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TAO PONG LUC LAM VIEC CHO NGUOI LAO PONG TAIl VNPT LAO CAI
Nguyén Thi Phwong Hao" , P Vin Chiic?

Tom tat
Bai viét dé cap dén thuec trang tao déng luc 1am viéc va thu hit nhan tai tgi Vién thong Lao Cai (VNPT
Lao Cai) van con cac bat cdp nhu viéc xdc dinh nhu cau cia nguoi lao dong chwa bai ban, cong tac
ddnh gid mirc d¢ hoan thanh cong viéc méi chi dia trén hinh thirc, chira c6 van ban cu thé quy dinh 16
trinh thang tién cho nguoi lao dong... Tir d6, can c6 nhiing gidi phap vé diéu chinh cdch xdc dinh nhu
cau cia nguoi lao déng, hoan thién chinh sach khen thuong va ché dg phuc loi, xay dung méi trirong
lam viée va van héa doanh nghiép, ting cwong céc bién phap kich thich tinh than cho nguoi lao déng...
dé tao dong luc 1am viée cho ngueoi lao dong tai VNPT Lao Cai trong thoi gian téi.
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GIVING WORKING MOTIVATION TO EMPLOYEES AT LAO CAI
ELECOMMUNICATIONS

Abstract
The article refers to the current situation of creating working motivation to employees at Lao Cai
VNPT? There are still shortcomings: Determining the needs of workers is unsystematic, assessing the
level of work completion is only based on the form, there is no specific document specifying the roadmap
for promotion of employees. Therefore, there should be solutions to adjust the way of determining the
needs of workers, completing the reward and welfare policies, building working environment and

corporate culture, strengthening measures to stimulate employees' morale ...

employees in VNPT Lao Cai in the future

to create motivation for

Keywords: Motivation,Working, Employees, VNPT, Lao Cai.

JEL classification: J; JO1; JO8; J54
1. Mé dau

Tap doan Buu chinh Vién théng Viét Nam
(VNPT) dang phai d6i mat véi nhitng thach thic
I6n khi ma su canh tranh dang tréd nén ngay mot
manh mé va khéc liét. Trong cac doanh nghiép
kinh doanh vién thong, Vietel, Mobifone da dugc
xép vao danh séch 100 nha tuyén dung hang dau
Viét Nam (Anphabe va Nielsen VN, 2016, Noi
lam viéc tot nhat VN, Ha Ngi), nhat 1 Vietel lot
vao top 15 noi lam viéc tot nhit Viét Nam
(Anphabe va Nielsen VN, 2017, Noi lam viéc tot
nhat VN, Ha Ngi). Viéc nay dong nghia véi moi
treong lam viéc thuoc cac doanh nghiép trén gitr
chan ngudi lao dong tét va khéng ngung thu hat
céc nhan tai méi dau quan. Do do, viéc sir dung
c6 hiéu qua ngudn nhan lyc, thu hit va tao dong
lyc 1am viéc cho ngudi lao dong dang la mdi
quan tam Ién caa VNPT noi chung va VNPT Lao
Cai n6i riéng hién nay. Bén canh do, xét vé ning
suét lao dong cua VNPT Lao Cai ndi riéng, trung
binh mot lao dong cia VNPT Lao Cai giai doan
2016 - 2018 mai chi tao ra duoc loi nhuan trudc
thué khoang 153 triéu dong/nam (Vién Thong
Lao Cai, 2016 - 2018, Bao cao ket qud san xuat
kinh doanh). Néu so sanh con sd nay véi ning
suat lao dong trung binh/nim vao khoang 260
triéu dong/nam cua Vietel Lao Cai thi ta thay van
con nhiéu du dia trong viéc thiic day tinh than va
hiéu qua lam viéc cua ngudi lao dong tai VNPT

Lao Cai (Vietel Lao Cai, 2016 - 2018, B4o céo
két qua san xudt kinh doanh). Nhan thie 16 diéu
nay, VNPT Lao Cai da cha tam hon trong cong
tac cham soc doi ngii nguoi lao dong, tao dong
luc lam viéc cho nguoi lao dong cia don vi.

Van dé tao dong luc 1am viéc cho nguoi lao
dong da duoc cac nha khoa hoc quan tdm va da
dua vao nhiéu cong trinh nghién ciu & cac cip
d6 khac nhau, tir cac bai bao, chuyén dé dén céc
luan van thac si. C6 thé ké dén két qua nghién
ctru cia mot sb tac gia sau:

Truong Minh Btrc (2011), Tap chi Khoa hoc
Pai hoc qudc gia Ha Noi, Kinh té va Kinh doanh
27, trang 240 - 247 “ung dung mé hinh dinh
lwong ddanh gida mirc do tao dong luc lam viéc
cho nguoi lao dong tai céng ty TNHH Ericson
tai Viét Nam”, théng qua viéc kiém dinh mé hinh
hdi quy tac gia dua ra két luan cua cac nha quan
ly cia Cong ty nén quan tdm trudc hét dén mirc
tién lwong co ban, tong muc thu nhap cia nguoi
lao dong. TAc gia dua ra khuyén nghi: Cac nha
quan ly can xay dung quy trinh, ché do lam viéc
10 rang dé giup ngudi lao dong tranh nhiing sai
lam dang tiéc, dong thoi can quan tim dén co s
vat chét, thiét bi noi lam viéc dé tao hung thi
lam viéc cho nguoi lao dong.

Luu Thi Bich va cong su (2013), Tap chi
khoa hoc, DHSP thanh phé H6 Chi Minh sé 49
“nhifng nhan to tdc dong dén dong luc 1am viéc
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ciia nguoi lao dong trong khach san”. Bai viét
chi ra rang, nguoi lao dong dong thoi cé dong
lyc bén trong va bén ngoai. Véi ¥ nghia do, cac
nha quan ly nén si dung mot hon hop céc
phwong phap bao gom ca tién thuong, khen ngoi
cong viée, thuc diy con nguoi, tao su hai long
trong cong viéc cho nguoi lao dong.

Cao Thi Lan (2015) trong luan van thac si
“Tao dong luc lam viéc tai Trung tam Gigi thiéu
viec lam Ha Ngi” va Ngd Thi Tam (2015) trong
luan van “Tao dong luc 1am viéc tai Cong ty Co
phan Xay ding va Kinh doanh Dja 6c Hoa Binh”
dd néu khai quat nhiing Iy luan vé& dong luc lao
dong, phan tich rd rang vé nhiing nhan té anh
hudng dén viéc tao dong luc 1am viéc cho nguoi
lao dong va nhimg tiéu chi dé danh gia hiéu qua
cua Viéc tao dong luc cho nguai lao dong.

Téc gia Dao Thi Huyén (2016) vdi luan vin
thac si “Tao dong luc lao dong tai khoi cdc co
quan tap doan vién thong qudn doi” da dya trén
nhiing quan sat vé thuc trang va dic diém cua
Vietel, d& xuit nhém cac giai phap hiéu qua
trong viéc tao dong lyc 1am vigc. Cy thé 1a nhom
giai phap tong thé gdm hoan thién cong tac phan
tich cong viéc, doi méi cong tac danh gia cong
viéc, hoan thién cong tac tién lwong, xiy dung
ché @6 khen thuong va phic loi, xay dung moi
truong lam viéc thuan loi, tang cuong bién phép
kich thich tinh than va dao tao nang cao chuyén
mon nghiép vu.

Tuy cing dua trén nén tang ly thuyét kinh
dién nhung mdi dé tai co hudng nghién ctu va
cach tiép can khac nhau. Pic diém cua doanh
nghiép trong linh vuc vién thong 1a linh vyc cung
cap dich vu d&n khach hang, yéu cau ddi véi
nguoi lao dong hét stc diac thu, doi hoi mot
chinh sach dai ngd phd hop. Trén co s ké thira
nhitng thanh qua ma cac dé tai cung linh vuc dat
dugc, dong thoi phat trién vin dé& hon nira tai
VNPT Lao Cai thdng qua nhirng danh gia, nhan
xét va nhan dinh cta ban than. Nhém téc gia lya
chon nghién ciru van d& “Tao dong luc 1am viéc
cho nguoi lao dong tai VNPT Lao Cai”.

2. Co so6 khoa hoc cia tao dong luc lam
viéc cho ngwoi lao dong
2. 1. Mgt sé khai nigm

Khai niém vé Béng luc va tao dong luc:

“pong luc la su khao khat, tu nguyén cua ca
nhan nham ting cuong su nd luc cta ca nhan dé
dat dugc muc tiéu hay két qua nao d6” (Nguyén
Vin Diém, 2010). Bong luc lao dong 1a sy khao
khéat va tuy nguyén cia ngudi lao dong dé ting
cuong nd lyc nham huéng téi viée dat duoc cac
muc tiéu cua té chirc. “Dong luc ca nhan la két
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qua cua rat nhiéu ngudn lee” (Nguyén Hitu Lam,
2006). Theo Bui Anh Tuan, Pham Thay Huong
(2013), “dong lyc cua nguoi lao dong la nhirng
nhan té bén trong kich thich con ngudi nd luc
lam viéc trong diéu kién cho phép tao ra ning
suit va hiéu qua cao”.

Theo Bui Anh Tuan, Pham Thuy Huong
(2013), “tao dong luc 1am viéc duoc hiéu 1a hé
thdng chinh séach, bién phap, tha thuat quan ly
tac dong dén nguoi lao dong nham 1am ngudi lao
dong c6 dong luc trong cdng viéc”. “Tao dong
lyc 1am viéc dugc hiéu 1a tdng hop céc bién phap
va céch g xir ciia to chirc, ciia cac nha quan ly
nham tao ra su khao khat va ty nguyén cua nguoi
lao d6ng cb géng phan du dé dat dugc cac muc
tiéu cua té chiuc” (Nguyén Vin Diém, 2012).
“Tao dong luc lam viéc 1a tong hop céc bién
phap va cach hanh xu cua t6 chtc, nha quan ly
dé tao ra su khét khao, tu nguyén cua ngudi lao
dong bu¢c ho phai nd lyc, cb gang phan dau
nhim dat dugc cdc muc tiéu ma td chic dé ra.
Céc bién phap duoc dit ra c6 thé 1a cac don bay
kich thich vé tai chinh, phi tai chinh, cach hanh
Xt cua td chire duoc thé hién & diém t6 chie do
d6i xur lai v6i nguoi lao dong nhu thé nao” (Lé
Thanh Ha, 2009). Tém lai, tao dong luc lam viéc
la qua trinh xay dung, trién khai thuc hién va
danh gia cac bién phap tac dong téi nguoi lao
dong nham kich thich nhitng mong muén, khat
khao cua ho trong cong viéc gop phan dat dwoc
cac muc tiéu cua ca nhan va doanh nghiép.

2.2. Ngi dung nghién ciru tao déng luc lam viéc
cho ngwoi lao dong

Cac noi dung nghién ctiu van dé tao dong
lyc 1am viéc cho nguoi lao dong gom:

- Tao d@éng liee théng qua xdc dinh nhu cau
Cua lao dong

- Tao dong luc thdng qua cac chinh sach tai
chinh nhu: Tao dong luc thong qua tién thuong,
tao dong luc thdng qua phdc lgi va dich vu.

- Tao dong luc thdng qua céc chinh s&ch phi
tai chinh nhu: Tao dong luc thong qua danh gia
thuc hién cong viéc; tao dong luc théng qua b
tri, sa dung nhén luc; tao dong luc thong qua dao
tao va phat trién nhan lyc; trién vong co hoi
thang tién nghé nghiép; tao dong luc thong qua
bau khong khi, moi truong lam viéc; tao méi
quan hé gitra l1anh dao vai nhan vién.

- Bdnh gid mirc d¢ théa mén nhu cau:

- N6i dung duoc nghién cuu trén cac khia
canh: Panh gia sy thoa man cta nguoi lao dong
V6i cac bién phap tao dong luc, két qua thuc hién
cdng viéc, ty 18 luan chuyén ngudi lao dong, ty 18
thoi viéc.
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3. Phuwong phap nghién ctiru

Bai viét thu thap thong tin thir cip giai doan
2016 - 2018 va thong tin so cip nam 2019 phuc
vu cho nghién ctu. Céc thong tin thi cip duoc
thu thap tir noi bo VNPT Lao Cai va cac to chuc,
co quan bén ngoai Vvé thyc trang tao dong luc lam
viéc cho nguoi lao dong (quy ché tién, luong, cac
vin ban doanh nghiép ban hanh lién quan dén
chuong trinh tao dong luc lam viéc cho nguoi lao
dong, s6 luong lao dong, trinh d6 chuyén
mon....); dir lidu cta cac co quan thdng ké (tinh
hinh phéat trién kinh té dat nudec....); cac két qua
nghién cau cua cic tac gia (cac bai bao, giao
trinh...). Thong tin so cap duoc thu thap bang
viéc sir dung bang hoi dé khao sat ngau nhién cac
can bo nhan vién khéi vin phong va khdi lao
dong tryc tiép tai VNPT Lao Cai dé thu thap cac
y kién danh gia cua ho vé cac van dé lién quan
dén tao dong luc 1am viée cho ngudi lao dong
nhu tién lvong, tién thuong, didu kién lam viéc,
co hoi thing tién, vin hoa doanh nghiép ...

Quy md mau diéu tra dugc xac dinh theo

N
(L+ N*e?)

Véi tong thé (N) ngudi lao dong tai VNPT
Lao Cai 1a 195 nguoi, sai s6 cho phép 5% thi quy
md mau téi thiéu duoc xac dinh 1a 131 lao dong.

Trong bang hoi, tac gia sir dung thang do
Likert v&i 5 mirc d6 (1. Hoan toan khong dong v,
2. Khéng dong ¥, 3. Phan van, 4. Pong y, 5
Hoan toan dong y) dé thu thap thong tin.

Céc thong tin thu dwoc bai viét tong hop va
xu |y sé liéu trén cong cu excel, cac két qua tong
hop sd liéu dugce trinh bay bang cac bang théng
ké va do thi théng ké.

4. Két qua va thao luan

4.1. Thuc trang tao dong luc cho ngwoi lao
dgng tai VNPT L3o Cai

4.1.1. Tao déng luc théng qua xdc dinh nhu cdu
Cua lao dong

VNPT Lao Cai hién nay chua tién hanh cac
hoat dong ddng bd xac dinh nhu cu cua nguoi
lao dong dé 1am cin cir xdy dung cac bién phap
tao dong luc cho ngudi lao déng théng qua viéc
théa man nhu cau. P& xac dinh nhu ciu, nhém
tac gia tién hanh khao st nhu cau nguoi lao dong
tai co quan VNPT Lao Cai. Két qua khao sat 131
lao dong chi ra: Nhém cén bo cap trung tro [én
nhu ciu wu tién nhéat khdng phai 1a van dé tién
luong. Ban than ho la nhitng nguoi gitr nhitng vi
tri quan trong caa don vi, ché do tién luong cua
ho luén dugc dam bao xung dang véi vi tri ho
phu trach. Nhém nay quan tam nhidu dén céc
nhu cau vé tham gia hoat dong vin héa, vin

cong thuc Slovin: N =

nghé, thé thao, quan hé trong tap thé tét va diéu
kién lam viéc tét. Trong khi d6, nhoém nhén vién
ky thuat va nhom nhéan vién hanh chinh lya chon
nhu ciu “thu nhap cao va thoa dang” 1a uu tién
quan trong nht, cho thay van dé vé tién luong va
thuong ludn 1a vin dé ma dai bo phan nhan vién
trong don vi rat quan tm. Dya trén két qua cua
viéc xac dinh nhu cau cua nguoi lao dong, véi
mo6i nhom lao dong c6 nhu cau wu tién khac
nhau. Pay ciing 1a nhiing cin c xac dang dé
VNPT Lao Cai c6 thé tién hanh xay dung cac
bién phap nham théa man nhu cau cta ngudi lao
dong va tao dong luc cho nguoi lao dong.

4. 1.2 Tao dong luc lam viéc thdng qua cac chinh
s&ch tai chinh

Tao dgng liec thong qua tién lrong:

VNPT Lao Cai tra luwong cho nguoi lao
dong theo két qua thuc hién céc chi tiéu ké hoach
san xuat kinh doanh (doanh thu, san lwong, thué
bao thuc tang, chénh 1éch thu - chi, ty 1 thu
cude, diéu kién kinh té xa hoi dia phuong); muc
do phuc tap cua cbng viéc; vi tri thuc hién nhiém
vu chuyén moén, nghiép vu, nhiém vu chinh tri
duoc giao. Két qua khao sat vé mac do hai long
d6i voi tién lwong ciia nguoi lao dong cho thay:
77,9% s6 nguoi duoc hoi hai 1ong va hoan toan
hai 10ng véi mirc thu nhap hang thang nhung van
con 15,38% s6 ngudi dugc hoi khong hai long
V6i tién luong duoc huong va toi 7,69% tra loi
khong c6 y kién. V& tién luong lam viéc ngoai
gio thi c6 dén 18,46% sb lao dong duoc hoi cho
rang khong hop ly voi stc dong gop cua minh.
Tuy nhién vé tra lwvong dung han va khi duoc
nghi ché do van dugc huong lwong thi hau hét s6
ngudi duoc hoi cho rang VNPT Lao Cai rat quan
tam va thuc hién dung quy dinh caa phap luat vé
lao dong. Khi duoc hoi vé cach thic xac dinh
tién lwong hién nay cua VNPT Lao Cai ¢ phi
hop khong thi c6 62% nguoi dugce hoi tra loi la
khong phu hop, trong d6 41,7% cho riang cong
thirc tinh lwong phirc tap, gom nhiéu thanh phan;
29,2% cho rang cach thic danh gia thuc hién
cdng viéc chua hop ly; 20,8% cho rang hé sb
hoan thanh cbng viéc chua dugc phu hop vai
cach tinh lwong. Nhu vay, hién trang tai VNPT
Lao Cai c6 mot bo phan da cam thay rat hai long
vé muc luong phi hop, nhung ciing ¢6 can bd
nhan vién cho rang muc luong hién tai chua phu
hop Vvéi cdng sirc ho bo ra dé cdng hién cho don
vi. Pay 1 co s dé VNPT Lao Cai cin cir va Xay
dung chinh séch tién lwong phtt hgp hon cho can
b6 nhan vién.

Tao déng luc thdng qua tién thirong: VNPT
Lao Cai ciing coi trong cong tac khen thuong dé
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khuyén khich ca vé vat chit va vé mit tinh than
nham tao dong luc cho ngudi lao dong hing say
lam viéc dé c6 két qua tét hon. Hang thang, hang
quy, cac trudng phong va Ban lanh dao VNPT
Lao Cai tién hanh hop va danh gia, xét thanh tich
thi dua ctia cdc ca nhan va cac phong ban trong
don vi dé tién hanh khen thuong. Hién nay hinh
thic thuong don vi dang ap dung chu yéu la
thuong tién cho ngudi lao dong véi cac hinh
thirc: Thuong cac danh hiéu thi dua, thuong ddi
V6i cac tap thé hoan thanh nhiém vy san xuat
kinh doanh, thuong sang kién cai thién k¥ thuat,
thuong tap thé, ca nhan can bo cong nhan vién,
cong tac vién dat giai cao tai cdc Hoi thi trong
hodc ngoai VNPT Lao Cai té chc.

Khi nghién ctu tién thuong caa VNPT Lao
Cai d6i voi nguoi lao dong thiy rang muc
thuong ma VNPT Lao Cai quy dinh twong ddi
cao, mot nam ngudi lao dong co thé dugc thusng
nhiéu lan nhung van lam cho nguoi lao dong
khong hai 1ong vi tién thuong van can cir vao hé
s6 hoan thanh cdng viéc va bi rang budc bai ti 18
do VNPT Lao Cai; hé thng danh gia thyc hién
cdng viéc con boc 16 nhiéu han ché dan dén anh
hudng dén két qua danh gia chwa phan anh dang
mic d6 hoan thanh cdng viéc cta nguoi lao
dong; nhiéu khi phat cham tién thuong cho ngudi
lao dong. Dan dén lam giam dong luc lao dong
dbi véi nguoi lao dong.
4.1.3 Tao dong luc thdng qua cac chinh sach phi
tai chinh

Tao dong luc thong qua danh gia thuc hién
cong viéc:

Hoat dong danh gia thyc hién cong viéc cd
anh huong quan trong dén dong luc lam viéc cua

nguoi lao déng boi vi thong qua d6 thanh tich,
murc d6 hoan thanh cbng viéc cua nguoi lao dong
dugc ghi nhan. Hang thang VNPT thuc hién
danh gia cong viéc cua toan bo nguoi lao dong
trong don vi. C&c thanh vién tham gia vao céng
tac danh gia thyc hién cong viéc gom: Truong
cac bo phan, phong hanh chinh té chuc va ban
giam dbc. Viéc danh gia thuc hién cong viéc
duoc thyc hién theo quy ché danh gia xép loai
can bo céng nhan vién cua Tap doanVNPT thong
qua giao nhiém vu va danh gia két qua thuc hién
cong viéc. Két qua danh gia thyc hign cong viéc
nhim tinh tién luong cho nguoi lao dong; lam
can cu Su dung va sip xép lao dong nhu giao
nhiém vy, bd nhiém, luan chuyén, cham dut hop
dong lao dong.

Két qua khao sat y kién nguoi lao dong cho
thiy: 25,38% chua hai long véi két qua dénh gia
thuc hién cong viée, 20,77% khong ddng y két
qua danh gia phan anh dang két qua thyc hién
cdng viéc. Khi tién hanh khao sat sau y kién cua
nguoi lao dong vé céc khia canh cua cong tac
danh gia thuc hién cong viéc dé tim ra nguyén
nhan chua hai long cia nguoi lao dong thi ti
trong sé nguoi ¢ y kién cho rang két qua danh
gid chwa phan anh dung két qua thyuc hién cong
viéc chiém ti trong khé cao, chiém 29% s nguoi
dugc hoi. Bf)ng thoi c6 toi 26% sb nguoi dugc
hoi tra loi rang phuong phap danh gia khong hop
ly, 16% s6 nguoi duoc hoi cho rang thiéu thdng
tin phan hoi va 13% sb ngudi dugc hoi cho rang
tiéu chuan danh gia thyc hién cong viéc khong rd
rang, hop ly.

Bdng 01: Két qua khao sat y kién ngueoi lao dong vé danh gid thic hién cong viéc (Pon vi tinh: %)

Hoan

Khéng Hoan

toan Khong oy bongy  toan biém
LAl Noi dung khéng d"(g? V' kignrs (@) abng TN
dongy (1) rang (3) y (5)
1 Anhjchi hai long véi ket qua ;g9 4759 1538 3078 2846 3,55
danh gia thuc hién cong viéc
o  Ketquadanh gid phan anh ding g g 1231 1231 4154 2538 363
két qua thyc hién cbng viéc
Tiéu chuan danh gia thyc hién
3 cbng viéc rd rang, hop ly va 8,46 12,31 16,92 41,54 20,77 3,54
cong khai
4 Chuky danh gid thyc hien cong 5 5 8,46 1231 5000 2538 3,85
viéc hop Iy, )
5 Anh/chi bict ro ket qua danh gid 4 oy 8.46 1615 4615 2538 381
thuc hle_:n’ cong viec cua minh
Pugc cap trén, dong nghiép
6  cong nhan nhimg dong gop cia 3,85 3,85 10,77 51,53 30,00 4,00

anh/chi
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Cong tac danh gia thuc hién cdng viéc con
nhiéu han ché 1a do nhitng nguyén nhan sau:

- Céc tiéu chi dung dé danh gia con chua
day du, chu yéu la nghiéng vé danh gia y thuc,
thai do, tac phong tinh than 1am viéc cia nguoi
lao dong, thiéu cac tiéu thire danh gia vé trinh do,
su hiéu biét va van dung kién thirc, ki ning vao
cdng viéc cua nguoi lao dong.

- Sy phan hoi thng tin két qua danh gia ddi
V6i nguoi lao dong thyc hién chua duoc t6t, don
gian mai chi la sy thong bao cho nguoi lao dong
vé loai Xép hang, chua chi ra cho ngudi lao dong
thiy nhitng nguyén nhan anh huong khong tot
dén két qua thuc hién cong viéc cua ho va dua ra
nhung bién phap nham gidp ho cai thién két qua
thuc hién cong viéc.

Tao déng luc thdng qua bé tri, siz dung nhan
luc, phan cbng cong viéc:

Viéc phén tich cdng viéc cho tung vi tri,
tung bo phan tai don vi da dugc thuc hién nhung
két qua mai chi xay dung dugc bang M6 ta cong
viéc, chua xdy dung duogc tiéu chuan thuc hién
cdng viéc ddi véi tirng chirc danh cong viéc. Pay
chinh 1a nguyén nhan khién hoat dong danh gia
cdng viéc tai don vi van con cam tinh, thiéu
chinh xac. Két qua cua phan tich cong viéc 1a co
s& cho cac hoat dong quan tri nhan sy cta don vi.
Song mét thuc té cua VNPT Lao Cai la chi tién
hanh hoat dong phan tich va thiét ké lai cong
viéc khi c6 quyét dinh caa cap trén, con thong
thuong chi tién hanh 1 1an/ nam, chua chu dong
tién hanh phan tich cong viéc va thiét ké lai cong
viéc theo yéu cau thuc té dit ra.

Két qua khao sat thu dwgc nhu sau: Nhin
chung nguoi lao dong tai VNPT Lao Cai kha hai
long vé cong viéc. Vé é&p luc cong viée, da 5O
ngudi lao dong hai long vi cam thay cong viéc
minh dang phu trach thi ban than chju ap luc ¢
muc vira phai (35,33% ddng y). Mit khac 34%
s6 nguoi dugc hoi lai khong dong y, s lugng
nay thuoc bd phan nhan vién ky thuat va nhéan
vién hanh chinh phu trach mang kinh doanh. V&
khéi lugng cong viéc phu hop vi tri viéc lam: C6
t6i 44,67% nguoi lao dong khong dong y. Vé
thoi gian 1am viéc, 42% s6 nguoi dugc hoi khdng
ddng y. C6 thé giai thich rang, khi ma luong
khach hang tang truong déu va lién tuc thi khoi
lugng cong viéc va thoi gian hoan thanh la diéu
ma nhan vién ky thuat va nhan vién hanh chinh,
dic biét bo phan kinh doanh cam thiy khong
thoa man. 37,33% nguoi lao dong dong y Vi

cach thie danh gia két qua cong viéc, ho cho
rang, cdng viéc cua ho di dwoc cip trén danh gia
kha dung mirc. 48% nguoi lao dong khong dong
¥ cac khoa dao tao ngan han vé chuyén mon, ky
nang do thoi gian dao tao chua linh hoat, chua
phu hop véi tinh chat céng viéc cua tung bo
phan, chat luong dio tao chua cao.

Tao dong lyc thong qua dao tao va phat trién
nhadn liec, trién vong co hi thing tién nghé nghiép:

Vé dao tao va phat trién nhan lyc: Cong tac
dao tao va phat trién nhan luc luén duoc VNPT
quan tam, danh gia cao va coi la mét trong nhitng
chién luge hang dau, then chét, gilp tao ra su
khéc biét, mang lai loi thé va ning luc canh
tranh, quyét dinh sy ton tai va phét trién bén
viing. Trong giai doan 2016 - 2018, cong tac dao
tao, boi dudng ngudi lao dong dugc diy manh &
cac cap, bang nhiéu hinh thirc, ca dao tao & trong
va nuéc ngodi. Hang niam, VNPT danh 2%
doanh thu tao ngudn ngan sach cho cong tac dao
tao, phat trién nhan luc.

Y kién khao sat nguoi lao dong vé cong tac
dao tao va phat trién nhan luc cho thiy phan I6n
ngudi lao dong ddng y vai ndi dung dao tao, co
s& vat chat dao tao, phuong phap dao tao 1a hop
ly thé hién & diém trung binh tir 4 trg 1én. Tuy
nhién, van con 16,92% cho riang dbi twong dao
tao chua chinh xac; 20,77% khong hai long Vol
cong tac dio tao va phét trién nhan tai. Didu nay
cho thay viéc lya chon ddi tuong dao tao ddi voi
cac khoa dao tao nang cao trinh d¢ chuyén mén
tay nghé chua chinh xAc.

Vé trien vong co héi thang tién nghé
nghiép: Két qua khao séat cho thiy 37,33% sd
ngudi lao dong tai VNPT Lao Cai cho rang ho di
duoc cung cap day du nhiing thong tin can thiét
vé co hoi thang tién cua ho trong céng viéc ma
ho dang dam nhiém, hon ntra, chinh sach thang
tién cia don vi rd rang, minh bach (42% tra 1oi
rat dong y) tao nhiéu diéu kién dé nguoi lao dong
dugc thé hién kha ning ciia minh va phan dau
hon trong su nghiép. Pac biét, 50% sé ngudi
duoc khao sat y kién cho rang ho da duoc tao
diéu kién dé hoc tap va nang cao trinh do. VNPT
Lao Cai da thé hién tam nhin chién lugc khi dau
tu vao yéu td con ngudi, dac biét 1a khia canh
gido duc dao tao. Piéu nay khdng nhirng nang
cao kién thirc cia nguoi lao dong, ma con gop
phan nang cao chit lwong ddi ngii can bo nhan
vién cia VNPT Lao Cai.
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Bdng 02: Két qua khdo sat mize dg hai 1ong ciia nguoi lao dong tai
VNPT Lao Cai theo tiéu chi méi trieong lam viéc
TT N@i dung 1 2 3 4 5
Hé thong may moc, trang thiét bi phuc vu

1 cbéng viéc hién dai, giGp ich nhiéu cho 0 24,67 0 37,33 38,00
Anh/Chi trong qué trinh lam viéc.
2 Moi tmé:ng pénh guan sach sg, thodng mat va 0 28,00 0 4200 30,00

tao su dé chiu.

3 Pam bao tét cac didu kién an toan lao dong. 0 4,00 0 44,00 52,00

Tao dong luc théng qua bau khoéng khi, moi
truong lam viéc:

Diéu kién lam viéc c6 thuan loi hay khong
lubn anh huong dén hiéu qua lam viéc cua nguoi
lao dong. Mot trong nhirng yéu té dé tao dong
luc lam viéc chinh 1a m6i truong lam viéc thuan
loi cho can bd nhan vién tai VNPT Lao Cai. Vé
diéu kién lam viéc, VNPT Lao Cai rat chi trong
méi truong lam viéc thdng thoang, nén cdng tac
vé sinh noi lam viéc duoc tién hanh thuong
xuyén hang ngay dé dam bao vé sinh, an toan
cho nguoi lao dong. Mdi bo phan dugc bd tri
riéng mot ting; mdi ca nhan dwoc bd tri thanh
mot ban lam viéc riéng biét, trén do, cac nhan
vién c6 thé ty trang tri chd ngdi cua minh sao cho
thoai mai nhat. Thém vao dé, cac phong déu c6
diéu hoa, trang bi may tinh ban hoic laptop dé
tién lam viéc, phong hop cé may chiéu, micro, hé
thdng loa... Chinh vi vay, két qua khao sat y kién
da s6 nguoi lao dong danh gid cao méi truong
lam viéc tai VNPT Lao Cai. 38% rét hai long véi
hé thng may mac, trang thiét bi phuc vu cong
viéc, 42% hai 1ong vé méi trudng canh quan
xung quanh noi lam viéc cua minh va c6 t6i 52%
rat hai long vé cac diéu kién dam bao an toan lao
dong tai VNPT Lao Cai. VNPT Lao Cai lubn
quan tdm xay dung mdi trueong lam viéc than
thién, doan két va coi d6 nhu diéu kién can thiét
cho ngudi lao dong 1am viéc. Méi quan hé gitra
cac doéng nghiép trong don vi ludn dat dugc sy
coi mo, than thién, gan b6 va sin sang giap d&
nhau trong cdng viéc; cap trén ludn cd ging lang
nghe dé gan gili hon v&i nhan vién va giup d&
nhan vién caa minh trong kha ning c6 thé; cac
nhan vién cap dudi ludn tin twong voi sy dan dat
cua cap trén. Hon 50% s nguoi duoc hoi déu
cho rang ho rét hai long vé dong nghiép. Cu thé,
50,67% tra 1oi rang dong nghiép cua ho rat than
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thién, thoai mai va dé chiu khi tiép xac, hon nira
56% tra loi rang dong nghiép cua ho thuong
xuyén giup dd, twong trg nhau trong cong viéc
va trong cudc séng. Vé mdi quan hé gitra lanh
dao voi nhan vién: Phan 16n nguoi lao dong tai
VNPT Lao Cai déu cho rang ho thuong xuyén
dugc quan tam, thuong xuyén c6 co hdi bay to y
kién va nguyén vong ban than (42,67% rat dong
y). Ho con hai long khi ban 1&nh cua ho la nhiing
ngudi than thién, gan giii, hoa nha (52% ddng y),
tac phong lich thiép, biét ling nghe y kién cua
cap duéi (39,33% ddng y). Tuy nhién, dé dat
dugc muc do hai long cua nguoi lao dong thi
Ban lanh dao VNPT L&o Cai van con ton tai mot
vai van dé. Chang han nhu ho chua phai 1a nguoi
tao cam hang cho nguoi lao dong (42% tra 1oi
khong dong ¥) va Ban lanh dao chua thuc sy dua
ra nhimg chinh sich quan tim dén doi séng
ngudi lao dong trong don vi (35,33% tra loi
khong dong y), mic du da co chinh sach lwong,
khen thuong va phic loi khé tot.

4.1.4. Danh gia mic do thoa mén cong viéc

Sy thoa man cua nguoi lao dong:

Két qua khao sat cho thiy 62,6% ngudi lao
dong duoc hoi hai long véi cong viéc hién tai,
62,79% ngudi duoc hoi cam thdy minh phai nd
lyc @& hoan thanh cdng viéc cua minh; 61,99%
cam thay minh phai c6 trach nhiém trong viéc
duy tri va phat trién co quan va 66,92% sin sang
cung don vi vuot qua khé khan. Biéu nay cho
thiy chinh sach tao dong lrc lao dong thoa man
nhu cau cua nguoi lao dong tai VNPT. Tuy
nhién, van con 20,61% chua hai long véi cong
viéc hién tai va 20,77% chua san sang clng
VNPT vuot qua kho khan. Cé rat nhiéu 1y do dé
nguoi lao dong chwa thuc su hai long vai cong
viéc hién tai nhu tién luong thap, t6 chuc lao
dong chua tot, didu kién lao dong chua tot.
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Bdng 03: Nding sudt lao déng tai VNPT Lao Cai giai doan 2016 — 2018

Chi tiéu PVT Nim 2016 Nim 2017 Nim 2018
Doanh thu Tr.d 262.001 274.633 306.593

Tong s6 LD Nguoi 173 181 195
Ning suat LD Tr.d/ng 1.514,46 1.517,31 1.572,27

Tdc d6 ting NSLD % - 0,19 3,62

Két qua thuc hién cong viéc:

Chi tiéu ning suat lao dong tai VNPT giai
doan 2016 - 2018 1a s liéu ndi 1én sy hiéu qua
trong cong viéc cua do6i ngii can bo nhan vién tai
VNPT Lao Cai.

Ty Ié ludn chuyén ngueoi lao dong, ty ¢ théi viéc:

Luan chuyén la tao khdng gian méi cho ca
nhan sang tao, 1dam mai minh va dé phat hién
nhitng kha ning tiém an caa mdi ca nhan. Luan
chuyén 1a ciing dé lam t6t hon cac mbi quan hé
chiéu ngang va chiéu doc. Thuc hién luan chuyén
theo ca chiéu ngang gita cac phong ban, va
chiéu doc tir tong cong ty Xuong co sO va tur co
s& 1én cong ty. Viéc luan chuyén ¢ VNPT Lao
Cai khong phai 1a nghia vy ma la van hoa lam
viéc. Luan chuyén cong viée la cach dé dao tao
nhan vién, binh quan mdi nam khdi co quan ludn
chuyén khoang 15% nguoi lao dong. Ly do dugc
diéu dong, diéu hoa nhan lyc trong to chic
(chiém 50%), 14p cac vi tri viéc lam con tréng
(chiém 20%) va stra chita nhitng sai sot trong sir
dung lao dong (chiém 10%).

Ty I& théi viéc cia VNPT Lao Cai binh
quan giai doan 201-2018 1a 3%, riéng nam 2016
ty 1€ nay 1a 9% la do mac do canh tranh ngay
cang gay gat vé thi truong vién théng, dan dén
VNPT doi hoi &p luc cong viéc ddi voi ngudi lao
dong cao. Khi nghién ciru vé ty 1é thdi viéc, hoc
vién tién hanh khao sat ddi véi 131 nguoi lao
dong, két qua cho thiy c6 18 nguoi (chiém
13,74%) c6 mong mudn thdi viéc, 41 nguoi
(chiém 31,3 %) khong biét co thdi viéc khdng va
72 ngudi (chiém 54,96%) khdng mudn thdi viéc.
Nguyén nhan ngudi lao dong muédn thdi viéc 1a
moi truong lam viéc rat cang thing, nguoi lao
dong khong co thoi gian dé can bang cugc song
va cham soc gia dinh.

Sw gan bo cia nguwoi lao déng: Két qua
khao sat cho thay 51% luong lao dong tai VNPT
Lao Cai tin twdng vao cap trén, vao nang luc
lanh dao va nhirng chinh sach ma Ban lanh dao
VNPT Lao Cai da, dang va s& trién khai, tat ca
déu nhiam muc tiéu phat trién VNPT Lao Cai
trong tuong lai. 68% nguoi lao dong tra loi &
muc cao nhat véi nhan dinh sé tiép tuc lam viéc
lau dai, céng hién hon nira cho VNPT Lao Cai.
65,33% tra loi rang s& khdng chuyén di co quan

Nguon: VNPT Lao Cai
khéc ké ca c6 ché do dai ngd tét hon. Chung to
rang nhimg chinh sach va diéu kién tai VNPT
Lao Cai da lam théa man nhu cau cta nguoi lao
dong va ngudi lao dong quyét dinh gin bo lau
dai voi VNPT Lao Cai
4.2. Cac nhan té dnh huwéng téi tao dpng luc
lam viéc cho ngwoi lao dong tai VNPT Lao Cai

Cic nhan to thugc vé ban than nguoi lao dong:

Nhém nhén té nay bao gém dic diém ca nhan
nguoi lao dong va muc tiéu cua ngudi lao dong.

Véi lyc Tuong lao dong chu yéu cia VNPT
Lao Cai la nam gi6i va d6 tudi binh quan cua
nguoi lao dong 1a 36 tudi nén nguoi quan ly can
phai ¢ cac giai phap huéng dén cac dic diém
nay nhu t6 chuc céc giai bong da, cac hoat dong
thé duc thé thao, to chirc cac chuong trinh giao
Iy, cac cudc thi sang tao dé tao méi truong 1am
viéc than thi¢n, thoai mai. Myc tiéu cua nguoi
lao dong tai VNPT Lao Cai la mudn nang cao
chat luong doi séng, dong thoi cé co hoi thing
tién trong cobng viéc. Pé dap ung nhu cau,
nguyén vong cua ngudi lao dong, dong thoi gan
lién muc tiéu cua nguoi lao dong vai muc tiéu
chung cua VNPT Lao Cai, don vi da trién khai
chinh séch tién luong kha hiéu qua, gop phan tao
dong luc cho nguoi lao dong. Bén canh do,
VNPT Lao Cai ciing c6 ké hoach xay dung ban
mo ta cong viéc cu thé cho ting Vi tri, trong d6
néu rd co hoi thing tién ¢ ting vi tri khac nhau.
Diéu nay gitip cho nguoi lao dong hiéu ré cong
viéc minh phai 1am, cac co hoi thing tién minh
¢ duge va co dong luc lam viéc, cdng hién cho
don vi hon.

Cac nhan t6 thugc vé méi triong bén trong
doanh nghigp:

Nhoém nhan t6 nay bao géom: muc tiéu va
dinh huéng phéat trién caa VNPT Lao Cai, tiém
luc tai chinh cia VNPT Lao Cai, vin hoa doanh
nghiép tai VNPT Lao Cai, quan diém cua lanh
dao don vi.

Cac nhan té thugc vé méi trwong bén ngoai
doanh nghigp:

Nhu moi truong phap 1y, diéu kién kinh té -
x4 hoi cua dia phuong, gia tri truyén théng va
van hoa cua dia phuong, chinh sach tao dong luc
lam viéc cua doanh nghiép cung linh vyc.
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4.3. Pdanh gid chung vé cong tac tao dgng luc
lam viéc cho ngwoi lao dpng tei VNPT Lao Cai

Bén canh nhiing thanh cong nhu: céch tinh
luong rd rang, minh bach, hang thang tra luvong
day du va dang han; ché do phuc loi duoc thuc
hién day du; cong tac tra thuong da kich thich
duogc tinh sang tao trong céng viéc. Tuy nhién,
cdng tac nay caa VNPT Lao Cai van con khong
it nhitng han ché can phai khac phuc, cu thé:

Viéc xac dinh nhu cau cia ngudi lao dong
chua duoc thuc hién theo cach thac bai ban,
ddng bo.

Viéc tra luong cho nguoi lao dong tai
VNPT Lao Cai gin vai chicc danh cong viéc va
hé s hoan thanh céng viéc. Tuy nhién viéc danh
gia chat lugng cong viéc con chia quan, dya trén
y kién cua nguoi danh gid, chua cé trao doi giira
ngudi duoc danh gia va ngudi danh gia. Can mot
co ché phan hdi gitra cac bén trong viéc danh gia
cong viéc cua nguoi lao dong. Nhitng quyét dinh
thuong dot xuat ca nhan hoac tap thé hoan thanh
Xuit sic cong viéc trong thang hay trong quy
chua chinh thitc dwa vao chinh sach khen
thuéng, lai khdng céng khai.

Cong tac danh gia muc d6 hoan thanh céng
viéc mai dya trén hinh thire. Hé thong phan tich
cong viéc chua khién nguoi lao dong nam rd
dugc cac ky vong vé két qua cong viéc ma
VNPT Lao Cai mong muén & ho, chua quy dinh
rd trach nhiém cia nguoi lao dong cu thé. Thiéu
céc can cur dé xac dinh chinh xac nhu cau dao tao
ctia ngudi lao dong. Viéc hra chon ddi twong di
hoc chwa cé cac tidu chuan quy dinh cu thé ma
nhiéu khi 1a do cir luan phién.

Tai VNPT Lao Cai chua c6 van ban cu thé
quy dinh 16 trinh thing tién cho nguoi lao dong.
Hon nira, viéc dé bat chirc danh Truéng phong,
Phé phong déu do cip trén quyét dinh, khong co
su tham khao y kién hay binh bau trong tap thé.
Diéu d6 co6 thé 1am giam dong luc phan du cua
nguoi lao dong, khién cho ho khong co muc tiéu
no luc. Bac biét s tac dong truc tiép den nhom
lao dong c6 nhu ciu cao V& su thing tién trong
cdng viéc, nhém nhan vién ky thuat va nhém
nhan vién hanh chinh, day la luc lugng nguoi lao
doéng dong dao tai VNPT Lao Cai.

VNPT Lao Cai di co quan tam dén viéc t6
chtc céc hoat dong van héa van nghé, thé duc
thé thao; cham lo siic khoe thé chat cho ngudi
lao dong. Tuy nhién cac hoat déng nay chua
dugc to chuc thuong xuyén. Hién tai, don vi
cling chua xay dung dugc van héa doanh nghiép
cho riéng minh.
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Nguyén nhan cua cac han ché trén 1a do:

Nguyén nhan chu quan:

V¢ phia lanh dao doanh nghiép, nhan thuc
cia Ban giam déc VNPT Lao Cai chwa dong
déu, chua théng nhat trong cach danh gid nhu
ciu ciia ngudi lao dong, Ban lanh dao chua dua
ra duoc c4c tiéu chi cu thé dé danh gia viéc thuc
hién céng viéc cua nguoi lao dong. Vé phia
ngudi lao dong, do nhan thic, quan diém cua
chinh nguoi lao dong trong don vi con chua
thong nhat ngudi lao dong chua manh dan dé
dat yéu cau vé cdng viéc, quyen loi va trach
nhiém cua ban than.

Nguyén nhan khach quan:

Trong méi truong canh tranh gay gat, VNPT
Lao Cai phai canh tranh vé nguén nhan lyc thong
gua c&c chinh sach tao doéng lec. Tuy nhién,
VNPT Lao Cai la doanh nghiép do nha nudc lam
chu s hitu, viée diéu hanh hoat dong cua doanh
nghiép cling nhu cac by phan trong doanh nghiép
can phai tuan tha chat ché nhitng quy dinh mang
tinh phép quy cta nha nudc nén anh hudng
khéng nho dén céc ché do, chinh sach lién quan
dén quyén loi cia nguoi lao dong.

5. Gei y gidi phap

Dé phét trién VNPT Lao Cai tro thanh mot
don vi vitng manh thong qua tao dong luc lam
viéc cho ngudi lao dong can co mot sb giai phap:

Piéu chinh xdac dinh nhu cau cho nguoi lao
dong: Dé tao dong luc 1am viéc cho lao dong,
Lanh dao doanh nghiép cin c6 chinh sach rd rang
vé viéc tim hiéu nhu cau cua ngudi lao dong, phan
tich nhu cau theo vi tri viéc lam va ddi tuong cu
thé. Viéc nay co thé duoc thuc hién bang nhiéu
cach khac nhau trong d6 viéc tién hanh diéu tra xa
hoi hoc vé nhu cau va sy hai long cua nguoi lao
dong. Véi phuong thac nay, VNPT Lao Cai nén
tién hanh diéu tra hodc khao sat nhu cau cia nguoi
lao dong dinh ky 6 thang hoic mot nim mot lan.
Ngoai ra dé xac dinh nhu cau ciia ngudi lao dong
thong qua hé thong thdng tin noi bo, tai do xay
dung mot phan mém khao sat nhu cu cua ngudi
lao dong trong doanh nghigp.

Hoan thién chinh séach tién lLrong: Hoan
thién chinh sach tién lvong VNPT Lao Cai can
xay dung vin ban quy dinh rd rang vé tiéu chuan,
diéu kién tang luong; xay dung nhiing tiéu chi cu
thé danh gia cho timg nhan vién dé tra luong cho
diung nguoi dang viéc; xay dung ban mé ta cong
viéc mot cdch chinh xac véi tung chac danh
cong viéc.

Hoan thién chinh sach khen thirong va ché
dé phuc loi: Thyuc hién ché do khen thuong lao
dong biét tiét kiem tai nguyén, nguyén vat liéu; doi
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V6i ting nhom lao dong can thiét phai dinh rd
nhiing chi tiéu thuong mang tinh chat riéng biét
cua tirng nhdm; quyét dinh khen thuong phai duoc
tién hanh cong khai, kip thoi; da dang hoa cac loai
hinh phuc loi.

Xay dung maoi truong lam viéc va van hoa
doanh nghiép. Xay dung gia tri van hoa méi va
tuyén truyén vian hoéa doanh nghiép. Can xay
dung cac chinh sach, chuin muc V& vin hoa

doanh nghiép. Ban linh dao ciing can tuyén
truyén nhan vién nho cac gia tri tap thé, tao dung
va cang ¢b niém tin cia nhan vién, tao mdi quan
hé doan két va hop tac

Ngoai ra con c0 Cac gidai phdp: Tang cuong
cac bién phép kich thich tinh than cho nguoi lao
dong; Hoan thién cdng tac phéan tich cong viéc,
danh gia cong viéc.
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