QUAN TRI
HE THONG TIEN LUONG

Giang vién: Ng6 Quy Nham, MBA
Pai hoc Ngoai Thuang
Email: guynham@gmail.com
bT: 0904063835

Noi dung cua mo-dun nay:

= Gidgi thiéu vé hé théng dai ngb: luaong,
thudng va phuc Igi

= Cac yéu té anh hudng

= Thiét ké cau truc hé thong tién lucng
va phuong phap dinh gid cong viéc

< Cac hinh thirc tra lucong
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Pi tim nhirng bat cap trong hé
thong tién luong cua DNVN

= Ban cé hai long vdi lucng
cla minh?

= Nhifng tiéu chudn gi van
dugc str dung dé tang
luong cho ban?

= Theo ban, nhitng yéu to
nao nén dugc sur dung dé
xac dinh tién luong?

LY THUYET VE SU CONG BANG
VA HE THONG DPAI NGO

Lgi ich ca nhan . Lai ich ctia ngudi khac
Dong gop ca nhan Pong gép ngudi khac
Khi thdy bat céng, nhan vién cé thé:
1. Giam dau vao (déng gop) cua chinh minh
2. Té\ng dau ra (phan nhan dudc) cua chinh
min
3. Eb)"é mac tinh huéng gay ra su khong cong
ang

B thoi viéc, khéng hdp tac vdi ngudi dudc phan
thudng cao han
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HE THONG PAI NGO

Thu lao
truc tiép

e Tién cong

e Tién lucng
» Hoa hong

e Tién thudng

Thu lao
gian tiép

e B3t budc
-BHXH
- BHYT
o TU nguyén
- Chi tra cho thdi gian
khong lam viéc: 1€,
tét
- Phu cap
-Dich vu cho nguGi
lao dong: bao hiém
nhan tho, hd trg tai
chinh, nha tré, giao
duc, can-tin...

Thiét ké

cong viéc:

ba dang ky
nang; tinh thdng
Nhat; y nghia
cong viéc; tu
ch(; phan hoi

Moi trudng
lam viéc

» Nhan vién gioi

e POng nghiép than
thién

 Diéu kién, thiét bi
lam viéc tién nghi

* Thai gian lam viéc
linh hoat

e Tuan lam viéc ngan

e Chia sé cong viéc

e Lam viéc tir xa

«ChUc danh an tugng

MUC TIEU CUA HE THONG THU LAO

@ Khuyén khich nguoi lao dong
thuc hién tot cong viéc duoc giao

@ Hé théng luong bong binh dang

< Thu hat dugc ngudi mong mudn
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YEU CAU POI VOTI HE THONG PAI NGO

bu
Adequate

Hé théng
dai ngd
Balanced

CAC YEU TO ANH HUONG DEN HE
THONG PAI NGO

Chinh pha Vi tri caa doanh nghiép
- Tién lwong téi thidu - Quy mod
- Tra lwvong lam vwot gio/ - Uy tin
ngoai gi&
- Bao hiém y t&, BHXH
- Tra lwong cdng bang (*) Quy Iwong va phuc lgi
- . - Nhiéu hay it?
TIEN LUONG VA

Coéng doan PHUC LQT CHO

- Vai trd clia cong doan

-Théa wéc lao dong tap thé NHAN VIEN

Chién lworc tra lwong
Diéu kién kinh té -Tra luong cao
- Mtrc d6 canh tranh B Tr? lwong thap' :
- Nang suét lao dong - Tra lwong so sanh/linh hoat
-Ty suét loi nhuan ctia nganh & Ban than nhan vién
- Sw hoan thanh céng viéc
Thi trwéng lao déng - Tham nién cong tac )
- Cung - cau - Kién thire, ki nang, kinh Ban chat cong viéc
- Phan bb va co ciu nghiém
- Céac yéu t6 khac
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THIET KE HE THONG LUONG

1. Xac dinh chién ludc tra luong

2. Khao sat tién ludgng trén thi truong

3. Dinh gia céng viéc (Job evaluation)

4. Quyét dinh vé cau truc hé thong lucng

XAC PINH CHIEN LUOC TRA LUONG

= Trén, dudi hay bang thi trudng?
= Tra theo cong viéc hay ca nhan NLD?
= Dua trén tham nién hay thanh tich?
= K&t qua cong viéc hay s6 ngay cb6ng?
% Binh dang n6i bd hay bén ngoai?

= CO dinh hay bién doi? Ti €

= Thudng bang tién hay hinh thic
khac?

= Bi mat hay cong khai?
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Khao sat tién luong trén thi truong

= Muc dich?
= Nha tuyén dung nao sé& dudc dua vao khao
sat?
> DOGi thu canh tranh trén thi trudng lao dong
» DGi thd canh tranh trén thi trudng san pham
@ Loai cong viéc sé dugc dua vao khao sat?
= Xac dinh don gia tién lugng (max, min)

Khao sat tién luagng trén thi truong:
Co6 nén tu tién hanh khao sat?

Nguén chinh phu
(Government
Sources)

T4 chirc thwong mai &
chuyén nganh
(Professional and
Trade Organizations)

Piéu tra cua cac
t6 chirc khac
(Surveys Conducted
by Other Organizations)

Piéu tra cua cac tap chi
(Surveys by
Journals)
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&

PINH GIA CONG VIEC

Qua trinh xac dinh gia tri tuong déi cua moi cong Viéc,
lam cd s& cho quyét dinh tién luong

Muc dich:

Xay dung mot cau tric cac coéng viéc mot cach hé
théng va chinh thdc dua trén gia tri cta chang déi vdi
to chirc

Danh gia cdu tric tién luong hién tai hodc phat trién
mot hé théng mdi, lam cd s@ cho tra luong céng bang
ndi bo

DBua ra cd sg thuong lugng don gia tién luong véi cong
doan khi théa thuan vé thoa udc lao dong tap thé
Xac dinh 10 trinh tién luong

Tudn thu phap ludt vé tra luong céng bang (*)

Phat trién cd sG cho cac chuong trinh tra luong theo
thanh tich hoac két qua cong viéc

Phuong phap dinh gia cong viéc:

= Phudng phap xép hang céng viéc

(Job ranking)

< Phudng phap phan nhom

(Classification)

= Phudng phap tinh diém

(The point system)

= Phudng phap so sanh nhan t6

(Factor comparison)
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# Xép hang cong viéc

= Phudng phap:
> Ngudi danh gia xép hang toan bd cong viéc theo
trat tu to don gian nhat dén phic tap nhat (so
sanh cap)
= Uu diém: don gian
< Han ché
> Muc do tin cdy thap/Khong chinh xac
> Khi sb lugng cong viéc can xép hang nhiéu thi khé
thuc hién
= Ap dung:
> ap dung trong cac doanh nghiép nhé, don gian (it
sur dung)

# Phudng phap phan nhom

(classification/grading system)

... Nhédm mot loat cac cong viéc thanh mot
nhém hay ngach ludgng, sau do6 xép hang
theo d6 khdé / phuc tap

= Cac budc cu thé:
> Xac dinh s6 lugng nhém/ngach lugng (5-15)
> Viét dinh nghia cho tirng ngach luong

> So sanh cac cong viéc véi dinh nghia va xép vao
nhém phu hgp
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Hé thong phan nhém nhan vién van phong

Nhdm 1: | Cong viéc dan gian, khong cé trach nhiém
giam sat, khong xa giao

Nhom 2: | Cong viéc dan gian, khong c6 trach nhiém
giam sat, xa giao

Nhom 3: | Cong viéc phuc tap vura phai, khong cé trach
nhiém giam sat, xa giao

Nhom 4: | Cong viéc phirc tap vira phai, co6 trach nhiém
gidm sat, xa giao

Nhom 5: | Céng viéc phuc tap, khéng cé trach nhiém
giam sat, xa giao

# Phuong phap tinh diém

= NOi dung:
> dinh lugng gia tri cia cac yéu t6 cia mot cong viéc
= Xac dinh tiéu chi tinh diém: cin c ban m6 ta cong
viéc
> Kién thic, k§ nang (chuyén moén, nhan su)
> Trach nhiém
> Ky nang quan ly
<= Khi tinh diém:
> Tinh t6i mic d6 quan trong cho tiing nhan t6: Xac dinh
trong so
> Cac muc diém khac nhau cho tirng tiéu chi can dugc dinh
nghia ro rang
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Phuong phap tinh diém

Cac mic do

Nhan to Trong [ II IIr  1v V
so

Pao tao 0,50 50 100 150 200 250

Kinh nghiém 0,25 25 50 75 100 125

M(rc d6 phuc tap 0,12 12 24 36 48 60
cua cong viéc

Quan hé véi ngusi 0,08 8 24 40
khac

Diéu kién lam viéc 0,05 10 15 20 25

Vi du: Trinh do va kinh nghiém

Pinh nghia: Tiéu chi nay dé cap dén lugng kién thirc va hiéu biét vé chuyén mon
ctia cong viéc khi mét ngudi lan dau ddm nhiém cong viéc nay. Nhitng kién thic
nay cé thé c6 dudgc tir chuong trinh dao tao chinh quy hodc cac chucng trinh huén
luyén; mét s6 co thé cd dudc nhd kinh nghiém.

Mirc d6 va dinh nghia:

Mirc 1: | Cong viéc nay khéng doi hoi vé trinh d6 t6i thi€u, kinh nghiém hodc dao
tao(15)

Mirc 2: | Cong viéc nay doi hoi mot s6 kinh nghiém hodc dao tao nhung dudi mot
n3m (30)

Mirc 3: | Cong viéc doi hdi nhan vién phai qua chuang trinh dao tao nghé (trung
cép, cao dang) hodc kinh nghiém tuong duong (tir 1 dén 3 ndm) (60)

Mirc 4: | Cong viéc doi hoi nhan vién phai co trinh d6 dai hoc hoac dugc dao tao
hodc cé kinh nghiém tuang duang (tir 4 dén 5 nam) (100)

Mirc 5: | Cong viéc doi hdi nhan vién phai cé trinh d6 cao hoc hoac dugc dao tao
va ¢6 kinh nghiém tugng duong (tir 6 dén 7 nam) (150)

Mirc 6: | COng viéc doi hoi phai cd bang cap chuyén nghiép & trinh d6 cao (nhu
ludt, dugc pham, tién s§) (210)
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XAC PINH CAU TRUC HE THONG LUONG

= Ngach luong (pay grade/classes):
...mOot nhom cac cong viéc tudng tu nhau vé do khé
va trach nhiém
< Bac luong (Pay Range):
... cdc muc luong khac nhau trong mdi ngach lugng
... mOi bac tuong Ung véi modt muc luang
... phu thu6c vao tham nién, thanh tich hoac ca hai

Phudng phap thiét Iap cau tric ludng

= Phudong phap 1: Dua vao so liéu khao
sat tién luong trén thi trucong lao dong
Y= a + bx
y: muUc luogng du bao
x: Diém s6 danh gia céng viéc
a, b: hé s6
= Phuong phap 2: Si dung diém danh
gia lam hé so luong

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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Phudong phap thiét Iap cau tric luong

= Phudng phap 3: Phan ngach Iuong

Ngach Khoang diém Bac luong thang
luong danh gia
Min Max Min TB Max
1 100 150 1.700 2.175 2.610
2 150 200 2.648 3.310 3.971
3 200 250 3.555 4.444 5.333
4 250 300 4.463 5.579 6.694
5 300 400 5.370 6.713 8.056

* Luu y: khoang céch gilta bac ludng tdi thi€u va t6i da sé& 16n hon &
cac ngach cao han

Cau truc lwvong theo ngach bac

—e0r
55
50
45|
4,0
351
3,0 —
25 >
20
1,5
1,0

=Y

i i i i |

S R
? 1(}9 15)? 29\0 2}5\0 39\0 3/5\0 4}({0 4}5\0 500

N1 N2 N3 N4 N5 N6 N7 N8 N9
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XU HUONG MO RONG NGACH LUONG VA
GIAM SO NGACH
e NgachC————

| i

i i i

0 100 150 200 250 300 350 400 450 500

CAC CHUONG TRINH PAI NGO
NANG CAO THANH TicH
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Thao luan tinh hudng 1:

= Hay xem xét hai cong ty san xuat
thép. Mot cong ty tra luong binh quan
mot ngay la 8USD/ngay. Cong ty th&
hai tra 10USD/ngay. Gia suU cac chi
phi nhan su khac nhu phuc Igi cta hai
cong ty la tueng duong nhau, céng ty
nao co chi phi lao dong cao han?

Thao luan tinh hudng 2:

= MOt hang hang khdéng dang tham gia
canh trong phan doan thi trudng chi
phi thdp va it dich vu, hién nhién
nang suat va hiéu suat la cuc ky quan
trong déi véi su thanh céng trong
canh tranh. Cong ty khong tra luang
dua trén thanh tich trudc day hoac
két qua cong viéc. Liéu cong ty nay
c6 cd hdi thanh cong khéng?
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Thao luan tinh hudng 3:

<= MOt cOng ty hoat dong trong mot
phan doan thi trudng canh tranh khéc
liét cua nganh c6ng nghiép phan
mém. Cong ty khong tra thudng theo
thanh tich ca nhan va ciing khong
dua ra quyén mua cb phiéu - nhu’ng
hinh thirc khuyén khich phd bién
trong nganh thudng ap dung dé thu
hat va duy tri nhan vién lap trinh gioi.
Ban c6 dau tu vao cdbng ty nay
khong?

Sau cau chuyén nguy hiém vé tra
lucng

= (DBon gid) tién lucng ciing la chi phi lao déng?

= Cat giam (dan gia) tién luong s€ lam giam chi phi
lao dong

= Chi phi lao dong chiém mot ty trong I6n trong
tong chi phi cua doanh nghiép

= Gilr dugc chi phi lao dong thap sé tao ra Igi thé
canh tranh bén virng

< Cac hinh thirc tra lugng khuyén khich ca nhan sé
cai thién thanh tich

= Moi ngudi lam viéc chu yéu la vi tién

Jeffrey Pfeffer
(Harvard Business Review 1998 May-Jun;76(3):108-19)

CuuDuongThanCong.com https://fb.com/tailieudientucntt

15


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

THUYET KY VONG

(Expectation theory)
'

MGt ngudi hanh dong theo mdt cdch thirc va nd luc nhat dinh vi:

« ky vong la hanh dong d6 sé& dan dén mot két qua nhat dinh

« mirc d6 hap dan cua két qua dé ddi véi anh ta

Phan
thuéng

cla
to chic

A: quan hé gitra nd luc va thanh tich
B: Quan hé gilra thanh tich va phan thudng
C: Mirc d6 hap dan clia phan thudng

P& ap dung thuyét nay...

= Ngudi quan ly can:

> Hiéu rd nhan thic cta nhén vién vé phan thudng
ma ho nhan dudc

> Hiéu rd mirc d6 hap dan clia phan thudng d6i v4i
nhan vién

> Pam bdo réng nhan vién vién hiéu rd ho can phai
lam gi dé dat dugc phan thudng dé

(tiéu chi, phuong phap danh gia)

> Dam bao réng nhan vién tin Ia ho cé thé dat dugc

thanh tich dat ra
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CAC HINH THUC TRA LUONG

= Tra luong cé dinh hay luong bién ddi?
< Lugng cd ban (lucng cing)
> Canh tranh

> Kha ndng tra cua DN dé thu hdt ngudi mong
muon

» Co sé cho luong bién doi
> La cd s@ cua BHYT&BHXH
= Luong bién ddi (luang mém hay luong
nang suat)
> Trung tam cua toan bo hé thong dai ngo
> Gan lién vGi nang sudt cha nld, hiéu qua ciua DN

TRA LUONG THEO THOI GIAN

= Tién lugng dugc tra theo thai gian lam viéc thuc té
trén cd sé muc luong dinh trudc theo gic hoac theo
thang
> Tién cong (wage): muc tra cho mot gid hodc ngay
> Tién luang (salary): mUc tra theo thang hoac nam

= Ap dung cho d6i tugng nao?
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NouswN

CAC CHUONG TRINH TRA LUONG
KHUYEN KHicH

1. Ké hoach tra ludng theo thanh tich ca nhan
K& hoach tra luong theo san lugng/doanh s6
K& hoach thudng khuyén khich theo nhém
Ké hoach thudng theo két qua hoat dong

K& hoach thudng Igi nhuan
K& hoach ban cb phi€u uu dai cho nhan vién
K& hoach tra luong theo ky nang

K& hoach tra lucgng dua trén két qua
danh gia thanh tich ca nhan (merit Pay)

...MUc tang luong gan vdi két qua danh gia thanh
tich ca nhan hang nam
Pic diém co ban:

Thanh tich caa Phan 1/3 Phan 1/3 Phan 1/3
nhan vién dudi gilra trén
Xuét séc 12-15% 9-11% 5-8%
Kha 8-11 6-8 4-5
Trung binh 4-7 4-5 2-3
Dat yéu cau 1-3 3 1
Khoéng dat Khong tang | Khéng tang | Khong tang
¥ Luu y:

e Kiém soat viéc phan phdi cac mic danh gia thanh tich

e K&t qua danh gid chi yéu dua trén déanh gid cia can b6 giam sat
Next
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= Uu diém

1. Tao ra sy gan két gilfa
no luc - thanh tich
= phan thudng ca
nhan

Nhirng can nhac khi ap dung...

= Han ché

1.

At

Khéng hiéu qua néu
danh gia yéu kem (q
thanh tich)

Gan két gitra thanh tich - téng
lucng cé thé khong rd rang
Viéc téng luang co thé khong
dudc danh gia cao (do su khac
biét qua thap)

Ngudi danh gia (giam sat)
ludng Iy trong viec danh gia su
khac biet vé dong gop gilra cac
thanh vién trong dan vi.

Khéng dong vién kip thdgi
KQ;‘)ng dat dudc hiéu suét chi
phi

Khong khuyén khich lam viéc
nhom —>giam nang suat

he
hé

=it

Xac

P& ap dung hiéu qua ké hoach nay...

M(rc thudng (tang luong) phai du I6n

Cong khai murc tang luong

Nén thudng thay vi tang lucng

Thudng ngay khi cé thé (khi hanh vi dang
thudng xuat hién)

5. Dam bao thanh tich ca nhan dugc danh gia chinh

6. Dam bao rang nhan vién tin tudng rang thanh
tich da dugc thudng cong bang
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Tra luong khuyén khich theo san
ludng/doanh s6

Tra luong khuyén khich theo san lugng

Tién lwong c6 dinh
(gan v&i dinh mic vé | +
san luong téi thiéu)

Tién thwéng
theo san lwvong

Tién lwong

Tra luong khuyén khich theo doanh s6
Sales Incentive plans)

‘ Tién lwong c6 dinh
Tien lwong = | (gan voidinh mirc ve +
doanh sb téi thidu)

Tién thwéng (hoa héng)
theo doanh sé

Cau hoi:
1. Ty 1é lwong co’ ban va tién thwéng nhw thé nao?

2. C6 thé ap dung véi d6i twong nao?

Ké hoach thuéng theo nhom

(Group Incentive plans)

» Tién ludng/thudng dudgc tra cho mét nhém nhd va
dua trén két quéa (san phdm, doanh sb6).
= Uu diém
> Tang su gan bd, hgp tac gilta cac thanh vién va giam
canh tranh ndi bo
> Gan tién thudng vaGi két qua chung clia nhém
= Piéu kién ap dung:
> Co su phu thu0c chat ché gilra cac ca nhan trong
nhom
> Doanh nghiép muén tang cudng lam viéc nhém
» Kho xac dinh trach nhiém va muic do hoan thanh ca
nhéan
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Ké hoach chia se Igi ich (Gain sharing)

... cac thanh vién thu hudng Igi ich cua viéc tang
nang suat, giam chi phi, cai ti€n chat lugng dudi

dang tién thudng

= Uu diém:

+ Lién két gitta nd fuc —
thanh tich va thanh
tich — thuong rat cao

+ Khuyén khich cai thién hiéu
qua hoat dong cua toan
DN

+ Khuyén khich lam viéc theo
nhém

+ Hiéu suat chi phi

= Han cheé:

NId c6 thé cho rang
tién thudng dugc phan
phGi khong cong bang
Nhirng giai phap cai
thién hiéu qua hoat
dong cb thé sé can
dan

Ké hoach thuéng Igi nhuan/két qua SXKD

(Profit sharing)

... doanh nghiép trich mét ty Ié trong tdng Igi nhuén
dé thudng cho nhan vién (quy/ndm)

Uu diém:

(+) Don gian, dé trién khai
(+) Khuyén khich NLD tu xem
nhu ngudi chu thuc sy cua DN
(+) Chi phi lao déng cé thé tu
déng dugc cat giam trong giai
doan kinh té khoé khan va su
thinh vugng dudc chia sé

Han ché:

(-) Tinh khuyén khich thap do
thdi gian thudng bi kéo dai
(-) NLD ¢6 thé phan Ung tiéu

cuc khi ho biét rang KH nay sé
khéng dugc thuc hién khi cong

viéc kinh doanh bj tri tré

Giai phap: Coi la mét phan cia hé théng dai ngd va s dung
két hop vai cac ké hoach khac gan véi ca nhan hodc nhom
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TRA LUONG THEO KY NANG

Skill-based Pay

= NOi dung:

...NguGi lao dong dudgc tra luong (thudng) theo cac ky nang
hodc kién thirc ma ho hoc duoc va su’ dung thanh thao
trong cung mét nhédm cong viéc

> Pham vi ap dung : han ché

= Uu diém:

> Nhan vién cé dong luc lam viéc tét han va no luc trong hoc
hoi

> C6 thé dung dé khuyén khich cac nhan vién trung thanh
nhung khéng cé cg hoi thang tién

= Han ché:
> Chi phi cao: tién luang (gid) cao, chi phi dao tao
> DOi héi hé thdng danh gia ky nang va quan ly phai tot

Chinh sach dai ngd dé dat LTCT (*)

@ Lugng cao
= Tra luong khuyén khich
» K&t qua, chat lugng, su hgp tac, y tudng
> Ky nang, kién thiric va nang luc
= Giam muc do chénh léch tién ludng qua Ién
gitra cac nhan vién
> Khi cac céng viéc phu thuéc l&n nhau va su phdi hdp
can phai c6 dé hoan thanh cong viéc
= Nhan vién trd thanh ngudi chu sé hitu
> Chia sé c6 phiéu
» Chia sé Igi nhuan
= SU dung két hgp cac hinh thirc tra ludgng (*)
> Cé& nhan, nhdm va té chirc
@ Ca nhan hoa hé thong dai ngod
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PHU LUC: PHUONG PHAP HAY

Phudng phap HAY: Cic nhan té dinh gid cong viéc

Sang tao/

Kién thirc — Ky ndng Giai quyét van dé

Kién thirc

chuyén mén Méi treeong tw duy

Ky nang quan ly Thach thire tw duy

Ky nang nhan sw

Trach nhiém

Mirc d6 phan quyén

Pham vi anh hwéng

Mirc do tac dong
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