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Tom tat:

Quan ly lao dong hiéu qua giip doanh nghiép ¢é nguon nhan lyc phu hop véi vi tri dwoc tuyén
dung va tinh hinh san xudt kinh doanh ciing nhu dinh hiéng phat trién. Diéu nay s€ giup ndng
cao hiéu qua san xudt, givip doanh nghiép ngdy mot phat trién hon. Céng ty cé phan tdp doan
Dabaco Viét Nam la mét tdp doan om véi mé hinh t6 chire cong ty me va nhiéu don vi tric
thugc bén duoi. Tuy nhién cong tac quan ly lao dong trong linh viee san xudt thire an chan nudi
tai cdc don vi triee thude van con ton tai mot s han ché trong cong tac ké hoach, dao tao, boi
duong va khuyen khich ngieoi lao ddng . Bdi bdo ndy trinh bay khung Iy thuyét phan tich quan
Iy lao déng va két qua danh gid thiee trang cong tac quan Iy lao dong cuia cac nha may thirc an
chan nuéi cia tdp doan. Dady la co s dé xudt mot s6 gidi phdp nham tang cuong quan 1y lao
dong tai cac Nha may thire an chan nudéi cua Dabaco trong thoi gian toi.

Twr khéa: Quan ly lao dong, nha may, thirc an chan nudi, Dabaco.

Ma JEL: M54, F66, J08, F66, JO1

Enhancing labor management of feed production mills at Vietnam Dabaco Group Joint
Stock Company

Abstract:

Effective labor management is crucial for having human resources that meet the requirements
of firms in production and business activities as well as their development orientations. This
helps to improve business performance and the firm more develop. Dabaco Vietnam Group
Joint Stock Company is a large holding with subsidiaries. However, the labor management
of animal feed production mills has some weaknesses in planning, training and retraining,
and encouragement of laborers. This paper presents the theoretical framework for labor
management and results of assessing the current situations of labor management of feed
production mills of Dabaco. Based on the findings, some solutions are proposed for enhancing
labor management at the animal feed production mills of Dabaco in the future.
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1. Pat van dé

Cong ty c6 phan Tap doan Dabaco Viét Nam (Dabaco), tién than 1a cong ty Nong san Ha Bic trén co s¢
d6i tén Cong ty Dau tam to Ha Bic, dugc thanh 1ap tir nam 1996. Qua hon 20 nam thanh 1ap va phat trién,
hién nay, Dabaco 1a mot trong nhitng thwong hiéu xudt hién sém nhat trén thi truong thire an chan nuoi tai
Viét Nam va trong tép 10 doanh nghiép san xuat thiic an chin nuéi 16n nhét ca nudc. Trong linh vyre san
xuat gidng gia suc, gia cam: c6 hé thong cac trang trai nudi, lai tao lon giéng gdc cu ki, ong ba va san xuat
con gidng hat nhan, giéng b me, gidng thwong pham, tinh lon cung cip cho hé thong chin nudi gia cong
ctia Tap doan va ban ra thi truong; trai ga gidng bd me ciia Dabaco c¢6 quy mo va cong nghé hién dai hang
dau Viét Nam. Trong linh vuc thiic an chan nu6i, Dabaco hién c6 6 Nha may san xuat thire an chan nudi voi
téng cong suat 85 tAn/gid, cong nghé ddng bod va tw dong hoa duoc nhap tir nhitng nude phat trién nhu My,
Phap... Bén canh d6, Dabaco con tham gia vao linh vuc dau tu xdy dung ha ting khu cong nghiép, d6 thi va
kinh doanh bat dong san. Doanh thu ctia Dabaco nam 2018 dat 6.795 ty VND, ting truéng 14% so v6i nim
2017. Trong @06, linh vuc thirc an chan nuoi dong vai tro chu dao, ding thir 2 thi truong thire an chan nuoi
nuéi & khu vuc phia Bic (Dabaco, 2018).

Trong xu hudng toan cau héa hién nay, sy canh tranh giita cic doanh nghiép ngay cang gay git. Dé ton
tai va phat trién, mdi cong ty phai lién tuc d6i méi, phat huy t6i da ngudn luc va tan dung co hdi. Trong céc
ngudn lyc, ngoai von, may moc va cong nghé, quan 1y hiéu qua ngudn nhan lyc vo cing quan trong. Nén
tang ctia mot doanh nghiép viing manh 1 ngudn lao dong co trinh d6, nang lyc va tim huyét, song song do
can mot hé thong quan 1y hiéu qua dé phat huy t6i da ngudn luc nay. Bén canh nhitng thanh tuwu dat duoc,
cong tac quan 1y lao dong tai cac Nha méy thirc in chan nudi ctia Dabaco con nhimng han ché can khéc phuc
dé tap doan vuon 1én tAm cao méi trong bdi canh hoi nhap kinh té toan cau.

2. Tong quan nghién ciru

Quan 1y ngudn lao dong nham nang cao sy dong gop cia lao dong cho muc tiéu cta doanh nghiép trén ca
ba phuong dién: Muc tiéu chién luoc (théng qua cac muc ti€u ké hoach dinh ky); trach nhiém dao duc (tao
cong an viéc lam, nang cao thu nhap, mirc séng cho nguoi lao dong); va trach nhiém xa hoi cia to chirc (duy
tri, bao vé va phat trién ngudn lao dong 1a ngudn luc quan trong cia qudc gia) (Tran Xuan Cau & Mai Qudc
Chanh, 2008). Bratton & Gold (2007) tong két mot s6 mo hinh quan 1y nhan lyc nhu mo hinh Fombrun &
cong su (1984) chi ra quan 1y nhan lyc bao gdm 4 thanh t6: tuyén chon, danh gia, phat trién va thing thuong
nhung chua chi trong loi ich ctia cac bén lién quan. M6 hinh Harvard ciia Beer & cong su (1984) cho rang
quan 1y nhan lyc bao gém 6 yéu t: tinh hudng, 1oi ich cac bén lién quan, lia chon chinh sach quan 1y, dau
ra, hé qua 1au dai va vong lién hé nguogc téi td chirc va cac bén lién quan. M6 hinh Guest (1997) cho rang
Kkét qua quan 1y nhan lyc c6 thé dat duoc tur két qua hoat dong cua cac nhan va td chire, coi trong cam Kkét
clia nguoi lao dong dé dat duoc két qua cua hoat dong quan 1y. Storey (1992) phan tich hoat dong quan 1y
nhén luc trén 4 khia canh: niém tin va sy thira nhan; chién lugc; cach thire quan 1y; va cac don bély. Theo
Pao Phuong Hién & Pham Bao Duong (2019), nghién ctru vé quan 1y lao dong tai cac doanh nghiép bao
gdm cac ndi dung: xay dung chién luoc ngudn lao dong; 1ap ké hoach tuyén dung; bé tri va st dung lao
dong; dao tao va phat trién nguén lao dong; thuc hi¢n chinh sach dai ngd; va hoat dong kiém tra danh gia
su dung va quan ly lao dong.

Nhin chung cdc md hinh théo luan trén pht hop véi hoat dong quan Iy nhan lyc da nganh nghé, da linh
vue. Dya trén mo hinh ctia Bratton & Gold (2007) vé khung phan tich hoat dong quan Iy nhan Iyc bén vimg
va két qua nghién ctru vé quan 1y lao dong ciia Pao Phuong Hién & Pham Bao Duong (2019), khung phan
tich dudi ddy co thé ap dung cho phan tich quan 1y lao dong & cac nha may thic an chin nudi ciia Dabaco
(Hinh 1).

Xay dyng chién luoc phat trién ngudn lao dong 1a budce dau tién, gitp cac t6 chic 6n dinh hon trong viéc
theo dudi nhitng muc ti€u ngén han, trung han va dai han. Tt viéc xac dinh nhu cau va cac nguén cung lao
dong co thé 6, quan 1y ngudn lao dong méi co thé xac dinh duoc t6 chic can tuyén dung vé sb lugng va
chat lugng nhu thé nio va dao tao ho dé dap tmg trinh d6 theo yéu cau. Nguyén Van Diém & Nguyén Ngoc
Quan (2004) chi ra cong tac bd tri va sir dung nhan su lién (ca doi ngii nhan sy duoc tuyén dung va doi ngii
nhan sy dang ddm nhéan céng viéc) nham muc tiéu: (i) dam bao du ) lugng, chét lugng lao dong dap ung
yéu cau san xuit kinh doanh; (ii) dam bao dung chuyén mon, va sé truong.
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Hinh 1: Khung phan tich quan ly lao dong tai doanh nghiép
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Nguén: Bratton & Gold (2007) va téng hop ciia tac gid.

Dao tao va phat trién ngudn lao dong 1a qua trinh bu ddp nhiing thiéu hut vé chuyén mén, k¥ nang, thai do
dé nguoi lao dong dap g dwoc yéu cau cong viée hién tai. Hoat dong dao tao thudng mang tinh ngén han
hon, ¢6 xu huéng thoa méin nhiing nhu cau trudc mit cua td chirc. Trong khi do, phét trién nhan luc, mot qua
trinh 1au dai nham nang cao nang lyc va dong co lam viéc ciia nguoi lao dong tao ra co hdi thang tién cho ho
va phat trién doi ngli ké can, chuén bj trudce ngué)n nhan luc dé 6 chirc khong bi roi vao khung hoang, thiéu
hut, mat 6n dinh nhan Iyc. Dé danh gia va giam sat lao dong trong doanh nghiép, ngudi quan 1y can cha y
mot sd noi dung sau: Xac dinh nhi€ém vu va tiéu chuan thuc hién cong viéc cho lao dong; xay dung co ché
gidm sat va danh gia, tao diéu kién thuan lgi dé nguoi lao dong hoan thanh nhiém vy thong qua han ché cic
10 can va bd tri cong viéc phit hop theo ning lyc (Tran Thi Kim Dung, 2011). Thyc hién chinh sach dai ngo
cho ngudi lao dong c6 thé qua hai hinh thirc: tai chinh va phi tai chinh va mdi hinh thirc déu phai dwoc quan
tam mot cach thoa dang (Nguyén Van Diém & Nguyén Ngoc Quan, 2004).

Bén canh danh gia thuc trang quan 1y lao dong, phén tich cac yéu t6 anh huong dén quan 1y lao dong la
van dé chu chdt giup dé xuét cac giai phap ting cudng hiéu qua quan 1y lao dong trong doanh nghiép. Pao
Thi Lua (2013) cho ring quy hoach va xay dung chién luoc thu hat ngudn lao dong c6 chit luong 1a yéu
td tién quyét trong doanh nghiép. Su phat trién cta khoa hoc cong nghé, dac biét tng dung dién tu tin hoc,
robdt hoa s& anh huong dang ké dén lao déng do thay d6i ning suat lao dong, Vi tri viéc lam va yéu cau trinh
do va k¥ nang dap g méi (Hoang Thi Hong Yén, 2014). Pfeffer (1998) cho rang thong qua quy trinh tuyén
chon, giam sat, danh gia va ché d6 dai ngd hiéu qua, cac hoat dong dao tao va phat trién va su hai 10ng trong
cong viée co tac dong tich cuc téi hoat dong san xuit kinh doanh ctia doanh nghiép.

3. Phwong phap nghién ciru
Nghién ctru sir dung nguon so li¢u thir cap tu sach, bao, tap chi c6 lién quan, cung voi do 1a cac bao cao
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tong két, s6 liéu cia Dabaco. Sb liéu so cép dugc thu thap théng qua phong véan siu can bo 60 quan 1y, va
khao sat 184 ngudi lao dong trong 06 nha may san xuat thirc an chin nudi ctia Dabaco. Céc ndi dung khao
sat bao gdm chién lugc, chinh sach vé quan 1y va phat trién lao dong; thuc trang va cac yéu t6 anh hudng
dén quan 1y lao dong tai cic nha may thirc an chin nudi. Bén canh d6, bang hoi ban ciu tric véi cac cdu hoi
danh gia theo 5 cap do dua trén thang do Likert, duoc sir dung nham thu thap dénh gid nguoi lao dong vé
cac khia canh khac nhau trong quan 1y lao dong. Phuong phap thdng ké mé ta va théng ké so sanh duoc sir
dung cho phan tich danh gia thuc trang, cic yéu t6 anh hudng dén quan 1y lao dong ciia cic nha may thirc in
chan nuoéi cua Dabaco. Cac phuong phap nay ciing dugc st dung trong cac nghién ctru khac cua Vii Minh
Tién (2011) va Pao Phuong Hién & Pham Bao Duong (2019).

4. Két qua nghién ciru va thio luin

4.1. Thuee trang lao dpng va qudn Iy lao dpng tai cdc nha mdy thivc dn chian nuéi ciia Cong ty Co phan
tdp doan Dabaco

4.1.1. S6 heong va co cau lao dong

Trong cac nha may san xuét thie 3n chan nudi cua Dabaco, doi ngili can bd duoc xay dung dua trén
nguyén tic dio tao, tuyén chon doi ngii nhan vién cé trinh dg, c¢6 kinh nghiém, du ning luc va nhiét huyét
trong cong viéc. Cac yéu cau dbi véi k¥ thuat, dao tao, gido duc va kinh nghiém dugc xac dinh thong qua
van ban mo ta cong viéc cu thé cua ting bo phan. Trong giai doan 2016 — 2018, téng sb lao dong lam vi¢c
trong cac nha may san xudt thirc dn chin nudi cua Dabaco ting 1én kha nhanh nhung lao dong phd thong co
xu hudng giam, ké ca lao dong truc tiép. SO luong lao dong lam viéc trong cic nha may san xuét thirc in
chan nudi nim 2018 1a 990 ngudi, ting gan 12% so véi nam 2016. Tong sb lao dong tai cac nha méy thirc
an chin nudi cia tap doan dén dau nam 1a gdn 1000 ngudi, trong d6 lao dong nit chi chiém khoang 20% va
phan 16n lao dong c6 d6 tudi tir 26 dén 34 tudi (Bang 1).

Béang 1. Thwe trang lao dong dang ciia cac nha may thirc in chin nudi cia Dabaco

2016 2017 2018 So sanh (%)
Chi tiéu SL CC SL CC SL cC BO
(nguoi) (%) (ngudi) (%) (nguroi) (%)

1. Tong 56 lugng 835 100 981 100 990 100 108,89
lao dong
2. Theo tudi
- Dui 25 177 21,20 251 25,59 225 22,73 112,75
T 26 - 35 tudi 432 51,74 484 4934 497 50,20 107,26
i 36 - 45 tudi 163 19,52 175 17.84 193 19,49 108,81
_ Trén 45 tudi 63  7.54 71 724 75 758 109,11
3. Theo trinh d6
- Dai hoc va trén 345 41,37 395 30,07 395 29,80 100,13
dai hoc
- Cao déng 93 11,14 9% 6,52 9% 6,67 101,94
- Trung cép 85 10,18 91 928 90 9,1 102,98
- So cap va dao 115 13,77 119 12,13 125 13,63 104,26
tao nghé
t;OCh“a qua dao 197 23,59 282 28,75 284 28.69 121,93

]\./gué‘n: Dabaco (2019).

4.1.2. Chién lwoc phdt trién nguon lao déng

Chién lugc phat trién Dabaco ciing nhur cdc nha may san xuét thirc &n chian nudi cua tap doan tap trung vao
dao tao, phat trién nhan luc c6 trinh d6 cao dap ung duoc sy phat trién ciia khoa hoc cong nghé, va yéu cau
phat trién cua nganh dudi nhiéu hinh thirc khac nhau nhu: ngén han va dai han, trong nudc va ngoai nudc,

tai dao tao, dao tao nang cao... Cac nha may xac dinh viéc dao tao va phat trién nhan luc qua mdi thoi ky tap
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trung vao ba nhom chinh: can bd quan 1y cao va trung cap, doi ngii chuyén gia trong cac linh vuc san xuét,
dac biét d6i ngli cong nhan co trinh d9, tay nghé cao va dugc xem nhu ba chan tru cho su phat trién cla céac
nha may trong giai doan tdi.

Chién lugc phat trién nguon lao dong ciia cac nha méay san xuét thirc an chin nudi ciia Dabaco dén nim
2025 sé€ c6 khoang 1600 ngudi lao dong lam viéc trong cac nha may, trong d6 lao dong c6 trinh do tir cao
dang tré 1én chiém khoang 50% tong sb lao dong va phin déu giam ty 18 lao dong lao dong phd thong, chwa
qua dao xudng dudi 5%. Trén 65% can bd quan 1y va nguoi lao dong danh gid tot chién lugc phat trién lao
dong cua cac nha may san xuét thirc dn chan nudi ciia Dabaco hién nay va c6 10% ngudi lao dong cho rang
chién luoc phat trién nguén lao ddng hién nay chua dugc tbt.

4.1.3. Ké hoach tuyén dung va sir dung lao dong

K¢é hoach tuyén dung lao dong ¢ cic nha may san xuét thirc an chin nudi dya trén dy bao vé nhu cau thirc
an chan nuéi ting 1én trong nhiing nam t6i. Ké hoach tuyén dung lao dong c6 trinh do cao ding, dai hoc trd
1én tap trung vao d6i tuong lao dong lam viéc cho cac phong ban quan 1y clia cac nha may; lao dong lam
quan dbc, t6 truéng phu trach cac nha may, phan xuéng. Lao dong chua qua dao tao, lao dong phd thong, co
trinh d¢ so cép va trung cap dio tao nghé chi yéu dugc tuyén dung vao lam cong nhan hodc cac vi tri khac
nhu bao v¢, nhan vién thi truong (Bang 2).

Bang 2. Nhu ciu va ké hoach dwogc phé duyét tuyén dung lao dong

phan theo trinh dg tai cic nha may thirc an chian nudi ciia Dabaco
DVT: Lao dong

Nhu céu tuyén dung K& hoach dwoc phé duyét
Chi tiéu

2016 2017 2018 2016 2017 2018

Pai hoc trd Ién 70 75 80 66 73 71
Cao ding 50 55 65 42 46 54
Trung cip 30 25 60 24 24 26
So cép va dao tao nghé 20 20 20 16 15 15
Chua qua dao tao 98 74 110 78 50 125
Tong 268 249 335 226 208 291

Nguon: Dabaco (2019).

Ké hoach tuyén dung lao dong tai cac nha may san xuét thirc an chin nudi ciia Dabaco chi yéu van dang
dua vao ké hoach san xuat kinh doanh timg nam. Két qua diéu tra cho thay can bo quan 1y nhan su cua cac
nha may chua nam sat duge thuc té va danh gia dugc chinh xac hoat dong ctia cac nha may nén lap ké hoach
du béo nhu cau lao dong con chua sat. Cting véi d6, trong qué trinh 14p ké hoach vé nhu cau lao dong, nhiing
mit han ché, ton tai trong qué trinh quan 1y lao dong tai cac nha may chua dugc danh gia day du. Do d6 thiéu
chc giai phap kip thoi dé ning cao hiéu qua khai thac lao dong cii, tuyén dung thém sb luong lao dong mai
phit hop dé giam thiéu chi phi dao tao.

4.1.4. Pao tao va phdt trién nguon lao dong

Dabaco di xay dung quy ché vé dao tao bdi dudng cho ngudi lao dong trong tap doan, ciing nhu cc nha
may san xudt thie an chan nuéi. Noi dung dao tao tap trung vao nang cao k¥ nang nghiép vu cho nguoi lao
dong dé phuc vu cong viéc nhu tap hudn, bdi dudng vé k¥ ning an toan lao dong trong san xuat; k¥ ning
phong chay chita chay; cac 16p dao tao bdi dudng vé chuyén mén va ky nang quan 1y san xuat, quan 1y kho,
va hoc tap kinh nghiém quan 1y & Dabaco hoic cac t6 chirc, doanh nghiép khac. Ngudn kinh phi dio tao,
tap hudn, bdi dudng nang cao trinh d6 chuyén mén, nghiép vu, ki ning cho ngudi lao dong ctia cac nha may
thire an chan nudi tang tir 2,1 ty VND nam 2016 1én 3,1 ty VND nam 2018.

Tuy nhién, két qua phong van lanh dao cac nha may thirc dn chin nuéi cho thay do chwa cé chinh sach
dao tao phat trién ngudn lao dong nén hién nay cac nha may san xuét thic an chin nudi chua cé quy hoach

86 291(2) thang 9/2021 39 Kinh téPhit trién




dao tao, phat trién lao dong; chua xac dinh nhu ciu dao tao phat trién lao dong, dic biét véi khdi lao dong
gian tiép, lao dong quan 1y, lao dong chuyén mén; chua c6 ké hoach dio tao phat trién lao dong chuyén su.
Cac hoat dong dao tao hién nay chu yéu la cac 16p tap huén, bdi dudng ngén han nang cao trinh d6 k¥ nang
cho nguoi lao dong.

4.1.5. Chinh sach dai ngé cho nguwoi lao dong

Hién nay, ché d6 lam viéc trong cdc nha may san xudt thirc dn chin nuéi cua Dabaco dugc thuc hién theo
quy dinh cta Luat Lao dong. Thoi gian lam viéc 8 gid/ngdy va 44 gio/tuan. Thoi gian nghi phép ddi v6i can
bd quan 1y va lao dong gian tiép trong 12 ngay trong mot nam, ddi véi lao dong truc tiép 1a 15 ngay trong
mot nam. Cac ché d6 bao hiém x hoi, bao hiém y t& duoc thuc hién theo dung quy dinh. Tuy theo vi tri viéc
lam, thoi gian lao dong co6 thé duoc didu chinh theo quy dinh ctia nha méy. Tién luong cua ngudi lao dong
dugc tra theo két qua san xuat kinh doanh ctia don vi va sy dong gop ciia lao dong va duge danh gia 1a kha
6n dinh. Mirc luong tdi thiéu khoang 7,5 triéu dong/thang véi lao dong da qua dao tao va khoang 7 trigu
déng/théng voi lao dong chua qua dao tao. Muc luong ctia lao dong c6 trinh do dai hoc va trén dai hoc cao
o muc binh quan trén 20 triéu VND/thang/nguoi tuy theo vi tri (Bang 3).

Bang 3. Thu nhép ciia lao dong trong cic nha may sian xuét
thirc an chin nudi cia Dabaco giai doan 2016 -2018
Thu nhap binh quan (triéu dong/nguwoi/thang)  So sianh (%)

Chi tiéu
2016 2017 2018 BQ

1. Theo trinh d6

- Pai hoc va trén dai hoc 18,79 22,38 27,88 121,80
- Cao diang 14,57 13,78 13,98 97,95
- Trung cap 13,02 11,89 13,04 100,08
- So cap va dao tao nghé 8,56 7,55 9,46 105,15
- Lao dong chua qua dao tao 7,26 6,69 8,82 110,21
2. Theo phan cép quan ly

- Ban Giam dc 25,44 31,86 34,72 116,81
- Céac phong ban quan ly 8,44 8,97 9,53 106,29
- Cong nhan 7,72 6,75 8,87 107,21
- Bao v¢ 6,54 6,69 7,33 105,85
- Nhan vién thi truong 16,32 17,53 22,02 116,16

Nguon: Dabaco (2019).

Tuy nhién, qua phong van, ngudi lao dong phan anh hé thong tra lvong, thudng cho cin bo va ngudi lao
dong & cac nha may van con mot sd bat cap: chua ¢ bang phan tich cong viée cu thé cho cac lao dong gian
tiép, ddc biét 1a lao dong & cac phong ban; cac tiéu chuan dénh gia ngudi lao dong con mang ning tinh cha
quan; cung v6i d6 1a tinh ty giac ciia nguoi lao dong chua cao; con so6 su bao che, gitip do cho cac lao dong
khac khi lam viéc khong dting gio, din dén chua thyc hién t6t viéc danh gia ding niang luc ngudi lao dong
dé 6 co so tinh lwong, thudng.

4.1.6. Kiém tra déanh gid hoat dong quan 1y lao dong

Trong nhiing nim qua, viéc kiém tra danh gia lao dong trong cic nha may san xuat thirc an chan nudi ctia
Dabaco da gilip cai thién ning suit lao dong. Cac nha may san xuét thirc an chin nudi ctia Dabaco da sir
dung nhiéu hinh thirc khac nhau gdm: ap dung chinh sach thudng phat theo dinh mirc cong viéc hoan thanh,
khuyén khich nguoi lao dong tham gia vao viéc hoach dinh ké hoach san xuét kinh doanh, luan chuyén lao
dong bo phan quan ly. B phan quan ly nhan su cta cac nha may thuong xuyén st dung céac bi¢n phap: di
khdo sat thuc té tinh hinh lam viéc cua lao dong tai cac b phan; kiém tra cac bd phan k¥ thuat xem c6 van
hanh ding quy dinh, hodc thai d6 lam viéc cua nguoi lao dong, dac biét di thuc té cac thi truong, dai ly cia
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Dabaco & cac dia phuong dé ndm bét tinh hinh hoat dong thuc té ctia nhan vién thi truong, danh gia nhu cau
thi truong, ... tir d6 c¢6 nhitng chinh sach diéu chinh kip thoi. Cac bién phap danh gia lao dong quan 1y dugc
luan chuyén giup ho nim bit toan dién hon cac van d& san xuét kinh doanh, khic phuc tinh quan liéu va
phat huy duoc hét cac té chat, kha ning cia minh & vi tri dugc chuyén dén. Tuy nhién, két qua phong van
ngudi lao dong cho thiy, c6 khoang 20% ngudi lao dong cho ring cong tic danh gia can bo, ngudi lao dong
va thong tin trong cdc nha may chua tot. Mic du trong giai doan 2016 — 2018 thi s6 lugt ngudi vi pham co
giam xudng nhung s luong lao dong vi pham, bi khién trach va dudi viéc ¢ cac nha may vin mé muc cao
(Bang 4).

Bang 4. Tinh hinh vi pham va xir 1y vi pham ndi quy, quy ché
cuiia cidc nha may san xuat thirc in chén nudi trong giai doan 2016 - 2018

Dién giai PVT 2016 2017 2018
S6 luot lao dong vi pham Luot vi pham 645 589 571
S6 lao dong bi khién trach nguoi 49 47 43
S lao dong bi dudi viec ngudi 39 34 31

Nguon: Dabaco (2019).

4.2. Cac yéu 16 anh huong dén qudn Iy lao dong trong cdc nha mdy sdn xudt thire an chin nuéi ciia
Cong ty Co phéan tdp doan Dabaco

4.2.1. Cong tac hoach dinh lao dong

Panh gia ctia can bd quan Iy cho thay cong tac hoach dinh ngudn lao déng cta cac nha may san xuét thirc
an chan nuoi chua du bao dugc theo sy phat trién ctia cac nha may trong dai han ma chi du bao ngan han.
Vi xu thé phat trién chung cia nganh chan nuoi Viét Nam ciing nhu ctia Dabaco 14 san xuat theo mé hinh
khép kin, bdi vay can rat nhi€u can bd ky thuat c6 tay nghé dé dam bao chat luong san pham. Qua phong van
lanh dao cac nha may thirc an chan nudi cho thay, hién nay cac nha may dinh ra chi tiéu tuyén dung trong
nam, chua cé chién lugc phat trién lao dong trong dai han; chua that sy gan voi dau tu cho con nguoi trong
dai han. Cac nha may san xuat thirc an chan nudi cia Dabaco chua danh gia thuc trang va hi¢u qua su dung
lao dong; thiéu cac ndi dung chu yéu cua 1ap ké hoach nhan sy nhu thiét ké va phan tich cong viéc, danh gia
nhu cau, du bao lugng lao dong, du bao lao dong xin théi viée, cho nghi viéc (Bang 5).

Bing 5. Panh gia ciia can bd quan 1y vé cong tic hoach dinh chién lwoc

phat trién lao dong ciia cac nha may san xuit thirc dn chin nudi Dabaco )
DBVT: % y kién (n = 60)

R Rit . . Khéng Khong

Chi tiéu s , Dongy s,

dong y y kién dong y
1. Thiéu danh gia cu thé hidu qua sir dung lao dong 16,67 43,33 30,00 10,00
2. Chua c6 chién luoc phat trién lao dong dai han 13,33 33,33 36,67 16,67
3. Thiéu céc can ctr tuyén dung nhéan sy cu thé 11,67 3833 38733 11,67

4. Quy trinh 1ap chién lugc va ké hoach phat trién lao
. 13,33 43,33 26,67 16,67
dong chua khoa hoc

Nguon: Tinh toan cua tac gia tir 5o ligu diéu tra.

4.2.2. Trang thiét bi, co sé vit chdt, phwong tién ky thudt cho dgi ngii quan 1y lao dong
Két qua khao sat cho thiy trong cac nha may san xudt thirc in chin nudi cua Dabaco, hé théng may vi
tinh da duoc trang bi ddy du cho lao dong quan 1y. Cac phan mém nhu ké toan, tinh luong, thuong da duoc

Dabaco dau tu toan dién va két noi véi ca tap doan. Tuy nhién theo danh gid cua can bo quan 1y cac nha may,
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h¢ thdng may moc, trang thiét bi phuc vu cho cong viéc quan Iy nhéan su, ké toan, chAm cong hién nay & cac

nha may san xuét thirc dn chan nudi cua Dabaco va dap tng duoc yéu cau cong viéc nhung chua dong bo

(Bang 6). Cac nha may di c6 hé thong cham cong lao dong nhung van st dung bién phap ghi s6 va danh gia

chat lugng lao dong bang sb sach nén viéc danh gia lao dong van mang tinh cam tinh kha cao. Viéc danh

gi4 lao dong thong qua to trudng to san xudt, doi truong san xuat nén danh gia lao dong chua khach quan.
Bang 6. Y kién danh gia ciia can b quan ly vé may méc, trang thiét bi

phuc vu cdng viéc trong cic nha may sin xuat thire dn chiin nudi Dabaco
DBVT: % (n = 60)

Dién giai Rattot  Tot Trung binh Kém Rit kém
May moc phuc vu cong vige 31,67 56,67 8,33 3,33 0,00
Phan mém phuyc vu cong viéc 2333 48,33 21,67 6,67 0,00
Hé théng mang internet 18,33 46,67 26,67 5,00 3,33
Céc trang thiét bi khac 16,67 53,33 23,33 3,33 3,33

Nguon: Tinh todn cia tdc gia tie s6 liéu diéu tra.

4.2.3. Chinh sdch dao tao va phat trién dgi ngii lao déng

Két qua nghién ctru cho thdy cong tac dao tao va phat trién lao dong di duoc quan tim, hang nim cac nha
may di cir can b nhan vién tham gia cac khoa dao tao tai cac co s& dio tao co uy tin, két hop vé6i cong tac
tir ddo tao dé b sung cap nhat kién thirc chuyén mén, k§ ning nghé nghiép, nang luc quan Iy didu hanh dap
g yéu cu san xut, kinh doanh. Tuy nhién, nguoi lao dong danh gia chu cao cac chuwong trinh dao toa va
boi dudng. Nhu phan tich ¢ trén, ndi dung dao tao mai chi tap trung thong tin vé co ché, chinh sach, mot sd
chuyén mén va k¥ ning don gian vé an toan lao dong trong san xuét, phong chay chira chay va quan Iy san
xudt, kho bai; thiéu thong tin hai chiéu vé cong tac dao tao giira bd phan quan 1y dao tao & cap Tap doan va
nguodi lao dong duoc ctr di dao tao; chua gén ddo tao voi ké hoach st dung lau dai; nghiép vu duoc dao tao
chua chuyén sau; cong tac khai thac tim kiém giang vién va lua chon phuong phap dao tao hiéu qua con han
ché (Bang 7).

Bang 7. Panh gia ciia ngudi lao dong vé chinh sich dao tao,
phat trién lao dfng ciia cic nha mdy san xuét thirc an chin nudi
DVT: % y kién (n=184)

Chi tiéu Rattét T6t  Trungbinh Kém  Rit kém
1. Chinh sach khuyén khich dao tao phat

= A 7,07 20,65 48,37 19,02 4,89
trién lao dong
2. Kinh phi hd trg dao tao phét trién lao
) 4,35 15,22 41,30 27,17 11,96
dong
3. Panh gia nhu cdu dio tao, bdi dudng cua
) 543 16,30 21,74 27,72 28,80
nguoi lao dong
4. Ké hoach dao tao bdi dudng nguoi lao
R 7,07 22,83 28,26 25,54 16,30
dong
5. Noi dung cac budi dao tao, bodi dudng
10,33 20,65 30,43 23,37 15,22

nguoi lao dong

Nguon: Tinh todn ciia tac gia tir s6 liéu diéu tra.
4.2.4. Cong tac danh gia lao dong
Cong tac binh bau, danh gia lao dong & cic nha may san xuat thirc dn chin nudi trong nhimg nim qua

duogc thuc hién, danh gia kha thuong xuyén. Viéc danh gia lao dong hoan thanh tot, khong hoan thanh cong
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viée & cac to, doi, phan xudng san xuit, cac phong ban quan 1y duge thuc hién dan chu, cong khai. Tuy
nhién, theo danh gia ctua nguoi lao dong, mot sé han ché trong danh gia lao dong gdm: quy dinh vé tiéu
chuén can bo chua hoan thién; quy trinh vé cong tac danh gid, bo nhiém, bd nhiém lai, luan chuyén va mién
nhiém can bo chua day du, chua xay dung dugc bang mé ta chi tiét cho timg vi tri dé bd tri can bo ciing nhur
sir dung lao dong hop 1y va hiéu qua; thiéu co ché chinh sach va bién phap cu thé khuyén khich tai ning, thu
hat nhan tai cling nhu gitr chan nhan vién gioi (Bang 8).

Bing 8. Panh gia ciia nguoi lao dong vé cong tac danh gia lao dong

trong cac nha may san xuat thirc dn chin nudi
DVT: % y kién (n=184)

. Rat < Trung Rat
Chi tiéu P Tot Kém
tot binh kém
1. Cong tac danh gia nguoi lao dong 9,78 22,83 57,07 9,24 1,09

2. Quy trinh vé cong tac danh gia ngudi lao dong 10,33 33,15 37,50 15,776 3,26
3. Tiéu chi cy thé dé danh gia ngudi lao dong 12,50 32,61 4511 8,15 1,63

4. Chinh sach gilt chan lao dong gioi 8,70 31,52 41,30 13,04 5,43

Nguon: Tinh todan cua tdac gid tur 50 liéu diéu tra.

4.2.5. Hinh thirc tra heong ciia cdc nha mdy san xudt thire an chdn nudi

Dé canh tranh v6i cac Cong ty trong nganh va dam bao nhén sy, Dabaco dé thyc hién phuwong thirc tra
lwong thong qua khoan cho d6i ngii nhan vién kinh doanh va cong nhan truc tiép san xuat dé khuyén khich
nhing lao dong co tay nghé va kinh nghiém. Ngoai luong chinh, thu nhap ctia nguoi lao dong con kém theo
ché do phu cap cong tac phi cho can bo nhan vién kinh doanh va can bo di cong tac theo quy dinh chung cua
Dabaco. Mic du trén trén 80% can bo va nguoi lao dong duoc phong van cho rang hinh thie tra lwong phu
hop, két qua nghién ctru cho thdy hién nay cac nha may san xuat thirc an chan nudi chwa cé co ché thu hut
nhan tai. Ché d6 luong thudng ctia cac nha may san xuét thirc in chin nudi tra cho nguoi lao dong theo tham
nién cong tac va hé sb san luwgng kinh doanh, chua c6 ché wu dai theo nang luc l[am viéc nén van ¢ nhitng
lao dong chua tan tdm voi cong vigc.

5. Két luin va giai phap

Két qua nghién ciru va thao ludn cho thdy cac nha may thirc dn chin nudi cia Dabaco di t6 chirc quan ly
lao dong, thic ddy san xuit kinh doanh, dam bao cho ngudi lao dong c6 murc thu nhap 6n dinh. Cong tac
dao tao va phat trién nhan luc dap tng yéu cdu méi vé cong nghé va thi trudng cling nhu sy phat trién cua
nganh dudi nhiéu hinh thite khac nhau d3 duoc quan tam. Tuy nhién, cong tac xay dung chién luoc va ké
hoach tuyén dung, sir dung dao tao va phat trién ngudn lao dong, ciing nhu cong tac danh gia va cho ché
khen thuong lao dong con nhitng han ché can khéac phuc. Két qua nghién ciru di chi ra cac nguyén nhan co
ban anh udng dén quan Iy lao dong trong cac nha may san xuét thirc an chin nudi cua Dabaco gdm: cong tac
hoach dinh lao dong chua chuyén nghi¢p; trang thiét bi va co s vat chat cho quan ly nhan sy va lao dong
con han ché; chinh sach dao tao va phat trién doi ngti lao dong chua déng bo va bam sat nhu cau cua nguoi
lao dong; va cong tac danh gia lao dong va co ché chi tra lwong con nhing ton tai. Trén co sé phan tich thuc
trang va cac yéu t6 anh huong dén quan 1y lao dong tai cac nha may san xuét thirc dn chin nudi, chung t6i
dé xut cac giai phap ting cudng quan 1y lao dong tai cic nha may san xuat thirc n chan nudi ciia Dabaco
tap trung vao i) hoan thién cong tac 1ap ké hoach tuyén dung va sir dung lao dong; (ii) ting cuong hiéu qua
cong tac dao tao va phat trién lao dong gin véi nhu cau va ké hoach sir dung dai han; iii) chu trong cong tac
gidm sat va danh gid lao dong; iv) xay dung chinh sach tra luong cong bang theo ning luc, dai ngd va thu

htt nhan tai; (v) Hoan thién by may t6 chtrc va can b quan ly lao dong hi¢u qua.
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