CHUONG 6

QUAN TRI HE
THONG DAINGO

Ngb Quy Nham — BH Ngoai Thuong

NGi dung cua chwong:

@ Gidi thiéu vé hé théng dai ngd

@ Céc yéu tb &nh huwéng

@ Thiét ké cAu trdc hé théng tién lvong va
phuong phap dinh gia cong viéc

@ Cac hinh thre trad lwong

@ Phuc loi danh cho nhan vién

I. GIOI THIEU VE HE THONG PAI NGO

#1: Dinh nghia
... dai ngo la mét chire néng ctia QTNS co lién
quan dén tat ca cac hinh thirc thwdng ma
nhan vién nhan dwoc do ho thwc hién cac
nhiém vu cla td chirc

#2: Cac hinh thwc dai ngd:

oDai ngd trwe tiép — Lwong, thwéng
... dai ngd v{“e mat tai‘chinh dwéi dang lvong,
thwdng, tién hoa hong
oDai ngd gian tiép - phuc loi:
...t4t ca dai ngd vé mat tai chinh khong thudc vé
dé’i ngo trwe tiép nhu tién lé tét, cac loai bao
hiém...

#3: Muc tiéu cta hé théng dai ngo:

@ DU (adequate):
... dap (ng yéu cau tdi thiéu ctia chinh phu, cong doan va quan ly
=] Céng béng (equitable):
... g&n véi nd Iy, kha nang, trinh do
@ Can déi (balanced):
... tdng quy lvong thudng hop ly
@ Hiéu qua chi phi (cost-effective):
... khdng vuot qua kha néng cua doanh nghiép
@ Dam bao cudc song (secure):
... dap &ng nhu cau ti thiéu
@ Tao ra sw khuyen khich (incentive Providing):
...khuyén khich lam viéc c6 hiéu qua va nang suét
@ Chap nhan dwoc doi v&i nhan vién (acceptable)

...nhan vién hiéu hé théng va cam thay hop ly
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#4: Dai ngd va déng co:

o Hé théng dai ngd va sw thoa man caa
nhéan vién
@ Sy thod man: thich hodc khong thich
@ Xem “Thuyét cong bang” : n6i bd va bén ngoai >
@ Hé théng dai ngd va thanh tich ctia nhan
vién
o Néu tra lvong gan véi thanh tich, nhan vién s& cb
gang nang cao chat lwgng va so lvong cdng viéc
@ Thuyét ky vong 2
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IIl. CAC YEU TO ANH HU'ONG DEN
HE THONG BAI NGO

#1: CAC YEU TO BEN NGOAI DOANH NGHIEP:

@ Anh hwéng cua chinh phu
» Quy dinh vé tién lwong téi thiéu
= Tra lwong lam vuwot gid/ngoai gior
= Bao hiém y t&, bao hiém xa hoi
o Diéu kién kinh té
» Canh tranh, ning suét trong nganh, ty suét loi nhuan nganh
@ Ban chét cua thi trwdong lao dong
« Cung cau lao déng, co cau
@ Vij tri cia doanh nghiép
@ Anh huéng clia cong doan

CAC YEU TO ANH HUONG ...

#2: CAC YEU TO BEN TRONG DOANH NGHIEP:
@ Quy lwong va phuc Igi (abor buget)
o Muc tiéu/chién lworc tra lwong (Pay-evel strategy)
=« Chién lvgc trd lwong & méc cao
...thu hat va gitv dwoc nhan vién gidi nhat (muc tiéu dai han)
« Chién lvgc tra lwong & mire thap

...kha néng tra lvong bj han ché bdi cac yéu té nhw quy lwong han ché,
doanh thu va lgi nhuan dy bao sé giam

= Chién lwoc tra lwong so sanh
... xem xét chi phi sinh hoat, mtrc lwong trén thi trwong

@ Van hoa doanh nghiép
@ Ban chét cong viéc/nhiém vu

CAC YEU TO ANH HUONG ...

# 3: BAN THAN NHAN VIEN:
= Sy hoan thanh céng viéc
= Tham nién cdng tac
« Kién thire, k§ néng, kinh nghiém
« Céac yéu t6 khac

ll. THIET KE HE THONG LUONG

@ Danh gia céng viéc (Job evaluation)
@ Xac dinh cAu tric hé thdng lwong

#1: Banh gia cong viéc

MUC DiCH:

@ Thiét 1ap mét cu tric cac cdng viéc mot cach hé thdng
va chinh thirc dwa trén gia tri cia ching doi véi to chirc

Q D?nh gia c4u truc thu lao hién tai ho_éc phat trién mot
cau trac méi ddm bao tinh cong bang ndi bd

@ Xéac dinh cho nhan vién sy tang tién vé thu lao

@ Dap (rng yéu cdu clia phap luat vé tra lwong cong bang

@ Tao co s& cho chwong trinh tra lwong theo thanh tich

@ Cung cép co s& dé thuong lwong mirc lwong véi cong
doan khi lam thoa woc LBTT
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Phwong phap danh gia céng viéc:

o Phuong phap xép hang cong viéc
(Job ranking)
@Phuwong phap phén nhém
(Classification)
@ Phwong phap tinh diém
(The point system)
@ Phwong phép so sanh nhan té
(Factor comparison)
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# Xép hang cong viéc

@ Phuwong phap:
» Nguoi danh gia xép hang toan b cong viéc theo trat
tw tlr don gidn nhat dén phtrc tap nhat (so sanh cap)
@ Uu diém: don gian
@ Han ché
= M do tin cay thAp/Khong chinh xac
=« Khi sb lwgng cong viéc can xép hang nhiéu thi khé
thwe hién
@ Ap dung:
» ap dung trong cac doanh nghiép nhd, don gian (it st
dung)

# Phwong phap phan nhém

(classification/grading system)

... gom mét loat cac céng viéc thanh mét nhém hay ngach
lwong, sau dé xép hang theo do khé / phirc tap
@ Cac bwéc cu thé:
= Xac dinh sb lwgng nhém/ngach lwong
= Viét dinh nghta cho tirng ngach luvong
= So sanh cac cong viéc véi dinh nghta va x&p vao nhém phi hop
o Qu diém
= nhanh, don gian, chi phi thap, d& hiéu, dé& giai thich
@ Han ché:
= DOoi khi, viéc xép mot cdng viéc vao nhém co thé khéng hop ly >
khéng cong bang ndi bd
= Kho xac dinh s lwgng nhém
o Ap dung: Co quan hanh chinh

Hé théng phan nhém nhan vién vian phong

Nhom 1: | Cong viéc don gién, khdong c6 trach nhiém
giam sat, khdong xa giao

Nhom 2: | Cong viéc don gién, khong co trach nhiém
giam sat, xa giao

Nhom 3: | Cong viéc phtrc tap vira phai, khong co trach
nhiém giam sat, xa giao

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

Nhom 5: |Cong viéc phirc tap, khdng co trach nhiém
giam sat, xa giao

# Phwong phap so sanh nhan t6

@No&i dung: dinh lwgng gia tri cdng viéc dwa
trén nhivng nhém nhan té chuén
@ Céac nhan té duoc sir dung
= Trach nhiém: tai chinh, nhan su, giam sat
= Trinh d6/Ky nang:
» NG Iwc thé chat: dung, ngdi, di lai, chuyén dong
= N& Iwc tinh thAN: theng minh, kha nang gidi quyét vén da,
. Diéu kién lam viéc: do én, bui, néng, gt gidc, nguy hiém

Xép hang cac céng viéc bang phwong
phap nhan to

Cac nhan té

Céng viéc Trach Ky N6 N6  Didu
nhiém  nang lwe lwe kién
thé tinh  lam
chat than  viéc
Cong nhan SX 2 1 2 2 3
Nhén vién giao 4 2 1 4 4
nhan
Phan tich hé 1 4 4 1 2
théng
Thw ky 3 3 3 3 15 ACK
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# Phwong phap tinh diém

@ NOi dung:

« dinh lugng gia tri clia cac yéu t6 cia mot cong viéc
& Tiéu chi tinh di€m: cin cir ban mé ta cdng viéc
o Khi tinh diém:

= Xac dinh trong s6 cho tiing tiéu chi

« Céc mic diém khac nhau cho tirng tiéu chi can dugc

dinh nghia r6 rang (e.q)

o Uu diém:

« dé& 1am, dé hiéu, dé giai thich
@ Han ché:

« TOn thdi gian dé phét trién mdt hé théng diém
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Tinh diém cho vi tri nhan vién bao hiém (hé théng 500

diém)
Cac murc do
Nhan t6 Trong | Il m v v
sO
Dao tao 0,50 50 100 150 200 250
Kinh nghiém 025 25 50 75 100 125

Murc dd phirc tap 0,12 12 24 36 48 60
clia coéng viéc

Quan hé voi 0,08 8 24 40
nguwoi khac
Diéu kién lam viec 0,05 5 10 15 25 BACK

2. Xac dinh cau truc hé théng lwong

@ Ngach lwong (Pay grade):
...m&t nhém cac cong viéc twong tw nhau vé do
kho va trach nhiém
@ Bac lwong (Pay Range):
... cac mirc lwong khac nhau trong mdi ngach
lwong
... méi bac twong rng v&i mét mre lwong
(minh hoa)
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V. CAC HINH THU'C TRA LUONG

@Tra Iuo’ng theo thoi gian (payment for time worked)
oTra lwong khuyén khich (incentive forms of

compensation)
@ Tra lwong theo k§ nang (skil-based pay)
@ Tra lwong cho (Téng) giam déc diéu hanh

(Executive compensation)

#1: Tra lwong theo thdi gian

@ Tién lwong dwoc tra theo thdi gian lam viéc thuc
té trén c& s& murc lwong dinh trudc theo gid hodc
theo thang

« Tién cong (wage): mi&c trd cho moét gier
« Tién lwong (salary): mirc tra theo thang hodc nam
o Wu diém:
= Nguoi cong nhan (cb xanh) hoi nhap tét hon véi tb
chlrc - cai thién quan hé cliia nhan vién

@ Han ché:

« Sw bao dam viéc lam dai han bj mat di
« Khong gén tién lwong véi thanh tich

#2. Céac hinh thire tra lwong khuyén khich
# Tra lwong theo thanh tich (Merit Incentives)

...ngwoi lao dong duwoc trd lwong dwa trén thanh tich
trwdc day
o Uu diém
« Gén tryc tiép véi két qua cong viec
« Tao ddng lyc tét cho nhan vién
@ Han che:
» Phu thudc chéat lwgng hé thdng danh gia thanh tich
=« Mc tang mang tinh pho bién va thap vi nhieéu nguoi
du tieu chuan
@ MUrc téng twong déi: khdng tang hodc réat it
Nguwoi 6 nang lwc va khdng cé nang lwc trong mét
nhom dwgce phan mét ty 1€ nhat dinh > khéng cong
bang
Canh tranh ndi b tang
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Cac vi tri trong ngach lwvong

Thanh tich 1/3 dwoi | 1/3 gitba | 1/3 trén
cua nhan vién
Xuét s&c 12-15% | 9-11% 5-8%
Kha 8-11 6-8 4-5
Trung binh 4-7 4-5 2-3
Pat yéu cau 1-3 3 1
Khéng dat Khéng Khéng |Khdng tang

tang tang

BACK

#2. Céac hinh thire trd lwong khuyén khich

# Tra lwong theo san pham (Incentive pay)
« Tién lvong/thuéng dwo’p tra dya trén sé lwong don vi
san phadm dwoc san xuét
= Tién lvong thuong gdm 2 phan: (1) Phén Ivong cb
dinh gan v&i mirc s;ém lwgng téi thidu (2) Phan tién
thwéng gan v&i phan san lwgng trén tiéu chuan
o Wu diém
= Gan chat nd Iwc/thanh tich ca nhan véi thu nhap
@ Han ché
« Chi ap dung cho bd phan san xuét, bao hanh

#2. Céc hinh thirc tra lwong khuyén khich

# Tra lwong theo doanh s (Sales Incentive plans)
« Tién lvong/thuéng dwoc tra dwa trén doanh sb
= Tién lvong thuong gdm 2 phan: (1) Phan lwong cb dinh
gan v&i mirc doanh so toi thieu (2) Phan tien thudng
(hoa héng) gén véi phan doanh s6 cao hon tiéu chuén.
o Uu diém
« Gan chat nd lwc/thanh tich ca nhan véi thu nhap
@ Han ché
= Chi ap dung cho bd phéan ban hang véi mét tiéu chi rd
rang la doanh so
= Khi thém cac tiéu chi khac: chi phi, quan hé khach hang,
tien hang no... phwong phap nay sé rat phic tap

#2. Cac hinh thire trd lwong khuyén khich

# Thwéng theo nhém (Group Incentive plans)
« Tién Iqong/thu’c’yng dwoc tra cho mét nhém nhé va dua
trén két qua (san pham, doanh sb).
o Wu diém
« Tang sw gan bd, hop tac gitra cac thanh vién va giam
canh tranh ndi bo
« Gén tién thudng véi két qua chung clia nhém
o Diéu kién ap dung:
» CO sy phu thudc chat ché gilra cac ca nhan trong nhom
« Doanh nghiép mudn tang cudng lam viéc nhém
» Khé xac dinh trach nhiém va mirc d6 hoan thanh ca nhan

#2. Céc hinh thirc trd lwong khuyén khich
# Thudng trong toan doanh nghiép

..tién thudng dudc chia sé giira tat ca cac thanh vién
trong DN
@ Chia sé Igi ich (Gain sharing)
... Cac thanh vién thu hudng Igi ich cla viéc tang nang sudt,
giam chi phi, cai ti€én chat lugng dudi dang tién thudng
« Uu diém: cai thién hiéu qua hoat déng ctia toan DN
2 Chia sé Igi nhuan (Profit sharing)
... doanh nghiép trich mét ty 1€ tng Igi nhuén dé thudng
cho nhan vién (quy/nam)
. Uu diém: bon gian, dé trién khai
. Han ché: Tinh khuyén khich thdp do thai gian thudng bi
kéo dai
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#3 Tra lwong dwa trén ky nang
Skill-based Pay

@ NOi dung:

...Ngugi lao dong dugc tra luang (thudng) theo cac ky
nang hodc kié€n thirc ma ho hoc duoc va su’ dung thanh
thao trong cing mot nhdm cong viéc

» Pham vi ap dung : chi c6 cong nhan san xuat

o Uu diém:

» Nhan vién c6 dong luc lam viéc tét hon va no luc trong
hoc hoi

=« C6 thé dung dé khuyén khich cac nhan vién trung
thanh nhung khong cé ca héi thang tién

@ Han ché:
= Chi phi cao: tién luang (gid) cao, chi phi dao tao
» DOoi hoi hé thdng danh gia ki nang va quan ly phai tot
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#4. Dai ngd danh cho giam dbc diéu
hanh
o Tién lwong
o Tién thwéng
@ Quyén mua cb phiéu,

IV. DAl NGO GIAN TIEP

1. BAO HIEM
9@ Baohiémyté
@ Bao hiém xa hoi
@ Luwong huu, tra lwong khi 6m dau
o Bao hiém khac: tw nguyén
@ Bao hiém nhan tho
@ Bao hiém that nghiép

Dai ngd gian tiép
CAC DICH VU CHO NHAN VIEN:
@ Cac chuong trinh dao tao
@ Dich vu hé tro tai chinh
@ Chuwong trinh thé thao
oNha &
@ Cac chuong trinh ghi nhan thanh tich
@ Dich vy gilr tré
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