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1
MO PAU

1. Tinh cép thiét cia dé tai

Con ngudi 12 yéu t6 dau vao quan trong clia qud trinh san xut,
trinh d6 phat trién ciia NNL 12 1gi thé phét trién ctia m6i DN. Trong
linh vyc nao thi con ngudi ciing dimg & vi tri trung tim. D bat cir
nganh nao, DN nao ciing phai y thirc va sin sang ddi mat véi nhiing
khé6 khin, thach thirc méi. Trudc tinh hinh d6, dé ton tai va phat trién,
céc DN cin phai c6 doi ngii nhin vién giéi. Piéu d6 déng nghia véi
viéc DN phai dat cong tic quan tri ngudn nhan sy 1én hang dau.

Nam chung trong tinh trang véi mot s6 DN khac, cong tic quan
tri NNL tai Cong ty TNHH Dinh Dudng 3A (Viét Nam) chua duoc
quan tim ding mic. Thiét nghi trudc tinh hinh hién nay, viéc coi trong
cdng tac quan tri nhan su, nhét 12 viéc xay dung duogc Kké hoach dao tao
va phit trién NNL tai cong ty 1a can thiét va cap bach, nhdm gitip cong
ty c¢6 dit NNL dé vuot qua dugc nhiing thir thich khic nghiét ctia nén
kinh té thi truong vn dang hoi nhap ngay cang siu rong véi nén kinh
té thé giéi. Chinh vi vy toi da chon hudng nghién ctru “Pao tao NNL
tai Cong ty TNHH Dinh Duéng 3A (Viét Nam)” véi hy vong s€ gép
phf?m hoan thién cong tac dao tao dé c6 dugec mot NNL déy du, dam
bao chit lugng dé phuc vu cho qua trinh phat trién cua cong ty.

2. Muc tiéu nghién ciu

Hg¢ thong héa cac van dé 1y luan lién quan dén dao tao NNL trong
cic DN.

Danh gia, phan tich thyc trang cong tac dao tao NNL tai Cong
ty TNHH Dinh Dudng 3A (Viét Nam) trong thoi gian qua.

D& xuat cdc giai phdp ddy manh cong tic dao tao NNL tai
Cong ty TNHH Dinh Dudng 3A (Viét Nam) trong thoi gian toi.
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3. Déi twong va pham vi nghién ctru

a. Doi twong nghién ciru

La nhitng vin d& 1y luan va thyc tién vé cong tic dao tao NNL
tai Cong ty TNHH Dinh Dudng 3A (Viét Nam).

b. Pham vi nghién cvru

Noi dung: ludn vdn nghién ctru cdc ndi dung cu thé cua hoat
dong dao tao NNL tai Cong ty TNHH Dinh Dudng 3A (Viét Nam).

Khoéng gian: nghién ciru cic ndi dung trén tai Cong ty 3A.

Thoi gian: céc giai phdp dugc dé xuat trong ludn vin cé ¥
nghia d6i v6i Cong ty TNHH Dinh Dudng 3A (Viét Nam) cho thoi
gian dén.

4. Phwong phap nghién ciru

pé thuc hién muc ti€éu nghién ctru ndi trén, ludn van st dung
téng hop cic phuong phdp sau:

- Phuong phdp phan tich thuc ching, phuong phdp chuén tic,

- Phuong phdp khao sét, chuyén gia, phan tich, so sanh, tong
hop.

- Céc phuong phédp khéc...

5. Bo cuc dé tai

Ngoai phf?m m¢ dau, két luan, muc luc, phu luc va danh muyc
tai liéu tham khao, bd cuc ndi dung luén van g6m ba chuong:

Chuong 1: Mot sé van dé 1y ludn vé dao tao NNL.

Chwong 2: Thuc trang cong tic dao tao NNL tai Cong ty
TNHH Dinh Dudng 3A (Viét Nam) trong thoi gian qua.

Chwong 3: Giai phip diy manh cong tic dao tao NNL tai
Cong ty TNHH Dinh Dudng 3A (Viét Nam) trong thoi gian t6i.

6. Tong quan ti liéu nghién ciru
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CHUONG 1
MOT SO VAN PE LY LUAN VE
PAO TAO NGUON NHAN LUC
1.1. KHAI QUAT VE CONG TAC PAO TAO NGUON NHAN
LUC

1.1.1. Mét vai khai niém

- Nhén luc: la nguon luc cia méi nguoi, bao gom thé liee, tri
lyc va nhan cdch cua con nguoi do.

- Nguén nhéan lyc: 13 tong thé nhitng tiém ning ciia con
nguoi, trude hét va co ban nhat 1a tiém ning lao dong, bao gdm: thé
luc, tri luc, nhan cich cua con nguoi dap ting cac nhiém vy, muc tiéu
cua DN.

- Pao tao nguén nhén lyc: 1a qué trinh cung cp cic kién
thirc, k¥ nang, kha ning cho ngudi lao dong dé ho tré thanh ngudi c6
nang luc theo nhiing tiéu chudn nhét dinh nham thuc hién cac muc
tidu cua td chc.

1.1.2. Y nghia ciia d2o tao ngudn nhén lyc

- La dong luc, chia khéa mang lai 1gi ich thiét thuc, tao ra san
phdm c6 chit lwong cao gitip NLD 1an khach hang déu hai long, tao
ra bau khong khi thoai méi khi 1am viéc trong DN.

- La yéu t6 co ban nham dép (mg muc tiéu chién luoc cua
DN, tryc tiép anh hudng dén ning suét, kha ning sing tao ciia NLD.

- Giai quyét cdc van d& mau thuin, xung dot gitta NLD véi
céc nha quan 1y, dé ra cdc chinh sich quan Iy NNL c6 hiéu qua.

- Tao duoc su gén b6 gitra NLD va DN, tao ra tinh chuyén
nghiép cho NLD, gitip nhdn vién c6 thdi do tich cuc,lam viéc tot hon.

- La diéu kién quyét dinh cho DN tdn tai, canh tranh trén thi
truong. NNL ¢6 trinh d§ phu hop s€ gitip DN giam chi phi quan ly.
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- Pam bao cho NNL ctia DN ¢6 thé thich nghi va theo kip su
phat trién cua khoa hoc k¥ thudt, cong nghé, thuc hién duoc cac muc
tiéu dé ra.

- Gitip cho nhan vién nang cao kién thic va k¥ nang cong
viéc, qua d6 nhéan vién thyc hién cong viéc tot hon, ning cao ning
suét lao dong, nang cao chét lugng va hiéu qua cong viéc.

- Théa mén nhu cau phét trién cta nhan vién, ddp ng nhu
ciu hoc tap va ty hoan thién ban than.

1.1.3. Nguyén tiic dao tao

Diao tao NNL dya trén bon nguyén tic sau:

- Con ngudi hoan toan cé ning luc phit trién.

- MOi nguoi déu c6 gid tri riéng.

- Loi ich NLD va muyc tiéu ciia td chirc két hop véi nhau.

- Pao tao NNL 1a mot ngudn dau tu sinh 11 ddng ké.

1.2. NOI DUNG CUA PAO TAO

1.2.1. Xac dinh muc tiéu dao tao

D¢ xdc dinh myc tiéu dao tao trudc hét phai xuit phat tir yéu
cu cua cong vi¢e, tor muyc tiéu, tur chién luge phét trién cua DN,
ddng thoi phai can cir vao kha ning, trinh d6 hién c6 cua NLD.

Xdc dinh muc tiéu dao tao 1a xdc dinh dich dén, tiéu chuan can
dat duoc. Tuc la phai xac dinh muc dich, yéu cAu cua cong viéc khi
qud trinh dao tao két thic. Day 1a co so dé dinh hudng cic nd luc dao
tao.

Xac dinh muyc tiéu dao tao chinh la qua trinh nghién ctru tim ra
su sai léch gitta yéu cau cong viéc va kha ning ciia NLD nhim han
ché tdi da su sai léch d6.

Viéc xac dinh muc tiéu dao tao rt can thiét, néu khong, dao

tao s€ khong c6 muc dich, khong ding dbi tuong thuc su can dao tao,



gdy lang phi.

Phuong phéap xac dinh muc tiéu dao tao dugc minh hoa nhu sau:

Chién lugc phat trién ciia DN |

v

Xéc dinh nhiém vu va khoi lugng cong viéc |

v

Hoach diqh NNL can c6: S6 Kha nang NNL dang cé: SO lugng,
luong, co cau, dinh huéng nang co cau, kha nang hién tai
lyc tuong lai

A A
So sdnh twong quan gifta yéu cau va thyc trang NNL

v

Xéc dinh myc tiéu dao tao phu hop vdi dinh hudng phat trién NNL

Hinh 1.1. Phwong phap xac dinh muc tiéu dao tao phuc vu yéu

ciu phat trién doanh nghiép

1.2.2. Lua chon kién thirc cin dao tao

Lua chon kién thirc can dao tao la lya chon khéi lugng kién
thirc, loai k§ ning can bd sung cho NLD phit hop véi muyc tiéu can
dat. Ung véi tung muc tiéu nhét dinh s& can c6 nhiing loai kién thirc
nhét dinh.

Tinh hop 1y va khoa hoc cua ndi dung chuong trinh dao tao s€
quyét dinh dén chat luong va tinh hitu dung ciia san pham dao tao
dau ra. Vi vay, trdch nhiém cua nha quan 1y 1a xem xét va lya chon
noi dung dio tao sao cho phit hop nhat.

Noi dung kién thirc dao tao phai cin c chién luge phit trién
ctia doanh nghiép va dya trén cin ctr d6 xdy dung chién luoc phit

trién cuia nguon nhan lyc, 1a co sé dé xac dinh cu thé vi tri cong viéc
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nao codn thiéu dé dao tao va vi tri nao da c6 nguodi nhung can dao tao
lai, ni dung dao tao s€ dugc Iya chon thich hop nhét.

1.2.3. Xay dung ké hoach dao tao

Xay dung ké hoach d3o tao 1a xdc dinh nhu ciu vé sb luong va
chat luong, thoi gian bao l4u, dia diém t6 chirc va dbi twgng tham gia
dao tao.

X4y dung ké hoach dao tao phai bam sat nhu cau thi truong,
dua vao nguén luc san c6 va dam bao tinh linh hoat vé thoi gian va
cha dong vé dia diém, dam bao viéc thuc hién khong anh huong 16n
dén qua trinh san xut kinh doanh ciia DN.

Viée lap ké hoach dao tao s& xdc dinh duoc bdi canh dao tao
bao gém thoi gian, khong gian, dia diém, nhu cau va ddi tugng dao
tao nhim dam bao thuc hién tdt cac muc tiéu, chi tiéu dao tao, xac
dinh dugc viéc st dung, bd tri nhan vién sau khi dao tao. Ké hoach
bao gém viéc xdc dinh khi nao, & bo phan nao can phai dao tao, dao
tao nhimng k¥ ning nao, cho loai lao dong nao va véi sd lugng bao
nhiéu nguoi.

1.2.4. Lya chon phwong phap dao tao

Phuong phép dao tao 1a cich thirc truyén dat kién thirc, k§
nang dén nguoi duge dao tao sao cho dat dén muc tiéu caa DN mot
céch phit hop va hiéu qua nhét, c6 hai phuong phap dao tao sau:

- Dao tao trong cong viéc: 1a phuong phép gitp nguoi hoc
thuc hién cdng viéc ngay trong qua trinh lam viéc. Cac dang dao tao
trong cong viéc:

+ Keém cép, hudéng dan tai chd: duoc ap dung dao tao cho nhan
vién va nha quan tri DN.

+ Luén chuyén cong viéc: 4p dung cho ca nha quén tri 14n lao

dong nghiép vu va can bd quan 1y chuyén mon.
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+ Pao tao theo kiéu hoc nghé: dp dung cho lao dong nghiép
vu, gitp ho cé dugc mot nghé hoan chinh.

- Dao tao ngoai cong viéc: 1a phuong phip dao tao ma
nguoi hoc dugce tach khdi cong viéc thuc té dé tham gia vao c4c hoat
dong hoc tap. C6 nhitng phuong phép sau:

+ Phuong phdp tinh hudng: thuong dp dung dé dao tao ning
cao nang lyc quan tri.

+ T chire céc 16p doanh nghiép.

+ Phuong phép ctr di hoc ¢ nhiing trudng chinh quy.

+ Phuong phép déng vai.

+ Phuong phdp dao tao thong qua bai giang, hoi nghi, hoi
thao: dugc dp dung cho ca lao dong nghiép vu va lao dong quan ly.

+ Phuong phép huén luyén theo mé hinh mau: phuong phép
nay thuong dugc st dung dé huén luyén cho nhing nguoi quan ly
cap dudi.

+ Sur dung cic chuong trinh héa véi su trg giup ciia mdy tinh.

1.2.5. Xac dinh kinh phi cho dao tao

Kinh phi cho dao tao 1a toan b nhitng chi phi phuc vu cho qua
trinh dAo tao va nhitng chi phi khéc lién quan dén qud trinh dao tao.

Viéc xdc dinh kinh phi dao tao hét sttc quan trong, né phan
anh muc ti€u dao tao c6 dugc thuc hién hay khong. Kinh phi nay
thuong do cdc DN chi tra hodc do NLD ty déng gép dé di hoc nhim
nang cao trinh d§ cho minh.

Cong tic dao tao dat hidu qua cao khi xdy dung ngudn kinh
phi cho dao tao dam bao ding muc dich, dbi twong, chii trong khau
quén 1y tai chinh, phan bd diing chd va dem lai hiéu qua sir dung cao.

Vi d2o tao ciing 1a mét hinh thtrc dau tu.



8

Kinh phi dio tao quyét dinh viéc lya chon cic phwong phép
dao tao thich hop.

1.2.6. Panh gia két qua dao tao

Dinh gid két qua dao tao 1a xdc dinh xem chuong trinh dao tao
c6 dap ung dugc muc tiéu dao tao dua ra khong. Tur do, rit ra bai hoc
kinh nghiém cho cic lan dao tao tiép theo. Thong thuong duge dénh
gid qua hai giai doan:

- Giai dogn nhdn thurc: nguoi hoc tiép thu, hoc hoi dugc gi
sau dao tao.

- Giai dogn vdn dung: nguoi hoc ap dung cac kién thirc, ky
nang da hoc vao thyc té cong viéc nhu thé nao.

Dinh gid két qua hoc tap trong giai doan nhén thic 1a khong
khé nhung dé ddnh gid hiéu qua cua toan khéa hoc 1a van dé phirc
tap va ddi hoi thoi gian, vi ¢6 thé ngudi hoc hoan thanh xuét sic
chuong trinh dao tao nhung khong dp dung duoc nhitng gi da hoc
vao trong cong viéc. Vi vay, can c6 sy danh gid vé két qua dao tao.
Chiing ta c6 thé sir dung phuong phép dénh gid két qua dao tao nhu
sau:

+ Phan tich thyc nghiém

+ Pénh gia nhiing thay ddi ctia nguoi hoc

Bén canh viéc danh gid tong két chuong trinh dao tao, DN can
c6 phuong 4n str dung va dé bat sau dao tao phit hop trong ndi bo
DN dbi voi nguoi dugce dao tao.

1.3. NHAN TO ANH HUONG PAO TAO NGUON NHAN LUC

1.3.1. Nhén t6 thudc vé méi trueong bén ngoai

- Vé kinh t&, chinh tri, xa hoi

- Nhitng tién bo khoa hoc k¥ thuat

- Chién lugc cua ddi thi canh tranh
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1.3.2. Nhén t6 thudc vé doanh nghiép

- Chién lugc phat trién ciia doanh nhiép

- M&i trudng 1am viée va tinh chit cong viée

- Chinh sach st dung nguoi lao dong

1.3.3. Nhan t6 thugc vé ban thian nguoi lao dong

- Quyét dinh gin b6 lau dai véi nghé nghiép

- Ky vong ciia ngudi lao dong vé luong va cic loi ich

- Nhu ciu tu khéng dinh, tu hoan thién, dugc ton trong

CHUONG 2
THUC TRANG CONG TAC PAO TAO
NGUON NHAN LUC TAI CONG TY TNHH
DINH DUONG 3A (VIET NAM) THOI GIAN QUA

2.1. PAC PIEM CONG TY TNHH DINH DUONG 3A (VIET
NAM) ANH HUONG PEN CONG TAC PAO TAO

2.1.1. Pic diém vé cong tic dao tao ciia cong ty 3A

a. Qud trinh hinh thanh va phdt trién cong ty 3A

Ban ddu c6 tén 1a cong ty TNHH Thuong Mai 3A duoc thanh
lap ngay 27/08/1992. Hon 20 nam hoat dong, ngay 01/01/2012 cdng
ty ddi tén thanh Céng ty TNHH Dinh Dudng 3A (Viét Nam).

b. Chirc nang, nhi¢m vu

Cong ty 3A dang thuc hién chirc ning thwong mai phan phdi
doc quyén cdc san pham dinh dudng ciia Tap doan Abbott.

c. Co ciu té chirc

Tat ca cdc hoat dong & céc chi nhanh déu dudi sy quan ly
chung ctia Ban giam dbc cong ty va cdc phong ban cp trén tai try so

chinh theo phin quyén tryc tuyén véi 9 phong ban.
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2.1.2. Piic diém céc ngudn luc ciia cong ty 3A

S6 luong nhan sy ting nhiéu qua ba nam, thé hién bang sau

Bang 2.1. Tinh hinh lao dong ctia cong ty qua cac nim

Phan loai theo | Niam 2010 Nim 2011 Niam2012
hinh thirclao | S6 | Co | S6 Co S6 Co
dong lwgng | ciu | lwong | ciu | luwong | céu
(nguoi) | (%) | (nguoi) | (%) | (nguoi) | (%)
Tryc tiép 962 |53,47| 1.050 52 1195 | 51,8
Gidn tiép 837 |46,53| 969 48 1.112 | 48,2
Tong cong 1.799 2.019 2.307

(Nguon: Phong hanh chdnh Cong ty 3A)

+ Nhom lao déng truc tiép: da sb nhan vién & trong do tudi

tir 25 dén 35 tudi, trén 50% tong nhan sy. Chénh léch mdi nam vé

gi6i tinh khoang 10%, nir gidi chiém ty trong cao. Trinh d6 hoc van

cua NNL la tuong ddi cao, v6i hon 50% c6 trinh d0 dai hoc.

+ Nhém lao dong gidn tiép.' 1a Iyc lugng tré voi $6 lugng tang

nhanh véi co cdu nhéan sy dudi 30 tudi chiém 96,94%. Ty 1é trinh do

cao ding, dai hoc chiém hon 50% va c¢6 xu hudng ting dan.
2.1.3. Tinh hinh hoat d¢ng kinh doanh cia cong ty
Hoat dong kinh doanh dem lai nhiéu két qua tét trong nhiing

nam gan ddy, cho phép cong ty chii dong trong dau tu cho dao tao.

Bang 2.2. Doanh thu & loi nhuin qua cac nim

PVT: Ty dong
Nim 2010 2011 2012
Tong Doanh thu 8,028.18 | 11,283.3 14,850
Téng Chi phi 7,112,671 | 9,816.452 | 13,164.6
Tong Loi nhuan 915.509 | 1,466.848 | 1,685.4
(Nguon: Phong ké todn)
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2.2. THUC TRANG PAO TAO NGUON NHAN LUC TAI
CONG TY TNHH DINH DUONG 3A (VIET NAM) TRONG
THOI GIAN

2.2.1. Xac dinh muc tiéu dao tao

Trong thoi gian qua, viéc xdc dinh muc ti€u cta cic chuong
trinh d2o tao clia céng ty chi yéu tap trung bu dip nhiing thiéu hut
cua NLD trong cong viéc hién tai, déng thoi chi dung lai & muc tiéu
ngén han truéc mit, chua tap trung xdc dinh dao tao lau dai, Xuét
hién tinh trang vira thira vira thiéu tai cdc bo phan. Hon nita, viéc x4c
dinh muc tiéu dao tao chua c6 khoa hoc, chua cén cr vao Kké hoach
phat trién NNL trong twong lai.

Vigc danh gia xac dinh nhu cau dao tao tai cong ty chua dugc
td chirc bai ban, chinh thirc ma chi lam theo kiéu hinh thtrc, thuong
chi sy trao ddi giira cdc cap quan ly, them vao d6 1a sy yéu cau can
phai dao tao tir ban lanh dao chir khong thdong qua cic budc trong
danh gid nhu cau d2o tao nhu: phén tich DN, phén tich cong viéc va
phan tich c4 nhan.

2.2.2. Lwa chon kién thirc dao tao

Noi dung kién thirc dao tao tai cong ty kha phong phd, noi
dung dugc xic dinh phu hop voi dic diém d6i tuong nguoi hoc,
nhung con ning 1y thuyét, chua di sdu vao cu thé cong viéc.

Bang 2.3. Mitc dd phii hop giira viéc lra chon kién thire dao tao
v6i trinh dd hoc vién va muc dich yéu ciu khéa dao tao

TT Noi dung Mirc d6 S0 y kién Ty 1¢
i diéu tra (%)
Rat phu hop 10 10
Su phit hop gira kién Kh\a ph hop 25 25
s .. .« 1 |Phu hop 45 45
1 |thtrc dao tao véi trinh -
6 on It phu hop 20 20
0 hoc vién — -
Khéng phu 0 0
hop
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TT Noi dung Mikc d S6 ¥ kién Ty 18
diéu tra (%)
Rét phit hop 10 10
Su phit hop gitra kién [Kh4 phit hop 40 40
5 thire dao tao voi muc |Phu hop 25 25
dich yéu cau khéa (It phi hop 22 22
dao tao Khong  phu 3 3
hop

(Nguon: Sé liéu diéu tra trong chi nhdnh Pa Néing)

Kién thirc dao tao mic du da duoc phan cép, lira chon theo ddi
tugg va muc dich dao tao, song, van ¢6 rat nhiéu ndi dung dao tao bi
tring 14p.

Qua s6 liéu diéu tra, 25% phiéu cho ring ndi dung khong phi
hop véi muc dich yéu cau ctia khéa dao tao. Vi vdy, cong ty can xem
xét lai mot s6 ndi dung va diéu chinh cho phit hop hon.

Do6i ngii lam cong tac dao tao tai cong ty chua qua truong 16p
su pham, nén anh huéng nhat dinh dén chat lwong truyén dat kién
thirc, van con 20% cho rang it phit hop.

2.2.3. Xay dung ké hoach dao tao

Cong ty chua c6 phuong phép dénh gid tong thé nén ké hoach
dao tao déu dua vao nhu ciu hién tai, thiéu thi tuyén vao, ning cép,
chuyén d6i bo phén va cho dao tao lai trudc khi bét dau cong vic.

Hang nam cdng ty ¢6 du bdo sé lwong nhan sy cho nim sau,
dua trén su ky vong phat trién cua thi truong. Song, con $6 du bao
nay lai khong c6 tinh 6n dinh cao, thudng xuyén thay d6i. Do vy, ké
hoach dao tao dai han gﬁn nhu khong thyc hién dugc. Déi véi nhitng
nhén vién cii thi cong ty c6 ké hoach dao tao lai va dao tao nang cao,
nhung chi mang tinh tam thoi, khéng xuat phat tir phan tich cong
viéc, phan tich nhan vién.

V6i nhitng thuc trang nhu trén, ké hoach d2o tao cta cong ty
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véi thoi gian dao tao chu yéu 1a ngan han, thé hién ¢ bang sau

Bang 2.4. S6 lwgng lao dong phén theo thoi gian dao tao

Thoi gian dao Nam 2010 Niam 2011 Nim 2012
tao SL Ty 1€ SL Ty 1€ SL Ty 1€
) (nguwoi) | (%) | (ngwoi) | (%) | (nguwoi) | (%)
Dudi 1 thang 1.366| 86,02 1.525| 86,16 1.732| 85,66
1 dén 3 thang 143 9,01 169 9,55 201 9,94
Trén 1 ndm 48 3,02 35 1,98 43 2,13
Trén 2 nam 31 1,95 411 2,31 46| 2,27
Téng cong 1.588 100 1.770 100 2.022 100

(Nguon: Phong hanh chinh & bé phdn MAR)

2.2.4. Lwa chon phwong phap dao tao

- Déi véi nhém lao déng gidn tiép

+ Dao tao trong cong viéc: tat ca nhan vién trude khi bat dau
cong viéc chinh thuec, déu cho nhan vién méi duoc kem cap, huén
luyén ngay tai chd 1am v6i nhan vién cii véi thoi gian trung binh 1a tir
3 dén 6 ngay.

+ DPao tao ngoai cdng viéc: trude khi nhan vién duge dao tao
trong cdng viéc nhu da néu ¢ trén thi nhan vién maoi s€ duge tham
gia mot khéa dao tao vé kién thirc san pham theo kiéu 16p hoc véi
muc tiéu tt ca nhan vién da c6 kién thuc san phém mot cach co
ban. Sau khi hoan tat hai ndi dung trén thi s& tham gia nhimng 16p
dao tao ngoai cong viéc khac.

- Déi véi nhém lao ddng truec tiép

Nhan vién mdi cua nhém nay s€ tham gia song song hai
phuong phédp dao tao vura trong cong viéc vira ngoai cong viéc. Vi
tinh chat céng viéc khac nhau nén thoi gian dao tao kem cip thuong

1a mot thang.



14

Bén dudi 1a bang s6 liéu vé tinh hinh dao tao ngoai cong viéc cua

ca hai nhém lao dong tryc tiép va gidn tiép qua cdc nam tai cong ty.

Bang 2.5. Dao tao ngoai cong viéc cia nhin vién qua cac nim
(DVT: lwot nguoi)

STT Noi dung Nam 2010 | Nam 2011 | Nam 2012
1 [DPao tao ngin ngay kién thirc 1.588 1.770 2.022
san pham
Do tao ngin ngly vé ky ning 751 801 910
Do tao ngin ngdy theo cic - 176 200
hoc phan
4 |Téng cong 2.339 2.748 3.132

(Nguon: Phong hanh chinh va bé phédn dao tao)
2.2.5. Xéc dinh kinh phi dao tao

Trong nhitng ndm qua, cdng ty da trich mt khoan khé 16n chi

tra cho ké hoach d2o tao hang nim ctia minh. Ngudn kinh phi danh

cho dao tao déu duogc 1én ké hoach cu thé va 12 mot phﬁn trong chi

phi hoat dong kinh doanh ctia cong ty, va ngudn kinh phi nay khong

¢ dinh ma c6 thé tang tiy theo nhu cu dao tao phat sinh hodc ciing

c6 thé cit giam khi tinh hinh thyc té chua cho phép t6 chic céc khéa

dao tao. S lidu cu thé vé kinh phi dao tao duoc thé hién chi tiét qua

bang sau
Bang 2.6. Kinh phi diu tw cho do tao
DVT: ty dong
STT Noi dung Nam 2010| Nam 2011 | Nam 2012
1 |Kinh phi dao tao 171,504 254,88 412,488
2 |Lao dong binh quén (nguoi) 1.588 1.770 2.022
3 |Kinh phi dao tao/lao dong/thang | 0,009 0,012 0,017

(Nguon: Phong ké todn cong ty 3A)

Cong ty lya chon phuong phdp dao tao ngan han va tham du
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khéa dao tao ngin ngay do cong ty t6 chirc nén chi phi dao tao duoc
tinh ca chi phi di lai va luu trd ciia nguoi hoc.

Du tinh chi phi dao tao ciia cong ty chua tinh dén chi phi co
hoi nén viéc tinh chi phi chua toan dién. Nhu vay, voi tam quan
trong ctia NNL mang tinh lgi thé canh tranh thi ngudn kinh phi dau
tu cho cong tc dao tao 1a con han ché, chua ding mirc véi quy mo
kinh doanh ciing nhu quy mé NNL ma cong ty dang so hitu.

2.2.6. Cong tac danh gia két qua dao tao

Nhitng nam qua, cong ty chua thuc su chd trong thuc hién viéc
danh gid két qua chuong trinh sau dao tao. Cong tic danh gid chi &
muc d6 quan sit chi quan cta cic trudng bd phéan cé lién quan chi
khong c6 chuong trinh khao st danh gid mot cich cu thé. Cong tac
danh gia gan nhu chi thyc hién cho ding quy trinh chtr chua thyc su
phat huy hét tim quan trong cua cong tic danh gid két qua dao tao.
Do d6, cong ty rat khé ddnh gid duoc mirc d6 thiét thuc va nhan thiy
nhitng ton tai cua khéa dao tao trude dé rdt kinh nghiém cho lan sau.

Biang 2.7. Mirc d9 thiét thuc ciia cac khéa dao tao va cong tac
kiém tra, danh gia sau dao tao

TT|  N¢idung Miic d9 S&’i gu'i‘:’;‘ T(Y%')@
an ik Rat thiét thyc 10 10
x:ccfg gf; g;%c Khd thiét thyc 3 3
! tao ddi voi cong Thlétr thee 38 38
\;iéc chuyén mon It thit thug 19 19
j Khong thiét thuc 0 0
Thuong xuyén 7 7
Cong tac danh gia, |Thinh thodng 18 18
2 |kiém tra sau dao [It 45 45
tao Rat it 26 26
Khoéng cé 4 4

(Nguon: Xur Iy s6 liéu diéu tra tai CN Pa Néing)
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Tir s6 liéu diéu tra cho thdy, s ¥ kién cho ring cong ty it va
rat it thuc hién cong tic danh gid, kiém tra sau d2o tao 1a khé nhiéu,
chiém 71%.

2.3. PANH GIA CHUNG VE CONG TAC PAO TAO

2.3.1. Thanh cong va han ché

- Viéc xac dinh muyc tiéu dao tao cua codng ty ge"m lién véi
chién Iuroc kinh doanh.

- No6i dung dao tao phong phi, da dang, nhidu hoc phan
chuyén @& danh cho bd phén lién quan.

- Xay dyng ké hoach do tao rd rang, phan chia theo ndi dung
can dao tao va dbi tuong dao tao.

- Luya chon phuong phdp dao tao hop ly, phu hop vdi dac
diém cia timg di tugng ngudi hoc, NNL dugc tuyén chon dau vao
¢6 mit bang kién thirc cao.

- Kinh phi st dung cho dao tao dugc phan bd twong ddi va cé
su dau tu tang dan cho cong tic dao tao.

- Xac dinh myc tiéu dao tao con chung chung.

- Nbi dung dao tao c6 sy tring lap giita cdc d6i tuong dao tao.

- Xay dung Kké hoach dao tao dugc phan loai nhung lai khé
thuc hién, mang tinh ngén han, Kké hoach bi dong va.

- Chua da dang vé viéc lya chon phuong phdp dao tao, chua
chi trong nhiéu dén phuong phép dao tao ngoai cong viée.

- Kinh phi sir dung cho dao tao chua hi¢u qua, gy lang phi.

- V& cong tic danh gid két qua dao tao con mang tinh chu
quan, két qua danh gia chua dugc xem trong, thiéu cong tic danh gid
cho cap quan Iy.

2.3.2. Nguyén nhén ciia cdc han ché

- Chua c6 phan tich cong viéc, khong danh gid, phén tich muc



17

d6 anh hudng cta dao tao dén két qua kinh doanh.

- Bi dong trong viéc 1ap ké hoach, chua danh gid diing nhu
cdu dao tao, nhitng khéa dao tao ngoai céng viéc bi tring lap.

- Thiéu chinh sich gin két trong dao tao véi chinh séch tién
Iwong va cac chinh sach khac.

- Chua tan dung hét vai trd ciia phong dao tao lam gia ting
kinh phi dao tao khong can thiét.

- Mot s6 nhan vién chua cd y thirc nghe nghiép cao.

CHUONG 3
GIAI PHAP PAY MANH
CONG TAC PAO TAO NGUON NHAN LUC
TAI CONG TY TNHH DINH DUONG 3A (VIET NAM)

3.1. CO SO DE XUAT GIAI PHAP

3.1.1. Sy bién ddng ciia cic yéu t6 moi truwong

a. Moi truwong bén ngoai

- Pinh hwéng phdt trién kinh té - xd héi ciia Thanh phé Pa
Néng dén nam 2015

- Sw phdt trién cia thi truong sita Viéet Nam

Viét Nam chi tu tic dugc khodng % nhu cAu sita, con lai %4
phai nhap khau, nén gia ca thi trudng phu thudc nhiéu vao sira nhap
khau. Vi viy, cong ty van con nhiéu co hoi dé mo rong mang ludi
kinh doanh, gia tang thi phan.

- Nhu cdu tiéu dung sita tai Viét Nam

Khi kinh té phat trién, thu nhap ciia ngudi dan cang dwoc ning
cao thi nhu cau va sitc mua ciia ngudi tiéu ding vé céc san phim sita

cling manh hon.
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Bén canh d6, nhu ciu chiam séc quan tim vé dinh dudng cho
ban than, con cdi va gia dinh dwoc ¥ thirc hon. Dong thoi, tim 1y
nguoi tiéu ding Viét Nam rat chudng cdc san phdm ngoai nhap,
chinh nhiing yéu t6 nay da tao cho nganh nhiéu tiém nang phit trién
trong tuong lai.

- Thdch thirc héi nhdp va xu thé ciia nén kinh té tri thirc

- Chién luoc cua déi thii canh tranh

b. Moi trwong bén trong

- Quy mé nguon lic ciia cong ty

- Trinh do, nang luc va tw duy cia nguoi quan ly

3.1.2. Chién lugc phat trién cia cong ty

Gii vitng vai trd phan phdi doc quyén san pham sita Abbott tai
Viét Nam. Dinh huéng dua san phém stra Abbott tré thanh “ Stra bot
s6 1 Viét Nam”, dan dau thi phén sira bot Viét Nam.

Phit trién mot mang luGi phan phéi rong khip va hiéu qua trén
toan qudc. Hoan thanh t6t chién Iugc kinh doanh phan phéi ciia cong
ty dang theo dudi - chién lugc “Push & Pull Version 4.0” tir 2013 —
2018 véi muc tiéu ning cap phan loai khich hang trén co sé chi tiéu
doanh s6 va mé rong tim kiém khéch hang méi nhiéu hon, chiém
linh thi phan nhiéu hon nita. Chién lugc thanh cong hay khong phai
xem chat Iwgng nhan sy phuc vu cho chién lugc nhu thé ndo.

3.1.3. Cac yéu cau khi xay dung gisi phap

a. Pao tao phai liy hiéu qua lam thudc do quan trong

b. Quyén duoc hoc tap va dao tao ciia moi nhan vién

c. Pao tao NNL dép ung yéu ciu phat trién cta cong ty, gan

véi chinh sach st dung lao dong hop 1y
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3.2. MOT SO GIAI PHAP PAY MANH CONG TAC PAO TAO
NGUON NHAN LUC TAI CONG TY TNHH DINH DUONG 3A
(VIET NAM)

3.2.1. Hoan thién viéc xay dung muc tiéu dao tao

Dé hoan thién viéc xdc dinh muc tidu cu thé trude khi ddo tao,
cong ty phai xuat phat tir ké hoach phat trién cta cong ty va danh gid
nguén luc hién ¢6 dé xdc dinh muyc tiéu dao tao cho NLD trong nhiing
nam toi. Noi dung cua ké hoach phat trién NNL can néu rd nhiing tiéu
chuén, yéu cau riéng déi v6i timg ddi twong, tir d6, xay dung dinh
hudng chuong trinh dio tao 4p dung riéng cho timg loai ddi tuong.
Cong ty can c6 phuong phdp xdc dinh myc tiéu ro rang. Phuong
phap nay duoc thé hién tai bang 3.1 nhu bén dudi
Bang 3.1. Phwong phap xac dinh muc ti€u dao tao cia cong ty 3A

Ngay Nguwoi

chuan bi

Tén cong viéc

B6 phan lam viéc

Nhirng kién thuc va
ky ning con thiéu
trong qud trinh lam

Sau khi dao tao nhén
vién phadi c6 cic k¥ ndng

Nhan vién can duoc dao
tao vé (No6i dung chuong
trinh dao tao)

viéc
Su hiéu biét Biét vé
Kién thirc quanly  |[Nganh FMCG Kinh té, quan tri kinh

Kién thirc chuyén
mon

Ngoai ngit

K néng tiép xiic v6i
khéch hang

Kénh phan phdi, quan
tri chién luge

Nghe n6i thanh thao
Quan hé khach hang,
nguoi tiéu dung

doanh

Quan tri chién luoc,
quan tri marketing
Tin hoc

ngoai nglt

van phong,
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Ngay Nguwoi Tén cong viéc B6 phan lam viéc
chuén bj
Céc ky nang vé C6 thé 1am duoc
Quan ly Tai céc phong ban, bd
Pam phdn, thuyét|phan duoc phén cong
phuc khich hang
Tu Ve”in, cham soc
khich hang
Quan diém, thai d§|C6 quan diém, thai d§
Ve ...

3.2.2. Hoan thién lya chon ndi dung dao tao

Dé hoan thién ndi dung dao tao cong ty can phdn tich ki noi
dung cong viéc va nhing nang lyc chuyén mén can thiét dbi véi timg
chtrc danh cong viéc:

+ Poi ngil khoi van phong

+ Doi ngii ban hang, Poi ngii tu van, gidi thiéu ban hang

+ Poi ngii gidm sat, quan 1y cdp cao

Bén canh d6, can thiét phai xay dung mot doi ngii thuc hién
cong tac dao tao co trinh d¢ chuyén mon. Viéc hoan thién lya chon

ndi dung dao tao dya theo md hinh nhu sau:

Noi Phan tich cong viéc Phén tich nhan vién
dung (tirng loai nhan vién)
kién l l

thic| ___ |Nang lyc cin c6 cia NV Ning lyc dang c6 cua NV
cAn | —— |[(ting loai nhan vién): (tirng loai nhan vién):

& - Trinh d6 chuyén mon - Trinh d9 chuyén mon|

a0 nghiép vu nghiép vu
tao - Trinh d6 ky nang - Trinh d¢ k¥ nang
- Trinh d6 nhan thirc - Trinh d6 nhén thic
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Ngoai kién thirc mang tinh 1y thuyét thi khéa dao tao phai dua
ra nhiéu tinh hubng, chu dé sit véi tinh hinh thyc té ngoai thi truong
dé ngudi hoc thao ludn, trao d6i nham gitp ngudi hoc b dip nhiing
k¥ ning, kién thirc con thiéu. Cong ty can kiém sodt chit ché viéc
thuc hién cac ndi dung chuong trinh dao tao cho phtt hop véi muc
tiéu dat ra cua cac khéa dao tao, dam bao tinh hi€u qua cao nhéit cta
cac khoéa dao tao.

3.2.3. Xay dung ké hoach dao tao

Viéc xay dung ké hoach ddo tao phai c6 tinh chii dong, dua trén
chién Iugc phit trién kinh doanh ctia cong ty, s6 lugng nhan sy hién
¢6, phan tich, dy doan sO lugng nhén su can c6 dé thyuc hién cdc muc
tiéu chién lugc da dé ra ciia cong ty. D6 1a phai dao tao k¥ ning cho
nhén vién va ning luc quan 1y cho nhén vién cip quan ly, gidm sat dap
ung dugc nhitng doi hdi ngay cang cao cta cong viéc, ddp tng duogc
nhu cau canh tranh trong xu thé héi nhap khu vuc va thé gidi.

Dé ké hoach dao tao mang tinh khoa hoc, chuyén nghi¢p, hi¢u
quéa va c6 tinh kha thi céng ty can phai tién hanh ra sodt xem ai can
dao tao, d2o tao gi. c6 thé quy thanh ba dbi tugng chinh:

+ P6i twong méi chua qua dao tao

+ Ddi tuong cp quan 1y, gidm sat

+ Dbi tuong dao tao lai

Viéc bd tri, xdc dinh thoi gian dao tao ciing 1a van dé can phai
quan tam:

- Ung véi thoi gian dao tao thi b phan, phong ban nao 1a phu
hop, s6 lugng ngudi cho di d2o tao 1a bao nhiéu dé khong anh hudng
dén cong viéc.

- Thoi gian dao tao 1a dai ngay hay ngin ngay dé hop 1y vira

dat hiéu qua dao tao vura gitr dugc hi¢u qua cong viéc.
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+ Do tao ngin han, dudi 3 thang: dao tao bd sung nhitng kién
thirc, ki nang co ban con thiéu. Tuy theo ndi dung ma thoi gian dao
tao ngan han nay ciing 4p dung cho nhén vién méi hodc nhan vién
luan chuyén cong viéc.

+ DPao tao tir 3 thang dén dudi 1 nam: dao tao nang cao kién
thirc, k¥ ning chuyén mén. Di véi loai hinh nay, dbi tuong dp dung
1a cdc cAp quan ly, gidm sét va nhitng nhan vién duoc dénh gid cao
vé ning luc, chuyén mon.

+ Dao tao véi thoi gian trén 1 nam: dao tao nhiing 1inh vuc can
dao tao mai, di sau vé céc k¥ nang nang cao mang tinh dic trung cua
cdng viéc nhu k¥ nang dam phan, k¥ ndng Coaching, ...

3.2.4. Lwa chon phwong phap dao tao

Qua phan tich hé théng dao tao va dic thu cia cdng viée, tinh
chat nhan vién, ta c6 thé thy rang:

Déi v6i nhém lao dong gidn tiép, truc tiép (khong bao gom
cap quan Ly, gidm sdt)

Hinh thirc dio tao thich hop mang lai hiu qua cao nhat 1a dao
tao tai chd cho cdc nhan vién bang phwong phdp dao tao trong cong
viéc theo kiéu chi dan cong viéc, kem cdp tai noi lam viéc dugc céic
nhan vién quan 1y hodc cic nhan vién c6 kinh nghiém hon huéng dan
cdc k¥ nang, chia sé nhiing kinh nghiém trong quan 1y cong viéc
hoic phdi hgp voi phong dao tao dé md cac khéa dao tao tai timg chi
nhénh.

Déi véi nhan vién cap quan 1y, gidm sdt

Cong ty s dung phuong phip dio tao ngoai cong viéc dé
nang cao nang luc quan 1y, ndng luc chuyén mén. Céng ty thudng
xuyén b tri nhan vién quan 1y c¢6 kinh nghiém kém cip, gidp d&

nhan vién mai nhat 1a nhitng nhan vién c¢6 nang luc, luan chuyén
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cong viéc dé ho tiép can voi nhidu cong viée, nhidu linh vuc khic
nhau. Cong ty két hop véi cdc td chiic ¢6 uy tin nhu CTS, Dynamic
Consultant,... dé t6 chirc cdc 16p dao tao ngin ngdy vé k¥ ning
chuyén mon, nang cao cic k¥ ning hién c6 cua dbi tuong duge dao
tao nay.

3.2.5. Xéac dinh kinh phi cho dao tao

Cong ty can c6 mot co ché, chinh séch dao tao nhu lwong, chi
phi hd trg khi tham gia dao tao, st dung nhan vién sau dao tao, dau
tu cho co s& vat cht, do6i ngili thuc hién cong tac dao tao... Két hop
giita cic phong ban lién quan dé 1én ké hoach tai chinh cho cong tac
dao tao.

V6i NLD can c6 céc chinh sach dai ngd, dam bao quyén loi dé
nhan vién cé dong luc tham gia dao tao, nang cao trinh d¢ chuyén
mon.

Ngoai viéc hd trg NLD trong van d& dao tao thi cong ty ciing
can c6 cdc rang budc dbi v6i NLD, can c¢6 cam két phuc vy, lam viéc
gin bé 1au dai tai cong ty.

3.2.6. Panh gia két qua dao tao

Cong ty phai thyc hién viéc danh gid bao gom:

- T chirc kiém tra cudi khéa dao tao: xem muc do tiép thu
ctia ngudi hoc ddi véi chuong trinh ndi dung dao tao.

- Pénh gid két qua khéa hoc ctia nguoi hoc: xem xét phan g
cua nguoi hoc vé khéa dao tao.

- Bdo cdo két qua dao tao: sau khéa dao tao, ngudi hoc tiép
thu dugc nhiing gi va dp dung vao trong cong viéc nhu thé nao.

- Pénh gid két qua dao tao: d4p dung hinh thirc nay thudng Ia
cho cap quan 1y, viét bdo cdo sau khi tham gia khéa dao tao.

T6i dé xuat cac giai phap cu thé d¢ dap ung voi yéu cau cua
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dao tao va st dung NLD sau dao tao nhu sau:
- T6 chuc ra sodt dinh ky danh gid, quy hoach nhan vién cho
tuong lai
- Hoan thién ddnh gid nhan vién dé tir d6 c6 chinh sich sir

dung, d¢ bat, luan chuyén hop ly

KET LUAN & KIEN NGHI

1. Két luan

Cong ty TNHH Dinh Dudng 3A (Viét Nam), tir quan diém cho
dén ké hoach va thyc hién déu xem con nguoi la nhan t6 then chdt cho
sy thanh cong trong sudt 20 nim qua va bay gio 1a su thanh cong cho
chién lugc Version 4.0 Push & Pull 2013 — 2018. Céng ty da c6 nhiéu
nd lyc trong viéc hoan thién cdng tic dao tao. Tuy nhién, ciing con
nhiéu han ché va t6i da dé ra cdc giai phdp v6i mong mudn c6 thé 1a
tai liéu tham khao hitu ich cho cdng ty TNHH Dinh Dudng 3A (Viét
Nam) dé thyc hién tot hon nira cong tac dao tao nguén nhan luc.

2. Kién nghi

Ngay nay, su tién bo khoa hoc thi cong tic dao tao ciing nén
tan dung diéu kién nay. Do d6, viéc thiét 1ap mot phan mém nhu E-
Learning 12 rat can thiét vira tao sy chu dong cho nguoi hoc vira cung
cap kip thoi nhitng ndi dung, kién thirc can nim bit nhanh, dp dung
nhanh. Véi sy hd tro ctia E-Learning thi hidu qua ctia cong tic dao

tao cling nhu cdng tdc danh gid, kiém tra s€ dugc nang cao.



