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LOI CAM POAN

T6i la : Nguyén Thu Hwong, hoc vién 16p K9G chuyén nganh Quan ly
Kinh té, truong Pai hoc Kinh té va QTKD, bai hoc Thai Nguyén.

Tbi xin cam doan rang: SO liéu va két qua nghién ctru trong ludn vin
nay la hoan toan trung thuc va chua dugc st dung dé bao vé mot hoc vi nao
tai Viét Nam.

T6i1 xin cam doan rﬁng: Moi su gitip do cho viéc thuc hién luan van nay
da dugc cam on va moi thong tin trong luan van da dugc chi o ngué)n géc.

Théai Nguyén, thang 7 nam 2014

Tac gia luin van

Nguyén Thu Huong
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LOI CAM ON

Sau mot thdi gian hoc tip va nghién ctu, dén nay tdi dd hoan thanh
luan van thac s§ Quan 1y kinh té véi dé tai “Hoan thién quén 1y ngudn nhén
lire tai Cong ty c6 phan cong nghiép tau thily Pong Bic”. Toi xin tran trong
guri 101 biét on sau sic toi cac thay co gido cua truong PH kinh té va QTKD,
nhirng ngudi da tan tinh day bao giup do va dinh hudng cho t6i trong qua
trinh hoc tdp va nghién ctu. TOi xin bay t6 long biét on sdu sic t6i dén co
gi40 PGS.TS Nguyén Thanh Pirc, ngudi da dinh hudng, tin tinh chi bao
va diu dat t6i trong qué trinh nghién ctru dé tai.

T6i xin tran trong cam on ban 1anh dao Cong ty, cac phong lién quan va
d6ng nghiép trong Coéng ty cd phan céng nghiép tau thuy Pong Béc da cung
cap nhimg sb liéu can thiét gitp d& toi trong thoi gian nghién ciru va hoan
thién d@ tai.

Thai Nguyén, thang 7 nam 2014

Tac gia luin van

Nguyén Thu Huong
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MO PAU

1. Tinh cap thiét ciia dé tai nghién ciru

Tu trude dén nay, con nguoi dugc coi la mot "tai nguyén dac biét, mot
ngudn luc quan trong cua su phat trién kinh t&”. Dic biét trong thoi dai ngay
nay, thoi dai cta nén kinh té tri thirc, thi vai trd ctia con ngudi cang chiém vi
tri trung tim trong sy phat trién kinh té-xa hoi. Cham lo day di dén con nguoi
la yéu td bao dam chic chan cho su phén vinh, thinh vuong cia moi quéc gia.
Pau tu cho con ngudi 1a dau tu co tinh chién luge, 13 dau tu hibu qua nhat
trong su phat trién kinh té - xa hoi.

Véi bat ky mot t6 chirc nao thi ngudn nhén lyc duoc coi 12 von quy nhét,
13 nhéan t6 quyét dinh cho moi hoat dong cta to chirc. Tuy nhién véi vai tro
quan trong ctia minh thi ngudn nhan luc trong céc t6 chirc ciing phai ngay
cang dugc hoan thién dé c6 thé dap tng duoc nhitng nhu cau dit ra. Vi mdi
mot doanh nghiép dé c6 thé ton tai va phat trién trong moi trudng canh tranh
gay git thi bén canh viéc 4p dung nhiing tién bo cua khoa hoc cong nghé thi
viéc can 1am nhét 1a phai tim moi cach trang bi cho minh déi ngii lao dong 16n
manh céa vé sb luong va chét lugng. Pé 1am duoc diéu nay thi doanh nghiép
can phai chu ¥ hoan thién cong tac quan 1y ngudn nhan lyc ctia minh.

Véi myc tiéu phan ddu dén nim 2020 tré thanh mét nudc cong nghiép
theo hudng hién dai, Viét Nam dang dat ra yéu cAu rat cao vé nguén nhan luec.
Nang cao chat lugng ngudn nhén lyc 12 diéu kién co ban dé phat trién kinh té,
xa hoi, 1a dong luc dé thuc hién théng loi su nghiép cong nghi¢p hda - hién
dai hoa dat nudc, nang cao doi séng nguoi dan, rit ngan khoang cach kinh té
giita nudc ta véi cac nudc trong khu vuc va trén thé gioi.

Cong ty c6 phan cong nghiép tau thuy Pong Bic (Dongbacshin) duoc
thanh 1dp ngay 11/03/ 2008 va chinh thuc di vao hoat dong tr ngay

01/04/2008 trong bdi canh nén kinh té dang budc vao giai doan dau cia cudc
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khung hoang toan ciu v6i nhitng dau hiéu hét stc rd rét. Trong thoi gian
2008-2013, do anh hudéng cua khung hoang tai chinh toan cau 2008, va do
nhitng kho khan dic biét cia nén kinh té Viét Nam nhét 1a trong hai nim
2011, 2012, tuong tu nhu cac cong ty khac tai Viét nam, Cong ty cd ph?m
cong nghiép tau thuy Pong Bic da gip phai rat nhiéu kho khan trong viéc duy
tri san xuat va tim dau ra cho san phidm. Tuy nhién, véi su nd luc va quyét
tam cao ctia ban lanh dao va can bo cong nhan vién, cong ty van duy tri dugc
nhip d san xuat va phat trién thong qua mot sé don hang hiém hoi c6 dugc tir
phia khach hang.

Bén canh nhitng két qua ban dau dat dugc, Cong ty ciing dd gip phai
khong it nhitng khé khan va ton tai trong viéc quan 1y va sir dung ngudn nhan
luc nhu: do vi tri dia ly, tru s& chinh ciia Cong ty dugc dat & vi tri kha xa
trung tAm va cling khong nam trong khu vuc quy hoach danh cho cac cong ty
dong tau, didu ndy da anh huong 16n va gy kho khan cho cong tac thu hit
ngudn nhan luc. Ngoai ra, dic thu cta nganh dong tau 1a cong viée ctia nguoi
lao dong rat vat va va nang nhoc (lam vi€c ngoai troi, trén cao, mang vac vat
nang, 1am viéc dudi ham tau, hAm may, thuong xuyén tiép xic véi nhitng chét
doc hai...), do d6 tinh hap dan nghé nghiép d6i voi nguoi lao dong khong
cao. Bén canh do6, viéc tra luong cho cong nhan truc tiép san xuét, du da kha
cao so véi mit bang chung ctia nganh cong nghiép tau thiy tuy nhién van thap
hon mot sé cong ty khac hoat dong trong cac nganh cong nghiép ning co diéu
kién lao dong twong tw. Mot van dé nira 1a xu hudng thay doi nghé nghiép cua
nguoi lao dong. S6 luong lao dong yéu nghé hién nay khéng thuc sy nhiéu va
da sb co xu hudng thuyén chuyén sang cac nghé nhan ha hon nhung c6 thu
nhdp tuong déng, tham chi thép hon mét chat. Véan dé phuc loi xa hoi, ché o
dai ngd dbi voi nguoi lao dong ciing 1a mot van dé doi véi mot cong ty moi
phat trién trong diéu kién con kho khan nhur hién nay. ..

Vi vay, cau héi duge dat ra ¢ day la: lam thé nao va bang nhirng giai
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phéap gi dé c6 thé khic phuc nhitng yéu kém trong cong tac quan 1y ngudn
nhan lyc cua Cong ty trong thoi gian tGi?

Xuét phat tir thuc té trén, em d3 chon dé tai: “Hoan thi¢n quéin Iy
nguon nhan lwe tai Cong ty cé phan cong nghiép tau thity Péng Béic” 1am
chu dé nghién ctru cho luan van thac si cia minh.

2. Muc tiéu nghién ciru ctia lugn van
2.1. Muc tiéu chung

Trén co s& phén tich thuc trang quan 1y ngudn nhan luc tai Cong ty co
phan cong nghiép tau thay Pong Bic tir nam 2008 dén 2013 tir d6 dé xuat
mot s6 giai phap co ban nhim hoan thién cong tic quan ly ngudn nhan luc
cua cong ty trong giai doan 2014-2020.

2.2. Muc tiéu cu thé

+ Hé thong héa co sé 1y luén lién quan dén van dé quan 1y ngudn nhén Iyc.

+ Panh gia thyc trang quan 1y ngudn nhan lyc ctia Cong ty c¢b phan
cong nghiép tau thity Pong Béc: danh gia nhiing két qua dat duoc va nguyén
nhan; nhiing yéu kém, tn tai va nguyén nhan.

+ Pé xuat mot sd dinh hudng va giai phap nham hoan thién quan 1y
ngudn nhan luc & Cong ty cb phan coéng nghiép tau thay Péng Bic trong giai
doan 2014-2020.

3. P6i twong va pham vi nghién ciru ciia luin vin
3.1. Péi twong nghién ciru

Dé tai nghién ciru viéc quan 1y ngudn nhan lyc tai Cong ty c¢d phan
cong nghiép tau thuy Pong Bic.
3.2. Pham vi nghién ciru

- Gi6i han thoi gian nghién ctru: Pé tai nghién ctru cong tac quan ly
ngudn nhan luc tai Cong ty cd phan cong nghiép tau thuy Pong Bic tir nim

2008 dén nam 2013.
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- Gi6i han khong gian nghién ctru: Dé tai nghién ctru cong tac quan ly
ngudn nhan lyc tai Cong ty c¢d phan cong nghiép tau thity Pong Bic, tinh
Quéang Ninh.

4. Nhirng dong gop mdi cia luan van

- Pé tai dua ra tim quan trong, ¥ nghia chién lugc, dé xuat va tham
muu mot sé giai phap nham hoan thién cong tac quan 1y va s dung ngudn
nhan luc tai Cong ty c6 phan cong nghiép tau thuy Pong Bic dén nam 2020.

- TAm quan trong ctia ngudn nhan lyc trong giai doan hién nay d6i voi
doanh nghiép néi chung va Cong ty cd phan cong nghiép tau thuy Pong Béc
noi riéng.

- Xay dung céc chi tiéu danh gia cong tac quan Iy ngudn nhan luec.

5. Noi dung va Bo cuc ciia ludn viin

Ngoai phan mé dau, két luan, danh muc tai liéu tham khao, luan van
duoc két cau theo 4 chuong:

Chuong 1: Co s& Iy luan va thyc tién cta cong tic quan Iy ngudn nhén luc.

Chuong 2: Phuong phap nghién ctru

Chuong 3: Thuc trang cong tac quan Iy ngudn nhan lyuc tai Cong ty co
phan cong nghiép tau thuy Dong Bic giai doan 2008 - 2013,

Chuong 4: Mot sd giai phap nham hoan thién quan 1y ngudn nhan lyc

tai Cong ty cd phan coéng nghiép tau thuy Pong Bic giai doan 2014 - 2020.

S6 héa boi Trung tam Hoc liéu http://www.Irc-tnu.edu.vn/




Chuong 1
CO SO LY LUAN VA THUC TIEN CUA CONG TAC QUAN LY
NGUON NHAN LUC

1.1. Co s6 ly luan
1.1.1. Co s6 Iy ludn vé qudn Iy nguén nhén licc trong doanh nghiép
1.1.1.1. Nguén nhan lyc

* Khai niém ngudn nhan luc (NNL)

Thuat ngit ngudn nhan luc (hurman resourses) xuat hién vao thap nién
80 cua thé ky XX khi ma c6 su thay ddi can ban vé phuong thic quan ly, sir
dung con ngudi trong kinh té lao dong. Noi ham ngudn nhan luc khong chi
bao ham nhitng nguoi trong d6 tudi lao dong c6 kha ning lao dong, ciing
khdng chi bao ham vé& mit cht lwong ma con chira dung ham ¥ rong hon.

Trude day, nghién ctru vé ngudn luc con ngudi thuong nhin manh dén
chat luong va vai trd cia n6 trong phat trién kinh té xa hoi. Trong 1y thuyét vé
tang trudng kinh té, con nguoi dugce coi 1a mot phuong ti€n hiru hiéu cho vige
dam bao toc do ting trudong kinh té bén viing tham chi con ngudi dugce coi 1a
nguén von dic biét cho su phat trién - von nhan luc.Vé phuong dién nay Lién
Hop Quéc cho rang ngudn luc con ngudi 14 tit ca nhimg kién thirc k¥ ning va
nang lyc con ngudi ¢6 quan hé tdi sy phat trién kinh té xa hoi cua dat nudc.
Ngay nay, ngudn nhan luc con bao ham khia canh vé sd lugng, khong chi
nhirg nguoi trong do tudi ma ca nhitng ngudi ngoai do tudi lao dong.

Céac nude thude khdi “SEV” (cii) quan niém ngudn nhan luc 1a ngudn
luc con nguoi, ké ca dudi dang tiém nang, du trtr chua khai thac thuoc do tudi
lao dong (nam tir 18-60, nit tir 18-55) duoc tinh cho mot qudc gia, ving lanh
tho, nganh... Tuy nhién chuyén sang nén kinh té thi trudng, cac nudc khoi
“SEV” (cil) da thay ddi quan niém vé ngudn nhan luc phi hop v6i xu thé hoa

nhap kinh té thé gidi, v4i thong 1¢, chuan muc cia phap luat qudc té.
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Theo quan niém cua cac nude cd nén kinh té thi trudng phat trién thi
nguodn lyc 14 ngudn luc vé con ngudi va duge nghién cu dudi nhiéu khia
canh, trude hét véi tu cach 1a nguén cung cép stc lao dong cho xa hoi, bao
gom toan bd dan cu co thé phat trién binh thuong khong bi khiém khuyét
hogc di tat bam sinh.

O nude ta khai niém nguén nhan lyc (NNL) dugc stir dung rong rai tu
khi bat dau cong cudc d6i méi. Piéu ndy dugc thé hién rd trong cac cong trinh
nghién ctru vé ngudn nhan luc. Theo gido su vién sy Pham Minh Hac, ngudn
luc con nguodi duoc thé hién thong qua ) luong dan cu, chét lwgng con nguoi
(bao gém thé lue, tri lyc va nang luc phém chét). Nhu vay, nguén nhan luc
khong chi bao ham chat lugng ngudn nhéan lyc hién tai ma con bao ham ca
nguoén cung cip nhan lyc trong tuong lai.

Theo PGS.TS Tran Xuan Ciu cho rang: xét trén binh dién qudc gia hay
dia phuong NNL dugc xéac dinh 13 “Nguon nhdn lyc la nguon lyc con nguwoi,
c6 quan hé chdt ché véi déan so, la bo phdn quan trong trong ddn sé, déng vai
1ro tao ra cua cdi vat chdt va tinh than cho xa héi”. Theo cach hiéu nay, NNL
1a ngudn lao dong san sang tham gia lao dong trong pham vi qudc gia, ving
hay dia phuong, day la by phan dan ) trong do tudi nhat dinh theo qui dinh
cua phap luat c6 kha nang tham gia lao dong.

Tién si Nguyén Hiru Diing, nguyén Vién truong Vién khoa hoc Lao
dong va cac van dé xa hoi da xem xét NNL duéi hai gbc do: nang luc xa hdi
va tinh ning dong xa hoi. “Nguon nhdn luc la tong thé nhitng tiém ndng ciia
con ngudi (truéc hét va co ban nhat la tiém nang lao dong) ciia mét quoc gia
(mét ving ldnh thé) cé trong mét thoi ky nhdt dinh (cé thé tinh cho 1 nam, 5
nam, 10 nam phit hop véi chién lwge va ké hoach phdt trién). Tiém néing dé
bao ham tong hod nang liec vé thé lyc, tri lwe, nhdn cdach ciia con ngwoi ddp

ung mot co cau do nén kinh té - xa hoi doi hoi (tiec ca vé so luong, chdt luong
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va co cdu). Toan bé tiém ndng dé hinh thanh nang luc xa héi ciia con ngudi
(nang luc xa hoi nguén nhan lyc). Nang luc xa hoi cua nguén nhan luc co
dwoc thong qua giao duc, dao tao, cham soc suec khoé va no khong nging
dwoc tang cuong, ndng cao trong qud trinh séng va lam viéc”.

Nhu vay khai niém nguén nhan luc (NNL) ¢ thé duoc hiéu ngan gon
nhu sau:

+ Theo nghia réng: NNL 1a tong thé cac tiém ning lao déng cia con
ngudi cia mot qudc gia, mot ving 1anh thd, mot dia phuwong di duoc chuan bi
& mirc d6 nao d6, c6 kha nang huy dong vao qua trinh phat trién kinh té - x&
hoi cta dat nude (hodc mdt vung, mdt dia phuong cu thé). Vo1 cach tiép can
nay, NNL nhu mot bo phan cdu thanh cac ngudn lyc cta qubc gia nhu ngudn
luc vat chét, nguén luc tai chinh.

NNL duoc nghién ctru trén giac d6 sb luong va chét luong, sd luong
NNL duoc biéu hién théng qua cac chi tiéu quy mé va tde do ting NNL. Cac
chi tiéu ndy c6 lién quan mat thiét v6i chi tiéu quy mé, toc do ting dan sd.
Chat lugng NNL duoc nghién ctru trén cac khia canh vé stic khoé, trinh do
hoc vén, trinh d6 chuyén mén nghiép vy, ning luc phdm chét...

+ Theo nghia twong doi hep: NNL dugc hiéu 1a ngudn lao dong.

+ Theo nghia hep hon: NNL 1a toan bd luc luong lao dong trong nén
kinh té qudc dan (hay con goi 1a dan s6 hoat dong kinh té), nghia 12 bao gdm
nhimg ngudi trong do tudi nhat dinh nao dé, c6 kha ning lao dong, thuc té
dang c6 viéc 1am va nhitng ngudi that nghiép.

Nguén nhén luc ciia mot té chic, mét co quan quan ly nha nudc 1a h¢
théng cong chirc bao gém s lwong, chit lwong, tiém ning hién c6 va tiém
nang ctia doi ngii cong chirc, phit hop va dép ung yéu cau cua chién luoc phat
trién t6 chtrc trong mot thoi ky nhat dinh.

*Vai tro cia nguén nhan luc
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Ngudn nhan luc 1a mot ngudn luc vo cliing quan trong, vai trd ctia no thé
hién ¢ nhirng khia canh sau:

Thit nhdt: Nguén nhén luc la mét nguon e song

Sy phat trién ciia mdi doanh nghiép hay to chirc nao 1a phu thudc vao
nang luc chuyén mon cia nhan luc trong td chtrc d6, mudn coi trong nang luc
chuyén mén thi trudc hét phai coi trong con nguoi. Trong méi trudng canh
tranh ngay cang gay gat nhu hién nay thi cic t6 chirc, doanh nghiép phai théng
qua cong tac tuyén dung, dao tao, khai thac qua do tac dong vao nhan vién dé
1am cho doanh nghiép ngdy cang phat trién. Khac véi cac ngudn luc khéc
ngudn nhan luc 13 nguodn lyc cd ¥ thirc nghia 1a nguoi lao dong chi 1am viéc
mot cach co hi¢u qua va chat luong khi ma ho cam théy thoai mai trong moi
truong 1am viée ctia minh nguoc lai néu bi go bé va o ép thi hiéu qua 1am
viéc ctia nguoi lao dong giam di dang ké. Mit khac chinh vi ngudn nhan luc 14
mot ngudn luc sdng cho nén mdi ngudi lao dong c6 mot quan niém vé gia trj
khac nhau. Piéu nay 1a rit quan trong, ngudi quan 1y phai xay dung cho to
chtrc ctia minh mot quan niém vé chudi gia tri thong nhat néu khong s& gay ra
mau thuan, can trd sy phat trién ciia doanh nghiép. Pay chinh 14 vin hoa cia
doanh nghiép.

Thir hai: Nguén nhan lyc la yéu 16 chii yéu tao ra loi nhudn cho t6 chirc.

Nhu chung ta di biét thi gia tri hang hoa bao gdm hai thanh phan d6 1a
gia tri chuyén dich va gia tri gia ting. Gia tri chuyén dich 1a gia tri do nguyén
nhién vat liéu, va cac yéu td vat chit tao thanh. Gia tri gia tang la gia tri céng
hién cua nguoi lao dong. Ngay nay khi ma cac yéu to vat chat cung cap cho
qua trinh san xut gan nhu di bdo hoa thi diéu 1am nén sy khac biét giita cac
doanh nghiép va t6 chirc chinh 13 phan déng gdp ctia ngudn nhan lyc. Ngudn
nhan lyc ¢ chat lugng cao s& dem lai gia tri gia ting cao, gia tri gia ting cao

s€¢ dem lai lgi nhu2n cao - cai ma bat ctr doanh nghiép nao cling theo duoi.
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Tom lai, nguén nhan luc 1a mot nguén lyc vO cung quan trong lam nén lgi
nhuéan cho doanh nghiép.

Thir ba: Nguén nhdn lec la nguon luc mang tinh chién lwge trong nén
kinh té tri thirc.

Cung véi sy phat trién cua nhan loai thi ngudn nhan lyc ngay cang co
vai trd quan trong.Trong thoi ky cong nghiép héa ngudn nhan luc 1a yéu t6
chu dao dong goép vao thanh cong ciia cac qudc gia. Nhung khi da budc vao
thoi ky cta kinh té tri thtrc thi nguén nhan luc lai quan trong hon boi phan. N6
c6 ¥ nghia chién lugc, day 1a giai doan ma nhimg san phim ham chira cang
nhiéu yéu t6 chat xdm thi mang lai hiéu qua cang cao, lao dong tri 6c giit vai
tro cuc ky quan trong.

Thr tu: Nguén nhan luc la nguén lye vo tan.

Su phat trién cua tri thirc con nguoi 1a vo tan, nang luc hoc tap cua con
nguodi ngdy cang phat trién va v han. Chinh vi vdy, ngudn nhan luc c6 y
nghia v tan. Trong diéu kién canh tranh thi truong ngay cang gay git , doanh
nghi¢p nao biét tan dung vai tro ddi dao va vo han cla ngué)n nhan Iuc thi
doanh nghiép d6 s& luon chién thang trén thi truong.

* Cac yéu to cau thanh ngudn nhan luc (Chat lweng, S6 lwong)

- NNL duoc ciu thanh boi hai mat: SO lugng va Chét luong.

M5t la, vé so lwong: La tong s6 ngudi duogc to chirc thué mudn, duoc
tra cong va dugc ghi vao danh sach nhan sy cta to chirc.Tuy thudc to chirc
nam ¢ loai hinh nao, 13 doanh nghiép tu nhan (nhu cac cong ty, cac cira hiéu,
tiém buodn...) hay cac doanh nghiép nha nudc, ma lao dong nay thudc dang
lao dong hop dong dai han, ngan han hay nam trong bién ché, lam viéc tai nha
hay tai to chirc... Ciing tiy thudc vao quy md t6 chuc 1a 16n hay nho ma sb
luong nhan luc cia té chic nhiéu hay it. SO lugng dugc biéu hién thong qua

cac chi ti€u quy mo va toc do tang ngudn nhan lyc. Cac chi ti€u nay cé quan

S6 héa boi Trung tam Hoc liéu http://www.Irc-tnu.edu.vn/




10

hé mat thiét voi chi tiéu quy mé va tde do ting déan so.

Hai 13, vé chit lwgng: La trang thai nhat dinh cta ngudn nhan luc trong
t6 chirc, thé hién mdi quan hé gira cic yéu td cAu thanh nén ban chat bén
trong cua nguén nhan lyc. Chat luong ngué)n nhan luc dugc thé hién trén céc
mat sau day:

Thé lyc nguén nhan lyc: Stc khée 1a muc tiéu cua su phat trién déng
thoi ciing 1a diéu kién cta sy phat trién. Strc khoe co thé 1a su déo dai cuong
trang, 1a kha ning lao dong bang chan tay va co bap. Stc khoe tinh than 13
kha nang van dung tri tué¢, su sang tao vao cong viéc, 1a kha nang chiu ap luc
cong vi¢c cua con nguoi. Bac biét trong moi trudong lam viéc hién dai véi suc
¢ép 16n ctia cong viée thi cang doi hoéi con ngudi ¢6 kha nang chiu duoc ap luc
t6t. Dé danh gia chat luong cua ngudn nhan luc c6 hai yéu té co ban 1a: chiéu
cao trung binh va can ndng trung binh.

Tri lyc cua nguo”h nhan lyc: Tri luc cua nguén nhan lyc dugc danh gia
va xem x¢€t trén hai gidc do do 1a trinh do van hoa va chuyén mon ky nang lao
dong thyc hanh ctia nguoi lao dong.

- Trinh d6 van hoa la trinh do tri thirc, kha nang nhan thuc cua nguoi
lao dong vé kién thirc chuyén moén. Trinh do vin hoa dugc ngudi lao dong
tiép thu qua hé théng gido duc phap quy, qua trinh hoc tip va nghién ctru.

- Trinh d6 chuyén mén k¥ thuét ctia ngudn nhan lyc 1 sy hiéu biét kha
nang thuc hanh vé chuyén moén nao do, nod biéu hién trinh do duoc dao tao
O cac truong trung hoc chuyén nghiép, cao déng dai hoc va sau dai hoc, c6
kha nang chi dao quan ly mot cong viéc thudc chuyén mon nhét dinh. bay la
chi tiéu quan trong nhat, phan anh chat lugng ngudn nhan lyc cia t6 chc,
kha nang ap dung nhirng tién bo khoa hoc ky thuat hién dai vao cac hoat dong
ctia to chire. N6 duogc thé hién thong qua co cau lao dong duoc dao tao va
chua dao tao, co ciu cép bac dao tao, co ciu lao dong ky thuat va cac nha
chuy&n mdn, co céu trinh d6 dao tao
1.1.1.2. Qudn ly nguon nhan luc
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* Khai niém quan Iy nguén nhan luc

N6i dén NNL 1a n6i dén con nguoi vdy quan 1y ngudn nhéan luc ching
ta hiéu rang d6 1a quan 1y con ngudi va nhitng yéu t6 lién quan dén con ngudi
va ngudi st dung con nguoi.

Quan ly 1a mdt dang hoat dong xa hdi cua con ngudi tac dong dén dbi
tuong quan ly nham dat t&i muc tiéu xac dinh. bay 1a mdt dang hoat dong dac
biét cia mot ngudi, moét nhém nguodi nham tac dong vao d6i teong quan 1y dé
hinh thanh duy tri mot thé ché xac dinh.

Pé quan 1y NNL c6 hiéu qua, nguoi quan 1y phai c6 céng cong cu quan
1y hiéu qua. Nguoi quan 1y trude hét cdn nam rd chinh sach, phap luat dé co
dugc quan diém théng nhét, chudn muc trong quan 1y ngudn nhan luc. Pong
thoi, ngudi quan 1y can cé cac bién phap va cic cong cu nhat dinh, nhim tac
dong 1én débi tuong quan 1y, nham dat duoc muc tiéu cu thé trong mdt khong
gian nao d6 mot cach tdt nhat va hiéu qua nhét.

Quan 1y NNL bao gém tong thé nhitng bién phap nhim hudng tac
dong vao chu ky tai san xuat lao dong bao gébm: San xuét, phan phdi, tiéu
dung. Vi tri trung tam cua chu ky nay la khau tiéu dung suc lao dong. Boi
vi qua trinh lao ddng 1a su két ndi gitta cac yéu t6 vat chat va su tiéu hao
nang luc clia con nguoi.

Quén 1y NNL chinh 1a viéc phai ddm bio cho doanh nghi€p cua minh
¢6 nhiéu nhan lyc ¢ ky nang, co6 trinh do chuyén moén va ho dugc Xép Xép
vao nhiing vi tri phu hop vo1 k¥ nang, trinh do cua ho, tir d6 ho c6 y thuc tu
giac va nd luc hoat dong co ich cho doanh nghiép minh.

Vi vay “Quan 1y nguén nhdn lec la mét qua trinh tuyén mé, lea chon,
duy tri, phdt trién va tao diéu kién cé loi cho nguén nhdn luc trong té chirc
nham dat dwoc muc tiéu dé ra cia té chire d6”.

*V/ai tro cia quan ly nguon nhan luc
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Nhu ching ta d biét doanh nghiép nao ma thiéu ngudn nhan luc hiéu
qua thi doanh nghiép d6 kho cé thé ton tai dugc. Doanh nghiép d6 co phat
trién 16n manh hay khong, hoat dong c6 hiéu qua hay khong hay néi cach
khac doanh nghiép d6 c6 thanh cong hay thét bai 1a do nhitng con ngudi dugc
tuyén chon.

Nhitng con nguoi trong doanh nghiép do lai c6 phat huy duoc trinh do,
k¥ ning ctia minh hay khong 13 tiy thudc vao viée ho dugc xap xép vao cac vi
tri, cac cong viéc phu hop vai trinh dd nang lyc cia minh hay khong? Viéc do
thue hién c¢6 hiéu qua hay khong lai do bd phan quan 1y ngudn nhan luc sap
xép ho, quan 1y ho.

Bo phan quan NNL trong doanh nghiép rat quan trong, ho 1a ngudi truc
tiép quan 1y va sir dung con ngudi. Viée sit dung ma phu hop, c6 hiéu qua thi
doanh nghiép d6 thanh céng va nguoc lai néu str dung khong phu hop thi
doanh nghiép d6 s& that bai. Chinh vi 1& d6 quan 1y ngudn nhan luc 1a bd phan
khong thé thiéu trong mot td chirc, mot doanh nghiép.

Doanh nghiép khong thé dat duoc hiéu qua va nhiing tién bo kinh té bén
vitng néu thiéu su dau tu, cham séc va phat trién cac ngudn luc con ngudi.

*Muc tiéu ciia quan Iy ngudn nhén luc trong doanh nghiép

Muyc ti€u trude tién cua cong tdc quan ly nhan lyc 1a phai ddm bao cho
doanh nghi¢p c6 mot luc lugng lao dong hoat dong c6 hi€u qua. Tu do, luc
luong lao dong ndy cé thé gitp doanh nghiép dat dugc nhitg muc tiéu san
xuat-kinh doanh nhét dinh ciia minh. Quan 1y nhan sy doanh nghiép phai
huéng dén muyc tiéu lam thé nao dé cho doanh nghiép ludn ludn phat trién bén
vitng trong mdi truong canh tranh gay git.

Quan 1y suy cho dén cung 1a quan 1y con ngudi nham phat huy tinh tich
cuc sang tao cua nguoi lao dong. Song dong lyc cuia quan 1y 1a loi ich, do do

nguyén tac quan trong cua quan ly do6 1a phai cht y dén l¢1 ich ctia con nguoi,
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phéi hop diéu hoa cac 1oi ich, trong do loi ich cua nguoi lao dong 1a dong luc
truc tiép ddng thoi chu ¥ dén loi ich tap thé va loi ich cta xa hoi.

Toém lai, muc dich ciia cong tac quan ly nhan lyc trong doanh nghiép
nham truéc hét dat dugc nhitng muyc tidu san xuat cua doanh nghiép, dong
thoi cling nham dat duoc cac muc tiéu cia x3 hoi, cling nhu 191 ich ctia nguoi
lao dong.

Nhitng muc tiéu ctia hoat ddng quan 1y ngudn nhan lyc trong doanh
nghiép la:

- Cung cap cho doanh nghiép nhitng ngudi lao dong duoc dao tao tot va
c6 dong co rd rang. Thudng, phat cong bang va dit nguoi lao dong vao ding
chd cuia ho.

- Gitp cho doanh nghiép dat dugc nhirng muc tiéu san xuat kinh doanh
va muc tiéu xa hoi cua no.

- Khai thac nang luc, kién thtrc cta nguoi lao dong mot cach hiéu qua,
lam thé nao dé phat huy cao nhat tiém ning va su sang tao cua timg con nguoi
cu thé. Tao diéu kién dé duy tri dao dirc, cach ung xu trong doanh nghiép.
Moi ngudi lao dong trong doanh nghiép déu dugc dbi xir mot cach binh dang
véi nhau, khong dugc stir dung céc hinh thic phan biét.

- Quan ly nhan sy doanh nghiép ciing nham ngan chan nhiing tac dong
khong tich cuc cua su thay ddi méi truong kinh té-xa hoi, nham lam cho
doanh nghiép thich ang véi su thay di d6 mot cach hiéu qua nhat.

- Mo rong co hoi giao tiép, can trao doi ngudn nhan luc; ting canh
tranh trén thi truong lao dong.

- Muc ti€u quan 1y NNL con 14 duy tri chuan myc va gia tri dao dtic
truyén thong ¢ vai trd quan trong nhu viéc dé cao nhan, nghia, tri, diing. Tur
su ké thira va phat trién nhirng gia tri dao dtic truyén thong cta dan toc. Chung
ta hudng to1 mot nén van hoa, mot 16i séng Vi¢t Nam, mdt phuong thic kinh

doanh v6i nhitng gié tri co ban ctia nguoi Viét Nam.
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N6i chung quan 1y NNL trong mot doanh nghiép 13 van dé phtc tap bao
gdém nhiéu cong viée, ndé khong chi tic dong dén nguoi lao dong trong qua
trinh san xuét tao ra san phém phuc vu cho nhu cau x3 hoi, ma nod con thuc
hién cac chinh sach xa hoi ddam bao cho qua trinh tai san xuét stc lao dong
lién tuc, dé thuc hién muc tiéu 6n dinh, phat trién doanh nghiép.

Ngoai viéc str dung cac don bay kinh té, ngudi quan 1y con phai thong
qua sy tac dong tam 1y, xay dung niém tin & nguoi lao dong, tir d6 moi c6 thé
phat huy lao dong sang tao, sy hiéu biét va say mé cong viéc, tinh trung thuc,
kién tri doan két ctia nguoi lao dong trong doanh nghiép.

1.1.2. Ngi dung cdng tac qudn ly nguén nhan luc trong doanh nghiép
1.1.2.1. Phan tich cong viéc

Phan tich cong viéc 1a qua trinh thu thdp céc tu li¢u va danh gia mdt
cach c6 hé thong cac thong tin quan trong co lién quan dén cong viée cu thé
trong to chirc nhdm 1am rd ban chit cua timg cong viéc.

Phan tich cong viéc c6 ¥y nghia quan trong béi vi nho ¢ phan tich cong
viéc ma nguoi quan 1y xac dinh duoc c&c yéu cau cia minh déi véi ngudi lao
dong va lam cho ho hiéu dugc cac yéu cau d6 va nho d6 ngudi lao dong ciing
hiéu dugc cac nhiém vy, nghia vy va trach nhi¢m ctia minh trong cong viéc.
Déng tho1 phan tich cong viéc cling 1a diéu kién dé c6 thé thuc hién duoc cac
hoat dong quan 1y ngudn nhan lyc ding dan va cé hiéu qua thong qua viéc
gitip cho nguoi quan 1y ¢6 thé dua ra duge cac quyét dinh nhan sy nhu tuyén
dung, dé bat, thu lao lao dong,... dua trén cac tiéu thue c6 lién quan dén cong
viéc chit khong phai dya trén nhitng tiéu chuan mo hd va mang tinh chii quan.

Két qua cta phén tich cong viéc thudng duge hé théng hoa va trinh bay
dudi dang cac ban mo ta cong viée, ban yéu cau cua cong viée dbi vai ngudi
thuc hién va ban tiéu chuén thuc hién cong viéc. Ban yéu cau cong viéc vbi
nguoi thyc hién 1a ban liét ké cac doi hoi cia cong viéc voi ngudi thuc hi¢n
vé cac kién thirc, k§ nang, kinh nghiém can phai c6; trinh d6 gido duc va dao
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tao can thiét; cac dic trung vé tinh than va thé luc; va céc yéu cau cu thé khac.

Tiéu chuan thuc hién cong viéc 1a mot hé théng cac chi ti€u/tiéu chi phan
anh cac yéu cau ve sd luong va chét lugng cua sy hoan thanh cac nhiém vu dugc
quy dinh trong ban mo6 ta cong viéc. Cac thong tin trong ban mo ta cong viéc,
ban yéu cau cong viéc va ké ca tiéu chuan thuc hién cong viéc duoc sur dung rat
nhiéu trong cac chirc ning quan 1y ngudn nhan luc. Mot s tic dung chinh cua
c4c thong tin phan tich cong viée ¢6 thé dugc ké dén nhu sau:

- Lap ké hoach nguén nhan lyc: duogc s dung dé dua ra céc loai cong viéc.

- Tuyén dung: st dung ban mé ta cong viéc dé dang quang cio tuyén
dung va sir dung dé xéac dinh cac k¥ ning va cac hoat dong.

- Panh gia thuc hién cong viéc: giup ngudi lao dong biét duge cac hoat
dong ma ho can phai lam, dugc su dung dé danh gia tinh hinh thuc hién cong
viéc cua nguoi lao dong.

- Tra thu lao lao dong: duoc sir dung dé danh gia gia tri cac cong viée
va la co s& cho viéc dua ra co cdu tién luong.

- Pao tao: duoc sir dung dé tién hanh danh gia nhu cau dao tao thong
qua viéc xac dinh cac hoat dong ma nhiing ngudi lao dong cin phai co kha
nang dé thuc hién.

- Ky luat: dugc st dung dé xac dinh cac tiéu chuan thuc hién cong vi¢c
co thé chép nhan dugc ma nguoi lao dong can dat duoc.

- An toan lao dong: dugc stir dung dé xac dinh cac qui trinh 1am viéc an toan.

Do do, dé st dung lao dong mot cach c6 hi€u qua thi viéc phan tich
cong viéc dé xay dung ban mo ta céng viéc, tiéu chuan cong viéc va yéu cau
clia cong viéc 1a hét stic can thiét trong hoat dong quan 1y lao dong.

1.1.2.2. Lap ké hoach vé ngqu‘n nhan lyc
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Bét ky mot doanh nghiép nao ciing phai xay dung ké hoach phat trién san
xuét kinh doanh ctia minh nham phat trién can d6i c6 ké hoach cac muc tiéu cua
doanh nghiép trén nguyén tic loi nhuan va bao dam muc tiéu kinh té xa hoi.

K& hoach nhan lyc 1a mot bo phan trong cac ké hoach chung cua doanh
nghiép. K& hoach nhan luc 1a qua trinh nghién ctru, xac dinh (dy bao ¢ tinh
chat hé thong) nhu cau nhan lyc cua doanh nghiép trong twong lai cling nhu
kha ning cung Gng nhan lyc nham dam bao cho doanh nghiép c6 du nhan luc
v6i cac pham chit, k§ nidng phu hop cac chd 1am viée trén cac bd phan va
cong doan san xuat kinh doanh vao céc thoi diém can thiét, trén co s¢ do dé
g6p phan dat muyc tiéu san xuét - kinh doanh.

Lap ké hoach nguén nhan luc bao gém viéc tinh toan cau nhan luc, tic 1a
wdc tinh xem can bao nhiéu ngudi ¢ trinh d6 chuyén mén, kinh nghiém va cac
ky nang khac phu hop dé thuc hién nhiém vu dat ra ; Lap ké hoach nguén nhan
luc bao gom viée tinh toan cung nhan luc, tac 1a wéc tinh xem ¢6 bao nhiéu
nguoi co thé lam viéc cho td chirc, trinh d6 chuyén moén cua ho nhu thé nao;
cudi cung, 1ap ké hoach ngudn nhan luc can lua chon cac giai phap dé can déi
cung va cau nhén luc cua to chire tai thoi diém thich hop trong tuong lai.

Ké hoach hod nguon nhén lyc déng vai tro rat quan trong trong cong
tac quan Iy nguon nhan lwc. Ké hoach hoa ngudn nhan lyc giit vai tro trung
tam trong chién luoc quan Iy ngudn nhan lyc. Boi vi, ké hoach hoa ngudn
nhan lyc cho phép dy bao trudc tinh hinh ngudn nhéan luc trong twong lai,
gitip cho doanh nghiép thay truéc dugc tiém ning va co hoi phét trién cua
ngudn lao dong trong tuong lai, cling nhu phat hién sém nhitng khé khin, han
ché trong phat trién ngudn nhan luc trong tuong lai, tir d6 co thé c6 nhiing
bién phép kip thdi phat huy co hoi, han ché kho khin thach thiec, phat trién
nguén nhan luc mét cach hi¢u qua nhat.

Déng thoi, K& hoach hoa nguén nhan lyc 1a co s& cho cac hoat dong bd
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tri nguén nhan lyc, dao tao va phat trién nguén nhan lyc. K& hoach hoa nguén
nhan lyc ciing c6 anh huong 16n dén hiéu qua cia t6 chirc: Ké hoach hoa
ngué)n nhan luc ¢6 quan hé chat ché véi ké hoach, chién lugc san xuét kinh
doanh cua to chic.

1.1.2.3. Tuyén dung nguon nhan lyc

Sau khi d3 xac dinh dugc nhu ciu vé nhan lyc. Tuyén dung 13 khau
quan trong dé hinh thanh d6i ngii can bd cong nhan vién trong doanh nghiép,
n6 c6 anh hudng 16n dén su phat trién ctia doanh nghiép, cho nén khi tuyén
dung phai cin ¢t vao nhitng tiéu chuan nhat dinh déi v6i nguoi tham gia du
tuyén. Tuyén dung can bg, nhan luc cho doanh nghiép 1a hoat dong nham muc
dich ldy ngudi bd sung vao cac chd trong ctia doanh nghiép sau khi danh gia
nguoi d6 co du tiéu chuan, va diéu kién quy dinh cho mét cong viéc, vi tri
cong tac nhat dinh trong doanh nghiép.

* Nhitng diéu kién tuyén dung: Tuyén dung 1a khau rat quan trong dé
hinh thanh d6i1 ngli can bg, doi ngii lao dong cho doanh nghiép vi vay khi
tuyén dung phai cin ctr vao nhitng diéu kién nhat dinh déi voi ngudi tham gia
du tuyén:

- Diéu kién vé tudi tac

- Dicu kién, tiéu chuan vé dao dc.

- biéu kién vé ching chi vin bang

- Diéu kién, tiéu chuan vé stc khoé

- Piéu kién cam két phuc vu vo diéu kién trong t6 chirc, trong doanh nghiép.
Cac nguyén tdic tuyén dung:

* Nguyén tic tuyén dung theo nhu cau vé can bo.

- Nguyén tic dan chu va cong bang.

- Nguyén tic tuyén dung theo tai ning thi tuyén.

- Nguyén tac tuyén dung co6 di€u kién, tiéu chuan yéu cau rd rang.
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* Cac phuong thirc tuyén dung ma doanh nghiép st dung trong qua
trinh tuyén chon:

- Dung thu gidi thiéu hodc tién ctr: Hinh thtrc ndy noéi chung 1a khong
¢6 hiéu qua. Muén phuong thirc nay c6 hiéu qua thi mot thu gidi thiéu phai
mé ta chi tiét vé dic diém, tinh cach, trinh do cua ung cu vién, hay trach
nhiém cua ung cur vién vdi cong viéc...

- Pon xin viéc: C6 ndi dung vé ng cir vién va nguyén vong cia tng
cu vién.

- Kiém tra 1y lich: La nhi€ém vu ctia nha t6 chirc kiém tra vé 1y lich ban
than, qua khir cia ing ctr vién nham thu thap nhiing thong tin can thiét cho
tuyén chon.

Tric nghiém, phong van: Hién nay phuong thicc nay duoc st dung
nhiéu trong viéc tuyén chon dé c6 dugc nhitng thong tin cu thé vé cong viéc
can tuyén thém nhan luc thi phai phong van nhan lyc. trac nghiém vé tam 1y,
trinh 46 chuyén mon nghiép vu, tri thong minh, sé thich nghé nghiép...

Sau khi duogc tuyén chon ng cir vién s& duoc sap xép vao vi tri cong
viéc phut hop voi nang lyc ciia minh. Tap hop va diéu tra nhitng nhan lyc ma
doanh nghiép mong muén.

Sau khi d4 xac dinh dugc nhu cau vé can bo, mot sb luong Umg cir vién
s& dugc tuyén mo. Cong viéc nay thu hut nhitng ngudi ¢ trinh d6, nang luc
thich hop vao nhiing vi tri ctia to chic. Tl nhitng ngudi nay ta chon ra nhiing
nguoi quan 1y, hay quan 1y tiém niang. Tir d6 sip xép dung ngudi vao nhiing
vi tri ma ho c6 thé st dung duoc nhitng loi thé riéng co thé vuot qua duoc han
ché ctia ban than. Thong qua tich luy kinh nghiém trong cudc séng va dao tao.
N6 1a mgt qué trinh phtrc tap vi vay khi thuc hién phai tuan theo nhiing yéu
cau, nguyén tic, ndi dung clia tiing cong viéc cy thé.

Hién nay nguoi ta thuong st dung cadc phuong phap k¥ thuat phan tich
cong viéc can tuyén dung dé xac dinh yéu cau dic diém cong viéc.
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Nhu vay viéc phan tich va xac dinh cac yéu cau va dic diém cong vige
can tuyén dung gitp doanh nghiép thu hut dwgc nhiéu nhan luc c6 “chat
lwong” va loai boé nhitng nhan liwc “khong chét luong”.
1.1.2.4. Céng tdc bé tri lao dong

BS tri lao dong bao gdm cac hoat dong dinh hudng (hoi nhap vao moi
truong lam viéc), bd tri lai lao dong thong qua diéu dong, bo nhiém, giang
chtrc va cho nghi viéc.

* Pinh huwong

Dinh hudng 1a mot chuong trinh duoc thiét ké va thuc hién tot sé& tao
diéu kién gitp nguoi lao dong mai lam quen voi doanh nghiép va bat dau
cong viéc mot cach co hi¢u qua. Chuong trinh ho1 nhap méi truong lam viéc
moi duge thiét ké va thyc hién tét s& gitp nguoi lao dong dé dang hoa nhap
vao moi truong lam viéc méi, nhanh chong ndm bat duoc cong vigc; déng
tho1 no s€ c6 anh huong tich cuc dén dao dirc va hanh vi cta nguoi lao dong,
gop phﬁn 16i cudn ho thuc hién muc tiéu cua td chirc, tao ra su déng long, tu
nguyén gilra nguoi lao dong va doanh nghi¢p; gilip gidm bdt nhiing nguoi
nghi viéc trong nhitng thang dau tién vao lam viéc tai to chirc.

* Qua trinh bo tri lai lao dong bao gdm cic hoat dong thuyén
chuyén, dé bat, xudng chirc va cho nghi viéc

Thuyén chuyén: Thuyén chuyén 13 viéc chuyén nguoi lao dong tir
cong viéc nay sang cong viéc khac hoac tir vi tri cong viéc nay sang vi tri
cong viéc khac. Can cr vao tinh hinh thyuc té san xuat kinh doanh cta doanh
nghiép ma s& c6 ké hoach diéu dong lao dong phu hop cho ting bo phan, ting
giai doan voi timg loai lao dong. Thuyén chuyén diéu dong ciing c6 thé duoc
xuat phat tir phia yéu cau cta nguoi lao dong. Thuyén chuyén diéu dong c6
thé duoc thuc hién ngén han, tam thoi hodc thuyén chuyén lau dai.

Pé bat: Dé bat (thing tién) 1a viéc dua nguoi lao dong vao mét vi tri

lam viéc cao hon: tién luong cao hon, quyén han va trach nhi¢m nhiéu hon,
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c6 cac didu kién 1am viéc tot hon va co hoi phat trién nhiéu hon. D& bat nham
bd tri nguoi lao dong vao mdt vi tri vi€c lam con tréng ma vi tri d6 duogc
doanh nghiép danh gia 1a co gia tri cao hon vi tri lam viéc cii ciia ho nham dap
tmg nhu cdu phat trién doanh nghiép, ddng thoi dé dap vmg nhu cau ca nhan
cua nguoi lao dong.

Xuong chire: Xudng chuc 13 dua nguoi lao dong dén mot vi tri lam
viéc thap hon: tién luong thap hon, quyén han it hon va it ¢6 co hoi thing tién
hon. Xudng chtrc thuong ap dung cho cac truong hop khong dap tng dugc
yéu cau cua vi tri 1am viéc hién tai, hodc do bi ky luat hay gidm bién ché.

Thai viéc: Thoi viéc 13 viée chidm diat quan hé lao dong gitta ngudi lao
dong voi doanh nghiép, thoi viée co thé xuat phat tir phia doanh nghiép (Giam
quy md san Xudt, tai co cAu san Xxut, ky luat lao dong hodc sa thai theo luat
lao dong,...), hodc xuit phat tir phi nguoi lao dong (tu thoi viéc do nguyén
nhan ¢4 nhan cta nguoi lao dong), hoac huu tri.

B tri lao dong 12 mét trong nhitng ndi dung quan trong dé nang cao
hiéu qua sir dung lao dong cta doanh nghiép bang viéc bd tri lao dong ding
ngudi, dung viée, tranh cac lang phi lao dong & cac bd phan, sir dung hét kha
nang cua nguoi lao dong.
1.1.2.5. Panh gia thuc hién cong viéc

banh gia thuc hién cong vi¢c thuong duoc hiéu 13 sy danh gia co6 hé
thong va chinh thirc tinh hinh thyc hién cong viéc cua ngudi lao dong so voi
céc tiéu chuin cong viéc da duogc xay dyng va thao luan vé sy danh gia do voi
ngudi lao dong. Tuy thude theo quy mé cia cac doanh nghiép ma hinh thic thé
hién & cac dang khac nhau. O cic cong ty nho, danh gia thuc hién cong viéc thé
hién mot cach khong chinh thirc thong qua su danh gid hang ngay cua nguoi
gidm sat v&i cac nhan vién va sy dénh gia, gép y 1an nhau giita cac nhan vién.
Nhung hau hét cac doanh nghiép déu xay dung cho minh mét hé thong danh

gia chinh thtrc trong d6 tinh hinh thyc hi¢n cong viéc cua ngudi lao dong duoc
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danh gia theo dinh ky véi su st dung nhitng phuong phdp danh gia da dugc
thiét ké mot cach co lya chon, tuy thudc vao muc dich ctia danh gia.

Trong t6 chtrc, danh gia thuc hién céng viée co y nghia quan trong vi
n6 phuc vu dugc nhiéu muc tiéu quan ly va tac dong truc tiép té1 ca nguoi lao
dong va t6 chirc ndi chung. Panh gia thyc hién cong viéc khong nhitng mang
y nghia tham dinh lugng gia ma con ¢ y nghia cong nhan kha nang va thanh
tich cua nhan vién trong khodng thoi gian nhét dinh. N6 14 co s& cho viéc thuc
hién céc cong tac: hoach dinh, tuyén dung, dao tao phat trién ngudn nhan luc
va cong tac thu lao lao dong. Ngoai viéc gilp cho nha quan tri dua ra cac
quyét dinh nhan su, két qua danh gia thuc hién cong viéc con gitp cho bd
phan quan 1y ngudn nhan lyc va linh dao cap cao c6 thé danh gia duoc thing
loi ciia cic hoat dong chtrc ning vé ngudn nhan lyc, tir d6 c¢6 cac phuong
huéng diéu chinh phu hop.

Panh gia thyc hién cong viéc 1a mot qua trinh phirc tap va chiu nhiéu
anh hudng boi tinh cdm cua con nguoi vi nd dua trén sy danh gid chu quan
clia nguoi danh gia ké ca khi to chire da xdy dung va st dung mot hé thdng
cac tiéu chuan khach quan trong thuc hién cong viéc.
1.1.2.6. Pao tao va phdt trién nguon nhdn luc

Dao tao va phat trién ngudn nhan luc co ¥ nghia rat 16n trong cong tac
quan ly nguén nhan luc, boi vi dao tao co tac dung truc tiép nang cao chét
lwong ngudn lao dong, tir d6 truc tiép ning cao ning suit lao dong va hiéu
qua cong viéc. Pao tao 1a qua trinh gido duc reén luyén cho con nguoi lao dong
ndm chic mot nghé hodac mdt chuyén moén nhét dinh dé thyuc hién t6t hon chire
nang, nhiém vu duogc giao. Viéc dao tao khong chi dugc thuc hién vdi cac
nhan vién quan 1y, k¥ thuat ma con d6i véi nhitng cong nhan tay nghé thap.
Ngay cang co6 nhiéu bang chung kinh té ching t6 rang viéc dau tu cho dao tao
gan lién v6i kha nang sinh loi lau dai va bén viing.
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Pao tao va phat trién nguén nhan luc nham cung cap kién thirc chuyén
mon va k¥ nang can thiét cho nguoi lao dong, dong thoi ciing ddo tao thai do
va ky luat lao dong can c6 cho ngudi lao dong.

Viéc dao tao va phat trién co ¥ nghia quan trong ddi voi nguoi lao
dong, dao tao nhan luc dé ho phat trién mét cach tu gidc va am hiéu hon vé
cong viéc cua minh déng thot thyce hién chic nang, nhiém vu ctia minh mat
cach tu giac hon, v6i thai do t6t hon, ciing nhu ning cao kha ning thich ung
cua ho vo1 cac cong viée trong tuong lai. Mat khac dao tao nhan luc nham dat
t6i trinh dO van hoa san xuat. Trinh d6 vin hoa san xuét 13 mot khai niém da
dién cac chi tiéu cta trinh d6 van hoa san xuit khong chi gon gang, sach s&
trong khu vuc san xuAt ma con 13 sy tién bo cua cong nghé, miac do co gidi
hoa, ty dong hod, su t6 chuc lao dong hop 1y, mirc do tin cay, chat luong vé
dep cua san phém, diéu kién vé sinh an toan lao dong.... Trinh d¢ van hoa ctua
mdi lao ddng, cac phuong tién phuc vu doi song. Tt ca nhitng cai d6 nd tao
nén hiéu xuét lao dong, gidm mét moi cho con nguoi. Bt ky mdt doanh
nghiép nao trong qué trinh dao tao va phat trién nhan lyc ctia minh ciing phai
xét trén tinh toan dién dé dat duoc trinh d6 van hoa trong san XUAt.

C6 nhiéu phuong phap dé dio tao va phat trién ngudn nhan lyc nhu dao
tao trong cong vi¢c va dao tao ngoai cong viéc, dao tao ban dau, dao tao lai, dao
tao ning cao, cdp nhat va dio tao lién quan dén nghé nghiép chuyén sau... Mdi
phuong phap c¢6 nhimg wu va nhugc diém riéng ma cac t6 chirc khi trién khai
cong tac dao tao can can ¢l vao trinh do chuyén moén dao tao, hinh thire dao tao,
dbi tuong du kién ctr di dao tao ma lya chon hoat dong dao tao phu hop.
1.1.2.7. Thu lao lao dong

Thu lao lao dong hiéu theo nghia hep 1a tat ca cac khoan ma nguoi lao dong
nhan dugc théng qua mdi quan hé thué mudn giira ho véi t6 chirc bao gdm:

- Thu lao cin ban (tién luong, tién cong): 1a phan thu lao ¢ dinh ma
nguoi lao dong nhin dugc mot cach thuong ky dudi dang tién lwong (theo
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tuan, theo thang) hay tién cong theo gio.

- Céc khuyén khich (tién hoa hdng, tién thudng, tién chia ning suat,
chia 191 nhuan).

- Céc phuc loi (cac khoan gian tiép tra cho ngudi lao dong nhu bao
hiém cac loai, tién tro cép, tién tra cho cac ngay nghi 18, phép; cac chuong
trinh giai tri, nghi mat; nha &, phuong tién di lai,...).

Thu lao lao dong c6 anh huong rat 1én dén su lua chon cong vi€c, tinh
hinh thuc hién céng viée ctia ngudi lao dong nhu ning suat lao dong, hiu qua
cong viéc va chat luong san pham. Thu lao lao dong khong nhitng co tac dung
duy tri va phat trién luc luong lao dong hién cé cua to chic, ma con co tac
dung thu hat thém cac lao dong giodi vé voi to chirc va phat huy hét kha niang
ctia ho. Hiéu qua str dung ngudn nhan lyc phu thudc rat nhiéu vao cac quyét
dinh thu lao lao dong. Thu lao lao dong chinh 1a bién phap kinh té, 13 don bay
kinh té kich thich lgi ich cua nguoi lao dong, tr d6 s€ anh huong dén su lva
chon nghé nghiép, viéc 1am, hai long cong viéc, vang mat, thuyén chuyén.

Do d6, khi xay dung h¢ théng thu lao lao dong can xem xét cac tiéu
thire: Cong bang bén trong hay cong bang bén ngoai, thi lao ¢d dinh hay bién
ddi, thu lao theo cong vi¢c hay thu lao theo nhéan vién, thu lao theo cong viéc
hay ca nhan ngudi lao dong, thu lao thap hon hay cao hon mirc thu lao dang
thinh hanh trén thi truong, thu lao mang tinh tai chinh hay phi tai chinh, tra
luong cong khai hay tra luong kin, quyét dinh thu lao tip trung hay phi tap
trung, thi lao khac nhau hay giong nhau. Thu lao lao dong 1a mot van dé phirc
tap va c6 anh huong quyét dinh dén sy thanh bai cua t6 chirc. Mdi t6 chuc can
van dung linh hoat khi xay dung h¢ théng thu lao lao dong dé nang cao hi¢u
qua hoat dong cua to chirc.
1.1.2.8. Khen thuong va Ky ludt lao dong

Khen thwéng lao dong: Ngoai nhirg khuyén khich vat chit dbi véi
nguoi lao dong, nhung chua du can phai cé bién phép kich thich tinh than tao
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tam 1y tot, thoai mai gan bo v4i doanh nghiép. Vi vay can phai: Khuyén khich
khen thudng ca nhan xuat sac, tra luong theo bac tham nién, thuong cho nguoi
lao dong nhan dip cac ngay 18 tét, khen thuong dong vién nguoi lao dong cd
trach nhiém cao trong cong viéc.

Ngoai ra ngudi quan 1y phai tao ra bau khong khi c¢di mé, khuyén khich
ru tién tim toi tao ra co sO niém tin cho phat trién. T6 chirc cac cudc thi tay
nghé, thim quan du lich, dong vién thim héi ngudi lao dong mdi khi c6 niém
vui hay gdp rui ro hoan nan....

Ky luit lao dong: Muyc tiéu cua ky luat lao dong 1a nhdm lam cho
nguoi lao dong lam vi¢c tuan theo cac quy dinh, cac tiéu chuan lao dong da
duoc dé ra. Boi vay, td chirc can 1am cho moi nguoi lao dong hiéu duogc
nhitng mong doi, yéu cu cta td chirc d6i v6i ho va tuan thi theo nhitng qui
ct, tiéu chuan cua ky luat cta to chuc.

Noi dung cua ky luat lao dong thudng bao gom céac diéu khoan: quy
dinh vé hanh vi ciia ngudi lao dong trong cac linh vuc lién quan dén thyc hién
nhiém vu caa ho nhu: s lugng va chét lugng cong viée can dat dugc, thoi
gian lam viéc va nghi ngoi, gilr gin trat tu noi lam vi¢c, an toan lao dong va
v¢€ sinh lao dong, bao v¢ tai san va bi mat cong ngh¢, kinh doanh cua t chuc,
cac hanh vi vi pham phép luat lao dong, cac hinh thirc xtr Iy ky luat lao dong
va trach nhiém vét chat. Viéc tang cuong ky luat lao dong s€ gop phé‘m hoan
thién cong tac quan 1y ngudn nhan lyc.

Hinh thtc cta ky luat gdm co:

- Ky luat ngan ngira: La loai hinh ky luat phé binh, nhic nhd mang

tinh xay dung ngudi lao dong khong bi xi nhuc, xau hé.

- Ky luat tich cyc: La loai hinh ky luat chinh thic hon, dugc tién hanh

té nhi, kin d4o, tao co hoi va diéu kién dé cho nguoi lao dong stra

chita khuyét diém.

S6 héa boi Trung tam Hoc liéu http://www.Irc-tnu.edu.vn/




25

- Ky luat phat: Pay 1a hinh thirc ky luat cudi cung nghiém khic hon
v6i cac ché d6 khac nhau trong doanh nghiép nhu canh cdo bang
mi¢ng, canh cao béng van ban, dinh chi cong tac, sa thai la bién
phap cudi cing.

St dung ding, tét cac hinh thic ky luat s& tao bau khong khi lanh

manh, dan chu trong doanh nghiép.
1.1.3. Cdc nhén t6 anh huéng dén qudn Iy nguén nhén luc trong doanh nghigp
1.1.3.1. Nhdn t6 khdch quan

* Moi trwong kinh doanh:

Bat ky doanh nghiép ndo du hoat dong hoat dong & nhitng linh vuc
khac nhau, ton tai dudi cac hinh thac s hiru khac nhau nhung déu hoat dong
trong méi trudong kinh doanh nhat dinh. D6 13 méi trudng kinh té vi md, moi
truong chinh tri, moi trudng phap 1y..., chiing ludn bién dong va doi khi vuot
ra ngoai tim kiém soat ciia doanh nghiép. Nhiing bién dong do cé thé tich cyuc
véi doanh nghiép nay nhung lai tiéu cuc vai doanh nghiép khac va luén dem
lai nhitng co hoi ciing nhu thach thic ma doanh nghiép ludn phai déi mat. Do
d6, doanh nghiép phai c6 nhitng phan ng thich hop dé thich nghi véi su bién
dong d6. Cac nha quan 1y néi chung, ciing nhu cac nha quan ly ngudn nhan
lyc phai ludn c6 nhitng sach luoc cy thé nham  thich (ng voi nhitng bién dong
cta moi trueong Kinh doanh.

*Pic diém ciia nganh nghé sin xuit kinh doanh:

M&i doanh nghiép thuong hoat dong trong mot nganh nghé san xuét
kinh doanh cu thé. Pic diém cia nganh nghé san xuit kinh doanh s& quyét
dinh dic diém, tinh chit ciia ngudn lao dong ma no can thu hat ciing nhu chi
phi tién luong cua lao dong. Boi vay, cac nha quan 1y ngudn nhéan luc trude
khi dua ra cic quyét dinh vé ngudn nhan luc can rat cha y dén dic diém cua
nganh nghé san xuat kinh doanh.

* Quy mo6 doanh nghiép:
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Quy mé cua doanh nghiép c6 anh hudng 16n t6i viée té chic lao dong
va cac nhiém vu cu thé cta to chtc lao dong. Béi quy mé doanh nghiép sé
quyét dinh s6 luong lao dong cta doanh nghiép d6. Mit khac, quy mé doanh
nghiép con quyét dinh phuong thirc to chirc quan 1y doi ngii lao dong theo céc
hinh thirc chuyén mén héa va hop tac hoa.

*CAu tric trang thiét bi, cong nghé ciia doanh nghiép:

Trang thiét bi trong doanh nghiép tic dong cong tic quan 1y ngudn
nhén luc ca vé mat sb luong va chat luong. Néu nhu trang thiét bi cua doanh
nghiép hién dai s& cho phép giam b6t va tiét kiém s luong lao dong 1am viée
trong doanh nghi¢p. Nguoc lai, néu trang thiét bi caa doanh nghiép lac hau,
cau trac khong hop 1y thi co cdu lao dong ciia doanh nghiép cong kénh va lam
tang so luong lao dong trong doanh nghiép.

Néu nhu trang thiét bi ctia doanh nghiép hién dai s& yéu cau d6i ngii lao
dong phai dugc dao tao tdt hon va c6 trinh d6 cao hon thi méi c6 thé st dung
dugc may moc hién dai. Nguoc lai, néu trang thiét bi cta doanh nghiép lac
hau, thi yéu cau dao tao va nang cao trinh do ctuia nguodi lao dong cling khong
can thiét.

Trang thiét bi co tac dong manh mé dén hiéu luc quan ly con ¢ khia
canh no6 hién dai hoa cac phuong ti€n thong tin, truyén thong, tr d6 dam bao
thong tin dugc nhanh chong, chinh xac va ddy du, nang cao hiéu qua cua quan
1y no6i chung va quan 1y ngudn nhan luc néi riéng.

*Nhan to khach hang va dic diém tam ly ciia ho:

Khach hang 1a muc ti€u cua moi doanh nghié€p. Bo1 vay, nguoi My goi
khach hang 1a “6ng chu”, nguoi Nhat goi khach hanh 1a “thuong dé”. Chinh
Vi viy, cdp quan 1y phai dam bao rang nhan vién ciia minh san xuat ra mat
hang phi hop v6i nhu cau va thi hiéu ctiia khach hang.

Mubn vay thi nha quan 1y phai lam cho nhan vién hiéu rang khach hang
c6 y nghia séng con dbi v6i cong ty cua ho, dbi v6i nhitng loi ich c& nhan ma
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ho dugc hudng. Mat khac, nha quan 1y con phai tim ra bi¢n phép quan ly, st
dung lao dong hi¢u qua nhat thi méi co6 thé dat duge muc tiéu trén.

*Trinh @9 phat trién ciia dat nwéc:

Nhitng nudc ¢ trinh do phat trién khoa hoc k¥ thuat cang cao thi cang
¢ nhiéu kinh nghiém trong viéc quan 1y va str dung nhan lyc. Do d6, cong tac
t6 chirc quan 1y nhan luc & nhitng nudc nay thuong hoan thién hon va doi hoi
chét lugng d6i ngii lao déng cao hon so vdi cac nudc kém phat trién. Do 1a
mot nhan t6 anh huong dén viée t6 chirc quan 1y va phan cong lao dong.

*Poi thii canh tranh:

Trong nén kinh té thi trudng, doanh nghiép ludn ludn phai d6i mit voéi
su canh tranh gay git tir cdc doanh nghiép khac. Cudc canh tranh nay khong
chi 14 canh tranh vé san phém, loi nhuan, ma con 1a cudc canh tranh vé nguén
nhan luc. Béi vi, ngudn nhéan luc 13 ngudn tai nguyén quy gid, 13 nhan td
quyét dinh giup doanh nghiép c6 thé chién thing d6i thu cia minh trong san
xudt - kinh doanh. Dé ton tai va phat trién thi d6i voi mdi doanh nghiép khong
con con duong nao khéc 1a phai quan ly va st dung nhan luc c6 hi€u qua.
1.1.3.2. Nhén t6 chii quan

*Trinh d), nang lwe cta doi ngii can by cong nhan vién:

Néu yéu t6 trang thiét bi cong nghé giit chtrc ning truyén tai van hanh
thi yéu t6 con nguoi diéu khién sy van hanh d6. Mdi ca nhan trong t6 chic
déu mang trong minh mot yéu td riéng vén co cua ho. Vi thé quan 1y ngudn
nhan lyc 1a phai lam sao phat huy dugc nhiing diém manh, han ché diém yéu
ctia ho nham dem lai loi ich cho t6 chire. Mt khac, quan ly nguén nhan luc la
phai tao ra dugc co ché lam viéc hop 1y, ky luét chat ch€ va giam sat thi hanh
dam bao gén lién loi ich, trach nhiém cta c4 nhan véi t chuc.

Do d6, mudn lam dugc cong tac quan 1y nhan luc c¢6 hiéu qua cao, gop
phan nang cao chat lugng cong viéc, thi phai nang cao nhan thic ciia nguoi
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lao dong. Qua do, ta thiy rang k¥ nang lam viéc, ky luat lao dong, trinh do
nhan thirc cia nguoi lao dong anh hudng rat 1én dén hiéu lyc quan 1y.

*Co cau to chirc:

Cac quyét dinh quan ly duoc thuc hién thong qua cac by phan, don vi
trong doanh nghié¢p. Cac by phan d6 dugc xac dinh vi tri, chirc nang, quyén
han, trach nhiém thong qua co cdu t6 chic ctia doanh nghiép. Vi thé tinh 6n
dinh, khoa hoc cua co cu to chtrc s& dam béao cho viée trién khai quyét dinh
quan 1y duoc dién ra nhanh chéng, ding ké hoach dit ra. Mt khac thong qua
co ciu to chuc qua trinh truyén thong duoc thuc hién, tinh hiéu qua cua qua
trinh ndy gan lién véi co cdu t6 chirc va gin lién véi hiéu luc quan 1y.

*Nang lwc cua nha quan ly:

Ngoai cac yéu t6 ké trén thi hiéu luc ctia cong tac quan 1y nhan luc con
chiu sy tic dong manh mé ctia niang luc nha quan 1y. Pay 1a mot yéu t chu
quan bao gom tong hoa nhiéu van dé khac nhau ma nha quan 1y phai dam bao.

Nha quéan 1y phai 13 nguoi c6 tAm nhin chién lugc, biét nhin xa tréng
rong, ho phai thdy duoc nhitng nguy co va thach thirc d6i véi t6 chice dé co
giai phap dung dan. Sau d6, ho phai cé ki nang 1am viéc véi con ngudi, phai
biét phdi hop hoat dong cua tirng ca nhan riéng 1é trong tap thé nham dem lai
loi ich cho t6 chtrc. Bén canh d6, ho phai biét van dung kién thtrc vao thuc té
dé dat duoc két qua cao. Ngoai ra nha quan 1y con phai xay dung cho minh k¥
nang dam phan, giao tiép, giai quyét xung dot. Hoi tu nhitng yéu t trén, nha
quan ly s€ xay dung dugc cho minh nang luc lam viéc, huéng moi nguoi hoat
dong theo minh, luong trudc dugc moi kho khan, dam bao hiéu lyc quan ly.
Nhu vay, ning luc ctia nha quan 1y cd vai tro rat to 1on d6i véi cong tac quan
1y to chirc ndi chung va cong tac quan 1y nhan luc ndi riéng.

1.2. Co s& thue tién vé quan 1y ngudn nhan luc
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1.2.1. Kinh nghiém vé qudn 1y nguén nhan lwc trong doanh nghiép ciia mot
s0 quéc gia trén thé gidi

* Kinh nghiém cua Nhdt Ban

Nhat Ban hién nay 1a quéc gia phét trién dimg hang thir hai sau My.
Nhat ¢c6 mdt nén vin hoa truyén théng va tinh chit nhan ban. X& hoi Nhat
Ban c6 truyén thong, c6 dang cip rd rét, c6 muyc tiéu chd trong 13 lién két,
phat trién. Hé théng quan tri ngudn nhan lyc ¢ xt s& hoa anh dao nay vé
truyén théng c6 nhitng nét dic
trung nhu sau:

- Cong ty 1a mot dai gia dinh, lam viéc ¢6 nhom, ban, nhiéu mdi quan
hé chdng chéo.

- Nhan vién va cong ty cing chung van ménh do ché d tham nién va
lam viéc subt doi.

- Ché d6 tuyén dung lau dai, co thé subt doi. Nhan vién trung thanh,
quan tam dén loi ich 1au dai, c6 long tu trong, co6 tinh than tap thé cao, cham
chi, tich cuc, nhiét tinh trong cong viéc, thuc hi¢n hét viéc, khong hét gio.

- Pao tao duogc 4p dung theo dién rong, da ky nang, chu trong van dé
chat luong va mdi quan hé gitra dao tao va sir dung.

- Luong bong, khen thuong, kich thich mang tinh binh quan, thim nién
van 1a mot yéu tb quan trong lam co s& dé bat, thang tién.

- Mo ta cong viéc khong ro rang, pham vi rdng, nd1 dung phong pht.

- C6 sy phan biét 16n gitta nam va nit nhan vién trong tuyén dung, dio
tao, co hdi thang tién, tién luong.

- Ra quyét dinh theo nhom, nhén vién thich tham gia quan tri.

Tuy nhién tir cubi naim 1970 dén nay, dic biét trong thap ky 90, cac yéu
td van hoéa, kinh té, xa hoi va cong nghé¢ ky thuat cua nudc Nhat da c6 nhiing

thay d6i cin ban. Trong nhiéu cong ty dan hinh thanh su ddi nghich vé triét 1y
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cudc song giira thé hé nhan vién trung nién va cao tudi véi 16p thanh nién.
L&p thanh nién Nhat ngay nay da tiép nhan mot phan nép song phuong Tay.
Ho khéng coi trong yéu té trung thanh voi cong ty nhu trude, khong danh gia
cao tinh uwu viét cua ché do tuyén dung subt doi. Nguoc lai, ho mudn dé cao
yéu td tu do c4 nhan, mudn duoc huéng thu nhiéu hon, cht trong dén cac gia
tri vat chat. Quan tri ngué)n nhén lyc cua Nhat vi thé d3 co nhirng diéu chinh
nhu: Ché do tién lwong tham nién dugc bd sung thém cac yéu t6 hé thong
pham chét coéng viéc, thiang tién c6 tinh dén cac yéu t6 kha ning va két qua
thuc té thuc hién cong viéc...

* Kinh nghiém cua Singapore

Singapore 1a qudc gia tré cta chau A (thanh mot nha nude tu chi vao
nam 1959) dugc Au hoa, thong thao tiéng Anh. Theo thong ké vao nam 2010,
dan s6 clia nudc nay khoang 4,6 triéu ngudi (trong d6 76,8% 1a nguoi Hoa;
13,9% nguoi Ma Lai; 7,9% nguoi An Do, Pakistan va Sri Lanka; 1,4% nguoil
gbc khac), ngudn nhan luc cia Singapore da dang vé ching toc, vin hoa, ton
gido. Chinh phu chu trong dac biét dén gido duc, dao tao, dau tu manh vao
phat trién ngudn nhéan luc. Singapore dd xac nhdn cac gia tri qudc gia cho
phép cong dan Singapore gilt dugc cac dac trung va di san van hda ctia minh
gém: Quyén loi qudc gia dat trén quyén loi cia cong dong; quyén loi cua xa
hoi dat trén quyén loi ca nhan; gia dinh 1a hat nhan co ban cta xa hoi; sy giup
dd cong dong va ton trong dbi voi ca nhan; dong long, nhat tri, tranh xung
dot; hoa chung tdc va ton gido. Lanh dao thuong xuyén nhic nhd moi nguoi
vé su can thiét ton trong, hao hiép gitip d& 1an nhau. Chinh pht tham du vao
tat ca cac linh vuc kinh té cia dit nude, dan dao, dinh hinh sy phat trién kinh
té, x4 hoi va quan 1y xi nghiép. Singapore dua ra cac chinh sach khich 1& thu
hit chat xam & nudc ngoai, kich thich dau tu, chuan bi sin doi ngill cong nhan
dugc dao tao va c6 ky ludt cao, tuyén chon cac cong ty nudc ngoai 6n dinh co
cong nghé tién tién va da dugc chuan bi dé dau tu lau dai. Hoat dong quan tri
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ngudn nhan luc trong cac doanh nghiép cia Singapore c6 tinh chat chuyén
nghiép va c6 nhiéu diém giéng thuc tién quan trj nguén nhan lyc ciia phuong
Tay, cu thé 1a:

- Pé cao vai trd ctia ngudn nhan luc.

- Thuc hién hoach dinh nguén nhan luec.

- Ap dung céc k¥ thuat méi trong tuyén dung nham tuyén duoc nhiing
nhan vién gioi.

Chu trong dac biét cong tac dao tao, phat trién; coi dao tao 1a mot co s&
quan trong cho thing tién, bd nhiém.

- Ap dung cac bién phap khuyén khich vat chat va tinh than ddi voi
nhan vién.

- Chu trong cac bién phap ning cao quyén luc cho nhan vién.

- Kich thich nhan vién gan bo 1au dai véi doanh nghiép.
1.2.2. Kinh nghiém vé qudn Iy nguén nhén luc ciia Cong ty dong tau Ha Long

Viéc ap dung cac hé théng chinh sach quan 1y ngudn nhan lyc trong cac
doanh nghi¢p Viét nam dac bi¢t 1a cac doanh nghiép Nha nudc thuong kha
gidng nhau va da s6 chua theo kip véi cac phuong phap quan 1y hién dai. Trén
thuc té, tai Cong ty dong tau Ha Long hién nay, ciing gidng nhu mot s6 cong
ty nha nuéc khac, viéc quan 1y con mang nang tinh hanh chinh. Phong To
chtrc can b thuc ra moi chi thuc hién chirc nang nang vé hanh chinh theo hé
thdng chinh tri bang cach quan Iy nhan vién, quan 1y quan sd, chdm cong, tinh
lwong theo hé s6 thang bang luong ciia nha nudc va quy hoach can bd theo
cac quy dinh va chudn muc cua nha nude ma chua thuc hién duoc chire nang
Hoach dinh nguén nhan lue, dao tao, tim kiém nhan tai... do chwa c6 mot
phong HRM (Quan 1y nguén nhéan lyc) theo dung nghia. Thuc té 14 Can bo
quan 1y ngudn nhan lyc can tim ra cac bién phap dé phat trién phuong thirc
quan 1y nhan sy phu hop voi van hoa cong ty, triét Iy quan 1y ctia ban lanh

dao va chién luoc phat trién ciia Cong ty, tuy nhién, tat ca nhitng van dé cdt
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16i trén (van hoéa doanh nghiép, chién lugc, triét Iy 1anh dao, tim nhin...) van
chua duoc xdy dung. Va viéc quan 1y hoan toan dua trén nguyén tic hanh
chinh. Thu lao lao dong duogc tinh trén co s& binh quan thu nhdp va dua theo
thang bang ctia Nha nudc.

Pay khong chi 13 van dé cia riéng cong ty dong tau Ha Long ma 13 van
dé chung ciia rat nhiéu doanh nghiép nha nudc von mang ning tinh hinh thirc
va hanh chinh.

Nhin chung, Céng ty déng tau Ha Long van chua c6 cac quan niém 1
rang vé quan 1y ngudn nhan lyc va vai trd ciia nd trong to chirc nhu thé nao.
Tuy nhién, nhiéu dau hiéu vé cach suy nghi va hoat dong quan 1y da thé hién
rd tinh chat ciia quan 1y nguén nhan lyc trong cong ty ndy. Viéc quan 1y
doanh nghiép hoan toan chiu anh huéng rat manh cta yéu té chinh tri va
ménh 1énh hanh chinh. Theo quan sat cia nguoi viét, viéc quan 1y ngudn nhan
luc cua Cong ty nay khong hi¢u qua do cadc nguyén nhan chinh sau:

- Doanh nghiép 1a cong ty 100% vén nha nudce, chiu sy chi phdi va quan
Iy ctia nha nuéc va t6 chirc Pang, nén viéc quan 1y con mang ning tinh hanh
chinh, hinh thttc, co ché xin cho va chiu nhiéu tac dong khong may tich cuc.

- Viéc tuyén dung khong cong khai minh bach, khong c6 chién lugc
tuyén dung rd rang. Khong thong bao rong rai trén phuong tién thong tin dai
chung, khong c6 tiéu chi tuyén dung, ké hoach tuyén dung rd rang. Khong
thanh 1ap hoi dong tuyén dung. ..

- Viéc tuyén dung da s dién ra theo co ché xin- cho, theo mdi quan hé
c4 nhan hodc gia dinh... Hau qua 1a c¢6 mdi quan hé cac nhan thi vao dugc
cong ty, mot sd ca nhan may man c6 nganh hoc dic thi ma cong ty dang can
thi c6 thé vao “mién phi”, da s6 phai mét phi “bdi tron” mdi cé thé vao cong
ty. Day 1a tim 1y chung cua da sb ngudi lao dong hién nay 13 “mudn mat tién
dé duoc vao doanh nghi¢p nha nudc” cho 6n dinh. Dan dén tinh trang chét

lugng dau vao cia ngudn nhan lyc khong cao.
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- Viéc dao tao sau tuyén dung va dao tao lai khong dugc thuc hién triét
dé, da s6 mai chi dimg lai & dio tao an toan lao dong cho cong nhan mdi ma
khéng co dao tao chuyén mon, quy trinh 1am viéc, van hoa cong ty, chién
lugc phét trién, k§ nang lam viéc nhoém...do cong ty chua co. Va thuc té cling
chua c6 doi ngii can bd du nang luc dé phu trach van dé dao tao.

- Céac don vi du c6 nhu cau hay khong c6 nhu cdu tuyén dung thém
cling khong duoc tham gia phong van hay sat hach ngudi lao dong trudc khi
tuyén dung. Phong T chic danh quyét dinh xudng don vi ndo thi don vi ay
¢6 trach nhiém dao tao va bo tri cong viéc.

- Trong qua trinh 1am viéc, van dé thu lao lao dong, chinh sach luong
thudng cling gip rat nhiéu van dé bat cap. Hién tuong khong cong bang trong
thu nhap la hién tuong chinh xay ra tai moi don vi, dac biét vdi lao dong gian
tiép. Cén b tré c6 nang luc, lam viée tdt lwong chi béng mot phﬁn can bo 16n
tudi 1am 14u nim nhung tham chi khong lam dugc viée gi (do hé sb luong cua
ho cao. Hang thang viéc danh gia nhan vién duoc dién ra hét stic cam tinh &
cac don vi theo tinh chit quay vong, mot sé nhan vién yéu kém duoc quay
vong nhén lao dong loai B, C. Thuc té lao dong loai A, B, C co6 thu nhép
chénh nhau khéng nhiéu (khoang 100 - 200 ngan dong)

- Van dé thuong: Chu nghia binh quan, cao bang 1a vin dé ton tai nhiéu
niam nay, bén canh chinh sach lwong thiéu tinh canh tranh, cong bang, khong
thé tao dong luc cho nguoi lao dong, chinh sach thuong ciing 1a mot van dé
kha 16n tOn tai nhiéu nam. Ngoai viéc chi tra luong thiéu tinh canh tranh, tao
dong luc lao dong thi viéc chi trd thudng ciing rat thiu canh tranh. Bé“mg
ching 1a ctr vao dip cudi nim Cong ty lai thyc hién binh bau lao dong A,B,C,
murc thudng tét cho cac d6i twong nay ciing chénh nhau t6i da 500.000 d/ 1
muc. Vao céc dip khac nhu ban giao tau, ha thiy, ngay thanh 1ap cong ty,
Cong ty thuong thuéng binh quan tir Tong giam ddc dén coéng nhan déu

chung mot murc.
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- Chinh sach dai ng, thiang tién cho can bo céng nhan vién ciing duoc
thuc hién chua thuc su tot va minh bach. Viéc quyét dinh thang tién do Phong
t6 chirc tham muu va phai dua ra Ban chip hanh Pang bd biéu quyét trude
khi Téng giam déc ky quyét dinh bd nhiém dua trén céc tiéu chi:

+ Chuyén mon tot
+ Duéi 50 tudi
+ La dang vién...

Céc tiéu chi trén rat chung chung va khong co cac tiéu chi cu thé dé bd
nhiém. Viéc bd nhiém hoan toan thyc hién theo cac Quy dinh vé cong tac can bo
ctia Pang do Doanh nghiép nha nuéc van ap dung theo co ché Pang lanh dao.

- Ngoai ra, cong tac hoach dinh nguén nhan lyc cling khong dugc thuc
hién 1 cach khoa hoc, bai ban. Nhu d3 noi ké trén, viéc tuyén dung da sb
khong theo nhu cau thuc té. Khong co ké hoach, phan tich, danh gia nhu cau
thuc té khién tinh trang thtra van thira va thiéu van thiéu dién ra thuong
xuyén. Cu thé, can bo c6 ning lyuc thi luon thiéu tram trong, trong khi quan sb
ludn thira. Cong nhan tay nghé cao thiéu, nhung can bd phong ban thi nhiéu. ..

- Cong tac dao tao khong duoc chi trong. Bang chung 1a hang nim
ngoai viéc hun luyén An toan lao dong va Phong chdng chay nd theo Quy
dinh cua nha nudc va huéng ing nhitng “thadng, ngay an toan lao dong” hay
phuc vu cac co quan nha nude dén kiém tra, gan nhu khong c6 cac khoa dao
tao nang cao trinh do, tay nghé, k¥ ning... hay nang cao trinh d6 quan 1y cua
CB-CNV.

- Viéc danh gia két qua cong viéc cta ngudi lao dong dua trén nhiing
hiéu biét mot cach phi chinh thic vé nguoi d6 lam viéc nhu thé nao chu
khong phai 1a dwa vao cac cong cu danh gia mot cach chinh thng.

1.2.3. Kinh nghiém vé qudn 1y nguén nhén luc ciia Tong Cong ty CNTT
Nam Triéu (NASICO)
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Déi véi Tong cong ty CNTT Nam Triéu, ddy 1a mot cong ty 1on nhat
cua Tap doan cong nghiép tau thuy Viét nam (Vinashin) nhung lai 1a don vi
c6 hiéu qua san xuét kinh doanh kém nhét. Nguyén nhan sau xa theo nhan
dinh ciia nguoi viét 1a do ning luc lanh dao néi chung va tinh trang quan 1y
nguoén nhan lyc noi riéng.

C6 thé lay ngay céc con s6 sau dé so sanh:

- V& von dau tu:

Theo s6 liéu khong chinh thirc ngudi viét c6 duoc, trong giai doan 2005
- 2010, Téng cong ty CNTT Nam tri¢u da dau tu vao co s& vat chat vai sb
vbn khoang 9000 ty VND tir ngudn trai phiéu chinh phu (750 triéu USD) phét
hanh cho Tap doan Vinashin, trong khi Cong ty déng tau Ha Long dau tu
khoang 1.900 ty dong.

- V& co s& vat chat:

Nho khoan dau tu nhu néu & trén, NASICO d tro thanh 1 cong ty co
hé théng co s& vat cht tot nhét tap doan Vinashin trén dién tich gﬁn 100 hec
ta bao gdm khu vin phong, cong vién cdy xanh, nha xudng, trang thiét bi...

- V& ngudn nhan lyc:

NASICO ciing 12 1 cong ty c6 ngudn nhan luc dbi dao nhat Vinashin
v6i quan s6 1én dén 12.000 ngudi vao thoi ky hung thinh nhat trong khi Cong
ty dong tau Ha Long c6 khoang 6000 nguoi.

- Vé san pham:

Trong 5 ndm tir ndm 2005 - 2010, Nasico vdi tiém luc co s& vat chét va
nhan lyc nhu néu trén da ban giao dugc mot tau 53.000 tan va hai tau 53.000
tan ban giao trong tinh trang chi tu ép giam gia cho khong dat chét luong va
1 tau FSOS véi su gop stic cua 5 cong ty khac trong tap doan cung thi cong.
Pa s cac san phém khac chua hoan thién hodc hoan thién nhung khong ban
giao duogc do khong dat chét luong hoac bi cham tién d6 dan dén chu tau huy

hop dong, trong khi Cong ty dong tau Ha Long da ban giao cho chii tau gan
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30 tau 16n cac loai. Tau nhé nhét 1a 12.500 tin va 16n nhat 1a tau ché 6 to
4.900 xe.

Trén day la nhitng con s du rat chung nhung di phan anh dugc thuc
trang ctia doanh nghiép. Ngoai nhimg van dé tuong ty nhu Cong ty dong tau
Ha Long, qua quan sat ctia ngudi viét, Téng cong ty CNTT Nam triéu con gip
phai nhiéu van dé vé ngudn nhén lyc nhu sau:

- Hé théng qua céng kénh, viée bd tri co ciu td chic khong khoa hoc va
linh hoat.

- Chtrc ning nhiém vu cua cac phong ban, phan xudng thiéu tinh khoa
hoc, giy chdng chéo va thiéu hiéu qua.

- Ngudn nhan lyc qua dong (cao diém 1én dén 12.000 ngudi), nhung
phong T6 chirc lai khéng ¢6 du ning luc quan 1y. Viéc quan 1y hoan toan thi
cong va mang tinh chat hanh chinh.

- Nho ¢6 loi thé vé co s& vat chat, nén cong ty dd bd tri cho 100% can bd
tir cip phé phong tré 1én ¢6 phong lam viée riéng (can b cap pho phong ciing
rat nhiéu) khién viéc quan 1y cong viéc khong siu sat, qua nhiéu khau trung
gian, xa cach vé khong gian, thoi gian...dan dén quan 1y khong hiéu qua.

1.2.4. Bdi hoc kinh nghiém vé Qudn ly nguén nhéan luc cho Cong ty co
phén cong nghiép tau thity Péng Bic

Nghién ctru, hoc tip va van dung kinh nghiém cta cac quc gia trén thé
gid1 trong linh vyc dao tao st dung quan 1y nhéan luc 1a mot cong viéc hét stc
can thiét. Pong thoi qua kinh nghiém quan 1y va sir dung ngudn nhan lyc cia
mot s& doanh nghiép déng tau 16n ciia nganh cong nghiép tau thiy Viét Nam,
Cong ty c6 phan cong nghiép tau thuy Pong Bic ciing duc rat duge nhiéu bai
hoc kinh nghiém quy bau, khac phuc dugc han ché cua hai doanh nghiép dong
tau. Tuy nhién, viéc tham khao va lua chon can phai duogc tién hanh mét cach

than trong va khoa hoc phu hop véi thuc tién tai Cong ty. Nhitng bai hoc kinh
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nghiém duoc dtc rat cho Cong ty trong quan 1y va st dung ngudn nhan luc
bao gom:

- Viéc tuyén dung phai cong khai va minh bach, tranh co ché con 6ng
chau cha, mdi quan hé quen biét. Co ké hoach va ndi dung tuyén dung rd rang.
Nén thanh 1ap mot hoi dong tuyén dung. Nhitng nguoi 1am cong tac tuyén dung
phai c6 k¥ nang phong véan, danh gia nang luc cac tng vién.

- Cong tac dao tao sau tuyén dung phai duoc chi trong dé nang cao kha
nang cua nguoi lao dong. Phai chu trong vao cong tac danh gid hi€u qua cua
viéc dao tao.

- Ché d6 khen thudng phai hop 1y nham khich 1é tinh than va tao dong
lyc lam viéc cho nguoi lao dong.

- Chinh sach dii ngod va thang tién cho nguoi lao dong phai minh bach,
danh gia dung ning luc 1am viée ciia ho nham thu hat va gilt chan nguoi gioi.

- Cong tac hoach dinh nguén nhan luc phai dugc thuc hién mot cach
khoa hoc, bai ban; tranh tinh trang thira thiéu tai cac bod phan.

- B4 tri bo may quan 1y hop 1y, linh hoat. Tranh gay lang phi va chong

chéo gitra cac by phan.
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Chuong 2
PHUONG PHAP NGHIEN CUU

2.1. Mot s6 cau héi dit ra ma dé tai can giai quyét

- Trong giai doan 2008-2013, thuc trang quan ly ngudén nhan luc cua
cong ty cb phan cong nghiép tau thay Dong Bic nhu thé nao? Nhitng két qua
va nhitng van dé ton tai? Nguyén nhan?

- Pinh hudng quan 1y ngudn nhan lyc cia Cong ty cd phan cong nghiép
tau thuy Dong Bic trong giai doan tir 2014 - 2020 14 gi?

- Bing nhiing giai phap nao c6 thé hoan thién quan 1y ngudn nhan luc tai
Cong ty cd phan cong nghiép tau thity Pong Bic trong giai doan 2014 - 2020?
2.2. Phuong phap nghién ciru
2.2.1. Céch tiép cin

Tac gia luén quan triét quan diém tong thé trong nghién ctru dé tai.
Trudc hét hoc vién di tir cac khai niém, dinh nghia theo cich hiéu diy du
nhat, dua ra cach phan loai theo nhiéu goc do tiép can khac nhau. Tiép do,
nhan dinh vé vai tro cla nguén lao dong, hoc vién da dé cap dén vai tro nhiéu
mit cta viéc quan 1y ngudn lao dong d6i v6i nén kinh té. Cudi cung, nhiing
dé xuat vé giai phap nhim hoan thién quan 1y ngudn lao dong trong giai doan
td1 dugc hoc vién xay dung mot cach toan dién: Tu nhiing giai phap ctuia cong
ty, dén chinh sach nha nudc...

2.2.2. Phwong phap nghién curu

Pé tai sir dung dong bd cac phuong phap nghién ciru nhu phuong phap
thdng ké, phan tich - tong hop, 16 - gich - lich st... trong nghién ciru va phan
tich dé tai.

Phuong phép toa dam, iy y kién chuyén gia. ..

Pé tai c6 gang sir dung nhiing sb liéu chinh thiic ctia cac co quan ¢ uy

tin trong nudc nhu Vién kinh té Viét Nam, Vién kinh té va Chinh tri thé gioi,
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Téng cuc théng ké, Tap chi Kinh té - Quan ly, céc ngué)n s6 liéu ndi bo cua
chinh cong ty...
2.2.2.1. Phuong phap thu thap thong tin

+ Phuong phap thu thap thong tin thir cap:

Dua trén nhiing nguén sb liéu chinh thuc phuc vu cho viéc nghién ctu
dé tai, nguon so liéu 14y tir cac nguodn sau:

- Nguén s6 liéu nodi bo duogc thu thap tur diéu tra thuc té tai Cong ty ¢
phéan cong nghiép tau thuy Pong Bic. Nguodn sd liéu nay duoc cung cip boi
cac phong TCHC, TCKT.

- Tir nguon nién giam thong ké cua tong cuc tong ké.

- T Tap chi Kinh té - Quan 1y va tap chi nghién ctru kinh té.

- T tap chi, sach, bao, bao dién tir...

Thu thap thong tin thir cip gitp cung cdp day du chinh xac va toan dién
toan bo hé thong cac thong tin lién quan dén thuc trang quan ly ngudn nhan
luc tir 2008-2013, tir 46 dé ra duoc cac giai phap nhdm hoan thién cong tac
quan 1y ngudn lao dong ctia Cong ty giai doan 2014-2020.
2.2.2.2. Phirong phdp tong hop thong tin

* Uu diém: Bang phuong phap tong hop, ngudi ta tap hop cac ¥ tudng,
cac su kién thanh mot toan thé, nguoi ta di tir cic nguyén 1y, nguyén nhan
xubng dén cac két qua. Ngoai cong dung chinh 1a tong hop van d¢, phuong
phép tong hop con co thé cho phép kham pha ra duoc mot s6 van dé moi.

* Nhuoc diém: Tong hop khong thé nao ddy du hoan toan vi tri tué con
nguoi cling c6 nhirng gidi han nhét dinh, kho dat duoc dén mot téng thé tuyét
d6i. Boi vi ching ta khong thé va khéng bao gid ndm duoc chan 1y hoan toan,
kién thirc ctia ching ta 13 c6 gidi han va bao gid ciling con thiéu sot.

2.2.2.3. Phuwong phdp phdn tich thong tin
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* Uu diém: Phuong phap phan tich thong tin giup ta danh gia dugc mot
cach chi tiét, cu thé theo tung khia canh, tr d6 ¢6 nhiing nhan dinh va danh
gid mot cach chinh xac vé toan bd van dé do.

* Nhuoc diém: Viéc phén tich phu thudc rat nhiéu vao cach nhin nhan
va van dé ngudi phan tich, theo d6 cac két qua phan tich d6i khi tach roi hé
thdng khong thé hién duoc mdi lién hé tong thé ciia mot van dé nghién ctu.

- Mot s6 phuong phap phan tich duoc st dung:

+ Phurong phdp thong ké kinh té: Dya trén co sd cac tai liéu, sb liéu da
thu thap duoc ta tién hanh théng ké, phan tich lai toan bo cac tai liéu, s6 liéu
phuc vu cho viéc nghién ctru céc co s& 1y ludn vé ngudn nhan lyc va quan Iy
nguoén nhan lyc tai Cong ty c¢b phan céng nghiép tau thuy Péng Bic trong giai
doan tir nam 2008 - 2013, d6ng thoi loai bo nhitng tai liu, s6 liéu khong can
thiét va thiéu chinh xac.

Téng hop s6 liéu, nhitng dir lidu cén thiét lién quan dén cong tac quan
1y va sir dung ngudn lao dong ctia Cong ty, dwa trén nhirng s liéu thong ké
qua cac nam dé phan tich cac yéu td anh huong dén cac dix liéu thu thap duoc,
danh gia nhimng vu diém va nhuoc diém cia cong tac nay tir d6 dwa ra nhiing
giai phap thuc hién tét hon.

+ Phurong phdp so sanh: Sau khi tinh toan s liéu ta tién hanh so sanh
s6 liéu gitra cac nam. Tir d6 dua ra dugc nhitng nhan xét, danh gia thong qua
két qua tong hop va tinh toan s liéu vé cong tac quan 1y ngudn nhan lyc tai
Cong ty cb phan cong nghiép tau thity Pong Bic tir nim 2008 — 2013.

Tir phuong phap so sanh qua cac nim dé danh gia sy phat trién, ting
truong ctia Cong ty. Tir nhitng nhin xét danh gia dua ra cac két luan vé két
qua hoat dong san xuét kinh doanh cuta Cong ty: thuan loi, kho khan; Nhitng
uu diém, nhuge diém ton tai.

+ Phuong phdp chuyén gia, chuyén khao

- Thit nhdt, Phurong phdp chuyén gia
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Cin cir vao Yy kién ctia cic chuyén gia trong linh vuc tau thuy, cac nha
lanh dao, cac can b, cac can bd quan ly, ngudi san xuét gidi co kinh nghiém,
céc can bd vé ky thuat thong qua céc tai liéu hoac trao ddi truc tiép voi ho dé tac
gia c6 két luan chinh xac nhét vé van dé minh nghién ciru.

- Thur hai, Phuong phadp chuyén khao

Phuong phap chuyén khao 1a phuong phap nghién ctru cac tai liéu mang
tinh chét 1y luan vé ngudn lao dong va nhiing tac dong cta ngudn lao dong.
2.3. Hé thong chi tiéu nghién ciru

Do viéc quan 1y va st dung ngudn nhan luc ¢6 anh hudng truc tiép dén
céc hoat dong san xuat kinh doanh cta doanh nghiép nén viéc danh gid quan
Iy ngudn nhan luc ¢6 thé dwa vao nhiéu chi tiéu. Chi phi lao dong ciing 1a mot
yéu td cau thanh gia thanh san pham, ngudn nhan luc 1a mot yéu té dem lai loi
ich kinh té cho doanh nghiép, do vy viéc danh gia quan 1y ngudn nhan luc co
anh huong truc tiép dén cac hoat dong san xuat kinh doanh ctia doanh nghiép.
Cac chi tiéu danh gia cong tac quan 1y ngudn nhan luc, do vay ciing cd ¥
nghia rat quan trong. Cac chi tiéu phai cho thay: c6 tiét kiém duogc chi phi lao
dong khong? C6 tang dugc ning sut lao dong khong? Co phat huy hét kha
ning ctia ngudi lao dong hay khong? Anh hudng dén tinh hinh hoat dong san
xuét ciia doanh nghiép nhu thé nao?

Tuy vao dic thu cia mdi nganh, mdi doanh nghiép ma cic doanh
nghiép c6 cac chi tiéu danh gia khac nhau. Trong bai viét nay, tac gia phan
tich mot sb chi tiéu cta cong ty dong tau Pong Bic.

2.3.1. Chi tiéu vé nang sudt binh quin mét lao dong

Trong thuc té khi tinh ning sudt lao dong thuong dwa vao chi tiéu gia
tri san xuat. Piéu nay khong dam bao tinh so sanh duoc giita két qua va
ngudn luc, khong cho phép phan anh hiéu qua tiét kiém chi phi lao dong qua
khr, tir @6 khong cho phép phan anh chinh xac hiéu qua nén kinh té san xuat

x4 hoi va can dugce dic biét luu ¥ khi sir dung ndng suat lao dong theo gia tri
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san xuat dé danh gia hiéu qua nén san xuat xa hoi. N6 duoc van dung hop 1y
nhat khi danh gia ning suét lao dong song 1a chi tiéu ning suét lao dong song.
Chi tiéu biéu hién ning suat lao dong vat hoa 1a tiét kiém chi phi trung gian,
nhd d6 vé6i luong chi phi trung gian nhét dinh c6 thé mang lai nhiéu két qua
kinh té.

Tuy thudc vao viéc chon chi tiéu goc so sanh, nang suét lao dong duoc
thé hién bang hai chi tiéu: thuén (+) va nghich (-). Ca hai chi tiéu nay dugc
biéu hién muc ning suit lao dong nhung co tic dong phan tich khac nhau.
Ning suit lao dong theo chi tiéu thuan cho phép phén tich anh hudng ning
suit lao dong dén cac chi tiéu két qua kinh té twong ung dat dugc. Nang sut
lao dong theo chi tiéu nghich cho phép phén tich anh hudng ting ning suit
lao dong dén bién dong chi tiéu chi phi vé lao dong bo ra.

Méi quan hé giita chi tiéu niang suit lao dong thudc hai nhom hiéu qua
chi phi thuong xuyén va hiéu qua ngudn luc dugc thé hién qua cong thic.

NSLD = NSLDpg* NLVy

Trong do:

NSLB: ning suat lao dong.

NSLD,y: nang suat lao dong ngay.

NLVy . ngay lam viéc thyc té.

Khac véi chi tiéu ning suat lao dong trong nhom chi tiéu hiéu qué kinh
té chi phi thuong xuyén, chi tiéu ning suit lao dong thudéc nhom hiéu qua
kinh té nguén luc san suét co thé duoc xac dinh cho cac cép do khac nhau:
Doanh nghiép nganh va toan bo nén kinh té qudc dan.

* Chi tiéu NSLP tinh bang tién (gid tri):

La dung san lugng tinh bang tién cua tit ca cac loai san pham dé biéu
hién mirc NSLD ctia mot nguoi lao dong:

W=Q/T
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Trong d6: 'W: Mitc NSLD tinh bang tién ctia mot ngudi lao dong.
Q: Tong san lugng tinh bang tién.
T: Téng s6 lao dong

Uu diém: C6 thé dung dé tinh toan cho céac loai san pham khac nhau va
céc loai hinh t6 chirc khac nhau.

Nhuoce diém: Phu thudc vao gia tri thanh phém 16m hay nhd.

Chi tiéu nang suat binh quan mot lao dong cho ta biét mdi lao dong lam
ra bao nhiéu déng doanh thu hay logi nhuan trong 1 khoang thoi gian nhét dinh
(cu thé 1a ngay). Chi tiéu nay cang cao cho thay hiéu qua st dung ngudn nhan
luc cang hiéu qua.

2.3.2. Chi tiéu vé thu nhdp binh qudn ciia ngwoi lao dong

Thu nhap tir vi¢c 1am vura 1a muc dich, vira 1a dong luc cua nguoi lao
dong. Chi tiéu nay c6 ¥ nghia quan trong trén ba phuong dién: Thir nhit, day
1a chi tiéu quan trong nhit cta hé thong thong tin thi trudng lao dong. Thir
hai, thong tin vé muc thu nhap tir viéc lam phuc vu viéc danh gia muc séng va
céc diéu kién lam viéc cua nguoi lao dong. Thir ba, phuc vu viéce 1ap ké hoach
phat trién kinh té xa hoi, xdy dung cac chinh sach vé thu nhap va tai chinh,
diéu chinh luong tdi thiéu va thuong lugng tra cong lao dong, an dinh nghia
vu dong bao hiém xa hoi va cac phuc loi khac.

Pé d¢ danh gia murc thu nhap binh quan ma nguoi lao dong nhan duoc
trong mot thoi gian nhét dinh nguoi ta sir dung cong thirc:

TNBQ =TL/L

Trong do:

TNBQ: Thu nhap binh quan nguoi lao dong nhan dugc theo mot thot
ky nhét dinh.

TL: Tong quy luong;

L: Téng s6 lao dong.
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Chi ti€u nay méi chi danh gid duge mirc thu nhap binh quan chua phan
anh duoc ning suét lao dong.

Do tinh hinh san xuét kinh doanh, mtc lgi nhuan c6 anh hudng truc
tiép dén téng quy lwong nén nd ciing anh huong dén thu nhap binh quan.
Ngoai ra, né ciing chiu anh huéng truc tiép tir sd lao dong trong doanh
nghiép. Véi s luong lao dong khong ddi thi tong quy lwong va mirc thu nhap
binh quan thé hién tinh hinh san xuat kinh doanh cta cong ty.

Thu nhap binh quan cta nguoi lao dong thip s& anh hudng sau sac dén
do1 séng, nhiét tinh va hi¢u qua lam viéc cua ngudi lao dong. Thu nhép cao s€
1a dong lyc thiic day ngudi lao dong 1am viéc hing say hon tir d6 ning cao
hiéu qua san xuat kinh doanh ctia doanh nghiép.

Dbi véi cac doanh nghiép san xuat thudc loai hinh doanh nghiép tu
nhan hodc ¢6 phan nhu Cong ty c6 phan CNTT Déng Bic - d6i tuong nghién
clru ctia dé tai, quy luong, hay thu lao lao dong duoc xay dung va chi tra trén
co s dinh muc khoan san pham, cu thé 1a tién lwong dugc tinh trén co so kg
thanh pham/ kg kim khi. B phan quan 1y, lao dong gian tiép ciing dugc tra
luong theo ty 1€ nhét dinh dya trén doanh thu/ téng thu nhap cta bd phan lao
dong truc tiép san xuat. Do do, chi tiéu binh quan thu nhap cua nguoi lao
dong phan anh rat rd hiéu qua st dung ngudn nhén lyc. Binh quan thu nhap
cang cao, nghia 1a hiéu qua sir dung lao dong ciing cao.
2.3.3.Chi tiéu vé trinh dp ciia ngwoi lao dong

Chi tiéu vé trinh do vin hod chung ciia nguoi lao déng: Trinh do van
hoa chung ciia nguoi lao dong 1a sy hiéu biét cia nguoi lao dong ddi voi
nhimng kién thitc phd thong vé tu nhién va xa hoi. Trinh d6 van hoa chung cua
nguoi lao dong duoc biéu hién théng qua cac ndi dung nhu: trinh do tiéu hoc;
trinh d6 phd thong co sé (cap II); trinh do phd thong trung hoc (cap III); trinh

do dai hoc va trén dai hoc..
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Trinh d6 van hoa ctia ngudn nhan lyc 13 mot chi tiéu quan trong phan anh
chét luong ngu(‘A)n nhan luc. Trinh d§ van hoa cao tao kha nang tiép thu va van
dung mot cach nhanh chéng nhiing tién bo khoa hoc k¥ thuét vao thuc tién.

Chi tiéu vé trinh dg chuyén mén lao déng: Trinh d6 chuyén mon 1a su
hiéu biét sdu vé moét chuyén mon ndao d6 va kha ning thyc hanh vé chuyén
mén d6, n6é biéu hién trinh d6 duoc dao tao & céc truong trung hoc va cao
déng, cac dai hoc va sau dai hoc, c6 kha nang nim vitng mdt cong viéc thudc
chuyén mén nhat dinh.

Trinh do chuyén moén cua ngudi lao dong trong doanh nghié€p dugc do
béng: Ty 1€ can bg trung cép; ty 1€ can bd cao déng, dai hoc; ty 1€ can b trén
dai hoc..

Trong mdi chuyén mén c6 thé phan chia thanh nhiing chuyén mén nho
hon nhu dai hoc bao gdm: kinh té, ngoai ngit, k¥ thuat....thdm chi trong ting
chuyén mon lai phan chia thanh nhiing chuyén mon nhé hon nira.

Trinh d6 k¥ thuat cua ngudi lao dong thudng dung dé chi trinh d6 cua
nhirng nguot duge dao tao & cac truong ky thuat, truong day nghé, dugc trang
bi kién thirc nhat dinh, nhiing k¥ ning thuc hanh vé cong viéc nhat dinh. N6
duoc biéu hién thong qua cac chi tiéu: s6 lao dong dugc dao tao va lao dong
phd thong; s6 ngudi co bang ki thuat va khong cé bang; trinh do tay nghé
theo bac tho.

Trinh d6 chuyén moén va ky thuat thuong két hop chit ché véi nhau
thong qua chi tiéu s lao dong duoc dao tao va khong duoc dao tao trong ting
tap thé ngudn nhan luc.

2.3.4. Chi tiéu vé doanh thu va lpi nhudn ciia doanh nghiép

Day 1a chi tiéu thé hién ning suét lao dong bang tién mat cia mot ngudi

lao dong tao ra trong mot khoang thoi gian nhét dinh:
W=Q/L  hoac W=LN/L
Trong do:
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Q: Téng doanh thu

LN: Téng loi nhuan

L: Tong s6 lao dong

W: Mitrc doanh thu/lgi nhuan ma mot lao dong tao ra

Uu diém: Chi tiéu ndy c6 thé str dung rong rii cho cac loai hinh doanh
nghiép khac nhau, c6 thé dung dé so sanh ning suit lao dong gifta cac loai
hinh doanh nghiép khac nhau.

Nhuoc diém: Chwa phan anh dugc hiéu qua st dung ngudn nhan lyc
dua trén két ciu lao dong, tinh hinh bién dong lao dong,...; Nhitng san phém
c6 gia tri cao khi & dang ban thanh pham van khong xac dinh duoc.

Chi tiéu nay c6 thé phan anh rd hiéu qua sir dung nguodn nhan lyc dya
trén té)ng doanh thu/ lgi nhudn ctia Doanh nghi¢p hodc doanh thu/ lgi nhuan
binh quan cua 1 ngudi lao dong tao ra. Doanh thu/ lgi nhuan cang cao nghia
1a hiéu qua st dung lao dong cang 16n.

2.3.5. Chi tiéu vé sir dung lao dong theo mirc dp bé tri diing nganh nghé

Pé danh gia hiéu qua quan 1y va st dung lao dong ta ciing c6 thé dua

trén chi tiéu hé s sir dung lao dong duoc bé tri dung nghé (K):

S6 lao dong dugc bd tri dang nghé

“ Téng s6 lao dong

Luc luong lao dong c6 két cdu nghé nghiép hop 1y 1a mot luc luong lao
dong khong chi 6 s6 luong lao dong hop 1y ma con ca chat luong lao dong hop Iy
tire 1a lyc lugng lao dong nady phai ¢o trinh d§ chuyén mon, c6 kha nang lam viéc
nhung dong thoi phai duoc bb tri ding viée, ding nganh nghé va phu hop.
2.3.6. Chi tiéu vé si dung nhan luc theo mivc dp hop Iy ciia co cdu nghé nghiép

Panh gia hiéu qua quan 1y va sir dung lao dong theo két cau lao dong
tirc 1a xem xét co cu lao dong tai mdi bd phan, hoac gilra cac by phan da hop
Iy chua, ciing nhu dam béo tinh dong bo ctia ngudi lao dong trong qué trinh
thue hién cong viéc. Du thira hay thiéu lao dong & bat ky bd phan niao déu anh
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huong khong t6t dén hoat dong ctia doanh nghiép, dic biét nd 1lam mét di tinh
dong bo va kha nang hop tac giita cac bd phan.

Hau qua cua viéc khong sir dung hét kha ning lao dong, lang phi stc
lao dong va tat yéu gay lang phi trong cic khoan chi phi va né anh hudng
khong nhé dén chinh sach phat trién trong twong lai cia doanh nghiép trén
nhiéu linh vuc ma dic biét 13 chinh sach nhan sy. Bang cach so sanh sb luong
lao dong hién c6 va nhu cau s& phat hién dugc s lao dong thira thiéu trong tirng
cong viéc, ting bd phan va trong toan bo doanh nghiép.

Chuong 3
THU'C TRANG CONG TAC QUAN LY NGUON NHAN LUC TAI
CONG TY CO PHAN CONG NGHIEP TAU THUY PONG BAC

GIAI POAN 2008 - 2013

3.1. Tong quan vé Cong ty c6 phan cong nghiép tau thily Pong Bic
3.1.1. Qud trinh hinh thanh va phdt trién

Cong ty ¢ phan cong nghiép tau thity Pong Bic (Dongbacshin) dugc
thanh 1ap ngay 11/03/2008 va chinh thtrc di vao hoat dong tur ngay 01/04/2008
trong bdi canh nén kinh té dang budc vao giai doan dau cta cudc khing
hoang toan cau véi nhirng d4u hiéu hét suc rd rét, diéu do cling b4o hi¢u qua
trinh thodi trao ctia nganh cong nghiép tau thuy va van tai bién. Nhung véi su
nd lyc va quyét tAm cao ctua Hoi dong quan trj va Ban lanh dao cong ty,
Dongbacshin di vira dau tu xay dung co s& vat chat, vira bat tay vao thi cong
nhimg san pham dau tién véi mudn van kho khin chong chét, dé dén ngay
hém nay Dongbacshin di trg thanh mot trong sb rat it nha may ngoai qubc
doanh con ton tai va phat trién bén virng tai Vi¢t Nam.

Tir nhitng san pham dau tién nhu tau hang 2.300 tin, dén tau hang
5.200 tan s6 1, s6 2 cung cac loai sa lan, tau cong vu 16n nho, dén nay doi ngii

CB-CNV cila Dongbacshin di c6 thé tu tin thi cong nhiing san pham 16n hon
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v6i tinh nang k¥ thuat phie tap va hién dai hon nhiéu 1an nhu sé ri tau hang
10.500 tan, 12.500 tan, tau cong trinh... thoa man yéu cau khat khe nhat cua
cac co quan dang kiém qubc té nhu Rina, DNV, NK...

Trén co s& nhitng thanh tyu da dat duoc, Dongbacshin da manh dan
xay dyng tdm nhin chién lugc cho cac nim tiép theo 1a “trd thanh mot cong ty
dong tau c6 hé théng quan 1y tién tién va xay dung mot thuong hiéu hang dau
trong nganh cong nghiép tau thiy Viét Nam, dua nhiing con tau mang thuong
hiéu Viét Nam dén voi cac ban hang trén toan thé gion”.

Véi ton chi: “Hai long 1a chién lugc, Chat lugng 14 sdng con”, bén canh
viéc khong ngimg dau tu hoan thién co sé vat chat, nang cao ning luc dong
m&i cac san pham chét lugng cao, Dongbacshin ludn chu trong dén cong tac
hoan thién bd may quéan 1y, dao tao nang cao chat luong, tay nghé cua CB -
CNV; khong ngirng xay dung mdi truong lam viéc khoa hoc, canh tranh, tac
phong chuyén nghiép dé thoa mén t6t nhat yéu cau ctia khach hang gép phan
xay dung cong ty ngay cang phat trién.

Hién nay, ngoai nhitng san pham tau bién truyén thdng, cong tac sira
chita, hoan cai...Dongbacshin cling d3 mé rong thém mot sé hoat dong san
xudt kinh doanh c¢6 lién quan mat thiét dén nganh nghé san xuét kinh doanh
chinh, nham tao thém cong an viéc lam cho CB-CNV va dam bdo cho su phat
trién bén vimg cta cong ty. Cong ty di tao dugc mdi quan hé hop tac véi
khoang trén 60 khach hang trén toan thé gidi trong d6 c6 mot sb thi truong
méi 1an dau khai thac nhu Chau Phi, An P9, Malaysia... bén canh cac thi
truong truyén théng ctia nganh céng nghiép tau thuy Viét Nam nhu Han
Quéc, Nhat Ban, Chau Au. Mot loat cac don hang mdéi dang dugc xuc tién
dam phén véi nhiéu tin hiéu rat kha quan.

Ngay tir nhitng ngay dau tién ctia nim méi 2014, Cong ty di trang thau

va ky hop ddng véi hing Posco cua Han Qudc 02 don hang thi cong két cau
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thép cho khu lién hop ché tao gang thép Formosa voi tong gia tri hop dong
1én dén hon 300 ty. Trong nim nay cong ty ciing ky vong s& ky thém duoc
hop dong dong mai tau bién voi cac ddi tac dang dam phan. DAy hira hen s&
13 mot nim phat trién manh mé d6i voi Dongbacshin.

Bén canh d6, dé quang b4 hinh anh cta cong ty dén cac ban hang trén
toan thé gidi, ciing nhu ddy manh cong tac thi trudng, trong nim vira qua
Dongbacshin cling di trién khai ky cac thoa thuan hop tac chién luge thoa
thuan moi giéi doc quyén véi cac Cong ty, hing moi gidi tau bién, dau tu tai
mot s6 qubc gia nhu Uc, An Do, Nam Phi, Nigieria. ..

Tin tudng rang, voi nhitng tiém ning va hé thdng khach hang, thi
truong hién c6, Dongbacshin s& c6 s6 lwong don hang tuong d6i 16n khi thi
truong dong tau thé gidi bat dau hoi phuc

* Thong tin chung vé Cong ty:

- Tén cong ty viét ddy du bang tiéng Viét: "CONG TY CO PHAN
CONG NGHIEP TAU THUY PONG BAC”

- Tén giao dich Qudc té: DONGBACSHIN

- Pia chi: Cang Km6 - Quang Hanh - TP. Cam Pha - Tinh Quang Ninh

- Dién thoai: (+84-033) 3 939.058 - Fax: (+84-033) 3 939.053

- Website: dongbacshin.com.vn

- Von diéu 1&: 150.000.000.000 VND
3.1.2. Pic diém hoat dpng sin xudt kinh doanh va két qud kinh doanh
trong nhitng ndm gan day ciia Cong ty
3.1.2.1. Linh vuc kinh doanh cua Céng ty

- Pong mai va stra chita cac phuong tién van tai thuy co tai trong dudi

30.000 tin va céc loai tau cong trinh, dich vu...
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- Gia cong, ché tao co khi, két cau thép xuat khau va phuc vu cac cong

trinh trong diém qudc gia nhu cac nha may nhiét dién, nha may loc hoa dau,

cac khu ché xuat...

- Xay dung dan dung va cong nghiép.

- Kinh doanh xing dau va dau tu tai chinh.

- Kinh doanh xut nhap khau vt tu thiét bi tau thily va kinh doanh kim khi.

3.1.2.2. Pdc diém hoat déng san xudt - kKinh doanh va két qud kinh doanh ciia

céng ty trong nhitng ndm gan day

Cong ty ¢ phan cong nghiép tau thuy Pong Béc 1a don vi san xuét kinh

doanh, trong d6 nganh nghé chu yéu ctua Cong ty 1a dong méi phuong tién

thity. Con lai 12 stra chira phuong tién thily va cac nganh nghé phu tro khac.

Bang 3.1: Doanh thu tir cic nganh nghé ciia Cong ty nam 2011 - 2013

DVT: VND
TT Noi dung Nam 2011 Nam 2012 Nam 2013
Doanh thu dong
1 102,941,661,885(277,910,330,760(319,875,396,140
maoi phuong tién thay
2 |Doanh thu xay dung 8,105,000,000| 3,398,127,400| 4,887,807,000
3 |Doanh thu stra chita 160,393,135 211,585,500
4 |Doanh thu gia cong co khi 195,000,000 621,117,853 126,850,000
5 [Doanh thu khac 3,779,126,262| 3,664,875,755| 5,110,211,279

(Nguon: Phong TCKT - Céng ty c¢é phdn céng nghiép tau thity Péng Bac)

Nhin vio bang trén c6 thé thay trong 3 nam tir 2011 dén 2013 doanh

thu chu yéu cta Cong ty cd phan cong nghiép tau thuy Pong Bic 1a dong méi

phuong tién thiy bao gdm tau hang, tau coéng trinh, tau cong vu, xa lan.

Doanh thu tir stra chita, xay dung, gia cong co khi va doanh thu tir cac nganh

nghé khéc 1a khong nhiéu. Nam 2013 13 nim ma nganh coéng nghiép tau thuy
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ctia Viét Nam c6 nhiéu bién dong 16n v6i nhiéu thay doi trong qua trinh tai co
cAu va sap nhap. Do vay don hang déng moéi tir cac chu tau nudc ngoai va
trong nudc hau nhu khéng cd. Tuy nhién Céng ty cd phan cong nghiép tau
thity Pong Bic lai it bi anh huong. Bang ching 1a doanh thu tir dong méi
phuong tién thiy cua cong ty ting 1én dang ké so v&i cac nam trude do.

La cong ty dugc thanh 1ap trong bdi canh nén kinh té thé gidi dang
budc vao thoi ky khung hoang déng thoi nganh cong nghiép dong tau va van
tai bién ciing d3 dén giai doan thodi trao. Khé khin chong chat kho khan, tuy
nhién trong thoi gian qua ban linh dao va toan thé can bd cong nhan vién
Cong ty dang timg budc thao g& khé khan ach tic nay sinh trong qua trinh san
xuét, buéc dau dat duoc nhirng két qua dang khich I¢.

Bing 3.2: Két qua thwe hién kinh doanh 3 nim 2011 - 2013

DVT: VND
TT Chi tiéu Nam 2011 Nam 2012 Nam 2013
1 | Doanh thu 117,156,399,174 | 286,754,844,903 | 330,265,283,994
2 | Chi phi 114,776,086,561 | 286,046,535,960 | 325,381,386,333
3 | Loi nhuan thuan 2,380,312,613 708,308,943 | 4,883,897,661

(Nguon: Phong TCKT - Céng ty c6 phan céng nghiép tau thiyy Déng Bic)

Qua bang so liéu trén ta c6 thé danh gia tong quat tinh hinh san xuat
kinh doanh trong 3 nam (2011-2013) ctia Cong ty cd phan cong nghiép tau
thity Pong Béc tuong d6i tot, phat trién theo chiéu hudng di 1én. Nam 2013 1a
nam c6 doanh thu va loi nhun thuan cao nhét. Diéu nay thé hién hoat dong
san xuat kinh doanh c6 hiéu qua ctua Cong ty. Dé c6 duoc két qua nhu trén 12
su nd lyc cb gang cua hang tram can b cong nhan vién Cong ty. Mit khac do
cai tién k¥ thudt nén cac san pham tau déong mdi cho cac ban hang truyén

thdng c6 gia tri cao, it ngan thoi gian thi cong va hoan thién.Viéc to chirc lao
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dong c6 khoa hoc, phu hop véi hoat dong san xuét kinh doanh va cai tién
trang thiét bi cong nghé ma ting niang suét lao dong.

3.1.2.3. Pdc diém quy trinh san xudt san pham cia Coéng ty ¢6 phdn cong
nghiép tau thity Péng Bdc

* Pic diém vé san pham cia Cong ty

Cong ty co phan cong nghiép tau thity Péng Bic 1a don vi hoach toan
doc lap, chuyén dong méi va stra chira dic thu riéng cta nganh co khi, két cau
phtic tap, quy md san xuat 16n san phim ciia Cong ty mang dic thu san pham
don chiéc, thoi gian san xudt dai va co gia tri sit dung 16n. San pham cua
Cong ty cling thay ddi theo ting giai doan do s6 lugng tau dong moi theo don
dit hang vi vay san pham tuy c6 tinh don chiéc nhung mang dic thu riéng va
rat da dang va phtrc tap vé cong nghé dong méi. Mi loai tau c6 trong tai khac
nhau, thiét ké khac nhau nhung c6 chung mot quy trinh san xuét nhu sau:

* Pigc diém quy trinh sin xuit sin phim cia Cong ty

- Bwde 1: Chuan bi va phé duyét ban vé thiét ké: Day 1a giai doan
chuan bi thiét ké thi cong gdm: HO so ky thuat lién quan, yéu cau k¥ thuat thi
cong theo chirc cong nghé va lao dong cu thé cua Cong ty.

- Bu6c 2: Chuan bi trang thiét bi vat tu (nguyén vat liéu) gdm: Thép
tAm, thép hinh cac loai; Que han; Son gd; Cac loai éng, van; Trang thiét
bi dién....

- Bude 3: Chuan bi cong nghé gom: Cac ban vé da duoc duyét; Phong
dang, lam dudng mau; Mit béng thi cong.

- Buéc 4: Gia cong chi tiét két cau gom: Gia cong khung suon; Gia
cong vo tau; Lap rap tong doan.

- Bu6e 5: Lap rap tong thanh (Pau da) 1a quy trinh két ndi két cau tong

doan da dugc gia cong xong nhu vd, khung suon .....
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- Buéc 6: Cong nghé han gébm: Yéu cau vé mdi han (siéu am, thu
khong pha huy, chup phim...); Cong nghé co ciu han chit T; Han kin nudc
Vo tau

- Buoc 7: Cong nghé son lam sach

- Buoc 8: Cong nghé ché tao, lép rap h¢ truc, banh lai, trang thiét bi

- Buoc 9: Ha thuy tau

- Buée 10: Lap rap hoan thién trang thiét bi may moc

- Bu6e 11: Nghiém thu + Chay tir tau + Dang kiém va ban giao tau

+ Ghi chu: cac budc thi cong déu phai co quy trinh chi tiét va duoc
giam sat boi co quan ding kiém qudc té.

3.2. Dic diém vé t6 chirc ngudn nhin lwc cia Cong ty cd phin cong
nghiép tau thiy Pong Bic
3.2.1. Co cdu té chirc quan Iy

Cong ty c6 phan cong nghiép tau thuy Pong Bic c6 quy ché hoat dong
théng nhat v& mat to chic; quan 1y diéu hanh moi hoat dong san xuét kinh
doanh ciia Cong ty, dam bao sy lanh dao co hé théng t6 chirc chat ché ding
phap luat, nhim xay dung d6i ngii can bd cong nhan vién c6 du pham chat,
nang lyc, 1am viéc c6 tinh chuyén nghiép dép tng nhu cau phat trién va ngay
cang doi méi ciia Cong ty. To chirc bd may hoat dong cua theo co ciu tong
hop giita chirc ning va truc tuyén bao gébm: Chu tich Hoi déng quan tri, Ban
giam ddc va 12 phong ban phan xudng cung hai t6 chic doan thé 1a Poan
thanh nién va t6 chtrc Cong doan.

Co ciu bd may to chirc clia Cong ty co phin cong nghiép tau thiy

Dong Bac nhu sau:
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3.2.2. Quy mé lao dong, trinh do chuyén mon
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Hinh 3.1: So' @b co ciu to chirc Cong ty

BAO NAU
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Qua bang 3.3 ta thiy rang Cong ty c6 phan cong nghiép tau thuy Pong

Bic c6 quy mo lao dong thudc loai vira, quy mo lao dong ciia Cong ty ting

qua cac ndm nhung toc do tdng giam khong dong déu.

Bang 3.3: Quy md lao dong ciia Cong ty CP CN tau thiy Pong Bic

Nam

Tong s6 lao dong

(%) tang (giam) so v6i nam trudéc
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2008 161 -
2009 268 66.46
2010 2178 3.73
2011 273 -1.79
2012 343 25.64
2013 327 -4.66

(Nguon: Phong TCHC - Céng ty cé phan céng nghiép tau thity Déng Bdc)

Qua bang trén thi lao dong ctia Cong ty cb phan cong nghiép tau thiy
Pong Bic ting nhanh nhét 1a nim 2009 v&i 66.46% so v6i nam 2008. Nguyén
nhan 14 do sau khi thanh 1ap Cong ty tip trung vao cong tac tuyén dung nhan
luc, m& rong san xuat dé nang cao kha nang thi cong cac san pham co tai trong
16n va tinh nang phtc tap hon. Trong 3 ndm 2009-2011 sb lao dong cua CONg
ty 6n dinh, ting giam rat it. Tuy nhién dén nam 2012, lao dong cta Cong ty
tang manh so v&i nam trudce (25.64%). Pay la ndm ma nganh cong nghi¢p tau
thity c6 nhiéu bién dong, ngudn nhan luc tai cic cong ty dong tau 16n xung
quanh c6 nhiéu thay do6i. Piéu nay di tao diéu kién cho Cong ty thu hit thém
mot luc luong lao dong c6 trinh do cao, c6 kinh nghiém, tay nghé vimg vang vé

lam viéc ma khong mat thoi gian cling nhu chi phi cho viéc dao tao.
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400

200

2008 2009 2010 201 012 2013

Hinh 3.2: Biéu d6 tong s6 lao déng Cong ty qua cic nim
3.2.2.2. Pdnh gid co cdu lao dong theo trinh dé chuyén mén

Bing 3.4: Co cau lao dong theo trinh d9 chuyén mén

Nam 2009 | Nam 2010 | Nam 2011 | Nam 2012 | Nam 2013
Trinh d¢ . . , . .
5 So So So So So
tay nghé | Y | % | Y | Y | Y
nguoi nguoi nguoi nguoi nguoi
Téng sO
268 | 100 | 278 | 100 | 273 | 100 | 343 | 100 | 327 | 100
lao dong
Pai hoc
36 [13,44| 39 (14,02| 39 [1429| 57 |16,62| 54 |16,51
va trén bH
Cao dang 3 |111| 5 |180| 9 |33 | 10 [291| 17 | 52
Trung hoc 16 [ 597 | 19 | 684 | 17 |6,23| 20 |583| 22 |6,73
Cong nhan 193 |72,01| 184 |66,18| 159 |58,24| 212 |61,80| 201 |61,47
Laodong PT| 20 | 7,47 | 31 |11,16| 49 |17,94| 44 |12,84| 33 |10,09

(Nguén: Phong TCHC - Céng ty cé phan céng nghiép tau thity Déng Bdc)
Qua bang 3.4 ta thay: vé trinh d6 lao dong ciia Cong ty trong 5 nim qua
c¢6 su thay ddi, tuy khong c6 nhiéu dot bién nhung phu hop véi yéu cau phét
trién mo rong cua Cong ty. S6 lao dong c6 trinh do dai hoc va trén dai hoc;
cao dang; trung cap ngiy cang tang. Diéu nay thé hién sy dau tu cia Cong ty

cho van dé dau tu chat xam; tuyén dung can bd quan 1y, k¥ su c6 trinh d6 va
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kinh nghiém vé lam viéc. Pong thoi doi hoi Cong ty can c6 nhimng chinh sach
dé tranh thu sy dong gép va chia sé cua luc lugng lao dong nay. Lao dong
cong nhan 13 Iyc lugng lao dong chiém ty trong cao nhét trong tong sé lao
dong ciia Cong ty. Nam 2011 luc lugng lao dong nay giam xudng so véi 2
nam trudc d6 chi con 58,24%, tuy nhién ban lanh dao Cong ty di ting tuyén
dung lao dong phd thong 1én dé bu ddp sé lwong bi hao hut dé khoéng anh
huong dén san xuat. Dong thoi dua ra nhiéu chinh sach thu hut, khuyén khich
cong nhan c6 tay nghé cao vé Cong ty 1am viéc. Do vay nam 2012, 2013 luc
lugng lao dong cong nhan da tang lén.
3.2.3. Tinh hinh s6 lwong lao dong theo dé tudi va gidi tinh
3.2.3.1. Tinh hinh s6 lwong lao dong theo do tudi

Hién tai, Cong ty cd phan cong nghiép tau thuy Pong Bic so véi cac
don vi dong tau 16n trén dia ban nhu Cong ty dong tau Ha Long, Nam Triéu,
Pha Rimng, Bach Pang... thi ngudn nhén lyc tai Cong ty c6 s6 luong nho, tinh
dén 31/12/ 2013 tong s6 lao dong 1a 327 nguoi. Pay 1a s6 lao dong ky hop
ddng 1am viéc chinh thirc v6i Cong ty, ngoai ra cin cir vao tinh hinh san xuét
trong ting giai doan Cong ty s& thué cac nha thau phu hoic lao dong thoi vu
thi cong ting phan ciia tau. Tinh hinh st dung lao dong thuc té ciia Cong ty
¢ phan cong nghiép tau thity Dong Bic thé hién nhu sau:

Bang 3.5: Tinh hinh s6 lwong lao dong theo dd tudi

Niam 2011 | Nam 2012 | Nam 2013 | 2012/2011 | 2013/2012
Phin loai S6 | TT | So | TT | So | TT | S6 S6

nguoi| % |nguwoi| % |nguwoi| % | TD v D v
Tong s6 lao dong | 273 | 100 | 343 | 100 | 327 | 100 | 70 [125,64]-16 | 95,33
Duéi 30 135 [49,45| 155 |4519| 142 |4342| 20 [114,81]-13 | 91,61
Tir 31-40 90 [32,97| 120 [34,98| 125 |38,22| 30 [133,33| 5 (104,17
Tir 41- 50 40 [11,65| 50 [11,58| 43 |13,15| 10 | 125 | -7 | 86
Trén 51 8 |593| 18 |825| 17 |521| 10 | 225 | -1 | 94,44

(Nguén: Phong TCHC - Céng ty c6 phan céng nghiép tau thity Déng Bdc)
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Hinh 3.3: Biéu d6 co' cAu nhan lwc theo dd tudi

Nhin chung d6 tudi lao dong cua Cong ty c6 phan cong nghiép tau thuy
Poéng Bac tuong ddi tré. S6 lao dong co do tudi dudi 30 chiém ty trong 16n
nhat trong 3 ndm gan day: Nam 2011 1a 49,45%; nam 2012 13 45,19%; nim
2013 14 43,42%. Vi la d6i ngii lao dong tré, rat ning dong, sang tao nhung doi
hoi phai c6 sy ddi ngd ciling nhu cong tac dao tao nang cao, do tudi ndy can
phai co thoi gian tich luy kinh nghiém dé duy tri va nang cao tay nghé nham
tao ra sic manh canh tranh cho Cong ty trong nén kinh té hién nay. Do tudi tur
31-40 dic biét rat quan trong vi ho duogc dao tao va tich Ity dugc nhiéu kinh
nghiém trong san xuat. Nam 2011 1a 90 ngudi chiém 32,97%, nam 2012 1a
120 nguoi chiém 34,98% tiang 133.33% so v&i nam trude. Nam 2013 s6
luong nay tang khong nhiéu, duoc duy tri 6n dinh. D6 tudi 41-50 co sy ting
giam nhung khong nhiéu; nim 2012 ting 10 ngudi so v6i nam 2011, nim
2013 giam 7 nguoi. Pay 1a do tudi nay chu yéu l1a b phan thg bac cao duoc
tuyén tir cac cong ty dong tau xung quanh. Do tudi trén 51 chiém ty trong nho
trong tong sb lao dong ctia Cong ty.

O mbi do tudi thé hién lao dong khac nhau, do vay can phai can cu vao

d6 tudi dé c6 phuong an bb tri, str dung ngudn nhan lyc phii hop méi phét huy
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hét kha niang cta nguoi lao dong nham nang cao hiéu qua quan Iy va st dung
nguén nhan luc. Song hi€u qua con phu thudc vao cach quan tri, chién lugc sir
dung ngudn nhan lirc cua doanh nghiép.
3.2.3.2. Tinh hinh s6 lwong lao déng theo gidi tinh

Tai Cong ty cd phan cong nghiép tau thuy Pong Béc, do dic thu nganh
dong tau 13 nganh cong nghiép ning, twong ddi vat va nén co su chénh 1éch
gitta lao dong nam va lao dong nit, lao dong truc tiép va lao dong gian tiép.

Bang 3.6: Tinh hinh s6 lwong lao ddng theo gi6i tinh

Nim 2009 | Nim 2010 | Nim 2011 | Nim 2012 | Nim 2013

Phén loai SO ”% So % S6 % So % So %

nguoi nguoi nguoi nguoi nguoi

Téng s6 lao dong | 268 | 100 | 278 | 100 | 273 | 100 | 343 | 100 | 327 | 100
LD truc tiép 189 |70,52| 190 |68,34| 185 |67,76| 241 |70,26| 226 |69,11
LD gian tiép 79 29,48 88 |[31,66| 83 [32,24| 102 [29,74| 101 |30,89
LD nam 242 190,30| 250 [89,93| 243 [89,01| 312 [90,96| 293 |89,60
LD nir 26 | 9,70 | 28 [10,07| 30 [10,99| 31 [9,04| 34 [10,40

(Nguén: Phong TCHC - Céng ty c6 phan céng nghiép tau thity Déng Bdc)

Qua bang 3.6 ta thay tinh hinh st dung lao dong nam, nir tai Cong ty
trong nhimg nim qua ludn c6 su chénh léch dang ké. Nam 2009 lao dong
nam chiém 242 ngudi twong dwong 90,30%, trong khi lao dong nir chi c6 26
nguoi chiém 9,70%. O cac nam sau d6 lao dong nam van ludn chiém trén
dudi 90%. Lao dong nit ctia Cong ty tap trung cha yéu ¢ cac phong ban, nha
bép nau an; chi c6 mot sb it lam cong viéc v¢ sinh lam sach tai cac phan
xudng. Diéu nay cho thiy viéc stt dung lao dong nam / nir ciia Cong ty ciling
chua thuc sy cn d6i, can phai ¢ su bd tri sdp xép cho phu hop hon nira. Mt
khac ta ciing thay ty 1¢ giita lao dong truc tiép va lao dong gian tiép ciing c6
su khéc biét 16n. Nam 2009 lao dong truc tiép chiém 189 nguoi tuong duong

70,52%, lao dong gian tiép 1a 79 ngudi twong duong 29,48%. Pén nam 2013
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s6 lao dong gian tiép tang thém 32 ngudi thanh 101 ngudi, tuy nhién ciing chi
chiém 30,89%. Diéu nay thé hién chinh sach quan Iy nguén nhén luc c6 hiéu
qua cta Cong ty, tap trung lao dong cha yéu & cac phan xuéng. Con lao dong
& cac phong ban co sy rat gon hop 1y vira dam bao hoat dong san xuét kinh
doanh c6 hiéu qua vira phat huy hét ning luc ctia nhan vién.

3.3. Phan tich, danh gia thwc trang quan Iy ngudn nhin lue tai Cong ty cd
phan cong nghiép tau thiy Pong Bic

3.3.1. Cdc yéu t6 anh hwéng dén cong tic quin Iy nguén nhén luc tai Cong
ty co phin cong nghiép tau thity Pong Biic

*Pic diém ciia nganh nghé san xuat kinh doanh:

Pong tau 1a mot nganh cong nghiép nang diac biét. Nganh hang nao
cling phu thudc vao don hang, nhung ri€ng nganh dong tau lai phu thudc vao
chu ky phét trién ciia nén kinh té thé gidi, khi nén kinh té thé gidi qua giai
doan phat trién di vao suy thoai thi nganh déng tau ciing suy thoai theo do d6
anh huong rat 1on dén cach tha td chire cong viéc, nhan lyc trong hoat dong
san xuét kinh doanh.

Nguoi lao dong lam trong nganh dong tau déu c6 nhing dic diém rat
riéng. Pay 1a nganh doi hoéi nguoi lao dong phai c6 kinh nghiém, phai chiu
dugc ap luc cong viéc boi hg s€ phai lam nhiing cong viée rat doc hai, mang
véc nang va anh huong dén strc khoe.

Dbi véi Cong ty c¢d phan cong nghiép tau thuy Pong Bic 1a don vi
hoat dong doc 1ap, khong thudoc Tong Cong ty cong nghiép tau thuy Viét
Nam. Linh vyc kinh doanh chinh ctia Cong ty la dong mdi va stra chira tau
bién, do vdy ngudn nhén lyc ctia Cong ty chii yéu 13 nhitng cong nhan c6 kinh
nghiém, nhitng k¥ su c6 trinh d§ dugc dao tao bai ban tai cac truong hang hai
trong nudc.

* Quy mo6 doanh nghiép:
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Quy mé cua doanh nghiép c6 anh hudng 16n tdi viée t6 chirc lao dong
va cac nhiém vu cy thé cua to chuc lao déng. Bi quy mo doanh nghiép sé
quyét dinh sb luong lao dong cia doanh nghiép d6. Cong ty cd phan cong
nghiép tau thity Pong Bic ¢6 quy mé thudc loai vira véi hon 300 CB.CNV tai
thoi diém hién tai. Ngoai ra dé phuc vu nhiéu san pham thi cong cing mot
lac, dap ung thoi gian giao hang, Cong ty c6 thé thué cac nha thau phu thi
cong timg phan cta tau. V&i quy mo nay thi doi hoi doi ngii can bd quan 1y
ngudn nhan lyc tai Cong ty phai duoc trang bi nhitng k¥ ning can thiét, dap
g yéu cau cong viéc.

*Nhén t6 khach hang va dic diém tAm Iy cia ho:

Khach hang 1a muc ti€u ctia moi doanh nghi€p. Hi¢n nay khach hang
cia Cong ty c6 phan cong nghiép tau thiy Pong Béc 1a cac cong ty van tai
khai thac chd hang, cac nha may nhiét dién, cac khu ché xuit, nha may loc
dau trong nude. San xudt va thi cong cac san pham dap tmg t6t nhat yéu cau
va thi hiéu cua khach hang 1a muc tiéu ctia Coéng ty. Mudn vay Ban lanh dao
Cong ty phai 1am cho nhan vién hiéu rang khach hang c6 ¥ nghia sdng con
vG1 cong ty cua ho, ddi vai nhiing 1o1 ich cac nhan ma ho dugc hudéng. C6 don
hang nghia 13 ho ¢6 lwong, luong cao hay thdp tuy thudc vao mirc d6 hoan
thanh cong viéc cua ho.

*Poi thi canh tranh:

Trong nén kinh té thi truong, doanh nghiép ludn ludn phai ddi mit véi
su canh tranh gay gat tir cac doanh nghiép khac. Di thii canh tranh ctia Cong
ty c6 phan cong nghiép tau thuy Pong Bac 1a cac doanh nghiép dong tau cua
nganh cong nghiép tau thuy Vi¢t Nam trong viéc thi cong va dong mai cac
san phém tau. Cudc canh tranh nay khong chi l1a canh tranh vé san phém, loi
nhuin, ma con 13 cudc canh tranh vé ngué)n nhan lyc. Cong ty dang phai canh

tranh ngudn nhan luc c6 chét luong véi cac doanh nghiép trong nganh, cac
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cong ty nhu Licemco, Lilama trong viéc thu hut va gitt chan nguoi ¢6 kinh
nghiém va trinh d¢. Nhiing bat 6n ctia nganh cong nghiép tau thuy trong thoi
gian qua di tao ra tim Iy e ngai, bat 6n v&i nhiéu CB.CNV ctia Cong ty trong
quyét dinh & lai hay roi bo. Dé c6 thé dting viing va phat trién thi Cong ty cb
phan cong nghiép tau thity Pong Bic khong con con dudng nao khac 1a phai
quan ly va st dung nhan lyc cia minh mét cach co6 hi¢u qua.

*Trinh dg, nang luc cta doi ngii can bo cong nhan vién:

Néu yéu t6 trang thiét bi cong nghé giit chtrc ning truyén tai van hanh
thi yéu t6 con ngudi diéu khién sy van hanh d6. Mdi mot CB-CNV trong
Cong ty déu mang mdt vai trd quan trong trong viéc tao nén thanh cong. Vi
thé trong cbng tac quan 1y ngudn nhan luc, ban lanh dao Cong ty phai lam
sao phat huy duoc nhiing diém manh, han ché diém yéu ctia ho nham dem lai
loi ich cho Cong ty. Mat khac phai tao ra dugc co ché lam viéc hop 1y, ky luat
chat ch€ va giam sat thi hanh dam bao gén lién 1oi ich, trach nhiém cta ho véi
cong ty.

*Nang luc cua nha quan ly:

Tai Cong ty co phan cong nghiép tau thiy Pong Bac, Ban lanh dao cong
ty 1a nhimg ngudi c6 kinh nghiém, c¢6 tim nhin chién lugc, biét nhin xa trong
rong, biét van dung nhiing kién thuc thu thap duogc vao hoat dong quan 1y tai
Cong ty. Ho c6 k¥ ning lam viéc v6i con ngudi, biét phan tich nhin thiy ning
lyc cta timg c4 nhan dé sap xép cong viéc hop 1y mang lai hiéu qua cao nhat.

Nhu viy, ning lyc ctia nha quan 1y ¢ vai tro rat to 16n dbi véi cong tac
quan 1y to chirc n6i chung va cong tac quan 1y nhan lyc noi riéng. Ngudi quan
1y ¢6 nang lyc tot s& giup cho doanh nghiép ngay cang phat trién, dimg viing
trén thi truong.

3.3.2. Nhitng két qud dd dat dwoc

3.3.2.1.Céng tdc tuyén dung nguén nhén lyc
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* Tiéu chuan cia tuyén dung ciia Cong ty:

Tuy theo yéu cau cia timg vi tri cong viée, cin cit vao quy ché tuyén
dung cua cong ty, viéc tuyén dung ngudi lao déng dya trén céc tiéu chuin cho
ung cu vién nhu sau:

- Bdi véi lao dong tai cac phong ban:

+ Trinh d¢ chuyén mon: Tuy theo vi tri cong viéc doi hoi ing cur vién
da tbt nghiép: trén Pai hoc, Pai hoc, Cao déng hay Trung cép tro 1én dang véi
chuyén nganh.

+ C6 kha ning nim bét cong viéc nhanh, cham chi hay hoc héi, chiu
dugc ap luc, c6 k¥ nang lam viéc theo nhom, tu tudng viing vang.

+ C6 strc khoe t6t mong mudn 1am viée 1au dai véi Cong ty.

+ Trinh d0 ngoai ngfr, tin hoc: theo yéu cau cu thé cua cong viéc.

- B6i voi lao dong tai cac phan xudng:

+ Pugc dao tao dung nganh nghé phu hop véi yéu cau cong viéc nhu
tho han, tho lap rap, tho mdy, cong nhan vo...

+ Nhanh nhen, chiu kho; c6 kha nang ndm bat cong viéc nhanh,strc
khoe tdt; co thé lam duoc viée nang va ngoai troi.

+ C6 tinh than cau tién va mudn gan bo 1au dai véi Cong ty.

* Quy trinh tuyén dung:
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Cac b phan: L
Lap nhu cau nhan luc

l

WP.TCHC:
Kiém tra + Trinh
1anh dao

l

Lanh dao: Khong duyét
Xem xét

l Duyét

P.TCHQ:
Lap KH tuyén dung

l

P.KT@N:
Ra dé kiém tra

l

P.TCHC, cac by phan Khéng dat P.TCHC:

I lién quan. - TB loai g ctr vién
Kiém tra cac rneg vién

l Dat

P.TCHC:
bao tao ndi qui cty

l

P.AT-QLTB:
Pao tao An toan
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Hinh 3.4: So' dd qui trinh tuyén dung tai Cong ty CP CNTT Péng Bic

Qua so d6 Qui trinh tuyén dung cta Cong ty c6 phan cong nghiép tau
thuy Pong Béc ta thdy viéc tuyén dung tai Cong ty cin cit vao nhu cau vé lao
dong tai cac by phan (phong ban, phan xudng). Truong cac bd phan s€ chu
dong dé xuét y kién vé viéc tuyén dung nhan lyc tai bd phan minh, tranh
truong hop thira - thiéu lao dong xay ra. Pay 13 diém vu viét hon han so véi
cac cong ty dong tau khac, dic biét 1a cac cong ty nha nudce. Tai cac cong ty
nha nudc viée tuyén dung da sb dién ra theo co ché xin- cho, theo mbi quan
hé; nhiéu khi tuyén dung do né nang, tuyén dai tra roi nhdi nhét vé cac bod
phan ma khong can ctr vao tinh hinh thuc té thira - thiéu thé nao. Céac bd phan
du ¢6 nhu cau hay khéng c6 nhu cau tuyén dung thém ciing khong dugc tham
gia phong van hay sat hach nguoi lao dong trude khi tuyén dung. Phong T6
chirc danh quyét dinh Xuéng bo phan nao thi by phan éy co trach nhiém dao
tao va bd tri cong viéc.

La cong ty c6 phan méi duoc thanh 14p trong vai nam trd lai day, ban
lanh dao cong ty 1a nhitng ngudi tré c¢6 tu duy nhay bén, ning dong nén rat
coi trong nguyén tic khach quan ton trong nhan tai trong tuyén chon ngudn
nhan lyc. Nguoi lao dong khi duoc tuyén vao lam khong hé mat phi “boi
tron”, khong can c¢6 mdi quan hé, khong qua khau trung gian gi6i thiéu nao
ca. Viée tuyén dung duoc cong bd rong rii trén cac phuong tién thong tin dai
chung nhu: website ciia Cong ty, dai phat thanh va truyén hinh, bdo Quéng
Ninh, trang mang tim viéc lam... ngoai ra théng tin tuyén dung con duoc dan
tai cac khu dong dan cu, cac nha may dong tau xung quanh. Do vay Cong ty
da lga chon thu hat nhiing k¥ su, cong nhan, can by quan 1y c6 trinh do
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chuyén mén t6t, nhiéu kinh nghiém trong nghé va tu cach dao dirc tot & cac
cong ty dong tau xung quanh sang lam viéc.
3.3.2.2. Céng tdc ddo tao nguén nhdn luc

Pao tao ngudn nhan luc 1 cac hoat dong nham nang cao ning luc, tay
nghé cho ngudi lao dong ctia Cong ty ngay mot hoan thién hon nita yéu cau
doi hoi cta san xuat, dam bao su phu hop t6t nhat véi nhu cau hién tai va dap
tmg dugc nhitng thay d6i trong tuong lai.

Nhén thirc duoc vai trd quan trong cua ngudn luc con ngudi trong hoat
dong kinh doanh, dic biét 13 trong nén kinh té thi trudong hién nay, Cong ty di
tién hanh dao tao va dao tao lai doi ngii lao dong cua minh dé co6 thé dap tng
dugc nhimng doi hoi vé trinh do, tay nghé trong hoan canh mai.

Bang 3.7: Chi phi danh cho dao tao ciia Cong ty CP CNTT Péng Bic

PVT: VNP
Nim 2011 2012 2013

Tong s6 tién 250,000,000 233,458,000 200,000,000

Téng chi phi 114,776,086,561 | 286,046,535,960 | 325,381,386,333

Ty 1é trong tong chi phi 0,21% 0,08% 0,06%

(Nguon: Phong TCKT - Céng ty c6 phan céng nghiép tau thiyy Déng Bic)

Theo bang sb liéu trén ta c6 thé thiy chi phi danh cho dao tao cua Cong
ty c6 phan cong nghiép tau thity Pong Béc ting manh trong nam 2011 (chiém
0,21% trong tong chi phi). Nam 2012 va 2013 chi phi danh cho dao tao giam
di chut it, nhung ty 1¢ trong tong chi phi lai giam di nhiéu. Diéu nay khong co
nghia la Cong ty khong coi trong cong tac dao tao cho nguoi lao dong nira ma
bai vi Ban lanh dao cong ty di biét két hop nhiéu loai hinh dao tao vira c6
hiéu qua lai vira giam chi phi. Cong ty rat coi trong viéc dao tao nghé cho
cong nhan, voi nhiéu hinh thire nhu dao tao nghé ng:fm han va dao tao cép
bach theo nhu cau; dao tao méi, dao tao lai va dao tao ning cao; dao tao nghé

kém cdp... Bén canh d6 Cong ty ciing dé cao viéc dio tao ning cao cho cac
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k¥ su va can bd quan 1y thong qua cac 16p dio tao ngan han va dai han. Qua
do can b quan 1y ciia Cong ty dugc nang cao trinh d§ quan ly, kha nang Gng
bién xir Iy cong viéc nhanh nhay.

Véi ban tinh ham hoc hoi, ngudi lao dong ctua Cong ty da nam bat dugc
cac k¥ ning, cong nghé mai dé 1am viéc va ngdy cang nang cao tinh chuyén
nghiép trong lao dong san xuat. Pong thdi qua mdi khoa dao tao cong ty déu
c6 ban danh gia hi€u qua gitra kinh phi dao tao bo ra va loi ich dat duoc trong
san xudt kinh doanh; trong khi nhiéu cong ty khac méi chi dung lai & viée
xem xet nhitng ngudi duoc cur di dao tao da tiép thu, hoc hoi dugc gi sau khoa
hoc. Tai cac cong ty dong tau khac, cong tac dao tao khong duoc chu trong.
Hang nim ngoai viéc huin luyén An toan lao dong va Phong chéng chay nd
theo Quy dinh cua nha nudc va hudng ing nhitng “thang, ngay an toan lao
d6ng” hay phuc vu cic co quan nha nude dén kiém tra, gan nhu khong co cac
khoa dao tao ning cao trinh do, tay nghé, k¥ ning... hay nang cao trinh do
quan ly cia CB-CNV. Viéc dao tao sau tuyén dung va dao tao lai khong duogc
thuc hién triét dé, da s mai chi dung lai ¢ dao tao an toan lao dong cho cong
nhan méi ma khong c6 dao tao chuyén mon, quy trinh lam viéc, van hoa cong
ty, chién luoc phat trién, k¥ nang lam viéc nhom... céng ty chua c6. Va thuc
té cling chua c6 ddi ngii can bd du nang luc dé phu trach van dé dao tao.
3.3.2.3. Thu lao lao dong

Trong quéa trinh hoat dong ctia Cong ty, thong qua viéc dau tu day
chuyén cong nghé, ting chit luong san pham, ting doanh thu... lam cho loi
nhuan cta Cong ty tang 1én. Qua do, tién luong va thu nhap binh quan cua lao
dong qua 3 nim gan day ting 1én dang ké. Cu thé thong qua bang sb liéu sau:

Bang 3.8: Thu nhip binh quin diu nguoi/ thang cia Cong ty

DVT: VND

Nam
Chi tiéu

2009 2010 2011 2012 2013
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Tong tién  luong
) 583,775,394 | 941,393,787 | 1,086,894,485 | 1,776,659,357 | 2,072,650,974
thuc chi
S6 LD binh
R . 195 278 249 300 343
quan/thang
Thu nhap binh quan
2,992,441 3,389,357 4,365,038 5,892,138 6,048,592

dau ngudi/thang

(Nguon: Phong TCKT - Céng ty c6 phan céng nghiép tau thiyy Béng Bic)
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Hinh 3.5: Bi¢u @6 thu nhip binh quan giai doan 2009-2013

Diém uu viét hon han cia Cong ty c¢6 phan cong nghiép tau thiy Pong

Bac 1a ché do dai ngd kha tot doi véi nguoi lao dong va cac can bd, do vay

cong ty da thu hut ban dau dugc lyc lugng lao dong cé kinh nghiém va trinh

dd cao. Can b cong nhan vién cua cong ty dugc ddm bao murc thu nhap binh

quan cao trong mat bang thu nhap chung cta xa hoi. Thu nhap binh quan dau

nguoi/thing ciia Cong ty ting lén dang ké trong 5 nam tir 2009-2013. Tir
2,992,441 dong/ngudi/thang (nim 2009) 1én 6,048,592 dong/nguoi/thang

(ndm 2013). Mtrc thu nhdp binh quan nay cao hon so vi cac cong ty dong tau

xung quanh tai ciing thoi diém. Nam 2011 thu nhap binh quan ciia nguoi lao

dong tai Cong ty dong tau Ha Long 1 3,7000,000 dong/ngudi/thang; Cong ty
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dong tau Nam Triéu 13 4,200,000 dong/ngudi/thang; Cong ty dong tau Bach
Pang 12 3,900,000 dong/ngudi/thang.

Tai Cong ty c6 phan cong nghiép tau thuy Pong Bac viéc tra luong
khong c6 hién tuong khong cong bang dic biét véi lao dong gian tiép nhu cac
cong ty dong tau cua nha nudc. Tai day céc can b tré c6 nang luc, lam viéc
tbt s& dugc tra lwong xung dang twong duong voi can bo 1au nam néu cd cing
thanh tich cdng hién cht khong cin ctr vao hé sb luong va thoi gian lam viée
tai cong ty lau hon. Bén canh do6 viéc tra luong cling khong theo chu nghia
binh quan ma mang tinh canh tranh manh mé&. Piéu nay gép phan thic day
nguoi lao dong c6 dong luc lam viéc, c6 y chi vuon 1én dé hoan thanh cong
viéc, tao ra nhiéu sang kién cai tién k¥ thuat nang cao ning suat lao dong.

Nguoi lao dong ciia Cong ty duge bd tri nha ¢ tap thé khép kin dbi véi
cong nhin & xa, ¢6 bép an ca phuc vu 3 bira, c6 phuong tién dua doén CB-
CNV hang ngay, c6 cau lac bd vui choi dé cong nhan sinh hoat véi chuong
trinh “héat cho nhau nghe” dugc t6 chirc vao thir 7 hang tudn. Ngoai ra hang
nim Ban lanh dao Cong ty to chirc cac chuong trinh di du lich, tham quan
nghi mat cho toan thé CB-CNV.
3.3.2.4. Khen thuong va ky ludt lao dong

Khen thudéng khong chi lam tang thu nhip cho nguoi lao dong ma con
13 mot yéu t6 anh huong rat 16n dén tam 1y, dong co lam viéc ctia ho. Khen
thuong dugc coi 1a mot don bay kinh té quan trong khuyén khich nhan vién
Cong ty hang hai, nhiét tinh phan du trong coéng viéc,... Day 1a mot trong
nhirng bién phap quan 1y ngudn nhan luc ¢ hiéu qua. Cong ty co phan cong
nghiép tau thity Pong Béic da xac dinh hé théng tiéu chuan xét thudng mot
cach cu thé, linh hoat, lam cho nguoi lao dong théy r0 ho s€ nhan duoc phﬁn
thuong xtung dang voi cdng hién cua minh. Khen thudng kip thoi va xtng

dang ddi v6i nhitng CB-CNV dat két qua xuat sic trong lao dong.
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Trong nhitng nim gan ddy Cong ty c6 phan cong nghiép tau thuy Dong
Bic ludn duy tri va phat trién tich cuc cong tac khen thudng tién d6 cac du an,
cong doan thi cong, nham kip thoi khuyén khich dong vién céc ca nhan, tap
thé c6 thanh tich xuat sic, khich 18 cac c4 nhan va tip thé khac phin du noi
theo cung dugc thudng. Viéc khen thudng thuong dugc thuc hién ngay sau
khi két thiic mét cong doan cua dy an, hay mgt budce cong nghé, ap dung rong
ridi d6i véi tat ca cac don vi, to doi san xudt trong toan coéng ty. Mirc khen
thuong duge Ban lanh dao cong ty 4p dung linh hoat tiy thudc vao yéu cau
ctia nhiém vu va mc d6 hoan thanh cua cac don vi, to doi san xut. Thong
thuong dao dong tur 5 - 15% muc lwong khoan.

Vidu:

Néu to san xuat phan dau dat ké hoach dé ra cua cong ty d6i voi
hang muc ché tao Tong doan A thi mirc thudng sé& 1a 5% tong luong
khoan cua tong doan A.

- Néu t6 san xuat c6 thé hoan thanh vuot muc tién do 1 ngay, dam
bao chat luong dung theo yéu cau ciia KCS, Pang kiém, cha dau tu
thi muc thudng s& tang 1én 10% tong lwong khoan.

- Néu t6 san xuat tap trung ting ca, thém gid, phat huy sang kién cai
tién k¥ thuat dé hoan thanh Tong doan A trudc 3 ngay trd 1én, thi
mirc thuong s& 1én dén 15% tong lwong khoan

Cong tac khen thuong hang thang duogc Cong ty duy tri biang hinh thirc

cac don vi (phong ban, phan xudng) binh bau cac tap thé va ca nhan xuat sac
trong thang, sau do hdi déng thi dua khen thudng tham dinh va quyét dinh lya
chon mot dén hai ca nhin xuét sic trong thang, va mot dén hai tap thé lao
dong tién tién dé khen thudng, dac biét cd nhan Xuat sic trong thang duogc
chup anh, vinh danh dua lén trang mang va bang tin cta Cong ty, nham
khuyén khich, dong vién tinh than cta céc hat nhan tién tién. Mirc thudng tdi
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thiéu bang 1 thang luong co ban ddi véi ca nhan xuat sic va bang 3 thang
luong co ban binh quéan cua tp thé xuat sac.

Hinh thac khen thudng sang kién cai tién k¥ thuat: Cong ty tién hanh
thanh 1ap Hoi dong sang kién cai tién k¥ thuat do Giam ddc cong ty 1am Chu
tich va cac thanh vién la cac can bd k¥ thuat c6 tham nién va nang luc, nham
phat dong phong trao sang kién cai tién k¥ thuét trong toan cong ty, nguoi lao
dong & moi vi tri lam viéc dugc quyén dé xuit va tham gia cai tién k¥ thuat,
cai tién quy trinh lam viéc..... Cac sang kién duoc bao céo va hoi dong
nghiém thu danh gia, mirc do anh hudéng, hi¢u qua kinh té mang lai va dong
vién khen thudng kip thoi trong quy, trong thang. Muc thuong ddi véi cac
sang kién cai tién k¥ thuat, hop 1y hoa san xuat duoc danh gia trén co so gia
tri dong gdp cua sang kién do, va gia trji lam loi cho coéng ty. Mirc thudng ap
dung c6 thé 1én dén 30% tong gia tri dong gop.

Ngoai ra dé khong ngimg khuyén khich va ddy manh cong tic sang
kién, dong gop y kién xay dung va phat trién cong ty, cong ty con thuc hién
chinh sach thuong ngay 10.000 dong cho 1 y kién. Bat ¢t c4 nhan nao c6 y
kién dong gdp cho cong ty, du chua duge cong nhan hay chua duoc ap dung
van dugc cong ty thuong néng 10.000 dong. Sau khi tong hop, phan tich,
danh gia, y kién nao duoc lua chon dé ap dung sé tiép tuc dugc thudéng & muc
sang kién méi mirc thuong nhu da dé cap o trén.

Ngoai nhiing hinh thirc khen thuéng nhu trén, Cong ty con ap dung
mot s6 hinh thirc khen thudng khac nhu:

- Khen thudng ddi véi toan dy an. Léy vi du: Ddi voi 1 du an nhu thi
cong tau hang bach hoa 12.500 tan. Cong ty ap dung chinh sach thuong liy
tién ddi véi toan thé CB-CNV Cong ty bang hinh thitc nhu sau: Néu toan
Cong ty dat tién do thang s& duoc dugc 10% tong quy lwong thang. Néu dat

tién do quy, s& dugc thuong thém 20% tong lwong quy. Néu dat tién do toan
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du an thi s& duoc thuong thém 20% tong lwong toan du an. Toan bo tién
thudng s& duoc quyét toan theo giai doan quy, thiang va nim du 4n). Tong
muc thuong 1én dén 50% quy luong toan Cong ty. Day duoc coi 1a mot bién
phép rit manh va hiéu qua cua Cong ty, gbp phan khong nho vao viée thuc
day san xuat, ting nang suét lao dong toan Cong ty.

- Khen thuéng vao cac dip 1& tét, cudi nam: Vao céc dip 18 tét, cac su
kién nhu Cét t6n, Dat ky, Ha Thuy, Ban giao tau, ngay thanh 1ap cong ty, dip
cubi nam Cong ty déu co ché do thudng cho toan thé CB-CNV trong cong ty
cin ¢t vao viée thue hién ké hoach san xuét kinh doanh. Ngoai ra, vao nhiing
ngay to chirc cac su kién 16n Cong ty déu t6 chuc cac chuong trinh quay s6
trang thudng, béc thim may mén cho toan thé CB-CNV.

Bén canh viéc khen thudng, Cong ty c¢b phan cong nghiép tau thiy
DPoéng Bic di tién hanh xdy dung cac ndi quy quy dinh trong ky luit mot cach
rd rang va cu thé. Nhing ai vi pham ndi quy déu bi xtr phat thich dang, tranh
tinh trang vi né nang ma bo qua. Cong ty két hop hai hoa cac phuong phap ky
luat khac nhau tir phuong phép gido duc, phuong phap hanh chinh, phuong
phap kinh té. Trong d6 phuong phap ngin ngira, ran de gido duc 1 chinh, di
kém 1a cac ché tai, tit ca cac quy ché quy dinh ctia Cong ty thudng duoc gin
v6i cac ché tai xtr Iy, nham nang cao hiéu qua thi hanh va tinh kha thi cta quy
ché va quy dinh, ciing nhu céc tac khen thuong dong vién kip thdi cac ca nhan
va to chirc thuc hién tot quy ché.

Cdc budc tién hanh ky lugt lao dong dang dwoc dp dung tai Cong ty:

Budcl: Lap bién ban ghi nhan sy vi pham cua dbi tuong lao dong dbi
v6i ndi quy, quy dinh, quy ché ctua Cong ty.

Budc 2: Yéu cau d6i tuong vi pham viét tudng trinh su viée, viét kiém

diém vi pham.
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Budc 3: Tién hanh hop xem xét ky luat.

Budc 4: Thi hanh ky luat (bdi thuong vat chat néu co)

Cac hinh thirc ky ludt lao dong ap dung tai Cong ty:

- Khién trach nhic nhé: ap dung lan dau ddi voi cac vi pham nhe (theo
quy dinh ctia ndi quy Cong ty)

- Ha luong, cit phu cip, chuyén cong tac khac: ap dung dbi voi vi
pham 1an 2 hodc vi pham 15i ning (theo quy dinh ctia ndi quy Cong ty)

- Sa thai: 4p dung dbi véi viéc tai pham trong thoi gian ky luat, vi pham
cac 16i nghiém trong, trom cap co gia tri tir 500.000 dong tré 1én (theo quy
dinh ctia ngi quy Cong ty)

Nho viée két hop hop 1y gitra cong tac khen thuong va ky luat ma Cong
ty ¢6 phan coéng nghiép tau thuy Pong Bic di khich 1& duoc tinh than lam
viéc cua ngudi lao déng, nang cao hiéu qua san xuat kinh doanh cua doanh
nghiép dong thoi tao cho ngudi lao dong tinh than 1am viée tu giac, né nép,
¢o trach nhiém.

3.3.3. Nhitng han ché va vin dé ton tai

Bén canh nhitng két qua ban dau dat dugc, Cong ty cd phan cong
nghiép tau thuy Pong Bic gip phai khong it nhiing ton tai va han ché trong
viéc quan 1y va sir dung ngudn nhan luc cta minh.
3.3.3.1. Céng tdc tuyén dung nguon nhan lyc

Tai Cong ty co phan cong nghiép tau thity Pong Bac, bén canh nhiing
két qua dat duoc trong cong tac tuyén dung thi ciing ton tai song song nhiéu
kho khin, bt cap can giai quyét.

Bang 3.9: Tinh hinh tuyén dung tai Céng ty nim 2011 - 2013

Nim 2011 Nim 2012 Nim 2013
Chi tiéu Ké Thuec Ké Thue Ké | Thuc

hoach | tuyén hoach tuyén | hoach | tuyén
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Can bo quan ly

, 2 2 5 7 1 1
(Tu cap pho tro 1én)
Ky su 4 8 3 5 12 3
Nhén vién phuc vu 6 6 8 5 7 5
Cong nhén 52 45 83 66 55 31
Lao dong pho thong 10 26 53 40 21 24
Tong s6 74 87 152 123 96 64

(Nguén: Phong TCHC - Céng ty ¢é phan cong nghiép tau thiy Péng Bdc)
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Hinh 3.6: Biéu d6 tinh hinh tuyén dung tai Cong ty nim 2011 - 2013

Qua bang théng ké tinh hinh tuyén dung trong 3 nim gan day tai Cong
ty ¢ phan cong nghiép tau thity Pong Béc ta thay viéc tuyén dung chua dat
duoc chi ti€éu. Nam 2011 chi ti€u tuyén dung 1a 74 lao dong, thuc tuyén la 87
lao dong, tuy nhién sb luong cong nhan lai khong dat sb luong dé ra; Cong ty
d3 phai tuyén thém lao dong phd thong vé dao tao nghé dé dap ung yéu cau
ctia san xuat. Nam 2012 ké hoach 1a 152 lao dong, thyc tuyén 123 lao dong.
Niam 2013 ké hoach 13 96 lao dong, thuc tuyén la 64 lao dong . Trong ca 3

nam thi Cong ty déu khong dat dugc ké hoach vé tuyén dung sb luong cong
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nhan. Nam 2014, khéi lugng cong viéc va don hang tir phia khach hang 1a rat
nhiéu. Tuy nhién Ban lanh dao Cong ty rat lo ling vi khong tuyén du sb luong
cong nhan dap ing yéu cau cong viéc. Nguyén nhan: do vi tri dia 1y, tru sé
chinh va nha may duoc dit ¢ vi tri kha xa trung tdm va ciing khong ndm trong
khu vuc quy hoach danh cho cac cong ty dong tau. Hau hét cac cong ty khac
trong cung dia ban déu hoat dong trong linh vuc khai thac va ché bién than,
diéu dd anh hudng 16n va gy kho khin cho cong tac thu hut ngudn nhan luc
ctia Cong ty; bai khi noi dén Cam Pha, hau hét déu nghi dén mot ving cong
nghiép khai thac than ma khéng may ai nghi dén cong nghiép dong tau.

Ngoai ra do dac thu cua nganh dong tau la cong viéc cuia nguoi lao
dong rat vt va va nang nhoc (lam viéc ngoai troi, trén cao, mang vac vat
ning, dudi him tau, hdm may, thudng xuyén tiép xuc voi nhimg chat doc
hai...), vi vay tinh hip din nghé nghiép ddi véi nguoi lao dong khéng cao.
Mot van dé nita 13 xu hudng thay d6i nghé nghiép va tam 1y khéng 6n dinh
cling nhu 1y tuéng cua ngudi lao dong. S6 luong lao dong yéu nghé hién nay
khong thuc sy nhiéu va da s6 c6 xu hudng thuyén chuyén sang cac nghé nhan
ha hon nhung c6 thu nhap twong dong, tham chi thdp hon mét chut chi can
v6i diéu kién nhan hon 1 ho sin sang thuyén chuyén.

Mot nguyén nhéan chinh nita din dén cong tac tuyén dung khong dat
duoc theo ké hoach 13 su suy thoai ciia nganh cong nghiép tau thily trong
nhiing nam qua. Sy sup do6 cia nganh dan dén tam 1y thiéu long tin, gan nhur tat
ca nhitng cong nhan trong nganh sau khi roi bo mot cong ty dong tau déu c¢6 xu
huéng chuyén nghé do tam 1y lo ngai su thiéu 6n dinh. Ngoai ra, mot ngudn
tuyén dung rat dbi dao 1a cac truong day nghé nhu Giao thong van tai TW 2,
Céc truong nghé Cong nghiép tau thiry s6 1, s6 2, s6 3 ctia Vinashin trudc day
va mot sb truong trung cAp nghé khac trong nhitng nim gan day gan nhu khéng
¢6 hoc sinh theo hoc. Do dé, cong tac tuyén dung truc tiép tai cac truong nghé

hau nhu khong thé thyc hién duoc trong bdi canh khé khin chung.
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Chinh nhitng diéu trén da lam cho cong tac tuyén dung va thu hat
ngudn nhan lyc co chat lugng cao cua Cong ty c6 phan cong nghiép tau thiy
Poéng Bic gip rat nhiéu kho khian. Do vay COng ty phai co ché chinh sach
m&i, hop 1y vé tuyén dung ngudn nhan luc dé dép ung yéu cau ngdy cang cao
clia san Xuat.
3.3.3.2. Thu lao lao dong

Viéc tra luong cho cong nhan tryc tiép san xuét, du di kha cao so voi
mit bang chung ciia nganh coéng nghiép tau thuy, tuy nhién Cong ty lai phat
trién vao ding thoi ky thoai trao ctia nganh nén viéc thu hat lao dong lanh
nghé van gip khong it kho khin. Pa s cong nhan lanh nghé sau khi nghi viéc
tai cac cong ty khac trong nganh déu cé xu hudng chuyén nghé bang cach
tuyén dung vao cac khu ché xuat, khu cong nghiép gan nha. Hon nita, mot s6
cong ty khac hoat dong trong cac nganh cong nghiép ning cé diéu kién lao
dong tuong tu cd xu hudng tra thu lao cao hon cling 1a mét rao can 16n cho
cong ty (Vi du: Lilama, Lisemco chuyén vé két cau thép va lap may).

Mot van dé nita 1a xu hudng thay doi nghé nghiép va tam 1y khong 6n
dinh ciing nhu 1y tuéng ciia ngudi lao dong. S6 luong lao dong yéu nghé hién
nay khong thuc sy nhiéu va da s c¢6 xu huéng thuyén chuyén sang cac nghé
nhan ha hon nhung c6 thu nhap tuong dong, tham chi thdp hon mot chut chi
can véi diéu kién nhan hon 13 ho sin sang thuyén chuyén.

Ngoai ra, qua nghién ciru va truc tiép tiép xtac véi nguoi lao dong ciing
nhu cac can b quan 1y cua cong ty, ngudi viét duge biét du thu lao lao dong
ctia Cong ty hién nay thudc hang cao nhét trong nganh cong nghiép tau thuay,
nhung vi nhitng nguyén nhan ndi tai nhu: Cong ty c6 tudi doi va thoi gian
phat trién chua du dai, su tich lity kinh nghiém con thiéu, da sé can bd quan Iy
con tré... dan dén viéc dinh muc khoan cho cong nhan tai nhiéu khau san xuét
chua thyc sy cong béng. Dan dén viéc co td san xuét cling lam vi¢c trong

khoang thoi gian 4y thi luong binh quan rat cao, trong khi c6 nhiing t6 san
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xudt lai luvong rat thap. Pay co thé néi 1a tir huyét cua Cong ty trong cong tac
thi lao lao dong ma lanh dao cong ty cd phan céng nghiép tau thuy DPong
Bic dang gip rat diéu chinh bang cach thanh 1ap t6 chuyén trach diéu chinh
va hoan thién B6 dinh muc tiéu chuin ctia cong ty bang phuong phap truc
quan: Quan sat va do dém tryc tiép tai hién trudng timg budc cong nghé quy
ra nguyén cong.

3.3.3.3. Lap ké hoach nguén nhan lyc

Cong tac 1ap ké hoach ngudn nhan luc tai Cong ty cd phan cong nghiép
tau thuy Pong Bic dang ton tai mot sd van dé sau:

- Thiéu can bd nhan sy gi61: Nhu da dé cap O trén, van dé kho khan
trong thu hiit ngudén nhan luc cua Cong ty ndi chung dan dén van dé kho khin
trong viéc tuyén dung va thu hit can bo cho phong To chirc hanh chinh. Do
d6, cong tac tham muu, gitp viéc ctia phong nhén sy lién quan dén van dé
quy hoach va phat trién ngudn nhan lyc cia Céng ty chua dugc hidu qua.
Cong ty hién dang thiéu hin mot giam ddc nhan su chuyén nghiép.

- Cong tac 1ap ké hoach thiéu tinh chu dong va mang tinh chat tinh thé:
Viéc lap ké hoach nguén nhan lyc ctia Cong ty hién nay chu yéu dua trén
phuong phép dinh muc thuc té. Trude khi két thiic ndm tai chinh, cic phong
ban, don vi s& can clr vao ké hoach san xuét kinh doanh nim tiép theo cua
Cong ty do phong Ké hoach vt tu 1ap, duoc 1anh dao Cong ty phé duyét va
tién hanh lap ké hoach cho don vi minh. Cu thé: Sau khi Phong Ké hoach vat
tu 1ap ké hoach kinh doanh chung cho toan Cong ty, Phong San xuét sé& lay
lam can ctr dé 1ap tién do chung cho tat ca cic san pham theo thang, quy, nam.
Trén co sé d6 ap khdi lugng nguyén céng can cho mdi san pham theo giai
doan (can cur vao dinh mirc va $6 litu théng ké hiéu suit lao dong tirng nganh
nghé). Vi du: 1 san pham tau 12.500 tan thi can 90.000 cong lao dong trong 1
nam, phan cu thé theo nganh nghé...Can ¢ vao nhu cau cua phong San xuit,

phong T6 chirc hanh chinh s& lap nhu ciu lao dong ddi voi timg nganh nghé
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lao dong theo giai doan thang, quy nim. Sau d6 trén co s luong lao dong can
¢6 cho timg giai doan s& tham muu cho 1anh dao cong ty s luong can tuyén
dung (chua yéu ap dung d6i voi luong lao dong dai han), véi cac khau san xut
ngan han (vi du vao thang 11 c¢6 2 san pham tring nhau can sb lao dong dot
bién 1én dén 300 lao dong can thém) trong truong hop ndy Cong ty s& thuc
hién bién phap thué thau phu tham gia thi cong thay vi tuyén dung. Pay 1a
hinh thtc 4p dung kha phd bién & Cong ty c6 phan coéng nghiép tau thiy
DPoéng Béc hién nay véi luong lao dong thué ngoai tir cac nha thau phu dao
dong tir 30 - 50% khdi lugng cong viée hang nam.

Do dic thu cia Cong ty 1a Cong ty mdi thanh 1ap, lai phat trién kha
néng trong thoi gian qua trong khi mat bang chung ddi véi lao dong hién nay
déu & d6 tudi kha tré, chua c6 nhiéu kinh nghiém. Do d6, viéc lap ké hoach
tuyén dung lao dong cua Cong ty nhiéu khi thuc hién theo hinh thirc giai phap
tinh thé, dap umg ngay cho giai doan trudc mat dé dam bao hoan thanh ké
hoach san xuét kinh doanh nén Cong tac hoach dinh ngudn lao dong lau dai
d6i khi chua thyc hién duoc. Nguyén nhan chinh do tinh trang khan hiém
ngudn nhan lyc va han ché chuyén mén dan dén viéc mat 6n dinh ngudn nhan
luc, dac biét 1a lao dong quan 1y.

Ngoai ra, tinh hinh thi truong dong tau thé gidi dang & giai doan day
ctiia khing hoang, ngudn hang khan hiém, san pham thi cong don chiéc, thi
cong xong san pham nay chua biét s& co san pham tiép theo hay khong di tao
rao can va kho khan khong nhé cho viée 1ap ké hoach nguén nhan luc dai han.
3.3.3.4. Banh gia viéc thuc hién cong viéc

Cong tac danh gia hi¢u qua cong viéc tai Cong ty hi¢n nay chua thuc su
t6i wu du Cong ty da xay dung va ap dung Bo chi s danh gia KPI dua trén
cac tiéu chi nhu Khéi luong cong viéc, chét luong cong viéc, tién dd...va can

clr vao ban mo ta cong vi€c cua tirng vi tri cong tac.
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Tuy nhién, bd chi sé KPI hién tai van chua thuc sy chi tiét va méi chi
dimg lai & danh gia hiéu qua cong viéc theo thang dé tinh luong cho cac bo
phan, ca nhan ma chua gén lién vé6i hiéu qua thuc té, chua do luong dugc két
qua thyc hién cong viéc cia timg c4 nhan gin lién v6i muc tiéu va chién lugc
chung ctia Cong ty.

Céc tiéu chi danh gia con chung chung mang tinh chat dinh tinh, va
chura ¢ dinh luong cu thé, khong c6 hé théng giam sat cn bang gitra cac muc
tiéu vé tai chinh va cac muc tiéu khong tai chinh “khach hang, ning suét, chat
luong, phat trién ngudn nhan luc”, cAn bang sy phat trién dai han va ap luc
thudng ngdy trong hoat dong kinh doanh, hudng dén su phat trién bén viing

Nhu vy, c6 thé thay ngoai nhiing két qua da dat dugc trong cong tac
quan 1y nguén nhan luc vAn con rat nhiéu ton tai ma Cong ty c6 phan cong
nghiép tau thay Pong Bic can phai thuc hién manh mé va kién quyét thi méi
c6 thé xay dung duoc luc luong lao dong dap Gmg yéu cau canh tranh trong xu
thé hoi nhap ngay cang cao nhu hién nay.

3.3.4. Nhitng nguyén nhén ciia han ché va ton tai
3.3.4.1.Nguyén nhéan khéch quan

+ Do nhimg khé khin chung ciia nén kinh té Viét Nam, kho khin
chung ctia nganh déng tau trong thoi ky khung hoang va suy thoai. Cong ty c6
phan cong nghiép tau thily Pong Béc ra doi trong bdi canh nén kinh té thé
gidi dang budc vao thoi ky khung hoang. Nén kinh té cta nhiéu nudc bi anh
huong trAm trong trong d6 c6 Viét Nam. Bén canh d6 nganh céng nghiép tau
thity Viét Nam dién ra qua trinh tai co cdu bang viéc giai thé va sap nhap
nhiéu nha may dong tau. Diéu nay da tao ra nhiéu thuén loi cling nhu kho
khan thach thic cho hoat dong quan 1y ngudn nhan luc ciia Cong ty.

+ Do dic thu cia nganh nghé ciing nhu sy canh tranh cta cac nganh

nghé khac. Nganh déng tau co tinh khic nghiét va vat va; doi hoi ngudi cong
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nhan phai c6 strc khoe, su bén bi va chiju duoc ap luc cong viéc bdi moi
truong 1am viéc doc hai va ning nhoc. Do vy c6 rat nhiéu cong nhan dong
tau da chuyén sang cac nganh khac c6 thu nhap cao hon hoic thap hon mot
chut ho van sin sang chap nhén.

+ Do xu hudéng xa hdi, tu twong cua nguoi lao dong va gia dinh nguoi
lao dong (hién nay hau hét cac gia dinh déu chi co tir 1 - 2 con, nén hinh thanh
mot nép suy nghi cho hau hét cic gia dinh 13 phai tim cho con em minh mot
nghé that nhan ha, thu nhip cao va gan nha..)

+ Do vi tri dia Iy va moi trudng xung quanh: Coéng ty khéng nam
trong quy hoach vung va trung tdm phat trién kinh té cua tinh, viéc thu hut
nguoi lao dong lanh nghé 1a rat kho khan du da co xe dua don cong nhan.
Ngoai ra Cong ty nam giita mot phia 1a bién va ba phia 1a cac khu vuc, bai
ché bién than va nha may xi mang nén méi trudng xung quanh bi 6 nhiém
nghiém trong, dic biét 1a van dé 6 nhiém khong khi khién ngudi lao dong
khéng yén tdm cong tac (ddi voi lao dong cii) va gay tam 1y lo ngai (d6i voi
lao dong moi).

+ Do loai hinh doanh nghi¢p va tam 1y nguoi lao dong: Hién lao dong
tai Viét Nam van mang ning tdm 1y 1a phai 1am cho cac cong ty nha nudc méi
6n dinh va lau dai. Ho van con tdm 1y e ngai d6i v&i cac cong ty khoi tu nhan
va ¢ phan.
3.3.4.2. Nguyén nhan chu quan

Puong 16i chinh sach quan 1y ngudn lao dong tai Cong ty co phan
cong nghiép tau thuy Dong Béc chua that tdi wu, thé hién ¢ cac mat:

+ Cong ty chua xay dung dugc chinh sach 10 rét, cu thé vé cong tuyén
dung va thu hat ngudn lao dong chat lugng cao (Viéc nay thé hién ré ngay
trén trang web cta Cong ty, muc co hdi nghé nghiép véi cac thong tin tuyén

dung rat so xai, thiéu tinh hdp dan, thiéu cac tiéu chi va thong tin cu thé)
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+ Cong ty chua thuc su quan tdm dén cong tac quy hoach ngudn nhan
luc va cong tac quy hoach can bd, ddy ciing 1a diém yéu lam cho mot s6 cén
bd khong gin bo thyc sy 1au dai véi cong ty.

+ Cong ty chua c6 ké hoach 1au dai rd rang vé dao tao ngudn nhan luc
ctia cong ty, ma chi dao tao theo nhu cau can thiét trude mat.

+ Do diéu kién 12 mot cong ty méi phat trién trong nganh va cé cac dic
thi rat riéng, nén Cong ty van chua thé xy dyng duoc cac Bo tiéu chuan, Bo
dinh mtrc chinh xac dén mirc toi wu phuc vu cho cong tac dinh murc lao dong,
tao su cong bang trong phan chia thu nhap va tra luong ngudi lao dong. Hién
tai Cong ty mé&i dang nghién ctru dé trién khai dong thoi hé thdng do luong va
danh gia hiéu qua cong viéc (KPI) va Thé diém can bang (BSC) dé tao ra
cong cu do luong hiéu qua, trong d6 c6 hiéu qua st dung ngudn nhan lyc
cling nhu nang cao hiéu suét lao dong.

+ Do dac thu cong viéc va tinh lién tuc trong cong viéc: Pac thu ctua
nganh dong tau 1a cong viéc dugc chia thanh cac nganh nghé riéng biét theo
cac giai doan thi cong: Vo (gia cong, lép rap, han), may, 6ng, dién, ndi that,
hoan thién, thir tau...

Pé dam bao cong vi¢c dugc lién tuc cho tat ca cac nganh nghé do1 hoi
cong ty phai thi cong nhiéu san pham mot lac gdi nhau. Tuy nhién trong tinh
hinh kho khin chung cua thi truong, moi nim cong ty chi co6 tir 1 - 2 san
phém chinh va mot sd san phﬁm nho, do d6 viéc bd tri cong viéc déu va lién
tuc cho nguoi lao dong 1a mot van dé rat kho khin khong thé giai quyét triét
dé. Do d6 tinh trang thiéu viéc lam, nghi cho viée giita cac giai doan thi cong
thuong xuyén xay ra.

Pong thoi do dic thu nhu di noi ké trén, Cong ty khong thé dam bao
tinh chuy&n mén hoa do nhip do san xuit khong déu, phu thudc vao ting giai
doan cong viéc, Pé khic phuc tinh trang gian viéc, cho viéc, Cong ty phai

thudng xuyén bd tri, didu dong chéo lao dong va ting cudng giita cac phan
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xuong, to san xuat. Nhidu khi mot cong nhan phai 1am nhiéu viéc trén mot san
pham. Vi du: Cong nhan han phai di lam lap rap, lam 6ng, lam sach, gia
cong... theo su diéu dong cla san xuat dé dap tmg tién do va tranh cho viée.

+ Ché d¢ dai ngd va thu lao lao dong ctia Cong ty kha tét, tuy nhién
chua dam bao dugc su cong béng din dén hiéu qua tao dong luc chua that
cao. Bén canh d6 do dic thu hau hét nguoi lao dong déu ¢ xa, nhung COng ty
van chua c6 dugc khu tap thé cho CB-CNV di c6 gia dinh dé ho yén tam lao
dong va gan bo (hién méi chi co tap thé cho cac ca nhan doc than).

+ Moi truong 1am viéc chua thuc sy hap dan véi nguoi lao dong.
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Chuong 4
MOT SO GIAI PHAP NHAM HOAN THIEN QUAN LY NGUON
NHAN LUC TAI CONG TY CO PHAN CONG NGHIEP TAU THUY
PONG BAC GIAI POAN 2014-2020

4.1. Phwong huéng va muc tiéu hoat dong san xuit kinh doanh ciia Cong
ty co phan cong nghiép tau thiy Pong Bic trong giai doan 2014-2020
4.1.1. Phuwong huong kinh doanh

Do chju anh hudng rat 16n cia cudc khing hoang kinh té thé gisi tac
dong toi san luong van tai hang hoa bang duong bién va gia cudc van tai suy
giam rd rét, sy khung hoang nganh cong nghiép tau thiy Viét Nam d3 lam cau
tric cua nganh déng tau thay doi. Diéu nay di anh huong it nhiéu téi hoat
dong kinh doanh ctia Cong ty c6 phan cong nghiép tau thiy Pong Bic. Mic
du c6 nhitng sy bién dong 16n, nhung quan diém ctua Pang va Nha nudc van
gilt nganh dong tau Viét Nam 1a mot trong nhitng nganh kinh té mili nhon. Do
vay phuong hudéng kinh doanh cua Céng ty c6 phan cong nghiép tau thuy
Pong Bic giai doan 2014-2020 tap trung vao mdt s6 diém chinh nhu sau:

- Tap trung ddy manh va phét trién nganh nghé kinh doanh chinh 14 thé
manh cua Cong ty la dong méi va sua chira cac phuong tién van tai thiy co tai
trong dudi 30.000 tan va cac loai tau cong trinh, dich vy, sa lan, dau kéo, tau déy...

- Lua chon dugc thiét ké tt, phu hop v6i nhu cau khach hang, c6 qua
trinh trién khai tét, kiém soat tot chat luong, dam bao tién do giao hang va gia
ca phi hop, tan dung loi thé nhan cong ¢ ca hai goc do: gia ré va co k¥ thuat,
tay nghé khéo 160 dé tao ra loi thé canh tranh.

- Bén canh d6, dé tao da phat trién cho Cong ty trong bbi canh nganh
dong tau dang gip nhiéu kho khin, sé lugng don hang khan hiém, can diéu

chinh chién luoc san pham trong d6 tap trung vao nganh gia cong, ché tao co
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khi, két cau thép xuét khau va phuc vu cac cong trinh trong diém quéc gia
nhu cac nha may nhiét dién, nha may loc hoa dau, cac khu ché xuat...

- Tiép tuc duy tri va phat trién mang xdy dung dan dung va cong nghiép
bang cach duy tri mdi quan hé véi cac ban hang truyén thong.

- Tiép tuc duy tri 6n dinh mang kinh doanh xang dau va dau tu tai chinh.

- Trién khai va mo rong mang kinh doanh van tai thuy ndi dia bang
cich khai thac triét dé thi truong san co, dong maéi va mua thém 03 doan sa
lan (12 chiéc) dé dam bao dap tng tot nhat nhu cau cua cac khach hang hién
tai, tirng budc tién t6i mo rong thi phﬁn.

- Ting budc md rong va phat trién mang kinh doanh xuét nhap khau
vat tu thiét bi tau thuy va kinh doanh kim khi, vira tao thém thu nhap cho
cong ty, vira hd tro dic luc cho nganh nghé kinh doanh chinh.

- Ngoai ra, khong ngimng cai thién hé thong quan 1y ndi bo, hé théng
quan ly chat luong, triét dé thuc hién t6n chi hoat dong Chat luong 1a séng
con bén canh viéc ddy manh cong tac thi trudng, quang ba thuong hiéu dé dua
thuong hiéu Dongbacshin tién siu hon vao thi truong qudc té.

Xu hudng phat trién nén kinh té tinh Quang Ninh hién nay la dich
chuyén sang ting trudng xanh hay néi cach khéac 13 ting ty trong cta nganh
cong nghiép du lich - dich vu 1én so v&i cac nganh khac, diéu nay cho théy
Cong ty co phan cong nghiép tau thity Pong Béc ciing phai 4p dung nhiing
chién luoc méi phi hop voi chuong trinh, muc tiéu phat trién chung cua tinh,
g6p phan phat trién kinh té - x4 hoi, dam bao an ninh - qudc phong, ning cao
chét lugng dich vy, timg budc ap dung cong nghé méi va ki thuat hién dai.
Phat trién di d6i véi quan 1y va khai thac c¢é hi€u qua, on dinh, bén viing va
lau dai.

4.1.2. Muc tiéu hoat dong kinh doanh
- Thyc hién thing loi chién lugc kinh doanh cua Céng ty; thuc hién

nhiém vu phat trién on dinh va bén vimng; xay dung Dongbacshin thanh mot
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cong ty dong tau co hé théng quan 1y tién tién bac nhat va xay dung mot
thuong hiéu hang dau trong nganh cong nghiép tau thay Viét Nam, di ning
luc tham gia va hdi nhap kinh té khu vuc va thé gioi.

- Kinh doanh c¢ 1ai, mang lai lgi ich thiét thuc cho cac cb dong, nguoi
lao dong va dong godp cho sy phat trién chung cua xa hoi.

- Thiét ké nhimg con tau phi hop véi moi trudng xanh, tiét kiém va
quan 1y tot chi phi dau vao trong san xuat dé tao loi thé canh tranh cta gia
thanh dau ra cta san pham.

- Phin d4u tang truong déu it nhat 10%/ nam.

4.2. Pinh hwéng hoan thién quén 1y nguon nhan lue trong giai doan 2014 - 2020

Xay dyng va phat trién ngudn nhan lyc tai cong ty c¢d phan cong nghiép
tau thuy Pong Bic dua trén dinh huéng va phuong hudng kinh doanh cua
cong ty, nhu cau cong viéc ciing nhu diéu kién thuc tién ctia cong ty

Hoan thién cong tac quan Iy ngudn nhén lyc trén nguyén tic chat luong
va hiéu qua, khac phuc nhitng mat han ché, ton tai trong cong tac diéu hanh
va quan 1y ngudn nhan luc thdi gian qua. Cu thé 1a:

- Xay dung ddi ngii can bo cong nhan phuc vu nhitng nganh nghé méi
nhu: dong mai va sua chita phuong ti€n van tai thuy co tai trong dudi 30.000
tAn va cac loai tau cong trinh, dich vy, sa lan, tau déy, tau kéo; gia cong, ché
tao co khi, két cau thép xuat khau va phuc vu cac cong trinh trong diém quéc
gia nhu cac nha may nhié¢t di€n, nha may loc hoa dau, cac khu ché xuit; kinh
doanh van tai thuy ndi dia...

- Xay dung ddi ngli cdn bd cong nhan phuc vu xuét khau, nhat 1a kinh
doanh xuat nhap khau vat tu thiét bi tau thuy va kinh doanh kim khi.

- Duy tri d01 ngfi cdn bd cong nhan vién hién c6 va tang cuong dao tao

nang cao trinh d¢ chuyén mon nghiép vu cho nhiing cdn b cong nhan nay.
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- Tiép tuc cong tac dao tao, sat hach va tinh gian b may, tirng budc
tién t6i muc tiéu dam bao trinh do va tay nghé CB-CNV ngay cang dong déu,
tao dong luc cho sy phat trién.

- C6 co ché chinh sach thu hat nguoi tai tir bén ngoai nham xay dyng
va phat trién nguén nhén luc c¢é cht luong. Lién két voi doanh nghiép nude
ngoai cing nganh nham thyc hién muc tiéu chién lugc phat trién cia cong ty
trong giai doan moi.

- Hoan thién va trién khai dong thoi hé thong do ludng & danh gia hiéu
qua cong viée (KPI) va Thé diém can bang (BSC) dé tao ra cong cu do luong
hiéu qua, trong d6 c6 hiéu qua st dung ngudn nhan luc ciing nhu ning cao
hiéu suit lao dong.

- Hoan thi¢én va ap dung h¢ théng Hoach dinh nguén lyc doanh nghiép
(ERP) trong d6 c6 phan hé quan 1y ngudn nhan luc (HRM) dé quan 1y hiéu
qua hon ngudn nhan lyc ciia cong ty, tinh gian tdi da bd may hanh chinh, lao
dong gian tiép va ting nang suét lao dong.

4.3. Cac giai phap hoan thién quan Iy nguon nhan lye tai Cong ty c6 phan
cong nghiép tau thiy Pong Bic

4.3.1. Xdy dwng chinh sdch ré rét, cu thé vé tuyén dung va thu hiit nguon
nhén lwc chit lwong cao

Pung trude nhitng kho khin vé khan hiém ngudn lao dong cé tay nghé,
c¢6 kinh nghiém va trinh d6, Cong ty cd phan cong nghiép tau thity Pong Béc
can xay dung cac chinh sach cu thé dé co thé thu hat duoc nguén nhan luc
chat luong cao.

Viéc dau tién can 1am 1a phai mé rong duoc cac kénh tuyén dung, da
dang héa ngudn tuyén dung dé dam bao c6 ngudn lao dong doi dao trude khi
tién hanh cac budc tuyén dung theo quy dinh. Viéc nay s& gop phan khong
nho vao viéc nang cao chit luong tuyén dung bang cach ting tinh canh tranh
va lya chon trong cong tac tuyén dung.
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Tiép theo d6, Cong ty can thyc hién nghiém khau phong van, kiém tra
trong qua trinh phong van tuyén dung, tranh tinh trang 1am theo hinh thuc,
khong c6 tinh canh tranh va khong thé hién tinh chon loc dé tuyén chon ngudi
tai gioi. N6i khong véi viée tuyén dung theo co ché “Xin - Cho” do mdi quan
hé quen biét. M6i quan hé chi 1a mot trong cac tiéu chi, nhung khong thé thay
thé céac tiéu chi vé chit luong, trinh do va cac k¥ ning can thiét nhu yéu cau
trong ban mo ta cong viéc.

Trén trang web chinh thtc cia Cong ty trong muc co hdi nghé nghiép
can cép nhat thuong xuyén cac thong tin tuyén dung. Noi dung tuyén dung
phai chi tiét hon nira; v6i mdi vi tri cin tuyén phai dua ra cac thong tin yéu
clu vé b.%tng cép, trinh d6 chuyén moén, nam kinh nghi¢m, mutc luong, ché o
dai ngo va cac phuc g1 di kem...

Ngoai cic phuong thirc tuyén dung truyén thong, Cong ty can ding
tuyén thong tin trén cac phuong tién thong tin dai chung c6 nhiéu nguoi tiép
can nhu bao chi, truyén hinh. Cong ty ciing can lién két hay ky hop dong véi
cac cong ty sdn dau ngudi (head hunter) ¢ uy tin dé tuyén dung céc vi tri chu
chét, hodc céac vi tri yéu cAu trinh d6 cao va kinh nghiém.

Bén canh d6 Cong ty can chi trong dén cong tac dao tao chuyén siu
céc k¥ nang lién quan (ky ning phong van, k§ ning phan tich, danh gia...)
cho d6i ngii nhitng ngudi 1am cong tac tuyén dung, tao diéu kién cho ho co
nhimng k¥ nang can thiét dé danh gia, tuyén chon dung nguoi, gidp cho cong
viéc tuyén dung thanh cong.

Ngoai ra, viéc nghién ctru, hoan thién va dua ra ban Mo6 ta cong vi¢e
that khoa hoc, sat véi yéu cau thuc té cling 1a mot van dé hét stre quan trong
dé co thé tuyén dung dung ngudi, dung viée, dung tiéu chuan.

4.3.2. Quan tim hon dén céong tic hoach dinh nguon nhéin lyc dic biét la
cong tac quy hoach can bd

Pé thyc hién tét cong tac hoach dinh ngudn nhan lyc, trude hét Cong ty
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c6 phan cong nghiép tau thuy Dong Bic phai lam tot khau du bao vé cau
nguén nhan luc, viéc du bado nay phai dua vao cac can cu sau:

+ Can clr vao ké hoach san suat kinh doanh ciing nhu myc tiéu chién
lugc phat trién cua Cong ty trong giai doan sip toi dé xac dinh khéi luong
cong viéc can thuc hién.

+ Pénh gi4 trinh do trang thiét bi k¥ thuat, kha ning thay d6i vé cong
nghé nang cao ning suit lao dong.

+ Nhu cau nguén nhan luc theo cong viéc, theo trinh dg, theo gidi tinh.

+ Kha nang tai chinh ctua Cong ty cho cac ngudn luc.

Véi quy moé nhu ctia Cong ty hién nay nén c6 mot giam dbc nhan sy dé
nang cao hiéu qua hoat dong cua Phong t6 chirc hanh chinh, dé viéc quan 1y
ngudn nhan luc ¢ hiéu qua hon.

Cong tac quy hoach ngué)n can bo 1a mot nhiém vu hét suc quan trong,
g6p phan khong nho vao su phét trién khong nging cua Cong ty. Dé lam
dugc cong tac ndy, ngoai cac yéu td k¥ thuat trong viéc quy hoach, Cong ty
can chi trong dén cac yéu tt “mém” khac dé dam bao duy tri va giit chan
dugc nguoi tai, tranh tinh trang da dua vao quy hoach nhung khong gitt duoc
nguoi. Mot s6 bién phap can thuc hién that tt nhu sau:

- Can tiép tuc diy manh cong tac Xay dung vin hoa doanh nghiép, tao
ra moi truong lam viée khoa hoc, than thién ma & d6 CB-CNV c¢6 thé coi
cong ty nhu ngdi nha thir hai cia minh, ciing phan ddu hét minh vi cong viéc,
Vi su phat trién khong ngimg ctia Cong ty.

- Can pho bién rong rdi dén toan thé CB-CNV Chién luoc phat trién
cua Cong ty, tam nhin, st ménh, gia tri triét ly, cac ké hoach kinh doanh...
Gén cong viéc thuc té v4i chién lugc vach ra va thuong xuyén cip nhat cac
thong tin lién quan dén nguoi lao dong dé ho yén tim, viing tin vao tuong lai

cua Cong ty cling nhu tuong lai cua chinh ho.
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- Céc chinh sach va ché dd wu tién dic biét cho can bd gi01, can bo
tham nién ciling can dugc phat trién va quan tdm thich dang dé ho yén tam
cong tac.

- DPic biét, chinh sach san sang hd tro can bd khi ho khong con mubn
lam viéc tai Cong ty nita can duogc thuc hién triét dé hon, vira dé xay dung
hinh 4nh Cong ty, vira tao thém cac nguén luc hd tro cho doanh nghiép sau
nay. LAy vi du dién hinh: Céc cong ty Chau A néi chung thudng khong may
quan tAm dén can b cong nhan vién khi ho nghi viéc, nhimg ngudi nay hién
nhién dugc coi la ké “dao ngli” va it dugc quan tam. Tuy nhién, vi¢c nay vo
hinh chung da day ngudi lao dong trinh d6 cao ngdy cang xa roi cong ty, tham
chi dua ho tré thanh ddi thi canh tranh trong twong lai. Dé giai quyét duoc
van dé nay, cong ty can co chinh sach hd trg cho ngudi gioi khi ho roi khoi
cong ty bang cac cach sau:

+ Néu nguoi lao dong da thuc sy mudn roi khoi Cong ty, Cong ty can
tao diéu kién cho ho bang cach bd tri cho ho nghi theo ding quy dinh. Sén
sang gidi thi€u hay nhan xét tdt dé ho c6 diéu kién tdt hon tai cong ty moi.

+ Néu nguoi lao dong cam thay minh di du diéu kién dé thanh lap
doanh nghiép riéng (diéu nay thuodng xuyén xay ra doi voi lao dong co trinh
d6 cao), Cong ty can sian sang chia sé v6i nguoi lao dong, dong vién, gitp dd,
tham chi hd trg vén cing ngudi lao dong néu thay ké hoach kinh doanh cua
ho kha thi.

Nhitng viéc lam nhu trén s& mang lai loi ich 1au dai dbi véi Cong ty.
Khong chi véi nhitng nguoi lao dong dang lam viée tai cong ty s€ luén cam
kich va phan dau hét minh vi su phat trién cua cong ty, ma ngay ca véi nhiing
nguoi lao dong khi da ra di va nhan duoc sy gitp dd, ho sé: Khong ban bi mat
kinh doanh cta Cong ty; sin sang gidi thiéu nhan sy thay thé; khong 16i kéo
cac nhan sy con lai dang lam viéc tai Cong ty; dac biét, voi nhitng nguoi lap
doanh nghi¢p thanh cong voi sy hd tro cia Cong ty, ho sé& tré thanh mat dbi
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tac, mot nha thau phu dang tin cdy cua Cong ty trong chudi cung tmg hoic
trong san xuat. ..
4.3.3. Xay dung ké hoach ldu dai ré rang vé dao tao nguon nhén luc

Dung trude nhitng kho khan,thach thirc cia nganh cong nghi€p tau thuy
va xu hudng thi truong khong ngimg bién d6i ctia hoi nhap va canh tranh,
Cong ty c6 phan cong nghiép tau thily Pong Béc can coi trong hon nita viéc
bdi dudng, xay dung d6i ngii can bo cong nhan vién c6 ning luc va nhay bén
hon so véi ddi tha canh tranh vé nganh dong tau. Trudce hét, Cong ty phai xac
dinh cac myc tiéu, chién lugc phat trién 16 rang va danh gia dang thuc trang
can bo cong nhan vién hién tai (trinh d6 chuyén mon, ning luc, co cau...) dé
tao co s& cho viéc 1ap quy hoach va ké hoach dao tao.

Tiép theo d6 1a: can ctr vao nhu cau sir dung ngudn nhéan lyc, Cong ty
giao cho cac don vi phong, ban va phan xudéng xay dung hoan chinh quy
hoach chi tiét (ngan han; trung han; dai han) trong d6 phan loai timg ddi
tuong theo tirng hinh thirc va ndi dung dao tao cu thé (dao tao lai, dao tao
chuyén sau, dao tao ng:fm han, dao tao dai han...) linh hoat theo quy hoach, ké
hoach va yéu cau cia san xuit kinh doanh cia timg don vi. Noi dung bang
quy hoach phai thé hién diy du cac tiéu chi va co cdu dam bao theo nguyén
tac: Con nguoi hoan toan c6 du ning luc dé hoan thanh cong viéc, co chuyén
mon phu hop véi ndi dung can dao tao, cé nhiét huyét cong hién va gin bo lau
dai voi Cong ty.

Noi dung can dao tao: Pung véi chuyén mon, yéu cdu cua cong viéc.
Pao tao phai dap tng t6i da nhu ciu phat trién cua timg giai doan, tip trung
theo hudng dao tao nang cao va boi dudng kién thirc, tranh dao tao manh
mun lang phi. Pam bao 1¢i ich cia nguoi di dao tao va lgi ich ciia Cong ty.
Nguoi dimg dau cac don vi phong ban va phan xudng phai hoan toan chiu

trach nhiém trude Giam ddc Cong ty vé ddi twong ctr di dao tao va ké hoach
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st dung sau dao tao. Kién quyét loai bo tinh trang dao tao theo nhu cau tu
phat cua ca nhan (Co ché xin - Cho di hoc), tranh tinh trang chon ngudi di hoc
chi dya trén cac hinh thirc nhan xét vé tu tudng, 1ap truong, don thuan vé
pham chat dao hay cip bac. Ngudi duoc cir di dao tao phai dam bao dung dbi
tuong, phu hop voi1 nhi€ém vu va chirc danh cong tac, cé nang luc, nhiéu nhiét
huyét cng hién va gin bo lau dai véi cong ty. Gan chit giira viée ctr di dao
tao voi bd tri str dung sau dao tao.

Cong ty can tap trung hon nita cho viéc té chirc dao tao bdi dudng,
nang cao trinh d0 cho nhan vién dudi nhiéu hinh thirc, ngoai viéc cr can bo
cong nhan vién di tham gia cac khoa bdi dudng dao tao nghé cua cong ty,
Cong ty can cir nguoi di ddo tao & cac trung tim phat trién ngudn nhan luc, ¢
cac truong Pai hoc, & cadc Vién dao tao quan tri doanh nghiép cho cac doi
tuong can bo thudc ddi tuong dao tao chuyén sau va can bo quy hoach, mo
cac 16p nang cao kién thire tai chd, hay t6 chirc doan can bd tham quan hoc
tap kinh nghiém & cac don vi dong tau 1om hodc cir can bd ¢ nang luc di hoc
tap va lao dong tai mot sb qudc gia c6 nganh cong nghiép dong tau phat trién.

Nén giao mot sd cac cong viéc trong trach cho nhitng ngudi tré cd
trinh do chuyén mon, ho dam nghi, biét 1am va dam chiu trach nhiém. Cach
nay gitp nhitng nhan vién co trién vong c6 co hdi phét trién va trao doi thém
kinh nghiém céng tac, ¢ gang tu niang cao kién thirc dé dap tng yéu cau cong
viéc ciing nhu hoan thanh tét cong viéc. Pay ciing 14 mdt trong nhiing cach
dao tao, phat trién doi ngill can bd quan 1y ké can thay vi phai tuyén dung
nhiing nguoi c6 trinh d§ chuyén mon, trinh d¢ quan 1y gioi tir bén ngoai.

Cong ty phai thuong xuyén va dinh ky t6 chirc cic chuong trinh dao
tao, co co ché giam sat qua trinh tham gia di dao tao clia nhan vién va cac tiéu
chuan danh gia r6 rang két qua thu dugc sau dio tao dé gitip cho nhan vién

théiy duoc tim quan trong cua viéc dao tao, co thai do tich cuc trong viéc linh
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hoi va nang cao kién thtrc can thiét cho cong viéc dong thoi dam bao cong tac
dao dao duoc to chirc thuc hién c6 hiéu qua.

Dac biét, cong tac dao tao ké can, dao tao thay thé 1a viéc lam khong
thé thiéu dbi véi Cong ty. Theo thuyét nhu cau ctia Maslow, thi nhu cu cua
con ngudi cd 5 tang bac khac nhau, va doanh nghiép khong thé chay theo nhu
cau d6 dé dap ung cho ngudi lao dong. Du cho c6 4p dung tat ca cac chinh
sach uvu dai, khuyén khich thi cling khong thé gitr chan mot sé ngudi ¢o trinh
d6 mudn roi cong ty dé dén mot noi c6 thu nhdp cao hon hoac 1ap su nghi¢p
riéng nhu d3 trinh bay & muc 4.3.2 ké trén. Do d6, Cong ty can xay dung ké
hoach dao tao thay thé, dao tao ké can dé tranh roi vao tinh trang thu dong
hoac phu thudc vao nguoi lao dong. Cu thé, tai mot vi tri 1lam viée, ludn ludn
phai dao tao thém it nhat mot nguoi co kha ning thay thé khi can thiét nhu
cac vi tri 1anh dao, cac truong phong ban phan xudng, cac to trudng, tho ca. ..
4.3.4. Xdy dwng cdc B tiéu chudn, Bé dinh mirc chinh xdc dén mire toi wu
phuc vu cho cong tic dinh mikc lao dong, tao sw cong bang trong phin chia
thu nhdp va tra lwong nguwoi lao dong

Bo tiéu chuan va dinh mirc ludn 1a van dé hét strc can thiét doi voi céc
doanh nghiép san xuét, dic biét 1a véi doanh nghiép dong tau c6 yéu cau ky
thuat cao, phirc tap, nhiéu nganh nghé va nhiéu budc cong nghé.

Hién nay Céng ty du di c6 bo tiéu chuan va dinh murc, nhung do céc tai
ligu trén dugc xay dung dua trén co s& tham khao nhitng bo dinh muc san co
tai cac nha may khac trong nganh nén chua dugc chinh xac do c6 sy khac
nhau vé trinh d6 cong nghé, trang thiét bi, diéu kién san xuét va dic thu cua
timg cong ty khac nhau. Qua trinh xay dung dinh mirc da c6 sy diéu chinh
cho phu hop hon, tuy nhién do Céng ty c6 tudi doi con kha tré va chua c6
nhiéu san pham dé theo ddi, diéu chinh nén tinh chinh xac chua dugc cao.

Pic biét, do van dé bd tri san xuét va tdp quan quan 1y Khac nhau nén

van c6 qua nhiéu su sai khac va thiéu chinh xac trong vi¢c xac dinh dinh murc
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va thu lao lao dong cho nguoi lao dong, din dén tinh trang thiéu su cong bang
giita cac khau, cac to doi san xuat. Viéc nay dan dén hé qua nghiém trong 1a
c6 thé lam giam dong lyc thic ddy san xuét.

Vi du cu thé: mot hé 6ng thi cong tai tau 12.500 tan s 1, do diéu kién
thi céng gap trong khi thiét bi budng may vé cham, din dén toan bd hé ong
phai thi cong trong diéu kién trén cao va trong cic khong gian hep khién thoi
gian thi cong va cong stc cta ngudi lao dong phai bo ra nhiéu hon thuc té.
Cong ty da c6 su diéu chinh cho phu hop. Nhung dén tau s6 2, khi moi diéu
kién san xuét da duogc chuén bi tot hon, cac hé théng dugc thi cong trong diéu
kién tdi wu nén nang suat tang vot 2 - 3 lan, tuy nhi€n cac bd phan phu trach
dinh muc da khong tién hanh diéu chinh khién cho thu lao lao dong cua T
dng cao hon han cac to san xudt khac, tao ra tdm 1y bat 6n cho ngudi lao
dong. Va mot lan song cong nhan xin chuyén to san xuét sang to co thu nhap
cao hon da xay ra....

Do d¢, viéc tao ra mot bd tiéu chuan va dinh mirc chinh xéc 1a diéu hét
stc can thiét. Pé lam duge diéu nay, cong ty can thanh 1ap mdt by phéan
chuyén trach phu trach xay dung dinh mirc. Va dinh mtrc phai dugc xay dung
trén co sé thuc té, tic 1a c6 su theo ddi, do dém thuc té tai cong trudng, phan
xudng san xuat cho ting hang muc, ting cong doan trong diéu kién tdi wu.
Viéc diéu chinh s& duoc thyc hién bang hé s6 K (k co thé bang 1,1 hay 1,2
hay 1,3 ... 1an tiy vao timg diéu kién thi cong thuc té). Ngoai nhiing hang
muc, nguyén cong chinh, vi¢c dinh mirc cong phat sinh cling phai dugc thuc
hién mot cach hét stc chi tiét va khoa hoc. Cong phat sinh chi dugc tinh trén
co so sai 10 thiét ké, phai diéu chinh lai thiét ké hay do thay dbi thiét bi, hodc
stra d6i ban vé& theo yéu cau ctia cac co quan chuyén mon nhu Pang kiém, cha
tau. Cac phat sinh do chat lwong kém phai thi cong lai, kiém soat khong tot
phai thyc hién lai sé khong dugc tinh vao cong phat sinh. C6 nhu vady moi cé
thé dam bao duoc tinh cong béng, tao dong luc thic déy san xuat phat trién.
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Mot trong nhitng van dé can giai quyét cuia Cong ty hién nay 13 ning
suat lao dong va sy cong kénh cia hé théng quan ly. Mic du hé théng quan 1y
ctia Cong ty da kha tinh gon néu dem so sanh v6i cac nha may qudc doanh, va
nang suét lao dong ciling kha cao so v6i mit bang chung cua nganh, nhung so
v6i cac nha may doéng tau tai cac nudc phat trién thi hé thong quan 1y cua
cong ty van con kha cong kénh va ning sudt vin chua dam bao. Dan dén tinh
trang gia thanh san phrflm van chua thuc su canh tranh va loi nhuan dat duoc
chura thue su cao, nguyén nhan chinh nim ¢ hé théng quan 1y.

Trong chién lugc phat trién cong ty giai doan 2013 - 2018, Cong ty da
dit ra muc tiéu Phan d4u tro thanh mot trong nhitng cong ty dong tau co hé
théng quan 1y tién tién nhat trong nganh cong nghiép tau thuy Viét nam. Dé
dat duoc diéu nay, cong ty can khan truong nghién ctru va dua vao ap dung
Hé thong hoach dinh ngudn luc doanh nghiép (ERP) dé dam bao quan 1y
théng nhat va tinh gon toan bd hé thdng san xuit kinh doanh ctia cong ty tir
mua hang, quan 1y dy an, quan 1y kho, tai chinh, quan 1y chat lugng...gitp
ting ning suit lao dong va giam tdi da bd may hanh chinh va gian tiép cua
cong ty.

Trién khai hé théng ERP 1a mot viéc rat kho doi hoi quyét tim cao va
su sat sao cua ban lanh dao cong ty va toan thé can bod cong nhan vién. Thuc
té cho thay, c6 dén 90% sb doanh nghiép khong thanh cong trong viéc trién
khai ERP do nhiéu nguyén nhan, nhung nguyén nhan chinh van 1a sy tham gia
tryc tiép va quyét tim cua 1anh dao cong ty.

Viéc trién khai hé théng hoach dinh nguén luc doanh nghiép tuy kho
khan va tén kém chi phi, nhung loi ich né mang lai s& khong nho. Boi hién
hau hét cac cong ty dong tau 16n trén thé gidi hoat dong hiéu qua va co 13i 1a
phan 16n nho hé théng quan 1y nay. N6 giup két ndi tat ca cac phan hé quan
1y, cho nha quan 1y ¢6 céi nhin tryc quan va sau sat nhat di v4i toan bo hoat
dong cua cong ty; giam tdi da cac khau trung gian; tinh gian tdi da lao dong (
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thue té 13 ty dong héa cac khau quan 1y trén co s& cac quy trinh sén co va
minh bach hoa qua trinh quan 1y). M6t vi du dién hinh cho hiéu qua trién khai
ERP tai Viét nam 1a Vinamik v&i 70% nhan luc gian tiép dugc cat giam sau
khi trién khai thanh cong ERP, chua ké dén nhiing loi ich khac né mang lai
nhu ting ning suit lao dong, giam t6i da hang ton kho, giam tdi da san xuat
du thura...

Riéng d6i v6i phan hé quan 1y ngudn nhan luc, ERP gitp quan 1y toan
bd ngudn nhan lyc ciia Cong ty thong qua cic chirc niang quan 1y ho so, quan
1y stc khée, quan 1y tién lvong, bao cao ty dong, chim cong tu dong, tu dong
tinh luong, 14p bao cdo, tu dong trong khau tuyén dung (loc hd so tu dong)...
gitp cong tac quan 1y nhan lyc dugc sat sao va hi¢u qua hon.

4.3.5. Bé tri diy chuyén sin xudt hop ly dé bdo dim céng viéc lién tuc cho
nguwoi lao déng, khic phuc tinh trang thiéu viéc lam, nghi cho viéc giita cdc
giai doan thi cong

Thue té cho thiy, Cong ty dugc xay dung trong tinh trang thiéu quy
hoach tong thé nén mot sé hang muyc cong trinh nhu cac nha xudng, cac day
chuyén duoc b tri chua that sy hop 1y theo Chu trinh san xuat. Cy thé tir cac
khau gia cong, cat CNC, lép rap, han, lam sach, son, dau da, lép dat thiét bi,
phu kién.. khién cho viéc bd tri san xuat chua thuc sy phu hop giy lang phi
nguon lyc va ning suat lao dong khong thuc su cao.

Ngoai ra, do dac thu san Xuit cla Cong ty, viéc bd tri, diéu hanh san
xuat ctia phong San xuét nhiéu khi chua hop 1y, cong tac chuan bi san xuat
chua dugce chu ddo, su phéi hop nhip nhang gitra tién do chung, tién do chi
tiét, tién do ra ban vé thi cong, cung cép vat tu, chuin bi thiét bi san xuit
chua phu hop dan dén tinh trang cong nhan phai chd viéc gitta cic cong
doan thi cong...

Pé khic phuc tinh trang nay, Cong ty can ting budc diéu chinh quy

hoach, bo tri sap x&p lai cdc phan xudng san xuat, vi tri tap két vat tu, vi tri
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dat thiét bi, may moc phuc vu san xuit theo ding Quy trinh san Xuit va
ting cudng hiéu qua cua cong tac diéu hanh san xuét, tao sy nhip nhang
gitta cac khau. C6 nhu vay moéi co thé tin dung toi da hiéu qua va ting
nang suét lao dong.

Ngoai ra, Cong ty can khan trwong hoan thién va ap dung cac bd cong
cu hd tro san xuat khac ngoai Chuong trinh 5S va chuong trinh ISO d trién
khai nhu B cong cu Kaizen (cai tién lién tuc), TPM (quan 1y san xuét tong
thé), Lean (san xuat tinh gon), Six Sigma, Lean + Six Sigma...dé khong
nging cai tién, cat giam lang phi, ting ning suit lao dong.

4.3.6. C6 ché dp dii ngé va trd lwong hop Iy, dong thoi quan tim hon nita
dén doi song va ché dp phiic lpi doi véi ngwoi lao dong

Luong, thuong khong phai 13 tit ca nhung nod c6 tac dong rat rat 16n
dén dong co 1am viéc cua nhan vién. Do vay néu mot co ché luong, thuong
va chinh sach dai ngo khong tbt ngudi lao dong s& dan dén su tri tré, bat mén
va ¢ thé 101 bo Cong ty.

Thue té viée tra luong, thudng ciing nhu ché d6 dai ngd cua Cong ty
trong may nim qua cho thdy mac luong Cong ty tra cho ngudi lao dong tuy
cao so v&i cac doanh nghiép dong tau khac nhung so véi cadc nganh cong
nghiép nang thi mic luong ndy van chua thyc sy hip dan.

Vi vay, viéc xay dung mot co ché tra luong phu hop 1a rat can thiét dbi
v6i Cong ty co phan cong nghiép tau thity Pong Bac. Cu thé nhu sau:

Thir nhat la, viéc tra luong khong chi 1a tra luong cao, ngang bang
v6i noi khac ma con phai lam cho ngudi lao ddng cam thay hai long véi véi
tién lvong, thuong va ché do dai ngd. Tra luong, xay dung h¢ sb cong vige
phai dua vao két qua cuia viéc danh gia gia tri cong viéc. Co ché tién luong
phai that sy dong vai tro la thude do danh gid ding nang luc, kha nang lam
viéc va mirc do dong gdp cua nhan vién vao két qua hoat dong cta Cong ty.
Qua d6 ho cam nhan dugc gia tri lao dong va gia tri ban than ho & cong vige
va & trong cong ty, tir 46 s& dong vién khuyén ho véi tinh than 1am viéc hiang
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say nht.

Thir hai la, tra lwong va phan phdi thu nhap dua theo hiéu qua cong
viéc, nguoi 1am nhiéu hudng nhiéu, 1am it hudng it, khong lam khong hudng.
Ti€u chi khen thuong, phat phai dugc cong khai, minh bach, dugc nguoi lao
dong chip nhan.Nguoi lam tot, ¢ thanh tich céng hién trong san xuat kinh
doanh s& dugc nhan tién luong va thuong xtmg dang. Nguoc lai v6i nhiing
nguoi 1am viée kém hiéu qué, y lai ciing can ¢ chinh sach phu hop dé ho ¢b
gang nhin nhan tinh than trach nhiém hon trong cong viéc.

Thir ba la, xay dung muc tién luong trén co s hudng dén yéu to thi
truong, dam bao ludn c6 thé thu hut va luu git dugc lao dong. Theo do, tién
lwong phéi c6 co ché thu thap thong tin mit bang tién lwong trén thi truong
lao dong, xem xét mit bang lwong ctia nganh va khu vuc. Can ¢t vao do, tiy
tirng nhom lao dong, cong ty xac dinh chién luogc tra lwong phu hop véi nhu
cau thu hut - c6 thé cao hon, bang hodc thap hon muc trung binh trén thi
truong. Ngoai ra cling tinh toan dén yéu t lam phat truot gia, dam bao nguoi
lao dong can ddi giita tién lwong va chi phi sinh hoat can thiét.

Thir tw la, xdy dung tién luong phai phu hop va nhit quan véi chién
lugc kinh doanh, ké hoach ngéan sach cling nhu cac chirc ning quan 1y khac
ciia Cong ty. Pong thoi phai tudn thi cac quy dinh cta phap luat. Tom lai,
Thuc hién tét cong tac phan tich va mo ta cong viéc, dam bao trach nhiém ro
rang, ranh mach va phu hop voi dinh hudng phat trién cua Cong ty. Pay 1a
bude can thiét va 1a tién dé cai tién hé théng tién luong, thyc hién trd luong
theo gia tri cong viéc dam nhan. Thém vao d6 13 mot quy ché bao gém cac
tiéu chuan danh gia bai ban, c6 tinh hé thong s& giup Cong ty ning cao tinh
cong bang trong dai ngd, khuyén khich sy canh tranh, phat huy ning lyc 1am
viéc. Mic khac qua danh gia, ngudi quan 1y phét hién dugc nhing yéu t6 tich
cuc can phat huy dong thoi nhan ra nhitng mat ton tai va diém yéu can khac

phuc cua moi nhan vién va cua h¢ thong quan ly.
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Bén canh d6 Cong ty cin quan tim hon dén doi séng va ché do phuc loi
d6i v6i nguoi lao dong. Hién tai Cong ty mdi chi c6 nha tap thé danh can bo
cong nhan vién doc than. Do vay Cong ty can c6 ké hoach xdy dung khu tap
thé cho CB- CNV 1a ho gia dinh dé ho yén tdm lam viéc va gin bo 1au dai véi
Cong ty.

Ngoai ra, dé han ché yéu diém 1a Cong ty dugc dat & vi tri xa trung
tam, ngudi lao dong da sb déu ¢ xa, dé dam bao nguoi lao dong gin bo 1au
dai voi1 Cong ty va coi Cong ty nhu ngdi nha thir hai, bén canh vi¢c xay dung
khu tap thé Cong ty can co cac chinh sach wu dai khac cho can bd cong nhan
vién nhu X4y nha tré cho con em can bd céng nhan vién; to chic cac chuyén
xe hang ngdy dwa dén nguoi lao dong theo cac tuyén c¢d dinh nhim tao diéu
kién tot nhat cho nguoi lao dong tai cac dia phuong 1an can, thanh phd 1an can.
4.3.7. Gidi phdp tao méi truong va diéu kién lam vigc thudn tign cho nhén vién

Pé lam ting su hai 1ong clia ngudi lao dong ddi véi Cong ty, ban lanh
dao Cong ty can quan tdm tao ra mot moi truong va diéu kién lam viéc tét,
thuan 1oi cho can bd cong nhan vién dong thoi dé kich thich va thu hut ciing
nhu gitt chan nguoi lao dong gidvi. Mot mdi trudng ¢ diéu kién lam viéc
thuan loi (an toan, sach sg¢, déy du trang thiét bi va phuong ti€n lam viéc...) s€
tao ra khong khi lam vi¢c chuyén nghiép va do thoai mai nhét dinh tai noi lam
vi€c gilip nhan vién tap trung hoan thanh cong viéc c6 hi€u qua. Vi vay, ban
lanh dao Céng ty can quan tam, thiét 1ap va cd gang duy tri mot moi truong
1am viéc that su tién nghi vé co so vat chat, khong gian lam viéc hién dai. Hé
thé)ng an toan va bao ho lao dong cho cong viéc & bd phan ky thuat san Xuat
can duoc trang bi hé thong phuong tién dong bo thiét bi bao ho tét, phu hop
v6i tinh chat k¥ thuat chuyén nganh. Cong tac hudng dan, kiém tra giam sat
thuc hién an toan va bao ho lao dong ciing ludn duoc trién khai thuong xuyén.

Tao diéu kién cho nguoi lao dong tiép can, ndm bat cac thong tin vé
cong viéce, hiéu dugc cic muc tiéu cla cong viée, cac muc tiéu chién lugc san

xuét kinh doanh, cho ho théy duoc trién vong phat trién & tuong lai cua Cong
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ty. Pua ra cac quy tic, quy trinh lam viéc rd rang, cong viée bt dau tir dau,
két thic thé nao va khiic méc biét hoi ai, trén co s& hoan thién va tuan tha
theo hé thong ISO 9001- 2008. Qua d6 tao diéu kién thudn loi cho nhan vién
thuc hién cong viéc mot cach dé dang, hoan toan chu dong duogc & cac khau
ctia cong viée, hiéu va phdi hop tét v4i nhau dé tang hiéu qua cong viéc va
tranh nhirng rai ro khong dang cé.

Tao moi truong va diéu kién lam viéc tdi da cho nguoi lao dong luén
phét huy hét nang luc c4 nhan, dugc tham gia xdy dung dong gop ¥ kién xay
dung cac muc tiéu chién luoc, néu ra nhitng ¥ tudng sang tao cho sy phat
trién cta cong ty va tao co hdi cho ho phat trién cong viéc dong thoi qua do
cong ty cting c6 chinh sach dong vién khen thudng kip thoi cho nhitng y
tudng sang tao moi mang lai loi ich cho Cong ty. Cong ty tao diéu kién lam
viéc doc 1ap co dinh hudng va hd trg cao, gitp nhan vién tré nhanh chong hoa
nhap v61 moi truong lam viée moi, tao ra nhiéu vi tri m& ¢6 co hoi cho viée
thang tién va phat trién nghé nghiép lau dai tai Coéng ty. Tao ra mot mdi
truong lam viéc than thién va chuyén nghiép, luén co su thong cam ling nghe
giita 1anh dao va nhan vién, giita ddng nghiép va ddéng nghiép, 1am cho moi
thanh vién cam nhan dugc Cong ty nhu 1a mot gia dinh, trong d6 chinh moi
nguoi lao dong khong thé thiéu, nhu vay khong c6 1y do gi ma nhan vién
khong hai long vdi Cong ty, cong tac cham soc suc khoe va dam bao vé sinh
an toan thyc pham, ché d6 nghi phép nghi dudng, du lich, doan héi...phai
dugc Cong ty chu y quan tam.

Thuc hién t6t hon nita Mbi truong lam viéc 5S (SANG LOC - SAP
XEP - SACH SE - SAN SOC - SAN SANG) dé xay dung mot méi trudng lam
viéc that sach s&, ngan nip dam bao:

- Moi nguoi trong cling nhur ngoai cong ty d& dang nhén thay 16 két qua.

- Tang cuong phat huy sang kién.

- Nang cao y thuc ky luét trong cong ty.

- Chd 1am viéc trd nén thuan tién va an toan
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- Can bd cong nhan vién ty hao vé noi lam viéc.

- Xay dung hinh anh t6 chirc/doanh nghiép, dem lai co hi trong kinh doanh. ..
4.4. Kién nghi véi Uy ban nhén déan tinh Quéng Ninh

* Chinh sdch cho thué mdt bing:

Cong ty c6 phan Cong nghiép tau thuy Poéng bic duge Uy ban nhan
dan tinh Quang Ninh cho thué 10 hecta dat tir naim 2008 voi gia thué ban dau
1a 800 ddng/ 1m®. Tuy nhién, dén dau nim 2014, Uy ban nhan dan Tinh di
diéu chinh mirc gia thué dét ting 1én gip hon 3 1an so véi murc ban dau. Diéu
nay da gay anh hudng khong nho dén Cong ty trong diéu kién san xuat kinh
doanh kho khan nhu hién nay.

Pé nghi Uy ban nhan dan Tinh xem xét hd trg, néu khong thé giam
duogc chi phi thué dat thi giit nguyén nhu mutc nim 2008 dé tao diéu kién cho
doanh nghiép kinh doanh va phat trién.

*Chinh sach moi truong:

Hién nay, khu vuc cang Km6 noi Cong ty dang hoat dong duoc quy
hoach 1am khu cang ché bién va xuét than cua Tap doan than khoang san Viét
Nam va Tong cong ty Pong Béc. Bén phia trai cia Cong ty 1a 1 bai than tu
nhan, tiép d6 1a Nha may xi mang Cam Pha. Phia bén phai 1a mot bii ché
bién than cua Cong ty kho van thudc Tap doan than khoang san Vi¢t Nam.
Phia sau Cong ty 1a bai ché bién ctua Cong ty ché bién va kinh doanh than
DPoéng Bic. Tit ca cac cong truong ché bién déu & diéu kién ngoai troi gy mot
luong 16n bui ban ra mdi truong. Ngoai ra, voi s6 luong hang tram xe tai cho
than chay lién tuc trén con dudng chung din vao Cong ty khién cho mat
duong bi cay nat, ludn trong tinh trang diy than den, nhdo nudc khién cho
moi truong 1am viée bi 6 nhiém nghiém trong, gdy anh hudng khong nho dén
hoat dong san xuat kinh doanh ctia Cong ty.

Do d6, dé dam bao giit gin moi trudng cho khu vuc, dam bao tranh 6
nhiém cho cach doanh nghiép hoat dong trén dia ban, dam bdo suc khoe va
moi truong lam viéc cho nguoi lao dong va dac biét 1a gitr gin moi truong
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sinh thai cho vinh Bai tir long, dé nghi ﬁy ban nhan dan tinh thuc hién nhom
giai phap sau day:

+ Yéu cau Tong cong ty Pong Bic va Tap doan than khodng san Viét
Nam dau tu xdy dung hé théng bang tai van chuyén than tir mé xudng cac
diém tap két, ché bién va cac cang xuat than. Chdm dit tinh trang van chuyén
bang xe tai nhu hién nay.

+ Trong thoi gian chd dau tu can c¢6 quy dinh cu thé vé6i cac don vi ché
bién, kinh doanh than thwc hién nghiém tic viéc giir gin vé sinh mdi truong
phong tranh 6 nhiém bang cach: Yéu cdu cac xe van tai than phai st dung
thung kin, khong dé than roi vai trén duong van chuyén; xay dyng tram rua
xe tai mo trudc khi xe ra duong, va tram rira xe tai kho than sau khi db hang.
bam bdo cac xe phai dugc rira sach banh trudc khi ra khéi cong trudong tham
gia giao thong; Pau tu xay dung, nang cip tuyén duong ndi Qubc 16 18A véi
cang Km6, dam bao c6 do dbc phu hop vé hai bén duong va hé thong cong hd
da rong dé than co thé thoat hét xudng cong khi troi mua va nao vét lam sach
thuong xuyén hé théng cong thoat; ting cuong cong tic vé sinh, rira mit
duong lién tuc khong dé than roi ra qua nhiéu, két dinh méi phun nuéc khién
cho mat duong cang ban thém, viéc phun rtra phai duoc thuc hién sach triét
dé, tranh 1am hinh thuc.

+ Yéu cau cac don vi ché bién va kinh doanh than phai xay dung nha
xuong kin hodc co bién phap che chin phu hop, ngin chin ngudn bui than
phat tan ra khu vuc xung quanh.

+ Trong thém nhiéu cdy xanh hai bén duong, vira tao canh quan, vira
ngan chan nguén bui vao khu vuc dan cu va cac doanh nghiép 1an can.

“Chinh sdch hé tro phiic loi:

Quang Ninh néi chung va thanh phé Cam Pha néi riéng 1a dia phuong
c6 quy dat kha ddi dao. Viéc quy hoach va xay dung cic khu cong nghiép

trong thoi gian gan day dugc thyuc hién rat nghiém tac dé thu hut dau tu, gop
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phan vao cong cudc xdy dung thanh phé Cim Pha thanh mot thanh phd cong
nghiép vao nim 2020. Tuy nhién, thuc té cho thay viéc quy hoach cac khu
cong nghi€p hién chua duoc thuc hién tri¢t dé, méi chi co cac khu cong
nghiép trong khi chua c6 cac khu vuc phu trg phuc vy, dac biét la quy dat
danh cho xay dung nha tap thé cho ngudi lao dong tai cac khu cong nghiép.
Do d6, dé nghi Uy ban nhan dan tinh Quang Ninh néi chung va Thanh
phd Cam Pha néi riéng tao diéu kién cip dat cho Cong ty xay dung khu tap
thé cho can bd cong nhan vién cong ty trong vong ban kinh 5 km dé tao diéu
kién cho nguoi lao dong c6 noi dn chdn & va yén tim cong tac. Ngoai ra, dé
nghi Tinh va thanh phé nghién ctru hd trg mot phén von phuc vu cho viéc xay

dung khu tap thé bang ngudn vén phuc loi x4 hoi cua dia phuong.

KET LUAN

Cong ty c6 phan cong nghiép tau thuy Pong Bic ra doi trong giai doan
khiing hoang ctia nén kinh té thé gidi, san luong vén tai hang hoa bang duong
bién qudc té ciing nhu nodi dia giam st nghiém trong, tuy vy, trong nhiing
niam qua co6 thé khang dinh rang Cong ty c¢6 phan cong nghiép tau thity Dong
Bic di gianh duoc vi tri nhat dinh trong nganh cong nghiép dong tau Viét
Nam. Dé dat duoc nhitng thanh tich dé, c6 sy dong gop ciia nhiéu nhan tb,
trong d6 nhan té quan 1y ngudn nhan lyc c6 thé ndi dong gdp phan rat quan
trong. Phai ndi ring, cong tac quan 1y ngudn nhan lyc & COng ty cb phan
cong nghiép tau thuty Pong Bac trong thoi gian qua c¢6 kha nhiéu vu diém.
Tuy nhién, bén canh do, ciing ton tai khong it nhirng mat han ché, khiém
khuyét. Luan van ndy dé tip trung cht yéu phan tich nhitng mat ton tai, han
ché trong cong tac quan 1y ngudn nhan luc ciia Cong ty trong thoi gian qua.

Tir d6 dé xuat mot sb giai phap nham khic phuc yéu kém va hoan thién cong
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tac quan 1y ngudn nhan luc ctia Cong ty trong thoi gian t6i, nhim muc dich
xdy dung va phat trién ngudn nhan luc co chat luong cao dap mg cic muc
tiéu chién lugc phat trién cua Cong ty trong nhitng nam téi.

Tuy nhién, do han ché vé kha ning va thdi gian nén Lun van chic
chin ciing con c6 nhiéu khiém khuyét. Rt mong nhan dugc goép ¥ cua Quy
Thay C6 va cua nhitng ai quan tAim vé van dé ndy dé Luén vin duoc hoan
thién hon va c6 thé ap dung hiéu qua hon cho Cong ty c6 phan cong nghiép

tau thuy Pong Bic.
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