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LOI CAM ON

Loi cam on dau tién toi xin danh cho gia dinh t6i — diém tua viing chac
cling 13 ngudn dong vién to 16n cho t6i ving tin va phan dau qua timg giai doan
hoc tap va nghién ctru. Bén canh do, t6i luén nhan duoc su tan tinh giup do cia cac
théy c6 trong khoa Quan tri kinh doanh, trueong Pai hoc Dan 1ap Hai Phong; cac nha
khoa hoc, cac nha quan tri ciing toan thé Ban Giam DPéc va can b, nhan vién cac
phong Lao dong tién lwong, phong Tai chinh ké toan, Phong Quan 1y chat luong,
Phong An Toan, Phong Chinh Tri, Phong Ky Thuat Cong Nghé Cong ty TNHH
Mot thanh vién 189 da gitp t6i da hoan thanh chuong trinh hoc va nghién cuu luan
van véi dé tai “Tao déng lwe lao dong tai cong ty TNHH Mgt thanh vién 189-Bé
Quéc Phong”

bic biét toi xin chan thanh cam on TS. Nguyén Thi Hoang Pan di tao moi
diéu kién va tan tinh huéng dan, chi bao va giap d& t6i trong qua trinh nghién
clru @@ tai.

Trong qua trinh nghién ctu, mic du di c6 nhiéu cb ging dé hoan thién luan
van, nhung do thoi gian, kién thic con han ché nén chac chan khong thé tranh
khoi nhitng thiéu sét. Vi tinh than cau thi, ban than toi rAt mong nhan duoc
nhitng ¥ kién dong gop chan thanh cta moi nguoi vao ndi dung cia luan van, dé
luan van dugc hoan thién va c6 thé ap dung duogc vao thuc té tai Cong ty TNHH

Mot thanh vién 189.

Xin chan thanh cam on!

Hai Phong, ngay thang nam 2018

Tac gia

Vii Vin Dién



LOI CAM POAN

T6i xin cam doan tat ca ndi dung ctia Luan vin 1a cong trinh nghién ctru cia
cd nhan t6i, dudi sy huéng dan khoa hoc cua TS. Nguyén Thi Hoang Pan -
Truong DH Déan Lap Hai Phong.

Nhimg so li¢u, tu liéu dugce st dung trong ludn van c¢6 nguon goc 1 rang trung

thye va chua timg dugc cong bd trong bat ctr cong trinh nghién ctru nao trude day.

To61 xin hoan toan chiu trach nhi¢ém vé nhiing 161 cam doan nay trudc Hoi

dong.

Hai Phong, ngay  thang nam 2018

Tac gia

Vii Vin Dién
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PHAN MO DAU
1. Tinh cap thiét ciia dé tai

Quan doi tham gia san xuat, xay dung kinh té, gop phan ciing toan Pang, toan
dan phat trién kinh té - X4 hoi 1a chi truong dang dan cua Pang, Nha nuéc ta. Quan
doi ta 1a quan doi cach mang, “doi quan chién dau, doi quan cong tac, doi quan lao
d6ng san xuat”, tir nhan dan ma ra, vi nhan dan ma chién d4u, vi nhan dan phuc vu.
Chtric nang co ban d6 cua Quan d6i nhan dan Viét Nam duoc xac lap quy dinh ngay
tir ngdy dau thanh 1ap va duoc khang dinh, phat huy trong sudt ching duong xay
dung, chién dau, truong thanh hon 70 nim qua. Boi vy, du ¢ bat ctr diéu kién, hoan
canh nao, ciing v6i thuc hién tét nhiém vu bao vé thanh qua cach mang, Quén doi ta
ludn chu dong, tich cuc tham gia lao dong san xuat, xay dung kinh té bang hinh thuc,
bién phap phu hop, dung dinh hudng cia Bang. Cac doanh nghiép Quan déi da ludn
ddi méi, sang tao, nang cao hidu qua san xuat, kinh doanh gan véi thuc hién nhiém vu
qudc phong, hoat dong theo diing phép luat ciia Nha nuéc, quy dinh caa Bo Quéc
phong; san xuit ngay cang nhiéu san pham chat luong cao phuc vu quéc phong va xa
hoi, tao viéc 1am, thu nhap on dinh cho hang chuc nghin lao dong, bao dam an sinh x4
hoi. Thyc tién trong suy thoai kinh té thoi gian qua, cic doanh nghiép quan doi van
dung vimg trén cac dia ban chién lugc. Pac biét, da xuat hién nhiing thuong hiéu
manh caa cac doanh nghiép quan doi, khang dinh sy ting truéng viing chac va dinh
huéng 5 chién lugc phat trién & cac linh vuc nhu: Buu chinh - vién théng c6 Tap
doan Viettel, Cang bién c6 Tong cong ty Tan Cang, Tong cuc cong nghiép Qudc
phong c6 cac don vi dong tau, Ngan hang co MB...

Cong ty TNHH MTV 189-B6 qudc phong & doanh nghiép qudc phong- an
ninh tryc thuoc Bo Quédc Phong, 1a san pham tir tu duy d6i mai caa Pang va Quan
iy Trung wong vé viéc két hop chit ché hai nhiém vu xay dung- bao vé To quéc.
Trai qua 29 nam xay dung va phat trién, Cong ty da khong nging Ién manh viing
chic va da tré thanh mot trong nhimg don vi déng tau hién dai bac nhat cho Bo
qudc phong va c6 nhiéu uy tin ddi voi khach hang trong va ngoai nude, gbp phan

tich cuc vao su phat trién kinh té- xa hoi caa dat nuéc.



Ciing nhu phan 16n cic doanh nghiép dong tau khac ca trong va ngoai quan
d6i, Cong ty TNHH MTV 189-B6 qudc phong phai d6i mit véi bai toan vé hiéu qua
kinh doanh, vin dé quyét dinh dén sy ton tai va phat trién cta doanh nghiép. Cong
ty ludn xac dinh ngudn luc con ngudi 13 quan trong nhét. Trong nhing nim vira qua,
cong ty dd co nhimg hoat déng nham tao déng luc lao dong cho toan thé can b, cong

nhan vién ctia cong ty nhung két qua dat dugc chwa thyc sy cao.

Tt nhitng van d& néu trén, toi quyét dinh chon dé tai: “Tao déng lwc lao
déng tai cong ty TNHH MTV 189-B quéc phong” 1am luan van thac sy Quan tri

kinh doanh cua minh.
2. Tong quan nghién ciru

Mot s6 dé tai nghién ctru tiéu biéu vé tao dong luc lao dong ma cac tac gia
trudc da nghién ciru.

Tac gia Lé Thi Kim Chi trong luan an“Vai tro déng luc cia nhu cau va van
dé chi dong dinh hieéng hoat dong ciia con nguoi trén co sé nhdn thicc nhu cau”
cia minh da phan tich nhu cu va vai tro dong luc trong su phat trién xa hoi. Trong
luan an, tac gia cling chu dong dinh hudng hoat dong ciia con nguoi trén co sd nhan
thirc cac nhu cau. Ngoai ra luan 4n ciing chi ra nhitng nhu cau cip bach & Viét Nam
hién nay can tap trung giai quyét va mot sé giai phap dinh hudng nham tao dong hrc
cho su phat trién.

Trong ludn 4n cua tac gia Vi Thi Uyén (Pai hoc Kinh Té Quéc Dén, 2008)
vé “Tao dong luc lao ddng quan Iy trong cic doanh nghiép nha nuwdéc ¢ Ha Néi va
& Viét Nam dén nam 2020, tac gia da nghién ctru vé tao dong luc cho lao dong
quan ly trong cac doanh nghiép nha nudc & Ha Noi dén nam 2010 tic gia dd phan
tich thuc trang ctuia cong tac tao dong luc lao dong trong cac doanh nghi¢p nha
nudc, dong thoi dé xuat cac giai phap nham tao dong luc cho cac doanh nghiép nha
nudc qua cac giai doan khac nhau.

Trong ludn an “Phdt trién nguon nhdn lec trong cdc doanh nghiép néng san
khu viee phia Nam” cia tac gia Nguyén Thé Phong (Pai hoc KTQD Thanh phd Ho
Chi Minh, 2010) di phan tich thyc trang ngudn nhan lyc trong cac doanh nghiép



nha nude trong linh vyc kinh doanh ndng san khu vuc phia Nam va dé xuat cac giai
phap dé phat trién.

Véi luan an “Chinh sach tao dong luc cho can by cong churc ccfp xd (nghién
cuu trén dia ban tinh Nghé An)” cia tac gia Lé Pinh Ly (Pai hoc KTQD, 2012) da
hé théng hoa lam rd nhiing van dé 1y luan co ban vé dong luc va chinh sach tao
dong luc cho can bd cong chirc cdp xa trén dia ban tinh Nghé An, tir d6 dé xuét
nhimg giai phap hoan thién chinh sach tao dong Iuc cho can bd cong chirc cap xi &
Viét Nam trong thoi gian téi.

Tac gia Tran Thé Hung trong dé tai “Hoan thién co ché qudn 1y tién hrong
trong nganh dién lyc Viét Nam” (Pai hoc KTQD, 2008). Luén an tién si cua tac gia
dd nghién ciru nhiém vy hoan thién cong tac tién luong tién thuong, thu lao lao
dong, déng thoi bd tri phan cong cong viéc dé tao diéu kién tao dong luc dé nguoi
lao dong hoan thanh nhi€ém vu trong nganh dién Viét Nam.

Pé c6 thé dua ra dugc nhing giai phap tao dong luc lao dong mot cach phu
hop, ludn van dya trén cac co sé li luan, cac quan diém khac nhau vé dong lyc lao
dong, cac nghi quyét cua trung wong Pang, nghi quyét cia Bo Qudc Phong, nghi
quyét ciia Tong cuc Cong nghiép Qubc phong nodi chung va nghi quyét ciia cong ty
TNHH MTV 189 noéi riéng. Trén co sé phan tich nhu cau phat trién ctia nganh déng
tau trong giai doan trudc va thyuc trang cuia cong ty trong giai doan hién nay, dua ra
dugc nhiing gidi phép hiru ich.

Xuét phat tir nhiém vu san xuat - kinh doanh ctia céng ty TNHH MTV 189
trong thoi gian tdi, ngoai cac yéu td k¥ thuat, viée co cau lai té churc, sip xép lai
nhan sy mdt cach gon nhe, boi dudng nang cao trinh dg, két hop voi cong tac tuyén
dung nhan sy phu hop s& gop phan lam cho cong ty hoan thanh tét nhiém vu duoc
giao. Cac kién nghi cua dé tai luan vin s& cung cap nhitng luin c khoa hoc giup
cho Pang ty, Ban Giam ddc cong ty TNHH MTV 189 hoach dinh cac chinh sach vé
quan 1y; vé tao dong luc lao dong trong cong ty dé dap img duoc cac yéu cau, nhiém

vu cua DPang, Nha nudc, Quan ddi va nhan dan giao pho.



Nhu vay, tuy da c6 mot s6 nghién clru dé cap vé tao dong luc lao dong tai cac
doanh nghiép, nhung chwra c6 nghién ctru nao xem xét mot cach hé thdng vé van dé tao
dong luc lao dong tai tai cong ty TNHH MTV 189 tho1i gian qua.

Péi v6i cong ty TNHH MTV 189 thi san xuat 1a chirc ning chinh cta doanh
nghiép. Cung voi chtrc ning Marketing va chtrc ning tai chinh no tao ra thé vimng
chic ctia mdi doanh nghiép. Do d6 cong tac tao dong luc lao dong 1a mdt trong céac
yéu t6 truc tiép tac dong dén ning suit lao dong do d6 néd anh huong truoc tiép dén
két qua hoat dong san xuat cua Cong ty. Tuy nhirg nim gin dy cong tac tao dong
lyc lao dong cua cong ty TNHH MTV 189 di dugc quan tdm nhidu nhung van con
nhiéu bét cap nhu: Trinh d6 quéan 1y khong dong déu, doi ngii ky su tré con thiéu
kinh nghi¢m, kha nang nghién ctru khoa hoc, kha nang tu hoc, tu boi dudng du co
nhiéu ¢ gang nhung van con & mic d6 thap. Vi nén kinh té thi trudng c6 tinh toan
cau hoa hién nay, cac doanh nghiép luén bi dit trong tinh trang canh tranh gay git,
ngay cang khdc liét vi su séng con cua chinh minh thi viéc tao dong luc lao dong 1a
yéu td tat yéu dé doanh nghiép c6 thé ton tai va phat trién mot cach viing chic trén
thi truong. Do vay, viéc nghién ciru va tim ra cac giai phap dé tao dong luc lao dong
khong chi cé ¥ nghia vé mat 1i thuyét ma né con c6 y nghia vé mat thyc tién. Néu
phan tich rd duoc nguyén nhan nhitng bat cap trong cong tac tao dong luc lao dong

thi c6 thé dé ra duoc cac bién phap phu hop v6i yéu cu cia cong ty.
3. Muc dich nghién ciru
3.1. Muc tiéu chung

Nghién ctru van dé tao dong Iuc cho ngudi lao dong trong doanh nghiép va
tir &6 dua ra cac giai phap tao dong luc lao dong nham nang cao hiéu qua san xuét

kinh doanh
3.1. Muc tiéu cu thé

- Hé thong hoa co sd 1y ludn vé tao dong luc lao dong trong doanh nghiép.



- Phan tich thyc trang cong tac tao dong luc lao dong cua cong ty TNHH
MTV 189 dé dua ra nhitng uu diém va han ché anh huong dén hiéu qua san xuat
kinh doanh.

- Pé xuit mot sb giai phép trong tao dong luc lao dong nham nang cao hi¢u

qua san xuat kinh doanh ciia cong ty TNHH MTV 189.
4. Cau héi nghién ctru
- Tao dong luc cho nguoi lao dong 1a gi?

- Thyc trang tao dong luc lao dong cua Cong ty TNHH MTV 189 nhu thé

nao?

- Tai sao phai tao dong luc lao dong tai Cong ty TNHH MTV 1897

- Lam thé nao dé tao dong lyc lao dong tai Cong ty TNHH MTV 189?
5. P6i twong va pham vi nghién ciu

- Poi twong nghién ciru: Luan van tap trung nghién ctru viée tao dong luc lao
dong cua cong ty TNHH MTV 189.

- Pham vi nghién cuu :

+ V& noi dung: Luan van tdp trung nghién ctru, danh gia cong tic tao dong
lyc lao dong tai Cong ty TNHH MTV 189-Bo qubc phong.

+ V& dia ban nghién ctru: Dé tai duoc nghién ctru trong pham vi tai Cong ty
TNHH MTV 189-B6 quéc phong.

+ Thoi gian nghién ctru: Phan tich thuc trang tao dong luc lao dong tai Cong
ty TNHH MTV 189. S liéu trong luan vin duogc tong hop trong thdi gian 5 nam tir
nam 2013 dén hét nam 2017. P& xuét cac giai phap tang cuong tao dong luc lao
dong tai Cong ty TNHH MTV 189-B6 qudc phong dén nam 2022.

6. Phuwong phap nghién ciru

Luan vian sir dung mot s6 phuong phap nghién ciru sau day:

- Phwong phdp phan tich: St dung cac dit liéu, thu thap duoc, tién hanh phan



tich lam 10 thuc trang cong tac tao dong luc lao dong tai Cong ty, cling nhu lam rd
nhimg bién phap tac dong dé ning cao cong tac tao dong luc lao dong tai Cong ty.

- Phwrong phdp tong hop: Tong hop danh gia dir liéu, sb liéu, nhig két luan
duoc rat ra qua phéan tich dé khai quat van dé, 1am o timg van dé ciing nhu toan
canh vé cac bién phéap tao dong luc lao dong tai Cong ty.

- Phwong phap thong ké: St dung céc s liéu théng ké, phan loai thong qua
bang, biéu...

- Phwong phdp khdo ciu, phdn tich so liéu thir cdp cua cac phong ban, xi

nghi€p, phan xuong.

Ngoai ra, luan vin con st dung cac phuong phap: Phong van va phat phiéu
diéu tra: Pugc thuc hién qua bén budce (Chudn bi didu tra, thu thap thong tin diéu
tra, xtr Iy thong tin, bao cdo két qua). Cu thé cta diéu tra xa hoi hoc nhu sau:

+ Pia diém tién hanh diéu tra: Cong ty TNHH MTV 189-B6 quéc phong.

+ Téng sb phiéu diéu tra: 240 phiéu.

+ Phuong phap diéu tra: Phét phiéu diéu tra truc tiép cho d6i twong can diéu
tra.

+ Pbi tuong diéu tra: Nguoi lao dong truc tiép khong tham gia giir chirc vu
quan ly dang lam viéc tai Cong ty TNHH MTV 189-B6 québc phong.

+ Thoi gian diéu tra tir 01/08/2018 dén 15/08/2018.

- Céc ti€u chi khao sat:

+ Khao sat cac nhu cau ctia ngudi lao dong tai cong ty TNHH MTV 189

+ Khao sat danh gia bau khong khi lam viéc cho nguoi lao dong tai cong ty
TNHH MTV 189

+ Khao sat danh gia két qua thuc hién cong viéc tai cong ty TNHH MTV 189

+ Khao sat danh gia cua can bo, cong nhan vién, nguoi lao dong vé chuong
trinh dao tao cua Cong ty TNHH MTV 189

- Ngudn s6 liéu:

+ S6 lidu thir cap: Thu thap tai cac bang, biéu thdng ké, bao cdo hang nim cua
Cong ty TNHH MTV 189-B6 quéc phong.



+S6 lidu so cap: Tac gia tong hop két qua tai cac phiéu didu tra dé hinh thanh

ngudn sé liéu (240 phiéu diéu tra hop 18).
7. Noi dung cia Luén van

Ngoai phan mo dau va két luan, luan vian gém 3 chuong nhu day:

Chuong 1: Co s& 1y luan chung vé tao dong luc lao dong trong cac doanh
nghiép.

Chuong 2: Phan tich thyc trang Thuc trang tao dong luc lao dong tai cong ty
TNHH MTV 189.

Chuong 3: Mot sb giai phap ting cuong tao dong luc lao dong tai cong ty
TNHH MTV 189.



CHUONG 1. COSOLY LUAN CHUNG VE TAO PONG LUC TRONG
CAC DOANH NGHIEP
1.1. Cac khai niém co ban
1.1.1. Khdi niém vé nhu ciu

“Nhu cdu la trang thdi tam Iy ma con nguoi cam thdy thiéu thon khéng théa
man vé mét cdi gi doé va mong muon dwoc dap vmg né. Nhu cau gdn lién voi si ton
tai va phat trién ciia con ngueoi, cong dong, tdp thé va xda héi” [5,tr.249]. Tuy theo
nhimg dic diém tdm sinh 1y, méi trudng sdng, trinh d6 nhan thirc, mdi ngudi ching
ta s& c6 nhitng nhu cau khac nhau.

Nhu ciu thé hién & cam giac thiéu hut ma c4 nhan cam nhan théy do do thuc
day cho ho hoat dong. Tuy theo mirc d6 cua nhu ciu s& quyét dinh kha niang chi
phdi con nguoi.

Vé mat quan 1y, kiém soat duoc nhu ciu déng nghia v6i viée ¢6 thé kiém
soat dugc ca nhan (trong trrong hop nay, nhan thic c6 su chi phéi nhét dinh: nhan
thirc cao sé co kha nang kiém ché su thoa man nhu cau).

Nhu cau chi phéi manh mé& dén doi séng tim 1y no6i chung, dén hanh vi cta
con ngudi ndi riéng. Nhu cau dugce nhidu nganh khoa hoc quan tim nghién ctru va
str dung & nhiéu linh vuc khac nhau trong doi séng, xa hi.

Nhu ciu ctia mdt c4 nhan, da dang va vo tan. Vé mit quan ly, nguoi quan ly
chi kiém soat nhirng nhu cau c6 lién quan dén hiéu qua 1am viéc cua ca nhan. Vi¢c
thoa man nhu cu nao d6 ctia c4 nhan déng thoi tao ra mot nhu cau khéac theo dinh
hudng ctia nha quan 1y, do d6 nguoi quan Iy ludn c6 thé diéu khién duoc cac ca
nhan.

1.1.2. Khdi niém vé dpng co

“Dong co la sy san sang, quyét tam thue hién véi no luc cao dé dat dwoce cac
muc tiéu ciia t6 chirc va né phu thuoc vao kha nang dat duoc két qud dé théa man
cde nhu cau cd nhéan” [7,tr.90].

1.1.3. Khdi ni¢m vé dong luc lao dong



“Dong luc la su co gcfng dé dat dwoc muc tiéu, dong lyc la sy khat khao va
tw nguyén cua méi cd nhdn nham phat huy moi no lyc dé huong ban than dat duwoc
muc tiéu ciia c¢d nhdn va muc tiéu cia té chire” [7,tr.93].

1.1.4. Khdi niém vé tgo dpng luc lao dong

“Tao déng luc lao déng la tong hop cdc bién phdp va cdach img xir ciia t6
chire, cia cdc nha quan Iy nham tao ra sw khao khat va tw nguyén cia nguoi lao
déng co gdng phan ddu dé dat dwoc muc tiéu cia t6 chire” [7, tr.145].

1.2. Cac hoc thuyét tao dong luc lao dong c6 lién quan
1.2.1. Hoc thuyét nhu cau ciia Abraham Maslow

Maslow cho rang con ngudi c¢6 rat nhiéu nhu cau khac nhau ma ho khao khat
dugc thoa min cac nhu cau d6. Maslow da chia cac nhu cau cia con ngudi thanh
nam loai va dugc sip xép theo thir tr tir thap dén cao nhu sau: nhu cau sinh 1y, nhu
cau an toan, nhu cau xa hoi, nhu cau dugc ton trong va nhu cau tu hoan thién.

Hoc thuyét niy cho ring con ngudi c6 xu huéng vuron téi nhiing nhu cau cao
hon, khi nhirng nhu cau thép hon da dugc théoa man. Ma mac du khong c6 mdt nhu
cAu nao co thé duoc thoéa min mot cach triét dé song nhu cAu dugc thoa man mot
cach can ban s€ khong con tao ra dong lyc nira. Chinh vi vay, ngudi lanh dao hoac
quan 1y c6 thé diéu khién duoc hanh vi ciia nhan vién bing cach dung cac cong cu
hodc bién phap dé tac dong vao nhu cau hodc ky vong cta ho 1am cho ho hing hai
va cham chi hon vé6i cong viéc dugc giao, phan chan hon khi thuc hién nhiém vu va
tan tuy hon véi nhi¢m vy dam nhan.

Y nghia ciia hoc thuyét: “Poi héi nha qudn tri phdi cdn quan tam sdu sdc
tim hiéu nhdn vién, ndm bdt tam tw, nguyén vong ciia nguoi lao dong dé roi tim
cach dap iimg cho ding nhu cau. C6 nhw thé mdi tao ra dwoc déng lec, bang khong
sé ton cong va lang phi nguén nhan lyc mot cach vé ich ma khéng dem lai hiéu qua

gi cho 16 chire” [6, tr.114].



Niu
. Nhu
cau c;:’iu
hoan
thién
bidc
Nhu ciu dwroc
ton trong
cao
Nhu ciu xd héi
Nhu W
F U
cau Nhu ciu an toin
bic
thip Nhu ciu sinh Iy
\
I

So d6 1.1: Thép nhu cau Maslow
(Nguon: Gido trinh Qudn tri nhan lyee [8, tr.35])

1.2.2. Hoc thuyét hai nhén t6 ciia Frederick Herzberg
Theo Frederick Herzberg, cac yéu t6 dan t6i su thoa man cong viée 1a riéng
1¢ va khong lién quan gi dén cac yéu t6 dan toi sy bat man trong cong viée. Ong

chia cac yéu t6 nay thanh hai nhom:

Nhom 1 bao gém: su thanh dat, sy thira nhan thanh tich, ban chét bén trong
cua cong vi€c, trach nhi¢ém lao dong, sy thang tién. Day la céac yéu td then chot dé

tao dong luc va sy thoa man trong cong viéc.

Nhom 2 bao gém: cac chinh sach va ché dd quan tri clia cong ty, su giam sat
cong viéc, tién lwong, cac quan hé con nguoi, cac diéu kién lam viéc. Day la cac
yéu td thudc vé mai truong to chic, co tac dung duy tri, ngin ngira sy khong thoa
mén trong cong viéc. Mic du vay, néu chi co riéng cac yéu t6 d6 thi khong du dé

tao ra dong luc va sy théa man trong cong viéc.
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Tir d6, Herzberg cho rang néu chiing ta mudn tao dong luc cho moi ngudi
trong cong viéc thi hay nhan manh dén thanh tich, su cong nhén, ban than cong
viéc, trach nhiém va sy thang tién. Day la dac diém ma nguoi lao dong cam théy co
“su tudng thuong” bén trong.

1.2.3. Hoc thuyét céng bang ciia J.Stacy Adams

Thuyét cong bang doi hoi su twong xtng giita cong hién va huong thy. Theo
hoc thuyét nay thi mdi mot nguoi lao dong déu mong mudn duoc d6i xtr cong bang
va ho ludn c6 xu hudng so sanh sy déng gdp va quyén loi cia ho voi sy dong gop
va quyén loi ciia nguoi khac nhan duge trong cong ty. Diéu d6 c6 nghia 1a ngudi lao
dong so sanh nhiing gi ho bd vao cong viéc véi nhitng gi ho nhan dugce tir cong viée
d6 va sau d6 ddi chiéu ty suat dau vao — dau ra cta ho voi ty sudt ddu vao — dau ra
ctia nguoi khac. Néu ty suat cia ho 13 ngang bang v6i nhimg nguoi khéc thi ho cho
rﬁng cong béng va nguoc lai ho cho la bat cong. Ho s& cam nhan dugc su cong bé’mg

néu:

Cac quyen loi cia ca nhan Céc quyeén loi ctia nhimg ngwoi khéc

St dong gop cua canhan Sw dong gop cua nhing ngudi khae | o

va duy tri sy cong bang giita sy dong gop cla cac ci nhan va quyén loi cua cac ca
nhan trong t6 chirc.

Y nghia ciia hoc thuyét: “Moi nguoi luén mudn dwoc doi xir mét cach cong
bang trong moi moi quan hé vi viy cdc doanh nghiép ciing nhw nha qudn tri phdi
coi trong tinh cong bang trong doi xir véi nhdn vién, phdi biét danh gid ding mirc
dé déng gop cong sikc cia tirng nhdn vién dé c6 sw doi xir cong bang trong phdn
phéi quyén loi, khéng nén cao bang, khéng nén dinh kién hay thién vi, moi nguoi
phdi duwge doi xir cong bang, c6 nhw thé méi cé thé tao nén dong luc”’ [8, tr.146].
1.2.4. Hoc thuyét vé sw ky vong (Victor H.Vroom)

Hoc thuyét nay cho ring cudng do ctia xu hudng hanh déng theo mot cach
nao d6 phu thudc vao do ky vong rang hanh déng d6 s& dem dén mot két qua nhat
dinh va tinh hap din cua két qua d6 dbi véi ca nhan. Chinh ky vong nay da tao dong

luc cho nguoi lao dong lam viéc hang say, dem hét kha ndng ciia minh vao cong
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viéc. Chinh vi vay, dé tao dong luc cho nguoi lao dong cac nha quan 1y can phai
cho ho hiéu dugc mbi quan h¢ truc tiép gitta nd luc — thanh tich; thanh tich — két
qua/phan thudng ciing nhu can tao nén sy hap din cua cac két qua/phan thuong doi

v61 nguoi lao dong.

NOb luc ca Két qua ca Phan thudng to Muc tiéu ca
nhén nhén > chuc nhén

\ 4
A 4

So dé 1.2: M6 hinh ky vong don gidn héa
(Nguon: Gido trinh Quan tri nhén lyc/8, tr.37])
1.2.5. Hoc thuyét ting cwong tich cuc (B. F. Skinner)

Hoc thuyét nay cho rang nhimg hanh vi dugc thudng thuong c6 xu hudng
duogc lap lai, nhirng hanh vi khong dugc thudng (hoac bi phat) thuong c6 xu hudng
khong lip lai. Va khoang thoi gian gitra thoi diém xdy ra hanh vi va thoi diém
thudng phat cang ngan bao nhiéu thi cang c6 tac dung diéu chinh hanh vi biy nhiéu.
Mic du hinh thtic phat c6 thé gitup cho ngudi quan 1y loai trir nhitng hanh vi ngoai y
mudn, tuy nhién no cé thé phat sinh tinh trang chéng ddi cua nguoi lao dong, dem
lai it hi¢u qua hon hinh thirc thuéng. Chinh vi vy, dé tao dong lyc cho nguoi lao
dong, cac nha quan 1y can phai xdy dung cac cong cu thudng phat hitu hiéu, cong
bang va can quan tdm dén cac thanh tich t6t va thudng cho cac thanh tich do.

Nhuw vay, co nhiéu cac hoc thuyét tao dong lyc va mdi hoc thuyét déu ¢o
nhitng mit tich cuc va nhitng mit han ché riéng. Vi vy, khi ap dung vao thyc tién
ta cAn van dung mot cach linh hoat cac hoc thuyét dé dua ra cac bién phap hi¢éu qua
nhat dé lam dong lyc khuyén khich nguoi lao dong phti hgp véi tinh hinh cu thé cia
tung don vi.

1.3. N0i dung tao dong luc lao dong trong doanh nghiép
1.3.1. Xdc dinh nhu cdu ciia ngwoi lao dopng

Theo hoc thuyét nhu ciu cta Abraham Maslow, con nguoi thuong bi chi
phdi boi 5 nhém nhu cau ting dan tir thip dén cao. Trong d6 nhom nhu ciu cua
nguoi lao dong manh nhat vao mot thoi diém nhat dinh né sé dan dén hanh dong
ctia con ngudi. Khi mot nhu cau ciia ngudi lao dong da duoc thoa méan thi no khong

con tao ra dong luc nira, khi d6 con ngudi s€ hudng té1 mot nhu cau khac manh hon
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va tr¢ thanh dong luc thoi thiic ho hanh dong. Cac hanh vi lam viéc cia nguoi lao
dong cling la dé nham dat duoc thoa man cic nhu cau cta ban than nhu ho hy vong
s& c6 muc lwong cao, c6 nhiéu co hoi thing tién va duoc ngudi khac ton trong...Vi
vay, mudn tao dong luc cho nguoi lao dong lam viéce héng say thi trudce tién phai
x4c dinh dugce nhu cau, mong mudn cta ho déi véi cong viéc 1a gi, dac bi¢t 1a xac
dinh dugc nhu cau nao cia nguoi lao dong dang 1a uvu tién hang dau dé tr d6 duara
nhimg bién phap nham théa man nhu cau d6 mot cach phu hop.

Ttr muc tiéu chinh sach phat trién chung cua doanh nghiép, tién hanh xac
dinh cac muc tiéu cu thé trong hoat dong quan tri nhan lyc. Trong d6 xac dinh muc
tidu tao dong luc lao dong dé thuc day ting nang suit lao dong, tang hidu qua san
xudt kinh doanh, nang cao chat lvgng cong viéc, duy tri va phat trién t6 chirc duoc
bén virng.

Céc chinh sach ma t6 chirc dua ra nham tao dong luc lao dong, thdéa man cac
nhu cau ciia nguoi lao dong dé ho c6 dong luc hing say lam viéc, sang tao va cong
hién. Qua trinh xay dung va thuc hién cadc muc ti€u tao dong luc can thuong xuyén
phai tién hanh, danh gia, kiém tra va xac dinh kha nang hoan thanh muyc ti€u, tinh
kha thi va hiéu qua cta cac bién phap di dugc 4p dung dé dat dugc nhimg két qua
tot nhat.

Nguoi quan 1y dic biét phai xac dinh dugce nhu cau chu yéu cua ngudi lao
dong trong timg thoi diém cu thé dé co bién phap kich thich, cac chinh sanh dai
ngd, pht hop mang lai loi ich cho ca ngudi lao dong va to chitrc, nham gitp nguoi
lao déng phat huy tt nhat ning luc ctia minh va giit chin nhan tai. Thong qua viéc
theo ddi c6 thé xac dinh nhu cau cta ngudi lao dong, quan sat nguoi lao dong thong
gua hoat dong cua cac t6 chirc, Poan, bang, Cong doan, Thanh nién, Phu nir cac
hoi, nhom. . .tao méi trudng dé nguoi lao dong chia sé tim tu, nguyén vong, thé hién
ban than, qua d6 ciing gitp cai thién cho méi quan hé ngudi st dung lao dong-
ngudi lao dong tot hon, hicu biét sdu sac vé nhau hon. Trén co s¢ nam bat duge nhu
cau cua ngudi lao dong, nguoi st dung lao dong sé& dua ra nhimg bién phap tao

dong luc cho phu hop hon.
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1.3.2. Lwa chon cdc bién phdp tao dong luc lao dong

T6 chirc s tién hanh xdy dung céc bién phap nham déap mg cac nhu cau ciia
nguoi lao dong dua vao két qua xac dinh cac nhu cau ctia ngudi lao dong o trén. Pong
Iyc lao dong ciia ngudi lao dong s& nang 1én khi nhu cu ctia nguoi lao dong dugce thoa
man thi va ho s€ huéng dén viéc hoan thanh muc tiéu cta to chuc.
1.3.3. Panh gia mirc dp thoa man ciia ngwoi lao dong

Pong luc lao dong 1a yéu t6 quan trong dan dén viéc ting nang suat lao dong.
Tir viét ting nang sut lao dong s& lam ting loi nhudn ciing nhu két qua kinh doanh
cta doanh nghiép ting 1én, nguoi lao dong s& c6 thu nhap nhiéu hon. Néu lam tot
duoc viée nay s& gilip nang cao mirc do hai long cia ho ddi v6i cong viée, voi
doanh nghiép, kich thich ho déng gép nhiéu cho doanh nghiép.

Hiéu qua cua viéc tao dong lyc lao dong duoc danh gid dya trén nhiéu yéu tb
nhung sau day sé gi6i thiéu mot sd yéu td co ban:

v Mikc dp hai long ciia ngwoi lao djpng

Mtrc d6 hai long ctia nguoi lao dong 1a mot trong nhitng tiéu chi quan trong
dé danh gia su thanh cong cua doanh nghiép noi chung va hiéu qua céng tac tao
dong luc lao dong noi riéng. Néu nhu mirc d6 hai long trong cong viéc cia nguoi
lao dong cao thi chac chan rang ho c6 dong luc lao dong dé 1am viéc hiéu qua va
gan bo lau dai hon vé6i doanh nghiép, qua d6 gitp duy tri dugc su on dinh cua
ngudn nhan luc, giam cac chi phi hoat dong va ting hiéu qua suat kinh doanh. Vi
khi c6 dong luc lao dong ho s& 1am viéc hiéu qua va duoc dam bao vé thu lao,
phuc lgi, ho dugc ton trong va quan trong la ho ¢c6 moi truong lam viéce than thién,
thoai mai.

v Mikc d§ gin b6 ciia nguwoi lao dpng

Src manh caa mot té chuc phu thude vao nhiéu yéu té trong do kién thic,
k¥ ning, long nhiét tinh va gin b6 cua timg c4 nhan. Su gan bo lau dai cua ngudi
lao dong véi mot to chac thé hien mire d6 cao nhat caa long trung thanh vi vay
né c6 y nghia v cung quan trong d6i v4i cac nha quan tri trong cong tic tao

dong luc lao dong.
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Mot doanh nghiép mudn phat trién bén viing va khong ngiing phat trién viing
manh thi can c6 mot doi ngll nhan lyc lam viéc c6 trinh d§ chuyén mon, c6 dam mé
va nhat 1a phai ¢ sy trung thanh, gan bo lau dai véi doanh nghiép.

Mot luc luong lao dong gén bo véi doanh nghiép co nghia 1a mdi nhan vién
trong doanh nghiép déu hiéu va cam két voi gia tri va muc tiéu ctia doanh nghiép va
la dong luc lao dong thiic day khong chi gitip nguoi lao dong lam viec tot nhat ma
giup ho dat dugc muc ti€u.

v Mize dp vi pham Ky ludt lao dong

Muc d0 vi pham ky luat trong cac diéu kién cu thé cling 1a mdt thude do
danh gia dong luc lao dong ctia nguoi lao dong. Nguoi lao dong ma vi pham nhiéu
lan v6i nhidu muac do khac nhau thi c6 thé day 1a biéu hién cho su bat mén phan dbi
v6i chinh sach ciia doanh nghiép. Néu trong doanh nghiép dé diéu nay xay ra thi khi
do6 dong luc lao dong ctiia nguoi lao dong sé suy giam, hi€u qua cong tac tao dong
luc lao dong trong doanh nghiép la khong cao.

1.4. Cac yéu t6 anh hwong dén tao dong luc lao dong
1.4.1. Céc yéu té thudc vé doanh nghiép

- Vj thé cuia nganh nghé kinh doanh

Mot trong nhiing yéu t6 quan trong c6 tac dong 16n t6i dong luc ciia nguoi lao
dong chinh 14 vi thé ciia nganh. Nganh cang co vi thé cao trong x hoi thi dong hrc lao
dong trong nganh d6 ctia nguoi lao dong cling s& cao. Pé duy tri duge vi thé ciia nganh
d6 thi nhimg doanh nghiép d6 phai quan tdm dén viéc xdy dung cho doanh nghiép
minh mét chinh sach dé tao dong luc hiéu qua. Ngudi lanh dao can phai co nhimg bién
phap dé tac dong toi tam sinh 1y ctia ngudi lao dong dé ho théy dugc su coi trong va tu
hao d6i voi cong viéec ma ho dang lam, d6ng thoi doanh nghiép dua ra nhimg bién phap
nham nang cao hinh anh va vi thé, 1am thay d6i cach nhin nhén cua xa hoi d6i véi
nganh nghé.

- Muc tiéu cua doanh nghiép

Muc tiéu chinh cua doanh nghiép 1a két qua cudi cing hay trang thai cua
doanh nghiép muén dat téi trong mot thoi gian nhat dinh. Muc tiéu cua cac doanh

nghiép thuong duoc chia thanh hai loai: myc tiéu dai han va muc tiéu ngin han.
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Doanh nghiép khi hoat dong can dua ra muc tiéu cho t6 chic cia minh va huéng
nhan vién cta minh dé thyc hién thanh céng nhitng muc tiéu chung cua to chic.
Mot doanh nghiép hoat dong véi muc tiéu rd rang thi s€ tao duoc dong luc cho nhan
vién trong qua trinh lam viéc va ho sé phén d4u vi muc tiéu do.

- Chinh sdach quan ly nhan sy cua doanh nghiép

C6 nhiéu chinh sach lién quan dén quyén lgi va nghia vu caa nguoi lao
dong, trong d6 chinh sach vé Quan tri nhan lyc. Cac chinh sach dugc ban lanh
dao théng qua bao gém cac van dé nhu tra lwong, cit nhic dé bat nhan vién,
khen thuong, ky luat, thuyén chuyén. Céac chinh sach dung din vé quan 1y nhan
su ma hop 1y thi khong nhiing giup ban lanh dao c6 thé diéu hanh doanh nghiép
mot cach ¢6 hiéu qua dé dat dugc muc tiéu cua doanh nghiép ma nod con tac dong
mot cach tich cyc dén dong luc cia nguoi lao dong. Do vay dé tao dong lec cho
nguoi lao dong lam viéc thi doanh nghiép can phai xay dung cho t6 chic cua
minh cac chinh sach quan 1y nhan sy mot cach khoa hoc, linh hoat mém déo, 5
rang va dam bao tinh cong bang.

- Piéu kién lam viéc ciia doanh nghiép

Do 14 tht ca cac yéu to ciia moi truong xung quanh nhén vién ¢ anh huang nhat
dinh t&1 kha nang lam viéc, suc khoe, cling nhu hiéu qua trong thuc hién cong viéc.
Néu diéu kién lam viéc caa doanh nghiép ma khéng tét, lam can tré cong viéc cua
nguoi lao dong co thé s& 1am giam di dong hec 1am viéc caa ho. Tuy nhién, trong mot
s6 truong hop khong phai cir co cac diéu kién lam viéc tot thi nguoi lao dong s& déu
hoan thanh tét cong viéc.

- Van hoa cua doanh nghiégp

Vin hoa caa doanh nghiép s& gitp ngudi lao dong thay rd muc tiéu va ban
chét cong viéc ma ho s& 1am. Vian héa caa doanh nghiép con tao ra cac mdi quan hé
t6t dep gitra cac nhan vién véi nhau va mot moi trudng 1am viéc 1lanh manh, thoai
mai. Van hoa ciia doanh nghiép ma phu hop s& gitip nhan vién cam thay minh lam
Viéc ¢ y nghia, ho thay hanh dién vi ho 1a thanh vién cua doanh nghiép. Khi ngudi

lao dong thu nhap dat dén mét mic d6 nao dé thi ho co thé sin sang danh doi dé
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chon muc thu nhap c6 thé thap hon nhung dugc lam viéc trong maoi trudng thoai
mai, hoa dong, duoc déng nghiép ton trong.

- Chinh sach nhan su

La céc chinh sach c6 lién quan dén quyén loi va nghia vu caa cac nhan vién,
quan trong nhat 1a cac chinh sach vé quan tri ngudn nhén Iyc. Céc chinh sach nay 1a
do ban lanh dao dé ra bao gom tat ca cac van dé vé khen thuong, ky luat, tra luong,
cat nhic dé bat nhan vién. Cac chinh sach quan Iy nhan sy ma hop 1y va dung dan
khong nhimg giup ban linh dao co thé diéu hanh doanh nghiép mét cach hiéu qua
nham dat dugc muc tiéu cia doanh nghiép ma con tac dong tich cuc dén dong luc
lam viéc cua nhan vién. Do vay dé tao dong huc dé 1am viéc cho nguoi lao dong thi
doanh nghiép can phai xdy dung cac chinh sach quéan Iy nhéan su rd rang, khoa hoc,
mém déo, linh hoat va dam bao tinh cong bang.
1.4.2. Céc yéu té tir bén ngodi doanh nghigp

- biéu kién kinh té- chinh tri - xd héi cua dat nudc va dia phuong noi doanh
nghiép hoat dong

Cac yéu t6 vé kinh té nhu muc séng, chu ky kinh té, xu huéng lam phat

hay cac yéu to 6n dinh vé mat chinh tri - xa hoi déu co thé anh hudng dén cong tac
tao dong luc lao dong. Chang han, khi nén kinh té dat nudc 1am vao khang hoang,
lam phat thi da s ngudi lao dong s& phai cung ¢é gang 1am viéc voi muc dich gitr
duoc viéc 1am, con doanh nghiép budc phai dua ra nhimg chinh sach dé dam bao
thu nhap 6n dinh va duy tri céng viéc cho nguoi lao dong dé khac phuc tinh trang
nén kinh té suy thoai. Néu cac nhu cau cia ngudi lao dong duoc thoa man thi s&
thuc déy dong luc lao dong cua ho s€ cao hon.

- Chinh sach phap luat cua Chinh phu va Nha nuwoc

Trong quan hé lao dong thi cac chinh sach phap luat ctia Chinh phu, cac bo
quy tic tng xir vé trach nhiém xa hoi cua cong ty 13 co so phap 1y dam bao quyén
loi va nghia vu cua cac bén.

Céc chinh sach vé tién lwong, tién thuong, phu cap lao dong dic thu nao do...
sé tac dong toi nguoi lao dong va tao dong luc cho ho. Bong luc lao dong cao hay

thap phu thudc vao cac chinh sach co loi cho ngudi lao dong.
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- Cac hé théngphdc loi xd hol
Hé thong phic lgi xa hoi s& hd tro mot phan cho cudc song caa ngudi lao dong
n6 co vai trd dé dam bao cho ngudi lao dong khi nghi viéc do hét viéc, do tai nan
lao dong, bénh nghé nghiép, do vé huu hoic, thai san.... Khi hé théng phuc loi xa
hoi duge quan tam thi doi sdng cua ngudi lao dong cang duoc dam bao. Khi ngudi
lao dong duoc doanh nghiép dong bao hiém xa hoi ddy du thi nguoi lao dong s& yén
tam hon d6i véi cudc song ngudi lao dong sau khi vé huu tir d6 ho s& tap trung hon
VGi cong viée, ¢6 dong hee dé 1am viée dé dat hiéu qua cao hon.
1.4.3. Cdc yéu té chii quan thuéc vé nguwoi lao dong
- Bdc diém ca nhdn

Tinh céach, tudi tac, tam 1y, so thich, gidi tinh, hoc Van, ton gido, dan toc...
déu anh huong dén dong luc 1am viéc cia nguoi lao dong. Chang han véi nguoi
tudi cang cao thi nhan cach cua ho cang hoan thién do d6 ho c6 xu hudng suy nghi
chin chin va c6 trach nhiém hon trong cong viéc. Trong mdi doanh nghiép, ngudi
quan 1y phai nam bét, quan tAm va hiéu rd hét cac yéu té nay dé tir d6 dua ra cac
chinh sach dé quan 1y cho phu hop nham phat huy thé manh caa mdi c4 nhan va tao
ra dong luc lao dong.

- Trinh do, kinh nghiém, ndng luc lam viéc

La nguoi quan 1y dé tao dong lec lao dong cho cip dudi thi ngudi quan 1y can
giao viéc phii hop voi ning lyc, trinh d6 va kinh nghiém cua ho, tao diéu kién dé ho phat
huy hét loi thé ciia minh. Néu ngudi quan 1y ma giao cho ngudi lao dong mot cong viéc
thap hon so v6i kha niang ho c6 thé 1am thi s& 13 lang phi lao dong. Néu nguoi quan 1y
giao cho nhan vién mot cong viée cao hon kha ning cua ho thi ho s& khong thé hoan
thanh t6t cong viéc duoc giao.

- Muc tieu, nhu cau cd nhén

Mi ca nhan khi ho tham gia vao lam viéc trong mot doanh nghiép thi ho
déu c6 nhitng mong muén nham théa méan nhu cau cua riéng minh. Mot doanh
nghiép chi c6 thé tao duge dong luc 1am viéc cho nhan vién khi ma nhiing diéu
kién doanh nghiép dua ra cé thé thoa méin duoc muc tiéu, nhu cau caa ho. Vi thé

ngudi lanh dao can phai xac dinh rd nhu ciu cia cac ca nhan trong doanh nghiép
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minh, x4dc dinh nhu cdu dung din va khai quat hoa ching dé co6 thé thoa man
dugc muc tiéu, nhu cau cia nhan vién.

- Thdi dé cia ngueoi lao déng doi véi doanh nghiép va cong viéc cua ban than

Thai d6 ca nhan ciia ngudi lao dong véi cong viée duoc thé hién qua chi sd
htmg tha d6i voi cong viée. Trong thuc té 1am viéc mdi to chtrc s& c6 nhimg, hoan
canh, diéu kién khac nhau va chiu sy chi phéi khac nhau ciia cac yéu t6 méi truong,
do d6 mirc do hung tht ddi véi cong viée ciing s& khac nhau. Néu ngudi lao dong
himg thu dé 1am viéc thi viée tao dong luc s€ dat hi¢u qua tdt hon. Néu nguoi lao
dong to6 thai o luoi biéng trong cong vigc thi s€ khong dat dugc hi€u qua cao trong
cong tac tao dong luc. Vi vay nguoi lanh dao can phan cong dung viéc cho nhan vién
dé tao hung thd cao trong lao dong.

1.5. Cac phwong phap tao dong lwe cho nguwdi lao dong
1.5.1. Xdc dinh muc tiéu, nhiém vu, tiéu chudn
Xac dinh nhiém vu va tiéu chuan thuc hién cong viéc cho nhan vién:

Xéc dinh muc tiéu hoat déng cua to chirc va 1am cho ngudi lao dong hiéu rd
muc tiéu d6. Mot td chire hay doanh nghiép cAn c6 mot muc tiéu hoat dong duoc
xac dinh rd rang va duoc tuyén truyén tdi toan thé ngudi lao dong duoc rd muyc tiéu
d6 dé ho hiéu ho dang 1am viéc/lao dong dé hudng té1 dich dén nao?.

Bén canh d6 can xac dinh nhiém vu cu thé va tiéu chuin cho nhiing cong
viéc ma ngudi lao dong thuc hién. Nguoi lao dong cod thé nhin vao d6 dé théy duoc
nhiém vu ctia minh ciing nhu nhitng yéu cau cta cong viée can dat ti. Nhiém vu va
tiéu chuan sé c6 sy da dang khac nhau tuy thudc vao cong viée cia nguoi lao dong
duoc giao.

Véi muc tiéu, nhiém vu cling nhu ti€u chuan 15 rang ddi v6i mdi cong viéc
thi mot khau v6 ciing quan trong can phai nhan manh dé 1a cong tac kiém tra, danh
gid. Moi cong viéc déu can c6 mot tiéu chuan ciing nhu tiéu chi dé danh gia minh
bach, cu thé. bay 1a mdt budc then chét dé nguodi lao dong théy duogc két qua cong
viéc cta minh thong qua danh gia thudng xuyén, cong bang mtc do hoan thanh

cong viée cuia nguoi lao dong. Su cong bang, khach quan danh gia s& tao cho ngudi
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lao dong tam 1y phan dau hoan thanh coéng viéc ngdy cang tot hon. Ngudi lao dong
théiy su cd géng, nd luc cta ho trong cong viéc dugc do luong, ghi nhan.
1.5.2. Tao diéu ki¢n thudn lgi cho nguwoi lao dong hodn thanh nhiém vu

Pé tao diéu kién thuan lgi dé nguoi lao dong hoan thanh nhiém vu thi cac
bién phap kich thich nguoi lao dong s& bao gém: kich thich bing vat chat va kich
thich bang tinh than.
1.5.2.1. Bién phdp kich thich bang vit chait

v' Xdy dung hé thong trd tién Iuwong hep Iy, cong bang va cé tinh canh
tranh, khuyén khich cao

Tién lwong 1 s tién ma nguoi lao dong nhan duge mot cach thuong xuyén
theo mot don vi thoi gian ¢ dinh, nhu tuén, thang, quy...

Tién Iuvong 13 sy cong nhan cta doanh nghiép, ctia x3 hoi vé nhitng déng gop
ctia nguoi lao dong vao to chirc nd 1a phuong tién dé nguoi lao dong c6 kha ning
duy tri cudc song.

Xay dung mét co ché tién lwong cho ngudi lao dong phu hop va ding véi
nhiing suc lao dong, sang tao cua ngudi lao dong la mot cong tdc vd cung quan
trong v&i mot doanh nghiép, t6 chirc doi hoi nguoi lanh dao phai co sy nghién ctru
va nam vimng vé quy ché tién lvong chung ctia nha nudc va su ap dung linh hoat phu
hop v6i dic diém, tinh hinh cu thé cua doanh nghiép.

Quy ché tra lvong dung ning lyc, ding ning suat lao déng cia ngudi lao
dong s& thuc diy ngudi lao dong tan tam, tn luc voi cong viée duoc giao. Ho ¢o
cam giac duoc tra luong xuing dang.

Mot cong ty mudn phét trién duoc kha ning sang tao, cong hién cia nguoi
lao dong thi ngoai tra lvong ding thi co ché tra lwong cua cong ty phai tao nén tinh
canh tranh. Tinh canh tranh ¢ ddy 13 canh tranh cong bang giita nhitng nguoi lao
dong nham thic diy ngudi lao dong c6 chi huéng phan dau vuon 18n, ning suét lao
dong ciing nho d6 dugc ting 1én dang ké.

Tién lwong cua to chic tra cho ngudi lao dong dung véi cong stc ngudi lao
dong bo ra no sé kich thich dong lic va tao ra nang suit lao dong cao, hidu qua lam

viéc cao, vuon to1 tam cao cua tai nang, cua nang lyc sang tao va gop phan thic day
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ngudi lao dong c6 dong luc phat trién. Khi mot to chirc tra tién luong qua thap so
v&i cong ste ho bo ra thi sé khong tao duge dong luc cho nguoi lao dong lam viée
dan t6i ho s& bo t6 chirc d6 va tim t6 chirc méi c6 muc lwong cao hon. Chinh sach
tién luong ctua doanh nghiép 13 nhan td quan trong nhat dé nguoi lao dong co thé
lam viéc nhdm duy tri sy ton tai cua chinh ho va gia dinh ho né cé vai tro rat 16n
trong viéc tao dong lyc lao dong.

Khi tra lwong, Cong ty phai dam bao nhitng yéu cau sau dé tao dong luc cho
nguoi lao dong.

- Tra luong phai tuong xtg v41 cong strc cua nguoi lao dong da bo ra, tra
lwong theo trinh d6 chuyén mén ky thuat va véi su hoan thanh cong viée. S& khuyén
khich nguoi lao dong hing hai 1am viéc néu ho dugc tra lwong cong bang.

- Tién Iuvong phai dam bao dé ngudi lao dong tai san xuat mé rong stc lao
dong: c6 nghia 13 phai ddm bao cho doi song t6i thiéu cia nguoi lao dong va gia
dinh ho va ho phai c6 tich iy cho tuong lai.

- Tra luong phai gan lién véi két qua hoat dong san xuét kinh doanh ciia doanh
nghiép: tirc 13 phu thudc vao ning suét lao dong, quy lwong ciia doanh nghiép, hiéu qua
hoat dong san xuét kinh doanh.

- Tién luong ngudi lao dong nhan dugc ciia doanh nghiép phai trong tng voi
muc luong trén thi truong lao dong.

V' Xay dung quy ché thuwéng hep Iy

Tién thudng 1a khoan tién cho nguoi lao dong khi ho dit thanh tich cao hon
s0 v6i mirc quy dinh ctia doanh nghiép, day 1 khoan tién b sung ngoai tién lwong
nham dam bao nguyén tic phan phdi va kich thich dé nang cao hiéu qua trong san
xuat kinh doanh cua to chtrc. Tién thuéng c6 mét vai trd quan trong trong viéc tao
dong luc cho nguoi lao dong 1am viée tét hon, khuyén khich ho dat hiéu qua cao
hon trong cong viéc. Khi nguoi lao dong da hoan thanh nhiém vu ctia minh vuot
murc di dé ra do ho c6 nhitng nd luc hon nita ciia ban than va 1am nang cao hon hiéu
qua cong viéc ma doanh nghiép thudng cho ho nhu thé sé 1am cho ho c6 dugce sy tin

tudng trong cong viéc ma ho dang lam.
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Tién thudng c6 gia tri kich thich dugc ngudi lao dong thi khi to chirc thyuc
hién chinh sach vé tién thuong phai dam bao cic nguyén tic sau:

- Thuong phai tiéu chi 6 rang, ¢6 can ctr dya trén danh gia dugc mac do
hoan thanh cong viéc cia nhan vién.

- Pé kich thich duoc ngudi lao dong thi tién thuong phai da 16n. Dé khong
lam triét tidu di vai tro cua tién thuong thi muc tién thuong khong duoc qué thap
hoéc qua cao.

- Thuong phai, hop 1y, kip thoi va dam bao su cong bang c¢é thé thi ngudi lao
dong s& thiy duoc két qua ma ho da nd luc dat dugc 1a ximg dang va tao cho nguoi
lao dong phan khoi thoa mén véi cong viéc.

v Xdy dung hé théng phiic lpi hap dédn

Phu cép 1a khoan tién ma ngudi sir dung lao dong tra cho ngudi lao dong khi
ho phai lam viéc trong moi truong doc hai, lam viéc lau nam, lam viéc cé trach
nhiém hoac ho do ho hoan thanh tot cong viéc... C6 nhiéu loai phu cip nhu: phu
cap trach nhiém céng viéc, phu cip tham nién, phu cap doc hai, nguy hiém, phu cip
lwu dong...mdi loai phu cap khac nhau dugc ap dung cho tirng vi tri 1am viéc khac
nhau nhung chung quy 1 déu dem lai loi ich kinh té cho nguoi lao dong.

Phu cép gop phan nang cao thu nhap cho ngudi lao dong, 1am cho ngudi lao
dong thay ho duoc quan tdm va duoc danh gia chinh xac voi cong viéc ho lam.
Ngoai ra n6 con tao ra su cong bang giira nhirmg nguoi lao dong trong cling mot to
chuec, gitra nguoi lam viée trong moi treong doc hai va khong doc hai, gitra nhirng
ngudi hoan thanh tét cong viée va khong hoan thanh cong viéc.

Phuc loi 13 phan thu lao gian tiép dugc nguoi sir dung lao dong tra cho ngudi
lao dong dudi dang ho tro vé cudc song cho ngudi lao dong. Phuc loi ¢o ¥ nghia
quan trong trong viéc giup d& ngudi lao dong dam bao dugce doi séng ¢ mac toi
thiéu, yén tAm lam viéc, nang cao kha ning lao dong.

Céac chuong trinh phuc lgi cho nguoi lao dong dugc phan thanh 2 loai chinh:

- Phuc loi bat budc: 13 loai ma doanh nghiép phai dua ra theo doi hoi cua
chinh sach phép luat nha nudc nhu cac loai bao biém, trg cap that nghiép, tro cap

dau 6m, thai san, tai nan lao dong, nghé nghiép....
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- Phuc lgi ty nguyén: ngoai cac khoan bét budc theo quy dinh ciia nha nudc
thi doanh nghi€p con ap dung mot s hinh thuc phuc loi tuy nguyén khac nham
khuyén khich nguoi lao dong lam viéc tét hon, yén tim cong tac va gin bo véi to
chte: nhu céc chuong trinh bao vé sirc khoe cho ngudi lao dong, cac tro cap d6c¢ hai
va cac tro cap khéc.

Pé phat huy duoc vai tro tao dong luc lao dong thi doanh nghiép khi xay
dung ché d6 phic lgi cho ngudi lao dong can dam bao cac nguyén tac:

- Doanh nghiép phai tuyét d6i tuan thu cac quy dinh hién hanh cuia phap luat.

- Céc chuong trinh phiic loi cia doanh nghiép phai mang lgi ich thiét thyuc
cho nguoi lao dong, giup nguoi lao dong thoa man dugce cac muc ti€u ciia minh.

- Chuong trinh phuc lgi phai minh bach, rd rang va cong khai. Vi nguoi lao
dong duoc phai binh ddng nhu nhau khi hudng cac khoan phic loi.
1.5.2.2. Stk dung cdc bién phdp dé kich thich tinh than

V' Nhdn xét dinh gid cong bang, khdch quan két qud thuc hién cong viéc

Dénh gia Kkét qua lam viéc 1a mot cong cu dugc s dung dé danh gid hi€u qua
Jam viéc ctia nhan vién ctia doanh. Mtrc d6 hop 1y va dung din cua viée sir dung cac
hé théng danh gia két qua va thong tin phan hoi cac két qua danh gia voi ngudi lao
dong no s& co nhimg anh hudng rat 16n téi viée xay dung va phat trién thai do, dao
dtrc, cua ngudi lao dong va bau tAm 1y - xd hoi trong cac tip thé lao dong. Nguoi
lao d6ng ho s& nd luc 1am viéc hon néu ho biét nhitng viéc minh lam duoc lanh dao
ghi nhan va dugc danh gid mot cach khach quan. Nhimg cb vii va hd tro kip thoi
clia cac cAp quan 1y cling 13 mot phan tao dong luc khién nhan vién lam viée tich
cuc hon.

Do d6 cac nha quan 1y ctia doanh nghiép can phai dua viéc danh gia mirc do
hoan thanh nhiém vy cta ngudi lao dong vao ké hoach thudng xuyén cua doanh
nghiép va phai danh gia mot cach coéng bang. C6 nhu vay méi co thé thuc diy tao
dugc dong luc cho ngudi lao dong.

v Dao tao va phdt trién nguon nhan luc
M6t trong nhitng nhu cau tinh than co ban ciia con ngudi 1a duoc tao diéu

kién hoc tap, nang cao kién thic chuyén mén nghiép vu ciia minh dé c6 thé hoan
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thanh tot cong viéc dat hiéu qua cao, ting dugc ning suét lao dong nén. Thuong
xuyén dao tao, boi dudng kién thirc ky nang cho nguoi lao dong 1a hoat dong nham
nang cao va cap nhat thém nhing kién thic méi cho ngudi lao dong dé ho co duge
su ty tin va tim 1y an tAm vao ban than va tay nghé cua minh khi lam viéc. Pong
thoi, khi cho ngudi lao dong di dao tao hodc di hoc nang cao kién thirc bang mot
hinh thtrc nao d6 thi s& tao cho ho mét cam giac duoc coi trong Vé vai trd ctia minh
trong doanh nghiép va ciing cho thdy dugc su quan tim cta lanh dao doanh nghiép
ddi v&i ca nhan ho.

Pé dap ung nhu cau nay clia nguoi lao dong thi ngudi sir dung lao dong can
quan tam tao diéu kién cho ngudi lao dong cé co hoi hoc tip nang cao trinh d6. Khi
duoc hoc tap nang cao ho s& lam dwoc nhimg cong viéc phuc tap hon va tién luong
thu nhap cua ho s€ duoc tang Ién.

v' Thuc hién phén tich va phin céong cong viéc hop Iy

Phan tich cong viéc c6 ¥y nghia quan trong trong viéc tao dong luc lao dong.
Nho ¢6 phén tich cong viéc ma ngudi st dung lao dong co thé xac dinh duoc ky vong
cia minh dbi voi cong viée d6 va ngudi lao dong ciing c¢6 thé hiéu dugc rd rang cac
nhiém vu cu thé ciia minh trong cong viéc. Phan tich cong viéc cang rd rang, phan cong
cong viée cang dung ngudi, dung viée sé giup khuyén khich tinh than ctia nguoi lao
dong, lam cho ho cam théy thodi mai tu tin, vdi cong viée dugc giao va s€ luon cd géng
hoan thanh nhiém vu vi muc ti€u cua ban than, cling nhu cua doanh nghiép.

Quy trinh phan tich va phan cong cong viéc mot cach hop Iy gitip cho nguoi
lao dong dugc lam viéc tai nhiing vi tri phu hop véi ban than: tudi tac, stc khoe,
gidi tinh, trinh d6 va k¥ nang... Viéc dugc cong tac tai mot vi tri phu hop vo cung
c6 y nghia véi nguoi lao dong, tao duogce tinh than 1am viéc thoai mai, giap nguoi
lao dong phat huy duoc kha nang cua ban than.

V' Tao mei diéu kign thud@n lgi cho nguwoi lao déng

Khong phai lic nao nguoi lao dong ciing thuong xuyén gap thuan loi hay

kho khin can tré trong cong viée 1am cho ho cam thay chan nan. Vi vy, mot trong

nhiing bién phap tao dong luc lao dong la tim cach loai bé cac khé khan can trg, tao
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ra cac diéu kién thuan loi nhat dé ngudi lao dong hoan thanh tét nhiém vu dugc
giao. Muén lam duoc diéu nay, t6 chic can:

- Cung cip cac diéu kién can thiét va tot nhat dé nguoi lao dong thuc hién
cong viéc.

- Phat hién cac kho khian can tro dbi voi cong viéc cua ngudi lao dong va dua
ra cic bién phap nham ngin ngira va loai bo chung.

- Hudng dan cu thé chi tiét cach lam hodc trg gitip cho ngudi lao dong khi
can thiét.

- Phan cong bb tri lao dong hop 1y dua trén nang luc va s truong cia ngudi
lao dong.

Pé thyc hién tét nhitng viéc 1am trén, nha quéan 1y can thudng xuyén tiép
xtc v6i ngudi lao dong dé ling nghe nhan vién néi vé nhiing van dé cua ho, tir
d6 dé biét duoc ho can gi dé lam tét cong viéc dugce giao va co nhiing tro giup
khi can thiét.

Bén canh d6, nha quan 1y phai cam két dam bao day du cac ché do bao
hiém va ché d6 nghi ngoi hop 1y cho ngudi lao dong theo phap luat quy dinh.
Chinh viéc lam nay cling s€ giup nguodi lao dong an tdm cong tac trong modi
trudng lao dong co rui ro, tao dugc su tin twong doan két, sy hang khai trong
cong viéc, gitra nhitng ngudi lao dong, gop phan hoan thanh xut sic nhiém vu
ké hoach cua doanh nghiép.

v Xay dung bau khéng khi tim Iy thugn lgi trong tap thé nguoi lao dgng

Trong diéu kién kinh té x4 hoi da thanh phan nhu hién nay thi su két hop hai
hoa gitra cac loi ich cd nhan, loi ich tap thé va loi ich cho xd hoi 1a vo cung quan
trong. Xay dung bau khong khi thoai mai, tim 1y thuan lgi trong tap thé nguoi lao
dong nham tao diéu kién 1am viéc thuan loi cho cac thanh vién trong to chirc, dé
phat trién toan dién ca nhan ngudi lao dong, nang cao ning suit lao dong.

Véi mot bau khong khi lam viéc thoai mai sé tao ra su hung phan cho nguoi
lao dong sé gitp cho nguoi lao dong lam viéc c6 thém dong luc, lam viéc hiéu qua

hon va dat dugc két qua tét hon. Tao nén bau khong khi 1am viéc than thién, dam
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am nhu trong gia dinh giita nhitng nguoi 1am viéc cing nhau trong mot t6 chic s&
tao nén mot sicc manh tap thé virng chac.
1.6. Kinh nghiém tao dong lwc ciia mdt s6 doanh nghiép va bai hoc kinh
nghiém cho Céong ty TNHH MTYV 189
1.6.1. Kinh nghi¢m tao dpng luc lao dpng ciia mét s6 doanh nghiép
1.6.1.1. Cong ty doéng tau Hong Ha — TCCN Quéc Phong

Cac phuong phap tao dong luc duwoc dap dung:

- Chinh sach luvong - thuong

Chinh sach luvong - thudng cia Cong ty dugc xay dung mang tinh phan loal
mang tinh canh tranh cao nham muc dich thu hat va khuyén khich ngudi lao dong
gia nhap va cbng hién 1au dai cho sy phat trién cua don vi.

Tién lwong tai Cong ty duoc tra theo nguyén tic dam bao sy céng bang, hop
Iy, phtt hop Véi trinh d9, niang luyc, hiéu suat, chat lugng cong viéc cia mdi nhan
vién va tinh than, thai 6 thuc thi chirc trach, nhiém vu dugc phan cong. Chinh sach
khen thudéng cling dugc ap dung linh hoat nham tao dong luc trong cong tac cho
ngudi lao dong gin lién vé6i thanh tich cong viée, hiéu qua san xuét kinh doanh.
Cong ty ap dung chinh sach thudéng nhu: Thang lwong 13, thuong theo thanh tich
cong viéc, thudng sang kién cai tién k¥ thuat, thudng ca nhan, tap thé tiéu biéu, xut
sic, trong cac phong trao phat dong thi dua, thudng hoan thanh dy an trude tién do.
Ngoai ra nguoi lao dong con dwoc hudng rat nhiéu ché do phu cp khac nhau tuy
theo dic thu cta ting vi tri cong viée nhu: phu cap chic vy, phu cip doc hai... va
cac khoan tién hd tro chi phi xang xe, dién thoai, an ca... Trong cac ché do phu cap,
Cong ty con ap dung ché do phu cap tham nién dé ghi nhan su trung thanh va gin
b6 cong hién 1au dai ctia nhan vién d6i véi don vi.

- Cdc ché dg phiic loi khdc

Cong ty HONG HA con ap dung cac ché do phuc loi tr nguyén khac nhu:
thudng vao cac ngay 1& 16n trong nim, ngay thanh 1ap Cong ty, nghi mat hang
nam...

- Chinh sach cham soc suc khoe
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Cong ty dam bao thyc hién cac quy dinh vé cham soc stc khoe cho nguoi lao
dong theo cac quy dinh hién hanh cua nha nudéc.

- Thuc hién cdc quy dinh ciia Nha nwéc vé ché do, chinh sach doi Véi nguoi
lao dong

Cong ty HONG HA cam két thyc hién day du cac quy dinh ciia Nha nuéc vé
ché do, chinh sach d6i v4i nguoi lao dongh nhu: Bao hiém xa hoi, bao hiém vy té,
ché d6 nghi phép, nghi dudng stc phuc héi sirc khoe. ..
1.6.1.2. Cong ty dong tau Séng Cam

Cdc phuong phap tao dong luc duwoc dp dung:

- Chinh sdach tuyén dung - viéc lam

Chinh sach tuyén dung ctia Cong ty rat chit ch& nham thu hat dugc ngudn nhan
lre tot nhat dap tmg duoc nhitng nhu cau phat trién cia don vi. Viéc tuyén dung dua
trén nguyén tac tap trung, cong khai, cong bang giira cac tmg vién. Ngoai k¥ ning
chuyén mén tot thi viéc danh gia vé dao dirc, thai do cia cac img vién ciing duoc Cong
ty hét strc quan tam.

- Chinh sach luvong - thuong

Chinh sach luong thuong cua Coéng ty duoc xép theo cac bac luong cu thé
twong tng V&1 trinh d chuyén mon, vi tri cong viéc. Chinh sach khen thudng cling
duoc duy tri déu dit theo quy. Nhiing phu cip ngoai luong: phu cép di lai, 4n ca... da
tao diéu kién thuan loi cling nhu cham lo cho strc khoe ngudi lao dong. Hiéu qua cong
viéc qua mdi nam s& dugce danh gia, nhan xét dé co nhimng chinh sach nang luong, khen
thuong kip thoi. Nhitng chinh sach linh hoat da gitp cho ngudi lao dong 6n dinh cudc
song va yén tm gin bo 1au dai voi Cong ty.

- Chinh sdch dao tao va phdt trién

Cong ty ludn to chirc cac 16p hoc dio tao vé chuyén moén nghé nghiép ngan
ngay dé ning cao tay nghé, nang cao y thirc trong an toan lao dong. Tap thé ngudi
lao dong tai Cong ty s& duoc luan phién dao tao cap nhat nhiing kién thirc, cong
nghé méi giup ngudi lao dong cé du niang luc tham gia san xuat cac san pham doi
hoi tiéu chuan qudc té.

- Thuc hién cde quy dinh ciia Nha nudc vé ché do, chinh sdch doiVéi NLP.
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La mot doanh nghiép déng tau nha nudc Cong ty dong tau Séng Cam ludn
ludn tuan thii chit ché cac quy dinh trong luat Lao dong caa Viét Nam nhu: cac ché
d6 bao hiém hién hanh danh cho ngudi lao ddng, ché dd nghi phép/nghi I8, . ...

1.6.2. Bai hoc kinh nghiém rut ra cho Cong ty TNHH MTV 189

Sau khi nghién ctru, phan tich kinh nghi¢ém tao dong luc lao dong ciia Cong
ty dong tau HONG HA va Cong ty dong tau Song Cam la ngudn tham khao cho
Cong ty TNHH MTV 189 trong dinh hudng thuc hién tao dong luc lao dong dap
mg dugc dinh hudng phat trién trong tuong lai ctia Cong ty.

Tir bai hoc kinh nghiém cong tac tao dong luc cua hai cong ty trén, c6 thé rit
ra bai hoc kinh nghiém cho Céng ty TNHH MTV 189 nhu sau:

1. Chinh sach gitt chan dugc nguoi tai, Cong ty xdy dung ché do luong,
thudng, c¢o ché d6 dai ngd phu hop, dam bao day du diéu kién vat chét, tinh than cho
nhimg ngudi lao dong nhét 13 nhig nguoi c6 ning luc dé ho yén tim lam viéc.

2. B6 tri thoi gian 1am viéc hop 1y dé cho ngudi lao dong sap xép thoi gian
lam viéc duge chii dong va tao didu kién cho ngudi lao dong gianh thoi gian hop 1y
giai quyét cong viée gia dinh. Tir d6 gitp cho ngudi lao dong co thé chu dong trong
cong viéc dé tao ra nang suat cao nhat giup cho to chirc khong ngimg phat trién.

3. ba dang hoda céc chinh sach phuc lgi va dam bao vé thu nhép, nghi 1am; cac
phu cp cong tac, tau xe, qua 1& Tét cho gia dinh nguoi lao dong; qua khuyén hoc cho
con em ngudi lao déng c6 thanh tich t6t trong hoc tap... nhim dong vién khuyén
khich nguoi lao dong nd luc hon dé ting ning suét lao dong, gop phan phat trién cua
doanh nghiép.

4. Xay dung co ché tra lvong, thudng va cac ché do dii ngd cho ngudi lao
dong mot cach cong bang, hop 1y va ¢ tinh dong vién khuyén khich cao.

5. B6 tri, phan cong cong viée phu hop véi ning luc, so truong, trinh do; co
ché do dai ngod thoa dang déi v4i ngudi lao dong c6 ning luc. Tao diéu kién dé ngudi
lao déng phat trién, gitp ngudi lao dong thay duoc co hdi phat trién, thang tién cua
minh trong tuong lai.

6. Hang niam t6 chirc cho ngudi lao dong c6 thanh tich cao duoc di du lich

nudc ngoai.
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7. Tao su gén glii gifta 1anh dao va nhan vién, ton trong nhilng y kién dong
gop ciia ngudi lao dong dé phat trién doanh nghiép, cai tién phuong phap lam viéc
va cac van dé lién quan tryc tiép dén quyén loi cia ho.

8. Nang cao hiéu qua hoat dong ciia cac to chtrc doan thé dé gop phan tich
cuc tao moi truong lao dong chuyén nghiép.

9. Cac nha lanh dao khuyén khich sy tuong tac gitta nha quan 1y va nguoi lao
dong trong viéc dé ra cac quyét dinh va cdc muc tiéu, chinh sach kinh doanh lam
tang trach nhiém, tinh than, hing say cong hién cua ngudi lao dong, gin két van
ménh ctiia nguoi lao dong véi van ménh cua Cong ty.

Tiéu két chwong 1

Trong chuong 1, luan véan da tap trung lam rd 1y luan tao dong luc lao dong,
vai tro cua tao dong luc lao dong, ban chit cua dong lyc lao dong, trong doanh
nghi¢p. Trong d6 da di sau tim hiéu va 1am rd khai niém nhu cau, lao dong, dong
luc lao dong, tao dong lyc lao dong, cac hoc thuyét c6 lién quan téi tao dong luc
lao dong va cac nhan td anh hudng toi tao dong luc lao dong. Trong chuong 1
cling da nghién ctu dé cép dén cac yéu t6 anh hudong dén tao dong luc lao dong
trong doanh nghiép, dé nha quan 1y c6 cin ctr danh gia duoc dung ning luc cua
nhan vién, bd tri hop 1y cac cong viéc cho phu hop tdi tirng nhan vién, dya vao dac
diém va hoan canh cu thé cua doanh nghiép ma cé nhitng hinh thirc dé dong vién
va thu hat nhan tai.

Tiép theo, chuong 1 cling d3 hé thdng hoa cac ndi dung tao dong luc lao dong
trong doanh nghiép nhu: Tién luong, tién thuong vac cac khuyén khich, danh gia
thuc hién cac cong viéc, dao tao va phat trién nguén nhan luc, moéi truong, lam vige
va nhu cdu tinh than cho ngudi lao dong. Tir d6 doanh nghiép x4y dung cac bién phap
nhim thoéa man nhu cau can thiét cho nguoi lao dong, dong thoi dua ra cac tidu chi
danh gia dong luc ctia nguoi lao dong trong doanh nghiép ndi chung cling nhu tai
Cong ty TNHH MTV 189 néi riéng.

Cubi chuong, luan vin da dé cap dén kinh nghiém tao dong luc lao dong cua
mot s6 Cong ty dong tau trong va ngoai quan doi, tir d6 rat ra bai hoc kinh nghiém tao

dong luc lao dong tai Cong ty TNHH MTV 189.
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CHUONG 2. THUC TAO PONG LUC LAO PONG TAI CONG TY TNHH
MTYV 189- BQ QUOC PHONG

2.1. Khai quat tinh hinh cong ty TNHH MTV 189
2.1.1 Lich sir hinh thanh va phdt trién ciia cong ty

Tén doanh nghiép: Cong ty TNHH MTV 189

Tén giao dich: 189 One Member Limited Liability Company

Tén viét tat: Cong ty 189 - 189 Company

bia chi: Khu cong nghiép Pinh Vi, phuong Bong Hai 2, quan Hai An, thanh
phd Hai Phong.

bién thoai: (0225) 3979.706; (0225) 3979.708

Fax: (0225) 3979709; (0225) 3876.035

E-mail:.ctyl89@vnn.vn / 189shipyard@vnn.vn

Website:189shipbuilding.com.vn

Lich si hinh thanh va phdt trién

Cong ty TNHH MTV 189 - Téng cuc Cong nghiép Qudc phong thudc Bo
quéc phong, tién than 1a xuong 10B Cong binh tryc thudc Bo6 Tham Muu Quén khu
3, v6i chic nang nhiém vu: Gia cong co khi, stra chita khi tai phuc vu san sang
chién ddu. Thang 1 nim 1989, xuwéng 10B Cong binh d6i tén thanh Xi nghiép 189
va chuyén tir don vi sdn sang phuc vu chién dau sang don vi hach toan kinh doanh
v&i chlic ndng: Stra chira, dong mai cac phuong tién thuy, bo, dich vu vat tu kim khi
phuc vu dong tau.

Thang 4 nam 1996 theo sy chi dao cuia Bo Quéc Phong vé sép xép lai cac
doanh nghiép trong quan d6i. Xi nghiép 189 Quan khu 3 d6i thanh Cong ty 189 Bo
Quéc Phong theo quyét dinh sb 566/QD-QP ngay 22/4/1996 do s& Ké hoach thanh
phé Hai phong cap.

Niam 2004, Cong ty duoc Tha trudng Bo qudc phong tin tudng giao nhiém vu
thuc hién du 4n dau tu “Xdy dung Trung tdm déng tau quén sy mién Bic” tai ban

dao Pinh vil v&i tong von dau tu xay dung trén 600 ty ddng. Cong ty co thé thi cong
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dong mai va sura chira tau chién d4u tir 100 dén 500 tin, tau van tai quan sy tu 1.000
dén 3.000 tin va c4c tau van tai dan sy téi 10.000 tan.

Tt quy 4/2007, cong ty da bat dau trién khai thi cong dong tau tai co s Dinh
Vii: Hang loat cac san phan dugc xuat xudng nhu: 04 tau hang 2600 tan cho Ha
Lan; 02 du thuyén K116 cho Cong ty Du thuyén Bao Ngoc; du thuyén hai than
CT100 dong cho Phap, loat tau FCS 3307, FCS 5009 dong cho Ha Lan, du thuyén
Malaysia, xudng cao tdc cho Singapore, du thuyén 135.... Tau chd quan K122 va
tu van tai tong hop kiém quan y K123 cho B6 Tu Lénh Hai Quan.

Théang 4 nim 2010 theo QD1373 ngay 30/4/2010 ciia B4 Qubc Phong, cong ty
189 B6 Qudc Phong doi tén thanh Cong ty TNHH MTV 189.

Hién nay, Cong ty l1a mot trong nhiing nha stra chita va déng mai tau thuyén
c6 uy tin trong nganh cong nghi¢p dong tau Viét Nam. Tru sd lam viéc va nha
xudng san xut nam trén 02 co so:

Co sé 1: Tai Khu Coéng nghi¢p Dinh vii - Phuong Pong Hai 2 - Hai An -Hai
Phong v6i1 dién tich 35,4 ha.
Co s& 2: Tai s6 27 - Truong Chinh - Kién An - Hai Phong véi dién tich 3 ha.

Thi truong chinh ciia Cong ty 1a cac co quan, doanh nghi€p co tau stra chira va
dong mai. Cac san phdm tau cao cap dang chiém linh dugc thi truong thude khoi
luc Iugng an ninh quéc phong, lyc lugng ctru hd, ctru nan va cac don vi van tai
thwong mai, cac cong ty kinh doanh du lich bang dudng bién. Ngoai ra cong ty con
nhan gia cong ché tao cac ciu kién bang kim loai khac theo yéu cau ciia khach
hang.

DPau nam 2011, Cong ty 189 bit dau khoi cong dong mdi tau tuan tra Canh sat
bién DN2000, day 1a san phidm quan trong c6 qui md 16n ddi voi Cong ty ca vé
cong nghé phuc tap 1An quy mé dau tu 13 co hoi dé Cong ty tu khang dinh minh
trong ning luc cong nghé déng méi cac san pham co tiéu chuan chit luong - k¥

thuat cao.
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V61 vige lién tuc nang cao trinh d§ cong nghé, day chuyén san xuét, ndm bat
nhu cau thi truong, Cong ty 189 ludn tim toi va phat trién dé cho ra doi nhiing san
pham méi v6i nhiéu tinh nang khac nhau nhu gia cong ché tao cac san pham: Xe
chd tau, Cau shiploader, Dan 6ng Stinger, San nang, dan ang ten,....

Hién nay, Co s& dong mdi va stra chita tau tai Pinh Vi dép tng diy du cac
muc tiéu dong mai va stra chira cac tau quan sy hién dai co trong tai to1 2.500 tan
phuc vu cho Quan doi; Cung voi ddi ngii can by - cong nhan k¥ thuat lanh nghé,
cac hé théng nha xudng va may moc thiét bi hién dai (San nang 2.800T co thé
nang tau cé trong tai toi 5.000 tin, cau tau 15.000 tin, cac may moc thiét bi thi
cong chuyén dung dugc nhép khau tir cac nudc tién tién,..), chic chin Cong ty 189
c6 d kha nang thuc hién thanh cong cac du an déng tau phuc vu cho Qudc phong
- An ninh duoc duyét va cac tau dan sy, déng thdi Cong ty cd nhiéu loi thé trong
qua trinh hoi nhép, phat trién: gia cong ché tao nhitng san pham dic thu, doi hoi
yéu cau k§ thuat cao.

Tan dung kha ning sin c6 vé trang thiét bi may moc, d6i ngii can bd ki thuat

va cong nhan lanh nghé. Céng suit hang nim cua Céng ty c6 thé déng dugc:

- Tau bién ¢6 trong tai 1000 < P < 5000 tan: 1+2 chiéc/nam;
- Tau bién van tai c6 trong tai P <1000 tan: 1+2 chiéc/nam;
- Tau tudn tra, tau khéach cao tc: 1+2 chiéc/ nam;
- Céc loai ca no cao tde vo hop kim nhom: 150 chiéc/nam;

- Gia cong ché tao nhitng san pham dic thu, yéu cau k¥ thuat cao.

Ngoai ra, Cong ty 189 con 1a mot doanh nghiép xuat nhap khau va kinh doanh
cac loai vat tu kim khi, trang thiét bi tau thuy, vat liéu cao cap dé ché tao cac thiét bi

nhu noi that va cac chi tiét co khi.

Cong ty 189 1a mot doanh nghiép c6 tdc do ting trudng tot. Cong ty ludn hoat

dong san xuét kinh doanh hiéu qua va dat lgi nhuéan cao.

2.1.2 Linh vwc kinh doanh ciia cong ty
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Theo Quyét dinh s 1373/QD-BQP ngiy 30/4/2010 ctia B6 Qudc phong;

nganh nghé san xuat kinh doanh ciia Céng ty nhu sau:

+ Dong mdi, sua chita cac phuong tién thiy.

+ San xuat cac cau kién kim loai.

+ Kinh doanh vat tu kim khi.

+ Xuét nhap khau vat tu, may moc, thiét bi tau, xuéng cac loai.

+ Van tai duong song, dudng bo.

+ Kho bai va luu gilt hang hoa trong kho.

+ Béc xép hang hoa cang bién.

+ Hoat dong dich vy hd tro truc tiép van tai ven bién va vién duong.
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2.1.3. Co ciu té chirc quén Iy ciia cong ty

Giam dbc < > Chinh 1y
PGD PGP Ky thuat PGD tai chinh PGP K¢ hoach
SX Kinh doanh SX
| | |
Y A 4
Phong Phong Phong || Phong | | Phong | | Phong Phong || Phong Phong
TCKT KDXNK | | KHSX ||An toan| | TCLD || KCS KTCN || Vattu | | HCHC
Céc Xi nghiép, Phén xuong Dong
moi - Stra chita
Céc To Lap Céac T6 may Cac Tb bién Céac T6 Noi
rap that
Céc T Han Céc T6 Ong Céc TH Céc T Son
|
[ May cong cu
Céc T6 Han ]
Céc To
thép R L
Cac To TO trién da naoon
] Lip dat thiét bi
Céac To Céc T
Gia céng Co khi Vé sinh Céng nghiép

So d6 2.1. Co ciu to chire quan 1y ciia cong ty TNHH MTV 189
Co cdu t6 chirc Cong ty TNHH MTV 189
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- Gidm déc: 1a dai dién phap nhan cia Cong ty va chiu trach nhiém trudc
Téng cuc CNQP, B Qudc phong ddng thoi chiu trach nhiém trude phap luat va cap
lly vé diéu hanh moi hoat dong ctia Cong ty. La ngudi co quyén diéu hanh cao nhat
trong Cong ty.

- Chinh 1y: 1a nguoi ch tri vé chinh tri, chiu trach nhiém truéc cép trén va
cap iy Vé toan bo cac hoat dong cong tac Pang va cong tac Chinh tri trong don vi;
c6 trach nhiém tryuc tiép chi dao, t chirc tién hanh cac nodi dung CTD - CTCT theo
chtee trach, nhiém vy. Dong thoi gitp gidm ddc chi dao cong tac can b, cong tac to
chtc lao dong tién luong; cong tac hanh chinh - hau can trong toan don vi va dinh
hudng xay dung ké hoach chi tao cong tic hanh chinh, quan y, doanh trai, bao vé va
v¢ sinh mo1 trudng.

- Phé Giam déc san xuat kinh doanh: La ngudi gitip Giam déc chi dao xay
dung cac du an dau tu ctia don vi, to chirc tham dinh, xét duyét cac du 4n dau tu cia
cac don vi truc thudc. To chirc cong tac ké hoach didu do, vat tu, san xuat Quéc
phong va kinh té caa Cong ty. T chuc trién khai cong tac phan tich, danh gia thi
tredng va cong tac hop tac quéc té cua Cong ty.

- Phé Giam doc Ki thudt: Giup giam dbc chi dao cong tac khoa hoc k§ thuat,
cong nghé trong toan Cong ty. Chu tri gidi quyét cac van dé k¥ thuat cong nghé phat
sinh. Pinh hudéng xay dung ké hoach, chi dao thuc hién cong tic nghién ctru, dao
tao, huan luyén, sang kién ctia Cong ty.

- Phé Gidm déc Tai chinh: 1a nguoi giap Giam ddc chi dao, t6 chirc, thuc
hién cong tac ké toan, thong ké cua cong ty va truc tiép chi dao phong tai chinh. Ké
toan truong chiu trach nhiém hudng dan, don ddc va kiém tra cac cong viéc tai
chinh - ké toan dong thoi chiu trach nhiém véi cip trén vé s6 lidu bao cdo tai chinh
cua toan Cong ty.

- Phé Giam doc Ké hoach San xudt: Giap giam doc chi dao cong tac 1ap ké
hoach san xuat cac san pham. Pinh hudng xay dung ké hoach hoat dong san xuat
theo tirng thoi ky. Chi dao cong tac diéu do san xuét trong toan Cong ty.

- Phong Ké hoach San xudt: Tham muu, quan 1y va to chic thuc hién nhiém

vu Vé cong tac ké hoach san suat kinh doanh, xuat nhap khau va thi truong; Diéu do
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san Xuat; Cong tac tac huan; Quan Iy kho vat tu, thiét bi, hang hoa; Céng tac dau
tu, Tiéu thy san pham, dich vu mua ban hang hoa san pham, Xuc tién thong mai;
Nghiéu ctru, hoach dinh chinh sach phat trién thi truong.

- Phong T6 chirc - Lao déng , Tham muu, quan 1y va té chic thuc hién
nhiém vu V& cong tac to chic lao dong tién lwong; Nhan su, chinh sach, bao hiém
x3 hoi; Binh muc lao dong; Huan luyén dao tao; Thuc hién chinh sach xa hoi khac.

- Phong Vat nr: Tham muu, quan 1y va té chac thuc hién nhiém vu vé cong
tac dam bao cung ung vat tu, ban thanh pham phuc vu san xuét quéc phong, san
xuat kinh té.

- Phong Tai chinh - Ké todn: 1a phong tham muu, quan 1y, t6 chtrc thuc hién
nhi¢m vu cong tac hach toan ké toan, quan 1y tai chinh.

- Phong K7 thudt - Céng nghé: Tham muu, quan 1y va té chic thuc hién
nhiém vu vé cong tac k¥ thuat cong nghé, cong tac nghién ctru phat trién san pham
m&i, cong nghé mMéi, quan Iy mau ma, nhan hiéu hang hoa; Céng tac cong nghé
thong tin; Theo dbi cong tac sang kién, cai tao hop Iy hoa san xuat.

- Phong An Toan : Tham muu, quan Iy va td chtc thuc hién nhiém vu vé
cong tac an toan lao dong.

- Phong Kiém tra chdt liong san pham (KCS): Té chuc kiém tra chét luong
vat tu, san pham; Thir nghiém va nghiém thu cac san pham; Céng tic tiéu chuan -
Do luong - Chat lwong; Bé xuat bién phap ngan chin cac san pham sai, hong trong
san xuat; Quan Iy budng do luong; kiém tra cong tac thuc hién ISO trong toan Cong ty.

- Phong Chinh tri: 1a phong thuc hién cac cong tac Bang, cong tac chinh tri,
cong tac can bo ,tuyén huén, kiém tra, thi dua khen thudng va cong tac quén chung.

- Phong Hanh chinh - Hau can: T6 chtc quan 1y cong tac hanh chinh, hau
can, doi song, doanh trai, quan trang; Cong tic quan y; Cong tac phap ché; Pam bao
thong tin lién lac; BDam bao phuong tién 6 t0.

- Cdc phan xwong xi nghiép: Thuc hién san xuat cac san pham theo ké hoach

ciia Cong ty va sy diéu hanh ciia cac phong ban chirc ning.
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2.2. Thuc trang tao dong lwc lao dong tai cong ty TNHH MTV 189 giai
doan 2013 — 2017

2.2.1. Cac noi dung tao dong luc ciia cong ty
2.2.1.1. Xdc dinh nhu cau cia nguoi lao déng

Cho dén nay, Cong ty TNHH MTV 189 van chua c6 mot hoat dong nio chinh
thitc dé nham xac dinh cac nhu cau ctia ngudi lao dong trong cong ty. Thuc té, tit ca
nhiing nguyén vong, mong mudn ctia ngudi lao dong ciing chii yéu 1a do nguoi lao
dong tu dé& xuét truc tiép vaoi lanh dao Cong ty hodc duoc phan anh théng qua cac
kénh khac nhau nhu qua ngudi quan Iy truc tiép, qua to trudng cong doan bo phan,
qua cac to chirc quan ching nhu doan thanh nién, céng doan, hoi phu nit hodc qua cac
bubi sinh hoat dang, giao ban tuan, giao ban thang... do d6, ban linh dao Céng ty
thue sy chua ndm bt dugc hét cac nhu cau cia ngudi lao dong vi vy cong ty ciing
mai chi dua ra duge cac bién phap chung chung dé tao dong lyc cho nguoi lao dong.
Céc bién phap tao dong luc cua Cong ty TNHH MTV 189 hién nay theo danh gia ctua
hoc vién 14 dan trai va chua c6 sy tip trung vao cac nhém t6, doi san xuat. Cong ty
cling da dang va s& cd ging dap ing mot sd nhu cau cau thiét cua ngudi lao dong,
dong thoi trong chinh sanh chét lugng hang nam ciia Cong ty dua ra ciing da c6 mot
s0 cac bién phap nham théa man cac nhu cau cia ngudi lao dong. Tuy nhién, do dén
nay van chua ban hanh thanh vin ban cac bién phap chuan dé xac dinh nhu ciu cua
nguoi lao dong dang lam viéc tai Cong ty do d6 ban lanh dao Cong ty ndm bat duoc
hét cac nhu cau thiét yéu ciia timg nhan vién.

Theo hoc thuyét nhu cau ciia Maslow thi mdi nguoi tai mot thoi diém khac
nhau s& c6 nhimg nhu cau khac nhau va mirc do wu tién cta nhu cau ciing s& khac
nhau. Do vay, viéc tim hiéu dé xac dinh nhu cau ctia nguoi lao dong s& gitip cho ban
lanh dao Cong ty TNHH MTV 189 dua ra dugc cac chinh sach va bién phap nham
thoa man cac nhu ciu nguoi lao dong. Hién nay ban linh dao Cong ty dé nam bt
duoc cac nhu cau cua ngudi lao dong thi méi chi dirng lai qua cac bao cdo tong hop

tir cic Xi nghiép, Phan xudng, to doi san xuét gui 1én thong qua cac lan dai hoi
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cong nhan vién chuc dugce t6 chire dinh ky mdi nim mot lan. Do d6, dé dua ra duoc
cac bién phép cu thé thi s& 1a khé khan ddi voi ban lanh dao Cong ty

Trong qua trinh thuc hién dé tai, dé c6 thé danh gia dugc cong tac tao dong
luc lao dong tai Cong ty TNHH MTV 189, chiing t61 da tién hanh khao sat nhu cau
ctia ngudi lao dong (khong gitr chire vu quan 1y) dang lam viée tai cong ty 189. Két

qua duoc tong hop tai bang 2.1.
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Bang 2.1. Két qua khao sat cac nhu ciu ciia nguoi lao dong tai cong ty TNHH MTV 189

Cac mirc d9 thoa méan nhu ciu ciia nguoi lao dong
Nhu ciu 1 2 3 4 5 6 7 8 9 10
SL| % |[SL| % |[SL| % |SL| % |SL| % ([ SL| % |[SL| % |SL| % |SL| % |SL | %

Thu nhép cao, ché

ae oA 114 1475| 26 |108| 26 (108 22 |92 | 14 |58 | 18 |75 | 7 |29 | 6 |25 | 5 |21 | 2 |08
dai ng6 thoa dang

Cong viéc ¢o tinh

PP 26 | 108 | 88 | 36.7| 24 {100 20 | 83 | 20 | 83 | 16 | 6.7 | 24 {100 14 | 58 | 6 | 25| 2 | 0.8
on dinh

biéu kién lam viéc

e 22192 |18 | 75|16 | 6.7 | 22|92 |24 |100| 16 | 6.7 | 16 | 6.7 | 32 |133| 55 |229| 19 | 7.9

Moi quan hé tap

P 16 | 6.7 | 18 | 75| 22|92 | 20| 83| 26 |108| 22 | 9.2 | 57 |238| 20 |83 |17 | 7.1 | 22 | 9.2
thé doan keét

Ghi nhan thanh
tich trong cong 10 | 42 |16 | 6.7 | 18 | 75| 20| 83 | 14 | 58 | 60 | 250 32 {133 26 /108 | 24 | 10.0| 20 | 8.3
viéc

Cohdidugcdao | 16 | 67| 18| 75| 14 | 58 | 16 | 6.7 | 64 |267| 24 |100| 18 | 75 | 12 | 50 | 22 | 92 | 36 | 15.0

tao

Cohdithingtién | 2 | 08| 6 | 25| 14 | 58 | 18 | 75| 22 | 92 | 30 |125| 32 | 13.3| 32 |13.3| 30 | 125| 54 | 225
Cong viéephuhop | oy | 95 | 18 | 75 | 16 | 6.7 | 68 |283| 24 (100! 18 | 75 | 16 | 67 | 22 | 92 | 17 | 71 | 19 | 7.9
nang luc

Lich trinh lam viée | ¢ o5 | 18| 75 | 74 |308| 18 | 75| 16 | 67 | 20 | 83 | 18 | 7.5 | 20 | 83 | 28 |11.7| 22 | 9.2
thich hop

Tu chu trong cong

vide 6 | 25|14 | 58|16 67|16 | 6.7 16 | 6.7 | 16| 6.7 | 20| 83 | 56 |233| 36 |150| 44 | 183

Tong cong 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 204 100

(Nguon: Két qua khdo sdt tai cong ty TNHH MTV 189)
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Mirc ¢ danh gia theo thir tw giam dan tir mirc d6 1 dén muirc d6 10.

Qua bang téng hop trén cho thdy nhu cau "Thu nhdp cao, ché dai ngéd théa
ddng " 1a nhu ciu can thiét va quan trong nhat (v6i 47.5% sé nguoi Iwa chon). Qua
d6 co thé nhan thay rang lwong, thudng van 1a van dé dugc quan tim nhat trong sd
nhitng nhu cu ctia ngudi lao dong 1am viée trong cong ty. Diéu nay ciing dé hiéu
khi mirc séng clia nguoi lao dong trong cong ty hién nay van con thap, nhu cau sinh
Iy dé ton tai dé nuoi song gia dinh va ban than cang ngiy cang tré 1én quan trong
hon. Tiép theo 13 nhu cAu “Céng viéc cé tinh 6n dinh” chiém ty 1& cao thr hai véi
88/240 s6 phiéu va chiém ty trong 36.7% s6 ngudi lya chon. Piéu nay ching to
ngudi lao dong van mong mudn cé mot cong vide 6n dinh dé dam bao cudc song
cho ho va gia dinh. Tiép theo 1& nhu cau “Lich trinh lam viéc thich hop” (v6i
74/240 s6 phiéu, chiém 30.8% s nguoi lra chon). Diéu nay ciing dé hiéu 1a do dic
thu cong viéc, tién do thi cong va chiu su tdc dong manh mé bdi yéu t thoi tiét do
vay thoi gian 1am viéc ciia cong ty khong ¢ dinh, thudng xuyén phai lam viéc trén
8 gid/ngay va lam dém. Boi vay da s6 nguoi lao dong déu c6 mong mudbn co6 mot
lich trinh 1am viéc thich hop hon. Ptng & vi tri thir 4 14 nhu cdu “Céng viée phir hop
véi nang lyc” véi (68/240 sb phiéu va chiém 28.3% tong sd ngudi lya chon). Vi tri
thr 5 14 nhu cau “Co héi dwge ddo tao” véi (64/240 sd phiéu va chiém 26.7% tong
$6 nguodi lya chon). Vi tri thtt 6 1a “Ghi nhan thanh tich trong cong viéc” véi
(60/240 s6 phiéu va chiém 25% sd nguoi lua chon). Vi tri thir 7 14 “Méi quan hé tdp
thé doan két” v&i (57/240 s6 phiéu va chiém 23.8% sb nguoi lwa chon). Vi tri thir 8
1a “Tw chi trong cong viéc” voi (56/240 sb phiéu va chiém 23.3% s phiéu lua
chon). Vi tri thit 9 1a “Biéu kién lam viéc to1” véi (55/240 sb phiéu va chiém 22.9%
sO ngudi lua chon). Vi tri thtr 10 1a nhu cau “C6 co héi thing tién” véi (54/120 sd
phiéu va chiém 22.5% s6 nguoi lya chon).

Bang tong hop va phén tich trén s& 1am cin cir dé ban lanh dao Cong ty TNHH
MTYV 189 dua ra nhing chinh sach tao dong luc lao dong pht hop nhim dap tng va
thoa méin nhu ciu cua ngudi lao dong, tir 46 s& gop phan ning cao hiéu qua cong

viéc cua nguoi lao dong.
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Tao dong luc lao dong cho nguodi lao dong la viéc lam quan trong va co ¥
nghia rat 1on dé mot cong ty 6n dinh va phat trién lau dai trong méi trudng canh
tranh hién nay. Vi vay dé nang cao dong luc lam viéc cho nguoi lao dong, cong ty
can c6 nhing bién phap thoa méan véi nhitng nhu ciu ciia ngudi lao dong.

Tur két qua khao sat trén dé co co s& tham muu cho ban 1anh dao Céng ty
luu ¥ dé diéu chinh dua ra cac chinh sach thyc té, cu thé sat voi nhu cau mong
mudn cia ngudi lao dong, gop phan tao dong luc lao dong cho ngudi lao dong dé

dat hiéu qua cao hon trong cong Viéc.

2.2.1.2. Co s¢ dé cong ty TNHH MTV 189 da lua chon cdc bién phap tao dong luc
lao dong

Tao dong luc cho nhan vién dé ho hing say lam viéc dong gop cho doanh
nghiép khéng ngimg phat trién 13 mot qué trinh phirc tap. Xét dudi goc dé quan 1y
thi d6 13 nhiig tac dong ctia nha quan Iy dé lam nay sinh dong luc trong ca nhan
clia cac nhan vién thudc quyén. Trong lich str cac to chirc, cac doanh nghiép da
thuong ap dung hai bién phap tic dong nhim tao dong luc:

Mot 13, cudng birc nhan vién thong qua bién phap cudng birc kinh té. Bién
phap nay thuong dién ra trong cac ché d6 tu hitu, nd thé hién rd rét nhat 13 thoi ky
dau cua chi nghia tu ban. Ngay nay bién phap nay thuong khong con duge nhidu t6
chuc 4p dung nira.

Hai 1a, kich thich tao dong luc cho nhan vién thong qua cac bi¢n phap
khuyén khich vat chét va tinh than ddi voi nhan vién dé tao ra dong luc 1am viéc
cho 6 chirc. Theo tién trinh phat trién va sy ngay cang van minh ciia loai nguoi thi
loai hinh tac dong thir hai nay ngay nay duoc ap dung rong rii trong cac to chiic,
cac doanh nghi¢p.

Hién nay Cong ty TNHH MTYV 189 da va dang ap dung bién phap thu hai.

Cong tac quan 1y doi hoi phai tao ra va duy tri mot moi truong lam viée ma & do
moi ngudi 1am viée cling nhau dé hoan thanh mot muyc tiéu chung. Mot nha quéan 1y s&
khong thé 1am duoc diéu d6 néu ho khong biét 1am thé nao dé thuc day tao dong e cho

nhan vién ctia minh.
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2.2.1.3. Banh gia mirc do thoa man cua nguoi lao dong tai cong ty TNHH MTV 189

Pé danh gia muic d6 thoa min ciua nguoi lao dong trong Cong ty thi
ngoai nhitng yéu té ké trén anh huong dén tao dong luc cho nhan vién thi mot
yéu t6 khong kém phan quan trong 13 dam bao su cong bang trong to chirc. Yéu
t6 nay mang lai dong luc dé thuc day cho nguoi lao dong hang say lam viéc. Dé
duy tri sy cong bang cho moi ngudi thi Cong ty TNHH MTV 189 di t6 chuc
danh gia vé bau khong khi 1am viéc cho nhén vién va danh gia mac d6 thuc

hi¢n cong viéc tai Cong ty.
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Bing 2.2. Panh gia két qua vé biu khong khi lam viéc cho ngwoi lao dong tai cong ty TNHH MTV 189

Cac mirc do danh gia

STT N¢i dung danh gia Khong dong | Khong dong | Khong c6 y Pong y mét | Péng ¥ hoan z
S R , <X b4 \ Tong
y hoan toan y kién phan toan
1 2 3 4 5
SL % SL % SL % SL % SL % SL %
A | Méi treong lam viéc
1 | COng viee bo tri c6 phu 4 | 17| 5 | 21| 74 | 308 | 15 | 63 | 142 | 59.2 | 240 | 100
hop voi kha nang khong?
Phén cong trach nhi¢m
2 | trong cong viéc cO 1o rang, 10 4.2 12 5.0 64 26.7 23 9.6 131 | 546 | 240 100
hop 1y khong?
3 | Congvice ¢6 kha nang 88 [ 367 | 33 | 138 | 16 | 67 | 34 | 142 | 69 | 288 | 240 | 100
thang tién khong?
Kha nang thang tién co
4 | cong bang va khach quan 11 4.6 14 5.8 42 17.5 46 19.2 | 127 | 529 | 240 100
khong?
5 |Baukhongkhilamviecco |\ )| 12 | 7 | 59 | 48 | 200 | 67 | 279 | 114 | 475 | 240 | 100
than thién, vui vé, khong?
g | rangthietbilamvieceo |\ o | 59 | g | o5 | 13 | 54 | 98 | 408 | 116 | 483 | 240 | 100
dam bao khong?
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Pé biét dugc ngudi lao dong danh gia moi truong lam viée tai Cong ty
TNHH MTV 189 nhu thé nao tic gia da lap phiéu khao sat va két qua nhu bang
2.2

Theo két qua danh gia thi phan 16n ngudi lao dong trong Cong ty di cam
thay hai 1ong voi moi truong 1am viée hién tai, tuy nhién van con mot s6 nguoi thiy
khong hai long. Nhu vay c6 thé thay Cong ty TNHH MTV 189 vé co ban da déap
ng dugc nhu cdu pht hop vé mdi trudng lam viéc.

V& may méc, trang thiét bi dau tir cia Cong ty TNHH MTYV 189 thi phéan 16n
ngudi lao dong cam thdy da dugc dap tng hop Iy va day du (mirc do hai long cia
ngudi lao dong tir dong ¥ mot phan cho dén hoan toan dong y 1a 89,2%).

Bau khong khi lam viéc trong Cong ty la than thién, vui vé. Thudng
xuyén Cong ty t6 chirc cac chuong trinh dé nguoi lao dong duoc tham gia vao cac
phong trao nhu thé thao, vin héa, chuyén moén nghiép vu cho da sé nhan vién va
dugc danh gid (muc do hai long ciia ngudi lao dong tir dong ¥ mot phan cho dén
hoan toan dong y 1a 75,4%).

Kha ning thing tién ctia nguoi lao dong 1a khach quan (muc d6 hai long
ctia ngudi lao dong tir d6ng ¥ mot phan cho dén hoan toan dong ¥ 1a 72,1%).

Panh gia vé cong viéc bd tri c6 phi hop voi kha niang khong ngudi lao dong
danh gia & muc (mc do hai long cia ngudi lao dong tir ddng ¥ mot phan cho dén
hoan toan dong y 1a 65,4%).

V& phén cong trach nhiém trong cong viéc c¢é 1 rang, hop 1y khongngudi lao
dong danh gia & mirc (mirc do hai 1ong ctia nguoi lao dong tir ddng ¥ mot phan cho
dén hoan toan dong y 13 64,2%).

Tuy nhién danh gia vé coéng viéc c6 kha ning thing tién két qua mdi chi
dimg lai & (42,9%) ciing dé hiéu cho két qua nay vi da phan nhan vién trong
Cong ty la nguoi truc tiép lao dong. Ho mdi chi chu yéu dugce dao tao qua céac

trudng nghé.
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Bing 2.3. Panh gia két qua thwe hién cong viéc tai cong ty TNHH MTV 189

STT

Noi dung danh gia

Cac mure do danh gia

Khéng dong

Pong y mot

Pong y hoan

Khéong dong Khong co y Té
y hoan toan y kién phan toan ong
1 2 3 4 5
SL % SL % SL % SL % SL % SL %
B | Panh gia thyc hién cong viéc
1 | CO hailong vi két qua danh| o7 | 415 | 35 | 133 | 66 | 275 | 52 | 217 | 63 | 263 | 240 | 100
gia thuc hién cong viéc khong?
o | Chu ky danh gid thye hién| g | 75 | 37 | 954 | 28 | 117 | 65 | 274 | 92 | 383 | 240 | 100
cong viéc
g |Cactieuchidinhgidladaydu| o | 59 | o | 38 | 11 | 46 | 20 | 83 | 193 | 804 | 240 | 100
va hop ly khong?
C6 hai long vé cong tac danh
4 | gid thuc hién cong viéc dang ép | 19 7.9 31 12.9 33 13.8 95 39.6 62 25.8 | 240 100
dung khoéng?
Két qua cong ty danh gia c6
5 |phan anh ding két qua thuyc | 22 9.2 33 13.8 34 14.2 70 29.2 81 33.8 | 240 | 100
hién cong vi¢c khong?
Co dugc cdp trén va dong
6 | nghi¢p cong nhan nhing dong | 17 7.1 26 10.8 48 20.0 64 26.7 85 354 | 240 100
gbp cua anh/chi tai Cong ty
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Khi nguoi lao dong tham gia trong mot t6 chire thi ho déu c6 mong mubn to chirc
d6 ghi nhan nhiig déng gop cia minh cho doanh nghiép va dugc moi dong nghiép ciing
nhu lanh dao trong to chirc ton trong va ghi nhan. Nhin vao bang két qua khao st trén ta
c6 thé thay ty 1& nguoi lao dong nhan xét vé cong tac danh gia thuc hién cong viée cua
Cong ty TNHH MTV 189 tir mirc ddng ¥ mot phan dén hoan toan dong ¥ chiém ty 1&
kha cao (déu trén 50%). Piéu nay da ching té cong tac danh gia thuc hién cong viéc tai
Cong ty TNHH MTV 189 da duogc nguoi lao dong tu danh gia 1a hai long va yén tam
cong tac. Nhu véy theo thuyét thap nhu ciu cia Maslow, cong tac danh gia thuc hién
cong viéc ctia nhan vién tai Cong ty TNHH MTV 189 da thoa man vé nhu cau duge ton
trong cia nguoi nguoi lao dong & mirc cao.

Tuy nhién, ngoai nhitng diém tich cuc da néu & trén thi hoc vién thay, cong tac
danh gia thyc hién cong viéc cua Cong ty TNHH MTV 189 van con mang tinh chung
chung, tinh phan loai chua cao, dua ra duogc it ti€u chi va con so sai. Nhu vay, co thé
thdy nhimng ngudi lao dong duoc khao sat hai long véi cong tac nay co thé 1a nhimng
ngudi co dong gop chua nhiéu trong Cong ty nhung ho van dugc danh gia kha cao,
duoc danh gia t6t. Nguoc lai nhimg ngudi da danh gia cam thay khong hai long lai c6
thé 1a nhiig ngudi c6 nhiéu déng gop cho Cong ty TNHH MTV 189 hon so vé6i nhiing
nhan vién khac nhung ho ciing chi duoc danh gia ngang bang so v&i nhimg ngudi khac.
Do vay, dé hoan thién cong tac danh gia thuc hién cong viéc thi Cong ty TNHH MTV
189 phai dua ra cac bién phap nham hoan thién cong tac danh gia thuc hién, dam bao
viéc danh gia duoc cong bang va chinh xac, két qua thuc hién cong viéc cua ngudi lao
dong, khong chi phuc vu cho hoat dong tra lwong ma viéc danh gia nay con phuc vu
nhitng hoat dong quan tri nhan luc khac dé tao dong lyc va tinh than 1am viéc cho
nguoi lao dong trong cong ty. Nhu vay, viéc tao dong luc cia Cong ty TNHH MTV
189 s& hiéu qua hon, c6 tinh kich thich cho ngudi lao dong duge lam viée va cong hién

cho Céng ty nhiéu hon.

2.2.2. Céc yéu t anh huéng tdi tao dpng luc lao dpng ciia Cong ty TNHH MTV 189
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Dé hoan thanh tot nhiém vu san xuét, kinh doanh, Cong ty TNHH MTV 189
khong ngirng hoan thién va ning cao cac mat trong cong tac quan ly. Trong do6 co
cac yéu td chu quan nhu: Khoa hoc, ki thuat, cong nghé san Xuat, nang lugng,
nguyén vat li¢u, co s& ha t?mg va dac biét phai ké dén 1a yéu t6 con nguoi. Yéu tb
khach quan nhu chinh sach ctia chinh phu, diéu kién kinh té xa hoi, co cdu chuyén
dich lao dong, vi thé cua nganh...cling tac dong khong nho td1 chinh sach tao dong

luc lao dong cua Cong ty.
2.2.2.1. Tdc ddng tir cdc yéu to trong Cong ty

Trinh d6 va kha nang t6 chirc lao dong ciia mdi doanh nghiép cé tic dong manh
m@ t&i ning suat lao dong thong qua viéc xac dinh phuwong huéng phat trién, phan cong

lao dong, ché d¢ tién lvong, tién thudng, t6 chirc phuc vu noi lam viée...

Muc tiéu, chién luge phat trién ciia Cong ty TNHH MTV 189,
Ké hoach vé dinh hudng phat trién ctia Cong ty trong thoi gian t6i co xdy dung
ra cac cac muc tiéu chu yéu nhu sau:

+ Nang cao chit luong lao dong trong Coéng ty TNHH MTV 189 ca vé pham chat
dao dirc va ning luc chuyén mon. Pang ty, ban giam ddc, cip uy, chi huy cc phong,
xi nghiép, phan xudng thudong xuyén giao duc cong tac tu tuong, chinh tri cho nguoi
lao dong. Tich cuc doi mai ndi dung, phuong phép, hinh thtc gido duc chinh tri co
ban, phu hop vai dic diém nhiém vu SAN XUAT KINH DOANH cua don vij va sat
voi timg d6i twong. Tang cudng kiém tra va quan 1y chat ché chat lugng gido duc tai
cac co quan, don vi truc thudc. Chu dong nam bét, kip thoi dinh hudng, giai quyét tam
tu, nguyén vong, kién nghi chinh déng ctia can bo, dang vién, quan chang. Phat huy vai
trd ctia Co quan chinh tri, cdp ay, chi huy cc cip trong dau tranh, phan bac cac luan
diéu phan dong, tiéu cuc, phong, chdng suy thoai, "tu dién bién"," ty chuyén hod". Chu
dong cung cp thong tin, tuyén truyén chu truong, duong 16i cua Pang, chinh sach,
phap luat ciia Nha nuéc, nhig nhan t6 tich cuc, dién hinh tién tién, guong nguoi tot,

viéc tot.
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Xay dung va ban hanh, thuc hi€n B0 ti€u chi hoc tap va lam theo tu tudng, dao
dtrc, phong cach HO Chi Minh d6i véi can bo, dang vién, nhat 1a can bd chu tri cac cép.
Hang nam, trién khai cho can bo, dang vién viét cam két rén luyén, giit gin pham chat
dao dtec, 16i séng, khong suy thodi, “tu dién bién”, “tu chuyén hoa”, gén vo1 Culc van
dong “Phat huy truyén thong, cdng hién tai ning, xting danh Bo d6i Cu Hb™; Cap uy,
chi bd néu cao trach nhiém kiém tra, giam sat, don ddc viéc thuc hién cam két cua
can bd, dang vién ¢ co quan, don vi minh.

Quan triét, thuc hién nghiém tac viéc kiém diém tu phé binh va phé binh tap thé,
ca nhan, danh gia phan loai can by, dang vién, hoi vién, doan vién hang ndm va dot
xuat. Cam két rén luyén, giir gin pham chat dao dic, 16i séng, ngan chan, day Iui cac
biéu hién suy thoai, “tu dién bién”, “tu chuyén héa”; dé cao tinh guong mau, tu giac
kiém diém, trach nhiém néu guong cua can bd chu tri cac co quan, don vi.

+ Ngoai nhi€ém vu chinh 1a dong va stra chita tau cho Quan déi thi Cong ty
TNHH MTV 189 tan dung hét ning lyc du thira & mé rong va phat trién thém cac
nganh nghé kinh doanh, san xuat da dang khac nhau. Nhu kinh doanh budn ban thép va
cac trang thiét bi tau thuy, kinh doanh dich vu ciu cang, boc xép hang hoa, dich vu kho
bai. Cac cong viée trén dd gop phan dong gop vao téng doanh thu, lgi nhuan cho cong
ty khoang 20% mdi nam.

pé muc ti€u dat ra dugc hoan thanh thi doi hoi Cong ty TNHH MTV 189 phai
dua ra nhiing chinh sach vé nhan luc ndi chung va chinh sach tao dong luc cho nguoi
lao dong nodi riéng mot cach cu thé, dam bao cac yéu to vé giam chi phi san xuat va
nang cao hi¢u qua kinh doanh.

Quan diém chi dao cta ban gidm dbc cong ty TNHH MTV 189 vé van dé tao
dong luc lao dong 1a: “Con ngudi 1a quan trong nhét, 1 trung tim cta sy phat trién,
quyét dinh dén sy thanh bai cua cong ty. Phat huy t6i da, hiéu qua ngudn luc con ngudi
san co dé tao dugc loi thé canh tranh”.

Nhan thtrc dugc vai tro rat quan trong cua con nguodi doi véi to chirc nén ban

48



giam doc Cong ty TNHH MTV 189 luén coi cong tac tao dong luc lao dong 1a mot

trong nhitng nhiém vu quan trong hang du ctia phong to chirc lao dong. Vi vy, mdi

mot chinh sach cua Cong ty dugc dua ra nham tao dong luc déu duge Cong ty TNHH

MTV 189 nghién ctru rat k¥ va nhan duogc su déng thuan cao cua da sd nguoi lao dong.

Dudi day 1a sb liéu vé tinh hinh san xuat kinh doanh va mot vai hoat dong tai

chinh trong 5 nam tir 2013 dén 2017 cta Cong ty TNHH MTV 189.

Bang 2.4. Két qua san xuit kinh doanh tai cong ty TNHH MTV 189

TT | Chitiéeu | D.V.tinh | 2013 2014 2015 2016 2017
2 Doanh thu Tr.d 728.428 | 726.133 | 1.195.153 | 1.389.245 | 1.624.378
3 Nop NS Tr.d 49.282 | 47.498 50.811 61.053 70.356
4 Loi nhuan Trd 27.974 | 31.298 32413 37.351 40.065
5 |ThunhgpBQ| Trd 8,8 8,4 8,9 11,2 16,9

(Nguon: Phong tai chinh céng ty TNHH MTV 189)
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Biéu dd: Két qua san xuat kinh doanh tai cong ty TNHH MTYV 189
Nhin vao s liéu trén ta thay doanh thu qua cac nam cua Cong ty TNHH MTV
189 tang déu, bat chap su khung hoang trong nganh déng tau do tap doan Vinashin
tan v&. Do d6, dé phat huy hon nira hiéu qua lam viéc thi cong tac tao dong luc phai

duoc thuong xuyén quan tdm cha trong tot.

* Ddc diém nguon nhan lyc cia Cong ty TNHH MTV 189

Bang 2.5. Su phén bd lao dong & Cong ty TNHH MTYV 189 giai doan 2013-2017
Don vi tinh: Nguoi

Nam
Don vi
2013 2014 2015 2016 2017
Giam ddc 1 1 1 1 1
Chinh ay 1 1 1 1 1
Phé Giam doc 2 3 3 4 4
Ké toan trudng 1 1 1 1 1
Kiém soat vién 0 1 1 1 1
Phong Tai chinh — K¢é toan 5 5 5 6 7
Phong Kinh doanh — XNK 32 20 22 23 23
Phong Chinh tri 5 5 4 5 6
Phong Tb chirc — Lao dong 20 9 10 11 6
Phong An toan 0 24 26 26 21
Phong Hanh chinh — Hau can 64 52 43 43 39
Phong Vit tu 16 16 16 16 15
Phong Ké hoach 4 7 6 6 7
Phong K¥ thudt — Cong nghé 25 20 28 26 28
Phong Kiém tra CL San pham 9 11 11 11 11
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XN PT1 124 150 142 123 128
XN DT2 145 155 143 115 109
PX BDMO 159 45 42 42 43
Phan xudéng GCCK 59 135 124 115 108
Xinghiép Stra chita va DV 85 124 93 85 83
Phan xudng Trang tri 28 30 26 25 32
Tong cong 785 815 748 686 674
(Nguén: Phong t6 chire lao dong cong ty TNHH MTV 189)
Trong do:
Lao djng Nam2013 | Nam2014 | Nam2015 | Nam2016 | Nam 2017
S1quan 31 35 40 45 47
Quan nhan CN 101 100 119 125 117
Cong chirc QP 0 0 0 0 0
CNV Quéc phong 64 80 68 64 59
Lao dong hop dong 589 600 521 452 451
Tong so: 785 815 748 686 674

(Nguon: Phong t6 chikc lao déng cong ty TNHH MTV 189)

Bang 2.6. Co ciu lao dong theo d9 tudi ciia Cong ty TNHH MTV 189 giai doan
2013-2017

Don vi tinh: Nguoi

Nam 2013

Nam 2014

Nam 2015

Nam 2016

Nam 2017

51




tuoi Ti I¢ Ti ¢ Ti l¢ Ti I¢ Ti I¢
SL SL SL SL SL
(%) (%) (%) (%) (%)
18-30 | 315 | 40,13 | 325 | 39,88 | 346 | 46,26 | 315 45,92 334 | 49,55
31-50 | 384 | 48,92 | 414 | 50,80 | 315 | 42,11 | 286 41,69 252 | 37,39
51-60 | 86 | 10,96 | 76 9,33 87 11,63 85 12,39 88 13,06
Téng | 785 | 100 | 815 | 100 748 100 686 100 674 100
(Nguon: Phong t6 chirc lao ddng cong ty TNHH MTV 189)
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Biéu dd: Co ciu lao dong theo dd tudi giai doan 2013-2017

Nguén nhén Iyc trong Cong ty TNHH MTV 189 ¢6 d¢ tudi kha tré. Do tudi tir

18 - 30 va 31 - 50 ludn chiém ti 16 cao va ting nhanh vé sb lwong qua cac nim. Do tudi

51-60 s6 luong lao dong chiém khong qua 14% trén tong sb lao dong cia Cong ty. Luc

luong lao dong tudi tir 18 — 30 tudi 1a luc luong chiém ty trong cao trong co ciu lao

dong cua Cong ty TNHH MTV 189, ty 1é lao dong trong do tudi nay ting déu qua cac

nam. Pay 1a d§ tudi co stuc khoe tot, co kha ndng dap tng tot cadc yéu cau cta cong
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viéc. Dic biét 1a do tudi tir 31 — 50 tai Cong ty TNHH MTV 189 di it nhiéu truong
thanh co6 kinh nghiém, trinh d6 chuyén mén viing vang la diéu kién t6t dé don vi phat
trién nhanh chéng trong twong lai. Tuy nhién, d6 tudi 51-60 1a d6 tudi c6 nhiéu nam
kinh nghiém, kién thtrc chuyén mén séu lai chiém ty 1¢ khong cao.

Nhin bang s6 liéu trén cho Cong ty TNHH MTV 189 ciing roi vio tinh trang
hut hﬁng, thiéu can bo chu chét ¢ kinh nghiém khi d0i1 ngii can bg chu chét ciia mot
sO phong ban nghi huu. Céng ty luén xac dinh co ciu ngudn nhan lyc hop 1y trude hét
cAn dam bao su hai hoa vé d9 tudi. Cac nhom tudi phai co su ké thira lién tuc, tranh
tinh trang khi c6 can bd chu chdt vé huu sé bi “h?mg”, khong cé thé hé ké can c6 thé
tiép quan cong viéc. Bén canh do, cn ¢6 su hop ly vé co ciu gidi tinh, trinh do,

chuyén mon,...
Bing 2.7. Co ciu lao dpng theo gidi tinh ciia Céng ty TNHH MTV 189 nim 2017

Don vi tinh: Nguoi

Noi dung
Nam Nir

Don vi X . . 2

Tongso | So | Ty trong So Ty trong

lugng % luwgng %

Giam doc 1 1 100,0 0 0,0
Chinh ty 1 1 100,0 0 0,0
Pho Giam doc 4 4 100,0 0 0,0
Ké toan truong 1 1 100,0 0 0,0
Kiém soét vién 1 1 100,0 0 0,0
Phong Tai chinh — K¢ toan 7 3 42,9 4 57,1
Phong Kinh doanh — XNK 23 22 95,7 1 4,3
Phong chinh tri 6 4 66,7 2 33,3
Phong T6 chirc- Lao dong 6 3 50,0 3 50,0
Phong An toan 21 20 95,2 1 4.8
Phong Hanh chinh Hau can 39 21 53,8 18 46,2
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Noi dung

Nam Nir

Don vi < . . 2

Tongso | So | Ty trong So Ty trong

lwgng % lwgng %

Phong Vat tu 15 9 60,0 6 40,0
Phong K¢é hoach 7 5 71,4 2 28,6
Phong K§¥ thuat — Cong nghé 28 27 96,4 1 3,6
Phong Kiém tra CL San pham 11 10 90,9 1 9,1
Xinghi¢p Dong tau 1 128 117 91,4 11 8,6
Xi nghiép Dong tau 2 109 105 96,3 4 3,7
Phan xudng Dién may ong 43 42 97,7 1 2,3
Phan xudng Gia cong co khi 108 106 98,1 2 1,9
Xi nghiép Sua chita va Dich vu 83 81 97,6 2 2,4
Phan xudng Trang tri 32 31 96,9 1 3,1
Tong cong 674 | 614 91,1 60 8,9

(Nguon: Phong t6 chirc lao dong cong ty TNHH MTV 189)
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Biéu dd: Co ciu lao dong theo gi6i tinh nim 2017
Qua bang co cau lao dong theo gigi tinh trén cho chung ta thay ty 1¢ lao dong
nam trong don vi 13 91.1% va ty 1é lao dong nit 1a 8.9%. Nhu vy s6 lao dong nam 16n
gip 10.23 1an so vdi s lao dong nit. Vi co cdu nay ciing kha hop 1y vi Cong ty TNHH
MTYV 189 hoat dong trong linh vuc dong tau, & cac don vi san xudt truc tiép trong cac
nha xuong, yéu cau cong viéc vat va, tiéng On cao, can c6 suc khoe. .. thi nam giéi phu
hop hon so v6i phu nit. S6 lao dong nit chit yéu & bd phan gian tiép.

Nhin chung viéc co cAu vé gidi tinh va do tudi cua luc luong lao dong khong co
bién dong qua nhiéu, diéu nay ching té rang su phan bd hop 1y vé co cdu gidi tinh va
do tudi cta lao dong trong don vi.
2.2.2.2. Tdc ddng tir cdc yéu té bén ngodi
a. Cac chinh sach dwa ra cua Chinh phu va phap luat cua nha nuwoc

Moi chinh sach thay d6i ctia Chinh phu, phép luat cia nha nuéc c6 lién quan
dén nguoi lao dong déu s& co nhitng anh hudong dén viéc tao dong luc lao dong. Cu
thé chinh sach tién luong, tién thuong, chinh sach vé lao dong doi du, chinh sach vé
co ché khuyén khich st dung lao dong dic thu, chinh sach vé tién lwong tdi thiéu,
chinh sach vé bao hiém xa hoi,... Cong ty TNHH MTV 189 luén tuan thu va thuc hién
dung phap luét ciing nhu nhitng hudng dan vé cac chinh sach thay doi ciia nha nuéc.
Diéu nay di tao cho ngudi lao dong trong Cong ty an tim dé gan bo véi cong Viéc.

b. biéu kién kinh té - chinh tri - xa hoi cua dat nudc

Céac yéu t6 vé kinh té nhu chu ky phat trién kinh té, lam phat, méc séng, that
nghiép... hay cac yéu td vé méi truong 6n dinh chinh tri - xa hoi c6 anh huéng dén
cac doanh nghiép nhét 1a cac doanh nghiép tu chu vé kinh té. Do d6 Céng ty TNHH
MTV 189 can phai ludn luén sin sang thich tng dé diéu chinh lai cac ché d6 chinh
sach ctia don vi minh dé sao cho phu hop nhat trong diéu Kién c6 thé véi tinh
hinh kinh té cua d4t nuéc nhung van dam bao duoc sy phat trién 6n dinh vé cong an
viéc lam va thu nhap caa cua ngudi lao dong trong Cong ty.

c. Pdc diém, co cau cua thi trieong lao dong
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DPic diém nay 13 nhan t6 c6 anh hudng gian tiép tdi viéc tao dong luc
trong céac to chirc, doanh nghiép. Do d6 Cong ty can c6 nhiing diéu chinh vé chinh
sach vé quy mo san xuat, chat lugng va s lugng lao dong, cac khoan thu lao sao cho
hop 1y thiic ddy cho viéc tao dong luc lao dong cho phu hop dé giit chan va thu hat
nguoi lao dong c6 tay nghé cao.

d. Vi thé nganh

bay 1a mot yéu tb cling rat quan trong no6 co tac dong truc tiép dén chinh
sach tao dong luc lao @ong cua Cong ty. Cong ty TNHH MTV 189 thudc linh vuc
san xuat kinh doanh thudc nganh céng nghiép hang hai nén trong nhiitng nim gan
day do khung hoang cua tdp doan Vinashin trong nganh nén viéc thu hat va gir
chan duoc lao dong gén bo voi nganh dong tau 13 van dau dau cua cac don vi dong
tau.
e. Chinh sdch tao déng luc ciia cdc don vi, té chike khdc

Trong diéu kién vé h¢ thong thong tin cia thi truong lao dong ning dong nhu
hién nay, nhitng t6 chirc nao c6 chinh sach dé tao dong luc lao dong tét s& chiém
duoc nhiéu wu thé trén thi truong. Nhit 13 sy dau tu va phat trién manh mé cua cac
khu cong nghiép trén dia ban thanh phd Hai Phong thi dé co thé canh tranh voi
nhimg d6i thu nay, Cong ty TNHH MTV 189 can phai dwa ra nhimg chinh sach tao
dong luc trén co sé tap trung ké thira cac vu diém vé chinh sach tao dong lec lao
dong ma Cong ty minh dang ap dung va cua ca cac Cong ty khac trén dia ban, dong
thoi phai khong ngimg tim toi, cai tién dé dua ra nhimg chinh sach mdi mang tinh
sang tao hon va c6 lgi cho nguoi lao dong.
2.2.2.3. Cdc yéu t6 anh huong tir chinh ban than nguoi lao déng

Ban than mdi c4 nhan ngudi lao dong khac nhau thi s& ¢ nhiing nhu cau ca
nhén khac nhau vé ca mat vat chat, tinh than, su khang dinh minh... C6 nguoi sé dit
yéu té vat chit 1a quan trong nhat nén ho quan tim dén chinh sach tién luong - tién
thuong ngay khi ho nop don xin vao lam viéc trong t chic, nhung ciing c¢6 nhing

ngudi cho rang quan trong nhat 1a khang dinh minh trudc linh dao, dong nghiép...Do
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d6 ma dong luc dé lam viéc ctia mdi c4 nhan khac nhau s& khac nhau. T6 chic, doanh
nghiép cang cé nhiéu nguoi lao dong thi viéc tao dong luc cho nguoi lao dong lai
cang kho khan hon.

Ngudi lao dong khi lam viéc trong mot t6 chirc nao dé thi ho ciing s& dit ra
nhitng muc tiéu khac nhau trong ngan han, trung han va dai han. Pai da sé muc tiéu
cua ngudi lao dong 1a hudng tdi c6 mot moi truong lam viéc tt, cong viéc 6n dinh va
c6 thu nhép ciing nhu kha nang thing tién cao hon.

Chinh vi nhitng 1y do trén ma ban ldnh dao va cac cip quan 1y can thudng
xuyén quan tam dén cac chinh sach cu thé, thuc té tac dong truc tiép dén nguoi lao
dong nham dap tmg dugc nhu cau ma ngudi lao dong mong mudn, gop phan cai
thién duoc dong luc lao dong cho nhan vién dudi quyén dé tir d6 s& dat hiéu qua, nang
suét 1am viéc cao hon .

2.2.3. Cac bién phap tao dong luc dwoc ap dung tai Cong ty TNHH MTV 189
2.2.3.1. Tao déng liec thoéng qua hé thong tién heong
a. Van dé vé tién luong

Thu nhap cia ngudi lao dong ludn 13 van dé dugc Cong ty TNHH MTV 189
quan tim va coi d6 nhu 1a mét cong cu quan trong dé tao dong luc lam viéc cho
nhan vién, d6 1a mot hinh thuc rat hiéu qua dé kich thich su hing say lao dong va
dem lai nhiing két qua rét tot.

Cong ty TNHH MTV 189 xay dung quy ché tra luong dua trén co s& cac van
ban vé tién luong, cac quy dinh vé bang lrong, mirc lvong va ché d6 phu cip khac theo
cac quy dinh cta cong ty, Quan Ddi va cua Nha nudc.

Hé thdng tra lvong caa Cong ty TNHH MTV 189 dwa trén cac nguyén tic la:

DPam bao sy cong khai va cong bang trude toan thé ngudi lao dong.

Tién lwong cua nguoi lao dong duoc diéu chinh ting, giam do Hoi dong tién
lwong quyét dinh. Cong ty thuc hién phan loai cp bac ki thuat va tiéu chuan nghiép vu
cho can b, nhan vién, céng nhan lam viéc tai doanh nghiép dé ap dung bang luong theo

quy dinh cua nha nudc. Co 2 hinh thic tra lwong ma cong ty dang ap dung do 1a tra
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lwong theo khéi truc tiép san xuat va tra luong theo khéi gian tiép.

- P4i voi bo phan truc tiép san xuat 1a cac xi nghiép, phan xudéng, tra lwong
theo san pham. Quy tién luvong cua cac xi nghiép, phan xudng duge xac dinh theo
hop dong giao khoén, bién ban nghiép thu va thanh quyét toan san pham. Nguoi lao
dong dugc tinh tra lwong theo mic lwong Cong ty quy dinh, (thoi gian lam viéc 8
gio/ngay, phai 1am t4i thiéu 26 ngay cong/thang). Tién luong duoc tra theo tay nghé,
chat lwong cong tac va nang suat lao dong. Cong ty TNHH MTV 189 c¢6 vian ban cu
thé vé viéc tra lwong cho ting nganh nghé khac nhau, ¥ thirc duoc tim quan trong cua
van dé nay nén nhiing quy dinh vé tra luong ludn duge hoi dong tién lwong diéu chinh,
cap nhat cho phu hop trong timg gian doan nhat dinh. Vi vdy, hé thdng tién luong nay
dam bao dugc quyén loi cho ngudi lao dong.

Tién lwong khéi tric tiép san xuat duoc tinh nhu sau:

Lo =Tec+ Tigt Tt Tan + Tin + Tis

Trong do:

Lsp: Tong luong san pham ma ngudi lao dong dugc hudng trong thang

Tee: tién cong chinh

Tee =N * LN *k

N: s6 ngay cong

LN: sé tién lwong trén mot ngay cong

k: hé s6 xép loai y thirc hé s6 nay dugc phan 1am 4 loai nhu sau:

+Y thic loai a duge tinh hé s6 1a 1.00
+Y thirc loai b duge tinh hé s6 1a 0.95
+Y thic loai ¢ duge tinh hé s6 1a 0.90
+Y thic loai d duge tinh hé s6 1a 0.85
Tig- tién cong thém gid va lam viéc vao ban dém
+ Thém gid vao ngay thuong it nhat bing 150%
+ Thém gid vao ngay nghi hang tuan it nhat bang 200%

+ Thém gio vao ngay nghi Ié, tét c6 huong luong it nhat bang 300%
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+ Lam viéc vao ban dém duogc tra thém it nhat bang 30% theo cong
viéc cua ngay lam viéc binh thuong.

T, tién cong ngay 18

Tan: tién cong doc hai, nang nhoc

Cac cong viéc doc hai, ning nhoc dwoc thuc hién theo quyét dinh
1453/LDTBXH cua bd luat thwong binh xa hdi dugc Cong ty TNHH MTV 189 ap
dung vao thuc tién gdm cac nganh 1a: Tho han; tho son; thg compozit; tho éng
amazon.

T tién cong trach nhiém

Ty tién cong ning suét

Theo ché db tra tién lvong nay thi né s& gan truc tiép toi ting nganh nghé khac
nhau timg ca nhan khac nhau va gan véi thanh qua lao dong cua ban than ngudi lao
dong, Vivay no sé tao ra duoc su khuyén khich ciing nhu trach nhiém cao ddi véi cong
viéc ctia nguoi lao dong nham nang cao ning suat lao dong.

Thu nhap ctia bo phan huong luong nay sé phu thuoc I6n vao y thirc, nang luc,
nganh nghé, vi tri va hiéu qua coéng viéc cia nguoi lao dong nén mirc lwong nhu thé
nay tuong doi xing dang véi nhitng déng gop cua ho.

- D6i v6i bo phan gian tiép duoc ap dung dé tra cho bo phan quan 1y 1a cac
phong ban chirc nang chuyén mon, lai xe, bao vé, vé sinh cong nghiép. Huong hrong
thoi gian tinh theo ngdy cong thuc té va theo chirc danh cong viéc duoc phan cong,
(thoi gian 1am viéc 8 gid/ngay, phai lam téi thiéu 22 ngay cong/thang)

Co so dé tra luong cho cac phong ban chirc ning chuyén mon 1 lwong theo thoi gian:

Theo quy dinh thi quy ché tra lwong theo thdi gian va duoc tra theo hang thang
va duogc tinh nhu sau:

Lep = Tee + Tigt Tt T

Céc bién Tee, Tig; Ty Trn cling giéng nhu trong cong thtrc tinh lwong cua bo

phan tric tiép san xuat nhung di voi khdi gian tiép thi khong c6 hai thong s6 do 1a:

T (tién cong doc hai); T (tién cong ning suit).
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Tién lwong cua nguoi lao dong s& duoc tra tir ngay 1 dén ngdy 5 hang thang.
Cong ty TNHH MTV 189 tra luong cho nguoi lao dong thong qua tai khoan ATM cua
ngan hang thuong mai ¢6 phan Quan Doi.

Ché d6 tién lwong dam bao tai san xuét sirc lao dong, khuyén khich dugc nguoi
c6 trinh d6 tay nghé.

b. Cong tac nang bac luong.

Nguoi lao dong trong Cong ty TNHH MTV 189 dugc huong luong theo thang
lwong, bang lwong, phu cp lwong va chuyén xép luong tai Cong ty 189 trong quy ché
tra luong cua Cong ty. Pinh ky hang nam Coéng ty TNHH MTV 189 sé& t6 chuc thi
nang lvong, nang bac cho nguoi lao dong da du thoi gian gitr bac cii (bac hién duoc
huong) theo quy dinh cua timg nhém nganh nghé.

*Quy dinh vé& thoi gian gitr bac ky thuat cac nhém nghé co thang lwong 7 béc:

+ Thi 1én bac 2/7: Thoi gian giir bac cli khong dudi 2 nam (du 24 thang)

+ Thi 1én bac 3/7 va bac 4/7: Thoi gian gitr bac cti khong dudi 3 nam (du 36

thang)

+ Thi 1én bac 5/7: Thoi gian gilr bac cti khong dudi 4 nam (du 48 thang)

+ Thi 1én bac 6/7: Thoi gian giir bac cli khong dudi 5 nam (du 60 thang)

+ Thi 1én bac 7/7: Thoi gian gitr bac cti khong dudi 6 nam (da 72 thang)

*Quy dinh vé thoi gian giit bac ky thuat cac nhom nghé c6 thang lwong 6 bac:

+ Thi 1én bac 2/6: Thoi gian giir bac cli khong dudi 2 nam (du 24 thang)

+ Thi 1én bac 3/6: Thoi gian giir bac cli khong dudi 3 nam (du 36 thang)

+ Thi 1én bac 4/6: Thoi gian giir bac cli khong dudi 4 nam (du 48 thang)

+ Thi 1én bac 5/6 va bac 6/6: Thoi gian gitr bac cli khong dudi 5 nam (du 60

thang)

*Quy dinh vé thoi gian gitr bac ky thuat cac nhom nghé c6 thang luong 5 bac:

+ Thi 1én bac 2/5: Thoi gian giir bac cli khong dudi 3 nam (du 36 thang)

+ Thi 1én bac 3/5 va bac 4/5: Thoi gian gitr bac cti khong dudi 4 nam (du 48

thang)
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+ Thi 1én bac 5/5: Thoi gian giir bac cli khong dudi 5 nam (du 60 thang)
*Quy dinh vé thoi gian giir bac ky thuat cac nhom nghé c6 thang lwong 4 bac:

+ Thi 1én bac 2/4: Thoi gian gilr bac cti khong dudi 4 nam (du 48 thang)

+ Thi 1én bac 3/4 va bac 4/4: Thoi gian gitr bac cti khong dudi 5 nam (da 60

thang)

*Quy dinh vé thoi gian giir bac ky thuéat cac nhoém nghé c6 thang lwong 3 bac:

+ Thi 1én bac 2/3 va bac 3/3: Thoi gian gitr bac cti khong dudi 6 nam (du 72

thang)

+ Thi 1én bac 3/4 va bac 4/4: Thoi gian gitr bac citi khong dudi 5 nam (du 60

thang)

* Lai xe, 1ai may la quan nhan chuyén nghiép:

Co6 3 bac k¥ thuat va thoi gian gitt bac 1a 6 nam, thoi gian thi gitr bac xét nang
luong 1a 3 nam.

Tuy nhién, déi véi nhitng lao dong c¢6 nhiéu thanh tich, hoan thanh tét cong
viée, co ¥ thirc té chuc ky luat tét, nhu doat giai cao trong cac ky thi cong nhan ki
thuat cAp Tong cuc cong nghiép qudc phong, cip toan quan, hang nim dat danh hiéu
chién sy thi dua cap co sd thi c6 thé s& dugc xét dé thi nang luong trude lién han tur
6 thang dén 1 nam. Pay ciing 1a mot yéu té dé tao dong luc cho nguoi lao dong
phan dau, thuc day trong cong viéc dé co co hoi thing tién ciing nhu ting thu nhap
cho ho.
2.2.3.2. Ché dg ddi ngd vé vt chat va tinh than
a. Ban hanh hé thdng thang lvong, bang lwong, phu cip luong va chuyén tiép xép loai
lwong ctia Cong ty TNHH MTV 189 nhdm mang tinh chéat khuyén khich, canh tranh

- V& nguyén tic

+ Ra soat, xac dinh dbi tuong can chuyén xép luong theo cic hudng dan, thong

+ Ra soat, danh gia muc d0 phtic tap cua ting loai hinh cong vi¢c, tirng chic

danh nganh nghé dang c6 tai trong Cong ty nhom lai theo tmg nhom nghé.
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+ Xac dinh quan hé giita mrc lrong thip nhit, mic lvong trung binh va mirc
lwong cao nhét dé dam bao can ddi gitra cac lao dong trong Cong ty.

+ Viée xép lwong sang thang bang lwong ciia Cong ty phai cin clr vao chirc
danh, cong viéc cua ngudi lao dong ddm nhan. C6 xem xét dén cac truong hop dac biét
(cong hién 1au nam, c6 thanh tich...)

+ X4c dinh thoi gian nang bac ciia tmg nghé, nhom nghé.

+ Mtic lvong ap dung theo murc tbi thiéu vung 1a 3,500,000d theo nghi dinh )
122/2015/ND-CP ngay 14/11/2015 cta chinh phu.

b. Tién thudng

Bén canh thu nhap vé tién luong ctia ngudi lao dong, Cong ty TNHH MTV 189
cling rat coi trong cong tac biéu duong, khen thuong nhu 14 bién phap lam ting thém
thu nhap, khuyén khich va cham lo tot hon doi séng cta nguoi lao dong ca vé vat chat
va tinh than nhim tao dong luc dé nguoi lao dong duoc hang say trong lam vi¢c dé dat
hiéu qua cao hon.

Thuc hién theo quy ché tién lwong va thu nhap ciia Cong ty thi 12% quy tién
lwong duoc trich dé dy phong va thudng dot xuat trong nam ké hoach.

Hing nim Cong ty thuong thém cho ngudi lao dong dang 1am viéc tai Cong ty
vao cac ngdy & nhu sau:

+ Ngay thanh 1ap cong ty 27/1.

+ Ngay 1€ doc 1ap va ngay Qudc té lao dong 30/4 va 1/5.

+ Ngay Qudc khanh 2/9.

+ Ngay thanh 14p QDNDVN 22/12 va ngay tét duong lich.

+ Thudng té nguyén dan.

+ Thudng 6 thang va cubi nam cho ngudi lao dong bang hinh thirc phan phdi lai
tién lwong 6 thang va luong thang 13.

S tién thay d6i theo hang nim tiy thudc vao két qua san xuat kinh doanh va do

hoi dong tién lwvong quyét dinh.
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Ngoai ra Cong ty TNHH MTV 189 con ap dung thém cac hinh thirc thudng
khac nhau nhu: Thudng sang kién, thudéng ning suat, hiéu qua cong viéc, thudng cho
viéc phat hién trom cép, ddnh bai va cac t& nan xa hoi xay ra tai Cong ty. Hang nam
thong qua céac td, bd phan binh bau ra cac ca nhan xuit sic dé t6 chirc cho di du lich.

Bang 2.8. Phic lgi cia Cong ty TNHH MTV 189

Pon vi: dong
STT | N¢idung cicphiclgi | ¢ | gpp Noidungeac Mirc
huwong phuc lgi hwong
. ‘ Du lich, nghi| Theoké
1 | Ngay 30/4 va1/5 2.000.000 | 8 | hoach
2 | Ngay 2/9 2.000.000 | 9 | Sinh nhat -
3 | Ngdy thanh lap Céng ty lléléflngg 10 | Chameémdau | Cacdon vi
4 | Ngay 8/3 va20/10 - 11 | Concaiémdau | Céc don vi
Thiéu nhi 1/6, khen thuong | Theo cac p , .
5 thanh tich hoc tp mic 12 | NLD cudi Cac don vi
6 | Tét duong lich - 13 | NLD ém Céc don vi
7 | Tétam lich 1-2thang |, | TG than phumau | o, g0
luong con cai mat..

(Nguon: Phong t6 chire lao dong cong ty TNHH MTV 189)

2.2.3.3. Tao diéu kién dé nguoi lao déng hoan thanh nhiém vu dwoc giao va phat trién

ban than

a. Tao dong luc lao dong thong qua moi triong, diéu kién lam viéc thudn loi, an todn

* Pieu Kién lam viéc

Ngoai cac van dé vé luong, thuong va phac loi thi van dé tao diéu kién cho

ngudi lao dong lam viéce tot ciing 1a yéu t hét stc quan trong ddi véi mot doanh

nghiép muén phat trién bén viing. Nhan thic dugce dicu nay, Ban giam doc Cong ty

TNHH MTV 189 d3 luén quan tdm, chd trong dé cai thién diéu kién 1am viéc, dam

bao v¢ sinh, an toan trong lao dong.
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Cong ty da dau tu hé thong nha xudng dong bo va cac trang thiét bi, may moéc
hién dai, giam thiéu nhiéu duoc cac yéu té gay hai di véi stc khoe nguoi lao dong.

C6 chd nghi ngoi, sinh hoat, vé sinh, nudc udng... day du dap tng dugc cac
nhu cau ca nhan ctia ngudi lao dong.

Pua dén céng nhan bang xe ca. Xay nha dé xe may mién phi, dam bao tai san
cua ngudi lao dong dé ho yén tam lam viéc.

Nguoi lao dong tuy theo nganh nghé khac nhau dugc trang bi bao ho lao
dong phu hop Véi cong viéc. Cong ty theo dinh ky hang nim to chtc cac 16p tap
huan, tuyén truyén vé cong tic an toan, vé sinh lao dong va phong chdng chay nd
trong toan don vi.

* Moi truong lam viéc

Chu truong cua Cong ty TNHH MTV 189 1a xay dung mot moi truong lam
viéc gan giii, than thién voi tat ca cac thanh vién trong don vi. Cong ty dé cao viéc
xay duyng mot moi trudng lam viéc dan cha, binh dang nhung khéng tu do.

Cac bién phap ma Cong ty da ap la:

Ban lanh dao Cong ty thuong xuyén t6 chuc cac dién dan, cac cudc tiép xic dé
cho ngudi lao dong c6 co hoi gap g truc tiép ban lanh dao dé bay té nhitng nguyén
vong, ¥ kién ca nhan ctia minh. Trong Céng ty con b tri cac hom thu gop ¥ dé cho
ngudi lao d6ng c6 nhiing ¥ kién gi can dong gop thi bo vao ddy. Hang nam trong dai
hoi cong nhan vién chirc duoc to chirc nghiém tic dé Ban lanh dao Cong ty ling nghe
cac kién nghi cua nguoi lao dong va giai quyét kip thoi.

Trong van dé tinh lwong, tra luong hang thang néu c6 thac mac gi vé tién
lwvong ngudi lao dong co quyén thac mac thong qua nguoi quan 1y truc tiép va khong
phai ky tén vao bang luong cho dén khi duoc giai dap thoa dang. Ngudi quan 1y cac
t6, bo phan s& lam viéc lai v6i phong t6 chice lao dong va néu sau khi lam viéc véi
phong to chire lao dong xong ma van cam thay chua théa dang thi c6 thé phai anh tiép

1€n cap trén.
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b. Sip xép cng viéc phit hop véi chuyén mén, khd nang ciia nguoi lao dong.

Véi mot co cAu ngudn nhan luc hop 1y s& giup cho viée xac dinh bién ché mot
cach phu hop va hiéu qua, giup ban Giam ddc Cong ty TNHH MTV 189 tién hanh hoat
dong tuyén dung, bb tri quy hoach, dao tao, bd nhiém, quan ly nguoi lao dong phu hop,
tao diéu kién cho nguoi lao déng yén tam thyuc hién nhiém vu, tao moi trudng vin hoa
t6t trong co quan, don vi. La don vi chit yéu chuyén mén k¥ thut, s6 lao déng c6 chuyén
mon k¥ thuat chiém ti 1¢ khoang 75% s véi tong quan s6 toan don vi, khoang 25% quén
sd con lai c6 cac nganh nghé nghiép vu khac nhau nhu ké toan, quan trj kinh doanh, hau
can, chinh tri,...

Bang 2.9. Co cAu lao dong ciia Cong ty TNHH MTV 189 giai doan 2013-2017 theo

trinh d chuyén mén

Nam 2013 2014 2015 2016 2017

N | TONG ) o ys | TONG | g e | TONG | oo 1 TONG | gy | TONG | g

NN D nowsil @) | nowsi] @ | nowsi| @ | newsi| @) | nowsi| )
nguwol nguol nguol nguol nguol

Tongso | 785 815 748 686 674

lao dong

Pai hoc va

N 171 218 | 175 215 182 243 | 187 27.3 197 29.2
trén dai hoc

Caodang | 29| 37, 35| 43| 40| 53, 41| 60| 45| 6.7

Trung cap 309| 394| 319| 391| 384 | 513, 342 499, 358 | 531

Chuaqua | 5761 255] 285| 351| 142| 100 116 169 74| 110

dao tao
(Nguon: Phong t6 chirc lao dong cong ty TNHH MTV 189)
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Biéu dd: Co céu lao dong theo trinh d9 chuyén mén giai doan 2013-2017

Qua sb liéu bang trén cho chung ta thiy: S6 lrong lao dong c6 chuyén mén ky
thuat duoc dao tao tur trung cép chd 1én nam sau cao hon nam trudc. Nguoc lai ) luong
ngudi lao dong chua qua dao tao nam sau it hon nam trude. Co duge két qua nay 1a do
Cong ty hang nam c6 ké hoach tao diéu kién cho nguoi lao dong dugce di dao tao thém dé
nang cao nang luc chuyén mén cho phu hop véi cong viéc.

Nhén vién chi thuc sy dam mé khi ho dugc lam cong viéc ma ho yéu thich thi
méi tao ra hiéu qua, ning suét cao. Tao dong luc cho ngudi lao dong 13 bé tri cho ho
duoc 1am viéc phu hop véi nganh nghé ma ho dao. Pay 1a mot yéu té mang tinh
quyét dinh dén tinh yéu thich cong viéc cta nhan vién. Néu b tri nhan lyc khong
dung voi nganh nghé ma ho dugc dao tao thi khong chi bo phi kha nang tiém an
trong ho ma lai con mat chi phi va thoi gian dao tao. Thuc trang caa Cong ty TNHH
MTV 189 hién nay, do dic thu nganh nghé chinh 1a déng tau nén trong dic thi nghé
nghiép s& c6 nhitng giai doan nhan luyc co6 bo phan thira van thira ma thiéu lai van
thiéu.

Do d6 can thyc hién tét cong tac bd tri, thuyén chuyén nguoi lao dong

hop 1y trong ting giai doan, ting du an cu thé dé diéu hoa va sir dung nguon
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lao dong cua Cong ty c¢6 hiéu qua.

Bang 2.10. Thue trang bd tri lao dong tai Cong ty TNHH MTV 189 nim 2017
Don vi: Nguoi

67

B¢ phan Tlt‘ér‘-"c Yéu ciu | Thiéu | Thira Tré;g“fg‘“h T(c%e
Giam dbc 1 1 0%
Chinh uy 1 1 0%
Pho Giam ddc 4 4 0%
Ké toan truong 1 1 0%
Kiém soat vién 1 1 0%
Phong tai chinh, ké toan 7 7 0%
Phong kinh doanh — XNK 23 15 8 6 26%
Phong chinh tri 1 3 50%
Phong t6 chirc lao dong 6 6 0%
Phong an toan 21 12 9 15 71%
Phong hanh chinh, hau can 39 25 14 0%
Phong vt tu 15 8 7 7 47%
Phong ké hoach 7 10 3 4 57%
Phong k¥ thuét cong nghé 28 35 7 3 11%
Phong Ktra chat luong SP 11 15 4 1 9%
XN DTl 128 150 22 20 16%
XN BT2 109 120 11 15 14%
PX DMO 43 53 10 2 5%
Phan xuéng GGCK 108 120 12 10 9%
Xi nghiép Stra chita va DV 83 120 37 15 18%
Phan xuong Trang tri 32 50 18 20 63%
Tong cong 674 759 124 39 121
(Nguon: Phong to chirc lao dong cong ty TNHH MTV 189)




C. T6 chitc cdc hoat dong ddo tao ndng cao trinh do cho nguwoi lao déng: dao tao tai
ché, dao tao ngoai doanh nghiép

Céc hoat dong dao tao nang cao trinh d0 cho ngudi lao dong dugc coi la mdt
trong nhitng bién phap chi yéu dé duy tri va tao dong luc cho ngudi lao dong. Cong ty
TNHH MTV 189 d3 nhan thirc sau sic vé tim quan trong ctia cong tac nay nén rat dau tu
cho nang cao tri lyc cia nguoi lao dong.

*Cdc hoat dong dao tao cong ty

Cong ty TNHH MTV 189 xéc dinh: dé tao dong luc lao dong thi Céng ty trude
hét phai nang cao ning lyc cia timg ca nhan, trong d6 nang cao tay nghé, trinh do
chuyén mén 14 v6 cung can thiét. Do d6, Cong ty ludn khuyén khich va tao diéu kién
cho tat ca can bo céng nhan vién, nguoi lao dong tir nhimg nhan vién méi duge tuyén
dung cho dén nhimg can bo dang 1am viéc khong phan biét ddi tuong, moi ngudi lao
dong déu dugc phat trién toan dién vé ca nang luc chuyén mon va ki nang mém khéng
chi qua cong viéc, ma con qua dao tao va trao d6i kién thue.

Cong ty da xay dung va ban hanh quy ché dao tao va co sira d6i nam 2016. Noi
dung nhu sau:

+ Xay dung chién luge dao tao nhén luc: tir can bd quan 1y cho dén nguoi lao
dong dam bao tinh ké thira va c6 d6 tudi phu hop.

+ Tao diéu kién cho nguoi lao dong c6 co hoi hoc tip: nhu hoc dai hoc tai chuc,
ning cao tay nghé, k¥ ning, ddo tao dai han va ngan han.

+ Xéac dinh chi phi dao tao 1a chi phi dau tu cho phat trién dai han: dao tao nhan
lwe déu co anh hudng truc tiép va lau dai dén nang luc canh tranh, lgi nhuan ctia Céng
ty.

Theo nhan dinh cua hoc vién, vd1 nd1 dung va chién lugc dao tao mo, hudng to1
nhiéu d6i twong tir nhan vién dén lao dong quan ly. Chuong trinh dao tao nay da dugc

déng dao nguoi lao dong trong Cong ty huong umg. Tir d6 tao ra sy nd luc phan dau tir
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cac ca nhén, sy thi dua trong cong viéc, gitip nguoi lao dong thay htng tha véi cong
Viéc.
Theo khao sat lay y kién ctia 200 nguoi lao dong tai Cong ty TNHH MTV 189

vé chuong trinh dao tao cia Cong ty trong ndm 2017 cy thé nhu sau:
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Bing 2.11. Panh gia ciia can b, cong nhan vién, nguwoi lao dong vé chwong trinh dao tao ciia Cong ty TNHH MTV 189 nim 2017

Céac mirc do danh gia

STT Noi dung danh gia Khong dong | Khong déng | Khong co6y | Pongy mot Pong y 2
Lo R , <X A . \ Tong
y hoan toan y kién phan hoan toan
1 2 3 4 5
SL % SL % SL % SL % SL % SL %
Piao tao va phat trién ngudn
C A
nhan luc
g | Chuong trinh dao tao dap {mg 11| 46| 15| 63| 51| 213| 79| 329| 84| 350| 240| 100
dugc yéu cau cong viéc
2 | Phuong phép dao tao hop ly 16 6.7 27| 113 38| 158 68| 28.3 91| 379| 240 100
Sé luong dao tao dap ing nhu
3 | cau nang cao trinh dd va nghiép 22 9.2 9 3.8 9 3.8 24| 100| 176 73.3| 240 100
vu cua nguoi lao dong
4 | Str dung sau dao tao hop ly 9 3.8 15 6.3 48 | 20.0 105| 438 63| 26.3| 240 100
5 | COhung thi vl cic khoa dao 19| 79| 32| 133| 74| 308| 38| 158| 77| 32.1| 240| 100
tao do Cong ty to churc

(Nguon: Két qua khao sdt tai cong ty TNHH MTV 189)
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Theo bang tong hop trén chi ra rang danh gia cua nguoi lao dong dbi véi
chuong trinh dao tao ciia Cong ty TNHH MTV 189 tir mic dong ¥ mot phan dén
hoan toan déng ¥ chiém ty 1¢ tuong ddi cao (67.9%). Pay chimg to6 phan 16n nguoi
lao dong dd dugc dap tng tot vé& cong tic dao tao. Mic du van con 10.8% ngudi
lao dong khong hai long voi chuong trinh dao tao tai Cong ty TNHH MTV 189.

Mirc d6 dénh gia hai yéu t6 phuong phap dao tao va sd lugng ngudi duoc
dao dao dap ung nhu cau nang cao trinh do va nghiép vu ctia ngudi lao dong tir mirc
ddng y mot phan dén hoan toan dong ¥y dat 1an lugt 13 66.3% va 83.3%. Pic biét s6
ngudi dong ¥ hoan toan vé ndi dung sé lugng dao tao 1a rit cao twong dwong 73.3%
diéu nay chimg t6 s6 lwong ngudi lao dong hang nam duoc dao méi va dao tao lai 1a
hop Iy va phu hop cta Cong ty.

C6 168 trén 240 ngudi dong ¥ mot phan va ddng y hoan toan vé van dé sir
dung ngudi lao dong sau dao tao twong duong 70% sd ngudi dugce hoi danh gia tot
viée nay cho thdy cong tac sir dung lao dong hop 1y va phit hop tai Cong ty.

Tuy vay s nguoi lao dong c6 hung tha véi cac khoa dao tao do Cong ty to
chtic 13 chua cao. Ty 1¢ chi dat 47.9% tir mirc dong ¥ mot phan dén hoan toan dong
¥. Piéu nay ching t6 nguoi lao dong chura cam thay c6 dong luc va nhu cau thuc sy
ddi v&i cac khoa dao tao.

Xét mot cach tong thé vé chuong trinh dao tao tai Cong ty TNHH MTV 189
thue hién twong ddi tét, tuy nhién Cong ty TNHH MTV 189 hoan toan c6 thé cai
tién, d6i mdi hon nita dé hoan thiét tot hon trong tuong lai.

*Quy trinh t6 chirc ddo tao

Cong ty TNHH MTV 189 1a mét don vi san xuat véi khéi lwgng cong viee
rat 16n nén viée cir ngudi lao dong ra hoc tai cac truong dao tao bén ngoai 1a rat
han ché. DPé tranh viéc thiéu hut nhan luc, cong ty ap dung phuong phap dao tao
tai chd. Hién nay do anh huong cua thi truong lao dong. Ngudn lao dong co tay
nghé trong nganh déng tau ngay cang khan hiém nén cong ty bén canh cac chinh
sach uu dai vé lvong dé thu hit ngudi lao dong c6 nghé thi ciing tuyén nhiing lao
dong chua co nghé va thuc hién dao tao tai chinh Céng ty. Quy trinh dao tao 1a

cong ty ky hop dong lién két v6i truong Cao dang nghé dé mé cac 16p dao tao tai
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Cong ty. Cac hoc vién s& dugc hoc 1y thuyét trén 16p do cac giang vién truong
Cao dang nghé Hang Hai giang day. Nhitng budi thyc hanh s& dugc thuc hién tai
cac phan xudng ciia Cong ty voi diéu kién thyc té. Khi dam bao s gio 1y thuyét
va thyc hanh cac hoc vién s& tham gia thi va dugc cip chung chi nghé twong
duong vai trinh d§ duoc dao tao.

Péi voi nhiing lao dong da co tay nghé c6 nhu cau nang cao tay nghé s&
dugc tham gia cic 16p bdi dudng nang cao tay nghé tai Cong ty, trai qua cac ky
thi sat hach dé nhan ching cao hon.

Doi voi can bo, k§ su co yéu cau hoc tip nang cao v6i cac chuong trinh
sau dai hoc, Cong ty tao diéu kién dé nguoi lao dong tham gia thi va hoc tai cac
co s¢ gido duc sau dai hoc.

* Lua chon doi twong dao tao

Viéc lya chon ddi tuong dao tao cua Cong ty dugc xac dinh trén ké hoach dao
tao va pht hop véi muc tiéu ddo tao. Cong ty chia cac ddi tuong can tham gia dao tao
thanh c4c nhom khéac nhau dé c6 duoc ké hoach dao tao hop 1y.

Bang 2.12. S6 lao dong dwogc dao tao phan theo doi twong dao tao ciia Cong ty
TNHH MTYV 189 giai doan 2013 — 2017
Don vi tinh: Nguoi

Nam
Ticu chi 2013 2014 2015 2016 2017
Ty Ié Ty Ié Ty Ié Ty Ié Ty Ié
SL %) SL %) SL %) SL %) SL %)
Bophinquanly | 18 | 2,29 | 18 | 221 | 18 | 241 | 22 | 3,21 | 18 | 2,67
Tro ly, nhan vién | 35 | 446 | 36 | 442 | 32 | 428 | 29 | 423 | 27 | 4,01
cac by phan
Cong nhén taicac | 115 | 1465 | 154 | 18,90 | 128 | 17,11 | 115 | 16,76 | 97 | 14,39
phan xuong, XN
Téngsddaotao | 168 | 21,40 | 208 | 25,52 | 178 | 23,80 | 166 | 24,20 | 142 | 21,07

(Nguon: Phong t6 chirc lao déng cong ty TNHH MTV 189)

Trong nhitng nam gan day, cu thé 1a giai doan 2013-2017 tong s6 ngudi lao
dong cua Cong ty dugc dao tao thay ddi theo nhu ciu cta don vi. Di véi can bd

quan 1y, cac can bd dugc cir di ddo tao cac khoéa hoc ngin han do Tong cuc CNQP

72



m¢o. Nam 2013, 2014, 2015, 2017 ¢6 18 nguoi 1a can bd quan ly di dao tao, ndm
2016 c6 22 nguoi thude ddi tuong nay duoc di dao tao. S6 can bd nay dugc tham
gia cac khoa hoc do Téng cuc CNQP t6 chtrc do d6 con sd it bién dong. S6 can bd
dugc dao tao theo hinh thirc nay phu thudc vao chi tiéu ciia Bo qudc phong va Tong
cuc CNQP.
*Noi dung dao tao

Hang nam Céng ty to chirc dio tao cho ngudi lao dong véi cac nodi dung
chu yéu la: no1 dung dao tao vé chuyén mon, ky thuat, vé quan tri, kinh doanh va
mot s6 nodi dung khac nhu (dao tao cho lao dong mg dung day chuyén san xuat
méi, dao tao ddi ngii lao dong quan 1y, dao tao tiéng anh, tin hoc van phong,

thong ké,...).

Bang 2.13. Co cdu dao tao tinh theo ndi dung dao tao ciia Cong ty TNHH MTV
189 giai doan 2013 — 2017

Don vi tinh: Nguoi

2013 2014 2015 2016 2017
Tiéu chi Ty I¢ Ty I Ty I¢ Ty I Ty I
o | D | (T | D | TV
(%) (%) (%) (%) (%)

bao tao chuyén

130 | 16,56 | 164 | 20,12 | 135 | 18,05 | 125 | 18,22 | 107 | 15,88
mon k¥ thuat
K¥ nang quan tri 18 | 229 | 18 | 2,21 | 18 | 241 | 22 | 3,21 | 18 | 2,67
Khac (Ngoai ngtr) 10 | 1,27 | 26 | 3,19 | 25 | 3,34 | 19 | 2,77 |17 |2,52
Téng s6 lao dong

168 | 21,40 | 208 | 25,52 | 178 | 23,80 | 166 | 24,20 | 142 | 21,07

dao tao

(Nguon: Phong t6 chirc lao déng cong ty TNHH MTV 189)
Noi dung dao tao chuyén mon ky thuat duoc Cong ty cha trong nhim muc
dich: cap nhat kién thirc méi cho d6i ngii ki thuat, giup 4p dung thanh cong khi c¢6
thay d6i cong nghé trong doanh nghiép.
* Phwong phdp dao tao

73




bé cong tac dao tao mang lai hi€u qua cao thi bén canh chuong trinh dao tao
hop 1y, thi viéc dua ra mot phuong phéap dao tao thich hop ciing 1a yéu t6 vo cling
quan trong.

Phuong phap dao tao chu yéu duoc Cong ty ap dung 1a phuong phap dao tao
truc tiép trong coéng viée. Ty 16 ngudi lao dong tham gia phwong phap dao tao nay
cao va kha 6n dinh theo cic nam trong giai doan.

*Kinh phi dao tao
Tuy theo tirng ndi dung dao tao, hinh thurc dao tao va $6 luong dao tao co
kinh phi khac nhau. Mtrc kinh phi nay do Ban Giam dbc Cong ty phé duyét.
Viéc tap huan nham nang cao tay nghé, ky nang lam viéc cho nguoi lao dong 1a
mot vide lam hét stc can thiét. Tuy nhién viéc nang cao k§ nang nghé nghiép chi dem lai

hiéu qua cao nhat khi cac lao dong biét két hop v&i nhau dé ciing hanh dong.

d. Tao cdc co hdi thiang tién cho nguoi lao dong
Thang tién va phat trién nghé nghiép Bat ky ai lam viéc cling muén huéng t6i
mot cai dich, trong cong viée thi sy thing tién va phat trién nghé nghiép. Hién nay,
don vij xét bd nhiém, giao nhiém vu cén by thong qua léy phiéu tin nhiém tir danh
gia, kiém diém can bd cudi nim, thong qua mét sb tiéu chuan nhu: trinh do, thanh
tich cong tac va nang luc thuc té ctia mdi nguoi, tham nién cong tac chi 1a chi sd
phu. Song diéu nay lai gdy bt binh & mét s lao dong c6 tham nién lau nam, ho co
thai d6 lanh nhat voi ngudi duoc dé bat.
Bang 2.14. Thue trang vé sy bd nhiém can bd tai Cong ty TNHH MTV 189 giai
doan 2013 — 2017
Don vi tinh:Nguoi

Nam
No6i dung
2013 | 2014 | 2015 2016 2017
S6 lwong can bo duge bo nhiém | 5 7 9 10 11

(Nguon: Phong chinh tri cong ty INHH MTV 189)
Theo théng ké ciia phong Chinh tri, tir nam 2013 - 2017 da c6 42 nguoi dugc

bd nhiém 1én giit chirc vu can bd quan 1y diéu hanh, trong d6 02 ngudi duogc giit chic
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vu Phé Giam dbc, 40 nguoi dugce bd nhiém gitt chuc vu Truéng, phd cac phong
nghiép vu va Giam ddoc Xi nghiép, pho giam ddc xi nghiép, Quan déc va Phé Quan

dbc phan xuong.

2.3. Panh gia vé thue trang tao dong luc lao dong tai Cong ty TNHH MTV 189
giai doan 2013 — 2017

2.3.1. Uu diém

Qua nhimg két qua diéu tra cia tac gia & trén cho ta thay ngudi lao dong dang
lam viéc tai Cong ty TNHH MTV 189 di cam thay twong d6i thoa min vé nhu cau.
Ho dugc ton trong, cac khoan thu nhap cling nhu céc chinh sach khac dang ap dung
tai cong ty cling duoc danh gid & mutrc cao. Nhan thuc dugce vai trd ctia cong tac tao
dong luc trong lao dong Ban Giam Pdc Cong ty di thuong xuyén quan tAm chd trong
dén viéc thue hién hang loat cac bién phap dong bo kich thich ca tinh than va vat chat
nham tao dong luc cho nguoi lao dong. Nho d6, Cong ty da c6 nhiing budc chuyén
bién méi thuc déy hi€u qua trong cac hoat dong san xuét kinh doanh, tao nién tin, uy
tin, ctia toan thé can bd, cong nhan vién 1 ngudi lao dong trong don vi hing say thi
dua lao dong san Xuat, moi nguoi ai ciing 16 luc phén d4u dé c6 thé dat thanh tich cao
trong cong viéc. Cong ty di dua ra cac hinh thirc nham kich thich rat da dang ca vé
vat chét 1an tinh than dé tao dong luc cho ngudi lao dong. Cu thé 1a Cong ty dd huy
dong tdi da céc ngué)n lue, céc lgi thé ctia minh dé tuong tac mot cach hitru hi¢u véi
nguoi lao dong, bao gém ca cac yéu td vat chit va tinh than, dugc biéu hién qua
nhing vu diém sau day:

Vé chinh sach tién lwong: Cong ty TNHH MTV 189 da xay dung duoc hé
thdng tra lwong tuong ddi khoa hoc va hoan chinh dya trén cac nguyén tic céng
bang va phan phdi theo muc dong gop ctia ngudi lao dong, tra lwong tuong ximg va
thoa dang voi nhiing cong lao déng gdp ciia nhan vién. So véi mit bang chung cua
cac Cong ty trong Tong cuc CNQP thi tién lvong noi riéng va thu nhap néi chung
cua can bo, cong nhan vién va toan thé ngudi lao dong trong don vi nam trong tép
dau caa cac don vi ma Téng cuc CNQP quan 1y. Néu so vai thi truong lao dong &

Hai Phong thi khong cao nhung twong d6i 6n dinh, minh bach, dam bao tinh cong

75



bang, céng khai, véi muc thu nhap ngay duoc cai thién nam sau cao hon niam trudc.
Céc chinh sach cua cong ty vé luong, thuong, quy dinh dua trén nhitng tiéu chi hét
stre 18 rang, cu thé, co quy ché tra lvong va thuong cu thé cho can bd cong nhén
vién cua cong ty va dugc hoi dong tién lwong quyét dinh. Bén canh lwong theo san
pham, thi nguoi lao déng con c¢6 dugc cac khoan phu cip khac, trong ting giai
doan, cho timg dbi twong cu thé tuy theo mirc do trach nhiém cong viéc, kinh
nghiém, tham lién, ning luc ban than, méi trudng lam, diéu Kién lao dong...Véi
Cong ty TNHH MTV 189 thi tién luong dd duoc sir dung nhu mot cong cu va don
bay kinh té.

Tién thuong: Cong ty TNHH MTV 189 di xay dung nhimg quy dinh, muc
thudng phu hop Véi ting nganh nghé, ting dbi twong lao dong khac nhau va da
dang cac hinh thirc khen thuong thoa dang, do d6 dong vién, khuyén khich nguoi
lao dong khong nhitng ca vé mat vat chat ma con ca mat tinh than... tién thuong,
tién ning suat phan phdi cho can bo cong nhan vién mang tinh thuong Ky theo hang
thang, hang quy, niam, theo thanh tich d6t xuat va muc thuong gan lién véi hé sé
xép loai y thirc cua timg thang nén né ciing c6 tac dung kich thich cho nguoi lao
dong ludn c6 tinh than trach nhiém lam viéc nhiét tinh, hing say dé hoan thanh tot
nhiém vy ma cap trén giao, nguoi lao dong c6 tinh than phan dau dé di lam dung
gio, du gio cong, ngay cong va chap hanh tuyét d6i chap hanh tét ky luat trong cong
viéc dé duoc xép loai tét va co hé s6 thuang cao nhat co thé cho ngudi lao dong co
thé c6 duoc so tién thudng cao nhit.

Céac ché d¢ phac loi: Cong ty ludn thuc hién nghiém cac quy dinh, quy ché
cua chinh phu, B6 Qudc Phong va Tong cuc CNQP Vé viéc thuc hién ché do phiic
loi bat budc, mé rong cac hinh thirc phuc loi tu nguyén dé dam bao sy chia s¢, quan
tam, cham séc va phat trién con ngudi toan dién. Cac chuong trinh phic loi thiét
thue d6 truc tiép mang lai loi ich va tao dong luc cho ngudi lao dong, tic dong dén
dong co, thai do lam viéc tu giac, sang tao cua tat ca céc thanh vién. Cong ty TNHH
MTV 189 di lam hét kha niang dé khoi day su tin tuéng, su thoa man va cam giac

cong bang duogc bu dap ximg dang voi nhitng déng gop caa ho.
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Bén canh céc chinh sach tién Iuong, tién thudng, cac ché do phic lgi thi cong
ty da chu trong tdi cong tac dao tao va dao tao lai vé trinh do chuyén mon, nghiép
vu ddi vai nguoi lao dong coi day 1a mot trong nhiing bién phap dé tao dong lyc lao
dong trong to chirc. S6 ngudi ¢o trinh do chuyén moén k¥ thuat, trinh do tay nghé
trong don vi ngdy cang gia ting, gop phan tac dong tich cuc dén san xuat va doi
séng nguoi lao dong.

Xay dyng vin hoa trong doanh nghiép: Cac mdi quan hé lao dong trong
Cong ty dugc xay dung kha tét. Tao duoc bau khong khi than thién, coi mé khong
xay ra tinh trang tranh chép lao dong hay dinh cong. Ngudi lao dong duge lam viéc
trong méi truong than thién, thoai mai. Pong thoi Cong ty TNHH MTV 189 ludn
chu trong dau tu co so ha tang, trang thiét bi, dam bao an toan vé sinh. Hang nim
don vi di t6 chire dinh ky kham strc khoe cho 100% nguoi lao dong, co bién phap tur
van, diéu trji kip thoi dé khéi phuc va ting cuong sic khoe. Nho d6 ma ngudi lao
dong yén tam tin twdng gan bod vai cong viéc, giam bét nhing 4p luc, cang thang
trong cong viéc ciing nhu vé van dé sic khoe.

Viéc phan cong va sip xép lao dong linh hoat trong timg giai doan cu thé, dé
pht hop véi nganh nghé dao tao cia ngudi lao dong dwoc phat huy ding nganh,
dung nghé da gitip ngudi lao dong phat huy tét duoc kha nang ca nhan.

Cong ty TNHH MTV 189 da duy tri thuong xuyén cac phong trao thi dua.
Sau mdi phong trao phat dong thi c6 nghiém tic danh gia, khach quan va co khen
thuang kip thoi nhitng ca nhan va tap thé c6 thanh tich xuét sic trong cac hoat dong
lao dong san xuat tir d6 da dong vién nguoi lao dong trong Coéng ty hiang say hon
trong san xuét kinh doanh.

2.3.2. Han ché va nguyén nhan
> Han ché
Bén canh nhiing wu diém & trén thi qua diéu tra, phan tich cia tac gia tai
Cong ty TNHH MTV 189 cho thay thuc trang tao dong luc lao dong van con nhitng
han ché, néu khic phuc duoc s€ giip don vi nang cao hon nira cong tac tao dong luc

lao dong, cu thé 1a:
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Céc bién phap nham tao dong luc cho nguoi lao dong ma cong ty dua ra
chua cy thé chua dap ung duoc t6i da nhu cau nguoi lao dong doi khi con chung
chung, do vay ma hi¢u qua cua né dem lai tir cac bién phap la chua cao.

V& hinh thuc tra lvong: Hién nay van con nhiéu cong viéc chua c6 dinh
mtrc khoan, néu c6 thi lai chwa sat v&i thuc té cho 1én hién tai cong ty van phai duy
tri song song hai hinh thac tra lvong d6 1a theo dinh mtrc khoan va theo thoi gian.
Tiéu tri & danh gia mirc d6 hoan thanh coéng viéc chua cu thé, dan dén tinh trang
mot s6 bo phan can bd nguoi lao dong thiéu tich cyc trong lam viéc, cong viéc
khong hiéu qua nhung van nhan do lwong din dén tinh trang cao bang trong tra
lwong gitta ngudi 1am nhidu cling nhu ngudi lam it, 1am cong tac tao dong luc lao
dong bi kém di phan nao. Pang dé nhiéu bac luong va ap dung khong thuc sy linh
hoat. Tra luong d6i khi con cham khong ding ngay nhu da quy dinh trong thoa uéc
lao dong tap thé.

Vé tién thuong: Mirc thuong chua cao, doi lic mang tinh chat hinh thirc
1én khong cai thién dugc nhiéu cho doi sdng ciia ngudi lao dong. Quy ché thuong
chua r6 rang d6i khi mac thudng, nguoi dugc thuong tuy thuoc theo cam xtc cua
Ban lanh dao. Thoi gian thuéng nhiéu luc chua kip thoi dan dén thiéu tinh dong
vién.

Cong tac xay dung vin hoa trong doanh nghiép van chua duoc chuan
muc. Tai cic phong, ban, xi nghiép, phan xuong, to doi moi truong van bi chi phéi
boi ca nhan ngudi quan 1y truc tiép. Do d6 méi truong lam viéc bi dap khuon may
méc. C6 nhitng chi huy don vi thiéu dan chu, doc doan, chuyén quyén, luén ap dit
cac cong viéc theo y minh va khong dé ¥ t6i cac y kién cép dudi. Dan dén 1am han
ché tinh sang tao, cht dong, 1am yéu di sirc manh va doan két tap thé.

Cong tac dao tao van chua tin dung va khai thac triét d¢é tiém nang cta doi
ngil nhan luc chit luong cao tham gia vao cong tac dao tao. Phuong phap dao tao
chua ap dung cac phuong phép tién tién vao trong dao tao.

Cong ty méi chi hd tro mot phan chi phi cho ngudi lao dong di dao tao nang
cao trinh do chuyén moén. Trong qua trinh di dao tao, ngudi lao dong chi dugc hd

tro chi phi hoc tap, con cac chi phi di lai, sinh hoat trong qua trinh hoc tap ho phai tu
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lo. Do d6, con ton tai tinh trang nhiéu lao dong chu dong xin di dao tao khi ho nhan
thay co hoi thang tién, thay vi mong mudn nang cao nang lyc, déng gop nhiéu hon cho
Cong ty. Mac du chuong trinh va ndi dung dao tao dugc Cong ty dac bi¢t quan tam
nhung két qua dao tao lai chwa duoc danh gia dung muc. Cong tac danh gia két qua
dao tao chua dugc thuc hién, két thic khoa dao tao chi co nhan xét danh gia chung
chung, chua co sy danh gia cu thé tmg ca nhan va chua c6 kiém tra nhimng kién thc,
ki nang ma nguoi lao dong tich liiy sau khi duge dao tao. Sau khi dugc dao tao nguoi
lao dong chua dugc tao diéu kién dé phat huy céac kién thic d3 dugce dao tao vao
cong viéc, anh hudng dén hiéu qua lam viéc.

» Nguyén nhan

- Nguyén nhan khach quan

Khoa hoc cong nghé phat trién nhanh nhu vii bio do d6 viée tiép can véi
cong nghé tién tién ctia Cong ty con bj han ché.

Céc chinh sach cua Nha nudc, Quan ddi nhu chinh sach lao dong viéc lam,
14i suat, thué ... ciing anh huéng dén cong tac tao dong luc lao dong cuia don vi.

Khung hoang kinh té toan ciu ciing anh hudng viéc tao dong luc lao dong
cua Cong ty TNHH MTV 189.

Cong tac giao duc dao tao clia nudc ta van con nhiéu bt cap, hién nay da ddi
moi viée day va hoc nhung hi¢u qua chua cao.

Trinh d6 dan tri chua cao, ¥ thirc trach nhiém cta ngudi lao dong dbi voi tap
thé con nhiéu han ché.

- Nguyén nhdn chu quan

Khong it lao ddng hién nay tai Cong ty hi¢n con dang lam viéc trai voi nganh
nghé dao tao. Ban Giam ddc, can bd quan 1y cac phong ban da s6 déu dugc dao tao tir
cac truong ky thuat trong va ngoai Quan doi do d6 kién thirc vé quan 1y kinh t& con han
ché nén chua phat huy hét ning luc ciia ngudi lao dong.

Trinh d6 cia can bd quan 1y va can bo 1am cong tac chuyén mon con nhiéu han

ché nén nhicu khi viéc tham muu chua hop 1y, chua dem lai hi€u qua cao.
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Cong ty chua chu dong trong viéc tiép can thi truong lao dong, con kha
nhiéu nguén tuyén chua dugc quan tam dén nhu: cac hoi chg viée 1am, hdi chg
thwong mai, cac trudng dai hoc cao dang, trung cap chuyén nghiép. ..

Chinh séch di ngd con han ché nhu: tién thuong “gia tri phic lgi vé vét chét
ma nguoi lao dong nhan dugc la khong cao chua thuc su kich thich dugc nguoi lao
dong sang tao”, h tro nha & d6i véi nguoi lao dong chua dugce quan tam.

Viéc phan tich va danh gid cong viéc con mang tinh hinh thirc chua sat thuc
té do vay chua c6 hé thong tiéu chuén chirc danh cong viée 1d rang va thong tin
phuc vu cho cong viéc con han ché.

Do gi6i han vé nguén kinh phi dau tu cho cac hoat dong tao dong luc lao
dong cua Cong ty con nhiéu han ché. Cung voi d6 1a su dan trai cac bién phap, chi
yéu tap trung giai quyét vin dé trudc mit, chua thuc sy mang tinh chién Iuoc lau
dai.

Ban than nhiéu lao dong chua thuc su y thire duoc van dé tao dong luc lao
dong nhiéu khi di hoc tip, dao tao ning cao khong phai dé nang cao hiéu qua lao

dong ma chi dé c6 co hoi dé thang tién.
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Tiéu két chwong 2

Trén co sé van dung tong hop cac phuong phap nghién ctru da trinh bay ¢
phan mo dau, van dung 1y luan va thyc tién duogc trinh bay ¢ chwong 1, chuong 2
cua luan van da giai quyét cac van dé cu thé nhu sau:

Gi6i thiéu tong quat vé lich sir hinh thanh va phat trién ciia Cong ty TNHH
MTV 189, linh vuc kinh doanh, co ciu t chtrc, chtrc ning, nhiém vu ctia Cong ty.

Phan tich thyc trang vé viéc tao dong luc trong Cong ty TNHH MTV 189;
Thuc trang vé nhu cau cua ngudi lao dong trong cong ty; Thuc trang tao dong luc
vé vat chat va tinh than cho ngudi lao dong thong qua cic van dé vé chinh sach tién
luong, chinh sach tién thuong, chinh sach phtc lgi, chinh sach dich vy, qua cong tac
dao tao boi dudng chuyén mén k§ thuat nghiép vu..., Cac yéu té anh huong téi tao
dong luc lao dong cua Cong ty TNHH MTV 189. Bao gdm cac yéu td tir bén trong,
cac yéu tb tir bén ngoai va cac yéu to tir chinh ban than nguoi lao dong.

Qua phan tich thyc trang vé viéc tao dong luc trong Cong ty TNHH MTV
189, tac gia nhan thiy tao dong luc lao dong tai Cong ty TNHH MTV 189 ciing dat
duoc nhimg két qua nhat dinh vé mai trudng 1am viéc, mdi quan hé giita cac nhan
vién gin bo doan két, cong tac tra luong da phan 1am hai 1ong ngudi lao dong, doanh
nghiép da co nhiing quan tim nhat dinh dén doi séng clia nhan vién va tao ra sy an
tam cong tac cho ho.

Tuy nhién, van con mot sd han ché khong nho nhu van dé bd tri, sap xép st
dung nhan sy, dao tao, boi dudng nguoi lao dong, ché do luong, thuong... Bén canh
d6, van dé vé van hoa doanh nghi€p con chua dugce chi trong nhiéu, bo phan cong
doan chi 1a hinh thtre, chua thuc su phat huy vai tro ctia minh trong viée bao vé quyén
loi ngudi lao dong. T nhitng han ché va nguyén nhan t6n tai, tac gia dua ra nhiing
giai phap nham hoan thién cong tac tao dong luc.

Do 1a tién dé cho hoc vién co nhimg can ct, co sé 1y luan dé xay dung noi
dung chuong 3 la nhiing gidi phap tao dong luc lao dong tai Cong ty TNHH MTV
189.
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CHUONG 3: MOT SO GIAI PHAP NHAM TANG CUONG TAO PONG
LUC LAO PONG TAICONG TY TNHHMTV 189 - BQO QUOC PHONG

3.1. Quan diém, muc tiéu va phwong hwéng ting cwong tao dong luc lao dong
tai Cong ty TNHH MTYV 189
3.1.1. Quan diém

Nam nam qua tir 2013 - 2017, thé gi01, khu vuc cé nhiéu dién bién phtrc tap,
kho luong. Trong nudce, tinh hinh chinh tri, trat tu an toan xa hoi on dinh, quéc
phong, an ninh, d6i ngoai dugc gitt virng va ting cuong, kinh té c6 sy ting trudng,
lam phat dugc kiém ché, an sinh x3 hoi duoc cai thién. Tuy nhién, toc d6 ting
tredng cta nén kinh té con cham, thu nhap cta ngudi lao dong tuy da duoc cai thién
nhung con & mirc thap. To chire bién ché cia Cong ty TNHH MTV 189 timg budc
duoc kién toan, nhiém vu san xuét kinh doanh phat trién ca vé quy mo, loai hinh va
dbi twong voi yéu cau ngdy cang cao vé chét luong, cong nghé. Bén canh nhimg
thuan 1¢1 1a co ban, Cong ty con khong it kho khan, thach thirc, o1 ngli can bd chi
huy, quan 1y, can bo k¥ thuat, cong nhan bac cao thiéu, trinh d6 ning lyc, kinh
nghiém thyc tién con han ché; khing hoang tai chinh, suy thoai kinh té, canh tranh
gay git, san pham Qudc phong giam, co so vat chat bao dam cho nghién ciru, ing
dung cong nghé méi vao san xuét kinh doanh con nhiéu khoé khian. Tinh hinh trén da
tac dong truc tiép dén két qua hoat dong san xuat kinh doanh ciia Cong ty trong giai
doan 2013 - 2017.

Pang ty ban giam ddc Cong ty da dua ra nhiéu chu truong, bién phép lanh dao
d6i moi toan dién, déng bd hoat dong san xuét kinh doanh, trong tam la d6i méi quy
trinh quan 1y, diéu hanh san xuat; chat luong san pham Qudc phong va kinh té timg
budc dugce nang cao.

Nim nam qua, Pang Gy ban giam doc Cong ty dd quan triét sdu sic Nghi
quyét Pai hoi dai biéu toan qudc 1an thir XI cua Pang, Nghi quyét dai hoi Dang bo
Quan d6i lan tht IX, cac nghi quyét cua Trung wong, Quén ty Trung wong va Tong

cuc cong nghiép quéc phong vé quan diém phat trién cong nghiép Qudc phong, két
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hop Quéc phong voi kinh té, kip thot xac dinh chu truong, bién phap lanh dao, chi
dao thuc hién c6 hi€u qua cac dy an dugc dau tu.

Cong tac t6 chuc quan ly san xuat kinh doanh d duoc lanh dao, chi dao chat
ch&, ¢6 nhiéu ddi méi, cha trong khau xdy dung ké hoach va diéu hanh cac hoat
dong san xuit kinh doanh, dap tng yéu cau nhiém vu ngdy cang phat trién ca vé
pham vi, quy mé va ddi tugng khach hang. Pa dang hoa san pham, tin dung, khai
thac hiéu qua hé thdng trang thiét bi, phuong tién, kho bai, nha xudng.

Tich cuc ng dung cong nghé thong tin, phuong ti¢n ky thuat vao cong tac
quan 1y, diéu hanh san xuét kinh doanh, bao dam tinh thong nhat, phat huy tinh chu
dong, sang tao cua cac co quan, xi nghi¢p, phan xudng.

Thuong xuyén coi trong lanh dao, chi dao dau tu, tang cudng co s& vat cht,
phuong tién k¥ thuét, trang thiét bi, bao dam phuc vu ngay cang tot hon cho nhiém
vu san xuét kinh doanh.

Pbi v6i nhiém vu san xudt quc phong: Quén triét sau sac Nghi quyét 06-
NQ/TW ciia Bo chinh tri vé xay dung va phat trién nganh CNQP dén nam 2020 va
nhimg nim tiép theo; thuc hién nghiém tic cac Chi thi, Nghi quyét ctia Pang uy,
Thu truéng Tong cuc vé nhiém vu san xuat qudc phong va kinh té.

Pbi voi nhiém vu san xuét kinh té va kinh doanh dich vu: Pang ty ban giam
dde Cong ty luon cht trong 1anh dao thyc hién t6t viéc ndm bat, du bao tinh hinh thi
truong trong nudc va ngoai nudc; tap trung khai thac thi truong trong nudc, md
rong thi trudng nudc ngoai, xay dung thuong hiéu, thu hit dau tu, nhat 1a cac doi
tac dén tir Ha Lan, Thuy Dién, Singapor, Nhat Ban...Cac san pham kinh té khong
nhitng mang lai hi€u qua kinh té cao, ma con tao ra co hoi tiép can, chuyén giao
cong nghé tién tién, trao doi phuong phap, quy trinh, kinh nghiém quan 1y hién dai,
ning cao stc canh tranh, md rong thi trudng moi, gop phan quan trong vao viéc
hoan thanh muc tiéu, ké hoach, nhiém vu san xuét kinh doanh ctia don vi, tao viéc
lam oOn dinh, ting thu nhap va nang cao céc chi tiéu kinh té k¥ thuat caa Cong ty.

Tap trung lanh dao trién khai thuc hién nhiém vu kinh doanh vét tu, kim khi,
dich vu cau cang hd tro san xuat phat trién gbp phan hoan thanh thing loi nhiém vu

chinh tri ciia don vi.
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3.1.2. Muc tiéu
» Mouc tiéu chung:

T chirc trién khai dong b, toan dién cac bién phap nham tao dong luc cho
nguoi lao dong trong cong ty. Bam bao du cong an viéc lam cho nguoi lao dong,
doi séng cua ngudi lao dong khong ngimg duoc cai thién. Dé dam bao su phat trién
va khong ngung 16n manh thi muyc tiéu ciia Cong ty trong nhitng nam tdi la:

- Pam bao trién khai diung tién do cac du an, ké hoach da lap, da dang hoa
cac dong san pham khac nhau.

- Tiép tuc cai tién cong nghé, thiét bi theo huéng phu hop dé nang cao hiéu
qua san xuat, dam bao an toan bao vé moi truong, cai thién diéu kién 1am viéc, ting
nang suit lao dong, nang cao thu nhép cho ngudi lao dong dé Cong ty phat trién bén
virng.

- P6i méi cong tac danh gia thue hién cong viée cuia nguoi lao dong.

- Hoan thién cong tac tién lwvong va xay dung ché do khen thuong hap dan
(¢am bao moi ché d6 cho nguoi lao dong kip thoi, dam bao viée ting luong co thé
bu trugt gid thi truong). Nang cao muc thu nhap cho nguoi lao dong Ién trén 9
triéu/nguoi/thang.

- Duy tri cai thién cac chinh sach lién quan t&i ngudi lao dong nham dam béao
duy tri va thu hat lao dong co trinh d6 cao. Nang cao tay nghé cho céng nhan, dao
tao thém trinh d0 cao déng— dai hoc, c6 du kha nang vé nang luc, trinh do dé thich
g tham gia san xuat kinh doanh.

- Cac giai phap tao dong luc cho cong nhan dugc lya chon tai Cong ty khong
vuot qua nang luc tai chinh cia Cong ty.

- Luén ludn dap tng nhu cau vé nhan sy phuc vu san xuat kinh doanh hiéu
qua. Bay manh tao dong luc cho nguoi lao dong.

- Nghién ctru va 4p dung khoa hoc ki thuat va khoa hoc quan 1y nhim nang
cao trinh do chuyén mon, van hoéa, khoa hoc ki thuat cho nguoi lao dong.

- Tiép tuc thu hut luc luong lao dong co trinh do chuyén mén cao.
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- Nang cao trinh d6 quan 1y, diéu hanh cua cong ty, to chirc hudn luyén dinh
ky cho nhan vién, nang cao chét luong dich vy, tao 1ap mo1 truong lam viéc ndng
dong, sang tao.

> Muc tiéu cu thé:

Nhimg thang con lai ctia nam 2018 va trong nim 2019 céng ty can uu tién
nguan lyc, tap chung chi dao, diéu hanh quyét liét dé hoan thanh ké hoach san xuat
kinh doanh da dé ra cy thé la:

- Pam bao trién khai thi céng, ban giao ding tién do cac san pham theo hop
dong da ky voi khach hang gém: 01 tau ky hiéu thiét ké 189-4212. K31 cho cong ty
c6 phan cao téc Phii Qudc; 01 tau ky hiéu thiét ké 189-3911. K34 cho cong ty
Thanh Phat; 02 tau ky hiéu thiét ké 189-2507. K16 cho cong ty ¢ phan du lich Cat
Ba; 02 tau ky hiéu thiét ké 189-3206. K45 cho cong ty vat tai Bién Dong.

- Hoan thién dy 4n mé rong ning cip san ning ha tau; xay dung thém mot
nha xudng méi N6; mua thém 6 may han Tig.

- Trién khai xay dyng du 4n nha & xa hoi cho can bo cong nhan, nguoi lao
dong. bam bao tién do, chat luong.

- Hoan thién bo dinh mirc khoan san pham cho nguoi lao dong.

- T chtic thi nang bac, nang lwong cho ngudi lao dong toan Cong ty trong
quy 2 nam 2019.

- T6 chire thi gia han, thi cip chtng chi méi cho tho han d3 hét han ciing nhu
tho han mai.

- Tiép tuc lya chon, tuyén dung thém céng nhan cac nganh éng, noi that, lap

rap dam du s6 lugng dé bd sung cho nhimg nguoi nghi ché do.

3.1.3. Phwong huong

Dé dap tng yéu cau va nhitng muc tiéu da dé ra Céng ty TNHH MTV 189 di
dua ra phuong hudng phat trién cho cong ty trong thdi gian tdi nhu sau.

- Can phai xac dinh rd tu tudng, quan diém cua cong tac tao dong luc vat chat,
tinh than trong lao dong 1a céng tac khong nhitng ban lanh dao Cong ty phai 1am ma

ngudi lao dong ciing can phai thyc hién.
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- Nang cao hiéu quéa cong tac dao tao ngudn nhan luc (thuong xuyén kiém tra
trinh d6 nghiép vu danh gia va phan loai trinh d6 cia can bd cong nhan vién. Day
manh cong tac dao tao gan v6i xay dung doi ngii can bd nong cbt dam bao sy gin
b6 lau dai va vi sy phét trién chung ciia Cong ty).

- Trong qua trinh thyc hién céng tac tao dong luc & Cong ty, can phai co sy két
hop tir trén xudng dudi, cap dudi phai anh 1én cap trén dé cap trén sira doi, bo sung
cho phu hop véi thyc tién.

- Bén canh do, cac bi¢n phap nang cao hi¢u qua tao dong luc trong lao dong
phai co tac dung kich thich san xuat kinh doanh ngay mot phét trién, tao long tin
ctia nguoi lao dong d6i vai Cong ty, dé ho co thé an tim 1am viée, gan bo voi Cong
ty thong qua viéc ting tién luong, thu nhap mét cach 6n dinh va lau dai. Pong thoi
cac bién phap hoan thi¢n va tang cuong cong tac tao dong luc trong lao dong phai
pht hop voi didu kién thuce té ciia Cong ty. Nghia 1a cac bién phap dua ra phai c6
tinh kha thi, &p dung vao thuc tién va dem lai loi ich thiét thuc cho nguoi lao dong
va Cong ty.

- Tu chu thiét 1ap cac mbi quan hé véi cac ddi tac kinh té. Thiét 1ap cac mbi
lién doanh, lién két nham tang cuong hiéu qua san xuat kinh doanh. Tim hiéu
nghién ctru thi truong, khai thac tot hon thi trudng hién c6, tim kiém va thiét lap thi
truong méi. Tap trung toan luc vao cdng tac san xudt nhim ting san luong, ting
ning suat, phu hop véi thi hiéu ctia ngudi tiéu dung nham nang cao doanh thu, loi
nhuén, ddm bdo viéc 1am va thu nhap cho can b, cong nhan vién cia Cong ty.

- Pau tu xay dung mo rdng va hoan toan bd co s& vat chét, trang thiét bi hién
dai dap tmg nhu ciu cua thi trudng, déng thoi dam bao canh quan méi trudng va vé
sinh an toan lao dong: nhu nang cao ning suat thiét bi, st dung thiét bi tiét kiém
nhién liéu, bao vé méi truong, thay thé dan cac thiét bi cii, thiét bi 15i thoi, hong ...
dé dam bao strc khoe va tinh than cho ngudi lao dong.

- Xay dung mot quy trinh tuyén dung gom cac budc sau: Lap ké hoach tuyén
dung; thong bao tuyén dung; nhan va xét ho so; kiém tra - so van; phong van sau;
kham strc khoe; phong van boi ngudi lanh dao truc tiép; tham tra cac thong tin thu

dugc trong qua trinh tuyén chon, ra quyét dinh tuyén chon.
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Lién tuc thay mdi, bd sung céc dich vu, trang thiét bi dé dap tmg nhu cau phat
trién, gitip 1am giam mét moi cho céng nhan trong qua trinh lao dong. Phat trién ngudn
nhan lyc dam bao chat lugng chuyén mén hoa cao, thong qua cong tac tuyén
dung...

- Quan ly chat ché€ va xay dung tac phong lam viéc khoa hoc, nghiém tac, hiéu
qua cho d6i ngii can bo k¥ thuat. Tién hanh xdy dung cac giai phap nham nang cao
chat lwgng quan 1y tai chinh. Thyc hién t6t van dé bao toan va st dung vén, khong
dé sy ¢d tai chinh Xay ra, can c6 chinh sich vé tai chinh dé kich thich tang thém san
pham va doanh thu cia Cong ty.

- Tang cuong dau tu cho dao tao nang cao ning lyc quan 1y va chuyén mon,
ky thuat, d6i ngii can bo thi truong dé dap tng yéu cau phat trién san xuét kinh
doanh va ti€u thy ngay cang tang.

- Thyc hién cac chinh sach voi nguoi lao dong, Cong ty bd tri, sap xép theo
nang lyc trinh d6 cua timg ngudi dé nang cao hiéu qua lao dong. Pong thoi tao dicu
kién dé nguodi lao dong cd cude séng on dinh, yén tam lam viéc.

Du 13 hinh thirc khuyén khich gi ching nita, nhitng gi ngudi lao dong dang duoc
hudng can c6 su dap tmg tir phia cap lanh dao. Co nhu vdy, tinh than 1am viéc, tinh than
phuc vu ctia ngudi lao ddng méi dugce cai thién va ngay cang duoc nang cao.

3.2. Mot sb giai phap tao dong lwc lao dong tai Cong ty TNHH MTV 189
3.2.1. Hoan thién cong tic xdc dinh nhu cdu ciia nguoi lao dong

Can cu:

Qua phan tich & chuong 2 cho théy tai Céng ty TNHH MTV 189 mdi tién xéc
dinh nhu ciu cia ngudi lao dong va cong tac tao dong luc lao dong con rat chung
chung méi chi 14 thyc hién cai cach chinh sach quan tri nhan luc, phan dau ting tién
lwong, tién thudng, cung cap cac ché do dii ngd... Nhu cau cia con nguoi rat da
dang va kho c6 thé dap tmg duoc khi khong co6 phuong hudng phét hién nhu cu
cua nguoi lao dong. Vi vay dé thuc hién tot cong tac tao dong luc lao dong can phai
c6 phuong huéng phat hién, xac dinh dugc nhu cau can nhét ctia ngudi lao dong.

Theo céc cong trinh nghién ctru vé tao dong luc thi diéu tra xa hoi hoc 13 phuong
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phap xac dinh nhu cau cia ngudi lao dong hiéu qua nhat. Vi vay nén ap dung
phuong phap nay cho Cong ty TNHH MTV 189.
Cac budc tién hanh:
Budéce 1: Xdce dinh cdc loai nhu cau cia nguoi lao dong
Dua theo Maslow phan loai nhu cu ctia con ngudi gdm 5 cap do:
- Nhu cau sinh ly
- Nhu cdu an toan
- Nhu cau xa hoi
- Nhu cau duge ton trong
- Nhu cau ty hoan thién

Bude 2: Xdce dinh cde nhu cau cu thé cia tung loai nhu cau

- Nhu céu 1 (sinh Iy): La nhimg nhu cau giup con ngudi c6 thé ton tai nhu:
thue pham, nudc udng, quan 4o, nghi ngoi... Nguoi lao dong khi lam viéc can co
tién lwong dé nudi séng ban than va gia dinh, can c¢6 thoi gian nghi ngoi dé tai tao
lai strc lao dong.

- Nhu céu 2 (an toan): Con ngudi mudn dugc an toan vé than thé, tranh khoi
bénh tat, sy dau dén va de doa. Ho mudn lam viée trong mgt moi trudng an toan
dugc trang bi déy du thiét bi bao ho lao dong, dugc hudng céc phuc loi y té va bao
hiém x4 hoi mot cach day du... va hon thé nira 1d mot céng viée on dinh, khong bi
mat viéc 1am mot cach vo 1y.

- Nhu cau 3 (xa héi): Thé hién ¢ mong mudn duoc quan hé, duge hop tac
cling nhu giao luu tinh cam d6i v6i nhitng nguoi xung quanh. Ban chét con nguoi 1a
song tap thé, hon nita ho khong thé hoan thanh céng viéc néu nhu thiéu su giap 45
cia dong nghiép, ban bé...Nguoi c6 nhu cau xa hoi cao s& thich lam cong viée co
su tham gia ctia nhiéu ngudi, c6 nhiéu hoat dong tap thé nhu: Thé thao, van nghé...

- Nhu ciu 4 (dwoc ton trong): La mong mudn co dia vi, duoc moi nguoi ton
trong, cling nhu tu hao ban than. Nhitng nguoi ¢6 nhu cau duoc ton trong cao s& mudn
lam viéc tai mot moi trudng cd nhiéu co hoi thang tién, duoc trao nhiéu phan thuong
xung dang voi nhitng thanh tich ma ho da dong gop cho doanh nghiép... Nhitng nguoi

nay thuong lam vi€e rat tich cuc va luén c6 gang hoc hoi nang cao trinh do.
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- Nhu céu 5 (tw hoan thién): Con ngudi luén mudn tu khang dinh minh, phét
trién toan dién tat ca cac mat cling nhu khai thac cac kha nang tiém an cta minh. Ho
mudn duoc 1am cac cong vi¢c doi hdi tinh sang tao, thach thuc, tinh than tu giac va
kha ning giai quyét van dé. Nhitng nguoi nay thuong co tai ning va ho ludén mudn
tao ra cac thanh tich méi, ky luc méi, mang lai nhiéu lgi ich nhét cho t6 chic.

BuGe 3: Thiét ké cau hoi. Thiét ké 5 cau héi cho méi nhu cau cu thé

Vidu: Nhu cau 1:

1. T6i mudn mirc lwong cao hon dé trang trai cudc séng gia dinh.

2. T6i mudn c6 thém phu cap di lai.

3. T6i mudn duoc dao tao nang cao trinh d6 dé muc lwong ting cao.

4. Toi mudn dugce Gng trudc tién vao dau thang.

5. T6i mudn co tro cap an trua va ca dém.

Bu6e 4: Thiét ké bang héi diéu tra

Thiét ké xen k& cac cau hoi thudc cac nhu cau khac nhau dé tranh nhitng cau
hoi gan gidng nhau. Dung phuong phap cho diém dé biéu hién cudong do cua timg
nhu cau. Tra 101 bang cach khoanh tron diém sé phtt hop v6i minh.

Véi cac mue do tuong ung la:

1. Bong ¥ hoan toan

2. Pong y mot phan

3. Khong c6 y kién gi

4. Khong dong y

5. Khong dong y hoan toan

Buée 5: Lua chon doi twong va tién hanh diéu tra

Diéu tra d6i twong lanh dao, can bo quan 1y ting co quan don vi, phong ban,
xi nghiép, phan xudng. C6 thé phan chia theo nhiéu tiéu thic khac nhau dé dé phat
hién nhu cau nhu: Giéi tinh, nghé nghiép chuyén mon, do tudi, trinh do, ...

Bude 6: Xir Iy théng tin phat hién nhu cau

Dung phuong phéap binh quan hoa dé tinh s diém cta timg nhu cau cy thé va

tung loai nhu cau:
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Téng diém binh quin nhu ciu i thuéc nhu ciu j
ij =

Téng s6 phiéu khao st

Xem xét tan suét xuét hién nhu cau cua tung loai cu thé theo cac dbi tuong
khao sat. Viéc xem xét 6 cho phép biét dugc trong cac nhu cau thi nhu cau nao 1a
can thiét nhét hién nay.

BuGe 7: Sdp xép mike dé ciia cdc loai nhu cau

Duya theo diém trung binh d3 tinh toan dé 1am co s¢ cho cac bién phap tao
dong luc lao dong trong Cong ty.

Ctr dinh ky mot nim mot 1an Cong ty tién hanh khao sat nhu ciu ciia nguoi lao
dong. Phuong phap diéu tra nén dugc tién hanh doc 1ap va do phong lao dong tién
lwong ctia cong ty thuc hién théng qua cac phong ban, xi nghiép, phan xudng dé tién
hanh khao sat nhu cau cia cac nhan vién trong don vi minh quan Iy va tong hop nhu

cau trén dé c6 co s tham muu dé€ xuat voi ban giam doc cac giai phap.
3.2.2. Hoan thién cong tdac phdn tich, danh gia cong viéc

Vai trd cta phan tich, danh gia thyc hién cong viéc ddi v6i hoat dong quan tri
nhén luc va d6i voi su phat trién va ton tai cia mét to chirc ngay cang tré nén quan
trong. Quy trinh phan tich dugc thuc hién theo cac budce: xdy dung muc ti€u danh
gia, theo ddi timg giai doan cong viée, danh gia va diéu chinh (bao gém ca thudng,
phat va ké hoach dao tao, huan luyén lai). Trong quy trinh nay, vai trd ctia bd phan
nhan su 13 1ap mau biéu danh gia va xay dung nang lyc danh gia cho can bd quan Iy
truc tiép.

Pé xay dung mo hé thong danh gia thuc hién céng viéc hiéu qua, nguoi danh
gia can phai nghién ctru toan bo hé thong cac yéu td cia no, nghién ctru phuong
phap tién hanh va cac budc ciia hé thong, thao luan dan chi, ddnh gia cong bang,
minh bach, tao cho nguoi lao dong dong luc lam viéc. Ttr d6 nang cao nang suét lao
dong va hiéu qua cong viéc cia doanh nghiép.

Nguoi danh gia co thé dwa trén phuong phap danh gia theo thang do d6 hoa
(ngudi danh gia s& cho y kién vé tinh hinh thuc hién cong viéc cua ngudi lao dong

theo mot thang do duge sip xép tir thap dén cao hoic ngugc lai, tng véi mdi mirc
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d6 danh gia 1a mot s6 diém cu thé. Tong sé diém dat dugc cua cac tiéu chi sé 1a
diém cubi ciing ctia ngudi d6), hay hanh vi ( két hop gitta phuong phép thang do d6
hoa va phwong phap ghi chép cac su kién quan trong ctia nguoi lao dong ) dé danh
gia thuc hién cong viéc ciia ngudi lao dong.

Cong ty nén tién hanh danh gid thue hién cong viée thudng xuyén theo thang,
theo quy, theo nam hay theo dy an dé c6 bién phap khuyén khich kip thoi ngudi lao
dong lam viéc ot hon.

Cong ty ciing nén thiét ké bang danh gia thuc hién coéng viée theo mau chung
theo timg bd phan vi du theo cac mang nhu khéi luong, chét luong, thot gian, tién
dd, trach nhiém, chuyén mon va kha nidng lam viéc theo nhém...Tién hanh cho diém
timg phan. Sau d6, riéng mdi phan nho nhu két qua thyc hién cong viéce lai c6 bang
danh gid thuc hién cong vi¢e khac nhau. Nguoi danh gid s€ danh gia sy thuc hién
cong vi¢c cua nhan vién thong qua cac bang danh gid d6 mdt cach chinh xac va
trung thuc va tong hop két qua dua ra y kién nhan xét cia ca nhan sau d6 thao luan
v6i lanh dao cp trén va ngudi lao dong truc tiép vé su dong gop cling nhu két qua
thuc hién cong vi€c cua nguoi lao dong. Viéc danh gia nay co6 tdc dung tao dong luc
cho nguoi lao dong va lam co sé thuong va thang chirc cho nhan vién.

Trong thoi gian qua, hé thong danh gia mac do hoan thanh nhiém vu cta cong
ty con boc 16 nhiéu han ché. Hién nay cong ty dang sir dung phuong phéap thang do
dd hoa dé danh gia mirc d6 hoan thanh cong viéc ciia ngudi lao dong. Cong ty van
nén tiép tuc sir dung phuong phap nay dé danh gia nhan vién. Tuy nhién cong ty can
stra d6i va bd sung thém céc tiéu chi nham phat hién ra cac tiém ning ctiia ngudi lao
dong. Céac tiéu chuan thuc hién cong viéc phai dugc xay dung mot cach khach quan,
hop ly, day du, chi tiét, phu hop va cu thé. Piéu d6 khong nhing tao diéu kién cho
nguoi danh gia thuc hién cong viéc mot cach chinh xac, nhanh chéng ma con tao
diéu kién cho nguoi lao d6ng tu danh gia va kiém tra mac d6 chinh xac vé danh gia
thuc hién cong viéc caa nguoi quan 1y. Tiéu chi “Mtic d6 hoan thanh nhiém vu” can
duoc nhan manh bang cach cho trong s6 cao hon céc tiéu chi khéc.

Viéc danh gia thuc hién cong viéc hién nay mai chi do ngudi quan 1y truc tiép

danh gia. Viéc danh gia thyc hién cong viéc nén do ca nguoi lao dong tuy danh gia
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va ngudi lanh dao tryc tiép danh gia. Két qua do ngudi lao dong ty danh gia sé duoc
sir dung dé tham khao va so sanh vai két qua danh gia ctia ngudi quan 1y truc tiép.
Két qua nguoi lanh dao tryuc tiép danh gia s& duoc sir dung dé quy doi sang tht hang
thanh tich. Trén co s& d6 dé giai thich, trao ddi, phan hdi thong tin gitra ngudi lao
dong va nguoi lanh dao truc tiép khi co su chénh 1éch vé két qua danh gia nham co
sy danh gia chinh xac nhat. Cac két qua nay phai dugc cong khai, duoc ngudi lao
dong chap nhan. Phai lya chon cac phuong phap danh gia sao cho phu hop. Trong
d6 can luu y dén phuong phap phong van danh gia vi phuong phap nay cho phép
ngudi lao dong c6 thé néu 1én nhiing nhan xét, thac Mac cua minh trong qua trinh
danh gid dong thoi cling néu 1én duoc nhitng khé khian nguoi lao dong gap phai
trong qua trinh lam viéc, dé nha quan 1y c6 bién phap khic phuc kip thoi. Hién nay,
cong doan phong van danh gia da bi cong ty xem nhe. Két qua danh gia khong duoc
ngudi quan 1y trao d6i cu thé véi nguoi lao dong. Bé viée danh gia két qua thuc hién
cong viéc c¢6 hidu qua hon thi can phai dao tao. Nhitng yéu cau cua ngudi danh gia
phai 1a nguoi c¢6 trinh d6 chuyén mon, am hiéu cong viéc, danh gia mot cac khach
quan, cong bang, tir d6 c6 thé chi ra cac phuong hudng, cach thirc cai tién thuc hién
cong viec, dé ra céc chi tiéu mdi cho nhan vién. Viéc 1am nay cling s€ tranh dugc tinh
trang thac mac vé két qua thuc hién cong viéc ciia minh tir d6 tao sy thoa man, kich
thich nguoi lao dong hing say lam viéc va cong hién hét minh. Phai ¢6 thong tin phan
hoi cho ngudi lao dong vé két qua danh gia thuc hién congviéc mot cach cong khai,
rd rang, cu thé va giai thich nhiing thiac mac cho nguoi lao dong vé két qua danh gia
thuc hién cong viéc.

Pé gitp nguoi lao dong danh gia cho diém dé dang chinh xac hon, mau phiéu
nén duogc thiét ké chi tiét hon v&i nhitng mé ta ngan gon, dé hiéu va luong hoa
duoc, nén dua cac tiéu chi mang tinh thi dua khuyén khich nguoi lao dong c6 thém

dong luc dé hoan thanh cong viéc.

Cong ty st dung két qua danh gid dé 1ap ké hoach dao tao ddi voi nhan vién
yéu kém, thudng twong tng véi mire dong gop ctia mdi nguoi va 1 co s¢ dé ky luat

hay sa thai nhan vién khi vi pham Ky luat.
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3.2.3. Hodn thién hé thong trd lwong cho nguwoi lao dong

Co s& dé tra lwong cho ngudi lao dong 1a can ctr vao vi tri lam viée, cong
viéc dugc giao, mirc do phuc tap cua cong viéc, muc d§ hoan thanh cong viéc, yéu
cau vé k¥ ning, kinh nghiém, trinh d6 ctua ngudi lao dong; Tién lvong ma Cong ty
chi tra cho ngudi lao dong 1a phai dua trén két qua thuc hién cong viée. Do d6 Cong
ty can c6 nhitng nghién ctru, tham khao cach tra lvong cta cac doanh nghiép dang
phat trién manh dé rit ra nhiing bai hoc kinh nghiém dé hoan thién hé théng tra
luong, dé tao dong luc lao dong cho nguoi lao dong.

Mit bang tién luong ma Coéng ty hién dang tra cho can bd cong nhan vién
ctia Cong ty so v&i mat bang chung cta cic doanh nghiép quéc phong khac ciing
thudc tong cuc coéng nghiép qudc phong quan 1y thi cling ndm trong tép dau. Néu so
sanh v6i cac don vi dong tau khac ca trong va ngoai quan doi thi mat bang luong
ciia Cong ty TNHH MTV 189 ciing 14 twong ddi cao hon hoic ngang ngtra so v6i
cac d6i thu canh tranh va cac nganh khac. Tuy nhién do s6 lwong lao dong dong,
phan thanh nhiéu cp va trinh d6 lao dong lai khac nhau nén cong tac tién lvong cia
Cong ty con nhiéu bét cap.

Sau mat thoi gian lam viée tai Cong ty TNHH MTV 189 va qua trinh nghién
ctru dé hoan thién dé tai tot nghi¢p vé tao dong lyc lao dong tai day hoc vién cling
manh dang dua ra mot vai kién nghi dé hoan thién mot sd yéu tb trong viéc tra
luong nhu sau:

Mot 13, xem xét diéu chinh muc lvong giita nhimg coéng viéc phd thong
khong can doi hoi tay nghé bac tho cao va cac cong viée phirc tap doi hoi ngudi tho
phai c6 tay nghé cao méi 1am duoc 18n ¢ su chénh 1éch rd rang. Néu dé sy chénh
1éch 16n, thi s& tao dong luc tdt cho lao dong cé tay nghé. Nhitng ngudi lao dong
khac ma chua dugc tra lvong cao thi ho s& phai phan dau nhiéu hon nira dé duoc tra
lwong cao qua d6 thuc day sy hoc hoi, su tu giac trong cong viéc dé dat duge ning
sudt cao. Vi vay, Cong ty ¢ thé tinh toan lai hé sd lwong trong thang bang lwong
sao cho phu hop dé khuyén khich tao déng luc lao dong hon.

Hai 1a, khoan san phém dén truc tiép cho nguoi lao dong dé thuan loi cho

viéc tinh lvong va x&p loai dua vao mirc khoan ciling nhu khi nguoi lao dong thuc

93



hién vuot mirc khoan cua Cong ty dé ra. Tir d6 Cong ty c6 thé dua ra cac hinh thirc
tra luong liiy tién theo san pham dé kich thich tinh than lam viéc tot hon ciia nguoi
lao dong. Vé&i Kkét qua khdi lrong nguoi lao dong dat vugt muc, don gid s€ diéu
chinh tang theo tirng khoang vugt muec.

Ba 13, khi b6 nhiém can b thi kém theo d6 1a quyét dinh ting luvong kip thoi
cho nguoi lao dong, tranh tinh trang bd nhiém tam thoi gilr chuce dé theo ddi mot
thoi gian réi méi ting luong trong khi ngudi lao dong thoi gitr chire nita thi lai ha
lwong ngay khi c6 quyét dinh trong thang do.

Bon 13, giai thich va cung cap thong tin day du cho ngudi lao dong dé ho
hiéu rd vé qui ché tra tién luong ctia Cong ty, ciing nhu cach tinh toan lwrong, hé sb
lwong... Dé ngudi lao dong thdy dugc cach tra lwong minh bach tir d6 ho c6 cai
nhin toan dién hon vé muc lrong ma ho duoc hudng ciing nhu ciia nhitng nguoi
dong nghiép khac cuing Cong ty, hoic v6i cac mire luong & cac doanh nghiép khac.

Heé thong tra lwong ctia Cong ty TNHH MTV 189 da tao dong luc dugc cho
Mot bd phan nguoi lao dong 1am cong tic quan 1y nhung chua thuc sy tao duogc
dong luc cho bo phan trg ly, nhan vién, tién lrong nguoi lao dong nhan dugc hang
thang d3 phan nao dam bao duoc cic yéu cau cua nguoi lao dong: dam bao tinh
phap 1y; Tién luong tra dua trén sy thoa thuan gitta nguoi lao dong va nguoi sir
dung lao dong, can ctr vao muc dg phuc tap va vi tri cia cong viéc, yéu cau vé kinh
nghiém, trinh d6 k¥ ning, tay nghé ciia ngudi lao dong; Tién lwong, tién cong ma
Cong ty chi tra cho ngudi lao dong phai dya trén ning suét lao dong va két qua thuc
hién cong viéc.

3.2.4. Hoan thi¢n ché dp khen thuwéng va phiic lpi

» Hoan thién chinh sach khen thuong
Cong ty can xay dung chinh sach thuong da dang, linh hoat hon cho tap thé,
ca nhan trén co s¢ hiéu qua cong viéc va thanh tich dong gop vai nhiéu hinh thirc
thudng khac nhau bang tién, hién vat, di thim quan du lich trong nuéc va nuéc
ngodi,... Ngoai ra ting cudng viéc thuong dot xuat, thuong trong cac dot thi dua

trao mung Ky niém cac ngay 1 I6n cia dat nudc, thuong trong tiét kiém nguyén
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vat liéu, trong gitr gin vé sinh chung, trong dam bao an toan ca vé tai nan lao dong
cling nhu trong tham gia giao thong hang ngay.

Do tinh chét lao dong khac nhau nén tiéu chi khen thuéng cua tirng nganh
nghé ciing khac nhau. Vi vy, d6i véi tiing nganh nghé lao dong can thiét phai dinh
rd nhitng tiéu chi khen thuéng mang tinh chét riéng biét cua tirg nhém nganh nghé.
Quyét dinh khen thuong can duoc dua ra mot cach kip thoi, dung lac, khoang cach
tir khi ngudi lao dong co thanh tich dugc thuong cho dén khi duoc nhan thuong thi
khoang thoi gian ti da 1a 1 thang. Néu vi Iy do gi d6 ma chua thé trao dugc phan
thudng ngay thi ciing phai c6 nhiing loi biéu duong, khen ngoi, ngay ddi véi nhiing
thanh tich Xuat sic ma nguoi lao dong dat duoc. Néu quyét dinh khen thuong dé
qua xa S0 Voi thoi diém xay ra hanh vi tét cia nguoi lao dong, thi ho c6 thé cho
rang doanh nghiép di khong nhin nhan nhitng déng gép cia ho. Piéu do ¢ thé lam
giam long tin, ting su that vong dan téi hanh vi ké tiép s& giam mirc do tap trung va
nd luc lam viéc. Quyét dinh khen thuong phai duoc tién hanh coéng khai nham néu
mét tim guong sang cho nhitng nguoi khac noi theo va hoc tap, ciing nhu khich 18
tinh than caa ngudi duoc khen thuong, théa mén nhu cau duogc t6n trong cua ngudi
lao dong.

Viéc khen thuong cong bang, hop 1y s& co tac dung khuyén khich nguoi lao
dong nd hee lam viéc, dong gop nhiéu hon cho don vi. Cac quyét dinh khen thuong,
muc khen thuong can duge cong bd rong rii cho toan thé ngudi lao dong trong
Cong ty dugc biét dé phan dau, nd luc hon trong cong viéc. Cong ty can thu hut
nguoi lao dong tham gia dong gop ¥ kién trong viéc xay dung chuong trinh khen
thuong dé co thé khen thudng phu hop véi nguyén vong caa ngudi lao dong, mit
khac cling 1am cho nguoi lao dong hiéu rd hon vé chuong trinh khen thuéng va co
ké hoach phan dau.

» Hoan thién chinh sach phuc loi

Trong qua trinh lam viéc tai Cong ty. Khi nguoi lao dong gap phai nhitng kho
khin phat sinh ngoai ¥ muébn thi Cong ty ciing can dua ra nhimg chinh sach dé dong
vién giup d& ho dé nhanh chong khac phuc nhitng kho khin d6 va trd lai véi cong

viéc. Ngoai viéc trg cap tot cac nhu cau vé vat chét thi Cong ty ciing can quan tim
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dén cac yéu to tinh than nhu to chice tham hoi, dong vién ngudi lao dong kip thoi.
Piéu d6 thé hién sy quan tam cua Cong ty ddi voi ngudi lao dong. Tat ca nhiing
viéc lam nay c6 y nghia quan trong trong viéc tao Sy tin tudng cua nguoi lao dong
d6i vai doanh nghiép, gitip ho an tdm khi lam viéc va gan bé 1au dai véi Cong ty.

Thudng xuyén to chirc phat dong cac phong trao thi dua trong lao déng dé tao
su phan dau nang cao ning sut lao dong, tiét kiém nguyén vat lidu, nang cao hiéu
qua kinh té. Cac phong trao thi dua tao diéu kién cho nguoi lao dong c6 thé hoc hoi
kién thte, kinh nghiém tir cac ngudi ddng nghiép khac tao ra sy gan giii, hiéu nhau
hon giita moi ngudi v&i nhau. Néu cac phong trao thi dua hop 1y, ding dan thi sé
gdp phan 16n trong viéc théa man cac nhu cau tinh than cho nguoi lao dong nhu:
nhu cau giao tiép, hoc hoi... Khi xa hoi ngay cang phat trién thi cic phong trio thi
dua doan thé ngay cang gop phan quan trong trong viéc tao dong luc cho nguoi lao
dong trong t6 chuc.

Déi vai khéi lao dong truc tiép san xuat. Cong ty nén co cac chinh sach quan
tAm hon nita, thong qua viéc quan tdm dén ca gia dinh nguoi lao dong, nhu t6 chirc
ting qua cho cac chau nhan ngay quéc té thiéu nhi 01/06 hay ngay Tét trung thu.
Cong ty can xay dung van héa doanh nghiép va truyén dat cho tap thé ngudi lao
dong trong Coéng ty théng qua cac hinh thirc tuyén truyén khac nhau nhu viéc
thudng xuyén t6 chirc cac phong trao van hoa, thé duc thé thao vao cac ngay 18,
ngay nghi, ngay ky niém thanh 1ap Cong ty va c6 giai thuong cho ca nhan, tap thé
thang trong cac cudc thi va néu danh ghi nhéan thanh tich. Bong thoi tiép tuc duy tri
va tiép tuc phat huy hon nita chinh sach phuc loi cho khéi lao dong gian tiép dé ho
yén tdm va cdng hién hét minh cho Cong ty.

Cong ty c6 thé tham khao mdt s6 hinh thire phuc loi:

- Thudng xuyén to chtc giao luu vin hoa thé duc thé thao giita cac xi nghiép,
phan xuong, phong ban trong Cong ty va gitra Cong ty vdi cac don vi bén ngoai.
Thanh 1ap cac doi thé thao nhu béng da, bong chuyén, cau 16ng,...; xdy dung san
bong, nha thi ddu thé thao dé nguoi lao déng c6 co hoi van dong, giai téa cing

thang sau thoi gian 1am viée. Tir d6 nguoi lao dong s& than thiét va hiéu nhau hon.
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- Thuc hién gitp d& tai chinh: Véi nhiing nguoi lao dong c6 nhu cau chinh
dang vé tai chinh dé mua nha, mua xe thi cho ho vay mét khoan tién ma khong tinh
14i suat nham gitp d& ho va khoan tién nay sé bi khau trir dan trong tién luong hang
thang.

- Cung cép thém mét sb dich vu cho ngudi lao dong nhu: tr van sire khoe, tu
van tinh yéu va hon nhan. ..

- Thuong xuyén t6 chirc cac chuyén du lich ¢ nhimg dia diém khac nhau cho
ngudi lao dong va gia dinh cta ho. Tranh hién twong lap di lap lai mot sb dia diém
cil, gdy ra sy nham chan dbi voi nguoi lao dong.

Ngoai ra, do chi phi cho cac chinh sach phuc lgi la khéng nho va co xu
huéng ting dan qua cic ndm nén cong ty can phai theo ddi, hach toan mét cach chi

tiét nham dat duoc hidu qua cao nhit véi chi phi thip nhat.
3.2.5. Ddam bdo diéu ki¢n lam viéc cho ngwoi lao dong

Nganh déng tau 1a mot trong nhitng nganh cong nghiép nang, c6 yéu td nguy
hiém va doc hai cao hon nhiéu so véi cac nganh nghé khac do d6 Céng ty can
thuong xuyén quan tim dé tao ra mot méi truong 1am viéc an toan, thoai mai, dé
chiu hon nita, tao ra tinh doan két phén d4u cho can bo cong nhan vién toan Cong ty
vi muc tiéu chung. Can bd cong nhan vién trong Cong ty s& cam thiy yén tim va
thoai mai hon khi ho duoc 1am viéc trong moi trudng tbt, dugc ton trong va cd cac
mbi quan hé tét dep véi cac dong nghiép cia minh. Ban gidm ddc c6 thé tao ra duoc
mot moi truong lam viée dé chiu thong qua cac hoat dong nhu:

« Pua ra cac quy tic/ quy trinh lam viéc 1 rang trong Cong ty.

« Xay dung gia tri va van hoa tot cho Cong ty va truyén dat cho can bd cong
nhén vién trong toan Cong ty.

* Ton trong nhitng dong gbp ciia nhan vién va ghi nhan nhiing lgi ich ma nhan
vién di dong gop cho Cong ty bang cac hinh thirc khac nhau.

« Giup nhan vién hiéu duoc va phdi hop voi nhau dé hoan thanh cong viéc.

« Tao cho nhén vién co hoi néu ra nhitng ¥ tudng sang tao cho su phat trién

ctia Cong ty va trao thuong cho ho néu d6 1a nhiing ¥ kién quy gia.
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« Ton trong su khac nhau vé dic diém ca nhan gitta cac nhan vién trong Cong ty.

« Tim hiéu thém vé nhitng mong doi cia nhan vién va nhing 1y do ctia ho khi
quyét dinh lam viéc cho Céng ty.

« Quan tdm hon nita dén gia dinh cia nhéan vién, t6 chuc céc sy kién cho gia
dinh cta ho c6 thé tham gia va giup ho tim hiéu thém vé Cong ty, to chiic cac ky
nghi va céc bira lién hoan cho gia dinh cua cac nhan vién, cho nhan vién thém mot
s tién thuong dac biét nhu hoc phi cho con cta ho...

Dé giam thiéu tiéng dn & cac xudng san xuat do cac may moc thiét bj gay ra,
Cong ty can tiép tuc doi mai trang thiét bi va thuong xuyén bao dudng may moc,
thiét bj dé giam bét cuong do tiéng on tranh anh huong téi ngudi cong nhan khi lao
dong. Tir d6 c6 thé giam cang thang trong thoi gian 1am viée va gitp nguoi lao
dong 1am viéc vai hiéu qua cao hon. Viée 1am nay ciing gitip cho ho cam thy an
toan hon truéc nhimg de doa vé bénh nghé nghiép. Cong ty can dam bao ché do 1am
viéc nghi ngoi hop 1y dé ngudi lao dong hdi phuc sicc khoe lao dong sau thoi gian
Jam viéc mét moi va giam bét cang thang, ap luc trong cong viéc:

Vé thoi gian lam viéc: Do diéu kién 1am viéc ciia cong nhan la thuong xuyén
phai lam viéc trong cac khong gian kin, cac ham két va ca ngoai troi vi vay Cong ty
can c6 ché do lam viéc mua dong, mua heé khac nhau thay vi nhu trude day ché do
lam viéc mua dong va muia hé nhu nhau. P4i vai mua hé thi thoi gio 1am viéc budi
sang bat dau sém va két thiic sém, budi chiéu thi bat dau mudn va két thiic mudn dé
tranh dugc nhiét do cao, nong bic cia mua hé. DI voi thoi tiét mua dong thi budi
sang bat dau muodn va két thuc muon, budi chiéu thi bat dau sém va két thic som,
thoi gian nghi trua s& ngan hon mua hé. Cong ty nén ap dung ché d6 lam viéc nay
dé dam bao stc khoe cho nguoi lao dong nham nang cao chét lugng san pham. Han
ché t6 chie 1am viéc thém gio boi néu 1am viéc thém gio kéo dai thi hiéu qua lam
viéc s& khong cao va anh huong ca dén ngay lam viéc tiép theo.

Vé tiéng on, bénh nghé nghiép va vé sinh noi lam viéc: Do dic diém nganh
dong tau ludn ton tai nhing yéu té gay bat loi tai sirc khoe ngudi lao dong tiéng on,
bui kim loai, khoi han din dén nhiéu nguy co vé van dé an toan va vé sinh lao dong

vi vy cong ty co thé: Tim cac bién phap cong nghé dé giam bat viéc gay ra tiéng
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on. Ché tao cac hé théng thu hat cac khéi buyi tir vat liéu mai, han. Mua may quét
don v¢ sinh cong nghiép dé V¢ sinh thuong xuyén khu vuc thi cong.

Bén canh viéc quan tdm dén yéu té thu nhap dé tao dong luc cho ngudi lao
dong, Cong ty ciing can chu trong dén viéc dam bao thuc hién tét cac giai phap tinh
than dé tao va nang cao dong luc thuc day nguoi lao dong lam viéc nhu:

- Tao 1ap bau khong khi tap thé thoai mai, doan két phan dau cho ngudi lao
dong vi muc ti€u chung ctia Cong ty.

- Thiét ké kénh théng tin truc tiép giira linh dao va nhan vién: T6 chuc cac
budi giao Iuu van nghé, d6i thoai nham ting cuong sy doan két, gan bo, hiéu nhau
gitra nhirng nguoi lao dong.

- Thiét lap hom thu gép ¥ dé nguoi lao dong co thé noéi 1én tam tu, nguyén
vong cua ho vé cong viéc, phan anh nhirng van dé bét cap hay c6 thé dé xuat nhimng
sang kién lao dong véi Cong ty ma nhiéu khi hop ban truc tiép ho chua noi hoic
kho néi ra.

- Tao diéu kién cho ngudi lao dong rén luyén than thé va khong ngiing van
dong, khuyén khich ngudi lao dong tham gia tich cuc vao cac hoat dong phong trao.
Tur d6 giup nguoi lao dong nhan thay duoc gid tri to 16n caa tinh than dong doi va

dua doanh nghi¢p hoan thanh cac muc tiéu da dat ra.
3.2.6. Xdy dung Ip trinh thiing tién phdt trién nghé nghigp

Lo trinh thang tién 13 mot chinh sach phat trién nghé nghiép c6 tac dung rat
t6t dé tao dong luc lao dong cho ngudi lao dong va 1a mot trong nhimg yéu t6 hang
dau dé giit nguoi lao dong gan bé voi doanh nghiép lau dai. Hoc vién dé xuat mot
ban 10 trinh thing tién dé phat trién nghé nghiép cho mdi vi tri qua cac budc tai
Cong ty TNHH MTV 189 nhu sau:

Budc 1: Tl yéu ciu cia timg nhiém vu cu thé Cong ty xay dung ban mo ta
cong viéc 10 rang va chinh xac.

Hién nay cong ty chua xay dung duoc ban mo ta cong viéc rd rang va chinh
xac nén ban than nguoi lao dong chua y thirc hét duoc trach nhiém cua minh. Thuc

trang ndy dan dén su chong chéo khi giai quyét cong viée. Nhitng quy dinh cu thé,
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chi tiét vé cong viéc, pham vi, quyén han véi mdi vi tri cong tac la dong luc dé
nguoi lao dong yén tam cong tac va y thire ro rang véi cong viée duge giao.

Budc 2: Xay dung hé théng chirc danh va ngach bac: cac diéu kién phat trién
hé ngach bac cho tirng céc chirc danh.

Cong ty d3 c¢6 quy dinh vé chirc danh va ngach bac nhung chua tao dong luc
manh mé& cho nguoi lao dong mot phan do ngudi lao dong chuwa thdy duong hudng
phén d4u cho ban than. Ho chua 1o phai dat cac diéu kién gi dé co thé dat duoc
nhiing ngach bac cao hon twong trng vadi vi tri, chtirc danh ho dang dam nhan.

Budc 3: Xay dung cac mic do nang lre, khung ning lyc va cac chuan danh
gi4 ca nhan.

Ché d6 lwong thudng cia cong ty dang xdy dung nham huéng t6i cong bang
dua trén nang lyc cd nhan nguoi lao dong. Nguoi lao dong s€ c6 dong luc lam viéc,
sang tao nhiéu hon. Han ché cua ché do luong hién tai chinh 13 tiéu chi dé danh gia
ning luc, thiéu cac chuan danh gia ngudi lao dong nén ché do lwong thudng chua
phat huy manh duogc tinh tao dong luc cho nguoi lao dong.

Budc 4: Xay dung 10 trinh thang tién phat trién nghé nghiép cho timg nhém
cong vi¢c va cac chinh sach.

Nguoi lao dong tai cong ty thiéu nhing thong tin cu thé vé 16 trinh thang tién
cling nhu phat trién nghé nghiép véi vi tri cong viéc ho dang ddm nhan. Mt 10 trinh
thang tién phat trién nghé nghiép cu thé s& la dong luc thdi thuc nguoi lao dong
phan dau nhiéu hon. Viéc nhin thay truéc nhiing dich dén khi ban than nd lyc s&
gitip nguoi lao ddng phan khoi lam viée, say mé nghién ctru cai tién k¥ thuat.

Budc 5: Tim kiém va dé bat nhitng ngudi phi hop va ¢6 kha niang véi cong
viéc nhét.

Cong tac dé bat nhitng nim gan day da duoc cac cap lanh dao cong ty chu
trong tuy vay chua thyc sy tao dugc nhirng dot bién. Nhiing nhan tb tré, co nang luc
chua c¢6 nhidu co hoi dé bat. Hién tai nhitng dé bat ciia cong ty van dang dua nhiéu
vao tham nién cong tac, dé bat co tinh thuyén chuyén giita cac don vi. Viéc nhimng
can bo dugc dé bat tai nhiém trong thoi gian dai cling lam gidm dong luc ctia nhiing

nhan vién thudc cap. Ho khong cam thay no luc ciia ho duoc nhin nhan. Yéu cau
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cap thiét 1a cong ty can tim kiém va dé bat nhimg nguoi phit hop va c6 kha nang véi
cong viéc nhat chir khong phai 1a mot nguoi cong tac lau ndm nhét.

Can phan tich k¥ trinh d6 chuyén mon, ky nang, kinh nghi¢ém ctia nhan vién mdt
cach c6 hé thong dé xay dung 16 trinh dao tao cho phu dé co thé phat trién nghé nghiép
twong lai. Cac cach thirc dao tao cia cong ty van dang boc 16 nhimg diém yéu: sy dan
trai, khéng dap tmg ding yéu ciu cia céng viée ctia mdi ¢4 nhan, xay ra cac trudng
hop nguoi lao dong duoc dao tao lai cai ho da thanh thao gay lang phi tién cling nhu

tho1i gian lao dong.
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Tiéu két chwong 3

Trén co s& nghién clru thuc trang tao dong luc lao dong tai Cong ty TNHH
MTV 189 cho thdy: Cong ty dd quan tim tdi cong tac tao dong luc lao dong va da
c¢6 nhiing bién phap kha thi nhdm nang cao hiéu qua cta cong tac nay. Tuy nhién do
su phat trién cua nén kinh té sy thay doi cuia méi truong xa hoi nén mat s6 bién
phap cta Cong ty khong con phii hop va can d6i moi dé nang cao hon nita hiéu qua
cua cong tac tao dong luc lao dong trong Cong ty.

Tao dong luc thuc chat 13 giai quyét tét mbi quan hé giira cong viée va thu
nhép. Giai quyét t6t mdi quan hé nay bao nhiéu thi cang tao duoc dong luc lao dong
cho nguoi lao dong bay nhiéu. Nhirng giai phap ndy co thé thuc hién dugc trong
thuc té, va theo quan diém c4 nhan tac gia s& 1a phu hop.

Tao dong lyc lao dong tai Cong ty TNHH MTV 189 1a mét yéu can mang
tinh cap thiét d6i véi Cong ty trong thoi dai hoi nhap, canh tranh thi trudng ngay
cang gay gat va khéc liét, cac khu Cong Nghiép dang thu hut rat nhiéu nguén nhan
luc nén. Bé dap tng dugc yéu cau ngay cang cao ciia xi hoi, Cong ty TNHH MTV
189 cin quan tim va uu tién dén yéu t6 con ngudi, ddy 1a nhan t6 chinh gép phan
dam bao su ton tai va phat trién bén virng cia doanh nghiép.

Pé gop phan tao dong lyc lao dong tai Cong ty TNHH MTV 189 hoc vién da
dé xuat mot sb giai phap. Cac giai phap nay tap trung vao viéc hoan thién cong tac
x4c dinh nhu cdu va danh gid mic do thoa man nhu cau, hoan thién cong tac tra
lwong, khen thudng va phuc loi, ddy manh cong tac cai thién méi truong lam viéc

va c6 10 trinh thang tién rd rang cho can bo cong nhan vién Cong ty.
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KET LUAN

Nhu vay c6 thé khang dinh rang, tao dong luc trong lao dong c6 mat vai
tro quan trong cho ca nguoi lao dong va doanh nghiép. Vi tao dong luc lao
dong sé kich thich, ting niang suét lao dong, chat luong san pham, tir d6 tang tién
lwong va thu nhap cho ban than nguoi lao dong. Bong thai, tao dong luc trong lao
dong sé giap doanh nghiép c6 doanh thu 16n, lgi nhuan cao, uy tin cta doanh
nghiép trén thuong trudng dugce nang 1én. Do do, can phai ting cudng va quan
tam dén cong tac tao dong luc trong lao dong.

Qua khao sat, phan tich, danh gia cong tac tao dong luc trong lao dong
tai Cong ty TNHH MTV 189 - B6 Qudc Phong trong nhitng nim gan day, tac
gia nhan thay cong ty di c6 nhitng bién phap nham tao dong luc cho ngudi lao
dong nhu chinh sach luong véi hai hinh thic tra luong khac nhau giira khoi truc
tiép va gian tiép. Hinh thuc tra luong nay voi muc dich dé thuc day ngudi lao
dong nang cao tinh than hing say lao dong va tir nang suat lao dong sé 1a co so
tinh hé s6 k — hé sé niang suat lao dong. Két qua cu thé 1a luong cua ngudi lao
dong da ting déu tir nam 2013 dén 2017. Pay 1a mot cha chuong, bién phap tét
trong tao dong luc lao dong nhung né lai c6 mat han ché dé chinh 1a viéc tinh
thoi gian, nang suat lao dong, danh gia chuyén can. Tinh chi quan va hinh thirc
trong cach tinh da lam cho cong tac tinh lwong chua hoan thién, con tinh trang
cdo bang, né nang nhau trong tinh lwong tai cac don vi. Bén canh chinh sach
luong thi chinh sach thuéng cua cong ty tuy da phan nao khich 1& dugc nguoi lao
dong cbng hién cho cong ty, mat khac né con boc 16 nhitng ton tai nhu: phu
thudc vao cam tinh cta ban lanh dao, thuong phu thudc vao mic lurong cua tung
c4 nhén, thuong dong déu. Cac ché d6 phuc lgi: kham sac khoe, du lich... dugc
trién khai hang nam. Viéc kham sic khoe tong quat mgi chi dirng lai ¢ viéc danh
gia va xép loai suc khoe ciia ngudi lao dong tai thoi diém kham ma chwa co
nhimg phan tich cu thé dé ¢ nhitng phuong huéng, cach thirc ning cao thé luc
nguoi lao déng. Coéng ty da chi trong dén cong tac dao tao nham khuyén khich

ngudi lao dong nang cao trinh do, tao dong luc phan dau nhung mic hd trg vat
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chéat cho nguoi lao dong chua dii 16n nén chu chuong nay chua dat duoc hiéu
qua thyc chat khi chua tao dong luc dé ngudi lao ¢ong hoc tap nang cao trinh do
ma hoc, thi tay nghé chi d¢é bd nhiém, nang luong. Méi trudng vian hoa doanh
nghiép tai cong ty di va dang hinh thanh van chua thuc sy gan két duoc tat ca
nguoi lao dong Dé tao dong luc lao dong duoc hiéu qua hon thi Ban giam déc
Cong ty can quan tdm hon nira dén khic phuc nhitng han ché trong cong tac tra
lwong, cac ché d6 phuc loi, tién thuong, diéu Kién moi trudong 1am viéc tét, co hoi
thang tién cho ngudi lao dong, cong tic té chirc dao tao va ning cao tay nghé
chuyén moén cho nguoi lao dong. Tir d6 mai phat huy dugc vai tro cua tao dong
lyc. Pong thoi, Cong ty can phai chi trong hon nita dén van dé con nguoi - cong
nghé nham nang cao hon ntra hiéu qua san Xuét, doanh thu va nang cao thu nhap
cho nguoi lao dong.

Luan van cling d¢3 dem lai nhitng déng gop nhat dinh trong nghién ctu,
nhung do thoi gian nghién ctu han hep, luan vin nay chac chan con nhiéu thiéu
sot. Do van dé tao dong lec vat chat, tinh than trong lao dong 13 mot van dé rong
va phuc tap,

trong diéu kién va kha ning c6 han ché. Cho nén, trong luan vin nay cua
tac gia chi néu mot sb nhan thic co ban vé tao dong luc va khao sat tinh hinh
thuc té tao dong luc lao dong tai Cong ty TNHH MTV 189 tir d6 dua ra mot sb
giai phap nham tao dong luc lao dong. Nhiing giai phéap trén chi 1a nhing y kién
chu quan cia riéng ca nhan tac gia, do d6 né con c6 thé mac phai mot s han ché,
sai sot. R4t mong nhéan dugc sy dong gop ¥ kién cia cac thiy, cd cung cac ban quan

tAm toi dé tai nay.
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PHU LUC 01: PHIEU KHAO SAT VE PONG LUC LAO PONG

Muc dich ctia phiéu khao sat nay nham lay y kién ctia cac anh/chi vé cong viéc,
vé hoat dong tao dong luc ciia Cong ty hién nay nhdm danh gia dugc thuc trang, trén
co s& d6 tim ra nhimg giai phap ddy manh cong tac nay. Anh/chi hay tra 101 cau hoi nay
dudi day, vai mbi cau héi co cac cau tra 101 san. Ngoai ra, néu nhiing cau tra 101 khong
lam anh/chi hai long hay ghi thém céu tra 101 ctia anh/chi ma anh/chi cho 1a ding nhat,

T61 xin chan thanh cdm on sy giup d& cuia anh/chi.
| oI 1 1< o SRR

Chirc danh CONE VIEC: ....oiveiiiiiiiieiiisiese e

Trinh dQ chuy&n MON: .......ooiiiiii e
I. KHAO SAT NHU CAU CUA NGUOI LAO PONG

1. Vi sao anh/chi lya chon cong viéc hién tai anh/chi dang lam? (Hay sdp

xép cdc yéu té sau ddy theo vi tri giam dan mire @6 quan trong tir 1 dén 10)

STT Yéu to lwa chon Vi tri

Thu nhép cao, ché do dai ngo théa dang

Cong viéc c6 tinh 6n dinh

biéu kién lam viéc tdt

MJ4i quan hé tap thé doan

Ghi nhan thanh tich trong cong viéc

Co ho1 duoc dao tao

Co hoi thing tién

Cong viéc phu hop nang luc

O 0O N o O b W N -

Lich trinh 1am viéc thich hop

[EEN
o

Tu chu trong cong viéc
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Il. KHAO SAT VE BAU KHONG KHi LAM VIEC TAI CONG TY

1. Anh/ chi danh gid méi trwomg lam viéc cia Cong ty nhw thé nao? (Vui
long khoanh vdo sé ding nhdt véi ¥ kién cia anh/ chi)

1. Bong ¥ hoan toan

2. Pong ¥ mot phan

3. Khong c6 y kién

4. Khong dong y

5. Khéng dong ¥ hoan toan

STT Néi Dung Mirc do

Cong viée bd tri c6 phu hop véi kha

nang khong?

Phan cong trach nhiém trong cong

viéc ¢o 10 rang, hop 1y khong?

Cong viéc c6 kha nang thang tién

3 1 2 3 4 5
khong?
Kha nang thing tién co cong ban

4 & s s s 1 2 3 4 5
va khach quan khong?

Béu khong khi 1am viéc c6 than

thién, vui vé, khong?

Trang thiét bi lam viéc co dam bao

khong?

2. Anh/chi dwge ludn chuyén thwe hién cong viéc trong té chire? (Vui
long lira chon mét hodic nhiéu phwong dn bang cach danh dau X vao 6 trong)

o Co

o Khong

3. Néu c6 thi Iy do dwoe ludn chuyén la:

o 1. Diéu hoa nhan luyc trong to chic

O 2. Lap cac vi tri viéc lam trong
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o 3. Sta chira nhimg sai x6t trong bo tri lao dong
0 4. Dé phat huy dugc nang luc cuia mdi ca nhan

0 5. Ly do khac ( Ghi cu thé

I11. KHAO SAT VE CONG TAC PANH GIA KET QUA THU'C HIEN CONG
VIEC TAI CONG TY

1.Anh/ chi c6 nhan xét gi vé cong tac danh gia thuc hién cong viéc cia

Cong ty TNHH MTV 189 ?(Vui long khoanh vdo sé diing nhdt véi ¥ kién cia

anh/chij)

1. Pong ¥ hoan toan

2. Pong y mot phan

3. Khong c6 ¥ kién

4. Khong dong y

5. Hoan toan khong déng v

STT

Noi Dung

Co6 hai long véi két qua danh gia
thuc hién cong viéc khong?

Chu ky déanh gia thuc hién cong
viéc

Céc tiéu chi danh gia 1a day du
va hop ly khong?

C6 hai long vé cong tac danh gia
thuc hién cong viéc dang ap
dung khong?

Két qua cong ty danh gia co
phéan &nh ding két qua thyc hién
cong viéc khong?

C6 dugc cap trén va dong nghiép
cong nhan nhiing dong gop cua
anh/chi tai Cong ty

Mirc do
3 4 5
3 4 5
3 4 5
3 4 5
3 4 5
3 4 5

2.Néu chua thiy hai long v6i danh gia thue hién cong viée, xin anh/chi

cho biét nguyén nhan? (lua chon mét hodc nhiéu phwong dn bang cdach danh dau

X vdo é tréng)

0 Panh gia thiéu cong bang
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o Tiéu chuan danh gia thuc hién cong viée 16 rang, hop 1y

o Chu ky danh gia thuc hién cong viéc chua hop 1y

o Két qua danh gia thuc hién cong viéc chua gan véi két qua thyuc hién cong
Viéc

0 Phuong phap danh gia khong hop ly

0 Thiéu thong tin phan hoi

KhAc ( Ghi €U thé ..., )

IV.KHAO SAT PANH GIA VE CHUONG TRINH PAO TAO VA PHAT
TRIEN NGUAN NHAN LUC CUA CONG TY

1. Anh/chi ¢6 nhin xét gi vé chwong trinh dao tao va phat trién nguan

nhén luc ma Céng ty dang trién khai (Vui long khoanh vdo sé ding nhdt véi y

kién cia anh/ch;)

1. Pong ¥ hoan toan

2. Péng ¥ mot phan

3. Khong c6 ¥ kién

4. Khong dong y

5. Khong ddng y hoan toan

STT Noi Dung Mirc do

Chuong trinh dao tao dap ung dugc 1 2 3 4
yéu cau cong viéc

Phuong phép dao tao hop 1y 1 2 3 4
S6 lwong dao tao dap img nhu cau

nang cao trinh d§ va nghiép vu cta 1 2 3 4
nguoi lao dong

Str dung sau dao tao hop ly 1 2 3 4
C6 himg thu véi cac khoa dao tao do 1 2 3 4
Cong ty t6 chuc

2. Néu chwa hai long v6i cong tac dao tao va phat trién nguin nhan lyc

ciia Cong ty, xin anh/chi hiy cho biét nguyén nhan? (luva chon mét hodc nhiéu

phuong dn bang cdach danh dau X vdo 6 trong)
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d

a

Khéng xac dinh dang nhu cau va dbi tuong dao tao

Ké hoach dao tao chua chit ché

Phuong phép va noi dung dao tao chua hop ly

Do quan 1y cong tac dao tao va sau ddo tao con nhiéu han ché
Kinh phi dao tao han ché

Chat lugng giang vién

Do ban than nguoi dugc dao tao

KhAc ( Ghi CUthE ... )

V. Theo anh/chj dé tiép tuc tao dong lwc lao dong thi Cong ty phai cai thién

nhiing yéu té nao sau day? (luwa chon mét hodc nhiéu phiong dn bang cach danh

ddu X vao 6 trong)

d

a

a

1. Ché d6 tién lwong, thuong, ky luat
2. Ché do phic lgi

3. banh gia thuc hién cong viéc

4. Moi truong 1am viéc

5. Van hoa doanh nghiép

6. Pao tao va phat trién nhan tai

7. Khac (Ghi €U thé. ..ot )

Xin cdm on su hgp tac cia Anh/Chi
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PHU LUC 02: KET QUA PIEU TRA THU THAP THONG TIN

Bang 2.1. Két qua khio sat cac nhu ciu ciia ngudi lao dong tai cong ty TNHH MTV 189

Cac mirc do thod man nhu cau cia ngwdi lao dong

Nhu ciu 3 4 5 6 7 8 9 10
SL| % [SL| % |SL| % |SL| % |SL| % |SL| % |SL| % |SL| % |SL| % | SL | %

Thpnhépcao,

ché ddingd thoa | 114 |475| 26 | 108 | 26 [108| 22 | 92 | 14 |58 |18 |75 | 7 | 29| 6 |25 | 5 | 21| 2 | 08

dang

écr?‘é%nf@“‘”mh 26 |10.8| 88 [36.7| 24 |100| 20 | 83 | 20 | 83 | 16 | 6.7 | 24 |100| 14 |58 | 6 | 25| 2 | 08

afgltlgfnlé‘m 22 | 92|18 75|16 | 67 22|92 | 24|100| 16 | 6.7 | 16 | 6.7 | 32 | 133| 55 | 229 19 | 7.9

Moiquanhétap | 1ol o7 | 19| 75 | 22 | 92 | 20 | 83| 26 |108| 22 | 92 | 57 | 238 20 | 83 | 17 | 7.1 | 22 | 9.2

thé doan két

Ghi nhan thanh

tich trong cong 10 | 42 | 16 | 6.7 | 18 | 75| 20 | 83 | 14 | 58 | 60 |250| 32 |13.3| 26 | 108 | 24 [100| 20 | 8.3

viéc

t(;gh‘-”d“‘-":dao 16 | 67 |18 | 75 | 14 | 58 | 16 | 6.7 | 64 | 267 | 24 |100 18 | 7.5 | 12 | 50 | 22 | 92 | 36 | 15.0

Cohoithangtién | 2 | 0.8 | 6 | 25 | 14 | 58 | 18 | 75 | 22 | 92 | 30 |125| 32 | 133 | 32 | 133| 30 | 125] 54 | 225

Cong viec phu 22192 |18 | 75|16 | 6.7 | 68 |283| 24 |100| 18 | 75 | 16 | 6.7 | 22 | 92 | 17 | 71| 19 | 7.9

hop nang luc

Lich trinh lam 6 | 25| 18 | 75| 74 |308| 18 | 75 | 16 | 6.7 | 20 | 83 | 18 | 75 | 20 | 83 | 28 |11.7| 22 | 922

viéc thich hop

Z&Zh;‘iétff’“g 6 25|14 | 58|16 |67 |16 | 6.7 | 16 | 6.7 | 16 | 6.7 | 20 | 83 | 56 | 23.3| 36 | 15.0| 44 | 183

Téng cong | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100 | 240 | 100
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Bang 2.2. Panh gia két qua vé biu khong khi 1am viéc cho nguoi lao ddng tai cong ty TNHH MTV 189

Cac mirc do danh gia

STT Noi dung danh gia Khéng dong | Khong dong Khong co y Pong y mot Pong ¥ hoan

y hoan toan y kién phan toan Tong
1 2 3 4 5
SL | % | sL | % | sL | % | SL | % | sL | % | sL | %
A | Méi treong lam viéc
1 | Cong viée bo tri c6 phu hop v4i 4 |17 ] 5 | 21| 74 | 308 | 15 | 63 | 142 | 59.2 | 240 | 100
kha nang khong?
o | Phan cong trach nhiém trongcong | 1 | 4o | 12 | 50 | 64 | 267 | 23 | 96 | 131 | 546 | 240 | 100
viéc ¢o 10 rang, hop 1y khong?
3 | oy coMmanamE e ien | g5 | 367 | 33 | 138 | 16 | 67 | 34 | 142 | 69 | 288 | 240 | 100
g4 |Khanangthangtiéncocongbang | 19 | 45 | 14 | 58 | 42 | 175 | 46 | 192 | 127 | 529 | 240 | 100
va khach quan khong?
5 | Baukhong khi lam vi¢e c6 than 4 | 17 | 7 | 29 | 48 | 200 | 67 | 279 | 114 | 475 | 240 | 100
thién, vui vé, khong?
g | Trang thictbilam vic c6 dam 7 20| 6 | 25| 13 | 54 | 98 | 408 | 116 | 483 | 240 | 100
bao khong?
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Bang 2.3. Panh gia két qua thyc hién cong viée tai cong ty TNHH MTV 189

Cac murc d danh gia

STT N§i dung danh gia Khong dﬁng Khong dﬁng Khﬁng coy Dﬁng y mot Df'ing y hoan Tong
y hoan toan y kién phan toan
1 2 3 4 5
SL % SL % SL % SL % SL % SL %
B | Panh gia thuc hién cong viéc
g |0 hai long vGi ket qua danh | o7 | 49 5| 35 | 133 | 66 | 275 | 52 | 217 | 63 | 263 | 240 | 100
gia thyc hién cong viéc khong?
2 SE‘C* kydanh gid thuchiéncong |\ 49 | 75 | 37 | 154 | 28 | 117 | 65 | 271 | 92 | 383 | 240 | 100
g |Cactuchidanhgialadayds) 7 | 59 | o | 38 | 11 | 46 | 20 | 83 | 193 | 80.4 | 240 | 100
va hop ly khong?
C6 hai long vé cong tac danh
4 | gia thuc hién cong viéc dang ap | 19 7.9 31 | 129 33 13.8 95 39.6 62 | 258 | 240 | 100
dung khong?
Két qua cong ty danh gia co
5 |phan anh ding két qua thuc| 22 9.2 33 | 1338 34 14.2 70 29.2 81 | 338 | 240 | 100
hi¢n cong vi¢c khong?
C6 duoc cap trén va dong
6 | nghiép cong nhan nhitng dong | 17 7.1 26 | 108 48 20.0 64 26.7 85 | 354 | 240 | 100
gbp cua anh/chi tai Cong ty
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Bang 2.11. Panh gia ciia can bd, cong nhin vién, nguwoi lao dong vé chwong trinh dao tao ciia Cong ty TNHH MTYV 189 nim 2017

Noi dung danh gia

Céac mirc do danh gia

Khéng dong

Khong cé y

Pong y mot

Pong y hoan

Khong dong 2
T y hoan toan y kién phan toan Tong
1 2 3 4 5
SL % SL % SL % SL % SL % SL %

Pao tao va phat trién ngudn

C A
nhan luc

g | Chuong trinh dao tao dap (mg 11 | 46 | 15 | 63 | 51 | 213 | 79 | 329 | 84 | 350 | 240 | 100
duoc yéu cau cong viéc

2 | Phuong phap dao tao hop 1y 16 6.7 27 | 113 | 38 15.8 68 28.3 91 | 379 | 240 | 100
Sé lurong dao tao dap ung nhu

3 | cau nang cao trinh d6 va nghiép 22 9.2 9 3.8 9 3.8 24 100 | 176 | 73.3 | 240 | 100
vu ctia nguoi lao dong

4 | Str dung sau dao tao hop ly 9 3.8 15 6.3 48 20.0 | 105 | 438 63 | 26.3 | 240 | 100

5 | COhimg thi véi cac khoa dao 19 | 79 | 32 [ 133 | 74 | 308 | 38 | 158 | 77 | 321 | 240 | 100
tao do Cong ty to churc
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