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MO PAU
1. Tinh cip thiét caa dé tai
Céng ty TNHH MTV Cao su Kon tum ladhtrong cacdon vi san xuit cong
nghép aia Tap doan Céng ngkp Cao su @t Nam Wi trén 2000 laaiong. Cac het
dong sin xuat kinh doanh ch yéu 1a: Tong moi, cham soc, khai thac, éhbién va
tiéu thy ma cao suduoc giam sat bi Hoi ddng nghém thu @a Cong ty.

Cong ty TNHH MTV Cao su Kon tum ludn ludn chshty i cong taaiao to ngubn
nhan trc aaa 6 chic minh, lubn coitay 1a ndt yéu t co ban din dén sr thanh cong.

Tuy nhién, céng tadao o ngubn nhan frc cia cdng ty trong nimg im qua
con ke 16 nhitng Bn tai, han cké. Do \ay, lam tié naodé nang cao én nia chit
lwong va tén 6i hoan thén cong taatao ko ngbn nhan irc tai cong Coéng ty TNHH
MTV Cao su Kon tumbay chinh 12 $n dé s3 duoc ban &i trong dé tai nay.

“ Hoan thién cong tacdao o ngwn nhan lec tai cdng ty TNHH MTV Cao su
Kon Tum”
2. Muc tiéu nghién aru

Tha nhit, tim hiéu thuc trang nhu du ngbn nhan c Coéng ty TNHH MTV
Cao Su Kon tum trong & diém hién tai, du kién dén nim 2015.

Tht hai,danh gia ki ning dao o ngbn nhan lrc caa Cong tydén nam 2010.

Thi ba, phan tich riimg van dé con Hn dong trong véc dao ko ngbn nhan trc.

Tha tu, dinh hréng va gii phap hoan tkh céng taatdao to ngbn nhan trc
céng tydén nam 2015
3.P6i twong va pham vi nghién aiu

- Luan van tp trung nghién @u vin d& dao ko ngbn nhan rc caa Cong ty
TNHH MTV Cao su Kon tum

- L4y co so thuc tién qué trinh hat dong sin xuit kinh doanh, hat dong dao ho
va ngwn nhan rc cung cac ha dong b tro khacdé nghién ¢u cac néi quan 1§
gitra chiingdé dua ra céc hinh trc va phrong phapdao to phu kp trong plam vi
toan cong ty.

4. Luan van da sir dung tong hop cac phrong phap nghién au:

Dé tai da sr dung ©ng hop cac plrong phap nh

- Phrong phap duy &t bién chrng, duy \ét lich sr

- Cac phrong phap toan

- Céac phrong phap nghiéni quan tri khac

- Phan tich & liéu thong ké moé 4, két hop vé6i sb liéu khao sat, béo céoua
doanh nghip

S6 liéu thir cap duoc lay tir ndi bo Cong ty TNHH MTV Cao su Kon Tum

S liéu s cap duoc thu thip théng qua céac bai phatéhicaa cac chuyén gia
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nganh cao suiéu tra thrc # luc luong laodéng
5. Cacdong gop @a luan van

- Luan van da ke thbng hoa céac an dé Ii luan vé ngubn luc, ngbn nhan trc, dao
tao ngbn nhan irc

- Luan van d& phan tich thc trang ngwén nhan drc va thrc trang dao ko ngbn
nhan lrc va cac chinh séach thday qua trinhdo

- Luan vin da dr bao nhu &u dao o, dé xuat cac ghi phap va bi dung a thé
hoan thén cong taaido ko, cac kén ngh vé diéu kién dé thuc hién chinh sackido
tao ngbn nhan krc cia cong ty.
6. Két cau luan van
Luan van, ngodi pAn ms dau, két luan, Danh nac tai liéu tham kio, cac ph luc, da
két cAu thanh 3 chong:
Chuwong 1: Tong quan ¥ ngwn nhan lc va cong taefao 2o ngwn nhan lc trong
Doanh nghép
Chuong 2: Thee trang cOng taefao o ngwn nhan lc ¢ Céng ty TNHH MTV Cao
su Kon tum
Chuong 3: Pinh heéng va giap phap hoan #n cong taaiao wo ngwn nhan ke ¢
Cong ty TNHH MTV Cao su Kon tum.

CHUONG 1: TONG QUAN VE NGUON NHAN L UC VA PAO TAO NGUON
NHAN L UC TRONG DOANH NGHI EP
1.1. KHAI NI EM, MUC TIEU, VAI TRO C UA PAO TAO NGUON NHAN LUC
1.1.1 Khai ném nguén nhan lec, dao tao va phét trién ngudn nhan lec
Nguon nhan &rc aia mdt t6 chic bao m tit ca nhitng ngroi lao dong lam
viéc trong & chac d6, con nhandc duoc hiéu [a ngwn nhan frc caa ndi con ngroi
ma ngén nhanirc ndy @m co tké luc va tri Lrc.

DPao ko va phat tén 12 cac het dong dé duy tri va nang cao é&hluong ngwn
nhan trc aia © chac, ladiéu kién quyét dinh d&é cac 6 chic cé tte diing virng va
thang loi trong méi trdng aanh tranh.

1.1.2. Muc tiéu aia dao tao ngudon nhan lyc

Muc tiéu chungido to ngwbn nhan irc 1a nfim sr dung ©i da ngwn nhan irc
hién cé va nang cao tinhéd qu caa © chec théng qua Vc gilp cho ngoi lao
dong héu ré & cong vic
1.1.3. Vai trd aia dao tao nguon nhan hrc

Truc tiép gilp nhan vién tkc hién céng véc tt hon.; Cip nhit cac K nang,
kién thirc moi cho nhan vién; Tranh tinhatig quan Iy 15i thoi; Giai quyét cac \in dé
vé to chic; Husng din cdng véc cho nhan vién 6i; Chuan bi choddi ngi can 1§
quan ly, chuyén mén &can; Théa man nhu au phat trén cho nhan vién; Gim bot
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su giam sat vi ngoi lao dong duoc dao to la ngroi c6 kha nang tr giam séat; %o ra
céac bi thé canh tranh éa doanh nglp.

1.2. TRINH TU XAY DUNG CHUONG TRINH DPAO TAO NGUON NHAN
LUC TRONG TO CHUC

1.2.1. Xacdinh nhu ciu va déi tweng dao tao

1.2.1.1. Xaadinh nhu ciu dao o
* Phan tich 6 chic: Phan tich mc tiéu phéat tén cia © chac,Phan tich nhuao
ngwn nhan irc,Phan tich Bu suit caa © chac.

* Phan tich nhu éu cong véc phan tich hai & dung sau:

- Chac trach cong tacia chic vi, bao @m cac nhdm wu cong tac va ric 6 kho
cua no.

- Y&u diu nhan chrc aaa chic vi, ngha la nhiing diéu kién t6 chit can c6 dé thuc
hién chrc trach cong tac nay, atkién thac, K thuat va ring hrc cin nim hit.

* Phan tich nhu4u nhan viéa Chl tong 1én cac ciic ning va caatic tinh ca nhan
cia nhan viéngdé xacdinh ai la ngoi can thiét dugc dao to va nhing kién thic va
k§ nang nao &n dugc chi tong trong qué trinkdao ko

Phuwong phép, Kthuit phan tich nhu du dao o:Phrong phéapdiéu tra, plng van,
Phrong phap phan tichadliéu, Phrong phap quan satdm truong, Phrong phap
trung cu y kién

Xac dinh nhu éu dao ko ngwn nhan frc dea trén © sé niang luc 1a cach ép
can cin or vao Kt qua cong véc va heu qua cong véc dé ra sao ga nbi ngudi lao
dong, chir khdng ring V& danh gia, xem xétddya trén lng cip hay chuyén méndh
dugc dao wo.

1.2.1.2. Xaelinh dsi tuong dao o

Nhitng ngroi thich hyp phai 1a nhitng ngroi phi bop voi muc dich aia 6 chic va
kha ning aia cacddi tuong co the dugc két qua dao to 6t nhat. Tuy thudc vao yéu
cau, muc dich va i dung @a cac chrong trinhdao to ma 6 chac c6 tté lva chon déi
tuong la ca nhan, 6t nhom ngroi hay toan B cdng nhan viénua minh.

1.2.2. Xacdinh muc dich, muc tiéu dao tao

* Muc dich:

- Tryc tiép giGp nhan vién tkc hién céng véc tot hon; Cap nhit cac kén thac,
ki ning moi cho nhan vién; Tranh tinhatrg 16 thoi; Giai quyét van dé to chac;
Hudng din cho céng nhan viéndén Chuan bi doi ngii can B quan ly, chuyén mén
ké can; Thai man nkitng nhu éu phat trén cho nhan vién.

* Muc tiéu

- Thtr nhat, nhitng K nang ai thé can duoc dao ko va trinhdd ki nang coduoc

saudao to.



- Thtr hai, $ luong va @ ciu hoc vién cho chrong trinhdao to.
- Thi ba, thvi giandao wo.
1.2.3. Noi dung va phwong phapdao tao

1.2.3.1. i dungdao o

Nhitng bréc phat trén ky nang dia con ngoi théng quadao to. Theodd, khoi
dau & mac “khdng bét minh khong c6 % nang”, tién dén “biét minh khong co6 %
nang”, rdi phat trén 18n “biét minh cé K nang” va sau cungat nguong “khdng bét
minh co K nang”.

1.2.3.2. Cac pirong phapdao o

Dao o trong cong \dc (0.J.T)
Dao o ngoai cong VAc
1.2.4. Lira chon gido vién va thoi gian dao tao

Khi lua chon, ta co th lya chon cac gido viénit nhitng ngroi trong bién ch cia
t6 chic haic ¢ thué ngoai (ging vién @a trrong dai hoc, trung tamiao #o..)

Thoi giandao ko dugc chia lam 2 lai: dao o ngin han va dai lan.

1.2.5. DOr tinh chi phi dao tao

Gia thanhdao to bao ém gia thanh trc tiép va gia thanh giandp.

Gia thanhdao o truc tiép thuong bao §m thi lao cho ging vién, tén luong
cho ngrodi duoc dao wo,chi phi gido trinh, taidu, diadiém...

Gia thanhdao o gian tép: 1a gia thanh ¢ hoi dao to, ngha |a nlitng ©Hn thit
vd hinh cho & chacdo ngén tai nguy&n va i gian vi dung cho ¥c dao to nén
khéng ti¢ dung cho hat dong khéac.
1.2.6.Panh gia cébng taadao tao.

Tién hanhdanh gia hu qua dao ko Ia cdng tac i clng trong céng tadao
tao. Viéc danh gia nay wa do luong dugc hiéu qia va bi ich coduoc trong giaidoan
dao o trude, cung ép tiéu chidn va @ s cho véc van dung thanh qa dao ko mbt
cach c6 Hu qaa.

1.2.6.1. Ngroi lam cbng tacdanh gia.

Viéc quydinh ai tén hanhdanh gia éng c6 y ngka quan trong rim dat duoc muc
tiéu aiadanh gid. Cac nhéwbi tugng sautdy thrc hién viéc danh gia: Tr ban than ngoi
lao dong, thi truéng @ quan, chuyén gia...

1.2.6.2. Plwong thirc chinh aia cbng tdadanh gia hiéu qua dao tao

- Y kién phin anh @a ngroi tham giadao to.

- T6 chire thi saudao wo.

- S thaydsi hanh vi ¢ia ngeoi duwoc dao o sau khod bc..

- Phan tichd4u vao vadau ra aia t chic: theo céng thce :

Hiéu ich @adau tr ddo ko = (Hiéu ichdao to/ Gia thanhiao to) *100
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CHUONG 2: THUC TRANG CONG TAC PAO TAO NGUON NHAN LUC O
CONG TY TNHH MTV CAO SU KON TUM
2.1 GIOI THI EU KHAI QUAT V E CONG TY TNHH MTV CAO SU KON
TUM
2.1.1. Lich sir hinh thanh va phat trién
Céng ty cao su Konturduoc thanh 4p theo qugt dinh $ 84/QD-TCCS
ngay 17/8/1984 1@ Tong Gac cao su Vit Nam nay la Ep Poan cong nglép cao
su Viét Nam, \6i s6 dang ky kinh doanh la 1101860.
2.1.1.1. Giaidogn tir 1984-1995
Trong sut giai doan nay, do thu vén dau tu trdm trong nén cdng ty dhtrong
duoc 1.656 ha cao su (binh quan 150 hal)) doi sdng aia ngroi lao dong hét
sac kho khin, nhiéu ngroi d& xin nghi viéc haic xin chuyn cong tac khéac.
2.1.1.2. Giaidoan tir ndm 1996dén nay
Puogc ar dau tu vé vén caa Tap doan céng ngldp cao su VBt Nam, cling ¥i su
quan tam @a bang - Nha mdc vé chinh sach phéat m kinh € trén khu wc Tay
nguyén. Cong ty cao su Kon tudd thrc hién phi xanh trén 7/8 hudn - thi trong
tinh Kon tum, Wi téng dién tich @t I6n, tinh dén 31/12/2009 toan céng ty
10.101,08 ha cao su.
2.1.2. Chic niang - nhiém vu, co ciu bd may t6 chirc
2.1.2.1. Clikc nang
Chirc nang hait dong chi yéu caa Cong ty TNHH MTVcao su Kontum Ia:
- Xay drng @ ban cho codng ty va@apang nhu éu thi truong.
- San xuét kinh doanh m cao su nguyéndu.
2.1.2.2. Nhém vu
- Khai hoang, #ng mvi, cham séc, khai thac, éhbién va tiéu thh mu cao su
nguyén léu
- San xuat cay gbng cao su pic vu trong moi.
- Cac dch w khoa hvc ky thuat cao su.
- Xay drng céng nghip héa clit, phan bén va cao su.
- Thuong nghép ban budn.
2.1.2.3. @ ciu bé may 6 chirc
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2.1.3. Pic diém lao dong tai Cong ty

Laodong va chit luong laoddng 1a van dé hét sec quantrong caa mdi doanh
nghiép. Bac biét, v6i hoat dong san xudt ndng nghép cua Cong ty cao su Kontum
lai can $ lugng laodong rt 1on, nhit 1a lao dong truec tiép va co6 tay nglé cao.
Tong can bd cdng nhan viémoan cng tytinh dén nay 31/12/2010 la 2.323 ngi.

2.1.3.1. Laadong tai cac phong ban Cong ty

Nhin vao $ liéu trongbang ta thy trinh dé6 chuy@n moén nglép vu cua cac
can bd nhan viéndanglam viéc tai cac phong ban o ban da duoc dao tao va duoc
Coéng ty gp xép ding chuyémganh di duoc dao tao. Tir d6 phat huy Ht kha nang
cua ngroi lao dong

Bang 2.1 : Laoddng gian tiép tai cac phong ban Cong ty fim 2008-2010

Chuyén mén nglé dwoc dao tao
Phongban | Kinhté | TCK | Ky sr | Ky sw | QTK KS Lu t,
LD T XD NN D Sinhhéa | thanh tra
To chic LDXH 6




Tai chinh kK toan

Ké hoach XDCB

Ky thuat

12

Kinh doanh TM

KCS

Thanh trabao vé

5

Tong adng

12

5

5

5

Ngun: Phong T6 chuiic LD
2.1.3.2. @ ciu lao déng theodsi twong

Bang 2.2: Phan lai theo d6i tweng lao dgng nim 2008-2010

am 2008 2009 2010
Chi tiéu SL % SL % SL %
Laodong truc tiép 1.723] 84,50, 1.783| 82,50, 1.872| 80,50
Lao dong gian t&p 316] 15,50 376 17,50 451] 19,50
Téng ®ng 2.039 100%| 2.159| 100%| 2.323|100%
2.1.3.3. @ cdu lao dgng theo gi tinh
Bang 2.3: Co' cau lao ddng theo givi tinh nam 2008-2010
Nam 2008 2009 2010
Chi tiéu SL % SL % SL %
Laodong nam 898 44 972 45| 1.069 46
Lao dong nix 1.141 56 1.187 55| 1.254 54
Téng ®ng 2.039 100%| 2.159| 100%| 2.323| 100%
Ngwn Phong é chizc LD-XH Cong ty.
2.1.3.4. @ ciu lao dgng theo trinhds
Bang 2.4: Co' cau lao dong theo trinh dd nam 2008-2010
Nam 2008 2009 2010
Chi tiéu SL % SL % SL %
Pai hoc 114 5,59 127 5,88 187 8,05
Caoding — T. Gip 204| 10,000 218 10,09 223| 9,60
Lao déng pho théng 230| 11,28 210/ 9,72 209| 9,00
Lao dong ky thuat 1491 73,13] 1.604| 74,30 1.704] 73,35
Téng 2.039 100% 2.159| 100% | 2.323| 100%

Lao dong i Cong ty cao su Kontumah hét da duoc dao to. Ty 1é lao dong
pho thdng &t thap so \6i tong $ lao dong va co xu héng gim dan. Biéu nay chiing
t6 ring Cong ty 4t quan tAmdén trinh do tay nglé cia céng nhan va cééknoach
dao wo dé nang cao trinkid tay nglé cho céng nhan.

2.1.3.5. @ ciu lao dgng theods tudi
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Bang 2.5: Go' cau lao déng theodd tudi nam 2008-2010

Nim 2008 2009 2010

Chi tiéu SL % SL % SL %
Tir 18 dén 25 tdi 361| 17,70 412| 19,08/ 508| 21,86
Tir 26 dén 35 i 1.419| 69,61 1.466] 67,91 1.518| 65,36
Tir 36 dén 45 tibi 145 7,11 164| 7,60 174| 7,50
Tir 46 dén 55 tibi 65 3,18 71| 3,28 81| 3,48
Tir 56 dén 60 tibi 49 2,40 46| 2,13 42| 1,80
Téng 2.039 100%| 2.159] 100%| 2.323] 100%

Ngwn Phong B chiic LO-XH Coéng ty
Vé co ciu laodong theodd tudi: ty Ié lao dong trongdd tudi tir 26-35 14 4t

lon, ty 1& nay qua cacam déu chiém trén 65%0 do tudi nay ngroi lao dong ¢
sac khoe tt vada tich fiy dugc mot sd kinh nghBm nén ring suit vuon cay ting
lén. Mat khac cho thy Céng tyda co s tré héadsi ngi lao dong, laodong trong
d6 tudi gan ngh huu chiém ty 18 rat thap.
2.1.4.Dic diém vé ngudn von kinh doanh caa Cong ty
Bang 2.6: Ngbn vén kinh doanh Céng ty rim 2008 - 2010

Pon Vi tinh: nghin déng

TT Chi tiéu Niam 2008 | Nim 2009 Nim 2010

| [Vén 326.001.138 422.063.118 509.873.395
1 | Vén chi ss hitu 251.087.530 351.924.205 382.249.076
2 | Ngwn kinh phiva qukhac | 74.913.608 70.138.913 127.624.314
Il |No phaitra 269.387.970 319.333.052 375.458.20¢
1 | No ngin han 94.578.107 104.320.4971 173.972.74€
2 | No dai han 174.809.863 215.012.555 201.485.462

Cong 595.389.108 741.396.170 885.331.607

Ngudn: Béo céo tai chinh&toan

Nguon vén kinh doanh @a Cong ty tong d6i [6n va ting din qua cac #m.
Piéu nay cliing © hang @mm Céng tydd my rong thém quy mod & xuit kinh

doanh, ma ¢ thé 1a Coéng tyda dau tr sang cacihh wc khac ngoai nganh ngh

truyén thong nhr: nha hang, khéachas, siéu th, ...
2.1.5. Két qua san xuit kinh doanh cia Codng ty giaidoan 2008-2010
2.1.5.1. Tinh hinh tiéu tlh ma cia Céng ty

Két qua hoat dong sin xuat kinh doanh 1a & qua mongdoi sau cling ¢a qué trinh

san xuat caa doanh nglép, tir két qua nay Céng ty & hach toan & - 14i.

2.1.5.2. Doanh thu vagl nhugn

Loi nhuan 1a cH tiéu ma Bt ky doanh nghip kinh doanh naoimg phii
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guan tam, bi vi loi nhuan la khan thu dugc ma sau khi doanh ndgip da tnr di
cac chi phi b ra &ng Wi cac khan da trich dp ngan sach Nhaudc, co bi
nhuan Cong ty ndi ¢ ngubn dé tai md rong sin xuit
Bang 2.8 : Két qua SXKD va lgi nhuan nam 2008-2010
Pon vi tinh: nghindsng

STT Chi tiéu Nam 2008 | Nim 2009 | Nim 2010
1 | Tong doanh thu 292.896.433407.192.568 431.301.507
2 | Tong chi phi 218.809.62/309.111.370 319.193.342
3 | Loi nhuan 74.086.806 98.081.198 112.108.163
4 | Thié thu nkip doanh ngkdip 20.744.025 27.462.735 28.027.041]
5 | Loi nhuan sau tha 53.342.780 70.618.463 84.081.123

Ngwn Phong Tai chinhdtoan Cong ty.
Hau hét cac ch tiéu doanh thu val nhudn nim sau cao &n nim truée. Piéu
d6 khing dinh sin xut phat trén va Cong ty hat dong c6 héu qua.
2.2. TRINH TU XAY DUNG CHUONG TRINH PAO TAO PHAT TRIEN
NGUON NHAN L UC TRONG CONG TY
2.2.1. Xacdinh nhu cau va d6i twong dao tao
2.2.1.1. Xaatinh nhu ciu dao o
2.2.1.2. Xaatinh déi twong dao o
2.2.2. Xacdinh muc dich, muc tiéu dao tao

- Cong ty TNHH MTV CAO SU KON TUM ludn #ng ké $ laodong $ vé huu,
nghi mat src hay thuyén chidn cdng tac trong th gian 6i dé c6 K hoach dao to
ngudi thay vao v tri thiéu d6. Cong tac naytuoc thec hién boi phong Hanh chinh-
T chic aia cdng ty ma Treng phong la ngdi tham mru vadiéu hanh.

- Tiéu chi & chit lugng can b trong mdi phong ban: nt d& dé cap & phin phan
tich K thuat dao to thi ta thy viéc xacdinh chit luong nhan vién anyéu duogc thuc
hién bai trudng phong nén khéng mang tinh chinh xac cao.

2.2.3. Noi dung va phwong phapdao tao

2.2.3.1. i dung dao o

Thuc € & cong ty, sau khi xadinh duoc nhu éu dao ko va kra chon duogc doi
tuong dao wo cong tydd xacdinh duoc cin dao wo nhiing ky nang nHing i dung
phai truyén dat ¢én ngroi hoc. tir d6 lva chon gido vién, vashdung $ do gido vién
s@n thao, saud6 duoc thdng qua candphong nhanwg can B phong nhanscan
ctr vao muc tiéu khoa he dé dua ra qugt dinh codong y wi noi dung hay khong.

2.2.3.2. Cac plrong phapdao tao céng ty ap dng

+ DAO 1o theo kéu chi ddn cbng viéc
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Pay ding la phrong phap ma céng ty tlbng &p ding dungdé day cac kK
nang thrc hién céng véc cho Hu hét cac cong nhaman xuat va ké ca mot sb cong

viéc quan ly.
Bang 2.10: Tinhhinh dao tao theo kiéu chi dan céng vic (2008-2010)
STT Noi dung PVT [Nam 2008 Nam 2009Nam 2010
1 | Cong nhan lai thap Nigyi 70 50 50
2 | Cong nhan tng Mo Nguoi 70 50 150
3 | Cbéng nhan khai thac Ny 1.950 1.800 1.000
- | bao to noi Nguoi 1.600 1.250 900
- | Dao #o lai Nguoi 350 550 100
- | Ty ¢ dao wo lai/TSPT KT % 17,8% 30,5% 10%

* Uu diém: Phrong phap nay la giap choqua trinh 1inh hoi kién thac va k§ nang
can thiét duoc d dang hon; Chiphi dao tao thip, khéng é&n phrong tién va trang
thiét bi riéng chohoc #p.

* Nhuwoc diem: Can thgp tnrc tiép vao vuon cay @& lam hue hong won cay trong
qua trinh dao tao.

+ Luan chuyn va thuyén chwn cong véc:

Luan chugn va thuyén chudn cong véc thuong xuyén la phong phap ma
cong ty TNHH MTV cao su Kon Tum tfdbng st dung.

Bang 2.11:Tinh hinh bé nhiém, luan chuyén can b quan ly (2008-20010)

STT Noi dung PVT |Nam 2008| Nam 2009 Nam 2010
1 | B4 nhiém, luan chugn, Giamdoc, | Nguoi 8 5 4
pho giamdéc cacdon vi thanh vién
2 | Luan chugn, thuyén chusn © | Nguoi 12 16 17
truong sin xuat
Tong adng Ngroi 20 21 21

* Uu diem: Can b quan ly duoc lam that nhiéu cdng véc, hoc tap that su,
mo rong ky nang lam viéc cua ngroi hoc.

* Nhuoc diém: Can b dugc luan chugn khdng héu biét diy du vé mét
céng vic, thyi gian & lai mot cdng vec hay ndt vi tri 1am viéc qua ngin nén khi
hiéu biét, ndim bat dugc cong véc thi lai luan chugn di 1am céng véc mai.

DPé nang cao kin thic cho ngeoi lao dong Coéng ty TNHH MTV CAO SU KON
TUM st dung chi yéu Pao tzo ngodi cong \Ac:
+ Lién ket dao tao giira Doanh nghip Wi cdc truong

* Uu diem: Saudao to Cong ty cé it ngwn nhan krc phu lop véi nhu du cia
don vi.

* Nhuoc diem: Chi phidao to cao.
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+ CoOng ty ar di dao wo:

La phuong phap ma Cong ty & ngudi lao dong dén hoc tap & cac truong day
nghé cua nganh cao su, trong nghép vu quan 1y can bd thusc Bo ndng nghdp va
phat trién ndng thdneac treong dai hoc trongva ngoai tinh.,

Bang 2.13:Tinh hinh dao tao theo phrong phap Cong ty @ di dao tao
(2008-2010)

- Nam | Nam | Nam
STT Nai dung DVT 1 5008 | 2009| 2010
1 | Thacy Nguoi 2 3 3
2 | bai hoc Chuy@n nganhétoan doanh nghp | Nguoi 50| 40| 38
3 | PH Kinh t& Chuyén nganh QTKD Ngi 50| 40| 40
4 | bai hoc ndbng nghdp Nguoi 4 4 6
5 | Gr nhan chinh ir Nguoi 13| 15| 10
6 | Trung @p chinh t Nguoi 20| 10 7
7 | Bai hoc ngai ngr Nguoi 5 - -
8 | G nhan tin lc Nguoi 2 - -
9 | Bac § da khoa Ngoi - - -
10 | Céng nhan éhbién ma cao su Ngoi 60| 90| 150
11 | Nghép wu guan ly Nguoi 2| 10| 10
12 | Tap huan nghép wu kiém tra chit luong sin | Nguoi 10| 10| 10
pham
13 | Tap hutin nghBp wu dau tr xay drng @ ban, | Nguoi 5/ 15| 75
ké toan, laadong tén luong, ...
14 | Tap hudn nghép wu vé cdng tac bo vé Nguoi 60| 60| 30
15 | Tap huan nghép wu vé cdng tac dan quanrt Ngudi | 150 2| 120
vé
16 | Tap huin nghép wu vé cbng tac an toanév Nguoi | 210[ 150 273
sinh laodong
17 | Tap huan nghép wu vé cong tac phap i lao| Nguoi | 210 150| 273
dong
18 | Bdi dudng nghép vu cho can b t6 doi Nguoi 40 -| 125
19 | Bdi dudng kién thrc qubc phong — an ninh Ngi 3 3 3

Ngwn: Phong B chirc Cong ty
* Uu diém: Phrong phap nay khéng can ttéip (anh hrong) i viéc thec hién cong
Viéc cua ngroi khac, b phan.
* Nhuoc diém: Ton kém nhigu vé thoi gianva kinh phi.
+ Tham quankoc tip kinh nghém guan Iy nuoc ngoai:(xem bang2.14)
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* U diém: Hoc hoi duoc nhigu kinh nghém tién tén cia nréc ngoai.
* Nhuoc diém: Tén kém \é kinh phi.
2.2.4. Lira chon giao vién va thyi gian dao tao
Gi4o viéndao o ding co ti 1a & noi bo, ho 1a nhiing can B giau kinh nghém
trong cébng tac, cac kh@ao to dai han giao vién tieong duoc thué ngoai
Thoi gian dao o

Déi v6i cdng nhan hangam cong ty ¥n thueong xuyén & chirc cac ép dao ko
ngin han
Céc kho&7ao o ngin han gom:

- Pao wo cao mu; Nghiép wu quan ly; Tap huin nghép wu vé cong tac phap
luat lao dong; Tap hudn nghép wu kiém tra ctit luong sin ptim; Céng nhan c¢h
bién ma cao su; Fp hudn nghép wu dau tr xay ding @ ban; Tap huiin nghiép wu vé
cong tac an toanévsinh laodong; Tap huin nghép wu vé cong tac dan quan é;
Boi dudng nghép vu cho can b t6 doi; Pao ko ngai ngit: sb lwong ngroi tham gia
cac kho&lao to ngai ngit chi chiém 9.3% 6ng 9 luot nguoi tham gia cac khodao
tao oo ban trong giaidoan nay. Cac khoéade tiéng anh ch yéu la do can b tré méi
vao duoc ar di dao 1o nang cao trinkdg; bao to, dao to nang cao nghp vu cho
cac can b tré vé cac kén thac lién quandén nganh cao su
Céac khoadao o dai hun: Theo hinh titc dao o nay hang #im Coéng ty TNHH
MTV CAO SU KON TUM c6 nét sd can 1§ di hoc va chi yéu l1a tr dé xuat va tr
tham gia. CAc candtnay chii yéu duoc dao ©o & cac trdng chuy@n nglép nhr kinh
té Hué, dai hoc ndng nghip | Ha Nbi. Khoadao ko chinh ti cao ép: mbi nam ar 2
dén 4 ngroi can 1 di hoc khoda lvc nay
2.2.5. Chi phidao tao

- Chi phi cho hat déng dao tz0 trong cdng \Ac:

- Chi phi cho hat déng dao 20 ngoai cong \Ac:

+ Cong ty @ di hoc:

+ Tham quanfoc tgp kinh nghém quan ly nuoc ngoai:

- Tong chi phi cho ha déng dao o aia doanh nghip giai dogn 2008-2010
Bang 2.19: Tong hop chi phi cho hat dong dao tao 2008-2010

STT Noi dung bVT | Nam 2008| Nam 2009 | Num 2010
1 | Chi dan cong véc Trd 746,70 812,50, 1.072,50
2 | bao wo lién Kt Trd 240,00 300,00 300,00
3 | Congty & di hoc Trd 726,65 747,20 976,90
4 | Tham quan &t tap Trd 20,00 90,00 90,00

Téng ®ng Td 1.733,35 1.949,70 2.439,40

Ngwn phong tai chinhtoan Cty.
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- Ty trong chi phidao two/téng chi phi aia doanh nghép
Bang 2.20: Ty trong chi phidao tao/téng chi phi

L Hm 2008 2009 2010
Chi tiéu
Téng chi phi (treu dong) 218.809,627 309.111,370 319.193,342
Chi phidao &o (triéu dong) 173335  1.949.70  2.439.40
Ty trong chi phidao ho/tong chi phi (%) 0,79 0,63 0,76

Ngwn: Phong TCKT Coéng ty.
- Ty trong chi phidao two/téng doanh thu @éa doanh nghép
Bang 2.21: Ty trong chi phidao tao/tong doanh thu

M
Chi tidu 2008 2009 2010
Téng doanh thu (téu ddng) 292.896,433407.192,568 431.301,507
Chi phidao &o (triéu dong) 1.733,350 1.949,700 2.439,400
Ty trong chi phidao to/tong doanh thu 0,59 0,47 0,56
(%)

Ngwn: Phong TCKT Céng ty

Chi phidao to chiém ty Ié rat it so Wi tong doanh thuiea Céng ty. Cond
nay rim 2008 chdm khaing 0,59%, song giam ¥ng con 0,56% #m 2010,diéu
nay khong co ndgh la chi phi cho cong ta&tao to giam ma nguyén nhéan la do doanh
thu nim 2010 #ng 1,47 4n so \6i nam 2008, trong khi6 chi phidao o nim 2010
S0 \6i nam 2008 chting 1,4 &n
2.2.6.Panh gia hiéu qua cong tacdao tao

Cudi nam, Cong ty & chic danh gia hdu qua kinh # cua chrong trinhdao &o.
So sanh chi phidra Wi loi ich thu \, danh gia #Bing sut lao dong cé tng hay
giam.

* Ngwoi lam cong tacdanh gia.

Céng taatanh gia trong Cong tyr so sai, vec danh gidduoc giao cho nhém
sau:

- Mai nhan vién & ty danh gia ¢ két qua caa minh sau khoage oing nhr 1a
chét luong aia chrong trinhdao &o. Tuy nhién Wc danh gia chding hi & viéc dién
vao kan xin y kién vé khod loc chr chua c6 ndu au thé.

- Truéng phong, & truong, doi truong 1 naroi truc tiép danh gia thaido va Kk
nang lam véc aia nhan vién sau khi nhan viéa duoc ar di tham gia gt khoadao to.

- CuWii cung 1a Tueng phong Hanh chinh-6Tchic, ngroi chiu trach nhdm
chinh \& nhan g s3 tong hop lai va danh gia Kt qua dao o, tir d6 rut kinh nghém cho
dot dao wo sau.
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* Phuwong thirc danh gia: cac chrong trinhddo ko phat trén can 16 trong Céng
ty 1a rat da cang va phong phudi nhiéu hinh thirc. Cong tyda rt ¢b ging trong véc
tao diéu kién chodoi ngii can 1 tham gia nhiu khéa loc khac nhau rim nang cao
kién thirc. Tuy nhién, cac atong trinhdao wo van chra thuduoc két qua nhu mong
mudn do chra xut phat fr muc tiéudao to.

Dbé c6 duoc danh gia chung&dao wo aia Koruco, 4i Phu luc 1 da thu thip y
kién cia 100 CB va 100 ngi c6ng nhan irc tiép sin xuit trong Cong ty, & qua
duoc trich din dudgi day:

Bang 2.22: NHin xét @ dao tao aia 200 CBCNV trong Koruco
S6 nguoi danh gia
Cau hoi theo cac nmirc do

1 2 134 5
Ban c6 kg nang cn thiét dé thuyc hientotcong | 8 | 9| 9241/ 50
Ban dugc tham gia niting chrong trinhdao to

theo yéLcau ciia cona iéc 11 | 25 | 66| 72| 26
Nhin chung cong tadao to trong Coéng ty la
c6 hiu qua qua tot 51 | 75 | 47|12]| 15

Nhu vay chi c6 27 ngoi trong Hng $ 200 ngrodi duoc hoi y kién (chiém ty 16
13,50%)dong Y hdic rit ddng y khi cho &ing céng tactao wo trong Cong ty c6 Bu
qua tot.
2.2.7.Panh gia chung hat dong dao tao aia Cong ty TNHH MTV cao su Kontum

2.2.7.1.Uu diém
- Cong ty a4p dng rat nhiéu hinh thic dao o, diéu nay gilp cong tyha dong
duoc ngwbn nhan irc.
- Phrong phépdao to theo kéu chi dan cong véc couu diém noi bat 1a giap cho
qué trinh inh i kién thac va I§ nang dn thiét duoc & dang, chi phidao to
thap, khéng én phrong tién va trang tht bi riéng cho bc tap
- Béi véi phuong phapdao to theo kéu lién Kt dao to thi saudao to Cong ty
cé mbt ngudn nhan krc phi p, daptng nhu du Cong ty.
- Khéng can thip t4i viéc thuc hién cdng véc caa ngroi khac, bo phan khéc.
- Cong ty thrc hién chinh séach luan chéy, b5 nhiém can b 1am choddi ngi can
bo quan ly duoc lam that nhiéu céng véc, hoc tap that s, mo rong ky nang lam
viéc cua ngroi hoc.

2.2.7.2. PN tai
- Hoat dong phat tién ngubn nhan trc tai cdng ty hén nay chra duoc quan tamiing
murc thé hién:
- B6 may 6 chizc cong kénh, co ché quan ly va hat dong orng nhic, kém linh
hoat, nhan trc 16n nheng ning suit khdng cao
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- Cong ty chra la throng hidu 6t trén th truong. Thuong hiéu ladiéu tr hao 1a ndm
hanh dén cia nhan vién khidugc lam vic trong cong ty. Sau khi chéty sang hinh
thae TNHH MTV, viéc tai @ ciu lai giap cong ty gim di mot sb nhan vién khéng
phu hyp trong giaidoan moi.

- Dl ngii lao dong chea thit s tinh nhg, nang stt lao dong chra cao, hén nay
cbng ty clra c6 quy trinh® dung nhan 8 minh kach.

- Do déc thi & sin xuit néng nghép nén 4n xuit mang tinh cét thoi vu, kéo theo
lao dong ding mang tinh cit thoi vu dan dén c6 khang thdi gian cdng nhan khong
co viéc lam.

- Do d6ng chan trémtia ban ch yéu cac laadong la ngroi dan B¢, nén véc tiép thu
cac cong nghmoai, ky nang , k thuat méi con han cké.

- Nhan thac vé hdi nhap, canh tranh va phéat t¢h caa dai da $ CBCNV dac
biét 1a mot sb can B chu chét chua day du

- Thiéu chién lugc phét trén ngbn nhan rc cong ty chra cé chén lugc dai han vé
nhan {rc.

CHUONG 3: PINH HUONG VA Gl Al PHAP PE HOAN THI EN CONG

TAC PAO TAO NGUON NHAN LUC TAlI CONG TY TNHH MTV
CAO SU KON TUM

3.1. QUANDPIEM VA M UC TIEU

3.1.1. Quandiém, muc tiéu va xu hréng phat trién nganh cao su

Pinh hréng cho s phat trén cia nganh cao su $i Nam i nam 2020 bao ¢m
chuyén di san xuit cao su nguy@ndu vadinh hréng phat trén sin xuit cao su céng
nghiép, Xuit khau cao su thanh gim két hop véi cao su nguy@ndu.

Trong gki phap th truong, bt trong nhing canddi quyét dinh sr phat trén
bén vitng 1a chinh sach quy hch phét tén toan dén nganhdé cé chén lugc cung
tng kBn vitng.

3.1.2. Quandiém muc tiéu phat trién cia cong ty TNHH MTV cao su Kon Tum
3.1.2.1. Quandiém
3.1.2.2. Muc tiéudao o nguwn nhan luec
3.2. PINH HUONG PHAT TRI EN CUA CONG TY
3.2.1.Pinh hwéng phat trién chung

Thuc hién phat trén cac nganh hang coé lién qudén sin prim cao-su thién
nhién Bn nguyén Bu gd cao-su. Twegc hét 1A viéc phat trén cac én phim ma cong
ty c6 thé tiép cin nhanh ¢ ky thuat, céng ngh nhu: san ptim ¢ dan ding, &
nguyén IBu, bao bi, &1 prim tiéu dung nguyén léu cao-su

Lién doanh, lién & véi cacdon vi trong va ngoai nganh, cac trung tm nghién
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ctru ing ding, cac trong dai hoc,... 6 ttm ning kinh nghém vé quan ly, céng ngh
dé phat trén nganh ngémoai.

Dinh hréng phat trién caa cdng ty it nam 2011dén nam 201314 dua 9.341
ha cao su vao kinh doanh,échién dén dau tiéu thn hét dén d6. Trén © so nén la
san Xuit cao su

3.2.2.Pinh hwéng vé phat tri én ngudn nhan hrc

Déi véi khdi lao dong tnrc tiép, © chac sip xép lai cdng nhan an xuit tai
vuon cay theo héng gim din dé tudi binh quan xéng con 35 thi (¢én nam 2015),
nang cao tay nghcho céng nhanic tiép (t6 chac trong cdc mua cay cao-sing |4,
nghi cao), 1 chic thudng xuyén céc éi thi tay ngle, tuyén drong thy gioi.

Déi vai khéi lao dong gian tép, ra soat the hién triét @& dinh bién trong toan
cong ty, o dam ty I& lao dong quan ly trén bng $ lao dong khéng qua 10%:; &p
tuc nang caoang hrc quan ly, dac biét 1a quan ly diéu hanh ép cao.

3.2.3. Mpt s6 chi tiéu dao tao nam 2011-2013
Bang 3.1: Mot sb chi tiéu dao tao (2011-2013)

TT Noi dungdao tao PVT | 2011 | 2012| 2013
| [Paotao trong cong \dc
1 | Tap hun céng nhan éng nvi Nguoi | 120 180 200
2 | baotao cong nhan lahap Nguoi 50 70 100
3 | baotao, dao to lai cdbng nhan khathac Nguoi 800 870 900
4 | B6 nhiém, luan chugn can b Nguoi 15 12 10
[I' | Dao tao ngoai cdng VEC
1 | Thacsy Nguoi 5 7 10
2 | Pai hoc chuyémganh ké toan DN Nouoi 50| 50 50
3 | Pai hoc chuyémganh QTKD Ngroi 50| 50 50
4 | Bai hoc ndng nghip Nguoi 10 15 20
5 | Cir nhanchinhtri Nguoi 10 12 15
6 | Trung ép chinhtri Nguoi 7 9 12
7 | Bac sy chuyénda khoa Ngoi 2 2 2
8 | Céng nhan ¢hbién mu Nguoi 150| 200 300
9 | Nghiép vu quan ly Nguoi 10 12 15
10 | Nghép vu kiém tra ctat luong SP Ngoi 10 10 15
11 | Nghép wu dau tr xay drng @ ban Nouoi 3 5 7
12 | Nghgp vu bao v Nguoi 80| 100 150
13 | Nghép vu antoan VSLD Nguoi 250| 300 350
14 | Nghép vu vé phap luat laodong Ngroi 250| 300 350
15 | Nghép vu can b to doi san xuat Nguoi | 300| 350 400
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3.3. XAY DUNG CHUONG TRINH PAO TAO NGUON NHAN LUC TAI
CONG TY TNHH MTV CAO SU KON TUM
3.3.1. Xacdinh nhu cau dao tao vaddi twong dao tao
a. Ap dung x&cdinh nhu ciu dao o theo khe l# nang luc cho can 18 1&nh dao
Buéc 1: Trée hét xacdinh gia ti cbt 16i cua Koruco:
- Chinh sach&a Koruco:
o Tap trung chi luc la kinh doanh rincao su
o Hudng 161 SXKD da nganh.
- Muc tiéu a@ia Koruco:
> Nang cao hoaténg kinh doanh it chit lugng mu...
o Tiét kiém chi phi va nang caoi qua kinh doanh tirong mi
o Hop tac 6t voi khau phan xét khau, dam bao cungang hang kp thoi véi
déi tac
Buéc 2: Xacdinh danh sach cadmg lec éin cé cho cacap lanhdao
Dua trén céc gia trcdt 18i trén, By y kién oia it ca cac trong phong ban,
don Vi trong Korucodé lap ra danh sach caamg luc cin cé @ia cac ép lanhdao
va duoc chia thanh én nhém ( xem #ng 3.2.tr 66-67, cin toan wn)

Nhu vay c6 At nhiéu ning lyc khac nhau aka dat duoc ty 1é nang luc 100%.
Nhung vi ngwn lec (Ngan séch, i gian,...) danh chdao o cé han, nén khéng th
dao o cho #it ca cac ring lec cé khe & (ty 1é nang lec nh hon 100%).

Bang 3.3: Xacdinh khe hé nang luc cho i tri “Can b ¢ lanh dao”

Mac [Than [Than |Piém | Piém
Niing lwc do h thao h thao|nang | nang | Ty |€

quan yéu fthwc | lwc | lwc | nang
|. Ndng lwc phét trién chién luwoc
1. Chinhri 3 4 4 12 12| 10C
2. Hiéu biét bér tronc va bér ngoa 3 5 4 15 12| 80¢9
3. Tam nhin chién lugc 3 4 3] 12 9] 75%
4. Cuyét doén, dan chiu trach 3 4 3 12 9| 75%
5. T6 chic 3 4 3] 12 9| 759
6. Xu ly ky luat 3 4 4 12 12| 10C
lI. Nang luc lam viéc chuyén mol
7.Lap ké hoach 2 3 3 6 6| 10C
8. Ra wyét dinh 3 4 3 12 9| 75%
9. Phau tich van dé 2 2 2 4 4] 10C
10. Gai quyét van dé 3 4 3] 12 9| 759
11. Tacdong dén NNL 3 4 2 12 6| 50%
12. Cuan ly cdnc ngté 3 3 3 9 9| 10C
13. Kiém soa 3 4 3 12 9| 759
14. Uy tin 3 4 3 12 9| 75%
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15.Nang dong, sangao 2 4 2 8 4| 50%
1. N @ng luc lam viéc i nguwoi

16. Giao t#p 2 3 3 6 6| 10C
17. Anh huéng 3 4 3 12 9| 75%
18. Tiép thu 2 3 2 6 4] 67%
19. Hop téc 2 2 2 4 4] 10C
20. Hb tro 2 4 4 8 8| 10C
21.Lam viéc nhom 3 3 3 9 9| 10C
22. Cuan ly xungdot 3 4 3 12 9| 759
23. Pam phar 3 4 3 12 9| 75%
IV. Ndng lwc phat trién ca nhan

24. Tichcuc 3 4 3 12 9| 759
25. Cau tién 3 4 2 12 6] 50%
26. Linh hoat 3 4 2 12 6] 50%
27.Lac qual 3 3 3 9 9] 10C
28. Trung thuc 3 4 4 12| 12| 10C

Ngwn: Téng hop trén @ s6' y kién cia cac tireng phong bangon vi trong Koruco
+ Cau tién: Van dé nay duoc hiéu vi c6 nhéu can 1o 1&nh dao da I6n tudi, sac y
ngdy cangdn, truge nhitng doi hoi cua tinh hinh rdi ho rit ngai phai hoc tp nang
cao trinhdo, dac biét la hoc ngai ngi, tin hoc.
+ Linh hoat: Biét ring KORUCO chu sr chi phbi va tdcdong aia rat nhidu van
ban tir phia Nha méc, Nganh cao su ning khéng vi th s3 tr6i bwc tinh linh

hoat cuia can B 1anh dao Cong ty.

b. Ap dung xacdinh nhu ciu dao tao theo khe W niang lwc cho déi ngi céng

nhan tryc tiép sin xuat

Bang 3.4: Xacdinh khe hé ning lwc cho \i tri “Cong nhan tr wc tiép san xuat”

Mic |Thanh |[Thanh | Diém | Diém
NiEng hec do | thao | thao | nang | nang | Ty I¢
: quan | yéu |thwc | lwc | luc | ning
trong | ciu té yéu | thuc | |uc
l. Ndng lwc phét trién chién lwoc
1. Chinhri 1 2 2 2 2| 10cC
2. Hiéu hiét bér tronc va bér ngoa 2 2 2 4 4] 10C
3. Tam nhir chién luoc 1 2 2 2 2| 10cC
4. Cuyét doén, dan chiu trach 1 2 2 2 2| 10cC
5. T chic 1 2 2 2 2| 10C
6. Xt Iy ky luat 1 2 2 2 2| 10cC
[l. Nang luc lam viéc chuyén mo
7. Lap ké haach 2 2 2 4 4] 10C
8. Ra wyét dinh 2 2 2 4 4] 10C
9. Phan tic van dé 2 2 2 4 4] 10C
10. Gai quyét van dé 2 2 2 4 4] 10C
11. Tardong dén NNL 2 2 2 4 4] 10C
12. Cuanly cdnc nghé 2 2 2 4 4| 10C
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13. Kiém soéa 2 2 2 4 4] 10C
14. Uy tin 3 4 2 12 6] 50%
15. Nang dong, sangao 3 3 2 9 6| 679
I1l. N ang luc lam viéc o1 nQuoi

16. Giao t#p 2 2 2 4 4] 10C
17. Anh huéng 2 2 2 4 4] 10C
18. Tiép thu 3 5 3 15 9| 60%
19. Hop tac 3 4 3 12 9| 75%
20. Hb tro 2 2 2 4 4] 10C
21 Lamviéc nhén 3 4 3 12 9| 75Y%
22. Cuan ly xung dot 1 2 2 2 2| 10C
23. Pamr phar 1 2 2 2 2| 10cC
IV. Néng luc phat trién ca nhan

24. Tichcuc 3 4 3 12 9| 75%
25, Cau tién 3 5 3 15 9| 60%
26. Linh hoat 2 2 2 4 4] 10C
27 Lac qual 2 3 3 6 6] 10C
28. Trung thuc 3 3 3 9 9| 10cC

Ngwn: Téng hop trén @ s6' y kién cia cac tiegng phong bangon vi trong Koruco
- Theo Bing 3.5, Koruco #n tap trungdao ko cac K nang: Uy tin; ring
dong, sangdo:; tiép thu va &u tién. Theodd, cin trang b cho céng nhan i tiép sin
xuat: Cac kén thic bd sung chuyén mén; Kniang phic hoi, ngin ngra sai im; Ky
nang quan sat; Khnang phat hin nguyén nhan chinhia hanh vi con ngpi, ...
Bang 3.5 : Ning lwc cin dao tao b sung

Nang lec Vi tri
Can Dbo |Nhan vién|Ky sr  ky | Cong nhan
lanh dao | gian tiép | thuat
|. Ndng lwc phét trién chién lwec 9 chirc
4. Quyét doan, dam ctu | O
trach nhém
Il. Nang lec lam viéc chuyén mon
11. Tacdongdén NNL | O
14. Uy tin 0
15. Nang dong, sangdo O
18. Tép thu O
21. Lam véc nhém O
24. Tich @c O
25. Gau tién 0

Ghi chi:O: Can dao to b sung (Vi di minh hpa)
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3.3.2. Xacdinh muc tiéu chodao tao

Sau khi phan ticduoc nhu éu dao ho thi én phii chuyén nhu éu do6 thanh
muc tiéu hanhdong. Muc tiéu nay én phai: phai cu thé: néu rddugc nhiing gi én
dat dugc mpt cach rd rang, pi duoc lwong hod Bng nhitng con 8 cu thé, Muc tiéu
phai gin vai giéi han thoi gian thre hién, Muc tiéu phai kha thi.
3.3.3. Noi dung va lra chon phwong phap dao tao

3.3.3.1. Ni dung dao o

Chuong trinh gang cay can phai Ién ké hoach tnréc

Xay drng chrong trinhdao ko chuin cho tring chic danh cdng ¥c tai co &
nhu sau:

Bang 3.8:dao tao chuyén bét can thwc hién ddi véi nhan vien KORUCO

Poi twong| CoOng | Ky thuat| K¢ | Nhan | Quanly| Nai dung dao
Noi dung nhan Vién sw | vien VP tao
Pinh hréng X X X X X | Yéu du dao
K$ thuat co ban X X X tao chung
Céng vic X X X X Yéu cu dao
Cong vic dugc X X X X X tao theo trng
phan céng phong ban
bao 4o nang cao I I I I I

Ngwn:Téng hyp trén e s tham klao y kin phong & chirc lao dong

Ghi cht  x: bit busc / yéu éu |: Bu cin thiét

3.3.3.2 Plwong phapdao o
Ngoai nhiing phrong phéap céng tyang ap dng, dé xuat thém nét sb phuong phap
khac nhr:

- Pao tz0 da cbng véc: Bao to da cong wc £ dugc ap ding cho nikrng nhan
vién da co cliing nkin cdng véc hién tai va dugc yéu éu dao to cong véc khacdé
linh dong trong &p xép nhan irc.

- DAo ko b sung:Pao wo bd sungdugc tién hanh wi muc dich B sung
nhitng thayddi nho trong tiéu chén haic thao tac €a cdng véc hién tai.

- Téi dao o: Tai dao to & dugc ap ding cho nltng nhan viéndam thoi nghi
viéc qua thi gian cho phém@a dugc quidinh trong yéu &u cia tirng phong ban hic
cho nhig nhan vién khéng cadoi thuc hién cdng véc trong ndt khoang thoi gian
dai qua qudinh.

- PAo o k ning kém Pao ko ky ning kémdugc xacdinh va yéu au boi cip
trén dia nhing nhan vién an duoc dao ko vaduoc thuc hién boi phong ban lién quan.
bao uo ky nang kémdugc 4p ding cho niing trong hop sau:Nking nhan vién khong
dat yeu @u trinhdo qui dinh, Nhitng nhan vién khéndat tai chrng ntin 1an dau
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3.3.4. Or tinh veé chi phi dao tao
Ngoai kinh phidao o do ip doan ép, nén cong tyan phai l1ap ra nét quy
dao to riéng ma qu do cé thé huy dong tir cAc ngén sau:
- Trich mdt phan kinh phi hat dong aia céng ty dodp doan @p.
- PBong gop @a can b CNV théng qua cac gu Thuong cbi nam
- Trich tr kinh phi hat dong kinh doanh khacxa cong ty.
3.3.5. lira chon va dao tao gido vién
- Pé dat dugc nhitng héu qua dao ko, doanh nglép phii chon cho minh rat dia cH
dao ko dang tin ay.
- Gi4o viéndao ho co tit lay tir nhiéu ngubn khac nhau, viay tuy theo lai hinhdao
tao, d6i trong dao ko va ngwn kinh phi cho hat dong nay mada cton ngubn giao
vién cho cong tac gmg cay tir cac ngén sau:
+ Cac giao viéntut trong trrong dai hoc.
+ Cac can & co kinh nghém tai cong ty.
+ Céc 6 chic trong nréc va quc t.
Néu sr dung doi ngii gido vién giau kinh nghin cin chd ydén dao wo ho vé
trinh d6 sr pham, k§ nang truyén dat.
Lién két, hop tac Wi cac @ s dao ko trong va ngoaiwdc dé da cang hda cac
hinh thic dao ko, xay drng chrong trinhdao #o chuin, nang cao dt luong dao ko:
- Pao to chuyén vién aan ly, van hanh cac &ithéng nha may chbién, cac i
théng may mocdi cac xi nghép sin xuit
- Hb tro mot sb co s& dao o trang thét bi thuc hanh nBm nang cao it luong
thuc hanh cho éc vién @ia Cong ty.
- T6 chic cdcdoan tham quan,de hoi va traoddi kinh nghém vé quan ly & mot
s6 nu6c phat trén.
3.3.6.Panh gia chrong trinh dao tao
* Goi y vé nguoi lam céng taatanh gia: Véc quydinh ai tén hanhdanh gia ang co6
y ngha quan tsng nkam dat dugc muc tiéu diadanh gia.
* Goi y V& lya chon thoi diém danh gia: vi thi diém danh gia 1a rét trong nliing Vin
dé nhay cam o cdng taatanh gia
- Panh gia sau khi hoan thantohtong véc cu thé.
- banh gia throng ki ( 6 thang hay hangum).
- Panh gia khi c6 e hoi thang tién ( réu co tre).
* Goi y vé pheong phapdanh gid:danh gia kt qua dao wo cé tié dung nliing cach
sauday:
- Phrong phép so sanhsiymuc tiéuda dinh nlam xacdinh mrc d6 hoan thanh
cbng vEc; mirc do dat dugc muc ti€udao o aia ca nhan.
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- Phrong phéap chaliém, xép hang theo tiéu chi: cho phéanh gia hanh vi
cia can b sau khi tham gia khodao wo nhr tbc do, hiéu qua xir Iy cdng vic
chuy&n mén, kinnang giao tép, ra qut dinh...

* Ching nhan va tai clitng nkin cip thé chang nkan sau khidao ko

3.4.PE XUAT MOT SO GIAlI PHAP CHU YEU HOAN THI EN CONG TAC
PAO TAO NHAN LUTC

3.4.1.P6i méi viéc xay dng ké hoach dao tao

* Xay dung ké hoach dao o 1a mdt trong nhirng nhém wu caa © chic.

* Panh gia hin trang ngwn nhan frc trong Cong tydé xacdinh cacdic
diém va tinh cht cac nhom an dao to: Nhom céan & Ianhdao, quan ly; Nhom
chuyén moén nglbp wu; Nndm K thuat; Nhom kinh doanh idh w khach
hang; Nhém hanh chinh; Nhém céng nhandaog tnrc tiép

* Hoach dinh céc hinh tixc dao ko hop ly theodic diém va tinh cht cong vic
cua trng nhémdao to néu tréao to tp trung; Pao ko theodia ch st dung; Pao
tao theo hinh thc vira hoc vira lam;Pao o, ki dudng ngin ngay; bao to thdng
gua Hbi nghi, hoi thao, tham quan, ko sat ...

* Phdi hop v6i cac @ so dao ko dé xay ding cac danh pc nganh ngé can dao
tao, chrong trinhdao tio sao cho phudp va sét tirc véi cdng VEC tai co so.

* Chon loc d6i twong ddo ho; t chic giam séat \ic dao wo; danh gia cht luvong
dao o thdng quaws phan anh 2 chiu tir nguoi lao dong va ngroi sir dung laodong.
3.4.2. Tang arong ngan sach cho hat dong dao tao

Can tang arong chi phi cho \ic dao ko nhitng ring hec cin thiét theo s phan
tich khe [& dao wo dé tranh lang phi.
3.4.3.Pay manh hoat déng dao tao cho cong nhan #n xuat tr wc tiép

B6 phan sain xuit 1a noi truc tiép dem hi két qua kinh doanh cho doanh
nghiép. Do do viéc dao wo cho cong nhandc tiép san xuat 1a rat can thiét va ép
bach.

Xay deng doi ngii can B dau dan ti co s ; Pua bt sb chueong trinhdao wo
chuén; Pau tr xay drng b phan dao #o don vi, trang b co so vat chit, trang thét bi
day va hpc phu lop Vi thuc t san xuét kinh doanhiing don vi
3.4.4. Ap ding c6ng nglé méi trong hoat dong dao tao

Sy phét trén nhr vii bdo @a céng ngh thdng tin 4o ra ap rc phai sir dung
lwong théng tin 4t I6n cho cong tadao ko va phat tdn ngbn nhan irc.

3.4.5. Nang cao trinhd¢ doi ngii can by quan ly phu trach cong tacdao tao

* Pi v6i Ban lanhdao cong ty: Gn phai quan tdm bn nira dén cong taatao
tao phét trén can .

* Poi véi can b phu trdch cdng tadao ho: dé tao ra sr chuyén bién manh ns
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trong hat dong dao o, ban lanhtao cdng ty &n quan tdm én i doi ngi can 1§
dao no.

* Pdi voi nhitng nhan vién K thuit tai néng trong nén thre hién luan chugn
luan phién gia cac cong trong: Cac nha lankao truc tuyén tai van phong nénab
co hoi cho céc nhan viénmitvin phongduoc hoandoi vi tri cho nhau.

3.4.6. Lrong bong vadai ngd
Cai tién ché d6 thi lao vadai ng dam bao tinh céng bng va duy triduoc
ngwn nhan irc bén trong va thu hit bén ngoai céng ty
Bang 3.9 : Bing hé sb hoan thanh cong tac theo thanh tich cong tadg xuét)
HSHTCT 0,8 0,9 1 1,1 1,2
Thanh tich kém ¥U Trung binhk  Tét Xuét sic
Coéng thirc tinh krong hén tai caa céng ty:
TTN =LCB + PCCV + PCTN + PCGT + P&g + PM®H + PCKV + PCK
TTN =(LCB + PCCV + PCTN + PCKV) x HSHTCT + PCGT + PCLDbg +
PCBbH + PCLD + PCK
- Viéc nang trong nén tlrc hién phu thuoc vao ring luc cdng tac vatong gop aa
nhan vién cho ha dong aia cong ty. Nanguong khéng ph thuoc vao thyi gian
cobng tac theo tham nién mkiang thrc hién hién nay &i cong ty.Neu thuc hién tét
cac gai phapda néu 8 tao ar kich thich cho mi nguoi nd luc phn dau hon trong
cong tac va nang caoatHuong cong véc
3.4.7. Xay drng van hoa doanh nghép
- Tao dyng nhanikc cao ép nén quan tam hantiu. Nguoi 1anh dao cit nhic ngroi
tai o gang khong laman mbi hoa khi trong 6i bo cong ty.
- Hang aim cdng ty nén duy tribtchic cac chugn du kch cho toan thnhan vién.
Pay khéng chla 1vi cam on cia cdng tydén nhan vién ma con lam chooimgudi
trong cong ty nang cao tinhamtap thé, cé @ hoi gan boé théng ém 1an nhau.
- Nhiéu nha gén ly thuong © ra khong thichiéi thoai truc tiép véi nhan vién vi ly
do théu thoi gian hdic nhitng Iy do khac. Nhng day lai & viéc rat quan tong, vi
théng quaddi thoai truc tiép nha géan Iy méi dua dugc cac thongtiép aia 6 chic va
ca nhan ¢a minh i nhan vién Mt cach lku hiéu.

KET LUAN VA KI EN NGHI
l. Két luan:

Trong K hoach 5 rim muc tiéu nganh cao su larg ning suit vadi d6i véi
phat trén quy mé dén tich. Nhr vy, muc tiéu phat tdn ngwbn nhan &rc &én ram
2015d4p ung yéu &u nhan trc cia céng ty nim dat muc tiéu phat tdn va nmo
rong dién tich quy mé &n xuat kinh doanhdén 2015

Dé thuc hién muc tiéudo, tnrée mit Cong ty TNHH MTV CAO SU KON TUM

25



can co6 chinh sach thu hat l@éng hop Iy, © chic dao o lai lao dong hén tai, hd tro
céc chrong trinhddo ko ngin han va quan tng la thre hién duoc lién Kt gitta doanh
nghiép va nha tong , hén nayda co tirong Caoding cong nghip cao sudao to
rieng cho nganh cao su, céng ty rra ngroi lao dong duoc di dao ko tai truong
hoic két hop Véi truong dé t6 chirc cac khoatdo ko sao cho Bu qua.

Vé lau dai, cong ty an c6 hréng déi méi phuong phépdao wto,nhit 1a
dao o cdng nhan trc tiép sin xuit, ting arong hop tac qéc & trong dao ko dé
nam bit dugc cong ngh san xuét hién dai.

1. Ki én nghi:
1. Poi véi Tdp doan cdng nghép cao su Vet Nam:

Hang rim c6 chi dao, tp huén, hxéng din kip thoi cho caadon vi thanh vién trong
nganh trong cong tagd ké haach dao to.
2. Péi véi UBND Tinh Kontum:

Can dau tu, stra chira, nang &p Trung tam kéng nghép day nghé caa Tinh,
cac trung tam gidout thuong xuyén 4i cac huygn dé tir d6 moi nguoi lao dong
trong inh déu co tke codiéu kién theo loc & dang.

3. Péi véi cong ty TNHH MTV cao su Kon Tum

- Chuong trinh va bi dungdao to phai dugc xay drng truéc tién dra trén ©
s& chién lugc DN va chén luoc phéat trén NNL, thr d&én 1a dra trén o so ké hoach
kinh doanh hangam.

- Mac du rbi dung chrong trinhdao to duoc thiét ké trén @ sd ké hoach chén
lugc va phic vu chién lugce, song tese khi quiyét dinh mdt cheong trinhdao to o
thé DN can khao sat nhu &u dao to caa DN, dia hoc vién —déi tuong aia chrong
trinh dao o - c vé ndi dung, phrong phap, thi luong, thyi gian, diadiém, phrong
tién va thim tri ca ddi tuong tham giatao wo
- Trongdao ho ngin han cn trong ky nang thec hanh lon 1a tri thic han Iam; can
déi thoi gian dao to vé6i khéi lwong mi dung chrong trinh nlm han cké tinh trang
“cudi ngua xem hoa”.

- Néu c6 th¢ duoc, nén Kt hop giira giang vién ndi ngoai Wi cac nha gén tri va
chuyén mén co6 trinkié cao trong DN (¢i tu cach l1a ty giang, haydong ging
vién) trong cac adlrong trinhdao to ky niang thxc hanh nghéip wu.

- Phrong phap 4y nguoi hoc 1am trung tam la plong phap phi &p véi dao ko
ngudi 16N tudi.

- Can coi tiong dao ko kién thac va k§ nang qun tri, ngke thuat 1&nhdao cho gén
tri cAp trung va @p oo so, dac biét 14 quan tri gia dp oo S5.

- Lién Két gitra cac DN trén cung &b dia ban trong céng tatdo ko 1a mdt huéng di
nhim da muc tiéu

26



