HQC VIEN CONG NGHE BUU CHINH VIEN THONG

Nguyén Thi Thu Trang

PAO TAO NGUON NHAN LUC TAI

CONG TY CO PHAN EUROWINDOW

LUAN VAN THAC SY QUAN TRI KINH DOANH

(Theo dinh hwéng ing dung)

HA NOI - 2021




HQC VIEN CONG NGHE BU'U CHINH VIEN THONG

Nguyén Thi Thu Trang

PAO TAO NGUON NHAN LUC TAI

CONG TY CO PHAN EUROWINDOW

CHUYEN NGANH: QUAN TRI KINH DOANH

MA SO: 8.34.01.01

LUAN VAN THAC SY QUAN TRI KINH DOANH

(Theo dinh hwdng vwng dung)

NGUOI HUONG DAN KHOA HQC: TS TRAN THI HOA

HA NOI - 2021




LOI CAM DPOAN

T61 cam doan day la cong trinh nghién ctru ctia riéng t61. Cac so li¢u, két qua néu
trong ludn van la trung thyc va chua tirng dugc ai cong bo trong bat clr cong trinh nao.

Tac gia

Nguyén Thi Thu Trang



LOI CAM ON

Téi xin dugc bay té 10ng kinh trong va biét on sau sic dén TS. Tran Thi Hoa,
Hoc vién Cong nghé Buu chinh Vién théng nguoi ¢6 da truc tiép huéng din va tan
tinh chi bao tdi trong sudt thoi gian 1am luan vin tét nghiép.

T6i xin chan thanh cam on toan thé c4c thay gido, cd gido Hoc vién Cong nghé
Buu chinh Vién théng da tan tinh chi bao t6i trong sudt thoi gian hoc tap tai truong.

Cubi cung, tdi xin gui 10i cam on t&i gia dinh, ban b, ddng nghiép va TS. Vil
Hoang Nam, C6 van chuyén mdn — Phé truéng bd mén Quan tri doanh nghiép, Dai
hoc Kinh té quéc dan da ludn gitip d& va tao diéu Kién dé toi ¢d thé hoan thanh tét

luan van nay.

Ha Noi, ngay ...... thang ... nam 2021

Hoc vién

Nguyén Thi Thu Trang



MUC LUC

LOT CAM POAN

LOI CAM ON

MUC LUC

DANH MUC TU VIET TAT
DANH MUC CAC BANG
DANH MUC CAC HINH

LOTMO DAU ...t 1
CHUONG 1 CO SO LY LUAN VE PAO TAO NGUON NHAN LUC TRONG
DOANH NGHIEP ..ottt ettt ettt 8
1.1 Nhitng van dé chung vé ngudén nhan lwe va dao tao nguon nhan luc trong
0NN NGRNIEP ... 8
1.1.1 Khai niém vé& ngudn nhan luc va dao tao nguon nhan luc...........cceveeeee.e. 8
1.1.2 Vai trd ctia nguon nhan luc va dao tao nguon nhan lec...........co.cevveeee.e. 11

1.2. N§i dung ciia cong tac dao tao NGUON NNAN TWC ........vecveceeeeeeeea, 13
1.2.1. XA4c diNh NNU CAU A0 T80 ...vvevveeeeeeeeeeeee ettt en e, 14
1.2.2. Xac dinh ké hoach va chuong trinh dao tao Nhan TuC.........ccccvvvvveveennne. 15
1.2.3. Trién khai ké hoach dao ta0 NAN TUC ....ov.veveeeeeeeeeeceeee e 17

1.3 Céc yéu t6 anh hwong dén dao tao nguon NaN e .........ovveveveevevceene, 21
1.3.1 Nhan t6 thugc vé ban than ngudi 120 NG ......veeveevceceeeeeeeeree e 21
1.3.2. Nhan t6 thuoc moi trudng 180 AONG ......covevveeverieereeeee e 22
1.3.3. Céc nhan t& bén trong doanh NGRIBP..........cveeveevevereeereeeeee e 24
1.3.4 Céc nhan t6 bén ngoai doanh NGRIEP .........cveveeveevevceeeieeeeeee e 25
CHUONG 2: THUC TRANG PAO TAO NGUON NHAN LUC TAI CONG
TY CO PHAN EUROWINDOW. .....cooviiiiiriieineie s 27
2.1. Giéi thigu chung vé cong ty c6 phan EUrowindow...........ccceevvvvrveennenn. 27
2.1.1. Qué trinh hinh thanh va phat trién cua cong ty co phan Eurowindow.....27

2.1.2. Chuc niang, nhiém vu va co cau to chac cong ty ¢6 phan Eurowindow ..29

2.1.3. Pic diém hoat dong kinh doanh cua cong ty c6 phan Eurowindow........31



2.1.4. Két qua hoat d6ng Kinh doanh ..............ccceveveeeeieeeeeeeeeeees e, 32

2.2. Thuc trang daoe tao ngudn nhan luc tai cdng ty ¢é6 phan Eurowindow ...33

2.2.1 biac diém ngudn nhan lec caa cdng ty ¢6 phan Eurowindow................... 33
2.2.2. X4c dinh U CAU AA0 120 ..vuvvevvivrireiicieseiesie s 37
2.2.3. X4C AiNN MUC tHEU AA0 T20. ... vvvvereeevseeeeseoseeeeeeeseeeeseesseseess s 42

2.2.4. Xay dung chuong dao tao, lya chon hinh thirc dao tao va phuong phap

4 10 21 L USRS 44
2.2.5. X&c dinh kinh phi dA0 120 .....cccoiveriiiiieicccccse e 48
2.2.6. Thuc hién qua trinh A0 tA0 .....ccovvviieiiiiie e 50
2.2.7. Péanh gia két qua dao tao va cong tac s dung nhan luc sau dao tao......53

2.3. Panh gia chung vé cong tic dao tao nguon nhan luc tai cong ty cé6 phan

BEUFOWINGOW ...t e ettt e e s ee e e re e e e saneas 55
2.3.1. K&t QUA AAt QUOCT ...t es sttt 55
2.3.2. TON tai VA NQUYBN NNAN ...t 56

CHUONG 3: GIAI PHAP HOAN THIEN CONG TAC PAO TAO NGUON
NHAN LUC TAI CONG TY CO PHAN EUROWINDOW ........ccccoevrvrrrernnans 58

3.1. Pinh hwéng phéat trién cia cong ty c6 phan Eurowindow dén nim 2025...58
3.1.1. Chién lugc phét trién Kinh doanh............ccceveveveeveeeeeeeeeeeeeee e 58
3.1.2. Muyc tiéu, phat trién nguon nhan lyc cta CONG ty .......ceveeveeveeerrerereeeen, 58

3.2. Cong tac kiém soat nham hoan thién dae tao ngudn nhan luc caa cong ty
CO PNAN EUFOWINAOW .......voveeceveeeeee e sests st eness st 60
3.2.1. Hoan thién c6ng tac xay Ké hoach da0 ta0..........ccovvveeeveeereeieseeeeeeeas 60

3.2.2 Hoan thién viéc xay dung cac chuong dao tao, lya chon hinh thirc dao tao

va phuong phap dao ta0 PRU NOP ...coveieiii s 62
3.2.3 Hoan thién quy trinh thuc hién dao tao tai cONG ty......ccoovevvevvivcciec 63
3.2.4 Hoan thién cong tac kiém tra giam st hoat dong dao tao tai cong ty ......63
3.2.5 MOt SO QA PRAP KNAC ....cvoocveeeeeeceeeseee e 64
KET LUAN ..ottt en s en s 66
TAILIEU THAM KHAO ..ot 67

PHU LIUC oot eeeeeeeeee e eee e e es e s e e sseeeesseeesseeseseeseseeeesesaeeees 70



DANH MUC TU VIET TAT

NXB: Nha xuat ban
CNH: Cbdng nghiép hoa
HDH: Hién dai hoa

SXKD: San xuat kinh doanh



Bang 1.1:
Bang 2.1:
Bang 2.2:
Bang 2.3:
Bang 2.4:

Bang 2.5:
Bang 2.6:
Bang 2.7:
Bang 2.8:
Bang 2.9:
Bang 2.10:
Bang 2.11:
Bang 2.12:
Bang 2.13:

Bang 3.1:
Bang 3.2:

DANH MUC CAC BANG

BN cap do cuia mo hinh danh gia ctia Kirkpatrick ...........coecvveveeeneene, 20
Tinh hinh hoat dong kinh doanh cua EUrowindow .............cccccevevieennen, 32
Tinh hinh nhan lyc ctia Cong ty ¢4 phan EUroWindow......................... 33
Co cau nhan vién cua Cong ty ¢6 phan Eurowindow theo finh vuc cdng viéc ...35

Co cau nhan vién cua Céng ty cd phan Eurowindow theo gi6i tinh, do

tUOT VA TNAM NIBN ..o 36
Dénh gia ctia ngudi tra 1oi dbi voi danh gia nhu cau dao tao................ 38
Y&u cau cbng viéc ddi véi ngudn nhan luc tai Eurowindow ................ 40
Phan tich tdm tat nguon nhan luc cua EUrowindow.................cc.eee.... 41
Dénh gia ctia ngudi tra 101 V& muc tiéu dao tao........cccevvveeveeeieeeenenn, 43
Céac khoa hoc cho ngurdi 1a0 d0NG ....cvevvvevieieiiciee e 45
C4c kh6a NoC D6 SUNG K NANG ......cvovveeerereeeereeieeeeeeeeeeese s 45
Tinh hinh str dung kinh phi dao tao ctia cong ty qua cac nam............... 49

Danh gia ciia ngudi tra 101 d6i vai viéc thuc hién qua trinh dao tao.....51

Dénh gia cua nguoi tra 161 dbi véi Danh gia két qua dao tao va cong tac

str dung Nhan uc sau dAo ta0 ....cvecveecieecice e 53
Bang so sanh giita yeu cau 1am viéc va thuc té cong Viéc .................... 61
Viéc 4p dung mé hinh danh gia Bn cap do cua Kirkpatrick ............... 64



DANH MUC CAC HINH

Hinh 1.1 : Trinh ty Xy dung mot chuong trinh dao ta0........ceeevvcveieic s, 13
Hinh 1.2: X4c diNh NHU CAU QA0 120 .....v.veeeeeeeeeeee oot e e eneeeans 14
Hinh 2.1: T6 chtc bo may caa Cong ty o phan EUrOWINAOW............ccovvvvervreeennes 30

Hinh 2.2: Quy trinh dao tao nhan luc tai EUrowindow..........c.ccccoeveiieiic e, 34



LOI MO DAU



1. Ly do chon dé tai

Trong nén kinh té thi trudng, canh tranh 1a khdng thé tranh khoi déi véi moi
doanh nghiép dé tim kiém vi tri ciia minh va khang dinh vi thé d6. Ngay nay, canh
tranh tré nén khéc liét hon va duoc thé hién trén tat ca céc khia canh: cong nghé, tai
chinh, san pham, gié ca, dich vu va trén hét 1a su canh tranh caa ngudn nhan lyc. Vi
vy, mot trong nhitng hoat déng dau tu vao ngudn nhan luc 1a dao tao cho nhan vién
lubn 12 méi quan tam hang dau cua cac doanh nghiép.

Cong ty c6 phan Eurowindow duoc thanh Iap vao ngay 29/08/2002 la nha
cung cap giai phap hang dau cho cira Viét Nam. Eurowindow chuy@n san xuét tat ca
c4c loai ctra S0, Ctra ra vao va vach ngan 1am bang vat liéu tién tién u-PVC véi 16i
thép gia cuong va vo kinh tiéu chuan chat luong chau Au. San pham Eurowindow
¢ nhiéu wu diém vuot troi so véi cira 1am bang vat liéu truyén thong nhu g, nhém
dé cach am, cach nhiét, do bén, kha nang chiu ap luc cao, khdng bi cong, khong co
ng6t. Mac du xuat hién khoang 20 nim nhung nhitng san pham nay di dugc danh
gia cao va str dung rong réi ¢ nhiéu nudc trén thé giéi, khdng chi & chau Au ma con
& cac nudc chau A nhu Singapore, Trung Québc, Thai Lan, Malaysia va Viét Nam.

Eurowindow 1 mot doanh nghiép kha manh vé hoat dong trong linh vuc san
xuat va kinh doanh cac giai phap chung vé ctra s6. N6 chiém 50% thi phan trong
linh vuc nay. Nguoi ta néi ring Eurowindow di tim dwoc chd ding trén thi truong,
nhung vi tri d6 ludn can cang co, ton tai muc tiéu bao tram trén thi truong. Cung
Vé6i gia tri cot 16i cua no 1a tap trung vao ddi mai, nang cao chat lwong san pham va
chat lugng nguén nhan lyc, giam gia thanh san pham, hoat dong quan tri cong tac
dao tao trong cong ty la can thiét dé gitip hang dat dugc nhitng muc tiéu nay. Trén
thi truong, ¢6 nhiéu doanh nghiép khac trong nuéc ciing hoat dong trong cung linh
vuc, véi cac san pham tuong tu Eurowindow, hoic cac san pham nhap tir Trung
Quéc, Pai Loan véi gia ré. Vi vay, dé huéng dén cac gia tri cot 16i cua minh vao
c4c san pham, cong ty lién tuc dau tu vao viéc doi moi cac san pham mai véi cac
tinh nang noi bat nhung gia ca phi hop cho moi khach hang. Bé lam duoc diéu nay,
Eurowindow phai ¢6 lyc lugng lao dong chat lugng cao, cd nhiét huyét véi cong
viéc. Hoat dong quan tri dao tao khdng chi giup cong ty ting ning suat ma con cho
phép chiém linh thi truong.

Véi chién luoc kinh doanh xem nhan lyc 1 yéu té hang dau, cing vai su mo



rong san xuat, dau tu thém trang thiét bj hién dai thi cong tac dao tao ngudn nhan
luc cia Cong ty Eurowindow dic biét quan trong. Vi viy, cong ty can phai quan
tam dén van dé nay nham giir chan lao dong, nang cao chat lugng lao dong cua toan
doanh nghiép. Pao tao gitip nguoi lao dong ngay mot nang cao trinh dé chuyén mon
cling nhu tiép thu duoc nhiing tién bo khoa hoc k§ thuat hién dai. Nhu vay, viéc dao
tao 14 that su can thiét va khong thé thiéu duoc trong to chie, doi hoi doanh nghiép
phai c6 chién luoc dao tao phi hop. Do vay, 1am thé nao dé nang cao trinh do cho
nguoi lao dong, tang kha nang canh tranh cua doanh nghiép dap ung kip thoi vai su
thay doi. Xuat phét tir thuc té d6 t6i quyét dinh chon chu dé&: “Pao tao ngudn nhan
luc tai cong ty ¢6 phan Eurowindow” cho luan vin thac si.

2. Tong quan nghién ctru

Trong nhiéu nam qua, & nuéc ta c6 nhiéu nghién ciu mang tinh chét hé théng,
dugc xuat ban thanh cac gido trinh, sach hay cac nghién cau ly luan vé dao tao
ngudn nhan lyc dugce dang trén cac tap chi. Trong dé, c6 nhiéu cong trinh nghién
ctru dat dugc thanh cong déang ké. C6 thé dan chung dién hinh mot s6 nghién cau ly
luan nhu sau:

Bui Ton Hién, dé tai luan an tién sy “Nghién ciru viéc 1am cua lao dong qua
dao tao nghé ¢ Viét Nam”, truong Pai hoc kinh té quéc dan (2009). Luan an da khai
quat hoa dugc nhitng van dé 1y luan co ban vé lao dong qua dao tao nghé. Pong
thoi, tac gia da phan tich rd thuc trang viéc 1am cia lao dong qua dao tao nghé. Van
dé str dung ngudn nhan luc sau dao tao kha hiéu qua, dap tng yéu cau cua cong
nghiép hda hién dai hoa dit nude. Qua do, tac gia da dé xuat mot sd giai phap vé
cong tac dao tao va giai quyét viéc 1am cho luc lugng lao dong qua dao tao nghé
giao doan 2011-2020.

Nguyén Trong Canh, dé tai luan an tién si “Dao tao va phét trién nguon nhan
luc chuyén mén ky thuat trong linh vuc do tim x& ly bom min vat nd sau chién
tranh ¢ Viét Nam”, truong Dai hoc Kinh té quéc dan (2009). Luan an nghién ctu
thuc trang dao tao va phat trién ngudn nhan lec chuyén mdn ki thuat nganh dao tao
xtr Iy bom min vat né Viét Nam dat trong bdi canh 2000 - 2008 tir goc do t6 chirc
quan Iy, giai phap t6 chtc quan 1y dao tao va phat trién ngudn nhan luc chuyén mén
ki thuat cho nganh giai doan 2010 - 2020. Piéu quan trong nhat la tac gia da dé

Xuat quan diém, giai phap mai cho tinh chat dot pha vé dao tao va phat trién nguon



nhan luc chuyén mén k¥ thuat cho nganh dio tao xt ly bom min vat n Viét Nam
trong bdi canh hoi nhap kinh té quéc té.

Tran Vin Tung, Cudn sach “Pao tao, bdi dudng va sir dung nguén nhan luc
tai nang”, NXB Thé gisi, Ha Noi (2005). Té4c gia da trinh bay nhitng kinh nghiém
trong viéc phat hién, do tao va sir dung tai ning khoa hoc céng nghé, san xuat kinh
doanh, quan ly cia My, Anh, Phap, Bic, Nhat Ban, Han Quéc...cong trinh nghién
clru cua tac gia cé y nghia thyc tién to Ion ddi véi nguoi ta trong viéc phat hién, dao
tao, sir dung tai nang khoa hoc — céng nghé phuc vu cdng nghiép hoa, hién dai hoa
dAt nuéc. Mudn lam duoc diéu do, thuc tién dat ra 1a Viét Nam can d6i méi chinh
sach dao tao, bdi dudng va sir dung ngudn tai nang hién co.

Business Edge, “Pao tao nguon nhan luc — 1am sao dé khoi ném tién qua cia
s6” cia NXB Tré (2007). Cubn sach thao luan vé nhiing van dé co ban lién quan
dén hoat dong dao tao trong doanh nghiép dudi géc nhin cia nha quan ly. Muc dich
gilp nha quan Iy c6 thém kién thirc va su tu tin dé xac dinh khi nao dao tao, quyét
dinh dao tao ai, ddo tao céi gi, chuan bi nhitng budc quan trong 4 trong qué trinh
dao tao la khong lang phi, 1ap mot ké hoach dao tao phd hop véi ngudn luc cua
doanh nghiép vira va nho.

Nguyén Pang Thang, dé tai luan van thac si “Pao tao va phat trién nguon nhan
luc tai tong cong ty Dién Luc thanh phd Ha Noi” (2013), Hoc vién cong nghé Buu
Chinh Vién Thdng, cho rang dio tao nguon nhan luc gitr vai trd vo clng quan trong
trong doanh nghiép, giip doanh nghiép nang cao ning suat lao dong, hiéu qua san
xuat kinh doanh va tao lgi thé canh tranh cho doanh nghiép.

Tinh dén nay, tai Cong ty Co phan Eurowindow chua c6 cong trinh nao nghién
ctru van dé dao tao ngudn nhan luc tai don vi. Vi muyc tiéu nang cao hon nira chét
lwgng ngudn nhan lyc nham dap ang yéu cau cong viéc. TAc gia da lya chon dé tai
"Pao tao ngudn nhan luc tai Cong ty C6 phan Eurowindow" lam véan dé nghién ctu
cua bai luan van. Nham dé xuat mot s6 giai phap thiét thuc co6 thé ap dung vao thuc

té dé giai quyét nhirng van dé bat cap ma cong ty dang gip phai.

3. Muc dich va nhiém vu nghién ctru ctiia luén vian
Muc dich nghién cru cua dé tai 1a dé& xuat giai phap nham hoan thién cong tac

Pao tao ngudn nhan lyc Cong ty C6 phan Eurowindow.



bé thuc hién duoc muc dich néi trén, luan van dyu kién dé ra cac nhiém vu
nghién ctru sau day:

- Hé thdng hoa nhiing van dé 1y luan co ban vé cong tac dao tao ngudn nhan
luc trong doanh nghiép.

- Phan tich va danh gia thyc trang cong tac dao tao ngudn nhan lyuc tai Cong
ty C6 phan Eurowindow.

- P& xuit giai phap nham hoan thién cong tac dao tao ngudn nhan luc tai Cong
ty C6 phan Eurowindow.

4. Poi twong va pham vi nghién ciru ciia luin vin
4.1. Péi twong nghién ciru: DAao tao ngudn nhan luc trong doanh nghiép
4.2. Pham vi nghién ciu cia ludn vin

Dé tai tap trung nghién ciru cac van dé vé dao tao ngudn nhan luc tai Cong ty
Co phan Eurowindow. Véi cac dir lidu thir cap dugc thu thap trong giai doan 2018 -
2020; cac dir lidu so cap duogc thu thap vao thang 10 - 12 nam 2020. Cac giai phéap
hoan thién cua dé tai cho giai doan 2021 - 2025.

5. Phwong phap nhién ciru

Luan van st dung tong hop cac phuong phap nghién ciu truyén théng nhu
thong ké, so sanh, ddi chiéu, phan tich, tong hop..... két hop véi diéu tra x& hoi hoc
Vv6i phuong phap phong van bang bang hoi dugc thiét ké san. Noi dung bang hoi 1a
nhitng van dé vé cong tac dao tao ngudn nhan luc caa doanh nghiép, dbi tugng hoi
dap 1a can bo céng nhan vién cua cong ty Co phan Eurowindow. Phuong phép ldy
mau theo phuwong phap ngiu nhién véi co mau 1a 142. Piéu nay, lam ting d6 tin cay
cho cac nhan xét, danh gia va dé xuat cac giai phéap cua luan van.

5.1 Phwong phap thu thgp dir ligu

Phuwong phdp thong ké:

Muc dich: Thu thap, phan tich nhitng thng tin, dit liéu chi tiét vé cong tac dao
tao ngudn nhan luc cua Cong ty theo thoi gian va pham vi nghién ctu. Cach tién
hanh: théng qua cac sb liéu bao céo thdng ké cua Cong ty vé hién trang hoat dong
va cong tac dao tao nguon nhan lyc da va dang dién ra.

Phuwong phdp khdo sat



Phuong phap phong van qua bang hoi dugc thiét ké san voi muc dich 1a: Thu
thap théng tin vé tinh hinh dao tao ngudn nhan sy hién tai cia cong ty dudi goc do
cua nhitng d6i twong duoc dao tao.

Céch tién hanh:

+ Xay dung phiéu diéu tra: Dya trén co s& 1y luan vé cong tac dao tao

+ Noi dung: Phiéu diéu tra gdbm cac cau hoi, cac cau hoi chu yéu la dang tric
nhiém, c6 cac dap 4an khic nhau theo kiéu bac thang dé cac dbi twong khac nhau
duoc lva chon. Pua ra mot loat cau hoi dé xac dinh nhiing thai do, kién thac va két
qua ma nhitng hoc vién thu thap duoc qua qua trinh dao tao. Cudi ciing 1a mét hoic
hai cau hoi mo dé ddi twong duoc néu ra y kién caa minh vé viéc nang cao chat
lugng dao tao nhan luc tai cong ty. (Phiéu diéu tra trong phan phu lyc).

+ Tién hanh khao séat: S phiéu phat ra 1a 142 phiéu. DBbi tuong khao sat cha
yéu la cap chuyén vién, nhan vién thtra hanh phuc vu.

Phirong phdp phéng van sau

Muc dich: Thu thap tinh hinh nhan su hién tai ctia céng ty va thuc trang cong
tac dao tao nhan sy tai cong ty nham bo sung cac thong tin da thu thap duoc tir diéu
tra bang hoi.

Céch tién hanh:

+ Xay dung cau hoi phong van dé thao luan trén co s¢ ndi dung cua cdng tac
dao tao nhan luc dé c6 cac thong tin day da hon.

+ Noi dung: gdm 5 —10 cau hoi chinh. Noi dung cac cau hoi déu xoay quanh
van dé dao tao nhan su cua cong ty.

+ Tién hanh phong van: Thuc hién phong van truc tiép. Xéac dinh thoi
gian phong van trong nim 2020 dé c6 nhitng thong tin duoc cap nhat mai nhat. Béi
tugng phong van 1a truéng phong to chic hanh chinh - cong ty c6 phan
EUROWINDOW. (Cau héi phong van trong phan phu luc)

5.2 Phwong phdp phan tich va xa ly dir ligu

- Phuong phap so sanh: So sanh tinh hinh lao dong, co cu lao dong, nhu cau
dao tao, phan tich sy thay doi trong ké hoach va chuong trinh dio tao nhan sy qua
ting nam. So sanh cac mat tuong ddi, tuyét d6i, tir d6 néu va phan tich nhiing wu
diém, nhuoc diém ciing nhu tim nguyén nhan van dé. Cac két qua diéu tra sau khi

thu hoi dugc dua vao cong cu thong ké excel dé théng ké mo ta, tir d6 vé biéu do so



sanh, biéu do ty 1¢, biéu dd xu hudng,... d6ng thoi tinh toan cac gia tri trung binh, do
léch tir @6 phan tich so sanh cac dién bién theo thai gian.

- Phuong phap phan tich tong hop: Tong hop tat ca cac dir liéu da thu thap
dugc dé co duoc céi nhin téng quét trong tdng thé nghién cau. Khi dit liéu duoc thu
thap vé s& phan loai, t6 chirc theo cac linh vuc va yéu td da thiét 1ap.

Sau khi phan tich sé liéu thu thap duoc, can dua ra duoc két qua 1a yéu tb
nao trong md hinh nghién cu anh huong truc tiép va quan trong dén dbi tuong
duoc nghién ctru dé tir d6 c6 thé dua ra duwoc cac giai phap chién lwgc phi hop va
kha thi nhat ¢é hoan thién cong tac dao tao ngudn nhan luc cua Cong ty cb phan
EUROWINDOW.

6. Két cAu ludn vin

Ngoai phin mé dau, két luin, muc luc, danh muc bang biéu, danh muc viét
tat, danh muc tai liéu tham khao, phu luc, ludn viin dugc két cAu gdom 3 chwong:

>  Chuong 1: Co sé Iy luan vé dao tao nguon nhan lyc trong doanh nghiép.

>  Chuong 2: Thuc trang cong tac dao tao nguon nhan luc tai Cong ty C6
phan Eurowindow.

>  Chuong 3: Giai phap hoan thién cong tac dao tao ngudn nhan lyc tai

Cong ty Co phan Eurowindow.



CHUONG 1
CO SO LY LUAN VE PAO TAO
NGUON NHAN LUC TRONG DOANH NGHIEP
1.1 Nhitng van dé chung vé ngudn nhan lwe va dao tao ngudn nhan luc trong
doanh nghiép

1.1.1 Khai niém vé nguén nhan luc va dao tao nguon nhan luc

a.  Khai niém vé nguén nhan luc

"Ngudn luc con ngudi™ hay "ngudn nhan lyc”, 1a khai niém duoc hinh thanh
trong qué trinh nghién ctru, xem xét con ngudi Vi tu cach 1a mot ngudn luc, dong
luc cua su phat trién: Cac cdng trinh nghién ciru trén thé gidi va trong nudc gan day
dé cap dén khai niém ngudn nhan luc véi cac goc do va chiéu sau khac nhau va tir
d6 da dua ra cac khai niém quan tri nhan luc theo cach tiép can khéc nhau.

Theo dinh nghia cua Lién Hop Quéc: "Ngudn nhan lyc 14 trinh do 1anh nghé,
la kién thire va nang luc cia toan bd cudc séng con ngudi hién co thuc té hoic tiém
nang dé phat trién kinh té - x4 hoi trong mot cong dong™ theo Tap chi Thu vién Viét
Nam s6 5 [20, tr.17- 21].

Viéc quan ly va str dung ngudn luc con ngudi kho khin phirc tap hon nhiéu so
véi cac nguon luc khac bai con nguoi 1a mot thyuc thé sinh vat - x& hoi, rat nhay cam
v6i nhitng tac dong qua lai caa moi mdi quan hé ty nhién, kinh té, x4 hoi dién ra
trong moi truong séng cua ho.

Theo Pham Minh Hac [13]: “Ngudn nhan lyc 1a tong thé céc tiém ning lao
dong ctia mot nudc hoac mot dia phuong, tirc nguon lao dong dwgc chuan bi (¢ cac
mirc d6 khac nhau) san sang tham gia mot cong viéc lao dong nao do, tac la nhitng
nguoi lao dong c6 ki nang (hay kha ning noi chung), bang con dudng dap tng
dugc yéu cau cua co ché chuyén doi co ciu lao dong, co cau kinh té theo hudng
CNH, HPH”.

Theo Nguyén Hitu Diing [9]: “Ngudn nhan lyc dugc xem xét dudi hai goc do
nang luc x4 hoi va tinh niang lao dong xa hoi. O goc d6 thir nhat, ngudn nhan luc 1a
ngudn cung cap st lao dong cho x& hoi, 1 bo phan quan trong nhat cua dan sb, c6 kha
ning tao ra gia tri vat chat va tinh than cho xa hoi. Xem xét ngudn nhan lyc dudi dang

tiém ning gitip dinh hudng phét trién nguon nhan luc dé dam bao khéng ngiing nang



cao nang lyc x& hoi ciia nguon nhan lyc théng qua gido duc dao tao, chim sdc stc
khoé. Tuy nhién néu chi dung lai & dang tiém ning thi chua du. Mudn phét huy tiém
ning d6 phai chuyén ngudn nhan luc sang trang thai dong thanh vén nhan luc, tac 1a
nang cao tinh ning dong xa hoi ciia con ngudi thdng qua cac chinh sach, thé ché va giai
phdng triét dé tiém nang con ngudi. Con nguoi VoI tiém ning vo tan néu dugc tu do
phét trién, tu do sang tao va cong hién, duoc tra dung gia tri lao dong thi tiém ning vo
tan d6 duoc khai thac va phat huy tro thanh ngudn von vé cling to 16n”.

Theo Begg, Fischer & Dornbusch [7]: “Ngudn nhan lyc 13 toan bo qua trinh
chuyén moén ma con ngudi tich luy duoc, né duge danh gia cao vi tiém niang dem lai
thu nhap trong twong lai. Ciing gidng nhu ngudn lyc vat chat, nguon nhan luc la két
qua dau tu trong qua khir véi muc dich dem lai thu nhap trong twong lai”.

Nhu vay, xem xét dudi cac goc dd khac nhau thi sé c6 nhitng khai niém khéc
nhau vé nguon nhan luc nhung nhitng khai niém nay déu théng nhat noi dung co
ban: Nguon nhan lyc 1 nguén cung cdp sire lao dong cho x& hoi.

Con ngudi 1a cha thé ciia moi hanh dong, 1a ngudn nhan luc quy gia nhat cua
moi to chtrc, chinh chat luong ngudn nhan luc méi quyét dinh sy thanh bai cha
khong phai 1a cac yéu té khac trong ham san xuat nhu vén, cong nghé, dat dai.

Theo Mai Thanh Lan va Nguyén Thi Minh Nhan [15]: “Quan tri nhan lyc la
téng hop nhitng hoat dong quan tri lién quan dén viéc hoach dinh, to chtc quan tri
nhan luc tao dong luc cho ngudi lao dong va kiém soat hoat dong quan tri nhan luc
trong to chirc/doanh nghiép nham thuc hién muc tiéu va chién luoc da xac dinh.”

Tir khéi niém trén c6 thé thay:

Mgt 13, quan tri nhan lec 1a mot hoat dong quan tri dic thu ciing bao gdm day du
bon chirc nang ctia hoat ddng quan tri 1a hoach dinh, té chirc, 1anh dao va kiém soét.

Hai la, muc tiéu cua quan tri nhan luc 1a hudng toi thuc hién muc tiéu va
chién lugc da xac dinh cua té chic, doanh nghiép théng qua viéc tao ra, duy tri,
phét trién va sir dung c6 hiéu qua yéu té con ngudi trong to chirc/doanh nghiép.

Ba 13, quan tri nhan lyc duoc thuc hién théng qua céc hoat dong chu yéu nhu
tuyén dung, bd tri va st dung nhan luc, dao tao va phat trién nhan lyc, danh gia thuc
hién cong viéc, dai ngd nhan luc, to chirc va dinh mic lao dong.

Bon 13, trach nhiém quan tri nhan lec 1a trach nhiém cua moi nha quan tri

trong to chirc/doanh nghiép theo pham vi chic trach va quyén han dugc giao.



Nam la, d6i twong cua quan tri nhan lyc 1a con ngudi trong qué trinh 1am viéc
tai to chirc/doanh nghiép. Bén canh tinh khoa hoc, quan tri nhan luc ciing doi hoi tinh
nghé thuat cao vi dbi tugng ciia quan tri nhan lyc 1a con ngudi vén da dang va phuc tap
vé tinh cach, ning luc, quan diém & nhirng thoi diém va hoan canh khac nhau.

b.  Dao tao nguon nhan luc

“Dao tao cd vai tro dac biét trong viéc dat duoc muc tiéu cua to chic bang
cach két hop loi ich cua t6 chic va luc luong lao dong” theo Stone R J. Human
Resource Management [30]. “Gio day, dao tao mot ngay l1a yéu té quan trong nhat
trong gidi kinh doanh vi dao tao lam tang hiéu qua cua ca nhan vién va doanh
nghiép. Hiéu suat caa nhan vién phu thugc vao nhiéu yéu té khac nhau. Nhung yéu
t6 quan trong nhat caa hiéu qua 1am viéc ctia nhan vién 1a dao tao. Pao tao 1a quan
trong dé nang cao nang luc cua nhan vién. Nhitng nhan vién cé nhiéu kinh nghiém
hon trong cong viéc c6 hiéu suat tot hon vi co su gia ting ca vé k¥ nang va ning luc
do ¢6 nhiéu kinh nghiém hon trong cong viéc “theo Fakhar Ul Afag, Anwar Khan
[37]. “Pao tao ciing c6 tac dong dén loi tizc dau tu” theo Richard Chang Associates
[29]. Hiéu qua hoat dong caa doanh nghiép phu thugc vao két qua hoat dong cua
nhan vién vi ngudn nhan luc cua to chirc dong mot vai trd quan trong trong sy phat
trién va hoat dong cua doanh nghiép. Vi vay, dé nang cao hiéu qua hoat dong cua to
chac va hiéu suit cua nhan vién, nén dio tao cho nhan vién cua doanh nghiép.

“T6i nghi moi ngudi dang néi nhiéu hon vé hidu suat va két qua cling nhu hau
qua. Ho khong nhat thiét phai 1am nhiéu hon vé n6”, (Roger Kaufman Dai hoc Bang
Florida). Tir d6, r6 rang rang ddo tao va phat trién 1a yéu té quan trong. Vi vay, y
nghia cua nghién ctru la viéc dao tao cai thién hoat dong cua doanh nghiép.

Nhiéu tac gia da dua ra cac dinh nghia khac nhau vé dao tao:

Michael Jucius [27] dinh nghia dao tao 1a “mdt qua trinh ma ning khiéu, ky
ning va kha ning cta nhéan vién dé thuc hién cac cong viéc cu thé, duoc ting 1én”.

Theo Flippo [22] “Pao tao 1a hanh dong nang cao kién thirc va ky ning cua
mot nhan vién dé thuc hién mot cong viéc cu thé”.

Dubashi [36] d3 dinh nghia dao tao 1a “Mot qué trinh nang cao K§ nang kién
thire va thai do cta nhan vién dé dat dugc cac muc tiéu cua to chic. Chi théng qua
mot chuong trinh dao tao c6 hé thdng, kién thirc chuy@n mén can thiét moi duoc

truyén dat, phét trién k¥ nang va thai d6 pht hop véi hoan canh cong viéc .
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Drucker [28] da dinh nghia dao tao 1a mot “qua trinh c6 hé thong nham thay
d6i hanh vi va / hoic thai d6 cua nhan vién theo hudng dat duoc cac muc tiéu cua
t6 chuc”.

Klatt va cong su [23] cho rang “viéc dao tao lién quan dén céc k§ ning ky
thuat / thu cdng cho nhan vién khong thudc cap quan ly. Mat khéc, phat trién 1a cac
hoat dong duoc 1ap ké hoach tap trung vao viéc ting cudng va mé rong kha ning
ctia nhan vién dé ho c6 thé dam nhan thanh cong cac vi tri 16n hon va / hodc dam
nhan cac vi tri cao hon trong hé thdng phan cip cua t6 chirc dé dam dwong t6t hon
cac trach nhiém hién tai ..

Mirza Saiyadain [25] cho rang “Pao tao la mot hoat dong nham nang cao
hiéu qua hoat dong cua doi ngii nhan vién hién tai dé dap tng nhu cau tuong lai
cua to chirc”.

David va Stephen [31] da mo ta dao tao la “Mot trai nghiém hoc tap trong do
nd tim kiém mét sy thay ddi twong ddi 1au dai trong mot c& nhan sé& cai thién kha
ning cua ho dé thuc hién cong viéc”.

“Pao ta0 ¢6 nghia la cung cap cho nhan vién méi hoac hién tai cac Ky ning ma
ho can dé thuc hién cdng viéc cia minh, chang han nhu chi cho nhan vién ban hang
méi biét cach ban san pham cua ban. Viéc dao tao cd thé lién quan dén viéc yéu cau
nguoi lam viéc hién tai giai thich cong viéc cho nguoi mai thué, hoac cac 16p hoc
nhiéu tuan hoic céc 16p hoc trén Internet ” theo G. Dessler [24].

Theo quan diém cua céc khia canh va khai niém khéac nhau vé dao tao, cho
thay rang dao tao gitp thay d6i hanh vi, kién thirc, ky nang va thai do cua ca nhan
dan dén ting cudng dat duoc va phét trién muc tiéu cia doanh nghiép.

1.1.2 Vai trd cia nguén nhan lwe va dao tgo nguén nhan luc

a. Vai trd cia ddo tao nguon nhan luc

Vai tro cua viéc dao tao nhan vién 1a rat nhiéu va duoc ghi nhan rong réi véi to
chic ciing nhu ngudi lao dong gat hai duoc thanh cong vé viéc cai thién ky ning,
kién thuc, thai d6 va hanh vi cua nhan vién theo Treven [37] va céc két qua nhu
nang cao hiéu suat cua nhan vién (Brown [38]) su hai long, nang suat va lgi nhuan
(Hughey va Mussnug [39]).

Muc tiéu chinh ciia dao tao la tiép thu va nang cao kién thic, ky ning va thai

d6 dbi vai cac nhiém vy lién quan dén cong viéc. Pay 1a mot trong nhitng dong luc
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tiém ning quan trong nhat c6 thé din dén loi ich ca ngan han va dai han cho c& nhan
va doanh nghiép. C6 rat nhiéu loi ich lién quan dén dao tao. Cole ([40]) t6m tat
nhitng loi ich nay nhu sau:

“1) Tinh than cao — ngudn nhan lyc duoc dao tao dd nang cao su ty tin va
dong luc cua ho;

2) Giam chi phi san xuét - dao tao loai bo rui ro vi nguén nhan luc duge dao
tao c0 thé sir dung tot hon va kinh té vat tu va thiét bi nén giam va tranh lang phi;

3) Giam doanh thu - dao tao tao cam giac an toan tai noi lam viéc, giam luan
chuyén lao dong va tranh vang mit;

4) Phong céch quan 1y thay ddi - dao tao gitip ting cuong su hiéu biét va sy
tham gia ctua nguon nhan luc vao qua trinh thay d6i, dong thoi cung cap cac ki nang
va kha nang dé ngudn nhan lyc thich nghi vai céc tinh huéng méi;

5) Cung cap sy cong nhan, nang cao trach nhiém va kha niang ting luong va
thang chuc;

6) Gilp cai thién su san co va chat luong ciia nguon nhan lyc.

Nhitng vai trd ctia dao tao ngudn nhan luc c6 thé duogc tom tat 1a:

Nang cao tinh than - Dao tao gilp ngudn nhan luc c6 duoc cdng viéc on dinh
va hai 1ong. Ngudn nhan lyc cang hai 1ong va tinh than cia ngudi lao dong cang
I6m, thi ngudi lao dong cang dong gop nhiéu hon vao thanh cong cua doanh nghiép
va nguoén nhan lyc sé it ving mit hon va bi thay doi.

Giam giam sat va chi dao — Nguén nhan luc duoc dao tao tot s& 1am quen véi
cdng viéc tot hon va it can su giam sat hon. Do d6, sé it 13ng phi thoi gian va cong
suc hon.

Giam thiéu tai nan tai noi 1am viéc - Sai 1am c6 thé xay ra néu nguén nhan lrc
thiéu kién thizc va ki nang dé thyc hién céc cong viéc cu thé. Ngudn nhan lyc cang
dugc dao tao nhiéu thi cang it c6 kha ning méc sai lam trong cong viéc va ngudn
nhan luc d6 cang trdé nén thanh thao hon.

Co hoi thing tién — Ngudn nhan luc c6 duoc ki nang va hiéu qua trong qué trinh
dao tao. Ho c6 du diéu Kién dé thang chirc hon. Ho 1a mét tai san ciia doanh nghiép.

Tang ning sudt - Pao tao cai thién hiéu qua va nang suat cua ngudn nhan lyc.
Ngudn nhan lre duoc dao tao tét co ca sb luong va chat lwong. S& it 1ang phi thoi

gian, tién bac va ngudn lyc hon néu ngudn nhan luc duge dao tao ding cach.
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b. Vai trd quan trong cia dao tao nguén nhan lyc trong doanh nghiép

Dao tao 1a diéu can thiét cho sy phét trién va thanh cong caa doanh nghiép. N6
O lgi cho ca nguoi sir dung lao dong va nguoi lao dong cua doanh nghiép. Mot
nhan vién s& tré nén hiéu qua va niang suit hon néu anh ta duoc dao tao tot.

Pao tao duoc thuc hién trén bon giai doan co ban:

- Ngudn nhan hrc méi tuyén dung duge dio tao. Khoa dao tao ndy 1am quen Véi
st ménh, tim nhin, quy tic va quy dinh caa doanh nghiép va cac diéu kién lam viéc.

- Ngudn nhan luc hién c6 duoc dao tao dé d6i méi va nang cao kién thic caa ho.

- Néu c6 cap nhat, bd sung tién bo cong nghé thi dao tao dé dbi pho véi nhitng
thay d6i d6. Vi du, mua thiét bi méi, thay doi ki thuat. Ngudn nhan lee duoc dao
tao dé thich nghi voi thiét bi va phuong phap lam viéc mai.

- Khi sy thing tién va su nghiép trd thanh muc tiéu caa ngudi lao dong, dao
tao 12 mot cong cu giup nguoi lao dong chuan bi chia sé trach nhiém cuaa cong viéc
VéGi cap trén.

1.2. Ndi dung ciia cong tac dao tao ngudn nhan luc
Trinh ty xay dung mot chuong trinh dao tao va phat trién ngudn nhan lec

duoc cu thé bang md hinh sau:

‘ Nac dinh nhu ciu dao tao ‘

Nac dinh muc tiéu dao tao

‘ Luwa chon db1 tvong dao tao .

Xac dinh chuong trinh dao tao va

101U} TBD N 18] €13 Yue(

lua chon phuwong phap dao tao

Lwa chon va dao tao giao vién

‘ Du tinh chi phi dao tao ‘

Cac quy trinh danh g1a dwoe xac dinh phin nao bot sw co the do luong
duoc cac muc tiéu

— ‘ Thiét 1ap quy trinh danh gia ‘

Hinh 1.1 : Trinh tw xay deng mgt chwong trinh dao tao
(Nguon: Gido trinh Quan trj nhan lyc(2014)-NXB, PH Kinh Té Quoc Dan. Tr 176)
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1.2.1. Xdc dinh nhu cdu dao tao

Nhu cau dao tao duoc hiéu Ia su thiéu hut kha niang thuc hién cong viéc cua
ngudi lao dong so véi yeu cau cua céng viéc vé mot linh vuc nao dé. Do d6 viéc xac
dinh nhu cau dao tao 1a mot budce rat quan trong ddi voi cong tac dao tao va phat trién
cua doanh nghiép. Vi dya vao né ma doanh nghiép méi c6 thé dua ra duoc ké hoach
dao tao cu thé cho tirng khoa ciing nhu kinh phi bé ra dé t6 chirc dao tao.

Dé dua ra duoc nhu cau dao tao mot cach chinh xéac va phu hop véi chién lugc,
muc tiéu kinh doanh cua doanh nghiép thi doanh nghiép phai can ctr vao ban phan
tich cong viéc, danh gia thuc hién cdng viéc, quy hoach si dung va thiang tién can
bo. Céc doanh nghiép mudn xac dinh nhu cau dao tao thi can phai xem xét toan dién
C4c yeu cau cua cong viéc, nhu cau cua ca nhan ngudi lao dong va nhu cau cua

doanh nghiép.

Phan tich nhu
Caul Cita nguoi
lan dAnn

Phén tich yéu
cau cua cong
Viae

_ | Xacdinh |
nhu cau

Adn tan
A

Phan tich nhu
CAU Cua
dAnanh nnhién

Hinh 1.2: Xac dinh nhu cau dao tao
(Nguon: Gido trinh Quan tri nguon nhan luc (2014) - NXB DH Kinh Té Quac
Dan. Tr. 139)
Phan tich nhu cau caa doanh nghiép 1a viéc xac dinh nhitng muc tiéu, két qua
kinh doanh cin dat dwoc trong mot nam hay mot thoi ky nhat dinh, nhitng chinh
sach vé sir dung va thing tién can bo. Tir d6 dua ra duoc nhitng bién phap nham dat
dugc muc tiéu d6 trong d6 c6 bién phap vé ngudn nhan luc. Va d6 1a co sd dé doanh
nghi¢p xac dinh dugc hudong dao tao téng thé cho don vi minh dé c6 dugc nguén

lyc dap tmg duoc yéu cau vé ca s6 luong va chat luong.
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Phan tich yéu cau cua céng viéc 1a viéc xem xét nhitng yéu cau vé céac kién
thire, k§ nang, hanh vi ma ngudi lao dong can phai co dé thuc hién mot cong viéc
cu thé. Bong thoi dua vao danh gia kién thic, k§ niang, kha nang hién ¢6 ciia nguoi
dam nhan cong viéc vadi khung nang luc cdng viéc ma doanh nghiép s€ xac dinh
nhitng kién thic, ki ning ma ngudi lao dong con thiéu, can phai duoc bd sung dé
dat hiéu qua cong viéc tét nhat. Trong budc phan tich nay thi doanh nghiép s& xac
dinh duoc cu thé nhitng k¥ ning nao can dugc dio tao va ai can dugc dao tao.

Phén tich ngudi lao dong 1a dwa vao nhirng dic diém vé niang luc ca nhan, két
qua thuc hién cdng viéc va dong co lao dong cua ho dé phan tich nhu cau dao tao
ctia ca nhin ngudi lao dong theo céc tiéu chi khéi lwong, chat lwong cong viéc hoan
thanh va tinh than hop tac trong cong viéc. Nhu cau dao tao tir ban than cia nhan
vién xuat hién khi nhan cbng viéc mai vai trach nhiém cao hon; hoac khi duoc dé
bat cong viéc doi hoi kha ning cao hon; khi da hoan thanh tt cong viéc dang dam
nhan; khi cam thdy minh s& c6 trién vong s& duoc phan cdng cong viéc cao hon
trong tuong lai.

Véi cach xac dinh nhu cau dao tao nhu vay s& dam bao duoc tinh chinh xac va
thuc su phu hop véi hoan canh thuc té cua doanh nghiép. Bong thoi ciing tao dong
luc cho nguoi lao dong tham gia dao tao khi viéc dao tao thuc su phu hop vai tam
tu, nguyén vong cuaa ho.

1.2.2. Xdc dinh ké hoach va chwong trinh dao tgo nhan luc

Mudn xay dung duogc ké hoach dao tao thi xay dung ban ké hoach hoa nguén
nhan lyc 14y d6 1am cin cr thiét ké hé thong cac ké hoach cho cong tac dio tao

Ké hoach hod nguén nhédn lee 13 qua trinh danh gia, xac dinh nhu cau vé
ngudn nhan lyc dé dap tmg muc tiéu cta cong viée cua to chire va xay dung cac ké
hoach dao tao dap ung duogc cac nhu cau do.

Ké hoach hod nguén nhan luc gém cac hoat dong nhu udc tinh xem can bao
nhiéu nguoi co trinh d lanh nghé thich ung dé thuc hién cac nhiém vu da dit ra
(Cau nhén lyc); ude tinh c6 bao nhiéu ngudi s& 1am viée cho t6 chirc (Cung nhan
lyc); lua chon céc gidi phap dé can doi cung va ciu nhan luc cua to chirc tai thoi
diém thich tGng trong twong lai. (Nguon: PGS.TS. Nguyén Ngoc Qudn va ThS.
Nguyén Van Piém - Gido trinh Qudan tri nhan lyc, trang 65)
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K& hoach hoa nguén nhan Iuc g@)m co 3 loai:

- K& hoach ngén han 1 nam tro Xuéng, thuong dua ra cac muc ti€u thuc hién
va ké hoach tac nghiép ctia mot nam.

- Ké hoach trung han tr 1 nam trd 1én dén 3 nam

- Ké hoach dai han tir 3 nim tr¢ 1én nhim du doan s6 lao dong can co trong
tuong lai dé cac doanh nghiép c6 ngudn nhan lwc du phong phu hop véi chién luge
phat trién kinh doanh ctia don vi minh.

Mit khac ké hoach hoa nguén nhan luc trong ngén han thuong sat voi thuc té
va phu hop v6i nhimg bién dong cua cac doanh nghiép nén thudong ap dung. Ké
hoach dai han 4p dung ddi v6i nhitng chién luoc phat trién ngudn nhan luc trong d6
c6 nhiing chién lugc vé dao tao.

Trinh tu xdy dung ké hoach dao tao:

Viéc xay dung ké hoach dao tao nguén nhan lyc 1a cong viéc dau tién va quan
trong nhat ddi véi cong tac dao tao. Xét vé phia nhan vién, ban phai danh gia duoc
co cau, trinh d6, k¥ ning, kinh nghiém, thai ¢ lam viéc, trach nhiém va quyén han
ctia mdi nhan vién. Xét vé phia doanh nghiép, ban phai xem xét cac chinh sach quan
ly nguon nhan lyc, muc tiéu, ké hoach hoat dong, méi trueong 1am viéc..cua doanh
nghiép.Vi thé mudn xay dung ké hoach ddo tao dugc chinh xéc, hop 1y can can ctr
vao cac yéu té nhu:

Nhitng yéu té phan tich vé mat hé thong:

- Tap trung phan tich vé sb luong, co cau, trinh d6, k¥ niang, kinh nghiém,
ning lyc 1am viéc thai do 1am viéc va cac pham chat c& nhan cua cac lao dong trong
doanh nghiép.

- Xac dinh loai hinh hoat dong, trach nhiém, quyén han va mdi quan hé cong
viéc gitra cac don vi va cd nhan trong doanh nghiép.

- Céc chinh sach quan Iy ngudn nhan luc (tuyén dung, dao tao,khen thuong, ky
luat v.v.) va cac chu truong chinh sach khac cua doanh nghiép (ngudn tai chinh, cac
chinh sach khuyén khich va ché do hd trg...)

- Chu truong, chinh sach cua chinh phu, doanh nghi¢p.

Nhiing yéu té phan tich vé mat qua trinh:

- Tim hiéu mtrc d6 hap dan cua cong viéc ddi véi nhan vién, su thoa man cua

nhan vién d6i véi cong viéc dang dam nhiém;
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- Moi treong van hoa cua doanh nghiép;

- Phong cach quan ly cuia lanh dao;

- Nhitng rao can hoic céc ton tai cua doanh nghiép trong cong tac nhan sy, dac
biét 1a cong tac dao tao.

Cong tac dao tao va phat trién nguén nhén lyc mudn duge tién hanh thuén loi,
tranh dugc nhiing chi phi phat sinh thi vi¢c xac dinh ké hoach dao tao dong mot vai
tro hét strc quan trong. Ké hoach xay dung can cy thé chi tiét bao nhiéu thi qua trinh
td chire thue hién ké hoach d6 dién ra d& dang béy nhiéu.

1.2.3. Trién khai ké hoach dao tao nhan luc

Sau khi da duoc nha quan tri cip cao nhat c6 tham quyén phé duyét, ké hoach
dao tao nhan vién s& dugc bd phan quan ly nhan su va cac bo phan lién quan trién
khai thuc hién. Thong thuong qua trinh nay dwoc thuc hién trong doanh nghiép
hoac bén ngoai doanh nghiép.

Quaé trinh trién khai thuc hién nay thé hién rd vai tro té chire, diéu phdi, hudng
dan, dong vién cua nha quan tri trong viéc tao diéu kién thuan loi dé thuc hién tt
nhat muc tiéu dao tao di vach ra.
1.2.3.1. Xac dinh muc tiéu dao tao

Muc tiéu ddo tao 1a xac dinh két qua can dat duoc cia chuong trinh dao tao.
Chang han cac ky ning cu thé can dugc dio tao va trinh d6 ky ning c6 duoc sau
dao tao; s6 luong va co cau hoc vién; thoi gian dao tao can thiét.
1.2.3.2. Lua chon doi twong ddo tao

Lwa chon ddi twong dao tao dia trén nghién ctru, xac dinh dong co va nhu cau
dao tao cua ngudi lao dong, tac dung cua dao tao véi lao dong va kha ning nghé
nghiép cua tirng ngudi. Trén thuc té, cac té chire thudng co xu hudng chon nhing
nguoi da tirng duge dao tao tét trude do dé dao tao thém va gay nén khoang céch
khong doéng déu giira ho va nhitng ngudi khong duoc dio tao. Do d6 cac to chic
phai can nhic, lya chon cac dbi twong dao tao phi hop voi muc dich cua té chic
va kha ning hoc tap cua cac ddi twong dé c6 duoc két qua dao tao tot nhat. Tuy
thudc vao yéu cau, muc dich cia cac chuong trinh dao tao ma té chirc 6 thé lya
chon dbi tugng 14 c& nhan, mot nhém ngudi hay toan bo can bo cdng nhan vién

cua to chuec.
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1.2.3.3. Xac dinh chuong trinh dao tao va lua chon phuwong phdp dao tao

Chuong trinh dao tao 1a mot hé théng cac mén hoc va bai hoc duoc day, cho
thiy nhiing kién thic nao, k¥ ning nao can duoc day va day trong bao lau. Trén co
so do lua chon phuong phap dao tao phu hop.

C6 nhiéu phuong phap dio tao ngudn nhan lyc. Mbi phuong phap co wu,
nhuoce diém va yéu cau nhét dinh pha hop véi diéu kién cua mdi té chic. Can ctr
vao phuong thirc dao tao ta sé c6 hai nhém phuong phap dao tao chinh quy va
khéng chinh quy.

a) Phuong phap dao tao chinh quy: nguoi hoc s€ duoc dao tao ¢ cac truong
day nghé, trung hoc chuyén nghiép, cao dang, dai hoc, cac vién, hoc vién do cac bo,
nganh, trung wong ¢ trong nudc hodc nudc ngodi. Chuong trinh hoc dugc thiét ké
san theo khung chwong trinh véi thoi gian tuong tmg. Uu diém co ban cua dao tao
chinh quy 13 nguoi hoc s& duoc trang bi twong d6i day du vé kién thic ly thuyét va
thie hanh. Han ché co ban 1a thoi gian dao tao dai, kinh phi dao tao 16n.

b) Phuong phap dao tao khéng chinh quy:

- Luan chuyén va thuyén chuyén cong viéc: chuyén nhan vién hoic quan Iy ti
cong viéc nay sang cong viéc khac dé cung cap cho ho nhitng kinh nghiém lam viéc
& nhiéu linh vuc khac nhau trong t6 chirc. Nhitng kinh nghiém va kién thiuc thu
dugc qua qua trinh d6 sé gitp cho ho co kha nang thuc hién dugc nhirng cdng viéc
cao hon trong tuong lai.

- Céc bai giang, cac hoi nghi, hoi thao trong va ngoai nude: nguoi hoc sé tham
gia thao luan va chia sé cac k¥ nang, kinh nghiém can thiét. Nhitng kinh nghiém va
kién thire thu duoc qua qua trinh d6 s& gidp ho c6 kha ning thuc hién nhitng cong
Viéc cao hon trong tuong lai.

- Pio tao theo chuong trinh hoa véi su tro gilp caa may tinh: hién nay mot sé
t6 chirc trén thé gisi da 4p dung k¥ ning dao tao hién dai nay. Trong phuong phap
nay, cac chuong trinh dao tao duoc viét thanh phan mém trén may tinh, nguoi st
dung chi viéc thuc hién theo cac huéng din cia may tinh. Phuong phap nay co thé
sir dung dé ddo tao rat nhiéu ki nang ma khong can c6 ngudi day.

- Cac phuong phap khac nhu mé hinh hoa hanh vi, thao luan cac bai tap tinh

hudng, dong vai dién kich, ddo tao k§ nang xir 1y cong van, gidy to, ddo tao tir xa...
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Uu diém cua cac phuong phap dao tao khong chinh quy 1 khong doi hoi thoi
gian dao tao dai va kinh phi dao tao thp, ngudi tham gia hoc tap van c6 thé theo
hoc va duy tri cdng viéc binh thuong.
1.2.3.4. Lwa chon giang vién

Chét lugng, su thanh cong cua khoa dao tao bi anh huéng Ion bai cong tac lua
chon gido vién. Nhirng ngudi gido vién phai 1a nhimg ngudi ¢6 ning luc, kién thuc,
K nang c6 nghiép vu su pham tét thi méi cd thé truyén thu mot cach tét nhat cho
nguoi lao dong.

C6 thé lya chon giang vién tir trong ndi bo to chic hoac thué ngoai (giang vién,
chuyén gia cta cac truong dai hoc, trung tim dao tao, doanh nghiép...). V&i mdi
nhém phuong phap dao tao la co nhirng hinh thic gido vién phu hop riéng. Vai gido
vién trong doanh nghiép thi c6 loi thé 1a ho c6 kinh nghiém trong nghé, hiéu biét vé
doanh nghiép va nhitng cong viéc ma doanh nghiép dang can dao tao. Tuy nhién
gido vién tir trong doanh nghiép lai khong duoc trang bi kién thic giang day mot
cach viing vang va c6 hé thong do vay s& han ché kha nang truyén dat kién thic va
tiép thu cua nguoi hoc. Con vai gido vién tir bén ngoai thi mot mat ho cé hé théng
Kién thuc va kha nang su pham tét, do d6 c6 thé lam ngudi hoc tiép nhan tét va hiéu
siu Vé Van dé duoc giang day. Nhung gido vién bén ngoai co thé khong hiéu rd vé
doanh nghiép nén c6 thé din tai tinh trang bai giang khéng gan voi thuc té néu
khong c6 chuong trinh giang day chat ché.

Dé c6 thé thiét ké noi dung chuong trinh dao tao phi hop nhat véi thuc té cua
t6 chuc, cd thé két hop giang vién thué ngoai va nhiing ngudi ¢6 kinh nghiém lau
nam trong cac t6 chirc, doanh nghiép hoat déng trong nganh nghé, linh vuc twong
dong. Viéc két hop nay cho phép ngudi hoc tiép can véi kién thizc mai, dong thoi
khong xa roi thuc tién tai co so. Cac giang vién can phai trinh do va nam viing muc
tiéu va co cdu cta chuong trinh dao tao chung.
1.3.3.5. Du tinh kinh phi dao tao

Tir viée xac dinh nhu cau dao tao dén viéc xay dung chuong trinh dao tao va
phuong phap dé dao tao thi doanh nghiép phai dwa vao yéu té quan trong la chi phi
ma doanh nghiép danh cho cong tic dao tao va phét trién. Kinh phi danh cho dao
tao caa doanh nghiép duoc du tru tir viéc 1ap ké hoach dao tao nam. Nhitng chi phi

dao tao danh cho qua trinh dao tao bao gom céac loai chi phi sau:
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- Chi phi danh cho nhirng ngudi tham gia dao tao.

- Chi phi tién lwong cho nhitg ngudi tham gia giang day.

- Chi phi cho trang thiét bi giang day .

- Chi phi cho viéc thué dia diém giang day néu phai c6 dia diém giang
day ngoai cong ty.

- Chi phi ngurng viéc trong qua trinh hoc cua nguoi lao dong. ..
1.3.3.6 Pdnh gid két quad dao tao va cdng tac si dung nhan luc sau dao tao

Giai doan nay giup ngudi huéng dan xac dinh xem cac phuong phap va tai
liéu dao tao cO hiéu qua va thanh céng cling nhu hoan thanh muc tiéu va muc tiéu
da xac dinh hay khong. Trong giai doan nay, dir liéu s¢ dugc thu thap tir nguoi lao
dong va két qua s& duoc phan tich can than dé xac dinh bat ky van dé khong luong
trude dugc hodc cac diéu kién thay doi dé danh gia chuong trinh ddo tao mot cach
hiéu qua. Piéu quan trong la phai quan ly loi tirc dau tu vao chuong trinh dio tao,
trong d6 van dé ning suat 1a yéu té quan trong.

Kirkpatrick ([41]) phat biéu riang “co bon cap do danh gia hoc tap va can co su
do luong cua ting cap do6 trong sé bon cap do. Tat ca cac bién phap nay dugc
khuyén nghi dé danh gia day du va co y nghia ddi véi viéc hoc tap trong cac doanh
nghiép, mac du viéc &p dung ching trén dién rong sé tang muc do phuac tap va
thuong 1 tén kém, thdng qua cac cap do tir cip do 1-4 .

Mo hinh danh gia dao tao cua Kirkpatrick (1994) dd mé ta bon cip d6 danh
gia dao tao: phan ang, hoc hoi, hanh vi va két qua.

BN cap do trong mo hinh danh gia cua Kirkpatrick trong bang dudi day:

Bang 1.1: Bon cap d6 ciia mé hinh danh gia cia Kirkpatrick

Cap | Cap dd .
MO ta danh gia Phwong phap danh gia
do danh gia

, o | Cac biéu mau phan hoi; ciing
banh gia phan ung la cach cac . o
S . nhu phan tng bang loi ndi,
1 Phan tng | dai biéu cam nhan vé khoa dao
) ) khao sat sau dao tao hoac
tao hoac kinh nghiém hoc tap A )
bang cau hoi

Panh gia chung hoac kiém tra
| Banh gi4 hoc tép la thude do su | trudc va sau khoa dao tao.
2 Hoc hoi . . . .
gia tang kien thic - trudc va sau | Phong van hoac quan sat cling

c6 thé duoc sir dung
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Cap | Capdd
do danh gia

M0 ta danh gia

Phwong phap danh gia

3 Hanh vi

Panh gia hanh vi 1a mirc do hoc
tap duoc ap dung tro lai cong viéc

- thuc hién

Can quan sat va phong van dé
danh gia sy thay d6i, mic do
phi hop cua sy thay doi va

tinh bén vitng cua su thay doi

4 Két qua

Panh gia két qua dugc ching

minh boi doanh nghiép hoac moi

Céac bién phap da duoc thuc

hién théng qua hé théng quan

truong baoi thuc tap sinh 1y thong thuong

Nguon: Kirkpatrick’s (1994)
1.3 Céac yéu té anh hwéng dén dao tao nguon nhan luc
1.3.1 Nhan té thugc vé ban thdn ngwéi lao déng

Kha nang cia nguwoi lao dong

Pay 1a nhan t6 gop phan khéng nho trong viéc xay dung va phat trién cong tac
dao tao. Kha ning cua ngudi lao dong 1a 1 yéu t can dugc can nhic ki ludng khi
doanh nghiép muén dau tu nham tranh viéc 1ang phi cong sirc, thoi gian va ton chi
phi ma mang lai it hiéu qua hoac tham chi khéng cé hiéu qua.

“Cdc cd nhan tham gia dao ta0 voi nhizng kinh nghiém khac nhau, mic do
hiéu biét vé tai liéu khac nhau va nhitng khd ndng tri tué, thé chat bam sinh khac
nhau. Vi vdy, nguoi thiét ké chuwong trinh phdi dam bdo chdc chan rang nhiing yéu
cau dao tao cia minh phdi phi hop véi kha ndng cia hoc vién. Béi vi chwong trinh
dao tao qua kho hay qué dé déu co thé kém hiéu qua”. (George T. Milkowich &
John W. Boudreau Ban dich TS Vii Trong Hung, 2002)

Néu mot nhan vién da dugce dao tao hoic dang trong qua trinh dao tao hoic
duoc danh 1a can phai dao tao tuy nhién lai khdng c6 kha ning trong cong viéc
duogc giao thi nén dung hoac khong dao tao, ma nén cé nhirng dinh hudng khac
phu hgp hon.

S san sang cho viéc di dao tao

Mot yéu td khac cling nén duoc can nhic 1a sy san sang cua ngudi lao dong,
tie 1a sau khi xem xét dén kha ning ctia nguoi lao dong rdi thi ta tiép tuc xem xét
dén yéu t6 ho c6 mudbn sin sang cho viéc duoc di dao tao hay khong. “Cé 1& dong

co quan trong nhat ma cac hoc vién can 1a mong muén thay ddi hanh vi va két qua
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cua minh trong cong viéc”. (George T.Milkowich &John W. Boudreau Ban dich TS
Vi Trong Hung, 2002)

Vi du dién hinh cho su sin sang dao tao cd thé ké tgi nhan vién nit dang co
bau hoic nguoi lao dong d c6 tham nién & 1 vj tri cAn d6i méi. 1 nhan vién nix
dang c6 bau s& can nhiac xem ho muén danh thoi gian cho cdng viéc hay cho gia
dinh con cai trong khi ngudi lao dong c6 tham nién & 1 vi tri can doi mai s& suy
nghi xem ho c6 mudn thay doi cach nhin céch lam viéc da c6 cua ho hay khong.
Ching ta can phai tim hiéu that k§ dé c6 hiéu qua dao tao tt nhat.

1.3.2. Nhan té thugc méi trwong lao déng
1.3.2.1. Nhan té i thudt cbng nghé

Véi tién trinh CNH — HDH diac biét 1a sy bung nd cua cac start — up cong
nghé, hang nam c6 rat nhiéu cac cong nghé, may moc méi ra doi nham cai thien
chat lwong codng viéc va san pham. Chinh vi vay, cac doanh nghiép thuong tién
hanh ra soat chat lwgng cac trang thiét bi may moc va cong nghé cua cong ty nham
quyét dinh xem c6 nén thay doi, trang bi thém cac cong nghé thiét bi mai cho bat
kip nhu cau cia cong viéc cling nhu nhu cau cua xa hoi. Tur day ta ¢ thé thiy nhan
t6 ki thuat cong nghé ciing tac dong toi cong tac dao tao ngudn nhan luc, doanh
nghiép can phai dao tao cho nhan vién cach sir dung céc trang thiét bi, cong nghé,
may moc mai. Viéc nay co tac dung cung cap mot nguon lao dong khdng nho c6
chat lwong cao, tuy nhién can lya chong ung vién phi hop vai tirng loai trang thiét
bi may moéc, cong nghé do do khé khac nhau. Mot cong nghé qua hién dai s& can
mot nhan vién c6 trinh do ki su cao dé tiép thu thay vi nhan vién véi trinh do trung
hoc, c6 nhu thé cong tac dao tao méi tré nén thuan loi, thanh cong.
1.3.2.2. Kha nang nhan lyc hién tai va twong lai cua Cong ty

Trong cac nim chuyén d6i nén kinh té, ngudén nhan lyc cac doanh nghiép
khong ngimg dugce d6i méi phil hop Vi yéu cau nang cao trinh d6 cong nghé, quan
ly, hoi nhap qudc té va phat trién cac nganh cong nghé cao, nganh dich vu trinh do
cao... Cudng do cac dong di chuyén lao dong trén thi trudng lao dong ngay cang Ion
va c6 mdi quan hé chat ché véi xu huéng ting nhan lwc chuyén mén k§ thuat trong
cac doanh nghiép va su phat trién cua thi truong lao dong nudc ta. Nguon nhan luc
chinh 1 yéu t6 then chét trong cong tac dao tao. Mot ngudn nhan luc doi dao va on

dinh s& gilp doanh nghiép c6 cong tac dao tao nhan luc lau dai va hiéu qua.
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1.3.2.3. Nhan té can bg giang day trinh do cua doi ngii dao tao

Doi ngii dao tao 13 mot phan quan trong quyét dinh hiéu qua dao tao. Viéc lua
chon ddi ngii can bo giang vién c6 trinh 6 chuy@n mén cao, kién thicc chuyén sau
vitng chic clng vai su tuong tin tinh hinh va co ciu cua doanh nghiép s& gop phan
khdng nhé trong viéc dao tao ngudn nhan lec hiéu qua va thanh céng. Doanh
nghiép va cdng ty cé thé lra chon cac doi ngii giang day tir cac ngudn khac nhau
nhu hop tac véi cac trung tam, trudng chinh quy moi chuyén gia vé dao tao hoac st
dung ludn ngudi trong ndi b t6 chuc. Tuy theo timg di twong va tinh huéng dé lva
chon giang vién.
1.3.2.4. Anh huéng Ciia co s Vdt chat, thiét bi giang day

Co s& vat chat 1a mot yéu té ma cac cong ty thuang xem nhe hoic bo qua khi
tién hanh cong tac dio tao. Tuy nhién day lai 12 yéu té anh huong truc tiép téi hiéu
qua cta cong tac dao tao. Khi mot 16p hoc hay mét budi dao tao cho hoc vién vé cac
may méc thiét bi, phan mém, cac ban vé ky thuat, nghé thuat ban hang,... dugc to
chuc ¢ 1 noi khong du cac diéu kién co ban nhu anh sang, khong gian, do on,... toi
nhiing diéu kién dic thu nhu két ndi mang Internet, duong truyén kém 6n dinh,... s&
tac dong khong tryc tiép téi chat lwong budi hoc va dén céc hoc vién. Vi vay yéu té
nay khéng thé xem nhe duoc, khi mudn dio tao nhan vién tro nén thanh thao.
1.3.2.5. Anh huéng cua viéc lua chon phirong phdp dao tao

Tuy vao tirng chuwong trinh dao tao sé cd nhitng phuong phap dao tao phu hop
cho cong ty lua chon, nhung can xem xét nham tim ra phuong phap phu hop nhat
dem lai hiéu qua cho cong tac dao tao. Hai phuong phap dién hinh bao gom:

a)  Pao tqo va phét trién trong cong viéc

La hinh thirc dao tao tryuc tiép tai noi lam viéc trong d6 ngudi hoc s& truc tiép
thu duoc nhitng kién thirc va ky nang can thiét théng qua thuc té thuc hién cong
viéc dudi sy huéng dan tryc tiép cia nhitng ngudi lao dong lanh nghé hon.

Nhom phuong phap dao tao trong cdng viéc bao gom cac phuong phap sau:

Kém cap: thuong dugc &p dung dé dao tao cac k§ niang can thiét cho cong
nhan vira bat dau céng viéc hoic cho cac can bo quan ly ma cong viéc cé thé luong
hod. Thuc chat cua kém cap 1a dao tao theo kiéu chi dan, nguoi chi dan giai thich
muc tiéu va cach thirc thuc hién céng viéc, nguoi hoc s€ lam tht dudi sy hudng
din d6 cho dén khi thanh thao.
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Luan chuyén cdng viéc: 1a hinh thac bd tri cac nhan vién dam trach lan luot
cac nhiém vu khac nhau trong mét ludng cong viéc. Dao tao theo cach nay cho phép
nhan vién c¢6 co hdi hoc hai, tich luy kinh nghiém va hiéu sau hon vé co cau t6 chuc
cta don vi. Diéu d6 giup cho cac can bd quan 1y twong lai cé duge co so kién thirc
va kinh nghiém phong phd, virng vang.

Tap su: thuong la cach dao tao can bo quan 1y. Pay la co hoi cho nhan vién
méi dic biét 1a cac sinh vién mai ra truong hiéu biét thuc té céng viéc va qua do
tich luy k§ nang kinh nghiém lam viéc.

b) Pdo tao va phét trién ngoai cong viéc

La hinh thitc dao tao trong d6 ngudi hoc duoc tach khoi cong viéc thuc té.
Pao tao va phat trién ngoai cong viéc ¢d nhirng hinh thic:

M¢ 16p canh doanh nghiép: 14 hinh thic dao tao dya trén co so vat chét sin co
cia don vi. Chuong trinh giang day thuong gém hai phan: phan ly thuyét duoc
giang trén 16p bai cac ki su, can bo ki su hay cong nhan lanh nghé con phan thyc
hanh dién ra tai xuong thuc tap hay xuong san Xuat.

T6 chic trinh bay bai giang, thao luan, hoi nghi ngan ngay.Pao tao kiéu
chuong trinh hoa (dao tao c6 sy trg gilp cua may tinh): 1a hinh thuc dao tao duoc
Viét trén dia mém caa mdy tinh. Nguoi hoc chi thyc hién theo huéng dan cua may,
khéng can sy chi dan cua giao vién.

1.3.3. Cac nhan té bén trong doanh nghiép

- Muc tiéu, chién lipc, chinh sach cuia doanh nghiép

Mbi mot doanh nghiép déu c6 muc tiéu, chién luoc riéng cho timg giai doan phét
trién. Nhitng muc tiéu chién luoc nay chi phdi tit ca moi hoat dong cua doanh nghiép,
trong d6 c6 hoat dong dao tao nhan hrc. Khi doanh nghiép ma rong quy mé san xuat
hay thay di co cau t6 chirc, cong nghé thi ngudi lao dong can phai duoc dao tao dé co
nhitng kién thirc, k§ nang ph hop véi nhiing thay doi do. Chinh sach, triét Iy quan 1y,
nhimg tu tuéng, quan diém cia nguoi quan ly cap cao cua to chic vé cach quan ly con
ngudi trong to chie cling anh huéng rat 16n dén cong tac dao tao nhan lyc.

- Quy mé, co cau té chirc ciia doanh nghiép

Quy mé cua doanh nghiép cang I6n thi cong tac dao tao cua doanh nghiép
cang phuc tap va nguoc lai. Co ciu té chirc cang don gian thi viéc ra quyét dinh

cang nhanh chéng, su trao doi thong tin cang thuan loi va mic do gan két cao.
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Nguoc lai, té chirc bd may cang cong kénh phuc tap thi quan Iy cang kho dan
dén cong tac dao tao s& khé thuc hién mot cach dong bo va linh hoat. ngoai ra, sy
thay doi co cau t6 chirc cling anh hudng dén nhu ciu dao tao trong doanh nghiép.
Tuy vay, quy md va bo may c6 mdi quan hé bién chitng. Quy md cang Ion thi bo
may quan ly cang phtc tap bao gom nhiéu cap, nhiéu bd phan; mdi cap, mdi bo
phan c6 nhiéu yéu cau vé con ngudi véi trinh d6 khac nhau va nguoc lai, quy mo
cang nho thi bo may quan 1y cang don gian.

Luc luwong lao dong tai doanh nghiép

+ Trinh d6 cua nguoi lao dong: Nghién ctu chit luong lao dong cua luc
lwgng lao dong hién tai s& xac dinh dwoc ai can dao tao va dio tao nhing gi. T
két qua nghién ctiru d6 ddi chiéu vai yéu cau cong viéc sé xac dinh chinh xac hon
s6 luong, co cAu va muc do, kha niang can dao tao cho ngudn nhan luc hién tai
cua cong ty.

+ Co cau lao dong theo d6 tudi, gidi tinh: Vé d6 tudi, néu 1 doanh nghiép c6
co céu lao dong tré hon cac doanh nghiép khac thi nhu cau dao tao s& cao hon, diéu
nay Xuat phat tir dac diém tam Iy cia nguoi lao dong 1a ngudi cang 16n tudi thi nhu
cau hoc tap cang giam di.

Tinh hinh va sw bién déng san xudt kinh doanh cia doanh nghiép

Néu doanh nghiép 1am in phat dat thi doanh nghiép d6 s& co diéu kién thuan
loi ¢é dau tu cho hoat dong dao tao nhan luc. Nguoc lai néu doanh nghiép d6 lam
an thua 13 thi chi phi cho dao tao c6 thé phai cat giam.

Diéu kién co sé vat chat va cdng nghé anh huong rat Ion dén cong tac dao tao
nhan luc trong doanh nghiép vi khi diéu kién co so vat chat va cdng nghé duge dam
bao thi cong tac dao tao mai duoc tién hanh mot cach hiéu qua va nguoc lai.

Néu sy thay doi nganh nghé va linh vuc kinh doanh cang nhanh thi nhu cau
dao tao nhan luc cang nhiéu va nguoc lai.

1.3.4 Céc nhan té bén ngoai doanh nghiép

Méi trwong phéap 1y: khong chi anh huong dén hoat dong dio tao nhan lyc cua
doanh nghiép ma tat ca cac hoat dong cia doanh nghiép déu bi giéi han boi khudn
kho phap 1y do Nha nuée quy dinh, tat ca cac hoat dong cia doanh nghiép phai dam
bao khodng trai phap luat.
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MGi truong kinh té, méi trieong chinh trj cling anh huong dén cong tac dao tao
nhan lyc. Khi nén kinh té phat trién, méi trudng chinh tri 6n dinh thi ngudi lao dong
thuong ¢ nhu cau dao tao 16n va cong tac dio tao cling khong bi anh huang nhiéu

Sur tien bg cua khoa hoc cong nghé: khoa hoc cong nghé cang hién dai tién
tién kéo theo trinh do cua nguoi lao dong phai duge nang cao 1én dé c6 thé nam
virng cac thao tac, quy trinh caa céng nghé khi thuc hién cong viéc.

Thi truong cua doanh nghiép: thi truong rong, hang hda ban nhiéu, doanh thu
tang, loi nhudn ting dan tir d6 nod s& quyét dinh dén ngudn kinh phi trich vao quy
dao tao nhan luc. Mic khac, su bién dong cua nhu cau thi trudng kéo theo sy thay
d6i nhanh chéng cua co cdu san pham, dich vu, diéu d6 doi hoi phai tién hanh nhiéu

hoat dong dao tao hon.

26



CHUONG 2:
THU'C TRANG PAO TAO NGUON NHAN LUC TAI CONG TY
CO PHAN EUROWINDOW
2.1. Giéi thiéu chung vé cong ty cé phan Eurowindow
2.1.1. Qua trinh hinh thanh va phat trién cia cong ty cé phdn Eurowindow

CTCP Eurowindow duoc thanh 1ap ngay 29/08/2002, tién than la cong ty
100% vén dau tu nuwdc ngodi véi hinh thirc cong ty TNHH, duge dau tu boi tap
doan T&M Trans.

v Tén Tiéng Viét: Cong ty C6 phan Cira S6 Nhya Chau Au

v Tén Tiéng Anh: The European Plastic Window Joint Stock Company

v Tén viét tat: Eurowindow

v Tru so chinh: Lo s 15, Khu cong nghiép Quang Minh, Huyén Mé Linh,
Thanh Phb Ha Noi

v Vin phong giao dich tai Ha Noi: 30 BCD Ly Nam Pé, Hoan Kiém, Ha
Noi

v Dién thoai: (84 - 4) 37 47 47 00; Fax: (84 -4) 37474711

v Email: infoew@eurowindow.biz

v Website: www.eurowindow.biz

Khi mai thanh 1ap, Eurowindow xay dung nha may sé 1 tai x4 M@ Linh, huyén
Quang Minh, Ha Noi chinh thic di vao hoat dong véi cong suat 220.000 m2
ctra/nam. Nha méy duoc lap dat cac thiét bi va day chuyén san xuat hién dai, dong
bo va c6 tinh ty dong hoa cao dugc nhap khau truc tiép tir Puc va Italia. Dong san
pham chinh cua Eurowindow ldc nay Ia: ctra s6, cira di, vach ngin uPVC cao cép da
thuyét phuc nguoi tiéu ding bang chinh nhimg wu diém vuot troi, tinh tién ich hon
han so véi san pham cira gb va cira nhdm truyén théng.

Niam 2006, nham giam chi phi van chuyén dé giam gia thanh san pham ting
loi ich cho khach hang, Eurowindow da quyét dinh dau tu va dua vao hoat dong nha
may th 2 tai khu cong nghiép tinh Binh Duong c6ng suat twong dwong voi cong
suat cua nha may 1.

Nam 2007 danh diu budc phéat trién moi khi Eurowindow dd chinh thirc

chuyén doi sang hinh thirc CTCP theo Luat dau tu méi. Nam nam trén thi truong
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khong phai la con sb 16n nhung san phim Eurowinow di c6 mit trén 5.000 cong
trinh xay dung va chiém trén 50% thi phan cira nhya uPVC tai Viét Nam.

Viéc mo rong nha may khéng chi gitip Eurowindow tang san lugng ctra uPVC
dap ng cho thi trudng ma con phuc vu 16 trinh da dang héa cac san pham méi.
Nam 2008, Eurowindow chinh thirc cung cap cho thi truong Viét Nam san pham
ctra nhom va vach ngin kinh 16n dugc san xuét tir vat liéu nhdm cao cép c6 kha
nang khac phuc nhitng nhugc diém ciia nhom thong thuong.

Véi su phat trién manh mé cua thi truong, nam 2009, Eurowindow da quyét
dinh nang gan gap do6i cong sut hoat dong cua nha may 1, nha may 2, va dua nha
may thir 3 tai Thanh Phb Pa Ning di vao hoat dong. Sy ¢ mat caa nha may tha 3
tai thi truong mién Trung giup Eurowindow ting do phu san pham va giam gia
thanh do giam duoc chi phi van chuyén va thoi gian lap dat cho nhitng cong trinh
tai mién Trung. Song song véi viéc xay dung cic nha may, Eurowindow da to chuc
cac chuong trinh quang ba sdu rong lam cho ngudi tiéu dung tin twdng va sir dung
san pham caa Eurowindow thong qua cac phuong tién thong tin dai chiing va kénh
gidi thiéu, tu van tryc tiép bao gom: Vin phong giao dich tai Ha Nbi, 3 chi nhanh
tai Thanh phd H6 Chi minh, Pa Néng, Binh Duong va 21 showroom cling hé théng
dai ly, cac nha phan phai tai 59 tinh, thanh trong ca nudc. Nam 2010, Eurowindow
dang dau tu thém nha may thir 4 tai Ha Noi dé xay dung trung tam gia cong kinh
I6n va hién dai nhat Viét Nam. Dong thoi lap dat cac day chuyén san xuat cua
nhdm, vach nhdm 16n, day chuyén son va diy chuyén san xuat san pham cta gb
théng phong cao cap.

Niam 2011 cong ty dang huy dong von bang céch phét hanh c6 phiéu dé dau tu
vao nha may thur 5 sé dat tai Binh Duong trong tuong lai. Lac nay thi truong cua
Eurowindow da phu rong khap toan quéc, Eurowindow tu hao 1a nha cung cap tong
thé vé ctra hang dau Viét Nam.

bac biét, Huan chuong Lao dong hang 2 do Chu tich nudc trao tang nhan dip
ky niém 15 niam sinh nhat ndm 2017 13 sy ghi nhan cua céng ty d6i véi nhitng nd
lyc khéng ngiing va nhiing thanh tich xuat sic caa Eurowindow trong 15 nim,
khiang dinh vi thé hang dau cua Eurowindow tai Viét Nam. Tinh dén nay c6 hon
4.800 can bo cdng nhan vién bao gdm cac chuyén gia, ki su, cong nhan lanh nghé

dugc dio tao bai ban véi mang ludi phan phdi rong khap ca nudc.
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Khi dugc hoi vé bi quyét thanh cong cua minh, Tong giam déc Eurowindow
d3 cho biét: “San pham chét luong tét, doi ngli nhan vién c6 chuyén mén cao,
phong céach phuc vu chuyén nghiép, d6 1a cac yéu té quyét dinh su thanh cong cua
thuong hiéu Eurowindow”. Cung véi su quang ba hinh anh ctia minh, trong tuong
lai hay ngay hién tai Eurowindow c6 kha niang thu hat duoc ngudn nhan luc doi dao
va c6 chit luong cao. Vé6i s6 nam kinh nghiém hoat dong trén thi truong khong it
nhung cling chua phai 1a 1au dai thi nhitng hoat dong trong cong tac dao tao - phat
trién ngudn nhan lec con nhiéu méi mé, can nhiéu nghién ctu, dac rat kinh nghiém
dé ngay cang nang cao hiéu qua dao tao - phat trién ngudn nhan luc va huéng toi
muc tiéu chung cua toan cong ty.

2.1.2. Chire néng, nhiém vu va co cdu té chic cong ty cé phan Eurowindow

- Chutc nang:

Cong ty Eurowindow chuyén san xuat cac loai ctra 6, cira di, vach ngin bang
vat liéu uPVC cao cap, co 15i thép gia cudng va hop kinh theo tiéu chuan chat luong
Chau Au. Ngoai ra cong ty Eurowindow con san xuat cac loai ctra cudn, cira tu
dong, kinh an toan, cira nhdm cao cap céch nhiét.

- Nhiem vu:

* Cong ty c6 trach nhiém dang ky kinh doanh va hoat dong diing nganh nghé
da dang ky.

* Cong ty c6 nghia vu chap nhan va sir dung c6 hiéu qua cac ngudn luc dé
thue hién muc tiéu kinh doanh theo cac chuong trinh, ké hoach.

* Thyuc hién cac ché d6 bao céo theo théng ké ké toan dinh ky va bao céo bat
thuong theo yéu cau cua Cong ty T&M Trans Company Limited (Bahamas), qua
viéc san xuat va tiéu thu san pham.

* Cong ty chiu trach nhiém truéc Cong ty T&M Trans Company Limited va
dic biét 1a khach hang vé chat luong san pham, dich vu caa minh.

* Thuc hién ding, day du nghia vu nop thué, cac khoan dong gop khac cho
Nha nudc.

Cong ty Cira s6 nhua Chau Au (Eurowindow): “Vi muc tiéu chat lugng va
thoa mén nhu cau khach hang”.

- Co cdu t6 chire b mdy quan 1y ciia Cong ty
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Hinh 2.1: Té chitc bd may cia Cong ty co phan Eurowindow

(Nguon: Céng ty cé phin Eurowindow)

Churc nang, nhiém vu cua cdc bo phdan, phong ban

Chui tich hoi dong quan tri: La nguoi c6 quyén nhan danh cong ty dé quyét
dinh moi van d¢ lién quan dén cong ty.

Tong gidm doc: La nguoi diéu hanh hoat dong hang ngay cua cong ty, chiu
trach nhiém trudc Hoi dong quan tri.

Phé téng giam doc, giam doc, trieong phong: La ngudi giup Toéng giam doc
diéu hanh mot hodc mot sd nhiém vu theo sy phan cong, uy quyén cua Téng giam
dbc, chiu trach nhiém trudc Tong giam dbc.

Ban kiém sodt: Kiém tra, thAm dinh tinh trung thyc, chinh xac, hop li va su
can trong tir cac sd liéu trong Bao cdo tai chinh ciing nhu cac Bdo cdo cin thiét
khac. Ban kiém soat lam viéc theo nguyén tac doc 1ap, khach quan, trung thyec.

Phong Kinh doanh: Theo ddi, tim kiém thong tin, phat hién nhu cau, goi ¥
mua hang véi khach hang; Thyc hién céc hoat dong nghién ctru thi truong. Nim
bét cac nhu ciu cling nhu cac yéu cau cua khach hang; Thuc hién chtrc ning lap ké
hoach san xuat kinh doanh, d6n ddc kiém tra tién do thuc hién ké hoach, chuin bi

cho giam ddc ki két cac hop dong kinh té, theo ddi viéc thuc hién hop dong; Guri
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céc ban chao hang t6i khach hang; Pam phan, ky két cac hop dong véi khach hang;
Theo ddi tién trinh thyc hién hop ddng va tién hanh thanh 1y cac hop dong khi dén
han; B4o céo tinh hinh kinh doanh véi ban giam déc theo dinh ky.

Phong Té chire hanh chinh: La bd phan thuc hién chtc ning quan 1y nhan su,
nghién ctru, bé tri lao dong phut hop v6i tinh chat ciia cong viéc. Nghién ctru, bb tri,
sap xép t6 chirc bd may quan 1y, phan xudng san xuét trong cong ty, 1a noi nghién
ctru va thuc hién ddy du cac chinh sach cia nha nudc dbi véi co dong va nguoi lao
dong, 1am t6t cong tac quan 1y hd so nhan sy, nghién ciru bién phap bao ho lao
dong, xay dung an toan nha xudng, tra luong cho cong nhan vién trong cong ty,
cham lo doi séng stc khoé nguoi lao dong gép phan hoan thanh tét nhiém vu san
xuat kinh doanh ctia cong ty. Thuc hién cac cong tac khac nhu van thu, tiép tan, bao
mat, bao v¢, v¢ sinh, y té... cla cong ty.

Phong ki thudt: Thyc hién chirc ning don ddc huéng din san xuat & timg nha
may, xay dung va quan li cic quy trinh cong nghé, tiéu chuin chit luong, tiéu chuan
ki thuat, quy cach, quy pham cho ting san pham, xac dinh dinh muc nguyén vat
lidu, quan 1y bao dudng va stra chita may moc thiét bi.

Phong tai chinh ké todn: La phong thyc hién chirc ning tham muu cho gidm
dbc vé cong tac quan 1y tai chinh ciia cong ty dam bao cho cong ty lam an c6 I,
doi séng, thu nhdp cua cong ty ngay cang cao. Chip hanh dung phéap luat vé ké toan
tai chinh va luat thué nha nuéc. Thuc hién nhitng cong viéc vé tai chinh ké toan
theo ding chuan muc ké toan ma nha nudc quy dinh, nguyén tic ké toan hién
hanh.... Cling véi cac bd phan khac trong cong ty tao nén hé thong thong tin quan
1y nang dong, hi¢u qua.

2.1.3. Péc diém hoat dgng kinh doanh cria céng ty cé phan Eurowindow

Thoi gian dau m&i ra nhép thi truong, khach hang chinh ma Eurowindow xéc
dinh 13 ngudi tiéu dung c6 thu nhip cao hodc nhitng cong trinh ¢ sut dau tu 16n
nhu khéach san, cong sd, bi¢t thy, cac dai s quan...

- Sau d6, nho sy da dang hod san phém, san phém cua Eurowindow da phﬁn
nao dap ung dugc nhu cau phong phii va da dang ctia moi ddi twgng khach hang ké
ca cac doi tuong co6 thu nhap binh dan. ... Cuy thé, tir nam 2005, Cong ty da duara 2

dong san pham mdai 1a Asiawindow va Vietwindow véi nguyén liéu dugce san xuat
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tai Viét Nam va cac nudc chau A nhu Trung Qudc, Pai Loan, Malaysia... (c6 mirc
gia ré hon so véi Eurowindow).

Dén nay (2018) Cong ty da c6 hon 5000 cong trinh khach san, toa nha Vin
phong, chung cu, biét thy, cian ho cao cip... sir dung san phdm ctia Eurowindow.

Céac d6i thi canh tranh chu yéu ddi véi san pham cua Eurowindow 13 san
pham cira SMartWindow cuia cong ty CP nhwa DPong A, VietsecWindow - san pham
ctia Cong ty qudc té Viét Séc, KoreaWindow — SP ctia Cong ty ctra nhia Han Quéc
— SX tai Han Quéc.,... Tuy nhién, san phdm cua Eurowindow van duoc nguoi tiéu
dung Viét Nam wa chudng hon ca. Cho nén, tinh dén thoi diém cudi nam 2008, san
phém ctia Eurowindow di chiém hon 80% thi phén cta nhya uPVC tai Viét Nam
v6i 2 thi truong 16n 1a mién Bac va mién Nam.
2.1.4. Két qud hoat dgng kinh doanh

Tinh hinh hoat dong kinh doanh ctia Eurowindow trong 3 nam 2017 - 2019
duoc thé hién nhu sau:
Bang 2.1: Tinh hinh hoat dgng kinh doanh ciia Eurowindow

Pon vi tinh: Ty déng

Bao cao doanh thu Nam 2017 Nam 2018 Nam 2019

1. Doanh thu ban hang

, 1.150.818.475 1.830.908.291 2.078.385.198
hoa va cung cap dich vu
2. Chi phi hang ban 708.115.409 1.283.450.388 1.412.640.468
3. Selling expenses 219.590.066 259.984.928 226.018.145
4. Chi phi quan ly chung 61.638.096 85.501.277 87.905.345
5. Tong loi nhuan ké

, 101.172.150 145.683.207 251.900.659
toan trudc thué
6. Loi nhuan sau thué

] 87.563.169 127.121.158 194.570.865

thu nhap doanh nghiép

(Nguon: B&o céo bao céo tai chinh ciia Eurowindow)

Niam 2018, cong ty dd c6 nhiéu thay d6i vé& co cdu san pham, cu thé 1a
san pham nhom da tang trudong téi 147% so véi ké hoach. Theo d6, doanh thu ban

hang va cung cadp dich vu ctia Eurowindow nim 2018 dat 1.831 ty dong, ting
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trudng 60% so v6i nam 2017. Két thiic nim 2019, doanh thu ban hang héa va cung
cap dich vu ctia Eurowindow dat 2.078 ty ddng, ting truong 13,5% so voi nim
2017. Qua d6 cho thdy hiéu qua san xuit ciia cong ty ting truong nhanh chong, quy
mo hoat dong va s luong lao dong ciing ting 1én. Trong twong lai, cong ty s& ngdy
cang mé& rong va tao thém nhiéu viéc lam cho nguoi lao dong, c6 nghia vy véi ngan
sach nha nudc.
2.2. Thuc trang dao tao ngudn nhan lwc tai céng ty cé phan Eurowindow

Qua nghién ctru tinh hinh thyc té vé cong tac dao tao nguén nhan lyuc tai
Eurowindow thi quy trinh dao tao nguén nhan lyc ciia cong ty dugc chia thanh 5 giai
doan: Phan tich, Thiét ké, Phat trién, Trién khai va Panh gia. Mdi khau déu do ting
bd phan, c4 nhan lién quan thuc hién dé dé quan ly, tranh chéng chéo trach nhiém.
Ngoai ra, con c6 cac tai lidu, biéu mau lién quan trong tat ca cac khau. Thuc té, qua
trinh dao tao ngué)n nhan tai Eurowindow duoc thé hién qua hinh 2.2 dudi day.
2.2.1 Péc diém nguén nhan luc ciia cong ty cé phan Eurowindow
2.2.1.1. S6 lwong nhan vién tgi Cong ty

Véi quan diém nguon nhan luc 13 tai san chién lugce d6i véi sy phét trién cua
Cong ty, l1anh dao Cong ty c6 phan Eurowindow luén quan tam dén céc hoat dong
nham phat trién nguon nhan lyc.

Bang 2.2: Tinh hinh nhan lyc cia Cong ty cé6 phan Eurowindow
Don vi tinh: Nguoi

Chénhléch | Chénh léch
Chi tiéu Nim | Nam | Nam 2017/2018 2018/2019
2017 2018 | 2019 T % T %

1.Tong s6 nhan lyc | 2121 | 2435 | 2715 | 314 | 148 280 | 10,3
2.Doingii lanh dao | 312 341 | 364 29 9,3 23 6,3
3.D6i ngii nhan vién| 715 886 |1083 | 171 | 23,9 | 197 | 182

4. Cong nhan 1094 | 1208 | 1268 | 114 | 104 60 47
5. Ty 1§ nhén vién

trong tong sd nhan | 33,71 | 36,39 3989 | 2,7 | 7,9 4 8,8
luc tai Cong ty

Nguon: Cong ty cé phan Eurowindow
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Nhiém vu

Phong t6 chirc
hanh chinh

Phong t6 chic
hanh chinh

Phong t6 chirc
hanh chinh

Phong td chuc
hanh chinh

Phong t6 chirc
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Cac budc
Phan tich nhu cau
dao tao 1
v
Thiétké CT ,
dao tao
Phét trién 3
chuong trinh
\ 4
Thuc hién
dao tao 4
A 4
Panh gia két
qua dao tao 5

Qua (bang 2.2) trén cho thdy tong sé nhan luc caa Cong ty cb phan
Eurowindow bién dong ting trong giai doan 2017 — 2019. Nam 2017 téng sb
nhan luc cua Cong ty 1a 2.121 nguoi, sang nam 2018 1a 2.435 nguoi, tang 314
ngudi twong tNng Véi ty 16 ting 14,8% so véi nam 2017. Nam 2019 tong sé nhan
luc cua Cong ty 1a 2.715 nguoi, tang 280 nguoi, twong ung vai ty 1€ tang 10,3%

SO V&1 nam 2018.

phan Eurowindow
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Hinh 2.2: Quy trinh dao tao nhan lwc tai Eurowindow
Nguon: Nguon tdc gid tong hop va phong t6 chirc hanh chinh Céng ty Co




Bén canh sy ting 1én vé tong s6 nhan luc, doi ngii nhan vién caa Cong ty
cling bién dong tang: nim 2017 s6 luong nhan vién cia Cong ty 1a 715 ngudi, sang
nam 2018 1a 886 nguoi, tang 171 nguoi, twong ng vai ty 1€ tang 23,9% so voi nam
2017. Nam 2019 nhan vién ctia Cong ty la 1.083 nguoi, tang 197 nguoi, tuong tng
Vai ty 1€ tang 18,2% so voi nam 2018.

Ty 1& nhan vién chiém trong tong sé nhan lec cia Cong ty ciing cd xu hudng
tang nhe, nam 2017 ty 1€ nhan vién la 33,71%, sang nam 2018 la 36,39% (tang
2,7% s0 voi nam 2017), ndm 2019 ty & nhan vién cua Cong ty chiém 39,89% (ting
4% so voi nam 2018). Tai Cong ty ty 16 nhan vién bién dong ting, ty 1& nhan lyc 1a
1anh dao bién dong giam nhe, nhung quy mé nhéan lyc tang Ién, thé hién mét lanh
dao phai quan Iy nhiéu nhan vién hon, hiéu qua lanh dao cua Cong ty ting 1én.
2.2.1.2. Co c4u nhan vién tqi Cong ty

- Co Cdu nhdn vién theo linh vyc cong viéc

Bang 2.3: Co cau nhan vién cia Cong ty c6 phan Eurowindow theo linh vuc

cong viéc
Nim 2017 Nim 2018 Nim 2019

S6 Ty S6 Ty S6 Ty
Chi tiéu nhan trong nhan trong nhan trong

vién (%) vién (%) vién (%)
Nhan vién kinh doanh | 316 44,20 397 44,81 490 45,24
Nhan vién k¥ thuat 88 12,31 112 12,64 141 13,02
Nhan vién nghiép vu 311 43,50 377 42,55 452 41,74

Tong s6 715 100 886 100 1.083 100

(Nguon: Cong ty cé phan Eurowindow)
Qua bang trén cho thiy co c4u nhan vién kinh doanh tai Cong ty c6 phan
Eurowindow ¢ ty 1é cao nhat: naim 2017 c6 316 nhan vién bo phan kinh doanh,
chiém ty 1& 44,2%, sang nim 2018 13 397 ngudi, ting 81 nguoi, chiém ty 1é
44,81% va nam 2019 ty 1& nhan vién kinh doanh chiém trong tong sé 1a 45,24%.
Do quy md san xuét kinh doanh phét trién, thi treong tiéu thu rong khip ca nuéc
nén doi ngii nhan vién kinh doanh cua Céng ty ngay cang manh, nham quang ba

san pham cua Cong ty dén ngudi tidu dung.
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Poi ngii nhan vién nghiép vu chiém ty Ié Ion tha 2 trong téng s6 nhan vién
ctia cong ty nhung c6 xu hudng giam dan vé ty 1é: nam 2017 d6i ngii nay chiém
43,5%, sang nam 2018 1a 42,55%, dén nam 2019 chi con 41,74 %. Trong khi d6 doi
ngii nhan vién ky thuat cd xu hudng ting dan tir 12,31% ndm 2017 1én 13,02% nim
2019. Piéu d6 cho thay Cong ty ngay cang chd trong hon téi chat luong san pham.

- Co cau nhan vién theo gidi tinh va dé tudi

Do tudi, gioi tinh va tham nién cong tac anh huong dén chat luong lao dong
tai Cong ty, néu cong ty co co cdu lao ddng phu hop s& nang cao hiéu qua, ning sut
lao dong caa NLD trong DN. Co ciu lao dong theo gidi tinh, do tudi va tham nién
cdng tac tai Cong ty cb phan Eurowindow dugc thé hién qua bang sau:

Bang 2.4: Co cAu nhan vién cia Cong ty c6 phan Eurowindow theo gidi tinh,

do tudi va tham nién

Nam 2017/ Nam 2018 Nam 2019
Phinloai | SO \ry1e (96) 6 | TYIE (%) | gy T IE (%)
lwgng lwgng 50 lwgng

I. Theo gidi tinh | 715 100,00 | 886 100,00 1083 100,00
1. Nam 417 58,32 | 523 59,03 668 61,68
2. Nir 298 41,68 | 363 40,97 415 38,32
IL.Theo d6 tudi | 715 100,00 | 886 100,00 1083 100,00
1. 20-35 tudi 282 39,44 | 354 39,95 455 42,01
2. 36-45 tudi 236 33,01 | 302 34,09 368 33,98
3. Trén 45 tuéi | 197 27,55 | 230 25,96 260 24,01
[11. Theo tham
nién cong tac 715 100,00 886 100,00 1083 100,00
1. Duwoi 5 nam | 110 15,38 140 15,80 179 16,53
2.5-10 nam 281 39,30 409 46,16 507 46,81
3. 10-20 nam 184 25,73 242 27,31 310 28,62
4. Trén 20 nam | 140 19,58 95 10,72 87 8,03

(Nguon: Cong ty cé phan Eurowindow)
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Do dic thd cta cdng viéc 1a lao dong k§y thuat, nang nhoc nén co cau lao dong
tai Cong ty c6 phan Eurowindow chi yéu 1a lao dong nam (chiém tir 58- 61,7%):
lao dong nit chiém ty & nho hon. Lyc lugng nhan vién tuong dbi tré, sé ngudi trong
d6 tudi tir 20 — 35 tudi 1a dong nhat, chiém khoang 42% tong sb nhan vién toan
Cong ty. Pay 1a luc luong lao dong dang & tudi chin mudi ca vé stc khoe thé lyc va
vé kién thtrc, kinh nghiém, do vay doi ngii nhan vién tré nhiéu 1a mot wu thé di voi
Cong ty c¢6 phan Eurowindow trong viéc tiép thu tng dung cac kién thac vé cong
nghé tién tién hién dai trong hoat dong SXKD. Tiép theo la nhan vién & do tudi 36-
45, chiém khoang 34% tong nhan vién. S6 nhan vién 16n tudi (tir 45 trg 18n) chiém
ty 16 nho hon (24). Bo tudi trén 45 c6 kinh nghiém chuyén mén, nhung sic khoe lai
giam dan, y chi phan dau, nhiét huyét véi cong viéc giam, siac i Ion nén doi ngii
nhan vién d6 tudi nay chiém ty 1é nho va giam dan 1a mot loi thé ddi véi Cong ty.
Cong ty can khai thac téi da kién thire chuyén mon ciing nhu kinh nghiém nghé
nghiép cua d6i ngii nhan vién d6 tudi ndy nham dao tao cho thé hé tré trong Cong ty
Theo tham nién cong tac, gan 47% nhan vién c thAm nién tir 5-10 nim; khoang gan
17% nhan vién c¢6 tham nién 5 nam va 28% nhan vién c6 tham nién tir 10-20 nam.
S6 lao dong lam viéc tai Cong ty trén 20 nam chi chiém khoang hon 8% tong sb
nhén vién.

Qua d6 cho thiy co cdu nhan vién cua Cong ty c¢6 phan Eurowindow cé xu
hudng tré hoa, day 1a mot loi thé dbi véi mot doanh nghiép kinh doanh linh vuc san
XUit c4c san pham vé cira (ng dung céng nghé hién dai.

2.2.2. Xdc dinh nhu cdu dao tao

Pé xac dinh nhu cau dao tao cho nguén nhan lyc, Phong t6 chirc hanh chinh
va Phong Kinh doanh phéi hop lua chon va gioi thiéu ddi tuong dao tao. Dé tim ra
khoang céach gitra hiéu suét hién tai cua nguén nhan lyc va hiéu suit ma cong ty
mong doi & ho; Phong t6 chtrc hanh chinh thue hién cac bude phan tich bao g6m
xac dinh muc tiéu, dbi tugng dao tao; Phong kinh doanh s€ dua ra cac danh gia
ctia ngudn nhan lyc. Nhitng hanh dong nay giup xac dinh nhu cau dao tao chinh

xac hon.
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Bang 2.5: Panh gia ciia ngudi tra loi ddi véi danh gia nhu ciu dao tao

STT Noi dung Mean

DPinh ky, Eurowindow xéc dinh cac muc tiéu va chién lugc cla
1 | Phong kinh doanh dé xac dinh nhu cau dao tao cua nguén nhan 4.06

luc

) Chinh sach dao tao ctia Eurowindow gdp phan hoan thién ning 366
lwc chuyén mén cta ngudn nhén lyc. .

3 Chinh sach dao tao ctia Eurowindow gdp phan hoan thién qua 365
trinh trién khai cong viéc cia ngudn nhan lyec. '

Ban mo ta cong viéc cia Eurowindow duogc thiét ké ro rang va
41 ) 3.32
de hiéu cho nguon nhan lyc.

: Dinh ky, Eurowindow hoi ban vé nhiing kién thirc va k¥ ning 421
can thiét dé thuc hién cong viéc cuia minh. '

6 Pao tao tai Eurowindow dap ting yéu cau dao tao va ké hoach 339
phat trién ciia ban. .

Nguon: Khao sdt ciia tac gia (2020)

Phong td chirc hanh chinh s& dua trén phan tich td chire, phan tich cong viéc,
phan tich ca nhan dé 1am co s& cho cac quyét dinh vé muc tiéu dao tao, d6i tuong
dao tao cua cong ty, cu thé nhu sau:

a.  Phan tich cong ty tai Eurowindow

Muc tiéu chién luoc cua Eurowindow trong nhitng nam tdi 1a duy tri vi thé
12 nha cung cap giai phap hang dau cho cira ra vao va cira s6 Viét Nam, huéng
dén khu vuc Dbong Nam A. Pé dat duoc muc tiéu nay, Eurowindow tiép tuc chu
trong d6i méi, nang cao chat luong san pham nhung than thién véi moi truong,
da dang hoa san pham, hién dai hoa ddy chuyén san xuat, t6 chirc nhiéu khéa dao
tao nang cao chit luong cho doi1 ngli can bd cong nhan vién, nham nang cao su
hai 10ng ctia khach hang, thu hit dau tu, ting cudng nhan dién thuong hiéu trong
va ngoai nudc.

Vé co cAu ngudn nhan lyc ciia Eurowindow tai Ha Noi, ¢6 trén 80% lao dong
dudi 40 tudi. Pic biét, nim 2019 c6 99 nguoi dudi 35 tudi (74,44% tong s6 nhan

vién) va 28 nguoi 35-45 tudi. (chiém 21,05% téng sd nhan vién). Trong d6 sb cong
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nhan c6 trinh do tir cao dang tré 1én chiém ty 18 cao (129 ngudi chiém 97%). Piéu
nay cho thiy nhan lyc ciia Eurowindow c6 trinh d6 va kha niang hoc hoéi nhiing kién
thirc méi vé thi truong.

Ta thay dinh ky, Eurowindow phan tich cic muc tiéu va chién lugc cua cac
don vi dé xac dinh nhu cu ddo tao. Cho thay s6 1an phén tich doanh nghiép tir quan
diém cua nhan luc, trung binh 12 4,06 kha cao. 59 ngudi lao dong (khoang mét nira
s6 nguoi dugce hoi) hoan toan dong ¥ rang Eurowindow dinh ky xem xét cac muc
tiéu va chién lugc cua cong ty dé xac dinh nhu cau dao tao. 35 ngudi trong sd ho
ddng ¥ voi tuyén bé. 27 trong s6 d6 c6 nhitng diém chwa rd rang vé hoat dong nay
ctia cong ty. Pac biét, 12 nguoi tra 101 rang Eurowindow khong bao gid phan tich
cac muyc tidu va chién lugc cta cong ty dé xac dinh nhu cau dao tao. Nguyén nhan
c6 thé 1a do viée phén tich cong ty dién ra & cap quan 1y cao hon ctia Eurowindow
nén ngudi lao dong cip dudi nhan thirc con thap.

Hai cdu hoi tiép theo 1a vé chi tiét chinh sach dao tao ctia Eurowindow dé hoan
thién nang luc chuyén mén va trién khai cong viéc. Két qua hai cau hoi kha kha
quan. Y nghia cta ciu “Chinh sach dao tao ciia Eurowindow gop phan hoan thién
nang lyc chuyén mon cua ban” 1a 3,66 va 3,65 la cau no6i “Chinh sach dao tao cua
Eurowindow gop phan hoan thién qua trinh trién khai céng viéc cua ban”. Ty 1é
phan trim cao trén cc cau tra 10i tich cyc ching to rang luc lugng ban hang tin
tudng vao cac chinh sach dao tao ciia Eurowindow cho hiéu qua hoat dong cua ho.

Nhin chung, cic nha quan 1y cia Eurowindow ludn khuyén khich nguoi lao
dong tham gia hoc tap va dao tao dé nang cao kién thirc va k¥ nang. Vi vay, phong
t6 chirc hanh chinh rat nhiét tinh phdi hop véi cac don vi dé xac dinh chinh xac nhu
cau dao tao.

b. Phan tich cong viéc tai Eurowindow

Trén co s& phan tich cong viéc lam co s& hd tro xac dinh nhu cau dao tao cta

cong ty, Phong t6 chirc hanh chinh da str dung cac yéu cau déi véi nguoi lao dong.
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Bang 2.6: Yéu cau cong viéc dbi véi ngudn nhan lwc tai Eurowindow

Yéu cau cong viéc doi voi ngudn nhan lyc tai Eurowindow

Yéu cau ddi véi hoc van

Tt nghiép cap 3 tro 18n cac chuyén nganh kinh doanh, xay dung, kién trac, co khi.

Yéu ciu cdng viéc

K ning giao tiép Kha nang thuyét phuc khach hang, giao tiép tét
K$ ning co ban Kha nang 1ap ké hoach, viét bao céo
K¥ nang ho tro Thong thao tin hoc van phong

_ K§ nang phdi hop, trao doi cong viéc véi dong nghiép
K¥ ndng lam viéc
trong bo phan.

Yéu cau vé kinh nghiém lam viéc

Co0 kinh nghiém trong linh vuc vat liéu xay dung

Nhirng yéu ciau khac

- Nhanh nhen, hoat bat,
- Co suc khoe tét,

- C6 thé lam viéc véi &p luc cao.

Nguén: Phong té chirc hanh chinh ciia Eurowindow

Nhin vao yéu cau cong vi¢c cua nguén nhan lyc tai Eurowindow, chung ta
thay rang nhiing kién thirc va k¥ ning can thiét cho cong viéc. Néu ngudn nhén luc
c6 chuyén mon khac, khong dung voi yéu cau cong viée, ching ta s& thiy rd nhu
cau dao tao cho ho. Cong ty can dao tao dé bu dip nhimng kién thic can thiét, qua d6
nhan lyc s& c6 thé hoan thanh t6t hon nita cong viéc ciia minh.

Dbi voi “Ban md ta cong viéc ciia Eurowindow dugc thiét ké rd rang va dé
hiéu”, dit liéu thu thap duogc cho thdy ngudi lao dong can nhic vé ban mé ta cong
viéc cta ho. C6 22 nguoi tra 16i khong déng ¥ va 11 ngudi duoc hoi hoan toan
khong dong ¥ véi nhan dinh nay. Gia tri trung binh ctia nd chi 1 3,32. Cho thay
réng khong c6 ban mo ta cong vi¢c cho mat s6 nhom hodc ban mo ta cong vi¢e

thiéu tinh chinh xac, cap nhat, rd rang.
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C.  Phan tich ca nhan tai Eurowindow

Ngoai ra, dwa vao hd so ngudi lao dong dé 1ay thong tin vé trinh do, kinh nghiém,
kha nang thyc hién cong viéc, can bg phu trach dao tao cling dya vao bang téng hop
phan tich ngudi lao dong cua cong ty (Bang 2.7) dé tim hiéu su thiéu kién thuc va ky
nang cua nhan vién cling nhu phat huy nhitng mat tich cuc ma ho dat duogc.

Hang nam, cong ty cho tirng nhan vién danh gid nhan vién (Phu luc 3) theo dé
nhan vién tuy danh gia va danh gia nhan vién phu trach. Sau do, can bd phu trach s¢€
tap hop lai roi trinh cho can bo nhan sy. Can bd nhan su phu trach danh gia nhan
vién s& phan tich va tong hop phan tich nhu sau:

Bang 2.7: Phan tich tom tit ngudn nhan lwc cia Eurowindow

TT Vi tri Uu diém Nhuge diém

. . .- Cap nhat kién thuc k¥ thuat, con
Doi ngti nhan luc co ap nhat Kien thue Ky thud g

Nhéan vién . & m&i
1 kinh nghiem nhigy | "9N¢ M chua cao

béan hang 5 N - Thiéu nhanh nhay truéc su thay
nam trong linh vuc

ddi cua thi truong
- Quy trinh 1am viéc van chua

Nghiép vu va . _ A _
2 Cau truc logic chuyén nghiép
k¥ thuat T
- Cé&c loi van xay ra

N - Kha nang giao tiép tieng Anh
Ho tro va cham ) .
3| Cong bang chua cao
soc khach hang . . .
- Thiéu dao tao vé k¥ nang mém

4 | Cac cong viéc khac | Cong bang Hb tro yéu

Nguon: Phong t6 chikc hanh chinh ciia Eurowindow

Qua bang phén tich lyc ngudn nhan lyc, chung ta co thé thiy sy thiéu hut vé

k¥ nang va kién thirc dé xac dinh nhu cdu dao tao mot cach hop 1y. Pay la tai lidu

hitu ich giup cong ty ¢ thé xac dinh chinh xac nhu cdu dao tao, phuc vu cho cong
tac dao tao trong cong ty.

Ngoai bang phan tich ngudn nhan luc, cong ty con thu thap phiéu nhu cau dao

tao (Phu luc 1), mau cam két dao tao (Phu lyc 2). Dya vao do6, cong ty sé xac dinh

nhu cau dao tao, sd lugng nguoi can dao tao va cam két 1a nhitng nd lyc ma nhan

vién c6 thé lam dugc cho cong ty va cho chinh hg. Tuy nhién, n€u chi can ctr vao do
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thi chua chinh xac vi ndi dung chua thé hién duoc mong mudn dao tao cla nguoi
lao dong do bat budc hodc c¢d nhu cau thuc sy. Vi vay, Phong t6 chitc hanh chinh
phai kiém tra ky ludng, khong phai ai c6 hd so ciing dugc dao tao.

“Binh ky, Eurowindow kiém tra vé& kién thirc va ky nang can thiét dé thuc hién
cong viée cia minh.”, Diém trung binh 13 4,21, ddy 1a diém cao va gan vé6i diém tdi
da 12 5. C6 79,7% ngudi dugce hoi dong ¥ va hoan toan dong ¥ rang Eurowindow
thudng xuyén khao sat ho vé kién thirc, k¥ ning ma ca nhan ho can cho cong viéc
ctia minh. Chi ¢6 6 ngudi dugc hoi khong dong v véi da sb, 21 nguoi duoc hoi gt
thai do trung lap.

Tuy nhién, d6i véi: “Pao tao tai Eurowindow dap ung yéu cau dio tao va ké
hoach phat trién”. Thi két qua khong kha quan, trung binh chi 1a 3,38. Chi 25 nguoi
dugc hoi dong ¥ va 30 nguoi trong s6 ho hoan toan dong ¥ rang cac khoa dao tao di
thoa man nhu cau cua ho. Nhung 56,4% nhitng ngudi dugc hoi khac cam thay nghi
ngo, thét vong vé khoa dao tao thuc té ma ho da tham gia.

d.  Pdnh gid chung vé nhu cdu dao tao tai Eurowindow

Tu nhiing dit liéu nay, cho théiy viéc dao tao cua Eurowindow chu yéu dua
trén y kién chu quan cht khong phai yéu cau cta ngudi lao dong. Ngoai ra, ban mo
ta cong viéc clia nguoi lao dong con chua logic, dé khién ho hiéu nham trong qué
trinh thyc hién nhiém vu cong vigce.

Thuc té, trong qua trinh thuc hién phong van chuyén sau, Truéng phong to
chtrc hanh chinh cho biét, nhu cau dao tao ctia ngudi lao dong trong cong ty rat rong
vi su phat trién ctia cong nghé, yéu cau hiéu biét vé san pham, trinh do cua ca khach
hang va dbi tha canh tranh ngdy cang cao. Vi viy dé c6 chuong trinh dao tao dap
ng d6ng thoi moi nhu cau ddo tao ctia ngudi lao dong 1a rat kho. Eurowindow da
tirng 6 chién lugc phat trién cho ting thoi ky, do d6 Phong t6 chtre hanh chinh cin
clr vao timg chién luoc va sy tham khao ciia cac don vi dé c6 chuong trinh ddo tao
phu hop cho tirng d6i tuong.

C6 thé thiy nhu cau dao tao ctia ngudi lao dong dwa trén sy phat trién cing
muc tiéu ctia cong ty. Phan tich nhu cau dao tao 1a mot qua trinh bao gdm nhiéu yéu
t6 ca nhu cau cua cong ty.

2.2.3. Xdc dinh muc tiéu dao tao
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Muyc tiéu dao tao cua cong ty dugc phan thanh cdc nhom: dao tao lai hodc
nang cao trinh d6 chuyén mén, nghiép vu, ning cao tay nghé ... xac dinh cac loai k¥
ning ma nguoi hoc can dat dugc sau dio tao: k¥ ning quan 1y, k¥ ning mém ... Cac
nhoém dbi twong chinh ma cong ty thudng ap dung cho mdi chuong trinh dao tao.

Nang cao trinh do, kién thire, k§ nang giup ngudi lao dong thyc hién tt hon
cong viéc hién tai.

- Pao tao k¥ nang maéi cho nguoi lao dong dé kiém nhiém cong viéc madi hoac
chuén bj cho vi tri 1am viéc méi.

- Huén luyén 1am ting tac phong va thai do lam viéc ning nd.

- Tao dong luc va khuyén khich ngudi lao dong 1am viée hiéu qua.

Tuy nhién, viéc xac dinh cac chi tiéu nay con nhiéu han ché do céc chi tiéu
con qua chung chung, chua rd rang cu thé so véi cac chi tiéu do ludng duoc. Hon
nita, cac muc tiéu dugc xac dinh chung cho cac khoa hoc ma khong dugc xac dinh
riéng cho tirng khoa dao tao.

Bang 2.8: Panh gia ciia ngudi tra lo1 vé muc tiéu dao tao

TT Ngi dung Mean

1 | Muc tiéu dao tao cia Eurowindow dat ra cho ban luén 1o rang, cu thé. | 4.05

2 | Muc tiéu ddo tao dap tng yéu cau dao tao. 3.34

3 Pao tao duoc thiét ké dé cung cép cho ban nhiing kién thtc va ky 335
ning moi dé ap dung vao cong viéc cuia ban. '

4 | Nhin chung, phuong phép dao tao cia Eurowindow’s phu hop va hop ly. | 3.40

5 | Ban c6 co hoi dé thao ludn vé cac phuong phap dao tao. 3.14

Nguon: Khdo sdt ciia tdc gid

Nguoi lao dong phai trinh bay rd rang cdc muc ti€u dao tao, nhung cadc muc

ti€u nay van chua dap ung dugc yéu cau cta ho. Doi véi tiéu chi: “Muc tiéu dao tao
Eurowindow dit ra cho ban ludn rd rang, cu thé”, 45 ngudi dong y va cb t6i 62

nguoi déng tinh cao (chiém 80,45%) cho r?mg muc tiéu dao tao d3 néu 1a cu thé va
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dé hiéu. C6 26 ngudi duge hoi gip kho khin trong viée dién giai hudng dan dio tao.
Trung binh cho trang thai nay la 4,05 kha cao.

Néu nhu cau ddo tao khong chinh xac, nd c6 thé gy trd ngai cho viéc thiét 1ap
cac muc tiéu dung din cho dao tao trong tuong lai. Nhitng ngudi duoc hoi cam thay
hai long v6i muc tiéu c4 nhan cia ho trong qué trinh dao tao trude day sé cam thay
tich cuc vé muc tiéu dao tao cua cong ty. Y nghia cta tuyén bd "Cac muc tiéu dao
tao dap tng cic yéu ciu dao tao cua ban." chi 1a 3,34 nghia 13 nguoi lao dong c6 sy
ludng lu trong suy nghi tin tudéng vao hiéu qua cua khoa dao tao vira qua.

Nhu vay, trong mdi khoa dao tao, cong ty van chua xac dinh duoc muc tiéu cu
thé dé nguoi lao dong dat dugce thay vi xac dinh muc ti€u mot cach chung chung.

Dé x4c dinh chi tiéu cho ting khoa dao tao chi tiét va cu thé hon, yéu cau cong
ty tién hanh phén tich cong viéc, danh gia cong viée ti mi va rd rang hon.

2.2.4. Xay dung chwong dao tao, lwa chen hinh thic dao tao va phwong
phap dao tao

Sau khi x4c dinh duoc nhu cau dao tao, giam doc 1am viéc voi truong phong
t6 chirc hanh chinh vé ké hoach dao tao. Cac nhu cau dao tao phat sinh sau khi 1ap
ké hoach duoc dua vao ké hoach dao tao bd sung. Pao tao bd sung danh cho nhu
cau hoc hoi, chuyén giao cong nghé hodc moi mot chuong trinh dio tao dé tham gia
va phu hgp véi cong ty.

Chuong trinh dao tao bao gém cac ndi dung sau: Pham vi dao tao, ndi dung
nhu cau dao tao, yéu cAu va muc dich dao tao, thoi gian thuc hién, doi tuong tham
gia hoc tap, bai giang va cac tai li¢u st dung trong khoéa hoc ... Xac dinh chuong
trinh dao tao tranh tran lan trong dao tao. Do cong ty da giao trach nhiém cho Phong
t6 chirc hanh chinh nén cac chuong trinh dao tao dugc xay dung kha rd rang va chi
tiét, tao diéu kién thuan loi cho viée trién khai. N6 cling gbp phén vao viéc lua chon
phuong phap dao tao mot cach thuén tién.

Tuy theo nhu cu dao tao ma cong ty ¢ nhirng ké hoach dao tao khac nhau,

sau day la mot s6 khoa hoc:
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Bang 2.9: Céac khoa hoc cho ngwoi lao dong

TT Tén khoda hoc Thoi lwgng
1 K¥ nang chao hoi 1/2
2 Asking skills 1/2
3 K ning gi6i thiéu san pham 1
4 K ning thuyét phuc 2
5 K¥ niang dam phan va giai quyét xung dot 2
6 K ning giai quyét vin dé va quyét dinh 2

Nguon: Phong t6 chire hanh chinh ciia Eurowindow
Nguoi lao dong ciia cong ty thuong xuyén gip gd, trao doi thong tin voi khach
hang nén cac k¥ ning can c6 1a k¥ nang giai quyét van dé, ra quyét dinh va nghé
thuat ban hang chuyén nghiép ...
Bang 2.10: Céc khoa hec bo sung ky ning

Thoi
TT Tén khoa hoc
lwgng
1 K§$ ning giao tiép va lam viéc chuyén nghiép 2
2 K§$ nang lam viéc nhom 1
3 Nhiing k¥ niang thuyét trinh 1
4 Cong nghé thong tin 4

Nguon: Phong t6 chire hanh chinh ciia Eurowindow

No6i dung co ban cua ké hoach phai dugc xéac dinh cuy thé vé: thoi gian, dia
diém, phuong phap dao tao, bai giang, ngudi hoc, kinh phi dao tao.

Chuong trinh dao tao tai Eurowindow duoc quy dinh rd rang:

- Cung cap kién thirc chung cho tit ca nhan vién méi.

- Bugc dao tao nang cao vé chuyén mon.

- Bao tao quan ly.

Noi dung 1: Kién thirc chung cho tat ca nhan vién méi

boi tuong: Thuc tap sinh da va dang nhan chinh thic tai cong ty. Mbi d6i
tugng s& co6 chuong trinh dao tao riéng. Ca hai dbi twong sé duoc dio tao dinh

huong.
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Cén b0 dao tao sé xac dinh chuong trinh dao tao bao gém:

- Gi6i thiu vé cong ty.

- Gidi thiéu vé cac thao tac co ban trong qué trinh 1am viéc: hoan thanh hd so
ca nhan, thoi gian lam viéc, thoi gian nghi ngoi ...

- Quy trinh lam viéc, cac biéu mau, sb tay huéng dan trong qua trinh lam viéc.

Bén canh d6, nhan vién méi sé& duogc dao tao bai ban, chi tiét véi nhiéu nodi
dung va chuong trinh cua cac don vi.

Phuong phap dao tao: Cong ty ap dung cac phuong phap: gidi thi¢u, hudng
dan kém cip trong cong viéc...

Noi dung 2: Do tao nang cao vé chuyén mon

Péi tuong: Ung tuyén nhan vién da va dang 1am viéc tai cong ty.

Muc tiéu: Nang cao nghi¢p vu cho cac linh vuc: ban hang, quan 1y, cong ngh¢
thong tin, tiéng anh ...

Phuong thuc dao tao: Hinh thirc dao tao bao g6m dao tao tai chd va dao tao
ngoai cong viéc.

Vé dao tao cong viéc: Ap dung chi yéu trong ngay hoi dinh huéng bao gom:
giang vién va hudng dan cho nhan vién mdi vao cong ty. Phuong phap nay duoc sir
dung cho nhan vién méi dugc tuyén dung. Phuong phap dao tao nay trang bi kién
thirc ban dau cho nhan vién trong cong ty, dic biét 1a cac ban sinh vién méi ra
truong 1am quen voi cong viée, cac quy dinh chung cua cong ty, hiéu rd hon vé vin
hoa doanh nghiép, mbi quan h¢ gitra cac don vi ...

Phuong phap dao tao ndy ton it chi phi va thoi gian dao tao, nhan vién nhanh
chong 1am quen véi cong viée, dé tiép thu kién thire va chii dong cho doanh nghiép.
Noi dung dao tao thudng don gian nhung doi héi sy tim huyét cua doi ngii can bod
phu trach kém cap va dao tao.

Ngirng viéc dao tao:

- Hoi nghi, Hoi thao: Cong ty thuong xuyén to chirc cac budi hdi thao cho nhan
vién, dic biét moi cac chuyén gia truc tiép hudng dan cho nhan vién. Bén canh do,
cong ty con cir ngudi tham gia cac hdi nghi, hoi thao do cac don vi khac to chic.

- Bai giang: Phuong phap dao tao nay hau hét nam trong ké hoach dao tao cua
cong ty. Khoa dao tao c6 thé do cong ty tu td chirc nhung chi yéu do cac trung tim

dao tao bén ngoai.
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Dao tao & nudc ngoai: Cong ty di lién két vai mot sé nude nhu Pirc, Uc ... dé
dao tao cho ngudi lao dong. Viéc dao tao ¢ nudc ngoai thuong duoc ap dung cho
céc cap cao, lanh dao cua cong ty.

Phuong phéap dao tao phd bién 13 phuong phap bai giang. V6i phuong thire
dao tao nay, Phong to chirc hanh chinh lién hé véi cac co s dao tao dé ky hop dong
dao tao cho cong ty nhu ké hoach. Trong ké hoach dao tao va thuc té, khoa dao tao
nay luon chiém phan 16n kinh phi dao tao, nhung khong phai lac nao phuwong phap
dao tao nay ciing hiéu qua. Dong thoi, cong ty con td chirc cac 16p hoc, hoi thao
nhim trao ddi kién thirc, kinh nghiém, k¥ ning nghiép vu cho ddi ngii nhan vién
dugc ctir tham gia cac khoa hoc, dao tao nang cao trong va ngoai nudc.

Nhu vy, cac phuong thiic dao tao cia cong ty bao gdm dao tao tai chd va dao
tao ngoai cong viéc cho céc doi tuong khac nhau, tuy thudc vao ndi dung chuong
trinh dao tao.

Bang cach thu thap cau tra 10i tir cudc khao sat, né cho thiy quan diém cua
ngudn nhan lyc vé cac phuong phap dao tao.

Bang 2.8 di trinh bay ¥ kién ciia ngudi lao dong: “Pao tao dugc thiét ké dé
cung cip cho ban kién thirc va k¥ niang méi dé 4p dung trong cac nhiém vu 1am viéc
ctia ban”. Mirc d6 hai 10ng cta nguoi tra 10i khong cao. N6 cho thiy rang s6 nguoi
dugc hoi cam thiy trung 1ap va khong ddng ¥ rang thiét ké dao tao 1a hiéu qua cho
nhiém vu cua ho chiém hon 50%. Gia tri trung binh cua cau 1énh nay chi Ia 3,35.
Viéc dao tao cho nguoi lao dong khé phuc tap vi ndé khong chi dao tao cho ho su
hiéu biét vé san pham ma con 1a sy hiéu biét vé khach hang.

Tuong tu, khi dugc hoi vé cam nhan ciia cac phuong phap dio tao, nguoi
dugc hoi to ra han ché quan tim bang cau noi: “Nhin chung, phuong phap dao tao
ctia Eurowindow phu hop va hop 1y véi ban”. C6 23 ngudi dugc héi van cho ring
phuong phép dao tao ciia cong ty 13 truyén théng, chwa dap tng duoc ky vong dao
tao ciia ho. S6 lugng ngudi lao dong nghi ngd vé phuong phap dao tao kha cao véi
46 ngudi. N6 dan dén gia tri trung binh cua ciu 1énh nay 13 3,40. N6 khd gan mirc
3.41 chap nhan duoc, vi vay phuong phap dao tao van con dang tranh cii. Trén thuc
té, cong ty da t6 chirc cac khoa dao tao dudi sy diéu hanh cua cac dién gia, giang
vién ndi tiéng nhu 6ng Nguyén Phu Tan, Thac si Quén tri Kinh doanh tir cong ty

Jerfferson; Anh Francis Hung... nhung ) lugng khoa hoc nay van con han ché.
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Tuy nhién, nhitng ngudi dugc héi van giir thai do trung 1ap vé cac co hoi thao
luan. DBéi véi tuyén bd: “Ban c6 co hoi thao luin vé cac phuong phap dao tao”,
Cong ty di coi mo trong viéc tiép thu ¥ kién ctia nhan vién. Tuy nhién, phan 16n
viéc lya chon phuong phap ddo tao 13 ctia Phong t6 chirc hanh chinh vi viéc phan bd
kinh phi dao tao doi khi khong dap tng dugc ky vong ctiia nguoi lao dong. Vi vay,
no l1a nguyén nhan cua su lya chon chinh cua nhan dinh nay Ia trung 1ap va khong
dong tinh. N6 gy ra két qua kha thap 1a 3,14.

Tir ndm 2017 dén nam 2019, Eurowindow c6 sy két hop cua cac phwong phap
dao tao nhung lai qua chu trong vao phuong phép bai giang.

Nhin chung, theo bai phong van, trudng phong té chirc hanh chinh ciing cho
biét Eurowindow dang trién khai ca ddo tao trong va ngoai viéc cho ngudn nhan
luc. Pao tao vé cong viéc danh cho nhan vién mai béng cach hudng dan. Nguoi lao
dong chil yéu dugc dao tao bang cach dao tao ngoai cong viéc. Phuong thirc dao tao
pho bién tai Cong ty 1a cac khoa dao tao vé cac k¥ ning co ban va can thiét cho
nhan vién do giang vién thuc hién. Trong thoi gian gan ddy, cong ty ciing di ap
dung phuong phap dao tao hdi nghi, hdi thao cho ting khu vuc trong ca nudc dua
trén s6 luong nhan vién, didu kién to chtrc. Tuy nhién, né khong thuong xuyén vi
mat nhiéu thoi gian chuan bi va tén nhiéu kinh phi dao tao hon cac khéa dao tao
truyén thong.

Nhin chung, ndi dung dao tao ngudn nhan luc rit rong nhung cic phuong
phap ma Eurowindow su dung con han ché, chua da dang, chu yéu la hinh thuirc
truyén thong ma cong ty da trién khai trong nhiéu nim qua (giang vién, xiy dung
d6i ngil...). Viéc d6i méi hodc chuyén doi sang cac phuong phap khac (hoi nghi,
hoi thao, dio tao truc tuyén...) con han ché. Do d0, cac phuwong phap dao tao cia
cong ty chua thyc su kich thich nguoi lao dong tich cuc tham gia cac budi dao tao.
2.2.5. Xdc dinh kinh phi dao tao

Kinh phi ddo tao chii yéu dén tir hai nguon:

+ Duya trén doanh thu cua cong ty cho tat ca cc hoat dong dao tao

+ Nguoén von hd trg tir bén thir ba
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Bang 2.11: Tinh hinh st dung kinh phi dao tao ciia cong ty qua cac nim
STT Chi tiéu Don vi tinh Nam Nam Nam
2017 2018 2019

1 Chi phi dao tao ké hoach | Triéu dong | 172.622.771 | 274.636.244 | 311.757.780

2 Chi phi dao tao thyc té | Triéu dong  170.257.839 | 272.906.035 | 310.760.155

3 [Tinh hinh sir dung % 98,63 99,37 99,68

Nguon: Phong t6 chirc hanh chinh ciia Eurowindow

Ta thiy kinh phi dao tao cua cong ty nhin chung 6n dinh nhung chuwa cao do
d6 hang nim cong ty phai sir dung hau nhu toan bd va tinh hinh st dung ngay cang
dat t6i con so toi da kinh phi ddo tao. Piéu nay ciing cho thay nhu cau dao tao cua
nguoi lao dong trong cong ty hang nadm 1a kha cao.

B6 phan Ké toan s& chiu trach nhiém xac dinh chi phi cho cac khoa dao tao.
Do do, két qua mong doi va viéc trién khai c6 su khac biét dang ké do bod phan nay
dua trén ké hoach dao tao do Phong td chtre hanh chinh trinh.

D6i véi ddo tao tai chd, Phong to chirc hanh chinh va Phong Ké toan chiu
trach nhi€ém 1ap dy toan chi phi cho toan khoa hoc bao gém: Dich vu cho gido vién,
chuan bi may méc cho khoa hoc ...

Déi vai dido tao ngoai cong viée, cong ty td chirc cac khoa dio tao tai cac trung
tam dao tao, Phong to chirc hanh chinh s& lién hé va ky hop dong véi cac co sé dao
tao vé noi dung, chuong trinh, dia diém, thoi gian va chi phi dao tao (théa thuan
trong hop dong ).

Déi véi timg loai hinh dao tao phai dugc su dong ¥ ctia Tong Giam dbc. Sau
khi khoa dao tao két thuc, tong chi phi duoc ghi nhan va gti cho Phong to chirc
hanh chinh va Phong K¢é toan.

Theo phong van, Trudng phong t6 chirc hanh chinh cho biét, tit ca cac chuong
trinh dao tao do Eurowindow t6 churc, cong ty s€ chiu toan bg chi phi. Bén canh do,
qu¥ dao tao cua cong ty hién nay dugc hd tro tir nhidu ngudn, c6 thé dam bao moi
hoat dong dao tao cho ngudi lao dong. D6 1a loi thé rat 1on cho ngudi lao dong cua
Eurowindow khi ho ¢6 thé ty do hoc hoéi kién thic va k¥ nang. Tuy nhién, truong

phong t6 chirc hanh chinh ciing lo ling rang mot sé nhan vién khong co dong luc
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hodc ap luc trong hoc tap nghiém tac. That 1a 1ang phi ca thoi gian, nhan luc. Cong
ty dang nghién ciru dé khic phuyc tinh trang nay.
2.2.6. Thuc hién qua trinh dao tao

Chiu trach nhiém trién khai chuong trinh dao tao la Phong td chtrc hanh chinh.
Viéc thuc hién chuong trinh dugc chia thanh ba giai doan nhé hon: chuén bi dao
tao, thuc hién dao tao va thong bao két qua dao tao cho nhan vién.

a.  Chudn bi ddo tao

Phong t chirc hanh chinh s& chinh thirc thong bao dén tat ca nhiing ai di tham
gia chuong trinh dao tao. Noi dung tin nhin bao gdm thoi gian bét dau, thoi gian két
thuc, lich trinh, dia diém t6 chuc ... va kém theo tom tit muc tiéu, yéu cau va diéu
kién tham gia khoa hoc.

Déi v6i cac khoa dao tao dai han c6 kinh phi 16n, Phong t6 chirc hanh chinh s&
giri cam két cuia cong ty dén hoc vién. (quy dinh vé thoi gian 1am viéc va chi phi boi
thuong tuy theo chuong trinh).

b.  Thuc hién dao tao

Phong t6 chirc hanh chinh c6 trach nhiém theo di, gidm sat chuong trinh dao
tao dé phat hién kip thoi nhiing sai sét, khiém khuyét va c6 bién phap khic phuc kip
thoi. Mdi khoa hoc ¢6 cac yéu cau cu thé.

Pio tao tai chd thuong dugc tién hanh tai cac bd phan. Cac can bd co6 trach
nhiém s& bién soan giao trinh, gui tai li¢u cho Phong t6 chire hanh chinh dé xem xét
va trinh Ban Giam ddc phé duyét.

Pao tao ngoai cong viéc, Phong t6 chirc hanh chinh c6 trach nhiém lién hé voi
céc co s& dao tao dé theo ddi tinh hinh dao tao.

C. Théng bdo két qud ddo tao

Két qua ddo tao duoc thong bao cho nhan vién trong va sau qué trinh dao
tao. T4t nhién c6 nhirng phwong phap danh cho nhitng nhan vién khong dap ung
yéu cau hodc vi pham ndi quy. Thong tin khoa hoc s& duoc ghi lai day du trong

két qua dao tao.
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Bang 2.12: Panh gia ciia ngwoi tra 1o ddi véi viéc thuc hién qua trinh dao tao

TT Noi dung Mean
1 | Tai liéu cua cac khoa dao tao danh cho ban rd rang va hitu ich 4.27
2 | Ban danh gia cao kinh nghiém va kién thirc ciia giang vién 3.81

3 Trang thiét bi va co s vat chat cho cac khoa dao tao ctia ban 424
dugc cung cap day du va tot '

4 | Thoi gian dao tao phu hop vdi ban 3.02
5 | Thoti gian dao tao hop ly cho ban 4.02
6 | Ban cam thay hai long v6i chat luong khoa do tao ciia Eurowindow | 3.29
7 | Phuong phap dao tao da dang va tao dong luc cho ban trong 16p hoc 3.30
8 | Ban cam thay hai long v&i ndi dung chuong trinh dao tao 3.45
9 | Ban mudn tham gia cac khoa dao tao khac cua Eurowindow 3.71

10 Ban duoc khuyén khich thyc hién y tudéng cua minh hodc dua ra 401
cac cau hdi trong qua trinh dao tao '

Nguon: Khao sdt cia tdc gia
Vé cac yéu t6 khach quan trong viéc thuc hién qua trinh dao tao, tac gia da
nhan dugc cau tra 10 tich cuc tir nguoi duoc hoi, cu thé 1a vé doi ngili giang vién, tai
liéu va co s& vat chat phuc vu dao tao. N6 duoc thé hién trong 1, 2 va 3 cua bang
trén. Y nghia cta nhirng tuyén bd nay 1a kha cao. 4,27 cho tuyén bd “Tai liéu cua
cac khoa dao tao cho ban rd rang va hiru ich”; 3,81 cho tuyén bd “Ban danh gia cao
kinh nghiém va kién thic cua gido vién” (ty 1& ndy van chua du cao dé trién khai
dao tao cho luc lugng ban hang) va tuyén bd “Trang thiét bi va co sd vat chat cho
cac khoa dao tao cua ban dugc cung cép déy du va tot” 1a 4,24. Ho chirng minh ré“mg
Eurowindow d3 c6 sy chuan bi tot cho viéc dao tao ngudi lao dong. Tuy nhién, can
can nhic k§ ngudn giang vién ca trong, ngoai cong ty dé dap ung nhu ciu dao tao
ctia ngudi lao dong. Nhu d3 trinh bay, dao tao ngudn nhan luc lién quan dén dao tao
k¥ nang thau hiéu, lam hai 1ong khach hang, do d6 k¥ ning giang day cta giang
vién c6 thé chi phu hop véi mot sb dbi twong dao tao.
Vé thoi gian ddo tao, thoi lugng dio tao c6 thé hop 1y, nhung thoi gian dao tao
khong pht hop. Bang trén cho thdy y kién ciia ngudn nhén luc vé ca thoi gian dao

tao va thoi luong dao tao. Khi dugc hoi vé thoi gian dao tao: “Thoi gian dao tao phu
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hop vdi ban”, Gia tri trung binh chi 1a 3,02 vi nhiéu ngudi dugce hoi to ra khong hai
long vé viée chon thoi gian dao tao (39 ngudi khong ddng ¥ va 51 ngudi trong sb ho
gift thai d6 trung lap). C6 thé do mot sé khoa dao tao dién ra vao cudi tuan khién moi
ngudi khong mudn di. Tuy nhién, khi dugc hoi vé thoi lugng dao tao: “Thoi lwong dao
tao phut hop véi ban”. Y nghia kha kha quan 13 4,02 vi c6 khoang 60% sb ngudi duoc
hoi dong ¥ voi thoi lwong cua cac khoa dao tao. N6 cho thiy rang nhitng ngudi duoc
hoi hai long véi thot lugng ctia cac khoa dao tao trude day cua ho.

Khi duoc hoi phwong phap dao tao va ndi dung dao tao, ngudn nhan lrc déu
tra 161 khong tich cuc. Y nghia cho cac tuyén bd vé cac thuat ngir nay 1a 3,30 cho
"Cé4c phuong phap dao tao rat da dang va thic day ban trong hoc tap"; 3,45 cho
“Ban cam thdy hai 1ong v&i ndi dung cua chuong trinh dio tao”. S6 ngudi duge hoi
khong dong ¥ va giit thai d6 trung 1ap 1 kha cao, né chiém hon 50%. D6 1a mot dau
hiéu canh bao cho Phong to chirc hanh chinh. Bén canh diém s6 vé phuong phap
dao tao trong khau thiét ké dao tao, cho thay can c6 sy thay doi ca vé phuong thirc
dao tao va nd1 dung dao tao dé thu hat nguoi hoc.

Tiéu chi: “Ban mudn tham gia cac khoa dao tao khac cia Eurowindow” dat
dugc 3,71 trung binh. N6 c6 thé duge danh gia 13 mot ¥ nghia cao véi tiéu chi nay.
C6 75 ngudi duge hoi chap nhan quay lai cac khoa dao tao cta cong ty. N6 chiém
57% cho thay 1y do cho phan nay c6 thé 1a do ngudi dugce hoi hai long véi giang
vién va thoi gian ddo tao, bai vi phan nay c6 mbi twong quan chit ché véi phan ki
nang, kién thic cua giang vién, ty 1¢ thoi gian dao tao. Tuy nhién, khong c6 mbi
tuong quan gitra dong co dao tao va cac tiéu chi khac.

Tiéu chi: “Ban duoc khuyén khich thyc hién ¥ twong ctia minh hodc dit cau
hoéi trong qua trinh dao tao™ tap trung vao co hoi ma ngudi tra 10i duoc dua ra dé
dong gop vao cac bai hoc. Chi c6 4 ngudi duge hoi bay to suy nghi tiéu cuc vé nhan
dinh nay va 112 ngudi duoc héi cho rang ho cé co hoi tham gia tich cuc vao 16p
hoc. Nhin chung, gid tri trung binh rat cao 1a 4,21. Vi vay, nguén nhan luc b'fmg
1ong v&i van dé nay.

Ttr nhitng phan tich trén cho thiy ngudi lao dong tai Eurowindow hai 1ong véi
viéc trién khai dao tao dua trén mot s khia canh: co s& vat chét, trang thiét bi, tai
liéu va thoi gian dao tao. Piém chuin bi dido tao cao ching to6 Eurowindow ludn
quan tAm dén timg khoa dao tao cho ngudi lao dong khi hd tro ho cac diéu kién chat

luong dé dao tao.
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Mit khac, c6 mot s6 khia canh cdn dwoc xem xét nhu thoi gian dao tao,
phuong phap dio tao, ndi dung dao tao va cac van dé vé giang vién. Piém sd khong
noi réng phuong phap dao tao hién tai, n¢1 dung dao tao hoac giang vién co van dé rét
16n, nhung ky vong ctia ngudi lao dong ddi voi dao tao ngay cang 16n hon. Poi hoi
doi ngii nhan sy va phong t6 chirc hanh chinh can c6 nhiéu su lya chon hon trong
viée dao tao dé gitip ngudi lao dong ciia cong ty ngdy cang c6 dong luc hon.

Nhin chung, bén canh yéu t6 chua hai long vé dao tao, nguoi lao dong van to
ra hao hing véi cong viéc dao tao trong tuong lai ciia Eurowindow. Diéu d6 co
nghia 12 & mot s6 khia canh trong qué trinh ddo tao ctia Eurowindow di thu hut
duoc nguén nhan lyc va tinh tich cuc duong nhu da bu dép duoc tiéu cuc.

2.2.7. Pdnh gi4 két qud dao tao va cong tac si dung nhan lwe sau dao tao

C6 mot s6 phuong phép danh gia dao tao. Tuy nhién, viéc danh gia cho hoat dong
dao tao ngudn nhan luc ciia Eurowindow dua trén mé hinh Kirkpatrick bao gom 4 yéu
t6: Phan tmg, Hoc hoi, Hanh vi, Két qua. Cac cip do nay danh gia nhitng gi moi nguoi
thu dugc tir viéc hoc va cach hoc tap anh huong dén hanh vi cta ho trong cong viéc.

Pé danh gia két qua dao tao ngudn nhan lyc cia Eurowindow tai Ha Noi, Phong
t6 chire hanh chinh da st dung dir li€u thu thap duoc tir khao sat dé danh gia dao tao:
Bang 2.13: Panh gia ciia ngwoi tra loi ddi véi Panh gia két qua dao tao va cong

tac sir dung nhan lwce sau dao tao

TT Noi dung Mean

. Ban duoc yéu cau danh gia moi khoa dao tao sau khi no duoc -~
trién khai '

) Sau mdi khoa dao tao, ban duoc kiém tra dé danh gia nhiing gi 395
ban da duoc hoc '

Sau mot khoang thoi gian khi ban két thic khoa dao tao, ban s&
3 | dugc dénh gia dé danh gia xem ban co thay ddi gi trong viéc thuc 3.12

hién nhi¢m vu do tham gia khoa dao tao dé khong

4 Ban nghi minh tién bd hon sau khi tham gia cac khéa ddo tao cua 341
Eurowindow '

. Céc khoa dao tao tai Eurowindow dd gitip ban hoan thanh xuét 338
sdc nhiém vu ctia minh '

Nguon: Khao sat cua tac gia

53



a.  Phan ung

Danh gia két qua dao tao trong phan tng dugc thyc hién mét cach yéu 6t. Cau
tra 101 cho tuyén bd: "Ban duoc yéu cau danh gia mdi khoa dao tao sau khi n6d dugc
thue hién" 1a bang ching khi gia tri trung binh cua ciu nay chi 1a 2,84 rét thip. 37
nguoi duge hoi cho biét ho duoc hoi nhung tan suét khong cao; chi c6 41 nguoi
duoc hoi ¢6 cau tra 101 tich cuc cho nhan dinh nay. Va 55 nguoi dugc héi cho théy
rang khong bao gid duoc hoi vé van dé nay. Cho thiy van dé nay thuong khong co
trong danh gia dao tao.

b. Hoc tip

Kiém tra dao tao dugc nhian manh dang ké so vai phan hdi dao tao, nhu thé
hién 1o trong bang trén. Ddi véi cau: “Sau mdi khoa dao tao, ban duge kiém tra dé
danh gia nhiing gi ban da hoc dugc”, gia tri trung binh 1a 3,95 kha cao. 89 trong
tong s6 ngudi dugc hoi dong ¥ rang ludn ludn yéu cau phai co mot bai kiém tra vao
cudi khoéa dao tao. 37 nguoi dugce hoi tin réng ho chi c6 mdt bai kiém tra trong mot
vai khéa dao tao. Va chi ¢ 7 ngudi duoc hoi noi rang ho khong bao gio co bat ky
bai kiém tra ndo. Piéu d6 chung t6 Eurowindow da chu y dén viéc ngudi lao dong
tiép thu dugc bao nhiéu kién thirc hon 1a mac do hai long cua ho véi khoa dao tao.

Sau mdi khoa dio tao, giang vién sé truc tiép danh gia chat luong cua ting
nhan vién va giri vé Phong t6 chirc hanh chinh. Truong phong t6 chic hanh chin
cling cac co sd dao tao s& xét cap chimg chi cho cac nhan vién hoan thanh t6t khoa
hoc, dat két qua cao va khong vi pham noi quy, quy ché.

c. Hanhvi

Khi dugce hoi vé viée liéu ngudn nhéan luc co thuong duge danh gia bang cach
thay doi thyc hién cac cong viée trong mot khoang thoi gian sau khi duoc dio tao hay
khong bang cau: “Sau mot khoang thoi gian khi ban két thuc khoa dao tao, ban s& duoc
danh gi4 xem ban c6 bat ky thay ddi nao trong viéc thuc hién nhiém vu do tham gia
khéa dao tao d6”. Két qua khong nhur mong doi vi gia tri trung binh ciia hé s6 nay chi
la 3,12 c6 nhiéu tranh cai trong nhan dinh nay khi ty 16 & mdi cip d6 déu c6 ty 1é cao.
C6 53 ngudi dugc hoi dong y rang cac khoa dao tao gitip ho nang cao k§ nang va kién
thue trong thuc hi¢n nhi€ém vy. Tuy nhién, 43 nguoi duge hoi cho rr:ing tdc dong cua
khoa dao tao khong nhiéu trong qua trinh 1am viéc ciia ho. Va 37 ngudi duoc hoi da tir

choi gié tri ciia cac khoa dao tao ma ho da tham gia dé thyc hién nhiém vu cua minh.
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Mic du ty 1& dong ¥ 14 cao nhat nhung nhin chung, dé c6 dwoc danh gia chinh xac s&
can nhiéu thoi gian hon trong viée thuc hanh nhiing gi da hoc.

d.  Kétqud

Cau hoi: “Ban nghi minh da tién bd hon sau khi tham gia cac khoa dao tao cua
Eurowindow” nhan dugc nhiéu phan hoi trai chiéu. Trung binh cta hé sé nay la
3,41 khong du cao.

Dbi véi cau hoi: “Cac khoa dao tao tai Eurowindow di gitip ban hoan thanh
xudt sic nhiém vu cia minh”, gia tri trung binh chi 1a 3,38 kha thip. 57 ngudi dugc
hoi dong y va rit déng ¥ rang viéc dao tao di gitip ho hoan thanh xuét sic nhiém vu
ctia minh. 50 ngudi trong s ho trung 1ap vé viée liéu thanh cong ctia ho trong cong
viéc ¢6 phai do duoc ddo tao hay khong. Piéu quan trong, 26 ngudi duoc hoi phan
d6i ¥ tuong dao tao ngudn nhan lyc. Ho tin rang viéc dao tao khong gitp ho hoan
thanh nhiém vu cong viéc.

Nhin chung tir cac phén trudc Eurowindow dugc danh gia tdt vé mat hoc tap,
nhung vé phan tng, hanh vi va két qua dao tao can cai thién mot s6 diém. Tém lai,
Eurowindow duoc danh gia gidng nhu cac cong ty khac khi chii yéu tap trung vao
viéc kiém tra két qua hoc tap qua phan tmg ctia ngudi hoc, thuc hanh 1au dai. Trén
thuc té, nhitng kién thirc dugc kiém tra ngay sau khi két thiic khéa dao tao co thé
khong hitu ich hodc khong chinh xac néu khong ap dung vao cong viéc thuc té.

Theo bai phong van sau voi Trudng phong t6 chirc hanh chinh, dng cho biét chat
lwong hoc vién c6 thé duoc danh gia bang cach 1am bai kiém tra cudi khoa, tuy nhién
sau thoi gian dai quan sat, phuong phap nay khong hi¢u qua trong moi thoi gian. Boi vi
bai kiém tra kién thtrc va k¥ ning ciia nguoi lao dong sau khi hoc 1a vé kha nang nhan
thirc cua ho, viéc ap dung céc kién thire - k§ nang nay vao cong viée thuc té.

Vi vdy, danh gia dao tao 14 qua trinh 1au dai va can c6 su lién két cta cac bod
phén trong cong ty.

2.3. Panh gia chung vé cong tic dao tao ngudn nhan luc tai céng ty co
phan Eurowindow
2.3.1. Két qud dat dwoc

Trong thoi gian qua, Eurowindow d3 nang cao nhan thirc vé cong tac ddo tao

nang cao chat lugng ngudn nhan lyc nén cong ty di tao diéu kién thuan loi cho cong

tac dao tao va da thu dugc nhitng két qua nhét dinh.
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Cong ty c6 chuong trinh dio tao gdm 7 bude. Cong ty ¢ mot sd van ban quy
dinh lién quan dén dao tao nguff)n nhan luc.

Cong ty di can clr vao yéu cau thuc té cta hoat dong san xuat kinh doanh dé
xéac dinh nhu cau dao tao cua ho. Vi vay, sau khi tham gia khoéa dao tao, nguén luc
ctia cong ty da hoan thién hon vé kién thirc va k¥ ning. Vi vy, viéc dao tao ngudn
nhan luc di gop phan nang cao hiéu qua hoat dong san xuit.

Khi xac dinh nhu cau ddo tao ctia ngudén nhan luc, cong ty da két hop gitta nhu
cau ddo tao ctia cac b phan trong cong ty.

Cong tac kiém tra, giam sat qua trinh dao tao dugc t6 chue khé cu thé, toan dién.

Qua céc nam, lugng nguoi dao tao tang 1€n thi chi phi dao tao cling tang theo.
Tuy nhién, cong ty da c¢b gang hét sirc dé dam bao cac khoan trg cip cho giang vién
va nhan vién. N6 khuyén khich, thiic day cac can bd va nhan vién ctia cong ty tham
gia vao chuong trinh dao tao.

2.3.2. Ton tai va nguyén nhan

Qua qué trinh nghién ciru thuc té va thu thap thong tin tir cac ngudn khéc
nhau, chiing ta c6 thé thiy ring cong tac dao tao ngudn nhan lyc cta cong ty van
con nhiing ton tai can khac phuc:

Vé danh gia nhu cau dao tao: Bi dong va thiéu linh hoat trong viéc xac dinh
nhu cau dao tao: cong ty chi can cir vao ké hoach kinh doanh hang nim dé 1ap ké
hoach dao tao nguén nhan lyc. Vi vay, néu tinh hinh san xuét kinh doanh cua cong
ty co sy thay doi dot ngot s& 1am cho cong tac ddo tao thay ddi. Viée xac dinh nhu
cau dao tao chu yéu dua vao phan tich tinh hinh san xuét kinh doanh, chua cha
trong phan tich ngudn nhéan luyc. Phan tich cong viée chii yéu tap trung vao cac yéu
cu ddi v6i nhan vién ma chua thuc sy chu trong dén ban mé ta cong viéc.

Céc nhan vién cua cong ty duoc xac dinh va lga chon dé dao tao theo danh gia
cua cac nha quan ly, cac nha lanh dao. Do do6, vi¢c lya chon s€ phu thude nhiéu véao
¥ kién chil quan ciia cac truong phong bo phan.

Vé thiét ké hoach dao tao: do sy thu dong, thiéu linh hoat trong vi¢c xac dinh
nhu cdu ddo tao va thiéu cac phuong thirc dao tao.

Vé xay dung chuong trinh dao tao: Van dé giang vién: Viéc tuyén chon giang
vién tham gia giang day con nhiéu bt cap. Giang vién tir cdc trung tim gido duc cd

thé khong phu hop v6i phuong phap cta chuong trinh dao tao trong cong ty.
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Vé trién khai dao tao: Thoi gian ddo tao con chua phu hop. Doi khi thoi gian
dao tao dugc dit vao nhirng khoang thoi gian ban ron trong nim nén khién nguoi
lao dong khong & trang thai san sang dao tao nhat. Hon nita, thiéu dong lyc dao tao
cho ca gidng vién va hoc vién: Trong qua trinh dao tao, cong ty da tai tro dao tao
cho tirng nguoi, mdi budi hoi thao, hoi nghi hay 16p hoc trong cong ty, nhan vién
phu trach dao tao déu trang bi ddy du nudc udng, d6 in nhe trong gidr giai lao. Tuy
nhién, cong ty khong c6 chinh sach dong vién cu thé cho nhan vién 1a giang vién va
thuc tap sinh. Diéu nay khién nhan vién khong hing hai 1am viéc ma cam thiy ap
luc cao, nhan vién khong chi dong hoc hoi ma lam theo quy hoach cta cong ty nén
hiéu qua dao tao chua cao.

Vé danh gia dao tao: Can cai thién hé théng danh gia: Hiéu qua dao tao chua
thue sy tot. Viée danh gia két qua chuong trinh boi dudng chua khoa hoc, rd rang vi
chi dya vao danh gia chil quan cia giang vién. Khong c6 hé thong danh gia chi tiéu,
dinh lugng. Cong ty chi thuc hién tdt giai doan cudi cac khoa dao tao béng cach td

chtrc thi tuyén.
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CHUONG 3:
GIAl PHAP HOAN THIEN CONG TAC PAO TAO
NGUON NHAN LUC TAI CONG TY CO PHAN EUROWINDOW

3.1. Pinh hwéng phat trién cia cong ty co6 phan Eurowindow dén nim 2025

Eurowindow ludn phan d4u, gitt vitng vi tri 1a nha cung cip giai phap tong thé
vé clra va cra s6 hang dau Viét Nam voi chat lugng san pham va dich vy chuyén
nghiép. Eurowindow gin loi ich ctia minh véi loi ich chung cua x3 hoi, gop phan
bao vé moi trudng. Pé 1am duoc diéu d6, Ban lanh dao yéu cau mdi nhan vién phai
nd luc, ¢6 trach nhiém véi cong ty, cong dong va xa hoi.

3.1.1. Chién lgc phét trién kinh doanh

V6i chat lugng san pham va dich vu chuyén nghiép, loi ich gan lién vai loi ich
chung cua x3 hoi va gop phan bao vé moi truong, Eurowindow cam két cung cap
cho khach hang nhiing san pham c6 chét lugng tot nhat.

Cong ty chu trong dén viéc da dang hoa san pham. Bén canh d6, Cong ty da
nghién ctru, ché tao cac san pham méi c¢6 nhidu vu diém, giam gia thanh nham dat
muc tiéu bao phu thi truong. Cong ty c6 hé thong vach nhom 16n cho cac toa nha
cao tﬁng, céc loai hinh kién trac cong nghé cao, khong gian rong, tam nhin rong nhu
cao dc vin phong, trung tdm thuong mai, chung cu. Ngoai san pham ctra gd tu
nhién, Eurowindow con ¢ san pham cira gd ghép thanh MDF, HDF pha mot 16p gd
mong mang dén vé dep ty nhién cho san pham.

Dau tu ding hudng va phat trién hiéu qua cac dong san pham di gop phan gitp
Eurowindow mé& rong thi phan. Sau khi ddt van phong va showroom tai Yangon -
Myanmar vao nim 2017, Eurowindow s& tién hanh dau tu san xuit va chuyén giao
cong nghé, nham ddy manh xuat khau san phdm sang thi trudng ndy trong thoi gian toi.
3.1.2. Muc tiéu, phét trién nguén nhan luc cia cong ty

bé dat duogc muc tiéu san xuit kinh doanh, Eurowindow phai str dung hié¢u
qua cac nguodn lyc ctia minh va xac dinh day 14 yéu t6 quyét dinh su phat trién bén
virng cua cong ty.

Tiép tuc duy tri mdi truong lam viée than thién, coi md cho ngudn lyc. Xay
dung méi trudng 1am viéc canh tranh lanh manh, gép phan thuc day tinh than cau
tién cua nguén luc. Tao diéu kién 1am viéc t6t nhit cho nguén nhan lyc véi cong

nghé hién dai, thong tin mgi nhat.
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Tiép tuc su dung phﬁn mém hoach dinh Nguén lyc Doanh nghiép (ERP) dé
nang cao hiéu qua quan ly. Dong thoi, xay dung hé thdng quy trinh quan 1y chuan
nham quan 1y cac nguén luc: nhan sy, tai chinh, san xuét, ban hang mot cach hi¢u
qua va chit ch&. No gitip cong ty giam chi phi, ting ning suit lao dong va ning cao
nang luc canh tranh.

Theo d6, dén nam 2025, Eurowindow dat muc tiéu dao tao nguén nhan luc, d6 la:

+ Pao tao phu hop véi nhu cau thuce té, timg budc xay dung phuong phap do
ludong nhu cau dao tao chinh x4c hon, cai tién quy ché, cap nhat tai liéu dao tao dua
trén mo ta céng viéc ma ngudn nhan luc cd du ning lyc vé trinh do, k§ ning dap
g yéu cau cia cong ty .

+ Pao tao ngudn nhan luc ¢6 ¥ thirc to chirc ky luat, chdp hanh noi quy, quy
ché cua cong ty.

Pé dat dugc nhitng muc tiéu ndy, cong ty di dé ra mot so6 phwong hudng dén
nam 2025, cu thé:

+ Cai tién quy trinh dao tao nguén nhan luc dap tng yéu cau cua cong ty.

+ Nang cao nang luc cho can bg lam cong tac dao tao.

+ Tang cudng su hop tac gitta cac bd phan trong cong ty dé viéc dao tao dugc
t6t hon.

+ Str dung cac tién b clia cong nghé thong tin vao cong tac dao tao.

Vé phuong phép dao tao:

+ Pao tao ndi bd: cai tién phuong phap dao tao hién tai, xac dinh ddi tuong
dao tao chinh xac va co chinh sach cu thé cho timg d6i tuong.

+ DPao tao bén ngoai: co chién luoc dai han dé gilt va thu hat nhan tai.

Vé nang lyc cta hé théng dao tao doanh nghiép:

+ Du b4o chinh x4c nhu ciu dao tao: du bdo nhu cdu dao tao nham xac dinh
nhu cdu dio tao cu thé trong thoi diém, thoi ky hodc xu huéng phat trién trong
tuong lai nham dap mg yéu cau thyc hién cong viéc voi nhiing yéu cau cu thé vé
trinh d9, kién the, k¥ nang va kinh nghiém.

+ Pua ra cac muc tiéu dao tao cu thé: muc tiéu cu thé thuc déy nhiing nguoi
tham gia va thuc hi¢n dao tao.

+ Xay dung chuong trinh dao tao hop ly va phuong phap dao tao da dang:

Thay d6i phuong phap dao tao va phuong phap giang day phu hop véi thuc

tién. C6 nhiéu chuong trinh dao tao chi soan ndi dung bai giang, khong co phan
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thuc hanh, bai tdp tinh hudng nham kich thich tu duy, sing tao va tinh doc lap cia
ting nhan vién.

Nang cao chét lugng danh gia dao tao: cAn x4y dung cic tiéu chi ctia hé
thdng danh gia dao tao. Cac tiéu chi phai dugc nghién ciru cu thé, ti mi dé c6
hiéu qua cao nhit.

3.2. Cong tac kiém soat nham hoan thién dao tao nguén nhan luc caa
cong ty c6 phan Eurowindow
3.2.1. Hoan thién cong tac xay ké hoach dao tao

Xéc dinh nhu cau dao tao cua nguén nhan lyc 1a bude dau tién va cling 1a budc
quan trong nhat trong qua trinh ddo tao. Vi vy, néu khong thuc hién tét c6 thé gay
ra nhitng hau qua khong thé khac phuc duge va lang phi. Viéc xac dinh nhu ciu ddo
tao trong cong ty c6 nhitng bt cap, chu yéu dua vao phan tich t6 chirc. Cong ty
cling c6 phan tich cong viéc va phan tich ca nhan, tuy nhién nhitng phan tich nay
kha so sai. Vi vay, khi xac dinh nhu cau dao tao, cong ty can luu ¥ mot sb diéu sau:

Phan tich td chirc: Can cir vao tinh hinh, ké hoach san xuét kinh doanh cta cong
ty trong dai han it nhat 1a 5 nim. Yéu cau lao dong 13 bao nhiéu? Lam thé nao vé trinh
dg, k¥ nang cua ho? So sanh véi s6 lao dong hién co, k¥ nang lao dong va lao dong
thay thé (nghi huu, tai nan lao dong, mét kha nang lao dong...) dé xac dinh dja diém
nao can dao tao thém. C6 giai phap kip thoi dé can nhic giira viée tuyén dung bén
ngoai hodc dao tao thém lao dong. Muc ti€u cua Eurowindow trong nam 2021 1a tiép
tuc duy tri vi thé dan dau thi truong trong nude va dinh hudng mé rong thi phﬁn,
chuyén giao cong nghé sang cac nudc dang phat trién trong khu vuc nhu Myanmar,
Lao, Campuchia... dic biét 1a Myanmar, mét trong nhig thi truong tiém ning dang
phat trién. Déng thoi, xuét khau sang mot s6 nuéc nhu Nhat Ban, Uc,... Vi vay can
cung cb va nang cao kién thirc, trinh 6 ngoai ngit va mé rong diéu kién kinh doanh.

- Phén tich cong viéc va phan tich ca nhan 1a rat quan trong. Phan tich cong
viée 1a xac dinh cac yéu cau vé kién thirc va k¥ ning can thiét dé thyc hién cong
viéc. Khi xac dinh dugc cic yéu cau va k¥ ning can thiét ma ngudn nhan lyc can
c6, két hop v6i viée phan tich tig c4 nhan vé trinh d6 chuyén mon va danh gid tinh
hinh thyc hién cong viéc thuc té dé xac dinh nhiing tdn tai yéu kém cua tirng nhan
vién. Sau khi xac dinh dugc diém yéu, hay tién hanh tim ra nguyén nhan chinh. D6
1a do thiéu kién thirc, k§ nang hodc thiéu dong luc tir cac van dé lao dong, diéu kién

lam viéc, ... Néu nguyén nhan 1a do thiéu kién thirc va k¥ ning thi dao tao 1a giai
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phap. Cong ty can xac dinh dau 1a kién thire, k§ ning duoc dao tao? Nhitng ngudi
can duogc dao tao? Néu do cac nguyén nhan khac, cong ty ciing can co bién phap
giai quyét dé dat hidu qua cong viée tot hon. D6i voi nhitng ngudi da hoan thanh tét
cong viéc cuia minh, ciing nén xem xét kha ning phat trién cia ho trong twong lai dé
1én ké hoach do tao cho nhiing cong viéc c¢6 yéu cu cao hon.

Nhu vay, dé dat duoc nhitng viéc 1am trén, cong ty can lam tt cong tic quan
1y con nguo1 trong cong tac phan tich cong viéc.

Cong ty bay gio chi c6 giao nhiém vu cho tirng cd nhan. Ban giao nhiém vu
gidng nhu ban mé ta cong viéc. Ngoai ra, cac yéu cau vé hiéu suat va tiéu chuan
hiéu suat kha kém.

Cong ty c6 thé st dung cac phuong phap sau dé thuc hién phan tich cong viéc:

+ Quan sat: 1a phuong phdp ma cac nha nghién ctru s€ quan sat mot hodc mot
nhom nhan vién lam viéc va ghi lai qua trinh thyc hién. Nguoi huéng dan dau tién
quan sat cong viéc dang dugc thuc hién béi nhan vién mot cach can than va co hé
théng. Néu nguoi huéng dan c6 mot tai liéu mo ta chi tiét cac nhiém vu cua cong
viéc (ban mo ta cong viéc), no co thé duoc str dung nhu mot huéng dan dé xac dinh
su khac biét gitra cong viéc thuc té va cong viéc duoc yéu cau.

Céan bd dao tao da chi ra su khac biét gitta yéu cau cong viéc vdi cong viéc
thue té va nhitng thiéu sét cta ki ning cong viée. Can bd dao tao c6 thé s dung
bang sau dé ghi lai nhirng quan sat cta ho:

Bang 3.1: Bang so sanh giira yéu cau lam viéc va thuc té cong viéc

TER:uennenniiiiiiiiiiiiineineannnns Ngwoi QUAN SAL:.eieiiiiiiiiiiiiiieineeneennnnns
Bo phdn:..coovviiieiiiiiinnnn, NOAY eeeeernreeneeraneenncensecnsensecnscnneen
Yéu cAu cong viéc Thuc té Khoang cach giira yeu

cau va thuc te

NRIEM VU ceeiiiiiiiiiiiiinennnns

. L o . |Ky nang con thiéu hoic
Ky ndng can thiét:........................ K¥ néng thuc te . o
can cai thién

g VN . |Kién thic con thi€u hodc
Kién thirc can thiét:.................. Kién thuc thyct€é | .
can cai thién

biém can thi€t|Quan diém thiéu hodc can
biém can thiét va cong viéc:............ gita thuc té va|cai thién

cong viéc

Nguon: Tdc gid tong hop

61




+ Phong van: Sau budc quan sat, giang vién phong van nhan vién dé hiéu rd
hiéu qua cong viéc cua ho va cling xac dinh hd so cta nhan vién dao tao. Sau do
nhan vién dao tao tra 101 vao cot “Khoang cach gitta yéu cau va thuc t€” dé thé hién
nhu cau dao tao cta nhan vién.

Hon nira, viéc xac dinh nhu cau dao tao ciing phai dya trén nguyén vong cua
ngudi lao déng. Nhén vién 14 ngudi hiéu rd nhitng kién thie va k§ ning con thiéu.
Cong ty ciing da thyc hién dang ky nhu cau dao tao cho timg bo phan va gui 1én
Ban Giam ddc phé duyét. Nhung néu cong ty chi dong tao bang cau hoi thi viée xac
dinh nhu cdu s& mang lai két qua t6t hon. Bang cau hoi dugce phét cho ting nhan
vién tra 101, sau d6 gui vé Phong t6 chic hanh chinh tong hop, ddi chiéu, xem xét
hai co so néu trén. Sau do, chung dugc giri dén Hoi dong quan tri dé phé duyét.

3.2.2 Hoan thign viéc xay dung cdac chwong dao tao, lwa chen hinh thic
dao tao va phwong phdp dao tgo phu hep

MJdi phuong phép dio tao déu co nhitng diém manh va diém yéu riéng, vi vay
cong ty can van dung linh hoat cic phuong phap. Str dung phuong phap bdi dudng
chua linh hoat, chua cong bang & mot trong nhiing nguyén nhan gay nham chan vai
gido vién va nguoi lao dong. Dan dén hiéu qua dao tao khong cao.

bao tao hoi nghi, hdi thao tang cuong trong cong ty voi quy mo phu hop (20
- 30 nguoi). Cong ty nén uu tién lya chon cac linh vuc cong viéc thuc hién kém
hiéu qua dé trao d6i kinh nghiém, kién thirc chuyén mon, tim ra diém yéu va cach
khéc phuc. Trong qua trinh hoi thao, cong ty nén st dung cac phuwong tién hién dai
nhu may chiéu, thiét bi am thanh theo yéu cau, ... Phuong phap nay nén dugc ap
dung thudng xuyén, luan phién v6i can bd cong nhan vién trong cong ty dé dat
hiéu qua cao.

Tang cudng str dung may tinh két ndi Internet 13 phurong tién lam viéc va cong
cu hoc tap. Cong ty huéng din, cung cép cho hoc vién chwong trinh hoc théng qua
cac tai liéu truc tuyén dé nhan vién c6 thé cap nhat luong 16n thong tin tiét kiém ca
thoi gian va chi phi di lai.

Tang cuong dao tao k§ nang giai quyét van dé va dam phan cho nhan vién, vi
du: Trong cac budi hoc, giang vién co thé dua ra mot s tinh huéng thao luan dé hoc

vién 1am quen voi thuc té t6t hon, c6 phuong phap linh hoat va chi dong.
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Bén canh viéc da dang hoa cic phuong phép dao tao, cic cong ty can da dang
hoa cac ndi dung dao tao. Cac cong ty can ap dung linh hoat cac phuong phap dao
tao khac nhau, tranh 4p dung cing nhic mot vai phuong phap. Tuy nhién, dé cong
tac dao tao nguén nhan lyc thuc su thanh cong thi du ¢ hinh thirc nao, Phong Nhan
sy cling can thuc hién tét.

3.2.3 Hoan thién quy trinh thuc hién dao tao tai cong ty

Truéc hét phai xac dinh rd muyc ti€éu dao tao. Hon nita myc ti€u nay phai la dé
phuc vu phuong huéng phat trién cua Cong ty. Dé thuc hién tét muc tiéu, trude hét
Cong ty phai xay dung dugc bang mo ta cong viéc, bang phan tich cong viéc tuong
g véi timg vi tri, chitc danh cu thé & Cong ty. Tir d6, danh gia xem nhan vién lam
viéc tai vi tri d6 da dat yéu cau chua, néu chua thi nhat thiét phai co ké hoach dao
tao ngay. Xac dinh nhu cau va xay dung ké hoach dao tao.

Péanh gia két qua dao tao phai khach quan, tranh chay theo sé luong, cc
doanh nghiép thuong st dung céc chi tiéu nhu:

S6 luong dao tao: S6 khoa dao tao theo cac loai hinh, s hoc vién tham gia
tung khoa va téng s6 hoc vién da duoc dao tao.

Chat lugng dao tao: Chat lwong ndi dung chuong trinh dao tao qua dénh gia
ctia hoc vién, cia can b chuyén trach, chat luong co sd vat chét, chat lugng gido
vién, cong tac quan ly dao tao.

3.2.4 Hoan thign cong tac kiém tra gidm sat hoat déng dao tao tai cong ty

Phong t6 chtc hanh chinh nén xay dung mot hé théng danh gid tac dong cua
viéc ddo tao mot cach chi tiét va chinh xac. Viéc danh gia hiéu qua dio tao ciia cong
ty sau mdi khoa hoc chua thuong xuyén va chi dimg lai & viéc nhan xét két qua dao
tao ctia hoc vién thong qua bang diém, chimg chi, vin bang hodc dua trén nhan xét
cht quan ctia can bd quan 1y. Co6 thé thdy cong ty chua thuc hién tét viée danh gia
hiéu qua dao tao. Vi vy, thoi gian t&i cong ty can xay dung hé thong phan hdi tét,
dam bao do tin cdy cua két qua danh gia.

Hi¢u qua dao tao dugc danh gia & cac mic do khac nhau ddi véi mdi bén va
céc cong cy tuong ung. Cong ty c6 thé tham khao mot s6 phuong phap ap dung cho

mo hinh danh gia trong danh gia dao tao:
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Bang 3.2: Viéc 4p dung mé hinh danh gia Bon cap dé caa Kirkpatrick

Cép d4| Loai danh gia M0 ta danh gia Phwong phap danh gia

Moi nguo1i thich chuong trinh A .
(¢D) Phan ung . Bang cau hoi
hoc nhu thé nao?

Kiém tra, Nghién ctu

2 Hoc ta Hoc gi? ,
@) e P 9 dién hinh

. ) Ngudi hoc ung dung duoc gi , . )
3) Hanh vi o ] ] Két qua lam viéc
vao cbng viéc sau khi dao tao?

, Doanh nghiép thu dugc gi tir | Phén tich chi phi va
4) Keét qua i ) _,
viéc dau tu vao dao tao? loi ich

Nguon: Téc gid téng hop

Véi mé hinh danh gia nay, cong ty phai xdy dung céac tiéu chi cu thé cho cong
cu danh gia nhu dé do luong hiéu qua cong viéc, cong ty phai xdy dung thang diém
cho ting tiéu chi vé thyc hién cong viée va gin diém danh gia vao timg tiéu chi, tir
d6 méi danh gia duge nhan vién. ti 1¢ bao nhiéu diém dé thé hién minh da lam tot
nhirg phan nao. Viéc xdy dung va danh gia cac tiéu chi ndy do can bd dao tao va
can bd quan 1y cac bd phan thuc hién.

Mire do (1) va (2) c6 thé duoc danh gia ngay trong qué trinh dao tao.

Murc 4o (3) va (4) chi co thé duoc thuc hién sau qua trinh dao tao.

Viéc danh gia chat lugng trong cong ty dua trén cac ching chi, vin bang cia
timg khoa hoc. Dé viéc danh gia nay duoc chinh xac va khach quan, cong ty can luu
¥ mot s6 van dé nhu: Yéu cau giang vién c6 sy chuan bi tot vé thong tin boi dudng
va cac kién thirc lién quan, bao dam va cham thi nghiém tic, khong gian lan.

Tuy nhién, ddi voi nhan vién méi, nhan vién dao tao tham khao y kién cua
nguoi quan ly vé su cai thién, han ché cta ho sau qua trinh dao tao. Cong ty nén co
mAau danh gia cho ddi twong nay chir khong phai mau danh gia thong thuong ma
cong ty st dung cho nhirng nhan vién khéc.

3.2.5 M4t sé gdi phap khac

a.  Doi véi nguoi quan Iy triee tiép

La ngudi quan 1y truc tiép, ho nén cha dong quan sat, trau ddi k§ ning danh
gia nhu cau ddo tao cia bd phan. Tu do, tién hanh phan tich t6 chuc va phan tich ca

nhan duéi su hudng din va gitip d& cua Phong t6 chie hanh chinh.
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Pong thoi 1am tdt cong tac giam sat, danh gia hiéu qua cong viéc ciia ngudn
nhan lyc. C ging giam bot danh gia chu quan hodc cam tinh trong coéng viée. Day
khong chi 14 nhitng yéu cau giup cho cong tac dio tao dat hiéu qua ma con 1a diéu
kién dé moi hoat dong quan 1y, san xuat kinh doanh dat hiéu qua. Nguoi quan Iy da
theo sat cong viéc va don déc nhan vién dé cé thé hiéu cong viéc, hiéu nhan vién,
danh gid cong viéc dugc chinh xac. Pay la co s& dé x4c dinh nhu ciu dao tao va
danh gia hi¢u qua dao tao.

Khi chap nhin nhitng nhan vién tham gia dao tao, ngudi quan 1y cling can sap
xép lai cong viéc trong bd phan, bd tri nhiém vu cia nhiing nhan vién dang duoc
dao tao mot cach hop ly cho nhiing nguo1 con lai trong bo phan, ho thay phién nhau
cham cong lao dong, dé khong 1am gian doan cong viéc trong bo phan. Uu tién veé
thot gian, nhiém vu cong viéc cho nguoi dugc cir di dao tao.

Sau khi ddo tao, nhan vién can dugc tao diéu kién lam viéc dé ap dung cac
kién thirc va k¥ nang da dugc dao tao vao cong viéc. Vi vay, su hd trg cua nhirng
ngudi quan 1y truc tiép co tac dong rat 16n dén ngudi lao dong.

b.  Déi véi phong t6 chirc hanh chinh

Dao tao nguén nhan lyc 1a sy dau tu vé 1au dai nén trach nhiém cua Phong to
chtrc hanh chinh 1a phai xay dung chién luge dao tao rd rang, cu thé cho ca ngén
han va dai han. Chién lugc cu thé 1a kim chi nam dé x4c dinh muc tiéu va tiéu chi
ctia cac khoa dao tao, nhat 13 trong diéu kién kinh té, xa hoi thay d6i va hé thong
quan ly nha nudc lién tuc dugc thay thé. Vi vay, dé nguén nhan luc dao tao theo kip
su thay doi, Phong to chirc hanh chinh can thuong xuyén ra soat cac tai liéu, bo
sung céc tidu chi méi trong cic biéu mau, huéng dan hodc co thé tién hanh xay
dung lai céc tai li¢u khong con phu hop ... Piéu d6 lam cho viéc dao tao co tinh sat
thuce cao. ..

Phéi hop chit ch& v6i bo phan chuyén mon trong timg giai doan dao tao tir xac
dinh nhu cau dao tao, theo ddi tién do dao tao, danh gia dio tao va rit kinh nghiém.
Té)ng quan vé qua trinh dao tao nguén nhan lyc, trach nhiém chinh thudc vé Phong to
chirc hanh chinh, vi vy can chii dong phdi hop véi cac phong ban. Sau khi két thiic
mdi khoa hoc, Phong t6 chirc hanh chinh can khan truong danh gi4 timg khoa dao tao;

dé rat kinh nghiém cho nhitng 1an dao tao sau va c6 thém nhimg loi ich hitu hinh.
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KET LUAN

Ngudn nhan luc cd vai trd ngay cang quan trong, quyét dinh sy thanh cong
hay that bai caa mot doanh nghiép. Kha ning cua con ngudi 1a vd han, cho nén
mdi mot doanh nghiép can phai chd trong dén viéc phat huy yéu té con ngudi. Mot
trong nhitng bién phap dic biét quan trong nham phét huy hét kha ning ctua nhan
vién, ting cuong su cdng hién cua ho dbi véi doanh nghiép chinh 1a cong tac dao
tao nhan lyc. Nhan thic dugc tim quan trong d6, Cong ty c¢d phan Eurowindow da
rat chd trong dén cong tac dao tao nhan lyc cho ngudi lao dong néi chung va nhan
vién noi riéng théng qua céc chinh sach, khuyén khich nhan vién nang cao trinh do
nham tao ra dugc mot doi ngii nhan vién c6 trinh 46, chuyén mén, gan b6 véi Cong
ty, hang hai, nhiét tinh trong cong viéc. Trong thoi gian vira qua, cong tac nay da
dat duoc nhiéu thanh tyu dang ké, tuy nhién van con nhiéu mat con han ché dan dén
két qua 1am viéc chua cao.

Hoc vién da nghién ctru va tim hiéu thuc trang cong tac dao tao ngudn nhan
luc tai Cong ty cd phan Eurowindow, ban luan van da thuc hién nhitng ndi dung cha
yéu sau:

Luan vin da trinh bay khéi quat, hé théng hoa céc Ii luan co ban vé dao tao
ngudn nhan luc, trinh ty xay dung mot chuong trinh dao tao va cac nhan té anh
huong.

Luan van di tién hanh nghién ciu va phan tich thuc trang cong tac dao tao
ngudn nhan lyc tai Cong ty c6 phan Eurowindow, da chi ra nhiing két qua dat duoc
va nhitng ton tai han ché trong cng tac dao tao nhan luc cua Cong ty.

Trén co s& nhitng han ché hoc vién xin dwa ra mot sé giai phap nham hoan
thién cong tac dao tao ngudn nhan lyc théng qua céc giai phap vé cong tac dao tao
ngudon nhan luc tai Cong ty co phan Eurowindow. Tuy nhién, do gidi han vé thoi gian,
pham vi nghién cru, han ché tam nhin cua tac gia nén chic chan luan van khong thé
tranh khoi nhitng khiém khuyét, thiéu sét va can dugc nghién ciu, bo sung va tiép tuc
hoan thién. Vi vay, hoc vién rat mong nhan duoc su déng gop, bo sung, sira doi cua

thay ¢ dé hoc vién cd thé hoan thién hon nita luan vian thac si nay.
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PHU LUC 2:
MAU CAM KET PAO TAO

Cam két thuc hién nhirng diéu sau:

1. Chap nhan noi quy cia 16p hoc

2. Tham gia day du 16p hoc. (Néu vang mat phai co don xin nghi hoc ¢6 xac nhan
cua Truong phong Nhan su hodc ngudi quan Iy truc tiép dang trén Phong Nhan su)
3. Sau khi két thiic khoa dao tao, s& 1ap ké hoach ung dung cac noi dung da dao tao
va giri vé Phong Nhan su.

4. Tuan thu quy ché dao tao cua Eurowindow.

Truong hop khdng tuén thua noi quy caa cdng ty tdi xin hoan toan chiju trach nhiém

trudc cong ty.

Nguoi lam don
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PHU LUC 3:

PANH GIA NHAN VIEN
Ho vatén:.....oooooveeeiiiiiiiiiiiiiieeeee ChUC VU i,
DPon Vi,
Céan bd phu trach.........cccoeevviiiinnenns ChUlrc VU oo

|. Tw danh gia

1. Mikc do hoan thanh nhiém vu

Mirc do
Xuit sic/T6t/Trung binh/Xau

M6 ta cong viéc Cac ket qua

Cong viéc chinh

Viéc lam thém

2. Mire d6 dap ng yéu cau cong viéc

Mirc do
K§¥ ning Tw danh gia e s ,
Xuat sac/Tot/Trung binh/Xau
1
2
3
4

3. Tac phong

Mirc do

Tiéu chi Tw danh gia ., ,
Xuat sac/Tot/Trung binh/Xau

1. Ky luat

2. Hanh vi lam viéc

3. Nhiém vu

4. Lam viéc nhém

4. Y kién khac



Il. Panh gia cia can b phu trach

Tiéu chi

Tw danh gia

Mirc do
Xuét sic/T6t/Trung

hinh/VAn

1. Muac @ hoan thanh nhiém vu

cong viéc

2. Muc do dap ang yéu cau

3. Tac phong

4. Lam viéc nhom

Céan bo phu trach
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PHU LUC 4:
PHIEU KHAO SAT PAO TAO
NGUON NHAN LUC TAlI EUROWINDOW

Truéc hét, toi xin cam on ban d3 sdn long hoan thanh bang cau hoi nay.

Phiéu khao sat nay nham tim kiém danh gia ctia ngudn nhan luc vé khoa dao tao tai

Eurowindow, hy vong nhan duoc sy gitp d& cua cac ban. Vui long dién day du

thong tin trong mau khao sat.
PHAN A: THONG TIN CHUNG
Cho biét su lra chon caa ban bang cach danh dau khéi thich hop bang X

1.Gidi tinh

Nam ] N ]
2.Do tuodi

<25 B 25-35 ] 35-45 [] >45 ]
3.Trinh d6 hoc van

Cao dang ] Pai hoc ] Thac si ] Khéc B
4. Tham nién

>1 nam [] 1-3 nam [] 3-5 nam [] 5-10 nam [] <10 nadm ]

PHAN B: CAU HOI KHAO SAT

Hay cho biét ¥ kién cua ban doi voi céac yéu to lién két thong qua céac cau sau.

Huéng dan tra 10i: Vui 1ong hoan thanh bang cau hoi bang cach ddnh dau vao mirc

dd ding ctia moi cau sau day theo y kién ca nhan cua ban. Moi cau 1énh dugc do

bang thang diém tir 1 dén 5, c6 nghia nhu sau:

1: Hoan toan khong déng ¥ 4: Pong y

2: Khong dong y 5: Hoan toan dong ¥

3: Tam chip nhan dugc

TT

Murc danh gia

Noi dung 1] 2] 3] 4] s

Xac dinh nhu ciu dao tao

Pinh ky, Eurowindow xac dinh cidc muc ti€u va chién

lugc cua cac by phan dé xac dinh nhu cau dao tao cua
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Murc danh gia

TT Noi dung
2| 3| 4

ban.

Chinh sach dao tao ciia Eurowindow gop phan hoan
: thién nang luc chuyén moén cua ban.

Chinh sach dao tao ctia Eurowindow gdp phan hoan
3 thién qua trinh trién khai cong viéc cua ban.

Ban mo ta cong viéc cua Eurowindow dugc thiét ké 1o
) rang va dé hiéu cho ban.

Pinh ky, Eurowindow hoi ban vé nhiing kién thtrc va
5 ky ndng can thiét dé thyc hién cong vi¢c ban hang cua

minh.

Dao tao tai Eurowindow dép tmg yéu cau dao tao va ké
0 hoach phat trién cua ban.
Il | X4y dung chwong trinh dao tao

Muc tiéu dao tao cua Eurowindow dat ra cho ban luén
! 16 rang, cu thé.
2 Muc tiéu dao tao dap tmg yéu cau dao tao ctia ban.

Dao tao duoc thiét ké dé cung cip cho ban nhimg kién
3 thire va k¥ ning méi dé ap dung vao cong viéc cua

ban.

Nhin chung, phuong phap dao tao cua Eurowindow’s
) phu hop va hop 1y véi ban.

Ban c6 co hoi dé thao ludn vé cac phuong phap dao
° tao.
11 | Thuc hién qua trinh dao tao

Tai li€u cua cac khoéa dao tao danh cho ban rd rang va
: htru ich
5 Ban danh gia cao kinh nghiém va kién thiic ciia giang

Vién
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Murc danh gia

TT Noi dung
2 3| 4

Trang thiét bi va co s vat chat cho cac khoa dao tao
3 ctia ban dugc cung cp day du va tot
4 Thoi gian dao tao phu hop vadi ban
5 Thoi gian dao tao hop 1y cho ban

Ban cam thay hai long véi chat luong khéa dao tao cua
° Eurowindow

Phuong phap dao tao da dang va tao dong luc cho ban
! trong hoc

Ban cam thay hai long véi ndi dung chuong trinh dao
8 tao

Ban mudn tham gia cic khoa dao tao khac cua
? Eurowindow

Ban duoc khuyén khich thyc hién y tudng cua minh
10 hodc dua ra cac cau héi trong qua trinh dao tao
IV | Panh gia két qua dao tao

Ban duoc yéu cau danh gid mdi khoa dao tao sau khi
' né dugc trien khai

Sau mdi khéa dao tao, ban duoc kiém tra dé danh gia
2 nhiing gi ban da hoc duoc

Sau mot khoang thoi gian khi ban két thiic khoa dao

tao, ban s€ dugc danh gia dé danh gia xem ban c¢6 thay
3 doi gi trong viéc thuc hién nhiém vu do tham gia khoa

dao tao do6 khong

Ban nghi minh tién bd hon sau khi tham gia cac khoa
) dao tao cua Eurowindow
. Céc khoa dao tao tai Eurowindow da gitip ban hoan

thanh xuat sac nhiém vu cua minh

CAM ON BAN DA HOP TAC CUA BAN!
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PHU LUC 5:
KET QUA KHAO SAT

Mirc danh gia
TT Noi dung Mean
1123 |4]|5

| | Xac dinh nhu ciu dao tao
Dinh ky, Eurowindow x4c dinh cdc muc tiéu va chién

1 | luge ciia cdc b phan dé x4c dinh nhu ciu dao tao ctia | 0 | 12 | 27 | 35 | 59 | 4.06
ban.
Chinh sach dao tao cua Eurowindow gop phan hoan

2 _ 3116|3940 |35 3.66
thién ndng lyc chuyén mon cua ban.
Chinh sach dao tao cua Eurowindow gop phan hoan

3 , 2 |14 | 44 | 42 | 31 | 3.65
thién qua trinh trién khai cong viéc cua ban.
Ban mo ta cong viéc cua Eurowindow duoc thiét ké ro

4 L 11 122 | 41|32 | 27| 3.32
rang va dé hiéu cho ban.
Pinh ky, Eurowindow héi ban vé nhiing kién thuc va

5 | k¥ ning can thiét dé thuc hién cong viéc ban hangcaa | 0 | 6 |21 | 45 | 61 | 4.21
minh.
Pao tao tai Eurowindow dap ung yéu cau dao tao va

6 ) B 8 |21 |46 |28 | 30 | 3.38
ké hoach phat trién cua ban.

Il | X4y dung chwong trinh dao tao
Muc tiéu dao tao cia Eurowindow dat ra cho ban luén

1 , 7 |14 31|44 | 47 | 4.05
r0 rang, cu thé.

2 | Muc tiéu dao tao dap ting yéu cau dao tao cua ban. 8 |26 39|33 |27 | 3.34
Dao tao dugc thiét ké dé cung cap cho ban nhing kién

3 | thirc va k¥ ning méi dé ap dung vao cong viéc ciia | 8 | 22 | 40 | 41 | 22 | 3.35
ban.
Nhin chung, phuong phap dao tao ctia Eurowindow’s

4 _ 10 | 13 | 46 | 37 | 26 | 3.40
phu hop va hop 1y véi ban.
Ban c6 co hoi dé thao luan vé cac phuong phap dio

5 9 |26 |54 (25|19 | 3.14
tao.
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Murc danh gia

TT Noi dung Mean
1123 |4]5
| | Xac dinh nhu ciu dao tao
Murc danh gia
TT Noi dung Mean
1 (2|3 |4]5
111 | Thye hién qua trinh dao tao
Tai li€u cua céac khoa dao tao danh cho ban r0 rang va
1 0| 0 |26]|45 |62 | 4.27
hiru ich
Ban danh gia cao kinh nghiém va kién thirc cta giang
2 L 5 (13|32 |3 |48 | 381
vien
Trang thiét bi va co s& vat chat cho cac khoa dao tao
3 . ) 0| 6 |26|31|70| 424
cua ban dugc cung cap day du va tot
4 | Thoi gian dao tao phu hop vdi ban 18 | 21 |51 | 27 | 16 | 3.02
5 | Thoti gian dao tao hop 1y cho ban 6 |19 |49 |52 |27 | 4.02
Ban cam thay hai long voi chat lugng khéa dio tao cia
6 ) 12 | 22 | 43|28 | 28 | 3.29
Eurowindow
Phuong phap dao tao da dang va tao dong luc cho ban
7 3 |27 (52129 |22 | 3.30
trong hoc
Ban cam thay hai 1ong v&i ndi dung chuong trinh dao
8 5115 |54|33|26 | 3.45
tao
Ban muo6n tham gia cac khéa dao tao khac cua
9 ) 0 |21 |37]34 |41 3.71
Eurowindow
Ban duoc khuyén khich thuc hién y tuéng ctiia minh
10 0| 4 |17]59|53| 421
hodc dua ra cac cau hdi trong qua trinh dao tao
IV | Panh gia két qua dao tao
Ban duogc yéu cau danh gia mdi khoa dao tao sau khi
1 , 21 | 34 |37 |27 | 14| 284
no6 duoc trién khai
Sau mdi khoa dao tao, ban duoc kiém tra dé danh gia
2 0| 7 3745|444 | 3.95
nhiing gi ban da hoc duogc
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Murc danh gia

TT Noi dung Mean
1123|465
| | Xac dinh nhu ciu dao tao
Sau mdt khoang thoi gian khi ban két thuc khoa dao
tao, ban s€ dugc danh gia dé danh gia xem ban co thay
3 i 16 | 21 | 43 | 37 | 16 | 3.12
doi gi trong viéc thyc hién nhiém vu do tham gia khoa
dao tao do khong
Ban nghi minh tién bo hon sau khi tham gia cac khoa
4 9 |14 |52 |30 |28 | 341
dao tao cua Eurowindow
Cac khoéa dao tao tai Eurowindow da giap ban hoan
5 7 119|150 |31|26| 3.38

thanh xuat sac nhiém vu cua minh
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PHU LUC 6:
PHONG VAN NOQI BQ CHO NGUOI QUAN LY
BO PHAN NGUON NHAN LUC

1. Ban c6 nghi rang céc hoat dong dao tao hién tai trong cong ty cua ban c6 hiéu
qua khong?
2. Ban nghi ngudn nhan lyc can duoc dao tao nhitng gi?
3. Noi dung dao tao cho ngudn nhan lyc nhu thé nao?
4. Nhitng loai phuwong phap dao tao nao trong hoat dong dao tao ctia cong ty ban?
5. Lam Thé Nao vé chi phi dao tao? CO6 phu hop véi nhu cau dao tao cia ngudn
nhan luc khong?
6. Ban danh gia chat luong hoc vién nhu thé nao?

7. Ban c6 d& xuat gi dé gitp hoc vién cai thién sau cac hoat dong dao tao khong?

80



