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LOI CAM POAN
Toi xin cam doan Luan van nay la cong trinh nghién ciru thuc sy caaca
nhan t6i, chua dugc cdng bd trong bat cir mot céng trinh nghién ctu ndo. Céc
sd liéu, noi dung duoc trinh bay trong luan van ndy 1a hoan toan hop I¢ va
dam bao tuén thu cac quy dinh vé bao vé quyén so hitu tri tug.

Toi xin chju tréch nhiém vé dé tai nghién ciu caaminh.

Tacgia

PHUNG THI THU HANG



LOI CAM ON

Véi long biét on sau sic, tac gia xin gii 101 cam on chan thanh dén céac
thiy gido, cd gido giang vién Truong Dai hoc Lao dong — X & hoi, dic biét [a
thdy TS. Lwong Xudn Duong d& tan tinh hudng din, gilp d& tac gia trong
suét thoi gian qua

Xin trén trong cam on céc can bo, cdong nhan vién caa Céng ty C6 phan
May Son Ha da tao moi diéu kién gitp d& cho téc gia thu thap tai liéu, nghién
ciru nghiép vu va hoan thanh dé tai nghién ciu caa minh.

Mic du ¢6 nhiéu ¢6 giang song luan vin khéng tranh khoi han ché,
thiéu sot. Kinh mong céc thiy, cd gido trong hoi dong déanh gia luan van chi
bao, c&c ban dong nghiép gop y kién, gilp tac gia tiép tuc bd sung cho luan
van duoc hoan thién hon.

Xin chan thanh cam on!

Técgia

PHUNG THI THU HANG
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MO DAU
1. Tinh cap thiét caa dé tai

Trong béi canh toan cau hda ngdy cang sau rong cuing véi rat nhiéu co
hoi, c&c DN Viét Nam dang ddi dién véi nhitng thach thac 16n, dac biét 1a &p
lyc canh tranh ngdy cang cao. Con nguoi |1a yéu té quan trong quyét dinh
thanh céng caa DN. Ho 1a nguoi tham gia vao qué trinh san xuét, truc tiép tao
ra SP. Trong nén kinh té hién dai, vi tri quan trong caa con nguoi ngdy cang
duoc khang dinh, 1a yéu té quyét dinh sy thanh bai cua cac hoat dong SXKD.
Cung véi sy phét trién nhanh chéng caa khoa hoc ky thuat, trinh ¢ cua con
ngudi doi hoi phai duoc nang cao dé nim bat va diéu khién sy phét trién caa
khoa hoc ky thuat, tuy nhién trinh @6 cialao dong nuée ta hién nay van chua
hoan toan dap wng duoc nhitng yéu cau caa nhiém vy san xuat kinh doanh dat
rava chua dong déu. Vi vay, hién nay cac DN dang rat chi trong dén dao tao
dé gitp NLD thyc hién tét cdng viéc caa minh.

Hoat dong trong linh vuc SXKD céac SP may mac la trang phuc nam,
nir; céng ty c6 phan May Son Ha ludn xéc dinh con nguoi 1a yéu té then chét
tao nén sy thanh cdng cho DN minh. Trong nhirng nam qua, mac du chju anh
huong nhiéu cua &p luc canh tranh nhung céng ty van ludn quan tam thuc
hién tot cong tac quan tri nhan luc trong d6 c6 van dé d¢ao tao NNL tai cong
ty, dac biét la dao tao cong nhan may tai cong ty. Tuy vay, hién nay cong tac
dao tao nhan luc tai cdng ty néi chung, dac biét la cbng nhan may nadi riéng
van con nhiéu han ché, rat can dwa ra cac giai phép thiét thuc dé khic phuc
nhitng han ché ton tao do.

Chinh vi vay, téc gia d& di sau tim hiéu va lya chon dé tai: “ Pao tgo
cong nhan may tai Cong ty cs phan may Sen H&” 1am dé tai nghién cau cho
luan van caa minh, véi muc dich mang nhitng kién thirc ¢ duoc hoc &p dung

vao mot van ¢é ma thuc tidn doi hoi. Tac gia duara mot O ly thuyét vé dao



tao nhén luc trong doanh nghiép. Phan tich thyc trang dao tao céng nhan may
trong céng ty c6 phan may Son Ha Banh gia thuc trang va duaramot sb kién
nghi giai phap nham khic phuc céc han ché con ton tai tai cong ty C6 phan
may Son Hahién nay.

2. Tong quan vé deé tai

Qua qua trinh hoc tap tich liy kién thirc ¢ truong va theo dir liéu tim
kiém cua téc gia tai céc thu vién, cac website cho thay cd rat nhiéu cong trinh
nghién ciu, cac dé tai, bai viét ndi vé dao tao NNL. Diéu ndy chang to dao
tao NNL dang ngdy cang duogc quan tam trong cac DN, tro thanh dé tai ludn
nong hoi trén cac dién dan théng tin va nghién ctu quoc té.

Trong thoi gian gan day ciing d& co6 mot sd dé tai vabai viét nghién ciru
vé cdng tac ddo tao NNL tai cac t6 chirc, DN nhu:

PGS. TS. B4 Minh Cuong - TS. Mac Vin Tién dong cha bién (2004),
véi nghién ctru “Phét trién lao déng ky thudt ¢ Viét Nam — Iy lugn va thyc
tien”. Ngoa viéc di su nghién ctru tim ra céc giai phép phét trién lao dong
ky thuat tai Viét Nam, téc gia con dua ra cac khd niém NNL ¢ pham vi vi
md va vi mé, kinh nghiém d&o tao va phét trién lao dong ky thuat & mot sb
nude nhu Béng Nam A, Trung Quéc, Nhat, My.

Dé tai cip Nha nuéc KX.05-10: “Thuc trang va giai phap dao tao lao
dong k¥ thuat (tir so cip dén trén dai hoc) ddp ang yéu cau chuyén dich co
cau lao dong trong diéu kién kinh té thi truong, toan cau hda va hoi nhap qudc
t&” do GS.TSKH. Nguyén Minh Buong lam cha nhiém, thuc hién tir 2001-
2005. Pé tai thuoc Chuong trinh KHCN cip Nha nudc KX.05 do Vién
Nghién citu Con ngudi 1am co quan chu tri. Dé tai da danh gié thuc trang cua
ddo tao lao dong ky thuat ¢ céc trinh @6 khéc nhau; Phan tich cac mat manh,
mat yéu caia DPTNNL; Dé xuat mot sb giai phép va chinh sach trong d¢ao tao

d6i v&i cac cap trinh do khéc nhau, nham phét trién dong bo doi ngii lao dong



ki thuat dé thuc hien CNH, HPH dat nudc, dép tng cho nhu cau xuat khau
lao dong va goép phan x8y dung do6i ngii cho giai cap cong nhan Viét Nam.

PGS.TS. Tha B& Can (2004) véi nghién ciu “ Bé xuat phuong phép
dénh gia chit lugng d&o tao véi dénh gid hiéu qua trong (danh gid bang cap,
két qua diém); danh gid hiéu qua ngod (thoi gian co viéc 1am, thanh
congnghé nghiép)”. Téc gia da duara dugc céc tiéu chi danh gia chit luong
d2o tao cua Nha truong khong chi can cir vao bang cap dao tao, ma con phai
can ct vao két qua dat dugc sau qué trinh o tao nhu: c6 1am ddng nghé da
duoc dao tao hay khdng? Mirc d6 hoan thanh cdng viéc? ...

Pé tai luan an tién sy “Nghién cau viéc 1am cua lao dong qua d2o tao
nghé & Viét Nam”, do Bui Tén Hién — Truong Pai hoc kinh té quéc dan, Ha
Noi nam 2009. Luan an da khéi quét hda duoc nhitng van dé ly luan co ban vé
lao dong qua dao tao nghé. Bong thoi, tac gia da phan tich rd thuc trang viéc
lam cua lao dong qua d&o tao nghé. Van dé sir dung NNL sau dao tao kha
hiéu qua, d&p ung yéu cau cua CNH, HPH dat nuéc. Qua dé, tac gia da dé
xuat mot sd giai phdp vé cong tac ddo tao va giai quyét viéc 1am cho lyc
lwong lao dong qua ddo tao nghé giao doan 2011-2020.

Cudn séch “D2o tao, bdi dudng va sir dung NNL tai nang’- nam 2005-
Téc gia: Tran Van Tang — NXB Thé gigi, Ha Noi. Téc gia datrinh bay nhitng
kinh nghiém trong viéc phét hién, dao tao va sir dung tai nang KHCN, SXKD,
quan ly caa My, Anh, Phép, Btc, Nhat Ban, Han Qudc...cong trinh nghién
ciru cua téc gia co y nghia thuc tién to 16n d6i véi nguoi ta trong viéc phat
hién, dao tao, sir dung tai nang khoa hoc — cong nghé phuc vu cdng nghé phuc
vu CNH, HPH dat nugc. Mudn lam duogc diéu dé, thuc tidn dat ra la Viét
Nam can d6i méi chinh sach d&o tao, bdi dudng va st dung ngudn tai nang

hién co.



“Pa0 tao NNL — |am sao dé khoi ném tién qua ctra s6” - 2007 cua
Business Edge. Cudn séch thao luan vé nhitng van dé co ban lién quan dén
hoat dong dao tao trong DN dudi goc nhin cua nha quan ly. Muc dich giup
nha quan |y c6 thém kién thirc va sy tu tin dé xéc dinh khi ndo d&o tao, quyét
dinh dao tao ai, ddo tao cé gi, chuan bi nhirng budc quan trong trong quéa
trinh d¢&o tao 1a khdng 18ng phi, 1ap mét ké hoach d&o tao phl hop véi ngudn
lwc cua DN vira vanho.

Céc dé tai nghién ctru déu co tinh ly luan va thuc tién nhat dinh gop
phan khéng nho trong viéc d¢&o tao NNL trong DN néi chung.

Tuy nhién, chua c6 mot nghién ciru ndo chuyén sau vé dao tao cong
nhan may. Pic biét d6i véi cong ty cd phan may Son Ha chua c6 ai nghién
ciru dén @é tai ndy. Dé tai luan van cé nhiéu tinh méi, co tinh cap thiét cao xét
tir nhiéu phuong dién. Luan van d& tap trung nghién cau vé thuc trang dao tao
cong nhan may ¢ cdng ty, vamot sb giai phap hoan thién dao tao cdng nhan
may ¢ cong ty.

3. Muctiéu nghién ciru

Hé thong hoa valam rd mot sd van dé vé dao tao cdng nhan may trong
doanh nghiép.

banh gi4, phan tich thuc trang cdng tac dao tao cbng nhan may tai cdng
ty c6 phan may Son Hava chi ranhirng han ché, nguyén nhan.

- Pé xuét hé théng céc bién phép co tinh kha thi, c6 co s khoa hoc
nham nang cao chit luong dao tao cdng nhan may tai cdng ty ¢4 phan may
Son Ha
4. Poi twong va pham vi nghién ciru

Péi tuong nghién ciru: Pao tao cdng nhan may tai Cong ty co phan
may Son Ha

Pham vi nghién cuu:



- Vé khong gian: Tai Cong ty cd phan may Son Ha

- V& thoi gian: SO liéu th cap duoc thu thap trong giai doan 2014-
2018. SH liéu so cap trong dau nam 2019.

- Péi twong khao sét 1a Cong nhan may tai cong ty cd phan may Son
Ha

- V& ndi dung: Thuc trang d&o tao céng nhan may cua cdng ty ¢6 phan
May Son Ha, cac chuong trinh dao tao va phuong phép dao tao da duoc thuc
hién, chi rd han ché trong viéc dao tao cong nhan may va céc giai phdp nham
hoan thién dao tao cdbng nhan may.
5. Phwong phap nghién ciru

- Phuwong phép thu thdp nguén so liéu

- Thu thdp diz liéu thir cap

S6 lidu tir cac béo céo caa Cong ty ¢d phan may Son Ha va cac phong
chtrc nang trong giai doan 2014 — 2018 vé tinh hinh hoat dong san xuat, kinh
doanh, vé céc chinh séch nhan s, vé ddo tao cdng nhan may.

S6 lidu va céac béo co ¢ lién quan téi dé tai dugce cac co quan, don vi,
khéc cong bd.

Céc két qua nghién ctru cia cac cong trinh co lién quan khéc

- Thu thdp diz liéu so cap

Théng tin va sd liéu thu duoc qua diéu tra phong van cdng nhan may
cdng ty c6 phan may Son Ha . Muc tiéu khao s&t: nham tim hiéu 1am ré thém
vé thyc trang dao tao cdng nhan may tai cong ty.

Péi tugng tham gia khao sit: cong nhan may tai cong ty

Céc thuc lya chon ddi tuong phong van theo phuong phap ngau nhién.

Céch thue trién khai: La tién hanh phong van theo bang hoi dugc thiét
ké sin véi cong nhan may cdng ty. Cu thé 1a hoc vién <5 tién hanh gip dép

vién dé nghi duoc khao st phong van, tiép d6 s gui bang hoi phong van cho



d&p vién va giai thich vé céch tra 1oi, tiép dén s3 hen thoi gian quay lai nhan
bang phong van (sau 1 ngay).

Phwong phap phan tich thong ké bang dir liéu thir cap

Céac thdng tin thu thap trong sach giao trinh chuyén nganh, sach tham
khao, cé&c bai viét, cac chuyén dé lién quan dén cong tac dao tao ngudn nhan
lircva dao tao cobng nhan may.

Dé thu thap thdng tin 1am nén tang dé xuat nhitng giai phép, tac gia cua
luan vin s dung c&c phuong phép thong ké céc dir liéu tir cac ngudn ndi bo:
tai liéu gidi thiéu vé cong ty, cac béo céo tai chinh, béo céo thuong nién vé
cdng tac dao tao ngudn nhan luc cua cong ty;...va cac dir liéu thu thap bén
ngoai: 1y luan co ban vé cong tac d¢&o tao NNL tir gido trinh Quan tri nhan luc
va céc cong trinh nghién ciru khéc o lién quan téi dé tai.

Ngoai ra, céc dir liéu vé tinh hinh kinh té x& hoi, tong quét vé cong téc
dao tao ngudn nhan luc ciing dugc tap hop 1am co sd cho viéc phan tich, nhan
dinh, sosanh.

K§ thuat phan tich dir li¢u

- Phuong phép téng hop: Duatrén co so 6 liéu thu thap dugc, st dung
phuong phép tong hop vaphan tich céc sb liéu théng ké, cac két qua diéu tra,
khao sit dé thay dugcthuc trang ciing nhu diém manh va han ché trong dao
tao cOng nhan may tai cdng ty co phan may Son Ha

- Phuong phép thong ké so sanh: Tir céc tai liéu va s liéu thu thap
duoc téc gia théng ké lai va so sanh dé dua ra nhan dinh d¢anh gia vé dao tao
cong nhan may tai cong ty cd phan may Son Ha

- Phuong phép thong ké md ta: Dya vao cac sb liéu tai liéu thu thap
duoc théng ké va mé ta mot cach co hé thong nham phén tich cu thé vé dao

tao cOng nhan may tai cdng ty cd phan may Son Ha



Duéi sy hd trg cuacdng cu excel: X dung cdng cu excel dé tinh toanh
phan tich s liéu, ting giam, tong vé cac con sb dinh lugng vé dao tao cong
nhan may tai cdng ty co phan may Son Ha

Duéi sy hd trg cuacdng cu excel: dé tim hiéu thém vé cong tac dao tao
cong nhan may, thuc trang, nhirng ton tai, han ché trong cong téc ndy cua
cong ty. Téc gia thiét ké bang hoi goi y dé phuc vu cho phong van va duoc
chi tiét noi dung tai phu luc

Péi tuong phong van 1a c&c cap quan |y va doi ngii cong nhan may caa
Cong ty ¢ phan may Son Ha vai quy mé 1a 275 phiéu phét ra vathu vé 265
phiéu trong d6 sd phiéu hop I¢é 1a 250 phiéu.Tat ca cac théng tin sau khi thu
thap s duoc téng hop, phan tich két hop gitra ly thuyét va thuc tién. Téc gia
xtr dung Cong cu tong hop, phan tich 1a MicrosoftExcel d¢é phan tich tong hop
0 ligu.

Théng qua két qua thu thap théng tin va nghién ctu céc tai liéu, dé co
céi nhin tong quét, nhiéu chiéu, tac gia s3 tham khao y kién nguoi lao dong va
nha quan ly tai don vi. Bang phuong phép ndy, luan van c6 duéc cac dé xuat,
kién nghi mang tinh kha thi, sAu sét véi thuc té va cé tinh tham gia cao cua
cong dong.

Trén co so cac ly luan vé cac van dé d&o tao ngudn nhan luc, kinh
nghiém d&o tao ngudn nhan luc cua mot sb don vi khée, céc két qua phong
van vathyuc té cua don vi, hoc vién s8 sir dung phuong phap quy nap dé tir do
duaramodt sd goi ¥ mang tinh dinh huéng va kién nghi mot sb giai phép cha
yéu nham hoan thién cdng tac dao tao cdng nhan may cho Son Ha
6. Pong gop cia luan van

- Luan van s khéi quét hda nhitng kién thirc vé dao tao ngudn nhan luc
cdng nhan may caa doanh nghiép dé 1am co s 1y luan cho phan nghién cau

thuc tién.



Vé mat ly luan: Hé théng hda, gop phan [am rd nhirng van dé ly luan co
ban vé dao tao cdng nhan may trong DN.

V¢é mat thuc tidn:

+ Pénh gia thuc trang dao tao cdng nhan may tai cong ty ¢ phan may
Son Ha qua hé théng sb liéu cap nhat; tir d6 rdt ra cc nguyén nhan, ton tai
cho viéc dao tao cong nhéan may ¢ cong ty.

- Pé xuat mot sb giai phép cu thé, phi hop nhim hoan thién do tao
cdng nhan may cua Son Ha
7. K ét cAu chinh caa luan vin

Bén canh phan M& dau, Két luan va céc phu luc, noi dung caa luan van
gom 3 chuong nhu sau:

Chuong 1:Mot sd ly thuyét vé Pao tao cdng nhan may trong doanh
nghiép

Chuong 2: Thyc trang d&o tao cong nhan san xuat tai cdng ty C6 phan
may Son Ha

Chuong 3: Giai phdp nham hoan thién d&o tao cdng nhan san xuat tai

cong ty C6 phan may Son Ha



CHUONG 1
CO SO LY LUAN VE PAO TAO CONG NHAN MAY TRONG
DOANH NGHIEP

1.1. Céc khai niém
1.1.1. Khéi nigm vé nhan luc

Nhan lyc lamot khai niém khdng con xala véi nén kinh té nuéc ta hién
nay. Tuy nhién, quan niém vé van dé ndy hau nhu chua thbng nhat. TUy tirng
goéc @6 nhin nhan khac nhau ma ngudi ta co thé dua ra cac khai niém khéc
nhau. Dudi day lamot sb khéi niém tiéu biéu:

Theo L& Van Tam, Ngb Kim Thanh thi “nhan luc doanh nghiép la luc
lwong lao dong cua tirng doanh nghiép, 1& s ngudi cd trong danh séch cua
doanh nghiép” .

O day, nhan luc duoc hiéu trén hai goc do: mot 1a goc do sb lwong, NL
la téng s6 nhirng nguoi trong d6 tudi lao dong lam viéc theo quy dinh caa
Nha nudc va thoi gian lao dong cé thé huy dong duoc tir ho; hai 1a goc do
chat luwong, NL 1a stc khoé va trinh @6 chuyén mén, kién thic va trinh do
lanh nghé cua nguoi lao dong.

Theo PGS. TS. Lé Thanh Ha trong cuén Quan Tri nhan luc 1, NXB
Lao dong — X&hoi thi Nhan luc dugc hiéu 1a ngudn luc trong mdi con ngudi.
N6 bao gdm ca thé luc va tri luc. N6 dugc biéu hién ra ben ngod basi kha
nang lam viéc. N6 bao gom ca sirc khoe (chiéu cao, can nang, d6 16n, sic bén
cualuc...), trinh do( kién thuc, ki nang, kinh nghiém), tam ly, y thicc, mic do
cb géng, sc sang tao, 1ong dam mé....>®

Ngudn luc bén trong mdi con nguoi co thé néi 1a khéng c6 giéi han va
chiu anh huong caa nhiéu nhan té tir mdi treong bén trong va mdi treang bén

ngoai.
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T nhirng quan niém trén, co thé hiéu: Nhan lyc 1a téng hoa kha nang
tiém tang bao gom thé luc, tri lirc va nhan céch ton tgi trong méi con nguoi
thugc luc luwong lao déng x& héi ciia mét quac gia, do 1a sir két tinh truyeén
théng va kinh nghiém lao déng sang tao ciia mét dan tée trong lich sik duwoc
con Nguwoi vdn dung dé san xudt ra cia cai vat chat va tinh than phuc vy cho
nhu cau hién tai va twong lai cua dat nuéc.

1.1.2. Khéi niém vé dao tgo nhan luc

Theo PGS. TS. Lé Thanh Ha trong cuén Quan Tri nhan luc 2, NXB
Lao dong — X& hoi thi: “ Pao tao nhan lyc 1a hoat dong hoc tap nham gilp
cho nguoi lao dong tiép thu va rén luyén céc ky niang can thiét dé thuc hién
hiéu qua c&c chac nang, nhiém vu vaquyén han caaminh.” (6182

Theo TS. Ha Van Hgi (2006), Qudan tri nguén nhan lyc, Tai liéu luu
hanh ngi bé Hoc vién céng nghé buu chinh vién théng thi: “Dao tao nhan luc
“duogc hiéu 1a hoat dong hoc tap nham gilp cho ngudi 1ao dong cé thé thuc
hién c6 hiéu qua hon céc chirc nang, nhiém vu caa minh. N6i mot cach cu thé
d20 tao lién quan dén viéc tiép thu céc kién thirc, ki niang dic biét, nham thuc
hién nhitng cong viéc cu thé mot cach hoan hao hon” 143

Pao tao d& cap dén viéc day céc ky ning thuc hanh, nghé nghiép hay
kién thic lién quan dén mot Iinh vuc cu thé, ¢é ngudi hoc Iinh hoi va nam
vitng nhitng tri thire, ki ning nghé nghiép mot cach c6 hé thong dé chuan bi
cho nguoi d6 thich nghi véi cudc sdng va kha nang dam nhan duoc mot cong
viéc nhat dinh (Nguon: Wikipedia)

Quan diém cua PGS. PTS Nguyén Van Biém va PGS. Nguyén Ngoc
Quan trong gi&o trinh Quan Tri Nhan Luc xuat ban nam 2004 cho rang “ Pao
tgo 1& qué trinh hoc tdp 1am cho nguwoi lao déng co thé thuc hién duoc cac

chirc nang nhiém v c6 hiéu qua hon trong cong tac cua ho” 1%
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Véi quan diém ndy thi ¢& tao cung cip cho ho céc kién thic ca ly
thuyét 1an thyc hanh, 1& mot qué trinh hoc tap, thuc hién céc hoat dong hoc
tap gilp nguoi lao dong dé ho cd thé thuc hién tét nhat chac nang nhiém vu
rong cong viéc caa minh. Ngoai nhirng kién thirc ho ¢ c6 sin, d2o tao trong
t6 chirc 1a bd sung nhitng gi ho con thiéu va yéu nham hoan chinh kién thac
ky nang dé ho d&p tng duoc tét yéu cau caa cdng viéc.

Theo tdng hop caa téc gia, tir nhitng khd niém, quan diém trén vé dao
tao, cO thé hiéu: Pao teo NNL & cac hoat déng hoc tdp c6 té chirc, dién ra
trong nhirng khodng thoi gian xac dinh nham hueéng vao viéc gilp cho nguoi
lao déng nam rd hon chuyén mon, nghiép vu ciia minh ¢ céng viéc hién tai,
bé sung nhitng ki nang, kién thizc con thiéu dé thuec hién cong viéc mét cach
tot hon trong twrong lai.

Cac dang dao tao NNL

a0 tao nhan luc dugc chiathanh 4 loai cha yéu nhu sau:

Do tgo mdi: 1a viéc tién hanh dao tao cho nhirng ca nhan chua qua
ddo tao v4i muc tiéu chinh la gidp cho nguoi lao dong cé trinh d6 chuyén
mon ky thuat nhat dinh d&p tng duoc yéu cau cdng viéc caa to chirc. Trong
nhiéu truong hop, do khéng tuyén duoc lao dong cd chuyén mén, trinh do
phl hop trén thi truong lao dong hoic do mot s nguyén nhan khéc to chirc
budc phai tién hanh d&o tao méi.

DPao tao lgi: la viéc dao tao cho nguoi lao dong da qua dao tao song
chuyén moén khéng phu hop véi cbng viéc dam nhan. Cong tac dao tao lai
duoc tién hanh khi do mot s hguy@n nhan nao do, té chirc tuyén nguoi vao vi
tri khéng pht hop véi chuyén mén dugc do tao, do sip xép tinh giam bo
may, do thay d6i day chuyén cdng nghé...ma ngudi lao dong tré thanh lao
dong doi du va dugc chuyén sang lam cdng viéc khéc. Khi @6, ho can phai

duoc ddo tao lai dé cé thé dam duong dugc cong viéc mai.
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Dao tgo bé sung: laviéc dao tao cho nguoi lao dong céc kién thac, ky
nang can thiét nham khic phuc sy thiéu hut vé kién thirc va ky nang, qua do
gitp ho hoan thanh tét cong viéc duoc giao.

DAo tgo nang cao: 1a viéc dao tao nham gitp cho nguoi lao dong co
kién thirc va ky nang ¢ trinh ¢6 cao hon, qua d6 gilp cho ngudi lao dong
hoan thanh tét hon nhiém vu duoc giao vai nang suat va hiéu qua cao hon.
1.1.3. Khéi niém vé cong nhan may

Cong nhan may la nhitng cong nhan lam viéc tai cac bo phan thuoc
cong ty may. Ho lam viéc theo quy trinh c6 san vatheo mé hinh chuyén mén
héa. Mot cong nhan may thuong chi cd chuyén mén chinh tai mét bo phan
nhat dinh: bo phan cit may, bé phan may tay &, bo phan may than, bo phan
may ¢, bo phan giat 13,...Tat ca c&c bo phan trén tao nén mot day chuyén san
xuat chuyén nghiép va hiéu qua.

Céc nhan may thuong c6 tudi doi kha tré va thuong 1a lao dong xuat
than tir c&c vung ndng thén kho khan [én thanh phd 1am viéc. Chinh vi thé,
dac diém caa cong nhan may la trinh do van hoa khdng cao, phan I6n 1a chi
t6t nghiép PTCS, PTTH.

Khéi nigm Dao tgo cdng nhan may

Tu khé niém vé Bao tao va cdng nhan may cé thé hiéu Pao tao cdng
nhan may |a thuc hién cac hoat dong huéng dan, hoc tap c6 té chirc cho cong
nhan may nham nang cao trinh ¢6 chuyén mén tay nghé cho cdng nhan may
hoic dao tao tay nghé cho cong nhan may.

v bic diém cdng nhan may:

- Phan 16n céng nhan may c6 trinh ¢o chuy&n mdn vatrinh do thap.

- Chiém dasd lalao dong nix

- Phan 16n cdng nhan may khéng dugc dao tao chinh quy machua yéu la
gua dao tao kem cip tai céc [6p dao tao cua cac cbng ty may thédng qua dao

tao vahoc viéc.
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- Trong cong viéc thi tay nghé céng nhan may chiém vai trd cuc ky
quan trong dudi s hd tro cia may méc layéu té quan trong quyét dinh chat
lwong va s luong san xuit ciamot cdng ty may.

1.2. N@i dung dao tao cong nhan may trong doanh nghiép

Cong tac dao tao nhan lyc 1a mot hoat dong xuyén subt qué trinh hinh
thanh va phét trién caa té chuc. Do do, c&c cap lanh dao can c6 tam nhin du
rong dé truge hét 1a xay dung chién luoc tong thé vé dao tao cho t6 chuc, sau
d6 1alén ké hoach d¢o tao cu thé cho tirng giai doan nhat dinh.

Pé don gian hda trong qué trinh xem xé va nghién cau ngudi ta
thuong xéc dinh quatrinh dao tao nhan luc thdng qua 6 giai doan chinh
1.2.1. X&c dinh nhu cdu dao tgo

Nhu ciu dao tao |a khoang céch gitra nhirng gi hién c6 va nhirng gi
mong muén trong tuong lai xét vé khia canh tha do cua nguoi quan ly va
nguoi lao dong trong doanh nghiép.

Dé xéc dinh nhu ciu dao tao, can phai tién hanh phéan tich to chirc, phan
tich con nguoi va phéan tich nhiém vu.

Phéan tich t6 chirc: Phan tich to chic xem xét sy hop 1y caa hoat dong
dao tao trong mdi lién hé vai chién lugc phét trién cua don vi, ngudn luc sin
cO (thoi gian, tai chinh, chuyén gia) cua té chuc, ciing nhu sy ung hd caa
nhitng ngudi 18nh dao d6i voi hoat dong dao tao trong to chac. Trén cin ct
Va0 co CAu td chirc, can cir vao céc ké hoach nhan luc to chic s& xé&c dinh sb
lwong, loai lao ddng va loai kién thirc ki nang can dao tao. P6 chinh laviéc
xéc dinh nhu cau ddo tao ngudn nhan luc cuatd chirc

Phén tich cong viéc vanhiém vu:

Phan tich nhiém vu bao gom viéc x&c dinh céc nhiém vu quan trong va
kién thirc, k§ nang va hanh vi can phai duoc chl trong dé dao tao cho nguoi

lao dong nham gitp ho hodn thanh cdng viéc tét hon.
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Phan tich con nguoi (phan tich ca nhan nguoi lao dong): dé xac dinh
mutc do yéu kém vé két qua thuc hién do thiéu kién thirc, ky nang, kha nang,
do thiéu dong luc hay do thiét ké cong viéc chua hop 1y, xac dinh nhirng tiém
nang phét trién; x&c dinh ai can dao tao, ai co thé phét trién; xac dinh mirc do
san sang cua nguoi lao dong cho do tao, bdi dudng phét trién.

X &c dinh nhu ciu dao tao lién quan dén viéc xéc dinh khoang céch gitra
nhitng céi hién cé, dang dién ra véi nhitng gi can phai c6. Khoang céch nay
can dugc lap day bang d&o tao, bdi dudng, nghia lalap di sy chénh léch dap
rng dugc nhu cau ham hoc. Nhu vay, xé&c dinh nhu ciu dao tao, bdi dudng 1a
xéc dinh sy khéc nhau, sy chénh Iéch gitra nang luc can c6 trong tuong lai va
cél hién co (hiéu sd cua 2 muc do ndy 1a su thiéu hut nang lrc ma dao taocan
dép wng) cua mdi vi tri cdng viéc nham dua ra nhitng ndi dung va hoat dong
dao tao, bdi dudng can thiét cung cip cho ngudi duoc ddo tao, bdi dudng.

Dé hoan thanh dugc cdng viéc vanang cao ning suit lao dong véi hiéu
qua lao dong cao, thi to chic phai thudng xuyén xem xét, phan tich két qua
thuc hién cong viéc hién tai cua ngudi lao dong théng qua hé théng d¢anh gia
cdng viéc. Bé tim ra nhitng yéu kém, nhirng thiéu hut vé kha niang thuc hién
cdng viéc cua ngudi lao ddng so véi yéu cau caa cdng viéc dang dam nhan,
v6i muc tiéu du kién da dinh trugc dé tim ra nguyén nhan dan dén nhirng
thiéu hut vé kién thirc, k§ nang cia ngudi lao dong so véi yéu cau cia cong
viéc, d6 laco sé xac dinh nhu cu dao tao.

Dao tao, phét trién 1a mot nhu cau tat yéu va thuong xuyén trong hé
théng nhu cau cia nguoi lao dong. Ngudi lao dong ludn cd nhu cau vé dao
tao, bdi dudng dé ho nang cao trinh d6, nang luc caa ban than nhiam hoan
thanh tét cong viéc duogc gieo, dong thoi gitp ho tu tin, c6 kha niang diéu
chinh hanh vi trong cdng viéc va chuan bi dugc cac diéu kién dé phét trién va

thich tng. Do vay, khi phan tich dé xéc dinh nhu ciu d&o tao, bdi dudng phéat
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trién can phai phan tich ca nhu cau dao tao ca nhan va kha nang hoc tap cua
c& nhan ciing nhu hiéu qua vén dau tu cho d2o tao.

Phuong phép thu thap thdng tin dé xéac dinh nhu ciu d&o tao, boi
dudng: c6 nhiéu phuong phép nhu: phong van ca nhan, s dung bang cau hoi,
quan sét, phan tich ttong tin sin co...

Phong van ca nhan: 1a phuong phédp don gian va dugc sir dung nhiéu
hién nay. Ngudoi phong van sé trao doi voi nguoi lao dong vé nhitng kho khian
trong thyc hién cdng viéc, vé nguyén vong dao tao caa ho (kién thuc, k§
nang, thoi gian phtl hop, cac hd tro tir phiatd chuc...).

Str dung bang cau hoi: ciing 1a mot phuong phép théng dung dé thu
thap théng tin vé nhu ciu d&o tao, boi dudng. Nguoi lao dong s3 tra 1o nhitng
cau hoi lién quan dén cong viéc, kha niang thuc hién céng viéc, nguyén vong
dao tao...duoc chuan bi sin trong bang hoi. Bang hoi c6 thé duogc chia thanh
nhiéu phan: Ngoai nhitng théng tin chung vé ca nhan, bang hoi xung cho phép
nhan vién ty danh gia nang luc thuc hién cdng viéc caa ban than qua nhiéu
tiéu chi khéc nhau. Su khéc nhau giira yéu cau cong viéc va nang luc hién tai
cia nguoi lao dong chinh 1a co s dé t chirc x8y dung nhu cau dao tao.

Théng tin vé nhu cau d& tao cd thé thu thap qua viéc quan sét thuc
hién cdng viéc caa ngudi lao dong hodc nghién ctru tdo lidu san co (két qua
danh gia thyc hién cong viéc, béo céo vé nang suat, hidu qua lam viéc...).

Can cr vao viéc danh giatinh hinh thuc hién cdng viéc, can cir vao co
cau va ké hoach vé nhan luc, cong ty s& xéc dinh duoc sb luong, loai lao dong
valoai kién thirc ky nang can dao tao..

Phuong phép xéc dinh nhu ciu dao tao vé s lugng co thé chia thanh 2
loai d6 1& X&c dinh nhu ciu dao tao cdng nhan va xac dinh nhu ciu dao tao
can bd quan ly.

Xéac dinh nhu cau dao tgo cong nhan:
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Xé&c dinh sd lwong cdng nhan can thiét cho tirng khau, tirng mat xich
cong viéc vatrinh do tuong tng cua cong nhan ky ké hoach.

X &c dinh nhu cau dao tao cho cong nhan ¢ tirng béac the.

X &c dinh danh sach nhirng céng nhan can dao tao.

X&c dinh nhu cau dao tao can bg quan y:

Dbé xéc dinh nhu ciu d2o tao cho can bd quan ly can tién hanh mot sb
buéc quan trong sau: So sanh kién thirc thuc té cua céc can bo quan 1y Véi
yéu cau vé cac kién thic, ky niang, trinh do dugc néu trong ban md ta cong
viéc vaban mé ta d6i véi nguoi thuc hién cong viéc.

Xé&c dinh sb ngudi can tuyén thém & cac bo phan va cac chic danh
cdng viéc can tuyén thém.

Dua trén muc tiéu va chién lugc phét trién caaté chuac, lva chon nhitng
c& nhan can thiét dé tién hanh dao tao trong nam ké hoach.

Dva trén kha nang chi tiéu tai chinh cho dao tao, doi ngii giang vién co
thé moi hoidc huy dong.

Xac dinh cac kién thirc va kj nang can dao tgo:

Ddi véi viéc ddo tao nhan vién méi s bao gdbm céc noi dung nhu sau:
Gigi thiéu chung vé t6 chuc, cac quy dinh ndi quy, quy ché hoat dong caa to
chirc vamot sd van dé chung khéc

Ddi véi viéc ddo tao trong khi 1am viéc: X&c dinh xem nguoi lao dong
con thiéu nhitng kién thirc, k§ nang gi, can b sung nhirng kién thirc, ki nang
gi dé dép tng yéu cau cua cdng Viéc.

Ddi véi ddo tao phuc vu cho muc tiéu phét trién caa té chirc: Xéac dinh
xem muc tiéu phét trién cua to chic trong tirng giai doan, nguoi lao dong can
phai ¢&o tao thém k§ nang, kién thic gi, ki nang hay vi tri nao can dugc ddo

tao hay cd thé dao tao sau.
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1.2.2. Ldp ké hoach d3o tao

v Xac dinh muc tiéu dao tao.

X&c dinh muc tiéu caa chuong trinh ddo tao thuc chat 1a viéc xéc dinh
két qua can dat dugc caa chuong trinh ¢ tao. Sau chuong trinh ddo tao, ho
£ dat duoc:

Nhitng ki nang cu thé can dao tao, trinh d6 ki nang co duoc sau do tao

S6 lwgng va co cau hoc vién thoi gian ddo tao

Mot muc tiéu ddo tao tét cho phép viéc danh gia, chim diém cong
bing, viéc x&c dinh chuong trinh d&o tao phu hop gitta noi dung va muc tiéu
sao cho hiéu qua khuyén khich nguoi lao dong tu dénh gia vi ho biét phai dat
duoc nhitng gi, mong muén d&o tao tét hon

Do d6, muc tiéu ddo tao can chi y: Rd rang, cu thé, do luong dugc, dat
dén dugc trong thoi gian hitu han.

Lwa chon déi tuong d&o tao

Viéc xéc dinh cho cong tac dao tao nghia la ta phai xac dinh xem ai la
ngudi di hoc, can phai xem xét cac di tuong:

Nhitng ngudi lao dong co nhu cau duoc do tao

Nhirng nguoi lao dong dugc cir tham gia hoc tdp do doanh nghiép co
nhu cau.

Nhitng ngudi lao dong co kha nang tiép thu.

Dé co thé lya chon ding ddi twong ddo tao phai dwa vao nhu cau dao
tao va phai danh gia duoc tinh trang chat luong d6i ngii lao dong hién co.

Ddi tugng duoc lya chon dé tham gia ddo tao phai dam bao céc yéu tb
d6 1& Viéc ddo tao phai ding nguoi, dling viéc, phai dam bao tinh cong bing
hiéu qua, kip thoi dbi véi nguoi lao dong va dbi véi cong viéc. Mudn vay
trudce khi lya chon ddi tuong thi can phai nghién ciru vé nhu cau va nguyén

vong cua tirng nguoi 1ao dong, dong co mudn hoc tap caa ho ¢ chinh dang
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hay khéng hay DN c¢6 thé d&p tng dugc khong; dong thoi co thé dua vao céc
két qua cua hoat dong phan tich cong viéc (gdm 3 ban: Ban mé ta cdng viéc,
ban yéu cau caa cdng viéc dbi voi ngudi thuc hién va ban tiéu chuan thyuc
hién cong viéc) dé lua chon ddi twgng ddo tao chinh xé&c hon.

v/ Xay dwng chwong trinh dao tao

Dbé céc chuong trinh ddo tao dat hiéu qua kinh té cao ciing nhu gidp
hoc vién nam bét duoc kién thirc, ky niang trong cdng viéc thi viéc lya chon
phuong phap dao tao thich hop c6 vai trd rat quan trong. Néu lya chon dung
phuong phép thi 3 tiét kiém dugc nhiéu chi phi, thoi gian d&o tao cho DN va
ngudi lao dong trong khi dé chit luong hoc vién sau khda hoc van duoc dam
bao, dap ng dwoc muc tiéu dat ra.

C6 nhiéu phuong phédp co thé sir dung trong cong tac ddo tao ngudn
nhan lyc. V6i mdi phuong phép lai co6 cach thirc thyc hién va nhitng uu
nhuoc diém riéng. Do d6, to chic can xem xét phuong phép minh lya chon
cho phll hop véi diéu kién cong viéc hay khong. Tir d6 lya chon ra phuong
phép dao tao phu hop vai minh.

+ Céc hinh thirc dao tao.

Dao tao mai.

Dao tao méi 1a viéc tién hanh dao tao cho nhirng ca nhan chua qua dao
tao v&i muc tiéu chinh la gidp cho nguoi lao dong co trinh @6 chuyén moén ky
thuat nhat dinh d¢&p ung yéu cau cdng viéc cua to chac. Trong nhiéu truong
hop do khéng thé tuyén duoc lao dong co trinh d6 chuy@n mén nghé nghiép
phl hop trén thi truong lao dong hoac do mot sd nguyén nhan khac, to chirc
budc phai tién hanh d&o tao mai. Thuc té xay ra nhitng trudng hop nhu vay.

Dao tqo lai.

bao tao lai la viéc dao tao cho nguoi lao dong da qua dao tao song
chuyén mén khéng phu hop vai cdng viéc dam nhan. Viéc dao tao lai duoc
tién hanh khi:
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Do mét sb nguyén nhan ndo d6 t chirc tuyén nguoi vao vi tri cong viéc
khdng phl hop véi chuyén mén duoc dao tao. Bé nguoi lao dong cd thé thuc
hién tét cong viéc duoc giao, can phai d&o tao lai. Do thu hep san xuat hoic
do sip xép tinh gian bo may, nguoi lao déng tro thanh lao dong déi du va
duoc chuyén sang 1am cong viéc khéc, can d&o tao lai cho nguoi lao dong dé
ho dam duong cdng viéc moi.

PAo tqo boi diréng nang cao.

Dao tao nang cao la viéc d&o tao nham gidp cho nguoi lao dong co kién
thic va ky nang ¢ trinh d6 cao hon, qua d6 giup cho nguoi lao dong hoan
thanh tét hon nhiém vu duoc giao vai nang suat va hiéu qua cao hon.

Théng thuong dé thuc hién cong viéc duoc giao véi céc kién thirc va
ky nang hién co, nguoi lao dong cé thé hoan thanh tét. Tuy nhién, néu dugc
d20 tao va rén luyén & mic cao hon, nguoi lao dong cé thé hoan thanh cong
viéc nhanh hon véi chit lugng cao hon.

+ Cac phuong phap dao tao:

Kém cép va chi dan.

Pay 1a phuong phép pho bién diing dé day cac ki nang thuc hién cong
viéc cho hau hét cac cong nhan san cuat va ké ca mot sb cdng viéc quan y.
Qué trinh do tao bit dau bing sy gidi thiéu va giai thich caa nguoi day vé
muc tiéu cua cong viéc va chi dan ti mi, theo tirng budc vé cach quan sét, trao
ddi, hoc hoi valam thir cho téi khi thanh thao duéi sy hudng dan va chi dan
chat ché cianguoi day.

Luan chuyén, thuyén chuyén cong viéc:

DPay 1a phuong phép chuyén nguoi quan ly tir cdng viéc ndy sang cong
viéc khac dé nham cung cap cho ho nhirng kinh nghiém lam viéc & nhiéu linh
vuc khéc nhau trong té chirc. Nhitng kinh nghiém va kién thirc thu duoc qua
gua trinh @6 s2 gitp cho ho ¢6 kha nang thuc hién dugc nhirng céng viéc cao

hon trong tuong lai.
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PAo tqo theo kiéu hoc nghé

Trong phuong phép ndy, chuong trinh ddo tao bat dau bang viéc hoc ly
thuyét & trén 16p, sau d6 cac hoc vién duoc dua dén 1am viéc dudi sy huéng
dan cua céng nhan lanh nghé trong mot vai nam; duoc thuc hién cac cdng
viéc thuoc nghé can hoc cho téi khi thanh thao tat ca cac ki nang cua nghé.
Phuong phép nay dung dé day mot nghé hoan chinh cho cng nhan.

Phuong phép ndy thuc chat 1a s kém cap caa cong nhan lanh nghé déi
vai nguoi hoc vala phuong phép théng dung ¢ Viét Nam.

Mg cac lop canh doanh nghiép:

Ap dung véi nhirng nghé teong dbi phuc tap, cac cong viéc o tinh dap
thi maviéc kém cap khdng thé dép ung.

Cu di hoc ¢ 16p ngan han va dai han

DPao tao vé nghé thuat 1anh dao, kha nang thu Iinh ...cac chuong trinh
co thé kéo dai tir vai ngdy dén vai thang.

Chuong trinh, khéa d&o tao riéng biét nham ciing cip thém céc kién
thac co ban vé Iinh vuec, tai chinh, kinh té...

Céc chuong trinh d2o tao cip bing tét nghiép: Capo ding, dai hoc, cao
hoc quan tri kinh doanh hoic sau dai hoc. Cac chuong trinh ndy duoc t chic
kiéu tai chtrc, hoc vién hoc & ngoai gio vao budi tdi hoic mdi quy tap trung
mot dot hoc khoang 1 hay 2 tuan.

Cac hoi nghi, thao lugn:

Phuong phép ndy duogc to chic dudi dang giang bai hay hoi nghi bén
ngoai, cb thé duoc to chuc riéng hay két hop véi cac chuong trinh d2o tao
khac.

Hoc vién s3 hoc céc kién thirc kinh nghiém can thiét théng qua viéc
thao luan tirng cha dé trong tirng budi va duéi sy 18nh dao caa nhém.

Phuong phép ndy khé don gian dé to chirc, khéng can nhiéu trang thiét
bi, tuy nhién pham vi t6 chac hep vatén thoi gian.
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Pao tgo theo kiéu chwrong trinh hda, Véi sie tror gilp ciia may tinh:

Pay |a phuong phép d&o tao ki niang hién dai mangdy nay nhiéu cong
ty & nhiéu nuéc dang sir dung rong réi. Trong phuong phép ndy, cac chuong
trinh d&o tao duogc viét sin trén dia mém caa may tinh, ngudi hoc chi viéc
thuc hién theo cac hudng dan cua may tinh. Phuong phép ndy co thé sir dung
dé d2o tao rat nhiéu ki naing ma khdng can co nguoi day.

C06 3 céch dé co chuong trinh day qua may tinh:

Thiét ké chuong trinh.

Mua chuong trinh.

bat chuong trinh.

Dao tgo theo phuwong thirc tir xa

La phuong phép d& tao ma nguoi day va ngudi hoc khong truc tiép
gap nhau tai mot dja diém va clng thoi gian ma théng qua phuong tién nghe
nhin trung gian. Phuong tién nghe nhin trung gian. Phuong tién trung gian
ndy co thé 1a sach, tai liéu hoc tap, bang hinh, dia CD, VCD, Internet...cling
vé6i sy phét trién cia khoa hoc cong nghé théng tin cac phuong tién trung gian
ngay cang dadang.

Pao tqo theo kiéu phong thi nghiém: Phuong phdp ndy bao gom céc
hoi thao hoc tap trong d6 sir dung céac ky thuat nhu: bai tap tinh hubng, dién
kich, mé phong trén may tinh, trd choi quan |y hoic 1a c&c bai tap giai quyét
van dé. Pay la céch dao tao hién dai ngady nay nham gilp cho ngudi hoc thuc
tap giai quyét cac tinh hudng giong nhu trén thyc té.

PAo tgo theo kiéu md hinh hda hanh vi:

Pay ciing 1a phuong phép dién kich nhung céc vé kich dugc thiét ké
sin dé md hinh hoéa cac hanh vi hop ly trong céc tinh hudng dac biét.

Thoi gian, diadiém dao tao:

Dé xé&c dinh duoc thoi gian co thé tién hanh do tao, can xéc dinh:
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Nén ma [6p d&o tao va thoi diém ndo dé co thé huy dong dugc sd hoc
vién can dao tao theo ké hoach.

Thoi diém ndo c6 thé moi hoac huy dong duoc céc giang vién can thiét

Két hop ca hai thoi gian trén nguoi 1ap ké hoach ddo tao co thé xéc
dinh duoc thoi gian va cd thé mé 1op dao tao.

Vé djadiém dao tao, to chirc co thé x&c dinh maé 16p d&o tao ngay trong
t6 chirc (néu to chac cd du dia diém hoc dép wng cac nhu cau hoc tap) hoac
thué ngoai.

v/ Chi phi dao tao.

Can phai dy toan duoc cac khoan chi phi ndy, xéac dinh duoc kinh phi
d2o tao duoc lay tir ngudn ndo, cdng ty co thanh lap duoc quy dao tao riéng
hay duoc trich ra tir nguén ndo cua cong ty. Tir d6, diéu chinh ngudn kinh phi
d0 tao sao cho phu hop véi cdng téc dao tao ngudn nhan luc cho cdng ty
minh.

Céc khoan chi phi ndy bao gom: céc khoan chi phi cho nguoi hoc, chi
phi cho gi&o vién, chi mua trang thiét bi phuc vu hoc tap ...DN can xem xét
kha nang chi tra caa minh dén dau, cé huy dong tir ngudi lao dong dong gop
mot phan hay khong ... Tir d6 té chac phai du tinh, 1&n ké hoach quan ly va
chi tiéu ngudn quy nay sao cho hop ly vadat hiéu qua.

v Lwachon gido vién dao tao.

Ddi véi doi ngd gido vién 1a ngudn tir trong cong ty: Can quan tam
danh gia trén cac mit cy thé: trinh ¢6 chuyén mén, phuong phép truyén dat,
uy tin vatrach nhiém, ky nang quan 1y...Ngudn gido vién tir trong cong ty co
chat luong tét s8 mang lai hiéu qua dao tao cao nhat cho cong ty vi ho dava
dang lam viéc trong cong ty thi ho ciing s3 tam huyét véi cong téc ddo tao cua
cong ty hon.

Péi véi gido vién langudn tir bén ngodi: Cong ty can xem xét, danh gia

mot céch chinh x&c nhat vé doi ngii ndy, cdng ty ciing nén tham khao tir nhiéu
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ngudn khac nhau dé o6 dugc thong tin day du, dam bao tin cay.

Ngoai ra, sau mdi khoa hoc cdng ty can phai té chac danh gid lai ca
chat lwgng cua gido vién 13n nguoi hoc dé lua chon ra doi ngii gido vién phl
hop vaco chét lugng cao cho céc 1an d&o tao tiép theo mang lai hiéu qua dao
tao tot nhat cho céng ty minh.

1.2.3. Té chrc thuee hign ké hogch dao tgo

Sau khi x8y dung duoc ké hoach d&o tao ngudn nhan luc, viéc to chic
thue hién ké hoach ndy 1a rat quan trong. Nhu d& phan tich, d2o tao can phai
duatrén nhitng gi ma nhaquan Iy mun nhan vién caa minh phai biét, d¢é dao
tao c6 hiéu qua can sy nd luc cua ca hai bén, nhan vién phai quyét tm nang
cao kha nang Iam viéc va nha quan 1y phai tao diéu kién vé mat thoi gian va
kinh phi dé nhan vién nang cao kha ning Iam viéc va phai kiém soét viéc ho
&p dung céc kién thirc da hoc duoc vao cdng viéc.

Ngudi phu tréch d¢&o tao can phbi hop véi cac bo phan/ phong ban chirc
nang dé lya chon ding ddi tuong can ddo tao, théng béo lich d&o tao vatao
céc diéu kién can thiét d¢é ho tham gia ddo tao cd hiéu qua. Dé thuc hién dao
tao trong céng viéc cb hiéu qua thi bo phan ndy ciing phai két hop véi céc bo
phan trong DN tim ra nhirng nha quan ly, can bd cd kinh nghiém va sin
sang.dao tao thuc hién ddo tao nhan vién. Trong truong hop té chic khéa dao
tao ngod cong viéc thi ho can gitp gidm dbc tim kiém céc to chac, ca nhan
cung cap dich vu do tao dé chon don vi cung cap phtl hop nhat va ky két
hop dong. Tiép theo, can phdi két hop véi gido vién/ ngudi hudng dan trong
viéc xay dung chuong trinh dao tao ¢ muc tiéu hoc tap phu hop. Khi khéa
hoc dién ra.can dam bao céc diéu kién hau can vé 16p hoc, trang thiét bi giang
day, b tri ban ghé phu hop véi phuong phép giang day, d6 an nhe gitta gio

hoc...
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1.2.4. Panh gia két qud thuc hién ké hogch dao tao

Danh gia ter phia giang vién:

Giang vién danh gia két qua d2o tao thong qua céc tiéu chi danh gia sau:

-Mtrc d6 nam virng kién thirc duoc truyén thu caa cac hoc vién

-Mtrc d6 chuyén can cua hoc vién, mac d6 tap trung chd y, mic do
hung phan vamuc d6 hiéu bai caa hoc vién trong qué trinh hoc tap.

-bénh giagiang vién vé chuong trinh 2o tao :

-Giang vién c6 thé tham gia danh gid vé cong téc té chirc phuc vu [6p
hoc dé gitp t6 chirc thuc hién cac khda ddo tao sau duoc hiéu qua hon

Danh gia te phia ngueoi quan ly lop:

-Muc d6 nghiém tdc caa giang vién trong quatrinh giang day.

-Mtc d6 nghiém tac va nhiét tinh cua hoc vién trong qua trinh hoc tap

banh gia te phia hoc vién:

- Sau khi két thiic khoa hoc, hoc vién co thé danh gia théng qua cac
phiéu d¢anh gia vé khau to chuc I6p, tai liéu hoc tap, noi dung phuong phép
giang day, dé xuat va nhan xét khéc...dé phuc vu cho viéc diéu chinh chuong
trinh dao tao.

1.2.5. Sir dung nhén lyc sau dao tao

Muc tiéu co ban ma céc té chirc thuong dit ra latdi dahdaloi ich caa
minh. Do vay, khi cac khoan chi phi cho viéc d&o tao nhan vién, to chirc
mong mudn sir dung c6 hiéu qua nhitng nhan vién da dugc d&o tao nd s8 dem
lai nhiéu loi ich cho DN nhu: Tang nang suit lao dong, tao rasy hai 16ng va
sr ¢ gang cua nguoi lao dong...

Dé sir dung hiéu qua nhan lrc sau d3o tao, to chac can luuy nhitng van dé:

Tao co hoi cho ngudi lao dong s dung kién thirc va ky nang da duoc
dao tao.

M& rong cong viéc cho nguoi lao dong.

Trao dan quyén ty chu trong giai quyét cong viéc cho nguoi lao dong.
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Khuyén khich, dong vién kip thoi nguoi lao dong khi thuc hién nhiém
vu moi.

Tang thu lao lao dong cho nguoi lao dong xirng dang véi trinh 6 mai.
1.3. Céc nhan té anh hwéng dén dao tao cdng nhan may trong doanh nghiép
1.3.1. Quan diém ciia lanh dgo cip cao

CO nhirng té chuc, cac nha quan tri rat quan tm dén van dé do tao
ngudn nhan luc, coi day lachién lugc trong qué trinh phét trién va canh tranh
véi céc t6 chirc, DN khéac. Nhung ciing c6 truong hop, vi ly do ndo d¢6 nha
quan tri chua thuc sy quan tam. Coi trong van dé nay thi cong téc dao tao
ngudn nhan lyc & t6 chirc @6 5 dugc thuc hién khdng thudng xuyén, chat
lwong va hiéu qua dao tao thap, tir d6 co thé anh hudong dén hiéu qua hoat
dong chung cua DN.

1.3.2. Nganh nghé kinh doanh

Nhan té ndy anh huong khdng nho téi hoat dong d&o tao nguon nhan
lyc cia DN. Céc san pham va ky thuat doi hoi lao dong phai qua dao tao va
gioi Ve trinh d6 chuy@n mén vi thé DN rat quan tam dén cong tac dao tao
ngudn nhan lyc.

Hoat dong trong nganh san xuat ma trang thiét bi, quy trinh céng nghé
san xuat tién tién hién dai, nhitng yéu t6 ndy chi phét huy tac dung khi nguoi
lao dong biét sir dung nd. Vi thé, lao dong phai dugc trang bi kién thac dé sir
dung méy mac, thiét bi ndy hiéu qua nhat va dam bao an toan.

1.3.3. Nhan té cong nghé thiét bi

Ngay nay, cac DN ngdy cang dau tu, chi trong vao cdng nghé thiét bi
dé phuc vu cho hoat dong san xuat kinh doanh mang lai loi nhuan cao nhat
cho minh, doi hoi nguoi lao dong phai duoc trang bi nhitng kién thirc va ky
nang méi dé cé thé ¢dp ung dugc véi sy thay doi d6. Sy thay doi vé quy trinh

cdng nghé cua cac doanh nghiép cé anh huong rat 1on d&én cong tac ddo tao
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ngudn nhan luc caacong ty. Bic biét 1a déi véi doanh nghiép cé tinh chat dic
thil 1& hoat dong chuyén vé Iinh vic xay dung thi cac quy trinh cong nghé rat
phirc tap. Y éu ciu dit rala can nang cao chit lugng lao dong dé ho tiép can
duoc cong nghé mot cach tét nhat, ddp wng duoc c&c yéu cau cia cac hoat
dong san xuat kinh doanh.

1.3.4. Kha nang tai chinh ciia doanh nghiép

Céc ngudn luc tai chinh dau tu cho cdng tac dao tao ngudn nhan luc co
vai tro quan trong. N6 gy anh huong truc tiép dén chat luong ddo tao ciing
nhu quy md dao tao ngudn nhan lec. Bé cb thé dau tu duoc nhitng trang thiét
bi, co s& vat chat phuc vu cho cong tac giang day hay phét trién b luong va
chat luong doi ngii gido vién, hoc vién thi phu thudc rat nhidu vao diéu kién
tai chinh caa mdi t6 chic va caa mdi ca nhan. Chinh vi vay ma céc hoat dong
dao tao ngudn nhan lyc chi o thé thuc hién duoc khi ¢ mot nguon kinh phi
6n dinh va pht hop danh cho né.

1.3.5. B¢ phén phu trach dao tao cdng nhan may tai cong ty

Nzng luc bo phan chuyén tréch vé cong tac dao tao ngudn nhan luc
cua doanh nghiép.

Nzng luc caa cac can bo chuyén trach vé 1inh vuc ddo tao ciing ¢6 anh
huang khdng nho t6i cong tac dao tao ngudn nhan e trong DN. Nhirng cén
bo chuyén trach phai la nhirng nguoi c6 du trinh ¢6 chuyén mén, nghiép vu
dé co thé dam nhan vathuc hién hiéu qua nhat moi khau caa cdng téc ndy. Ho
khdng chi c6 dua trinh do chuy@n mdn ma con phai co day du céc kién thirc
can thiét khéac (nhu: céc kién thirc vé khoa hoc xa hoi hay hanh vi cu xir) dé
phuc vu cho cdng viéc caa minh.

1.3.6. Pdgc diém nguén nhan lyc cia cong ty
Nhitng nguoi lao dong trong to chic chinh 1a d6i tuong cua cong tac

dao tao va phét trién. T6 chirc can can ctr vao nhirng dic diém cua nhan luc
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trong té chirc (nhu: quy mé, co cau, chat luong ...) dé thuc hién cdng tac dao
tao vaphét trién mot cach phi hop.

Trinh @6 cua ngudi lao dong: Nghién ciru chat lugng lao dong cua luc
lwong lao dong hién tai 3 cho thdy nhirng ai cin dao tao? B&o tao nhirng gi?

Co cau lap dong theo @6 tudi, gisi tinh:

V& d6 tudi, néu DN ¢6 co cau lao dong tré hon DN kia thi nhu ciu dao
tao s& ¢6 kha nang cao hon DN kia. Piéu ndy xuat phét tir dic diém tam 1y
ciia nguoi lao dong 1a cang 16N tudi thi nhu cau hoc tap cang giam di.

Gigi tinh ciing anh huéng dén nhu cau ddo tao cua mot DN. Théng
thudng trong mot t6 chac néu ty Ié nir cao hon nam gidi thi nhu cau dao tao
s8 thap va nguoc lai.

1.3.7. Thi trwong lao dong

Nhan luc cdng ty ¢ khi bién dong do mot sb nguoi thuyén chuyén di
noi khéc, vé huu, dm dau, chét, tai nan, ky luat, budc thdi viéc. Vi vay, nhu
cau bd sung nhan lyc xuat hién va ngudn bd sung ndy phai tim tir thi truong
lao dong bén ngoai. Mt khéc, do nhu cau phét trién va ma rong san Xuit nén
t6 chirc can ¢ thdm nhan luc dé hoan thién nhiém vu. Ngoai ra, nhu cau lao
dong c6 anh huong téi cong tac ¢ tao ngudn nhan luc tai cong ty, cu thé [a
khi thi truong lao dong khan hiém, cung lao dong thiéu, DN lai khdng tuyén
dung nhan lrc nén can phai ddo tao ngudn nhan luc dé d&p tng duoc yéu cau
cua hoat dong san xuat kinh doanh cuaa DN.

1.3.8. Péi thii canh tranh cia doanh nghiép

DPé c6 mot vi thé vitng chiac trong mot méi truong kinh doanh ngay
cang canh tranh khéc liét thi budc cac DN phai biét sir dung va khai théc hiéu
qua c&c nguodn luc cua minh dic biét 1a nguon luc con nguoi. Nhan luc caa

mdi t6 chirc, DN déu mang nhitng dic diém riéng va la mot yéu té dic biét
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tiém nang, chuadugc khai théc hét nén s gidp tao ranhirng loi thé riéng caa
mdi t6 chuc.

1.4. Kinh nghiém d@ao tao cong nhan may ¢ mét s6 céng ty cling loai hinh
san xuat

1.4.1. Kinh nghiém dao teo cong nhan may tgi mgt s6 cong ty clng logi
hinh

1.4.1.1. Kinh nghiém ciia cong ty cé phan may xudt nhdp khau Viét Théi

Cong ty c6 phan may xuat khau Viét Thé 1a mot DN chuy@n san xuat
va kinh doanh mat hang may mac xuat khau. Cong ty luén chd trong dén van
dé d¢2o tao va nang cao trinh do tay nghé, trinh do &p dung khoa hoc k¥ thuat
tién tién trong san xuat cho céng nhan may trong cong ty. Pac biét 1a cong ty
c6 nhitng khuyén khich két hop véi cac chinh séch hd tro thoa dang nham
nang cao y thirc tu giac hoc tap van héa caa cdng nhan may nhu:

Quyén loi cua cdng nhan may di hoc, vé mit thoi gian khéng bi trir vao
thoi gian SXKD, cdng téc, néu hoc ngodi gid thi phai duoc cham lo vé vat
chat, tinh than tly theo diéu kién caa cong ty.

Trong qué trinh hoc tap cua cdng nhan may, néu dat xuit sic va gioi,
tién tién thi dua vao quy ché khen thuong dé thuong, ké ca thuong dot xuat
cho cdng nhan may hoc tap tot.

Thuong xuyén tro cap khé khin cho nhan vién di hoc dé tao diéu kién
cho ho tich cuc hoc tap va hoc tap dat yéu cau va qua dé ciing nham dong
vién anh chi em nhan vién khac tham gia.

Péi véi nhitng truong hop cdng nhan ludi hoc hoac vi pham ndi quy
hoc tap thi ty theo mic do vi pham dé xem xét ky luat, xong céi chinh |a
gido duc, dong vién cdong nhan may khic phuc ma phan dau trong hoc tap dé

vuon lén.
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1.4.1.2. Kinh nghiém ciia cong ty c6 phan may TS VINA

Cong ty c6 phan may TS VINA [a mét cdng ty hoat dong trong nganh
may mac véi SP chu dao 1a quan & thé thao. Trong nhirng nim qua ngoai
viéc ¢d ging thic day cac hoat dong SXKD, cdng ty da vadang chl trong téi
viéc ddo tao va bdi dudng tay nghé, tao diéu kién cho cdng nhan may di hoc
vathi tuyén nang bac tay nghé.

V¢ hinh thirc d3o tao, hién nay tai cong ty ¢6 phan may TS VINA thi
viéc dao tao cac can bo cdng nhan lam viéc tai xuong may thi § dung
phuong phép d2o tao theo kiéu chi din tai chd, d6 la cac can bo cong nhan
vira quan sat nhitng ngudi chi din vira cé thé thuc hanh ludn cdng viéc, voi
nganh may thi day la phuong phép kha hiéu qua vi s lam cho céc hoc vién
ghi nhé dugc céch 1am viéc nhanh chéng, mang tinh thyc tién vadit ton chi phi
hon. Nhitng nguoi day cdng nhan méi nay thuong la can bo cong nhan trong
ndi bd cdng ty ho |a nhitng nguoi ¢o trinh do tay nghé cao va cd trinh do hiéu
biét nhat dinh vé mat hang may mic ma cong ty dang sin xuat.

Trong quatrinh [am viéc tai cdng ty, do dac thu nganh may mac laludn
cap nhat mau thiét k& maéi, pht hop véi thi hiéu caa nguoi tiéu ding nén cén
bo cdng nhan 1am viéc tai cac phan xudng ciing duoc d&o tao lai tay nghé dé
dé4p ung dugc trinh d6 tay nghé, hay s dugc ddo tao khi céng ty nhap céc
trang thiét bi may moc méi. Bic biét, tai cdng ty con cho can bo cong nhan di
d20 tao khong chi dé hoc hoi kién thirc ma con nang cao tay nghé ciing nhu
bac tho nham cai thién hon niradoi sdng.

Hang nam cong ty trich 1,0% lgi nhuan cho quy dao tao cong nhan
may, vi nguén kinh phi 6n dinh nén cong ty thu hit nhiéu céng nhan may tich
cuc tham giadao tao.

Ngay nay, Do tao duoc coi nhu mot khoan dau tu vao ngudn vén nhan
lyc cua to chirc. Cac nghién ciru cho thay hiéu qua caa nhitng nhan vién méi
duoc o tao ngang bang véi nhirng nhan vién cé kinh nghiém. Bong thoi dao
tao tao ra mdt ngudn nang luc hién tai va twong lai cho té chirc. Ngay cang co
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nhiéu bang ching kinh té chirng to rang viéc dau tu cho Pao tao gan lién Véi
kha nang sinh loi 1au dai va bén viing cho t6 chirc. Néu nhu trudc kia céc
doanh nghiép Viét Nam it chi trong dén dao tao, ho coi chi phi gianh cho dao
tao & chi phi bi cit giam thi nay cac doanh nghiép dang dau tu ngay cang
nhiéu cho ddo tao. Mot sb doanh nghiép cé ciing nganh nghé kinh doanh
trong linh vuc x8y dung da dat duoc nhiéu thanh teu vé van ¢é dao tao ngudn
nhan luc nhu:

1.4.2. Bai hoc kinh nghiém vé d@ao tgo cong nhan may cho Sen Ha

Bai hoc rit ra cho Cong ty C6 phan may Son Ha néi riéng trén co so
nghién ctru kinh nghiém cta cac DN:

Phai coi viéc dao tao NNL ndi chung va dao tao cdng nhan may noi
riéng 1a mot trong nhirng nhiém vy quan trong hang dau dé phét trién chién
lugc SXKD ciacong ty.

Lwa chon phuong phép dao tao pht hop véi tirng di tuong lao dong va
t6 chirc thuc hién co hiéu qua.

Dé tao diéu kién thuan loi cho cdng nhan may duoc d&o tao, cdng ty
nén tao diéu kién ca vé cdng viéc ciing nhu kinh phi d&o tao cho ho, chang
han giam bét khéi lugng cong viéc cua ho trong thoi gian ho di hoc... Néu
|am t6t cong tac ndy tirc 14 cong ty d& sir dung tét yéu t tao dong luc vé tinh
than cho cong nhan may.

Can duy tri va on dinh quy dau tu cho ddo tao: Pé hoan thanh myc tiéu
d20 tao NNL néi chung va dao tao cdng nhan may néi riéng, cong ty can tiép
tuc dau tu kinh phi va co s vat chat thiét bi cho d&o tao. Bong thoi phai xay
dung céc ké hoach phan bé chi tiéu ngudn chi phi déi véi tirng hoat dong caa
d2o tao cong nhan may, tranh nhitng 18ng phi khdng can thiét, mang lai hiéu
qua cao cho d&o tao. Cdng ty ¢ thé bd sung ngudn kinh phi cho d&o tao bing
nhiéu cach nhu tang ti I trich quy d&o tao, phét trién tir loi nhuan hoac bo
sung kinh phi dao tao tir quy phic loi va khen thuong...
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CHUONG 2
THUC TRANG PAO TAO CONG NHAN MAY TAI

CONG TY CO PHAN MAY SON HA

2.1. Nhitng dic diém cha yéu cia Cong ty cd6 phan may Son Ha anh
hwéng dén cdng tac dao tao cdng nhan may
2.1.1. Qué trinh hinh thanh va phat trién ciia Cong ty cé6 phdan may Sen Ha

Tén goi cong ty: Cong ty c6 phan may Son Ha

Tén Tiéng Anh: SonHa Garment Joint Stock Company

Tén giao dich: SonHaCo

Piachi: S6 208 L& L ¢gi — TX Son Tay— Ha Noi

Tel: 84-2433. 832088/ 832089/832673 Fax: 02433.833035

Website: http://www.sonhagmt.com.vn

Email: sonha_gel @sonhagmt.com.vn

Vén diéu 1é: 11.000.000.000 (mudi mot ty dong).

Cong ty C6 phan May Son Hatién than 1a Cong ty May théu XNK Son
Ha duoc thanh 1ap ngay 19/05/1969 ding ky kinh doanh sd 0500 436 556 do
s ké hoach va dau TP Ha Noi cap. Thuc hién C6 phan hda theo Quyét dinh
sd 825/QP-UB cua UBND tinh Ha Tay, ngay 04/04/2003 UBND Tinh Ha
Tay ra quyét dinh s 403/QDP-UB chuyén doanh nghiép nha nuéc Cong ty
May Théu XNK Son Hathanh Cong ty C6 phan may Son Ha

Linh virc kinh doanh: San xuat va kinh doanh cac san phim may mac tiéu

thy noi diavaxuat khau, kinh doanh thiét bi va nguyén phu liéu nganh may.

Hinh thizc kinh doanh: Gia cong xuat khau va FOB

Téng di¢én tich: 32,000 m2

S xwong sdn xuat: 03

S chuyén san xudt: 22

Hién nay cong ty c6 phan May Son Ha cd 5 xudng san xuét véi hon
3000 NLP. Luc lwong cong nhan ki thuat dugc dao tao tay nghé cao, doi ngit
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quan ly cé nang luc chuyén mén dé d¢&p (ng nhu cau ngdy cang cao cua thi
truong. Cac SP cua cong ty da duoc thi truong trong nuéc ua chuong dong
thoi ciing xuat khau ra c&c nuéc trén thé gigi nhu: My, Chau Au, Nhat Ban,
Han Québc va cac thi truong khéc... Ciing gibng nhu cac SP khéc, SP may
mac cua cong ty ludn tudn thu ddng tiéu chuan 1SO 9001-2000 nham d&p (ng
nhu cau ngdy cang cao cua khéch hang ciing nhu dé duy tri va khang dinh vi
tri trén thi truong caa cdng ty.

2.1.2. Co cdu té chirc bg may quan |y ciia cong ty

Dai hoi dong ¢d déng

Hoi dong quan tri ——| Ban kiém soét
\ 4
T. Giam déc
\ 4
PT. Giam déc
v v v v
Céc phong T6 bao vé Ban co dién Céc phan xuong
chic nang san xuat
r~"* Phong tai chinh —ké toan —-» PX1
---* Phong hanh chinh- nhan sy r--» PX2
> Phong thdng ké- kinh doanh L-»| PX3
L--» Phong ky thuat — van hanh o> PX4
. o t--»| PX5
So d6 2.1: Co cau to chirc b§ may cong ty

(Nguén: Phong Hanh chinh nhan s cong ty)

Chu thich: — Quan hé tryc tuyen  ----- » Quan h¢ chuc nang
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Cong ty C6 phan may Son Ha co t6 chac bdo méy quan ly theo mé hinh
truc tuyén —chirc nang. Céc chién lugc, chinh sach duoc hop ban boi Dai hoi
co déng dua ra quyét sach cho Hoi dong quan tri dua xudng giao cu thé ké
hoach cho tirng b phan thuc hién. C6 thé thay voi bo méy té chic quan ly
nhu hién nay cia cong ty khé khoa hoc, cac bo phin chirc nang dugc bé tri tir
cao xudng thap. Chic nang cua tirng phong chuyén mén dwgc phan cdng
nham giai quyét cong viéc thuan loi, dam bao qué trinh san xuat dién ra
thuong xuyén lién tuc, trénh tinh trang gian doan anh huéng toi tién do
SXKD. Céc bo phan ludn co su trao dbi théng tin mot céach kip thoi, chinh
x&c, dé giai quyét cac vudng méc, cac van dé phét sinh trong qué trinh san
xuat. Trong d6, Vian phong cong ty co tréach nhiém théng béo céc sb lidu vé
luc lwong lao dong, muc bién dong vé lao dong dé du phong, chuan bi san
Xuat 1am can cir tham muu dé xuat voi giam dbc trong viéc ky két céc don
hang 1ap ké hoach san xuat cho pht hop ciing nhu 1ap ké hoach d¢&o tao NNL
mot cach kip thoi vahep ly.

2.1.3. Péc diém sin xudt kinh doanh va két qua hogt dgng ciia cong ty

Logi cbng nghé ma cong ty s dung

Trong mot DN, van dé ting nang suat, chat luong SP ¢6 cao hay khdng
déu phu thuoc vao day truyén cong nghé san xuat ra SP d¢6. Tuy nhién, do
diéu kién cu thé cia tirng céng ty ma co thé to chirc quy trinh cong nghé SP
sao cho phil hop. Tir nhitng diéu kién cuaminh, cong ty d&té chic co cu san
xuat theo quy trinh khép kin tir khdu mua nguyén vat liéu dén khau thanh
pham. D&y truyén san xuat duoc thiét ké phi hop véi diéu kién mat bang nha
Xxudng vaquy md san xuit caa cong ty. Do d6, cong ty thuong xuyén té chirc
céc khoa hoc nang cao trinh 6, tay nghé va cap nhat kién thac méi dé NLD
nam virng vathuc hién dang quy trinh sain xuat SP, dat hiéu qua lao dong cao

nhat..



Hién nay, cong ty c6 phan May Son Ha c6 5 Phan xuéng. Cac phan
xudng déu co co cau san xuat thuc hién theo mot quy trinh cdng nghé khép

kin tir khau cit ban thanh pham dén khau thanh pham.

Té Cé.t 1< Giac mau
I
NVL, phu liéu » Céctomay |* Té oo dién
»| TodONg Qo |«
!
Kho thanh pham

So d6 2.2: Quy trinh sin xuét SP chinh
(Nguon: Phong Kj thugt cong ty)

Pi dbi vai viéc nghién ctru &p dung ki thuat, cong nghé tién tién vao
san xuat, cdng ty luén chd trong dén viéc mua méi may moc thiét bi hién dai,
phuc vu qué trinh san xuat, thuc hién cong tac stra chira, bao tri, bao dudng
dinh ky cho méy mac thiét bi.

v Két qua hoat dgng SXKD cia cong ty

Biang 2.1: Két qua hoat dong SXK D ciia cdng ty giai doan 2012 - 2018
(Ponvi tinh: Ty VNB)

L Nam Nam Nam Nam
STT Chitiéu
2015 | 2016 2017 | 2018
Doanh thu ban hang va cung cip
' 132,2 | 120,7 157,0 | 168,00
dich vu
Loi nhuan gop vé ban hang va
. 41,2 51,1 58,0 60,0
cung cap dich vu
Loi nhuan thuan tir hoat dong
_ 18,2 21,4 23,0 26,0
kinh doanh
Loi nhuan khéac 0,2 0,3 0,4 0,4
Loi nhuan trugc thué 197 | 204 253 | 27,2
Loi nhuan sau thué 154 | 151 176 | 184

(Nguon: Phong tai chinh ké toan cong ty)
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Dé phén tich sy bién dong vé két qua hoat dong kinh doanh cua cong ty

gia doan 2015 — 2018 sir dung bang dudi day:

Bang 2.2: Bién ddng két qua hoat déng SXK D ciia cdng ty qua cac nam
(Pon vi tinh: %)

Ty 1€ % chénh léch
STT Chi tiéu Nam Nam Nam
2016/2015 | 2017/2016 | 2018/2017

Doanh thu ban hang va cung cap

1 | -8,7 30,8 7,0
dich vu
Loi nhuan gop vé ban hang va

2 . 24,0 13,4 34
cung cap dich vu
Loi nhuan thuan tir hoat dong

3 . -2 16,6 13,0
kinh doanh
Loi nhuan khac 38,1 20,7 17,1
Loi nhuan trugc thué 3,7 4,2 7.7

6 Loi nhuan sau thué 9,7 41 4,5

(Nguon: Phong ké toan tai chinh cong ty)

Tong doanh thu cua nam 2016 giam so voi 2015 1a 8,7% tuwong ang
11,5 ty ddong. Nam 2017 ting so voi nam 2016 1a 30,8% tuong (ng véi 36,3
ty VND, nam 2018 tang so vai nam 2017 la 7% tuong tng lataing 9 ty VND.
Nhu vay, qua 4 nam tong doanh thu caa cdng ty cd xu huéng ting, giam khéc
nhau.

Loi nhuin sau thué caa cdng ty qua cac nam tir 2015 — 2018 ting tuy
nhién ty 1€ tang, giam khac nhau, nam 2016 so vai nam 2015 la giam 2% %
turon dwong 0,3 ty dong. Nam 2018 so vai 2017 tang 4,5% tuong duong 0,8 ty
dong.

Vay trong thoi gian téi dé khic phuc sy giam sat vakhéi phuc su ting

truong vé doanh thu va loi nhuan sau thué cong ty can tang cudng cac bién
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phép cai thién hoat dong kinh doanh ma trugc hét 1a phét huy duoc noi luc
cua chinh DN, trong d6 d¢& tao NNL c6 kha nang hoan thanh tét hon céc
cdng viéc cua ho déng vai tro quan trong.
2.1.4. Pgc diém nguén nhan luc — cdng nhan may cria cong ty

Ngudn nhan lyc — cdng nhan cdng ty may Son Ha c6 mot sb dic diém
So ban sau:

Tong sd lwong cén bo cong nhan vién [am viéc tai Cong ty CP may Son
Ha ngdy cang tang: nam 2015 la 2100 ngudi va dén nam 2018 da ting 1én
3000 nguoi. S6 luong lao dong cua cdng ty co su bién dong khé 16n. Trong
d6, sb lwgng cdng nhan may chiém s lwgng 1én nam 2015 1a4 1500 nguoi
chiém ty trong 71,4%. Nam 2018 trong tong s6 nhan vién thi cdng nhan méay
chiém 70,3% tuong duong 2100 cong nhan. S6 céng nhan may giam ty 1é so
voi bd phan khéc nhung sd lwong ting 18n nam 2018 so véi 2015 1a1,4 lan.

- Co cau lao d¢ong theo gigi tinh: Cong nhan may cong ty chi yéu lalao
dong nir, cong nhan may nam chiém ty 18 kha nho.

-Cong ty so hitu mot doi ngii lao dong tré tudi (khoang hon 80% sb lao
dong co tudi doi dudi 40).

-Co ciu lao dong theo trinh d¢6 chuyén mén: S6 luong lao dong phéd
théng chua quadao tao chiém ty trong khalsn
2.2. Phan tich thyc trang dao tao cdng nhan may cia Cong ty co phan
may Son Ha
2.2.1. Thuc trang xac dinh nhu ciu dao tao
2.2.1.1. Co s¢ xac dinh nhu c4u dao tao

Viéc xéc dinh nhu cau ddo tao cua cdng ty dugc thuc hién nhu sau:

Phong hanh chinh nhan s s5 dwa vao viéc phan tich té chirc, phan tich
cdng viéc, phan tich ca nhan dé 1am co s cho cong ty ra quyét dinh, cu thé

nhu sau:
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v Phan tich t6 chirc

Cung véi chién lugc tiép tuc x8y dung va phét trién cong ty phan diu
tre thanh mot don vi hang dau trong linh vec may mic, dic biét 1a may xuét
khau, tich cuc tim kiém co hoi dé khai thac va cong ty Ion manh hang dau ca
nudce trong linh viec may mac trong nudc, trong khu vuc. Nb luc phét trién vi
sr hai long cua khéach hang, gép phan vao sy thinh vueong caa Viét Nam va
khu vuc bang nhitng san pham chiat lugng uy tin phuc vu cudc sdng caa con
nguoi. POi hoi cdng ty May Son Ha s& phai md rong san xuat déng thoi mua
sim trang thiét bj hién dai ca vé s luong 1an chit luong. Du kién sang nam
2019, cdng ty s dau thau vaky hop dong véi nhirng hop dong quy mé 16n, sd
lwgng can bo nhan vién tang 1én vaéi hon 30 cac loai may, wu tién trang bi
nhitng may mac hién dai, cuong do 1am viéc cao, nguon hang tir My, Nhat va
nhitng thanh tyu khoa hoc cdng nghé khac cua thoi dai. Nhu vay, nhu cau
nhan luc caa cdng ty ting nhanh 1am cho nhu cau d&o tao ciing tang theo.

Bén canh d6 la dao tao luc luong cdng nhan may vién tré tai céng ty.
C6 80% sb lao dong ¢o tudi doi dudi 40. Piéu nay cho thdy nhan lec caa cong
ty can phai dugc dao tao dé tiép sac va phuc vu cho sy nghiép hién tai va sau
nay cua cong ty.

Lanh dao cdng ty ludn khuyén khich cén bo cong nhan, dac biét 1a cdng
nhan may tham gia hoc tap, d¢&o tao d¢é nang cao kién thirc, ki nang 1am viéc,
nén phong hanh chinh nhan s rat nhiét tinh phdi hop véi céc phong ban trong
viéc x&c dinh nhu ciu d&o tao cho chuan x&c.

v Phan tich cdng viéc

Can cir vao phan tich cong viéc 1am co s& cho viéc hd trg xac dinh nhu
cau dao tao cho cong ty, phong HCNS &4 sir dung ban yéu cau d6i véi nguoi

thue hién cdng viéc dé x&c dinh nhu cau do tao cua vi tri cdng nhan may.
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Dua vao ban phéan tich cong viéc cua cong nhan may, tiéu chuan cip
bac cong nhan may, nhitng kién thirc va ky nang can thiét cho cong viéc dam
nhan. Néu céng nhan ndo chua ddp tng du vé trinh d6 tay nghé theo ban yéu
cau thi cong ty can dao tao dé bu dip nhitng kién thirc can thiét, nang cao tay
nghé, qua d6 cong nhan may s& ¢o thé thyc hién tét cong viéc cua minh hon
ntra.

v Phén tich ca nhan

Ngoai viéc diravao hd so canhan cia cdng nhan may dé lay thdng tin
vé trinh d¢, kinh nghiém kha nang thuc hién céng viéc. Cén bo phu tréch ¢ao
tao con dua vao bang tong két phan tich nhan vién cua cong ty dé tim ra
nhitng kién thirc, ki nang con thiéu sét cua ho va phét huy nhirng mit tich cuc
ma ho dat duoc.

Hang nam, cong ty d¢éu phét cho mdi cdng nhan vién ban d¢anh gid nhan
vién. Qua d6 cdng nhan vién ty danh gid va cén bo phu trach s3 tong hop lai
ban danh gia nhan vién caa bo phan minh réi trinh 18n can bo nhan sy. Cén bo
nhan sy phu tréch viéc ¢anh gia nhan vién s3 phan tich vatong két lai thanh
bang tong két phan tich nhan vién.

Qua bang tong két phan tich nhan vién, ta co thé thiy duoc nhitng ky
nang va kién thac ma nhan vién con thiéu, tir d6 c6 thé xéac dinh dugc nhu cau
dao tao mot cach hop ly. Pay 1atai liéu hiru ich nhat gitp cho cong ty co thé
xéc dinh duoc nhu ciu d& tao mot céch chinh xéc cho cong tac dao tao tai
cong ty.
2.2.1.2. Xac dinh nhu cdu dao tgo cho cong nhan

Viéc xéc dinh nhu cau dao tao cua cdng ty dugc thuc hién nhu sau:

Vo thang 1 hang nam, phan xudng, chuyén san xuét trong cong ty s
xéc dinh nhu cau d¢ao tao cdng nhan minh caa don vi minh dya vao ké hoach

san xuat kinh doanh, tinh hinh luc lwgng lao dong thuc té... sau d6 gai danh
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sach cac cong nhan ciu dao tao |én van phong cong ty.

Vian phong cong ty s tap hop tat ca cac nhu cau ddo tao dé lap ké
hoach ¢&o tao bao gom: noi dung do tao, sd luong, thoi gian, diadiém, kinh
phi dao tao, lya chon gido vién...trinh gidm déc phé duyét, sau d¢6 s3 tién
hanh viéc t6 chirc, thuc hién c&c chuong trinh d&o tao hop ly vakip thoi. Nhin
chung, nhu cau dao tao tai cong ty d& duoc cin cir trén cac ngudn rd rang tao
diéu kién thuan loi cho viéc thuc hién céc budc tiép theo cua quy trinh dao
tao.

Bang 2.3: Nhu ciu dao tao cia cong nhan cong ty giao doan 2015 — 2018
(Pon vi tinh: Nguoi)

Nam 2015 Nam 2016 Nam 2017 Nam 2018

TT | B§ phan SL Ty 1€ SL |Tylé| SL |Tyle| SL |Tylé

(Nguoi)| (%) |(Nguoi)| (%) |(Nguoi)| (%) |(Nguoi)| (%)
Bo phan

1 111 | 235 | 126 | 229 | 131 | 222 | 144 | 218
khéc
Cong nhan

2 359 | 76,5 | 424 | 771 | 459 | 778 | 516 | 78,2
may

Tong 470 100 550 | 100 | 590 | 100 | 660 | 100

(Ngusn: Phong HCNS cong ty)

Nhu cau d&o tao cua cong ty qua c&c nam ¢ xu huéng tiang tir 470
ngudi nam 2015 |én 660 nguodi nam 2018. Trong do, chu yéu 1a ddo tao cho
d6i twong cdng nhan may chiém ty & cao nam 2018 ty 1& cong nhan may 1a
78,2% tuong dwong 516 ngudi. Nhu ciu dao tao véi cdng nhan may qua cac
nam déu tang vé quy md va sb lugng.. Diéu ndy subt phét tir dac diém la cong
nhan khi tuyén dung la d6i tugng chua qua ddo tao vi vay dé ho thich nghi

duoc voi day truyén san xuit cong ty can dau tu ddo tao nghé cho ho, hoic
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khi thuc hién chuyén giao ma hang méi cong ty ciing can té chirc huin luyén
ho.

Theo danh gia cua téc gia vé cong tac xéac dinh nhu cau d&o tao va phd
bién nhu ciu do tao cua cdng ty théng qua phiéu diéu tra bang bang hoi, thu
duoc két qua nhu sau:

Khao sét cia téc gia vé xac dinh nhu cau do tao tai cdng nhan may thu
vé két qua nhu sau:

Bang 2.4: Két qua khio sat vé xac dinh nhu cau dao tao cdng nhan may cong
ty C6 phan may Son Ha
(Pon vi: Nguoi; %)

Cau hoi: Cong viéc xé&c dinh nhu cau do tai don vi anh/chi dugc xé&c dinh:
. Thwong
Phwong an Tong R Khong thwong xuyén
Xuyén
S6 nguoi dugc khaosat | 250 22 228
Ty 1€ (%) 100 9 91

(Ngusn: Khdo sat cia tac gid)

Két qua khao sét cho thdy trong sd 250 phiéu hop & duoc hoi thi c6
91% twong duong 228 nguoi cho riang cdng tac xéc dinh nhu cau dao tao tai
céc don vj trong cdng ty duoc tién hanh khdng thuong xuyén. Nhu vy, cong
viéc xé&c dinh nhu cau dao tao luén dugc quan tdm cho phll chua thuc sy 1am
hai long nguoi lao dong tai cdng ty.

Nhu vy, cdng ty can d¢ay manh hon nita viéc phd bién cac nhu cau dao
tao toi tirng nguoi lao dong ké ca viéc dinh huéng phét trién nghé nghiép
trong tuong lai cho ho dé nguoi lao dong chu dong hon tim hiéu phuong thirc
cap nhat kién thirc mai cho phi hop véi cdng viéc trong twong lai gitp ho c6

nén tang hoadn thanh tét cac nhiém vu duoc giao trong tuong lai.
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2.2.2. Thuc trang lap ké hoach dao tgo

Vv Xac dinh muc tiéu dao tgo

Vi mdi loai nhu cau ddo tao khéc nhau, céng ty c6 nhirng muc tiéu
dao tao twong urng vard rang nham tao thuan loi cho viéc té chirc thuc hién va
dénh gia sau dao tao. Nhirng nam vira qua, bé phan chiu tréch nhiém vé cong
téc d2o tao va phét trién da thuc hién tét cong tac xac dinh muc tiéu ddo tao
ca trong ngan vatrung han. Céc thdng béo vé khoa hoc duoc gui dén cho céac
phan xudng day du: tén khoé hoc, sb luong nguoi du kién dao tao, thoi gian,
diadiém dy kién dao tao, muc tiéu ddo tao 1ass cung cap nhitng kién thirc, k§y

nang gi, d6i tuong theo hoc laai, trinh 6 nhu thé ndo...?

N
Ja g 11

Vi du nhu trong khoa hoc vé “Nang cao trinh ¢ cbng nhan may bac 4
tai c&c phan xuong cua cong ty” thi phai théng bdo ré muc tiéu dao tao la
cung cap c&c phuong phép, cac ky nang may cho cong nhan may bac 4, phan
cdng cong viéc, tao dong luc cho cdng nhan may tai c&c phan xuong..., ddi
tugng tham gia khda hoc la cac cong nhan may bac 4 tai cac phan xudong.

Béang 2.5: Bang muc tiéu va thoi gian thwc hién muc tiéu dao tao cia cong ty

P6i | Cécloai hinh | Thai gian s
Muc tiéu dao tao

twong dao tao hoan thanh
Hang nam
- D30 tao nang (thang 6 & [100% dat y&u ciu nang bac
on
"9 lhac théng 12)
nhan , — N
el _ . Nam virng dugc kien thirc va ky nang
trwc tiéppao tao maoi Hang nam _ .
i sau khi duogc duoc dao tao
san xuat|__ § : § : _
Dao tao an toan ] Sau khi dugc dao tao, giam thiéu
Quy 111/2018 .. . _
lao dong dugc toi daso vu tal nan lao dong

(Ngusn: Phong hanh chinh nhan s cong ty)
O mdi chuong trinh do tao, cdng ty déu dit ra nhitng yéu cau, muc

tiéu cu thé twong tng trong mdi nodi dung dado tao. Viéc dit ra muc tiéu mot
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céch r6 rang, cu thé cho tirng ddi twgng va &p dung cho tirng loai hinh d¢&o tao
gitp cho viéc danh gia két qua d¢&o tao sau ndy dugc dé dang, thuan loi, khach
quan, cdng bang va minh bach. ong thoi, qua d6 khéng nhirng nha quan 1y,
t6 chirc ddo tao c6 thé danh gid, chinh xéc, khach quan, ma ngay chinh cac
hoc vién, NLD ciing c6 thé ty danh gia dugc trinh 6 chuyén mén, k§ thuat
cua minh dé rdi tir d6 phan du, nd luc dé dat dugc mic d6 theo yéu cau, muc
tiéu dat ra.

v Thuec trang lwa chen déi twong dao tao

Sau khi x&c dinh dugc nhu ciu do tao, chi tiéu dao tao dugc phan bd
cho cé&c don vi, quy dinh ré cho tirng cap d&o tao, hoi dong tuyén chon do
gidm dbc cong ty 1am chu tich tién hanh lya chon d6i twgng ddo tao. Hoi ddng
S8 xem xét ki yéu cau caa viéc bd tri, sip xép lao dong ¢é d¢am bao nhiém vu
va khéng anh huong dén qua trinh SXKD cua cdng ty, dong thoi phai chon
daung d6i tuong can tién hanh dao tao.Viéc lya chon ddi twong dao tao, cong
ty can ci vao hd so NLD vatrinh do chuyén mén nghiép vu hién tai caa ho dé
x&c dinh xem ai con thiéu bang cap, ching chi, chuy@n mén thi xét vao dién
dao tao. Bong thoi phai cin cir phi hop véi muc tiéu, ndi dung caa khoa dao
tao; trinh do va kha nang hoc tap cua NLD; Nhu ciu, dong co d& tao caa
NLB; Tac dung ciadao tao vai NLD...

Tiéu chuan lya chon d6i twgng ddo tao ddi voi déi cong nhan may

Thi nang bac céng nhan: moét nam mét 1an cdng ty to chic cho cdng
nhan may thi nang bac. Pdi tugng 1a cdng nhan may trong tat ca céc to caa
xudng dén ky han, co kha nang hoan thanh tét nhiém vu ¢ bac chuyén mén
cao hon theo quy dinh duoc Hoi dong xét duyét vatd chirc thi nang bac.

DPao tao méi: Do tinh hinh kinh doanh mot s céng nhan may duoc
tuyén mai nén Cong ty s& t6 chic dao tao méi nhitng nguoi ndy, dé dam bao

ho c6 thé hoan thanh cong viéc dugc giao.
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Pao tao sir dung trang thiét bi, may méc méi: Ap dung cho cong nhan,
céc t6 truong khi Cong ty c6 nhap loai may mac, thiét bi cdng nghé méi, hoic
nhan c&c ma hang véi quy cach méi nhirng ngudi van hanh cac loai may maoc
thiét bi ndy s thudc dién xét duyét dé di dao tao theo hop ddng chuyén giao
cdng nghé hoic st bd tri huéng dan truéc khi nhap céc loai méy mac thiét bi
nay.

Pao tao an todn lao dong, phong chéng chdy né: Hang nam Cong ty
déu t6 chirc cac khda huan luyén vé an toan lao dong, phong chéng chéy nd
cho toan bo cdng nhan.

Bang 2.6: Thuec té sb cdng nhan may dwec dao tao cia cong ty qua cac nim
(Pon vi tinh: Nguoi,%)

Nam Nam Nam Nam

2015 2016 2017 2018

Nhu cau (Nguoi) 470 550 590 660
Thuc té(Nguoi) 404 484 525 581
Ty 1& (%) 86 88 89 88

(Ngusn: Phong HCNS cong ty)

Hién nay, nhu cau dao tao cua cdng nhan may cong ty luén lubn cao
hon s luong dugc ddo tao thuc té. Nguyén nhan do hoat dong kinh doanh
cua cdng ty ngdy cang duoc ma rong va phét trién nén viéc diéu dong nguoi
di hoc ciing teong déi khé khin, mot sb ngudi phai & lai 1am viéc dé dam bao
hoat dong SXKD dién rabinh thuong.

Cong ty ludn chu trong d&o tao nang cao trinh d6, ki nang tay nghé cho
cdng nhan may tai c&c phan xudéng (ddp wng nhu cau khoang 86% - 89%).
Nguyén nhan caa hién twong ndy 1a do cdng ty chuyén vé san xuat do d6 sb
cong nhan may chiém da s, nhu cau ddo tao bo phan ndy ciing 16n. Mat khac,

cdng nhan may can dugc quan tam dao tao boi ho 1& ngudi truc tiép san xuat
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Xuat cao hon.
Két qua khao sa 250 cdng nhan may cong ty truc tiép sin xuat trong
cdng ty vé tan suat cua cac khda dao tao cho két qua ¢ bang sau
Biang 2.7: Két qua khao sat vé tan suat tham gia cac khéa dao tao caa

cdng nhan may cong ty

_ Cong nhan may
Noi dung ] :
So lwgng (Nguwori) Ty 1€ (%)
1. Thuong xuyén 204 81,7
2. Khong thuong xuyén 46 18,3
Tong 250 100

(Nguon: Khdo sat cia tac gid)

N6i chung, viéc lua chon ddi twgng ddo tao cua Cong ty duoc x&c dinh
tiéu chuan cu thé cho tirng déi tugng dao tao. Viéc xéc dinh tiéu chuan dao
tao gitp cho Coéng ty cd thé lya chon d6i twong ddo tao ding din. Tuy nhién
viéc lya chon ddi twong ddo tao cua cong ty con mang tinh chung chung.
Nhiéu khéa hoc dugc to chic co sy tham gia cua ca nhitng NLD méi tham
gia cong ty, NLD dalam viéc [au nam va nhitng NLD da ting dugc dao tao
maot 1an khda hoc ndy. Mot 16p hoc ton tai tinh than hoc tap khéc nhau, trinh
d6 chénh léch nhau va muc tiéu hoc tap khac nhau s2 khéng tranh khoi sy
léch pha trong hoc tap. Nhitng ton tai ndy s& anh huong khéng nho dén hiéu
qua chuong trinh dao tao macong ty to chirc.

Bén canh do, van con nhirng dbi tugng chua dugc tham gia mot khoa
hoc dao tao nao trong qua trinh lam viéc tai cong ty, theo khao sét cuatéc gia
c6 khoang 1,6 cong nhan may chua duoc tham gia dao tao. Vi vay cong ty

can ¢ chinh sach ra soét déi twong vatao diéu kién dé nguoi lao dong co thé
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c6 co hoi tham gia huan luyén trong qua trinh cong tac tai cong ty dé ho phan
khaoi hon trong cong téc caa minh.

v/ Kinh phi dao teo

Kinh phi ¢&o tao do can bo chuyén tréch vé d&o tao dy tinh, nguén kinh
phi d¢&o tao 1a do cong ty trich tir doanh thu dé chi cho hoat dong d2o tao va
hach toan vao chi phi. Céng ty khéng c6 quy cho hoat dong dao tao. Théng
thuong chuyén vién dao tao g 1ap ban chi phi dao tao duatrén viéc xac dinh
nhu cau dao tao tir cac bd phan vakeé hoach dao tao cua tir phan xuang.

Ddi voi tat ca cac chuong trinh d¢&o tao do cong ty té chirc, cong ty chiu
hoan toan chi phi do ¢6

Hang nam, cong ty du tri kinh phi ¢2o tao bang cach:

Pao tgo mai: thi can c vao quy dinh ciiacong ty vé viéc tra luong cho
cén bo kiém chirc va chi phi tién luong cho cong nhan trong thoi gian di hoc

Dao tao nang bdc, An toan lao dong: cong ty lién hé véi cac truong
chinh quy, céc gido vién vé day tai cong ty dé du tinh chi phi d2o tao can
thiét.

Bang 2.8: Tinh hinh sir dung kinh phi dao tao caa cong ty qua cac nam

STT Chi tiéy PVT Nam Nam Nam Nam
! 2015 |2016| 2017 | 2018
Chi phi dd@o taoké |_ .,
1 PN A0 ROKE | rieuddng 7012 8265 8881 | 9745
hoach
hi phi dao tao thuc
o [ChP 'df‘ef’ BOMNC Tieudong 6908 8155 8878 | 928.1
3 | Tinhhinhsidung | % 985 | 987 | 992 @ 995
A N hA
g ocongnhanmay oo 404 | 484 | 525 | 581
thuc té duogc dao tao
5 Chi E)hl daotaoAblnth@u dong/ 171 173 172 178
quan 01 lao dong | lugt nguoi

(Nguon: Phong HCNS cong ty)
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Hién nay, kinh phi ¢o tao cia cong ty nhin chung 6n dinh nhung chua
cao do d6 hang niam cong ty phai sir dung hau nhu toan bo va tinh hinh sir
dung ngay cang dat tGi con sb tdi da kinh phi d&o tao. Piéu ndy ciing cho thay
nhu cau do tao caa NLD trong cdng ty hang nam lakha cao. Chi phi dao tao
binh quan nam 2015 tiang tir 1,71 triéu dong Ién 1,78 triéu ddong/nguoi (tang
4,09%) cho thay dao tao cdng nhan may dang tirng budc duoc sy quan tam
cua ban 1&nh dao Cong ty. Thoi gian téi cdng ty can chd trong van dé can
bing gitta nhu cau ddo tao vakinh phi d¢&o tao.

Bing 2.9: Nguon kinh phi NLD tham gia d4o tao nam 2018

Cong nhan may

STT Tiéu chi SL (ngwoi) | Ty 1€ (%)
1 |Coéngty chi tra toan bo 224 89.4
2 [Cong ty chi tra mot phan 26 10,6
Tong 250 100

(Nguon: Khdo sat cia tac gid)

Pa phan chi phi dao tao 1a do cong ty chi tra toan bo, ddi véi NLD
tham gia c&c khoda hoc bén ngod ma nhu ciu ddo tao phu hop véi nhu cau sir
dung cua cong ty thi cdng ty chi tra mot phan, con lai ban than NLD ty y di
nang cao trinh d6 véi viéc tham gia cac 16p hoc bén ngodi thi chi co 5% sb
ngudi quan |y cho biét 1a ho phai tu chi tra kinh phi d&o tao. Pay ciing la tin
hiéu cho thiy sy quan tam cua cdng ty nhung ciing s3 1a ganh ning vé mat tai
chinh ddi voi cong ty trong diéu kién kho khian nhu hién nay. Vay cong ty nén
tim céch kich thich ban than nguoi lao dong tu tim kiém co hoi hoc tap thong
qua céc chuong trinh hoc béng hoc chu dong hon trong qua trinh phét trién
nang luc ban than caa ho, cdng ty s3 hd tro vé mit thoi gian.

\V/ Lwa chgn gido vién dao teo
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Poi ngii gido vién giang day gom co6 2 thanh phan: gido vién trong bién
ché cong ty va gido vién ngoai cong ty.

Bang 2.10: Trinh @9 gi&o vién giang day tai cdng ty hién nay
(Pon vi: Nguoi)

Noi dung Giaovién trong | Gido vién thué
bién ché cong ty ngoai

S6 lugng 50 10

Trinh do Trén Dai hoc 0 2
Dai hoc, Cao dang 16 8
Trung cap so cap 25 0
Pho théng 9 0

Giao vién c6 Chang chi se pham 0 10

Kinh Tur 1-3 nam 9

nghiém Tu 3—5nam 26 4

giangday | Trén nim nim 15

(Ngusn: Phong HCNS cong ty)

Giao vién la nguoi lao dong cua cong ty: dam nhiém viéc giang day
theo hinh thirc dao tao trong cong viéc. Cong ty s8 lua chon cac lao dong cb
kinh nghiém, chuyén mén, tay nghé cao trong cong ty, cac tho bac cao co
kinh nghiém lam viéc... dé nhan nhiém vu giang day ndy. Gi&o vién 1a nhan
vién trong cong ty chiém s6 lugng luén toi 50 nguoi. Tuy nhién trinh d6
chuyén moén chua cao, chua c6 chirng chi su pham, dao tao day chi la tay
ngang dugc sip xép song song cuing cdng viéc hién tai dang dam nhiém trong
cdng ty. Poi ngil gido vién ndy ciing S5 duoc lya chon va sip xép hop 1y voi
tirng cOng tac dao tao va pht hop véi diéu kién 1am viéc dé tranh anh huong
dén cong viéc chung.

Giéo vién khdng phdi la phai la lao dong cua cong ty: 1a cac giang vién
tai cac truong chinh quy ma cong ty lién két dao tao cdng nhan vién cua
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minh. Thanh phian ndy duoc lva chon dé giang day véi hinh thirc ddo tao
ngoai cong viéc. CONg ty rat quan tam tgi viéc chon lya céc truong do tao co
uy tin, chat lwong, co d6i ngi gido vién am hiéu kién thac va trinh do su
pham cao. Bdng thoi, cdng ty ciing chi Y téi viéc chon truong tao diéu kién
thuan loi cho viéc di lai, hoc tap cha NLD va chi phi dao tao phu hop.

Mot sb don vi da duogc cong ty lién két dao tao trong dia ban thanh
phé nhu: trudng CP nghé Cong nghiép Dét May, trung tdm Huan luyén vé
An toan lao dong thudc bo 1ao ddong thuong binh — Xa hoi

Theo két qua khao st caatéc gia vé kién tharc chuyén mén va kha nang
truyén dat caa cac gido vién tham gia cac khoa ddo tao nhan dugc két qua
phan anh nhu sau:

Bing 2.11: Panh gia ciaa cdng nhan may vé kién thirc chuyén mén va kha ning
truyén dat ciia gido vién dao tao nam 2018

Lao ddng truc tiép
Chi tiéu S6 lwong (Nguoi) Ty & (%)
1. Tot 92 36,84
2. Binh thuong 114 45.48
3. Kém 28 11.31
4. Rat kém 16 6.37
Tong 250 100

(Nguon: Khdo sat cia tac gid)

Qua két qua khao sét cho thay, da phan nguoi lao dong cho rang kién
thirc chuy@én mon va kha nang truyén dat cua gido vién 1a binh thuong, nhiéu
y kién cho rang kém va rat kém. Thuc té trong nhirng nam gan day, céng tac
chon lya gido vién caa cdng ty May Son Ha latan dung duoc ngudn lao dong
c6 kinh nghiém, tay nghé cao dé giang day phan thuc hanh sét véi thyc té. Do
khdng dugc d2o tao nghiép vu su pham nén kha niang giang day, truyén dat
cua gido vién chua that vitng vang, kho ¢ thé mang lai cho hoc vién tham
gia nhirng kién thirc chuy@n mén cap nhat va sau rong hon. Thém vao do, céac
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gido vién la cac Cong nhan may bac cao nhiéu kinh nghiém phu ttrasch cac
khau quan trong hoac can b quan ly caa cdng ty dang ban ron véi cac cong
viéc hién tai nén viéc sip xép gido vién giang day gap rat nhiéu kho khan,
Diéu ndy ciing 1am giam hiéu qua caa dao tao cdng nhan may cua cdng ty.

v Thuc trang co s¢ Vit chdt trang thiét bi phuc vu cho dao tgo

DPé d¢am bao cho cdng téc day va hoc cua gido vién va hoc vién trong
cdng ty, ban lanh dao cbng ty ciing nhu bd phan dam nhiém dao tao da chu
trong vao viéc dau tu co sd vat chat, trang thiét bi phuc vu do tao, vé co ban
la dép irng dugc va phu hop véi cac khda dao tao. Vai khda dao tao ngay tai
cong ty cho NLB: C6 mét phong 16n, trang bi bang, bat, ban ghé, méay vi
tinh, méy chiéu...Riéng véi dao tao cdng nhan may méi c&c phan xuong co
trang bi may moc can thiét cho cong nhan cé diéu kién thuc hanh 1a may may
dién.

Tuy nhién céc phong hoc d cii, thiét bi con so sai, phong hoc tap trung
chi co tai van phong cong ty, dé hoc tap tai cac phan xudéng tap trung déng
ngudi thi chi don thuan chuan bi ban ghé, phan, bang va micro, méy may dé
giang day va thuc hanh. Théng qua khao sét két qua thu duoc dé danh gia vé
co ban la binh thuong.

Bang 2.12: K ét qua khao sat vé co' so' vat chat phuc vu dao tao

Lao dong tructiép
STT Tiéu chi _ _
So lwgng (nguoi) | Ty € (%)
1 | Tét 42 16,91
2 Binh thuong 147 58,87
3 Kém 53 21,06
4 | Ratkém 8 3,16
Tong 250 100

(Nguén: Khdo sat cia tac gid)



50

Qua két qua trén dat ra cho cong ty nhiém vu can tap trung kinh phi dé
dau tu trang thiét bi, phong hoc dé nang cao hiéu qua dao tao NNL.

v/ Thuc trang xa@y dung ngi dung chuong trinh dao teo va lua chon
phwong phap dao tgo

- Thuc trang xay ding néi dung churong trinh dao tao

Viéc xay dung ndi dung dao tao, gido tridnh girng day cua céng ty ludn
hudng téi viéc dam bao chit lwgng ciing nhu pht hop véi nhu cau dao tao,
muc dich ddo tao vaddi tuong dao tao.

Vi du khi dao tao nang bac cho céng nhan mai chua cd kinh nghiém
chua biét may trong giang day 1y thuyét s3 gidi thiéu vé nghé may, dic diém
cia may may, cac bd phan may may, cac loai duong may co ban. cac bo phan
cua trang phuc... Trong truc hanh s huéng dan cho cdng nhan méi nhitng
loai dudng may co ban dé cong nhan thie hanh valam quen véi may may.

Noi dung cac chuong trinh do tao duoc tién hanh lya chon ki cang va
ludn dam bao sy phdi hop gitta ly thuyét va thuc hanh, yéu cau phi hop Vi
thuc t&¢ SXKD caa cong ty nham l1am cho ngudi hoc tiép thu va van dung
nhanh chong, hiéu qua vao thyc té sau do tao.

Bang 2.13: Panh gia ciia cdng nhan may vé ngi dung dwgc dao tao

_ Cong nhan may
Chitiéu .
SL (ngwot) Ty 1€ (%)
1. Hoan toan phu hop 187 74,4
2. Phu hgp mot phan 46 18,27
3. Khéng lién quan dén cong viéc 17 7,03
Tong 250 100

(Nguon: Khdo sat cia tac gid)
Theo 5 liéu khao sat cuatéac gia thi con 7,03% cong nhan may cho biét
nhitng gi ho hoc khéng lién quan dén cdng viéc cua ho. Day thuc sy 1a mot
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van dé dang luu y trong viéc x8y dung noi dung c&c khda huan luyén nguoi
lao @ong cua cong ty.

- Thuc trang lwa chon phuwong phap dao tao

Niam bat va tuan tha cac phuong phép ddo tao co ban song cong ty co
nhitng chon loc va van dung phl hop véi tinh hinh san xuat kinh doanh tirng
thoi ky.

- Pao tgo cdng nhan mai: thuong dugc cdng ty &p dung véi cac cong
nhan méi chu yéu véi nhitng hinh thirc cu thé nhu ma 16p hoc ly thuyét va
thuc hanh, bén canh d6 1a kém cap, hoc nghé, chi din céng viéc. Nhing lao
dong lanh nghé, c6 kinh nghiém s& huéng din nhung cdng nhan meéi, chua co
tay nghé cao thuc hién céc cdng viéc cu thé.

Dao tao nang bdc cong nhan: Cong ty mo cac |ép dao tao nang bac tay
nghé ky thuat cong nhan may tai cong ty va moi c&c giang vién tai céc trung
tam day nghé uy tin vé may vé d&o tao vé ca ly thuyét va thuc hanh, ngoai ra
con 6 mot sb gido vién huéng dan thuc hanh 1a cdng nhan co tay nghé bac
cao huéng dan.

Do dic diém san xuét kinh doanh nganh may nén viéc ké&m cap, chi bao
trén thyc té cong viéc 1a hét sic quan trong. Nam duoc diéu ndy, ty trong caa
phuong phédp ndy ting qua cac nam (nam 2015 chiém 72,4% dén nam 2018
datang Ién 79,54%).

Bén canh m¢ cac 16p tai doanh nghiép, cdng ty cd céc [ép hoc canh
doanh nghiép, cir nguoi di hoc ¢ céc truong chinh quy, hai phuong phdp nay
cO xu huéng giam trong 4 nam qua. Cac khod hoc tai trung tam day nghé caa
cong ty va viéc cir nguoi téi céc trudng chinh quy dé hoc tap dabi cat giam,
nguyén nhan chinh ciing vi cdng ty thoi gian gan day cong ty tiét kiém chi phi
d2o tao thay bing viéc cr nguoi di d&o tao thi cdng ty moi giang vién vé
giang day. Mat khéc, dé ddp tng duoc tién d6 cong viéc tai cong ty ciing nhu
dam bao tinh hinh hoat dong san xuat khéng bi gian doan, lai cd thé tiét kiem
thoi gian, chi phi, cong ty d& quyét dinh giam cac khod hoc ngodi cong viéc
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nén cong ty duy tri va phét trién viéc kém cap, chi bao cong viéc nhu d& néu
trén.

CO6 thé noi, cac phuong phép d&o tao caacong ty [ahop 1y, b sung day
du ca kién thac ly thuyét 13n thuc hanh do d6 dat hiéu qua ceo, can b cong
nhan vién thuc hién tét hon cdng viéc caaminh sau khi dugc d2o tao.

2.2.3. Thuc trang té chiic theec hién ké hoach dao tgo

Phong HCNS co tréch nhiém chinh trong viéc dao tao cdng nhan may
trong cong ty, phéi hop véi phong Ké toan tai chinh cling véi cac phan xuang
t6 chirc thuc hién ké hoach dao tao.

Cac 16p dao tao dugc chia thanh tirng thang quy trong nam tuy thudc
vao ké hoach thi nang bac tirng nam va sb lwgng cdng nhan méi tuyén vao
chua cé tay nghé can duogc do tao.

Trugc mdi khda ddo tao Truang phong HCNS s3 gui théng béo vé céac
phan xudéng dé nghi trudng cac xudng, c&c truyén Iap danh sach cong nhan
can tham gia &0 tao. Danh sach sau khi duogc thu thap s& duoc ra soét lai mot
lan niradé trinh [én Tong giam doc ky phé duyét chi kinh phi dao tao.

Sau khi xin duogc kinh phi d&o tao va co quyét dinh caa Tong gidm déc,
nhan vién phu tréch cong tac ddo tao caa phong HCN'S s lién hé t6 chuc 16p,
guri thdng bé&o vé cho nhitng cdng nhan tham gia ddo tao thoi gian cy thé s3
duoc thong béo truéc dé cong nhan sip xép tham gia do tao.

Bén canh d6 nguoi phu tréch s3 sip xép phong do tao ly thuyét, chuan
bi nhan luc kem cap dao tao thuc hanh.

Sau khi khoa dao tao két thic ngudi phu tréch d¢&o tao s8 tong hop két
qua caa khda hoc dé 1am béo céo trinh Téng giam ddc.

2.2.4. Thuc trang danh gié két qud dao tgo

Vv S lirong dao tao

Két qua d¢ao tao cong nhan May trong giai doan 2015 — 2018 dugc thé
hién qua bang sau:
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Bing 2.14: Panh gia két qua qua sb lwong cong nhan may dao tao giai doan
2015 - 2018

Nam Nam Nam Nam
2015 | 2016 | 2017 | 2018

TT Chitiéu bVT

S6 lwong nguoi dwec _
1| . ) Nguoi | 404 | 484 | 525 | 581
dao tao. Trong do:

1.1| DPao tao méi Nguoi 112 126 115 119

bao tao nang bic tay _
1.2 . Nguoi 292 358 410 462
nghe ky thuat

Tong chi phi cho dao

2 ] Trd 690,8 | 815,5 | 887,8 | 928.1
tao. Trong do:

2.1 | Chi phi déo tao mai Trd 435,6 | 524,4 | 545,7 | 570,3
Chi phi dao tao nang

2.2 Trd 2852 | 201,1 | 342,1 | 3578
bac
Chi phi dado tao BQ/ _

3 _ Trd/nguoi | 1,71 1,73 1,72 1,78
nguol

(Ngusn: Phong HCNS cong ty)

Trong thoi gian qua, quy md d¢o tao qua cac nam co s bién dong song
sd lwong nguoi duoc cir di d&o tao hang nam caa cdng ty chua lon. Mat khéc
gquy md kinh phi chi cho dao tao va chi phi dao tao binh quan cho mot nguoi
duoc cir di hoc ciing ngay cang tang, chi phi dao tao ngoai céng viéc lubn cao
hon so véi chi phi d¢au tu ddo tao trong cdng viéc. Piéu ndy cho thay cong ty
d& c6 nhirng quan tAm ddng muc va lya chon phuong phép dao tao tiét kiem
chi phi ¢&o tao cho cong ty. Song bén canh do6, ta ciing thy chi phi ¢&o tao di
c0 tang song tang véi tdc do rat cham va chi phi dao tao binh quan/ nguoi con
thap.

Cong ty lubn cha trong téi muc tiéu dao tao nadng cao nghiép vu cho
nguoi lao dong, két qua thong ké thu dugc nhu sau:




Bing 2.15: S6 lweng cac |6p dao tao trong giai doan 2015 — 2018

(Bonvi: lop)
TT Chitiéu Nam 2015 | Nam 2016 | Nam 2017 | Nam 2018
bao taoméi 4 5 4 4
2 bao tao nang bac 10 12 14 15
tay nghé ky thuat
Tong 14 17 18 20

(Nguon: Phong HCNS cong ty)

Pao tao méi ¢ xu hudng giam va 6n dinh vé sd 16p do cong ty tuyén

chon lao dong méi cd tay nghé ngdy cang ting. S6 luong 16p d&o tao nang

bac cho cdng nhén may ngay cang tang tir 10 I6p nam 2015 Ién 15 I6p nam

2018 diéu nay cho thiy cong ty rat quan tam t6i viéc dao tao k§ thuat nang

bac, tay nghé cho cong nhan may .

Hién tai theo cap bac tay nghé céng nhan may cong ty quy dinh co 6

cap bac. S luong dao tao cdng nhan theo cip bac hang nam nhu sau:

Bing 2.16: S6 lweng cac |6p dao tao Bac cong nhan k¥ thuit trong giao doan

2015 -

2018

(Donvi: lop)

TT

Lép theo
Bacthe

Nam 2015

Nam 2016

Nam 2017

Nam 2018

1/6

2/6

3/6

4/6

5/6

o g ) W N|

6/6

Rl R RN N W

R RN N W W

RN N R A

Rl RN w NS

Tong

10

12

14

(Ngusn: Phong HCNS cong ty)
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Hién nay, sd luong 16p theo bac thg ngdy cang tang tuy nhién méi ting
& céc 16p véi bac tho bac thap nhu 1/6, 2/6, 3/6, 2/6. Con céc bac thg cao nhu
5/6 va 6/6 thi sd lwong [6p it trung binh méi nam chi 1 16p.
v Chadt liong dao tao
Bang 2.17: Téng két két qua kiém tra cudi khoa giai doan 2015 — 2018

Nim 2015 Nim 2016 Nim 2017 Nim 2018

Xép loai SL | Tyle| SL | Tyle | SL |[Tyle| SL |Tyleé

TT “|(Nguoi)| (%) |(Nguoi)| (%) |(Nguoi)| (%) |(Nguoi)| (%)

1 | Gioi 12 2,98 15 3,02 18 3,44 51 | 885

2 | Kha | 335 |8288| 411 | 8485 | 465 | 8853 | 499 |8592
Trung

3 . 55 | 13,65 | 58 | 1413 | 42 8,03 31 917
binh

4 | Truot 2 0,5 0 0 0 0 0 0

Tong 404 | 100 | 484 | 100 | 525 100 | 581 | 100

(Ngusn: Phong HCNS cong ty)

Trong 4 nam tir 2015 - 2018 két qua kiém tra cudi cac khoa hoc da dat
chat luong rat cao. Ty I& dat kha gioi rat cao cho thiy cong ty d& cé nhirng
chinh sach do tao va cong tac hd tro d&o tao phu hop voi NLD dem lai két
qua tot sau cac khoa hoc. Chi c6 nam 2015 c6 hoc vién khéng tét nghiép duoc
céc khoa hoc song chiém ty & nho 0,5%. Pén nam 2016, 2017 va 2018, 100%
NLP duoc cir di hoc déu dat yéu cau caa ky kiém tra. S6 luong hoc vién dat
loai khé ludn chiém ty trong cao, sb lugng hoc vién gisi tang nhanh qua céc
nam (nam 2015 la 2,98%, nam 2016 la 3,02%, nam 2017 ting lén 3,44%
nhung dén nam 201844 tang 1én toi 8,85%). Pay a diém manh caa cong ty
cho thdy hiéu qua cua ddo tao NNL. Nguyén nhan cua diéu ndy 1a do: Luc
lwong duoc cir di hoc ngay cang duoc tré hoa. Bay la bd phan cé sy sang tao
va dic biét 1a kha ning tiép thu va nam bt kién thac kha nhanh nhay. Bén
canh d6, ho it bi chi phéi bai cac diéu kién khach quan nén cé thoi gian tap
trung vao viéc hoc. Dac biét, doi ngi lao dong tré ludn cd y thirc phan dau
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nang cao trinh do nhim phét trién sy nghiép nén y thirc tu giac hoc tap cuaho
rat cao. Mat khéac nhirtng nam gan day, cong ty da chl trong vao viéc do tao
doi nga can bo quan ly, day la bo phan co trinh do, trach nhiém cao do déy
thirc hoc tap caa ho rat tét. Chat luong o tao ngdy cang cao caa cong ty con
do b phan chiu trach nhiém t6 chic, thuc hién cac chuong trinh ddo tao phu
hop véi NLD.

Bén canh do, két qua thdng ké con cho thdy ning suat lao dong gial
doan 2015- 2018 cua cong ty co xu huéng ting, day 1a dau hiéu tot, mot phan
cho thay hiéu qua ¢&o tao NNL cuacong ty.

Bang 2.18: Ning suit lao dgng binh quan cia NLP giai doan 2015 -2018
(Pon vi: Triéu dong/ngueoi)

L Nam Nam Nam Nam
STT Chitiéu
2015 2016 2017 2018
NSLD BQ/ nguoi
1 _ 7,88 7,89 8,52 8,11
(trd/nguoi)
Doanh thu trén 1 don vi
2 N 101,34 77,57 73,52 69,04
chi phi dao tao
Loi nhuan trén 1 don vi
3 . 14,52 11,49 9,63 8,62
chi phi dao tao

(Ngusn: Phong HCNS cong ty)

Trong giai doan vira qua, nho d&o tao ma trinh d6 nang luc tay nghé
chuyén mén cia NLP duoc nang 1én dang ké gop phan lam ting nang suit
lao dong cia mdi lao dong qua céc nam. Tuy nhién trong khi chi phi d&o tao
gua cac nam cd xu huéng tang |én thi doanh thu valgi nhuan trén 1 don vi chi
phi do tao lai giam. Piéu ndy can phai xem xét lai tinh dau tu nang cao trinh
d6 nghiép vu cho nguoi lao déng trong van dé tiép can va phét trién thi
truong, tiét giam chi phi sin xuat kinh doanh.

Bai vi theo diéu tra cua tac gia cdng tac dao tao dugc déanh gia l1a gop

phan 1am cho kha niang 1am viéc cua nguoi lao dong duogc tét 18n. Théng qua
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diéu tra bang cau hoi dbi voi cong nhan may cho qué trinh san xuét “ Sau
khéa hoc anh/ch; c6 thay nang lwc cia minh dwoc nang cao khdong?” thu
duoc két qua nhu sau:

Bang 2.19: Kha nang lam viéc sau cac khoa dao tao nam 2018

Cong nhan may

TT Mirc do s Tyle
(Nguoi) (%)

1 | Tét hon nhiéu 24 9,62
2 | Téthon 122 48,71
3 | Téthonit 95 38,14
4 | Khong thay doi 9 3,53
Tong 250 100

(Nguon: Khdo sat cia tac gid)

Pa phan lao dong dugc hoi déu cho riang nguoi lao dong [am viéc tot
hon sau khi dugc ddo tao, nhung van con 3,53% y kién cualao dong cho rang
kha ning lam viéc cuangudi lao dong khong thay ddi sau khi dugc d&o tao.

Khao sit théng qua bang phiéu diéu tra caa tac gia thu duoc két qua
cho thdy con nhiéu y kién chua thuc sy hai 10ng vé cdng tac ¢ tao cua cong
ty, cu thé nhu sau:

Bang 2.20: Mwc @9 hai long vé chwong trinh dao tao

Cong nhan may

SL Ty lé

TT Mrc do _
(Nguai) (%)
1  Rathai long 59 23,61
2 Halong 147 58.71
3 Khbéng hai long 44 17,68
Tong 250 100

(Nguon: Khdo sat cia tac gid)
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Mic du, da phan y kién cho rang hai 1ong vé cong tac d¢ao tao hién tai
cua cong ty, nhung van ton tai 17,68%y kién cua lao dong khdng hai 1ong vé
cdng tac d&o tao hién tai cua cong ty. Pay 1a mot dau hiéu cho thiy cong ty
can nhin nhan tim kiém giai phap thich hop dé cai thién hon nita cong téc dao
tao caa minh.

2.2.5. Thuc trang bé tri, si¢ dung lao déng sau dao tgo

Thyc trang sir dung lao déng sau dao tao

i véi nhirng lao dong dugc cr tham gia d&o tao lai dé nang cao
chuy@n mén nghiép vy, nim bat sy thay doi cua cdng nghé thi cong ty b tri
ho vao nhitng cdng viéc yéu cau trinh ¢6 cao hon hay nhitng cong viéc méi &p
dung nhitng k¥ thuat mai hién dai hon.

Két qua khao s&t vé muc do p dung kién thirc da hoc vao cong viéc
cua NLP cho thay:

Bing 2.21: Panh gia ciaa cdng nhan may vé ing dung cac kién thirc da hoc vao

cong viéc
Cong nhan may
Chi tiéu SL (Nguoi) | Ty 18 (%)
1. Ap dung hoan toan vao cong viéc 151 60,35
2. Ap dung mot phan vao cong viéc 80 318
3. Khoéng 4p dung dugc vao cdng viéc 19 8.47
Tong 250 100

(Nguon: Két qua khao sat cua tac gid)
Pa phan cdng nhan may duoc khao sat déu cho rang & dung hoan toan
kién thirc vao codng viéc (trén 60,35% sb nguoi dugc hoi), 31,8% &apdung
duoc mot phan, nhung van con 8,47% sb cong nhan dugc khao sét cho rang

khdng &p dung duoc gi. Do viy, cdng ty can xem xét tao diéu kién dé nguoi
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lao dong co thé &p dung téi da nhirng kién thirc duoc hoc va trong cong viéc
thuc té sau khi két thic khéa huan luyén.
2.3. Cac nhan toé anh hwéng dén dao tao cong nhan may trong cong ty
2.3.1. Quan diém ciia 18nh dao cip cao

Hién nay tai cong ty C6 phan may Son Ha Ban gia déc cong ty rat coi
trong dao tao ngudén nhan luc trong cong ty dic biét 1a van dé ddo tao cong
nhan may, d6i tugng lao dong chiém sd déng nhat trong cdng ty, coi day la
chién lugc trong qué trinh phét trién va canh tranh véi céc to chac, DN khéc.
Chinh vi vay hang nam ban gidm déc cong ty déu phé duyét ké hoach dao tao
cua cdng ty, khuyén khich cong nhan tham gia d&o tao, va dua ra céc chinh
sach thudng cho cong nhéan duoc dao tao xong va cd thanh tich cao trong
cong viéc.
2.3.2. Nganh nghé kinh doanh

Nganh may mac la nganh nghé cd yéu cau cao va doi hoi tay nghé may
cua cong nhan may, dac biét latrong cac cong doan kho. Vi vay doi hoi cong
ty phai co doi ngii cong nhan may lanh nghé tay nghé tét dé tao ra cac sam
pham tét, it sin pham 15i, tiét kiém tdi da chi phi sin xuat. Chinh vi thé DN
rat quan tam dén cong téc dao tao cdng nhan may tai cong ty.
2.3.3. Nhan té cong ngh¢ thiét bi

Hién nay, nganh may mac xir dung céc trang thiét bi hién dai thay thé
hét méy may thu cong bang may may dién véi quy trinh cdng nghé san xuat
tién tién hién dai. Tuy nhién, yéu té ndy chi phét huy tac dung khi ngudi lao
dong biét s dung no. Vi thé, lao dong phai dugc trang bi kién thic dé si
dung méy mac, thiét bi ndy hiéu qua nhat va dam bao an toan.
2.3.4. Khd nang tai chinh cia doanh nghiép

Dé cb thé dau tu duoc nhirng trang thiét bi, co s& vat chat phuc vu cho

cdng tac giang day hay phét trién sb lwgng va chat luong doi ngii gido vién,
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hoc vién thi phu thuoc rat nhiéu vao diéu kién tai chinh cua cong ty doanh
nghiép. Hién nay tai cong ty C6 phan may Son Ha van dé kinh phi cho d&o
tao dang rat dugc quan tam vadau tu. Tuy nhién, si dau tu ndy van chua dép
rng hét dugc nhu cau trong d&o tao cong nhan may tai cong ty.

2.3.5. Bg phédn phu trach dao tao NNL tai cong ty

+ Van phong cong ty: chiu trach nhiém chinh dao tao cdng nhan may:
X &c dinh nhu cau, 1ap ké hoach vé céc hoat dong ddo tao trong pham vi cong
ty, tong hop tai liéu dao tao sir dung trong cdng ty trinh gidm dbc. Sau do, to
chtre thuc hién ké hoach d&o tao d¢a duoc phé duyét; theo ddi, kiém tra, danh
giavatong hop két qua dao tao. Cudi ciing laluu trix hd so d2o tao.

+ Céac bg phan khac: Cang tham gia vao cdng tac dao tao vai nhiém vu
x&c dinh nhu ciu ddo tao cua don vi minh theo mau phiéu x&c dinh nhu cau
dao tao, giri vé van phong cong ty theo mau phiéu yéu ciu dao tao, dong thoi
bién soan tai liéu dao tao theo sy phén cdng cua van phong cong ty, tham gia
d20 tao theo sy phan cong. Cudi mdi khoa hoc cac bo phan gui két qua dao
tao vé van phong cdng ty theo mau phiéu danh gia chat luong khoé hoc.

Ta thay, dao tao cong nhan may tai cong ty da duoc phan cong nhiém
vu rd rang cho tung bo phan, trong do, van phong cong ty chiu tréch nhiém
chung, quan ly toan bo hoat dong dao tao cong nhan may. Sau khi ké hoach
ddo tao duoc gidm doc phé duyét, van phong cong ty té chic cac chuong
trinh hoc tap phu hop va kip thoi vé noi dung khod hoc, thoi gian, dia diém,
sd lwgng hoc vién, t6 chirc thi, chim thi... dua trén nhu ciu d&o tao va muc
dich d&o tao cuatirng don vi thanh vién. Tir d6, tirng bd phan ¢6 nhu cau s3
ctr ngudi di hoc. Tuy nhién, can b chuyén trach vé cong tac dao tao lai chua
c0, diéu ndy anh hugng téi cong tac ddo tao cua cong ty.

2.3.6. Pgc diém nguén nhan lyc cia cong ty

v V@ co cAu nguon nhan luc
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Béang 2.22: Co' ciu nhan lwc cdng nhan may ciaa cong ty CP may Son Ha

2015-2018
Nam 2015 2016 2017 2018
S6 lwong S6 lwong| Ty 1é |S6 lwong S6 lwong
Chit ( ) Tyl¢ ( ol w |« ) Tfylé( ) Tylé
itiéu nguoi nguoi 0 nguoi nguoi
g % g g % g %
Tong sb lao
1500 | 100 | 1650 100 1800 | 100 | 2100 |100,00
dong
1. Theo gioi
tinh
+ Nit 1465 | 97,7 | 1609 97,5 1760 |[97,2| 2052 | 97,7
+ Nam 35 2,3 41 2,5 40 2,2 48 2,3
3. Theo do
tuoi
<30 693 | 46,2 786 47,6 882 49,0 | 1031 | 49,1
30<45 728 | 485 780 47,3 830 46,1 | 983 46,8
> 45 79 53 84 51 88 49 86 4.1
4.Theotrinh
do chuyén
mon
Cao diang — Pali
26 1,7 36 2,2 61 34 86 4,1
hoc
Trung cap — So
, . 201 13,4 240 14,6 289 16,1 | 357 17,0
cap ngh¢
Lao dong phd
h 1273 [(84,9| 1374 83,2 1450 (805 | 1657 | 789
ong

(Nguon: Phong hanh chinh —nhan si)
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Trong nhitng nam qua sb luong lao dong may cua cong ty CP may Son
Ha c6 nhiéu bién dong mot phan do anh huong caa khiing hoang kinh té thé
gidi, su canh tranh vé viéc 1am cao, song ngudi lao dong co trinh dd, tay nghé
ky thuat cao ciing c6 nhiéu co hdi lua chon cho minh.

Qua nghién ciru, ¢d thé thay:

-Co ciu lao d¢ong theo gigi tinh: Do dic thu 1a cdng ty chuyén vé Iinh
vuc may mic nén s lao dong nix chiém ty trong kha Ion da sb, ty 1& nam
chiém nho. Nam 2018 ty & nir chiém 97,7%, nam chi chiém 2,3%. Mac di ty
1& nam chiém ty 1& nho nhung sd nam vén tang do quy mé cdng ty ngay cang
tang, sb lwong cdng nhan ciing tuyén vao nhiéu hon. Piéu nay 1a hoan toan
phl hop & mot cdng ty chuyén vé linh viec minh mac. Thuong trong linh vuc
may mic lao dong nit thé hién sy khéo 1éo nhanh nhen hon lao dong nam.

-Cong ty so hitu mot doi ngii lao dong tré tudi (khoang hon 80% sb lao
dong co tudi doi dudi 40). Phan 16n lao dong trong do tudi ndy dang trong
giai doan, kha nang hoc tap, tiép thu kién thirc nhanh. Hon nita, sau khi dao
tao xong thi ho ciing c6 thoi gian 1am viéc va gan bo lau dai, cdng hién hét
sirc minh cho cdng ty. Lao dong trén 45 tudi chiém ty 1¢ kha nho nam 2018 1a
4,1%.

-Co ciu lao dong theo trinh d¢6 chuyén mén: S6 luong lao dong phéd
théng chua qua d2o tao chiém ty trong kha I6n. Nam 2018, lao dong phd
théng la 1657 ngudi chiém khoang 78,9%. Trong d6 lao dong c6 trinh d6
Cao dang, Pai hoc chi c6 86 ngudi chiém 4,1% vatrinh do trung cip so cip
nghé 1a 17% trong tong s lao dong . Qua sb liéu cho thiy nhu ciu d&o tao
cua cong ty 1a rat cao vao mdi nam. bic biét 1a ddo tao lao dong maéi tuyén
vao chua cé trinh d6 tay nghé ky thuat.

M&i nam luong tuyén méi vao cong ty do nhiéu yéu té bién dong la

kha I6n. Tuy nhién trong sb lao dong méi tuyén khéng phan céng nhan nao
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ciing c6 tay nghé ky thuat. Chinh vi vay hang naim mé céc [6p d&o tao cong
nhan méi 1a hét sc can thiét va thiét thuc ddi véi luc luge cdng nhan may
méi chua cd tay nghé nay.
2.3.7. Thi trwong lao dgng

Hién nay sb luong cdng nhan may lubn cd sy biét dong do mot sd
nguoi thuyén chuyén di noi khéc, vé huu, 6m dau, chét, tai nan, ky luat, buoc
théi viéc. Vi vay, nhu cau bd cdng nhan may xuét hién va ngudn bo sung nay
phai tim tir thi truong lao dong bén ngodi. Ngoai ra do mé rong san xuat nén
s& can them ngudn lao dong cong nhan may. Tuy nhién, thi truong lao dong
khdng phai Iic ndo ciing san lao dong co tay nghé, vay nén cong ty s& van
tuyén mot luong lén lao dong chua co tay nghé va tién hanh ¢&o tao méi cho
cdng nhan may dé d&p tng dugc yéu cau caa hoat dong san xuat kinh doanh
cuacong ty.
2.3.8. Péi thii canh tranh ciza doanh nghiép

Nganh may mic 1a nganh sir dung khé nhiéu lao dong dic biét 1a lao
dong c6 tay nghé may. Chinh vi vay céc cong ty vé may maic thuong dua ra
rat nhiéu cac nhan té dé thu hit lao dong gioi vé cong ty minh, ngod luong
thuong, ché do @& ngd thi van dé ddo tao ciing 1A mot nhan té dé canh tranh
thu hat nhan luc ¢ chat lugng gitta céc cong ty. Chinh vi vay dao tao tro
thanh mot nhan tét quan trong trong thu hat gittu cac ddi thi canh tranh Vi
nhau.
2.4. Panh gia chung vé dao tao cong nhan may tai Céng ty c6 phan may
Son Ha
2.4.1 .Cac két qud dat dwoc

Trong nhitng nam vira qua véi su nd luc cia ban 1&nh dao va toan bo
d6i ngii cdng nhan vién, ddo tao cdng nhan may cua céng ty ¢6 phan May

Nam Dinh d4 dat dugc nhitng két qua d¢ang khich I¢ sau:



DPao tao cdng nhan may ngdy cang duoc chd trong dic biét 1a vé chat
lwong cua cac khoa hoc ngay cang duoc nang cao.

DPao tao cdng nhan may cua cdng ty nhitng nam gan day da dan duoc
quan tAm vaang hd. Néu nhu truée ddy ho mang niang tam |y ngai di hoc thi
gid d& co nhirng ca nhan ty nguyén xin di d&o tao dé nang cao trinh do nghiép
vu ... Mat khéc, két qua hoc tap caa hoc vién sau khoa hoc ngay cang cao cho
thiy ho da co y thirc, trdch nhiém véi ban than, bo phan co so va véi ddo tao
cOng nhan may cua cong ty.

Chat lugng cua cdng nhan may ciing vi thé ma phét trién qua ting
nam. Tuy mat bang trinh 6 caa cdng ty chua cao, nhung da sb roi vao bo
phan cdng nhan tai cac phan xudng, song trinh d¢6 cua NLD ciing ngay cang
duoc nang cao. Bac biét ladoi ngi can bo quan ly tirng budc dugc hoan thién
théng qua cac chuong trinh hoc tap nang cao trinh 6 d¢&p tng duoc yéu cau
cia nén kinh té thi treong canh tranh gay git nhu hién nay.

Ngudn kinh phi danh cho d&o tao ngdy cang I6n va dugc huy dong tur
tat ca cac ngudn. Mat khéc, viéc sir dung quy dao tao ciing duoc thuc hién
theo nguyeén tac tiét kiém vaphan bd phu hop dadem lai két qua rat kha quan.

Sau khi dao tao, cdng nhan vién da thuc hién cac nhiém vu duoc giao
t6t hon, kién thirc duoc nang cao, ki nang dugc hoan thién, ddy chinh laco so
dé cong ty phét trién cac hoat dong caa minh nhanh va bén virng.

2.4.2. Nhieng ton tai han ché va nguyén nhan

bao tao cdng nhan may cua cdng ty nhirng nam qua da dat hiéu qua
dang ké song van con ton tai nhirng han ché can khac phuc.

v Viéc xa&c dinh nhu cdu dao tgo con chua thyrc s sAu sat khoa hoc

Cong viéc phd bién nhu cau d&o tao con chua dugc sau sét, thuong
xuyén, lién tuc cho cdng nhan may. Viéc x&c dinh nhu ciu ddo tao cha yéu

duoc thuc hién bai cac to trudng cac truyén, xuong, can bo quan ly ma chua
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dyatrén ca nhu cau caa nguoi lao dong, dan dén bo x6t nhiéu cong nhan ciing
c6 nhu cau d&o tao nang bac trong cdng ty.

v Céng tac 1ap ké hoach dao tao van con ton tai nhiéu han ché cin
khic phu

- Cobng tac xac dinh muc tiéu dao tgo chwa dwec quan tam dimng

Hién nay xac dinh muc tiéu dao tao tai cong ty con qua chung chung
chua rd rang va chua c6 tam chién lugc.Cong ty méi dua ra muc tiéu 100%
cong nhan mai duoc dao tao tay nghé ky thuat, ¢ao tao cdng nhan nang bac
dat 100% nang bac ma chua quy dinh rd nang bac dat duoc dugc tay nghé cu
thé nhu ndo d6i véi tirng bac the cu thé

. Co s¢' Vit chdt cho dao tgo cho cho cong nhan may con nhiéu hgn
ché

Hién nay co o vat chat phuc vu cho cdng tac d&o tao cho cong nhan
may con nhiéu han ché va chua dugc quan tm ddng mac. Nguyén nhan duoc
cho 1a ngudn kinh phi dau tu cho d&o tao con han hep, chua d&p tng du nhu
cau cong tac do tao.
Kinh phi cho céng tac dao tgo con han hep

Do nhu ciu d&o tao I6n kinh phi ¢&o tao con han hep nén chua dép tng
duoc nhu cau ddo tao cho cdng nhan may, chi phi dau tu cho ddo tao trén dau
mdi cdng nhan con thap.

. Trinh dé ciia gido vién dao tgo con nhiéu hgn ché

Nguyén nhan do da s gido vién huéng din thuc hanh 1a nhirng cong
nhan bac cap, hoic tho san xuat d& c6 kinh nghiém huéng dan, chua duoc dao
tao vé ki niang su pham chinh vi vay kha nang truyén dat con kém

- Céc chwong trinh va phwong phap dao tgo con ngheo nan chuwa

phong phu
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Céc chuong trinh va phuong phédp do tao cua cong ty nhirng nim gan
day khéng phong phi ma chu yéu 1a ddo tao trong cong viéc dé gay ra tinh
trang khdng cap nhat duoc kién thic maéi, ky ning maéi ma con ¢ thé bat
chudc mot sb céch thic 1am viéc khéng hiéu qua caa ngudi huéng dan. Dac
biét, dé dép ung dugc cac hoat dong SXKD tai cong ty, cong ty khong thé cu
nhiéu nguoi di hoc & ngodi cdng ty vi 5 1am anh huong dén tién do thuc hién
ké hoach da dat ra. Chi phi cho cac khéa ddo tao hién cong ty ciing phuc
thudc nhiéu vao ngan sach caa chinh cdng ty nén ciing ¢ nhirng han ché nhat
dinh khi sir dung cac phueong phap dao tao sir dung gido vién bén ngoai.

v DPanh gid hiéu qud dao tao con chuwa dwec quan tam dang marc

Mot han ché nira cua d&o tao cong nhan may ma cdng ty gap phai 1a &
khau danh gia hiéu qua cong téc ndy. DPiéu nay la do cdng ty méi chi chl
trong toi két qua hoc tap va két qua thuc hién cong viéc sau ddo tao ma chua
that sy quan tam t6i sy phu hop caa khoa hoc véi NLD va cong viéc cua ho,
ciing chua tim hiéu xem NLD ¢6 wu thich va hop véi diéu kién hoc tap, cach
giang day... khdng?

v Sir dung lao dgng sau dao tgo con nhiéu hgn ché

Cong téc sir dung céng nhan may sau ddo tao cdn nhiéu han ché, chua
linh hoat. méi chi trong téi két qua thanh tich ma chua chi trong téi tam ly
cia ngudi lao dong, nguyén vong ciia nguoi lao dong. mic do dat yéu ciu cua

ngudi 1ao dong dé sip xép cdng viéc sau dao tao phu hop.
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CHUONG 3
GlAl PHAP NHAM HOAN THIEN PAO TAO CONG NHAN
MAY TAI CONG TY CO PHAN MAY SON HA
3.1. Phwong hwéng phét trién cia Céng ty cb6 phan may Son Ha téi 2025
3.1.1. Ké hoach phét trién chung cria cong ty

- Khéch hang, th; trieng, sin pham

- Khéch hang: Tap trung thoa man nhu cau khach hang My, EU, Nhat Ban.

-Thi truong: Phét trién vamé rong thi trudng tiéu thy san pham.

- San pham: Nang cao chat lwgng SP, cac loai SP &0 Jacket, 40 tam chat
lwong trung va cao cap.

- Nang cao chadt lirong nguon nhan lyc

Cén bo quan ly, diéu hanh doanh nghiép tir Hoi déng quan tri, Ban
gidm déc, truang cac phong ban xi nghiép dugc lwa chon céng khai dan chu
trén co so Coi trong ca duc, ca tai vadanh gia quathuc té cong tac.

Nhan vién c&c phong ban, phan xuong dugc tuyén lua, d3o tao va st
dung chuyén mén hoa cao, tu giac va co kha nang doc lap trong cdng viéc.

Cong nhan — lao dong: tirng budc ndng cao chat luong lao dong théng
qua do tao vatuyén chon tir nhiéu nguén khéc nhau.

- Cdi thién diéu kién lam viéc, tang thu nhdp cho nguwoi lao dong

M@6i truong lam viéc cong ty dam bao sach, dep, gon gang.

Phan d4u cai thién thu nhap cho nguoi lao dong, dam bao thu nhap phl
hop v&i mirc binh quén chung caa thi trudng va dép wng duoc nhu cau co ban
cua nguoi lao dong, va dam bao tinh tang cuong dong luc cho d6i ngi lao
dong dé ho yén tam cdng hién cho cong ty.

. Xay dung té chirc Bdang, Cong doan, Poan TNCSHé Chi Minh
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Xay dung khdi dai doadn két noi bo va cong tac thuc hién dan chu co so
tao sic manh thong nhét trong cong ty.

Ludn dat danh hiéu trong sach vitng manh, tiéu biéu xuit sic nham tap
hop dong vién NLD vuon 1én khdng ngirng trong lao dong.

- Van hoa doanh nghiép

Phan dau x8y dung van hoéa cdng ty lanh manh, csi mé va dan chi
trong cong ty, tao diéu kién dé cac can bo quan Iy gidu kinh nghiém chia s
kién thirc chuy@én mén va ky nang thuc hién cdng viéc véi nhan vién, céc cap
quan ly déu cé tinh than sin sang chia s¢ nhitng kién thac, ki nang c6 duoc
cho nhan vién cip dudi va cac bo phan khéc trong cong ty.

3.1.2. Phwong huwéng phét trién nguén nhan luc va dao tao nguén nhan
lwc cia cong ty

Tu twong chién lugc quyét dinh chinh sach cua cong ty gom:

+ Nhan luc layéu té quyét dinh;

+ Canh tranh ladong luc phét trién;

+ Chat luong cua hang hoé |a chia khdatao dyng thanh cong”.

Muc tiéu dao tao:

Véi muyc tiéu dinh huéng phét trién kinh doanh nhu trén thi nhan lyc
cua céng ty duoc xem 1a mot yéu té dac biét quan trong. N6 c6 thé duge coi
lavdn hay ciing 1a tai san caa doanh nghiép. Vi vay, chién lugc st dung nhan
lyc ludn gan két vai chién luoc kinh doanh caa cong ty. Theo d6, trong nam
2020, Cong ty c6 phan may Son Ha d& dit ra myc tiéu cho cong téc d&o tao
ngudn nhan luc caacong ty d6 |&

+ Tién hanh d&o tao theo ding nhu cau thyc té, dan xay dung duoc bién
phép x&c dinh nhu cau khoa hoc va chinh xéc, cai tién quy dinh tham gia dao

tao, xay dung théng nhat tai liéu d&o tao cho nhan vién mai, ddo tao trén co
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s yéu xau cia cdng viéc ma nguoi lao dong du niang luc, trinh do, ky nang
d4p ung yéu cau phét trién caa cong ty.

+ Pao tao doi ngil can bo gioi vé chuyén mén, gioi vé kinh té quan |y
tiép tuc ké tiép nhau. Chat lugng cua lao dong quan |y, cén bo ky thuat ngay
cang duoc nang Ién, thanh thao vé chuy@n mén nghiép vu, am hiéu ca céac linh
vuc khéc lién quan d¢én nganh nghé, cong viéc dang 1am. Hoan thién doi ngi
cén b quan ly ¢ nang luc, trinh d6 chuyén mén cao, cd pham chit chinh trj
...dac biét lanhirng vi tri 18nh dao quan trong cua cong ty.

+ P20 tao mot doi ngit cdng nhan lanh nghé cd y thirc ky luat, chap
hanh tét cac noi quy, quy ché ma cong ty dé ra, co téc phong cdng nghiép
trong lao dong va co kha nang s dung va van hanh céc thiét bi may méc hién
dai hoan toan khdng xay ra sy ¢d vatai nan trong qué trinh lao dong.

Phurong huréng dao tao dén nam 2025:

+ Hoan thién quy trinh ¢&o tao cdng nhan vién cho pht hop véi yéu cau
cuacong ty.

+ Xay dung hé thbng nha cung ung ddo tao phong phd, c6 uy tin va
chét luong cao.

+ Nang cao nang luc cua doi nga can bo lam cdng téc dao tao.

+ Tang cuong kha niang phdi hop gitta cac cip, phong ban trong cong
ty dé thuc hién tét hon cong tac d&o tao.

+ Van dung nhitng tién b caa cdng nghé thdng tin vao cong tac dao
tao.

Phuong thirc dao tao:

+ P20 tao ndi bo: Phai cai tién phuong phdp d&o tao hién tai, can xéc
dinh ddng ddi teong dao tao va cé chinh sach cu thé cho tirng ddi tuong.

+ Dao tao ngoai doanh nghiép: Can co chién lugc trong dai han dé giir

chan vathu hdt nhan tai.



70

Nang luc hé théng dao tao caa doanh nghiép:

+ Du béo chinh x&c nhu ciu d&o tao ngudn nhan lec: Dy b&o nhu ciu
dao tao nham x&c dinh nhu cau ddo tao cu thé trong mot thoi diém, mot gial
doan hodc mot xu huéng phét trién trong tuong lai ¢é dép ang thuc hién céc
yéu cau cua cdng viéc véi nhitng yéu cau cu thé vé trinh do, kién thuc, k¥
nang vakinh nghiém.

+ Pua ra muc tiéu d¢ao tao rd rang: Can c6 muc tiéu cy thé mai tao ra
duoc dich d¢én cho moi nguoi hudng téi, tao cho nguoi lao dong cd dong luc
hoc tap.

+ Xéay dung chuong trinh dao tao hop ly va da dang phuong phap dao
tao:

Thay d6i phuong phép d&o tao va giang day phil hop véi thuc tién. C6
rat nhiéu chuong trinh dao tao chi chuan bi ndi dung giang giai la chinh, it
chuan bi phan thuc hang, phan kich thich suy nghi, sang tao va doc lap caa
tirng hoc vién.

+ Nang cao chit lugng hoat dong déanh gia hiéu qua: Can xay dung hé
thdng tiéu chi ¢anh gid Ngudi ¢anh gid phai lya chon muc tiéu va cac tiéu chi
theo nd dé thuc hién hoat dong danh gid Céac tiéu chi phai dugc nghién ciu
mot cach cu thém ti mi dé c6 hiéu qua cao nhat. Bé thuc hién tét ké hoach
chung cua cdng ty va dép ung doi hoi cua thoi dai méi, ddo tao nguén nhan
luc dang duoc ban 1&nh dao cing nhu toan bd nguoi lao dong cua cong ty
quan tAm va day manh thyc hién.

Muc tiéu caa cdng ty tir nay dén nam 2025 laxay dung, phét trién doi
ngii cong nhan vién caa cong ty c6 da pham chat chinh tri, nang luc chuyén
mdn va trinh d6 ngoai ngit ddp tng cac y&u cau vé to chirc quan ly va san
xuat kinh doanh, nang cao trinh d6 ngang tim véi qudc té, hoa nhap vai khu

VuC.
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Péi véi dao tao dai hoc, can uu tién tap trung vao céc linh vuc ki thuat,
chuyén nganh kinh té: quan tri kinh doanh, tai chinh, ké toan, luat... Bdi voéi
trung hoc chuyén nghiép va tho lanh nghé can tap trung cho vao linh vuc dao
tao phll hop véi ké hoach san xuat kinh doanh dai han.

Phét trién doi ngil nhan vién ky thuat, nghiép vu du vé sd luong, vitng
vé trinh @6 chuy@n mén, co tay nghé cao c6 kha nang nim bat cdng nghé mai,
lam cha cdng viéc duoc giao.

Turng budc hoadn thién d&o tao ngudn nhan lyc cua cong ty sao cho phu
hop véi tinh hinh san xuat kinh doanh dang ngdy cang phét trién va nhirng
thay d6i mang tinh vii b nhu hién nay dé tir d6 hoan thanh xuét sic moi
muc tiéu d& dat ra trong nam 2019 ciing nhu dinh huéng dén nim 2025 nham
khang dinh vi thé cuaminh trén thi treong noi dia vathé gidi.

3.2. Nhom giai phép hoan thién dao tao cong nhan may tai Céng ty cb
phan may Son Ha
3.2.1. Gidgi phéap vé xac dinh nhu cdu dao tao cdng nhan may

DPay lakhau quan trong cé tinh dinh huéng, 1a co s dé thuc hién ddng
cé4c cong viéc tiép theo ndi riéng va todn bo ddo tao ndi chung dat hiéu qua
cao nhat. Néu cong ty khéng thuc hién nghiém tlc ngay tir budc ndy thi 5 dé
gdy ranhitng sai ot trong viéc ctr nguoi di ddo tao dan dén 1ang phi thoi gian,
cdng sirc va tién bac. Do d6, mot sb giai phap nham hoan thién phuong phép
xéc dinh nhu cau dao tao cho cdng ty dugc duaranhu sau:

Trudce tién, viéc x&c dinh nhu cau phai sa véi thuc té diéu kién ting
giai doan, tirng b phan cua coéng ty dé dam bao sd lwgng dugc o tao khdng
qué chénh léch véi ké hoach ciing nhu xay ra tinh trang bo phan ndy do tao
thira, b phan kia d2o tao thiéu khién viéc hoc tap caa cdng nhan may noi

riéng va hiéu qua san xuat caa cong ty néi chung bi anh huang. Bé thuc hién
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duoc didu ndy, viéc tim hiéu nhu cau phai duoc chianhé cho tirng bo phan va
day manh viéc quén triét ngay tir CAc Cip Co 3.

Viéc xé&c dinh nhu ciu dao tao phai bdm sét sy phét trién caa khoa hoc
ky thuat va kién thic quan Iy kinh té caa nganh may dé déi chiéu vao cong ty
xem doi ngii lao dong con thiéu va yéu kién thirc ndo sau d6 dua di dao tao.
Do d6 viéc &p dung cdng nghé théng tin vao hoat dong ndy 1a vé cling can
thiét, mang Internet 1a cong cu hiru hiéu dé nha quan |y ¢ thé nam bat nhirng
tién bo khoa hoc mot cach nhanh chéng tir @6 cap nhat cho cong ty minh va
tién hanh xé&c dinh nhu ciu dao tao ngudi sir dung.

Cong ty nén tién hanh khao sét truc tiép nhu cau d¢ao tao cua cdng nhan
may dé ling nghe tdm tu nghuyén vong cia cong nhan may vé nhu cau phét
trién ban than, diac biét 1a nhu cau nang cao tay nghé cip bac ky thuat cong
nhan may. (Tac gid dé xuat xay dwng mdu xac dinh nhu ciu dao tgo trong
Phy luc 1)

Két qua thu duoc tir bang khao sat phai c6 duoc day du théng tin vé
nhan vién, phan loai céc tiéu chi rd rang, tao diéu kién thuan lgi cho céc hoat
dong dao tao vé sau.

Pua ra céc chuong trinh mau phiéu d¢é cong nhan may cé thé tu dé nghi
duoc ddo tao ddp wng tot nhat tAm tu nghuyén vong duoc tham gia dao tao
cua cong nhan, ngoai nhirng nguoi dugc quan ly lva chon tham gia dao tao
(TAc gia dé xudt xay ding Mdu don tham gia dao tzo ca nhan Phy luc 2).

Tuy nhién, véi don xin di hoc caa cong nhan may c6 mong muén dao
tao duoc gui |én, phong hanh chinh nhan sy phai xem xét ky luong chir khéng
phai ai gui don di hoc déu duoc dao tao.

Cong t&c phan tich cong viéc va danh gia hiéu qua lam viéc caa cdng
nhan may can phai dugc quan tim ding mac dé xéc dinh duoc yéu cau vé

kién thie, ki nang can thiét dé thyc hién cong viéc tir d6 dbi chiéu vao viéc
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thue hién caa cdng nhan may trong hién tai ¢é xéc dinh duoc dbi tuong va noi
dung can do tao. Viéc phan tich céng viéc can phai dua trén ban mo ta riéng
cho tirng cdng viéc chir khéng dugc dua vao nhirng ky nang, trinh ¢ chung
chung. Bé danh giéa chinh xac két qua thuc hién cong viéc thi cong ty co thé
thuc hién tét cong viéc xéc dinh phuong phép, thoi gian va chu ky déanh gia
thich hgp tirng cbng viéc.

3.2.2. Gidgi phéap Vé dp ké hoach dao tao cdng nhan may

- Xac dinh muc tiéu dao tao

Muc tiéu dao tao rd rang, cu thé s3 1a co so dé danh gia két qua dao tao.
Tao dugc céi dich dé can bo té6 chuc ddo tao, gido vién va hoc vién clng
hudng téi giup cho nguoi lao dong tu danh gia ban than minh khi dang duoc
dao tao hay khi két thic ca khoa d&o tao vi ho biét ho can phai dat dugc
nhitng gi, ddng thoi gitp nguoi lao dong khdng nghi téi nhitng mong doi
khong thuc té caa khda dao tao.

Ngudi lao dong o thé nhan biét duoc thuc trang cong viéc dang dién ra
& hién tai, mong mudn duoc d2o tao tét hon. Hién nay, muc tiéu ddo tao cua
cdng ty con rat chung chung &p dung cho tat ca cac khoa do tao. Do d6, muc
tiéu ddo tao can d4p rng nhitng yéu cau sau:

Muc tiéu phai cu thé cho tirng déi tuong dao tao, tirng khoa ddo tao cu
thé ciing nhu trong thoi gian cy thé.

Dac biét can quy dinh rd ddi véi ddo tao tirng bac the yéu cau nhu thé
ndo, can dat két qua ra sao dé phl hop véi y&u cau cong viéc, dép tng duoc
tiéu chudn cap bdc cong nhan.

Muc tiéu dao tao dit ra phai mang tinh kha thi, do luong dugc, dat dén
duoc, trong thoi gian hitu han, phu hop véi tinh hinh caa cdng ty va phai can

clr vao nhu ciu do tao da xéac dinh. Cu thé:
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+ Vi 30 tao nang bac cho cdng nhan: Phai ¢am bao 100% dbi tuong
duoc nang bac theo quy dinh cia nha nudc va cong ty co diéu kién tham gia
dao tao thi day du, 100% hoc vién thi @6, co quyét dinh nang bac, thuc hién
tét cong viéc theo diing trinh 6 d& duoc dao tao.

+ V6i cac khda dao tao nhan vién maéi: Bam bao 100% nhéan vién mai
duoc d2o tao ding chuy@n mén, dat bang cip chirng chi va duoc giit lai cong
ty lam viéc, tranh dao tao xong thi nhan vién nghi viéc.

- V& muc tiéu trong dai han: Trong vong 3 nam tao diéu kién cho 100%
cén bo trong cdng ty tham gia cac khoa dao nang bac ky thuat tay nghé cong
nhan may. C6 muc tiéu d¢é dam bao to chirc ddo tao thi nang bac cho 100%
cOng nhan trong cong ty.

Nang cao co sé vat chat cho cong tac dao tao

Co sd vat chat cho d&o tao dong vai tro rat Ion trong viéc quyét dinh
hiéu qua cua cong tac dao tao. V&i co so vat chat hién dai, cac hoc vién s
tiép thu duoc nhitng kién thac dé dang hon, dong thoi tiép can duogc voi
nhitng cong nghé hién dai, ky thuat tién tién. Nguoc lai, véi co so vat chat
yéu kém thi viéc giang day s3 rat kho khan gy nhiéu can tré cho nguoi hoc.
Do d6, can phai thuc hién mot sd bién phép sau dé nang cao chat lugng co o
vat chit cho dao tao:

Hién tai, co so vat chat danh cho viéc hoc tap cua cong ty khéng qua
yéu kém song véi khéi luong 16n hoc vién hoc tap hang nam s& khién cho co
sd vat chat dan xubng cip, khéng ddp tng duoc yéu cau ddo tao. Do d6, hang
nam cong ty phai cho kiém tra toan bd co so ha ting caa minh, diéu nay s
gilp cong ty phét hién kip thoi nhitng sai hong dé sira chira hoic thay méi, tir
d6 giam bét chi phi cho d¢&o tao trong tuong lai. Kién nghi cong ty mdi nam
nén trich 10% chi phi dao tao cho viéc nang cip co s& vat chat caa minh thi

hé thong dao tao st khdng nhitng d4p wng nhu cau ma con co thé bt kip voi
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nhirng cong nghé hién dai gidp cho viéc hoc tap dugc dé dang hon.

Cong ty can phai quan tam ddng muc téi chat lwong co so vat chat caa
c&c ngudn cung cap dich vu dao tao.

Viéc xay dung vatrang bi co sd ha tang caa cdng ty phuc vu cho viéc
do tao can phai dwgc thuc hién ddng bé va nghiém tic ngay tir dau s tiét
kiém duoc chi phi vadem lai cho nguoi hoc ciing nhu nguoi day su thoai mai
trong céc khoé hoc nham dat hiéu qua d¢&o tao cao nhit.

Hién tai. hau hét cac thiét bi phuc vu cho dao tao da cii, hé théng dung
cu phuc vu cho hoc tap con thiéu va hu hong nhiéu chinh vi thé gay anh
huang dén chat luong ddo tao. Hon nita khdng co d6i ngii can bo riéng chuan
bi, hd trg 16p hoc nhu cung cap van phong pham sip xép ban ghé, chuan bi d6
an, nudc udng do vay, quatrinh giang day con gap phai nhitng tré ngai va gay
gidn doan.

Vi vay, cdng ty can khan truong trang bi céc thiét bi ki thuat moi, thay
thé céc thiét bi con thiéu, d& cii va hong. Thay vao d6 1a co so vat chat ky
thuat hién dai, ¢am bao tinh 6n dinh va dat hiéu qua cao nhat cho hoc vién khi
hoc tap.

Ung dung céc cdng nghé phan mém vao chuong trinh do tao.

Lién két vsi bo phan van thu & phong T6 chic hanh chinh dé hd tro
chuan bi 16p hoc. C6 thé t6 chirc nhitng bita an nhe giita gio, tao khdng khi
thoai méi, tinh than hoc tap tét nhat cho hoc vién.

Can bo phu trach ddo tao thudng xuyén kiém tra cac trang thiét bi phuc
vu 16p hoc, ban ghé hong dé kip thoi thay thé tranh 1am anh huong dén viéc
hoc tap.

. Huy déng va sir dung hiéu qua nguén kinh phi danh cho dao tao

Nhu phan tich ¢ trén ta thiy ngudn kinh phi danh cho cong téc dao tao

cong nhan may caa cong ty van con han hep, ddy la mot trong nhirng nguyén
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nhan 1am giam tinh hiéu qua cua cong tac dao tao. Chinh vi vay dé huy dong
duoc kinh phi tir nhiéu ngudn cong ty can thuc hién nhirng bién phép sau:

Cong ty can cd cac chién lugc ddo tao cu thé va hop ly trinh 1&n cip
trén néu rd loi ich cua viéc ddo tao cdng nhan may dbi véi ngudi lao dong
trong toan cong ty.

Lap quy: “Chung tay vi cong tac dao tao cdng nhan may” dé huy dong
sy ung hd caa can bo cdng nhan vién va phd bién cho ho biét quy ndy duoc
lap ravi chinh sy phét trién caa NLD toan cong ty. Viéc huy dong ngudn vén
ngodl ngan sach nhu sy déng gop hoc phi cua hoc vién, khuyén khich céc
doan thé, céc to chirc kinh té, 1ap quy khuyén hoc vi s nghiép cong nghiép
hod hién dai hoé can duoc quan tAm diing muc.

Viéc sir dung ngudn kinh phi ciing hét stc quan trong, nguyén tic
chung 1a phai tiét kiém vaphu hop. Do @6, cong ty can thuc hién mot sd cong
ViéC sau:

+ X8y dyng co ché quan |y va st dung nguén kinh phi danh cho dao
tao mot cach hop ly va co hiéu qua, tinh todn chinh x&c chi phi phan bb cho
tirng khau do tao va du tinh chi phi phét sinh. Biéu quan trong la phai thuc
hién tiét kiém va han ché t6i da cac chi phi khong can thiét ngay tir khau xéc
dinh nhu cau cho dén khau danh gia hiéu qua hoat dong d&o tao dé tranh gay
1&g phi ngudn kinh phi von d& han hep cuacong ty.

+ Tan dung t6i da nguon gido vién 1a nhitng ngudi ¢o trinh d6 trong
cdng ty dé gitr nhiém vu giang day vi ho van cd thé dam nhan viéc san xuat
vira co thé giang day ma chi phi danh cho ho thip hon nhiéu so véi viéc thué
ngoai.

+ Pé nang cao chit luong caa cdng tac dap tao cdng nhan vién cua
cong ty thi ban 1&nh dao can phai quan tam hon nita téi c&c hoc vién va giang

vién cia minh. Cong ty khéng chi chi tra cac khoan hoc phi cho hoc vién va
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céc khoan thl lao cho gido vién tuong ang véi mdi khoa hoc ma con can phai
khuyén khich thém vé vat chat nhu: cac khoan thuong cho gido vién va céc
hoc vién xuit sic, c&c khoan phu cap, hd tro... va vé tinh than nhu: thuong
xuyén tham hoi, dong vién, khen thuong, tao co hoi thang tién cho cac hoc
vién hoan thanh tét khoa do tao... Pay ciing |a mot trong nhirng dong luc dé
thiic day cac hoat dong ndy, ngudi di hoc thi hao hirng, gido vién thi nhiét
tinh.

. Gidi phap vé nang cao chdt lireng déi ngii gido vién dao tgo

Ddi véi gido vién 1a cdng nhan vién caa cong ty: ddy dugc xem la
ngudn giang vién chu yéu va quan trong caa cong ty, hau hét thuc hién cong
téc giang day cho cdng nhan san xuit do d6 cong ty nén thuc hién mot sb bién
phép nham nang cao chat luong doi ngii gido vién nhu sau:

+ Viéc bd sung gido vién cb trinh do, cé kién thirc chuyén mén nganh
dét may can dugc quy dinh ré, xac dinh viéc tham gia giang day kiém chuc &
nghia vy, tréch nhiém xay dung, phét trién cong ty cua tat ca cac can bo trong
cdng ty, khéng phan biét chic vy, xac dinh s lwgng cén bo c6 kha niang 1am
gido vién kiém chirc dé moi giang khi dugc phé duyét. Nhitng nguoi tham gia
vao cdng tac ndy trudc hét phai 1a nhirng nguoi duoc d2o tao qua trudng 16p
chinh quy dé ho am hiéu nhirng kién thirc Iy thuyét co ban va ciing véi kinh
nghiém 1am viéc nhiéu nam ho s3 thuc hién viéc giang day mot céch viing
vang vahiéu qua hon.

+ Bén canh viéc bd sung gido vién co trinh d6, cong ty can do tao lai
d6i ngii gido vién kiém nhiém hién cé bang céach ci hoc tham gia c&c khoa
hoc trong nudc va nudc ngod d¢é ho nam bat duoc nhitng tién bo vé khoa hoc
ky thuat, phuong phédp san xuat caa nganh. Pic biét can thuong xuyén bdi
dudng doi ngii ndy vé kién thirc, ki nang su pham nhu cach néu van dé, céch

truyén dat, phuong phép giang day thu hit ngudi hoc.
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+ Can phai c6 nhitng chinh sach khuyén khich d¢ong vién sy tham gia
cua déi ngii gido vién kiém nhiém dé ho yén tdm va tich cuc thuc hién cong
téc giang day caa minh tét hon nhu: sip xép cong viéc hop ly, b cac ché do
khuyén khich vé tién luong giang day, phu cAp wu déi, céc loai tién thuong...

Ddi véi gido vién thué ngodi hoic tir c&c truong chinh quy: day |a
ngudn gido vién dao tao cha yéu cho cén bo quan Iy va mot bo phan cong
nhan san xuat. Béi véi ddi tugng ndy ciing can c6 mot s bién phép nang cao
chat luong:

+ Pdi vai viéc lién két dao tao vai céc truong chinh quy thi céng ty can
phai thuc hién tét budc tim hiéu vé chat luong ddo tao, vé doi ngi gido vién
dang giang day cua truong xem c6 phll hop véi c&c chuyén nganh can dao tao
theo nhu ciu caa cong ty khéng?

+ Pdi vai cac giang vién thué ngodi, can phai tim hiéu qua trinh giang
day cua ho tai céc truong, cac trung tdm hoac cac DN khac trudc khi ky hop
ddng. Khi ky két hop dong véi gido vién thué ngoad hoic véi céc truong dao
tao cdng ty can soan thao cac diéu khoan quy dinh vé chat luong cua khoa
dao tao vatrach nhiém caaho trong khoa dao tao.

+ Trudc khi giang day, b phan phu trach ¢&o tao can tién hanh trao doi
véi dai dién caa truong lién két hodc véi giang vién giang day vé muc tiéu
dao tao, dbi tugng dao tao, cung cip cho ho nhitng tai liéu vé cong ty dé ho
hiéu rd hon vé cong viéc, tir d6 tao diéu kién dé ho chuan bi noi dung va
giang day tét hon.

+ Néu c6 diéu kién, cong ty nén moi cac chuyén gia nudc ngoai vé
giang day, huéng dan céac budi hoc dé NLD dugc mé mang tam hiéu biét.

Giai phép vé da dang cac chwong trinh va phwong phap dao tao

Nhu d& phan tich & phan thuc trang, hién ndy cong ty dang chu yéu sir

dung cac phuong phéap kém cip, chi bao dbi véi cdng nhan may, cac phuong
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phap d6 con ton tai mot sd han ché. Do @6 viéc da dang hoé céc loai hinh dao
tao va phuong phép dao tao larat can thiét hién nay. Cong ty co thé thuc hién
viéc dadang hoadé nhu sau:

Cong ty phai giam luong lao d¢ong phd thdng bang céch to chic thém
nhiéu luot nguoi di d&o tao tai cac I6p canh DN hoic lién két voi cac truong
trong dia ban thanh phé nhu: truong PH Kinh té K§ thuat Céng nghiép,
truong CP Kinh té Ky thuat Vinatex, truong CB nghé Cong nghiép Dét
May... & nang cao kién thirc Iy thuyét co ban cho ho tir d6 két hop voi
phuong phép kém cip, chi bao nhu hién nay chic chan ho s nim virng va
van dung tét hon vao cdng viéc san xuat caa minh.

bong thoi, ciing ¢6 thé st dung thém phuong phdp méi nhu: luan
chuyén lao dong: viéc luan chuyén ndy sé gilip cho cong nhan trong cong ty
thuc hién duoc nhidu ky ning, tich luy thém kinh nghiém dong thoi khi can
thiét c6 thé chuyén ho sang han cdng viéc khac ma khdng mat thoi gian dao
tao lai. Song viéc luan chuyén nay phai pht hop ca vé sb lugng, thoi gian va
c&c hinh thic cdng viéc dé tranh 1am anh huong dén hoat dong san xuat
chung ciaa bd phan ciing nhu cta cong ty.

DPong thoi, cong ty co thé & dung thém cac phuong phdp méi nhu
chuong trinh hod véi su tro gitp cua méy tinh, dao tao ky thuat nghe nhin dé
cdng nhan may c6 thé tu hoc tir d6 tiét kiém thoi gian thuc hién céc cong viéc
khéac dugc giao va phuong phdp mé hinh hoéd hanh vi, huan luyén theo mé
hinh mau dé nang cao ky nang giao tiép, giai quyét cac van dé thuc té mot
cach hiéu qua hon.

Mdi phuong phép d&o tao déu co nhirng diém manh va diém yéu riéng
cia nd do d6 cdng ty can &p dung mot céch linh hoat cac phuwong phép khéc
nhau dé d&o tao sao cho phl hop véi tinh hinh va diéu kién caa cong ty,

khdng nén chi &p dung citng nhac mot vai phuong phép nhat dinh. Tuy nhién,
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dé cong tac dao tao cdng nhan may thuc sy thanh cong thi trong bat ky hinh
thirc ndo, cdng ty ciing can luu y mot sé nguyeén tic:

Khi bat d¢au dao tao phai cung cap cho hoc vién kién thirc chung vé cac
van dé s3 hoc.

Str dung nhiéu vi du ¢& minh hoa khi cung cip cho hoc vién céc tu liéu,
kién thirc mai.

C6 gang tao tinh hubng sinh d¢ong, hip dan thu hit sy tham gia déng
gop y kién vakich thich tinh sang tao caa hoc vién song phai sét vai thyc té.

Pao tao ly thuyét xen ké véi thuc hanh s& mau nhg, 1au quén.

Pé dat duoc céc két qua tot, hoc vién can tham giatich cuc, chi dong
V&0 qua trinh do tao, can dé cao tinh than ty hoc & nhava ngay chinh noi [am
viéc cia NLD. Cong ty thuong xuyén nén to chic cac cudc hoi thao, thao
luan nhém, thuyét trinh truée céc hoc vién khéc... dé thu hat hoc vién tham
gia

Cong ty can xay dung nhiéu loai hinh ddo tao phtl hop véi su phét trién
chung cua xa hoi va caa nganh dét may Viét Nam.
3.2.3. Gidgi phép vé danh gia két qua dao tgo cong nhan may

Viéc danh gia hiéu qua cong tac dao tao cia cong ty sau méi khoa hoc
van chua duoc thuong xuyén va ky nang méi chi ding lai ¢ viéc xem xét két
qua hoc tap cua hoc vién théng qua bang diém, chang chi, van biang tot
nghiép, dua trén nhan xét cha quan cia nguoi giam s, cong ty chua thuc
hién tét cong tac danh gia hiéu qua cua khda dao tao. Vi vay, trong thoi gian
ti cong ty can xay dung hé thong phan hdi tot, ¢am bao tinh d¢ang tin cay cua
két qua danh gia

Hiéu qua dao tao duoc danh gia & nhirng mirc d6 khac nhau ang véi
tirng khia canh va cdng cu twong ang. Cong ty ¢ thé tham khao mé hinh

danh gia cuatién sy Donald Kir Patrick.:
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Bang 3.1: M6 hinh danh gié caa tién si Donald Kir Patrick

Mic dd | Khia canh quan tam Van dé quan tam Coéng cu

Nguoi hoc thich chuong

1 Phan trng caa nguoi hoc , Bang cau hoi
@ J g ' trinh thé nao? J
Nhirng kién thic, ky _ . Bai kiém tra, tinh
(2 Nguoi hoc dugc gi? . _
nang hoc duoc huong gia

Ngudi hoc &p dung nhitng Nhitng do luong vé
(3) | Ung dung vao cdng viéc| diéu dd hoc vao cong viéc| két qua thuc hién
nhu thé n&o? cong viéc

@ Két qua madoanh | Doanh nghiép thu dugc gi | Phan tich chi phi bo

nghiép dat duogc tir viéc dau tu vao dao tao ravalgi ich dat duoc

(Nguon: Pao tao nguon nhan lyc, |am sao dé khsi némtién qua cira So -
Business Edge)

Vi mé hinh danh gid ndy Coéng ty phai xay dung céc tiéu chi cu thé
cho céc odng cu danh gia nhu dé do luong vé két qua thuc hién cong viéc thi
Cong ty phai xay dung bang diém cho ting tiéu chi vé thuc hién cong viéc va
gan sd diém déanh gia cho ting tiéu chi, tir d6 moi d¢anh gid dugc cén bé nhan
vién dang duoc ty trong bao nhiéu diém dé thay rang ho d& lam duogc tét
nhitng phan ndo. Viéc xay dung va danh gié tiéu chi ndy do can bo phu trach
dao tao vacéac truong bd phan thuc hién.

Mirc do (1) va (2) c6 thé danh gid ngay trong qua trinh dao tao con muc
d6 (3) va (4) chi cd thé thuc hién dugc sau quatrinh dao tao.

Cong tac danh gia hiéu qua bing dinh tinh & céng ty dugc thuc hién
dyatrén cin cir vao ching chi, bang cip mdi khdéahoc,. Bé viéc danh gia theo
cach ndy phan anh ddng va khéch quan két qua hoc tap caa cac hoc vién thi
cong ty can phai quan tam dén nhiéu van dé nhu: yéu cau giang vién giang

day chuan bi bai chu déo tong hop duoc luong kién thirc caa khda dao tao, coi
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thi va chiam thi nghiém tdc, khdng c6 gian 1an, tiéu cuc va khdng chay theo
thanh tich.
3.2.4. Gidgi phép vé bé tri, si¢ dung cdng nhan may sau dao tgo

Viéc sir dung ngudn lao dong sau khi d2o tao 1a rit quan trong va ciing
rat phac tap. Cong ty can chi trong téi van dé& nay vi néu sir dung hop 1y
ngudn luc ndy S& tao ra mot tac dung to 16n ddi véi viéc thic day cac hoat
dong SXKD cuaa cong ty. Cong nhan may sau d¢ao tao co chit luong cao hon,
khdng nhitng co thé thuc hién tét hon cac cdng viéc hién tai ma con co thé
dam nhiém nhirng cdng viéc & vi tri cao hon, tao ra gia tri [én hon cho cong
ty. Nguoc lai, néu khdng sir dung tét & gy 18ng phi ngudn luc, 18ng phi thoi
gian, cdng sirc, kinh phi bo radé dao tao ho. Mot s6 bién phép sir dung hop ly
cdng nhan may da duoc dao tao.

Nhirng cdng nhan may sau khi di d&o tao vé cong ty can bé tri ho vao
céc vi tri cy thé cia day chuyén san xuat tng véi nhirng kién thirc, ki nang
ma ho da duoc hoc. Tranh tinh trang hoc xong khéng trng dung duoc vao thuc
té tai vi tri lam viéc méi gay tam ly chan nan trong chinh cdng nhan may da
duoc dao tao.

Pa phan nhirng NLD dugc ctr di hoc ding chuyén mon 1adé vé 1am tot
hon cdng viéc hién tai cia minh. Song trong sb d6 cong ty can danh gia va
tuyén chon ra ngudi gioi nhat, c6 nang luc va pham chat dao dtc tot nhat dé
dua |én nam gitr nhitng vj tri cao hon. Viéc cat nhic nhitng ngudi dugc ddo
tao la mét viéc kha quan trong cho ca nguoi di hoc va cong ty, viradong vién
cho sy phan dau cua ho vira 1a tan dung tai nang cia ho gép phan 1am phét
trién cong ty.

3.2.5. Mgt s gidgi phap khéac
Hoan thién bg may Pao tao NNL trong cdng ty
Can phai thanh 1ap mot ban chuyén trach viéc dao tao tryc thudc van

phong cong ty dé viéc phan cong nhiém vu duoc rd rang va ho 3 tap trung



83

vao cdng viéc td chac thuc hién cac ddo tao trong cong ty. Hoan thién bo méay
quan 1y d&o tao bang viéc tuyén chon, dé bat can bo phai cin ctr vao diéu kién
vatiéu chuan vé trinh do chuyén mén nghiép vu yéu cau phai |a nhitng nguoi
co trinh d6 dai hoc vé quan 1y nhan sy hoic duoc dao tao vé dao tao NNL tai
céc truong chinh quy. Vé nang luc ban than thi ho phai am hiéu tinh hinh
SXKD cuiacong ty ciing nhu phai c6 kha nang lap ké hoach, t6 chirc va thyc
hién cdng viéc mot cach hop ly va sang tao. Bong thoi ciing can co pham chat
dao duc tét, liém chinh, khéng vu loi, 1am viéc duatrén tinh than tu nguyén vi
s phét trién caa cong ty. Cong ty can tim ranguoi ¢ du nhitng yéu td trén va
giao cho ho thuc hién dao tao NNL dé dam bao tt cong tac nghién ciu vé
nhu cau, déi tugng va cé kha ning té chtc thuc hién va danh gia hiéu qua
cong tac nay.

Pay manh s lién két gitra van phong cong ty chiu trach nhiém chung
cdng téc ndy va céc doi ngii phu tréch dao tao tai cac xi nghiép thanh vién dé
c6 thé nam bét duoc nhu cau, dé ramuc tiéu va cr nguoi di hoc cho phit hop.
Sy lién két nay cang chat ché thi ¢&o tao cua cong ty s ngdy cang co hiéu
qua. Pong thoi ciing phai phan chia ré nhiém vu cho tirng nguoi trong doi ngi
ndy dé viéc to chirc thuc hién cdng téc duoc dé dang va nhanh chéng.

Bdi dudng nang cao trinh do chuyén mén nghiép vu cho cén bo 1am
nghiép vu dao tao tir cip co SO tré 18n, mo céc 1op bdi dudng ngin han vé
quan ly va phan tich cac du an d2o tao, tao diéu kién cho ho tham gia céac
cdng trinh nghién ctru du béo chién lugc va quan ly khoa hoc tai cac truong
dai hoc, trung tAm khoa hoc tu nhién va céng nghé quéc gia hoic vién nghién
clru.

Bén canh viéc dao tao nang cao trinh d6 nghiép vu, cdng ty can phai
tich cuc bdi dudng cén bd quan ly cdng téc ddo tao vé trinh d6 ngoai ngir va

tin hoc dac biét 1a vé kién thirc quan |y nhan sy trén may tinh dé ho c6 du diéu



kién thuc hién tét hon céng viéc caa minh trong thoi dai cong nghé khoa hoc
tién tién nhu hién nay. Bong thoi ciing phai ¢ nhirng khoé hoc vé chinh sach
moi vé ddo tao cua Nha nuéc dé ho thuc hién moét céch chinh xéc va ding
quy dinh.

Hoan thién cong tac tao dong luwc cho nguwei lao déng dé duy tri
(gi@ chan) nguén nhan luc chét lweng cao cho cong ty

Dao tao va nang cao trinh d6 lanh nghé cho céan bo cdng nhan vién méi
chi 1a yéu té quan trong ban dau. Nhan vién cd ning lyc, diéu d6 chua co
nghia [ ho 1am viéc tét. Vay 1am thé ndo dé nhan vién trung thanh véi cong
ty, 1am viéc tan tuy hét minh va luén cé ging tim toi sang tao dé dat ning
suit, chat lugng va hiéu qua cao hon? D6 la khoa hoc va nghé thuat 1anh dao
cua cac quan tri gia. Tao dong luc 2 lam cho nguoi lao dong tré nén hung
phan, hing hé hon trong cdng viéc, ho ¢d y thirc hoan thién minh hon. Bé
lam duoc diéu ndy, cong ty nén & dung cac hinh thirc sau:

Nguoi lao dong sau khi duoc ddo tao phai dugc cong ty bd tri cong
viéc phu hop véi trinh d6, kha nang caa ho.

Pé nguoi lao dong cb thé toan tam toan y véi cong viéc, cong ty can
tao cho nhan vién nhan biét duoc sy coi trong cua cdng ty ddi véi ho, nang
cao nhan thirc caa ho V& gia tri cua ban than, tir ¢6 hinh thanh tinh chu déng
vatinh tu gidc trong viéc tham gia dao tao va lam viéc véi tha do tich cuc dé
hoat dong ndy co thé tré thanh mot bién phap dong vién, khich 16. Coéng ty
can tao dong luc dé kich thich nguoi lao dong . tao dong luc s& 1am cho nguoi
lao dong tré nén hung phan, hang hé hon trong cdng viéc, ho ¢ y thirc hoan
thién minh hon. Chinh vi vay cdng ty nén §p dung nhirng hinh thirc sau:

Tang cudng cdng tac thudng phat ddi véi nguoi lao dong: Thuang cho
nhitng ai hoan thanh tét chuong trinh d2o tao, co két qua hoc tap cao, co

nhitng sang kién mang lai loi ich cho cong ty, tao co hoi thang tién cho nguoi
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duoc dao tao nhu dé bat, ting lwong...Nhung ngugc lai ¢é nang cao duoc
hiéu qua dao tao, nhirng ai khéng hoan thanh chuong trinh dao tao thi £ bi
giam tién thuong trong thang hoac cudi nam, cé thé huy bo tu cach duoc dao
tao ddi véi nhirng nguoi khéng mudn duoc déo tao.

Hang nam cdng ty nén t6 chac céc cudc thi nhu x&y dung y tuong san
xuat, thi dua dat san luong cao nham tac dong tich cuc dén tinh than hoc tap,
sang tao cua cdng nhan may trong cong ty.

Bén canh d6 can tao bau khéng khi 1am viéc gitp d& nhau. Néu thiéu
s ung ho cua dong nghiép va can bo cap trén, truc tiép, ngudi duoc d2o tao
S8 rat kho chuyén huéng y tuong dao tao vao cong viéc thuc té. Can bd quan
ly phai quan tAm dén viéc dao tao cua cap dudi, chi dao va dong vién cap
dudi trong cdng viéc hang ngdy, tao co hoi vao diéu kién cho nhan vién ung

dung hanh qua dao tao vao cdng viéc thuc té.
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KET LUAN CHUNG

Nhan thirc duoc tim quan trong caa nhan luc ddi véi sy ton tai va phét
trién caa cdng ty. Bong thoi hiéu duoc dao tao ngudn nhan luc 1a céch tét
nhat dé co thé sir dung c6 hiéu qua ngudn nhan lec 6, Cong ty C6 phan may
Son Ha d&, dang va chi trong hon nita ¢én céng tac dao tao ngudn nhan luc
nham c6 duoc mot doi ngii lao dong du trinh ¢6 chuy@n mén, ky nang tay
nghé can thiét d4p ung yéu cau ngdy cang cao caa cong viéc va sy phét trién
vitng chic cua cong ty trong méi truong kinh té day canh tranh hién nay.

Xuat phét tir muc tiéu nghién ctu, luan vin da hoan thanh duoc nhirng
nhiém vu co ban dit ra, d6 1a: Hé théng héa duoc co so ly luan vé d&o tao
cdng nhan may trong doanh nghiép. Ba phan tich, danh gialam r6 duoc thuc
trang dao tao cébng nhan may tai cong ty cd phan may Son Ha DA dé xuat
duoc mot s6 giai phdp nham hoan thién dao tao cdng nhan may tai cong ty.
Qua thoi gian lam viéc, tim hiéu va thyc hién dé tai ndy & Cong ty C6 phan
may Son Ha, em nhan thiy cong tac d¢&o tao ngudn nhan luc c6 vai trd quan
trong tac dong dén viéc ton tai caa doanh nghiép trong nén kinh té thj truong
canh tranh ngady cang tré nén gay gat nhu hién nay.

Luan van da dugc thuc hién véi se nd luc ¢d gang rat cao cua tac gia.
Tuy nhién, do thoi gian nghién ciru ¢6 giéi han nhat vatrong bdi canh nganh
dét may dang ding trude nhiéu co hoi va kho khin thir théch trong neefn kinh
té thi trudng hién nay, nén luan van chua thé dé cap hét cac van dé can trinh
bay va ciing khéng tranh khoi mot sd han ché. Vi vay rit mong nhan duoc
nhiéu y kién déng gop bd sung caa quy thay, cd, 18nh ¢ao Cong ty dé luan van
duoc hoan chinh hon va co thé &p dung dé mang lai mot phan néo loi ich cho
Cong ty Co phan may Son Hatrong thuc té sip téi.

Emxin gii 161 cém on chan thanh nhat!

Hoc vién thyc hién
PHUNG THI THU HANG



87

TAI LIEU THAM KHAO

1. BUSINESS/EDGC, béanh gia hiéu qua |am viéc phét trién nang luc
cua nhén vién, bo sach quan tri nhan luc, NXB Tré .

2. PGS. TS Tran Kim Dung (2003, 2006), Quan tri ngudn nhan lyc,
NXB Thong ké.

3. Ths.Nguyén Vin Piém, PGS. TS Nguyén Ngoc Quan(2007), Quan
tri nhan luc, Pai hoc Kinh té Qubc dan, NXB Théng ké.

4. PGS. TS Lé Thanh Ha, (2011), Gi&o trinh Quan tri nhan luc tap I,
NXB Lao dong- X&ahoi.

5. PGS. TS Lé Thanh Ha, (2011), Giao trinh Quan tri nhan luc tap I,
NXB Lao dong- X&ahoi.

6. L& Thi Diéu Hang (2015), Céng tac dao tao Ngudn nhan lyuc tai cong
ty c¢6 phan LICOGI 166, Luan van thac si, Pai hoc Lao dong xa Hai.

7. PGS. TS Ha Van Hoi (2002), Quan tri ngudn nhan luc trong doanh
nghiép, NXB Buu dién.

8. Pham Thij Lién Huong (2016), “Dao tao ngudn nhan luc tai cong ty
c6 phan may Nam Dinh”, Luan van thac si, Pai hoc Lao dong xa Hoi.

9. Pham Thanh Nghi va Vit Hong Ngan (1998) — Quan ly ngudn nhan
lwc & Viét Nam. Mot sb van d@é va thuc tién — Vién khoa hoc xa hoi viét
nam,Vién nghién ciru con nguoi .

10. binh Phic va Khanh Linh (2004), Quan ly nhan sy, NXB Tai
chinh.

11. B Vin Phic (2000), Quan |y ngudn nhan luc caa doanh nghiép,
NXB Khoa hoc va ky thuat.

12. Ta liéu vé Pao tao, bdo céo nhan su, bdo céo nhan sy, tai chinh

cong ty Co phan May Son Ha céc thoi ky.



88

13. Lé Van Tam, Ngb Kim Thanh (2008), Gia trinh Quan tri nhan luc,
NXB Théong ké..

14. PGS. TS Nguyén Tiép (2011), Gigo trinh quan hé lao dong, Pai hoc
Lao dong - Thuong Binh - XaHoi, NXB Lao bong Xa Hoi

15. PGS. TS Nguyén Tiép (2013), Gido trinh ngudn nhan luc, Pai hoc
Lao dong - Thuong Binh - XaHoi, NXB Lao bong Xa Hoi

16. PGS. PTS Pham buc Thanh va PTS. Mai Quéc Chéanh (1998), Gido
trinh kinh té lao dong, NXB Gi&o duc.

17. Nguyén Thi Thom (2017), “Hoan thién cong tac Pao tao ngudn
nhan luc tai cong ty C6 phan Nam Séng M&’, Luan van cir nhan, Pao hoc
Lao dong — Xahai

18. Website:

http://www.sonhagmt.com.vn

https://vi.wikipedia.org

http://quantri.vn

Jhttp://www.dantri.com.vn

Ihttps://vtv.gov.vn/



http://www.sonhagmt.com.vn
https://vi.wikipedia.org
http://quantri.vn
http://www.dantri.com.vn
https://vtv.gov.vn/

PHU LUC 1
PHIEU XAC BPINH NHU CAU PAO TAO CONG TY CO PHAN MAY
SON HA
Vian phong cong ty
PHIEU XAC PINH NHU CAU
DAO TAO NAM ..........

Nham nang cao hon nira hiéu qua cdng téc ddo tao va phét trién nguon
nhan luc, Van phong cong ty cong ty Co phan May Son Ha tién hanh nghién
ctru, tham do vé nhu cau d2o tao cua can bd cong nhan vién trong cong ty, xin

anh/chi vui long dién vao phiéu nay.

Ho VAaLEN: ... (Nam NT): e
TUSE: e, Chirc danh CONG VIEC:......vevvveveeereerieeeeeerevnne

BO PhAN: o Trinh d6 hoC VAN:......oeeveveeeenren,
Tham nién cong tac:................... Trinh d6 chuyén mén....................

TOt NGNIEP LrUEONG: <oevve et e et e et e e e
Cau 2: Anh/chi c6 cam thdy hai ldng vai cdng viéc hién tai?

Rat hai long c. Binh thuong

Hai long  d. Khéng hai Iong

Cau 3: Anh/chj c6 mudn dugc dao tao thém khdng?

Rat muén  c. Binh thuong

Mubnd. Khéng mubn

Cau 4: Nganh nghé ma anh/chi muén duoc dao tao 1a gi?



Cau 5: Bé nang cao hiéu qua trong cdng viéc, anh/chi mong mudn dugc
d2o tao thém nhirng kién thic, ky nang gi?

Cau 6: Anh/chi muén duogc ddo tao them nham muc dich gi ?
Thuc hién tét hon cdng viéc hién tai

Thang tién Tang luong

Hoc hoi thém

Cau 7: Anh/chi mubn duogc d&o tao vao thoi diém ndo?



PHULUC 2
PON PE NGHI THAM GIA PAO TAO NANG BAC CONG
NHAN KY THUAT

BO PhaN: oo e e e e

Tham nién 1am VIEC tal CONG tY:....ceceviiiiies e e

Nguoi l[am don



PHULUC3
BANG KHAO SAT VE CONG TAC PAO TAO CONG NHAN MAY
TAI CONG TY CO PHAN MAY SON HA

Nham nang cao hon nira hiéu qua cdng tac dao tao cong nhan may tai
Cong ty ¢b phian may Son Ha, hoc vién da tién hanh nghién ctu, tham do vé
cong tac dao tao cong nhan may trong don vi.

Toi rat mong dwoc sy gitip d&, ung ho nhiét tinh caa anh/chi trong viéc
cung cap théng tin can thiét vé cdng tac ddo tao da thuc hién nhim hoan thién
hon nita cong tac dao tao cong nhan may tai cong ty. Moi cau hoi xin anh/chi
vui 1ong chon mét phuong an tra 1o pht hop nhat va khoanh tron vao truée
cau tra loi do.

Toi xin cam két khdng sir dung thdng tin phiéu diéu tra sai muc dich.
Xin trén trong cam on quy anh/ch;!

I. Théng tin cA nhéan

Ho vatén: Nam ( Nt ):
Tudi: Chtrc danh cong viéc:
Bo phan: Tham nién cdng tac: nam;

1. Anh/chj c6 dwec phé bién thuwong xuyén vé cac ké hogch dao tgo
lao dong cua cong ty, cia bg phdn minh hay khéng?

a. Thuong xuyén

b. Khéng thuong xuyén

2. Pé d@4p wng cdng viéc trong tweng lai, anh/chi mong muén cdn
phdi dwoc tdp trung bé sung kién thic, ky niang gi?

a. Chuyén mon sau

b. K¥ nang lam viéc theo nhém

c. Ngoai ngtr, vi tinh



d. Hiéu biét phép luat kinh doanh

3. Anh/chj c6 thwong xuyén tham gia cac khéa dao teo ciia cdng ty
khong?

a. Thuong xuyén tham gia

b. Mot nam mot Ian

c. Nhiéu nam mot 1an

d. Chuabao gio

4. Nguén kinh phi khi anh/chj tham gia dao tao 1a tir dau?

a. Cong ty tra hoan toan

b. Cong ty tra mot phan

c. Anh/chi tu chi tra

5. Panh gia ciza anh/chj vé co s¢ vt chdt phuc vu dao tgo

a Tot

b. Binh thuong

c. Kém

d. Rat kém

6. Ngi dung anh/chi dwec dao tao cd phu hep vei cbng viéc hién tai
cua anh/chi hay khong?

a. Hoan toan phu hop

b. Phi hop mot phan

c. Khéng lién quan dén cong viéc

7. Anh/chi d@anh gi& thé nao vé kién thizc chuyén mén va khd nang
truyén dat ciia gido vién tham gia cac khoda dao tao ciia cong ty?

a Tot

b. Binh thuong

c. Kém

d. Rat kém



8. Anh/chi d& &p dung kién thic, ky nang duoc hoc vao cong viéc &
muc d nao?

a. Ap dung hoan toan vao cong viéc

b. Ap dung mot phan vao cong viéc

c. Khéng ap dung dugc vao cong viéc

9. Sau khda hoc anh/chi cé thidy niang luc cia minh duoc nang cao
khéng?

a Tot hon rd rét

b. Tét hon it

c. Khong thay doi

d. Khéng biét

10.  Anh/chj c6 hai long vé cong tac dao teo ciia cong ty?

a Rat hai long

b. Hai 1ong

c. Khéng hai long

Anh chi vui 16ng cho biét thém céc y kién dong gop nham hoan thién
cdng tac ddo tao cdng nhan may tai Cong ty cd phan may Son Ha:

“ Xin chan thanh cam on sy cong tac, gilp dé caa Anh (chi )!”



