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MOT SO GIAI PHAP NANG CAO HIEU QUA
CONG TAC QUAN TRI NGUON NHAN LUC TAI VNPT PHU YEN

Tom tit

Bui Thanh Toan*

Xdc dinh quan tri nguon nhan lyc la mot yéu to rat quan trong, dong gop vao viéc
nang cao suc manh canh tranh, tang truong bén vitng cua moi doanh nghiép. Hién nay,

trén thi truong vién thong cong nghé thong tin dang dién ra sw canh tranh rat gay gdt cia
nhiéu doanh nghiép I6n, nhdt la Tdp doan Buu chinh Vién thong Viét Nam (VNPT) va Tdp
doan Vién thong Qudn doi (Viettel). Bai viét nay dé xudt cdc giai phdp ndng cao hiéu qud

cong tdc quan tri nguon nhan lyc tai VNPT Phii Yén.

Tir khoa: Cong tdc quan tri nguon nhan lye, Gidi phap, VNPT Phii Yén.

Pugc thanh lap tir ddu nam 2008, trén
co sO chia tach tir Buu dién tinh Phu Yén
(cii), trong nhirng nim qua, Vién thong Phu
Yén (tén giao dich 1a VNPT Phu Yén) da
ting budc khang dinh dugc uy tin, thuong
hi¢u va gilr viing vai tro doanh nghi¢p 16n
trong cung cip cac dich vu vién théng —
cong nghé thong tin trén dia ban tinh. Tuy
nhién, dudi sirc ép kho khan vé kinh & va
su canh tranh gay gt cua Tap doan Vién
thong Quan doi (Viettel) trong thoi gian
qua, VNPT Phu Yén da va dang phai
duong dau véi nhiéu thir thach cam go: thi
phin giam sit, doanh thu ting truong
khong 6n dinh, loi nhuan chua cao, tinh
hinh san xuat kinh doanh ngay cang kho
khan, tinh trang chdy mau chét xam... Tuy
trong nhiéu nim qua doanh thu c6 ting
truong, nhung don vi van chua thuc hién
duoc can béng thu chi. Pac biét sau khi
chia tach, VNPT Phi1 Yén c6 s6 lugng nhan
luc rat 16n (khoang gan 400 ngudi) nhung
co céu khong phu hop, trinh d¢, ky ning
chua t6t, chat luong khong dam bao, chua
dap tng tot dugc nhu ciu san xuét kinh
doanh cua don vi.

* ThS, Tinh doan Pha Yén

Trong khi d6, di quan tri ngudn nhan
luc (QTNNL) dong vai tro cuc ky quan
trong, c6 ¥ nghia voi sy ton tai va phat trién
ctia don vi nhung cong tac quan tri nguon
nhan luyc cua VNPT Pha Yén chua duoc
quan tdm dung muc. VNPT Phu Yén chua
xay dung dugc mot cach bai ban hé théng
quan tri ngudn nhén Iyc cho riéng don vi,
chua c6 nhing chién lugc dai han vé cong
tac quan tri nguoén nhan lyc ma chi méi
thuc hién theo hudng khéc phuc kho khan
cia timg nam. Nhiéu han ché va bat cap
trong cong tac quan tri ngudn nhan lyc cua
VNPT Phu Yén can phai duoc giai quyét
kip thoi dé dam bao sirc canh tranh ctia don
vi. Pay 1a mot yéu cau cip thiét, co ¥ nghia
thyc tién d6i v6i tinh hinh phat trién hién
nay cua VNPT Phu Yén.

1. Vai nét vé ngudn nhan lyc ciia nganh
vién théng va cong tic QTNNL

1.1. Céic dic diém co bin ciia ngudn
nhén lyce nganh vién théng

Pic diém ngudén nhan lyc cia VNPT
xudt phat tir ddc diém kinh té cta nganh, hé
théng hoat dong cia VNPT dugc trai rong
khip trong pham vi ca nudc to chic thanh
cac VNPT tinh, thanh va cac céng ty doc,
cong ty con cia VNPT. Cac VNPT tinh
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thanh c6 nhi¢m vu phuc vu cac nhu cau vé
vién thong trén dia ban tinh, thanh phd va
tham gia vao qué trinh truyén dua tin tic
trén pham vi lién tinh va quéc té dé tao ra
mot san pham dich vy hoan chinh. Do dic
tht vé t6 chirc san xuét kinh doanh va dic
thi vé san pham dich vu nén ngudn nhan
luc ctia VNPT c6 mét sb dic diém riéng:

- VNPT thu hut mét lyc Iugng lao dong
kha 16n do mang lu6i san xuat kinh doanh,
phuc vu rong khip tai cac cong ty con va
cac VNPT tinh thanh trong ca nudc; hoat
dong trong nhiéu linh vuc: dich vy, thuong
mai, san xudt cong nghiép vién thong. ..

- Trinh d¢ lyc luong lao dong cua
VNPT phan bd khong dong déu giita cac
don vi, gitra cac ving mién, linh vyc cong
viéc.

- Lao dong dugc dao tao chuyén mon vé
ky thuat chiém ty 16 da s6 va mot phan
trong s6 ho dang tirng budc duoc dao tao,
huin luyén bd sung dé chuyén sang lam
cdng tac kinh doanh.

- Lao dong truc tiép trong mot sé dich
vu cua cac don vi phai lam vi¢c lién tuc
24/24 gid cla tat ca cac ngdy trong nam dé
dam bao thong tin thong sudt phuc vu
khach hang va bao dam yéu cau thong tin
cho cac co quan Pang, Nha nudc, bao dam
trat tu an toan xa hdi va an ninh qudc phong.

- Viéc dao tao lai cho doi ngii lao dong
1a mot yéu cau cip bach, nhung trén thyc té
lai rat khé thue hién do sb lugng hi¢n nay
la qua dong.

- Lao dong cua VNPT vua thyc hi¢n
nhiém vu san xuat kinh doanh, vira thuc
hién nhiém vy cong ich nén y thuc duoc
nhi¢m vu kinh doanh ctia doanh nghi¢p va
nhi¢m vy chinh tri cia Pang va Nha nudc
1a su két hop hai hoa giira cac loi ich.

1.2. Cac chirc niang ciia QTNNL

Quan tri nguén nhan luc c6 ba nhom

chure nang chi yéu:

TRUONG PAI HOC PHU YEN

1.2.1. Nhém chirc ning thu hit ngudn
nhan luc

Nhom chitc nang nay c6 cac hoat dong
nhu: hoach dinh nguén nhéan lyc (du bao va
lén ké hoach tuyén dung); phan tich cong
viéc; tuyén dung nhan lyc (phdéng van, tric
nghiép, thu thap, luu gilr va xu ly cac thong
tin v& ngudn nhén lyc); phan cong va b tri
cong viéc.
1.2.2. Nhém chirc ning dao tao va phat
trién

Nhom nay chu trong viéc nang cao nang
luc cta nhan vién, ddm bdo nhan vién co6 k¥
ning lam viéc t6t. Cac doanh nghiép
thuong c6 nhiing chuong trinh hudng
nghiép va boi dudng nghiép vu cho nhan
vién moi hodc dao tao lai nhan vién khi co
chuyén ddi vé cong viéc. Nhom nay thuong
c6 nhiing hoat dong nhu sau: hudng
nghiép, huin luyén, dao tao k¥ ning thuc
hanh cho nhan vién; bdi dudng, ning cao
trinh do va c@p nhat thong tin, ky thuat,
cong nghé cho can by quan ly va can bo
chuyén mon nghiép vu.
1.2.3. Nhém chirc ning duy tri ngudn
nhan lyc

Nhom chtrc ning nay cha trong dén viée
duy tri va str dung c6 hiéu qua ngudn nhan
lyc trong doanh nghiép. Nhom chirc nang
nay bao gdm ba hoat dong: danh gia thyuc
hién cong viéc; thu lao lao dong cho nhan
vién (luong, thuong va cac khoan phc 1oi);
duy tri va phat trién cac mdi quan hé lao
dong tét dep trong doanh nghiép.
1.3. Noi dung cong tic QTNNL trong
doanh nghiép

Bao gém cac ndi dung: Hoach dinh
nguén nhan luc; Phan tich va thiét ké cong
viéc; Tuyén dung nhan lyc; Pao tao va phat
trién ngudn nhan lyc; Panh gia két qua
thuc hién coéng viéc; Luong thudng va cac
chinh sach dai ngd; Quan hé lao dong va
Moi truong lao dong.
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2. Thye trang céng tac quan tri ngudn
nhén lyc cia VNPT Phu Yén:

Qua két qua phan tich dit liéu thu thap
duoc, ddng thoi trén co s¢ phén tich dinh
tinh, tham khao y kién cua cac chuyén gia,
cac nha quan 1y, tac gia nhan thiy cong tac
quan trj ngudn nhan lyc cia VNPT Pha
Yén c6 nhiing uu diém, han ché chu yéu
sau day:

2.1. Uu diém

Vé co' ciu té chirc va ngudn nhén lwc
cta don vi

Co cau lao dong theo gidi tinh hién nay
cua VNPT Phu Yén la kha hop 1y, phu hop
v6i yéu cau san xuit kinh doanh ctia doanh
nghi¢p (ty 1€ 1 nit : 3 nam).

VNPT Phi Yén c6 sb luong lao dong
trinh d6 sau dai hoc, dai hoc va cao ding
chiém ty trong cao véi 59,3% tong sb lao
dong. Phan 16n nhan vién phu trach theo
dja ban nén c6 mdi quan hé lau dai, than
thiét voi khéch hang, gilp cdng tac
chiam soc, giit va phat trién khach hang
bén viing.

Vé nhém chirc ning thu hit nguon
nhan lgc

Cong tac tuyén dung duoc thuc hién
cong khai, nghiém tac. Ung vién duoc du
tuyén phai trai qua cac phan thi kién thuc,
k§ nang dudi hinh thic viét va phong van
truc tiép boi Hoi dong tuyén dung. Chu
truong dao tao, chuyén doi lao dong co
trinh d6 chuyén mon vé ky thuat bo sung
sang lam cong tac kinh doanh 1a mdt chu
trrong ding, phu hgp véi dac thu va tinh
hinh tai chinh cua don vi.

Vé nhém chirc ning dao tao va phat
trién ngudn nhan lye

Thuc hién ddo tao theo nhiéu hinh thirc,
bao gém ca dao tao moi va dao tao lai; dao
tao chuyén doi tir k¥ thuat sang kinh doanh.
Trang thiét bi phuc vu cho dao tao, phong
may dugc dau tu hién dai, bai ban.
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Nhéan vién méi dugc don vi cung cép
cac kién thirc vé dic thu nghé nghiép, dugc
gido duc vé truyén thdng cua nganh, vin
hoa doanh nghiép. Thudng xuyén to chuc
cac khoa bdi dudng nghiép vu, k§ ning
ngin han d& nang cao chuyén mén, k¥
nang, dac biét trong linh vuc kinh doanh,
tiép thi, ban hang, giup ngudi lao dong nim
bat kip thoi cac dich vu, k¥ thuat moi, timg
budc trang bi k¥ ning can thiét cho cong
viéc.

Nhitng nim gan ddy, don vi chu trong to
chirc dao tao, bdi dudng tai chd, moi cac
chuyén gia vé huin luyén tryc tiép cho
nguoi lao dong ngay tai don vi. Pay 1a mot
giai phap hop 1y cua don vi, vira dam bdo
tiét kiém kinh phi ddo tao, vira dam bao thu
hit duoc nhiéu luot hoc vién tham gia.

Vé nhém chitc ning duy tri ngudn
Nnhan luc

Diéu kién an toan vé sinh lao dong, co
s vat chat lam viéc tai VNPT Phu Yén kha
tdt. Hau hét cac tru s¢ 1am viéc cuia VNPT
Phu Yén déu nim & cac khu vuc trung tam,
duoc dau tu khang trang, hién dai. Trang
thiét bi, cong cu, dung cu phuc vu cong tac
cua nguoi lao dong dugc dam bao.

Lanh dao don vi gﬁn giii, than thién voi
nhan vién; quan tdm dén doi séng vat chat,
tinh thin ctia nhan vién. Nguoi lao dong
dugc phat huy quyén lam chu, duoc tao
diéu kién va co hoi dé phat biéu chinh kién
ctia minh, déng gop ¥ kién xay dung cho
don vi.

Tiép tuc ké thira va phat huy truyén
théng cua nganh Buu dién qua hon 70 nim
qua, van hoa doanh nghi¢p dugc VNPT
Pha Yén thuc hién tét. Cac to chirc Dang,
Cong doan, Poan thanh nién, Hoi Cyu
chién binh, Nit c6ng cia VNPT Phi Yén
déu dat virng manh, Xudt séc. bay ciing la
mot trong nhiing diém manh, diém khac
bi¢t cuia VNPT Phu Yén so véi nhiing
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doanh nghié€p khéc trén dia ban tinh, don vi
can tiép tuc phat huy dé diy manh thuc
hién Van hoa doanh nghié¢p, 1am cho uy tin,
thuong hi¢u doanh nghiép ngay cang tang,
ngudi lao dong cam thiy ty hao va gin bod
voi don vi.

2.2. Han ché

Vé co chu td chirc va chit lwong

ngudn nhén lyc

S6 luong lao dong dong nhung rat
kho sip xép, bd tri cho phu hop do phan
16n ¢6 trinh d6 chuyén moén vé ky thuat; sb
lao dong lam cong tac quan 1y, van phong
quéa 16n (gan 25%). Bén canh do, doi ngi
lanh dao cac cip da phan déu truong thanh
tir can bo ky thuat, thiéu kién thtrc vé kinh
doanh, quan 1y nhan sy, kinh té, tai chinh.

Vé nhém chirc ning thu hit ngudn
nhan lyc

Pon vi chua xay dung dugc chién luoc
nguén nhan luc, du bao nhu cau nguén
nhan luyc dai han, 1au dai ma chi mdéi thuc
hién theo dinh ky hang nam. Hon nira, don
vi chua c6 mdt chién luoc, ké hoach tuyén
dung dai han, chi tuyén dung nhén sy khi
phat sinh nhu cau thiéu lao dong.

Pon vi chua c6 nhirng chinh sach da hap
dan dé thu hat nhan tai, chua thu hat dugc
nhitng ngudi ¢ nang luc gidi dé phuc vu
cho don vi.

Viéc danh gia két qua cong tac tuyén
dung, chat luong lao dong sau tuyén dung
chua dugc quan tam trién khai thuc hién co
hi¢u qua.

Viéc phéan cong va bd tri cong viéc chua
phu hop voi nhiéu lao dong; chua manh
dan trong viéc b tri can b tré lam cong tac
quan 1y va gitt mot sé chirc danh chi chét.

Dac bi¢t, don vi chua xay dung duogc
bang mo6 tad cong vi€c va bang ti€u chuan
cong viéc. Pay 1a mot trong nhitng han ché
16n nhat cua cong tac quan tri ngudén nhan
luc tai VNPT Phu Yén.

TRUONG PAI HOC PHU YEN

Vé nhém chirc ning dao tao va phat
trién nhan luc

Chua c6 ké hoach dao tao dai han theo
giai doan ma chu yéu duoc thuc hién dua
trén nhimng nhu cdu d& xut giai quyét hang
nam tir cac phong, don vi truc thuéc. Cong
td&c danh gia hiéu qua sau dao tao chua
duoc thuc hién ¢6 hi€u qua, mac du sau cac
16p dao tao déu cé lay phiéu diéu tra vé
danh gia cua hoc vién, tuy nhién sb liéu nay
sau do khong dugc xu 1y.

Cong tac dao tao, phat trién nhan vién,
chuén bi cho doi ngii lanh dao ké can trong
twong lai ciia don vi con yéu. Qua khao sat,
hau hét ngudi lao dong cho rang & VNPT
Pha Yén hién nay, co hdi thing tién va phat
trién trong nghé nghiép 14 rat thap.  Vé
nhém chirc niing duy tri ngudn nhén lyc

VNPT Phu Yén danh gia két qua thyc
hién cong viéc chua chinh xac va cong
bang. Viéc danh gia két qua thyc hién cong
viéc ctia nhéan vién thong qua diém NSCL
con mang nang tinh chu quan, c4 nhan, cuc
bd ctiia nguoi lanh dao; van con xay ra tinh
trang “cao bang thanh tich”.

Chua ¢6 co ché lwong linh hoat dé gir
chan lyc lugng lao doéng trinh do cao.
Trong nhitng nim qua, c6 mot sb lao dong
c6 trinh d9, nang luc cao da chuyén khoi
VNPT Phu Yén dé lam viéc cho cac co
quan, doanh nghiép khac.

Viéc phan phdi tién luong con nhiéu bat
cap, khéi quan 1y c6 mirc lwong kha cao so
v6i lao dong truc tiép san xudt kinh doanh.
Co ché phan phdi tién luong chua gan lién
trach nhiém cua nguoi lao dong ddi véi
khach hang, chua kich thich dugc lao dong
lam cong tac quan ly, cong tdc van phong
tham gia truc tiép vao céc chi tiéu san xuat
kinh doanh dugc giao.

Do ép luc phai dat ké hoach Tap doan
VNPT giao, cac chi tiéu chinh (phat trién
thué bao, ban thé vién théng) VNPT Phu
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Yén giao cho nhén vién qua cao, rat kho dat
dugc. biéu nay tao ap luc cong viéc cao,
lam nhan vién cing thang vé mit tinh than.

Muc luong, thuéng hién nay cia VNPT
Phi Yén chua cao so v6i mit bang chung
nhiéu doanh nghiép khac, din dén tiém an
nguy co nghi viéc. Ty trong tién thudng
trong thu nhép ctia ngudi lao dong qua thip
(khoang 10%), chua kich thich, dong vién
duoc nguoi lao dong.

3. Mot sb giai phap nang cao hiéu qua
cong tac QTNNL tai VNPT Phu Yén

Pé VNPT Phu Yén c6 duge mot doi ngii
lao dong chét lugng, c6 tdm huyét, kién
thirc, k¥ nang va da diéu kién phuc vu tdt,
gin bo voi don vi; dua trén chién luoc kinh
doanh, st ménh, muc tiéu, co ciu td chirc,
vin hoa doanh nghiép, nhiing diéu kién dic
thi cia VNPT Phu Yén, tac gia dé xuét cac
giai phap hoan thién cong t&c QTNNL tai
VNPT Pht Yén, cu thé nhu sau:

3.1. Hoan thi¢n chitc ning thu hit ngudn
nhan lgc

VNPT Phu Yén can tap trung xdy dung
ngay bang mo ta cong viéc mot cach cu thé
rd rang cho tung cong viéc chuyén mon,
cling nhu bang tiéu chuan coéng viéc cho
ting vi tri cy thé. Tép trung chuén hoa tiéu
chuan chirc danh cho céac vi tri chu chét:
Ban Giam dbc, Truéng, phd cic Phong,
don vi, lanh dao cac T, Dai, Doi san xuit;
céc chirc danh vé ky thuat, tai chinh...

VNPT Pht Yén can tién hanh ra soat,
danh gia hién trang, hi€u qua cta cong tac
QTNNL, tir d6 xac dinh rd nhitng vu diém,
han ché dé co hudng khéc phuc kip thoi,
dap umg yéu ciu san xuit kinh doanh cua
don vi.

Doi véi cong tac tuyén dung lao dong,
don vi can uu tién danh gia, sip xép, bd tri
lai doi ngti lao dong cho phu hop voi trinh
d6 chuyén mon va diéu kién cong tac. Xay
dung chién luge, ké hoach tuyén dung dai
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han (it nhat trong 05 nim) dé chu dong
trong cong tac tuyén dung. Pon vi can tng
dung hi€u qua céc trang mang xa hdi (nhu
facebook) dé ding tai cac thong bao tuyén
dung nhan su.

Sém nghién ciru ban hanh chinh sach
thu hit nhan luc chat luong cao, nhét 1a
nhan lyc c¢o6 trinh d6 cao vé linh vuc kinh
doanh. C6 chinh sich wu tién tuyén dung
ddi voi nhan sy da tung theo hoc cac
trudong dai hoc 16n, danh tiéng. DPé ¢co su
chu dong trong viéc thu hit nhan tai, don vi
cling can phdi hop véi nganh gido duc, t6
chic Poan, Hoi Sinh vién trong viéc ndm
bét cac sinh vién Phu Yén dang theo hoc
cac truong dai hoc 16n, co6 két qué hoc tap
cao va co nguyén vong vé cong tac tai Pha
Yén.

Pon vi can quan tdm trién khai viéc
danh gia két qua cong tac tuyén dung, danh
gia chit luong, hiéu qua cong viéc cia cac
lao dong méi duge tuyén dung trong nim,
tir d6 rat ra kinh nghiém, cac han ché trong
cong tac tuyén dung dé khic phuc kip thoi
trong nhimg nam tiép theo.

Hoan thién viéc bd tri, phin cong
nhiém vu nhan vién

Pinh ky hang niam, don vi tién hanh ra
soat, danh gia va co cau lai lao dong trong
toan don vi. Tién hanh diéu dong, luan
chuyén nguoi lao dong cho phi hop véi diéu
kién thyc t&, dam bao tiét kiém chi phi va tiét
kiém lao dong theo hudng ting ty 1€ lao
dong truc tiép, gidm badt ty 1€ lao dong lam
cong tac quan ly va lao dong phu tro. Tiép
tuc déy manh thyc hién chu truong chuyén
d6i lao dong ky thuat sang lam cong tac
kinh doanh, theo phuong cham “uu tién su
dung hiéu qua ngudn nhan lyc hién c6, hon
1a tuyén dung lao dong moi”.

Dbi v6i nhan vién méi tuyén dung, don
vi phai sir dung hi€u qua thoi gian thir viée,
theo doi, danh gia k¥ nang luc, pham chat
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ctia nhan vién méi, dé tir d6 phan cong, bd
tri cong viéc phu hop ngay tur giai doan
dau, dam bao cho nhén vién méi phat huy
t6t trinh do chuyén mon, phim chit cua
minh, phuc vu va céng hién t6t nhat cho
don vi.

3.2. Hoan thién chirc ning dao tao va
phat trién ngudn nhén lyc

Xac dinh ré nhu ciu dao tao va hinh
thire dao tao

VNPT Phua Yén phai lam tét viéc phan
tich nhu ciu dao tao, xay dung dugc ké
hoach dao tao dai han (it nhit 05 nim) cia
don vi.

Thyc hién c6 hi¢u qua viéc nhan vién ci
huéng dén, dio tao, truyén dat kinh nghiém
cho nhan vién méi, thong qua viéc phan
cong, bd tri cong tac tai cac bo phan dam
bao ti 1¢ gitta nhan vién cli va nhan vién
moi. Pay 1a mot giai phap trong tam va phu
hop véi tinh hinh lao dong thyc té tai don
V.

Dé thyc hién tdt cong tac dao tao, don vi
cdn mé& rong mdi quan hé véi cac truong,
hoc vién, co s¢ dao tao uy tin trong va
ngoai nude, nhit 1a cic co so dao tao
chuyén nganh (Hoc vién Buu chinh Vién
thong, Dai hoc Bach khoa Tp.H6 Chi
Minh...), tir d6 chu dong tim kiém ngudn
nhan lyc chit luong cao cho don vi ngay
khi cac em con la sinh vién.

Thue hién danh gia hiéu qua cong tac
dao tao hang nim

Dinh ky hang nam, don vi phai tién
hanh danh gia hi¢u qua dao tao, ra soat, so
sanh, danh gia chét luong, hi€u qua cong
viéc cua cac nhan vién trudc va sau khi
duogc dao tao trong nam, tu d6 cod co so
diéu chinh kip thoi ké hoach dao tao cho
nam sau.

Mé rong va ap dung hiéu qua cac
hinh thire dao tao khac nhau

VNPT Phu Yén cin ting cudong md cac

TRUONG PAI HOC PHU YEN

16p dao tao ngan han, dio tao theo chuyén
dé sau vé k¥ thuat hoac kinh doanh. Trong
giai doan hi¢n nay, can chu trong hinh thuc
dao tao truc tuyén, thong qua cic website
elearning hodc hé théng hoi nghi truyén
hinh. C6 thé két hop dao tao truc tuyén va
kiém tra truc tiép. Nguoi hoc tu tham khao
tai liéu va hoc truc tuyén, nhung viéc kiém
tra, danh gia, thi hét mén duge thuc hién
truc tiép, cO sy giam sat chat ché cua cac
phong, ban chiic nang. Bén canh do, don vi
can c6 chinh sach khuyén khich va hd tro
can bd cong nhan vién tu hoc tap nang cao
trinh do.

X4y dung chinh sach thing tién cong
bang, manh dan sit dung va bd tri doi
ngili can bg lanh dao, quan ly tré, tao
buwéc dot phat trong cong tic nhan sy
cia don vi

Lanh dao don vi can phai quyét liét hon
trong cong tac can bo, khic phuc tinh trang
mot s6 ngudi cho rang “da giit vi tri cao, thi
néu c6 diéu dong, luan chuyén ciing s&
dugc giao cho mdt vi tri to muc do do tro
1én”. Chinh sach thiang tién phai that sy
manh mé, cong tdm, chon nguodi c6 nang
luc, trinh d0, tam huyét, dao dirc; manh dan
chuyén cong tac xubng nhitng vi tri thap
hon d6i v6i nhitng can b lanh dao, quan ly
khong hoan thanh nhi¢m vu.

Pé nang cao hidu qua cong tic quy
hoach can b, tac gia dé xuét don vi nén
tién hanh ra soat, bd sung quy hoach can bo
theo dinh ky hang nam. Cong tac quy
hoach phai di doi véi viéc tao diéu kién dao
tao, boi dudng, nang cao trinh do vé moi
mat cho can b dugc quy hoach.

Do da phan cic can b lanh dao, quan ly
céc cap cua don vi truéng thanh qua kinh
nghiém thyc tién, chua duge dao tao nhiéu
vé kién thuc, k§ nang lanh dao, quan ly. Dé
khic phuc tinh trang nay, don vi can to
chue cac 16p dao tao vé kién thirc quan tri
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ngudn nhén luc, k§ ning quan 1y cho doi
ngil can b 1anh dao quan 1y cac cap.

Manh dan st dung, bd tri can bd tré, co
nang luc vao vi tri 1anh dao, quan ly cac
cép. Pon vi can manh dan diéu dong luan
chuyén, bd nhiém cac can b tré, trinh do
cao vé 1am cong tac quan 1y (cip pho) tai
cac don vi co sd, tao phong cach mdi, sang
tao trong hoat dong cua cac don vi co s0,
ddng thoi tao mdi truong thyc tién dé dao
tao, rén luyén, boi dudng can bg, tao nguén
cho cac chitc danh lanh dao cha chét cua
VNPT Phu Yén trong tuong lai. Day vura la
giai phap dot pha, vira mang tinh lau dai
cho su phat trién cua don vi.

3.3. Hoan thién chitc ning duy tri nguén
nhan lyc

Panh gia két qua thuc hién cong viéc

Dé viéc danh gia két qua thuc hién cong
viéc cua nhan vién duoc khach quan, cong
bang, VNPT Phu Yén can tip trung trién
khai hi¢u qua viéc dang ky cong viéc hang
thang. Bang dang ky cong viéc phai co chi
tiéu, s lidu, thoi han cu thé cho viéc hoan
thanh cong viéc. Bén canh d6, viéc qui dinh
cong, trir diém NSCL cho nhédn vién phai
duoc quan tam va thyuc hién cong béng.

Nhém giai phap tién lwong va ché do
dai ngo

Pé dam bao cong bang va kich thich sy
nd lyc cua nhan vién, phai ddm bao nguyén
tac “trong cung vi tri cong tic, nguoi 6
niing suit lao dong cao hon phai c6 thu
nhdp cao hon”. Thay vi 4p dung hé s
lwong khoan chttc danh “cung” cho ting
nguoi trong mot b phan, hang thang, dua
trén két qua thyc hién cong viéc, tap thé
phong, to, doi s& tién hanh binh chon va
xép thir tu két qua hoan thanh cong viéc,
gan hé sb luong khoan chic danh tir cao
xudng thap theo thir ty két qua di phan
loai. Nhu vay, s& ap dung hé sb luong
khoén chirc danh “mém” cho ting c4 nhan,
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va hé sd nay thay di theo timg thang. Chu
trong diéu chinh hé s6 lrong khoan chirc
danh theo hwéng giam bét sw chénh léch
giita khéi vin phong, quan Iy véi cac don
vi truc tiép san xuét kinh doanh.

VNPT Pha Yén nén manh dan ap dung
hé sb luwong vuot trdi cho lao dong c6 trinh
dd cao. Néu sinh vién tdt nghi¢p dai hoc
chinh quy hodc cao hoc, loai gioi, xuat sic,
thi sau khi tuyén dyung vao don vi va ching
té dugc nang luc s€ duoc xép muc luong
khoan chirc danh twong dwong véi To
truong, Doi trudng.

Nhom gidi phap thi dua, khen thuéng,
ky luat

Tang cuong phat dong cac dot thi dua
theo chuyén d¢, theo thang, quy. VNPT
Phu Yén can c6 dinh hudng dai han trong
viéc phat dong cac phong trao thi dua, chu
khong phai chi phat dong dot thi dua nudc
rat vao cudi nim khi nhan thdy kho co thé
hoan thanh mot s6 chi tiéu san xuét kinh
doanh ma Tap doan VNPT giao. DPay la
giai phap mang tinh thuong xuyén, co tac
dung dbe thue, ¢b vi, dong vién nguoi lao
dong hiang hai thi dua san xuat.

VNPT Phu Yén can phat dong phong
trao sang kién trong toan don vi, xét sang
kién theo dinh ky hang quy dé co nhing
giai phap hiéu qua dé phat huy tinh ning
dong, sang tao cua doi ngii lao dong, nhat
la ddi véi cac lao dong tré, trinh do cao.
Bén canh d6, can tao diéu kién thuén lgi dé
nhiing sang kién dugc ap dung hi€u qua
vao thuc tién cong viéc.

D6i voi nhitng trudng hop vi pham ky
luat da co két qua xac minh 1am 13, don vi
phai tién hanh ky luat nghiém minh, kip
thoi, tao su ran de va ky cuong trong don vi.

Nhém giai phap ning cao chit lwong
moi truong lam viée, giam ap luc cong viéc

Trong cong tac phat trién thué bao
va cham soc khach hang, don vi cin phai
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dat chat luong 1én trén s luong; khong ap
dat chi ti€éu qué cao so voi nhu cau thi
truong, d& gay ap luc trong cong viée dbi
v6i nhan vién. Ngoai ra, can ting cuong
ung dung cong nghé thong tin trong cong
tac quan 1y nhan sy, trién khai phin mém
quan 1y nhan vién dén tat ca cac don vj truc
thudc cap huyén.

4. Két luan

Trong giai doan canh tranh gay gat trén
thi truong vién thong — cong nghé thong tin
o nudc ta hién nay, khi ma Tap doan Buu
chinh Vién thong Viét Nam (VNPT) di bi
Tap doan Vién thong Quan do6i Viettel
chiém mét vi tri din dau trén thi truong
vién thong — cong nghé thong tin, cong tac
quan tri ngudn nhan lyc c¢6 y nghia séng
con d6i voi VNPT Phu Yén ndi riéng va
Tap doan Buu chinh Vién thong Viét Nam
(VNPT) néi chung.

VNPT Phu Yén 12 mot don vi ndm trong
nhom yéu cua Tép doan VNPT. Tur khi
dugc thanh 1ap (ndm 2008) cho dén nay,
chua c6 ndm nao don vi thuc hién duogc can
bang thu chi. Do nhing diéu kién kho khin
vé tinh hinh kinh té - xa hoi cta dia phuong
Pha Yén, VNPT Phua Yén hién dang gip rat
nhiéu kho khin trong cong tac san Xudt
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kinh doanh, giir vitng thi phan va nang cao
suc canh tranh véi cac doanh nghiép khac.

Cong tac quan tri ngudn nhan lyc tai
VNPT Phu Yén trong thoi gian qua da gop
phan cung don vi hoan thanh cac chi tiéu,
ké hoach san xuét kinh doanh dugc Tap
doan Buu chinh Vién théng Viét Nam
VNPT giao. Tuy nhién, cong tdc quan tri
ngudn nhan lyc tai VNPT Pha Yén véan con
rat nhiéu han ché, thiéu sot can phai duoc
khic phuc trong thoi gian t6i dé dam bao
chét luong nguén nhan lyc, phuc vu cho su
phat trién cua don vi trong tuong lai. Viéc
hoan thién, nang cao chét luong, hi¢u qua
cong tac quan tri ngudn nhan lyc tai VNPT
Pha Yén 1a mot doi hoi, yéu cau tit yéu cho
su phat trién caa don vi.

Tac gia hi vong mot sd giai phap nay s&
gitp cho VNPT Phu Yén nang cao chét
luong, hiéu qua cong tac quan tri ngudn
nhan lyc, nang cao nang lyc canh tranh cia
don vi, thuc hién théng loi céac chi tiéu ké
hoach san xuit kinh doanh, gdp phan vio
sy phat trién chung cua Tap doan Buu
chinh Vién thong Viét Nam (VNPT), dong
g0p vao viéc nang cao trinh d§ dan tri, phat
trién kinh t& - xd hoi cua dia phwong Phu
Yénd
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Abstract
Some solutions for improving the effectiveness
of human resource management in Phu Yen VNPT

Identifying human resource management is a very important factor, contributing to
the improvement of the competitive strengths, and sustaining the growth of every business.
At present, in the market of information technology telecommunication, there has been a
tough competition of many large enterprises, especially the Vietnam Posts and
Telecommunications Group (VNPT) and Viettel Mobile Group (Viettel). This article
proposes solutions to improve the effectiveness of human resource management in Phu Yen
VNPT.
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