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MO PAU

1. Tinh cép thiét cia dé tai

Vén dé phat trién ngudn nhan luc 1 vin dé quan tim hang dau
cta nganh du lich n6i chung va nganh kinh doanh luu tra néi riéng.
Va Parm Garden Resort — khu nghi mét cao cdp dat tiéu chuin 5 sao
qudc té tai Hoi An — ciing dd quan tim dén van dé nay. Song hién
nay, nguon nhan lyc cia khich san tuy sd lugng dam bao nhung
khong 6n dinh va khong dam bao vé chat luong dé dap ung nhu cau
phat trién khach san trong twong lai. Xuat phat tir van d& cap thiét d6
ma t6i chon dé tai “Phat trién nguon nhan luc tqi Palm Garden
Resort” dé thyuc hién luan van tét nghiép thac si cia minh. Hy vong
rang, luan vin co thé gop phan hoan thién cong tac phat trién ngudn
nhan luc tai khach san.
2. Muc tiéu nghién ciru

- Nghién ctru va lam sang té nhitng 1y luin co ban vé ngudn
nhan lyc va phat trién ngudn nhan lyc.

- Phan tich thuc trang phét trién nguén nhan lyc tai Palm
Garden Resort trong thoi gian vira qua.

- P& xuat mot sé giai phap chii yéu va co ban nhat dé phét
trién nguon nhan luc Tai Palm Garden Resort.
3. Pi twong va pham vi nghién ctru

3.1. Péi tweng nghién ciru

L& nhimg van d& 1y luan va thyc tién lién quan dén cong tac
phat trién ngudn nhén lyc tai Palm Garden Resort Hoi An.

3.2. Pham vi nghién ciru

> Vé ndi dung: Pé tai chi dé cap mot sb ndi dung cha yéu, cd

tinh kha thi va hiéu qua trong cong tac phat trién ngudn nhan luc.



> Vé khong gian: Chi nghién ciru ndi dung trén pham vi Palm
Garden Resort
> Vé thoi gian: Cac giai phap dé xuét trong luan vian c¢6 ¥ nghia dén
nam 2020.
4. Phwong phap nghién ciru
» Phuong phap duy vat bién chung
> Phuong phap phan tich tong hop, so sanh, phén tich.
> Phuong phéap chuyén gia, phuong phap khéo sat va thong ké
5. Bo cuc dé tai
Churong 1: Co s6 1y luan vé phat trién ngudn nhén luc
Chwong 2: Thuc trang phat trién ngudn nhan luc tai Palm
Garden Resort
Chwong 3: Giai phap phét trién nguén nhan luc tai Palm
Garden Resort

6. Tong quan tai liéu



CHUONG 1
CO SO LY LUAN VE PHAT TRIEN NGUON NHAN LUC

1.1. MOT SO KHAI NIEM CO BAN

1.1.1 Khai ni¢m ngudn nhan lyc

Nguén nhén lyc cua mdt doanh nghiép bao gém thé luc, tri luc,
nhéan cach cia mdi ngudi nham dap tng yéu cau hoat dong ciia doanh
nghiép va thuc hién cac muyc ti€u cua doanh nghiép do.

1.1.2 Khai niém phat trién nguon nhén lyc

Phat trién nguon nhan luc la phai phét trién dong bo ca vé sb
lwong va chét luong cua luc leong lao dong, nang cao gia tri ngudn
nhan lyc con nguoi chii yéu trén cac phuong dién vé thé luc, tri tug,
ning luc, dao duc, ki nang... Trong d6 yéu té chinh yéu nhét Ia
phét trién vé chat lugng ngudn nhan luc.
1.2 MUC TIEU, Y NGHIA CUA PHAT TRIEN NGUON NHAN
LUC

1.2.1 Muc tiéu phat trién ngudn nhan Iyc

La sir dung t6i da nguén nhan lyc hién cd va nang cao tinh hiéu
qua ctia to chirc thong qua viée gitp ngudi lao dong hiéu rd hon vé cong
viée, ndm viing hon vé nghé nghi€p va thuc hién chirc ndng, nhiém vu
ctia minh mét cach tu giac hon voi thai do t6t hon ciing nhu néng cao
kha nang thich tng cua ho véi cong vi€c trong tuong lai.

1.2.2 Y nghia phat trién ngudn nhan Iyc

La con dudng giup cho doanh nghiép ning cao ning sudt, chit
lugng va hiéu qua cong viéc; nang cao vé phuong dién thé luc, trf luc va
pham chat dao dirc nguoi lao dong; nang cao kién thirc, trinh do chuyén
mon nghiép vu, phat trién k¥ ning, nang cao nhan thic dap img yéu cau
cong viéc hién tai va tuong lai cua td chuc; gitp lanh dao cac doanh

nghi€p co cach nhin méi, day du hon vé xay dung doi ngii can bd co



nang luc quén ly, c6 kién thirc chuyén mon nghiép vu, c6 dao duc nghé
nghi€p... thuc hién hoan thanh tdt muc tiéu kinh doanh cua cong ty; 1a
giai phap c6 tinh chién luge tao ra loi thé canh tranh trong hoat dong
kinh doanh ctia doanh nghiép trén thuong truong.

1.3 NOI DUNG CUA PHAT TRIEN NGUON NHAN LUC
TRONG DOANH NGHIEP

1.3.1 Xay dung co ciu ngudn nhin lyc dip ng muc tiéu
ciia to chirc

Co cdu ngudn nhan luc 1a yéu t6 khong thé thiéu khi xem xét
déanh gia vé ngudn nhan lyc. Pbi vai doanh nghiép, n6 thé hién & sb
lwong, co ciu nganh nghé, trinh d6, d6 tudi va sy phan b cua
ngudn nhan luc tai céc bd phan trong doanh nghiép ay nhiam thuc
hién cac muc tiéu va nhiém vu cua to chuc trong giai doan hién tai va
tuong lai.

Xac dinh co cau ngudn nhéan lyc duge xac dinh theo yéu cau
ctia chién luge phat trién kinh té, xa hoi ma cac to chirc hay trong
doanh nghiép dd xay dung. No6i cach khac phai xuét phat tr muc
tiéu cua to chirc, tir yéu cau cong viéc phai hoan thanh, tir yéu cau
nang cao hiéu qua sar dung cic ngudn lyc, tir quy trinh cong nghé
ma chuan bi co cdu ngudn nhan luc cho phu hop. Piéu nay ciing c6
nghia 14, khi chién luoc, muc tiéu, diéu kién kinh doanh cta céc to
chire hay doanh nghiép thay d6i, thi co cdu ctia ngudn nhan luc phai
thay déi trong tmg.

1.3.2 Nang cao trinh dy chuyén mén nghiép vu va ky ning
nghé nghi¢p ciia nguoi lao dong

Nang cao kién thirc chuyén mén nghiép vu cho ngudn nhan
luc 13 cac hoat dong bdi dudng, dao tao, huin luyén cho ngudi lao

dong d¢ néang cao cac kién thuc chuyén sau vé nghiép vu chuyén



mon tuong g v4i yéu cu cia timg cong viée cu thé ma timg vi tri
nguoi lao dong dam trach.

K§ ning nghé nghiép cta nguoi lao dong chinh 1a sy thanh
thao, tinh thong vé cac thao tac, dong tac, nghiép vu trong qua trinh
thuc hién cong viéc nao do.

Nang cao trinh do chuyén mén va ning cao k¥ ning nghé
nghiép cta nguoi lao dong co hidu qua trong cong tac phat trién
nguén nhén luc thi nhit thiét doanh nghiép can phai dya vao chién
lugc, muc tiéu kinh doanh cua doanh nghi€p. Trén co s¢ do, doanh
nghiép can phéai hoach dinh, danh gia thyc trang trinh d6 chuyén
mon ciing nhu k¥ ning cua tit ca lao dong dé tir d6 xay dung ké
hoach ddo tao, huin luyén mot cach phu hop dap tmg nhu ciu thuc
té trong twong lai nham tranh tinh trang lang phi va khong hiéu qua.

1.3.3 Nang cao nhan thirc ctia ngwoi lao dong

Nang cao nhan thuc ctia nguoi lao dong trong doanh nghiép
thuc chét 1a phat trién ¥ thtc ky luat, dao dirc, tinh than trach nhiém
clia ca nhan, tac phong cong nghiép, tinh than hop téc trong cong
viéc, nang dong, sang tao va thich irng cao trong cong viéc.

1.3.4 Nang cao dong luc thiic ddy nguoi lao dong

Nang cao dong luc thiic diy cho ngudn nhan luc 1a tim cach
tao diéu kién thudn loi dé nguoi lao dong hoan thanh nhiém vu, tang
cwong khuyén kich bang vit chdt va phi vdt chat dé nguoi lao déng
6 thé phat huy hét kha nang ciia minh phuc vu cho cong viéc.

14. CAC NHAN TO ANH HUONG DEN PHAT TRIEN
NGUON NHAN LUC
1.4.1. CAc nhan t6 thugc vé mdi trwong bén ngoai
> Khung canh kinh té
» Moi truong khoa hoc - cong nghé, thong tin



> Nhan khau hoc

» Chinh tri - phap luat

» Vin hoa xa hoi

> Déi thi canh tranh

1.4.2. Cac nhin t6 thudc vé méi trwong bén trong doanh

nghiép

» St ménh, myc tiéu cua cong ty

» Chién lugc san xuét kinh doanh

> Cac ndi quy, quy dinh, quy ché quan 1y ndi bd

> Bau khong khi tim 1y cia cong ty

» Chinh sach thu hut ngudn nhan luc



CHUONG 2
THU'C TRANG PHAT TRIEN NGUON NHAN LUC
TAI PALM GARDEN RESORT

2.1 TONG QUAN VE PALM GARDEN RESORT

2.1.1 Qua trinh hinh thanh va phat trién

Khu nghi mat Palm Garden Resort 12 mdt du an do cong ty
TNHH Phuéc Thinh lam chi dau tu. Cong trinh Palm Garden Resort
dugc khoi cong xay dung vao cudi thang 08 nim 2003 va dua vao
hoat dong quy 1 nam 2005. Nam 2006 duoc Palm Garden Resort ghi
nhén lai 1a thoi ky thuan lgi ciia mdt khu du lich méi mé trén bo bién
kha dep ¢ Cira Pai-Hoi An. Vura khai truong 1 nam, thang 4/2006,
khu resort nay dugc Bao Thuong mai binh chon la 1 trong 10 resort
t6t nhat Viét nam. Ngay 3/ 8/2006, Tong cuc Du lich Viét nam c6
quyét dinh cong nhan Palm Garden dat chuan 5 sao, tré thanh khu du
lich bién 5 sao dau tién & Quang Nam.

2.1.2 Chirc nang, nhiém vu ctia khach san

2.1.3 Quy mo va cac dich vu

a. Phong nghi

Hién nay Palm Garden Resort c6 tong cong 212 phong nghi

dugc trang tri dep mét v6i nhiéu loai phong tir tidu chuan cho dén
phong cao cip.

b. Nha hang

C6 3 nha hang (Terrace Café, Court Yard, Colibri)

C. Hji nghi

Khu nghi dudng dem dén cho du khach sy két hop tuyét voi
giita nghi dudng va cong viéc thong qua viéc cung cip cac trang thiét

bi lién quan dén hoi thao véi téng dién tich cac phong hop hon 500



m2, khu vuc tiée cho nhoém khach tir 20 dén 400 nguoi.

d. Cdc dich vu khac

2.1.4 Co céu to chirc ciia Palm Garden resort:

2.1.5 Tinh hinh kinh doanh ciia Palm Garden resort trong
thoi gian qua

a. Tinh hinh nguon khdch ciia Palm Garden resort trong
thoi gian qua

Tong luot khach ngay cang ting dong thoi nhu cau du khach
ngay cang cao, dé canh tranh v&i nhiéu khach san khac thi khach san
can chl y cong tac phat trién ngudn nhan luc dic biét 1a nang cao
chét luong nguén nhan luc dé tao su hai long cho du khach.

Dic biét luot qudc té dén khach san nim 2013 véi rat nhidu
qudc tich khac nhau.Véi dic diém nay thi viéc chuan bi doi ngii nhan
vién phai tmg xtr t6t voi du khach phu hop véi van hoa, hiéu tam 1y
ctia ho va giao tiép bang ngdn ngit ma ho sur dung 1a rat quan trong,
dic biét voi du khach cua cac nude Trung Qudc, Nhat, Phap...ho chi
thich st dung ngon ngir ban dia cta ho.

b. Két qua hoat dpng kinh doanh ciia Palm Garden resort
trong thoi gian qua

Tuy rang chi phi ting nhung ting it so v&i doanh thu nén loi
nhuan ciing tdng qua cidc nam. Nhu vay, hi€u qua kinh doanh cua
khach san duoc xac dinh dua vao lgi nhuan dat duoc trén co s& 1§y
doanh thu bu dép chi phi. Trong nén kinh té thi trudng, véi su canh
tranh gy git thi ngoai nd luc ting doanh thu doi hoi khach san cin
c6 bién phap dé kiém soét chi phi mot cach c6 hiéu qua hon ma trong
d6 hiéu qua mot phan rat 16n phu thudc vao doi ngil lao dong. Chinh
vi vay viéc nang cao nhan thirc cta ngudi lao dong vé van dé nay

cling rat quan trong.



2.2 THUC TRANG CONG TAC PHAT TRIEN NGUON NHAN
LUC TAI PALM GARDEN RESORT
2.2.1 Thuc trang co cAu ngudn nhan lyc ciia Palm Garden
resort
a. Co ciu lao dpng theo by phin
Biang 2.4 Co céu lao dong theo by phin

DVT: Nguoi

Chi tiew 2011 2012 2013

SL % SL % SL %
Téng sb 392 100 401 100 405 100
1. Ban giam dbc 4 1,02 4 1 4 0,99
2. Nhén su 5 1,27 5 1,25 5 1,23
3.Kétoan+ thumua | 23 5,86 23 5,74 23 5,68
4. Thé thao giai tri 20 5,10 20 4,99 20 4,94
5. Budng phong 52 13,26 52 12,97 52 12,84
6. Git la 12 3,06 12 2,99 12 2,96
7. Vuon 19 4,84 19 4,74 19 4,69
8. Ky thuat 32 8,16 32 7,98 32 7,9
9. Kinh doanh 20 5,10 20 4,99 20 4,94
10. Tién sanh 23 5,86 23 5,74 23 5,68
11.La&i xe 6 1,53 6 1,5 6 1,48
12.Nha hang 56 14,28 56 | 1397 56 13,83
13. Bép 55 14,03 57 | 14,21 58 14,32
14. Bao vé 25 6,37 25 6,23 25 6,17
15. Spa 18 4,59 19 4,74 20 4,94
16. Ban nhac 4 1,02 4 1 4 0,99
17. Thoi vu 18 4,59 24 5,99 26 6,42

Ngudn : Phong Nhan sy




S6 lugng nhan vién khach san qua cidc nam tang nhe da sb tap
trung & nhitng bd phan phuc vu truc tiép, trong d6 chu yéu tang nhan
vién thoi vu dé dép tmg trong mua cao diém. Vi vdy trong cong tac
phat trién ngudn nhan luc can phan bd ngudn nhan luc & cac bd phan
sao cho hop 1y va hiéu qua ca mua thip diém lan mua cao diém.

b. Co ciu lao dong theo dp tudi

Luong lao dong tir 30-45 tudi qua cac nam ludn chiém ty trong
cao trong tong s6 can bd nhan vién.. Tuy nhién qua 3 nam , do tudi
nay c6 xu huéng giam dan nhung ma do tudi trén 45 khong ting,
diéu d6 do nguyén nhan la khach san & Ho6i An va ving lan cin rét
nhiéu nhung ngudn nhén lyc ¢é kinh nghiém han ché chinh vi vay
cac khach san khac c6 cac chinh sach thu hut nhan vién c6 kinh
nghiém.

¢. Co ciu lao dong theo chuyén nganh dao tao

) luong nhan vién dugc dao tao chuyén nganh du lich co
chiéu huéng ting nhung chiém ty trong chua cao. S¢ di nhu vay 1a
mdt phan 14 do khach san dao tao (phan 16n khi tuyén dung dau vao
bd phéan nhan sy tap trung vao kha nang ngoai nglt cia nhan vién, sau
do lién két voi mot s co s dao tao & Quang Nam dé dao tao nghiép
vu cip chung chi nghiép vu du lich cho nhan vién), con lai 1a do
nhitng nam gan day khach san tap trung tuyén dung nhan vién c6
nghiép vu du lich (nhung van ¢ nhiéu trudng hop b tri khong dung
chuyén mén nhu t6t nghiép nganh 12 tan thi bd tri b phan budng va
bd phan nha hang). Tuy nhién s6 nhan vién dwoc cho di dao tao ciing
c6 mot sb sau khi dao tao lai nghi viéc chuyén sang khach san khéc.

2.2.2 Thyc trang cdng tac nang cao trinh d§ chuyén mon
nghiép vu va ning cao ky ning ciia ngwoi lao dong trong thoi
gian qua



a. Thuec trang nang cao trinh dé chuyén mon nghiép vu
»Cin cir dé xac dinh nhu cau dao tao va bdi dudng: Khach san.
chua co xuat phat tir két qua phan tich cong viéc ciia nhan vién dé
x4c dinh nhu cau dao tao. Do do, sb lugng nhan vién dugc dao tao
chua ding voi yéu cau cong viée (tte 1a khi ndo bd phan nhan su 1én
ké hoach dao tao thi s& hoi y kién cua cac truong b phan va truong
bd phan thong qua y kién cua cip quan 1y thap hon nhu to trudong dé
dé xuat nguoi di, bdi dudng song viéc dé xuat chi mang tinh cam tinh
khong theo tiéu chi nao tic 1a khong dwa bang tidu chuan cong viéc
dé danh gia xem nhan vién con yéu cac k¥ niang, chuyén mon nao dé
dao tao cho hop 1y), ddng thoi viée xac dinh nhu cdu dao tao ciing

khong két hop véi viéc tham khao nhu cau ctia ngudi lao dong.

Noi dung dao tao, huan luyén: chil yéu tap trung vao nang cao
kién thirc chuyén mén nghiép vu, it huin luyén k¥ ning dic biét ky
ning giao tiép, ky nang lam viéc nhom, k¥ ning sir dung ngoai ngi...
mic dau cac k¥ ning ndy cta nhan vién khach san da phan con chua
t6t(bang 2.11 va bang 2.12).

»Muc tiéu dao tao va boi dudng nhan lyc: Muyc tiéu chua cu thé
cho tiing giai doan dao tao.

>Déi tuong thuong dugc dao tao: chu yéu 1a dao tao huin luyén
nhan vién mdi & cac bo phan phuc vu truc tiép mo6i, con nhan vién cli
va nhan vién quan 1y thi dugc dao tao khi cap nhat kién thirc méi,
riéng nhan vién thoi vu thi huén luyén nhu nhan vién méi nhung thoi
gian ngén hon.

»Cong tac xay dung chuong trinh dao tao, lwa chon phuong
phép dao tao, du tinh kinh phi dao tao:

Pa phan 1a dao tao trong cong viéc theo phuong phap kém

cap chi dan nén theo cac trudng bd phan thi viéc lap ra chuong trinh



dao tao 10 rang la rat it, cac truong bd phén tu kiém soat théy nhan
vién minh con yéu nghiép vu, k¥ nang nao thi ho tu kém cap, chi dan.
Dbdi v6i dao tao bén ngoai khach san dé cép churng chi thi khach san
it quan tdm dén nodi dung mon hoc trong chuwong trinh ma chi quan
tam dén tén nghiép vu duoc dao tao co ding yéu cau hay khéng va
chi quan tdm dén thoi gian dao tao 1a phai ngén han

Phuong dao tao thudng sir dung: dao tao trong cong viée la chu
yéu, duoc thuc hién bang phuong phap hudéng dan tai chd trong cong
viéc do nhan vién c6 kinh nghiém cia bd phan d6 dam nhan, con dao
tao ngoai cong viéc rat han ché, déi luc c6 gui dén cac co so dao tao
duoc lién két dé dao tao cép chung chi, c6 mot s6 tham gia cac 16p
quan ly, c6 mot s6 tu xin di hoc dé tu hoan thién ban than trong cong
viéc.

Cong tac du tinh kinh phi dao tao: chinh vi tir trudc dén gio
khach san ludn coi viéc phat trién ngudn nhan luc 1a dang chi phi chi
khong phai la du tu, nén chi phi cho dao tao rat han ché

> Cong tac danh gia két qua dao tao con so sai

2.2.3 Thyc trang hoat dgng niang cao nhan thirc ciia ngwoi
lao dong

Nhiing ndm qua, Parm Garden Resort cling da cha y viéc nang
cao nhén thirc cho ngudi lao dong, bang cac bién phap: xay dung hé
thong ndi quy ky luat lao dong rd rang, cu thé va hop ly, tham gia cac
hoi thi tay nghé trong nganh du lich. Tuy vdy, viéc ndng cao nhén
thirc cho ngudi lao dong, ké ca chuyén mon nghiép vu, 1an chinh tri
tu twong khach san chua dugc dau tu ding mirc.

2.2.4 Thyec trang ddng co thic diy nguoi lao dong

a. Yéu té vit chit

> Tong quy luong tang tir 1.526.762.523d 1én 1.735.934.2634.



> Viéc phan phdi tién luong duoc cin cir nhu sau:
Thu nhap thuc linh = Tién lwong thuc té - Cac khoan giam trur
(BHXH, BHYT, KPCD)

béi voi tung loai lao dong thi khach san ¢c6 mot hinh thure tra

lvong khac nhau. Hinh thac tra luong hién nay cia khach san chua
thuc sy lam cho nguoi lao dong hai long. Hinh thtrc tra luong nay co
nhuogc diém 1a khong c6 su phan biét vé hiéu qua 1am viéc cudi ciing
trong thang gitta cdc nhan vién nén khong kich thich dugc nguoi lao
dong tich cyc lam viéc vi du co nd lyc thi cubi thang tién luvong cua
ho ciing khong thay doi. Mac du cubi mi nim s& co6 mot dot xét
duyét hiéu qua 1am viéc cia timg nhéan vién( danh gia thanh tich) dé
lam cén ctr xét muic thudng cudi ndm

> Phic lgi: Khach san tham gia dong bao hiém xa hoi cho toan
bd can bd, nhan vién chinh thuc; tir thang 05/2013 mirc lwong tham
gia bao hiém cuia nhan vién dat tbi thiéu 50% muirc lwong thyc nhan.;
hd tro ché do cho nhan vién: dm dau, thai san, dam cudi,.... va ludn
chu ¥ ting sd tién nay theo vat gia.; hd trg tién doc hai cho nhan vién
16 hoi, moi truong ddc hai....

> Tién thwéng: Khach san ciing dd thuong thang 13 cho nhan
vién dip cudi nim dya vao hiéu qua cong viéc. Tuy vay nhitng khoan
thuong thong thuong nhu vao cc ngay 1€ 16n trong nim, thudng theo
dinh ky nhu thang, quy dua trén thanh tich chua dugc quan tdm méc
dau hﬁng thang van thyc hién ché do trir luong néu nhan vién nao vi
pham ndi quy, ky luat cua khach san. Khach san chua c6 thuong cho
nhitng nhirng tap thé c6 thanh tich lao dong xuét sic.

b. Yéu té tinh thin:
> Mit tich cyc: T6 chtrc tham hoi nhin vién gip hoan canh kho

khin; hd trg xing xe cho cac bd phan khi di tham quan; iy manh



nhitng hoat déng phong trao nhu: T chirc ngay tiép stc dén truong
cho con em nhén vién,c6 tham nién tr 5 ndm tr¢ 1én va con dang di
hocC; quan tam chia sé nhitng khé khan, thdm héi dong vién nhéan
vién; Phat qua trung thu con em nhan vién tir 15 tudi tré xudng; TH
chirc qua Qudc té thiéu nhi 1/6...

» Mit han ché: Viéc danh gia thanh tich nhan vién chua cong
bang dic biét 1a cac bo phan truc tiép c6 xay dung bang tiéu chi danh
gid nhung van con so sai, chua hop 1y; viéc khen thudng tuyén
duong chua duge quan tdm cao; b tri cong viéc doi luc chwa dung
chuyén mén; viéc dé bat nhan vién quan 1y chua cé tiéu chi ro
rang hau hét dua vao mdi quan hé ca nhan.

2.3 HAN CHE TRONG CONG TAC PHAT TRIEN NGUON
NHAN LUC CUA PALM GARDEN RESORT TRONG THOI
GIAN QUA

> Hoat dong phat trién ngudn nhan lyc cia Palm Garden trong
thoi gian qua chi mang tinh chat dao tao chir chua dung murc 1a phat
trién

> Cong tac phat trién ngudn nhéan lyc cua khich san chua cha
trong dén viéc hoach dinh nguén nhan luc.

> Trong cong tac dao tao chuyén mon nghiép vu va k¥ ning van
con nhiéu han ché nhu: Viée xac dinh nhu ciu dao tao va muc tiéu
dao tao cua khach san chua dugc hoan thién va chu trong; chi phi
danh cho dao tao va boi dudng cua khach san la rat thép, chi chi
chiém ty 1& nho trong chi phi kinh doanh; can bo phu trach dio tao
tuy c6 nghi¢p vu chuyén mon cao nhung chua c6 kha nang xay dung
chién luoc dao tao va trién khai chién lvgc dao tao; hinh thirc va
phuong phap dio tao ciia khach san chua da dang; nhiéu nhan vién

dugc tham gia dao tao nhung co rat it can bd quan 1y dwoc cir di dao



tao hang nam nén trinh d9, quan diém, nhén thic coa can bd quén ly
con han ché nén it ap dung dugc cac chuong trinh dao tao méi mé, da
dang vao dao tao; dinh huéng dao tao chua tét, khdng dat ra muc
tiéu cu thé sau khoa hoc; Cong tac danh gia két qua sau khi dao tao
con so sai.

> Sy quan tim dén tao méi truong lam viée tét, tao co hoi thing
tién cho nhén vién ciia khach san chua duoc quan tdm ding muc.

» Chinh sach luong thuong tuy dugc nang cao nhung chua
hop 1y, thiéu cong bang.



CHUONG 3
GIAI PHAP PHAT TRIEN NGUON NHAN LUC
TAI PALM GARDEN RESORT
3.1 CO SO PE XAY DUNG GIAI PHAP PHAT TRIEN NGUON
NHAN LUC TAI PALM GARDEN RESORT
3.1.1 Sw cin thiét phai ddy manh cong tic phat trién ngudn
nhan lyc ciia khach san
» Su phat trién ctia khoa hoc cong nghé:
> Dbi tuong khach cua khach san:
» Su canh tranh trong linh vyc kinh doanh khach san:
3.1.2 Muc tiéu va phwong hwéng phat trién kinh doanh ciia
Palm Garden Resort Hoi An giai doan tir nay dén 2020
a. Tam nhin va sir ménh
» Tam nhin: La noi lya chon tin cay cua du khach
» St ménh: Tao ra gia tri cao nhét cho khach hang, nhan vién va
cb dong
b. Muc tiéu
> Muc tiéu kinh doanh cua khach san phan diu tir nay dén nim
2020 ctr hang nam tang 10% doanh thu.
> V& thi truong khach: Khach san quyét tim giit vimg va phat
trién luwong khach qudc té. Bén canh d6 khach san ciing xuc tién
quang cdo, tiép thi, ting cudng md rong quan hé hop tac voi cac don
vi 1it hanh thu hit thém ngudn khach néi dia.
> V& ngudn nhén lyc: Nhanh chong phat trién manh ngudn nhan luc
vé chét luong dé duy tri viéc kinh doanh ctia khach san, nang cao vi thé
cua khach san trong nganh du lich thong qua chudn muc phuc vu va doi

ngtl nhan vién.



C. Phwong hwéng phdt trién kinh doanh.

> Nang cao co s vat chét ciia k¥ thuat, phan ddu nang cao cong
suat s dung budng giwdong hang nam 1én 75% dén 80%, ning cao
nang suit va cht luong dich vu két hop véi chét luong san pham dé
cung tng trong qué trinh phyc vu.

> Nang cao ti trong khach dén khach san thong qua viéc ting
cuong hoat dong quang céo, tiép xtic, giéi thiéu san pham ra thi
truong nudc ngoai nhu da dang hoa hinh thirc ban phong qua mang,
da dang hoa cac dich vu nhu dich vy thé thao giai tri ngoai bién( nim
2015 dau tu dich vu du bay), dich vu cho thué 18u trai va buffet ngoai
troi(ndm 2015), mé rong thém bd phéan I&t hanh( ndm 2014) va da
dang hoa cac tour du lich trong ngdy, ngin ngay cho khach luu tra.

> Khong ngimg mo rong cac modi quan hé lién doanh, lién két véi
cac ddi tac 1am an dic biét 1a mé rong quan hé véi cac to chie du
lich, cac cong ty it hanh trong nudc va qudc té dé co thé tim thém
nguén khach dya trén co so hai bén cung ¢o 1oi.

> Ting cuong hoat dong khuyén mii, giam gia dé thu hut khach
vao mua thap diém.

> Ddi v6i ngudn nhan luc: Pam bao dit ngudn nhén lyc 1am viée
cho cic bd phan, ting cudng nang cao chit lugng ngudn nhan lyc va
dam bao 100% nhan vién lam viéc hiéu qua va chét lugng cao.

> Quan ly chit ché moi khoan chi tiéu mua sim, dau tu c6 ké
hoach nhdm muc dich tiét kiém hiéu qua.
3.2 QUAN PIEM PHAT TRIEN NGUON NHAN LUC

> Phét trién ngudn nhan lyc phai gin lién voi muc tiéu va
phuong hudng kinh doanh cta khach san..

> Phat trién ngudn nhén Iyc 1a phat trién sd lugng va chét lugng

dap ung moi thoi diém, trong d6 chi trong phat trién chit luong



ngudn nhan lyc dé thich ing voi sy phat trién cta khoa hoc cong
nghé, dap ing nhu cau ngdy cang cao cua du khéch
> Phat trién ngudn nhan lyc phai chi ¥ phai chu y tinh hop 1y,
cong bang, doi sdng vat chét va tinh thin ngay cang duoc nang cao.
> Coi hoat dong phat trién ngudn nhan Iyc 1a dau tu chtr khong
phai 1a chi phi.
> Phat trién ngudn nhén lyc phai c6 tinh ké thira.
3.3 GIAI PHAP PHAT TRIEN NGUON NHAN LUC TAI GARDEN
RESORT HOI AN TRONG THOI GIAN DEN (2014- 2020)
3.3.1 Xay dung co' cAu ngudn nhan lyc dip Gng muc tiéu
ciia t6 chirc
Dé xdy dung co ciu hop 1y dap tng v6i muc tiéu cia khach san
thi can phai hoach dinh lai nguon nhan luc: phai dua trén cac can ctr
khoa hoc va mang tinh thuc té d6i véi tirng bd phén, tung don vi dé
xac dinh nhu cau lao dong dé phat trién vé mit s6 luong ciing nhu
chat luong mdt cach hop 1y.
Bang 3.3: Nhu ciu lao dong theo bd phén
DVT: nguoi

Chi tiéu 2014 2015 | 2016 | 2017 | 2018 | 2019 |2020
Tong sb 413 421  |430 [438 447 456  |465
1. Ban giam déc |4 4 4 4 4 4 4

2. Nhan su 5 5 5 5 5 5 5

3. Ké toan+ Thu mua |23 23 23 23 23 23 23
4. Thé thao giai tri |20 20 20 20 20 20 20
5. Budng phong |52 52 52 52 52 52 52

6. Gigt la 12 12 12 12 12 12 12

7. Vuon 19 19 19 19 19 19 19
8. Ky thuat 32 32 32 32 32 32 32




9. Kinh doanh 20 20 20 20 20 20 20
10. Tién sanh 23 23 23 23 23 23 23
11.Lai xe 6 6 6 6 6 6 6

12.Nha hang 56 56 56 56 56 56 56
13. Bép 58 58 58 58 58 58 58
14. Bao vé¢ 25 25 25 25 25 25 25
15. Spa 20 20 20 20 20 20 20
16. Ban nhac 4 4 4 4 4 4 4

17. Thoi vu 30 38 47 55 64 73 82
18. L& hanh 4 4 4 4 4 4 4

Muc tiéu ciia khach san 1a phat trién ngudn nhan lyc chi yéu la
chat lugng. Chinh vi vdy ciing can xdy dung lai co ciu theo trinh d6
theo hudéng giam dan lao dong co trinh d6 so cip bang viéc lién két
dao tao cho nhan vién tir so cp Ién trung cap dong thoi khi tuyén
dung nhan vién thoi vu cin chi ¥ tuyén dung c6 trinh d6 chuyén mén
tir trung cAp tr 18n, co tay nghé viing.

3.3.2 Nang cao trinh d9 chuyén mén nghiép vu va ky nang
nghé nghiép ciia ngudi lao dong

Theo ¥ kién cua cac quan 1y, truong bd phan, truéng phong thi
dé theo dudi muc tiéu, phwong huéng kinh doanh d dua ra thi cn
tap trung vao chét lwong doi ngil nhan vién dic biét cha yéu can tip
trung vao chat luong cac bo phan lao dong truc tiép.

B6 phan nhan su can phai 1én ké hoach cu thé cho cong tac dao
tao, huén luyén, ké hoach nay can duoc xay dung dua trén muc tiéu
phat trién ngudn nhan lyc cua khach san. Cu thé nhu sau:

> Xac dinh nhu ciu dao tao
Trong thoi gian téi, Khach san can phai nghién ctru hoan thién

cong tac danh gia nhu cau dao tao. Viéc danh gia nhu cau dao tao



phai trai qua phan tich 3 ndi dung la phén tich doanh nghiép, phan
tich cong viéc va phan tich nhan vién.

Pé lam t6t cong tac xac dinh nhu ciu dio tao, b phan nhéan sy
can phai xuét phat tir chién luoc phat trién cta don vi va danh gia ngudn
nhén Iyc hién c6 va két hop xem xét nhu cau cua nguoi lao dong.

Theo ké hoach tuyén dung cho thoi gian dén, theo khao sat so
bd tir ¥ kién cta cac cap quan 1y va dua theo danh gia cta du khach
vé nhan vién phuc vu thi tic gia dé xuat mot sd ndi dung dao tao
huan luyén nhu sau:

* V& kién thirc chuyén mén: tiép tuc dao tao nhin vién méi
theo tiéu chuén khéch san, tap trung dao tao nang cao nghi€p vu
chuyén mén cho cac bo phan truc tiép.

e V& k¥ niang nghé nghiép: can tap trung dau tu phat trién
mdt sd k¥ nang nhu: k¥ ning giao tiép, k¥ ning st dung ngoai ngit
dua vao khach hang muc ti€u ma khach san dang hudng va tuy thude
vao cong viéc dén cho bod phéan lao dong truc tiép, huén luyén ky
ning 1am viéc theo nhom, k¥ ning sir dung phan mém nhu phan mém
quan 1y nhan sy cho bd phan nhan su.... Huin luyén ky ning dao tao
cho céc truong bd phan dé truyén dat kién thuc, nghiép vu chuyén
mon cho nhan vién bo phan. Ngoai ra, Khach san can chu trong, quan
tam hon nita viéc dao tao, huan luyén cac nha quan ly giup ho nim
bét duge céc kién thirc hién dai, phat trién nang lyc quan tri..

> Xac dinh muc tiéu dao tao: Dya vao nhu cau dao tao dé xac
dinh muc tiéu dao tao tirc 1a cn xac dinh cac tiéu chi o rang can dat
duoc sau khi dao tao.

> Xac dinh doi twgng dao tao: Khi xac dinh nhu ciu dao tao thi
cling di xac dinh d6i twong dao tao tuy nhién khach san can dya vao

muc ti€u dao tao hang nam, thoi diém c6 thé dao tao va co thé dung



hoa thém ¥ kién cua cta nguoi lao dong dé uu tién chon ddi tuong
dao tao cho tung giai doan

» Hoan thién cong tac xdy dwung chwong trinh dao tao, lwa
chon phuwong phap dao tao, du tinh kinh phi dao tao:

+ (Cong tac xdy dung chwong trinh dao tao: P& khic phuc
nhitng nhugc diém nhu phan tich & phén thuc trang, khach san nén
xay dung chuong trinh dao tao cu thé, ¢ 10 trinh, ¢6 mén hoc nao.

¢ Lua chon hinh thirc va phuong phép dao tao thich hop véi
tirng bo phan ting ndi dung dao tao

¢ Hoan thién cong tac dy tinh kinh phi dao tao: Khach san
can xem dao tao 1a dau tu chtr khong phai 1a chi phi

Panh gia két quéa dao tao: Cong tic nay khach san chua thuc
su tich cuc. Viéc danh gia can dua theo céc tiéu chi ma muc tiéu da
dua ra chir khong danh gia cdm quan chung chung. B phan nhén su
nén két hop voi cac cip quan 1y nhu truong bo phan, giam sat xay
dung céc tiéu chi danh gia cu thé. Mt khac, viéc danh gia khong chi
& goc do ngudi dao tao danh gid hoc vién ma nén danh gia két qua
chuong trinh dao tao thong qua ¥ kién nhan xét caa hoc vién

Ngoai ra, dé nang cao trinh d6 chuyén mon, k¥ ning ciia nguoi
lao dong, khach san can khuyén khich tu hoc tap bodi dudng.

3.3.3 Nang cao nhin thirc ciia nguoi lao dong

> Tiép tuc cang cd hé thdng ndi qui ky luat lao dong rd rang,
hop 1y va cu thé ; ddng thoi quy dinh rd hé sb trach nhiém, quy ché
thuong phat trong cong viéc dé ndng cao nhan thirc vai tro trach
nhiém cta nguoi lao dong.

» Nang cao vai tro cua van hoa cong sé trong viéc phat huy nhan

thirc ciia nguoi lao dong



» Tt ca nhan vién dang thur viéc déu duoc dao tao dinh
huéng vé nganh nghé, méi truong lam viée, dic thu cong viée, ndi
qui, qui dinh...

> Pay manh phong trao tu hoc, ning cao kién thirc x4 hoi, nang
cao trinh do chuyén mén, nghiép vy, k¥ ning nghé nghiép

> Can day manh cong tac tuyén truyén, gido duc phap luat
dé nang cao nhan thic vé quyén, nghia vu cua ngudi lao dong
va ca ctia nguoi sir dung lao dong,

3.3.4 Néng cao dong luc thiic ddy nguoi lao dong

a. Yéu to vit chat

Khach san nén duy tri cach tinh lwong hién tai, song sé& la rat
chua du néu ching ta khong gin tién lwong vai két qua hoan thanh
cong viéc ciia nhan vién; nén thyc hién ché do tra luong két hop véi
tinh thuong cho ngudi lao dong theo ting thang; phat trién cac
hinh thtrc thuong va dii ngd khac ddi véi nguoi lao dong; can tham
khao va so sanh véi muc luong trén thi truong lao dong khach san
dic biét cac khach san cung hang & Quang Nam va Pa Ning ddi voi
timg nhom chirc danh; duy tri cac chinh sach phtic loi nhim chiéu
hién dai si, mat khac da dang hoa cac khoan phuc loi ty nguyén.

b. Yéu t6 tinh thin

Trong cong tac danh gia thanh tich, cdn dénh gid cong bang,
phai xdy dung tiéu chi danh gia rd rang; tao co hoi thing tién va phat
trién ban than nhu cho nhan vién tham gia vao cong tac quan ly, tao
co hoi hoc tap va thing tién cho can bd, nhan vién cé nang luc va
dinh hudng phat trién nghé nghiép 1a mot trong nhiing yéu tb tao
dong lyc thuc day lam viéc va gitt chan nguoi lao dong; ludn tao co
hoi hoc tap dé nang cao nghiép vu chuyén mén, kj ning ngudi lao

dong ddng thoi dé tao co hoi thing tién cho ngudi lao dong; tich cuc



xdy dyng moi truong lam viéc tot nhu khich 18 tinh than lam viéc
nhan vién bang 151 khen, thuong vat chat..., to chirc hoat dong vui
choi, gidi tri cho nhan vién , bd tri nhan luc hop ly, tao dong luc,
hirng thu lam viéc cho nhén vién theo nhiéu hudng khac nhau, tao ra

bau khong khi dan chi, twong trg gitip d& 1an nhau...



KET LUAN VA KIEN NGHI

Mic du khach san nhan thic duge tim quan trong cta cong tac
phat trién ngudn nhéan lyc nhung trong thyc té, cong tac ndy con chwa
phat huy tdt vai trd trong hoat dong kinh doanh. Trén co s¢ van dung
téng hop cac phuong phap nghién ctru, luan vin da hoan thanh nhing
nhiém vu chinh sau day: Hé théng héa nhiing van dé 1y luan va thuc
tién vé phat trién nguén nhan Iyc, phan thich thuc truc va chi ra
nhitng han ché trong cong tic phat trién ngudn nhan luc cua khac
san, tir d6 du ra mot sé giai phap phat trién ngudn nhan lyc trong thoi
gian toi.

Mot s6 kién nghi dbi véi khach san trong thoi gian dén

Khach san can xdy dung dugc chién luoc phat trién ngudn
nhan lyc., cdng tac phat trién ngudn nhan luc can phai duoc thuc hién
dong b voi cac cong tac quan 1y con ngudi, cach thic thyc hién
codng tac phat trién ngudn nhan lyc can thuc hién nghiém ngat, theo
quy trinh cy thé.

Ngoai ra, can phai xem cong tac dao tao nhu mot dau tu, va
can phai danh gia xem hiéu qua dau tu nhu thé nao, dé c6 phuong an

dau tu tiép cho c6 lgi hon.



