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PHAT TRIEN VA QUAN LY NGUON NHAN LUC

J Cong ty bién luc Kién Giang

® T1S. NGUYEN VAN NGOC, ThS. PHAM THI GAM NHUNG - Trudng Bai hoc Nha Trang

I. DAT VAN DE

Nguén lao dong ludén déng vai
trd quyét dinh d6i v6i moi hoat
dong kinh t&, dic biét khi khoa hoc
da thyc sy trd thanh lyc lugng sén
xudt tryc ti€p, v6i ham lugng chat
xdm ngay cang chi€m ty 1& cao.
Cong tdc dao tao va phat trién
ngudn nhan lyc tai Cong ty Dién
luc Kién Giang chua dudc thé ché&
hod va thyc thi ding mic, mot s&
chinh sdch chua théa ddng nén it
thu hit va giit chan dugc ngudi lao
dong c6 tay nghé cao, c6 trinh do
chuyén mon gidi.

I. MUC TIEU VA PHUONG
PHAP NGHIEN CUU

- Nghién cttu nhim dénh gid thyc
trang ngudn nhan lyc tai Cong ty,
trén co s d6, xay dung k& hoach
phét trién va dé xuAt gidi phdp quan
1y phit hop.

- Nghién cttu thyc hién bing
phuong phdp chuyén gia phdng
van trén 136 ngudi lao dong tai
Cong ty Bién lyc Kién Giang. S
dung khung ndng lyc nhim xdc
dinh nhu cdu cin dio tao cho
ngudi lao dong trong thdi gian tdi.
St dung bd cong cu Mark Renzy
- khung phan tich sy phat trién
cia t6 chiic. Ngoai ra, con 4p
dung cdc phuong phdp phan tich,
thong ke..

III. KET QUA NGHIEN CUU

3.1 Pdnh gi4 thuc trang ngudn
nhén lyc theo khung ning luc

Trén cd sG cdc khung niang luc
da dugc xay dung, ti€n hanh d4nh
gid ndng lyc clia cdc nhém cédn bo:
Can b lanh dao, cdn bo quén 1y,
CBCNV. Si dung phi€u khdo sit
d€ mdi CBCNV ctia Cong ty tu
ddnh gid theo tiing tiéu chi va két
hop viéc chon miu phdng van clia
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nhém khéo sdt. Nhitng tiéu chi
dudc thiét k€ trong phi€u khdo sat
ty ddnh gid va phi€u phdng van
cén b 1a dién gidi cdc ning luc cu
thé trong khung niing luc.

3.1.1 Can b0 lanh dao

Cédc mit ning lyc cta cdn bo
lanh dao déu c6 diém trung binh
tudng d6i cao: Tu duy chién ludc:
4,0; Nédng lyc chuyén modn: 4,6;
Ning luc t§ chic - diéu hanh: 4,3;
Quan hé giao ti€p va dng xi: 4,7
va nhiéu mit dugc ddnh gid & mic
d6 tuong ddi tot (trén 4 diém); tiéu
chi “Cé céc kién thitc hd trg (ngoai
ngit, CNTT...) d& van dung tt vao

cong tic quan 1y” c6 s diém thap
nhat 3,0.

3.1.2 Can bd quan ly

Cédc mit ning luc cla cdn bd
quan 1y c6 diém trung binh tuong
ddi nhu sau: Tu duy hoach dinh:
3,5; Nang lyc chuyén mon: 4,2;
Ning lyc t& chic - diéu hanh: 3,98;
Quan hé giao tiép va ting xi: 3,56.

3.1.3 Cén bd cong nhan vién

Cédc mit ning luc cia CBCNV
(k§ su, nhan vién vdn phong,
cong nhan, ldi xe...) c6 diém trung
binh tudng ddi nhu sau: Ning luc
chuyén mén: 3,6; Nang luc t6
chitc va thyc hi€n cong viéc: 3,5;

BAng 1: Banh gid mic dd phat trién cla t8 chic

Céac mat chl yéu trong t6 chiic

1. Tam nhin cda t6 chic

1.Nang lyc 1anh dao, diéu hanh
2.Su cam két cla lanh dao

3.S0 ménh (chtic nang, nhiém vu)

4.Sy chl dong trong qua trinh 1anh dao, diéu hanh

II. Nang Iyc quan ly

5.M6 hinh quan ly va hé théng tai liéu
hudng dén thuc hién cong viéc

6.MUc do Gy quyén trong quan Iy

7.Uy tin clia nguodi lanh dao

8.Su tham gia, dong thuan clia cac cép va nhan vién
9.Nang lyc hoach dinh va lap ké hoach hoat dong

10.K§ n&ng trién khai thyc hién

11.Hé théng kiém tra/giam sét

12.Phuong phap kiém tra/giam sat

13.Ky nang danh gia, phan tich va cai tién

1Il. Nguén luc tai chinh

14.Thuc hién céc chi tiéu ké hoach vé vén do
cap trén da hoach dinh san

15.Sy diéu tiét s dung ngudn vén dugc giao

16.Kha nng kiém soat va bao céo tai chinh

IV. Nguén nhan luc

17.S0 d6 t6 chic

18.Ban mo ta cong viéc

19.Sy bé tri va sl dung nhan lyc

20.Ké& hoach phat nguén nhan luc

V. Nguén luc bén ngoai

21.Co ché phdi hgp

22.Su hgp tac giai quyét cong viéc

23.Vai tro ho'trg cong dong thong qua hoat déng quan ly nha nudc

24.Chét lugng cung cép dich vu mét clia

25.Nang luc lam viéc véi cac dai tac (VD: cac DN, nha tu van...)
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Quan hé giao ti€p va ng xi:
3,85; Ning luc tw quén 1y va lam
chu ban than: 3,6.

3.1.4 Xac dinh nhu ciu dao tao

Nhu ciu dao tao dudc xdc dinh
thong qua viéc xem xét, phan tich
tir két qua khdo sit dinh gia ning
luc ctia 3 nhom cdn bd. Nhém khido
sat da xdc dinh nhu ciu dao tao cla
ting nhom sau d6 tap hop thanh nhu
cAu dao tao chung clia Cong ty, dua
ra thio luan nhém d€ thdng nhat, tir
d6 xay dung k& hoach dao tao nang
cao nang luc cho cdn b) trong giai
doan 2012 dén 2015.

3.2 Péanh gid ning luc t& chic
bing bo cong cu Mark Renzy

3.2.1 Pénh gid mifc do phit trién
ctia t6 chic (Bang 1)

3.2.2 Miuc d6 uu tién cac mat
trong t& chifc (Bang 2)

3.2.3 Téng hgp két qua danh gid
ning luc t6 chifc biing cong cu Mark
Renzy

Trén cd s§ ddnh gid midc do phat
trién va midc d6 vu tién cdc mit
clia t& chifc, tong hop sy phat trién
cdc mit trong t6 chic ciia Cong ty
nhu sau:

Céc van dé can vu tién gidi quyét
nhim nang cao ning luc clia Cong
ty 1a nhitng mit dudc xdc dinh nim
tai géc vudng dudi ciing bén phai.
DAy la nhitng mit quan trong dén su
phat trién cta Cong ty trong thdi
gian tdi - mdc do uu ti€én cao (muc
do uu tién > 2,5), d6ng thai mic do
phét trién déu & mitc do thap (mic
do phat trién < 2,5):

1) Ning luc lanh dao, diéu hanh
(1

2) Su chd ddng trong qud trinh
lanh dao, diéu hanh (4)

3) Miic do y quyén trong quéan ly
(0) .

4) K§¥ ndng trién khai thuc hién
cong viéc theo k& hoach (10)

5) Hé thong ki€m tra/gidm sit
viéc thyc hién cong viéc (11)

6) Phuong phdp kiém tra/gidm
sat (12)

7) K¥ ndng danh gid, phan tich va
cai tién (13)

Bdng 2: Mlic do uu tién cdc mat trong 18 chiic

Céac mét chl yéu trong t6 chiic

. Tam nhin clia t8 chdc
1.N&ng lyc Ianh dao, diéu hanh
2.Su cam két cla lanh dao
3.S0 ménh (chtic nang, nhiém vu)
4.Sy chu dong trong qua trinh 1anh dao, diéu h
II. Nang lyc quan ly
5.M6 hinh quan Iy va hé théng tai liéu
hudng dén thuc hién cong viéc
6.Muc do Gy quyén trong quan ly
7.Uy tin clia nguoi lanh dao

8.Su tham gia, déng thuan clia cac cép va nhan vién
9.Nang luc hoach dinh va lap k& hoach hoat déng

10.K§ nang trién khai thuc hién

11.Hé théng kiém tra/giam sat

12.Phuang phap kiém tra/giam sat

13.Ky nang danh gia, phan tich va cai tién

IIl. Nguén Iyc tai chinh

14.Thuc hién cac chi tiéu k& hoach vé vén do
cép trén da hoach dinh sin

15.Sy diéu tiét st dung ngudn von dudc giao

16.Kha nang kiém soat va bao céo tai chinh

IV. Nguén nhan Iyc

17.S0 d6 t6 chic

18.Ban mo ta cong viéc

19.Sy bé tri va sl dung nhan luc

20.Ké hoach phéat nguén nhan lyc

V. Nguén luc bén ngoai

21.Ca ché ph6i hop

22.Su hgp tac giai quyét cong viéc

23.Vai tro hé trg cong déng thong qua hoat ddng quan ly nha nudc

24.Chét lugng cung cép dich vu mot clia

25.Nang luc lam viéc véi cac ddi tac (VD: cac DN, nha tu van...)

8) Thuc hién céc chi tiéu k& hoach
vé von do cép trén da hoach dinh
sdn (14)

9) Ban mo ta cong viéc (18)

10) Su bd tri va st dung nhéan
Iuc (19)

11) K& hoach phat ngudn nhén luc
(20)

12) Chat lugng cung cip dich vu
hanh chinh cong (24)

13) Ning luc 1am viéc véi céc doi
tac (25)
IV. XAY DUNG KE HOACH
PHAT TRIEN VA PE XUAT
GIAIPHAP QUAN LY NGUON
NHAN LUC TAI CONG TY

4.1Xay dung k€& hoach dao tao,
phét trién ngudn nhan luc

4.1.1 Chuong trinh dao tao cdn bd
lanh dao diéu hanh

Cong ty xéc dinh nhu ciu can dao
tao, sau d6 gt k& hoach dao tao 1én
Tdng cong ty.

Nhém| Nhém | Théng nhat

Lanh | CBQL| saucung
dao
4 3 4
2 3 3
1.5 3 2
anh 3 3 3
3 4 3
3 2 25
4 4 4
4 3 35
4 4 4
4 2 3
3 3 3
4 3 35
4 3 3
2 4 3
3 4 4
3 4 4
2 2 2
2 4 3
3 3 3
4 4 4
2 3 2
3 2 25
2 2 2
3 4 3
2 3 25

- Chuong trinh dao tao cdn b
lanh dao cip cao (CEO1)

+ Thac s§ Quén tri kinh doanh

+ Gidm d6c diéu hanh cip cao
(CEO1)

+ Gidm doc tai chinh (CFO)

- Chuong trinh dao tao cdn b
lanh dao cap trung (CEO2)

+ Gidm d6c diéu hanh cap trung
(CEO2)

+ DPao tao dai han cho CEO2

+ Pao tao chuyén dé cho CEO2

4.1.2 Chuong trinh dao tao cho
ngudi lao dong

Hang nim, Cong ty lap phiéu
ding ky nhu ciu dao tao cho ngudi
lao dong diang ky. Trén co s& s0 liéu
diang ky, Cong ty s& xay dung k&
hoach, bang ti€n d, lich hoc cu thé
clia cdc khéa hoc. Ngoai ra, cédc
phong/ban con t§ chifc cac khéa bdi
huan, nang bac cho cdng nhén, tap
huan nghiép vu cho ngudi lao dong
trong Cong ty m
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