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CHUONG I
PDAO TAO VA PHAT TRIEN
NGUON NHAN LUC

Tran Thi Thu Trang
Bai giang KTNNL - 2011



CHUONG I1I (tiép)

I. Ké hoach ho4 nguon nhan luc

1. 1 Khdi niém, vai tro va mét sé6 nhan té anh hwéng dén
KHH NNL

a. Khai niem

Ké hoach hod nguén nhin luc la qud
trinh danh gid, xdc dinh nhu cau vé nguén
nhén lyc va xdy dung cdc ké hoach lao dpng

dé dap vrng dwoc cdac nhu cau do.

Tran Thi Thu Trang
Bai gidang KTNNL - 2011




CHUONG I1I (tiép)

HH NNL bao gém cdc cong viec:
U6c tinh xem can bao nhiéu nguoi cé trinh d6 lanh nghe
thich Ung dé thuc hién cac nhiém vu di dit ra (cau nhan
lue),
Ué6c tinh co6 bao nhiéu ngudi s& lam viée cho don vi/td
chirc (cung nhan luc),
Lua chon céac giai phap dé can d6i cung va cau nhan luc

ctia don vi/to chire tai thoi diém thich Ung trong tuong lai.

Tran Thi Thu Trang
Bai giang KTNNL - 2011




CHUONG I1I (tiép)

HH NNL bao gém cdc cong viec:
U6c tinh xem can bao nhiéu nguoi cé trinh d6 lanh nghe
thich Ung dé thuc hién cac nhiém vu di dit ra (cau nhan
lue),
Ué6c tinh co6 bao nhiéu ngudi s& lam viée cho don vi/td
chirc (cung nhan luc),
Lua chon céac giai phap dé can d6i cung va cau nhan luc

ctia don vi/to chire tai thoi diém thich Ung trong tuong lai.

Tran Thi Thu Trang
Bai giang KTNNL - 2011




CHUONG III (tiép)

. Vai tro

- KHHNNL dong vai tro trung tam trong viéc quan ly
chién lugc NNL

- KHHNNL c6 anh hudng quan trong dén két qua va
hiéu qua SXKD cua cac don vi, cac t6 churc.

- KHHNNL 1a co s cho cac hoat dong tuyén dung, bién
ché NNI ciing nhu hoat dong dao tao va phat trién NNL.

Tran Thi Thu Trang
Bai giang KTNNL - 2011



CHUONG I1I (tiép)

c. Mot s6 nhan to anh huéng dén KHHNNL
- Sy thay doi cia moi truong KT — XH, KH-KT
- B0 dai cua thoi gian KHHNNL

- Chién lugec SXKD cua don vi, té chirc

- Loai thong tin va chat lugng thong tin vé du bao NNL
I1. Qua trinh KHHNNL

Qua trinh KHHNNL c6 thé duogc thé hién thong qua
5o do 2.1.

Tran Thi Thu Trang
Bai gidang KTNNL - 2011



Phan tich mo1 trueong, xac dinh muc ti€u, lva chon chién lugc

kinh doanh
KINH
— : l l
Cau vé NSLD Thi truong LD Thi truong
. SP bén trong LD bén ngoéi
TE | |
: '
Nhu cau nhan Kha ning cung
NGUGN luc nhan luc
'
o Nhirng dieu kién va giai phap lua chon:
NHAN ‘ RS
- Pao tao va phat trién NNL
- Thuc hién thu hat NNL
LUC - Tra cong va kich th,1.ch lao dOng
- Tang cuong cac mo1 quan h¢ 1D

Tran Thi Thu Trang
Bai giang KTNNL - 2011
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CHUONG III (tiép)

Nhu vay, thong qua phan tich moé1 truong, muc tieu sxkd,
trude hét KHHNNL phai tién hanh du doan:
- Cau nhdn lwe: t6 chic d6 can bao nhiéu nhan lyc trong
thot gian to1.
- Cung nhdn lyc. 1a nhitng nguoi1 lao dong hién co trong
to chirc (tir thi truong lao ddong bén trong) va bén ngoai to
chuc (thi truong lao dong bén ngoai).

Sau khi udc tinh dugc cung va cau nhan luc cho nam
tdi hodc cho thoi ky tdi, khi d6 to chitc s& phai gip ba
truong hop: cung vé nhan lyc 16n hon, nhdé hon, hoic

ding bang cau v€ nhan luc.

Tran Thi Thu Trang
Bai giang KTNNL - 2011



CHUONG I1I (tiép)

.1. Dy bdo nhu cau nhén lyc

- Nhu cau nhan luc la s6 lwong va co cau nhan luc can
thi€t dé hoan thanh s6 luong san pham, dich vu hoac khoi
luong cong viéc cua to churc trong mot thot ky nhat dinh.

- Khi xdc dinh nhu cau nhan luc phai xem xét va tinh
dén anh hudng cua:

+ Cdc nhdn t6 bén ngodi

+ Cdc nhadn t6 bén trong

- Du béo nhu cau nhan luc duogc chia 1am hai loai:
+ Nhu cau nhén luc ngcfn han

+ Nhu cau nhdn lyce dai han

Tran Thi Thu Trang
Bai gidang KTNNL - 2011
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CHUONG III (tiép)

(1) Dy bdo nhu cdu nhén lye ngin han

Du bao nhu cau nhan luc ngén han 13 cau nhan luc
trong thoi han 1 nim. Tuy viy, do dic diém cua mdi to
chitc nén khoang thoi gian c6 thé linh hoat hon. Vi du doi
véi cac to chirc san xuat kinh doanh mang tinh thoi vu thi
khoang thoi gian c6 thé ngan (tir 3 dén 6 thang), nhu cac
to chirc xay dung, cac doanh nghiép ché bién luong thuc,
thuc pham, rau qua... Trong thoi han ngan cau nhan luc
phai xac dinh rd s6 nhan lyc cu thé trong ting nghé, ting
loa1 nhan luec.

Tran Thi Thu Trang
Bai giang KTNNL - 2011
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CHUONG III (tiép)

Pé du doan nhu cau nhan luc trong ngén han can dua vao
phan tich nhiém vu, phan tich khoi luong cong viée. Viée
phan tich dugc thuc hién theo trinh tu sau:

Buwoc 1: Xac dinh nhi€ém vu, khoi lugng cong viéc cua

to chtrc can phai hoan thanh

Buwdée 2: St dung cac ty s6 quy doi hoidc tiéu chuan

dinh bién, luwgng lao dong hao phi cho modt don vi san
pham... dé tinh tong sO gio lao dong can thiét cho hoan

thanh mo1 loai cong viéc, moi loal san pham.

Tran Thi Thu Trang
Bai giang KTNNL - 2011
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CHUONG III (tiép)

Buwdéce 3: Quy doi tong so gid lao dong ra s6 ngudi lao dong

ciia moi nghé, modi loai cong viéc, mdi loai san pham.
Tong hop cac nghé, cac san pham san xuat ta thu dugc
nhu cau vé nhan luc cta to chic trong thoi gian tdi.

Tuy thudc vao dac diém san xuat kinh doanh, loai
san pham, co cau cua mdi to chirc, phuong phap phan
tich nhiém vu dy dodn cau nhan luc ngén han c6 thé

duoc biéu hién bang cac phuong phéap cu thé sau:

Tran Thi Thu Trang
Bai giang KTNNL - 2011



CHUONG III (tiép)

1. Phirong phdp tinh theo ndng sudt lao déng
Noi dung co ban ctia phuong phap nay 1a lay tong san
luong nam ké hoach (hodc hién vat, hoac gia tri1) chia cho
NSLD cua mdt nguoi lao dong nam ké hoach s€ xac dinh
duoc cau nhan luc nam ké hoach.
D=Q/W
[rong do: D 1a cau lao dong nam ké hoach
Q 1a tong san luong nim ké hoach
W Ia NSLDBBQ cua mot lao dong nam ké hoach
Theo phuong phap nay can chu y tong san luong nam
ké hoach va nang suat lao dong nam ké hoach phai thong

nhat don vi tinh (cung bang,tiemheac cung bang hién vat).
Bai giang KTNNL - 2011



CHUONG III(tiép)

b. Phwong phap tinh theo lwong hao phi lao dong

[heo PP nay, xac dinh nhu cau nhan luc trong thoi gian t&1 (nam ké
hoach) dwa vao cac can cu:

1) Tong s6 luong LD hao phi dé hoan thanh s6 luong SP hoic khéi luong
cong viéc, nhi€ém vu cia nam KH,
2) quy thoi gian lam viéc BQ cua mdt LD nam KH,
3) hé s6 ting NSLD duy tinh nam KH.
- D: Nhu cau vé nhan lyc nim ké hoach cua t6 chirc (nguoi)
- ti: Lugng LD hao phi dé san xuat mot don vi san pham i (gio)
- Qi: Tong s6 san pham i can san xuat nam ké hoach
- Tn: Quy thoit gian lam viéc BQ cua mot lao dong nam KH
- Km: hé s6 ting ning suat lao dong

- m: sO loai sdn pham can san xuat nam k& hoach

25 Q;
TnKm Tran Thi Thu Trang

Bai giang KTNNL - 2011

Cong thtre tinh:
D=
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CHUONG III (tiép)

Pé xac dinh luong LD hao phi cho mot don vi san
pham ta phai dua vao muc LD, tic 1a muac thoi gian hao
phi cho tirg budc cong viéc, theo ting nghé.

Dua vao ké hoach sxkd cua té chirc ta sé& ¢o sd luong
san pham ting loai. Quy thoi gian lam viéc binh quan cua
mot LD nam KH dugce x4c dinh thong qua xay dung bang
can d6i thoi gian LD cia mot LD nam KH trén co so phan
tich bang can d6i thoi gian LD ciia mot LD nidm bao céo
(ndm goc). Du kién nhiing yéu t6 anh hudng nhu thay doi
vé ky thuat, t6 chirc... dé ude tinh hé sd tang NSLD.

Tran Thi Thu Trang
Bai giang KTNNL - 2011



Vi du: Hay xac dinh cau nhan luc nim ké hoach ctia Cong ty

Dét Kim dua vao ké hoach san xuat san phém, lwong lao dong

KINH 7
hao phi cho mét don v1 san pham:
TE | TénSP | KHSX SP HP LD/SP Tong HPLD dé
(chiéc) nim hién tai SX SP (gio)
(g10)
NGUONIT — Shirt|  500.000 1,3 650.000
\o dai 400.000 1,5 600.000
. [Quan 200.000 3,0 600.000
NHAN [4ai
Cong 1.850.000
LUC

Tran Thi Thu Trang
Bai gidang KTNNL - 2011




KINH
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rong nim ké hoach du tinh 1 cong nhan lam viéc 270 ngay
vo1 8h/ngay, NSLD cua cong nhan dat 110% so v61 nam
2005 (Km=1,1)

a co quy thot gian lam viéc BQ cua mot LD nam 2006 1a:

270 ngay x 8 g10 = 2160 gi¢ (nhu vay Tn = 2160)

Thay vao cong thirc trén ta tinh dugc cau vé nhan luc cla
cong ty nam 2006 la:
D =1.850.000 : (2160 x 1,1) =779 (nguo1)
Phuong phap nay ap dung dé du doan cau nhan luc cho
nhitng coéng viéc, nhitng san pham xac dinh duoc hao phi
LD can thiét, tirc 1a ¢6 mic LD lam cin ct khoa hoc,
thuong 1a nhitng nghé co khi, dét may... D¢ tinh toan hao
phi LD cho mdt don vi san pham thuc hién tinh toan cho
ting budc cong viée nén ton thoi gian, nhung két qua kha

chinh xac. Tran Thi Thu Trang
Bai giang KTNNL - 2011



KINH

CHUONG III (tiép)

¢. Phwong phdp theo tiéu chuian dinh bién
Tiéu chuan dinh bién 1a dinh muc khoi lwong cong

viéc hay nhiém vu ma mot ngud1 phar dam nhan: s6 HS ma

NGUONImOt GV phai dam nhan, s6 giuong bénh ma mot ho 1y phai

NHAN

LUC

phuc vu,...

Tran Thi Thu Trang
Bai gidang KTNNL - 2011



Vi du: Hay du doan so gido vién bac ti€u hoc cua mot truong

hoc trong nam ké hoach, v61 cac s6 1iéu trong bang sau:

s6Gvms | S0 luo nlg,HS Dubiosé | Séluong GV | S6 lugng

Lop (tieu chuin © ? acBo(*jp lwvong HS cac hién co GV du bao

dinh bién nflm £ 16p nam KH (ndm goc) nam KH

(nam goc)

1 1/20 914 962 46 ?
2 1/22 896 914 41 ?
3 1/24 945 896 40 ?
= 1/26 1021 945 39 ?
5 1/28 968 1021 35 ?
Tong s6 4744 4738 201 ?

Tran Thi Thu Trang
Bai giang KTNNL - 2011
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CHUONG III (tiép)

Du doan nhu cau nhan luc theo phuong phap nay sé

can ¢ vao nhiém vu can hoan thanh nim ké hoach nhu:
Tong so hoc sinh nhap truong theo ting loai 16p hoc cia
truong, hodc tong sd giwdng bénh can phuc vu nim ké
hoach cua bénh vién, va can ¢t vao dinh mirc phuc vu cua
mot gido vien, mot y sy, mot bac sy nam ké hoach.

Phuong phép tinh theo tiéu chuan dinh bién thich hop
dé du bao cau nhan luc nam KH cta cac to chic thudc
nganh giao duc, y té, phuc vu...

Tran Thi Thu Trang
Bai giang KTNNL - 2011
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CHUONG III (tiép)

. Phwong phdp xdc dinh dwa vao Iy thuyét kinh té vi mé
* Nhiic lai mot so khai niém
- MP’(N‘SCB): la NS tang thém khi ta st dung thém 1 dvi
yeu to dau vao

- MPP (khdi luong SP can bién cta yéu to dau vao): 1a
khoi luong SP ting thém khi ta sir dung thém 1 dvi yéu to
dau vao.

- VMP (gi4 tri SP can bién): 1a gia tri san pham ting thém
khi ta str dung thém 1 don vi yéu t6 dau vao.

- MIC (Chi phi bién cta yéu t0 dau vao): 1a chi phi ting
thém khi st dung thém 1 don vi yéu t6 dau vao.

- MC (Chi phi can bién): 1a chi phi tang thém khi ta san
xuat thém 1 don vi san pham.

Tran Thi Thu Trang
Bai giang KTNNL - 2011



CHUONG III (tiép)

KINH | Mdi quan hé:
- Néu VMP>MIC thi ta nén dau tu thém vi cang ting dau
TE tu thi loi nhuan ctia DN, don vi cang tang.
- Néu VMP<MIC thi nén giam dau tu vi cang ting dau tu
. thi 1g1 nhuan cua DN, don vi cang giam.
NGUON ,
- Néu VMP=MIC thi DN dat lo1 nhan max
a Trong st dung lao dong ching ta ciing co quy tic twong tu:
ke Pé DN dat lgi nhuén cao nhat thi DN nén thué s6 LD
sao cho gia tri san pham can bién ctia LD bang voi gia thué
LUC lao dong:

VMP,; = W, hay VMP, = MIC,
Tran Thi Thu Trang
Bai giang KTNNL - 2011




Vi du: Cho PT duong tong san pham:
Q=-12+4L+10

Trong do:

Q 1a so luong san pham (BVT: 1000 SP)

L: 14 s6 cong LD thué (BVT:1000 cong)

Yéu cau:
1. Viét pt duong NSCB, NSTB cuia LD
2. Xac dinh sb cong LD ma DN thué dé dat duoc khoi
lwong SP 16n nhat va hay xac dinh so lwong SP do.
3. Gia st gia 1 don vi SP la P=1,5%, gia thué¢ LD la
W=3§/ngay

Hay xac dinh sO cong ma DN sé thué dé dat lgi nhuan

toi da, khi d6 s6 luong SP DN san xuat 1a bao nhiéu?

Tran Thi Thu Trang
Bai giang KTNNL - 2011




CHUONG III (tiép)

KINH §2) Dur dodn nhu cau nhén luc dai han

NGUON

NHAN

LUC

MJi to chirc tien hanh sx c4c loai SP khac nhau, trinh
d6 to chirc, quan 1y, trinh d6 k¥ thuat ap dung vao SXKD
cling rat khac nhau cho nén cau veé so luong va chat lugng
nim KH rat khac nhau. Do d6 can phai cin cir vao muc
tiéu va KH chién lugc SXKD cuia to chire trong tuwong lai,
du doan nhiing thay d6i vé k¥ thuat, cong nghé, tac dong
cua mo1 truong... dé du bao cau nhan luc & nhitng bo
phan chinh cua t6 chirc hodc 1a du doan chi tiét cau nhan
luc cho ting loai cong viée, tiig nghé, ting loai san pham
cho thot ky KH.

Tran Thi Thu Trang
Bai giang KTNNL - 2011



a. Phwong phap wéc lwong trung binh
Du doan cau nhan luc cua to chire thoi ky ké hoach dua
vao cau nhan lyc BQ hang nim cua to chirc thoi ky trude.
Vi du: C6 s6 liéu vé nhan lyc cta cong ty kinh doanh van
tai tir nam 2000 dén 2010 nhu sau:

Nam Nguoi Nam Nguoi Nam Nguoi
2000 300 2004 280 2008 297
2001 305 2005 312 2009 315
2002 310 2006 277 2010 311
2003 273 2007 332

Hay du doan nhu cau nhan luc cua cong ty dén nam 2015.

Biét rang tinh hinh SXKD cta cong ty tir nim 2011 dén 2015

ong c6 gi thay doi dang ké so véi giai doan tir 2000 dén
2010.

Tran Thi Thu Trang
Bai gidang KTNNL - 2011



CHUONG III (tiép)

Theo PP nay vi€c tinh toan cau nhan luc don glan, s6 liéu
dé thu thap nhung phuong phap nay dua vao so liéu cia
qua kht, khi du doan co6 thé khong thay hét duoc nhiing
bién dong c6 thé xay ra trong thoi ky ké hoach hoa anh
huong dén cau nhan luc cua to chirc.
b. Phwong phdp phén tich héi quy tuyén tinh

PP nay sir dung ham s6 toan hoc thé hién MQH cua
cau nhan luc vGi cac bién sd6 nhu doanh sb ban ra, san
lwong s€ san xuét... dé du doan cau nhan luc. Dé ap dung
PP nay can thu thap s6 liéu phan anh MQH giita cau nhan
luc theo thoi gian va cac yéu to theo chudi thoi gian.

Tran Thi Thu Trang
Bai giang KTNNL - 2011




i du: Biét s0 luong hoc sinh nhap truong va s6 lwong giao
1€n qua cac nam nhu sau:

Nam | SO luong S6 lugng Nam S6 lugng | SO luong gido
hoc sinh g1ao vién hoc sinh vién

1997 200 15 2004 546 26

1998 250 20 2005 750 30

1999 345 24 2006 809 33

2000 378 25 2007 837 39

2001 400 23 2008 928 45

2002 456 25 2009 1107 60

2003 504 27

Néu udc tinh sb lugng HS nim 2012 1a 1400, thi s6 luong GV
la bao nhiéu?

Tran Thi Thu Trang
Bai gidang KTNNL - 2011




CHUONG III (tiép)

- Tur s6 liéu trén ta c6 MQH giira s6 lugng GV va HS
duoc thé hién qua PT:
Y =7,234+0,0397 X (Y 1a s0 luong GV, X 1a s0
luong HS)
=> X =1400thi Y = 7,234 + 0,0397 x 1400 = 63 (nguoi)

Co thé ap dung PP nay dé xac dinh cau nhan luc cua

cac to chic dua vao phan tich MQH cua nhiéu yéu to. Tuy
vay PP nay thuong thich hop khi thu thiap duoc so liéu cia
to chtrc trong mot chudi thoi gian dai trong qua khtr, hoic
c6 mau so liéu kha 1on. PP nay thich hop trong trudong hop
moi trudng cua to chire rat 6n dinh.

Tran Thi Thu Trang
Bai gidang KTNNL - 2011



CHUONG III (tiép)

c. Phuwong phap chuyén gia

C6 thé dua vao vy kién cia cac chuyén gia, hoic mot
nhom chuyén gia ¢c6 kinh nghiém trong linh vuc dé du
doan cau nhan luc dai han cua to chirc.

Co6 3 phuong phap sau:

- PP 1: Lay y kién thong qua phong van tir chuyén gia,
sau d06 s& tinh trung binh cau NL ciia t6 chirc theo udc tinh
cua cac chuyén gia.

- PP 2: t chitc hdi thao moi cac chuyén gia dén du va
phat biéu, thao luin, dong gop ¥ kién. Két luan cudi cung
1a y kién thong nhat cia cac chuyén gia vé udc tinh cau
nhan luc cua to chire trong ky ké hoach.

- PP 3: Thué ChllYéﬂng“iﬁThu Trang

Bai giang KTNNL - 2011




CHUONG III (tiép)

2.2 Du bao cung nhan lyc trong ngi bo
a. Phan loai NNL co trong don vi
S6 luong nhan luc hién co trong to chirc trudc hét phai
du:qqc phép loa1 theo cac tiéu t}u’rc khac nhau nhu gi61 tinh,
tud1, ngh¢, trinh do lanh nghé, strc khoe¢, tham nién cong

tac, tinh trang gia dinh, theo chirc nang, tiém ning cho phat
trién dé bat... dé 1am co s& cho phan tich.

b. Phan tich NNL hién co
Can cu vao cac tieu thuc da phan loai dé phan tich s
lwong va chat lwgng NNL hién co. Tu d6 du bao kha nang
cung nhan lyc trong tuong lai hoac murc do phu hgp cua
NNL hi€n ¢6 vo1 yéu cau céng viec trong tuong lai.
* Ngi dung phan tich: Theo tu01 nghe nghi¢p, trinh d¢ lanh
nghé, gidi tinh, trinh d6 hoc van, so nim kinh nghiém, ..

Tran Thi Thu Trang
Bai giang KTNNL - 2011




CHUONG III (tiép)

2.3. Can d6i cung — cau nhin lwe va cac giai phap khic
phuc tinh trang mat can doi
9. Khi cdu NL lon hon cung NL
- Xay ra tinh trang nay khi:
+ DN, don vi tién hanh mé rong quy mo SXKD
+ Khi nhu cau san phém cua DN, don v1 trén thi
truong tang 1én
- Gidi phdp chung: Can phai tim kiém céac bién phéap
dé huy dong, khai thac luc lugng lao dong bén trong va
bén ngoal DN, don vi, t0 chtrc.

Tran Thi Thu Trang
Bai giang KTNNL - 2011



CHUONG III (tiép)

KINH |- Gidi phdp cu thé:
+ Tuyén thém ngudi LD méi tir bén ngoai
+ Thué LD tam thoi dé khac phuc tinh trang thiéu
LD trudc mat.
+ Ky hop dong phu voi cac cong ty, cac to chtc dé
SRR gia cOng san phAam. o -

+ Huy dong nguo1 lam thém gio.

+ Thuc hién chuong trinh dao tao ky nang va dao
tao la1 nhirng nguo1 LD hién co dé ho c6 thé dam nhén
duoc nhitng vi tri con trong trong don vi, to chirc ma
khong can phai tuyén mo nhan vién moéi tir bén ngoai.
Pong thoi nang cao NSLD, tir d6 giam nhu cau vé L.

NHAN

LUC

+ Pé bat ngudi LD trong don vi, to chirc 1én nhiing

\2! tr1 cao hO’Il. Tran Thi Thu Trang
Bai giang KTNNL - 2011




CHUONG II (tiép)

h. Khi cung nhén lwc I6n hon cau nhan lyc

- Xay ra tinh trang nay khi.

+ DN lam &n thua 16, phai thu hep quy mo

+ DN mua thém may moc,trang thiét bi méi nén thira NL

- Gidi phadp cu thé:

+ Thuyén chuyén NL du thira sang noi thiéu NL

+ Tam thoi ko tuyén thém nhan luc va gilt nguyén vi tri
vira c6 nguoi chuyén di

+ Giam gio LD trong ngay, tuan, thang

Tran Thi Thu Trang
Bai gidang KTNNL - 2011



CHUONG II (tiép)

+ Ap dung bién phap chia sé cong viéc

+ Nghi luan phién

+ Cho céc t6 chirc khac thué LD cta don vi minh

+ Van dong nghi huu som: bién phap nay thudong duoc ap
dung véi nguoi LD di co du s6 nam dong bao hiém theo
quy dinh

+ Van dong nhan vién vé mat sttc hodc tu xin thdi viéc
dugc huong ché d6 tro cép 1 1an.

+ Cir di dao tao, boi dudng nang cao trinh do.

Tran Thi Thu Trang
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CHUONG III (tiép)

Al . Khi cung nhén lyc biang cau nhén luc
- Nhu cau NL can thiét dé hoan thanh khoi lugng cong viée
TE trong ky ké hoach ding bang s6 luong nhan lyc hién co
trong t6 chire. Khi d6, cac bién phap can thuc hién:
NGUON + B6 tri sap xép lai NL trong nd1 bo t6 chirc
+ Thuc hién viéc ké hoach hoa doi ngii ké can
NHAN + Thuc hién chuong trinh dao tao va phat trién k¥
ning cho ngudi LD dé c6 thé ap dung duoc nhimg k¥ thuat
mai1 trong qua trinh SX
LUC

Tran Thi Thu Trang
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NGUON

NHAN

LUC

CHUONG III (tiép)

+ Pé bat, thang chirc cho nhan vién dwa vao két qua
thuc hién cong viéc, sy tién bo trong nghé nghiép ciing
nhu yéu cau codng viéc trong don vi

+ C6 ké hoach tuyén mO nhan vién tu bén ngoai
nham thay thé nhiing nguoi sap dén tudi vé huu hoic

nhtrng nguot co k€ hoach chuyén di no1 khac.

Tran Thi Thu Trang
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CHUONG III (tiép)

I11. Do tao va phat trién NNL

3.1. Vai tro ciia dao tao & phdt trién NNL

a. Khai niém
* Pao tgo NNL: 1a cac hoat dong d¢ duy tri va nang
cao chat luong NNL, 1a diéu kién quyét dinh dé cac t6
chtic c6 thé dimg vimg va thang loi trong moi trudng
canh tranh.
* Phdt trién NNL: 1a téng thé cac hoat dong hoc tap co
to chire, dugc tién hanh trong nhirng khoang thoi gian
nhat dinh nham tao ra sy thay doi hanh vi nghé nghiép
cua nguo1 LD theo hudng di 1én.

Tran Thi Thu Trang
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CHUONG III (tiép)

KINH . Muc tiéu va vai tro cua dao tao & phat trién NNL
* Muc tiéu:
TE Muc tiéu chung cta dao tao & phat trién NNL 1a nham
s dung dﬁy du va c6 hieu qua NNL hién co thong qua viec
NGUON giup cho nguotl LD
* Vai tro cua dao tao & phat trien NNL
NHAN bao t,ao & phat trién‘ NNL 1a rat quan trong. Con
nguol mudn tro thanh nguon nhan lyc thi phai thong qua
qua trinh dao tao.
LUC

Tran Thi Thu Trang
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CHUONG III (tiép)

- Vai tro doi véi ban than nguwoi LP:

+ Tao ra tinh chuyén nghié€p cho nguo1 LD

+ Tao ra sy thich ing gitta nguo1 LD vo1 cong viéc
hién tai va tuong lai

+ Tao ra su gan bo gitta ngudi LD va DN

+ Tao cho nguo1 LD c6 cach nhin, cach tu duy mot
trong cong viec va do la co so phat huy tinh sang tao cua
nguoi LD.

Tran Thi Thu Trang
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CHUONG III (tiép)

- Vai tro doéi véi té6 chirec SXKD, DN

+ G1am bdt qua trinh giam sat nguol LD vi nguotl LD
duogc dao tao ¢ tinh tu giac cao hon

+ Tang NSLD trong DN

+ Tao diéu kién cho DN ap dung cac tién bo KHKT

+ Duy tri va nang cao chat lugng NNL cho to chtrc va
DN, dong thoi nang cao tinh on dinh va ning dong cua
t6 chirc va DN

+ Nang cao kha nang canh tranh cua DN trén thi
truong

Tran Thi Thu Trang
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CHUONG III (tiép)

3.2. Cac phuong phap dao tao & phat trién NNL
- Chia ra lam 2 nhom phuong phap dao tao:
+ DPao tao trong cong viec
+ DPao tao ngoai cong viec
a. Dao tao trong cong viéc
La cac phuong phap dao tao truc tiép tai noi lam viéc.
Trong d6, nguoi hoc hoc dugc nhirng kién thirc, ki ning
can thiét cho cong viec thong qua thuc té thuc hién cong
viéc dudi siv huéng dan cua nhitng nguoi lao dong lanh
nghé hon.

Tran Thi Thu Trang
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CHUONG III (tiép)

ac phwong phap:

(1) Dao tao theo kiéu chi din cong viéc

- Pay 1a phuong phap phd bién duoc dung dé day céac ki
nang thuc hién cong viéc cho hau hét cong nhan SX va 1
sO cong viec d6i vai nguol quan ly.

- Qua trinh dao tao bat dau bang su gidi thiéu, giai thich
ciia nguoi day vé muc tiéu cong viée va chi dan ti mi theo
tirng budc vé cach quan sat, trao doi, hoc hoi va lam thur
cho dén khi thanh thao dudi su hudng dan chat ché cua

nguoi day.

Tran Thi Thu Trang
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CHUONG III (tiép)

(2) Pao tao theo kiéu hoc nghé

O phuong phap nay, chuong trinh dao tao dugc bat
dau bang viéc hoc 1y thuyét o trén 19p, sau d6 cac hoc vién
duoc thuc hien cac cong viéc cua nghé d6 cho dén khi
thanh thao tat ca cac ki ning
(3) Lud@n chuyén va thuyén chuyén cong viéc

Luan chuyén va thuyén chuyén cong viéc 1a phuong
phap chuyén nguoi quan 1y tir cong viéc ndy sang cong
viéc khac nham cung cap cho ho nhiing kién thirc, nhiing
kinh nghiém lam viéc ¢ nhiéu linh vuc khac nhau trong to
chirc. Qua do giup cho ho c¢6 kha nang thuc hién dugc
nhiéu cong viéc phitc tap hon trong tuong lai.

Tran Thi Thu Trang
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CHUONG III (tiép)

* U diém ciia PP ddo tao trong CV

- C6 y nghia thiét thuc vi hoc vién dugc thyc hanh lam
viéc, do1 khi c6 thu nhap trong cong viéc
- Thoi gian ddo tao ngan vi dao tao trong cong viéc mang
lai sy chuyén bién nhanh chéng trong kién thirc va ki ning
thuc hanh
- Tao diéu kién cho hoc vién duoc lam cung v&1 nhitng
dong nghiép tuong lai cta ho. Qua do, hoc vién co thé bat
chudc dugce hanh vi LD cua nhitng nguoi di truoc.

* Nhueoce diém
- Viéc trang bi Iy thuyét it mang tinh hé thong
- Hoc vién c6 thé bét chude hodc hoc hoi kinh nghiém,
thao tac khong mang tiph ghat fign tién cua ngudi day.

Bai giang KTNNL - 2011




CHUONG III (tiép)

h. Dao tao ngoai cong viéc

La phuong phap dao tao ma trong d6 nguoi hoc dugce tach khoi sy
thuc hién cac cong viéc thuc té

(1) Cw di hoc o cdac trwong dao tao chinh quy (DH, CD, Trung
tam day nghé)

* Uu diém:

- Hoc vién dugc hoc tap mot cach co hé théng tor don gian dén
phtc tap, tir Iy thuyét dén thuc hanh, tir d6 tao diéu kién dé tiép thu
kién thtrc nhanh chéng, dé dang;

- Khi ra truong hoc vién c6 thé doc lap, chu dong giai quyét cong
viéc, ¢6 kha ning giai quyét cac cong viéc phitc tap doi hoi trinh do
k¥ thuat cao.

* Nhwoc diém:

- Hinh thirc ddo tao nay doi hoi c6 co sd vat chat k¥ thuat twong doi
day du, c6 bd may quan ly, doi ngii gido vién giang day chuyén
nghiép;

- Thot gian dao tao dai. 5 1y iy Trane
Bai giang KTNNL - 2011



CHUONG III (tiép)

(2) Tham dw cdc buoi giang bai, cdic hdi nghi, hdi thio
Cac budi giang bai, hoi nghi, hoi thao c6 thé duge to
chirc tai DN hoac tai mdt noi nao do6 ngoai DN. Khi do,
hoc vién s€ dugc thao luan, hoc tap theo tirng chu dé dudi
su hudng dan cta nguoi lanh dao nhom va qua d6 s& hoc
hoi dugc cac kién thirc, kinh nghiém can thiét.
(3) DT dwoi sw tro giup cua cac chwong trinh may tinh
Nguoi hoc hoc theo chi dan cua chuong trinh may

tinh.PP nay yéu cau co cac phuong tién hién dai.

Tran Thi Thu Trang
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CHUONG III (tiép)

(4) Dao tao twr xa
- Nguoi day va nguoi hoc khong truc tiép gip nhau;
- Nguo1 hoc hoc qua cac phuong tién nghe nhin trung gian
dudi sy huong dan cua nguot day

*Uu diém: chu dong bo tri thoi gian hoc

* Nhuoc diem: y€u cau co cac phuong tién hién dai

(5) Pao tao theo kiéu phong thi nghiém
PP nay bao gom viéc to chic cac cudc hoi thao hoc tap
trong d6 st dung cac k¥ thuat nhu: bai tdp tinh huodng,
dién kich, tro choi quan 1y hodc cac bai tap giai quyét van
dé. Cach dao tao nay gitip cho nguoi hoc thuc tap giai
quyét cac tinh huéng giong nhu trén thuc té.

Tran Thi Thu Trang
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CHUONG III (tiép)

KINH [3.3.Lap ké hoach dao tao
- X4c dinh duoc nhu cau dao tao
TE - X4c dinh muc t1éu dao tao
- Lya chon dbi tuong dao tao
N - X4ac dinh chuong trinh dao tao, phuong phap dao tao
NGUON . g 40, P g phap
- Lua chon gido vién
i - Dy b1 chi phi dao tao
RN _ 11 1ap quy trinh danh gia
LUC

Tran Thi Thu Trang
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CHUONG III (tiép)

(1) Xdc dinh nhu cdu dao tao
- X4c dinh xem can dao tao ¢ bd phan nao? Trong linh
vuc nao?
- Can dao tao bao nhiéu ngudi?
- Khi nao can dao tao?
Dua vao viéc phan tich cong viéc:
+ Hién tai NNL cua don vi nhu thé nao?

+ Tuwong la1 yéu cau cong viéc ra sao?

Tran Thi Thu Trang
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CHUONG III (tiép)

KINH |(2) Xdc dinh muc tiéu dao tao

Xac dinh két qua dat dugc cua chuong trinh dao tao

hoac xac dinh ky nang c6 dugc cua hoc vién sau khi ket

TE
thuc chuong trinh dao tao théng qua nhitng chi tiéu cu thé
NGUON (3) Lwa chon doi twong dao tao
Chon ra nguo1 cu thé dé tham gia khoa dao tao. Viec
_ lwa chon nay dua trén: nhu cau va xac dinh nhu cau, dong
NHAN co dao tao cua nguoi LD, xac dinh tac dung cua dao tao
d6i voi ting nguoi LD va kha ning cua timg nguoi.
LUC

Tran Thi Thu Trang
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CHUONG III (tiép)

(4) Xay dung chwong trinh DT va lwa chon PP DT
- X4c dinh dé dat duoc muc tiéu dé ra, ndi dung chuong
trinh dao tao nhu thé ndo? Phuong phap dao tao nao 1a
phu hop?
- Tt ND chuong trinh PT, xac dinh hé théng cac mon
hoc, cac bai hoc can duoc day cho nguo1 hoc, trong thot
gian bao 1au

(5) Chi phi dao tao

Du tinh xem dé thuc hién chuong trinh dao tao can lwong
kinh phi bao nhiéu?

+ Chi phi cho ngud1 hoc

+ Chi phi cho giao vién

Tran Thi Thu Trang
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CHUONG III (tiép)

(6) Lwa chon giao vién

C6 thé Iuya chon gido vién tir nhitng ngudi trong bién
ché cia DN hoic thué ngoai (giang vién clia cac truong
DH, trung tam dao tao...). Pé ¢6 thé thiét ké ndi dung
chuong trinh dao tao phu hop nhat voi thuc té tai DN/don
vi, co thé két hop gido vién thué ngoai va nhirg nguoi co
kinh nghiém 14u nam trong DN. Viéc két hop nhu vay sé
cho phép nguoi hoc tiép can véi nhitng kién thirc moi,
dong thoi khong xa roi voi thuc tién tai DN. Cac gido vién
can phai duogc tap huan dé nam virng muc tiéu va co cau

cua chuong trinh dao tao chung.

Tran Thi Thu Trang
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CHUONG III (tiép)

(7) Thiét Igp quy trinh ddnh gid két qua dao tao

Chuong trinh dao tao co thé duoc danh gia theo cac
ticu thurc:
- C6 dat duoc muc tiéu dao tao dé ra hay khong?
- Nhitng diém manh, diém yéu cua chuong trinh dao tao d6
la gi?
- Két qua nhan thirc hoac su thoa man cua ngudor hoc doi
vo1 chuong trinh dao tao do ra sao?
- Kha ning van dung kién thl'rc,’ld nang thu dugc tu quy
trinh dao tao cua hoc vién nhu thé nao?

bé do luong céc’ két gﬁa trén, c6 thé st dung cac
phuong phap Rhéng van, dicu tra thénvg qua bang cau hoi,
quan sat, yéu cau nguo1 hoc lam bai ki€m tra

TranThi Thu Trang
Bai giang KTNNL - 2011




CHUONG III (tiép)

IV. Danh gia HQKT cua dao tao
Hi¢u qua dao tao thuong dugc danh gia qua hai giai doan:
- Giai doan 1: Hoc vién tiép thu, hoc ho1 dugc gi sau
khoa dao tao?
- Giai doan 2: Hoc vién ap dung cac kién thirc k¥
nang dugc hoc ho1 dugc vao trong thuc thé dé thuc hién

cong viec thé nao?

Tran Thi Thu Trang
Bai giang KTNNL - 2011




KINH

NGUON

NHAN

LUC

CHUONG III (tiép)

Panh gia két qua hoc tip trong giai doan 1 khong
kho, nhung dé danh g1a dugc hi¢u qua toan khoa hoc lai la
mot van dé phuc tap va do1 hoi thor gian. Trong thuc té,
co thé hoc vién di qua linh ho1 rat tét cac kién thuc, k¥
ning méi trong toan khod hoc, hoan thanh xuat sic
chuong trinh dao tao, nhung khong ap dung dugc nhirng
gi da hoc dugc vao trong thuc hién cong viéc. Pé tranh
cac lang phi trong dao tao, sau mot phﬁn hoac toan bd
chuong trinh dao tao, can thiét co su danh g1a vé két qua
dao tao (gia1 doan 1), xem xét lai mirc d§ thoa man cac
muc ti€u cua dao tao va dua ra nhirng diéu chinh thich hop
nham nang cao hiéu qua cho cac chuong trinh dao tao sau.

Tran Thi Thu Trang
Bai giang KTNNL - 2011



