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CHIEN LUQC VA HOACH DINH
NGUON NHAN LUC
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Khoa Quan tri Kinh doanh, PH Ngoai Thuang
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Quan niém vé nguon nhan luc

= Cac doanh nghiép thanh cong trén thé gidi
déu quan niém ngudi lao dong trong doanh
nghiép la “tai san” dac biét.

<= Va vi vay, cac nha lanh dao quan ly theo
quan diém dau tu
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Nhirng gia tri ngu'ci lao dong dong gop cho
doanh nghiép:

Ky néng chuyén mén
- Thi truong - Khach hang
- Cac quy trinh - Mai trudng

Panh gia
thanh tich

Kha nang hoc héi va phat trién
- S&n sang chap nhan cac y tudng mai
- Ti€p thu kién thirc

Nang Iuc ra quyét dinh I

Pong Iuvc lam viéc '

Pao
tao &
phat trién

Cam két I

Lam viéc nhém
-Ky nang nhan sv
- Kha nang lanh dao
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Chién lugc nhan su

< Chién lugc nhan su la su tich hgp cac chinh
sach va hoat dong QTNNL vdéi chién lugc kinh
doanh
@ Su tich hdp nay dudc thé hién & ba khia canh:
= Gan két cac chinh sach nhan su vdi chién lugc cla
doanh nghiép.
= Xay dung céc chinh sach b& sung cho nhau déng
thai khuyén khich su' tan tam, linh hoat va chat
lugng cong viéc cua ngudi lao dong.
*= Qudc té hoa vai tro cua cac phu trach khu vuc
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B&i canh t6 chirc Pac di€ém moi trudng

Nhu cau kinh doanh chién lugc
(Cac muc tiéu kinh doanh chién lugc)

Cac hoat dong QTNNL chién lugc

e DN d6i x(r va nhin nhan con ngudi
Triét Iy NNL =

Xac dinh gia tri va van héa DN
Thiét 1ap nhitng dinh hudng cho viéc

Cac chinh sach NNL . giai quyét cac van dé lién quan dén
Cdc gia trj dong vai tré chi dan/dinh hudng con ngudi va cac chuong trinh NNL.
Ph&i hgp cac nb luc nhdm khuyén
khich thay doi dé giai quyét cac van
dé lién quan dén con ngudi
Khuyén khich cac hanh vi gén véi cac
vai tro khac nhau

Cac chuong trinh NNL
Cac chién lugc NNL

Cac hoat dong NNL

DGi vé@i cac vai tro lanh dao, quan ly va diéu hanh

Cac quy trinh NNL } Xac dinh cach thic cac hoat dong nay
DEé hinh thanh va trién khai ciac hoat déng dugc trién khai
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Qua trinh hoach dinh chién lugc

Phan tich 4 Xac dinh @
> méitrwong  cacco hdi 9 Phat trién cac phwong an
1 bén ngoai va de doa chién lwoc
Thiét lap wireh Chién lugc cong ty
su m‘gnh 4 lg - Chién Iugc téng trudng
K - Chién lugc 6n dinh
L i e 9 - Chién lugc suy giam
Chién lugec kinh doanh
Phan tich Xac dinh - Chi phi thap
% méi trwong @ diém manh 4 - Khac biét héa
nodi bo diém yéu
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Qua trinh hoach dinh chién lugc nhan su

Hoat dong quan ly nhan sw

« Lap KH nhan sy *Tuyén dung

+ Phan tich va + Dao tao va phat trién

o thiét ké cong viéc . Quan Iy/danh gia thanh tich
* Dai ngo: lwong, thwéng,
phtc loi

* Quan hé lao dong

i 2 s Loi thé canh
nhan luc tranh
* Ky nang A Két qua cua -Chi phi thap
. Hfmh vi : q 1 13 chire - Khac biét
e Vin héa ca nhan « Ty 1& bd viéc hoéa san pha
* Kién thirc Véné mat T
..}g,yén:énr? « Nang suét
Tra dég «Tuan tha phap luat
; *Hinh anh c.ty
! !
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Chién lugc cong ty va QLNS chién lugc

Ch'fm uge Chién Iugc nhan su
cong ty

Chién lugc phat e Hoach dinh NNL d&€ dam bao nhan
trién tu than vién mdi dudc tuyén dung va dao tao

kip th&i d&€ ndm bat co hdi thj trudng
e Thong tin cho cac nhan viép biét vé
cd hoi thang tién va phat trién

e Dam bao réng cac chudn muc chét
lugng va thanh tich dudgc duy tri

Cf_l’i\,é'n |§I'QC phat ] ¢ Hdp nhét hai hé thdng nhan sy khac
trién bang mua lai biét clia hai cong ty khac nhau
hoac sap nhap e C&t gidm nhan sy nhu thé nao
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Chién lugc cong ty va QLNS chién lugc

el Lt Chién lugc nhan sy
Cong ty

Chién lugc én dinh e Xac dinh nhan su chl chdt va phat
(it co hdi phat trién) trlen‘chlen luge gitr chan nhitng nhan
sy nay
C_hjé'n lugc suy e C&t giam nhan su dé cit giam chi

giam phi

e Phat trién chién lugc d& quan ly
“nhifng ngudi s6ng sot”
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LAP KE HOACH NGUON NHAN LUC
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Khai niém

= Lap k& hoach (hoach dinh) nguén nhan luc

...Ia qua trinh du bao nhu cau NNL va kha nang
cung cap cua doanh nghiép, xac dinh mdc do
thi€u hut vé ngudn nhan luc, va dua ra cac ké
hoach hanh déng nham dap 'ng nhitrng nhu
cau do .
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MUC TIEU CUA LAP KE HOACH NNL:

= Phong nglra tinh trang thira hodc thi€u nhan
vién

= Dam bao doanh nghiép c6 dung ngugi (véi ky
nang phu hgp) dung cho va dung lic

= Pam bao DN cd thé phan (ing nhanh chdng
v@i nhirng thay doi trong moi trudng

&= Pua ra dinh hudng va su gan két cta cac hoat
dong va hé thng NNL
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Quy trinh hoach dinh NNL

Danh gia moi trudng bén trong va bén ngoai
Du bao nhu cau vé NNL trong tuang lai

Xac dinh kha nang cung NNL trong tuong lai
Xac dinh thiéu hut nhan su’ (phan tich GAP)
Phat trién k& hoach hanh déng

ik b=
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Phéan tich cau

nhan su Cac ké hoach cmzn:;]%hn Nhan luc
kinh doanh U hién tai
Cac ké Phan tich ThAc“)i viéc )

Quy hoach t6 mai trudng Thuyen chuyeén
trinh chirc trong, ngoai Tuyen mdi
hoach

d!l‘lh Dy béo Phan tich

NNL nhu cdu NNL thi€u hut

Ké& hoach Pao tao
hanh dong APhat trié

s A Panh gia
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#1: Phan tich moi trudng

Environmental Scanning

@ Muc dich: xac dinh va du bao van dé (prqblems?], de
doa (threats) va cd hoi (opportunities) d6i véi nhan su
@ MOoi truGng bén ngoai
e  Phan tich canh tranh
e Thi trudng lao dong: s6 lugng, ching loai
e Cac quy dinh ctia phap luat lién quan dén viéc sir dung lao dong
@ MOi trudng noi bd
e Chién lugc
e (COng nghé
e Vin hoa t6 chirc

NGO QUY NHAM, MBA

#2: Du bao nhu cau NNL

Doanh nghiép can bao nhiéu ngugi véi cac ky
nang va nang luc gi dé€ thuc hién cac muc tiéu
cta DN trong thdi gian tGi?

= Cac phudng phap:
= Cac phuadng phap dinh tinh
= Cac phuong phap dinh lugng

NGO QUY NHAM, MBA
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Du bao nhu cau NNL:Phuong phap dinh tinh
(judgmentaly-based method)

< Dua trén phan doan
< Ap dung:
e Doanh nghiép vira va nhé
e Nhitng bd phan/ngudi mdi lam vé hoach dinh NNL
e Khi mGi truéng ludn ludn bién dong
= Phudng phap:
e Danh gia cta cac nha quan tri (managerial
estimates)
e TU dugilén
e TU trén xubng
e Ky thuat Delphi

NGO QUY NHAM, MBA

Du bao nhu cau NNL:Phuong phap dinh lugng

(mathematically based methods):

= Phan tich day s6 thdi gian
= Phan tich hoi quy:
quan hé gilra nhan su va doanh s6, san lugng...
= Nang suat: N=W/P
Ap dung:
* Doanh nghiép c6 quy mo I6n
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#3: Xac dinh kha nang cung NNL:

kha nang cung ndi bo

= Xac dinh kha nang cung:
* Lao dong cé ky nang
= Lao ddng phé théng
= COng cu
= Dif liéu ky ndng (Skills inventory)
» DiI liéu ky ndng quan ly (management inventory)
= Du bdo nhirng thay ddi vé nhan su

NGO QUY NHAM, MBA

Cac yéu to cua dir liéu ky nang

= Dir liéu vé qua khir cia nhan vién
= Tén va md ta ngan gon cac vi tri truGc day
= K¥ ndng quan trong can c6 hodc hoc dugc khi dam nhiém
cong Vieéc nay
* Hocvan
» Cac du an dac biét da hoan thanh
<= Dir liéu vé tinh trang ky nang hién tai
* Nhan manh cac ky ndng lién quan
= Ty danh gia vé nang luc, k¥ nang, bién phap cai thién
* Danh gid cla cdp trén vé nang luc, ky nang...
< Dir liéu tuong lai
»  Muc tiéu nghé nghiép (1 =3 nam): vi tri, cong viéc
= DPénh gid clia cap trén vé cach thic dé thuc hiénn muc tiéu
= Cac khod hudn luyén va phéat trién
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#4: Phan tich thiéu hut

GAP analysis
< S0 sanh gilra nhu cau va kha nang cung cap

NGO QUY NHAM, MBA

#5 Ké& hoach hanh dong: Khi thitra nhan luc
Giai phap Tocdd  Mirc do anh hudng dén

con nguci

1. Cat giam nhéan céng Nhanh Cao

2. Giam luang Nhanh Cao

3. Ha chirc Nhanh Cao

4. Thuyén chuyén Nhanh Vira phai

5. Chia sé cong viéc Nhanh Vira phai

6. Ngirng tuyén dung Cham Thap

7. Nghi viéc tu nguyén Cham Thap

8. Khuyén khich vé hvusém  Cham Thap

9. Pao tao lai Chém hap
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#5 Ké& hoach hanh dong: Khi thi€u nhan luc

Giai phap Tocdd  Mirc do anh hu‘c’i‘ng dén
con nguci

1. Lam thém gi¢ Nhanh Cao

2. Sir dung nhan vién tam thdi Nhanh Cao

3. Thué ngoai (outsourcing) Nhanh Cao

4. Pao tao va thuyén chuyén  cham Cao

5. Giam ty lé bo viéc Cham Vira phai

6. Tuyén nhan vién méi Cham Thap

7. Ddi méi cdng nghé Cham Thap

8. Thiét ké lai cong viéc Cham Thap
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