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MO PAU

1. Tinh cAp thiét cia dé tai

Ngudn nhan lyc 12 yéu t6 ¢6 anh huong quyét dinh dén sy phat
trién ctia moi nén kinh té. Duy tri va phat trién nguon nhén lyc 1a yéu
t6 co ban va quyét dinh dbi voi bat ky doanh nghiép nao mudn ton
tai va ding viing trong canh tranh. M6t trong nhiing bién phap hitu
hiéu nhat dé thuc hién muc tiéu trén la dao tao nguén nhan luc.

Cong ty cb phan xdy dung Pik Lik (DACONCO) la mot
trong nhitng céng ty dan dau trong linh vyc xdy dung cua tinh Dik
Lik. Qua hon 30 nim ton tai va phét trién, Cong ty da dat duoc
nhiéu thanh tyu dang ké trong kinh doanh va tao 1ap dugc vi thé
vitng chic trén thi truong. Tuy nhién bén canh d6, Coéng ty van con
phai dwong dau voi mot s6 khé khin 1am anh huéng khong nho dén
dén hiéu qua hoat dong ciia cong ty, trong d6, vin dé trong yéu la
chét lugng nguén nhén lyc chua ddm bido. Ma hoat dong dao tao
nguén nhan lyc hién nay tai Cong ty lai chua thyc sy phat huy duoc
hiéu qua.

Xuét phat tir Iy luan va thuc tién trén, t6i chon dé tai “Pao tao
ngudn nhén lue tai Cong ty c6 phan xiy dung Pik Lik”, nhim
tim hiéu thuc trang hoat dong dao tao nguén nhan lyc tai Cong ty, tu
d6 @& xuét dugc nhitng giai phap dé giai quyét nhitng van dé con ton
tai; hoan thién va phat trién chat lugng ngudn nhan Iyc ciia Cong ty.

2. Muc tiéu nghién cuu

o H¢ théng héa céc 1y ludn vé dao tao nguén nhan luc.

e Phén tich thyc trang va danh gid vé cong tic dio tao ngudn
nhan lyc tai Cong ty ¢ phin xay dung Dik Lik.

o D& xuat cic giai phap dé hoan thién cong tic dao tao ngudn

nhan lyc tai Cong ty.



3. Péi twgng va pham vi nghién ciru

3.1. Poi twong nghién ciru

Déi tugng nghién ciru: vin dé dao tao ngudn nhén luc tai Cong
ty c6 phan xdy dung Pak Lik.

3.2. Pham vi nghién ciru

Tap trung vao phan tich thyuc trang cong tic dao tao ngudn
nhan lyc cho lao ddng dai han tai Cong ty c¢6 phan xay dung Dik Lik
trong giai doan 2013 —2015.

4. Phwong phap nghién ciru

Dé tai st dung phuong phdp so sanh, phong vén, didu tra xa
hoi hoc, phuong phap chuyén gia; phuong phép tong hgp, phan tich.

5. Y nghia khoa hoc va thuec tién ciia d@ tai

- Hé théng héa nhitng van dé 1y luan vé dao tao ngudn nhén
Iic trong thoi ky hoi nhap theo quan diém tong thé thong nhat.

- MO0 ta va phan tich thuc trang vé dao tao nguén nhan luc
clia Cong ty c6 phan xay dyng Dak Lik.

- Dé xuat dinh huéng va giai phdp dao tao ngudn nhén lyc
clia Cong ty c6 phan xay dyng Dak Lik.

6. B6 cuc dé tai

Ngoai phan mé dau, két luan, tai liéu tham khao va phu luc,
ludn vin gdm c6 3 chuong:

Chuong 1: Co sé 1y ludn vé dao tao nguén nhan luc.

Chuong 2: Thyuc trang cong tac dao tao ngu(‘Sn nhan luc tai
Cong ty c6 phan xay dyng Dak Lik.

Chuong 3: Giai phdp hoan thién cong tic dao tao ngudn nhin
Iuc tai Cong ty cb phan xdy dung Pik Lak.

7. Téng quan tai liéu nghién ciru



CHUONG 1

CO SO LY LUAN VE PAO TAO NGUON NHAN LUC
1.1.TONG QUAN VE PAO TAO NGUON NHAN LUC

1.1.1. Mot s6 khai niém co ban

a. Nguén nhan luc

Nguon nhan lyc 1a téng thé sb lugng va chat lwong con nguoi
voi tong hoa cdc tiéu chi vé tri luc, thé lyc va nhitng pham chit dao
dtrc - tinh than tao nén nang luc ma ban than con ngudi va xa hoi da,
dang va s& huy dong vao qua trinh lao dong sdng tao vi su phat trién
va tién bo xa hoi.

b. Pao tao nguén nhén luc

bao tao nguén nhan lyc 1a qua trinh trang bi kién thirc nhat dinh
vé chuyén mén nghiép vu cho ngudi lao dong, dé ho c6 thé dam
nhiém dugc mot cdng viéc nhét dinh.mot hoat dong c6 td chirc; duoc
thuc hién trong mot thoi gian nhét dinh va nham dem dén su thay ddi
nhan cach, nang lyc ciia nguoi dugc dao tao.

1.1.2. Vai tro ciia cong tac dio tao ngudn nhén lyc

a. Déi vdi doanh nghiép

- Cai tién v& ning suat, chat luong va hiéu qua cong viéc.

- Gidm bdt sy gidm sét

- Tao thdi d6 tan thanh va hop tac trong lao dong.

- Pat yéu cau trong cong tic ké hoach héa ngudn nhan lyc.

- Su 6n dinh, nang dong ctia to chirc ting 1én.

- Tao ra duoc loi thé canh tranh cua doanh nghiép.

b. Déi véi nguwoi lao dong

- Tao dugc su gin b gitra nguoi lao dong va doanh nghiép.

- Tao su thich tng gitta nguoi lao dong va cdng viéc hién tai

cling nhu tuong lai.



- Pdp tmg nhu ciu, nguyén vong hoc tip va phit trién c4 nhan
cua nguoi lao dong.

- Phat huy tinh ndng ddng, sang tao clia ngudi lao dong.

c. Doi véi xa hpi

Su phit trién ngudn nhan lyc ctia cic doanh nghiép chinh 1a yéu
t6 tich cyc thiic day nén kinh té phat trién.

1.1.3. Y nghia ciia cong tac dao tao ngudn nhan luc

Dao tao ngudn nhan luc c6 ¥ nghia vo ciing to 1on ddi véi mot
t6 chirc, ddi voi nguoi lao dong va ddi voi nén kinh té.
1.2. NQI DUNG CUA CONG TAC PAO TAO NGUON NHAN
LUC

1.2.1. Panh gia nhu ciu dio tao va lra chon ddi twong dao tao

a. Ddnh gid nhu cau dao tgo

Pénh gid nhu cau dao tao 12 qud trinh thu thap va phén tich
thong tin nham 1am rd nhu cu cin cai thién két qua thyc hién cong
viéc va xac dinh dao tao hién tai c6 phai la giai phap ning cao hiéu
qué 1am viéc, kha nang phat trién véi timg can bd, nhan vién cu thé.

b. Lua chon doi twong dao tgo

bé dao tao dugc mot nguoi lao dong 1a rat ton kém, vi vay trudc
khi thuc hién chuong trinh dao tao phai x4c dinh, lua chon ddi tuong
duoc cho di dao tao.

1.2.2. Xac dinh muc tiéu dao tao

Cédc muc tiéu dao tao c6 thé dugce thiét lap trong bat ky Iinh vuc
nao, bang mot trong s6 cdc phuwong dién sau:

-S6 Iugng cong viéc do Kkét qua cua vi¢c dao tao

- Chét luong cdng viéc sau dao tao

- Su kip thoi cua cdng viéc sau dao tao

- Tiét kiém chi phi do dao tao



Két qua can dat dugc bao gom:

- Nhitng k¥ nang cu thé can dugc ddo tao va trinh d k¥ nang c6
duoc sau dao tao.

- S6 lugng va co ciu hoc vién.

- Thoi gian dao tao.

1.2.3. Xac dinh ngi dung dao tao

N6i dung dao tao phai duoc xiy dung that cu thé vé: Noi dung
giang day, thoi gian biéu, ngudi giang day.

1.2.4. Lya chon phwong phap dao tao

C6 nhiéu phuong phdp dao tao khac nhau dé lya chon va mdi
phuong phap déu cé nhiing wu, nhugc diém riéng ctia né. Co s6 cua
viéc lya chon phuong phap dao tao la dua vao ndi dung chuong trinh
dao tao va chi phi dao tao ctia doanh nghiép.

1.2.5. Xidc dinh phwong tién, thiét bi cho céng tac dao tao

Xac dinh phuong tién, thiét bi cho cdng tic dao tao tuy thudc
vao phuong phap dao tao va diéu kién co sé vat chit ciia noi dao tao.

1.2.6. Xay dung kich ban dao tao

Thyc chat ctia giai doan nay la 1én ké hoach va phat trién
chuong trinh d2o tao. Dé thanh cong can phai xdc dinh & cdc muc
tiéu, céc diéu kién rang budc va két hop 3 yéu td cua sy thanh cong:
thiét k&, pho bién va hau can.

1.2.7. Du tinh kinh phi dao tao

Chi phi dao tao sé€ quyét dinh viéc lya chon cac phuong an dao
tao. N6 bao gém céc chi phi cho viéc hoc va chi phi cho viéc day.

1.2.8. Thuc hién chwong trinh dao tao

Viéc tién hanh tién trinh d2o tao phai dugc phan cho mot ddi
tuong cu thé phu trach, ngudi nay s& truc tiép quan 1y, bdo cdo va

chiu trach nhi€m trudc cap trén.



1.2.9. Panh gia két qua dao tao

Két qua cia chuong trinh dao tao thuong duoc phan dnh qua:
két qua hoc; su danh gid ctia ngudi hoc voi chuong trinh dao tao; két
qua thyc hién cong viéc sau dao tao cua hoc vién...
1.3. NHUNG PAC PIEM CUA NGANH XAY DUNG ANH
HUONG PEN CONG TAC PAO TAO NGUON NHAN LUC

1.3.1. Nganh dang phit trién

Trién vong phat trién cia nganh xdy dyng & nudc ta trong
nhitng nam t6i 1a rat 16n. Ddi hoi cho viée phat trién nay 12 k¥ thuat,
vén, vat tu va nhan luc c6 trinh d0 chét lugng chuyén mon cao.

1.3.2. Cong nghé xiy dung tién by nhanh

Su tién bo ciia khoa hoc cong nghé trong xiy dung anh hudng
khong nhé dén viéc dao tao va phat trién ngudn nhan lyc cua doanh
nghiép dé déap ung dugc nhu cau 1am cha va st dung cong nghé.

1.3.3. Pic diém sir dung nhan lrc nganh xiy dung

Nhu ciu phat trién nhanh va da dang cua thi trudong xay dung tat
yéu doi hoi ngudn nhén lyc tuong Gmg dit vé s6 lugng va chét lugng,

d6ng thoi phit trién theo hudng phan cap sir dung manh mé.

CHUONG 2
THUC TRANG CONG TAC PAO TAO NGUON NHAN LUC
TAI CONG TY CO PHAN XAY DUNG PAK LAK

2.1. GIOI THIEU CHUNG VE CONG TY CO PHAN XAY
DUNG PAK LAK

Tén cong ty: Cong ty cd phan xay dung Dik Lik

Loai hinh doanh nghiép: Céng ty c¢b phan

Dia chi: s6 25 Puong Lé Duan, Phuong Tu An, thanh phd Budn
Ma Thudt, Pik Lak.



Fax: 0500 3814260

2.1.1. Qua trinh hinh thanh va phat trién ciia Cong ty

2.1.2. Chirc niang va nhiém vu cia cong ty

a. Chirc nang

Xay duyng dan dung, cong nghiép, cong trinh giao thong, thuy
loi, cong trinh dién, tu vin x4y dyng, trang tri ndi ngoai that, khai
hoang, san xuat linh kién chuyén ding, dich vu, thuong mai.

b. Nhiém vu

Kinh doanh c6 11, bao toan va phét trién von cua cd dong, bao
dam 1oi nhuan va lgi tirc cho ¢ dong va doi sdng cho cdn bo cong
nhan vién chuc va nguoi lao dong.

2.1.3. Pic diém hoat dong kinh doanh ciia cong ty

a. Dic diém linh vuc hoat dpng

Cong ty ¢ phan xdy dung Pk Lik 1a don vi chuyén hoat dong
trén linh vuc xay dung dan dung, cong nghiép, cong trinh giao thong,
thuy loi, cong trinh dién, tu van xay dung, trang tri ndi ngoai that,
khai théc, san xuét vat liéu, cac hoat dong thuong mai...

b. DPic diém thi trwong va khdch hang

Thi truong trong tinh va khu vuc 1an can (Dék Nong, Kom Tum,
Gia Lai, Lim Pdng) dugc xdc dinh 1a thi truong chinh ciia Cong ty.

c. Ddc diém to chire qudn ly



2.1.4. Két qua san xuit kinh doanh ciia Cong ty nhitng nim
gin day
Bing 2.1. Bdo cdo két qud hoat déng sdin xudt kinh doanh ciia
Cong ty giai dogn 2013 - 2015

Pvt: Triéu dong
Nam Nam Nam

T Chi tigu 2013 | 2014 | 2015

| |Doanh thu bdn hang va cung ¢p| 5)q 345 | 514,065 | 230,167
dich vu

2 | Céc khoan gidm trur 1,113 1,786 1,896

3 DoanhA thq thuan vé ban hang va 228231 | 212.278 | 228.270
cung cap dich vu

4 | Gid vén hang ban 222,161 | 206,540 |223,135

5 Lf_ri nhuén g0p vé ban hang va cung 6.071 5739 5.135
cap dich vu

6 |Doanh thu tai chinh 3,002 4,385 5,622

7 | Chi phi tai chinh 2,895 4,433 4,523

8 | Chi phi quan ly doanh nghiép 5,370 4,392 4,678

9 |Loi nhuén tir hoat dong kinh doanh 807 1,299 1,555

10 | Thu nhip khéc 453 95 52

11 |Chi phi khic 24 93 33

12 |Loi nhudn khdc 429 2 19

13 |Tong lgi nhuén ké todn trude thué 1,236 1,301 1,574

14 | Chi phi thué TNDN hién hanh 301 286 346

15 |Loi nhuén sau thué TNDN 934 1,015 1,228

(Nguon: Bdo cdo tai chinh ciia Cong ty)
Doanh thu ciia Cong ty twong d6i 6n dinh trong 3 ndm vira qua.
Do dic thil ciia cong ty xay dyng 12 von rat 16n nén ty suét lgi nhuan
trén doanh thu ciia Cong ty twong ddi thap, khoang 0.45%.
2.2. TINH HINH CAC NGUON LUC CUA CONG TY
2.2.1. M4y méc thiét bj
2.2.2.Tai chinh



Bing 2.2. Co céu vén ciia cong ty giai doan 2013- 2015

DPon vi: Triéu dong

Von

Nim 2013 Nim 2014 Nim 2015
Vén ¢6 dinh 3,300 15,738 13,528
Vén luu dong 5,860 6,381 6,944
Vén khic 474 504 512

(Nguon: Bdo cdo tong két tinh hinh san xudt kinh doanh ciia Cong ty)
2.2.3. Nguon nhén lyc

a. So lwong lao dong

Bing 2.3. Sé lwong lao dong ciia Cong ty giai dogn 2013 - 2015

Tinh chat

| Nam 2013 Nam 2014 Nam 2015
hopdong ™5™ T"co | 8§ | Co | S& | Co
lao dong lwgng céu lugng céu lugng céu

(ngudd) | (%) | (ngudi) | (%) | (nguoi) | (%)
Ngan han 967 88.9 831 86.9 997 87.0
Dai han 121 11.1 125 13.1 149 13.0
Tong 1088 100 956 100 1146 100

b. Co ciu lao djng

(Nguon: Phong Té chirc hanh chinh)

Bdng 2.5. Trinh d¢ lao dong dai han ciia cong ty nam 2013 - 2015

Trinh do Nam 2013 Nam 2014 Nam 2015
S6 Co S6 Co S6 Co
luong | cdu | luong céu luwong céu
(nguoi) | (%) | (nguoi) | (%) | (ngudi) | (%)
Dai hoc 62 51.2 68 54.4 69 46.3
Cao ding 20 16.5 23 18.4 23 15.4
Trung cap 13 10.7 14 11.2 24 16.1
Cong nhan 26 21.5 20 16.0 33 22.1
Tong 121 100 125 100 149 100

(Nguon: phong Té chirc hanh chinh)
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Bing 2.6. Co ciu lao dgng dai han theo gidi tinh va dé tuoi giai
doan 2013 - 2015

Gidi Nim 2013 Nam 2014 Nam 2015
tinh va S6 Co S6 Co S6 Co
do tudi lwgng chu lugng chu lugng céu

(nguoi) | (%) | (nguoi) | (%) | (ngudi) | (%)

Nam 68 56.2 71 56.8 93 62.4

53 43.8 54 43.2 56 37.6

Tong 121 100 125 | 100.0 | 149 | 100.0

<30 35 28.9 39 31.2 49 32.9
30-50 65 53.7 66 52.8 77 51.7

>50 21 17.4 20 16.0 23 15.4

Tong 121 [1000| 125 | 1000 | 149 | 100.0

Nguon: Phong Té chirc hanh chinh.
2.3. THUC TRANG PAO TAO NGUON NHAN LUC CUA

CONG TY THOI GIAN QUA
Buoc Trach nhiém Quy trinh
Ban gidm dde [ Xac dinh nhu clu ]
1 Phong t6 chirc hanh chinh
Céc don vi, phong ban c6 nhu ciu v
Ban aidm a4 [ Xdc dinh myc tiéu ]
) an giam doc
Phong t6 chitc hanh chinh v i
\ Phong t chtc hanh chinh [ Xay dyng k¢ hoach ]4—
Céc don vi, phong ban c6 nhu ciu
. X Phé duyét
4 Ban giam doc
PAho'nqg (0 chic .hanil cl'uqnh, C'aAn (Thuc hién chuong trinh:
5 b0 gidng day tai cho, gidng vién || x4 dinh phuong phdp
thué ngoai, gui di dao tao... \-  Kinh phi, chinh sich )
v
6 . [ Luu ho so ]
Phong t6 chirc hanh chinh

Hinh 2.2. Quy trinh dao tao ciia DACONCO
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2.3.1. Panh gia nhu ciu dao tao

Hang nam, dé xdc dinh nhu cau dao tao nhén vién cta cong ty,
cén bo phong T4 chirc hanh chinh dya vao 3 cin cir:

- Bdo cdo hang nam cta cac phong ban va chi nhanh.

- Phuong hudng hoat dong ciia cong ty trong nam toi.

- Yéu cau clia cdc phong ban va chi nhanh néu c6 nhu cau dao
tao nhan vién, hodc nhan vién cé nguyén vong dugc dao tao.

2.3.2. Xac dinh muc tiéu dao tao

- Trang bi kién thiic chuyén mén va k¥ ning can thiét cho
nhan vién, ddp Gmg yéu cau cong viéc hién tai.

- Nang cao trinh d¢ d6i ngti quan 1y.

- Dao tao nhan vién maéi nhanh chéng thich tng v4i cong viéc.

- Gitip cho nhitng ngudi lao dong c6 thé nim bat va tmg dung
kip thoi cong nghé san xuét mdi vao cong viéc.

2.3.3. Xac dinh ni dung va lya chon phwong phap dao tao

% Vé néi dung dao tao: ndi dung dio tao hién nay cia Cong ty
gdm nhirng méang chinh sau:

- Pao tao kién thirc chung cho nhan vién moi:

Bdng 2.8. Ngji dung dao tao nhan vién moi

No6i dung Thoi gian Phuy trach

Gi6i thiéu vé cong ty, cdc bd phan phong

ban, chi nhanh...

Gi6i thiéu vé cic hoat dong co ban trong Phong T
qué trinh 1am viéc: Hoan thién hd so cé 1 ngay churc hanh
nhan, thoi gio lam viéce, thoi gid nghi ngoi chinh

Céc ché d6 nhan vién dugc huong, ché do
khen thudng, ky luat.

Quy trinh thyc hién cong viéc. 1 ngay Phong ban

C4c biéu mau sir dung trong cong viéc, lién quan

hudng dan sir dung cic thiét bi.
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+ D061 v6i chuyén vién, ki su:

- Pao tao phuc vu thuc hién cong tdc chuyén mon, nghiép vu:

Bing 2.9. Ngi dung dao tao cho nhadn vién giai doan 2013 - 2015

Dvt: Nguoi
Stt Noi dung dao tao Nam | Nam | Nam
2013 | 2014 | 2015
1 | Boi dudng chinh tri 15 18 25
2 | Ctrnhan QTKD 2
3 | Cir nhan ké todn kiém todn 1 1
4 | Cr nhan quan tri nhan su 2 1
5 | K¥ su xay dung 2 3 5
6 | Ky ning sir dung phin mém ké todn 8 10
7 | Nghiép vu ké todn, tién luong 2 4 3
8 | Nghiép vu hanh chinh van phong 2 3 4
9 | Nghiép vu quan ly du 4n 3 5 7
10 | Nghiép vu KCS 3 2
11 | Tap huin thué 6 7
12 | Tap huan phap luat lao dong 5 4
13 | Tap huan cong tic an toan vé sinh 5
lao dong
14 | Tap huin cong tic dan quén tu vé 1 1
15 | Tin hoc 9 9

(Nguon: Tong hop tir s6 liéu ciia phong Té chire hanh chinh)

+ D06i véi cong nhan:



13

Bing 2.10. Téng hop ngi dung dao tao cho cong nhin

Noi dung Thoi gian Phu trach

Céc cong doan cua thi cong xay lap. o
3 ol oz Chuyén vién
Céc thao tac lap dat, gia cong chi tiét. L
X Y P . cta Cong ty
Lo6i thuong mac va cich khac phuc. Tuy vao

Cap nhat nhitng kién thtic, sitr dung | tinh hinh | Giang vién
trang thiét bi méi, hodc c6 day | thuc té ngoai/chuyén
chuyén, cong nghé méi. vién cta cong
ty
(Nguon: Tong hop tir bdo cdo ciia phong Té chirc hanh chinh)

- Pao tao ning cao chit lugng can b quan 1y: Noi dung dao
tao bao gdm céc khéa nang cao k¥ ning quan 1y diéu hanh, dao tao
sau dai hoc, van bang 2, chuong trinh cp nhat quy dinh, vin ban
méi cia nha nude va cée o chire kinh té khéc.

% Vé phwong phdp dao tao:

Bdng 2.11. Phwong phdp dao tao tai Cong ty nam 2013 - 2015

Déi tugng Noi thue hién
Phuong phdp dao tao Céan bd Cong |Nhan| Noi | Ngoai
chuyén moén | nhan ky | vién | 1am |noi lam
nghi¢p vu thuat moéi | viéc | viéc
Kem cip chi dan cong viéc X X X X
L6p hoc tai cic trung tAm X X X
Mo 16p canh doanh nghiép X X
Dao tao tai cc truong X X X
chinh quy
Hoi nghi, hoi thao X X

(Nguon: Phong Té chirc hanh chinh)
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Qua thyc trang trén, ta c6 thé nhan xét:

- vé ndi dung dao tao: ndi dung dao tao nguén nhan luc cua
Cong ty kha phong phd, song da phan van tip trung vao kién thuc,
chua danh manh vao dao tao ky néng.

- V& mit phuong phép: con rat han ché, khong da dang, chi
yéu 1a nhitng hinh thirc truyén thong, chwa 4p dung céc phuong phap
hién dai. Vi vay chua that sy kich thich dugc nhan vién tham gia tich
cuc vao cac khéa dao tao.

2.3.4.Xdc dinh phwong tién, thiét bi cho cong tac dao tao

2.3.5. Xay dung kich ban dao tao

Kich ban dao tao ciia Cong ty gom nhing ndi dung sau: Noi
dung dao tao, yéu cau va muc dich khéa dao tao, thoi gian va dia
diém thyc hién dao tao cy thé, thanh phan tham gia, giang vién giang
day va tai liéu st dung, chi phi.

2.3.6. Dy tinh kinh phi dao tao

Nguén kinh phi danh cho cong tic dao tao cia Cong ty chu
yéu tir nguoén: trich loi nhuan ciia cong ty va nguoi lao dong tur tic
kinh phi tuy theo tinh chat khéa dao tao.

Bing 2.12. Miec chi cho dao tao ciia cong ty nam 2013 - 2015
Pvt: Triéu dong

Nam 2013 | Nam 2014 | Nam 2015
Miic cho phép tbi da 90 80 100
Thyc chi 84 83 97
Thuc chi (%) 93.3% 101.1% 97%

Nguon: Phong Tai chinh ké todn.

Qua bang trén ta thdy viéc du tinh kinh phi qua cdc nim c6 sy
chénh 1éch rd rang. Nguyén nhan 1a do phong Ké todn tai chinh du

tinh kinh phi dao tao dua trén Kkét qua hoat dong san xuét kinh doanh
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ctia Cong ty chtr chua dya vao ké hoach, chuong trinh dao tao ngudn

nhan luc.
Bdng 2.13. Thuc chi cho dao tao ciia Cong ty giai doan 2013 — 2015
Dvt: Nguoi
TT Phuong phédp dao tao Nam | Nam | Nam
2013 | 2014 | 2015
1 | Kém cip chi din cong viéc 5 9 8
2 | Lop hoc tai céc trung tam 31 42 40
3 | Mo 16p canh doanh nghiép 31 16 32
4 | Pao tao tai cic trudng chinh quy 9 4 12
5 | Hoi nghi, hoéi thao 8 12 5
Tong 84 83 97

(Nguon: Phong Tai chinh ké todn)

2.3.7. Panh gia két qua dao tao

Viéc danh gid két qua dao tao ctia Cong ty con so sai, khong
sdt sao vao timg khod hoc ma chi d4nh gia thong qua vin bang chiing
chi nhén dugc ciling nhu nhan xét ctia gidng vién phu trach. Viéc dp
dung kién thic, k¥ ning c6 dugc sau dao tao ciing khéng dugc quan
tam trigt dé. O
2.4. PANH GIA TINH HINH CONG TAC PAO TAO NGUON
NHAN LUC TAI CONG

2.4.1. Uu diém

- Cong ty da xay dung x4y dung dugc mot quy trinh kha
hoan chinh dé thuc hién codng tac dao tao nguén nhan lyc cling nhu
thyc hién quy trinh twong dbi t6t. Ap dung nhiéu phuong phdp dao
tao nham nang cao hiéu qua cong tic dao tao.

- Cong ty da dya trén doi hoi thuc tién cua hoat dong san

xuét kinh doanh dé xdc dinh nhu ciu dao tao, c6 su két hop gitta nhu
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cdu ciia Cong ty va nguyén vong duge dao tao ciia ngudi lao dong.

- Qua cdc nam, sé luong lao dong tham gia dao tao ngay
cang ting 1én, chung t6 cong ty ngay cang quan tim dén cong tic
dao tao ngu(‘Sn nhan luc.

- Cong ty ludn cb gang hét stic dé dam bao nhitng khoan chi
dé hd trg cho giang vién va ngudi lao dong tham gia hoc tap.

Hién d¢i ngli cdn bd cong nhan vién ciia Cong ty c6 trinh do
chuyén mén cao, ddp tmg duoc yéu cau cong viéc dé ra.

2.4.2. Nhiing ton tai cin khic phuc

- Viéc xdc dinh nhu cu va lya chon ddi tugng dao tao con
mang tinh chi quan ctia nguoi 1anh dao va can bd lanh dao bd phan.

- Muc tiéu dao tao ma Cong ty dua ra rat chung chung, chua
cu thé, chua o rang dé c6 thé do ludng chinh xdc.

-Cong ty chii yéu lya chon nhitng khod d2o tao ngin han. Do
do, thuong hiéu qua nhiing khod nay khong cao.

- Viéc x4y dung kich ban dao tao hang nam chua cu thé chi
tiét, chua sdt sao, tién do dao tao chwa dugc chi trong.

- Pao tao phan 16n chi trong dén kién thic chuyén mén,
chua chu trong nhiéu dén dao tao cdc ky nang lam viéc va nang luc
can thiét dé thuc hién cong viéc. Cac chuong trinh dao tao thuong cé
quy md nho, ndi dung don gian, phuong phép truyén thong, chat
lugng chua cao, chua ddp img myc tiéu ciia t6 chic.

- Ngudn kinh phi dao tao hién nay cia Cong ty chua duoc
thanh 14p mot quy riéng.

- Viéc lya chon gidng vién/ngudi phu trach giang day cling
tdn tai nhiéu bét cap.

- Viéc danh gid két qua cua chuong trinh dao tao chua duoc

chu trong, mang nang tinh hinh thurc.
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- Chua c6 chinh sich tao dong luc cu thé cho cén bo lam

cong tac dao tao va nguoi lao dong dugc dao tao.

CHUONG 3
GIAI PHAP HOAN THIEN CONG TAC PAO TAO NGUON
NHAN LUC TAI CONG TY CO PHAN XAY DUNG PAK LAK
3.1. CAN CU DE XUAT GIAI PHAP

3.1.1. Pinh hwong va muc tiéu kinh doanh thai gian toi

a. Dinh huong

- Mo rong, phit trién thi truong

- Quan tAm phat trién san xuat cong nghiép vat lidu xay
dung.

- Pa dang héa cic nganh nghé, kinh doanh va san xuit cdc
cAu kién, vat liéu dé chu dong hoan toan trong thi cong.

- Phén déu tré thanh don vi hang dau trong linh vuc thi cong
xdy lip ¢ khu vuc Tay Nguyén. Trudc mat, ldy hoat dong thi cong
xdy lap lam nén tang , md rong hoat dong kinh doanh sang linh vuc
san xudt vat liéu xay dung, dau tu bat dong san.

b. Muc tiéu kinh doanh

Bing 3.1. Cdc chi tiéu dw kién ciia nam 2020

Dvt: VNP
STT Chi tiéu Duy kién
1 Doanh thu 305,000,000
2 Loi nhuan sau thué 2,500,000
3 C6 tirc 12.5%
4 Thu nhap binh quan 9,000,000

(Nguén.‘ Phong Ké hoach ky thudat)



18

3.1.2. Mt s6 quan diém khi xay dung gisi phap

-Pao tao theo ding nhu ciu thuc té, xiy dung dugc bién phap
xéc dinh nhu clu dao tao khoa hoc va chinh xac, cai tién quy trinh
dao tao, théng nhét tai lidu dao tao.

- Phai dao tao dugc d6i ngli can bo gioi vé chuyén mon, dam
bao vé ning luc quan 1y ké tuc.

- Pao tao doi ngii cong nhan lanh nghé, ¢6 ¥ thic ky ludt cao.
3.2. MOT SO GIAI PHAP PE XUAT NHAM HOAN THIEN
QUY TRINH PAO TAO NGUON NHAN LUC CUA CONG TY

3.2.1.Hoan thién viéc xac dinh nhu ciu dio tao va lya
chon déi twong dao tao

+% Hoan thién viéc xdc dinh nhu cau dao tao

Budc 1: tién hanh phén tich td chuec, vé cdc mat nhu sau:

-Pinh hudng kinh doanh thoi gian t6i s& can nhédn vién thyc
hién nhiing cong viéc nao.

-Nhing thay d6i vé nguon nhan lyc ciia cong ty thoi gian toi.

Budc 2: tién hanh phan tich tic nghiép: nhin vién can nhiing
k¥ nang, hanh vi, nang lyc gi dé thyc hién tét cong viéc.

Budc 3: tién hanh phan tich nhan vién, dé xuit ¢ ddy 1a cong
ty s& tién hanh khao sat bang bang cau hoi dé ddnh gid nhén vién, va
viéc danh gid dugc thuc hién theo 2 hudng: nhan vién ty danh gia va
cép trén dnh gid nhan vién.

Déi véi DACONCO, trong phan tich tic nghiép, tic gia tap
trung vao nhitng ning lyc hanh vi ma nhan vién can c6 va dé xuat
khung nang lyc thi diém déi v6i cac nhém dbi tuong.

Sau khi c¢6 duoc khung ning lyc, ta tién hanh khao st dénh
gid ning luc cd nhan cua timg nhan vién cong ty, tir két qua khao sat,

rut ra dugc nhiing nang lyc con thiéu sét, thé hién & Bang 3.3.
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Bing 3.3. Két qud khdo sdt vé néng luc nhan viéen DACONCO

bPéi tuong | Nhom nédng luc va ndng luc Ty 1€ dat

Cén bd quan | Ning luc phét trién chién lugc

ly Hoach dinh 83%

Quyét dodn 75%
T chirc 67%
Nang luc lam viéc v6i nguoi khic
bam phén 58%
Lam viéc nhém 83%
Quan 1y xung dot 67%
Nang lyc 1am viéc chuyén mon
Ra quyét dinh 92%
Giai quyét vin dé 75%
Quén tri sy thay dbi 58%
Nang dong sang tao 42%
Nang lyc c4 nhan
Chu dong 50%
Cu tién 67%

Nhén vién | Nang luc l1am viéc v6i nguoi khic

van phong | Hop tac 75%
Lam viéc nhém 63%

Nang lyc 1am viéc chuyén mon

Lap ké hoach 68%

Nang dong, sdng tao 43%

Kién thic tiéu biéu

Luat lao dong 83%

Nang lyc ¢4 nhan
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bPéi tuong | Nhom nédng luc va ndng luc Ty 1€ dat
Chu dong 38%
Cu tién 58%

K¥ su Ning lyc phat trién chién lugc

T chirc 69%
Nang lyc lam viéc voi ngudi khic
Giao tiép 59%
Hop tac 78%
Lam viéc nhém 81%
Quan 1y xung dot 72%
Nang lyc 1am viéc chuyén mon
Lap ké hoach 63%
Giai quyét vin dé 91%
Nang dong, sdng tao 59%
Nang lyc ¢4 nhan
Chu dong 75%
Cau tién 88%

Cong nhan | Nang lyc phit trién chién luoc

tryc tiép san | T4 chirc 84%

Xuét Ning luc 1am viée v6i ngudi khac

Tiép thu 93%
Hop tac 76%
Lam viéc nhém 60%
Nang lyc 1am viéc chuyén mon
Quan ly cong nghé 93%
Nang dong, sdng tao 63%

Kién thic tiéu biéu
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bPéi tuong | Nhom nédng luc va ndng luc Ty 1€ dat

Kién thirc chung phuc vu cong viée 90%

cua t6/doi

Kién thirc chuyén biét cho cong 87%

viéc hién tai

Nang lyc ¢4 nhin
Chu dong 62%
Cu tién 43%

Vi nguén lyc ¢6 han, khong thé dao tao hét tat ca cdc nang luc

thiéu s6t cho tat ca cdc nhém doi tuong ma phai chon loc dé wu tién
dao tao.
Lwa chon diing doi tuwong dao tqao

Cong ty nén s dung két qua cua hoat dong phan tich tic
nghi¢p va két qué lam vi¢c dé chon lya. C6 nhu vay, viéc lua chon
dbi tugng dao tao mai chinh xac va phuc vu muyc tiéu phat trién san
xuét kinh doanh thyc tién ctia doanh nghiép.

3.2.2. Xac dinh muc tiéu dao tao

- Muc ti€u dao tao phai cu thé cho tung ddi tuong dugc dao
tao, timg khéa dao tao ciing nhu trong thoi gian cy thé

- Muc tiéu dao tao dat ra phai c6 tinh kha thi, phai do luong
dugc, dat dén dugc trong thoi gian hitu han, phit hop véi tinh hinh
thue té cua Cong ty va can cur vao nhu cau dao tao da dugc xédc dinh.

3.2.3. Xac dinh ndi dung dao tao

Duya trén khung ning luc da xdy dung va két qua danh gia dé
lya chon ra dugc nhitng kién thirc, k¥ nang nao can duoc dao tao va
xac dinh dugc cac ndi dung can dao tao. Vi du noi dung dao tao dé

xuat v&i can bd quan 1y cap cao:
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Bing 3.4. Khéa hoc danh cho cdn b lanh dao cdp cao

Thoi
TT Tén khéa hoc gian
(Ngay)

1 | K¥ nang lanh dao 5
2 | K¥ niang dam phén va giai quyét xung dot 5
3 | K§ ning giai quyét van dé va ra quyét dinh 5
4 | Ky nang tu duy sing tao 3
5 | Thai d6 lam viéc tich cuc 3
6 | Quan trj hé théng kiém sodt noi bo 5
7 | Xay dung, to chue, ddnh gia thuc hién ké hoach 5
8 | Xay dung chién lugc kinh doanh 5

3.2.4. Hoan thién viéc lya chon phwong phap dao tao

- Vi d6i twong cén bd quan 1y: Tang cudng dio tao theo hinh
thirc thdo luan, hdi nghi, h¢i thao vdi quy md phu hop. Bén canh d6
can mé rong pham vi hdi thio.

- Vi d6i tuong nhan vién vin phong va ky su: Tang cudng
d20 tao theo hinh thirc trd choi quan trj va xir 1y tinh hubng.

- Vi d6i twong cong nhan lao dong tryc tiép: Ting cuong dao
tao theo hinh thirc xir Iy tinh huéng.

- Ngoai ra, nén tang cuong tmg dung cong nghé thong tin
trong dao tao, diéu nay dem lai hidu qua rat cao.

3.2.5. Xay dung ké hoach nguén kinh phi cho cong tic dao
tao

- Xéc dinh dugc cac khoan chi phi danh cho dao tao mét cach
day du, cong khai cdc khoan chi phi cho dao tao hang nam.

- Chi phi dao tao phai cin ctr vao muc tiéu lau dai da dé ra.

- Lap mét quy riéng danh cho cong tic dao tao.
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-Nén c¢6 chinh séch trich mot phan nho trong quy ngan séch
dao tao dé cho hoc vién c6 thanh tich xuét sic trong khéa hoc, nhim
nang cao tinh than hoc tap cua hoc vién.

3.2.6. Cong tac danh gia két qua dao tao

Cbng ty c6 thé sir dung mo hinh danh gid 4 cap d6 cia Donald
Kirkpatrick:

- Cép d6 1: danh gid phan tng ctia nhin vién.

- Cép d6 2: danh gid mic do tiép thu cta nhan vién.

- Cép d6 3: dénh gi4 kha ning va mic d6 ng dung nhiing
kién thirc va k¥ nang dat duoc tir khéa hoc vao cong viéc.

- Cép d6 4: danh gia hiéu qua dao tao thong qua anh hudng
ctia n6 véi két qua kinh doanh.

Trong diéu kién Cong ty DACONCO, tic gia dé xuit phat
trién danh gia & cip do 3, sir dung phuong phdp danh gia theo bang
diém.

3.2.7. Chinh sach trong va sau dao tao

- Nhén vién sau dao tao phai dugc Cong ty bd tri thuc hién
cdc cong viéc phu hop voi nang luc, trinh d9, k¥ néng cua ho.

- Tang cudng cong tic thuong phat vét chat.

- Tao bau khéng khi 1am viéc gidp d& nhau trong toan Cong
ty. Néu khong c6 su ung hd, gitip d& cua dong nghiép va cap trén,
nhan vién sau dao tao sé& rat khé khan trong viéc dp dung kién thic,

k¥ ning, nang lyc da dugc dao tao vao trong cong viée thuc té.
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KET LUAN

Duy tri va phat trién ngudn nhan luc 12 vin dé cét yéu cua moi
t chirc, va mét trong nhitng bién phap hitu hiéu nhit dé thyc hién
muc ti€u d6 1a thuc hién dao tao nguén nhan luc.

Vi Cong ty ¢ phan xdy dung Dak Lik, qua hon 30 nam ton tai
va phat trién, cong ty da dat dugc nhiéu thanh tyu dang ké trong kinh
doanh, déng gép vao thanh céng d6 chinh 1a nhd vao nd lyc cia doi
ngll cdn b nhan vién cua Cong ty. Tuy nhién, véi mdi trudng kinh
doanh canh tranh ngay cang khdc liét hién nay, doi hoi Cong ty phai
khong nglmg duy tri va ning cao chét lugng ngudn nhan lyc cua
minh. Ma, chia khod dé giai quyét van d& nay - hoat dong dao tao
nguén nhan lyc hién nay tai Cong ty - lai chua thyc sy phat huy dugc
hiéu qua.

Trong gidi han nghién cltu, luan van da di sau phan tich va hoan
thanh nhitng nhiém vu chinh sau:

Thir nhat: Hé théng hod nhitng vin dé 1y luan va thuc tién vé
dao tao ngu(‘Sn nhan luc.

Thir hai: Qua phan tich thyc trang ctia hoat dong dao tao nguén
nhan lyc tai Cong ty, ludn van da chi ra nhiing Kkét qua dat duoc,
cling nhu tdn tai va han ché cua hoat dong nay.

Thir ba: Thong qua 1y luan, thyc trang vé dao tao ngudn nhan
lyc, luan van da dua ra nhitng dinh huéng va mot s6 giai phap hoan
thién cong tic dao tao ngudn nhan lyc nhim xiy dung doi ngi can

bo nhan vién c6 chat lugng, dap ing nhu ciu phat trién ciia Cong ty.



