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MO PAU

1. Tinh cép thiét cia dé tai

Trong diéu kién méi truong kinh doanh hién dai nhu ngay nay
thi vi€c duy tri va phat trién gia tri cia mot doanh nghi€p phu thudc
rat nhiéu vao cOng tac quan tri nguén nhan lyc. Trong do, viéc tao
13p va duy tri dong luc lam viéc cho ngudi lao dong cling 1a mét khia
canh rat quan trong trong cong tic quan tri ngudn nhéan luc va gop
phan khong nhé vao viée duy tri va phat trién bén viing cho cong ty.
Pay 1a van dé ma hau hét cic nha quan tri ngay nay déu rat quan tam.
Céc nha quan tri cia cong ty cd phan Vinaconex 25 ciing khong phai
la ngoai 1.

Cong ty cd phan Vinaconex 25 tir khi thanh lap dén nay da gan
30 nam nhung giai doan 2009 dén nay méi dugc xac dinh 13 giai
doan cho su dot pha cta cong ty. Néu trude ddy cac nha quan tri ctia
cong ty méi chi tap trung nhidu vao cong tic quan tri san xuat, vat tu,
thiét bi, ... thi hién nay ho dd va dang bt ddu chu trong dén cong tac
quan tri ngudn nhan lyc cho cong ty va xem day nhu 13 cong tac gop
phan khong nho vao sy thanh cong ciia cong ty. Mot trong nhiing
muc tiéu gop phan lam gia ting gia tri cho c¢b déng. Do d6, viée tao
1ap va duy tri dong lyc lam viéc cho nguoi lao dong bat dau duoc
chu trong va nhac dén nhiéu tai cong ty cd phan Vinaconex 25. Tuy
nhién, cong tac tao dong lyc lam viéc cho nguoi lao dong tai cong ty
hién tai c6 1& vin chua tdt. Cac cong cy tao dong luc lam viéc cho
ngudi lao dong tai cong ty hién nay van con nhiéu cong cu van dung
chua tét nhu ché d6 lwong bong, dii ngd, danh gia nhan vién, ... va
thiéu nhiéu cong cy. Chinh vi diéu d6 ma tai cong ty cd phan
Vinaconex 25 can ¢6 nhiing chinh sach tao dong luc lam viéc cho
nguoi lao dong, ¢ do can van dung nhitng cong cu cia né6 mot cach
hiéu qua. Do vay, t6i chon dé tai “Tao dgng lwc lam viéc cho nhén

vién tai cong ty cé phin Vinaconex 25” 1am dé tai tt nghiép luan



van thac sy kinh té cia minh dong thoi ciing 1a gitip cac nha quan tri
cong ty ¢d phan Vinaconex 25 ¢6 thém mot tai liéu dé tham khao ca
vé 1y luén 1an giai phap thuc hién cho cong tac tao dong luc lam viéc
cho nguoi lao dong cua cong ty minh.
2. Muc tiéu nghién ciru

Pé tai duge thue hién nhim dat dwgce ba muc tiéu 16n sau:

— Hé théng hoa co s¢ 1y luan vé tao dong lyc lam viéc cho
nguoi lao dong;

— Tim hiéu thuc trang cong tac tao dong luc lam viéc cho nhan
vién tai cong ty c6 phan Vinaconex 25;

— Pé xuét nhitng giai phap nhdm xay dung chinh sich tao dong
luc 1am viéc cho ngudi lao dong tai cong ty ¢d phan Vinaconex 25.
3. Poi twgng va pham vi nghién ciru

a. Déi twong nghién citu

béi tugng nghién cuu cua dé tai 1a chinh sach tao dong luc
lam viéc cho nguoi lao dong va cac cong cu tao dong luc lam viée
cho nguoi lao dong.

b. Pham vi nghién ciru

— Vé khong gian: Nghién ciru duoc thuc hién tai cong ty cb
phan Vinaconex 25 (89A Phan Ping Luu, Thanh phd Da Ning);

— V& thoi gian: Nghién ctu duge thuc hién tir thang 10 nim
2013 dén thang 9 nam 2014;
4. Phwong phap nghién ciru

Nghién ctru dugc thuc hién theo phuong phap dinh tinh. Nghién
ctru di tir viée téng hop cac 1y thuyét lién quan dén tao dong luc lam
viéc cho nguoi lao dong, chinh sach tao dong luc cho nguoi lao dong
va cac cong cu ciia nd. Tur khung c6 s& 1y luan d6 tién hanh phan tich
thyc trang hoat dong tao dong luc lam viéc cho nguoi lao dong tai
cong ty cd phan Vinaconex 25. Trén co s thuc trang do tién hanh dé



Xuét nhiing giai phap kha thi va hiéu qua cho hoat dong tao dong luc
1am viéc cho ngudi lao dong tai cong ty ¢d phan Vinaconex 25.

Tuy nhién, trong qua trinh thuc hién nghién ctru dé tai tac gia
ciing 6 tién hanh mot nghién ciru dinh lugng nhoé nham danh gia sy
thod mén cua ngudi lao dong trong cong ty dbi véi hoat dong tao
dong luc lam viéc cho ngudi lao dong tai cong ty. Hay noi cach khac
1a danh gi4 sy thoa man cua nguoi lao dong tai cong ty dbi vai cac
cong cu tao dong lyc lam viéc ma cong ty dang sir dung.

5. Y nghia khoa hoc va thuc tién ciia dé tai

Su thanh cong cua nghién clru nay s€ mang lai nhiing y nghia
vé mat khoa hoc va thyc tién nhit dinh:

— Vé mdt khoa hoc: Dé tai cung cip mot co s 1y ludn ¢ tinh
chét hé théng vé tao dong lyc lam viéc cho nguoi lao dong nhu khai
niém vé dong lyc lam viéc cho nguoi lao dong, chinh sach tao dong
luc lam viéc cho nguoi lao dong va cac cong cu tao dong lyc lam
viéc cho nguoi lao dong.

— Vé mdt thiee tién: D& tai s& cung cip cho cac nha quan tri caa
cong ty co phan Vinaconex 25 nhimng giai phap kha thi va hiéu qua
cho hoat dong tao dong luc lam viéc cho nguodi lao dong tai cong ty.
6. Két cAu dé tai

Ngoai phan m¢ dau, tai liéu tham khao va phu luc thi dé tai
gdm c6 03 chuong:

— Chuong 1: Co s¢ 1y luan vé tao dong luc lam viéc cho nguoi
lao dong tai doanh nghiép;

— Chuong 2: Thyc trang tao dong lyc lam viéc cho nhan vién
tai cong ty ¢ phan Vinaconex 25;

— Chuong 3: Giai phap nham tao dong luc 1am viéc cho nhan
vién tai cong ty cd phan Vinaconex 25.



CHUONG I
CO SO LY LUAN VE TAO PONG LUC LAM VIEC CHO
NGUOI LAO PONG TAI DOANH NGHIEP

1.1. CAC KHAI NIEM CO BAN

1.1.1. Nhu chu

Nhu céu ¢ thé duge hiéu 1a trang thai tim 1y ma con ngudi
cam thy thiéu thon khong théa man vé& mot cai gi do.

1.1.2. Pong co

Pong co 1a myc dich chi quan cta hoat dong cua con nguoi, 1a
dong luc thuc ddy con nguoi hanh dong nham dap tng cac nhu cau
dat ra.

1.1.3. Dong luc va tao dong luc lam viéc cho nguoi lao
dong

Thuc t& co rat nhiéu quan niém khac nhau vé dong luc lao
dong. Kreiter cho rang dong lyc lao dong 1a mot qua trinh tdm 1y ma
n6 dinh hudng ca nhan theo muc dich nhat dinh. Nam 1994 Higgins
dua ra khai niém dong luc 1a Iyc day tir bén trong c4 nhan dé dap tmg
cac nhu cau chua dugc thoa man. Con theo gido trinh Hanh vi to
chtre ciia TS Bui Anh Tuén thi dong luc lao dong 1 nhimg nhan t6
bén trong kich thich con ngudi nd luc lam viée trong diéu kién cho
phép tao ra ning suat, hidu qué cao.

Vay tao dong luc cho nguoi lao dong duogc hiéu 1a tit ca cac
bién phap ciia nha quan tri 4p dung vao nguoi lao dong nhiam tao ra
dong co cho ngudi lao dong vi du nhu: thiét 1ap nén nhimg muc tiéu
thiét thuc vira phit hop véi muc tidu cta ngudi lao dong vira thoa
man dugc muyc dich cia doanh nghiép, st dung cac bién phap kich

thich vé vat chat 1an tinh than. ..



1.1.4. S cén thiét phai tao dong lwe l1am viéc cho nguoi lao
dong

a. Déi véi cd nhan ngwoi lao dpng

— Lam ting ning suat lao dong ca nhan;

— Phat huy duoc tinh sang tao;

— Ting su gan bo v6i cong viée va cong ty hién tai;

b. Déi véi doanh nghiép

— Ngudn nhén luc trong t6 chirc s& dugce st dung hiéu qua
nhit va c6 thé khai thac t6i uu cac kha ning cta nguoi lao dong va
nang cao hiéu qua san xut kinh doanh.

— Hinh thanh nén tai san quy gia cta to chirc d6 13 doi ngii lao
dong gioi, co tam huyét, gin bo véi to chirc dong thoi thu hut dugc
nhiéu ngudi tai vé 1am viée cho t6 chirc.

— Tao ra bau khong khi lam viéc hing say, thoai méi, gop phan
xay dung van hoa doanh nghiép, nang cao uy tin, hinh dnh cia Cong ty.
1.2. CAC HQC THUYET TAO PONG LUC LAM VIEC

1.2.1. Hoc thuyét vé nhu ciu ciia Abraham Maslow

Maslow cho riang hanh vi ciia con ngudi bat ngudn tir nhu cau
va nhitng nhu cu cua con nguoi duoc sip xép theo mot thir bac uu
tién tir thdp dén cao. Ong chia nhu cau ctia con nguoi thanh 5 cép do
tur thép dén cao gém nhu cdu sinh 1y, nhu cAu an toan, nhu cau x3 hoi,
nhu cau duoc ton trong va nhu cau tu hoan thién.

Maslow cho ring ca nhan trong t6 chitc chu yéu hanh dong
theo nhu ciu va chinh sy théa min nhu cau lam ho hai long va
khuyén khich ho hanh dong.

1.2.2. Hoc thuyét thiic ddy bang s ting cwong ciia Skinner

Hoc thuyét cta Skinner cho rang con nguoi s& c6 xu hudng lap
lai nhitng hanh vi ma ho nhan dugc nhitng danh gia tich cuc (khen
thudng) con nhitng hanh vi khong dugc thudng hodc bi phat sé c6 xu
hudng khong dugc lap lai.



Theo hoc thuyét nay thi dé tao dong luc cho nguoi lao dong thi
nén ting cuong khen thuong cho nhan vién nhu dua ra 161 khen ngoi,
quyét dinh thang tién, thuong mot khoan tién dé khuyén khich cho
nhitng thanh thanh tich, c¢6 ging cua nguoi lao dong di dem lai loi
ich cho cong ty. Mit khac, nén han ché st dung hinh phat nhu la
quo trach, cat giam quyén loi d6i v6i 16i 1am ma nguoi lao dong mic
phai hodc c6 thé 1am ngo, coi nhu khong biét dbi voi nhimng sai st
mang tinh tam thoi hodc khong nghiém trong t6i mirc phai dung hinh
phat cua nhén vién, tao co hdi cho ho tu stra doi.

1.2.3. Hoc thuyét hai yéu té ciia Fredrick Herzberg

Frederick Herzberg chia cac yéu t6 tao dong luc cho nguoi lao
dong thanh hai nhém: Duy tri va thiic ddy.

- Céc nhan t6 duy tri (m6i trudng): cac chinh sach va ché do
quan tri, sy giam sat cong viée,tién luong, cac quan hé con nguoi,
diéu kién lam viéc. Cac nhén td duy tri ¢6 tac dung duy tri trang thai
lam viéc tot, ngan ngira sy khong thoa min trong cong viéc nhung
khong lam cho ho thyc hién cong viéc tdt hon. Nguoc lai néu khong
duogc giai quyét tot s& tao ra sy bat man va su phan tng, chéng ddi
ctia ngudi lao dong tir d6 1am giam hiéu suat 1am viéc.

- Céc nhén tb thuc ddy (dong lyc): thanh tich, sy cong nhan
thanh tich, ban chit bén trong cta céng viéc, trach nhiém lao dong, su
thing tién. Cac nhan t4 thic thic ddy néu dugc giai quyét tot s& tao ra
su thda man va tir d6 sé tao dong luc cho nguoi lao dong lam viée tich
cuc hon, chdm chi hon; nhung nguoc lai néu khong dugc thuc hién tdt
thi s€ tao ra tinh trang khong thdéa man khong hai long cta nguoi lao
dong dbi voi cong vi€c, nguoi lao dong lam viéc nhu trach nhiém dé
dat yéu cAu ma khong c6 su thich tha, tdm tu chdn nan, khong c6 dong
luc dé phan d4u nang cao két qua thyc hién cong viéc.

1.2.4. Hoc thuyét vé sw cong bang ciia J. Stacy Adams

Theo J.Stacy Adams, ngudi lao dong trong to chirc luén mudn



dugc dbi xir mot cach cong bang bao gdm ca cong bang bén trong va
cong bang bén ngoai.

Cong bang bén trong c6 nghia 1 ngudi lao dong mong mudn
dugc danh gia chinh x4c nhitng thanh tich dong gop cua ho ddi voi to
chirc va dugc nhan mirc lwong, phan thuong va cic dai ngd xing
dang vdi nhitng dong gop hay cong strc ma ho da bé ra.

Cong bang bén ngoai 13 viéc ngudi lao dong ludén mong mudn
dugc dbi xtr cong bang nhu nhitng ngudi lao dong khac. Vi thé ho
ludn c¢6 xu hudng so sanh ty 1& quyén loi/dong gop ctia minh véi ty 1&
quyén lgi/dong gop ctia nhirg ngudi khéc.

1.2.5. Hoc thuyét Ky vong ciia Victor Vroom

Victor Vroom da nghién ctru va dua ra cong thic vé dong luc
cua modt ca nhan nhu sau:

Péng lwe = Ky vong x Phwong tién x Tinh hdp dan

- Ky vong hay méi quan hé né liuc- thanh tich: 1a kha ning ma
mot nhan vién nhan thic rﬁng mot nd luc nhét dinh s& dan dén mot
mirc d¢ thanh tich nhét dinh.

- Phuong tién hay quan hé thanh tich - phan thuéng: 13 niém
tin cia nhan vién rang khi hoan thanh cong viéc va dat mot thanh
tich nhat dinh s& dwoc nhan mot phan thudng twong ximeg.

- Tinh hdp dan cia phan thwéng: 1a miac do quan trong ma
nhan vién dit vao két qua hay phan thuéng tiém ning ma ho co thé
dat dugc trong cong viée. Chit xac tac & day co nghia 1a sy 16i cudn
clia ca muc tiéu 13n nhu cau cta nhan vién.

1.3. NOI DUNG CO BAN CUA TAO PONG LUC LAM VIEC
CHO DOANH NGHIEP

1.3.1. Nghién ciru nhu cau, dong co' lam viée ciia nguoi lao dong

Dé tao dong lyc mot cach hiéu qua thi can phai xac dinh xem
trong s6 cac nhu cu ciia nguoi lao dong thi nhu cu nao 13 nhu cau

cap thiét nhét cta dai bo phan nguoi lao dong trong cong ty va sau



d6 phai phan loai nhu cu theo nhém déi twgng nhu nhu cau cua lao
dong quan 1y, nhu cau ciia céng nhan truc tiép, nhu ciu cua lao dong
nam, lao dong nt...tr d6 x4y dung ké hoach cong tac tao dong luc
mot cach hop 1y, thoa man nhimg nhu cau cip bach trudc, co sy uu
tién dé théa mén nhu cau nao trudc nhu ciu nao sau.

1.3.2. Thiét ké cic cong cu tao dong lwe 1am viée cho ngudi
lao djng

a. Tao dpng lwe lam viéc bang yéu té vit chit

Chinh sach tién luong

Chinh sach khen thudng va phuc loi
b. Tao dpng lwc lam viéc bing yéu té tinh thin

Su thang tién hop 1y

Hé thong danh gia thanh tich nhan vién

Cong tac dao tao, phat trién nghé nghiép

Moi truong lam vige, diéu kién 1am viéc

1.3.3. Po lwong mirc do théa man cia ngudi lao dong

Sau khi d3 thiét ké nhitng cong cu tao dong luc lam viéc cho
nhan vién va dua no vao thyc thi trong thuc té thi chung ta ciling can
danh gia mic do thoa man ctia nhan vién voi cong viée. Bén canh do,
can so sanh két qua do ludong nay véi mirc do thoa méin cua nhan
vién tai thoi diém trude khi thyuc thi cic cong cu nay dé xem xét hiéu
qua cua cac chinh sach, cong cu.

1.3.4. Panh gia va diéu chinh chinh sich

Panh gia va diéu chinh chinh sach ludn 1a mot khau kho va
quan trong dbi v6i bat ky mot tién trinh nghién ctru ndo. Pay 1a cong
viéc mang tinh chat thuong xuyén, doi hoéi nha quan tri ngudn nhan
luc phai lubn danh gia va diéu chinh phit hop véi tinh hinh thuc tién.



CHUONG II
THUC TRANG TAO PONG LUC LAM VIEC CHO NGUOI
LAO PONG TAI CONG TY CO PHAN VINACONEX 25

2.1. TONG QUAN VE CONG TY CO PHAN VINACONEX 25

2.1.1. Qua trinh hinh thanh va phit trién ciia cong ty

Cong ty ¢ phan Vinaconex 25 tién than 1a cong ty xay lip sb
3 Quang Nam — Pa Ning, dugc thanh 1ap theo Quyét dinh sb
832/Qb-UB ngay 13/4/1984 ctia UBND tinh QN-DN cii v6i nhiém
vu thi cong xay lap cac cong trinh xay dung cong nghiép, dan dung,
ndng nghi¢p trén dia ban cac huyén thi, xa phia Nam cua tinh.

2.1.2. So' db td chirc ciia cong ty

2.1.3. Nganh nghé kinh doanh va tinh hinh hoat djng
trong nhirng nim gin day

a. Nganh nghé kinh doanh

Nganh nghé kinh doanh cua cong ty bao gdm ba nganh nghé
chinh 1a xay lap, bat dong san va vat liéu xay dung.

b. Tinh hinh hoat dpng kinh doanh trong nhitng nam gan ddy
Bang 2.1 Bing danh gi toc d ting truéng trong 5 nim gin day

Don vi tinh: ty dong

Chi tiéu chinh 2009 2010 2011 2012 2013
San luong 380 519 770 828.01 908.98
Doanh thu 315.91 426.48 710.31 748.01 787.32
Nop NSNN 16.1 20 29.6 28.54 40.32
Loi nhuan trude thué 11.71 15.95 17.69 21.66 33.17
CH tirc 15.00% | 15.00% 18.00% 18.00% 18.00%

Nhin vao bang 2.1 ta thay tinh hinh hoat dong ctia cong ty cd
phan Vinaconex 25 trong giai doan 2009 — 2013 1a twong dbi tot.
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2.1.4. Tinh hinh nguén luc cia cong ty

a. Nguén lyc tai chinh

Tai san cua cong ty lién tuc ting qua cic nim tir 2009 dén
2013, von chi s& hitu ting 1.69 1an trong cing thoi gian nay. Day 1a
mdt dau hiéu t6t cho tinh hinh tai chinh ciia cong ty. Bén canh do,
kha ning thanh toan cta cong ty c6 xu hudng dugc cai thién déng ké.

b. Nguén nhén luc

Hién tai cong ty cd phan Vinaconex 25 c6 khoan 2.000 lao
dong dang lam viéc tai cong ty. Trong d6 c6 332 lao dong gian tiép
va hon 1.500 lao dong truc tiép.

Bang 2.2 Tinh hinh lao ddng tai cong ty c6 phan Vinaconex 25

Nam
Chi ticu 2011 2012 2013
msq(:lg % | Sélwgng % mf;;g %
Tong s6 lao djng 1,820 100 1,930 100 1,996 100
Trong do:
- Lao dong truc tiép 1,310 71.98 1,356 70.26 1,426 71.44
- Lao dong gidn tiép 510 28.02 574 29.74 570 28.56
Theo gidi tinh
- Nam 1,492 81.97 1,544 80 1,537 77.01
- Nur 328 18.03 386 20 459 22.99
Theo d§ tudi
<25 237 13.02 271 14.04 298 14.93
25-35 711 39.06 734 38.03 778 38.98
35-45 584 32.09 618 32.02 660 33.06
>45 288 15.83 307 15.91 260 13.03
Trinh dg theo chuyén
mon, ky thuat
- Trén dai hoc 23 1.26 26 135 30 1.503
- Pai hoc 401 22.03 443 23 450 22.54
- Cao ding, trung cip 103 5.66 107 5.544 13 5.66
- Cong nhan ky thudt 1293 71.05 1354 70.106 1403 70.297
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2.2. THUC TRANG CONG TAC TAO PONG LUC LAM VIEC
CHO NGUOI LAO PONG TAI CONG TY CO PHAN
VINACONEX 25

2.2.1. Khio sat ¥ kién ciia nguoi lao dong vé cong tic tao
dong lwe 1am viée tai cong ty co phan Vinaconex 25

a. Muc dich diéu tra

Cudc diéu tra nham muyc dich thu thap nhitng thong tin phan
hdi chinh x4c nhét tir chinh nhitng ca nhan, tap thé nguoi lao dong
dang lam viéc tai cong ty c6 phan Vinaconex 25 vé cong tac tao dong
luc cho nguoi lao ddng tai cong ty trong thoi gian qua.

b. Phwong phap khdo sdt

V& phuong phap thu thap thong tin, tic gia sir dung phuong
phap chinh 1a phong van bang cau hoi.

c. Két qua khdo sdt

— Tién lwong tra cho nguoi lao déng:Nhin chung, ngudi lao
dong trong cong ty van chwa hai 10ng 1dm véi nhing van dé lién
quan dén hoat dong tra luvong ciia cong ty c6 phan Vinaconex 25.

— Cac khoan thuong cho nguoi lao dong: Nhin chung, nhan
vién trong cong ty khong danh gia cao chinh sach va cac hinh thirc
thudng cua cong ty.

— Cdc khodn phiic loi cho nguoi lao dong:Ciing gidng nhu cac
khoan thuéng va luong thi hiu nhu chinh sach phuc lgi cia cong ty
c¢d phan Vinaconex 25 ciing khong 1am thoa man nguoi lao dong cua
cong ty. Ho van cho rang n6 chua thoa dang va khong dam béo tinh
cong bang.

— Céng tdc ddnh gid thanh tich nguoi lao déng: Két qua khao
sat cho thay nguoi lao dong khong danh gia cao vé hé thong dénh gia
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thanh tich ciia cong ty. Co dén trén 80% ngudi lao dong khong hai
10ng voi hé théng danh gia nay.

— Cong tac dao tao cua cong ty: Nhin chung véi két qua khao
sat nhu vy cho thdy cong tic dao tao ngudi lao dong tai cong ty
trong cdm nhan cua nguoi lao dong la chua that su tdt. Phan 16n
nguoi lao dong duge khao sat déu chua to ra hai 1ong véi hé thong
dao tao ngudi lao dong cua cong ty vé nhiéu vin dé& nhu diéu kién
cho cac dbi tuong dugc ctr di hoc chua rd rang vé tiéu chi, ké hoach
dao tao thuong khong rd rang va thoi gian thuc té tham gia dio tao
thudng 1éch nhiéu so véi ké hoach di co, ...

— Vé ban than cong viéc:Véi két qua khao sat nhu vy cho
théiy c6 vé nhu nguoi lao dong cho rﬁng ho khong that sy hiéu ro hét
nhitng cong viéc dang 1am va khong dugc phin quyén trong cong
vi€éc mot cach dﬁy dt méc du ndng luc lam cua ho co thé dam nhan
t6t nhirng cong viéc ma cong ty giao pho.

— Vé diéu kién lam viéc:Két qua khao sat cho thiy phan 16n
ngudi lao dong tham gia khao sat déu to ra hai long v6i didu kién
lam viéc tai cong ty ¢ phan Vinaconex 25.

— Co héi thang tién phat trién nghé nghiép:Nhin chung phan
16n nguoi lao dong déu to ra khong hai long véi chinh sach thing
tién tai cong ty co phan Vinaconex 25. Piéu nay c6 thé giy nén su
bat mén trong cong viéc va su cam két lau dai v6i cong ty tir phia
nguoi lao dong.

— Mbi quan hé giita nhéan vién véi qudn ly: Nhin chung theo
két qua diéu tra thi phan 16n ngudi lao dong tham gia khao sat déu to
ra hai 10ng trong mdi quan hé voi cip trén ctia minh.

— Vé moi quan hé voi cdac dong nghiép: Voi két qua khao sat
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nay cho thdy mdi quan hé giira cac dong nghiép v6i nhau tai cong ty
c¢d phan Vinaconex 25 1a kh4 tét.

— Vé mirc dé quan trong cia cdc yéu 16 tao dong luc lam viéc
cho nguoi lao dong: Khoang 40% nguoi tham gia khao sat chu trong
vao cac yéu td vat chat nhu luong, thuong va cac khoan phuc loi;
khoang 20% chu trong vao cac yéu té nhu su thing tién, cong tac dao
tao va phat trién nghé nghiép; khoang 33% chu trong vio cac yéu tb
cong bang trong cong viéc nhu danh gia thanh tich chinh xac, bé tri
cong viéc phu hop.

2.2.2. Thuc trang hoat dfng tao dong luc lam viéc cho
nguoi lao dong tai cong ty ¢ phan Vinaconex 25

a. Tao dpng lwe lam vige bang cdc yéu to vit chit

% Chinh sdch tién lwong

— Luong dugc tra cho ngudi lao dong hang thang dugc chia
lam 2 ky:

+ Ky thir nhét tra trong khoang thoi gian tir ngay 10 dén 15
hang thang: Tam tng khoang 50% thu nhap hing thang cua nguoi
lao dong.

+ Ky th 2 tra trong khoang thoi gian tir ngay 20 dén 25 hang
thang: Thanh toan lwong theo thoi gian lam viéc thuc té (phan thu
nhép con lai ciia nguoi lao dong trong thang do).

— Tién lvong hing thang dugc nhan 1a tong tién luong cip bac
va luong cong viéc, cu thé 1a:

+ Luong cip bac: Ap dung theo nghi dinh s6 205/2004/ND —
CP cuia Chinh phii ra ngay 14/12/2004 vé quy dinh hé thong thang
lwong, bang lwong va ché d6 phu cip luong trong cic cong ty Nha

nudc.



14

Tién lwong cdp bdc = [hé s6 lwong cdp bdc + phu cdp (néu c¢d)] x
lwong co ban chung.

+ Luong cong viéc: Cong ty da xay dung mot bang luong
cong viée theo timg chire danh cong viée cu thé.

— Hién tai cong ty chu yéu ap dung hinh thic tra lwong theo
thoi gian, cach tinh lwong cu thé nhu sau:
Tong tién lwong I thang = tién lwong I ngay x sé ngdy céng lam viéc

— Viéc trd luong cho nguoi lao dong lam thém gid thi cong ty
cling 4p dung theo quy dinh cua Nha nudc.

¢ Chinh sdch khen thwong va phiic lgi

Tién thudng cua cong ty bao gdm cac ngudn sau:

— Tién thudng trich tir quy tién lwong cta cong ty;

— Tién thudng tir quy khen thuong: trich tir loi nhuan ciia cong ty;

— Tir cac ngudn khéc.

Hién tai, cong ty dang ap dung mot s hinh thirc thudng va
muc thuong nhu sau:

+ Thuong hoan thanh ké hoach 6 thang, 1 nam,;

+ Thuong cac danh hiéu thi dua;

+ Thuong cudi nam cho cic tip thé, ca nhan trong to chirc
Dang, cong doan, doan thanh nién, ...

+ Thuong dot Xuét;

+ Thuong sang kién;

+ Thuong nhan dip 18, tét, dai hoi,...

% Vé nhitng khodn phu cip

Céc hé s6 va muc phu cap trach nhiém cong viée, dbi tuong
dugc hudng ma cong ty dang ap dung la:

— Murc 1, hé s6 phu cap 0.5. Ap dung déi v6i thanh vién khong
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chuyén trach ctia hoi dong quan trj cong ty.

— Mrc 2, hé s6 0.3. Ap dung dbi véi trudng ca, doi truong.

— Mrc 4, hé s6 0.1. Ap dung dbi voi té trudng, nhin vién bao
vé, thu quy kho.

¢ Cdc hoat dpng phuc lgi va dich vu

— Pbi véi cac khoan phuc loi bt bude: La mot cong ty thudc
khdi doanh nghiép nha nuéc nén cong ty luén chip hanh nghiém
chinh viéc dong bao hiém x4 hoi, bao hiém y té cho nguoi lao dong.

— Péi vé6i cac khoan phuc loi tu nguyén va cac dich vu: Véi
quan diém coi nguoi lao dong 1a tai san quy gia nhat nén cong ty da
dua ra rat nhidu cac chwong trinh phuc loi va dich vu nhim dong
vién, khuyén khich ngudi lao dong lam viéc.

b. Tao dpng lwc lam viéc biang yéu té tinh thin

% Co hi thing tién

Chinh sach thing tién trong cong viée ddi voi nguoi lao dong
tai cong ty c¢b phan Vinaconex 25 that sy con nhiéu vin d& can cai
thién. Hién nay, trong cic vin ban, quy ché cua cong ty thi co hoi
thing tién ciia moi nguodi lao dong trong cong ty 1a binh dang véi
nhau va duoc quyét dinh bdi nang luc lam viéc cua ban than mdi
nguoi. Tuy nhién, thuc té trong thoi gian qua thi sy thing tién 1én cac
vi tri quan 1y, quan 1y cdp cao hon trong cong ty chu yéu dwa vao
quan hé quen biét, than thiét v&i cap trén.

*» Cong tac danh gid thanh tich nhén vién

Cong tac danh gia thanh tich tai cong ty c¢6 phan Vinaconex 25
1a do lanh dao cong ty, nguoi quan Iy truc tiép tham gia danh gia.
Ngudi quan 1y truc tiép s& danh gia chu yéu dua vao khéi lugng cong

viéc da giao so véi muc dd hoan thanh ctia nhan vién minh. Phuong
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phap danh gia thuong ap dung tai cong ty la danh gia % hoan thanh
cong viée cua tirng ca nhan (thang diém danh gia).

% Cong tic dao tao, phdt trién nghé nghiép

— V& ddi tugng tham gia dao tao: Chu yéu la can bd dugc dua
vao dién quy hoach dé dé bat 1én quan 1y duoc cir di tham gia cac
khoa dao tao vé quan Iy.

— V& hinh thirc dao tao va kinh phi dao tao:

+ Nhitng d6i tuong tham gia ddo tao dé dugc dé bat 1én quan
1y thi thuong dugc ctr di tham gia dao tao tai cac co sé dao tao bén
ngoai cong ty theo nhiing hinh thirc tap trung hoac khong tap trung.

+ Nhitng ddi tuong ty xin di dao tao dé nang cao trinh do
chuyén mén nhu (hoc 1én dai hoc, cao hoc, ...) thi thuong la tham gia
cac khoa dao tao khong tap trung tai cac co s& dao tao bén ngoai.

+ Nhitng ddi tuong 1a sinh vién méi ra trudng moi duoc tuyén
dung vao cong ty thi thuong dugc cong ty dao tao nghiép vu tai cong
ty theo hinh thirc dao tao tai chd (tai noi lam viéc), thuong 1a ddo tao
theo kiéu kém cip, nhimg nguoi ¢ kinh nghiém, chuyén mén trong
cong viéc tai noi lam viéc cia ngudi dé s& dam nhiém hoat dong dao
tao.

% Moi trwong lam vige, diéu kign lam viéc

Diéu kién lam viéc

Nhin chung, diéu kién lam viéc cua nhiing ngudi lao dong tai
cong ty ¢ phan Vinaconex 25 1a kha t6t. Cong ty ludn tim cach dap
mg nhitng yéu cau vé mat diéu kién lam viéc mot cach chinh dang
cho ngudi lao dong véi phuong cham diéu kién lam viéc tot s& mang
lai hiéu qua cao trong cong viéc.

Moi truong lam viéc
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Tai cong ty c6 phan Vinaconex 25 thi ludn tao cho ngudi lao
dong mot méi trudng lam viée thoai mai va thuan loi nhat dé phat
huy kha ning cta minh trong cong viéc. Méi truong vat chat nhu
phong dc, diéu kién tai cong truong 1am viée kha tét. Bau khong khi
lam viéc thi ludn c&i mé va than thién. Cac mdi quan hé giira can b9,
cong nhan vién voi nhau 1 kha céi mé va than thién. Mbi quan hé
gitta quan ly v6i nhén vién ciing kha than thién.

2.3 PANH GIA CHUNG VE THU'C TRANG CONG TAC TAO
PONG LUC LAM VIEC CHO NGUOI LAO PONG TAI
CONG TY CP VINACONEX 25

2.3.1. Nhirng thanh cong dat dwoc

— Cong ty da cb ging cung cAp mot cach kha ddy du cac trang
thiét bi, cong cu, dung cu hién dai, chét luong va tao dugc moi
truong lam viéc thuan lgi cho nguoi lao dong.

— Cong tac tuyén chon, bd tri lao dong ngay cang phi hop voi
nganh nghé dio tao, v4i yéu cau cong viée.

— V& tién luong: Mtc lwong ctia nguoi lao dong trong cong ty
1a kha cao.

— V& tién thuong: Hé thdng tién thuong cua cong ty kha day
da va da dang.

— Céc hoat dong phuc loi va dich vu cua cong ty ciing rat tot.

— Cac kich thich vé mat tinh than cling duoc cong ty chu trong
va thuc hién nham khuyén khich can bd cong nhan vién tich cuc va
nd lyc hét minh cho cong viéc.

2.3.2. Nhirng han ché con ton tai

— Vén dé thiét 1ap bang phan tich cong viéc, ban tiéu chuén

thuc hién cong viéc cho tung vi tri cong vi€c trong cdng ty chua
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dugc quan tam.

— Cong ty 4p dung hinh thirc tra lwong theo thoi gian ddi voi
hau hét can bd cong nhan vién nhung hinh thirc ndy c6 nhiéu han ché
nhu: Mang tinh binh quan cao, khong gin lién voi ning sut, chat
lugng va hi€u qua cong viéc cua nguoi lao dong, nguodi lao dong
thuong cé xu hudng lam cho dua thoi gian hanh chinh ma it quan tdm
dé chét luong cong viéc, ...

— Nhin chung chinh sach thuéng ciia cong ty van chua kich
thich va 1am hai 1ong phan 16n ngudi lao dong.

— Cong tac danh gia thanh tich cong viéc con kha don gian vé

phuong phap, don diéu vé tiéu chi danh gid, ndi dung danh gia.
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CHUONG III
GIAI PHAP NHAM TAO PONG LUC LAM VIEC CHO
NGUOI LAO PONG TAI CONG TY CP VINACONEX 25

3.1. NHUNG CAN CU DPE DE XUAT GIAI PHAP

3.1.1. Xu thé quan tri ngudn nhén lyc trong twong lai

— Tao dong lyc lam viéc cho nguoi lao dong la phﬁn quan
trong trong muc ti€u nang cao hiéu suit 1am viéc cua nguoi lao dong;

— Tinh hinh kinh té xa hoi ngdy cang phat trién nén doi song
ctia nguoi lao dong can phai dugc quan tim va tim cach nang cao;

— Viéc ung dung cong nghé, két ndi cic mang xa hoi ngay
cang trd nén phd bién;

— Cac khoan chi cho phuc lgi xa hdi ngay cang gia tang;

— Moi truong 1am viéc ngay cang phai dugc cai thié€n hon.

3.1.2. Muc tiéu phat trién ngudn nhin lyc ciia cong ty
trong nhirng nim dén

— Hoan thién céc hoat dong tao dong luc lam viéc cho ngudi
lao dong;

— Thu hat thém nhitng ngudi ¢6 ning lyc lam viée tot vao
cong ty;

— Trién khai cling cd, tang cuong doan két noi bo.
3.2. GIAI PHAP TAO PONG LUC LAM VIEC CHO NGUOI
LAO PONG TAI CONG TY CO PHAN VINACONEX 25

3.2.1. Hoan thién cong cu tao dong luc lam viéc bing cac
yéu t vat chat

a. Hoan thién chinh sdch tién lwong

(1). Giit nguyén cach tra lwvong nhu hién tai. D6 1a van tra

lwong hang thang thanh 2 dot voi thoi gian nhu hién tai.
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+ Ky thir nhét tra trong khoang thoi gian tir ngay 10 dén 15
hang thang: Tam tng khoang 50% thu nhap hing thang cua ngudi
lao dong.

+ Ky th 2 tra trong khoang thoi gian tir ngay 20 dén 25 hang
thang: Thanh toan luong theo thoi gian lam viéc thuc té (phan thu
nhép con lai ciia ngudi lao dong trong thang do).

(2). Giit nguyén cach tinh luong theo cép bac, ap dung theo
nghi dinh s 205/2004/ND — CP ctia Chinh phu ra ngay 14/12/2004
vé quy dinh hé thong thang luong, bang lwong va ché d6 phu cap
luong trong cac cong ty Nha nudc.

Tién lwong cip bac = [hé sb lwong cap bic + phu cip (néu c6)] x
lwong co ban chung

(3). Thay d6i cach tinh lwong theo cong viéc. Cu thé luong
theo cong viéc s& dugc tinh cin ctr vao két qua danh gia thanh tich
cong viée trong thang, phu cip cho ting vi tri cong viée (vi du nhitng
vi tri cong viéc mét an toan hay doc hai, ...). Cu thé 1a hé sé luong
theo cong viéc s& phu thudc vao két qua cong viéc trong thang d6 cua
nguoi lao dong.

b. Chinh sach khen thwong va phuc loi

Chung ta can diéu chinh chinh sach thuéng ciia cong ty theo
hudng thiic day ngudi lao dong nd lyc hon trong cong viée.

Cu thé cong ty c6 thé giam bt muc thuong cho cac ngay 18,
tét, ... noi chung cac khoan thudng dinh ky ma nang murc thuong dwa
vao thanh tich ca nhan, b phan, phong ban trong cong ty. C6 nhu
thé méi that sy thic ddy nguoi lao dong hing say trong cong viéc.
Cac hinh thirc thuong dya vao thanh tich cong viéc cho cac ca nhéan,
tap thé c6 thé tir thanh tich cong viéc theo quy, theo cac phong trao

thi dua, cac ké hoach 6 thang, 1 nam, ...
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3.2.2. Hoan thién cong cu tao dong lwc 1am viée bing yéu t6
tinh than

a. Co hgi thing tién

Can cha trong dén viéc phan dinh muc ti€u, nhiém vu cu thé 5
rang cho timg vi tri cong viée. Pay 1a didu ma cong ty chua lam duoc
trong thoi gian qua. D4i véi timg vi tri cong viéc déu can tién hanh
thiét ké bang mo ta cong viéc va bang ti€u chuén thyc hién cong viéc.

b. Cong tac danh gida thanh tich

Mot sd hoat dong can thuc hién dé hoan thién cong tac danh
gia thanh tich tai cong ty nhu sau:

— Xac dinh lai muc dich ctia ddnh gia thanh tich cong viéc tai
cong ty;

— X4y dung hé thong tiéu chudn va ndi dung danh gia thanh
tich cong viéc;

— Xéc dinh ngudi thuc hién danh gia va quy trinh sir dung két
qua danh gia thanh tich cong viéc ctia nhan vién.

c. Tao dong luc lam viéc cho nguwoi lao dpng bang dao tao va
phat trién

— Hoat dong dao tao nguoi lao dong trude tién can tap trung
vao muc dich gitip nguoi lao dong that su bd sung dugc nhiing kién
thirc, k§ ning can thiét dé cai thién hiéu qua cong viéc trong twong
lai. Nhu ciu dao tao phai xuét phat tir chinh cong tac danh gia thanh
tich lam viéc 1a trude hét.

— Viéc phat trién nghé nghiép cho ngudi lao dong can phai c¢6
nhiing tiéu chuan rd rang cho timg vi tri cong viéc. Can cir vao do
ma ngudi lao déng phin dau dé co thé tién dén dwoc d& bat, bd
nhiém vao nhiing vi tri cong viéc ma ho mong mudn va c6 du kha

nang hoan thanh.
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— Cén t6 chirc dao tao cho tit ca cac thanh phan, khong riéng
cép quan 1y. O cp d6 1a nhan vién, néu duoc tham gia dao tao s& tao
cho ho c6 hy vong trong cong viéc, tir d6 c6 dong luc dé 1am viée tt
hon.

d. Cii thign moi trwong, diéu ki¢n lam vigc

Tao ra tai cong ty mot phong cach lanh dao tién tién, mang
tinh dan chu, ling nghe ¥ kién ciia nguoi lao dong. Nhitng van dé
trong cong ty nén dugc dua ra ban bac, thao ludn dé co quyét dinh
cudi cing dung dan trén co sé khoa hoc, tranh sy chil quan trong giai
quyét van deé.

Bén canh d6, tap trung xdy dung vin hoa cong ty, bd quy tic
{mg xir tai noi lam viéc, chuan muc hanh vi trong cong viéc, ... Dé
cao nhirng gia tri cua su sang tao, khuyén khich su sang tao trong

cong viéc.
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KET LUAN

Xuat phat tir viéc tim hiéu cac van d& 1y thuyét lién quan dén
linh vuc tao dong luc lam viéc cho nguoi lao dong trong td chuc. Tac
gia da van dung dé phan tich thuc trang cong tac tao dong luc lam
viéc cho nguoi lao dong tai cong ty c6 phan Vinaconex 25. Sau d6
két hop thuc trang tai cong ty voi nhimg thong tin khac ma tac gia
tim hiéu dugc cung vadi sy hiéu biét ctia minh tién hanh dua ra mot sd
giai phap nham cai thién hon nita cong tac tao dong lyc lam viéc cho
ngudi lao dong tai cong ty c¢6 phan Vinaconex 25.

Qué trinh phan tich thuc trang tao dong luc lam viéc cho
ngudi lao dong tai cong ty ¢ phan Vinaconex 25 ta nhan thdy mot
sO van dé sau:

Thanh twu:

— Cong ty da cb ging cung cAp mot cach kha diy du cac trang
thiét bi, cong cu, dung cu hién dai, chét luong va tao dugc moi
truong lam viéc thuan 1gi cho ngudi lao dong. Nguoi lao dong duoc
lam viéc trong moi trudng thoai mai, trong bau khong khi than thién
va gan gui.

— Cong tac tuyén chon, b tri lao dong ngay cang phi hop voi
nganh nghé dio tao, v6i yéu cau cong viée.

— V& tién luong: Mtc luong ciia nguoi lao dong trong cong ty
1a kha cao.

— V& tién thuong: Hé thdng tién thuong cua cong ty kha day
da va da dang.

— Céc hoat dong phuc loi va dich vu cua cong ty ciing rat tot.

— Céc kich thich vé mit tinh than ciing dugc cong ty cha trong

va thuc hién nham khuyén khich cdn by cdng nhan vién tich cuc va
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nd luc hét minh cho cong viéc.

— Vén dé thiét 1ap bang phan tich cong viéc, ban tiéu chuén
thuc hién cong viéc cho tung vi tri cong vi€c trong cong ty chua
dugc quan tam.

— Cong ty ap dung hinh thirc tra lwong theo thoi gian ddi voi
hau hét can b cong nhan vién nhung hinh thirc ndy c6 nhiéu han ché
nhu: Mang tinh binh quan cao, khéng gin lién voi ning sudt, chét
lugng va hi€u qua cong vi€c cua nguoi lao dong, nguoi lao dong
thuong cé xu huong lam cho dua thoi gian hanh chinh ma it quan tdm
dé chat luong cong viéc, ...

— Nhin chung chinh sach thuéng ciia cong ty van chua kich
thich va 1am hai 1ong phan 16n ngudi lao dong.

— Cong tac danh gia thanh tich cong viée con kha don gian vé
phuong phéap, don diéu vé tiéu chi danh gia, noi dung danh gia. Bén
canh do, muc dich danh gia chua dﬁy du, chua phan hdi thong tin cho
ngudi lao dong vé thanh tich cua timg c4 nhan, ...

— Cong tac dao tao va dé bat chua that sy tot.

Trén co s¢ thuc trang dé cung véi nhiing van dé ndi tai bén
trong ctia cong ty, tac gia nhan thdy cin dé xuit mot sb giai phap cho
cong tac tao dong lyc lam viéc cho nguoi lao dong tai cong ty nhu
sau:

— Hoan thién cong tac phan tich cong viéc;

— Hoan thién cong tac danh gia thanh tich cong viéc;

— Hoan thién cong tac tién lwong, thuong;

— Tép trung cai thién hon nlta moi truong lam viéc va xay

dung van hoa cong ty.



