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MO PAU
1. Tinh cép thiét caa dé tai nghién cieu

Tién luong co tac dung bu dap, tai tao lai stc lao dong cho ngudi lao
dong. Pong thoi tién luong ciing ¢o tac dung to 16n trong dong vién khuyén
khich nguoi lao dong yén tam lam viéc. Thuc té hién nay, tién luong con
duoc coi nhu mot thuée do chi yéu vé trinh do 1anh nghé va tham nién nghé
nghiép. Vi thé, nguoi lao dong rat tu hao vé mic luong cao, mubn duoc ting
lwong mic du tién luong c6 thé chi chiém mot phan trong tong thu nhap cua
ho.

Déi véi doanh nghiép, tién luong duoc coi 1a mot phan cua chi phi san
xuat. Vi vay, chi phi cho tién luong 1a chi phi cho dau tu phat trién. Hay tién
lwong 13 mot don bay quan trong dé nang cao hiéu qua kinh doanh cuiia doanh
nghiép. Mat khac t6 chuc tién luong trong doanh nghiép cong bang va hop ly
s& gop phan duy tri, cang cb va phét trién luc luong lao dong caa minh.

Nhu vay, tién luong van 1a yéu té quan trong dé nguoi lao dong gan bo,
cdng hién 1au dai cho t6 chirc, doanh nghiép. Tra luong khéng canh tranh, tra
lwvong khong cong bang 1a nguyén nhan cha yéu dé ngudi lao dong roi bo
doanh nghiép, 14 nguyén nhan dan dén nang suat va chat luong khong cao,
lam cho doanh nghiép 1ang phi ngudn luc.

Mot s6 phuong phép tra luong truyén théng theo bac, tham nién, chuc
danh chirc danh, chirc vu, chi trong dén bang cap khong danh gia trén nang
luc thuc hién cong viéc va dong gop cua cd nhan vao hién thuc cong viéc,
khdng gan véi muc tiéu caa doanh nghiép, khéng tao dugce dong luc, khong
kich thich dwgc ning suit lao dong. Do 1a cac han ché chung cua mot sd
phuong phap tra lwong cii can khic phuc.

Déi v6i phuong phap tra luong 3P 1 phuong phap dwa ra cach tiép can

chi tra thu nhap cho nguoi lao dong theo ba yéu té co ban: P1: Position - Vi



tri cong viéc; P2: Person - Ning luc ca nhan; P3: Performance - Két qua cong
viéc. Thong qua do6, voi lvong P1, nguoi lao dong sé duoc tra lwong phu hop
Vvéi gid tri cta vi tri doi véi doanh nghiép, dua trén yéu dau dau vao caa cong
viéc, qua trinh xir ly cdng viéc va dau ra caa cdng viéc. Vé6i luong P2, doanh
nghiép chi tra dua trén ning luc cia ngudi lao dong thuc té so véi tiéu chuan
nang luc yéu cau. bé tir d6, xac dinh muc luong P2 phil hop, tuong tng. Vi
lwong P3, nguoi lao dong duoc tra luong dya vao két qua céng viéc, hiéu qua
cong viéc ma nguoi lao dong mang lai. Nhu vay, véi phuong phap tra luong
3P, doanh nghiép c6 thé thu hat va giit chan nhan vién gioi, khuyén khich
nang cao hiéu qua cdng viéc bang viéc tra luong twong xang véi nang luc,
dong gop cua ho vao két qua chung cua doanh nghiép, tao ra sy cong bang noi
bo trong hé thong lwong, ché do cua cong ty, loai trir bot cac yéu to cam tinh
hay thién vi ca nhan, d6ng thoi ciing tao dong lrc dé nguoi lao dong 1am viéc
hiéu qua hon, dat thanh tich tot hon dé c6 thu nhap cao hon.

Cong ty Thudc La Thang Long dang tra luong theo murc luong thoa
thuan, 1a mutc luong khi nhan sy trdng tuyén duoc trao doi va thdng nhat voi
don vi khi tiép nhan cong viéc. Mirc lwong thoéa thuan ciing nam trong khung
luong nhét dinh & mdi vi tri, chiic danh, chic vu nhung con mang nhiéu cam
tinh, chua c6 can cur 16 rang, chua danh gia dugc muc do canh tranh véi thi
trudng va cac doi thu canh tranh. Viéc danh gia KPIs - danh gia mac d6 hoan
thanh cong viéc hang thang dé tra luong con mang tinh chat hinh thic, chua
cong bang gitra cac ca nhan thuc hién tét cdng viéc va ca nhan chua hoan
thanh cong viéc. Cac tiéu chi dua ra dé danh gia con rat cam tinh, khé do
ludng, phu thudc nhiéu vao cam tinh cam tinh caa nguoi danh gia khién heé
théng danh gia chua hiéu qua. Ngoai ra, viéc danh gia thuc hién cong viéc cua
c4 nhan chua gin nhiéu véi muc tiéu caa phong ban, muc tiéu cong ty nén

thiéu tinh xuyén suét, thiéu tinh thuc day véi hiéu qua kinh doanh. Viéc diéu



chinh tang luong chua c6 quy dinh rd rang, thuong phu thudc vao tham nién
cbng tac va mirc d6 hoan thanh cong viéc cia nguoi lao dong. Tuy nhién, viéc
danh gia mirc do hoan thanh céng viéc chua hiéu qua nén dan téi cac bat cap
trong cong tac quan tri nhan su va hé thong tién luong. Do vay, nhan su c6
kinh nghiém, nang luc Xxin nghi viéc do mtc Iwong khong phu hop vai cong
viéc, khdng phi hop véi thi truong. Trong khi d6, nhan sy tuyén dung thay
thé ludn c6 xu hudng c6 mic lwong bang hoic cao hon muc lwong nhan sy
nghi viéc. Do d6, din toi su mat can bang giita cc nhan su clng bo phan,
nhan vién cam thay khong hai long do thiéu ghi nhan trong sy danh gia, nguoi
mai luong s& bang hodc cao hon ngudi ci.

Hon nira, d&é dap ung nhu cau phéat trién kinh doanh caa doanh nghiép
va nham tao dong luc, kich thich nang suat hiéu qua cbng viéc cia nguoi lao
dong, gan cac muc tidu céng viéc tirng ca nhan voi muc tiéu cua phong ban,
muc tiéu caa doanh nghiép thi viéc tra luong dung vi tri, dung nang luc va
dung hiéu qua 1a diéu rat can thiét.

Véi quy mdé Cong ty 16n, tdng nhan sy trén dudi 1500 can bo cong
nhan vién, nhiéu chi nhanh, nha may va cac phong ban, don vi. Ngudi lao
dong duoc tra luong dugc chia theo cac nhom chinh: Nhom huong luong
khoén la tién luong dugc xac dinh theo két qua ban hang, khéi lwong san xuat
bao gom: Khoan kinh doanh, khoan san xuat. Nhom hudng luong thoi gian 1a
tién lwong xac dinh theo muc lwong thoa thuan: nhdm hd tro, phuc vu va
nghiép vu con lai. Cac nhom huong luong khoan, lwong hiéu suat ciing da
phan nao dap tng duoc viéc tra luong theo khéi lwong cong viéc thuc hién
dugc hoic két qua cong viéc. Cac nhom huong luong thoi gian cling da gan
Vvéi viéc tra luong hiéu qua, cong bang théng qua viéc danh gia thuc hién
cdng viéc. Tuy nhién, nham khuyén khich nguoi lao dong nang cao ning suit,

hiéu qua 1am viéc, thuc day hiéu qua kinh doanh thi viéc van dung phuong



phap tra luong 3P 1 hét stc can thiét.

Vi vay, tir nghién ctru co so 1y luan va thuc trang tai Cong ty Thudc L4
Thiang Long tac gia chon dé tai “Vdn dung phwong phdp trd lwong 3P tai
Cong ty Thuéc Ld Thing Long” dé nghién ctiu trong luan van thac si ndy.

2. Tong quan cac cdng trinh nghién ciu

Trong béi canh toan cau hoa dang dién ra khip noi trén thé gidi, cac
quan diém khac nhau vé tién luong va hé thong dai ngd ciing dang dan duoc
tiép can va nhin nhan theo hudng tiém can chung. Hai nha kinh té hoc cua
Truong Kinh doanh Harvard la R. Kaplan va D. Norton (1996) trong tac
pham “The Balanced Scorecard — Thé diém can bang” di xdy dung va phéat
trién hé thong xay dung ké hoach va quan tri chién lugc, xuat phat tir md hinh
danh gia hiéu qua hoat dong doanh nghiép don gian. Pay la mé hinh do luong
hiéu qua hoat dong c6 tich hop thém cac chi sé khéng thuoc vé tai chinh bén
canh cac chi sé tai chinh truyén thong, viéc nay cho phép cac nha quan ly cé
mot cai nhin “can bing” va “tong quat” hon vé hoat dong cua doanh nghiép.
Tir viéc xay dung hé thng thang bang diém can bang, cho phép nha quan ly
c6 thé thiét ké hé thong 57 cac chi s6 danh gia muc d6 hoan thién (KPI1 — Key
Performance Indicator) lién hé dén ting nhan sy thuc hién trong cac bd phan
khac nhau, giup hé théng hod, chuan hod phuong phap danh gia hiéu qua,
ning suét lao dong dua trén mac do hoan thanh nhiém vy. Xuat phét tir BSC
& KPI, nha quan tri hinh thanh hé thong dai ngd nhan sy dua trén mic do
hoan thanh cac nhiém vu, tuy chua thuc su hoan chinh nhung hé théng nay
cling d3 gép phan khic phuc mot sé khé khin cua hé théng quan tri doanh
nghiép trong viéc danh gia, dii ngd nhan sy. Tuy nhién, hé théng tra luong
theo KPI méi chi dé cap dén 1 yéu té duy nhat trong danh gia va dii ngd ma
bo qua céc van dé khac trong quan tri nhan sy nhu: yéu té con nguoi, vi tri
dam nhan. Chinh vi vay, S. K. Bhatia (2003) da dé xuat mo hinh dii ngo va



tra lwong méi phi hop hon vai cac yéu té quan tri. Dudi goc do tu van trién
khai, cac chuyén gia tu van quan ly caa HAY Group ciing mot sé chuyén gia
trong linh vuc nhan sy va tién luong da hinh thanh hé thong luong 3Ps dya
vao 3 yéu tb chinh: Position (P1) — Vi tri céng viéc; Person (P2) — Con ngudi
va Performance (P3) — Murc d6 hoan thanh cong viéc. Phuong phap nay da va
dang duoc &p dung kha hiéu qua tai cac té chic va doanh nghiép trén toan
cau. Mic du vay, cac nghién ciu vé 3Ps hién nay cha yéu ton tai dudi dang
ban quyén thuong mai cia cac cong ty tu van - kho tiép can (Bo tai lidu tu
van caa HAY, Mercer); hoic chi 1a nhitng nghién ciru don nhat, mang tinh
dic thu trong mot pham vi cu thé nhu tac pham cta nhém Novi Maulani &
Erlin Trisyulianti (2011) hay S.D. Singh (2007) ma thiéu di nhitng nghién ctu
tong quan mang tinh chuan tac va hé thong.

Vii Hong Phong (2011): “Nghién ctu tién lwong, thu nhap trong céc
doanh nghiép ngoai nha nudc trén dia ban Ha No6i”. Bbi canh co diém méi
méi 1a cac doanh nghiép ngoai khéi nha nudc. Luan an ¢ két cau 3 Chuong,
da dua ra dugc khung Iy thuyét vé tién luong trong doanh nghiép ngoai nha
nuéc, phan tich, danh gia rd thuc trang tién luong cua ngudi lao dong trong
cac doanh nghiép ngoai nha nudc trén dia ban Ha Noi, phan tich, danh gia tac
dong cac nhan t6 anh hudng dén tién luong trong cac doanh nghiép ngoai nha
nuéc trén dia ban Ha Noi va dé xuat duoc céac giai phap nham nang cao tién
luong, thu nhdp cho nguoi lao dong trong cac doanh nghiép ngoai nha nudc
trén dia ban Ha Noi.

Po Thi Tuoi (2012): “Hoan thién phuong phap tra cong lao dong theo
co ché thi truong trong cac doanh nghiép tai Ha Noi”. Luan an di dua ra mé
hinh nghién cau, thuc hién phan tich cac nhan té anh huong, phan tong quan
cling trinh bay céac truong phéi ly thuyét kinh té co ban, cac nghién ctu vé

tién lwong. Ludn 4n cling di phéan tich dugc thuc trang cac phuong phép tra



cong cua céac loai hinh doanh nghiép va dé xuét giai phap xay dung cac
phuong phap tra cong lao dong trong cac loai hinh doanh nghiép.

Nguyén Ngoc Khanh (2012): “Nghién ctru co ché tra luong phu hop
trong cac doanh nghiép khai thac, than khoang san thudc tip doan cong
nghiép, khoang san Viét Nam”. Tac gia da phan tich duoc co ché tra luong tai
tap Cong ty nghién ctru nhung chua 1am rd duoc tac dong cua cac yéu td cua
cac vi tri cong viéc, nguoi thuc hién va danh gia cong viéc trong cong tac tra
luong.

Pé tai tra luong 3P - phat trién nguon nhan lyc doanh nghiép, Phong
thuong mai va cng nghiép Viét Nam (VCCI). Dé tai giai thich vai tro va loi
ich cua tra luong theo phuong phap 3P trong quan ly nhan su. Trinh bay
nhitng co sé 1y luan ciing nhu dan chang van dung cu thé vé cac nguyén tac
va cong cu xay dung thang luong theo gia tri cong viéc, mo ta cac cong cu dé
danh gia nang luc, thiét 1ap chinh séch va quan ly hé théng tra cong lao dong
hiéu qua. Dé tai tra lwong 3P cuia VCCI phan nao cho thdy mét cai nhin tong
quan vé luong 3P.

Nhu véy, di c¢6 nhiéu cong trinh nghién ciu vé tién luong ca trong va
ngoai nudc. Cac cong trinh nghién ciu ¢ nhitng giai doan khac nhau va trén
nhiéu goc do khac nhau nhung nhin chung déu cho rang, tién lwong 1a nguon
thu nhap chiayéu va 1a dong luc chinh dé khuyén khich thic day nguoi lao
dong cong hiénnang cao niang suit lao dong va 1a mot cdng cu quan trong cua
cong tac quan trinhan lyc. Tuy nhién, cac cong trinh nghién citu nay c6 mot
s6 cong trinh nghién cau & goc dd vi mo; mot s6 cong trinh nghién ciu theo
viing; mot sé cong trinh nghién ciru mang tinh dic thu caa nganh va mot sé
cong trinh nghién cau moéi mang tinh cap thiét tai thoi diém nghién cau.

Trong thuc t& mdi loai hinh tochtic, mé hinh doanh nghiép c6 nhimg dic th



khac nhau, vi vy can c6 nhitng nghién cau vé tién luong phu hop véi ting
mo hinh cong ty.
Tuy nhién cho dén nay, chua c6 cong trinh nao di sau nghién ctru thyc
tién va dé xuat van dung phuong phap tra luong 3P tai Cong ty Thudc 14
Thing Long nham ning cao hiéu qua tién luong, tra luong ding vi tri, ding
nang lyc & dung hiéu qua. Do dd, nghién clru cua tac gia khong trung lap voéi
cac nghién ctru trudc doé va vige thyc hi¢n nghién ctru néi dung nay la rit can
thiét, c6 ¥ nghia thuc tién.
3. Muc dich va nhiém vu nghién cau
Muc dich nghién cuu
Muc dich nghién ctru cua luan van 1a dua ra giai phap van dung phuong
phap tra luong 3P tai Cong ty Thudc La Thing Long.
Nhiém vu nghién ctu
- Hé thong hoa co s& 1y luan vé phuong phap tra luong 3P trong doanh
nghiép
- Phan tich thuc trang phuong phép tra luong tai Cong ty Thude 14 Thiang
Long va viéc van dung phuong phap tra lwong 3P tai Cong ty. Phén tich
mat vu diém, mat han ché, ton tai va nguyén nhan cua van dé nghién cuu.
- Pua ra cac giai phap khiac phuc céc han ché nham van dung phuong
phap tra lwong 3P tai Cong ty Thudc 14 Thing Long.
4. Poi twong nghién cieu va pham vi nghién ciru
Péi tugng nghién ciu
Van dung phuong phap tra Iwong 3P trong doanh nghiép
Pham vi nghién ctu
Vé thoi gian: Dir liéu tha cip duoc thu thap tir nam 2020 dén nim
2022, s6 lidu so cap duoc thu thap trong ndm 2023, giai phap dén nim 2025
Khong gian nghién ciu: tai Cong ty Thudc 14 Thang Long



5. Phwong phap nghién ciru
5.1.Nguén sé liéu

Ngudn dit liéu thtr cAp: Cac dir liéu théng tin tir phong ban trong ndi bd
Cong ty Thubc La Thiang Long, cac bao cdo thudng nién cua cdng ty, cac
thong tin trén tap chi noi bo, website Cong ty.

Ngudn dit liéu so cap: Thong qua diéu tra bang bang bang hoi va phong
van chuyén sau.

Muc dich phong van nham cé thdng tin vé cac ché do chinh sach, thuc
trang hé thong luong cta cong ty, thong tin dé van dung phuong phap tra
lwong 3P. Béi tugng phong van 1a can b nhan vién ¢ tham nién nhiéu nim
lam tai cong ty, dé hiéu rd rang va sau sac nhat vé hé théng cia Cong ty.
Phuong phép thuc hién 13 dwa ra cac cau hoi phong van da chuan bj trude va
ghi lai cac y kién tra loi caa ddi twong phong van cho ting cau hoi.

5.2. Phuwong phdp xit Iy s6 liéu

Cac dir lidu thu thap duoc tir phiéu diéu tra s& duoc xu ly va tong hop
chuyén sang phan mém Excel dé théng ké phan tich.
5.3.Phwong phdp phan tich sé liéu

Phuong phap thong ké: 1a mot hé thdng cac phuong phép (thu thap,
tong hop, trinh bay sb liéu va tinh toan cac dic trung cua dbi tugng nghién
ctru) nham phuc vu cho qué trinh phan tich, dy doan va ra quyét dinh. Phuong
phap nay dung dé théng ké s liéu thu duoc tir cdc mau diéu tra bang hoi ma
tac gia tién hanh diéu tra thu duoc.

Phwong phap so sanh: Phuong phap so sanh 1a phuong phap xem xét
cac chi tiéu phan tich bang cach dua trén viéc so sanh sé liéu vai mot chi tiéu
co s& (chi tieu gdc). Biéu kién dé so sanh 1a: Céac chi tiéu so sanh phai phu
hop vé yéu té khong gian, thoi gian, ciing ndi dung kinh té, don vi do ludng,

phuong phap tinh toan. Phuong phap nay dung trong vi¢c phan tich tinh hinh



san xuit kinh doanh giai doan 2020 - 2022 cua Cong ty Thudc La Thing
Long.

Phwong phap phan tich: 1a phuong phap phan tich dir li€u thanh
nhitng mat, nhitng bo phan, nhitng mbi quan hé theo lich st thoi gian dé nhan
thac, phat hién va khai thac cac khia canh khac nhau caa ly thuyét tir d6 chon
loc nhitng théng tin can thiét phuc vu cho dé tai nghién cuu.

Phuong phap tong hep: 1a phuong phap lién quan két nhitng mit,
nhitng bo phan, nhitng mdi quan hé thdng tin tir cac Iy thuyét da thu thap duoc
thanh mot chinh thé dé tao ra mot hé thong ly thuyét mai day du va sau sic vé
cha dé nghién cau.

Phan tich va tong hop 1a hai phuwong phap co6 quan hé mat thiét véi
nhau tao thanh sy théng nhat khéng thé tach roi. Phuong phap nay duoc sir
dung chu yéu trong viéc xu ly céc tai liéu di cong bd vé hé thong tra luong,
hé thong tra lwong theo 3P va cac sd liéu, tai liéu diéu tra tai Cong ty Thudc
La Thing Long vé cdng tc nhan sy, tién lwong. Trén co s& phan tich, tong
hop tai liéu, sé liéu da gitp tac gia co nhimg danh gia, nhin nhan su sic hon
Vvé C4cC van dé.

Phwong phap thu thap dir liéu

Str dung dung phuong phap diéu tra qua bang héi va phong van sau
chuyén gia dé thu thap s6 liéu.

- Piéu tra qua bang hoi: Tac gia s& thiét ké phiéu diéu tra qua link
google form véi cac cau hoi lién quan dén phuong phap tra luong.

Muc dich st dung phiéu diéu tra: Bé hiéu rd thuc trang phuong phap
tra lwong tai Cong ty Thudc 14 Thiang Long. Tir d6 c6 sb liu cu thé dé thu
thap thong tin, y kién danh gid, phan tich, 1am rd thuc trang tra lvong dé tim
ra nhitng két qua da dat duoc va nhitng ton tai, han ché cua cong tac nay tai
Cong ty Thudc 14 Thing Long.

Téc gia da diéu tra 02 nhdm ddi tugng: lao dong gian tiép (khdi vin
phong) va lao dong truc tiép (khdi san xuat). S6 luong phat phiéu diéu tra 1a
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150 phiéu nham thu thap duoc nhitng y Kién danh gia vé thyuc trang cong tac
tra lvong va van dung phuong phép tra lwong 3P cia cdng ty. S6 phiéu thu vé
hop Ié 1a 140 phiéu (20 phiéu can bo quan ly va 120 phiéu nhan vién).

Muc dich khao sat khdi lao dong gian tiép: nham hiéu rd hon thuc trang
vé cong tac tra luong cuia Cong ty danh cho cac vi tri/chic danh thuoc khéi
lao d6ng gian tiép.

Muc dich khao sat cua khdi lao dong truc tiép (khdi san xuat): nham
hiéu rd thuc trang phuong phap tra luong khéi lao dong truc tiép. Tir d6 co s6
lidu cu thé dé thu thap thong tin, y kién danh gid, phan tich, lam rd thuc trang
tra luong dé tim ra nhiing két qua da dat duoc va nhiing ton tai, han ché cua
cong tac nay tai Cong ty Thude 14 Thang Long.

Xt 1y sé liéu théng qua google form.

- Phong van sdu: Té&c gia dwa ra cac cau hoi can phong van sau vé
phuong phap tra lvong tai doanh nghiép.

Muc dich st dung phong van sau: Dé 1am rd hon cac ndi dung phuong
phap tra luong tai Céng ty Thudc 14 Thiang Long. Mong mudn nguyén vong,
nhitng chia sé thuc té, gop Y cia ban lanh dao Cong ty khi thyc hién nghién
ctru Ve tra lwong dé b sung 1am rd hon cho phan thyc tién. Bén canh do, xin
y kién danh gia, tu van cua chuyén gia dé dua ra nhiing giai phap nham van
dung phuong phap tra luong 3P tai Cong ty Thudc 14 Thing Long.

Tir d6 c6 thé dua ra nhirng bién phap khic phuc han ché va phat huy wu
diém vé chinh sach tra luong dé van dung phuong phap tra luong 3P.

* Phuong phéap phan tich sd liéu:

- So sanh, ddi chiéu, khai quét

- Str dung phuong phap thdng ké phan tich: tinh ty 18, ty trong
6. Pong gop mai caa luan van

Vé mat ly luan: Két qua nghién cau caa luan van sé& 1a gop phan lam
séng to6 nhitg quan diém vé c4c noi dung trong cong tac tra luong, cac yéu to
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anh huong dén cong tac tra luong trong doanh nghiép. Bac biét 13 co so ly
luan nén tang vé phuong phap tra luong 3P trong cac doanh nghiép hién nay.

Vé mat thuc tién: Két qua nghién ctu cua luan vin da chi ra rd phuong
phap tra luong tai Céng ty Thudc 14 Thing Long con nhiéu nhiing bat cap,
han ché. Trén co s& d6, dua ra cac giai phap nham van dung phuong phap tra
lwong 3P gin véi tra lwong theo vi tri ¢éng viéc, tra lwong theo ning luc, tra
lwong theo két qua thuc hién cong viéc. Thong qua d6 gop phan phat trién san
xuat kinh doanh va nang cao niang luc canh tranh ctia Cong ty Thudc 1a Thing
Long trong bi canh hién nay.
7. Két cu cia luan vin

Két cAu luan van gém c6 10i mé dau, chuong 1 dén chuwong 3, két luan
va danh muc tai liéu tham khao, phu luc trong do:

Chuong 1: Co sé ly luan vé phuong phap tra luong 3P trong doanh
nghi¢p

Chuong 2: Thuc trang phuong phéap tra luong tai Céng ty Thudc 14
Thang Long.

Chuong 3: Giai phap van dung phuong phap tra lwong 3P tai Cong ty
Thudc La Thing Long.
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CHUONG 1
CO SO LY LUAN VE PHUONG PHAP TRA LUONG 3P
TRONG DOANH NGHIEP

1.1.Céc khai niém lién quan
1.1.1. Tién lwong

Tién lwong ¢6 vai tro rat lon ddi vai toan x4 hoi, ludn gén véi nguoi lao
dong 1a nguon séng chu yéu cua nguoi lao dong va gia dinh ho. Tién luong 13
thudc do gia tri stc lao dong cia ngudi lao dong dong thoi cling 1a cong cu,
phuong tién cho nguoi st dung lao dong dung dé kich thich nguoi lao dong
nang cao nang luc 1am viéc ctia minh, phét huy kha nang thic day phat trién
kinh té. Bén canh do, tién luong con co tac dong tich cuc dén quan ly kinh té,
quan 1y lao dong, kich thich san xuét.

Trong quan hé lao dong, tién lwong 12 ndi dung cac bén dic biét quan
tam, quyét dinh dén su on dinh, bén viing cua quan hé lao dong. Tur goc do
kinh té, tién luong la biéu hién bang tién cua gia tri suc lao dong, 1a khoan
tién ma nguoi sir dung lao dong tra cho ngudi lao dong khi hoan thanh cong
viéc theo thoa thuan. Véi ngudi sir dung lao dong, tién luong 1a mot trong
nhitng yéu té dau vao cua san xuat, cau thanh nén chi phi san xuat, vi vay
nguoi sir dung lao dong can can d6i nham dat dwoc muc tiéu lgi nhuan trong
hoat dong dau tu, san xuat, kinh doanh. Vi ngudi lao dong, tién luong 1a thu
lao, 14 khoan bu dip hao phi stc lao dong ma ho nhan duoc trong qué trinh
tham gia lao dong, san XUAt.

Theo dinh nghia vé tién lwong dugc To chic Lao dong qudc té quy
dinh trong Piéu 1 Céng uéc s6 95 nam 1949 vé bao vé tién luong. Pinh nghia
nay c6 tinh phd bién va duoc hau hét cac qubc gia cu thé hoa trong phap luat,
theo do:

“Tién lwong la sw tra cdng hogc thu nhdp, bdt ké tén goi hay céch tinh

ma c6 thé biéu hién bang tién mar va dwoc dn dinh bang thoa thudn
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giira nguwoi sir dung lao déng va nguoi lao déng hodc bang phap ludt quac
gia, do nguoi su dung lao dong phdi tra cho nguoi lao dong theo mgt hop
dong thué mudm lao dong, bang viét hogc bang loi ndi cho mét cong viée da
thuc hién hogc sé phdai thuc hién, hogc cho nhieng dich vu da lam hay sé phai
lam".

Cung véi dinh nghia nay, T chirc Lao dong qudc té ciing dua ra cac
dau hiéu nhan biét co ban vé tién luong, bao gom:

1) la su tra cong lao dong;

2) hinh thirc biéu hién bang tién mat;

3) 4n dinh bing thoa thuan hoic phép luat;

4) thugc vé nghia vu ciia ngudi st dung lao dong. Pinh nghia nay cia
T6 chirc Lao dong quéc té duoc nhiéu quéc gia van dung quy dinh c6 tinh dén
su phu hop véi dic diém, diéu kién kinh té - xa hoi riéng.

Cung véi goc do tiép can, dac diém caa nén kinh té va diéu chinh phép
luat trong nhirng giai doan khac nhau ma c6 nhitng dinh nghia vé tién luong
khac nhau. Tir goc do kinh té, tién luong theo quan diém cai cach tién luong
nam 1993 cua Viét Nam dugc dinh nghia nhu sau:

“Tién lwong la gid cd cua sirc lao déng dwéc hinh thanh qua
thoa thugn giira ngudi st dung lao dong va nguoi lao dong phu hop vai cung
- cau site lao dgng trong nén kinh té thi rieong”.

Hién nay, khai niém tién luong dugc tiép can don gian theo Piéu 90 Bo
luat lao dong Viét Nam niam 2019 nhu sau: “Tién lwong la khodn tién ma
ngueoi sit dung lao déng tra cho nguwoi lao déng dé thuc hién cdng viéc theo
théa thudn.Tién lwong bao gom mitc lwong theo cong viéc hodgc chirc danh,
phu cdp lwong va cdc khoan bé sung khac. Mite lwong ciia nguwoi lao dong
khéng dwoc thdp hon mirc lwong téi thiéu do Chinh phi quy dinh”.

Nhu vay, tién luong chinh 1a biéu hién bang tién cua gia ca suc lao
dong. Theo gido trinh Quan tri Thu lao lao dong trong doanh nghiép do TS

Do Thi Tuoi chu bién cé dua ra khai niém nhu sau: “Tién luong 1a s6 luong
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tién ma nguoi sir dung lao dong tra cho ngudi lao dong théng qua sy thoa
thuan gitta cac bén trong quan hé lao dong va phu hop vai cac quy dinh cua
phap luat lao dong” [23, Tr.65].

Do d6 tién luong 1a mot pham tri kinh té gan lién véi lao dong, tién té
va nén san xuét hang hoa. Mat khac, trong diéu kién ton tai nén san xuét hang
hoa va tién té, tién lwong 1a mot yéu té chi phi san xuét, kinh doanh cau thanh
nén gi4 thanh cua san pham, lao vy, dich vu. Tién luvong duoc hiéu 1a sé tién
ma nguoi sir dung lao dong phai tra cho ngudi lao dong cin ctr vao ning suat,
chat luong, hiéu qua cong viéc, diéu kién lao dong thuc té cua nguoi lao dong
theo quy dinh cua phép luat hoac theo sy thoa thuan hop phap cua hai bén
trong hop dong lao dong.

Ngoai ra, tién luong con 1a don bay kinh té quan trong dé nang cao hiéu
qua san xuit kinh doanh, tang nang suat lao dong, c6 tac dung dong vién
khuyén khich tinh than hang hai lao dong, kich thich va tao mbi quan tim cua
nguoi lao dong dén két qua cong viée cua ho. Néi cach khac, tién luong chinh
12 mot nhén t6 thuc day ning suét lao dong.

1.1.2. Phwong phap trd lwong va van dung phwong phap trd lwong 3P trong
doanh nghiép

Phuong phap 13 nhiing cach thirc, c¢6 tinh duong 16i dugc chu thé s
dung dé thuc hién mot muc dich nhat dinh. La hé théng nhirng nguyén tac
dugc rat ra tiurtri thic vé cic quy luat khach quan dé diéu chinh hoat
dong nhan thirc va hoat dong thuc tién nham thuc hién mot muc dich nhat
dinh.

Phuong phép tra luong theo gido trinh Quan tri thu lao lao dong trong
doanh nghiép do TS B Thi Tuoi chu bién da dinh nghia nhu sau: “ Phuong
phap tra luong 13 cach thuec tinh tra luong cho nguoi lao dong dwa vao nhiéu
yéu to quyét dinh nhu gia tri cong viée, k¥ ning, kién thtc ciia ngudi lao

dong, két qua thuc hién cong viéc... Tién luong ma ngudi lao dong nhan
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dugc phu thudc vao ban than nguoi lao dong, cong viéc ho ddm nhan va két
qua lao dong cua ho” [16, Tr.172].

Theo gio trinh Quan tri thu lao lao dong trong doanh nghiép do TS Do
Thi Twoi chu bién c6 dua ra dinh nghia vé phuong phap tra lwong 3P nhu sau:
“Phuong phap tra luong 3P 13 phuong phap két hop 3P gom: két hop giita tra
luong theo cong viéc véi tra luong theo dac tinh ca nhan nguoi lao dong (theo
k¥ niang, nang luc) voi tra luong theo két qua thuc hién cong viéc” . “Pay la
phuong phap tra luong dua vao vi tri, chirc danh cong viéc, dac tinh ca nhan
ctia nguoi lao dong va thanh tich lao dong cia ca nhan” [6, Tr.173].

Vay phuong phép tra luong 3P 1a phuong phap tinh toan tién luong dua
vao dau vao cla cong viéc, qua trinh ctia cong viéc va dau ra cua cong viéc.
Cu thé nhu sau

P1 (Pay for Position): Tra lvong theo vi tri cong viéc.

P2 (Pay for Person): Tra luong cho nang luc cia ngudi gitr vi tri cong
viée

P3 (Pay for Performance): Tra luong cho két qua dat duoc ciia ngudi
gifr vi tri cong viéc.

Su két hop 3 yéu td trén gitp doanh nghiép tra lwong cho nhan vién
dung v6i kha ning va gia tri ho mang lai, giam thiéu tinh phién dién va quan
liéu nhu cach tinh luong truyén théng & nhiéu co quan, to chirc. Phuong phap
tra lvong nay khic phuc dugc cac nhuoc diém cua phuong phap tra luong
truyén théng nhu qua chu trong dén bang cap hodc tham nién, khong phan
bi¢t dugc nang luc thuc hién cong viéc va dong gop cua cd nhan vao hi¢n
thuc héa muc tiéu doanh nghiép.

P1 - Pay for Position : Tra lwong cho Vi tri cong viéc dam nhan tac la
tra theo tam quan trong ctia cong viée, gan lién véi cac yéu té nhu cép bac,
chtrc danh ctia ngudi d6 trong t6 chic. Vi du nhu vi tri cong viéc giam doc,

quan déc, céng nhan tryc tiép san xuét...
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P2 - Pay for Person: Tra luong theo nang Iyc ca nhan tuc la tra theo kha
nang hoan thanh trén cung mdt cong viéc. Vi du nhu nang luc trinh d dai
hoc, cao hoc, hay dap ung cac khung nang luc riéng cuia doanh nghiép. Tra
luong theo nang luc ciia nguodi dam nhan cong viéc, tuc 1a viée dung két qua
danh gia nang luc nhan su dé dinh ra sé tién twong xtng voi ning luc do.

P3 - Pay for Performance : Tra luong theo két qua cong viéc hay con
goi 1a trd luong theo thanh tich dat duoc, g?fm lién véi céc chi tiéu vé hiéu suit
cong viéc. Tra luong theo thanh tich 1a cach doanh nghiép thudng bing tai
chinh cho nhan vién khi hiéu suét lam viéc cta ho & mire tot, dap ung duoc
cac chi tiéu dit ra va mang lai loi ich cho doanh nghiép. Cé nhiéu cach dé goi
tén viéc tra luong theo thanh tich, nhu 1a: commission (hoa hong), lwong hiéu
qua, thuéng KPI,... Tham chi n6 co thé & dang ké hoach khen thudng dai han
cho nhén vién nhu: trao c6 phiéu, thudng nong hoic dé gop téi cudi quy. ..
1.2. Noi dung ciia phwong phap tra lwong 3P trong doanh nghiép.

Phuong phap tra lwong 3P 1a phuong phap tinh toan tién lwong dua
theo 3 yéu td co ban:

P1 (Pay for Position): Tra luwong theo vi tri cdng viéc.

P2 (Pay for Person): Tra luong cho nang lyc cia ngudi gitr vi tri cong
Viéc

P3 (Pay for Performance): Tra luong cho két qua dat dugc cua nguoi
gitr vi tri cong Vviéc.

Su két hop 3 yéu tb trén giGp doanh nghiép tra lwong cho nhan vién
dung véi gia tri ma nguoi lao dong dong gop, ding vaoi nang luc va dung vai
hiéu qua, hudng t6i sy céng bang trong tra luong, qua d6 dam bao kha ning
thu hat, gitr chén va tao dong luc cho nguoi lao dong.

1.2.1. Tra lwong theo vi tri cong viéc (Pay for Position - P1)

Theo tap chi khoa hoc tng dung tra luong theo 3P tai cdc doanh nghiép

Viét Nam, L& Quan (2011): “Tra luong theo cong viéc (P1) thé hién lam viéc

gi tra lvong d6. Dé tra luong theo cong viéc, doanh nghiép s& xac dinh gia tri
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cua cong viéc (tim quan trong cua cdng viéc) va quyét dinh muc luong can
tra cho cong viéc trong twong quan véi cac ¢ng viéc khac va mic lwong phd
bién trén thi truong lao dong. Tién luong theo cong viée thuong duoc biéu
dién dudi dang ham tién lwong. Cong viéc cang ¢ gié tri cao thi muc luong
cang cao .

Tra luong theo vi tri cdng viéc (P1) chinh la viéc tra luong dua vao gia
tri cong viéc dé tra. Viéc xac dinh gia tri cong viéc cua ting vi tri s& duoc dya
vao cac yéu té nhu yéu cau dau vao cua cong viéc (kién thic, ki ning, kinh
nghiém ...), qué trinh xu ly cong viéc (kha niang giai quyét van dé, mic do
séng tao, trach nhiém ...) va dau ra cua cdng viéc (tdm anh huong, gia tri
dong gbp ...).

Theo d6, dya trén hé théng tiéu chuan danh gia, cac vi tri chtc danh s&
duoc danh gia gia tri cta cong viéc ddi vai noi bo doanh nghiép, noi bo phong
ban trong doanh nghiép va cac doanh nghiép khac cung linh vuc dé quy ché
tién lvong phu hop voi doanh nghiép, can bang véi thi trudng.

MJi vi tri chic danh ¢6 gid tri cong viéc khac nhau, nhitng céng viéc co
gia tri twong dwong hoic gan tinh chat phic tap khdng khac biét nhiéu s& xép
chung moét nhdm, cu thé 1a theo ngach lwong — bac luong. Trong mdi ngach
lwong 14 cac nhém khac nhau, con mdi bac luong trong cac nhom thé hién gia
tri khac nhau gitra cac cong viéc. Vi vay, phuong phap nay cac doanh nghiép
thuong thiét 1ap quy ché tra lwong theo ngach - bac luong.

Hién tai, cac doanh nghiép thuong dua vao cac phuong phép sau dé xac
dinh gié tri céng viéc: phuong phéap cho diém cac yéu té Hay Method, phuong
phap Mercer Method va phuong phap 7 nhém yéu té cia CRG.

Phwong phap Hay Method 12 mot phuong phap cham diém luong hoa
cac cong viéc (cho diém cac yéu td) dugc phat trién boi Edward N. Hay trong
nhitng nam 1940. Hién nay phuong phap nay da duoc ap dung bai trén 8.000
t6 chuc & 48 quéc gia trén toan thé gidi. Cac yéu té6 Hay Method duoc ding
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dé do ludng gid tri cdng viéc dugc xem 14 cé tinh logic va phan anh tuong d6i
day du gia tri cong viéc, bao 04 nhom nhu sau:

Nhom 1: Know - How - Y&u cau vé ning luc, kién thuc 13 tdng hop cac
yéu cau vé kién thuc va ki ning ma cong viéc yéu cau ngudi thuc hién cong
viéc can c6. Gom 3 yéu to:

- Nang luc chuyén mén — “Depth and Breadth of know how”

- Ky nang quan ly — “Managerial know how”

- K§ ning giao tiép — “Human Relation Skill”

Nhom 2: Problem Solving — Xt Iy va giai quyét cong viéc 1a mot qué
trinh tu duy dé xir ly céng viéc gom nhan biét, xac dinh va giai quyét van de.
Kha nang tu duy giai quyét van dé duoc giéi han bai nhitng kién thic, hiéu
biét cua nguoi xu ly. Gom 2 yéu to:

- Piéu kién giai quyét cong viéc — “Thinking Environment”

- Mt d6 phtrc tap cong viéc — “Thinking Challenge”

Nhom 3: Accountability — Trach nhiém ra quyét dinh 1a do lwdng muc
d6 nguoi thuc hién cong viéc phai chiu trach nhiém vé két qua va tim quan
trong, anh huong cua két qua nay ddi véi té chac. Gom 3 khia canh, yéu té
can xem xét khi danh gia:

- Mue d6 doc 1ap ra quyét dinh — “Freedom to act”

- Tinh chat anh huéng — “Impact”

- Muc do anh hudéng — “Magnitude”

Nhom 4: Working Condition — Biéu kién 1am viéc 1a cac yéu to thuoc
vé moi truong 1am viée, duoc do ludng dua trén cac dic diém vé cuong do,
khoang thoi gian va tan suat. Gom 4 yéu to:

N& lyuc thé chat — “Physical Effort”

Moi truong lam viéc — “Physical Environment”

Tap trung giac quan — “Sensory Attention”
Cang thing than kinh — “Mental Stress”

Phwong phap Mercer Method |a phuong phap dinh gié gia tri cong
viéc ciia Mercer 1a phuong phap duoc sang tao va dugc phét trién boi Cong ty
tu van Mercer dua trén 5 nhom:
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Nhom 1: Tinh chat anh huwéng (Impact) 1a quy md cua doanh nghiép,
muc d6 anh hudng téi doanh nghiép cua cong viéc hién tai tac dong cac hoat
dong, chién luoc va sy dong gop vao to chic.

Nhom 2: Giao tiép (Communication) 1a mic d6 quan hé trong t6 chic
va bén ngoai thdng qua cac hoat dong trao ddi, dam phan cong viéc.

Nhoém 3: D6i méi (Innovation) 1a xac dinh da chiéu: tir viéc theo ddi
cdng Vviéc, sap xép, stra ddi, cai thién, sang tao va nhay vot.

Nhom 4: Kién thirc (Knowledge) chia theo cac mue d6 cua kién thic va
pham vi quan ly.
Biét co ban, trong pham vi nho

C6 kién thirc chuyén sau vé mot linh vuc

C6 kién thirc trén nhiéu linh vuc

C6 kién thirc chuy@n sau hau hét cac linh vuc

Nhom 5: Diéu kién lam viéc (Working conditions) 1a cac diéu kién vé
moi truong lam viéc rai ro trong cong viéc.

Phwong phap ciia CRG la phuong phap dua trén 7 tiéu chi dé danh
gia gia tri cong viéc, bao gom:

Muc @6 tac dong: dugc danh gia dua trén mac do tac dong va pham vi
anh hudng cua cong Viéc.

Mtc d6 quan Iy: sé lugng nhan vién quan 1y va trinh ¢6 cta nhan vién.

Pham vi trach nhiém: d4i véi céng viéc cia nguoi khac va ddi véi qué
trinh kinh doanh.

Mt do phdi hop trong cong viéc: Mic ¢ quan trong va tinh thuong
xuyén trong phdi hop.

Trinh d6 va chuyén mén kinh nghiém: Trinh d6 hoc van, kinh nghiém
lam viéc va hiéu biét vé cong viéc dang thuc hién.

Kha ning giai quyét van dé: Tinh chat van dé va mirc do sang tao

Piéu kién 1am viéc va modi truong 1am viéc dya vao diéu kién moi
truong lam viéc va tinh chat méi truong lam viéc.

Tu cac phuong phap xac dinh gia tri cong viéc, doanh nghiép lua chon
mot phuong phap pht hop tir d6 dua ra thang bang diém, quy dinh cu thé véi
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ting tiéu chi va thuc hién danh gia, tong hop diém véi ting vi tri chac danh,
thiét 1ap hé thdng thang bang luong tuong ng, so sanh véi thi truong, sap
Xép cac vi tri chirc danh vao cac bac - ngach luong.

1.2.2. Trd lwong theo ndang luc (Pay for Person — P2)

Tap chi khoa hoc thuong mai, itng dung tra lvong theo 3P tai cic doanh
nghiép Viét Nam, L& Quan (2011): “Tra luong theo c& nhan (P2) thé hién
cling mot cdng viée, ca nhan ¢6 nang luc tot hon duge huong mic luong cao
hon. Pé tra luong theo cd nhan, doanh nghi€p dinh nghia cac bac nang luc
hay mirc d6 dép wng cua c& nhan so véi yéu cau cong viéc. Trén co sé do,
doanh nghiép x&y dung cac bac va mac luong tuong thich voi bac nang luc
ma c4 nhan dap tng duoc so véi yéu cau cong viéc.”

Pay chinh 1a dic diém dé phan biét muc luong cua cac ca nhan khac
nhau khi lam & cung mét vi tri chic danh. Sy khac nhau trong nang luc caa
ting c4 nhan cao va ca nhan c¢6 ning lyc thap s& anh huong toi sy khac biét vé
murc luong tra theo c& nhan, mic luong P2.

Theo giéo trinh Quan tri thu lao lao dong trong doanh nghiép do TS Do
Thi Tuoi chu bién: “Tra luong theo ning luc tic 14 tién luong dya vao kién
thac, ki nang, nang lyc ca nhan cling nhu tinh linh hoat, nhay bén cua ca
nhan nguoi lao dong trong viéc thuc hién cac nhiém vu khac nhau” [9,
Tr.155]. “Ning luc 6 thé 1a kién thic, ky ning, thai do, hanh vi hoic cac dic
diém ca nhan khac can thiét dé thyc hién, hoan thanh mot cong viéc. Nang luc
thuong dugc duogc stir dung cho cong viéc quan ly, nghiép vu hay k¥ thuat khi
nhiém vu hoan thanh, kho xac dinh cu thé; Con k¥ ning thuong duogc st dung
dé danh gia lao dong, céng nhan k¥ thuat, ki thuat vién” [27, Tr.154].

Nhu vay, ning luc dugc hiéu l1a bat cir thai do, k¥ nang, hanh vi, dong
co hodc cac dic diém ca nhan khac c6 vai tro thiét yéu dé hoan thanh cong
viéc, hodc quan trong hon 1a c6 thé tao ra su khac biét vé hiéu qua cong viéc
gitra nguoi co thanh tich vuot troi va nguoi ¢é thanh tich trung binh.

Nang luc (Competency) la kha nang ap dung hoac st dung tap hop cac
kién thuc, ky ning lién quan can thiét dé thuc hién thanh céng céc cong viéc,
nhiém vu nhat dinh.
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Ning luc 12 yéu té quan trong, phan &nh mic d6 kién thic, k§ nang va

kha ning can thiét dé thanh cdng tai noi 1am viéc va la thude do cua ca ky

nang, kién thuc.

C6 thé danh gia niang luc dua trén kha ning hoc héi, chang han nhu

nang luc hoc tap, ning lyuc tiép thu hoic kha ning lam viéc. Panh gia ning

luc gan nhu 1a mot yéu cau bat budc tai moi co s hoc tap, 1am viéc.

Thong thuong, mot ning luc duge xac dinh gdm c6 cac thanh phan sau:

nhém nang luc, tén nang luc, dinh nghia vé nang luc, cac Cép do nang luc,

hanh vi dé thuc hién cong viéc hiéu qua.

CAu tric mot ning luc cy thé nhu sau:

Ti€u dé

| Tén nang lyc

Pinh nghia

M0 ta tom tat vé nang luc, bao gom nhiém

Cép do nang lyc

Muc do 1

Mittc 46 2 Murc do 3

Mtrc d6 4
Mirc do 5

d6 cao nhat)

M0 ta hanh vi

4

——>|  thiét dé thyc hién nang luc mong doi cua

A 4

vu chinh, két qua mong doi cudi cung dat
duoc

Puoc phat trién tir don gian dén phic tap,
m6 ta tdm tat vé cac hanh vi mong doi cua
ting cap do ning luc

Pon gian (m6 ta hanh vi mong doi & cp do thap nhat)

Phirc tap (M0 ta hanh vi mong doi & cap

M® ta hanh vi trong mét ngir canh, bao gom
mong doi, hanh vi thé hién va dac tinh can

cap do.

So' d6 1.2. Mo hinh ciu thanh ning hre

Nguon: Theo Dwong Hodi Nhung, Vii Thi Huong Giang (2007)
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Nhom ning luc: gom cac nang luc cé nhitng dic diém, thudc tinh dong
nhat hodc tuong tu nhau.

Tén nang luc: dat tén cho ting ning luc cu thé

Pinh nghia vé& ning luc: md ta mot cach khéi quat nhat nang luc 1a gi,
giai thich khai niém co ban nhit vé nang luc.

Cac cap d6 hanh vi: md ta cac mac do hanh vi khac nhau ma mdi céa
nhan can phai c6 dé hoan thanh céng viéc. D6 ciing chinh 14 cac cap d6 ning
luc. Mdi ning luc cu thé s& bao gdm mot sb cap do, mdi cap do s& duoc md ta
cu thé dudi dang mot tap hop cac hanh vi, cap do sau bao gdm cac nang luc
cua cap do trude dé. Tuc 13, cac hanh vi cia cap do trude d6 1a tién dé doi véi
cac hanh vi cao hon.

Phan nhém ning lyc gom: ning luc cbt 161, nang luc quan 1y lanh dao,
nang lyc chuyén mén. Ning lyc cot 18i: gom cac nang luc can thiét cho tat ca
cac vi tri, bao gom tat ca ki niang va kha ning ma tat ca nhan vién phai c6 dé
dat duogc muc tiéu cua té chac. Pay ciing chinh 14 cac nang luc hoic chuyén
moén k¥ thuat duy nhat cua mot doanh nghiép, c6 thé tao ra sy khéc biét cho
mét doanh nghiép so véi ddi thu canh tranh; cu thé nhu: cong nghé, phuong
phap, chién lugc hoidc quy trinh cia mot doanh nghiép déng vai tro tao ra lgi
thé canh tranh. Chinh nhém nang lyc nay sé I chia khéa thanh céng cta moi
t6 chirc. Nang luc cdt 16i 1a co s cho dinh huéng chién luoc. Vi thé, vin hoa
doanh nghiép, tam nhin, s ménh caa doanh nghiép nén duoc phan anh trong
nang luc cét 16 cua to chic. Phan 6n cac mo hinh niang lyc thuong bao gom
tir bay dén chin nang lyc cét 16i ma tat ca nhan vién cua to chuc phai so hitu
dé gilp td chire dat dugc cac muc tiéu chién lugce da dé ra. Nang luc 1anh dao
quan ly: nhdm nay bao gém céac ning luc c6 lién quan dén viéc dan dit to
chtrc va 1anh dao nhan vién dé dat dugc cdc muc tiéu c6 lién quan dén quan
ly, gidm sét va phat trién con ngudi.

Vay théng qua viéc xay dung hé théng khung nang luyc & tiéu chuan

nang lyuc, va to chirc danh gia ning lyc cta can bo nhan vién, doanh nghiép sé
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danh gia dugc nang luc thuc té cia ngudi lao dong so véi tiéu chuan dit ra.
Két qua danh gia nang luc s& 1a co s dé dao tao phat trién nhan su, quy hoach
d6i ngii, bd nhiém mién nhiém, diéu chuyén nhan sy va tra luong dya trén

nang luc (lwong P2).

1.2.3. Trd lwong theo két qud cong vige (Pay for Performance - P3)

Néu P1 1a xac dinh cong viéc phuc tap, ¢ nhiéu kho khin hay d& dang
thuc hién, thi P2 xac dinh dugc nang luc nguoi thuc hién cdng viéc & mace do
nao. Nhung cong viéc co hiéu qua nhu thé ndo, cd hoan thanh khdng, hoan
thanh & mtrc do nao, thi P3 1a két qua cudi cung dé ghi nhan sy ¢6 gang, nd
luc trong sudt qua trinh 1am viéc. Vi vay P3 14 tra luong cho ngudi lao dong
xtmg dang véi nd luc hoan thanh cong viéc.

Néu P1, P2 thuong di ¢ dinh hodc dugc thay d6i sau mot thoi gian dai
thi P3 1a yéu té dugc danh gia thudng xuyén: theo tuan, theo thang, theo quy
hoic theo nim. Pé xac dinh dugc P3, can c6 céng cu dé danh gia thuc hién
cong Viéc.

Theo Nguyén Van Biém & Nguyén Ngoc Quan (2010), “Panh gia thuc
hién cong viéc (PGTHCV) thudng dugc hiéu 1a sy do luong mot cach hé
théng va chinh thic tinh hinh thuc hién cong viéc cua ngudi lao dong trong
quan hé so sanh véi cac tiéu chuan da dugc xay dung va thao luan vé sy danh
gi& voi nguoi lao dong”.

DGTHCYV la mét qué trinh rat phic tap. C6 nhiéu cach dé xay dyng hé
théng DPGTHCV, trong 46 DPGTHCV theo KPI (Key Performance Indicators)
dang duoc &p dung & rat nhiéu doanh nghiép, dac biét 14 doanh nghiép tu
nhan, doanh nghiép c6 von dau tu nuéc ngoadi. KPI - Key Performance
Indicators, 1a mot hé théng do luong va danh gia hiéu qua cong viéc, la cong
cu do ludng, danh gia hidu qua cong viéc dugc thé hién qua s liéu, ty 18, chi
tiéu dinh luong, nham phan anh hiéu qua hoat déng cua cac to6 chac hoic bo

phan chirc nang hay ca nhan.
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KPI 1a mot céng cu hién dai gilp cac nha quan Iy trién khai chién luoc
lanh dao thanh céc muc tiéu quan 1y va chuong trinh hanh dong cu thé cho
ting bo phan, ting nhan vién. Vi vay, KPI &p dung cho nhiéu muc dich: quan
ly hé théng cong viéc cua mot to chuc, tu quan ly cong viéc cua nhom, tu
quan ly cong viéc cua ca nhan. Thong thuong mdi vi tri chirc danh s& c6 ban
mo ta cong viéc trong d6 néu ré nhitng trach nhiém caa vi tri chirc danh do
phai thuc hién. Dua trén co s& nhitng trach nhiém cong viéc d6 Nha quan ly
s& dua ra cac muc tiéu, cac chi s dé do luong, dé danh gia hiéu qua thuc
hién cong viéc cua vi tri chirc danh do.

Két qua danh gia KPI chinh 13 co s& dé tra luong, tra thuong (P3) gan
véi hiéu qua, thanh tich thyuc hién céng viéc cta nguoi lao dong.

Déi véi P3, cac hinh thuc ghi nhan 13 tién thudéng, hoa hong chiét
khau, luong theo san pham, tang lwong cho tap thé, thuong thanh tich tap thé.
Doanh nghiép c6 thé thuong ¢ phiéu, quyén mua c6 phiéu hay chia s¢ lgi
nhuan doanh nghiép.

1.3. Cac yéu td tac dong téi vin dung phwong phap tra lwong 3P trong
doanh nghiép

Chinh sach luong thuéng 1a céng cu quan tri nhan luc quyén ning cta
doanh nghiép. N6 khong chi anh hudéng dén loi nhuan ngin han ma con tac
dong dén su truong ton va thinh vugng caa doanh nghiép. Xay dung tiéu
chuan cua tung vi tri, danh gia vi tri cong viéc dé tra luong theo gia tri, Xay
dung khung ning luc va danh gia niang lyc, xay dung hé théng tiéu chi danh
gia hiéu suat cong viéc, dam bao viéc tra luong cong bang ludn Ia viéc ma cap
lanh dao doanh nghiép quan tam. Pé van dung phuong phap tra lwong 3P tai
doanh nghiép, can quan tdm dén céc yéu té sau:

1.3.1. Cdc yéu té bén trong
1.3.1.1. Quan diém tra lwong cia lanh dao
Lanh dao doanh nghiép 1a nguoi truc tiép quyét dinh céc chinh séach

tién luong cua doanh nghiép. Chinh vi thé quan diém va cach nhin nhan cua
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lanh dao doanh nghiép vé tién luong s& ¢ anh huong truc tiép téi viéc xay
dung va hoan thién phuong phap tra lvong cua doanh nghiép. Khi lanh dao
coi tién lwong 13 mot khoan dau tw, xac dinh dau tu cho tién luong chinh 1a
dé thuc hién nhitng muc tiéu kinh doanh cua doanh nghiép, s& tao diéu kién
thuan loi trong viéc ban hanh chinh sach tién luong va phan phdi tién luong
khoa hoc, viéc van dung phuong phap tra lwong 3P s€ thuan loi hon.
1.3.1.2. Pdc diém san xudt kinh doanh

Dic diém san xuit kinh doanh, san pham hang hda va dich vu cua
doanh nghiép co6 tac dong dén co cau to chic, quy mod cua doanh nghiép.
Tuong ang voi mbi hinh thie san xuat kinh doanh, loai hinh san pham hang
hoa, dich vu cua mdi doanh nghiép l1a day chuyén san xuat, luc luong lao
dong phi hop. Va chinh nganh nghé kinh doanh, loai hinh kinh doanh, linh
vuc kinh doanh anh huong truc tiép dén viéc lya chon phuong phép tra lwong
sao cho phu hop. Ddi voi doanh nghiép san xuat s& phai c6 phuong phap tra
lwong khac véi mot doanh nghiép don thuan kinh doanh thuwong mai, hoac véi
doanh nghiép san xuat kinh doanh cac mat hang theo xu huéng cua thi truong
duogc thi truong don nhan tét s& cd phuong phép tra lwong khac voi doanh
nghiép SXKD mit hang khdng nhan dugc tin hiéu tét tir thi truong. Chinh vi
1& d6, tuy thudc vao dic diém san xuat kinh doanh ma doanh nghiép s& quyét
dinh tra luong theo khoan, theo san pham, theo thoi gian, hay tra theo phuong
phap luong 3P...
1.3.1.3. Hiéu qua sdan xuat kinh doanh

Két qua san xuat kinh doanh anh huéng truc tiép t6i thu nhap cua
nguoi lao dong. Néu tra luong khoa hoc, hop ly, hiéu qua s& kich thich dugc
nang suat lao dong, tao dong luc va ting hiéu qua kinh doanh. Ngugc lai, néu
doanh nghiép hoat dong khéng hiéu qua, san xuat kinh doanh cam chung, bi
thua 16 s& gdy anh huong rat Ion dén tinh hinh tai chinh, budc cac doanh
nghiép phai tinh téi viéc thu hep san xuat, cit giam lao dong, cat giam tién

lwong, tir 46 co thé din dén sy thay ddi vé cac chinh sach, cac ché do dai ngd
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nhan vién va cach thuc chi tra tién luong cho ngudi lao dong. Do viy, cin cir
vao tinh hinh san xuat kinh doanh trong timng thoi ky mdi doanh nghiép ¢6 su
diéu chinh phwong phép tra luong ph hop véi tinh hinh thyc té.
1.3.1.4 Chinh sach nhéan sy cua doanh nghiép

Chinh sach nhan sy cua doanh nghiép 1a viéc cu thé héa nhiing cha
trwong trong viéc sir dung va phét trién doi ngii nhan lyc caa doanh nghiép.
Dbi voi mbi thoi ky phét trién, doanh nghiép s& cé chinh sach nhan sy phu
hop, theo d6 s& 1a nhitng chinh séch tién lwong, thudng thay doi theo. Vi vay,
chinh séch nhan su caa doanh nghiép ciing tic dong dén phuong phap tra
lurong cuia doanh nghiép.
1.3.1.5. Pgi ngii cdn b lam cong tac Lao dong - Tién lwong

Doi ngil can bo 1am cbng tac chinh séch tién luong chiu trach nhiém
chinh trong viéc tham muu tu vin cac phuong an tra luong trong doanh
nghiép. Chinh vi vay, nang luc cta can bo anh huong téi tinh sat thuc, hiéu
qua cua phuong phép tra luong. Néu doanh nghiép c6 doi ngii can bo lam
cong tac chinh sach tién lwong dap tng duoc yéu cau nhiém vu, co trinh do
chuyén mon chuyén sau sé¢ dam bao xay dung phuong phap tra Iuong khoa
hoc va hop ly. Tt d6, nguoi lao dong duoc tra lwong xtimg dang, dang vi tri,
dung ning luc, dung gia tri cong hién va gilp o6n dinh tinh hinh SXKD, phét
huy t6i da héa loi nhuan cho doanh nghiép.
1.3.2. CA&c Yéu t6 bén ngodi
1.3.2.1. Cdc quy dinh mang tinh phap Iy cia Nha nmweéc vé lao dong, tién
lwong

Céc quy dinh vé tién luong ctia Nha nuée ban hanh nam trong hé théng
cac cong cu gitip Nha nudc diéu tiét quan Iy chinh sach tién lwong qudc gia
cling nhu quan Iy thu nhap cta ngudi lao dong trong cac to chic co quan,
doanh nghiép, dam bao su can bang thu nhap gitta c4c ving mién, can bang
cudc sbéng gitra con nguoi VGi con nguoi. Quy dinh cia Nha nudc vé lao

dong, tién lwong c6 tac dong truc tiép dén muc tién lwong va chinh sch tién
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lwong trong doanh nghiép. Viéc xdy dung phuong an tra lwong ctaa cac doanh
nghiép co thé linh hoat cho phu hop voi diéu kién SXKD nhung phai dya
trén co s& cac quy dinh ctia Nha nuéc vé tién lwong va tuan tha cac quy dinh
d6. Do d6, doanh nghiép can theo d&i va cap nhat cac quy dinh mang tinh
phap ly cua Nha nudc lién quan dén van dé tién luong dé tr d6 c6 dinh
huéng trong viéc xay dung phuong an tra lwong phu hop va dang quy dinh
cua Phap luat.
1.3.2.2. Thi truong lao ddng va dai thii canh tranh

Doanh nghiép muén ton tai va dung viing trén thi truong déu phai tuan
theo nhitng quy luat khach quan cua thi truong. Boi vay, cac doanh nghiép
phai thuong xuyén xem xét va nhin nhan méi quan hé giita cung va cau cua
thi trudng lao dong, tir d6 dé dua ra chinh sach tién luong phl hop va mang
tinh canh tranh d6i véi cac doanh nghiép cling nganh nghé. Mtc luong canh
tranh, chinh séach tién luong cong bang, khoa hoc sé& giit chan duoc nguoi lao
dong c6 trinh do, cd nang luc lam viéc lau dai va thu hat luc luong lao dong
c6 chat luong ngoai thi truong lao dong dén 1am viéc tai doanh nghiép.
1.3.2.3. Cach mang cong nghiép 4.0, trinh dg khoa hoc ki thugt, phéat trién
kinh té

Cach mang cong nghiép 4.0, khoa hoc ki thuat phéat trién gitp giam chi
phi lao dong va chi phi phuc vu hoat dong san xuat kinh doanh, tir d6 1am
ting niang suat lao dong va loi nhuan caa doanh nghiép. Khoa hoc ki thuat
phét trién ciing dong nghia voi su ting truéng cua nén kinh té. Do vay chinh
sach tién lwong phai tinh dén céc chac danh cong viéc co diéu kién tac nghiép
trong moi truong khoa hoc ky thuat cao, chirc danh tac nghiép dung it ham
luong cdng nghé, may moéc dé xay dung hé thdng luwong theo chuc danh,
cach thic chi tra, phuong phap tra lwong cho phu hop véi dac thu cong viéc

cua cac vi tri.
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1.4. Kinh nghiém mét s6 don vi da vin dung phwong phap tra lwong 3P
& bai hoc kinh nghiém cho Cong ty Thudc 1 Thing Long

1.4.1. Kinh nghiém ciia Cong ty Co phin dau tw sin xudt thwong mai Kinh
Héng Phiic

Puoc thanh 14p tir nim 2008, cong ty C6 phan Pau tu san xuét thuong
mai Kinh Hong Phdc 1a thuong hiéu hang dau trong linh vyc tu san xuat cac
chung loai kinh an toan, tiét kiém, ning lugng; cung cdp san pham kinh dé thi
cong chuyén nghiép hé vach kinh 16n, kinh vuot kho, kinh can nhiét, kinh
cuong luc cho cac toa nha cao tang véi téng dién tich nha may 40.000 m2.
Véi su nd luc phén dau khong mét moéi cua tap thé can bod cong nhan vién, vdi
thiét bi hé théng may moc, cong nghé day chuyén hién dai, quy trinh san xuét
chuyén nghiép, k¥ thuat cai tién lién tuc khong ngimg, san pham kinh an toan
mang thuong hi¢u HongPhucGlass da dugc nguoi ti€u dung binh chon la
Hang Viét Nam chét luong cao, Ctp vang thuong hiéu Viét, Cip vang thuong
hi¢éu Nganh xay dung,..

Cung v6i viéc mé rong phat trién kinh doanh, va canh tranh khdc liét
trong cudc chién thu hat & giit chan nhan tai, chinh sach co ché tién luong
hién tai d4 boc 16 nhiéu khuyét diém nhu tra theo cam tinh, chua kich thich
nang suit va tao dong luc lao dong. Hé thong tién luong cb cin clr vao két
qua kinh doanh thyc té nhung vin ning né trong quan diém thang bang luong
truyén thong, phan anh bang bang cap, thAm nién cong tac thay vi ting ning
luc cta ca nhan. Co ché luong khong hiéu qua, dan dén thu nhap khong canh
tranh, chay mau chat xam va khong c6 kha niang thu hat lugng lao dong méi.

Cin ct trén tinh hinh thuc té, sau mot qua trinh nghién ctru ciing manh
dan dé xuat xay dung hé théng lwong 3P nham hudéng dén sy khac biét vé tim
quan trong cua vi tri cong viéc, su vuot trdi cia nang luc, su xuét sic cta két
qua. Khi bét tay vao xay dung, cong ty ciing di c6 tu duy chuan hoéa lai hé
théng co ciu t6 chirc, nham tinh gon lai bd may, dong thoi qua d6 chuan hoa

lai hé thong chirc danh bang cach phén tich cong viéc nham loai bo cac chirc
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danh dang c6 su trung 1ap. Viéc xay dung P1, cong ty cling da xac dinh duogc
cac yéu tb tac dong 1én vi tri cong viée, dong thoi cham diém chirc danh nhim
xac dinh rd rang khoang diém cua timg chirc danh twong tGng. D6i v6i P2,
Cong ty méi chi dua ra cac ning luyc chung dé do ludng mirc 6 dap tng dé
xép bac twong ung. Lién quan dén P3, cac tiéu chi xdy dung danh gia mic do
hoan thanh cong viéc con thiéu can bang. Khong c6 mdi lién hé voi muyc tiéu
dai han, khong danh gia nhitng nd luc phat trién bén vitng. Khong c6 danh gia
tir tong thé (toan bd doanh nghiép, bo phan) t6i ca nhan theo thé diém can
bang.

Qua viéc trién khai hé va ap dung thdng luong 3P vao thuc té dong thoi
so sanh véi hé théng luong cil, cong ty di c6 nhimg chuyén bién tich cyc. Vi
viéc chuin héa duoc hé théng chitc danh dé tao co s& cho danh gia gia tri
cong viéc, nguoi lao dong cam nhan théy dugc vai tro cling nhu chirc danh
hién tai dang dam nhiém dugc cong ty danh gid mot cadch khoa hoc khong
phai 12 bdc thude hay theo co ché xin cho ma theo hé théng lwong chuan chi
c¢6 thang ngach bac. Bén canh d6 hé thong giai lwong 1d rang, ciing thu hut
dugc ngudn tng vién c6 chat luong, khong chi gitip gilt ngudi tot ma con
sang loc dugc 16p nhan vién phu hop. Viée xép bac trong ngach luong ciing 1a
mot dot pha, ngudi lao dong biét duogc nang luc thuc té so voi chic danh
nhim co s& xem xét nang lwong hay tuyén dung nhan sy dang voi yéu cau, tra
lwong dang nguoi, tranh dugc tinh trang cao bang dong gitta nang luc va bang
cap, nhitng nhan vién khong lam dugc viéc sé ty xin nghi, con d6i véi nhimng
nhan sy hoan thanh cong viéc mdt cach xuét sic va cham tran lwong cua
ngach, cong ty ciing c6 16 trinh cong danh 16 rang dé dap tmg dong thoi can
nhéc 1én vi tri cao hon.
1.4.2. Kinh nghiém vin dung phwong phdp tra lwong 3P ciia Tap doan
AUSTDOOR

Tap doan AUSTDOOR 14 nha cung cdp chuyén nghiép cac san pham

ctra cuon, ctra g0, ctta nhya uPVC, ctra nhdm cao cap trén thi truong Viét
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Nam. Dugc thanh 1ap ndm 2003 boi nhiing k§ su tré dam mé cong nghé va
day nhiét huyét, tién phong du nhap dong cira cuén Tam lién cong nghé Uc
vao Viét Nam.

Véi hé thong luong hién tai, chua c6 can ci dé danh gia cac vi tri cong
viéc dé tra luong cho phu hop, chua danh gia két qua cong viée thuc té cua tat
ca nhan vién dé tra luong. Viéc danh gia chi mang tinh chat thii tuc, khong
phan anh két qua thuc té cta cong viée. Hé théng lwong cling chua thé hién
dugc su cong bang trong viée tra luong ciing nhu khuyén khich va dong vién
nhan vién thong qua viéc tra lwong. Do d6 khi bat tay vao nghién ciru mot hé
théng luong mai, Lanh dao tip doan c6 mot ciu hoi 16n: lam thé nao c6 mot
hé thdng tra luong Cong bang — Canh tranh — Hop 1y, nhat 1a véi thoi dai
cong nghé thong tin phat trién nhu hién nay. Viéc thu hut nhan tai va giir chan
nguoi gioi 1a viéc dit 1én hang dau. Qua qua trinh tham khao va nghién ciu,
Lanh dao Cong ty di tim ra dugc cau tra 16i cho cau hoi nay dé 1a: Ung dung
phuong phap tra luong theo 3P sé& thuc hién dugc diéu do.

Khi bat tay vao thuc hién, ddi vai dai lwong P1, tap doan st dung 7 yéu
t6 CRG dé danh gia vi tri cong viéc, ddng thoi phan rd 7 yéu té d6 thanh cac
yéu t6 con dya trén dic thu cua cong viéc, dong thoi xac dinh ty trong cho
ting yéu t6 qua d6 xac dinh dugc hé thdng diém cho cac chic danh va hé sb
lwong chuan va khung luong chuan cho ting vj tri.

Pbi v6i dai luong P2, Tap doan da xdy dung cho mdi vi tri mdt ban
chuan ning luc cbt 16i (ASK) dua trén ban mo ta cong viéc. Cr 06 thang,
nhan vién duoc danh gia nang lyc ¢t 16i theo ban chuin duoc ban hanh néu
trén. % nang lyc 1a co sé ban hanh mac lvong c¢d dinh hang thang duoc
huong ctia nhan vién, qua d6 cong ty ban hanh mot % ning luc chuin: nhan
vién dugc danh gia bang muc chuan s& dat mic “luong chuan”, cao hon
chuan thi s& duoc cong thém, thép hon murc chuin bi trir di, viéc danh gia

theo chuan ASK nham danh gi dugc ning luc ciia nhan vién trong Tap doan
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nhan théy diém manh, diém yéu ctia mdi nhan vién va c6 ké hoach sép xép,
diéu phdi ngudn luc.

Ciing nhu Cong ty C6 phan dau tu san xuit thwong mai Kinh Hong
Phic, Tap doan Austdoor ciing chua 1am rd dugce hé thdng danh gid thanh
tich, chu yéu quan 1y theo muc tiéu (MBO) va dénh giad cong viéc dua trén
khoi luong, chét luong, tién do cua cong viéc ma chua gén cong vi¢c vo1 muc
tiéu chién luoc ctia Cong ty.

1.4.3. Bai hoc kinh nghiém cho Céng ty Thuéc ld Thing Long

Cong ty c6 phan dau tu san xuat thuong mai Kinh Hong Phuc va Tap
doan Austdoor déu 1a doanh nghiép tu nhin nén vé co ban cac don vi nay cé
thuan loi khi khong phu thudc vao co ché quan ly tién lvong ctia nha nudc.
Co ché tién luong cua cac doanh nghiép tién tién, phu hop, linh dong véi thuc
tién va co tinh canh tranh cao. Do vay, trudc sy hﬁp dan cta cac ché do dai
ngd, cling nhu minh bach trong ché do dai ngd, nén cac doanh nghiép nay da
thu hat dugc nhiéu nhan luc ¢ nang luc, trinh d. Tur kinh nghi€ém cua cac
doanh nghiép trong cung linh vyc, tac gia rat ra mot sd kinh nghiém khi ap
dung phuong phap tra lvong 3P vao doanh nghiép nhu sau:

+ Pbi v6i P1, doanh nghiép ciing can chuan hoéa lai hé thong co ciu to
chtrc, nham tinh gon lai b mdy, dong thoi qua d6 chuan hoa lai hé théng
chte danh bang cach phan tich cong viéc nham loai bé cac chirc danh dang c6
su triung 1ap, sau d6 tién hanh danh gia cong viéc, xac dinh mirc luong tuong
ung.

+ Pbi véi P2, doanh nghiép can xay dung mot ban chudn ning luc cho
mdi vi tri dya trén ban md ta cong viéc cia timg vi tri, c6 thé tmg dung mo
hinh nang luc ASK.

+ Dbi voi P3, cac tidu chi xay dung danh gid mirc d6 hoan thanh cong

vi€c phai lién h¢ vd1 myc tiéu dai han, dinh hudng phat trién cta to chuec.
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Nhu vay, tur kinh nghiém ctia cadc doanh nghiép khi van dung phuong
phap tra luong 3P, d6 ciing 1a bai hoc thue tién dit gia khi van dung phuong
phap tra luong 3P tai Cong ty thudc 14 Thing Long.
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CHUONG 2
THU'C TRANG PHUONG PHAP TRA LUONG TAI CONG
TY THUOC LA THANG LONG

2.1.Giéi thi¢u vé Cong ty Thuoc 14 Thiing Long

Thong tin chung vé Cong ty Thudc 14 Thing Long

Tén goi ddy du: Cong ty Trach nhiém hitu han mot thanh vién Thude 14
Thang Long

Tén giao dich tiéng Viét: Cong ty Thudc 14 Thing Long

Tén giao dich quéc té: Thang Long Tobacco Limited

Tén viét tat: Vinataba Thing Long

Tru s& chinh: 235 dudng Nguyén Trii, quan Thanh Xuan, Ha Noi

Dién thoai: 04 3858 4441 — 04 3858 4342  Fax: 04 3858 4344

Email: thanglongtobacco@vnn.vn.

Website: http://www.thanglongtabac.vn

Nganh nghé san xuét kinh doanh: San xuat kinh doanh thudc 14 diéu,
thudc 14 soi, cigar; ché tao, gia cong sira chita thiét bj chuyén nganh Thudc 1a
va cac nganh nghé khac theo quy dinh cuia phap luat.

Thiét bi va day chuyén san xuat: day chuyén ché bién soi thude 14, cudn
diéu, dong bao ctia Anh, Cong hoa Lién bang Ptrc, Cong hoa Phap, Cong hoa
Nhéan dan Trung Hoa.

2.1.1. Lich sir hinh thanh va phdt trién

Cong ty Thudc 14 Thing Long 1a mot doanh nghiép Nha nudc nam
dudi su quan 1y ctia Tong cong ty Thude 14 Viét Nam. Trong qua trinh xay
dung va truong thanh, Cong ty da trai qua 3 giai doan:

Giai doan 1957 - 1975:

Pay 13 giai doan dau sau khi Cong ty chinh thirc thanh 1ap ngay
6/1/1957 véi tén goi Nha may Thudc 14 Thiang long. Nha may chinh thirc
budc vao san xuat khi dat nudc dang trong nhiing ngay dau khoi phuc kinh té,

xay dung chu nghia xa hoi & mién Bic, thiéu thén tri thic ky thuat, co so vat
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chét ciing nhu lung ting trudc nhitng bi quyét nghé nghiép cua mot nganh
cong nghi¢p vira mé1 mé, vira phire tap nay.

Sau hon mot nim lao dong khan truong va sang tao, thang 9 nam 1959,
Nha may da hoan thanh khau thiét ké co ban. Cong nghiép thudc 14 xa hoi chi
nghia da ra doi tir sy nd lyc phi thudng ciia can bd cong nhan vién nha may.

Tt ndm 1970, trén co sé hé thong day chuyén san xuat da dugc cing
cd, hang xuit khau cua Nha may da dugc cac ban hang tin nhiém, tao ra
ngudn von ngoai t&é manh cho Nha mdy, gop phan thao g& nhitng khé khin vé
ngan sach do chién tranh dé lai. Nhiing thanh tich d6 di dua Thang Long tro
thanh don vi tién tién ctia Bo Cong nghiép nhe trong nhiéu nam lién tuc.

Giai doan 1975 — 1986

Pai thing mua xuan 1975 da dwa nudc ta budc sang mot thoi ky moi.
Nganh thuéc 14 Viét Nam budc vao giai doan khoi phuc va phat trién san xuét
trén pham vi ca nudc.

Sang nhitng nam dau thap ky 80, nét ndi bat ciia Thang Long 1a két hop
mot cach chat ché gitra san xuét va khoa hoc k¥ thuat nham dat duoc 2 muc
ti€u co ban: day chuyén san xuit dugc hoan thién, nang suét lao dong dugc
nang cao, trinh do k¥ thuat cua nguoi lao dong duogc cai thién. San phém cua
Thang Long vira da dang vé chung loai, vura tin cay vé chat luong, trong do
cac mit hang c6 dau loc xuit hién ngay cang nhiéu va dat duoc nhiéu thanh
qua dang tu hao.

Giai doan 1986 dén nay:

Tir sau Pai hoi Pang cong san Viét Nam lan tha VI, Pang khdi xudng
chuyén sang nén kinh té thi truong, x6a bo ché do doc quyén phan phdi thude
14 tr nam 1987 lam cho thi trudng c6 nhiéu bién d6i. Tiéu diém 1a ngay cang
xuat hién hang loat cic nha may thudc 14 & cac tinh, thanh phd, tham chi 1a
cac quan, huyén, ban nganh trong ca nudc. Bén canh do, thude 14 nhap lau
cling ngay cang nhiéu gy kho khin trong san xuat va tiéu thu. Tuy nhién, v6i
su nd luc vuot bac cua cac can bd cong nhan vién di giip Cong ty vuot qua
kho khin, trd thanh mét trong nhiing co sé san xuit ning dong va c6 hiéu qua

trong co ché thi truong.
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Ngay 6/12/2005 Nha may Thudc 14 Thang Long — Cong ty hach toan
doc 1ap thudc Tong Cong ty Thudc 14 Viét Nam dd chuyén thanh Céng ty
TNHH mot thanh vién Thubc 14 Thing Long theo Quyét dinh sb
318/2005/QD-TTg cua Thu tudng chinh phu.

Tur nam 2006, duoi su chi dao truc tiép cua Pang uy va lanh dao Téng
Cong ty Thudc 14 Viét Nam, Cong ty Thudc 14 Thang Long da khong ngimg
phéan dau, xdy dung chuong trinh hanh dong véi nhitng giai phap cu thé dua
Cong ty khong ngimg phat trién 16n manh vé moi mat. Nam 2011, Cong ty da
dugc Pang va Nha nudc trao ting phan thudng cao quy: Huan chuong Lao
dong hang Nhét trong céng cudc xay dung chu nghia x hoi va d6i méi dat
nudc.

Cac mdc phét trién quan trong ctia Cong ty dugc thé hién trong so dd

2.1 sau day:

,s}, LICH SU’ HINH THANH VA PHAT TRIEN

vinataba NHOM CONG TY (Truye thuoc TCT Thubc 1a Viét Nam )
THANG LONG +Céng ty TNHHMTYV Thuéc li Thang Long — Céng ty me
+Céng ty TNHHMTV Thuéc la Thanh Héa— Céng tycon /.
+ Céng ty TNHH MTV Thuéc I Bic Son — Céng ty con
+ Céng tv TNHH Thudc laba Ning - Céng ty con
+ Chinhanh Céng ty Thuoc Ia Thang Long tai TP HCM — Chi nhanh

NHOM CONG TY (Trye thuéc TCT Thubc 1a Vi iét Nam )
+Céng ty TNHHMTV Thuoc la ThangLong Cong ty me
+Céng ty TNHHMTV Thubc| Ia Thanh Héoa— Céng ty con
+ Céng ty TNHH MTV Thuéc li Bac Son — Céng ty con
+Céng ty TVHIITlmwc]a Pa Wang Cong*\ con

N\ )
Cong ty TNHH MTV Thuéc Ia Thang Long
Tr\rc thuoc Tong céng ty Thuéc li\ mt\w{x(\ inataba)

D

Nha may Thudc la Thang Long —
Tric thuéc Tong Cong ty Thuéc la Viet Nam (\unata\na&
THANGA G

T _Nhamay Thubc Ia Thang Long

Hop tac véi Tap doan Rotlunans san xuAt sin pham Dunhil
- Thanh lap Nha may Thuéc 1a Thang Long

So @6 2.1. Lich sir hinh thanh va phat trién ciia Cong ty Thudc 14

Nha may Thubc 1a Thang Long
Truwc thuéc Xinghiép Lien hiép Thuoclal

Thang Long
Nguon: website céng ty thanglongtabac.vn
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Trong subt 66 nam, Cong ty ludn thyc hién nghiém tic quy trinh cong
nghé, dam bao va khong ngimg nang cao cht luong 100% san pham dau ra,
thoa min nhu cau ngay cang cao cua thi trudng trong nudc va quoc té.

Véi san luong trung binh hon 1 ty bao mdi nim, Cong ty Thudc 14
Thing Long 1a mot trong nhitng doanh nghiép tién phong trong viéc san xuat,
kinh doanh va gidi thiéu cic san pham thubc 14 Viét Nam ra thi truong thé
gidi. Hién nay, nhiéu nhdn hiéu thudc 14 bao cua Cong ty Thudc 14 Thing
Long d& c6 mat tai nhiéu khu vuc thi trudng trén thé gidi. Ngoai nhimng thi
truong xuat khau lau nam nhu Trung Pong, Chau Phi, Pong Nam A... Cong
ty con khong ngimg tim kiém va mé rong céc thi truong méi nhu Singapore,
Han Qudc, chau Au, Hoa Ky.

Hién tai, Cong ty Thudc 14 Thing Long giit vai trd quan trong trong
Toéng Cong ty Thube 14 Viét nam néi riéng va nganh thudc 14 Viét nam noéi
chung. Trong tuong lai, cong ty sé& tap trung moi nd luc dé c6 thé day manh
hon cac mbi quan hé hop tac voi nhiéu qubc gia trong khu vuc va trén thé
gidi. Cong ty ludn san sang hop tac va chia sé co hoi kinh doanh véi tat ca
khach hang cling nhu ddi tac trong va ngoai nude ddi véi nganh thude 1a Viét
Nam.

2.1.2. Hoat dong kinh doanh

Linh vuc san xuat va kinh doanh chinh ctia Cong ty bao gdm: san xuét
va kinh doanh thudc 14 diéu; ché tao, gia cong sira chita thiét bi chuyén nganh
thudc 14; xuat, nhap khau cac mit hang Cong ty kinh doanh va mot sé nganh
nghé khac. Trong subt 66 nam phat trién, Cong ty ludn thuc hién nghiém tic
quy trinh cong nghé, dam bao va khong ngimg nang cao chat lugng 100% san
pham dau ra, théa man nhu cdu ngay cang cao cua thi trudng trong nudc va
qudc té. Véi san lugng trung binh hon 1 ty bao mdi nim, Vinataba Thing
Long 12 mdt trong nhitng doanh nghiép tién phong trong viéc san xuat, kinh
doanh va gi6i thiéu cac san pham thudc 1a Viét Nam ra thi trojong thé gidi.
Hién nay, nhiéu nhan hiéu thudc 14 bao ctia Céng ty TNHH MTV Thubc 14
Thing Long di c6 mit tai nhiéu khu vuc thi truong trén thé giéi. Ngoai nhiing

thi trudng xuat khau lau nim nhu: Trung Pong, Chau Phi, Pong Nam A...
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Cong ty con khong nging tim kiém va mé rong cac thi truong méi nhu:
Singapore, Han Qudc, chau Au, Hoa Ky.

Niam 2022, Cong ty Thudc 14 Thiang Long di hoan thanh xuat sic cac
chi tiéu so v&i ké hoach: San luong tiéu thu san phém noi dia cua Cong ty dat
mic ting trudng 4n tugng, san luong ban hang dat trén 1.179 triéu bao, ting
9,09% so v&i nam trudc, vuot 8,57% so véi ké hoach nim; Doanh thu dat
6.670,92 ty déng, tang 8,17% so udc thyc hi¢én nam 2021 va vuot 9,32% so
v6i ké hoach nim; Loi nhuan trude thué ude dat 203,68 ty dé)ng, tang 12,68%
so thuc hién nam 2021 va vuot 12,47% so vé6i ké hoach nam; Nop ngan sach
dat 4.740,21 ty déng, tang 18,04% so thuc hién ndam 2021 va vuot 12,47% so
ké hoach nim; Pam bao cong an viéc lam cho hon 1.500 CBCNV cong ty véi
mtrc thu nhap binh quén trén 24,5 triéu déng/ngudi/thang.

Cong ty thudc 14 Thang Long di luon nd lyc phat huy téi da ning luc
san xuat, hiéu qua sir dung may moc thiét bi, nang suat lao dong trong Nhém
Cong ty; thudng xuyén ra soat, danh gia, diéu chinh bo sung cac dinh muc
kinh té — k¥ thuat dam bao day du, chinh xac va kip thoi cho san xuat trong
diéu kién méi ctia Cong ty va cac don vi gia cong.

Ngoai ra, Cong ty con tiép tuc cac chuong trinh hop tac dai han, ky céc
hop dong lién két dau tu, hop dong nguyén tic mua nguyén liéu véi cac don
vi san xudt nguyén liéu thudc 14 thuéc Toéng cong ty. Pau tu von tai mot sb
doanh nghiép nguyén liéu, doanh nghiép phu liéu thudc 14 dé ting hon nita
tinh chit dong trong chudi cung tng. Bén canh do, tich cuc tim kiém ngudn
cung cap phu liéu, vat tu san xuét trong nudc véi gia ca phu hop, chét luong
dam bao, gdp phan giam gia thanh va ting hiéu qua san xuat kinh doanh.
Thuc hién tot chil truong mua t6i thiéu 50% nguyén liéu thudc 14 trong Tong
cong ty trong tong s6 nhu cau nguyén lidu ndi dia.

Bén canh d6, Cong ty Thudc 14 Thing Long tiép tuc ap dung bd sung
mod hinh quan 1y san xuat SM+1E két hop ap dung hé théng quan tri san xuét
tich hop IWS trong Phan xuong Cudn diéu — dong bao, trién khai dong bo va
xay dung ké hoach lao dong theo huéng hidu qua. Cong ty ciing diy manh

viéc trao d6i ngang dé khai thac hiéu qua ngudn nhan lyc. Nham phat huy
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nhing loi thé trong cac phan xudng san xuit, Cong ty dic biét quan tim dén
viéc nang cao chét luong gido trinh dao tao tai cic phin xudng, dong thoi
trién khai t6 chirc ddo tao, kém cip ndi bd trong cac phan xudng, cap Cong ty
va dao tao bén ngoai cho can b cong nhan vién theo cac nhom ddi tugng nhu
cong nhan van hanh may cudn, may bao... nham cung cip thém cac kién
thire, k¥ nang, k¥ thuat va phuong phap t6 chtrc diéu hanh.

Nhitng ndm qua, Cong ty Thudc 14 Thing Long ludn dic biét chu trong
trong nghién ctru Gmg dung céc sang kién cai tién k¥ thuat va trién khai hop ly
hoa san xudt, tai co cdu bd tri lao dong phu hop, nang cao hiéu qua san xuat.
Nhan biét cac lang phi trong san xuat vé thiét bj dé lam tot hon nita cong tac
duy tri hi¢u suét thiét bi téng thé. Tiép tuc nhan dién va tim kiém céac co hoi
cai tién cho nguyén vat tu phuy liéu tir khau thiét ké, in an, quy cach dong

g0i... dé ngay cang phu hop hon trong san xuat.



Bang 2.1. Ké hoach san xuit kinh doanh nim 2022
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KH
S Thyce Thuce K¢ hoach | 2022/TH
T Chi tiéu PVT
T hién 2020 | hién 2021 | 2022 2021
(%)
A B 0 1 2 3=2/1
Cac chi tiéu san
1 | lwongchinh | Trbao | 176836 | 1.862,52 | 1.784,00 | 95,78
Nhom Céng ty
Noi tiéu Trbao | 107509 | 1.158,88 | 1.163,00 | 100,36
Trong do: 42,26
ORE O Trbao 38,00 3300 | 86,84
Vinataba
Xuét khau Trpao | 0% 703,64 621,00 88,26
Doanh thu Trié
2 e TN 6601300 | 7.013.299 | 7.159.100 | 102,08
nhém cong ty dong
Trong d6 Thi
rong 4o Thang | 1190 | 5.576.835 | 6.103.198 | 6.102.000 | 99,98
Long
Loi nhuin .
. Triéu
3| trwethué | .7 1182439 | 188808 | 190.600 | 100,95
on
nhém céng ty 5
Trong d6 Thang | Tri¢
onece Tne | N o a0 | 180.759 | 181.100 | 100,19
Long dong '
Lgi nhuin sau n
. Tri€u
4| thuénhém | .°' | 150559 | 151650 | 152400 | 100,49
on
cong ty 5
T S Thang | Tri
rong do Thang | Tricu 145281 | 144.900 | 99,74
Long ddng | 142.200
Nop ngén sach | Trig
g | opmeansAth | LTI aase | 4.518.509 | 4.645.700 | 102,81
nhém Congty | dong e
Trong d6 Thang | Triéu | 3.593.741 | 4.014.933 | 4.158.400 | 103,57
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Long dong
R A A T oA
g | ongvondau | Tricu 52.140,77 | 57.300,44 | 1.098,81
tw Thang Long | dong |51.100,70
Kim ngach 1.000
7 | xuét khiu cong USD 78.182,3 | 76.020,30 | 74.704,96 | 98,27
ty
Trong d6 Thang | 1.000 | 61.001,82
rong €o Thang 0100182 | o 136.:82 | 53.470.95 | 88,92
Long uSD

Nguon: Bdo cdo muc tiéu tong quat, ké hoach kinh doanh nam 2022

San luong ti€u thu san phém noi dia cua Cong ty dat mirc tang trudng

an tuong, liiy ké 11 thang dat 1.082.,4 triéu bao (khong bao gom Vinataba),

tang 88,1 triéu bao, twong tng 108,9% so v4i cung ky nim trude. Du udc dén
31/12/2022 san lugng ban hang dat trén 1.160 tri€u bao, tang 81 tri€u bao,

twong tmg 107,5% so vo1 ndm trude.

Bang 2.2. K¢ hoach chi ti¢u san lwong chinh

STT b s VT Thuwc hién | Thuc | Ké hoach | KH2022/TH2021
Chi tieu 2020 hién 2022 (%)
A B 0 1 2 3=2/1
Tiéu thu »
) Tri¢u
I nhom ba;) 1.768.36 |1.862,52 | 1.784,00 95,78
cong ty
1 Chia theo
co ciu
Tri€u
NOoi tiéu 1.158,88 | 1.163,00 100,36
bao |1.075,09
Trong do: | Tri€u 42,26
: 38,00 33,00 86,84
Vinataba bao
C Triéu 693,26
Xuat khau 703,64 | 621,00 88,26
bao
Tiéu thu "
Tri¢u
2 Thiing ba;) 1.532,65 |1.652,02 | 1.586,00 96,00
Long
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o Triéu
Noi tiéu 1.080,89 | 1.086,00 100,47
bao 991,14
Trong do:
Vinataba
, , Triéu | 541,51
Xuat khau 571,13 500,00 87,55

bao

Nguon: Bdo cdo muc tiéu tong quat, ké hoach kinh doanh nam 2022

2.1.3. So do té chivc by mdy

Trong 66 nim xay dung va phat trién, Cong ty Thudc 14 Thing Long da
vuot qua rat nhiéu khoé khan, thach thire. T mot xuong san xuét don so, thi
cong dén nay da xay dung dugc mot nha may bé thé, hién dai, ngang tim khu
vue, dung vimg trong co ché thi truong; va trd thanh mot doanh nghiép dau
dan cta Tong cong ty Thudc 14 Viét Nam thoi ki d6i méi, hoi nhap. 66 nam
qua 16p 16p thé hé can bd, cong nhan Cong ty Thudc 14 Thing Long luén doan
két nhat tri, nang dong, sang tao, quyét tam vuot kho, thi dua phan déu hoan
thanh va hoan thanh vugt miic céc chi tiéu ké hoach sin xuat, kinh doanh, dua
mot doanh nghiép tir san xuat thudc 14 nira co khi tién t6i co khi hoa va tu
dong hoa. Poi ngii can bd quan 1y, k§ su, cong nhan lanh nghé giau kinh
nghiém cta cong ty khong ngimg 16n manh, ludn c6 nhiéu sang kién cai tién
k¥ thuat dugc ing dung c6 hi¢u qua.

B0 may to chirc Cong ty Thudc 14 Thang Long duoc thé hién

trong so do 2.2 sau day:
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) SO PO TO CHUC
N CONG TY TNHH MTV THUOC LA THANG LONG
THANG LONG ,
Ban Kiém sodt ndi by
Ban Kiém soat Cng ty  ====~
: Vin phing HDTV
Ban Thur ky - Tro Iy »  Vin phong Cong doin

PHO GIAM DOC PHO GIAM BOC 2 PHO GIAMBPOC PHO GIAM BOC
Phu tréch Thi trudmg trong Phy tedch San xudt, K¥ thudt, Phu trach Nhan siwr. Phap che, Phy tréch Xuat khiu, CNTT,
nuae, Chinhanh TPHCM Nang lirong N ANBV, ATVSLD-PCCN Ke hoach SXKD. Doi ngoat
g MEAARRAARAARDMAE
Svll e M EHEel] 2 HasllsENIgH{2a/5E .0 EH 5 el 2
g > 3 = o e SE|l&8E El C- 8 | - = E N s =
2.8 = = "o @ 2 P E={munl| =T == 2= = > KB 8 = ‘
<3 = E =2 £ P lug YEM| 2 b O3 Z= =) = S8 )
a = g a o : ZahM % a Mg ; o = ©= o |
& Na©| \ ‘ B « WA |
\ RN ‘\ )y A\ 4 J
A
Phiin xwimg | Phiin xwing | Phiin xuwing Phin xwing
Soi | Cubn diéu déng bao J Hgp tie quéc té Co dign
\

So dd 2.2. So d@d t6 chirc Cong ty TNHH MTV Thudc 1a Thing
Long
Nguon: phong T6 chirc nhan su

Co cdu bd may to chirc cia Cong ty TNHH MTV Thude 14 Thing Long
gom:

- Ban lanh dao cong ty: Pung dau 1a Hoi dong thanh vién, Ban kiém
soat noi bo, Giam dbc. Phia dudi 1a phd giam ddc phy trach 4 mang cong
viéc: Pho giam ddc phu trach dau tw, ATVSLD, An ninh — bao vé, Phé giam
déc phu trach lao dong tién lwong, phap ché; Pho giam ddc phu trach k¥ thuat
va Pho giam ddc phu trach tiéu thy, thi trudng.

- Khéi van phong: Tham muu, gitip viéc cho Lanh dao Cong ty vé tat
ca linh vuc dudi su chi dao truc tiép cua Pho giam déc.

- C4c phan xudng san xuat: Bao gdm 4 phan xuodng: Phan xudng Soi,
Phan xudng Cudn diéu - dong bao, Phan xudng Co dién va Phan xudng Hop
tac qudc té.

Cac phan xudng t6 chirc, sip xép bd tri lao dong theo cac cong viéc,
trén co s& may moc thiét bi duoc giao, san xuit ra cac loai san phim ding
tiéu chuan chat luong theo ké hoach cua Cong ty giao, dam bao an toan va

hiéu qua.
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Bang 2.3. Co cAu ngudn nhan luc cia Cong ty Thudc l&
Thang Long nam 2020, 2021, 2022

So 2020 2021 2022
TT Chi tiéu So lwong | Ty 16 | SO lwong| Ty I¢ | SO lwong| Ty Ié
(Nguwoi) | (%) | (Ngwoi) | (%) | (Ngwoi) | (%)
Tong s6 lao dong | 1417 1497 1554
2 Co ciu
a | Theo phan cong lao dong
Lao dong gian tiép 244 | 1726| 237 |1588| 233 | 1505
Lao dong truc tiép 1173 | 82,74 1260 84,12 1321 84,95
b | Theo gidi tinh
Nir 600 |4237| 628 |41,93| 648 | 4172
Nam 817 |5763| 869 |5807| 906 | 58,28
¢ | Theo d tudi
<30 217 | 1534| 244 |16,29| 267 | 17,04
30— 40 514 |36,27| 553 [3697| 571 | 36,78
41 -50 619 | 4368| 629 |42,02| 636 | 41,00
> 50 67 4,71 71 4,72 80 5,18
D | Theo trinh d6 chuyén mon
Trén Dai hoc 71 0,5 87 0,58 87 0,56
Pai hoc 244 | 1726| 249 |1662| 251 | 16,16
Cao dang 28 0,2 37 0,25 37 0,24
Trung cap 43 3,05 48 3,23 48 3,1
Cong nhan ky thuat | 839 59,2 895 59,8 935 | 60,19
Lao dong pho thong 280 19,79 292 19,52 307 19,75

Nguon: Co cdu lao dong qua cdc nam — Phong Té chizc Nhan su.

2.2. Phan tich thwe trang phwong phap tra lwong tai Cong ty Thudc 14

Thang Long

2.2.1. Cdc phwong phdp tri lwong tai Cong ty Thuéc La Thing Long
2.2.1.1. Péi véi khoi san xudt

Trong thuc té, tai cac don vi san xuat trong Cong ty dang ap dung cach
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tinh tién luong cho tirng nhdm lao dong truc tiép san xuit nhu sau:

Tién lwong san pham c4 nhan, tién lwong khodn (hay tién lwong
cong ngh¢):

Tién lwong san pham cé nhan, tién luong khoan duogc tra theo ning
suat, chat luong va don gia tién luong nguyén céng san xuat san pham cua
ting céng nhén tryc tiép ghi trong Phiéu giao nhan va thanh toan tién luong
san pham c6 du chit ky xac nhan theo quy dinh. Cong thirc tinh nhu sau:

Ti = Tag X Qi
Trong d6: Ti: Tién lwong cong nhan i
gi:  S6 luong san pham dat tiéu chuan
ctuia cong nhan i
Tae: Pon gié tién luong san pham hoic
lurong khoan
Puoc xac dinh theo cong thurc:
Lo

Qo

Qo: Mtic san luong ctiia cong nhan trong ky

ng -

Lo: Luong cap béac clia cong nhan trong ky.
Hién nay, cong ty di tinh gdp chung phu cap doc hai vao hé sb luong
cap bac ciia cong nhan.

Bang 2.4. Bang hé sé lwong cip bac cong nhan cdng nghé

Bic tho 6/6 | 5/6 | 4/6 | 3/6 | 2/6 | 1/6
H¢ sé lwong | 3,10 | 248 | 1,95 | 152 | 1,15 | 1,00

Nguon: Phong Té chirc — Nhdn sie
Bang 2.5. Bang hé sé lwong cap bic cong nhan co khi

Bdc thy 77 1 67 | 517 | 47 | 37 | 27 | U7

H¢ 56 lwong | 360 | 296 | 241 | 1,95 | 158 | 1,24 | 1,20

Nguén: Phong To chirc — Nhdn su
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Tién lwong san pham tap thé
Hinh thtrc nay duoc ap dung cho nhitng t6 cong nhén truc tiép san xuat &
Cong ty. Tién luong cia ca td duge xac dinh nhu sau:
TLis = DGis % Qi

Trong do:
TLy : Tong tién lwong san pham cua ca to.
DPGy: La don gia tién luong cua to
Q:: San lugng thuc té ma ca td san xuat dugc.
Tién hanh chia luong cho timg nguoi trong to theo cong thirc:

L= I xn xH
Z[n,::u',;.

Trong do:

TL;: Tién lwong san pham ctia ngudi thir i nhan dugc

ni: SO ngay cong lam viéc thuc té cla nguoi lao dong thwr 1 Hi: Hé $6
luong xép theo bang luong

Nhu vy, tién luong san pham cta khdi san xuat phu thudc vao don gia
va s6 lugng san phadm ma ca nhan hay tap thé ngudi lao dong hoan thanh. Do
d6, co tac dung khuyén khich nguoi lao dong ting ning suat lao dong, tich
cuc hoc tap trau ddi kinh nghiém va trinh d§ chuyén moén nham lam tang tién
lvong, thu nhap.

Hon nita, cong tac dinh mirc lao dong duoc Cong ty rat chi trong va
thuc hién mot cach khoa hoc va hop 1y tir cac can by dinh murc ¢6 trinh do.
Hién nay, Cong ty da x4y dung dinh muc lao dong cu thé cho ting cong viéc
va don gid san pham cia ting cong viée duge quy dinh rat rd rang trong ban
quy dinh vé dinh bién lao dong va don gia tién lvong san pham. Mit khac,
cong tac t6 chirc, phuc vu noi lam viéc cling dugc Cong ty quan tam va thuc
hién tdt; cong tac nghiém thu san phém duoc thuc hién chat ché va chinh xéac.

Pay 1a diéu kién thuan lgi dé tinh luong san pham chinh xac va cong bang
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theo san pham.

Tuy nhién, viéc chia luong cho timg ngudi lao dong trong tip thé lai
phu thudc vao hé sb luong va ngay lam viéc thuc té. Do do, nhiing nguoi lao
dong c6 cung hé sd luong va ngay lam viéc thuc té trong cting mét t6 thi tién
lwvong nhan dugc 13 nhu nhau, khong phan biét két qua lao dong cua timg
nguoi. Piéu d6 din dén su khong cong bang cua mdt s6 ca nhan, hay co
nhirng ¢4 nhan lam viéc tich cuc nhung khong dugc ghi nhan, tién lvong nhan
dugc cling chi bang ngudi co cung hé sb lwong hodc thip hon ngudi c6 hé sb
cao hon nhung lam viéc kém hi¢u qua hon. Nhu vay, Cong ty chua danh gia
dugc mirc d6 dong gop thuc té cia mdi ngudi trong tap thé, tién luong tra cho
nguoi lao dong con mang tinh binh quan, chua gan véi két qua thuc hién cong
vige, lam gidm dong luc lao dong.

Van dé nay doi hoi Cong ty can dic biét quan tdm va c6 nhiing bién
phap thich hop nham cai thién tinh hinh néu trén. Cong ty co thé xay dung
mot hé théng danh gia mirc do dong gdp cua ngudi lao dong trong tap thé,
danh gia dugc hi¢u suat cong viéc cua tung ca nhan, dé tién luong phan anh
chinh xac muc d6 dong gop clia ctia modi nguoi.
2.2.1.2. Déi véi khéi gidn tiép

Tién luong ciia nguoi lao dong khéi gian tiép duoc tinh theo hé sb
lwong hiéu qua va hé s6 luong hiéu qua chung ctia khoi gian tiép theo cong
thirc sau:

- Hé sb lwong hiéu qua chung:

TLhoet
Tlet

Huger =

Trong do:

Huoer : Hé sb luong hiéu qua ciia khdi gian tiép

TLer : Tién luong gian tiép hé s 1

TLnoot : Tién lwong hiéu qua khdi gian tiép. Puoc xac dinh bang tong

tién luong hiéu qua ctia ngudi lao dong khéi gian tiép:
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n
TLuoer = 2 HuoiXTlnin
=1
Trong d6: Hugi  : Hé s6 lwong hiéu qua ctia nguoi thi i.

TLmin : Tién luong t6i thiéu do Nha nude quy dinh

- Tinh luong cho ting nguoi:

TLi= HHQi*TLmin*HHQGT*Ki

Trong do:

TL; : Tién luong cua nguoi thi i.

Hroi : Hé s6 lwong hiéu qua ctia nguoi thar i K, : Hé s6 hoan thanh cong
viéc thang

Nhu vay, tién luong cua nguoi lao dong khdi gian tiép trong Cong ty
phu thudc rat nhiéu vao cach xac dinh hé s6 luong hiéu qua va dé tién luong
phan anh duogc chinh xac mirc d§ dong gop cua nguoi lao dong thi lai phu
thudc rat 16n vao cach xac dinh hé s6 hoan thanh cong viéc thang.

2.2.2. Phwong phdp dinh gid hiéu qud cong viéc dé tra lwong
Cong ty Thudc 14 Thing Long ap dung hé s6 lwong hiéu qua dé tra luong. Dé
xéac dinh duoc hé s lvong hiéu qua, Cong ty da thuc hién cac bude sau:

viéc.

Budc 1: Xéac dinh hé thdng chirc danh cong viéc trong cong ty.

Budc 2: Xéc dinh cac nhém yéu t anh hudng dén timg chirc danh cong

Budc 3: Xac dinh cac yéu t trong mdi nhom yéu to.

Budc 4: Xac dinh muc diém va cho diém timg yéu t6 d6i véi mdi chirc
danh cong viéc, tong hop diém vao bang ma tran chirc danh.

Budc 5: Tinh tong diém cho ting vi tri chitc danh cong viéc.

Budc 6: Xac dinh hé sé din cach va hé sb luong cho cong viée co diém
cao nhét, ung vo1 cong viéc ¢6 do phuc tap nhét, tir d6 xac dinh hé sd luong
hiéu qua cho cac cong viéc khéc.

+ Hé s6 hoan thanh cong viéc thang K; dugc x4c dinh theo cach sau:

Hang thang thu truéng cac don vi nhan xét danh giad mirc d¢ hoan thanh

cong vi¢c cua tung can by cong nhan vién cua don vi minh ndp phong To6
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chtrc nhan sy tong hop xac dinh hé sb, phong tai chinh ké toan tinh luong tra
cac don vi. Mtrc d6 hoan thanh cong viée (hé s6 K;) duoc danh gia hang thang
theo cac chi tiéu nhu sau:

1. Hoan thanh khéi luong cong viée dugc giao theo dung tién do.

2. Chat luong cong viée dat két qua tot.

3. Chép hanh t6t ndi quy, quy ché lam viéc, doan két ndi bo tét.

4. Pam bao ngay cong lam viéc theo ché do, khong di muon vé som.
Hé s6 danh gia muc do hoan thanh cong viéc.

+ Loai A: hé s6 Ki= 1,1 : Pat 4 chi tiéu.

+ Loai B: hé s6 Ki= 1,0 : Pat 3 chi tiéu.

+ Loai C: hé s6 Ki= 0,9 : Pat 2 chi tiéu.

+ Loai D: hé s6 Ki= 0,5 : Pat 1 chi tiéu.

Qua cach tinh lwong cho bd phéan gian tiép ctia Cong ty cho thay:

Cong ty di xac dinh dugc cong thirc tinh lwong cu thé cho ngudi lao
dong ¢ khéi gian tiép. Viéc chia lwong theo hiéu qua ma cong ty 4p dung
gan voi muc do phuc tap, tinh trach nhiém cua cong viéc duoc giao, khong
phu thudc vao h¢ $6 luong. Cach tinh h¢ ) lvong hiéu qua la khoa hoc, ddm
bao duoc tién lvong nguoi lao dong gén voi dic diém cong viéc cua ho, tao
duogc su cong bang va tranh phan phdi binh quén trong tra luong.

Nhu véy, doanh nghiép di ap dung hé sb Ki dé danh gia két qua thuc
hién cong viéc ctia ngudi lao dong. Can ¢ vao dic diém t6 chic ki thuat va
lao dong ctia Cong ty, cac chi tiéu 1am cin ctr danh gia va xac dinh K; c6 thé
la:

(1) Ning suit lao dong

Ning suét lao dong ciia cong nhan cé anh hudng truc tiép dén két qua
san xuat kinh doanh cta Céng ty. Do d6, chi tiéu nay nham khuyén khich
nguoi lao dong tich cuc hoan thanh nhiém vy, vugt mirc ké hoach.

(2) Pam bao chét luong san pham

Chi tiéu nay nham khuyén khich ngudi lao dong khong vi sb lwong ma
bo qua chat lugng cua san phém, lam giam s6 lugng san phém 16i, hong,

khong dat chit lugng. Hon nita, & c6 nhitng san pham dat chat luong tot doi
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hoi trinh do tay nghé cta ngudi lao dong ciing phai cao. Do dd, chi tiéu nay
con c6 tac dung dong vién, khuyén khich nguoi lao dong nang cao trinh do
tay nghé.

(3) Tiét kiém vt tu

bay 1a mot trong nhiing chi ti€éu kha quan trong. N6 giup tranh tinh
trang cong nhan san xuét chay theo s luong, cd ging san xuit ra nhiéu san
pham ma khong quan tim dén viéc tiét kiém vat tu cho Cong ty. Chi tiéu nay
dua vao s& khuyén khich nguoi lao dong tiét kiém vat tu trong san xudt, giup
Cong ty tiét kiém dugc mot phan chi phi san xuét (chi phi nguyén vat liéu), 1a
co s& dé ha gia thanh san pham.

(4) Y thuc ky luat lao dong

Chi tiéu nay dung dé danh gia tinh than, thai do, ¥ thuc lam viéc cua
nguoi lao dong. Nang cao y thirc, trach nhi¢m lam viéc nhom cua tung nguoi
lao déng trong tap thé.

(5) Tham nién lam viéc tai Cong ty

Thuc té & Cong ty cho thiy lao dong c6 tham nién cong tic cao & Cong
ty 1a kha nhiéu. Do d6, chi tiéu nay gitp khuyén khich nguoi lao dong tich

cuc cong hién va gan bo lau dai véi Cong ty.
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Bang 2.6. Bang tiéu chi danh gia két qua thuc hién cong viéc caa
bd phan san xuét

STT Tiéu chi Pié¢m
Hoan thanh mrc 120% trd 1€n 30
Hoan thanh muc tir 110% dén dudi 120% 20
. Hoan thanh mirc tir 100% dén dudi 110% 10
Nang suat , :
R Hoan thanh muc tor 90% dén dudi 100% 5
1 lao dong
Hoan thanh dudi 90% 0
Dam bao Khong co san pham xau 20
, chit lugng [Ty 1é sdn pham xau dudi 2% 10
cong viéc [Ty 1é san pham xau tir 2% trd 1én 0
Tiét kiém tir 30% trd 1én 25
, Tiét kiém tir 20% dén dudi 30% 20
Tiet kié y ,
3 leﬂt t“?m Tiét kiém tir 10% dén dudi 20% 10
vat tu , .
' Tiet kiém tir 5% dén dudi 10% 5
Tiét kiem dudi 5% 0
Thuc hién nghiém chinh, khéng c6 vi pham 15
Y thirc ky [Vi pham 1 lan 10
A luat lao  [Vi pham tir 2 dén 3 lan 5
dong Vi pham trén 3 lan 0
Tu 10 nam tro 1é€n 10
Tham nién .
. Tu 5 ndm dén dudi 10 nam 5
5 lam viéc
Dud1 5 nam 2

Con dbi véi bo phan gian tiép, viée danh gia két qua thyc hién dugc
dua theo cac tiéu chi chAm diém nhu sau:

(1) Chét luong hoan thanh cong viéc

Chi ti€u nay dung dé danh gid kha nang lam viéc, trinh d§ nghi¢p vu
ctia lao dong va mirc 46 dong gdp cua ho cho doanh nghiép. Co thé chia thanh

cac muc sau:
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- Tét: Cac cong viéc dugc hoan thanh trudce ké hoach, thuc hién nhiém
vu day du, c6 hiéu qua, mang lai loi ich cao cho cong ty, dong gdp vao su
phat trién cta cong ty.

- Pat: Céc cong viéc, nhiém vu dugc hoan thanh theo dung yéu cau, kip
tién do.

- Chua dat: Khong dam bao hoan thanh cac cong viéc dugc giao, anh
huong dén cong viéc chung cua Cong ty.

(2) Mtrc do phure tap cia cong viéc

Chi tiéu nay thé hién d6 phirc tap cua cong viée theo cac cap trinh d6 va
dugc chia theo cac chitc danh. Chi tiéu nay thuong ding dé danh gia gia tri
cong viée, tuy nhién voi mong mudn nang cao tinh than trach nhiém, y thic
lam viéc ctia cac cap quan ly, Cong ty van co thé st dung chi tiéu nay dé danh
gia két qua thyc hi¢n cong viéce cua mdi nguoi.

(3) Y thtrc chap hanh ndi quy, quy ché

Chi tiéu nay dung dé danh gia viéc thuc hién thoi gian lam viée va danh
gia ¥ thuc ky luat cia nguoi lao dong nham han ché tinh trang di mudn vé
som, gidm thoi gian lang phi, tdn dung dugc thot gian 1am viée hiéu qua. Co
thé phan thanh cic mirc sau:

- T6t: Pam bao di 1am day du s6 ngay cong, khéng di mudn, vé sém,
khong lam viéc riéng trong thoi gian lam viéc cua Cong ty, xin nghi phép
dung theo quy dinh ctia Cong ty.

- Khé: Vi pham mot trong céc 15i trén 1 1an.

- Trung binh: Vi pham nhiing 13i trén tir 2 dén 4 lan.

- Kém: Vi pham nhiing 15i trén tir 5 1an tro 1én.

(4) Tinh than trach nhiém trong cong viéc

Chi tiéu ndy nham nang cao tinh than trach nhiém vdi cong viéc cia
nguoi lao dong trong Cong ty.

(5) Quan hé véi dong nghiép

Chi tiéu nay dung dé danh gia tu cach ctia mdi c nhan, tinh than doan
két, xdy dung tap thé ciia ngudi lao dong. Qua d6 nang cao tinh than doan két,
gan bo ctia mdi ca nhan trong tap thé, lam manh vin hoa Cong ty, hudng toi

su phat trién ciia Cong ty. C6 thé chia thanh cac mic sau :
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- Tét: Co y thirc doan két, giup d& dong nghiép ciing hoan thanh

nhiém vu, song chan hoa v4i moi nguoi xung quanh.

- Kha: Séng ling 18, binh thuong, it giao luu, it hoa dong véi moi

nguoi nhung khong xich mich vaéi ai.

- Trung binh: Séng co lap, khong quan tdm dén moi nguoi, khong co y

thire giup d& moi nguoi, chi biét dén ban than.

- Kém: C6 hanh vi gay ra sy mat doan két trong tap thé, lam anh

huong to1 cong viéc, anh huong tdi cong ty.

* Sau khi xac dinh dugc céc chi tiéu danh gia, Cong ty tién hanh phan

tich va chia diém cho cac chi tiéu.

Véi tong diém 1a 100 diém, c6 thé chia nhu sau:

Bang 2.7. Bang chia diém theo két qua thuc hién cong viéc cia
bd phan lao ddng khdi gian tiép

STT Tiéu chi Diém
) Tot 35
Chat lugng hoan thanh
1 A » Dat 20
cong vi¢c
Chua dat 10
Giam doc 30
Phé giam doc 25
5 Murc do phuec tap cua Truong phong 20
cong viéc Pho phong 15
K¥ su, ctir nhan 10
Khéc 5
Tot 20
, . , Kha 15
3 Y thtrc chap hanh noi .
14 Trung binh 10
uy, quy ché -
quy, quy Kém 0
C6 tinh than trach nhiém trong 10
. Tinh than trach nhiém cong viéc
trong cong vi¢c Khong c6 tinh than trach 0
nhiém trong
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cong viéc
Tot 5
_ Kha 3
5 Quan h¢ véi -
\ » Trung binh 1
dong nghi¢p -
Kém 0

Dua vio céc tiéu chi va diém cho ting tiéu chi nhu trén dé tinh diém
cho timg nguoi. Sau d6 chia khoang dé xac dinh hé sb K;

Theo nhu phan tich, hé s6 hoan thanh cong viéc ¢ cong ty quy dinh
tuong d6i thap va khoang cach gilta cac hang thanh tich twong ddi ngan,
khong c6 tac dung khuyén khich nguoi lao dong cb ging thuc hién tbt cong
viéc, dam bao céc chi ti€u danh gia.

Bang 2.8. Bang hé s6 mirc d§ hoan thanh cong viéc

Khoing diém Ki
Ttr 90 dén 100 diém 1,5
Tir 70 dén 89 diém 1,2
Tir 50 dén 69 diém 0,8
Duéi 50 diém 0,5

Viéc dua hé sd danh gia mirc d6 hoan thanh coéng viéc (K;) vao cong
thure tinh luong cling c6 nhiéu vu diém.Tuy nhién, dé c6 hiéu qua thi lai phu
thudc chu yéu vao cach xac dinh K;. Céac chi tiéu ma Cong ty dua ra mang
tinh chung chung, khong cu thé, din dén viéc danh gia mang tinh chu quan,
danh gia theo cam tinh. Céc chi ti€u mang tinh dinh tinh cao, khong phan loai
dugc lao dong.

Thém vao d6, mic hé sb Cong ty dua ra chua phu hop, khoang cach
giita cac hé s6 cua timg hang thanh tich chua cé tac dung khuyén khich nguoi
lao dong tich cuc lao dong, sadng tao; nhirng ca nhan xudt sic chua co murc
danh gia hop 1y va tuong xting v61 nang luc, lam gidm dong luc lam vi¢c cua

ho.
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Nhu vay, c¢6 thé thiy rang tuy viéc tinh tra luong ctia Cong ty da gin
vo1 muac do phtc tap, tinh trach nhi¢m ctia cong viéc nhung lai chua gén voil
thuc té thuc hién cong viéc cua nguoi lao dong. Do do6, Cong ty can thém chi
tiéu tinh lwong, cu thé cac chi tiéu dé dam bao tra luong dung, gan voi thuc té
hoan thanh cong viéc cia nguoi lao dong.

2.3. Phan tich cac yéu t6 tic dong dén van dung phwong phap tra lwong
3P tai Cong ty Thudc 1a Thing Long
2.3.1. Pic diém nganh nghé sin xudt kinh doanh

Cong ty hoat dong trén linh vuc san xuat va kinh doanh thudc 14 bao 1a
cha yéu. Thé nhung, san pham nay thudc loai khong duoc khuyén khich tiéu
dung va khong dugce quang cdo trén cac phuong tién thong tin dai chung. Hon
nita, Nha nudce thyc hién cac bi¢n phap kiém soat chit ché quy dinh han muc
san luong san xudt va co chinh sach thué dé han ché viéc san xuit va tiéu thu
thudc 14, bén canh d6 con co cac bién phap nham tuyén truyén van dong giam
nhu cau st dung thudc 14. Do do, chinh sach tién luong can t6i uvu hiéu qua,
dam bao tra luong ding nguoi, dung viéc, dang vi tri, ding nang luc va ding
gia tri dong gop.

Hiéu qud sin xudt kinh doanh

Tuy Céng ty phai dbi dién voi nhiéu thach thirc khod khan (dich bénh,
dut giy chudi cung ung, gia dién, xing dau, vat tu, nguyén liéu lién tuc ting,
cong vdi stc ép canh tranh tir thi trudong, tir mat hang thudc 14 1au dién bién
phuc tap) nhung vé6i su chi dao sang sudt cua ban lanh dao cung ¥ thuc tu
giac, long quyét tAm, sy nd luc cia toan thé can bo cong nhan vién nén Cong
ty d3 vuot qua nhitng khé khin va dat duoc nhitng thanh tyu nhat dinh.

Nam 2022, Cong ty Thudc 14 Thing Long dd hoan thanh xuét sic cac
chi tidu so voi ké hoach, doanh thu Cong ty wéc dat 6.575,1 ty dong, ting
7,73% so udce thuc hién nam 2021 va vuot 7,75 % so véi ké hoach nam; Loi
nhuan trudc thué wéc dat 203,7 ty dong, ting 12,68% so thuc hién nam 2021
va vuot 12,47% so v6i ké hoach nim; Nop ngan sach udc dat 4.661,56 ty
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déng, tang 16,08% so thuc hién ndm 2021 va vuot 12,1% so ké hoach nam.

San lugng tiéu thu san pham ndi dia ctia Cong ty dat muc ting trudng
an tuong, liy ké 11 thang dat 1.082,4 triéu bao (khong bao gdm Vinataba),
tang 88,1 triéu bao, tuong tng 108,9% so véi ciing ky nim trude. Du wdc dén
31/12/2022 san lugng ban hang dat trén 1.160 tri¢u bao, tang 81 tri€u bao,
tuong tng 107,5% so v&1 ndm trude.

Két qua kinh doanh cta doanh nghiép hiéu qua d6 ciing chinh 1a mot
trong nhing tién dé rit quan trong trong viéc xay dung chinh sach tién luong
va van dung phuong phap tra luong 3P tai Cong ty Thudc 14 Thiang Long.
2.3.2. Pic diém vé nguon nhan luc trong Cong ty

Lao dong 13 mot trong ba yéu td san xuét, ¢6 anh hudng truc tiép dén
két qua hoat dong san xuét kinh doanh cta Cong ty ndi riéng va cta cic
doanh nghiép noi chung. Cac dic diém vé ngudn nhan luc ctia Cong ty nhu
quy md, trinh d6, do tudi hay gidi tinh déu c6 anh hudng dén chinh sach tra
luong cua Cong ty va cac phuong phép tra luong.

Quy mé ngudn nhan lyc cia Cong ty lién tyc ting qua cac nam, trong
d6 tang 1én vé so luong ca & lao dong truc tiép va lao dong gian tiép. Ty 18 lao
dong truc tiép ludn chiém ty 1¢ 16n, trén 80% trong tong sb lao dong ctia cong
ty.

Do dic thu doanh nghiép san xuat & tinh hinh kinh doanh phat trién,
cong ty can st dung s luong lao dong kha 16n (tir 1400 — 1500 lao dong
trong 3 nim gan day). Va luc lugng lao dong trong Cong ty qua 3 nim gan
day déu tang 1én. Do d6, Cong ty ciing can phai co cac phuong an tra lwong phu
hop dé khai thac va sir dung hiéu qua quy tién luong cia doanh nghiép, nham
tao dong luc, tdng nang suit lao dong va kich thich hiéu qua kinh doanh.

2.3.3. Quan diém trd lwong ciia linh dao

Nhan thitc duge vai tro, tim quan trong cua tién luong trong viée kich

thich lao dong sang tao, san xuat, hiéu dugc tam quan trong ctia cong tac quan

ly quy luong, 1anh dao Cong ty ludn coi tién lwong nhi mot khoan dau tu cho
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su phat trién, san sang dau tu vé tién luong dé dat hiéu qua cao nhat. Do do,
Cong ty ludn quan tim dén viéc xdy dung phuong phép tra lwong hop 1y, cac
ché d6 dai ngd phu hop véi dic diém, tinh hinh phat trién ciia Cong ty va x4
héi dé dam bao muc tiéu khuyén khich nguoi lao dong tich cuc 1am viée, nang
cao hiéu qua cong viéc, gin bo 1au dai v6i Cong ty. Pay 1a mot trong nhiing
yéu td tao diéu kién thuén loi cho cac nha quan ly, dac biét 1a cac can bd tién
lwong, nhitng ngudi truc tiép tham muu van dung phuong phép tra luong 3P
phu hop, hi¢u qua.

2.3.4. Cdc chinh sdch, quy dinh ciia phdp ludt vé tién lwong

Viéc xay dung phuong 4n tra luong cta cic doanh nghiép co thé linh
hoat cho phu hop véi timg diéu kién khac nhau song van phai dya trén co so
cac quy dinh ctia Nha nudc vé tién luong va tuan thi cac quy dinh d6. Khi
chinh sach tién luong ctia Nha nudc thay doi thi chinh sach tra lwong ctia mdi
doanh nghiép ciing phai thay dbi theo dé dam bao sy tuan thu dung phéap luat,
dam bao tinh phap ly.

La modt doanh nghiép nha nudc, Cong ty Thudc 1a Thiang Long phai
thuong xuyén theo doi va cip nhat cac luat, van ban, nghi dinh, thong tu cua
Nha nuéce lién quan dén van dé tién luong dé c6 phuong hudéng diéu chinh
cho phu hop, tan dung duoc cac diéu kién thuén loi va cling la dé thuc hién
dung nhimg quy dinh mang tinh bat budc cua nha nudc vé tién luong ciling
nhu cac phuong an trd luong.

Ngoai ra, cac yéu td khac nhu: chién luoc to chirc, so do b may, chirc
nang nhiém vy, mo ta cong viéc, viée trién khai danh gia nang luc va danh gia
két qua cong viéc (Ki) hién tai ... cling 1a tién d& thuan loi dé van dung
phuong phap tra luong 3P tai Cong ty Thudc 14 Thing Long.

Déi véi chién lec ciia té chirc: hang nim, Cong ty ludn c6 cac muc
tiéu nhat dinh, cac muc tiéu dugc giao cho cac don vi, phong ban théng qua
“Ban giao muc tiéu”. Ban giao muc tiéu khéng chi la n6i dung cong viéc chi

dao ma ciing 1a 101 hira dwgc van ban hoa cua cac don vi, phong ban véi muc
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tiéu cu thé cua Cong ty. Cac muc tiéu nay duoc Trudng phong giao xudng cac
bo phan lién quan chiu trach nhiém chinh cho cac noi dung cua muc tiéu, cac
ca nhan thyc hién cdng viéc.

Déi Véi so dé 1o chirc, chike ning nhigm vu phong ban: Coéng ty da
ban hanh so db t chirc toan cong ty, so dd don vi va so d6 to chuc cac phong
ban bing céc quyét dinh ban hanh. Kém theo céc quyét dinh 1a cac ban mé ta
cong viéc, chirc nang va nhiém vu cia cac phong ban, don vi.

M6 td cong viéc: Cac phong ban s& xay dung cu thé md ta cong viéc
cho cac bo phan, cac vi tri chitc danh theo so d6 to chirc da thng nhat, theo
cac ndi dung da duoc da duoc chuan héa. Céc noi dung chinh trong md ta
cdng viéc gom:

+ Nhiém vu: cac cong viéc lién quan tai phong ban, b6 phan, ca nhan.

+ Quyén han: trong va ngoai cong ty, trong céng viéc, ngodi cdng viéc,
cac quyén han lién quan téi nhan sy, tai chinh, tham quyén phé duyét, kiém
soat ...

+ Quan hé trong va ngoai cong ty, trong béo céo, phdi hop, hudng dan,
thuc hién cong viéc ...

+ Yéu cau: Trinh do chuyén mén, chuyén nganh, chang chi, kinh
nghiém, k¥ nang thuc hién cong viéc ...

Nhu vay, véi cac diéu kién hién tai dd dap ang mot phan trong viéc
trién khai tra lvong theo phuong phap 3P. Bén canh d6 ciing can hoan thién
cac thiéu sot dé xay dung dugc muc lwong cho cac vi tri theo c¢ong viéc - mirc
lwong P1. Pay ciing 12 tién dé dé xay dung phuong an tra lwong P1 - tra luong
theo gié tri cong viéc.

Déi Véi vigc danh gid nang luc ca nhan

Hién tai, nhan su dau vao dugc danh gia nang luc théng qua bang cac
noi dung cau hoi phong van va cho diém theo céc tiéu chi tir cap do 1 dén cap
d6 5. Cu thé ung vién s& duoc danh gia theo biéu mau:

+ Phan hoi dap: danh gia chung theo cac cau hoi chuy@n mon.

+ Kién thtrc chuy&n man.

+ KV nang.
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+ Kinh nghiém.

+ Nhan xét chung va cho diém cac (ng vién tir d6 xem xét giira cac tng
vién dé lya chon tng vién tét nhat.

Nhu vay, hién tai Cong ty dang chi danh gia dau vao caa Gng vién,
chua danh gia trong qua trinh lam viéc va sau mot thoi gian lam viéc. Do
cling 1a tién dé thuan loi dé van dung phuong phap tra luong 3P tai Cong ty
thudc 14 Thing Long, xay dung khung ning luc va danh gia niang lyc - co s&
dé tra luong P2.

Déi véi viéc két qud cong viec

Viéc danh gia viéc thyc hién cong viéc cia Cong ty hang thang thong
qua viéc danh gia KPI cia CBCNV theo quy dinh.

Sau khi duoc giao viéc, cac can b cong nhan vién sé bao cao cong viéc
theo ngay va theo tuan, theo thang cho lanh dao tryc tiép. Can ctr vao bao noi
dung cong viéc duoc giao va két qua bao cao dé danh gida mirc d6 hoan thanh
cong viéc cia CBCNV hang ngay, thang tuan, hang thang.

Cong ty d3 xay dung duoc hé sé mic do hoan thanh cong viéc (Ki) tinh
truc tiép vao muc lwong hiéu qua cua can b nhan vién, thé hién tién luong
ctia ngudi lao dong dd gan duoc voi két qua thuc hién cong viéc caa ho.

Nhu vay, véi cac diéu kién hién tai vé chu truong, chinh sach, quan
diém lanh dao va cac diéu kién tién dé cho P1, P2, P3, Cong ty Thudc la
Thing Long ciing d3 c6 nhiing nén tang co ban nén hoan toan cd co so dé
trién khai van dung dugc phuong phap tra luong 3P tai Cong ty cd phan
Thudc 14 Thing Long.

2.4. Panh gia chung vé phwong phap tra lwong va vin dung phwong
phép tra lwong 3P tai Cong ty Thudc 1a Thing Long
2.4.1. Uu diém

Vé co ban, Cong ty Thudc 14 Thing Long di xdy dung cic phuong an

tra luong rat rd rang, cu thé, dé ap dung & trién khai. Hién tai, chinh sach

tién lwong ctia Cong ty Thude 1a Thang Long c¢é cac wu diém sau:
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+ Pam bao duoc mot s6 yéu cau co ban caa chinh sach tién luong;

+ Phu hop va cép nhat cic quy dinh hién hanh ctua Nha nudc. Tién
luong trd cho ngudi lao dong da can cir vao cac quy dinh cua Nha nudce, thoa
udc lao dong tap thé va thuc té ciia Cong ty. Trong nhitng nim qua, Cong ty
d3 khong ngimg cai cach, thay ddi mic tién luong, don gia tién luong dé theo
kip voi nhimg thay ddi trong chinh sach tién luong ctia nha nudc va sy bién
dong gia ca trén thi truong lao dong. Cong ty di xdy dung duoc quy ché tra
lwong kha khoa hoc va phu hop véi dic diém kinh doanh ctia Cong ty.

+ Cong ty da xay dung dugc cac phuong an trd luong kha rod rang, chi
tiét, cu thé ap dung cho tung dbi tuong lao dong.

+ Cong ty da ap dung viéc danh gia thuc hién cong viée dé tra luong
thong qua bo tiéu chi danh gia va hé sé danh gia kha cu thé.

+ Cong ty da budc dau xdy dung dugc phuong an tra luong theo mirc
d6 phtrc tap cua cong viéc ma ngudi lao dong dam nhan, xay dung duoc hé sb
luong theo hi€u qua cua riéng Cong ty. Cong ty da xac dinh dugc cong thirc
tinh luong cu thé cho ngudi lao dong & khdi gian tiép. Viéc chia lwong theo
hiéu qua ma cong ty ap dung gan v6i mic do phirc tap, tinh trach nhiém cua
cong viée duoc giao, dam bao dugce tién luong nguoi lao dong gan véi dic
diém cong viéc cua ho, tao dugc su cong bang trong tra luong.

2.4.2. Han ché & nguyén nhan ciia han ché

Vé ban chat, tién luong ciing 12 mot trong nhimg yéu to don bay rat
quan trong gitp ting ning suit lao dong, tao dong luc, ting hiéu qua lam viéc.
Nhung v6i co ché tra luong hién tai cua Cong ty Thudc 14 Thing Long van
chua thuc su dat duoc cac muc tiéu do. o 1a do:

+ Chua danh gia dugc gia tri cong viéc cua ting vi tri trong t6 chic.
Céac yéu t6 quan trong dé thiét 1ap thang bang lwong nhu: kién thirc, kinh
nghiém, tam anh huong, pham vi trach nhiém, mic do dong gop ...

+ Chua danh gia dugc ning luc ciia ngudi lao dong, dé tra luong xing
dang va&i nang luc cua ho.

+ Cach tra luong san pham chua thuc su tao duoc dong luc cho nguoi
lao dong, chua dua ra duoc cach danh gia cu thé cho timg ngudi lao dong,

chua gin dugc tién luong véi két qua lao dong ctia ngudi lao dong.
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+ Vigc tinh tra lvong da gén vo1 muc do phurc tap, tinh trach nhiém cua
cong viéc nhung lai chua ge"m voi thue té thue hién cong vi¢c cua nguoi lao
dong.

+ Cong tac danh gia xép loai A, B, C ciia bd phéan gian tiép mang tinh
chu quan, chua c6 thang danh gia cong viéc cu thé, cac tiéu chi don gian,
mang tinh dinh tinh cao. Piéu nay s& anh hudng dén chat luong clia cong viée
va khéng phat huy dugc kha ning sang tao cia ngudi lao dong, khong tao
duoc dong lyc lam vi¢c cho nguoi lao dong.

+ Cac ti€u chi danh gia Ki con cam tinh, chua do luong, chua danh gia
duogc chinh x4c hiéu qua/hiéu suat cong viéc cta nguoi lao dong.

+ Viéc t6 chire thue hién chua hiéu qua, chua c6 sy tham gia cua hoi
d6ng lwong, kho khin cho viée tiép thu y kién phan hoi va thyc hién quy ché.

+ Cong ty chua néu rd diéu khoan thi hanh, chua chi rd hinh thire xir 1y
khi vi pham ndi dung quy ché.

Nguyén nhan

- Ning luc caa can bo phong T6 chitc — Nhan su vé van dé tién luong
con yéu. Doi ngii can bd chuyén trach tién luong con mong, toan cong ty méi
c6 mot can bd chuyén trach vé tién luong cia ca Cong ty, con tai cac phan
xuong hau hét do truong don vi tinh toan tién luong cho nguoi lao dong. Tir
d6 dan dén cac hoat dong chuyén trach vé nguén nhan luc chua duoc quan
tdm ding mirc nhu cong tac tao dong luc, hay danh gia thuc hi¢n cong viéc.

- Quy dinh tra luong cho khdi san xuat dugc Cong ty phan cho truéng
cac don vi san xuét xdy dung, ma nhitng nguoi nay lai khong co kién thirc
chuyén sau vé van dé tra luong.

- Cong thire tinh luong cho b phan tryc tiép chua phu hop. Chua cé
hé thdng cac tiéu chi danh gia mac d6 hoan thanh coéng viéc ctia ngudi lao
dong.

- Chua quy dinh o trach nhiém cua cac dbi twong lién quan dén cong
tac t6 chirc thuc hién cac chinh sach tién luong, khién cho viéc 4p dung trong
thuc té c6 nhiéu han ché nhat 13 trong thanh toan luong, giy cham tré trong
chi tra luvong cho nguoi lao dong.

- Chua c6 sy kiém dinh va danh gia hé thong tién luong thuong xuyén



61

dé kip thoi sira doi nhitng diém bat hop 1y va bd sung nhirg muc con thiéu.

Dac biét, trong bdi canh thi truong khoc liét déy canh tranh, viéc cap
nhat, cai tién quy trinh - chinh sach ciing 1a van dé cip thiét duoc nhiéu doanh
nghiép quan tdm. Tuy nhién, co ché chinh sach tra luong tai Cong ty thudc 1a
Thing Long van con nhiéu han ché. Nén din dén co ché chinh sach tién luong
van dang con nhiéu bat cap, chua dam bao tra luong diing vi tri, dung ning
luc va dang hiéu qua dong gop, chua gop phan tao dong luc, kich thich ning

suit lao dong.
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CHUONG 3
VAN DUNG PHUONG PHAP TRA LUONG 3P TAI CONG

TY THUOC LA THANG LONG
3.1. Chién lwgc phat trién ciia Cong ty
3.1.1. Pinh hwong chién licoc phat trién chung

- Tiép tuc nghién ctru cai tién miu ma, gitr vimg chit luong hang hoa
nham dam bao va gitt viing thuong hiéu trén thi trudng, tiép tuc phat trién,
dong gop tich cuc vao sy nghiép cong nghiép hoa - hién dai hoa dat nudec.

- Tiép tuc phat huy hiéu qua hoat dong ciia may moéc thiét bi vuot
ning suit thiét ké, ning cao san luong san xuit, dam bao chit luong san
pham, nang cao kha nang canh tranh ctia san pham.

- Tiép tuc thuc hién chién lugc dau tu chiéu sdu v6i phuong cham: dau
tu dng hudng va cé trong diém, dat hiéu qua; phu hop v6i nhu cau thi truong
va phuong hudng phat trién, kha nang tai chinh ciing nhu trinh d6 quan 1y cua
don vi; dau tu di d6i véi viec quan 1y, bdo dudng, stra chira, ché tao thiét bi
theo ké hoach phuc vu tdt nhat yéu cAu san xuat.

- Tang cuong tiép thi, mo rong thi phan, nang cao thi phan ¢ cac dia
ban c6 loi nhuan cao, dong thoi cing v6i Tong Cong ty Thude 14 Viét Nam
g6p phan binh on gia ca thi truong.

- Pam bao viéc lam va thu nhap cho nguoi lao dong, tirng budc nang
cao diéu kién lam viéc va muc song ctia ngudi lao dong.

- Tang cuong cong tac t6 churc can bo, gido duc can bd nham xay dung
doi ngli can bd quan 1y, k¥ thuat c6 nang luc, trinh d§ chuyén moén cao, co
pham chét dao dirc, d6i ngii 1am cong tac tiéu thu va thi trudng ning dong dap
g yéu cau ngay cang cao cta nén kinh té thi truong, d6i ngii cong nhan lanh

nghé co tac phong cong nghiép.
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- Xay dung khdi dai doan két ndi bo va cong tac thuc hién dan chu co
s& tao nén strc manh théng nhat trong toan Cong ty; tiép tuc ddo tao, boi
dudng ngudn nhan lyc, dam bao doi sbng nguoi lao dong, tao diéu kién cho
nguoi lao dong nang cao trinh d0 moi mat, chu trong cham lo doi séng vat
chit — tinh than caa d6i ngii nhan lyc.

- Pé cu thé hoa chién luoc trén trong nhig nim téi, Cong ty dé ra
dinh hudng: Gitt dugc nhip do ting doanh thu hing nim binh quan tir 20% -
28% , loi nhudn hang nam tang binh quan tr 10% — 20% .

Nhu véy, voi dinh hudng phat trién caa Cong ty nhu trén, Cong ty da
dit ra muc tiéu loi nhuén ludn ting 1én. Do dé quy tién luong ctia Cong ty s&
khong ngung tdng cao, viéc tra luong cho nguoi lao dong s€ ludn duge dam
bao.

Bén canh d6, Cong ty ciing chii trong quan tam dén dao tao ning lyc,
trinh do chuyén mon cua nguoi lao dong. Khi nang luc nguoi lao dong tang
1én thi nhan thtrc ctia ho vé tién luong va thu nhip ciia minh ciing ting 1én, do
d6 can phai hoan thién quy ché tra luong cho hop 1y hon, dam bao duoc vai
tro tao dong luc cua tién luong trong Cong ty. Hon nita, khi niang luc can bd
quan 1y ting 1én thi ciing s& gop phan vao xay dung duoc mot quy ché tra
luong hop 1y.

Mit khéac, dé thuc hién duoc cac phuong hudéng phat trién trén cla
Cong ty, thi viéc van dung phuong phap tra luong 3P cho doanh nghiép 1a rat
can thiét. Viéc van dung phuong phap tra lvong 3P s& gillp Cong ty tra luong
cong bang, khoa hoc, hiéu qua, ¢6 tic dung thuc day ngudi lao dong tham gia
vao qua trinh san xuit dé c6 két qua cao. Ngudi lao dong dugce tra lwong hop
Iy sé& tich cuc lam viéc va cong hién cho cong ty, lam ting nang suat va hiéu

qua cong viéc, gitip Cong ty dat duoc cac muc tiéu va phuong hudng da dé ra.
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3.1.2 Dinh hwong vin dung phwong phdp trd lwong 3P

Cong ty ludn xay dung cac ché do chinh sach ndi chung va chinh sach
tién luong noi riéng phai gan véi hiéu qua Cong ty, loi ich cia ngudi lao dong
dé mang lai gia tri 16n nhat cho hai bén dé phat trién bén viing.

Vi vay viéc xac dinh cac muc luong P1, P2 va P3, Cong ty can cur vao
két qua hoat dong san xuat kinh doanh, murc luong téi thiéu ving do nha nuéc
quy dinh va dac biét la mic luong thi truong dang chi tra cho cac vi tri twong
duong. Nhu vay, vira dam bao theo dung quy dinh nha nudc, mic Ivong dap
g duogc thi trudng va gan lién voi tinh hinh san xuat kinh doanh cia Cong
ty.

Viéc van dung phuong phép tra luong 3P dugc trién khai theo quy trinh
trién khai nhu sau:

Budc 1: Danh gia gia tri cong viéc

Pé danh gia duoc gid tri cong viéc can ¢ mot chién luoc 16 rang dé co
mot dich dén, dich phan dau cua cac phong ban. Cac phong ban s& mo ta cu
thé chirc nang, nhiém vu, phdi hop cbng viéc vai cac phong ban lién quan
théng qua viéc chot so do t6 chuc va chirc nang nhiém vu. Tir d6 cac phong
ban trién khai tGi cac bo phan: théng nhat dinh bién nhan sy, cac cong viéc, vi
tri chire danh... thong qua cac ban mo ta cong viéc cua phong, b6 phan va vi
tri chizc danh. Céc cong viéc mudn so sanh duoc véi nhau can nhiing tiéu chi
cu thé dé danh gia cong viéc nay kho hon cong viéc kia. Céc tiéu chi khdng
thé dap tng duoc 100% tinh hop 1y nhung can thong nhat cac yéu té danh gia
dé lam can ctr so sanh. Viéc danh gia theo phuong phap Hay, Mercer,
CRG... ludn céc tiéu chi chung dé danh gia tir d6 cho diém cac vi tri twong
tmg. Sau khi c¢6 diém danh gai cac vi tri, chon vi tri ¢d tong diém 1a hé sé 1,
hé sd quy ddi cac cac vi tri khac = tong diém twong tng / tong diém hé sb 1.
Xac dinh luong tai vi tri hé s6 1, tir d6 xac dinh mic luong khac theo hé s6
quy d6i. Két qua l1a bang cac muc luong theo cac vi tri chic danh — Mic

luong P1.
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Budc 2: Panh gia nang lwe nguwoi lao dong

Xay dung va tong hop tit ca cac nang luc can c6 dé thuc hién cac cong
viéc trong doanh nghiép thanh mot bo tong hop ning luc - Tir dién ning luc.
T dién ning luc 12 bo tap hop cac ning luc duoc chuan hda va &p dung
chung cho tat ca chtic danh tai doanh nghiép, dam bao phl hop véi gia tri cot
161, van hoa va dic thu tinh chat céng viéc. Céc vi tri s& yéu cau nhimg ning
lyc can co, d6 chinh 1a khung ning luc tai cc vi tri chic danh. Tir khung
nang luc theo vj tri s& danh gia niang luc ca nhan ngudi lao dong bang céach
cho diém twong tng. Cin clr vao s6 diém ca nhan dé xép bac twong ung. Két
qua 1a bang muc lwong nang luc caa cac ca nhan cy thé — Mirc luong P2.

Buwdéc 3: Xay dung ni dung danh gia thuc hién cong viéc

Pé danh gia hiéu qua cong viéc can xay dung cac tiéu chi danh gia gan
Vi ti€u chinh cong ty dang hudng toi, cong ty dat muc tiéu. Chinh la xac dinh
rd muc tiéu cong ty tir d6 xac dinh muc tiéu xudng véi cac phong ban, cac bo
phan va cudi cing la muc tiéu ca nhan. Xay dung bang cac cac tiéu chi dé
hoan thanh muc tiéu. Két qua Ia bang cac tiéu chi danh gia thuc hién cong
viéc va muc lwong thuc hién cdng viéc theo két qua danh gia ting thang —
Muc luong P3.

Buwéc 4: Trién khai thuc hién

Sau khi da xay dung xong cadc muc luwong P1, P2 va tiéu chi xac dinh
P3 thi tac gia sé& tinh thir luong cua cac vi tri d6i chiéu véi luong hién tai,
danh gia so bo vé cach thuc hién trién khai cho viéc xay dung cac phong ban,
don vi khéc.

Hoan thién quy ché luong theo cac theo cac ndi dung da thyuc hién, ban
hanh va thyc hién.

Theo quan diém ctia doanh nghiép, mirc luong P1 1a yéu t6 ¢ dinh gan
lién vé&i cong viéc cb dinh va gié tri cong viéc mang lai. Nén muc luong Pl
cho vi tri thip nhét phai dam bao bang mirc lwong tdi thiéu ving. Con P2 1

yéu té gan voi nang lyc thuc hién cong viéc cua ca nhan/nang luc can co tai vi



66

tri d6. P2 1a tiém ning ctia nguoi lao dong nén day s& 1a khoan tién luong
nham kich thich kha ning, ning luc cia nguoi lao dong, hudng téi muc tiéu
nang cao trinh d§ chuyén moén. Muc luvong P2 duoc xac dinh dua trén viéc
danh gia nang luc thyuc té so véi ning luc theo tiéu chuan cua mot c& nhan,
chtc danh, vi tri cdng viéc cu thé. Nang luc cia mot vi tri chie danh duoc
xac dinh trén co s& hai yéu t6: Muac d6 quan trong cua ning luc di véi vi tri
cong viéc & mic do thanh thao ning luc can thiét dé vi tri cdng viéc cd thé
hoan thanh duoc tot nhiém vy,

Phan luong P3 gin véi két qua thuc hién cong viéc trong thang, mdi ty
I& hoan thanh dugc quy do6i thanh cac ty 1é thuong nhat dinh, muac luong tinh
thuong dua vao gia tri cdng viéc va nang luc ca nhan dé xac dinh, do vay céch
x4c dinh P3 1a: P3 = % Thuang X (P1).

Nhu vay, cac mic luong P1, P2, P3 cho cho c4 nhin luong hé s6 i nhu

Sau.

Murc lwong 3P; = 3Pi = P1, + P2; + P3;
Mtrc luong 3P; = Muc luong 3P ctia nguoi |
Mtc luong P1 = P1; = MLmin caa doanh nghiép x hé sé luong vi tri cua
nguoi i
Mtrc luong P2 = P2; = %Nang luc nguoi i X P1i)
Muc luvong P3 = P3; = %Thudng nguoi i X (P1i)

Tuy nhién, véi dic thi 12 doanh nghiép san xuat, chinh sach tién luong
hién tai caa Cong ty Thude 1a Thing Long dang ap dung cho khdi san xuat
dang duya trén tién luong san pham, tién luong khoan. Nhu vay, tién luong san
pham cua khéi san xuat s& phu thudc vao don gia va s6 lugng san pham ma ca
nhan hay tap thé d6 hoan thanh. Vi co ché tra luong theo san pham nhu vay
cling da phan anh duoc hiéu qua, két qua ma nguoi lao dong mang lai, cé tac
dung khuyén khich ngudi lao dong ting ning suat lao dong, tich cuc trau doi

kinh nghiém va trinh do chuy@n mén. Nhung can xem xét thém céc yéu t6
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lién quan dén danh gia hiéu qua, chéat luong cdng viéc nhu: dam bao chat
lugng cdng viéc, tiét kiém vat tu tiéu hao, ¥ thic Ky luat lao dong, tham nién
lam viéc ... dé tranh danh gia cam tinh, danh gia chwa chinh xac, chua phan
anh dugc hiéu qua cong viéc.
3.2. Mot sé dé xuat van dung phuong phap tra lwong 3P tai Cong ty
Thudc 14 Thing Long
3.2.1. Xdy dung murc lwong theo vi tri cong viéc — Murc luong P1
3.2.1.1. Xdc dinh cdc yéu té danh gid cong viéc

Trong cac phuong phap danh gia tri cong viéc trinh bay trén noi dung
co s& 1y luan gom: phuong phap Hay Method, phuong phap Mercer Method
va phuong phap 7 nhom yéu té6 cua CRG tac gia lya chon phuong phap 7
nhom yéu té cia CRG dé danh gia gia tri cdng viéc tai Cong ty Thudc 14
Thiang Long. Vi phuong phap nay gom 7 nhom yéu té Ién va chia thanh 15
yéu t6 nho cu thé phi hop véi pham vi, ndi dung, tinh chat céng viéc tai Cong
ty Thudc 14 Thing Long.

Trong luan van nay, tir 7 nhdm yéu to 16n, chia nho 15 yéu té nho chi
tiét, tac gia chia moi yéu td nho thanh cac cap do tir 1 dén cap do 5.

Mirc d6 tac dong: dugc danh gia dua trén mac do6 tac dong va pham vi
anh hudng cua cong Viéc.

Mtc d6 quan ly: sé lwgng nhan vién quan Iy va chat luong cta nhan
vién.

Pham vi trach nhiém: dbi véi céng viéc ciia nguoi khac va ddi véi qué
trinh kinh doanh.

Muc do phdi hop trong cong viéc: Mic d6 quan trong va tinh thuong
xuyén trong phdi hop.

Trinh d6 va chuyén mén kinh nghiém: Trinh d6 hoc vén, kinh nghiém
lam viéc va hiéu biét vé cong viéc dang thuc hién.

Kha ning giai quyét van dé: Tinh chat van dé va mirc d6 sang tao
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Piéu kién lam viéc va moi truong 1am viéc dua vao diéu kién moi
truong 1am viéc va tinh chat méi truong 1am viéc.
3.2.1.2. Xdc dinh ty trong va cho diém cdc yéu té

Pé xac dinh ty trong céac yéu to, tac gia lua chon phuong phap so sanh
cip dé xac dinh. Phuong phép so sanh cip 1 so sanh theo ting cap yéu to rat
dé thuc hién, dé danh gia va so sanh. Phuong phép so sanh cip diém theo
nguyeén tic sau day:

Néu ngang nhau thi cho 1 diém

Néu hon dugc 2 diém

Néu kém hon thi nhan diém 0

Sau khi so sanh va cho diém cac yéu to:

Ty trong yéu té = Tong diém yéu tb / Tong diém tat ca cac yéu td

Pé danh gia va cho diém céc yéu té phu thudc vao ting doanh nghiép

do tinh chét va dinh hting phét trién caa doanh nghiép.
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Bang 3.1. Cac yéu té danh gia gia tri cong viéc

. | Ch | Dbi , Hié
SO J4 , - £ Mu
Pha at | volr | boi , u .| M a2
, lu A ..| ¢ | Tinh . | Tin |, | bie P
m | Mutc lug | cOng | voi R . Kin | biéet uc .. | Ton
. . | on o , | @0 | thuo | Ho N h | u | Moi ,
N vi do ng | viéc | qua h | ve 2| do |, .. .19 Ty
TT Nhan to , . g \ ._|qua| ng c | . |chat|  |kién | trud | [z
anh | tac nh | cua | trin ~| z |nghifcon| . | s& | . di¢ | trong
\ ]\ qu | . n | Xuyé | van | van lam | ng
hué | dong | | | &n | ngu | h ém | ¢ x| ng | .. m
an | .. | O tro n .. | dé viéc
ng " vie | o1 | DN 0 vié tao
Y1 n | khac g C
1 Ph?m vi anh 10.2%
huong
p |Mucdotac 11.1%
dong
3 S,o luong quan 6.7%
ly
g | Chatluong 6.7%
nhan vién
Déi véi cong
5 | viéc cua nguoi 6.7%
khac
Doi v6i qua .
0 trinh DN 8.0%
7 | Mtric 46 quan 10.7%
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. | Ch | Pdi , Hié
SO 4 , . Z. MII
Pha at | voi | boi , u . | M A
. lu . .| ¢ | Tinh ) | Tin | bié i
m | Muc lwg | cOng | voi | . . Kin | biét uc ~. | Ton
. . | on o , | d0 | thuo | Ho N h | u | Moi ,
N X vi do ng | viéc | qua h | vé ., | do |, .. | g Ty
TT Nhan to , . g \ ._|qua| ng c .| . |chat| ; |kién|trud |
anh | tac nh | cta | trin ~| z | nghifcon| , | s& |, di¢ | trong
\ ]\ qu | . n | Xuyé | van | van lam | ng
hud | dong | | an | ngu | h ¢ém | @ L ng | .. m
an | .. | .. tro n .. | dé viéce
ng » vie| o1 | DN 0 Vi€ tao
y n | khac g Cc
trong
g |Tinhthuong | g\ g b g | 1| 5 |30l 1 lol2l2l2 2212 17|76%
Xuyeén
9 | Hoc vin ol o 2211 ]1lo0o]l 2 TT11o0o ol 2121212/ 17]76%
10 [Kinhnghiem | 0 | 0 | 2 o | 2 |10 | o [2 |2 [0 2 |2 1 | 1 | 13]|58%
pp |Hieubictve g g b ol 1 l1lolol2l21l1l2l2l2 ! 2 16| 71%
COIlg V1€EC
12 génh chatvan | g L g ol g 110l ololololrlaelal1l s /|36%
13 X:C dosang | g | ol g gl 0 | 1l0]l o0 lololol1l2l2 1|62
14 i)ifcu Kienlam |01 g 1 g 1ol o l2lol olol1lol2lolz!l 2! 6| 27%
15 | Mbi truong ol 0] o |21 ]212lo0olo lol1lol2l2lo0ol 1] 7131%
Tong 7 | 5 [ 15 [ 15| 15 |12 6 | 13 [ 13| 17 | 14 [ 22 [ 24| 24 | 23 | 225 | 100%
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Quy tic tinh diém cho ting yéu to:

n: S6 khoang céch trong mot yéu td

Ki: Trong s6 cua ting yéu tb

T: S6 diém t6i da cho tat ca cac yéu té (1000 diém)

t: S6 diém tdi thiéu cho tat ca cac yéu té (100 diém)

Diém tdida cuayéutdi: Mi=Kix T

Diém t6i thiéu cua yéu té i: mi = Ki x t

Khoang céch giita cac bac trong yéu td i = (Mi-mi)/(n-1)
Bac ké tiép: Bac dung truéc + khoang cach gitra cac bac
Sau khi &p dung quy tic trén ta c6 diém céc yéu té nhu sau:

Bang 3.2. Bang cac tiéu chi danh gia gia tri cong viéc

., Cap | Dié | Trong
Yeéu to danh gia/Tiéu chi danh gia ,
do m SO
Pham vi anh hwong 10.2%
Anh hudng t6i cong viéc ciia ¢4 nhan 1 10
Anh hudng t6i cong viéc ctia bo phan 2 33
Anh hudng t6i cong viée cua phong ban 3 56
, Anh hudng t6i cong viéc nhiéu phong
MUC 4 79
A ban
310 :
. Anh hudng dén cong viéc cuia toan cong
TAC 5 102
. ty
DPONG

Murc do tac dong 11.1%
Tac dong két qua cong viée cua chinh . 1
minh
Tac dong dén két qua cong viéc cua bd 5 26
phan
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Yéu t6 danh gia/Tiéu chi danh gia Cap | Die Tn‘),ng
do m SO
Tac dong dén két qua cong viée cua 3 61
nhiéu by phan
Tac dong quan trong dén nhiéu phong 4 86
ban
Tac dong quan trong dén toan cong ty 5 111
S6 lwong nhéin vién quén ly 6.7%
Tu 0 1 7
Trl1-5 2 22
T 6-15 3 37
MUC |[Tu16-35 4 52
PO | Trén35 5 67
QUAN | Chat lwong nhén vién 6.7%
LY | Khdng c6 nhan vién 1 7
Nhén vién 1a lao dong pho thong 2 22
Nhan vién nghiép vu 3 37
Nhan vién nghiép vu va ¢ cap quan Iy 4 52
Hau hét 1a cac cap quan Iy 5 67
Poi v6i cong viée ciia nguoi khac 6.7%
PHAM | Khong c6 trach nhiém quan ly 1 7
VI Quan 1y mot nhém 2 22
TRACH | Quén Iy mot bo phan 3 37
NHIEM | Quan Iy tir 2 bd phan trg 1én 4 52
Quan 1y mot chi nhanh/cong ty 5 67
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.z Cap | Di¢ | Trong
Yéu to danh gia/Tiéu chi danh gia )
do m SO
Poi véi qua trinh kinh doanh 8.0%
Chiu trach nhi¢m cong vi¢c ciia minh 1 8
Chiu trach nhi¢m trén mot cong doan 2 26
Chiu trach nhi¢m trén mot quy trinh 3 44
Chiu trach nhiém trén mot hé théng (qua A 6
trinh) kinh doanh
Chiu trach nhi¢m véi ca cong ty 5 80
Mirc d§ quan trong 10.7%
Binh thuong (mang tinh trao doi thong . 1
tin)
Quan trong (anh hudng dén nhiéu nguoi 5 -
, )
MUC —
i Quan trong (anh hudng dén nhiéu bo
bO . 3 59
i phéan)
PHOI , y -
Rét quan trong (anh huéng dén nhiéu
HOP . 4 83
phong ban)
TRONG [, z
R Rat quan trong (anh hudng dén toan cong
CONG 5 107
Y
VIEC
Tinh thwong xuyén 7.6%
Rat it khi 1 8
It khi (vai lan /thang) 2 25
Thudng xuyén (déu din/thang) 3 42
Lién tuc (gan nhu déu dan/tuan) 4 59
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Yéu t6 danh gia/Tiéu chi danh gia Cap | Die Tn‘),ng
do m SO
Lién tuc (gan nhu hang ngay) 5 76
Hoc van 7.6%
Lao dong pho thong 1 8
Trung cap (Qua dao tao tir 18-24 thang) 2 25
Cao dang 3 42
Dai hoc 4 59
Sau dai hoc tro 1én 5 76
Kinh nghiém 5.8%
TRINH | Khong can kinh nghiém 1 6
PO | Kinh nghiém véi cac cong viéc >1 nam 2 19
CHUYE | Kinh nghiém v&i céc cong viéc tir 2 -3
N MON | nam 3 .
VA | Kinh nghiém bao quat vé bo phén tir 3-5
KINH | ndm ) 45
NGHIE | Kinh nghiém bao quat toan cong ty tir 5
M nam tré 1én ° >0
Hiéu biét vé cong viéc dang 1am 7.1%
Biét 5 cong viée 1 7
Biét 1o vé cong va cac viéc cua 1 by phan 2 23
Biét 1o vé cong va céc viéc cua 02 bod
phan tré 1€n > >
Biét rd vé cong va cac viéc nhiéu phong A -

ban
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., Cap | Pié | Trong
Yéu to danh gia/Tiéu chi danh gia )
do m SO
Biét 3 vé cong va cac viéc toan cong ty 5 71
Tinh chit van dé 3.6%
Van dé dugc hudng dan 6 rang, khong . .
can phan tich
Van dé c6 do kho khan thap can chat it ) .
phén tich
Van deé ban chat 1a khé doi hoi phai phan ; 2
.| tich
KHA —— r —
. Van dé ban chat la phtrc tap doi hoi phan
NANG o o 4 28
i tich rdng, ti mi va di€u tra chi tiét
GIAI —— , —
. | Van dé ban chat 1a phuc tap doi hoi phan
QUYET _ , . 5 36
; tich lién quan dén nhi€u bo phan
VAN
. Mirc do sang tao 2.71%
PE ]
Khong doi héi sang tao hodc cai tién 1 3
Can c6 cai tién binh thuong 2 9
Cai tién va phat trién dua trén nhiing 3 15
phuong phép va k¥ thuat sén cé
Sang tao nén nhitng phuong phép va k¥ A ’1
thuat moi
C6 tam bao quét 5 27
PIEU | Piéu kién lam viéc 2.7%
KIEN | Khong ap luc 1 3
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Yéu t6 danh gia/Tiéu chi danh gia Cap | Die Tr(‘),ng
do m SO

LAM |1t ap luc 2 9
VIEC | Ap luc 3 15
VA | Réatap luc 4 21
MOI | Thuong xuyén rat ap luc 5 27

TRUO | Mai truomg 3.1%
NG Khong doc hai 1 3
it doc hai 2 10
Poc hai 3 17
Rat doc hai 4 24
Thuong xuyén ddc hai 5 31

Nguon: TAc gid xay ding

Sau khi x4c dinh dugc diém cac yéu t6, tac gia danh gia vi tri cong viéc

dé xac dinh diém cac vi tri/chuc danh:

Tong diém cua chirc danh = Diém tai cap d6 danh gia X ty trong tuong

ung

Chon vi tri/chtic danh c6 tong diém thap nhét 1a hé s6 1.

Hé s6 lwong P1 cac vi tri/chiic danh khac = Tong diém cua chic
danh/Chirc danh c6 diém thap nhat.




Bang 3.3. Bang chim diém gia tri cong viéc
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Pho
) phong )
Pho Té Pho Truéng A Nhan
phong . phong To \ N Nhan "
\ O chirc ; Trudng bo A o R Vién R R
Truong | To chic N churc . - Nhén | vién ~ | Nhan X Nhéan | Nhéan
R . nhan n bo phan " . Nhan cn tién . "
XK a s phong | nhan sy Nhan su - A vién | hanh A Vién vién | vién
Yéu to danh gia O su phu . phan tién \ . Vién - luong 2 N
T6 chirc phu . phu trach A dao | chinh | .. nhan s tuyén | van
A . trach 2 Nhan luong ~ | laixe va
nhan sy | trach A tuyén . 2 tao doi su ;| dung | thu
N tien . su va ché che
hanh dung, dao R Xe A
chinh lwong tao do do
& ché :
do
Pham vi anh huong 8.00 5.72 5.72 5.72 3.37 3.37 1.02 | 1.02 | 1.02 | 1.02 | 1.02 | 1.02 | 1.02
Mtrc do tac dong 9.56 6.78 6.78 6.78 4.00 4.00 122 | 122 | 122 | 122 | 1.22 | 122 | 1.22
Sb lwong nhan vién quan ly 3.47 1.47 2.47 1.47 1.47 1.47 0.47 | 0.47 | 0.47 | 047 | 0.47 | 0.47 | 0.47
Chat luong nhan vién 3.47 2.47 3.47 3.47 2.47 2.47 047 | 0.47 | 047 | 047 | 047 | 0.47 | 0.47
Dbi voi cong viée cua ngudi khac 4.47 2.47 3.47 3.47 2.47 2.47 0.47 | 0.47 | 0.47 | 047 | 0.47 | 0.47 | 0.47
Doi v6i qué trinh kinh doanh 4.96 3.52 3.52 3.52 2.08 2.08 064 | 064 | 064 | 0.64 | 0.64 | 0.64 | 0.64
Mtrc d§ quan trong 8.85 6.29 6.29 6.29 3.73 3.73 3.73 | 1.17 | 117 | 3.73 | 3.73 | 3.73 | 1.17
Tinh thuong xuyén 4.46 3.17 3.17 3.17 1.89 1.89 0.60 | 0.60 | 0.60 | 0.60 | 0.60 | 0.60 | 0.60
Hoc van 4.46 4.46 4.46 4.46 4.46 4.46 3.17 | 317 | 3.17 | 3.17 | 3.17 | 3.17 | 3.17
Kinh nghi¢ém 3.35 2.60 2.60 2.60 1.85 1.85 1.10 | 0.35 | 0.35 | 1.10 | 1.10 | 1.10 | 0.35
Hiu bict vé cong viéc dang lam 3.91 2.77 2.77 2.77 1.64 1.64 050 | 0.50 | 050 | 0.50 | 0.50 | 0.50 | 0.50
Tinh chat van dé 1.00 0.43 0.71 0.71 0.43 0.43 043 | 0.14 | 0.14 | 043 | 043 | 043 | 0.14
Mtrc d6 sang tao 0.56 0.56 0.56 0.56 0.40 0.40 0.24 | 0.08 | 0.08 | 0.24 | 0.24 | 0.24 | 0.08
Diéu kién 1am viéc 0.40 0.24 0.40 0.40 0.24 0.24 0.08 | 0.08 | 0.08 | 0.08 | 0.08 | 0.08 | 0.08
Moi truong 0.10 0.09 0.09 0.09 0.09 0.09 0.09 | 0.09 | 0.09 | 0.09 | 0.09 | 0.09 | 0.09
Tong 61.00 43.00 46.00 45.00 31.00 31.00 | 14.00 | 10.00 | 10.00 | 14.00 | 14.00 | 14.00 | 10.00
Hé s6 lwong P1 6.10 4.30 4.60 4.50 3.10 3.10 140 | 1.00 | 1.00 | 140 | 140 | 1.40 | 1.00

Nguén : Tac gid xay dung
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3.1.1.2. Xac dinh muc lwong Pl

Dua vao muc luong P1 cho vi tri hé sé 1 di xac dinh & muc trén 1
5,008,000 dong/thang, tac gia xac dinh duoc bang mic luong P1 cho cac chirc
danh nhu sau:

Bang 3.4. Bang mirc lwong P1 theo cac chirc danh

Hé¢ | Mirc lwong

Chirc danh 50 P1
Trudng phong T6 chirc nhan su 4.2 21,032,000
Ph6 phong T chirc nhan sy phu trach hanh chinh 3.6 18,027,000

Ph6 phong T6 chiic nhan sy phu trach tién luong &

) 3.6 18,027,000
ché do

Pho6 phong Té chirc nhan sy phu trach tuyén dung,
prong # P Y e 3.6 18,027,000

dao tao

Trudng bd phan Nhan su 3.1| 15,524,000
Trudng bd phan tién lwong va ché do 3.1| 15,524,000
Nhan vién dao tao 14 7,011,000
Nhan vién hanh chinh d6i xe 1.0 5,008,000
Nhan vién lai xe 1.0 5,008,000
Nhan vién nhan sy 1.4 7,011,000
Nhan vién tién luong va ché do 1.4 7,011,000
Nhan vién tuyén dung 1.4 7,011,000
Nhan vién vin thu 1.0 5,008,000

Nguon: TAc gid xay dung
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3.3.2. Xdc dinh mirc lwong theo nang lyc — Mirc lwong P2
3.3.2.1. Xdy dung cdc nang lwc vi tri cong viéc va cdc cap do danh gid

Nhitng bo tir dién nang luc duoc st dung phd bién nhat hién nay déu
dugc xay dung dya trén md hinh ASK - md hinh tiéu chuian nghé nghiép.
Chinh vi vay, tac gia cting chon md hinh ASK trong viéc danh gia nang luc
ngudi lao dong, gdm ba nhém chinh:

Knowledge (Kién thic): Thudc vé nang luc tu duy

Skill (Ky nang): Ky nang thao tac

Attitude (Pham chat / Thai d6): Thudc vé pham vi cam x(c, tinh cam.

Trong do:

Knowledge (Kién thic) 1a sy hiéu biét c6 duoc thdng qua gido duc
hoic dao tao, lién quan truc tiép dén doc hiéu, ung dung, phan tich, tong hop
va danh gia cac dit kién, thdng tin c6 sdn. DAy 1a nhimng ning luc co ban ma
moi ca nhan déu can cd khi bat dau mot cong viéc. Cong viéc cang phuc tap
thi cap do yéu cau vé cac nang lyc nay cang cao. Cac niang luc ndy s& duoc cu
thé hoa theo dic thi cua tirng doanh nghiép. Nhung nhin chung, c6 thé chia
kién thtrc thanh 3 nang luc chu yéu: Hiéu vé chuy@n mén nghiép vu, Hiéu biét
vé linh vuc kinh doanh va Trinh d6 ngoai ngi.

Skill (Ky ning) 1a nang luc thuc hién cac cong viéc, bién kién thic
thanh hanh dong trong céac khia canh cu thé nhu K¥ ning t6 chic va quan ly
thoi gian, K nang tao anh hudong hay Nang luc giai trinh,... Su phan chia
murc d6 trong timg niang luc ndy khong chi 1 hiéu biét ma con gan bé mat
thiét véi biéu hién hanh vi thyc té trong qua trinh 1am viéc ciia ca nhan.

Attitude (Pham chat/Thai d6) thuong bao gom cac nhan té thudc vé thé
gidi quan tiép nhan va phan ang lai véi thuc té, cach xac dinh gia tri va gia tri
ru tién, cach thé hién thai d6 va dong co cua ca nhan vai cdng viéc nhu: bao

mat kinh doanh va nang lyc sang tao va doi mai,...


https://talent.vn/hieu-ve-chuyen-mon-nghiep-vu?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
https://talent.vn/hieu-biet-ve-linh-vuc-kinh-doanh?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
https://talent.vn/hieu-biet-ve-linh-vuc-kinh-doanh?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
https://talent.vn/trinh-do-ngoai-ngu-tieng-anh?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
https://talent.vn/ky-nang-to-chuc-va-quan-ly-thoi-gian?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
https://talent.vn/ky-nang-to-chuc-va-quan-ly-thoi-gian?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
https://talent.vn/ky-nang-tao-anh-huong?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
https://talent.vn/nang-luc-giai-trinh?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
https://talent.vn/bao-mat-kinh-doanh?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
https://talent.vn/bao-mat-kinh-doanh?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
https://talent.vn/nang-luc-sang-tao-va-doi-moi?utm_source=talent.vn/toan-tap-tu-dien-nang-luc&utm_content=resources.base.vn/hr/nang-luc-la-gi-huong-dan-xay-dung-tu-dien-nang-luc-cho-doanh-nghiep-260
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Bang 3.5. Bang mét so ning luc

Nang luc

Noi dung

Kién thire

Hiéu vé chuyén mon nghiép vu

Hiéu biét vé linh vuc kinh doanh

Trinh d6 ngoai ngir (Tiéng Anh)

Ky nang

K¥ nang giao tiép

K§ nang quan trj thay d6i

K§ nang dam phan va thuyét phuc

K§ nang t6 chirc va quan 1y thoi gian

K¥ ning tu duy chién lugc

K¥ nang lam viéc nhom

K¥ nang quan tri moéi quan hé

K¥ nang quan ly xung dot

K¥ niang xay dung va phét trién d6i nhom

K# ning phén tich, xt li tinh hudng va ra quyét dinh

Nang luc giai trinh

Tu hoc, tu trau doi

K¥ nang d6i mat voi ap luc

K¥ nang dao tao

K¥ nang tao anh huong

K¥ nang quan tri i ro

Thai d§

Dat khach hang 1a trung tam

Nang lyc sang tao va doi méi

Ti mi, can than

Tap trung vao két qua

Nhay bén

Trung thuc

Tinh than khéi nghiép, dn than

Bao mat kinh doanh

Bén bi, kién tri

Nguon: T4c gid téng hop
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M®di ning luc dugc chia 1am nhiéu cip do khéac nhau, c6 thé chia tir 3

dén 10 cap do. Cang chia nho cap do thi viéc danh gia nang luc cang chi tiét

nhung doi lai viéc danh gia s& phac tap hon rat nhiéu. Dic biét 1a cac don vi

c6 nhiéu chirc danh thi chia nhiéu cip do s& khé kiém soat, con cac cong viéc

gian thi lai khong dua ra dugc cac tiéu chi cho nhiéu cip do dé so sanh. Do

vay, trong luan vian nay tac gia chia cac ning luc theo 5 cap do: tir mic 1 dén

muc 5.
Bang 3.6. CAc cap d6 niing luc
Nang , . . . .
Cap1 | Cap2 Cap3 Cap 4 Cap5
luc
By _ Hé thong, | C6 thé danh gia, | Hudng dan
Kién Ghi . o, .
Hiéu va van lién két, hoan nguoi khac va
thire nho . _
dung duogc thién sang tao mai
X boc lap, phire
Lam | Canban Doc lap, phuc
tap, du doén, xur
theo song tap, xur ly phat .
Ky nang . Doc lap . .| 1y phat sinh 16n,
chi | van can sinh, huéng dan _
x L, oo dao tao nguoi
dan | giam sat va giam sat ,
khac
Chu dong,
_ ) c6 quan | Tac dong, phdi |
' Ghi Trach B , | Gia tr1 riéng, tao
Thai do . diém rd hop dén ngudi
nhan | nhiém , ) thanh van hoéa
rang, nhat khac
quan

Nguon: TAc gid xay ding

Can cir vao tinh chat cong viéc cua phong T chiic nhan su , tac gia sé

lya chon cac nang luc phi hop véi phong T6 chiic nhan sy dé danh gia nang

luc cac ca nhan phong T6 chic nhan su.
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Bang 3.7. Nang luc lwa chon danh gia cac chirc danh

Noi dung Trudn PP PP PP TBP TBP [NV | N | N NV NV NV | NV
g hanh tién | tuyén | nhan tién | dao | V | V | nhan tién | tuyén | vin
phong | chinh | luong | dung, su lwong | tao | d6i | lai su luong | dung | thu
To & ché | dao xe | xe
churc do tao
nhan
su
Hicu vé chuyén mén nghiép vu X X X X X X X | x | X X X X X
Hiéu biét vé linh vuc kinh doanh X X X X X
Ky nang giao tiép X X X X X | x | x X X X X
K§ nang dam phan va thuyét phuc X X X X X
K§¥ nang t6 chac va quan ly thoi gian X X X X X X X | x| X X X X X
K§ nang tu duy chién lugc X X X X X X
K$ nang lam viéc nhém X X X X X X X | x| X X X X
K§ nang phan tich, xu Ii tinh hudng va ra quyét dinh X X X X X X
Tu hoc, tu trau doi X X X X X X X X | X X X X X
K§ nang d6i mat véi ap luc X X X X X X
K¥ nang dao tao X X X X X X X
Nang luc sang tao va doi mai X X X X X X
Ti mi, can than X X X X X X X X X X X X X
Tap trung vao két qua X X X X X X X X | X X X X X
Nhay bén X X X X X X X X | X X X X X
Trung thuc X X X X X X X | x| X X X X X
Nguon: Tac gid xay ding
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Tur cac nang luc dugc chon, tac gia sé danh gia cac nhan vién trong
phong hanh chinh nhan su theo cac nguyén tic sau day:

% Nang luc = % Kién thic + % K§ nang + % Thai do

Néu % Nang luc cua ngudi lao dong < hoac = 70% thi ghi nhan mic
nang luc 1a 70%. Néu % ning lyc cia nguoi lao dong >130% thi ghi nhan
nang luc 14 130%. Theo dinh ky hang nam d6i véi nhan vién tham nién tur 1
nam dén 2 nam d6i d6i can bo quan Iy tir 2 nim tré 18n s& thuc hién danh gia
nang lyc cho diém, mot phan 1am co so can ctr dé nang luong ddi voi ngudi
lao dong. Cac trudng hop % ning luc <=70% néu van khong dat s& tham gia
cac 16p duoc dao tao néu tiép tuc khong dat s& chuyén céc vi tri cong viéc phu
hop khéc hoic 1am céc tha tuc cham dat hop dong lao dong theo ding quy
dinh.

Bang 3.8. Bang xac dinh nang lyc ca nhan

Niing Ty CAc xac Cap do | Cap do }
. R A % Nang lue
luc trong dinh chuan thuec té
[7]1=1[6]/[5]x
[1] [2] [3] [3] [6]
[4]
Trong d6 toi
thiéu 28%
nang luc
Kién chuyén
ol asw | O |
thirc mon, con lai Xac dinh ,
« 1. A s .. Miic thuc
la chiadéu | Xac dinh | theo nguoi | , | A
L té/muc chuan x
cac nang theo dang thuc ) .
, e A ty trong cac
luc khac | nguyén tac | hién cong 5
— A o o nang luc
Chia déu bén dudi viéc
K¥nang | 35% | cic k¥ nang
can co
Chia déu
Thaido | 30% cac thai do
can co

Nguon: Tac gid xay dung
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Déi voi mdi cong ty, mirc d6 quan trong cac ning luc khac nhau dua
vao dic thu doanh nghiép, voi Cong ty Thudc 14 Thang Long tac gia chia nhu
sau: phan kién thtc va ki nang chiém 35%, phan thai do chiém 30%. Ddi voi
nang luc Kién thirc, nang luc chuyén mén can c6 ¢ mdi nguoi lao dong la
28%. O mdi cap nhan vién thi chuyén mén la cong viéc hang ngay, cap lanh
dao chuyén mon 1a quan ly, to chic thuc hién, 1anh dao b phan phong ban.
Dbi vé6i ki nang va thai do duge chia déu theo sb ki ning va thai o can cd vi
thiéu mot ki nang hoac mot thai do can co thi cong viéc ciing khong thé hoan
thanh tét duoc. Tac gia ciing x4y dua ra cach xac dinh cap d6 chuan nhu sau:

Cap do chuan cuta nhan vién = Cap d6 chuan Truong bd phan — 1,
nhung khong vuot quéa cap do 3.

Cap d6 chuan cua Truong bd phan = Cap do chuan Phé phong — 1,
nhung khong thap hon cap do 3.

Cap d6 chuan cua Pho phong = Cip d6 chuan caa Truong phong,
nhung khong thap hon cap do 3.

Cép d6 chuan cua Truong phong tdi thiéu khéng thap hon cap do 4.
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Bang 3.9. Bang niing lwc mat vi tri cu thé

Ty Mt | %
Nan Murc
tron , | C | Nan
g Noi dung chua
g thuy | g
lwe n .
nhé cte | luc
Kién | Hiéu vé chuyén mén nghiép vu 28% | 4 | 4 |28%
thire | Hiéu biét vé linh vuc kinh doanh % | 4 | 4| 7%
K¥ ning giao tiép 4% | 4 | 4 | 4%
K¥ nang dam phan va thuyét phuc 4% 4 2 | 2%
K¥ ning t6 chirc va quan 1y thoi gian 4% 4 4 | 4%
K¥ ning tu duy chién lugc 4% | 4 | 3 | 3%
K¥ | Ky nang lam vi¢c nhém 4% 4 4 | 4%
ning | K§ ning phén tich, xi li tinh hudng va ra
ol ,g P s 4% | 4 | 3 | 3%
quyét dinh
Tu hoc, tu trau doi 4% | 4 | 3 | 3%
K¥ niang d6i mat véi ap luc 4% | 4 | 3 | 3%
K¥ nang dao tao 4% 4 4 | 4%
Ning luc sang tao va doi moi 6% | 4 | 3 | 5%
| Ti mi, can than 6% | 4 | 3 | 5%
Thai ,
45 Tap trung vao két qua 6% 4 3 | 5%
(0]
" | Nhay bén 6% | 4 | 3 | 5%
Trung thuc 6% 4 4 | 6%
: 100
Téng 68 | 58 |88%
%

Nguon: Tac gid xay dung
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Bang 3.11. Bang téng hep ning luc phong Té chirc nhan sw

M3 nhan ] Kién | Ky | Thai | _, % Niing
. Chirc danh ] . R Tong
vien thirc | nang do luc
TP T6 chirc nhan | 35.0
NS001/TL 29.2% | 24.0% | 88.2% | 88.2%
sur %
. , 26.3
NS002/ TL | PP hanh chinh Y 30.1% | 22.5% | 78.9% | 78.9%
0
PP tién luong & 35.0 100.0
NSO003/TL . 35.0% | 30.0% 100.0%
ché do % %
PP tuyén dung, dao | 33.3
NS004/TL 30.1% | 27.0% | 90.4% | 90.4%
tao %
32.7
NSO005/ TL | TBP nhan su y 30.6% | 26.0% | 89.3% | 89.3%
0
3 35.0
NS006 /TL | TBP tién luong Y 30.6% | 28.0% | 93.6% | 93.6%
0
21.0
NSO007/TL | NV dao tao " 29.2% | 18.8% | 68.9% | 70.0%
0
, 17.5
NSO008/TL | NV d6i xe Y 21.0% | 26.3% | 64.8% | 70.0%
0
. 35.0
NSO09/TL | NV lai xe Y 24.5% | 30.0% | 89.5% | 89.5%
0
35.0
NSO10/TL | NV nhéan sy Y 28.0% | 26.3% | 89.3% | 89.3%
0
s 35.0
NSO11/TL | NV tién luong Y 28.0% | 30.0% | 93.0% | 93.0%
0
. 31.5
NSO012/TL | NV tuyén dung y 23.3% | 30.0% | 84.8% | 84.8%
0
35.0
NSO013/TL | NV vén thu Y 17.5% | 22.5% | 75.0% | 75.0%
0

Nguon:

Tac gia xay dung
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Trong cac nhan su danh gia nang luc trén, nhan vién dao tao (ma nhan
vién NS007/TL) va nhan vién doi xe (ma nhan vién NS008/TL) c6 tong %
Nang luc < 70% nén % Nang luc dugc tinh = 70%. Cac nhan su nay s€ duoc
tham gia cé4c 16p dao tao vé chuy@n mén, ki ning dé kiém tra lai nang luc dé
thuc hién cong viéc.
3.3.2.2. Xac dinh muc lvong P2

Can ctr vao cach xac dinh muic luong P2 = % Nang lyc X Muac luong

P1, tac gia xac dinh dugc mirc lwong P2 nhu sau:

Bang 3.12. Bang mirc lwong P2 céc vi tri phong To chic nhan sy

o % Mirc 2
Ma nhan Mirc Tong
N Chiurc danh Nang lwong
vien lwong P1 P1+ P2
lue P2
NSO01/TL | TP T6 chtrc nhan sy | 88.20% | 21,032,000 | 5,468,000 | 26,500,000
NS002/ TL | PP hanh chinh 78.90% | 18,027,000 | 2,292,000 | 20,319,000
PP tién luong & ché | 100.00 25,753,000
NS003/TL 18,027,000 | 7,726,000
do %
PP tuyén dung, dao 23,281,000
NS004/TL 90.4% | 18,027,000 | 5,254,000
tao
NS005/ TL | TBP nhén su 89.3% | 15,524,000 | 4,280,000 | 19,804,000
NS006 /TL | TBP tién luong 93.6% | 15,524,000 | 5,234,000 | 20,758,000
NS007/TL | NV dao tao 70.0% | 7,011,000 0| 7,011,000
NSO008/TL | NV doi xe 70.0% | 5,008,000 0| 5,008,000
NSO009/TL | NV lai xe 89.5% | 5,008,000 | 1,395,000 | 6,403,000
NSO010/TL | NV nhan sy 89.3% | 7,011,000 | 1,933,000 | 8,944,000
NSO11/TL | NV tién luong 93.0% | 7,011,000 | 2,303,000 | 9,314,000
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L % Mire R
Ma nhan Mire Tong
5 Chirc danh Nang lwong
vién lwong P1 Pl + P2
lwe P2
NS012/TL | NV tuyén dung 84.8% 7,011,000 | 1,482,000 | 8,493,000
NSO013/TL | NV van thu 75.0% 5,008,000 | 358,000 | 5,366,000

Nguon: TAc gid xay ding
3.3.3. Xdc dinh mirc lwong theo két qud céng viéc - Mirc lwong P3
3.3.3.1. Xay dung tiéu chuan thyc hién cong viéc

Can ctr vao muc tiéu Cong ty va chirc nang, nhiém vu cac phong ban,
ban mo ta cong viéc cua céac vi tri chirc danh dé xay dung céc chi s6 dé danh
gia thuc hién cong viéc.

Dua trén cac muyc tiéu chién lugc va chi tiéu ¢ thé diém can bang BSC
(Balanced scorecard): Tai chinh, khach hang, quy trinh noi bo va hoc hoi &
phat trién, trong phan phu luc cudn sach “KPI - Cac chi s6 do ludong hiéu
suat”, NXB Téng hop TP.HCM (2009) cua tac gia David Parmenter. T4c gia
xay dung chi sé danh gié thuc hién cong viéc (KPI).

KPI nam la KPI danh gid phong ban, don vi mot nim mot lan dé xét
thuong va cac ché do khac theo nam cho ca phong.

KPI binh quan nim/c4 nhéan 13 co s& dé tinh thuong nam cho ting ca
nhan.

KPI c& nhan la cong cu dé danh gia nhan sy hang thang, 1a co sé dé can
ct tinh lwong c& nhan theo tirng thang.

KPI can bo quan ly = 50% x KPI ca nhéan + 50% x KPI trung binh bo
phan.

Lanh dao cap trén sé truc tiép danh gia nhan vién truc tiép quan ly.
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Biang 3.13. Bang tiéu chi danh gia KPI phong Té chitc nhan su

| | Hoach dinh nhéan suw
Bao ca V1 ién/ké
1 | Ty 1& quy lvong/doanh thu aocao quy luong | g 1a 04 }Tlfi"hh“?n/ke
2 | Chi phi nhan su/doanh thu Bao cao quy lwong % Thyc hién/ke
hoach
. . Bao céo khao sat do Thuec hién/ké
9 A \ \ 4 \ A A 0 v v
3 | Ty 1€ hai long /khach hang ndi bo lwdmg hai 1ong ndi b % hoach
4 Ning suat lao dong binh quan Béo cao quy luong % Thuc hién/ké
(Doanh thu/dau nguoi) hoach
Il | Tuyén dung
1 | S6 luong CV thu vé&/ kénh Bio cdo tuyén dung % Egiihl@n/ke
2 | Ty 1é tuyén thanh cong/tong CV thu vé Béo c4o tuyén dung % Il;cl)li:chhlen/ke
3 T}f 'le nhan vi¢c/Tong tng vién nhan thu Béo céo tuyén dung % Thuc hién/ke
moi hoach
4 TX 1€ tng vién dat yéu cau/Tong so tng Béo céo tuyén dung % Thyce hién/ké
vién tuyén vé hoach
5 | Thoi gian tuyén dung /Vi tri Bio cdo tuyén dung % g(l)lichhwn/ke
111 | Pao tao
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1 | Ty 1€ hoc vién hai long Béo céo dao tao % Thyc hi¢n/ke
hoach
2 | Ty 1é bai test dat yéu cau/Téng bai test Bao céo dao tao % Egiilhlen/ke
3 S gid dao tao/hoc vién Béao cao dao tao % Thyc hi¢n/ke
hoach
g Thyc hign/ké
I T . C s o ' S
4 | Tong so gio dao tao/ky Béo cao dao tao %0 hoach
IV | St dung nhén sy
1 | Ty 16 tuan thi Béo céo tuan thi % Thyc hign/ke
hoach
9 Ty 1¢ Nhan vién khong Béo céo tinh hinh su o Thuc hién/ké
hoan thanh cong viéc dung nhan su 0 hoach
3 Ty 1€ s6 nhan su nghi Viéc/Téng s6 nhan Bao cao tinh hinh st % Thuc hién/ké
su dung nhan su hoach
4 Ty 1& nhan sy vi pham ky luat/Tong s6 Béo céo tinh hinh su % Thuyc hién/ké
nhan su dung nhan su hoach
5 Ty 18 lao dong gwong mau/Tong s lao B&o céo tinh hinh st % Thuc hién/ké
dong dung nhan su hoach
6 | Ty I¢ nhan sy dat chuan nang luc B,a 0 cao ddnh gid % Thyc hign/ke
nang luc hoach
Ty 1¢ khiéu nai duoc giai quyét kip L o Thuyc hién/ké
7| thoi/S4 lin khiéu nai Keét qua khao sét & hoach
V | Chinh sach dai ngd
2 N Quy luong va doanh 0 Thuc hién/ké
1 | Tong quy lvong/doanh thu thu %0 hoach
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2 | Ty 18 nhan vién chua dat KPI Két qua KPI % Thyc hién/ke
hoach
3 | Ty 1é sai s6t dugc giai quyét ding han Ty I¢ sai sot % Egiilhlen/ke
4 TX 1¢ Nhan vién hai long/Tong s6 Nhan Két qua khao sét % Thuc hién/ké
Vién hoach
V | Van héa doanh nghiép
Y A1 ae 1 2 £ .. . Béo cdo hoat dong 0 Thuc hién/ké
1 | Ty I¢ hai long/Tong s6 ngudi tham gia TBNB %0 hoach
L ogAs s A Béo c4o hoat dong 0 Thuc hién/ké
2 S6 doi tac méi/Hoat dong TBNB Y0 hoach
Tai nang duoc phat hién/S6 ngudi tham Béo cao hoat dong Thuc hién/ké
3 ; %
gia TBNB hoach
X \ ne A .2 . Béo cdo hoat dong 0 Thuc hién/ké
4 | SO chuong trinh ndi bo dugc trién khai TBNB Yo hoach
VI | Chim diat HPLD
1 |Sélao dong doi du/Téng s6 lao dong Béo cao nghi viéc % E(I)l;lcchhlen/ke
2 | Ty 1€ nghi viéc Béo cao nghi viéc

Nguon: Tac gid xay ding
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Cin cr vao nodi dung tiéu chi KPI nhu trén, tac gia danh gia lai KPI thang 11 nam 2022 ctia nhan sy tién
lrong (ma nhan vién: NSO011/TL) nhu sau:

Bang 3.14. KPI thang 11 nim 2022 nhén vién tién lwong (M3 nhan vién: NS011/TL)

Nhom

chi tié KPI Tin suat kiém Con Phdn dich g
STT| BSC |, i Y1 KH Tiéu chi Trongs6  Thude do, don vi tinh Tham u i Céch tinh i ‘Ag o |
SO iy | Chititu g cunguon €o |y & qus thre dat| Ti 1¢ hoan thanh KPI
vi
F 20%
Gi4 trj bing VNP ( t), Téng Doanh thu dat ciia toan Biio o doath
Fsl |Doanh thu Cong ty 20%  |Ty ¢ téng so voi ndm 90 100  Théng Cong ty/ Tong Doanh thu ky th 88.5 89%
trude vong toan Cong ty X ty trong 17.70%
€ 10%
$6 lan phan nan tiéu cye tir cic S0 lugngphin hi tcéc don Béo cdo tuan
c1 P S 10% |86 1an phan nan Olin|  Thang |vi trong cdng ty. Mdi phan hdi , 2lin 90%
donvi . thu
trir 5% 9.00%
P 50%
£ . $6 lan cham. Cham lrong, trir |B&o c4o hang 5
Ty 16 tinh lwong dung h J 0 lan cha ,009 N ' x. a 0
P1 |TyI¢ tinh lwong dling han 20% S0 lan chim 0.00%|  Thang 10%ingay B 01an 100% 20.00%
TV , S6 lugng phan hoi. Sai sot, trir | Béo cdo hng .
0 , . 0 ’ " ’ 0
P2 |Ty ¢ phan hoi sai sot trong tinh luon 20% 6 lugng phin hbi 0.00% Théng 10%5i it 0lan 100% 20.00%
P3 [Ty ¢ vuot ngn séch, chi phi lrong 10% 1% <10%/DT|  Thang Vuot ngan sach. KPI=0 | Bao céo luong 100% 100% 1000%
L 20%
S6 gio dao tao, huén luyén . IS L i , K& hoach, noi dung dao tao. | Bao cdo dao . .
Ls1 aghiép vu cho NV cip du 10% S0 gitr dao tao, huan luyén 3 gio/ thang| ~ Thang Khong dio a0, KPI =0 20 100% 100% 10.00%
Lo Lo o . Ké hoach, ndi dung hoc. Khong| Bao céo dio
Ls2 tur hy 10% tur hy 5 gio/th: Théan o i 100% 100%
S0 gidr tw hoc 0 S0 gidr ty hoc gio/thang g trhoc, KPI=0 20 b 0 10.00%
KPIs tong 100% 96.70%
loi nhin: Déi twgng Ky tén Xem xét Phé duyét Xac nhén ciia Trugng b phan
- Phong TCKT Nguoi nhin
- Ban Gidm déc
- Luu PNS,
han KPI Ban KPI
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Theo s6 liéu bang trén nhan vién tién lwong (mA nhan vién: NSO11/TL) ,

tong diém 96,7 diém nam trong khoang diém tir 90 diém dén 100 diém nén nhan
vién tién lvong (NS011/TL) duoc xép KPI thang loai A.

Cac cir vao két qua thuc hién cdng viéc thang 11 nam 2022 cua phong T6

chuc nhan su, tac gia danh gia KPI theo cac tiéu chi xay dung nhu sau:

Bang 3.15. Bang tong hep KP1 phong Té chitc nhan sw thang 11 nim 2022

ST | M4 nhan Téong Xép %
] Chirc danh 3
T vién diém loai Thudng
1 | NS001/TL TP T6 chuc nhan su 88.75 A- 7.0%
2 | NS002/ TL PP hanh chinh 95.40 A 17.0%
PP tién luong & ché
3 | NS003/TL A
do 92.10 17.0%
PP tuyén dung, dio
4 | NS004/TL A
tao 90.00 17.0%
5 | NS005/ TL TBP nhan su 97.00 A 17.0%
6 | NS006/TL TBP tién luong 96.20 A 17.0%
7 | NS007/TL NV dao tao 93.00 A 17.0%
8 | NS008/TL NV doi xe 98.00 A 17.0%
9 [ NS009/TL NV lai xe 93.00 A 17.0%
10 | NSO010/TL NV nhan su 96.20 A 17.0%
11 | NS011/TL NV tién luong 96.70 A 17.0%
12 | NS012/TL NV tuyén dung 96.20 A 17.0%
13 | NS013/TL NV vin thu 91.20 A 17.0%

Nguon: Tac gid xay ding

Véi két qua trén, phong T6 chac nhan sy ¢6 1 nhan sy xép loai A - 1a
treong phong  su do cap trén truc tiép 1a Tong giam ddc danh gia ca nhan dat 85.0
diém va diém trung binh 3 phd phong quan ly truc tiép diém trung binh 1a: (95.4 +
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92.1 +90.0) / 3 = 92.5 diém nén KPI cua giam dbc nhan su 1a: 50% x 85 + 50% X

92,5 = 88.75 diém, xép loai A-.
3.3.3.2. Xac dinh murc lvong P3

Can ctr vao két qua KPI phong T6 chac nhan sy thang 11 nim 2022 va %

Thuong tuong tmg, cach xac dinh muac luong P3 bang % Thudng X (mic lwong

P1)

Bang 3.16. Bang mirc lwong P1, P2, P3 phong T6 chitc nhan sw
thang 11 nam 2022

M nhan vien % Mirc Mirc Mirc Tong

Thuwéng | lwong P1 | lwong P2 | lwong P3 | P1+P2+P3
NS001/TL 7.0% | 21,032,000 | 5,468,000 | 1,472,000 | 27,972,000
NS002/ TL 17.0% 18,027,000 | 2,292,000 | 3,065,000 | 23,384,000
NS003/TL 17.0% 18,027,000 | 7,726,000 | 3,065,000 | 28,818,000
NS004/TL 17.0% 18,027,000 | 5,254,000 | 3,065,000 | 26,346,000
NS005/ TL 17.0% 15,524,000 | 4,280,000 | 2,639,000 | 22,443,000
NS006 /TL 17.0% 15,524,000 | 5,234,000 | 2,639,000 | 23,397,000
NS007/TL 17.0% 7,011,000 0| 1,192,000 | 8,203,000
NS008/TL 17.0% 5,008,000 0 851,000 | 5,859,000
NS009/TL 17.0% 5,008,000 | 1,395,000 851,000 | 7,254,000
NS010/TL 17.0% 7,011,000 | 1,933,000 | 1,192,000 | 10,136,000
NS011/TL 17.0% 7,011,000 | 2,303,000 | 1,192,000 | 10,506,000
NS012/TL 17.0% 7,011,000 | 1,482,000 | 1,192,000 | 9,685,000
NS013/TL 17.0% 5,008,000 | 358,000 851,000 | 6,217,000

Nguon: Tac gid xay ding
Nhu vay, tac gia da xay dung xong muc luong theo phuong phap mé hinh
3P cho céc vi tri tai phong To chirc nhan sy . V&i mic lvong nhu vay tac gia co thé
tinh lai tién luong thuc té theo ngay cong di lam cua cac nhan sy trong thang 11
nam 2022.
Tinh bang lwong theo cac mirc lwong 3P xay dung

Cong thure tinh lvong 3P nhu sau:
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Thu nhap (P(i) thang) = Lwong thoi gian (P1 (i)) + Lwong nang luc (P2 (i)

+ Lwong niing suat (P3 (i)) + Cac khoan phu cip (néu cé)

Trong do:

P (i) thang: Tong thu nhdp nguoi lao dong (i) nhdn dwoc trong thang;

Pl (i)  : Tién lwong co ban hang thdng ciia nguoi lao dong (i)

P2 (i) : Tién lwong néing luc ciia nguoi lao dong (i) chua qua ddnh gid nang
lyc cua nguoi lao dong (i)

P3 (i) : Tién lwong ndng sudt theo vi tri céng viéc chwa qua danh gid KPI
cuia nguoi lao dong (i),

Cong thire tinh lvong 3P hang thang nhu sau:

Lre ) x Ntt (i)

LT (i) = xKi (i) + (LNL(i) x NLtt (i)) + (Lnsq % KPI (i) - PNbb
) - PNk )
Necd
Trong do:

LT ¢ : Luong hang thang ctia nguoi lao dong thr (1) nhan duogc;

Ltc y: Luong thot gian cua nguoi lao dong (1);

LNL (1): Luong nang luc cua nguoi lao dong (1);

Lns qy: Tién lvong nang suat phu thudc theo mirc dd phure tap ctia cong viée
va két qua cong viéc ma nguoi lao dong (i) dat dugc trong thang;

Ncd: Ngay cong ché do thang

Nitt (i): Ngay cong lam viéc thyc té ciia nguoi lao dong (i);

NLtt (i): Nang luc thuc té dat duoc ctia ngudi lao dong (i);

Ki (i): Hé so tuan thu ndi quy, quy dinh Cong ty & tiéu chuan hoan thanh
quy dinh cong viéc (hé sb ky luat);
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KPI (i): Chi sb danh gia két qua/ thanh tich cong viéc thang cua ngudi lao
dong (i) dat duoc;

PNy (): Cac khoan bat budc ma ngudi lao dong (i) phai nop (nhu BHXH,
BHYT, BHTN, thué TNCN, ...)

PNkn y: Cac khoan phai ndp khac (tién truy thu BHXH, BHYT, tam ung...)

Sau khi xay dung xong murc luong méi thi muic lwong d6 da bao gdbm ca yéu
t6 KPI nén cong thic tinh lwong s& phai chinh lai cho phil hop nhu phia trén. Téac

gia tinh lai bang luong thang 11 nam 2022 caa phong To6 chic nhan sy nhu sau:
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Bang 3.17. Bang lwong phong T6 chitc nhan sy thang 11 nim 2022

Pon vi: triéu dong

BANG LUONG CHI TIET THANG 11 NAM 2022

Ngay cong dinh mirc 26
Mtrc lwong min DN 5,008,000
a 0 0ng ong P ong P o2 ong tho 0 0ng . ap 04
e ong P : g ¢ g : : ‘
(1) ) (©)] (4) (O] (6) (@) (8) ©) (10) (11) (12) (13) (14)
1 |NS00UTL TP T chirc nhan sy 4.2 21,032,000 5,468,000 1,472,000 24 19,414,000 1.0 7.00%| 88.20% 26,354,000 26,354,000
2 [NS002/ TL PP hanh chinh 3.6 18,027,000 2,292,000 3,065,000 25 17,334,000 1.0 17.00%| 78.90% 22,691,000 22,691,000
3 |NS003/TL PP tién luong & ché do 3.6 18,027,000 7,726,000 3,065,000 26 18,027,000 1.0 17.00%| 100.00% 28,818,000 28,818,000
4 [NS004/TL PP tuyén dung, dio tao 3.6 18,027,000 5,254,000 3,065,000 23 15,947,000 1.0 17.00%|  90.40% 24,266,000 24,266,000
5 |NS005/ TL TBP nhén sy 31 15,524,000 4,280,000 2,639,000 25 14,927,000 1.0 17.00%|  89.30% 21,846,000 21,846,000
6  [NS006 /TL TBP tién lwong 3.1 15,524,000 5,234,000 2,639,000 26 15,524,000 1.0 17.00%| 93.60% 23,397,000 23,397,000
7 [NS007/TL NV dao tao 1.4 7,011,000 0 1,192,000 22 5,932,000 1.0 17.00%|  70.00% 7,124,000 7,124,000
8  [NS008/TL NV doi xe 1.0 5,008,000 0 851,000 26 5,008,000 1.0 17.00%|  70.00% 5,859,000 5,859,000
9  [NS009/TL NV lai xe 1.0 5,008,000 1,395,000 851,000 26 5,008,000 1.0 17.00%| 89.50% 7,254,000 7,254,000
10 [NS010/TL NV nhan sy 14 7,011,000 1,933,000 1,192,000 26 7,011,000 1.0 17.00%| 89.30% 10,136,000 10,136,000
11 |NSO011/TL NV tién luong 1.4 7,011,000 2,303,000 1,192,000 26 7,011,000 1.0 17.00%|  93.00% 10,506,000 10,506,000
12 [NS012/TL NV tuyén dung 14 7,011,000 1,482,000 1,192,000 26 7,011,000 1.0 17.00%| 84.80% 9,685,000 9,685,000
13 [NS013/TL NV vién thu 1.0 5,008,000 358,000 851,000 26 5,008,000 1.0 17.00%|  75.00% 6,217,000 6,217,000
Phé duyét Xem xét Ngudi lap bieu

Nguén: TAc gid xay dung
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Déi voi khi san xuét truc tiép, doanh nghiép da ap dung hé sé Ki dé
danh gia két qua thuc hién cong viéc cia ngudi lao dong. Can cir vao dic
diém t6 chic k¥ thuat va lao dong cua Cong ty, cac chi tiéu lam can ctr danh
gia va xac dinh Ki la:

- Ning suét lao dong

Ning suét lao dong cua cdng nhan cé anh huang truc tiép dén két qua
san xuat kinh doanh cta Cong ty. Do d6, chi tiéu nay nham khuyén khich
nguoi lao dong tich cuc hoan thanh nhiém vu, vuot mic ké hoach.

- Pam bao chat luong san pham

Chi tiéu nay nham khuyén khich nguoi lao dong khéng vi s6 luong ma
bo qua chat lugng cua san pham, lam giam sb luong san pham 15i, hong,
khong dat chat luong. Hon nita, dé ¢6 nhitng san pham dat chét luong tét doi
hoi trinh d6 tay nghé cua ngudi lao dong ciing phai cao. Do d6, chi tiéu nay
con c6 tac dung dong vién, khuyén khich nguoi lao dong nang cao trinh do
tay nghé.

- Tiét kiem vat tu

Pay 1a mot trong nhitng chi tiéu kha quan trong. N6 gitp tranh tinh
trang c6ng nhan san xuit chay theo sé luong, cd gang san xuit ra nhiéu san
pham ma khong quan tam dén viéc tiét kiém vat tu cho Cong ty. Chi tiéu nay
dua vao s& khuyén khich nguoi lao dong tiét kiém vat tu trong san xuat, gip
Cong ty tiét kiém dugc mot phan chi phi san xuat (chi phi nguyén vat liéu), 1a
co s& dé ha gia thanh san pham.

- Y thirc ky luat lao dong

Chi tiéu nay dung dé danh gia tinh than, thai do, y thic 1am viéc cua
nguoi lao dong. Nang cao y thaec, trach nhiém lam viéc nhdm cuaa ting nguoi
lao dong trong tap thé.

- Tham nién lam viéc tai Cong ty
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Thuc té & Cong ty cho thiy lao dong cd tham nién cdng tac cao ¢ Cong
ty 12 kh& nhiéu. Do d6, chi tiéu nay giup khuyén khich nguoi lao dong tich
cuc cong hién va gin bo 1au dai vaoi Cong ty.

Viy dé do ludng hiéu qua hon, Cong ty xem xét diéu chinh, cai tién hé
théng danh gia dé phu hop hon véi co ché tra lwong 3P. Cu thé, cac tiéu chi
can do ludng, lugng hoa thanh cac bo chi sb dé danh gia dugc mot cach khach
quan, chinh xac hon theo nguyén tic SMART. Pay sé 1a co s¢ dé tra lvong P3
cho nguoi lao dong.

BANG TIEU CHI PANH GIA KPI CHO CONG NHAN SAN XUAT

Do b Cachxac | A- | A
Muc tieu | o TS| L : A | A+ | A+t
‘ vi V dinh S
M oA
A }1c tieu
cong ty
|| | [
1 | San luong |san ba N eAsa
N o lugng ké
Xu
hoach
Nang suat | T6 Tr
San lugn
2 |laodong |san ba NS ‘U.-’Q g
A A . /nguol
binh quan | xuat 0
KPI
B chuyén
mon
X Ty 1€ san
Tylesin | 0 pham
1| san | % TV
pham xau p xau/Tong
xuat \
san lugng
. Ty 1€ hao
Ty1é hao | Té hyth e
u
2 | hut nguyén | san % T ? Y
oS . vat ligu/
vat liéu xuat 2 A
Tong vat tu
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Mucticu | D" | B g || Cohxac f A AT A A Ave
) vi V dinh - | -
tiéu hao
Thot gian 2 Th\o ! glfjtn
hoan thanh 1o hoan t,h anh
3 ) san % T | thuc té/ Thoi
cho mot B . £
san pham xuat gian ke
hoach
c KPIAk)’r
luat
1 |Sogio T6 % T | S6 gid tham
thamgia |san 5 gia dao tao
dao tao xuat thuc té&/ké
hoach
2 | Tylévi T % T | Ty 1é vi
pham NO1 | san pham. Vi
quy, quy | xuét pham 1 161,
dinh, quy trr 5% KPI
trinh
T(R)ng

(DV: DPon vi tinh, TS: Trong so, L: Loai ddnh gid, N la nam, T la thing

3.4. Giai phap trién khai khi van dung tra lwong 3P

Viéc 4p dung phuong phap tra lwong 3P 1a viéc ap dung tra luong theo
co ché thi truong vira canh tranh véi bén ngoai, vira dam bao cong bang bén
trong va gan truc tiép loi ich cua doanh nghiép vao loi ich cua nguoi lao dong
thdng qua viéc danh gia chinh xac mirc d§ dong gop cua nguoi lao dong véi
céng ty. Tuy nhién khi ap dung phuong phap mdi ciing sé gap cac khé khan
nhat dinh do tdm 1y ngai thay d6i, phai ¢ gang trong cong viéc nhiéu hon dé
dam bao thu nhap, anh hudng téi quyén loi ca nhan. Vi vay tac gia dua ra mot

s6 giai phap d6i véi Cong ty Thudce 14 Thing Long nhu sau:




101

3.4.1. Giai dogn chuyén déi giiva phwong phdp cii va phwong phdp mdi

Trong giai doan dau thuc hién tra lwong theo phuong phap méi kho
tranh khoi viéc chénh léch mic luong cii va mirc lwong mai. Chinh vi vay, dé
ngudi lao dong yén tdm cdng tac va khéng gay xao tron nhan su qua 16n thi:

+ S0 sanh gitra 80% X mac luong hién tai va muac luong P1 + P2 néu
mutc ndo cao hon thi s& ldy muc d6. Ly do muc lwong P3 1a mic lwong
thuong chiém khoang 30% muirc luong cia ngudi lao dong nén giit nguyén
80% mirc luong hién tai dé nguoi lao dong khong bi thay ddi qua nhiéu vi con
phan P3 s& gan truc tiép voi két qua thuc hién cong viéc dé dam bao 20%
lrong con lai.

+ P6i voi viec xay dung muc tiéu va danh gia thuc hién cong viéc dé
xac dinh P3 mdi thang can thanh 1ap mot hoi dong gom: Trudng don vi Cac
phong ban, truéng phong T6 chirc nhan su , ban xay dung luong 3P dé thng
nhat céc tiéu chi xay dung. Trach cac phong tu xay dung cac muc tiéu thap dé
hoan thanh dugc muc tiéu.

3.4.2. Sw quyét tam thay déi ciia ban lanh dao cong ty

Sy thanh cong caa du an 12 su tin tuong va quyét tam thay doi caa ban
lanh dao. Chic chic du &n s& gap nhiéu kho khin, vudng mic véi mot hé
théng da kéo dai 66 nam phat trién, nhiéu chic danh, mbi quan hé nén viéc
xay lai theo phuong phap mai can ¢ sy dong 1ong va quyét tam caa ban Ianh
dao dé thuc hién.

Tat ca nhimg khé khan, vuéng mac sé di tim giai phap dé hoan thién
dan dan dy &n theo ting budc, ting nam.

Can dugc xay dung thir va ap dung truéc mot s6 phong ban dé rat kinh
nghiém va c6 phuong hap van dung phl hop véi Cong ty dé tranh su may

mac va thiéu linh hoat.
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3.4.3. Truyén théng cdc phong ban va ngwoi lao dpng

Puoc sy dong 10ng cia ban ldnh dao Cong ty 1a mot phan thanh céng
nhung su hop tac tir cAc phong ban khi x&y dung cac ndi dung danh gia cong
viéc, danh gia nang luc nhan su, xay dung cac tiéu chi cho cac phong ban thi
khong ai hét cac truong phong ban 1a nguoi nam rd nhat ting chi tiét cua
phong ban minh.

Chinh vi vay su hop tac ung ho va hiéu rd vé gia tri va loi ich cua
phuong phap mgi mang lai s& 1a mot phan thuan loi trong viéc trién khai dy
an. Nguoi s€ cung ban du an chu tri tai phong ban do, ban du an la nguoi
huéng dan, giam séat va tong hop dua ra so sanh tong quan nhat.

Bén canh d6 mdi can bd céng nhan vién phai duoc truyén thong dé
huong tng dy an, toan bo du &n 1a khuyén khich nhitng nhan sy 1am viéc tét
s& duoc huong gié tri trong wng trong cdng viéc. To chuc cac budi toa dam
dé giai quyét cac vuéng mac hoic ban khoan vé lgi ich caa phuong phap moi
cho ngudi lao dong hiéu 1a cach hiéu qua nhat dé du an nhanh chong duoc
trién khai rong rii va thanh cong hon.

3.4.4. Hop tdc véi don vi tw vin nhiéu kinh nghi¢m

Trong qué trinh ban dy an thuc hién nén c6 sy tham gia cua cac chuyén
gia, bén tu van vi Cong ty thi hiéu rd noi bo nhung bén ngoai thi co kinh
nghiém trién khai. Su két hop véi cac bén tu van di c6 nhiéu nim kinh
nghiém va c6 su tong hop cta nhiéu don vi s& gilp COng ty tranh khoi cé4c sai
lam, cac vuéng méc kho khin trong qua trinh trién khai dy én.

3.4.5. Dao tao cdac nhin sw thuwe hién dw an

Du an c6 thanh céng hay khéng mot phan 13 doi ngii trién khai ma truc
tiép mot phan 1a phong hanh chinh nhan sy. Tir khau tuyén dung danh gia tng
vién 3P, tdi viéc xac dinh muc lwong vi tri phu hgp. Trong qua trinh thuc hién

cong viéc thi danh gia nang luc chuyén moén dinh ky dé c6 co hoi ting luong
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theo nang luc. DSi v6i cac nhan sy tién luong thi viéc cap nhat céch tinh
lwong méi cling s& vudng méc trong giai doan dau nén can 1a nguoi hiéu rd
nhat vé cach tinh luong theo phuong phap méi dé thuc hién dang nhat. Mat
khac cling phan hdi céc thic mic caa ngudi lao dong khi ho nhan két qua

luong hang thang.
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KET LUAN

Trong bdi canh canh tranh khoc liét nhu hién nay, moi thir dang phat
trién khéng nging, cong vaéi su phat trién cua céng nghé 4.0, cac doanh
nghiép ludn di tim nhiing san pham, nhitng @ng dung phl hop Vvai t6 chirc dé
c6 dua stc canh tranh véi thi truong va gap rat nhiéu kho khin, thach thic
trong viéc thu hit & giit chan nhan sy. Do vay, c4c chinh s&ch tién lwong cua
doanh nghiép ciing can phai thay dbi, gan loi ich cua doanh nghiép ciing véi
nguoi lao dong dé tao dong luc, ting nang suat, thuc day hiéu suat kinh
doanh.

Trong ndi dung cua luan van nay tac gia da tim hiéu phwong phap tra
luong 3P dé van dung vao Cong ty Thudc 14 Thing Long. Pay 1a phuong
phap tra lwong khéa pht hop trong thoi diém hién tai giGp cac doanh nghiép
giai quyét duoc bai toan giira hiéu qua kinh doanh véi dong gop ctia ngudi lao
dong, khuyén khich duoc cac nhan su c6 ning luc, kinh nghiém tan tim dong
gop xay dung cong ty, tao ra su thoéa man céng bing trong doanh nghiép, canh
tranh véi thi trudong. Pay ciing 1a co sd dé thu hit, gitr chan cac nhan tai cua
doanh nghiép.

Trén co s 1y thuyét va kinh nghiém 1am viéc thuc té tai doanh nghiép,
tac gia da phan tich thyc trang hién nay ciia Cong ty, cac wu va nhuoc diém
cua hé thdng tra luong cii. Tir d6, van dung cac ngudn tai nguyén hién cé cua
cong ty dé tim ra cac tién dé ap dung phuong phap tra luong 3P phu hop nhat
véi Cong ty.

Luan van cua tac gia 1a mot cong trinh nghién ciu trong pham kién
thac hoc tap tai truong va kién thic tu hoc, tu tim hiéu tai Cong ty Thudc 14
Thang Long. Trong thoi gian nghién cau, tac gia di c¢b gang thu nhap nhiéu

mau va phan tich cu thé cac truong hop nhung khé tranh khoi cac sai sét chua
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luong hét duge. Pay 1a mot phan con chwa hoan thién cua luan van nén tac
gia cling rat mong nhan dugc cac y kién dong gop tir quy thay cd, ban be,
d6ng nghiép dé luan vin duoc hoan thién hon, thuc su co thé ap dung trong

cac doanh nghiép.
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PHU LUC
Phu luc 01
Bang phéng van chuyén sau

Ngudi phéng van:

Ngudi dwoc phéng van:

Chirc danh:

S6 nim cong tac:

Muc dich phong van: Tim hiéu rd rang, chi tiét dic diém vé nhan sy cong ty,
ché do chinh sach cong ty dang thuc hién, dic biét 1a ché do tién luong va
viéc c0 nén ap dung thuc hién tra luong theo phuong phap 3P hay khong?
Noi dung phong van:

Anh/chi c6 thé cho biét chién lugc phét trién caa cong ty noi

Céu 01: s s A L
chung va chién lugc nhan sy nhu thé nao?
Tra loi
. Anh/chi hdy cho biét cong viéc, vai trd cua vi tri chic danh
Cau 02: : \ A Y S
anh/chi dang dam nhan trong co cau to chic caa Cong ty?
Tra loi
So d6 t6 chtic cuia cong ty chire nang nhiém vu cia phong ban da
Cau 03: | théng nhat va rd rang chua? Co6 nhitng bat cap gi can sira doi
khong?
Tra loi
i Anh c6 thé chia sé vé ché do chinh sach phuc loi cta cong ty, dic
Cau 04: Y L ox o
biét la ché do vé tien lvong va phuc 1gi nhu thé nao tai Cong ty?
Tra loi
. Hién nay, phuong phap tra luong tai Cong ty c6 uwu va nhuoc
Cau 05: A A . 2. . A
diém gi khdng? Co can thay doi phuong phap tra luong khong?
Tra loi
Anh da nghe t&i phuong phap tra lwong 3P chua? Va Cong ty
Cau 07: | Thubc 14 Thing Long c6 nhitng gi va can nhimg gi dé &p dung
phuong phap tra luong 3P?
Tra loi
. Theo anh hién nay cong ty c6 nén ap dung phuong phap tra luong
Cau 08: R :
3P khéng? Tai sao?
Tra loi

Tran trong cam on anh da b6t chat thoi gian tham gia cudc phong van!




Phu luc 02
PHIEU HOI VE VAN DUNG PHUONG PHAP TRA
LUONG 3P TAI CONG TY THUOC LA THANG LONG

Nham muc dich nghién ciru thwc trang tra lwong tai Cong
ty Thubc 14 Thang Long trén co sé dé danh gid va tim ra nhiing
gidi phdp nham vin dung phwong phdp trd lwong 3P tai doanh
nghiép, xin anh/ chi vui long cung cdp mdt sé théng tin theo
nhitng cdau hoi duoi day. Nhitng thong tin thu dwoc sé duoc bao
mdt va chi sir dung cho muc dich nghién civu ciia dé tai.

I. Thong tin chung.

Ho va tén (c6 thé bo trong):

Gioi tinh: 1CINam 2[IN@r Nam sinh:

Cép bac, chirc vu:

Pon vi:

Vi tri cong viéc dang lam viéc:

1 [JCén bd quan ly 3 [ Chuyén vién gian tiép
2 C0Chuyén vién truc tiép 4 1 Khéac (ghi 18):...............

Trinh d6 chuyén mon:

1 OISo cap 4 (OPai hoc

2 CITrung cép 50

Trén dai hoc 3 (] Cao ding

Tham nién cbng tac:
1 [JDuéi 02 nam 3 O Tir 05 dén 10nam
2 OJTw 02 dén 05 ndm 4
Trén 10 ndm Loai hop ddng lao dong:
1 [ 12 thang 3 [J Khéng XbTH
2 [1 36 thang 4 [ Khac (ghi r0):.............



1. NOI DUNG HOI

1. Anh/chi cO biét cich tinh lwong, thu nhdp ciia minh
khong?

100 Cé 2 [1 Khéng

2. Quan diém ciia anh/chi vé yéu t6 quyét dinh dén tién

lwong cia CBNV

(Puge chon nhiéu phwong dn)

1 [ Két qua thuc hién cong viée viée

2 [ Két qua san xuat kinh doanh
cua Cong ty

3 L1 Tham nién cbng tac

4 [1Vi tri cong viéc dugc giao

SLLYdoKhAC: ..o,
3. Theo anh/chi cdach tinh trd lwong cho CBNV hang

thdng ciia Cong ty nhw hién nay di cong bang chwa?

100 Cong bang

2] Chua thuc su

cong bang

31 Khong cong

bang

ALY Ki€n KNAC. ...eeee e,

4. Néu cdu trd 107 \a chwa thuce sw cong bing hodc khéng

cong bang. Anh/chi vui long trd 10 cdu héi tiép theo: Anh/chi

ddnh gid nhw thé nao vé cdc tiéu chi tinh tra lwong ciia Cong

ty hién nay?

100 R6 rang, cu thé 2 [ Khéng rd rang, cu thé

Néu khéngré rang, cu thé xin vui long cho biét Iy do 1a gi?



(C6 thé tich vao nhiéu phwong &n)
10 Tra luong chua gan v6i hidu qua 1am viée
2] Hé thong bang luong chwa phan anh dung muc do
phtrc tap cta vi tri cong viéc
300 Hé théng tra lvong phu thudc nhiéu vao bang cp
va thdm nién
4[] Phuong phap tinh Iwong chua hiéu qua, chua phu
hop
50] Phuong phap tinh lrong chua hi€u qua,
chua phu hop
61 Phuong phap tinh luong phirc tap
5. Theo Anh/chi viéc trd lwong dwa trén vi tri, nang luc
& két qua cong viéc cé phit hop khong?
100 Coé 2 [1 Khéng
Néu Khéng xin vui long cho biét Iy do la gi?
10 Kho khan trong viée danh gia gia tri cong
viéc
21 Kho khan trong viéc danh gia nang luc
nhan su
301 Kho khan trong viéc danh gia két qua thuc hién cong vige
AL LY doKhAC. ..o
6. Theo anh/chi, dé trd lwong hiéu qud, nén dwa
vao cdc yéu té nao sau diy?
10 Kién thire, k¥ nang, kinh nghiém ciia ngudi lao dong
2 [0 Khéi lugng cong viéc, muc dd phuc tap cua cong
vige, gia tri cong viéc mang lai

3 [ Nang lyc cua nguoi lao dong



4 O Két qua cong viéc, gia tri dong gop
5 [J Tat ca cac yéu to trén
7. Anh/chi c6 hai long vé mirc lwong nhéin dwoc khong?
10 RAt hai long 300 Binh thuong
21 Hai long 41 Khéng hai long
8. Yéu to nao tao nén sw gin bé ciia anh/chi véi Cong
ty? (Puoc chon nhiéu phwong &n)
100 Tién luong, thu nhap 401 Piéu kién va moi truong

lam viéc

200 Co hoi phat trién nghé nghiép 501 Chién lugc con ngudi cia

Cong ty

31 Thoi gian lam viéc linh hoat 61 Ly dokhac: ...............
9. Nhitng gOp y bé sung ciia anh/chi nham hoan thi¢n

Quy ché trd lwong ciia Cong ty (néu

(010 ) SRR

Xin chan thanh cidm on anh/chi!



Phu luc 03

Cic budce xay dung hé thong tién hrong theo phwong phap tra lwong 3P

Cac buéc _ _ Coéng cu, Keét qua can
_ Noi dung thuc hién
thuc hién phwong phap dat dwec
Thong nhat dinh hudng
chién luoc .
) , ., So d0 to chie
Thong nhat so d6 t6 chirc Xay dung
, MGo ta cong
Chuan hoa chirc nang b N dugc thang
viéc
phan , bang luong
, , H¢ thong chuc .
Chuan hoéa hé thong chirc Xac dinh
Budc 1: danh
~|danh ) dugc murc
Danh gia gia , . Phuong phap
. ~ | Chuan hoa mo ta cong viéc . luong & cac
tri cong viec ., danh gia HAY,
X4éc dinh yéu t6 danh gia vi bac lvong va
Mercer, CRG

tri cong vi¢c
Xéc dinh diém yéu to
Danh gia vi tri cong viéc

Quy d6i ra muc luong P1

Bao cao luong

cua thi truong

ngach luong
cho cac vi tri

chuc danh

cho vi tri
Xay dyng tir dién nang luc Str sung mé
Xay dung khung nang lyc hinh ASK
Budc 2: .
. cho cac vi tri Khung nang Géan cac mirc
Danh gia , .
Xay dung h¢ thong danh gid | luc do nang lyc ¢
nang luc L .
. nang luc Tir dién ndng cac cap bac,
nguoi lao '
- Danh gid nang luc ca nhan luc ngach luong
ong ,
theo khung nang lyc cua vi H¢ thong danh
tri gia nang luc
Budc 3: Xay dung ban dd chién lwgc | Muc tiéu to Bang ti€u chi

Xay dung

Xay dung BSC cong ty

chirc, muc tiéu

cac ndi dung




Cic buéc _ _ Cong cu, Két qua can
_ Noi dung thuc hién
thwc hién phuwong phap dat dwoc
ndi dung | Xay dung KPI cac by phan | phong ban, danh gia mic
danh gid | Xay dung KPI cho céc vi tri | muc tiéu ca do hoan thanh
thuc hién | cha chét nhan cong viéc cla

cong viéc

Xay dung quy ché danh gia

Ban do chién

Cong ty, cua

két qua luoc bo phan va
BSC Coéngty | cuavi tri
Hé thong ké
hoach hanh
dong dé bam
sat muc tiéu
Hé thong bao
cdo quan tri
Tinh thu
Lap bang tinh thtr lvong cho
. . ) luong theo
Budc 4: cac vi tri, danh gia va hoan Bang du toan
02 : s phuong phap
Trién khai | chinh cac nd1 dung vudng tién luong _ .
, , mai, ban hanh
thuc hién | mac Quy che luong

Hoan thién quy ché luong

quy ché

luwong.




