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1. Tinh cap thiét cua dé tai

Trong tién trinh chuyén d6i va hoan thién sau khi ra nhap T6 chiic
Thuong mai Qudc t€ (WTO). Viét Nam véi dinh huéng chién lugc
phat trién kinh t€: thuc hién cong nghiép héa, hién dai héa dat nude.
Su canh tranh gay gt trén thi trudng cing tinh hinh lam phat trong
nudc va su bién dong cua thi trudng tai chinh thé€ giéi, 1am cho Cong
ty ¢6 phan Kinh VIGLACERA Dap Ciu — doanh nghiép Nha nudc
mdi dugc ¢6 phan héa thuoc Tong Cong ty Thay tinh va Gém xay
dung Viét Nam gap khong it khé khan trong kinh doanh. Ngoai viéc
phai d6i mat v6i nhitng khé khan vé thuong hiéu, tai chinh, thi
trudng, v.v.., con mot ndi lo khic trong cudc canh tranh 1a 1am sao
gay dung dugc doi quan “tinh nhu¢”. B4 1a doi ngii nhan vién c6
nang luc, nhiét tinh va cam két gan b6 lau dai v6i doanh nghiép,
nhitng ngudi cing nghi va cung 1am véi chli doanh nghiép dé dat
dugc muc tiéu kinh doanh ctia doanh nghiép. Trudc tinh hinh thuc t&€
trén, toi chon dé tai “ Hoan thién cong tac quan tri nguon nhan luc
ctia Cong ty c6 phdn Kinh VIGLACERA Pdp Cdu” dé nghién citu,
viét luan van Thac si hy vong s& dua ra giai phap hitu hiéu nham phat
trién Cong ty mot cach viing chéc trén con dudng hoi nhap.

2. Tinh hinh nghién cttu khoa hoc.



Nhan su 1a chia khod thanh cong ctia moi doanh nghiép. Trong
nhiing nam gan day da c6 nhiéu cong trinh khoa hoc, nhiéu tic gia
quan tam nghién ctu ca vé mat ly thuyét va thuc tién vé hoat dong
quan tri ngudén nhan luc, nang cao chat luong nguén nhan luc cling
nhu cdc cong trinh nghién citu lién quan dén hudng dé tai nay nhu:

1- Tran Kim Long (2005), Nguon nhdn luc cho cong nghiép héa, hién
dai héa d thanh pho Ho Chi Minh, Luan van thac sy kinh t€, TP HCM.

2- Hoang Thanh Phiic (2007), Ndng cao chdt luong nguon nhdn
luc trong cdc cong ty kinh doanh vé thiét bi chuyén nganh 6 t6 ¢
Thanh pho” Ha Néi, Luan van thac si Quan tri kinh doanh, Ha Noi....

3- bac Tam (2008), Dao tao nguoén nhdn luc chdt luong cao, yéu
16" quyét dinh thanh cong CNH - HDH, Béo Bic Ninh So 6/2008

4- Nguyén Ngoc Ta (2006), Nguon nhdn luc trong qud trinh cong
nghiép héa, hién dai héa nong nghiép, nong théon Bdc Ninh, Luan
van thac s§ Kinh t&€, Ha Ndi .....

Céc cong trinh nghién cttu trén dugc cac tac gia nghién ciu nguén
nhéan luc & tAm vi mo trong pham vi ca nudc, ting dia phuong hoic
chi dé cap t6i nang cao chat lugng ngudn nhan luc trong cic cong ty
kinh doanh quy mo nhd. Song dé hoan thién cong tac quan tri nguén
nhan luc clia mot cong ty, nhat 1a d6i véi cac cong ty Nha nuGec méi
6 phén héa, thi hau nhu chua dugc quan tam dén.

3. Muc dich va nhiém vu nghién ciu

- Muc dich nghién ciru

+ Nghién cttu vé thyuc trang cong tdc quan tri nguén nhéan lyc cua
Cong ty c6 phian Kinh VIGLACERA DPép Cau (Cong ty).

+ D¢ xudt phuong hudng, giai phap trong viéc hoan thién cong tac
quan tri nguén nhan luc ctia Cong ty trong nhiing nam tGi.

- Nhiém vu nghién citu



+ Hé thong héa mot s6 van dé co ban vé cong tac quan tri nguon
nhan luc trong cic doanh nghiép

+ Phan tich, déanh gia thuc trang ngudn nhan luc ctia Cong ty

+ D€ xudt phuong hudng va gidi phdp nham hoan thién cong tac
quan tri nguon nhan luc ctia Cong ty trong thoi gian téi.

4. Doi tuong va pham vi nghién ciu

- Doi tugng nghién ciiu: Luan van nghién ciu nguon nhan luc, cong
tdc quan tri nguon nhan luc va tic dong cua né do6i v6i hoat dong
kinh doanh cta cdc doanh nghiép trong nén kinh t€ thi trudng.

- Pham vi nghién ciiu

+ Cong tdc quan tri nguén nhan lyc tai Cong ty ¢ phan Kinh
VIGLACERA bép Cau.
+ Thoi gian nghién ctu tir 2006 - 2008.

5. Phuong phap nghién ciu

- Phuong phédp duy vat bién ching, duy vat lich st tac gia sl
dung lam phuong phédp luan chung.

- Keé&t hop v6i cdc phuong phdp nhu: phan tich va téng hop,
phuong phdp chuyén gia, phuong phdp théng ké, phuong phap chuin
doén, phuong phdp diéu tra xa hoi hoc, .v.v.v

6. Du kién dong gop méi cia luan van

- Hé thong héa 1y luan v€ mot s6 van dé co ban vé ngudn nhan luc
va cong tdc quan tri ngudn nhan luc ctia doanh nghiép

- Danh gid thyc trang cong tac quan tri nguén nhan luc cua Cong
ty c6 phan Kinh VIGLACERA DPiap Cau.

- D€ xudt mot s6 giai phdp nham hoan thién cong tic quan tri
nguodn nhan lyc cua Cong ty trong nhiing nam ti€p theo: Hoach dinh
va tuyén dung nguén nhan luc; Dao tao va phét trién nguén nhan luc

va cdc phuong phép tao dong luc, duy tri nguon nhan luc...



7. Két cau cua luan van
Ngoai phan M¢& dau, Két luan,Tai liéu tham khao va Phu luc,
két cau ctia Luan van gdm 3 chuong:
Chuong 1: Mot s6 1y luan co ban vé quan tri nguén nhan luc.
Chuong 2: Thuc trang vé hoat dong quan tri nguén nhan luc cua
Cong ty c6 phan Kinh VIGLACERA Pép Cau.
Chuong 3: Phuong huéng va gidi phap nham hoan thién cong tic
quan tri NNL ctia Cong ty c6 phan Kinh VIGLACERA Dap Cau.
Chuong 1
MOT SO LY LUAN CO BAN VE
QUAN TRI NGUON NHAN LUC

1.1 Nguon nhan luc va quan tri nguon nhan luc
1.1.1 Nguon nhan luc trong cdc doanh nghiép
1.1.1.1 Khdi niém nguon nhdn luc

Nguén nhdn luc ciia doanh nghiép duoc hiéu 12 tit ca ngudi lao
dong ¢6 trong doanh nghiép d6. Bao gdm toan b nhiing ngudi cé
quan hé lao dong véi doanh nghiép, truc ti€p tham gia vao cic hoat
dong san xuét kinh doanh ciing nhu cac hoat dong quan 1y, diéu
hanh ctia doanh nghiép.
1.1.1.2.Vai tro cia nguoén nhdn luc

- Nguoén nhan luc 1a yéu t6 céu thanh nén doanh nghiép, quyét
dinh dén su ton tai va phat trién clia doanh nghiép.

- Nguon nhan lyc 1a ngudn tai nguyén cua doanh nghiép.

- Con ngudi vira 1a muc tiéu, vira 1a dong luc clia sy phat trién.
1.1.2 Quan tri nguon nhdn luc
1.1.2.1 Khdi niém quan tri nguon nhdn luc

Qudn tri nguon nhan luc trong doanh nghiép 1a su phoi hgp mot

céch téng thé cdc hoat dong nhu hoach dinh nguén nhan luc, phan



tich va thiét k&€ cong viéc; chiéu mo va lua chon; danh gia thanh tich;
dao tao va phat trién; thu lao; stic khoé, an toan nhan vién va tuong
quan lao dong 1am cho nguoi lao dong dong gbp gid tri hitu hiéu nhat
cho t6 chiic nhim dat duoc muc tiéu ctia doanh nghiép.
1.1.2.2 Noi dung co bdn cuia quadn tri nguon nhdn luc

- Nhom cdc chiic nang thu hiit (hinh thanh) nguon nhdn luc:

Hoach dinh nguén nhan luc; Phan tich va thiét k& cong viéc;
tuyén mo va lua chon, b6 tri ngudi lao dong vao céc vi tri 1am viéc.
Nhém cdc chitc ndng dao tao va phdt trién nguon nhan luc

Dao tao va phat trién chinh thitc: Chuyén gia, co s dao tao. ..

Dio tao va phat trién khong chinh thiic: Dao tao tai noi lam viéc.
Nhém cdc chitc nang duy tri nguon nhdn luyc

Danh gid thuc hién cong viéc.

Thu lao lao dong cho nhan vién.

Duy tri va phat trién méi quan hé t6t dep trong doanh nghiép.
1.2 Cac nhan t6 anh huéng cong tac quan tri nguon nhan luc
1.2.1 Cdc nhdn té bén ngoai cong ty
1.2.1.1 Chinh sdch vé lao dong ciia Nha nudc

Bao gém: Chinh sach vé tuyén dung; chinh sdch tién luong, tién
cong, tién thuong; chinh sich dao tao va phat trién ngudn nhan luc;
chinh sdch bao hiém x4 hoi va cdc ché do vu dai khac.
1.2.1.2 Thi truong lao dong ( thi truong suc lao dong)

- Thi truong lao dong trong nudc: su canh tranh dé thu hit NNL
ctia cic doanh nghiép trong nudc, cac doanh nghiép FDI.

- Thi trudng lao dong Bac Ninh: Sy thu hit NNLgitta cdc doanh
nghiép trén dia ban.
1.2.2 Cadc nhdn t6 bén trong cong ty
1.2.2.1 Cdc chinh sdch vé lao dong ciia cong ty



Chinh séach viéc 1am cho nguoi lao dong; Chinh sich tién luong,
tién cong; Chinh séch dao tao va dao tao lai; Chinh sach bao hiém xa
hoi va cac ché€ do uu dai khac.
1.2.2.2 Van héa doanh nghiép
1.2.2.3 Chdt lugng nguon nhdn luc trong cong ty
1.3 Céc chi tiéu danh gia cong tac quan tri nguoén nhan hrc
1.3.1 Cdc chi tiéu ddnh gid két qud qudn tri nguén nhdn luc

o Cdc chi tiéu hiéu qud su dung lao dong

Nang suat lao dong binh  _ Z doanh thu trong ky
quan tinh theo doanh thu ¥ $6 lao dong BQ trong ky
Loi nhuan BQtinhcho 1 _ Loi nhuén trong ky

lao dong ¥ s0 lao dong BQ trong ky

o Sy hai long cua nguoi lao dong trong cong ty

Hai long vé cong viéc, diéu kién va moi truong lam viéc: Thu
nhap, mai truong lam viéc than thién, dugc ton trong, c6 co hdi dao
tao phat trién su nghiép...Két qua 1a nhan vién gén b6 véi Cong ty.
1.3.2 Ddnh gid mitc do chuyén nghiép ctua bo phdn quan tri NNL

- Can ctt vao kién thic clia quan tri vién nguon nhan luc: Chuyén
mon, hiéu biét xa hoi, tng xir, gidi quyét cong viéc...

- Can ct vao ky nang trong hoat dong quan tri NNL: K¥ nang
lam viéc chuyén nghiép nhu lam viéc theo nhém, phan cap phan
quyén, k¥ nang hoi hop, giai quyét van dé, xay dung van hod DN.

Chuong 2
THUC TRANG VE HOAT PONG QUAN TRI NGUON NHANLUC
CUA CONG TY CO PHAN KINH VIGLACERA PAP CAU
2.1 Qua trinh hinh thanh va phat trién cua Cong ty c6 phan
Kinh VIGLACERA Pip Cau



2.1.1 Tong quan vé Cong ty co phan Kinh VIGLACERA Pdp Cdu
Cong ty dugc khdi cong xay dung tir nam 1984 véi su ho tro thiét
bi cua Lién X0, nam 1990 chinh thic di vao san xuét véi tén goi
“Nha mdy kinh Ddp Cau” thuoc s& hitu cia Nha nuGc (1a DNNN).
Ngay 0/8/1990 chinh thic bat ddu di vao hoat dong. Ngay
30/07/1994 déi tén thanh Cong ty Kinh Ddp Cau. Ngay 03/02/2005
Cong ty Kinh Pdp Cau dugc c¢6 phian hod theo quyét dinh s6
2003/QD - BXD ngay 16/12/2004 ctia Bo trudng Bo Xay dung va déi
tén thanh Cong ty c6 phan Kinh VIGLACERA DPép Cau, hoat dong
theo mo hinh cong ty c6 phan. Thuc hién quéan 1y chat luong theo tiéu
chudn Qudc t& ISO 9001: 2000.
2.1.2 Pdc diém hoat déong sdn xudt kinh doanh ciia cong ty

- Sdn phdm chinh ciia Cong ty: Két ciu kinh, kinh t6i nhiét an toan,
kinh dén an toan, thuy tinh Mosaic, kinh cdn hoa, kinh guong, kinh cét
mai, kinh doanh dich vu nha hang va khach san.

- Nding luc va quy mo sdn xudt dugc thé hién qua viéc st dung day
chuyén va trang thiét bi hién dai cia Nhat Ban, Cong hoa Lién bang
Diic, Ttalia, Nga, Han Qudc, ap dung quy trinh k¥ thuat tién tié€n. Kha
ning san xudt hon 12 triéu m? c4c loai mat hang kinh trong mot nam.

- Mang lu6i giao nhdn va tiéu thu sdn phdm ciia cong ty

Ngoai giao nhan va tiéu thu tai Cong ty, con c6 cac Chi nhanh cta
Cong ty tai Son La, Ha Noi, Vinh, Da Nang va TP H6 Chi Minh.
- Nguon nhdn luc ciia Cong ty Kinh VI GLACERA Ddp Cdu
Biéu d6 2.1:  Lao dong lam viéc tai Cong ty Co phan
Kinh VIGLACERA Pap cau 2006-2008
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(Nguén so'liéu : Cong ty cé phdn Kinh VIGLACERA Pdp Cdu)

Nguon nhan luc ctia Cong ty ldc ddu méi thanh 1ap c6 560 lao dong
s0 luong lao dong giam dan diéu do6 cho thdy cong tic quan tri ngudn
nhan luc chua t6t. Hoac Cong ty chua ¢ kha nang thu hit lao dong,
hoéc do cong tic tuyén dung chua st véi nhu cau cong viéc.
2.1.3 T chirc bo phdn qudn tri nguon nhdn luc cia cong ty

Phong T6 chiic - Hanh chinh ¢6 3 nhiém vu chinh: Cong tac t6 chic lao
dong, cong tac quan su bao vé va cong tac van phong. SO nhan vién cta
Phong 14 44. Trong d6 ¢6 24 nit ( chiém ty 18 54,54%) va 20 nam (chiém ty
1é 45,46%). Trinh do chuyén mon chua dép ting dugc yéu cau cong viéc.

B0 phan chuyén trach quan tri NNL ctia Cong ty ¢6 4 nguoi, ngoai ra
con két hop véi cac 1anh dao bo phan cling quan tri NNL trong Cong ty.

Bang 2.1: B0 phan quan tri nguon nhan luc Cong ty

Gi6i tinh Trinh do
Tudi Nam | Nit | chuyénmon Nhiém vu phu tréch
chinh
Trudng N _[Phu trdch chung, hoach
phong 50 nam Ky su co khi dinh, myén dung NNL
Phéphong| 40 | nam CQ”T“Kh]a)n Pho tao va pht trién NNL




. . Cinhan |Dinh  mic LD,Tién
Nhan vien| 38 nu Ké&todn  |luong, ché do dai ngd

e Cirnhan  |An toan lao dong, quy
Nhén vién 35 | nam QTKD |ch€, ndi quy, ky luat LD

( Nguon so'liéu: Cong ty c6 phdn Kinh VIGLACERA Ddp Cdu)

Cong ty c6 424 lao dong thi bd phan quan tri NNL c6 4 nguoi la

phl hop, ¢6 tham nién cong téc hiéu biét vé cong ty, da qua 16p boi

dudng ngin han vé quan tri NNL, song cdn bo quén tri nhan sy 1am

viéc chua chuyén nghiép nén hiéu qua quan tri con han ché.

22 Thuc trang nguoén nhan luc cia Cong ty C6 phan Kinh

VIGLACERA Pép Ciu.

2.2.1 Phan tich ddc diém nguon nhan luc cia Cong ty

2.2.1.1 86 luong nguon nhdn luc

Bang 2.2: S6 lao dong lam viéc trong Cong ty c6 phan
Kinh VIGLACERA Pap Cau tai thoi diém thang 1/2009
. Nam Nit
Tong
TT Don vi . | Solugng| Tyle | SOlugng | Tyle
” (nguoi) | (%) (nguoi) (%)
1 | Ban giam doc 4 4 100.00 0.00
2 | P.T6 chitc — HC 44 20 45.45 24 54.55
3 | P.K¥ thuét san xudt | 19 36.84 12 63.16
4 | P.NC phit trién 5 80.00 1 20.00
5 | P.Kinh t& 7 28.57 5 71.43
6 | P.Kinh doanh
Trong dé:
Tai cong ty 23 21 91.30 2 8.70
Chi nhanh Son La 2 1 50.00 1 50.00
Chi nhdanh Ha Noi 3 60.00 2 40.00




Chi nhanh Vinh 2 2 | 100.00 0.00
Chi nhinh Pa Néng | 4 3 75.00 1 25.00

Chi nhanh TP. HCM | 3 3 | 100.00 0.00

7 | PX Nang luong 58 40 | 6897 18 31.03
PX San xut kinh 80 60 | 75.00 20 25.00

9 | PXGiacongkinh | 119 101 | 84.87 18 15.13
10 [XNLDkétcaukinh | 49 46 | 93.88 3 6.12
Téng cong 424 317 | 7476 | 107 25.24

(Nguon so'liéu: Cong ty co phdn Kinh VIGLACERA Ddp Cdu)

Ty 1& lao dong nam va nit & cdc bo phan hgp ly. Ty 1é lao dong
gidn ti€p so véi truc ti€p cao nén chi phi dé duy tri hoat dong cho bo
mdy gian ti€p 16n. Doi hdi cong ty can hoach dinh lai nhu ciu nhan
luc v6i khoi lugng cong viéc va ¢6 diéu chinh hop 1y.
2.2.1.2 Trinh dé chuyén mon nguon nhdn luyc

Trinh do chuyén moén theo bdc hoc

Trinh do dai hoc c6 117 lao dong (chiém ty 1& 27,59% cua cong
ty). Trong d6 c6 56 lao dong 1a k§ su (chi€ém 13,2%). Day la diéu
kién thuan lgi vi hoat dong san xuit clia Cong ty lién quan tGi tay
nghé k§ thuat. Trinh do cao dang 14 9 lao dong chil yéu 1am cong tic
thong ké, k&€ toan phan xudng. Trinh do cong nhan k¥ thuat (tir bac 3-
bac 7) ¢6 193 lao dong (chi€m 45,52%). Trinh do lao dong chua qua
dao tao la 59 lao dong (chi€m 13,92%). S6 lao dong nay chua phai la
cao, song cin tim bién phdp dao tao dé lao dong dap tng yéu ciu sir
dung day chuyén may mdc thiét bi méi.

Trinh do chuyén moén theo nganh hoc
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Biéu d6 2.1: Trinh d6 chuyén mon phan theo chuyén nganh dao tao

29,20% 280% 5,209 4,20%
%/// OQTKD
TCKT
OKYy thuat
EKhac
E Marketing

58,50%

Ty 1é lao dong trong chuyén nganh QTKD va s6 lao dong chuyén
nganh Marketing thi thap chua dap ting dugc yéu ciu cong viéc, can
¢6 chién lugc boi dudng, dao tao lai.
2.2.1.3 KY ludt lao dong va phdm chdt cd nhdn ngudn nhan luc

Hinh thiic ky luat c6: Khién trach; canh c4o; chuyén 1am cong viéc
khéc c6 miic luong thap hon trong thoi han t6i da 6 thang va sa thai.

V¢é hinh thic vat chat danh gid phan loai theo 3 muc: Ha thuong
xuong loai B. Ha thudng xuong loai C va ha thudng xudng khong loai.
Bang 2.3:  Xép loai lao dong trung binh cac nam (2006-2008)

cia Cong ty ¢6 phan Kinh VIGLACIRA Pap Cau.

2006 2007 2008

Nam S6 lugng [Ty lé| S6 luong Tylé | S6luwong | Tylé
Loai (nguoi) | (%) | (nguoi)| (%) | (nguoi) (%)

A 546 70.0 572 80.9 577 84.9

B 187 24.0 108 15.3 86 12.7

C 31 3.9 21 3.0 13 1.9
Khong XL 16 2.1 6 0.8 4 0.5
Téng cong 780 100 707 100 680 100

(Nguon so'liéu: Cong ty co phan Kinh VIGLACERA Ddp Cdu)
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Qua cdc nam cho thdy ty 1é lao dong xép loai A tang, lao dong
B,C giam dan, lao dong khong xép loai khong con. Diéu dé ching to
né nép 1am viéc da di vao 6n dinh, ky luat lao dong trong Cong ty da
¢6 phan cai thién song con han ché.

2.2.2 Co cdu té chiic nguon nhdn luc
2.2.2.1 Loai hinh t6 chiic

T6 chiic theo mo hinh cong ty ¢ phan véi von gép clia Nha nudc
51%, con lai mot phan do c6 dong 1a ngudi LD trong Cong ty gop.

- B6 mdy diéu hanh cua cong ty gom: Hoi dong quan tri, Ban kiém
soét, Téng Gidm doc va cdc Phé Téng Giam déc.

- Cdc phong chitc ndng chuyén mon gom: Phong Té chic hanh
chinh, phong Kinh t&, phong Kinh doanh, phong K§ thuat san xuét,
phong Nghién citu phat trién, phan xudng San xuat kinh, phan xudng
Gia cong kinh, phan xudng Nang luong, va Xi nghiép lap dung két
cau kinh.

- Chi nhdnh tiéu thu sdn phdm: Chi nhdnh Son La, Ha Noi, Vinh,
ba Nang, TP HCM truc thudc su quan 1y ctia phong Kinh doanh.
2.2.2.2 Chiic ndng, quyén han ctia cdc bo phdn trong co cdu té chiic
2.2.3 Cdc chinh sdch qudn tri nguén nhdn luc
2.2.3.1 Chinh sdch tuyén dung nguén nhdn luc

Cong ty chu yéu st dung nguén nhan luc trong Cong ty hoac
tuyén dung con em cuia nhan vién trong Cong ty. Chua gén lién véi
cong tdc hoach dinh NNL. Khé tuyén dugc NNL c6 chat luong cao.
2.2.3.2 Chinh sdch dao tao, hudn luyén nguon nhan luc

Pao tao cho phét trién chua ddu tw manh. Hinh thitc dao tao cha
yé€u 1a trong cong viéc mang tinh chat kem cap tho. Hinh thitc dao tao
ngoai cong viéc do ngudi lao dong c¢6 nhu cau tu vira hoc vira lam.
2.2.3.3 Chinh sdch khen thuong nguon nhdn luc
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Can cu vao két qua xép loai lao dong trong thang, 4p dung cic
hinh thic khen thudng hang thang qua khoan tién thuéng. Hang nam
khen thudng céc cip qua danh hiéu:"Anh hung lao dong", "Chién si
thi dua", "Lao dong tién tién", "Lao dong sdng tao" cuing khoan tién
thudng theo muc thanh tich cuta ting ngudi lao dong.

2.3 Cac nhan t6 anh huéng téi cong tac quan tri nguon nhan luc
ciia Cong ty Co phan Kinh VIGLACERA Pap Cau
2.3.1 Hoat dong chiic ndng qudn tri nguén nhdn luc
2.3.1.1 Tuyén dung va bo'tri nguén nhan luc
Quy trinh tuyén dung clia Cong ty don gian, chi yéu xét hd so
tuyén dung nén khong ddnh gid duogc hét kha nang lam viéc cla
ngudi lao dong. Pay chinh 1a mot bat cap 16n trong khau tuyén dung
ctia Cong ty. Tit d6 anh hudng téi viéc ba tri va st dung lao dong.
2..3.1.2 Hé thong tién luong, tién thuong, phiic loi
Cong ty ap dung chti yéu tra luong theo san phdm va luong theo
thoi gian cho mot s6 vi tri cong viéc can cit vao két qua SXKD theo
hé s6 phan phdi tién luong.
Luong/ng/th = Hé s& chiic danh * Hé s6 xép loai LD * Pon gia
(C6 ca phu cap lam ca dém cho nhan vién)
Quy tién thuong trich tir 1¢i nhuan hang nam cta cong ty theo ty
1é quy dinh trong Diéu 1& cong ty.
Tién thudng/ng /th = Mic tién thudng * Hé s6 xép loai LD
Tién an ca = Miic tién dinh mdc/sudt * S6 ngay cong
Thu nhap1 thang= Tién luong thang + Tién thuéng + Tién an
Biéu d6 2.3: Ty trong thu nhap binh quan nam 2008
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849%  425% —
1 triéu dén dudi 2 triéu

02 triéu dén duéi 3 triéu
B33 triéu dén dudi 4 triéu

04 triéu dén dudi 5 triéu

38,20%

(Nguén so'liéu: Cong ty c6 phan Kinh VIGLACERA Ddp Cdu)
2.3.1.3 Quan hé lao dong va cdc gid tri van héa tinh than
Quan hé gitta 1anh dao va nhan vién: trén nguyén tac ton trong
Phong cdch lam viéc: kiéu phong cdch dan cha
Tinh hop tdc va xung dot trong céng viéc cia nhdn vién
Trong céc xung dot trén trong Cong ty: xung dot do muc tiéu
khong thong nhat cht yéu lién quan dén quyén loi va pham vi quyén
han nhu luong, thudng, ch€ do dai ngo khéc..., thuyén chuyén cong
tac, dé bat ...Phuong phdp ma nha quan tri nhan luc giai quyét xung
dot: st dung phuong phap hop tac.
Sy thod man cua nguoi lao dong trong Cong ty
D6 1a su thoa man vé cong viéc, diéu kién 12 viéc, moi trudong lam
viéc, dugc dao tao va kha nang phat trién su nghiép. ..
Biéu do 2.4: P¢ hai long ctia nhan vién vé Cong ty

31.8% 14,2%

E1Yéu thich
OThoa man
O Chua thoa man

54,0%
Ty 1¢ nhan vién chua thod man vé Cong ty chi€ém 31,8% cho

thdy nhan vién trong Cong ty mong muén su thay déi I6n trong
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cong tdc quan tri cia Cong ty. D€ giit chan ho Cong ty cin cai
thién v€ cong tac quan tri, di€u kién 1am viéc hon nita.
Cdc gid tri van hod truyén thong
Cong ty c6 phan Kinh VIGLACERA Dép CAu da timg budc xay
dung van hod doanh nghiép ctia minh qua cac phuong dién:

- Nang cao t6 chat toan dién clia con ngudi.

- Xay dung quan niém hudng té6i thi truong, tu chi trong KD.

- Triét 1y kinh doanh: Huéng t6i khach hang va dat 1gi ich khach
hang 1én trén hét.

- Chét lugng san phdm 12 muc tiéu hang ddu dam bao dat tiéu
chudn quoc t€ ISO: 9001 — 2000.

- Xay dung quan niém khach hanh 1a trén hét: Phuong cham va
chién lugc kinh doanh cia cong ty 1a: "San phdm phit hgp nhu cdu va
quyén duoc lua chon cua khach hang"; " San sang hop tdc va chia sé
v6i cdc doi tac kinh doanh dé cung phat trién". V6i muc tiéu tr&
thanh nha san xuat va cung cap san phdm hang ddu tai Viét Nam va
c6 tén tudi trén the gidi.

- Tang cudng y thic dao dic chung, quan tam t6i an sinh xa hdi, xay
dung tinh than trach nhiém xa hoi.
2.3.2 Ton thdt vé cdac hanh vi ciia nguoi lao dong
2.3.2.1 Tén thdt gay ra do khong ddam bdo an toan lao dong
Cong ty da ti€n hanh cac bién phap: Ban hanh quy dinh, noi quy
dam bao tuan thu quy trinh tai noi lam viéc; Trang bi thiét bi, phuong
tién bao ho lao dong: mat na phong doc, vay han; trang cip quén 4o,

gidy mil bao ho 1 bo/ngudi/nam...han ch€ mat an toan trong lao dong
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K&t qua trong 3 nam qua s6 tai nan lao dong gidm han xay ra 4 vu
(2006), 2 vu (2007) va nam 2008 khong c6 vu tai nan lao dong nao.
2.3.2.2 Ton thdt gdy ra do mdt doan két

Mat doan két c6 thé do nhiéu nguyén nhan: hiéu sai vé cac chinh
séch va viéc thi hanh, bat dong quan diém trong hop tic cong viéc. ..

Hau qua: tdc dong dén tinh than lam viéc, dong co thai do, trach
nhiém trong cong viéc ctia ngudi lao dong. Tham chi ho con chong
doi lai Lanh dao.
2.3.2.3 Ton thdt gdy ra do ky ludt lao dong kém

Ky luat lao dong kém thé hién & y thitc kém trong viéc chdp hanh
Noi quy, Quy ché lam viéc. Anh hudng téi tinh thin lam viéc cua
moOt nhém nguoi lao dong. Hau quéa gay thiét hai vé vat chat cho
Cong ty: thiét bi bi mat, hdng, chdy hoidc gay thiét hai vé tinh than
nhu uy tin cia Cong ty giam sdt. Nghiém trong hon c6 thé bi truy
ctu trach nhiém hinh su.

2.4 Panh gia thuc trang cong tiac quan tri nguén nhan luc
ctia Cong ty Co phan Kinh VIGLACERA Pap Cau

2.4.1 Thanh tich dat duoc

- Co cdu t6 chiic dan hoan thién va phui hop véi yéu cdu cong viéc.

- Chat lugng nguén nhan luc ¢6 chuyén bién s6 lao dong duoc dao
tao hang nam tang lén.

- Bo phan quan tri NNL khong nglig cap nhat phuong phdp quan
tri hién dai vao cong viéc lam cho hiéu qua cong tac ngay cang cao.

Bang 2.4: Két qua san xuat kinh doanh nam 2006 — 2008

Pon Nam Ty 1¢ so sanh(%)
Chi tieu vi 2007/ | 2008/
tinh 2006 2007 2008 | 5006 2007
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1. Doanh thu Trd | 210421 | 258.766(323.606| 122,98 | 125,06
2. LN trudc thué Trd | 4924 | 26712 | 90 | 542,49 |-100,34
3. Lao dong BQ Ngudi | 780 707 680 | 90,64 |[96,18
4.Téng Quy luong | Tr.d | 16.786 | 19.856 [23.686 | 118,29 | 119,28
5. Nangxuat LDBQ |Tr.d/ng| 270 366 476 | 135,67 | 130,02
6.Loinhuan BQ  |Tr.d/mg| 6,31 37,78 598,50
7.ThunhapBQ  |Ng.d/ng| 1458 | 1.625 [2.256 | 111,45 | 138,83

(Nguén so'liéu: Cong ty co phan Kinh VIGLACERA Ddp Cdu)

2.4.2 Nhitng han ché con ton tai

Tinh hinh tuyén dung lao dong con mang tinh hinh thic khé c6
thé danh gid dugc ding nang luc 1am viéc cla tng vién. S6 lugng lao
dong c6 trinh do chuyén mon cao chua nhiéu. Hang nam Cong ty
chua c6 k& hoach dao tao cu thé NNL. Nhan vién qud thu dong trong
cong viéc. Viéc duy tri va quan ly nhan vién chua hoan toan hiéu qua.
Cong ty khong di nhan luc dé cai tién c4c hoat dong quan tri NNL.

Nguyén nhdn

Tinh hinh SXKD c6 nhiéu bién dong nén khé xay dung duoc ké
hoach nguén nhan luc. Quy tién lugng c6 han nén kho c6 thé dua ra
miic tién luong hap dan thu hdt. Cong ty con khoan vay dau tu tir
nam trude, nay cong trinh dua vao st dung nhung gap kho khan trong
tieu thu vi th€ khé ¢6 nguén kinh phi hop 1y dao tao lao dong c6 tay
nghé gioi. Nhan vién c6 théi quen y lai vao cép trén do thi€u thong
tin hoac huéng din dé lam viéc. Cong ty chua coi trong diing mic vai
trd quan tri nguon nhan luc, thi€u nghiép vu va kinh nghiém dé dam
nhiém. Tinh than van hod doanh nghiép chua an sau vao tiém thiic

nhan vién trong Cong ty
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Chuong 3
PHUONG HUGNG VA GIAI PHAP NHAM HOAN THIEN
CONG TAC QUAN TRI NGUON NHAN LUC
3.1 Phuong huéng hoan thién cong tac quan tri nguon nhan luc
ctia Cong ty Co phan Kinh VIGLACERA Pap Cau
3.1.1 Dinh huéng phat trién ciia Cong ty tir 2009 dén 2013

- Hop tac chat ché véi cac thanh vién trong Hiép hoi Kinh va Thuy
tinh Viét Nam phét trién thi truong Kinh xay dung va cdc san phim
ctia Kinh.

- Phét trién dich vu cung c4p va lap dung tudng treo, nhom kinh cho
céc cong trinh xay dung trong va ngoai nuéc. Duy tri thi trudng truyén
thong va md rong thi phan tai thi trudng: Trung Dong...

- Tang cudng hgp tdc quoc t€, d6i méi cong nghé dé hoi nhap véi
cac nganh cong nghiép kinh tién tién cua Thé gidi.

Dinh huéng nam 2009 cua Cong ty la:

- Linh vuc san xuat: Duy tri nang luc san xuét, phat huy sang kién cai
tién k§ thuat, nang cao ning xudt chat lugng céc san phdm. Tim cdc nha
cung cip c6 gid nguyén liéu hop 1y nham giam chi phi nguyén liéu.

- Linh vyc kinh doanh: Nam bat thong tin thi trudng, dé ra cdc chinh
sach ban hang hop 1y theo timg thdi diém, tang kha niang canh tranh va
ti€p thi nham dat hiéu qua kinh doanh cao nhat.

- Linh vuc 1ap dung vach kinh: Tang cudng thuc hién cong tc lap dat
két cau kinh cho cong trinh tai thi truong trong nudc va thi truong ngoai
nude, trude mét 1a Dubai (cic Tiéu vuong qudc A rap théng nhat). Tham
gia ciing Cong ty c6 phan VinaFacade dau tu day chuyén thiét bi gia cong
két cau nhom va cdc trang thiét bi 1ap dat vach nhom kinh .

3.1.2 Hoan thién cong tdc qudn tri nguon nhdn luc ciia Cong ty Co
phadn Kinh VIGLACERA Pdp Cau trong nhiing nam toi
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+Vé cong tac hoach dinh va tuyén dung:

Dam bao ngudn nhan luc ¢é chét lugng. Kién toan doi ngii can bo
nhan vién tai cic bo phan trong cong ty theo hudng tinh giam, nang
cao trach nhiém va hiéu qua cong tac.

+ Vé cong tdc dao tao va phdt trién nguon nhan luc:

Bo6i dudng ky nang chuyén nganh cho cdn bo bd phan quan tri
nguén nhan luc, tap huén va phé bién kién thiic mdi cho doi ngil cén
bo nhan vién dé tang kha nang canh tranh va ti€p thi; dao tao cdn bo
ky thuat, gidm sat thi cong va cong nhan lanh nghé. Clr cédn bo nguon
di hoc céac chuong trinh sau dai hoc: tién si, thac si..

+ Vé viéc ndng cao siic khoé cho nguoi lao dong:

Duy tri khdm stic khoé dinh ky 6 thdng 1 lan; Dam bao moi
truong lam viéc an toan .

+ Vé khuyén khich va tao dong luc

Hoan thién hé thong tién cong tién luong, tién thudng hop 1y hon;
t6 chiic tham quan, nghi mét; tao viéc lam 6n dinh, xay dung van ho4
doanh nghiép...

3.2 Giai phap nhiam hoan thién cong tac quan tri nguén nhan luc
ctia Cong ty C6 phan Kinh VIGLACERA Pap Cau

3.2.1 Gidi phdp vé hoach dinh va tuyén dung

Thit nhdt, Can bo lanh dao va cdn bd quan tri cAn nhan thic rd vai
tro quan trong cua NNL. Dac biét 1a cong tac quan tri nhan su.

Thit hai, hoach dinh nguén nhan luc cén gin véi hoach dinh
chién luoc kinh doanh.

Thit ba, Cong ty can tuyén chon NNL bén ngoai Cong ty.

Thit tur, 4p dung day du cac quy trinh tuyén chon nguén nhan luc.
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Xét ho so xin viec — Trac nghiém — Phong van so bo — Phong
vin k¥ (sau) — Tham khdo va xét Iy lich — Quyét dinh tuyén chon
— Kham siic khoé — Tuyén dung va bé nhiém.

Muén thu hit dugc nhan tai Cong ty cin: ¢6 nhiéu vu dai hdp dan
cho tng vién dau quan vé Cong ty nhu: ch€ do luong, thudng, diéu
kién lam viéc, co hoi thang tién...Cong ty phai tao moi truong lam
viéc chuyén nghiép, phong cich lam viéc phu hop, coi trong y kién
dong gbp cua ngudi LD.

3.2.2 Gidi phdp vé dao tao va phit trién
e DJi vdi cong tdc dao tao

Thit nhdt, xac dinh nhu ciu dao tao.

Dao tao vé Quan tri chién luoc cho 2 nhan vién trong Phong
Nghién ctu thi truong. Dao tao vé Marketing 2-3 nhan vién cho
Phong Kinh doanh dé nghién cttu san pham méi ddp ting nhu céu thi
truong, khai thdc va phat trién thi trudng. D6i v6i nhan vién 1am cong
tdc quan tri NL can ctr di tham gia khoa hoc vé Quan tri NNL. Clr
Ph6 Téng Gidm doc, Trudng phong, Gidm doc xi nghiép, Quéan déc
phan xudng con cong tac lau dai tham gia khoa hoc Thacsi, Tién si.
Dao tao can bo ky thuat, gidm sat thi cong va cong nhan lanh nghé
cho Xi nghiép lap dung két cau kinh.

Thit hai, 1ap k&€ hoach va chudn bi dao tao

Sau khi x4c dinh muc tiéu dao tao va lua chon hinh thic dao tao:

+ Dao tao tai chd, dung thg cé tay nghé bac cao (bac 5,6,7) huéng
dan kem thg tay nghé bac thdp cho cong nhan k§y thuat.

+ Dao tao theo dia chi tai cac truong Dai hoc cho nhan vién Phong
Nghién ctu thi truong, Phong Kinh t&, quan tri vien NNL

Thoi gian dao tao: dao tao ngoai gio lam viéc, ngay nghi cudi tuan

hodc cac buéi t6i trong tudn. Cong ty ddnh gid két qua dao tao céc
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nhan vién duoc ctr di dao tao: Thong qua két qua hoc tap, thong qua
két qua cong viéc; ude tinh dugc nguén luc can huy dong cho dao tao
va su cam két ctia nhitng ngudi ¢6 lién quan cong tac dao tao.

Thit ba, thuc hién k& hoach dao tao

Thit tr, danh gia hiéu qua dao tao

Xay dung tiéu chi danh gid xem muc tiéu dao tao dat dugc dén
dau, phan tng ctia nhan vién véGi chuong trinh dao tao, nhiing kién
thic va k§ nang ma nhan vién di ti€p thu duge, mic do 4p dung kién
thic va ky nang dugce dao tao vao cong viéc thuc t€ va Cong ty nhan
dugc két qua gi tir dao tao.

e Ké'hoach phdt trién nghé nghiép cd nhén

- Xay dung céc t6, nhém lam viéc dé khuyén khich nhan vién hoc
hoi kién thuc, k§ nang va kinh nghiém 1an nhau.

- Tu van cho nhéan vién xdc dinh muc tiéu nghé nghiép ctia ban
than trong cac ky danh gia hiéu qua lam viéc.

- Khuyén khich va hé trg NV tu hoc tap dé phét trién cdc k§ nang méi.

- T6 chiic cdc hoi thdo, dién dan dé cdc NV chia sé kinh nghiém.

- Thiét k& cong viéc theo huéng khuyén khich nhan vién phat trién
kién thitc va k¥ nang méi.

- Tao co hdi cho nhan vién hoc hoi va dp dung cac k¥ nang méi
nhu uy thdc cong viéc, luan chuyén cong viéc, phan cong cong viéc...
Dé thuc hién giai phdp trén Cong ty can phai :

- Nhan thiic dugc loi ich ma hoat dong phat trién nghé nghiép dé
dat dugc muc tiéu chién luge ctia Cong ty.

- Cong ty khong nén qua tap trung vao cdc muc tiéu KD ngan han
ma sao nhang cong viéc mang tam chién lugc.

- Xd4c dinh rd cong téc phat trién nghé nghiép cho nhan vién ciing

chinh la trach nhiém cua Cong ty.
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- Ban than nhan vién cin xdc dinh rd muc tiéu phat trién nghé
nghiép cho tuong lai, n€u khong ho sé bi dao thai, thit nghiép.

3.2.3 Gidi phdp vé ndng cao stic khoe nguoi lao dong

Thit nhdt, xdy dung van hod doanh nghiép - van hod trong ving xir
nham tao moi truong lam viéc than thién.

- Ung xir chia Lanh dao d6i v6i cdp du6i:

Tuyén chon, ding ngudi diing viéc, ding chd; ché do thudng phat
cong minh ; thu phuc nhan vién dudi quyén; quan tam tGi thong tin
phan hoi tir nhan vién; giai quyét nhitng xung dot, mau thuan ndi tai
trong Cong ty mot cach hiéu qua, song lai thu phuc dugc 1ong nguoi.

- Ung xir chia céip dudi d6i véi Lanh dao.

Nhan vién phai hoan thanh t6t cong viéc duoc giao véi tinh than
trach nhiém cao nhit. Manh dan thtr stic v6i cong viec méi tir do tu
nang gia tri cd nhan ctia minh lén. Cong ty s& gan két cc gid tri riéng
1€ v6i nhau thanh gia tri chung cta Cong ty.

- Ung xur giifa cac déng nghiép:

Thai do céi md, hop téc, gitdp d& nhau, thiic ddy ciing huéng t6i muc
tiéu chung; Tao tac phong lam viéc chuyén nghiép; phoi hop an y sé tao
nén hiéu qua cong viéc cao nhat.

- Ung xtt d6i v6i cong viéc

Thé hién thdi do ton trong cong viéc bing tinh than trach nhiém
v6i cong viéc; thang thin nhan trach nhiém khi méc 16i, nhanh chéng
stra chita sai 1am; thuc hién cong viéc dugc giao ding k& hoach, tién
do véi su sdng tao va nd luc dé dat két qua cao nhat.

Thit hai, t6 chiic cong doan quan tam nguoi lao dong

Tham gia thuong xuyén trong cong tic gidm sat hoat dong
SXKD; quan tam sau sit va thuong xuyén hon t6i cdc cong doan

vién; tim bién phdp thdo g& khic méc trong tu tudng cac cong doan
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vién dé cling 1anh dao Cong ty giai quyét, chia sé dong vién kip thoi
Cong doan tham muu cho Lanh dao trong cong tac quan ly Cong ty.
Thit ba, B6'tri lao dong phii hop vdi khd ndng lao dong va chuyén
mon cua ho
Xay dung lai dinh mic lao dong, ddnh gid mot ciach chinh xéc,
khéch quan, cong bang kha nang 1am viéc cua NV trong Cong ty tir d6
dua ra tiéu chudn cin c6 cho cdc vi tri clia cong viéc ; quan tam dén
dac diém tinh cdch c4 nhan ctia NV dé b6 tri phit hop vdi cong viéc.
Thit tu, han ché’ting ca, ting gio lam dé dam bao cho nhan vién
phuc hoi stic lao dong.
- Chu dong diéu tiét ti€n do san xuét hop ly.
- Giam sat chat ché nhan vién di lam. Tuan thu ding quy dinh
ctia Bo luat Lao dong
- Lam viéc, nghi ngoi hop ly.
Thir nam, cai thién diéu kién lam viéc
- Thay thé hoac cai tién day chuyén san xuét hién dai.
- Ap dung cic bién phdp tién tién trong xir Iy chat thai cong nghiép:
: Bui, khi, khéi, nuéc thai, tiéng on....
- Pam bao khong gian trong sach, khong 6 nhiém.
- Tao su doan két, quan tam gidp d& nhau trong cong viéc cling
nhu cudc séng gitta cic thanh vién trong Cong ty.
3.2.4 Gidi phdp vé khuyén khich, tao dong luc
- Hoan thién hé théng tién luong, tién thudng hop ly hon, diéu
chinh tién luong kip thoi.
- Khuyén khich nhan vién tham gia vao qué trinh quan 1y béang
viéc dua ra cdc muc tiéu kinh doanh ctia Cong ty mot cach rd rang,

huy dong nhan vién tham gia gép y kié€n vao viéc xay dung muc tiéu.
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- Tao ra moi trudng lam viéc dé chiu: dua ra céc quy tac, quy trinh
lam viéc rd rang; xay dung van hod Cong ty; ton trong nhitng dong
g0p cua nhan vién va ghi nhan thanh tich cua ho; ton trong su khac
nhau vé dic diém c4 nhan clia nhan vién; quan tam dén gia dinh nhan
vién, t6 chic cdc su kién cho gia dinh ho tham gia va gidp ho hiéu
thém vé Cong ty.

- Khuyén khich nhan vién bang viéc xay dung nhém lam viéc.

- Xay dung co ché 1am viéc linh hoat.

KET LUAN

Con ngudi la nang luc c6t 16i va canh tranh bén vitng cho t6 chic.
Nhiing thay ddi clia moi trudng tao nén nhiing thach thic cho hoat
dong quan tri nguon nhan luc. Trong boi canh moi trudng thich thic
va nhiing xu huéng ctia quan tri nguon nhan luc doi hoi Cong ty Kinh
VIGLACERA Ddap Ciu phai hoan thién cong tac quan tri nguén nhan
luc cia minh d€ nang cao chét luong nguén nhan luc dé ting kha
nang canh tranh trén con dudng hdi nhap. Qua nghién citu cong tic
quéan tri nguén nhan luc ctia Cong ty c6 phan Kinh VIGLACERA
Dép Cau nhan thiy:

Vé hoat dong quan tri ngudn nhan luc: Cong ty da lam cac khau:
sdp x&p nhan sy, dao tao va béi dudng ngudn nhan luc, c6 cic bién
phéap dai ng6 nguoi lao dong dang dan tiig budc xay dung van hoa
doanh nghiép. Tuy nhién Cong ty con han ché & mot s6 diém: Chua
gin hoach dinh chién lugc NNL véi cong tdc tuyén dung ; quy trinh
tuyén dung chua theo cdc buc quy trinh tuyén dung; cong tic dao
tao chua gan vdi phat trién nghé nghiép cho ngudi lao dong; chua xay
dung dugc van hod tng xr gitta thanh vién trong cong ty va nhan vién

trong cong ty v6i quan hé bén ngoai cong ty (khich hang, ban
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hang...). Qua d6 thoi gian t6i Cong ty cin phai hoan thién cong tic
quan tri nguén nhan luc & mot s6 van dé sau:

- Hoan thién khau hoach dinh va tuyén dung nguén nhan luc.

- Hoan thién khau dao tao va phat trién NNL, dic biét gan dao tao
va phat trién nghé nghiép cho cén bo, nhan vién trong Cong ty.

- Hoan thién khau cham séc stic khoé nguoi lao dong qua viéc
dam bao cho ngudi lao dong lam viéc trong diéu kién an toan, moi
truong khong 6 nhiém.

- Hoan thién cong tac khuyén khich va tao dong luc cho nguoi lao
dong. Dac biét la cac ché do dai ngd va xay dung van hod doanh
nghiép nhim gian b6 ngudi lao dong véi su phat trién ctia Cong ty.

Céc gidi phdp dé xuat trong luan van chi 12 mot s6 nhiing giai
phdp quan trong nhét cén tap trung trién khai thuc hién trong thoi
gian t6i nham hoan thién cong tic quan tri nguén nhan luc cia Cong
ty ¢6 phan Kinh VIGLACERA D4p Cau. Viéc thuc hién déng bo cac
gidi phdp nay cuing véi nd luc ctia toan thé Cong ty thi hiéu qua cong
tdc quan tri NNL ctia Cong ty sé& cai thién 15 rét, khong nhiing gilt
duoc thi phan ma con md rong thi phan & cdac nude trong khu vuc,

g6p phén tang trudng kinh t€, hoi nhap kinh t€ qudc t&€ vitng chac.
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