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LOI CAM DOAN

To6i xin cam doan, luan vin tot nghiép “Tao dong luc lao dong cho
cong nhan san xuét tai Cong ty C6 phan banh keo Hai Chau” 1a do chinh toi
thuc hién nghién ctu va hoan thién duéi sy huéng dan cua TS. Tran Thi Loc.
Ddng thoi, cac tai lidu, sé liéu, dan ching ma téi st dung trong Luan vin 13
c6 that va do ban than t6i thu thap, xir Iy ma khong co6 bat ki su sao chép
khong hop 18 ndo. Két qua nghién ciu duoc trinh bay trong luan van chua

ting duoc cong bé trong bat ky cong trinh nao khéc.

Tac gia

Hoang Thi Thu Thuy



LOI CAM ON

Trudc hét tdi xin chan thanh cam on cac thay c6 khoa Sau dai hoc da
hét stc tao diéu kién cho t6i ciing nhu cac hoc vién khac c6 mot moi truong
hoc tap tét, duoc truyén dat nhiéu kién thirc hitu ich trong qué trinh hoc tap va
nghién curu tai trrong.

Pic biét xin gui 161 cam on chan thanh va sau sac nhat tgi TS. Tran
Thi Loc da tan tinh hudng dan va chi bao toi trong suét thoi gian thuc hién
luan van nay.

Trong qué trinh thyuc hién, do han ché vé ly luan, kinh nghiém ciing
nhu thoi gian nghién ciu con han ché, luan van khong thé tranh khoi nhiing
sai sot. Toi rat mong nhan dugc nhiing y kién déng goép cua cac Thay, CO
gi4o va c4c ban dé luan van duoc hoan thién hon

Tréan trong cam on!

Tac gia

Hoang Thi Thu Thuy
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MO PAU
1. Ly do chon de tai

Trong nhimg nim gan ddy, chinh sach m& ctra va hoi nhap da mo ra
mot 16i di mai cho nén kinh té Viét Nam véi nhiéu co hoi va ciing khong it
thach thae. Dé ton tai va phat trién, cac doanh nghiép phai tim céch nang cao
nang lyc canh tranh caa minh. Ngudn nhan lyc duoc coi 1a yéu té dong vai tro
quyét dinh dén sy thanh bai cia doanh nghiép. Bé co thé dat duoc cac chi tiéu
ké hoach ciing nhu muc tiéu chién lugc di dé ra, méi mét doanh nghiép can
c6 su két hop va sir dung nhiéu nguén luc khac nhau, trong d6 khong thé
khong ké dén ngudn luc con ngudi. Thuc té cho thy, doanh nghiép nao so
hitu ngudn nhan luc chit lwgng cao va st dung tot ngudn lec ndy thi doanh
nghiép do s€ thanh cong.

Viéc sir dung tét nguon nhan lyc thé hién qua nhiéu ndi dung nhung
mot trong cac nodi dung quan trong la hoat dong tao dong luc cho nguoi lao
dong. Hiéu qua hoat dong san xuat, kinh doanh cua doanh nghiép phu thudc
rat 16n vao hiéu qua lao dong cua ting ca nhan. Trong khi d6, hiéu qua lao
dong cua ting c& nhan phu thudc rat nhiéu vao hai yéu té nang luc va dong
lyc lao dong. Nang luc 1am viéc phu thudc vao hoc van, kién thic, ki ning
lam viéc, kinh nghiém ban than caa mdi ngudi c6 duoc qua trai nghiém thyc
té. Con dong luc lao dong hinh thanh tir nhirng yéu té thuoc ban than madi céa
nhan va nhitng yéu to phat sinh trong qua trinh 1am viéc. Khi nguoi lao dong
c6 dong luc 1am viéc thi ho rat hing say, nhiét tinh, dam mé véi cdng viéc;
diéu d6 sé tao ra nang suit lao dong cao, gop phan vao viéc dat dugc myc tiéu
san xuat kinh doanh caa doanh nghiép.

Tao dong luc 1a tong hop céc bién phap, cach hanh xt cua to chuc, nha
quan 1y dé tao ra sy khao khat, tu nguyén budc ho phai nd luc, phan dau lam
viéc nham dat dugc cac muc tiéu cua to chirc, doanh nghiép, 1am cho nguoi
lao dong c6 dong luc trong cdng viéc, thuc day ho hai long hon véi cong viéc



va mong muébn dugc dong gop cho té chuc, doanh nghiép. Vi thé, tao dong
lue co vai tro va y nghia dac biét quan trong.

Nhan thie dugc tim quan trong cua hoat dong tao dong luc lao dong
cho su phét trién caa mot doanh nghiép, Cong ty C6 phan banh keo Hai Chau
d3 quan tdm va c6 kha nhiéu cac hoat dong tao dong luc lao dong, timg budc
tao dung méi treong 1am viéc than thién, hop tac, phéat huy tinh than cha dong
sang tao cta nguoi lao dong... nhung qua quan sat, theo doi qua trinh lam viéc
cua bo phan cong nhan san xuat tai Cong ty Co phan banh keo Hai Chau toi
nhan thay van ton tai nhitng han ché nhat dinh. Cong tac tao dong luc lao
dong cua cong ty chua dem lai hiéu qua nhu mong mubn, chua thyc Sy tao ra
dong luc dé nguoi lao dong cd gang va nd luc hét minh. C6 nhitng c& nhan c6
nang luc ma khéng phat huy thé manh, khong nd luc phan dau trong cong
viéc, tir @6 ho thudng c6 khuynh huéng dé chan chuong va nan long, khong
cdng hién duoc hét kha ning ctia minh. Viéc nghién ctu tim ra céc bién phap
nang cao dong luc lao dong cho can bo cong nhan vién, gidp ho nhiét tinh,
sang tao hon trong cong viéc s€ giup cong ty cd dugc hiéu qua cao hon nira
trong hoat dong san xuat kinh doanh. Chinh vi vay, t6i xin lya chon dé tai
“Tao déng lwe lao dpng cho cdng nhan sdn xudt tgi Cong ty Cé phan banh
keo Hdi Chau” lam dé tai luan van véi mong mudn két qua nghién ctu sé la
tai liéu hiru ich cho cac cap lanh dao trong cong ty tham khao va c6 nhiing
bién phap hitu hiéu nham ting cudng dong luc lao dong cho ddi ngii cong
nhan san xuat trong cong ty.

2. Tinh hinh nghién ciru lién quan dén dé tai

Vién dé tao dong luc lao dong 1a mot trong nhiing ndi dung quan trong
cua céng tac quan tri nhan lec caa doanh nghiép, né thuc diy nguoi lao dong
hing say lam viéc nang cao ning suét lao dong. Vi thé viéc tao dong luc lao
dong cho ngudi lao dong dugc quan tdm nghién ctu rat k. CO rat nhiéu ly
thuyét lién quan dén van dé tao dong luc duoc dua vao wng dung nghién cuu,
bao gom: Iy thuyét thap nhu cau caa Abraham Maslow, Iy thuyét vé nhu cau



cua D. McClelland, Iy thuyét dong lec thanh dat cua J Atkinsont, ly thuyét hai
nhan t6 cua F. Herberg, Iy thuyét mong doi caa V.H.Vroomva mot sé mot s6
ly thuyét lién quan khac. Tuy nhién, viéc van dung céc ly thuyét dé tao dong
lyc cho nguoi lao dong & cac doanh nghiép can dugc xem xét va sang loc.
Qua nghién cuu, tao dong luc dugc xem xét 1a bi tac dong boi céc yéu té nhu
nhu cau (nhu cau co ban, nhu cau phat trién va nhu cau ty hoan thién), mai
truong chinh sach (chinh sach tuyén dung va dao tao, chinh sach di ngo,
chinh sach quan ly va st dung, chinh sach tao moéi truwong lam viéc), moi
truong lam viéc trong co quan, moi treong lam viéc ngoai co quan va dac
diém ca nhan cta nguoi lao dong.

Trong nuéc, van dé tao dong luc lao dong ciing danh duoc sy quan tam
cta nhiéu nha khoa hoc. Ba c6 nhiéu dé tai nghién cau vé tao dong luc lao
dong. Trong sé do, co thé ké dén mot sé dé tai sau:

- Luan &n tién si cua tac gia Lé Pinh Ly (2010), “Chinh sach tao déng
lzec cho c&n bé cong chic cap x& (nghién citu trén dia ban tinh Nghé An)” da
dua ra dugc nhimg tac dong cua cac yéu té tinh than nhu sy thanh dat, sy
cong nhan, co hoi phat trién ban than cao hon nhiéu nhitng yéu té vat chat. Ti
d6 dua dua ra nhitng phuong thic tao dong luc ddi véi dbi tugng nay. Cac
cong trinh nghién ciru d6 chu yéu di phac hoa ra mot sé thuc trang, dua trén
nhitng s6 liéu thong ké hay két qua diéu tra xa hoi hoc va dua ra mot s6 giai
phap Vé tao dong luc lao dong. Hau hét cac dé tai déu & tim vi mé, hoic cu
thé nhung ddi twong nghién cau 1a khac nhau, thoi diém nghién ciu khéc
nhau, khu virc, linh vuc nghién ciru khac nhau va dic diém tai mdi cong ty
cling khong gidng nhau, nén khdng hoan toan ap dung dugc & cac doanh
nghiép khac nhau

- Pé tai luan van thac si cua tac gia Nguy@n Thi Hoai Huong (2016),
“Tao dong luc lao déng tai Cong ty c6 phan Softech”, Truong Pai hoc Lao
dong xa hoi da sir dung cac phuong phap diéu tra va phuong phap phan tich
so sanh dé danh gia thuc trang tao dong luc tai Cong ty c6 phan Softech. Tir



d6, tac gia dé xuat nhitng giai phap hoan thién cong tac tao dong luc tai don
vi: giai phap vé xac dinh nhu cau cta nhan vién, hoan thién bang tinh luong
cho céc vi tri viéc 1am trong cong ty, thong qua bd tri, sit dung hop 1y lao
dong, cai thién diéu kién 1am viéc dé tao dong luc lao dong.

- Luan &n tién si: “ Tao déng luc cho lao déng quan ly trong c&c doanh
nghiép Nha nwéc ¢ Ha Néi dén nam 20207 cia tac gia Vi Thi Uyén, Truong
Pai hoc Kinh té Qubc dan (2008) di dua ra tong quan ly luan vé tao dong luc
lao dong. Tur viéc phan tich, danh gia thuc trang tao dong luc cho nguoi lao
dong quan ly trong cac doanh nghiép Nha nudc & Ha Nai, tac gia da chi ra
mat tich cuc va mat han ché caa cac doanh nghiép dé tir d6 dua ra nhing giai
phap nhim hoan thién tao dong luc lao dong.

Qua tim hiéu cac hoc thuyét, dé tai nghién ctu trén, co thé thay cac tac
gia vé co ban da dé cap dén cac yéu tb tao dong luc lao dong co ban nhu: cac
nhu cau co ban cua con nguoi, yéu té ca nhan, méi treong 1am viéc, mong
mudn dugc thé hién ban than, ...Tuy nhién, vin dé tao dong luc cho cong
nhan san xuat & Cong ty C6 phan banh keo Hai Chau con chua c6 ai nghién
ctru. Vi vay, trong luan van nay, tic gia s& tap trung tim hiéu va di vao nghién
Clru Viéc tao dong luc lao dong cho cong nhan san xuat tai Céng ty Co phan
banh keo Hai Chau, tir d6 dua ra nhitng y Kién cia riéng minh dé gitp Cong
ty hoan thién hon viéc tao dong luc cho cdng nhan san xuat.

3. Poi twong va pham vi nghién ciru
3.1. Péi twong nghién ciru

Dbi twong nghién cau cua dé tai 1a cong tac tao dong luc lao dong cho
cdng nhan san xuat tai Cong ty C6 phan banh keo Hai Chau.
3.2. Pham vi nghién cau

- Vé ngi dung: Tao dong luc lao ddng cho cdng nhan san xuét tai Céng
ty C6 phan banh keo Hai Chau. Khdng nghién ciu cong tac tao dong luc cho
nhiing can bo quan ly tai Cong ty.



- Vé khéng gian: Pé tai dugc nghién cau tai Cong ty C6 phan banh
keo Hai Chau

- Vé thoi gian: Nghién ctru trén co so dir liéu trong khoang thoi gian
2017 — 2019 va so cap 2020.

4. Muc dich va nhiém vu nghién ctru
4.1. Muc dich nghién ciru

Nghién ctu thyc trang tao dong luc lao dong cho cong nhan san xuat
tai Cong ty C6 phan banh keo Hai Chéu tir d6 dé xuat nhiing giai phap nham
gitip cho lanh dao doanh nghiép 1am tét hon cong tac nay
4.2. Nhigm vu nghién cizu

- Hé thong hoa va lam rd nhitng Iy luan vé tao dong luc lao dong.

- Phan tich thuc trang tao dong luc lao dong cho cdng nhan san xuét
tai Cong ty Co phan banh keo Hai Chau va tim ra nhitng wu diém, han ché,
nguyén nhan caa han ché tir cac hoat dong tao dong luc caa Cong ty.

- Pé xuat cac giai phap tao dong luc lao dong cho cdng nhan san xuat
tai Cong ty Co6 phan banh keo Hai Chau.

5. Phwong phap nghién cau
5.1. Phwong phdp thu thap di ligu so cdp

- Phuwong phdp quan sat — theo doi: Thu thap cac thong tin thong qua
viéc theo dbi hanh vi, phan ung, lang nghe y kién phan héi cia nguoi lao
dong ddi véi cac chinh sach tao dong luc nhan luc caa cong ty.

- Phuwong phdp diéu tra, khao sét, phong vén sau:

+ Muc dich ctua phuong phap 1a thu thap thoéng tin vé y kién caa nguoi
lao dong truc tiép dbi vai cong tac tao dong luc trong cong ty

+ Péi twong khao sat diéu tra 1a cdng nhan san xuat tai tai Cong ty Co
phan banh keo Hai Chau

+ Pia diém khao sat diéu tra tai: Cong ty Co phan banh keo Hai Chau
tai Ha Noi



+ Du kién sé phiéu phat ra 1a 350 phiéu trong d6 c6 4 xi nghiép, mdi xi
nghiép chon ra 45 c¢éng nhan san xuat dé tién hanh phat phiéu diéu tra, con lai
20 phiéu phat diéu tra can b quan ly lién quan.

5.2. Phwong phdp thu thap di liéu thir cap

- B4o c4o tinh hinh san xuat kinh doanh tir nam 2017 -2019 cta Céng
ty C6 phan banh keo Hai chau.

- Hé théng cac van ban, quy ché vé tra luong, thuong, phic loi va céac
van ban vé quan tri nhan luc

- Hé théng cac van ban, chinh sach ciia nha nudc vé cong tac quan tri
nhan luc

- Céc ngudn thu thap dir liéu: qua sach bao, internet, hé thong cac van
ban, s6 liéu tir bo phan nhan su thudc phong Hanh chinh caa Cong ty Co6 phan
banh keo Hai chau.

Bén canh d6, tién hanh phan tich, xir 1y dit liéu qua cac phuong phap:

- Phwrong phdp phan tich: Tix cac dit liéu thu thap duoc, tac gia sé tién
hanh phan tich va danh gia tong hop vé tinh hinh kinh doanh cua cong ty,
thuc trang nguon nhan lyc trong cong ty da thoa man duoc yéu cau dé ra hay
chua? Tao dong luc cho cong nhan san xuat dugc thuc hién nhu thé ndo va
hop 1y chua? Dé tir d6 tim ra diém manh, diém yéu, nguyén nhan dan dén
ching nham dua ra cac giai phap thich hop hoan thién tao dong luc lao dong
cho cdng nhan san xuat tai cong ty.

- Phirong phdp so sanh: So sanh cac két qua vé hoat dong kinh doanh,
tinh hinh lao dong tai cong ty qua cac nam, nhitng danh gia ctia nguoi lao
d6ng vé thuc trang chinh sach, dai ngd nhan luc tai cong ty

- Phwong phdp thong ké phan tich, tong hep: tir nhiing di liéu thu thap
duoc tac gia tién hanh phan tich dé dwa ra cac nhan xét, két luan vé van dé

nghién cuu.



6. Nhirng dong gop mdéi cia luan van

Luan van c6 nhiing gia tri dong gop ca vé mat Iy luan va ang dung:

Gia tri ly lugn

Hé thdng cé&c véan dé 1y luan vé tao dong luc lao dong, 1am rd thém vé
noi dung tao dong luc lao dong trong doanh nghiép. Bé tai gop phan lam
phong pht thém ngudn 1y luan va thuc tign cho cac nghién ciru khoa hoc khéc
vé Van dé tao dong luc lao dong trong tuong lai.

Gia tri thuc tién:

Phan tich, danh gia thuc trang tao dong luc lao dong, lam rd nhiing wu
diém, han ché, tim ra nguyén nhan cta nhitng han ché, dé xuat cac giai phap
méi vé cong tac tao dong luc lao dong tai Cong ty Co phan banh keo Hai
Chau. Két qua nghién ctru luan vian sé la tai liéu tham khao bo ich cho cac nha
quan ly trong cong ty vé viéc xay dung cac chinh sach tao dong luc cho nguoi
lao dong.

7. Két cau luan van

Ngoai phan m¢ dau, két luan, muc luc, danh muc bang biéu, chir viét
tat, phu luc, danh muc tai liéu tham khao, dé tai dugc chia thanh 3 chuong:

Chuong 1: M6t s6 van dé 1y luan co ban vé tao dong luc lao dong cho
cdng nhan san xuat trong doanh nghiép

Chuong 2: Thyc trang tao dong luc lao dong cho cdng nhan san xuét tai
Cong ty C6 phan banh keo Hai Chau

Chuong 3: Giai phép tao dong luc lao dong cho cdng nhan san xuat tai
Cong ty C6 phan banh keo Hai Chau



CHUONG 1
MOQT SO VAN PE LY LUAN CO BAN VE TAO PONG LUC
LAO PONG CHO CONG NHAN SAN XUAT TRONG
DOANH NGHIEP

1.1. Mt s6 khai niém co ban
1.1.1. Dong luc

“Pong lue dwoc hiéu 1a sy khat khao, ty nguyén ciia ngueoi lao déng dé
ting cwong no luc nham hudéng téi viée dat dwoc cac muc tiéu, két qud nao
6. [6, 134].

“Péng luc cia nguoi lao déng 1a nhifng nhan té bén trong kich thich
con ngwoi né luc 1am viée trong diéu kién cho phép tao ra ndng sudt, hiéu
sudt cao” [17, 85].

Con ngudi lam viéc déu mong muén dugc khang dinh ban than, dugc
thanh dat, cling nhu mudn c6 thu nhap dam bao cho cudc séng ca nhan. Khi
con ngudi & nhitng vi tri khac nhau, véi nhimg dic diém tam ly khac nhau s&
c6 nhitng mong mudn khéac nhau. Nha quan tri can ¢ nhimg tac dong khac
nhau dén mdi nguoi lao dong. Pong luc manh s& thuc ddy con nguoi hanh
dong mot céch tich cuc, dat hiéu qua cao va nguoc lai.

Vay theo tac gia, “Dong luc lao dong 1a nhitng nhan té bén trong kich
thich con nguoi tich cuc 1am viéc trong diéu kién cho phép tao ra ning suat,
hiéu qua cao. Biéu hién cua dong luc 12 su san sang, nd luc, say mé lam viéc
nham dat duoc muc tiéu cua to chire ciing nhu ban than ngudi lao dong”

1.1.2. Djong co

“Dong co la muc dich chu quan trong hoat dong cua con nguoi (cong
dong, tap thé, xa héi) la dong lue thic day con nguwoi hanh déng nham dap
1ng va thod man cac nhu cau dat ra” [17,128].

Pong co con 1a su phén d4u ndi thm dugc mo ta nhu nhirng wdc mudn,

mong mudn mang lai trang thai kich thich 1am viéc hay thuc ddy cac hanh



dong lao dong. Mot ngudi c6 dong co lam viée tich cuc s€ duy tri dugc tdc do
lam viéc, nd luc kién tri phén d4u dé dat duoc muc dich, du dinh ctia minh.

Pong co 1a su tuong tic gitta ca nhan va tinh hudng. Theo cach nhin
clia cac nha tdm 1y hoc thi dong co 1a thai d6 chii quan cia con nguoi ddi véi
hanh dong, n6 phan 4&nh muc dich dat ra mdt cach cé y thirc. Pong co ctia con
ngudi cling rat da dang va bién dong theo thoi gian. Vi ngudi lao dong, dong
co thé hién & myc dich kinh t€, dia vi xa hoi, méi truong lam viée thuan loi
hay su tu hoan thién ban than...

Pé khai thac duoc kha ning cia con nguoi, cac nha quan 1y phai xac
dinh dugc dong co va tim cach thoa man nhitng dong co iy cang nhiéu cang
tdt. Dong co kéo theo sy nd luc kién tri phén d4u dé dat duoc muc dich. Dong
co cang 16n thi cang théi thuc con nguoi hanh dong dé vuon 1én dé dat duoc
muc tiéu ctia minh hay loi ich cu thé nao d6 dé théa man nhu cau ca nhan.
Tuy nhién, dong co thuong rat triru twong va kho xac dinh boi dong co
thuong duoc che gidu do yéu tb tam 1y va quan niém xa hoi cta ting c4 nhan.
Pong co clia con nguoi thay doi theo thoi gian va moi truong séng, do d6 khi
xem x¢&t, danh gia cac dong co, can thiét phai nhin nhan con ngudi mot cach
dung dan, tim ra dong co chil yéu va cap thiét nhat dé tao ra dong luc lam viée
cao nhat. Hay noi cach khac, do 1a viéc tim ra va thdéa man cac 191 ich mdt
cach thoa dang, bu dap cho strc lao dong da bo ra ctia ngudi lao dong.

1.1.3. Tao djng lwc lao dpng trong doanh nghiép, té chirc.

Theo tac gia L& Thanh Ha: “Tao dong luc lao dong 1a téng hop cac bién
phap va cach hanh xi cia té chirc, nha qudn Iy dé tao ra sy khét khao, tir
nguyén Ciia nguoi lao dong bugc ho phdi né luc, ¢é gang phdn dau nham dat
droC CAC MyC tiéu M té chike dé ra. Cac bién phdp duwoc dat ra co thé 1a cac
don bay kich thich vé tai chinh, phi tai chinh, cach hanh xi ciia té chire duoc thé
hién ¢ t6 chiee d6 doi xir lai Véi nguoi lao ddng nhir thé ndo ”.[9, 145]

Theo tac gia BUi Anh Tuan: “Tao déng luc lao dong dwoc hiéu 1a hé
thong cac chinh sach, bién phap, thi thudt qudn Iy tdc dong dén nguwoi lao
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dong nham lam cho nguoi lao dong co dong luc trong lam viée ™. [17, 98].

Tur cac khai niém trén c6 thé hiéu riang tao dong luc lao doéng chinh 1a
viéc c4c nha quan tri van dung mot hé thdng cac chinh sach, bién phap céch
thirc quan 1y tac dong toi ngudi lao dong nham 1am cho nguoi lao dong co
dong luc trong céng viéc, thuc day ho hai long hon véi cdng viéc va mong
muébn duge dong gop cho td chirc, doanh nghiép.

1.1.4. Pdc diém Céng nhdn san xudt

Duya trén quan diém nghién cau caa tac gia, cong nhan sdn xudt géom
nhitng ngudi tryc tiép tién hanh hoat dong san xuat kinh doanh tao ra san
pham hay truc tiép thuc hién cac cong viéc dich vu nhat dinh.

Dic diém cua cdng nhan san xuat:

- Mang tinh chat san xuat truc tiép ra san pham

- Pong vai tro 1 ngudi tac dong vao may mac tao ra san pham, khong
truc tiép tiép xdc vai khach hang si dung san pham

- C6 tinh da dang, chuyén mon héa cao

Theo noi dung cdng viéc caa cong nhan san xuat, loai cong nhan san
xuat dugc chia thanh:

- Cong nhan san xuat kinh doanh chinh

- Cong nhan san xuat kinh doanh phuy tro

- C0Ong nhan cua céc hoat dong khac.

Theo nang luc va trinh d6 chuy&n mdn, cong nhan san xuat duoc phan
thanh céac loai:

- Cong nhan tay nghé cao: Gom nhitng ngudi da qua dao tao chuyén
mon va c6 nhiéu kinh nghiém trong cong viéc thuc té, c6 kha ning dam nhan
cac cong viéc phuc tap doi hoi trinh do cao.

- Cong nhan c6 tay nghé trung binh: Gom nhitng ngudi di qua dao tao
chuyén mén, nhung thoi gian 1am viéc thuc té chua nhiéu hoic nhimg nguoi
chua dugc dao tao qua truong I6p chuyén mon nhung c6 thoi gian lam viéc
thuc té twong d6i lau duoc truong thanh do hoc hoi tir thuc té.
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Trong dé tai ndy, tac gia tap trung nghién cau ddi twong cdng nhan san
Xuat 1a cong nhan san xuat banh keo - nguoi truc tiép tham gia vao qué trinh
san xuat ra san pham cua cong ty.
1.2. Mt s6 hoc thuyét vé tao dong lwe lao dong
1.2.1. Hoc thuyét hé théng nhu cdu cia Maslow

Nha tdm 1y hoc ngudi My - Abraham Maslow cho rang con ngudi ¢6
nhiéu nhu cau khac nhau can duoc thoa man va ong da phan chia cac nhu cau

ctia con ngudi thanh 5 nhoém va sip xép theo thir tu tir thap dén cao.

Nhu cau
tu hoan thién

Nhu cau
dugc ton trong
/ Nhu cdu xa hoi \
/ Nhu cédu vé an toan \
/ Nhu cau vé sinh ly (vét chat) \

Hinh 1.1: Thap nhu cau cia Maslow
(Nguon: Tac gia Lé Thanh Ha (2009), Giéo trinh qudn tri nhan lyc tap
1I, NXB Lao dong — xa héi, Ha Ngi, tr.158)
Nhu cau sinh ly bao gom nhiing nhu cau co ban dé con ngudi ¢6 thé ton

tai nhu thirc 4n, nuwdc ubng, quan 40 maic, nha &. Trong lao dong, thé hién qua
viéc ngudi lao d6ng mudn duoc nhan duoc mac tién lwong hop 1y du dé trang
trai cho cac sinh hoat va dam bao cudc séng ciia ngudi lao dong va gia dinh.
Nhu cau an toan Ia nhitng mong muédn cua con ngudi dugc dam bao an
toan vé than thé. Nguoi lao dong mong muébn cd mot cong viéc on dinh lau
dai, diéu kién lam viéc an toan, day du, cdng tac an toan bao ho lao dong
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duoc quan tm nham bao vé va cham soc sirc khoe caa nguoi lao dong.

Nhu cau xa hoi thé hién mong muén cia ngudi lao dong duogc giao luu,
gap gd, tiép xdc thiét 1ap cac méi quan hé véi nhimg nguoi khac trong cudc
séng va trong cdng viéc. Tai noi lam viéc, ¢d thé dugc dap ung théng qua cac
hoat dong giao luu, sinh hoat tap thé ngoai gio 1am viéc gitra moi nguoi lao
dong tong doanh nghiép nhu bita an trua tap thé, tham gia doi bong cua cong
ty, cac chuyén du lich, nghi mat...

Nhu cau duoc ton trong 1a nhu cau c6 dia vi, duoc ngudi khéc ton trong
hay thira nhan doi véi sy thanh dat, tai ning, nang lyc cia mot ca nhan. Tai noi
lam viéc, nhitng vat tuong trung cho dia vi c6 thé théa man nhu cu nay nhu
ngudi lao dong dugc 1am viéc trong nhitng can phong 1am viéc Ion, ddy du tién
nghi, phan thuong xtng dang véi thanh tich dat duoc... vi ching chang to su
danh gi4 va cong nhan cua doanh nghiép ddi véi sy dong gop ciia ca nhan.

Nhu cau tu hoan thién 1a cdp do cao nhat thé hién qua nhitng nhu cau
vé chan thién, my, tu cha sang tao, mong mudn duoc phét trién toan dién ca
vé thé luc va tri lyc. Trong cong viéc, ho mong muén lam céc cong viéc co
tinh thach thire, doi hoi ban than phai nd luc dé dat duoc muc tiéu, dugc tu
chu trong cong viéc....

Maslow cho rang c& nhan trong t6 chic chu yéu hanh dong theo nhu
cau va chinh sy théa man nhu cau 1am ho hai long va khuyén khich ho hanh
dong. Theo 6ng, nhu ciu cua con ngudi phét trién tir thap dén cao, khi nhu
cau bac thip dugc théa man thi vé co ban nd khdng con tao ra dong luc va
nhu cau bac cao hon s& tré nén manh hon va tac dong quyét dinh dén hanh vi
ctia ngudi lao dong. Vi thé, mudn tao dong luc cho nguoi lao dong can phai
hiéu duoc cap bac nhu cau hién tai cua ngudoi lao dong, tir d6 dung cac bién
phap nham hudéng vao théa man cac nhu cau d6 cia ho dé 1am cho ho hing
hai va cham chi hon véi cong viéc duoc giao, phan chan hon khi thuc hién
nhiém vu va tan tuy hon véi nhiém vy dam nhan dong thoi dam bao dat dén
cac muc tiéu cua to chuc.
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1.2.2. Hoc thuyét cong béing ciia J. Stacy Adams

Theo J.Stacy Adams, ngudi lao dong trong to chire ludn mudn duoc dbi
Xt mot cach cong bang bao gom ca cdng bang bén trong va cong bang bén
ngoai.

Cong bang bén trong ¢ nghia 1a nguoi lao dong mong mudn dugc
danh gia chinh xac nhitng thanh tich dong gbép cuia ho dbi vai doanh nghiép va
dugc nhan mic luong, phan thuong va cac dii ngd xung dang véi nhiing
dong gop hay cong stc ma ho di bo ra. Néu nguoi lao dong cho rang ho
nhitng gi ho nhan duoc khdng xtimg dang véi cong stc ho bo ra thi ho s& bat
man, tir d6 lam viéc khong hét kha ning hodc tham chi s& nging viéc. Néu ho
cho rang ho duoc nhan dugc nhitng phan thuong va dii ngd xang dang thi ho
s& duy tri mtc nang suét cii, con néu ho nhan thay rang phan thuong va dai
ngd cao hon so véi diéu ho mong mudn thi ho s& 1am viéc cham chi hon. Tuy
nhién khi d6 s& c6 xu hudng 1am giam gia tri phan thuong va vé 1au dai khéng
con tac dung khuyén khich.

Cong bang bén ngoai la viéc nguoi lao dong ludn mong muén duge doi
xt ¢6ng bang nhu nhitng nguoi lao dong khéc. Vi thé ho 1udn co xu huéng so
sanh ty 1& quyén lgi/dong gép ciia minh véi ty 1& quyén loi/dong gop cua
nhitng nguoi Khac.

Céac quyen loi ca nhan __. GCac quyén lgi cua nhitng nguroi khac
Dong gop cua ca nhan Dong gop cua nhitng nguoi khac

Nguoi lao dong s& cam thdy duoc dbi xu céng bang khi nhan thay ty 1é
quyén lgi/dong gép cua minh ngang bang vai ty 18 d6 cua nhimg nguoi khac
tir 46 ho s& cam thay thoa méan trong cong viéc, ting hiéu qua thuc hién cong
viéc. Nhung nguoc lai néu ty 18 nay 1a khéng ngang bing, ho cho ring khéng
dugc ddi xtr cong bang thi khi d6 ho s& nhiing hanh vi bat man, phan tng lai
nham thiét 1ap lai sy cong bang nhu: giam nd luc 1am viéc, 1am méo mo céc
dau vao hay dau ra caa chinh ban than hoac cia nhiing nguoi khac, vang mat
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nghi viéc nhiéu hon hoic tham chi tu y b viéc...

Do vay dé thiét 1ap va duy tri sy cong bang trong toé chic nham tao
dong luc cho nguoi lao dong 1am viéc, doanh nghiép can phai xay dung hé
théng danh gié tot, voi nhitng tiéu thie danh gia hop ly phd hop, phuong phép
danh gia chinh xac cong bang, tién hanh danh gia mot cach cong bang, cong
khai nhim muc dich phan &nh chinh xéac két qua cong viéc va déng gop cua
nguoi lao dong. Bong thoi tién hanh chi tra luong, thuong va cac hoat dong
quan tri nhan lyc khac phai dua trén két qua danh gia thuc hién cong viéc.
Bén canh d6, can phai tranh sy phan biét d6i xur gitra nhitng nguoi lao dong
trong tap thé vi bat ky 1y do nao nhu gidi, tudi, dan toc hay ton giéo...

Tur viéc phan tich hoc thuyét nhu cau cia Maslow va hoc thuyét cong
bang cua J. Stacy Adams cho thdy dé tao dong luc cho nguoi lao déng phdi
dwa ra nhiig bién phap nham théa man nhu cdu cia ngueoi lao déng trén co
s¢ dam bao s cdng bang.

1.2.3. Hoc thuyét ky vong ciia Victor Viom

Thuyét ky vong cua cua gido su, tién si khoa hoc truong Pai hoc
Michigan (Hoa Ky) dua ra 1a mot ly thuyét rat quan trong trong ly thuyét tao
dong co lam viéc trong to chic, bo sung ly thuyét vé thap nhu cau cua A.
Maslow. Khéc vaoi Maslow, Victor Vrom khdng tap trung nhiéu vao nghién
ctru nhu cau ma cha yéu tap trung vao nghién cau két qua. Thuyét ky vong
cua V. Vroom duogc xay dung theo cong thuec:

Hap lwe x Mong doi x Phwong tién = Sy dong vién

Trong do:

- Hap luc (phan thuong) = stc hap dan cho mot muyc tiéu nao d6 (Phan
thudng cho toi 1a gi?)

- Mong doi (thuc hién cong viéc) = niém tin cta nhan vién rang néu nd
luc lam viéc thi nhiém vu sé dugc hoan thanh

- Phuong tién (niém tin) = niém tin caa nhan vién rang ho s& nhan duogc
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dén dap khi hoan thanh nhiém vy

Thanh qua caa ba yéu té nay 1a su dong vién- ngudn sac manh ma nha
lanh dao c6 thé sir dung dé gidp té chirc minh hoan thanh muc tiéu da dé ra.

Ly thuyét nay cua Victor Vroom c6 thé dugc &p dung trong quan ly
nhan Vvién tai cac co quan, doanh nghiép. Cac nha quan ly can hoach dinh cac
chinh s&ch quan tri nhan lyc sao cho c&c chinh sach nay phai thé hién ré méi
quan hé giita nd lyc va thanh tich, giira két qua va phan thudng, dong thoi tao
nén su hap dan cua cac két qua, phan thuong ddi véi nguoi lao dong. Khi thuc
hién dugc nhirng diéu nay, dong luc cta nguoi lao dong s€ duoc tao ra.

1.2.4. Hoc thuyét vé su ting cwong tich cuc cia B.F.Skinner

Hoc thuyét ciia Skinner cho rang con nguoi sé c6 xu hudéng gap lai
nhitng hanh vi ma ho nhan dugc nhitng danh gia tich cuc (khen thudng) con
nhitng hanh vi khong dugc thudng hoac bi phat s€ c6 xu hudng khong 13p lai.
Tuy nhién, tac dung cta céac tac dong tang cuong nhu thudng phat phu thudc
vao khoang thoi gian gitra thoi diém xay ra hanh vi va thoi diém thuong hoic
phat, khoang thoi gian ndy cang ngan thi hiéu qua tac dong dén hanh vi cia
nguoi lao dong cang cao.

Theo hoc thuyét nay thi dé tao dong luc cho ngudi lao dong thi nén
tang cuong khen thudng cho nhan vién nhu dua ra 16i khen ngoi, quyét dinh
thang tién, thuong mot khoan tién dé khuyén khich cho nhitng thanh tich, c6
ging ctia nguoi lao dong da dem lai loi ich cho cong ty. Mic khac, nén han
ché str dung hinh phat nhu 13 qué trach, cit giam quyén loi d6i voi 161 1am ma
ngudi lao dong mac phai hodc cé thé 1am ngo, coi nhu khong biét ddi véi
nhitng sai st mang tinh tam tho1 hodc khong nghiém trong té1 mirc phai dung
hinh phat cua nhan vién, tao co hoi cho tu stra ddi.

Dé ¢ thé str dung tbt cac hinh thirc thudng phat dé khuyén khich nguoi

lao dong lam viéc thi doanh nghi¢p phai thuc hi¢n tbt cac viée sau:
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- Xéac dinh mot cach cy thé nhitng hanh vi tich cuc dé dinh huéng
nguoi lao dong thuc hién trong cong viée ddng thoi chi ra cho nguoi lao dong
nhiing hanh vi tiéu cuc khong nén pham phai.

- Xay dung céc hinh thirc thudng phat gin véi cac hanh vi d3 duoc xac
dinh & trén, tuy nhién nén nhan manh vao cac hinh thic thuéng hon la cac
hinh phat.

- Thong béo va giai thich cho ngudi lao dong nam dugc cac hanh vi tot
va khong tdt, cac bién phap thudng phat tuong tGng.

- Viéc thudng hay phat can phai tién hanh sau khi xuat hién hanh vi
cang sm cang tot va phai tién hanh mot cach cong bang, cong khai.

Skinner 1a mét dai biéu tiéu biéu nhat cia mét trong cac xu thé cua
thuyét hanh vi cip tién. Skinner d6i méi thuyét hanh vi cii cia Watson, hinh
thanh thuyét hanh vi thao tic ctia minh, thuc nghiém trong cai hop chir danh
da khién ong “hanh vi héa” duoc quan niém vé con ngudi va xa hoi. Tuy
nhién, hoc thuyét nay c6 mat han ché 1a d3 coi con nguoi nhu mot co thé phan
g, “mot cai may lién hop vat 1y”. V4i quan diém nay, con ngudi phat trién
phu thudc vao céc kich thich tdc dong. Hanh vi khong c6 pham tru hoat dong
ma chi ¢c6 pham tru phan ing ma thoi.

1.2.5. Hoc thuyét vé Hé thong hai yéu té ciia Frederic Herzberg

Thuyét hai nhan t6 (Two Factor Theory hoidc Herzberg's Boby
Motivation-Hygiene Theory) duoc dua ra boi Frederick Herzberg. Thuyét nay
cha yéu dua trén cac két qua diéu tra va phan tich diéu tra duoc thyuc hién ¢
Pittsburgh, Pennsylvania.

Céc nghién ctru ctia Herzberg da cung cap dir liéu dé 6ng di dé xuit mo
hinh hai nhan t6:

Nhén t6 khong hai 10ng (demotivate factor): 14 tac nhan cua su khong
hai 1ong ciia nhan vién trong cong viéc tai mot t6 chire bat ky, co thé 1a do:

- Ché d6, chinh sach cua td chirc d6

- Sy gidm sat trong cong viéc khong thich hop
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- Cac diéu kién lam viéc khong dap (mg mong doi ctia nhan vién

- Luong bong va cac khoan thu lao khong phu hop hoic chira dung
nhiéu nhan t6 khong cong bang

- Quan hé v6i déng nghiép "c6 van d&"

- Quan hé véi cac cip (cap trén, cap dudi) khong dat duge sy hai long.

Nhén t6 hai 1ong (motivator factor): 14 tic nhan cta sy hai long trong
cong viéc:

- Pat két qua mong muén (achievement)

- Su thira nhan cua to chirc, 1anh dao, ciia dong nghiép (recognition)

- Trach nhi€ém (responsibility)

- Su tién bo, thang tién trong nghé nghiép (advancement)

- Su tdng trudng nhu mong mudn (growth).

Herzberg c6 nhan xét rang, nguyén nhan dem dén sy hai long nam ¢
ndi dung cong viéc, con nguyén nhan gy sy bat man nam ¢ moi trudong lam
viéc.

Hoc thuyét Herzberg di va dang duoc phd bién rong rdi va hau nhu
khong c6 nha quan 1y nao xa la v6i nhitg khuyén nghi ma 6ng dua ra. Trong
truong hop ndy, phan nhiéu su nhiét tinh ban dau vai viée phat trién cong viéc
theo chiéu doc cho phép nhén vién chiu trach nhiém hon nita trong viéc hoach
dinh va kiém soat cong viéc cua minh. Tuy nhién, hoc thuyét c6 mot sb6 han
ché sau: + Phuong thirc ma ong st dung c6 nhitng han ché vé mat phuong
phap luan.

+ P9 tin cdy trong phuong phap ludn cua éng 1a diéu con phai ban luan.

+ Khong c6 mot thudce do té)ng thé dé do sy thoa man.

+ Herzberg dua ra gia thuyét vé mdi quan hé giira sy thoa man va ning
suit, nhung phuong phap ludn ma 6ng st dung chi xem xét dén su thda méan
cong viéc, chir khong xem xét dén nang suat.

Qua nghién ctru cac hoc thuyét trén cho thay rang cac hoc thuyét déu

hudng vao vai tro ciia nhu cau va loi ich cho nguoi lao dong. S¢ di nhu vay vi
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nhu cau 1a doi hoi cta con ngudi, cla timg ca nhan, ciia cac nhom xa hoi khéc
nhau hay cua toan xa hoi mubn ¢6 nhiing diéu kién nhat dinh dé ton tai va
phat trién. Nhu cau 1a dong luc hét stic quan trong thiic ddy con nguoi hanh
dong. Sy thod man nhu cu éy, ddi véi chi thé hanh dong, 1a loi ich. Vi vay,
loi ich 14 cai dap tmg nhu cdu va nd chi c6 nghia 1a loi ich khi dugc dit trong
quan hé vdi nhu cau. Ngoai mbi quan hé do, cai dugc coi la lgi ich khong con
la lo1 ich ntra.

Trong méi quan hé giita nhu cau va loi ich, nhu cau quyét dinh loi ich.
Do d6, né 1a co s¢ cua loi ich, con loi ich thi nguoc lai, Xuat phat tir nhu cau,
dua trén nhu cau, 13 sy thé hién ctia nhu ciu. Nhu ciu ngay cang 16n thi sy
hap dan cua loi ich dbi v6i chu thé cang 16n va do d6, dong co tu tuong nay
sinh trén co so cua loi ich nay cling cang cudn hut con ngudi, thic diy con
nguoi lao vao hanh dong.

Nhu vay, viéc van dung cac hoc thuyét trén vao tao dong luc cho nguoi
lao dong chinh 1a viéc tim ra cic giai phap xac dinh nhu cau va loi ich chinh
dang cho nguoi lao dong.

1.3. Ndi dung tao ddng luc cho cong nhan san xuat trong doanh nghiép
1.3.1. Xdc dinh nhu cau ciia céng nhdn sdn xudt

Hé théng nhu cau cua con ngudi rat phuc tap. Maslow da chia nhu cau
ctia con nguoi thanh 5 loai va sap xép theo thu ty tir thap dén cao. Nhém nhu
cau bac thap bao gém nhu cau sinh ly, an toan, nhu cau xa hoi. Nhu cau bac
cao gdm nhu cau tén trong va nhu cau tuy hoan thién minh. Nhu cau cua con
ngudi ludn ludn bién d6i. Khi mdi nhu cau trong sb céc nhu cau d6 dat duogc
cac thoa man thi nhu cau tiép theo trd nén quan trong. Nhu cau manh nhit tai
thoi diém nhat dinh s& dan dén hanh dong cua con nguoi va khi mot nhu cau
dugc thoa man thi nd khong con tao ra dong luc nita, khi d6 mot nhu cau khac
tro 1én manh mé hon va tré thanh dong luc thoi thuc nguoi lao dong hanh
dong. Hanh vi 1am viéc cua ngudi lao dong ciing dé nham dat duoc thoa man
nhu cau cia ban than nhu c6 muc lwong cao, c6 co hoi thing tién, duge nguoi



19

khé&c ton trong... Nhu cu ca nhan khac nhau theo cac giai doan nghé nghiép,
quy md t6 chire, khu vuc dia ly caa doanh nghiép, van hoa cia mdi nudc. Vi
vay, dé tao dong luc cho cdng nhan san xuat hing say lam viéc trudc tién phai
x4c dinh duoc nhu cau, mong mudn caa céng nhan san xuat ddi vai cong viéc
1a gi, dic biét 1a phai xac dinh duoc nhu cau nao dang 13 vu tién hang dau coa
ngudi cdng nhan san xuit dé tir d6 c6 nhitng bién phap théa man nhu cau do
mét cach phi hop. Béi vai doanh nghiép, dé tao ra dong lec mot cach hiéu qua
thi can phai xac dinh xem trong s6 cac nhu cau ciia cdng nhan san xuat thi nhu
cau nao dang 1 nhu cau cap thiét nhat cua dai bo phan cdng nhan san xuat trong
doanh nghiép va sau d6 phai phan loai nhu cau theo timg nhom dbi twong nhu
nhu cau cua lao dong nam, lao dong nit, lao dong gia, lao dong tré...dé tr do
xay dung ké hoach tao dong luc mot cach hop 1y, thda man cac nhu cau cap bach
trdc, €6 Sy wu tién théa man nhu cau nao trudc, nhu cau ndo sau.

Nhu cau caa cong nhan san xuat c6 thé xac dinh thong qua phuong
phap diéu tra bang bang hoi véi hé théng cac cau hoi dugc thiét ké san hoac
thong qua phuong phap phong vén, trao doi truc tiép véi ngudi cong nhan.
Trén co so két qua thu thap duoc tién hanh phan loai nhu cau cia ngudi cong
nhan theo cac nhom déi tuong tir d6 c6 thé thiét ké cac bién phap phu hop
nham thoa man nhu cau caa timg nhom doi tuong.

1.3.2. Cdac phwong phap tao dong lyc lao dong
1.3.2.1. Tao dong luc bang bién phap kich thich vt chat
* Ther nhdt, bién phap kich thich théng qua tién lirong

“Tién Iwong 14 s tién nguoi sir dung lao dong tra cho NLD mét cach
c6 dinh va thuong xuyén theo mot don vi thoi gian” [8]. S6 tién nay tuong
ting véi s luong va chat lugng lao dong tiéu hao trong qué trinh lam viéc,
duoc dua trén hao phi strc lao dong ciia NLD. Ban chat cua tién luong tra cho
NLP trong nén kinh té thi truong hién nay chinh 1a gia ca stc lao dong. NLD
ban sirc lao dong cta minh va nhin dugc ngudi st dung lao dong tién lwong.
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Tién luong con biéu hién gia tri, uy tin, dia vi cia NLD trong gia dinh,
trong twong quan voi cac ban dong nghiép ciing nhu gi tri twong ddi cua ho
d6i voi to chirc va xa hoi. N6 1a nguy@n nhan anh huong dén viéc lva chon
nghé nghiép, viéc 1am, su thoa man trong cong viéc.. ciing nhu két qua thuc
hién cong viéc cia NLD. Thong thuong tién luong cang cao thi dan dén két
qua thuc hién cong viéc cang tdt va khuyén khich NLD hing hai, say mé 1am
viéc. Nhung dé tién luong 1a mot céng cu tao dong luc cho NLD, 1a don bay
kinh té kich thich ngudi lao dong thuc sy hiéu qua thi trong qué trinh xay
dung hé théng tra luong thi doanh nghiép phai dam bao cac tiéu chi sau:

Thit nhdt: tién luong phai dam bao tinh cdng bang, tién luong chi tra
cho NLD phai duoc xac dinh dua trén két qua thuc hién cong viéc caa NLD
sao cho ximg dang v&i dong gop cua ho. Mudn vay, can phai xay dung hé
théng danh gia hiéu qua, phan anh chinh xac két qua thuc hién céng viéc cua
NLD

Thet hai: tién lwong phai phi hop voi mic luong trén thi truong lao
dong Viéc tra lvong phai ding theo mtrc d¢ hoan thanh cong viéc va phu hop
véi tinh hinh san xuat kinh doanh cua t6 chic. Doanh nghiép khong thé tra
luong qué cao cho NLD vi nd ¢6 thé anh hudng dén hoat dong san xuat kinh
doanh ctia doanh nghiép, nguoc lai ciing khdng nén tra luong qua thap so véi
muc lwong trén thi trudng, viéc d6 anh hudéng tryc tiép téi cudc séng cua ho
khién ho khdng tich cuc 1am viéc tham tri ho con co thé roi bo doanh nghiép.

The ba: tién luong phai dam bao ding quy dinh phap luat cia Nha
nudc, tién luong cua ngudi lao dong khong dugc thap hon tién lwong ti thiéu
chung cua nha nudc, ngudi lao dong phai duge huong cac ché do phu cap,
tién lvong 1am thém gio, tién lwong lam vao cac ngdy nghi va cac ché do khac
theo qui dinh cta nha nudc.

* Ther hai, bién phép kich thich théng qua tién thuréng

“Tién thuwong 13 mot dang khuyén khich tai chinh thuong duogc thuc
hién vao cubi mdi quy hoic mdi nam tai chinh” [8]. Tién thudng ciing c6 thé
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duogc chi tra dot xuat ghi nhan nhitng thanh tich xuét sic ctia nguoi lao dong
nhu hoan thanh cac dy &n cdng viéc quan trong, tiét kiem nguyén vat liéu hay
c6 nhitng sang kién Ién c6 gia tri. Cung vai tién luong, tién thuong gop phan
thoa man nhu cau vat chat cho nguoi lao dong dong thai con 6 tac dung kich
thich tinh than, né thé hién su danh gia, ghi nhan thanh tich cta nguoi lao
dong, tinh than trach nhiém ddi voi cong viéc va doanh nghiép. Tién thuong
la mot trong nhitng bién phap khuyén khich nguoi lao dong nang cao thai do,
nang suat lao dong va hiéu qua lam viéc.

Khen thuong cling 1a bién phap tao dong luc cho ngudi lao dong. Hinh
thire khen thuong thdng qua tién thuong, phan thuong khong nhitng thoa man
mot phan ndo d6 nhu cau vat chat caa NLD ma con c6 tac dung kich thich
tinh than cua NLD, thé hién sy danh gia, ghi nhan niang lyc va nhiing dong
gop cia NLD. NLD duoc khen thuong s& cam thiy hao hung trudc doanh
nghiép va dong nghiép do do s& co dong luc dé cb gang phan dau hon nita
trong cbng Vviéc.

Do d6 tién thuong dugc xay dung phai dam bao céc tiéu chi sau:

The nhat: Tién thuong phai gan lién véi két qua thuc hién cong viéc
ctia nguoi lao dong. Viéc binh chon, xét duyét nguoi duge thuong phai dugc
tién hanh cong khai, nghiém tdc, nham dam bao su cdng bang va chon dugc
dang nguoi xing dang. Nguoi dugc khen thuong phai la nhirng nguoi nhu
hoan thanh xuat sic cong viéc duoc giao, 6 nhitng phat minh sang kién dem
lai nhiéu loi ich cho cong ty.

Thet hai: Viéc khen thuang can tién hanh kip thoi va dang lac, thoi gian
khen thuong tién hanh sau khi ngudi lao dong c6 hanh vi duge thuong cang
s6m cang tot.

Thit ba: Phai lam cho NLP thay rang nhiing nd luc cua ho trong cong
viéc s& dem lai két qua cao va véi két qua dé ho s& dugc nhan phan thuong
xiung dang. Bong thoi hinh thirc thuéng dua ra phai phai da dang va co y

nghia théa man nhu ciu ndo d6 ma ca nhan ngudi lao dong dang theo dudi.
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Céc tiéu chuan xét thuong phai cu thé, ré rang, hop 1y, khong duoc qua kho
dan dén tdm Iy chan nan cho ngudi lao dong néu khong dat duoc hoic qué dé
dan dén tdm 1y coi thuong, khdng phan dau. Muc thuong phai hop 1y, cé tac
dung kich thich khong duoc qua cao hoic qué thap.

* Phc loi va phu cdp

> Phuc loi

“Phc loi 1a phan thi lao gian tiép duoc chi tra dudi dang hd trg cudc
séng cho nguoi lao dong” [8]. Viéc cung cap cac hoat dong phuc lgi co y
nghia rat 16n doi véi ca nguoi lao dong va doanh nghiép. Phic loi gép phan
nang cao doi sdng vat chat va tinh than cho nguoi lao dong. Qua dé giup ting
cuong uy tin caa doanh nghiép trén thuong trueong. Cac doanh nghiép thuc
hién tét cac chuong trinh phic loi s& thé hién su quan tim dén nguoi lao
d6ng, gop phan tao su yén tam, tao dong luc cho nguoi lao dong.

Chinh séach, khoan phuc loi rat da dang va phong pht nhung duoc chia
thanh 2 loai chinh sau:

- Phuc loi bat budc 1a cac khoan phuc lgi ma to chac, doanh nghiép
thuc hién theo yéu cau ctaa phéap luat nhu: bao hiém x4 hai, bao hiémy té, tro
cap that nghiép.,...

- Phuc loi tu nguyén 1a cac phdc loi do té chirc dua ra tiy thudc vao
kha ning tai chinh cua to chic, doanh nghiép. N6 c6 thé 1a: cac phic loi bao
hiém stc khoe; Bira an giita ca, nudc ubng mua hé; Quan tdm dén cac mac
doi song cia NLD nhu: hiéu hi, sinh nhat, 18 tét, cac ngay ki niém caa cong
ty, qua cho con NLD cac ngay Qudc té thiéu nhi ming 1/6, Trung thu,...

> Phuy cdp

“Phu cap 1a khoan tién luong bd sung cho luong cap bac, chic vu,
lwong cap ham khi diéu kién lao dong, muc d6 phuc tap caa cong viéc va diéu
kién sinh hoat c6 c4c yéu té khéng 6n dinh” [8]. C6 rat nhiéu cac loai phu cap
nhu phu cap tham nién vuot khung, phu cip luu dong, phu cap khu vuc, phu
cap chuc vu, phu cap doc hai, phu cap lam dém... nhung mdi loai lai 4p dung



23

cho tirng vi tri khac nhau dé dem lai loi ich chung cho t6 chuc.

Phu cdp mang lai loi ich cho ngudi cdng nhan san xuat, 1am tang thu
nhap cho ho, bu dip hao phi lao dong ma trong lwong cap bac, chic vy, chua
thé hién dy du diéu kién lao dong, mac d6 phuc tap cua cong viée, diéu kién
sinh hoat kho khan... Diéu nay dam bao viéc tai san xuat stc lao dong tt hon.

Phu c4p tao su cdng bang cho nhitng ngudi cdng nhan & cac moi truong
lam viéc, diéu kién lam viéc khac nhau. Tir d6 ngudi cong nhan thyc su gan
b6 va hiéu t6 chuc dé 1am viéc hiéu qua hudng téi muc tiéu cia doanh nghiép.

Panh gia va xdy dung phu cap phai cong khai, minh bach va duoc thuc
hién mot cach cong bang.
1.3.2.2. Tao dong luc bang bién phap kich thich tinh than

* Tao méi trwong lam viéc than thién va diéu kign 1am viéc thudn loi

Moi trudng 1am viée 13 noi ma ngudi lao dong phai tiép xGc hang ngay,
n6 ¢ anh huong 16n dén kha niang lam viéc, suc khoe, thai do lao dong va
hiéu qua cong viéc cia nguoi lao dong. Méi trudong va didu kién lam viéc tot
s& 1am cho ngudi lao dong yén tdm lam viéc, c6 nhiéu diéu kién dé phat huy
ning luc. Nguoc lai, moi truong va diéu kién 1am viéc khong tot s& khién cho
nguoi lao dong 1am viéc trong tam 1y cang thang, bat an, mét moi ca vé thé
lyc 13n tinh than, chan nan va bat mén trong cong viéc. Do d6 dé duy tri trang
thai 1am viéc tot cho nguoi lao dong can phai cung cap cho ho mot moi
truong lam viéc vai day da cac trang thiét bi may méc phuc vu cho céng viéc,
noi 1am viéc dugc thiét ké va bd tri mot cach khoa hoc nham tao diéu kién tdi
da cho ngudi lao dong thyuc hién cdng viéc. Cung cap du cac trang thiét bj bao
ho lao dong dam bao dat tiéu chuan nhiam bao vé suac khoe cua nguoi lao
dong, dam bao cho nguoi lao dong ludn duoc lam viéc trong moi truong dua
anh sang, thdng thoang, khong qué lanh, khdng qua néng, tiéng dn, bui ban,
nang gio, ...

Xay dung mot bau khong khi lao dong tap thé than thién, hop tac, chia
sé thdng qua cac hoat dong l1am viéc nhém nhu té chirc cac phong trao thi
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dua, doan thé, cac phong trao thé thao, vin ngh¢, tham quan d ngoai... tai d6
ngudi lao dong co co hoi tiép xuc giao luu, hiéu hon vé nhau, trao doi, hoc
hoi céc kién thirc kinh nghiém tir nhitng nguoi khéc, chia s& nhitng niém vui,
ndi budn, nhimg kho khin trong cong viée cling nhu trong cudc song. Khi do
ngudi lao dong s& cam thay gan bd vai té chicc véi dong nghiép hon, yéu
thich cdng viéc hon, 1am viéc véi tinh than thoai mai, c6 mdi quan hé than
thiét gitra nhitn nguoi lao dong, hop tac giap d& 1an nhau vi myc tiéu chung
cua to chuc.

* Panh gia thuc hién cong viéc

“Péanh gia thuc hién coéng viéc thuong duoc hiéu 1a sy danh gia c6 hé
théng va chinh thic tinh hinh thuc hién céng viéc cia ngudi (nhom nguoi)
lao dong trong quan hé so sanh véi céc tiéu chuan da duoc xay dung va thoa
thuan vé sy danh gia d6 véi nguoi lao dong. Pay thuc chat & viéc so sanh
tinh hinh thuc hién cong viéc cua chinh nguoi (nhom nguoi) lao dong so vaoi
y&u cau dé ra cua td chire.” [9, 211]

Trong to chirc, danh gia thuc hién cong viéc c¢6 ¥ nghia quan trong vi
n6 phuc vu dugc nhiéu muc tiéu quan 1y va tac dong truc tiép dén ca cong
nhan san xuat va to chizc. Panh gia cong bang, khach quan sé& Ia bién phap
hiéu qua dé tao dong luc lao dong. Két qua danh gia thuc hién cong viéc cang
chinh xac thi cang kich thich nguoi lao dong lam viéc, tang long tin ctia nguoi
lao dong véi t6 chuc vi thé tao dong luc cho ngudi lao dong nang cao ning
suit lao dong, gop phan tang hiéu qua Iam viéc, tang su gan bo vai to chuc.

Viéc sir dung két qua danh gia mot cach hiéu qua can cong bang, chinh
Xé4c, Vi s& lién quan truc tiép dén cac quyét dinh vé thang tién, thu lao, dao
tao, khen thuodng, ...vi thé, néu té chuc thyc hién va danh gia chinh xac va
cho nguoi lao dong thdy duoc viéc ra nhitng quyét dinh d6 c6 su tham gia rat
I6n tir chinh két qua thuc hién cdng viéc cua ho, s& co tac dong tich cuc dén
nd luc lam viéc cia ngudi lao dong.

Mot s6 yéu cau danh gia thyc hién cong viéc hiéu qua:
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- PGTHCV can phai ¢c6 quy dinh céc tiéu chuan rd rang, cu thé va
phai dugc pho bién toi timg ngudi lao dong. Tir d6 nguoi lao dong co thé biét
duoc két qua thuc hién cdng viéc ctia minh nhu thé ndo, doanh nghiép dua
vao nhimg tiéu chi nao dé danh gia két qua thyc hién cong viéc caa ho dé ho
c6 bién phap diéu chinh qua trinh 1am viéc cua minh nham dat dugc hiéu qua
cdng viéc cao nhat.

- PGTHCV phai khoa hoc va rd rang. Bé ap dung bat cir hé théng
DPGTHCYV nao vao doanh nghiép cta minh thi doanh nghiép cling phai nghién
ctru rd rang tinh chat cong viéc can duoc danh gia, phai thiét ké cong viéc,
phan tich cng viéc rd rang. ... khéng thé l1dy mot hé théng DPGTHCV ctia mot
cong viéc nay dé 4p dung cho cong viéc khac hay sir dung hé théng
DGTHCV cua doanh nghiép nay dé ap dung may mac trong doanh nghiép
minh duoc.

- DGTHCYV da duoc xay dung chinh thirc, xac dinh khoa hoc, rd rang
va da duoc cong khai téi timg nguoi lao dong nhung thuc hién nd nhu thé
nao? Do chinh 1a nhiém vu cua nguoi danh gia. Qua trinh danh gia thuc hién
cong viéc thuong chiu anh huong rat 16n ti yéu té chi quan cia ngudi danh
gia. Vi thé, nguoi PGTHCV trudc hét can phai co trinh do chuyén mén, trung
thuc, c6 dao dic nghé nghiép, .... Nhu thé méi ¢ thé han ché dugc nhiing 15i
thuong gap trong qué trinh BPGTHCV.

*Pao tao va phat trién nguén nhan luc

“Pdo tqo la hoat dong nham b sung kién thtc, ky nang va thai d6 cho
nguoi lao dong dé ho thyc hién co hiéu qua chirc nang, nhiém vu ma ho duoc
giao” [9, 138]

Pao tao va phat trién nguon nhan luc 13 mot trong nhitng hoat dong
quan trong, gilp to chic sir dung hiéu qua va phat huy tdi da cac tiém ning
ctia nguon nhan lyc théng qua viéc trang bi cho ngudi lao dong cac kién thirc
vé chuyén mén ciing nhu nang cao y thuc 1am viéc cia ngudi lao dong nham
gitp ho thuc hién tét cong viéc caa minh, dong thoi nang cao kha nang thich
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ung vai cong viée trong trong lai.

Qua qua trinh dao tao, ngudi lao dong sé cd cai nhin méi vé cong viéc
cua ho va dé 1a co s& dé phat huy kha ning sang tao trong cong viéc. Pay la
mot dong luc dé ca nhan gan bé vai té chic va sin sang don nhan nhitng thir
thach nghé nghiép méi. Pao tao con 1a co hoi dé nguoi lao dong hoan thién
ban than, co hoi phat trién nghé nghiép. Vi thé, to chic can phai két hop tao
dong luc lao dong théng qua dao tao va cac hinh thirc khac, mai c6 thé thoa
man nhu cau vé moi mat cho ngudi lao dong.

* Cdc phong trao thi dua

Thi dua Ia hoat dong ¢ té chirc véi su tham gia tu nguyén cua cé nhan,
tap thé nham phan dau dat duoc nhitng thanh tich tét nhat trong cong viéc.

Thi dua trong lao dong sé& tao ra sy canh tranh trong to chuc vi s& so
sanh nang luc, kha ning véi nhau, sé kich thich cdng nhan san xuat ganh dua
va kich thich tri luc caa ho. Tir d6, ngudi cong nhan nang cao ning suét lao
dong, nang cao nang luc cho ban than. Ngoai ra, cac phong trao thi dua giap
cho ¢6ng nhan san xuat cé thé hoc hoi kién thirc, kinh nghiém tir ngudi khac,
tao ra sy gan gili va hiéu nhau hon.

T6 chuic cac phong trao thi dua sau rong, ding dan va hop Iy trong to
chtic ¢6 ¥ nghia rat I6n trong viéc thoa man cac nhu cau tinh than cia nguoi
cong nhan (nhu cau hoc hoi, nhu cau giao tiép...)

Bén canh do, t6 chic nén cd cac bién phap khac dé tao dong luc cho
ngudi ¢ong nhan ctia minh nhu: to chic cac phong trao vin nghé, thé duc thé
thao; tao moi trudng lam viéc tt; thuyén chuyén, dé bat, thing chirc; xay
dung vin hoa td chirc 1anh manh;. ..

* B¢ tri va si dung lao déng hop ly

B4 tri va phan cong lao dong phi hop véi cong viéc 1a méi quan tam
hang dau cua cac to chic trong cong tac quan tri nhan lyc. Str dung nhan sy
hop 1y s& tao duoc sy thong nhat cao, c¢d tac dung kich thich nguoi lao dong.
Khi nguoi lao dong dugc bé tri dung véi sé truong va tay nghé thi ho s& cam
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thay hing tha hon voi cong viéc, phat huy duoc kha ning cia minh dem lai
hiéu qua cao trong cong viéc. Nguoc lai néu sap xép khong dung véi trinh do,
kha ning thi ho cam thay 1am viéc hét sic khé khan, khong hing thi véi cong
viéc, khong phat huy dugc kha nang hay thé manh caa minh tir d6 hiéu qua
cbng viéc dem lai s€ khong cao nhu vay sé lam giam dong luc lam viéc.

1.3.3. Pdnh gid két qud tao dong luc cho cong nhdn san xudt

Pé danh gia hiéu qua cua cong tac tao dong luc cho cong nhan san
XUat, can xem xét cac chi tiéu sau:

* Néing sudt lao dong, chdt heong trong cong viéc

Tao dong luc cho cdng nhan san xuat 1a co sé dé to chic khai thac c6
hiéu qua va phét huy tiém niang ngudn nhan luc, tao dong luc lao dong tét,
ngudi cdng nhan s& c6 hanh vi tich cuc trong moi hoat dong cua to chic, tir
d6 gop phan nang cao ning sut lao dong, hiéu qua cdng Viéc.

Panh gia hiéu qua lam viéc caa cdng nhan san xuat cd thé théng qua
hoat dong danh gia thuc hién cong viéc dé danh gia vé sé luogng, chét lugng
cong viéc, tinh than, thai d6 cua ngudi ¢éng nhan. Sir dung cac chi tiéu dinh
lwong nhu ning suit lao dong, chi s6 hoan thanh dinh muc, ty 1& cong viéc
hoan thanh dtng thoi han...

* Muzc dg hai long trong cong viéc

Murc @6 hai 10ng cua cong nhan san xuat 1a mot trong nhimg tiéu chi danh
gia su thanh cong cua td chirc. Mot khi nguoi cdng nhan san xuat cam thay hai
long vai cdng viéc, ho s& 1am viéc hiéu qua va gan bo hon véi cong ty. Dé danh
gia mirc d6 hai 1ong ciia cong nhan san xuét cd thé sir dung phuong phap diéu tra
x& hoi hoc d6 1a sir dung bang hoi, qua d6 doanh nghiép s& biét tao dong luc lao
dong tai don vi minh da thuc su dap Umg hay vuot qua mong doi ctia nguoi cong
nhan hay chua. Phiéu diéu tra co thé thiét ké theo 5 muc do:

1. Hoan toan khoéng hai long;

2. Khong hai long;

3. Binh thuong;
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4. Hai long;

5. Rat hai long.

Trén co so d6, xac dinh diém trung binh, két hop véi ty 18 s6 nguoi lua
chon cac phuong 4n dé danh gia. Néu diém trung binh cao cho thay muc do
thoa mén cao va nguoc lai. Néu ngudi ¢éng nhan hai long ho s& trung thanh
v6i doanh nghiép, 1am viéc dat ning suat, chit luong hiéu qua cao, truyén
thdng quang bé cho doanh nghiép. Con nguoc lai, ho s€ lam viéc vai hi¢u qua
khong cao va sém roi bo cong ty.

Panh gia mirc d6 hai 10ng ciia cdng nhan san xuat giup doanh nghiép
c¢6 dugc cai nhin ding dan vé dong luc 1am viéc va mic do cam két cua doi
ngil cong nhan véi cong ty. Tir d6, doanh nghiép c6 thé dua ra nhimg diéu
chinh chinh séch va giai phap phu hop dap ung nhu cau cua cdng nhan san
XUat, tao su hai 10ng va gan két 1au dai caa cong nhan véi td chic.

* Long trung thanh cia cdng nhan san xudt trong té chuze

Cong tac tao dong luc duoc hoan thién gidp c¢éng nhan san xuét ¢ tinh
than lam viéc hiang say hon, ngudi cong nhan hai 1ong vé cac chinh sach dai ngo
cua to chuc, tao su thoa man cao trong cong viéc. To chic thuc hién tét cong tac
tao dong luc cho cong nhan san xuat la nén tang gitp ho tu nguyén gan bo véi to
chirc, ting 1ong trung thanh cua nhan vién. C6 thé do luong long trung thanh, mic
d6 gan két cua cong nhan san xuat vai to chiic bang mot s6 chi tiéu nhu sau:

Ty 18 cdng nhan bo viéc: phan &nh ty & nhan su roi bo té chire. Néu ty
I&6 ndy qua 16n s& anh huong dén tinh hinh 6n dinh nhan sy, 1am phét sinh
nhiéu cac chi phi cho tuyén dung, dao tao méi, anh huong dén tinh hinh san
xuat kinh doanh.

Ty & cong nhan mudn ra di: Ty 1&é ndy phan &nh sé cdng nhan san sang
ra di khi c6 diéu kién. C6 thé xac dinh sé cdng nhan nay thdng qua cac cudc
phong van tir d6i thi gia tao tir bén ngoai hoic xay dung bang hoi dé khao sét
cong nhan san xuat.

* Tinh chi déng sang teo trong cdng viéc cia cong nhan sdn xudt
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Ngudi cong nhan san xuat chi hanh dong do bi diéu khién hoic duge dong
vién boi chinh ban than hay tir c4c nhan t6 bén ngoai. Ngudi cdng nhan c6 dong
luc lam viéc cao s€ nang cao tinh cha dong va sang tao trong cong Vviéc.

Cong viéc caa cong nhan san xuat trong thoi dai khoa hoc k¥ thuat phét
trién nhu hién nay, ngudi quan 1y khong don thuan yéu cau céng nhan 1am
viéc cham chi, chi biét tuan Iénh va thuc thi theo moi cdng viéc duoc giao.
Nguoi quan ly mudn tim thay & nhitng cong nhan cia minh véi nhiing sang
kién nang cao nang suat lao dong va khong thu dong trong cong viéc. Tinh
cha dong, séang tao gitp cong nhan san xuat nang cao két qua cong viéc, xay
dung k¥ niang va nang cao kha nang xur ly cong viéc cua minh, yéu thich céng
viéc hon tur d6 gitap tang thém sy théa mén trong cong viéc.

1.4. C4c nhan t6 anh hwéng dén tao dong luc lao dong cho cdng nhan san
xuat trong doanh nghiép

1.4.1. Cac nhan té bén ngoai

1.4.1.1. Péc diém nganh va linh viec hoat dong

- Nganh, linh vuc c¢6 thuong hiéu duoc danh gid cao trong nén kinh té
s& ¢o tac dong tét dén nguoi lao dong, 1am cho ho co dong luc lao dong tét
hon

- Nganh, linh vuc chua c¢6 thuong hiéu vi 1am an yéu kém, scandal hozc
nhitng nganh nghé con chua duogc coi trong sé lam cho nguoi lao dong khong
c6 dong luc lam viéc.

1.4.1.2. Béi canh cua nén kinh té

Mot nén kinh té tang truéng, suy thodi hay c6 nhiéu bién dong ciing 1a
mét trong nhitng nhan té tac dong téi viéc tao dong luc lao dong cua doanh
nghiép.

Khi tinh hinh Kkinh té tang truong phat trién tét, stc mua cia nguoi tiéu
dung ciing sé ting, dan téi nhu cau vé san pham hang hoa ciling ting, san Xuat
kinh doanh phat trién. Pay chinh 1a diéu kién dé c6 doanh thu loi nhuan dé
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doanh nghiép c6 thé thuc hién céc chinh sach, bién phap tao dong luc tét hon.
Bén canh do6, khi hoat dong kinh doanh phét trién, ban than nguoi lao dong c6
cudc séng kham kha hon, do d6 ¢6 nhiéu nhu cau hon, doi hoi nhiéu bién
phap tao dong luc hon.

Nguoc lai, khi nén kinh té bi khung hoang, san xuat kinh doanh thu hep
ngudi lao dong dimg trude nguy co mat viéc 1am, that nghiép khi d6 dong luc
lam viéc ciia ngudi lao dong bi suy giam. Néu doanh nghiép van lo cho nguoi
lao dong, han ché viéc sa thai, giir viéc 1am cho ho, khi d6 cho nguoi lao dong
sé c¢6 dong luc lam viéc hon vi doanh nghiép chia sé rai ro vai ho.
1.4.1.3. Pdc diém, co cdu cua thi trueong lao dong

Pic diém, co cdu, cung cau, gid ca cua thi truong lao dong c6 anh
huong gian tiép dén viéc tao dong luc lao dong trong té chirc. Néu thi truong
lao dong ¢ tinh trang du thtra mot loai lao dong nao d6, nhirng nguoi lao dong
thuoc loai lao dong nay 1am viéc trong to chic s& cam thay “lo 1ang™ bai ho
cam nhan duoc nguy co mat viéc 1am. Ca nhan ho s& co dong luc lao dong
cao hon vai muc dich gitr dugc viéc lam. Nguoc lai, khi mét lao dong nao do
khan hiém, nhitng lao dong thudéc nhom do6 s& c6 nhiéu co hoi tim viéc 1am
véi mic thu nhap cao hon va diéu kién tét hon.

Néu tién luong cta ngudi lao dong trong doanh nghiép, té chic cao
hon mtrc luong trén thi truong lao dong s€ lam cho nguoi lao dong cd dong
lyc 1am viéc, mudn gan bd, 1am viéc 1au dai va nguoc lai, néu tién luong trong
doanh nghiép, to chic thdp hon murc lwong trén thi truong lao dong thi dong
lyc 1am viéc cia ngudi lao dong s& giam, giam sy gan b6 véi doanh nghiép.

Vi vay, to chtc budc phai diéu chinh chinh sach tao dong luc lao dong
cho phi hop dé thu hit va giir chan nguoi lao dong.
1.4.1.4. Cdc quy dinh cua phéap ludt, Chinh phu

Céac quy dinh cia Luat phap va Chinh phu dic biét 1a luat phap vé lao
dong 1a co sé phap luat quan trong dé dam bao cac quyén loi va nghia vy cua
cac bén trong quan hé lao dong, dic biét 1a nguoi cong nhan san xuat khi ho &
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vao thé yéu hon trong quan hé lao dong. Luat phap néi chung va luat phap vé
lao dong néi riéng dam bao cho moi ngudi c¢o dugc sy binh ding trén thi truong
lao dong, chdng lai su phan biét d6i xir, 1a co sé phap ly quan trong dé cac
doanh nghiép, t6 chirc thuc hién nham tao dong luc tt cho ngudi lao dong.

Céc quy dinh phap luat vé tién luong, BHXH, BHYT, BHTN,
ATVSLD,... ¢ tac dong truc tiép va manh mé& dén tao dong luc lao dong cho
Cong nhan san xuat. Nhitng ché do6 d6 néu bao dam cudc séng cua ho thi
dong luc lao dong cua ho s& cao, néu chua théa dang thi dong luc lao dong
cua ho s€ giam di.

Vi vay, phap luat phai bam sat cuoc song, hiéu dugc tim tu, nguyén
vong, diéu kién 1am viéc ctua nguoi lao dong thi ho s& yén tam 1am viéc, tin
tuwdng vao quyén lgi duoc thuc thi va bao vé.

1.4.2. Cac nhan té bén trong
1.4.2.1 Muyc tiu phat trién cia té chire, doanh nghiép

MJi t6 chirc déu dit ra nhitng muc tiéu va chién luoc phét trién theo
hudng ngay cang di 1én, ngay cang tién xa hon. Muébn dat dugc muc tiéu va
hoan thanh cac chién lugc phat trién, cac chinh sach quan tri nhan luc noi
chung va chinh sach tao dong luc lao dong ndi riéng cua té chic can phai
hudng téi viée dat dugc cac muc tiéu va chién lugc trén. Vi vay, muc tiéu
phat trién cua to chuc, doanh nghiép anh huong I6n dén tao dong luc cho
nguoi lao dong.
1.4.2.2. Vin héa té chirc, doanh nghiép

Vin hoa doanh nghiép dugc tao ra tir tong thé muc tiéu, chinh sach
quan ly, méi quan hé nhan sy, bau khdng khi 1am viéc, phong cach lam viéc,
nhitng biéu twong vat chat va tinh than nhu bai hét, trang phuc, nhitng nghi
thirc... tao nén cho doanh nghiép ban sac riéng, cac gia tri, niém tin, 16i séng
va cich thirc hanh dong ciing nhu thai d6 hanh vi cia nguoi cong nhan.
Doanh nghiép nao c6 van hoa doanh nghiép lanh manh s€ giup cac thanh vién
trong doanh nghiép gan bé véi nhau hon, hiéu nhau hon, tao ra tinh than 1am
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viéc tu giac, dong nghiép than thién hop tac cung nhau lam viéc nhiam dat
muc tiéu chung cua té chic.
1.4.2.3. Quan diém va phong céch cia ngueoi lanh dao

Lanh dao 1a cha so hitu cua to chic, do vay, quan diém cua ho vé bat
ky van dé gi trong quan 1y, diéu hanh t6 chirc déu c6 anh huéng mang tinh
quyét dinh dén viéc hoach dinh chinh s&ch cua t chuc d6. Viéc dua ra cac
chinh séch tao dong luc lao dong vi thé phai dua trén quan diém vé van dé tao
dong luc lao dong cua nha lanh dao.

Trong mot t chirc, ngudi lanh dao 1a ngudi truc tiép quan Iy va chi dao
nguoi lao dong do d6 phong cach lam viéc cua nguoi lanh dao c6 anh huong
l6n dén tam Iy, két qua lam viéc caa cap dudi. Hién nay, phong cach lanh dao
c6 thé chia thanh ba loai. Phong cdch lanh dao djc dodn chuyén quyén la viéc
nguoi lanh dao dua ra cac quyét dinh va bat nguoi lao dong phai tuan thu ma
khong duoc thac mic, thuong tao ra cho nguoi lao dong tam 1y cing thang,
thuc hién cong viéc nhu mot cai may, khong c¢o6 dong luc lam viéc; tuy nhién
lai phat huy hiéu qua trong tinh hudng can quyét dinh nhanh, quyét doan.
Phong cach lanh dao dan chu 1a nguoi lanh dao quan tam thu hat nguoi lao
dong vao qua trinh ra quyét dinh, tham khao y kién cta nguoi lao dong dé dua
ra quyét dinh cudi cuing, tao lap duogc tinh than hop tac nhung doi khi s& gap
kho khin cling nhu cham tré trong viéc ra quyét dinh néu nguoi 1anh dao
khong quyét doan. Phong cdch lanh dao ty do, ngudi 18nh dao ting quyén tu
quan cho cap dudi bang viéc cho phép cap dudi dua ra cac quyét dinh, giam
chi phi quan ly trung gian, tuy nhién néu cap dudi khong du ning luc va su
cam két véi to chirc thi s& dem lai thiét hai cho to chiic. M&i phong cach 1anh
dao déu c6 nhimg uu nhugc diém riéng do d6 ngudi lanh dao can xac dinh
cho minh mét phong cach lanh dao phi hop dé thiic day nhan vién trong cong
viéc nham dat duoc cAc muc tiéu cua td chuc.

1.4.2.4. Cac yéu to thuge ban than cdng nhan san xudt
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Cong nhan san xuat 1a nhan t6 dau tién va quan trong nhat tac dong dén
nang suat lao dong boi ho 1a ngudi truc tiép tao ra san pham, mang dén loi
nhuan chinh va sy séng con cho cong ty. Ning suit lao dong cia mdi quéc
gia, nganh va doanh nghiép phu thudc lén vao trinh d6 van hoa, chuyén mon,
tay nghé, k¥ nang, nang luc cua doi ngii cong nhan san Xuat.

Nhu cau cta céng nhan san xuat: Mdi nguoi cong nhan tdy vao quan
diém, tly vao tung thoi diém c6 mong muébn dugc thoa man nhitng nhu cau
riéng ctia minh dé tn tai va phét trién. C6 thé chia nhu cau caa cong nhan san
xuat thanh nhu cau vat chat va nhu cau tinh than, hai loai nhu cau nay ludn
ludn c6 xu hudng tim cach thoa man tot nhat. Nguoi quan ly can phai xac
dinh dugc nhu cau caa cong nhan san xuat dé co bién phap phi hop thoa man
nhu cau cho ho nham dem lai dong lyc lao dong.

Trinh d9, ning luc ctia cdng nhan san xuat: Ngudi cdng nhan san xuét cang
c6 nang luc va kinh nghiém cao thi ho cang tu tin dam nhan cong viéc & muc cao
hon. Dé tao dong luc lao dong, ngudi quan 1y can bd tri lao dong hop 1y, tao diéu
kién dé cong nhan san xuat phat huy duoc hét cac tiém niang ctia minh.

Su gan b6 cia CNSX véi t6 chuc, doanh nghiép: néu nguoi lao dong co
cdng viéc phd hop, trinh d6 chuyén mon dugce dao tao; néu ho dugc phan
cong vi tri cdng viéc phi hop; NLD duogc dao tao; ¢ co hoi duge thiang tién.
Néu bau khong khi 1am viéc hoa thuan, vin hoa doanh nghiép lanh manh,
diéu kién 1am viéc thuan loi thi NLD s& rat ¢6 y thuc tir 6 dong luc lao dong
tang cao. NLD c6 dao durc, tu cach tot thi dong luc lao dong tét, nguoc lai
NLD c6 dao durc, tu cach kém thi dong luc lao dong giam.

1.5. Kinh nghiém tao déng lwc lao dong tai cac doanh nghiép khéac va bai
hoc rat ra cho cong tac tao dong luc lao dong tai Cong ty Cé phan banh
keo Hai Chau

1.5.1. Kinh nghiém tae dgng lwc lao déng tai cac doanh nghiép khac
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1.5.1.1. Kinh nghiém tao déng luc lao déng tai cong ty Coé phan Kinh Dé
mién Bdc

Cong ty C6 phan Kinh D6 mién Bic duoc thanh 1ap tir nam 2000, tinh
dén nay cong ty da co mat trén thi truong duoc 20 nam. Thuong hiéu Kinh
D6 di tré nén ndi tiéng va duge nguoi tidu dung khap cac tinh, thanh phé trén
ca nudc biét dén va duoc danh gia 1a mét trong nhitng thuong hiéu hang dau
trong nganh san xuat banh keo tai Viét Nam. Mét s6 hoat dong tao dong luc
ma Cong ty Co phan Kinh D6 mién Béc d trién khai thyc hién nhu:

Cong tac dao tao: do nhap khau day chuyén méi, cong ty wu tién boi
dudng doi ngii can bo lanh nghé dic biét 1a nhiing ki su cong nghé, Ky su tu
dong hoa. Cong ty rat chi trong dén viéc ctr can bd, nhan vién di hoc nang
cao tai cac trudng Pai hoc, Trung tim dao tao nghé dé cap nhat kién thuc.

Co ché luong, thuong: Cong ty xay dung chinh sich luong riéng phu
hop Vvoi dic trung theo nganh nghé hoat dong, dam bao cho ngudi lao dong
dugc hudng day du cac ché do theo quy dinh ctia Nha nudc. Can bo, cong
nhan vién thuoc khoi vin phong va gian tiép dugc huong luong thoi gian,
cong nhan san xuat truc tiép dugc huong luong theo san pham. Khuyén
khich, dong vién nguoi lao dong trong cong ty gia tang hiéu qua dong gop,
cong ty c6 nhitng chinh sach thuéng hang ky, thuong dot xuat cho ca nhan va
tap thé.

Cac hinh thirc phuc loi dbi da dang hoa nhu ché d6 tham quan nghi mét
hang nam; t6 chuc cac hoat dong vin hoéa, thé thao; khdm va chiam soc suc
khoe dinh ky thuong xuyén; hd tro mua cac goi bao hiém stc khoe tai cac
bénh vién uy tin,...

Vin hoa tng Xt cua cap trén d6i voi cap dudi va nguoc lai cho toan thé
lanh dao, can bo va doi ngii cong nhan theo chuan muc: Lanh dao gwong mau,
tao dung khong khi 1am viéc than thién, dang tin cay; cap dudi c6 trach nhiém
véi cong viéc duoc giao, trung thuc va chan thanh trong quan hé déi voi cap
trén; dé cao kién tao moi truong 1am viéc than thién, binh dang.
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Cong ty C6 phan Kinh D6 mién Bic xay dung va c6 16 trinh xem xét
thang tién, bo nhiém d6i véi doi ngii cong nhan san xuat & cac vi tri. Cong ty
khong ngimng dau tu cong nghé thong tin va co so vat chat hién dai, cai thién
mdi truong 1am viéc va phét trién thuong hiéu.
1.5.1.2. Kinh nghiém tao dong luc lao dong tai cong ty Banh keo Hai Ha

Cong ty Banh keo Hai Ha chinh thire duoc thanh 1ap theo quyét dinh sé
216/CN/CLD ngay 24/12/1993 cua Bo truong Bo Cong nghiép vai chirc nang
la san xut banh keo phuc vu moi tang 16p nhan dan va mot phan dé xuat
khau. V&i qué trinh hinh thanh va phét trién gan 30 nim qua, cong ty khong
ngiing nang cao chat lwong san pham, ting niang suét lao dong, da dang hoa
san pham nham mo rong thi truong dap tng nhu cau vé san pham cho ting
khu vuc thi truong.

Trong xu thé hoi nhap va canh tranh ngay cang manh mé nhu hién nay,
cong ty rat quan tim dén vin héa doanh nghiép va viéc hoan thién cac noi
dung cua quan tri nhan luc ludn dugce 1anh dao va nhan vién cong ty quan tam
trién khai thuc hién. Néi dung vé tao dong luc cho ngudi lao dong duogc cong
ty thuc hién rat tot.

Tao dong luc l1am viéc bang cbng cu tai chinh: Chinh sich luong
thuong ciia Cong ty Banh keo Hai Ha duoc xay dung nham dam bao tiéu chi:
tuong xung vai két qua cong viéc, canh tranh theo thi truong, céng bang va
minh bach. Cong ty 4p dung ché do tra lwong mot phan theo san pham lam
cho ngudi lao dong vi loi ich vat chat ma quan tdim dén viéc nang cao ning
suat lao dong. Bong thoi khuyén khich cong nhan vién quan tam dén nang
cao trinh do van hoa, chuyén mdn, khoa hoc k¥ thuat. Pdng thoi, c6 nhiéu
hinh thie thuong khac nhau, khong nhitng dap tmg dugc nhu cau caa nhan
vién vé 6n dinh thu nhap ma con kip thoi dong vién kich thich ho 1am viéc
hang say, cdng hién hét minh vi doanh nghiép.

Tao dong luc 1am viéc bang céng cu phi tai chinh: Cong ty ludn c6
chinh s&ch tao diéu kién vé& co hoi, moi trudng va cac ché dé cho cac nhan
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vién tiém ning. Bén canh d6, Cong ty ludn co chinh sach thu hat, boi dudng,
trong dung va dai ngd xing dang d6i voi nguoi co tai ning.

Vé chinh sach dao tao: Cong ty khuyén khich va tao diéu kién tot nhat
cho moi nhan vién phét trién toan dién vé ca nang luc chuyén mon va k§ nang
mém khdng chi théng qua cong viéc, ma con qua dao tao, tu dao tao va trao
d6i kién thuec.

Tat ca nhitng chinh sach trén da duoc cong ty quy dinh ré rang trong
c4c van ban ciia Cong ty, ngudi lao dong c6 thé minh bach dé phan dau va tin
tuong vao sy quan tdm cua Cong ty danh cho ho.

1.5.2. Bai hec rut ra cho cong tac tae dgng luc tai Cong ty Cé phan banh
keo Hai Chau

Qua tim hiéu vé cong tac tao dong luc cho cong nhan san xuat tai cac
cong ty, déu c6 miat dat duoc va han ché nhat dinh. Tir d6, Cong ty Co phan
banh keo Hai Chau ciing rat ra dwoc mot vai kinh nghiém dé tao dong luc cho
ngudi cdng nhan san xuat caa minh.

Thee nhat, dé 1am tét duoc cong tac tao dong luc cho cdng nhan san
Xuat can ¢ sy quan tdm ctia Ban linh dao cong ty dua ra cic chu truong,
duong 16i dung dan, c6 co ché khen thudng rd rang. Ban lanh dao ludn phai
lam guong va thiic day cong nhan trong cong viéc, tranh gay tc ché sé anh
huong téi hiéu qua va chat luong lam viéc caa tiing ca nhan tir d6 s& anh
hudng toi hiéu qua cua ca tap thé.

Thet hai, dé tao dong luc cho cdng nhan san xuat khéng chi ¢6 quan tam
dén tién luong. Cong ty can quan tdm t&i nhan vién cua minh, cac ché do
chinh sach, cham lo doi sdng tinh than cia nguoi cdng nhan san xuat nhu to
chtc cac budi ngoai khoa, ting cuong dé cao 1am viéc tap thé, co sy dong
thuan va phéi hop giira cac phong ban, bo phan va cac ca nhan trong tap thé.

Tha ba, phai chu trong cong tac xay dung van héa doanh nghiép; xay
dung mdi truong 1am viéc hién dai, than thién. Thyc té thoi gian cong nhan
san xuat tham gia 1am viéc tai doanh nghiép chiém lugng thoi gian tuong doi,
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vi thé doanh nghiép can xay dung mai truong lam viéc than thién, quan hé
d6ng nghiép hai hoa, quan hé gitra cap trén va cap dudi dua trén su ton trong
IAn nhau. Bong thoi, nha quan 1y ludn ludn ling nghe, xem xét nhiing thong
tin phan hdi caa cdng nhan caa minh tir d6 dua ra nhitng cach giai quyét hop
ly, hiéu qua, thuyét phuc.

Thit fu, thudng xuyén lam tét cong tac dao tao, bdi dudng nang cao
trinh d6 va k¥ nang chuyén mon cho khéi cong nhan san xuat. Doanh nghiép
can co6 chinh sach dao tao cho cong nhan cua minh khong nging hoan thién
hon nita vé trinh d6 chuyén mén va ki nang lam viéc.

Thar nam, cac nha quan ly phai xay dung moi treong lam viéc an toan,
day du phuong tién vat chat dé cong nhan yén tam trong cong viéc. An toan
vé sinh lao dong, cai thién diéu kién 1am viéc duoc chi trong tao tam Iy yén
tam, tin tuong cho céng nhan cua minh chuyén tam lam viéc.
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CHUONG 2
THUC TRANG TAO PONG LUC LAO PONG
CHO CONG NHAN SAN XUAT TAI CONG TY CO PHAN
BANH KEO HAI CHAU

2.1. Gi6i thiéu khai quat vé Cong ty cé phan banh keo Hai Chau
2.1.1. Qua trinh hinh thanh va phat trién ciia Cong ty

- Tén cong ty: Cong ty Co6 phan banh keo Hai Chau

- Tén giao dich qubc té: Hai Chau confectionery joint stock company

- Tén viét tat: hachaco.jsc

- Truso: 15 Mac Thi Budi - Quan Hai Ba Trung — Ha Noi

- Dién thoai: (04) 8624826Fax: 04 8621520

- Email: pkhpt@fpt.vn

- Website: http://www.haichau.com.vn

Cong ty thanh 1ap ngay 02/09/1965 theo quyét dinh 305/QDBT cua B
truong Bo Cong nghiép nhe vé viéc tach ban Kién thiét va chuan bi san
xuat cho nha may Hai Chau.

Theo quyét dinh sb: 1355 NN — TCCB ngay 29/9/1994 cua B trudng
B6 NN&PTNT, nha may Banh keo Hai Chau dugc bd sung nganh nghé
kinh doanh va dugc doi tén thanh Cong ty Banh keo Hai Chau.

Can cir quyét dinh s6 3656/QD/BNN-TCCB ngay 20/10/2004 cua B
trusng Bo NN&PTNT vé viéc chuyén doanh nghiép nha nudc thanh
cong ty co phan. Ngay 30/12/2004 Cong ty Banh keo Hai Chau da tb
chic Pai hoi dong co dong sang lap thong nhat doi tén cong ty Banh keo
Hai Chau thanh Cong ty co phan Banh Keo Hai Chau, di vao hoat dong
chinh thuc thang 2/2005.

Dién tich mat bang hién nay: 55.000m2

Trong do:
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- Khu A: 18.000 m2, gém:

+ Khu nha diéu hanh caa cong ty

+ XN Banh quy kem x4p

+ XN Keo

+ XN Gia vj thuc pham

+ Heé théng kho

- Khu B: 15.000 m2, bao gém:

+ XN Bénh cao cap

+ He théng kho

- Khu vuc mé rong: 20.000 m2

- Khu tap thé 4 tang: 2.000 m2

- Ngoai ra, khu vyc dat chua sir dung: 7.600m2

Qué trinh hinh thanh va phat trién cia Cong ty Cé phan banh keo Hdi
Chau:

Qua trinh hinh thanh va phét trién caa Cong ty cd thé chia thanh 4 giai
doan:

* Thoi ki dau thanh lgp (1965-1975)

Nha may Hai Chau khai dau bang su kién ngay 16/11/1964, Bo truéng Bo
céng nghiép nhe ra quyét dinh s6 305/QDBT tach ban kién thiét co ban ra khoi
nha may mién Hoang Mai, thanh 13p ban kién thiét va chuan bi san xuat. Dudi su
huéng dan cua cac chuyén gia Trung Quéc tir Thuong Hai, Quang Chau sang, bo
phan kién thiét va chuan bj san xuat khan truong vira xay dung, vira lap dat thiét
bi cho mot phan xuaong mi soi.

Théng 03/1965, ngay dot dau tién nha may di tuyén 116 cong nhan cho
phan xudng mi sgi, 95 cong nhan cho phan xuéng banh keo. Ciing trong thang
03/1965, Bo cir 17 can b trung cap sang Trung Quéc hoc quy trinh ¢éng nghé
san xuat mi, banh, keo, ché bién thuc pham. Ngay 02/09/1965, xudng keo di co
san pham xuat ban ra thi trudng cling ngy vé vang cua dat nudc, Bo Cong
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nghiép thay mat nha nudc cit bang khanh thanh Nha may Hai Chau.

* Ning lyc san Xuat:

- Phan xudng san xuat mi soi: mot day chuyén mi thanh (mi trang ban co
gi6i) nang sut tir 1-1,2 tan/ca, sau nang Ién 1,5-1,7 tan/ca. Thiét bi san xuat mi
6ng 500-800 kg/ca, sau nang 1én 1 tan/ca. Hai day chuyén mi vang ning suat tir
1,2-1,5 tin/ca, sau nang 1én 1,8 tan/ca

+ San phém chinh: mi soi, mi thanh, mi hoa

- Phan xudng banh 1: gom day chuyén may co gisi cong suat 2,5 tan/ca, 2
may ép luong kho cong suat mdi may 1 tan/ca.

+ San pham chinh: banh quy (hwong thao, quy dira, quy bo)

+ Banh luong kho phuc vu quéc phong.

- Phan xuong keo: gom 2 day chuyén ban co gidi, cong suat moi day
chuyén khoang 1,5 tan/ca.

* S§ can bo cong nhan vién: binh quin 850 ngudi/nim

Trong thoi ki ndy, do chién tranh pha hoai cua dé quéc Mi (1972) nén mét
phan nha xuong, may mac thiét bi hu hong. Nha may dugc Bo Cong nghiép tach
phan xudng keo sang nha may Mién Ha Noi thanh lap nha may keo Hai Ha (nay
la Cong ty banh keo Hai Ha — B Cong nghiép)

* Thoi ki 1976 — 1985

Thoi ki ndy, nha may Hai Chau da khic phuc nhiing thiét hai sau chién
tranh, di vao hoat dong binh thuong.

Nam 1976 Bo cdng nghiép thuc pham cho sap nhap nha may sira Mau
Son (Lang Son) thanh 1ap phan xuéng Sy phun. Phan xuong nay san xuat 2
mat hang:

- Sita dau nanh: cbng suat 2,4-2,5 tan/ca

- Bot canh: ¢ong suat 3,5-7 tan/ca

Nam 1978 Bo Cong nghiép thuc pham cho diéu 4 day chuyén my an lién
tir Cong ty Sam Hoa (TP.HS6 Chi Minh) thanh lap phan xuéng mi an lién,
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cong suat mdi day chuyén: 2,5 tin/ca. Bén nam 1998 khong san xuat mi n
lién nira va day chuyén banh quy Pai Loan duoc di chuyén sang thay thé day
chuyén mi an lién.

Nam 1982, do khé khin vé bot mi va Nha nuéc bo ché do don mi soi nén
nha may dugc B cho ngirng hoat dong phan xudng san xuat mi soi. Mt khac vi
nhan thiy nhu cau ngay cang cao cua thi trudng, nha may quyét dinh thanh Iy day
chuyén mi luong thuc va dau tu 12 10 san xut banh kem xdp thu cong véi cong
suat 240 kg/ca.

- S6 can bo cong nhan vién binh quén thoi ky nay: 950 ngudi/ nam.

* Thoi ky 1986-1991

Nha may bat d¢au chuyén sang kinh doanh, bu dap chi phi va chuyén dan
sang co ché thi truong. Cac mat hang nha may san xuat nhu mi an lién, banh cac
loai, bot canh,... ngay cang bi canh tranh gay gat trén thi trudng, san xuat kinh
doanh c6 xu huéng giam manh véi mét s mat hang, cdng nghé va bao bi san
pham thua kém maot sé mat hang ciing loai, budc nha may phai ¢6 nhitng thay doi
thich hop.

Nam 1989, tan dung mat bang cia phan xudng siy phun, nha may lap dat
day chuyén san xuat bia voi cdng suat 2000 lit/ngay. Nam 1991, nha may lap dat
thém day chuyén san xuat banh quy Dai Loan, day 1a mot day chuyén twong doi
hién dai céng suat tir 2,5-2,8 tan/ca. San pham c6 chat lugng cao, hop thi hiéu
ngudi tiéu ding. Dén nay 1a mot trong nhitng san pham chui dao caa cong ty.

- S6 ¢an bo nhéan vién binh quan: 950 ngudi/nam.

* Thoi ky 1992-2006

Nha may thuc hién chu truong sap xép lai san xuat, thanh 1ap cong ty
banh keo Hai Chau (theo quyét dinh s6 1355NN-TCCB/QD ngay 29/9/1994 cua
Bo trudng Bo NN&CNTP). Thoi ky ndy cong ty diy manh san xuat vao cac mat
hang truyén théng (banh, keo, bot canh,...) mua sim thém thiét bi mai, thay doi
mau ma mat hang, nang cao chat luong san pham cho phl hop véi thi hiéu nguoi
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tiéu dung.

- Nam 1993, dau tu day chuyén san xuat banh kem xép cua Cong Hoa
Lién Bang Duc cdng suat 1 tin/ca. Pay 1a day chuyén san xuat banh kem cép
hién dai nhat Viét Nam Idc bay gio.

- Nam 1994, dau tu day chuyén pha sécbla caa CHLB Duic cng suat
500 kg/ca. Day chuyén cd thé phua socola cho cac san pham nhu banh kem
xbp, banh quy.

- Nam 1996, cong ty lién doanh véi Bi thanh 1ap cong ty lién doanh san
Xuat s6cola. San pham nay chi yéu xuat khau (70%). Bén nam 1998 do san pham
khong di duoc vao thi truong Viét Nam, hoat dong khong di vao hiéu qua vi vay
lién doanh da nghi han khong san xuét nita.

Ciing trong nim nay cong ty dau tu thém 2 dy chuyén keo cua CHLB
Duc:

+ Day chuyén san xuat keo cing cong suat: 2400 kg/ca.

+ DAy chuyén san xuat keo mém cong suat: 1200 kg/ca,

- Nam 1998, dau tu mo rong day chuyén san xuat banh quy Hai Chau,
nang cong suat 1én 4 tan/ca, dong thoi di chuyén sang vi tri ciia phan xudng mi an
lién (khu B caa cong ty).

- Nam 2001 dau tu md rong nang cong suat day chuyén san xuat banh kem
x6p (CHLB Purc) tir 1 tan/ca 1én 1,6 tan/ca va day chuyén san xuét socola co
nang sut rot khuén 200 kg/ gio.

- Nam 2003 dau tu ddy chuyén san xuat banh mém (Ha Lan) day 1a day
chuyén hién dai, ty dong cao. Cong sut thiét ké 375 kg/gio.

- Cubi nam 2004, cong ty tién hanh chuyén doi sang hoat dong theo md
hinh cong ty c6 phan (theo quyét dinh s6 3656/QB/BNN-TCCB ngay 22/10/2004
cua Bo truong Bo NN&PTNN) ting budc thdo g& nhiing ton tai cia doanh
nghiép Nha nuéc chuyén sang.

Véi cdng nghé va nang lyc san Xuat san cd, cong ty tap trung sap xép lai
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co cu lao dong, to chirc bo may quan 1y khoa hoc, hop 1y hon, tiép tuc cai tién,
nghién ctiu san pham mai, phuong thirc hach toan mai.

- Thang 10/2005 cong ty dau tu méi hé théng may bao géi bot canh tu
dong, dén thang 7/2006 di dau tu 7 may bao goi tw dong. Vai viéc tu dong hoa
khau bao goi day chuyén san xuit bot canh da lam tang chit luong, giam gia
thanh san pham, nang cao hiéu qua kinh té va cai thién diéu kién lam viéc cho
cdng nhan.

2.1.2. Chikc ning, nhiém vu va linh vuc sdn xudt kinh doanh ciia cong ty
2.1.2.1. Chitc néing, nhiém vy cua Cong ty Co phan Banh keo Hdi Chau

Cong ty c6 chirc niang san xuat va kinh doanh thuwong mai. Hoat dong
ctia cdng ty bao gdom mat sé noi dung chu yéu sau :

- San xuét va kinh doanh cac san pham béanh keo cac loai

- San xuat va kinh doanh cac san pham bét gia vi

- Kinh doanh vat tu nguyén liéu bao bi nganh céng nghiép thuc pham

- Xuat khau truc tiép cac mit hang Cong ty dugc phép kinh doanh nhu
vat tu nguyén liéu cua nganh bot mi, sita, mi chinh khéng qua ty thac xuét
khau va lién doanh lién két voi cac thanh phan kinh té khac
2.1.2.2. Nganh nghé kinh doanh

Dic diém vé san pham cia cong ty

- San pham cua cong ty la san pham dugc ché bién tir nhiéu loai
nguy@n vat liéu rat kho bao quan nhu: duong, sita, bo, tring, cac loai phu
gia...

- Banh keo 1a san pham c6 tinh chat thoi vu, duogc tiéu thu manh vao
nhitng dip 1€ tét, mia cudi xin, ngay hoi... N6 c¢6 chu ky séng ngan, chung
loai phong ph c6 thé d& thay thé 1an nhau, dic diém nay doi hoi cong ty phai
khéng ngimg da dang hod danh muc san pham ciia minh, déng thoi phai nang
cao chit lugng san pham dé cd thé canh tranh véi cac san pham khac.

Tinh dén nay Cong ty da c6 cac mat hang phuc vu rong réi trén thi
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troong la:

- Banh quy kem cac loai

- Banh kem x4p céc loai

- Banh mém cao cap cac loai

- Banh S6 cb la cac loai

- Keo ciing va keo mém cac loai

- Bot canh (gia vi)

- Banh luong kho cac loai

- Banh Cookies

- Banh mi céc loai

- Nudéc tinh khiét

Diic diém cong viéc ciia lao déng truc tiép tai cong ty

Tinh dén nay, ty 1é co gigi hoa - tu dong hod cua thiét bi may mac
trong cong ty dat dugc nhu sau:

Bang 2.1. Ty 1€ co gi¢i hod tw dgng hoa ciia may moc

XN Béanh quy XN XN Béanh
. XN keo | .
Kem xop Giavi | caocap
DC DC DC DC
Béanh 1 |kem x6p Béanh 3 |[banh mém
Co gidi hoa
-twddng | 65% | 90% 85% 50% 85% 95%
ho&

(Nguon: Phong té chizc hanh chinh)

Dbi véi mdi san pham, Cong ty déu c6 day chuyén san xuit tuong ¢ng

khac biét nhau. Vi thoi gian nghién ctiu ¢ han, tac gia xin tap trung di sau

vao phan tich dic diém quy trinh san xuat san pham chinh chiém ty trong cao
nhat trong Cong ty, d6 1a quy trinh san xuat banh kem xdp:
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Chon Chon
cat : cat
Phéi 3
. Ep Phot
tron banh kem
NVL
N L3 ]
Phu I arrr: Bao goi
s6 co la U

So d6 2.1. So @6 quy trinh san xuat banh kem xép

C6 thé thay, qua trinh ché bién tir nguyén vat liéu ra dén thanh pham
déu phai trai qua nhiéu cong doan khac nhau tly thudc vao tung loai san
pham. Mdi ngudi cong nhan trong chuyén san xuat dam nhiém tir 3- 4 cong
doan khac nhau cua san pham tuy theo sy phan coéng ctia ngudi to trudng. Vé
k¥ thuit van hanh mdy moc va ché bién san pham, phong k¥ thuat s& co
nhiing ban hudéng din cy thé giri toi cac to truong khi san pham d6 dugc dua
vao day chuyén san xuit. Va nhiém vu cua ngudi to trudng 1a huéng din cho
nguoi lao dong trong t ctia minh that chi tiét, rd rang dé ho c6 thé thuc hién
dugc cong viéc. Mat khac nguoi to truong con c¢d nhiém vu phan cong cong
viéc cu thé cho cac thanh vién trong to cia minh, phan phéi lao dong vao timg
cong doan cu thé can cir vao trinh do tay nghé cia lao dong, mirc d6 phirc tap
ctia timg cong doan dé ¢ th hoan thanh kip tién do giao hang va dap tmg céac
tiéu chuan k¥ thuat. Nhu vy, s& c6 nhitng cong doan co rat nhiéu nguoi cing
lam va c6 nhitng cong doan thi ngugc lai. Két thiic mot diy chuyén san xuat
s& cho ra thanh pham hoan chinh va thanh pham d6 s& dugc chuyén dén cac

giai doan san xuat ti€p theo.
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Céc giai doan san xuat ctia Cong ty duoc coi nhu 1a cac mat xich trong
mot day chuyén, khong mat xich nao ¢ thé thiéu va cac mat xich 4y ludn can
c¢6 su phdi hop nhip nhang. Néu giai doan trén bi un tic thi cac giai doan ké
tiép s& bi ngung tré din dén sy ngung hoat dong cua toan bd diy chuyén san
xuit. Néu giai doan trén lam viéc nang suét thi budc cac giai doan sau cling
phai c6 mirc ning suit twong tu nhu nhitng giai doan dau. Nhung & cac giai
doan c6 mutrc d6 phurc tap khac nhau, doi hoi khac nhau vi vay dé san xuat tot,
c6 hiéu qua thi hoan toan phai dua vao sy sip xép cong viée cla cac to truong
va su diéu hanh cta can bd quan ly
2.1.3. Co cdu té chic
2.1.3.1. B6 may té chirc ciia Cong ty

M6 hinh t6 chirc dang dugc &p dung tai Cong ty c6 phan Béanh keo Hai
Chau bao gom: Pai hoi dong c6 dong; Hoi ddng Quan tri; Ban Kiém soét va
hinh thanh cac khdi chirc nang. M6 hinh quan tri nay dugc xay dung dua trén
muc tiéu phét trién chién luoc kinh doanh ctia Cong ty; cac chuan muc quan
tri doanh nghiép caa céc Tap doan kinh té trong va ngoai nudc; tuan thu theo
cac quy dinh cua phap luat Viét Nam va cac quy dinh tai Diéu I¢ Cong ty co
phan Banh keo Hai Chau. M6 hinh t6 chirc nay xac dinh co cAu quan tri rd
rang, ap dung cac chuan muc trong quan tri diéu hanh, xac dinh trach nhiém
va mdi quan hé cua cong ty va cac don vi thanh vién; qua d6 viéc quan tri
doanh nghiép s€ viura chat ché, vira dam bao hiéu qua cho doanh nghiép,

nhung khong mang tinh ménh 1énh hanh chinh.
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PAI HOI PONG CO PONG

Ban Kiém Soat

\4

A 4

HOQI PONG QUAN TRI

A 4

TONG GIAM POC
< , '
Phé Phd Phd
TGb TG TGDb
ké toan Ky thuat Kinh
tai chinh doanh
| v [
A2 v v v v
Phong Phong Phong K¥ Phong Kinh Phong
To K& toan thuat doanh Ké hoach
chirc Tai chinh dau tu
Hanh chinh
\4
A 4 l v \4 v
Phan XN XN XN
xudng Co Banh Banh Banh XN
bién Quy my keo cao GVTP
Kem xop cap
A
v v v v 4 v ¢
CN CN CN CN CN CN CN
Ha Hai Viét Tri Ha Nam Pa Nghé Ho
Noi Duong Ning An Chi

Minh

(Nguon: Phong Té chizc Hanh chinh)
So dd 2.2. Co ciu bd may té chicc Cong ty Co phan
Banh keo Hai Chau
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Véi so d td chire ndy, quyén han va trach nhiém cia mdi bo phan ciling
nhu mdi thanh vién duoc phan chia rd rang, khéng chdng chéo va dam bao
duoc ché do quan ly mot thu truong. Didu nay 1am cho ngudi lao dong thay rd
duoc dugc vi tri caa minh, hiéu rd chie trach nhiém vu cong viéc caa minh, tir
d6 ho s& chu dong thuc hién cong viéc, nhiém vu nhanh chdng, tiét kiém thoi
gian va gilp céc thanh vién trong t6 chtrc trong tac véi nhau thuan loi hon, do
d6 hiéu qua cong viéc cao hon, nén da gop phan tao ra dong luc cho nguoi lao
dong.
2.1.3.2. Nhiém vu cua cac phong ban

Hgi dong qudn tri (HPQOT): Quyét dinh chién lugc, ké hoach phat
trién trung han va ké hoach san xuat kinh doanh hang nim cua Cong ty;
Quyét dinh phuong an dau tu va du an dau tu; Giam sat, chi dao Tong giam
dbc va nguoi quan Iy khéc; Quyét dinh co cau to chuc, cac quy ché quan ly
noi bo Cong ty

Ban kiém soét: thay mat Dai hoi dong c6 dong giam sat hoat dong caa
HDQT trong viéc quan 1y va diéu hanh hoat dong kinh doanh cia Cong ty;
thuc hién viéc tham dinh bao cdo tinh hinh kinh doanh, bao cao tai chinh hang
nam va sau thang ctua Cong ty; bao cao 1én Pai hoi dong co dong vé tinh hop
ly, hop phép, tinh trung thuc va muac do can trong trong quan 1y, diéu hanh
hoat dong kinh doanh, trong t6 chuic cong tac ké toan, théng ké va lap béo céo
tai chinh,

Tong gidm déc: Quyét dinh vé céc van dé lién quan dén hoat dong
hang ngay caa Cong ty; Xay dung va to chirc thuc hién cac ké hoach san xuat
kinh doanh; Kién nghi phuong an bé tri co cau to chic, quy ché quan Iy noi
bo thude linh vuce diéu hanh Cong ty; B6 nhiém, mién nhiém, cach chic cac
chtc danh quan 1y khac trong cong ty, trir cc chic danh do HPQT b nhiém,
mién nhiém, cach chic; Quyét dinh tra lwong va cac khoan chi phi cé tinh
chat lwong d6i v6i nguoi lao dong trong Cong ty, ké ca can bd quan ly thuoc
tham quyén bd nhiém cua tong giam dbc theo phuong an di dugc Hoi dong
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quan tri phé duyét; Tuyén dung lao ddng phi hop véi ning luwc san xuét kinh
doanh cua Céng ty.

Phong té chirc hanh chinh: phu trach vé cong tac nhan sy, ké hoach
tién luong, gitp giam d6c xay dung cac phuong an t6 chic bo may can bo,
quan 1y, dé ra cac giai phap an toan lao dong, vé sinh lao dong trong qué trinh
san xuat, to chuc cac khoa hoc va céc hinh thie dao tao khac nhim nang cao
tay nghé ctia ngudi cong nhan cling nhu ciia cac can bo quan Iy.

Phong ky thugt: quan ly vé quy trinh cong nghé, nghién ciu san pham
méi, thiét ké hay cai tién mau ma bao bi. Phong k¥ thuat quan Iy toan bo may
mac thiét bi trong Cong ty, quan 1y ho so, 1i lich may mac thiét b, lién hé véi
phong Ké hoach vat tu dé c6 nhitng phu ting, vat tu dung cho hoat dong sta
chita, trinh phong Ké hoach vt tu va ban Giam déc chuan bi nhitng phu ting
can thay thé, theo dai viéc sir dung may mac thiét bi ciing nhu viéc cung cap
dién cho toan Cdng ty trong qué trinh san xuét.

Phong tai vae: Quan ly cdng tac ké toan thong ké tai chinh, tham muu
cho giam doc cac cong tac ké toan, thong ké, tai chinh, to chac thuc hién cac
nghiép vu tai chinh, tinh toan chi phi san xuat va gia thanh, lap cac chang tur
s6 sach thu-chi vai khach hang, noi b, theo doi dong luu chuyén tién té cua
Cong ty, bao cao giam déc vé tinh hinh két qua hoat dong kinh doanh 13 14i
cua Cong ty, tong hop dé xuat gia ban cho Phong ké hoach vat tu.

Phong ké toan tai chinh: T4 chac thuc hién toan bo cdng tac hach toan
ké toan, théng ke, tai chinh caa Céng ty; Theo ddi kip thoi, lién tuc va c6 hé
thng s6 liéu vé san luong, tai san, tién luong va cac quy xi nghiép

Phong Kinh doanh: Xay dung chién luoc kinh doanh san pham; Trién
khai cong tac xay dung, phét trién thi truong; Tham gia céng tac chat lugng
san pham va mau ma bao bi; Xay dung chinh sach gia ca, ché d¢ tiéu thu san
pham; Quan ly cdng tac tiéu thy; Xuc tién thuong mai.

Phong Ké hoach dau tw: Xay dung ké hoach, diéu hanh san xuét, cung

ng Vat tu nguyén liéu, dau tu xay dung co ban.
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Céc chi nhanh (Ha Noi, H5 Chi Minh, Pa Nang, Ha Nam, Hai Duong,
Viét Tri, Nghé An): Dai dién cho Cong ty tai cac khu vuc, dia ban dugc giao,
gilp Tong giam doc quan Iy va thuc hién kinh doanh, tiéu thu san pham theo
ké hoach dugc giao.

Céac xi nghigp: La don vi truc tiép td chuc san xuat, quan Iy san xuat,
cdng nghé, thiét bi, gia cong ché bién cac san pham theo ké hoach cua Tong
giam doc giao veé sb lugng, ching loai, thoi gian.

Két qua hoat dong san xudt kinh doanh ciia Céng ty C6 phan banh keo Hai
Chau trong thoi gian vira qua
Bang 2.2. Két qua san xuat kinh doanh ndm 2017 — 2019

Ty 1¢
_ Nim T§ I¢ 2017/2018 v
TT | Chitiéu | Pon vi 2018/2019
2017 2018 2019 + % + %
4 5 6 7
1 2 3
(2-1) (2/1) (3-2) (3/2)
Triéu
1 Doanh thu dAn'g 625.024,30 | 666.248,50 [843.320,48|41.224,20| 1,065956 |177.071,98|1,265775
0
Triéu
2 Chi phi d*ng 610.633,73 | 651.161,93 [823.188,53|40.528,20| 1,066371 |172.026,60|1,264184
0
Loi nhuan [Triéu
3 . 5 14.390,57 | 15.086,57 | 20.131,95| 696.00 | 1,048365 | 5.045,8 |1,334429
kinh doanh |dong

(Nguon: Phong Ké toan Tai chinh)

Qua bang 2.2 cho thiy doanh thu thu va lgi nhuan cia Cong ty giai
doan 2017-2019 ting dan qua cic nam tir 625.024 ty dong (nam 2017) 1én t6i
843.320 ty dong (ndm 2019) voi tbe do ting doanh thu binh quan 1a 9,45%/
nam. Cung vdi su tang trudng vé doanh thu, lgi nhuén cua cong ty dat duoc
trong 3 nam qua cling da cé sy tang trudng vuot bac véi muc lgi nhudn ndm
2015 13 20.131 ty dong, gap 1,44 lan loi nhuan nam 2017. C6 dugc két qua
nay doi hoi su nd lyc, phan dau rat 1on cia CBCNV tai cong ty. Ching to

cong tac tao dong luc tai cong ty can dugce quan tim hon nita dé thuc day san
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xuat ngdy cang hiéu qua hon. Diéu nay doi hoi cong ty can cé cac bién phap
thuc day cong tac tao dong luc cho nguoi lao dong tai cong ty hon nira.
2.1.4. Cdc dic diém vé lao dgng cia Cong ty Co phan banh keo Hdi Chau
anh hwéng dén tao dong luc cho cdng nhan sdn xudt

Dic diém ndi bat caa nganh san xuét banh keo 1 ¢6 tinh mua vu. Xut
phét tir dac diém trén nén nguon nhan luc cua Cong ty banh keo Hai Chau
lubn c6 su bién dong. Cong ty thuong phai ky hop dong tuyén thém cong
nhan thoi vu vao céc dip dau nam, cudi nam, dip 1€, tét, mua cudi. S6 luong
cong nhan tuyén phu thuéc vao nhu cau san xuat va nhu cau cua thi truong.

Hién nay, Cong ty c6 tong sé can bo cong nhan vién 1a 1220 nguoi
trong d6 s6 nguoi co trinh do dai hoc va cao diang chiém khoang 13,9% lao
dong toan Cong ty. Vai doi ngii can b cong nhan vién nhu trén, Cong ty co
moét ngudn nhan luc manh va c6 moét bé day trong cong tac quan tri kinh
doanh. Ho gan b6 vai Cong ty, nhiét tinh cdng tac, am hiéu vé tinh hinh thi
trudng, c6 kinh nghiém vé mit hang kinh doanh. Pay 1a diém manh vé
nhan lyc, tao thé vitng manh cho sy phat trién cia Cong ty trong tuong lai.
Tt khi chuyén sang hach toan kinh té theo co ché méi, Cong ty da doi moi
t6 chtrc va co cau quan |y nham c6 dugc mot bo may quan Iy gon nhe, linh
hoat va hiéu qua.

Bang 2.3. Co céu lao ddng cina Cong ty CP Banh Keo Hai Chau
nam 2017 - 2019

DV: Nguoi
TT | Lao dong Nam 2017 Nam 2018 Nam 2019
1 | Lao dong tryc tiép 727 819 899
o | Lao dong gian tiép 173 260 317
Tong sé 900 1.079 1.220

, , (]\,fgué‘n: Phong Té Chirc Hanh chinh)
Qua bang so liéu trén ta thay, so lao dong ndi chung va so lao dong truc

tiép noi riéng cua cong ty déu tang. Tuy nhién co cdu lao dong trong cong ty
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lai c6 su thay d6i, trong d6 ty trong lao dong gian tiép tang 1én, ty trong lao
dong truc tiép giam di.
* Tudi va gidi tinh ciia CBCNV
Bang 2.4. Tudi va giéi tinh ciia CBCNV nim 2019

Gi6i tinh
Tubi Nam Nir Téong %
Duéi 25t 112 97 209 17.13
25t — 34t 184 301 485 39.75
35t — 44t 167 282 449 36.8
Trén 45t 32 45 77 6.3
Tong 495 725 1220

% 40,57 59,43 100

(Nguén: Phong Té chic Hanh chinh)

Qua bang sb lieu trén ta thay:

Co cdu lao dong theo gigi tinh nhin chung s6 lao dong nix nhiéu hon lao
dong nam, c6 C6 59,43% la nir gioi, 40,57% la nam gigi . Mac chénh léch
nay la khdng 16n. Vi cong ty san xuat va kinh doanh trong linh vyc nganh
thuc pham nén co cau lao dong theo gigi tinh véi ty 1é nhu thé 1a hop ly.

Luc luong lao dong trong cong ty 1a lao dong tré (lao dong & do tudi tir
25 — 34 tudi chiém 39,75% luc lugng toan cong ty). Pidu nay c6 wu diém la
cong nhan c¢o suc khoe dé dam nhan cong viéc, ¢o su nhanh nhen, c6 nang luc
sang tao, c¢o kha ning tiép thu nhanh tmg dung khoa hoc k¥ thuat hién dai vao
trong san xut, lam cho ning suét lao dong ting cao va ton it stc lao dong cua
con nguoi. Tuy nhién, day ciing chinh 1a han ché 16n boi vi lao dong tré ciing
d6ng nghia véi sy han ché vé kinh nghiém 1am viéc, doi hoi chi phi dao tao
cao va d6 nhay cam cta ho voi cac bién phap tao dong luc rat 16n. Néu don vi
c¢6 nhiing chinh sach khong hop 1y s& lam giam dong luc lao dong va mat di

ngudn nhan lyc.
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Bén canh d6 ty 18 lao dong c6 d6 tudi trén 45 tudi chiém ty 18 6,3% la
doi ngti lao dong cé nhiéu kinh nghi¢m, bd sung kinh nghiém thuc té cho doi
ngii lao dong tré. Nhin chung, quy mo lao dong ctia Cong ty thudc loai trung
binh va 6n dinh. Co cdu lao dong cua Cong ty kha da dang vé gi6i tinh, tham
nién, chirc vy, trinh do, nghé nghiép chinh vi thé doi hoi phai c6 mdt co ché,
chinh sach cong bang va phu hop voi dic diém lao dong ctia Cong ty.

SO lugng va trinh d§ nghé cua cong nhan san xuat

= [CATEGORY [CATEGORY
NAME] / NAME]
[VALUE]% [VALUE]%

= [CATEG
NAME
[VALUE]

( Nguon: Phong Té Chire Hanh chinh)
Biéu dd 2.1. Trinh d9 nghé ciia cong nhan san xuit nim 2019

Poi ngil san xuat cua cong ty vé co ban da dap ung duoc yéu cau cong

viéc. O bd phan san xuit banh kem x6p 100% coéng nhan co trinh do so cap

tré 1én. Trinh d6 cao gitip cho viéc ndm bat va st dung cong nghé méi dién ra

nhanh chong va thuan loi hon, dong thoi giam thiéu cac sy c¢b xay ra & cac
day chuyén san xut.

Bén canh d6, mot sb cong nhan lam chua ding véi trinh d§ chuyén

mon cua minh. Diéu d6 1am anh huong dén ning suat lao dong, c6 nguy co

xay ra su cd tai day chuyén do cong nhan xir 1y cac sy cd khong kip thoi.

Cong ty nén thuong xuyén t6 chirc cic khéa dio tao cho nhiing cong nhan
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trinh do con yéu, bén canh d6 co doi ngil thuong xuyén giam sat tai cic noi
thuong xdy ra su cd, dé khac phuc kip thoi.
2.2. Phan tich thuc trang tao @dng lwe lao ddng cho cong nhan san xuat
tai Cong ty Co phan banh keo Hai Chau

Cong ty C6 phan banh keo Hai Chau da ap dung duogc cic phuong phap
tao dong luc cho ddi ngii cdng nhan san xuit cua tai cong ty, théng qua tao
dong luc bang cac phuong phap khuyén khich vat chat va tinh than, cu thé Ia:;

Cong tac tra luong
=5
= S G
g Tao dong luc bang cdc khuyén khich N SR .
= vit chit Cong tac tién thuong
s
e o
= : Céac chuong trinh phuc loi
=
&3
o= .
oy Diéu kién lam viéc

Panh gia thyc hién cong viéc
Tao dong luc bang cdc khuyén khich

¢ phuwong ph
cong n

tinh than

Cong tac dao tao va phat trién

Fi

Céac phong trao thi dua

So @6 2.3. Cac phwong phap tao dong lwc cho cong nhin san xuat tai
Cong ty C6 phan banh keo Hai Chéu

2.2.1. Tao déng luc lao déng cho cong nhan san xudt thdong qua kich thich
vdt chat
2.2.1.1. Céng tac tra lwong va tdc ddng cia tién lwong tdi tao déng luc lao
dong

- Hé théng thang, bing lwong

Cong ty tra lwong cho cong nhan san Xut can ct theo hé thong thang

bang lvong do nha nudc ban hanh, dugc diéu chinh theo chuc danh cong vigc.
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Nghi dinh c6 quy dinh rat cu thé vé hé sé luong theo tirng chuc vy, cap bac,
nganh nghé 1am viéc, tir 6 cong ty s& tinh muc lwong co ban cho nguoi lao
dong.

Tién luong tbi thiéu theo quy dinh cua nha nude nam 2019 1a 4.180.000
d6ng/thang (theo nghi dinh 72/2018/ND — CP quy dinh dbi v6i doanh nghiép
Viét Nam thudc khu vue I). Tién luong nay dung dé 1ap quy tién luong, ngay
nghi, 18, tét, phép, tham quan nghi mat, dong BHXH cho ngudi lao dong.

Céch tinh luong san pham cho céng nhan tryc tiép san xuat san pham
dugc cin cr vao cac chung tir sau: so giao ca (giao viéc cho cong nhan),
phiéu nghiém thu san pham (b&o cdo sau ca), bang chim céng, bién ban
nghiém thu san pham, bang quyét toan lwong san pham, bang thanh toan
lwong (kém theo cac khoan trir), bang tong hop luong toan phan xudng.

- Tién lwong cua cd phdn xweng duwoc tinh theo cong thec:

TLg, = PG; X Q;

Trong do:

+ TLgp: Tién luong ctia cong nhan d6 khi danh gia san lugng.
+DG;: Pon gié tién luong giao khoan cta tirng san pham, cng viéc
+Q;: Khéi lugng cdng viéc cong nhan d6 hoan thanh.

- Phan xwong chia lwong cho cac 16

Dua trén tong s cong thuc té cua ting to, ta tinh dwoc sé luong san
pham cho tung tb.
Vi du véi chia luong san pham cho cac té san xuat thuoc xi nghiép gia

Vi nhu sau:
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Bang 2.5. Thanh toan lwong san pham cho tirng té cia phan xwéng san

xuat banh kem xép thang 12 nim 2019

PV: déng
TT Tén th S6 cong Thanh tién
thuc te

1 T61 283 129,873,795

To1 26 13,802,597
2 T62 599 437,009,544
3 T6 3 616 491,684,847
4 T6 4 587 424,547,870
5 T65 411 263,951,049
6 T66 415 254,940,188
7 T67 400 224,438,687
8 T6 8 1.361 443,266,634
9 T69 259 98,680,512

cong 4.957 2,782,195,723

(Nguén: Phong Té Chirc Hanh chinh)

Chia lwong cho cong nhdn san Xudt truc tiep

Sau d6, dya vao tién luong cta ca té va bang cham cong, hé sé thanh

tich dé tinh lwong c4 nhan. Luong tra cho lyc luong lao dong truc tiép gom 2

phan:

TL; = TLy; + TLy;

+ Tién luong theo cip bac (TLy;): Tién luong duoc chia dua trén co so

hé s6 cap bac cong nhan va ngay cong lam viéc thuc té. Muc dich cua phan
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chia luong nay 1a giai quyét ché do luong cap bac véi CBCNV. Tién luong
cap bac chi chiém 40% trong quy lwong khoan cua to.

Cong thuec tinh:

TLcnli TN

I
X
)

=

Trong do:

TLenqi: Tién luong cap bac cua cong nhan i

tl;: muc lvong cua lao dong thur i

n;: S6 ngay cong thyc té cia cdng nhan i

+ Luong ning suat (TL,;): Tién luvong dugc chia dya trén co s& xép
loai thanh tich NSLD va ngay cong lam viéc thuc té. Tién luong ning suat
chiém 60% quy luong khoan

Cong thuc tinh:

TLani -

I
X
e
=

Trong do:

H;: Hé s nang suét lao dong ctia cdng nhan

K;: Cong K cta céng nhan i trong thang

Luong cua c¢éng nhan san xuat can cir vao 3 yéu té: Lwong cip bac
cdng viéc, thoi gian 1am viéc thuc té chi tiét trong bang cham cong (phu luc),
nang suat lao dong( loai thanh tich).

Ning suét lao dong chia 1am 3 loai A, B, C. Tiéu chuan xép loai nang
suit lao dong dwa vao: Tinh chat phic tap cua cong viéc, cudong do lam viéc,
y thirc tham gia lao dong, hiéu qua cong viéc.

+ Loai A: tir 1.2-1.4: Hoan thanh xuat sac nhiém vu duogc giao, theo
dung tién do, cd chat luong cao.

+ Loai B: tir 1.0 — 1.2: Hoan thanh tét cong viéc

+ Loai C: tir 0.8 — 1.0: Hoan thanh cbng viéc & mic binh thuong
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Dé danh gia vé mirc do cdng bang va hiéu qua trong tra luong tai cong
ty, tdc gia da tién hanh diéu tra bang phiéu bang hoi va thu dugc két qua nhu
sau:

60

[VALUE]%
50

40

20 [VALUE]%

[VALUE]%
20

10
[VALUE]% [VALUE]%

Hoan toan khong  Khong déngy  Binh thwong Pong y Rit dong y
dong y

(Nguon: Tang hop sé liéu khao sat cua tac gid)
Biéu dd 2.2. Mikc d9 hai Iong vé tién lwong dwoc tra xing dang véi trach nhiém
va chat lweng cdng viéc

Phan tich biéu db 2.2, thay ring c6 28,33% ngudi cong nhan dang Y,
22,59% nguoi khdng dong y, 49,08% c6 cau tra 1oi 1a binh thuong. Piéu nay
cho thdy van con mot sé luong khdng nho cdng nhan tra loi phiéu cho rang tra
luong ciia cong ty chua thuc su cong bang va hiéu qua. Nguyén nhan ho cam
thay chua duoc cong bang va khdng thich 1am viéc chu yéu l1a do nhan thay
cong ty chua c6 hé théng tiéu chi danh gia thuc hién céng viéc cu thé nén tién
lwong nhiéu khi chua phan dung két qua lam viéc trong thang cua ho. Bén
canh d6, s6 cau tra loi 1a binh thuong 14 rat I6n (49,08%) cho thay cong nhan
san xuét ciing chi chdp nhan cach phan phdi tién luong nhu vay, chi chua

thuc sy dugc thoa man, hai 10ng véi cach phan phéi tién lwong nhu vay.
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- Tinh hinh tién lwong cia cong nhan sdn xudt giai dogn 2017 - 2019
Bang 2.6. Tong quan tién hrong ciia cOng nhan san xuat
giai doan 2017 - 2019

PV : dong
Nam
2017 2018 2019
Chi tiéu
Tién lwong thap nhat 4.000.000 4.200.000 4.500.000
Tién lwong cao nhat 16.800.000 18.900.000 20.500.000

(Nguon: Phong Té chizc Hanh chinh)
Theo bang 2.7, c6 thé thay rang tién luong ctia cong nhan san xuat co
xu hudng ting dan theo cac nam. Piéu d6 chung t6 rang, ban lanh dao da
quan tdm dén tinh hinh ciia ngudi lao dong trong cong ty. Tién luong toi thicu
ving theo quy dinh cia Nha nudc nam 2019 d6i v6i cong ty 1a 4.180.000
d6ng/thang. Qua bang sd liéu vé tinh hinh tién lwong nam 2019, ta co thé thay
cong ty da thuc hién tot quy dinh ctia Nha nude. Mtc luong thip nhét trong
cong ty 4.500.000 dong/thang véi nhitng cong nhan méi vao lam. Muc luong
hién tai caa Cong ty Co phan banh keo Hai Chau ngang bang véi muc luong
trén thi truong Thanh phd Ha Noi va so véi mot so doanh nghiép san xuét
banh keo khac thi ¢ phan cao hon mét chat. Khi hoi ngudi lao dong vé muc
lwong hién tai c6 bao dam cudc sdng gia dinh khong, tac gia da tién hanh diéu
tra bang phiéu bang hoi va thu duoc két qua nhu sau:
= Rét hai long Hoan toan khang

hai long Khéng hai long
[0)
[VALUE]% [VARWE]% [VALUE]%

Hai long
[VALUE]%

[CATEGORY
NAME]
[VALUE]%

(Nguon: Tang hop sé liéu khao sat cua tac gia)

Biéu dd 2.3. Mirc lwong hién tai dam bao cudc séng cia ban than va gia dinh
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Cau hoi vé mirc luong c6 dam bao cudc sdng cia ngudi lao dong khong
thi da phan cu tra 1oi 1a binh thuong chiém 57.8%, khdng hai long chiém ty
& rat thap 9.43% va hai 1ong 1a 32.77%. Biéu nay cho thiy mic thu nhap hién
tai da du dap tng cac nhu cau co ban cua cdng nhan san xuét, tao cho cong
nhan yén tdm 1am viéc, gin bo vai cong ty.
2.2.1.2. Cong tac khen thuong

Ngoai tién lwong, tong cong ty con st dung hé thong tién thuéng nhu
mot cdng cu tao dong luc hitu hiéu dé tao ra sy hung phan va niém say mé
cong viéc cho nguoi lao dong. Quy tién thuong cia Cong ty qua cac nim nhu
sau:

Bang 2.7. Quy tién thwong cia khoi cong nhan san xuat niam 2017 — 2019 va

du Kién niim 2020
STT Nim Quy thwéng Toc d6 ting (%)
1 2017 1.603.250 -
2 2018 1.606.750 0,32
3 2019 1.707.725 9,12
4| Du kién 2020 1.843.883 11,27

(Nguén: Phong Ké toan Tai chinh)
Quy tién thuong cac nam da co su tang 1én 1o rét. Trong 3 nam, quy

tién thudng ting 9,47% (twong ung ting 104.475 triéu dong). Nam 2018 ting
0,32% (3.5 triéu) so v4i nam 2017, nam 2019 tang 9,12% (100.975 triéu). Du
kién trong nam 2020, quy thudng con tiang 11,27% so véi nam 2019. Can cir
vao thoi diém thuong, hé théng tién thuong caa Cong ty gém 3 hinh thuc
thudng co ban sau: thuong hang thang, thuong cudi nam (thuong Tét) va
thudng dot xuat cho nhitng nguoi c6 thanh tich dic biét. Cu thé nhu sau:
Thirong hang thang: hang thang, cac Quan ddc dia vao mot sé tiéu chi
nhu sé ngay céng cua cong nhan, mac do hoan thanh nhiém vu, tinh than
trach nhiém voi cong viéc...dé tién hanh danh gia va xép hang cng nhan cua
bo phan minh theo 3 hang: hang A, hang B va hang C. Tién thuong hang
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thang duoc tong cong ty chi tra cing tién lwong vao cudi thang cho céng
nhan. Mt thuéng cu thé nhu sau:

Bang 2.8. Mirc thwéng hang thang cho khéi cong nhan san xuét

PV: dong
Hang Mire thuéng Khoang cach thwéng
A 1.000.000 -
B 500.000 500.000
C 200.000 300.000

(Nguoén: Phong Té Chire Hanh chinh)

Bang 2.9 cho thdy, mutrc thuong & cac hang twong di 16n, 6 kha ning
lam dong luc thiic day cac cong nhan phan ddu dat thuong. Bén canh d6, cac
khoang céach gitra cAc mirc thuong ciing khong nho (500 va 300 nghin ddng)
nén cé tac dung kich thich nhan vién phan dau dé dat mac thuéng cao hon.
Tuy nhién, cac tiéu chi xét thuong hang thang chua dugc cu thé hod, viéc xép
hang cho cong nhan thuong dua trén dinh tinh, cha quan nén viéc danh gia va
Xét hang thuang van con han ché nén van chwa hoan toan tao dugce dong luc
cho c6ng nhan san xut.

Panh gia ctia cong nhan vé tinh hiéu qua, kich thich lao déng lam viéc
cho thay c6 25.54% rat hai long, c6 45.92% nguoi hai long cho rang tién
thudng cia cong ty co tinh kich thich nguoi lao dong lam viéc tich cuc, hiéu
qua va chi cd 6.44% y kién cho riang tién thuong chua dem lai hiéu qua va
chua kich thich ngudi lao dong 1am viéc tich cuc. Piéu nay cé thé thay khoi
cdng nhan san xuit cua cong ty dang kha hai long vé ché do thuong cua cong
ty, ché do thuong d6 ciing da dem lai hiéu qua, kich thich ho 1am viéc tét hon.
Cu thé, xem biéu d6 dudi day:
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= [CATHGBREGORY [CATEGORY
NAMEJAME] NAME]
VALYPERLUE]% ALUE]%
[CATEGORY [ ] v ]
NAME]
[VALUE]%
[CATEGORY
NAME]
[VALUE]%

(Nguon: Téng hop sé liéu khdo sat cua tac gid)
Biéu dd 2.4. Ché @ tién thwéng tai cong ty dem lai hiéu qua, kich thich cong
nhan san xuat lam viéc

2.2.1.3. Phuc lei bdt bugc

Ngoai tién luong, nguoi lao dong ciing rat quan tam dén nhiing phuc
loi ho dugc nhan ngoai lwvong nhu BHXH, BHYT, BHTN,.. Hién nay Cong
ty Co phan banh keo Hai Chau di thuc hién cac phuc loi bat budc theo quy
dinh cua phép luat. Sau khi két thic thoi gian thir viéc, nguoi lao dong dugc
ky hop dong lao dong chinh thirc va dugc huong day du cac ché do Nha nudc
quy dinh. Hang thang, cong ty dong BHXH bang 18% tong quy tién luong,
3% BHYT, 1% BHTN, 2% kinh phi cong doan.

Nguoi lao dong dong BHXH 8%, dong BHYT 1,5%, dong BHTN 1%.
S6 nguoi tham gia BHXH, BHYT, BHTN ciia cong ty dén hién tai 1a 100%.
2.2.1.4. Phuc loi tr nguyén

- Ngoai phc lgi bat budc, Cong ty con cd nhiing loai phic loi tu
nguyén nhu bao hiém sic khoe va cac khoan hd trg khac. Hang nam, Cong ty
t6 chuc khdam sac khoe cho ngudi lao dong 1 lan/nam. C6 phong y té dé so
ctu cho moi truong hop xay ra. Trong truong hop nguoi lao dong bi tai nan
nang , phai phau thuat hay nam vién dai ngay, ngoai viéc duoc BHYT chi tra,
cong ty con hd trg mot mot khoan 1a 500.000 dong/ngudi. Bén canh d6 cong
nhan san xuat cia cong ty con duogc tham gia bao hiém thwong mai 13 bao

hiém tai nan con nguoi.
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Bang 2.9. C4c ché dé phuc lgi cia Cong ty Cé phan banh keo Hai Chau

STT Noi dung cac phic lgi Mirc thuéng
1 Ngay 30/4&1/5 200.000 d
2 Ngay 2/9 200.000 d
3 Ngay thanh 1ap cong ty 200.000 4
4 Ngay 8/3 & 20/10 200.000 d
5 Thiéu nhi 1/6 200.000 d
6 Nguoi lao dong om dau 500.000 d
7 Cha me 6m dau 100.000 d
8 Con cai om dau 100.000 d
9 Nguoi lao dong cudi 500.000 d
10 T than phu mau mat 500.000 d
11 Nghi mat (1 1an/ nim) 2.000.000 d

(Nguén: Phong Té chizc Hanh chinh)
Biéu d6 2.5 du6i day tham khao ¥ kién danh gia cua ngudi lao dong vé
cac ché do phic loi ma cong ty dang thuc hién:

Khong déng y R4t dong y
17% 18%

Doéngy
26%

Binh thuwong
39%

s R4t ddngy m=Ddéngy =Binhthudng = Khong ddngy
(Nguon: Sé liéu khdo sat cua tac gia)

Biéu dd 2.5. Két qua khio sat tiéu chi nhian dwoc phic loi tot

ngoai tién lwong
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Tiéu chi “ nhan dugc phuc loi tot ngoai tién luong” ¢ 39% sb ngudi
dugc hoi tra 101 binh thudng, 26% dong v va 18% rat dong . Nhitng phuc loi
nhu: chi phi di lai, an trua, bao hiém... tuy chua c6 diém noi bat, nhung ciling
khong bi danh gié tiéu cuc. Cong ty thuc hién tra lvong va phuc loi co ban
nhu BHXH, BHYT, BHTN va ché d6 thai san, nghi ém... tuy nhién cac ché
do phtc loi khac chua dugce quan tam thuc hién

Cong ty ludn mudn tao diéu kién tét nhat cho cong nhan ctia minh dé
ho c6 thé phuc vu tot cho hoat dong, cho sy phat trién cua cong ty nhung tinh
hinh tai chinh cta cong ty chua cho phép ho dap ung duoc tat ca nhitng phuc
loi, dich vu. Pay ciing 12 méi ban khoian khong nho ddi véi riéng cac nha
quan ly trong cong ty.

2.2.2. Tao déng lwc lao déng cho cdng nhan san xudt thdong qua kich thich
tinh than
2.2.2.1. Tao moi truwong lam viéc thdn thién va diéu kién lam viéc thudn loi

Cong ty Co6 phan Banh keo Hai Chau ludn quan tdm xay dung moi
treong 1am viéc than thién, doan két va coi d6 nhu diéu kién can thiét cho
nguoi lao dong lam viéc. Méi quan hé gitra cac dong nghiép trong cong ty
ludn dat dugc sy cai mo, than thién, gan bd va san sang gitp d& nhau trong
cong viéc; cap trén ludn cb gang ling nghe dé gan giii hon véi nhan vién va
gitip d& nhan vién caa minh trong kha ning co6 thé; cac nhan vién cap dudi
ludn tin twdng Vi su dan dit caa cap trén.

Khi duoc hoi vé moéi truong 1am viéc doan két, than ai tai Cong ty Co
phan Banh keo Hai Chau, tac gia nhan duoc nhitng y kién danh gia tong hop

lai nhu sau:
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(Nguon: Sé liéu khdo sét cua tac gia)
Biéu d0 2.6. Két qua khao sat vé méi truong lam viée doan két than ai

Theo sé liéu tai biéu dd 2.6, c6 28 nguoi danh gia binh thuong, 43
nguoi (chiém 35,25%) dong ¥ va 37 ngudi (chiém 30,33%) rat dong y thé
hién viéc nguoi lao dong danh gia cao vé méi truong lam viéc doan két, than
ai tai Cong ty. Moi truong lam viéc than thién, dat duoc su hai hoa trong cac
mbi quan hé cip trén- cap dudi va gira cac dong nghiép véi nhau 1a moi
truong lam viée 1y twong ma bat ci ¢4 nhan nao ciing mong mudn. Vi thé,
cong ty Co phan Banh keo Hai Chau can phat huy diéu nay va khéng nging
cai thién bau khdng khi 1am viéc dé tao tdm ly 1am viéc thoai mai cho nguoi
lao dong.

Diéu kién l1am viéc c6 thuan loi hay khdng luén anh huong dén hiéu
qua lam viéc cia ngudi lao dong. Mot trong nhiing yéu té dé tao dong luc lao
dong chinh 1a méi truong 1am viéc thuan loi cho doi ngii cong nhan san Xuét
tai cong ty. V& diéu kién 1am viéc, Cong ty C6 phan Banh keo Hai Chau luén
chl trong moi truong lam viéc thong thoang, nén cong tac vé sinh noi lam
viéc duoc tién hanh thuong xuyén hang ngay dé dam bao vé sinh, an toan cho
nguoi lao dong. Thém vao d6, cac phong déu co diéu hoa, trang thiét bi dé
tién 1am viéc, phong hop cd may chiéu, micro, hé thong loa... Tac gia tiép tuc
khao séat vé diéu kién 1am viéc tai Cong ty C6 phan Béanh keo Hai Chau va thu
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duoc két qua danh gia nhu sau:

Khéng tét
Binh thudng 3%
17%

Rat tot
38%

Tot
42%

= R4t t6t = T8t = Binh thwong Khéng t6t

(Nguon: Sé liéu khao sat cua tac gia)
Biéu d6 2.7. Két qua khao sat vé diéu kién lam viéc tai Cong ty

Theo két qua tai biéu d6 2.7 c6 42% nguoi lao dong cam thay diéu kién
lam viéc tai cong ty tot va 38% nguoi lao dong cam thay rat tot - thé hién su
hai 1ong vé diéu kién 1am viéc tai cong ty.
2.2.2.2. Banh gia thuc hién cong viéc

Hién nay, cong ty ciing rat quan tim dén viéc danh gia thuc hién cong
viéc dé phan loai mic d6 hoan thanh cong viéc (Loai A, B,C) dé 1am can ctr
tra luong. Tuy nhién, cho dén nay cdng ty van chua xay dung duoc hé théng
tiéu chi danh gia cu thé, luong hoda bang diém. Hoat dong danh gia chu yéu do
cac phong tu hop, binh bau, xép loai nhan vién nén con mang tinh cam tinh.
Hoat dong danh gia da duoc trién khai thuong xuyén trén cic co so sau:

-Thoi gian va chu ky danh gia: danh gia vao cudi thang va véi chu ky
01 thang/ lan

- Khi tién hanh dénh gia, cac t6 doi thudng cin ctr vao cac tiéu chi danh
gia bao gom:

e Thoi gian lam viéc

e Thoi gian nghi trong thang

e Hiéu qua cong viéc
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Pé lay y kién cua nguoi lao dong vé hoat dong danh gia thuc hién cong

viéc & cong ty, tc gia da tién hanh diéu tra bang phiéu bang hoi va thu dugc

két qua nhu sau:

Bang 2.10. Panh gia ciia cdng nhan san xuat vé cong tac danh gia thuc

hi¢n cong viéc tai cong ty

(Pon vi tinh: %)

Mirc do hai long voi cac yeu to

Mire do Tong
Tiéu chi 1 2 3 4 5 S5
% vt
phiéu
Hicu 16 duoe ket qua thue hicn | o o0 | 555110 47 34,89 | 43,01 | 100 | 350
cong viéc danh gia nhu thé nao
Tiéu chuan danh gia thuc hién | o7\ 45 5 | 103313274 | 736 | 100 | 350
cong viéc 10 rang, hop 1y
Danh gid thyc hién chinh xac, | - 65| 35 53197212316 | 9.47 | 100 | 350
cong bang
Chu ky danh gid thye hien cong | g 50 | 56 05| 18.96 | 34,58 | 16,83 | 100 | 350
viéc hop 1y
Luon c6 suphan horve ket qua | 1) g/ | a3 631 18,84 | 27,27 | 8.42 | 100 | 350
thuc hién cong viéc
Cong ty luon thira nhan thanh
tich déng g6p bing hanh dong | 10,38 | 20,45 | 22,58 | 36,06 | 10,53 | 100 | 350
cu thé
Hai long v&i cong tac
DGTHCY 14,74 | 20,53 | 28,89 | 27,42 | 8,42 | 100 | 350

(Nguon: Tong hop két qua khdo sat cia tac gid)

Két qua khao sat & bang 2.11 cho thay céng nhan con chua hai long vé

danh gia thyc hién cong viéc cua cong ty khi c6 20,53% sb ngudi lua chon,

bén canh d6 ciing co 14,74% trong tong s6 nguoi duoc hoi “khong hai long”

vé DPGTHCYV va 28,89% trong tong sé nguoi dugc hoi chi méi “twong ddi hai

1ong” vé BGTHCV. Tu két qua khao sat, tac gia da tim hiéu dugc nguyén
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nhan cua viéc khdi cong nhan san xuit chua thuc sy hai 1ong véi cong tac
PGTHCV la do tiéu chuan danh gid con chung chung, tiéu chuan danh gia
thuc hién céng viéc chua rd rang, hop 1y (42,2% sé céng nhan thay céc tiéu
chuan nay chwa rd rang va hop Iy) nén ddi khi gay khé khin cho nguoi thuc
hién cong tac danh gia. Ngoai ra, khi ma tat ca céng nhan trong to, doi déu c6
muc thuc hién céng viéc nhu nhau va khong c6 thanh tich gi ndi bat thi lao
dong duoc danh gia xép loai A thuong 1a to truong, doi truong. Vi thé hoat
dong danh gia thyuc hién cbng viéc tai Cong ty van con cam tinh, thiéu chinh
xac, chua lam hai long cong nhan.
2.2.2.3. Cong tac ddo tao va phat trién

Cong tac dao tao va phat trién ngudn nhan lyc ludn dugc Cong ty danh
gia cao va coi la mot trong nhitng chién luoc hang dau.

* Nhu cau ddo tao dwoc xdc dinh dua trén cde can cir sau:

- Tt nhiém vu ké hoach duoc giao hang nam, tinh hinh lao dong tai
Cong ty va kha niang bién dong vé lao dong do mot sé nguoi lao dong dén
tudi nghi huu, nghi mat stc, chuyén céng tac hoic vi mot Iy nao d6 ma khong
thé tiép tuc 1am viéc tai don vi... tir d6 tinh toan xac dinh s6 luong bd phan
can dao tao, loai lao dong va sé luong lao dong can dao tao dé bod sung vao
nhitng vi tri d6 nham dam bao du vé s lugng va dam bao vé chat luong dé
hoan thanh nhiém vu dat ra.

Nhu cau dao tao va ké hoach dao tao caa mdi don vi sau khi duogc 1ap
s& dugc gui vé phong T6 chire lao dong trudc ngay 30/9. Phong T chuc lao
dong sé tong hop va xay dung ké hoach dao tao cua toan cong ty dé thong qua
Hoi dong dao tao trudce khi trinh Giam déc phé duyét.

* Cac hoat dong dao tao

Tir ké hoach dao tao da dugc phé duyét, Phong To chirc lao dong s&
phdi hop véi cac don vi c¢6 lién quan dé tién hanh t6 chirc thuc hién cong tac
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dao tao. Cac khoa dao tao nay co thé do cong ty tu tién hanh dao tao noi bo
hoac do ky két hop dong véi cac t6 chic dao tao bén ngoai.

* Hinh thize dao tao néi b duoc ap dung ddi véi cac khoa dao tao cho
ngudi lao déng, dao tao nang bac va dao tao nang cao kién thirc chuyén mon
nghiép vu, tay nghé cho ngudi lao dong (ddi voi cac nganh nghé ma cong ty
c6 da kha nang dao tao).

Dé t6 chuc cac khoa dao tao nodi bo, phong To chic lao dong s& phdi
hop Vv&i cac don vi lién quan trién khai cac cong viéc cu thé cho ting khoa
hoc nhu:

- B4 tri gi4o vién: 1a cac can bo cong nhan vién c6 trinh d6 chuyén mon
tay nghé cao thudc cac phong ban don vi. Ngoai nhiém vu chuyén mdn con
duogc phan cong kiém nhiém giang day, kem cap dao tao nang bac hang nam
cho cbéng nhan.

- Sap xép thoi gian va dia diém hoc tap, thong bao dén cac cac don vi
dé bé tri lich 1am viéc, ctr ngudi lao dong di hoc day du. Pia diém hoc tap c6
thé tai cac 16p hoc cua cong ty hoic ngay tai cac phan xudng.

- Chuong trinh ndi dung mén hoc, gido trinh mén hoc, gido an giang
day, cé4c tai liéu cho giang day ly thuyét ciing nhu thuc hanh do chinh can b
gido vién giang day bién soan va phai duoc Hoi dong dao tao cua cong ty
kiém tra va phé duyét.

Vao cubi mdi khoa hoc, hoc vién phai lam bai thi dé danh gia két qua
hoc tap. Cac cong tac to chic thi nhu ra d&, cham thi... déu do hoi ddng thi
duogc thanh lap theo quyét dinh cua giam déc cong ty.

* Hinh thiee dao tao bén ngoai dugc ap dung ddi véi cac khoa dao tao
ma tai cong ty khdng c6 kha nang tu dao tao nhu gui can bo di hoc ¢ cac
truong chinh quy véi cac chuong trinh dao tao dai hoc tai chic, thac sy, tién
sy. Poi Vi cac khoa dao tao nham nang cao trinh d6 chuyén mén tay nghé
cho nguoi lao dong cdng ty co thé gui can bo dén tham du cac khda hoc Cong
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ty C6 phan béanh keo Hai Chau té chirc hodc ky hop dong voi cac don vi dao
tao bén ngoai moi gido vién vé giang day cho can bo cong nhan vién ngay tai
cong ty.

Dé chuan bi cho cac khoa dao tao bén ngoai, trén co ¢ ké hoach céc
khoa dao tao di duoc phé duyét, Phong To chac hanh chinh phéi hop véi cac
phong ban lién quan trong céng ty vi du nhu phong Ké toan- Tai chinh-
Théng ké thuong thao véi cac t6 chirc ca nhin du ning luc dao tao dé thdng
nhat du toan du thao hop dong dao tao trinh Giam doc phé duyét.

Truéc khi thoi diém dao tao theo ké hoach 7 ngay, Phong to chuc lao
dong lién hé véi cac don vi dao tao dé tién hanh thdng nhat thoi gian thuc
hién va thdng béo toi cac don vi sap xép bé tri thoi gian dé can bo cong nhan
vién thuoc dién dao tao dugc theo hoc day du. Noi dung, chuwong trinh, tai liéu
do bén don vi dao tao xay dyng va chuan bi. Gido vién do don vi ddo tao b tri.

Dja diém dao tao c6 thé 1a cong ty giri ngudi lao dong dén don vi dao
tao hoc tap va chiu sy quan ly cta don vi dao tao trong thoi gian hoc hodc don
vi dao tao s& cir gido vién vé cong ty giang day cho nguoi lao dong. Diéu nay
hoan toan la do su thoa thuan trong hop dong dao tao.

Trong qué trinh hoc tap nguoi hoc s& 1am bai kiém tra va bai thi bai thi
theo chuong trinh dé danh gia két qua hoc tap va két thic khoa hoc s& dugc
don vi dao tao cap bang, ching chi.

Vai cach thire ma cong tac dao tao duoc thuc hién tai Cong ty nhu trén,
trong thoi gian vira qua, tai Cong ty tién hanh di mo duoc nhitng khoa dao

tao va tién hanh dao tao cho s6 lao dong nhu sau:
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Bang 2.11. Két qua dao tao tai Cong ty Co phan banh keo Hai Chau

Chi tiéu Pon vitinh | 2017 2018 2019
S6 khoa dao tao Khoa 16 21 18
S6 nguoi dwoe dao tao Nguoi 650 607 419
Lao dong mai vao Nguoi 313 262 152
Lao dgng truc tiép san xuat Nguoi 337 345 267
Chi phi do tao Ty dong 1,6 2,1 1,8

(Nguon: Bao cao két qua cong tdc dao tao — Phong Té chic hanh chinh)

Trong thoi gian tir nam 2017-2019, S6 khoa dao tao do Cong ty Co
phan banh keo Hai Chau t6 chuc c6 su bién dong qua cac nam trong khi sé
luot nguoi duge dao tao lai o xu hudng giam dan. Cu thé nam 2017 t6 chic
dugc 16 khoa, nam 2018 ting 1én 21 khoa va nam 2019 1a 18 khéa nhung sb
nguoi duge dao tao giam dan tir 650 ngudi xudng 419 nam 2019. Trong sd
nhimg nguoi dugc dao tao tai Cong ty thi ty I€ dao tao cho lao dong mai vao
c¢6 xu huéng giam va trong khi ty 1& dao tao lao dong truc tiép san xuat cé xu
hudng tang 1én. Nam 2019 hai ty I¢ nay twong ung la 36,27% va 63,73%

Noi dung cac khoa dao tao cia cong ty tap trung chi yéu vao dao tao
chuyén mén cho ngudi lao dong nhu “ Nang cao k§ nang van hanh — diéu
khién céc thiét bi chinh trong day chuyén san xuit banh keo, gia vi thuc
pham”; “Pao tao lao dong méi”; “Nang cao tay nghé cho cong nhan san xuat.
Nhitng noi dung nay Ia rat can thiét va chiém tsi 70% nhu cau cta nguoi lao
d6ng.Tuy nhién dé danh gia cong tac dao tao co dap tng duoc mong mudn
ctia ngudi lao dong tir d6 gdp phan tao ra dong luc thic ddy nguoi lao dong
lam viéc hay khong, tac gia da tién hanh khao sat y kién cua nguoi lao dong

vé mic do hai long ddi véi cong tac dio tao.
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Bang 2.12. Panh gia vé cong tac dao tao

Hoan Khén ;
. . ) ,g Gan | Hoan
toan |Khbéng| coy .
A L s R N . X nhw | toan 2
Céu hei khéng | dong | Kien N N Tong
A . N dong | dong
dong y ro , .
y rang y y
Rat hai long v6i cong tac| 1) | 995 | 237 | 351 | 186 | 100
dao tao
Doi tuong cur di dao tao0 1d| g6 | 454 | 268 | 275 | 207 | 100
chinh xac
Noi dung dao tao cling cap
nhitng kién thuc ky nang| 7,8 | 14,2 | 24,2 | 30,2 | 235 | 100
phu hop véi mong doi
Hinh thic ddo tao da dang, | 5, | g7 | 303 | 394 | 162 | 100
phong phu
Puoc cong ty tao dicu kien | g | 75 | 211 | 361 | 268 | 100
de hoc tap
Kién thuc, ky ning duoc
dao tao gilp ich cho cong| 9,3 97 | 19,7 | 312 | 30,1 | 100
viéc hién tai va tuong lai
Hieu qua chuong trinh dao | 25 | 459 | 251 | 380 | 147 | 100
tao rat cao

(Nguén: Sé liéu téng hop cua tac gid)

Qua bang 2.13 cho thay phan 16n ngudi lao dong tra 10i véi cac y kién

khong tiéu cuc (tir khong o ¥ kién dén hai 1ong) chiém téi 77,4%, trong do

c6 toi 18,6% sb nguoi hodn toan rat hai 10ng véi cong tac dao tao tai cong ty.

Pay 1a mot ty 18 twong ddi cao, ching to cong tac dao tao nguon nhan lyc tai

cong ty da dap tmg duoc twong ddi tot yéu cau vé dao tao cia phan 16n nguoi

lao dong. Mac du vay, van con mot bo phan ngudi lao dong cam thay hoan

toan khong hai 10ng ddi véi cong tac dao tao, diéu d6 s& anh huong khong

nho dén tinh than, thai d 1am viéc cling nhu dong luc 1am viéc cia ngudi lao
dong (22,6%). Khi khao sat danh gia ctia ngudi lao dong vé nhan dinh cho
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rang hiéu qua cua chuong trinh dao tao cao thi c6 t&i 22,3% sé nguoi duoc
hoi khong dong v voi y kién do.

Nhu vay, xét mot céch tong thé cd thé nhan thiy rang, cong tac dao tao
tai cong ty di duoc thuc hién twong ddi tét, tuy nhién cong ty hoan toan cé
thé cai thién tinh hinh tét hon nita (c6 téi 22,3% khoéng cho rang chuong trinh
dao tao 1a c¢d hiéu qua), nhing sé liéu trén cho thiy rang cong tac tao dong luc
théng qua c4c hoat dong dao tao va phat trién nhan luc tai cong ty hoan toan
c6 thé dugc d6i mai, cai tién théng qua viéc nang cao hiéu qua cua cong tac
dao tao va phat trién tai cong ty, con sé 22,3% cho thay tiém ning cai thién &
day la rat lon.

Khao sat danh gia cta ngudi lao dong vé cac khia canh caa cong tac
dao tao thi thu duoc két qua 1a trén 50% s6 nguoi dugc hoi hai long vai cac
khia canh nhu lva chon d6i twong dao tao, noi dung dao tao, hiéu qua chuong
trinh dao tao. Tuy nhién van cd nhiéu y kién khong hai 1ong, trong dé tdi 25%
cho rang viéc lya chon ngudi di hoc 1a khéng chinh xac, 22% cho rang noi
dung dao tao khdng sét véi thuc té ho can.
2.2.2.4. Cdc phong trao thi dua

C6 thé néi phong trao thi dua trong Cong ty Co6 phan béanh keo Hai
Chau kha manh, khé phat trién. Hang nam, cong ty déu phat dong cac phong
trao thi dua ting nang suét lao dong, phong trao lao dong gioi, ngudi tét, viec
t6t va phong trao phét huy sang kién cai tién hop ly hoa trong san xuat, lay
thanh tich chao mung cac ngay 12 16n trong nam, déng thoi gop phan hoan
thanh tét cac chi tiéu kinh doanh dugc giao. Két qua trung binh mdi nim co
khoang 3 sang kién cai tién hop ly hoa trong san xuat do 1a: rat ngan thoi gian
van chuyén nguyén liéu san xuat; Toi da hoa day chuyén san xuat tai xi
nghiép gia vi thuc pham; Gia cong lap dat tuyén bang tai van trong van
chuyén thanh pham lam lgi cho cong ty hang tram triéu ddng. Khong chi
cham lo vé doi sdng vat chat, vé doi sbng tinh than, cong nhan vién con duoc
thuong xuyén tham gia cac hoat dong, phong trao: van hoa vin nghé, thé duc
thé thao do cbng ty to chtrc. Tir nhiéu nam nay, cong ty da thanh lap doi van
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nghé, doi bong da, bong ban... va da tham gia nhiéu hoi dién, nhiéu giai thi
dau, giao luu do cbng ty to chic. Cong nhan vién trong cdng ty tham gia hoat
dong phong trao dugc cdng ty tao didu kién vé thoi gian, bé tri cong viéc hop
ly dé cd thé tham gia day du cac budi tap luyén trong tuan, c6 ché do boi
dudng, dong vién, khuyén khich.

Dic biét 12 phong trao thé duc thé thao, ban ldnh dao cong ty tao moi
diéu kién vé vat chat dé phat trién phong trao nhu trang bi day da quan 4o,
giay, dung cu thé duc thé thao (ban, vot, bong...) cho anh em tap luyén. Ban
lanh dao cbng ty hét sic quan tdm va da chi kinh phi tai trg cho giai, boi
dudng, dong vién, khen thudng kip thoi cho cac van dong vién dat giai va
toan thé cac dong vién khac mdi khi c6 dot giao luu hodc thi dau véi cac doi
tac. Nhan dip ki niém céc ngay 26/3, 30/4, 10/10 va 20/10 cong ty ciling da to
chic giao luu van hoa vin nghé, thé duc thé thao véi mot s6 don vi dbi tac.
Chinh vi vay, khi dugc hoi vé viéc co thich cac chuong trinh giao luu, vin
héa vin nghé, thé duc thé thao tai Céng ty C6 phan banh keo Hai Chau
khdng, khdi cong nhan san xuat duoc hoi dd cé nhitng danh gia va tra 101 nhu
sau:

o Hoan toan
= Rat hai long khong hai 10=gKhong hai long
14,72% ARUE]% 7,71%

Khong c6 y
kien 13 rang
21,8%

Hai long
55,77%

(Nguon: Tang hop so liéu khao sat cua tac gid)
Biéu dd 2.8. Mirc dd hai 10ng vé viéc to chirc phong trao thi dua,

viin héa - thé thao - viin nghé
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Theo biéu d6 trén, c6 55,77% sb céng nhan san xuat hai long va
14,72% s6 céng nhan rat hai long véi cac hoat dong phong trao thi dua va van
hoa thé thao van nghé cta cong ty, trong khi sé nguoi khdng hai long chi
chiém sé it (7,71%). Biéu nay cho thay riang, cong ty dang lam tét vé van dé
t6 chirc cac phong trao thi dua ciing nhu van hoa, thé thao va vin nghé. Day 1a
mét viéc 1am rat tot ¢ cong ty, tao cho Cong ty c6 bau khong khi 1am viéc vui
vé, tao co hoi cho céng nhan vién c6 dip duoc giao luu, chia sé, hoc hoi 1an
nhau.

2.3. Nhan t6 anh hwéng dén tao dong lwe lao déng cho cong nhan san
xuat tai Cong ty Cé phan banh keo Hai Chau

2.3.1. Cac nhan té bén ngoai

2.3.1.1. Vj thé ciia nganh

Vi thé ctia nganh c6 tac dong rat quan trong dén dong luc lao dong cua
nguoi lao dong. Khi mot nganh nao do co vi thé cao, stc hut cua nganh do ddi
v61 nhan lyc cling s€ cao, nguoi lao dong dang lam viéc trong nganh do s€ tu
hao va phai co gang lam viéc dé tranh bi sa thai. Khi dugc lam viéc trong
nganh c6 vi thé cao, ty than nguoi lao dong s& co su hai long ddi véi cong
viéc boi cong viéc ho dang lam 1a mong muén ciia nhiéu nguoi.

Banh keo Hai Chau da c6 thuong hiéu tir lau trén thi trueong véi cac loai
banh keo da dang, gia vi ngon cd tiéng trén thi truong tuy nhién trén thyc té
cling chi & muc trung binh. So véi thi truong banh keo hién nay nhu Kinh D6,
Hai Ha, Bibica,... thi vi thé caa banh keo Hai Chau trén thi truong banh keo
van binh thuong, chua co strc hit ddi voi nguoi lao dong do muc luong,
thuong, thu nhap cua nguoi lao dong tai Cong ty so vai thi truong chua cao
1am cho ddng luc 1am viéc cua nguoi lao dong thap, anh huong dén ning suat
va hiéu qua lam viéc.

Pay ciing 14 thach thic dbi véi Cong ty Co phan banh keo Hai Chau.
Bai theo sy thay doi cua thi truong lao dong, su canh tranh giita cac cong ty
ngay cang lén dong nghia véi viéc ngudi lao dong cé nhiéu lya chon hon va
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Cong ty C6 phan banh keo Hai Chau s& ngay cang phai hoan thién chinh sach
tao dong luc lao dong tai cong ty.
2.3.1.2. Piéu kién kinh té - chinh tri - x& héi cia cd niedc va cia dia phirong

Ty thudc vao diéu kién kinh té - chinh tri - xa hoi, nguoi lao dong
cling s& chiu nhiing tac dong. Néu trong bdi canh kinh té suy thodi, ty 1& that
nghiép ting cao lic ndy ngudi lao dong co xu hudng tim kiém cdng viéc on
dinh hon 14 ¢6 thu nhap cao. Nguoc lai, trong bdi canh nén kinh té- xa hoi cua
Viét Nam ndi chung va caa Thanh phé Ha Noi noi riéng dang trén da phat
trién manh, kinh té khai sac thi nhu cau, dong luc tim céng viéc c6 thu nhap
cao, nang dong s€ tac dong dén nguoi lao dong. Do do, dé nim bét duoc xu
huéng caa nén kinh té hién tai cac nha quan ly tai Cong ty Hai Chau can phai
c6 chinh sach quan ly mot doi ngii lao dong phl hop dé ho bt kip véi xu
huéng bién d6i cua nén kinh té va qua do tao ra dong luc cho nguoi lao dong
tai cong ty.
2.3.1.3.Yéu té phap ludt va quy dinh cua nha nuéc

Cac quy dinh trong Bé Ludt lao dong, Ludt BHXH, Ludr ATVSLD da
droc CONg ty Co phan banh keo Hai Chau thyc hién diing theo quy dinh cua
phap lugt vé cac van dé lao déng truwéc khi xay dung co ché cho nguoi lao
déng, diéu d6 cé tic dong tot dén déi ngii cong nhdn san xudt, 1am cho ho
cam thdy minh dwoc bdo vé, dwoc lam viée trong diéu kién an toan, tir dé
ngueoi lao dong sé cam thdy yén tam dé 1am viéc.

Mitc lwong t0i thiéu tang hang ndm, dén nay mirc lwong t0i thiéu ciia
cong nhan la 4.180.000 dong/thdng cho thdy cong ty dang thuc hién ding
theo quy dinh. 61 tw cdch la mét don vi hach toan kinh té dgc 1gp thi Cong ty
Cé phan banh keo Hai Chau ndi riéng va cac doanh nghiép ndi chung déu
phai quan tam d@én loi nhudn. Nhung véi tie cdch la mét té bao kinh té cia xa
hgi, cac doanh nghiép déu phdi quan tam dén moi vén dé cua xa hgi dang xay
ra ¢ bén ngoai doanh nghiép. Moi té chize déu hoat dong trong khudn khé
cua ludt phdp nha nwée. Do do, khi xdy dung cdc co ché cho nguoi lao déng,
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doanh nghiép bugc phdi theo quy dinh phap lugt diéu dé cé tac dong Ién dén
dong luc lam viéc cua nguoi lao dong
2.3.2.Cdc nhén to bén trong té chirc
2.3.2.1. Muc tiéu phat trién ciia cua té chirc, doanh nghiép

Muc tiéu va dinh hudéng phat trién ciia Cong ty c6 phan Banh keo Hai
Chau 1a xay dung thanh mot trong nhitng cong ty san xut banh keo hang dau
tai Viét Nam. Di d6i véi viéc phat trién va mo rdong quy mo cong ty 1a viée
dam bao doi song ciia ngudi lao dong, xdy dung mdi trudng lam viéc than
thién va phat huy toi da ning luc cua timg nhan vién. Cong ty C6 phan Banh
keo Hai Chau chu truong tdi da héa loi nhuan trén co s& st dung mdt cach
hop 1y nguén nhan lyc cua Cong ty, tiép tuc mo rong thi ph::in hién tai, chu
trong xuat khau va hop tac véi thi truong Pong Nam A, xay dung doanh
nghiép c6 kha nang canh tranh va phat trién. Véi muc tiéu va dinh huéng nhu
véy, cong ty chic chin s& can xay dung chinh sach tao dong luc phu hop dé
thu hat nguoi lao dong, bai yéu td con nguoi 13 chia khoa thanh cong cua
doanh nghiép.
2.3.2.2. Vin héa té chirc, doanh nghiép

Cong ty c6 phan Banh keo Hai Chau 1a mot cong ty c6 van hoa gan két
dé thanh cong. Van hoa cong ty duoc hinh thanh cung véi su ra doi va phat
trién cta cong ty. Cong ty da hinh thanh mot nét van hoa rat riéng mang ban
chat ctia Cong ty cd phan Banh keo Hai Chdu: mang dam nét thuan viét, gan
gili v6i anh em cong nhan cling nhu cac d6i thu canh tranh. Véi nguoi lao
dong tai Cong ty thi van hoa co tac dong 16n dén tao dong luc, d6 cing la
dong luc dé nguoi lao dong gan bé hon véi cong ty.
2.3.2.3. Quan diém va phong cach ciia ban lanh dao

Quan diém triét 1y cta ldnh dao cong ty vé cong tac quan tri nhan luc
1a: “Coi con nguoi 1a yéu td quan trong s6 mot, dic biét 1a lao dong co trinh
d6 chuyén mén cao, quyét dinh sy thanh cong hay that bai ciia mot cong ty

trong viéc thuc hién két qua kinh doanh. Vi vay, cac chinh sach quan tri nhan
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luc trong cong ty déu gdp phan dong vién, khuyén khich con nguoi dem hét
kha nang tham gia vao cong viéc chung tir 46 hoan thanh muc ti€u ctia cong
ty. Chinh sach nhan su cta cong ty luon quan tdm dén nhu ciu vat chat, tinh
than, dic biét 1a nhiing nhu cau vé tim 1y, xa hoi cia con nguoi, tao diéu kién
dé con ngudi 1am viée ¢6 nang suat lao dong cao, dam bao yéu ciu cia doanh
nghiép” (trich Béo cdo thudng nién nim 2019 cta Cong ty C6 phan Béanh keo
Hai Chau). Bdi 1& d6, cong tac tao dong luc cho cong nhan san xuét luén nhan
dugc su quan tdm ciia cac cap lanh dao, vi day 1a mdt trong nhitng bién phap
gitp cong ty thuc hién hi€¢u qua chinh sach nhan su.

Véi dic thi 13 mot doanh nghiép ¢d phan, quan diém cua lanh dao cong
ty vé tao dong luc ludn cb gang xay dung va thuc hién cac bién phap tao dong
luc duoc dua ra nhu ché d6 luong thuang, ché do phuc loi, lién hoan... Dé dat
duoc hiéu qua san xuat kinh doanh chinh 12 do sy quan tdm cua lanh dao
Cong ty trong viéc tao dong luc lao dong.

Ban lanh dao Cong ty da c6 su quan tdm nhat dinh dé xay dung nhiing
chinh sach str dung nhan luc mét cach hiéu qua. Chinh sach cia Cong ty la cb
gang toi da moi nguon luc dé 6n dinh cdng viéc va thu nhap dé cho ngudi lao
dong yén tdm lam viéc, khong bi hoang mang, dao dong tu tudng.
2.3.2.4. Céc nhan té thugc vé ban than nguoi lao déng

Hién nay, Banh keo Hai Chéu sé hitu doi ngii nhan vién tré, nang dong,
tri tué va tran day nhiét huyét. Nhu cau cta ngudi lao dong tai Cong ty da gan
nhu c6 du cac yéu t vé an toan va cac nhu cau thiét yéu. Nhu cau cua nguoi
lao dong hién nay 1a duoc tén trong va nhu cau tu hoan thién; mudn duoc ghi
nhan, tao co hoi phat trién ban than dé ning cao ning lyc; nhu cau duoc phét
trién, hozc 1a nhu cau dat duoc cac thanh tich méi, nhu cau sang tao. Do dic
thi c¢ong viéc it phai di lai nén cac hoat dong vin hoéa, thé duc thé thao can
duogc chl trong hon dé tang cuong sic khoe va thé chat cho nguoi lao dong.
Do d6, cong ty can to chuc cac hoat dong vian héa van nghé, thé duc thé thao

lam cho ngudi lao dong co dong luc 1am viéc tét hon,
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2.4. Panh gia chung vé tao dong luc lao ddng cho cdng nhan san xuit tai
Cong ty Cé phan banh keo Hai Chau
2.4.1. Uu diém

- Tao dong lyc thdng qua tra luong ciia cdng nhan san xuat trong Cong
ty:

Hinh thuc tra lvong theo san pham dam bao duogc tinh chinh xac va
cong bang trong viéc tra lwong cho timg ngudi lao dong trén khia canh vé hé
s6 luong va ngay cong lao dong, khuyén khich nguoi lao dong tich cuc lam
viéc c6 hiéu qua. Ngoai ra con kich thich ngudi lao dong nang cao tinh than
trach nhiém ddi vai cong viéc, khuyén khich nguoi lao dong hop tac, giup d&
nhau trong c6ng viéc chung. Hon thé tao dong luc truc tiép cho lao dong
théng qua tién luong ma ho dwgc hudng, dong thoi khuyén khich nguoi lao
dong phat huy sang kién sang tao, tich cuc cai tién lao dong dé toi wu hoa qua
trinh lam viéc.

- Cac chinh sach thuong dap tng duoc nhu cau va tao dong luc cho
cong nhan san xuét trong Cong ty. Céng ty can phat huy hon nita vai trd cua
noé trong hoat dong san xuat, kinh doanh cua nguoi lao dong dé dat duoc két
qua lao dong cao nhat.

- Céc ché do phuc loi ciing 12 nhiing van dé quan trong dugc Cong ty
chd y. Ché @6 phic loi co ban nhu BHYT, BHXH, BHTN, ché d6 thai san,
6m dau.. va ché do va cac ngay I& Tét quan trong dugc thuc hién day du.

- Cong ty dd tao ra mot méi truong 1am viéc tot, diéu kién 1am viéc
thuan lgi. Cong ty thuong xuyén cang ¢ va xay dung coéng tac Pang, nang
cao tinh than doan két cua tap thé can bo trong Cong ty, quan tim dén doi
séng vat chat cua ho, gilp ho yén tdm va 6n dinh. Khéng chi vay, ngudi lao
dong da tan tuy trong cbng viéc, say mé vai cong tac chuyén mon. Cong ty da
tim ra dugc nhiing chu truong, phuong hudng cong tac trudc mat va lau dai
dung din, c6 bo may t6 chuc hop 1y, co cau té chac gon nhe, mang lai hiéu
qua cao va ¢ muc tiéu phat trién cu thé theo timg giai doan. Cong tac boi
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dudng can by duoc chu trong thuong xuyén, dap tng kip thoi cho cong tac
sap xép, bd tri can bo trong Cong ty phd hop voi qué trinh phét trién cua
Cong ty. Cong ty di xay dung va thiét ké dan cha thdng qua viéc thuc hién
cac noi dung quan Iy bang noi quy, quy ché. Cac noi quy, quy ché nay vira 1a
cbng cu gidm sat hoat dong cua cac phong ban, cac ca nhan theo chuc danh
cong tac, dong thoi né ciling 1a tim guwong phan chiéu hiéu qua san xuat cua
ting ca nhan, timg don vi; nhd d6 moi hoat dong cua cong ty di vao né nép,
dam bao su phdi hop nhip nhang gita cac phong ban chic ning, cac don vi
truc thuoc.

2.4.2. Nhwoc diém

Cong tac quan tri nhan sy duoc thuc hién twong di tét. Tuy nhién xét
trén khia canh tao dong luc thi van con mot s6 han ché nhat dinh:

- Hinh thic tra luong theo san pham chi phan anh s luong vi céng
nhan ty kiém tra chat lwgng san pham cta minh diéu ndy s& dan dén hién
tuong chay theo sé lwong ma khong quan tdm dén chat luong dan dén chat
luong san pham khong dugc dam bao theo yéu cau.

- Muc tién thudéng/nam cua cong ty con thap, chua dén 2 triéu dong
mot nam. Mirc thudng nay chua cé tac dung khuyén khich ngudi lao dong
lam viéc hiéu qua hon.

- Cong ty da da dang dugc cac hinh thire thuong, da co cac ti€u chi
thudng nhung cac tiéu chi nay can co sy thay doi cho phl hop véi dic diém
hién nay. Khi thuong cho cac ca nhan, chi mang tinh chat dinh tinh, woc
luong, chua chinh xac, dic biét 1a trong van dé thuong mua vy trung thu.
Cong ty chua xay dung duoc co so tra lvong thong nhat trong cong ty. Nhing
nam qua, cong ty tién hanh tra thuong moa vy cian cir vao s luong ngudi cia
ting phong ban rdi trich trong phan loi nhuan dé chia thuéng, chir chwa tinh
dén muc do dong gop cua tiing phong. Roi khi mot quy thusong cia phong ban
d6 dugc chia thi viéc chia thuong lai khong théng nhat, chua dugce danh gia
chinh xac ma chi yéu mang tinh cha quan cta ngudi danh gia.
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Co so tinh thuong cudi ndm hién nay cong ty dua trén bang danh gia
thuc hién cong viéc cudi nam, nhung chua xay dung mot cach chi tiét, cu thé
trong ting truong hop.

- Cong tac danh gia thuc hién cong viéc cua cong ty da dugc xay dung
thdng qua cac bang dang gia thuc hién cong viéc cudi nim. Bang dang gia
cling d3 chia ra nhiéu tiéu chi danh gid, van chua cu thé dugc véi mac 1am
nhu thé nay thi diém 1a nhu thé ndo. Ma chi la ang chiing ctia ngudi danh gia.
Vi vay, khong phan biét duoc cac muc khac nhau, tir d6 lam cho két qua danh
gia khong chinh xac. Tiéu chi danh gia cling con thiéu do chua xét dén nhan
t6 phét trién nguoi lao dong, ma day 1a tiéu chi rat quan trong trong viéc danh
gia su phat trién cua nguoi lao dong cling nhu ¢6 nhirng chinh sach hop ly véi
nguoi lao dong do, huéng dao

- Do luc lugng lao dong cua cong ty 16n, nén cong ty van chua thé dap
tng hau hét cac nhu cau vé hoc tap cua nguoi lao dong. Vi vay ma co rat
nhiéu ngudi mong mudn dugc tham gia cac khoa dao tao nham nang cao kién
thire cling nhu ki nang phuc vu tét hon cho coéng viéc van chua duoc thoa
man.

- Céng ty d3 quan tdm dén van dé tao dong luc lao dong, nhung lai
chua chd trong nhiéu dén viéc khuyén khich can bo 1anh dao trong cong ty tu
tao dong luc lam viéc cho minh,

2.4.3. Nguyén nhan

Cong tac tao dong lec cua coéng ty con han ché. D6 1a do hai yéu té
chinh sau:

Thet nhdt: Méi trirong bén ngoai

Trong vai nam gan day, nganh san xuat banh Keo trong nuwdc gap nhiéu
kho khan do :

- Nhiéu doanh nghiép san xuat banh keo ra doi, trong d6 nhiéu doanh
nghiép phéat trién manh
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- Nhiéu co so san xuat banh keo nho 1é dap tng nhanh nhu cau cua
ngudi tiéu dung

- Béanh keo nhap khau tran ngap thi truong

Do d6 cac doanh nghiép trong nudc gap phai rat nhiéu kho khan.
Khong it cong ty di bi giai thé, pha san. Cong ty Cb phan banh keo Hai Chau
cling chiu anh huéng it nhiéu. Do d6, anh huéng dén cong tac tao dong luc
trong cong ty.

Thur hai: Ban than cong ty

- Nhan thic cua ban ldnh dao chwa c6 sy théng nhat cao trong cach
danh gia nhu cau cta ngudi lao dong. Cong ty C6 phan banh keo Hai Chau
hién nay chua tién hanh céc hoat dong dong bo xac dinh nhu cau cua nguoi
lao dong dé 1am cin cu xay dung cac bién phap tao dong luc cho nguoi lao
dong thdng qua viéc thoa man nhu cau. Cong ty chwa thdy duoc nhu cau nao
dang 12 nhu cau cap bach cua timg nhom nguoi lao dong nén gap khong it kho
khan khi xay dung cac bién phap tao dong luc lao dong.

- Viéc xay dung céc chinh sach, ché do lién quan dén quyeén loi vat
chat va tinh than cua nguoi lao déng con mang tinh thu dong; chua manh dan
dau tu tai chinh cho cac cong tac lién quan dén tao dong luc lao dong. Cu thé:
cong ty hién chi thuc hién cac ché a6 phuc loi bat budc, phic loi ty nguyén
con it, chua da dé khuyén khich nguoi lao dong, cac hoat dong vé doi song
tinh than con don diéu, khéng tao duoc két ndi cho ngudi lao dong. Bén canh
d6, cac chinh sach vé luong thuong, chinh sach dao tao ciing con nhiéu han
ché do ngudn vén dau tu cho tao dong luc lao dong khdng nhiéu.
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CHUONG 3
GIAI PHAP TAO PONG LUC LAO PONG CHO CONG

NHAN SAN XUAT TAI CONG TY CO PHAN
BANH KEO HAI CHAU

3.1. Pinh hwéng va muc tiéu phat trién hoat dong ciaa cong ty trong thoi
gian toi
3.1.1. Pinh hwong phat trién

v Vé quy mo :

- Quy mé doanh nghiép: Ting budc phan dau trd thanh doanh nghiép
c6 quy md hoat dong Ion theo tiéu chuan VNR500 tir nim 2018 bang cac giai
phap san xuat kinh doanh hoic dau tu, lién két véi cac doanh nghiép co
thuong hiéu 16n — ¢ thé manh dé cuing hop tac phét trién.

- Nganh nghé San xuét kinh doanh: Pa dang héa cac nganh nghé theo
nguyén tac Rong nhung khong tran lan, trong d6 banh keo, gia vi thuc pham
dong vai tro chu dao; Phét trién thém nhitng dong san pham méi dé dap tng
nhu cau thi truong va phi hop véi nhu cau d6i mai cong nghé cia Cong ty.
Pau tu kinh doanh bat dong san khai thac tiém ning dat dai.

v’ Vé thi truong :

- Tiép tuc cung c6 va khai thac triét dé thi truong truyén théng cua
Cong ty tai cac tinh mién Bic; Cung cd va gia ting thi truong tai c4c tinh
mién Trung; Tiép can, phat trién mot sé thi truong & mién Nam — tién toi xay
dung hé thdng tiéu thu manh rong khap ca nuéc.

- M6 rong mang ludi dai ly phan phdi trén ca 3 dia ban : Thanh thi,
ndng thén va mién ndi; Thu hat su tham gia caa chudi cung ¢ng nhiéu thanh
phan, nhiéu hinh thic (siéu thi, dai ly, ctra hang tién dung, ctra hang tap hoa,
nha hang...) thong qua céac chinh sach hd trg dau tu va ban hang.

v' Vé khoa hoc, cdng nghé : Tiép tuc ddi méi cong nghé va da dang
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hoa san pham, nham khéng ngirng nang cao chat lugng san pham phi hop véi
nhu cau thi trudng. Tap trung nghién cau tng dung tién bo ki thuat vao ché
bién cong nghiép, timg budc tao ra san pham khac biét, giam gia thanh san
pham.

v' Ddu tw phdt trién san pham

- Pau tu phat trién chiu sau, ning cao ning luc san Xuat cac san
pham dang c6 thé manh.

- Pau tu nghién ciru san pham, cai tién cac san pham truyén thong.

- Pau tu phat trién san pham méi

- Dau tu phat trién mot s6 loai nguy@n vat liéu phu tro

- Phét trién thwong mai, dich vy
3.1.2. Muc tiéu phat trién

Muc tiéu phat trién giai doan 2019 — 2022 va dinh huwdng dén nam
2025

Xay dung va phat trién Cong ty C6 phan Banh keo Hai Chau thanh mot
doanh nghiép ¢ quy md 16n, trinh d6 san xuat cong nghé tién tién caa nganh
cong nghiép ché bién thuc pham Viét Nam — nham dat duoc muc tiéu dem lai
gia tri gia ting cao vé doanh thu, loi nhuan cho Céng ty va loi ich cao cho nha
dau tu; Pong thoi tich cuc tham gia tao gia tri chung cong dong.

Muc tiéu chu yéu

- Linh vuc hoat dong: Tap trung vao mét sé nganh nghé tru cot

= San xuat — kinh doanh banh keo, gia vi thuc pham céc loai va mét
s6 dong san pham thuc pham khéc c6 hiéu qua.

= Xuat khau c4c san pham banh keo, gia vi thuc pham.

= Phét trién thuong mai, dich vu.

- Muc tiéu tang truong:

= Tang trudong vé sb luong:
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+ Chi tiéu gia tri san xuat cong nghiép: Giai doan 2019 — 2022 ting
truong binh quan 15,84%/mam; Dén nam 2022 tang 105,19% so véi nim
2018; Bén nam 2025, tang 169,66% so voi nam 2022 — mirc tdng truong binh
quan 10 nam 1a 10,73%/nam.

+ Chi tiéu doanh thu: Giai doan 2019 — 2022 tang truong binh quan
30,60%/nam; Dén nim 2022 tang 254,14% so vo1 nam 2019; Pén nam 2025,
tang 291,62% so v61 nam 2022 — muic tang truong binh quan 10 nam la
16,41%/nam.

+ NOp ngan sach Nha nudc: Giai doan 2019 — 2022 tang truong binh
quan 89,11%/mam; Dén nam 2022, tong gia tri dong gop cho ngan sach nha
nuéc 1a 340,324 ty dong; Tang truong binh quan 10 nam 1a 46,18%/nam.

= Tang truéng vé chat luong

+ Giam gia thanh san pham: Tiét kiém tdi da cac chi phi quan Iy hanh
chinh, chi phi dy trix, chi phi san xuat; Tang cuong dau tu thiét bi ty dong &
nhitng khau san xuat con tha cdng; Quan ly chit ché qué trinh san xuét, giam
tiéu hao nguyén vat liéu; Tinh giam lao dong du thwra, khong hiéu qua...
nham muc dich giam gia thanh san pham tir 5% — 10%, ting hiéu qua san Xxuat
kinh doanh.

+ Tang thi phan: Pén nam 2022 thi phan banh keo cia Cong ty dat
5,49% - tang 29,18% so véi thi phan nam 2019.

+ Loi nhuan: Tang truong loi nhuan truéc thué giai doan 2019 — 2022
14 69,68%.

+ Thu nhap cta nguoi lao dong: 6n dinh, nim sau cao hon nam trudc,
dam bao trén muc luong tdi thiéu Nha nudc ban hanh. Mic ting binh quan
trong 5 nam la 12,66%/nam, dén nim 2025 thu nhap binh quin nguoi lao
dong dat xap xi 11 triéu ddéng/ngudi/thang. Murc ting truong binh quan 10

nam la 12,33%/nam.
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- Muc tidu cé tic:
Co tirc hang nam dy Kién tir 14% va cao hon 14i suét tién giri ngan hang Nha
nuéc cong bé.
3.2. Giai phap tao dong lwe lao dong cho cdng nhan san xuit tai Cong ty
C6 phan banh keo Hai Chau
3.2.1. Nhang gidgi phap tae déng luc lao déng cho cdng nhan sdn Xxudt
théng qua kich thich vat chat
3.3.1.1. Hoan thién cach tinh luong

Pé thuc hién day du nguyén tic phan phdi theo sé lugng va chét luong
lao ddng, cing véi viéc dam bao tinh cdng bang trong viéc phan phdi tién
lwong, tao dong luc cho ngudi lao déng thi phai gan mic d6 dong gop dé
hoan thanh céng viéc ciia cong nhan san xuat vai tién lwong ma ho nhan duoc
thong qua hé sb lao dong (hi). Hé sb nay duoc xac dinh nhu sau:

Céc tiéu chi dé tinh diém danh gia mac d6 hoan thanh cong viéc cua
cong nhén:

- Muc @6 hoan thanh cdng viéc

- Tham nién cOng tac

- Trinh d¢ tay nghé

- S6 sang kién ky thuat

-S4 ngay lam viéc trong thang

- S6 1an vi pham ky luat lao dong

- S6 san pham xau qua cho phép trong thang
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Bang 3.1. Bang danh gia mirc d§ tham gia lao dong cia

C6ng nhan truc tiép san xuat

STT Tiéu chi Mirc do pi¢m

Mirc d hoan thanh cong 100% 20
. viéc 80 — 90% 10

70 — 79%
<70% 0
> 7 nam 15

2 L ) 3 — 6 ndm

Tham nién cong tac
<3 nam 0
. Bac 6 -7 15
Trinh d¢ tay nghe

3 Bac4-5
Bacl-3 0
4 s 4 >3 15

So sang kien ky thuat
4 2-3
<l 0
>26 15
: S6 ngay lam viéc trong 24 — 25 10
thang 21 - 23
<21 0
Lo . 0 10
So lan vi pham KLLD
6 1-3

>3 0
S6 san pham khong dat 0 10
7 | quéa cho phép trong thang 1-3 5
>3 0

Sau khi danh gia s6 diém cho timg nguoi lao dong theo bang tiéu chi

trén, ta xép loai lao dong va xét hé s Hi cho ngudi lao dong theo khung sau:
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Bang 3.2. Bang tinh diém va xép loai

STT Khosng diém Hi
1 Tir 90 — 100 diém 1.3
2 Tir 80 — 89 diem 1.1
3 Tir 70 — 79 diem 0.9
4 Tur 50 — 69 diém 0.7
5 Duéi 40 diém 0.5

Cong thie tinh tién lwong cho timg cong nhan nhu sau:

TLg, = ZDG.i X Q; X hi

Trong do:

+ TLgp: Tién luong cta cong nhan d6 khi danh gia san luong.

+DG;: Pon gia xay dung cho cong viéc i.

+Q;: Khoi lugng cong viéc cong nhan d6 hoan thanh.
+ hi: Hé s6 tham gia lao dong

Viéc xay dung quy trinh ddnh gia mtc d6 dong gop dé hoan thanh cong
viéc ciia mdi cdng nhan phai phan anh dugc chét luong va sé lugng lao dong
thuc té caa timg ngudi do tap thé quyét dinh. Nhimg nguoi c6 hé sb cao phai
1a nguoi co trinh do tay nghé cao, dat ning suat vuot ké hoach dé ra, dam bao
s6 lugng va chat lugng cta san pham.
3.3.1.2. Pa dang cdc hinh thirc thuong

Hién nay cong ty chi méi 4p dung hinh thire thudng hang nam dbi véi
tap thé lao dong. Hinh thirc thudng nay khong mang tinh kip thoi, chua thuc
su tao dugc dong luc cho cong nhan san xuat. Cong ty nén ap dung nhiéu

hinh thtrc thuéng hon nhu:
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Thudng theo quy: Pugc ap dung cho tat ca cac can bo céng nhan vién
lam viéc trong cong ty c6 thanh tich trong lao dong san xuat va cong tac, chap
hanh day du cac noi quy lao dong, quy ché tién lwong, quy ché thi dua thuong
phat theo thang trong quy. Do dic diém tinh hinh san xuat kinh doanh hién
nay ctia cong ty, khoan tién thuéng nay sé dugc cong ty trich mot phan tir quy
luong ctia cong ty dé thyc hién. Cin ctr thuong dua vao két qua danh gia thi
dua hang thang. Cong nhan c6 xép loai thi dua t6t cong don trong quy s& duoc
thudng theo hinh thirc vat chit hodc tinh than hodc ca hai tuy theo diéu kién
ctia cong ty. Thudng cling can phan ra thanh nhiéu mic nham bao dam tinh
cong bang, va tao ra dong luc cho cong nhan phan dau.

Thirong sang kién cdi tién ki thudt, hop 1y hoa san xudt (xét thucng dét
xuat): Hinh thirc thuéng nay duoc ap dung cho nhitng to doi san xuat, nhitng
ca nhan c6 sang kién cai tién ki thuat hodc c6 giai phap to chirc méi cé tinh
kha thi, mang lai loi ich thiét thuc thi don vi d6 bao cdo thanh tich, gt V& hoi
dong thi dua khen thudng xét va dé nghi gidm dbc khen thuong. Muac do
thuong phu thudc vao gia tri sang Kién va diéu kién thuc té caa cong ty.

Thieong hang nam: Hang nam cong ty thuc hién ché do thuong loi
nhuan 6 thang hoic 1 nim. Muc thudéng phu thudc vao két qua hoat dong
san xuat kinh doanh cua cong ty thu duoc (cin cir vao két qua 6 thang hoic 1
nam). Ché do thuong nay cong ty ap dung cho moi phong ban va cac t6 doi
san xuit & cong ty, nhim dong vién cong nhan san xuat thuc hién tét chi tiéu
trong ké hoach san xuét cua cong ty.
3.3.1.3. Céc chinh sach phuc loi

Hién nay Cong ty mai chi 4p dung cac loai hinh phuc loi bat budc va
phuc loi tu nguyén. Dé tao dong luc hon nira cho ngudi lao dong, Cong ty can
da dang cac loai hinh phuc loi, tac gia dwa ra mot sé giai phap sau:

+ Tao ra c&c dich vu co ban cho nguoi lao dong nhu ma& cang tin.
Thong qua viéc lam nay Cong ty vua kinh doanh thém, lai thuan tién cho

nguoi lao dong, ngudi lao dong co thé an udng ngay trong cang tin. Nhu thé
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s& ¢O nhiéu thoi gian dé nghi ngoi, phuc héi stc khoe hon.

+ COng ty nén t6 chirc cac budi tu van vé phap luat lao dong dé nguoi
lao ddng c6 thé hiéu, tin twdng, thuc hién tét nhitng chinh sach ma Cong ty
dua ra. Khi 1am tét viéc 1am nay sé 1a co sé tang cuong Ky luat lao dong, gidp
hoat dong san xuat kinh doanh ciia Cong ty di vao né nép va co quy cu.

+ Pua ra nhitng chinh sach dong vién giap d& nguoi lao dong khi cé
c4c Van dé kho khan phat sinh xay ra gitap nguoi lao dong nhanh chong khac
phuc nhiing khé khan d6 va trg lai cdng viéc. Ngoai viéc trg cap tt cac nhu
cau vé vat chat Cong ty can t6 chtc tham hoi, dong vién nguoi lao dong nham
tao Su tin twong cua lao dong ddi voi Cong ty, gidp ho an tam khi l1am viéc,
gan bé lau dai vai doanh nghiép. Muc chi cu thé phai duoc céng bd cong
khali.

+ Thuc hién ché d6 khen thuong cho con em can bo cong nhan vién dat
thanh tich gioi trong qua trinh hoc tap

Viéc cong ty quan tdm khen thudng, dong vién thanh tich hoc tap cho
con em cé4c can bo cong nhan vién trong cong ty 1a viéc 1am hét suc thiét thuc.
Tir d6 nguoi lao dong sé tu hao hon vé Cong ty khi ho dugc chia sé vé gia dinh,
do d6 s& tao dong luc rat Ion cho nguoi lao dong. Ngoai &p dung hinh thic
thuong bang tién ra, Cong ty co thé thuong bang qua, kém theo gidy khen,
bang khen.

Hién tai Ban lanh dao cdng ty dang tién hanh thuc hién ché do6 Quy
khuyén hoc cho con céi nhan vién dang lam viéc tai Cong ty, cu thé: nhiing
nhan vién ¢ con mdi thang s& dugc hd trg 500.000 d/ thang/ 1 chau , p dung
dén hét 18tudi ( phan Khuyén hoc nay khong duoc coi 1a tingluong).

+ Noi dung cua cac chuong trinh phuc loi can duogc nguoi lao dong
tham gia dong gop ¥ kién nham tao su hung khai cho cac chwong trinh. Vi
phuc loi cho ngudi lao dong nén can tham do y kién cia ngudi lao dong.
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3.3.2. Nhing gidgi phap tee déng luc lao déng cho cdng nhan sdn Xxudt
théng qua kich thich tinh than

3.3.2.1. Hoan thién tao dong luc lao dong qua viéc xay dung maoi trirong lam
viéc hiéu qud va diéu kién 1am viéc thudn loi

Moi trudng va diéu kién 1am viéc anh huong nhiéu dén hiéu qua, tam Iy
lam viéc cua ngudi lao dong. Nhu da phan tich ¢ trén ta thdy rang nhin chung
diéu kien lam viéc cua cong ty kha tét. Nhung cong ty van can phai cai thién
nham 1am cho diéu kién 1am viéc tét hon, 1 dong luc hon nita thuc day su
lam viéc cua doi ngii cong nhan san xuat trong cong ty.

Vé sinh noi lam viéc: do dic diém nganh san xuét luén ton tai nhitng
yéu t6 gay bat loi toi suc khoe NLD nhu ndng burc, tiéng 6n, van dé an toan
va vé sinh lao dong vi vay cong ty c6 thé: vao cac ngay nang, nhiét do cao co
thé cho cdng nhan nghi giira ca 15 phit ubng nudc, nghi ngoi. Tang cuong,
gidm sat chat ché cong tac vé sinh noi 1am viéc dé loai bé phan nao nhiing
yéu té gay bat loi trén tsi sac khoe NLD. Bén canh viéc quan tam dén yéu té
thu nhap dé tao dong luc cho NLD, cong ty ciing can chi trong dén viéc dam
bao thuc hién tot cac giai phép tinh than dé tao va nang cao dong luc thuc day
NLD lam viéc nhu:

- Tao lap bau khong khi tap thé thoai mai, doan két phan dau cho NLD
vi muc tiéu chung cua to chic.

Thiét ké kénh thong tin truc tiép gitra lanh dao va nhan vién: T6 chuc
cac budi giao luu van nghé, ddi thoai nham ting cudng su doan két, gan bo,
hiéu nhau gitta nhimg ngudi lao dong.

- Thiét 1ap hom thu gop y d& NLD c6 thé ndi 1én tdm tu, nguyén vong
cua ho vé cong viéc, phan anh nhiing van dé bét cap hay co thé dé xuat nhiing
sang kién lao dong véi cong ty ma nhiéu khi hop ban truc tiép ho chua noi
hoac kho noi ra.

- Tao diéu kién cho NLD rén luyén than thé va khong ngung van
dong, khuyén khich NLD tham gia tich cuc vao cac hoat dong phong trao cua
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cong ty. Tir d6 giap NLD nhan thay duoc gié tri to 16n cta tinh than dong doi
va dua doanh nghiép hoan thanh cac muc tiéu da dat ra.
3.3.2.2. Hoan thién cong tac danh gia thuc hién cong viéc

Panh gia thuc hién cong viéc 1a mot hoat dong rat quan trong trong hé
théng quan tri nguén nhan lec, nham phan anh chinh xac két qua thuc hién
cdng viéc cua ngudi lao dong, 1am co sé cho nguoi lanh dao dua ra cac quyét
dinh lién quan dén cong tac tién luong, thuong, thing tién, dio tao... Dé nguoi
lanh dao dua ra cac quyét dinh chinh x4c, dam bao céng bang trong ddi xu
gitta nhitng ngudi lao dong doi hoi hé théng danh gia phai duoc thiét ké mot
cach khoa hoc, cé4c tiéu thic danh gia phai day du, cy thé, phuong phap danh
gia hop ly... Trong thoi gian qua, hé thong danh gia dang duoc st dung tai
nhiéu cong ty ciling nhu tai Céng ty C6 phan banh keo Hai Chau con boc 16
nhiéu han ché. Vi vay, tac gia xin dé xuat mot sé giai phap nham hoan thién
hé thong danh gia thyuc hién cong viéc tai Cong ty nhu sau:

* Xdc dinh rd muc tiéu danh gid.

Muc tiéu danh gia co vi tri rat quan trong trong qua trinh danh gia, vi
muc tiéu danh gia s& quyét dinh toan bo hé théng danh gid, tir viéc xay dung
c4c chi tiéu, tieu chuan danh gia dén hé théng thong tin phan hoi két qua danh
gia. Trong thoi gian vira qua, viéc danh gia chi nham mot muyc tiéu duy nhat
la dé tra tién luong, tién thuong. Do d6 hé thong cac chi tiéu, tiéu chuan,
phuong phap danh gia...déu chi xoay quanh phuc vu cho cong tac tra luong,
thuong. Theo tac gia, muc tiéu bao trum cia danh gia thuc hién céng viéc
khéng chi 1a do luong két qua thuc hién ma quan trong hon va khé khin hon
la phai phat hién duoc tiém ning ctia ngudi lao dong. Tir d6 c6 nhing giai
phap phu hop dé khai thac cac tiém niang cta ho. Vi vay xem xét mot cach cu
thé, viéc danh gia can gan vai 3 muc tiéu cua quan ly 1a:

a/ Muc tiéu kinh té: dung két qua danh gia dé tra luong, thuong. ..

b/ Muyc tiéu hanh chinh: thang tién, thuyén chuyén, sa thai nguoi lao
dong...
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¢/ Muc tiéu dao tao: so sanh cac kién thuc, ky ning gitta yéu cau va
thuc té, nham phat hién ra nhitng nhu cau can duoc bd sung dé tir d6 xay
dung ké hoach dao tao va phat trién nguén nhan luc

MJ3i mot muc tiéu néu trén s& chi phdi toan bo hé théng danh gia (tur
xéc dinh céc chi tiéu, tiéu chuan dén do luong két qua, lya chon phuong phap
danh gid v.v...)

* Thiét ké cac chi tiéu danh gid ddy du, chi tiét

T muc tiéu danh gia can hoan thién viéc xay dung hé thong cac chi
tiéu danh gia phu hop voi muc tiéu quan ly. Muc dich cta hé théng danh gia
la phan &nh chinh xéac va cong bang két qua thuc hién cong viéc cia ngudi lao
dong ddng thoi phét hién ra nhitng tiém ning cua ngudi lao dong. Dé dat
dugc didu nay doi hoi cac chi tiéu danh gia phai dugc xac dinh day du, chi
tiét, dua vao cac ban phan tich céng viéc, song can bo sung thém céc chi tiéu
nham phat hién ra cac tiém ning cua ngudi lao dong. Vi du, ¢ thé thém céc
chi tiéu sau: kha nang ap dung céc kién thic va ki nang; Pham chat; Moi
quan hé véi dong nghiép...

* Lwa chon phwong phdp danh gia phu hop va khoa hec

Phuong phap danh gia phu hop nhat ddi voi Cong ty hién nay la
phuong phap thang do danh gia dd hoa. Viéc danh gia s& do 2 nguoi thyuc hién
d6 chinh 1a ban than nguoi lao dong tu danh gia vé két qua thuc hién cong
viéc cia minh va nguoi lanh ddo truc tiép danh gia.

Trinh tyu tién hanh nhu sau:

e Buwdc mét, Tir c4c chi tidu dénh gia da dugc thiét ké ¢ trén, tién hanh
phan bo tong diém vao t6i da cho ting chi tiéu theo nhitng trong sé nhat dinh.

e Buwoéc hai, tién hanh danh gia mic d6 hoan thanh cong viéc cua
ngudi lao dong va cho diém tuong tng véi mbi chi tidu danh gia.

Viéc danh gia két qua thuc hién cong viéc nén do ngudi lao dong tu

danh gia va su danh gia cua ngudi quan Iy truc tiép. Boi vi nguoi quan Iy truc
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tiép 1a nguoi hiéu 18, do d6 c6 thé danh gia chinh xac nhan vién ctia minh.
Hon nita trong Viéc trao d6i thong tin danh gia s& duoc thuan loi hon.

Can clr vao c4c tiéu chuan danh gia, nguoi danh gia s& cho diém tuong
ting két qua thuc hién cong viéc cua nguoi lao dong ¢ ting tiéu thirc danh gia.
Cudi cuing sé tinh ra duoc s diém tong hop cia mdi nguoi lao dong.

e Bworc ba, xt ly thong tin sau khi danh gia.

Sau khi danh gia, s& thu dugc tong s6 diém do ngudi lao dong ty danh
gia va s6 diém do nguoi lanh dao truc tiép danh gia doi voi két qua thyc hién
cong viéc caa mdi nhan vién

Theo tac gia, thi két qua s6 diém do nguoi lanh dao tryc tiép danh gia
s& duoc sur dung dé qui ddi sang thtr hang va hé sé thanh tich. Con s6 diém do
nguoi lao dong tu danh gia s& duoc sir dung dé tham khao va so sanh véi két
qua danh gia ctia ngudi sir dung lao dong. Trén co so d6 1am co so dé giai
thich, trao d6i, phan hoi thong tin gitta ngudi lao dong va ngudi 1anh dao truc
tiép khi c6 su chénh léch vé két qua danh gia nham c6 su danh gia chinh xac
nhat.

Téc gia dé xuat mau phiéu danh gia thuc hién céng viéc theo phu luc 3
dé Cong ty xem xét ap dung.
3.3.2.3. Nang cao hiéu qud céng tdc dao tqo, phat trién nhan lyc

Tu nhitng phan tich vé cong tac dao tao va phat trién nguon nhan luc ¢
chuong II, tic gia dé xuat mot sb giai phap nhu sau nham hoan thién cong tac
dao tao tai Cong ty C6 phan banh keo Hai Chau tir d6 gbp phan vao viéc xac
dinh chinh x&c nhu cau dao tao cia ngudi lao dong, lya chon ding nguoi can
dao tao dam bao sy cdng bang, nhd d6 nang cao dong luc 1am viéc cho nguoi
lao dong.

* Hoan thién phwong phdp xdc dinh nhu cdu dao tao.

Xéc dinh nhu ciu dao tao phai xuat phét tir ydu cau caa cong viéc chir
khéng phai xuét phat tir nhu cau caa ngudi lao dong. Viéc xac dinh nhu cau
dao tao & cac cong ty chu yéu dya vao kinh nghiém caa nha quan Iy va nhu
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cau dugc ddo tao cua nguoi lao dong, tir d6 wdc tinh s6 lao dong can tuyén va
dua di dao tao ma chua c6 quy trinh cu thé théng nhét.

Do vay, trudc hét ngudi cong ty phai hoan thién cac cin cir dé xac dinh
nhu cau dao dao. Cac cin cir 46 bao gdom:

+ Phan tich muc tiéu, ké hoach chién lugc phét trién san xuét kinh
doanh cua cdng ty, du kién bién dong nhan sy cua tirng bd phan dé nham xac
dinh nhu cau dao tao cua ting bd phan, sé lugng can dao tao 1a bao nhiéu, noi
dung dao tao dé co thé hoan thanh céac ké hoach dé ra

+ Két qua so sanh giira ning luc, trinh d6 hién c6 cia ngudi lao dong
véi nhitng yéu cau cua cong viéc vé kién thac ki nang, tir 6 xac dinh duogc
nhitng thiéu hut vé kién thic k§ ning cua ngudi lao dong ma cé thé cai thién
thong qua dao tao.

+ Hoc tap, nang cao trinh do ciing 1a mot nhu cau caa chinh ban than
nguoi lao dong, dong thoi nguoi lao dong 1a ngudi biét rd nhat minh dang
thiéu hut nhung kién thiic k§ nang gi. Do d6 khi tién hanh xac dinh nhu cau
dao tao ciing can thu thap nhu cau tir phia nguoi lao dong, qua dé ciling phan
nao théa man nhu cau hoc tap cua ngudi lao dong, tao ra dong luc hoc tap va
lam viéc cho ho.

Pé xac dinh nhu cau dao tao dua trén co so S0 sanh két qua gitra trinh
d6 hién c6 cua nguoi lao dong véi yéu cau caa cdng viéc thi cong ty co thé
tién hanh nhu sau:

Budéc 1: Xac dinh cac kién thuc, ki ning can thiét dé thyc hién cong
viéc. Cac kién thirc Ky nang nay c6 thé xac dinh cin cir vao ban yéu cau cua
cong viéc ddi véi nguoi thuc hién, tham khao y kién cac chuyén gia, nguoi
quan Iy ¢d kinh nghiém va c6 thé 1a chinh ban than ngudi lao dong.

Phan nhom céc tiéu thiic ndy theo cac mirc d6 yéu cau doi hoi doi hoi
cua ting kién thire K nang d6 trong qua trinh thuc hién cong viéc. Vi du nhu
c6 thé chia thanh 4 mirc: 0 diém (khong biét) — 1 diém (hiéu biét rat it) — 2
diém (hiéu biét & mirc do trung binh) — 3 diém (hiéu biét sau)
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Budéc 2: Xac dinh mic do yéu cau cia ting kién thic ki nang va ding
diém dé biéu hién mic do yéu cau d6. Tir d6 hinh thanh dudng ning luc can
thiét cho tirng vi tri céng viéc

Bwéc 3: Panh gia kha niang dap ¢ng cac yéu cau vé kién thic ky ning
ctia ngudi lao dong theo céc tiéu chi ¢ trén va dung diém dé biéu hién mic do
tuong Gng. Tir d6 hinh thanh dudng ning lyc thuc té cua nguoi lao dong.

Buwéc 4: Xir ly thdng tin. Két qua so sanh giita dudong nang luc thyc té
va dudng ning lyc can thiét s& chi ra nguoi lao dong con yéu & nhiing kién
thic va k§ nang nao. Trén co s& d6 xac dinh duoc nhu cau dao 1a gi va dao
tao & mirc do nao.

* Xay dung cac tieu chudn dé \lwa chon déi twong dao tao mét cach
chinh xac va cong bang

Hién tai céng ty van chua xay dung cac tiéu chuan cy thé 1am can ctr dé
lya chon di tuong cur di dao tao ddi vai hinh thire dao tao ning cao trinh d6
cho ngudi lao dong ma hoan toan do nguoi lanh dao quyét dinh. Do d6 nhiéu
khi dan dén dao tao khong chinh xac, gay lang phi, ngudi lao dong cam thay
khong duoc dbi xir cong bang. Do vay, cong ty can tién hanh xay dung céac
tiéu chuan lra chon déi tuong dao tao dua trén cac co sd sau:

- Muc tiéu, va ndi dung khoa dao tao. Nguoi dugc lua chon cur di dao
tao 12 ngudi dang c6 nhu cau can dao tao vé cac kién thuc k§ niang ma khoa
hoc cung cap dé phuc vu cho céng viéc.

- Uu tién dao tao nhitng ngudi c6 két qua thyc hién cdng viéc tét, co
kha ning phat trién trong twong lai.

- Bit budc nguoi c6 két qua 1am viéc thap, chua dap tng duoc yéu cau
cong viéc do thiéu hut cac kién thic, k§ nang ma cé thé bu dap théng qua
khoa dao tao nham cai thién két qua 1am viéc cua ho

- Xét duyét cho nhimg ngudi c6 nhu cau nguyén vong hoc tap ma viéc
dao tao ho c6 tac dung 16n ddi véi cong ty.



97

* Thiét ké cong cu ddnh gid hiéu qud céng tic dao tgao mgt cach toan
dign

Pé danh gia chinh xac hiéu qua cong tac dao tao tir d6 c6 nhing bién
phap nang cao hiéu qua cong tac dao tao dap ung nhu cau vé lao dong chat
lugng ciing nhu théa mdn nhu cau hoc tap cua ngudi lao dong thi ngoai chi
tiéu danh gia thong qua két qua hoc tap cua ngudi lao dong nhu hién nay,
cong ty nén danh gia thong qua phan anh cua hoc vién, gido vién va nguoi
quan Iy vé cac khoa dao tao.

Cac budc tién hanh:

Thi# nhdt, xay dung hé thdng céc chi tiéu danh gia bao gdom:

- Nhom chi tiéu trong qua trinh dao tao

+ Murc d6 phu hop cua ndi dung chuwong trinh dao tao

+ Mtrc d6 d6i méi vé kién thtc, ky ning duoc dao tao

+ Mtrc 6 phi hop vé thai gian cua khoé hoc

+ Chat luong ctia d6i ngii gido vién

+ Murc d6 phu hgp cua phuong phap giang day

+ Mirc @6 phl hop cua kinh phi dau tu cho khoa hoc.

+ Céac diéu kién phuc vu cho cong tac dao tao v.v....

- Nhom chi tiéu sau khi dwgc dao tao:

+ Mirc do sir dung kién thie duge dao tao vao trong cong viéc

+ Mirc @6 ning cao ning suét, chat luong cong viéc cua ngudi lao dong
sau khi duoc dao tao

+ Muc do nang cao vé tién luong va thu nhap cua ngudi lao dong sau
khi duoc dao tao

Hai la, Phuong phap danh gia duoc st dung la phuong phap phong
van, diéu tra bang bang hoi véi cac cau hoi dugc thiét ké san ddi véi cac doi
tuong dugc tham gia dao tao

Vi du vé mau phiéu phong van danh gia cong tac dao tao déi voi nguoi

duoc dao tao:



Phiéu 1. Panh gia hiéu qua cong tic dao tao

I. Thong tin chung

TEN KNOA NOC: ..o

I 2 o YO A <] o TR

IL. Panh gia vé khoa dio tao

1/ Anh/chi vui 10ng cho biét nhitng thay doi sau khi tham gia dao tao

(Tich dau x vao 6 twong ung vai y kién cua anh/chi)

Khong
dong y

Khong co
y kién rd
rang

pong

Hoan
toan
dong y

Cé thém nhiéu kién
thiec maoi

C6 nhiéu k§ nang moi

Hiéu 13 hon vé cong
viéc, nhiém vu va trach
nhiém

Yéu thich cong viéc

hon

Tu tin hon khi lam viéc

Hop tac voi dong
nghiép tot hon

Két qua thuc hién cong

viéc tét hon
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2.Y Kién déng gop ciia 6ng/ba dé hoan thién cong tic dao tao dwoc tot hon
a. Vé cong tac xac dinh nhu cau dao tao va lya chon dbi tuong dao tao.

d. V& NhENG KIEN NGNE KNAC...........ieieeeceeeeeeeeeeeeee et
Xin chén thanh cam on hop tac cua anh/chi!
3.3.2.4. T6 chirc, ddy manh phong trao thi dua

Céac hoat dong phong trao bé noi, cac phong trao thi dua, phong trao
vin nghé, thé duc thé thao... truéc nay déu duoc cdng ty quan tam, tuy
nhién cong tac nay can duoc ddy manh va nang cao hon nita. Boi Vi, cac
hoat dong nay cé tac dung kich thich rat 1én vé mit tinh than cho NLD.
Mot s giai phap dé ra nhim ting cudng phong trao, hoat dong doan thé
va thi dua trong don vi d¢ la:

- Hang quy hoic hang nam, Cong ty nén to chirc Hoi thi lao dong
gioi dé kich thich tinh than hoc hoi ctia NLD, tao diéu kién cho NLD tham
gia cac phong trao do cong ty phat dong, to chirc thim hoi, giao luu vin
nghé, thé thao dic biét dbi vai cac doanh nghiép khac.

- Céc phong trao thi dua can phai huéng vao san xuat va doi séng;
phai ¢6 muc tiéu, chi tiéu, hinh thuc to chirc, bién phép cu thé. Pong thoi,
cac phong trao thi dua phai thiét thuc va duoc su ung ho cua tap thé lao
dong. Cong ty can da dang hoa cac hinh thic thi dua, phong phu cac ndi
dung thi dua. Ngoai ra, cac phong trao can phai c6 nhitng phan thudng
kich thich déng thoi két qua ciing can duoc danh gia mot cach cong bang
va cong khai. Piéu nay c6 tac dung lén vé mat tinh than cho NLD, giup
ho c6 thoi gian tham gia nhiéu hoat dong bd ich va gép phan ting dong

luc lao dong.
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3.3.3. Cac gidi phap khac
3.3.3.1. Sy cam két ciia lanh dao trong cong ty

Lanh dao 13 nhilg ngudi quan trong nhét trong cong ty, cong ty co
phat trién, c6 di ding hudng hay khong déu do 1anh dao trong cong ty. Vi
vdy, lanh dao 13 qua trinh gy anh hudng va dan dat hanh vi cia c4 nhan hay
nhém ngudi nham hudng t6i muc tiéu cua t6 chic.

Lanh dao trong cong ty ¢ tam nhin va chién lugc rd rang rang ho c6
nhirng muc tiéu gi, mubn dat duge muc tiéu gi? Va ho c6 su cam két dbi voi
cac lao dong trong cong ty phan dau hoan thanh muyc tiéu d6 va mong doi ¢
nguoi lao dong trong cong ty sé thuc day lao dong ciling phan dau hét minh dé
hoan thanh. Lanh dao cong ty ciing lam cho khdi cong nhan san xuit nhan
thirc duoc réng ho dong vai tro quan trong trong viéc dat dugc cac muc ti€u
clia to chc.

Déi méi cdc phirong phdp nghién cieu nhu cdu cia céng nhdn san xudt

Nghién ctru nhu cau ciia ngudi lao dong 1a mot budc quan trong trong
cong tac tao dong lyc ctia cong ty. Néu nghién ctru vé nhu ciu ctia cong nhan
san xuat mot cach ding dan va nim rd dugce nhimg nhu cau ay thi can bo
chuyén trach vé tao dong luc mai c6 thé dua ra nhitng chinh sach phu hop. Co
thé dung cac phuong phap nhu: sir dung bang hoi, quan sat, phong van truc
tiép... dé tim hiéu nhu cau ci nguoi lao dong. Tuy nhién, can phai d6i mai
cac phuong phap lién tuc giup cho cong nhan san xuit cam thdy méi la va
thich thu, tranh dung mot phuong phap khién nguoi lao dong cam thay nham
chan. Tir d6 két qua thu duoc s& chinh xac.
3.3.3.2. Thuong xuyén t6 chirc xdy dung chi dé sang kién, cdi tién

Mdi nguoi cong nhan san xuét chi khi nao ho théy minh that su gén bo
vé6i t6 chire, yéu thich cong viéc ma ho dang lam thi méi c6 thé nghi ra cac
sang kién, cai tién trong cong viéc dé nang cao két qua san xuat kinh doanh.
Hang thang hodc quy cong ty nén to chic xdy dung cac chu dé vé sang kién,

cai tién ki thudt nham tao co hdi dé cong nhan san xuat the hién tinh sang tao,
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nang dong trong cong viéc ciia minh nham gitp cong nhan san xuat nang cao
dong luc lao dong.
3.3.3.3. Xay dung van hoa doanh nghiép

Vi mdi doanh nghiép khac nhau s& xay dung riéng cho minh nhiing
ban sic khac nhau anh huéng bai dic diém nganh nghé san xuat, moi truong
lam viéc, méi truong séng; tat ca nhimg gi lién quan dén doanh nghiép déu
hinh thanh nén vin hoéa cta té chizc. Mdi lao dong 12 mot cé thé nhat dinh, co
suy nghi, tinh cam, cam nhan, quan diém hoan toan, khac nhau. Tuy nhién,
khi ho 1am viéc trong t6 chic thi ho ludn mong muén duoc l1am viée, duoc
quan tam, duoc thé hién cai “t6i” cua riéng ca nhan minh trudc tap thé. Véi
nhitng doanh nghiép nao ma ngudi lao dong phat huy duoc cai “toi” riéng dy
thi s& 1am cho ngudi lao dong c6 cam nhan vé vi tri va chd dang cia minh
trong t6 chic.

Pé xay dung vian hoa doanh nghiép, cong ty c6 thé ap dung cac bién
phap sau:

Vao cudi nam hay cubi mdi quy, cong ty nén c6 buoi tong két va phat
hanh cudn so tay c6 ndi dung: Trong cong ty dang trién khai &p dung céc
chinh sach gi? va nhiing chinh sach d6 lién quan dén quyén loi va loi ich cua
nguoi lao dong nhu thé nao? Két qua hoat dong san xuat kinh doanh cua cong
ty ndm qua, nhitng mit da dat duoc ciing nhu nhitng han ché con ton tai can
khic phuc, biéu duong, khen thudng nhimg cong nhan dat thanh tich xuat sic
trong ndm qua, néu ra phuong hudng hoat dong va muc tiéu can dat dugc
trong nam tiép theo dac biét 1a muc tiéu san xuét khbi lugng san pham va muc
tiéu thu san pham can dat duoc.

Hang nam cong ty nén it nhat phai t6 chiic mot ky dai hoi cong nhan
vién chtic trong toan cong ty dé tao diéu kién cho khbi cong nhan san xuat co
co hoi trao doi tryc tiép, thang than véi ban lanh dao cong ty, véi dong
nghiép vé tam tu, nguyén vong khic mac caa minh vé cac chinh sach dbi véi
cong nhan san xuat cling nhu nhitng y kién dong gop xay dung cong ty ngay



102

mot tét hon. Thém vao d6, cong ty co thé td chirc cac cudc thi tim hiéu vé
tong cong ty, cong ty, cac cudc thi sang tao, cai tién ki thuat va co nhiing
phan thuong thich dang ddi voi cac dong gop cuia cong nhan san xuét cho
cong ty.

Bén canh d6 cong ty can chi y to chic cac hoat dong van nghé thé
thao, c4c cudc giao luu gitra cac cong ty, cac phan xudng véi nhau dé anh em
cong nhan hiéu vé nhau hon, qua d6 ¢ thé trao doi nhiing kinh nghiém trong
san xuat, trong doi séng hang ngay.

Hon nita, thai do 1am viéc cta nhiing nguoi 1anh dao c6 anh huong rat
nhiéu dén thai do 1am viéc cua cip dudi, vi theo quan niém cua ngudi lao
dong thi 1anh dao phai la nhitng nguodi guong mau. Do d6, anh hudéng cua
lanh dao 14 rat 16n. Vi vay, cac truong phong ban - nhitng ngudi truc tiép 1anh
dao nhan vién trong cong ty phai ty minh nhan thirc duoc tim quan trong ay
dé cd cach giao tiép, ung xtr, phong cach 1am viéc hop Iy vai vi tri minh dang
dam nhan, khong nén qué cang nhic, ma phai thong qua cach 1am viéc cua
minh noi cho nhan vién cia minh thay phai 1am viéc nhu thé ndo. Mot nguyén
tac 1a nguoi 1anh dao phai hda minh, séng cung vai tap thé thi méi tao dugc
niém tin, tao ra duoc su than thién - khdng cd khoang céch giira nguoi 1anh
dao va nhan vién. Xay dung mdi quan hé than thiét, binh dang giira nhiing
nguoi lao dong trong cong ty nham muc dich tao nén mot tap thé quan tam,
doan két gitp d& 13n nhau trong cdng viéc, tinh c¢éng bang dbi voi cac nhan
vién trong doanh nghiép, tir d6 tao nén mét tap thé doan két, hd trg 13n nhau
nhim dua cong ty phat trién 16n manh hon va ngay cang phat trién trén
thuong truong.

Cong ty nén chu dong tuyén dung cac céng nhan mai dung vao chuyén
nganh dao tao, c6 ning lyc dé bd sung cho nhitng vi tri con thiéu, con yéu
trong cac bd phan. Cong ty co thé lién két vé6i cac trudng ddo tao nghé tuyén
sinh dé c6 duoc doi ngii lao dong co6 trinh do trong tuong lai; khuyén khich

sinh vién vé cong ty thuc tdp nham c6 co hoi phat hién va thu hat nhitg nhan
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luc gioi. Thuc té hién nay cho thay gin két dio tao gitta nha trudng va doanh
nghiép c6 nhiéu vu diém 13 nguoi hoc nghé dugc hoc nhitng nghé phu hop
v6i nhu cau thyc té cua doanh nghiép. Céac kién thirc va k¥ ning nghé ma
nguoi hoc tiép thu duoc dap tng duogc loi ich cua ca nguoi hoc va ngudi sir
dung lao dong. Ngudi hoc nghé ngoai viéc hoc 1y thuyét nghé, dugc thuc tap
ngay trén cac may moc, thiét bj dang duoc sir dung tai cong ty. Day ciing 1a
mot huéng di ma cong ty nén ap dung dé co6 duoc nhitng lao dong co trinh do
chuyén mon tdt nhat phuc vu cho cong viéc.

Nha quan tri can tao ra tinh hap dan cia cong viéc nham tao nén sy
théa man doi véi cong viéc cua nguoi lao dong. Pé thuc hién duoc diéu d6
can dwa vao nhimg dic diém tdm 1y ¢4 nhén, tinh cach ctia ngudi lao dong dé
sap xép cong viéc phu hop véi ho. Khi ngudi lao dong nhan duoc cong viee
phu hop v61 kha nang, s¢ truong cua minh thi hg sé phat huy nang luc lam
viéc ciia minh mét cach tdi da. Nhitng cong viéc co tinh thach thuc sé 1a dong

luc t6t cho ngudi lao dong phan dau hoan thién minh.
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KET LUAN

Dé mot doanh nghiép c6 duge chd dung vimg chéc trén thi truong, diéu
dau tién, doanh nghiép can phai xac dinh duoc diéu gi 1am nén thanh cong
cho doanh nghiép? D6 chinh 1a sy khac biét gitta san pham ctia ho va nhimng
san phém khac cung loai c6 mat trén thi truong. Su khac bi¢t d6 co thé 1a chat
luong san pham, hinh thirc hay gia thanh san pham. Va yéu té tao nén su khéc
bi¢t chinh 1a con nguoi. Con nguoi, vl khd nang sang tao vo han, 1a chia
khoa 1am nén thanh cong ctia moi to chirc, mdi doanh nghiép trong nén kinh
té thi truong. Mot doanh nghi€p véi doi ngili lao dong tan tam, trung thanh, cé
kién thic s& c¢6 duge mot sirc manh téng hop dé phat trién manh mé&. Mudn
khai thac duoc ngudn tai nguyén quy gia d6, nha quan tri phai nghién cau vé
quan tri nguon nhan luc. Quan tri ngudn nhan luc s& gilp cac nha quan tri
cach tiép xdc vai nhan vién, tim ra nhitng ngdn ngir chung véi cac nhan vién,
biét duoc nhitng nhu cau va danh gia chinh xac kha nang cua ho, biét cach 16i
cubn nhan vién say mé vai cong viéc, tranh nhitng sai 1am trong tuyén chon
va st dung lao dong, nang cao chat luong thuc hién cong viéc tir d6 giap
doanh nghiép thuc hién dugc muc tiéu cudi ciing cta minh 1a ting loi nhuan,
tang hiéu qua san xuat kinh doanh.

Cong tac tao dong luc cho nguoi lao dong la mot cong viéc phic tap,
kho khan va lau dai, khong thé nhanh chéng hay voi vang. Céc giai phap dua
ra khong thé thuc hién don 1é timg phuong phap, ma phai thuc hién thong
nhat tir trén xuéng dudi dat duoc hiéu qua nhat dinh. Nhiing giai phap nay,
tac dong dén ting mat, ting khia canh ctia mdi to chic, vi thé mudn tao ra
dugc mot té chirc manh vé moi mat thi cac giai phap trén phai dugc su dong
nhat, quan tdm cua moi ngudi lao dong trong cong ty.

Véi mot sb giai phap ma tac gia dua ra trong bai viét nay, du chi mang
tinh chat ly thuyét song tac gia ciing mong no c6 thé c6 nhimng dong gop nhat
dinh dbi vé6i cong tac quan 1y lao dong va cong tac tao dong luc cho cong
nhan san xuit tai cong ty. Hi vong vo1 su cd géng, nd lyc cua toan bd
CBCNV, Céng ty C6 phan béanh keo Hai Chau s& dat duoc nhitng két qua kha

quan trong tuong lai.
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PHU LUC
Phu luc 1:

BANG HOI VE TINH HINH TAO PONG LUC

Véi muc dich khao sat vé viéc tao dong luc cho cdng nhan san xuat tai
Cong ty Cb phan Banh keo Hai Chau, t6i rat mong anh (chi) cung cap thdng
tin bang cach tra 1oi cac cau hoi dudi day. Moi thong tin anh (chi) cung cap
déu c6 ¥ nghia quan trong ddi véi ching toi. Thong tin chi sir dung dé khao
sat, khdng str dung vao viéc khac.

Cach thuc tra loi:
Ghi chép, danh dau X hogc khoanh tron vao phuong an thich hop.

I. THONG TIN CA NHAN

Cau hoi Tra loi

Ho va tén (khong bét budc)

(1061 tinh oNam o Nu

Tubi 0<30030-45 0>45

0 So cip va CNKT o Trung cap

Trinh do 0 Cao dango Pai hoc

0 Can bd quan Iy o Nhan vién phong ban

Thudc d6i tuong cong tac . v
ue NE Cong 0 Lao dong truc tiép

o<5nam oO5-10nam

S0 nam cong tac ol0-15nam o> 15nam




1. NOI DUNG KHAO SAT
1. Xac dinh thi bac nhu ciu

Anh (chi) hay danh gia diém bang cach danh dau vao 6 thich hop:(5 1a
quan trong nhdt 1 1a it quan trong nhdt)

STT Tiéu chi 112 (3|45

Thu nhép cao

Cong viéc on dinh

Diéu kién lao dong tot

Co hoi hoc tap nang cao tay nghé

Co hoi thing tién trong cong viéc

O OB W | DN |-

Cong vi¢e thu vi, thach thuce

Cong viéc phu hgp véi khd nang s
truong

2. Danh gia vé cac hoat dong tao dong lwe lao dong

Anh (chi) hdy thé hién quan diém cta minh bang cach danh diu vao 6
thich hop véi cdc mirc dugc quy dinh nhu sau:

1. Hoan toan khéng dong y
2. Khong dong y

3. Binh thuong

4.Ddng y

5. R4t dong y



2.1. Pdnh gid ciia ngwoi lao dong vé danh gid thuc hign cong viéc

Mirc do
Tiéu chi 1|2

Hiéu rd duoc két qua thuc hién cong viéc danh gia nhu thé
nao

Tiéu chuan danh gia thuc hién cong viéc 15 rang, hop 1y

Panh gi4 thyc hién chinh xac, cong bang

Chu ky danh gia thuc hién cong viéc hop ly

Ludn co6 sy phan hoi vé két qua thuc hién cong viéc

Cong ty ludn thira nhan thanh tich dong gop bang hanh
dong cu thé

Hai long v6i1 cong tac danh gia thie hién cong viée

2.2 Ddnh gid vé cac hogt dong tao dong lwe lao dong

STT Cau hoi 12

1 | Anh (chi) hai long véi cong viéc hién tai

9 Cach tmg xir, thai do cua Lanh dao, quan 1y doi
vO1 nhan vién rat than thién

3 Duogc trd luong xung dang cho trach nhiém va
chat luong cong vigc
Muc luong hi¢n tai ddm bao cudc séng cua ban

4 A a
than va gia dinh

¢ | Nhan dugc phic loi t6t ngoai tién lwong (vi du chi
phi di lai, an uong, nghi mat...)
Ché do tién thudng tai cong ty dem lai hiéu qua,

6 . , Ny TR
kich thich nguoi lao dong lam viéc

7 Tién thuong dam bao su coéng bang giita nhiing
nguoi lao dong

8 Anh chi c6 hai long vé to chirc phuc vu va diéu
kién noi lam viéc




9 Cong ty thuong xuyén t6 chirc phong trao thi dua,
van hoa - thé thao - van ngh¢
10 Anh chi c6 hai 10ng vé chinh sach dao tao va phat
trién nghé nghié¢p
11 Pugc tham gia cac khéa huan luyén can thiét dé
lam vi¢c hi€u qua
12 Puoc tham kham va cham lo stuc khoé thuong
Xuyén
Puoc cung cip ddy du co sd vat chit & thiét
13 | .. A RN
b1 bao ho lao dong & no1 lam viée
Bau khong khi tdm 1y lam viéc thuan loi,
14 e e
than thién, thoai mai

Anh (chi) c6 d& xuat gi thém dé tao dong luc cho can b céng nhan
vién tai Cong ty C6 phan banh keo Hai Chau:

Xin chéan thanh cam on sy hep tac ciaa ca Anh (chi).




Phu luc 02:

BANG TONG HQP KET QUA PHIEU PIEU TRA

NQI DUNG KHAO SAT

1. Xac dinh thir bac nhu cau

Anh (chi) hay danh gia diém:(5 la quan trong nhdt 1 1a it quan trong

nhat)

. Pi¢m | Thir
STT Tiéu chi 1| 2 3 4 5 TB | hang
1 | Thu nhap cao 3|7 65|01 184] 427 1
2 | Cong viéc on dinh 51 9 [100|125|111| 3.94 | 2
3 | biéu kién lao dong tot 12 | 18 |158| 91 | 71 | 355 | 3
4 | ©o hoihoc tap nang cao tay | gq | 101 | g4 | 48 | 18 | 239 | 5

nghé

5 Si‘gch‘-“ thang tién trong cong | 59 | g5 | 11g| 59 | 39 | 2.90 | 4
6 | Cong viéc tha vi, thach thiue | 75 | 171 | 67 | 25 | 12 | 2.22
7 | Cong vice phu hop vo1 khd | g, | 1581 78 | 37 | 16 | 240 | 6

nang so truong

thich hop véi cdc mirc duoc quy dinh nhu sau:

2. Panh gia vé cac hoat dong tao dong lwe lao ddng

Anh (chi) hay thé hién quan diém cta minh bang cach danh dau vao 6

1. Hoan toan khéng dong y

2. Khong dong y
3. Binh thuong
4.Pongy

5. Rat dong y




2.1. Ddnh gid ciia ngwoi lao déng vé danh gid thuc hién cong viéc
Tiéu chi Mirc do 112|345
Hiéu rcz dl‘l’QC két qua thuc hi¢n cong viéc danh gia 181 22 | 37 | 1221151
nhu thé nao
;1;,/16u chuan danh gia thyc hi¢n cong vi¢c rd rang, hop 261148 36 | 115 | 26
Panh gia thyc hién chinh xac, cong bang 27 [114| 95 | 81 | 33
Chu ky danh gia thyc hién cong viéc hop ly 34| 70 | 66 |121| 59
Ludn c6 su phan hoi vé két qua thuc hién cong visc |41 |118 | 66 | 95 | 29
C\ong t}ﬂl luén thu;.’a nhan thanh tich dong gbép bang 36| 72 | 79 | 126 | 37
hanh dong cu thé
Hai long v6i cong tdc danh gia thirc hién cong viéce 52| 72 |101| 96 | 29
2.2. Pdnh gid vé cac hoat déng tao déng lwe lao dong
STT Cau hoi 1] 2 314 |5
1 | Anh (chi) hai long v61 cong viée hién tai 7| 35| 98 |164 |47
o | Cach img xtr, thii do cua Lanh dgo, quin Iy | 5 | 56 | 75 | 187 | 44
do61 voi nhan vién rat than thién
3 D\u’c_rcg tra 1u0’ngA Xu’ngA dang cho trach nhiém 0l 79 (1721 99 | 0
va chat lugng cong viéc
Muc luong hién tai ddm bao cude séng cua
4 ban than va gia dinh 0] 331202111510
Nhan duoc phuc loi tbt ngoai tién luong (vi
> du chi phi di lai, an uéng, nghi mat...) 616571811980
6 Chf: 69 tlen’ thu:ong ‘ta_u cong ty‘ derr}Alal hi¢u 231 77 |1611 89 | 0
qua, kich thich nguoi lao dong lam vi¢e
7 T1e~n thum‘lg damA bao sy cong bang gilia 4111711791 50 | 0
nhiing nguoi lao dong
8 Al}h c.h} co .ha‘l long vé t0 chuc phuc vu va 011151841 51 | o
diéu kién noi lam viéc




Cong ty thudng xuyén to chic phong trao thi

d dua, van hoa - thé thao - vin ngh¢ 27 | 76 119552

10 An’h Chl co hag long.Ave chinh sach dao tao va 32 11671125 | 26
phat trién nghé nghi¢p

11 Dxu:(_)"c thE}IAIl gia cdc }(hoa huan luyén can thiét 98 | 15111011 0
deé lam viéc hiéu qua

12 Du’(,‘rc tharri kham va cham lo suc khoé 35 187 | 105 | 23
thuong xuyén

13 Bug{c cung cap dayﬂ dua €0 O \{e_}t chat & thiét 43 1132 | 161 | 14
bi bao ho lao dong & noi lam vige

14 Bau khong khi tdm 1y lam viéc thuan loi, 27 | 88 118352

than thién, thoai mai




Phu luc 3

BAN MO TA CONG VIEC
Chuc danh cong viéc: Chuyén vién dao tao
Ma cong Viéc:
B6 phan: Phong T6 chirc lao dong
Mtc luong

Nguoi lanh dao truc tiép: Truong phong

» Cac nhiém vu:
1. Xay dung ké hogch dao tao
- T6 chitc huéng dan, giam sat cac don vi danh gia nhu cau dao tao va xay
dung ké hoach dao tao hang nim cho cac don vi.
- Tong hop ké hoach dao tao cua cac don vi va xay dung ké hoach dao tao
hang nam cho toan Cong ty.
2. Trién khai thuc hién cdc khéa dao tao theo ké hoach dao tao di dwoc
Gidm doc phé duyét:
- Lién hé, ky két hop dong véi cac don vi dao tao bén ngoai cung cap cac
chuong trinh hoc cho cong ty
- Chuan bj dia diém, kinh phi, phuong tién phuc vu céng tac giang day va
hoc tap cho giang vién va hoc vién.
- Théng bao chiéu sinh cin ctr vao ddi twong dugc phé duyét theo phuong
an
- Theo doi tinh hinh tham du 16p hoc caa cac hoc vién.
- Béo cdo két thac khoa dao tao: tinh hinh thuc hién, chi phi thuc hién, dé
xuat khen thuong — Ky luat ddi véi cac hoc vién

- Tb chuc, hudng dan va giam sét viéc bién soan gi4o trinh, gido an va tai




liéu phuc vu cho khéa hoc

- T6 chtc giam sét thi ly thuyét va tay nghé ddi véi cac khoa dao tao nang
bac, chuyén nghé do cong ty thuc hién.

- Tb chiic in chang chi cho cac khéa dao tao noi bd cua Cong ty. Mo sb
theo ddi va cap chang chi cho céc hoc vién dat yéu cau cua cac khoa dao
tfao.

- Theo ddi va xét duyét cham cong cho giéo vién giang day & cac don vi

3. Pdnh gid két qud dao tao:

- Hudng dan, kiém tra, giam sat cac don vi t6 chtrc cac khoa dao tao va
danh gia hiéu qua sau dao tao.

- Tong hop tinh hinh thyuc hién ké hoach dao tao trong nim cua cac don vi
va toan Cong ty.

- Lap bao cé4c két qua cong tac dao tao cua toan cong ty trong nim.

4. Cac nhigm vu khac

- Cac nhiém vu khac do truéng phong phén cong

- Chap hanh nghiém chinh noi quy, qui ché ctia cdng ty va phap luat cua
Nha nuéc

> Cé&c mdi quan hé trong cong viéc:
- B4o céo cong tac va chiu su 1anh dao truc tiép caa truong phong.
- Cung cap thong tin dao tao, hudng dan, giam sat cac don vi trong cong ty
thuc hién cong tac dao tao
- Lva chon cac don vi cung cap dich vu dao tao uy tin, chat luong
> Piéu kién lam viéc:
- Thoi gian 1am viéc: Sang 7h30° dén 11h30°; Chiéu: 13h00 dén 17h00

- Puoc sir dung mot ban 1am viéc, mot may tinh va mot may in dé phuc vu




cho cdng viéc, mot tu dung hd so.

- Puoc sur dung cac tai liéu trong céng ty cé lién quan phuc vu cho cong
tac dao tao.

- Céc van ban, tai liéu, sach tham khao lién quan dén quan tri nhan lyc,
van ban phap luat lao dong .

- Céc yéu t6 an toan vé sinh lao dong: theo qui dinh caa cong ty.

BAN YEU CAU CUA CONG VIEC POl VOI NGUOI THUC HIEN
> Kién thic:
- C6 kién thuc co ban vé kinh té va to chiic quan ly nguon nhan lyc.

- Nam virng luat lao dong va cac ché do chinh sach, qui dinh ctia Nha nudc
Vva cia cong ty lién quan dén cong tac to chuc dao tao.

- Nam duoc phuong huéng, chién luge va cac dinh hudng phat trién cia
cong ty trong tung giai doan thudc linh vuc dao tao.

- Hiéu biét cac dic diém td chirc san xuét, kinh doanh, quy trinh cong nghé
va md hinh t6 chirc bo may quan ly cua cong ty.

» Ky nang:
- K¥ ning t6 chuc, kiém tra — giam st.
- Kha ning giao tiép tét.

» Ngoai ngir - Tin hec:
- Tiéng Anh trinh d6 C

- Thanh thao k¥ nang soan thao van ban

- Str dung thanh thao cac chuong trinh tin hoc van phong dé phuc vu cong
Viéc

» Trinh do chuyén mon:




C6 trinh d6 dai hoc chuy@n nganh Kinh té lao dong hoic Quan tri nhan
luc.

> Kinh nghiém: tdi thiéu 2 nam kinh nghiém trong linh vuc dao tao.
> Strc khoe: Dam bao st khoe dé 1am viéc

> Pham chat: Can cd, ty mi, chiu duoc &p luc cng viéc, trung thuc

BAN TIEU CHUAN THUC HIEN CONG VIEC
- Hoan thanh tét cac nhiém vu duoc giao.

- T6 chtrc huéng dan cac don vi xac dinh nhu cau dao tao chinh xéc. Lap ké
hoach dao tao dap tmg dugc nhu cau dao tao.

- To chre, giam sét thuc hién cac chuong trinh dio tao dién ra dung ké
hoach

- Lap céac bao cdo danh gia két qua dao tao chi tiét, cu thé va dung tién do.
- Khéng vi pham ndi quy, qui ché cua cong ty va phap luat ciia Nha nudc
- Chap hanh su phan céng nhiém vu cia lanh dao

- Quan hé tét véi dong nghiép




