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LOI MO DAU

1. Ly do chon dé tai

O bt cir thoi dai ndo trong lich sir, céi quyét dinh dén luc luong san xuat noi
riéng va xa hoi néi chung 1a nhan té con nguoi. Vi thé coi trong nhan té con nguoi
va dao tao con nguoi 1a bi quyét thanh cong ciamdi qudc gia Vi xu thé hoi nhap
kinh té qudc té thi méi truong canh tranh ngdy cang gay git doi hoi cac doanh
nghiép (DN) phai ty ¢6i méi minh 16n manh hon, vitng vang hon dé tao tiéng noi
riéng cho minh. Thanh céng hay that bai caa doanh nghiép phan 16n 1a do con
nguoi trong to chirc d6 quyét dinh, vi can bo nhan vién (CBNV) quyét dinh truc
tiép dén chat luong san pham, két qua san xuat kinh doanh. Véi ly do d6, cac DN
ngay cang chu trong nang cao trinh do cho CBNV dé ho thyuc hién cdng viéc mot
céch hiéu qua nhat, hay ndi cach khac ddo tao nhan lec 1a mot cong viéc khong thé
thiéu trong moi t6 chirc.

Cong ty Co Phan Tap doan Cong Nghé CMC (Tap doan CMC) lacong ty Co
phan hoa, véi quy mé cong ty 16n, dai dién cho mot 16p céc cdng ty Co phan hda
trong thoi ky hién nay. Cong ty C6 Phan Tap doan Cong Nghé CMC la mot trong
nhitng cong ty hoat dong kinh doanh vé Cong nghé thdng tin va Vién thdng hang
dau Viét Nam. Thoi gian qua, ¢o tao nhan lyc ¢ Cong ty Co Phan Tap doan Cong
Nghé CMC d& dép g kip thoi nhu cau nhan luc, bd sung nhirng ky nang can thiét
cho CBNV nhim nang cao trinh d6 nhan lyc cho cdng ty dé thuc hién ké hoach da
dé ra. Viéc lap ké hoach, xay dung céc chinh séch, quy ché dao tao, quy ché sir
dung nhan lyc... dugc phong nhan sy (cac cong ty thanh vién caa Tap doan CMC)
vatrong thoi gian tir 2017 dén nay c6 Trung tam phét trién nguon lyuc CMC (CMC
Resources Development Center, goi tit 1a Trung tam RDC) da thyc hién chi tiét va
cu thé dya vao céc quy trinh d2o tao vadéanh gia chit lwong nhan lyc. Céc phuong
phép danh gi& hiéu qua dao tao duoc xady dung co tinh hé thdng, thuc hién doc lap
va phi hop véi diéu kién cua Tap doan CMC. Tuy nhién, Tap dodn CMC vén con
mot sd diém can khic phuc d¢é hoan thién chat lwong dao tao nhan luc cia cdng ty

nham d&p (ng c&c nhu cau phét trién, canh tranh vahoi nhap nhu hién nay.



Nhan thdy Cong ty C6 Phan Tap doan Céng Nghé CMC (Tap doan CMC) rat
cht trong dén d&o tao nhan lyc, coi trong nhan luc 1a yéu t6 then chdt, quyét dinh dé
hoan thanh s ménh caa minh. Vi vay t6i da di sdu tim hiéu va lya chon dé tai:
“Pao tao nhan lyc tai Cong ty Cé Phan Tap doan Cong Nghé CMC” lam d¢ tai
nghién ctru cia minh.

2. Tinh hinh nghién ciru lién quan dén deé tai

Qua trinh cong nghiép hién dai hda & céc nude phét trién doi hoi sy chuyén
moén hoava kha nang thich tng cia CBNV. Tir yéu cau caa thyc tién dat ranhu ciu
nghién ctiru md hinh thyc hanh va do tao nhan lyc tai chd nham nang cao k¥ ning,
kha ning cia CBNV nham thich wng voi nhitng thay d6i chéng mat vé cong nghé
va ky thuat & doanh nghiép. Trong bbi canh d6, & Viét Nam va céc nudc phét trién
d& c6 nhiéu cdng trinh nghién ctu vé dao tao nhan lyc theo nhu cau cia doanh
nghiép nhu sau:

2.1. Véi cong trinh nghién cieu nwéc ngoai

Vi cong trinh nghién cau “ About Enterprises Need for Human Resources
Training” — “ Nhu cau dao tgo nhan lyc cia doanh nghiép” cia téc gia ShanShan
Xu, nam 2013 thi: Trong thoi dai kinh té tri thirc, d&o tao nhan luc trong céc doanh
nghiép duoc trao céc chirc nang maéi, d&o tao bay gio nham muyc dich tao ravachia
s¢ kién thirc nhitng kién thire higu qua hon. Ngay nay, DN can dat dugc muc tiéu
kinh doanh cia minh, dé dat duoc tat ca cac muc tiéu d& dé ra thi truge tién ho B
gitp nhan vién phéat trién tri tug, trau doi kha nang va nang cao kién thirc va ky
niang, cudi cing nang cao kha nang di mai kién thirc.

Mot cong trinh nghién ciru khéc “ The Importance of Developing Human
Resources Training in the Organization” —* Tam quan trong cia viéc phét trién
da0 tgo nguon nhan lyc trong té chirc” cua céc téc gia Shahryar Ghorbani, Aziz
Sadeghi, Mohammad mahdi shaye sani, vao nam 2017, noi dung cdng trinh nghién
ciu l& Giao duc lamot trong nhitng tru ¢t co ban caa hoat dong xa hoi. Mot trong
nhitng yéu té dugc xem xé dé thuc hién kha nang nay 1a dao tao nhan lyc trong to
chirc. TAm quan trong caa viéc cai thién nhan lec cua to chirc va dao tao nhan luc

d6ng vai tro then chét. Hao tao nhan lyc 1a mot trong nhirng thanh phan tich cuc



cua quan ly to chirc. Muc dich caa cong trinh nghién cau ndy mo ta khé niém va
quy trinh d&o tao nhan luc, xay dung chién lugc va mé hinh phét trién nguén nhan
lwc. Sau d6 néu Ién méi quan hé chat ché giita gido duc va dao tao nhan lyc trong
mot to chirc.

Véi luan van thac sy dé td “ Canifornia’s need for engineers and stem
education” — “ Canifornia cin cac kjy s va gido duc cot 16i”, day la cong trinh
nghién ciru vé ddo tao nhan lyc va sy can thiét caa ddo tao nhan luc cua Tyler
Johnstone, nam 2012, luan van d& dwa ra nhitng ly thuyét co ban va nhiing b liéu
thong ké thyuc trang d2o tao tai bang Canifornia. Tir d6 duaranhiing giai phép ting
budc ndng cao chét lwong do tao tai bang Canifornia.

2.2. V6i cong trinh nghién cieu trong nwéc

V6i luan &n tién s dé tai “Nang cao chat lirong nhan lwc Tdp doan Dau khi
quac gia Viét Nam” ciaDoan Anh Tuin (2014), véi muc tiéu nghién ciru 1a phan
tich dac diém nhan lyc, da 1am sang to dic trung cac hoat dong vé dao tao nhan luc
trong nganh dau khi. Theo téc gia, ndi dung co ban dé nang cao chat luong d2o tao
nhan lyc |& nang cao tri lyc vanang cao vé pham chat caa CBCNV. Tir d6 t&c gia
rat ra nhitng danh gia chung vé thuc trang nang cao chét luong nhan luc Tap doan
Dau khi qudc gia Viét Nam.

Véi luan &n Tién sy dé tai “ Ao tgo can bg quan 1y trong cac doanh nghiép
nho va vira ¢ Viét Nam dap iing y&u cau cia hgi nhdp kinh té quoc té” , cuatéc gia
Pang Thi Huong (2011), luan &n d& hé thong hoa, bd sung va phét trién nhitng van
dé ly luan lién quan dén dao tao cén bo quan ly trong doanh nghiép nho va vira &
Viét Nam trong bdi canh hoi nhap kinh té quéc té ngay cang sau, rong. Cu thé, luan
an da xéc dinh valam rd cac dic diém vé ndi dung dao tao, phuong phép dao tao, t6
chic do tao can bo quan |y trong doanh nghiép vira va nho dép (g cac yéu cau
cuahdi nhap kinh té québc té.

Véi luan &n Tién sy dé tai “ Pao teo nhan lyc cia cac truong dai hoc khoi
Kinh té Viét Nam thdng qua cac chirong trinh hop tac dao tao qudc té” , caatéc gia
Phan Thuy Chi (2008), luan &n d& danh gi& phan tich vé thuc trang d&o tao nhan

lyc cia céc truong Pai hoc khbi kinh té théng qua cac chuong trinh, du n d2o tao



lién két qudc té vadé xuit cac giai phdp nham hoan thién dao tao nhan luc cia céc

truong trong thoi gian téi.

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

- Hé théng hdavalam rd mot sb van dé ly luan vé ddo tao nhan lyc.

- Phan tich, danh gia thuc trang d&o tao nhan luc tai Coéng ty C6 Phan Tap
doan Cong Nghé CMC va chi ranhitng han ché, nguyén nhan.

- Bé ramot sb giai phédp hop Iy nham hoan thién dao tao nhan luc cia cong
ty trong thoi gian toi.
3.2. Nhiém vu nghién ciu

Pé thuc hién duoc muc dich nghién ciru néu trén, luan vian dat ra nhiing
nhiém vu cy thé sau day:

- Xac dinh dugc céc tiéu chi danh gia viéc thuc hién dao tao nhan luc tai
Cong ty Co Phan Tap doan Cong Nghé CMC.

- Xé&c dinh cé&c nhan t6 anh huong dén do tao nhan luc

- Phén tich trinh ty x&y dung chuong trinh ddo tao nhén lyc dang dugc &
dung tai Cong ty C6 Phan Tap doan Cong Nghé CMC.

- Nghién ciru thyc trang dao tao nhan lyc thdng qua quy trinh thyc hién dao
tao nhan lyc dang thue hién tai Cong ty C6 Phan Tap doan Cong Nghé CMC.

- P& xuat céc giai phdp hop Iy nham hoan thién d&o tao nhan luc ¢ Cong ty
Cb Phan Tap doan Cong Nghé CMC.

4. Poi twong, pham vi nghién ciru
4.1. P6i twong nghién ciru:

- B6i twong nghién ciru caaluan vin 1 dao tao nhan lec trong doanh nghiép
trong bdi canh "Céch mang Cong nghiép 4.0" dang dién ra tai Viét Nam va nhiéu
nuGc phét trién.

4.2. Pham vi nghién ciru

- V& noi dung: Tap trung tim hiéu va phéan tich thuc trang d&o tao nhan luc

va hiéu qua dao tao tai Cong ty C6 Phan Tap doan Cong Nghé CMC.



- V& khong gian: d& tao nhan lyc tai Cong ty C6 Phan Tap doan Cong Nghé
CMC.

- V& thoi gian: nghién ctu dit liéu cha yéu tir giai doan 2016 — hét ngay
01/04/2019; céc giai phdp dé xuat duara dugc 4 dung trong giai doan tir sau 2019
tro di.

5. Phwong phap nghién ciru
5.1. Phwong phéap théng ké - phan tich

- Luan van s dung sd liéu duoc cung cap tir Ban nhan sy Tap doan CMC,
Trung tAm Phét trién Ngudn lvc CMC (CMC Resources Development Center), Ban
Tai chinh ké todn va Ban dau tu caa Tap doan CMC.

- Ngoai nhirng tai liéu duoc cung cip truc tiép tir Cong ty C6 Phan Tap doan
Cong Nghé CMC con cd cac van ban, tai liéu tor sach bdo, mang internet (Vi du:
Béo céo tai chinh, béo céo thuong nién, va céc bai béo viét vé chién luoc cong ty)
vay kién trong céc cudc hoi thao.

- T4t ca céc tai liéu déu duoc tong hop, phan tich nham danh gia thyc trang
vé d0 tao nhan lyc caa Tap doan CMC. Quado, tim ra nhitng mit dat duoc vahan
ché con ton tai trong d&o tao nhan luc ¢ Tap doan CMC.

5.2. Phwong phéap diéu tra—bang héi

- Muyc dich: thu thap thdng tin dé nghién ciru thyc trang va danh gia vé dao
tao nhan lyc & Cong ty C6 Phan Tap doan Cong Nghé CMC vadé ra giai phép hoan
thién dao tao nhan lyc & cong ty.

- i twong diéu trabao gdm CBNV hién dang l1am viéc tai Cong ty Co Phan
Tap doan Cong Nghé CMC. Thoi diém tién hanh diéu tra tir ngay 15/03/2019 dén
hét ngay 31/03/2019

- S5 luwong phiéu thu thap: Téc gia phét ra 150 phiéu hoi, thu vé 150 phiéu,
100% phiéu hop Ié. (Tham khdo mau “ Bang khao sat CBNV véi hogt déng dao tao
nhan lyc tai Cong ty Co Phdn Tdp doan Cong Nghé CMC” tai muc phu luc 2 cua

lugn van.)



5.3. Phwong phap phéng van - tra loi

- Céc nhdm d6i twong: Trudng cac bo phan va can bo quan 1y, can bo nhan
sy & céc cong ty thanh vién caa Cong ty C6 Phan Tap doan Cong Nghé CMC, cén
bo dao tao cua Trung tAm phét trién nguon lyc CMC (RDC), phong van va tham
khao thém céc y kién caa chuyén gia vé dao tao nhan luc bén ngodi cong ty.

- Cong cu phong van: it ra cau hoi vé dao tao nhan lyc trong to chtc hién
nay, vé phuong huéng nhim néang cao chét lugng dao tao nhan luc trong cong ty.

- S6 lwong nguoi phong van: 05 nguoi (trong do, ¢6 01 gidm dbc trung tam
phét trién nguon nhan lvc RDC, 01 pho gidm déc quan ly vé Nhan sy caa mot cong
ty CMC TS, la mot trong cac cong ty thanh vién caa Tap doan CMC, 02 can bd
nhan sy tir cc cdng ty thanh vién caa Tap doan CMC, va 01 chuyén gia vé do tao

& bén ngodi cdng ty).

6. Nhirtng dong gop méi cia luan vian

- GOp phan hé théng héa va phét trién 1y luan vé déo tao nhan luc trong
doanh nghiép.

- Trén co so khao sét thuc trang d&o tao nhan lyc tai Cong ty C6 Phan Tap
doan Cong Nghé CMC, déanh gia d&o tao nhan lyc caa cong ty dang bat kip xu thé
phét trién, tuy nhién can co nhitng nghién cau va diéu chinh dé giai quyét nhiing
van dé con ton tai va chuahiéu qua trong doanh nghiép.

- P& xuit cé&c giai phdp nham hoan thién d&o tao nhan luc cho cong ty trong

giai doan hién nay.

7. Két cau chinh cia luan van

Bén canh phan Mg dau, Két luan va céc phu luc, ndi dung caa luan vin gdm
ba chuong nhu sau:

Churong 1. Mgt 6 van dé ly lugn vé @o tao nhan lyc trong doanh nghiép

Churong 2. Phan tich thyc trang dao tgo nhan lyc tai Cong ty Cé phan Tap
doan Cbng nghé¢ CMC

Churong 3. Mét so gidi phap nang cao hiéu qud dao tgo nhan luc tai Cong ty
Co phan Téap doan Cong nghé CMC.



CHUONG 1. MOT SO VAN PE LY LUAN VE PAO TAO
NHAN LUC TRONG DOANH NGHIEP

1.1. Céc khéi nié¢m lién quan
1.1.1. Khéi ni¢m nhan luc trong doanh nghiép

Dé hiéu vé dinh nghia nhan lrc, c6 nhiéu cach biéu dat khac nhau:

Theo tac gia Pham Minh Hac, véi tac pham “Nghién ciru con nguoi va
ngudn nhan lyc di vao cdng nghiép hda, hién dai hda’, NXB Chinh tri Quc gia, Ha
Noi thi: mdi con nguoi lamét ca nhan doc 1ap 1am chi quatrinh lao dong caa minh
(c6 sir hop téc, c6 ki nang lao dong theo t6, d6i), 1ay loi ich caa CBNV 1am nguyén
tic co ban cia quatrinh lao dong (trong sy hai hda véi loi ich caa cong dong, xa
hoi), c6 céc chinh sach phét huy tiém niang cia CBNV, bao ¢am hiéu qua cia cong
Viéc.

Con theo céc téc gia Piang Quoc Bao - Nguyén Dic Hung, voi tac pham
“Gio duc Viét Nam hudng toi twong lai — Van dé va Giai phép”, NXB Chinh tri
Qudc Gia, Ha Nai, lai cho rang nhan lyc chi CBNV k§ thuat duoc dao tao trong
ngudn nhan lyc & mot trinh d6 ndo d6 dé ¢ niang luc tham gia vao lao dong xa hoi.
Ning luc caa CBNV Ky thuat duoc ciu thanh bai cac yéu td: kién thac, k§ nang,
tha do vathoi quen lam viéc. Cach hiéu ndy cho phép xé&c dinh co cdu nhan luc caa
cong dong va caa quc giamot cach cu thé vathuan lgi cho viéc xéc dinh cc muc
tiéu dao tao nhan lyc.

Cu thé hoa ddi voi DN thi: Nhan luc bao gdm tat ca cac tiém nang caa con
nguoi trong mot to chirc hay xa hoi, tic 1a tit ca cac thanh vién trong DN sir dung
kién thirc, kha niang, hanh vi ang xir va giatri dao duc dé thanh lap, duy tri va phét
trién trong DN.

1.1.2. Khéi ni¢m dao tgo nhan luc

Theo gido trinh Quan Tri Nhéan Lyc (Tap 1) cua truong Pai Hoc Lao
bong - Xa Hoi NXB Lao dong X& Hoi, Ha Noi, do tac gia Lé Thanh Ha cha bién,
in nam 2009 thi: “Dao tao 1a mdt quy trinh cd hoach dinh va cé t6 chirc nham tang

két qua thuc hién cong viéc”. Vai cach hiéu ndy, viéc dao tao phai duoc thiét ké sao



cho théa man duoc nhu cau da xé&c dinh, c6 phan cong vai trd va tréch nhiém caa
nhirng nguoi da tham gia va oo xéac dinh muc tiéu rd rang. Do tao trong to chirc co
bon dang co ban: dao tao méi, ddo tao lai, d&o tao bd sung va ddo tao nang cao.
Theo téc gia, tir nhitng khé niém, quan diém trén vé dao tao, cd thé hiéu: Pao tao
nhan luc |a céc hoat dong hoc tap cé to chirc, dién ratrong nhitng khoang thoi gian
xé&c dinh nham huéng vao viéc gidp cho ngudi lao dong nam rd hon chuyén mén,
nghiép vu caa minh ¢ ¢dng viéc hién tai, bd sung nhirng k§ nang, kién thirc con
thiéu dé thuc hién cdng viéc mot cach tt hon trong tuong lai.

Trong cudn “Giai phdp vé gido duc”, NXB Giéo duc, HaNoi , tc gia Ho
Ngoc Dai (1991), d& dinh nghia vé d2o tao nhan lyc dugc hiéu 1a quéa trinh hoat
dong c6 myc dich, c6 t6 chirc nham hinh thanh va phét trién mot cach cé hé théng
nhirng tri thire, ky nang, ki xao nghé nghiép va thai d6 caa CBNV nham xay dung
nhan céch co ban cho mdi c& nhan, tao diéu kién cho ho co thé tham gialao dong
nghé nghiép trong cudc sbng xa hoi. Nhur vay d2o tao nhan luc laquéatrinh 1am bién
d6i nhan thuc, hanh vi caa con ngudi thdng qua viéc hoc tap mot cach co hé thdng,
c6 muc dich nham linh hoi kinh nghiém, nghiép vu chuy@n mdn, nang cao nang luc
canhan vadép trng nhu cau thyc té caatd chuc, xahoi.
1.1.3. Muc tiéu va vai tro cia dao tgo nhan luc
1.1.3.1 Muc tiéu cua dao teo nhan luc

Tryc tiép gitp nhan vién thyc hién cdng viéc tét hon, dac biét khi nhan vién
thuc hién cong viéc khdng dép ing duoc cac yéu cau hoic tiéu chuan cong viéc,
hoac khi nhan vién nhan cong viéc mai.

Cap nhap céc ky nang, kién thirc maoi cho nhan vién, gitp ho c6 thé &p dung
thanh cong céc thay d6i cong nghé, ky thuat trong doanh nghiép.

Trénh tinh trang quan ly 13i thoi. Cac nha quan tri cin &p dung céc phuong
phép quan 1y sao cho phll hop véi nhiing thay dbi vé quy trinh cdng nghé, ky thuat
vamdi truong kinh doanh.

Giai quyét c&c van dé to chirc. D20 tao nhan lyc c6 thé gilp cac nha quan tri
giai quyét c&c van dé vé mau thuan, xung dot giira cac ca nhan va cdng doan vai cac

nha quan tri, dé ra c&c chinh sach vé quan ly ngudn nhan luec caa doanh nghiép c6



hi¢u qua.

Hudéng dan cong viéc cho nhan vién mai. Nhan vién méi thuong gap nhiéu
kh6 khan, bd ngd trong nhitng ngay dau 1am viéc trong t chirc, doanh nghiép, cac
chwong trinh dinh huéng cong viéc dbi véi nhan vién méi s3 gilp ho mau chéng
thich ng v&i méi truong 1am viéc maoi caa doanh nghiép.

Chuan bi doi ngii can bd quan ly, chuyén mén ké can. Bao tao nhan luc gilp
cho nhan vién c6 dugc nhitng ki nang can thiét cho céc co hoi thiang tién va thay
thé cho can bo quan ly, chuyén mén khi can thiét.

Thoa man nhu cau phét trién cho nhan vién. Pugc trang bi nhitng k¥ nang
chuyé&n mén can thiét s3 kich thich nhan vién thyc hién cong viéc tét hon, dat dugc
nhitng thanh tich tét hon, mudn duoc trao nhiém vu c6 tinh thach thirc cao hon, ¢6
co hoi thang tién hon.
1.1.3.2 Vai tro cua dao tgo nhan luc

Dbao tao nhén lyc lubn dugc coi [a mot ndi dung quan trong trong chinh sach
quan tri nhan lyc ciamot to chic. Bai n6 ¢b vai trd quan trong dbi véi sy phét trién
cua canhan nguoi lao dong vato chuc.

- Poi véi t chirc

Trudc hét ddo tao gitp CBNV nang cao niang suat, chat luong va hiéu qua
thuc hién cdng viéc dugc giao. Nhd d6 gia thanh san pham, dich vu s8 ha, kha nang
ban hang hoa va dich vy s3 tét hon, thi truong tiéu thy san phim s& duoc ma rong
vatd chic ¢ nhiéu co hoi dé nang cao loi nhuan.

Hon nita thdng qua dao tao kha ning tu tién hanh cong viéc mot céch doc lap
vaty giéc caa CBNV S8 ting, t6 chirc giam duoc chi phi lao dong cho viéc giam sét
quatrinh lam viéc cia CBNV.

Nho ¢6 d2o tao to chirc s3 duy tri va nang cao dugc chit lwong ngudn nhan
lwc caaminh, s3 ¢4 d6i ngii nhan vién co trinh d6 chuyén mén k¥ thuat cao. Diéu d6
gitip t6 chirc ndng cao tinh 6n dinh vatinh nang dong trong cac hoat dong caiaminh,
dong thoi tao diéu kién thuan loi cho viéc & dung khoa hoc k¥ thuat va quan ly
trong hoat dong caato chirc.

Cudi ciing nho hoat dong d&o tao to chirc c6 thé tao ra dugc doi ngi nhan
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vién gioi, duy tri dugc doi ngit nhan vién do va thu hat dugc nhan vién gioi dén véi
t6 chirc nhor d6 6 thé tao 1ap vanang cao loi thé canh tranh. Dong thoi hoat dong
d&0 tao nhan lyc gitp t6 chac chuan bi ddi ngii can bo, chuyén mén ké can. Pao tao
nhan lyuc gitp cho nhan vién cd nhiing ky nang can thiét ¢&é& dam nhiém nhirng vi tri
tréng.

- Pdi véi ngurdi lao dong

Khi hiéu qua lao dong cia CBNV tang va doanh nghiép c6 doanh thu cao thi
kéo theo thu lao cia CBNV ciing tang 1én.

Nho ¢ hoat dong d&o tao ma mirc do hai long caia CBNV ddi véi cdng viéc
ciing tang, CBNV s3 gin bo hon véi t6 chuc.

Théng qua d&o tao CBNV c6 tinh chuyén nghiép cao hon, c&c nhu ciu va
nguyén vong caa ho s& d&p ung tét hon. N6i cach khéc dao tao déng vai trd quan
trong trong viéc tao “thuong hiéu canhan” cho CBNV, gitp cho ho ¢6 chd ding va
vi thé vitng chic trén thj treong lao dong voi mirc gid cong lao dong cao.

Pong thoi cap nhat céc ki nang, kién thire méi cho nhan vién, gitp ho cd thé
& dung dugc ca&c may mac, thiét bi hién dai trong doanh nghiép; giip CBNV ¢
céch nhin, tu duy mai vé cong viéc, vaphét huy tinh sang tao cia CBNV.

1.2. Ngi dung dao tao nhan luc

Noi dung d&o tao nhan lyc bao gom:

- Xé&c dinh nhu ciu dao tao

Pay la khau dic biét quan trong trong qué trinh dao tao, x&c dinh nhu cu
d20 tao ding s3 tao duoc hiéu qua cao trong viéc thuc hién céc budc tiép theo caa
quy trinh d&o tao. Doanh nghiép ¢ kha nang gap rai ro néu dau tu dao tao khéng
hiéu qua, 1ang phi chi phi néu khong c6 su phan tich ki ludng vé su can thiét phai
tién hanh dao tao hay khdng. Béi voi CBNV, néu dao tao khdng ding véi nhu cau
cuia ho S8 gay nén tha do tiéu cyc ciia nguoi duoc d& tao va giam thiéu mong
mudn cia ho tham gia vao céc khda do tao trong twong lai.

Céc co so dé xéc dinh nhu cau d2o tao 1a thdng qua viéc phan tich nhu cau
lao dong cua td chire, cac yéu cau vé kién thire ky nang can thiét dé thyc hién cong
viéc va phén tich trinh d¢, kién thirc, ki nang hién c6 caa CBNV. Mot t6 chic ¢o
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thé sir dung nhiéu phuong phédp thu thap théng tin va mét vai ngudn thdng tin can
cho danh gianhu cau d&o tao dugc minh hoa ¢ bang sau:
Biang 1.1. Phwong phap thu thap va nguon théng tin dé danh gia nhu cau dao

tao
Phwong phéap thu thap dir liéu dé N
) ., 3 Nguén thong tin
danh gia nhu cau

- Tim kiém nhing dit liéu sin co - Dit liéu hién tai (vi du: dau ra, chat
- Phong van canhan lwgng, phan nan, béo céo sy kién, cac
- Phong van nhém yéu ciu cho dao tao, phong van hién tai,
- Bang cau hoi déanh giathanh tich, sb tay hoat dong
- Trac nghiém thanh tich thiét bi, s tay quy trinh, ban mé ta cong
- Trac nghiém viét viéc, hd so nhan vién)
- Céc trung tdm danh gia - Nguoi thuc hién cong viéc
- Quan s&t - Giam sét vién
- Thu thap céc s kién dién hinh - Cap dudi
- Phan tich cong viéc - Céc chuyén gia
- Phén tich nhiém vu - Khéch hang

- Xac dinh muc tiéu dao tao

Xé&c dinh muc tiéu d2o tao la két qua can dat dugc caa chuong trinh do tao.
Xac dinh muc tiéu dao tao chinh laviéc xac dinh:

+ Nhitng ki nang cu thé can duoc dao tao vatrinh d6 ky niang co duoc sau
dao tao.

+ Sb lwong vaco ciu hoc vién.

+ Thoi gian dao tao.

Viéc x&c dinh myc tiéu ddo tao s gop phan nang cao hiéu qua caa dao tao
nhan lyc valaco s dé danh giatrinh do chuyén mén caa CBNV trong to chirc. Céc
muc tiéu d3o tao can dugc xé&c dinh rd rang, cu thé va co thé danh gidduoc. o tao
c6 thé dugc dénh gia ¢ bdn cp do: phan ung, kién thirc sau khi ddo tao, hanh vi caa
nhan vién trong cong viéc va két qua. Twong tu nhu vay, c&c muc tiéu ciing co thé

duoc dién giai, trinh bay cho mdi cp d6 ndy. Vi du: xem xét cip do “phan ung”,
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tirc 1 tim hiéu xem hoc vién cam thay nhu thé ndo vé dao tao, cam gi&c c6 thoa
man véi chuong trinh d&o tao da dugc tham gia khéng. Muyc tiéu phan ¢ng co thé
dugc danh gia theo 03 bac vé mirc do thoa man caa nguoi hoc nhu: rat théa man,
khong thoa man 1am va khdng thoa man. Két qua cudi cuing cua dao tao la két qua
do luong dugc & mic dd nhdm hoic to chirc.

- Lya chon déi twong dao tao

Déi tugng ddo tao 1a danh sach nhitng hoc vién, nhiing vi tri can duoc dao
tao cia chuong trinh dao tao d6. Bé xéc dinh duoc bo phan ciing nhu dbi twong can
d2o tao, nguoi xdy dung chuong trinh d2o tao can phai trao ddi voi nhitng nguoi
|&nh dao b phan, truang cac phong ban dé biét dugc thyuc trang thuc hién cong
viéc, trién vong nghé nghiép, nhu ciu d2o tao cia CBNV va phai dwa vao céc tiéu
chuan nhu: két qua danh gia thuc hién cong viéc, phan tich cong viéc va két qua
kiém tragidm sét tinh hinh thuc hién dao tao hang nam dé xéac dinh nén d&o tao ddi

- Xay dwng chwong trinh dao tao va lwa chon phwong phap dao tao

+ X&y dung chuong trinh dao tao:

Chuong trinh d2o tao 1a hé théng cac mén hoc vabai hoc dugc day, cho thiy
nhirng kién thirc ndo, k§ nang ndo can duoc day vaday trong bao 18u. Trén co so d6
lwa chon phuong phdp dao tao phu hop.

Céc ca nhan tham gia dao tao cd nhitng kinh nghiém nghé nghiép vamic do
hiéu biét khac nhau. Do d6, noi dung cia mét chuong trinh d&o tao cu thé doi hoi
phai gan lién voi muc tiéu ddo tao, déi trong do tao. Trudc khda ddo tao thuong
phai c6 diéu tra, khao sét nhu cau caa hoc vién dé dam bao chuong trinh do tao
phu hop vi chuong trinh d& tao qué kho hoic qua dé déu cb thé kém hiéu qua.
Chuong trinh do tao phai duoc xay dung that cu thé vé: s mén hoc, cdmdn hoc s3
cung cap trong chuong trinh, sd gio hoc, tiét hoc cua tirng mdn, chi phi cho mdi
moén, mdi tiét, cac phwong tién can thiét cho chuong trinh nhu: gido trinh, tai liéu,
trang thiét b ...

Chuong trinh d&o tao duoc x4y dung trén co so nhu cau d&o tao va muc tiéu
d&o tao déxéc dinh. Sau d6 doanh nghiép s cin cir vao tinh hinh cu thé vé nang luc

tai chinh, co so vat chit... dé lwachon phuong phép d&o tao pht hop



13

- Xé&c dinh chi phi dao tao
Chi phi do tao gom ¢ chi phi tai chinh vachi phi co hoi, trong dé:
- Chi phi tai chinh, bao gom:

+ Chi phi cho nguoi day: tién luong, tién cdng, phu cap cho giang vién.

+ Chi phi cho ngudi hoc: hoc phi, phu cap, chi phi d2o tao khéc (an, o...)

+ Chi phi cho phuong tién day va hoc: phong hoc, may tinh, méy chiéu,
phong pham, in an tai liéu...

+ Chi phi cho ngudi quan ly chuong trinh va céc chi phi khéc: tién lwong,
tién cong cho cé&c can bo quan Iy, chi phi quan ly...

- Chi phi co hgi:

Lanhing chi phi khong phai bang tién ma DN hay ca nhan ngudi di hoc phai
chiu khi tham gia do tao, bao gém: doanh thu, lgi nhuan hoic hiéu suat cdng viéc
giam st do viéc cir nguoi di hoc 1am giam thoi gian cdng hién cho cong viéc, thoi
gian nghi ngoi té tao sic lao dong caa CBNV giam do phai tham gia dao tao, céac
co hoi khédc ma doanh nghiép hay ca nhdn CBNV bo quatrong thoi gian tham gia
dao tao...

- Lwa chon giang vién, ngwoi hwéeng dan

Doanh nghiép c6 thé chon giang vién theo 2 phuong &n sau:

+ Phuwong @n 1 - Bén trong doanh nghiép: lya chon nhitng can by k¥ thuat
c6 chuyén mén tét, nhitng can bo ban hang c6 ki nang ban hang (sales) gioi, nhiing
nguoi quan ly co kinh nghiém trong doanh nghiép tham gia giang day. Phuong an
nay viratiét kiém chi phi, vira cung cap cho hoc vién nhitng ki nang thuc hién cong
viéc 0 tinh sét véi thyc té caa doanh nghiép. Tuy nhién, phuong dn ndy c6 han ché
nhu: khé cap nhat nhitng thdng tin, kién thic méi ddng thoi ¢ thé anh huong dén
cdng viéc manguoi dugc chon lam giang vién dam nhiém.

+ Phuwong &n 2 - Bén ngoai doanh nghiép: lva chon giang vién tir co so dao
tao bén ngodi cb uy tin (giang vién caa céc truong dai hoc, cac trung tdm dao tao,
nhitng chuyén giauy tin ...). Theo phuong an ndy cd thé cung cap nhitng kién thuc,
nhitng thong tin duoc cap nhat, theo kip dugc sy tién bo cia nganh nghé. Tuy

nhién, phuong an ndy c6 nhuoc diém 1a néu khdng danh gia dugc ding nhu ciu
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thuc su caa CBNV, ¢6 thé phuong an ndy 3 khdng sét thuc véi DN va thuong co
chi phi cao.

- T6 chirc thuc hién ké hoach dao tao

Viéc t chuc thyc hién ké hoach do tao do bo phan quan tri nhan luc chu tri.
B6 phan ndy can phdi hop véi cac bo phan khéc trong to chirc dé tién hanh céc khau
cOng viéc sau:

+ Quy dinh chirc nang, nhiém vu, quyén han cia nhitng ca nhan va b phan
tham gia vao viéc t6 chirc thuc hién ké hoach d&o tao.

+ Pon ddc c&c ca nhan cb lién quan thuc hién ké hoach dao tao theo ding
lich trinh.

+ Xé&c dinh nhitng nguoi can d&o tao va duoc cir di d2o tao trong tirng dot
d&o tao. Can cir trén c&c quy dinh vé viéc lyachon déi twong dao tao, bd phan quan
tri s3 phdi két hop véi cac by phan khac dé xéc dinh nhiing ngudi can duoc cir di
d20 tao trong mdi khda dao tao. Danh sach ndy c6 thé bao gdm nhing nguoi chinh
thirc vamot sb phuong &n dy phong.

+ Mo cac |6p dao tao:

Ca nhén dugc giao phu tréch mo cac [6p dao tao s chon thoi gian va dia
diém. Trong truong hop can thiét c6 thé trinh 1én 18nh dao veé viéc diéu chinh ké
hoach dao tao. Trén co s chuong trinh dédo tao da 1ap, st xéc dinh tén céc giang
vién st moi giang.

+ Quyét dinh ctr can bo di hoc:

Kiém tra, giam s qua trinh d&o tao. Nhan vién dugc giao phu tréch chuong
trinh d&o tao s3 phai theo ddi s SO 16p hoc, theo dbi tién d6 hoc tap cia hoc vién va
chat luong day hoc cia giang vién.

- Panh gia chwong trinh va két qua dao tao

Pénh gia két qua hoat dong dao tao gilp tra loi nhitng cau hoi malanh dao
doanh nghiép mubn biét vé loi ich d2o tao. Cy thé 1&

- Nhan vién cd thay doi gi trong cdng viéc ciiaho khéng?

- Nhitng van dé vé két qua thuc hién cong viéc trude khi thuc hién hoat dong

d20 tao c6 dugc giai quyét khéng?
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- Chi phi vanhiing nd luc bé ra cho viéc dao tao co c6 xiang dang vahop ly
khong?

- Két qua cudi cuing mang lai cho doanh nghiép lagi?

Vi du sir dung mé hinh “Bén cip d¢ cia Kirkpatrick” dé danh gia hiéu qua
d&o tao. Thdng quabdn cap do, to chirc S5 ¢6 nhitng déanh gid vé viéc hoc hoi trong

t6 chirc. Mirc do kho s3 tang Ién theo cap do tir 1 dén 4.

Bang 1.2. Bon cap d¢ danh gia hiéu qua dao tao

Van dé can

Cap db com xé | Cau hoi Cong cu dung dé kiém tra
L Phan an Ho thich khéahoc dén Phiéu danh gia khéa hoc
9 | micnao? (cho diém ting tiéu chi)
Bai kiém tratinh hudng, bai
2 Hoc hoi Ho hoc dugc nhitng gi? tap mo phong, phong van
bang hoi
Ho &p dung nhiing diéu | Po luong két qua thuc hién
3 Hanhdong | dahocvao congviécthe | cdng viéc, phong van can bo
nao? tryc tiép quan ly
4 | Kétqua gg";‘gff‘; g a‘;j;‘gp Phan tich chi philloi ich

(Nguon: http: //blognhansu.net.vn)

/BN
/TN

Hinh 1.1. M6 hinh danh gia dao tao cia Kirkpatrick

+ CAp dd 1 - Phan &ng: Muc d6 nay thé hiény kién vé trai nghiém hoc tap
ciangudi hoc. Cac cau hoi sir dung dé do ludng mirc dd ndy thuong dé xem ngudi

hoc c6 cam thiy thoai méi, thoaman hay khdng véi méi truong vansi dung dao tao



http://blognhansu.net.vn)

16

+ CAp dd 2 - Hoc héi: cip do nay duoc sir dung dé do ludng viéc nhiing
nguoi tham gia chuong trinh do tao c6 dat duoc nhitng kién thic, ky nang va théi
d6 khi két thic chuong tinh hay khéng. Hay néi céch khéc, day 1a cap do xem
nhitng muc dich d2o tao dwoc dé raban dau co dat dugc hay khong.

+ CAp dd 3 - Hanh déng: cip d6 ndy duogc s dung dé do luong mirc do
hanh vi cia nguoi duoc dao tao co thay doi sau chuong trinh dao tao hay khong.
Théng thudng né s3 dugc sir dung dé do luong nhitng kién thire, ki nang, vathé do
duoc hoc s3 duoc tng dung vao thuc té cong viéc nhu thé ndo. Céc t6 chuc s3 do
lwdng trude va sau chuong trinh hoc dé xé&c dinh dugc cip do nay.

+ Cap d 4 - Két qua: cip do nay s& xéc dinh nhitng két qua hitu hinh caa
chuong trinh d&o tao: chi phi giam, chit luong va hiéu suit cong viéc duoc nang
cao, chat lugng tang, ti 1& nhan vién nghi viéc it... Cip do nay la cip do kho nhat dé
do luong Vi to chirc can phai xéc dinh két qua cubi cing s3 ¢d dwoc nhd viéc trién
khai chuong trinh dao tao la gi.

- Sir dung nhan lyc sau dao tao

Két qua danh gia sau do tao s dugc sir dung dé danh gia hiéu qua dao tao
cua hoc vién. Pay 1a cin cir ¢é DN thuc hién viéc bd nhiém céc vi tri cip cao hon
hodc luan chuyén hoc vién sang |am & phong, ban khéc sau khi da duoc dao tao.

DN c6 thé thuc hién viéc luan chuyén nhan luc giira céc bd phan néu mot bo
phan nd d6 c6 nhu cau vé nhan luc thiéu nguoi. Tur d6, han ché phai tuyén thém
nhan lyc bén ngoai, gitp giam thiéu chi phi tuyén dung cia DN.

Viéc bd tri va sir dung nhan luc sau d2o tao cd vai trd quan trong trong viéc
khuyén khich CBNV hing héi hoc tap. tu ¢d y thirc nang cao trinh do, ki nang cua
minh. Bong thoi, sir dung CBNV mét cach hop ly s& gop phan nang cao hiéu qua
hoat dong cua DN.

1.3. C4c nhan t6 anh hwéng dén dao tao nhan lwc trong doanh nghiép
1.3.1. Cac nhan té khach quan
- Mai trwong phéap ly
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M®i treong phép Iy khéng chi anh huang dén hoat dong dao tao nhan luc cua
DN ma tit ca c&c hoat dong caa DN déu bi gigi han bai khuén khd phép 1y do Nha
nudc quy dinh, tit ca c&c hoat dong caa DN phai ¢am bao khong tréi phép luat.

- Mai trwong kinh té, méi trwong chinh tri

M®6i truong kinh té, méi truong chinh tri ciing anh huong dén dao tao nhan
lwc. Khi nén kinh té phét trién, méi truong chinh tri 6n dinh thi CBNV thuong c6
nhu ciu d2o tao 16n vadao tao ciing khong bi anh huang nhiéu.

- Sir tién bp cinia khoa hoc cdng nghé

Khoa hoc cdng nghé cang hién dai tién tién kéo theo trinh 46 caa CBNV
phai duoc nang cao 1én dé cé thé ndm viing céc thao téc, quy trinh caa cdng nghé
khi thyc hién cdng viéc.

- Thi trwong cia doanh nghiép

Thi trudng rong, hang hda ban nhiéu, doanh thu tang, loi nhuan ting dan tir
d6 n6 s& quyét dinh dén ngudn kinh phi trich vao quy d&o tao nhan lyc. Mic khéc,
s bién dong caa nhu cau thj truong kéo theo sy thay ddi nhanh chong cia co ciu
san pham, dich vu, diéu d6 doi hoi phai tién hanh nhiéu hoat dong do tao hon.
1.3.2. C&c nhan té chii quan

- Muc tiéu, chién lrgc, chinh sach ciia doanh nghiép

M&i mot DN déu cd muc tiéu, chién luoc riéng cho tirng giai doan phét trién.
Nhitng muc tiéu chién lugc ndy chi phdi tit ca moi hoat dong cua DN, trong d6 co
hoat dong d2o tao nhan lyc. Khi DN mé rong quy md san xuat hay thay déi co cau
t6 chuc, cdng nghé thi CBNV cin phai duoc dao tao dé cd nhiing kién thuc, ky
nang pht hop véi nhitng thay doi ¢6. Chinh sach, triét Iy quan ly, nhiing tu tuong,
quan diém cia ngudi quan ly cap cao caa td chirc vé cach quan 1y con nguoi trong
t6 chirc ciing anh huong rat 16n dén d&o tao nhan luc.

- Quy mé, co' cau té chirc caa DN

Quy m6 caa DN cang lén thi viéc dao tao cia DN cang phirc tap va nguoc
lai. Co cAu t6 chirc cang don gian thi viéc ra quyét dinh cang nhanh chéng, su trao

déi théng tin cang thuan loi vamuc do gin két cao.
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Nguoc lai, to chirc bo may cang cong kénh phuc tap thi d&o tao s8 khé thuc
hién mot céch déng bo va linh hoat. Ngoai ra, sy thay ddi co cau té chirc ciing anh
huéng dén nhu cau ddo tao trong DN. Tuy vay, quy md vabd may cé mbi quan hé
bién chirng. Quy mé cang I6n thi bd may quan Iy cang phirc tap bao gom nhiéu cép,
nhiéu bo phan; méi cip, mdi bd phan cd nhiéu yéu cau vé con ngudi véi trinh d6
khac nhau vanguoc lai, quy mé cang nho thi bo méy quan ly cang don gian.

- Lwc lwgng lao dgng tai DN

Trinh d6 cia CBNV: Nghién ciu chit lwong lao dong cia luc lwong lao
dong hién tai s xé& dinh dwoc a cin dao tao va ddo tao nhitng gi. Tur két qua
nghién ctru d6 ddi chiéu véi yeu cau cdng viéc s3 xéc dinh chinh xéc hon sd luong,
co ciu vamirc do, kha nang can d&o tao cho nhan luc hién tai caa DN.

Co ciu lao dong theo do tudi, gisi tinh: V& do tudi, néu mot DN o co ciu
lao dong tré hon céc DN khéc thi nhu cau dao tao s3 cao hon, diéu ndy xuat phét tir
dic diém tam ly caa CBNV languoi cang Ién tudi thi nhu ciu hoc tap cang giam di.

- Tinh hinh va sir bién ddng sin xuét kinh doanh ciaa DN

Néu DN 1am an phét dat thi DN d6 s3 c6 diéu kién thuan lgi dé dau tu cho
hoat d6ng d&o tao nhan lrc. Nguoc lai néu DN d6 1am in thua | thi chi phi cho d&o
tao c6 thé phai cit giam.

Diéu kién co sd vat chat va cong nghé anh husng rat [on dén viéc dao tao
nhan luc trong DN vi khi diéu kién co so vat chat va cong nghé duoc dam bao thi
viéc ddo tao mai duoc tién hanh mot cach hiéu qua vanguoc lai.

Néu sy thay d6i nganh nghé va linh vyc kinh doanh cang nhanh thi nhu cau
d20 tao nhan lyc cang nhidu vanguoc lai.

1.4. Kinh nghiém dao tao nhan luc tai mét sé6 doanh nghiép va bai hoc kinh
nghiém cho Tap doan CMC
1.4.1. Kinh nghiém @ao teo nhan luc tai mét sé doanh nghiép

Kinh nghiém ciia Cong ty cé phan FPT

Cong ty cd phan FPT lacdng ty dich vu cdng nghé thdng tin 16n nhét tai Viét
Nam véi Iinh vyc kinh doanh chinh 1& cung cip céc dich vu lién quan cdng nghé

thong tin, vién thong.
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Cong ty ¢ phan FPT dat dwroc nhitng thanh teu nhur sau:

+ Top 10 cdng ty tu nhan [én nhat Viét Nam

+ Top 50 thuong hiéu cong ty c6 giatri nhat Viét Nam.

+ SH 01 tai Viét Nam ca vé doanh thu vanhan lyc trong linh vyc tich hop hé
thong; cung cap dich vu CNTT, quang céo truc tuyén, phan phdi san pham cong
nghé.

+ Pai hoc dau tién caa Viét Nam dugc QS (Quacquarelli Symonds), t6 chuc
xép hang Pai Hoc uy tin hang dau thé gigi, xép hang 03 sao trong 03 ky lién tiép.
Hinh thic dao tao cia FPT dia trén 02 hinh thic chinh:

+ Pao tao ndi b

Pao tao ndi bo dugc hiéu 1a hoat dong ma khi nhan vién tham giavao, ho s
duoc cap trén hoac nhitng nguoi di trugc trong DN minh truyén dat lai nhirng kién
thirc, kinh nghiém va ky nang hitu ich dé &p dung mot cach hop Iy vao mé hinh va
quy trinh [am viéc.

D20 tao noi bo rat quan trong vi ddy 1a hoat dong gilp tao ra mot doi ngi
nhan vién chit luong, ¢ niang luc dong déu va quy ca. Bao tao ndi bo 1a mot trong
nhirng bién ph&p tich cyc tang kha nang thich (g ciia doanh nghiép truéc sy thay
d6i cua thi truong. Dao tao ngudn nhan luc cung cip cho DN ngudn vén nhan sy
chat luong cao, gop phan nang cao kha ning canh tranh. Do tao ciing dugc coi |4
mot bién phdp nang cao niang suét lao dong vatiét kiém chi phi cho DN.

Cong ty ¢6 phan FPT d& chu trong phét trién dao tao tir bén trong, day dugc
xem la viéc tiét kiém chi phi hiéu qua nhat, va n6 ciing don gian hon, nhanh hon
néu tuyén dung ngudi mai dé mong chd ho phai biét vahiéu tat ca moi thar vé Cong
ty ¢6 phan FPT trong mot thoi gian ngan.

Chinh vi vai trd quan trong va thiét yéu cia dao tao ndi bo, ngay tir dau, ban
|&nh dao Cong ty ¢ phan FPT d&khong ngirng cham lo cdng téc dao tao noi b dé
kip thich tng véi xu thé caa sy phét trién. Dé ¢ duoc thanh tuu ndy, Cong ty cd
phan FPT d4 rat chl trong vao d&o tao, huan luyén ngudn nhan lwc mot céch bai ban

va co ké hoach dai hoi. Hé théng d2o tao duoc trién khai mot céach toan dién, sau
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rong, tir cap tap doan cho téi cac don vi thanh vién. Va viéc ddo tao coi nhu mot
“nhiém vu bat kha khéng”, véi hau hét cac CBNV.

Hang nam, mdi CBNV ciing phai hoan thanh mot sb khda hoc theo quy dinh
caadon vi minh.

Vai trd cua d2o tao noi bo & Cong ty cd phan FPT dugc thé hién ndi bat &
chd: Céc chuong trinh d&o tao ndi bo gdp phan cai thién, nang cao va duy tri hiéu
qua lam viéc cianhan vién. Cac nhan vién danh gié cao viéc dugc x8y dung cac ky
nang méi, nang cao hiéu qua cdng viéc va co thé nang tam ban than trong nhitng vai
trd day théch thac hon.

+ Pao tao veoi cac chuyén gia bén ngoai

Véi nhirng khda hoc dac thu nganh, va chuyén mén nganh ma dao tao noi bo
cua Cong ty c6 phan FPT khéng c6 nhan s du trinh do dé dao tao, trudc mat Cong
ty ¢ phan FPT van uu tién thué cac chuyén gia bén ngoai DN dén dé d&o tao va
huéng dan, chia sé kinh nghiém cho cac CBNV, dé tir 6 dat hiéu qua tét hon.

Nhitng khda hoc va hoi thao nay chi yéu la nhitng nganh méi, va nhiing xu
huéng mai cua thé gioi. Tuy nhién, trong tuong lai, Cong ty ¢6 phan FPT s3 dinh
hudng han ché bot viéc ddo tao thué chuyén gia bén ngoai, néu co chi 1a nhirng budi
hoi thao co tinh chit chia sé.

Kinh nghiém ciia cong ty cé phan MI1SA

Cong ty c6 phan MISA 1a mét trong nhitng cong ty phan mém dau tién tai
Viét Nam x&y dung va trién khai cac phan mém nhu mot dich vu (Software as a
Service - SaaS), theo xu huéng dién todn ddm may (Cloud Computing).
Thanh tru ma MISA dat dwroc nhur sau:

+ Huén chuong lao dong hang 3 do Chu tich nieéc Viét Nam ky tang.

+ Gidi thueng Sao vang dat Viét nam 2013.

+ Giai thueng Nhan tai dat Viét nam 2013.

+ Giai thuong Sao Khué nam 2015 va nam 2016.

+ Cup Vang tqi BIT Cup.

+ Huy chirong Vang tai ICT Viét Nam.

+ Top 5 don vi phan mémhang dau Viét Nam.
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Cong ty c6 phan MISA quan tAm dén noi dung chuong trinh ddo tao vadanh
gia hiéu qua céc chuong trinh d2o tao. Cac khau xay dung dén kiém duyét noi dung
chuong trinh d2o tao duoc thuc hién bai ban. Hau hét nhan vién mai tuyén dung
chwa 06 du k§ nang |am viéc trong méi truong kinh doanh hoi nhap nhiéu bién dong
nhu hién nay, doi hoi Cong ty C6 phan MISA phai coi trong viéc bdi dudng tri
thirc, hun luyén ky nang cho nhan vién.

Pé xé&c dinh nhu cau ddo tao, Cong ty cd phan MISA chi yéu sir dung
phuong phép phong van tryc tiép va dya vao hiéu qua cong viéc caamdi CBNV.,
Cong ty cé phan M1SA c¢d cac hinh thirc dé dao tao:

Cong ty co phan MISA da dit ra cho phong nhan s dé raké hoach voi céac
noi dung phu hgp nhu sau:

+ Céch dao tao nhu thé ndo, thoi gian bao 1au, duoc to chirc ra sap? Cach dao tao
nén thuc dung, huéng dén thuc hanh tng dung khdng nén sa da vao ly thuyét
sudng. Thai gian khéng nén dai qué, nén t6 chirc cc khdangin han dé dé kiém soét
tinh hinh va hiéu qua. Cong téc t6 chirc phai that sy nghiém tdc cht tam vao muc
dich cong viéc cudi cuing, khdng coi viéc day va hoc 1a cho cd.

+ Lya chon tai liéu, tim mot khdng gian, diadiém phl hop ciing 1a phan quan trong
trude khi dao tao.

Cong ty ¢ phan MISA dénh gia viéc thué chuyén gia bén ngoai vé dé dao
tao ciing la mot hudng di phu hop, trong truong hop dao tao noi bo khdng ddp tng
duoc nhu ciu d&o tao
1.4.2. Bai hgc kinh nghiém rut ra cho Tgp doan CMC

Tir kinh nghiém d2o tao cia 02 DN & Cong ty ¢ phan FPT va Cang ty ¢b
phan MISA, Tap doan CMC rit ramét sd bai hoc do tao nhan lyc cu thé nhu sau:

+ X&c dinh nhu ciu dao tao

X&c dinh nhu ciu do tao phai dya trén muc tiéu chién lugc kinh doanh caa
cdng ty. Can phén tich ré nguyén nhan khi thuc hién cdng viéc khéng dat hiéu qua
va co thé giai quyét théng qua dao tao khdng? Viéc xé&c dinh nguyén nhan chinh 1a
co s dé xéc dinh nhu ciu d&o tao nhan vién mot cach sét thuc vakhi dé viéc dau tu

Vao viéc ndy mai mang lai hiéu qua ceo.
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+ Phwong phép dao tao

Phuong phép do tao, can cb s két hop gitta cac phuong phép d2o tao trong
cdng viéc vangoai céng viéc nhu hoi thao, nang cao su hoc héi gitra cac nhan vién
trong cong ty bang viéc giao luu trao doi truc tiép hoic théng qua céac su kién cong
ty to chirc hoic do trung tAm dao tao t6 chirc.

+ N¢i dung chwong trinh dao tao

Tap doan CMC c6 thé sir dung nguon luc hién c6 hoic lién két voi céc to
chirc d2o tao hoac thué chuyén giatu van dé xay dung do tao phi hop véi quy mé
hién c6 vamuc tiéu hoat dong ciia cong ty. Cac chuong trinh d&o tao can xay dung
chuan muc, ndi dung chuong trinh day phai dugc kiém soédt sit sao va thuong
Xuyén cap nhat theo sy thay d6i cuathi truong CNTT vavién théng.

+ Panh gia hiéu qua sau dao tao:

Dé cap hiéu qua vé mit tai chinh, danh gid muc do téc dong cia dao tao doi
ngii CBNV dén hiéu qua thuc hién cong viéc caa cong ty, DN can lya chon c&c noi
dung dao tao, bdi dudng phu hop nhat vira dé phét trién vira ting cuong Ky luat,
tang cuong ky cuong vatinh than hop téc gitra nhirng ngudi lao dong trong DN, tao
diéu kién xay dung nén vian hda DN. Véi nd luc sin ¢ cling sy cau thi, Tap doan
CMC hai tu du yéu té can thiét dé hoc hoi, tiép thu va chuyén hoa cac bai hoc vao

thuc tién, dong gop vao su phét trién nhan lyc caa cong ty.
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CHUONG 2. THUC TRANG PAO TAO NHAN LUC TAl
CONG TY CO PHAN TAPPOAN CONG NGHE CMC

2.1. Giéi thiéu chung vé Cong ty Co Phan Tap doan Céng Nghé CMC

2.1.1. Khai quat qué trinh hinh thanh va phét trién Cong ty Cé Phan Tap doan
Cong Ngh¢ CMC

2.1.1.1. Gigi thigu chung

Nam 1993, cong ty TNHH HT&NT duoc thanh 1ap vai 02 sang lap vién la
ky se Ha Thé Minh vaky su Nguyén Trung Chinh véi muc dich dwa nhitng két qua
nghién ciru hang nam vao ang dung thuc té. Nam 1995, HT&NT dbi tén thanh cong
ty TNHH may tinh truyén théng CMC va tro thanh Cong ty C6 phan Tap doan
Cong nghé CMC (Tap doan CMC) khi thyc hién ¢6 phan hda nam 2007.

Tap doan CMC la mot trong nhirng tap doan céng nghé hang dau Viét Nam
v6i hon 25 nam xay dung va phét trién. Pugc t6 chirc theo md hinh cong ty me -
con véi 09 cong ty thanh vién (tinh dén ngay 01/04/2019) hoat dong tai Viét Nam
va nhiéu nuéc trén thé gisi, Tap doan CMC da va dang khang dinh vi thé trén thi
treong noi diavahudng téi thi treang khu vue, quéc té théng qua nhitng hoat dong
kinh doanh chu lyc nhu: Tich hop hé thdng, Dich vu phan mém, Vién théng —
Internet va San xuét, 1ap rép vadich vy CNTT.

Lubn kién tri véi dinh hudong ICT (Information Communication Technology)
|& nang luc cbt 18i, Tap doan CMC da xay dung va phét trién mdi truong lam viéc
chuyén nghiép cho hon 2500 CBNV va dat duoc nhiéu thanh tuu dang ké trong hoat
dong san xuit kinh doanh. Trong nhiéu nam lién, Tap doan CMC ludn giir téc do
tang truong trung binh trén 50% va dy kién tiép tuc ting truéng manh mé trong
nhirng nam toi.

Trong quan hé ddi tac chién lugc, Tap doan CMC lubn 1a mot trong nhirng
lya chon ti@u biéu nhat caa cac hang danh tiéng toan cau nhu Microsoft, 1BM,
Cisco, Oracle, HPE, SAP, Symantec, Dell EMC... ciing nhu 1a déi tac trong yéu vé

tdi chinh va chién lugc cua céc tap doan hang dau Viét Nam nhu: Tap doan
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TIME dotCom Berhad (TIME - Malaysia) va gan day nhat 1a Céng ty Samsung
SDS Vietnam (dau nam 2019).
2.1.1.2. Cac thdng tin cor ban vé Cong ty

- Tén cong ty: Congty C6 Phan Tap Poan Cong Nghé CMC

- Tru s& chinh: Téanha CMC, sb 11, dudng Duy Téan, Dich Vong Hau, Cau
Giay, Ha Noi

-Véndiéu lé: 999 ty VND

- Vén chi so hiru: 635 ty VND

ﬁ

- Logo cong ty o

- Slogan: “Hudng t6i twong lai s6” —“ Towards the digital future”
2.1.2. Nganh nghé kinh doanh cha yéu

Tap doan CMC hoat dong kinh doanh chu lwc & 04 khéi: Khéi Cong nghé &
Giai phé&p (Technology & Solution), Khéi Kinh doanh Quéc té (Globa Business),
Khéi Dich vu Vién thong (Telecommunications) va Vién Nghién ciu va Ung dung
CMC (CMC Institute of Science & Technology).
2.1.3. Co ciu té chirc, chirc nang nhigm v cac phong ban cia Tap doan CMC
2.1.3.1. So do b may té chirc

- M6 hinh tap doan

Tap doan CMC d4 cd phan héa tir nam 2007, véi sy tham gia cia rat nhiéu
thanh phan tham gia, nhung chiém wu thé nhat va nam gitr quyén kiém soét 1a céc
thanh vién caa Hoi ¢ong quan tri (HDQT) va Ban diéu hanh (BDH) véi gan 65% sb
¢ phan. biéu d6 chirng to, Tap doan CMC 6n dinh vé mat quan tri va diéu hanh,
dan dén s3 thbng nhat nhanh céc chinh sach va nghi quyét cia BBH va Pai hoi
ddng cd dong (PHDCP) duara

- So' @ t6 chirc quan ly

M6 hinh té chirc ndy duoc thiét 1ap véi muc tiéu tap trung hda quan tri trong
céc van dé chién lugc chung, phan bd ngudn luc, quan tri thuong hiéu, quan tri tai
chinh va dau tu 16n; nhung phan quyén rong réi cho céc cdng ty thanh vién duogc
cha dong thuc hién cac quyét dinh san xuit, kinh doanh va dich vu va cac quyét
dinh quan tri cdng ty thanh vién caia minh trén co s& cac nguyén tic quan tri chung
cuatap doan; dam bao kha nang ma rong nhanh cuatap doan.
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Bing 2.1. C4c cong ty thanh vién, lién doanh, lién két ciia Tap doan CMC

. Trusy | Tylé | Quyén biéu Hoat déng kinh
Stt Tén congty i o B 3
chinh | lgiich qguyet doanh chinh
L Céc cong ty con dau
tw truc tiép
Céng ty may tinh CMS San xuat, 1ap rép, phan
gty may HaNGi | 100% 100% UL TP TR P
(CMS) phoi may tinh
Téng Cong ty Cong Cung cap dich vy phan
ngh¢ va Giai phdp | HaNoi | 100% 100% mém va céc giai phdp
CMC (CMCTS) vé CNTT
Cong ty TNHH Cong C .
S . Cung cap dich vu phan
ngh¢ va Giai phap | TP 3 e
v s 100% 100% mem va cac giai phap
CMC Sa Gon (CMC | HCM X
vé CNTT
TSSG)
Cong ty CP Ha tang Cung cip céc dich vy
Vidn thong CMC | HANGI | 72.30% = 7230% |~ 9 GP CaC CIEh W
va ha tang vien thong
(CMC Telecom)
Cong ty TNHH An
ninh an toan thong tin Cung cap giai phép an
9N HaNei | 60% 60% g P @&l Prep
CMC (CMC Cyber toan an ninh thong tin
Security)
) Céc cong ty con dau
tw gian tiép
Cung cap ky su phan
mém chat luong cao,
mang dén nhitng giai
Nhat phdp, dich vu cbng
A
Cong ty CM C Jgpan qu'] 100% 100% nghé théng tin toan
a

dién va hang dau theo
tiéu chuan thé gigi cho
céc khach hang tai
Nhat Ban.
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. Trusy | Tylé | Quyén biéu Hoat déng kinh
Stt Tén congty B o, . .
chinh | lgiich quyet doanh chinh
Cung cap nhan luc ky
st phin mém chat
Coéng ty CMC Global HaNo6i | 100% 100% lwong ceo, c&c giai
phdp, dich vu CNTT
cho thi truong quéc té
3 Céc cong ty lien két
dau tu tructiép
Cong ty Cb6 phan Cung cap céc dich vy
9 MO PN Nei | 41.14% | 41140 | o9 GP e dich
NetNam vé mang internet
Cong ty lién doanh . . .
_ e San xuat, cung cap
Ciber — CMC (Cyber | HANGI | 49.90% 49.90% _ N
CMO) dich vu phan mém

(Nguon: Béo c&o hop nhdt tai chinh Tadp doan CMC - 2018)

KHOI CONG NGHE &

GIAI PHAP

CMC CORPORATION

KHOI KINH DOANH

QUOC TE

KHOI VIEN THONG

CMCTS

CMC TSSG

CMC CYBER

(@]
<
(92

Hi HHiHHHi

CMC GLOBAL

CMC JAPAN

CIBERCMC

CMC TELECOM

NETNAM

VIEN NGHIEN CUU UNG DUNG CN CMC

(Nguon: Béo céo thiong nién Tdp doan CMC - 2018)
Hinh 2.1. So' @6 bd may té chirc Tap doan CMC
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2.1.3.2. Chirc nang nhiém v cac phong ban
- Pai hai dong cb dong

Pai hoi dong c6 dong (PHDCP) la co quan co quyén quyét dinh cap nhat
cua Cong ty gom tat ca cd déng co quyeén biéu quyét, hop mdi nam it nhat mot 1an.
PHDCP quyét dinh nhitng van dé duoc Luat phdp vabiéu 1é Cong ty quy dinh.
- Hi ddng Quan tri

Hoi ddng Quan tri (HPQT) |a co quan quan ly, co toan quyén nhan danh
Cong ty dé quyét dinh moi van d¢ lién quan dén hoat dong cia cong ty, thanh vién
HDQT c6 thé dugc bau lai véi sd nhiém ky khong han ché.
- Ban Kiém soét

Ban Kiém soét (BKS) 1a co quan truc thuoc Pai hoi ddng cd dong, do Dai
hoi ddng ¢ ddng bau ra. Ban Kiém soét c6 nhiém vu kiém sod moi mit hoat dong

quan tri vadiéu hanh hoat dong san xuét kinh doanh caa Cong ty.

DAl HQI PONG CO PONG

BAN KIEM SOAT

VP. HOl DPONG QUAN TRI |—| HOI PONG QUAN TRI |

| BAN DIEU HANH |

TONG GIAM POC |

PHO TONG GIAM BOC |

BAN TAI CHINH KT BAN DAU TU | BAN PHAP CHE | BAN NHAN sy BAN TRUYEN VAN PHONG
THONG
PHONG KE TOAN | QUAN TRI RUI RO | TRUNG TAM PHAT TRIEN | PHONG HANH CHIiNH |
NGUON LUC

| BAN QUAN LY TOA NHA |

(Nguon: Béo céo thurong nién Tdp doan CMC - 2018)
Hinh 2.2. Se' d6 té chitc cac phong ban



28

- Ban Piéu hanh

Chirc nang chinh cia Ban didu hanh (BPH) laquan Iy, chi dao céc hoat dong
kinh doanh cua tap doan, dong thoi dua ra cac chinh sach, muc tiéu, ké hoach kinh
doanh, nhan su, sir dung ngudn lyc nham nang cao hiéu qua hoat dong caa cong ty.
Tdng Gidm dbc chiu tréch nhiém I1anh dao, quan ly vadiéu hanh toan b hoat dong
cua Cong ty, quyét dinh cac cong viéc theo chirc niang, nhiém vu vaquyén han duoc
quy dinh trong Diéu 18 Cong ty.
- Cac Ban chuyén mén
+ Ban Tai chinh Ké hogch & Ban dau tw
Nghién ctru va xem xét c&c phuong &n dau tu va kinh doanh, cac hoat dong hop téc
valién két ¢éng thoi béo céo vé tinh hinh thuc hién caa Tap doan CMC va céc cong
ty thanh vién.
Xay dung va kiém soét quy ché tai chinh; xay dung va hop nhit hé théng béo céo
tai chinh toan Congty.
Thuc hién quan ly c&c du an xay dung cia Cong ty
+ Ban Phéap ché
Xay dung, kiém tra, gidm sét viéc thuc thi chinh sach va céc tha tuc lién quan dén
phép ly (DN, thwong mai, dau tu, bao mat, s hitu tri tug, lao dong, hop tac ddi téc)
cua Tap doan CMC ciing nhu cac cong ty thanh vién theo quy dinh caa phép luat
Viét Nam vaquc té.
+ Ban Marketing truyén théng
Xay dung va kiém soét quy ché truyén théng cia Tap dodn CMC; xay dung chién
lwoc truyén théng va ké hoach trién khai cip tap doan.La co quan phét ngdn cia
Tap doan CMC, thuc hién cac quan hé véi c&c co quan chinh phu, co quan truyén
thong, khéch hang, dbi tac.
+ Ban nhan sy & Trung tAm phét trién nguon luc CMC
Ban nhan s & Trung tam phét trién ngudn luc CMC ¢6 nhiém vu hoach dinh, diéu
hanh, gidm sét viéc thuc thi chién lugc va chinh sach nhan s cho Cong ty ciing nhu
cho céc cong ty thanh vién bao gom: chinh s&ch tuyén dung ngudi nhan sy, chinh

sach dao tao vadanh giangudn nhan luc; chinh sach lvong, thuong, phic loi ..
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Vin phong Cong ty bao gom phong hanh chinh vaBan Quan |y tdanha.

Vin phong c6 nhiém vy xay dung, duy tri, kiém soét va nang cap co so vat chat,

diéu kién lam viéc cho CBNV theo tiéu chuan théng nhat trong toan Tap doan.

Thuc hién cdng viéc hanh chinh, déi ngoai véi c&c co quan chirc nang

+ Ban Qudn tri rai ro

Gilp dé xuat, tham muu cho Hoi Bong Quan tri vé céc rai ro khi thuc hién mot

chién luoc.

Theo ddi trang théi riii ro c&c du an, chién lugc dé canh béo, nhan biét sém rui ro dé

c6 dé xuat phong tranh.

Xay dung va sir dung céac phuong phap, mo hinh danh gidvado luong rui ro.

Kiém soét, phong ngiravadé xuat bién phdp giam thiéu ruai ro phét sinh;

Tham gia céc noi dung lién quan dén rui ro trong quéatrinh duara cac quyét dinh cé

rai ro twong ng theo tirng cp c6 tham quyén theo quy dinh noi bo caa Tap doan

CMC.

2.1.4. Két qud kinh doanh ciia cdng ty trong nhizng nam gan day

Két qua doanh thu cua Tap doan CMC trong 03 nam gan day nhat nhu sau:
Bing 2.2. Két qua kinh doanh nam 2016

. % Tang % KH Nam
Chi tiéu Nim 2016 | Niam 2015 | Nam 2016
truedéng 2016
Doanh thu thuan 4.785.969 | 4.018.336 | 4.167.022 19% 115%
Doanh thu thuan hop
, 4.384.363 | 3.693.813| 3.800.611 19% 115%
nhat
L&i gop 734.074 628.385 802.186 17% 92%
Chi phi hoat dgng 527.826 449.278 579.336 17% 91%
Chi phi (doanh thu) tai
3.383 10.002 29.635 -66% 11%
chinh
Thu nhap (chi phi) khac 10.249 12.008 10.420 -15% 98%
L ¢i nhuan trwéc thué 187.214 160.377 179.771 17% 107%
L ¢i nhuan sau thué 123.160 107.516 115.251 15% 107%
Ty 18 cb tirc 10% 8% 10% 25% 100%

(Nguon: Béo céo thiong nién cua Tdp doan CMC - 2016)
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Nam 2016 Tong doanh thu hop nhat caa Tap doan CMC 14 4,384 ty, ting
truong 19% so véi nam 2015 va dat 115% ké hoach. Loi nhuan trudce thué hop nhat
dat 187 ty; tang truong 17% so véi nam trude, va dat 104% ké hoach nam. Loi
nhuan sau thué thuoc vé Tap doan CMC dat 123 ty, hoan thanh 107% ké hoach nim

vatang truong 15% so véi nam 2015.

Bing 2.3. Két qua kinh doanh nam 2017

% KH
%Tang
Chitiéu Nam 2017 Nam 2016 | Nam 2017 Nam
truedéng
2017
Tf;ng doanh thu 5.334.742 4.783.798 | 4.894.858 12% 109%
Doanh thu thuén hop nhat 4.869.842 4.384.363 | 4.430.580 11% 110%
L ¢i nhuan trwéc 14 vay, thué,
i 426.417 355.831 465.454 20% 92%
khau hao
Loi nhuan trwéc thué 218.683 187.214 207.734 17% 105%
L ¢i nhuin sau thué 133.844 123.160 124.677 9% 107%

(Nguon: Béo céo thueng nién cia Tdp doan CMC - 2017)

Nam 2017, tong doanh thu hop nhit cia Tap doan CMC dat 4.870 ty, ting
truong 11% so véi nam trudc vadat 110% ké hoach. Loi nhuan truéc thué hop nhat
dat 218,7 ty; tang truong 17% so v6i nam trude, va dat 105% ké hoach nam. Loi
nhuan sau thué thuc vé Tap doan CMC dat 133,8 ty, hoan thanh 107% ké hoach

nam vatang truéng 9% so véi nam 2016.

Biang 2.4. Két qua kinh doanh nam 2018:

% KH
] %Tang
Chi tiéu Nam 2018 | Nam 2017 | Nam 2018 Nam
truedéng
2018
Tf;ng doanh thu 5.682.796 5.334.742 | 6.129.776 7% 93%
Doanh thu thuén hop nhat 5.185.715 4.869.842 | 5.656.005 6% 92%
L ¢i nhuan trwéc 14 vay, thué,
i 522.690 426.417 571.033 23% 92%
khau hao
Loi nhuan trwéc thué 261.851 218.683 267.792 20% 98%
L ¢i nhuin sau thué 159.483 133.844 147.505 19% 108%

(Nguon: Béo céo thueng nién cua Tdp doan CMC - 2018)
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Nam 2018, tong doanh thu hop nhit cia Tap doan CMC dat 5.185 ty, ting
truong 6% so véi nam trude va dat 92% ké hoach. Loi nhuan trudc thué hop nhit
dat 261,8 ty; tang truang 20% so véi nam trudc, va dat 98% ké hoach nam. Loi
nhuan sau thué thuc vé Tap doan CMC dat 159,4 ty, hoan thanh 108% ké hoach
nam vatang truéng 19% so véi nam 2017.

2.1.5. Thaee trang nguén nhan lxc Cong ty Cé Phan Tdp doan Cong Nghé CMC
2.1.5.1. Co cau lao dgng phan theo gidi tinh
Bing 2.5. Co ciu giéi cia Tap doan CMC

Gii tinh
N < Nam < Nir < Tong
wong iAo wong iAo wong Ao
nguoi) | V% nguei) | TV nguei) | TYIE%
2006 | 1.195 54% 1005 6% | 2200 | 100%
2017 | 1.400 58% 1.000 2% | 2400 | 100%
2018 | 1.500 60% 1.000 40% | 2500 | 100%

(Nguon: Ban nhan si)
Qua sh liéu trén cho thdy sb lao dong nam chiém ty trong cao hon nhiéu so
V6i sb lao dong nix, vai ty trong gan gap déi. Nguyén nhan cia sy bién dong va
chénh léch nhiéu gitra sb lwong nam va nir trong cong ty la do tinh chat cong viéc.
Linh vic hoat dong cua Tap doan CMC |a chuyén vé linh vyc cdng nghé, cung cap
céc san pham ¢ tinh cdng nghé, cd ham lugng chat xam cao, & luc lon nén sb
lwong nam nhiéu hon do céc cén bo k§y thuat va cén bo ban hang (Sales) cha yéu la
nam, ho c6 trinh d6 va sirc khoe tét, chiu &p luc cao hon va co hdi thang tién nhiéu
hon lao dong nr.
Lao dong nit trong cdng ty chu yéu 1am viéc ¢ céc phong ban hanh chinh,
van phong va can bo sale. Cy thé, ty 1é nam/nit qua cac nam nhu sau: nam 2016:
54% /| 46%, nam 2017: 58% / 42%, va nam 2018: 60% / 40% Co thé thiy téng sb
lao dong lién tuc tang qua cac nam do cong ty tap trung tuyén dung thém CBNV dé
mé rong kinh doanh dé dé4p ung tang truéng kinh doanh va twong wng véi quy mé

dau tu.
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2.1.5.2. Co cau lao dgng theo trinh d@é chuyén mdn
Co ciu lao dong theo trinh &6 chuy&n mén caa Tap doan CMC nhu sau:

Bing 2.6. Co ciu lao dong theo trinh dd chuyén mén

) 2016 2017 2018

D! targng g | TVI80) | SStwong | Tyl 0) | | % | Tyie (%)
Tiensy 3 0.14 3 0.13 4 0.16
Thac sy 25 1.14 28 1.17 28 1.12
bai hoc 1457 66.23 1582 65.92 1660 66.40
Cao déng 397 18.05 397 16.54 397 15.88
Trung cp 318 14.45 390 16.25 411 16.44
Téng 2200 100.00 2400 100.00 2500 100.00

(Nguon: Ban nhan si)

Trong giai doan tir nam 2016 dén nam 2018, co thé thay luc lvong lao dong
trinh d6 dai hoc chiém ty & cao nhat, cu thé: nam 2016 chiém 66.23%, nam 2017
chiém 65.92%, nam 2018 chiém 66.40%. Tur nam 2016 tro di, Tap doan CMC
khéng tuyén lao dong trinh do trung cip ma chi tuyén trinh do cao dang vadai hoc,
do tinh chat cdng viéc & cac phong ban chuyén mén vadoi ngii nghién ctu can luc
luong lao dong co trinh do chuy@n mdn cao ciing nhu ¢o cac ky nang mém tét,
nham phuc vu kinh doanh hiéu qua.
2.1.5.3. Co cau lao dgng phan theo tudi

Co ciu lao dong phan theo tudi cua Tap doan CMC nhu sau:
Bang 2.7. Co cau tudi caa Tap doan CMC

Giéi tinh
Nim <30 tuoi — 30-45 tuoi 45-60 tuoi
S6 nguoi 7 € Shnguoi | Ty1e% | Sbngwoi | Tyle%
2016 944 4201 | 1006 4573 250 11.36
2017 1039 4320 | 1056 44.00 305 12.71
2018 1087 4348 | 1189 4756 224 8.96

(Nguon: Ban nhan si)

Quabang trén cho thay luc lugng lao dong caa cdng ty dasd o do tudi trung
binh trong < 30 tudi va tir 30 — 45 tudi. Vi ddy 1a DN lam vé linh vyuc CNTT va
Vién théng, doi hoi nhitng nguoi tré cd kha niang thich ang nhanh véi cong viéc,
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moi trudng 1am viéc can sy nang dong. O do tudi nay, CBNV dang tim céach khing
dinh minh vadang do tudi lao dong sung sirc nhat, cd nhu cau dugc “tén trong” va
“tu khang dinh”.

2.2. Thuc trang dao tao nhan lwc tai Cong ty Coé Phan Tap doan Cong Nghé
CMC

2.2.1. V@ co ciu b phan dao tao cia Cong ty Cé Phan Tap doan Cong Nghé
CMC

Truéc thoi diém 01/04/2017, chiac nang dao tao nhan lyc tai mdi cong ty
thanh vién caa Tap doan CMC déu do Phong nhan sy cia céc cong ty thanh vién
Tap doan CMC dam trach. Phong nhan sy cua cac cong ty & cr ra mot can bo
chuyén trach viéc ddo tao va lén ké hoach d&o tao dva trén yéu cau, nhu cau caa
CBNV trong cong ty.

Cung Vvéi s tang truong phét trién caa Tap doan thi quy mé va sb luong
nhan sy cia toan Tap doan CMC ting theo, 1anh dao Tap doan CMC d& nhin thiy
s bat cap trong viéc ddo tao nhan lyc tai cic cong ty thanh vién cua Tap doan
CMC nhu sau:

+ Cén bo phu tréch déo tao khdng du chuyén mén va kinh nghiém phuy tréch
d2o tao. Cén bo phu trach d&o tao d6i khi phai kiém nhiém thém nhiéu cdng viéc
khéc, dan dén khong tap trung duoc vao viéc to chirc dao tao.

+ Céc 16p d2o tao to chuc ra, ¢d rat it nguoi tham gia (do thoi gian va dia
diém to chirc ddo tao khéng thuan tién).

+ Chat lugng dao tao khdng cao (do t chirc chua tét hoic do chit lwong caa
giang vién con han ché).

Bén canh do, Ii do chinh yéu |a xuat phéat tir yéu cau caa thi truong, c&c linh
vuc kinh doanh, cc cdng nghé méi dang ngdy cang phét trién. Bic biét cupc " Céch
mang CAng nghiép 4.0" dang dién ra tai nhiéu nudc phét trién. N6 mang dén cho
nhan loai co hoi dé thay d6i bo mat cac nén kinh té. Cach mang Coéng nghiép 4.0
duoc phét trién trén nén tang caa Cudc cach mang Cong nghiép 3.0, sir dung dién tir

VaCNTT dé ty dong héa san xuat.
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Hudng theo sy phét trién vamuc tiéu phét trién tuong lai cia Tap doan CMC
|& dung véi cau slogan |1a“Hudéng téi twong lai s6”, va trong nhitng yéu té dé phat
trién hudng cudc cach mang Cong nghiép 4.0, d6 chinh 1a d&o tao con ngudi ¢o du
kién thire, ki nang, tai nang dép tng duoc sy phét trién nhu vii bdo cua cdng nghé
thé giai.

Do d6, thang 04/2017, Trung tdm phé trién ngudén lyc CMC (CMC
Resources Development Center — Trung tdm RDC) duoc thanh 1ap chinh thac di
vao hoat dong nham d2o tao, phét trién, nang cao chuyén mén va ki nang cua
CBNV cia Tap doan CMC. Cing véi Trung tam phét trién ngudn lvc CMC (Trung
tam RDC), cdn c6 02 don vi khéac duoc thanh 1ap 1a Quy Pau tw CMC va Vién
Nghién cau Ung dung Cong nghé CMC. 03 don vi duoc thanh 1ap méi caa Tap
doan CMC <¢ tao dung nén md hinh “Doanh nghiép sang tao” cho Tap doan
CMC.

Cu thé, Trung tdm RDC duoc thanh 1ap 6 nhiém vu va chirc nang nhu sau:

+ Lén ké hoach dao tao, giang day.

+ X&y dung khung chuong trinh dao tao va bién soan tai liéu dao tao theo
khung chuong trinh.

+ Lua chon Giang vién (cac chuyén giandi bo hoac chuyén gia caa cac nha
cung cip khdadao tao bén ngoai).

+ Nghiém thu dénh gia cac chuong trinh do tao cia nha cung cip bén ngoai
hoic cac giang vién, dé co diéu chinh cho phi hop.

+ Xay dung hé théng danh gia (bai kiém tra, cau hoi, ...) vé nang luc chuyén
mon.

2.2.2. CAc bwéc quy trinh dao tgo Cong ty Cé Phan Tdp doan Cong Ngh¢ CMC

Tai Tap dodn CMC, Trung tm RDC c¢d nhiém vu thiét 1ap mot ké hoach va
ndi dung d&o tao phai trai qua céc budc tuan tu sau:

Budc 1. Xac dinh nhu ciu dao tao

Buoc 2. Xac dinh muc tiéu dao tao

Buéc 3. Lyra chon déi trong da0 tao

Buoc 4. Xay dung chuirong trinh dao tao va lya chon hinh thirc dao tao
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Buoc 5. Xac dinh chi phi dao tao

Buoc 6. Lua chon giang vién dao tao phu hop

Buéc 7. Panh gia két qud dao tao

Buoc 8. Sk dung nhan lyc sau dao tao
2.2.2.1. Xac dinh nhu c4u dao tao

Téap doan CMC da giao tréch nhiém cho Trung tdm RDC dam trach céc cong
viéc lién quan dén viéc d2o tao, va da xéc dinh nhu ciu d2o tao la khau dau tién va
c6 anh huong quyét dinh dén tat ca cac hoat dong tiép theo trong viéc ddo tao. Dya
vao muc tiéu ké hoach vé phuong huéng hoat dong kinh doanh trong tirng giai
doan, ting thoi ky, can ¢ vao tinh hinh thuc té, cdng ty xem xét danh gia ca yéu tb
can co dé dat duoc muc tiéu dé ra, trong d6 khang thé thiéu yéu té vé ngudn nhan
lwc. Theo d6, viéc xé&c dinh nhu ciu do tao dwgc thuc hién boi Trung tam RDC,
théng qua phong nhan sy céc cong ty thanh vién, tir d6 hudng dan céc bo phan khéc
trong cac cong ty thanh vién thuc hién viéc xé&c dinh nhu cau do tao caa minh. Sau
d6 tap hop céc thong tin guri 1én Trung tam RDC dé xir ly vatong hop.
Nhirng cin cir dé xac dinh nhu ciu dao tao cia Tap doan CMC &

- Tiéu chuan thuc hign cong viéc

Mai chirc danh cong viéc trong cac cong ty thanh vién Tap doan CMC, s3 ¢6
céc yéu cau vé trinh do, ky niang ciing nhu nang lec khéc nhau.

- Chirc danh c6ng viéc va thyec té thwe hién cong viéc cia CBNV

Phong Nhéan su caa céac cong ty thanh vién Tap doan CMC s2 xem xét nhan
vién d6 da dép (g duogc hay chua, thiéu nhitng ki niang gi dé c6 ké hoach d2o tao
bdi dudng ho hoan thanh tét cong viéc.

- Chién lwec va va tinh hinh kinh doanh

Chién luoc va va tinh hinh kinh doanh cy thé cia cong ty thanh vién do.
Théng qua chién luoc kinh doanh ma cdng ty c6 dé xé&c dinh luc luong lao dong
méi can thiét dé hoan thanh ké hoach kinh doanh hang nim labao nhiéu.

- Pinh hwéng sin pham va giai phap

X&c dinh ké hoach chi tiét hang nam vé san pham, giai phép, dinh huéng
cdng nghé, ciing nhu doanh thu ma cdng ty cé thé xé&c dinh sd lwong nhan vién can
bdi dudng, ndng cao trinh d6 dé thyc hién muc tiéu dit ra.
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- Thong qua danh gia caa nguai quan ly CBNV

Dé phuc vu cho viéc xé&c dinh nhu cau d&o tao cia cong ty, c6 thé danh gia

thue hién cdng viéc manguoi quan |y dé xuét nhitng ki nang can thiét phai dao tao

d6i véi CBNV dé thyc hién cong viéc cd hiéu qua.
- Nhu ciu dao tao ciia CBNV
Cong ty con dya trén nhu ciu duoc déo tao caia CBNV dé thyc hién viéc xéc

dinh nhu cau do tao théng quaviéc tap hop c&c don xin dugc dao tao caa CBNV

Vi du: Bbi véi vi tri Truong phong Kinh doanh caa 01 Trung tdm kinh

doanh thugc mot trong cac cong ty thanh vién caa Tap doan CMC, can cir xac dinh

nhu cau dao tao dbi véi vi tri ndy thé hién quabang sau:

Bing 2.8. X&c dinh nhu ciu dao tao cho vi tri Truwéng phong Kinh doanh

Yéu ciu cdng viéc

Thuc té ngudi lao
dong dat dwoc

So sanh thuc té va
yéu cau (+/-)

K ét luan

- Quan ly chung vé
nhan sy phong Kinh
doanh.

- Phan cbng ké hoach
kinh doanh theo doanh
sb yéu cau cho nhan
vien phong Kinh
doanh

- Tinh hinh nhan su
cod huéng gia
tang.

- Thyc hién dung
tién do kinh doanh
dadéra

Xu

(-) C& nhan vién moi
con khé khan va ling
ting trong xu ly cbng
viéc la lam viéc nhom
véi - nhan cl
(+) Phén cdng cong
viéc kip thoi, rd rang,
khdng c6 sy chénh léch
nhan vién

Vién

gita cac
cung vi tri.

Can thuc hién
dd tao Vvé cac
ky nang quan
tri nhan luc

X& duyng va thuc
hien ké hoach kinh
doanh theo doanh sb
duogc giao.

Céc quy cubi nam thuc
hién cac chi tiéu vuot
muc ké hoach, tuy
nhién vao dau nam, chi
tiéu nay chi dat muc
Xap Xi.

(+) Nhén vién phong
Kinh doanh lién tuc tim
kiém nhitng khéch hang
tiém i
(-) Mot s& nhan vién
chuva c6 tu tuong hét
long vi cbng viéc, co
tinh than tri tré.

nang méi.

Can thuc hién
d2o ky
tao

fao
nang
dong luc cho
CBNV

X&y dung ké hoach
d20 tao va phét trién
cho cac nhé@n vién
trong phong Kinh

Méi dot dao tao cua
cong ty dé dua ra ban
nhu ciu d&o tao kha
sét v6i nhu cau dao tao

(-) Chua c6 ké hoach
tong thé cho cac nhan
vien  trong phong.
(+) Pa chi trong dén

Can thuc hién
d2o ky
ning lap ké
hoach va huin

fao
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s Thuc té ngudi lao So sanh thuc té va o
Yéu cau cong viéc i 3 Ket luan
dong dat dwoc yéu cau (+/-)
doanh. caaphong Kinhdoanh | dd0 tao nhén vién cd | luyén nhan
nang luc tot. | vién.

(-) Mot s5 nhan vién co
két qua thuc hién cong
viec kém chua duoc
xem xét dao tao nang
cao nghiép vu.

(Nguon: Ban nhan si)

Dé x&c dinh duoc nhu cau do tao, Tap doan CMC da thuc hién quy trinh chung ddi

vGi mdi chirc danh nhu sau:

Bwéc 1: Cin cir vao tiéu chuin chirc danh cong viéc va béo céo théng ké tinh
hinh lao dong hang nam

Hang nam can ci tiéu chuan chirc danh cdng viéc, déi chiéu voi thong ké
trinh 46 CBNV dé x&c dinh nhu cau dao tao. Phong nhan sy cia c&c cong ty thanh
vién Tap doan CMC, tiép tuc thyuc hién céc budc tiép theo d6, sau d6 tap hop théng
tin 1én Trung tdm RDC, tir d6 Trung tdm <€ théng bédo chu truong va s¢ ¢o dinh
hudng 14p ké hoach do tao.

Tir d6, c&c can bo quan ly céc bo phan (Giam dbc, truong phong) caa moi
cong ty thanh vién Tap doan CMC s3 ngdi véi cén b Trung tdm RDC, théng qua
dau mdi 1a phong nhan sy ciia c&c cdng ty thanh vién, dé 1én ké hoach dao tao cua
cong ty, thuc hién viéc dua chi tiéu dao tao xudng tirng bo phan vé sd luong CBNV
dugc di dao tao, chuong trinh dao tao, loai hinh dao tao.

Bwéc 2: Théng béao dinh hwéng viéc dao tao bdi dwéng trong nam cho cac
phong ban trong cdng ty thanh vién

Cian cir vao chién lugc kinh doanh, tiéu chuan chic danh va trinh do lao
dong hién c6, thdng qua phong nhén s caa céc cong ty thanh vién Tap doan CMC,
Trung t&m RDC dua ra dinh hudng dao tao CBNV trong nam, trinh 1én Giam dbc
Trung tdm RDC va Phé TGD/GD Nhéan sy Tap doan CMC (Phu tréch chinh hoat
dong nhan sy va dao tao nhan si). Sau khi ¢ sy phé duyét ciaa ca hai nguoi, cung
véi ké hoach do tao ca nam, théng qua phong nhan sy cia mdi c¢ong ty thanh vién,
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Trung tm RDC s3 ra théng béo t6i toan thé CBNV biét dé cac ca nhan dang ki nhu
cau d&o tao, bdi dudng.
Buéc 3: Piang ky nhu cau dao tao

Hang nam, toan thé CBNV cin cir vao yéu ciu cong viéc va doi chiéu kha
nang, nhu cau caa ban than va chinh sach dinh huéng viéc d2o tao nhan luc cua
cdng ty dé lap phiéu dang ky nhu ciu dao tao giri phong nhan sy co chirc nang tap
hop c&c nhu cau dé gui 1én Trung tam RDC.

Bwdc 4: Céc can bd quan |y tap hep nhu cau dao tao nhan luc cia phong

Céc can b quan ly (Gidm dbc, truong phong) cia céc cong ty thanh vién
ciing cin cir vao yéu cau cdng viéc, kha niang thuc té caa don vi minh, phiéu ding
ky do tao cia CBNV trong phong va dinh huéng viéc dao tao caa cong ty dé lap
danh sach diang ky nhu cau d2o tao cho by phan caaminh.

Giam dbc va truong phong céc bo phan phai can ddi nhu cau, sip xép céc
nhu cAu can uu tién, can nhic lya chon d6i trong wu tién dugc di d2o tao, lap ra
danh s&ch nhitng ai can duoc di d2o tao vadao tao vé nhitng linh vuc gi, nhitng ky
nang ndo can duoc ndng ceao, sau dé nop ban danh sach ding ky dao tao vé phong
nhan sy mdi cdng ty thanh vién, tir d6 guri 1én Trung tam Phét trién Nguon luc
CMC.

Bwéc 5: Trung tdm RDC téng hep nhu ciu dao tao

Sau khi nhu ciu d2o tao cia cac canhan don vi dugc giri vé thi phong nhan
s cua céc cong ty thanh vién Tap doan CMC sz tap hop cé&c nhu ciu do tao cia tat
ca nhén vién va ctia cac don vi, giri 1&n Trung tdm RDC. Tu d6 Trung tdm RDC £
c6 du théng tin vanhu ciu s& tong hop 1ap 1én danh sach sb lwong nguoi tham gia
vao mbi khoa hoc chuyén mén |a bao nhiéu, mot cach chi tiét cu thé hon, dong thoi
ciing lap |én danh sach nhitng CBNV duoc cir di dy hoi thao, hoi nghi... Néu c6 cé&c
nhu ciu d2o tao phét sinh dot xuat, can bo phu tréch d&o tao caa phong nhan sy cac
cong ty thanh vién ciing phai tap hop lai. Sau khi tap hop dwoc nhu ciu dao tao,
Trung tdm RDC s¢ guri danh sach dao tao |én PTGB/GD nhén sy Tap doan CMC
(Phu tréch chinh hoat dong nhan s va d2o tao nhan sy) dé phé duyét quyét dinh
hinh thirc d&o tao va phuong phdp do tao cu thé.
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Nhu cu dao tao cia Tap doan CMC trong céc giai doan 2016 - 2018 nhu sau:
Bing 2.9. Nhu ciu dao tao ciia Cong ty Co Phan Tap doan Cong Nghé CMC trong giai doan 2016-2018

Congty thanh vién | S§ nguwoi | Téng sb . 1A (o S6 nguoi | Téng sb . 1A (0 S6 ngudi | Tongsblao | —. 1« o
Tap doan CMC dingky | laodéng Tyle (%) ding ky lao dong Tyle (%) ding ky dong Tyl (%)

Phong  hanh  chinh, 11 16 68.75 11 16 68.75 11 16 68.75
nhan su
E)hézng Tai chinh, ke 16 22 72.73 18 24 75.00 18 24 75.00
Trung tam kinh doanh 605 853 70.93 607 953 63.69 647 085 65.69
gifh”?mtam Ky thut va | o0 889 68.39 712 934 76.23 719 954 7537
Phong cung tng vat tu 24 45 53.33 24 45 53.33 24 45 53.33
Phong quan h¢ doi téc
& Maketing 5 5 100.00 5 5 100.00 5 5 100.00
Trung tam giai phap va | 5y, 314 63.69 245 367 66.76 300 415 72.29
Cong Ngh¢é
Cactrungtam & phong | g 56 50.00 28 56 50.00 28 56 50.00
ban khac
Téng 1.497 2.200 68.05 1.650 2.400 68.75 1.752 2500 70.08

(Nguon: Ban nhan si)
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Giai doan trugc 01/04/2017, nhiém vu quan ly dao tao va nhan sy do Ban
nhéan sy cia Tap doan CMC phu tréch. Ban nhan sy cia Tap doan CMC tap hop céc
thdng tin & bang trén tir ngudn cac phong nhan sy ciia céc cong ty thanh vién (trugc
khi Trung tam RDC thanh 1ap ngay 01/04/2017) va sau ndy s 1ay théng tin truc tiép
tir Trung tdm RDC.

Tir bang trén ta thay hang nim nhu cau d&o tao cho CBNV cua Tap doan
CMC la rit nhiéu. Cu thé, nam 2016 |a 1.497 luot chiém 68.05% tong s CBNV,
nam 2017 1a 1.650 luot, chiém 68.65% tong sb lao dong, nam 2018 1a 1.752 luot,
chiém 70.08% tong sb lao dong. Diéu ndy cho thiy su quan tam téi hoat dong déo
tao ciatoan thé CBNV, chirng to cac CBNV d cd nhan thirc vé giatri cia céc khoa
dao tao.

Theo diéu tra, nhu cdu d&o tao caa cdng ty Tap doan CMC tap trung vao nhu
cau bd sung céc kién thirc vé cac mang sau:

+ Kién thirc chuy@n mén, cap nhat cdng nghé mai.

+ Kién thirc vé ngoai ngir

+ Kién thuc vé ky ning mém: K§ nang lanh dao, ki nang vé giao tiép, ky
nang vé ban hang, k§ nang lam viéc nhém, ky nang dam phanv.v....

Trén day déu nhirng kién thirc gan véi thyc té caa cong viéc trong cong ty.
Do vay, c6 thé thay rang, CBNV trong cdng ty da ty y thirc dugc nhiém vy, tréch
nhiém cong viéc caaminh, tir d6 tim ranhiing diém thiéu ot c6 thé khic phuc bang
hoat dong dao tao.
2.2.2.2. Xac dinh muc tiéu dao tao

Tap doan CMC da xay dung ké hoach d2o tao trong giai doan 05 nam (2017
— 2022) ké tir khi thanh 1ap Trung tm RDC véi cac noi dung nhur sau:

+ Pay manh hoat d6ng dao tao theo chirc danh phu hop Véi chién lugc déo
tao chung cua cdng ty. Bao tao chuyén sdu cho d6i nga can by ky thuat, dam bao
d&p tng dugc yéu cau cong viéc va sy phét trién caacong ty.

+ Chl trong d&o tao nham tang cudng nang luc diéu hanh cho céc can bo

quan ly cap trung va cip ceo.
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+ Gian két d2o tao nhan lyc véi c&c chinh sach caa cong ty, ting cuong tinh
gan két giira dao tao va chinh séch danh gianhan sy vaquan ly tai nang.

+ Tang cuong chit luong dao tao, phdi hop véi céc dbi tac va chuyén giabén
ngoai dé hd trg d2o tao cac ky nang va kién thirc.

+ Pam bao diéu kién hoc tap tét nhat thic day nd lyc hoc tap ca nhan nhu hé
thong tai lidu, cau hoi, didn dan vé chuyén mon, hoi d4p vé déo tao vatiép nhan
phan hoi.

+ Gan két qua dao tao véi két qua cong viéc, dua tiéu chi dao tao vaty déo
tao 1& mot tiéu chi trong hé thong KPI - Key Performance Indicator (Chi sb do
lwong vadanh giahiéu qua hoat dong).

Tap doan CMC dua ra nhiém vu trong hoat dong dao tao nhan luc giai doan
2017 — 2022 nhu sau:

+ Cong ty dam bao tiéu chi mot nguoi dugc dao tao it nhat 03 ngay trong 01
nam vé cé&c ki nang chuy@n mén.

+ Thic day van hda hoc tap trong toan hé thong, trong d6 day manh vai trd
huan luyén, kém cap nhan vién caa cén bo quan ly.

+ Thuc hién hoat dong kiém tra ¢anh gia dinh ky trinh d6 CBNV |am co so
xéc dinh nhu ciu d&o tao va xdy dung chuong trinh d& tao ciing nhu thic day
CBNV nd luc hoc tap dat y&u cau cdng viéc.

+ Pam bao tién do va chat luong trién khai sang kién xay dung hé thong
khung nang luc cho toan bo CBNV trong cong ty lam co so xd&y dung khung
chuong trinh ¢o tao dé chuan hoa chirc danh cong viéc.

Xé&c dinh muc tiéu d&o tao cia cong ty |a dwavao ké hoach d2o tao ban dau
dit ra can dat duoc két qua thé ndo, trén co s& d6 xéc dinh muc tiéu dao tao phu
hop. Muc tiéu d&o tao cua Tap doan CMC di véi CBNV dugc xé&c dinh & c6 trinh
d6 chuy@n mén cao, ngoai ngir tot va cd cac ky nang mém thyc hién tot cdng viéc.

Sau khi Trung tm RDC téng hop nhu ciu (théng qua phong nhan sy céc
codng ty thanh vién), dong thoi can ctr céc yéu cau thyc hién muc tiéu chién lugc caa

Tap doan CMC dé xéc dinh ké hoach d&o tao nhan luc cua tirng khda hoc cu thé:
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Muc tiéu, ndi dung caa tirng khoa hoc, ddi tuong ddo tao, s luong, thoi gian, dia
diém, chi phi du kién, danh giakét qua, chat luong dao tao.
2.2.2.3. Lira chon doi twong dao tao

Can cir vao viéc xéc dinh nhu cau vamuc tiéu ddo tao ciing nhu cac ké hoach
kinh doanh caa cong ty, Trung tam RDC s3 két hop véi phong nhan sy céc céc cong
ty thanh vién giri béo céo 1én Gidam ddc trung tam phét trién nguon luc CMC va
PTGDB/GD nhén sy Tap doan CMC (Phu tréch chinh hoat dong nhén sy va dao tao
nhan si), nham dé xuat lya chon nhitng déi tuong duoc d&o tao cho phu hop. Viéc
lya chon déi tuong duoc dao tao khdng chi do mot ngudi ma duoc xéc dinh dua
trén nhitng y kién cia cac gidm dbc va trusng phong c&c bo phan, cin cir vao tinh
hinh thuc té caadon vi minh dé cir nguoi di d2o tao cho phu hop.

Khéng phai 1c ndo viéc lya chon ddi trong d2o tao ciing dé dang, chinh x&c.
Hién nay tai Tap doan CMC, d6i ngii nhan vién tré chiém phan lon. Giam dbc va
céc trudng phong thiy ré dugc vai tro ciing nhu sy nang dong, dé tiép thu, nhu cau
dugc khang dinh ban than trong cong viéc. Chinh vi vay, Tap doan CMC xéc dinh
d6i twong d2o tao chinh lanham vao d6 tudi < 30 vatir 30 - 45.

Tuy vay, viéc lya chon dbi twong di do tao lai dwatrény kién cha quan caa
céc giam ddc, va truong phong, diéu ndy dan téi tinh trang, cd nhirng nhan vién
thuc sy thich hop dé déo tao nhung do céc yéu té chi quan t&c dong nén khong
duoc lya chon di d& tao. Do d6 viéc chon dung nguoi dugc di ddo tao ciing rat
quan trong.
2.2.2.4. Xay dung chuong trinh, ngi dung dao tao va lyra chon hinh thizc dao tao
2.2.2.4.1. Xay dung chuong trinh va ngi dung dao tgo

Vé xay dung chuong trinh d& tao, Trung tm RDC da cin ci trén nhiing
budi khao sat CBNV, tim hiéu nhu ciu va tam tu cia CBNV dé xay dung nén mot
khung chuong trinh d&o tao, tiy thuc déi tuong d2o tao.

Co ban, khung chuong trinh do tao dugc dé xuat dudi 02 hinh thirc nhu sau:

Pao tao cac lép ky ning mém, cho tirng dbi twong

Hién tai, Trung tm RDC d&td chirc dugc céc |op dao tao cho cac di tuong
CBNV trong Tap doan CMC nhu sau:
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- V6i can b cap trung:

Trung tdm RDC s& cung cap 02 khéa hoc FoM (Fundamentals of
Management) va khéahoc AoM (Advance of Management):

+ Chuong trinh va ni dung khoa hoc FoM: day lakhdahoc vé quan ly co
ban cho céc can bo cap trung tai Tap doan CMC khu vuc HaNoi (goi 1adao tao [6p
lanh dao ké can, danh cho céc vi tri dang la gidm déc chirc nang nhu GP Kinh
doanh, Gb Marketing, Gb Ban hang, Gb Hanh chinh, Gb Nhén sy, Gb Tai chinh,
GD San xuét, GP Ky thuat, GP IT, GD Dy an...; dang 1a Truong/ Phé céc Phong,
Ban, B phan), hay danh cho nhirng nguoi dang la nhan vién, nhung c6 hoai vong
vamubn chuan bi nang lec quan tri dé cé thé tra thanh quan ly cip trung. Khéadao
tao nham gidp cac hoc vién nam dugc céc kién thic, ki nang co ban vé 1anh dao,
quan ly, giao tiép véi khach hang... tra thanh nhan t6 18nh dao tiém niang hd trg Tap
doan CMC phét trién. Khoa hoc gom 100 gio hoc tap trung dién ra trong 3 thang.
Tinh dén 01/04/2019, thi Trung tAm RDC d4 t6 chirc duoc 05 khéa FoM (FoM#1,
FOM#2, FOM#3, FoM#4, FOM#5).

+ Chwong trinh va ngi dung khoéa hoc AoM: day khda déo tao danh cho
céc Cén bo quan ly cap trung da tét nghiép khoa Ky niang quan ly co ban (FOM).
Khéa dao tao do Trung tdm RDC t6 chirc nham gilp c&c hoc vién nang cao ning
luc quan tri vaky nang 1anh dao, quan ly, giao tiép véi khach hang... tro thanh nhan
t6 1anh dao tiém ning hd trg Tap doan phét trién. Khoa hoc ndy da khai giang khoa
dau tién vao ngay 15/11/2018 vai 80 gid hoc, bao gom 6 chuyén dé: Vian héa doanh
nghiép, Quan tri chién lugc, Quan tri tai chinh, Quan tri marketing, Quan tri rai ro
va Quan tri nhan tai. Ngay 14/06/2019, Trung tAm Phét trién Nguon luc d& to chuc
L& tong két va bé giang chuong trinh Pao tao K§ nang Quan |y nang cao khoa | tai
toanha CMC.

- Véi can by kinh doanh:

Trung tm RDC s& cung cap céc khda hoc vé ki ning mém nham nang cao

ky nang mém céc c&c can bo kinh doanh. Céc khoa dao tao vé ki ning mém nhu

Sau:



+ Khoéa dao tao “K§ niang ban hang va Quan ly khach hang”: Noi dung
nham trang bi nhitng kién thic vé nghé ban hang, céc phuong phép va ki nang béan
hang, cham sdc khéach hang chuyén nghiép ciing nhu x@y dung phong céch, hinh
anh ca nhan cho doi ngii can bd ban hang (sales) dén tir cac don vi. Pay 1a chuong
trinh d&o tao dau tién vé K§ nang ban hang vaQuan ly khach hang chuyén nghiép.

+ Khoa dao tao “CMC Sale Solutions’: khda dao tao nay danh riéng cho
céac nhan vién kinh doanh dudgi 02 nam kinh nghiém. Chuong trinh sz dién ra thoi
lwong 76 gio hoc, vaduoc td chirc vao cac ngady cudi tuan dé hoc vién cd thé tham
gia dugc tét nhat. “CMC Sales Solutions’ 1a mot t6 hop cac chuyén dé nham trang
bi vacang cb céc kién thirc vé Product & Market Knowledge, Sales Expertise, Saes
Communication & Customer Care... S8 gitp hoc vién phét trién ky nang ban than va
ing dung truc tiép vao cdng viéc. Poi ngil giang vién bao gom céc giang vién noi
bo ky cuu: PTGD/GP nhan sy CMC Corp Nguyén Hong Son, PTGD CMC TSSG
Tran Thi Phuong Hong, PTGD CMC Telecom Ding Tung Son ...va c&c chuyén gia
trong linh vuc kinh doanh moi bén ngodi Vé.

+ Khda dao tao “ K§ ning thuyét trinh nang cao”: Noi dung danh cho céc
trugng bo phan, cén bo ban hang (sales) dén tir cac don vi Tap doan. Tham du khoa
nay, CBNV s3 nam duogc c&c ky nang thuyét trinh sao cho hiéu qua bang mot sb
céch thirc: Mo rong vén tir chuyén nganh va céch dién dat; luyén ngir diéu thuyét
trinh; trinh by mot cach khoa hoc; kiém soét nét mat nguoi thuyét trinh.

- Vi cac lap trinh vién:

+ Khoa dao tao “Global Developer Passport”: Hién nay Trung tdm RDC
dang cung cip lién tuc céc khoa hoc “Global Developer Passport” nhiam cung cip
ngudn nhan lyc dé trién khai céc du an nuée ngodi. Pay |a cac lap trinh vién da
dugc Tap doan CMC sang loc vai 2 vong thi tuyén git gao: test chuyén mon va
phong van.

+ Khéa dao tao “ Software Developer Passport Program”: Khda hoc nay

danh cho céc hoc vién dén tir bo phan I4ap trinh cia cac cong ty thanh vién Tap doan
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CMC. Khéda hoc nham hudng téi ndng cao céc ki nang lap trinh va phét trién tng
dung.

+ Khoa hgc “Microservices véi Spring Boot” : Khda hoc nay danh cho céc
hoc vién dén tir bo phan |4ap trinh cua céc cong ty thanh vién Tap doan CMC, du  6i
sy dan dat caa thay Tran Ngoc Huy.

- V6i can bd quan tri dw an, quan tri hgp dong, giam déc dw an:

Trung tdm RDC dang cung cip khéa “ Quan tri dy &n” véi 02 mic nhu sau:

+ Khoéa hec “Quan tri du an” co ban: Nguoi hoc & hoc cach xdy dung
béo céo chién lugc, tim nhin, muc tiéu, déi tuong, 1ap ké hoach du én, |1ap thoi khéa
biéu cong viéc, ndm duogc cach phan tich doanh thu, quan ly doi dy an, diéu khién
vadanh giatién do ¢ tung giai doan.

+ Khoda hoc “Quan tri dw &n” nang cao: Pay lakhoahoc nang cao dau tién
cia CMC dao tao, danh cho Quan tri du én vién da hoan thanh khoa quan tri du an
co ban va c6 nhu cau thi chang chi PMP. Khda hoc ndy duoc thiét ké nham cung
cap cho hoc vién céc kién thirc va ki nang nang cao trong linh vic quan |y du &n:
céch thuc tiép can quan ly du &n trong doanh nghiép, céc kién thirc va ki nang ve
hoach dinh du &n, céc kién thic vaky niang vé quan |y chi phi vatién o6 caadu an
trong d6 chi trong vao phuong phép gia tri 1am ra, céc kién thirc va ky niang ve
quan ly rai ro trong dy &n; céc kién thirc va ki nang ra quyét dinh vagiai quyét van
dé trong quan ly du an.

- Vi can by nhan su:

Trung tdm RDC d4t6 chirc khda hoc lién quan siu dén cac ki nang caa cén
bo nhan su:

+ Khoa dao tao "K§ niang phéng van tuyén dung": danh cho doi ngi
thugc Phong Nhan sy — Tuyén dung — Dao tao, CBNV Tap doan CMC tham gia vao
qué trinh phong van tuyén dung nhan vién mai.

+ Khoéa dao tao sir dung “H¢ théng Quan tri & Phat trién ngudon nhan
lwc SAP SuccessFactors (SF)”: Ban Dy an SF4C phdi hop ciing Trung tam RDC
t6 chirc khda ddo tao sir dung Hé thong Quan tri & Phét trién nguon nhan luc SAP
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SuccessFactors (SF) danh cho doi nga can b Nhén sy cac cdng ty thanh vién Tap
doan CMC.
- Pao tao cho cac nhan sy moi:

Trung tam RDC d& t6 chuc lién tuc céc khda dao tao “Giéi thiéu Cong ty Co
Phan Tap doan Cong Nghé CMC” cho céc nhan sy méi gia nhap Tap doan CMC.
Céc nhan sy mai khi gianhap Tap doan CMC, s8 dugc dao tao dé tim hiéu sau hon
vé Tap doan CMC: Muc tiéu, dinh huéng phét trién Tap doan CMC; co ciu phong
ban, bo phan; cac quy trinh 1am viéc; céc ddi tac Tap doan CMC dang |am viéc va
két hop v.v... Tir d6, c&c nhan sy 8 hiéu rd dugc vai trd va tréch nhiém caaminh,
ciing nhu an tAm phan diu cho muc tiéu twong lai chung caa Tap doan CMC.

- Cho céc dbi twong CBNV chung:

Trung tam phét trién Ngudn lyc CMC s& dung ra té chac day va thi nham
danh gia nang luc vé chuy@n mdn va ngoai ngir caa CBNV: Trung tm RDC danh
gia cao tim quan trong cia ngoai ngir (Tiéng Anh) trong dinh hudng phét trién
twong lai cua Tap doan CMC la“Go Global”, do d6 Trung tdm RDC thuong xuyén
t6 chuc cé&c 16p hoc vathi chirng chi TOEIC cho CBNV caa Tap doan CMC, nham
danh gia trinh do ngoai ngir ciia, ciing nhu nham nang cao hiéu qua lam viéc cua
CBNV. (Trang web https://learn.cmc.comvn, |1a trang duwoc ding dé hoc va thi
chung chi TOEIC cua Tdp doan CMC).

Tinh dén 01/04/2019, Trung tdm RDC da hoat dong dugc 02 nam. Sau 2
nam, Trung tam RDC da tao lap dugc thanh tich 237 16p hoc — 9.798 lugt hoc vién

—11.017 gid d2o tao; cac khda d2o tao duoc trién khai dam bao tuan tha chat chg,
ndi dung ddo tao d&p wng nhu cau caa nguon luc Tap dodn nhu d&o tao can bd quan
ly, can bo kinh doanh, 1ap trinh vién...; mdi truong d&o tao duoc chuan hda, uu tién
phét trién E-Learning.

(Xem Phy luc: Bang tong hop cac khéa dao tqo tir nam 2017 — 2019, tinh dén hét
ngay 01/04/2019).

T6 chirc cAc cudc hdi thiao, khda hoc cap nhat xu hwéng cong nghé méi
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Trung tdm RDC thuong két hop vai céc cong ty thanh vién Tap doan CMC,
lién tuc mé cac Hoi thao, khdéa hoc (dudi hinh thirc Workshop, Coffee talk), cac l6p
cap nhat kién thirc... nham cap nhat kién thirc vé chuy@n mén va céng nghé méi
caathé gigi:

+ Hoi thao vé “ Cong nghé Cloud”

+ Hoi thao vé “ Cong nghé Security”

+ Hoi thao cdng nghé “ Smart City — Bon bay cho sy phét trién vuot bac”.

1
A kb

+ Hoi thao vé
+ Hoi thao vé “ Cong nghé BIG DatavaAl”
+ Hoi thao vé
+ Khda hoc vé& “CMC TechConf: Big Data, Al va Tiém nang &ing dung’ .
+V.V...

2.2.2.4.2. Hinh thirc dao tqo

Vé hinh thirc d&o tao, Trung tdm RDC da tham khao kinh nghiém cia 02

Finance Summit”

Tech Day for Business Division”

cong ty 1a Cong ty ¢6 phan FPT va Cong ty c6 phan MISA. Trung tm RDC da lva
chon dao tao véi 02 hinh thirc chinh: Bao tao noi bo va bao tao vai céc chuyén gia
bén ngoai:

Pao tao ndi bd

Céc CBNV & dugc cip trén hoic nhitng nguoi di trudc trong doanh nghiép
minh truyén dat lai nhitng kién thirc, kinh nghiém va ky nang hitu ich dé &p dung
mot cach hgp ly vao md hinh va quy trinh 1am viéc. Giang vién s¢ [anoi bd trong
Tap dodn CMC (Lacéc 1anh dao va can bo cd kinh nghiém di trudce).

D20 tao ndi bo 1a hoat dong gidp tao ramot doi ngii nhan vién chat lwong, co
nang luc ddng déu va quy ca. Trung tm RDC xéc dinh d&o tao noi bo 1a bién phép
tich cuc tang kha nang thich (g cia doanh nghiép trudc su thay doi caathi truong.
Pao tao ngudn nhan lyc cung cap cho doanh nghiép ngudn von nhan su chét luong
cao, gop phan nang cao kha nang canh tranh. Pao tao ciing dugc coi 1a mot bién
phép nang cao niang suit lao dong vatiét kiém chi phi cho doanh nghiép.

Pao tao v&i chuyén gia bén ngoai
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Véi nhirng khoa hoc dac thu nganh, va chuyén moén nganh ma dao tao noi bo
cua Tap doan CMC khdng c6 nhan sy du trinh do dé dao tao, trudéc mét Tap doan
CMC s8 uu tién thué cac chuyén gia bén ngoad doanh nghiép dén dé dao tao va
hudng dan, chia sé kinh nghiém cho cac CBNV, dé tir 6 dat hiéu qua tét hon.
2.2.2.5. Xac dinh chi phi dao tgo

Quy¥ dao tao caa Tap doan CMC dugc trich ratur viéc tinh chi phi dao tao va
chi phi san xut kinh doanh 14 02% cia lgi nhuan sau thué, va dang ¢ xu hudng
tang 1én khi tinh hinh san xuit kinh doanh cia Tap doan CMC dat duoc mot b két
qua tot trong 02 nam tir 2018 dén 2019.

Qua két qua khao sat 150 lap dong caa Tap doan CMC, c6 87% lao dong
dugc Tap doan CMC chi tra toan bd chi phi dao tao, 11% lao dong dugc Tap doan
CMC chi tra mot phan chi phi d&o tao va 02% lao dong tu chi tra phi d&o tao caa
ban than. Tir két qua diéu tra trén cho thay cong ty ciing da quan tAm dén nhu cau
caa CBNV, trich quy tir két qua kinh doanh ciia cdng ty dé phuc vu cho hoat dong
d20 tao. Cu thé, thyc té chi phi d2o tao qua céc nam duoc thé hién quabang sau:
Bing 2.10. Chi phi dao tao binh quan theo dau nguwoi qua cac nam 2016 — 2018

Pon vi: dong/ngueoi/nam

STT Chi tiéu Nam 2016 Nam 2017 Nam 2018

Kinh phi d¢&o tao binh quén

1 3,632,545 3,945,852 4,210,558
01 lao dong

) So sanh kinh phi dao tao 313,307 264,706
nam sau so Vi nam trudc 107.94% 106.28%

(Nguon: Ban nhan si)

Tuy thudc vao nhu ciu d&o tao mdi nam va cy thé ting khéa ddo tao ma bo

phan nhan sy s¢ du tru kinh phi ddo tao. Vi dy, thang 04 nam 2018, Trung tdm RDC
t6 chirc khoa hoc Ky nang ban hang va Quan |y khach hang” thoi gian 08 gio (01
ngay) cho cén bo kinh doanh (Sale) tai Phong hop tang 09, tda nha CMC Tower.

Trung tam d2o tao ngudn lyc RDC da du tru kinh phi nhu sau:
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Bang 2.11. Dy kién chi phi khéa dao tao K§ niang ban hang va Quan ly khéch

hang
STT | Nai dung chi phi | Ponvi | S6 lwong | Pon gia (VND) Thanh tién
(VND)
1 | Giangvién Nguoi 2 3,500,000 7,000,000
Céc thiét bi trinh
2 | chibu, am thanh, [Ngdy |1 1,400,000| 1,400,000
thiét bi demo
Annhe giragio | Lan 2 750,000 1,500,000
4 | Antrua Suat 35 120,000 4,200,000
Chi phi tai liéu Suat 35 25,000 875,000
Tong cong 14,975,000

(Nguon: Trung tam phét trién nguon lizc CMC)

Trén déy la bang tinh kinh phi thyc hién khoa dao tao “ Kj nang ban hang va
Quan ly khach hang” cho can bd kinh doanh trong Tap doan CMC véo thang 04
nam 2018. Trung td&m RDC s& khao sét thyuc té c&c yéu té néu trén dé thuong thao
va thong nhat mirc chi phi du tinh sao cho hiéu qua nhat. Can cu vao dé xuat cua
Trung tdm RDC, Gidm dbc Trung tam RDC s lya chon va phé duyét d¢é chuong
trinh d&o tao co thé thuc hién theo ddng du kién.

Trung tm RDC x&c dinh chi phi d&o tao duatrén nhiéu yéu t6: Xéc dinh chi
phi d&o tao dwavao sb luong lao dong dugc ddo tao hang nam va tirng di tuong lao
dong khéc nhau. Chi phi cho can bg quan ly, can b ban hang (sale) trong khoang tur
5.000.000 VNP dén 20.000.000 VNB/1 nguoi/l khda dao tao. Chi phi d& tao cho
nhan vién cé&c phong ban khéc trong khoang tir 800.000 VND dén 10.000.000 VND.

(Nguon: Két qud diéu tra)

Dya vao thoi gian dao tao dai hay ngdn ma Trung tm RDC ciing ¢ duy tinh
chi phi d&o tao phu hop, véi nhitng khda déo tao dai thi chi phi thuong I6n. Trung
tdm RDC chi tra kinh phi dao tao cho cac khda dao tao theo quy dinh cia cong ty
bao gom: Chi phi trang thiét bi phuc vu hoc tap, tién lwong, BHXH, BHYT cho



50

nguoi di hoc, giang vién. Bén canh d6, Tap dodn CMC ciing khuyén khich nguoi
hudng dan kém cip tai noi 1am viéc bang céc hinh thic tro cip lwong, thuong.

C6 thé thay Trung tam RDC d4 c6 ké hoach kinh phi cu thé cho tung lan déo
tao va cho ting ddi twong d&o tao va kinh phi dao tao qua céc nam tai Tap doan
CMC ting |&n dang ké, chinh diéu ndy gép phan tang 1én vé sb lugt nguoi duoc déo
tao ciing nhu chit lwong dao tao. Tuy nhién quy do tao cua Tap doan CMC chi
yéu phu thuoc vao két qua hoat dong san xuat kinh doanh do d6 ciing 1a mot han
ché cho viéc d&po tao tai Tap doan CMC. Vi vay dé thuc hién dao tao thuong xuyén
va cé chit luong thi Tap dodn CMC can ¢6 mot ngudn huy dong quy cd dinh ngoai
viéc trich tir loi nhuan va cac phong ban can phai du kién xay dung ké hoach phu
hop.
2.2.2.6. Lwa chon giang vién dao tgo phu hop

Péi twong duoc moi 1am giang vién s3 1a nguoi ndi bo trong Tap doan
CMC (Céc lanh dao va céc can bd co kinh nghiém di trudc) va cac chuyén gia bén
ngoa doanh nghiép.

Trung tm RDC lam viéc va théng nhat véi giang vién vé phuong phép déo
tao thich hop nham truyén dat va théng nhat vé noi dung d2o tao, xac dinh muc tiéu.
Trung tm RDC sir dung céc giang vién dao tao cha yéu tir nguon noi b, va mot s
it khéa dao tao thué cac chuyén gia bén ngodi doanh nghiép. Tuy theo hinh thirc
giang day va phuong phdp giang day ma cong ty xé&c dinh giang vién 1a bén trong
hay bén ngoai doanh nghiép.

Vi du, truong hop nhéc lai kién thirc hay d&o tao ¢&¢ CBNV méi |am quen voi
cdng viéc méi thi Trung tam RDC sir dung giang vién noi bo cia cong ty, con dé
cung cap cho CBNV nhiing kién thirc maoi hay nang cao trinh d6 thi Trung tam
RDC sz két hop giang vién noi bo vathué chuyén gia bén ngoai.

Péi véi giang vién bén trong cong ty thi chii yéu la giang vién noi bo va
giang vién kiém nhiém nhu céc 18nh dao, cac can bo quan ly ¢6 kinh nghiém. Ngoai
ra, mot sd nhan vién c6 kinh nghiém, cd trinh d6 chuyén mén sau ciing duoc lya

chon dé¢ d&o tao cac noi dung phil hop. Doi ngii giang vién nay duoc Trung tam
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RDC tin tuwong giao nhiém vy duatrén co s danh gia cao nang luc vakinh nghiém
chuyén mon.

Céc giang vién thuc hién cong viéc dao tao tai Tap doan CMC cd nhiém vy,
quyén loi nhu sau: giang vién ¢ tréch nhiém bién soan chuong trinh d&o tao danh
cho nguoi hoc, phtl hop véi muc tiéu do tao ciia khoa hoc. C6 trach nhiém to chirc
kiém trakét qua thuc hién cdng viéc d2o tao sau mdi khda hoc.

Nhiing giang vién kiém nhiém duoc huong moi quyén loi nhu khi dang 1am
viéc trong qué trinh giang day, dong thoi giang vién s3 c6 thém céc khoan phu cip
cho viéc thuc hién hoat dong dao tao.

Vi céc chuong trinh ddo tao khac ngoai DN viéc lya chon giang vién chi co
thé thuc hién bang cach 1a lya chon céc giang vién tir cac Bg, truong, vién, trung
tam d2o tao uy tin hay cac chuyén gia, ho duoc tap huin dé nim duoc muyc tiéu
chuong trinh do tao truéc moi dot ddo tao. Giang vién thué ngoai 1a nhirng nguoi
gioi ca chuyén modn vaky nang su pham vi ho dugc Trung tdm RDC lya chon tuong
d6i ky, dugc kiém dinh quanhiéu 1an to chie 16p. Tuy nhién, nhugc diém caa giang
vién |a c&c chuyén gia thué ngoai 1a ho khdng am hiéu sau vé hoat dong caa cong ty
nén déi khi bai hoc mang nang tinh Iy thuyét, xa roi thuc té.

Quadiéu tra87 CBNV caa Trung tam phét trién nguon luc vé phan trinh bay
caa giang vién thi ¢6 65 nguoi (twong Gng 74,7%) danh gia xuit sic, 14 nguoi
(twong ting 16.09%) danh gia tot, 8 nguoi (twong wng 9,19%) danh gia kha. Vé
phan danh gia kién thirc chuy@n mén va kinh nghiém cia giang vién c6 60 nguoi
(twong ting 68,96 %) dénh giaxuat sic, 13 ngudi (twong tng 14,94 %) danh gia tét,
14 nguoi (twong tng 16,09 %) danh gia kha Nhu vay, nhin chung d6i nga giang
vién lam cbng viéc giang day caa Tap doan CMC 1a co chét lwong va co thé dam
bao cho chat luong hoat dong d2o tao caa Tap doan CMC.
2.2.2.7. Panh gia két qua hoat dong dao tao

Nguoi truc tiép dénh gid thai do va ki nang 1am viéc cia nhan vién sau khi
nhan vién do6 duoc cir di tham gia mot khoa dao tao d6 1a nguoi quan ly truc tiép.

Théng thuong & cdng ty, dbi voi nhan vién, quan ly 1a truong phong hoic gidm dbc



52

quan ly truc tiép cua ho, trusng phong hoic gidm déc cd tréch nhiém béo céo két
qua lai véi treang phong nhan s ciia mdi cong ty thanh vién, tir ¢6 tap hop thong
tin 1én Trung tm RDC, tir d6 rdt kinh nghiém cho dot d&o tao sau. Diéu ndy ching
t6 ban 1anh dao cong ty hiéu rd tim quan trong cua viéc dao tao, da chd trong thuc
hién dao tao.

Pé danh gia hiéu qua dao tao doi ngii CBNV dén hiéu qua thuc hién cong
viéc ciacong ty, buéc dau Trung tAm RDC s3 dua trén nhirng can cir sau:

- Péi véi nhitng lao dong dugc dao tao ngodi DN, tai cac trudng, trung tam
dao tao thi can cir dénh gia dua vao ching chi, chitng nhan cua noi dao tao sau moi
khoa hoc.

- Bdi véi cé&c chuong trinh d2o tao tai Tap doan CMC thi két qua duoc thong
qua chat lwong 1am viéc sau quétrinh dao tao.

Bing 2.12. Chi tiéu danh gia két qua dao tao

bonvi: VND
Céac chi tiéu Nam 2016 Nam 2017 Nam 2018
So  luot nguo 1,023 2487 4478
duoc dao tao
Chi phi dao tao 4,156,182,000 11,235,601,900 22,200,420,000
Chi phi dao a0 4,062,739 4,517,733 4,957,664
trung binh/nguoi

(Nguon: Phong tai chinh va trung tam RDC)

Tir bang sb liéu trén ta thdy qua cac nam tir 2016 — 2018, thi s6 ngudi duoc

va chi phi do tao cang ting. Nhu vay nhu ciu do tao caa Tap doan CMC latuong
i 16n, kéo theo chi phi ciing ting theo |a diéu tat nhién. Théng thuong, sau mdi
khoa hoc, viéc danh gia va kiém tra kién thirc caa cac hoc vién déu do giang vién
tric tiép kiém tra bang bai kiém tra hodc cac bai thu hoach. Tuy nhién, thuc té cho
thiy do hoc vién |a nhitng nguoi da di 1am nén tam Iy ngai hoc, vaquy thoi gian dé
dao tao cuiamdi nguoi ciing it hon. Vi vay, hiéu qua d&o tao con chuaduogc cao. Pé
trénh |1&ng phi chi phi do tao, Tap doan CMC ciing can quan tam dén viéc danh gia

chat luong dao tao bang cach kiém traning luc caanhan vién sau khéahoc.
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Theo két qua khao sét vé Iy do nhirng kién thirc cia CBNV hoc duoc tng
dung vo thyc tign thi cd 76% y kién cho rang ky nang hoc phli hop véi cong viéc,
18% CBNV cho rang vi ki niang hoc phil hop véi kha niang ban than va co 5% y
kién cho rang do ki ning hoc & dung vao cdng viéc dép ung duogc nhu cau phét
trién caa ban than. C6 thé néi dasd CBNV cho ring cdng ty da xéc dinh dugc ddi
tuong dao tao tuong déi phtt hop vactr ho di hoc diing kién thirc chuyén mén maho
can cho cong viéc va hiéu qua dao tao, bdi dudng nhan luc & cong ty dat hiéu qua
khé cao khi théng qua két qua khao sét cd 86% CBNV nhan thiy ban than duoc
nang cao nang luc thyc hién cong viéc “ro rét”.

Sau khoa hoc, can by quan ly va CBNV nhan thay kha niang |am viéc caaho
tang |én, t6t hon so vai trude khda ddo tao. Chi cd mot phan nho céc hoc vién 1a sau
khda d2o tao hiéu qua van khong thay doi. Diéu d6 cho ta thiy chit luong cia khda
hoc tuong déi tét, ddp tng duoc yéu cau cdng viéc macong ty dé ra
2.2.2.8. Sr dung nhan lyc sau dao tao

Hoat dong bd tri va sir dung nhan lyc sau do tao tai cdng ty can phai dam
bao ding ngudi ddng viéc. Déi véi CBNV sau ddo tao bdi dudng, tiy theo tinh hinh
thuc té s3 tién hanh sip xép bb tri lai cdng viéc, viéc sip xép lai dugc tién hanh trén
céc cap do:

- B4 tri sip xép lai ¢ong viéc trong mot bo phan, co hai kha nang xay ra:
CBNV tiép tuc lam céc cong viéc da dang lam vabd CBNV duoc bb tri vao nhiing
nhitng cdng viéc phl hop hon sau khi di d2o tao d¢é nang cao trinh do.

- Viéc thyc hién bb tri lai cdng viéc trong phong s& do truong mdi phong ban
ma cd can b dugc cir di dao tao thuc hign. Sau khi déo tao thi CBNV d&nam duoc
nhirng kién thirc chuy@n mdn nhiém vu méi, do d6 truang phong S8 giao viéc mai
cho ho, trén co so nhirng gi d& hoc vatrén co s si huéng dan caacip trén.

- B6 nhiém dé bat cén bo sau ddo tao va boi dudng: Muc dich cua viéc cir
can bo di dao tao 1a dé bd nhiém va dé bat ho 1am nhitng cdng viéc ¢d tinh chat
phtrc tap hon, & vi tri cao hon. Do d6, sau khi di d&o tao vé thi 1anh dao cong ty can

phai thuc hién viéc nay déi véi ddi tuong duoc di d2o tao dé thuc hién thing chuc.
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Vé tong thé, viéc bd tri sir dung nhan lyc sau do tao tai Tap dodn CMC daphét huy
duoc tiém nang caa ngudn nhan lyc trong ngan han. Tuy nhién, viéc bd nhiém
CBNV ¢ vj tri cao hon chua dat dwoc hiéu qua do d& tao chwa gén véi nhu cau
thuc té, CBNV sau khi duoc ddo tao vao l1am ¢ vi tri cao hon chua phét huy dugc
kha nang vakién thic dahoc.
2.3. Panh gia chung vé dao tao nhan lyc cia Céng ty Cé Phan Tap doan Céng
Nghé CMC
2.3.1. Uu diém

- Tap doan CMC d& xay dung mot quy trinh d2o tao thong nhat trong toan
Tap doan va qua cac nam 2017 - 2019. Chuong trinh d2o tao kha cu thé cho ting
ddi twong gitp CBNV ¢6 dugc chuong trinh do tao toan dién hon.

- Hoat dong x&c dinh dbi twong d&o tao trong méi chuong trinh d&o tao d& cd
nhirng tiéu chuan twrong dbi cu thé: can bo quan ly vanhan vién.

- Chi phi d2o tao ciing tang 1én hang nam, thé hién sy quan tam dau tu caa
Tap doan CMC dén hoat dong d2o tao nhan lyc. Tap doan CMC da biét khai théc
thé manh, tiém nang con nguoi va coi yéu té con nguoi 1a khdng thé thiéu duoc
trong moi hoat dong cia cong ty.

- Céc chuong trinh do tao nhin chung duoc t6 chic theo diing ké hoach, cd
giam sét, linh hoat vathay ddi khi can thiét.
2.3.2. Hgn ché va nguyén nhan

Bén canh nhirng két qua ma T4ap doan CMC da dat duoc thi d&o tao nhan luc
tai cOng ty van con ton tai nhirng han ché sau:

- Tap dodn CMC va Trung tdm RDC chua thuc s thyc hién tt hoat dong
phan tich cdng viéc, phan tich nhu cau nhan vién dé tir d6 lap ra nhiing khéa hoc
can thiét. Két qua caa hoat dong phéan tich cong viéc 1a 03 ban: “ban mé ta cong

Viéc”,

ban yéu cau cia cong viéc”, “ban tiéu chuan thyc hién cong viéc’. Viéc
phan tich cdng viéc thuong chi dugc giao két bang miéng, chua ¢ van ban, hé

thong rd rang.
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- Trong déanh gia nhu cau, Tap doan CMC cdn sir dung han ché céc phuong
phép khéc nhu phong vén truc tiép CBNV, chi yéu 1a cin cir vao dé xuit caa cén
bo quan ly nhu gidm dbc, truong phong céc phong ban.

- Nhan vién thudng duoc cir di d2o tao khi c6 nhu ciu va dat yéu ciu chi
khoéng phu thudc nhiéu vao viéc xéc dinh chénh léch giira hiéu qua thanh tich can
dat dugc véi hiéu qua thanh tich hién tai

- Viéc xéc dinh nhu ciu do tao cua Tap doan CMC duoc tién hanh khéng
may phtc tap, cha yéu |a do uéc lwong, dya vao nhirng kinh nghiém cua nha quan
ly, su tw nguyén ciaa CBNV, thiéu tinh chu dong trong qué trinh x&c dinh nhu cau
dao tao.

- Cén bo phu tréch d2o tao ban dau chua c6 kha nang xay dung chién lugc
d&o tao vatrién khai chién lugc d& tao mot cach hoan chinh.

- Banh gia chuong trinh d&o tao chua that sy bao quét day du va toan dién
cac khia canh, chi dya trén nhan xét chu quan caa nguoi quan ly, chua x&y dung
duoc hé thong céc chi tiéu danh gid, chua coé mot dinh mirc danh giakét qua vaviéc
danh gia chua gan véi mot chi tiéu cu thé dat duoc. Vi du: hiéu qua thuc hién cong

viéc (d6i v6i nguoi quan 1y).



56

CHUONG 3. CAC GI Al PHAP NANG CAO HIEU QUA
PAO TAONHANLUC TAI CONGTY CO PHAN
TAPPOAN CONG NGHE CMC

3.1. Pinh hwéng vé dao tao nhan lwc & Cong ty Cé Phan Tap doan Céng Nghé
CMC
3.1.1. Phwong hweng phét trién kinh doanh ciia cong ty trong giai dogn 2019 —
2022

Dinh huéng d2o tao nhan lyc caa Tap doan CMC 1a d&o tao phai gan lién véi
chién lugc kinh doanh caa Cong ty.

Tiép tuc xay dyung va phét trién Tap doan CMC, phan dau tro thanh mot don
vi hang dau trong linh vuc Cong nghé thng tin va Vién théng. Véi hon 25 nam
hinh thanh va phét trién, va trong tuong lai tiép theo Cong ty C6 Phan Tap doan
CMC 3 tiép tuc khang dinh vi thé trén thi truong Viét Nam va nhiéu nuée trén thé
gii théng qua nhirng hoat dong kinh doanh chu lyc ¢ 03 khbi: Khdi Cong nghé &
Giai phé&p (Technology & Solution), Khéi Kinh doanh Québc té (Global Business),
Khéi Dich vu Vién théng (Telecommunications).

Tap doan CMC chinh thic huéng chién luoc theo 3 gid tri cot 161 mai:
“Huéng khéch hang - Cam két - Sang tao”. Bo 3 gia tri ¢bt 18i mai viing chac nhu
mot chiéc kiéng, tao nén méng dé Tap doan CMC vuon cao, vuon xa hon trong
tuong lai.

Céc gia tri ¢t 18i méi duoc lya chon dwa trén nén tang van hda, con ngudi
CMC 25 nam vaduyatrén yéu cau cia giai doan phét trién mai, trong do:

- Hwong khéch hang:

Huong khéch hang 1a mot gia tri cot 16 mai trong “bo ba’ gia tri caa Tap
doan CMC: Tap doan CMC ludn phan ddu dé dem lai nhiing gi tri hitu ich nhat
cho khéch hang, cho x& hoi, d6 1a “Coéng nghé vi cugc song — cdng nghé vi nhan

sinh”. Chinh vi vay, viéc khdng ngirng tao ra nhitng sin pham céng nghé d&p ung,
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tham chi vuot qua mong doi caa khéch hang 1a muc tiéu 16n ma gia tri cot 16
“Hudéng khéach hang” huéng dén.
- Cam két:

Cam két 1a gia tri thi hai trong bo gia tri cbt 16i méi cua Tap doan CMC.
Cam két duoc nhan dinh 1a yéu té bd trg dic lyc cho sang tao. Cam két tao nén ky
luat trong y thirc va phong céch lam viéc caa Nguoi CMC nham nang cao chit
lwong san pham, dich vy mdi ngay.

- Sang tao:

Cudi cling, séng tao van 1a yéu té duoc Tap dodn CMC lya chon tir nhiing
ngdy dau. Sang tao tao nén nhiing ky tich vatao nén CMC 25 nam.

Bén canh nhiing phuong huéng phét trién trén, voi viéc hop tac Tap doan
Samsung), Samsung SDS da chinh thirc ky hop dong hop téc dau tu chién luoc véi
viéc dau tu 25% cb phan caa Tap doan CMC. Hop tac ndy |a dé chuan bi cho chién
lwgc Go Global cua Tap doan CMC. Tap doan CMC dat muc tiéu cho giai doan 5
nam sip t6i la tro thanh tap doan toan cau véi dang cap qudc té, dat quy moé 1 ty
USD, nhan s 10.000 nguoi vao nam 2023 vadan dau chuyén doi sd.

Chi tiéu dw kién va co ciu cac linh vuc kinh doanh cia Tap doan CMC nam
2019 — 2022 nhw sau:
Bing 3.1. C4c chi tiéu dy kién cia nam 2019- 2022

Pon vi tinh: Triéu dong

. Du kién ké hoach
Stt Chitiéu : :
Nim 2019 | Nam 2020 | Nam 2021 Nim 2022
1 | Doanh thu thuin 6,620,158 | 9786,606 | 11,293734 | 14,786,606
Doanh thu thuan hop nhat
p | (sl loai trir hop nhat cac | ¢ 4o) go5 | g5g3281 | 9382130 12,563,281
cong ty lién doanh, lién
két & noi bo)
3 | Lol nhuan tru6C L& vay, | 705931 | 1884364 | 3209561 4,884,364
Thué va Khau hao
4 tLh(:e nhuan ke toan trudc | 551 g | 518445 | 1,456,745 1,812,848
5 | Loi nhuan sau thué 291,625 466,601 | 1,311,071 1,631,563

(Nguon: Ban dau tu)
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D kién co ciu céc linh vuc kinh doanh dén nam 2022 nhw sau:
- Giatri kinh doanh Tich hop hé thong: 28% trong tong doanh thu kinh doanh.
- Giatri kinh doanh Dich vy phan mém: 20% trong tong doanh thu kinh doanh.
- Giatri kinh doanh Vién thong — Internet: 40% trong tong doanh thu kinh doanh.
- Gia tri kinh doanh San xuat, lp rép vadich vu CNTT: 12% trong tong doanh thu
kinh doanh.
3.1.2. Phwong hwdng dao tao nhan lyc ciia cdng ty trong giai dogn 2019 — 2022
Hién nay, mot sb it bo phan quan ly chuadat y&u cau trong vai tro diéu hanh,
ky nang quan ly con thiéu kinh nghiém. Vi thé Tap doan CMC can t6 chac churong
trinh d&o tao huan luyén lai d6i ngi can bd quan ly, xay dung doi ngii can bo ki
thuat co trinh d6 chuyén mén cao
Pong thoi Tap dodn CMC nén d6i mai x8y dung quy ché tuyén dung, nang
cao phuic lgi xahoi, ché do dai ngo thich hop, nham khuyén khich dong vién CBNV
hang hai 1am viéc, sang tao dem lai hiéu qua cang cao cho don vi. Trong thoi gian
t6i can phai dat mot sb muyc tiéu sau:
- Thie nhét: Do tao nhan luc phai di doi voi phét trién. Can biét ring dao tao nhan
lyc trong Tap doan CMC lavan dé quan trong nhung khong thé tach roi viéc déo
tao nhan lyc vai phét trién nguon nhan lyc vi né 1a yéu té phét trién bén vitng caa
cong ty
- Ther hai: Pao tao nhén luc phai thuc hién mot cach toan dién, khoéng chi ¢ bo
phan |18nh dao cdng ty ma cac b phan ciing phai ty diéu chinh. Dao tao nhan luc
trong Tap doan dugc xem 1a yéu td co ban nham d&p (g c&c yéu cau, myc tiéu
chién lugc. Hién nay chét luong lao dong da tro thanh mot trong nhiing loi thé canh
tranh quan trong nhat cia cong ty. Thuc té da chirng minh dau tu vao ngudn nhan
lwc c6 thé mang lai hiéu qua cao hon so véi viéc dau tu ddi mai trang thiét bi cong
nghé ciing nhu céc yéu té khéc caaqué trinh san xuét kinh doanh.
- Thi# ba: Céc chinh sach vé phét trién nghé nghiép caa Tap doan CMC cang rd
rang chi tiét thi CBNV cang xéc dinh rd hon hudng di cia minh va dwong nhién

mutc d6 thic day ho 1am viéc dé dat duoc muc tiéu ciia cdng ty s& cao hon. Cong ty
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nén co s hd trg trong viéc xay dung con duong phét trién sy nghiép cho CBNV,
céc co hoi dé thang tién vanang cao vi thé, luén phat huy thé manh trong viéc thic
day CBNV gin b6 hon véi cong ty, vi khi ho thdy duoc twong lai cia sy phét trién
nghé nghiép thi s3 co nhitng quyét dinh, nhitng cam két 1am viéc 1au dai cho cong
ty.
- Thar tw: Xé&y dung téc phong lam viéc cho cac can bo cdng nhan vién tai cong ty,
dam bao thyc hién ndi quy cong ty
- Ther nam: x&y dung ché do thu hat gitr chan cén bo quan 1y gici, CBNV co tay
nghé cao. Bén canh d6 ciing co nhitng bién phdp xt phat dbi véi nhitng ddi tuong
6 hanh vi vi pham gay anh huong xau téi hoat dong hinh anh cia cdng ty.
3.2. Céc giai phap nang cao hiéu qua dao tao nhan lyc & Cong ty Cé Phan Tap
doan Céng Nghé¢ CMC

Tur viéc phan tich thuc trang dao tao nhan luc cia Tap doan CMC, cung
phuong hudng kinh doanh, chién lugc vé déo tao nhan luc, c6 thé dé xuit mot sb
giai phap sau dé nang cao hiéu qua dao tao nhan luc caa Tap doan CMC, lam cho
hoat d6ng d&o tao ngady cang tét hon, hoadn thién hon trong thoi gian téi.
3.2.1. Hoan thién pharong phép xéc dinh nhu cdu dao tgo nhan luc
3.2.1.1. S dung phurong phap phén tich cong viéc

Viéc xéc dinh nhu cau do tao can thyuc hién theo 02 buéc, d6 1& “Xac dinh
nhitng ai cin dao tao va xac dinh nhigng kién thirc va kjy nang nao can dao tao”.

Trung tdm RDC ciing d4 c6 nhitng quy trinh x4c dinh cac budc nhu cau déo
tao, tuy nhién dé thuc hién tét hai budc ndy, Tap doan CMC can quan tam dén viéc
phéan tich cng viéc. Phan tich cong viéc dugc hiéu 1a viéc thu thap cac théng tin vé
cdng viéc mot cach hé thong, nham xéc dinh rd cac nhiém vy, céc tréch nhiém
thuéc pham vi cdng viéc va nhiing yéu cau vé nghiép vu va ky nang can thiét cling
céc diéu kién dé thuc hién c6 hiéu qua c&c cong viéc trong mot to chic. Phén tich
codng viéc 1a mot cdng cu quan tri nhan luc co ban nhit nén cd y nghia quan trong
d6i v6i moi t6 chirc. Thdng qua phan tich cdng viéc, cac nhaquan ly ¢ nhiing co

s dé xay dung chuong trinh va ra quyét dinh vé& cac van dé quan ly nhan sy mot
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céch chinh xéc nhu: Pinh hudng cho cdng viéc tuyén mo, tuyén chon va hoan thién
viéc bé tri lao dong; X&c dinh nhu ciu ddo tao cho nhan vién valap ké hoach cho
céc chuong trinh d2o tao; Xay dung hé théng danh gié cong viéc va hé thong chirc
danh cong viéc... Tir sy phan tich cdng viéc cho ta thy rd yéu ciu caa cdng viéc
ciing nhur yéu cau déi véi ngudi thye hién. Phan tich cong viéc cho thay kha nang
d&p (rng yéu ciu cong viéc hién tai caacdng ty dé tir d6 xé&c dinh nhu cau mot cach
chinh xéc, duara céc chién luoc dao tao cho phu hop.

Khi phan tich cdng viéc can xay dung hai tai liéu co ban 1a“Bdn md ti cong
viéc” va“Bdn y&u cau cdng viéc doi véi ngueoi thuc hién”. Nham xéc dinh chinh xéc
nhitng ai can d&o tao va can d&o tao nhitng gi. Hai tai liéu ndy s& gilp nhaquan ly
xéc dinh duoc chinh x&c nhu cau d2o tao cua doanh nghiép. Ban md ta cong viéc 1a
vian ban giai thich vé& céc chac nang, nhiém vu, diéu kién lam viéc va céc van dé
lién quan dén thyc hién mot cdng viéc cu thé. Ban yéu ciu cong viéc ddi véi ngudi
thure hién lavan ban giai thich nhitng yéu cau vé niang luc canhan, nhu trinh d6 hoc
van, kinh nghiém cong téc, kha nang giai quyét cac van dé va ky nang, dac diém ca
nhan thich hgp nhat cho cdng viéc. Tap doan CMC can xay dyung ban md ta cong
viéc va ban y&u ciu cong viéc vai ngudi thuc hién cho doi ngii lao dong dé tir d6
xéc dinh chinh xé&c nhu ciu d2o tao. Vi du Tap doan CMC ¢ thé xay dung ban md

ta cong viéc d6i véi vi tri nhan vién kinh doanh nhu sau:
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Bang 3.2. Bang mo ta cong viéc
MAU 1. BANG MO TA CONG VIEC
Nhgn di¢n cong viéc:
+ Churc danh cdng viéc: Nhan vién kinh doanh
+ Nguoi giam sét: Truong phong kinh doanh
+ B¢ phdn: Ban hang
+ MASH: oo
+ NOAY: e,
Tréch nhiém: Pam bao doanh so ban hang, phét trién th; triong.
Nhiém vu:
+ Thyee hién, 1én ké hogch ban hang.
+ Timkiém khach hang tiémnang, ldp ké hoach khai thac khach hang.
+ Trién khai ban hang tryec tiép (chao gia va xdc tién hop dong).
+ Nghién cizu nhu ciu cia khach hang, lya chon va xay dung goi sin
pham phl hop dép :ng nhu cau khach hang
+ Thamgia viét va thanh |dp cac gigi phap cho di &n ciia cong ty.
Cac méi quan h¢:
+ Tryec tiép nhdn chi thi tir trieeng phong
+ Keét hop cac phong ban dé thuc hién trién khai dich va.
+ Ldp béo céo tong hop khdi lirong cdng viéc hang tuan, hang thang va
cac béo céo khéc theo yéu cau cia Ban Lanh dgo.
+ Phai hop trién khai céac di an do 1&nh dgo ban giao.
Pham vi quyén han:
+ Puoc ky xac nhdn trén cac héa don ban hang.
+ Pé xudt cac phurong phap cdi tien cach thizc ban hang + Kién nghi thdc

mac vé mpi van dé lién quan dén cong viéc cho cap trén.
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Bang 3.3. Bang yé&u ciu déi véi ngudi thuc hién cong viéc

MAU 2. BANG YEU CAU CONG VIEC CUA NHAN VIEN KINH DOANH
Nhan dién cong viéc:

+ Churc danh cong viéc: Can b kinh doanh

+ Nguoi giam sat: Truong phong kinh doanh

+ B6 phan: Ban hang

+Masd:

+ Ngay:

+ Y é&u ciu vé trinh do hoc van:

Yéu cau vé trinh dd hoc van: Tét nghiép Cao ding, Pai hoc

Yéu cau kién thirc va ky nang:

+ Kién thirc chuy@n mén: Chuyén nganh quan tri kinh doanh, marketing.

+ K§ nang giao tiép tot.

+ Ky niang hd tro: Sir dung tin hoc vian phong thanh thao.

+ K§ nang lam viéc nhom tot.

Yéu cau kinh nghiém lam viéc: P& cd kinh nghiém ban hang hoac ting lam
vi¢c trong moi truong ky thuat.

Yéu cau vé thé chat: Sirc khoe tét, chiu dugc &p luc cong viéc.

Yéu cau dao dirc: Trung thuc, can than, cham chi, ham hoc hoi.
3.2.1.2. S dung phurong phap “ md hinh nang luc”

“M6 hinh ning luc” duoc nghién ciru va phét trién tai M va hién nay dugc
rat nhiéu t6 chirc ciing nhu doanh nghiép sir dung ¢6 hiéu qua trong hoat dong dao
tao va phét trién nhan lec. M6 hinh nang lyc 1a mot hé théng ning luc bao gdbm céc
ky nang, kién thirc, pham chit ca nhan hinh thanh nén co so ¢ CBNV thyc hién
hiéu qua nhiém vu dugc giao. N6i mot cach khéc, d6 1amot danh muc céc yéu cau
vé kha niang canhan can c6 dé hoan thanh tét mot nhiém vu cu thé.

Kinh nghiém sir dung mé hinh ning luc tai cac t6 chirc cho thiy nhitng loi
ich can ban da dugc chung minh la

- P6i véi nha quan tri:
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+ Gilp ho dat dugc nhitng nguyén tic can ban caaquan ly can bo 1&

+ Lam viéc dung dinh hudng (gan két chién luoc caatd chire voi nhiém vu
cuatirng don vi vatirng canhén);

+ Pung nguoi, dang viéc;

+ Gin két ké hoach phét trién cia ca nhan vai yéu cau vé nang luc cua td
chirc trong hién tai cling nhu trong tuong lai.

- Pbi véi nhan vién:

M6 hinh ning luc 1a co s6 dé ca nhan xéc dinh nhitng diém manh, diém yéu
cua minh va phuong huéng phét trién. Ngoai ra, co thé thdy, mé hinh ning luc |a
mot phuong phép khoa hoc va hiéu qua trong hoat dong quan ly va phét trién ngudn
nhan lyc. B4 1&: Tao lap mot thudc do trong déi nhit quén cho quan tri nhan su; tao
mai truong dé can bd dugc cdng nhan, dugc danh gia va khen thuong, quadé khich
1& can bo 1am viéc tot hon vagan bo 1au dai véi t6 chic; Xéc dinh nhu cdu ddo tao
mat cach rd rang va co trong tam hon.

M& hinh niang luc duoc sir dung nhu nhirng cdng cu cho viéc tuyén lya cén
bo, danh gia viéc thyc hién nhiém vy, vanhiing chi dan cu thé cho nhitng hoat dong
gi4o duc d&o tao vaphét trién.

M hinh nay bao gém c&c buéc nhwr sau:

Budc 1: Xéc dinh tim nhin, sir mang va muc tiéu caatd chuc.

Budc 2: Xé&c dinh c&c qué trinh, hé thong, thi tuc ndi b nham dat dén céc
tam nhin, s mang vamuc tiéu chién lugc daduoc xéc dinh.

Budc 3: Xé&c dinh c&c nang luc can thiét dé dat t6i cac s mang, muc tiéu da
xéc dinh.

Budc 4: X&c dinh nhitng thiéu hut, khoang tréng niang lec va hinh thanh céc
ké hoach phét trién cua cAnhan va cuato chic.

Budc 5: Hop nhit céc ké hoach ndy thanh ké hoach phét trién ngudn nhan
luc caatd chirc.

Phuong phép ndy c6 uu diém latrong mot thoi gian ngan dong thoi phét hién

ra céc kién thuc, kha nang ma CBNV can thiét phai bd sung. Dya trén két qua cua
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céc budc xéc dinh trén, to chirc ¢ thé danh gia duoc nhitng kién thuc, ki nang
CBNV cin duoc d&o tao.
3.2.2. Xac dinh rd muc tiéu dao tgo cho tirng chwong trinh dao tgo

Hién nay, Tap doan CMC da x&c dinh muc tiéu d&o tao phai gan lién véi sy
muc tiéu phét trién 1au dai caa Tap doan CMC, tuy nhién can hoan thién valam cho
hiéu qua hon. Phai c6 sir két hop hai hda hon, hiéu qua hon gitra muc tiéu phét trién
cuacong ty voi muc tiéu dao tao nguon nhan luc. Vi vy viéc ddo tao can phai duoc
xay dung dya trén nhitng nhu cau phét trién, céc bién phdp va chuong trinh do tao
phai khoa hoc, cu thé, hop ly. Can cir véo ké hoach san xuit kinh doanh caa Cong
ty Tap doan CMC, c6 thé dua ra cac muc tiéu cho hoat dong d&o tao va phét trién
ngudon nhan lyc nhu sau:

Pam bao toan bo nhan vién déu dugc trang bi day du cac k§ nang mém
quan trong trong thoi dai hién nay (Ngoai ngir, thuyét trinh, chuyén mén ...) nham
d&p tng nhu ciu caa cdng viéc.

Nang cao ki nang quan ly cho toan bo doi ngii 1anh dao dé co thé dgp ung
duoc tinh hinh canh tranh khéc liét caathi truong nhu hién nay.

Nang cao hiéu qua hoat dong san xuat kinh doanh ciia Tap doan CMC
nham tao ramot quy 16n cho do tao vaphét trién nguon nhan lyc.

3.2.3. Pa dgng hoa cac hinh therc va phwong phap dao tgo nhan luc
- Vé hinh thitrc d&o tao

Trung tm RDC can xem xét va lam tét hon, dya trén s lya chon ba hinh
thirc sau: Do tao khi méi bét dau nhan viéc; dao tao trong khi 1am viéc; dao tao cho
cong viéc twong lai:
+ Pao tao khi méi bit dau nhan viéc: Néu Trung tam RDC t6 chirc d2o tao theo
lép hoc hay theo nhédm hoic chi mot ca nhan thi trudc khi bit dau husng dan nhan
vién méi nhitng cdng viéc ma ho phai hoc valam thi nén danh mot khoang thoi gian
cho nhan vién duoc gap gd vai ban 1anh dao cdng ty va ling nghe chia sé vé nhiing
truyén thdng, noi quy cong ty, ciing nhu muc tiéu phét trién caa cdng ty.... Didu do

s3 gitp nhan vién hiéu va gin bd hon véi t6 chirc.
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Thoi gian d&o tao khi mai nhan viéc dai hay ngin tuy thuoc véo tinh chat
cdng viéc CBNV dam nhan va nhiing kién thirc, ky nang CBNV dé tich liy duoc
trege d6. Khi mai bat dau nhan viéc, phan 16n nguoi lao dong chua hiéu biét nhiéu
vé té chirc, chua quen véi ¢ong viéc nén viéc d2o tao mai 1a rat quan trong. Trong
qué trinh ddo nguoi quan |y can truyén tai nhitng noi dung quan trong ma CBNV
can biét va quan tam nhu: nhitng cdng viéc nhan vién méi phai thuc hién trong thoi
gian do tao, lich trinh d&o tao, nguoi kém ciap huéng dan, tai liéu sir dung déo
tao....

+ Pao tao trong khi lam viéc: Lahinh thirc d&o tao nham gitp cho CBNV lam tht
hon chue tréch va nhiém vy dugc giao. Trung tm RDC c6 thé t6 chirc cac 16p dao
tao tai cOng ty hoic tai cac trung tAm d&o tao; tién hanh d2o tao ngay 1Gc nhan vién
lam viéc bang cach cir nguoi kém cap hudng dan ... Tuy vay, viéc d2o tao trong khi
lam viéc phai ¢dam bao khdng anh huong dén thoi gian l1am viéc caa nhan vién,
khong anh huong t6i thu nhap caa ho. Phai ¢ lich do tao cu thé va théng béo cho
nhan vién biét trugc dé chi dong trong cdng viéc, can co sy kiém tra, gidm sét két
qua dao tao thuong xuyén, lién tuc.

+ Pao tao cho cdng viéc twong lai: La hinh thirc ddo tao phuc vu cho cac muc tiéu
phét trién trong tuong lai cia to chirc hoic cia CBNV. Pay la hinh thirc d2o tao
huéng téi sy phét trien cia CBNV. Dé to chirc phét trién trong tuong lai duong
nhién [a can phét trién nguon nhan lyc trong chinh té chirc minh. Hinh thirc d2o tao
nay hién nay Trung tam RDC d4 buéc dau dao tao mot sb khoa hoc vé chuyén mdn
(Vi du: lap trinh), tuy nhién, can phét huy nhiéu hon va hiéu qua hon. Hinh thirc nay
phu hop cho Tap doan CMC khi mubn d2o tao doi ngii nhan vién ké can.

- V& phwong phép dao tao:

Hién nay ¢ rat nhiéu phuong phdp dao tao, méi phuong phép 6 uu diém va
nhugc diém riéng. Trung tam RDC c¢6 thé mém déo lva chon c&c phuong phép phu
hop. Duéi day 1a mot sb phuwong phép ma Trung tm RDC ¢ thé thuc hién va &
dung theo:

+ Phuwong phap kém cgp, chi dén: Trung tdm RDC c6 thé chi dinh ngudi 06 kinh
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nghiém chi dan cho nhitng nhan vién con thiéu kién thirc, k§ nang bang céch chi
dan tryc tiép trong khi 1am viéc. Nguoi chi dan s3 huéng dan va nguoi hoc phai
quan sét va thie hanh ludn dé nguoi chi dan kiém tra két qua. Phuong phép ndy tiét
kiém dugc chi phi vathoi gian cho doanh nghiép va CBNV.
+ Phwrong phép dao tao theo hinh thic gii di hoc ¢ cac Trung tdm: Trung tam
RDC c6 thé lién hé véi cac Trung tm d&o tao ngodi dé gui CBNV di dao tao.
Phuong phédp ndy tén chi phi nhung CBNV duoc d2o tao nhiing kién thirc mang
tinh cap nhat.
+ Phwong phép luan chuyén va thuyén chuyén cong viéc: phuong phép nay co
nhitng wu diém nhit dinh, né khéng tén kém chi phi, n6 gitp CBNV mé rong ky
nang lam viéc, duogc tiép xdc vai kién thirc ky nang méi, cd thé thay thé cac vi tri
lao dong néu xay ra céc tinh hudng o ngudi nghi thai san, nghi ém dot xuat... tiét
kiém duoc chi phi tuyén lao dong miavu cho cong ty.
+ Phuwrong phap dao tgo thong qua s hé tre ciia may tinh va qua cac |6p hec truc
tuyén online: Phuong phédp nay kha phii hop vai mot doanh nghiép kinh doanh linh
vuc cdng nghé thdng tin. Phuong phdp nay hién nay dugc &p dung rong réi trén thé
giGi varat hiéu qua machi phi lai thap. Cac chuong trinh d2o tao s duoc viét radia
mém, c&c hoc vién ¢ thé tu hoc theo cach chi dan caamay tinh.
+ Phuwong phép trd chei kinh doanh: Phuong phép ndy &p dung duoc cho moi ddi
twong Vi N6 cb téc dung kich thich kha ning sang tao va tinh than hoc tap cho hoc
vién. Bang phuong phép ndy, bo phan chiu tréch nhiém dao tao ¢ thé nghi ra cac
tinh hudng thuc té da xay ra hoic céc gia dinh dé &p vao tro choi cho céc hoc vién
tham gia. Vi du: Hai doi cling tham gia ban mot san pham, hay dung moi cach co
thé dé ban dugc nhiéu san pham nhét....
3.2.4. Hoan thi¢n cac chi tiéu, phwong phép danh gia hiéu qud dao tgo nhan luc
Viéc danh gid hiéu qua d&o tao nhan lyc khéng chi c6 y nghia dbi voi céc
chuong trinh do tao hién tai ma con gitp duc rat dugc kinh nghiém trong viéc tién
hanh cac chuong trinh déo tao khéc trong teong lai. Vi vay danh gia hiéu qua déo

tao nhan lyc can théng qua céc chi tiéu va pheong phép sau:
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+ Péanh gia két qua hoc tap caa CBNV sau khi két thiic khda hoc nhu: diém
thi, bang cap, chang chi.

+ Lay y kién phan anh cia nguoi tham gia khda d&o tao hoic sau khda dao
tao dé biét dugc cam nhan vatha do caaho vé cac phuong dién déo tao, nhu muc
tiéu ddo tao cd hop ly khdng, noi dung d&o tao co thiét thyc khéng, phuong phép
dao tao co thich dang khéng, phuong phap hoc ¢ hiéu qua khéng, trinh d6 hoc thic
cuagiang vién day cao hay thap...

+ So sénh s cai thién két qua thuc hién cong viéc caa CBNV sau khi duoc
d20 tao, kha nang & dung kién thirc, ky niang vao thuc té cong viéc hoac so sanh
véi két qua thuc hién cdng viéc caangudi khéng duoc dao tao.

+ So sénh giira chi phi d2o tao phai bo ra (chi phi truc tiép va chi phi gian
tiép) véi lwong gid tri tang thém do hiéu qua do tao dem lai.

+ Quan s nhan vién tai chd: Thdng qua viéc quan sé nhirng biéu hién cua
nhan vién trong cdng viéc, can b quan ly truc tiép oo thé biét dugc nhitng kién thirc
vaky ning méi co dugc &p dung hay khéng. Ho co thay d6i vé tha do, hanh vi nhu
mong mubn trong thyc té cong viéc hay khdng? va nhiing thay doi nay mang lai két
qué gi cho doanh nghiép: Ning suét lao dong hay hiéu suit lao dong co tang |1én sau

khi dao tao khéng.
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Bang 3.4. Bang khao sat ngwoi lao dgng véi qué trinh dao tao nhan lec
MAU 3. BANG KHAO SAT NGUOI LAO PONG VOI QUA TRINH
PAO TAO VA PHAT TRIEN NHAN LUC

Cong ty Cé Phan Tap Poan Cong Nghé CMC  Ngay...., thang......., nam......

Phiéu diéu tra ndy nham tim hiéu rd hon mong mudn caa nguoi lao dong voi
hoat dong d&o tao va phét trién nhan luc, rit mong nhan duoc s gilp d& caa anh
(chi). Mong anh (chi) dién day du théng tin vao phiéu diéu tra dudi day. Moi y kién
caaanh chi s& dugc ngudi diéu trabao mat. Rt cam on anh (chi) da hop tac

TUO e GiGitinh oo ool

Xin anh (chi) vui I6ng tra 16i nhitng cau hoi dudi day bang cach tich vao 6
tréng duoc cho & cau tra 16i cuaanh chi.

1. Anh chi ¢6 hai 1ong véi cdng viéc va vi tri minh dang dam nhi¢gm khéng?

a. Co

b. Khdng

c. Binh thuong

2. Anh (ch;) c6 mong muén duroc dao tao va phét trién ban than khoéng?

a. Co

b. Khong

c. Khdéng quan tam

3. Anh (chi) c6 mong muén gi sau khi diroc dao tao?

a. Tang tien lieong, thu nhap

b. C6 vi thé cao hon trong cong viéc

C. Dat hi¢u qua cong viéc cao hon

4. Anh (chj) c6 &p dung diroc nhitng kién thirc diroc dao tao vao cong viéc
cua minh khéng?

a. Ap dung hoan toan

b. Ap dung mgt phan

c. Khéng ép dung
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5. Cac churong trinh dao tgo cua cdng ty ma anh (chi) da tham gia co anh
hurong toi cong viéc cua anh chi khong?

a. Co

b. Khdng

6. Anh chi co nhdn xét gi vé ngi dung cac chirong trinh @0 tao cia cong ty
ma anh ch; da duoc tham gia?

a. Phong phu, bé ich

b. Binh thurong

c. Nham chéan

7. Anh (chf) c6 hai 1ong voi phirong phép dao tgo va hinh thirc dao tao cua
cong ty?

a. Co

b. Khong

Mong anh (chi) duaramét vai y kién cho nhitng cau hoi dudi day:

1. Anh ch;i ¢ gap kho khan gi trong cong viéc hién tai khdng?

2. Anh (chi) da duwoc tham gia nhizng khéa dao tao nao cua cdng ty? Anh
(chi) hay ké tén nhitng khda dao tao do.

3. Trong nhitng khda dao tao anh (chi) da dwoc tham gia, anh (ch;) thich
churong trinh @0 tgo ndo nhdt? Vi sao?

4. Trong nhizng khda dao teo anh (chy) da duwoc tham gia, co khda dao tao
nao khién anh (chy) cam thdy chan va khéng c6 hiing thi hoc tdp khdng? Vi sao?

5. Anh (chj) c6 chia sé, gop ¥ hay mong muon gi dé cdi tién hoat déng dao
ta0 Ca CONG tY NN NAY?. ... oo e

Cam on anh (chi) datham giatra loi phiéu diéu tral

Nguoi lap bang hoi: .........
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Bing 3.5. Bang danh gia két qua dao tao cia giang vién
MAU 4. BANG PANH GIA KET QUA PAO TAO CUA GIANG VIEN

HO BN, o
Noay: .../ ....[....
B PN e e
Thoi gian G0 1a0: ... ..o e
GlANG VIBN: L e e e e e e e e e e e
Chi tiéu Yeéu Kém | Trung Binh | Kha Gioi

Y thirc hoc tap

Kha nang tiép thu

Nang cao trinh d¢ sau dao tao

Chuan bi bai truéc gio hoc

Hang hai xay dung ba giang

Tinh than hoc tap

Théi d6 tng xu voi giang vién
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Bing 3.6. Bang két qua danh gia ciia can b quan ly
MAU 5. BANG KET QUA PANH GIA CUA CAN BQ QUAN LY

HO BN o e
B PN e
Noay: ... ...d.........
] Trung
Chi tiéu Yeu Kém Binh | Kha Giéi

Nang cao trinh do

Tang nang suat

Lam cha cong nghé

Giup d& céc nhén vién chua
duoc dao tao

Nang ceo chit luong sin
pham

Giup giam giathanh

Qua céc bang danh gid s8 gitp duoc nha quan tri cap cao danh gid duoc hiéu
qua cia qué trinh d2o tao va phét trién tir d6 rat kinh nghiém va dua ra chién lugc
d20 tao cho nam téi mot cach hop ly, ddng thoi tim raduoc doi ngii cac nha quan tri

ké can cho cong ty trong giai doan téi théng qua céc tiéu chi danh gia.
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Bang 3.7. Ngi dung va Quy trinh dao tao

Nguai thuc hign Luu do

Nhu ciu d&o tao

y

A

— 3| Xé&cdinh nhu ciu d&o tao

!

Phiéu yéu cau dao tao

- Truong Bo phan

- Truong Bo phan

y

- Ban Nhan sy Ké hoach d&o tao
4—
- Giam bbc
Trong Céng I Ngoai Cong

v v

- Ban Nhan sy Lap chuong trinh BT Chon d6i téc ky HD
v !

- Bo phan d2o tao Thuc hién Thuc hién

- B6 phan dao tao

Panh gia két qua

Danh giakét qua

- B6 phan dao tao

Chung nvhan Ch{rné nhan

- B6 phan dao tao ' T |

- Bannhan su
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Thuyét minh leeu do nhe sau:

1. Xac dinh nhu cau d30 tao:

Can cir mirc d6 phét trién va chinh sach d2o tao nhan lyc cia Cong ty doi hoi
cu thé nhu:

- Céc ké hoach vamuc tiéu chién lugc va téc nghiép trong tuong lai.

- Céc nhu ciu sip t6i vé can bo quan ly, can bo ky thuat, nhan vién nghiép vu
va cong nhén k¥ thuat.

- Sy thay d6i vé qui trinh cdng nghé, cdng cu vatrang thiét bi.

- Céc yéu cau vé phép luat vaché dinh, céc tiéu chuan téc dong dén to chuc.

2. Phiéu y&u ciu dao tao:

Sau khi xéc dinh dugc nhu ciu d&o tao, cac Truong Bo phan 1ap phiéu yéu
cau d&p tao trong d6 néu rd:

- S6 luong do tao.

- Muc dich vanghiép vu dao tao.

- Thoi gian dao tao.

3. Ké hoach d40 tao:

Can cir phiéu yéu cau d&o tao cia céc Bo phan, cin cir chu truong, chinh
sach phét trién va dao tao ngudn luc. Ban Nhan su/Trung tAm RDC s3 tap hop toan
bo yéu ciu d2o tao va xéc dinh nhu ciu d&o tao vao ké hoach dao tao, dya trén céac
yéu té sau:

- S6 lugng dao tao cho c&c ngudn luc can thiét: trong dé gdm céc ddi tuong
dao tao: Can bo quan ly, can bo k¥ thuat, nhén vién nghiép vu va cong nhan ky
thuat v.v .

- Chuong trinh do tao dé phuc vu cho cong viéc gi? va anh huang tich cuc
cho cong viéc rasan?

- Phuong phép d&o tao: Do tao méi hay tai ddo tao, d2o tao tai chd, dao tao
ngan han hay dai han

Dé xéc dinh su can thiét cho viéc ddo tao mang tinh chién luoc 1au dai va co

tinh hiéu lyc, hiéu qua; Ban Nhan sy/Trung tAm RDC & Trinh Gidm déc Trung tam
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RDC hoic Phé TGB/GP nhan sy Tap doan CMC, xem xét c&c nhu cau dao tao sau
khi daduogc xé&c dinh, néu:

- Trudng hop thiy viéc dao tao chua can thiét hoic dbi tuong ddo tao khéng
pht hop hay céc viéc can bd sung khéc, Giam ddc trung tdm RDC hoic Phé TGP
/GP nhan sy Tap doan CMC s3 cd y kién phé duyét dé tién hanh viéc xéc dinh lai
ké hoach d&o tao.

- Xét thdy nhu cau d&o tao d& x&c 1ap ding nguoi, ddng viéc, thi Gidm déc
trung tm RDC hoic Ph6 TGP Tap doan CMC duyét chap thuan va cho thuc hién.

4. Pao tao:

Can cir nhu cau d2o tao va tinh chit can d2o tao, Ban Nhan sy/Trung tam
RDC tham muu cho Phé TGD/Gidm dbc nhan sy Tap doan CMC vé hinh thic va
phuong phép d2o tao, cu thé phai xem xét diéu kién sin co tai Cong ty dé xéc dinh
cac noi dung dao tao nhu:

- Péi trgng ddo tao: Céan bo quan |y, can bo ki thuat, nhan vién nghiép vu

- Noi dung dao tao: Phai gin lién véi cong viéc.

- Phuong phép dao tao: Tu dao tao tai chd hay tir bén ngoai, ddo tao mai hay
d20 tao bo sung.

- Thoi gian 2o tao: Ngin han hay dai han, tap trung hay béan tap trung.

- Céc hd tro vé ndi bo trong qué trinh tham gia d2o tao dé duy tri va khang
[am anh huong téi hoat dong chung.

Tuy theo diéu kién d& duoc lya chon vé hinh thirc d&o tao ma trién khai thuc
hién:

4.1. Pao tao trong CONQ ty:

* Lap chuong trinh dao tao:

Truong hop d2o tao trong Céng ty, Ban Nhan sy/Trung tdm RDC phbi hop
c&c Bo phan lién quan dé 1ap chuong trinh do tao, bao gom:

- biadiém t6 chtc dao tao.

- Lap danh séch nhitng dbi tuong dugc déo tao.

- Ctr Cén bo dao tao (husng dan).
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- Chuong trinh, noi dung dao tao.

- Thoi gian dao tao.

* Trién khai thuc hién:

Sau khi chuong trinh d&o tao dugc Gidm déc Trung tm RDC hoic Pho
TGD/GD nhéan sy Tap doan CMC xem xét phé duyét, Trung tdm RDC 3 tién hanh
cac budc cong viéc sau:

- Lén lich, thoi gian dao tao.

- Ban hanh quyét dinh do Giam dbc Trung tdm RDC hoic PTGB/GP nhén
sy Tap dodn CMC (Phu tréch nhan sy va déo tao) ky va théng bédo cho nhitng ddi
turong dugc d2o tao chuan bi sip xép thoi gian dé tham dy kém theo noi dung ddo
tao valich d2o tao (Théng qua céc Truang Bo phan dé bo tri).

- Ban hanh Quyét dinh do PTGB/GP nhan sy Tap doan CMC ky va théng
bo cho nhitng Bo phan lién quan dé cac Bo phan nay chuan bi sip xép thoi gian va
gio trinh huin luyén (hoac hop dong véi chuyén giabén ngod).

- Chuén bi céc diéu kién, phuong tién can thiét phuc vu cho viéc do tao (xéc
dinh chi phi dao tao).

- Trong sudt qué trinh d2o tao, Trung tm RDC cir cén bo theo ddi chit ché
l6p hoc va yéu cau nhitng ngudi tham gia dao tao phai thuc hién tot ndi qui, chuong
trinh d&o tao va c béo céo dinh ky véi Gidm dbc Trung tAm RDC va Ban nhan sy
cua Tap doan CMC, tir d6 c6 tréch nhiém béo céo két qua 1én PTGB/GP nhan su
Tap doan CMC V¢ tién trinh do tao.

* Panh gia két qua:

Sau khi d&o tao thoi gian 03 thang va 06 thang, Céan bo huéng dan phdi hop
cuing c&c Truong Bo phan danh giakiém trakét qua hoc tap cia cac ddi tugng dugc
d&o tao thdng qua céc cong viéc bd tri thuc té.

- Néu khdng co sy thay dbi chat lwong va hiéu qua trong cong Vviéc so Vi
truge khi d2o tao, thi Truong Bo phan (Gidm déc, Truong phong), va Trung tam

tdm RDC (théng qua Phong nhén sy cua cac cong ty thanh vién Tap doan CMC)
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xéc dinh lai c&c yéu té trong chuong trinh do tao, ké hoach do tao cho phl hop
hon.

- Néu Théng qua tap huan d2o tao, cac thanh vién dugc déo tao nang cao
hiéu qua va co biéu hién tich cuc trong cdng viéc, Bo phan d&o tao va Ban Nhan sy
[ap to trinh d& hoan thanh chuong trinh dao tao va trinh PTGDB/GDP nhén sy Tap
doan CMC ky giay ching nhan.

4.2 - Dao tao ngoai cong ty:

* Chon dbi tac vaky hop dong dao tao:

Truong hop do nhu ciu d2o tao cin phai thuc hién bén ngodi Tap doan
CMC, Trung tdm RDC s2 chju trach nhiém lién hé cac don vi dao tao va sau d6
trinh PTGD/GD nhéan sy Tap doan CMC xem xét vaky hop dong dao tao, bao gom:

- biadiém t6 chtrc dao tao.

- Chuong trinh vandi dung dao tao.

- Thoi gian dao tao.

- Kinh phi d&o tao.

* Trién khai thuc hién:

Sau khi da ky hop ddng d&o tao, Trung tm RDC s? tién hanh céc budc cong
Viéc sau:

- Théng béo vai cac Truong Bo phan lién quan va trinh PTGDB/GD nhén sy
Tap doan CMC ban hanh Quyét dinh cir di hoc cho tirng ca nhan duoc tuyén chon
tham du khoa do tao véi c&c noi dung quyén loi va tréch nhiém trong va sau khi
duoc dao tao.

- T6 chtre céc phuong tién can thiét cho viéc phuc vu hoat dong dao tao.

- Céc hd trg khac dé tao diéu kién nguoi duoc ddo tao tham gia day du
chuong trinh.

* Panh gia két qua:

Sau khi két thiic khda hoc, céc dbi tuong duoc cir di ¢2o tao phai ¢6 vin ban
vé két qua hoc tap vakha niang van dung thuc té, nop vin ban dé (cd xéc nhan cua

Truong bo phan tryc tiép) vé Trung tAm RDC dé theo d6i. Bong thoi cac canhan do
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chuyén mot ban sao (copy) cua Gidy chirng nhan (hoic bang cap) cho Ban Nhan s
dé xem xét két qua hoc tap vatit ca gidy to nay dugc luu trong hd so canhan.

Sau khi thuc hién nhiém vu va qua 6 thang, Béi tuong duoc cir di dao tao
phai 1ap béo céo vé viéc van dung ly thuyét vao thuc té cdng viéc két qua ra sao: Co
tién bo hay khéng tién b so vai truoc khi dugc ddo tao kém theo v kién cua Truong
bo phan, y kién caa Gidam déc Trung tAm RDC va chuyén béo céo cho PTGB/GD
nhan sr Tap doan CMC cd y kién tong két.

Néu xét viéc ddo tao khong dat yéu cau cho cong viéc thi Trung tam Phét
trién Ngudn luc CMC két hop clng Truong bo phan cua nguoi dugc ddo tao phai
tim nguyén nhan dé khic phuc: Noi d2o tao khdng dat y&u cau chit luong, ngudi
duoc ddo tao khong tiép thu tét trong qué trinh tham gia d&o tao, bd tri cdng viéc
khéng pht hop véi kha ning, kién thirc dugc do tao .... Qua viéc x&c dinh d6 lam
co & dé xéc 1ap lai nhu cau d&o tao.

Truong hop déi twong duoc cir di d2o tao dai han (trén 3 thang) thi phai béo
céo két qua hoc tap mdi 3 thang vé dé Trung tAm RDC tong két va theo dbi.

4.3 Ghi valuu hd so d&o tao:

- Trung tAm RDC luu day du hd so dao tao ddi voi mdi chuong trinh d2o tao
cu thé.

- Pi dbi v6i dao tao nhan vién méi, Trung tam RDC va Ban nhan sy tién
hanh d2o tao vé lich sir hinh thanh phét trién cia cong ty, c&c san pham ciacong ty,
co cau té chac cdng ty, ndi quy lao dong, quy dinh vé quan |y nhan sy, cac ché do
lwong khen thuéng, cé&c hinh thirc va cach thae xir Iy ky luat ... sau d6 ghi day da
theo biéu mau qui dinh

- Céc bo phan phai dao tao hoic huéng dan nhan vién vé céch thire thuc hién
cdng viéc, c&c quy dinh méi ... thi ghi hd so d2o tao theo biéu mau qui dinh, ban
chinh chuyén vé Ban Nhan sy luu.

3.2.5. Xay dung chinh sach s dung CBNV sau dao teo
Van dé ndy ciing lamot chi tiét dé nhirng nguoi dugc ddo tao cd thé sir dung

duoc kién thire, ki nang minh d& hoc véi hiéu qua cao. Bén canh d6 cong ty ciing
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can ¢6 nhitng khuyén khich vé vat chit tinh than cho CBNV sau mdi khoa dao tao;
tao diéu kién thuan lgi dé CBNV phét huy sang kién, kién thirc, ki naing ma ho da
duoc ddo tao, khuyén khich ho tng dung céc kién thuc, k§ ning da duoc hoc véo
trong cdng viéc cho dii cd thé xay ra nhitng rai ro ban dau. Pong vién CBNV kip
thoi dé ho c6 thém duogc nhirng sang kién, cai tién phuong phép 1am viéc, chu dong
hon trong céc tinh hudng cdng viéc kho can nhiéu kién thirc va cd kha nang &p dung
nhitng kién thirc d& hoc vao thuc té.

Can ¢6 co ché sir dung lao dong sau ddo tao tét hon so vai hién nay theo
nguyén tic cir ding nguoi di d&o tao, bd tri cho ho ding viéc sau d&o tao, bo nhiém
nguoi dam bao dung tiéu chuan c6 chi y dé thdc day tién trinh hoi nhap kinh té
qubc té cua ca nhan ngudi dugc bd nhiém. T6 chirc céc 16p ddo tao ki niang va
phuong phép lao dong cho céan bo. Ciing can van ban hda van dé ndy dé cé quatrinh
t6 chirc thuc hién thdng nhit. C6 gang trénh tinh trang thiéu céng minh tiéu cuc
trong viéc bd tri lao dong, dic biét 1a lao dong sau khi d&o tao boi vi sy bit cap
trong viéc bé tri lao dong s& gy ratam ly chan nan ¢ nhitng nguoi d& d2o tao, s3
lam giam dong luc lao dong caa ho. Con d6i vai nhirng nguoi chua tham gia déo
tao thi s khéng con tin tuéng vao tac dung va hiéu qua caa hoat dong dao tao va
phét trién nguon nhan luc trong cong ty.

Pé xay dung duoc chinh sach nay cong ty phai gan viéc d&o tao véi nhu ciu
vé ngudn nhan lyc, dya trén co s quy hoach can bd va gén véi chién luoc phét
trién cua cdng ty. Do tao phai ¢6 muc dich rd rang, nhan vién can duoc d2o tao vé
mit ndo dé d&p tng yéu cau cdng viéc thi dao tao bd sung, nang cao mit do. Pao
tao phai dam bao ddng ddi twong, c6 hiéu qua va khéng dao tao tran lan. Ul tién
d&0 tao can bo cha chét, can bo trong dién quy hoach, can bo 6 tham nién cong téc.

Pam bao tang lwong, thang chirc, tao mdi trudng 1am viéc tt hon cho nhiing
nguoi dugc di ddo tao tir 46 méi tao ra sy thu hat hip din CBNV tu nguyén, tich
cuc tham gia vao céc khoadao tao.

3.2.6. Tgo déng luc cho nguoi dwot dao tao va nguoi lam dao teo

- Hoan thién chinh sach khuyén khich vat chat va tinh than trong qua trinh
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dao tao:

+ Lam hoat dong tuyén truyén, khuyén khich, dong vién tinh than cho nhan
vién duogc d2o tao. Diéu nay gitp cho CBNV hiéu rd vé tim quan trong cua hoat
dong nay va tu nguyén tham gia dao tao. Sau dé ban lanh dao s¢ phén tich rd cho
can bo duoc cir di hoc biét vé muc dich ciamdi khod hoc, y nghia thiét thuc caand
va nd hoadn todn co loi cho ngudi duoc cir di dao tao: nang cao ki nang tay nghé
lam viéc tir d6 gdp phan ting thu nhap va chirc danh cho ho trong twong lai.

+ Két hop khuyén khich vat chét vatinh than cho CBNV. Ngoai c&c tro cip
vé vt chat nhu: tién hoc phi, tién di lai, nha o, tai liéu...thi cdng ty nén c6 nhiing
khuyén khich vé tinh than nhu: ting bang khen, ting pham... cho nhitng nguoi dat
thanh tich cao trong qué trinh dao tao. Ngoai ra con phai tao tdm ly yén tdm cho
nguoi dugc dao tao dé ho cd thé hoc tap vai két qua cao nhat. Trudc khi bat dau céac
budi d&o tao, co thé cho hoc vién choi mot vai trd choi lién quan dén noi dung dao
tao hoac giang vién dao tao co thé xay dung mot vai tinh hung kich lién quan dén
van dé dao tao dé hoc vién xem vaduaray kién giai quyét. Xen k& gitra thoi gian
d20 tao can c6 thoi gian nghi ngoi, thu gidn cho hoc vién, can tao cho hoc vién y
thirc dugc sy bo ich valy thi ciabubi dao tao minh dang tham gia

+ Lam dung hoa mdi quan hé gitra nhitng ngudi dugc di d& tao véi nhiing
nguoi khdng duoc di ddo tao dé ho déng gdp hét cong sirc minh cho cdng ty. Véi
nhitng ngudi chua hodc khdng duoc dua di do tao b thé xay ra chiéu huéng tam
ly khéng tdt nhu chén nan, lo 1ang cho vi tri caa minh hodc d6 ki véi nguoi dugc di
d20 tao. Ban 1anh dao hay céc can bo quan |y truc tiép phai theo doi dién bién tam
ly caa ho, cd téc dong tam ly kip thoi, phii hop dé diéu chinh suy nghi cua ho theo
chiéu hudng tich cyc hon. Lam cdng téac tu tuong cho ho hiéu mot nguoi duoc di
d20 tao ludn xuét phét tir nhu cau cong viéc, phai biét chap nhan sy thay doi trong
co Cau to chirc vi muc tiéu chung ciia cong ty. Khi ¢4 tao cho ho cam giéc khéch
quan, cdng bang va yén tam thi chinh ho s3 1a nhitng nguoi ung ho nhiét tinh cho sy
d6i mai trong t6 chuc, gidp d& nhitng nguoi di hoc trong thoi gian theo hoc ciing

nhu sau khoé hoc. Ban than ho ciing y thic phin dau.
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3.2.7. Mt sé bién phap khac

Nang cao hiéu qua sir dung quy ddo tao va phét trién: Hang nam Tap doan
CMC trich mot khoan tién khéalén cho quy dao tao nhan luc nhung quy ndy sir dung
chua thuc sy toi dahiéu qua, 1am anh huong dén két qua kinh doanh cua cong ty vi
no6 dugc hach todn vao chi phi kinh doanh.

Vi vay cong ty can phai |am rd céc khoan chi phi trong qua trinh dao tao lam
sao dé sir dung nguon vén it nhat ma hiéu qua d2o tao dat duoc 1a cao nhit.

Tang cudng co s& vat chat ky thuat cho d&o tao: b tri 16p hoc 6n dinh, ting
cuong dau tu trang thiét bi hién dai cho céc 16p d2o tao...

Gilp d& nhan vién xay dung muc tiéu phin dau rd rang cho ban than. Bé 1am
duoc diéu ndy cdng ty can thuc hién céc cdng viéc sau:

Xay dwng quy ché dao tao

Pé xay dung duoc mot quy ché dao tao hiéu qua va khoa hoc kha ton thoi
gian vachi phi, con phai trai qua quatrinh &p dung va sira doi,vi vay cong ty can co
s dau tu vachuan bi vé tai chinh trugc khi thuc hién.

- M6t quy ché dao tao can dam bao day du cac muc sau:

+ Nhitng quy dinh chung, bao gom: Noi dung quy ché, dbi twong va pham vi
&p dung, nguyén tic dao tao.

+ K& hoach dao tao va hinh thuc do tao.

+ Tréch nhiém va quyén lgi cia can bo, nhan vién duoc cir tham gia c&c
khdadao tao.

+ Trién khai thuc hién.

+ Diéu khoan thi hanh.

+ Tao co hoi cho nhén vién ty danh gia ban than va xay dung muc tiéu phéat
trién cho ban than mot cach hiéu qua;

+ Cung cap céc ké hoach d2o tao va co hoi phét trién, tu van nghé nghiép
cho nhan vién.

+ CO sy phan hdi kip thoi trong viéc danh gia vé tiém lec caia muc tiéu phéat

trién nghé nghiép manhan vién dalyachon.
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Coi trgng dao tao véi can by quan ly

Cong ty can coi trong hon nita do tao d6i vai can bo quan ly cap cao, boi
dudng trinh do cho ho trén céc phuong dién nhu: phan tich chién luoc kinh doanh;
quan ly tai chinh vaquan ly nhan lyc. Trong s nhitng can bo quan |y cua cong ty,
nhiéu nguoi ciing chi tir nhirng nhan vién binh thuong do thoi gian cong tac 1au nam
ma duoc dé bat gitr chuc vu 18nh dao song t6 chat ca nhan caa ho lai khéng co sy
thay doi qua I6n. Mat khéc, khi cac nhan vién duoc d2o tao nang cao niang luc va
nhan thirc s dan dén sy xung dot ki nang va quan niém giitanhan vién vanhalanh

dao.
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KET LUAN

Trong thoi gian thyc hién nghién ciu tai Cong ty C6 phan Tap doan Cong
Nghé CMC (Tap dodn CMC) da dem lai cho t6i nhiéu kién thic thyc tién tir hoat
dong kinh doanh va hoat dong dao tao nhan luc cia Tap doan CMC. Thoi gian nay
d& gitp toi tryc tiép tim hiéu hién trang hoat dong dao tao ngudn luc tai Tap doan
CMC, ¢6 sy s0 sénh d6i chiéu lai vai kién thirc ¢ duoc hoc vanghién ciu.

Trong giai doan kinh té dat nudc phét trién, trong xu huéng hoi nhap qudc té
va nhat 1a hién nay cudc "Céach mang Cong nghiép 4.0" dang dién ratai nhiéu nuéc
phét trién, thi viéc dao tao nhan luc 1acan thiét.

Luan van da hé thong hoéa va lam rd mot sd van dé ly luan vé dao tao nhan
lyc. Trong quéa trinh tim hiéu hoat dong d2o tao nhan lyc cia Tap doan CMC, luan
van da di vao phéan tich, danh gié thuc trang dao tao nhan luc tai Tap doan CMC va
chi ra nhitng han ché, nguyén nhan. Tir d6 két hop véi méi truong ciing nhur tiém
nang, nguon luc thuc té caa cdng ty, va dua ra duoc nhitng giai phép hop ly nham
hoan thién d&o tao nhan luc cua Tap doan CMC trong giai doan téi (truéc mat tur
nam 2019 — 2022).

Tuy nhién, thoi gian tim hiéu con ngan, dic biét 1a kién thie, kinh nghiém
cuatdi con han ché nén nhitng nhan dinh vé vu diém, nhugc diém vé hoat dong déo
tao caa Tap doan CMC con nhiéu chd mang tinh chu quan va chua dugc déanh gia
thuc s chinh x&c, nén luan van khdng tranh khoi nhirng thiéu sot. Vi vay téi rat
mong duoc s thdng cam va gop y cia cac thay cd trong Hoi dong.
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PHU LUC 1
Téong hop cac khéa dao tao ciaa Trung tam RDC tir nam 2017 dén nam 2019 (Tinh dén hét ngay 01/04/2019):

khéch hang’

Ai . ; A i da 5na qic Théi gian khai giang (bit dau
st | PO | ran khoahoohgi thio | Shiep | T | Selueng | Giodao ) Tonggio "9 gidng (bat dau)
twong tw ngwoi/khda | taollép daotao | \am 2017 | Niam 2018 Nim 2019

1 | Paotao can bd quan ly cip trung

FoM (Fundamentals of 3 # 75 100 300 | 01/05/2017

M anagement)

FoM (Fundamentals of 3 4 78 100 300 | 02/08/2017

M anagement)

FoM (Fundamentals of 3 43 92 100 300 08/03/2018

M anagement)

FoM (Fundamentals of 3 #4 80 100 300 04/08/2018

M anagement)

FoM (Fundamentals of 3 45 68 100 300 13/02/2019

M anagement)

AoM (Advance of 2 # 50 80 160 15/11/2018

M anagement)
2 | Daotao can b kinh doanh

Khoa dao tao “K§ nang

ban hang va Quan ly 1 #1 40 100 100 24/07/2017

khéch hang’

Khoa dao tao “K¥ nang

bén hang va Quin Iy 1 # 42 100 100 | 14/09/2017




i . , 12 A s N R - Th‘. o kh .., b‘tdk
Stt Dol Tén khéa hoc/hgi thao | Sb 16p Tha So‘qung Gio d,ao To\ng gior 01 gian khai giang (bat dau)
eng tw | ngudikh6a| taollép | daotao |"Nym 2017 | NAM 2018 |  Nam 2019
Khoa dao tao “K§ nang
ban hang va Quan ly 1 #3 48 100 100 21/04/2018
khach hang”
Khéadao tao “Ky nang
ban hang va Quan ly 1 #4 50 100 100 16/01/2019
khach hang”
Khoadao tao “CMC
Sale Solutions” 2 #1 50 76 152 03/09/2017
Khoadao tao “CMC
Sale Solutions” 2 #2 55 76 152 13/11/2017
Khoadao tao “CMC
Sale Solutions” 2 #3 60 76 152 10/01/2018
Khoadao tao “CMC
Sale Solutions” 2 #4 62 76 152 23/03/2018
Khoadao tao “CMC
Sale Solutions’ 2 #5 65 76 152 03/05/2018
Khoadao tao “CMC
Sdle Solutions’ 2 #6 52 76 152 15/07/2018
Khoadao tao “CMC
Sale Solutions” 2 #7 54 76 152 10/09/2018
Khoadao tao “CMC
Sale Solutions” 2 #8 60 76 152 02/11/2018
Khbadeao tao “CMC 5 49 62 6 155 041011201

Sd e Solutions”




Program”

£ , 3 5 iy da dng gid Thai gian khai giang (bat da
st| PO | renkhéaheohgi thio | Sblgp | ¥ | Sblweng | Gidrdao | Tonggio o1 gian khal gfang (bat div)
twong tw | ngwoi/khda | taollép daotao | Nsm 2017 | Nam 2018 Nim 2019
Khoadao tao “CMC
Selo SolLtions” 2 #10 65 76 152 25/02/2019
Khoa deo tao "K§ néng 3 m 152 120 360 | 04/08/2017
thuyet trinh néng cao
Khoa deo tao "K§ néng 3 #2 128 120 360 14/09/2018
thuyet trinh néng cao
Khéada tao “Ky ning 3 #3 145 120 360 04/01/2019
thuyet trinh néng cao
3 | Laptrinhvién
Khoa d&o tao * Globdl 2 #1 55 120 240 | 01/08/2017
Developer Passport
Khoadao tao “Globa 2 # 58 120 240 | 11/10/2017
Developer Passport
Khoa dao tao " Global 2 #3 50 120 240 28/02/2018
Developer Passport
Khéa déo tao * Global 2 #4 62 120 240 11/08/2018
Developer Passport
Khéa déo tao * Global 2 #5 59 120 240 25/09/2018
Developer Passport
Khéadao tao Glot,):':ll 2 46 63 120 240 07/01/2019
Developer Passport
Khoa dao tao “ Software
Developer Passport 2 #1 67 125 250 14/06/2018




Stt

Poi
twong

Tén khoa hoc/hdi thao

S6 16p

Tha
tw

S6 lwong
ngwoi/khéa

Gio dao
tao/lop

Téng gio
daotao

Thoi gian khai giang (bat dau)

Nam 2017

Nam 2018

Nam 2019

Khoa dao tao “ Software
Developer Passport
Program”

#2

72

125

250

02/10/2018

Khoa dao tao “ Software
Developer Passport
Program”

#3

65

125

250

24/11/2018

Khoa dao tao “ Software
Developer Passport
Program”

71

125

250

14/01/2019

Khéa hoc
“Microservices voi
Spring Boot”

#1

75

150

17/12/2018

Khéa hoc
“Microservices voi
Spring Boot”

#2

75

150

07/01/2019

Khéa hoc "Global
Project M anagement "

#1

75

150

10/11/2018

Khéa hoc "Global
Project M anagement "

#2

75

150

16/01/2019

Cén bg quan tri du &n, quan tri
hop dong, giam doc du an

Khoa hoc “Quan tri du
an” co ban

#1

90

24

02/09/2017

Khoa hoc “Quan tri du
an” co ban

#2

112

24

27/12/2017




vé Tap doan CMC"

£ , 3 5 iy da dng gid Thai gian khai giang (bat da
- Péi Tén khéa hodhdi thio S5 l6p Thi So\lyrqng Gio d,ao To\ng gior oi gian khai giang (bat dau)
twong T tw | nguoi/khda | taol/lép daotao | Nsm 2017 | Nam 2018 Nim 2019
Khéahoc “Quan trj dy 4 #3 120 6 24 12/01/2018
an” co ban
Khéahoc *Quan tri dy 4 #4 134 6 24 08/04/2018
an” co ban
l’(h’oa hQ(? Quan tri du 4 #5 138 6 24 12/07/2018
an” co ban
Khéahoc “Quan tri dy 4 #6 128 6 24 26/02/2019
an” co ban
Khéahoc *Quan tri du 2 #1 40 8 16 26/10/2018
an” nang cao
Khéahoc “Quan tri dy 2 #2 60 8 16 16/12/2018
an” nang cao
Khéahoc “Quan tri dy 2 #3 56 8 16 05/01/2019
an” nang cao
5 | Can by nhan s
Khoa deo tao "K' nang 3 # 75 35 105 | 06/07/2017
phong van tuyén dung
Khoa Qéo tao sir dung
“Heé thong Quan tri &
Phét trien nguon nhan 2 #1 25 12 24 16/02/2019
luc SAP SuccessFactors
(SH”
6 | Pao tao cho cac nhan s méi
Khbéadao tao "Tim hiéu 4 #1 145 9 36 14/07/2017




Business Division”

A ; , A .‘ Y e - Th‘ . kh o oo ‘t A
sit| PO | ranknsahoohgithio | Shlep | & | Selueng | Giodao | Tonggio o1 gian khai gising (bit dau)
tqung ° ° tl}’ ngll’O'l/khoa t@lO/I op dao tao Nim 2017 Nim 2018 Nim 2019
Khoa d&o tao "Tim hiéu
v Tap doan CMC" 4 #2 178 9 36 24/02/2018
Khoa d&o tao "Tim hiéu
v Tap doan CMC" 4 #3 198 9 36 02/11/2018
Khoa d&o tao "Tim hiéu
va Tap doan CMC" 4 #4 214 9 36 12/03/2019
7 | Céc d6i twogng CBNV chung
Hoi thio *COng nghé 4 #1 188 8 32 | 09/09/2017
Cloud
Hoi thao *Cong ngh¢ 4 #1 129 8 32 18/10/2018
Security
Hoi thao cong ngh¢
Smart City —Don bay 4 # 178 8 32 12/12/2018
cho sy phat trién vuot
bac”.
Hoi thao “Finance 4 # 156 8 32 01/02/2019
Summit
Hoi thao vé “Cong nghé
BIG DatavaAl” 4 #1 164 9 36 03/02/2019
Hoi thao vé “Cong nghé
BIG DatavaAl” 4 #2 149 9 36 05/01/2019
Hi thio * Tech Day for 4 # 108 9 36 03/02/2019




stt| PO | Tenkheahoohsi thio | Sélgp | ThE | Sblweng | Givdao | Ténggiv pihgtgiankhaigring|(eatidau)
twong tw | nguoi/khda | taol/lép daotao [ Nsm 2017 | Nam 2018 Nim 2019
Hoi thao “CMC
TechCont: Big Deta, Al 4 #1 184 12 48 29/02/2019
vaTiém nang tting
dung’.
Hoi thao “CMC
TechCont: Big Deta, Al 4 #2 190 12 48 13/03/2019
vaTiém nang tting
dung’.
8 | Hocvathi st hach TOEIC
Hoc vathi TOEIC 12 #1 627 35 420 04/06/2017
Hoc vathi TOEIC 12 #2 645 35 420 04/10/2017
Hoc vathi TOEIC 12 #3 654 35 420 04/02/2018
Hoc vathi TOEIC 12 #4 700 35 420 01/09/2018
Hoc vathi TOEIC 12 #5 730 35 420 01/12/2018
Hoc vathi TOEIC 12 #6 74 35 420 01/02/2019
237 9,798 11,017
Lép hoc L wot Gio




PHU LUC 2

Mot s6 mau phiéu phuc vu cho viéc dao tao va khao sat nhw sau:
1. Bang khdo sat CBNV véi hoat dgng dao tgo va phét trien nhan lyc tai Tap

doan CMC

Phiéu xac dinh nhu ciu dao tqo

Phiéu y&u cau dao tgo tong hop

Phiéu y&u cau dao tao dot xuat

Phiéu y&u ciu dao tgo nadm

Chwong trinh dao tao

Théng béo khda dao teo

Ké hoach dao0 tqo theo chizc danh

Bién ban dao tao

10. Phiéu tong hop két qud dao tao

© © N o gk~ w DN

11. Phiéu danh gia chat lirong khéa hoc
12. Phiéu danh gia chat lurong hoc vién
13. Phiéu danh gia vé khda hoc ciia cac hoc vién

14.Tong két chuirong trinh o tgo nam



1. BANG KHAO SAT NGUOI LAO PONG VOl QUA TRINH PAO TAO VA
PHAT TRIEN NHAN LUC TAlI TAPPOAN CMC

Cong ty Cé Phan Tdp Poan Cong Nghé CMC Ngay...., thang......., nam....

Phiéu diéu tra ndy nham tim hiéu rd hon mong mudn caa nguoi lao dong voi
hoat dong d&o tao va phét trién nhan luc, rit mong nhan dwoc su gitp d& caa anh
(chi). Mong anh (chi) dién day du théng tin vao phiéu diéu tra dudi day. Moi y kién
caaanh chi s& dugc nguoi diéu trabao mat. Rat cam on anh (chi) & hop tac

TUOGI..cevervveeee. Gidi tinh e e
Bo phan .................. Phong  ban..........

Xin anh (chi) vui long tra 1oi nhitng cau hoi dudi ddy bang céch tich vao 6 tréng
duoc cho lacau tra 161 ciaanh chi.
1. Anh chi c6 hai 1ong véi cdng viéc va vi tri minh dang dam nhi¢gm khéng?

a. Co

b. Khong

¢. Binh thuong
2. Anh (ch;) c6 mong muén duroc dao tao va phét trién ban than khong?

a. Co

b. Khdng

c. Khdéng quan tam
3. Anh (chi) c6 mong muén gi sau khi diroc dao tao?

a. Tang tien lieong, thu nhap

b. C6 vi thé cao hon trong cong viéc

C. Dat hi¢u qua cdng viéc cao hon

d. Y kién khac
4. Anh (chi) c6 &p dung dwroc nhizng kién thirc dirot da0 tao vao cdng viéc ciia minh
khong?

a. Ap dung hoan toan

b. Ap dung mgt phan



c. Khéng ép dung
5. Céc churong trinh dao teo cua cong ty ma anh (ch;) da tham gia c6 anh huong toi
cong viéc cua anh chi khdng?
a. Co
b. Khdng
6. Anh chj c6 nhdn xé gi vé ngi dung cAc chirong trinh do tao cia cong ty ma anh
chi da duoc thamgia?
a. Phong phu, bé ich
b. Binh thurong
c. Nham chéan
7. Anh (chi) c6 hai long véi phirong phép dao tao va hinh thirc dao tao cia cong ty?
a. Co
b. Khdng
Mong anh (chi) duaramét vai y kién cho nhitng cau hoi dudi day:
1. Anh ch;i ¢ gap kho khan gi trong cong viée hién tai khdng?
2. Anh (chi) da duoc tham gia nhizng khda dao teo nao cua cong ty? Anh (chy) hay
ké tén nhizng khoa dao tqo do.
3. Trong nhirng khéa dao teo anh (chy) da duwoc tham gia, anh (chy) thich churong
trinh dao tgo ndo nhat? Vi sao?
4. Trong nhizng khda dao tgo anh (chi) da dwroc tham gia, cd khdéa dao tao nao
khién anh (chy) cam thdy chan va khdng ¢ hizng thi hoc tdp khdng? Vi sao?
5. Anh (ch;) 6 chia sé, gop y hay mong muon gi dé cdi tién hoat déng dao tao cia
cong ty hién nay?

Cam on anh (chi) datham giatra loi phiéu diéu tral



PHIEU XAC PINH NHU CAU PAO TAO

B PN o

N0
A/ Céin cie phéat sinh nhu cdu do tgo:

1.Céc ké hoach vamuc tiéu chién lugc vatéc nghiép cu thé trong tuong lai.

2.Sy thay d6i vé qui trinh cdng nghé, cdng cu va trang thiét bi.

3.Céc yéu cau vé phép luat va ché dinh , céc tiéu chuan tac dong dén to chirc,

4.Ly do khéc.

B/ Hwéng phét trién nhu cdu dao tao:

1 S6 lwong nhan vién cuabd phan hién tai vamuic do dép tng cong Viéc so Voi
céc van dé phét sinh & myc 1 ¢ trén.

2 Can d2o tao nhirng ky nang gi.

C/ Pé xudt dao tao cu thé:

1. Pé xuat cho céc by phan, cadnhan duoc d2o tao c&c ki nang theo 2.2.

2.Hoic d& xuat tuyén & ngodi cac nhan vién co ky nang theo 2.2.

Trwéng Bo phan (ky tén) Y kién TP TCHC

Giam Poc duyét



2. PHIEU YEU CAU PAO TAO TONG HQP

Bophan:......cccoovvvennn.
N\ {07 Y
Stt | Ho tén Bo phan | Thoi gian dao | Ngi dung dao tao | Muc dich dao tao
tao
Trwéng Bo phan Ban Nhan sir Téng Giam Péc




4. PHIEU YEU CAU PAO TAO PQT XUAT

HoVaten: ...,

Bo phan:

Pé xuat cir can bo di hoc ]
Canhan ty dé xuat ]

baotao: Trong nudc mxéc ngoai ]
biadiém: ...

4
A

Thoi gian: Tu: ...t .o den......

Loai hinh dao tao:

Khda dao tao nghiép vu []
Khoadao tao b6 sung kiénthae [
Khoéadao tao quan ly L]
Khoa dao tao chuyén dé []

Noudn théna tin:
Quang céo tryc tiep

[]
Bé&o chi []
[]
[]

Mang Internet
Giai thig¢u

Néi dung cu thé:

Y kién 1&nh dao: | Y kién dé Xut
Ngay ...... thang ...... nam....... Ngay ......thang ...... nam.......
GIAM POC PON VI Nguoi de xuat

Y kién phé duyét: | Y kién phé duyét
Ngay ...... thang .....nam...... ...

TONG GIAM POC Ngay ...... thang ...... nam.......

GIAM POC TT PAO TAO




5. PHIEU YEU CAU PAO TAO NAM ......

Hovatén: .......cc.. ceeveeees ** ChiC Vi oo ¥ Bophdn: o WY DONVE
N . s £ Hinh thirc Thoi gian Chi phi du L
stt | Noi dung dao tao yéu cau Poi twong d30 tao du kién Kién Ghi chu
Ngay ...... thang ...... nam....... Ngay ...... thang ...... nam....... Ngay ...... thang ...... nam.......

TONG GIAM POC GIAM POC TT PAO TAO GIAM POC PON VI



6. CHUONG TRINH PAO TAO

Danh s&ch nhiing déi twong dugc d&o tao.
Y éu cau cuaviéc dao tao:

Diadiém t6 chirc ddo tao.

Cén by dao tao (huéng dan).

Chuong trinh, noi dung dao tao.

Thoi gian dao tao.

N o o s~ 0 DN P

Kinh phi dao tao:

........ , Ngay ...thang ...nam 201..

Giam déc duyét Trwong Ban Nhan si

Ngwoi lap



7. THONG BAO KHOA PAO TAO

(VIV: t6 chirckhda daotgo ............. )

Kinh gi#i:  Gidmadcdon Vi .........cccoooeeeviiueen....

Trung tdm D&o tao & Chét luong cia CPO CLUB théng béo lich d&o tao

........................... khoa dao tao (KBT) .................. nam ........ nhu

§ Lam bai kiém tra

+ Diadiém:

+ Thoi gian:

+ Giangvién:

+ Lop truéng:

Pé nghi Gidm doc don Vi................... théng béo cho cac nhan vién (c6 tén

trong danh sach kém theo) tham du khda hoc day du ding gio.

Péi véi cac CBNV can tham gia khoa hoc chua ¢ tén trong danh sach kém

theo, d& nghi Gidm dbc don vi dang ky bd sung véi Ong/Ba ..........ccevvvvvenn....,

truGC NQaYy «.oovvvvenenene
Tréan trong./.

Noi nhan: TRUNG TAM PAO TAO & CHAT LUQNG
- Nhutrén GIAM POC

TGD (thay bao cao)
Giang vién co tén
Luu VP



8. KE HOACH PAO TAO THEO CHUC DANH
- Thuc hién theo yé&u cau dao tao ve......
- Ban Nhan s ldp ké hogch @20 tgo nhu sau:
1. Churc danh d@ao tgo (MSCV...................):

Thuoc cac Bo phan:

2. Churc danh d@ao tgo (MSCV...................):

Thuoc cac Bo phan:

Giam Péc Ban Nhan s



9. BIEN BAN PAO TAO

1. Nguoi thuc hién dao tao: 2. Chirc vu:

3. Thoi gian d&o tao: + Tir ... dén............
+ SO gio dao tao:

5. Kinh phi:

6. Noi dung dao tao:
6.1.
6.2.
6.3.

7. Danh s&ch CBNV tham gia khdadao tao:

St | Ho vatén Chicvy | X PO i g Ky tén
tham gia
Ngay ......thang ......nam.......

Léop trudéng




10. PHIEU TONG HQP KET QUA PAO TAO

Kh6adao tao: ..........ccvvvveeeeiieeeieiiinn, Thoi gian: .......ccoeeeeeennn. S6 budi: ......

MONhQC: e GIaNg VIBN: ..o
T Két qua

TT | Ho tén hocvién Pon vi SODUOL | i i&m | Ghi cha

tham dw

tra




11. PHIEU PANH GIA CHAT LUQNG KHOA HQOC

(DANH CHO HQC VIEN BANH GIA)

bc, trang thiét bi, an udng...)

Hocvién: .........ccoociiiiiiiiiiin, Ponvii oo
Khéadao tao: ................... Thoi gian: ....ccoceeeennn.... S6 bubi: ...
MONhQC: .o GIlaNg VIBN: . ..o,
Stt | Ngi dung danh gia u|lv |w|x |y |Péxuit
1 | Noi dung ba giang
2 | Noi dung hoi thao/thuc hanh
3 | Phong céch giang vién
4 | Viducanhan ciagiang vién
5 | Viduthuctién
6 | Chét luong tai liéu
7 | Thoi gian dao tao
8 | Mirc do tiép thu caahoc vién
Mai truong hoc vién cia khda
9 | hoc (trinh d6, mic do tham
gia...)
10 Khung canh giang day (phong

Tong cdng

/50

Pé xuét khéc cia ban:

Ban s2 lam @i sau khi tham gia khéa hoc nay:

Ngay ....thang ...... nam.......
Ngwai thuc hién




12. PHIEU PANH GIA CHAT LUQNG HOQC VIEN

(DANH CHO GIANG VIEN DANH GIA)

Giang viénthuchién: ........................ Mon hoc:
Khéadaotao: ..........cooeoeveiiiiiiniinnni, Thet gian: ... SO buoi
Hocviéndugcdanhgia .............cceeeeeni. DonVi: coi

. , ., Nhan Xét
Stt | Noi dung danh gia UV IW XY e
1 | Mucdé tiép thu
2 | Chuyén can, tham giadu céc budi hoc
3 | Ky nang thao luan, duaray kién
4 | Sang kién d6ng gop
5 | Kha nang & dung bai giang vao thyc té
6 | K§ nanglam viéc trong nhom
7 | Kha nang khé quét van dé
8 Hang ha, nhiét tinh tham giatra loi cau

hoi

9 | Kha ning truyén dat théng tin
10 | Thé luc
Tong cong /50

Céc nhan xét/danh gia khac:

Ngay ....thang ...... nam.......

Nguwai thuc hién




13. PHIEU PANH GIA VE KHOA HQC CUA CAC HQC VIEN
(TRAINING COURSE SELF-ASSESSMENT FORM)

Pé viéc t6 chirc cac khda hoc sau ngdy mét hiéu quia hon, xin cac anh/ chi hay vui long dién va danh ddu (X)
vao bang cau héi sau (In order to organize next training courses more effectively, please fill in blanks and
take a check in the following questions) :

Thoi gian NQC (TraiNiNG AUFALTON): ......eeieieeieieeeeeeeerte et et et e sr e be e s beesbeeas e s sbe s sbe s sbe e ebe e esbeab e s sbe s sbe s sbeeeaeeanbesnbessrens

PANH GIA KHOA HOQC (Assessment of Training Course):
1- T6i nghi tdi d& hoc dugc nhitng diéu co ban sau day tir khoa hoc ndy (I think that | have learned the following
LR T 01U =) PSP

2- Khoa hoc d& d&p tng mong mubn cia ban & mac do ng Tot Kha T. binh Kém
(How does the course satisfy your expectation?) (Excellent) | (Good) | (Average) | (Bad)
3- Khéa hoc lién quan t6i cdng viéc cua ban ¢ chirng muc nao ? Tot Kha T. binh Kém
(How does the course involve to your current work?) (Excellent) | (Good) | (Average) | (Bad)
4- Khéa hoc c6 dat dugc tinh Gng dung cao khd Tot Kha T. binh Kém
(How is the course applied?) (Excellent) | (Good) | (Average) | (Bad)

5- Toi 6 thé &p dung dugc khda hoc ndy dé dang hon néu noi dung dugc cai tién/lam rd bang cach (I can put
into practice more easily if the contents of the course are improved DY): ..o

PANH GIA GIANG VIEN (Assessment of Trainer/Lecturer):

1- Kién thirc chuyén Tot Kha T.binh | Kém
(Professional skills’knowl edge) (Excellent) | (Good) | (Average) | (Bad)
2- Ky nang truyén dat (dién dat r6 rang, sinh dong, Tt Kha T. binh Kém
(Communication skills - clear/vivid expression...) (Excellent) | (Good) | (Average) | (Bad)
3- Phuong phdp giang day (thao luan, chuan bi ta ligy Tot Kha T binh Kém
(Teaching methods — discussion, material preparation,...) (Excellent) | (Good) | (Average) | (Bad)

TO CHUC KHOA HQC (Organization of Training Course):

Trang thiét bi giang day : Phong hoc, LCD, gidy, Viét,... ‘ Tot Kha T.binh | Kém
(Teaching aids: Classroom, LCD, paper, pens,...) (Excellent) | (Good) | (Average) | (Bad)

PANH GIA CHUNG KHOA HQC (Overall Assessment of Training  Tot Kha T. binh Kém
Course): (Excdlent) | (Good) | (Average) | (Bad)

NHUNG Y KIEN KHAC (Other Opinions or Comments) :

Xin cam on sy d6ng gop y kién nhiét tinh ciia cac anh/ch; - Thanks for your opinion and suggestion
* Ghi chii Ngay sau khi két thic khda hoc, hoc vién dién phidu nay va gii cho Té Pao tao




14. TONG KET CHUONG TRINH PAO TAO NAM .....

Ké qua té Ketiquathioe
Trich yéu R ) Hinh thic | Thai gian | Thoi gian thuc | Chi phi dao | o | Vién e
KDT noi dung GlangVien | pi tweng | dao tao dw kién té tao chiic 8 1 o0 gat kha | G M
b thanh cong) ¢
tré lén)
Ngay ...... thang ...... nam
Ngwoi 1ap

GIAM POC TT PAO TAO







