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1
MO PAU
1. Tinh cép thiét ciia dé tai

Cong ty C6 phan Thay san va Thuong mai Thuan Phudc duoc
thanh lap tir viéc ¢d phan hoa Céng ty thiy san va Thuong mai Thuin
Phuéc tir ndm 2007. Sau khi chuyén sang c6 phan hoa dén nay, trong
diéu kién tinh hinh Kkinh té thé gidi c6 nhiéu bién dong, khung hoang
tai chinh va suy thodi kinh té tir nim 2008 dén nay chwa hdi phyc han,
dd anh huong rat 1on dbi véi hoat dong ciia cac doanh nghiép Viét
Nam néi chung, trong d6 c6 Cong ty C6 phan Thay san va Thuong
mai Thuan Phudc néi riéng. Trude tinh hinh d6, Cong ty C6 phan
Thity san va Thuong mai Thuan Phudc phai dat van dé lai ddi véi viec
str dung va phat huy ngudn nhan Iyc ctiia minh.

Xuat phat tir nhitng vin dé trén, tdi chon dé tai “Phat trién
nguon nhén lie cho Cong ty Co phin Thiiy sin va Thwong mai
Thugdn Phwéc” 1am dé tai luan van t6t nghiép ciia minh.

2. Muc tiéu nghién ciru

2.1. Muc tiéu chung

2.2. Muc tiéu cu thé

- Hé thdng hoa chon loc mot sb kién thuc Iy luan vé phat
trién ngudn nhan lyc ciia doanh nghiép.

- Phan tich, danh gia thuc trang nguén nhan luc vé sd lugng,
chit lugng, co ciu va quan Iy phat trién ngudn nhén luc tai Cong ty CH
phan Thity san va Thuong mai Thuan Phudc trong nhimg nim qua.

- Pé xuit dinh hudéng va kién nghi mét sb giai phap nham phat
trién ngudn nhan lyc ciia Cong ty C6 phan Thuy san va Thuong mai

Thuan Phudc thoi gian dén cho phi hop véi yéu cau tinh hinh mai.
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3. Poi twgng va pham vi nghién ciru

3.1. Déi twong nghién ciru

Luan vin tap trung nghién ciru nhitng ndi dung lién quan dén
phét trién ngudn nhan Iyc tai Cong ty C6 phan Thuy san va Thuong
mai Thudn Phudc.

3.2. Pham vi nghién ciru

* \Vé néi dung: Nghién ctru nhitng vin dé vé co s 1y luin va
thuc tién phat trién nguén nhén lyc tai Cong ty nhim d& xuit mot sd
giai phap phat trién ngudn nhan Iyc thoi gian dén.

* \/é khong gian: Pham vi nghién ciru 13 cac bo phan phong,
ban, xi nghiép hoat ddng san xuat, kinh doanh tai Céng ty C6 phan
Thuy san va Thuong mai Thuan Phudc.

* \/é thoi gian: - Céc s liéu phuc vu danh gia thuc trang
ngudn nhan lyc cia Cong ty C6 phan Thiy san va Thuwong mai
Thuan Phudc: sir dung s liéu tir nim 2009 dén 2011.

- Pé xuat kién nghi mot s giai phap vé phat trién ngudn
nhan luc ciia Cong ty C6 phan Thiy san va Thuong mai Thuin
Phudc dén ndm 2015, tm nhin 2020.

4. Phuong phap nghién ciru

4.1. Phwong phap duy vt bién chirng va duy Vit lich sir

4.2. Phwong phdp phan tich va téng hop

4.3.Vé thu thip so ligu
5. B cuc dé tai

Ngoai cac phin m& dau, két luan, phu luc va danh muc tai
liéu tham khao, d& tai gdm 3 chuong nhu sau:

Chirong 1: Mot s6 van dé ly luan vé phat trién ngudn nhan
luc trong doanh nghiép.

Chuwong 2: Thuc trang cong tac phat trién ngudn nhan luc tai
Cong ty C6 phan Thuay san va Thuong mai Thuan Phudc thoi gian qua.
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Chuwrong 3: Mot s6 giai phap nham phat trién ngudn nhan luc tai
Cong ty C6 phan Thuay san va Thuong mai Thuan Phudc thoi gian dén.
6. Tong quan tai li¢u nghién ciru

Duéi goc do ap dung vao mét doanh nghiép cu thé nhu Cong
ty C6 phin Thuy san va Thuong mai Thuin Phudc thi chua c6
nghién ciru cu thé vé phat trién ngudn nhan lyc cua doanh nghiép.
Do d6, dé tai Luan van 1a moi xét ¢ goc do ndy. Luan vin ndy nhim
hé théng hoa, chon loc mot sd co so 1y luén co ban vé phat trién
ngudn nhan lyc; phan tich thyc trang quan 1y phat trién ngudn nhan
lyc ctia doanh nghiép thoi gian qua; dé xudt mot sb giai phap chi yéu

phét trién ngudn nhan Iyc cho Cong ty thoi gian dén.

CHUONG 1
MOQT SO VAN BE LY LUAN VE PHAT TRIEN NGUON
NHAN LU'C TRONG DOANH NGHIEP

1.1. KHAI QUAT VE PHAT TRIEN NGUON NHAN LUC

1.1.1 Mt s6 khai ni¢m co ban

a. Nhén luec

Nhan hre duoc hiéu 1a todn bo cac kha niang vé thé luc va tri
luc cua con nguoi duge van dung ra trong qua trinh lao dong san
xuat. NG ciing duoc xem 14 sirc lao dong clia con ngudi - mot ngudn
lyc quy gia nhét trong cac yéu td ciia san xuit ciia cac doanh nghiép
[7, tr.11].

b. Nguén nhén lyc

C6 quan niém cho rang, ngudn nhan luc 1& ngudn luc con
ngudi; con ¢6 khai niém ngudn nhan luc 1a tong hop bao gdm cac
yéu t6 sd lugng, chat luong va co ciu phat trién nguoi lao dong nbi
chung ca & hién tai cling nhu trong tuong lai [6, tr. 65-69]. Ngudn
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nhan lyc c6 thé hiéu dudi nhidu goc d6 khac nhau, suy cho cuing thi
nguén nhan lyc bao gém cac dic tinh 13; S6 luong nhan lyc; Chat
luong nhén lyc; Co cAu nhan luc.

c. Phét trién nguon nhén lyc

C6 nhiéu quan niém khac nhau vé phat trién ngudn nhan lyc.
Thuc chit cua viée phat trién ngudn nhdn luc 1a tim cach nang cao
chit lugng ctia ngudn nhan lyc d6. Nang cao chét lugng ngudn nhin
lyc 14 két qua tong hop cua ca ba loai hoat dong 13: Gido duc, dao tao
va phét trién. Phét trién ngudn nhan Iyc trong doanh nghiép 1a lam
sao dam bao duoc quy mo s luong va chat luong ngudn nhan luc
cua doanh nghiép phd hop hién tai va su phat trién cua doanh nghiép
trong tuong lai.

1.1.2. Vai tro va tam quan trong cia cong tac phat trién
ngudn nhan lyc dbi véi sy phat trién ciia doanh nghi¢p

Phat trién nguon nhan lyc chinh 1a nng cao nhiing k¥ ning
va kién thtrc cho ngudi lao dong s& din dén su phat trién cho doanh
nghiép. Phat trién ngudn nhdn luc s& ning cao ning sut lao dong,
hiéu qua thyc hién cong viéc, nang cao chat lwong thuc hién cong
viéc ciia ngudi lao dong, qua do giup ning cao hiéu qua san xuét
kinh doanh cua doanh nghiép.
1.2. NOI DUNG CHU YEU PE PHAT TRIEN NGUON NHAN
LUC TRONG DOANH NGHIEP

1.2.1. Pam bzo ngudn nhin lyc dap vng vé s6 lwong va co' ciu

Xét vé sb luong ngudn nhan le, cau hoi dau tién dat ra 14 co
bao nhiéu ngudi va sé ¢6 thém bao nhiéu ngudi nita trong tuong lai, day
4 cAu hoi cho viée x4c dinh sb lwong ngudn nhan lyc. Bé c6 NNL dam
béo vé sd lugng va co cu thi doanh nghiép can thyc hién tét cong tac
lap ké hoach ngudn nhan Iiyc va cong tac tuyén dung lao dong.
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a. Ldp ké hoach nguon nhan lyc

Lap ké hoach NNL 1a mét qua trinh trién khai va thuc hién
ké hoach vé& nhan Iyc nhim dam bao riang doanh nghiép c6 dang sd
lwong, ding chit lugng lao dong, duge bd tri dung luc, ding chd. Do
la qua trinh danh gi4, xac dinh nhu cdu vé ngudn nhén lyc dé dap
rng muc tidu cong Vviéc cua td chirc va xay dung cac ké hoach lao
dong dé dap g duoc cac nhu cau do.

b. Trién khai céng tac tuyén dung lao dong

Tuyén dung lao dong 13 mét ndi dung quan trong trong quan
tri nguén nhan luc, bao g6rn cac hoat dong: Phan tich cong viéc,
tuyén mo va tuyén chon lao dong dam bao vé sb lwong va chit lugng
theo yéu ciu phat trién ctia doanh nghiép.

* Phan tich cong viée

* Tuyén dung lao dong

1.2.2. Nang cao chit lwgng nguén nhan lyc

Trén co s ngudn nhin lyc hién ¢, doanh nghiép ngoai viéc
duy tri tt ngudn nhan lyc ciia minh con ludn tim cach nang cao chét
lwong ngudn nhén luc hién c6, bao gom:

a. Ddanh gia cong Viéc thwe hién ciia nguwoi lao dong

Cac phuong phap danh gia thuong st dung nhu: Panh gia
bang bang diém, phuong phap xép hang luan phién, phuong phép so
sénh cap, phuong phap quan sat hanh vi, phuong phap quan tri theo
muc tiéu.

b. Pao tao va phét trién nguén nhin lyc

1.2.3. Sir dung c6 hiéu qua ngudn nhan lye

Phat trién ngudn nhan luc trong doanh nghiép con lién quan
chat ché dén viéc st dung hiéu qua ngudn nhan lyc cua doanh
nghiép, viéc sir dung hiéu qua nguén nhan lyc c6 dugc trén co so

doanh nghiép 1am tét viéc phan cong lao dong va hiép tac lao dong.



a. Phan cong lao dong

Trong doanh nghiép hién nay thuong c6 ba hinh thirc phan
cong lao dong sau:

+ Phéan cong lao ddng theo chirc nang

+ Phan cong lao dong theo nghé

+ Phéan cong lao ddng theo mirc do phurc tap cua cong viéce

b. Hiép tic lao dong

Trong doanh nghiép hién nay thuong c6 hai hinh thirc hiép
tac lao dong sau:

+ Hiép tac vé mit khong gian

+ Hiép tac vé mat thoi gian

1.2.4. ChU trong giai quyét tot cac ché dd chinh sach doi
V6i ngudi lao dong nhim tao dong lye thic diy nguoi lao dong

a. Thu lao vdr chét: Luong co ban, phu cip luong, tién
thudng, phac lgi

b. Thu lao phi vir chdt: Thing tién, dam bao tét diéu kién
lam viéc
1.3. CAC YEU TO ANH HUONG DEN PHAT TRIEN NGUON
NHAN LU'C TRONG DOANH NGHIEP

1.3.1. Céc yéu té bén ngoai

a. Sw da dang vé lao dong

Luc luong lao dong hién nay bao gdm rat nhiéu thanh phan dén
tir nhirng dia phuong, ving mién khac nhau. Ho khac nhau vé ton gio,
trinh d6 van hoa, nang luc, tudi tac...Do do, khi luc lugng lao dong
ngay cang da dang thi cong tAc quan tri ngudn nhén luc ndi chung, céng
tac phat trién ngudn nhan lyc noi riéng cang thém phic tap.

b. Gido duc - dao tao

Chat luong dao tao ctia lao dong trude khi duogc tuyén dung vao
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doanh nghiép s& quyét dinh dén chinh sanh phat trién nguén nhan lyc
cua doanh nghiép trong tuong lai.

C. Sw thay doi ciia khoa hoc, ky thudt, cong nghé

Sy phat trién ctia khoa hoc, k¥ thuat va cong nghé anh hudng
dang ké dén ngudn nhan luc cua doanh nghiép. Tir d6 tac dong dén
chinh sach phat trién ngudn nhan luc cta doanh nghiép, boi vi chinh
nguoi lao dong chir khong ai khac hon 13 ngudi s& phai nim bét, 1am
chi nhitng tién bo cua khoa hoc k¥ thuat va cong nghé d6 dé ap dung
phuc vu cho sy phat trién cta doanh nghiép ma ho dang gin bo.

d. Nhing thich thirc vé kinh té

Nén kinh té dang ngdy cang cd nhing bién ddi sau sic cong véi
xu thé todn cau hoa lan rong d4 gia ting dang ké budc cac doanh nghiép
phai c6 nhitng thay d6i dé thich g, dé dua ra cac quyét dinh san xut
kinh doanh hop 1y va hiéu qua hon. C6 thé co c4u lai nhan Iyc clia cac
bo phan dé giam chi phi. B&n canh do6 thu hit nhitng ngudi co trinh do
quan 1y, chuyén mén cao hon v6i mirc tién cong phai tra nhiéu hon.

e. Chinh sich dao tao va phéat trién nguén nhén luc ciia
Chinh pha

Khi céc chinh sach sau ban hanh ¢ nhirng thay déi thi budc cac
doanh nghiép phai c6 huéng thay ddi vé phat trién ngudn nhan luc cua
minh cho phu hop.

f. Tin hiéu thi truwong lao dong

Tin hiéu thi truong lao dong la dong thong tin thu nhan tir thi
truong lao dong, bao gdm cac thong diép, mau tin, hodc cac chi sb
nhu tién luong, viéc 1am, that nghiép...biéu hién thuc trang va xu
hudng cua thi truong lao dong. Khi cac tin hiéu nay duoc thu thap
mot cach dinh ky, phan tich mot cach cé hé thong thi tao thanh hé
thdng thong tin thi truong lao dong va sé& tac dong dén chinh sach
phét trién NNL cta doanh nghiép.
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1.3.2. Céc yéu t bén trong
a. Nhu cdu ciia doanh nghiép
b. Céu triic té chive, quy mé hoat dong ciia doanh nghiép

c. CAC yéu t6 thudc vé nguwoi lao dpng va cac 1anh dao

CHUONG 2
THU'C TRANG CONG TAC PHAT TRIEN NGUON NHAN
LUC TAI CONG TY CO PHAN THUY SAN VA
THUONG MAI THUAN PHUOC THOI GIAN QUA

2.1. QUA TRINH HINH THANH VA PHAT TRIEN CUA
CONG TY CO PHAN THUY SAN VA THUONG MAI THUAN
PHUOC

2.1.1. Giéi thi¢u chung vé Cong ty

Cong ty C6 phan Thuy san va Thuong mai Thuin Phudc
dugc thanh lap tir viée cd phan hoa Cong ty Thuy san va Thuong mai
Thuin Phudc, chinh thirc di vao hoat dong theo Gidy chimg nhan
dang ky kinh doanh cong ty c6 phan s6 3203001489, do S& Ké hoach
va Pau tu thanh phé Pa Ning cap 1an dau ngdy 29/6/2007. Thuc té
hoat dong kinh doanh chinh ctia Cong ty hién nay la tip trung san
Xuét ché bién va xuat khiu cac mat hang thuy san déng lanh.

2.1.2. Qua trinh hinh thanh

a. Giai dogn tiv nam 1987 dén nim 1997

b. Giai doan tir nam 1998 dén 2008 :

c. Giai doan tir nim 2009 dén nay

2.1.3. T6 chirc bd may

a. Co céu té chirc

Hién nay, ngoai cadc phong ban chirc nang, céng ty c6 02 don
vi thanh vién va 01 cong ty con gém: Xi nghiép Thuy san va Thuc
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pham; Xi nghiép Pong lanh 32; Céng ty TNHH MTV Thuy san An.
Luc lugng lao dong ciia Cong ty khé ddi dao, gan 2000 ngudi (thoi
diém 12/2011).
b. Chirc nang nhiém vu
2.1.4. Tinh hinh, két qua sin xuit - kinh doanh ciia Cong
ty trong giai doan 2009-2011
Bang 2.2: Hoat dgng san xuit kinh doanh ciia céng ty tir 2009-2011

Ty 1€ % tang/giam (+/-)

Nam | Nim | Nam Nim Nim Nim
2009 2010 2011 2009/ 2010/ 2012/
2008 2009 2011

Stt Chi tiéu bVvT

Té doanh| . ,
. th‘ijng Mty adng| 638 1.000| 1.440,04| +21,52 | +56,7 | +44,00
Ki h| trie
M - ngachi e s 0ol 51,00 69,30 +10,72 | +45,71 | +35,88
2 |xuat khau usD
Loi nhuan

) B tydéng 32,98| 31,21 40,867 +19,93 | -5,37 | +30,94
3 |trudce thue

Té 6 1
ong sO lao ngudi 1.400| 1.650 1.855| +14,3 | +17,86 | +12,42

4 |dong
Thu nhap binh 1.000

5 quan/ngudi/th d 2.200f 2.900f 4.000{ +22,22 | +31,82 | +37,93
. ong
ang

Nguon: Phong Kinh doanh.

2.2. PANH GIA THUC TRANG NGUON NHAN LUC CUA
CONG TY CO PHAN THUY SAN VA THUONG MAI THUAN
PHUGC

2.2.1. Panh gia ngudn nhin lyc cia cong ty vé sé lwong
va co ciu

a. Pdnh gid nguon nhan lwe ciia cong ty vé sé liwong

S6 lugng lao dong cuia toan cong ty ting din qua cac niam, tir

1.400 nguoi trong nam 2009 1én 1.650 nguoi trong nam 2010 va
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1.855 nguoi trong nim 2011. Téc d6 ting lao dong binh quan la
15,10%/nam giai doan 2009-2011.

b. Pdnh gid nguon nhéin lyc ciia cong ty vé co ciu

* Co ciu lao dong phan theo gi¢i tinh

Lao dong nir chiém ty 1& da s6 so voi lao dong nam, ) lugng
lao dong nit ting dan, nam 2009 c¢6 1.260 nguoi, chiém 90% tong s6 lao
dong, dén ndm 2011 c6 1.540 nguoi,chiém 83,02% téng s lao dong.

* Co ciu lao dong phin theo ban chit lao dong

Lao dong cia cong ty cha yéu 1a lao dong tryc tiép, nim
2009 c6 1.320 nguoi, chiém ty 1€ 94,29%, nam 2010 c6 1.550 nguoi,
chiém ty 1& 93,94% va nam 2011 c6 1.728 ngudi, chiém ty 1&
93,15%.

* Co cAu lao ddng phén theo dd tudi

Lao dong ciia cong ty c6 do tudi rong, trai tir 18 tudi dén trén
55 tudi, s6 lao dong tré dudi 24 tudi chiém ty 1¢ 16n nhét va ting dan
tir nam 2009 dén nim 2011, nim 2009 lao dong dudi 24 tudi c6 882
nguoi, chiém ty 18 63,00%, nam 2010 ¢ 1132 ngudi, chiém 68,61%
va nam 2011 c6 1337 nguoi, chiém 72,08%.

* Co ciu lao dong phan theo tham nién cong tac

Theo tham nién cong téc, tai cbng ty c6 mot bo phan lao
dong c6 thAm nién trén 20 nidm, tp trung vao s6 can bd quan ly,
chuyén mén ky thuat tir khi cong ty thanh lap dén nay.

* Co ciu lao dong phan theo loai lao dong

Lao dong cua cong ty c6 thé phan theo ba loai lao dong
chinh la lao dong quan ly, lao dong nghiép vy, k¥ thuat va lao dong
phd thong, sé luong lao dong cac loai déu ting dan qua cac nim,

trong d6 sé lao dong phd thong chiém ty 1& cao nhét, nim 2009 c6
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1.320 nguoi, chiém 94,29%, nim 2010 c¢6 1.550 ngudi, chiém
93,93% va nam 2011 ¢6 1.728 ngudi, chiém 93,15%.

2.2.2. Panh gia ngudn nhén e ciia cong ty vé chit lwong

a. Péi vdi lao dpng qudn Iy

Theo Bang 2.5, lao dong quan 1y cta cong ty hdu hét co trinh
d6 chuyén mon tir dai hoc tro 1én, day 13 vu diém cua luc luong lao
dong ndy. Vé s luong co ting qua timg nim nhung khéng dang ké,
hau hét chwa dugc dao tao cong tac quan 1y, do d6 trong cong tac phat
trién ngudn nhéan lyc can co ké hoach bdi dudng cho ddi tugng nay.

Béng 2.5: Thong ké trinh d$ lao ddng quén Iy ciia cong ty
tir 2009-2011

. Len Nam Nam .

Chi tiéu 2009 2010 Nam 2011
1. Trinh @ chuyén mén
a. Sau dai hoc 1 1 3
b. Pai hoc 22 24 30
2. Trinh @ quan ly
a. P& qua dao tao quan ly 6 6 6
b. Chua qua dao tao quan ly 17 19 27
3. Trinh @9 ngoai ngir
a. Clr nhén 2 2 2
b. Ching chi A 19 21 27
c. Trinh @0 khac 2 2 4
4. Trinh @9 tin hoc
a. Clr nhén 0 0 0
b. Ching chi A 23 25 33
c. Ching chi B 0 0 0
d. Ching chi C 0 0 0
e. Trinh do khac 0 0 0

Nguon: Phong Té chike hanh chinh.
b. Péi véi lao dpng nghiép vu, kj thudt
Lao dong nghiép vu, k¥ thuat ciia cong ty hau hét duoc dao
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tao bai ban, tuy nhién hau hét chua dugc bdi dudng, dao tao vé cong
tac quan ly. Pay 12 luc lwong tiém ning, c6 kha ning ké can cho doi
ngil quan 1y trong thoi gian dén. Can co giai phap phat trién nghé
nghiép trong cong tac quy hoach can bd cho sé dbi twong nay.

c. Poi véi lao dong pho thong

S6 lao dong co6 trinh do tir THPT dén trung cip cac nim
2009, 2010 chiém ty 18 trén 50% so v&i tong s6 lao dong (ndm 2009
la 55,45%, nam 2010 1a 51,23%), nam 2011 1a 48,73%.
2.3. PANH GIA CONG TAC PHAT TRIEN NGUON NHAN
LUC CUA CONG TY TRONG TU NAM 2009 PEN 2011

2.3.1. Vige dam bao s6 lwgng ngudn nhin lye thye té cia
cong ty so véi yéu cau

a. Vé khd nding ddp irng nguén nhén luc Ciia céng ty so véi
yéu cdu

Tir naim 2009-2011, s6 lwong lao dong timg loai tai cong ty
déu ting, nim sau cao hon nim trude, diéu ndy phi hop voi diéu
kién mé rong kha ning hoat dong san xuit — kinh doanh cua cong ty.

b. Vé céng tic lgp ké hoach nguon nhén lyc

Qua tim hiéu cong ty chua c6 ké hoach ngudn nhan lyc dai
han. Ké hoach nhan luc chi méi tap trung vao Viéc bd sung lao dong
phd thong nham dap tmg yéu cau san xut - kinh doanh khi c6 hop
ddng méi duge ky két.

C. Vé cong tic tuyén dung lao dpng

* Phan tich cong viée

Cong ty hién da ban hanh Ban tiéu chuin thuc hién céng
viéc cho mét sb chie danh 1anh dao. Tuy nhién Ban tiéu chuan thuc
hién cong viéc cho lao dong nghiép vu va lao dong phd théng chwa
ro rang (Phu luc 3 va 4).
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* Cong t4c tuyén dung lao dong

- Nguon tuyén dung

- Hinh theze thu hat

- Quy trinh tuyén dung

S6 lao dong moi timg ndm chi yéu 1a lao déng chuyén mon
nghiép vu va lao dong phé thong, trong do6 lao dong phd thong chiém
da s6. Dbi voi lao dong chuyén mon nghiép vu, két qua tuyén dung
tirng nam thi chi trong nim 2009 va 2010 tuyén du sb luong yéu ciu,
2011 két qua tuyén chi bang 76% nhu cau can tuyén (19/25).

Két qua khao sat y kién nguoi lao dong vé hinh thirc tuyén
dung vao cong ty, trong 230 ngudi dugc hoéi thi ¢6 159 nguoi tra 10
dugc tuyén dung vao cong ty, chiém 69,1%, con lai 71 ngudi xin vao,
chiém 30,9%.

2.3.2. Vige nang cao chét lwgng ngudn nhén Iyc ciia cong ty

a. Ddanh gia cong viéc

Cong ty ¢0 su quan tam trong viéc danh gia nang luc va muic
do hoan thanh cong viéc ctia ngudi lao dong. Tuy nhién viéc danh
gi4 nay chua dugc thuong xuyén, cha yéu tp trung vao sb lao dong
tryc tiép. Viéc danh gia thuc hién hang quy va cudi nim danh gia
chung dé lam co so xét thuong. Qua khao sat mic d6 hoan thanh
chirc trach nhiém vu cong viéc thi hau hét nguoi lao dong duoc
phong véan tra 16i déu ty danh gia ban than minh hoan thanh céng
viée tir kha t6t dén rat tét (trong do6 loai t6t chiém dén 85,2%).

b. Céng tic dio tgo va phét trién

Cong tac dao tao phat trién 13 nhiém vu rat duoc lanh dao
cong ty quan tAm nhung viéc quy hoach ciing nhu xay dung ké hoach
dao tao chua quy cii. Viéc dao tao chu yéu tip trung cho mot sé ddi

tuong can bo quan 1y cao nhit, d6i véi sé chuyén vién ki thuat, lao
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dong phd théng chu yéu 1a cac khéa huin luyén hd trg ning cao
chuyén mén nghiép vu. Chua c6 quy hoach chirc danh dao tao.

Két qua khao sat viéc hudng dan cong viéc cho ngudi lao
dong sau khi méi vao lam viéc, trong sé 230 ngudi duoc hoi, c6 203
ngudi cho biét ho c6 duge hudng din cong viée ban dau (chiém ty 1¢
88,3%), con lai 27 nguoi (11,7%) tra 16i ring ho khong dwoc hudng
dan cong viée cu thé. V& cong tac dao tao, qua két qua khao sat y
kién nguoi lao dong dén thoi diém khao sat, co 174 nguoi tra 10
khong ¢ tham gia khoa dao tao ndo, chiém dén 75,7% tong s6 ngudi
dugc hoi, ¢6 54 ngudi c6 tham gia & muc d6 khong thuong xuyén va
chi ¢6 02 truong hop tham gia thuong xuyén.

2.3.3. Viée sir dung, bd tri ngudn nhén lye tai cong ty

Trong cac nim gin day, viéc bd tri sip xép lao dong cua
cong ty tai mot s6 b phan chua phi hop do mot sé nguyén nhan nhu
khong ding nganh nghé, do yéu ciu san xuit phai ting ca, hoan
chuyén vi tri cong tac. ..

2.3.4. Viéc thue hién chinh sach ddi véi ngudi lao dong

* Tién heong, phu cap lwong, thuong

Vé ché do tién lwong, phu cap luong, thudng. .., cong ty thuc
hién theo Quy ché phan phdi tién lwong, tién thuéng va tra cho ngudi
lao dong tudn thi theo nguyén tic phan phéi theo lao dong, vi tri ndo
huong luong theo vi tri do. Két qua khao sat y kién nguoi lao dong
vé su phll hop cia mirc lwong, chi c6 2,2% sb ngudi duge hoi cho
rang muc luong va cac ché d6 khac cia cong ty hién nay 1a phu hop,
53,9% cho rang mirc lwong ctia minh chua phu hop lam va 43,9%
cho rang chua phu hop.

* Cong tdc dé bat va sa thdi lao dong

* Pam bao diéu kign 1am viéc
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2.3.5. Panh gia chung vé cong tic phat trién ngudn nhin
lwe ciia Cong ty Co phan Thily sian va Thwong mai Thuin Phuéc

a. Piém manh

- Ngudn nhén Iyc tai cong ty c6 sy phat trién ca vé sé luong
va chat luong. S6 lao dong ting dan qua cac nim tir nim 2009 dén
2011. Nhu vay phat trién nguén nhan luc vé mat sb lugng budce dau
nhim dam bao viéc ting 1én trong quy mod hoat dong cia cong ty.
Xét vé mit chit luong thi ciing ting dan, sé lao dong truc tiép co
trinh d6 vin héa tuong dbi cao.

- Trong cac nim gan day, nhin thirc vé tim quan trong cua
ngudn nhan lyc dbi véi hidu qua hoat dong san xuat kinh doanh da
c6 chuyén bién rd rét. Cong ty d4 quan tdm va trién khai cong tac
tuyén dung coéng khai, rd rang so véi cic nim trudc. Trong tuyén
dung c6 chu trong dén viéc huéng dan cong viée, bd tri sip xép lao
dong hop vai chuyén mén, so trudng.

b. Piém yéu

- Chat luong lao dong nhin chung chua cao, cha yéu lao
dong phd thong. Pidu ndy co thé dap ting duoc yéu cau nhan lyc cho
san xuat nhung & goc do phat trién lai c6 han ché nhét dinh, nhat 1a
trong cong tac dao tao, quy hoach phat trién nghé nghiép.

- Chua c6 quy trinh tuyén dung bai ban. Chua c6 dinh hudng
quy hoach can b tai cong ty.

- Ché d6 tién luong, tién thuong chua thyc sy c6 tac dong
khuyén khich nguoi lao dong an tdm cong tac. Van con bé tri lao
dong khong chuyén mdn s trudng. Cong tac dao tao, huin luyén
chua thudng xuyén va chua 6 nhiéu hinh thie phil hop.

c. Nguyén nhan

- B6 phan phu trach nhin sy nim trong phong T chirc hanh
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chinh chua di nguoi quan xuyén va tham muu dy du cac ndi dung
vé phat trién NNL.

- Chua xdy dung ké hoach phit trién ngudn nhan lyc cta don
vi mot cach khoa hoc.

- Chua c6 chinh sach du tu chinh dang cho ngudi lao dong,
chinh séch tién lwong con mang nang tinh binh quan.

- Chua xdy dung hé théng chi tiéu danh gia ning lyc thuc
hién cong viéc va danh gia kha nang cua ting lao dong.

- Chua c6 chinh sach hd trg dao tao cho cac can bo quan ly.

CHUONG 3
MOQT SO GIAI PHAP PHAT TRIEN NGUON NHAN LUC
CUA CONG TY CO PHAN THUY SAN VA THUONG MAI
THUAN PHUOC
3.1. CAC YEU TO ANH HUONG DPEN PHAT TRIEN NGUON
NHAN LU'C CUA CONG TY
3.1.1. Swr da dang vé lao dong
Pé dam bao 6n dinh va phat trién doi ngii lao dong, doanh
nghiép cin c6 nhitng giai phap hiéu qua trong viéc quan tri ngudn
nhan lyc cua doanh nghiép minh.
3.1.2. Giao duc dao tao
Lao dong phd thong phan 16n co trinh d6 THPT nén c6 thé
no6i day 1a loi thé rt 16n vé ngudn lao dong cia cong ty. Nhitng mat
da dang ndy s& it nhiu tac dong dén chinh sach phat trién ngudn
nhan luc cia cong ty, nhét 1a trong viéc dao tao, bdi dudng, trang bi
kién thirc k¥ thuat trong quy trinh san xudt, cho timg nhom déi tuong
khac nhau.
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3.1.3. Si thay dbi ciia khoa hoc k¥ thuit, cong nghé
Trong xu hudng hoi nhip va toan cau hoa hién nay, cling véi

su phat trién manh mé& cta cong nghé théng tin va nhitng thanh tuu
quan trong ciia mot s6 nganh céng nghé, qué trinh toan ciu hoa va
qudc té hoa ciing d4 tao diéu kién thuan loi cho viée chuyén giao k¥
ning quan tri ma cac doanh nghiép trong nganh ché bién thuy san,
trong d6 c6 Cong ty C6 phan Thily san va Thuong mai Thuan Phudc
dang can.

3.1.4. Moi trwdng phap luat

* Chinh séch cua Chinh phu

* Hg thong Luat, quy dinh qudc té phic tap

3.1.5. Mdi trudng kinh té

* M rong va phat trién thi truong xuit khau

* M rong va phat trién thi truong noi dia.

* Mé rong nha xudng, ting quy mo san xuat.

3.1.6. Mitrc dd canh tranh gia ting

Tai thanh phd Pa Ning c6 17 co s¢ ché bién ché bién thuy
san, trong d6 c6 07 cong ty Co phan, 09 cong ty TNHH va 01 doanh
nghiép tu nhan [12]. Trong tinh hinh kho khan chung, chi phi dién,
nudce, cude van chuyén.....bién doi lién tuc, mirc 14i suat vay ngan
hang cao, kho tiép can ngudn von vay, cic doanh nghiép ché bién
thily san s& c6 nhitng chinh sach, giai phap thich hop trong diéu hanh
san xudt - kinh doanh nhim nang cao ning luc canh tranh so voi ddi
thu trong nganh
3.2. SU CAN THIET PHAI PHAT TRIEN NGUON NHAN LUC
TAI CONG TY CO PHAN VA THUY SAN THUONG MAI
THUAN PHUOC

Qua khao sat thuc trang ngudn nhin luc cua cong ty thoi

gian qua va két qua khao sat yéu cau, nguyén vong cua ngudi lao
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dong da thé hién mot sé vin d& can bd sung, didu chinh trong cong
tac phat trién ngudn nhan luc cia cong ty.
3.3. MUC TIEU, PINH HUONG PHAT TRIEN CUA CONG TY
TU NAY DEN 2015, TAM NHIN PEN NAM 2020

3.3.1. Muc tiéu chung

Tiép tuc khic phuc nhiing khé khin, phat huy tbi da cac
ngudn luc nodi bo, tich cuc khai thic vd mé rong thi truong xuit
khau, hoan thanh tot chi tiéu ké hoach san xuat — kinh doanh hiang
nam, phin ddu nim trong Top 10 nha ché bién va xuat khau thuy san
hang d4u cua Viét Nam.

3.3.2. Ké hoach san xuit kinh doanh tir nim 2013 - 2015
cuia cong ty

Nam 2012 muc tiéu ké hoach cong ty dé ra khoang gin bang
nim 2011 nham duy tri tt hoat dong san xudt hién c6. Tir ndm 2013
- 2014 dy kién ting truong mdi nim ting 20-23%. Dén nim 2015
néu phuong 4n mé rong san xuat hoan thanh, du kién doanh thu s&
tang cao dat gan 2.700 ty dong.

3.3.3. Muc tiéu, nguyén tic phat trién nguén nhin hre
ciia cdng ty tir nay dén nim 2015, tAm nhin 2020

Nguyén tic chung trong phat trién ngudn nhan lyc 13 trién
khai ddng bo cac nhom giai phap vé phat trién ngudn nhan lyc, ra
soat danh gia lai ning luc va vi tri 1am viéc cia moi ca nhan tai ting
don vi, bd phan; c6 chinh sach khuyén khich nang cao tinh than trach
nhiém va sy tan tdm, cong hién cua nguoi lao dong cua cong ty.
Ting cudng dao tao ngudn nhan Iyc, nhat 1a nguén nhan lyc c6 chit

luong cao vé quan 1y, k¥ thuat cong nghé. ...
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3.4. MQT SO GIAI PHAP VE PHAT TRIEN NGUON NHAN
LUC CUA CONG TY CO PHAN THUY SAN VA THUONG
MAI THUAN PHUOC

3.4.1. Nhém giai phap dam bao sé lwgng ngudn nhan lyc
cuia cong ty

a. Thuee hién tot cong tic ldp ké hoach nguén nhén liec

Duya va0 s6 liéu qua khir dé du bao nhu ciu nhan luc cho cac
nim dén. Nhu ciu nhan lyc cua cong ty nim 2012 1a 1.900 ngudi,
nam 2013 1a 2.050 nguoi, nam 2014 la 2.200 nguoi va nam 2015 14
2.400 nguoi.

b. Xay dwng mdi quy trinh tuyén dung va \gp ké hoach
tuyén dung hop Iy

Trudc mit can xay dung lai quy trinh tuyén dung méi huéng
dén diéu chinh nhirng bét cip hién nay. Trén co s& phan tich k¥ co
c4u nhan luc can dap tmg cua timg don vi, bo phan, nganh nghé dé
xay dung ké hoach tuyén dung hop 1y, dam bao yéu cau.

3.4.2. Giai phap phat trién nghé nghi¢p (quy hoach cin
b9) tai cong ty

a. Xay dwng mé hinh hogch dinh nghé nghigp

Nguyén tic hoach dinh nghé nghiép cua cong ty 1a két hop
nhitrng tham vong nghé nghiép ca nhan véi nhirng co hdi c¢6 sin trong
cong ty. Trong do, ca ca nhan ngudi lao dong va ngudi giam sat cung
nhau chia sé cong viéc. M6 hinh phat trién nghé nghiép cho can bo
cdng nhan vién trong cong ty co thé theo 2 hudng nhu sau:

* Phat trién theo chiéu doc

* Phat trién theo chiéu ngang
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b. Xay dwng mé hinh phét trién nghé nghiép

3.4.3. Nhdm giai phap hd tr¢ nhim ning cao chit lwgng
ngudn nhan Iyc tai cong ty

a. Gidi phdp vé dao tao nguon nhén lic tai cong ty nham
ddp ikng nhu cau phdt trién nghé nghiép (quy hoach cdn bg) va cii
thi¢n ky nang hién tai tai cong ty

- Xac dinh nhu cau dao tao

Pé xac dinh nhu ciu dao tao, thoi gian dén dé xuét bo phin
nhan sy phong T chirc Hanh chinh nén thuc hién budc khao sat,
danh gia so sanh két qua gitra Bang tiéu chuin k¥ ning theo vi tri
cong viéc va Panh gia nang lyc thuc hién cong viée thuc té cua ting
lao dong, nhim chudn bi ngudn nhan lyc trong tuong lai.

- Tién hanh dao tao

b. Nang cao chdt lwgng dinh gid cong vi¢c ngwoi lao dopng

Pé thyc hién tét viée danh gia, trude hét hoan chinh dit lidu
vé ngudi lao dong Cong ty; cing cb lai Hoi dong danh gia xép loai
cong tac cua Cong ty; xay dung tiéu chuin danh gia dwa vao bang
phan tich cong viéc; két hop nhiéu hinh thirc khac nhau khi danh gié.

C. Xay dung ké hoach d@30 tao cu thé cho tirng loai lao
dgng dé thwc hién tot nhiém vu dang dim nhin

Qua khao sat thi da s6 lao dong cho rang cong ty can co
chuong trinh dao tao cu thé. Cac ké hoach d4 ban hanh phai dam bao
duogc thuc hién theo diing ndi dung, yéu cau dé ra.

d. Péi méi chwong trinh dao tao, cé cdc hinh thike dao tao
phong pha, thich hgp va hiéu qud nham phdt trién kj ning nghé
nghiép va |am viéc theo nhém (t6, di) doi véi lao dong phé théng
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e. Nang cao nhdn thirc, ky ning qudn ly

f. C6 chinh sach gi# chén, thu hit déi lao dng nghiép vu,
ky thudt gioi trong va ngoai cong ty

3.4.4. Nhom giai phap vé sit dung c6 hiéu qui ngudn
nhan lyce tai cong ty

a. Hoan thién cong tac té chirc, bé tri lao dpng theo tirng
linh viee, nhém nghé, t6 dpi sin xudt

b. Ra soat lai lwc lwong lao dpng gidn tiép tai cong ty va co
sw bo tri phl hop

3.4.5. Nhom giai phap ning cao djng luc cho ngwoi lao
dong

a. Hoan thién cdc chinh sdch khuyén khich vé vit chit doi
Vdi ngwoi lao dong

b. Hoan thién cdc chinh sich khuyén khich vé tinh thdn
cho ngwoi lao dong
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KET LUAN VA KIEN NGHI

1. Két luan

1. Luén van d4 bam sat vao mot sb ndi dung 1y luan co ban
vé phat trién ngudn nhan lyc ndi chung, phat trién ngudn nhan lyc
trong doanh nghiép noi riéng, tién hanh phan tich, danh gia thyc
trang ngudn nhan lyc tai Cong ty cd phan Thuy san va Thuong mai
Thuin Phudc, chi ra nhitng wu diém, han ché trong cong tic phat
trién nguén nhan lyc tai cong ty, tr 46 manh dan dé xuét mot sb giai
phép vé phat trién ngudn nhan luc cia cong ty nham dap ing yéu cau
muc tiéu phat trién, k& hoach san xuit - kinh doanh trong cic nim
dén.

2. Qua danh gia thuc trang cong tac phat trién ngudn nhan
lyc cta cong ty dd boc 16 mot sé han ché, khuyén khuyét khong phu
hop. Tuy sb lugng lao dong ciia toan cong ty ting din qua c4C nim
(2009 - 2011), phu hop diéu kién mo rong san xuét — kinh doanh cta
cong ty, nhung mot s6 van dé lién quan cong tic dam bao sb lugng
ngudn nhan lyc can diéu chinh, nhu trong viéc 1ap ké hoach ngudn
nhan lec, phan tich cong viée, quy trinh tuyén dung; cong tac dio tao
va phat trién ngudn nhan lyc c6 quan tim nhung chua hiéu qua, sd
lugng dugce dao tao thuc té thép, chua co6 chinh sach thu hat nguoi
Ngoai va giit chan ngudi bén trong cong ty, viéc tuyén dung lao dong
chii yéu 1a lao dong phd thong, chat luong dau vao thap, nham dap
g cac yéu cau don dat hang nén con 1é thudc thi truong lao dong
va mia vy san xudt; mot s6 chinh sach khuyén khich déi véi nguoi
lao dong can hoan thién thém.

3. Tir phan tich thuc trang phét trién ngudn nhén luc cong ty,

luan vin d& xuit mot sb nhom giai phap khic phuc cac han ché da
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néu, trong dai han va ngén han véi mong mudn gép phan hoan chinh
hon cong tac phat trién ngudn nhdn lyc tai cong ty. Nhirng giai phap
nay chi c6 thé duoc kiém nghiém khi dugc ap dung vao thuc té, qua
thyuc té s& diic két va hoan thién, bd sung thém cho phu hop su phat
trién ciia cong ty trong cac nim dén.

4. Do gi6i han vé kha ning va thoi gian chéc chin luan vin
con nhitng thiéu st can bd sung hoan chinh trong thoi gian dén. Tac
gia xin chan thanh cam on 13nh dao Céng ty ¢ phian Thay san va
Thuong mai Thuan Phudc, cac phong, ban chirc nang, dac biét 1a
phong Té chirc hanh chinh, phong Kinh doanh cia Céong ty d4 cung
cap nhitng thong tin, sb liéu lién quan phuc vu cho viéc xdy dung
luan vin ndy; cam on mdt s6 CNCNV cuia cong ty d4 6 su tham gia
gop y, gui bang cAu hoéi phong van dé dap tng nhu cau thu thap,
phan tich, tong hop théng tin. Cam on tat ca cac tac gia cla cac tai
licu tham khao luan vin d trich dan, dac biét 1a cam on TS Nguyén
Thi Bich Thu dé tan tinh gilp d&, hudng dan trong sudt qua trinh
thuc hién ludn van.

2. Kién nghi

1. Poi véi Hpi ddng quin tri cong ty

Hoi dong quan tri voi vi tri 12 co quan quan 1y cong ty, co
toan quyén nhan danh Cong ty dé quyét dinh, thuc hién cac quyén va
nghia vu cua cong ty khong thudc thim quyén cua dai hoi c6 dong,
tuy nhién thanh vién cia HDQT cong ty ciing kiém cac chic danh
lanh dao trong Ban Giam déc cong ty, do d6 dé khach quan, HDQT
can c6 phuong hudng, muc tidu phat trién san xuat — kinh doanh trén
co s& tham khao y kién tham muu cta cac bd phan chirc ning, cong
khai minh bach trong hoat dong quan 1y, diéu hanh dé dinh hudng
hoat dong san xuét - kinh doanh cua cong ty ngdy cang hiéu qua va
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phét trién vitng chic. Hing nim tai Pai hoi cd6 dong, HDQT nén
cung cip bao céo thong tin day du cho dai hoi xem xét quyét dinh,
trong d6 dic biét luu y dén cac chinh sach va nguén kinh phi phuc vu
cong tac phét trién ngudn nhan Iyc nhu kinh phi hd tro dao tao; quy
dinh phan bd ning cao thu nhap cho ngudi lao dong va cac phuc loi
khéc cd lién quan.

2. P6i v6i Ban giam ddc cong ty

Céc thanh vién trong Ban Giam déc cong ty ciing 14 thanh
vién trong HPQT can tach bach vai trd trong chi dao didu hanh, bam
sat vao Nghi quyét dai hoi cd dong dé co bién phap chi dao, quan ly
hoat dong san xut - kinh doanh dat két qua va dung dinh huéng dé
ra. Dong thoi can tip trung ra soat, danh gia thuong xuyén hiéu qua
cong tac cua lugng lugng lao dong quan 1y, nhit 1a cac phong, ban
chirc ning va cac phan xuong ché bién; manh dan trong cong tac dé
bat can bd, nang luong trude thoi han, khen thudng kip thoi.. .nham
khuyén khich tinh than 1am viéc cia ngudi lao dong trong cong ty.
Tiép tuc 1am viéc véi cac co quan lién quan dé trién khai viéc thué
thém mit bang md rong san xuit voi dién tich 20.000 m? tai Khu
cong nghiép dich vu thily san Tho Quang, ciing nhu trién khai nhanh
phuong 4n xdy dung nhd ¢ cho ngudi lao déng ngoai tinh dén 1am
viéc tai cong ty gin bé lau dai véi doanh nghiép.



