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MO PAU

1. Ly do chon dé tai

Mot trong nhirng van dé quan trong nhat caa quan tri nhan luc d6 1a
|am sao dé ngudi lao dong hoan thanh cac muc tiéu, yéu cau trong cdng viéc
mot céch tt nhat. Boi vi céi gi khdng do dém, lugng hoa duoc thi rat kho dé
quan ly va cai tién. Cho nén, dé giai quyét van ndy, t6 chic can phai dinh
huéng nguoi lao dong bang céc tiéu chuan, tiéu chi, cing véi do |a céc
phuong phép do ludng micc do dép tng nham khuyén khich, phan loai nguoi
lao dong. Pénh gia thuc hién céng viéc chinh 1a noi dung cu thé can duoc
nghién ciru khi giai quyét c&c van dé néu trén.

Vé thuc chat danh gia thuc hién cdng viéc 1a thuc hién so sénh tinh
hinh thuc hién cong viéc ciaa nguoi lao dong voi yéu ciu dé ra cua té chic.
DPéanh gia thuc hién cdng viéc co tac dong toi ca to chic va céc ca nhan,
Khdng co nhitng con nguoi 1am viéc hidu qua thi moi t6 chirc déu khéng thé
nao dat téi muc tiéu caa minh. Nhéan vién, nhirng nguoi ¢6 xu huéng tu danh
gia thap, nhitng nguoi co két qua thuc hién cdng viéc khéng cao, hoic khong
tin teong viéc danh giala cong bang s3 lo lang, so héi, khéng an tam khi 1am
viéc. Nguoc lai, nhitng nguoi ¢ nhiéu tham vong, cau tién, co két qua thuc
hién cong viéc xuat sic s& coi danh gia thuc hién cong viéc 1a co hoi giup
khiang dinh vi tri, thém co hoi thiang tién trong nghé nghiép. Néu thuc hién
dénh gia khong khoa hoc, cong bang s gay tac dong rat xau téi méi truong,
van ho4, tinh canh tranh... trong doanh nghiép.

Cong ty TNHH San Pham Thép Viét Nam thanh 1ap tir nam 1997, 1a
Cong ty c6 von dau tu 100% tir Nhat Ban chuyén san xuat éng thép cho
nganh céng nghiép 6t6 va xe may, 99% xe may ban ra trén thi truong Viét
Nam déu cd ciu trdc khung, gaim duoc xuat xuong tai Cong ty TNHH San

Pham Thép Viét Nam. Ké tir khi thanh 1ap chi voi vai nhan vién va 01 méay



Cit, t6i nay sau hon 20 nam phét trién, trai qua 5 nhiém Ky tong giam déc,
nhan luc d&1a 233 nguoi véi 30 may cat va 2 day chuyén cuén éng. Lanh dao
Cong ty TNHH San Pham Thép Viét Nam ludn nhan thirc rd tim quan trong
cua danh gié thuc hién céng viéc nhu: xac dinh dugc muc tiéu cdng viéc rd
rang, cung cap day du théng tin phan héi gitp nguoi lao dong biét rd can phai
lam gi, diéu chinh nhu thé ndo, sira chira c&c sai sot ra sao néu phét sinh trong
qué trinh 1am viéc, va hang loat cac nhiém vu nhu hoan thién hé thong quan
tri nhan luc, 1ap ké hoach, tuyén chon, dinh huéng phét trién, ddo tao, dong
vién, tra cong, khen thuang, 16 trinh cdng danh, khuyén khich nguoi lao dong
gan bo 1au dai vai congty...

Tuy nhién, hoat dong danh gia thuc hién céng viéc ma céng ty dang ap
dung van con mot sé diém bat cap nhu: quy trinh danh gia thyc hién cong
viéc duoc x8y dung tir khi thanh 1ap cong ty d&16i thoi, tuy da dugc chinh sia
nhung van chua pht hop. Trong suét hon hai thap ky hinh thanh va phét trién,
tinh hinh san xuat, kinh doanh khéng ngirng thay dbi, nhan sy chu chét caa
phong HCNS bién dong lién tuc, nang lec phong HCNS chua dép (ng du yéu
cau, 1anh dao lai khdng quan tam, sau sét ding myc. Panh gia thyc hién cong
viéc lai 1a mot hoat dong hét sirc phire tap, nhay cam, do c6 su tac dong cua
rat nhiéu nhan t6 khéach quan va cha quan khéc nhau.

Tt nhitng ly do trén, co thé thiy viéc xem xét, danh gid mot cach khoa
hoc, chi ra nhitng mat dugc va chua duoc d¢é hoan thién dénh gia thuc hién
cong viéc tai Cong ty TNHH San Pham Thép Viét Nam |a can thiét. Pay laly
do tac gia da chon: “Panh gia thwc hién cong viéc tai Cong ty TNHH San
Pham Thép Viét Nam” lam dé tai viét luan van caa minh. Hy vong nghién
ctru ndy < giup ich cho hoat d6ng BPGTHCV cuacdng ty noi riéng va sy phat
trién, nang cao chat lugng nguén nhan lyc cua cdng ty néi chung.

2. Tinh hinh nghién citu lién quan téi dé tai



2.1. Trén thé gidi

Robert S. Kaplan va David P. Norton (1996), The Balance Scorecard:
Translating Strategy into Action. Tai liéu huéng dan cach thirc xay dung mot
thé diém can bang, cdng trinh mang tinh cach mang trong linh vuc quan ly
nhan sy. Tac pham trinh bay mét cach hé thdng quan diém, muc dich, tim
guan trong cua viéc sir dung cac thudc do trong quan ly ciing nhu cach thic
x&y dung vaing dung thé diém can bing (BSC) trong viéc do luong hiéu qua
va hoach dinh chién lugc.

David Parmenter (2015), Key Performance Indicators (KPI), thuoc do
muc tiéu trong yéu. Trong ta ban Ian thir 3, tic gia da dwara nhirng chi b do
lwdng hiéu sut, hiéu qua, két qua két ni hodn hao véi 06 khia canh cua thé
diém can bang. V&i noi dung chuyén sau vé nén tang dé thuc hién cac chi sb
DGTHCV, céch phét trién, &p dung hé théng KPI sao cho hiéu qua théng qua
06 giai doan twong ang véi 12 budc thuc hién. Tac gia d¢a dé cap ti nhirng
dac tinh quan trong caa chi s6 KPI nhu:

Phi tai chinh: Céc chi sb do ludng dugc thé hién thong qua sd tién bang
don vi nhu VND, USD... thi khéng dugc goi 1a KPI. Chiing 1a nhitng chi sd
két qua. KPI duoc hiéu 1a nhitng chi sb tao nén két qua, vi du nhu s lan
khach hang quay lai st dung dich vy, sb luong phan nan lién quan téi chat
lwong san pham, dich vu...

Chu ky: Tan suit do nhiéu hon hodc bang mot lan/thang méi tao ra
duoc sy thay doi dang ké trong két qua van hanh.

Ddi twgng: Cap 18nh dao cang cao, cang can phai quan tam va danh sy
tap trung vao cac hoat dong KPI mot céch thich dang.

DPon gian: Céc chi tiéu do ludng va céch tinh todn can phai dé hiéu véi

dbi twong bi téc dong va dugc pho bién téi toan thé cdng nhan vién.



NG luc nhém: Chi s KPI duoc hoan thanh duatrén nd luc phdi két hop
cua thanh vién trong nhém ciing nhu gitra cac nhdm, cac bo phan.

Su tac dong: Chi sb KPI c6 tac dong 16n hon chi sb thanh cong cua
doanh nghiép va ciing hon ca ban than mot khia canh don I¢é cua chi sb KPI.

Han ché: KPI chi hd trg cac hanh dong ding theo muc tiéu thiét 1ap
nhung lai thiéu tap trung vao chi sd két qua. Chinh vi vay, té chtc can phai
quan tam thich dang téi KRI 1a céc thudc do két qua trong yéu.

Pai hoc Harvard, Tir dién nang lyc. Tai liéu d& gi6i thiéu va hé thong
hod céch x&c dinh va xay dung khung nang luc cua ngudi lao dong trong to
chtre. Niang luc 1a yéu té dau vao con két qua thuc hién cong viéc 1a yéu td
dau ra. Bé co dugc két qua cong viéc tét thi diéu kién can |1a nang luc caa
nguoi thuc hién phai pht hop. Do do6, t6 chirc can x&c dinh khung nang luc
cho tung vi tri cbng viéc va cd phuong phap do luong s phu hop caa nguoi
dam nhan.

2.2. Tai Vigt Nam

Tran Kim Dung (2017), Quan tri nguon nhan lc, NXB Ta chinh. Tai
lieu ndy da hé théng lai kién thic vé quan Iy BPGTHCV nhu muc dich, noi
dung, trinh ty thuc hién, quy trinh quan ly BPGTHCV. Céac phuong phdp, noi
dung chinh, ciing nhu cach nang cao chat luong DPGTHCV. Céch thuc hién
maot cudc phong van va DPGTHCV cua cac phong ban, bo phan. Ngoai ra, tai
liéu con dé cap toi giao muc tiéu, danh gia két qua cdng viéc theo thé diém
can biang BSC va chi s d¢anh gié thuc hién cong viéc KPI.

Tran Kim Dung (2013), Xac dinh gia trj cong viéc va thiét lap bang
lwong doanh nghiép, NXB Téng hop Tp. HO6 Chi Minh. Tai lidu d¢& gioi thiéu
nhan thire, kién thac va ky nang co ban trong xéc dinh gid tri cdng viéc theo
phuong phép tinh diém, céch thirc x&c dinh mirc lwong chac danh, mirc luong

c& nhan dya vao céc yéu té kién thic, ki nang, trach nhiém va diéu kién [am



viéc. Tur d6 phan biét va hudng dan cach thirc xay dyng thang bang luong dua
vao két qua d¢anh gia thuc hién cdng viéc caa tirng c& nhan.

Lé Quan (2016), Lanh dgo doanh nghiép Viét Nam, NXB bai hoc
Quéc giaHaNai. Tai liéu ddkhang dinh chi sb BSC, KPI phan &nh hoat dong
cua doanh nghiép, cia bd phan, cia ca nhan trong tirng giai doan, chu ky kinh
doanh nhét dinh. Cach quan tri theo muc tiéu, lién hé ching véi BSC, KPI.
Vi nghién ctu ndy, téc gia da 1am rd 4 vai trd quan trong cua chi s6 KPI
trong doanh nghiép nhu: vai trd két ndi, vai trd dinh huéng, vai trd do luong,
va trd danh gia va vai trd diéu chinh khi trién khai KPI trong céc doanh
nghiép. Bén canh d8, nghién ciu ciing khang dinh chi sb KPI dugc 8p dung
tai phan lén cac doanh nghiép nhu mot cdng cu danh gia thanh tich, day la
nhitng chi sb cdt 16i, mang tinh nén tang trong hé théng danh gia dé giup
doanh nghiép thuc hién duge muc tiéu vatam nhin chién luoc.

Lé Trung Thanh (2011), "Panh gia thuc hién cbng viéc tai doanh
nghiép Viét Nam”, Kinh té va phét trién, (163), 178-190... Bai viét danéu lén
nam giai doan danh gia thuc hién cong viéc gom: nhat tri vé muc tiéu, giam
sat thyc hién, hudng dan, tro gilp, cung cap thdng tin phan hdi va danh gia
cudi ky. Viéc sir dung c6 hiéu qua PGTHCV ciing duoc dé cap. Ngoa viéc
sir dung 1am co s& dé tra luong, thuong, két qua PGTHCV cdn duoc dung
Va0 céc cong tac quan tri nguon nhan luc nhu: ddo tao, phét trién, b tri, dé
bat vathay thé nhan sg...

Ta Huy Huing (2019), “ Nhan thic vé trién khai &p dung chi sd do luong
hiéu suat cot yéu (KPI)”, Ky yéu hgi thdo quéc gia vé Quan tri nhan lyc
doanh nghiép trong bai canh hgi nhdp quéc té va cach mang cong nghiép 4.0,
(6), 160-743. Nghién ctru d¢& cung cap buc tranh thuc trang, mang tinh thoi sy
vé nhan thic cia nguoi lao dong véi ban chat cua chi s KPI, vai trd va

nhitng kho khan, thach thic khi trién khai KPI trong céc doanh nghiép & Viét



Nam hién nay. Qua dé, tac gia cd nhitng dé xuat, giai phap gitp doanh nghiép
vuot quakho khan khi trién khai KPI trong hé théng PGTHCV.

Mai Hiru Khué (2014), “Tam |y hoc to chic”, NXB Pai hoc Kinh té
quéc dan. Tai liéu da néu Ién tim quan trong cua nhirng dic diém, tinh céch,
nang luc, nhu cau va khia canh tam |y cua con ngudi trong lao dong va quan
hé vai tap thé lao dong. Bén canh d6 ciing luu v ¢én nhitng dic tinh, yéu cau
vé tam ly cua nguoi lao dong anh huang tai két qua thuc hién cong viéc.

Tuy d& c6 nhiéu dé tai nghién ctu vé DPGTHCV ¢ ca cap vi md va vi
mo, nhung chua co6 mot cong trinh nghién ciru nao mang tinh toan dién, co hé
thdng va thuc té vé PGTHCV tai Céng ty TNHH San Pham Thép Viét Nam.
Do vay, viéc nghién ciu dé tai: “Panh gia thwc hién cong viéc tai Cong ty
TNHH San Pham Thép Viét Nam” nham phéan tich thuc trang PGTHCV la
can thiét. Tur d6 tim ra nhirng giai phép rd rang, cu thé, thiét thuc, gop phan
vao sy phét trién nguén nhan lyc cia Cong ty TNHH San Pham Thép Viét
Nam.

3. Muc dich, nhiém vu nghién ciru
3.1. Muc dich nghién cizu

Tim ranhitng vu va nhugc diém dang ton tai, tir d6 dua ra céc giai phép
hoan thién danh gia thuc hién cdng viéc tai Cong ty TNHH San Pham Thép
Viét Nam.

3.2. Nhi¢gm vu nghién cizu

Dé dat muc tiéu, luan van ¢ nhirng nhiém vu nghién ciru nhu sau:

Mot 13, hé thdng hoa céc khéd niém, khung Iy luan chung, Iy thuyét co
bin vé DGTHCV.,

Hai 13, 1am rd DPGTHCV tai Congty TNHH San Pham Thép Viét Nam.

Chi ra nhirng uvu nhuoc diém ton tai vanguyén nhan gay ra chang.



Ba |3, dé xuat cac giai phdp nham hoan thién PGTHCV tai Cong ty

TNHH San Pham Thép Viét Nam trong thoi gian téi.
4. Poi twong, pham vi nghién ciu
4.1. Péi twong nghién cru

DGTHCV tai Céngty TNHH San Pham Thép Viét Nam.
4.2. Phgm vi nghién crru

Vé khong gian: Cong ty TNHH San Pham Thép Viét Nam. Pia chi tai
L6 29, 30, 31, 32, 43 KCN Noi Bai, Quang Tién, Soc Son, HaNai.

V¢ thoi gian: Dir liéu phan tich lién quan dugc thu thap trong khoang
thoi gian tir nim 2014 d¢én nam 2018 vadé xuat giai phdp dén nam 2022,

5. Phwong phap nghién ciu
5.1. Nguén dé liéu

- Thir cip: Tim kiém céc thdng tin thir cap tai Cong ty TNHH San
Pham Thép Viét Nam trong cé&c quy trinh, noi quy, huéng dan... lién quan dén
hé théng PGTHCV duoc luu tai phdong Hanh chinh Nhan s va céc phong
ban, bo phan lién quan trong cong ty.

- So cap: Thuc hién diéu tra xa hoi hoc diing bang hoi, phong van sau
dé thu thap théng tin.

5.2. Phwong phap thu thdp thdng tin

- Péi tugng diéu tra: Toan bo nhan vién tir cap treang phong tra xudng
tai Cong ty TNHH San Pham Thép Viét Nam.

- No6i dung bang hoi: Thu thap théng tin ca nhan nguoi lao dong, vi tri
chtrc danh céng viéc, s6 nam kinh nghiém, do tudi, cac y kién, quan diém cua
nhan vién, quan ly vé PGTHCV, mdi quan hé 1am viéc, nguyén vong, mong
mudn, mic d6 hai 1ong cuangudi lao dong vé hoat dong PGTHCV. Bén canh
d6, nghién cau nhitng kho khan khi 1am viéc ciing nhu céch thirc khac phuyc,

khuyén khich nguoi lao dong hang say 1am viéc, gan bo vai cong ty.



- biadiém khao sét: Cong ty TNHH San Pham Thép Viét Nam.

- S6 lwgng phiéu khao sat: Téng 180 phiéu phét ra duoc chialam 2 loai
tuong ang voi 2 nhém lao dong ma cdng ty dang phéan loai. Trong do6, 35
phiéu hoi Nhom 1 1a NLP 1am coéng tac quan ly — san xuat kinh doanh céc
loai. 145 phiéu hoi Nhém 2 1a céc ¢dng nhan chinh, cdng nhan phu. Trong 35
phiéu hoi Nhém 1, tac gia co sir dung 08 phiéu ddi véi céc truong phong, 27

phiéu ddi véi phd phong va nhan vién. Két qua diéu tra thé hién trong bang

dudi day:
| mwn | SR S

1 | Bandiéu hanh 08 08
2 | Hanh chinh Nhén sy 03 03
3 | Kétoan 03 03
4 | Kinh doanh — K é hoach 05 05
5 | Bao dudng 02 02
6 | Quan ly chat luong 06 06
7 | Quan ly san xuat 03 03
8 | Bo phan cuén éng— Pl 02 02
9 | Bo phancitong— PR 03 03
10 ;F;]}rrf;]r’\gr;huphé ca, cbng nhan 145 145

Tong 180 180

- Thoi gian khao sat: Nam 2018.
5.3. Phuwong phap xu ly thong tin

- Phuong phép théng k&, md ta.

- Phuong phép tong hop, so sanh.

- Céc 6 lieu duoce xt ly bang phan mém Excel.
6. Nhirng ddng gop caa luan van

Vé ly luan:




Heé théng héa ly luan, co so khoa hoc, khung ly thuyét vé PGTHCV
trong céc doanh nghiép. Luan van s& lam rd cac khai niém, vai tro, chirc nang,
nhiém vy, c&c nhan té anh huéng va nhitng vuéng mac trong DPGTHCV hién
nay tai doanh nghiép.

Vé thuc tién:

- Panh gia thuc trang PGTHCV, chi ra céc vu va nhugc diém con ton
tai trong Cong ty TNHH San Pham Thép Viét Nam.

- Bé xuat c&c giai phdp nang cao hiéu qua DPGTHCV tai Cong ty
TNHH San Pham Thép Viét Nam.

7. Két cau caaluan van

Ngoai phan m¢ dau, két luan va danh muc tai liéu tham khao, danh muc
céc bang biéu, luan van duoc trinh bay gém 3 chuong:

Chuwong 1: Co s6 1y ludgn vé danh gia thic hién cdng viéc trong doanh
nghiép.

Chuwong 2: Phan tich thuc trang danh gia thyc hién cdng viéc tai Cong
ty TNHH Sin Pham Thép Viét Nam.

Chuwong 3: Mét s6 gidi phap nham hoan thién danh gia thuec hién cong
viéc tai Cong ty TNHH Sin Pham Thép Viét Nam.



10

CHUONG 1.CO SO LY LUAN VE PANH GIA THUC HIEN
CONG VIEC TRONG DOANH NGHIEP

1.1. Mt sb khéi niém co ban
1.1.1. Khai niém cbng viéc

Cong viéc la tong hop cac nhiém vy, tréch nhiém ma mot nguoi hay
mot nhom nguoi lao dong phai dam nhan trong té chirc. Cong viéc chi rd
nhitng chic nang, quyén han cuaté chixc ma mot nguoi hay nhém nguoi thuc
hién. [6, tr.144].

Cong viéc 1a mot phan trong hoat dong cua nghé. Nghé va cdng viéc
déu ladang cu thé caalao dong, Qua trinh phan cong va hop tac 1ao dong tao
nén céc loai hinh nghé nghiép va cong viéc khac nhau.

“Coéng viéc 1a mot phan trong toan b hoat dong cua nghé”. “Nghé |a
dang hoan chinh caa qué trinh lao dong, N6 doi hoi trinh d6 hiéu biét, ky nang
lao ¢ong riéng va do vay can co chuong trinh d&o tao, day nghé riéng”. “ Cuiing
VGi su phét trién caa khoa hoc, ki thuat san xuat, caa phan cdng va hop téc
lao dong, ranh gidi gitra nghé va cdng viéc khdng ngirng thay doi, ngay mot
khé phan biét hon” [9, tr.4].

1.1.2. Kh&i niém vé thuc hién cong viéc

Thuc hién cbng viéc cé thé hiéu |a qua trinh lao dong, 1a tong thé
nhitng hanh dong caa con ngudi dé hoan thanh mot hay nhiéu nhiém vu nhat
dinh.

“Vé& mat vat chat, qua trinh lao dong 1a qua trinh nguoi lao dong st
dung coéng cu lao dong tac dong vao ddi tugng lao dong dé 1am ra san pham.
Vé mit x& hoi, qué trinh thuc hién céng viéc 1am nay sinh cac méi quan hé

gitta nguoi voi nguoi trong lao dong, goi 1a quan hé lao dong”. “Céc mébi
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quan hé d6 1am hinh thanh tinh chit tap thé, tinh chat x& hoi cua lao dong [9,
tr.6].
1.1.3. Khai ni¢gm danh gia thac hién cong viéc

“Pénh giathuc hién cong viéc 1a sy ¢énh gia cé hé théng va chinh thic
vé tinh hinh thuc hién cdng viéc caa ngudi lao dong trong quan hé so sanh véi
céc tiéu chuan duoc xdy dung va thao luan vé s¢ d¢anh gia dé véi nguoi 1ao
dong” [1, tr.7].

“Péanh gia két qua thuc hién cong viéc (perfomance appraisal hoic
performance evaluation) 1a x&c dinh mac ¢6 hoadn thanh cdng viéc cuatap thé
hoidc c& nhan so véi céc tiéu chuan dd dé ra hoic so sanh véi két qua cong
viéc cua céc tap thé, ca nhan khéc cung thuc hién cong viéc” [2, tr.284].

“Pénh giathuc hién cong viéc 1a sy ¢énh gia cé hé théng va chinh thic
tinh hinh thyc hién cong viéc caa nguoi (nhdm nguoi) lao dong trong quan hé
s0 sanh véi cac tiéu chuan da duoc xay dung va thoa thuan vé sy dénh gia do
véi nguoi lao dong. Pay thuc chat 1a viéc so sanh tinh hinh thuc hién cong
viéc cua chinh ngudi( nhém nguoi) lao dong so véi yéu cau dé ra cua to
chuc” [6, tr.211].

1.2. Vai tr 0 danh gia thuc hién céng viéc
1.2.1. Muc dich cuia danh gia thuc hiégn cong viéc

Muc dich d6i vai to chic, tap thé:

Gillp cho céc tap thé lao dong biét va hiéu dugc mac do, mdi twong
guan trong thuc hién cong viéc caa nhau.

Gilp cho tap thé lao dong nhan biét duoc nhitng wu nhuoc diém cua
minh, tir d6 tim c&ch phét huy mat tét, bién phép khic phuc mat yéu kém.

Tao dugc sy dodn két trong tap thé, kich thich, tao dong luc lao dong,
khuyén khich tinh than thi dua gitra céc don vi va nang cao sy phéi hop trong

cdng viéc, cung phan dau dat duoc nhitng két qua cao trong danh gia



12

Kich thich duoc sy ¢6 gang cua ca nhan trong thuc hién cong viéc néu
danh giatap thé gin lién véi viéc lya chon cAc canhan tiéu biéu caatap thé do.

X&y dung vin héa to chic, danh gid khéch quan 1a co s ciia cdng bang,
tao bau khong khi thuan loi trong lao dong, hd tro cdng tac truyén thong, giao tiép,
thao luan gitta cip trén va cip dudi. ..

Muc dich d6i véi ca nhan:

Cai tién s thue hién cdng viéc caa ngudi 1ao dong, kich thich phan dau
bing cach cung cp théng tin vé muc do thuc hién céng viéc cua ho so Véi
céc tiéu chuan dit ra va so voi cac nhan vién khac. Gilp ngudi lao dong tu
phét hién sai sot, tir d6 tu rat ra bién phap khic phuc, nang cao y thirc tréach
nhiém vatao diéu kién cho nguoi lao dong khang dinh minh,

Gilp nha quan ly thém di kién, hd tro ho ra cac quyét dinh ding dan
trong cong téc hoach dinh, d&o tao — phét trién, thuyén chuyén, dé bat, cai tién
co Cau to chuc, tra luong, khen thuong, xir phat, phét hién bdi dudng nhan
ta...

1.2.2. Tac dung cua danh gia thuc hiégn cong viéc

Téc dung, y nghia ddi véi t6 chuc:

Tao dong luc lao dong cho tap thé, ca nhan: Céc tiéu chi, tiéu chuan
PGTHCV duogc thiét ké dua trén chién luoc, sach luge da thong nhat cua to
chtc. Thanh cong caa to chire s bat ngudn tir két qua tét trong cdng viéc caa
tap thé, ca nhan. Cho nén, ddy 1a yéu té quan trong cho viéc thang tién, phuc
loi, lwong béng... tao dong luc lam viéc cho nguoi lao dong.

Xay dung co s& cho cac quyét dinh ding dan trong hoat dong quan tri
nhan luc nhu:

Trao d6i vagiao tiép trong quéa trinh dénh gia thuc hién céng viéc la co

hoi gitp nhaquan |y ¢ céi nhin toan dién, su sic cap dudi cuaminh.
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La co s ban hanh céc quyét dinh nhan sy dlng dan lién quan tsi dé
bat, thuyén chuyén, d&o tao, phét trién, thang tién...

Co so danh gia mac @6 thanh cong cua hé théng chinh sach quan tri
nhan lyc cuato chirc.

Co so cho viéc tra thi lao lao dong dua trén két qua, vi du nhu hé thong
lwong 3P, lwong theo san pham...

Qua trinh trao doi théng tin trong danh gia gitp hoan thién diéu kién
lam viéc ciangudi 1ao dong, vi du nhu hoadn thién quy trinh san xuat tinh gon,
an toan vé sinh lao dong, 5S, cai tién, KAIZEN...

Két qua cong bang va chinh xéc trong danh gia gop phan tao bau khong
khi thuan loi trong doi sbng tap thé, xay dung van hda, diéu chinh thé do cua
ca nhan nguoi lao dong.

Téc dung, y nghia ddi véi ngudi lao dong:

Gilp nguoi lao dong co co hoi tu khing dinh minh, khang dinh vai tro
ciia minh trong to chuc.

Gilp nguoi lao dong thau hiéu ban than, phéat huy diém manh, khic
phuc diém yéu tir d6 1am co s cho hoan thanh cdng viéc duoc tét hon.

Hoat dong phong van d¢anh gia thuc hién céng viéc tao co hdi dé nguoi
lao dong ndi 1én tiéng noi caa minh.

1.3. Ngi dung danh gié thwc hién céng viéc
1.3.1. Xay dung ban hanh quy dinh vé danh gia theec hién cong viéc

Xay dung quy dinh hay quy trinh thuc hién céc céng viéc néi chung va
DGTHCV ndi riéng la cach 1am khoa hoc, c6 tinh hé thdng, thé hién su
chuyén nghiép gitp t6 chic tidu chuan hoa hoat dong caa minh, ngdy cang
nang cao hiéu qua, chat luong cdng tac quan tri nhan lyc. Mot hé théng

DGTHCV tbt, can tuan tha mot sb yéu cau sau:
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Huéng vao thuc hién muc tiéu caa to chiee, pht hop véi muc tiéu quan
ly va phuc vu quan ly. N6 can bam st vao sir mang, tim nhin chién luoc, gia
tri ¢t 16i, van hda ma to chirc dang theo dudi. Céc tiéu chi danh gid phai co
mdi lién hé truc tiép dén céc yéu té chinh da duoc thiét 1ap thdng qua hoat
dong phan tich cong viéc, md ta cdng viéc, tiéu chuan cong viéc vatiéu chuan
nang luc caa tirng chirc danh cong viéc.

L& co sd trong viéc chi tra thi 1ao, b tri sir dung, dé bat, thiang tién va
lam cin ci d&o tao - phét trién nang cao chuyén mén, nghiép vu cho ngudi
lao dong. Mot quy dinh c6 gia tri can dam bao phan biét dugc mac do hoan
thanh céng viéc cua cac ca nhan khéc nhau, vi nhu thé mai tao duoc dong luc,
khuyén khich ngudi lao dong nd luc va cb gang khéng ngirng xay dung van
hoa lanh manh, cai thién méi truong vadiéu kién 1am viéc.

DPam bao d6 tin cay, nhat quéan trong danh gia, nghia la phai tranh duogc
sai s6t do sy chi phdi caa tinh cam, dinh kién caa c& nhan dén két qua danh
gia

Mot quy dinh PGTHCV ¢6 gia tri, mang lai hiéu qua can nhan duoc sy
chap nhan vaung ho tir da sb nguoi lao dong. Vi khi ¢6 s ung ho nay, NLD
s8 ¢b gang phan dau véi tm ly thoai mai, tao dugc bau khéng khi tét trong
hiép téc, phdi hop lao dong. Bé 1am dugc diéu ndy khi xay dung hé théng,
ngudi phu trach thuong phdi hop véi cdng doadn nham hai hoa gitta quyén loi
va nghia vu cua cac bén lién quan.

Phai dam bao tinh thyuc tién, ¢ nghiala hé théng phai xuat phét tir thuc
té cong viéc, khdng nén dua ra céc tiéu chuan qua cao, qué thap hoic qua ric
réi. Chiing can don gian, dé hiéu, cé tinh thach thac hop Iy méi khuyén khich
duoc sy phan dau ¢ nguoi lao dong.

Mot hé théng danh gia cong viéc gom bayéu té co ban:
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- Tiéu chuan déanh gia Dwa trén muc tiéu, tam nhin chién luoc, gia tri
cot 16i cua doanh nghiép, céc cap phong ban can xay dung cac tiéu chuan dé
dinh huéng hanh vi cua nguoi lao dong. Céc tiéu chuan ndy can phan anh
duoc van hoé doanh nghiép, phan anh dugc két qua vahanh vi can cé dé hoan
thanh cong viéc, phai chi rd duoc ngudi lao dong can phai 1am gi va dat mic
do thé ndo.

- bo luong su thuc hién céng viéc theo cac tiéu chi danh gia duoc néu
|&n trong tiéu chuan: C6 thé hiéu day 1a viéc cho diém dé phan anh mac do
thuc hién cdng viéc cua nguoi lao dong dua trén dac trung da duoc xac dinh
cuacong viéc.

- Phan hoi két qua danh gia téi ca nhan vato chic: Két qua danh gia
duoc phan hdi téi cac bén hiru quan nham dinh huéng hoat dong cua ho vao
viéc tu diéu chinh vathich nghi véi c&c muc tiéu caa t chic,

Trinh ty x4y dung hé théng PGTHCV 1a mét vong tuan hoan céc cong
viéc can thuc hién tuwong tu md hinh PDCA: x8y dung tiéu chuan thuc hién
cdng viéc; do ludong thuc hién cong viéc; thuc hién phan hdi dua trén két qua
do vatiép tuc quay lai dé diéu chinh.

1.3.2. Lap ké hoach danh gia theec hién cong viéc

Dé quan |y hiéu qua, chiing ta can cu thé hoa nhitng yéu cau, tiéu chuan
trong ndi quy DPGTHCV bing céc ké hoach hanh dong cu thé tuong thich véi
tinh hinh thuc té tai doanh nghiép. Ching ta can dinh rd, chi tiét hoa cac muc
tiéu, tiéu chi, tiéu chuan, chu ky, phuong phép danh gia cho ting vi tri chic
danh cdng viéc cu thé.

- Muc tiéu danh gia

Budc dau tién trong qué trinh danh gid, cac nha lanh dao can x&c dinh
céc linh vuc, ki nang, két qua ndo can dat dugc va nhirng yéu té ndy lién hé

véi cac muc tiéu cua to chire, muc tiéu cua quan |y caa dénh gid ra sao. Céac
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muc tiéu ndy can dap ang nguyén tic SMART. Nghiala no phai cu thé, co thé
do luong duoc, phi hop véi thuc tién, cd thé tin cay duoc, véi thoi gian va
thoi han chip nhan duogc. Pay 1a co so cua viéc xay dung, lua chon phuong
phép danh giaphu hop.

- Bdi twong dénh gia:

C6 hai nhom ddi tugng dénh giala tap thé lao dong (don vi, nhom, t6)
va c& nhan ngudi lao dong. Kha nang [am viéc doc lap, tu cha ludn duogc dé
cao, tuy nhién chiing ta khéng thé tach roi nd véi kha nang lam viéc nhém,
lam viéc tap thé. Piéu ndy dugc thé hién rat rd trong cau néi “Mot cay 1am
chang Ién non, ba cdy chum lai nén hon nui cao”. Néu chi danh gia ca nhan
ma khdng danh gié theo tap thé s 1a mot khiém khuyét vi nd s tach roi ca
nhan ra khoi tap thé. N6 s8 khong thé tao ra dugc bau khéng khi 1am viéc chu
dong vatich cuc hop tac gitta nhitng nguoi lao dong. Nguoc lai, néu chi danh
gia tap thé mathiéu danh gia ca nhan s3 khdng xac dinh chinh xac duoc muac
d6 dong gop cua tirng nguoi vao thanh qua lao dong chung cua tap thé. NO s3
dan dén hién twong “ cha chung khéng ai khoc”, “dong cdng”, “phong diém”,
thiéu cong bang, khéng khuyén khich dugc s ¢b gang phan diu caa ca nhan
nguoi lao dong.

- Tiéu chuan danh gi&

Tiéu chuan DPGTHCV duoc thiét 1ap tir cao xudng thap, tir trén xudng
dudi. Cu thé, chiing dwa trén: muc tiéu, chién lwoc phét trién, tam nhin va gia
tri cbt 18i caa to chic; chirc nang nhiém vu cua tirng bd phan, phong, ban;
trach nhiém, nhiém vu dugc néu trong ban mo ta cdng viéc, tiéu chuan cong
viéc cuatirng chirc danh.

Tiéu chuan can phai khach quan, hop Iy sao cho c6 thé do luong va

danh gia dugc mirc ¢6 hoan thanh céng viéc caa nguoi lao dong.
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Tiéu chuan BPGTHCV khong chi 1am cho rd dugc nhitng gi nguoi 1ao
dong can 1am va mac d6 hoan thanh, ma con phai phan anh hop ly cac muc
d6 yéu cau vé sb lugng va chat luong thuc hién coéng viéc. Tiéu chuan
PGTHCV c6 thé phan theo hai loai: tiéu chuan hanh vi vatiéu chuan két qua.

_ Tiéu chi danh gi&

V&i cach hiéu trén, cé thé coi tiéu chuan la cac chuin muc, céach thic
duoc thong nhat khi 1am mot diéu gi ¢6. Con tiéu chi 1a cac diu hiéu, cac chi
dau duogc dua vao dé phan biét, phan loai, phé phan, ¢anh gia Mdi noi dung
cdng viéc cd thé bao gdbm nhiéu tiéu chi danh gid C6 thé xéc dinh céc tiéu
chi, chuan myuc ndy bang thang do dinh tinh va dinh luong.

Mudn biét mot nhan vién cé 1am viéc hiéu qua, phi hop vai vin héaté
chic hay khdng déu can nhitng tiéu chi danh gia nhat dinh. Cho nén, xay
dung tiéu chi PGTHCV la xé&c dinh ndi dung, Iinh vuc, k§ niang, két qua can
xem xét trong mdi twong quan vai viéc thuc hién cac muc tiéu, tiéu chuan da
dé ra.

Khi xay dung tiéu chi ¢anh gia can luu y dua trén ban tiéu chuan thuc
hién cong viéc, boi muc tiéu cua danh gid la xem xét nguoi lao dong co dat
duoc tiéu chuan cdng viéc hay khong. Mit khéc, can cu thé hoa céc tiéu chi
danh gi4, néu rd cac chiéu thirc, phuong phdp va cac mic @ danh gia mot
céch r6 rang vadé hiéu.

- Quy trinh x&c dinh tiéu chi, tiéu chuan danh gia:

Viéc x8y dung cac tiéu chi, tiéu chuan danh gia thuc hién cdng viéc
trén thuc té 1a viéc 1am tuong dbi khé. Bo phan Hanh chinh Nhan sy thuong
ladon vi chu tri, phdi hop vahd trg cac bo phan khéc trong té chirc thuc hién.
CO mot sb cach sau dé xay dung tiéu chi, tiéu chuan danh gia thuc hién cong
VIEC:

Céch 1. Chi dao tap trung:
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Truang c&c bd phan tu soan cac tiéu chi, tiéu chuan danh gia va trinh
1anh dao cao nhat phé duyét. Sau khi phé duyét, c4c tiéu chi, tiéu chuan ndy s3
duoc phd bién cho nguoi 1ao dong thyuc hién.

Uu diém: Tiét kiem thoi gian va nguon luc, céc tiéu chi ¢anh gia thé
hién dugc ré nét cac muc tiéu quan ly.

Nhugc diém: Co hoi cho sy quan liéu phét trién, khi ¢6 nguoi 1ao dong
c6 tam ly khdng thoai méi, cd cam giéc bi &p dit, rat cd thé nay sinh phan ang
nhat dinh néu cac tiéu chi dit raqué cao.

Cach 2. Thao luan dan chu:

Nguoi lanh dao, quan ly bo phan cung nhan vién ban bac dua ra tiéu
chuan thuc hién cdng viéc theo bdn budc sau:

Budc 1. Thu hat, ¢ong vién nguoi lao dong tich cuc tham gia vao hoat
dong danh gia thuc hién cong viéc: Nha quan ly phan tich céc loi ich, quyén
loi, nghia vu va tréch nhiém cua nhan vién dudi quyén néu ciing nhau thuc
hién tét cong tac danh giathuc hién cong viéc.

Budc 2. Xéy dung du thao céc tiéu chi danh gi& Trén co so dat duoc ¢
buéc 1, nha quan ly hd tro va dinh huéng nhan vién dé ho co thé tu 1ap ra du
thao céc tiéu chuan, tiéu chi cho cdng viéc ma ban than dang dam nhan. bic
biét chu y téi trong s cuating tiéu chi danh gia.

Budéc 3. Thao luan gitta l&nh dao va nhan vién: Nguoi quan ly thao luan
v6i nhan vién vé dy thao vadi ¢én thong nhat cudi cling.

Budc 4. Trinh cip c6 thim quyén phé duyét va ban hanh: Trong truong
hop can thiét, néu té chirc c6 quy dinh thim duyét, ngudi quan ly bo phan dé
trinh c&c cap |anh dao cao hon dé phé duyét va ban hanh.

Uu diém: Tao duoc sy ung hd, tu nguyén caa nhan vién véi cac tiéu chi

danh gia, day la co s tao dong luc lao dong, ndng cao hiéu qua cdng viéc.
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Nhuoc diém: Céch xay dung tiéu chi, tiéu chuan ¢anh gia nay tén nhiéu
thoi gian, cong sic va tai nguyén. Néu khong to chic tot, nd s3 tao ra su
khdng théng nhat trong danh gié gitta cac chic danh, nhém chic danh. Khi
d06, két qua d¢anh gia st khong cé tinh so sanh cao, khé ¢ thé sir dung 1am co
sd cho viéc racéc quyét dinh quan tri.

- Chu ky danh gi&

La khoang thoi gian giira 2 1an d¢anh gia lién ké. Sau khoang thoi gian
dang bang chu ky déanh gia, nguoi ta S8 tién hanh mot dot danh gia ké tiép.
Tuy theo mé hinh quan ly, triét Iy kinh doanh, tinh chat dic thi caa tirng cong
viéc khéc nhau ma chu ky danh gia khéac nhau. Vi dy: Phai mat hang nam méi
nhan ra duoc két qua, hiéu qua hoat dong quan tri nhan lec caavi tri Truong
phong Hanh chinh Nhan si. Trong khi d6, chi can 1 ca lam viéc 1a da cd thé
biét duoc ngay sb lwgng, chit lwgng thanh pham caavi tri cdng nhan cat 6ng.

Chu ky danh gia thuong dugc ldy y kién tir céc phong ban. Bo phan
HCNS c6 chirc nang tu van, tong hop vatrinh 18nh dao cao nhit phé duyét.

Chu ky danh giathuong la 1 thang, 6 thang hoac 1 nam hoac tuy thuoc
vao tirng dot hoan thanh cdng viéc. Chu ky khéng nén qua dai, boi viéc thu
thap thdng tin s8 cd thé khéng day du, thiéu chinh xéc, dan dén sai 1éch két
qua danh gia Chu ky ciing khdng nén qué ngin vi cé thé né chua phan anh
hét duoc qua trinh thuc hién cdng viéc. T6 chirc ciing can x8y dung hé théng
théng tin phan hdi hiéu qua 1am co s& d¢anh gia thuc trang, dua ra quyét dinh
chinh xéc, kip thoi.

- Lyachon nguoi danh gi&

Nguoi danh gialanguoi truc tiép hoic gian tiép tham giavao quétrinh
hoan thanh cdng viéc cia nguoi lap dong. Viéc lva chon nguoi danh gia phu

thudc vao dic diém san xuat kinh doanh cia mdi to chirc.
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Théng thuong, nguoi quan 1y truc tiép S8 1a nguoi dénh gia vi ho hiéu
rd nhat vé két qua thuc hién cdng viéc cua dbi tugng duoc danh gid Tuy
nhién, dé hoan thién va khéch quan, ciing can xem xét b6 sung nhirng nguoi
dénh gia khéac nhu: d¢éng nghiép ngang chirc; khéch hang; ddi tac quan trong
lién quan; cap dudi; va ban than ddi tuong dugc danh gia Su két hop nay
déng vai trd tham khao, hd tro cho quyét dinh cudi clng caa nguoi quan ly
truc tiép.

- D30 tao, huan luyén nguoi danh gia

Huan luyén, d&o tao cac ky nang la viéc 1am can thiét dé dam bao hiéu
qua caa dénh gid Nguoi danh gia can dugc d2o tao dé hiéu sau vé hé thong
danh gia, muc dich danh gi4, cach thac, ky nang danh gia, cac 15i thuong méc
phai ciing nhu cach khic phuc ching. C6é thé liét ké céc 18i thuong gap nhu
sau: 1i tiéu chi, 16i quy trinh, 15i thiéu nhat quéan, 15i thién vi, 16i dinh kién do
tap quén van hoa, 15i thanh kién, 18i thai cuc, 18i xu hudng trung binh, 18i do
anh huong cua sy kién gan nhat, 16i nhin nhan thiéu toan dién, 15i thiéu k¥
nang phé phén va cung cap théng tin phan hdi, 16i bung bit thdng tin, 15i hinh
thac.

- Phuong phap danh gia thuc hién cong viéc:

C6 nhiéu phuong phédp PGTHCV. Mbi phuong phdp danh gia déu co
nhirng uu va nhugc diém nhét dinh. Tuy thudc vao muc tiéu quan ly va myc tiéu
danh gia ciing nhu tinh chat cdng viéc ma nguoi ta chon &p dung phuong phép
danh giadon I¢ hoac két hop cac phuong phédp sao cho pht hop (Phu luc 2.1).

- Truyén théng dénh gi& thyc hién cong viéc:

Cong tac truyén théng la cuc ky quan trong ddi vai cong tac PGTHCV.
N6 thé hién ¢ ndi dung thdng tin, cach thirc truyén tai vé viec PGTHCV cho
ngudi 1ao dong dé dam bao ho nhan duoc day da ndi quy, quy dinh, quy trinh,

phuong phép, tiéu chuan cu thé lién quan téi cong t&c PGTHCV.
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Bén canh viéc x&c 1ap céc tiéu chuan tiéu chi d¢anh gi, doanh nghiép
can dé cap tam quan trong caa cong tac truyén théng dén tirng nhan vién vé
quyén loi, nghia vu va trach nhiém khi trién khai chuong trinh danh gié thuc
hién cong viéc. Piéu ndy gitip nhan vién thyc sy hiéu muc tiéu vay nghia cua
viéc danh gia Céc théng diép tich cuc s& 1a ngudn dong vién tinh than to 6n,
lam ting dang ké nhiét huyét trong cdng viéc caa ngudi lao dong.

C6 nhiéu hinh thirc truyén théng vé DPGTHCV khéc nhau nhu: ding
théng tin 1én tap chi vawebsite noi b, t6 chirc cac cudc hop & phong, don vi,
t6, doi... Thdng qua cudc hop, cac bén co co hoi duoc truc tiép trao d6i nén dé
dat dugc dong thuan, tranh duoc cac xung dét, mau thuin khdng dang co.
1.3.3. Trién khai danh gia thgec hién cong viéc

Trién khai d¢anh gia thuc hién céng viéc 1a quéa trinh doanh nghiép dua
nhirng cbng viéc dugc néu trong quy dinh, quy trinh, ndi quy lién quan vao
thuc té. Noi dung cuaa trién khai gdm cé: thuc hién theo quy trinh déanh gi4,
tién hanh céc diéu chinh, siraddi, cap nhat céc yéu cau néu can.

- Thuc hién quy trinh danh gia

Dbé dam bao cdng tac danh gia thuc hién cong viéc duoc hiéu qua, cong
bang, minh bach. Nguoi dénh gia can tuan thu theo quy dinh, quy trinh, biéu
mau da xay dung tir trudc. Bén canh viéc tién hanh xép hang, nhan xét wu
nhuoc diém caangudi lao dong, nguoi danh gia ciing nén ghi chép lai céc bat
cap, yéu diém cua hé thong danh gia hién tai, trén co s d6 dé xuat y kién
dong gop cai tién nham hoan thién chinh sach.

- Phong van danh gié thuc hién cong viéc:

Phong van dénh gia la budc co vai trd quan trong téi hiéu qua caa cong
tdc PGTHCV. Pay laco hoi gitp nhan vién hiéu minh, hiéu to chuc, ty hoach
dinh 16 trinh phét trién cho ban than. Ngudi quan ly ciing tir d6 hiéu dugc

nhan vién caa minh hon, tao tién & cho nhitng dinh huéng, 16 trinh nghé
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nghiép, cong danh cho cap dudi. Do d6, nhitng cdng viéc chuan bi sau day cd
tinh chat quyét dinh téi sy thanh cong caa ngudi danh gia:

+ Xem xét két qua danh gia trong qua khir ¢é xac nhan nd lyc caa NLD
trong hién tai.

+ Xem xét nhirng hanh vi néi troi, nhugc diém Ion cin nhan manh.

+ Trinh tu thuc hién hodc céach tiép can. Véi mdi dbi twgng, mdi tinh
céch, mdi nang luc, mdi pham chat can chuan bj phuong phép tiép can thich
hop. Co6 ba hinh thirc nhu sau:

Mot 1a ké va thuyét phuc (Theo huéng 1 chiéu): Tac 1a ngudi quan ly
truc tiép s& cho biét nhan vién hoan thanh cong viéc tét, xau thé ndo va thuyét
phuc ho dé ra cac muc tiéu céng viéc néu can.

Hai 14 ké va lang nghe (Theo hudng 2 chiéu): Pay la phuong phép
phong van khdng tuan theo mét cdng thac cirng nhic ndo nén né dodi hoi
nguoi quan ly phai co trinh do, ky nang tét. Pidu ndy gitp nhaquan ly duara
duoc c&c nhan xét vé diém manh yéu, diém can luu y trong thuc hién cong
viéc. Sau d6 dé nhan vién bay to quan diém, dé xuat vai to chuc.

Ba la giai quyét van dé (Thang thin, coi md theo ca 2 chiéu): Pay la
cach phong van gitp cho cudc néi chuyén gitra hai bén duoc dién ra mot céch
thoai méi, coi mé theo huéng tich cuc. Céc van dé déu dugc duarathao luan,
trao d6i. Thuong &p dung cho phuong phédp quan tri theo muc tiéu. Ca hai bén
déu can chuan bj tot truge khi phong van.

Khi tién hanh trao doi phong van, nguoi d¢anh gia can chi y tuan tha
nhitng yéu cau co ban nhu sau:

Nhan manh muc tiéu caa danh gialavi sy phét trién chung, vi tuong lai
cia ca nhan, t6 chac chir khdng phai dé soi méi khuyét diém vaky luat. Thé

hién rd sy tan tam, gilp d& dé ngudi lao dong hoan thanh cong viéc tét hon.
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K huyén khich phét huy diém manh va tich cuc caa ngudi lao dong. Chi
ra céch thirc dé nhan vién hoan thanh tét hon cong viéc.

Nhuoc diém cu thé nén trao doi riéng, khéng cong bd rong réi. Cacy
kién phé binh can cu thé, c6 dan chirng rd rang, khéng chung chung map mo,
gdy kho hiéu e ché cho dbi tugng bi danh gia.

Hudng cac y kién phé binh vao noi dung cong viéc, khdng 1an 1on sang
van dé riéng tu, ca nhan, dic trung nhan cach caa ngudi lao dong. Ludn git
binh tinh lang nghe, khdng tranh céi véi ddi tegng duoc danh gia

K ét thic phong van can nhan manh 1an nira c&c mit tich cuc cua nguoi
lao dong, vabay to su tin tegng dbi véi thanh cong caa ho trong tuong lai.
1.3.4. Sir dung két qud danh gia theec hién cong viéc

- Sir dung trong viéc hoan thién cac chinh sach quan tri nhan luc:

Qua trinh PGTHCV doi hoi céc cap lang nghe phan hoi, ¢y 1a co hoi
dé nha quan ly tim ra cac ton tai yéu kém ciaa hé thong ma nguyén nhan goc
ré co thé xuat phét tir nhirng chinh sach, quy trinh quan tri chua hop ly, vi du
nhu: cac tiéu chi chua chinh xéc, chu ky dénh gia qua dai, thang do qua hep...

- Str dung trong viéc chi tra thu lao:

Két qua DPGTHCV caa nhan vién can dugc s dung trong viéc chi tra
thil lao, tra cdng, tinh lwong, khen thudng va cac khuyén khich phi tai chinh
khac.

Két qua DPGTHCV duoc st dung 1am cin ci xé&c dinh hé s5 tham gia
lao dong hoic hé sb thi dua. Cach phan phdi tién luong dua trén hé sb tham
gialao dong co tac dung gan lién két qua PGTHCV véi thu lao lao dong. N6
S8 tao dong luc cho nhan vién phan dau dé dat dugc két qua cao trong cong

viéc, tir d6 t6 chirc ciing dat dwgc muc tiéu caa minh.



24

Xép loai, xép hang thi dua nguoi lao dong co thé dwa vao két qua
DGTHCV. biéu ndy s& khuyén khich s ¢é ging, nang cao chat lugng ngudn
nhan luc trong to chic.

- Str dung trong viéc bé tri valuan chuyén nhan luc:

Nhirng nhan vién hoan thanh tét céng viéc, diém sb danh gia cao co thé
duoc b tri thém céc cong viéc ¢o tréch nhiém cao hon, tao co hoi phét trién
hon. Nguoc lai, nhitng nhan vién co két qua hoan thanh cong viéc kém, bi ky
luat, hoic khéng hoan thanh cdng viéc do cong tac b tri nhan sy chua hop 1y
c0 thé duoc diéu chuyén 1am viéc khac phl hop hon, hoic tinh gian...

- Str dung trong viéc dé bat, thiang tién:

Vi nhitng nhan vién té ra vuot troi, hodn thanh suat sic nhiém vu, dé
vira khal thac ding du nang luc vira la tao dong luc lao dong cho ho, to chirc
can co phuong an quy hoach, dé bat ho 1&n vi tri céng viéc cao hon. Nguoc
lai, v&i nhitng nhan vién dat két qua danh gia yéu kém, c6 thé bi hodn nang
lwong, thuang hoic ha bac tly theo quy dinh caatd chuc.

- Str dung trong d&o tao phét trién:

Vi canhan yéu kém vé trinh do vatay nghé, to chtc can tién hanh dao
tao hoac dao tao lai cho ho.

Vi cadnhan boc 16 sy xuat sic nam trong dién quy hoach thi ciing can
dao tao dé ho cd du nang luc dam duong cdng viéc méi trong tuong lai.

- Str dung trong viéc tao dong luc, nang cao tinh than cho nhan vién:

Vi nhitng nhan vién dat danh hiéu va két qua cao trong céc dot danh
giathi dua, t6 chac co thé vinh danh ho trudc tap thé lao dong. Diéu ndy thé
hién s trén trong, bay to su tri an chan thanh, ngudng mo truéc ho. Viéc lam
nay khong chi tao ¢ong luc tinh than rat 16n cho ban than ngudi cé thanh tich
cao, ma con khuyén khich nhirng thanh vién khéc trong té chirc phan dau dat

thanh tich cao hon.
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- Str dung trong cai thién méi truong vadiéu kién 1am viéc:

Phan hdi trong d¢anh gia la co hoi rat tot dé nguoi quan ly va nhan vién
tim hiéu thuc trang mdi truong, diéu kién lao dong hién tai. Trén co s phan
tich céc kho khan, thuan loi, nha quan 1y va nhan vién co thé duara duoc céc
sang kién cai thién diéu kién, méi truong lao dong cho chinh ho.

1.4. Cac nhan té anh hwéng dén danh gia thuc hién coéng viéc
1.4.1. Cac nhan té bén trong doanh nghiép

- Piac diém san xuat kinh doanh:

M3&i mot doanh nghiép c6 dic diém san xuat kinh doanh khéc nhau thi
phuong phdp danh gié thuc hién céng viéc cing khac nhau. Vi du: Viéc
DGTHCV caa doanh nghiép san xuat s3 khéc véi doanh nghiép dich vu. Vi
dbi twong tac dong chinh cua nhan vién ¢ day co ban 1a khéc nhau: con nguoi
(khach hang), méy maéc (cong nghé, trang thiét bi, dung cu san xuat).

- Hién trang ciabd méy quan ly, phan quyén, phan cap:

Mot bo méy cong kénh s3 khdng chi gy 18ng phi tai nguyén ma con rat
kho van hanh. Cong tac ra quyét dinh vé cac hoat dong BPGTHCV 3 gap tro
ngai, kho khan boi cac quy trinh mang nang tinh hinh thac.

- Ning luc caalanh dao, quan ly cac cap va nang luc caa bo phan quan
tri nhan luc:

Lanh dao, quan 1y 1a nhitng ngudi quyét dinh phan bd ngudn luc ciing
nhu trién khai cong tic DPGTHCV. Trong d6, phong Quan tri nhan luc cd
trach nhiém chinh trong viéc tham muu cho ban 1anh dao diéu hanh toan bo
cong tac lién quan nhu: thiét 1ap céc tiéu chuan danh gia, quy trinh danh gi4,
phuong phap danh gi4, lra chon, d& tao nhan vién danh gig, ¢dng thoi kiém
sodt cac hoat dong lién quan ¢ tat ca cac bo phan, phong ban... Do vy, trinh
d6 chuy&n mdn caa nguoi 1am cdng tac quan tri nhan luc c6 tim anh huong

rat I6n dén hiéu qua cia cong tac PGTHCV trong toan cong ty.
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- Phén tich cdng viéc:

San pham chinh cua phan tich cong viéc 1a ban mé ta cdng viéc, ban
yéu cau ddi véi ngudi thuc hién cdng viéc vatiéu chuan thuc hién cong viéc.
Co6 thé ndi phan tich cong viéc la yéu té quan trong nhat, quyét dinh dén sy
thanh céng caa mot hé théng BPGTHCV. N6 gilp xé&c dinh chinh xéc kha
nang nao la can thiét, nang lyc, tiéu chi ndo mai layéu té quyét dinh toi két
qua cudi cling.

- Tinh cha quan caa nguoi danh gia:

Trong nhiéu trudong hop, yéu té tinh cam va dinh kién lai chi phdi két
qua danh gid Vi du: Do c6 dinh kién hoic do quy mén mot vai ca nhan ndo
d6 ma nha quan ly co thé danh gia theo cam tinh chu quan caa minh ma gay
sai léch két qua danh gid Téc hai cuand larat 1on ¢én dong luc 1am viéc caa
ngudi lao dong ciing nhu céc van dé khac trong quan ly nhan lyc.

1.4.2. Cac nhan té bén ngoai doanh nghiép

- Béi thu canh tranh:

Ddi thu canh tranh 1a yéu t6 tac dong téi toan bo hoat dong san xuit,
kinh doanh néi chung va hoat dong BPGTHCV ndi riéng cua doanh nghiép.
Théng quaviéc ghi nhan va phan énh trung thuc thanh tich cing nhu nang luc
cua ngudi lao dong, PGTHCV gilp ho ting nang suat, chat lugng, nang cao
chat lrgng ngudn nhan lyc, ndng cao nang luc canh tranh viéc 1am véi ddi
thu.

- C4c quy dinh luat phap caa nha nuéc:

Viéc xdy dung va ban hanh céc quy dinh, quy ché vé DPGTHCV phai
dam bao tuan tha phép luat, duatrén nén tang co ban ladam bao quyén va loi
ich hop phap cua nguoi lao dong. Quan ly lao dong dung phép luat, khéng vi
pham quyén loi, nhan pham cua ngudi lao dong S8 nang cao hinh anh ciing

nhu vi thé cia doanh nghiép.
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- Céc yéu t6 kinh té - van hoa - xa hoi:

Céc van dé dan s5, viéc 1am, on dinh kinh té, vian héa té chuc... khdng
chi anh huéng dén quan diém, triét Iy kinh doanh, phuong phédp déi ngdo ma
con anh hudng t6i su phét trién bén virng, hinh anh va danh tiéng caaté chirc.
Do d6, t6 chirc can nghién ciru ki céc yéu té ndy dé &p dung cac phuong phép
DGTHCV sao cho hiéu qua nhat.

1.5. Kinh nghiém va bai hoc danh gié thwc hién cbng viéc ¢ cac don vi
khéc
1.5.1. Kinh nghiém danh gia thuc hign cdng viéc tai mgt s cong ty

Do dic thu san xuat kinh doanh, mdi doanh nghiép c6 céch tiép can, &p
dung phuong phép vatrién khai DPGTHCV riéng, phll hop véi tinh hinh thuc
té cuatd chuac. Dudi ddy lakinh nghiém duoc rit ratir chinh thuc té danh gia
cuia cac to chirc c6 mé hinh tuong tu voi Cong ty TNHH San Pham Thép Viét
Nam.

- Cong ty TNHH Tamron Optical Viét Nam.

Cong ty TNHH TAMRON OPTICAL VIET NAM (TOV), la cong ty
100% von dau tu caa Nhat Ban, dugc thanh 1ap theo gidy phép dau tu sb
012043000434 cap ngay 04/05/2012 boi Ban quan ly cac Khu cong nghiép va
ché xuit Ha Noi, dong dia chi tai 16 69B & 70A KCN Nbi Bai, Soc Son, Ha
Noi. Voi nhiéu nam kinh nghiém trong linh vuc quang hoc tr Tap doan
Tamron Nhat Ban, Tamron Optical Viét Nam |a chuyén gia trong viéc thiét
ké, gia cong, 1ap rép, san xuat cac linh kién, thiét bi ¢ thi trudng Viét Nam
nhu: céc loai thiu kinh, cac san pham, thiét bi ding thau kinh.

Viéc do luong két qua DPGTHCV cua nguoi lao dong tai TOV duatrén
bang danh gia nhan sy hang nam va bang tiéu chuan danh gia thuong - ting
lwong (Phu luc 2.2, 2.3).
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Céc tiéu chi trong ban danh gia trén dugc cap nhat, thay doi hang nam
dva vao muc tiéu cia cbng ty, caa cac phong ban vatheo ban mé ta cdng viéc
cua tung vi tri. Cac tiéu chi danh gia dugc phan thanh ba muc chinh véi ty 1€
trong sb khéac nhau phuc vu cho viéc tinh thuong, ting giam lwong va céc hoat
dong quan tri khéc nhu: hiéu qua cong viéc (70%), thai do lam viéc (15%),
nang luc lam viéc (15%). Cac muc chinh nay lai dugc chia thanh céac tiéu chi
nho hon véi ty & khéc nhau. Cac tiéu chi nho d6 duoc danh giatheo 5 cap do.

Bén canh céch tinh diém thuong, cong ty ciing &p dung cach tinh diém
phat twong tng. Bé két hop thuong phat hai hoa, tuan thu phép luat, cong ty
da chiaty 1& tinh diém thuong theo 7 cap do. Tat ca phuong phép trén duoc
dién giai bang vian ban cu thé, tao thuan loi cho NLD thi hanh va thuc hién
theo.

- Cong ty TNHH MindaViét Nam

Ccong ty TNHH Minda Viét Nam 1a cong ty 100% von nudc ngoai
thugc tap doan Minda cia An 6. Nha méy san xuat cua cong ty dat tai khu
cdng nghiép Binh Xuyén, huyén Binh Xuyén, tinh Vinh Phic, cach Ha Noi
khoang 40km. Pay 1a du &n dau tu nuéc ngodi thir 2 caa hang, sau nha may
tai Indonesia. Cong ty cung cip cac thiét bi dién st dung cho xe may, 6td cua
cac hang nhu Y amaha, Suzuki, Hondava VMEP.

Quy trinh BGTHCV (Phu luc 2.4) cua Minda da dugc vian ban héa va
xem xét chinh sira, cap nhat hang nam. NLD duoc chia lam 12 cap bac dé
phan quyén danh gia, xép loai. Két qua PGTHCV dua trén tong diém caa 04
bo tiéu chi véi diém sb 16n nhat twong tng 1& bang danh gia thanh tich ca
nhan (MPCP/KRAs ~ 70 diém), bang danh gid muc tiéu thanh tich tap thé
(BEST ~ 10 diém), bang ky nang ca nhan (SKILL ~ 10 diém), bang nang luc
c& nhan (COMPETENCE ~ 10 diém ). Véi chu ky dénh gia 6 thang/ lan.
Diém sb dugc tdng hop 1am co s xép hang NLD theo 05 cap do: A*, A, B, C,
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D: (Phu luc 2.5). Tly vao két qua va hiéu qua san xuat kinh doanh hang nam,
cong ty & diéu chinh sb lwong céc cap d6 khac nhau theo nguyén tic: kinh
doanh cang hiéu qua, cang co nhiéu nguoi dugc xép the hang cao (Phu luc
2.6), twong wrng vaéi do6 la céc chinh s&ch lwong va phic lgi cing tang theo. Vi
du nhu: V&i NLD dat mtc xép hang A* hai nam lién s3 dwoc ting luong dic
biét, duoc cur di hoc tap va nghién ciru tai cong ty me, dugc can nhic [én cac
vi trf cao hon, duoc thuong mét chuyén nghi dudng dai ngdy cung véi gia
dinh tai bat cir dia diém ndo tai An d6. Vamot sd dic quyén khac duoc néu
trong quy trinh BGTHCV.

Vi mdi vi tri cdng viéc, do dac thu vatinh chat khéc nhau, cho nén noi
dung bén trong cac bang sau ciing khéc: bang danh gia thanh tich ca nhan
(MPCP/KRAS), ki niang lam viéc (SKILL) va bang yéu cau nang luc ca nhan
(COMPETENCE). Céc bang nay dugc miéu ta trong (Phu luc 2.7), (Phu luc
2.8), (Phu luc 2.9).

DPé gan chit thanh tich c& nhan vao tap thé, diém danh gia muc tiéu
thanh tich tap thé (BEST) la mot phan trong tong diém caa mdi ca nhan. Cu
thé néu trong (Phu luc 2.10).

C6 thé nhan thiy, phuong phép DPGTHCV tai Cong ty TNHH Minda
Viét Nam rat chuyén nghiép va chi tiét, cac muc tiéu, chi tidu dugc xéc dinh
rd rang, d& hiéu. Tuy nhién, ¢é duy tri duoc tinh hiéu qua va gitr dugc tinh
ddng bo, cong ty 3 tén rat nhiéu nhan luc dé van hanh. Can phai dau tu may
mac, trang thiét bi cdng nghé théng tin, nhan luc moi ¢é thé quan ly tét duoc.
1.5.2. Bai hgc kinh nghiém rut ra cho danh gia thac hién cong viéc tai
Cong ty Trach nhiém hiu hgn Sin phdam thép Viét Nam

Thi nhat, phuong phép nédo ciing cé nhirng wu diém va ton tai nhuoc
diém song hanh. Khéng cé phuong phép nao 1a hoan hao ma chi c6 phuong
phap phl hop nhit. Do d6, dé hé thong DPGTHCV phét huy dugc hiéu qua toi
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da, to chirc va ca nhan déu gat héi duoc thanh cong thi nha quan 1y phai hiéu
duoc ban chit caa ting phuong phép, lva chon va van dung linh hoat, diéu
chinh sao cho phl hop véi diéu kién cu thé, thuc té caadon vi minh.

Tht hai, ¢é xdy dung va thuc hién thanh céng mét chuong trinh
DGTHCV, hé théng danh gia phai phd hop véi muc tiéu quan Iy va phuc vu
duoc yéu cau quan ly. Do d6, nguoi quan |y can [am tét cong tac phan tich
cdng Vviéc, tir d6 x&y dung céc tiéu chi PGTHCV st véi thuc té cua tirng vi
tri cdng viéc, y&u cau cdng viéc cu thé, muc tiéu cu thé cuating don vi.

Tht ba, hé théng DPGTHCV phai nhan duoc dong thuan va ung ho caa
nguoi lao dong. Pé dat duoc nhu vay, ngodi viéc céc phuong phép, quy dinh,
tiéu chi phai d& hiéu, phti hop véi yéu ciu cong viéc thi cong téac truyén théng,
d2o tao, huan luyén vé DPGTHCV lavé cling quan trong.

Thu tu, hé thdng PGTHCV phai ¢ du céng cu dé phan biét, phan loai
nguodi hoan thanh tét va nhitng ngudi khoéng hoan thanh tét. Piéu nay co
nghia, hé thbng PGTHCV phai dam bao két qua danh gidladoc 1ap Ién cing
dbi twong vé co ban 1a gidng nhau.

Thi nam, can dac biét cha y tranh céc 16i hay gap trong PGTHCV nhu:
L&i thién vi, danh gia két qua chi dwa vao mdi quan hé ban bé, ho hang. LJi
dinh kién do tap tuc van hda khéc biét nhu qué quén, giéi tinh, ving mién.
Hay 13i tiéu chi, xay dung chi tiéu chaim diém qué cao hoic qué thap, thiéu

thuc té...
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CHUONG 2. PHAN TICH THUC TRANG PANH GIA THUC
HIEN CONG VIEC TAI CONG TY TNHH SAN PHAM THEP

VIET NAM
2.1. Tong quan vé Cong ty Tréach nhiém hitu han San pham thép Viét
Nam
2.1.1. Qua trinh hinh thanh va phét trién
Tén doanh nghiép: Céng ty TNHH San Pham Thép Viét Nam.
Diachi: L6 43 KCN Noi Bai — Quang Tién — S6¢c Son — HaNGi.
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Pién thoai: (024) 35820537

Fax: (024) 35820538

Website: http://www.vsp-|p.com/

Cong ty TNHH San Pham Thép Viét Nam (VSP) dugc thanh 1ap vao
nam 1997, la lién doanh gitra 03 tap doan cua Nhat Ban lac NIPPON STEEL
PIPE, SUMITOMO CORP, SUMIKIN PIPE & TUBE, ¢ vén diéu I¢ 1a 3,5
triéu USD. Bét diu vai 01 nhaxudng nhé dién tich 5,000 m?, trai quas nhiém

ky dan dat caa cac Tong Giam Déc, hién nay VSP c6 03 nha may véi tong
dién tich 20.000 m2. VSP la cong ty hang dau trong linh vuc san xuat 6ng
thép céc bon va éng thép khong ri cao cap phuc vu cho nganh cong nghiép
0td, xe may tai Viét Nam.

San luong khi méi di vao van hanh 1 80 tin/thang, dén nay d&1a2.300
tan/théng. Trong hon hai thap ky hinh thanh va phét trién, VSP khéng chi
thanh cdng vé viéc mé rong co s ha ting ma con dat nhidu muc tiéu vé tai
chinh, doanh s tang truang nhay vot nhu: 1 triéu USD nam 1998, 26 triéu
USD nam 2008, 33 triéu USD nam 2018. Ban dau, VSP la ddi tac duy nhat
cung cap khung xe may cho Cong ty Honda Viét Nam. Sau d6, VSP d& vuon
lén chiém linh va mé rong thi truong, tré thanh déi tc uy tin s6 mot cua
nhiéu thuong hiéu néi tiéng nhu: Toyota Motor Viét Nam nam 1998, Y amaha
Motor Viét Nam nam 2003, Suzuki Viét Nam nam 2004, Piaggio Viét Nam
nam 2009, gan day 1a Vinfast nam 2019 va nhiéu tén tudi khéc trong nganh
cong nghiép phu trg lién quan.

Pé duy tri da tang truong va phét trién 6n dinh nay, khéng thé khdng
noi toi céc chinh sach, tam nhin, triét Iy quan ly con ngudi, quan tri kinh
doanh, PGTHCV duoc thira huong tir tip doan lién doanh ¢ Nhat Ban.

Céc méc lich sir;


http://www.vsp-jp.com/
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- Thang 6/1997: Thanh 1ap cong ty, khoi cong xdy dung nha méy dau
tién trén 16 dat 10.000 m2.

- Thang 11/1997: Chiéc méy cat 6ng dau tién di vao hoat dong. Toan
bo cong ty khi d6 c6 11 nhan vién. Thoi diém nay, 6ng dai dugc nhap khau tir
Thé Lan vé VSP gia cong, tao ra nhitng chi tiét khung, gim xe méy Super
Dream noi dia dau tién tai Viét Nam. CO thé néi gan 100% khung xe may
Super Dream caa Honda Viét Nam Idc ndy 1a do V SP san xuat.

- Thang 5/2001: Bé cha dong khdng phu thuoc Théa Lan, day chuyén
san xuat ong da sd 01 dugc nhap khau vé. Céng nghé san xuat dng dai nay
lan dau tién xuat hién tai Viét Nam. N6 duoc van hanh vabao tri truc tiép boi
cac ky s, cdng nhan nguoi Viét Nam va céc chuyén gia nguoi Nhat Ban cua
V SP.

- Thang 2/2010: Nhan thay tiém nang phét trién caa thi truong xe may,
otd noi dia s& tang manh, dén dau xu thé, ban 1anh dao cong ty d& quyét dinh
dau tu muathém dat, ma rong nhaxuong sb 2.

- Théng 12/2011: Xy dyng nha xuéng sb6 3, dau tu nang tong sd may
cat 1én hon 20 chiéc.

- Thang 5/2012: Nhap khau day chuyén san xuat 6ng dai sb 2.

- Thang 2/2013: Bat dau xuat nhitng 16 hang dng thép khdng ri chat
lwong cao dau tién. O Viét Nam Idc ndy, chi c6 duy nhat VSP la da nang luc
San Xuat.

- Théng 6/2019: Péi tén: Cong ty TNHH Viét Nam Nippon Steel Pipe
2.1.2. Co cdu té chirc ciza Cong ty Tréach nhigm hiu hgn Sin pham thép
Viégt Nam

Cong ty dang ky hoat dong kinh doanh tai Viét Nam dudi hinh thirc
Cong ty Trach nhiém hiru han mét thanh vién, phdp nhan chiu trach nhiém

chinh 1a Tong Giam Péc.
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Co ciu to chirc bo méy quan tri theo kiéu truc tuyén — chirc nang. Tong
Giam béc, Pho Tong Gidm Déc 1anguoi Nhat Ban, ho déu 1a cac chuyén gia
trong linh vuc quan tri kinh doanh, cong nghé ché tao duoc cong ty me truc
tiép tuyén dung va cir sang V SP 1am viéc theo nhiém ky 4 nam/lan. Tat ca céc
quyét sach, tam nhin & tim vi md, chién luoc do hai giam déc nay xay dung
dudi sy dinh huéng va chip thuan caa ban diéu hanh tai cong ty me & Nhat
Ban. Tiép theo, bén dudi gidm ddc 14 08 truéng bo phan chuyén trach, quan
ly, thira hanh c&c nhiém vu chirc nang chuyén mon. Bén trong céc bo phan,

bén dudi cac trudng phong la cac phé phong, nhan vién, cong nhan van hanh

chinh, phu.
Toéng Gidm béc
Pho Tong Gidm
. . Phong . Phong || Phong
Phong || Phong || Phong Phong Phong . ,
. QL . Cuon Cit
HC Kinh Ké Bao Chat B B
. San Ong Ong
NS Doanh Toan ) Dudng || Luong
Xuat PI PR

So @6 2.1. So do t6 chirc Cong ty TNHH San Pham Thép Viét Nam
(Nguon: Phong Hanh chinh Nhan sy - VSP)
So db 2.1 thé hién co ciu td chic caa V'SP kh& mach lac, viéc phan
chia nhiém vu giita c&c phong ban vi thé rit dé dang va tréanh duoc s chong
chéo. Chi tiét nhu miéu ta trong phu luc 3.6. Pay la thuan lgi trong viéc xay
dung cac tiéu chi PGTHCV sét voi dac thu cong viéc caa tirng vi tri trong cac

phong ban. Tuy nhién, ban quan tri phai chi dao, quyét dinh rat nhiéu viéc,
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doi hoi nguoi dung dau phai co tam, co tam, co kinh nghiém va kién thic
rong.

2.1.3. Péc diém sin xudt kinh doanh cia cong ty Trach nhiém heeu hgn
San phdam thép Viét Nam

- Nganh nghé hoat dong va san pham chinh:

Cong ty TNHH San Pham Thép Viét Nam la cong ty tién phong trong
linh vuc san xuéat, kinh doanh c&c san pham dng thép céc bon va éng thép
khong ri cao cap phuc vu nganh cong nghiép 6td - xe may tai thi truong Viét
Nam. Véi su hd tro tir cdng ty me, hoat dong chinh cua cong ty 1a sin xuat
phuc vu don hang cua cac cong ty nhu Honda Viét Nam, Y amaha Viét Nam,
SYM Viét Nam... Céc hoat dong nhu quang céo, tiép thi, tim kiém khéch
hang gan nhu do cong ty me dam nhan va hd tro. Chinh vi vay san pham va
thoi gian 1am viéc chu yéu cua NLD tai VSP lién quan téi san xuat, dam bao
chat luong va thoi gian ban giao san pham.

- bac diém trang thiét bi cong nghé:

Hai day chuyén san xuat ng thép (cudn éng - P1) bang cong nghé han
dién tro tién tién nhat thé giéi hién nay 1a diém noi bat trong nha xuong sb 1
cua VSP. Chi véi 5 nguoi trong mdi calam viéc/mot day chuyén 1a dada dép
rng nhu cau san xuat 6ng dai cho toan by cong ty.

Hon hai muoi méy cit, méy mai tu dong vanam méy dot 16 duogc bd tri
tai nhaxuong s 2 vasd 3 ¢d nhiém vu giacong cac dng dai thanh céc chi tiét
ngan, nho hon. Do yéu cau vé chat lugng, cong ty phai tiéu ton kha nhiéu
nhan lyc van hanh céc méy ndy, dac biét 1a cong doan kiém dinh bé mat san
pham,

Sau cé&c qua trinh gia cdng, thanh pham cudi cung 1a céc chi tiét ng

thép vai chiéu dai va duong kinh khéc nhau. Chiing duoc bao quan, luu kho
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va kiém dinh chat lugng theo tiéu chuan 1SO 9001 trudc khi ban giao cho
khach hang.

Triét ly san xuat cua cong ty trong sudt chiéu dai lich st 1a khong
ngirng cai tién chat luong san pham ciing nhu c&c hoat dong san xuat, kinh
doanh cua cdng ty. Cong ty da som &p dung céc tiéu chuan san xuat, quy tic
an toan nhu: an toan chung, an toan chdy nd, an toan hda chat, cac tiéu chuan
vé mdi truong 1SO14001, tiéu chuan 5S va san xuat tinh gon LEAN.

Tuy nhién, diém yéu nhat hién nay phai ké dén @6 chinh la céc quy
trinh quan ly san xuat kinh doanh. Vi du nhu két qua san xuat sau mdi cdng
doan dugc viét tay vao céc thé gidy, sd liéu tdng hop dugc nhap tha cong vao
phan mém Excel dé xur ly. By 1a cach 1am kha 15i thoi, da rat cii. Véi tinh
hinh hién nay, ching khéng con phl hop va chua tan dung duoc céc tién bo
cua khoa hoc théng tin.

2.1.4. Pgc diém nguén nhan luc cia cong ty

Tur nam 1997 dén nay sb luong va chat luong ngudn nhan lyc cua Cong
ty TNHH San Pham Thép Viét Nam khéng ngirng tang |én.

Bang 2.1: Co cau lao dong caa V SP theo chuyén mon 2014 — 2018

- 2014 2015 2016 2017 2018
Q| Laodong | O S5 S5 Sh Sh
e S 0, 0,
= Nguoi (%) Nguoi (%) nguoi (%) nguoi (%) nguoi (%)
1 |Quanly 32| 161| 35| 175| 33| 154| 35| 154| 36| 155
g?lgﬂ nhan | 140l 704| 137| 685| 152| 71.0| 163| 71.8| 167| 717
2 Fo——
pﬁl?g” N o701 136| 28| 140| 29| 136| 29| 128| 30| 129
Téngss| 199| 100| 200| 100| 214| 100| 227| 100| 233| 100

(Ngusn: Phong Hanh chinh Nhan s VSP)
Bang 2.1 thé hién dac thu thién vé cac hoat dong san xuat, ¢ gang rat
ngan chu ky hoat dong, tang ty trong thoi gian tc nghiép trong tong quy thoi

gian lao dong. NLD duoc chia lam 02 nhdm: Nhdm 1 la cac nhan vién quan
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ly san xuat kinh doanh céc loai va Nhom 2 1a cac cdng nhan chinh, cng nhan
phy. Tir nam 2014 dén 2018, nhan sy tap trung nhiéu tai Nhom 2 co ty 18
82,5% - 84,6%. NLD Nhom 1 chi chiém tir 15,4% — 17,5%.

Bang 2.2: Co cau lao dong caaV SP theo giéi tinh tir nim 2014 — 2018

i [ 2014 2015 2016 2017 2018
T| CHU SO g | SO | igp | S0 | g | SO Jgp | SO | g
nguoi nguoi nguoi nguoi nguoi
1|Nam 149|749 149|745| 171|770 175|77.1| 181|777
2 N 50|251| 51|510| 51|230| 52|229| 52| 223
Tongsh | 199] 100 200| 100| 222] 100] 227] 100| 233] 100

(Ngusn: Phong Hanh chinh Nhan s VSP)

Theo bang 2.2, ty |é lao d¢ong nix trong toan cong ty thap hon ty I¢é lao
dong nam, chi chiém tir khoang 22,3% dén 25,1%. Nguyén nhan la do tinh
chat cong viéc va dic diém san xuat kinh doanh cua cong ty |a sit thép, méay
moc co khi nhiéu. Nganh ndy cha yéu 1am céc cong viéc ning nhoc VAt va,
phl hop vai 1ao dong [anam gigi nhu: nang, ha, cit, got, dot, mai... Lao dong
nit trong cong ty cha yéu 1am viéc ¢ céc phong, ban hanh chinh, van phong
hoic c&c cong viéc san xuat yéu cau sy ti man, khéo 1éo, mai sira, kiém trasan
pham thu cong.

Co ciu lao dong duoc thé hién trong bang 2.3. Lugng lao dong trinh do
phd thdng cao hon han doi ngii lao dong qua dao tao nghé, trinh d6 dai hoc,
cao hoc. Tir nam 2014 — 2018, lao dong cb trinh d6 trung cip, nghé ting dot
bién tir 6,0% - 12,9%. Pay lakét qua caa chinh sach tuyén dung d¢ép ung yéu
cau thyc té lanang cao ning luc vaky nang cia doi ngi van hanh may.

Chinh sach d&o tao, khuyén khich nguoi 1am céng tac quan Iy, gidm sét
chu d¢6ng nang cao nang luc, trinh d6 chuyén mén 1am cho s lwgng lao dong
quan ly va lao dong chuy@én mén co6 ning luc, kién thirc ky nang tang dan tir
27,6% - 31,8% (Tong cua 1,2,3).
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Bang 2.3: Co cau lao dong caa V SP theo trinh d6 tir nam 2014 — 2018

T 2014 2015 2016 2017 2018
T| Chitieu | So° %) S5 %) S5 %) So %) o %)
nguol nguol nguol nguol nguol

Cao hoc,

1.2 31|15,6 31|155| 32|144 33(14,5 33| 14,2
Pai hoc

2 |Cao dang 12| 6,0 13| 65| 12| 54 11| 48 11| 4,7
3|TuNgep, 1ol 60 14| 70| 18| 81| 25(11.0] 30| 129
nghé
LD pho

4 thong 144|724 142|710| 160|72,1| 158/69,6| 159| 68,2
Tong s 199| 100/ 200| 100| 222| 100| 227|100| 233| 100

(Ngusn: Phong Hanh chinh Nhan s VSP)

2.1.5. Két qud sin xudt kinh doanh ciza Cong ty Trach nhiém hizu han Sin

pham thép Viét Nam mét s6 n@m gan day

Két qua kinh doanh, cac chi s5 tai chinh phan anh tinh hinh van hanh

san xuat cua doanh nghiép. Céc thdng sb ndy tang truong khé tich cuc trong 5
nam gan day tai Cong ty TNHH San Pham Thép Viét Nam.
Bang 2.4: Két qua san xuat kinh doanh giai doan 2014 — 2018 caaV SP

2015 2016 2017 2018
<t
TT| Chitiéu Pon vi g | két | O] kg |COO o | (A0 g | (%) 0
N Ui Vol Ua Vol qUa Vol qUa VOl
1 2014 | 9| 2015 2016 2017
1 tTh"ung doanh 1o yNp 534| 548| 2,62 627| 14.42| 690| 1005 767| 11,16
p |Lot nhuan 1o\ /Np 483| 575| 19,05| 621| 800| 644| 370 736/| 14,29
trudc thuée
3 [Téng s6 NLD |Nguoi 199| 200| 050 222| 11,00| 227| 225| 233| 2,64
4 |Luongbinh i Tricu VNB/ 9851055 7,11|11,11| 531|11,53| 3,78|11,99| 3,99
quéan thang Nguoi
5 |NSLD binh —Tricu VNB/ 224| 28| 211| 235| 308| 253| 7,62 274| 830
guéan thang Nguoi

(Nguén: Phong Hanh chinh Nhan s VSP)
Bang 2.4 cho thiy, doanh thu va loi nhuan caa Céng ty TNHH San

Pham Thép Viét Nam khdng ngirng ting qua cac nam. Doanh thu tang tir 534

— 767 ty VND. Loi nhuan ting tir 48,3 — 73,6 ty VND. Pay la yéu té quyét
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dinh toi viéc luong thang cua NLD tang lién tuc tr 9,85 — 11,99 triéu
VNB/nguoi/thang. Ning suat lao dong binh quén ciing tang lién tuc tir 224 —
274 trieu VND/nguoi/thdng. CO dugc nhitng thanh tich trén phai ké dén sy
dong gop cua NLD va mot phan khdng nho caa caa hé théng DPGTHCV mang
lai.

2.2. Phan tich thuc trang danh gié thwc hién cdng viéc tai Céng ty Trach
nhiém hiru han San pham thép Viét Nam

2.2.1. Vé viéc xay dung ban hanh cac quy dinh danh gia theec hién cong
viéc

Céc quy dinh lién quan téi BPGTHCV tai Cong ty TNHH San Pham
Thép Viét Nam da dugc thiét 1ap dé hudng téi sy thoa man cao nhat caa ba
yéu t6 cau thanh mot hé théng PGTHCV hoan chinh gém: Tiéu chuan déanh
gi& bo luong su thuc hién cdng viéc theo cac tiéu chi danh gia duoc néu Ién
trong tiéu chuan danh gi& Phan anh két qua cua sy do luong 46 t6i cac bén
hiru quan.

Xuat phét tir tam nhin va muc tiéu, cong ty d& xay dung quy dinh vé
chtrc nang, tréch nhiém, quyén han caa cac phong ban (Phy luc 3.6). Dva vao
quy dinh ndy, ngudi ding dau céc phong ban xéac dinh pham vi hoat dong caa
minh, tir d6 ¢6 co so xay dung muc tiéu caa phong, cac ban mé ta céng viéc,
ban tiéu chuan véi nguoi thuc hién cong viéc, ban tiéu chuan cong viéc...
twong ung.

Cac bang mo ta céng viéc cho céc vi tri [am viéc kha rd rang. Vi du vi
tri nhan vién quan ly san xuat cubn dng nhu ¢ bang 2.5 dugc dugc két ndi voi
céc vi tri quan ly cap trén, duéi cu thé trong luu dd & phy luc 3.8.

Bang 2.5 [a ban md ta cdng viéc dién hinh dang ¢ tai V SP.

Bang 2.5: Ban md ta cdng viéc (vi tri nhan vién quan ly sin xuat cubn 4ng)

| STT | Noi dung cdng viéc |
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01 | Lap ké hoach san xuat vabéo co tién d6 ciaday chuyén cubn dng

02 | Quan ly hang hoaton kho 6ng dai

03 | Theo di quan sb, chim cong cho nhan vién trong bo phan

04 | Céc cong viéc khéc theo yéu cau ciatruéng by phan

(Nguon: Két qua khao sat cia tac gia nam 2018 tai VSP)

C6 thé nhan thay noi dung ban md ta cdng viéc nhu vay maéi chi liét ké
nhitng nhiém vu, trdch nhiém co ban. N6 con thiéu rat nhiéu thdng tin dé tro
thanh mot ban mé ta cbng viéc hoan chinh nhu:

Tha nhat 1a théng tin chung vé cdng viéc nhu ma sb, tén goi, cap bac,
ngay l1ap... phuc vu cong téc liét k&, tong két 1am co so xay dung bic tranh
tong thé, dinh bién nhan sy caa todn cong ty, va cac nghiép vu quan |y khéc
Vé sau.

Tht hai 1& quyén hanh caa nguoi thuc hién cdng viéc, thé hién gisi han
hay pham vi tréch nhiém dugc thé hién vi du nhu: quyét dinh vé tai chinh; chi
dao gidm st nhan vién dudi quyén...

Tha balaméi quan hé trong cong viéc: Can ghi rd c&c mdi quan hé chu
yéu cua nguoi thuc hién voi c&c bén lién quan 1a gi.

Thu tu 1& cac diéu kién 1am viéc @é thuc hién cong viéc d6: Céc diéu
kién vé méi truong lao dong, trang thiét bi dung cu va céc diéu kién khéc lién
quan.

V¢é yéu cau nang luc caa ngudi thuc hién cdng viéc, Bang 2.6 thé hién
maot ban yéu cau dién hinh tai céng ty. N6 dugc trich ratir (Phu luc 3.8).

Bang 2.6: Ban yéu cau d6i voi nguoi thuc hién cong viéc (Vi tri nhan vién

quan ly san xuat cuén 6ng)

STT Y éu cau Mirc do dép ung

01 | Trinhd6 hocvan tdi thiéu | Pai hoc

02 | Kinh nghiém ti thiéu 3 nam

03 | Trinh d6 tiéng Anh Thanh thao n6i vaviét

04 | Ky ning giao tiép K§ ning dam phan vamdi quan h¢

05 | Ky nang may tinh Thanh thao tin hoc van phong, AutoCad...
06 | Ky nang khac Béo céo valap béo céo
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(Nguon: Két qua khao sat cia tac gid nam 2018 tai VSP)

Noi dung mot ban tiéu chuan véi nguoi thuc hién cong viéc nhu vay

ciing kha day du, tuy nhién dé hoan chinh, né can bo sung thém phan théng

tin chung nhu tén goi, ma sd, ngay 1ap...

Dwa vao noi dung 02 ban trén cia tat ca cac vi tri viéc 1am trong cong

ty, nguoi phu tréch x8y dyng ban tiéu chuan cong viéc & dung chung cho

NLP c&c nhém nhu miéu ta ¢ bang 2.7 vabang 2.8 bén dudi.

Bang 2.7: Ban tiéu chi danh gia Nhém 1

. Trong | Trong Piém s6

STT T'eu,Ch' , 1 | 1l |NLBP|TPTT TPHCNSTGD
o1 Tu dénh gia kethlfa ket qua 80%

theo muc tiéu dalap

X 1A e 1 K 40%

Bict lap ké hoach cai tien
02 s A 20%

hoan thanh muctiéu

Thai do: Chu dong, khdng

can chi dao hoic thac ép 0
03 thuc hién, sin sang dwong 10%

dau thtr thach

Kién thirc: C6 nén tang .
04 | kién thirc phiihop 60% | 30%
05 Nang luc 1ap ké hoach va 30%

sang tao ,
06 | Ky nang giao tiep 15%
07 | Kha niang phdi hop 15%

(Nguon: Ket qua khdo sat cua tac gia nam 2018 tai VSP)
Bang 2.8: Ban tiéu chi danh gid Nhom 2

STT Tiéu chi biém (1-5)
01 | bi lam déu, ding gio

03

Tuén thu ndi quy, ky luat lao dong

04 | Tiéu chuan an toan lao dong vasS
05 | Tinh than tap thé

06 | Chit lugng cdng viéc

07 | K§ niang van hanh may mac, thiét bi
08 | Kién thirc, ki ning nghé nghiép

09

Théi d6 1am viéc vatinh than tap thé

10

Sang tao, nang dong

11

Kha nang lanh dao
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| 12 [Kyningthichnghi | |
(Nguon: Ket qua khdo sat cua tac gia nam 2018 tai VSP)

Diém sb céc tiéu chuan 1, 2 trong bang 2.7 duoc ngudi dénh gia can
nhic thdng qua ndi dung caabang 2.9

Bang 2.9 Ban tu danh gia & muc tiéu, ké hoach thuc hién cong viéc Nhom 1

|. Ty dénh giaveé két qua thuc hién 3 muc tiéu chinh caanam cii. (Cac s liéu can
thé hién rd rang, mach lac)

STT Muc tiéu

% thoi gian thyc hign trong | % két qua so Véi
tong thoi gian lam viéc muc tiéu can dat

01 | Noi dung muctiéusd 1
02 | Noi dung muctiéu s 2
03 | Noi dung muyctiéu sd 3
Tong 100% 2%/100%
1. Thanh tich noi bat trong nam d&dat duoc
1. Muc tiéu caanam méi, ké hoach thuc hién...
STT Muc tiéu
01 | Noi dung muctiéusd 1
02 | Noi dung muctiéu s 2
03 | Nogi dung muyctiéu sd 3
IV. Khao sét y kién vé mirc d6 thoa man trong cong viéc. Panh giatheo cac mic
d6 nhu sau: Ti, Trung binh, Kha, Tt, Xuat sic
STT No6i dung khao s& Mtrc d6 thoamén
01 | Noi dung cOng viéc
02 | Cac mbi quan hé trong cdng viéc
03 | Lwong bong vaphuc loi
V.Y kién canhan vé mdi trueong lam viéc
01 | Bay t6 thang thin, thoai mé vé y kién canhan vé mdi truong lam viéc
02 | Cacy kién khéc dé cai tién, cai thién cdng viéc...
(Nguon: Két qua khao sat cia tac gid nam 2018 tai VSP)

Noi dung cong viéc khéc nhau, thi tiéu chuan cong viéc lién quan ciing
can phai khac. Tuy nhién, cong ty da &p dung mot s tiéu chuan cong viéc
gidng nhau cho tat ca NLD cling nhém. Diéu ndy dan téi khod phan loai ¢anh
gia hoan thanh cdng viéc cua NLB, lam giam y nghia va hiéu qua caa cdng
tdc DPGTHCV tai cdng ty. Noi dung tiéu chuan cong viéc cang cu thé, chi tiét
bao nhiéu thi cong t&c PGTHCV cang dugc tién hanh thuan loi bay nhiéu.

Tuy nhién céc tiéu chuan ndy lai kha chung chung. Vi du nhu: tiéu chi “Lap
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ké hoach sin xuat va bdo céo tién d6 cia day chuyén cuén éng”’ can néu rd
tién do khi ndo phai xong, ndi dung can dam bao nhitng gi... Vi tiéu chi
“Quan |y hang hdaton kho éng dai” ciing can ¢ thoi gian luu cy thé...

Bén canh nhirng bang tiéu chuan cong viéc d¢&néu trong bang 2.7, 2.8 &
trén, cong ty ciing x8y dung rat nhiéu ban tiéu chuan cong viéc khéc. Vi du
nhu (Phu luc 3.9) c6 tén 1a ban tiéu chuan cdng viéc mai sira 6ng dai. Tuy
nhién, noi dung ndy thuc chat chi 14 hudng dan thuc hién hodc van hanh thiét
bi.

Vé chu ky DPGTHCV, né duoc tién hanh hang nam. Céc budc thuc hién

véi Nhdm 1 va Nhém 2 lakhéc nhau. Cu thé 1a

- V6i Nhom 1;

Bang 2.10 Céc budc thuc hien DPGTHCV véi Nhém 1

Budc Noi dung thuc hién Tréach nhiém
Piéu chinh, thong nhat noi dung danh gia trong c&c bang TGP, cic
1 |27,29dyavao ban md ta cdng viéc (Vi du bang 2.5), tiéu trrong ,ph(‘)ng
chuan véi nguoi thyc hién cdng viéc (Vi du bang 2.6)
2 | Tu danh giacho diém céc tiéu chi ¢ bang 2.7, 2.9 NLD Nhom 1
Xem xé noi dung ty danh giacaaNLD ¢ bang 2.9, tiéptuc| TGD, TP
3 | cho diém vao bang 2.7 lan luot theo thi tu: truong phong | HCNS, cac
truc tiép quan Iy, truong phong HCNS, TGb trudng phong
4 Cung phong van danh gia ting NLD dya v noi dung va| TGP, Trusng
céc diém sb da cho trong bang 2.7 vabang 2.9 phong HCNS
5 | Xép hang NLD theo c&c mic: A, A, B, C, D TP HCNS
6 |Can nhic chia lai diém xép hang cho nhan vién cia cic | TGP, c&c
phong duatheo si 50, két qua, thanh tich n6i bat trong nam | trudng phong
7 | Théng béo két qua xép loai Phong HCNS
(Nguon: Két qua khao sat cia tac gia nam 2018 tai VSP)
- V&i Nhom 2:
Bang 2.11: Cac budc thyc hien DPGTHCV véi Nhém 2
Budc Noi dung thyc hién Trach nhiém
Dicu chinh, thong nhat noi dung danh gia trong bang 2.8 TGD. cAc
1 | dwavao ban m6 ta cong viéc (Vi du bang 2.5), tiéu chuan trrong ,ph(‘)ng
véi nguoi thuc hién cdng viéc (Vi du bang 2.6)
2 | Cho diém céc tiéu chi dathdng nhat ¢ bang 2.8 Cé&c truong




phong
3 ;'olnzg ket diem, xep loai NLD theo thang diém ¢ bang TP HCNS
4 | Can nhic chiadéu diém xép hang cho céc phong dyatheo |  TGD, cac
S 0, két qua, thanh tich noi bat trong nam truang phong
Cong bb két qua PGTHCV TP HCNS

(Nguon: Két qua khao sat cia tac gid nam 2018 tai VSP)

Bang 2.12: Ban tiéu chuan xép loai NLD Nhom 2

STT piém Xép loa STT Piém Xép loa
1 >54 A* 5 30-35 D
2 48-53 A 24— 29 E
3 42 — 47 B 7 <24 F
4 36-41 C

(Nguon: Két qua khao sat cia tac gid nam 2018 tai VSP)
Nhin chung, qua céc budc thuc hién BGTHCV (bang 2.10 va bang
2.11) cho thay viéc phan hdi két qua xép loai NLP la qué trinh 1 chiéu. Céch
tinh toan va cho diém cu thé tirng tiéu chi nhu thé nao da khong duoc xéc
dinh rd. Viéc cho diém hoan toan 1a do nhan dinh cha quan tir phia nguoi
quan ly. Cudc phong van NLD Nhom 1 dién ra truéc khi ho biét két qua xép
loai cuia minh. Cho nén, cusc phong van ndy chi mang y nghia dinh huéng, &p
dat cua nguoi quan ly nhiéu hon 1a lang nghe, phan hdi, dong vién NLP ding
nghia.
Viéc da xay dung tiéu chuan bang xép hang theo téng diém nhu ¢ bang
2.12, nhung khi cho diém xong lai diéu chinh tdly y s3 dan téi sy bat nhat, kho
khin cho nguoi thuc hién vanguoi thi hanh. N6 con |a nguy co dan téi nhiéu
16i trong DPGTHCV.
Pé hd trg thém viéc danh gia va cho diém vao cac bang da néu, cong ty

da xé&y dung thém céc quy dinh khen thuong, xir phat vi pham quy dinh,
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khuyén khich NLD khéng ngirng ndng cao nang luc, sang tao va chap hanh
nodi quy cong ty nhu:

Quy dinh khen thuong, Xt phat (Phy luc 3.10). Theo quy dinh nay, chi
khi ndo cac y tuong, sang kién da di vao thyc té, mang lai két qua thi NLD
méi nhan duoc khen thuong bang tién mat tir 300,000 VND dén 20 triéu
VNBD. Con khi chuamang lai két qua, cac sang kién vay tuong ndy chi dirng
lai & viéc khuyén khich phdi hop gitra c&c bo phan, ca nhan nham dua ching
vao &p dung thuc té. Ciing theo quy dinh ndy, tdy vao mic do vi pham cua
NLD, Truong bo phan truc tiép s3 yéu cau phat thé Vang hoic thé Bo. Pay |a
co sd dé trir tién trg cap hang thang vatién thuang cudi nam.

Quy dinh thuong thém do nang suat va chat lwong 1am viéc trong tirng
thang dbi véi bo phan mai sra dugc néu trong (Phy luc 3.11). SO tién thi da
300,000 VNB/ngudi duoc tinh todn dua theo sb lwgng khiéu nai caa khéch
hang va sd ngay cong ché d6 maNLD dathuc hién.

Viéc phé duyét vaban hanh cac van ban lién quan ti noi quy, quy trinh
thé hién sy chuy@n nghiép, doc 1ap caa hé théng, giam sy phu thuoc caa hé
thdng vao yéu té con nguoi. Céch 1am ndy dam bao dugc tinh minh bach, rd
rang, c6 tinh ké thira cao, chiing 1a co sd cho cai tién, cai tao vé sau. Tuy
nhién, cac hudng din cu thé, cac budc can lam, ngudi chiu trédch nhiém & mdi
budc nhu miéu ta trong bang 2.10 va bang 2.11 lai chua dugc van ban hoa
Cac noi quy lién quan tgi thuc hién BGTHCV tai cong ty hién nay kharoi rac
vachap va. Ching chua dugc hé thong, tiéu chuan héa va dinh ky ra soét, cai
tién...

2.2.2. Vé viéc lap ké hogch danh gia thurc hién cong viéc
2.2.2.1. Xac dinh myc dich danh gia va chu ky danh gia

- Thyc trang xac dinh muc dich BGTHCYV tai cong ty
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Déi véi NLD thusc Nhém 1, da phan déu hiéu ding muc dich, tam
quan trong caa PGTHCV. Tuy mét sb nho cho rang muc dich cata DGTHCV
|4 co s& dé tang lwong thuong, song ho da phan déu 1a nhan vién méi, chua
kip nam vitng quy dinh DPGTHCYV tai cong ty.

Bdi véi NLD thusc Nhém 2, hau hét déu chua nhin nhan dugc muc
dich ding dan caa PGTHCV. Pa s cho rang muc dich chu yéu la dé gidp ho
tang luwong, tinh thuong va day |a mot cong cu tro gidp nguoi quan ly trong
cdng téc diéu hanh hoat dong caa bo phan minh. Két luan trén dugc thé hién
kha ré trong két qua khao sét caacau 1, 2.

- Thyc trang xac dinh chu ky bPGTHCV

Chu ky thuc hien BPGTHCV duoc tién hanh hang nim, do truong bo
phan phéi hop véi bo phan HCNS thuc hién vao cudi nam, trudc ky luong
nam moi.

Qua phéan tich khao sat y kién NLD vé mac do hop ly caa chu ky
DGTHCV hién nay (Cau 17), téc gia thu duoc két qua nhu sau:

189%6°70

1% = Chu ky 1 thang

® Chu ky 3 thang
Chu ky 6 thang

® Chu ky 12 thang

76%

Biéu dd 2.1: Két qua khao sat mirc &6 hop Iy cuachu ky PGTHCV
(Nguon: Két qua khao sat cia tac gid tai VSP)
Theo biéu d6 2.1, cd téi 76% NLP cho rang chu ky PGTHCV nénla3
thang. Chi mot phan rat nho 1% chon phuong &n 12 thang. Piéu ndy chang to
chu ky 1 nam hién tai cia cong ty lachuahop ly. Ly giai cho van dé nay |a:
Tha nhan, NLD muén ting lwong nhanh hon tirc 1a ting chu ky d¢anh

gia
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Tha hai, cac phan anh caa truong ca vé céng nhan chinh, phu cho
truong bo phan co thé bi that lac hodc bi quén bai nhiéu ly do nhu: khdi luong
théng tin tong hop trong ca nam s& 1a cuc 16n, d6i khi khdng thé xir Iy duoc
dit liéu ndy. Truong bd phian s ¢d xu huéng bi anh huong bai sy kién gan
nhat, bo st théng tin hoic tinh trang chii quan cua ngudi danh gia... Ngoai ra,
chu ky danh gid qua dai con lam giam gia tri va trong lugng cac nhan xét cuaa
truong ca, truang nhdm boi tac dong caa cac nhan xét ndy |1a quéa cham dén
viéc xép loai dbi twgng bi danh gia Pay con 1a mot &p luc 18n ca nhan cac
truéng nhom ndy va ca [én nha tuyén dung. Vi mudn [am tét, ho can yéu cau
kinh nghiém lam viéc ciing nhu ky nang 1&nh dao.

Tht ba, NLD ¢ thé hoan thanh muc tiéu nhanh hon, ho muén sém
duoc cdng nhan két qua, tam Iy mudn tang luong nhanh hon.

Qua sh liéu khao sét chi tiét & cau 17, con sd 18% trong biéu @6 2.1 |1a
do phan I6n NLD Nhém 1 chon phuong an chu ky BPGTHCV nén 1a 6
thang/lan.
2.2.2.2. Xac dinh tiéu chudn va tiéu chi danh gia thuc hién cong viéc

Céch 1ap muc tiéu va két qua dat duoc cling véi cac tiéu chi chung khac
cua NLD dugc dénh gi, cho diém trong bang 2.7 va 2.8. Tac gia da khao sit
théng qua bang hoi (Cau 22), va két qua nhu sau:

% 1% N—,
8y 3% 1% ® Chua phu hop, can phai

thay doi

® Chua phu hop nhung
khéng can thiét thay doi
Phl hop, khdng can
thay doi

®Y kién khéac

Biéu dd 2.2: Mtc 6 phl hop khi d¢anh gid thuc hién cong viéc tai VSP

(Nguon: Két qua khado sat cia tac gid nam 2018)
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Biéu @b 2.2 cho thiy 89% NLP duoc hoi cho rang céc tiéu chuan, tiéu
chi PGTHCV hién tai 1& chua pht hop. Diéu ndy chirng té viéc thuc hién
trién khai con ton tai nhiéu bat cap can khic phuc nhu:

Céc tiéu chi danh gi, céach cho diém gidng nhau véi céc vi tri cong
viéc khéc nhau dan téi khé phan loai vathiéu co so cho viéc xé&c dinh mirc do
hoan thanh cong viéc. Céc cong viéc khac nhau, khong thé co cung tiéu
chuan, tiéu chi danh gid Hon nita, mot s5 tiéu chi b trang hop vi du nhu tiéu
chi sd 5 trong bang 2.8 1a “ Tinh than tap thé” vatiéu chi sé 9 “Thé do lam
viéc vatinh than tap thé” (Phy luc 3.3). Bén canh d6, tiéu chi “kha nang 1anh
dao” phai duoc xem xé ddi véi NLD 1am cong téc quan ly [a Nhém 1. Tuy
nhién, tiéu chi ndy lai chi xuat hién & bang 2.8, tiéu chuan danh gia caia Nhém
2, nhom NLD chu yéu lam cdng viéc van hanh méy mac vathiét bj trong nha
Xuong.

V¢é cdng tac cho diém tung tiéu chi, diém tdi dala 5, nhung céch tinh
todn cu thé khéng néu rd. Vi du nhu tiéu chi “Bi 1am déu, ding gid” & bang
2.8 khdng néu rd déu 1a thé ndo thi duoc 1 diém hay 5 diém. Hoic vai viéc
x&y dung muc tiéu va ké hoach hanh dong dugc danh gia trong muc 01, 02
cua bang 2.7 lién théng tir bang 2.9 ra sao, tinh todn nhu thé ndo ciing khdng
quy dinh. Diéu ndy co thé tao tam ly thd o, x8y dung cac muc tiéu sao cho dé
thuc hién. Thém vao do, véi viéc NLD chi duoc biét diém xép loai, khdng
biét chinh x&c diém s tirng tiéu chi nén s3 khdng biét can phai diéu tu chinh
van dé ndo, can thay doi cé gi... Thiéu minh bach trong diém sb la cach lam
khéng hop ly.

Viéc xép hang theo khung diém sd ¢ bang 2.12 kha rd rang, nhung viéc
diéu chinh lai két qua dé thong nhét véi cac phong ban khéc co thé gay ratinh
trang thiéu nhat quéan trong céch cho diém, pha vé tinh logic cia thang diém

da x&y dung, gdy kho khian cho nguoi quan ly, thira hanh. Bay cé thé la
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nguyén nhan chinh din tgi viéc khdng cong bd diém sd cu thé nhu hién nay,
tao nén sy thiéu minh bach trong hoat d¢ong BGTHCV.

Viéc x&y dung céc tiéu chuan, tiéu chi cin phai théa man yéu t6
SMART. Bé lam tbt cong tac nay, cong ty can cd co ché phdi hop thyc hién
gitra phong HCN'S va céc phong ban chuyén mén, phét huy sic manh tap thé,
khéng nén chi dua vao mot ca nhan hay mot bo phan nao nhu céch lam hién
nay.
2.2.2.3. Lya chon va dao tao nguoi danh gia

- Lyachon nguoi danh gi&

Vi chit lugng ciia ban md ta cong viéc, tiéu chuan voi nguoi thuc hién
cong viéc chua tot, trach nhiém cu thé khdng ré. Cho nén, ngudi danh gia
duoc mic dinh 1anhitng ngudi cho diém trong ban danh gi, tic 1a cac truong
bo phan chic nang. Bé lam tét viéc ndy, hang nam truge ky danh gia, ho
thuong tham khao y kién caa cac trudng ca, gidm sét truc tiép cong viéc, dong
nghiép, cip dudi caa ddi tuong bi danh gid Tuy nhién, viéc lya chon nguoi
dénh gid va noi dung tham khao ndy chi mang tinh chat sy vu va phu thudc
vao nang luc vay kién chii quan caa cac truéng phong.

- Bao tao nguoi danh gia:

Theo két qua khao sét (Cau 20) vé cong tac d&o tao PGTHCV trong
bang 2.13 bén dudi, cong ty chi & dung phuong phép hop huéng din trién
khai, khéng phét tai liéu. Qua tim hiéu, day chi 1a mot sé huéng dan caa
truong phong cho mot sb trudng ca trong budi hop giao ban. S6 luong dugc
d2o tao larat it lai khdng phai 1a déi tugng chinh téc dong vao két qua danh
gia cudi cung.

Bang 2.13: Két qua diéu travé dao tao DPGTHCV tai Cong ty TNHH Sén
Pham Thép Viét Nam
| STT | Paotaové PGTHCV | Khdi quanly SXKD |  Khdi cdngnhan |
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chinh, phu

SH lwong Ty lé SH lwong Ty lé

(ngudi) (%) (ngudi) (%)
1. [Co 08 22,9 5 3,3
2. Khong 27 77,1 145 96,7

Néu c6, hinh thirc dao tzo 1a gi?
1 | Phatvanbin huéng dan

" | chotung NLD

T chuc 16p tap huan do

2. | Phong Hanh chinh nhén 0 0 0 0

sy huéng dan.

T6 chirc 16p tap huan

3. | duéi sy huéng dan cua 0 0 0 0
chuyén gia
Hop huéng dan trién
4| khai, khong phét tai lieu. 08 22,9 5 05
Ca 4 phuong an trén 0 0 0 0
Tong 08 22,9 05 33

(Nguon: Két qua khao sat cia tac gid nam 2018 tai VSP)

2.2.2.4. Lya chon phurong phap danh gia thuc hi¢n cong viéc

Phuong phép dénh gia thang do d6 hoa duoc &p dung dé cé dugc sb
lidu tong hop 1am co s& xép hang trong toan cong ty. Khi can diéu chinh trong
budc 06 ¢ bang 2.10, va budc 04 ¢ bang 2.11, phuong phdp so sanh cap ¢
duoc 4p dung nhiam can bang gitra cac yéu té quan tri. S liéu khao sat vé
phuong phdp PGTHCV tai cong ty (Cau 9) cho thay da s6 y kién ¢ khdi
ngudi 1am quan ly cho rang céc tiéu chi chratao dugc sy phan biét vé két qua
|&m viéc giira cac nhan vién, mot sb cho riang cach cho diém céc tiéu chi chua
phl hop. Viéc khdng duoc cong khai phuong phép tinh vadiém sb cu thé da
giai thich cho céac sb liéu & ndy.
2.2.3. Vé té chirc trién khai danh gid thgec hién cong viéc
2.2.3.1. Truyén théng danh gia thiec hién cong viéc

Cong téc tuyén truyén vé danh PGTHCV tai cong ty chua duoc quan

tam mot céch thich dang. Viéc tiép nhan, giai d4p thac mac cho NLD mai chi
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duoc thyc hién mot cach thu dong mang tinh chat s vu, sau khi phong HCNS
ban hanh két qua xép loai caatoan cong ty.
Qua diéu tra (Cau 12), tac gia da thu thap duogc sb liéu vé théng tin

phan hoi két qua PGTHCV sau mdi ky danh gia hang nam nhu sau:

2%, m C0, r6 rang vakip thoi

10
® Khdng nhan dugc phan hdi

. 0 . I'
wf = C6 nhung khong 16 rang cac diém
SO cuatirng tiéu chi phiatrén

Biéu d6 2.3: Két qua diéu tra vé thdng tin phan hoi cata DPGTHCV

(Nguon: Két qua khao sat ciia tac gia nam 2018 tai VSP)

Theo biéu d6 2.3, hau nhu toan bd NLD khdng nhan duoc diém sb cu
thé cuatirng tiéu chi danh gia C6 thé khang dinh, cong tac truyén thong, phan
hdi va giai quyét phan hoi cia NLD vé PGTHCV tai cong ty tuy c6 nhung
khong di vao thuc chat, khong thu duoc hiéu qua ré rét. NLD chi mo hd hiéu
|& can phai 1am tét hon nita cac yéu cau thi méi dugc danh gia cao.
2.2.3.2. Phdng van déanh gia thyec hién cong viéc

Viéc phong van BPGTHCV dbi vi Nhém 2 1a khdng cd. Tuy ¢ mot
cudc ndi chuyén truc tiép gitta thanh vién Nhém 1 véi Téng Gidm Déc va
Truong phong HCNS nhung khéng thé coi ddy 1a mot cusc phong van
DGTHCV dé giai quyét van dé, thang thin, coi mé theo ca 2 chiéu thuc thu.
Ban chat cudc néi chuyén nay thién vé dinh huéng cong viéc nhiéu hon boi vi
no dién ra truéc khi cong bd két qua xép loai NLD. NLD khdng c6 co hoi
phan hoi két qua DPGTHCV caaminh.

Cho nén phuong phép quan tri ma cong ty dang mubn huéng toi S8 rat

kho dé thanh cong. Minh chizng cho diéu ndy d6 laviéc NLD khéa tho o trong



52

viéc x8y dung muc tiéu va ké hoach hanh dong. Ho ciing nhan duoc rat it sy
hd tro trong viéc thiét 1ap ching tir cap trén.
2.2.3.3. Thuc hién quy trinh danh gié thuc hién cong viéc

Vian ban cu thé vé quy trinh PGTHCV nhu dd miéu ta ¢ bang 2.10 va
bang 2.11 1a khéng cé. Y &u cau chi tiét ciing khdng bat budc. Viéc thuc hién
chu yéu latién hanh danh gi4, cho diém vao céc bang co sin. Tuy ¢b quy trinh
xem xét va diéu chinh lai tiéu chi, phom mau, bang biéu, nhung hoat dong
ndy cia ngudi phu tréch khé it va gan nhu khéng co.

Viéc tinh thuong dua vao sb ngdy nghi 1am cua NLD trong nam dugc
bo phan HCNS thuc hién theo cong thirc d¢& c6. Quy ché thuong, phat ciing dé
tinh toan va thyc hién.

Cho nén c6 thé két luan, viéc thuc hien BPGTHCV theo quy dinh hién
hanh kha don gian va khéng gap nhiéu khé khan.

2.2.4. Vé vigc sk dung két qud danh gia theee hign cong viéc

Két qua DPGTHCV dugc sir dung vao viéc diéu chinh chinh sach nhu:
tuyén dung; d&o tao va phét trién; duy tri nguon nhan lec. Tuy nhién, viéc
thuc hién lai thuong duoc bat dau truéc ky tang luong, tinh thuang cudi nam
nén dé 1am cho NLD hiéu nhdm muc dich, y nghia thuc sy cia cong tac
PGTHCV.

Bang 2.14: Két qua PGTHCV giai doan 2014 — 2018 tai VSP

T 2014 2015 2016 2017 2018
Xéploai | 4 x x z :
T| 2P S0 T g S0 ige | SO T igh | S0 | gh | SO (g5
NQuoi nguoi nguoi nQuoi nguoi

1 A 5126 33|165| 40| 180| 30| 132| 45| 193
2 A 44 221 53|265| 43|104| 35| 154| 42| 180
3 B 46 231 41|205| 45203 50| 220 45| 193
4l c 65327 54|270| 80|360| 78| 344| 83| 356
5/ D 16] 80| 15| 75| 12| 54| 30| 132] 15| 64




53

E 2, 10 4| 20 1| 05 3| 13 3 1.3
F 1 05 0| 0.0 1| 05 1| 04 0 0.0
Tong sb 199| 100, 200| 100| 222| 100| 227| 100| 233| 100

(Nguon: Phong Hanh chinh Nhan sz VSP)
2.2.4.1. DUNg d@é chi tra thu lao lao déng
Cach tra luong theo vi tri viéc [am duoc & dung cho toan bo NLD

Mtc leong vi tri

Tién luong = x NC lam viéc thuc té

Ngay cong ché do

Trong do:

Mirc lwong vi tri: La sb tién lwong ¢b dinh tra cho nhan vién khi dam
nhan vi tri cdng viéc nhat dinh. Mac lwong ndy duoc diéu chinh hang nam
duatheo két qua DPGTHCV cuanim trugc do

Ngay cong ché do: Latdéng ngdy cong trong thang trir di ngay nghi 12,
tét, ngay nghi hang tuan

Bén canh tién luong, NLD con dugc tra thuéng nhu: thuong chuyén
can (Phu luc 3.10); thuong chat luong (chi p dung véi bo phan mai dng);
thuang sang kién cai tién (phy luc 3.11). Viéc khuyén khich NLD di lam déu
bing thuong chuy@n can va trir thuong cudi nam néu nghi dot suat 1a cach
khuyén khich s tich cuc caa NLD.

Céch tinh thuong chuyén can hang thang nhu sau: Thuéng 300,000
VNDB/nguoi/thang néu di 1am du ngdy cong cua thang. Trir 100,000
VNB/ngudi/ngdy vao tién thuang trén khi ho nghi 1am viéc vi bét cir ly do gi.

Cong tinh thuong cudi nam:

@ — (56 ngay nghi khéng heong x 5) - (sd

Luong = N Khos
thang ngay nghi khin cip x 7) - (30 ngay nghi oan
cudi dm, nghi tai nan lao déng) gi;.;n‘fu
Mikc cia ndm pham
- = tinh x - . X
thwdng fhdng quy dinh B
phat Thé

Tadng s6 ngay ciia nam tinh thwéng ving/ 43
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Trong do:

a: Tong sd ngay trong nam

B: Hé sb tinh thuang tdy thudc vao két qua SXKD duoc TGP quyét dinh
2.2.4.2. DUNg vao bo tri va sz dung nhan vién

Pé cdng téc bb tri, sir dung NLD phil hop véi nang luc vatrinh do. Céc
y kién vé viéc sip xép vi tri 1am viéc trong mdi ca caa truéng ca, nguoi gidm
st truc tiép cong nhan chinh, phu 1am viéc luén duoc coi trong. Dua vao kinh
nghiém va nhitng ghi chép cua ca nhan, céc truang bo phan s3 1én ké hoach
sap xép, diéu chinh vi trf 1am viéc hang nam. Vi du cubi nam 2018, cong ty da
ra quyét dinh thing cap cho anh Nguyén Vin Thing do d& dat thanh tich cao
trong cong viéc (Phu luc 2.11)

Viéc luan chuyén dé bat thuong duoc thuc hién sau khi ¢ co sy ban
bac thong nhit cuaaban diéu hanh.

C6 thé nhan thiy, cong téc bd tri sir dung nhan luc van kha cuc bg,
cong ty chwa xdy dung duoc quy trinh, quy dinh & tim chién lugc, tuy co
nhitng trao d6i giira cac trudng bo phan cua cac phong ban, nhung khé thu
dong. Cong ty chua xdy dung dugc buc tranh tong quan vé hé théng viéc [am,
chuaxay dung dugc |9 trinh phét trién cong danh cho NLD.
2.2.4.3. DUNg vao cong tac dao tgo va phét trién

Céc két qua DGTHCV cao nhu A, A+ |a diéu kign can dé mot ca nhan
dugc cong ty cir di hoc tap nang cao nang luc chuyén mén, nghiép vu. Can cir
diém xép hang ndy, truong cac bo phan s3 tién hanh xem xét nhitng ky nang,
kién thirc NLD can bd sung phuc vu cho cong viéc méi, tir d6 lua chon noi
dung dao tao phu hop. Cong tac danh gia két qua thuc hién cong viéc sau dao
tao ciing vO cling quan trong, né ladiéu kién du dé ra quyét dinh nhan sy phl
hop. Vi du b phan cit dng d& ctr anh Nguyén Vin Bic di hoc & xe nang vao

dau nam 2018 khi két qua xép hang caaanh laA™ trong 3 nam lién.
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Ddi voi nhitng cdng nhan vién co két qua thap trong PGTHCV, ban
diéu hanh s8 dua ra cac chuong trinh, bién phdp dao tao, kém cip trong cong
viéc dé nhirng di turong ndy cé thé hoan thién ky nang lam viéc cuaban than.

Tuy nhién, viéc nay doi khi van rat cam tinh, thiéu co so. Nguyén nhan
chinh mét 1an nira c6 thé giai thich cho viéc ndy 1a sy thiéu hoan thién caaban
md ta cdng viéc, tiéu chuan véi ngudi thuc hién cong viéc.

2.3. Cac nhan to6 anh hwéng téi danh gia thwe hién cong viéc tai cong ty
2.3.1. Nhan té bén trong
2.3.1.1. bac diém san xuat kinh doanh

Puoc sy hd tro rat [on tir ban gidm dbc cua tap doan trong cong tac
dinh huéng, tim nhin vatim kiém khéch hang noi dia ciing nhu qudc té, Cong
ty TNHH San Pham Thép Viét Nam tap trung cha yéu vao cong tac sin xuat
vadich vu sau ban hang.

Pé lam tot muc tiéu d6, ban diéu hanh cong ty chii yéu tap trung vao
céc van dé lién quan t6i chat lugng san pham, tinh 6n dinh va phét trién bén
vitng. Cho nén, cong tac DPGTHCV tap trung cha yéu cho cac van dé san xuat,
chat luong... Cac muc tiéu d¢anh gia lién quan téi thi truong, dich vy tuong
urng duoc xem nhe.
2.3.1.1. B4 may quan ly, quan diém cua lanh dao

B6 méy quan ly cta cong ty hién tai to ra kha tinh gon. Vi mé hinh
tryc tuyén - chirc nang, bén trén 1a hai gidm déc nguoi Nhat: Pho Tong Gidm
Péc phy tréch ky thuat, hd trg Tong Gidm Béc phy tréch kinh doanh va céc
van dé con lai. Bén duéi ho 1a céc truong bo phan chirc nang nguoi Viét phu
trach hoat dong cua cac phong ban dugc phan cong trach nhiém, nhiém vu va

quyén han rd rang.
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Phuong phép quan tri theo muc tiéu va thuyét Z cia céc gidm dbc da
anh huong khé nhiéu téi cac muc tiéu, chién lugc, phuong phép &p dung vao
cong t&c DPGTHCV tai Cong ty TNHH San Pham Thép Viét Nam.
2.3.1.3. Nang luc, trinh dé chuyén mén cua nguoi lam cdng tac nhan sy

Nhan lyc trong bo méy quan ly tai cong ty la nhirng chuyén gia, ky su,
ctr nhan, thac sy duoc ddo tao tai Nhat Ban, Anh Quéc va Viét Nam véi hon
10 kinh nghiép trong linh vuc chuyén trach. Piéu ndy da tao nén bo khung
quan |y vitng chac va chuy@n nghiép dam bao hoat dong san xuat kinh doanh
cuia cong ty tang truong on dinh, hoat dong PGTHCV ngdy cang hoan thién.

Tuy nhién, phai khang dinh trinh ¢6 chuy@n mén va ning luc cua bo
phan HCNS la vé clng quan trong, la yéu té chinh téc dong téi toan bo hoat
dong DPGTHCV cua todn cdng ty. Thuc té 1&, niang luc va trinh d6 chuyén
mon caa bo phan ndy con nhiéu han ché. Piéu d& nhan ra nhat d6 1a cong tac
phan tich cdng viéc da khdng dugc coi trong. Phong HCNS chua quan ly, xay
dung tét buc tranh toan canh, cu thé, chinh xéc vé ngudn nhan lyc hién co tai
cong ty.

2.3.2. Nhan té bén ngoai
2.3.2.1. Boi thii canh tranh

Trong nén kinh té thj truong, mot thé giéi “phang” va toan cau hda siu
rong, chi can mot dong tin trén mang x& hoi ciing c6 thé 1am chao dao thi
trudng todn cau. Dé ton tai va phét trién, cac nén kinh té trong d6 co Viét
Nam ciing phai nhanh nhay @ng phé thich hop méi cé thé ton tai.

Hién nay, dang ¢ su gia taing dau tu nuéc ngod vao Viét Nam. Pic
biét 1a gan déy, dudi tdc dong cua chién tranh thuong mai My - Trung, dang
c6 mot lan sdng chuyén dich 1on c&c nha may san xuét vao Viét Nam. Diéu
ndy tao nén &p luc va canh tranh ngdy cang cao. Pién hinh c6 mot s6 céc

doanh nghiép san xuat dng thép 1én nhu Céng ty TNHH Sun Steel Ha Noi,
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Cong ty c6 phan thép Viét Buc... cd ¢ phan 16n tir Tha Lan, Nhat. Cac cong
ty ndy khodng chi ¢ hé théng nha méy san xuat véi cong nghé hién dai ma con
ap dung linh hoat va hiéu qua cac phuong phap BPGTHCV.

Chinh vi vay, VSP can phai nhanh nhay thay déi chién lugc, sach lugc,
phai x&c dinh ré tim quan trong caa viéc thu hit, gitt chan nhan tai bang céc
bién phdp quan tri tién tién, pht hop. Bic biét 1a cong tdc DPGTHCV phai
duoc cai thién hon nramai cé thé phét huy hiéu qua ciing nhu dam bao hoan
thanh cac muc tiéu lau dai caa cong ty.
2.3.2.2. Khach hang

Ngoai viéc nhan dugc sy hé tro tir cong ty me, VSP ciing chu dong,
thay doi dinh hudng toi viéc tiép can thi truong, nang cao hinh anh, thuong
hiéu.

Cong ty d&co ké hoach doi tén thanh Céng ty TNHH Vietnam Nippon
Steel Pipe cho dong bo tén tudi véi cac cdng ty anh em trong cling tap doan
nhu Cong ty Thailan Nippon Steel Pipe, Cong ty Malaixia Nippon Steel
Pipe...nham dinh r& hinh anh trong mat khach hang nang cao ning lyc canh
tranh.

Pé thyc hién tét viéc ndy, cdng ty can thay doi chinh sich PGTHCV
phu hop hon. Vi du nhu x8y dung thém céac tiéu chi BPGTHCV cho b phan
kinh doanh nhu: sb lwgng khéach hang méi, lugng tuong téc, truy ciap vao
website ciia cong ty, su hai [ong cua nhan vién, ...
2.3.2.3. Yéu to Van ha— Xa hei

X & hoi cang phét trién, cac van dé vé mdi truong va cong dong cang
duoc cha y. Van xir ly réc thai, bao vé méi truong ciing ngdy cang dugc quan
tam. Vi vay, VSP tir 1au d& hudng téi viéc san xuat c&c san pham than thién
vGi moi truong, gop phan phét trién theo hudng bén viing, bao vé sic khoe

cia nguoi dan. R&c thai thong thudong va nguy hai déu dugc phan loai, xt ly
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tap trung tai cac nha méy chuyén dung theo dlng tiéu chuan caa phép luat
Viét Nam.

Trong céc tiéu chi PGTHCV, cbng ty rat chi trong dén viéc thuc hién
cdng tac 5S, tu giéc gitr gin vé sinh, an toan lao dong noi lam viéc ciing nhu
tan dung céc chi tiét, phé liéu dé ta ché gidp tiét kiem chi phi. Cac dung cu
san xuat, may mac, thiét bi dugc quy hoach gitp nhaxuéng gon gang va sach
dep hon.

Tt nam 2005, cdng ty d& &p dung quan Iy mdi trudong theo tiéu chuan
1SO14001, thanh lap ban méi truong, ban an toan vai nhan luc duoc kiém
nhiém, chuyén trach ¢ cac bo phan lién quan trong toan céng ty. Viéc gitr
vitng san xuat kinh doanh, tao cdng an viéc 1am 6n dinh, méi truong lao dong
an toan ciing 1a da déng gdp cho phét trién, 6n dinh kinh té gia dinh, x& hoi
phét trién.

2.4. Panh gia chung vé hoat dong danh gia thwc hién cong viéc tai Cong
ty Trach nhiém hiru han San pham thép Viét Nam

Ngoai c&c phan tich vé& uu nhuoc diém ciing nhu nguyén nhan co ban
da trinh bay qua nhitng noi dung vé thuc trang, nhan té anh huong & trén.
Ching ta co thé di ¢én céc két luan nhu sau
2.4.1. Ul diém

Mot 13, ¢dng ty da cu thé hda dugc bang vin ban trach nhiém, quyén
han cua céc phong ban mot céach ré rang. C6 mot sd ché tai thuong phat dé
khuyén khich dong vién NLD thuc hién tét cong viéc dugc giao.

Hai 1&, bo ba vin ban gdm: ban mé ta cong viéc, ban tiéu chuin vai
ngudi thuc hién cdng viéc, ban tiéu chuan cong viéc dadugc xay dung vaphd
bién t6i nguoi lao dong dé 1am co s cho viéc xay dung tiéu chi so sanh, phan

hoi két qua thuc hién cdng viéc. Diéu ndy dugc thé hién ¢ két qua khao sét vé
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phan héi két qua PGTHCV, noi dung phan hdi, ngudi phan hdi trong céc cau
hoi 12, 13, 14, 15.

Ba 13, dé thuan tién déanh gi4, céc tiéu chi PGTHCV da dinh hudng
theo hai nhdm NLD dac thu. Nhém 1: NLD lam cbng téc lién quan toi quan ly
SXKD véi tinh chat cdng viéc phirc tap hon. Nhém 2: Céac cong nhan chinh,
phu lién quan ti cac cong viéc truc tiép, phd thdng, gian don. Bén canh céic
tiéu chi riéng, céc tiéu chi chung khac ciing da dugc xay dung nhu: Quy dinh
thugng chuyén can, chat lwgng, phat thé vang, dé néu vi pham noi quy.. Véi
nguoi quan ly, déy la nhitng co so thuc hién cac cong tac quan tri nhan luc
khac nhu lwong, thudng, phic loi, ddo tao va phét trién. Voi NLD, ching
khdng chi gitp ho 1ap duoc ké hoach hoc tap, nang cao nang luc trong tuong
lai ma con gitp ho xéc dinh muc tiéu phét trién cong viéc, nghé nghiép cho
ban than. Piéu ndy thé hién ¢ két qua diéu traviéc sir dung két qua PGTHCV
trong céu s 19.

Bbn 13, khi dugc hoi vé phuong phép dénh gia trong cau sb 9, da sd
NLD Nhom 2 cho rang phi hop va co thé sir dung. Chirng t6, phuong phép
dénh gia thang do d6 hoa va so sénh cap kha phlu hop voi thuc té yéu cau
cdng viéc vanguoi thuc hién tai cdng ty.

Nam |&, truong bo phan la nguoi chiu tréch nhiém DPGTHCV da tham
khao y kién danh gia tir nguoi quan ly trung gian, NLD ngang cap. Diéu nay
g6p phan nang cao déang ké chat luong va hiéu qua caa nghiép vu ndy. Hinh
thirc phong van DPGTHCV voi NLD Nhom 1 thé hién tinh than thang than,
coi ma theo ca 2 chiéu.

Séu 13, chu ky d¢anh gia 1 nam/lan kha pht hop véi cac muc tiéu [on
cua cap truang phong.

2.4.1. Nhwoc diém
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Mot 13, quy dinh tréch nhiém quyén han cac phong ban kha ruom ra,
maot sd ndi dung qué chi tiét vakhong can thiét, co sy nham 1an véi ban mo ta
cdng viéc cua cac vi tri truong bo phan nhu nhu: quyén han, tréch nhiém,
nghia vu cua ca nhan cu thé. Nhin chung, céc tai liéu ndi quy lién quan kha
roi rac, chap vavathiéu tinh hé théng.

Hai 13, bang mé ta cdng viéc latién dé vala co sv cho viéc xay dung
céc van dé lién quan tGi tiéu chuan, tiéu chi danh giavé con nguoi ciing nhu
cdng viéc ma ho ¢am nhan. Tuy nhién, chang thiéu nhiéu ndi dung co ban
nhu: cé&c thong tin chung vé cong viéc, ma sd, ngay ban hanh; diéu kién lam
viéc; cac mdi quan hé; ngudi quan 1y cip trén, nhan vién bén dudi.. Diéu ndy
chtrng té sy mo hd, khéng nam rd céc cong viéc, nhiém vu trong cac bo phan
cua cong ty, thé hién su yéu kém trong cong tac quy hoach va dinh bién nhan
sr. N6 anh huong téi chién luge, cac nghiép vu quan tri nhan luc trong d6 co
DGTHCV.

Bala, cac tiéu chi PGTHCV chuabao quat duoc dac thu cong viéc cua
nhom NLD, chd thira, chd thiéu vi du nhu tiéu chi “Kha nang [anh dao” &p
dung cho Nhom 2 1a nhém cdng nhan phd théng, nguoi 1am truc tiép voi may
méc. Nhung khéng ap dung cho Nhom 1, tec NLB |am ¢cbng tac quan ly, lanh
dao. Ngoai ra ciing khéng nén xép cong nhan chinh kiém nhiém viéc giam sat,
quan Iy vao Nhém 2. Khi duoc hoi y kién vé cac tiéu chi & cau 23, da sb cau
tra 161 1& chua sét véi thuc té, chung chung, cam tinh, khéng rd rang, va can
phai x&y dung lai. Két qua danh gia ciing khdng minh bach thé hién ¢ cau hoi
$ 16.

Bbn 13, vé phuong phép danh gid Coéng ty chi cong bé céch cho diém
lam co s xép hang cho Nhom 2. Tong hop két qua xép hang cudi cing lai bi
diéu chinh @é can bing giira cac yéu té nhu: si sb, thanh tich néi bat trong

nam cua cac phong ban. Viéc khéng théng nhét truée sau gay nhiéu khé khan
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cho nguoi thuc hién, tao sy map mo khéng minh bach, lam giam chat lrong,
mdi trudng lao dong ciing nhu hinh anh cuaté chic. O cau hoi hoi 21, cac két
qua tra loi kha tiéu cyc nhu: phuong phap PGTHCV cua nguoi quan ly
khdng pht hop; céc chi tiéu, tiéu chuan danh gia khéng ré rang, khéng giai
thich thang diém. Con ¢ cau hoi sd 9, dasb NLD Nhom 1 cho rang céch cho
diém céc tiéu chi 1a chuaphl hop..

Nam 1a, v& nguoi d¢anh gia va dao tao nguoi dénh gia, cong ty khéng
guy dinh rd nguoi danh gid Khi viéc xac dinh nguoi danh gia khong cé thi
ciing khdng ¢d co so dé ddo tao nguoi danh gia Day 1a két qua tat yéu khi
diéu traladasd NLD khdng dugc d&o tao DPGTHCV (cau s 20).

Séu 13, chu ky danh gia 1 nam/lan to ra khdng phd hop véi dai da sb
NLD. Vi khi d6, théng tin can xi ly trong ca nam la khé I6n, chdng rat dé bi
bo quén hoic that lac. Day 1a co hoi xay ra céc 16 trong danh gia nhu: anh
huong caa sy kién gan nhat, 15i dinh kién..

Bay |, c&c van dé dugc néu ra va ban bac thang than trong cudc phong
van BPGTHCV, tuy nhién lai thiéu van dé quan trong nhat d6 ladiém xép hang
ciing nhu diém sd cu thé caatirng tiéu chi danh gid. Cho nén myc tiéu coi mo
va thang than kho thuc hién duoc
2.4.2. Nguyén nhan

Mot 13, sy bién dong nhan sy lién tuc trong phong HCN'S cling véi trinh
do caa doi ngii chuyén trach duoc cho la nguyén nhan chinh dan téi nhitng
han ché trong hé thbng BPGTHCV tai Coéng ty TNHH San Pham Thép Viét
Nam.

Hai 13, céc noi quy, quy dinh, quy trinh cé thé bi thit lac hodc hiéu sai
trong qua trinh ban giao cong viéc gitta hguoi cii va ngudi méi dam nhiém.

Viéc khong dua ra dugc nhitng chién luge dai hoi dan dén dinh huéng khong
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duoc rd rang, ngudi mai vi thé ¢ thé loai bo cac ndi quy bi cho 1a thira,
khong can thiét thy thuoc vao nang luc ciing nhu trach nhiém ca nhan ho.

Ba la, cong tac phéan tich cong viéc la co so xay dung ban mé ta cdng
viéc, ban yéu cau véi nguoi thuc hién cong viéc, ban tiéu chuan thuc hién
cdng viéc. Ching l1a nguyén liéu dau vao dé xay dung cac noi dung lién quan
t6i DPGTHCV nhu céc tiéu chuan, tiéu chi, chu ky thuc hién.. Tuy nhién, cac
tai liéu ndy con rat so s, khéng déng b, thdng tin co ban ciing thiéu.

B4 13, chat lwong b ba tai lidu phia trén anh huang rat rd téi khong
chi ndi dung va phuong phdp xéac dinh cac tiéu chi BGTHCV ma con cho
thay nhan thirc khd mo hd vé PGTHCV ciia ngudi phu tréch.

Nam |3, nguoi danh gia dang dugc mac dinh la céc truong bo phan.
Viéc thiéu tam nhin hé théng din téi cdng tac phan tich trach nhiém, quyén
han lién quan ti ¢&o tao PGTHCV rat yéu va gan nhu lakhdng co.

Séu 13, khi ¢ qua nhiéu cong viéc phai thuc hién vao cudi nam, thiéu
nguoi hd tro lai khéng cd cach 1am khoa hoc, céc trudng bo phan co xu huéng
thuc hien DPGTHCV mét céch tdi thiéu. Tac 1a chi ddp tng yéu cau dénh gia
dé xem xét t6i lvong thuang cudi nam. Chinh vi thé, tan suat DGTHCV chi la
1 nam/lan, ¢ang vao dot diéu chinh ndy. Vi y thirc vatha do lam viéc cua
cac truong bo phan nhu vay, cong vai nang luc caa bd phan chuyén trach con
yéu, cong ty khdng thé mong co duoc tan suat PGTHCV hop ly, dem lai hiéu
qua.

Bay 13, chat luong DPGTHCV thap lam han ché chit lugng cac hoat
dong quan tri vé sau. Pidu ndy tao thanh mot vong luan quan kim ham sy phét
trién chung. N6 duoc thé hién qua viéc loai bé quy trinh Quan tri tii nguyén
con ngudi ra khoi hé théng quan |y chat lugng 9001 vao nam 2016. Viéc nay
da 1am hé thdng DPGTHCV bi mat dan kiém soét, céc tai liéu huong dan,

phom mau bang biéu bi phan tan, roi rac.
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Tam 13, quan diém va triét Iy quan ly cua lanh dao téc dong toi céc
chinh sach quan tri nhan lyc caa cong ty: Quan tri bang muc tiéu, theo Iy
thuyét Z, quan ly duatrén két qua lao dong cudi cung, khéng chd trong nhiéu
dén céc hanh vi cu thé caa nhan vién do d6 co tac dung phét huy sang tao,
thiic day sy ¢d gang caa nhan vién...Tuy nhién, y thic va trach nhiém coa
NLD chua cao, trinh d6 ddi ngi quan 1y, 18nh dao con nhiéu han ché gay ra
nhiéu khé khin trong qua trinh thuc hién céc triét Iy ndy. Bay 1a nguyén nhan
chinh dan téi viéc &p dung quan tri theo muc tiéu, theo ly thuyét Z kho thanh

cong.
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CHUONG 3. MOQT SO Gl Al PHAP HOAN THIEN PANH GIA
THUC HIEN CONG VIEC TAlI CONG TY TNHH SAN PHAM
THEP VIET NAM

3.1. Phwong hwéng phét trién cia cong ty
3.1.1. Hwéng phat trién trong thei gian tdi

Pinh hudng phét trién Cong ty TNHH San Pham Thép Viét Nam s3 [a
mot trong nhirng Cong ty san xuat éng thép cao cap hang dau Viét Nam. Dé
g6ép phan vao muc tiéu chung d6, Cong ty can xéc dinh chi tidu ké hoach
trong ca&c nam tGi day nhu sau:

Bang 3.1: Ké hoach san xuat kinh doanh d¢én nam 2022 ciua Cong ty TNHH
San Pham Thép Viét Nam

$ Chi tidu Pon vi 2022

1 | Tong doanh thu Ty VND 1500
2 | Loi nhuan truge thué Ty VND 160
3 | Tong sH NLD Nguoi 300
4 | Luong binh quan thang Triéu VND/nguoi 22
5 | NSLB binh quéan thang Triéu VND/nguoi 417

(Nguon: Phong Kinh doanh cong ty VSP)
Pé dat duoc muc tiéu trén, ngoai viéc tang von [én 60 ty dong, dam bao
nang luc ta chinh cho hoat dong SXKD, cong ty can ch(y phét trién nang luc
cua doi ngii chuyén trach vé DPGTHCV.
3.1.2. Pinh hwéng cdbng tac danh gia thuc hién cdng viéc
V¢ co ban, tap trung vao cong tac phan tich cdng viéc, hé thbng hda céc
vi tri viéc 1am, xap xép phan loai cac nhdm NLP. Dya vao dinh huéng phét
trién, tim ra md hinh, phuong phép, tiéu chi, tiéu chuan BPGTHCV phi hop
nhét theo tirng thoi ky cho tirng nhém, tirng NLD cu thé. T day, diéu chinh,
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chuan hoa céc quy trinh, quy dinh, ndi quy hién nay theo huéng loai bo nhugc
diém ton tai, phét huy wu diém nham dat duoc ca&c muc tiéu nhu:

Lam r6 dugc muc tiéu, nang cao hiéu qua, thanh tich caa NLD. Gidp ho
tiép tuc phét huy nang luc lam viéc, khic phuc khuyét diém, cai tién phuong
phép k¥ thuat tir &6 phét trién chuy&n mon trong tuong lai.

DGTHCV phai gan lién véi thuc té ciing nhu dic diém san xuat kinh
doanh cua cong ty, caa bd phan, caa ting vi tri cdng viéc. Phai quan tam dén
thuc chat ciia danh gia chir khéng mang nang tinh hinh thire, d6i pho.

Tiép tuc d6i moéi, cap nhat va diéu chinh 1am ré céc tiéu chi danh gia
nham phét trién nang lyc danh gia, nang luc hanh vi cia nguoi chiu tréch
nhiém danh giava ngudi xay dung muc tiéu trong cdng ty.

Két qua DPGTHCV duoc sir dung dé diéu chinh cac chinh sach theo
nguyén tic cong bang va hop 1y vai thi truong lao dong, vaoi bén trong tirng
phong ban ciing nhu gitra cac phong ban vai nhau.

Xay dung dugc céc ché d6 dai ngd twong xing dang véi nang luc lam
viéc cua tirng ca nhan. Pong thoi 1am co so caa hé théng phan phdi gia tri,
nang cao nang luc vaphét huy tao dong luc lao ¢ong cho NLD.

3.2. Mot sb giai phdp nham hoan thién danh gia thuc hién cong viéc tai
Cong ty Trach nhiém hiru han San pham thép Viét Nam
3.2.1. Viéc xay dwng ban hanh quy dinh vé danh gia thuec hién cong viéc

Hé thdng quy dinh, quy trinh PGTHCV can dugc tiéu chuan hda. Cong
ty nén tién hanh nghién ciru hién trang, tap hop hd so, chuan hoa cac bang
biéu rdi dwa chdng tré lai hé théng quan Iy chéat lrgng SO 9001, 14001. Cap
nhat c&c phién ban caabd tiéu chuan ndy khi cé thay doi.

Chinh stra quy dinh vé trach nhiém — quyén han caa c&c phong ban cho
rd rang, cd dong hon. Chuyén phan tréch nhiém ca nhan sang ban mé ta cong

viéc. Hé thdng hoa céc vi tri viéc 1am, xdy dung ban md ta coéng viéc, tiéu
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chuan véi ngudi thuc hién cdng viéc, tiéu chuan thuc hién cong viéc roi cong
b cong khai. Can chily x&y dung quy trinh, hé thdng cho cac vi tri cong viéc
chtr khéng phai cho mot c& nhan cu thé nao.

Mot sd cong viéc caia NLD Nhom 2 lién quan toi quan ly va gidm sét.
Cho nén, phai xép nhitng nguodi ndy vao nhdm quan ly SXKD. Tur d6, dinh
nghia lai c&c nhém 1am viéc nhu sau: Nhom | gom NLP thuoc Nhom 1 cong
véi cbng nhan [am cbng tac quan ly, gidm sat & Nhdm 2. Nhirng nguoi con lai
cua Nhom 2 duoc goi [aNhom 1.

Sau ddy la mot sé bang biéu mau ma cong ty can nghién ciu &p dung
cho toadn bo hé théng céc vi tri chac danh cong viéc.

Bang 3.2: Ban md ta cong viéc cho vi tri nhan vién quan ly sin xuat cubn éng

Chicdanh CV | Nguoi giam sé B6 phan M& sb Ngay
NV QLSX Pl | Truong phong SX Quan ly SX PCStaff PI1 | ......

Tréch nhiém

Lap ké hoach, quan ly, diéu hanh hoat dong hang ngay caa phan xudéng cudn

01 6ng Pl theo muyc tiéu san xuit chung cia cong ty

02 | Pam bao nang suat, chat luong va hidu qua hoat dong caa phan xuang cubn

03 | Xay dung vaduy tri lyc luong hoat dong san xuat hiéu qua tai xuong cudn

Nhiém vu

Hoach dinh, t6 chic, gidm sét thuc hién c&c hoat dong cua xuong theo ké

01 hoach san xuét chung trong toan cdng ty

Phic dép kip thoi cac don dat hang phét sinh, trién khai thuc hién san xuat

02" | theo don hang, d4p tng tién do ban giao

Pho bién vahudng dan céc chinh sach vaquy dinh caa cong ty téi cong nhan

03 \
trong xudng

T chirc quan ly mat bang tai san, may méc, trang thiét bi, cdng cu san xuat

04 | 4am bao khu vuc san xuit dam bao 5S, an todn

Xay dung lich lam viéc theo ca cua xudng, theo doi cham cong cho NLb

05 )
trong xudng

06 | Kiém soé chét lwong san pham

07 | Nghién ctu cai tién phuong phép quan ly nhim nang cao hiéu qua cdng viéc
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08 | Céc nhiém vy khéc theo sy chi dao cua Trugng phong san xuat

Céc mbi quan hé

01 | Tryc tiép nhan chi thi tir Truong phong san xuét

02 | Phéi hop vai cap trén, cac bo phan khéc dé hoan thanh cdng viéc dugc giao

03 | B&o c4o tinh hinh hoat dong san xuét cho Truong phong

04 | Gidm sét tinh hinh thyc hién caatat ca cdng nhan trong phan xuong

Pham vi quyén han

01 | Ky duyét vin ban, hd so thuoc pham vi tréch nhiém

02 Pé xuat khen thuong, ky luat déi véi cdng nhan trong xuong nham thic day
hiéu qua cdng téc chung

03 | Bé xuat phuong phép cai tién voi Truong phong san xuat

04 | Truc tiép phan cdng, chi dao nhan vién dudi quyen

05 | Buoc phan quyén mot cach hop ly dé cha dong thuc hién cong viéc

Céc diéu kién lam viéc

01 | Diéu kién lam viéc chii yéu trong mdi trudng san xuat

op | Phai sir dung trang thiét bi an toan pht hop nhu: Quan 4o bao ho, mi, kinh,
giay, gang tay

(Nguon: Tac gia tir XAy dung nam 2019)

Vé nang luc caa NLD, nang luc anh huong truc tiép dén két qua va
thanh tich caamdi c& nhan ciing nhu thanh tich chung caabo phan. Két qua 1a
yéu td dau ra con nang luc thuoc yéu té dau vao. Néu nhu ban mé ta cong
viéc la céc chi din NLD lam gi thi yéu cau nang luc cho ho biét phai 1am nhu
thé nao.

Dé xé&c dinh nang luc dam nhan mot céng viéc hay mot nghé nao do,
bén canh céc yéu té co ban lakién thizc vaky ning mamot ngudi can tich liy
thi thai do dbi voi cdng viéc hay nghé nghiép dam nhan ciing 1a yéu t6 vo
cling quan trong. Trong phan 16n céc tinh hubng, thdi 6 va hanh vi nhat tri
vé6i nhau. Thé do khdng chi anh huong ti hiéu suat cong viéc ma con co tac
dong téi hidu qua hoc tap vaviéc tiép thu sy vat hién tuong méi. Thél do cua
mot nguoi ddi véi cdng viéc caa minh cang tich cuc, hiéu sut, két qua thuc
hién cbng viéc cua ho cang cao, trai lai, nguoi c6 thd do tiéu cuc, bi dong véi
cdng viéc caa ho thi hiéu suat, cong viéc s3 thap. R6 rang, khi cé thd do cong

téc ding dan, NLD co thé nhan thirc sAu sic y nghia caa nhiém vu, yéu mén
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cdng viéc, tu giac, sang tao bén bi, 1au dai. Nguoc lai néu khdng hing tha véi
cong viéc 8 thiéu tinh than tréch nhiém, tuy rang nhat thoi c6 thé xuat hién
hiéu suat cao, nhung khong thé 6n dinh valau dai.

Do d6, tac gia dé xuat cong ty nghién ciru &p dung khung nang luc theo
md hinh quan tri ASK gom 3 yéu t6: Kién thac, K§ niang, Thé d6. Tham
khao mot sb phuong phép xéc dinh nang luc tir: bo tir dién niang luc cua Pai
hoc Harvard; danh muc nghé caa Viét Nam... ¢é phan tich cong viéc va xac
dinh céc van dé lién quan. Céc cip do trong khung nang luc phai duoc dinh
nghiava miéu ta rd rang vi du nhu bang dudi day:

Bang 3.3: C4c cip d6 nang luc

Cap do M6 ta cu thé
Sy cd C6 thé van dung kién thirc duoc dao tao dé xi Iy cong viéc trong mot
P SO truong hop don gian
- | COthé van dung kién thirc duoc d2o tao dé xu ly cong viéc trong mot
rungcap | .. . ) X <
SO truong hop phure tap thuong gap
. Co thé xtr ly hau hét cac cong viéc thuong gap ma khéng can phai
Chinh R , X
dao tao hay chi dan
Cao i CA thé xur Iy dugc cac van dé mei va co nang luc dao tao nguoi ¢ cap
P14 1, 2datdén cip do 3
~ . | COthé xur ly tot va hiéu qua hau hét cac van dé tir don gian toi phic
Chuyén gia R S N N - i
tap, la chuyén giatrong Iinh vgc minh dam nhi¢ém

(Nguon: Tac gia tir XAy dung nadm 2019)
Bang 3.4: Ban yéu cau véi nguoi thuce hién cdng viéc tai vi tri nhan vién quan

ly san xuat cubn dng

Chicdanh CV | Nguoi giam sé B6 phan Mé&sh Ngay
NV QLSX Pl | Truong phong SX Quan ly SX PC Staff PI1

Trinh d6 hoc vén

DPai hoctro 1én

Kién thirc vaky nang

Kién thirc chuy&n mén K¥ thuat chuyén nganh co khi

K§ ning tong hop va ké | Lap duoc ké hoach vakiém soét thuc hién ké hoach cua
hoach toan phan xuong
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K§ nang hudng dan va| Cé kha nang huéng dan nhan vién dudi quyén thuc hién
dénh gianhéan vién cdng viéc vadanh gid hiéu qua lam viéc caaho

K néing vé 1S0 9001 D:a du?? f]l_JanA luyén vé ISO 9001 & muc chuyén gia
danh giandi bo

C6 kha nang trinh bay d& hiéu, thuyét phuc, diéu khién

Ky nang gieo tiep duoc cuoc hop

K§ nang viét Kha nang soan thao cac béo céo

Str dung dugc cac phan mém tin hoc van phong nhu

K§ nang ho tro Word, Excel, AutoCad

Xay dung duoc ky nang lam viéc nhom cho cong nhan

K¥ nang lam viéc nhom 7. X \
yhang ’ dudi quyen trong xudng

C6 kha nang trao doi hiéu qua trong cdng viéc véi cap

K§ nang phdi hop trén, dong nghiép va cip dudi

Kinh nghiém lam viéc

C6 it nhat 03 nam kinh nghiém lam viéc ¢ vi tri quan |y san xuét

Thé luc

Co sirc khoe tét, chiu dugc 8p luc cao trong méi trudng san Xuat

Thai do vai cong viéc

Ham hoc hoi va chiasg, thai d6 ciu tién, tréch nhiém trong cong viéc

(Nguon: Tac gia tir XAy dung nam 2019)
Pé do luong két qua thyc hién, can x8y dung tiéu chi vatiéu chuan két
qua dat duoc twong tng. TAc gia dé xuat mot vi du nhu bang 3.5 bén dudi.
Bang ndy ss thay thé cac tiéu chuan cong viéc cii, co nhiéu bat cap nhu d¢a
miéu ta & phan thyc trang (bang 2.7, 2.8.)

Bang 3.5: Ban tiéu chuan thuc hién cdng viéc cho vi tri nhan vién QLSX Pl

Chacdanh CV | Nguoi gidm sat B phan Ma sb Ngay
NV QLSX Pl | Truong phong SX Quan ly SX PC Staff PI1
STT Céc nhiém vu Tiéu chuan két qua

Hoach dinh, t6 chuc, gidm sé thuc | Dat duoc myc tiéu san xuat nhu chét
01 |hi¢n cac hoat dong cua xusng theo | luong, sO lugng, thoi gian theo dung
ké hoach chung ctia cong ty ké hoach dadinh

Kip thoi xu 1y c&c don hang phét | Bam bao h¢ thong san xuat dong by,
02 |sinh, trién khai thuc hién san xuat | theo ding quy trinh, dat chat luong
theo don dat hang, ddng tién d yéu cau
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Trién khai huéng dan, pho bién cac | Toan bo CNV dugc phd bién va nim
03 | ndi quy, chinh sach, quy dinh téi | r6 chinh sach, noi quy trong vong 1
cdng nhén trong xudng tuan ké tur ngay ban hanh

To chirc quan Iy tai san, trang thict | Nha xwong dugc bo tri 5S, gon gang,
04 | bi, cong cu lao dong dam bao ngan | sach dep, phat huy nang suat
nap, an toan, 5S, hiéu qua Trang thiét bi dung cu bo tri hop ly

Nim duoc nguyén vong, tdm tu cua
Xay dung va duy tri tét c&c mdi | anh chi em trong xuéng

05 | quan hé trong bo phan, nha xuong | Cham lo doi sdng tinh than, vat chat
cong ty tao sr gan b6 vay thic tréch nhiém
tSt v6i cong viéc caa tirng ngudi

(Nguon: Tac gia tir XAy dung nam 2019)

C6 thé nhan thdy, van dé dit muc tiéu va phuong phédp do luong cia
NLD Nhom 1 nhu miéu ta ¢ bang 2.9 — “Ban tu danh gia két qua vaké hoach
thue hién muc tiéu” con nhiéu bat cap. Do cong ty khéng quy dinh rd rang
yéu Cau Véi cac truang phong va ciing do nang luc quan 1y, 18nh d¢ao nén NLD
chua duoc hudng dan, yéu cau trach nhiém mot cach rd rang cu thé nén dit
muc tiéu nhu thé ndo, két qua hoan thanh dugc tinh diém ra sao. Piéu ndy thé
hién rd trong cau sb 5, Nhom 1 hau nhu khéng nhan duoc s¢ huéng huéng
dan, dinh huéng va ban bac thdng nhat tir cap trén caa ho khi 1ap ké hoach
hanh dong trong nam. Cho nén, tac gia dé xuat &p dung phuong phép sau:

Bat ngudn tir chién lwgc, st ménh, tim nhin, gia tri ¢t 18i, nguyén tic
chung ma cong ty theo dudi, Téng Gidm Pébc s& xé&c dinh chién lugc, sach
lwoc theo tirng thoi Ky roi can bang céc tiéu chi can dat dugc (BSC), tir 6 xéc
dinh c&c nhan t6 thanh cdng quan trong cuatoé chirc (CFS), &p dung céc thudc
do két qua trong yéu (KRI), xay dung céc thuéc do muc tiéu trong yéu (KPI)
cho tirng b phan va cd nhan dam nhan. Trén co s d6 chinh sira cac ban mo
ta y&u cau tréch nhiém, quyén han caa cac bo phan, dinh bién nhan sy, diéu
chinh, cap nhat bo ba tai liéu gdm: ban mé ta céng viéc, ban tiéu chuan voi

ngudi thuc hién cdng viéc, ban tiéu chuan cdng viéc. Méi lién hé xau chudi
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trén duoc 1ip lai dé diéu chinh va cap nhat noi dung theo tinh hinh thuc té

duoc miéu ta nhu sau:

St ménh/Tam nhin/Gid tri cot 18i/Nguyén tic, quy tic

o

Chién lugc/Séch luoc theo tirng thoi ky

Két qua Khach | |Do6i masi & | | Quytrinh

tai chinh hang hoc tap noi bo

Su hai long| MO truong
cua &

nhan vién | | cong dong

o

Céc nhan t thanh cdng quan trong (CSF)

.

Céc thudc do két qua trong yéu (KRI)

¥

Céc thudc do muc tiéu trong yéu (KPI) tuong tng véi BSC phiatrén

Biéu do 3.1: Méi lién hé gitrachién lugc, nhan té thanh cdng quan trong va
cac thuéc do muc tiéu

(Nguén: (Ngusn: TAc gid tir xay dung nam 2019)

Ddi vai ca nhan nguoi lao dong, phuong phép ndy tao diéu kién cho ho

x&c dinh rd nhitng dich can dén trong mdi giai doan théng qua hé théng muc
tiéu d& dugc théng nhat véi cap trén, nha quan tri. Nhiém vu cia céc truong
phong 1a xdy dung va chia nhd muc tiéu chung thanh cac muc tiéu ca nhan rdi
gidm sét chiing. Khi d6, KPI s3 1a cin cir ¢é ¢anh giamuac d¢6 hoan thanh cdng
viéc & cac cap do. Néu thuc hién tot viéc ndy, cong ty & khéng chi giai quyét

duoc van & NLD c6 xu hudng thd o voi c&c muc tiéu chung, tu dit muc tiéu
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don gian dé dé thyc hién, cap trén va cip duéi ciing nhau x8y dyng, hd tro
nhau trién khai ké hoach hanh d¢ong. Bé thanh céng khi thuc hién viéc ndy,
cdng ty can néu ré trong quy trinh day du 4 yéu t sau:

Tha nhat, cam két caa [anh dao, can ¢ sy dinh huéng, sr tham gia va
gidm sét tich cuc hon nira cua cac nha quan tri cac cap.

Thua hai, cong téc truyén thdng, dao tao phai duoc quan tam thich dang
dam bao sy hop tac cia cé&c thanh vién trong cong ty dé xay dung muc tiéu
chung, dam bao sy gan két caa doi ngii céc nha quan tri va nhan vién. Bam
bao thdng tin duoc thdng subt tir cap trén xubng va phan hdi tir dudi 1én kip
thoi.

Thu ba, tinh tu gidc, tu quan caa c&c thanh vién trong viéc thuc thi ké
hoach chung.

Thu tu, hé thong gidm sét qua trinh thuc hién muc tiéu can duoc chi
trong dam bao ding tién do dé co thé kip thoi xa Iy nhitng van dé phét sinh.

Qué trinh quan tri theo muc tiéu gan voi KPl duogc thuc hién va tién
hanh lién tuc theo vong tron PDCA véi cac budc nhu sau:

Buéc 1: Thiét lap muc tiéu, KPI chung, variéng cuabd phan

Budc 2: Thiét ap muc tiéu vaKPI gan véi 18nh dao, quan ly, nhan vién

Budc 3: Kiém soét qué trinh thuc hién muc tiéu va K Pl

Budc 4: bo lvong vadénh gia hoan thanh muc tiéu va KPI

Budgc 5: Xem xét vadiéu chinh muc tiéu vaKPl

Tu nhitng noi dung trén, tac gia dé xuat xay dung bang huéng dan
thang do céc chi tiéu trong yéu KPI, két hop danh gia nang luc theo mé hinh
ASK cho Nhom | vall nhu sau:

Bang 3.6: Hudng dan thang do KPI cho NLD Nhom |

Phan .~ o | Trong ) 2
STT loai Tiéu chi sé(%) Céach cho diem

1 | A |Tha do v6i| 05 |5. Ludn chu dong, sng tao, d6i méi hoan thanh
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cong  Viéc
dam nhan

cdng viéc makhéng can giam sét ciacap trén
4. Chu dong trong cong viéc khdng can giam sét
3. Chu ddng cdng viéc nhung can phai giam séat
2. Thy dong trong cdng viéc, can giam sét

1. Thy dong, thuong xuyén quén nhi¢m vu

Tha do
dwong dau
VoI thach
thirc

05

5. San sang duong dau thir thach, khdng ngai
viéc kho, khdng ngirng tu hoc hoi phét trien ban
than

4. Sin sang duong dau thir thach nhung khong
san sang hoc hoi vay thirc ty nang cao ning luc
3. Ngai dwong dau thtr thach, nhung van sin sang
hoc hoi vay thirc tu néng cao nang luc

2. Ngai duong dau thir thach, khéng tu y thirc
nang cao nang lyc ban than

1. Bi nhic nho nhiéu 1an vé y thirc phan du

Kién thic
chuyén mén
nghiép vu

05

Dva theo bang mo ta céng viéc, moi vi tri cd yéu
cau chuy@n man, kién thirc khéc nhau

5. Chuyén gia

4. Cao cip

3. Chinh

2. Trung cap

1. So cip

KAIZEN,
cai tién
trong cong
Viéc

10

5. buaragiai phgp vathyuc hién hiéu qua

4. Tim duoc nguy@n nhan vay tuong giai quyét
thuyét phuc

3. Nhan dién vachi raduoc van dé

2. Khdng chi dong tim hiéu van dé

1. Tho o, khdng quan tam tim hiéu cai tién

Ky nang
giao tiep

10

Dya vao nang luc s5 10 trong Tir dién nang luc
cua Pai hoc Harvard, x&c dinh mac d6 dép tng
va chiathanh céc thang do:

5. Chuyén gia

4. Cao cip

3. Chinh

2. Trung cap

1. So cip

Kha nang
l&nh dao

10

5. (Su kinh trong), xay dung niém tin, cam hirng
cho céc thanh vién trong nhém

4. (Tao ra hiéu qua), nang tam anh huong va sic
manh cianhdm va cia ca nhan trong nhém

3. (Tao ra két qua), thic day hop téc, dong gop
cua céc thanh vién

2. (Sy dong thuan), dam bao ddp tng duoc cé&c
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yéu cau cuanhom va ciathanh vién
1. (Vi tri), duy tri vatruyen dat day du théng tin
trong nhém

Phoi  hop, Dya vao ning luc b 12 trong Tir dién nang luc
déng  gop cua bai hoc Harvard, x&c dinh mac d6 dép ung
7 S |vao thanh| 10 |vachiathanh cac thang do tr 1 — 5 teong duong
cong  cha Vé6i céc trinh do: So cap, Trung cap, Chinh, Cao
nhom cap, Chuyén gia
Dya vao nang luc s 04 trong Tir dién nang luc
Xé&y dung cua Pai hoc Harvard, x&c dinh mac d6 dép tng
8 S |d6i nhém| 05 |vachiathanh céc thang do tir 1 — 5 tuong duong
thanh cong VGi céc trinh do: So cap, Trung cap, Chinh, Cao
cap, Chuyén gia
5.>100
Ty 1&¢ hoan 4.80-99
9 | KPI [thanh 3 myc| 30 [3.60-79
tiéu chinh 2.30-59
1.<30
5. Hoach dinh, thu hit, sir dung t6t c&c nguon luc
trong, ngoéi dat muc tiéu chung
. £ 4. Kiém soé duoc sy phdi hop giita c&c bén dé
Lap ké dx I AN
hoach  va an t6i dat muc '[Iel\J chung o 5
10 | KPI Kiém  <odt 10 3 Lap ke hoach va quén Iy cac chuoi hoat dong
cong viec lién quan den cdng viéc nhdm _
‘ 2. Lap ké hoach va quan ly cac hoat dong lién
quan tgi cdng viéc canhan
1. Quan ly cbng viéc canhan
(Nguon: TAc gid tw xay ding nam 2019)
Bang 3.7: Huéng dan thang do KPI cho NLD Nhém I
STT FI’Q:‘ Tiéu chi 2?0”/0? Céch cho diém
5. Khéng nghi va khéng di lam muon
i 13m diu 4. Khong nghi vadi lam muon < 3 lan
01| A dang gio '| 10 3. Nghi <3 ngay vakhongdi lan muon
2. Nghi < 3 ngay vadi lam muén < 3 lan
1. Nghi > 3 ngay hoic di 1am muon > 3 1an
Tusn  tha 5. Khdng vi pham bt k_}‘/ noi quy, quy dinh nao
noi quy, ky 4. S5 1an bi nhac nho vi pham noi quy < 3
02| A U ’ 10 3. S lan bi nhac nho vi pham ngi quy > 3
uat lao SN
dong 2. thim th? V{f\ng
: 1. Nhan thé do
03| A |Tiéu chuan| 10 |5. Thuc hién rit tot 5S, khdng vi pham ATLD
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an toan lao 4. Thyc hién tt 5S, khéng vi pham ATLD
dong, 5S 3. Thuc hién dugc mot vai “S’, khdng vi pham
ATLD
2. Khdng thuc hién tt 5S, khdng vi pham ATLD
1. Vi pham ATLD
Tinh  than Dva vé_o nang luc sb 07, tropg Tur dién népg luc
tap thé, kha cua Dal hoc Harvard, xac dinh mtrc d6 dap tng
04 2 N 05 |va chiathanh céc thang do tir 1 — 5 twong duong
nang lam ARSI - Z P >
viec nhém V6i cac trlph do: So cap, Trung cap, Chinh, Cao
cap, Chuyén gia
5. Ludn chu dong, sang tao, do6i méi hoan thanh
cdng viéc makhéng can giam sa cia cap trén
Tha do voi 4. Chir dong trong cdng viéc khéng can gidm st
05 cdong viéc| 05 3. Chi dong trong cdng viéc nhung can phai
dam nhan giam sat
2. Thy dong trong cdng viéc, can giam sét
1. Thy dong, thuong xuyén quén nhi¢ém vu
Dua theo bang mé ta cong viéc, mdi vi tri co yéu
cau ky nang, kién thirc khéc nhau va duoc chia
K¥ nang thanh
van  hanh 5. Chuyén gia
06 may  moc 1014 cao cap
thiét bi 3. Chinh
2. Trung cap
1. So cip
5. buaragiai phap vathyc hién hiéu qua
Cai tién 4. Tim dugc nguyén nhan vay tuong giai quyét
07 trong cong| 4, thuyét phuc o
Viéc, 3. Nhan dién vachi radugc van dé
KAIZEN 2. Khdng chi dong tim hiéu van dé
1. Tho o, khdng quan tam tim hiéu cai tién
5. Du doan dugc xung dot, giai quyét bing
thé d6 mang tinh xé&y dung
4. Dy dodn, x8y dung chién lugc ngan chan
xung dot & quy mo to chirc
08 Tu quan tri 05 3. Du doén xung dot, cd vii moi ngu:orl han
xung dot ché xung dot ca nhan khdng can thiét
2. Tiép can, d& xuat phuong an hoa giai xung
dot trong d6i, nhém
1. Nhan dinh dwgc xung dot c& nhan, cb vii
moi nguoi hoa giai xung dot
09 Kién thac| 05 |Dyatheo bang mé ta cong viéc, mdi vi tri co
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chuyén
mon
nghi¢p vu

yéu cau chuyén mén, kién thtc khac nhau
duoc chiathanh

5. Chuyén gia

4. Cao cap

3. Chinh

2. Trung cap

1. So cip

Két qua va
10 | KPI |chat lwong | 30
cong viéc

Két qua va chat lwong duoc tinh theo ty trong
(%) hoan thanh

5.>100

4.80-99

3.60-79

2.30-59

1.<30

(Nguon: Tac gid tw x@y ding nam 2019)

Véi nhitng ki nang dic thu caa tirng vi tri, vi du ki nang s 06 trong

bang 3.7 & trén 12 “K¥ nang van hanh may mac thiét bi” ¢ mdi vi tri s khéac

nhau. Cho nén, can xay dung thém cac ban mé ta ki hon vé cach cho diém, vi

du nhu bang ma tran ky nang van hanh may, dinh ky t6 chac céc cudc thi

nang bac, van hanh & xe nang, cau truc, sir dung méy tinh... Pay s3 laco so

x&c dinh diém, thang diém sao cho pht hop nhat.

Dua vao tinh hinh san xuat kinh doanh, Tong Gidm Béc can nhic xéc

dinh han ngach, can d6i ty |é tuong tng trong bang xép loai. Vi du nhu sau

Bang 3.8: Bang tiéu chuan xép hang NLP theo chi s KPI nam 2019

STT Téng diém danh gia Xép loai Han ngach phén bo (%)

1 >95 A+ 3

2 86295 A 10

3 76285 B 30

4 6,62 7,5 C 32

5 5,6 21 6,5 D <20

6 46255 E

7 <45 F

(Nguon: Tac gia tir XAy dung nam 2019)

Cong ty can thay doi quy trinh va chu ky déanh gig, nhung khéng nén

qué dot ngot. Cu thé, do két qua lao dong Nhém 11 dé dang do d¢ém, &p dung
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chu ky DPGTHCV theo thang. Con déi véi Nhom 1, tinh chat cong viéc dic, dé

tranh x&o tron qua nhiéu, & dung chu ky danh gia 6 thang/lan.

Quy trinh méi dugc xay dung va so sanh véi quy trinh ¢t nhu sau

- Vi Nhom |: (Trén co so bang 2.10, xay dwng bang 3.9)
Bang 3.9: So sanh quy trinh BGTHCV ci (Nhém 1) — méi (Nhém [)

o Quy trinh ci Quy trinh méi

;= N . Tréch N . Tréch

M Noi dung thuc hién nhiem Noi dung thyc hién nhiem
Piéu chinh, théng nhat noi dung - Piéu chinh, thdng nhat
dénh gia trong céc bang 2.7, 2.9 noi dung dénh gia nhu
dua vao ban mo ta cong viéc (Vi bang 3.5, 3.6 dua vao
du bang 2.5), tiéu chuan vdi ban m6é ta cong viéc
nguoi thuc hién cong viéc (Vi Tfa? méi (Vi du bang 3.2), Tfa?

1 | du bang 2.6) X tiéu chuan voi nguoi X

truong A A A | truong
phong thuc7h|¢n cong viéc (Vi phong
du bang 3.3)
- Cong bb thang xép
hang theo diém s5 cu
thé (Vi du bang 3.8)

5 | Tw danh gia cho diém céc tieu| Nhom | Ty danh gia cho diém| Nhom
chi ¢ bang 2.7, 2.9 1 theo bang 3.6, 3.8 I
Xem xé ndi dung ty danh gid| TGP, | Xem xét ndi dung tu | TGD,
cia NLD ¢ bang 2.9, tiép tuc| TP |déh gia cia NLD ¢| TP
cho diém vao bang 2.7 1an lugt | HCNS, | buéc 2 rdi cho diém | HCNS,

3 y . ” N P , e . N P
theo thr ty: truéng phong truc| cac | theoy kien ciaminh céc
tiép quan ly, trusng phong| truong truéng
HCNS, TGb phong phong
Cung phong van danh gia ting Cung phong van danh| TGP,
NLD dua vao ndi dung va cac| TGP, |giatung NLD dwvavao| TP

4 diém s da cho trong bang 2.7 | Truong | céc tiéu chi, diém sb d&| HCNS,
vabang 2.9 phong | tong hop TP

HCNS chtac
nang
Xép hang NLD theo cac mic: | o Tong hop, cong pé diem P
5 A,AB,CD HCNS so tung tiéu chl, diem HCNS
xep hang tuong tng
Can nhic chialai diém xép hang| TGP, | Giai d4p céac thic mic| TGP,

g | cho nhan vién cia cac phong| cac néu co tr NLD. Thay | céc
dva theo si s0, két qua, thanh | truong | doi diém xép hang néu | truong
tich noi bat trong nam phong | hgp ly phong
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Thong béo két qua xép loai

Phong
HCNS

Xin phé duyét cua TGb
va codng bo két qua cudi

Phong
HCNS

(Nguon: Tac gia tir XAy dung nam 2019)

- V6i Nhdm 2: (Trén co so bang 2.11, xay dung bang 3.10)
Bang 3.10: So sanh quy trinh BPGTHCV ci (Nhom 2) — mai (Nhom 1)

Q Quy trinh ci Quy trinh méi
5 Noi dung thyc hién :ri?gr?] Noi dung thyc hién :;?52
Piéu chinh, thdng nhat noi | TGP, céc | - Piéu chinh, théng nhit | TGD,
dung danh giad trong bang 2.8 | truéong | ndi dung danh gia nhu | céc
dua vao ban mo ta cong viéc| phong |bang 3.5, 3.7 dya vao | truong
(Vi du bang 2.5), tiéu chuan ban md ta cbng viéc| phong
véi nguoi thyc hién cong viéc mai (Vi du bang 3.2),
1 | (Vidu biang 2.6) tiéu chuan véi nguoi
thuc hién cong viéc (Vi
du bang 3.3)
- Cong bd thang xép
hang theo diém s5 cu
thé (Vi du bang 3.8)
Cho diém céc tiéu chi d4| Cac |Cho diém céc tiéu chi| Cé&c
2 | théng nhit ¢ bang 2.8 truong | da théng nhit & bang | truong
phong |3.8 phong
Tong két diém, xép loai NLD | TPHCNS | Tong két diém, xép loai | TP
3 | theo thang diém ¢ bang 2.12 NLD theo thang diém & | HCNS
bang 3.8
Can nhic chia déu diém xép | TGP, c&c | Giai dép cac thic mic| Céc
4 hang cho céc phong dua theo |  truéng néu co tr NLD. Thay | truong
S 80, két qua, thanh tich noi| phong | d6i diém xép hang néu | phong
bat trong nam hop ly
5 | Cong bé kétqua PGTHCV | TPHCNS|Céng bd két qua| TP
DGTHCV HCNS

c4c busc DPGTHCV phai dugc vian ban hda, phd bién toi toan thé NLD.

(Nguon: Tac gia ti XAy dung nam 2019)

Khi ¢8 x8y dung duoc cac noi dung trén. Bé hé théng di vao quy cu,

3.2.2. Trién khai danh gia thec hién cong viéc dam bao ding yéu cdu, tién

o

3.2.2.1. Xac dinh ty trong tiéu chi danh gia thyc hién cong viéc
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Céc tiéu chi ¢anh gia nhu d& néu & phan thuc trang thiéu phan ty trong,
hay con goi latrong sd. Vi du ddi véi Nhém 2, tiéu chi “K§ niang van hanh
méy moc thiét bi” s3 quan trong hon tiéu chi “Kha nang |anh dao”.

Cho nén cong ty can thay thé céc tiéu chi, cach phan loai trong bang 2.8
bing céc tiéu chi cd trong sd. T&C gia ciing d¢é& xuat &p dung trong sd nhu da
miéu ta trong cac bang 3.6, 3.7.
3.2.2.2. Xac dinh hé s6 danh gia thuec hién cong viéc va khodng cach cho
diém

Phuong phdp danh gia hién nay chua phan anh vao céng tac luong
thuong mot cach cong khai, rd rang. Yéu cau cap thiét can mét phuong an
minh bach dé thuc hién chinh séch thu hat, gitt chan nguoi tai... Dyavao 7
thang xép hang NLD trong bang 3.8, tac gia dé xuat phuong &n tinh diém va
hé s danh gia hiéu qua thuc hién cong viéc (K) nhu & bang 3.11. Hé sb ndy
co téc dong toi luong trong céng thirc tinh lwong & muc 3.2.3 bén dudi.

Bang 3.11: Bang tiéu chuan xép hang NLD

STT Tong diém danh gia Xép loai He Socgr?grl/?élg E'f)u qua

1 >95 A+ 11
2 86 a 95 A 1,0
3 76 a85 B 0,9
4 6,6 & 75 C 0,8
5 56a6,5 D 0,5
6 46 a 55 E 0,2
7 <45 F 0

(Nguon: Tac gia tir XAy dung nadm 2019)

3.2.2.3. Khuyeén khich nguei lao déng nang cao nang lic bang cac phu cap
Dé nang cao nang luc c& nhan, cdng ty nén cong khai thém mot sé phu
cap gitp dinh huéng phét trién ky nang cho NLD. Vi du nhu phu cip ning
lwc ngoai ngir: Diém thi TOEIC thip nhat phai dat duoc caa NLD thudc
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Nhom | 1a > 500. NLD thuéc Nhém 1l s& khdng bat budc, nhung khuyén
khich dat dugc tir 500 - 600 diém vakhéng hon. Biéu d6 3.2 [amét vi duy.
x1000 VND
4000 000 2%

3000 00
2000 1300
000 500 600 %0

0

500 600 700 750 800 850 > 850

biem thi TOEIC
—Tiéen phu cap: x1000 VND

Biéu dd 3.2. Tro cip ngoai ngir
(Nguon: Tac gid tw x@y ding nam 2019)
Puong do thi huéng Ién cao vé bén phai, ting nhung khéng tuyén tinh dé
phu hop vé6i do kho tang dan cua diém thi TOEIC. Ngoai ra, sb tién phu cip ciing
can phai hop ly véi nang suit lao dong va kha ning chi tra caa cong ty. N6 duogc
giai thich rd hon ¢ biéu d6 3.3.

gTriéu VND) (%)
00 9
8
7
200 6
5
4
100 3
2
9,8 1
0 0
2014 2015 2016 2017 2018
mmm | yong binh quan thang mmm NSLD binh quén thang
——Luwong binh quan so v4i nam trudc NSLD binh quan so véi nam truéc

Biéu dd 3.3: Tdc do, ty 18 tang luong va tang nang suat lao dong
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Theo biéu d6 3.3, tir nam 2014 dén 2018, tién lwong va ning suit lao
dong binh quan/nguoi déu tang. Tuy nhién, ty & ting luong c6 xu hudng
giam dan, ty 18 ting niang suat lao dong lai ting dan. Vi du tat ca NLD nhan
duoc tro cap tiéng Anh & mic cao nhat vao dau nam 2019 tirc: 36 ngudi dugc
3,5 triéu VNDB/thang, 197 ngudi dat dugc 500 nghin VNDB/thang. Theo tinh
todn, so0 véi lwong binh quan nam 2018, ty I¢é tang luong 1a 8,04% < 8,30% -
nang suat lao dong binh quan nim 2018. Tro cip nay s& khuyén khich NLD
tang hiéu qua, nang suat lao dong cao hon nira. Ttc 14 sé chac chan dam bao
téc do tang nang suat lao dong ludn 16n hon hoic bang toc do tang tién luong
binh quan.

3.2.3. Quan ly va sir dung higu qud két qud danh gia theec hién cong viéc
3.2.3.1. Vé phirong phép tinh liong

Hién nay Cong ty TNHH San Pham Thép Viét Nam mai chi 4p dung
phuong phép tinh lwong theo vi tri, 6 tién nhan dugc dua vao ngay cong ché
d6. Két qua DPGTHCV duoc xem xét vao cudi nam chua yéu phuc vu cho viéc
diéu chinh lvong nim méi va thuong cubi nam. Lam nhu vay s8 khong téc
dong duoc nhiéu dén hiéu qua thuc hién cdng viéc caa NLD. Chinh vi vay,
téc gia dé xuat phuong an tinh lwong hiéu qua d6i véi Nhdm 11, Con két qua
PGTHCV véi Nhdém | s3 1a co so diéu chinh luong, thuong theo chu ky 6
thang/lan thay vi 1 nam/lan nhu hién nay.

Lwong hiéu qua hay con goi 1a phan luong mém. Sb luong nady dugc
gan voi két qua DPGTHCV cua ca nhan nguoi lao dong. Lwong hiéu qua
chiém khoang 20% trong tong luong. N6 bi anh huong boi hé sd K tuong
duong véi 7 cap do xép hang trong bang 3.8 duoc tong hop vao cudi mdi ky
danh gia

Luong hiéu qua = (Lvti +Pci x (Nti/Ncd) + (ThS + ThepCi) x BgThs x Ki x
(Nti/Ncd)
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Trong do:

- Lvti: Muc luong theo vi tri cdng viéc cuanguoi lao dong i

- Pci: Mtrc phu cap lwong vi tri caa nguoi lao dong i (néu co).

- ThSi: Hé sb thudng hiéu suat caa nguoi lao dongi.

- ThepCi: Hé sb phu cap thuang hiéu suat caa nguoi lao dong i (néu cd).

- PgThs: bon gia thuéng hiéu suat theo quy dinh caa cong ty.

- Ki: Hé sb lvong hiéu qua hang thang caa NLD i.

- Nti: Ngay cong lam viéc thuc té cia nguoi lao dong i.

- Ncd: Ngay cdng ché do cuathang.

Viéc dénh gid va diéu chinh céac hé sd phai duoc cong khai véi NLD,
NLD c6 quyén phan bién hé sb xép loai cia minh va cua dong nghiép. Hon
nira, truéc mdi ky lwong, céc phan bién (néu co) can thuc hién ngay trong céc
bo phan trude khi gui két qua tong hop vé phong HCNS. Nhu vay, NLD s3
duoc nhan luong dua theo thoi gian, két qua, hiéu qua hoadn thanh nhiém vu.
3.2.3.2. Vé phirong &n tang, giam lwrong

Nhiéu nam nay, Céng ty TNHH San Pham Thép Viét Nam thuong tién
hanh diéu chinh lwvong caa CNV vao cudi nam sau mdi ky danh gia nham bl
dap chénh léch ty gid ngoai té gita dong Viét Nam va dong D6 la My. Tuy
nhién, do tinh hinh kinh té thé giéi hién nay bién dong rat nhanh, dé nang cao
tinh canh tranh, thu hat nhan lyc trén thi trudong lao dong, quy ché lvong ciing
phai thay d6i nhanh hon va phtl hgp hon méi c6 thé dép tng duoc su bién doi
khach quan do.

Cho nén, tac gia kién nghi phuong an tang tan suat diéu chinh lwong tir
1 nam/lan hién nay thanh 6 thang/lan, ciing véi ky PGTHCV cia Nhom |.

Lam nhu vay s cd tac dong tich cuc hon téi cac hoat dong quan tri nhan luc.
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Quy dinh rd viéc tang cuong céc khoan trg cap, céc khoan khuyén
khich tai chinh hoic phi tai chinh d6i véi NLD dat két qua xép hang A" trong
3 nam lién tiép...
3.2.3.3. Vé da0 tgo va phét trién

Hién nay cong tac d&o tao rat thu dong va roi rac. Cong ty chua xay
dung duoc birc tranh tong thé vé thuc trang niang luc ciing nhu du dodn duogc
nhu cau cé&c k§ nang can co trong tuong lai caia NLD. Ly do caa van dé nay
mat 1an nira lai 1& do cong tac phan tich cdng viéc hién tai khdng dugc thuc
hién tét, chuaxay dung dugc khung nang luc caa ting vi tri cong viéc, chua
lam tét cdng tac phan cong trach nhiém, quyén han ciing nhu quyén loi & mdi
vi tri chizc danh cu thé, khéng c6 co s x&y dung 16 trinh cdng danh cho nguoi
lao d@ong...

Do d6, cdng ty can tién hanh d&o tao lai ngay ki nang, nghiép vu quan
tri nhan luc cho toan bd truong, phd cac phong ban, dac biét la nhan vién
phong HCNS. Trén co so kién thac duoc cap nhat, nguoi phu tréch s3 cai tién
guy trinh dao tao lién quan.
3.2.3.4. Vé bé tri phan cong lao déng

Cong ty can bé tri cac ngudn luc thich hop nham cai thién cong tac
phan tich két qua DPGTHCV cua toan cdng ty, tim hiéu ly do, nguyén nhan
cua yéu kém dang gap phai phét huy diém manh dé tr d6 xay dung céc ning
lwe ¢t 181 can cb caa céc vi tri chiee danh. Day 1a co so dé diéu chinh lai cac
tiéu chi, tiéu chuan DGTHCV da xa&y dung ban dau.

Xay dung 16 trinh cdng danh cho céc vi tri, tao diéu kién hoc tap nang
cao ning luc cho nhitng nguoi dat két qua DPGTHCV cao. Tién hanh bé tri
thém cong viéc, tao diéu kién cho ho & dung nhitng kién thirc da tiép thu
trong qud trinh hoc tap, dao tao vao thuc té. Vi du bd tri nhitng nguoi dat két

qua cao trong ky danh gia ky nang I xe nang, van hanh cau truc 1am cong téc
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kém cap huéng din va ddo tao nguoi maéi. Diéu ndy co thé dan téi thay doi
ndi dung ban mé ta cdng viéc, tiéu chuan cdng viéc.. tir ddy cong ty cd nhitng
co s& xay dung chinh sach hd trg, tao diéu kién nang cao thu nhap cho ca
nhan NLD. Cong ty ciing c¢6 co hoi tiét kiém dugc céc khoan dau tu vao cong

viéc dao tao va dao tao lai.

KET LUAN

DGTHCV lacéng cu, 1a chiéc chia khda mé canh cira dan téi cac giai
phép nham hoan thién cong tac quan tri nhan lec. N6 gilip cac hoat dong quan
tri nhan luc dugc thuc hién mot cach 16gic, mach lac dua trén cac dir kién
phan anh thuc té khéch quan. Két qua BPGTHCV la co sd cho chi tra lwong,
thuong, va cac loi ich ngod luong khéc. N6 gilp céc nha quan ly va diéu
hanh di ding huéng da dé ra, xé&c dinh duoc cac quyét sach mot cach ding
dan va kip thoi. Ngoai ra, PGTHCV con la thdng tin phan hdi dén NLD dé
ban than ho co thé nhan thiy nhitng gi d&1am duoc, nhitng gi con thiéu sot tur
d6 c6 phuong hudng, giai phép tu nang cao nang luc, hoan thanh tt cdng viéc,
thiic day c&c ca nhan phian dau hoan thién ban than. N6 chinh 1a don bay caa
s phét trién nhan lec bén viing trong toan doanh nghiép.

Dbé dat dugc muc tiéu nghién ctu da dé ra, luan vin da hé théng héa
nhitng ly luan chung vé PGTHCV, phan tich thyc trang PGTHCV tai Céng
ty TNHH San Pham Thép Viét Nam, chi ra nhitng wu nhuoc diém hién tai cua
PGTHCV. Tir d6, dé xuat hudng giai quyét nham hoan thién BGTHCV tai
day.

Trong bdi canh s canh tranh ngdy cang khéc liét, Cong ty TNHH San

Pham Thép Viét Nam can thuc hién nghiém tdc cac giai phdp d& néu nham
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nang cao niang luc canh tranh caa cong ty trén thuong treong, ndng chat luong
nguén nhan lyc phuc vu hitu ich ¢dng tac quan tri san xuat kinh doanh cua

toan cong ty.
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PHU LUC
PHU LUC 1: TONG HQP KET QUA KHAO SAT

1.1. PHIEU KHAO SAT PANH GIA THUC HIEN CONG VIEC

Toi 1a Nguyén Thé Hung, hién dang thuc hién dé tai luan van thac sy
“Panh gia thuc hién cong viéc tai cong ty TNHH San Pham Thép Viét Nam”.
Toi rat mong céc anh, chi bot chat thoi gian tra 1oi mot s cau hoi thu thap
théng tin dudi ddy. Toi cam két cac thdng tin chi phuc vu cho hoat dong
nghién cau khoa hoc, khdng vi bat ky muc dich nao khac. Rat mong nhan
duoc sy hop tac tir anh chi. Hay danh du (V) vao cau tra |6i ddng nhit.

Xin trén trong cam on!

Phan | — Théng tin ca nhan
1. Gigi tinh
1 Nam
O N
2. Tubi
Ll <30 [ >40 & 50
[ 30-40 O >s0
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3. Trinh d6 hoc véan

[0 Lao dong pho thdng

[0 Trung cap

0 Caoding

L1 Pai hoc

L1 TrénPai hoc

4. Tham nién cong tac tai V SP
1 <1nim

[ 1-3nam

[1 >3nam

5. Cap bac cong viéc

L1 Truéng phong (Manager)

L1 Phé phong, nhan vién vian phong (Chief staff, Staff)

LI Truéng ca, truong nhém (Chief, Leader)

[J  Nguoi van hanh may, nhan vién van phong (Operator)

Phan 1l — Cau héi khao sat vé hoat déng danh gia thwc hién cdng viéc
(PGTHCV) tai cong ty TNHH San Pham Thép Viét Nam (VSP)

1. Muyc dich caaDGTHCV tai VSP 14 gi? (C6 thé chon nhiéu phirong én)

L1 Cai thién hiéu qua cong viéc caa nhan vién

Lam co so tra lwong, thuong, xét thi dua, binh bau cudi nam

Lam co so dé bat, thang tién, thuyén chuyén, luan chuyén cong tac

0O 0O 0O

Tao dong luc 1am viéc, gan két, nang cao sir gidn bo caa nhan vién véi to

chac

[l

Lam co sd cho hoat dong quan tri nhan lyc: Tuyén dung, dao tao, phét
trién..

L0 Y KIENKNAC .. ovcveceeeeceee ettt sttt e
2. Viec PGTHCV c6 mang lai hiéu qua va can thiét cho V SP khong?
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[0 RAét quan trong, rat can thiét

[0 Quantrong, can thiét

[0 Khéng quan trong, khéng can thiét

3. Trong cac tiéu chi danh gia dang dugc ap dung vaoi anh, chi dudi day. Tiéu
chi ndo 1a quan trong nhit? Anh, chi khoanh tron vao ss thich hep theo mirc dg

quy dinh nhus sau:

Kh(z:\(?nguan it quantrong | Binh thuong Quantrong | Rit quan trong
1 2 3 4 5

Phan danh cho vi tri treéng ca, to truang, cdng nhan van hanh chinh, phu:

Tiéu chi Piém
1 | Bilam déu, dang gio 1 2 3 4 5
2 | Tuén tha noi quy, ky luat lao dong 1 2 3 4 5
3 | Tiéu chuan an toan lao dong, 5S 1 2 3 4 5
4 | Tinh than tap thé 1 2 3 4 5
5 | Chat lwong cdng viéc 1 2 3 4 5
6 | Két qua cong viéc 1 2 3 4 5
7 | K¥ nang van hanh méy mac, thiét bi 1 2 3 4 5
8 | Kién thirc, ky nang nghé nghiép 1 2 3 4 5
9 | Théi d6 lam viéc vatinh than tap thé 1 2 3 4 5
10 | Sang tao, nang dong 1 2 3 4 5
11 | Kha nang lanh dao 1 2 3 4 5
12 | Kha nang thich nghi 1 2 3 4 5

Phan danh cho vi tri treéng, pho phong, va nhan vién bo phan quan ly:

‘a0 chi Trong sb .
Tiéu chi 1T T2 pidm
Tu danh giakét qua thyc hién muyc tiéu
1 vathé hién né bang dir liéu cy thé 40 80 | 1|2 |3]4]|5
> BlAet cach thuc trien khai dé dat muc ol1l213l4ls
tiéu cai tien
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Chu dong, séng tao trong giai quyét

3| T A 112 |3(4]|5
cong viéc de dat muc tiéu i i 10

4 ggach thirc ban than giai quyét cac van 11213 als

5 Kklén :[hﬁ’C \_/:';1 kinh nghiém d4p trng yéu 11213als
Cau cong viec 30

6 | Ky nangdé cai tién cong viéc 1123 |4]|5

- Nang lyc thu thap thong tin, 1ap ké 11213 als
hoach o

8 Cf]u df_>ng doi Qho vagiai quyet van de 01112134l s
mot cach hop ly

9 Hoan ﬂzlen cgng viéc voi y tuong va| 60 1120345
quan diém mai
Kha nang dién dat ngan gon, xuc tich

10| bing dir lieu vaké hoach cu thé 11231415

11 Kha\_nang giao tiep bén trong va bén 1511203 als
ngoal

12 | Ky nang dam phén 112|345

13 | Phéi hop, hé tro ddng nghiép 1123 |4]|5

14 | GOp phan cai thién tinh thin ddng doi 15|12 |3 |4]|5

15 | Tham giavao céc hoat, su kién tap thé 1/12|3|4]|5

4. Khi 1ap 3 muc tiéu hang nam, anh, chi c6 nhan duoc huéng dan, dinh

hudng va ban bac thdng nhat tir cap trén caa minh khdng? (Phdn danh cho

Vi tri trueong, phd phong va nhan vién bg phan quan ly)
L] Co6
[1 Khbéng

5. Anh, chi c6 1ap ké hoach hanh dong cho 3 muc tiéu hang nim khdng?

(Phdn danh cho vi tri trigng, phd phong va nhan vién bg phdn qudn ly)

LI Co
[l Khbéng

Néu co, khi 1ap anh, chi c6 nhan dugc hudng din, dinh huéng va ban bac

thdng nhét tir cap trén caa minh khéng?
O co
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[ Khong

6. Anh, chi dya vao co s ndo dé 1ap 3 muc tiéu cdng viéc lam hang nam?
(Phan danh cho vi tri trieéng, phd phong va nhan vién bg phdn qudan 1y)

L1 Muctiéu ciacong ty, bd phan, phong ban

[ Nhitng cdng viéc chinh dang dam nhan

L0 Y KIENKNAC: ... e e e e,

7. Cong ty cd co ché rd rang dé giam sat két qua, diéu chinh kip thoi 3 muc
tiéu da xay dung dau nim cua nhan vién khdng? (Phan danh cho vi tri
truong, phd phong va nhan vién bg phan quan ly)

L] Co6

[l Khbéng

8. Anh, chi d¢anh gia thé nao vé ti trong (trong sd T1, T2) caa cac tiéu chi
danh gia (danh cho v; tri triwong, phd phong, va nhan vién bg phdn quan ly)

Mizc dg dong y diroc cho diém nhur sau: Anh, chj khoanh tron vao 6 minh lya chon

Kh(z:\(?nguan it quan trong | Binh thuong Quantrong | Rit quan trong
1 2 3 4 5
L Trong sb 2
Tiéu chi T1] T2 biém

Tu danh giakét qua thyc hién muyc tiéu

1| vathé hign n6 bing dir lieu cu the s il el I I I

5 B_IAet cach thirc trien kha dé dat muc 011121 3als
tiéu cai tien

3 CAhu dg_)Ang, sang tao _t[ong giai quyet s l1/2131als
cong viéc de dat muc tiéu

4 | Théch thirc ban than giai quyét van dé 05 |1|2|3]4|5

5 Kklen :[huc va kinh nghiém dép tng yéu 60 11213lals
Cau cong viec 30

6 | Ky nangdé cai tién cong viéc 112[3|4]|5

- Nang lgc thu thap thong tin, 1ap ké 15111213 als
hoach
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8 Cf]ﬁ d}c}ng doi Qho vagiai quyet van de 11203lals
mot cach hop ly
g | Hoan thién cong viéc véi ¥ tuong va 11213lals
quan diém mai
Kha nang dién dat ngian gon, xuc tich
10| bang dit licu vaké hoach cy thé L12|3]4]53
11 | Kha nang giao tiép 151112 (3|4|5
12 | Ky nang dam phén 112|345
13 | Phéi hop, hé tro ddng nghiép 1123 |4]|5
14 | GOp phan cai thién tinh thin ddng doi 15|12 |3|4]5
15 | Tham giavao céc hoat, sy kién tap thé 112|3|4]|5

9. Phuwong phép danh gia bang hinh thac cho diém ting tiéu chi, tong diém

cudi cing dugc 1am co s phan loai. Anh, chi c6 nhian xét gi vé phuong

phap nay?

L]
L]

]
L]

C6 thé str dung duoc

Cé4c tiéu chi chua tao sy phan biét vé két qua 1am viéc giira cac nhan
vién

Céch cho diém céc tiéu chi chuapht hop

Y KIENKNAC: .. e e e e

10. O VSP nhitng ai dang tham gia vao quatrinh DPGTHCV caa Anh, chi?

]

OO 0O 0 d

]

Ban than nhan vién

Cap trén tryc tiép (nguoi quan 1y truc tiép)

Pong nghiép ngang ciap

Khéach hang

Cap dudi

Bo phan Nhan su

Y KIENKNAC: ... e e e e e e e

11.C6 nén thém d6i twong tham giaDPGTHCV khong?

]

Co
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12.Anh, chi c6 nhan dugc phan hdi két qua PGTHCV sau ky dénh gidkhong?

1 Cbé, r6 rang vakip thoi

L] C6 nhung khéng rd rang cac diém sb caating tiéu chi phiatrén

[0 Khéng nhan duoc phan hdi

13.Anh, chi biét dugc két qua PGTHCV caaminh théng qua hinh thirc n&o?

[0 Nguoi phu tréch truc tiép théng béo

[ Do céc ddng nghiép truyén tai nhau

[0 Khéng duogc théng béo, chi biét théng quatra luong

[ Théng quavan ban chinh thic

L1 Cacngudnthdng tiNKNAC. .. .......ooeee e e,

14.Theo anh, chi ai nén |a nguoi duoc nhan thdng tin phan hoi vé két qua
DGTHCV?

[ Phong Hanh chinh Nhan sy

L0 Nguoi bi danh gia

L0 Y KIENKNAC: ..o e,

15.Theo anh, chi viéc cung cip thong tin phan hoi két qua PGTHCV ¢6 can
thiét?

O c6

[0 Khéng

Néu “C6” Xin cho biét cach thac tién hanh

0 Truc tiép trao ddi véi nguoi quan ly

L1 Théng béo bang van ban

L0 Y KIENKNAC: .o
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16.Theo anh, chi két qua DPGTHCV hién tai c6 khach quan, minh bach, cong

bang hay khong?
O co
[0 Khéng

14

Néu “C6” xin cho biét mic do dat duoc cu thé
[ Trong noi bo phong/ bo phan
L1 Trong toan cong ty
LI Y KIENKNAC: ..o,
17.Anh chi cho biét chu ky hop ly khi tién hanh danh gia két qua thyc hién
cong viéc
01 thang/lan
03 thang/lan ~ 01 quy/lan
06 thang/lin
L 01 nam/lan
18.Két qua DPGTHCV ¢0 tac dong dén anh, chi nhu thé ndo?

O 0O o

1 Técdonglsn

L1 Téac dong vira phai

L Hau nhu khong cd tac dong ndo

19.Anh, chi thuong ding két qua PGTHCV vao viéc gi? (co thé lya chon
nhiéu phuong an bang cach dénh s theo thir tu ting dan, sé 1 1& uu tién
nhat)

[0 La&p ké hoach hoc tap, nang cao nang luc trong tuong lai

[0 Xé&c dinh muc tiéu phét trién cong viéc, nghé nghiép cho ban than

[ Ty danh gia thanh tich dé tim hiéu sy cdng bing trong chinh sach caa

VSP
L0 Y KIENKNAC: ..o,
20.Anh, chi c6 dugc ddo tao vé cdng tac PGTHCV tai V SP khéng?
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[0 Khéng

Néu co, hinh thirc d&o tao 12 gi?

[J  Phét van ban huéng dan cho tirng ngudi lao dong

L1 Phong Hanh chinh nhan sy té chirc d&o tao, tuyét trinh, huéng dan
L1 T4 chac I6p huin luyén dudi sy hudng dan caa chuyén gia

0 Huoéng dan trién khai trong cudc hop nhung khéng phét tai liéu

21.Theo anh, chi c6 bat cap gi trong hé théng PGTHCV hién tai & VSP?
1 Co

[0 Khdng

Néu ¢, cu thé lagi?

Céc chi tiéu, tiéu chuan danh gia khdng rd rang, khéng giai thich rd

I:l 5
thang diem

Ll Phuong phdp DPGTHCV cua ngudi quan ly khéng phu hop

[ Titca cacy kiéntrén

L0 Y KIENKNEC: ..o
22. Anh, chi thdy viéc PGTHCV hién tai ¢& phl hop chua? C6 can thay doi gi

khong?

[0 Phu hop, khéng can thay doi

[ Chwa phu hop nhung khdng can thiét thay doi

[ Chwaphu hop, cin phai thay ddi

LI Y KIENKNEC: ..o e e e
23.Y kién caa Anh, chi vé céc tiéu chi DPGTHCV hién nay tai VSP?

[0 Sat véi thuc té, dé hiéu vaday du

0 Sé& voi thuc té, dé hiéu nhung chura day du

[0  Chua st véi thuc té, chung chung, cam tinh, khoéng rd rang, can xay

dung lai
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Y KN KA, e e e e e e

24. Viéc xéc dinh céc tiéu chi danh gidnén thuc hién duatrén céac yéu to nao?

]

O 4 O

]

Ban mo ta cong viéc, ban tiéu chuin véi nguoi thuc hién cong viéc

K ét hop hai ban trén vay kién chi quan cia ngudi lao dong

K ét hop hai ban trén vay kién chi quan cia ngudi quan ly

K ét hop hai ban trén vay kién chu quan cua ca hai nguoi: quan ly, nhan
vién

Y KIENKNAC: ..o e e e

25. Theo anh, chi dé hé thdng déanh gia caa cong ty tét hon can thuc hién diéu

[l

O O o o

chinh gi?

Piéu chinh, thay doi lai céc tiéu chi danh gié trén dya vao co so gia tri,
vai tro cuatirng cong viéc

Quy dinh lai cach tinh diém cua tirng tiéu chi

Cu thé hoa céch tinh diém

Tat ca cacy trén

Y KIENKNAC: ... e e e e e e e

Xin c&m on céc anh ch; da hoan thanh phiéu khdo sat!
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CAU HOI PHONG VAN VE PANH GIA THUC HIEN CONG VIEC

(Danh cho cac vi tri quédn ly: Truéng, phd phong, nhan vién gian tiép)

1. Lamot can bd quan Iy, anh, chi danh gid vé cong tic DPGTHCV tai VSP nhu
thé ndo. Anh, chi ¢ thé néu ra mot s5 uu, nhugc diém va hiéu qua thuc té
caa hé thong dénh gianay khong?

- béanh giachung:

- Uu diém:

- Nhugc diém:

- Hiéu qua thuc té:

2. Theo anh, chi tai sao phan 16n nhan vién dudi quyén c6 vé khdng hao hing
vathich tha vai viéc thuc hién cong tac BPGTHCV?
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. Lam sao ¢6 thé chic chin anh, chi dang thuc hién cong téc danh gia nhan

vién mot céch cdng bang?

. Theo anh, chi, phan nao ciaHé thbng DGTHCV can phai thay d6i?

5. Nhitng kho khan trong quéatrinh thyc hién quy trinh PGTHCV hién tai?

6. Anh, chi hay & dung phuong phép phan hoi ndo khi BPGTHCV cua nhan
vién. Theo anh, chi vai tro va tréch nhiém caa nha quan ly trong viéc hd tro

phan hdi cdng viéc 1agi?

Xin chan thanh cam on céc anh, chi ¢4 tham gia phong van !
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1.2. TONG HOP PHIEU KHAO SAT CONG TY TNHH SAN PHAM

THEP VIET NAM.

S6 phiéu phét ra: 180 phiéu

S6 phiéu thu vé: 180 phiéu

S6 phiéu hop 18: 180 phiéu

S6 phiéu khéng hop 18: 0 phiéu
KET QUA KHAO SAT

I. Théng tin cA nhéan

A . S6 lwong | Tylé
STT Tiéu chi (Ngudi) | (%)
I Theo chuyén mon
1 | Khoi quan ly 23] 99
2 | Khéi cdng nhan chinh 180| 77,3
3 | Khbi cong nhan phu 30| 129
4 | Tong sH 233| 100
[l Theo trinh do
1 Trén Dai hoc 03
2 Dbai hoc 30
3 | Caoding 11| 47
4 | Trung cap, nghé 30| 129
5 | Lao dong pho théng 159 | 68,2
6 |Tongsd 233| 100
1l Theo giédi tinh
1 N 81| 77,7
2 |Nam 52| 22,3
3 | Tongsd 233| 100
[1. NOi dung khao séat
1. Muc dich catabGTHCV lagi?
Khéi quan 1y Khol,cong nhan
STT Muc dich :  chinh, phy
' SO luong | Tylé¢ | Solugng | Ty lé
(Nguoi) | (%) | (Nguoi) | (%)
1 CéiA thi_éAn hiéu qua cong viéc caa 22| 5946 98| 67,59
nhan vién
Lam co so tra lwong, thuong, xét
2 i dua, binh bau cudi nam 41 26| 17,93
3 |Lam co s dé bat, thing tién, 4] 10,81 5| 345
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thuyén chuyén, luan chuyén cong
tac
Tao dong luc 1am viéc, gan két,
4 | néng cao sy gan b6 caanhan vién 5| 13,51 11| 7,59
véi t6 chirc
Lam co s& cho hoat dong quan tri
5 | nhan lyc: Tuyén dung, d2o tao, 4| 10,81 5| 345
phét trién...
6 | Y kiénkhac 0| 0,00 2| 138
2. Viec DPGTHCV c6 mang lai hiéu qua va can thiét cho V SP khong?
Khéi quan 1y Khol,cong nhan
STT Tra 1oi : _chinh, phu
SO luwong | Tylé | Soluong | Tylé
(Nguoi) | (%) | (Nguoi) | (%)
1 | Rat quan trong, rat can thiét 8| 22,86 98 | 67,59
2 | Quan trong, can thiét ‘ 27| 77,14 26 | 17,93
3 E?é?[ng quan trong, khong can ol 000 21| 14.48

3. Trong cé&c tiéu chi danh gid dang dugc ap dung vai anh, chi dudi day. Tiéu

chi ndo laquan trong nhat. Xép hang tuong tng nhu bang sau

Khdng quan

frong it quantrong | Binh thuong Quantrong | Rat quan trong
’I [ [l AV V
Vi khoi cdng nhan chinh, phu. Tuc laNLD thugc Nhém 2
Tiéu chi I ] [l v V
1 | Bilam déu, ding gio 12 | 129 | 4
2 | Tuén tha noi quy, ky luat lao dong 1 139 5
3 | Tiéu chuan an toan lao dong, 5S 5 | 140
4 | Tinh than tap thé 130 | 5 | 10
5 | Chat lwong cdng viéc 5 [138 | 2
6 | Két qua cong viéc 27 |112 | 6
7 | K¥ nang van hanh méy mac, thiét bi 9 | 126 | 10
8 | Kién thirc, ky nang nghé nghiép 6 | 120 | 19
9 | Théi d6 lam viéc vatinh than tap thé 12 | 18 | 115
10 | Sang tao, nang dong 11 | 134
11 | Kha nang lanh dao 7 1123 | 11 4
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12 | Kha nang thich nghi 136 | 7 2
Phan danh cho vi tri quan |y, tcc NLD thuéc Nhém 1
L Trong sH
Tiéu chi L T2 | v v
Tu déanh giakét qua thyc hién muyc tiéu
1 | vathé hign n6 bing dir lieu cu the e 2|3
5 B_IAet cach thac trien khai dé dat muc 20 1132] 2
tiéu cai tién
Chii dong, sang tao trong giai quyét
3 cong viéc dé dat myc tiéu , , 10 1618 1
4 ;’gach thirc ban than giai quyet cac van 1 25| 2
5 Kklén :[h{rc va kinh nghiém dap tng yéu 2119114
Cau cong viec 30
6 | Ky nangdé cai tién cong viéc 18 | 17
- Nang lyc thu thap thdng tin, lap ke 620! 7
hoach
Chu dong di pho vagiai quyét van dé
8 maot céch hop ly 30 30| 5
Hoan thién cong viéc voi y tuong va| 60
9 -2 y 9 | 26
quan diém mai ,
10 | Kha nang dién dat ngan gon, xuc tich 29| 6
bang dir liéu va kérhoach cu thé
11 Kha\_nang giao tiep bén trong va bén 15 | 14|19 2
ngoai
12 | Ky nang dam phén 21 | 11 211
13 | Phéi hop, hé tro dong nghiép 31131
14 | GOp phan cai thién tinh thin ddng doi 15 19|13 | 3
15 | Tham gia vao céc hoat, su kién tap thé 14 | 21

4. Khi 1ap 3 muc tiéu hang nam, anh, chi ¢ nhan dugc huéng dan, dinh

hudng va ban bac thdng nhit tir cap trén caa minh khéng? (Phan danh cho v;

tri trurong, pho phong va nhan vién bg phan quan 1y)

L p Sb lwong Ty lé

STT Tra loi (Ngudi) (%)
Co 4 11,4
Khong 31 88,6
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5. Anh, chi co 1ap ké hoach hanh dong cho 3 muc tiéu hang nim khoéng?

(Phdn danh cho v; tri trigng, phé phong va nhan vién bé phan qudan ly)

2 S6lwong | Tylé

STT Traloi (Nguoi) (%)
1 Co 35 100
2 Khbng 0 0
Néy c6, khi 13p anh, chi ¢6 nhan dugc huéng dan, dinh huéng va ban bac thong

nhat tir cap trén caa minh khong?

1 Co 7 20
2 Khbng 28 80

6. Anh, chi dua vao co s& ndo dé Iap 3 muc tiéu cdng viéc lam hang nam?

(Phdn danh cho v; tri trigng, phé phong va nhan vién bé phan qudan ly)

2 S6lwong | Tylé
STT Traloi (Nguoi) (%)
1 Muc tiéu caa cdng ty, b phan, phong ban 4 114
2 Nhirng cong viéc chinh dang dam nhan 31 88,6
3 Y kién khéc 0 0

7. Cong ty co co ché rd rang dé giam sét két qua, diéu chinh kip thoi 3 muc

tiéu d& x&y dung dau nam caa nhan vién khéng? (Phan danh cho vi tri

trurong, pho phong va nhan vién bg phan quan ly)

2 S6lwong | Tylé
STT Tra loi (Nguoi) (%)
1 Co 2 57
2 Khéng 33 94,3

8. Anh, chi d¢anh gia thé ndo vé ti trong (trong o T1, T2) cua céc tiéu chi

danh giéa (danh cho v; tri trieong, pho phong, va nhan vién bg phdn quan ly)

Mizc dg dong y diroc xép thang nher sau

Kh(i:\(?nguan it quantrong | Binh thuong Quantrong | Rit quan trong
[ I i IV Vv
Tiéu chi Trong 0 | |y [y [y v
T1 | T2
Tu danh gia két qua thuc hién muc 3
L tieu vathé hien n6 bang di lieu cu thé | 20 | & 317
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5 B_IAet cach thirc trien khai dé dat muc 20 > 3112
tiéu cai tien
3 CAhu dc__)pg, sang tao tr(A)ng giai quyet o5 | 16 | 18 1
cong viéc de dat myc tiéu
4 | Théch thirc ban than giai quyét van dé 0511 |1 |20 | 3
5 KAlén kthl’rcf va _kAlnh nghiém d&p tng > 118114 1
yéu cau cong viéc 30
6 | Ky nang dé cai tién cong viéc 2 |16 | 17
- Nang luc thu thap thong tin, lap ke 6 | 22| 7
hoach
8 Cpu Ei(_)ng doi ph(? va giai quyet van 152 28| 5
de mot cach hop ly
Hoan thién cdng viéc véi y tuong va| 60
9 2 g 9 | 26
quan diém mai
10 | Kha ning dién dat ngan gon, xdc tich 20 | 6
bang dir liéu va ke hoach cu thé
11 | Kha nang giao tiép 15/15(15| 1| 4
12 | Ky nang dam phén 21 | 11 2 |1
13 | Phéi hop, hé tro ddng nghiép 29 4|11
14 | GOp phan cai thién tinh thin dong doi 15119 |13 | 3
15 ;I:;am gia vao cac hoat, sr kién tap 12 | 2 1

9. Phuong phéap danh gia biang hinh thicc cho diém ting tiéu chi, tong diém

cubi cling dugc 1am co s phan loai. Anh, chi ¢ nhan xét gi vé phuong phép

nay?
L Khéi cong nhan
STT Tra 10i ,KhOI cuanly  chinh, phu
SO luong | Tylé¢ | Solugng | Ty lé
(Nguoi) | (%) | (Nguoi) | (%)
1 | C6thé sir dung duoc 5/ 143 113 77.9
QéC giéu chi chuatao sy phan biét 21 60 25| 17.2
2 | vé két qua lam viéc gitra cac nhan
vién
3 Céch cho diém céc tiéu chi chua 8| 229 5/ 34
phu hop
4 Y kién khéc 1 2.9 2 14

10. O V'SP nhitng a dang tham gia vao quatrinh PGTHCV caaAnh, chi?
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: Khéi quan ly Khoi cong
STT Tra loi Nguror) nhan chinh,
(NGwo | phy (Ngu)
1 Ban than nhéan vién
2 | Cip trén tryc tiép (nguoi quan ly tryuc tiép) 35 132
3 | Pdng nghiép ngang cap
4 | Khach hang 3
5 | Cap duéi
6 Bo phan Nhan sy 27 120
7 Y kién khéc

11. C6 nén thém d6i tuong tham giaDGTHCV khdng?

Khéi quan ly

Khdi cong nhan

. chinh, phu
STT Muyc dich 5 luong | Tylé 5 luong | Ty lé
(Nguoi) = (%) | (Nguoi) | (%)
1 |Co 0 0 0 0
2 | Khéng L 35| 100 145 100
12. Anh, chi c6 nhan dugc phan hoi ket qua PGTHCV sau ky danh gia
khoéng?
Nguoi lao dong
STT Cau tra loi SH lwong Tylé
(Ngudi) (%)
1 Co, rd rang vakip thoi - 4 2.22
5 C.:P nhu,ng lfhorlg ro rang cac diem so caatung 174| 96,67
tiéu chi phiatrén
3 K héng nhan dugc phan hoi 2 1.11

13. Anh, chi biét duoc két qua PGTHCV caaminh théng qua hinh thirc nao?

Khdi cong nhan

STT Tra loi ,KhOI fuan ¥ chinh, phy
SO luwong | Tylé¢ | Solugng | Ty lé
(Nguoi) | (%) | (Nguoi) | (%)
1 | Nguoi phy tréch truc tiép théng 5 14 28| 19
bdo
, |Do c& dong nghiép truyen tai
nhau
Khong dugc théng béo, chi biét
thdng quatra luong
4 | Théng quavan ban chinh thirc 30 86 117 81
5 | Cac nguon thdng tin khéc
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14. Theo anh, chi ai nén 1a nguoi dugc nhan thdng tin phan hdi vé két qua

DGTHCV?
Khéi quan Iy Khol,cong nhan
STT Tra loi : chinh, phu
SO luwong | Tylé¢ | Solugng | Ty lé
(Nguoi) | (%) | (Nguoi) | (%)
1 | Phong Hanh chinh Nhéan sy
2 | Nguoi bi dénh gié 35| 100 145| 100
3 | Y kiénkhéc

15. Theo anh, chi viéc cung cap théng tin phan hoi két qua BPGTHCV c6 can

thiét?
Khéi quan Iy Khol,cong nhan
STT Tra 1oi : chinh, phu
SO luwong | Tylé¢ | Solugng | Ty lé
(Nguoi) |~ (%) | (Nguoi) | (%)
1 Co 35 100 145 | 100
2 | Khong 0 0 0 0
Néu “C6” Xin cho biét céch thic tién hanh
. | Truc tiép trao d6i véi nguoi quan 35| 100 7] 48
ly
2 | Thong béo bang vin ban 7 20 145 100
3 | Y kiénkhac 0 0 0 0
16. Theo anh, chi két qua DPGTHCV hién tai ¢ khach quan, minh bach, cong
bang hay khong?
Khéi quan Iy Khol,cong nhan
STT Tra 1oi : chinh, phu
SO luwong | Tylé¢ | Solugng | Ty lé
(Nguoi) = (%) | (Nguoi) | (%)
1 |Co 8 228 14| 96
2 Khong 27| 71,2 131 90,4
Néu “C&” xin cho biét marc do dat dugc cu thé
1 | Trong ndi bo phong/ b phan 10| 6,7
2 | Trong toan cong ty 8 228
3 | Y kiénkhéc 4] 27
17. Anh chi cho biét chu ky hop Iy khi tién hanh danh gia két qua thyc hién
cong viéc
STT Tra loi Khéi quan ly Khé)rlwl’ﬁ?:%m M 1 Toan oong ty
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|u§(r)19 Tyl¢ | S5 hwong | Ty ¢ |u§(r)19 Ty 18
(Nguol) (%) | (Nguoi) | (%) (Nguo) (%)
1 |01 thang/lan 1| 2.86 7| 461 8| 447
o | 93 thang/lan ~ 01 1| 286 135 8882| 136 7598
guy/lan
3 |06 thang/lan 25| 71.43 8| 5.26 33| 1844
4 |01 nam/lan 8| 22.86 2| 1.32 2| 112
18. Két qua DPGTHCV c6 tac dong dén anh, chi nhu thé nao?
Khéi quan Iy Khol,cong nhan
STT Cau tra 10i : chinh, phu
SO luwong | Tylé¢ | Solugng | Ty lé
(Nguoi) | (%) | (Nguoi) | (%)
1 | Tacdonglén 30 86 130 90
2 | Tac dong vira phai 5 14 15 10
3 | Hau nhu khéng c6 tac dong nao 0 0 0 0

19. Anh, chj thuong ding két qua PGTHCV vao viéc gi? (co thé lya chon

nhiéu phuong an bang cach danh s theo tha tu ting dan, sd 1 1auu tién nhat)

Khdi cong nhan

STT Cau tra loi ,KhOI fuan ¥ chinh, phy
SO luwong | Tylé | Soluong | Tylé
(Nguoi) | (%) | (Nguwoi) | (%)
1 | L@ ke hoach hoc tap, néng czo 24| 6857 3| 207
nang luc trong tuong lai
o | X@cdinh muc tiéu phét trién cong 9| 2571 81 | 55.86
viéc, nghe nghiép cho ban than
Tu danh giathanh tich dé tim hiéu
3 |sr cong bing trong chinh séch 0| 0.00 40 | 27.59
cuaVSP
4 | Y kiénkhéc 2| 571 21 | 14.48

20. Anh, chi c6 dugc ddo tao vé cong tac PGTHCV tai V SP khéng

Khéi quan ly

Khdi cong nhan

A chinh, phu
STT Cautraloi Soluong | Tylé | Sdlugng | Tyle
(Nguoi) | (%) | (Nguoi) | (%)

1 |Co 08| 229 5 3,3

2 Khbng 27| 71,1 145 | 96,7
Néu co, hinh thirc d2o tao 1a gi?

1 Phét‘ van béAn huéng dan cho tirng 0 0 0 0

nguoi lao dong
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Phong Hanh chinh nhan sy t
2 | chirc d&o tao, tuyét trinh, hudng 0 0 0 0
dan
3 Térchﬁcxlép{ huan luyén duci sy 0 0 0 0
hudng dan cia chuyén gia
Huong dan trién khai trong cudc
4 hop nhung khéng phét tai liéu 08| 229 0 05
21. Theo anh, chi c6 bat cap gi trong hé thong PGTHCV hién tai ¢ VSP?
Khéi quan ly thr:iﬁ?wn%m a
STT Muc dicn Solugng | Tylé | Soluong | Tylé
(Nguoi) | (%) | (Nguoi) | (%)
1 Co 27| 71,1 145 | 96,7
2 | Khong 08| 229 5 33
Néu ¢, cuy thé 1a gi?
Céc chi tiéu, tiéu chuan danh gia
1 | khong rd rang, khdng giai thich rd
thang diém
5 Phuong phap BDGTHCV cua
nguoi quan ly khéng phu hop
3 | Tatcacéay kiéntrén 27| 771 140 97
4 | Y kiénkhac 5 3
22. Anh, chi thiy viéc PGTHCV hién tai d¢& pht hop chua? Co can thay doi
gi khéng?
Toan cong ty
STT Muc dich Sb lwong Tylé
(Nguoi) (%)
1 Phl hop, khdng can thay doi 5 2.8
2 Chua phli hgp nhung khéng can thiét thay doi 14 7.8
3 Chua phtl hop, can phai thay doi 159 88.3
4 | Y kiénkhéc 2 1.1

23.Y kién cuaAnh, chi vé céc tiéu chi PGTHCV hién nay tai VSP?

Khdi cong nhan

STT Muc dich ,KhOI cuanly  chinh, phu
' SO luwong | Tylé | Soluong | Tylé
(Nguoi) | (%) | (Nguwoi) | (%)
1 | Sét véi thuc té, dé hiéu vaday du 6| 17.14 6| 4.14
, | Sat véi thuc té, dé hiéu nhung 1| 286 8| 550
chuaday du
3 [Chua s& véi thuc té, chung 26 | 74.29 126 | 86.90
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chung, cam tinh, khéng rd rang,
can xay dung lai

4 | Y kién khac 2| 571 5| 3.45

24. Viéc xéc dinh céc tiéu chi danh gia nén thuc hién dwatrén cac yéu to nao?

Khdi cong nhan

Khéi quan ly chinh, phu

STT Mucdicn Soluong | Tylé | Sdluong | Tylé
(Nguoi) | (%) | (Nguoi) | (%)
Ban m6 ta cOng viéc, ban tiéu
1 | chuan véi nguoi thuc hién cdng 1| 286 20 | 13.79
Viéc
5 Ké:[ hop hai ban trén va y kién 5| 571 5| 345
chu quan caanguoi lao dong
3 Ké:[ hop hai ban trén va y kién 6| 1714 3l 207
chu quan cianguoi quan ly
Két hop ha ban trén va y kién
4 | cha quan cia ca hai nguoi: quan 26| 74.29 108 | 74.48
ly, nhan vién
5 [Y kiénkhéc 0 0 9| 621
25. Theo anh, chj dé hé thong danh gia caa cong ty tot hon can thuc hién diéu
chinh gi?
Khéi quan Iy Khol,cong nhan
STT Muc dich : chinh, phu
' SO luwong | Tylé | Soluong | Tylé
(Nguoi) | (%) | (Nguoi) | (%)
Ban m6 ta cOng viéc, ban tiéu
1 | chuan véi nguoi thuc hién cdng 2| 571 9| 6.21
Viéc
5 | Quy dinh lai cach tinh diém ciaa 8.57 3| 207
tirng tiéu chi
3 | Cu thé hoacéch tinh diém 4] 1143 1] 0.69
4 | Titcacécy trén 25| 71.43 132 | 91.03
5 | Y kiénkhac 1| 2.86 0| 0.00

PHU LUC 2: THAM KHAO DOANH NGHIEP CUNG NGANH
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2.1. CAC PHUONG PHAPDBANH GIA THUCHIEN CONG VIEC

Phuong L ) .
STT ) Kha niém Uudiem Nhuoc diém
phap
Nguoi danh gia
s cho y kién
danh gia vé su N . g
_ | Don gian, d¢ hiéu, | Chuva danh gia
thuc hién cong| ] R ]
Thang | . |khdéng kh6é xay|duoc céc dac
vigc coa doi . . _
do ] __|dung va s dung|trung riéng biét
] tuong danh gia _
danh . |thuantién. cua tung chac
. |dua trén y kien . . .
1. | giado Cho diém tuong doi | danh cong viéc.
chu quan cua| _ ) .
hoa, . de dang, so sdnh va | Chiu anh huéng
minh theo mat ) . S
bang . |phan anh dugc|nhiéu boi y chi
., thang do tu thap . _
diem . . ~|nang lgc lam viéc|chau quan cua
den cao, can phai S
. |cuaNLD. nguoi danh gia
lya chon cac tiéu
chi danh gia va
do luong no.
bGTHCV  cua
NLD dua vao so
Nhom |sanh thuc hién Hay mac phai 13i
phuong | cong viéc cia ho | Kha don gian, dé|thién vi, thanh
, phdpso |so vé6i  nhitng | hiéu, d& & dung | kién.

' sénh, | ddng nghiép cuing | trén thyc tién. Tao nén sy ganh
xép | lam viéc trong bo dua, bat hop téc
hang | phan dua mét tiéu gitranhirng NLD

thac tong thé vé
tinh  hinh lam
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viéCc cta tung

nguoi lao dong.

Phuong

7

phap

ban
tuong
thuat.,
luu trie
thong

tin

Nguoi danh gia
can viét mot ban
tuong thuat mo ta
vé tinh hinh thyuc
hién cong viéc
cuia nhéan vién,
mé ta diém manh,
diém yéu, cé&c
tiém ning dugc
khai kha

nang thang tién,

thac,

nhu ciu d& tao
va dua ra céc goi
y vé cac bién
phdp nham nang
cao hiéu qua thuc
hién cong viéc

cua ho.

Cung cap théng tin
phan hoi chi tiét va
htru ich cho NLD.
NLD s nim duoc
nhitng nhin nhan
khéch quan cua nha
quan ly d6i voi
minh, biét duoc cac
wu nhugc diém va
céc bién phép khic
phuc.

Sy chinh xac
khéng cao do cac
nhan xé& co thé
chiu anh huéng
to suy nghi chu
guan cuia nguoi
danh gia Sy dién
dat bang van viét
tot

chua cua

nguoi danh gia
ciing co thé lam
cho viéc hiéu
thdng tin dénh

giabi sai léch.

Phuong

7

phap
quan tri
bing
Cac
muc

tiéu

La phuong phap
doi hoi cac thanh
vién trong Dbo
phan cung tham
gia vao viéc dé ra
cac muc tiéu thyc

hién cong viéc

Tao dong luc, phét
huy tinh sng tao va
nang cao tréch
nhiém cua ca nhan
dbi voi cong viéc.
Quan hé giao tiép

phét trién hon, 1anh

Viéc xa&c dinh
muc tiéu khong
dé dang.

Nhan vién thich
dat ra c&c muc
tieu thap dé dé

hoan thanh
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trong |trong tuong lai | dao vanhanviéncé
yéu |cung voi nguoi | diéu kién trao ddi,
1anh dao b phan. | hiéu biét, phdi hop
Nguoi 18nh dao | cong tac tét hon.
sir dung cac muc
titu @6 dé danh
gia sy nd luc cua
nhan vién va
cung cip théng
tin phan héi cho
ho.

(Nguon: Téng hop tir Lé Thanh Ha (2012), Giéo trinh qudn tri nhan lc)
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2.2. BANG PANH GIA NHAN SU HANG NAM-TOV
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2.4. TRICH QUY TRINHBDGTHCV TAI CONG TY TNHH MINDA

N. K MINDA GROUP

TITLE: Performance Appraisal DOCUMENT NO. MEM-40
ISSUE /REV NO. 0001
ISSUE/REV DATE 01.01.18/20.05.13

A. STAFF

1. Performance Appraisal process is a formal means of providing feedback to the emplovee on how well
they are doing their job. This accomplished by comparing each employee’s actual performance against
agreed upon levels of acceptable performance. It 1s the process of guiding emplovee to provide their best
output to support business goals and to reach their finll potential. Through formally it iz done two times in
a vear, but it is a continuous process involving planning. monitoring, coaching and feedback to achieve

continuous improvement.

2. Employee who has completed one year of service as on 315t March shall be given increment for the full
vear. Emplovee who has not completed one vear of service but have joined in the appraizal yvear shall be
given increment proportionately e g. if annual increment is sanctioned Rs. 600 p.m. and he is having a
service of only 8 months he will be given an increment of Rs 400/- p.m. Those emplovees who have joined
between 1st January to 31st March their review for increments will be done only in April next vear and
shall be given increment proportionately.

3. If an emplovee’s attendance is 260 & above days of working, the increments will be effective from 1%
April. If an employee has attended between 240-259 days, the increment will be effective from 1st Tuly If

an emplovee’s attendance is less than 240 days during the year, no increment will be given.

4. The emplovees” overall performance largely depends on his [ her attitude which is reflected by his‘her
behavior in day to day working. Therefore, it is critical to evaluate the Behavior Traits/'Competencies
relevant for the level. This evaluation will also help in assessing the]

5. The performance of all the emplovees against the MP-CP is to be reviewed. To give focus on skills &

competencies, same has to be assessed in appraisals for all employees. Levelwise weightage would be

LEVEL MPCP/ERAs SKILL BEST COMPETENCE TOTAL
1-3 70 10 10 10 100
4-6 70 10 10 10 100
7-8 70 10 10 10 100

0-12 80 10 10 100
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2.5. TONG HOP KET QUA HOAN THANH MUC TIEU NLD - MINDA

WP - CP (TARGETS & AGHIEVEMERTE]

MARKE OETAINED

Anmee et Crdnran I scwsl 1YW WEIGHTAGE BELF FINAL
© MPCR KRAS (As deciled] ol
2 5hI (Meane Keder Shill Msire of e Apprazes] 12
% BEST [Plcase reler irdhidual score 2rd pariclpaicn of the Appralsse) 12
4 Bahavioual Compedanine 17
TOTAL 1D WMARHS

PARE LT AP os v b the ad i Rallch

bearins ks (Mgl Fanjomart (lmcne L lnl

fiahi M2 ke, dro,
HELESTI

e abaradimn {b'umkal
P

Hampr o [Fovaml] T Inars iHnow, (hesml;

Sajawee |Remminnn [T pe—— abrcad

Eomdlyialed -
alr |l=r MPCP - ibe pear
AMrE

h Sl Crerl

" LI RATING T UL KON A JLFARTRALM T @1 AR SRS RS0 LY NI DR D DLHAk WCH

[EELE Y R B oy L LHE | PElds o 0 TR HLFELZLNLAD WLI
[ RATIHE WU D =2 FihaU ZED 3A5ED OH RELATIVE RATIRG EY3TEM)

PRI NATURL LI AFHEAILL

S GHATURC O RCVIDWER)

MPCF TASCET FOR HEXT AFPRAIEAL YEAR

windly Craztz or attzch the Formatizd M2CP larget ! KRAs “or the vear 20°8-214

FATING

At m Zamplional @ itk an e

A = gl ETe ) o e bt s b o e ol wevecs cppasien) perlarm s b

= emadsn] reses eiesfy e sear agiesiad sAreme s os Boall nescE memearEm

helora 45

iy anndaape el pecerness: el Suaal

Bvm Unzalsladnr ok acd-izoes wmscie: perormennas bl reguires g iTeard ard mined als =

Ikt Falrg do nicon tHalry soad 2o nazed smxsed on Fwms Halrg Seeem Ord

i AR A alsian

Craerall Suae s Lelason £ Lo 8

|Es = Pt o czvmalae ity g ohic e e el peensono kel Jeongll Sencn b e &S w0 B

Clomiy |t o® heavmar D% dmbd
el aclion el S s

Fomict e | SRR T legne Horlt e Lares 0 U010

fazziecd

2.6. BANG PHAN BO XEP HANG THEO HIEU SUAT PBT - MINDA
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2.7. BANG DANH GIA THANH TiCH CA NHAN — MINDA MPCP/KRAS
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2.8. BANG PANH GIA KY NANG CA NHAN — MINDA (SKILL)
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29. BANG DPANH GIA NANG LUC CA NHAN - MINDA
(COMPETENCE)
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2.10. BANG PANH GIA MUC TIEU PHONG BAN — MINDA (BEST)
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2.11. QUYET PINH THANG CAP NANG LUC (VSP)
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PAFFTI KTHEL &
- SUMITGAID: METAL
COFPORATION GRIUF

PROCEDURE

Code: P-AD-PMM-6.2.2-03

Issued dates 11 AW2003

VSP

PERSONNEL MANAGEMENT

Fevision, Moo 15
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Distribution:
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14 | 210014 Change imesheel record
form
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Drivide Sales & Mlanning Add Production Szetion into
: ;s . Sperion Dnte Siles Section Oroanization char
2 AL E
12 [ 10/02:2012 and Prosfuction Coentrol
Sootion
Prepared Tw Reviewed by Verified by Appreoved by

Lare: 11,00/2016
Position:
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Conde: F-AD-PM-5,2.2-03
e PROCEDURE

i RAT I S Issued dute: 11,506/2003

VS P Ravizion. Wo.: 15

PERSONNEL MANAGEMENT |, 1

1 PLURPOSE:

This Personnel policy & procedure s 0 scgumnt Managers wilh personnel policies,
practices and procedures governing the employment in Vietnam Steel Products, Lud. (Y 5P)

2 SCOPE:

This Personnel policy & procedure is applied o all personneg] performing activities affecring
product quality of company.

3 REFERENCE DMCUMENTS:

- 150 9001 :2000;

- TOWN 150 S0 2000

- Labor Code of Vietnam

- Company RBegulation

- Cuality manual

- V5P organization function description

4. CHANGE COMPANYCS LOGO
NIPPOM STEEL &

SUNITOMD METAL
OO RATION CRO U

1d logo replaced with new logo VS P

5 CONTENT:
Iinman # i I

WP wants to aftract, retain and develop mlent to further its business needs through
the combined lools of compensation. job challenge. attmcton and enhancement.

Thue privnary responsibility Tor souncd bomman resouroe s eemen| rests with section
managers, aml ool withe the biman resource: section. This latier section is Tosever
respomsible for developing a corporare framework conductive o sound personne
practices,

WD views as priorily the culiivation of a company culture of serviee o the customer,
Customer focus through time base management and total quality management will be
slressed inall aspects ol work sdalhim ¥ 5P weross all job fumctions,

Empleveas are valuable assets to the organization. bor this reason, each employee
must be carefully justified and deploved. Staff sheuld not be onder emploved aod

This document i= WSF - propenios. Any copy of me-chungee eathowl VSF e permdssion is illegnl
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3.3. MAU PANH GIA CONG NHAN CHINH, PHU HANG NAM

] O,
VSP

VIET NAM STEGL PROMUICTS LTD

[FRIVATE & CONFIDENTIAL

l

PERFORMANCE REVIEW (A) lor workers whe operate mie
DANH GIA KHA NANG LAM VIEC CHO COMG NHAN VAN HANH MAY

Emplayaa Nams:

Employss Na:

Téni sikidice vidies 5¢ rhdn vidin
Dapartrent: Poeltion:
84 phin Chire wy
Jained Data: e e b e Ravire pa eyl Fren: isvmase i s
gé vaa m v Théi gian dénh gid Tir Bin
AFPRAISAL FOR ; O Probat an O Anewal LIFrometion LI CAhars:
Bdénh pid cho Thek wide Hing ndm Fang bda G foal khas
AFFRAIEAL SCALE : A NKING SCALL
T8 Trung blnh  Khi T Mot wifc 5d (poinks) up werds: A+
1 2 3 4 5 4843 [polrs); & A2dY {points): B 36-41 (paints); ©
Popr Raasonebls Good - Good Cutatanding 30-35 (poinde): D 24-20 (pointa]: E Undar 24 (pointa): F
IRTH] PERFORETANCI FACTORS SCORE M PERFORMANCE FAUTORS SOOI
1 [Allendancs’ Punclualily | i T |Operaling mechines, aguimen shills
N e ddir i i AW ning AR Adnh mdy mod it hi
2 |Labor ragulation i oamentatizn A B |Jok knowlsdge & skils
Tudin thil Nl qui ki WA° Ina ding Hidn e, k§ ndng nghd aghida
3 |Lobor salaty ard 63 3 B [Working allilub and Rasponsibilily 1
THU chudn an iodn lae ddngva 55 Thai 48 lam s va finh thén e thé
d | Team work | Inbarparmsonsl skiks 4 10 [Initletive ! Motleatian 2
Tinh thn tp thé Sang tan ¢ Ming ding
5 |Quality of work 4 11 |Leedership 2
Chil uging chng whs Kl nSng fann dao
B |%Work resolt F 12 .!'I.r.|r||'|l.'.|hi il5.' 4
i gud sty i Hhd ndng thich nof
TOTAL BCORE:..42 Grada:...... B L] Pass 1 Hot pass
COMMENTS B 1 PP
Cumgrt slmnth s myani Chim Ehe b bt i st thits mhieh.
| Sindioms, Selp-laegi | hard wak. Past - kenine )
Cumars weahnaza - Wv&.l
Recarmmandatien - D& i Ly b i, i v

St long Term ool with him

Appraisad by Dopartmant Hoat:
BT _Signalura
Approved by ADM managor

Daales! s Sigrmlusra

Approved by Deputy Genaral Direator @
Bl e SNENES.. s
Approved by Genaral Director ;

L= oo s SIPRELINER o s e e
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3.5. PHOM LAP MUC TIEU VA PANH GIA HOAN THANH

SELF PERFORMAMCE REYIEW & EVALUATIOM SHEET
(&l informaticn this sheet should be clear, visible and measuakbla)

[ me ] | [ mewve ] [s=cTmiom:

SELF EVALUATION OF YOUR OWHN PERFORMAMNCE IN 2IME

L & of ypour el imparkant [shaireests vl dasabae wur e in 2018 wih Bl axparaan 57 oarkal.
Frevewr how much perceriage of yoos bole | tme devoled cnoeach joo

Waur i target setder 200G L rf =ime Arsentad per

aclua sefomis e resul
[ hesa taryats was setal wour Evalustion last wsar! 1onal warrking trre

corrgired wills hagest (%

Tarp §11

Tergsl 2}

Tirged (i)

¥oorneral pRrsTIRRSR ard achiaurmants

Usaazba wlir majo achesanie s realizadaeonelidad dunng 2078 that cortnbubs i Company's dewalazrart by
sbar naimbars or hgores altacled 270 achieovle gz de apiroesd by Mansage |

i1y

WOUR JOB TARGET IM 2019

List & mnst orporiant lrgel jobsdrsjeals oo inford o dosale soe Gree ard capain e 1o gehicees suceess.

Xascnplion ot tarat joh s progact
Targal ¢ 1]

Fiow b gchieva sUccass | oo rmsult

larpat {41

Targal {3)

CHIES TICIN AEOLT YOLIR CURRENT SA TSRS TN L EVEL

=xarlrnt inod | Avmmags Frcr Hired

Carze jjul conben ) silishadion
Human rx allnd a3 seotinn
Salury ) Wl salsiy clion

YOUR CPINKIN AROLIT YOUR CURREN | WOHK ENVIEGONMEN |

111 Give wour free, Trank apin 21 f comments abouzyowr oz worcenvironmant

22 Fo Compamgsachion Imarmvamant, daoynl hava any cavy ITea poposakag uast
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3.6. TRICH QUY PINH TRACH NHIEM, QUYEN HAN BO PHAN

Vv

maiette . | FUNCTION, RESPONSIBILITY AND | issued date: 25/02/2019
SP AUTHORITY REGULATION ¥ Edition

A

L,

Purpuose

This regolation  indicates  the  funclions,  responsibility  and authorities  of  each

Section/Department and cach position for the elfective operation of the Company.,

Definitions:

(1) Pasition: is the task assigned according o the organization chart as the unil of business
management,

{2y Function: is the main job content assigned to the position

(1) Responsibility: is the specific duty or abligation which the specific section/depariment has
ta implement to abiain assigned unciion,

(4 Avtharity: is the vange and limil that will be used for implementation of the responsibility.

(5) Budget: The yearly plan of business activities which approved and revised by G.D in term
of payment and receiving money.

. Execution:

(13 Each position shall have the responsibilily(s) essigned and authority to carry out their
agsigmment and the take on the responsibility tward the resull and consegquences arising
during hisfher task.

U2) Section Manaper is the one who has responrsibility to allocates direetly section’s functions
and responsibilities to all positions in histher section. Thiz job allocation should be
reviewed by AD Manager and spproved by G.D before coming into elfect.

{3} In case that the person keeping directly this position temporarily absents, the direct superior
of this absent person shall underlake.

(4) The position has the authorily o approve is the one who has responsibility o report o the
higher positions (il requested)

(57 The function/responsibilityfauthority which relating to stock items should he relerred o
and accordant with the definition of stock items in Appendix 1 of this Regulation,

. Hevision:

Cieneral Director is the only one and no one else in the Company has the right o amend a part
of or all of the content of this document. Any revision proposal from section/department should
be approved by G.ID through AT Manager,

The relationship between budpet and authority

The items neither included in Company's budget nor stipulaed in this suthority regulation
shall not be applied or shall be approved by G.D through AD Manaper separately.

. Explanation of Abbreviation
Albreviation Explanation Abbreviation Explanation
AD Human Resource and Administiation . Manager
AC Accounting | Assl. M, Assistant Manager
AS Sales Sect Section/Department
| PC Praduction Comtrol CA Chief Accountant
PR Re-cutling Gl General Director

3fan
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3.9. TIEU CHUAN CONG VIEC MAI SUA ONG DAI

BANG TIEU CHUAN CONG VIEC CHUNG
GEMERAL PROCEDURE

TIEU CHUAN CONG VIEC MAI SUA ONG HEAD PIPE
[ntruction sheet for grinding head pipe

Lasped date: II-.’:un-I.‘ Pasitivn Bo, cupy QC
L] seciion e I
By, dane: 27-Buna-17 Hezad pipe grireling arza OA
Rev. Mo i
Copy datz:

- DGD
L trimh thyree hifn: [ Waorking arder

Budre 12 Chuan bjs  Preparation

1.1 = Catda, ciu va ha i tir 1.2: Ciu sin mét b & =is chiv dé khi 1.3 D déu dmge dridn gid de

b g trin i khing o6 cu thi xbp cie dng & bb chudn bj mai siea (eie dio dng
Cut belt, cranc and lowersd mity ln gis A8 ri, ié Irﬁ-g nhuu}
skowly pape bundle on rck, Prepare | bundle on rack w grind in Spread pipe on rack:

11 layer only
+ Pipe edge are in stroigh line

Case crane is wsod,
Bdre 2: Mai, thdi byi vi phun dio Grind, blow dust and spray BP oil.

1.2z Xip pyn Gog rii dimg vii khi thii

sach l!l;i rrén b it ﬁ'ﬂ Vi trong limg 1..?: P":ll‘t diu chﬁn;gj Aku
img (neu khing sach thi dimg ré lin sjeh trin bé mit dng )

fol w3 mat siic) SI:“IF iy '3'1.1 on all pipe
ety armumgee pipe then air hose s used Lo outside surface

blow savw dust inside and outside surface
of pipe (i remain, use clean wipe fo

Butre 3: Ddng gdit Packing remave. )

2.0: Wi Libd e e viod triiy
xuie vinyt quid tidu chufin cia
mdn gitd hon trén b mat dog,
(irind all scrateh {which out of
lizmt sarmples] on pipe surfice,

3.1= Xdp cdic g vae gid lye gidc, 3.2: Mhun diu chding ri trong long 3.3; Ding dui thes quy dish
4 ; ! fap i o T dim et of e & ding hidng, liru kho fag did

50 lirgmg omg thea hing TCCW img o T oclam (e ea e ang trong £ hang. 2

Flace the tube inn the hexzgon Iy Packing fallow Instruction for

ritck. The pipe’s quamtiy [allow Spray RP il inside of pipe and 2 pipe Iong pigre packing, stovage,

VLN, miction she znds Al pi]:e in bandle)
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BANG TIEU CHUAN CONG VIEC CHL MG

CiFm AT FROKCFDILRE.

TIEU CHUAN CONG VIEC MAI SUA ONG IIEAD PIFE

Iniruciisn shael for grmding head pipe

*Ch A MNane

1, UCdiny oluiia Lai Kl vge meid sira phed so dyoe l].i:r i dynge g
baw b beio lno déng gbms: ging tay, khiu trang, kinh vi nit tni.
{Fully cquiposd with labor prodecticn.

"rTu':_-.- IIIJIIi 1I|1I-Ii I.'.I'-I Cnver, KII III.JIIg 1'II'-I III;Ji o Im.

Crindirg maching must have hand cov e, use grinding whesl 2180
2. Lam g4 sam khi hoan thanh mdi hé dne.

Clean eack aler Doish geel bl

3, B¢ bat va dai speh wf gon gang. R va lao speh byt bewie khi
damg b,

Wi shet ard 1 is pul ramatly, Clean eingl sheet belone pecking
4, Ludn sip xép cic ddn dng bling ohuu icich obu W da 10
e S Arpee popes cdee svendy (Macmm dis aoee s 1o’

o i dogie da Lgo: CTrenoe

5TT

M Ty v bém £ rarme:

Ky tén sizn

1

+

T

n

THONG TIN SUA DOT I REVISED INFORMATION

Nyuiy siin Tl Lin siia dai Nei dung sia dai

Tl dlane Riwed rime R conret
T Tun 17 et S dung Rarm seage ol 5 wse biling Lal Samn
13-Dee-13 0L Fhay Thi @i ofi duug Leens low vrinh e AU lunes couenl oo epeation Do
2l-Aupp- 1 [ Lo mcki [ e 15502

Cualee, F OO PR 834 18 5297 02
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3.10. TRICH QUY PINH KHEN THUONG KY LUAT

WFRON STEELS VIETNAM STEEL PRODUCTS, LTD, (VSF}
i Chne oo Naoibai Industrial Zone, Quang Tien, Soc Son, Hanoi
VS P Telephone: (4, 35820537 Fax; 04,35820538

Q5': 0B - 052045 ~ VEP
QUY BINH VE KHEN THUGNG VA THE VANG/TUE DO
(Bén sira dbi lin 1)

A, BOITUUNG AP DUNG

Ap dung cho cip nhéie vien, cng nhin va céng nhin npodi

. CHE PO KHEN THUONG

Mye dich

Chi nhin ahing sdng kidn céi tifn mang Tai Toi fch chung cho V8P v khuyén khich Cin b Coing nhin
wién (CBCWV) eiia V5P khing ngtmg nfng cao nfing lye, sbc sang tao xiy dyne Cdnp v,

Bjnh nglia va oo chié khen thwrimp

Thinh tich die hifu 13 nhiing ¥ tedng vé sdng kifn v edi tén duge &p dung thanh chng v duge
chimg minh/cing nhén 13 mang lai lgi ich! zid i cho Cfng ty (nh cd lpi ichigid tr o6 thé do ludmg
dinih lirgmg ehrpe v T feby/ia ] khéng thé do lrdmz dinh heomg duoc bing tikm)

CRCNW khi e ¢ trdmg, sing kidn phédl ban bac, phdi hop voi Mhom cia minh v& Trodng Phang dé dp
dung dwge thinh clng ¥ tromg/sing kifn 48 vi bifn y tudng do thanh thanh tich tnode ki i béo cio
de xuat kkhen thsmg dén Mhang Hanh Chinh — Whin sy { HO-NS),

Héng quy, Ban 1.8nh dav 52 hop dénh gid let fch/gid toi tir nhitng thinh tich duge &2 xudt wong qud, sau
khi fdng nhée vi dege Téng Gidm dée phe duydt, Pheng TI0-NS =& chng bd nhitng thanh tich dat gidi
thurdmg 1 todn hE CBONY,

Cii4l thudmg pédm nhimg cip 33 nhr sau

Chp ag Gifh Urj giti thuimg
(VNI hdm )
300,000
500,000
1,000,000

2,000,000
3,000,000

5, (HIEL, 0000
10,000,000
15,000,000

20, (W0, D0

l@'ﬂl-ilﬂ*!ul-hib—'l h}| il
|

G Uri 231 thudmg biing tién cho nhiimg tharh tick doat gidi 2& duge tran hing quy. Vao npdy ky niém
thanh lép cong ty hing nam, Tang Gidm Ehe =8 trap Bing khen cho 5 (ndm) Midm of think tich xuf:
sic nhat trong ném va teao Cop VSP che Nhom cd fhinh tich xoefil sfe nhit trong ndm.

13
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3.11. QUY PINH THUONG THANH TiCH THANG SWING-ARM

) T, VIETNAM STEEL PRODUCTS, LTD.
s Maibai Industrial Zone, Quang Tien, Soc¢ Son, Hanoi, Visnam
VSP Telophone: (+84-4)35820537  Fax: (484)35820538
Mo FER2011M0. .‘]'J'ET . RS L F.n.r:c'r 28" Seplember 201 2
DECISION

SUBJECT: MONTHLY CAPACITY REWARD FOR 5’Wﬂ"i'fya,4ﬂ'l-f BEST TEAMS
¥ Theeomg nimg Fudt idm vige hivg thdng dp dwjg cho cde mhdm xudt sdc tnide Swing-arm
- Phang Cat dng (FR)
Article 1/ Bidu |
{3 hest teams with highest eapacity In Swing arm - PR section will pet enpacity reward if their output in
the month fully meets the 03 iargets as bellows:
03wl Lim widc dat ning sudt can ald thude 281 Swing- avm ciha phoee Clt énp o8 dge nhdn mie
LT T v néing it i wide irong theang mdy A derere .'J'.':.p &t 03 ricw ehi s

1. Mo NG product to Customers. Khdng od sdn phd 087 ndo khi gio 67 dhdok Féang
2. Good aftitnde ml work: no NG comment from Manapger an Safeiy, quality, 58 and no complaind fram
ather sections within the assessment perind.
Theti e lim vide B dhege Trwcng phdwg ddmby gic 15 biieg of phom ede guy ik, ROE QU clia eong .I:I.- Wi
An todm, Chde hegmg vd 35 Sdeg ohd khdng o Bridu nal? phin ndn tir ode phing ban bde lrong wedt tho
Rian xét g,
3 Average capocity of the team (pes/person/8h) on month period basie should be resched af least as
[n’llnvi-lngi
Nimg sredr T vide punp bink 151 tnén cte nide (rdn phisnpuedifSgid) trang thdng phdl du
dere rbiee saw:
- Thang Long Metnl Wares Joint Stock Company (TLMY: 250 pes/persansSih, (256 dmpinneiiSg
- Kyoel Manufactoring Vietnam Co., Lid (KM 330 pes/person/Bh. (319 dnpinpedltBpic)

Article 2./ Didu 2 )
Rewarid amount fer 03 best teams as follawing Mic thuomg cho 63 afdm sudt sie mhdt nhe sas,

M. Beai team with ¢a [llll:lr.\' ranking Reward amonnt (PN persom)
STT Nhdm theo eifp bie nifmg sl M it (FNE g}
I Highest level’ Ning sudt cao nhdt 250,000
2 Second level! Mang swdf coo thir hai 200,000
| 3 Third level! Ming sudt cao thir ba 150,00
Article 3./ Bide 3

The monthly evaluation resulis should be checked amd evalumted by OO Manager betore submitting to
General Direstor, '

Kér qrud ddnh gid kv thdng a7 dhege Tredng phang (ede 5 chdr hegng kidm fra, ddnk gl trude

k&I ik Teing Gidm dés phié guvdt

This reward will I:ag ven logether with salary of Lhe neal murih.

Phan thurdrg ndy 58 e chauyin ey wii dicn fumong v ihdng i !'n.‘u

Article 4./ Bigu 4

This Decision beeomes affective lrom Seplember 2013 and will replace all other exfisting decisions relating
to cnpmmtv awarsd for Swing-arm.

! Chpvet dimk ndy oo ij:lé’:r Tare ki sir fhimer W02 v 5@ ey | thié Jodin B cwir g r Ak diang o6 lidn guan dén
wide phudme widng suat cho shide: Swing-arm.
HR-ADM Manager, Chigf Accountant, PR Manager, QC Manager acd all ll:m"r|r.'|}-\.l:-i of Ewmg arm gt
liabiltty to implement this Decision,
Triecmg pheg Hank chink - Nisde e, K& tadn Tracdng; Tricdng phing Cat dngy Tredng phing Gudn 1 chit
T wid tade ba thdnh vidn trong cde nhdm ldm vige crig 1 ﬂfm Hhridic ,.I\'?G'J"g(ﬂ.l' dr:g E'Fi'.lh foeich

b thi frdnd .;I'-lg"n';f dimh nap.s, \.;?.3- G :’
CONG Ty 52
1rmmmg “EL PRODIUCTS, LTD.
MAL DIRECTOR ,J.'.'




