Bai 2
CHIEN LUQC VA HOACH DINH
NGUON NHAN LUC
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Chien lvrec nhan sw

» Chién luoc nhan sw 1a sy tich hop cac chinh
sach va hoat ddng QTNNL v&i chién luwoc kinh
doanh
» Sw tich hop nay duoc thé hién & ba khia
canh:
> Gan két cac chinh sach nhan sy véi chién luoc cda
doanh nghiép.

> Xay dwng cac chinh sach b6 sung cho nhau dong
thoi khuyén khich sw tan tam, linh hoat va chat
lUong codng viéc cia ngu'di lao dong.

> Qudc té hod vai tro cua cac phu trach khu vuc
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Chién luvgc cong ty

BSi canh tb chirc Pac diém moi truong

Nhu cau kinh doanh chién Iuoc
(Cac muc tiéu kinh doanh chién Iugc)

¥

Cdac hoat déng QTNNL chién luoc

AL 1. DN déi xt va nhin nhan con ngudi
Triet ly NNL } nhu thé nao

Xac dinh gia tri va van hoa DN
Cac chinh sach NNL
Cac gia tri dong vai tro chi dan/dinh huéng

Cac chudng trinh NNL
Cac chién luoc NNL

Cac hoat dong NNL

Ddi voi cac vai tro lanh dao, quan ly va diéu hanh

Thiét lap nhirng dinh huéng cho viéc
gidi quyét cac van dé lién quan dén
con ngudi va cac chuadng trinh NNL.
Phdi hop céc’né lyc nham ,khuyén’ ‘
khich thay doi dé giai quyet cac van de
lién quan dén con nguoi
Khuyén khich cac hanh vi gan véi cac
vai tro khac nhau

Cac quy trinh NNL

Dé hinh thanh va trién khai cac hoat déng

Xac dinh cach thirc cac hoat dong nay
duoc trién khai

e e

https://fb.com/tailieudientucntt


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

Qua trinh hoach dinh chién lveorc
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Qua trinh hoach dinh chién Ivoc nhan sw
Hoat ddng quan ly nhan sw

« Lap KH nhan sy *Tuyén dung
- Phan tich va thiét *Dao tao va phat trién

» ké cong viéc - Quan Iy/danh gia thanh tich
* Dai ngo: lvong, thwdng, phac
loi
* Quan hé lao déng
Phuang Nhﬂfa“ Ve Loi thé canh
an nhan lwc ¥ ¥ tranh
chién |7 * K¥nang & Két qua cla -Chi phi thép
woc . H,anh vi ,et quAa & chivc - K,hac,blet .
- - Van héa ca nhan < T7 6 IbaIviee hoa san pham
_ * Kién thirc e vEna mat ’
* Ky nang vang ma’
» Kha nang ) NaAng syat e oA
. Thai d6 *Tuan thu phap luat
' *Hinh anh c.ty
! ! }
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Chien luoc cdng ty va QLNS chien luorc

Chién lugc Chién Ivoc nhan sy
cong ty
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Chien luoc cdng ty va QLNS chien luorc

Chién lugc Chién Ivoc nhan sy
Cong ty

https://fb.com/tailieudientucntt
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Chien luvoc canh tranh va Chinh sach nhan sw

29 Tap trung hoa e Phi tap trung hoa Phi tap trung hoda

ISR Chuyén mon héa & e Chuyén mon hoa e Linh hoat

o O dinh chuan cac vi tri e Tham gia tich cuc e Cac nhom ban tu chu

= O e Tham gia tich cuc
eTuyén dung theo yéu e Tuyén dung tiém néng, Tuyén dung tiém néng
cau cong viéc (du) tiéu chi rd rang (cao) da dang (rat cao)

= ol | ® Ch trong tham nién, e Lun chuyén ndi bd e VUGN UOm tai ndng

‘S| | gidm thi€u bd viéc e Cac k& hoach PT nghé || ¢ BG nhiém linh hoat

F O| | « Dich chuyén dudi lén nghiép chuyén sau e Pé bat theo nang Iuc
e SIr dung lao ddng ban || ¢ Dich chuyén dudi 1én e Dich chuyén dudi Ién va
thdi gian ludn chuyén

el DT&PT han ché e Nhiéu va rong rai e D30 tao tai chd

o Q| | * Tap trung vao cong vi€c || » D.tao ngoai cong viéc,  Pao tao nhiéu, chd

i va cap nhat e Tap trung vao chuyén trong phat trién da néng

.3 2| | » Nang cao trinh do mon & hanh vi e Chu trong dén nhan su

G 8- ¢ Danh cho moi hgudi e Danh cho moi ngugGi chién lugc

https://fb.com/tailieudientucntt
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Chien luvoc canh tranh va Chinh sach nhan sw

W banh gia dua trén yéu e Panh gia nang luc Panh gia cac hanh vi
'Sy @| | cau Ve trinh do e Tuan thu cac quy dinh nham phat trién nang luc
< S| | *Tiéu chi BG gan vdi quy vé chat lugng e Tap trung vao két qua
8 <! | trinh & két qua ca nhan || ¢ Panh gia tiém nang dai han
e Tiéu chi ngan han e Danh gia theo nhdm

>| | ¢ Cong bang noi bo/ Dua trén trinh do e Dua trén hanh vi
‘S5 || bén ngoai e Luong canh tranh e Luong canh tranh
= 2| | « Dya trén hiéu sust « Nhiéu loai phiic Ioi e C4u tric can bing
5@ | | » Dya trén tham nién e Chia sé Igi nhuan

~ e Nhiéuloai phuc Igi
@0 D | e Q.hé gilta quan ly- e Q.hé quan ly& nhan A s n
i 2| | nhan vién: truyén thdng vién: hop tac _Q-h_e unatl;n&Iy < [l
S o| | *Thong tin lién lac va - Nhiéu ho tro va vIen. can bang Ve
S =| | hé trd bi han ch& théng tin lién lac e Bau khong khi ‘cai ma
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LAP KE HOACH NGUON
NHAN LUC
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Khai niém

» Lap ké hoach (hoach dinh) nguon nhan lyc

..1a qua trinh dy bdo nhu cau NNL va kha nang
cung cap cua doanh nghiép, xac dinh méc doé
thiéu hut vé nguon nhan lwc, va dua ra cac ké
hoach hanh dong nham déap trng nhitng nhu
cau do .
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MUC TIEU CUA LAP KE HOACH
NNL:

» Phong ngtra tinh trang thira hodc thiéu nhan
vién

» bDam bao doanh nghiép c6 dung ngu'®di (voi ky
nang phu hop) diang cho va diang luc

» Dam bao DN c6 thé phan &rng nhanh chéng
v&i nhirng thay déi trong méi trudng

» Dua ra dinh hudng va sy gan két cua cac
hoat dong va hé thong NNL
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Quy trinh hoach dinh NNL

1. Panh gia moi trudng bén trong va bén
ngoai

2. Dw bdo nhu cau vé NNL trong tucng lai

3. Xac dinh kha nang cung NNL trong tu'cng lai

4. Xac dinh thiéu hut nhan sw (phan tich GAP)

5. Phat trién ké hoach hanh dong
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#1: Phan tich moi truéng

Environmental Scanning

» Muc dich: xac dinh va dy bao van dé (problems), de

doa (threats) va co hoi (opportunities) dbi voi nhan
SLP

» MOi trudng bén ngoai
- Phan tich canh tranh
- Thi trudng lao déng: sb lvong, chang loai
- Cac quy dinh cda phap luat lién quan dén viéc s& dung lao déng
» MGi trudng ndi bd
- Chién luoc
- Cong nghé
- Van hoa té chuc

- Phan tich ché dé, chinh sach, kha nang tai chinh cta doanh
nghiép: Mlrc Iu’dng va chinh sach tién uaong...

https://fb.com/tailieudientucntt
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#2: Dw bao nhu cau NNL

Doanh nghiép can bao nhiéu nguei véi cac ky
nang va ndang luc gi dé thwc hién cac muc tiéu
cua DN trong thoi gian t&i?

» Cac phu'cang phap:
> Cac phuang phap dinh tinh
- Cac phudng phap dinh lugng
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Dw bao nhu cau NNL:Phuong phap dinh tinh

(judgmentaly-based method)

» Dwa trén phan doan cda cac nha quan tri

» Ap dung:
- Doanh nghiép vira va nho
- Nhirhg bd phan/ngudi méi lam vé hoach dinh NNL
- Khi moi truéerng ludn ludn bién dong

» Phu'ang phap:

- Danh gia cda cac nha quan tri (managerial
estimates)

- Ty dU'i l1€n
. T trén xudng
- Ky thuéat Delphi
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Dw bdo nhu cau NNL:Phuong phap dinh luvong

(mathematically based methods):

- Phan tich day so thoi gian
- Phan tich héi quy:
quan hé gira nhan sw va doanh sd, san luong...
- Nang suat: N=W/P
Ap dung:

- Doanh nghiép c6 quy mo lén
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#3: Xac dinh kha nang cung NNL:

kha nang cung ndéi b

» Xac dinh kha nang cung:
> Lao ddng c6 ky nang
- Lao déng phd thdéng
» Cong cu
> D liéu ky nang (Skills inventory)
- D liéu ky nang quan ly (management inventory)
- Dw bdo nhirng thay déi vé nhan sy

Back
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Cac yeu to cua div liéu ky nang

» D ligu vé qué khir cua nhén vién
- Tén va mo ta ngan gon cac vi tri truégc day

- Ky nang quan trong can c6 hoac hoc dugc khi dam nhiém
cong viéc nay

> Hoc van
- Cac dw é(l dac biét da hoan thanh

» Dir liéu ve tinh trang ky nang hién tai
> Nhan manh cac ky nang lién quan

> Tw danh gla vé nang lwe, ky nang, bién phap cai thién
- Panh gia cta cap trén vé nang lwc, ky nang..

» Dir liéu turong lai
> Muc tiéu nghe nghlep (1 =3 nam): vi tri, cOng viéc

- Panh gia cua cap trén vé cach thirc dé thwc hiénn muc tiéu
> Cac khod huén luyén va phat trién

https://fb.com/tailieudientucntt
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#4: Phan tich thieu hut

GAP analysis
» So sanh gitra nhu cau va kha nang cung cap
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#5 Ke hoach hanh déng: Khi thira nhan lwc

Giai phap Toc do MU'c do anh hudng dén
con ngudi

. Cat giam nhan cong Nhanh Cao

1

2. Giam luong Nhanh Cao

3. Ha chic Nhanh Cao

4. Thuyén chuyén Nhanh Vira phai
5. Chia sé cOng Viéc Nhanh Vira phai
6. Cho thué nhan vién Nhanh Thap

6. Ngirng tuyén dung Cham Thap

7. Nghi viéc tu nguyén Cham
8
9

. Khuyén khich vé huu sé6m Cham

. Dao ta

\
\
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#5 Ke hoach hanh déng: Khi thieu nhan lwc

Giai phap Toc do MUlc do anh hu’c’jn‘g dén
con nguai

1. Lam thém gic Nhanh Cao

2. SU dung nhan vién tam thai Nhanh Cao

3. Thué ngoai (outsourcing) Nhanh Cao

4, Dao tao va thuyén chuyén Cham Cao

5. Giam ty |€ bo viéc Cham Vura phai

6. Doi mai cong nghé Cham Thap

7. Thiét ké lai cong viéc Cham Thap

8. Tuyén nhan vién mdi Cham Thap
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