TAP CHi CONG THUONG

HOAN THIEN CONG TAC
QUAN TRINGUON NHAN LUC
TAI CONG TY CO PHAN CAP NUOC TAN HOA

® NGUYEN QUYETTHANG - LAl THI THANH NGA

TOM TAT:

Tai Cong ty C6 phan Cap nudc TAn Hoa (Tan Hoa), cong tdc quan tri ngudn nhan luc (QTNNL)
tuy di dudc quan tAm va thuc hién t6t, nhung van con mot s6 ton tai, anh hudng d&n hiéu qua san
xuat - kinh doanh (SXKD), ciing nhu chua ddp tng kip thdi yéu cAu ddi mdi clia DN. Biing mot s6&
phuong phap nghién citu, nhu: thu thap thong tin, thong ké md ta, so sanh, phan tich va tdng hop;

nghién cttu nay xem xét va di sdu vao thuc trang cong tdic QTNNL tai Tan Hoa dé tir 36 @é xuit mot

s0 gidi phap hoan thién cong tic QTNNL ctia Cong ty trong thdi gian t6i.

T khéa: quan tri ngudn nhan luc, Cong ty ¢6 phan CAp nuSc Tan Hoa.

1. Dit van dé

Tan Hoa la cong ty ¢ phian c6 von nha nudc
chi phoi, thudc Téng cong ty CAp nude Sai Gon -
Trach nhiém hitu han mdt thanh vién (Cong ty
me). Hoat dong chinh ctia Coéng ty 1a cung tng,
kinh doanh nuéc sach cho nhu ciu tiéu dung, san
xuat cia khu viyc quan Tan Binh, quin T4an Phd va
mot phﬁn quan Phd Nhuin thugc Thanh phd Hob
Chi Minh. Céng tic QTNNL dugc Cong ty thuc
hién tuong doi tot. Tuy nhién, do mot vai khé
khin, nén Cong ty vin con mot s6 diém han ch&
nh4t dinh. Cong tic tuyén dung con han ch& vé
kinh phi, nhan sy ti€p nhan d6i khi con chua ddp
ttng dugc yéu cau vé trinh do, ning luc cdng tic.
D6i v6i hoat dong dao tao, tuy duge 1anh dao quan
tAm nhung chua c6 k€& hoach dao tao gin véi
chién lugc phat trién cia Cong ty. Cong ty cling
rat chd trong dén luong, thudng va cdc ché dd cho
ngudi lao dong (NLD), tuy nhién so v§i mit bing
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chung clia nganh nuéc trong khu vyc Thanh phd
Ho Chi Minh thi mifc thu nhdp nay con thip. Do
vay, viéc hoan thién cong tdic QTNNL la hét stic
can thiét.

2. Cd sé dit liéu va phuong phap nghién citu

Dif liéu diing d€ phan tich trong nghién citu nay
bao gdm: dif liéu thit cAp dugc 14y tir cdc nghién
cifu, tai liéu lién quan dén cdc chi truong chinh
sich clia Pang va Nha nudc vé phuong huéng phat
tri€n ngudn nhan lyc (PTNNL) trong linh vuc
nganh cap nudc, cdc nghién citu, ti liu lién quan
dén ly luan QTNNL trong cic don vi, t8 chic,
nhitng quan diém vé phat tri€n luc lugng trong
nganh cAp nudc hién nay nhu mot s6 gido trinh, cc
dir liéu trén bao chi, website, cac bao cdo chinh
thic, cac chinh sach dang thyc hién dp dung tai Tan
Hoa... va dit liéu so cAp dudgc thu thap 1an dau, chua
qua x¥ 1y tai thdi diém nghién citu thong qua cic
cudc diéu tra, phdng van va thdo ludn nhém véi cic
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nha quén tri (NQT) va nhan vién TAn Hdoa nhim
hoan thién cong taic QTNNL Cong ty.

Nghién cttu sit dung mdt s6 phuong phap nhu
thu thap thong tin, thong k& mo t4, so sdnh, phan
tich va téng hgp. Céc phuong phap nay st dung chi
y&u trong viéc nghién cttu bai hoc, kinh nghiém,
phan tich, so sanh, danh gid thuc trang cong tic
QTNNL va tim ra nhitng nguyén nhan tdn tai vi sao
ngudn lao dong chua thuc sy phat huy hét tiém
ning clia minh, chua dip Gng dugc nhu ciu cla
Cong ty. Bén canh d6, nghién ciu ciing st dung
phuong phip diéu tra va thdo luidn nhém véi cic
NQT va nhin vién Cong ty, qua d6 dé xuat giai
phdp va ki€n nghi lién quan dén viéc hoan thién
cong tic QTNNL tai Tan Hoa.

3. K&t qua nghién cifu va thao luan

3.1. Thuc trang cong tdc qudn tri ngudén nhan
luc tai Tan Hoa

Tan Hoa da xdy dung dugc hé thong quy ché&
lam viéc cho ddi ngii cdn bd, NLD va nhitng ngudi
lam cong viéc khic tai Cong ty. Pic biét, trong cd
ciu t§ chifc cac Phong - Pdi dudc phan cong 1
rang, cu thé chifc ning, nhiém vu theo quy ché&
dugc duyét. (Bang 1)

Trinh d§ chuyén mon, nghiép vu va trinh do
ngoai ngil, tin hoc ctia doi ngit can bd, NLP tai
Cong ty nhitng nim gan diy c6 su ting trudng theo
chiéu huéng tich cuc, cian bd va NLD tich cuc hoc
tdp nang cao trinh d), chuyén moén, nghiép vu.
(Béng 2)

Bdng 1. CA cdu CBCNYV, giai doan 2019 - 2021 tai Cong ty C8 phén Cdp nudc Tén Hoa

PVT: Ngusi
T e Nam 2019 Nam 2020 Nam 2021
SSluong | Tyle(%) | Soluong | Tyle(%) | Sluong | TyIé (%)
Gidi tinh
1 Nam 260 80 256 80 252 79,3
2 N 65 20 64 20 66 20,8
Tong cdng 325 100,00 320 100,00 318 100,00
Do tudi
1 Du6i 30 tudi 50 15,4 39 12,3 65 20,5
2 T 31-40 tudi 95 29,3 107 33,4 107 33,7
3 TU 41 - 50 tudi 134 41,2 137 42,8 110 34,6
4 Trén 50 tudi 46 14,1 37 11,5 36 1,2
Tong cdng 325 100,00 320 100,00 318 100,00

Nguén: Phong T6 chitc - Hanh chinh Cong ty

BAng 2. Trinh dd chuyén mén cia CBCNYV, giai doan 2019 - 2021
tai Céng ty C8 phan Cdp nudc Tén Hoa

BVT: Ngudi
Nam 2019 Nam 2020 Nam 2021
T Trinh do . . — —
Solugng | Tylé(%) | Séluong | Tylé(%) | S6lugng | Tylé (%)

1 | Daihoc (BH), sau dai hoc 98 30,2 109 341 125 39,3

2 | Caodang 49 15,0 39 12,3 24 8,0

3 | Trung c&p, Trung hoc phé théng (THPT) 178 54,8 172 53,7 169 53,0

Tong cdng 325 100,00 320 100,00 318 100,00

Nguon: Phong Té chikc - Hanh chinh Cong ty

$6 8 - Thang 4/2022 203



TAP CHi CONG THUONG

Di sau vao phan tich, tim hi€u va danh gid cong
tdc QTNNL ctia Cong ty cho thay:

- Cong tdc hoach dinh nguon nhan lyc

Hoach dinh ngudn nhan Iyc (NNL) dugc xic
dinh 13 nhu cAu nhan luc, dua ra cic chinh sich, k&
hoach hoat dong cho Tan Hoa nhim ddp dng du
nhan lyc ddm bdo s6 lugng, chat lugng, b tri diing
ngudi, ding viéc va ding thdi diém can thict dé dat
dugc hiéu qua trong hoat ddong SXKD cho Cong ty.

Trong diéu kién va yéu cau ning cao hiéu qua
SXKD hién nay, Cong ty chua c6 k& hoach nhan
luc trong dai han. Viéc xédc dinh thira hay thi€u lao
déng chi do titng phong, ban xdc dinh dva vao
khoi lugng cdng viéc hién tai, khong cé sy tham
gia ctia Phong T& chiic - Hanh chinh. Phong T8
chitc Hanh chinh chi ¢6 chic ning tdng hdp cic
nhu ciu nhén sy tif cdc bd phan va thuc hién tuyén
dung. Ban lanh dao Cong ty c6 xdc dinh dugc nhu
cAu vé NNL trong ngin han nhung dé ra chién
luge nay con sd sai.

- Cong tdc phdan tich cong viéc

Phan tich cong viéc, xay dung badng md ta cong
viéc va bang tiéu chuin cong viéc dugc xem la van
dé then chot ctia hoat dong QTNNL. Tuy nhién, tai
Tan Hoa chua chinh thitc thyc hi€n phan tich cong
viéc. Cac ndi dung codng viéc cla ting chiic danh
thudng chi dugc néu trong hop ddng lao dong.
Ngoai ra, cic yéu ciu cong viéc, diéu kién tién
hanh cong viéc, cic nhiém vu, trach nhiém, quyén
han khi thuc hién cong viéc va cic k§ ning cian
thi€t ma nhan vién phai c6 dé thuc hién tot cong
viéc thudng do lanh dao cap trén truc ti€p trao d6i
v6i nhan vién du6i quyén va trong vin ban chua
quy dinh cu thé, o rang.

Bing md ti cong viéc va bang tiéu chuin cong
viéc 1a co s& cho viéc tuyén chon, dao tao, bo tri, sit
dung va ddnh gid k&t qua thyc hién clia mot cdn bd
cong chitc, nhan vién. Tuy nhién, tai Tan Hoa chua
c6 bang mo ta cdng viéc va bang tiéu chuin cong
viec cu thé cho ting chic danh. Vi vy,
CBCNVkhdng c6 dinh huéng dé phan dau; doi khi
tuyén chon vao céc vi tri, cic chifc danh linh dao
con mang tinh chii quan, thién vé c4 nhan cla ngudi
xét duyét, hoic clia ngudi tham muu dé xuit truc
ti€p cho ngudi xét duyét.

- Cong tdc tuyén dung

Hoat dong tuyén dung ctia Tan Hoa c6 quy trinh
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rd rang, chi ti€t, dugc tién hanh, minh bach, cong
khai. Tuy nhién, quy trinh nay con kha don gian,
mot s6 khau mang tinh hinh thtic nén viéc tuyén
dung clia cong ty dién ra modt cdch nhanh chéng.
Bén canh d6, Cong ty chua thu hit dugc nhan tai tir
bén ngoai, vi ngudn tuyén dung da so tir ndi bd, uwu
tién con em CBCNYV trong Cong ty. (Bang 3)

Bdng 3. Tinh hinh lao déng dugc tuyén dung
va nghi viéc tai Cong ty CS phdn Cép nuéc
Tan Hoaq, giai doan 2019 - 2021

BVT: ngudi
Nam | Dauky | Tuyéndung | Nghiviéc| Cudiky
2019 338 06 19 325
2020 325 10 15 320
2021 320 06 08 318

Nguén: Phong T6 chitc - Hanh chinh Cong ty

- Cong tdc dao tao va phdt trién nguoén nhan luc

Piao tao va PTNNL la uu tién hang dau tai TAn
Hoa. Cong ty ludn chi trong va dau tu cho viéc
dao tao va bdi dudng ngudn nhin luc tai Cong ty,
ddm bdo ddp tng nhu ciu ning cao, b sung cip
nhat ki€n thitc chuyén mon nghiép vu, kj ning
nghé nghiép, ning luc quin 1y diéu hanh, khoa
hoc cong nghé dip ng yéu cau hoat dong kinh
doanh. M&i CBCNV déu dudc khuyé&n khich va
tao diéu kién tham gia cdc khéa dao tao tai Cong
ty hodc bén ngoai.

Tuy nhién, Cong ty chua c6 chién luge dao tao
va phdt trién gin lién vdi tim nhin va muc tiéu cu
thé€ cia DN. Mic dit Cong ty da c¢6 xdy dung k&
hoach dao tao nhung chua st véi thyc t€ cong
viéc, thudng cé phét sinh do nhu ciu cong viéc
can thi€t nén k& hoach du bdo thudng khong chinh
xdc. Chat lugng dao tao chua ddp ¥ng yéu cau
thuc tién, khong tao dugc dong Ivc cho sy phat
trién, ciing nhu chua ¢6 chinh sach hd trg phit hgp
dé kich thich nhan vién tu hoc. Bén canh dé, sau
mdi hoat dong ddo tao Cong ty chua thuc hién
ddnh gid hiéu qué dao tao. (Hinh 1)

- Thit lao va ché do dai ngd

binh ky hang thang, Trudng cdc Phong - Doi
clia Cong ty ti€n hanh danh gid két qua thuc hién
cdng viéc ctia nhan vién tai bd phdn minh. Viéc
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Hinh 1: §6 Iugt CBCNV dudc cu di dao tao va chi phi déo tao tai Céng ty C6 phan

Cdép nudc Tan Hoa, giai doan 2019 - 2021
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ddnh gia ndy cho bi€t mitc dd hoan thanh cong viéc
ctia nhén vién ra sao, lam ¢ sG cho viéc trd luong,
khen thudng ciling nhu bo tri, sip x€p cong viéc cho
nhin vién. Riéng cac Trudng, phé phong s€ dugc
Ban Gidm ddc ddnh gi4 theo phan cong phu trach
céc bd phan.

Tuy nhién, viéc didnh gid két qua thuc hién
cong viéc ctia nhan vién con mang tinh dinh tinh,
chua chi ti€t, cu thé, danh gid doi lic con né nang,
chua bam sit yéu cAu cong viéc va tiéu chuin.
Céc ch& do chinh sdch vé tién luong, thudng, phiic
1gi xa hdi clia Cong ty chua mang lai sy hai long
cho doi ngli cdn bd va NLD tai Cong ty. Mic du
Cong ty ciing rat chd trong dén luong, thudng va
cédc ch&€ d6 cho CBCNV, tuy nhién so véi mit
bing chung ctia khu vyc thi mic thu nhap nay vin
con kha thap.

Viéc chi trd luong hién nay chua that sy kich
thich NLD hing say vdi cong viéc, chua phat huy
hét kha ning d€ tao ning suit, chat lugng va hié¢u
qud cao nhat. Chua xay dung dugc quy ch€ trd
Iuong dp dung riéng cho cdc chuyén gia, nhan
vién gidi d€ ho phét trién tai ning, giif chAn ngudi
tai. C4c chinh sich kich thich vat chat, tinh than
nhu thi dua, khen thudng con hinh thic, chua gin
vdi quyén 10i thi€t thyc cia ngudi lao dong. Cic
chinh sdch dai ngd cia Cong ty véi nhdn vién tuy

Nguodn: Phong Té chikc - Hanh chinh Cong ty

da dudc cdi thién nhung chua mang tinh ddng déu,
dan trdi, thi€u chinh sdch dii ngd d6i vdi nhan
vién gidi, ngudi tai. Pay 1a nguyén nhian Cong ty
chua thu hut dugce lao dong cé chuyén mon cao.
Nhan vién c6 ndng luc, ¢6 kinh nghi€ém lai c6 xu
huéng chuyén dich sang mdi trudng lam viéc mdi
tot hon hodic c6 thu nhip cao hon véi chinh sich
daingd hop 1y hon.

Mot s6 nguyén nhdn chinh dén dén nhitng han
ché'trong céng tdc QTNNL ciia Tan Hoa:

Nguyén nhan chi quan: (1) Cong tic QTNNL
clia Tan Hoa con thi€u chi€n luge tong thé vé
PTNNL, ciing nhu nhitng chinh siach, bién phdp
chi&€n lugc ddng bod. Tir d6, thi€u cd s& dinh huéng
cho cdc hoat dong chirc ning ctia QTNNL c6 hiéu
qud, khi&€n cdc chuong trinh, k& hoach, bién phap
trong t8 chic thuc hién cong tic QTNNL cua céc
NQT cédc cap bi han ché&, dic biét trong thuc hién
cdc muc tiéu dai han; (2) Cong ty chua cé nhitng
ting dung va chuin héa chuong trinh quén tri nén
vin con xudt hién nhitng ton tai trong cong tic
QTNNL; (3) Su quan tam vé cong tic QTNNL
ctia nhiéu NQT cdc cip chua dong déu, dic biét
tai mot s6 phong, ban chua that sy quan triét quan
di€m coi con ngudi 1a nhan t& quyét dinh sy thanh
bai trong hoat ddng ctia b6 phan minh.

Nguyén nhan khach quan: (1) Quy dinh ap
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dung mifc luong t5i thiu con bat cip, khong theo
kip t6c do trugt gid khi€n cho thu nhap luong t6i
thi€u va thu nhap luong khi nghf huu ctia ngudi lao
dong khong ddm bdo khi€n cho ngudi lao dong
chua thyc sy yén tdm cong tic; (2) Cong doan c6
t6 chiic viéc phd bién cdc Luat Bdo hiém, Luat
Cong doan, Luat Doanh nghi€p, Thong tu, Nghi
dinh cia Chinh phd vé tién luong, phu cap, trg cap
nhung con thi€u tinh kip thdi va siu s4t 1am cho
DN gip nhiéu khé khin trong trién khai cong tdc
qudn tri hoat dong DN; (3) Cong ty hau hét chua
x4y dung chi€n lugc PTNNL, chi thuc hién theo
xu th& phat trién trong hoat dong ctia DN, do d6
con nhiéu bat cip, chua hi€u hét tim quan trong
ciing nhu chua phdt huy hét tiém ning va thé&
manh trong cong tdc QTNNL.

3.2. Dé xudt gidi phdp

3.2.1. Gidi phdp hoan thién cong tdc hoach dinh
nguén nhan lic

D& thyc hién t8t cong tac hoach dinh NNL, Tan
Hoa cin phdi lam tt cong viéc du bdo vé nhu ciu
NNL. b€ ¢6 dugc sy du bdo chinh xdc, Cong ty can
hé thong héa céc k§ niing, trinh do, kinh nghiém
cho tiing loai hinh cong viéc thong qua xay dung
bang md ta va bang tiéu chudn cong viéc. Phdi hgp
véi cac Trudng Phong - Poi xdc dinh yéu ciu vé sd
luong, chit lugng nhan sy trén cd sd tiéu chuin d6
ddng thdi du bio s bd mot s6 tiéu chudn cong viéc
trong tuong lai trén co s& cac k& hoach kinh doanh
va céc tiéu chuin trong hién tai.

Gidm ddc Cong ty ra sodt bd tri cdc phong
chuyén mon d6i v6i cdn bd va NLD dép tng du tieu
chuén chuyén mon, nghiép vu theo vi tri viéc lam
da dugc phé duyét.

Cin ctt vao k& hoach SXKD ciing nhu muc
tiéu chién lugc phat trién ctia Cong ty trong giai
doan sip t6i dé xac dinh khoi lugng cong viéc can
thuc hién.

DPdnh gia trinh dd trang thi€t bi k§ thuat, kha
ning thay d6i vé cong nghé ning cao ning sut
lao dong.

Nhu cidu NNL theo cdng viéc, theo trinh dd, theo
giGi tinh; Kha ning tai chinh ctia Cong ty chi cho
cdc ngudn luc.

Tham muu va dé xuét cAp trén nhiéu chi tiéu
ding ky tham gia cdc khéa hoc bd sung kién thic
chuyén mon.
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Quy hoach ngudn cén bo 13 mot nhiém vu hét
stic quan trong, gép phan khong nhd vao su phat
trién khong ngirng ctia Cong ty. P& lam dugc cong
tdc ndy, ngoai cdc yéu td k¥ thuat trong viéc quy
hoach, Cong ty cin chd trong dén cdc yéu &
“mém” khdc d€ dam bdo duy tri va giif chan dudc
ngudi tai, tranh tinh trang da dwa vao quy hoach
nhung khong giif dudc ngudi. Mot s6 bién phdp can
thuc hién that tot nhu sau:

CAn diy manh cong tdc xay dung vin héa DN,
tao ra moi trudng lam viéc khoa hoc, than thién ma
& d6 can bd va NLP c6 thé coi Cong ty nhu ngodi
nha thit hai cia minh.

CAn phd bién rong rdi d&n toan thé cin by va
NLP chién luge phat trién ctia Cong ty, tam nhin,
st ménh, gid tri triét 1y, cdc k& hoat dong,... Gin
cong viéc thuc t& vdi chi€n luge vach ra va thudng
xuyén cip nhat cdc thdng tin lién quan dén cén bo
va doi ngii ngudi lao dong d€ ho yén tim cdng tic.
Céc chinh sich va ch&€ do vu tién dic biét cho cdn
bo gidi, can bo thAm nién cling cAn dudc phat trién
va quan tim thich dang d€ ho yén tim cong tic.
Dic biét, chinh sdch sin sing hd trg can bd va NLD
khi ho khong con mudn 1am viéc tai Cong ty nita
cAn dugc thyc hién triét d€ hon, vira dé xay dung
hinh 4nh Cong ty, vira tao thém cdc ngudn luc hd
trg cho Cong ty sau nay.

3.2.2. Gidi phdp hoan thi¢n cong tdc phdn tich
cong viéc

P& lam t6t hon cong tdc phan tich cong viéc,
tru6e hét, Cong ty cin xay dung quy trinh thuc hién
phan tich cong viéc d& ddm bao tinh thdng nhat khi
trién khai thuc hién.

Cong ty nén xay dung bing mo ta cong viéc bao
gdm nhitng ndi dung chd yé&u nhu: tén cong viéc,
mi sd, cAp bac, nhan vién thyc hién, ngudi gidm
sat, ngudi phé duyét bang mo ta cong viéc, mo ta
tém tit cong viéc, néu rd moi quan hé clia ngudi
thuc hién cong viéc v4i nhitng ngudi khic trong va
ngoai DN; liét ké tung chifc ning, nhiém vu chinh
va gidi thich, x4c dinh cu thé, rd rang vé pham vi
quyén han nhat 1a trong quyé&t dinh vé tai chinh va
nhan sy, tiéu chudin miu ma ngudi thuc hién cong
viéc can dat dugc va diéu kién 1am viéc.

TAat cd cdc hd so hé thdng phan tich cong viéc
dugc hoach dinh va thuc hién bdi Ban Gidm doc va
Trudng cdc bd phan.
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Cong ty can xay dung Bang tiéu chuin cong
viéc bao gdm cdc yéu t chinh, nhu: trinh do vin
héa, chuyén mon, ngoai ngfi, vi tinh, kinh nghiém,
tudi ddi, sic khde, hoan canh gia dinh, cic dic
diém c4 nhan lién quan.

3.2.3. Gidi phdp hoan thién cong tdc tuyén dung

Tuyén dung 13 hoat dong quan trong, c6 tic
dung bdo ddm bién ch& cho luc lugng cdn bo va
NLD tai Cong ty truSc mit va lau dai. Do vy, cin
t6 chic lai cong tic tuyén dung can b, NLD cho
phit hop. Viéc tuyén dung méi cin tuan thi nghiém
cdc tiéu chuidn quy dinh d6i vdi tiing vi tri cong
viéc. Quy trinh tuyén dung nén thyc hién diy di
cac budc nhu sau: (Hinh 2)

Hinh 2: Quy ftrinh tuyén dung tai Céng ty

mon that sy ma ¢ng vién cé dudc thong qua hoc
tap va kinh nghiém thuc t€, dé thuc hién cdc cong
viéc duge mo td trong bang mo ta cong viéc; (3)
Tric nghiém miu cong viéc, & diy maiu cong
viéc cu thé duge dua ra gin sdt véi thyc t€ cla
Cong ty va yéu cdu ng vién thuc hién. Tric
nghiém nay cho bi€t dugc mitc d6 thanh cdng
trong cong viéc cua cdc ng vién.

Khi ti€n hanh tric nghiém, yéu ciu ditra 1a cdc
bai tric nghiém phai sat véi thuc t&€ clia Cong ty; c6
do tin cay cao va cé thé ng dung rong rii trong
toan Cong ty. Do d6, Cong ty can xay dung mdi loai
cong viéc mot bai tric nghiém riéng va thudng
xuyén kiém tra tinh hitu dung ctia né khi st dung.

Bén canh d6, Cong ty phai tim
hi€u, nghién citu phuong phap

DPé€ tuyén chon dugc nhitng nhin vién thyc sy
c6 trinh dg, ndng lyc, c6 chuyén mon pht hgp véi
yéu cau cla cong viéc. Cong ty cin phdi c6
nhitng phuong phdp kiém tra nhu thyc hién
phuong phdp tric nghiém khi tuyén chon. Tric
nghiém dudc thyc hién dé€ ki€m tra ki€n thic, ky
niang chuyén mon va niang lyc thit sy ctia cic Gng
vién tham gia tuyén dung. Vi cong tic phdng
van sé bd va 1an 2 thi chua thé hién dugc kha
ning thit sy clia cdc dng vién, doi khi khong ddp
ting dudc nhu ciu cdng viéc. V4i phuong phip
tric nghiém s& gidp Cong ty sang loc khd k¥
nhitng &ng vién khong dat yéu ciu do Cong ty dé
ra. Cac phuong phdp Cong ty nén 4p dung, d6 1a:
(1) Tric nghiém vé ki€n thic tdng quit cho biét
trinh d clia &ng vién t&i dau, c6 th€ ddm nhan vi
tri nao trong tuong lai; (2) Tric nghiém kién thic
chuyén mon nhim kiém tra ki€n thic chuyén

. o nhan . g tuyén chon tryc  tuyén.
Chuan bi Thong bao Thl.l,. e Phong van Y on e

tuyén dung —> tuyén dung —> nghlgn cru [—> 50 bb Pero'n,g phzip nay giip Cong

hod so ty nham dén nhi€u @ng vién

v | c6 da kha ning cho cong viéc,

o, . . B " sang loc ho chi trong vai gidy

Khamsic | .| Xacminh, | | Phongvan | .| Kiém tra, va lién hé v6i nhidu ngudi
khoe diéu tra lan hai trac nghiém A < A

tiem ndng nhat ngay lap tic.

- | Cl cdn bd c6 chuyén mon, ¢

Ra quydt - nhiét huyé&t véi nghé bo tri

di 2 BO tri cong 50 1am cone tic tuvén d
inh tuyén | A ! vao lam cong tac tuyén dung,
dung vige Nguén: Tdc gid dé xudt khong nhat thi€t phéi cdn bo

clia Phong TS chiic - Hanh
chinh.

Hang nim, cdng ty can trich ngudn kinh phi nhat
dinh d€ t5 chitc dao tao, bdi dudng nghiép vu cho
d6i ngii can bo va NLD lam cong tic tuyén dung
ngudn nhan lyc, ddng thdi chd trong phan b ngudn
kinh phi cho cdc hoat ddng lién quan cong tic tuyén
dung nhu: Thong bdo tuyén dung, lién két véi cic
trudng dai hoc, cao ding d€ tao ngudn nhan luc tir
sinh vién cic trudng,...

3.2.4. Giai phdp hoan thién cong tdac dao tao va
phdt trién nguén nhan luc

Cong ty can quan tAm va diy manh hon nifa
cdng tic dao tao trong cong viéc va dao tao ngoai
cdng viéc:

DPao tao trong cdng viéc: (1) Phdi c6 k& hoach
va chuong trinh dao tao chi tiét cu thé dua trén muc
tiéu, chi€n luge phat trién va k& hoach st dung
ngudn nhan lyc cia Phong - P3i/Cong ty; Can xem
xét kha nidng thuc hién cdc phuong phdp dao tao
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trong cong viéc nhu dao tao theo chi din cong viéc,
dao tao theo kiéu hoc nghé, kém cip va chi bio, ..;
(2) Can ¢6 sy phdi hgp nhip nhang giita cic bd phan
dé hoat dong dao tao khong anh hudng dén hoat
dong SXKD; Do dic thu hoat dong SXKD cta
Cong ty nén cin phai ddy manh hon nita cdng tic
dao tao trong cong viéc theo hinh thic ludn chuyén
noi bd dé c6 thé tdi uu héa ngudn luc.

Pao tao ngoai cong viéc: (1) Can c6 k& hoach
va chuong trinh dao tao chi tié€t cu thé dua trén muc
tiéu, chién luge phat trién va k& hoach st dung
NNL ctia Phong - B6i; (2) Can xem xét va lua chon
cdc phuong phap dao tao phit hop: t& chifc 16p hoc
canh DN, ¢t nhan vién di hoc & cédc trudng chinh
quy, dao tao tr xa,... Chi trong cdng tic dao tao
nang cao ki€n thitc chuyén mon nghiép vu, ning
cao k¥ ning, nang cao thai do cho nhan vién; (3)
Phong T4 chiic - Hanh chinh cAn xem xét ddnh gi4,
dua ra cdc tu van can thi€t dé c6 thé lwa chon ra
dugc nhitng nhan vién phit hgp dua di dao tao. Can
c6 s phoi hdp nhip nhang giita cac bd phan @€ hoat
dong dao tao khong &nh huéng dén hoat dong
SXKD.

Sau khi thuc hién k& hoach dao tao, Cong ty cin
dédnh gid hiéu qué cla viéc dao tao thdng qua tra 161
cAu héi: Nhan vién thich chuong trinh hoc nhu thé
nao? Nhan vién hoc dugc gi sau khda dao tao?
Nhan vién 4p dung dugc cic kién thiic, k§ ning da
hoc vao cong viéc hién tai nhu thé nao? Cong ty thu
dugc gi tir viéc dau tur cho dao tao? Nhu thé Cong ty
méi c6 nhitng diéu chinh thich hdp nhim nang cao
hiéu qua cho k& hoach dao tao sau. Viéc danh gid
chuong trinh ddo tao phdi dudc ti€n hanh thudng
xuyén trong khéa dao tao bing viéc Trudng bd
phéan s€ gidm sdt qud trinh dao tao nhan vién thong
qua phi&u theo ddi dinh ky, Cong ty khong nén bao
truGe thdi gian ti€n hanh danh gid d€ cho két qua
chinh x4c nhat.

Pé dinh gid dugc hiéu qua dao tao, Cong ty
khong nhitng ti€n hanh ddnh gid nhan vién trong
qué trinh dao tao vé khd ning ti€p thu, kha ning
séng tao, y thiic chdp hanh cdc quy dinh trong cong
viéc, k¥ ndng thuc hién cong viéc, thdi gian hoan
thanh cong viéc ma Cong ty can dinh gid k&t qué
thyc hién cong viéc ctia nhan vién sau dao tao. Noi
dung d4nh gid cAn c6 nhitng chi tiéu so sanh trudc
va sau dao tao nhu chi tiéu vé s lugng, thdi gian,

208 $6 8 - Thang 4/2022

chat lugng,... Ngoai ra, phuong phip so sdnh chéo
gifta nhdn vién nay v&i nhan vién khic hay gitra
nhém nay vé6i khdc cling cAn dudc st dung. Tir két
qué dé, Cong ty c6 thé biét dudc chuong trinh dao
tao ctia minh c6 hiéu qua hay khdng, nhitng diém
nao cin phdi rit kinh nghiém khic phuc, nhitng
diém nio cin phai phat huy d€ cong tic dio tao dat
hiéu qua cao.

3.2.5. Gidi phdp hoan thi¢n cong tdc thu lao va
ché dp daingd

Viéc ddnh gia két qua thuc hién cong viéc clia
CBCNYV con mang tinh dinh tinh, chua rd rang do
Cong ty chua c6 Bang mo ta cong viéc va Bang tiéu
chuén cong viéc nén chua c6 thang di€ém chuin dé
ddnh gia. Ngudi ty danh gid cling nhu nhin xét clia
lanh dao doi khi sai 1éch k&t qua do yé&u td chi
quan, cdm tinh, thanh ki€n hay né nang... Do d6,
can phai c6 gidi phdp thuc hién trong thdi gian t6i,
do la:

- Lya chon phuong phdp ddnh gid phu hdp, cé
thé bd sung céc tiéu chuin dinh gid mic do hoan
thanh cong viéc clia nhan vién trong phi€u ddnh gid
CBCNV hang thdng/nim bing cach gdn mdi tiéu
chuén d4nh gid cong viéc vdi mot thang di€m danh
gia phit hgp. Piéu nay nhim diam bio tinh khach
quan, cong bing, han ché sy phu thudc vao y kién
chii quan cua lanh dao trong qud trinh déanh gia.
Pdng thdi viéc t§ chitic hop xét, dinh gia két qua
thuc hién nhiém vu cia CBCNYV phai dugc 1ap bién
ban, luu gilr lam cd s xét ting luong, khen thudng,
dé bat,... theo quy dinh.

- Viéc ddnh gid phdi cdn ct vao bang ti€u
chuin d4nh gid mic dd hoan thanh cdng viéc cda
nhan vién so v4i nhiém vu dudc giao tai Bdng mo
td cong viéc va Bang tiéu chuin cong viéc. Mdi
tiéu chudn dugc dinh gid v6i mitc dd quan trong
tlr thAp dé€n cao va chia thanh mitc do. Trong d6
tiéu chuédn nio quan trong c6 mitc di€m cao hon
céc tiéu chdan con lai. Linh dao s& ddnh gid ning
Iuc thuc hién cong viéc clia cdn bd, cong chic,
vién chitc qua di€m t6ng hdp cudi cling va cé
thong qua y kién ctia tap thé.

- Bang tiéu chuin danh gid mic dd hoan thanh
cong viéc cia CBCNYV gitip lanh dao ¢6 cd s danh
gid mot cdch khach quan vé CBCNV. Thong qua
phan c4 nhan ty ddnh e tranh sy chl quan, thinh
ki€n clia lanh dao trong qud trinh ddnh gid.



QUAN TRI - QUAN LY

Viéc xay dung viéc mot co ché trd luong phu
hop rat cin thi€t d8i v6i Cong ty, cu thé nhu sau:

Thit nhdt, viéc tra luong khong chi 1a trd luong
cao, ngang biing vdi noi khdc, ma con phailam cho
ngudi lao dong cdm thdy hai long vé6i véi tién
luong, thudng va ch& do dai ngd. Tra luong, xay
dung hé s6 cong viéc phdi dua vao két qua clia viéc
dénh gid gid tri cong viéc. Co ché tién luong phai
that sy dong vai tro la thudc do danh gid ding nang
luc, kha ndng lam viéc va mic dd dong gbp clha
nhén vién vao k&t qua hoat dong ctia Cong ty. Qua
d6, ho cdm nhin dugc gid tri lao dong va gia tri ban
than ho & cong viéc va G trong Cong ty, tir d6 sé
dong vién khuyé&n khich ho véi tinh than lam viéc
hiing say nhat.

Thit hai, trd luong va phan phdi thu nhap duva
theo hiéu qua codng viéc, ngudi 1am nhiéu hudng
nhiéu, 1am it hudng it, khong lam khong hudng.
Tiéu chi thudng, phat phdi dugc cong khai, minh
bach, dugc can bd va ngudi lao dong chap nhan.
Ngudi 1am t8t, ¢6 thanh tich cong hi€n trong hoat
dong cong tic clia Cong ty sé dudc nhin tién luong
va thudng xiing ddng. Ngudc lai, v4i nhitng ngudi
lam viéc kém hiéu qud, y lai cling can cé chinh
sach phit hgp d& ho cd ging nhin nhin tinh thin
trdch nhi€ém hon trong cong viéc.

Thit ba, xay dung mic tién luong trén co s&
huéng dén y&u t8 thi trudng, ddm bio ludn c6 thé
thu hiit va gitt dugc lao dong. Theo d6, tién luong
phdi c¢6 co ché thu thip thong tin mit bing tién
luong trén thi trudng lao dong, xem xét mit bing
luong clia nganh va khu vyc. Can cd vao do, tuy
tirng nhém cdn bd va ngudi lao dong, Cong ty xdc
dinh chi&n lugc trd luong phit hgp vdi nhu cau thu
hiit - ¢6 thé cao hon, bing hoic thap hon mifc trung
binh trén thi trudng. Ngoai ra, can tinh todn dé€n y&u
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t0 lam phat trugt gid, ddm bdo ngudi lao dong can
doi giffa tién luong va chi phi sinh hoat cin thiét.

Thit tu, xay dung tién ludng phdi phit hgp va
nhat qun véi chién lugce hoat dong, k& hoach ngan
sdch ciing nhu cdc chdc ning quan ly khic cda
Cong ty. Pong thdi phai tudn thii cic quy dinh cla
phap luat. Tém lai, thuc hién t6t cong tdc phan tich
va md ta cong viéc, ddm bao trach nhiém rd rang,
ranh mach va phit hop v6i dinh huéng phat trién
clia Cong ty. Pay 12 budc cin thiét va 13 tién dé cii
ti€n hé thong tién luong, thuc hién trd luong theo
gid tri cong viéc dam nhan. Thém vao d6 la mot
quy ché& bao gém céc tiéu chuin danh gid bai ban,
c6 tinh hé thdng s& gidp Cong ty nang cao tinh cong
bing trong dii ngd, khuyé&n khich sy canh tranh,
phat huy nidng lyc lam viéc. Mic khic qua danh
gid, ngudi quéan 1y phat hién dudc nhitng y&u t tich
cuc can phat huy, ddng thdi nhan ra nhitng mit ton
tai va diém y&u cin khic phuc cia mdi cin bo,
NLD va clia hé théng quan 1y.

4. Kétluan

Cong taic QTNNL c6 y nghia quyét dinh dén sy
thanh cong hay thit bai clia bat ¢ t& chifc nao.
Trén cd s& ly luan vé cong tic QTNNL trong t&
chdc, viéc nghién cttu, phan tich danh gid thuc
trang QTNNL tai Cong ty C phan Cip nu6c Tan
Hoa da xdc dinh nhiing mét dugc va chua dudgc.
Trong thdi gian t6i, & hoan thién cong tic QTNNL
clia don vi, Cong ty cin ti€p tuc chi trong dén viéc:
hoan thién cdc quy trinh, thd tuc va thyc hién tot
cong tic tuyén dung nhin su; tip trung vio viéc
dao tao va phat trién nhan vién; lam 5t cong tac
danh gid nhan lyc; ting bugc hoan thién cong tac
tién luong va xAy dung xAy dung vin héa DN tai
Cong ty nhim tao ra mot moi trudng lam viéc than
thién, hgp tac, trach nhiém, hiéu qua,... m
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ABSTRACT:

Although Tan Hoa Water Supply Joint Stock Company has paid attention to the human
resource management, there are still some shortcomings affecting the company’s performance
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