[PE CUGNG CHUONG TRINH PAI HOC]

LOT MO PAU

Tu nhleu thap ky qua, cac t6 chirc kinh t& di nhédn thic duogc rang
trong cac yéu t0 dé phat trién nhanh va ben vitng cua doanh nghiép, cua nén
kinh té thi ngudn lyc con ngudi 13 yéu t6 co ban, quan trong nhat. Béi 1& con
nguoi vira la nguoi sang tao ra, vira 1a nguoi st dung phuong tién, phuong
phap cong nghé dé dat duoc loi ich kinh té cao nhit cho xa héi, cho doanh
nghiép va cho ban than ho. Tuy nhién, ngudn nhan lyc phat huy dugc vai trd
ctia n6 khong phai do uu thé vé sd lugng ma 1a ¢ chat luong. Vi vy, van dé
dao tao va phat trién ngudn nhan lyc dang tré thanh van dé btrc xuc cua mdi
qudc gia noi chung va cac doanh nghiép noéi riéng. Mot chién luoc dao tao,
phat trién hop 1y s& phat huy dugc ndi luc cao nhat, phat huy dugc kha ning
lam vi¢c, khad nang sang tao cua nguoi lao dong, nang cao trach nhi€¢m, tang
nang suat lao dong va hiéu qua kinh doanh.

Hién nay dit nudc ta dang budc vao mot thoi ky phat trién moi sau khi
da hoi nhap toan dién vao nén kinh té toan cau hoéa, véi nhing co hoi va
thach thie chua timg c6, doi hoi phai ¢6 ngudn nhan lyuc thich tng. Mit khac
chét luong nguodn nhan lyc cia nude ta hién nay dugce danh gia 1a con théap,
chura dap tng dugc muc tiéu phat trién cta xa hoi. Chinh vi vay nhu cau dao
tao va ning cao trinh do tay nghé cho nguoi lao dong cang trd nén quan
trong va can thiét. Thyc té da chimg minh rang dau tu vao ngudn nhan lyc
c6 thé mang lai hiéu qua cao hon han so v6i viéc dau tu d6i méi trang thiét
bi k¥ thuat va cac yéu t6 khac cia qué trinh san xuét kinh doanh. ¢ ciing
chinh 1a 1y do vi sao ma cac nha lanh dao doanh nghi¢p giau kinh nghiém
ciia My va Nhat déu chd trong hang dau dén cong tac dao tao va phat trién
ngudn nhan lyc.

Sau mot thoi gian nghién ctru va tim hiéu thuc trang hoat dong san Xuét
kinh doanh chung ctia Cong ty C6 phan dau tu va xay dung s6 4 — ICON4,
thudc Téng Cong ty xay dung Ha noi. Qua tim hiéu thuc trang ngudn nhan
lyc cua Cong ty trong nhing nam gan ddy, em nhan thay cong tac dao tao va
phat trién nguén nhan lyc luén ludn giit mot vai tro quan trong va tré thanh
cong tac thuong xuyén dugc quan tdm ding muac. Tuy nhién, voi sy phat
trién manh mé cia khoa hoc cong nghé, méi truong kinh doanh thay
d6i...thi cong tic dao tao va phat trién nguon nhan luc trong cong ty con boc
160 nhiing tdn tai, han ché. Do vay lam thé nao dé hoan thién, nang cao hon
nita hiéu qua cong tac dao tao va phat trién ngudn nhan lyc trong Cong ty
nhim nang cao trinh d6 cho nguoi lao dong, nang cao kha ning canh tranh
ctia doanh nghiép, dap umg kip thoi voi su thay do6i? Day chinh 1a Iy do em
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da chon dé tai: “ Hoan thién cong tic dao tao va phat trién ngudn nhén
lwe tai Cong ty Co phan dau tw va xay dung sb 4 .

e Muc dich nghién ctru dé tai:

Vé mat 1y luan: D& tai gop phan dua ra nhiing y kién quan diém chung
nhat nham nang cao hiéu qua cong tac dao tao va phat trién ngudn nhan lyc.

Vé mit thuc tién: Dé tai gop phan tong hop va tao ra mot hé théng cac
bién phap c6 tinh kha thi, c6 co s¢ khoa hoc nham nang cao hiéu qua cong
tac dao tao va phat trién ngudn nhan lyc & Cong ty Co phan dau tu va xdy
dung s6 4.

e Pham vi nghién ctru: Tép trung tim hiéu cong tac dao tao va phat
trién tai Cong ty Co phan dau tu va xay dung sO 4, hiéu qua cta cong tac va
nhing yéu t6 1am anh huong din dén nhiing ton tai.

e Phuwong phap nghién ciru: Ap dung hé théng phuong phap phan tich,
tong hop s liéu, bang biéu, théng ké, phuong phap bang hoi, khao sat nhim
danh gia hiéu qua cong tac dao tao — phat trién ngudn nhan luc va nguyen
nhan dan dén nhiing ton tai trong cong tac ndy ciia Cong ty C6 phan dau tu
va xay dung so 4.

Noi dung ctia bai chuyén dé duoc chia 1am 3 chwong nhu sau:

Chuong |: Co sd 1y luan vé dao tao va phét trién ngudén nhan luc trong
doanh nghiép.

Chuwong II: Phan tich thuc trang cong tac dao tao va phat trién nguon
nhan luc tai Cong ty Co phan dau tu va xdy dung sb 4.

Chuwong III: Mot s6 phuong hudng va bién phap nhim hoan thién coéng
tac dao tao va phat trién ngudn nhan lyc tai Cong ty C6 phan dau tu va xay
dung s6 4.
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CHUONG I:

CO SO’ LY LUAN VE PAO TAO VA PHAT TRIEN NGUON NHAN
LU’C TRONG DOANH NGHIEP

1. BAN CHAT VA VAI TRO CUA CONG TAC PAO TAO VA PHAT TRIEN
NGUON NHAN LUC DOI VO1 DOANH NGHIEP TRONG NEN
KINH TE THI TRUONG.

1. Khai niém vé Nguén nhan lyc

Nhan luc duge hiéu 1a ngudn nhan luc trong ting con nguoi, bao gom tri
I va thé luc. Tri luc thé hién & su suy nghi, hiéu biét cia con nguoi dbi véi
thé gidi xung quanh, thé luc 1a strc khoé, kha nang lam viéc bang co bap,
chan tay. Nguon lyc phan anh kha nang lao dong cua ting con nguoi va la
diéu kién can thiét ctia qua trinh lao dong san xudt x3 hoi.

Nguén nhan luc ctia mot t6 chirc chinh 13 tdp hop nhimg ngudi lao dong
lam viéc trong t6 chire d6. N6 duoc hinh thanh trén co sd ciia cic ca nhan c6
vai trd khac nhau va duoc lién két v4i nhau theo nhirng muc tiéu nhét dinh.
Ngudn nhan luc khac v6i cac nguon luc khac cia doanh nghiép do chinh ban
chét cua con nguoi, do chinh gia tri strc lao dong ctia con ngudi tao ra. pé
nang cao vai tro clia con ngudi, ctia ngudn nhan lyc trong to chirc thi viée
quan tim dén cong tac dio tao, phat trién nguon nhén Iyc 13 mot yéu to can
thiét va quan trong dbi véi moi hoat dong san xuat kinh doanh.

2. Khai niém vé dao tao va phat trién nguén nhan lyc

Pao tao va phat trién ngudn nhan luc theo nghia rong duoc hiéu 1a hé
thong cac bién phap dugc su dung nham tac dong 1én qua trinh hoc tap giup
con ngudi tiép thu cac kién thirc, k§ ning méi, thay ddi cac quan diém hay
hanh vi va ning cao kha ning thuc hién cong viéc ctia ca nhan. Do 1a tong
thé cac hoat dong co td chtre duge thuc hién trong mot thoi gian nhét dinh
nhiam dem dén su thay d6i cho ngudi lao dong ddi véi cong viée cua ho theo
chiéu huéng t6t hon.

Theo chiéu huéng nay, phat trién dugc phan anh qua 3 hoat dong: Pao
tao, gido duc va phat trién:
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> DPao tao: Puoc hiéu 13 cac hoat dong hoc tap nham gitip cho ngudi lao
dong co thé thuc hién c6 hiéu qua hon chirc nang, nhiém vu ctia minh. Poi
v6i cac doanh nghiép thi nhu cau dao tao khong thé thiéu dugc boi vi khong
phai luc nao cac doanh nghiép ciing tuyén dugc nhitng ngudi méi co du
trinh d9, k¥ nang phu hop véi nhitng cong vi¢e dat ra.

» Giao duc: Puogc hiéu 1a cac hoat dong hoc tap dé chuan bi cho con
ngudi budc vao mot nghé nghiép méi, thich hop hon trong tuong lai.

> Phat trién: La cac hoat dong hoc tdp vuon ra khoi pham vi cong viéc
trugc mat cua nguoi lao dong, nhdm mé ra cho ho nhiing cong viéc mdi dua
trén co s nhitng dinh hudng twong lai cua td chic.

Pao tao, gido duc va phat trién déu co diém twong dong dung dé chi mot
qua trinh twong ty nhu nhau. D6 14 qua trinh cho phép con nguoi tiép thu cac
kién thirc, cac k¥ nang méi, thay doi cac quan diém hay hanh vi va nang cao
kha ning thuc hién cong viéc clia ca nhan. Pao tao, gido duc va phat trién
déu sir dung cac phuong phap tuong tu nhau nham tac dong 1én qua trinh
hoc tap. dé nang cao cac kién thuc k¥ niang thyc hanh. Tuy nhién, ddo tao va
phat trién dugc phan biét can ctr vao muc dich cua cac hoat dong do.

Dao tao Phat trién

1. Tap trung Cong viéc hién tai Cong viéc tuong lai

2. Pham vi Canhan C4 nhan va to chirc

3. Thoi gian Ngan han Dai han

4. Myc dich | Khac phuc sy thiéu hut vé kién | Chuén bi cho tuong lai
thirc va ky nang hién tai

3. Ly do, muc dich va vai tro, y nghia cta dao tao va phat trién
ngudn nhan lwc trong doanh nghiép
1.1. Ly do:

- Pé dap ung yeu cau cong viée cta to chirc, chuan bi va bu dép nhiing
chd bj thiéu, bi bo tréng giip doanh nghiép hoat dong troi chay.

- De dap tmg nhu cau hoc tap, phat trién cua nguoi lao dong. Nghién
ctru vé nhu cdu cua con nguoi ta thiy rang nhu cau tu hoan thién 1a nhu cau
cao nhét ctia con nguoi, theo do, con nguoi ludn mudn duoc hoc tap dé tién
bo, dé dat dugc tiém luc ctia minh va ty tién hanh cong viéc.

- Pao tao va phat trién ngudn nhan luc chinh 1a dau tu vao nguén luc
con nguoi, la hoat dong sinh 101 dang ke Boi vi con nguoi la mot yéu t6 rat
quan trong cua san Xuat tdc dong den tat ca cac yeu t6 clia qua trinh san
xuat. Suy cho ciing con ngudi 13 yéu t6 quyét dinh dén su thanh hay bai ctia
mot doanh nghiép.

1.2. Muc dich:
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- Giup doanh nghi¢p su dung c6 hiéu qua nhat ngué)n nhan lyc hi¢n co.

- Giup doanh nghiép co thé cha dong dap tmg nhu cau nhan lyc cho
chién lugc phat trién dai han trén co 80 yeu cau cua doanh nghiép.

- Nang cao tinh hiéu qua cta t6 chtrc thong qua viéc giup cho ngudi lao
dong hiéu r6 hon vé cong viéc, nim viing hon vé nghé nghiép ctia minh.

- Nang cao kha nang thich tmg cia nhan vién vdi cac cong viéc trong
tuong lai.

- Nang cao kha ning thich tng cta to chircvdi su thay ddi cia moi
truong.

- Chuan bij doi ngil cac bo quan 1y, chuyén mén ké can. Pao tao va phat
trién gitip cho nhan vién c6 duoc nhiing k¥ niang can thiét cho cac co hoi
thang tién va thay thé cho cic can bd quan 1y, chuyén mén khi can thiét.

- Thoa min nhu cau phét trién ctia nhan vién.

1.3. Vai tro, y nghia:

- Vai tro cua dao tao va phat trién ngudn nhan luc ngdy cang tré nén
quan trong do cac nguyén nhan:

+ Viéc ap dung cac trang bi cong ngh¢, k§ thuét vao trong qua trinh san
xuét 1am cho lao dong thu cong dan dan duoc thay thé bang lao dong may
moc. Nguoi cong nhan can phai co kién thirc k¥ thuat méi co thé diéu khlen,
st dung ti da cong suét may moc, thiét bi, dua ra cac kién nghi cai tién ky
thuét, nang cao cac thong sé k¥ thuat lam cho may moc thiét bi phu hop vai
cac dic diém tdm sinh 1y ctia con nguoi.

+ Viéc ap dung may moc ky thuat vao trong qué trinh san xuét khién cho
ty trong thoi gian may lam viée tang 1én trong quy thoi gian ca. Diéu nay
dan dén kha nang mo rong pham vi va cac chirc nang hoat dong cta nhan
vién, phai biét thém nghé thtr hai, thi ba...Vi vy, nhan vién phai duoc dao
tao ¢ dien rong, co thé thuc hién nhiéu nghé, nhiéu chuc nang khac nhau
trong qua trinh san xuét.

+ Sy phat trién ctia nén san xuat xa hoi, tinh chat phirc tap cua san xuat
ngdy cang tang, nhiéu mit hang, san phim mai ra doi dé dap Gmg nhu cau,
thi hiéu cua khach hang ciing lam ting nhu cau dao tao.

+ Trong qua trinh lao dong, nhan vién s¢ tich luy dugc cac thoi quen va
kinh nghiém lam viéc nhung qua trinh ty dao tao nay dién ra lau voi lugng
it. Chi c6 thé thyc hién dao tao moi co thé nhanh chéng cung cap mot sd
luong cong nhan vién ki thuat can thlet cho qua trinh san Xuat.

- Hoat dong dao tao va phat trién nguon nhan lyc ¢6 vai tro, y nghia rat
to 16n ddi v6i nén kinh té xa hoi ndi chung ciing nhu ddi véi cac doanh
nghiép, t6 chtrc va ngudi lao dong nodi riéng:

+ Pbi voi doanh nghiép:
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Pao tao dugc xem la mot yéu td co ban nhim dap trng cac muc tiéu,
chién luoc cia to chirc. Chat lwong ngudn nhan lyc trd thanh loi thé canh
tranh quan trong nhat cua cac doanh nghiép. N6 giup doanh nghiép giai
quyét duoc cac van dé vé t6 chuc, chuan bi doi ngii can bo quan 1y, chuyén
mon ké can, va gitp cho doanh nghiép thich tng kip thoi voi sy thay d6i cia
xa hoi. Qua trinh dao tao, phat trién nguén nhan lyc thanh cong s€ mang lai
nhiing 1¢i ich sau:

e Cai tién vé ning sut, chat luong va hiéu qua cong viéc.

e Giam bét duoc su gidm sat, vi khi ngudi lao dong dugce dao tao, trang
bi d?ly da nhiing kién thuc chuyén moén, nghié¢p vu can thiét ho c6 thé tu
giam sat dugc.

e Tao thai do tan thanh va hop tac trong lao dong.

e Pat duoc yéu cau trong cong tac ké hoach hoa ngudn nhan lyc.

e Giam bét duoc tai nan lao dong

e Su 6n dinh va ning dong cua t6 chuc ting lén, chung dam bao giwr
ving hiéu qua hoat dong cua doanh nghiép ngay ca khi thiéu nhitng nguoi
chu chdt do c6 ngudn dao tao du trit dé thay thé.

+ Dbi voi nguoi lao dong:

Cong tac dao tao va phat trién ngudn nhén luc khong chi dem lai nhiéu
loi ich cho t6 chtrc ma n6 con gitp chop ngudi lao  dong cap nhat cac kién
thire, k§ nang moi, ap dung thanh cong cac thay d6i vé cong nghé, ki thuat.
Nho ¢6 dao tao va phat trién ma ngudi lao dong tranh duoc su ddo tahi trong
qua trinh phat trién cua t6 chirc, xa hoi. Va né con gop phan lam thoa man
nhu cau phat trién cho ngudi lao dong.

+ D06 v6i nén kinh t€ xa hoi:

Gido duc, dao tao va phat trién nang lyc cua nguoi lao dong ¢ anh
huong v6 cung to 16n dén sy phat trién kinh té x4 hoi ctia mot qudc gia. Bao
tao 1a co s& thé manh, 1a ngudn gdc thanh cong cua cac nudc phat trién
manh trén thé gigi nhu Anh, Phap, Nhat...Su phat trién nguon nhan lyc cua
cac doanh nghi¢p ciing chinh la yéu t6 tich cuc thiic day nén kinh té phat
trién.

II. NOI DUNG CONG TAC PAO TAO VA PHAT TRIEN NGUON NHAN
LU’'C TRONG DOANH NGHIEP.
1. Céac phuong phap dao tao va phat trién ngudn nhan luc.
1.1. Céac phuong phép dao tao trong cong viéc.
Dao tao trong cong viéc la mot phuong phap dao tao truc tiép tai not lam
viéc, trong d6 nguoi hoc sé& hoc duoc nhiing kién thirc, k§ nang can thiét cho
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cong viée thong qua thyc té thuc hién cong viée va thuong 13 dudi sy hudng
dan cta nhitng ngudi lao dong lanh nghé hon.

e Uu diém: Khong yéu ciu mot khong gian hay nhimng trang thiét bi
riéng biét dac thu; hoc vién dugc lam viéc va c¢6 thu nhép trong khi hoc; hoc
vién c6 thé nhanh chéng nim vimg dugc cac ky ning cong viée va doi hoi it
chi phi dé thyc hién.

e Nhuoc diém: Ly thuyét dugc trang bi khong c6 hé thdng; hoc vién co
thé bét chudc nhing kinh nghiém, thao tac khong tién tién cua nguoi day.

Piéu kién dé dao tao trong cong vige dat dugc hiéu qua la cac giao vién
day nghé phai duoc lya chon cén than va phai dap tmg nhiing yéu cau
chuong trinh dao tao vé trinh do chuyén moén, mirc do thanh thao cong viéc
va kha nang truyén thy; qua trinh dao tao phai dugc td chure chit ché va co
ké hoach.

Pao tao trong cong viéc bao gdbm cac phuong phap sau:

1.1.1. Pio tao theo kiéu chi din cong viéc

bay la phuong phap pho bién dung dé day cac ky nang thuc hién cong
viéc cho hau hét cac cong nhan san xuat va ké ca mot s cong viéc quan ly.
Qua trinh ddo tao bat dau bang sy gidi thiéu va giai thich cua nguoi day vé
muc tiéu ctia cong viée va chi dan ti mi, theo timg budc vé cach quan sat ,
trao d6i, hoc hoi va 1am thir cho téi khi thanh thao dudi su huéng dan va chi
dan chit ché cta nguoi day.

1.1.2. Pao tao theo kiéu hoc nghé

Trong phuong phép ndy, chuong trinh dao tao bat dau bang viéc hoc 1y
thuyét o trén 16p, sau do6 cac hoc vién dugc dua dén 1am viéc dudi su huong
dan cua cong nhan lanh nghé trong mot vai nam; dugc thuc hién cac cong
viéc thudc nghé can hoc cho t6i khi thanh thao tat ca cac k¥ ning ctia nghé.
Phuong phéap nay dung dé day mot nghé hoan chinh cho cong nhan.

Phuong phéap nay thyuc chat 1a sy kém cdp cta cong nhan lanh nghé dbi
voi nguoi hoe va la phuong phap thong dung ¢ Viét Nam.

1.1.3. Kem cap va chi bao

Phuong phap nay dung dé gitp cho cac can b quan ly va cac nhan vién
giam sat co thé hoc dugc cac kién thirc, k§ nang can thiét cho cong viéc
trudc mat va cong viée trong tuong lai thong qua su kém cip, chi bao cua
ngudi quan 1y gidi hon. Co 3 cach dé kém cap la:

> Keém cip boi nguoi 1anh dao truc tiép

> Kém cip bdi mot c¢b van

» Keém cap bdi nguoi quan ly c6 kinh nghi¢m hon
1.1.4. Luan chuyén va thuyén chuyén cong viéc.
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La phuong phap ma ngudi hoc vién duge luan chuyén mot cach co t6
chure tir cong vi€e nay sang cong viéc khac dé nham cung cap cho ho nhiing
kinh nghiém lam viéc & nhiéu linh vuc khac nhau trong t6 chtrc. Nhitng kinh
nghiém va kién thtrc thu dugc qua qué trinh d6 s& gitip cho ho c6 kha nang
thuc hién duoc nhiing cong viéc cao hon trong tuong lai.

Luan chuyén va thuyén chuyén cong viée co thé thuc hién theo 3 cach:

» Luan chuyen d6i tuong dao tao dén mot bd phan khac véi mot cuong
vi khong thay doi.

> Nguoi quan 1y dugc cir dén nhan cuong vi céng tic méi ngoai linh
vuc chuyén mon cua ho.

> Luan chuyén ngudi hoc vién trong ndi bd mét linh vue chuyén mon.
1.2. Cac phuong phap dao tao ngoai cong viéc.

Dao tao ngoai cong viéc 1a cac phuong phap dao tao trong dé nguoi hoc
duoc tach khoéi su thuc hién cac cong viéc thuc té.

e Utu diém: ngudi hoc sé& c¢6 diéu kién hoc tdp mot cach tap trung, nd
luc va sang tao.

e Nhuoc diém: sy chuyén giao ki nang thyc té, sir dung k¥ niang hoc
duge vao 1am viéc thuc té bi han ché hon dao tao trong cong viéc.

Dao tao ngoai cong viéc bao gdm cac phuwong phap sau:

1.2.1. T6 chirc cac 16p canh doanh nghiép

Pbi v6i nhiing nghé turong d6i phirc tap, hodc cac cong vige co tinh déc
thu, thi viéc dao tao bang kém cip khong dap img dugc yéu cau cd vé 80
lugng va chat luong. Cac doanh nghiép c6 thé t6 chirc cac 16p dao tao véi
cac phuong tién va thiét bi danh riéng cho hoc tap.

Trong phuong phap ndy, chuong trinh dao tao bao gém hai phan: Ly
thuyét va thuc hanh. Phan 1y thuyét duoc giang day tap trung do céac k¥ su,
can b k¥ thuat phu trach. Con ph?m thuc hanh thi duge tién hanh & céc phan
xuong thuce tdp do cac k¥ su hodc cong nhan lanh nghé hudng din. Phuong
phap nay gitup cho hoc vién hoc tap c6 hé théng hon.

1.2.2. Ciwr di hoc & cac truwong chinh quy

Cac doanh nghiép ciing ¢ thé cir ngudi lao dong dén hoc tap & cac
truong day nghé hodc quan 1y do cac B9, nganh hodc do Trung uong to
chue.

Trong phuong phap nay, nguoi hoc s€ dugc trang bi tuong d6i day du ca
kién thirc Iy thuyét 1an k§ nang thyc hanh. Tuy nhién phuong phap nay tén
nhiéu thoi gian va kinh phi dao tao.

1.2.3. Cac bai giang, cac hji nghi hodc cac hji thao

Phuong phap nay dung chu yeu dé dao tao k¥ ning, cung cap kién thirc

can thiét chil yéu cho can bo quan 1y, 1anh dao trong doanh nghiép.
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Céc budi giang bai hay hoi nghi c6 thé duoc t6 chuc tai doanh nghiép
hodac & mdt hoi nghi bén ngoai, co thé duoc to chirc riéng hoac két hop véi
cac chuong trinh dao tao khac. Trong cac budi thao ludn, hoc vién sé& thao
luan theo timg chu d& duéi sy hudéng dan cia ngudi lanh dao nhém va qua
d6 hoc duoc cac kién thire, kinh nghiém can thiét.
1.2.4. Pao tao theo kiéu chwong trinh hoa, véi s tro gitip ciia may tinh

bay la phuong phap dao tao ky néng hién dai ma ngay nay nhiéu cong ty
& nhiéu nuéc dang sir dung rong réi. Trong phuong phap nay, cac chu:0’ng
trinh dao tao duoc viét san trén dia mém cua mdy tinh, ngudi hoc chi viéc
thie hién theo cic hudng din cia may tinh. Phuong phap nay co thé sir dung
dé dao tao rat nhiéu k§ nang ma khong can c6 nguoi day.

C6 3 cach dé c6 chuong trinh day qua mdy tinh:

> Thiét ké chuong trinh.

» Mua chuong trinh.

» bit hang chuong trinh.

1.2.5. Dao tao theo phwong thirc tir xa

La phuong phap ddo tao ma giita ngudi day va ngudi hoc khong truc tiép
gip nhau tai mot dia diém va cing thoi gian ma théng qua phuong tién nghe
nhin trung gian. Phuong tién trung gian nay co thé 1a sach, tai liéu hoc tap,
bang hinh, bang tiéng, dia CD va VCD, Internet. Cuing v6i su phat trién cta
khoa hoc cong ngh¢ thong tin cac phuong tién trung gian ngay cang da dang.

Phuong phap dao tao nay co uu diém ndi bat 1a ngudi hoc ¢ thé chi
dong b tri thoi gian hoc tap cho phu hop véi ké hoach cta c nhan; co thé
dam bao duoc chét luong dao tao ma khong can dua gido vién dén tan ngudi
hoc va do d6 tiét kiém dugc chi phi dao tao. Nhuge diém cia phuong phap
nay la thiéu sy trao doi truc tiép gitta nguoi hoc va ngudi day, dong thoi cac
phuong tién cling phai thiét ké hodc mua nén ciing phai tinh toan cho hop 1y.
1.2.6. Pao tao theo ki¢u phong thi nghiém

Phuong phap nay bao gdm céc cudc hoi thao hoc tap trong do6 sir dung
cac k¥ thuat nhu: bai tap tinh hudng, dién kich, mo phong trén may tinh, tro
choi quan 1y hoic 1a cac bai tap giai quyét van dé. Day 1a cach dao tao hién
dai ngay nay nhim gitp cho ngudi hoc thyc tap giai quyét cac tinh hubng
gidng nhu trén thyc té.

1.2.7. Pao tao k¥ niing xir Iy cong vin, gidy to

Pay 1a mot kiéu bai tap, trong d6 ngudi quan 1y nhan duoc mot loat cac
tai li¢u, cac ban ghi nhd, cac tuong trinh, bao céo, 101 dan do cta cép trén va
cac thong tin khac ma mot ngudi quan 1y c6 thé nhan duoc khi vira téi noi
lam viéc va ho ¢o trach nhiém sir Iy nhanh chong va dung dan. Phuong phap
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nay giup cho ngudi quan 1y hoc tip cach ra quyét dinh nhanh chéng trong
cong viéc hang ngay.
1.2.8. M6 hinh hoa hanh vi

Pay ciing 14 phuong phéap dién kich nhung cac vé kich duoc thiét ké san
dé mo hinh hoa cac hanh vi hop 1y trong cac tinh hubng dic biét.

2. Tién trinh dao tao va phat trién nguén nhan lwc.
Trinh ty xay dung mot chwong trinh dao tao — phat trién nhu sau:

Xéac dinh nhu cau dao tao

A 4

> Xéac dinh muc tiéu dao tao <
\ 4
Céc quy Lua chon dbi twong dao tao | Panh
trinh gia
’ .y A\ 4 .
danh gié . - - lai
duoc xac Xac dinh chuong trinh dao tao |, néu
dinh va lua chon phuong phap dao cAn
phan nao v thiét
P(’l Su Lua chon va dao tao gido vién R
co thé do i’
lu:(‘mg \ 4
dugc cac Dy tinh chi phi dao tao
muc tiéu
A 4
»  Thiét lap quy trinh danh gia

1.1. Xac dinh nhu cau dao tao.
Nhu cau dao tao 1a khodng cach giira nhiing gi hién c6 va nhiing gi mong

mudn trong tuong lai xét vé khia canh thai 6 cua ngudi quan 1y va nguoi
lao dong trong doanh nghiép.
Xac dinh nhu cau dao tao 13 qué trinh thu thap va phan tich thong tin

nham lam rd nhu cau can cai thién két qua thuc hién cong viéc va xac dinh
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dao tao hién c6 phai l1a gidi phdp nang cao hiéu qua lam vi¢c, kha nang phat
trién véi tung can bg, nhan vién cu thé.

Phén tich nhu cau dao tao 1a mot qua trinh mang tinh hé thong nham xéc
dinh va Xép thr tu cdc muc ti€u, dinh lugng cac nhu clu va quyét dinh cac
mirc d6 wu tién cho cac quyét dinh trong linh vic ddo tao.

Cong tac dao tao va huén luyén phai gitip ich cho viéc thuc hién muc tiéu
cua doanh nghi¢p, hay ndéi mdt cach khac la khong cé su khac biét gitta muc
ti€u cua doanh nghi€p véi muc ti€u cua viée dao tao nhan vién. Chinh vi vay
nhu cau dao tao nhan vién dugc xem xét bat dau tir nhu cau cua chinh ban
than doanh nghiép. Mubn vay doanh nghiép phai tu tra 11 cac cau hoi:

- Thach thirc cia méi truong kinh doanh dat ra cho doanh nghiép trong
ngan han va dai han la gi?

- Nhén vién ctia doanh nghiép c6 kha ning dap ung dén dau cac doi hoi
cua thi truong?

- Nhan vién cia doanh nghi¢p con thiéu gi dé thuc hién chién lugc cua
doanh nghiép?

Nhu cau dao tao ctia mdi nhan vién 1a ¢6 nhitng diém khac biét do kién
thic co ban, tiém niang va hoai bdo phat trién cua ho khong gidng nhau. Do
vay cac hoat dong dao tao phai hudong tdi viée thiét ké chuong trinh sao cho
dap ting duoc yéu cau cua ting doi twong.Nhu cau dio tao quyét dinh
phuong phap dao tao. Khong co bat ky chuong trinh hay phuong thirc nao
phu hgp véi moi nhu cau. Cac chuong trinh dao tao dugc chon lya trén co s&
dung hoa mong mudn clia cac ca nhan véi muc tiéu cua doanh nghiép, trong
d6 hiéu qua kinh doanh duoc dua ra lam tiéu chi anh hudng co tinh quyét
dinh. Nhiéu that bai trong cong tac phat trién nhan su 13 nhiéu doanh nghiép
chua chu trong dén hiéu qua dao tao, khong danh gia dugc tdc dong cta viéc
dao tao téi qua trinh thyc hién nhiém vu ctia moéi nhan vién.

2.1.1. Co s¢ dé xac dinh nhu cau dao tao:
a. Phan tich muc tiéu, ké hoach, chién lugc, chi sb hiéu qua vé mit to chirc
cua doanh nghiép:

11
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Phan tich chi s6 hiéu qua vé mat to chirc bao gém viéc phén tich cac tiéu
thtrc t6 chtrc nhu: Nang suét, cht luong thuc hién cong viéc , ty 1€ thuyén
chuyén, ky luat lao dong...

Muc tiéu, chién luoc ctiia doanh nghiép cho biét dinh hudng phat trién cia

doanh nghi¢p.

K¢ hoach héa ngudn nhan luc 1a qua trinh xac dinh cac nhu cau vé nhan
luc ctia té6 chitc mot cach c6 hé¢ thong dé phuc vu cac muc ti€u cua to

chuec,. ..

b. Phan tich cong viéc
Phén tich c6ng viéc 1a nghién ctru cong viéc mot cach chi tiét nham lam

r0 cac nhi¢m vu, trach nhiém va cac yéu cau vé kién thuc, k¥ nang, kinh

nghiém dbi v6i nguoi thye hién cong viée. Tir d6 tién hanh cac chuong trinh

dao tao phu hop.

Trong trudng hop nay, sir dung ban mo ta cong viéc va ban yéu cau doi
v6i nguoi thuce hién 12 rat hitu ich. St dung biéu mau phan tich cong viéc:
- Liét ké cac nhiém vu cong viéc chinh
- Xac dinh mirc o thuong xuyén thyc hién cac nhiém vy, cong viéc
- Tiéu chuin miu thyc hién cong viéc
- Piéu kién thuc hién cong viéc.
- Céc k¥ niang va kién thuc can thiét giang day cho nhén vién
- Nhiém vu s& duoc hoc cach thuc hién tt nhat “tai” hay “ngoai” noi

lam viéc.

Vi€c xac dinh nhu cau dao tao ¢ thé duoc thyc hién thong qua phuong

phap danh gia nhu cu c6 dién nhu phan tich cong viéc:

Ly do dao tao

Bdi canh nay sinh nhu ciu dao
tao

Keét cuc

Luat phap
Thiéu céac k¥
nang co ban

Thuc hién
nhiém vu to1

Cong nghé mai

DPoi1 hoi cua

Nguoi lao dong can dao tao diéu
gi?

Phan tich t6 chuc

Nay sinh nhu cau dao tao co thi tu
uu tién.

Su ing hd va hd trg cla gidi quan
1y va dong su

Chlen lugc cua td chie di dén dau,
nham muc tiéu gi?

Céc ngudn lyc cho dao tao: Ngan
sach, thoi gian, chuyén mon, trinh

Nguoi hoc can hoc
diéu gi?
A1 can dao tao?

Loai hinh dao tao?
Tan sb dao tao?

Dao tao hay thuc
hi¢én thong qua cac
hinh thtrc khac nhu

12
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khach hang do tuyén lua, thiét ké lai
Phan tich con ngudi cong vige?

Tiéu chuan bac tinh c& nhan: Kién thuc, k¥
thuc hién cao | nang va thai do.

hon Pau vao, dau ra

Qong VIEC MO, | K&t cyc: anh hudng, ndng suat, chat
sdn pham ma1 luong

Phan tich nhiém vu
Chon cong viéc dé phén tich
Phat trién danh muc cic nhiém vu.

Khéng dinh danh muc cac nhiém
vu.
Nhén dang kién thirc, k¥ nang thai

do can thiét cho viéc thu’c hién
thanh cong moi nhiém vu

(Nguon: http://bkeps.com/thong-tin/phat-trien-mo-hinh-dao-tao-trong-
doanh-nghiep-tren-mo-hinh-he-thong.html)
C. Phan tich thyc hién cong viéc:

La nghién ctu k§ ludng viée thuc hién cong viée dé xay dung quy trinh
thie hién cong viée tdi vu ciing nhu 13 dé huan luyén, dio tao nhan vién kha
nang thue hién cong viéc. Viée phén tich nay chu trong dén cac ning luc va
cac dac tinh ca nhan ctia nhan vien, dugc st dung dé xac dinh ai 1a nguoi co
thé dam duong duoc cong viéc va ho thiéu nhiing kién thirc, k¥ ning gi, dé
tir 46 xéac dinh can cha trong dao tao nhiing kién thirc, k¥ nang nao.

Quaé trinh phan tich thyc hién cong viée gdm cac budc sau:
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1. Banh gia thuc
hién cong viéc

2. Xac dinh van dé “chua biét
lam” hay “khong muon lam”

Chura biét Khong mudn
lam lam
3. Dat ra céc tiéu 9. Khuyén khich
chuan mau nhan vién
A 4
4. Loai bé cac tro
ngai khi thyc hién
cong viéc
A 4
5. thuc hanh
A 4
6. bao tao
\ 4
7. Thay d6i cong | 8. Thuyén chuyén
viéc hodc cho nghi viéc

d. Ngoai ra, con co thé sir dung cac thong tin khac dé xac dinh nhu cau dao
tao:
- Theo bdo céo cta vién gidm thi.
- Theo yéu cau quan trj.
- Can cu vao thanh tich, chi tiéu ca nhan dat duoc.
- Trach nghiém kién thuc.

- Ban cau hoi diéu tra.

14
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Két qua thyc hi¢n murc lao dong.
2.1.2. Xac dinh nhu cau dao tao ky thuat:
a. Phwong phap tinh todan cdan cw tong hao phi thoi gian lao dong ky

thudt cdn thiét cho tirng logi san phdm va quy thoi gian lao dpng ciia logi

nhdn vién ky thudt twong wng.

KT, =1
Q.H,

KT, :Nhu ciu (céng) nhan vién thudc nghé (chuyén mon) i

T,: Téng hao phi thoi gian lao dong k¥ thuat thudc nghé (chuyén
mon) i can thiét dé san xuét

Q. : Quy thoi gian lao dong cua mdt (cong) nhan vién k¥ that thudc
nghé (chuyén mén) i

H, : Kha ning hoan thanh vuot mirc & ky trién vong cta (cong) nhan
vién k¥ thuat thudc nghé (chuyén mén) i
b. Phwong phdp tinh todn cin cir vao sé lwong mdy méc thiét bi ky thudt
cdn thiét cho qud trinh sin xudt , mirc dam nhiém ciia mét (cong) nhén
vién ky thudt va hé so ca lam viéc ciia mdy méc thiét bj

_SM.H,_,
N

KT

SM: Sb luong may moc trang thiét bi k¥ thuat can thiét ¢ ky trién vong
H., :Heé s6 ca lam viéc ciia may moc trang thiét bi
N: S6 lugng may moc trang thiét bi do cong nhan vién ki thuat phai tinh
C. Phwong phdp chi so

Phuong phap nay st dung cong thure:

| ISP
KT — I
w

.. :Chi sb ting cong nhan vién k¥ thuat

15
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I, : Chi sO tang san pham

I, - Chi s ting ty trong cong nhan vién k¥ thuat trén tong sd
l,, : Chi s ting NSLD

Phuong phéap nay cho s liéu khong chinh x4c bang cach tinh & hai
phuong phap trén. Thudng dung dé du doan nhu cau cong nhén vién ky
thuat ctia cac cong ty 16n trong cac ké hoach dai han.

Can ctr vao ban phan tich cong viéc va viéc danh gia tinh hinh thuc hién
cong viéc, can clr vao co ciu td chuec, Cong ty s€ cac dinh duogc s6 luong,
loai lao dong va loai kién thirc ky nang can dao tao.

e. Phwong phdp truc tiép:

Can ctr vao ban phan tich cong viéc, can ctr vao tinh hinh thuc hién cong
viéc, co ciu to chirc cua doanh nghiép dé truc tiép xac dinh s luong nhan
vién k¥ thuat cua timg nghé can thiét trong timg bo phan, phan xuong, sau
d6 tong hop lai thanh nhu cau cta toan doanh nghiép.

Sau khi x4c dinh duwoc nhu cau nhan vién k¥ thuat can c6 & ky ké hoach,

nhu ciu dao tao ( nhu cau bd sung ) s& duoc xac dinh theo cong thirc:

Nhu cau tang dé phat trién san xuat = Nhu cau can c6 — S6 da co

Nhu cau b6 sung = Nhu cau ting dé phat trién san xuat + nhu cau thay thé

Trong qué trinh dao tao, thuong c6 mot ty 1¢ nhét dinh hoc vién bi rét
hozc khong dap tng yéu cau tuyén dung cta doanh nghiép. Do d6, nhu cau
tuyén sinh dao tao bao gid ciing 16n hon nhu cau thyc té can dao tao, va
dugc xac dinh theo cong thirc:

Dya: = Da:! (1- % roi rot trong dao tao )

Trong do :
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D, : Nhu cau tuyén sinh dao tao

- D : Nhu cau dao tao ( nhu cau bd sung )
1.2. Xac dinh muc tiéu dao tao

La xac dinh cac két qua can dat duoc cua hoat dong dao tao. Bao gém:

+ Nhitng k¥ nang cu thé can dugc dao tao va trinh d6 k¥ ning c6 dugc
sau dao tao

+S6 luong va co cAu hoc vién

+ Tho1t gian dao tao

Viéc xac dinh muc tiéu dao tao s& gop phan nang cao hiéu qua cta cong
tac ddo tao va phat trién ngudn nhan luc va 1a co so dé danh gia trinh 46
chuyén mon cua ngudi lao dong trong mdi cong ty, to chire. Cac muc tiéu
dao tao phai r0 rang, cu thé va c6 thé danh gia duogc.

1.3. Lwra chon ddi twong dao tao
La lya chon nguoi cu thé dé dao tao, dya trén:

- Nghién ctru nhu cau va dong co dao tao cua nguoi lao dong

- Tac dung ctia dao tao d6i v6i ngudi lao dong

- Trién vong nghé nghiép cua tung nguoi

Viéc Ira chon nguoi dé dao tao dam bao phai ddo tao dung ngudi can dao
tao, tirc la phai lya chon nguoi ding kha nang, nguyén vong hoc téap.. .dé
tranh tinh trang dao tao nham d6i twong, 1am ton that vé thoi gian va chi phi
khong can thiét.

1.4. Xay dung chuwong trinh dao tao va lwa chon phwong phap dao tao.

Chuong trinh dao tao 1a mot hé thong cac mon hoc va cac bai hoc can
duoc day, cho thay nhitng kién thuc, k¥ ndng nao can dugc day va day
trong bao 1au. Trén co so do lya chon cac phuong phap dao tao phu hop.

Chuong trinh dao tao phai dugc xay dung that cu thé vé: so mon hoc,
cac mon hoc sé cung cap trong chuong trinh, s6 gio hoc, tlet hoc cua
timng mon, chi phi cho mdi mén, mdi tiét, cac phuong tién can thiét cho
chuong trinh nhu: gido trinh, tai li€u, trang thiét bi,...

Chuong trinh ddo tao dugc xdy dung trén co so nhu cau dio tao va
muc ti€u dao tao da xac dinh. Sau d6 doanh nghiép s€ can cur vao tinh
hinh cu thé vé ning luc tai chinh, co s& vat chat...dé chon phuong phéap
dao tao cho phu hop.

C6 nhiéu phuong phap dao tao khac nhau dé Iwa chon va mdi phuong
phap déu c6 nhitng wu, nhuoc diém riéng cua nd. Doanh nghiép co thé
lua chon méot phuwong phap hoic két hop nhiéu phuong phéap dao tao.
Phuong phap dao tao phai phu hgp véi nd1 dung chuong trinh dao tao,
chi phi phai thap va 1a phuong phap dem lai hiéu qua 1on nhat.
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1.5. Xac dinh chi phi dao tao

Chi phi dao tao quyét dinh viéc Iya chon cac phuong an dao tao, bao gém
cac chi phi cho viéc hoc chi phi cho viéc dao tao.

e Nhiing chi phi vé hoc tap: la nhiing chi phi phai tra trong qua trinh
ngudi lao dong hoc viée, bao gom: Nhitng khoan tién cho nguorl lao dong
trong khi hoc viéc, chi phi nguyén vét li¢u dung cho hoc tap, gla tri hang hoa
ban do gia cong khong dung khi thyc tap, gia tri san luong bi giam xuéng do
hiéu qua lam viéc thap cua hoc sinh hoc nghé. ..

e Nhirng chi phi vé dao tao: Bao gdm: Tién luong cia nhitng nguoi
quan 1y trong thoi gian ho quan 1y bo phan hoc viée; tién thu lao cho gido
vién hay nhitng nhan vién dao tao va by phan gitp viéc cia ho; nhitng dung
cu giang day nhu: May chiéu phim, tai liéu, sach béao, bai kiém tra, chuong
trinh hoc tap,...

Doanh nghiép phai tinh toan dé xac dinh chi phi dao tao cho hop 1y va c6
hi¢u qua.

1.6. Lwa chon va dao tao giao vién

Doanh nghiép c6 thé lia chon gi4o vién theo 2 phuong 4n sau:

> Lua chon nhitng cong nhan lanh nghé, nhitng nguoi quan 1y ¢6 kinh
nghiém trong doanh nghiép tham gia giang day. Phuong an nay vira tiét
kiém chi phi vira cung cdp cho hoc vién nhitng k¥ ning thuc hién cong viéc
c6 tinh sat voi thuc té ctia doanh nghiép. Tuy nhién ciing con nhitng han ché
nhu: kho cap nhat nhimg thong tin, kién thirc méi dong thoi c6 thé anh
huéng dén cong viec ma nguoi duge chon 1am gido vién dam nhiém.

» Lua chon gido vién tir co s dao tao bén ngoai ( giang vién cua cac
truong dai hoc, trung tdm dao tao...). Theo phuong &n nay co the cung cap
nhirng kién thuc, nhirng thong tin cdp nhat theo kip duoc su tién bo cua
nganh nghé. Tuy nhién phuong an nay c6 nhugc diém 1a kha ning thyc hién
thap, khong sat thuc v6i doanh nghiép, chi phi thuong cao.

Gi4o vién phai dugc tap huin dé nim virmg muc tiéu va co cau cla
chuong trinh dao tao no6i chung.

1.7. Thiét 1ap quy trinh d4nh gia
1.7.1. Banh gia hi¢u qua ctua chuong trinh dao tao

a. Céc giai doan danh gia:

- Giai doan 1: X4ac dinh myc ti€u dat ra c6 dat hay khong? ( Co6 2 phuong
phép ) S

+ Phuong phap 1: Kiém tra kién thirc, kinh nghiém cta hoc vién sau khoa
hoc.

+ Phuong phép 2: Dung phiéu danh gia.
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Giai doan 2: Tién hanh thu thap thong tin vé két qua hoc tap cua cac hoc
Vién sau dao tao.

Danh gia hiéu qua cua chuong trinh dao tao d6 1a viéc kiém tra xem sau
khi dao tao cac hoc vién da ap dung cac kién thire dd hoc duoc vao trong
thue té dé thuc hién cong viéc nhu thé nao? Hodc c6 thé thong ké ning suat
lao dong, su thuyén chuyén trong cong viéc. ..

b. Céc phuong phap danh gia:

- Phan tich thyc nghi¢m:

Chon hai nhom thuc nghiém, ghi lai két qua thuc hién cong viéc ctia moi
nhom lac trude khi 4p dung chuong trinh dao tao. Chon mdt nhém tham gia
vao qua trinh ddo tao, con nhom kia van thuc hién cong viéc binh thuong.
Sau thoi gian dao tao ghi lai két qua thuc hién vé ca sd luong va chat luong
gitra hai nhém: nhém da duoc dao tao va nhom khong dugce dao tao. Phan
tich, so sanh két qua thuc hién cong viéc giita hai nhém voi chi phi dao tao
s€ cho phép x4c dinh mtrc d hi€u qua cia chuong trinh dao tao.

- Panh gia hiéu qua ddo tao theo 4 van dé co ban:

e Phan tmg: Can danh gia phan tmg cta hoc vién ddi v6i chuong trinh
dao tao. Ho ¢6 thich chuong trinh hay khong? N61 dung chuong trinh ¢6 phu
hop vé6i ndi dung cong viée thuc té hay khong?...

e Hanh vi: hanh vi cia nguoi duoc dao tao co thay doi gi do két qua
tham du khod hoc hay khong?

e Hoc thudc: Kiém tra xem céc hoc vién di nam viing nhitng nguyén
tic, k¥ ning, cac van dé theo yéu cau ciia khoa dao tao chua?

e Muc tiéu: Pay 1a van dé co ban, quan trong nhat. Két cua cudi cing
cua hoc vién c6 dat dugc muc ti€u dao tao hay khong?

1.7.2. Banh gia hi¢u qua ctua cong tdc dao tao noi chung:

a. DPénh gia hiéu qua cta cong tac dao tao thong qua chat lugng lao
dong.

Panh gia chat luong lao dong cuia doanh nghiép sau dio tao xem trinh do
lao dong dugc nang lén nhu thé ndo va di dap tmg dugc dén dau yéu cau san
xuat kinh doanh ctia doanh nghiép. Viéc danh gia nay thong qua cac chi tiéu
nhu: su thuc hién cong viéc, su chénh 1éch vé ning suét lao dong, chat lugng
san pham, su hoan thanh nhi€ém vu dugc giao,...cua ngudi lao dong sau khi
duoc dao tao vor1 trude khi duoce dao tao .

b. Panh gia bang cach luong hoa hiéu qua cong tac dao tao va phat trién:

e Budc 1: Xéc dinh tong chi phi dau tu cho ngudn nhan luc

Bao gom:

- Téng tién luong tra cho nguoi lao dong va cac khoan thu nhap khac
ctia ngudi lao dong co tinh chat lwong duoc tinh vao chi phi san xuét kinh
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doanh
(W)
- Tong tién thudéng (R)
- Tbng chi phi cho phiic 1o va dich vu ( B)
- Tbng chi phi cho dao tao va phat trién (K )
Nhu vay tong chi phi dau tu cho ngudn nhan luc (T ) la:
T=W+R+B+K

e Budc 2: Tinh ty 1€ chi phi dao tao trong téng chi phi dau tu cho
nguon nhén lyc (S)

K
S = x 100%
.

e Budc 3: Xéac dinh phan dong gop cia dio tao va phat trién va phat
trién ngudn nhan luc vao loi nhuan cta doanh nghiép. Néu gia thiét rang S
cling bang ty 1¢ giira phan dong gop ciia dio tao trong tong loi nhuan thi ta
co:

Mo=P xS
Trong d6: M, : 14 phan dong gop ciia dao tao ndm n-1 vao loi nhuan nim n
P : 1a lgi nhuan nam n

Hiéu qua ctia cong tac dao tao co thé dugc danh gia qua chi tiéu loi nhuan

ctia doanh nghiép thu dugc trén mot don vi chi phi dao tao ( Hy)

Trong d6: K™ : 1a chi phi dao tao va phat trién nim n-1
Hum™™ @ 13 loi nhuan trén mot don vi chi phi dao tao, phan anh
hi¢u qua dao tao nam n-1
M," : 1a phan dong gop cua dao tao vao loi nhuan nim n
Chi tiéu nay cho thay ctt mot don vi chi phi cho ddo tao nam trude thi

nam sau thu dugc bao nhi€u don vi loi nhuan, cho biét kha nang sinh loi cta

dau tu vao dao tao va phat trién ngudén nhén lyc trong doanh nghiép.
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HII.CAC NHAN TO ANH HUONG PEN PAO TAO VA PHAT TRIEN
NGUON NHAN LU’C TRONG DOANH NGHIEP.

1. Cac nhan té thuéc méi trwérng bén trong doanh nghiép.

- Muc tiéu, chién luge, chinh sach cua doanh nghiép.

Mobi mot doanh nghiép déu c6 nhitng muc tiéu, chién lugc riéng cho timg
giai doan phat trién. Nhimg muc tiéu chién lugc nay chi phdi tit ca moi hoat
dong cua doanh nghiép trong d6 c6 hoat dong dao tao va phat trién ngudn
nhan luc. Khi doanh nghiép mé rong quy md san xuét, thay déi co cdu to
chtrc, cong nghé,...thi nguoi lao dong can phai duogc dao tao lai dé co nhirng
kién thirc, k¥ nang phu hop voi nhimg thay d6i do.

Chinh sach, trlet Iy quan 1y, nhimg tu tuéng, quan dlem clia ngudi quan
1y cap cao cua t6 chirc vé cach quan 1y con nguoi trong t6 chtrc cling anh
hudng rat 16n dén cong tac dao tao va phat trién ngudn nhan lyc ciia doanh
nghiép.

- Quy md, co cdu t chirc ctia doanh nghiép.

Quy mo6 cua doanh nghiép cang 1on thi cong tac dao tao ciia doanh
nghiép cang phure tap va ngugc lai.

Co cau t6 chuc cang don gian thi viéc ra quyet dinh cang nhanh chong,
su trao doi thong tin thudn loi va mirc do gan két cac b phan cang cao.
Nguoc lai, to chirc bd may cang cong kénh, phire tap thi quan 1y cang kho,
dan dén trong cong tac dao tao tién trinh ddo tao s& khé thuc hién mot cach
dong bo va linh hoat. Ngoai ra sy thay doi co ciu to chirc ciing anh hudng
dén nhu cau dao tao trong doanh nghiép.

- Luc lugng lao dong hién tai cua doanh nghiép.

+ Trinh d¢ cta nguoi lao dong: Nghién ctru chét luong lao dong cua luc
luong lao dong hi¢n tai s€ cho théy nhirng ai can phai dao tao? Pao tao
nhiing gi?

+ Co cAu lao dong theo do tudi, gidi tinh:

Vé do tudi, néu mot doanh nghiép co co céu lao dong tré hon doanh
nghiép kia thi nhu cau dao tao s& co kha ning cao hon doanh nghiép kia.
Diéu nay xuat phat tir ddc diém tdm 1y ctia ngudi lao dong 1a cang 16n tudi
thi nhu cau hoc tap cang giam di.

Gi01 tinh cling anh huong dén nhu cau dao tao ciia mot doanh nghiép.
Thong thudng trong mot doanh nghiép néu ty 1& nit cao hon nam gidi thi nhu
cau ddo tao sé thap va nguoc lai.

- Tinh hinh san xuat kinh doanh ctia doanh nghiép:

Néu doanh nghiép 1am an phat dat thi doanh nghiép d6 sé& c6 diéu kién
thun lgi dé dau tu cho hoat dong dao tao va phat trién nguén nhan luec.
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Nguoc lai néu doanh nghiép d6 lam an thua 13 thi kinh phi cho dao tao c6
thé phai cit giam.
- Diéu kién co s& vat chit va cong ngh¢ cho dao tao va phat trién:
Piéu kién co sd vat chat va cong nghé anh hudng rat 16n dén cong tac
dao tao va phat trién ngudn nhan luc trong doanh nghiép. Boi vi khi diéu
kién co s vat chat va cong nghé¢ dugc dam bao thi cong tac dao tao va phat
trién moi tién hanh mot cach c6 hiéu qua, va ngugc lai.

2. Cac yéu té thuéc méi trwdng bén ngoai doanh nghiép.

Moéi truong phap 1y cua doanh nghiép: Khong chi riéng hoat dong dao tao
va phat trién ngudn nhan luc ma tat ca cac hoat dong ctia doanh nghiép déu
bi gidi han boi nhitng khudn kho phap 1y do Nha nuée quy dinh, phai dam
bao khong bi trai phap luat.

- Mot truong kinh te mo1 truong chinh tri cing anh huong to1 cong tac
dao tao va phat trién nguon nhan lyc. Khi nén kinh te phat trién, moi truong
chinh trj 6n dinh thi ngudi lao dong thudng cd nhu cau dio tao 16n va cong
tac dao tao cling khong bi anh hudng 16m.

- Su tién bo ctia khoa hoc cong ngh¢: Khoa hoc cong nghé cang hién
dai tién tién kéo theo trinh d6 ctia ngudi lao dong phai dugc nang 1én dé co
thé nam virng cac thao tac, quy trinh ctia cong nghé khi thuc hién cong viéc.

- Thi truong cua doanh nghiép: Thi truong rong, hang hoa ban nhiéu,
doanh thu ting, loi nhuan ting dan tir 46 né s& quyét dinh dén ngudn kinh
phi trich vao quy dao tao va phat trién.

IV.SU CAN THIET CUA CONG TAC PAO TAO VA PHAT TRIEN NGUON
NHAN LUC DOI VOl CONG TY CO PHAN PAU TU’ VA XAY
DUNG SO0 4.

Ngay nay nén kinh té ctia dat nudc ta dang bude vao mot thoi ky méi,
thoi ky hoi nhap toan dién vao nén kinh té toan cau hoa da tao ra nhiing
thuan loi, nhimg co hoi moi nhung ddng thoi cling dat ra cho Cong ty Co
phan dau tu va xdy dung s 4 nhiing nhiém vy hét strc ning né, phai nhanh
chong vuon 1én, khong ngumg phat trién méi c6 thé canh tranh vé6i cac doanh
nghiép khac dé ton tai va phat trién duoc. Vi vay, cong tac dao tao va phat
trién ngudn nhan luc can phai duoc quan tam dung murc.

Vi viéc md rong quy mo san xudt tao ra hang loat viéc 1am méi cho cén
bd cong nhan vién trong cong ty. Vi vay Cong ty can phai thuong xuyén to
chure cac chuong trinh dao tao cho cac can bo cong nhan vién trong Cong ty
dé ho cap nhat duoc kién thuc, k¥ nang mai, giap cho ho thuc hién cong
viéc tt hon.
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Pic thu ciia Cong ty CO phan dau tu va xay dung sO 4 1a mot Cong ty
tryc thuéc Téng Cong ty xay dung Ha Noi va c6 nhiéu xi nghiép thanh vién
nén thuong xuyén cé sy diéu phdi, thuyén chuyen doi ngli can bo quan 1y,
doi hoi Cong ty phai chuan bi d6i ngii lao dong ké can. Vi vay dao tao va
phat trién s& giup cho can bo cong nhan vién trong Cong ty co dugc nhiing
k¥ ning can thiét cho cac co hoi thang tién va thay thé cho cac can bo quan
1y, chuyén mon khi can thiét.
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CHUO'NG II:

PHAN TiCH THY'C TRANG CONG TAC PAO TAO VA PHAT
TRIEN NGUON NHAN LUC TAI CONG TY CO PHAN PAU TU
VA XAY DUNG SO 4.

I. NHUNG PAC DIEM CUA CONG TY CO ANH HUONG DEN CONG
TAC PAO TAO VA PHAT TRIEN NGUON NHAN LUZC.

1. Qua trinh hinh thanh va phat trién cta cong ty.
- Tén cong ty: Cong ty 6 phan dau tu va xdy dung s 4
- Tén tiéng Anh: Investment and construction joint stock company No4.
- Tén viét tat: ICON4. ,
- Pia chi: 243A B¢ La Thanh - Lang Thuong - BPong Pa - Ha Noi
- SO di¢n thoai: 04.8348976
- Fax ~:04.8348863 ,
Cong ty co phan dau tu va xay dung so 4 dugc thanh lap ngay 18 thang
10 ndm 1959, tién than 1a cong truong xay dung nha may phan dam Ha Béc
va cong ty kién tric khu bac Ha ndi. Qua nhiéu thoi ky sat nhap dén nim
1955 B c6 quyét dinh nhdp cong ty xay dung s 4 vao Téng Cong ty xay
dung Ha noi, tir 46 dén nay cong ty xdy dung sb 4 1a mot doanh nghiép Nha
nude duge xép hang I tryc thudc Tong cong ty xdy dung Ha noi.
Tru s& cua cong ty hién nay : 243A - B¢ La Thanh - Lang Thuong -
Péng Pa - Ha Noi.
Gidy phép kinh doanh sb 314258 cap ngay 06/04/2001
Vén diéu 1&: 45.000.000.000 dong.

Nguoi dai dién : Tong giam dbc: Nguyén Minh Cuong

Qua hon 45 nam hoat dong tir tién than la cong truong xay dung nha
may phan dam Ha Bac va cong ty kién trac khu bac Ha ndi, sy truong thanh
va phat trién cia Cong ty C6 phan dau tu va xay dung s6 4 c6 thé khai quat
bang 4 giai doan sau :

e (Giai doan 1959-1965:
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Cong ty xay dung sb 4 ra doi vao luc bt dau thyuc hién ké hoach 5 nam
1an thir nhat(1961-1965), Pang va Nha nudc ta chi trwong han gin cac vét
thuong chién tranh, xay dung va khoi phuc nén kinh t& Mién Bic. Véi tinh
than d6, nhiém vu dau tién ciia cong ty 1a xdy dung nha may phan dam Ha
Biac(1960). Viéc thi cong ndy gip rat nhiéu kho khian nhu co so vat chét
nghéo nan, trinh d6 chuyén mén nghi¢p vu han ché, lao dong thu cong la chu
yéu va da phan 13 bd ddi...,song vai tinh than lao dong can cu sang tao, vua
san xudt vira hoc tip nang cao tay nghé nén da hoan thanh t6t ké hoach chi
tiéu dat ra.

e Giai doan 1965-1975:

Thoi ky nay dat nude ta trai qua cudc chién dau chong chién tranh xam
luoc khéc liét, vira chién dau bao vé T6 Qubc, vira xay dung XHCN, danh
dau mot thoi ky kho khan 4c liét song tap thé cong ty xay dung sb 4 trong
giai doan nay ciing d3 dat duoc nhiéu thanh tich trong lao dong. Thoi ky nay
cong ty duoc giao thi cong hang loat cac cong trinh quan sy nhu san bay
Kép, san bay Gia Lam, san bay Hoa Lac, kho vat tu k§ thuat quan sy va cac
cong trinh khac nhu dai phat thanh 69-14, duong Hitu Nghi...Bén canh do
v6i tinh than tat ca cho tién tuyén, cong ty dd diéu hang trim xe tai van
chuyén vat tu k¥ thuat quan su chi vién cho chién trudng Mién Nam, hang
ngan thanh nién cua cong ty cling hang hai 1én duong chién du bao vé T6
Quéc. Ngoai cac cong trinh vé qubc phong cong ty van dam nhiém thi cong
cac cOng trinh cong nghiép, dan dung khac nhu nha may xe ltra Gia Lam,
nha may co khi Pong Anh, bénh vién Lang Son, nhiét dién Ha Bac...Pay 1a
thoi ky cua sang tao, diing cam quén minh phuc vu cho su nghiép xay dung
va bao vé T6 Qudc cua tap thé CBCNV sb 4

e Giai doan 1975-1986:

Trong giai doan nay cong ty xdy dung sb 4 di tién hanh phuong thirc

phan cong, phan cip tu chu trong san xuat kinh doanh, 1am dn ¢6 13i, t6 chirc
lai cac xi nghié¢p theo hudng chuyén nganh, theo vung...

Thoi ky nay nhiéu cong trinh duge danh gia cao dugce thi cong bai cong
ty nhu nha may xe ltra Gia Lam, co khi Ha Béc, nha may kinh Pap Cau, nha
may 0 t6 1 thang 5, nhiét dién Pha Lai, nha may xi mang Bim Son, hoc vién
ky thuat quan sy Vinh Phu, dai v¢ tinh mat d4t Hoa Sen I va Hoa Sen 11, trai
giong lta Pong Vin, nha may in sach gido khoa Pong Anh,...
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Thoi ky ndy duogce coi 1a thoi ky cua sang kién cai tién va quan 1y chat
luong da danh dau su trudng thanh vuot bac cua déi ngli CBCNV xay dung
s6 4 trong quan 1y ciing nhu diéu hanh t6 chirc thi céng. Vi nhitng thanh
tich dat dugc, cong ty xay dung sO 4 dugc danh gia 1a mot trong nhimg don
vi manh ctia Tong cong ty xdy dung Ha néi, va dugc Tong lién doan Lao
dong Viét Nam ting nhiéu bang khen va bang lao dong sang tao.

e Giai doan 1986-nay:

Day 1a thoi ky bit dau cua sy d6i méi, tir nén kinh té bao cdp chuyén

sang nén kinh té thi truong nhiéu thanh phﬁn. Su canh tranh trén thi trudong
no6i chung va thi trudng xay dung noéi riéng dién ra gay gat. Cac don vi thiéu
viéc lam, lao dong doi du nhiéu. Trong khi d6 co so vat chat cong ty con
nghéo nan, trang thiét bi di thiéu lai con lac hau, luc luong lao dong hau hét
duoc dao tao trong thdi ky bao cap, chua dép tmg duoc nhimg yéu cau cla
thoi ky d6i méi, chua quen véi hoat dong ciia nén kinh té thi truong. Tat ca
nhimg khé khin trén da anh huéng khong nho dén qua trinh phat trién cua
cong ty.

Trudc nhimg khé khan chdng chat dé cong ty xay dung sb 4 dudi su
chi dao ctia Pang uy, cac cp lanh dao cong ty cting véi sy chi dao, giup dd,
tao diéu kién cua Bo xay dung, Tong cong ty xay dung Ha ndi va cic ban
nganh doan thé...d3 chu dong két hop cung voi su hing say, thi dua lao dong
san xuét cua tap thé can bo cong nhan vién, cong ty dua ra nhiing giai phap
thao g& kho khin, tao da phat trién dé dam bao sy ton tai va khong ngimg
phét trién ctia cong ty.

Nhitng cong trinh thi cong dat chat luong cao ctia cong ty trong thoi ky
nay tiéu biéu nhu Nha hop Chinh Pha, Uy ban Nha nuéce vé hop tac va dau
tu, van phong Qudc hoi, nha hat 16n Thanh phd, dai st quan Phap, trung tim
diéu hanh thong tin di dong VMS, nha may ché bién thirc an Hoa Ki, Thu

vién Quéc gia Ha ndi, truong dai hoc Tai chinh, buu dién Phu Ly, khach san
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Opera Hilton Ha noi, khach san Melia-44 Ly Thuong Kiét-Ha ndi, du an
thoat nudc Ha ndi giai doan 1,...

Véi hang chuc cong trinh dat huy chuong vang chit luong va su danh
gia tin tudng ctia khach hang trong va ngoai nudc 1a bang chtng khang dinh
vi trf va sy phat trién cta cong ty trong thoi ky méi. Cong ty xdy dung sb 4
da dugc Pang, Nha nudc, Téng lién doan Lao dong Viét Nam, Bo xay dung,
Cong doan nganh xay dung Viét Nam, Thanh phd Ha ndi ting thuong nhiéu
danh hiéu thi dua cao quy cho cong ty va cac ca nhan cta don vi cu thé nhu:

- 01 Huan chuong ddc 1ap Hang Nhi

- 03 Huan chuong doc 1ap Hang Ba

- 12 Huan chuong lao dong cac hang

- Nhiéu Bing khen, co thuong luan luu, bang ching nhan cua
Chinh phu, B xay dung, Tong lién doan Lao dong, cac tinh thanh phd truc
thudc tang

~Hang nam co nhiéu dong chi 1a CBCNV ciia Cong ty dugce Chinh phu,
Tong lién doan Lao dong Viét Nam, Bo xay dung...tang huan chuong Lao
dong, bang khen, giay khen va cac danh hi¢u khac

2. Nganh nghé kinh doanh ctia céng ty.

- Nhan thau, tong thau xay dung cac cong trinh dan dung, cong nghiép,
giao thong, thuy loi, buu dién, ha tang k¥ thuat; dudong day va tram bién thé
dién; trang tri ngoai, nd1 that.

- Tu vén, tong thau tu van dau tu va xdy dung cac dy an dau tu xay dung
bao gé)m : Lap va tham tra du 4n dau tu; Tu van diu thau va quan ly du an;
Tu van cong nghé thiét bi va tu dong hod; Khéo sat dia hinh dia chat thuy
van, do dac cong trinh, thi nghiém,; Thiét ké lap téng du toan va tham tra
thiét ké tong du toan; Thiét ké quy hoach chi tiét cac khu dan cu, khu chirc
nang d6 thi, khu cong nghiép; Kiém dinh chét luong cong trinh
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- Stra chira, phuc hoi va phuc ché cac cong trinh di tich lich su

- Péu tu, kinh doanh phat trién nha va ha tang d6 thi, khu dan cu, khu
cong nghé cao, khu kinh té moi, khu ché xuat, khu cong nghiép; Kinh doanh
bat dong san, dich vu cho thué nha, quan 1y khai thac dich vu cac khu do thi
moi

- Khai théc, san xuét, ché bién, kinh doanh vt tu, vat liéu xay dung, cAu
kién bé tong duc san; Van tai, boc Xép, dich vu giao nhan hang hoa

- Pau tu, kinh doanh du lich, thuong mai dich vu, nha hang, khach san,
hang tha cong my nghé, rugu, bia, nudc giai khat, nude sach, hang ti€u dung

- Kinh doanh xuit, nhap khau vat tu, vat liéu xay dung, may moc, thiét
b1, phu tung, phuong ti€¢ van tai

- Cung cap, lap dit, sira chita, bao hanh diéu hoa khong khi, dién lanh,
thiét bi phong chédy no, thang may, stra chira xe may thi cong xay dung.

3. Co cau té chirc va chirc niang — nhiém vu cta cac phong ban trong
cong ty.
3.1. Co cau to chirc bd may clia cong ty

Khai niém co ciu t6 chirc: La sy phan chia tong thé ra nhimg b phan nhod
theo nhiing tiéu thirc chét luong khac nhau, nhitng bo phan do6 thuc hién cac
churc nang riéng bi¢t nhung c6 quan h¢ chit ch€ vdi nhau nham phuc vu muc
tiéu chung. Té chirc bao ham mét chinh thé hoat dong doc 1ap, c6 chinh danh
va ton chi myc dich hoat dong

Co céu td chirc ciia cong ty co phin dau tw va xay dung s 4
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HOI DPONG QUAN TRI
¢ BAN KIEM SOAT
GIAM POC CONG TY
\4 \4 \ 4
PHO GD KT PHO GD TT — PHO GD KD
\ 4 \ 4 \ 4
\ 4 \ 4 \ 4 \ 4 \ 4 \ 4 \ 4
PHONG PHONG PHONG PHONG VAN PHONG | | PHONG
TCONG KHKT TCHUTC KTOAN PHONG KTTT DU AN
\A4 \A4
v v
CAC Xi NGHIEP CAC POI TRUC
THUOC

Ta co thé théy co cau cua cong ty o phan dau tu va xay dung s6 4 duoc
t6 chtrc theo kiéu truc tuyén chirc nang. Day 1a co cau t6 chirc kha hop ly va
c6 khoa hoc phu hop voi ddc diém tinh hinh thyc té ctia cong ty.Co cau to
chtc ndy c6 uu diém 1a dé dam bao duoc tinh thong nhét trong quan 1y, dam
bao ché d6 mot thu trudng va co cAu gon nhe, linh hoat, su phéi hop chat
ché giita cac phong ban. Tuy nhién co cdu nay lai boc 16 nhitng nhwoc diém
1a: chtrc nang quan 1y khong dugce chuyén mén hoa nén khong cé diéu kién
dé di sau thuc hién timg chirc ning mot, khong tan dung duoc doi ngii
chuyén gia trong linh vuc quan Iy va dé din dén tinh trang qua tai vé cong
tac doi voi nguoi lanh dao.

3.2. Chtric ndng nhiém vu cua tung bd phan.
3.2.1. Hoi dong quan tri (HPQT):

HDQT Cong ty c6 3 thanh vién, trong d6 c6 1 thanh vién 1a giam déc cong

ty
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Hoat dong cia HPQT Cong ty dugc quy dinh rat cu thé trong quy ché
hoat dong ctia HPQT Céng ty c6 phan dau tu va xay dung sb 4 do tong
Cong ty xay dung Ha ndi ban hanh kém theo quyét dinh s6 617/QD-HPQT
ngay 14/07/2003.

3.2.2. Giam ddc cong ty (GPCT). ‘
GDCT la dai dién phap nhan cua cong ty, c6 trach nhi¢m diéu hanh moi

hoat dong san xuat kinh doanh cta cong ty theo ché d6 mot tha truong va cé
tranh nhiém cao nhat vé hoat dong san xuét kinh doanh, thuc hién nghia vu
d6i v6i nha nudc theo ding phéap luat. Giam déc Cong ty do Hoi dong Quan
tri ctia Tong cong ty xay dung Ha Noi bo nhiém va mién nhiém.

Giam ddc Cong ty truc tiép chi dao mot s6 cong tac:

- Cong tac san xuat kinh doanh.

- Cong tac to chirc can bo.

- Cong tac tai chinh, thong ké, ké toan.

- Cong tac kiém tra, thanh tra.

- Cong tac d6i ngoai.

- Cong tac thuong mai gém: Xuit khau, nhap khau, van tai hang hoa,
vat liéu nd cong nghiép qua canh.

- Cong tac dau tu lién doanh ca hop tac san xuét kinh doanh voi nudc
ngoai.

- Quan hé vdi cac doan thé trong cong ty.

- Chu tich hdi dong thi dua khen thudng Cong ty.

- Truc tiép chi dao phong to chitc can bd, Phong kiém toan nodi bo-
thanh tra, phong thdng ké - ké toan, tai chinh, phong thuong mai.

- Sinh hoat hanh chinh tai phong t6 chirc can bo.
3.2.3. Pho gidm doc:
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La ngudi giup viée giam ddc cong ty diéu hanh mot hodc mot s6 linh vuc
hoat dong ctia cong ty theo phan cong ctia Giam déc. Phé giam déc chiu
trach nhiém trudc giam dbc cong ty va trude phéap lut vé nhiém vu duge
phan cong va uy quyeén thuc hi¢n.

3.2.4. Ké toan trudng:

Giup Giam dbc cong ty chi dao, thyc hién cong tac hach toan ké toan ,
thong ké, tai chinh cua cong ty. Ké toan truong thuc hién quyen va ngh1a vu
theo quy dinh tai phap 1énh ké toan théng ké va diéu 18 Ké toan truong.
3.2.5. Cac phong nghiép vu chuyén mon cua cong ty.

Khéi van phong co quan cong ty 1a khéi bao gdm cac phong ban nghiép

vu duoc thanh 1ap theo quyét dinh cua chu tich Ho1 déng quan tri cong ty dé
tham muu, giup tong giam dbc cong ty trong viée thuc hién cic chic ning
quan 1y cua cong ty theo tung linh vuc chuyén mén nghiép vu.

Khéi van phong ban cong ty bao gdm céc phong ban sau :

- Phong k¥ thuat thi cong

- Phong tai chinh ké toan

- Phong kinh té thi trudng

- Phong t6 chtic lao dong

- Phong dy én

- Ban bao hd lao dong Cong ty

- Vian phong Cong ty
a. Phong kinh té thi truong.

La phong tham muu, gitp viéc cho Tong giam déc Cong ty nham trién
khai, chi dao, huéng dan kiém tra viéc thuc hién vé linh vuc tiép thi, cac hop
ddng kinh té trong va ngoai cong ty, xay dung ké hoach san xuét kinh doanh
hang quy, hang ndm, béo cao thong ké theo quy dinh, cong tac dau tu clia
toan cong ty va thyc hi¢n ISO 9001-2000. Chi dao nghi¢p vu cac mat cong
tac:

- Cong tac ké hoach va quan 1y kinh té.
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- Cbng tac Marketing

- Cong tac dau tu
b. Phong k¥ thuat thi cong.

La phong tham muu gidp viéc cho Téng Giam ddc Céng ty va lanh dao
Cong ty trién khai chi dao, hudng dan, kiém tra, gidm sét cac cong trinh truc
thudc COng ty va cac don vi truc thudc vé tién do thi cong, chat luong san
pham, khoa hoc c6ng ngh¢, sang kién cai tién k¥ thuat, trién khai viéc thuc
hién 1SO 9001 - 2000 cua Cong ty. Giap Cong ty thuc hién cac mat cong
tac:

- Cong tac thi cong

- Cong tac khoa hoc k¥ thuat
c. Phong tai chinh ké toan.

La phong tham muu gidp viéc cho Tong Giam ddc va lanh dao Cong ty dé
trién khai to chire thuc hién cong tac tai chinh ké toan va hach toan kinh té
toan Cong ty, dong thoi kiém tra kiém soat hoat dong kinh té tai chinh cua
Cong ty theo diéu 1¢ hoat dong va quy ché quan ly tai chinh da dugc Hoi
ddng quan trj va dai hoi déng cd dong phé duyét. Chi dao nghiép vu cac mit
cong tac:

- Cong tac tai chinh

- Cong tac ké toan
d. Phong to chirc lao dong

La phong tham muu gilp viéc Tong Giam dbc va lanh dao Cong ty to
chtrc, trién khai, chi dao thuc hién cac nhiém vu chu truong duong 16i cua
lanh dao COng ty d6i véi cac don vi truc thude vé c4c linh vuc cdng tac: to

chtrc can bo, lao dong, tién luong, ché d6 bao hiém xa hoi, thi dua, khen
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thudng, ky luat, ddo tao, dan quan tu vé va cac ché do khéac d6i voi CBCNV.
Thyc hién 1SO 9001 — 2000. Cac mat cong tac ma phong thuc hién:

- Cong tac to chuc

- Cong tac lao dong

- Cong tac dinh muc lao dong

- Cong tac dao tao, thi dua khen thuong
e. Phong du an Cong ty

La phong tham muu, gitip viéc cho Tong Giam dbc Cong ty trong cong
tac dau thau, kiém soat cong tac d4u thau va dé xuat viéc thuc hién sau dau
thau trong toan Cong ty.
Churc nang nhiém vu cua phong la:

- Mua ho so thau va nghién ctru hd so du thau;

- Chu tri thyc hién viéc lap HO so du thau bao gém: TAt ca céc cong
viéc can thiét dap umg theo yéu cau ctia ho so moi thau: Ho so phap 1y, k¥
thuat va gia du thau. Giai quét cac vudng mac lién quan dén Ho so du thau.

-Pbi v6i cac du an do cac xi nghiép 1ap: Phong co chirc ning cung cap
tai liéu phap ly cho cac don vi, co thé tham gia thuc hién mot phﬁn hoac chu
tri thyc hién dy 4n khi can thiét.

- Kiém soat viéc thuc hién cong tac d4u thau trén toan Cong ty bao
gém: Viée dang ky ho so dy thau cua cac don vi, kiém soat céc tai liéu phap
1y ctia ho so du thau.

Pé xuét bién phap thuc hién sau dau thau dong béo cdo dinh ky voi Tong
Giam ddc vé cong tac dau thau trén toan Cong ty.
f. Van phong Cong ty

La phong tham muu gitp viéc cho Tong Giam dbc va lanh dao Cong ty

dé to chirc trién khai tinh hinh hoat dong ciia Cong ty, nim bat thong tin,
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phan anh cua cac don vi; cong tac hanh chinh, quan tri d€ thuc hién cac hoat

dong tac nghiép; quan 1y dat dai cac khu tap thé ciia Cong ty hién dang quan
1y va thuc hién ISO 9001 — 2000.
g. Phong khoa hoc k¥ thuat

Gitp Giam d6c quan 1y, hudng din cong tac khoa hoc ky thuat va tiép thu

cong ngh¢ moi; Phé bién ap dung tién bod ky thuat, dé xuét van dung khoa

hoc tién tién vao SXKD; Chu tri nghién ctru phuong 4n dau tu chiéu siu;

Phéi hop véi phong to chire lao dong xdy dung chuong trinh dao tao nang

cao tay nghé cho cong nhan...

4. Nhirng dic diém vé tinh hinh hoat déng san xuat kinh doanh
trong nhirng nam qua.

Ké tir khi thanh 1ap dén nay Cong ty C6 phan dau tu va xdy dung so 4 da
dau tu xay dung co so vat chét, tao dyng dugc ning luc co sd san xuit mai.
Céc co s ha tang, nha xuong, noi lam viéc, phuong tién van tai dugc dau tu
sira chita, nang cap va dau tu mai, san xuat ngay mot phat trién, doi séng
tinh than va thu nhép cua nguoi lao dong ngay cang tang.

Két qua san xuat Cia cong ty 0 phan dau tu va xdy dung so 4 trong

nhiig nam gan day duoc thé hién qua bang sau:

Nam So sanh 2006/2005 | So sdnh 2007/2006
Chi ticu 2005 | 2006 | 2007 A % A %
1.GTSXKD (tr.d) 861135|904191| 1412305 43056 4,99| 508114 56,19
2.Doanh thu (tr.d) 576000(578724| 610348 2724 0,47 31624 5,46
3.Loi nhuan (tr.d) 3500| 4250 5380 750 21,43 1130| 26,59
4.86 lao dong (ngudi) 6418 6498 6679 80 1,25 181 2,78
5.Quy tién lwong (tr.d) | 101220|117480| 133305| 16260 16,06 15825| 13,47
6.NOp ngan sach (tr.d) 1980 2250 2415 270 13,64 165 7,33
7.Thu nhap binh quan| 1,600| 1,750 1,950 0,15 9,375 0,2 11,43
(tr.d)
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8. TLBQ (tr.d) 15,77| 18,08 19,96 2,31 14,65 1,88| 10,40
ONSLD binh quan
(tr.d) 134,17| 139,15| 211,45 4,98 3,71 72,3| 51,96

Nguon: Phong t6 chirc hanh chinh
Theo bang két qua san xuat ciia Cong ty co phan dau tu va xay dung so

4 ta thay:

Tinh hinh san xuat kinh doanh cta Cong ty trong nhitng nim vira qua
rat tot, gia tri san xuat kinh doanh, doanh thu ting 1én dang ké qua cic nam.
Dac biét 1a thu nhép binh quan ctia nguoi lao dong da tang 1én tir 1.600.000
doéng nam 2005 1én 1.950.000 dong nam 2007 ( ting 21,87 % ) gop phan cai
thién doi1 séng cua CBCNV, khuyén khich ho tich cuc céng hién vi sy 6n
dinh va phat trién ctia Cong ty.

Ta thdy TLBQ ciing ting 1én dang ké, cu thé tang tir 18,08 ( tr.d ) nim
2006 Ién 19,96 ( tr.d ) nam 2007, tuc la tang 1,88 ( tr.d ), twong Uing ting
10,40 %. Diéu nay rat hop véi quy luat phat trién, sé tao dong luc cho ngudi
lao dong lam viéc c6 hi¢u qué hon.

NSLD binh quan ndm 2006 so voi nam 2005 tang 4,98 (tr.d), tuong
ung tang 3,71%. Nam 2007 so v&1 nam 2006 tang 72,3 (tr.d), twong Uing tang
51,96%. Piéu nay phan anh 1én rang trong nim 2007 13 mdt nim phat trién
vuot bac. Nguyén nhan 1a do trong nim 2007, cong ty di c6 nhiing thay doi
hop 1y trong quan 1y, chat lugng ngudn nhéan luc ciing duoc cai thién 16
rét. ..

So sanh toc d6 ting NSLD binh quan véi toec do ting TLBQ ta thay
NSLP binh quén ting nhanh hon TLBQ. Piéu nay phu hop véi yéu cau phat
trién san xuat ciia cong ty.

Nhitng két qua ma Cong ty dat duoc trong san xuét kinh doanh nhiing
niam qua 13 kha cao. Tuy nhién, véi tu cach 1a mot doanh nghiép trong nén
kinh té thi trudng, Cong ty can phai ning dong hon nita trong san xuat kinh
doanh. Pé lam duogc diéu do, cong tac dio tao va phat trién phai luon bam

sat muc ti€u phat trién san xuat kinh doanh, dao tao sau vé kién thurc quan ly
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kinh té trong nén kinh té thi trudng nham phat huy tinh ning dong, sang tao
cua nguoi lao dong trong doanh nghiép.

Tinh hinh san xuat kinh doanh thuan loi di tao diéu kién cho cong tac
dao tao — phat trién ngudn nhan luc ciia Cong ty. Ngudn kinh phi dao tao
tang 1én qua cac ndm do duogc trich tir 1g1 nhuan cua Cong ty. Bén canh do,
v6i nhimg két qua dat dugc trong san xuat kinh doanh, Cong ty di tao dung
duoc long tin va sy ung ho, dau tu ngdy cang 16n ctia Nha nude. Vi thé,
ngudn kinh phi dao tao do Nha nudc cip ngdy cang ting, cong tic dio tao va

phat trién ngudn nhan luc trong Coéng ty c¢6 nhiéu thuén loi.

5. Nhirng déc diém kinh té - ky thuat cha yéu cta cong ty Co phan
dau tw va xay dwng so 4

5.1. San pham va thi truong tiéu thu
Xay dung co ban 1a mdt nganh san xuat vat chat dac bi¢t quan trong

trong nén kinh té qudc dan. Nhiém vu c6 tinh tong quat 1a tai san xuat tai san
¢ dinh cua san xuét va khong san xuét cho cac nganh kinh té va dich vu xa
hoi. San xuét va tiéu dung xa hoi ngdy cang cao vé quy mo va trinh do thi
nhu cau vé san pham xdy dung ngay cang phai gia ting vé ca sd luong 1an
chét luong.

Ngoai viéc tao ra tai san ¢ dinh cho nén kinh té qué)c dan dudi hinh
thirc xay dung méi, trong qua trinh st dung, tai san ¢ dinh khong ngimg bi
hao mon hiru hinh va v6 hinh; Vi vy, vé1 Cong ty noi riéng va nganh xay
dung no61 chung con c¢6 nhi¢m vu khoi phuc, stra chita, m¢ rong va hién dai
hoa cac loai tai san c6 dinh dd dwogc san xuét trong nhimg chu ky trudc do.
Ty trong gitra xay dung ma1i va stra chira, khoi phuc, hién dai hoa... tai san
s6 dinh c6 mbi twong quan xac dinh.

5.2. Co sé vat chat ky thuat

Su phét trién nhu vil bdo cua khoa hoc k¥ thuat da dat cho Cong ty

dung trudc mot thir thach mai 1a néu khong dau tu, doi mdi cong nghé san
xuét thi Cong ty s€ bi tut hau do nang xuat lao dong thép, chét luong san
pham khong dam bao. Chinh vi vy trong nhiing nim qua, Cong ty xdy dung

sO 4 d3 tién hanh dau tu mua sim hang loat may moéc thiét bi thi cong tién

36



HO trg 6n tip

[PE CUONG CHUONG TRIiNH PAI HQC]

tién hién dai nhu hé théng khoan coc nhoi, may khoan d4, tram tron bé tong
AFPHAN, may trai tham, may lu, xtc, Ui,... Pong thoi hé théng may moc
thiét bi van phong ciing dugc dau tu trang bi day du nhu hé thong thiét bi
lién lac, FAX, dién thoai, hé thé)ng may Vi tinh , mdy Foto vv.. ddm bao dap

mg yéu ciu cua cong tic quan 1y diéu hanh san xuat nhanh, kip thoi, dat

hiéu qua.

THONG KE MAY MOC TRANG THIET BI
TT Tén tai san S6 lwong | Pang SD Tinh trang
1 O t6 van tai tu do 21 19 Chat luong con 70%-90%
2 O 6 con 10 10 Chat luong con 80%-100%
3 May xuc-ui thuy luc 10 10 Chat luong con 50%-80%
4 May dong coc 6 6 Chat luong con 60%-80%
5 May khoan coc nhoi 4 4 Chat luong con 80%-90%
6 May ép coc thuy luc 1 1 Chat luong con 70%
7 May tron bé tong 10 10 Chat luong con 60%-80%
8 | Cac may cat uon 15 15 Chat luong con 60%-80%
9 May cua, bao 17 17 Chat luong con 60%-90%
10 | May dam cac loai 24 24 Chat luong con 70%-80%
11 | May lu 4 4 Chat luong con 80%-90%
12 | Cau thap 3 3 Chat luong con 60%-85%
13 | Van thiang ché nguoi 4 4 Chat luong con 70%-85%
14 | May van thang 8 8 Chat luong con 60%-85%
15 | Cau ty hanh 4 4 Chat lugng con 70%-85%
16 | Thiét bi do 15 15 Chét luong con 75%-90%
17 | May vi tinh 35 35 Chat lugng con 80%-95%

Qua bang thong ké trén, c6 thé thay rang viéc cung ung trang thiét b

trong Cong ty 1a teong dbi day du. Hé sb st dung trang thiét bi kha cao,
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chtng t6 Cong ty da c6 su dau tu, quan tim dén viée sir dung co hiéu qua,
tiét kiém nguyén vat lidu. Diéu d6 khong chi lam giam chi phi trang bi may
mac thiét bi, chi phi sira chita ma con thé hién ¥ thirc bao vé, bao quan tai
san cua toan bo can b cong nhan vién trong COng ty. Chi phi sira chira, chi
phi trang bi may moc thiét bi giam s& 1am ting doanh thu, gép pham lam
tang quy dao tao va phat trién nguén nhan lyc tao diéu kién thuan loi cho

cong tac dao tao va phat trién ngudn nhan luc trong Cong ty.

6. Dac diém vé lao dong

Bién ché thyc té¢ CBCNV cuia Cong ty hién nay c6 Tong sb trong danh
sach hop dong dai han 1a: 818 nguoi - Pay 1a mot doi ngii can bo cong
nhan vién ki thuat co tri thic, c6 tay nghé cao, da timg quan ly thi cong
nhiéu cdng trinh doi hoi k¥ thuat cao, luén yéu nghé va khdng ngirmg nang
cao kién thtrc va tay nghé. Nhung trong qua trinh thi cdng cac cong trinh, do
thi céng & nhimg dia diém khac nhau nén Céng ty phai thué mot luc luong
lao dong thoi vu rat 16n t6i hang ngan ngudi, trong 6 ¢6 nhiéu lao dong
gian don, luc luong ndy thudng khdng 6n dinh vi nhiéu nguoi coi day chi la
cong viéc tam bg, ludn tim cach chuyén nghé dé mong tim dugc viée khac
dd ning nhoc, vat va mua nang lai tich luy duoc kinh nghiém nang cao tay
nghé. Do cng nghé va k¥ thuat xay dung méi khdng ngimg phat trién, Cong
ty cling da cO ké hoach dao tao va ddo tao lai dé tiép thu nhung véi dic diém
trén, viéc dao tao huan luyén ciing nhu thyc thi cac quy trinh quan Iy kha
kho khan. Bang dudi ddy cho biét s6 luong va chét luong lao dong hién co :
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Nam 2007 2006 2005 2007/2006 2006/2005
Chi tiéu Tuyét Ty Tuyét Ty Tuyét Ty % A % | A
d6i | trong | dbi | trong | doi trong (Nguoi) (Nguoi)
(nguoi) | (%) | (ngudi) | (%) | (nguoi) | (%)
Tong sb lao dong 6679 100 | 6498 100 | 6418 100 | 2,7 181 1,2 |80
Theo chirc nang:
- Lao dong tryc tiép 5826 87,23 | 5664 87,16 | 5600 87,25 | 2,8 162 1,1 |64
- Lao dong gian tiép | 853 12,77 | 834 12,84 | 818 12,75 | 2,3 19 1,9 16
Theo trinh do chuyén
mon:
- bH 318 4,76 | 352 5,42 | 286 446 |-9,66 |-34 23,1 | 66
-Cb 542 8,11 | 512 7,88 | 495 7,71 586 | 30 343 |17
-TC 635 9,51 | 608 9,36 | 588 9,16 444 | 27 34 |20
- THPT 5184 77,62 | 5026 77,34 | 5049 78,67 | 3,14 | 158 -0,45 | -23
Theo d6 tudi:
-18-30 2368 35,45 | 2014 30,99 | 1989 30,99 | 17,57 | 354 1,26 |25
-31-45 3015 45,14 | 2895 44,55 | 2714 42,28 | 4,14 | 120 6,67 | 181
-46 - 55 794 11,89 | 824 12,68 | 912 14,21 | -3,64 | -30 -9,65 | -88
- >55 502 7,52 | 765 11,78 | 803 12,52 | -34,4 | -263 -4,73 | -38
Theo gidi tinh:
- Nam 4846 72,55 | 4215 64,87 | 4011 62,49 | 204 | 631 5,08 | 204
- Nt 1833 27,45 | 2283 35,13 | 2407 37,51 | -124 | -450 -5,15 | -124

Do tudi trung binh cua ngudi lao dong 1a 36 tudi, day 1a do tudi V?ln

Nguén: Phong tai vu

Nhu vy, tinh d¢én cudi nam 2007, Cong ty Co phan dau tu va xdy dung
s6 4 c6 tong s lao dong 12 6679 nguoi. Trong d6 lao dong truc tiép 1 5826
nguoi, chiém 87,23% tong sd can bd cong nhan vién; lao dong nam 1a 4846
ngudi, chiém 72,55%.

dang ¢ murc sung suc. S nguoi trong do tudi < 30 tudi va tur 31— 45 tudi
chiém ty 18 cao. Cu the la: s0 nguo1 trong do tu01 <30 tudi 1a 2368 nguoi,
chiém 35,45% tong s6 can bd cong nhan vién; s6 nguoi trong do tudi 31 —
45 tudi 1a 3015 nguoi, chiém 45,14%. DAy 1a nhan t6 tich cyc gitp cho cong
ty ngay cang phat | trlen nhung cling dat ra cho ban lanh dao Cong ty nhiing
kho khin trudc mat vé cong tac ddo tao va phat trién nguon nhan lyc.
S6 lao dong c6 trinh d¢ dai hoc la 318 nguoi, chiém 4,76%; cao dang 1a
542 nguoi, chiém 8,11%; lao dong trung cip 1a 5184 nguoi, chlem 77,62%.
Diéu nay cho thdy trinh d6 lao dong chua tuong xung voi yéu cau san Xudt
kinh doanh hién tai ctia Cong ty. Vi viy dé dap tmg yéu cau phat trién lau
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dai thi Cong ty phai c6 ké hoach dao tao va phat trién hiéu qua nham nang
cao trinh d6 chuyen mon, nghié€p vu cho nguoi lao dong.

7. Nhirng yéu to thwe té da anh hwéng dén cong tac dao tao va
phat trién nguén nhan lwc tai cong ty c6 phan dau tw va xay dwng sé
4.,

7.1. Céc yéu t6 thuan loi.

- Ban 1anh dao cong ty ludn dit cong tac dao tao va phat trién ngudn
nhan luc 1én hang dau.

- Can bo coéng nhan vién trong cong ty déu 1a nhitng ngudi 6 tu tudng
“cau tién”, ham hoc hoi.

- Co s6 ha tang va mit bang san xuat ciia cong ty kha tét.

7.2. Céc yéu t6 kho khan.

- Pia ban hoat dong cuia cong ty trai khap ca nude, cong ty lai c6 nhiéu
xi nghiép, don vi thanh vién truc thudc nén viéc 14p ké hoach dio tao va bdi
dudng nhan s ctia cong ty twong d6i kho khin

- La mot doanh nghiép nha nuéc nén con chiu nhiéu anh huong cua co
ché, 18 16i 1am viéc cii nhu: tu duy, tdc phong lam viéc & mot s6 bod phan con
lac hau, tinh ty gidc cia nguoi lao dong chua cao

- Doi ngil can bd quan 1y trong cong ty vira thiéu lai vira yéu.
II. PHAN TICH THU'C TRANG CONG TAC PAO TAO VA PHAT TRIEN NNL
TAI CONG TY CO PHAN PAU TU’ VA XAY DUNG SO 4.
Quy trinh thyc hién cong tdc dao tao nhan sy cia cong ty:
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NHU CAU PINH HUONG KET QUA DANH GIA HIEU
CBCNV cONG TY LUC PAO TAO NAM TRUOC
\4
XAC PINH NHU CAU DPAO
TAO
\ 4
LAP KE HOACH BDAO TAO
\ 4
NHU CAU | THUC HIEN DAO TAO
POT XUAT -
\ 4
HO SO PAO TAO

1. Cach xac dinh nhu cau dao tao tai céng ty
- Hang nam dua theo ké hoach san xuét kinh doanh C}ia nam d6, ké hoach
hoa ngudn nhan luc, tinh hinh luc luong lao dong thuc té...dé xac dinh nhu

cau dao tao thuc té

- Vao qui mot hang nim, ngudi phu trach c6 lién quan can xac dinh céc
nhu ciu ddo tao chung cho nhéan vién cua bd phan minh quan 1y giri cho
Truéng phong T6 chirc-Lao dong/Ngudi duge uy quyén. Nhu cau dao tao co
thé duoc xéac dinh trén cac co s

+ Nhan vién méi tuyén dung

+ Yéu cau chuyén mon, k¥ thuat

+ Céc yéu cau xuat phat tir hanh dong khac phuc va phong ngira

+ Két qua ctia xem xét 1anh dao

Ngoai cac nhu cau dao tao duoc xac dinh nhu trén, Nguoi phu trach co
lién quan co thé‘ dua ra cac nhu cau dao tao dot xuét khi thay can thiét dé dap

ung duogc yéu cau.
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HO trg 6n tip

Dbi voi nhan vién ‘moi tuyén dung theo hop ddng dai han, trong vong 6
thang ké tr ngay tuyén dung phai duoc dao tao cac ndi dung chi yéu sau
day:

+ Cac quy dinh ndi quy ctua Cong ty

+ Co cau to chirc ctia Cong ty

+ Chinh sach chét lugng, muc tiéu chét luong

+ Heé thong quan 1y chat luong theo ISO 9001-2000 ctia Cong ty

Péi v6i cong nhan méi tuyén dung theo hop ddng ngan han, thoi vu cho
cac du an, trong vong 2 thang ké tir ngay tuyén dung can phai duoc dio tao
cac noi dung chu yéu sau day:

+ Céac quy dinh ndi quy cua Cong ty

+ Bién phap thi cong, ddm bao an toan

+ Chinh sach chat lugng, muyc tiéu chat luong

+ Hé thong quan ly chat lugng theo ISO 9001- 2000 cua Cong ty

+ Cac yéu cau veé ky thuat khi thdy can thiét

- Can ct sO lugng, chat luong lao dong hién co; kh01 luong, mac do phuc
tap cua cong viée, dac diém thiét bj may moc; yéu cau ky ning va trinh do
can thlet dé 1én ké hoach do tao sao cho phu hop.

* Nhu cau dao tao cta doanh nghiép qua 3 nim gan ddy ngdy cang ting thé
hién qua bang dudi day:

Nam

2005 2006 2007
Chi tiéu
Nhu cau dao tao va phat trién 789 849 900
S6 nguoi dugce dao tao va phat 769 835 891
trién
Ty 1é phan traim dugc ddotaova | 97,46 | 98,35 | 99,00
phat trién ( %)

Tir bang trén ta thay nhu cau dao tao ctia Cong ty ludn cao hon so ngudi
dude dao tao 1a do cac nguyén nhan nhu: phai hodn viéc hoc dé thuc hién
nhiém vu méi tai co s& méi; bi diéu dong nhan nhiém vu khac; han ché vé
trinh d¢ van hoa..

Nhu cau dao tao tang nhanh trong ndm 2007 la do Cong ty da xay dung,
hoan thién tiéu chuan chirc danh vién chirc, yéu cau can b cong nhan vién
chtrc hoc tap, nang cao trinh do tay nghé...
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2. Xac dinh muc tiéu dao tao

[PE CUONG CHUONG TRIiNH PAI HQC]

T nhu cau dao tao, cong ty xac dinh muc tiéu dao tao. Voi mdi loai nhu cau
dao tao khac nhau, cong ty c6 nhitng muc ti€u dao tao twong ung.

Duéi day 1a bang muc tiéu dao tao cho cac ddi tuong can duge dao tao
cua Cong ty:

Poi twong.

Cac loai hinh dao tao.

Yéu cau, muc tiéu dat ra.

Cdng nhéan
true tiép san

xuat

Pao tao nang bac

100% dat yéu cau ning bic.

Dao tao mai

Nim virng dwoc kién thirc va ki ning sau khi

dwgc dao tao.

Dao tao sir dung trang

thiét bi cong nghé méi

Nim virng nguyén 1y chuyén dong, cau tao
cua may, st dung thanh thao va an toan may

moc thiét bi méi.

Pao tao an toan lao djng

Sau khi dwoc dao tao, giam thicu dwoc toi da

sO vu tai nan lao dong.

Can b§, nhan
vién trong

Coéng ty.

Nang cao chuyén mon,

nghiép vu

CBNYV phai nim virng dwoc kién thirc, Ky

nang lién quan deén cong viéc.

Dao tao tin hoc

Sau khoa hoc dam bao CBNV irng dung Kién
thirc, phan mém quén 1y dé van dung viao

cong viéc c6 hiéu qua.

Dao tao ngoai ngir.

C6 thé ap dung dwoc vao thuc té cong viée

hoic lam viéc dugc voi chuyén gia nwéc ngoai.

Nguén: phong hanh chinh

Nhu vay, & mdi chuong trinh dao tao, Cong ty déu dit ra nhiing yéu
cau, muc tiéu cu thé tuong ung voi mdi ndi dung dao tao.Viec dit ra muyc
tiéu cu thé cho timg ddi tugng va ap dung cho timg loai hinh dao tao da
khién cho viéc t6 chirc thuc hién va danh gia hiéu qua duoc tot hon. Tuy
nhién, nhitng muyc tiéu ndy con chua cy thé. Nhimg yéu cau déi véi hoc vién
cling chi theo ¥ kién chu quan cta nguoi xdy dung va chua dugce sir dung
mot cach thuc sy ¢6 hiéu qua vao cong tac danh gia hiéu qua dao tao. Muc
ti€u la cai dich ma khi thyc hién mot hoat dong nao dé can phai dat dugc.do
vay, day cling chinh 1a mgt han ché cua cong tac dao tao.
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3. Lwa chon déi twong dao tao.

Sau khi nhu cau dao tao duoc xac dinh, chi tiéu dao tao duoc phan b6 cho
cac don vi, quy dinh r0 cho tirng cép dao tao, ho1 déng tuyén chon do Giam
dde Cong ty lam chu tich tién hanh lua chon ddi tuong dao tao. HO1 déng s€
xem xét k§ yéu cau cia viée bd tri, sip xép lao dong dé dam bao nhiém vu
va khong anh huong dén két qua san xuét kinh doanh ctiia Cong ty, dong thoi
phai chon dung d6i twong can tién hanh dao tao.

Can ¢t vao ho so nhan vién va trinh d6 chuyén mon nghiép vu hién tai
ctia ho dé x4c dinh xem ai con thiéu bﬁng cép, ching chi thi thude dién dao
tao.

Nhin chung cong tac lya chon d6i tuong dao tao ctia Cong ty Co phan
dau tu va xay dung s6 4 kha bai ban, cac tiéu chuan lya chon dugc quy dinh
cu thé va 13 rang.

Duéi ddy em xin duoc dua ra mot vai gop ¥ cho viéc Iya chon ddi tugng

dao tao phu hop thong qua bang hoi vé nhu cau do tao:
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BANG HOI VE NHU CAU PAO TAO
“ Nham nang cao hon nira hi¢u qua cong tic dao tao va phat trién ngudn
nhan lue, phong To chire, Cong ty C6 phan dau tw va xay dung sb 4, tién
hanh nghién ctru, thim do vé nhu ciu dao tao ciia can bd cong nhan vién
trong Cong ty. Xin anh (chi) vui long dién vao phiéu nay ”:

Ho va tén: ( Co thé c6 hodc khong ) Nam ( Nt ):

Tudi: Chutrc danh cong viéce:
B6 phan: Trinh d6 hoc van:
Tham nién cong tac: Trinh d§ chuyén mon:

Cau 1: Cac kién thirc, k¥ ning ma anh ( chi ) da duoc dao tao?

TOt NERIEP tIUONE: ..ot
Cau 2: Anh ( chi) c6 cam théy hai long véi cong viéc hién tai?

* Rét hai long. * Binh thuong.

* Hai long * Khéng hai long

Cau 3: Anh (chi) co mubn duge dao tao thém khong?

* R4t muén * Binh thudng

* Mubn * Khong muén

CAau 4: Nganh nghé ma anh ( chi ) mudn duoc dao tao 1a gi?

Cau 5: Pé nang cao hiéu qua trong cong viéc, anh ( chi ) mong muébn duoc
dao tao thém nhirng kién thic, k¥ nang gi?

Céu 6: Anh ( chi) muén dugc ddo tao thém nham muc dich gi?

* Thuc hién tot hon cong viéc hién tai

* Tang luong

* Thang tién

* Hoc hoi thém

Céu 7: Anh ( chi ) muon dugc dao tao vao thoi diém

Trona bao

1. Xay dung chuong trinh va Iya chon phuong phéap dao tao

1.1. Xay dung chuong trinh dao tao

Pé xay dung chuong trinh dao tao thi phong T6 chirc can bo phai phoi
hop véi cac phong ban khac trong cong ty chi dong 1ap ké hoach dao tao
cho can bg cong nhan vién trong cong ty.
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Chuong trinh dao tao cua cong ty duogc 1ap c6 nhitng ndi dung sau:

- S luong dao tao bao nhiéu?

- Phuong phap dao tao

- Chi phi d4o tao cu thé nhu thé nao?

- bia diém dao tao

- Lua chon gido vién nhu thé nao?

- Thoi gian dao tao

- Phuong tién dung trong dao tao

- Can bo truc tiép phu trach, can bo giup do

- Hoi ddng danh gia két qua dao tao

Phong t6 chuc lao dong lap chuong trinh dao tao, sau d6 trinh Giam doc
Cong ty ky duyét va lam cong van thong bao cho cac don vi thanh vién truc
thudc thuc hién theo ké hoach dugc g1ao.

1.2. Cac phuong phap dio tao va phat trién tai cong ty C6 phan dau tu va
xay dung sb 4.

Hién nay, Cong ty C6 phan dau tu va xay dung s6 4 ap dung mot sb loai
hinh dao tao va phat trién nhu sau:

- Dbao tao madi
bao tao lai
Dao tao nang bac
Boi dudng nghiép vu

Cac phuong phap dao tao dugce str dung tai Cong ty:

> Pao tao tai chd: Vi muc dich dé nguoi lao dong co kha nang lam
vigc hi€u qua trong timg cdng viéc cu thé, Cong ty da tién cac hanh hinh
thire ddo tao tai chd nhu: Day kém, ludn chuyén cong viéc, md cac 16p dao
tao nang cao tay nghé cho cong nhan k¥ thuat tai cac xi nghiép ciia Cong ty.

» Gui di dao tao tai cac truong chinh quy: Cong ty thudng cur cac can bd
quan ly cap cao di hoc theo chi tiéu do Tong Cong ty xdy dung Ha ndi giao
xuong. Ngoai ra Cong ty con cur cdn bg cong nhan vién di hoc tai cac truong
chinh quy ctia Nha nuéc nhu: Trudng Pai hoc Kinh t& Qudc Dan, Hoc vién
Hanh chinh Qudc gia, Pai hoc Luat,...Hinh thirc nay thuong ap dung d6i voi
cac nhan vién van phong, can by chuyén moén va can bg lanh dao Cong ty.

» Du cac cudc hoi nghi, hoi thao: Cong ty s€ cur nhiing nguoi can thiét
tham gia vao cac cugc hoi thao , hoi nghi do Téng Cong ty Xay dung Ha noi
t6 chtrc nham hoc hoi, nim bit du’oc nhimg thong tin can thiét dé tir d6 rat ra
kinh nghiém.

Hién nay Cong ty ngay cang chil trong viéc dao tao nang cao tay nghé, k¥
nang chuyén mon cho cong nhan k¥ thuat. Hang nim Cong ty thuc hién t6
chtrc cac cude thi nhu chon thg gidi, thi nang bac,... da khuyén khich duoc
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ngudi lao dong tich cuc tu nang cao tay nghé chuyén mén cta minh dé c6 co
hoi thang tién trong nghé nghiép, dong to1 tang dugc s6 cong nhan co tay
nghé gidi 1én cao.

4. Phan tich co s& vat chat ky thuat va nguon kinh phi dam bao
cho céng tac dao tao va phat trién nguon nhan Iwc tai Cong ty.

e Viéc trang bi co so vat chit k¥ thuat cho cong tac dao tao & Cong ty
C6 phan dau tu va xay dung sd 4 kha diy du va hién dai. Cong ty c6 dja ban
hoat dong rong, co nhiéu chi nhanh & cac tinh, thanh phé trong ca nudc 1a
diéu kién thuén loi cho viéc mé cac 16p dao tao 6 nhiéu noi

o Nguon kinh phi dao tao: Huy dong chu yéu tur 3 nguon:

- Nguon 1: Do tong cong ty xay dung Ha Noi cdp, mot phan cap bang
tién, mot phan cap dudi cac hinh thire md cac 16p hoc cho cac can bo lanh
dao cua cac cong ty tryc thudc.

- Nguon 2: Do cong ty tu bo ra. Ngudn nay duge trich tir quy ddo tao —
phat trién ma hang nam Cong ty trich 2% loi nhuan cho quy nay.

- Ngudn 3: Nguoi lao dong tu nguyén bo t1en ra hoc nham nang cao trinh
d6 chuyén moén ctia minh dé tao co hoi thang tién trong nghé nghiép.

Hang nam cong ty du tinh chi phi dio tao bang cach:

+ V61 hinh thirc gtri nguoi di dao tao tai cac truong chinh quy, hay thué
gi4o vién ngoai vé day tai Cong ty thi Cong ty lién hé véi cac truong, cac
gido vién d6 va qua d6 dy tinh dugc chi phi dio tao can thiét.

+ V&1 hinh thire dao tao tai Cong ty va cac don vi truc thudc thi can cir vao
quy dinh ctua Cong ty vé chi phi dao tao cho can bo kiém chirc va chi phi
tién luong tra cho cong nhéan trong thoi gian hoc tap sé xac dinh duoc chi phi
dao tao theo hinh thirc nay.

* Quy dao tao, phat trién va tinh hinh stir dung quy tai cong ty C6 phan dau
tur va xdy dung s6 4 dugc thé hién qua bang sau:

Chi tiéu DVT | Nam 2005 | Nam 2006 | Nam 2007

1. T trén ho tro Trd 437,350 387,500 350,250
2. Ttr loi nhuén cong ty - 489,527 565,950 685,950
3. T nguon khéc - 144,350 146,269 192,304
Tong s6 - 1071,227 | 1099,719 | 1228,504
4. Kinh phi str dung tir quy PTPT - 971,215 999,719 | 1128,254
5. Tinh hinh sir dung quy % 90,66 90,91 91,84

( Nguén : Bao cao cong tac dao tao va phdt trién hang nam cua cong
ty ¢6 phan dau tw va xdy dung s6 4 )
Nhin vao bang ta thdy quy dao tao — phat trién ctia Cong ty chua cao.
Mit khac, do mot phan quy dao tao duoc trich tir lgi nhuan ctia Cong ty nén
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quy dao tao phu thudc vao hoat dong san xuat kinh doanh ctia Cong ty. Pay
12 mot diéu bat loi vi khi Cong ty san xuat kinh doanh kém hiéu qua, loi
nhuan thip s& dan dén quy dao tao va phat trién giam. Diéu nay giy khoé
khin cho cong tac dao tao va phat trién cua Cong ty.

Tinh hinh str dung quy 1a khé cao, cho thay nhu cau dao tao ciia Cong ty
1a rat 1on. Pay co thé coi 13 thuan loi ban dau vi vira dap tng duoc phan 16n
nhu ciu ddo tao va phat trién cia can bd cong nhan vién trong Cong ty, vira
tich liiy dugc kinh phi cho dao tao.

Trong thyc té, viée 1ap ké hoach va quan 1y kinh phi dao tao caa Cong ty
dugc thuc hién tuong ddi tt. Cong ty da chu dong trong vi¢c du tinh chi
phi, phan bo chi phi cho timg khau dio tao, tirng ndi dung dio tao mot cach
cu thé, chi tiét, tao diéu kién cho céc chuong trinh dao tao dugc thuc hién dé
dang hon.

5. Lwa chon va dao tao giao vién.

Ddi v6i hinh thirc dao tao tai chd thi cong ty s€ lua chon cac can by quan
1y, k¥ thuat c6 kinh nghiém, chuyén mén, tay nghé cao...dé dam nhiém coéng
tac giang day.

Déi véi hinh thic dao tao gui di cac truong chinh quy thi cong ty s& quan
tam nhat vao viéc lya chon cac truong cé uy tin, tiép d6 1a lya chon truong
thuan loi cho viéc di lai hoc tap cua can b cong nhan vién va sau cung la
chi phi hoc tap thip nhat.

Trong nhitng nim qua cong tac lwa chon gido vién cua Cong ty 1a kha tét.
Tuy nhién doi ngli gido vién chi dugc tham gia cac 16p dao tao nghi¢p vu su
pham trong thoi gian ngan nén chua du dé ho c6 nghiép vu su pham viing
vang. Diéu nay gap kho khan trong viéc truyén dat cho hoc vién.

6. Té chirc va quan ly céng tac dao tao.

Cong tac nay dugc cong ty quy dinh rd trong trach nhiém cua cac phong
trong cong ty. Pac biét d6i v6i Phong T chic lao dong cia Cong ty co
nhitng trach nhiém sau:

-  Xay dung ké hoach, dy tru kinh phi dao tao; du kién phan b chi tiéu
ddo tao. T6 chirc huéng dan, kiém tra, don doc cac don vi thuc hién cac ké
hoach da dugc phé duyét.

- Tap hop cac dé nghi ctia cac don vi, dé xuat trinh linh dao Cong ty
duyét cac doi tuong thudc dién dao tao hang nam. Thuc hién céc thu tuc ctr
can bo, vién chic di dao tao, bodi dudng tai cac truong trong va ngoai Cong
ty.
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- Theo ddi, tong hop bao cdo két qua dao tao, bdi dudng dinh ky thang,
quy, ndm va6i lanh dao Cong ty, Tong Cong ty quy dinh .

- Phdi hop cung cac phong dé thuc hién cac hoat dong thi dua, khen
thuong, ky luat va kiém tra viéc thuc hién ché do, chinh sach dao tao, boi
dudng tai don vi.

- Cham lo xéy dung doi ngll giao vién ki€m chirc vé 1y luan, chuyén
mon, nghiép vu, giang day tay nghé tai Cong ty, don vi.

- Tép hop dé xuét bao cao Giam dbc Cong ty xem x¢ét quyét dinh thu
tién boi dudng kinh phi dao tao, boi dudng ddi véi can bd cong nhan vién bo
viéc, chuyén khoi Cong ty vi 1y do ca nhan khi chua du thoi gian phuc vu
trong Cong ty quy dinh.

7. Panh gia hiéu qua céng tac dao tao va phat trién nguén nhan
Iwc tai cong ty cé phan dau tw va xay dwng sé 4.
l. Cac can ctr danh gia.

- Ddi véi can bd céng nhan vién duge ctr di hoc tai cac truong chinh
quy thi Cong ty cin ctr vao bang diém két qua dao tao sau khoa hoc cua ho
dé danh gia trinh do nang lyc cua ho.

- Péi voi cong nhan dugc dao tao theo kiéu kém cip tai Cong ty thi
Cong ty danh gia két qua dao tao thong qua vi€c thi sat hach ca vé ly thuyét,
thuc hanh va tac phong cong nghi¢p sau moi khoa hoc.

Qua déy ta thiy viéc danh gia hiéu qua dao tao ctia Cong ty dugc thuc
hién kha tot.

- Ngoai ra viéc danh gia hiéu qua cua cong tic ddo tao va phat trién
nguén nhan luc con dugc thuc hién thong qua phiéu danh gid hiéu qua dao
tao:
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PHIEU PANH GIA HIEU QUA PAO TAO
1. Anh/chi hién dang lam viéc & bd phan:

2. Theo anh /chi, tham gia cic khoa dao tao trong cong ty la:

* Rat c6 ich * Binh thuong
* Lang phi
LY 0. o
3. Paénh gia ciia anh/chi vé cac phuong phap dio tao dugc ap dung trong cac khoa
hoc
* Rat phu hop * Phu hop
* Binh thuong * Khong phu hop
* Réat khong phu hop
4. Dénh gia ctia anh/chi vé gido vién giang day trong cac khoa dao tao:
* Rat tét * Chu nhiét tinh
* Chuyén moén nghé thap * Khong quan tam

5. Danh gia ctua anh/chi vé cac van dé€ sau cua chuong trinh dao tao.

Noi dung Muc do
Kém | Trung | Kha | Tot
binh
Y nghia thyc tién

Giup ich cho cong vi¢c dang lam

Mtrc d§ hi€u qua trong st dung thoi gian
RG rang, dé hiéu

Tai li¢u hoc tap duogc trang bi

Co sO vt chat va trang bi phuc vu khoa hoc
Kha ning van dung nhitng kién thtrc duoc
hoc vao cong vi¢c thuc té

6. Nhiing gi anh/chi mudn duoce hoc thém tir khéa hoc?
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III. Hiéu qud cu thé ctia céng tdc dao tao va phdt trién nguén nhéan

Iwc.
a. SO luong dao tao:

Chi tiéu DVT | Nam 2005 | Nam 2006 | Nam 2007
1. S6 lugng ngudi duge dio tao Nguoi 769 835 891
2. Ty 18 dat yéu cau % 100 100 100
3. Ty 1¢ kha gioi % 40,2 52,4 60,5
4. Tong chi phi cho dao tao Trd 971,215| 999,719 | 1128,254
5. Chi phi dao tao binh quan/ngudi Trd 1,26 1,19 1,27

( Nguén: Bdo cdo cong tac ddo tao va phat trién nguon nhan lyc Cong ty cé
phan dau tw va xdy dung sé 4 )

Nhin vao bang ta thay sb luong nguoi duoc dao tao qua cac nam lién tuc
tang, diéu nay cho thiy Cong ty ngay cang cha trong dén cong tac ddo tao va
phat trién cho can bo cong nhén vién.

b. Chét luong dao tao

Cung qua bang trén ta thay chat luong dao tao cua Cong ty ngay cang
tang, thé hién: Ty 1é dat yéu cau ludn & mac 100%, ty 1& khé gioi ting hang
nam, cu thé: nam 2005 13 40,2%, nam 2006 1a 52,4%, va nam 2007 la
60,5%.
c. Hiéu qua cua cong tic dao tao va phat trién ngudn nhan lyc cta cong ty
con duoc biéu hién qua sy tang lén cua nang suat lao dong. Diéu nay duoc
thé hién cu thé qua bang dudi day:

Chi tiéu DVT Nim Nim Nim
2005 2006 2007
1. NSLP binh quan cua 1 lao dong | Tr.d/ngudi 134,17 139,15| 211,45
2. TNBQ dau nguoi - 1,60 1,75 1,95
3. Ty 1é ting NSLD % +3,71| +51,96
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| 4. Ty 1é tang thu nhap % | | +9375| +11,43]

( Nguén: Phong t6 chire hanh chinh )
Nhin vao bang ta thdy nho c6 cong tac dio tao va phat trién ngudn nhan

lwc ma trinh d6 nang luc tay nghé chuyén mén cta ngudi lao dong duoc
nang lén dang ké gop phan lam ting NSLD binh quan cia 1 lao dong qua
cac nam. Dac bi¢t so véi nam 2006 thi NSLD binh quan 1 lao dong trong
nam 2007 ting 1én mot cach dang ké, cu thé tang tir 139,15 (triéu df)ng /
ngudi) 1én 211,45 ( triéu déng / nguoi ), twong g tang 51,96%. Két qua
tang 1én dang ké nay 1a do trong nam 2007 Cong ty da tién hanh phuong
thirc san xuét kinh doanh méi; may moc thiét bi duoc trang bi mai, hién dai;
luc Iuong lao dong dugc dao tao mdi va dao tao lai mot cach bai ban da lam
cho trinh d6 tay nghé cua lyc lugng lao dong dugc nang 1én dang ké. Piéu
nay tao diéu kién cho viéc phat trién san xuat hiéu qua hon, doanh thu cua
Cong ty ciing ting l1én dang ké. Do d6 TNBQ dau nguoi trong nam 2007
tang 1én 11,43% so v&i ndm 2006.
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CHUO'NG III:

MOT SO PHUONG HUO'NG VA BIEN PHAPqNHZ\M HOAN
THIEN CONG TAC PAO TAO VA PHAT TRIEN NNL TAI CONG
TY CO PHAN PAU TU VA XAY DU'NG SO 4.

I. DINH HUONG PAO TAO VA PHAT TRIEN NGUON NHAN LU'C CUA
CONG TY CO PHAN PAU TU VA XAY DUNG SO 4.

1. Quan diém, dinh hwéng chién lwoc, muc tiéu ctia Cong ty Cod
phan dau tw va xay dwng s6 4.

1.1 Quan diém, dinh huong chién lugc vé dao tao va phat trién

- Théng nhat quan 1y cong tac dao tao - phat trién trong toan Cong ty...

- Xay dung ké hoach dao tao, phat trién nguén nhan luc dai han trong
toan Cong ty dé dap umg yéu cau su nghiép CNH-HDH.

- Tap trung chi yéu vao dao tao nhan luc co tri thic

- Nang cao nang lyc cua do1 ngti can bg lam cong tac dao tao, tang
cudng cong tac thanh tra, kiém tra chuyén mén trong linh vuc dio tao, phat
trién

- Tang cuong cong tac kiém tra, giam sat

1.2 Muc tiéu ddo tao va phat trién

Pao tao nhén lyc, bdi dudng nhan tai, nang cao trinh d6 ning luc cho can
bd cong nhan vién trong toan cong ty...dé ngdy cang nang cao doi sdng cia
can bo cong nhan vién trong toan Cong ty.

II.  MOT SO BIEN PHAP PE XUAT NH/iM NANG CAO HIEU QUA
CONG TAC DAO TAO VA PHAT TRIEN NGUON NHAN LUC O
CONG TY CO PHAN PAU TU’ VA XAY DU'NG SO 4.

1. Hoan thién viéc xac dinh nhu cau dao tao va phat trién nguoén

nhan lwc.

Pé xac dinh nhu cau dao tao va phat trién nguén nhan Iuc mot cach chinh
xac thi céng tac phan tich cong viéc va danh gia kha nang thyc hién cong
viéc cua can bo cong nhan vién trong Cong ty C6 phan dau tu va xay dung
s6 4 phai dugc thuong xuyén.

Pé danh gia chinh x4c viéc thuc hién cong viéc thi Cong ty can thuc hién
tdt mot s cong viéc sau:

e Xac dinh muyc ti€u danh gia thyc hién cong viéc

e Luya chon phuong phap danh gia thich hop
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e Lua chon thoi diém va chu ky danh gia

e Luya chon va huan luy¢n nhitng nguoi lam cong tac danh gia

e (Cong tac danh gia phai tién hanh mot cach cong khai, nghiém ttc,
cong bang, phai c6 thong tin phan hoi vé nd1 dung, pham vi va cac két qua
danh gia voi can by cong nhan vién cia minh.

Phan tich cong viéc 1a tién trinh xac dinh mét cach cé hé thong cac nhiém
vu va cac k¥ nang can thiét dé thuc hién cac cong viéc trong mdt t6 chirc.
D61 vai ting cong viée, phan tich cong viée cho thay do 1a cong viée gi? Bé
thuc hién cong viéc do, nguoi lao dong can phai thuc hién nhitng nhi¢m vu
gi va phai c¢6 nhiing kién thure, k¥ nang nao can phai dao tao cho cong nhan
vién. D¢ tién trinh phan tich cong viéc duoc thanh cong, Cong ty phai thuc
hién tuan tu cac budc sau:

e Budc 1: Tién hanh xac dinh muc dich str dung phan tich cong viéc

e Budc 2: X4c dinh nhitng cong viéce hay 1a vi tri dac trung can phan
tich.

e Budc 3: Tién hanh lya chon cac phuong phap khac nhau cho phu hop
vG1 muc tiéu cua phan tich cong viéc

e Budc 4: Tién hanh thu thip thong tin

e Budc 5: Tién hanh tong hgp thong tin theo muc ti€u ban dau dat ra va
ki€ém tra xac minh lai mirc @6 chinh xac ctia thong tin

e Budc 6: Tién hanh xay dyng mo ta ban cong viéc va ban yéu cau doi
vo1 nguoi thuc hién

2. Nang cao co’ s& vat chat cho hoc tap.

Co s& vat chit cho ddo tao dong vai tro rat 1on trong viée quyét dinh hiéu
qua clia cong tac ddo tao. V4i co sé vat chat hién dai, cac hoc vién sé tiép
thu duoc nhing kién thirc dé dang hon, dong thoi tiép can duoc véi nhitng
cong nghé hién dai, k¥ thuat tién tién rat co loi cho hoc vién. Nguoc lai, véi
co s vat chat yéu kém thi viéc giang day s& rat kho khin va gy nhiéu can
tré cho nguoi hoc.

Co s& vat chat cho ddo tao ctia Cong ty khong qua yéu kém nhung viéc dau
tu cho cong tac Pao tao & Phat trién ludn 1 can thiét va phai duoc quan tim
dung mac. Viéc khdi luong 16n cac hoc vién dugc hoc tap hang nim da

khién cho co s& vat chit ciia Cong ty dan dan khong dap tmg dugc nhu cau
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dao tao. Mat khac d6 lai 1a nhiing co s¢ vat chit duoc st dung nhiéu nim
qua, it dugc cap nhat nén vi¢c ting cudng co s¢ vat chit cho dao tao 1a rat
can thiét.

Nhin qua chi phi ddo tao cta cac khoa dao tao ta c6 thé thiy hang nim Cong
ty da chi rat nhiéu cho cong tac dao tao, vi vay vi¢c dau tu cho co s& ha tﬁng
cua viéc hoc tap s€ giap cho Cong ty giam bt dugc chi phi cho dao tao
trong tuong lai, hon nira con tao dugc su hai hoa gitra ndé1 dung chuong trinh
dao tao va co so vat chat cia nd. Néu mdi nam Cong ty trich khoang 10%
chi phi dao tao dé nang cip co so vat chat thi c6 thé dam bao rang hé théng
dao tao ctia Cong ty khong nhitng dap tmg dugc nhu cdu dao tao ma nd con
1a hé thong dao tao hién dai véi cong nghé cao.

Nhung ngoai cac khoa dao tao dugc t chirc tai Cong ty , con rat nhiéu
khoa hoc phai t6 chirc & ngoai, co s vat chat hoan toan 1 ctia c4c trung tam,
truong 16p nhan dao tao. Do dé viéc lua chon nguén cung cép dich vu dao
tao cling dugc quan tm ding muc. Thuc ra cong tac nay khong dugc coi
trong 1am vi Cong ty co rat it su lua chon cic nha cung cép dich vu dao tao.

3. Tao déng lwc cho ngwei dwoc dao tao

Pao tao va nang cao trinh do lanh nghé cho can bd cong nhan vién moi
chi 12 yéu t6 quan trong ban dau, 1a diéu kién can nhung chua du dé bd may
quan trj Cong ty hoat dong ¢ hiéu qua. Nhan vién c6 ning luc, diéu d6 chua
c6 nghia la ho lam viéc t6t. Viay lam thé nao dé phat huy kha ning tiém tang
trong mdi nhan vién, 1am thé nao de nhan vién trung thanh voi cong ty, lam
viéc tan tuy hét minh va ludn c6 gang tim toi sang tao dé dat ning suat, chét
lugng va hi¢u qua cao hon? D6 1a khoa hoc va ngh¢ thuat 1anh dao cua cac
quan trj gia. Dé 1am dugc diéu nay, Cong ty can phai tao dong luc dé kich
thich nguoi lao dong.

Tao dong luc s& 1am cho ngudi lao dong trd 1én hung phén, hing hai hon
trong cong vi¢c, ho co y thirc hoan thi¢n minh hon. Chinh vi vay Cong ty
nén ap dung céc hinh thirc sau:

e Nguoi lao dong sau khi dugc ddo tao phai duge Cong ty bd tri cong
viéc phu hop voi trinh @6 kha nang cua ho.
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* Tang cuong cong tac thuong, phat d6i voi nguoi lao dong: thuong cho
nhimg ai hoan thanh t&t chuong trinh dao tao, c6 két qua hoc tap cao, cO
nhing sang kién mang lai loi ich cho Cong ty, tao co hoi thing tién cho
ngudi duge dao tao nhu dé bat, ting luong...Nguoc lai, nhimng ai khong
hoan thanh chuong trinh dao tao, khong qua cac dot thi gitr bac néu khong bi
ha bac 1u:0’ng thi cling phai bi giam trir tién thudng trong thang hoic tién
thuong cudi nam.

e Hang nam, Cong ty nén thudng xuyén t6 chirc cac cude thi tho gioi o
mot s& nghé chi yéu. Pay ciing 1a mot hinh thirc khuyén khich, tic dong tich
cuc dén tinh than hoc tip, sng tao cua ngudi lao dong trong Cong ty.

e Ngoai ra, dé tao bau khong khi hing say, tich cuc hoc tap, nang cao
trinh d§ ctia nguoi lao dong va nang cao hiéu qua cong tac dao tao — phat
trién ngudn nhan luc & ting chi nhanh, xi nghiép, Cong ty nén to chirc cac
dot thi dua gifra cac don vi xem don vi nao c6 hi¢u qua dao tao cao nhat.

4. Mé& rdng cac hinh thirc dao tao va phat trién ngudn nhan lyc

Moi phwong phap dao tao va phat trién déu c6 nhing diém manh va yéu
riéng ctia nd nén Cong ty can ap dung mot cach linh hoat cac phuong phap
khac nhau dé dao tao va phat trién, khong nén chi ap dung clng nhic mot
vai phuong phap nhat dinh. Tuy nhién, dé cong tac dao tao va phat trién
nguén nhén lyc thyc sy thanh cong thi trong bat ky hinh thirc nao, bo phan
lam cbng tac nay trong Cong ty ciing can luu ¥ mot so nguyen tac sau:

e Khi bat dau dao tao phai cung cap cho hoc vién kién thic chung vé
céc van deé sé hoc.

e Sir dung nhiéu vi du dé minh hoa khi cung cap cho hoc vién céc tu
ligu, kién thirc méi.

e (6 gang tdi da dé cac tinh hudng trong dao tao gidng véi thuc té .

e Hoc vién tiép thu kién thirc bang thuc hanh s& mau nhé, 1au quén.

e Dé dat duogc cac két qua tot, hoc vién can phai tham gia tich cuc, chi
dong vao qua trinh dao tao. Cong ty thuong xuyén nén tham gia vao cac
cudc hoi thao, thao luan nhom, trinh bay trudce cac hoc vién khac y kién cua
minh, cac cudc thi gifta cdc nhoém.. .dé thu ht hoc vién tham du.

5. M& rong va nang cao hiéu qua st dung quy dao tao, phat trién.

Nhu phan tich & trén ta thdy ngudn kinh phi cho dio tao — phat trién cia
Cong ty Co phan dau tu va xdy dung sd 4 kha han hep. Pay 13 mot trong
nhitng nguyén nhan lam giam tinh hi€u qua cua cong tac dao tao va phat
trién ctia Cong ty. Chinh vi viy quy dao tao phai duoc ting cuong s& lam
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cho can bd quan ly manh dan hon trong viéc hoach dinh va thuc hién
phuong phap dao tao.

Pé tang nguonf kinh phi cho dao tao, Cong ty nén trich mét khoan tur loi
nhuan ctiia Cong ty. Bén canh d6 can dé nghi Tong Cong ty x@y dung Ha no1
tang cuong thém cho quy dao tao. Muén duoc nhu vy céan c6 chinh sach va
chién lugc cu thé vé cong tac dao tao va phat trién.

6. Xay dwng hé théng danh gia két qua dao tao va phat trién chi
tiét, chinh xac
Viéc danh gid hiéu qua cong tac dio tao va phat trién ciia Cong ty sau moi
khoa hoc vin chwa duoc t6 chirc thudng xuyén va ky cang, méi chi dimg lai
& viée xem xét két qua hoc tap ctia hoc vién thong qua bang diém, ching
chi, van bﬁng tbt nghiép,.. .Dé viéc danh gia két qua dao tao dugc chinh xac,
Cong ty can c6 thém céc bién phép nhu sau:
e Thu thap thong tin phan hoi thong qua cc bang hoi, cac phiéu diéu tra
hoic truc tiép phong van.
e Phong van, sat hach nhiing klen thtrc, k¥ ndng ma hoc vién da dugc
hoc dé xem ho ap dung vao thuc té nhu thé nao
e Tham khao ¥ kién ctia can bo quan 1y, cap trén truc tiép cia nhiing
nguoi méi duge dao tao vé nhirng tién bo, nhirng han ché con ton tai ciia ho
sau qua trinh dao tao.
e Tién hanh sao sanh nhimng ngudi duge dio tao va chua qua dao tao dé
théy duoc su chénh 1&ch.

7. Mot sé bién phap khac

e Gan nang suét lao dong v4i két qua ciia dao tao va phat trién.

Viéc danh gid hiéu qua cta cong tac dao tao 1a rat quan trong vi nd gitp
cho doanh nghiép c6 nhing thay do6i nham cai thién chat lugng lao dong
thong qua nang cao hiéu qua ctia nd. Viéc danh gia nay co6 thé dua trén nhidu
ti€u thirc nhung ti€u thirc quan trong nhét 13 hiéu qua thyc hi¢n cong viéc
ctia ngudi lao dong sau dao tao. Hiéu qua d6 duoc thé hién thong qua ning
suat lao dong. Muc tiéu cua dao tao la tang cuong hiu qua thyc hién cong
viéc, néu khong lam dugc diéu nay thi doanh nghiép khong can phai thuc
hién dao tao cho phi thém mdt khoan chi phi. Do d6 néu ning suat lao dong
tang 1én chiing t6 hi€u qua cla cong tac dao tao dugc nang 1én mot murc. Va
nhin vao nang suat lao dong c6 thé thiy duoc hai diéu d6 1a doanh nghiép
dang thuc sy phat trién va th hai 13 cong tac dao tao phat trién ngudn nhan
luc cia doanh nghi¢p dugc thuc hién rat tot. C6 thé coi nang suét lao dong l1a
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mot chi tiéu dua vao d6 hoan thién hon cong tdc Pao tao & Phat trién nguén
nhan luc ctia doanh nghiép.

e (o bién phap str dung hop 1y lao dong sau dao tao:

Viéc sir dung ngudn nhan luc sau khi ddo tao 1a rat quan trong va ciing rat

phtc tap. Néu str dung hop 1y ngudn luc nay sé tao ra mot tac dung to 16n
d6i voi viée thuc day cac hoat dong san xuat kinh doanh cua Cong ty. Ngudn
nhén luc sau ddo tao co chat lugng cao hon, khong nhiing co thé thuc hién
tdt hon céc cong viéc hién tai ma con co thé dam nhiém duoc nhiing cong
viéc & vi tri cao hon, tao ra gia tri nhiéu hon cho Céng ty. Néu khong sir
dung t6t , s& gay lang phi cic ngudn luc. Nhung thuc té viée st dung, bd tri
nguon lyc nay rat phirc tap vi sau khi dugce dao tao, trinh do ctia ngudi lao
dong duoc tang 1én va c6 thé lam viéc ¢ nhiing vi tri cao hon nhung néu
khong c6 nhirng vi tri cao hon nao tréng thi ho van phai lam viéc tai vi tri
cl.

C6 nhitng nhan vién, sau khi dugc dao tao, tay nghé dugc nang 1én sau
d6 da chuyén khoi Cong ty. Pay la thuc té khong nhiéu nhimng ciing gay lang
phi quy dao tao va can phai dugc kiém soat chit ché hon. Ngudi lao dong
sau khi dugc dao tao luon mubn duogc thang tién, chinh vi thé c6 thé sir dung
n6 dé niu giir nhan tai.

e Sir dung két qua ctia cong tac quan 1y nhan su khac vao viéc quan 1y
dao tao. ’

Quan ly nhan sy la mot hoat dong quan ly mang tinh hé thong va cac
hoat d(f)r}g cua ‘n() c6 tac dung ho tro lan nhau. Trong cong tac Pao tao &
Phat trién nqun nhﬁp lyc thi viéc str dung cac két qua cia cac cong tac quan
1y khac 1a rat can thiét vi n6 s€ tang cao murc dd khoa hoc va chinh xac, loai

bo nhitng sai x6t. Mgt s0 cong cu c6 the st dung nhu két qua phan tich cong
viéc, cac bang danh gia thyc hién cong viéc, ...
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KET LUAN

Hién nay khoa hoc va cong nghé ngay cang phat trién nhu vil bio,
nhung cho du khoa hoc va cong nghé c6 phat trién nhu thé nao di ching
nira, ching ta ciing khong thé phii nhan vai tro ngay cang tré' nén quan
trong trong t6 chirc. Con nguoi duge dio tao, phat trién v6i day du trinh
d6 kién thirc va k¥ nang can thiét s& 1a nhan t6 quyét dinh dén sy thanh
cong hay that bai ctia bat ky mot t6 chirc nao.

Nhan thtc dugc tam quan trong cua nguén nhan luc d6i véi su ton tai
va phat trién ctia Cong ty va hiéu duoc dao tao — phat trién 1a cach tot
nhat dé c6 thé sir dung co6 hiéu qua ngudn nhan luc d6, Cong ty C6 phan
dau tu va xdy dyng dé, dang va chu trong hon nira dén cong tac dao tao
va phat trién nguén nhan lyc nham cé dugc mot doi ngti lao dong co du
trinh d§ chuyén mon, ky nang tay nghe can thiét 'dap umg yeu cau ngay
cang cao cta cong viéc va sy phat trién viing chic ciia Cong ty trong moi
truong kinh té day canh tranh hién nay.

Qua thoi gian thyc tap, tim hiéu va thuc hién dé tai nay & Cong ty Co
phan dau tu va xdy dung s 4, em nhan thy cong tac dio tao va phat
trién nguon nhan lyc c6 vai trd quan trong tac dong dén viéc ton tai cia
doanh nghiép trong nén kinh té thi trudng canh tranh ngay cang trd nén
gay gat nhu hién nay.

Em xin chan thianh cam on thay gido PGS.TS Mai Qudc Chanh va cac
co chu, anh chi trong phong T6 chirc lao dong — Cong ty C6 phan dau tu
va xay dung s6 4 da nhiét tinh giup d& em hoan thanh bai chuyén dé nay.
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