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Hé thong chién lucc

Hé thong cac tuyén bo vé  C4c thanh phin cua mét
chien lugc cua cong ty chién Iuoc kinh doanh?

N

SU ménh

: Muc tiéu :
. e A D W Tang trudng? Lgi nhuén? g
He thong gia tri - :

Pham vi :

khach hang/sp cung caplk

khu vuc dia ly, ’
muc do hoi nhap doc)

Lgi thé canh tranh
(dinh vi gia tri cung cap
cho khach hang)

Chiéen lugc

Cac hoat dong
(chuoi gia tri)

Bang can doi c.ludc
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Cau hoi thao luan:

1. Anh/chi nhin nhan va d6i xu voi ngudi lao
dong trong doanh nghi€p nhu thé nao?

2. Anh/chi danh gia gia tri cua nguci lao
dong dua trén yéu to nao?
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Quan niém vé nguon nhan luc

+ Cac doanh nghi€p thanh cong trén thé gidi
déu quan niém nguoi lao dong trong doanh
nghi€p la “tai san” dac biét.

= Va vi vay, cac nha lanh dao quan ly theo
quan diém dau tu
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Nhirng gia tri ngu'ci lao dong dong gop cho
doanh nghiép:

Ky nang chuyén mon

- Thi trudng - Khach hang
Tuyén - Cac quy trinh - Méi trudng Panh gia
dun > o e e thanh tich
+ng Kha nang hoc hoi va phat trién
- San sang chap nhan céac y tudng mdi
- Tiép thu kién thirc
Nang luc ra quyét dinh
Dboéng luc lam viéc
Pao
tao & Pai ngo

phat trién Cam ket

Lam viéc nhdm
-Ky nang nhan su
- Kha nang lanh dao
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Hé thong Quan tri Nguon nhan luc

‘ Ngudn nhén lwc déi méi lién tuc; Sw nhat quan thanh tich
cua to churc; Cai tién nang lwec lién tuc

Tw van nhan sw; Quan tri Nang lwc Té chiec; Quan
tri thanh tich bang phwong phap dinh lwong; Tai
san dwa trén nang lwc cét 16i; Nném céng tac
dwoc 4y quyén; Lién két nang lwc

Van héa “tham gia”; Phat trién nhém; Cédc
hoat déng dwa trén nang lwc cét 16i; Phat
trién nghé nghiép; Phat trién nang lwc cot
16i; Hoach dinh nguén nhén Iwc; Phan tich
nang lwc

Hé théng dai ngd; Pao tao va phat trién;
Quan tri thanh tich; Méi trweong lam vié
Giao tiép va dieu phoi;
Tuyén dung
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Chién ludc nhan su: Su’ gan két giira chién
lugc va hoat dong

+ Chién lugc nhan su’ la su tich hgp cac chinh
sach va hoat dong QTNNL vai chién lugc kinh
doanh
& Su tich hgp nay dugc thé hién & cac khia canh:
» Gan két cic chinh sach nhan su véi chién ludc
cua doanh nghiép.

= X&y dung cac chinh sach bé sung cho nhau dong
thoi khuyén khich su’ tan tam, linh hoat va chat
lurgng cong viéc cua ngudi lao dong.
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Chién ludc cong ty

BOi canh td chirc Pic diém moi trudng

Nhu cau kinh doanh chién ludc
(Cac muc tiéu kinh doanh chién lugc)

v

Cac hoat dong QTNNL chién lugc

DN dbéi xUf va nhin nhan con ngudi
nhu thé nao

Triét Iy NNL }
Xac dinh gia tri va van héa DN

, , . Thi€t Iap nhirng dinh hudng cho viéc
C,ac C,h'nhlsaCh N(VL . ) giai quyét cac van dé lién quan dén
Cac gia tri dong vai tro chi dan/dinh hudng con ngudi va cac chuang trinh NNL.

Cac chuong trinh NNL Phéi hgp cdc nd luc nhdm khuyén
Céc chién lugc NNL khich thay déi dé gidi quyét cac van

) ; dé lién quan dén con ngudi
Cac hoat dong NNL

Khuyén khich cac hanh vi gan vdi cac
Poi vdi cac vai tro Ianh dao, quan ly va diéu hanh | vai tro khac nhau

Cac quy trinh NNL } Xac dinh céch thic cac hoat dong nay
Dé hinh thanh va trién khai ciac hoat déng dugc trién khai
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Triét ly quan ly nhan sy dé dat LTCT

Triét ly cii

Triét ly moi

Tinh kinh té nhé quy mé 1a co s& cho
|6gic phat trién

Tinh kinh té nho théi gian (téc dé) 1a co
s& cho légic phat trién

Chat Iweong doi hdi sy danh doi

Chat Iwong |a “tdn giao”; khéng thoa hiép

Ngw&i lam khong phai ngudi lo

Ngwoi lam cling la ngudi lo

Tai sdn 1a may moc, thiét bi, nha xwéng

Tai san la con nguoi

Loi nhudn 1a muc tiéu kinh doanh chu yéu

Sw thoa man cua khach hang la muc tiéu
kinh doanh chu yéu

Té chirc dwa trén th(r bac: muyc tiéu 1a lam
hai long 6ng chd/nguwdi quan ly

T6 chdre theo mang lwéi gidi quyét van dé:
muc tiéu la lam hai long khach hang noi bo
hoac bén ngoai

Do Iwong dé danh gia két qua hoat ddng

Do Iwong dé giup nhan vién cai thién két
qua hoat déng
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Qua trinh hoach dinh chién lugc

Phan tich 4 Xac dinh @
méi trwong  cac cohéi 7 Phat trién cac phwong an
1 bén ngoai va de doa chién lwoec
Thiét lap @‘Iﬂh Chién ludc cong ty
su menh ¢ S - Chién lugc ting trudéng
va v - Chién Iugc 8n dinh
muc tieu 9 9 - Chién ludc suy giam
Chién ludc kinh doanh
Phan tich Xac dinh - Chi phi thap
> moi trwong = diém manh = - Khac biét héa
noi bd diém yéu
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Qua trinh hoach dinh chién ludgc nhan su

Hoat déng quan ly nhan sw

« Lap KH nhan sw *Tuyén dung

« Phan tich va - Pao tao va phat trién

,| thiét ké cong viéc . Quan ly/danh gia thanh tich
- Dai ng6: lwong, thwéng,
phuc loi

* Quan hé lao dong

Phuong Nhu cau ve - l l Loi thé canh
an nhan luc tranh
chién 7| * K¥ ning . | [Kétquacua -Chi phi thép

e Hanh vi Ket qua 2 - Khac biét
lucc W anhivi . t6 chirc IEIE [OLE
: e Van hoa ca nhan TV I8 bd Vide hoa san pham
« Kién thirc J & DO VILG,
) « KU nan > vang mat
. Khyé nér? « Nang suat
e dég +Tuan tha phap luat
' *Hinh anh c.ty
Y Y y
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MGai lién quan giira Quan tri/Phat trién Nguon Nhan
Iuc v@i Chién lugc kinh doanh.

Tam nhin/Gi4 tri/Si» ménh | Chién lwoc cong ty )

Khéo sat to
cizd’c duwa trén
> két qua hoat

A

Chién Iwoc Kinh doanh

A 4

Muc tiéu kinh doanh

| doéng
Muc tiéu cta phong/ |»| Ké hoach cuia Phong/Bé
bé phan/Nhém phan/Phan xwdéng

J

Xac dinh ré Vai tro/Trach nhiém
Tiéu chuan (Thanh tich & Nang Iuc)

Muc tiéu ca nhéan

Vai tro/Trach nhiém

Phu hop Phu hop

- Thiét lap muc tiéu
‘Thiét ké
« Quan tri

: Phil hop : khich
Phat trién nang lvc " Panh gia két qua thuc hién
(KABS)
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Chién lugc cong ty va QLNS chién lugc

Chien lugc Chién ludgc nhan su
cong ty '

n , Hoach dinh NNL dé ddm bao nhan vién
Chien lugc phat .o S
trién tu than mdi dugc tuyén dung va dao tao kip
thdi dé nam bat co hdi thi trudng

e Thong tin cho cac nhan vién biét vé co
hdi thang ti€n va phat trién

e Ddm bdo duy tri chuan muc chat
lugng va thanh tich

Cl‘_llieé'n |HQC phat _ e Hop nhat hai hé thdng nhan su khac
trien bang mua lai biét cua hai cong ty khac nhau
hoac sap nhap e Cat giam nhan su nhu thé& nao
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Chién lugc cong ty va QLNS chién lugc

Chien lugc Chién ludgc nhan su
Cong ty

Chién lugc 6n dinh e Xac dinh nhan su chu chét va phat
(it co hoi phat trién) trién chién lugc gilr chan nhiing

nhan su nay

Chién Iudc suy giam e Cat gidm nhan su dé cit giam chi phi
e Phat trién chién lugc dé quan ly “nhirng

ngudi song sot”
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Chién ludc canh tranh va Chinh sach nhan su’

Chi phi thap

(SIR=) n ,

E S e Tap trung hoa ’

o T e Chuyén mon hoda & dinh chuan cac vi tri
O O

- ©

eTuyén dung theo yéu cau cong viéc (du)
e Chil trong thadm nién, gidm thiéu bd viéc
e Uu tién ngudn ndi bo
e SU’ dung lao dong ban

Tuyén
dung

thai gian
| .S e DT&PT han ché
<
Q.5 e Tap trung vao cong viéc va cap nhat
H H N AY n
O \@© e Nang cao trinh do
8 o e Danh cho moi ngudi
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Chién ludc canh tranh va Chinh sach nhan su’

Chi phi thap

e Panh gia dua trén yéu cau vé trinh do
eTiéu chi DG gan v3i quy trinh & két qua ca nhan
e Tiéu chi ngan han

Panh gia
nhan su

—
=)
‘© S| | » Dua trén hiéu suat va tham nién
[ = b A & A- g A A N
= |° Cong bang noi bo/ bén ngoai
Q @
E
@ O
L £ A e a1 i
- jg' e Q.he giua quan ly- nhan vien: truyen thong
g o| | *Théng tin lién lac va ho trg bj han ché
(o
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Chién ludc canh tranh va Chinh sach nhan su’

Chat lugng Poi méi

= 2| | * Phi tap trung héa e Phi tap trung hoa
5 O | Chuyén mon hoa e Linh hoat

o o| |*® Tham gia tich cuc e Cac nhém ban tu chu
- 8 e Tham gia tich cuc

e Tuyén dung tiém nang
da dang (rat cao)

e VUGN uom tai nang

e B& nhiém linh hoat,

theo nang luc

e Dich chuyén uu tién
nguon noi bo &

ludn chuyén

e Tuyén dung tiém nang,
tiéu chi ro rang (cao)

e Luan chuyén ndi bd

e Cac ké hoach PT nghé
nghiép chuyén sau

e Uu tién nguon noi bo

Tuyén
dung

| .&| | * Nhiéu va rong réi e D30 tao tai chd

o f:‘-_’  D.tao ngoai cong Vviéc, e Dao tao nhiéu, chd

S | | ® Tap trung vao chuyén trong phat trién da nédng
e mon & hanh vi e Chu trong dén nhan su
@ o.| |« Danh cho moi nguai chién lugc
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Chién ludc canh tranh va Chinh sach nhan su’

. , e e Panh gia cac hanh vi
m . Y 7 - N2 v
o [ 20 Sl LRl L nham phat trién nang luc
< £ > TEEI Ul €IE Gl el e Tap trung vao két qua
c «© vé chat lugng .
\© £ , P . dai han
A< e Danh gia theo nhom °
@E e Dua trén trinh do e Dua trén hanh vi
=) g e Luong canh tranh e Lucong canh tranh
= e Nhiéu phuc Igi e C3u tric can bang
@ ;E e Chia sé Igi nhuan

E  Nhiéu phuc Igi
<Q)- ()] A > ’ A
<& |° Q;h,e quEn s e e Q.hé quan Iy & nhéan
c 5 vien: hgp tac 2n: can ban
© e Nhiéu ho trg va vien. can bang =
3 O n N e Bau khong khi ‘cai ma’
(o thong tin lién lac
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Cd sd cua chinh sach nhan su:

NHU CAU CUA NGUOTI LAO PONG

Thap nhu cau

% Cac nhu cau ¢ bac thap hon phai dugc
thoa man truGc
= Nhu cau ndi trdi nhat tai mét thdi diém
Ty trong sé tao dong cd manh mé& nhat dé thuc
hién muc tiéu
= Khi mot nhu cau dudc thoa man, thi no
khong con la yéu t6 tao ra dong luc
Nha quan ly can phai xac dinh va tao
cd hoi thoa man mot cach hgp ly nhat
Sinh Iy nhu cau ndi trdi dé tao dong luc cho
ngudi lao dong.
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Cd sd cua chinh sach nhan su:

NHU CAU CUA NGUOTI LAO PONG

, \ Thuyét
Thap nhu cau ERG

@ MO hinh cua Alderfer co 3
nhom nhu cau

# B0 sung qua trinh that
vong theo trinh tu vao

m moO hinh cua Maslow

Tu trong

Ton tai

Sinh ly
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Cd sd cua chinh sach nhan su:

NHU CAU CUA NGUOTI LAO PONG

THUYET DUY TRI — PONG VIEN
= Yéu to duy tri: khong co thi bat man, co thi ngan
chan dugc su’ bat man nhung khong co tac dung tao
dong luc
=  GOm: luong, diéu kién lam viéc, su’ giam sat, moi quan hé
dong nghiép, diéu kién lam viéc
= Yéu to dong vién: khong co thi cling khong sao
(khong gay bat man), co thi co tac dung tao dong luc
=  GOmM: cam giac hoan thanh cong viéc, cong vi(:ec doi hoi su
phan dau, ban than cong viéc, cad hoi phat trién nghé nghiép
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Cd sd cua chinh sach nhan su:

NHU CAU CUA NGUOTI LAO PONG

Thap nhu cau Thuyét Thuyét
cua con nguoi ERG Duy tri — Dong vién

Tu trong

Cac nhan to
duy tri:
Diéu kién can

Ton tai

Sinh ly
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Ly thuyét vé su’ cong bang

Lgi ich cua ngudi khac

Pong gop nguci khac

Lgi ich ca nhan

Pong gop ca nhan

Khi thiy bat cong, nhan vién co thé:
1. Giam dau vao (dong gop) cua chinh minh
2. Tang dau ra (phan nhan dugc) cua chinh minh

3. DEé méc tinh hudng gay ra su’ khdng céng bang
B thoi viéc, khong hdp tac vGi nguaGi dudc phan thudng cao han

NGO QUY NHAM, MBA



Cac yéu to cé thé gay bat man

= Coi thudng cap dudi

+ Chi trich cap duGi tru6c mat nguGi khac

= Quén khong bao gic quan tam tdi nguoi khac

= D& cho nhan vién nghi rang ban chi quan tdm
dén Igi ich cua ca nhan ban

= Thién vij ai do

= Lam cho cap duGi “mat mat”

= Do du khi ra quyét dinh
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KET QUA KHAO SAT TOAN CAU VE
SU HAI LONG CUA NHAN VIEN NAM 2009

W LHELRGY Ty lé danh gia la
rat quan trong

1. Cong viéc on dinh 65%
2. Phiic Igi 60%
3. Tién luong 57%
4. Co hoi dudc sir dung kién thirc va ky nang 55%
5. Cam giac an toan ngi lam viéc 54%
6. Quan hé v@i nguci quan ly truc tiép 52%
7.ASL_|’ ghi nhan thanh tich/dong gop cua nhan 52%
vién

8. Giao tiép giira nhan vién va quan ly cap cao 51%
9. Ban than cong viéc 50%
10. Su tu’ chu trong cong viéc 47%
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LAP KE HOACH NGUON NHAN LUC

MUC TIEU CUA LAP KE HOACH NNL:

+ Phong ngua tinh trang thua hodc thi€u nhan
vién

& Pam bao doanh nghi€p co dung nguGi (vGi ky
nang phu hgp) dung cho va dung luc

= Dam bao DN cd thé phan ing nhanh chdng
v4i nhitng thay doi trong mdi trudng

= Pua ra dinh hudng va su’ gan két cla cac hoat
dong va hé thong NNL

NGO QUY NHAM, MBA



Giai phap cho tinh huong thura nhan luc

Giai phap Tocddo Mirc do anh hu‘(ipg dén
con ngucoi

1. Cat giam nhéan céng Nhanh Cao

2. Giam luong Nhanh Cao

3. Ha chirc Nhanh Cao

4. Thuyén chuyén Nhanh Vira phai
5. Chia se cong viéc Nhanh Vira phai
6. Ngirng tuyén dung Cham Thép

7. Nghi viéc tu nguyén Cham Thap

8. Khuyén khich vé huu sGm Cham WIETE

9. Pao tao lai Cham Thap
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Giai phap cho tinh huong thiéu nhan lu'c

Giai phap Tocddo Mirc do anh hu‘(ipg dén
con ngucoi

1. Lam thém gic Nhanh Cao

2. Su dung nhan vién tam théi Nhanh Cao

3. Thué ngoai (outsourcing) Nhanh Cao

4. Pao tao va thuyén chuyén  cham Cao

5. Giam ty lé bo viéc Cham Vura phai

6. Tuyén nhan vién méi Cham Thap

7. Pdi méi cong nghé Cham Thap

8. Thiét ke lai cong viéc Cham Thap
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CHINH SACH TUYEN DUNG

Cop phai nhé meo
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CHINH SACH TUYEN DUNG

& Tuyén ngudi cho cdng viéc hay tuyén ngudi
cho t0 chuc?

+ Bén trong hay bén ngoai?
& Tiéu chuén tuyén dung?
= Phudng phap tuyén chon?
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Phu hgp gitra Con ngudi - Cong Viéc

Cong viéc

Két qua nhan
su

ICéc yéu cau &

Pai ngo

, \ e Thu hat
| ) 1R | « Hiéu qua

e Duy tri
e SU' cO mat
e Su' thoa man

Con nguGi

\

YNéng luc & /
n ’

bong co
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Phu hgp gitra Con ngudi - To chiic

Két qua
nhan su

e Thu hat

e Hiéu qua

e Duy tri

e SU' cO mat

e Su' thoa man

Con nguGi
Nang luc &
bong co

NGO QUY NHAM, MBA



Su’ phu hgp giira Con ngu'si — To chirc

= Lgi ich tiém nang = Van de tiém nang

1. Thai do cua nhan vién tét hon 1. T6n kém hon trong qua trinh
# théa man hon vai cong viéc tuyén dung
& Cam két hon vdi t chiic 2. Thi€u cong nghé&/cdng cu
 Tinh than dong doi danh gia lua chon

2. Hanh vi ca nhan mong mudn 3. Gay uc ché cho nhan vién
= Thanh tich t6t hon 4. Giam kha nang thich Ung
= Ty Ié vdng madt, bo viéc thap cla to chic (do tuyén nhirng

3. Tang cudng viéc thiét ké to chirc ngudi giong nhau)
= HO trg thiét k& cong viéc
= Tao dung van hdéa DN
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Tuyén mo tir ngudn nodi bd hay bén ngoai?

= Lam giam nhué khi cla
cac Ung vién néi bo

= Ton thdi gian dao tao
va hoi nhap

& Co thé ton kém

Uu diém Han ché Khi nao to6t?
NGi b6 | @ Danh gia chinh xac & Canh tranh ndi bd & Chién lugdc 6n
< Tac dong tich cuc dén | = Hiéu (ng “ngudi thua | dinh
dong luc cua NLD cudc” = MOi trudng bén
< Giam thdi gian dao tao | = D&y chuyén “théng ngoai 6n dinh
va hdi nhap ti€n” = Han ché€ vé thai
& Nhanh hon, it t6n kém | = Ngudn cung han ché | gian va tai chinh
hon
Bén & y tudng maéi me @ Khd danh gia chinh xac | = Can thay doi
ngoai | = Mg rong kho tri thic | V€ UCV =Mdi trudng bén

ngoai thay doi
nhanh
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QUY TRINH TUYEN DUNG

1. Xac dinh/du bao nhu cau tuyén dung

2. Cu thé héa cong viéc (ky nang)

3. Phat trién cac nguén tuyén dung

4. Panh gia cac (rng vién

5. Thuong thao hop dong tuyén dung

6. HOi nhap nhan vién mai

7. Panh gia
NGO QUY NHAM, MBA



QUY TRINH TUYEN DUNG

1. Xéc dinh/du bao nhu cau = KhOong nén:

tuyén dung

= Chi tuyén ngudi khi cdng viéc

2. Cu thé héa cﬁ)ng vigc (k¥ | khong c6 ngudi thu'c hién
nang nA o e Len iy
f“: ;‘ = Lap ke hoach ké nhiem tuy hung
3. Phat tri€n cac ngudn = Phoéng dai cac kj nang ma DN can
. tuyen dung ) trong tuong lai
( ) = Lac quan mot cach phily vé ty Ié
4. Panh gia cac (rng vién acq PN NQ.EaC \p.A y ety <
§ ) thay the, ke nhiem va hieu qua
- , —— tuyén dung.
5. Thuong thao hgp dong A
§ tuyén dung ) = Nen:
- S = Tién hanh phan tich nhu cau
6. Hoi nhap nhan vién méi tuyén dung thudng xuyén, chi dong
l'k_ J 7 - \ A A ?
. § = Du bao dinh ky veé nhu cau cua DN
7. Danh gia dbi v3i nhan su chu chot
(. »,
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QUY TRINH TUYEN DUNG

[ 1. Xac dinh/dv bao nhu cau

tuyén dung } & Kh6ng nén

2. Cu thé héa cong viéc (ky = Dua trén nang luc chung chung
nang) = Chu yéu tim kiém nhifng nang luc
- , — chung va ngudi cé uy tin (quan ly
3. Phat trién cac nguon a J J Y (@ V)
. tuyén dung ) = Nen:
r ) = Xac dinh cic yéu cau cu thé cla
4. Panh gia cac (rng vién cong Vviéc
\_ J 2 ] ’ ~ ~ (%) L\
. : ——— = Cu the hoa nhung ky nang va
3. Thuang thao hgp dong kinh nghiém lién quan
§ tuyén dung ) , e ~ s A
> g = Xac dinh doi ngu ma ung vien
6. HOi nhap nhan vién mgi (quan ly> Sue Ianj viec cung _
L J = Xem xét van hoa doanh nghiep
( ,_, ) va boi canh cong viéc anh hudng
L 7. banh gia ) thé nao dén vai tro
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QUY TRINH TUYEN DUNG

([ 1. Xac dinh/du bao nhu cau
\ tuyen dung ) = Khong nen
(2. Cu thé héa cong viéc (k\"ﬂ = Gidi han ngudn tuyén dun
a g y
\ nang) ) = Chi xem xét ngudn bén trong hodc
3. Phat tri{e’n cac nguodn beén ngoai
tuyén dung = Nén:

( 4 Danh gid cic fna vie ) = Xay dung ngudn tuyén dung du IGn
| anfi gia cac ting vien ) (dac biét doi va&i cac vi tri quan ly)
5. Thuong thao hop dong | . Tln‘h _den ca hguon noi bo va béen
§ tuyén dung | ngoal
p N = NhG nhan vién hién tai gidi thiéu

6. HGi nhap nhan vién mdi =  Xem xét ca nhirng nguGi dang lam
- ’ cong tac, tu van, ban thdi gian

7. Panh gia

(. »,
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QUY TRINH TUYEN DUNG

1. Xac dinh/dv bao nhu cau | = Nén:
tuyén dung

\
e

J/

= Su'ng dung mot soO it nguGi phong

2. Cu thé héa céng viéc (ky | AN R N N
' 9 vice (ly van gidi, dudc dao tao tot va cd

L nang) )
- S— dong luc
3. Phat trig—:n cac nguon > ’ > A
k_ tuyén dung ) = Su dung phucong phap phong van
su’ kién hanh vi

5. Thuong thao hgp dong

tuyén dung

\ J/

_\

6. HOi nhap nhan vién mdi

% P,
7. Panh gia
N .
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QUY TRINH TUYEN DUNG

[ 1. Xac dinh/dy bao nhu cau (== KhOng nén

tuyén dung . . ~ A
= Tap trung vao lua chon dau tién
dap U'ng yéu cau

\
e

J/

2. Cu thé héa cong viéc (ky ]

L nang) )
3 pracoien cacmaan ) Tim ki€ém cac Ung vién hoan hao
. Phat trlgn cac hguon ) .. . N R
. tuyén dung ) = SU dung nguci phong van khong
4. Panh gia cac irng vién ) , oA LA . a
= Su dung qua nhieu “bo loc” khong
tuyén dung

\.

)= SU dung ngudi phong van phi
) cau truc hoac chung chung

6. HOi nhap nhan vién mdi
S\ S

e N

7. Panh gia

. /
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QUY TRINH TUYEN DUNG

([ 1. Xac dinh/du bao nhu cau 1
\ tuyen dung ) = Khong néen
(2. Cu thé héa cong viéc (ky 1 = Cho rang tién la tat ca
L hang) ) = To ra it cam két véi su thanh cong
(3. Phat trién cac ngudn 1 Cua ung vien
L tuyén dung ) = Chi thao luan nhirng khia canh tich
- N cuc cla cong Viéec
4. Panh gia cac (rng vién A,
\ ] < Nen:
5. Thuong thao hop dong . (;hu dgng quan tam den Igi ich cua
tuyén dung ung vien
) § = M0 ta cong viéc mot cach thuc té
6. HGi nhap nhan vién mdi =  Ngudi quan ly tham gia vao qua trinh
- g thuong thao
7. Banh gia = Dam bao déi ng6 cbng bang Vi
N J nhung ngucoi khac
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QUY TRINH TUYEN DUNG

1. Xac dinh/dy bao nhu cau |
tuyén dung

w = Khong nén
2. Cy thé héa cong viéc (ky = HO trg va hudng dan khdng du

b

L nang) )
(3. Phat trién cac ngudn y = Nen:
. tuyén dung ) = SU dung nhiing nguadi co thanh
( . tich t6t nhat dé hudng dan
4. Panh gia cac ung vien
\ ) = Duy tri lién lac thuGng xuyén

5. Thuong thao hgp dong
tuyén dung

6. HOi nhap nhan vién mdi

{ 7. Panh gia ]

NGO QUY NHAM, MBA



TIEU CHUAN LUA CHON NHAN SU?

Ky nang va kién thirc

cong tac
Pac diém Pac diém ca nhan
thé chat va tinh cach
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Tiéu chuan tuyén dung

& Tuyén dé 13y thai do, dao tao dé 18y ky nang
& Khi tuyén nén chu trong:

= Kién thuc chung va kinh nghiém

= Ky nang xa hoi

= (Cac gia tri ca nhan

= Niém tin

= Thai do
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Su dung cac cong cu lua chon nhan su

Vi tri
Quanly | Quanly Cac cong Cac cong
cap cao | cap trung viéc phi viéc thong
va thap quan ly thudong

Pan xin viéc 2 2 2 2
Thi viét/trac nghi€ém 1 1 2 3
Cong viéc mau - - 4 4
Trung tam danh gia 5 5 - -
Phong van 4 3 2 2
Xac minh thong tin 3 3 3 3
Urng vién
Kiém tra stic khoe 1 1 1 2
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PAO TAO VA PHAT TRIEN

Cau hoi thao luan:

= Ngudi hoc thu nhan dugdc nhiéu kién thirc bo
ich tu viéc hoc tap, nhung khong ap dung vao
thuc té cong viéc.

Tai sao?
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Xac dinh nhu cau dao tao

Cap do to chirc

= Hoat dong dao tao lién quan gi dén muc tiéu cuta to chirc?

= Chi phi va Igi ich ky vong cua hoat dong dao tao la gi?

Cap do cong viéc

=  Cac trach nhiém gi gan vdi vi tri cong viéc?

@ Kién thirc va ki ndng can dé hoan thanh tét cong viéc la gi?

= BOi canh hoc tap co nén la bdi canh thuc té clia cong viéc khong?

& Ham y cua nhiing sai sét la gi?

& COng viéc cung cap thong tin phan hoi truc ti€p cho ngudi thuc hién
nhu thé nao?

= Nhu cau dao tao cua cong viéc nay giong va khac nhu cau dao tao cua
cong viéc khac nhu thé nao?

Cap do ca nhan

= Nhan vién da co kién thuc, ki nang va kha nang gi?

=  Phong cach hoc tap cua nhan vién la gi

= Nhu ciu cu thé cla ngudi hoc 1a gi
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04 cap do danh gia két qua dao tao

Cap do Cau hoi Phucng phéap do

Nang suat - Chat luvong
Chi phi - Ldi nhuan
Tinh than
Ty lé bo viéc - Tai nan

Két qua

Vi cé tré né
ot han nho da
tao?

Hoc vién cé thay doi
. i hanh vi trong cong viéc
Hanh vi sau khi dudc dao tao?

Danh gia thanh tich baéi
cap giam sat, khach hang,

’ : cap dudi
Ho c6 su dung kién thic P
va ky nang da hoc?
Kien thuc hoac ky nang cua Thi viét

A hoc vién dugc cai thién bao
Hoc tap nhiéu sau khi hoc so v6i Thi thurc hanh
truoc khi hoc?
Phan hoi Nguai hoc co thich chucng trinh, Khao sat

giang vién, thiét bi GD khong? Ho
c6 thay chuong trinh nay hitu ich
khong? Ho co gdi y gi dé cai thién?
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Cac dac diém cua DPT-PT NNL hiéu qua

+ Lanh dao cap cao quan tam dén viéc DT-PT; DT
la mot phan cua van hoa doanh nghiép.

= Pao tao gan li€n vaGi chién luge va muc tiéu kinh
doanh, va vdi két qua tai chinh.

= TOn tai cach ti€p can toan dién va hé thong vé
dao tao, BT va DT lai ¢ moi mUc do va lién tuc.

# Su’ quan tam dau tu’ nhirng nguodn luc can thiét,
cung cap du thgi gian va tién bac cho DT.
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CHINH SACH QUAN TRI THANH TICH

Quan ly thanh tich thong thuong bao gom:

= Thong nhat gi(ra cap duGi va ngudi quan ly truc ti€p vé
= Ky vong vé két qua can dat dugc (muc tiéu)
= Cach thirc dat dugc cac muc tiéu

= Cach thirc do ludng/cac tiéu chi sé dugc sir dung dé danh gia thanh
tich clia ca nhan

= Truyén dat nhitng ky vong va uu tién lién quan dén ké hoach kinh
doanh va phat trién nang luc quan ly cét 10i

< Phan hoi thuong xuyén cho cap duGi vé thanh tich va co hdi hoc hoi,
phat trién cia ho nham cai thién thanh tich ca nhan

<= HO trg phat trién ca nhan

&  Truyén dat cac tiéu chuan danh gia thanh tich
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Cac quyét dinh vé Hé thong Quan tri thanh tich

Hé thong sé dudc st dung nhu thé nao?
* Phat trién nhan vién

* Ra quyét dinh thudng va dai ngo

» Tang cuong déng luc lam viéc

* Dam bao tuan tha phap luat

» Lam co sé cho Hoach dinh NNL

Ai danh gia?

® Giam sat e Khach hang

® Dong nghiép e Tu danh gia
 Cap dudi danh gia e Danh gia 360°
Danh gia dua trén cai gi?

® Dic diém ca nhan e Két qua

® Hanh vi

Danh gia nhu thé nao?
e Tuyét doi ® So sanh

CoOng cu danh gia?
® Thang diém e BARS
* Dua trén muc tiéu...
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MO HINH QUAN TRI Chidn 1woc

A 18 a1

=V-V\'l= - Muc tiéu dai han

va ngan han;
cac gia tri

Cac dac diém e
ca nhan: Két qua
- Kién thire

- s Hanh vi ca nhan . Q3n nha P
- Ky nang Sén pham, thong tin

hoac dich vu dugc
tao ra

- Kha nang
- Cac yéu to6 khac

Nhirng
Rang budc:
* Van hoéa té chirc




MUC DPICH CUA QUAN TRI THANH TICH

e Gan két hoat dong cta nhan vién véi
cac muc tiéu cua doanh nghiép

e Pho bién van héa doanh nghiép va
cac gia tri cot 10i

e Quyét dinh vé nhan su:
= tang luong, thudng,
= thang tién,
= cham dit HDLD,

Phat trién e Phat trién cac nhan vién cé thanh tich
nhan sw tot o

e Chi ra nhirng diém yéu cua nhan vién:

ky nang, dong luc/thai do, hoac nhirng

can tra
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Tai sao Cac hé thong Quan ly thanh tich
thuong that bai?

+ Cac quy trinh qua phuec tap

= Khong co6 anh hudng dén két qua cong viéc

& (Ngugi danh gia) thiéu kiém soat ddi véi qua
trinh danh gia

= Khong két ndi vai hé thong dai ngo (luong
thuéng)

< Bi€u mau danh gid qua dai va phrc tap
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Chién lugc cai tien HTQLTT

= D& ngudi quan ly tham gia vao qua trinh thiét
ké hé thong

# Gan trach nhiém cta ngudi quan ly véi thanh
tich va su’ phat trién cta nhan vién ctia minh

= Pat ra ky vong ro rang vé thanh tich

& Thiét Iap cac muc tiéu cu thé cho hé thdng

= Gan két danh gia thanh tich véi dai ngo

+ Cam két cua lanh dao cap cao
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HE THONG PAI NGO

Truc tiép Gian tiep

Luong

Khuyén khich [ Bt Buec

Luong co ban

e Tién cong nhat e Chi tra cho thai
o - Tién thuén : gian nghi: le, tét
* Tien luang - Hoa héng 9 eBao hiém e Dich vu cho nguai
\ i XH : lao dong:
- Thuang loi *Bao hiém e Bao hiém nhan
nhuan y té : tho,
- Quyén mua co * Bao hiém e HO trg tai chinh,
phléu that nghiep ° Nh,é tre,
e Giao duc,
e Can-tin...

thang
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Quan hé giira su’ cong bang va cac

—_— ket cuyc

Cong bang véi
bén ngoai

Nhan thirc
vé cong
bang

Cong bang
HLED
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CHINH SACH TIEN LUONG

Anh/chi ung hd quan diém nao du'di day?

& (bon gia) tién ludng cling la chi phi lao dong

= Cat giam (don gid) tién luang sé giup giam chi phi lao
dong

& Gilr dudc chi phi lao dong thap s€ tao ra Igi thé canh
tranh bén virng
@ Cac hinh thuc tra luong khuyén khich ca nhan sé cai
thién thanh tich
& Moi ngudi lam viéc chu yéu la vi tién
Jeffrey Pfeffer
(Harvard Business Review 1998 May-Jun;76(3):108-19)
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CAC CHUONG TRINH TRA LUONG KHUYEN KHICH

K& hoach tang lucgng dua trén thanh tich ca nhan
K& hoach tra lugng theo san lugng/doanh so

K& hoach thudng khuyén khich theo nhom

K& hoach thudng theo két qua hoat dong

K& hoach thudng Igi nhuan

K& hoach ban cd phiéu uu dai cho nhan vién

K& hoach tra lueng theo ky nang

NOUhAWLWNE
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CHINH SACH NHAN SU & LOT THE CANH
TRANH

Cac chinh sach chung vé to chirc
1. Tham gia cua nhan vién (tham chinh) va uy quyén
2. Nhom lién chirc nang va tu quan
3. Chia se thong tin

Chinh sach tuyén dung:
4, Sy dam bao vé viéc lam on dinh
5. Tuyén chon ddng ngudi, ding cach
6. DE€ bat tu bén trong

Chinh sach dao tao va phat trién
7. Dao tao va phat trién k¥ nang
8. Luan chuyén va dao tao chéo
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CHINH SACH NHAN SU & LTCT

Chinh sach dai ngo/tién luong
9. Luong cao
10. Tra lueng khuyén khich
=  Két qua, chat lugng, su hgp tac, y tuéng
= Ky nang, kién thdc va nang luc
11. Giam muc do chénh léch tién luong qua I6n gilra cac nhan vién
= Khi cdc cdng viéc phu thudc lan nhau va su phdi hgp can phai cé dé
hoan thanh cong viéc
12. Nhan vién tré thanh ngudi chu sé hitu
=  Chia sé c0 phiéu
=  Chia sé Igi nhuan
13. SU dung két hdp cac hinh thic tra luong (*)
=  C4 nhén, nhdm va t6 chirc
14. Ca nhan hoa hé thong dai ngo
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Chan thanh cam on quy vi da quan
tam theo doi!
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