing say, c¢6 y thic trach nhiém
gop phan ning cao niang suat lao dong, hiéu qua cong viéc. Mit khac, day 1a mot
trong nhirng bién phéap hiru hi¢u dé thu hat nhan tai, doi ngii lao dong lanh nghé,
nguoén nhan luc chét luong cao. Cac hoat dong duy tri va phat trién cac méi quan
hé lao dong tdt dep vtra tao ra moi trudong lam viéc lanh manh, bau khong khi

vui vé gitip nhan vién thod man voi cong vi¢c vura tao 1én van hoa doanh nghiép.
1.2 Cac hoat dong quan tri ngudn nhan lyc

1.2.1 Phén tich cong viéc.

1.2.1.1 Khdi niém phdn tich cong viéc

Phan tich cong viéc 1a qua trinh nghién ctu ndi dung cong viéc, thu thap
cac tu liéu va phan tich, danh gia mot cach c6 hé thong cac thong tin quan trong
c6 lién quan dén cac cong vi¢c cu thé trong t6 chirc nham lam r6 ban chat ctua

tirng cong viéc.

Phan tich cong vi¢c 1a qua trinh nghién ctru dé xac dinh cu thé nhiém vu,
trach nhiém ctia nguoi lao déng ddi véi ting cong viée, ho phai thuc hién céc
hoat dong nao, tai sao phai thyc hién va thuc hién nhu thé nao, diéu kién lam
viéc cu thé, ho dugc st dung céc trang thiét bi, cong cu dung cu nao, mbi tuong
tdc voi cic ca nhan va td chic khac trong don vi, nhitng yéu ciu vé trinh do

chuyén mon, ky nang, kinh nghiém can thiét dé thuc hién cac cong viéc do. Do



cling 13 qua trinh xac dinh va ghi chép lai cac thong tin lién quan dén ban chét

cua moi cong viéc cu thé.
1.2.1.2 Vai tro phdn tich cong viéc

Phan tich cong viéc ¢ vai tro quan trong trong quan tri ngudn nhan luc. La
co s& dé cac nha tuyén dung co thé lua chon duogc cac ung cu vién phu hop nhat,
1én ké hoach dé nha quan tri ra quyét dinh bo nhiém, thuyén chuyén cong tac
cho nhan vién, hoan thién hé thdng thu lao lao dong, danh gia thuc hién cong
viéc, loai bo su binh drfmg ciia moi nhan vién tir d6 tao dong luc cho ngudi lao
déng, nang cao hiéu qua coéng viéc. Nho ¢o phan tich cong viéc ma to chirc co
thé hoan thién cc bién phap cai thién diéu kién 1am viéc, nang cao sttc khoe
nguoi lao dong, xac dinh nhu ciu dao tao va phat trién ngudn nhan lyc dap tng
yéu cau cia to chirc. Pac biét, phan tich cong viéc c6 vai trd quan trong doi voi
t6 chirc méi dugc thanh 1ap, khi to chirc co cong viéc méi hay khi cong viée

thay d6i do viéc ap dung khoa hoc k¥ thuat méi.

Nho phan tich cong viéc ma cac nha quan ly xac dinh duogc ky vong cua
minh d6i v&i nhan vién dong thoi giup ho hiéu dugc cac ky vong dé, hiéu duogc
chtc ning, nhiém vy, trach nhiém ciing nhu yéu ciu cua cong viéc. Bén canh
do, phan tich cong viéc 1a co sd, diéu kién dé thuc hién cac hoat dong quan tri
nguén nhan lyc ding dan va cé hiéu qua dua trén céc tiéu thuc lién quan téi

cong viéc chtr khong phai mang tinh chét chl quan.
1.2.1.3 Céc nguén va phwong phdp thu thdp théng tin

Mbi mot cong viéc co cac thong tin quan trong, lién quan khac nhau. Tuy

thudc vao muc dich st dung céac thong tin do dé thu thap céac loai thong tin

Thong tin dugc thu thap tr nguoi thuce hién cong viéc, nguoi cép trén truc

tiép quan 1y, ngudi phan tich cong viéc duoc dao tao va khach hang.

Céc phuong phap thu thap thong tin:



—Phuong phdap quan sdt. 1a phuong phép trong dé nguoi quan sat s€ quan sat

1 ngudi hodc 1 nhom nguoi lao dong thuc hién cong viéc va ghi lai déy du cac
hoat dong thuc hi¢n, tai sao phai thuc hién va thuc hién nhu thé nao vao mau

phiéu duoc xay dung trude.

—Phuong phdp ghi chép cac su kién quan trong: Nguoi nghién clru s€ ghi

chép lai cac hanh vi thuc hién cong viéc cua nhitng nhan vién lam viéc khong
hiéu qua va nhitng nhan vién lam viéc hi€u qua. Sau d6 khai quat va phan loai

cac dac trung co ban cua cong viéc cling nhu cadc doi hoi, yéu cau cia cong viéce.

—Phuong phap nhdt ky cong viéc: Nguoi lao dong tu ghi chép lai cac hoat
dong ctia minh trong khi thuc hién cong viéc. Phuong phap nay c6 wu diém 13
thong tin dugc ghi lai theo sy kién thuc té, tuy nhién do chinh xac lai khong cao,

viéc ghi chép khé dam bao duoc lién tuc va nhat quan.

—Phwong phdp phéng van: Dbi v6i cong viée lién quan dén hoat dong nghién
ctru, tri ndo, chuyén mon, k¥ thuat khong biéu hién nhiéu c4c hanh vi ra bén
ngoai dé quan sat thi c6 thé ap dung phuong phap phong van. Thong qua phong
van, nguoi phan tich s€ biét duoc nhiing nhi¢ém vu nao can duoc thuc hién, tai

sao phai thyc hién va thuc hién nhu thé nao.

—Phwong phdp sir dung bang cdu héi thiét ké san (phiéu diéu tra): Ngudi lao
dong nhan duoc phiéu diéu tra bao gém cac cau hoi da duoc thiét ké sin vé
nhiém vy, hanh vi, ky nang, trinh 4o, diéu kién co lién quan t&i cong viéc.
Ngudi lao dong co trach nhiém tra 10i cic cau héi theo huéng dan cta nguoi

phat phiéu.

—Phwong phdp héi thdo cdc chuyén gia: Cac chuyén gia 13 ngudi am hiéu vé
cong viéc, cong nhan lanh nghé, nguoi quan ly dugc moi1 dy cude hdi thao dé
thao luan vé nhiing cong viéc can tim hiéu. Cac thanh vién s& lam sang to va bo
sung thém nhiing thong tin ma nguoi nghién ctru khong thu duge tir cdc phuong

phap trén. Tuy nhién phuong phap nay tén nhiéu chi phi va thoi gian.



1.2.1.4 Quy trinh phan tich cong viéc

Budc 1: Xac dinh cdng viée cin phan tich.

Phan tich cong viéc thuong duogc tién hanh khi: T6 chitc méi duogc thanh
1ap va phan tich cong viéc lan dau tién duge thuc hién; Cong viéc c6 su thay doi
dang ké vé ndi dung hay quy trinh cong nghé, ap dung khoa hoc cong nghé méi;

T6 chire xuat hién cac cong viéc mai hodc dinh ky ra soat lai tat ca cong viéc.

Budc 2: Luwa chon cac phuong phap thu thap thong tin

Sau khi xac dinh duoc cong viéc can phan tich ta lya chon phwong phap

thu thap thong tin hop 1y dé dat duoc két qua tot nhat.

Budc 3: Tién hanh thu thap thong tin

Khi da lya chon dugc phuong phap thu thap thong tin hop 1y thi tién hanh
thu thap va xur ly thong tin.

Budc 4: S dung thong tin thu thap

Thong tin thu thap duoc tong hop va xir 1y s& dugc sir dung vao muc dich
khéc nhau nhu ké hoach hoa nguén nhan luc, xay dung ban mo ta cong viéc, ban

yéu cau cua cong viéc, nhu cau dao tao...

Budc 5: Danh gia va cap nhat thuong xuyén.

1.2.1.5 Két qua phan tich céng viéc

Bidn mo6 td4 cOng viéc: 1a van ban 1iét ké cac chirc ndng, nhi¢ém vy, trach
nhiém, dicéu kién lam viéc, cac moi quan hé trong cong viéc va nhiing van deé co

lién quan té1 mgt cong viée cu the.

Bén yéu cau cua cong viéc dbi véi nguoi thyc hién: la van ban li¢t ké

nhiing y€u cau cua cong vi¢c doi voi nguodi thuc hién vé trinh do chuyén mon,
k¥ nang, kinh nghiém cong tac, dac di€ém c4 nhan va mdt s6 cac y€u cau khac.

Céc yéu cau nay la nhiing doi hoi & mtrc chap nhan dugc, khong nén doi hoi qua
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cao ma khong can thiét dé thuc hién va ciing khong nén qua thap dé sang loc

ung vién dat hiéu qua cong viéc cao.

Ban tiéu chuén thuc hién cong viéc: la hé théng cac tiéu chi, chi tiéu dé
hoan thanh cac nhi€ém vu dugc quy dinh trong ban mo ta cong viéc vé s6 lugng
va chat luong. D4i véi cong viée san xuit d6 1a cac dinh muc lao dong va
thudng gin lién voi hé théng khuyén khich su thuc hién vuot mac. Con déi véi
cac cong viéc quan 1y, chuyén mon thi sir dung cac cau dién dat dinh lugng kho
khan hon, c6 thé st dung cau dién dat dinh tinh thé hién tiéu chuén can dat

duoc.
1.2.2 Ké hoach héa nguén nhén luc
1.2.2.1 Khdi niém cia ké hoach hod nguén nhan luc

Ké hoach ho4 nguén nhan lyc 1a qua trinh nghién ctru, danh gia va xac
dinh nhu cau nguén nhan lyc tr d6 dua ra cac chinh sach va thyc hién cac
chuong trinh, hoat dong nham dam bao cho doanh nghiép c6 du nguén nhan luc

vé sO luong va chat lugng dé thuc hién cong viéc, dap ing muc ti€u cua t6 churc.

Ké hoach hoa nguén nhan luc thue chat 1a udc lugng xem doanh nghi¢p
can bao nhiéu ngudi co trinh d6 lanh nghé dé dap ung véi yéu cau cong viéc,
muc tiéu cua to chirc va xac dinh xem c6 bao nhiéu nguoi sin sang 1am viéc cho
t6 chirc. Tir d6 lya chon duoc giai phap t6i wu dé can déi cung nhan luc va cau
nhén lyc cua t6 chtc trong tuong lai.
1.2.2.2 Vai tro cuia ké hoach hod ngué‘n nhan luc

Ké hoach ho4 ngudn nhan lyc gitt vai tro trung tdm trong quan 1y chién
lugc ngudn nhéan lyc. Bat ky t6 chirc nao mudn ton tai, phat trién va dung viing
trén thi truong ngdy cang canh tranh gay gat thi phai tién hanh ké hoach ho4
chién lugc nguén nhan luc va nguén nhan lyc c6 trinh d9, k¥ nang, kinh nghi¢m

clia td chirc ngay dugc nhan biét, da, dang va s€ tr¢ thanh lo1 thé canh tranh. Ké
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hoach hoa ngué)n nhan lyc dugc danh gia c6 vai tro quan trong nhu ké hoach hoa

v€ vOn va cac nguon tai chinh cua t6 churc.

Ké hoach hod chién lwgc ngudn nhan lyc s& giup cho t6 chirc dat dugc
muc tiéu cta cong viéc, t6 chirc. P6 1a qud trinh xdy dung va thiét lap céc
chuong trinh, cac chién thuat dé thyc hién chién luoc ngudn nhén lyc 6. Va khi
né dugc xay dung va thuce hién dang sé gitp cho to chtc chii dong trude nhing
kho khan va tim dugc gidi phap khéc phuc, xac dinh rd kha nang hién tai va dinh
hudéng cho tuong lai, nhan biét duoc nhiing han ché va co hoi nguén nhan luc

cua td chuc. Tur d6 s€ mang lai nhi€u lo1i ich truc ti€p va gian ti€p cho t6 chuec.

Ngoai ra, ké hoach hoa ngudn nhéan lyc con 1a co s& cho cic hoat dong
bién ché nguf“m nhan lyc, dao tao, phat trién nguf“m nhan luc va diéu hoa cac
hoat dong ngu@m nhan luc. Cin ¢ vao ké hoach, muc tiéu cua to chuc, cong
viéc xac dinh duoc sb lugng nhan vién can thiét phai bod sung dé thuc hién cong
viéc ciing nhu ngudn cung tng nhan lyc, c6 thé tir ndi b cong ty hay ngudn bén
ngoai qua trung tam gioi thi¢u viéc lam, dang tuyén.... Sau d6 tién hanh tuyén
mo, tuyén chon nhiing Gng cir vién phu hop, ddo tao va phat trién dap tng yéu

cau cua cong viéc.
1.2.2.3 Cac loai ké hoach nguon nhan luc

- K& hoach nguén nhan luc dai han (tir 3 ndm tré 1€n): Du doan co cau

nhén lyc trong tuong lai thong qua kiém tra, ra soat moi trudng bén trong va bén

ngoai cua to churc, phan tich co cau lao dong, nhitng thay doi vé cung nhan lyc.

- Ké hoach ngudn nhén luc trung han (2 — 3 nam): Dy tinh s6 lugng nhan

lyc can thiét dé thuc hién cho moi loai cong viéc, sO lugng lao dong thuyén
chuyén, nang suat lao dong cling dugc xem xé&t thi nd s€ anh hudng dén nhu cau

nhan luc cua to churc.

- K& hoach ngudn nhan lwc ngin han (< 1 nim): Dy tinh s ngudi theo

moi loai ky nang, trinh do can thiét dé dat dugc muc tiéu cong viéc. Nguoi quan
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1y dua ra cac yéu cau cua bd phan minh vé s6 lugng lao dong, loai lao dong. Doi
v6i cong viée khong doi hdi dao tao hay mang tinh mua vu thi t6 chirc thuong

xac dinh ké hoach nhan luc ngén han vi cung nhan luc nhiéu.
1.2.2.4 Qua trinh ké hoach hod nguo”‘n nhan luc

Budc 1: Phan tich moi trudng

Phan tich cac yéu tb tir moi trudng bén ngoai nhu chinh sach, phap luat cua
nha nudc, tinh hinh kinh té - chinh tri, thi truong lao dong, khach hang, déi thu
canh tranh.... va cac yéu t6 tir méi trudong bén trong td chirc nhu phuong huéng,
muc tiéu cia doanh nghiép, van hoa cong ty, tu tudng, quan diém phong cach

cua lanh dao.

Budc 2: Phan tich hién trang quan tri nhan luc cua to chic.

Hién trang quan tri ngudn nhan luc tai doanh nghiép bao gdm cac yéu to:

+ Nguon nhan lyc: s6 lugng nhan luc, co cau do tudi, gidi tinh, trinh dd chuyén

mon, k¥ nang, kinh nghiém...

+ Co cau to chuc: chuc nang, nghiép vu quyén han cac phong ban, don vi, loai

hinh t6 chitrc doanh nghiép.

+ Quy ché, quy dinh, chinh sach: chinh sach tién luong, tuyén dung, dao tao va

phat trién. ..

Budc 3: Du bao cau nhan luc

Cau nhan luc 1a so6 luong, co cau nhan lyc can thiét dé hoan thanh so
lugng san pham, dich vu hodc khoi luong cong viéc cua td chirc trong mot thoi
ky nhat dinh dua trén viéc phan tich cadc y€u to bén trong cling nhu bén ngoai

cua to churc, hién trang ngudn nhan luc.

Dy b4o cau nhan lyc chia lam hai loai: cau nhan lyc ngan han (thoi han
khoang 1 nam hodc ngan hon) va cau nhan lyc dai han (c6 thé tir 3 — 5 nam hodc

7 ndm).
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Budc 4: Du doan cung nhan luc

Phan tich, danh gia, dy bao kha nang trén thi truong cd bao nhiéu nguoi
san sang lam viéc cho td chire tir d6 dua ra cac hoat dong, bién phap nham thu
hut, st dung lao dong c6 trinh do, kinh nghi¢m, nang cao hiéu qua hoat dong

cua to chuec.

C6 hai ngudn cung nhan luc, d6 14 cung nhan lyc tir bén trong t6 chire (luc
luong lao dong dang lam viéc cho t6 chuc) va cung nhan luc tir bén ngoai to

chuc (thi truong lao dong bén ngoai).

Buodc 5: Can do1 cung — cau nhan luc, cac giai phap khac phuc mat can doéi cung — cau.

Truong hop cau nhan lyc 16n hon cung nhéan lyc: Pua ra cac giai phap dé
thu hut, chiéu md nhan luc tur ngué)n ndi bg, bén ngoai td chic nhu TUyén mo,
tuyén chon nguoi lao déng tir thi truong lao dong; Bdi dudng, dao tao lai lao
dong dé ho co thé thyuc hién duoc cong viéc mdéi ma khong can tuyén méi; Dé
bat, bd nhiém nguoi lao dong trong to chic dé ho c6 thé hoan thanh cong vigc,
nhiém vu & vi tri cao hon; Ky hop déng thué lai lao dong cua don vi c6 chuc
ning cho thué lai lao dong hoidc ky hop ddéng phu véi cac to chic khac dé gia

cong san pham; Huy dong nguoi lao dong lam thém gio.

- Truong hop cung nhan lyc 16n hon cAu nhan luc dan téi tinh trang du
thira lao dong thi phai thuyén chuyén lao dong tir bo phan thira sang bo phan
thiéu nhan luc hoac gidm gio lam viéc, nghi luan phién, cho td chie khac thué
lai lao dong, van dong ngudi lao dong thoa thuan chdm dat hop dong lao dong.

- Trudng hop cung nhan lyc bang cau nhan luc: trong trudng hop nay, to
chuc da c6 da lugng nhan luc can thiét dé hoan thanh cong vi¢e, do do can thuc
hién c6 chuong trinh dé duy tri va phat trién, nang cao k¥ ning, tay nghé va du

phong nguén nhan luc dé thay thé lao dong nghi tam thoi hodc nghi viée.
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Budc 6: Thuc hién ké hoach hod ngudn nhén luc.

Sau khi phén tich, du bdo cung nhan luc, cau nhan luc va céc gidi phap
trong truong hop mét can dbi cung cau, té chirc tién hanh thuc hién ké hoach

héa nguén nhan lyc.
1.2.3 Tuyén dung lao déng
1.2.3.1 Khdi niém tuyén dung lao dong

La qua trinh thu hut nhitng ngudi xin viée ¢6 trinh dJ, k¥ nang phu hop véi
yéu cau cua cong viéc tir luc luong lao dong bén trong td chic, ngoai xa hoi va
danh gia cac tng ctr vién d6 dé lua chon dugc ding nguoi dap tng dugc yéu cau
cua cong viéc.
1.2.3.2 Vai tro ciia tuyén dung lao déng

Tuyén dung lao dong c6 vai tro quan trong, anh hudng 16n tdi chit luong
ngudn nhan lyc. Chat luong ngudn nhan lyc sé kém néu qua trinh thu hit cac
ung cui vién khong tot, nhiing nguoi lao dong ¢o trinh dg, chuyén mon khong
biét duoc nhirng thong tin tuyén dung hodc khdong c6 co hoi ndp don xin vige.
Ngoai ra, néu yéu ciu tuyén dung thap thi chat lugng ngudn nhan lyc thudng

khong cao.

Qua trinh tuyén dung tot s& gitip cac nha quan tri ¢ thé dua ra quyét dinh
quan trj dung dan, tuyén dugc nhitng ngudi phu hop véi cong viée tir 46 giam
chi phi ddo tao lai nhan vién, chi phi tuyén méi ciing nhu tranh duoc rii ro trong
qua trinh thuc hién cong viéc, nang cao hi¢u qua cong viéc.

1.2.3.3 Quy trinh tuyén dung lao déng

Budc 1: Chuén bi tuyén dung

Trudce khi tién hanh tuyén dung thi t6 chic phai thanh 14p Ban tuyén dung
hodc hoi dong tuyén dyng quy dinh rd vé thanh phan, nhiém vu va quyén han

ctia timg thanh vién. Hoi dong tuyén dyng thuong gdm ngudi lam cong tic nhan
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su, ngudi quan ly cta vi tri cong viéc can tuyén, ngudi st dung lao dong va mét
s0 thanh phan khéc tuy theo mdi don wvi.

Xac dinh céc tiéu chuan dé tuyén chon dua vao ban mé ta cong viéc, ban
yéu cau cua cong viéc doi voi nguoi thuce hién.

Budc 2: Xac dinh nguén va thong bao tuvén dung

Can ¢t vao tiéu chuan tuyén chon, nguén nhan lyc dé tuyén chon tir bén
trong t6 chic hay bén ngoai thi truong lao dong dé tién hanh thong bdo tuyén

dung.

Pbi v6i ngudn tuyén dung tir bén ngoai t6 chirc: Tuyén dung théng qua
cac trung tam gio1 thiéu viéc 1am, hoi chg viée 1am, trén cac phuong ti¢n truyén
thong, qua su gidi thi€u cia ban be, can by cong nhan vién trong cong ty, lién
két v6i cac truong Pai hoc, cao ding, trung cap day nghé co dio tao nganh nghé
lién quan toi cong viée can tuyén dung.

Dbi v6i ngudn tuyén dung bén trong t6 chirc: Thong bdo cac vi tri cong
viéc can tuyén dung toi tat ca can bd cong nhan vién cong ty hodc thong qua su
gi61 thiéu cua ban be, cong nhan vién cong ty.

Thong bao tuyén dung yéu cau phai gon gang, stc tich, thé hién day du
thong tin vé cong viée, yéu cu tuyén dung, quyén loi dugc hudng va phan lién

hé, ndp ho so.

Budc 3: Tiép nhan va sang loc ho so

Sau khi ti€p nhan ho so xin viéc cua cac ing cur vién, bd phan ti€p nhan ho
so ¢6 trach nhi€ém nghién ctru va phan loai ho so theo cac tiéu chi khac nhau dé
thuan tién trong viéc sang loc va tuyén dung & cac budc tiép theo.

Nghién ctru va phan tich ho so sé loai bé mot s6 ung cu vién khong dap

ung dugc yéu cau theo ti€u chuan tuyén dung.

16



Budc 4. Phong vin so bod

La budi gip g dau tién giira nha tuyén dung va Gng vién. Tai budi phong
van, nha tuyén dung s€ loai bé duoc ung ctir vién khong dat ti€u chuin ma
nghién ctru h6 so khéng phat hién ra béi hd so xin viée thi ung ctr vién thudng
chi n61 nhirng mat tdt ma né tranh nhitng mat han ché.

Khong nén dung cac yéu td vé gidi tinh, tudi dé loai bé Gmg vién ma nén
dira vao cac tiéu chuin nhu kinh nghiém, trinh d9, k¥ ning giai quyét van dé...

Budc 5: Kiém tra trac nghiém nhan su.

St dung hinh thtc kiém tra trac nghiém nham chon ra cac Gmg cir vién phu
hop ma cac thong tin nhan su tir cac budc trude khong cho ta biét dugc mot
cach chinh xac va déy du. Két qua tric nghiém thuong khach quan giap cho viéc
tim hiéu cac dic trung trong thuc hién cong viéc cua timg ca nhan co tinh dic

thu.

Tuy nhién can luu ¥ su trung thyc trong két qua tric nghiém va su ap dat
cao trong khi thyuc hién tric nghi¢m, nén thiét ké cac cau hoi co thé & dang md,

phat trién.

Budc 6. Phong van tuyén chon (phdng van 1an 2)

La qua trinh giao tiép bang 161 ndi gitta nguodi tuyén dung va cac ing cu
vién dé€ thu thap cac thong tin ma viéc nghién ctru ho so hay tra 101 trac nghiém

chua thé hi¢n 10 rang, day du.

Qua phéng van, cac img ctr vién co thé phan hoi vé nhiing thong tin chua
hiéu vé to6 chuc, cong viéc dong thoi cling trao do6i dugc tdm tu, nguyén vong
cuia minh.

Viéc phong van c6 thé dua vao cac cau hoi dugc chuan bi san hoac phéng

van theo tinh huéng, theo muc ti€u, theo nhom, theo hoi déng...
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Budc 7: Kham sic khoe, danh gi4 thé luc

Nhan luc la nguén luc ciia modi ngudi duge thé hién qua thé luc va tri luc. Stc
khoe 1a tiéu chi dé danh gia thé lyc ciia nguoi lao dong. Chinh vi vay, cac (mg
clr vién phai c¢6 stc khoe dam bao. O cac t6 chirc 10n, ¢6 ngudi chuyén trach vé
cong tac y té thi khau nay do nguoi phu trach y té ¢dam nhan con ¢ mot s td
chtic nho thuong danh gia qua két qua kham strc khoe ctia nguoi lao dong tai co

sG cO tham quyén.

Budc 8: Tham tra thong tin thu thap

Pé xac minh d6 tin cdy cua cac thong tin thu thip duoc trong cic budce tuyén
dung thong qua viéc trao ddi vai to chic cii noi Gng cir vién ting cong tac da
dugc cung cap trong don xin viéc hodc thong qua truong, 16p, thiy co, ban beé

noi ung cu vién tung tham gia hoc, dao tao.

Buéc 9: Ra quvyét dinh tuyén dung

Sau khi di c6 duoc cac théng tin chinh xac, diy du cia cac tng cir vién, tim
dugc cac ung vién phi hop v6i yéu cau cong viéc nhat thi hoi dong tuyén dung
s& bdo cdo lanh dao dé ra quyét dinh tuyén dung ddi véi nhimg nguoi tring
tuyén. Khi d6 ngudi lao dong va ngudi stir dung lao dong sé& xac lap quan hé lao
dong thong qua hop dong lao dong ky két.
1.2.4 Bé tri nhén lyc
1.2.4.1 Khdi niém bé tri nhan lyc

La cac hoat dong giup ngudi lao dong lam quen véi cong viée méi, bd tri
lai lao dong thong qua thuyén chuyén, dé bat, b nhiém, cach chiec.
1.2.4.2 Vai tro ciia bé tri nhén lyc
B tri nhan lyc gitp cac hoat déng ngudn nhan luc hoat dong thdng nhit, phat
huy dugc nhing tai nang, sé truong cia mdi nguoi tir d6 nang cao ning suat lao

dong, dat duoc muc tiéu dé ra.
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Khi nguoi lao dong duoc bd tri ding céng viée, pht hop véi trinh d6, kha ning
s€ tao dong luc cho nguodi lao dong, khuyén khich ho hang say lam viéc dat hi¢u

qua cao ddng thoi tao su gan bo 1au dai voi to chc.
1.2.4.3 Cac hoat dong cua bé tri nhan lyc
a) Hoat dong dinh hudng

Hay chinh 1a hoat dong giap nguoi lao dong lam quen, hoa nhap véi cong
viéc méi, vi tri mdi. Viéc dinh hudng tot s& giup ngudi lao dong lam quen véi
cong viéc nhanh tir d6 rat ngin duoc thoi gian va giam chi phi cho doanh
nghi¢p, nguoi lao ddng lam viéc hi¢u qua hon, ty 1€ bo viéc trong nhitng thang
dau lam viéc giam.

Chuong trinh dinh huéng nén bao gdm céac thong tin vé:

+Noi quy quy dinh cta cong ty, thoa udc lao dong tap thé;

+Co céu t6 chitc ctia doanh nghiép;

+Hoat dong san xuét kinh doanh cta t6 chirc, van héa doanh nghiép;

+Ché do lam viéc, nghi ngoi;

+Thu lao lao dong, tién thudng, phic loi va cac quyén loi khac;

+Chtrc ndng, nhi€ém vu phai thuc hién.

Céc thong tin ndy can dugce quy dinh bang van ban két hop véi giai thich,
trao d6i bang miéng dé ngudi lao dong c6 thé hiéu rd hon. Thoi gian thyc hién
dinh hudng tuy thudc timg cong viée, co thé kéo dai vai ngay, vai thang.

b) Thuyén chuyén
La viéc chuyén ngudi lao dong tir bo phan ndy sang bo phan khac, cong viée nay
sang cong viéc khac hoidc dia du nay sang dia du khac thudc quyén quan 1y cia

to churc.
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Thuyén chuyén c6 thé do su diéu hanh hoat dong san xuét kinh doanh tir phia

doanh nghiép hodc tir ¢ xuat ctia ngudi lao dong va duge lanh dao chap nhan.

Thuyén chuyén dé diéu hoa nhan lyc giita cac bo phan trong cong ty, cit giam
chi phi & nhitng bo phan ma coéng viéc san xuat kinh doanh bi suy giam. Hoac
thuyén chuyén dé thay thé nhitng nhan su nghi huong ché d6 thai san, 6m dau,
chét, nghi huu, chdm dit hop dong lao dong. Ciing c6 thé thuyén chuyén dé sip
xép lai nhan lyc cho phu hop vo1 trinh d§, k¥ nang cua nguoi lao dong.
Thuyén chuyén gdm co: thuyén chuyén tam thdi va thuyén chuyén lau dai
+Thuyén chuyén tam thoi: thuyén chuyén 6 thoi han, hét thoi han tro lai
vi tri céng viée cli. Ap dung cho truong hop thay thé ngudi lao dong
nghi thai san, 6m dau hoic cham dut hop déng ma chua tuyén duogc
nguoi thay thé. .
+Thuyén chuyén lau dai: thuyén chuyén han nguoi lao déng sang vi tri
moi. Ap dung trong truong hop mé rong san xuat kinh doanh, khéc
phuc sai sot trong bé tri lao dong, tdn dung ning luc cua ngudi lao
dong...
c) bé bat

La viéc dua nguoi lao dong tir vi tri lam vige thép 1€n vi tri lam viéc cao
hon v&i mitc lwong, quyén lgi, trach nhiém, co hoi phat trién 16n hon.

Vi tri cong viéc mdi nay 1a vi tri dang con trong va duoc doanh nghiép
danh gia 1a ¢6 gid tri cao hon vi tri cii, dap ung nhu cdu phat trién ctua doanh
nghi¢p va ca nhan nguoi lao dong.

Dé bat c6 hai dang:

+Pé bat ngang: chuyén nguoi lao dong tur vi tri vi€c [am ctia bd phén nay

sang vi tri vi¢c lam cd cap bac cao hon ¢ b phan khac.
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+Pé bat théng: chuyén nguoi lao dong tur vi tri viéc 1am hién tai 1én vi tri

vi€c lam cao hon trong cuing mdt bd phan.

Viéc dé bat dung, cong bang s& dap tmg duoc nhu cau vé nhan luc cua to
chtc, khuyén khich nguoi lao dong céng hién cho doanh nghiép, dong thoi gop
ph'?m gilt chan céc nhan tai, lao dong gioi. Pé lam duoc viée d6, doanh nghi¢p
phai c¢6 chinh sach hop 1y, thi tuc dé bat rd rang, nhat quan.

d) Céch chuc

La viéc dua ngudi lao dong tir vi tri viéc lam c6 cuong vi, trach nhi¢m,
tién luong cao xuéng vi tri ¢6 cuong vi, trach nhiém, tién lvong, co hai it hon.

Cach chirc thuong 1a két qua cua viéc thay doi co ciu, cong nghé cua do-
anh nghiép hodc nguoi lao dong vi pham ky ludt lao dong.

Viéc cach chtrc dugc thuc hién dua vao quy trinh, thu tuc chat ché, phai
duoc quy dinh trong phap luat, théa udc lao dong tap thé hodc ndi quy lao dong.
e) Nghi vigc
La viéc chdm dut hop ddng lao dong gitra nguoi lao dong va ngudi st dung lao
dong theo quy dinh cia phap luat do sap nhap, gidam quy md, nguoi lao dong bi
sa thai do vi pham ky luat lao dong, nghi viéc hudong ché d6 bao hiém x3 hoi
(nghi huu) hodc do thoa thuéan ctia 2 bén.

1.2.5 Pdo tao va phdt trién nguén nhén luc
1.2.5.1 Khadi niém dao tao va phat trién nguén nhan luc

Pao tao va phat trién ngudn nhan luc 13 cac hoat déng nhim duy tri va
nang cao chat luong nguon nhan lyc ciia to chiic, 14 qua trinh cung cap kién
thirc, hoan thién k¥ ning, phdm chit dao duc nghé nghiép nham dap umg yéu

cau cua cong viéc ¢ hién tai hodc tuong lai.
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Do 1a toan bo nhitng hoat ddng hoc tap duogc td chirc bai doanh nghiép, do
doanh nghiép cung cap cho nguoi lao dong dugc tién hanh trong nhitng khoang
thoi gian nhat dinh c6 thé vai gid, vai ngdy hodc vai nim nham tao ra sy thay

d6i vé hanh vi nghé nghiép cta ngudi lao dong.
1.2.5.2 Vai tro cia dao tao va phdt trién nguén nhén lyc

Pao tao va phat trién ngudn nhén luc ¢6 vai trd to 16n ddi véi to chic trong
nén kinh té thi trudng, cong nghiép hoa — hién dai hoa, khoa hoc cong nghé phat
trién. Boi may moc, trang thiét bi, cong nghé c6 hién dai ma con ngudi khong
duoc dio tao dé van hanh thi cling khong c6 tac dung, may moc tré nén khong
co gia tri.

Viéc dao tao va phat trién ngudn nhan lyc gitip ngudi lao dong c6 thé hoan
thanh dugc cong vi¢c, nhi€ém vu hién tai cling nhu tuong lai theo ké hoach cua to
chtrc tir d6 gidm bdt sy gidm sat, han ché tai nan lao dong xay ra. Tu do tao sy
6n dinh vé nhan lyc, nang dong trudc su thay doi, nang cao nang suat lao dong,

gop ph::?m dat muc tiéu dé ra, ddm bao sy ton tai va phat trién cta to chirc.
1.2.5.3 Céc phirong phdp ddo tao va phdt trién
a) Pao tao trong cong vi¢c

La phuong phap ddo tao truc tiép tai noi lam viéc trong d6 nhitng nguoi lao
dong lanh nghé s& hudng dan, kém cip nhiing nguoi hoc vé kién thirc, k¥ ning
can thiét cho cong vi¢c thong qua thuc té thyc hién cong viéc.

Cac phuong phap ddo tao trong cong viéc: Dao tao theo kiéu chi din cong
viéc; Pao tao theo kiéu hoc nghé; Kém cap va chi bao; Luan chuyén va thuyén
chuyén cong tac.

b) Pao tao ngoai cong viéc
La phuong phap dao tao trong d6 hoc vién duogc tach khoi sy thuc hién

cong vi¢e thuc te.
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Cac phuong phap dao tao ngoai cong viée: TH chirc cac 16p canh doanh
nghiép; Cur di hoc tai cac trudong 16p chinh quy; Cac bai giang, hoi nghi va hoi
théao; Pao tao theo kiéu chuong trinh hoa, v&i su trg giup cua may tinh; Pao tao
theo phuong thirc tir xa; Do tao theo kiéu phong thi nghiém; M6 hinh hoa hanh
vi: Dao tao k¥ ning xur Iy cong van, gidy to.
1.2.5.3 Quy trinh dao tao va phdt trién

Budc 1: Xac dinh nhu ciu dio tao

Nhu ciu dao tao duoc dat ra khi nguoi lao dong khong du trinh do, k¥
nang, kinh nghiém dé thyc hién hay dé dinh hudng cho twong lai. Do vay, khi
xac dinh nhu cdu dao tao can cin cr vao phan tich cong vi¢c, viéc danh gia tinh
hinh thuc hién cong viéc, co ciu td chirc, ké hoach vé nhan lyuc, trinh d9, nang
lyc va nguyén vong cua nguoi lao dong dé xac dinh s lugng, loai lao dong, céac
kién thirc, k¥ nang can dao tao.

C6 nhiéu phwong phap thu thap thong tin dé xac dinh nhu cau dao tao nhu
phuong phap phong vén, sir dung bang cau hoi hodc qua quan sat viéc thyc hién
cong viée, nghién ctru tai lidu c6 sin thong qua két qua danh gia thuc hién cong
viéc.

Budc 2: Xac dinh muc ti€u dao tao

Sau khi xac dinh nhu cau dao tao, can xay dung muc ti€u dao tao la két
qua can dat duogc sau khi dao tao vé ky nang cu thé can dugc dao tao, trinh do cé

duoc sau dao tao, s lugng, co cau hoc vién, thoi gian dao tao.

Budc 3: Lua chon ddi twong dao tao

Dua trén nghién ctru nhu cau dao tao, muc ti€u dao tao s€ lya chon ra doi

tuong cu thé s& tham gia dao tao.

Budc 4: Xay dung chuong trinh dao tao
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Lahé théng cac kién thtre, noi dung ctia mén hoc, bai hoc dugc day va thoi gian
cta timg ndi dung. Tir d6 x4y dung phuong phap dao tao cu thé, tién do thuc
hién

Budc 5: Du tinh chi phi dao tao

Tuy thudc vao phuong phap dao tao, s6 luong va thoi gian dao tao, bao gém: chi
phi vé tai liéu hoc, chi phi giang day, chi phi tién cong ciia ngudi lao dong trong

thoi gian khong lam viéc dé dao tao...

Budc 6: Lva chon va dao tao giao vién

Gido vién c6 thé 13 ngudi trong to chtrc ¢ trinh d, chuyén mén cao, cb kha
ning truyén dat va huéng dan dao tao hodc thué gido vién bén ngoai & céc trung
tam dao tao, truong cao dang, dai hoc, trung tam day nghé cé kinh nghi¢m tuy

thudc vao phuong phép dao tao.

Budc 7: Danh ¢i4 chuong trinh va két qua dao tao

La mot khau quan trong trong chuong trinh dao tao b1 nod gip cho doanh
nghiép danh gia dugc nhitng diém manh, diém yéu ciing nhu hiéu qua cua viéc
dao tao, so sanh céc chi phi bé ra véi loi ich dat dugc sau khi dao tao.
Dénh gid sy nhan thuc, théa man ctia ngudi hoc véi chuong trinh, kha nang van
dung kién thuc dao tao vao cong vi¢c, su thay d6i hanh vi cua nguoi lao dong,
danh gia sy thuc hién cong viéc.
1.2.6 Danh gid thuc hién cong viéc
1.2.6.1 Khdi niém danh gid thuc hién cong viéc

Dénh gia thuc hién cong viéc 1a su danh gia cé h¢ théng va chinh thtc
tinh hinh thuc hién cong viéc ctia nguoi lao dong trong quan hé so sdnh vdi cac
tiéu chudn d3 duoc xdy dung va thao luin vé sy danh gia d6 voi ngudi lao dong.
Tinh hé théng thé hién & viéc sir dung mot hé thong gém cac chi tiéu lién quan
t6i nhau chir khong phai chi tiéu don 18, danh gia theo chu ky nhét dinh c6 thé 1
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thang 1 quy hodc 1 nim va dugc danh gia theo mot quy trinh chit ché, théng

nhat.

Tinh chinh thic thé hién thong qua viéc danh gia cong khai bang cac vin ban va
két qua dugc giri vé cho nguoi lao dong, ngudi quan 1y truc tiép dé nguoi lao

d6ng phan hoi lai thong tin.
1.2.6.2 Vai tro cua danh gida thuc hién cong viéc.

Panh gia thuc hién cong viéc cd vai trd quan trong, ludn ton tai trong tit ca to
chtrc va tac dong lén ca ngudi lao dong ciing nhu t6 chirc. NO cung cip cac
thong tin phan hdi cho nhéan vién biét dugc mic do thuc hién cong vi¢c cua
minh so vdi tiéu chudn cong viéc va cac nhan vién khac dé gitp ho diéu chinh
hanh vi, stta chira nhitng sai sét dé)ng thoi1 danh gia cong viéc dugc thyc hién
mot cach dung dén con tao dong luc, khuyén khich nguoi lao dong hang say lam
viéc, cong hién cho doanh nghiép.
Ngoai ra, ¢anh gia thyc hién cong viée 14 co so dé ngudi quan 1y dua ra nhimg
quyét dinh nhan sy ding dan trong dao tao, phat trién ngudn nhan luc, cong tac
thu lao lao dong, khen thuong, ky luat, dé bat. ..
Mit khac, danh gia thuc hién cong viéc con phan anh két qua ctia ddo tao, tuyén
dung lao dong tir 46 dua ra cac phwong hudng diéu chinh cho phu hop.
1.2.6.3 Cdc I6i can tranh trong ddnh gid

Loi thién vi: Ngudi danh gia wa thich mot nguoi lao dong nao do6 hon
nhirng ngudi khac.

Ldi xu hudng trung binh: Ngudi danh giad ngai mat long ngudi khac nén
c¢6 xu huéng danh gia tat ca moi nguoi & mirc 6 trung binh.

Ldi thai cuc: Nguoi danh gia quéa dé dii hodc qua nghiém khic trong danh

gia thuc hién cong viéc.
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Ldi dinh kién do tip quan van hoa: két qua danh gia c6 thé bi sai léch do
anh hudng tap quan van hoda cua ngudi danh gia.

Ldi thanh kién: 18i nay xay ra do ngudi dénh gia khong wa thich mot ting
16p hay mot nhom ngudi lao dong nao d6 dan téi khong khach quan trong danh
gia.

Ldi anh huong sy kién gan nhat: ngudi danh gia bi chi phdi boi nhing
hanh vi méi xay ra, gan nhat cia ngudi lao dong.
1.2.6.4 Phuong phadp danh gia thuc hién cong viéc

Phuong phép thang do dénh gia d6 hoa: Pay la phuong phap duoc sir

dung pho bién nhat. V&i phuong phap nay, ngudi danh gia dya vao ¥ kién chu
quan cta minh dé cho ¥ kién vé viéc thuc hién cong viéc ctia ngudi duge danh
gia theo mot thang do tir thip 18n cao. Cac tiéu thirc danh gia c6 thé lién quan
truc tiép dén cong viéc hodc khong nhung phai dwa trén co s¢ cac dic trung co
lién quan t6i hiéu qua ctia to chirc va dugc thiét ké dudi dang thang do lién tuc

hodc roi rac.

Phuong phap danh muc kiém tra: Thiét ké mot danh muc cc ciu hoi mod

ta vé hanh vi va thai dg thuc hién cong viéc ciia nguoi lao dong vao mau phiéu
va nguoi danh gia s€ danh dau vao nhiing cau ma ho thay dung. Panh trong s6
cho mdi cdu mo ta thé hién su quan trong khac nhau dé két qua danh gia duoc

chuan xac.

Phuong phdp ghi chép cic su kién quan trong: Trong phuong phap nay,

nguoi danh gid s€ ghi chép lai nhitng hanh vi ¢6 hiéu qua va khong hiéu qua theo
ting yéu t6 céng viée trong thuc hién cong viéc cia ngudi lao dong. Phuong

phap nay thuong duoc st dung két hop véi cac phuong phap khéc.

Phuong phap danh gia bang thang do dwa trén hanh vi: Pay 1a phuong

phap két hop gitra phuong phap thang do dénh gia d6 hoa va ghi chép céc su kién

quan trong. Nguoi danh gia sé cho ¥ kién (cho diém) danh gia vé su thuc hién
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cong viée cua dbi tuong danh gia theo mot thang do duge mo ta boi cac hanh vi

cu thé.

Phuong phap so sdnh: Nguoi danh gia sé so sanh sy thuc hién cong viéc
cua nguoi dugc danh gid voi nhiing ngudi khac lam cung cong vigée trong bd
phan. Thuong thi nguoi danh gia trong truong hop nay la nguoi quan 1y truc
tiép.

Phuong phap ban tuong thuit: Pay la phuong phéap trong dé nguoi danh

gia s€ viét mot van ban tudong thuat veé tinh hinh thuc hién cong viéc ciia nhan
vién, diém manh, di€ém yéu cling nhu cac bién phdp nham hoan thién sy thuc

hién cua ho.

Phuong phap quéan 1y bang muc tiéu: D6 1a phuong phap ma nguoi 1anh

dao cung véi nhan vién cua ho xay dung cac muc tiéu thuc hién cong viéc cho
tung thoi ky va dua vao cac muc tiéu do, nguoi lanh dao s€ danh gia sy dong
gop, nd luc cua nhan vién va cung cip cac thong tin phan hdi cta ho. Phuong
phap nay quan tam t&i két qua nhidu hon 1a cac hanh vi thuc hién.

1.2.6.5 Noi dung va trinh tu danh gia thuc hién cong viéc

Budc 1: Xac dinh cic yvéu cau co ban can danh gia

Nguoi lanh dao xac dinh nhiing linh vuc, cong viéc, ti€u chuan can danh
gia va nhitng yéu t6 nay c6 anh hudng nhu nao t6i muc tiéu cia doanh nghiép.
Thong thuong, nhitng yéu cau nay dua vao ban mé ta cong viéc, ban tiéu chuan
thuc hién cong vi¢c. Ngoai ra, phai xac dinh chu ky danh gia 1a mgt thang, mdt

quy hay mot nam. Thong thuong thi mot thang danh gia mot lan.

Budc 2: Lva chon phuong phap danh gia

Nguoi danh gia ¢ thé lva chon 1 hodc két hop nhiéu phuong phap danh
gia tuy thudc vao muc dich danh gia, yéu cau can danh gia va muc tiéu cua

doanh nghiép.
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Budc 3: Lua chon va hudn luyén ngudi danh i

Thong thudong ngudi quan 1y tryc tiép 14 ngudi danh gia cha yéu tuy nhién
dé dam bao khach quan thi co thé két hop vé1 can bo lam cdng tac nhan su,
khach hang, 1anh dao cép trén trong d6 ¥ kién danh gia cta ngudi quan 1y truc
tiép mang tinh quyét dinh.

Pé dam bao hiéu qua cua danh gia phai dao tao nguodi danh gid am hiéu
vé hé théng danh gia, muc dich, phuong phap, tiéu thic danh gia, dic biét 1a
phai nhat quan trong danh gia thong qua hinh thirc t6 chirc cac 16p dao tao hodc

ban hanh cac van ban hudng dan.

Budc 4: Thao luan voi nhan vién vé nodi dung, pham vi danh gia

Trude khi tién hanh thuc hién danh gia, nguoi lanh dao thong bdo cho nhan vién
cta ho biét vé tiéu chuan, noi dung va pham vi danh gié, chu ky danh gia va tam

quan trong cua viéc danh gia vo1 myc ti€u cua to chuec.

Budc 5: Thuc hién danh gia

Sau khi da lya chon dugc phuong phap danh gia, dao tao nguoi danh gia va thao
luan v6i nhan vién vé ndi dung va pham vi danh gia thi nguoi danh gia sé& tién
hanh déanh gia theo tiéu chuén trong thuc hién cong viéc.

Budc 6: Phong van danh gi

Thuc chat 13 cudce ndi chuyén, thao luan gitta ngudi quan 1y truc tiép va nhan
vién dé xem xét lai toan bo hanh vi thuc hién cong viéc, cung cép thong tin vé
két qua danh gia thuc hién cong viéc, giai phap khic phuc nhing thiéu sot.
1.2.7 Thu lao lao dong
1.2.7.1 Khadi niém thu lao lao dong

Thu lao lao dong 14 tt ca cac khoan gom ca gia tri vat chat va phi vat cht
ma ngudi lao dong nhan dugc thong qua mbi quan hé thué mudn giira ho va to

churc.
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Thu lao gdm 2 thanh phan 14 thu lao tai chinh va thu lao phi tai chinh:

- Thu lao tai chinh: 13 nhiing khoan mang gia tri vat chit ma nguoi lao

dong nhan duogc trong quan hé lao dong.

+Thu lao co ban: phﬁn thu lao ¢ dinh ma nguoi lao dong nhan dugc dinh
ky dudi dang tién cong, tién lvong, dugc tra dya vao vi tri cong viéc, trinh do,
tham nién cOng tac.

+Cac khuyén khich: khoan thu lao ngoai tién cong, tién luong dé tra cho

nhitng nguoi lao dong thyc hién tot cong viéc hay chinh 1 tién thudng.

+Céc loai phuc loi: Phan thu lao gian tiép duoc tra duéi dang hd tro cude
sdng nhu bao hiém xi hoi, bao hiém y té, that nghiép, cac chwong trinh tham

quan du lich, phuong tién di lai...

- Thu lao phi tai chinh: D6 1a cac y€u t6 thudc ndi dung cong viéc nhu
muc dd hap dan, co hoi thing tién, yéu cau trach nhiém va cac yéu to thudc veé
moi truong lam viéc nhu di€u kién lam viéc, van héa doanh nghiép, quan hé véi

ddng nghiép. ..
1.2.7.2 Vai tro cua thu lao lao dong

Thu lao lao dong co6 vai tro dac biét quan trong trong hoat dong quan tri nguén
nhan lyc, n6 khong chi tac dong 1én t6 chirc ma con tac dong to1 ca nguoi lao
dong. Poi voi ngudi lao dong, thu lao 14 phan co ban nhét trong thu nhap cua
nguoi lao dong giup cho ho va gia dinh trang trdi chi phi hang ngay, chi tiéu,
sinh hoat can thiét, thé hién dia vi ctia ho trong xa hdi, gia dinh va déng nghiép.
Con d6i voi t chire thi thi lao 14 mot phan chi phi san xut, thu lao ting s& anh

hudng t61 lo1 nhuan, gia ca va kha nang canh tranh.

Thu lao lao dong con la cong cu hiru hi¢u dé thu hat nhan tai, chat lugng nguén

nhan lyc cao, dap ung yéu cau cua cong viéc dat dugc muc tiéu de ra.
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Mit khéc thu lao lao dong trong d6 thé hién co ban qua tién cong tién luong c6
anh huong toi x3 hoi boi ¢ dau co ngudi lao dong nhan tién lwong cao thi sirc
mua ciing tang tir d6 1am tang sy thinh vuong, phat trién cta xa hoi. Tuy nhién,
mirc ting nay ciing lam cho gia ca ting va giam mirc séng ciia nhimg nguoi co
thu nhap thap. Ngoai ra, thu lao cao s& déng gop mot phan vao thu nhap qudc

dan théng qua dong thué thu nhap doanh nghiép.
1.2.7.3 Cac hinh thuc tra cong
a) Hinh thuc trad cong theo thoi gian

La hinh thtrc tra cong dya trén co s& mic tién cong dd duoc xac dinh cho cong
viéc va sb don vi thoi gian (gio hoac ngay) thuc té 1am viéc theo tiéu chuan thuc
hién cong viéc tdi thiéu da dugc xay dung truéc ma khong tinh dén su dong gop

lao dong cua ho trong mdt chu ky thoi gian cy thé.

Thuong ap dung cho cac cong viéc san xuat nhung kho dinh mirc dugce cu thé,
cong viéc doi hoi chat lugng cao, nang suat va chat lugng san pham phu thudc

nhiéu vao may moc, thiét bi hodc cac cong vi¢c san xuét th.
Uu diém: d& quan 1y, d& tinh toan va theo ddi

Nhuoc diém: khong khuyén khich nhiéu nguoi lao dong.

b) Hinh thtic tra cong theo san pham

La hinh thtrc tra cong phu thudc vao soé lugng don vi sdn pham dugc san xuat ra
va don gia cho mot don vi san pham. Ap dung cho coéng viéc ma day chuyén
dam bao dugc tinh lién tuc, tinh dugc dinh mirc va cong viéc mang tinh gian

don 1ap di lap lai.

Uu diém: Khuyén khich, tao dong luc cho nguoi lao dong lam viéc gop

phan ting ning suit lao déng. Viéc tinh toan tién cong cling don gian

Nhuoc diém: nguoi lao dong quan tam t6i s6 lugng hon 1a chat lwong san pham,

gay lang phi nguyén vat li¢u.
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1.2.7.4 Céc chuong trinh khuyén khich tai chinh
a) Tang luong tuong xtmg vo1i thyc hién cong viéc.
Phuong phép nay duoc dung sau khi c6 két qua danh gia thyc hién cong viéc
clia tit ca moi nguoi va ty 18 ting luong tuong tng véi hiéu qua cong viée.
Khi thyc hién ting lwong twong xtmg thi can cha y:
+Phai do luong dugc sy khac nhau vé thuc hién cong vi¢c cua cac ca
nhan.
+Khoéng cach giira 2 bac luong du 16n dé cho phép su tuong xting chénh
léch tién lvong dya trén sy thuc hién cong viéc.
+Nguoi danh gia phai c6 du nang luc dé danh gia su thyc hién cong viée
ctia nhan vién va cung cip thong tin phan hoi.
b) Tién thuong
La mot hinh thuc cua khuyén khich tai chinh dugc chi tra mét 1an vao cudi
thang, quy hodc nim sau khi c6 két qua danh gia thuc hién cong viéc xuat sic,
vuot ké hoach. Hodc chi thudng dot xuét do dat thanh tich trong hoan thanh du
an cong vi¢c trudce thoi han, cai tién sang kién k¥ thuat, tiét kiém duoc chi phi.
¢) Phan thuong
Puoc tra mdt lan cho thanh tich xuét sic cia ngudi lao dong nhung dudi dang 1a
mot ky nghi, vé du lich,....
1.2.7.5 Cac loai phuc loi
- Phtc loi bat budc: Do 1a cac khoan phuc 1g1 phéi thuc hién theo quy
dinh cta phap luat nhu bao hiém x4 hoi, bao hiém y té, bao hiém that nghiép.

- Phuc loi ty nguyén: tuy thudc kha nang kinh té cua to chirc ma dua ra
cac chinh sach phuc loi tu nguyén nhu bao hiém nhan tho, phu cép di cong tac,

ho tro tién xdng xe, tién tra cho nhimng thoi gian khong 1am viéc.
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1.3 CAc nhan t6 dnh hwéng dén Quan tri ngudn nhén lwe
1.3.1 Cdc nhin té méi trwong bén ngoai

—Nha nuoc va cdac chinh sach phap ludt: Bt ¢t mot td chirc nao hoat dong
cling phai tuan thu cac quy dinh cua nha nudce, chinh sach cia phap luat. Hoat
dong quan tri nguén nhan lyc chiu tdc dong manh mé cua Luat lao dong, Nghi
dinh cta Chinh phu, Thong tu cia Bd lao dong thuong binh va xa hoi vé chinh

sach hoat dong nguén nhan luec.

—Thi truong lao dong: La ngudn cung tmg s luong, chat luong ngudn nhan
luc cho to chtrc tir d6 anh hudng té1 chinh sach thu hut, tuyén chon, dao tao va

phat trién ngudn nhén lyc ciing nhu chinh sach thu lao lao déng.

—Tinh hinh kinh té - chinh tri: Anh hudng 16n t6i cac hoat dong cia doanh
nghiép trong dé c6 hoat dong quan tri ngudn nhan luc. Néu nén kinh té phat
trién, doanh nghiép c6 nhu cdu md rong quy mé san xuat kinh doanh doi hoi
phai ting cudng dao tao va phat trién ngudn nhéan luc co trinh d6, k¥ nang déng
thoi phai thu hut thém nhan tai bang cac chinh sach vé thu lao lao dong, moi
truong lam viéc. Néu nén kinh té bi suy thodi, to chirc ¢6 nguy co phai thu hep
san xuét kinh doanh, mot mat phai gidm bién ché, giam chi phi mit khéc van

phai duy tri d6i ngii nhan vién c6 tay nghé.

—Khoa hoc céng nghé: Khoa hoc cong nghé cang phat trién thi nguoi lao
déng phai duoc ddo tao, ning cao k¥ ning, kién thirc méi dé van hanh déng thoi
chat lugng lao dong tuyén méi duge doi hoi khat khe hon.

—Khdch hang: La ngudi tao ra doanh thu cho to chtrc, tao nén su séng con
ctia doanh nghiép. Do vy, san pham dich vu phai dép tng dugc yéu cau cua
khéach hang. Qua do, nha quan tri phdi c6 cac chinh sach ddm bao nhan vién cta

minh san xuat ra nhitng mat hang phu hop véi thi yéu ngudi tiéu dung.

32



—Déi thii canh tranh: Nhan sy 1a cdt 15 cua quan tri, cua td chirc do d6 cac
doanh nghiép ludn tim cach dé thu hut duoc nhitng nhan tai tir thi trudng lao
dong, cling nhu tir cac to chtrc khac. Thu hat nhan tai boi chinh sach thu lao lao
déng, boi van héa cong ty, moi trudng lam viéc va mét sd cac yéu td khac. Do
d6 dé giir chan duoc nhén tai cling nhu thu hat nhan lyc chat lugng cao thi to
chtrc phai t6 chirc cac hoat dong quan tri ngudn nhan lyc tét hon cac to chuc

khéc.

—Bén canh do, cac y€u t6 bén ngoai to chirc tac dong dén hoat dong quan tri
nguon nhan lyc con la van héa — xa hdi, phong cach quan tri nhan sy trong céc

loai hinh doanh nghiép.
1.3.2 Céc nhén té thujc vé té chirc

—Su mang, muc tiéu cua 16 chirc: Mi to chire co st mang, muc ti¢u khac
nhau. Tir muc ti€u chung cia td chic thi mdi bod phan, phong ban, don vi lai c6
chtc nang, nhiém vy, muyc ti€u riéng. Va dé hoan thanh muc tiéu riéng nay thi
mdi nha quén tri, cAp quan trj lai ¢6 phuong an quan 1y ngudn nhén lyc khac

nhau.

—Chinh sdch, quan diém, tw tuéng ciia nha lanh dao: 13 kim chi nam hudng
dan, thyc hién cac hoat dong quan tri nhan luc. Ch:fmg han, néu mot cong ty ma
nguoi 1anh dao chi coi trong hi¢u qua cong viéc ma khong quan tdm td1 cach
thirc hoat dong, viéc thuc hién thoi gid 1am viée thi nhitng ngudi quan ly truc
tiép ngudi lao dong ciing c6 thé budng 1ong viée chdp hanh ndi quy vé thoi gian
lam viéc. Va nguoc lai, néu nguoi 1dnh dao cong ty coi viéc chdp hanh ndi quy
vé thoi gid 1am viée, nghi ngoi tao hinh anh cong ty, phai thuc hién theo thi nha
quan 1y truc tiép phai co bién phap, quyét dinh dé nhan vién cua minh thyuc hién

tot, khong di mudn, v€ sdm va nguoi lao dong cling tuan thu tét hon.

—Vin héa doanh nghiép: chinh 13 bau khong khi x3 hoi va tdm 1y cta td

chtrc, 1a h¢ thong cac gia tri, ni€ém tin, thoéi quen dugc chia sé trong t6 churc, tao
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ra chudn myc hanh vi. Van hoéa doanh nghiép t6t 1a mét trong nhimg yéu t6 tao

su gan bo 1au dai ctia ngudi lao dong, tao dong luc, thic day hing say lam viéc.

—Céng doan co s6: 1a to chiic dai dién va bao vé quyén loi cho nguoi lao
déng, tham gia trong viéc xay dung thoa udc lao dong tip thé, ndi quy lao dong,
cham lo do1 séng, tham du céc cudc hop dé xay dung hé théng thang bang

lvong, phuc 1gi cling nhu xur Iy ky luat nguoi lao dong.

—Ngoai ra con mét cac yéu to khac nhu: Kha ning tai chinh cua doanh
nghi¢p anh hudng quan trong téi viéc thuc hién chinh sach luong thuong, dao
tao, phat trién nguén nhan luc. Yéu tb vé cong nghé, ky thuat thay doi, doi hoi
nguodi lao dong phai duoc dao tao, trang bi nhiing kién thic, k¥ nang moi dé sir
dung, van hanh co6 hiéu qua. Pac diém, ban chit cua tirng bg phan, cong viéc bdi
mdi bd phan lai cé yéu cau riéng doi hoi nhan vién phai dap ng ciing nhu mdi
cong viéc c6 churc nang, nhiém vu ti€u chuan khac nhau.

1.3.3 Cdc nhin té thugc vé bin than ngwoi lao dong.

—Trinh dg chuyén mén, kj nang: Thé hién chat lugng ngudn nhan luc cua to
chuc. Thuong nguoi lao dong co trinh d§ chuyén moén, k¥ ndng cao s€ hoan
thanh cong viéc tot hon, nhan thic vin d& tot hon nhitng nguoi ¢d trinh do
chuyén mon, k¥ ning thip. Mt khac, trinh d6 chuyén moén 13 yéu t6 quan trong
quyét dinh thu lao lao dong, co hoi thiang tién.

—Muc dich lam viéc: Co ngudi lam viée vi tién lwong cao, vi moi trudng lam
viéc tot nhung ciling c6 nguoi chi vi ¢6 cong viéc dé lam. Tuy muc dich lam viéc
ctia ngudi lao dong ma nha quan tri dua ra cac quyét dinh nhan su phu hop khi

mudn gitr chan hay loai b6 lao dong do.
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CHUONG 2

PHAN TiCH THUC TRANG QUAN TRI NGUON NHAN LUC TAI CONG TY
CO PHAN KINH DOANH NUOC SACH SO 2 HAI PHONG

2.1. Khai quat vé Cong ty Co phan Kinh doanh nuwéc sach sé 2 Hai Phong
2.1.1 Gidi thigu chung vé Cong ty
2.1.1.1 Gidi thiéu chung

Tén cong ty: Cong ty Co phan Kinh doanh nuéc sach sé 2 Hai Phong

Tén viét tat: Cong ty Cap nudc sb 2 Hai Phong

Tén tiéng anh: HAI PHONG NUMBER TWO WATER BUSINESS JOINT

STOCK COMPANY

Dia chi tru s& chinh: Thon Do Nha, xa Tan Tién, huyén An Duong, TP Hai Phong.

Dién thoai: 0225 3871 589  fax: 0225 3743 206

Gidy chimg nhan dang ky kinh doanh sé 0200933035, dang ky 1an dau ngay
05/06/2009, dang ky thay doi 1an 5 ngay 26/04/2018.

Loai hinh doanh nghiép: Cong ty c6 phan c6 vén gop chi phdi caa Nha nudc
(vbn diéu 18 58,8 ty).

Linh vuc hoat dong chinh: Khai thac, xtr ly va cung cép nudc sach.
2.1.1.2 Qud trinh hinh thanh va phat trién

Cong ty c6 phan kinh doanh nudc sach s6 2 Hai Phong (tién than 1a Xi nghiép
san xudt nuéc Vat Cach) duge xay dung nim 1987 tryc thudc Cong ty TNHH
MTV Cép nuéc Hai Phong (nay 1a Cong ty C6 phan Cip nudc Hai Phong).
Cong ty da gop phan khong nho trong su nghiép an sinh xa hdi va phat trién caa
thanh phb Hai Phong. La don vi c6 bé day truyén théng vé san xuit va cung cap
nudc sach phuc vu khach hang, nhiéu nim lién dugc trao thuong gidy khen va
bﬁng khen. Pac bi¢t nam 2003, don vi dugc BO Xay dung ting Béng khen “ ba

hoan thanh tét nhiém vu ké hoach cong tac nam 2003
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Theo 16 trinh ¢6 phan hoa doanh nghiép Nha nuéc, ngdy 28/5/2009 Xi
nghiép san xuat nudc Vat Cach duoge tach ra, c6 phan hoa va thanh 1ap Cong ty
theo quyét dinh s6 969/QD - UBND ctia UBND thanh phé Hai Phong véi tén
goi Cong ty Co phan Cap nudc Vat Cach Hai Phong.

Ngay 22/06/2012, Cong ty dbi tén theo Gidy chimg nhan ding ky doanh
nghiép ctia S¢ ké hoach va dau tu Hai Phong thanh Cong ty C6 phan Kinh do-

anh nuéc sach s6 2 Hai Phong
2.1.1.2 Churc nang, nhiém vu

Hoat dong chinh ctia Cong ty 13 san xuét va cung cap nudc sach cho
khach hang khu vuc phia Tay Bac Thanh phé Hai Phong bao gom cac phudng
Quan Toan, Hung Vuong thudc quan Héng Bang, cac xa, thi trin thuoc huyén
An Duong va cac khu cong nghiép NOMURA, Trang Du¢, Tham Quyén...
Ngoai ra Cong ty con ¢o chirc nang thiét ké cong trinh cap thoat nude, lap dat hé

théng cap thoat nudce, xay dung cong trinh cap thoat nudc.

Cho dén thoi diém hién tai, Cong ty Cb phﬁn Kinh doanh nudc sach sb 2
Hai Phong binh quan van hanh san xuit dat trén 25.000 m*/ngay dém (thiét ké
ban dau 1a 11.000 m3/ngély dém), dam bao san xuit va cung cép nudc 24/24h
dap tmg du cho nhu cau st dung nudc sach cia trén 25.000 khach hang (tuong
trmg v6i hon 94.000 ngudi st dung nudce sach do Cong ty san xuit) trong ving
phuc vu. Hé théng dudng ong truyén dan D300 — D600 dai 18 km, hé thong
duong 6ng phan phdi D100 — D250 dai khoang 45 km, duong 6ng dich vu
DN32 — DN75 dai khoang 300 km. Hang nim, Cong ty trién khai phat trién
khach hang, mé rong quy mé san xuit kinh doanh phu hop v6i quy hoach phat

trién trén dia ban.
2.1.2.3 Ddc diém san pham va ddy truyén san xudt ciia Cong ty.

San pham chu yéu cia Cong ty 1a nudc sach sinh hoat, dam bao chat

luong nude cap phu hop tidu chuan TCVN 5502:2003 nuéc cap sinh hoat, tiéu
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chuan QCVN 01:2009/BYT Quy chuén k¥ thuat qubc gia vé chét luong nude in
udng ctia B6 Y Té, dugc Trung tdm Y té du phong va Trung tdm Quan tric —
phan tich moéi trudng Bién, Vién Strc khoe nghé nghiép va méi truong ching

nhan dat tiéu chuan.

TIENG ON PAC
(dong comay bom) || (Hoa chat xit Iy nudc)
A 1
i
NUOC 5 A ) L. L
NGUON N H\c,’ ‘SO’;ANAG TRAM BOM CAP 1 | CyUM BE TRON,
(kénh Tan i (ngi%i ni‘;z;’ g (Bom nude thd) KHUAY, LANG
Hung Hong) :
i i
!. _______________________________________________________ BUN
|
|
! L
L | Nvoc
THAI
é
’ | A4
MANG LUOI )
CAPNUOC | TRAM BOM CAP2 | BE CHUA |, TR L
(Cap nuéc dén | (Bom nudce sach) NUOC SACH l¢---- d :
khach hang) i

TIENG ON . ¢Co
(déng co may bom) (Hoa chat xir Iy nudc)

So do 2.1; Quy trinh hoat dong san xuit nude sach

Nguén: Phong Ké hoach kj thudt

2.1.2 Co céu t6 chivc by mdy Cong ty Cé phin Kinh doanh nwéc sach sé 2 Hii
Phong

2.1.2.1 S0 d6 bé mdy té chire Cong ty
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SO DO BO MAY TO CHU'C CONG TY

DAI HOI DONG
c0 BONG

)

HOI BPONG QUAN TRI BAN KIEM SOAT

PHO GIAMDOC | PHO GIAM POC
KDTT SAN XUAT

TO QL NUOC QT-HV

TO VAN HANH
——

TO QL NUOC AD 1

TO SC NHA MAY

: N ——
TO QL NUOC AD 2

PHONG KINH DOANH
TIEU THY
——

TO PONG HO

TO THANH TRA
- > M&i quan hé
trc tuyén
- Méi quan hé
TO SC MANG LUC1 || S B gt

So @6 2.2: B6 mdy t6 chtrc Cong ty

Nguén: Phong Té chirc hanh chinh
Co ciu to chtrc quan 1y ctia Cong ty bao gdm:
— Pai hoi déng Cb dong;
— Hoi déng quan tri;
— Ban kiém soat;
—  Giam doc.

2.1.2.2 Chirc nang, nhiém vu cac bo phan
—Hoi ddng quan tri: 12 co quan quan Iy Cong ty, c6 toan quyén nhan danh
Cong ty dé quyét dinh moi van dé lién quan dén muc dich, quyén loi cua Cong
ty, trir nhitng vin dé thudc thAm quyén caa Pai hoi dong C6 dong. S6 thanh vién
ctia hoi dong quan tri 12 5 ngudi gom 1 chu tich, 1 thanh vién kiém Giam déc va

3 thanh vién khac.
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—Ban kiém soat: 13 co quan do Pai hoi dong C6 dong bau ra, thay mit cb
dong dé kiém soat mot cach doc lap, khach quan va trung thuc moi hoat dong
san xudt, kinh doanh, quan tri va diéu hanh cua Céng ty. Ban Kiém soat c6 03
thanh vién trong d6 ¢ 1 truong ban kiém soat chuyén trach va 2 kiém soat vién
kiém nhiém.

—Giam doc Cong ty: La do Hoi dong thanh vién bo nhiém hodc thué ngudi
khac lam Giam déc va quy dinh mirc luong, thu lao va cac quyén loi khac. Giam
dbc 13 nguoi truc tiép diéu hanh moi cong viéc hang ngay ctia Cong ty va chiu

trach nhiém trude HO1 dong quan tri vé cac quyét dinh cua minh.

—Phé Giam doc san xuit: Quan ly va chi dao céac hoat dong cua Khéi san
xuét, chat luong nudc Cong ty. Truc tiép quan 1y T6 San xuat va To Sira chita
nha may.

—Phé Giam doc kinh doanh: Quan 1y va chi dao hoat dong cua Khdi tiéu
thu. Piéu hanh hoat dong cua Té quan Iy nuéc An Duong 1, An Duong 2, Quan

Toan — Hung Vuong, T6 thanh tra, T6 Pong hd, T6 Sira chita mang ludi.

—Phong To chirc hanh chinh: Phu trach cac hoat dong vé t6 chtre, lao dong,
tién luong, tuyén dung, dao tao, cong tac BHXH, BHYT, BHTN, bao ho lao

dong, an toan v¢ sinh lao dong, cong tdc hanh chinh va bao v¢.

—Phong Tai chinh ké toan: Phu trach cac hoat dong vé tai chinh, ké toan,
théng ké. Quan 1y va phat hanh hoa don. Theo dbi, phan anh sy van dong von
kinh doanh cta Cong ty. Ké khai va ndp cac loai thué, phi. Quan 1y thu, chi tién
mat. Kiém tra, theo ddi bo ho so thanh quyét toan cac cong trinh. Tap hop chi phi
san xuat kinh doanh trong ky. Theo ddi, kiém ké va thanh 1y tai san ¢b dinh, cong
cu dung cy, nguyén vat liu. Quan 1y may cha va phan mém ké toan (stra chira,

thay thé, bao mat thong tin). Lap bao céo tai chinh, bdo cdo quan tri theo yéu cau.
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—Phong K¢ hoach k¥ thuét: Phu trach cong tic ké hoach san xuét kinh
doanh, k¥ thuat va 1ap du an cta Cong ty. Lap ké hoach, theo ddi va thuc hién
ké hoach vé san xuat kinh doanh. Tong hop bao cdo, nhan xét, danh gia hang
thang, quy, ndm vé tinh hinh san xuat kinh doanh. Tong hop su ¢b cip nudc an
toan hang thang, quy, nim. Lap va quan 1y du an dau tu xay dung. Lap hé so
khao sat, thiét ké cic cong trinh stra chita, bao dudng mang ludi. Nghién ctru cac
tng dung khoa hoc k¥ thuat. Phu trach cac van dé lién quan dén moéi truong caa
Cong ty. Giam sat va to chirc thi cong cong trinh xay dung, Xin gidy phép thi

cong. Quan 1y hd so ki thuat Cong ty.

—Phong Vat tw TBCL: Phy trach cong tac vat tu, may moc thiét bi, xay
dung, stra chira trong khu vuc ciia Cong ty. Quan 1y, theo doi, chi dao cong tac
stra chita, bao dudng, khic phuc kip thoi cac su ¢ v& may moc, thiét bi trong
day chuyén san xuit nuéc, su cd vé dién dam bao thiét bi hoat dong tt dap tng
yéu cau san xuat. Thiét ké, 1ap du toan sira chita, bao dudng, lap dit méi cong
trinh ndi bo trong Cong ty; 1dp dat may moc thiét bi phuc vu cong tac san xuit
va ning cao ning lyc san xuat. TO chirc, giam sat thi cong cong trinh lap dat, stra
chita, bao dudng nodi bdo Cong ty va giam sat cong trinh khac theo yéu cau. T
chtrc d4u thau, ky két hop dong, thanh 1y hop dong mua ban vat tu, thiét bi, hoa
chat phuc vu cong tac san xudt va thi cong cong trinh theo yéu cau. Cap phat
hoa chat phuc vu san xuét nude; vat tu thi cong céac cong trinh va céc kho vat tu.
Kiém tra chat lugng nudc ciia Cong ty tai nha may ciing nhu ngoai mang ludi.

Phan tich thi nghiém céc chi ti€u hoa, 1y va vi sinh cac mau nudec.

—Phong Kinh doanh tiéu thu: Quéan 1y cong tic kinh doanh ti€u thu cua
Cong ty. Quan 1y va chi dao cong viée ciia cac t6 Quan 1y nude, to Thanh tra, to
Poéng hd va to Sira chita mang ludi. Giao dich v6i khach hang va giai quyét cac
thac méc khiéu nai cua khach hang. Giai quyét cac vi pham vé mua ban, sir dung
nudc may theo hop dong dich vu cip nude va cac quy dinh lién quan. Sip xép

bo tri cong viéc, lao ddng thudc quyeén quan 1y phu hop véi yéu cau ciua cac
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chtic danh lao dong theo quy dinh ctia Cong ty. Thanh quyét toan cac cong trinh,
hang muc cong viéc cua t6 Stra chita mang ludi, to Déng ho va phong Kinh
doanh — Tiéu thu. T6 chirc va giam sat thi cong cong trinh 1ap dit, stra chira, bao
dudng nodi bd Cong ty, giam sat cac cong trinh khac theo yéu cau. Tinh that
thoat cac doéng hd khdi. V& va in hop dong dich vu cip nudc cho khach hang.
Quan ly khach hang va tai sdn ngoai mang lu¢i cia Cong ty. Thuc hién cong tac

phat trién khach hang. Nghién ciru, dé xuat cac khu vuc can phat trién.

—T6 Van hanh: Quan 1y va van hanh day chuyén cong nghé san xuat nudc
theo yéu ciu va dam bao an toan may moc, thiét bi, con ngudi. Theo doi chat
lwong nudc ngudn, nude phat va cac yéu té anh huong chit luong nuée. Diéu
tiét ap luc mang luoi theo yéu cau Cong ty. Xa rua bun, vé€ sinh bé tron, phan tng,

lang, loc theo yéu cau ciia Cong ty.

—To Stra chira nha may: Phu trach cong tac stra chira, bdo dudng trong nha
may va may cham Javen, clo ty dong ngoai mang ludi. Kiém tra va stra chira hé
thong di¢n, dam bao an toan phong chong chdy nd. Thuc hién vé sinh cong

nghiép trong va ngoai Cong ty. Kiém tra, bao dudng hong ctru hoa, van xa khi.

—T6 Pong hd: Phy trach cong tac ki thuat dong hd va bao dudng, stra chira
hé thdng cap nude. Bao dudng va thay thé dong hd. Stra chita cac su ¢d va bao
dudng hé thdng cip nudc.

—T6 Sira chira mang lwéi: Phu trach cong tac lap diat may nudc va thi cong,
bao dudng, stra chira hé thdng cip nudc. Thong, xa cic tuyén ong cip nudc
dugc giao.

—T6 Quan ly nuwéc: Phu trach cong tac kinh doanh tiéu thy trén dia ban quan
1y. Quan ly toan b khach hang va tai san ngoai mang ludi trén dia ban quan 1y
da dugc Cong ty giao cho.

—T6 Thanh tra: Phu trach cong tac kiém tra hé thdng cap nudc va giai quyét
cac vi pham vé quan 1y, bio vé cong trinh cAp nudc, ngudn nude, cic vi pham
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v€ mua ban str dung nudc may theo Hop dong dich vu cap nudc va cac quy dinh

lién quan.
2.1.2.3 Tinh hinh swr dung lao dong.
— Co ciu lao dong theo gidi tinh, loai lao dong:

Bang 2.1. Co ciu lao déng theo dp tuéi, logi lao déng

Nam 2015 Nam 2016 Nam 2017

Nam | Nit | Tong | Nam | Nit | Tong | Nam | Nir | Tong

Lao dong
quan ly

Lao dong

chuyén | 4, 12 24 13 13 26 14 13 27
mon,

nghiép vu

Lao dong
» 52 10 62 52 10 62 51 12 63
truc tiep

Tong 68 22 90 69 24 93 69 26 95

Nguén: Phong Té chirc hanh chinh

Tong s6 can bd cong nhan vién nim 2017 1a 95 nguoi trong d6 nir 26
ngudi chiém 27,37%, nam 13 69 ngudi chiém 72,63%, cao hon nim 2016 1a 2
ngudi va hon nam 2015 13 5 nguoi. SO luong cling nhu co cu theo gidi tinh cua
lao dong tai Cong ty nhin chung khong bién d6i nhiéu. Do dic thu loai hinh san
xudt kinh doanh, khu vuc khach hang duoc khoanh ving, s6 lugng khach hang

tang khong dang ké nén nhan sy tuong doi 6n dinh qua cac nam.

Tuy nhién do su phét trién ctua khoa hoc cong nghé, Cong ty ap dung

phan mém doc s bang smartphone va in héa don dién tir dé thay thé cho
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phuong phap doc s thit cong (ghi chép va nhéap sé vao phan mém) tir nim 2018

nén s6 lugng lao dong truc tiép s& co xu hudng giam trong nhitng nam tiép theo.
— Theo d6 tudi: tinh dén thang 31/12/2017
+Dudi 25 tudi: 2 ngudi;
+Tir 25 dén dudi 35 tudi: 63 nguoi
+Trén 35 tudi: 29 nguoi

Co chu lao dong theo d6 tudi duge phan bo nhin chung hop 1y. Lao dong
trong d6 tudi 25 — 35 chiém ty trong nhiéu nhit 67,02 % tuong Gmg 63 ngudi,
trong khi lao dong trén 35 tudi c6 29 nguoi chiém 30,85%, lao dong dudi 25
tudi c6 02 ngudi, chiém 2,13 %. Lao dong nhiéu tudi duoc phan bod chu yéu &
lanh dao, quan 1y cap trung va mot sd nguoi cong nhan van hanh. Pidu nay cho
théy, Cong ty thu hat dugc luong 16n lao dong tré tudi, nang dong phu hop véi
dac thu cong viéc la van hanh day truyén san xut tu dong hoa, cong viéc bién
doc, thu ngan, sura chira can lao dong nang dong, c6 suc khoe. Mat khac, do
Cong ty co chinh sach thu lao lao dong dong tot, moi trudng lam viée lanh

manh.
— Trinh d¢ chuyén mon: (tinh dén thang 31/12/2017)
+Thac si: 03 nguoi
+ Cao déng, DPai hoc: 30 nguoi
+Cong nhan k§ thuat, trung cip chuyén nghiép: 61 ngudi.

Lao dong tai Cong ty c6 trinh do tir trung cdp tré 1én 13 do yéu cau cua
cong viéc c6 mirc d6 phirc tap twong dbi nén trong chi tiéu xét tuyén doi hoi cac
mg clr vién phai c¢6 trinh do tir trung cap trd 1én. Qua bang sd liéu ta thiy lao
dong co trinh do trung cap chiém ty 1é cao nhat 64,89% tuong tng 61 nguoi va

tap trung ¢ lao dong truc tiép. Lao dong trinh d6 dai hoc, cao déng 1a 30 nguoi
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chiém ty 18 31,91 %, luc luong lao dong nay tap trung & cac phong ban chirc

nang con thac si chu yéu la lanh dao quan ly. Do yéu cau vé€ trinh do chuyén

moén gan lién voi vi tri cong viée, ti€u chuan dé xét tuyén lao dong chuyén mon

nghiép vu 1a t6t nghiép cao dang tai cac truong chinh quy tré 1én, con lao dong

tryc tiép t6t nghiép trung cdp. Chinh vi vy, co cdu lao dong theo trinh do twong

g co cau lao dong theo loai lao dong. S6 lugng va ty trong cac loai lao dong

6n dinh qua cic nim nén ty trong lao dong theo trinh d6 chuyén moén nay ciing it

thay d61 qua cac nam.

2.1.3 Két qud hoat dpng sin xudt kinh doanh

2.1.3.1 San luwong nudc san xudt, nudc tiéu thu

Bang 2.2: Tong hop san lwong nudée sian xuat giai doan 2013 — 2017

Pon \f,i.' m®

Nim 2013 | Nam 2014 | Nim 2015 | Nam 2016 | Nam 2017 | Kéhoach

nam 2018

Thang 1 | 386.775 | 392.980 | 469.069 | 545.472 | 435.214 | 620.172
Thang 2 | 337.908 | 454.473 | 411.351 | 463.509 | 600.457 | 541.126
Thang 3 | 406.049 | 462.996 | 502.426 | 536.181 | 581.227 | 643.660
Thang4 | 414.894 | 467.215 | 500.618 | 552.403 | 568.710 | 630.877
Thang5 | 470.629 | 555.396 | 579.931 | 600.892 | 674.855 | 694.281
Thang 6 | 469.191 | 542.399 | 562.757 | 620.779 | 624.892 | 713.972
Thang 7 | 473.698 | 538.847 | 598.101 | 629.917 | 696.590 | 701.608
Thang 8 | 473.258 | 520.938 | 566.390 | 630.473 | 695.111 | 704.574
Thang 9 | 457.903 | 487.283 | 454.162 | 617.437 | 661.042 | 669.974
Thang 10 | 512.056 | 521.686 | 579.100 | 651.198 | 676.961 | 694.472
Thang 11 | 478.393 | 486.827 | 579.890 | 565.456 | 606.175 | 659.194
Thang 12 | 440.498 | 480.550 | 547.605 | 614.472 | 569.198 | 681.168

Téng |5.321.252|5.911.590 | 6.3151.400 | 7.028.189 | 7.390.432 | 7.955.077

Nguén: Phong Ké hoach — Ky thut.
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Bang 2.3: Tong hop san lweng nuée tiéu thu giai doan 2013 — 2017

Pon vi: m®

K¢ hoach

Nam 2013 | Nam 2014 | Nam 2015 | Nam 2016 | Nam 2017 ndim 2018
Théng 1 361.865 | 371.608 | 452.466 | 496.966 | 477.912 | 637.207
Théang 2 315.621 | 427.791 | 387.965 | 432.575 | 598.050 | 497.480
Théang 3 388.892 | 436.460 | 47/4.814 | 514.374 | 596.720 | 554.868
Théang 4 386.052 | 448.646 | 481.594 | 536.154 | 601.965 | 591.495
Théang 5 436.591 | 523.902 | 548.154 | 577.000 | 647.959 | 636.690
Thang 6 439.239 | 528.459 | 545.156 | 600.423 | 675.751 | 663.999
Théng 7 442.336 | 512.678 | 571.139, | 609.230 | 672.704 | 656.354
Théng 8 444 455 | 504.548 | 551.379 | 610.461 | 682.830 | 666.234
Théang 9 428.548 | 454.805 | 527.129 | 586.696 | 638.684 | 623.161
Thang 10 | 481.174 | 498.299 | 556.179 | 632.199 | 661.185 | 652.010
Théang 11 | 449.663 | 461.506 | 542.043 | 596.008 | 646.214 | 637.247
Théang 12 | 433.026 | 458.195 | 510.693 | 620.047 | 623.170 | 614.527

Tong 5.007.462 | 5.626.897 | 6.148.711 | 6.812.133 | 7.523.143 | 7.431.272

Nguén: Phong Ké hoach — Ky thudt

San pham cua viéc san xuat va cung cap nudc sach rat dac thu, khong co

san pham ton kho. Do d6 san lugng nudce tiéu thy ting hay giam s& kéo theo san

lugng nudce san xuat tdng hoac giam vdi cung nguyén nhan, ban chat nhu nhau

va déu thé hién kha nang, ning lyc san xuat kinh doanh ctiia Cong ty.

Qua bang s0 li¢u trén ta thay san lugng nudc san xuat, nude ti€u thu cua

Cong ty c6 xu huong tang theo timg nam cung thoi ky trong d6 thang 1 va thang

45




2 ¢6 xu hudng ting giam that thudng 13 do lich nghi Tét truyén thdng ctia ngudi

Viét Nam thuong vao 2 thang nay, khi nghi Tét s& dong thoi véi viéc cac khu

cong nghiép, cic doanh nghiép s& ngimg hoic giam manh san xuit do d6 luong

nudc ti€u thy gidm kéo theo nude san xuat giam. Do do, lich nghi Tét trung vao

thang nao thi tai thang d6 ¢o san lugng nudc thap hon.

San lugng nudc san xuat, ti€u thu cua Cong ty trong cung mdt ndm s&

tang giam theo quy luét thang 1,2,3,4,12 thap hon cac thang con lai trong d6 cao

nhat thuong vao thang 10. Viéc ting hay giam san luong phu thudc mirc do st

dung nude sach ctia khach hang. Ma khi trdi nong thi mire do st dung nhiéu hon

khi thoi tiét lanh hodc mua.

2.1.3.2 Doanh thu

Bang 2.4: Tong hop doanh thu giai doan 2013 — 2017
Pon vi: 1.000 déng

Nim 2013 | Nim2014 | Nim 2015 | Nam 2016 | Nam 2017 | Ké hoach

nam 2018

Théang 1 | 3.246.958 | 3.351.771 | 5.021.445 | 5486.386 | 6.099.107 | 8.186.356
Théng 2 | 2.728.987 | 3.759.137 | 4.180.496 | 4.642.708 | 7.525.809 | 6.391.244
Théng 3 | 3.457.126 | 3.930.077 | 5.262.179 | 5.644.446 | 7.708.456 | 7.128.518
Thang 4 | 3.389.286 | 4.015.897 | 5.312.725 | 5.864.437 | 7.742.288 | 7.591.163
Théng 5 | 3.847.549 | 4.643.257 | 6.031.941 | 6.291.156 | 8.383.231 | 8.171.191
Théang 6 | 3.900.312 | 4.689.258 | 5.991.208 | 6.556.575 | 8.801.831 | 8.521.666
Théang 7 | 3.938.667 | 5.562.791 | 6.284.157 | 6.646.663 | 8.729.288 | 8.512.685
Théng 8 | 3.964.859 | 5.549.653 | 6.099.486 | 6.681.751 | 8.899.237 | 8.640.823
Théang 9 | 3.847.093 | 5.009.361 | 5.833.213 | 6.441.546 | 8.288.535 | 8.082.181
Thang 10 | 4.366.027 | 5.510.435 | 6.165.607 | 6.97.593 | 8.625.075 | 8.342.391
Thang 11 | 4.072.263 | 5.140.391 | 6.004.190 | 6.552.935 | 8.434.963 | 8.153.497
Thang 12 | 3.920.981 | 5.095.261 | 5.637.549 | 6.858.767 | 8.173.055 | 7.862.794
Téng | 44.680.108 | 56.257.289 | 67.824.196 | 74.604.963 | 97.410.875 | 95.584.510

Nguén: Phong Ké hoach — Ky thudt

Doanh thu ctia Cong ty tir 3 ngudn 1 doanh thu tir hoat déng ban hang, tir

hoat dong tai chinh va hoat dong khac trong d6 doanh thu tir viéc ban hang la
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chinh chiém hon 90%. Ma doanh thu ban hang lai phu thudc vao san luong nudc
tiéu thu va gid ban. Do san pham dic thu, gia ban nudc cua cong ty do S& cong
thwong va tai chinh quy dinh va thuong c6 xu hudng ting v6i chu ky 2 namy/lan.
Chinh vi vay, doanh thu cua ndm sau cao hon nam trudc v muic tdng khoang
20%. Tuy nhién du kién doanh thu nim 2018 lai giam 1a do khu cong nghiép
Trang Dué 1a khach hang tiéu thu lugng nudc 16n da xay dung nha may san xuat
nudc nén san lugng nudc tieu thu nam 2018 du kién s& giam kéo theo doanh thu
giam.

2.1.3.3 Két qua hoat dong san xudt kinh doanh
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Bing 2.5: Két qua san xuat kinh doanh giai doan 2013 - 2017

Chi tiéu Ma sb 2013 2014 2015 2016 2017
1 2 4 5
[01] 51.381.589.645 59.999.746.531 70.942.717.490 77.534.412.797|  100.810.432.801

1. Doanh thu ban hang va cung cip dich vu

2. Cac khodn gidm trir [02]

3. Doanh thu thuin vé ban hang va cung cip dich vu [10] 51.381.589.645 59.999.746.531 70.942.717.490 77.534.412.797  100.810.432.801
(10=01-02)

4. Gia v6n hang ban [11] 26.520.902.694 29.272.806.147 32.555.871.750 32.144.036.453 42.633.121.568

5. Loi nhuén gdp ban hang va cung cip dich vu [20] 24.860.686.951 30.726.940.384 38.386.845.740 45.390.376.344 58.177.311.233
(20=10-11)

6. Doanh thu hoat dong tai chinh [21] 1.249.719.362 517.997.412 508.994.430 858.818.590 760.528.841

7. Chi phi tai chinh [22] 633.347.070 481.343.773 329.340.477 177.337.179 31.667.354

8. Chi phi ban hang [24] 7.050.967.986 8.239.309.325 10.328.732.621 11.713.693.764 13.996.001.993

9. Chi phi quéan 1y doanh nghiép [25] 7.560.008.402 10.042.727.335 17.678.724.047 20.567.158.298 25.458.292.249
10. Loi nhuén thun tir hoat dgng kinh doanh [30] 10.866.082.855 12.481.557.363 10.559.043.025 13.791.005.693 19.451.878.478
{30 =20 + (21 - 22) - (24 + 25)}
11. Thu nhap khac [31] 33.276.818 112.755.636 128.471.276 16.525.820 986.166.817
12. Chi phi khac [32] 74.432.793 1.200.000 5.953.746 875.939.988
13. Loi nhuén khac (40 = 31 - 32) [40] 33.276.818 38.322.843 127.271.276 10.572.074 110.226.829
14. Téng lgi nhuan ké toan truée thué [50] 10.899.359.673 12.519.880.206 10.686.314.301 13.801.577.767 19.562.105.307
15. Chi phi thué TNDN hién hanh [51] 2.724.839.918 2.754.373.645 2.350.989.146 2.761.506.303 4.025.574.903
16. Chi phi thué TNDN hoén lai [52]
17. Lo¢i nhuén sau thué thu nhap doanh nghiép [60] 8.174.519.755 9.765.506.561 8.335.325.155 11.040.071.464 15.536.530.404

(60 =50 - 51 - 52)
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Qua bang so liéu trén ta thy, két qua hoat dong san xuat kinh doanh cua
Cong ty ¢6 xu huéng nim sau cao nim trudc, ty 1é ting trong dbi cao, mirc ting
cua doanh thu trén 10% trong d6 doanh thu ndm 2017 tang 30,79%. Lgi nhuan
sau thué thu nhap doanh nghiép nim 2014 ting 19,46% so v&i nam 2013, nim
2016 tang 32,50% so v61 nam 2015, ndam 2017 tang 40,72%, riéng nam 2015 loi
nhuan sau thué thu nhap lai giam so v6i 2014 1a 1,430 ty twong ung 14,64%
nguyén nhén 1a do gia vén ban hang ting 3,28 ty tir viéc ting gia ban nudc thd

Doanh thu cia Cong ty tir 3 ngudn 13 doanh thu ban hang, doanh thu tir
hoat dong tai chinh va doanh thu khac trong d6 doanh thu ban hang va cung cép
dich vu nim 2017 12 hon 100.810 triéu dong ting 23.276 triéu dong so vdi nim
2016 twong tng 30,02%, doanh thu tai chinh nam 2017 1a 760 triéu dong giam
98 triéu dong tuong tng 11,44% va doanh thu khac 1a 986 triéu dong ting 969
triéu dong. Do dic thu nganh nghé cua cong ty 13 cung cp nudc sach, gia do S&
cong thuong quyét dinh va ting gia ban nudc tir thang trong khi san luong nudc
tiéu thy gia ting nén doanh thu ban hang va cung cdp dich vu ting va s& c6 xu
huéng ting. Doanh thu tir hoat dong tai chinh cua cong ty chi yéu do i tién giri
ngan hang. Con doanh thu khac ting manh tir 16 triéu 1én 986 triéu dong 1a do
theo quy dinh cua Sé tai chinh, tir ndm 2017 cong ty thu hg gia dich vu thoat
nudc 10% trén tién ban nudc va duge huong 6,5% trong téng sd tién gia dich vu
thoat nudc thu ho.

Chi phi gdm Gia v6n hang ban, chi phi tai chinh, chi phi ban hang, chi phi
quan 1y doanh nghiép. Gia v6n hang ban nam 2017 ting 10.489 triéu dong 1a do
san luong nude tiéu thu ting dong thoi san luong nudce san xuat, nudc thd dung
cho san xuét ciing ting. Chi phi tai chinh giam manh tir 177 triéu dong xubng
con 31 triéu dong (giam 82%) va ty trong khong dang ké so véi cac chi phi con
lai trong khi chi phi ban hang, chi phi quan ly doanh nghi¢p tdng nhe. Chi phi
khac 1a chi phi do chi tién gia dich vu thoat nuéc theo quy dinh ctia S¢ tai chinh
cling giébng nhu doanh thu khac. Viéc ting chi phi nay thé hién thu nhap cua
nguoi lao dong duoc tang 1én, doi sdng nguoi lao dong duoc nang cao.

Chi tiéu thué TNDN nam 2017 1a 4.025 triéu dong ting 45,78% va ting
dan qua cac niam, diéu nay cho thay muc d6 hoan thanh nghia vu ctia cong ty d6i
v6i nha nuée ciing ting. Cong ty ap dung diy du va chinh xac cac chinh sach
ctia phap luat nha nude vé chinh sach thué, phi.

Tuy bang két qua san xuét kinh doanh khong thé hién cd tirc dai ching, tuy
nhién qua s6 liéu thuc té ta thdy nam 2015 cong ty chi tra cd tirc bang tién 20%
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twong tmg 6.720 triéu ddéng, bang co phiéu 25%. Nam 2016 chi tra cb tiac 20%
tuong ung 8.400 tri¢u déng. Nam 2017 chi tra cb tic béng tién mat 15% tuong
g 7.134 triéu déng va cd phiéu thuong 40%. Lai suat co tirc kha cao cho thay
hiéu qua hoat dong san xuét kinh doanh cua cong ty tot, loi nhuan sau thué nim
2017 1a 15.536 triéu déng tang 40,72% so vo1 nam 2016, tang 83,39% so véi
nam 2015. Cong ty nén duy tri va phat huy két qua san xuat kinh doanh nay .

2.2 Phén tich thue trang hoat dong quan tri ngudn nhan lyc tai Cong ty Co

phén Kinh doanh nwéc sach s6 2 Hai Phong.
2.2.1 Phdn tich cong viéc

Cong ty Co phan Kinh doanh nudc sach s6 2 Hai Phong da thyc hién cong
tac phan tich cong viéc thong qua ban chirc nang, nhiém vu cac phong ban, ban
md ta cong viéc va yéu cu ciia cong viéc dbi voi ngudi thuc hién. Dinh ky nim
mot 14n, cong ty tién hanh ra soat, stra d6i va bo sung dé phi hop véi thuc té.

Pé tién hanh thu thap thong tin phan tich cong viéc, cong ty sit dung
phuong phap quan sat. Nguoi quan 1y truc tiép s& quan sat viéc thuc hién cong
viéc cla tat ca can bd cong nhan vién trong phong va ghi lai day du cac hoat
déng thuc hién theo mau do phong T6 chirc hanh chinh xay dung vé chirc ning,
nhiém vy ctia phong, ciia timg vi tri cong viéc. Bang nhiing kién thirc, chuyén
mén, nghiép vu cta minh, bang nhimg kinh nghiém 1am viéc cta ban than ciing
nhu quan sat lam viéc hang ngay cua nhéan vién trong phong, cac trudng phong,
truong bd phan thu thip dugc cac thong tin can thiét va giri vé phong T chirc
hanh chinh dé tong hop va bao cdo trong cudc hop bao gdm Ban Giam ddc,
trudng cac phong ban, don vi dé bd sung va hoan thién. Sau khi thong nhit,
Giam ddc s& ra quyét dinh ban hanh Bg chirc ning, nhiém vu cac phong ban don
vi va ban mo ta cong vi¢e, yéu ciu cua cong viéc doi véi nguoi thyc hién cua
ting vi tri cong viéc gl cho tit ca can bd cong nhan vién trong cong viéc biét

va thuc hién.
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Mbdi phong ban, don vi tai Cong ty dugc quy dinh 1d cac chic ning,
nhiém vy, quyén han cua trudng, phéd cac don vi va cac thanh vién cling nhu su
phdi hop v&i cac bd phan, phong ban khac. Trudng cac don vi cin clr vao chirc
ning, nhiém vu chung dugc giao dé phan cong coéng viéc cho cac thanh vién
trong don vi va dua ra phuong an hoat dong dé hoan thanh muc tiéu cong ty
giao. Mit khac, tirng thanh vién trong don vi sau khi dugc phan cong cong viéc
s€ can clr vao ban mo ta cong vigc dé thuc hién cong viéc.

Cong ty gop ban mod ta cong viée va ban yéu cu cong viée dbi véi nguoi
thie hién vao thanh mot van ban 1a Ban mé ta cong viée. Tai day thé hién 1o
chtic danh cong viéc, chirc danh cua ngudi quan 1y truc tiép, sb ngach luong,
chtrc nang, nhiém vu cu thé cling nhu yéu cau vé trinh do chuyén moén, k¥ nang,

kinh nghi¢m dé thuc hién cong viéc.

Cong ty Co ph?m Kinh doanh nuéc sach sb 2 Hai Phong da thuc hién hoat
dong phan tich cong viéc cho thdy rd chirc ning, nhiém vu cia ting phong ban,
don vi cling nhu nhiém vu phai thyuc hién cta tung vi tri cong vi¢ce dé nguoi lao
dong co thé nim duge, hiéu rd minh va nhitng nguoi khac s& phai 1am gi, lam
nhu thé ndo, gidi han quyén han ra sao. Tir d6 giam thiéu cac truong hop chong
chéo trong cong viéc, dun déy trach nhiém, thuc hién nhirng cong viéc vuot qua
quyén han cta minh. Viéc quan 1y va diéu hanh moi hoat déng cua cong ty
thuan loi, xuyén sudt tir trén xuéng dudi. Tuy nhién cong tac phan tich cong viéc

van con nhiéu mat han ché nhu:

+Cong ty mdi tra trong vao chirc nang, nhi€ém vu cac phong ban, ban moé
ta cong viéc ma chua xay dung ban ti€u chuén thyc hién cong viéc. Do do, két
qua phan tich cong viéc chua phat huy duoc hiéu qua tdi da trong cong tic quan
Iy va diéu hanh trong cong ty. Vi chitc nang, nhiém vu da giao cho timg don vi,
ca nhan, Cong ty s& dua vao timg tiéu chi dé danh gia mirc d6 hoan thanh cong

viéc ctia ¢4 nhan, phong ban tuy nhién chi mang tinh chat tham khao boi khong
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c¢6 dinh luong cu thé cho timg tiéu chi. Ngoai ra thong tin trong ban mé ta cong
viéc con duoc str dung dé ra thong bao tuyén dung, tiéu chi tuyén dung nguoi lao
dong. Tuy nhién, viéc ap dung két qua phén tich céng viée vao chi tra thu lao lao
dong gap nhiéu kho khin do cac chi tiéu méi chi mang tinh dinh tinh ma chua

dugc lugng hoa.

+Nguoi duge lya chon tién hanh phan tich 1a trudng cac phong, bd phan
chua dugc ddo tao vé kién thirc chuyén mén hoat dong quan 1y nhéan sy trong
phan tich céng viéc nén khong nim rd quy trinh dé phan tich cong viéc dan tdi

tinh trang khong ddng nhat giira cac phong ban, chirc ning.

+Két qua cua phuong phap thu thap thong tin d& bi anh hudéng boi chu

quan ctia ngudi quan 1y truc tiép.

+Phan tich cong viéc con mang tinh hinh thtrc, cac thong tin lién quan té1
cong viéc co thé bi bo sot do chua tham khao y kién ciia nguoi co chuyén mén
phan tich cong viéc va phan hdi cua nguoi lao dong. Do d6, anh hudng toi két

qué danh gia thyc hién cong viéc va ché do chi tra thu lao lao dong.
2.2.2 Tuyén dung lao dpng

bé tuyén duge du sb lugng va chét luong nhan lyc vao vi tri vi¢c lam con
thiéu, Cong ty sit dung ngudn nhan luc tir bén trong va bén ngoai té chirc tiy
timg trudng hop cu thé. Trong d6, cong ty uvu tién tuyén dung thong qua sy gidi
thi€u cua nhitng ngudi quan 1y, cdn by cong nhan vién cong ty. Khi ¢d vi tri
tuyén dung, cong ty giri thong bao tuyén dung (vi tri can tuyén, sé lugng, chirc
nang, nhi¢ém vu, yéu cau vé trinh d9, k¥ nang, kinh nghi¢m, thoi1 gian nhan hd
s0, thoi gian xét tuyén, thong tin lién hé...) t6i ting phong ban, don vi dugc
biét. Sau d6, can bd cong nhan vién hodc Gmg cir vién duoc gidi thiéu s& giri hd

so vé phong To chitc hanh chinh ctia Cong ty.
Dbi v6i vi tri cong tac quan ly, lanh dao, Cong ty chu trong t&i phuong

phap thu hat can ¢t vao cac thong tin trong “Danh muc cac k§ ning” ma t6 chirc
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Iwu trir trong phan mém quan 1y nhan sy caa Cong ty hodc dé bat cia quan 1y
tryc tiép. Khi c6 nhu cau tuyén dung vi tri quan 1y, Cong ty sé& ra soat cac thong
tin luu trir tai phong T chirc hanh chinh ciing nhu tham khao y kién dé bat cua
quan 1y truc tiép cta vi tri d6 va 14p danh sach Can b cong nhan vién dap Gng

yéu cau.

Trong Thoa udc lao dong tap thé cua Cong ty ciing quy dinh rd vé dbi

tuong tuyén dung va yéu cau ve trinh do chuyén mon:

Doi twong tuyén dung: La ngudi lao dong trong d6 tudi tir 20 — 30 tudi
dam bao du stc khoe va trinh d6 dap Gmg yéu ciu cia cong viéc. Uu tién voi
con cda can bg cong nhan vién (chua co con lam viéc tai Cong ty) lam viéc lau
nam tai cong ty va nam 55 tudi du 25 niam, nit 50 tudi du 20 ndm cong tac tu

nguyén xin nghi huu trude tudi it nhat 03 nam.

Yéu cau vé trinh d6 chuyén mén: Poi v6i cong nhan tai cac to thi tét
nghiép céc trudng trung cap tir 18 thang trd 1én cac nganh nghé ma cong ty yéu
cau. P6i v6i nhan vién tai cic phong ban (trir 14i xe) thi phai tot nghiép tir Cao
dang tro 1én hé chinh quy va ding trinh d6 nganh nghé ma cong ty c6 yéu cau.

Ul tién nhitng nguoi da c6 kinh nghiém trong linh vuc tuyén.

Bang 2.6 : Tinh hinh tuyén dung tai Céng ty giai doan 2013 — 2017

Nam 2013 | Nam 2014 Nam 2015 Nam 2016 Nam 2017
Tuyén |Nghi | Tuyén | Nghi | Tuyén | Nghi | Tuyén | Nghi | Tuyén | Nghi
Quan ly 1
Chuyén
mon, 2 1 0 0 1 0 3 1 3 2
nghiép
vu
Lao
dong 6 6 2 2 3 3 3 3 4 3
tryc tiép

Nguén: Phong Té chirc hanh chinh
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Nhin chung s6 lugng lao ddéng tuyén mdi va nghi viéc khong nhiéu,
thudng thi tuyén méi dé thay thé cho lao dong nghi huu, chuyén céng tac do quy
md san xudt on dinh qua cic nim. Nam 2013, tong s lao dong tuyén mdi 1a 8
ngudi thay thé cho 7 nguoi nghi viéc, ndm 2014 ca tuyén mdi va nghi viéc déu
1a 2 ngudi. Nam 2015, 4 lao dong tuyén moi trong khi lao dong nghi viéc 13 3
ngudi. Nam 2017, ¢6 7 ngudi duoc tuyén méi va 5 ngudi nghi viéc. Riéng nim
2016 tuyén thém 01 lao dong quan 1y nit vao thang 5 1a do quy dinh ciia phap
luat thay d6i ddi véi cong ty cb phan co von gop chi phdi cua nha nude thi
truong ban kiém soat phai 14 can bd chuyén trach do d6 cong ty bién ché thém 1

lao ddng quan 1y tir can bo ki€ém nhi€ém sang chuyén trach.

Do loai hinh doanh nghiép 1a cong ty c¢d phan c6 vén gop chi phdi caa
Nha nuéc duoc tach ra tir cong ty c6 100% voén nha nude, san xuat kinh doanh
san pham dic thu nén cac nguodn tuyén dung va quy trinh tuyén dung van bi anh
huong béi quan diém, tu tuéng cia cac nha lanh dao trude day. Cong ty chua
xay dung dugc ké hoach, quy trinh tuyén dung va danh gia sau tuyén dung. Tuy

nhién tuyén dung nhan luc van dugc tién hanh theo cac budce sau:
Budc 1: Thong béo tuyén dung

Khi ¢6 nhu cau tuyén dung (thay thé ngudi nghi huu, nghi viéc, xuat hién
cong viée, vi tri méi), phong T6 chirc hanh chinh soan thao thong bao tuyén
dung theo yéu cau cua Giam ddc cong ty roi gui téi can bd cong nhan vién trong
cong ty.

Budc 2: Thanh lap Hoi dong tuyén dung

Thanh vién Hoi dong tuyén dung cua cong ty gdm Ban Giam ddc, ngudi

quan 1y truc tiép cua vi tri can tuyén va phd phong T chic hanh chinh (phu

trach phong).

Budc 3: Tiép nhan ho so
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Can bo phong T6 chirc hanh chinh tién hanh tiép nhan hd so, kiém tra,
sang loc hd so va bao céo tong hop hd so tng cir vién phu hop voi yéu cau (gi6i
tinh, tudi, trinh do chuyén mén, k¥ ning, kinh nghiém) ca vé s lugng va chat
luong. Sau d6 giri 1én Hoi dong tuyén dung dé xem xét, danh gia va lya chon

ngudi phit hop nhét
Budc 4: Tién hanh phong van

Thue chat 14 cudc néi chuyén, trao doi gitta Hoi dong tuyén dung va tng
clr vién dé trao d6i thém vé cac thong tin lién quan ti cong viéc va ban than ing
ctr vién.
Budc 5: Hoan thién thu tuc, ky hop d@)ng lao dong.

Phong T chirc hanh chinh ¢6 trach nhiém phai hoan thién cac thu tuc can

thiét dé tuyén dung nguoi lao dong va ky hop dong lao dong.

Cong ty ky hop dong lao déng xac dinh thoi han 12 thang trong lan ky
dau tién trong d6 co thoi gian thir viéc 60 ngay dbi véi lao dong chuyén mén,
nghiép vu, 30 ngay véi lao dong truc tiép va dugc hudng 85% luong chinh thirc,

duoc hudng cac quyén loi nhu lao dong chinh thiec.

Péi tuong tuyén dung ctia cong ty doi hoi trinh do dao tao kha cao (lao
dong gian tiép tot nghiép cao dang trd 1én, lao dong truc tiép tot nghiép trung
cap trd 1én) va do tudi lao dong tré tir 20 — 30 do d6 doi ngii lao dong tuyén moi
l1a nhiing nguoi tré, khoe, co trinh dd cu thé lao dong trong do tudi 25 — 35 tudi
13 63 nguoi chiém 67,02%, lao déng co trinh do tir cao dang tré 1én 1a 33 ngudi
chiém 35,10%. Mt khac nguodn tuyén dung chu yéu thong qua su gidi thiéu cua
can bo cong nhan vién trong céng ty nén phan nao cac tmg ctr vién co thé hiéu
vé cong ty, moi trudng lam viée, vi tri cong viée tir ¢ thdy minh c6 phu hop,
dap ung dugc cong viée hay khong dé tng tuyén nén cic ing cir vién khi trang

tuyén co ty 1€ sO nguoi dugc ti€p nhan chinh thic trén s6 nguoi thtr viée la
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100% va cac Gmg ctr vién thuong xac dinh gan bo 1au dai véi cong ty, gop phan

tao 1€n sy on dinh trong cac hoat dong cua to chiec.

Tuy nhién quy trinh tuyén dung con so sai, cac budc tuyén dung don gian,
thuong chi qua budc tiép nhan ho so va gip gd ban dau da c6 quyét dinh tuyén
dung ma khong t6 chuc kiém tra trac nghiém hay phong van chuyén siu dé hiéu
r& hon vé nhitng k¥ ning, tac phong, kinh nghiém cong tac cta Gmg vién. Bén
canh d6, phuong phéap tuyén dung qua su giéi thiéu cia nhan vién trong cong ty
s& dan t6i tinh trang ddnh gid cac ung cir vién khong chinh xac, khach quan,
cong bang vi n6 bi chi phdi boi cac mbi quan hé quen biét. Do d6, vdi quy trinh
tuyén dung nay, cong ty tiét kiém duoc kha nhiéu chi phi tuyén dung nhung chat
luong ngudn nhan lyc tuyén lai khong cao, thudng chi dap tmg dugc yéu cau toi
thiéu cta cong viéc hodc cd6 mot sb trudng hop sau khi di trang tuyén thi hiéu
qua cong viéce lai giam sut, khong thu hut duoc nhiéu ngudn nhan luc chat lugng

cao tur luc lugng lao dong bén ngoai.
2.2.3. B tri nhén lyc

Nguoi lao déng duoc tuyén dung vao cong ty sau khi ky hop dong lao
déng, Can bo phong T6 chtrc hanh chinh s& lam tha tuc va hudng dan ban dau

deé nguoi lao dong hiéu hon vé doanh nghiép, vi tri cong viéc.

Trong ngay dau tién, nguoi lao dong s€ dugc cho muon mot bo tai li¢u vé
van hoa doanh nghiép, ndi quy lao dong, thoa udc lao dong tap thé dé nghién
ctru, tim hiéu vé cong ty, nhitng ndi quy quy dinh vé thoi gio 1am viée, thoi gio
nghi ngoi, hinh thuc trd luong, ky luat lao dong, quy dinh vé trang phuc, tac
phong 1am viéc, ché d6 bao hiém xa hoi, bao hiém y té, bao hiém that nghiép,
cac nghia vu va quyén loi khac cta ngudi lao dong. Néu phan noi dung nao chua

hiéu, chua rd s& dugc can bo phong T6 chirc hanh chinh giai thich, hudng dan.

Sau khi nghién ctu tai liéu, nguoi lao dong s€ duoc can bd tuyén dung

dan di t61 cac don vi phong ban dé gidi thi¢u lam quen véi moi nguoi. Cudi
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cung nguoi lao dong s€ dugc dua vé bo phan, don vi minh dugc phan cong cong
viéc dé ngudi quan ly truc tiép trao doi, hudéng dan cong viéc cho ngudi lao

dong.

Pé b tri, sap xép lai lao dong, Cong ty c6 phan kinh doanh nudc sach sb

2 Hai Phong con str dung cac hinh thire khéac nhu:

+Diéu chuyén nguoi lao dong tir bo phan nay sang bd phan khac: ap dung
dbi voi cac truong hop nguoi lao dong khong hoan thanh hoic hoan thanh
khong t6t cong viée ciia minh. Cac trudng hop nay rat it khi xay ra. Thuong thi
diéu chuyén lao dong dé tang cudng cho bd phén cé lao dong nghi tam thoi nhu
nghi thai san, dm dau ma bo phan nay thiéu nhan luc sé& khong hoan thanh duoc
cong viéc va hay xay ra d6i voi nhan vién bién doc, thu ngan bdi thoi gian dé
thuc hién cong tac doc sb va thu tién dugc thuc hién 1 khoang thoi gian nhat
dinh va mdi ngudi chi co thé hoan thanh dugc 1 khoi luong cong vigc nhat dinh
nén khi nhan vién bién doc, thu ngdn ma nghi 1am tr 2 thang tré 1€n thi phai

diéu chuyén thém nguoi tir bd phan khéc sang.

+b¢ bat: Tai Cong ty, vi¢c d€ bat ngudi lao dong sang mdt vi tri lam vi¢c
con trong va cd gid tri cao hon vi tri cli thuong dugc tién hanh bdi nguodi 1anh
dao sau khi tham khdo ¥ kién cua Ban gidm doc va xin y kién ctia Hoi dong

quan tri.

+Xudng chirc: tir khi thanh 1ap dén nay, cong ty chi ¢6 1 trudng hop duy
nhét xudng chtrc 12 do nguyén vong cuia ca nhan xin dugc xudng chirc. D6 1a

truong hop T6 trudng T6 Stra chita mang luéi.

+Sa thai: Vi¢c sa thai tai Cong ty it khi xay ra, t nam 2015 tr¢ lai day
khong c6 trudong hop nao bi sa thai. Va nguyén nhan nguoi lao dong bi sa thai la
do khong hoan thanh nhiém vu va nghi viéc qua 5 ngay cong don trong 1 thang
hodc 20 ngay cong don trong 1 ndm. Trinh tu tién hanh xir Iy ky luat cling duoc

cong ty tién hanh chat ché. Nguoi lao dong vi pham ky ludt s& dugc ghi chép
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trong bién ban hop don vi ¢6 chit k¥ cia tat ca cac thanh vién trong don vi. Sau
d6, Hoi déng xét duyét thi dua khen thuong (xtr 1y ky luat) sé& tién hanh hop 3
bén 1a ngudi st dung lao déng, ngudi lao dong va cong doan co sd. Cudi cling

m&i ban hanh quyét dinh xtr Iy ky luat.

+Ty thoi viée: Tir nam 2017 trd vé trude khong cb trudng hop tu thoi viée
nhung dén nam 2018 ¢6 3 truong hop nguoi lao ddng co nguyén vong nghi viéc

vi Iy do thay ddi noi cu tra va khéng phu hop véi cong viéc hién tai.

+Huu tri: Nguoi lao dong trong cong ty dugc nghi viéc huong ché 46 huu

tri theo dung quy dinh ctia phap luét.
2.2.4 Pao tao va phdt trién nguon nhan lyc

Cong ty coi trong van dé dao tao va phat trién ngudn nhan lyc. Hang nam,
phong T6 chtrc hanh chinh c6 trach nhiém xay dung ké hoach dao tao bao gdm
cac linh vuc, nd1 dung, chi phi va thoi gian du kién thuc hién dua trén dé xuét
clia cac truong bo phan, phong ban. Ké hoach nay sé duoc quy dinh trong ké

hoach cong tac hang ndm duogc chu tich Ho1 déng quan tri phé duyét.

Dbi v6i lao déng moi duge tuyén dung, ngudi quan 1y truc tiép va cong
nhan & vi tri tuong tng co tay nghé cao s& hudng dan, kém cip, chi bao dé thuc
hién cong viéc trong thoi gian 2 thang ddi voi lao déng chuyén mén nghiép vu
va 6 thang d6i v6i lao dong tryuc tiép. Trong thoi gian nay, ngudi lao dong khong
phai chiu trach nhiém vé cong viéc, duoc hudng nguyén luong va 85% tién hiéu

qua san xuét kinh doanh.

i véi lao dong da lam viéc tai cong ty tur 1 nam trd 1€n s€ duoc tham du
cac 16p dao tao, tap huin theo ké hoach cuia cong ty dé ra. Thuong thi ca nhan
nguodi lao dong sé tu tim cac 16p hoc, dao tao phu hop sau dé bao cdo voi lanh
dao truc tiép dé dé xuét véi Giam déc hodc do Phong t6 chirc hanh chinh dé
xuét. Trong thoi gian tham dy cac khoa hoc thi ngudi lao dong van duoc chi tra

day du tién lwong, hiéu qua san xuét kinh doanh, quyén loi khac.
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Nguoi lao dong duoc xem xét cir di hoc cac 16p dao tao dai han tai céc
truong dai hoc, cao dang chinh quy dé ning cao trinh d6 néu c6 thoi gian 1am
viéc tai cong ty tir 03 nam tré 1én, hoan thanh tot cac cong viée dugc giao,
khong vi pham ky luat lao dong va cam két bang van ban sau khi t6t nghiép phai
& lai Cong ty 1am viéc (thoi gian cam két & lai lam viéc do Giam ddc Cong ty
quyét dinh). Sau khi dao tao vé cong ty 1am viéc ma ngudi lao dong c6 nguyén
vong chdm dut hop dong lao dong thi phai boi hoan chi phi dao tao cho cong ty

(bao gdm chi phi tién luong, thudng chi tra trong thoi gian di hoc, tién hoc phi).

Néu nguoi lao dong xin nghi tu tuc dé di hoc cac 16p dao tao dai han voi
muc dich ning cao trinh d6 tay nghé (Cong ty khéng c6 nhu cau dio tao) thi
phai cam két khong anh hudng téi thoi gian lam viéc theo quy dinh ctia Cong ty
va tu lo kinh phi. Trudng hop nay, Cong ty khong c6 trach nhiém phai bb tri chd
1am méi cho nhan vién sau khi hoc xong va khong phai xép luong theo trinh d

theo hoc.

Ngoai ra cong ty con dao tao va phat trién nhan luc thong qua viéc cir can
bd di cong tac, hoc tip trao doi kinh nghiém tai cac cong ty ban cung nganh &
trong nudc cling nhu ngoai nude. Do tinh dic thi trong loai hinh san xuét kinh
doanh, mdi doanh nghiép trong cung dugc phan cip ving, khu vuc mang ludi
cap nudc nén tinh canh tranh giita cac cong ty cap nudc gan nhu 1a khong co.
Nén hinh thurc dao tao thong qua viéc hoc tap tai cac cong ty ban cung nganh co
hiéu qua cao, hoc hoi dugc nhitng cai méi trong diy chuyén san xut, trong tng

dung khoa hoc cong nghé, phan mém.

Nhin chung, céng tic dao tao va phat trién ngudn nhan luc ciia cong ty da
duoc Ban lanh dao tao moi diéu kién thudn loi dé thuc hién tuy nhién chua xay
dung dugc quy trinh dao tao va phat trién mot cach khoa hoc. Viée xac dinh nhu
cau dao tao méi dugc thé hién bing viée trudng cac phong ban xiy dung ké

hoach dy kién can dao tao cua don vi minh dua trén viéc phan tich ban mo ta
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cong vi¢c xem trinh do nguoi lao dong dat dugc va nhitng cong viéc ho can thuc

hién chir chua dya trén ti€u chuan thuc hién cong viéc, khong xac dinh khoang

cach trinh d¢ gitra ti€u chuan thyc hién cong viéc voi nguoi lao dong cling nhu

diém manh, diém yéu cta ho dé xac dinh nhitng kién thuc, k¥ ning gi trong

cong viéc. Déng thoi, doi tuong dugc lua chon dao tao co thé chua ding do bi

anh huong véi1 yéu té chu quan cia nguoi quan ly truc ti€ép ma nhitng nguoi nay

chua dugc dio tao qua truong 16p hay khoa hoc vé quan tri nhan sy, chua chi y

nhiéu tir phia nguoi lao dong. Do d6 két qua cua cong tac dao tao chua thyuc su

hiéu qua, co thé dan t6i lang phi chi phi va thoi gian.

Bang 2.7: Nhu ciu dao tao ciia Cong ty giai doan 2015 - 2017

Nam 2015 2016 2017

S6 S6 36

Chi tiéu lugng % lugng % luong %
(luot) (luot) (luot)

1. Tong s6 LD 90 93 95
2. Nhu cau can PT
a. Theo chirc nang 161 100 95 100 155 100
+ Gian tiép 91 56,52 | 70 73,68 95 61,29
+ truc tiép 70 43,48 25 26,32 60 38,71
b. Theo trinh dj 161 100 95 100 155 100
Trén dai hoc 2 1,24 1 1,05 0 0
Cao dang, dai hoc 92 57,14 71 74,74 99 63,87
Trung cap 67 41,62 23 24,21 56 36,13
¢. Theo ngi dung 161 100 95 100 155 100
Hoc tap, trao doi kinh 33 20,50 20 21,05 25 16,13
nghi¢m tai Cong ty nganh
nudc
Quan tri nhan su 4 2,49 2 2,11 2 1,29
Chuyén mon xét nghiém 5 3,10 3 3,16 2 1,29
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nudc

Nghiép vu tai chinh KT 2 1,24 4 4,21 3 1,93
Giao tiép khach hang 0 0 15 15,79 5 3,24
Tap huan PCCC, ATLD 112 69,57 36 37,89 115 74,19
Nghi¢p vu QLDA, cong trinh 0 0 15 15,79 3 1,93
Dao tao ngan han khac. 5 3,10 0 0 0 0

Nguén: Phong Ké hoach ky thudt

Qua bang s6 liéu trén ta thdy nhu cau dao tao cua cong ty thay d6i qua cac
nim. Nam 2016 nhu ciu dao tao giam 66 nguoi twong tmg 40,9% so véi nim
2015 tuy nhién dén nim 2017 nhu cau ddo tao tai ting 60 ngudi tuong Ung
63,15%. Co su thay doi nay la do ndi dung ddo tao vé phong chay chita chay, an
toan lao dong dinh ky 2 nim mot lan (ndm 2015, 2017) t6 chtic tap huan cho
toan bd can by cong nhan vién thudc cac nhdm phai dao tao va nam 1 lan cho 1
sd ngudi thudc cong tac an toan chung nén nim 2016 nhom ndi dung dao tao
nay gidm khoang hon 70 ngudi. Mat khéc, doi tuong dao tao tap trung nhiéu &
lao d6ng gian tiép (co trinh do tir cao dang trd 1én). Co céu lao dong truc tiép (c6
trinh d6 tir cao dang tré 1én) chiém ty 1¢ khoang 30% trong tong s6 lao dong cua
cong ty, trong khi d6 ty 18 nhu cau dao tao cua lao dong gian tiép (c6 trinh do tir
cao dang tré 1én) chiém gan 60% trd 1én. Nguyén nhan 1a do lao dong gian tiép
trén van phong thuong xuyén phai nang cao trinh d¢ k¥ nang dac biét phai hoc
hoi, trao d6i kinh nghiém & cac cong ty cAp nudc trong va ngoai nudc vé day

chuyén cong nghé, k¥ ning quan 1y, van hanh cac hoat dong ctia cong ty.

Mit khac viéc chua xay dung chuong trinh dao tao dan téi cong tac dao
tao ctia doanh nghiép bi thy dong vé cach thirc cling nhu ndi dung dé dao tao,
chua tién hanh danh gia két qua dao tao dé biét duoc hiéu qua ctia cong tac dio
tao, nhitng 191 ich dat dugc so vai chi phi ma doanh nghiép phai bo ra. Tur dé co

ké hoach xay dung ké hoach dao tao cho nam sau.
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2.2.5 Danh gia thwc hién cong viéc

Viéc danh gid thuc hién cong viéc tai cong ty dugce thuc hién qua viéc binh
xét thi dua hang thang. Cong ty xdy dung va ban hanh quy ché binh xét thi dua
hang thang. Ngay cudi ciing ciia thang, cac don vi s& hop binh xét thi dua cua
don vi va ca nhan ting thanh vién sau d6 giri bién ban hop vé phong t chirc
hanh chinh. N6i dung ctia Bién ban bao gém cac cong viéc da thuc hién trong
thang, ké hoach cong viéc trong thang tiép theo, xép loai phong va ci nhan
ngudi lao dong theo cac tiéu thic d3 quy dinh trong quy ché quy dinh céc chi

tiéu binh bau hiéu qua san xuat kinh doanh.

Tiép theo, phong T6 chirc hanh chinh s& téng hop ctia cac don vi phong
ban. Trudc ngay 13 hang thang s& tién hanh hop Hoi dong xét duyét thi dua
khen thuéng (Hoi dong xét duyét thi dua khen thuéong gém Ban giam dbc,
Trudng cac phong, cadn bd 1am cong tac tién luong). Tai cude hop, trudng cac bd
phan s€ dua ra nhiing nhan xét cia minh vé viéc thuc hién cong viéc cua tung
ngudi lao dong trong bo phan va dé xuat, kién nghi xép loai. Giam dbc cong ty
quyét dinh cin ctr vao bién ban hop cac don vi va y kién cta trudng cac b phan

s& quyét dinh xép loai thi dua khen thudng cua timg ngudi lao dong.

Cudi cung céan bd tién luong — Phong T6 chirc hanh chinh s& viét bién ban

cudc hop va ban hanh guri timg bd phan tham khao va phan héi y kién.

Chu ky danh gia 13 1 1an/thang 1a phu hop, danh gia sat qua trinh lam viéc
cua nguoi lao dong, kip thoi phat hién va diéu chinh hanh vi, su thuc hién cong
viéc, khuyén khich duoc ngudi lao dong hang say lam viéc. Tuy nhién tiéu chi
dé danh gia thuc hién cong viéc chua cu thé cho tung ddi tuong, ticu chuin
mang tinh chung chung, xay dung chung cho tit ca can bo cong nhan vién, cac
chi ti€u danh gi4 cling chi mang tinh dinh tinh ma chua duoc luong héa cu thé,
1d rang dan t6i két qua danh gia khong chinh xac. Pong thoi cac tiéu chi khong

duoc cap nhat thuong xuyén nén doi khi bi 161 thoi, khéng phu hop véi thuce té.
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Doi voi lao dong gian tiép cong nhan dat loai 6 (huong 100% hiéu qua san xuat
kinh doanh) ciing chi thé hién & viéc khong vi pham noi quy lao dong, di lam
day du cac ngdy cong, hoan thanh tét cong viéc chir khong quy dinh cu thé 1a
hoan thanh cong viéc & muc do cu thé nhu thé nao. Do d6, it nhiéu tac dong téi
dong luc lao dong boi ngudi hoan thanh nhiéu cling nhu nguoi hoan thanh it

khién ho chi lam viéc theo kiéu chong doi, cho xong.

Nguoi danh gia dugce lua chon 1a quan 1y truc tiép ctia ngudi lao dong,
khong co sy ty danh gia ciia ho nén két qua danh gia bi anh huong boi yéu td
chu quan ctia nguoi danh gia, két qua danh gia khong thé hién dung ning luc,
kha niang lao dong ctia can bo cong nhan vién. Do d6 ché do chi tra thu lao s&
khong cong b::ing dan toi hiéu qua cong viéc khong cao. Mot s6 ¢4 nhan kém lai
duoc danh gia tot s& khién ho lam viéc khong c¢b ging, nghi rang khéng can
chdm chi, khong can lam tét van duge huong luong cao. Trong khi nhimg ca
nhan lam viéc hi€u qua lai bi danh gia kém, lvong thudng thép s€ tri¢t ti€u dong
luc lam viée cua ho, khién ho c6 tdm ly bat man, khong tin tudng vao lanh dao
cling nhu cong ty, tir d6 1am viéc kém tham chi tuyén truyén khong tét vé Cong
ty.

Hi¢u qud ung dung cia hoat ddng danh gia thuc hién cong viéc vao cac
hoat dong quan tri ngudn nhan luc khac chua cao. Cong ty méi chi sir dung két
qua danh gia thuc hién cong viéc hang thang dé tinh thudng hiéu qua san xuat

kinh doanh hang thang, quy, nam.

Cong ty khong c6 cudc phong van danh gid chinh thirc voi nguoi lao dong
ma chi c6 cudc hop trao doi thong tin gitra truéng cac by phan va ban lanh dao,
thiéu thong tin phan hoi két qua danh gia tir phia nguoi lao dong. Mit khac, mot
sO quan 1y truc tiép lai ngai d6i dau voi can bo cong nhan vién minh vi cac méi
quan hé. Piéu nay anh huong 16n ti két qua danh gi, tao 1én han ché trong viéc

dua ra cac quyét dinh nhan sy.
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2.2.6 Thu lao lao dong

Cong ty thuc hién chinh sach tién luong, phuc loi theo dung quy dinh cta
phép luat.

Muc luong toi thiéu hién coéng ty dang chi tra cho ngudi lao dong la
7.275.000 dong/ngudi cao hon mirc lwong ti thiéu viung ap dung cho khu vuc
huyén An Duong 1a 3.980.000 dong theo Nghi dinh 141/2017/NP — CP ngay
07/12/2017 quy dinh muc luong téi thiéu vang ddi voi ngudi lao dong lam viée

theo hop dong lao dong.

Cong ty C6 phan kinh doanh nudc sach sé 2 Hai Phong 14 doanh nghiép cb
phan ¢6 vén gop chi phdi ctia nha nude. Trude day duoc ap dung theo thang,
bang luong ctia Nghi dinh 205/2004/ND — CP, khong can phai xdy dyng. Hién
nay, cong ty da xay dung va dang ky thang bang luong véi phong Lao dong
thuong binh va x38 hdi huyén An Duong theo quy dinh cua Nghi dinh
49/2013/NbD — CP ngay 14/05/2013 va thong tu 17/2015/ND — CP ngay

20/04/2015 thay d6i lai toan bd mirc lwong cta céac vi tri, chirc danh.

Ngudi lao dong lam viée tai Cong ty duoc huong cac ché do thu lao lao

dong sau:

+Muc luong: Theo thang bang lwong da dang ky vdéi phong lao dong
thuong binh x4 hoi huyén An Duong. Hé thong thang bang luong cong
ty gébm 5 bang luong (bang luong Giam dbc, pho Giam déc, ké toan
trudng, truong Ban kiém soat; bang luong chirc vu truong phong, phod
phong; bang lwong chirc vy to truong, to phod; bang lwong nhan vién
chuyén mon, nghi¢p vu; bang luong cong nhan 1ai xe) va 1 thang luong
(thang luong lao dong truc tiép san xuat, kinh doanh). Pam bao theo

ding quy dinh cua phap luat.
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+Cac khoan bd sung khac: D6 chinh 1a tién hiéu qua san xuat kinh doanh
hang thang, quy, nam, tién hiéu qua tir viéc chong that thoat, cac tién

lwong bd sung cac ngay 18, tét (néu co).

+Cac ché d6 phuc loi: Cong ty cling danh gia cao tac dung cua viéc chi tra
céc ché do cho ngudi lao dong. Pong bao hiém xa hoi, bao hiém y té,
bao hiém that nghiép cao va du thoi gian, déng ca cho nhitng nguoi lao
dong trong thoi gian thir viéc. Hang nam, cong ty t6 chirc cho can bd
cong nhan vién tham quan 1 1an/nam, cho toan bo can bod cong nhan vién
cliing con cua can bd cong nhan vién di nghi mat 1 lan/ndm. Trao ting

phan thudng cho cac chau dat thanh tich xuat sic trong nim hoc.

Ngoai ra cong ty con chi tra cho ngudi lao dong cac khoan phu cip khac
nhu: Tién phi dich vu thoat nuéc (theo quy dinh ciia bo tai chinh), tién hd trg

xing xe, dién thoai, vin phong pham....

Nguoi lao dong nghi viéc hudng ché d6 huu tri dugc cong ty tro cp mot
lan trude khi nghi viéc 12 6 thang luong co ban ciia thang lién k& trudce thang
nghi viéc.

Cong ty dang &p dung 2 hinh thtc tra luong: d6 1a trd luong khoan va

luong thoi gian

—Tién lwong khodn: Cian ct tinh chéat cong viéc, mirc 6 phtic tap va chi tiéu
thuc hién dé giao khoan (cé quy ché khodn trong xdy dung co bdn va mét sé
céng tac khac). Thuc hién chi tra cho 2 t6 d¢éng ho va stra chira mang ludi

— Tién luong thoi gian: chi tra cho cac vi tri, chitc danh con lai va dugc tinh

theo cong thirc

TLT = MI—CB + PCL + KBS

Trong do:
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TL : Tién luong thang cta ngudi lao dong
MLcg: Mtc luong co ban

PC, :Phu cap luong

Kgs : Cac khoan bé sung

Don gia mot ngay luong

Hé s6 luong x murc luong tdi thiéu cong ty
DGI ngay

22 ngay

Hé sé luong: quy dinh trong hé thong thang bang lwong Cong ty dang ky
véi Phong lao dong Thuong binh xa hdi huyén.

Mt luong t6i thiéu Cong ty: do Giam dbc Cong ty quyét dinh va thay doi
theo tung thoi ky.

Murc lwong co ban

S6 ngay S6 ngay nghi
MLcg = bG, ngay X [ +
g

lam viéc thyc té hudng nguyén luon
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Hinh thire tra luong 4p dung tai Cong ty 1a kha phu hop. Bdi véi 2 To
déng ho va tb sta chita mang ludi thyc hién cac cong vi¢e chinh nhu thi cong
cac hang muc vé lap dat may nudc, sira chita dng v&, bao dudng, thay thé dong
ho. Céc hang muc nay duoc lap céc du toan va can dugc trién khai voi tién do
cang sém cang tot. Do d6, viéc thuc hién chi tra lwong bang hinh thic luong
khoan ddi v6i 2 To nay da gdp phan thuc diy nguoi lao dong hing say 1am viéc,
tich cyc 1am viéc vao cic ngay nghi va hudng thu lao cao. Thyc té, qua tim hiéu
tai Cong ty, trong nhitng nam gan ddy, thu nhap binh quin cta 2 T6 nay cao hon
lao dong cung cap bac khoang 3 — 5 triéu dong.

Ngoai ra, dbi v&i cac vi tri tai cac phong ban, don vi khac thi thuc hién
cong viéc mang tinh chat thuong xuyén, 1ip di 1ip lai, thoi gian két thuc cong
viéc c¢6 thé kéo dai nén chon hinh thirc chi tra luong thoi gian. Viéc tinh don gia
mot ngdy cong trén co s& 22 ngay, don gia nay khong thay doi (cung mot hé
théng thang bang luong) nén luong thang ciia mdi ngudi 1a con sé khong cd
dinh. Néu ngay cong chuan trong thang 1a 22 ngdy thi luvong thing s& bang
luong cép bac trong thang bang luong, néu ngdy céng chuan 1a 21 ngay thi
lwong thang thip hon luong cip bic trong thang bang lwong va nguoc lai. Viéc
chon céch tinh nay giup cho viéc quan ly va tinh luong trong nhiing ngay nghi,
luong nghi phép, luong thém gio dé dang, 14 con s6 ¢6 dinh. Déng tho1, tranh
duoc tinh trang ngudi lao dong ddng loat chon cic ngay nghi vao cac thang co
tién luong trong nhitng ngay nghi thap. Tir d6, khong bi anh hudng téi qua trinh
hoat déng san xuat kinh doanh. Mit khac, tra luong theo thoi gian s& khuyén
khich ngudi lao dong quan tim nhiéu hon dén chat lugng cong viéc nhung mot
mat lai khong khuyén khich nguoi lao dong ning cao ning suat, co thé din t6i
tinh trang ty nanh nhau, gay mat doan két dic biét véi vi tri nhan vién bién doc
thu ngan. M6i mot nhan vién bién doc, thu ngan duogc giao cho doc sb va thu

tién mot luong khach hang nhat dinh, trong duong nhau va huéng mirc luong
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thoi gian gan bang nhau, trong s6 d6 c6 mot sé ca nhan cé thé hoan thanh vuot
murc nhung do luong tra theo thoi gian nén ho chi 1am vi€c binh thuong, chi vira
hoan thanh cong viéc. Hodc trong t6 ¢6 c4 nhan vi mot vai 1y do ma phai giam
lwong khach hang va nhimg ngudi khac phai tang luong doc sb, thu tién trong
khi luvong lai khong ting dan téi sy khong doan két va khong thic day nguoi lao

dong nang cao nang suat.

Nhin chung hé thdng thu lao lao dong cua coéng ty dugc thuc hién kha tdt
b1 quan diém cua céc cép quan ly, 1anh dao 1a tao moi diéu kién co lgi nhit cho
nguoi lao dong va thuc hién dang theo quy dinh cta phap luat. Mic luong t6i
thiéu ctia cong ty 12 7.275.000 d6ng cao hon rt nhiéu muc luong téi thiéu ving
cho khu vuc I do Nha nude quy dinh 14 3.980.000 dong. Bén canh d6, Cong ty
quan tam tdi cac ché d6 phuc loi khac nhu td chirc tham quan du lich, sinh nhat,
hé tro xing xe, thim hoi dong vién, phat dong hoat dong phong trao. Qua do
thiy duoc muc thu nhap cia nguoi lao dong kha cao, doi sdng dugc nang cao 13
dong luc thic déy, khuyén khich nguoi lao dong hang say lam viéce, céng hién
va gan bo voi Cong ty. Hé théng thu lao lao dong da phat huy tét vai tro 1a don
béy dé nguoi lao dong hoan thanh tbt cong viée, dat dugc muc ti€u dé ra. Tur do
thuc day cac hoat dong quan tri ngudn nhan luc khac dic biét 1a cong tac tuyén

dung, thu hut dugc doi ngti lao ddng cé trinh do, chuyén modn cao.

Cong ty ciing da x4y dung quy ché tra luong rd rang, chi tiét, cong khai
to1 ting nguoi lao dong dac biét d6 1a ndi dung dugc thao luan trong cac cudc
d6i thoai dinh ky tai doanh nghiép dé ngudi lao dong nim duoc cac quyén loi
ma minh dugc hudéng. Tu d6 nguoi lao dong tich cuc lam viéc hon, tao bau

khong khi vui vé, doan két, cung nhau thuc hién muc ti€u chung cua to chuec.
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2.3 Panh gia chung hoat déng Quan tri ngudn nhan lyc

2.3.1 Piém manh trong céng tic hoat dpng qudn tri nguon nhan lyc tai cong
ty.

Bo méy diéu hanh quan 1y cta cong ty co trinh d6, k¥ ning dic biét 1a kinh
nghiém lam viéc trong linh vuc nganh nuéc 1au nam nén am hiéu cong viée, co

nhitng chinh sach hoat d6ng ngudn nhan luc hiéu qua.

Can bo cong nhan vién cong ty da s 1a lao dong tré trong do tudi tir 25 —
35 tudi, nhiét huyét, nang dong, c6 ¥ thirc trach nhiém cao trong cong viéc ciing
nhu tao mo1 truong lam viéc nang dong, vui vé, hoa déng. Trinh d6 chuyén mon
cao, lao dong gian tiép co trinh do tir cao dang trd 1én, lao dong truc tiép tbt
nghiép trung cap trd 1én gép phan nang cao hiéu qua trong cac hoat dong cia

cong ty dic biét gitip cho viéc quan tri ngudn nhan luc ciing thuan loi hon.

Cong ty da nhéan thic rd vai trd ctia ngudn nhan luc trong toan bo hoat
dong cua cong ty, dac biét trong modi truong cong nghé ngay cang hién dai hoa.
Do viy, cong ty tao diéu kién va dau tu cho cong tac dao tao va phat trién ngudn
nhan lyc, cir cac doan can bd di hoc héi trao d6i kinh nghiém tai cac cong ty

cung nganh trong va ngoai nudc.

Hoat dong phéan tich cong viéc dugc cong ty thuc hién tuong doi tot, da co
ban phin cong cong viéc, nhi€ém vu r0 rang gitta cdc by phan, phong ban, su
phoi két hop gitra cac don vi cling nhu ban mo ta cong viéc thé hién rd chirc
nang, nhiém vy cua tung nguoi phai thuc hién.

Maic khac, cong ty chu trong cong tac tién luong, phuc lgi cho nguoi lao
dong, ddm bdo thu nhép nam sau cao hon ndm trudc khong nhiing chi dam bao
cudc song cho nguoi lao dong ma con dadp itmg mdt phan cho nguoi than cua
nguoi lao dong.

Ngoai ra, do1 song nguoi lao dong, cac ché do, quyén lgi ciia nguoi lao

dong duoc cong ty hét stre quan tam, tao moi diéu kién thuén loi nhat cho nguoi
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lao dong nhu bao hiém xa hoi, bao hiém y té, bio hiém that nghiép, tham quan,
nghi mat, hoat dong van hoa thé thao, kham strc khoe dinh ky cho toan bd nguoi

lao dong, kham chuyén khoa cho nit can bg cong nhan vién...

Bén canh do, Cong ty khong ngumg ap dung khoa hoc cong nghée, k¥ thuat
tién tién vao day chuyén san xuat, trang bi may méc thiét bi nham giam sirc lao
dong, cai tao va nang cao diéu kién lam viéc cho can bd cong nhan vién Cong
ty, nang cao hiéu qua san xuat kinh doanh, ddm béo thu nhip cho ngudi lao
dong, tao sy yén tdm trong cong tdc va nang cao y thirc trach nhiém ctia nguoi

lao dong v6i Cong ty, tir d6 tao cho ho gin bo voi Cong ty hon.
2.3.2 Diém yéu trong céng tic qudn tri nguon nhan lyc tai Cong ty

Cong ty méi dugc tach ra, co phan héa tir nam 2009 trong d6 trén 50% vén
ctia nha nudc giao cho Cong ty C6 phan Cip nudc Hai Phong ndm giit va cha
tich Hoi déng quan trj cia cong ty 1a Tong giam dbc ciia Cong ty Co phan Cap
nuéc Hai Phong nén phan nao hoat dong quan tri ngudn nhén lyc ciing bi anh
huong boi chinh sich quan tri nhan lyc cia cong ty CO phan cip nudc Hai

Phong.

Cong ty chua xay dung chuong trinh hoach dinh nguén nhan luc boi cac vi
tri cong viéc, co cau lao dong thuong 6n dinh qua cac ndm, quy md san xuat

khong thay d6i nhiéu, bién dong nhan sy khong 16m.

Quy trinh tuyén dung con so sai, quyét dinh tuyén dung nhan sy bi anh
huong nhiéu boi y kién cha quan ctia ngudi lanh dao. Ngudn tuyén dung han ché
nén chat luong ngudn nhan luc phan nao d6 khong cao.

Cong ty cling da c6 quy ché danh gia thuc hién cong viéc tuy nhién cac tiéu
chi dé danh gia chi mang tinh chét dinh tinh, chung chung. Panh gia van mang
tinh chat chu quan, né nang, n¢ tranh, s¢ lam mét long nén chua danh gia mot

cach hi¢u qua.
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CHUONG 3

MOT SO GIAI PHAP NANG CAO HIEU QUA HOAT PONG QUAN TRI
NGUON NHAN LUC TAI CONG TY CO PHAN KINH DOANH NUOC
SACH SO 2 HAI PHONG

3.1. Muc tiéu, phwong huéng hoat dong ctiia Cong ty
3.1.1 Phwong huwong hoat dong chung

—Lién tuc hién dai hda san xuat va quan 1y kinh doanh, mé rong mang luoi
cap nudce, giam thi€u sy ¢d, ddm bao cap nudc lién tuc, chat lugng, du ap luc,

thoa man moi nhu cau vé nudc sach cho moi nguoi dan trong khu vuc quan ly.

—Xay dung hé thong cac chi tiéu cho cac linh vuc: T6 chtic — hanh chinh, dau
tu va phat trién, san xuit — kinh doanh nuéc sach; xay lép; tai chinh — ké toan ¢6
hi€u qua cao, déng thoi thue hién cadc nhi€ém vu chinh tri khong thé tach roi do 1a
cép nude an toan va 6n dinh. Bén canh do, cung cép dich vu co chét lugng cao
nhét va gia ca hop 1y.

—Phan tich hé théng co s dir liu théng ké hoat dong san xudt kinh doanh
clia cong ty trong nhiéu nam; danh gia mic d6 hoan thanh cac chi tiéu ké hoach,
du bao nhu ciu khach hang dén nim 2020. X4c dinh cic ngudn luc hién c6 va
cac co hoi, thach thire cia moi truong kinh doanh bén ngoai.

—bPam bado sy phat trién bén virng, than thi¢n hai hoa v&1 méi truong thién
nhién.

—Xay dung van hoa doanh nghiép tao 1ap hinh anh Cong ty 1a niém tu hao
ctia can bo cong nhan vién. Xay dung vi thé Coéng ty ngdy mot nang cao, trd

thanh mot trong nhitng Cong ty cip nudc 16n manh ¢ Viét Nam.
3.1.2 Muc tiéu hoat dong ciia cong ty.

—On dinh, dong thoi khéng ngirng ndng cao néing lyc san xudt va chat lwong

nuwoc: Pam bao san xuat nudc sach 6n dinh, dap ung day du, lién tuc nhu cau
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dung nudc cia khu vuc voi chat luong nudc phu hop tiéu chuan TCVN
5502:2003; QCVN 01/2009/BYT va mét sb chi tiéu cua to chirc Y té thé gisi
WHO. Phin d4u ngang bang va t6t hon chat lugng nudc cung tng clia cac nudc
khu vuc, ap luc nudce tai cac khu vuc cudi nguén trén duong éng chinh 2,5 bar
(tvong dwong 25 mét cot nudc). Duy tri hiéu qua hoat dong va xay dung, trién
khai 4p dung hé théng quan 1y chat lugng theo tiéu chuan ISO 9001: 2008. Pong
thoi img dung cong nghé tién tién dé co thé kiém soat chit ché moi hoat dong

Cong ty va mang ludi cap nudec.

—Phat trién t6 chirc va quan 1y nhdn sw: Bao dam can d6i lao dong giira cac
nganh nghé, bd phan truc tiép va gian tiép, quan tim dao tao can bd quan 1y, can
bo k¥ thuat va kinh té c6 trinh do chuyén mén cao, gioi ngoai ngit, thong thao

chuyén mén nganh trong linh vuc pht hop véi su phat trién cia Cong ty.

—Ndng cao hiéu qud chi phi van hanh va bdo dwéng: Nang cong suit hé
théng bang cai tién k¥ thuat, két hop véi mo rong mang ludi cap nudc dap ung
kip thoi nhu cau ngay cang ting ciia khach hang. Thic diy hoat dong Chwong
trinh muc tiéu Qudc gia vé Nuéc sach va Vé sinh méi trwong nong thon.

Phén dau cép nuée sach cho 100% s hd trong khu vuc.

—Phat trién méi truong kinh doanh: Phat trién mot co ché thich hop véi
phuong cham 14y khach hang 1am muc tiéu phuc vu. Pam bao cung cip céac dich

vu tot nhéat, tiép tuc thuc hién c6 hi¢u qua cong tac cai cach hanh chinh.

—Chién lwoc qudn 1y tai chinh: Lap cac ké hoach kinh doanh, ké hoach st
dung ngudn tai chinh, tai san c¢d dinh va nhu cau nhin cong trong twong lai
nham ting 13i ¢ tic cua cd dong. Str dung cac thong tin phan anh chinh xac tinh
trang tai chinh ctia Cong ty dé phan tich diém manh, diém yéu, dong thoi quan

1y ¢6 hiéu qua vén hoat déng thyc ciia cong ty.

—Nhitng vin dé trong yéu trong quan 1y nudc thdt thodt: Quan 1y tét 1o ri,

xay dung chién lugc, ké hoach hanh dong. Xac dinh nguyén nhan gy that thoat
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do va khong do ro ri. T6 chtrc dao tao nang cao cong tac van hanh va sura chira.

Quan 1y, giam sat chit ché trong cong tac xay dung, lap dit cac cong trinh méi.

—Phdt trién quan hé khdch hang: Tiép can va giao tiép voi khach hang mot
cach co hé théng va hi¢u qua, quan 1y cac thong tin khach hang nham phuc vu
khach hang t6t hon. Phat trién hé théng quan hé khach hang, thong tin ctia khach
hang s& dugc cap nhat va dugc luu trir trong hé théng quan 1y co s& dit liéu. Nho
d6 co thé phan tich, hinh thanh danh sach khach hang tiém ning va lau nim dé
dé ra nhimg chién lugc hop 1y, xir Iy cac van dé vudng mic ctia khach hang mot
cach nhanh chéng va hiéu qua. Xay dung chién Ivgc dao tao nhan vién, diéu
chinh phuong phap kinh doanh va ap dung mot hé thong cong nghé thong tin
phti hop. Lua chon giai phap quan hé khach hang hop 1y, quan tim téi nhu cau
cua khach hang nham dat duoc muc dich 1a duy tri mbi quan hé¢ tdt v&i khach

hang va dat duoc loi nhuan tdi da.

—K¢é hoach nguén nwéc thé: Theo doi, kiém tra, giam sat chit ché dé bao vé
nguon nudc va hé thong dan nudc thd, thong bao kip thoi chat luong nudce
ngudn voi Cong ty TNHH MTV Khai thac cong trinh thay lgi An Hai dam bao
chét luong nudce ngu@)n duge 6n dinh, khong 6 nhiém. Phat hién va bao cao kip
thdi véi cac co quan chirc nang dé giai quyét triét dé cac hoat dong, hanh vi c6

nguy co gay 6 nhi€ém ngudn nudc.

—Ké hoach dau tw va phat trién khach hang: Xay dung céc ké hoach dau tu
du an phat trién khach hang, dy 4n dau tu ning cao cong suat san xuat va chat

lugng nudce dé dam bao thuc hién cac muc tiéu:
+Du ning luc cung cip dén 30.000 m®/ngay dém;

+Pam bao cap nude dﬁy du, lién tuc cho cac khu CN Trang Du¢, Tham

Quyén, Nomura;
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+Chat luong nuéc dam bao tidu chuan TCVN 5502 — 2003; quy chudn
QCVN 01/2009 - BYT;

+Cac dy an phat trién khach hang dén cac thon x4 ving sdu, ving xa
thudc dia ban quan 1y.

—Ké hoach xdy dung vi thé ciia Céng ty: Phan dau dat thanh tich xing dang
trong nganh san xuét — kinh doanh nuéc sach d6 thi. Tao dung van hoéa, hinh anh
dep cho Cong ty, tham gia va hoa nhap voi cac thanh vién hoi Cép thoat nudc

Viét Nam. Chu dong hop tac, hoi nhap dé phat trién bén viing.
3.1.3 Mgt s6 chi tiéu ké hoach nim 2018

—Téng khoi lugng nudc san xuét ndm 2018 du kién 7,948 triéu m>, dap ung

du, lién tuc, an toan, 6n dinh yéu cau cép nudc tai cac vung phuc vu.
—Cong suét van hanh dat 25.000 m®>.

—Pam béo chét lugng nudc phi hop tidu chudn TCVN 5502 — 2003; QCVN
01:2009/BYT.

—Ap luc cudi mang truyén din ludn dat trén 2,5 bar (twong duong 25m cot
nuoc). Theo doi lién tuc ap luc 10 diém cubi nguén trén cac khu vue Thi trin An
Duong, Hung Vuong, Bén Kién, Lé Loi, Hong Phong bang hé théng theo dai tin
hi¢u tu xa.

—Phan dau giam ty 18 that thoat nudc < 6,5%.

—Phat trién khach hang thém 1.130 khach hang trong nim 2018 theo phat

trién tu nhién va dy an.
—Doanh thu hoat ddng san xuat kinh doanh dat 95,584 ty déng.
—Phén dau dat va vuot chi tiéu gia binh quan nudc sach 12.862 d/m*
—B4o toan va phat trién ngudn von ciia nha nude va doanh nghiép. Phan du

ty 1€ tra co tirc cao hon nam trudc.
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—Duy tri, két hop véi cac don vi lién quan dé bdo v€ ngudn nudc thd bén

viing, han ché 6 nhiém, tuyén truyén cong dong bao v€ ngudén nudc.

—Tiép tuc mé rong mang ludi cap nudc xa Hong Phong, xa An Hoa, xa Nam

Son, xa Tan Tién, xa Pai Ban, xa Lé Thi¢n, xa An Hong ctia huyén An Duong.
—Nang cao ning lyc truyén dan cua mang ludi cap nudc.

—Ap dung cong nghé va tién bo khoa hoc, tu dong héa vao quan 1y hé théng

cap nudc.

3.2 Mt s6 giai phap nang cao hiéu qua hoat déng quan tri ngudn nhin hre

Cong ty.
3.2.1 Hoan thién cong tac phan tich cong viéc

Pé nang cao hiéu qua cong tac phan tich cia Cong ty, can quy dinh 13 vai
tro, trach nhi€m cua timg ¢4 nhan c6 lién quan trong phan tich cong viéc dac biét
1a vai tro ctia can bo phong T6 chire hanh chinh phu trach phén tich cong viéc,
phéi hop giita phong T6 chic hanh chinh va trudéng cac phong ciing nhu trao
d6i, phan hoi v&i nguoi lao dong dé két qua phan tich cong viéc dam bao day

du, chinh xac ca vé ndi dung va hinh thuec....

Nang cao nang luc cia ngudi tham gia phan tich cong viéc: Pao tao can
bo chuyén trach thyuc hién phén tich cong viéc. Diéu kién tién quyét dé cong tac
phan tich cong viéc c6 hi€u qua thi can bd thyc hi¢n phan tich cong viéc phai
duoc dao tao vé chuyén mén, cac k¥ ning can thiét thong qua cac cudc hoi thao

hodc cac truong chinh quy vé phan tich cong viéc.

Hién nay, Cong ty mai phan tich cong viéc thong qua danh gid ctua trudng
cac bd phan. Do d6 Phong T6 chitrc hanh chinh cin xdy dung mau chung cho
van ban phan tich cong viéc tao diéu kién dé dang cho viéc quan 1y tai li€u, so
sanh vin ban phén tich cong viéc giira cac cong viéc cling nhu thong nhat xuyén

suot gitra cac vi tri cong vi€c, gitra cac phong ban chirc nang.
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Can x4y dung quy trinh phan tich cong viéc dé hé théng hoa, trién khai
mot cach thong nhét toan Cong ty thong qua cac budc thyc hién cu thé, sip xép
1o rang dé can bd phong T chirc hanh chinh va nguoi quan 1y truc tiép biét
dugc phai 1am nhiing gi, theo trinh ty nhu thé nao dé dat duoc két qua chinh xac
va déy dt nhét. Can ct vao thuc trang hoat dong quan tri nguén nhan luc tai
cong ty, d& xuat Quy trinh Phan tich cong viéc nhu sau:

Budc 1: Xéc dinh chirc danh, cong viéc can phan tich

Budc nay thuong do Phong T6 chitc hanh chinh dé xuat véi Giam doc
cong ty sau khi tham khao y kién cua truong cac bo phan.
Budc 2: Chuan bj phan tich cong viéc

Can bo phong Té chirc hanh chinh can trao doi voi quan ly lao dong truc
tiép vé ké hoach, cach thuc trién khai dé thuc hién phan tich cong viéc. Sau do
trinh v6i Giam ddoc dé phé duyét ké hoach thuc hién cling nhu cac don vi, ca
nhan lién quan thyuc hién.

Budc 3: Phan tich cong viéc

Phong T6 chirc hanh chinh s& xay dung miu phiéu chung giri trudong céc
phong ban, bd phan dé tién hanh thu thap thong tin lién quan ti cong viéc,
nhitng nhiém vu cy thé dugc thuc hién nhu thé ndo. Pong thoi xdy dung phiéu
diéu tra bao gdm céc cau hoi duoc thiét ké sin vé nhiém vu, hanh vi, k¥ ning,
kinh nghiém, cac diéu kién lién quan tdi thue hién cong viéc gri cho nguoi thuc
hién vi tri cong viéc can phan tich.

Sau d6 thu thap cac mau phiéu tir nguoi quan 1y truc tiép, nguoi lao dong
dé tong hop, phan tich cic thong tin trén phiéu.

Soan thdo Ban mo ta cong viéc thong qua cac thong tin thu thép duoc gt

cho truong cac don vi soat xét trude khi trinh Giam ddc duyét va ban hanh.

Budc 4: Ban hanh va luu trit ho so
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Sau khi Giam dbc Cong ty phé duyét, phong T6 chirc hanh chinh c6 trach
nhiém phét hanh t&i ting don vi dé thyc hién dong thoi luu trit vao tai liéu cia

cong ty.

Str dung két qua phan tich cong viéc ndy vao cac hoat dong quan tri
nguén nhan lyc khéac cua td chic nhu tuyén dung, dao tao, danh gia thyc hién
cong viée, cong tac thu lao lao dong dé dat dugc hiéu qua tot nhat.

3.2.2 Ké hoach héa nguon nhan luc

Hién nay, cong ty chua xdy dung ké hoach héa nguén nhan lyc do d6
khong xac dinh dugc nhu ciu veé nguén nhan lyc dé thuc hién muc tiéu cia to
chtc ¢ hi¢n tai va tuong lai.

Can xay dung ké hoach hoa ngudn nhan luc gin lién v6i ké hoach san xuat
kinh doanh ngan han, trung han, dai han dé dam bao du s6 luong va chat luong
nguoén nhan luc thye hién cong viée, dap Gmg muc tiéu cta to chirc.

Cac budc xay dung ké hoach hoa ngudn nhén luc:

Budc 1: Phan tich hién trang quan tri nhan luc cua td chirc.

Ngudn nhan luc cua Cong ty hién nay c6 sb lugng lao dong tré dong, chir yéu
trong do tudi tir 25 — 35 tudi, c6 trinh do dao tao cao. Mt khac, quy mo san XUt
ciia Cong ty on dinh nén nhu cdu vé nhan luc trong thoi gian ngin 14 khong
nhiéu.

Mit khac, ché d6 thu lao lao dong cua Cong ty kha tdt, co hoi nghé
nghi¢p 6n dinh 13 tiéu chi dé thu hat dugc doi ngili lao dong co trinh do, tay
nghé.

Tuy nhién, theo quy ché cta coéng ty, Thoa uéc lao dong cd quy dinh vé
d6i twong tuyén dung trong d6 tudi tir 20 — 30 tudi, trinh do dao tao tir cao dang
tré 1én. Pong thoi nguoén tuyén mo chit yéu tir ndi bo cong ty nén ngudn lao

d6ng nay mot phan bi gidi han.
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Budc 2: Du bao cau nhan luc

Phan tich, xac dinh nhu cau vé nhan luc caa tirng vi tri chuc danh, phong
ban, t6 chirc theo tung thoi ky nhéat dinh. Can ¢t vao muc tiéu hoat dong san

xuat kinh doanh tur d6 xac dinh dugc s6 luong, co cau nhan lyc can thiét.

Budc 3: Du doan cung nhan luc

Hién nay, cong ty chi sit dung ngudn tuyén md thong qua sy gidi thi¢u cua
lanh dao, can by cong nhan vién trong cong ty nén nguodn cung ing lao dong nay

s& bi han ché mot phan, khong dugc doi dao va c6 thé bi dong

Budce 4: Giai phap khac phuc mat can doi cung — cau.

Tt viéc phan tich, duy doan cung va cau nhan luc cua t6 chirc dua ra mét
sO giai phap cu thé dé dadm bao s6 luong, chat lugng nguén nhan luc cho t6

chuec.
-Truong hop thiéu lao dong thi:

+Boi dudng, dao tao lai lao dong dé ho co6 thé thuc hién duogc cong vigc
moi ma khong can tuyén méi.

+Dé bat, bd nhiém nguoi lao dong trong td chitc dé ho co thé hoan thanh
cong viéc, nhi¢ém vu & vi tri cao hon;

+Huy dong nguoi lao dong lam thém gio.
- Truong hop thtra lao dong:

+Thuyén chuyén lao déng tir bo phan thira sang bd phan thiéu nhan lyc:
Tuy nhién, truéc khi thuyén chuyén, Cong ty van dong, phéan tich cho
nguoi lao dong dé ngudi lao dong dong ¥ thuyén chuyén, thong bao cho
ngudi lao déng biét trude 03 ngay 1am viéc. Bong thoi hai bén tién hanh
stra d6i noi dung vé cong viéc trong ban Hop dong lao dong, cong ty to
churc tap huén, dao tao lai lao dong.

+Giam gio 1am viéc trong ngdy, tuan, thang,
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+Van dong nguoi lao dong vé huu sém

+Van dong ngudi lao dong thoa thuan chadm dit hop dong lao dong.
- Truong hop ngudn nhan luc du dap tmg thi:

+Thuc hién chuong trinh dao tao, phat trién va nang cao chuyén mén, ky
nang cho nguoi lao dong dé co thé dap tmg voi su thay ddi ciia khoa hoc

cong nghé;

+B6 tri, sép xép lai nhan vién dé dat duoc hiéu qua cao hon;
+B6 nhiém, thing chirc cho nhéan vién c6 nang luc va pham chat;
3.2.3 Hoan thién cdc budc trong quy trinh dao tao va phdt trién nguén nhan luc.
Phuong phéap xic dinh nhu cau ddo tao: hién nay céng ty méi xac dinh
nhu ciu ddo tao dya vao dé xudt cta cac truong phong ma chua quan tdm t6i nhu
cau, nguyén vong tir phia nguoi lao déng nén hiéu qua dao tao chua cao. Do do
dé cong tac dao tao mang lai hiéu qua tét hon thi cong ty can xem xét dén nhu
cau ddo tao cua ngudi lao déng thong qua phong van truc tiép ngudi lao dong
hodc x4y dung bang cau hoi vé nhu cau dao tao roi guri cho can bd céng nhan

vién trong cong ty. C6 thé xay dung bang ciu hoi nhu sau:
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Bang 3.1: Phiéu diéu tra nhu ciu dao tao ciia ngudi lao dong

UBND THANH PHO HAI PHONG
CONG TY CP KD NUOC SACH SO 2 HP

‘ PHIEU PIEU TRA
NHU CAU PAO TAO CUA NGUOI LAO PONG

Pé nang cao chat luong dao tao va phat trién ngudn nhan lyc ctia Cong ty,
phong T6 chie hanh chinh tién hanh tham do nhu cau ddo tao ciia tit ca can bod
cong nhan vién trong cong ty.

Ong/ba xin vui long khoanh tron vao cau tra 15i pht hop véi ban than nhat.

Thong tin chung:

Cau 1: Ong/ba hai 10ng vé cong viéc ciia minh khong?

1.R4t hai long 3. ft hai long

2.Hai long 4. Khong hai long
Cau 2: Ong/ ba ¢6 quan tam t&i cac khoa dao tao, 16p tip huan cua cong ty
khong?

1.R4t quan tim 3. Binh thuong.
2.Quan tam 4. Khong quan tam.

Cau 3: Ong/ ba mudn tham du cac 16p dao tao vé?
1.Quan tri nhan su 4. Tai chinh, ké toan, thué.
2.Chat luong nuéce 5. Giao tiép khach hang
3.Nghiép vu du an, cong trinh 6.Khac:....................

Cau 4: Ong/ba mudn dao tao dé?
1.Thuc hién coéng viéc tot hon 3. Nang cao k¥ ning, trinh d6 mong muén
2.Tang luong 4. Khac:.......cooviiii.
Cau 5: Ong/ba mudn dao tao theo phuong phap nao?
1. Tham du cac 16p tap huin,hoi nghi.
2.DB1 hoc tai cac truong chinh quy.
3.T6 chte cac 16p hoc tai doanh nghiép.

AKhAC ..o
Cau 6: Tho1 gian dao tao bao lau?
1.1 -2 ngay 3. Vai thang
2.1 -2 tuan 4. Khac........oooeeiinniii,
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Bén canh d6, cong ty can c6 chinh sach chién luoc chi tiét 16 rang vé cong
tac dao tao dé xac dinh dugc cu thé dbi tuong s€ tham gia dao tao véi sb lugng,
co cau nhu nao, thoi gian 14 bao lau dé tir 46 huy dong nguon tai chinh dé chuan
bi cho chuong trinh dao tao.

DPéi véi nhitng khoa hoc dai han, cong ty co thé xem xét, hd tro mot phﬁn
chi phi cho qua trinh hoc nhu tién hoc phi, dé khuyén khich ngudi lao dong nang
cao trinh d9, chuyén mon, k¥ ning nghé tir 46 ning cao nang suat lao dong. Tuy
nhién chi nén 4p dung cho ddi tuong 1a lao dong quan 1y.

Cong ty can bd sung danh gia chuong trinh va két qua dao tao dé biét
duoc két qua hoc tap cta ngudi lao dong nhu thé ndo, 4p dung vao viéc thuc hién
két qua cong viéc ra sao. DPé viéc danh gid dugc chinh xac co thé st dung cac
bién phap:

+Phong van, st dung bang cau hoi dé nguodi lao dong tu danh gia chuong

trinh dao tao, muc do tiép thu kién thirc ctia minh sau khéa hoc, budi
hoc.

+Theo doi, téng hop, danh gid viéc thuc hi¢n cong vi¢c, nang suat lao

dong, kha nang xur 1y cong vi¢c cua nguoi lao dong trudc va sau khi
duoc dao tao.

+So sanh qué trinh va két qua lao dong cua nhitng ngudi lao dong chua

duoc dao tao va di dugce dao tao dé théy dugc su chénh Iéch. Trong
truong hop phai so sdnh voi nhitng nguoi cung thuc hién cong viéc.

Ngoai ra dé cong tac dao tao duoc sir dung mét cach co hiéu qua, Cong ty

can dua ra ké hoach sir dung nguén nhan lyc sau dao tao dé tan dung duogc
nguén nhan lyc phu hop vdi cong viée, dem lai hi€u qua cao déng thoi tao dong
luc cho nguoi lao dong tim toi, hoc hdi, nang cao trinh d9, tay nghé dac biét la
ddi voi nguoi lao dong tham gia khéa dao tao dai han, tai cac truong chinh quy.
Pé khuyén khich nguoi lao dong tham gia cac khoa hoc thi Cong ty phai

tao diéu ki¢n t6t hon nita cho cdn b cong nhan vién tham gia cac khoa hoc dat
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két qua cao nhu: Hudng nguyén luong va cac ché do khac trong thoi gian tham
gia khoa hoc, bd tri thoi gian hoc tap hop 1y, han ché murc toi da cac budi hoc
vao cac ngay nghi, co thé bd tri nguoi lao dong sau khi dao tao vao vi tri co
trach nhiém cao hon, muc luong tét hon, ding véi chuyén mén, nguyén vong
ctia ho. Pong thoi ciing ra quy ché thuong ddi vi ngudi hoan thanh tét chuong
trinh ddo tao va phat cho nhitng ai khong hoan thanh chuong trinh dé nang cao

chét luong dao tao.
3.2.4 Lwong héa cdc tiéu thirc dé ddnh gid thwc hién céng vigc

Dénh giéd thuc hién cong viéc 12 mot van dé nhay cam, anh hudng téi vige
chi tra tién luong, tién thuong, co hoi thiang tién, ky luat, sa thai ciing nhu ké
hoach dao tao va phat trién. Viéc danh gia khong ding s& dan toi su chan nan,
khong c6 dong luc 1am viée tir d6 khong hoan thanh cong viée, tham chi giy mat
doan két. Do d6 can phai xay dung b chi sb cu thé cho tung vi tri cong vige dé
danh gia mot cach chinh xac, cong bang.

Pé xuit xay dung chi s6 KPI (KPI — Key Performance Indicator: chi sd
danh gia hiéu suit c6t yéu) trong danh gia thuc hién cong viéc. Sau day 1a vi du
vé viéc x4y dung KPI trong danh gia thuc hién céng viéc cia phong T6 chirc
hanh chinh.

Budce 1: Xac dinh muyc ti€u cua phong ban, bd phan can cur trén muc tiéu, chién
lugc phat trién timg thoi ky cua cong ty.

Cin clr vao muc tiéu ciia Cong ty, xac dinh muc tiéu cua Phong T6 chirc
hanh chinh bao gém:

—Pam bao 100% ngudi lao ddng dugce cip phat day du, kip thoi phuong
tién bao v€ ca nhan.

—Pam bao 100% cac ché do luong, bao hiém xi hoi, bao hiém y té va

90% ché d6 phtc lgi, chinh sach ctia nguoi lao dong dugc thuc hi¢n dung.
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—Pap tng trén 80% nhu cau nhan sy cd vé s6 lugng va chat lugng.

—Pam bao 100% cac hoat dong hanh chinh cia cong ty dién ra thong suét,
khong dé tinh trang 16i mang, hé théng dién thoai, trang thiét bi anh huong téi

hoat dong san xuét kinh doanh.
Buéce 2: Xéc dinh nguoi xay dung KPI

Pé dam bao sy khach quan va chinh xdc nén chon ngudi xay dung 1a
truong bo phan, phong ban két hop véi can bd phong T chtrc hanh chinh va
phai to chtrc hudng dan, dao tao cho nhitng ngudi dugce lya chon cach thuc va
trién khai xay dung KPI truéc khi di vao thuc hién. Pong thoi can phd bién va
giai thich cho nhén vién, bd phan biét vé quy trinh ciing nhu muc dich xay dung.
Trong trudng hop nay, ngudi xay dung KPI chinh 13 phé phong T chtrc hanh
chinh (phu trach phong) va can bd cua phong phu trach cong tac danh gia thuc
hién cong viéc.

Budéc 3: Xac dinh trach nhiém chinh cua vi tri chtc danh can xay dung KPI

V&i mdi vi tri chic danh thi nguoi xdy dung KPI can chi ra mot sb trach
nhiém chinh ma nguoi ddm nhan vi tri cong viéc nay phai thuc hién (mo ta cong
viéc). Cac trach nhiém chinh nay 1a co s¢ dé xdy dung hé théng chi s6 KPIL Do
do, cac trach nhiém néu ra phai 1o rang, cu thé va co thé thuc hién duoc.

Hién tai, phong T6 chirc hanh chinh c¢6 04 vi tri chirc danh: Phé phong
phu trach phong, nhan vién nhan sy, 14i xe va nhan vién 1€ tan hanh chinh .

Duya vao ban mé ta cong viéc xac dinh cac nhiém vu chinh cua cac chuc
danh can xay dung. O day dé cap t6i chizc danh: Nhan vién nhén su.

Nhéan vién nhan su phai thuc hién cidc nhiém vu: Xay dung, gidm sat viéc
thuc hién cac quy ché, ndi quy vé cong tac t6 chirc lao dong; Xdy dung ké
hoach, quy ché, phuong an phan phéi, str dung qu¥ tién luong, quy khen thudng

va quy phuc loi; Lap ké hoach nguén nhan lyc va thuc hién cong tac tuyén dung,
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dao tao cho cac bd phan ciia Cong ty; Dbi chiéu ting giam, lam thi tuc thanh
toan tién dong BHXH, BHYT, BHTN hang thang; Giai quyét ché d6 cho nguoi

lao dong.
Budc 4: Xéc dinh cac chi sé KPI (chi s6 danh gia)

Trudce hét phai xac dinh dugoc mirc d0 ky vong vé€ sy hoan thanh cong vi¢c va
nhiing trong tam trong cong viéc can danh gia. Tu do lya chon, sang loc cac chi

s0 danh gia thuc hién cong viéc.

Viéc danh gia thuc hién cong viéc ctia mdi vi tri chitc danh bao gém danh
gia cong viéc chuyén mon va danh gid y thuc ky luat. Tuong ting vé1 no 1a 2
nhom KPI danh gié thuc hién cong viéc chuyén mon va KPI danh gia y thac ky

luat.

Nhom KPI danh gia thuc hién cong viée chuyén mon: O budc 3 ta xac
dinh dugc cac nhiém vu chinh cta vi tri nhan vién nhan sy, qua d6 xac dinh

trong tdm can danh gia.

Vi du: Nhiém vu tuyén dung, ta xac dinh trong tam can danh gia 1a kha
nang dap ung yéu cau ciia mg ctr vién ca vé s6 lugng, chat lugng. Bén canh do,
dua vao muc tiéu cua phong 1a dap Gng trén 80% nhu cau nhan sy ca vé sb
lugng va chét lugng. Tur d6,lua chon chi s6 danh gia la:

Ty 1é dap ung yéu cau tuyén dung vé sb luong= S6 lao dong thuc té/ s6
lao ddng dinh bién cua cac bd phan.

Ty 1€ nhan vién hoan thanh thu viéc = sb lao dong dugc ky hop déng sau
khi thir viéc/ tong sb lao dong trung tuyén.

Nhom KPI danh giad y thirc y luat dua vao viéc thuc hién cac ndi quy lao
dong, thoa udc lao dong tap thé. Chi sd danh gia cia nhém nay co thé ap dung
cho nhiéu vi tri chtrc danh cong viéc. Dua vao mirc d6 anh huéng cua nhing sai

pham vé chap hanh ndi quy vi duy nhu ty 1€ di mudn v€ sém trong ky= s6 lan vi
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pham cua c4 nhan/tong sb vi pham ctia bd phan; ty 18 vi pham = tong sd vi pham

ctia ca nhan/tong s6 vi pham cta bd phan trong ky danh gia.
Tuong tu ta tién hanh v&i cac nhiém vu khéc

Budc 5: Xac dinh mirc d§ di€ém so cho cac két qua dat dugc va cadc ngudng muc

tiéu/hi¢u qua hoat dong.

Sau khi xac dinh dugc hé thong chi s6 danh gid, s€é xac dinh cac muac do diém
can dat duoc cho tung chi s6 va cdc ngudng muc ti€u cu thé. Mo1 mot mirc do
hoan thanh cong viéc co thé chia ra thanh 2 — 5 mirc d6 diém so. Viéc chia nhd

cac muc d6 diém sé gitip danh gia mot cach khach quan nhung ciing gip kho

I'4
A

khan trong viéc xac dinh di€ém so.

Véi chuc danh, nhiém vy lga chon minh hoa & budc 4, lya chon thang
diém tir 1 dén 5 theo mirc dd hoan thanh cong viéc tang dan. Mtc diém 3 1a
hoan thanh cong viéc theo chi tiéu duoc giao, mirc 1 va 2 dung dé danh gia murc
do khong hoan thanh cong viéc, mirc 4 va 5 dang gid mirc d§ hoan thanh cong

vi€c vuot chi ti€u giao.

Sau d6 x4c dinh trong s6 giita cdc nhom cong viée ctia mdi chirc danh can
ctr vao khéi luong cong viée, mirc d6 anh huong cua cong viée d6 t6i két qua
thuc hién cong viéc, muc ti€u cua phong cua t6 chtrc. Vi du nhan vién nhan su:
ty trong cta nhiém vu dao tao va tuyén dung la 15% (do nhan sy tai cong ty 1a
nhirng nguoi c6 kinh nghiém, trinh dg, bién dong nhan sy khong nhiéu nén nhu
cAu tuyén dung va dao tao it), nhi€ém vu vé lvong, thudong, phuc loi chiém khdi
luong cong viéc nhiéu, co vai tro quan trong trong cong tac quan tri nhan luc

nén chiém ty trong 40%...

Viéc xac dinh trong sé cho nhém KPI phy thudc vao tinh chat va tinh hinh

thuc hién cong viéc thuc té.

Tinh diém cho céc chi s6 danh gia
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Diém trong s6 = diém tuyét d61 x trong sO tuong g cua chi so

(diém tuyét ddi 1a cac diém tir 1 — 5 dugc xac dinh bang cach so sanh két

qua thyc hién cong viéc so vdi chi tiéu duoc giao).

Tong hop cac diém trong sO cua cac chi sO danh gia, ta xac dinh dugc

tong di€m cho vi tri cong viéc.

Vi du: Tong di€ém cong viéc cua nhan vién nhan sy = Biém tuyén dung +

diém dao tao + diém lwong, thuéng + diém BHXH, BHYT, BHTN.

Tong diém cudi cing = téng diém y thirc ky luat + téng diém cong viéc
chuyén mén. Cian cir vao muc xép loai diém theo thir hang dé danh gia két qua

thuc hién cong viéc.
Loai 1: C6 diém binh quan tir 1 dén 2 diém
Loai 2: C6 diém binh quan tir 2 dén 3 diém
Loai 3: C6 diém binh quén tir 3 dén 3,5 diém
Loai 4: C6 diém binh quan tir 3,5 dén 4,5 diém
Loai 5: C6 diém binh quén tir 4 dén 5 diém
Budc 6: Lién hé gitra két qua danh gia KPI va luong, thudng

V6i mdi khung diém sd cu thé nguoi xay dung hé thong KPI s& xac dinh moi
lién hé giira két qua danh gia va cac mirc dai ngd cu thé.
- C4 nhan dat két qua KPI loai 5 duoc huéng 140% luong hiéu qua.
- C4 nhan dat két qua KPI loai 4 duoc huéng 120% luong hiéu qua.
- C4 nhan dat két qua KP1 loai 3 duoc hudng 100% luong hiéu qua.
- C4 nhan dat két qua KPI loai 2 huong 70% luong hiéu qua.
- C4 nhan dat két qua KP1 loai 1 huong 50% luong hiéu qua.

86



3.2.5 Hodn thién céng tic tuyén dung.

Hién nay nguén tuyén méd cua doanh nghiép mdi chi lay tir ngudn noi bo,
thong qua su gidi thiéu cua lanh dao cong ty, can bd cong nhan vién trong to
chic. Do d6, dé nang cao chat lugng ngudn nhan lyc thi cong ty can da dang hoa
cac ngudn tuyén dung dic biét nguon tuyén dung tir bén ngoai t6 chiic dé nang

cao chat luong ngudn tuyén dung.

Viéc xac dinh, lua chon nguén tuyén dung da dang, dung dan 1a yéu té giup
t6 chitc c¢6 duge luong Gmg vién 16n va dap tng dugce yéu cau vé trinh do, ky
ning. Sau mdi dot tuyén dung can xem xét danh gia hiéu qua tir cic ngudn tuyén
mo tir d6 xac dinh va duy tri ngudn cung cap ung cir vién chét luong tir d6 giam

chi phi, thoi gian tuyén dyng.

Song song véi viéc da dang héa cac ngudn tuyén mo 13 viéc da dang hoa
cac hinh thic thong bdo tuyén dung qua truyén théng, qua trang bdo, mang,
trung tAm gidi thiéu viéc 1am. Pay 1a nhitng kénh thu hut kha nhiéu tng ctr vién
c6 trinh do, chuyén moén cao

Trong quy trinh tuyén dung can bo sung thém budc thi tric nghiém va
phong van chuyén sau dé co thé danh gia va lwa chon duoc tmg cir vién dap tng
duoc trinh d6, k¥ nang, kinh nghiém lam viéc phii hop nhat. Pong thoi bo sung
thém khau danh gia sau tuyén dung dé thy duoc nhimg vu va nhugce trong cong
tac tuyén dung dé tir d6 diéu chinh cho phu hop, dem lai hiéu quéa trong khau
tuyén dung cung cap cho Cong ty mot doi ngii lao dong du vé sb lugng va chat

lugng.

Bén canh d6, dé hoan thién cong tac tuyén dung, Cong ty can b sung va
dao tao can bo tuyén dung. Viéc tuyén dung ctia cong ty hién nay chu yéu do
lanh dao cong ty thuc hién, phong To chtrc hanh chinh ¢ trach nhiém tong hop
va bao c4o hd so nhin sy cua cac Gmg ctr vién. Do do, hiéu qua cia cong tac

tuyén dung chua cao. Can bd sung thém can bd phong To chirc hanh chinh,
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ngudi quan 1y truc tiép cia vi tri tuyén dung hodc lao dong lanh nghé dé thuc
hién cong tac tuyén dung thi chét luong ngudn lao dong tuyén méi duge dam
bao, dap tng dugc yéu cau cua cong viéc.

Cai thién diéu kién vat chat, moi truong lam viéc 1a mot yéu té anh huong
khong nho dén két qua tuyén dung. Mot to chirc ¢6 co sé ha tang khang trang,
sach dep, trang thiét bi hién dai sé& tao nhiing hinh anh dep trong mét cac ung cu

vién tir d6 thu hut dugc nhiéu tng cur vién hon.
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PHAN KET LUAN

Mobi doanh nghiép ton tai va phat trién bao gdm rat nhiéu hoat dong nhu
hoat dong san xuét, hoat dong tai chinh, hoat dong quan 1y khach hang, hoat
déng quan trj ngudn nhan lyuc... trong d6 hoat dong quan tri ngudn nhan luc
dong vai trd quan trong, tic dong 1én cac hoat dong khac dé hoan thanh muc

tiéu, chién lugc ctia doanh nghiép.

Quan tri ngu@)n nhan luc 13 tit ca cac hoat dong dé thu hut, xay dung, phat
trién, giit gin luc luong lao déng phu hop véi yéu cau cua to chic vé mit sb
lugng va chét lugng nhu hoat dong ké hoach hoa nguén nhan lyc, phan tich
cong viéc, tuyén dung lao dong, dao tao va phat trién nguén nhan luc, bd tri

nhan lyc, thu lao lao dong.

Qua nghién ctru thue té tai Cong ty Co phan Kinh doanh nuéc sach sb 2
Hai Phong, ta thiy cong ty d3 tra trong cong tac ngudn nhan lyc nhu phan tich
cong viéc, hé théng thu lao lao dong véi cac ché do, chinh sach c6 lgi cho nguoi
lao ddng, mdi trudng 1am viéc ning dong, lanh manh. Bén canh do6, van con han
ché vé cong tac hoach dinh nguén nhan lyc, chua xay dung chuong trinh du bao
cung — cau nhan lyc ciing nhu dua ra ké hoach giai phap dé thuc hién trong
truong hop thira, thiéu lao dong. Cong tac tuyén dung chua hiéu qua do nguén
tuyén md con han ché. T nhitng mit con han ché d6, dé xuat mot sd giai phap

nham nang cao hoat dong quan tri ngudn nhan lyc tai Cong ty.
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