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TOm tat

Binh Dwong chiém hon 50% kim ngach xudt khau nganh gé va san pham tir gé cua
ca nwéc, 1a mét trong nhizng nganh kinh té miii nhon, nganh gé dwoc wée tinh dén nam
2020 dat hon 12 ty USD. Doanh nghiép nganh gé khan hiém nhan lyc tram trong, nhat
la sau khi thé gisi va Viét Nam vira trai qua dai dich covid-19 va dang buwéc vao giai
doan binh thuwong mdi, trong dé bé phan tuyén dung cua doanh nghiép chiu dnh huéng
nhiéu nhdt khi “dé mat tim nguwoi lao dong”. Ung pho véi thach thic trén, cong ty
Rochdale Spears thyec hién chién hegc danh gid tay nghé nhung chwa dat dwoc hiéu qud.
Van dung phwong phdp nghién civu dinh tinh nhw phong Vén sau va phwong phap mé ta
nham dwa ra nhing han ché cia qua trinh trién khai danh gia va dé ra giai phap khdc
phuc, két qua nghién cizu cho thdy han ché 16n nhat 1a doanh nghiép chica ban hanh quy
ché, néi quy danh gid va chwa xdy dwng quy trinh ddnh gid. Quy trinh la chia khéa gidi
quyét “(85%) vin dé cua doanh nghiép ”, chinh vi thé xay dung quy trinh chuyén nghiép
sé mang lgi hiéu qua bén ving.

Tar khoa: cdp bdc tay nghé, danh gid tay nghé, khung néng luc
Abstract

COMPLETING WORKER SKILLS ASSESSMENT PROCESS AT
ROCHDALE SPEARS COMPANY

Binh Duong accounts for more than (50%) of the country's export turnover of wood
and wood products, it is one of the key economic sectors. By 2020, the wood industry was
estimated to reach more than 12 billion USD Wood industry enterprises have a serious
lack of human resources, especially after the world and Vietnam have just experienced
the covid 19 epidemic and entered a new normal period, the recruitment department of
enterprises is affected strongly. Especially when "looking for workers with red eyes”. To
address the challenges, Rochdale Spears company implemented a skills assessment
strategy but it has not been effective. Applying qualitative research methods such as in-
depth interviews and descriptive methods to identify the limitations of the evaluation
process and propose solutions to overcome, the research results show that the biggest
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limitation is the business has not given the rules of the regulations, and rules for
evaluation and has not developed an evaluation process. The process is the key to
resolving "(85%) of business problems", Therefore, building a professional process will
bring durable efficiency.

1. Pit van dé

“Nganh gd chi c6 (30%) lao dong dugc dao tao bai ban con lai (70%) dén (80%) la
lao dong pho thong chua qua dao tao, nén ning suét lao dong cua nganh gd thap, chi bang
(50%) so véi Philippines, (40%) Trung Qudc va (20%) Lién minh chau Au (EU)”
(Nguyén Thi Anh Pao, 2015). Tuy nhién, hién tai s6 lugng cac co s c¢6 dao tao nghé
mac rét it, ca nudc chi c6 nam truong day nghé ¢ lién quan dén nganh gd trong do6 ¢
bén trudng 1 dao tao cdng nhan trong ring, khai thac go tir ring, duy nhat chi c6 mot
truong o tinh Ha Nam day nghé ché bién gd nhung lai ché bién gd my nghé, cham khic.
Nhu vay, cdng nhan ché bién gd xuat khau hién nay gan nhu chi duge dao tao ngay chinh
trong nha may cua minh chir khong c6 trudng dao tao ban dau.

Véi tinh hinh canh tranh gay gat va thi truong lao dong khong dap tng duoc tay
nghé cho doanh nghiép, cong ty RSC da thuc hién chién luoc dénh gia k¥ niang tay nghé
tai ndi bo. Tai RSC khung k¥ niang tay nghé do bo phan san xuat phdi hop cing véi
phong nhan su dua ra va duoc su chap thuan cia BGD cong ty. Tuy nhién, qua trinh
trién khai con ton tai nhiéu han ché, vo tinh roi vao “diém mu lang phi” tai khau tuyén
dung, da0 tao va ca nhan lyc dé thyc hién chién lugc danh gia k¥ nang tay nghé. Nhan
thiy tam quan trong va sy tiém ning con chwa dugc khai théc sau cua chién luoc danh
gia k¥ ning tay nghé, chinh vi thé tdi chon d¢ tai “Hoan thién quy trinh danh gia k¥
nang tay nghé cong nhan tai céng ty Rochdale Spears”, nham théng nhat nhiém vy va
hé thong thong tin duoc phan hdi hai chiéu bang cach cai tién, xay dung lai quy ché,
quy trinh danh gia tay nghé.

2. Co s6 khoa hoc va phwong phap nghién ciru

2.1. Téng quan tai ligu nghién ciu

— Theo Nguyén Thé Hung (2019), dé tai véi 2 muyc tiéu chinh 1a: Phan tich va dua
céc nguyén nhan, han ché cia cong tic danh gia cong viéc tai cong ty TNHH san pham
thép Viét Nam; Dé ra giai phap cai tién danh gia cong viéc tai cong ty. Dé tai nghién cau
theo mo hinh ning luc ASK, tac gia dua ra cac nhdm nhan t va trong b, sir dung phuong
phap khao sat theo thang do Likert va sur dung excel phéan tich.

— Pham Hong Trung (2021), dé tai nghién ciru vé& “Danh gia thyuc hién cong viéc tai
Cong ty b phan Za Hung” tic gia ciing phan tich tim hiéu vé nhitng vu nhuoc diém cua
cong tac danh gia va dua ra cac giai phap kién nghi nham hoan thién cong tac danh gia.
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Dé thyc hién dé tai tac gia da st dung cac phuong phéap diéu tra xd hoi hoc va thdng ké
phan tich. Dé tai dd dwa ra cac tiéu chi danh gi4, ciing nhu quy trinh danh gia cu thé dé
hoan thién cong tac danh gia.

— Ngoai ra con co céac nghién ciu cia Nguyén Thi Binh (2013); Nguyén Thi Van Anh
(2013); Nguyén Thi Anh Pao (2015); Lé Thay An (2017). La nhimg dé tai nghién cau lién
quan, c6 diém chung 1a dura ra tiéu chi va cac phuong thirc hoan thién quy trinh danh gié.

2.2. Co so khoa hgc va ly lugn

Khai niém ddanh gid tay nghé: Panh gia tay nghé 1a nhitng hoat dong, t6 chic thi
nang bac tay nghé cho NL, cdng nhan su ¢6 gang phan diu cia NLD sau qua trinh hoc
tap va trao doi tich lity k¥ nang, kién thac tai mot vi tri nghé nhat dinh. Panh gia tay nghé
dwa trén khung trinh d6 k¥ nang tay nghé va bai thi bao gom cac tiéu chi vé thoi gian, sé
lugng cong viéc hoan thanh, chat lwong san pham, dudi sy giam sat va danh gia tir nhiéu
phia dam bao cdng bang va minh bach.

Khai quat vé khung ki ndng tay nghé: Theo Piéu 5 Thong tu 56/2015/TT-
BLDTBXH Vé tiéu chuan ki ning nghé qudc gia quy dinh vé Khung trinh do k§ ning
nghé qudc gia: “Khung trinh d k¥ nang nghé qudc gia la khung phan loai cac bac trinh
d6 k¥ niang nghé tir bac mot dén bac nam dya trén sy mo ta theo céc tiéu chi vé: tinh chat,
murc d6 cua cdng viéc phai thuc hién va pham vi, tinh huéng thuc hién cong viéc; mirc do
linh hoat va séng tao trong thuc hién cong viéc; su phdi hop va trach nhiém trong thuc
hién cac cong viéc”.

Tiéu chi phan chia bdc tho: Theo Khoan 1 Biéu 32 caa Luat Viéc 1am (2013) quy
dinh: “Tiéu chuan ky ning nghé quc gia duoc xay dung theo timng bac trinh d6 ki ning
nghé cho m&i nghé va khung trinh d6 ky ning nghé quéc gia. SO lwong bac trinh d6 k§
nang nghé phu thudc vao mic do phuc tap cua ting nghé”.

2.3. Phwong phdp nghién ciu

— Phuong phap théng ké md ta: Lay y kién bang bang cau hoi (mau 110 nguoi trong
d6 20 nhan su, 90 12 t6 trudng/quan ddc/truedng bd phan G trang), nham co co so dua ra
nhitng han ché cta quy trinh danh gia tay nghé. Thyc hién khao sat nhom ddi tuong lao
dong gian tiép tai bo phan nhan sy va gd trang. Sé liéu dugc xir Iy bang excel.

— Phuong phap phong van sau: Nhém tha nhat ¢6 01 can b quan ly tai bo phan san
XUat giam sat va danh gia thuc té nang lyc cua cong nhan trong sudt qué trinh 1am viéc tai
RSC). Nhém thtr hai gdm 02 ngudi 1a dai dién caa nhan sy (nhém dao tao, ¢6 trach nhiém
kiém tra chuyén can, ky luat va dai dién tham gia quan sat danh gia thi tay nghé).

— Phuong phap thu thap dit liéu so cip va thir cap: Thi cap: Tim kiém céc thong tin
thir cap tai cong ty RSC trong c4c quy trinh, ndi quy, huéng dan... lién quan dén hé thong
danh gia tay nghé duoc luu tai phong HCNS va cac phong ban, bd phan lién quan trong
cong ty. So cap: Thuc hién phong vén sau dé thu thap thong tin.
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3. Két qua va thao luan

3.1. Thuc trang xay duwng va ban hanh quy dinh danh gid thuc hién cong viéc

Y kién khac 22

Viéc trién khai danh gid tr phat, chu ki qua ngan 85

Panh gia tay nghé khong theo mot ké hoach chi tiét
nao

Khéng xdy dyng cac quy dinh, quy che thi, danh gia
khéng thong nhat. tir phat

Céc chi tiéu, tiéu chuan danh gid khong 15 rang, _ g4

khong giai thich 1o thang diém
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=
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Hinh 1. Mt s6 han ché thuc té ciia qud trinh danh gid tay nghé

— Han ché thir nhat: Cong ty di dau trong viéc thuc hién danh gia tay nghé, nén viéc
thiéu s6t 1a hién nhién, bén canh d6 cong ty chua that su chd trong quan tim dén viéc
trién khai danh gia nén quy trinh khong duge dau tu xay dung va khéng c6 mot quy dinh
nao bt budc thyuc hién va quy ché thi hanh.

— Han ché thit hai: Qua sé liéu thdng ké, trong gan 500 ngudi thi tay nghé tir thang
12 dén thang 5/2021 thi c6 khoang hon 300 ngudi khong du diéu kién dy thi nang bac tay
nghé nhung van duoc dua vao danh sach. Cac con sb bao dong cho hé thong quan Iy hd
so nhan su roi rac, yéu kém va thiéu dong nhat gitra nhan su va san xuat.

— Han ché thiz ba: Thong tin chua dugc phan hdi hai chiéu va céc thdng tin lién
quan tir diéu kién thi, hinh thirc chdm, noi dung thi hay két qua thi, két qua kiém tra vi
pham, ... déu khong duoc phan hdi cho bo phan san xuat ciing nhu NLD (gan 90% nguoi
duoc khao sat da phan anh).

o

0

89.09

m R4t thwong xuyén = Dai khi Khongcd  m Y kién khac

Hinh 2. Viéc phan héi théng tin dén nhing bén lién quan va NLD
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3.2. Han ché trong vigc ldp ké hoach dinh gid kj ning tay nghé
3.2.1. Xac dinh chu ky danh gia

Cham thi hang tuan, trong khi do,
c6 nhiing tay nghé thuéc may CNC dé
chay ra 1 san pham it nhat 10 phat, bén
canh do, danh sach doi kiém tra dén tha
5 hang tuan va thir hai tuan sau phai bao
céo s luong, thoi gian nhu vay khdng
dam bao chit lwong danh gia tay nghé
(phan anh caa nhirng nguoi quan ly truc
tiép trong qué trinh cham thi).

5.45

51.82

= 1 thang/lan 12 thang/lan
Hinh 3. Chu ky hop Iy @é thuc hién ddanh gid
ky nang tay nghé

3.2.2. Chdt liong néi dung bai kiém tra

3 thang/lan = 6 thang/lan

Noi dung bai thi, rat don gian I quan sat va danh gia dua vao thao tac dya mo ta
bang 1oi cua quan ddc/té truong va cdng nhan vé cong viéc ma ho dang 1am (tinh dén thoi
diém thi tay nghé), chua c6 cac chi sé lo luong vé thoi gian hoan thanh, sé lwong can
hoan thanh hay chat luong san pham, ... Chinh vi thé, bai thi van chua dam bao rang danh
gia duoc hét c4c tiéu chi nang lyc cua mot nguoi.

3.3. Phwong phap danh gia

La phuong phép quan st va phong van danh gia, trong lic NLD thao tac, nguoi
cham s& quan sat va dit ra cAu hoi dé NLD tra loi. O phuong phap nay, theo goc do khoa
hoc thi khong duogc coi 1a phuong phap hiéu qua baoi vi trong lic thao tac van hanh may
moc, NLD can su tap trung cao do dé dam bao an toan.

3.4. Khung néng luc Ky ning tay nghé

Vé thang do, thiét ké hién tai duoc xay dung dua vao y kién caa bo phan san xuat,
y kién c& nhan su trén cha kién cua lanh dao c6 chuyén mén.

RL SL3C SL3B SL3A
May may veneer chi
May ghép veneer may
May ép nong OTT
Ciao cong cao tang
May ép néng S tang

Veneer - Raw Cutting

May quét keo

May ép nong Burkle
May bao veneer

May cit hoi
May may veneer keo

Panel - Raw Cutting

khoan thuong
méng am

cao cuoc

May ép nguéi

Rap cum (cao bau)
May 16ng lén

Ep nong
May cit ban
May rong
Khoan nim
Cao cong
dan canh
nham thing
nham bang
Cao bich

May cét tv dong
Khoan gian

Ro Al

May phan loai g6

May cua du

May cat thé (cit hoi)
Cao ghép xoay 2 mat
Cao ghép xoay 4 mat
May bao tham

May bao 2 mat

Cao ghép nhiéu tay
May lang keo

Maidy ché gé (CD)

Cua rong 1 hrdi

Hinh 4.

Trich thang do cua bé phdn gé trang
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Luén chuyén Luéan chuyén
Tuyén méi Luén chuyén

Hinh 5. Phurong phép diéu dong duwa theo thang do

Cu thé: Khi thiéu 1 tay nghé tai bo phan Iap rap (Assembly) bac SL3B, theo nhu
Skill Matrix thi san xuat nén diéu dong ngudi tir SL3C qua va diéu dong tir lao dong phd
thong (RL) thay cho SL3C va tuyén b sung RL.

S~~~

Hinh 6. Phurong phdp diéu déng thuc té

Tuy nhién, thuc té san xuat tuyén méi bd sung vao vi tri tay nghé, sé luong tuyén
méi 1a tay nghé tuong wng rat hiém.

3.5. Vigc lwa chon va dao tao ngwoi danh gida

)

> 100

S &0

5’ 60

Z 40

S o L o

= 0

2 Phatvanban  Phong HCNSt5  Téchichuén  Khéng cé dao tao
hwéng dan chirc dao tao, Iuy_én dwai sw chi

hwéng dan dan cla chuyén
gia

Hinh 7. Viéc thuc hién dao tao cho doi ngii nhan luc danh gia

Qua khao sét, thay duoc cong ty RSC ngoai viéc khdng chi trong quy trinh danh
gia ma con khong chl trong xay dung, huan luyén d6i ngii chuyén mén danh gia, khong
c6 quy trinh két hop voi khong lya chon do tao, di tao ra 16 hong siu trong danh gi tay
nghé tai RSC. Nguyén nhan gay ra han ché trong danh gia tay nghé.

4. Két luan va kién nghi

Bang cach van dung két hop nhitng phuong phap vé phong van sau va théng ké mo
ta, ciing két hop nhitng cdng cu vé biéu dd nhan qua, luu d6 dé xay dung lai quy trinh va
tim ra nhitng han ché ciia quy trinh danh gia k¥ nang tay nghé tai cong ty TNHH Rochdale
Spears bao gom: Thir nhat, khdng c6 tinh bat budc cudng ché vi cong ty chua xay dung
quy ché, quy dinh va quy trinh thuc hién danh gia. Thir hai, 12 su thiéu gan két trong thdng
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tin va phan hdi. Cudi cung, chinh 13 chua xac dinh rd tiéu chi danh gia va khung bac tay
nghé con chung chung. Véi nhitng han ché nhu trén, tac gia dua ra giai phap nhu sau:

Thit nhat, chinh sira va phan bé trach nhiém rd rang, c6 dong hon cho tirng mit xich
trong quy trinh, tranh 6m dom qua nhiéu viéc. Chuyén phan trach nhiém ca nhan sang
bang mo ta cong viéc.

The hai, hé thdng hda cac vi tri 1am viéc, tiéu chuan véi ngudi thuc hién cong viéc,
tiéu chuan thuc hién cong viéc roi cong bd cong khai.

Thet ba, xay dung mot quy trinh danh gid ning luc cu thé va phan ré quyén han,
trach nhiém cua ting bo phan va thoi gian cuy thé.

Thar fue, hoan thién noi dung danh gia

— Ban hanh quy dinh chung vé quy tinh danh gia, cic cong cu va biéu mau sir dung
danh gia

— Lya chon va phan cong nhiém vu cho hoi dong danh gia: Hoi ddng danh gia bao
gom ba thanh phan 1a (1) Nhom danh gia k¥ ning tay nghé (Nhan vién nhan su) véi nhiém
vu danh gia va ghi nhéan luu trir két qua thi; (2) Truong bo phan/Quan doc/T6 trudng (bo
phan san xuat) vai nhiém vu 1a ngudi ddng cham thi va ghi nhan két qua vai nhan vién
nhan su; (3) Nhém kiém tra chat luong san pham (QC) 1a ngudi ¢6 trach nhiém kiém tra
va dua ra két luan vé két qua hoan thanh cong viéc.

— Quy dinh vé xép loai cip bac tay nghé: Dua vao mirc d6 nguy hiém cua may, tinh
chat thao tac cdng viéc, muc do phuc tap trong van hanh, mic do phic tap cua ban vé ky
thuat, va do kho khi str dung cac cong cu hd trg dua ra dugc ba mic do cap bac tay nghé
Bac 1, Bac 2 va Bac 3. Trong d6 bac 3 1a mic do don gian nhat va bac 1 1a mac d6 phic
tap nhat. Trong mdi bac sé& chia lam ba cip do A, B, va C trong d6 cap C 1a don gian nhat
va A la phtc tap nhat.

Théng bao vé_ Ly thi
tay nghé
Khéng du

dieu kigén . = RS 2 1a
- _ . i NLD ty danh gia Ciép nhit két qua lén
Khong dang ky €———— ban than hé théng va phin héi

D dicu kién

- " " Trién khai theo ké
Pang ky dur thi hoach cham thi

N1 dung thye
hanh phir hop

Téng hep danh sach
dur thi

No1 dung

thire hanh

khéng pht
hop

Pu diéu
kién

Khoéng du
dicu kién

Phan loai nhém tay Théng nhat véi bé
nghé va céong b6 ——> phan ndi dung thuc
danh sach hanh cho timg nhém
tay nghe

Loai khéi danh sach oy

va phan hai

Hinh 8. Quy trinh ddnh gid kj ndng tay nghé sau cdi tién
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— Céch thure danh gia:

« Ly thuyét: NLD s& duoc kiém tra vé kién thirc vé g6, phan loai gd, doc ban vé va mic
d6 am hiéu ban v& cia mdi ca nhan. Tuong thuat mo ta quy trinh lam viéc cua minh. Mai
phan s& ¢6 thang diém cham diém cu thé. Trong twong lai, ddy s& 14 co s& dé hoan thién, cap
nhat quy trinh d4nh gi4. Thuc hanh: Ngudi danh gia s& dya trén ly thuyét mo ta caa NLD, két
hop Vi tidu chuin danh gia va khung ning lyc dé quan sat qua trinh 1am viéc cua NLD va
ghi nhan lai qua ba tiéu chi: Thoi gian ra san pham; Chat lugng san pham lam ra. ..

« Cac tiéu chi danh gia va thang diém cho ting tiéu chi: Phan loai tay nghé dya vao
bdn nhom tiéu chi: (1) Thai do; (2) Ky ning; (3) Kién thuc; (4) Két qua cong viéc.

« Trong nhom thai do bao gom: (1) Tuén tha ndi quy, quy dinh caa cong ty; (2)
Thuc hién 58S tai noi 1am viéc; (3) Tinh logic trong l1am viéc: di chuyén, cat bé nguyén
vt liéu hong tiét kiém nhat; ... Nhém k¥ nang bao gom: (1) Van hanh may méc thiét bi,
phét hién, thay thé phu ting, chi tiét may, ... (2) Phan loai g4, lay dung loai nguyén vat
lieu; (3) Poc va hiéu ban vé ky thuat; (4) Cai tién trong trong viéc Kaizen ... Nnom kién
thirc bao gém: (1) Poc viét va phan tich duoc thong tin caa san pham ... Nhém két qua
cdng viéc bao gdm (1) Chét lugng tét (sai 16i muc chap nhan duoc); (2) Thoi gian hoan
thanh nhanh, hop chi tiéu... Trong ting tiéu chi s& c6 ndm tiéu chuan danh gia tir 1 dén 5.
Tiéu chuan 1 twong tmg don gian nhét véi thang diém 0; Tiéu chuan 5 véi mirc do phirc
tap nhat tng véi diém 10. Khoang cach giira tiéu chuan 1a 2.5 diém.

« Tong hop diém cua hai phan thi, lay trung binh cong, vuot qua 70 diém sé& duoc
cdng nhan dat tay nghé do.

Bdng 1. Biém méi cua quy trinh sau cdi tién

Cac dac diém

Trudc cai tién

Sau cai tién

Muc dich

s0 sanh
Péi twong Tat ca NLD chi can di  Céng nhan da duge dao tao  Gitr chan NLD dé bl vao chi
d S thoi gian t6i thieu 3 va dugc ky HPLD chinh phi dao tao
u thi . ,
thang thac
Co danh sach va di C6 danh sach, bdo vé bo Dam bao dd minh bach va
chim khong cu thé thoi  phan nhan s lugng, va cdng bang giira tay nghé cii va
Cach thuc gian cing bo phan kiém tra lai nguoi chuan bi thi bac tay
cham thi d6 kho dé thi véi ddi twong  nghé do
d3 co tay nghé twong tng  Ngudi chim thi s& c6 co so dbi
truge do ching, tranh danh gia chu quan
Chi c6 nhan vién nhan  Nhan vién nhan sy, ngudi  Danh gid dugc cong suat va
DPbi twong su va ngudi quan ly quan ly tryc tiép cia NLD  chét luong cua san pham, dam
cham thi truc tiép cia NLD va nhan vién QC bao tay nghé dugc nang Ién la
xung dang
NLD khong biét ngdy Dugc thong bao dé chuan  Dam bio NLD cé su chuan bi
Thoi gianthi  thi nén khong chuan bi  bi tam Iy tét k¥ ludng, tranh viéc tam Iy anh
tam ly virng vang huéng dén chat lwong bai thi
Thao tac 1am viéc van Ly thuyét va thyc hanh, c6  Nham danh gia dang nang luc
Noi dung thi hanh may va tra loi cu  diém so cu thé cho timg néi  ctia NLD va nhitng nd lyc cua

hoi ciia ngudi cham

dung tiéu chi danh gia.

ho trong cong viéc, tim ra tay
nghé that su lanh nghé.
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