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LOI CAM DOAN

T6i xin cam doan ddy la két qua qué trinh hoc tdp, nghién cizu va tim hiéu
Ciia t6i duwdi Sw hweéng dan cua TS. Nguyén Xuan Thanh
Cdc s6 liéu va trich dan trong ludn van la trung thic ¢é nguon goc ré rang va
ddng tin cdy. Téi xin chiu trach nhiém hodn toan vé tinh trung thuc, chudn xac

cua noi dung lugn van.

Ha Noi, ngay......thdang.....nam 2019

Tac gia luan vin

Nguyén Nam Tién
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LOI CAM ON

Trong qua trinh thuc hi¢n luan van thac sy Quan tri kinh doanh, toi tap
trung nghién cuu, h¢ théng hod Iy luan, thu thap s6 liéu, van dung ly ludn vao
phan tich tinh hinh va giai quyét van dé thyc tién d3t ra. Vi sy nd lue hoc tap,
nghién clru, dén nay t61 da hoan thanh luan van tdt nghiép. T61 luén nhan duogc
su gitp d& chi bao va nhitng gdp ¥ vo cting quy bau cua cac thay cd, cac dong
nghiép va ban be, su quan tdm dong vién cua gia dinh da gitp t61 hoan thanh
luan van nay.

T6i xin chan thanh cam on tit ca nhitng ngudi da giup dd toi, cac tac gia
ma toi da tham khao, trich dan nhimg nghién ctru, tu liéu cua ho, ciing nhu su
huéng dan, giup d& cua cac thdy co gido Truong DPai hoc Cong Nghé Giao
Thong Van Tai, cac thanh vién trong Hoi dong cham luan vin t6t nghiép, dic
biét 1a sy hudng dan, chi bao tan tinh khong thé thiéu cia gido vién hudng dan 1a
TS. Nguyén Xuan Thanh

Tuy nhién, dé tai nghién ctru bao gdm nhiéu ndi dung, thoi gian nghién
ctru han hep cung v6i nhimg han ché vé ning lyc ban than cling nhu tai liéu
tham khao, nén khong thé tranh khoi nhimg thiéu sét nhat dinh trong luan van.
Vi vdy, rat mong nhan duoc nhiing ¥ kién dong gop cac thay co va ban be dé

luan van duoc hoan thién hon.
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DANH MUC CAC CHU VIET TAT

QTNL Quan tri nhan luc
KD : Kinh doanh

NNL : Nguédn nhén lyc

DN : Doanh nghiép

NLDb : Nguoi lao dong

CN ; Chi nhanh

SX : San xuat

QL : Quan ly

CNH ) Cong nghiép hoa
HDH X Hién dai hoa

SXKD San xuat kinh doanh
TNHH Trach nhi€ém hiru han
MTV Mot thanh vién
PSHN Puong sit Ha Noi
XD ) Xay dung
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MASTER THESIS ABSTRACT

Project title: Completing solution for human resource management at Hanoi Railway
Transport Company - Branch of Toa Xe Hang
Student: Nguyen Nam Tien Course : 2.2
Instructor: Ph.D Nguyen Xuan Thanh
Key words: Human resource management
Content summary:
A. The urgency of subject

The advancement of science and technology along with economic development
forces managers to know how to make adaptations for their organizations. Therefore,
the implementation of planning, recruiting, maintaining, developing, training,
motivating and creating favorable conditions for people through the organization, in
order to achieve the set goals is the top concern.

At Hanoi Railway Transport Company - Branch of Toa Xe Hang are facing
limitations in human resource management: Difficulties when science and technology
are growing makes their staffs never stop adapting. In addition, the management of
human resources at Hanoi Railway Transport Company - Branch of Toa Xe Hang is
actually only human resource management with a heavy administrative nature.

From those reasons, | have chosen the subject ""Completing solutions for
human resource management at Railway Transport Company Hanoi - Branch of
Toa Xe Hang " .

B. Purposes, objects and scope of the thesis

Research purpose : The purpose of the thesis is proposing solutions for
improvement of human resource management at Hanoi Railway Transport Joint Stock
Company - Branch of Toa Xe Hang.

Object of the study: The object of the thesis The thesis is human resource
management at Hanoi Railway Transport Company - Branch of Toa Xe Hang.

Scope of research: Regarding the research content: The thesis limits the research

content on the recruitment, training and evaluating of the Company's staffs, not
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research on fitness (health ) and employee morale due to limited information and
qualitative characteristics of these two factors.
Research location: at Hanoi Railway Transport Company- Branch of Toa Xe Hang
Time of study: assess the status of the period from 2015-2018 and propose solutions to
be applied from 2019

C. Research Methods

- Methodology: The thesis uses the methodology of dialectical materialism and
historical materialism.

- Methods of data collection: Secondary data of the thesis were taken from the
sources: Hanoi Railway Transport Company - Branch of Toa Xe Hang and relative
documents.

- Data processing method: The research method in this topic is a combination of
many research methods. Specifically as: Analytical methods, general methods,
statistical methods, comparison.

D. Research results

- Research some basic theories related to improving human resource
management

- Demand of improving labor productivity need to improve the quality of
human resource management of the business.

- Human resource management is the process of determining management
objectives, planning strategies for developing human resources, defining content and
methods, forms of training, and evaluating and contingent of staff.

Instructor Author

Doctor of Philosophy Nguyen Xuan Thanh Nguyén Nam Tién
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TRICH YEU LUAN VAN THAC SI

Tén dé tai: Giai phap hoan thién quan tri ngudén nhan lyc tai cong
ty van tai Pwong Sat Ha Ngi- Chi Nhanh Toa Xe Hang
Hoc vién: Nguyé&n Nam Tién Khéa: 2.2

Ngwoi hwong dén: TS. Nguyén Xuan Thanh

Tir khéa: Quan tri ngudn nhan luc

N@i dung tém tit:
A. Tinh cap thiét ciia dé tai.

Sy tién bo cua khoa hoc k¥ thuat ciing véi su phét trién kinh té budc cac nha

quan tri phai biét 1am cho t6 chtic caa minh thich tng. Do d6, viéc thuc hién cac noi
dung hoach dinh, tuyén dung, duy tri, phat trién, dao tao, dong vién va tao moi diéu
kién thuan lgi cho con ngudi théng qua to chirc, nham dat duwoc muc tiéu da dinh trude
la vin d& quan tAm hang dau.

Tai Cong ty van tai Duong Sat Ha Noi- Chi nhanh toa xe hang dang gap phai
nhitng han ché trong quan tri ngudn nhan luc: Nhiing khé khan khi khoa hoc cong
nghé ngay cang phat trién khién d6i ngii can bd nhan vién phai thich tng khong
ngirng. Bén canh do, cong tac quan tri ngudn nhan lyc tai Cong ty van tai Puong Sat
Ha Noi - Chi nhanh toa xe hang Ha Noi thuc chat chi 1a quan tri nhan sy, mang ning
tinh chat hanh chinh.

Xuét phat tir nhitng diéu trén nén t6i da chon dé tai “Gidi phdp hoan thién qudn tri
nguén nhan lyc tai Cong ty vin tdi Puwong Sit Ha Ngi- Chi nhanh toa xe hang”.

B. Muc dich, ddi twong va pham vi nghién ctru caa luin vin.

Muc dich nghién ciru: Muc dich cta luan vin 1a dé xuat cac giai phap hoan thién
quan tri ngudn nhan lc tai Cong ty c6 phan van tai Buong Sat Ha Noi - chi nhanh Toa
xe hang.

Déi twong nghién ciru: DI twong nghién ciru Luan vin 13 quan tri ngudn nhan

lyc tai Cong ty van tai Puong Sat Ha Noi- Chi nhanh toa xe hang.
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Ludn van thac si Chuyén nganh Quadn tri kinh doanh
Truwong Dai hoc Cong nghé GTVT

Phgm vi nghién cizu: V& noi dung nghién ctu: Luin van giéi han noi dung
nghién ctu nghién ctiu vé cong tac tuyén dung, dao tao, duy tri, danh gia can bo cua
Cong ty, khéng nghién ciru vé thé luc (sirc khoé) va tinh than cua nguoi lao dong do
han ché vé thdng tin va tinh chat dinh tinh caa 2 yéu t nay.

Veé khong gian nghién cizu: tai Cong ty van tai Buong Sat Ha Noi- Chi nhéanh
toa xe hang

Vé thoi gian nghién ciru: danh gia thuc trang giai doan 2015-2018 va dé xuat
giai phap ap dung tir nam 2019
C. Phwong phap nghién ciru

- Phwong phdp luan: luan van st dung phuong phap luan cua chu nghia duy vat
bién ching va duy vat lich st.

- Phwong phdp thu thap sé ligu: Sb liéu thr cap cua luan van duoc lay tir cac
ngudn: Cong ty van tai Buong Sat Ha Noi- Chi nhanh toa xe hang va céc tai liéu lién
quan

- Phwong phdp xir Iy s6 liéu: Phuong phap nghién ctru trong dé tai nay la két
hop nhiéu phuong phap nghién cttu. Cu thé nhu: Phuong phéap phan tich, phwong phap
t6ng hop, phuong phap thong ké, so sanh ddi chiéu.

D. Két qua nghién ciru
- Nghién cttu mét s6 Iy luan co ban lién quan dén nang cao quan tri nguon nhan lyc
- Mudn nang cao nang suat lao dong nhat thiét phai nang cao chét luong quan ly
nhén lyc cua doanh nghiép.
- Quan tri nhan luc 1a qua trinh xac dinh muc tiéu quan ly, hoach dinh chién luoc
phét trién nguon nhan luc, xac dinh ndi dung va phuong phap, hinh thic boi dudng,

Kiém tra danh gia doi ngi.

Ngwoi hwéng dan khoa hec Tac gia

TS. Nguyén Xuén Thanh Nguy&n Nam Tién
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MO PAU

1. Tinh cip thiét cia deé tai

Bat ky mot doanh nghiép nao khi tién hanh cac hoat dong san xuat kinh
doanh ciing déu phai hoi du hai yéu td, d6 1a nhan lyc va vat luc. Trong d6, nhan
luc dong vai trd cuc Ky quan trong, cé tinh quyét dinh téi sy ton tai va phat trién
cua doanh nghiép.

Khéng chi vay, yéu té con ngudi tir 1au van duoc coi 12 ngudn luc quy gia
nhit caa Doanh Nghiép. Ngudn nhan lyc manh khéng nhitng tao cho Doanh
Nghiép loi thé canh tranh ma con 1a yéu t6 quyét dinh thanh cong hay that bai
cuia mot Doanh Nghiép.quan tri ngudn nhan luc dong vai trd trung tam trong qua
trinh diéu hanh hoat dong san xuat kinh doanh néi chung cua céc doanh nghiép,
gilip doanh nghiép ¢ thé ton tai, phat trién va di 1én trong canh tranh. Vai trd
trong tdm nay xuat phét tir vai trd caa con nguoi: con ngudi 1a yéu té cau thanh
doanh nghiép; ban than con nguoi van hanh doanh nghiép va con nguoi quyét
dinh su thing bai cua doanh nghiép.

Nhét 13 do su canh tranh ngdy cang gay gét trén thi truong nén céc doanh
nghiép muén ton tai va phat trién budc phai cai tién to chic cia minh theo hudéng
tinh giam gon nhe, nang dong, trong d6 yéu té con nguoi mang tinh quyét dinh.

Sy tién bo cua khoa hoc ki thuat ciing vai sy phét trién kinh té budc cac
nha quan tri phai biét 1am cho t6 chtc cia minh thich ing. Do d6, viéc thuc hién
cac nodi dung hoach dinh, tuyén dung, duy tri, phat trién, dao tao, dong vién va
tao moi diéu kién thuan lgi cho con ngudi thong qua té chic, nham dat dugc
muc tiéu d dinh trudc 12 van dé quan tAm hang dau.

Nghién ctu quan tri nguon nhan luc gilp cho cac nha quan tri hoc duoc
cach giao dich véi nguoi khéac, biét tim ra ngén ngir chung va biét nhay cam véi
nhu cau caa nhan vién, biét cach danh gia nhan vién chinh xéac, biét 16i kéo nhan

vién say mé véi cdng viéc, tranh dugc cac sai lam trong tuyén chon, str dung
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nhan vién, biét cach phdi hop thuc hién muc tiéu cua to chic va muc tiéu cua
cac ca nhan, nang cao hiéu qua cua to chic va dan dan c6 thé dua chién luoc
con ngudi trg thanh mot bd phan hitu co chién luge kinh doanh cua doanh
nghiép, gop phan nang cao chat lwong va hiéu qua cdng tac cua to chic.

Tai Cong ty van tai Puong Sat Ha Noi- Chi nhanh toa xe hang dang gap
phai nhitng han ché trong quan tri ngudn nhan luc: Nhitng kho khin khi khoa
hoc c6ng nghé ngay cang phét trién khién doi ngii can bo nhan vién phai thich
ting khéng nging. Bén canh d6, cong tac quan tri ngudn nhan luc tai Cong ty
van tai Puong Sat Ha Noi- Chi nhanh toa xe hang Ha Noi thuc chat chi 1a quan
tri nhan su, mang nang tinh chat hanh chinh.

Xuét phat tir nhitg diéu trén nén t6i da chon dé tai “Gidi phdp hoan thién qudin
tri nguén nhan lye tai CONQ ty vin tai Puwong Sit Ha Ni- Chi nhanh toa xe hang ”,

2. Tinh hinh nghién cau

- Nguyén Vin Quan (2018), Mot sé giai phap thu hit va duy tri nguon
nhan luc tai Cong ty TNHH Linh kién Bién tt SANYO OPT Viét nam, luan van
thac st Khoa hoc quan 1y, Trudng Pai hoc Kinh té Qudc dan.

- T4c gia da dau tu kha nhiéu céng suc vao phan Iy luan va thuc trang,
cac chinh sach thuong mai ctia nha nudc duoc nghién ciru mot cach cé hé thong
va tuong doi day da.Tuy nhién gigi han cta luan van 1a: khong dat dugc su can
dbi gitra noi dung cac phan cua dé tai, mic du dé tai co tén 1a “ Mot s6 giai phéap
hoan thién cong tac quan ly nhan lyuc...” nhung tac gia duong nhu chi quan tam
giai quyét cac phan ly luan va thuc trang , phan giai phap chi dugc nghién cau
mét cach so sai, khong duoc dau tu ding muc, sé luong cac giai phap dé ra con
han ché va ciing rat chung chung, khdng cu thé. Thém vao dé cach trinh bay van
ban cua tac gia con chua 16 rang, gay kho khian cho nguoi doc.

- Vii Vin Dudn (2018), Qudn Iy nhén lyc tai Cong ty TNHH Trin Trung,
Thac si Khoa hoc Qudn Iy, Trwong Dai hoc Kinh té Quéc din

- Uu diém: Két cau noi dung cua dé tai duoc trinh bay khé rd rang, hop ly.

Phan ly luan va thuc trang dugc nghién ciu kha sau, dac biét phan thyc trang da
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di sat thuc té dé phan tich va cd nhiing sb liéu dan chtng twong ddi thuyét phuc.
Tac gia cling c6 cach trinh bay van ban rd rang va khoa hoc.

- Giéi han: Phan giai phap con kha chung chung, chua di sat va giai quyét
thoa dang nhirng van dé riéng c6 caa quan 1y nhan luc tai Céng ty minh. Dé tai
trén nghién ctu tit ca cac giai phap dé hoan thién quan Iy nhan lyc nhung chua
di sau hon vao bat ky giai phap nao, vi vay dé tai nay khdng thé duoc giai quyét
maot cach thau dao.

- Lé Thi My Linh (2017), Phat trién nguén nhdn lic trong doanh nghiép nhé
v vira ¢ Vit nam trong qud trinh hji nhdp kinh 8, Luan an tién sy, Truong Dai
hoc Kinh té quoc dan; Tac gia da phan tich, danh gia thuc trang va giai phap phéat
trién tai cac doanh nghiép vira va nho trong méi truong hoi nhap kinh té quoc té;
Pic biét, luan an phan tich rd nhimg tac dong cua hoi nhap kinh té quoc té dén
nguon nhan luc , cling nhu cong tac phat trién nguon nhan luc trong doanh nghiép
vira va nho ¢ Viét Nam
3. Muc dich va nhiém vu nghién ciu

3.1. Muc dich nghién ciru:
Muc dich cta luan van 1a dé xuat cac giai phap hoan thién quan tri nguon
nhan lyc tai Cong ty cb phan van tai Buong Sat Ha Noi- chi nhanh Toa xe hang.
3.2. Nhiém vu nghién cau:
Pé dat duoc muc dich nghién cau trén, luan van can thuc hién cac nhiém
vy sau:
Mgt 13, hé théng hoa cac van dé Iy luan vé quan tri ngudn nhan lyc tai
doanh nghiép
Hai 1a, phan tich thuc trang quan tri nguon nhan lyc tai Cong ty ¢ phan
van tai Buong Sat Ha Noi- chi nhanh Toa xe hang giai doan 2015-2018
Ba I, dé xuat cac giai phap hoan thién quan trj nguon nhan luc tai Cong ty

co phan van tai Puong Sat Ha Noi- chi nhanh Toa xe hang trong thoi gian ti
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4. Pbi twgng va pham vi nghién ciiu.

Déi twong nghién ciru Luan van 13 quan tri ngudn nhan luc tai Cong ty van
tai Puong Sat Ha Noi- Chi nhanh toa xe hang.

Pham vi nghién cau:

- Vé noi dung nghién ctu: Luan van gidi han noi dung nghién ctu nghién
ctru vé cdng tac tuyén dung, dao tao, duy tri, danh gia can bd cua Cong ty,
khong nghién ciu vé thé luc (sac khoé) va tinh than ciia nguoi lao dong do han
ché vé thdng tin va tinh chat dinh tinh cua 2 yéu t6 nay.

- Vé khdng gian nghién ctu: tai Cong ty van tai Puong Sat Ha Noi- Chi
nhanh toa xe hang

- Vé thoi gian nghién cau: danh gia thuc trang giai doan 2015-2018 va dé
Xuat giai phap ap dung tir nam 2019
5. Phwong phap nghién ctiru

- Phuong phap Iuan: luan van st dung phuong phap luan cta chu nghia duy
vat bién ching va duy vat lich sir.

- Phuong phép thu thap s liéu: S6 liéu thir cap cua luan van dugc lay tir
cac ngudn: Cong ty van tai Duong Sit Ha Noi- Chi nhanh toa xe hang va céc tai
liéu lién quan

- Phuong phép xtr ly s6 liéu: Phuong phéap nghién ciru trong dé tai nay la
két hop nhiéu phuong phap nghién ctu. Cu thé nhu: Phuong phap phan tich,
phuong phap tong hop, phuong phap thong ké, so sanh déi chiéu.

6. Két cau caa luin vin

Ngoai phan mé dau va két luan, luin vin bao gdm 3 chwong:

Chuwong 1: LY lu@n vé qudn tri nguén nhan luc tai doanh nghiép

Chuwong 2: Thuc tragng qudn tri nguon nhan luc tai CONg ty vdn tdi dwong st
ha ngi- chi nhanh toa xe hang

Chuong 3: Gidi phap hoan thién qudn tri nguén nhan luc tai Cong ty van tdi

dwong sdt Ha Ngi- Chi nhanh toa xe hang
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CHUONG 1: LY LUAN VE VE QUAN TRI NGUON NHAN
LUC TAI DOANH NGHIEP

1.1 Khai niém quan tri nguén nhan luac
1.1.1 Khai niém
* Khai niém nhan luc

- Nhan luc duoc hiéu 14 toan bo luc luong lao dong, véi trinh d6 chuyén
mon ma ngudi lao dong tich luy duoc, co kha nang dugc st dung trong hoat
dong kinh té.

Nhan lyc ¢ thé dugc xem xét trén phuong dién thé luc va tri luc. Thé luc
chi stc khoe cuaa than thé, né phu thudc vao sic vac, tinh trang stc khoe caa
ting con ngudi, mic séng, thu nhap, ché do an udng, ché do lam viéc va nghi
ngoi, ché do y té. Thé luc con ngudi con tly thudc vao tudi tac, thoi gian cong
tac, giai tinh...

Tri lyc chi stac suy nghi sy hiéu biét, su tiép thu kién thic, tai ning, ning
khiéu cling nhu quan diém, 10ng tin, nhan cach... cua timg nguoi. Trong san xuat
kinh doanh truyén thong, viéc tan dung cac tiém ning vé thé luc cta con ngudi 14
khéng bao gio thiéu hoac bi 1ang quén va c6 thé noi 1a da khai thac can kiét. Su
khai thac cAc tiém ning vé tri lyc clia con ngudi cOn & mac méi mé, chua bao gid
can kiét, vi day 1a kho tang con nhiéu bi an cua mdi con ngudi.

* Khai niém nguon nhan lyc.

- Ngudn nhan luc cua t chuc (hay doanh nghiép) 1 téng thé thé luc, tri
luc cua tat ca cac thanh vién 1am viéc trong to chirc. Nguon nhan luc dugc hinh
thanh trén co s& cua cic ¢4 nhan co vai trd khac nhau va duoc lién két véi nhau
theo nhitng muc tiéu nhat dinh. Ngudn nhan luc khéac voi cac nguon luc khac
cua doanh nghiép do chinh ban chat ciia con ngudi, do chinh gié tri siec lao dong

Cta con ngudi tao ra.
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*Quan tri nhan luc

- QTNL Ia cong tac quan 1y con nguoi trong pham vi ndi bo mot té chc,
thé hién qua céch thuc, bién phap hanh xt caa té chic véi ngudi lao dong.

Theo gido su ngudi My Dimock: “Qudn tri nhan si bao gom toan bg céac
bién phap va thi tuc 4p dung cho nhan vién ciia mét té charc va gidi quyét tdt cd cac
truong hop Xay ra c0 lién quan téi mét loai cong viéc nao do”.

Gido su Felix Migro thi cho rang: “Quan tri nhan s 1& mgt nghé thugt
chon lya nhan vién méi va sir dung cdc nhdn vién cii sao cho ndng sudt va chat
lirong €ONQ Viéc cria mdi nguoi déu dat mirc t6i da cé thé”.

Do @6, quan tri nhan luc duoc hiéu 1a mot trong cac chic nang co ban cua
qua trinh quan ly va giai quyét tat ca cac van dé lién quan téi con ngudi gan véi
cong viéc cua ho trong bat ctr to chirc nao.

Nhu vay: Qudn tri nhan lyc 1a qua trinh tuyén dung, lia chon, duy tri,
phét trién va tao diéu kién c6 lgi cho mét té chirc nham dat dwroc Muc tiéu da
dat ra cua to chire do.

Ngay nay,quan tri nhan luc 1a mot mang chién lugc anh huong dén tat ca
cac hoat dong trién khai nguon lyc nham duy tri hoat dong cua cac to chuc.

Nhan biét t6 chirc nao d6 hoat dong tot, hiéu qua hay khdng chinh 1a dya
vao yéu t6 luc luong lao dong cua té chuc d6. Thong qua nhitng con ngudi cu
thé véi thé luc va tri thirc cling véi long nhiét tinh, su cdng hién cua ho.Quan tri
nhan luc dé ra: hoach dinh chinh sach, ké hoach sir dung ngudn luc nham dam
bao phl hop véi cdng viéc, tién d6, muc tiéu caa té chac va bd tri phd hop luc
luong lao dong lam viéc theo ting vi tri, chirc nang.

Bén canh dé, quan tri nhan luc dé ra phuong huéng hoat dong cho té chirc
nham duy tri wu thé canh tranh thong qua viéc xac dinh nhitng van dé lién quan vé
nhan lyc, chién lugc . C6 thé thay quan tri nhan luc c6 lién hé chat ché vai chién

luoc phét trién cua to chic.
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Quan tri nhan lyuc gidp tim kiém, phét hién va phat trién nhiing hinh thuc
hay nhitng phuong phap tot nhat dé nguoi lao dong c6 thé nhin nhan dugc. Tur
d6 tao dong luc thuc day nguoi lao dong phat huy hét tam huyét caa minh cho t6
churc. Do vay, ¢6 thé khing dinh quan tri nhan luc c6 vai tro thiét yéu di voi su
tdn tai va phat trién cua td chic.

1.2 Ndi dung quan tri ngudn nhan lwc
1.2.1 Céng tac tuyén dung, bé tri nhan lwc
- Tuyén dung nhan luc 14 viéc thdng tin cho nhitng nguwoi cé thé cd nhing
nang lec phi hop V6i Vi tri dang tréng, thu thap thong tin vé ing vién va lya
chon nhan si phii hop vao Vi tri dang tréng.
+ Phdn tich va xdc dinh cac yéu cdu cia cdng viéc can tuyén dung

Quaé trinh nay thu thap théng tin nham xac dinh rd trach nhiém cu thé cua
ting vi tri 1am viéc. Qua trinh phan tich cong viéc ting vi tri duogc tién hanh khé
phic tap bao gom cac budc sau:

Budgc 1. Phong van nhan luc dé thu duoc nhitng théng tin mé ta cu thé vé
cong viéc s& can tuyén dung thém nhan lyc. Nhitng mé ta nay s& duoc sir dung
trong cac budc chon loc nhan luc.

Budc 2. Diéu tra nhan luc hién tai dang thuc hién cong viéc vé muic do va
tam quan trong cac nhiém vy, yéu cau cong viéc can tuyén dung.

Budce 3. Lap ma tran kién thic, ky niang, kha ning can thiét d6i voi cac
nhiém vy cu thé caa cong viéc can tuyén dung.

Nguon tuyén dung nhan lyc da dang nhung bao gom cac ngudn chinh sau:

Mgt 14, ngudn nhan lyc bén trong doanh nghiép.

Viéc tuyén dung dugc thuc hién véi nhitng dbi tugng dang lam viéc ngay
trong doanh nghiép.

Hai 13, ngudn nhan luc bén ngoai doanh nghiép.
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Céc ngudn tuyén dung tir bén ngoai doanh nghiép tiy timg yéu ciu cta vi
tri tuyén dung ma nha tuyén dung c6 thé hudng dén mot nhom déi twong cu thé
khac nhau.

Cdc hinh thirc tuyén dung:

Hinh thirc tuyén dung nhan lyc cua doanh nghiép rat da dang. Cu thé:
Thong qua ban thong béo tuyén dung; Thong qua sy gidi thiéu cia nhan vién
trong doanh nghiép; Tuyén dung tir ban bé, ngudi than, tir nhan vién cil ...
.Tuyén dung tir cac ngudn khac
Tuyén chon nhan lyc:

Tuyén dung la mot qua trinh thu hat nhan luc c6 kha ning dap ung cong
viéc va dua vao st dung, bao gdm céc khau tuyén dung va tuyén chon.

Qua trinh tuyén dung bao gdém céc budc nhur:

- Xay dung chién luoc tuyén dung: Tuyén dung la chic ning co ban cua
quan ly NNL. Céac bang md ta cong viéc va ban xac dinh yéu cau cia cong viéc doi
VGi nguoi thuc hién cd vai tro rat quan trong trong qua trinh tuyén mg, né dugc
dung lam can ctir dé quang céo, thdng béo tuyén mg, dé xac dinh cac ki ning, ky
x40 can thiét ma ngudi xin viéc can phai ¢ néu nhu ho mudn 1am viéc tai nhiing vi
tri can tuyén dung. Xay dung chién lugc tuyén mo vai cac ndi dung sau:

+ Lap ké hoach tuyén dung : Trong hoat dong tuyén dung, mot té chire can
xac dinh xem can tuyén dung bao nhiéu ngudi cho ting vi tri can tuyén. Do c6
mot s6 ngudi nop don khong du diéu kién hodc mét sd ngudi khac khdng chap
nhan cac diéu kién vé cong viéc nén to chic can tuyén dung duoc sb ngudi nop
don nhiéu hon s6 ngudi ma ho can. Ty 18 sang loc gilip cho céc to chic quyét
dinh duoc s6 nguoi can tuyén cho tung vi tri can tuyén. Ty 18 sang loc thé hién
mbi quan hé vé s6 luong cac ang cir vién con lai ¢ timg budc trong qué trinh
tuyén chon va sé ngudi s& dugc chap nhan vao budc tiép theo.

+ Xac dinh ngudn va phuong phap tuyén dung : Dé tuyén dung dugc du

s6 luong va chat lugng ngudi lao dong vao cac vi tri viéc lam con thiéu nguoi,
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t6 chirc can can nhic, lya chon xem & vj tri cdng viéc nao nén lay nguoi tir bén
trong t6 chirc va vi tri ndo nén lay ngudi tir bén ngoai to chirc va di kém véi nd
1a phuong phap tuyén phi hop.

+ X&c dinh noi tuyén dung va thoi gian tuyén dung: Céc té chic can phai
lua chon céc viing tuyén dung, vi day 1a nhitng yéu té quyét dinh su thanh cng cia
qua trinh tuyén chon, & nudc ta hién nay thi truong lao dong néng nghiép 1a noi tap
trung cha yéu lao dong co chat luong rat thip, gia lao dong ré do vay khi tuyén
dung lao dong phé théng véi sb lugng 16n thi ta can chi y vao thi trudng nay.

- Tim kiém nguoi xin viéc: Khi da xay dung xong chién lugc tuyén dung
va da 1ap ké hoach tuyén dung thi cac hoat dong tuyén dung dugc tién hanh. Quéa
trinh tim ngudi Xin viéc ¢d vj tri quan trong, nd duoc quyét dinh boi cac phuong
phép thu hit ngudi xin viéc. Trong qué trinh tuyén mo céc to chic sé gap kho
khan khi thu hat nhitng nguoi lao dong co trinh d§ cao trong nhitng thi truong
canh tranh gay gat. Trong cac diéu kién nhu thé thi cac to chic phai dua ra duoc
cac hinh thic kich thich hap dan, dé tuyén duoc nhitng nguoi phi hop véi yéu
cau cua cbng viéc, véi muc tiéu 1 tuyén duoc nguoi tai va dam bao ho s& 1am
viéc lau dai trong to chic.

- Panh gia qua trinh tuyén dung: Sau qua trinh tuyén mo thi cac to chirc
can phai danh gia cac qua trinh tuyén dung cua minh dé hoan thién cac cong tac
nay ngay cang tot hon.

Qua trinh tuyén chon 1a khau quan trong nham gidp cho cac nha QTNL
dua ra duoc cac quyét dinh tuyén dung mot cach dung dan nhat. Quyét dinh
tuyén chon co y nghia rat quan trong dbi voi chién luge kinh doanh va di voi
cac to churc, bai vi qua trinh tuyén chon tdt s& gidp cho td chic co duoc nhiing
con ngudi c¢d ki niang phu hop véi sy phat trién cua to chtc trong tuwong lai.
Tuyén chon tét cling s& gilp cho té chtc giam dugc céc chi phi do phai tuyén
chon lai, dao tao lai cling nhu tranh dwoc cac rui ro trong qua trinh thuc hién cac

cong viéc. Dé tuyén chon dat dugc hiéu qua cao thi can phai cé cac budc tuyén
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chon phu hop, cac phuong phap thu thap thong tin chinh xac va danh gia thong
tin mot cach khoa hoc.
Quaé trinh tuyén chon nhan luc gom cac budc co ban nhu:
Budc 1 - Phong van so bo.
Budc 2- Sang loc cac ing vién qua don xin viéc.
Budc 3- Trac nghiém tuyén chon.
Budc 4- Phong van tuyén chon.
Budc 5- Kham stic khoe va danh gia thé lyc.
Budc 6- Phong van boi ngudi lanh dao truc tiép.
Budc 7- Tham dinh céc thong tin da thu thap duoc.
Budéc 8- Tham quan thir viéc.
Budc 9- Ra quyét dinh tuyén chon.
. B6 tri ,Sur dung sé lwong lao déng.

Vién dé str dung s6 lugng lao dong trong cac doanh nghiép sao cho hop Iy
dang 1a mot van dé nan giai ciia cac nha quan tri. Hién tuong sir dung sé luong
lao dong khdng hét din dén thira lao dong hoic st dung nhung khong triét dé do
1a hién tuong khéa phd bién trong céc doanh nghiép. Hién tuong nay co thé do
nhiéu nguyén nhan nhu thiéu nguyén vat liéu, may moc hong, thiéu viéc 1am ...
Pé giai quyét tinh trang nay nhiéu doanh nghiép di va dang ap dung cac bién
phap co hiéu qua nhanh chong nhu:

+ Khong ngiing mé rong quy mo san xuat kinh doanh nham giai quyét
viéc lam cho nguoi lao dong.

+ Khéng ngiing phét trién nhimg linh vyc san xuat kinh doanh méi, tim
kiém mo rong thi trudng tiéu thu trong va ca ngoai nudc.

+ Cai tién may moc, thiét bi méi hién dai va déng bd. Sap xép lai luc
luong lao dong, nhitng nguoi du tiéu chuan thi giir lai, nhitng ngudi khong du
tiéu chuan cho nghi huu hodc cho théi viéc. Pong thoi, tao diéu kién cho nhiing

nguoi cé nang luc duoc di hoc thém nang cao trinh d6 tay nghé.
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* Sur dung thoi gian lao dong.

Trong san xuét kinh doanh thoi gian 1a vang ngoc. Vi vy, cac nha quan
tri phai biét tan dung tdi da thoi gian lao dong dé ha gia thanh san pham. Mudn
thuc hién dugc didu d6 nha quan tri phai biét 4p dung tong hop céc bién phap vé
kinh té, hanh chinh, tim 1y x& hoi dé budc nguoi lao dong 1am viéc nghiém tlc
trong thoi gian 1am viéc caa minh. Pé lam duoc nhu vay, trudc hét doanh
nghiép phai quan tdm dén diéu kién 1am viéc va mac séng cua ngudi lao dong
mét cach thiét thuc nhat. Viéc sir dung bién phap kinh té dé dong vién ngudi lao
dong hing say lam viéc 1a bién phap hiéu qua nhat.

* Sip dung chdt hirong lao déng.

- Str dung chét luong lao dong c6 nghia 1a st dung dang nganh nghé, bac
tho, chuyén mén, chat lugng cia ngudi lao dong.

Pé sir dung chit luong lao dong mot cach co hiéu qua, cac nha quan ly
thuong ap dung cac hinh thicc phan cong lao dong trong cac doanh nghiép nhu:

+ Phan cong lao dong theo nghé.

+ Phén cbng lao dong theo cbng viéc.

Pé str dung ngudn lao dong mat cach co hiéu qua, cac nha quan Iy can phai
¢ nhitng hinh thic khuyén khich, dong vién ngudi lao dong 1am viéc nhiét tinh,
hang say trong cong viéc, lam cho ngudi lao dong yéu thich cong viéc.

Doanh nghiép can cé nhitng chinh sach thudéng, phat cong bang, dung lac
va dang nguoi.

* Thuyén chuyén nguoi lao déng.

Thuyén chuyén 1 sy diéu dong nguoi lao dong dang lam tir cdng viéc nay
sang lam cong viéc khac hoac tir noi nay sang noi khac.

Thuyén chuyén co6 thé duoc dé xuat tir phia doanh nghiép, ciing c6 thé
dugc dé xuét tir phia ngudi lao dong véi sy chap nhan cua doanh nghiép. Tu

phia doanh nghiép, thuyén chuyén cé thé duoc thuc hién do nhiing 1y do sau:
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- Bé diéu hoa nhan luc gitra cac bo phan va cong viéc kinh doanh dang bi
suy giam.

- Pé lap cac vi tri viéc 1am con tréng boi cac 1y do nhu mo rong san xuat,
chuyén di, vé huu, chim dat hop dong...

Thuyén chuyén vai nhiéu 1y do da dang, nhiéu Cong ty thuong ap dung
chuong trinh da dang hda cdng viéc bang cach cho nhan vién lam viéc tai nhiéu
bo phan phong ban khac nhau, lam cho nhan vién da nang, da dang, nang dong
trong cong viéc dé khi can thiét ho co thé thuyén chuyén cong tac hay thanh cap
quan ly.

Pé quan tri ¢d hiéu qua cac qua trinh thuyén chuyén, to chirc can dé ra cac
chinh sach va cac quy dinh cu thé vé thuyén chuyén, trong d6 can luu y dén cac
van dé sau:

- Can quy dinh rd vé ngudi c6 quyén dé xuat viéc thuyén chuyén, nguoi
c6 quyen va trach nhiém vé viéc dé ra quyét dinh thuyén chuyén.

- Khi thuyén chuyén, can dam bao sy phl hop giita trinh d6 ciia nguoi lao
dong va vi tri viéc 1am mai, thuc hién cac hoat dong dao tao va phat trién dé
cung cap céc kién thirc va ki nang can thiét cho ngudi lao dong.

- Khi thuyén chuyén, can luu ¥ mdi quan hé giita muc tién cong hién tai
ctia ngudi lao dong véi mac tién cdng ¢ vi tri viéc 1am méi.

- Viéc thuyén chuyén doi véi nhitng " ngudi lao dong ¢ van dé" can phai
thuc hién boi cac thu tuc chat ché, phai cd cac bién phap gido duc trudc khi
thuyén chuyén, phai duoc ngudi lanh dao ¢ bo phan méi chap nhan.

* Pé bat nguoi lao dong

Dé bat 12 viéc dua nguoi lao dong téi mot cong viéc tot hon, kém theo dé
la trach nhiém I6n hon, uy tin va ky nang cao hon, dugc tra luong cao hon va
thoi gian lao dong hodc diéu kién 1am viéc tét hon.

Cac quyét dinh dé bat can dugc dua ra trudc hét trén co s& yéu cau cua

cong viéc, tac 1a phai ¢ nhiing vi tri trong dang can duoc bién ché nguoi lao
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dong va yéu cau cua cac vi tri d6 dbi véi nguoi thuc hién cdng viéc vé trinh do
dao tao kién thuc, ky ning, kinh nghiém va cac pham chat can thiét.

* Nhizng nguyén tac trong qudn 1y lao déng.

Viéc quan ly lao dong trong cac doanh nghiép thuong tuan theo cac
nguyén tic sau

- Phai dam bao cung cap du s6 luong va chat luong lao dong cho doanh
nghiép trong moi thoi ky.

- Phai dam bao chuy&n mdn hda két hop vai trang thiét bi kién thic tong
hop. Phdi hop chat ché gitra phan cong lao dong va hop tac lao dong.

- Sir dung lao dong trén co sd dao tao bdi dudng dé nang cao trinh do.

- St dung lao dong phai két hop véi thi lao lao dong hop ly. Bao dam
quan hé gitra cong hién va huong thu. Két hop thuong phat vat chat tinh than véi
tang cuong Ky luat lao dong.

1.2.2 Cong tac dao tao, phat trién ngudn nhan lwc

DPAo tgo, phat trién nguson nhan lyc

Phat trién ngudn nhan luc bao gém viéc dao tao, boi dudng va tao didu
kién phat trién nghé nghiép cho nhan luc caa doanh nghiép.

Péi vai doanh nghiép, phét trién ngudn nhan luc gidp doanh nghiép thu hat
va giit dugc nhan tai; duy tri va nang cao chat lwong caa nhan lyc; doanh nghiép co
diéu kién, kha nang van dung nhimng tién bo khoa hoc, k§ thuat cong nghé vao quan ly;
hinh thanh nhiing mdi quan hé tot dep trong ndi b, tao ra su gan bé giira doanh
nghiép va ngudi lao dong; phét trién hinh anh trong mat cac déi tac.

Déi véi ngudi lao dong, tao ra sy thich Gng gitta nguoi lao dong va cong
Viéc & hién tai ciing nhu twong lai; lam nguoi lao dong ¢ cach nhin méi, thay doi
tu duy méi trong cong viéc, dy 1a co s dé phat huy tinh sang tao cia nguoi lao
dong; dap ung théa man nhu cau va nguyén vong phét trién caa ngudi lao dong.

Pao tao, boi dudng nguon nhan luc 1a hoat dong nham muc dich nang cao

nang luc, trinh d6 chuyén mén cho ngudi lao dong dé gilp ho 1am viéc ¢ hiéu
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qua hon, nang cao duoc k¥ ning lam viéc, tang tam hiéu biét va kha ning tu duy
séng tao cho con ngudi va tir d6 dong gop nhiéu hon nita cho doanh nghiép.

C6 rat nhiéu phuong phap dé dao tao bdi dudng ngudn nhan luc va mdi
mot phuong phap lai c6 nhimg wu nhuoc diém riéng. Xu huéng hién nay 1a két
hop nhiéu cac phuong phap khac nhau dé dat dugc hiéu qua cao nhat trong cong
tac dao tao bdi dudng. Cu thé:

Ddo tao boi dwdng trong cdng viéc

Pay 1a cac phuong phap dao tao bdi dudng ma ngudi hoc dugc hoc ngay
tai noi lam viéc dudi sy huéng dan ciia nguoi lao dong lanh nghé hon théng qua
quan sat, trao doi thuc té, thuc hanh cong viéc.

Bdo tao boi dwdng ngoai cong viéc

Pay la nhom phuong phap dio tao bdi dudng ma nguoi duge ddo tao tach
khoi cong viéc dé tham gia. Cu thé hon s& dao tao ngoai noi lam viéc: thong qua
phan tich tinh hudng, hoi thao; phuong phap dong vai; mo phong... dugc to
chtic bén ngoai tai cac truong dai hoc, cac trung tam tu van, ddo tao
1.2.3. Cdng tac hoach dinh nguon nhan luc

Hoach dinh nguon nhan lyc: Bat ky doanh nghiép nao lam tét cong tac
hoach dinh ngudn nhan lyc, nghia 1a doanh nghiép da xac dinh rd khoang cach
giira hién tai va twong lai vé nhu cau nhan lyuc; chu dong thay duogc cac kho khin
va tim bién phap nham dap tng nhu cau nhan lyc, dong thoi hoach dinh nguon
nhan lyc gitp cho té chuc thdy rd nhitng han ché va co hoi cia ngudn tai san
nhan luc ma to chitc dang hién c6. Piéu nay co ¥ nghia trong hoach dinh céc
chién luoc kinh doanh cua doanh nghiép. Hoach dinh nhan lc 1a qué trinh xem
xét mot cach c6 hé thong cac nhu cau vé ngudn nhan luc dé vach ra ké hoach
lam thé nao dé dam bao muc tiéu “ding ngudi, dung viéc, ding no, dang lac”,

t6i da hoa viéc sir dung ngudn nhan luc.
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Noi dung cua hoach dinh nhan lyc bao gém:

+ Phan tich hién trang ngudn nhan luc caa doanh nghiép: Théng qua viéc
théng ké va danh gia lai ngudn nhan luc hién c6 (s6 luong, co céu, trinh do, ky
ning nghé nghiép, kha ning hoan thanh nhiém vu va cac pham chét khac) tuong
tng véi chién luge kinh doanh cua doanh nghiép, muc tiéu nhiém vu cua ting
bo phan trong doanh nghiép, nang luc tai chinh hién c6 caa doanh nghiép thoa
man ca hién tai va ca cho tuong lai

+ Du bao nhu ciu lao d6ng: Nhu cau lao dong dugc xac dinh ca vé sd
luong va chat luong trén co s& danh gia hién trang nguon nhan luc hién tai,
nhiém vu muc tiéu trong chién luoc kinh doanh cia doanh nghiép trong tuong
lai. Dy béo nhu cau lao dong cua doanh nghiép phai dua trén cac thong tin: khdi
lwgng cbng viéc can thiét phai thuc hién, trinh d6 trang bi k¥ thuat va kha ning
thay d6i vé cong nghé, su thay doi vé co ciu td chirc, co cau nganh nghé, yéu
cau chat luong san pham dich vu, kha nang tai chinh cta doanh nghiép, tinh
hinh ngudn nhan lyc hién tai,..

Trong thuc té, cac doanh nghiép thuong &p dung cac phwong phap du bao
nhu cau nhan lyc nhu: Phuong phap phén tich xu hudng; Phuong phap phan tich
tuong quan; Phuong phap danh gia cua cac chuyén gia

+ Phan tich quan hé cung cau lao dong: can dbi giira nhu cau va kha ning
nhan lyc, thuong xay ra 3 truong hop: nhu cau bang kha ning, nhu cau Ién hon
kha niang, nhu cau nhé hon kha nang. Véi mdi truong hop khac nhau, doanh
nghiép phai sir dung cac bién phap diéu chinh bén trong, bén ngoai dé thuc hién
chién lugc KD.

+ Xay dung chuong trinh, chinh sach, ké hoach thu hut lao dong: Céc
chinh sach duogc &p dung thuong géan lién véi viéc cai tién hé théng té chic, sap
xép, bé tri hop 1y lao dong, cac chinh sach vé xa hoi ddi véi nguoi lao dong: dao
tao, bo nhiém, diéu dong, luan chuyén, huu tri,.. K& hoach thuc hién thuong

duogc chia thanh 2 treong hop: thiéu va thira lao dong. Cu thé 1a: néu thiéu vé sb
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lwogng thi can xay dung ké hoach tuyén dung tir bén ngoai, néu thiéu vé chat
luong can b tri, sap xép lai, thuyén chuyén, bdi dudng thém. Trudng hop thira
lao d6ng: co thé &p dung bién phap han ché tuyén dung, giam bién ché, nghi viéc
tam thot, nghi huu sém,..

1.2.4 COng tac danh gia can by- nhan vién

+ Ddnh gid thanh tich:

Pay 1a hoat dong QTNL quan trong va ludn tdn tai trong moi doanh
nghiép vi né phuc vu duoc nhidu muc tiéu quan 1y va tac dong truc tiép 18n ca
doanh nghiép va ngudi lao dong. Dé danh gia thuc hién cong viéc trong doanh
nghiép can thiét 1ap hé théng danh gia thuc hién cong viéc gom cac yéu t co
ban gom: Céc tiéu chuan thuc hién cong viéc; Po luong su thuc hién cong viéc
theo céc tiéu chi trong tiéu chuan; Thong tin phan hoi téi bo phan QTNL va
nguoi lao dong.

- Xac dinh muc tiéu danh gia cong viéc

Hé théng danh gia cua doanh nghiép khong thé thuc hién duoc toan bo
cac muc tiéu di dit ra, nhu vay cac nha quan ly phai tién hanh phén tich, danh
gia lya chon xem muc tiéu ndo 1a quan trong, thiét thuc nhat trong tung thoi
diém va hoan canh cu thé dé danh gia.

- Ky vong cbng viéc

Cac nha quan ly phai thé hién day du va rd rang cho nhan vién va nguoi
lao dong hiéu duogc nhitng ky vong cua doanh nghiép dé ho thau hiéu va dua ra
ky vong ctia ban than ho va doanh nghiép toi tat ca nguoi lao dong.

- Kiém tra su theec hién cong viéc

Céc nha quan ly quan sat su thuc hién céng viéc ctia nhan vién va nguoi
lao dong trong qua trinh 1am viéc. Tién hanh kiém tra trinh do chuy@n mén va
pham vi hiéu biét cia ho dé phuc vu cho qua trinh danh gia.

- Ddnh gia mirc d¢ thuc hién céng viéc

L4 viéc so sanh két qua dat dugc ciia ngudi lao dong cu thé duya trén cac muc

tiéu va ké hoach da dé ra. Pay 1a su danh gia c6 hé thdng va chinh thic tinh hinh
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thuc hién cdng viéc caa ngudi lao dong trong mdi quan hé so sanh vai céc tiéu chuan
da duoc xay dung va thao luan vé sy danh gia d6 véi nguoi lao dong. Day 1a hoat
dong QTNL quan trong va ludn ton tai trong moi t6 chic vi nd phuc vu dugc nhiéu
muc tiéu quan 1y va tac dong truc tiép 1én ca té chic va nguoi lao dong. Théng
thuong dénh gia thuc hién cdng viéc 1a ngudi lanh dao truc tiép. Tuy vay, mot s6 can
b, nhan vién, ca nhan khac ciing thuong duoc lya chon lam nguoi danh gia voi
nhiéu phuong an két hop véi nhau nhu: ban clng lam viéc, ngudi dudi quyén coa
ngudi duge danh gia, ban hang cua ngudi lao dong... Trong su két hop cho ¥ kién
danh gia, ¥ kién nguoi 1anh dao tryc tiép thuong mang tinh quyét dinh, con y kién
khac chi mang tinh tham khao. Muc dich danh gia:

Mgt 1a, Dya vao két qua danh gia s& c6 quyét dinh ding, chinh xac vé
lrong, thuong cho nhan vién.

Hai 13, Lam can ctr Xy dung ké hoach dao tao, hoach dinh nhu cau nhan
vién va ké hoach tuyén dung.

Ba 13, Cung cap théng tin cho nhan vién biét va mac d¢6 hoan thanh cong
viéc ciing nhu yéu cau cua nha quan 1y dé ho tu diéu chinh hanh vi cho phi hop.

Bon 13, Cé tac dung khuyén khich nhan vién hoan thanh tt nhiém vu vi
duoc ghi nhan thanh tich va ché do dai ngo hop ly.

Ndam la, Tao moi trudng van hoa hiéu biét 13n nhau gitta nhan vién va cap
quan ly qua hoat dong danh gia.

Sy danh gia két qua lao dong sé gitup xac dinh kha niang va thanh tich cua
nguoi lao dong ddi véi cdng viéc. Chinh vi vy viéc danh gia chat ché&, khéch
quan chinh 13 dong luc dé ngudi lao dong nd luc ¢b gang trong cong viée dé dat
két qua tét.

Cac phuong phap thuong dugc sur dung trong danh gia thuc hién cong viéc:

*Phuwong phdp cho diém

Pay 1a hinh thire duoc sir dung kha phd bién hién nay. Két qua cong viéc
ctia nhan vién dugc danh gia, chdm diém thdng qua cac mat nhu: Khéi luong

cong viéc hoan thanh, chat luong cong viéc thuc hién, thai do, tac phong cong
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viéc. Thang diém, sir dung c6 thé 1a thang diém 10 hodc 100. Sau d6 s& tong hop
lai dé c6 két qua danh gia chung.

* Phurong phdp xép hang

Dua trén két qua cong viéc cua nhan vién théng qua cac mat nhu: Khoi
lugng cong viéc hoan thanh, chat lugng cong viéc thuc hién, thai do, tac phong
cong viéc. CAc nhan vién s& dugc xép hang tir ngudi tt nhat dén nguoi kém
nhat. Viéc siap xép nay thuong chi tién hanh d6i véi cac nhdm nhan vién lam
ciing mdt cdng viéc hoac co tinh chat cong viéc twong tu nhau.

* Phuwong phap phé binh luu triv

Khi nhan vién sai st trong cong viéc, s& dugc bo phan nhan sy nhac nho
ghi lai khuyét diém d6. Sau mot khoang thoi gian nhat dinh, nhan vién nhan su
s& gap truc tiép nhan vién mac khuyét diém dé trao ddi va kiém tra xem ho da
khic phuc duoc khuyét diém do6 chua.

Panh gia thuc hién céng viéc la qua trinh phtic tap va mang tinh cha quan
cao Vi chiu nhiéu anh huéng cua tinh cam con ngudi. Do vay danh gia thuc hién
cong viéc 1a nguyén nhan gay ra nhiéu loai 151 thuong vi pham trong qua trinh dénh
gia dan t6i két qua cac y kién danh gia két qua thuc hién cong viéc bi sai léch. Vi
vay doanh nghiép can xay dung va quan ly mot hé théng danh gia tich cuc, hiéu
qua c6 tac dung hoan thién su thuc hién cdng viéc va phat trién cua ngudi lao dong.
Pé danh gia thyc hién cong viéc trong doanh nghiép can thiét 1ap hé thong danh
gia thuc hién cong viéc géom cac yéu té co ban nhu: Cac tiéu chuan thyc hién cong
viéc; Po luong su thuc hién céng viéc theo cac tiéu chi trong tiéu chuan; Théng tin
phan héi ti bo phan QTNL va nguoi lao dong. ..

Thao lugn viéc danh gia voi nhan vién

Sau khi thyc hién danh gia nang luc cta nhan vién, cap quan ly va nhan
vién tién hanh thao luan két qua danh gia cong viéc, tim ra nhitng mat manh,
mat yéu cia nguoi lao dong, vach ra cac phuong phap ciing nhu cach 1am viéc

méi hiéu qua hon dap umg dugc nhu cau cia cong Viéc.
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Quy trinh qudn tri nguén nhan luc
Budc 1: Hoach dinh nguén nhan lyc

- Bat ky doanh nghiép nao Iam tét cong tac hoach dinh ngudn nhan luc,
nghia 14 doanh nghiép di xac dinh rd khoang cach gitra hién tai va tuong lai vé
nhu cau nhan luc; chu dong thiy duoc cac khé khan va tim bién phap nham dap
tng nhu cau nhan lyc, ddng thoi hoach dinh ngudn nhan luc gidp cho t6 chuc
thay rd nhitng han ché va co hoi ciia ngudn tai san nhan luc ma té chic dang
hién c6. Pidu ndy co y nghia trong hoach dinh céc chién lugc kinh doanh cua
doanh nghiép. Hoach dinh nhan luc 1a qué trinh xem xét mot cach cé hé thong
cac nhu cau vé ngudn nhan lyc dé vach ra ké hoach 1am thé nao dé dam bao muc
tiéu “dung nguoi, dung viéc, dang nod, dang lac”, tdi da hoa viéc st dung nguon
nhan luc.

Noi dung caa hoach dinh nhan luc bao gdom:

- Phan tich hién trang NNL cuaa doanh nghiép: Thong qua viéc thong ké
va danh gia lai NNL hién c6 (s luong, co cau, trinh d9, k§ ning nghé nghiép,
kha ning hoan thanh nhiém vu va cac pham chat khac) twong tng véi chién luoc
kinh doanh ctaa doanh nghiép, muc tiéu nhiém vu cua tieng bo phan trong doanh
nghiép, nang luc tai chinh hién c6 cta doanh nghiép théa mén ca hién tai va ca
cho tuong lai.

-Dy bdo nhu cau lao dong: Nhu cau lao dong duoc xac dinh ca vé sb
luong va chat luong trén co sé danh gia hién trang ngudn nhan luc hién tai,
nhiém vu muc tiéu trong chién luoc kinh doanh cua doanh nghiép trong tuong
lai. Dy bao nhu cau lao dong cua doanh nghiép phai dua trén cac thong tin: khoi
lugng cong viéc can thiét phai thuc hién, trinh do trang bi ky thuat va kha nang
thay d6i vé cong nghé, su thay doi vé co cau td chirc, co cau nganh nghé, yéu
cau chat lugng san pham dich vu, kha ning tai chinh cta doanh nghiép, tinh

hinh ngudn nhan lyc hién tai.
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Buéc 2: Phan tich va tuyén dung nhan luc

Phén tich, xac dinh céc yéu cau cua cong viéc tuyén dung, sau do tim
kiém nhiig nguoi ¢d thé c6 nhimng nang luc phi hop véi vi tri dang trdng, thu
thap thong tin vé (ng vién va lra chon nhan su phi hop vao vi tri dang tréng.

Bai vi phan tich cong viéc 1a cong viéc dau tién can thiét trong quan tri
nhan lyc. Nha quan tri nhan luc can hiéu biét vé cong viéc dé c6 thé tim nguoi
phU hop véi cdng viéc va nguoi lao ddng can hiéu biét vai tro cua ho trong to
chtic truéc khi bat dau 1am viée. Do 1a qua trinh thu thap va danh gia c6 hé
théng cac nguodn thong tin c¢6 lién quan dén cbng viéc cu thé cua mot to chuc
nham 1am rd ban chat cua ting cong viéc. O ting cdng viéc cu thé, ngudi lao
dong c6 trach nhiém, nhiém vu gi? Tai sao phai thuc hién va thuc hién nhu thé
nao? Cac mbi quan hé duogc thuc hién, cac diéu kién lam viéc cu thé, clng
nhitng yéu cau vé kién thuc, ki niang va kha ning ma ngudi lao dong can phai
c6 dé thuc hién cong viéc ciia minh.
Buwéc 3: Bé tri va siz dung nhan lyc

-Lap ké hoach tuyén dung: Trudc khi tuyén dung cac nha quan Iy can phai
can nhac dén céc giai phap thay thé cho viéc tuyén dung maéi ma van dam bao
cho viéc thanh cdng cac nhiém vu cua doanh nghiép. Thong thuong néu thiéu
hut nhan luc 14 ngin han hoic ddi véi cac vi tri khdng quan trong thi viéc can
nhic cac giai phap sau day 1a viéc nén lam: hop dong thau lai, 1am thém gio,
thué hop dong lao dong tir cac Cong ty cho thué lao dong,..Ngoai ra, doanh
nghiép phai xac dinh rd can tuyén mo bao nhiéu ngudi cho ting vi tri can tuyeén;
xac dinh ngudn va phuong phap thu hut lao dong, dia diém thoi gian tién hanh
tuyén dung va cac van dé nhu: huy dong nguén nhan luc, huy dong tai chinh cho
viéc tuyén dung.

- T6 chuc thuc hién chuong trinh tuyén dung: Doanh nghiép c6 thé tuyén
dung tir ngudn ndi b doanh nghiép hoac nguén tuyén dung bén ngoai théng qua

cac hinh thtrc nhu dang tin quang céo tuyén dung, van phong dich vu lao dong,
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kénh gigi thiéu tir ndi bo, tuyén sinh vién tét nghiép dai hoc, thdng qua hoi cho
viéc lam,..

B4 tri nhan luc nham dam bao sy phi hop gitra yéu cau cdng viéc va nang
luc cta ngudi lao dong. B4 tri nhan luc bao gdm cac ndi dung sau day:

- Pinh hudng 1a mot chuwong trinh duoc thiét ké va thuc hién sé tao diéu
Kién gitip nguoi lao dong mai lam quen véi doanh nghiép va bat dau lam viéc
mot cach ¢ hiéu qua. Chuong trinh hoi nhap méi truong lam viéc giap nguoi
lao dong dé hoa nhap véi moi truong cong viée ciing nhu anh hudng tich cuc
dén dao duc va hanh vi cua nguoi lao dong, 16i cuén ho thuc hién muc tiéu cua
t6 chuc, tao ra duoc sy dong thuan cao, su tu nguyén giita nguoi lao dong va
doanh nghiép, gilp giam bét nhitng ngudi Xin nghi viéc trong nhitng thang dau
tién vao lam viéc tai doanh nghiép

- B tri lai lao dong bao gom céc hoat dong thuy@n chuyén (c6 thé ngan

han hozc tam thoi chuyén ngudi lao dong tir vi tri cong viéc nay sang vi tri cong
viéc khac), diéu dong, dé bat
Buéc 4: Ddo tao nguon nhan lyc

- Pao tao nhan lyc 1a qué trinh c6 hé théng nham nuoi dudng viée tich liy
c4c k¥ ning, nhitng quy tic, hanh vi hoic thai d6 dan dén su twong xtng tot hon
gitta nhitng dic diém cua nhan vién va yéu cau caa cdng viéc trong doanh nghiép.
Phat trién nhan luc 1a qua trinh lau dai nham nang cao ning luc va dong co cua
nhan vién dé bién ho thanh nhiing thanh vién twong lai quy bau cua té chic

- Bat ky doanh nghiép nao ciing khong thé khdng ch trong dao tao nhan
luc dé dap tng yéu cau caa cong viéc. Bai vi nhitng nhan lyc khong qua dao tao
s& khong thau hiéu duoc to chirc, khé thyc hién cong viéc dung muc tiéu dé ra
cua to chuc, kha ning thich (ng cong viéc khong bat kip vai su tién bo caa khoa
hoc k¥ thuat tién tién va cong nghé hién dai.

Qua trinh dao tao dugc thuc hién qua 4 bude: Xac dinh nhu cau dao tao -

Lap ké hoach dao tao - Thyc hién dao tao - Panh gia dao tao.
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Hoat dong dao tao nhan luc bao gdm cac ndi dung nhu: dio tao nang cao
trinh d6 chuy@n mén k¥ thuat (danh cho nhiing lao dong truc tiép, nhan vién ky
thuat) va dao tao nang cao niang luc quan tri (danh cho nhitng ngudi & cac cap
quan tri tir cAp quan tri co sé dén quan tri cp cao)

Buoc 5: Chinh sdach dai ngo, khen thuong va Ky ludt doi véi nhan lyc

Tao dong luc 1am viéc cho nhan luc: “10 ddng tién cong khong bang 1
ddng tién thuong” cau noéi ludn ludn dung khi sir dung cong cu dé tao dong luc
lam viéc cho nhan lyc trong doanh nghiép bang tién thuong, 14 phu cép, tro
cap,..dé ghi nhan va khich I&¢ nhan luc ludn phan dau nang cao hiéu qua cong
viéc dugc giao, thuc day tinh than trach nhiém trong lam viéc.

Ngoai ra tién luong dugc chi tra cho ngudi lao dong trong doanh nghiép
la van dé hét suc thiét thuc va nhay cam ddi véi nguoi lao dong. Tién luong 1a
gia ca suc lao dong dugc hinh thanh qua thoa thuan gitra nguoi co strc lao dong
va ngudi sir dung lao dong phu hop véi quan hé trong nén kinh té thi truong.
Hién nay, tai cac doanh nghiép c6 02 hinh thic tra luong chil yéu nhu sau: Tra
lwong theo thoi gian va tra luong theo san pham, trong d6 tra luong theo san
pham & hinh thitc don bay kich thich nguoi lao dong ning cao ning suét lao
dong cua minh,

Tién luong, tién thuong 13 nhitng dii ngd vat chat ddi voi ngudi lao
dong. Ngoai ra, cac doanh nghiép con ap dung nhiéu bién phap mang tinh chat
d3i ngd tinh than d6i voi ngudi lao dong, nhim thoa man tbi da nhu cau da dang
ctia nguoi lao dong. Theo hoc thuyét thap nhu cau ciia Maslow, ngoai nhu cau
co ban (an, ngu, nghi, sinh hoat,..) nguodi lao dong c6 nhu cau cao hon d6 1a nhu
cau vé tinh than nhu: sy doi hoi cong b?mg, an tam, an toan, vui vé, dia vi xa hdi,
su ton trong, vinh danh,..Cac doanh nghi€p hi¢n nay thuong sit dung cac bi¢n
phap nham d3i ngd tinh than ddi véi nguoi lao dong nhu: t6 chirc va ddy manh
cac phong trao thi dua trong doanh nghiép, ap dung ché do va lam viéc hop 1y,

quan tam dén ché d6 kham strc khoe dinh ky cho ngudi lao dong, cai thién diéu

Nguyén Nam Tién 22



Ludn van thac si Chuyén nganh Quadn tri kinh doanh
Truwong Dai hoc Cong nghé GTVT

kién 1am viéc, danh gia nhan vién thudng xuyén, kip thoi phat hién ra tiém ning
trong cong viéc dé bdi dudng bd tri sip xép nhan lyc cho phu hop, ning cao
phong cach quan 1y than thi¢n co1 md gitta nguoi lao dong véi nguoi su dung
lao dong, tuyén truyén ) dong tinh than lam viéc doan két trong ndi bo doanh
nghiép, pho bién vin hoa doanh nghiép nang cao tinh than ty hao thuong hiéu,
cac hinh thirc khen ngoi, phong tang, tuyén duong, t6 chic cac hoat dong giao
luu, tham ho1 dong vién... dugce ap dung.

Buwéc 6: Panh gid, kiém tra, giam sat két qua quan tri nhan lyc

Panh gia thuc hién cdng viéc duoc hiéu 1a sy do ludng mét cach hé
théng, chinh thirc va cong khai két qua thuc hién cong viéc so véi tiéu chuan da
dé ra.

- P6i voi ngudi quan ly: gitp nam bat dugc tinh hinh thuc hién cong viéc
cta nhan vién, tir d6 dua ra quyét dinh ding dan vé dao tao va phat trién, tra
cong, bo nhieém,..

- P6i véi nguoi lao dong: gip ho biét dugc kha nang cua minh, nhiing
thiéu s6t trong qua trinh 1am viéc dé rat kinh nghiém va cai thién su thuc hién
cong viéc.

banh gia thuc hién cong viéc thuong dugc thuc hién theo cac phuong
phap, thang do danh gia dd hoa; phuong phap ghi chép cac su kién quan trong;
phuong phap danh muc Kiém tra; phuong phap danh gia bang thang do hanh vi;
phuong phap ban tuong thuat; phuong phap so sanh, phuong phap quan ly bang
muc tiéu
1.3 Céc yéu té anh hwéng dén quan tri ngudn nhan luc
1.3.1 Yéu té chi quan

- Mot 14, Myc tiéu caa doanh nghiép: Cac cip quan ly va ké ca ngudi lao
dong can nhan thic rd rang st ménh caa doanh nghiép minh, muc tiéu chién

lugc trong tuong lai.
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- Hai 1, Chién luoc phat trién cua doanh nghiép: DAy 1a chién lugc c6 tac
dung dinh huéng cho chién luoc phat trién ngudn nhan luc, tao ra doi ngii quan
ly, chuyén gia, cong nhan lanh nghé va phat huy hét tai nang cua ho, c6 co hoi
thang tién, ché do tra luong va dai ngd khuyén khich nhan vién lam viéc voi
nang suét cao.

- Ba 13, Bau khong khi van hoa cta té chuc: La mot hé théng cac gia tri
niém tin, cac chuan myc duoc chia sé, nd théng nhét cac thanh vién trong mot to
chac. To chuc thanh cong 14 biét nudi dudng, khuyén khich su thich ung ning
dong, sang tao.

- Bon 13, Co cau to chuc: 1a cach sap xép bd may phong ban, cac moi quan
hé, cac ludng thong tin giira cac cong viée, cac cap. N6 xac dinh céc chirc ning
nhiém vu, quyén han giira nhimg con nguoi dam nhan cong viéc. N6 ¢o yéu t6
quan trong
dén két qua hoat dong kinh doanh cua mét doanh nghiép.

- Nam la, Cong doan: La mét lyc Iwgng trong doanh nghiép duoc thanh lap
dé bao vé quyén loi ctia cong nhan vién va ciing 1a nhan t6 ¢d anh huéng dén
cac quyét dinh quan 1y, ké ca quyét dinh vé nhan luc nhu: quan 1y, gidm sat va
cling cham lo doi séng vat chat va tinh than caa nguoi lao dong.

1.3.2 Yéu t6 khach quan

- M6t 13, Chién lugc phét trién kinh té- x& hoi cua dat nuée: Chién lugc
tong thé vé phat trién kinh té- xa hoi giai doan 2010-2020 di duoc Pang ta néu
rd nhiém vy trong tim 13 “..thuc hién cong nghiép hoa hién dai hoa dé phat trién
kinh té, nham dwa nuéc ta tré thanh mot nuée cong nghiép trung binh vao nam
2020”. Qua trinh CNH, HPH tac dong manh lam thay d6i can ban co cau nguén
nhan lyc, chuyén manh tir lao dong tha cdng ban co khi 1én co khi héa, tu dong
héa véi viéc ting nhanh ty trong sir dung lao dong co trinh d6 cao trong tt ca

cac linh vyuc ctia nén kinh té tir san xuat, dich vu dén quan ly.
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- Hai 13, Xu huéng toan cau hoa va su hoi nhap nén kinh té quéc té: Biéu
nay duoc thé hién qua viéc mé rong trao doi thwong mai hang hoa, dich vu, mo
rong chu chuyén von, tu do di chuyén lao déng & tam quéc gia va trén pham vi
toan cau. Trong tac pham “Thé gi¢i phang” ctia Thomas L.Friedman dé cap dén
toan cau hoa, tac gia da Iy giai 10 nhan t6 1am phang thé gidi, trong d6 c¢6 4 nhan
t co lién quan truc tiép dén quan ly, phat trién ngudn nhan luc trong moi trudng
toan cau hoa.

Thi trudng lao dong phat trién sé& tao ra nhiéu co hdi cho ngudn nhan luc
c6 trinh do cao, nhung ddng thoi tao ra nhiéu thach thirc cho hoat dong phat
trién nguon nhan lyc. O tim vi md, cac chinh sach vé quan ly nhan luc ciing
phai tinh dén nhitng cam két qudc gia véi cac to chuc lao dong québc té va cac
dbi tac song phuong khac.

- Ba 13, Béi canh kinh té: Chu ky kinh té anh huong rat 16n dén quan Iy
nhan lyc. Trong giai doan suy thoai kinh té hozc kinh té bat 6n ¢ chiéu hudng
di xubng, doanh nghiép, t6 chiic mot mat phai duy tri luc luong lao dong co tay
nghé&, mot mit phai giam chi phi lao dong. Vi thé té chic phai quyét dinh giam
gio lam viéc, cho
nhan vién nghi viéc tam thoi hoac giam phuc loi. ..

Nguoc lai, khi kinh té phat trién va c6 chiéu hudng 6n dinh, cac don vi
lai 6 nhu cau phat trién lao dong mai dé mé rong san xuat, ting cudng dao tao
huan luyén nhan vién. Viéc md rong san xuat, cung cap dich vu nay doi hoi don
vi phai tuyén thém nguoi c¢é trinh do, doi hoi phai ting lwong, ting phic loi va
cai thién diéu kién 1am viéc dé thu hiit nhan tai.

- Bén 13, Dan sé, luc luong lao dong: Tinh hinh phat trién dan sé véi luc
luong lao dong ting doi hoi phai tao thém nhiéu viéc lam méi; nguoc lai s& 1am 140
hoa d6i ngii lao dong trong doanh nghiép va khan hiém ngudn nhan luc.

- Nam I3, Luat phap Nha nudc: Luat lao dong cia nudce ta da duge ban

hanh va ap dung tir nim 1995. Cac doanh nghiép khong con dugc ty do mudn
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lam gi thi 1am nira ma bi luat phap rang budc trong viéc tuyén dung, dii ngd
ngudi lao dong, doi hoi giai quyét tét mbi quan hé vé lao dong.

- S4u 13, Van hoa - x& hoi: Trong mot nén vian hoa xi hoi 6 qua nhiéu
dang cap, nac thang gia tri x& hoi khdng theo kip véi da phat trién caa thoi dai,
ré rang nd kim ham, khdng cung cip nhan tai cho cac don vi. Piéu nay dan dén
hau qua la bau khong khi trong cac t6 chic bi anh hudng. Cac phuong dién
truyén théng van hoa nhu: phong tuc, tap quan ciia nhém dan toc, tin ngudng. ..
cling anh huong rat Ion d&én nguon luc qudc gia.

- Bay 13, Khoa hoc k¥ thuat - cong nghé: Thoi dai khoa hoc k¥ thuat -
cong nghé bung nd manh mé& nhu hién nay da dat ra nhiéu thach thic vé quan ly
ngudn nhan luc cho cac nha quan tri. Piéu nay doi hoi doanh nghiép phai ting
cudng Viée dao tao, dao tao lai nghé nghiép, sap xép lai luc luong lao dong va
thu hat ngudn nhan lec méi c6 k§ ning cao dé theo kip voi da phat trién qua
nhanh cta khoa hoc ki thuat hién dai va cao cap.

- Tam 13, Khach hang: Khach hang 1a muc tiéu cua moi t6 chic, do la
nhitng ngudi mua va st dung san pham va dich vu cia minh. Do d6, phai dam
bao rang nhan vién ciia minh s& cung cap nhitng dich vu tét nhat nham mang lai
su hai long cho khach hang. Néu khong c6 khach hang thi nhan vién s& khéng c6
viéc 1am va nhan vién ciing phai hiéu rang doanh thu s& quyét dinh tién lwong va
phuc loi cua ho. Nhiém vu caa doanh nghiép 1a phai bé tri nhan vién hop 1y dé
c6 thé phuc vu khach hang mot cach t6t nhat.

- Chin 1a, Doi tha canh tranh: Trong nén kinh té thi truong, doanh nghiép
khong chi canh tranh vé thi truong, canh tranh san pham ma con canh tranh vé
ngudn nhan lyc. Ngudn nhan luc 1 van dé cdt 18i trong tat ca cac hoat dong caa
doanh nghiép. Vi vay, doanh nghiép phai biét cach thu hut, duy tri va phat trién
ngudn nhan luc nhu: C6 chinh sach lwong bong ph hop véi nang luc, cai tién
mdi truong 1am viée va cac ché do phuc loi... Nguoc lai, néu khéng lam dugc

nhitng diéu nay thi s& dé mat nhan tai vao tay déi thu.

Nguyén Nam Tién 26



Ludn van thac si Chuyén nganh Quadn tri kinh doanh
Truwong Dai hoc Cong nghé GTVT

- Muoi 14, Nha cung cdp: Kha ning mic ca caa nha cung cp va nha cung
cap c6 anh huong dén viéc tang giam loi nhuan dan dén viéc 4n dinh gid ban san
pham trén thi truong. Tir 6, doanh nghiép c6 bién phap thich hop cac diéu bat
loi hay thich hop dé lua chon.

1.4 Pic diém ngudn nhan luc cia nganh dwong sit

- Ti lé Nam gi6i chiém phan 16n trong luc luong lao dong. Chu yéu cac
cong viéc cua nganh duong sat s& phd hop véi nam gigi hon. Nhitng cdng viéc
nhu 1ai tau, stra chira, bao dudng cac toa xe hang

- Co duoc kién thirc co ban, tuy nhién vé kién thuc chuyén sau va nang
cao chua duoc tim hiéu va duoc phé bién hét

- Kha ning giao tiép v&i khach hang con kém do nhiéu co s& chi chi
trong vao phan trinh d6 va k¥ ning tay nghé
1.5 Kinh nghiém quan tri nguén nhan luc tai mét s6 Doanh Nghiép
1.5.1 QTNL ciia Téng Cdng ty XDCT giao thdng 4:

Téng Cong ty Xay dung cong trinh giao théng 4 1a mot trong nhimg Tong
Cong ty co6 uy tin nhat trong nghanh xay dyng Viét Nam. Trong vong 10 nim trd
lai day, muc ting trudng trung binh hang nam cua Tong CONg ty 13 22%/nam. Tai
Toéng Cong ty thi con ngudi 13 nhan t6 s6 1, khong co chuyén quan hé chi tho
kiéu “trong nha”, nhan manh yéu td tap thé, nhidn manh tham nién va su 6n dinh
cta cong viéc. CONg ty c¢6 xu hudng duy tri cach lam viéc dac trung thuong xuyén
luan chuyén trong cong viéc duoc ap dung dé nang cao tinh linh hoat trong viéc
phan cong cong vig¢c. Cac hoat dong dao tao va sy phat trién céc k¥ nang thuc
hanh dugc coi trong nham gitt duoc doi ngii lao dong cd nang suat va co kién
thirc. Hudng ngudi lao dong vao hinh tuong ciia Cong ty thong qua viée to chirc
cac khod dao tao theo nhom. Xy dung va cung cd long trung thanh trong Cong ty
thong qua cac hoat dong phat trién ngudn nhéan luc. Cac cong viéc duoc thiét ké
theo kiéu chung chung nhdm tao ra mot sy linh hoat nhét dinh trong doi ngii lao
dong. Luan chuyén trong cong viéc duoc 4p dung nhu 13 mot bién phap dé

khuyén khich viéc phép trién k¥ ning, ciing c6 kién thirc va tao ra sy linh hoat d6i

Nguyén Nam Tién 21



Ludn van thac si Chuyén nganh Quadn tri kinh doanh
Truwong Dai hoc Cong nghé GTVT

v6i cac thoi quen trong cong viée. T6 chire cac khoa dao tao trén cong viée dé duy
tri hiéu suit lam viéc cua doi ngil lao dong hoac co thé tao ra cac co hdi dé nhan
vién dugc tham gia cac khoa dao tao ngoai doanh nghiép.
1.5.2 Quan tri nhan luc cia Cong ty TNHH MTV déng tau Bach Ping:

La mdt doanh nghié€p dugc thanh 1ap tir ndm 1961, hoat dong trong cac
linh vuc dong moi va sira chita cac phuong tién thuy... véi gan 1700 can b
cong nhan vién.Cong ty c6 xu hudéng nhan manh vao sy phat trién ciia mdi ca
nhan théng qua cac ké hoach nghé nghiép va cung cip cac khoa dao tao. Piém
dic trung cta nhitng nha quan 1y trong CONng ty nay la rat coi mé dé tao dicu
kién cho nguoi lao dong duoc tham gia vao qué trinh ra quyét dinh. Cong ty c6
xu hudng: Coi trong viéc dinh huéng nhan vién theo bé day kinh nghiém, cac
gia tri cling nhu cac tiéu chi thyc hién cong viéc cua doanh nghiép. Khuyén
khich long nhiét tinh cua nhan vién thong qua vi¢c xac dinh cac dinh hudng
nghé nghiép cho nguoi lao dong trong pham vi ctia doanh nghiép. Ap dung phu-
ong phap luan chuyén cong viéc dé cung cip cho ngudi lao dong nhiéu k¥ ning
khac nhau. Pao tao dugc str dung nhu 1a mot bién phap dé truyén ba phong thai
va van hoé Coéng ty cho nguoi lao dong. Pao tao trén cong viéc dugc ap dung
dé phat trién cac k¥ nang thuc hanh trong cong viéc. Ngoai ra, ngudi lao dong
con duoc kém ciap dé phat trién thém mot s6 cac ki nang nhu k¥ nang lanh dao,
k¥ nang giao tiép va k¥ ning giai quyét van de.
1.5.3. Bai hoc kinh nghiém cho Cong ty van tai Puong Sit Ha Noi- CN toa xe hang

Mot Ia, Cho dil cac DN tham gia trén thi trudng & nhiéu linh vuc khac nhau,
nhung tat ca cac COng ty déu xac dinh rd rang chinh sach nhan su cia t6 chuc 1a
khau then chét trong sy ton tai va phat trién ctia DN. Chién lugc NNL tai cac Cong
ty déu c6 xu hudng dong bo véi chién luge muc tiéu phat trién cua minh, coi dy 1a
chia khoa quan trong nhat dé Cong ty dat dugc nhimng dinh hudng, myc tiéu chién

luoc dé ra.
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Hai 13, Cac Cong ty trong QTNL 1a chu trong cong tac phat trién, dao tao,
tuyén dung.

Ba 1a, Péu dua ra cac chinh sach thu hut, st dung nguoi tai; dua ra cac co
ché chinh sach dao tao boi dudng no1 bod nham gilt su 6n dinh va cung cd bd
may nhan lyc du kha nang thuc hién cong viéc. Cac chinh sach phat trién ngué)n
nhan luc pht hop véi thuc tién timg giai doan phat trién. Nhung mau chét chung
cua cac chinh sach QTNL trong timg COng ty van tip trung vao:

- Pua ra cac ché do dai ngd ximg dang cho ngudi lao dong; ché d6 thudng
phat 16 rang minh bach; phan cong cong viéc dling ngudi dung viéc; ludn tao co
héi thing tién binh dang cho moi nguoi tao dong luc khuyén khich ngudi lao dong.

- Tao ra nhitng diéu kién t6t nhat c6 thé dé con ngudi 1am viée c6 ning
suat lao dong cao. Quan tam nhu cau vat chét tinh than dic biét 1a nhimg nhu
cau vé tAm 1y, xa hoi ciia con nguoi.

- Thay rd méi quan hé tac dong giita k¥ thuat, kinh té, phap luat xa hoi
khi giai quyét cac van d¢é lién quan dén con nguoi.

- Quan 1y con nguoi theo hudng van minh, nhan dao, lam cho nguoi lao
d6ng thdy hanh phuc trong lao déng va trong cudc sdng.

- Trong su phat trién cla Cong ty chu trong cong tac dao tao, ché dd hd
trg ddo tao nang cao trinh do cho NLD nham giam thiéu bién dong nhan luc;
trong qua trinh phat trién cac Cong ty déu quan tdm sy phat trién c6 ké thira giira
nhan vién cll va moi.

Pay 1a nhimg bai hoc kinh nghiém co gia tri tham khao tot cho cong tac
QTNL trong cac doanh nghiép noi chung va Cong ty van tai BPSHN- chi nhanh

toa xe hang.
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Két luén chwong 1

Chuong 1 cua luan vin nham gisi thiéu mot cach tong quat nhat nhirng Iy luan
co ban vé Quan tri ngudn nhan luc d6 1a khai niém vé ngudn nhan luc, chat lugng
ngudn nhan luc, cac tiéu chi danh gia chat lwgng ngudn nhan luc, ndi dung quan tri
ngudn nhan lyc. Bén canh d6 con bao gébm cac cdng tac tuyén dung, bé tri nhan luc,
dao tao, phat trién...ngudn nhan lec. Cac kinh nghiém quan tri nguon nhan luc cia mot
s6 doanh nghiép trong nuéc gilp rat ra nhitng bai hoc cho céng tac nang cao chat
lwgng ngudn nhan hyc caa Cong ty van tai DSHN- chi nhanh toa xe hang.

Dua vao nhiing co so ly luan trén luan van di vao phan tich danh gia thyc trang
chét lwong ngudn nhan luc va dé xuat mot s giai phap nang cao chat lwgng ngudn

nhén lyc tai Cong ty van tai DPSHN- chi nhanh toa xe hang.
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CHUONG 2: THUC TRANG QUAN TRI NGUON NHAN LUC
TAI CONG TY VAN TAI PUONG SAT HA NOI- CHI NHANH

TOA XE HANG
2.1 Khai quat chung vé Cong ty van tii Puong Sit Ha Ngi- Chi nhanh toa xe hang
2.1.1 Gigi thiéu hinh thanh, phat trién Cong ty van tai Pwong Sat Ha Ngi- Chi
nhanh Toa Xe Hang
Qua trinh hinh thanh va phét trién cia Xi Nghiép.

- Xi nghiép van dung toa xe hang Ha No6i dugc thanh lap vao nam 1989
theo quyét dinh sé 361 — BS/TC ngay 24/04/1989 ctia Tong cuc Puong Sat (
Tong Cong ty Puong Sat Viét Nam ).

- Piéu 1& t6 chac va hoat dong cua Cong ty trach nhiém hitu han mot
thanh vién Van tai duong sat Ha Noi ban hanh theo quyét dinh sé 2060/ QD-DS
ngay 22/12/2014 cua Hoi dong thanh vién Tong Cong ty DSVN;

- Quyét dinh s6 16/ QD-DSHN ngay 26/12/2014 ctua Hoi d¢ong thanh vién
cong ty TNHH MTV Van tai duong sat Ha Noi vé viéc thanh lap chi nhanh
cong ty TNHH MTV Van Tai duong sat Ha Noi. Xi nghiép van dung toa xe
hang Ha Noi.
v“Tén day dii: Chi nhanh Cong ty trach nhiém hitu han mot thanh vién van tai
duong sat Ha Noi - - Xi nghiép van dung toa xe hang Ha Noi.
v"Tén gei tat: Xi Nghiép van dung toa xe hang Ha Noi.
v"Tru s¢ chinh: 7B, S6 551 duong Nguyén Vian Cir - Phuong Gia Thuy- Quan
Long Bién — Thanh Phb Ha Ni.

v Dién thoai : 04.3.942.1711 Fax: 04.3.942.1711
Pham vi hoat dong cia Xi Nghiép
- Trén mang ludi duong sit tir Ga Kim Lién tro ra phia Bac.
Nganh nghé kinh doanh ciza Xi Nghiép.
- Van tai hanh khach duong sit.

- Van tai hang hoa duong sat.
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- Hoat dong thiét ké chuyén dung.

- Sura chira va bao dudng phuong tién van tai.

- Hoat @ong dich vu hd tro truc tiép cho van tai duong sit va duong bo.
- Cho thué xe c6 dong co.

- Kho bai va luu gitt hang hda.

- Bu6n ban nhién liéu ran, long, khi va san pham lién quan.

- Bao dudng, stra chira 6 t6 va xe c6 dong co khac.

- San xuat céac cau kién kim loai.

- Stra chira san pham kim loai duc san.

- Hoat dong dich vu hé trg kinh doanh khéc con lai chua duoc phan vao dau.
- Ché bién, bao quan thit va cac san pham tur thit.

- Dich vu luu trit ngan ngay.

- Nha hang va cac dich vu dn udng phuc vu luu dong.

- Hoat dong cuia céc co so thé thao.

- Hoat dong vién thong khac.

- Quang cao.
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2.1.2 Co ciu to chirc, nhan luc

Ban Giam déc

| \ |
P. T6 chuc P. Tai P. Ké P. Ky P. An toan P. Hanh
can bo chinh ké hoach vt thuat KCS nghiép vu chinh téng
toan tu hop
v
22 don vi truc thugc
Tram Tram Tram Tram
KCTX KCTX KCTX GTTX
Giap Yén Hué Kim
Bat Vien | ..o Lién

So'dé 1.1: Co cdu té chikc qudn tri ciia Xi nghiép vdn dung toa xe hang Ha Ngi

v"Giam Poc Xi Nghiép:

- Ky nhan vén ( ké ca no ), tai san, dat dai, tai nguyén, lao dong va cac
ngudn luc khac do Cong ty giao dé quan Iy, st dung cé hiéu qua theo dung muc
tiéu, nhiém vu caa Xi Nghié¢p.

- T6 chuc xay dung Quy ché Té chuc va hoat dong Quy ché quan Iy chi
tiéu noi bo, Quy ché tra lwong, ké hoach san xuat kinh doanh, ndi quy, quy ché,

quy dinh ndi bo cua Xi Nghiép.
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- Quan ly, chi dao, diéu hanh, t6 chac hoat dong Xi Nghiép theo quy dinh
cua phap luat.

- Quan ly, sir dung lao dong, giai quyét ché do tién luong, ché do bao
hiém x4 hoi, bao hiém that nghiép quan Iy ho so, bao ho lao dong, an toan lao
dong, giai quyét tranh chap, khiéu nai, té c4o vé lao dong va cac linh vuc khac
lién quan dén lao dong, quan 1y va nguoi lao dong Xi Nghiép quan ly.

- Chiu trach nhiém cong tac an toan chay tau, an ninh trat tw, phong chéng
chéay no tai cac don vi truc thudc pham vi Xi Nghiép duoc giao quan Iy.

- Quyét dinh phan cong nhiém vu cho Phé Giam Doc Xi Nghiép dé thuc
hién nhiém vu duogc giao.

- Ky két cac hop dong lién quan dén viéc thuc hién chirc nang, nhiém vu
cua Xi Nghiép va don vi truc thudc quan 1y theo quy dinh ctaa phap luat va phan
cap cua Téng Cong ty, Cong ty.

- B4o céo Cong ty va cac co quan Nha nudc ¢ tham quyén vé két qua
hoat dong ctaa Xi Nghiép don vi truc thuoc quan 1y theo quy dinh.

- Truong hop vang mat, Giam Déc Xi Nghiép ay quyén cho 1 Phd Giam
Pbc Xi Nghiép diéu hanh hoat dong cia Xi Nghiép, dong thoi phai bao céo
Cong ty va cac don vi cd lién quan biét.

- Cac nhiém vu va quyén han khac theo quy dinh cia Phap Luét va Tong
Cong ty.
v~ Cac Phé Giam Péc Xi Nghiép:

- Cac Pho Giam Boc Xi Nghiép gitp Giam Déc Xi Nghiép trong viéc
diéu hanh Xi Nghiép theo phan cong va ay quyén cia Giam Dbc Xi Nghiép;
chiu trach nhiém trude Giam DBéc Xi Nghiép va phép luat vé nhiém vu duoc
Giam Bdoc Xi Nghiép phan cong va ty quyén.

v" Phong Tai chinh — Ké Toan:
- Phong Tai Chinh — K& Toan cua Xi Nghiép c6 nhiém vu to chic thuc

hién cong tac tai chinh ké toan cua Xi Nghiép; giup Giam Doc Xi Nghiép quan
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ly, kiém tra, gidm sat cong tac tai chinh ké toan cua va cac don vi truc thudc quan
ly theo phép luat vé tai chinh- ké toan. Bén canh do, truong phong tai chinh — ké
toan phai chiu trach nhiém trudec Giam Déc Xi Nghiém, Tong Giam Péc, Tong
Cong ty, Cong ty va phap luat vé& nhiém vu duoc phan cong va ay quyén.

v"Cac phong chuyén mon khac:

- Céac phong chuy&n mén, nghiép vu c6 chirc nang tham muu, gitp viéc
Giam dbc Xi Nghiép trong viéc chi dao, quan 1y diéu hanh céc hoat dong cua Xi
Nghiép va cac don vi truc thuoc quan Iy. Nhiém vy, quyén han cu thé cua céc
phong chuy@n mdn, nghiép vu do Giam Dbc Xi Nghiép quyét dinh phi hop Véi
quy dinh cia Phéap Luat, Tong Cong ty, va Cong ty, quy ché nay.

v" Cac don vi truc thugc :

- Céc don vi truc thudc Xi Nghiép 1a cac don vi tryc tiép san xuat, kinh

doanh, t6 chiic thuc hién cac hop dong cua Téng Cong ty, Cong ty caa Xi Nghiép

va thuc hién cac nhiém vu duoc Tong Cong ty, Cong ty va Xi nghiép giao.
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Bing 2.1: Két qud hoat dong kinh doanh ciia Xi Nghi¢p Vin Dung Toa Xe Hang Ha Npi

Pon vi tinh: Pong

So sanh 2017/ 2016 | So sdnh 2018/ 2017
Nam Ma
S 2016 2017 2018 Ting(+) | TL | Tang(+) | TL
2 gen 0
Chi tieu
Giam (1) | (%) | Giam () | (%)
1.Doanh thu ban hang va cung cap - -
1 24.966.072.342 | 12.558.240.138 | 11.921.311.642 | -12.407.832.204 -5,07
dich vu 49,69 | 636.928.496
2.Cac khoan giam trir doanh thu 2
3.Doanh thu thuan vé ban hang va - - -
) 10 | 24.966.072.342 | 12.558.240.138 | 11.921.311.642 -5,07
cung cap dich vu 12.407.832.204 | 49,69 | 636.928.496
4.Gia vén hang ban 11 | 24.767.377.453 | 12.293.522.864 | 11.577.206.012 ) . ] 5,82
12.473.854.589 | 50,36 | 716.316.852
5.Loi nhuén gop vé ban hang va cung
, 20 198.694.889 264.717.274 344.105.630 66.022.385 33,22 | 79.388.356 | 29,98
cap dich vu
6.Doanh thu hoat dong tai chinh 21 69.415.636 -69.415.636 -100 | -69.415.636 -100
7.Chi phi tai chinh 22
Trong d6: -Chi phi l&i vay 23
8.Chi phi ban hang 24
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9.Chi phi quén ly DN 25
10.Loi nhuén thuan tir hoat dong kinh
doanh 30 268.110.525 264.717.274 344.105.630 -3.393.251 -1,26 | 79.388.356 29,98
oan

11.Thu thap khac 31 639.490.500 94.907.250 6.363.637 -544.583.250 85-15 -88.543.613 | -93,29
12.Chi phi khéc 32 609.056.366 88.122.396 6.363.637 -520.933.970 85-53 -81.758.759 | -92,77
13.Lgi nhuan khéac 40 30.434.134 6.784.854 -23.649.280 -717,7 | -6.784.854 -100
14.Tong lgi nhuan ké toan trudc thué 50 298.544.659 271.502.128 344.105.630 -27.042.531 -9,05 | 72.603.502 26,74
15.Chi phi thué thu nhap doanh -

51 90.894.414 39.209.947 -51.684.467 -39.209.947 -100
nghiép hién hanh 56,86
16.Chi phi thué thu nhap doanh 59
nghiép hoan lai
17.Loi nhuan sau thué TNDN 60 207.650.245 232.292.181 344.105.630 24.641.936 11,86 | 111.813.449 | 48,13
18. Lai suy giam trén c6 phiéu 71
19.L3i co ban trén cd phiéu 70

( Nguon: Bdo cdo két qua hoat déng kinh doanh nam 2016, 2017, 2018 )
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2.1.3 Két qua san xuit kinh doanh giai doan 2016-2018

- Loi nhuén sau thué thu nhap Xi Nghié€p tir nam 2016 dén nam 2017 tang
24.641.936 d6ng so v4i nam 2016 va ting tir nim 2017 dén nam 2018 1a
111.813.449 ddng so voi nam 2017. Diéu d6 cho thay Xi Nghiép van cha yéu
cung cép dich vu chu yéu la kham chira toa xe, con cac dich vu phu va san XUt
phu dé c6 thém thu nhap nhung khong dang ké.

- Doanh thu ban hang va cung cap dich vu giam nghiém trong tir nim
2016 dén nim 2017 so v6i ndm 2016 giam 12.407.832.204 dong va giam tiép tir
nam 2017 dén nam 2018 giam 636.928.496 dong so voi nam 2017. Nguyén
nhan cua viéc doanh thu ban hang va cung cip dich vu giam nghiém trong 1a do
moi trudng nghanh duong sat phai phu thudc vao gia quy dinh dich vu ctia Nha
nuéc, trong khi Xi Nghiép tir nim 2016 dén nam 2017 Xi Nghiép day manh
trong viéc co nhiéu TSCP dé phuc vu dich vu nhung nhiing khoan ng tdn kho
ton dong lau khién Xi Nghiép gip nhiéu khé khan.
2.2 Thuc trang quan tri nguon nhan luc tai Cong ty van tai PSHN- chi nhanh toa
xe hang
2.2.1 Thuc trang tuyén dung, bé tri nhan luc tai Cong ty van tiai PSHN- chi
nhanh toa xe hang

Tinh hinh tuyén dung lao déng tai CoNg ty.

Chién lugc phét trién dai hoi caa mot doanh nghiép déu dya va ngudn nhan
luc: nhan lyc ¢ trinh d6 cao va phi hop méi dem lai hiéu qua tét nhat cho
doanh nghiép. Pay chinh 1a noi luc quan trong dé doanh nghiép dung viing va
phat trién, vay nén viéc tuyén chon va sir dung lao dong la rat can thiét déi véi
su phét trién ngay cang cao cua doanh nghiép. Trong nén kinh té thi truong canh
tranh gay gat doi hoi nguoi lao dong phai co trinh d6, nhanh nhay tiép thu cai
méi, tiép thu nhitng tién bo khoa hoc ki thuat dé tu hoan thién ban than. . Cong
ty van tai DSHN- chi nhanh toa xe hang ,Giam déc Cong ty 1a ngudi ¢ quyén
ti cao trong tuyén dung lao dong. Giam ddc can cit vao nhu cau san xuat kinh

doanh cua Céng ty quyét dinh sé luong lao dong can tuyén dung.

Nguyén Nam Tién 38



Ludn van thac si

Chuyén nganh Quadn tri kinh doanh
Truwong Dai hoc Cong nghé GTVT

Bing 2.2: 86 lwong tuyén dung lao dpng ciia Cong ty nam 2016-2018

Don vi: Nguoi
Chi tiéu Nam 2016 | Nam 2017 | Nam 2018
S6 luong lao dong ting trong ndm | 5 8 19
Lao dong gian tiép 1 2 4
Lao dong truc tiép 4 6 15

Nguon: Phong Té chirc hanh chinh

Phan 16n 13 lao dong truc tiép. Do 1a mot Cong ty kinh doanh vé van tai
hanh khach, hang hoa duong sat va sira chita bao dudng toa xe hang nén viéc
tuyén chon nhu vay 1a hop Iy.

Muén c6 dugc doi ngili nhan vién ¢ trinh d6 cao, can phai lam tt cong
tac tuyén dung, Cong ty da thong qua rat nhiéu nguon khac nhau ngoai nguon
noi bo Cong ty con tuyén tir bén ngoai. Bé gilp cho cong tac tuyén dung dién ra
tét tuyén dugc nhitng nhan vién phl hop véi cong viéc, Cong ty da lam rat tét
cong tac hoach dinh nguén nhan luc ciia minh. Hang nim cac phong ban, céc to
xay dung thuong xem xét kha ning nhan vién cta don vi minh va lap ké hoach
vé nhan lyc caa phong minh, néu thiéu nhan luc phong d6 phai lap ban yéu cau
vé trinh do, ban phan tich cong viéc caa vi tri thiéu, sau d6 dua 1én dé giam doc
xem xét, phé duyét, phong T6 chic hanh chinh 1ap ké hoach tuyén dung dya trén
chién luoc kinh doanh cua Cong ty va cac muc tiéu can dat téi va dua ra mot
quy trinh chit ch& cho qua trinh tuyén dung.

Pé c6 duoc nhan vién c6 ddy da ning luc, pham chét phi hop voi yéu cau
cuia cong viéc Cong ty da chon phuong an phong van tryc tiép véi nguoi tham gia
tuyén dung, dé qua trinh nay dién ra mot cach trung thuc, khach quan, c6 quy cu
do Cong ty lap ra, nhiing nguoi trong hoi déng phong van la nhiing nguoi c6
tham quyén 16n trong Cong ty nhu phé giam déc, trudng phong, trusng bod phan

can tuyén... Tién hanh phong van chit ché théng qua ba vong, sang loc mot cach
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ki cang, kiém tra vé cac mat nhu chuyén mén nghiép vu, dao duc tac phong l1am
viéc cua ho dé tuyén nhitng ngudi phi hop véi cong viéc can tuyén.

* COng ty da tuyén dung duwa trén cac yéu cau sau:

- Tuyén chon con ngudi vao 1am viéc phai gan véi doi hoi caa cong viéc.

- Tuyén chon nhitng ngudi c6 chuy@n mdn can thiét, co thé lam viéc voi
nang suat lao dong cao, hiéu suat céng tac tbt, ap luc cong viéc lon.

- Tuyén chon nhitng nguoi ¢é sic khoe, trung thuce, ¢ ki luat, gan bé voi
cong viéc lam viéc lau dai vai Cong ty.

Tir viéc biét rd nhu cau lao dong cua Cong ty, Cong ty van tai duong sat
Ha Noi chi nhanh toa xe hang di co6 nhiing huéng tuyén dung phi hop Véi
nganh nghé cua Céng ty qua Trung tdm gigi thiéu viéc 1am Ha Noi, tir cac
truong dai hoc, cao dang...

* Cong tac tuyén chon cia Cong ty duroc tién hanh chdt ché dua trén cac
can cir.

- Can ctr vao don xin viéc, Iy lich, bang cap, ching chi vé trinh do chuyén
mON cua nguoi Xin Vigc.

- Cin ctr vao hé thong cac cau hoi do Cong ty dé ra va cau tra 1oi cua
ngudi Xin viée dé danh gia vé kha nang thuc hién cong viéc ctia ngudi Xin viéc.

- Cian ctr vao tiép xuc gap g truc tiép giira can bo tuyén dung va nguoi
Xin viéc

- Can ctr vao phiéu kiém tra stuc khoe, thir tay nghé, thir trinh do va kha
nang chuyén mon. Hang nam, COng ty thuong xem xét lai ngudén nhan luc cua
minh dé cd ké hoach chuan bi sin sang cho nhu cau vé nguon nhan lyc trong
tuong lai.

Cac nhan vién sau khi dugc tuyén dung phai trai qua thyuc té it nhat 1a mot
thang thir viéc. Néu trong qué trinh thi viéc, ho to ra 13 ngudi ¢ kha ning hoan

thanh tét céng viéc duoc giao thi s& duoc ki hop dong lao dong véi Cong ty,
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nguoc lai néu ai vi pham ki luat hay ludi biéng hay nang luc qua kém so véi yéu
cau caa cong viéc thi Cong ty s& khdng ki hop dong véi ho.

Nguoi ra quyét dinh tuyén dung cubi cung 1a giam dé¢c Cong ty. Sau khi s6
nhan vién méi hoan thanh moi nhiém vu duge giao, gidam dbc s& xem xét va dua
ra quyét dinh tuyén dung chinh thirc. Cling véi viéc tuyén dung méi Cong ty con
dao tao nang cao tay nghé caa cac nhan vién trong Cong ty.

Bé tri si¢ dung lao déng.

Bé tri sir dung lao dong la sy sap dat, sap xép cac cong viéc, cac linh vuc
phU hop Vi tiing chuyén mén, nghiép vu, tay nghé ciia déi tuong lao dong.

Thuc trang & Cong ty van tai duong sit Ha Noi chi nhanh toa xe hang
theo thuc té va can ctr vao nhitng chi tiéu cua Cong ty thi viéc bo tri lao dong
kh& hop 1y. Nguoi lao dong dugc sap xép, phan bo l1am viéc theo diing trinh do,
dung tay nghé ma minh da duoc dao tao. TUy thudc vao tay nghé cua ngudi lao
dong Cong ty bé tri ho vao nhiing cong viéc phi hop, tly thude vao cac linh vuc
kinh doanh Céng ty chia 1am nhiéu nhém, mdi nhém chiu trach nhiém vé céac
linh vuc cua minh theo yéu cau va ké hoach caa Cong ty.

Bdng 2.3: Sé lwgng lao dpng ¢ cdc phong ban nam 2015

Don vi: nguoi

C4c bd phan Nhu cau | Hiénco | Thira | Thiéu
1. Ban giam doc 0 3 0 0
2. Phong t6 chutc can bo 1 6 0 1
3. Phong tai chinh ké toan 1 4 0 1
4. Phong ké hoach- vat tu 0 6 0 0
5. Phong ky thuat ACS 2 4 0 2
6. Phong An Toan Nghiép Vu 0 4 0 0
7. Phong HC Tong hop 1 3 0 1
Tong sé 30 0 5

Nguon sé liéu: B&o c&o phan bé lao dgng tai cac phong ban.
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Nhu vay viéc sir dung lao dong & cac phong ban van con ton tai mot sb
diém chuwa hop 1y, chua can ddi. Tong sé lao dong thuc té so véi sd luong lao
dong thiéu 1a 5 nguoi phan bd cac Phong té chic can bo, tai chinh ké toéan, ky
thuat ACS va phong HC tong hop.

T6m lai, viéc tuyén chon va bé tri NLD trong DN hop Iy 1a nhan t6 quan
trong dé nang cao ning sut lao dong, hiéu qua san xuét, nd 1a mot hoat dong
phtic tap va vo clng quan trong, quyét dinh thanh cong hay that bai cua Cong ty.
Viéc tuyén chon nhén vién dugc dit ra nd khong don thudn co ¥ nghia 13 chi
tuyén dung nhan vién méi ma I viéc dat nguoi ding viéc, dung chd va dung lic
dé ho c6 kha niang hoan thanh nhiém vy mot cach hitu hiéu nham gidp Cong ty
dat duoc nhitng muc tiéu dé ra.

2.2.2 Thuc trang dao tao, phat trién ngudn nhan luc

Cong tdac dao tao nhdn lyc ciia Cong ty.

* Pé tuéi lao déng trong Cong ty

Do tudi lao dong ciing 1a mot van dé dang quan tdm néd phan anh viéc st

dung lao dong trong Cong ty co hiéu qua hay khong.

Bing 2.4: Co ciu lao déng theo dp tudi lao dpng ciia CONG ty ndm 2015.

Don vi : Nguoi
Chi tiéu So lwong | Dw6i30 | 31-40 | 40-50 | Trén50
Tong so lao dong 177 101 61 10 5
Ty 18 % 100 57,0 34,5 5,7 2,8
Nhan vién quan ly 15 3 9 2 1
Nhan vién k¥ thuat 37 14 17 5 1
Nhan vién khac 125 84 35 3 3

Nguén: Phong Té chizc hanh chinh

Nhitng sb liéu trén cho ta thiy lao dong trong Cong ty 1a su két hop

gitra suc tré va kinh nghiém. D6 tudi dudi 30 chiém 57% trong tong sé lao dong,
day 1a do tudi ma stc lao dong twong ddi ddi dao va sung stc, ho tiép thu nhanh,
c6 6c sang tao do d6 dap tng véi viéc nhanh chéng tiép thu nhitng cong nghé
hién dai, pht hop véi cong viéc kinh doanh cua Cong ty. Pay chinh 1a diéu kién
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g6p phan lam tang hiéu qua SXKD cua Cong ty. Bén canh d6 sb ngudi ¢ do tudi
tir 31-40 chiém 34,5%, ho 1 d6i ngii lao ddng c6 nang luc, trinh do chuyén mdn
cao, day dan kinh nghiém, do vay trong c6ng viéc ho 1a luc lugng cha chét. Véi
d6 tudi lao dong cua CONg ty nhu trén thi viée dao tao va phat trién nhan luc 13
rat can thiét.

* Céng tac dao tao nguon nhan lyc tai Cong ty.

Kiém tra qua
trinh dao tao

T chirc dao
tao

Phén tich nhu
cau dao tao:

» - Xay dung ¢ - Thanh lap * - Kiém tra
chinh sach 16p dao tao. khi két thuc
dao tao + + Dao tao vé ki dao tao

s - Xac dinh van hoa. bang cac bai
nhu cau * + Dao tao vé '[h‘l, k1éfn tra

- Lén ké chuyén mon trinh d6 thue
hoach ki thuat. tien

* - Phan bo * +Pao tao
ngan sach kha nang

quan tri
AN J - J - J

Hinh 2.1.Quy trinh dao tao cua Cong ty

Dao tao va phat trién 1a diéu kién quyét dinh dé mot to chuc ¢ thé ton tai va
di 1én trong canh tranh. Pao tao va phét trién ngudn nhan luc gitp cho doanh nghiép:

- Nang cao nang suit lao dong, hiéu qua thuc hién cong viéc.

- Nang cao chat luong cbng Viéc.

- Giam bét sy giam sat vi nguoi lao dong dugc dao tao 1a nguoi co kha
nang tu giam sat.

- Nang cao tinh 6n dinh va niang dong cua t6 chuc.

- Duy tri va nang cao chat luong caa nguén nhan lyc.

- Tao diéu kién cho &p dung tién bo ki thuat va quan ly vao doanh nghiép.

- Tao ra duoc lgi thé canh tranh caa doanh nghiép.

Déi v6i ngudi lao dong, dao tao va phat trién ngudn nhan luc gidp ho:
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- Tao ra dugc sy gan b6 giita ngudi lao dong va doanh nghiép.

- Tao ra tinh chuyén nghiép cta nguoi lao dong.

- Tao ra su thich &ng gitra nguoi lao dong véi cong viéc hién tai cling nhu
tuong lai.

- Pap ung nhu cau va nguyén vong phat trién cia ngudi lao dong.

- Tao cho nguoi lao dong cb cach nhin, cach tu duy méi trong cong viéc
cua ho, 1a co so dé phat huy tinh sang tao cua nguoi lao dong trong cong viéc.

Pao tao nhan lyc 1a mot qué trinh giang day, hudng dan, bdi dudng nham
nang cao trinh do chuyén maon, tay nghé cho nguoi lao dong trong Cong ty.Viéc
dao tao nhan luc gitp cho Cong ty khéng ngiing cung ¢b va nang cao chat luong
d6i ngii lao dong, giup cho ngudi lao dong nang cao tay nghé, kién thuc dé dap
rng nhu cau cua cbng viéc. Qua viéc phan tich nhiing anh hudng ciia méi trudng
bén trong, bén ngoai doanh nghiép dé dwa ra cac phuong thic dio tao hop ly.

Viéc dao tao tai Cong ty trong nhitng nam qua dién bién nhu sau:

Bing 2.5: Cong tic ning cao trinh dj, kién thirc ciia cdn bg nhéin vién Cong ty

Don vi: Nguoi
Trinh d¢ lao dong Nam 2016 Nam 2017 Nam 2018
Pai hoc 3 5 8
Cao dang 5 8 12
Trung cap 1 2 1
Tong sb 9 15 21

Nguon: Phong Té chizc hanh chinh
Viéc nang cao trinh d6, kién thic nhan vién, Cong ty ludn bé tri va tao
diéu kién cho mot s6 nhan vién ciing nhu can bo tham gia mot sé khoa dao tao
ngan han va dai han nham nang cao trinh d6, kién thitc cho can bo cong nhan
vién nham phuc vu cho loi ich hién tai va trong twong lai cua Cong ty. Cu thé

nam 2015 13 9 nguoi, ndm 2016 1a 15 nguoi va dén nam 2017 13 21 nguoi
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Ludn van thac si

Dao tao giup cho ngudi lao dong c6 duoc cac ki ning va kién thuc can
thiét cho su nghiép ma ho theo dudi. Tir 6 phat huy duoc ning luc caa ho gilp
ho 6n dinh cong an viéc 1am, nang cao dia vi kinh té x& hoi cua nguoi lao dong,
g6p phan cho su phét trién caa x& hoi, mang lai hiéu qua kinh té cao.

Viéc phéat trién va dao tao nhan luc tai Cong ty cong nghiép tau thuy va
xay dung Song Hong duogc ban gidm dbc dua ra véi mdi loai nhu cau dao tao

khac nhau, Cong ty lai ¢6 nhitng muc tiéu dao tao twong ng cu thé nhu sau:

Bing 2.6: Tiéu chi dao tao cho cdc doi twong ciia CONg ty.

, Cac loai hinh dao | Tiéu chi dit ra
Doi tugng
tao

) Nam vimg duoc kién thic, ki niang sau
Dao tao moi . .
khi dao tao 100% dat yéu cau nang bac

Co6ng nhan
truc tiép san

XUAt

Pao tao nang bac

100% dat yéu cau nang bac

Pao tao sir dung
trang thiét bi cong

nghé mai

Nam viing nguyén ly chuyén dong co
ban, cau tao caa may, sir dung thanh tao

va an toan may mac thiét bj moi

Dbao tao an toan lao

dong

Sau khi duoc ddo tao giam thiéu duoc t6i da

sd vu tai nan lao dong.

Can bo, nhan X | Can bg, nhan vién phai nam viing dugc
_ Nang cao chuyén| ,
vién trong A ) kien thirc, k§ nang lién quan den céng
A mon nghiép vu _
Cong ty VIEC.

Nguon : Phong Té chitc hanh chinh
Véi mdi chuong trinh dao tao Cong ty déu dit ra nhitng yéu cau, muc
tiéu cu thé twong wng. Viéc dat ra muc tidu cu thé cho timg ddi teong va ap dung
cho ting loai hinh dao tao khién cho viéc to chirc thuc hién va dénh gia hiéu qua

duoc tot hon.
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Bing 2.7: Bing két qud dao tao trong nim 2016 - 2018

Don vi: Nguol.
So sanh ]
So sanh chénh
chénh léch
Nim | Nam léch 2018/2017
L oai hinh dao tao Nim 2017/2016
2016 | 2017 _ _
2018 | So | Tylé | So Ty l€
lwong | (%) |lwong | (%)
1. Bao tao noi bo 20 32 40 12 60,0 8 25,0
- Kém cip tai chd 14 23 27 9 64,3 4 17,4
- Pao tao hoc nghé 3 4 6 1 33,3 2 50,0
- Pao tao nang bac 3 5 7 2 66,6 2 40,0
2. Pao tao bén ngoai | 15 21 26 6 40,0 5 28,5

Nguon: Phong Té chizc hanh chinh.

Qua bang trén ta thdy Cong ty ludn chi trong téi viéc kém cap va nang
cao tay nghé cho can bo cong nhan vién trong Cong ty cac hinh thirc dio tao con
han ché nhung d6 ciing 1a mot su ¢é gang cua Cong ty trong qué trinh phat trién
ngudn nhan luc.

Céc hinh thire dao tao cua Céng ty:

- V& trinh d6 cua luc lugng lao dong tai Cong ty hau hét da qua cac
truong dao tao nang cao tay nghé.

- Cong ty da dat ra ké hoach dao tao theo chi tiéu hang nim cho viéc dao
tao nhu.

+ Thi 1én bac luong.

+ Nhitng can bd can phai c6 trinh do phd hop véi su thay ddi cua cong
viéc hay nang cao tay nghé, Cong ty gui ho di hoc ning cao trinh do.

+ Ddi v6i nhan vién méi 1am trong Cong ty, do thiéu kinh nghiém trong

kinh doanh nén Cong ty cir nguoi co trinh do truc tiép truyén dat lai kinh
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nghiém cho ho, hay té chirc cac 16p hoc ngan han cho ho dé ho hiéu biét & hon
vé cong Viéc.

+ P4i voi cong nhan thi tryc tiép dao tao tai noi lam viéc.

Ngudn Kinh phi dao tao: Huy dong chu yéu tir hai nguén:

- Ngudn 1: Do Cong ty bo ra. Hang nam, Cong ty trich 1% - 1,5% loi
nhuan dé 1ap quy dao tao va phat trién.

- Ngudn 2: Ngudi lao dong tw nguyén bé tién ra hoc nham nang cao trinh
d6 chuy&n mdn caa minh dé tao co hoi thang tién trong nghé nghiép.

Quy dao tao va phat trién caa Cong ty chua cao. Do quy dugc trich tir loi
nhuan cua Cong ty nén quy nay phu thudc vao hoat dong san xuat kinh doanh
cuia Cong ty. Pay 1a mot diéu bat loi vi khi Cong ty hoat dong kém hiéu qua, loi
nhuan thap s& dan dén quy dao tao, phat trién giam, viéc nay gay khé khin cho
cong tac dao tao, phat trién.

2.2.3 Thuc trang duy tri ngudn nhan luc

+) Nguyén tic tra lwong, thuong, phic loi: Pam bao nguyén tic: cong
bang vé luong, thuong, phic loi; gan lién luong, thuéng vai hiéu qua, ky ning
va thai d6 1am viéc; khuyén khich va tao co hoi phat trién cho nhan vién; tao
moi truong 1am viéc tét cho nhan vién.

- Luong: Gitra cac bo phan ty vao loai hinh cong viéc c¢é chinh séch tién
luong khac nhau.

- Ché db thusng: Tuy thudc vao tinh chat cong viéc, bo phan s& ¢d mic
thuong khac nhau. Tién thuong gom hai loai: thuong Tét va thuong theo hiéu
qua cbng Vviéc.

- Xét tang luong: Pugc tién hanh it nhat mdi nam mot lan, dya trén tham
nién caa nhan vién va hiéu qua céng viéc, k§ nang hay nang luc va thai do lam

viéc cua nhan vién.
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- Quy trinh danh gia: Nham xem xét hiéu qua 1am viéc qua d6 xét ting
lwrong va thuong. Dua trén hiéu qua cdng viéc, k¥ nang va thai d6 lam viéc cua
nhan vién

+) Tinh hinh cai thién diéu kién 1am viéc tai Cong ty Co so vat chat caa
Cong ty on, Cong ty ciling cht trong dén viéc dam bao an toan lao dong cho
nhan vién. Cac yéu té anh sang, mui, tiéng on...ciling duwoc quan tdm nham dam
bao hiéu qua 1am viéc cho nhan vién. Yéu té vé sinh ciing dugc Cong ty quan
tam hang dau. Bo phan van phong thudng xuyén gai mail nhic nhé nhan vién
giir vé sinh va tiép nhan gop y ciia nhan vién vé cai thién diéu kién lam viéc.

+) Tinh hinh cng tac tao co hdi thing tién tai Cong ty Van Tai Puong Sat
Ha Noi- Chi nhéanh toa xe hang ¢am bao theo nguyén tic céng bang va cong khai
rong réi trong toan Cong ty. Tiéu chi cia viéc thing tién dya vao: Nhu cau phét
trién ctia COng ty, yéu cau cua cong viée, nang luyc pham chét ciia nhan vién.

Nhin chung, Cong ty da dem lai nhitng diéu nhu: Véan dé an toan lao
dong, hop vé sinh ciing duge uu tién hang dau. Cong tac dao tao & Cong ty dugc
tién hanh thuong xuyén, lién tuc va duoc chi trong dau tu. Moi nhan vién déu
c6 quyén binh dang tham gia ddo tao va nhan vién s& duoc hd tro vé chi phi dao
tao. Pao tao dap ung dwgc muc tiéu va yéu cau cua cdng viéc. Chinh sach
lwong, thuong, phic loi twong ddi hop 1y, dam bao cdng bang va quy trinh danh
gia cong bang, linh hoat. Cong ty da t6 chirc nhiéu cudc thi khuyén khich nhan
vién phat huy nang luc. Viéc thang tién dugc cong khai rong rdi. Méi quan hé
Vvéi 1anh dao va dong nghiép tai Cong ty thoai mai, dé chiu, khéng go bo.

2.2.4 Thyc trang danh gia can b, nhan vién

Danh gia két qud thuc hién cong viéc cua CBCNV

Panh gia két qua thyc hién cong viéc 1a mot viéc 1am khé khan va rat
quan trong vi no6 la co s& gilp nha quan tri tra luong, khen thudng, dong vién
hoac ky luat mot cach cong bang.

Cong ty danh gia két qua thuc hién céng viéc dya vao cac tiéu chi sau:
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- Cac Xudng SX: do 1a Cong ty chuyén san xuat va bao dudng may mac
nén két qua thuc hién cong viéc s& dugc tinh trén phan trim hoan thanh ké
hoach dugc giao, giam thiéu thoi gian hoan thanh sira chira, giao hang theo dung
ké hoach duoc giao.

- Can bo cong nhén vién quan 1y danh gia theo kha nang hoan thanh cong
viéc, nhiém vu, gan b 1au dai va y thirc trach nhiém d6i véi cong viéc.

- Viéc danh gia nay duoc thuc hién déu dan hang thang. Giam déc s& danh
gia két qua thuc hién cong viéc cua can bd quan ly, quan déc xuong, truong -
pho phong. Truong phong sé danh gia va nhan xét nhan sy truc thuoc QL theo
s6 diem.

- Hién Co6ng ty danh gia nhan vién theo thang diém; thang diém 100, néu
hoan thanh tot cong viéc, trong thang c6 dé xuat giai phap giam chi phi, ting
nang xuat va chap hanh noi quy caa Cong ty. Cac thang diém thap hon néu chwa
hoan thanh tét nhiém vu dugc giao va khéng chap hanh noi quy Cong ty. Céng
ty c0 5 muc danh gia nhan vién nhu sau:

* A tir 91 dén 100 diem
* B: tr 81 dén 90 diém
* C: tlr 66 dén 80 diém
* D: tir 50 dén 65 diém
* E: dudi 50 diém

Cong ty dwa vao chi tiéu trén dé danh gia, tuy nhién Cong ty ciing xem
Xét lai nguyén nhan khach quan dan dén khdng hoan thanh nhiém vu nhu do
thiéu nhan su, may maoc, mat dién, ké hoach vuot qué nang luc san xuét

* Uu diém:

- Xay dung chuong trinh danh gia thanh tich, cong bang hiéu qua.

- Banh gia dung muc thanh tich cong tac.

- Xéc dinh rd nhu cau thoa man cta nguoi lao dong.

- Banh gia muc d6 quan tam va long trung thanh cta nguoi lao dong.
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- Phét trién nhitng kha ning tiém tang trong mdi cong nhan vién.

- La co s& dé hoach dinh, tuyén mo, phéat trién nguon nhan lyc.

* Khuyét diém:

- Hao ton chi phi danh gia, tong hop s liéu.

- Tinh chinh xé&c con phu thudc nhiéu vao yéu té chu quan caa ngudi
thuc hién.

2.2.5 Lwong, thwéng va chinh sach dai ng¢

Muc tiéu va can cir dai ngé cua Cong ty:

Muc tiéu 1a thuc hién trach nhiém va nghia vu cta doanh nghiép ddi véi
nguoi lao dong theo quy dinh cua Nha nuac.

Nguoi lao dong cung cap strc lao dong cua ho cho doanh nghiép, sic lao
dong 1a nhan t6 cau thanh nén cac nguon nhan lyc dau vao cua moi doanh
nghiép va lubn ludn 1a nhan té quyét dinh nhat anh huong téi két qua va hiéu
qua ctia moi qua trinh kinh doanh hay thanh qua cua to chuc.

Ciing nhu moi hang hoa khéc, stc lao dong ciling co gia tri va gia tri su
dung, xét trén phuong dién ly thuyét thi stc lao dong duoc biéu hién & hinh thic
tién lwong. Bai vay ma Cong ty da c6 muc tiéu dai ngd can bd, cong nhan vién
cua minh nhu sau:

- Tra cong xtimg dang cho nhiing dong gop va cong hién cua can bo cong
nhan vién trong Céng ty.

- Pam bao tai san strc lao dong bang cach nang cao doi séng cho toan thé
can bo cong nhan vién cua Cong ty.

- Pong vién, khuyén khich, thic day céc hoat dong xay dung, kinh doanh
cua tirng cdng nhan vién gidp tao ra nhiéu loi nhuan, thanh céng cua Cong ty.

- Khuyén khich 1dng nhiét tinh, hing say, tinh than sang tao khong ngung

dé thu hut lao dong gioi, co trinh dd, ¢6 suc khoe.
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Tat ca cac muc tiéu trén va ché do thu lao tai Cong ty déu hudéng téi muc
dich 1a sy phat trién khdng ngirng cua Cong ty, cai thién doi séng cua toan thé
can bo cong nhan vién trong Cong ty.

*Ché do tién luong:

Néu chinh sach tuyén dung lao dong l1a mot qué trinh phuc tap nham lya
chon nhitng nhan vién c6 kha ning vao lam viéc, thi chinh sach lwong bong la
don bay kinh té kich thich ho 1am viéc hing say va c6 hiéu qua hon trong cong
viéc. Tién cong, tién luong khong chi anh huong tdi nguoi lao dong ma con toi
ca td chic va xa hoi.

Hiéu rd van dé trén, Cong ty Van Tai Puong Sat Ha Noi- chi nhanh toa xe
hang da xay dung chinh sich tra Iwong phu hop vai ting cong viéc. Cong ty tra
luong theo thoi gian ddi vai tat ca cac nhan vién trong Cong ty. Dé tra luong
chinh xac, ké toan can cir vao sé ngay l1am viéc thuc té thé hién trén bang cham
cong va hé s6 luong cua timg nguoi dé tinh toan, luong cua timg nguoi duoc
tinh theo cong thtrc sau:

TL=LminxKXN+T

Trong d6:  TL: la tién luong thuc té phai tra cho cong nhan vién.

Lmin: 1a mac luong tdi thiéu cua Cong ty (3.100.000 dong ).

K: 1a hé sé cap bac cong nhan.

N: la thoi gian l1am viéc thyc té ciia ngudi lao dong.

T: 14 tién luong ngudi lao dong dugc nhan theo cong viéc gan véi do phic
tap, trach nhiém, két qua ngay cong lao dong thuc té.

* Thoi gian lam viéc va nghi ngoi:

Thoi gian 1am viéc cua tat ca can bo cong nhan vién trong Cong ty Van
Tai Puong Sat Ha Noi- chi nhanh toa xe hang thuc hién theo dung quy dinh
hién hanh caa Nha nudc (8 tiéng/ngay) budi sang tir 7h30' - 11h30" ; budi chiéu
tir 13h30' - 17h30" .
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Thoi gian nghi ngoi tai Cong ty ciing dugc ap dung theo quy dinh cua
Nha nudce. Ngoai 8 ngay 18 tét trong nam, toan thé cong nhan vién trong Cong ty
con duoc nghi thém 10 ngay phép trong diéu kién lam viéc binh thuong. Phu nit
c6 con nho duoc di mudn vé sém 30 phdt .

* Ché dé phuc loi:

Phic loi 1a phan thi lao gian tiép duoc tra duéi dang cac hd tro vé cudc
séng cho ngudi lao dong.

Cung cap céc loai phuc loi c6 ¥ nghia sau:

- Phic lgi déng vai trd quan trong trong viéc dam bao cudc séng cho
nguoi lao dong nhu hd tro tién mua nha, mua xe, tién kham chita bénh...

- Phdc lgi 1am tang uy tin cta doanh nghiép trén thi truong, lam nguoi lao
dong thay phan chan, tir d6 gitip tuyén chon va giit gin mét luc luong lao dong
co trinh d¢ cao.

- GOp phan nang cao doi song vat chat va tinh than cua nguoi lao dong sé
thuc day va nang cao ning suét lao dong.

- Bac biét, con giup giam bét ganh nang cuaa xa hoi trong viéc cham lo
cho ngudi lao dong nhu Bao hiém x4 hoi, Bao hiém y té, Bao hiém ty nguyén.

Muc tiéu ctia chuong trinh phuc loi:

- Duy tri va nang cao ning suat lao dong.

- Thuc hién chitc nang xa hoi cua ching véi nguoi lao dong.

- Pap ung doi hoi cua dai dién nguoi lao dong va nang cao vai tro diéu
tiét cua Chinh phu.

- Duy tri mirc song vat chat va tinh than ciia ngudi lao dong.

Chuong trinh phiic loi dugc xay dung dua trén nguyén tic:

Chuong trinh d6 phai vira c6 lgi cho nguoi lao dong vira ¢o loi cho nguoi
quan Iy Chi phi cho phuc loi phai dua dén két qua 1a ting ning suét lao dong,
tang chat luong phuc vu, sy trung thanh hon ctia ngudi lao dong va tinh than cua

ho dugc ning cao hon, giam mau thuan giita ngudi lao dong va to chic.
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- Chuong trinh d6 phai ¢ tac dung thiic day hoat dong san xuat kinh doanh.

- Chi phi ciia chuong trinh phai nam trong kha ning thanh toan cta to chic.

- Chuong trinh phai duoc xay dyng rd rang, thuc hién mot cach cong bang
va vo tu VGi tit ca moi ngudi.

- Chuong trinh phai dugc ngudi lao dong tham gia va ung ho.

Cong ty Van Tai Buong Sat Ha Noi- chi nhanh toa xe hang thuc hién ché
d6 bao hiém x& hoi, bao hiém y té, bao hiém that nghiép déi voi ngudi lao dong
theo dung quy dinh hién hanh cua Nha nudc .

Phuc lgi 1a phan thi lao gian tiép duogc tra dudi dang cac hd tro cudc song
cho ngudi lao dong. Hang nam, Cong ty di t6 chuc cac hoat dong phuc loi sau:

- T6 chire kham stc khoe hang nam cho cong nhan vién trong Cong ty.

- Giup d& tai chinh cho nhiing nguoi lao dong mudn mua nha, mua xe...
bang cach cho ho vay va khau trir dan vao sé luong hang thang cta ho, Cong ty
con ban nha tra gop cho nhan vién.

- T6 chtic xe dwa don nhan vién.

- Tang qua trong nhitng dip 18, tét, ki niém.

- T6 chtic cac cudc nghi mat, nghi dudng cho can bd cong nhan vién tai
cac dia diém nghi mat, du lich trong nudéc.

- Pé ra quy tro cap cho nhitng can bo cong nhan vién khi 6m dau.

* Chinh sach thwong cua COng ty:

Trong cac doanh nghiép, tién thuéng 1a mot ngudn thu nhap khéc cua
nguoi lao dong. Muc tiéu cua tién thuong 1 tao dong luc kich thich nguoi lao
dong quan tam hon t6i loi ich chung cua tap thé doanh nghiép, ma yéu cau cao
nhit 1a hoan thanh vuot muc ké hoach san xuét kinh doanh tao ra lgi nhuan toi
da cho doanh nghiép. Vi vay, hang nim Cong ty déu trich 5% loi nhuan lap quy

khen thudng cho cac ca nhan c6 thanh tich tét trong cong viéc.
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Céc hinh thire thuong cua Céng ty:

Hang thang, Cong ty cd ché d6 thuong cho nhan vién chim chi, cin ctr
vao bang cham céng Cong ty thuong cho nhimg ngudi di 1am dung gio, du ngay
trong thang 100.000d/1 nguoi.

Hang nam, COng ty c6 ché do thuong cho can bd, cong nhan vién lao
dong tét, co sang kién hay gitip ting ning suét lao dong, giam chi phi, nang cao
chat luong san pham. Tién thuong nay duoc chia 1am 3 loai véi 3 muc thudng:

- Loai 1 : 2.000.000d/1 nguoi

- Loai 2: 1500.000d/1 nguoi

- Loai 3: 1000.000d/1 nguoi

-Khuyén khich, khen thudng can bo cdng nhan vién tham gia cac cong tac
Pang Cong doan..., thuong cho cong nhan vuot ning suat hay dat thanh tich cao
trong cong tac trung binh tir 300.00d/ng dén 500.000d/ ng.

* Chinh sach ky ludt lao dong:

Ky ludt 1a khi c6 nhing hanh vi gay ton hai hay trai véi nguyén tdac, diéu
l¢ Cong ty, tuy thugc vao mirc dé nguoi lao dong sé bi ky ludt,

MJi can bo cong nhan vién déu phai tuan theo noi quy, quy ché cua
Cong ty dé ra, quy ché nay da duoc thong qua tai hoi nghi can bo cdng nhan
vién cua Cong ty.

Ngoai ra Cong ty Van Tai Buong Sat Ha Noi- chi nhanh toa xe hang con
tuan theo cac hinh thtc ky luat cua Bo luat lao dong tai diéu 125 :

1. Khién trach.

2. Kéo dai thoi han nang luong khong qua 06 thang; cach chiic.

3. Sa thai.

2.2.6 Panh gia, kiém tra, giam sat viéc thuc hién
Panh gia sy thuc hién céng viéc caa nhan vién va can bo trong Cong ty

khéng chi mang y nghia tham dinh luong gia ma con c6 y nghia cong nhan kha
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nang va thanh tich ctia nhan vién trong khoan thoi gian nhit dinh. N6 1a chia khoa
mé ra canh cira thanh cong cua qué trinh quan 1y va st dung nguén nhan hyc.

Panh gia, kiém tra, giam sat 1a mot cong viéc kho song & tai Cong ty Van
Tai Buong Sat Ha Noi- chi nhanh toa xe hang danh gia thuc hién cong viéc cua
nguoi lao dong 1a nhiém vu hang dau nham danh gia hiéu qua céng viéc cua
tirng nguoi gidp ho nhan thic vé mirc do hoan thanh céng viéc ma ho dang lam,
nhat 12 nhiing céng viéc chic vu phic tap, dé tir d6 ngudi lao dong diéu chinh
thai do 1am viéc, sap xép su wu tién va tim kiém co hoi phét trién toan dién hon
nham day manh sir dung lao dong cé hiéu qua ciling nhu xem xét viéc ting
luong, thuang, phat va can nhac dé bat.

Dua vao thang diém va cac tiéu chuan danh gia ma Céng ty di néu ra dé
danh gia su thuc hién cong viéc cua tung lao dong.

MJdi cong nhan vién dugc cap trén truc tiép nhan xét theo trinh tu sau:

- Cong nhan dugc nhan xét boi giam sat vién, quan doc, t6 truong.

- Nhan vién thudc phong nao do phong d6 nhan xet.

- Giam ddc xudng, trudng phong, ban dugc nhan xét boi giam doc Cong ty.

Pong thoi qua danh gia, Cong ty nam rd niang lyc can bd tranh dugc
nhitng sai 1am trong dé bat gay ra, tao su thdng sudt vé& nhan thirc muc tiéu cua
Cong ty dén timg ngudi lao dong dé cd mot moi truong hiéu biét phdi hop chit
ché hon. P chinh 1a van dé khong kém phan quan trong trong nghé thuat quan
ly hiéu qua cua Cong ty.

Hién viéc danh gia dugc str dung dé xem xét sap xép chirc danh tra tién
luong theo hi¢u qua SXKD hang thang cho nguoi lao dong. Chua st dung danh
gia ndy 1am co s& dé phuc vu nhimg cong viéc quan 1y nhan su khac nhu: Khen
thuong, dao tao, phat trién nhén lyc... Viéc danh gia Xép Xép churc danh duoc
thuc hién 2 1an/ nam ( dau nam va cubi nam). Cach thirc thuc hién la: Tai céc
phong ban, bd phan trong Cong ty, diu nam 1ap danh sach xip xép nguoi lao

dong theo cac chirc danh tir Chuyén gia, Nhan vién 1 dén nhan vién 4. Céc chuc
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danh déu duya trén co so cac tiéu chuan dwa ra trong quy ché tra luong dé xét cho
ngudi lao dong trong bo phan minh. Trong tiéu chuan chirc danh c6 xét dén cac
yéu td: mic d6 hoan thanh va mic do khoé cua cong vi¢e duoc giao, kha nang
lao dong, chép hanh ndi quy... Viéc xét & cac bd phan co thé nang, ha hoac gitr
nguyén chitc danh cho ngudi lao dong tiy theo mirc d bién doi ctia nguoi lao
dong . Phong to chirc hanh chinh- lao dong tién lwong sé& tong hop trinh linh dao
xem xét phé duyét. Khi hoi dong lwong phé chuan chirc danh, nguoi lao dong
trong thoi ky d6 s& huong chirc danh nay cho dén dot danh gia sau. Hang thang
t6 truong cac phan xuong s& xem xét xép loai hé sb thanh tich theo muc A,B,C
cho tirng nguoi lao dong, dé 1am co so tinh lvong hang thang. Tuy vay danh gia
con chua rach roi, minh bach, cong bé“mg, con dinh tinh va c6 sy tac dong cua
tinh cam.

Cong ty chua xay dung duoc hé thdng dinh luong tiéu chuan thyc hién
cong viée, ngudi lao dong khong biét két qua thyc hién cong viée ciia minh nhu
thé nao dugc danh gia 1a chua hoan thanh, hoan thanh va hoan thanh tbt nén mot
phan nao d6 di khong dong vién dugce cong nhan vién ¢ gang, nd luc hét minh
dé hoan thanh cong viéc tot hon nén két qua danh gia van con dinh tinh.

2.3 Panh gia thuc trang quan tri nguon nhan luc tai Cong ty van tai PSHN- chi
nhanh toa xe hang
2.3.1. Uu diém

Phan phan tich trén phan nao phéac hoa buc tranh toan canh vé thuc trang
doi ngii lao dong trong Cong ty Van Tai Puong Sat Ha Noi- chi nhanh toa xe hang
hién nay. Trong d6 dang luu ¥ con mét luc lugng khdng nho lao dong truc tiép
c6 trinh do tay nghé chua cao; trinh d6 ngoai ngit va viéc van dung vén kién
thirc ngoai ngit trong cong viéc con nhiéu han ché; nhiing chuyén vién, chuyén
gia c6 trinh d6 cao vé chuyén mon co rat it va thuong khi c6 nhu cau phai moi
chuyén gia cua nudc ngoai hd tro (ton thoi gian, ton chi phi, khong tu chu dong
cdng viéc,...). Tir nhitng phan tich nay, ching ta s& c6 duoc cai nhin tong thé

nham rat ra nhitng han ché va nguyén nhan caa nhing ton tai trong hoat dong
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SXKD cua Cong ty dung trén goc dd nhan sy dé danh gia va tim giai phap hoan
thién quan ly nhan sy & Cong ty

- Hau hét ngudi lao dong trong Cong ty déu dat yéu cau cong viéc, co kién
thizc chuy@n mén, c6 nhiéu kinh nghiém va thoi gian 1am viéc 1au ndm; cha dong
thuc hién nhiém vu duoc phan cong, bao dam chit lwgng va hiéu qua cdng tc.

- Pugc bb tri thuc hién nhiém vu phd hop véi chuyén mon duge dao tao,
phat huy tac dung tét, cé tinh than tuong trg, phéi hop giita cac bo phan, cac don
vi truc thudc lién quan, gop phan thuc hién tét nhiém vu dugc giao.

- Pon vi ludn tao diéu kién cho ngudi lao dong tham gia cac khoa dao tao
nang cao kién thuc cho ban than, nang cao chuy@n mén nghiép vu(bac tay nghé),
cap nhat kién thic méi cua nganh nghé.

- Cong tac tuyén dung ngay cang dugc hoan thién va nang cao nén nguoi
lao d6ng caa CONng ty ngay cang duoc ting cuong ca vé sé luong va chat lugng.

- Cong tac dao tao va nang cao chat luong lao déng duoc chi trong hon.

- Ban lanh dao quan tam téi doi séng tinh than cia nhan vién tao moi
truong 1am viéc 1anh manh, tao duoc su gan b6 caa ngudi lao dong voi Cong ty.
2.3.2. Han ché

Mic du Céng ty da thuc hién tét mot sé cdng tac quan 1y sir dung ngudn
nhan lyc, tao hiéu qua trong SXKD, song trong qua trinh d6 con gap phai nhiing
han ché, nhiing bat cap can phai duoc xem xét.

Tuyén dung

- Cbng tac tuyén dung nhan vién cho Cong ty chua mang tinh hiéu qua
cao phan 16n lao dong tuyén dung c6 trinh do tay nghé thap can duoc dao tao
kém cap thém

Dao tgo va phét trién

- Phong to chtic can bo hoat dong chua dugc chu dong, cong tac dao tao
nhan lyc cia COng ty chua dugc quan tdim dung muc thé hién ¢ viéc 1ap ké

hoach ddo tao va xéac dinh nhu cau dao tao chua chinh xac, sat thuc.
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- Chuong trinh dao tao chua that su hiéu qua, té chic nhung con mang
tinh hinh thire, chi phi cao nhung hiéu qua dem lai khong nhiéu

Sdp xép va s dung

- Viéc sir dung nhan luc caa Cong ty con mot sé van dé bat hop 1y, chua
thuc su “dung nguoi-dung viéc-ding lac-ding chd”. Do d6 giy nén sy lang phi
lao dong cho Cong ty.

- Quy trinh d& bat, b nhiém, sap xép vi tri céng tac cha yéu dya vao hd
so 1y lich, tham nién cdng tac, bang cap ma chua thuc hién viéc phan tich mot
cach khoa hoc vi tri cong viéc va nang luc can b & tueng vi tri.

- Tinh hinh thuc hién n6i quy lao dong, viéc sir dung thoi gian lao dong &
mot s6 lao dong con lang phi boi do tinh chat cong viéc, do chinh ban than cong
nhan d6 chua c6 y thuc tan tinh véi cong viéc, tay nghé kém, van chua c6 bién
phap dan xen cong viéc tan dung thoi gian ranh rdi. Ngoai ra cdng tac tao dong
luc ciia Cong ty chua phat huy duoc hi¢u qua cao.

- Hién nay Céng ty ap dung mo hinh co cau truc tuyén chic ning. Su
phan chia chirc ning cho 1anh dao con gap mot sé han ché nhu giao quyén cho
cac pho giam dbc con chénh léch vé khéi lugng cong viée. Do d6 khong thé
tranh khoi nhitng nhuoc diém nhét dinh.

Danh gia va dai ngo

- Hé théng danh gia va khen thudng chua thuc sy nhat quan. Mot sb
lwong kha 16n nhan vién cho ring cach ho duoc nhin nhan va danh gia con han
ché va it duoc coi trong.

- Céc tiéu chi danh gia con don gian, tham chi nhiéu tiéu chi con mang
tinh binh quéan hoa, hay cac tiéu chi cé trong s6 khdng phi hop, do d6 gia tri cac
danh gia khong cong biang, hon nira viéc danh gia con cha quan cam tinh, chu
yéu 1a phu thudc vao cam quan cta cac nha lanh dao.

- Tuy nhién con nhiing diém han ché nhu so véi cac nganh khéc, mirc luong
thip hon. Bén canh dé, cong tac dao tao & Cong ty tién hanh thuong xuyén nhung chu

yéu 1a co ban ( 1y do di Trung Quéc hoc hoi tén chi phi va gay thiéu nhan lyc khi ct di ).
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-Cac hinh thic ky luat cia Cong ty chua that chat ché, tinh trang di
mudn vé sém van dang dién ra. Mot sb t6 truéng né nang, bao che cho nhan vién
dudi quyén ciia minh. Trong gid nghi trua van dién ra tinh trang cd bac va bia
ruou dan dén mét an toan lao dong, ning suét chit lugng cdng viéc thip. ..

Nhin chung, xét trong bdi canh hoat dong SXKD hién nay, Céng ty chua
phét huy hét nang luc nhan sy cia minh, & mot goc do nao do con gy lang phi,
tham chi tao sy bat mén ddi véi nhitng ngudi c6 tam huyét, 1a mot trong nhiing
mam mong tao nén sy xung dot trong tap thé ngudi lao dong. Chinh vi nhiing
t6n tai trong linh vuc ndy va nhitng ly do khéac nira da 1am cho két qua hoat dong
SXKD cuia Cong ty khong nhu mong mudn hoac 18 ra phai cao hon nira. Con
néu xét trong twong lai, néu khdng kip thoi sira d6i nhitng van dé chwa phu hop
s la tro luc khdng nho can budc phat trién cia Cong ty.

2.3.3. Nguyén nhan ciia han ché

- Mot 13, kha nang cua cac nha quan Iy con nhiéu han ché, trong diéu kién
kinh té thi truong vai canh tranh gay gt nhu hién nay doi hoi cac nha quan Iy
phai cuc ky linh dong, luén luén co6 y thurc tim toi va tng dung tri thic mai. Pay
la mét yéu cau rat kho khin song néu thuc hién duoc thi s& dem lai thanh cong
I&n cho hoat dong caa Cong ty.

- Hai 13, cong tac xac dinh nhu cau tuyén dung cho phi hop véi nhu cau
thuc té va tuwong lai 1a rat phic tap va khé khan, thuc ra it Cong ty co thé thuc
hién diéu nay hiéu qua, song dbi véi mot Cong ty 16n lai nhiéu don vi thanh vién
nhu COng ty thi thuc hién diéu nay 1a rat can thiét.

- Ba 13, hoat dong tuyén dung duoc tién hanh déu din song dbi khi chi 1a
mang tinh hinh thirc ma hiéu qua chua cao. Nguyén nhan chu yéu la do cong tac
danh gia két qua dao tao chua that sy nghiém tuc.

- Trong cong tac danh gia con c6 nhidu bat cap, cac tiéu chi danh gia con
don gian va binh quan héa nhiéu chi tiéu khién cho cong tac danh gia mat di su

cdng bang, mat khac mot sb chi tiéu khéng trong tam lai dugc cho trong sb cao
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(vi du nhu chi tiéu kinh nghiém, khién sy danh gia khong dugc cong bang hay
khong khuyén khich duge dong luc 1am viéc cho nhan vién. Thém mot yéu td
bat cap nira 14 cac trudng phong ban, don vi khi danh gia két qua thuc hién cong
viéc caa nhan vién thudng rat cam tinh, dua vao kinh nghiém chu quan 1a chinh.

- Co ciu can bo chua hop ly, van con tinh trang chd thura, chd thiéu.
Doi ngili can bd k¥ nang, nghiép vu chuyén mon chua that sy chuyén nghiép, kha
ning sang tao, thich &ng véi sy ddi méi chua cao...ddc biét co sy mat can ddi vé
trinh d6 va gidi tinh.Nhin chung d6i ngii lao dong tai Cong ty co trinh do thap,
s6 can bo chua qua dao tao chiém 54% chi yéu tap trung vao ngudi lao dong
truc tiép.

- Doi séng cdng nhan vién cua dai bo phan Cong ty con khé khan, muc
thu nhap ngoai luong con thap so véi mit bang chung trong toan nganh GTVT,

chua tao dong luc thiic day hiéu qua cong viée
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Két luan chwong 2

Phén phan tich trén phan nao phac hoa birc tranh toan canh vé thuc trang
doi ngili lao dong trong CoOng ty van tai DPSHN- chi nhanh toa xe hang hién nay.
Trong d6 dang luu y con moét luc lugng khong nhé lao dong truc tiép co trinh do
tay nghé chua cao; trinh d¢ ngoai ngit va viéc van dung von kién thirc ngoai ngit
trong cong viéc con nhiéu han ché; nhitng chuyén vién, chuyén gia c6 trinh do
cao vé chuyén mén co rat it va thuong khi c6 nhu ciu phai moi chuyén gia cia
nudc ngoai hd trg (tén thoi gian, tén chi phi, khong tu chi ddng cong viéc,...).
Tir nhitng phéan tich nay, chiung ta s& c6 dugc cii nhin tong thé nham rat ra
nhiing han ché va nguyén nhan ciia nhiing ton tai trong hoat dong SXKD ciia
Cong ty dimg trén goc d6 nhan sy dé danh gia va tim giai phap hoan thién quan

1y nhan sy & Cong ty
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CHUONG 3: GIA| PHAP HOAN THIEN QUAN TRI NGUON
NHAN LUC TAlI CONG TY VAN TAIPUONG SAT HA NOI-
CHI NHANH TOA XE HANG

3.1 Pinh hwéng va muc tiéu quan ly nhan lec ciaa Cong ty van tai dwong sat HA
NOQI - Chi nhanh toa xe hang dén nim 2025
3.1.1 Dinh hwéng

Can ctr vao két qua dat duoc trong thoi gian vira qua, cling véi nhimg diéu
kién ma Cong ty dang c6, Cong ty da dua ra phuong hudng thuc hién trong thoi
gian téi nhu sau:

- Cong ty s& tham gia ki két nhitng hop dong c6 gia tri 1on va nhiing hop
dong quen thudc trong khu vuc. Tiép tuc hoan thanh nhitng hop dong con dang
dé dang.

- Cong ty s& sap xép lai can bo, sap xép lai bo may quan ly, mo thém cac
phan xuong cua Cong ty ¢ cac ving l1an can nham gitp Cong ty ngay cang ding
virng trén thi truong.

- Pau tu thém médy moc, thiét bi dé phuc vu cho viéc kinh doanh cua
Ccong ty.

- Xay dung ké hoach dao tao, phét trién ngudn nhan luc trong dai han, tap
trung chu yéu vao dao tao nhan lyc trinh d6 cao. Nang cao ning luc cua doi ngii
can bo lam cong tac dao tao.

- Tinh toan chat ché s nguoi lao dong, s6 cong nhan dé cd thé tinh giam
bo may quan ly, nang cao chat lugng cdng viéc.

3.1.2 Muc tiéu

- C6 duoc nhiing hop dong 16n véi d6i tic mai va ting kha ning chim
s6¢ khéach hang voi nhitng ddi tac cii

- Po6i ngii can bd va sb lao dong phu hop vai tinh hinh san xuat kinh

doanh tranh gay lang phi va cong kénh
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- C6 gang tuy dong hda mot sé mit hang, khdng phai di nhap tai nudc
ngoai gay ton kém chi phi va gap khé khan trong khau bao hanh
- C6 thém cac phan xudng tai cac tinh, dia phuong trén toan qubc dé
tang kha ning tiép can khach hang
3.2 Giai phap hoan thién quan tri nguén nhan luc tai Cong ty van tai Puwong Sit
Ha Ngi- Chi nhanh toa xe hang
3.2.1 Hoan thién chic ning tuyén dung, bd tri ngudn nhan lwc
Hinh thtc tuyén dung ding qua website Trung TAm viéc 1am Ha Noi chua
thay hiéu qua, dic biét 1a tuyén mo luc luong lao dong truc tiép & cac phan
xuong truc thudc, viéc thiéu hut lao dong c6 chat luong cao 1a rd rét. Nén ching,
Cong ty tuyén mo lao dong la cac ban sinh vién tét nghiép ding chuyén nganh
tir cac truong dai hoc, lua chon, dao tao va bdi dudng dé sin sang bo sung vao
luc lugng lao dong thiéu hut d6. Mudn vay, Cong ty can cé chinh sach tuyén
dung véi ké hoach dai han, c6 ngan sach riéng cho tuyén dung-dao tao hang nim
nhu chinh sach hoc bdng, phu cip; c6 méi quan hé hop tac bén chat véi cac
truong dai hoc, véi trung tdm dao tao thudng xuyén lién tuc gap go trao doi voi
sinh vién/hoc vién, dinh huéng nghé nghiép, tuyén chon lao dong cé tai va co
dao duc
- Cong ty khong nhiing lién két chat ché vai mot sé Cong ty tu van va moi
gidi nhan luc cao cap dé tuyén mo nhan luc cap cao ma con tat ca cac vi tri chic
danh trong hé thong, dam bao tuyén chon lao dong c6 chat luong da qua Cong ty
tu van kiém duyét chon loc, bo qua hd so tmg vién khong du theo tiéu chuan
cong viéc va mo ta cong viéc di dé ra tranh mat thoi gian cong suc xem xét ho
so; lién két véi cac trung tdm dao tao nhan luc nganh bao hiém dé co luc luong
lao dong c6 chit lugng sau khi da duoc trung tim danh gia.
Can b tri céng viéc phuc tap hon cho nhan vién:
B4 tri cdng viéc tang dan mirc d6 phuc tap dé nhan vién phan dau, ting ky
nang, k§ xao ctia minh. Nhu vay kha ning nghé nghiép cua nhan vién s& duoc

néng l1én va thong qua d6 muc luong cling dugc nang 1én. Puong nhién khi giao
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mét viéc kho khin hon can c6 ké hoach huan luyén nhan vién dé nhan vién lam
duogc viéc da giao.
3.2.2 Hoan thién chirc ning dao tao, phat trién nhan luc

Xdc dinh rd nhu cdu dao tao

Xéc dinh chinh x4c nhu cau dao tao 1a mot viéc rat khé khian nhung néu
lam duoc thi hé qua dem lai 14 rat 16n. Hién nay Cong ty dd nhan dinh duoc vai
trd caa cong tac nay, xong dé viéc thuc hién tién hanh dat duoc hiéu qua cao va
thuc su hitu ich thi Cong ty can tién hanh theo cac budc sau:

Buwéc 1: Phan tich Doanh nghiép

- Phan tich muc tiéu phat trién cua doanh nghiép tir ngan han cho dén dai
han 1a gi : chiém linh bao nhiéu % thi phan, phat trién doanh sb, gia ting 1oi
nhuan, da dang hda nganh nghé kinh doanh. ..

- Phan tich cau nguén nhan lyc “ca vé chét an lugng” dé co thé thuc hién
thanh cong cac muc tiéu trén; danh gia cung nguon nhan lyuc tir ndi bo cling nhu
thi truong.

- Phan tich mot so chi tiéu dinh lugng danh gia hiéu qua quan tri nguon
nhan lyc nhu : ning suat lao dong, chi phi nhan cong dé xac dinh xem théng qua
dao tao o thé t6i wu hoa duoc c4c chi tidu nay hay khong.

Bwdc 2: Phén tich cong viéc.

- Péi véi cac doanh nghiép da c6 hé thdng céac ban tiéu chuan chic danh
(cdng viéc) thi viéc nay don gian di rat nhiéu. Phan léch pha (kién thic, Ky ning
va thai do) giira tiéu chuan chic danh va chinh 1a nhitng gi can phai dao tao cho
nhan vién. Can tranh 1am I1an & day chinh 13 phan tich dé dinh hudng cho nhan
vién chir khdng phai 1a dinh huéng cong viéc hay don gian 1a xem nhan vién can
phai 1am gi dé thyc hién tot cong viéc.

Bwdc 3. Phan tich nhan vién.

- Van dé phuc tap nam & déy, viéc danh gia dang kha ning c4 nhan, ky
nang nghé nghiép ludn 1a hoat dong gap nhiéu kho khan tir chinh ban than cac

nha quan tri (thiéu cdng cu danh gia, k¥ niang hd trg va tu van cac cho cap quan
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ly trong viéc tim giai quyét van dé,...), cac nhan vién (thai do tich cuc ciing nhu
tiéu cuc), hé théng va moi truong quan tri caa doanh ngiép (chua hoan thién,
thiéu tinh chuyén nghiép...)

- Tuy nhién can phai phan tich nguyén nhan din dén c6 khoang céch giira
thanh tich ky vong va thanh tich thuc té; boi ¢ thé ho “khong biét 1am” nhung
cling c6 thé ho “khéng mudén 1am”. Phan tich rd nguyén nhan tir 6 méi c6 thé
dua ra phuong phap giai quyét phi hop (dao tao hay 1a giai quyét tam 1y)

Cong cu tién hanh phan tich ¢ day 1a: Phiéu diéu tra ca nhan, Phiéu diéu
tra nhom, Phiéu diéu tra theo cap quan Iy...

Ngoai ra, nhu cau dao tqo con xuat phat tir viéc : thao luan voi cac cap
quan ly, cac nhan vién; quan sat cua nha quan tri; két qua thong ké va phan tich
cac dir kién thong tin nhan lyc. Bé gop phan thanh cong trong viéc cling cac cap
quan tri xac dinh cac nhu cau dao tao cho nhan vién, cac nha quan Iy phai cé
phuong phap dé hd tro, tu van cho ho cach dat van d¢, tim ra nguyén nhan, dé
xuat cac bien phap giai quyét kha di va tién hanh thuc hién nhu thé nao..

Ap dung phwong phdp dao tao theo khe hé nang luc cho ting vi tri cong viéc

Thong thuong nhu cau dao tao ¢ Cong ty rat 16n, va gom nhiéu linh vuc
khac nhau. Do d6 khong thé sip xép cong viéc va kinh phi dé dao tao ngay mot
lGc, ma phai xép thi ty uu tién cho tirng thoi Ky cua ting cap quan Iy khac nhau
cling nhu turng vi tri cdng viéc khac nhau.

Nguyén tac xép thu ty wu tién trong dao tao 13 linh virc ndo yéu nhat va c6
tam quan trong dic biét nhat thi nén to chac dao tao trudc, nguyén tic dé goi 1a
Phuong phap dao tao theo khe ho nang luc.

Phuong phap ddo tao theo khe hé ning luc duoc tién hanh nhu sau:

- Budc 1: Xac dinh gia tri cét 16i cua Cong ty, co nghia xac dinh nhiing
muc tiéu can dat duoc cua ting cap quan ly cia Cong ty.

- Buéc 2: Xac dinh nhimg nang luc chinh yéu can c6 cua tirng cap quan ly

hozc mdi vi tri cong viéc.
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- Budc 3: Xac dinh mie do quan trong cua ting loai nang luc caa mdi cap
quan Iy hoic cua mdi vi tri cong viéc.

- Budc 4: Xac dinh mirc 6 thanh thao yéu ciu cua ning lyc.

+ Mtrc @6 thanh thao la kha ning lam duoc cong viéc ciia mdi ngudi trong
ting vi tri. D6i véi mdi nang lyc, ty theo ting vi tri ma mac do thanh thao khéc
nhau. Mic d6 thanh thao yéu cau Ia tiéu chuan dat ra khi hoan thanh céng viéc
ma nhan vién tai vi tri nay dugc Cong ty yéu cau phai dat dén.

+ CAc y&u cau giira cdc mirc diém phai khac nhau rd rét.

- Budc 5: Xac dinh mie d thanh thao thuc t& (Nang luc thuc té).

Mtc do thanh thao thuc té 1a kha ning thuc té cua timg nhan vién dat
duoc khi hoan thanh cong viéc.

- Budc 6: Tim ra khe hé cua ning luc, ning luc thuc té ndo ma cap quan
ly yéu nhat thi tap trung dao tao dung khau yéu nhat do.

- Budc 7: To chire dao tao ding khau yéu nhat do.

Nhu vay viéc to chirc dao tao méi ding trong tam cho ting cap quan ly
cling nhu tirng Vi tri cong viéc cua ting thoi ky.

Sau khi xac dinh khe hé ning luc thi chi can tién hanh dao tao bo sung
dung nhing ning lyc yéu nhat d6. Tham dy mot khoa hoc chi ¢6 thé linh hoi
kién thic va Kk ning ma thoi, mudn tré thanh ning luc thi phai xem xét kién
thic va ki ning nay duoc van dung vao thuc té nhu thé nao, do dé can cd thoi
gian thyc hanh dé bién kién thuc va ki ning thanh nang luc.

Can té chire ddnh gid sau dao tao

Dé qué trinh to chirc dao tao dat dugc hiéu qua va dung hudng dé ra thi
viéc danh gia cac khoa hoc, cac hoat dong dao tao hoac toan bd chuong trinh
dao tao la can thiét. Nho cac hoat dong nay ta co thé kip thoi diéu chinh, nang
cao chat luong, hiéu qua dao tao thong qua cac phuong phap cu thé:

- Phuong phap trac nghiém.

- Phuong phap danh gia rat kinh nghiém.
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- Phuong phap danh gia bang gia tri.

- Hoc vién tu danh gia:

- Noi dao tao bén ngoai c6 tong két danh gia ting khda hoc va chung cho
ca chuong trinh dao tao bdi dudng gui Bo phan dao tao cua Cong ty. B phan
dao tao cua COng ty hoan chinh béo céo tong thé vé chuong trinh phat trién nhan
su dé bao cao 1én lanh dao Cong ty.

Thuec hién quy trinh dao tao lai, béi dwong

Cong tac dao tao, huan luyén cé vai tro rat Ion dbi véi hoat dong quan ly
nhan sy. Bé nang cao chat lugng va mic do chuyén nghiép trong dao tao, huan
luyén, Cong ty can thiét phai:

- Thyc hién dao tao, huan luyén theo quy hoach:

+ Chu dong thuc hién quy hoach dao tao nhan vién, xac dinh thoi gian,
noi dung, hinh thire ddo tao thich hop. Hoat dong dong tau c¢6 dic diém phan 16n
lao dong tryuc tiép co thoi gian lam viéc theo hop dong dit hang nén chuong
trinh dao tao phai dam bao khdng tré ngai dbi véi hoat dong SXKD.

+ Quy dinh thém quyén va trach nhiém cua Bo phan dao tao Cong ty dé
gop phan nang cao chat lugng cac chuong trinh dio tao.

+ V6i cac chuong trinh dao tao ngan han c6 su tham gia caa cac trung tam
dao tao, can phdi hop va thdng nhat ndi dung cling nhu hinh thtrc dao tao.

+ V& lau dai, Cong ty nén phat trién cac hinh thirc, ndi dung dao tao theo
dinh huéng phat trién cua doanh nghiép, dao tao da k¥ ning va dao tao cach
thac phdi hop 1am viéc theo nhom dé c6 thé bé tri kiém nhiém céng viéc, tinh
gian bién ché va té chiic Cong ty theo hudéng SXKD da nganh. Diéu nay via
giup nhan vién thuc hién dugc cong viéc da dang, tang thém thu nhap, vira gilup
doanh nghiép tiét kiém dugc chi phi va tang nang suét lao dong. Nhat Ban da rat
thanh cong trong viéc thuc hién cac khoa dao tao hudng nghiép, lam quen véi

cong viéc, gigi thiéu vé quan diém, phong cach, cac gia tri va nhimg diém quan
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trong khac cua doanh nghiép déi véi nguodi méi duoc tuyén. Cac doanh nghiép
cua Nhat gan nhu tré thanh mot trung tam dao tao riéng.

- Hudng dén c6 thé &p dung quy trinh dao tao theo tiéu chuan chat luong
1SO 9001, cu thé:

+ Xac dinh cac yéu té kién thic, ki nang cua nhan vién anh huong dén
chét lwong san pham hang hoa, dich vu.

+ Xac dinh mirc do thanh thao theo yéu cau tiéu chuan dbi véi ting cong viéc.

+ Po ludng, danh gia kién thuc, k§ nang thuc té cua nhan vién.

+ So sanh kién thuc, ky nang thuc té cia nhan vién véi yéu cau tiéu chuan
cua cong Vviéc.

+ Xac dinh nhu cau dao tao ddi véi nhan vién méi va nhan vién dang
lam viéc.

+ Xac dinh ndi dung va hinh thirc dao tao.

+ Xac dinh cach thire theo doi chuong trinh, ghi nhan két qua dao tao.

+ DPénh giad hiéu qua dao tao.

+ Tong két, rat kinh nghiém.

3.2.3 Hoan thién chire ning duy tri ngudn nhan luc

Nham danh gia két qua thuc hién cong viéc caa nhan vién tai Cong ty
duoc chinh xé4c va céng bang, dat dugc nhitng muc dich thiét thuc tir viéc danh
gia nay, mot s6 giai phap cd thé néu ra nhu sau:

- Lanh dao Cong ty can xac dinh rd cac linh vuc, ki ning, két qua nao
can danh gia ddi véi ting nhan vién cu thé. Chang han d6i vai nhan vién hanh
chinh s& khéc véi cong nhan k§ thuat va ciing s& khac voi nhan vién ké toan,...
Khong x&y dung cach danh gia chung chung cho moi nhan vién. Riéng viéc
danh gia cac truong phong ban, don vi ciing can dugc xay dung cach thiuc danh
gia két qua thuc hién cong viéc ctaa ho mot cach cu thé, khong dé ho ty danh

gia nhu hién nay.
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- Phai thao luan vé&i nhan vién vé két qua danh gia, vach ra dugc phuong
huéng, cach thuc cai tién thuc hién cong viéc sao cho tét hon, néu can s& co su
hd tro tir phia nguoi 1anh dao. Kich thich nhan vién ty nd luc phan dau.

Mot diéu can luu ¥ rang cach thuc danh gia két qua thuc hién cong viéc
ctia nhan vién tai Cong ty trudc khi stra d6i p dung can lay y kién rong rai trong
Cong ty. Khi tinh hinh Céng ty thay d6i thi cach thire danh gid cling can thay doi
theo cho phu hop.

Dai ngo:

Ché @6 luong nhu trén chua tinh téi cac truong hop anh huong bai yéu to
khach quan hay dot bién. Vi du nhu khi ky két dugc mot hop dong Ion do nd luc
mét ca nhan hay mot nhdm nhan vién, khi thi treong phat trién tét 1am cho Cong
ty cO doanh thu tang dot ngot, hoac khi mot nhén vién nao dé dat dugc mot
chirng chi chuyén moén v cung quan trong lam tang mac do chuyén nghiép cua
Cong ty trong quan hé véi dbi tac.

Tat ca cac trudng hop dot bién néu trén can phai dugc du tru trude va dua
vao quy ché khen thuang. Dé khi co truong hop xay ra phai nhanh chong thuc
hién, dong vién kip thoi tinh than cho nhan vién. Sy dong vién khen thudng
khong chi 1a van dé tién bac, ma con can cé céc hinh thic tinh than nhu té chuc
hop mat, tiéc chic mung, cac théng bao trén bang tin noi bo, dai phat thanh noi
bo, tap san ...

Vé hinh thtic thuong dinh ky, Cong ty nén c6 hinh thic thuong doanh sé
theo hang quy cho nhan vién. Piéu nay vira lam ting thu nhap cho nhan vién
vira gilip nhan vién c6 cam nhan truc tiép vé mac doanh thu cia Céng ty dé co
huéng cb gang lam viéc.

. Ché ds phuc loi

Ché do phuc loi cia Cong ty van 1a mot diém manh trong cong tac nhan
su tir truéc dén nay. Do tinh chat cong viéc cua nganh nghé vat va va nhiéu rai

ro khong luong trude duoc nén an toan- chat luong 1a van dé rat dugc cha y.
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Cac chuong trinh tham gia bao hiém y té bao hiém x4 hoi luén dugc thuc hién
theo ddng cha truong cia Nha nuéc. Tuy nhién, dé doi sdng cua can bd cong
nhan vién dugc nang cao hon nira, va nguoi lao dong yén tam vaéi cong Vviéc,
Cong ty nén lién két véi mot to chie bao hiém, tién hanh mua bao hiém cho
nhan sy, tly theo mac do rai ro cua cong viéc ma ap dung mac gia bao hiém
khac nhau, day s& 1a mot chinh sach 1am thu hat duoc ngudn nhan luc tham gia
tuyén dung vao Cong ty, dong thoi 1am cho cac can bo dang 1am viéc tai Cong
ty yén tdm cong tac va hoan toan trung thanh vai Cong ty.

3.2.4 Céc bién phap hd tre hoan thién quan tri nguon nhan lwc

- Dé t6 chuc va thuc hién duoc cac giai phap nham hoan thién cong tac
quan tri nguon nhan lyc tai Cong ty Van tai duong Sat Ha Noi- Chi nhanh toa xe
hang, Can dam bao cac diéu kién phuc vu cho cong tic dao tao va phat trién
ngudn nhan lec caa Cong ty.

- Pam bao nguon tai chinh cho hoat dong tuyén dung va chi phi cho méi
lan tuyén dung, thuong xuyén cai thién quy trinh tuyén dung, ting ngan sach cho
cdng tac tuyén dung.

- Cong tac dao tao va phat trién chinh 13 ¢é phuc vu muc tiéu chién luoc
lau dai ctia Cong ty. Do d6 Cong ty phai 14 noi tao diéu kién dé cong tac dao tao
va phat trién nguon nhan luc dugc thyc hién mét cach cé hiéu qua. Do 1a tao
diéu kién cho cong tac dao tao va phat trién thong qua viéc bd tri bo may thuc
hién cong tac dao tao va phét trién sao cho du vé sé luong va chit luong. Con
nguoi 12 yéu td nong cot dé mang lai hiéu qua trong cong viée, va dam bao co s
vat chat nhu dia diém dao tao thuan loi dé cho nguoi lao dong tham gia day du.

- Sy quan tam cia ngudi lanh dao ding dau Cong ty. Ludn dam bao
nguoi lao dong co duge diéu kién 1am viéc thuan loi. Nhimg ngudi 1anh dao can
c6 nhitng loi cam két dam bao ddi voi nguoi lao dong dé thuc day ngudi lao
dong lam viéc hiang say, dat két qua san xuat tét nhat.

- Pam bao cong viéc cua ngudi lao dong ludn 6n dinh, déu viéc.

Nguyén Nam Tién 70



Ludn van thac si Chuyén nganh Quadn tri kinh doanh
Truwong Dai hoc Cong nghé GTVT

3.3 Mot s6 kién nghi
3.3.1 Péi véi co quan cip trén Cong ty van tai Pwong Sat Ha Ni

Thuc té hién nay dang dit ra nhitng thach thtc Ion cho Cong ty Van tai
duong sat Ha Noi - chi nhanh toa xe hang vé canh tranh, hoi nhap, doi hoi Cong
ty phai tich cyc hon nira trong qua trinh co cau, sip xép lao dong, cai tién bo
may to chuc cua don vi. Vi vay Cong ty TNHH MTV Van tai duong sat Ha Noi
véi tu cach 1a don vi chi quan caa Cong ty Van tai Buong Sat Ha Nbi chi nhanh
toa xe hang cd nhitng bién phap cu thé va co ché nham chi dao nham tao khung
co sé cho céc cong tac hoach dinh nhan lyc, tuyén dung, khen thuong, ché do
d3i ngd, va cong tac dao tao caa CONg ty van tai duong st Ha Noi chi nhanh toa
xe hang. Qua do Cong ty s€ thuan loi trong viéc lam cac chinh sach duy tri
nguén nhan luc co6 trinh d§ cao, doi ngli can bd chat lugng, thu hat va dao tao
nhiig lao dong c6 nang luc.

3.3.2 Péi véi cac co quan ban nganh khac

- Tu than cac DN c6 co ché phdi hop chit ché theo m6 hinh “ba nha”:
Nha truong — doanh nghiép — nguoi lao dong. Duya trén nhu cau va chién lugc
phat trién cia doanh nghiép, nha trudng tién hanh dao tao theo “don dit hang”
khi tuyén chon, dao tao phl hop voi niang luc, nhu cau. Bién phap nay khong
dugc di sau cac bién phap trén ma tién hanh ngay dé dam bao nhu cau canh
tranh vé& ngudn nhan luc ciing nhu tao gia tri DN thong qué d6 nhan rong mo
hinh cho cac DN khéc.

- Can d6i méi phuong phap gido duc va muc tiéu gido duc dau tién dic
biét & bac hoc sau Trung hoc pho thong (BPH, CB, THCN). Thay vi dao tao theo
chi tiéu, sd luong mot cach chung chung, nganh gido duc can thuc hién mot
chién lugc dao tao bt kip xu thé vira thuc tién vira du bao dé dap ung duoc chat

lwong nguon nhan luc.
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Két luan chwong 3

Tir viéc phan tich thuc trang c6ng tac quan tri nguon nhan luc tai Cong ty
van tai duong sit Ha Noi- chi nhanh toa xe hang, danh gia nhitng mit tich cuc
cling nhu nhitng yéu kém con ton tai trong Cong ty, dong thoi két hop véi
nhitng 1y luan vé cdng tac quan tri ngudn nhan luc, & chuong 3 tac gia di trinh
bay nhitng giai phap nhiam hoan thién céng tac quan tri ngudn nhan luc cho
Cong ty van tai duong sat Ha Noi- chi nhanh toa xe hang, cu thé dwa ra cac giai
phap hoan thién nguon nhan luc: chitc niang thu hat ngudn nhan lyc, cac giai
phap hd tro dé hoan thién quan tri ngudn nhan lyc.

Tat ca céac giai phap ma tac gia dua ra véi muc dich cudi ciing nham hoan
thién cong tac quan tri nguon tai Cong ty van tai duong sat Ha Noi- chi nhanh
toa xe hang ngay cang hiéu qua hon, dap tmg dugc muyc tiéu phat trién bén viing
cua Cong ty trong tinh hinh hién nay va tuong lai.

- Nang cao hiéu qua chinh sach tuyén dung, thu hat ngudn nhan luc c6 chat
luwong cao.

- Sip xép, bd tri nhan luc phu hop tao diéu kién cho lao dong phat trién ning
luc chuyén mon.

- Rén luyén pham chét chinh tri, dao dtrc nghé nghiép va ning cao strc khoe thé
Iuc cho ngudn nhan luc trong Cong ty.

- Nang cao hiéu qua cong tac dio tao chat luong ngudn nhan lyc.

- Nang cao hon nira ché do dai ngo, két hop hai hoa céc lgi ich cia nguoi lao dong.
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KET LUAN

Quan tri nhan luc hién dang 13 vin dé& dang quan tAm cua tung doanh
nghiép ndi chung va cua Cong ty van tai Puong Sit Ha Noi. Mubn nang cao
ning suat lao dong nhat thiét phai nang cao chat lwong quan Iy nhan luc cua
doanh nghiép. Quan tri nhan luc 1a qua trinh xac dinh muc tiéu quan ly, hoach
dinh chién lugc phét trién ngudn nhan lyuc, xac dinh ndi dung va phuong phap,
hinh thtc bdi dudng, Kiém tra danh gia doi ngil.

Qua két qua khao sat cho thay quan ly nhan luc Cong ty van tai Duong
Sat Ha Noi da thyc hién wu diém ¢ ndi dung nhu tiéu chi tuyén dung, tiéu chi
khen thuong, ky luat & rang... Tuy nhién, bén canh d6 van con nhiing han ché:
Vvé cong tac dao tao ngudn chua dap wng nhu cau, quy hoach ngudn nhan lyc, co
ché, kiém tra danh gia chua thay hét duoc vu nhuge diém cua d6i ngil, chinh
sach dai ngo chua thoa dang khong kich thich tinh than l1am viéc, nhan rong dién
hinh tién tién, xuat sic chua kip thoi ciing nhu sy gan b6 cia doi ngii can bo,
nguoi lao dong vai Cong ty

Pé tiép tuc phat huy nhitng mat manh, khic phuc nhiing ton tai da néu
trong luan van, can thiét phai c6 nhitng giai phép cu thé, hoan thién hon dé gop
phan nang cao hiéu qua cong tac quan tri nhan lyc Cong ty. Tir thuc tién d6 lun
van da dé xuit 05 giai phap nham nang cao hiéu qua cong tac quan tri nhan lyc.
Cac giai phap dua ra rat can thiét va kha thi trong dién kién cu thé cua dia
phuong. Hé thdng cac giai phap nay tac dong qua lai, hd trg, bd sung cho nhau
trong cong tac quan Iy, mdi giai phap c6 thé xem nhu mot mat xich quan trong
trong chudi lién hoan cac khau cua cong tac nang cao hiéu qua quan ly nguon
nhan lyc. Nhung dé c4c giai phap d6 duoc thuc thi va ¢ hiéu qua, can cd sy chi
dao cua cap trén, sy phdi hop dong bo cua cac cap, cac nganh va su nd luc cua
ban than d6i ngii lanh dao, cac phong ban ciing nhu toan thé can bd cdng nhan

vién Cong ty van tai Duong Sat Ha Noi
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