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MO DAU

1. Tinh cép thiét cia dé tai

Nguén lgc quan trong nhét, quyét dinh dn sy thanh bai cua
mdi doanh nghiép chinh 14 ngudn nhan lyc. Khi sir dung ngudn nhan
luc, can phai phat huy dugc nhitng ning lyc tét nhat, nham phuc vu
cho muc tiéu cta to chirc. Trai qua hon 5 nam hoat dong, cong ty cb
phén thép Dana - Y da thuc hién rat nhiéu bién phap nham tao dong
lyc thic day nguoi lao dong va dem lai nhiing thanh qua dang ghi
nhan. Tuy nhién, lam thé nao dé sir dung va phat huy tac dung cua
ngudn nhan lyc hién c6 & day dang 1a van dé. Thuc té chi ra ring,
nhiu bién phap di dua ra trude day van boc 10 nhimng bit cap nhét
dinh. Vi 1€ d6, nghién ctru dé hoan thién viéc tao dong luc thuc dﬁy
ngudi lao dong 1a hét strc can thiét va mang tinh cip bach. Do 1a ly
do tac gia chon dé tai “Tao déng luc thic ddy ngwoi lao déng tai
céng ty ¢é phan thép Dana — Y (cong ty DNY) ” lam dinh hudng
nghién ctru cho ludn vin t6t nghiép ctia minh.

2. Muc tiéu nghién ctru

- Hé thong hoa cac van de 1y luén li€n quan dén viéc tao dong
luc thiic ddy nguoi lao dong.

- Phan tich thyc trang tao dong luc thuc day ngudi lao dong tai
cong ty DNY trong thoi gian qua.

- Pé xuit giai phap dé tao dong lyc thuc déy nguoi lao dong
tai cong ty DNY trong thoi gian ti.

3. Poi tugng va pham vi nghién ciru

a. Poi twong nghién civu

La nhiing vén dé 1y luan va hoat dong thyc tién lién quan dén viéc

tao dong luc thiic ddy nguoi lao dong tai cong ty DNY



b. Pham vi nghién ciru

- Vé mat ngi dung: D& tai nghién ctiru mot s6 ndi dung chu yéu
lién quan dén tao dong luc thic ddy ngudi lao dong tai cong ty DNY.

- Vé mat khéong gian: Cac ndi dung trén dugc nghién ctu tai
cong ty DNY.

- Vé mat thoi gian: Cac giai phap dugc dé xuat trong luan vin
c¢6 ¥ nghia trong 5 nam dén.

4. Phwong phap nghién ciru

Luén van st dung cac phuong phap nghién ctru chu yéu sau:

- Phuong phap phan tich thuc chung, phuong phap phan tich
chuén tic,

- Phuong phép diéu tra bang bang cau hoi, khao sat, chuyén gia

- Phuong phép phan tich, so sanh, déi chiéu, tong hop,

- Cac phuong phap khac...

5. Bo cuc luin vin

Ngoai phan muc luc, mé dau, két luan, danh muyc tai li¢u tham
khao, phu luc, luan van dugc bd tri thanh 3 chuong:

Chuong 1 - Mot s6 van dé 1y luan vé tao dong luc thuc day
nguoi lao dong trong cac doanh nghiép.

Chuong 2 - Thyc trang tao dong luc thuc déy nguoi lao dong
tai cong ty DNY.

Chuong 3 - Mot sd gidi phdp nham tao dong luc thuc day
nguoi lao dong tai cong ty DNY.

6. Tong quan tai li¢u nghién ciru
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CHUONG 1
MOT SO VAN PE LY LUAN VE
TAO PONG LUC THUC PAY NGUOI LAO PONG TRONG
CAC DOANH NGHIEP

1.1. KHAI NIEM VA Y NGHIA

1.1.1. Mt s6 khai niém

a. Nhan luc

Nhan luc 13 stc lyc cua mdi con nguoi, bao gém strc manh co
bap, tri ndo va than kinh cua con ngudi duoc sir dung dé phuc vu doi
song cho ban than va t6 chirc.

b. Nguén nhén luc

Nguon nhan lyc 13 tong thé nhitng tiém ning cia con ngudi
(trudce hét va co ban nhét 1a tiém nang lao dong), gém: thé luc, tri
lyc, nhan cach cua con ngudi nham dap Gmg yéu cau ciia mot to
chttc nhat dinh.

¢. Nhu cdu ciia ngwoi lao dong

Nhu ciu 1a doi hoi, mong mudn, nguyén vong ciia con ngudi
vé vat chat tinh than can dugc dap mg va thoa man.

d. Dong co

Pong co 14 cai ¢6 tac dung chi phdi, thuc ddy nguoi ta suy nghi
va hanh dong gin lién voi viée thoa man nhu ciu cia con ngudi.

e. Pong lie thic diy

Pong luc thic diy nguoi lao dong 1a cai thuc ddy, kich thich
ngudi lao dong 1am viéc va cong hién.

f. Tao dong luc thiic ddy

Tao dong luc dugc hiéu 1a téng thé cac chinh sach, bién phap,

cong cy, nghé thuat quan 1y tac dong 1én ngudi lao dong nhiam thac
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day ho phan khdi, hing say, tu nguyén hon khi 1am viéc dé thyc hién
muc tiéu cta t6 chirc va nguoi lao ddng mot cach cé higu qua.

1.1.2. Cac hoc thuyét lién quan

- Thuyét phan cap nhu cau ctia Abraham Maslow

- Thuyét ERG (Existence, Relatedness, Growth)

- Thuyét hai nhén t6 Herzberg

- Thuyét thiic ddy theo nhu cau

- Thuyét cong bang ciia Stacy Adam

- M6 hinh vé sy ky vong ctia Porter — Lawler

- Thuyét ky vong (Victor Vroom)

1.1.3. Y nghia ciia viéc tao dong luc thuc diy trong cac
doanh nghiép

a. Tao diéu kién cho don vi phdt trién ldu dai va bén viing

b. Tao sw gin bé ciia nguwoi lao djng déi véi té chirc, nguon
nhén luc dwoc én dinh ldu dai va phdt trién

c. Dem lai lgi ich cho chinh bdn thdan ngwoi lao dong

1.1.4. Pic diém ngudn nhan luc trong cic doanh nghiép
san xuat thép.

- Nhan luc quan 1y giéi thiéu dan dén tinh canh tranh cao.

- Lao dong phai thuong xuyén phai nim bat va st dung cong
nghé hién dai trong san XUuét.

- Lao dong phai dugc dao tao lién tuc, dic biét 1a nhiing k¥
ning tmg dung may moc, cong nghé hién dai trong san xuat.
1.2. NOI DUNG CUA VIEC TAO PONG LUC THUC DAY
NGUOI LAO PONG

1.2.1. Céng tic tién hrong

Tién luong 1a sb tién ma nguoi sir dung lao dong tra cho nguoi

lao dong tuwong tmg v6i sb luong va chit luong lao dong ma ho da
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cong hién va chiu sy tac dong cua quy ludt cung cau vé strc lao dong
trén thi truong. Tién lwong chi dwoc xem 13 yéu té tao dong luc
thic diy ngudi lao dong khi ma:

a. Chinh sdch tién lwong hop Iy

- Chinh sach tién lwong 14 cac bién phap, giai phap, cach thirc
tra luong ma to chtre tién hanh nham thic day nguoi lao dong thuc
hién muc tiéu ctia doanh nghiép.

- bé tao dong luc thi chinh sach tién luong phai ddm bao thu
hat, duy tri nguoi lao dong c6 trinh do chuyén mén cao, phu hop yéu
cau cong viéc, ning suit lao dong cao, kiém so4t chi phi, tuin thu
luat phép.

- Viéc xdy dyng chinh sach tién lwong cin dya trén triét 1y,
quan diém cua cic nha quén tri cao cap, quy mo ciia doanh nghiép va
linh vuc kinh doanh dé 4n dinh: muc luong cao, thép; muc luong cho
cac loai cong viéc khac nhau; muc luong cho cac loai lao dong khac
nhau thyc hién mét cong viéc.

- Chinh sach tién luong duoc xdy dung phai hudng dén viéc
thuc hién muc ti€u ctia doanh nghiép.

b. Mikc chi trd tién lwong dwoc hinh thanh cé co sé khoa hoc

- Mtic chi tra tién luong dugc hinh thanh ¢é co s¢ khoa hoc 1a
khi cac yéu t6 cdu thanh tién luong duge can nhic, so sanh k¥ ludng
gilta cac cong viéc, dua trén co sé phan tich cong viéc. Muc chi tra
tién luong can dugc xac dinh twong xing vé6i sb luong, chét luong
lao dong ma ngudi lao dong bo ra dé hoan thanh cong viéc.

- Pay 1a can c hinh thanh chinh sach tra luong cong bang cho
cac loai lao dong va tao dong luc lam viéc cho ngudi lao dong.

- Pé xéc dinh mirc lwong hop 1y can chd y: Phén tich, dinh gia,

xép hang cong viéc dé tinh dugc tong sé diém, xay dung quy tién
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luong. Murc chi tra tién luong duoc tinh bang quy lwong/tong sb
diém. Pay 1a can ctr dé hinh thanh chinh sich tra lwong coéng bang
cho céc loai lao dong khac nhau.

c. Co ciu tién lwong

- Co céu tién luong 1 thanh phén, ty 18, mdi quan hé giira cac
bd phén tién lwong trong tong sd.

- Pé tao dong lyc thuc ddy nguoi lao dong thi co cau tién
lwong phai duoc coi 1a mot yéu t6, cong cu vi mdi yéu td cia tién
lvong c6 mot tac dung nhét dinh.

- Xem xét co ciu tién luong 1a xem xét mbi quan hé giira tién
lwong co ban, phu cip luong, tién thudng, phuc loi. Mdi yéu té cau
thanh c6 mot ¥ nghia nhat dinh Va can co ty 1é twong xtng.

d. Hinh thirc trd lwong

- Hinh thirc tra luong 13 cach thirc hay cin ctr xac dinh dé
nguoi st dung lao dong tra lvong cho nguoi lao dong. Co cdc hinh
thirc tra luong: theo thoi gian, theo san phim, theo san pham liy tién,
luong khoan.

- Hinh thire tra lvong dugc xay dung hop 1y s& gop phan tao
dong luc thic ddy nguoi lao dong 1am viéc.

- Phai lya chon hinh thirc tra luong vi mdi hinh thirc thich hop
cho mdt cong viéc nhét dinh, duoc dua trén nhitng cén ctr nhét dinh,
c6 nhiing yéu cau, diéu kién ap dung riéng.

1.2.2. Cac hoat dong tinh thin

- Hoat dong tinh than 13 tat ca nhing gi thudc vé trang thai tim
1y con nguoi, khong thé dinh luong duogc.

- Tao dong lyc thuc day nguoi lao dong bang yéu td tinh than
1a ding nhiing bién phép nhim théa min nhu cau vé mat tinh than dé

tao tinh tich cuc lam viéc cua nguoi lao ddng.
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- Pé hoat dong tinh than trd thanh dong luc phai: Bam bao cong
bang trong lao d6ng; Tao bau khong khi vui tuoi, cdi md cho cac thanh
vién trong doanh nghiép; Cac nhu ciu vin hoa, vui choi, gidi tri clia
nguoi lao dong duoc chu y; TH chirc tot phong trao thi dua.

1.2.3. Panh gia ding thanh tich nhan vién

- Panh gia thanh tich nhan vién 1a tién trinh dénh gia muc do
su hoan thanh cong viéc cta nhan vién theo nhiing muc ti€u da dit ra
trong mot giai doan nao d6. Panh gia thanh tich bao gdm viéc xac
dinh: muyc tiéu danh gia; tiéu chi danh gia; phuong phap danh gia; doi
tuong thyuc hién danh gi4; thoi gian va kinh phi danh gia.

- Panh gia thanh tich ¢6 ¥ nghia quan trong ddi voi nguoi sir
dung lao dong va ca nguoi lao dong trong viéc thuc hién muc tiéu
ctia t6 chirc va khuyén khich ngudi lao dong tich cuc 1am viéc.

- banh gia ding thanh tich duoc coi la yéu td tao dong luc thuc
day cho nguoi lao dong khi ma: Céc tiéu chuan danh gia rd rang, cu
thé, dinh lugng dugc, c6 thé dat dugc, hop 1y va han dinh thoi gian;
Céan clr danh gia c6 co s& khoa hoc; Phuong phap danh gid hop 1y;
Két qua danh gia thanh tich phai cong bang.

1.2.4. Cong tac dao tao

- Pao tao 13 qua trinh cung cip cac kién thirc, k§ ning cu thé
cho ngudi lao dong, gitip ho co ning lyc can thiét dé thyc hién c6
hiéu qua muc tiéu cia to chirc.

- Pao tao ngudn nhén lyc ¢ ¥ nghia rat 16n trong viéc quan 1y
va st dung lao dong, 1a dong luc thuc déy nguoi lao dong lam vige
tdt hon, 1a chia khoa mang lai lgi ich cho t6 chirc va nguoi lao dong.

- Bao tao chi tré thanh yéu td thuc déy khi: Nhiém vu, muc
tiéu dao tao dap tmg duoc yéu cau cia ngudi lao dong; Noi dung dao
tao phai pht hop véi nang luc, ning khiéu ctia nguoi lao dong, dong

thoi, gitip nguoi lao dong bod khuyét duge cac khiém khuyét.
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1.2.5. Xay dwng vin hoa cong ty

- Van hoa cong ty la toan bg cac gia tri van héa dugc xay dung
trong subt qua trinh ton tai va phat trién cua cong ty. Vin hoa tre
thanh cac gia tri, quan niém, tap quan, truyén théng an sau vao hoat
dong cuia cong ty, chi phdi tinh cam, suy nghi va hanh vi cia moi
thanh vién va duoc coi 14 truyén thong riéng cia mdi cong ty. Vin
hoa cong ty duoc cau thanh boi ba phan: bé mit, tmg xir va tu duy.

- Vin héa cong ty cung cip su gin két ndi bo t6 chirc va hd tro
cho viéc thuc thi cac chién luoc d3 chon.

- Mudn céc thanh vién trong t6 chirc hét long vi muyc tiéu
chung tirc 12 ¢6 dong luc lam viée thi cong ty can xdy dung vin hoa
mang ban sic riéng.

1.3. NHAN TO ANH HUONG DPEN VIEC TAO PONG LUC
THUC PAY NGUOI LAO PONG

1.3.1. Nhém nhén té thudc vé méi truomg

- Luat phap: Quy dinh phéap lut vé viéc nang cao mirc sdng
cho ngudi lao dong.

- Chién luge quan tri ngu@)n nhan luc cia dbi thu canh tranh.

- Nganh nghé, linh vuc kinh doanh ctia doanh nghiép.

1.3.2. Nh6m nhén t thudc vé té chire

- Chién lugc phat trién va vin hoa cong ty.

- Quy mo, hiéu qua kinh doanh, trinh 6 quan tri.

- Chinh sach va kha nang tai chinh ctia doanh nghiép.

1.3.3. Nhém nhén t6 thudc vé nguoi lao dong

- Muc tiéu ca nhan.

- Su khéc biét vé nhu ciu vat chit, tinh thin cta cac ca nhan.

- Céc yéu tb thudc vé kha nang kinh nghiém.

KET LUAN CHUONG 1
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CHUONG 2
THUC TRANG TAO PONG LUC
THUC PAY NGUOI LAO PONG TAI CONG TY DNY

2.1. PAC PIEM CO BAN CUA CONG TY DNY ANH HUONG
PEN VAN PE TAO PONG LUC THUC PAY NGUOI LAO
DPONG

2.1.1. Pic diém vé cong tac to chirc

a. Quda trinh thanh ldp ciia Cong ty DNY

Cong ty DNY thanh 1ap ngay 27/02/2008. Pén nay Cong ty c6
02 nha may luyén, 02 nha may can va 03 xudng san xuit: Xuong
luyén, xuong liéu va Xuong can.

b. Chirc ndng va muc tiéu hoat déng ciia cong ty DNY

- Chutre nang: San xuét cac loai thép xay dung, kinh doanh sat
thép, kinh doanh vit tu, gia cong co khi..

- Muc tiéu hoat dong: mang lai lgi nhuan cho ) dong, tao viéc
lam 6n dinh cho nguoi lao dong, thyc hién nghia vu véi nha nude.

c. Co ciu by mdy quan Iy ciia cong ty DNY

Co cdu bo may quan ly cua cdng ty DNY duoc t6 chirc theo
mo hinh tryc tuyén - chlrc nang. bé tao dong luc thuc déy, cac nha
quan tri cAn nghién ctru nhitng nhu cdu hop 1y cua ngudi lao dong &
cac phong khac nhau dé c6 giai phap thoa mén.

2.1.2. Pic diém cac nguon lue

a. Nguon nhén lyc

Doi ngli lao dong cuia Cong ty DNY c6 960 nguoi, voi dic
diém 1a lao dong truc tiép, lao dong nam va lao dong c6 tay nghé
chiém da s (ty 1é twong tng 14 90,62%, 94,8%, 61,2% nim 2013).
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b. Nguén lyc tai chinh

Nguon von chu s¢ hiru cia Cong ty nam 2013 ting 21,649 ty
(6,2%) so v6i ndam 2012 chi yéu nho viéc ddy manh cong tac huy
dong vbn va thiang du von, dén thoi diém két thuc nam tai chinh 2013
vbn chu s& hitu cua Cong ty 1a 371 ty dong. Vi vay viéc dau tu mo
rong qui md san xuét, trang bi co s vat chat ciing nhu myc tiéu phat
trién nguén nhan lyc s& rat thuan loi.

c. Nguon luc co sé vit chit

Cong ty DNY c6 co so vat chit kha tét. Tru so chinh, cac phan
xuong san xuit kha khang trang duogc trang bi thiét bi hién dai.

2.1.3. Tinh hinh hoat djng kinh doanh ctia cng ty DNY

Trai qua hon 5 nam hoat dong, cong ty DNY ludn duy tri dugc
su tang truong on dinh va bén virng. Loi nhuan cong ty dat dugc kha
kha quan. Day 1a co sé gitip cong ty co ngudn lyc tai chinh dé thuc
hién tao dong luc thuc déy cho nguoi lao dong.
2.2. THU'C TRANG CONG TAC TAO PONG LUC THUC PAY
NGUOI LAO PONG TAI CONG TY DNY THOI GIAN QUA

pé phan tich thyc trang, tac gia thuc hién khao sat dong co lam
viéc, trén co so do, khao sat dong luc thic dcfy nguoi lao dong.

- Khdo sat dong co lam viéc. Phuong phap chon mau ngau
nhién theo nhém chire danh. Quy mé mau gdm 174 ngudi, danh gia
theo thang diém Likert. Phong vén truc tiép bang phiéu diéu tra. C6 8
yéu té duge quan tim: tién luong, cac hoat dong tinh than, danh gia
thanh tich, co hdi dugc dao tao va nang cao trinh d9, van hoa cong ty,
co hoi thang tién, diéu kién lam viéc, quan h¢ gitra lanh dao va nhan
vién. Két qua khao sat duoc xép theo thir ty quan trong tir cao xubng
thap theo ty 1é cac lya chon mong doi nhat va mong doi vira phai. 5
yéu t6 duoc chon dé khao sat dong luc thic déy tai cong ty 1a sien
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lirong (90%), cdc hoat dong tinh than (90%), hé thong danh gid
thanh tich nhan vién (77%), co héi dwoc dao tao va ning cao trinh
do (71%), va van héa cong ty (35%).

- Khdo sat thuc trang tao dong luc thiic ddj/ nguoi lao dong tai
cong ty. Phuong phap chon méu la diéu tra tong thé (trir Hoi dong
quan tri cong ty). Quy md mau la 174 nguoi. Phong van tryc tiép
bang phiéu diéu tra. Két qua nghién ctru duoc trinh bay & cic ndi
dung tiép theo va 1a co s dé dé xudt giai phap ¢ phan 3.

2.2.1. Thuec trang vé cong tac tién lwong

Nhin chung, cong tac tién lwong cta cong ty chwa thyc sy 1a
yéu té tao dong luc thuc ddy qua xem xét nhirng yéu t6 sau:

a. Chinh sdch tién lwong

C6 thé noéi trong thoi gian qua, cong ty c6 chinh sach tra luong
chua thue su phi hop, diéu d6 dugc thé hién:

- Tbc @6 ting lwong binh quan chua phu hop véi toe do ting
doanh thu, 1¢i nhuan nam 2013.

- Do chua thyc hién phan tich cong viéc, bd phan kinh doanh
chua phat huy vai tro ban hang.

b. Xdc dinh mirc chi trd tién lwong

Mic du dat duoc mot sd két qud, muc chi tra tién luong tai
cong ty van con nhitng han ché nhét dinh:

- Hé théng ngach, bac luong chua dugc xdy dung trén co so
phan tich cong viéc nén thiéu co s¢ khoa hoc.

- Quy tién luong va muc chi tra tién luong ké hoach khong
duoc xay dung cho médi ky kinh doanh.

- Ngudi duoc dé bat méi va cii khong khac biét 16n vé tham
nién khi chuyén ddi ngach, bac luong.

Pé lam co so cho viée tinh muc chi tra tién lwong ké hoach dé

Xuat & phan 3. Mic chi tra tién lwong thyc hién tinh & bang 2.1.
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Bing 2.1: Mirc chi trd tién lwong thuc hién giai dogn 2011 - 2013

Chi tiéu 2011 | 2012 | 2013
Loi nhuan (ty dong) (1) 59 15 19
CL thu chi chua c6 luong (ty dong) (2) 121 80 129
Tong quy lwong (ty dong) (3) 21,9 41,7 o4
Miic chi tra tién luong (nghin dong) 209 521 418
(4) = (3) x 1.000/(2)

(Nguon: Phong ké todn, Cong ty DNY)
Mc chi tra tién lvong thyc hién nam 2013 ting so vdi ndm
2011 méac du lgi nhuan giam.
c. Co ciu tién luong
Co cdu tién lwong nam 2011, 2012, 2013 ting hop ly. (Xem

bang 2.2)
Bing 2.2: Co ciu tién lwong qua cdc ndam 2011-2013
Chi tiéu 2011 2012 2013

ST TT ST TT ST TT
(Trd)| () | (Trd) | (%) (Trd) | (%)
Chi luvong co ban |22.600| 80,9 | 33.658 | 80,9 | 43.588 | 80,7
Chi phuc loi 3.019 | 10,8 | 4556 |10,8| 5.902 |10,9
Chi tién thuong 2329 | 8,3 3474 | 83| 4499 | 83
Tong quy lwong  |27.948| 100 | 41.688 | 100 | 53.989 | 100

(Nguon: Phong hanh chdanh, nhéan sy Cong ty DNY)

C6 thé néi, khong phai tat ca nguoi lao dong déu dugce tao

dong luc boi vi co cdu tién luong chua hop 1y. Cu thé:
- Ty trong thudng trong téng quy luong thap (8,3%) (Bang
2.2). B6 1a do viée cit giam cac khoan thudng giita nam. Cac khoan
thudng tap trung vao cudi nam thiéu tinh dong vién kip thoi.
- X4c dinh d6i twong dugc thuong thi dua chua cong bang.

- Cac hinh thirc thuong duoc ap dung chua phong pha.



- Céc khoan phu cap chua day du.

d. Hinh thirc trd lwong
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Cong ty DNY ap dung hinh thic tra lwong phu hop véi ting

doi tuong ap dung, c6 tac dung tao dong luc thuc déy nguoi lao dong.

D6 1a hinh thuc tra lvong theo thoi gian ¢ thuong va tra luong theo

san pham.

Tém lai, cbng ty can cai tién cong tac tién luong vé chinh sach,

cach xéac dinh muc chi tra tién luong, co cau tién luong.

2.2.2. Thuec trang vé cac hoat dong tinh thin
Cong ty da xem cac hoat dong tinh than nhu 1a cong cu dé tao
dong luc thic day nguoi lao dong. (Xem bang 2.3).

Bing 2.3: Két qud khdo sdt cdc hoat dong tinh than

, R4t . | Trung .| Rat
Noi dung . | Yéu . Tot |
yeu binh tot
Pugc t6 chirc tham quan, nghi
dudng, kham suc khde, van
nghé, thé thao 30| 125 | 19
Lanh dao quan tim dén tam tu,
nguyén vong cuia nhan vién 90| 84
Pugc dong vién, kich thich dé
sang tao trong cong viéc 78| 96
Nhan vién duoc ddi xtr cong
bang, khong phan biét 44 | 130

(Nguon: diéu tra cua tdc gia)

Két qua khao sat cho thdy da s ngudi lao dong dugc tao dong

luc bang hoat dong tinh than. Nguyén nhan 14 lanh dao luén:

- Tén trong y kién dong gop va quan tdm dén ngudi lao dong.

- Coi trong cong tac tuyén duong, khen thudng.

Tuy nhién, dé tao hon nita dong lyc thuc day, cin chu :
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- Phong phti h6a cac hoat dong tinh than cho nhén vién.

- Doi sdng tinh than cta nguoi lao dong rat can dugc quan tim
trong qua trinh canh tranh va hoi nhép.

2.2.3. Thuec trang vé danh gia thanh tich nhan vién

- Cong ty da tim cach tao dong luc bang danh gia thanh tich,
tuy nhién, nguoi lao dong chwa phan khoi vi: (bang 2.4)

- Muc tiéu: chi sir dung dé chi tra luong, thuong.

- Tiéu chi danh gia: khong dya trén phan tich cong viéc. Cac
quyét dinh thay doi tiéu chi danh gia thuong dua ra sat thoi diém
danh gia. Hé thong tiéu chi danh gia cip ca nhén I dinh tinh.

- Phuong phép: Thiéu ghi chép cac su kién quan trong.

- Viéc giao ké hoach con mang tinh chu quan.

- Nhan vién khong duoc phd bién rong rai két qua danh gia.

- Thoi gian danh gia chi thyuce hién vao cubi quy.

Bing 2.4: Két qud nhin xét ciia nhédn vién vé dinh gid thanh tich

B Rat | _, | Trung | _, | Rat
Noi dung P Yéu R Tot | |
yéu binh tot
cong bang thanh tich dat dugc
ve ket qua cong viéc
Vi?c danh gia giip nang cao 72 61| 35 6
chat lugng thuc hién cong viéc

(Nguon: diéu tra cia tdc gid)
Da s6 ngudi lao dong chwa dwge danh gia dung thanh tich va
can dugc biét két qua danh gia dé nang cao chat luong cong viéc.
2.2.4. Thye trang vé cong tic dao tao
Nhin chung, cong tac dao tao cta céng ty chwa thuc su la yéu

t6 tao dong luc thuc ddy qua xem xét nhitng yéu t6 sau:
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- Muc tiéu dao tao duogc xac dinh theo chu quan ctia lanh dao.

- Con han ché trong viéc xac dinh nhu cau dao tao, dbi tugng
dao tao, khdng hd tro cho lao dong tur dao tao.

- Giang vién noi bo chiém da sd. Nhimng ddi twong kinh doanh
it dugc tham gia cac khoa hoc thué giang vién bén ngoai.

- Cong ty chua c6 nhitng quan tdm nhit dinh trong viéc bd
nhiém, dé bat nguoi lao dong sau qua trinh dao tao.

Noi dung trén dugc minh chung tai hinh 2.1.

70

60

50

m Chinh sach dao tao hop 1y

40 -

Chuong trinh dao tao theo
30 - véucau cong viéc
= Anh({Chi) dwoe dao tao cac

20 -~ k¥ nang can thiét

m C'ac hinh thire dao tao hop

10
1y

Ratveu Yeu Trung Tot Rat tot
binh

Hinh 2.1: Nhin xét ciia ngwoi lao dpng vé cong tic dao tao
(Nguon: diéu tra cia tdc gia)

Két qua & hinh 2.1 cho thiy cong ty cin quan tdm hon vé chinh
sach dao tao, ndi dung va hinh thirc dao tao cho hop ly.

2.2.5. Thye trang vé viéc xay dung vin héa cong ty

Cong ty DNY da xem viéc xay dung van hoa cong ty nhu
mot cong cu tao dong luc thuc ddy. Tuy nhién, diém chwa tao duoc
dong lyc thiic day ngudi lao dong 1a: (Minh hoa & bang 2.5).

- Chua c6 ban sic rd rang, cac quy tic dao dirc tng xir chua
duoc chuén hoa.

- Céc can bo chu chdt chuyén vé tir nhiéu don vi khac, dé lam
phét sinh va cham giita cac ludng van hoa khéc nhau.
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Bing 2.5: Pdnh gid ciia nguoi lao dpng vé xdy dung vin héa cong ty

. Rat |, |Trung| , | Rat
Noi dung . | Yéu | Tot .
yéu binh tot

Chién luge, muc tiéu, s ménh
cua cbng ty dugc xdy dung rd 43| 86| 45
rang, co stc thu hat
Biéu twong d& nhan biét 39| 85| 50
Cong tac xay dung thuong hiéu tot 76 47 | 51
Tén trong tri tué tap thé 30| 84| 60
Chuan héa cic quy tic dao dirc 67 53| 54
va ung X
Tuyén truyén, phd bién, chia sé 65 49 | 60
cac gia tri van hoa

(Nguon: diéu tra cia tdc gid)

Da s6 ngudi lao dong cho ring can quan tim dén cong tac xiy
dung thuong hiéu (51 phiéu), chuan hoa cac quy tic dao dirc ung xir
(54 phiéu) va tuy@n truyén, chia sé cac gia tri van hoa (60 phiéu).

2.3. PANH GIA CHUNG VE CONG TAC TAO PONG LUC THUC
PAY NGUOI LAO PONG TAI CONG TY DNY

2.3.1. Panh gia chung

a. Thanh cong

- Mitc chi tra luong canh tranh, hinh thirc tién lwong hop 1y.

- Moi truong than thién, doi séng tinh than lanh manh.

- Banh gia thanh tich dugc xay dung mang tinh dinh lugng.

- Cong tac dao tao voi doi ngili giang vién ndi bd duoc dao tao
bai ban.

- Nén vin hoa cong ty dang dugc xay dung.
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b. Han ché

- Hé théng ngach, bac luong xay dung thiéu co s& khoa hoc.
Chua xay dung quy lwong, muc chi tra tién luong ké hoach. Khen
thuong chua cong bang, hinh thirc thuong chua phong phi.

- Poi song tinh than cn quan tim trong diéu kién canh tranh.

- Hé thdng tiéu chi va phuong phap danh gia thanh tich cip ca
nhan con dinh tinh.

- COn mot s6 han ché trong cong tac lya chon d6i tuong dao
tao, uu ti€n dao tao va hinh thic dao tao chua phong phu.

- Vin hoa cong ty chua chuan hoa. Chua co b quy tic ing xir.

2.3.2. Nguyén nhan ciia cdc han ché

Sau khi phan tich thyc trang cong tac tao dong luc thic déy tai
cong ty DNY, ta théy da c6 nhitng mat lam dugc va nhitng mét chua
lam dugc. Nguyén nhan ciia nhirg han ché 1a do:

- Lanh dao cdng ty chua thuc sy danh gia dung tiém ning cua
ngudn nhén lyc.

- Cong ty chua c6 d6i ngii can bd chuyén trach theo ddi cong
tac tao dong luc thic ddy ngudi lao dong.

- Cong ty chua thyc hién phan tich ddi thu canh tranh trong
linh vyc tao dong luc thuc déy nguoi lao dong.

- Cong ty trong thoi gian dau thanh 1ap chua that sy ¢6 nhiéu
kinh nghiém trong linh vuc nay.

KET LUAN CHUONG 2
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CHUONG 3
MOQT SO GIAI PHAP NHAM TAO PONG LUC
THUC PAY NGUOI LAO PONG TAI CONG TY DNY

3.1. CAC CAN CU DE DE XUAT GIAI PHAP

3.1.1. Sy thay doi ciia yéu t6 méi truwong bén ngoai

- Méi trweong kinh té

Khiing hoang kinh té toan cau, kinh té trong nudc kho khan.

Nhu cdu tai co cdu nén kinh té doi hoi cac doanh nghiép phai
chu dong ra soat lai cac dinh hudng chién lugc, cit giam chi phi cho
nhan vién. Tinh trang cit giam nhan sy & cac doanh nghiép c6 anh
huong khong t6t dén nang suit lao dong.

Xu huéng nang cao chat lugng cudc song tic dong dén cac
chinh sach dong vién, kich thich nguoi lao dong.

- Moi truong ludt phap

Quy dinh v& muc luong ti thiéu chung, ving 1a can cr cho
cac doanh nghiép xay dung chinh sach tién lwvong cho phu hop.

- B6i thu canh tranh

Hién cac doanh nghiép van rat can nhiing nhén sy c6 tay nghé
va chat xam cao, ¢ kinh nghiém quan 1y, quan tri riii ro, c6 mdi quan
hé dé phat trién khach hang. ..

3.1.2. Pinh huéng chién hrge phat trién cia cong ty DNY

V6i dinh hudng tré thanh doanh nghiép san xuat va cung ung
thép xay dung s6 1 tai khu vue Mién Trung. Cong ty DNY ldy yéu tb
con nguoi 1am trong tam; xdy dung van hoa cong ty mang dam chit
Mién Trung; xdy dung mdi trudng lam viéc chuyén nghiép, doan két;

phat trién kinh doanh bén viing, chic chin, 6n dinh; phat huy tinh
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than 1am viéc, céng hién hét minh; doan két, sang tao, gia tang gia tri,
chia sé thanh cong va tré thanh niém tin ctia moi cong trinh.

3.1.3. Mt s6 quan diém c6 tinh nguyén tic khi xdy dung giai phap

a. Cdc gidi phdp vé tao dong lwe phdi phuc vu cho muc tiéu,
chién lwgc phdt trién ciia cONg ty trong thoi gian téi

b. Cac gidi phap tao dong lyc phdi dam bdo tinh khoa hoc va
hiéu qud

C. Cac gidi phdp tao dong lwc phdi co tinh khd thi
3.2. MOT SO GIAI PHAP CHU YEU

3.2.1. Hoan thién cdng tac tién lwong

a. Hodn thi¢n chinh sdch tién lwong

- Hién tai, cong ty nén uu tién cac déi twong quan 1y phong
kinh doanh, chuyén vién kinh doanh va cham so6c khach hang.

- Cong ty nén duy tri mic lvong binh quén hién tai, tao niém
tin cho ngudi lao dong vé chinh sach tién luong minh bach, cong
béng.

b. Hodn thign viéc xdc dinh mirc chi trd tién lwong

Phdn tich cong viéc

Dinh gid cong viéc: Phan nhom quan ly phong thanh 3 nhom.
Phan chia qua trinh thyc hién cong viéc thanh nhiing yéu t6 co ban
(bang 3.1).

Bing 3.1: Cic nhan té siv dung dé dinh gid céng vigc

TT Céc nhan to sir dung dé dinh gia Piém t6i da | Heé sb
cong viéc

1 |Kién thirc k§ ning (Nhan t6 1) 100 0,25
2 | Cac nd luc veé tri 6c (Nhan t6 2) 100 0,30
3 |NG lyc vé thé lyc (Nhan t 3) 100 0,25
4 |Piéu kién lam viéc (Nhan td 4) 100 0,10
5 |Trach nhiém (Nhan t6 5) 100 0,10
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Tur d6 dinh gia 1 gio lao dong ciia mdi cong viée (bang 3.2).
Bdng 3.2: Dinh gid cong viéc cho cdc chirc danh

Chirc Nhén t6 | Nhan t5 | Nhan t5 | Nhan to | Nhan t6 | Tong
danh 1 2 3 4 5 diém
HS wul gos | 03 | 025 0.1 01

tien

Tong 400 100 60 92 100 | 89,20
Giam doc

PR TGD | 65 65 40 45 75 | 57.75
TP Kinh| 45 31 33 60 | 42,05
doanh

TP Vatte | 44 45 31 32 58 | 41.25

Chuyén diém danh gi4 sang hé thong thang bac cong viée, Xac

dinh hé s6 lwong. (Ty s giita bac lwong cao nhit va thip nhit 1a 10)

(bang 3.3).
Bing 3.3: Bing bic va h¢ so lwong
Mi sb Chtrc danh Piém | Béc Heé sb luong
©) (2) @ | W] (=m0
A Ngach diéu hanh
Al Tong Giam dbc 89,20 | 17
A2 Pho téng giam déc 57,75 | 16
B Ngach quan ly
B1 Quan ly 1 Trudng phong
B1.1 Quan 1y 1 nhom phong 1 | 42,05 | 15 42

Trén co sé hé théng thang bac luong da dugc hoan thién, ta

tinh toan so0 lao dong hudng luong clia moi bac.
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Quy leong ké hoach: Puoc xac dinh theo két qua hoat dong
kinh doanh nam trudc va ké hoach nim nay. Mt chi tra tién luong
la s6 tién luong dugc chi trén 1.000 dong chénh léch giita thu nhap
va chi phi chua co6 luong. Quy luvong dugc xac dinh can cir muc chi
tra tién luong va quy thu nhap. Trén co s muc chi tra tién luong
thuc hién tinh toan dugc.

Pinh ky ndng bdc hrong: Nén chuyén thanh 12 thang giit bac
luong trong ngach luong vdi ngach chuyén vién.

Quy doi tham nién cho cdc doi twong duwoc dé bat: Khodng tinh
tham nién dé nang bac lwong mai ké tir luc duoc dé bat.

c. Hoan thién co ciu tién lwong

- Hoan thién co cdu tién long

Co cau dé nghi trén co s muc thyc hién cua cdng ty va thim
do y kién ciia ngudi lao dong trong cong ty: chi lvong co ban: 60-
65%, chi phu cap: 15%, chi phiic lgi: 8%, chi tién thuong 13-18%.

- Thuee hién tot cong tdc thi dua, khen thirdng ciia cong ty

St dung cac phiéu xac nhan cua trudng don vi dé két qua thi
dua dugc ghi nhan chinh xé&c. Phéi hop cach thudng tip trung vao
cubi nim véi viée xét thudng quy, thuong kip thoi cho ¢4 nhan/don
vi dat thanh tich. Cong khai két qua binh xét dé tao dong luc phan
dau cho nhan vién,

Tang muc thuong cho timg ndi dung. Thudng sang kién mirc
thuong tur 3-5 triéu déng; Thudéng vuot ké hoach san xuét kinh
doanh: mutrc thudng theo lgi nhuén tang thém 0,2%-0,4% tinh trén lgi
nhuén tang thém. Thudng quy v6i muc tdi da 2 tridu.

- B6 sung mét sé khodn phu cdp

Phu c4p thu hat, phu cip phd phong.
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3.2.2. Phong phit héa cic hoat dong tinh than

Tao dong lyc thiic day nguoi lao dong bang cach phong phu
hoa céc hoat dong tinh than co nghia Ia:

- Pam béo niém tin cho nguoi lao dong trong qua trinh tai ciu
trdc. Nha quan tri can thuong xuyén dong vién tinh than nhan vién.

- Khuyén khich nguoi lao dong thyc hién vai tro lam chi.

- Phat huy truyén thong, uy tin cong ty, chuan héa vin hoa
cong ty gop phan tao ban sic vin hoa riéng, gan két chat ché nguoi
lao dong lai v6i nhau hét 1ong vi muc tiéu chung.

3.2.3. Hoan thién cong tac danh gia thanh tich

bé tao dong luc thuc déy, cong ty can quan tdm:

- B6 sung day du myc tiéu ctia cong tac danh gia thanh tich.

- Str dung thém phuong phap ghi chép cac sy kién quan trong.

- Trong trudng hop méi truong kinh doanh bién chuyén qua
nhanh viéc thay d6i cac tiéu chi danh gia thanh tich can duoc cong bd
it ra & dau thang cudi cing cia quy.

- Péi tuong danh gia gdm ban tong giam déc, can bo quan 1y
cac don vi, ca nhan nguoi dugc danh gia.

- Cubi mdi thang cip quan 1y tryc tiép can thuc hién danh gia
thay vi hang quy.

- Thong béo cong khai két qua danh gia.

- Hoan thign cdch giao ké hoach sin xudt kinh doanh

+ Dam bdo d¢ tuong xting va kha thi gitta nhiing don vi.

+ S6 ligu lay binh quan theo timg thang ciia quy dénh gia.

3.2.4. Hoan thién cong tac dao tao

Hién nay nhu ciu tai cdu tric dang c6 anh hudng rat 16n dén
hoat dong dao tao, cac giai phap can thure hién dé tao dong lyc:

- M& rong ddi tuong duoc dao tao do giang vién bén ngoai dén
cac cap chuyén vién. Uu tién dao tao ddi twong kinh doanh nhu
chuyén vién kinh doanh, chuyén vién cham soéc khach hang. Cur
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nguoi di dao tao trén co s phén tich cong viéc va danh gia thanh
tich.

- Cong ty can c6 chinh sach hd tro vé thoi gian, hoc phi cho
dbi twong c6 nang luc, nhu cau, déi tugng quy hoach, nganh nghé
hop 1y. T6 chirc ddo tao k¥ ning mém dé ting chat luong dich vu.
Pé dap tng nhu cau canh tranh va hoi nhap, ndi dung dao tao can
hudng dén dinh hudng kinh doanh méi, cac quy trinh, quy pham,
chét lwong san pham phu hop véi cac dinh hudng nay.

- B4 tri hop 1y cho ngudi di duge dao tao, bd nhiém, dé bat ddi
v6i nhitng ngudi da hoan thanh céc khoa dao tao phu hop véi chuyén
mon nghiép vu. To chirc thuong xuyén cac cude thi vé nghiép vu
chuyén mén, k¥ ning mém nhim gitp cho nhitng ngudi duge dao tao
phét huy tt nhitng gi da hoc dugc.

3.2.5. Xay dung van héa cong ty

Xay dung nén vin hoa cong ty tbt s& tao duoc dong luc 1am
viéc cia nguoi lao dong. Cac giai phép tac gia kién nghi la:

a. Xdy dung bin sdic vin héa

Ban sic vin hoa bao gdm hudng t6i khach hang; nd luc vuot
troi; tinh than déng d6i; tuan thua ky ludt; trung thuc.

b. Xdy dung bé quy tic dao dire, trach nhigm

¢. Xdy dung cdc chudn muc hanh vi iing xir ciia con nguoi Dana-y

d. Truyén thong cdc gid tri vin héa trong todn thé nhan vién

e. Chinh sdch kiém tra, gidm sdt va khen thwéng, xir phat

f. Dao tao vé cdc gid tri vin héa

2. Xdy dung moi trwong lam viéc cdi md, théin thién

Vin hoa cong ty 14 nhan t6 rat quan trong dé tao dong luc thlic

day nguoi lao dong va can dugc quan tim thudng xuy@n.
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3.3. MOT SO KIEN NGHI

Dé cac giai phap tao dong luc thic day ngudi lao dong ap dung
vao thuc tién thanh cong, tac gia kién nghi:

- Can ¢6 sy thay ddi trong quan diém, nhan thirc ciia cic nha

quan tri cong ty vé cong tac quan tri nguon nhan lyc.

KET LUAN

Cong ty DNY d4 quan tdm dén viéc sir dung cac cong cu tién
luong, hoat dong tinh than, danh gia thanh tich, dao tao, xay dung
van hoa cong ty dé tao dong luc thic ddy ngudi lao dong. Két qua dat
dugc kha kha quan. Tuy nhién, vin con ton tai nhitng bat cap va han
ché. La mét cb dong, nidm bit duoc thuc tién hoat dong cua Cong ty,
tac gia da dé xudt mot sd giai phap dé tao dong luc thic ddy ngudi
lao dong. Nhiing giai phap tac gid dua ra khong mdi, nhung da dugc
dé xuat phu hop véi két qua nghién ctru thuc trang ciing nhu nhimng
tiém ning dé tao dong luc thuc ddy nguoi lao dong. Hy vong phan

nao gidp ich cong ty DNY trong qué trinh phat trién ctia minh./.
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