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ABSTRACT

Human resource currently plays an important role in achieving quality in production
and services. Therefore, it is necessary that the competence of people should be
involved in and invested in appropriately.

To achieve this, it is important that the employees’ genuine competence should be
well appraised and the optimum solutions for the problems identified could be
selected properly.

Based on the criteria sets of employee’s appraisal available, the author analyzed and
selected the most appropriate criterion, then applied the AHP method (Analytic
Hierarchy Process) to establish weighted factors of these criterions. These factors
are also applied to the arrangement of the priority into selecting the measures for
upgrading employees’ competence

Through out the assessment on competence periodically and the priority, we may be
able to create targets, measures, programmes, which are aimed to upgrade the
competence for staffs

The above-mentioned procedure was applied to set up the training courses and
necessary activities for upgrading the competence of the operation and maintenance
department in the Petroleum technical services company.



TOM TAT LUAN VAN

Nguon nhan lyc hi¢n nay dong vai trd quan trong trong viéc nang cao chat luong
san xuat va dich vu. Vi vay, chat lugng con nguoi can phai dugc quan tam va dau tu
ding mtrc.

Pé dat dugc yéu cau nay, can phai ddnh gid ding thyuc trang nang luc ctia nhin vién,
ddng thoi xdc dinh dugc cdc cdc giai phap hop 1y ddi v6i céc van dé phit sinh.

Duya vao cic tiéu chuan ding dé danh gia nhan vién sin c6, qua két qua phan tich
cong viéc, luan vin dé& xuat mot bo tiéu chuan ding dé ddnh gia nhan vién, sau dé
su dung Phuong phdp Qua trinh phén tich thtr bac (Analytic Hierarchy Process —
AHP) xiy dung trong sd cho cdc tiéu chuin ddnh gid. Céc trong sd niy dong thoi
cling dugc dung nhu 1a cic thr bac vu tién trong viéc lya chon céc bién phdp ning
cao chét luong nhan vién.

Véi céc thir bic wu tién nay, két hop dinh ky ddnh gia thyc trang nang lyc nhan
vién, chiing ta c6 thé xdy dung cdc muc tiéu, bién phdp, va cdc chuong trinh ning
cao chét luong thich hop cho doi ngii nhan vién cta bd phan va cho cong ty.

Trong luan van nay, cic y tuong trén dugc van dung cho truong hop cua bd phan
van hanh va bao dudng ctua cong ty, xay dung cic chuong trinh dao tao va hanh
dong can thiét nham bao dam va nang cao chat lugng nhan vién.
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0 Chwong mé diu
0.1 Pit van dé

Khai thic Dau khi 12 mdt trong nhitng nganh cong nghiép ning tng dung nhiéu
thanh tyu khoa hoc k¥ thuat cao, cong nghé tién tién, trang thiét bi hién dai yéu cau
hoat dong tin cdy va chinh xdc. DAy cling 1a nganh cong nghi¢p khai thiac cé loi
nhudn cao d@)ng thoi mang lai nhiéu loi ich cho nén kinh té quéc dan. Tuy nhién,
day ciing 1a nganh cong nghiép chira nhiéu nguy co, rui ro nhu chdy, nd, doc hai,
mang dén nhitng ton thét to 16n vé& con nguoi, tai san va moi truong.

Chinh vi vdy, cong nghiép khai thic dau thd va khi dong hanh c6 nhitng doi hoi,
yéu cau khic khe ddi véi doi ngli van hanh, khai thac vé trinh do tay nghé, vé kién
thtrc, k¥ ndng va nhiing kha nang khac nhu kha nang lam viéc dudi cuong do va ap
luc cong viée cao, véi ¥ thiic cao vé an toan trong cong viéc, sinh hoat (doi hoi phai
tuAn thi nhitng qui trinh nghiém nhat), kha ning @ng phé véi nhirng tinh hudng
khan cdp, nguy hiém (doi hoi c6 nhitng phan @ng chinh xédc, hitu hiéu va hiéu
qua)...

Tai Viét nam, ciing tham gia thim do khai thac dau khi hién nay, c6 rat nhiéu cong
ty dén tir nhiéu quéc gia nhu sau:

Anh: BP, Enterprise, British Gas, Lasmo, ONGC-BP/Statoil (Lién doanh v4i An do
va Na uy); M§y: Mobil, Occidental, MJC (Lién doanh véi Nhat) , Shell (cong ty da
quéc gia); Phap: Total; Ao: OMV; Uc: BHP, Anzoil; Han Quéc: Pedco; Nhat:
AEDC, Idemitsu, JVPC (Lién doanh véi Viét nam); Malaixia: Petronas; Canada:
Oxy Canadian, Sceptre Resources; Bi: FINA; Vietsopetro (Lién doanh gitra Lién x0
cll, nay 1a Nga va4i Viét nam). ..

Céc cong ty néi trén déu c6 nhirng kinh nghiém va thé manh riéng, hau hét déu c6
thé dam nhan toan bd hoat dong tir budc thim dd cho dén khai thac dau va khi. Tuy
nhién nham chia sé rii ro va déng thoi khai thac thé manh riéng cua timg cong ty,
cdc cong ty nay di canh tranh v6i nhau van ¢6 xu huéng lién doanh, lién két voéi
nhau trong tirng méang hoat déng cu thé. Mot xu huéng khac nham khai thc thé

manh cta ddi tdc ma van giir quyén chi dong trong hoat dong kinh doanh cua
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minh, dong thoi véi muc dich chia sé rii ro va tip trung vao viéc phét huy nhiing
nang luc chi yéu, 1a viée sir dung dich vu cia cdc cong ty cung cip dich vu chuyén
nghiép khdc. Nhu cau vé mot dich vu van hanh va bao dudng khai thic dau khi
chuyén nghiép va hiéu qua trong nude hinh thanh véi qui md va yéu cau ngly cang
cao.
Nim bat nhu cau nay, Cong Ty Dich Vu K Thuéat Dau Khi, dugc thanh 1ap trén co
sO sap nhap cong ty Dich Vu Ky Thuat Dau Khi Va bia Vat Ly va Coéng ty Dich Vu
Déu Khi vao ndm 1993, bao gdm mdt s6 cong ty con hoat dong trong nhiéu linh vuc
dich vu khic nhau, mang lai nhitng thanh qua nhét dinh. Pén 09/2002, cong ty con
PTSC Production Services ra doi nham myc dich chuyén nghiép héa hoat dong dich
vu ctia cong ty véi cdc chic ning chu yéu:

- Cung cip dich vy van hanh, bao dudng, stra chira cdc gian khai thic ngoai

khoi.
- Két nbi, chuyén giao thiét bi van hanh tir xa, khao sét kiém tra dudi ddy bién.
- Cung cip lao dong lanh nghé cho cdc gian khoan, tau dich vu, xa lan khai
thac, bao gém cdc nhan vién hoat dong trén bo.

Cho dén nay, cong ty dd cung cdp dich vu cho céc khich hang sau:
+Lién doanh Vietsopetro (tai cic mé Bach hd, R@)ng)
+Lién doanh Dau Khi Viét Nhat — JVPC (mo6 Rang dong)
+Petronas Carigali (m6 Ruby, tau dich vy Ruby)
+BP (M6 Nam Coén son)
Mic dit ¢6 nhitng yéu té thuan loi nht dinh ngay tir nhitng ngay dau hoat dong,
Cong ty PTSC Production Services dang phai dbi dau véi thuc trang canh tranh
ngly cang quyét liét, voi nhitng yéu cau chét lugng ngay cang cao tir phia khach
hang. Mat khdc, nhu cau xdy dung mot doi ngii nhan vién lanh nghé, chuyén
nghiép, dép tng céc tiéu chuan nhat dinh, théa min cic nhu ciu, mong mudn cia
khach hang ddi hoi cong ty c6 nhitng nd lyc tim kiém nhitng bién phdp ning cao
chat lugng d6i ngii nhan vién trong chién luge chung phat trién ngudn nhan luc cua
minh. D6 12 1y do hinh thanh dé tai “Cac bién phdp ning cao chit lwong doi ngii van

hanh va bao dudng ctua cong ty PTSC”.



bé dat duoc muc tiéu nay, cong ty can xay dung cho minh mdt b tiéu chuin ddnh

gid phit hop thuc té 1am co s& dénh gid nang luc doi ngii nhan vién van hanh va bao

dudng cuia cong ty, qua d6 tim ra nhitng bién phap ngin han va dai han nhim ning
cao ning luc va chit luong ciia nhan vién.

Vé mit thuc té, dé tai gidp dat cac Kkét qua cu thé nhu sau:

- DPaénh gid thyc trang nang luc doi ngii nhan vién van hanh va bao dudng cua
cong ty.

- Cung cap cdc thong tin 1am co s& hoat dong quan tri ngudn nhan luc (hoach
dinh, tuyén dung, dao tao, tra luong, khen thudng, thuyén chuyén nhan vién, cai
tién co céu td chuc...) cia bd phan k¥ thuat van hanh bao dudng ndéi riéng va
cong ty ndi chung.

- Qua d6 nang cao chat lugng doi ngdi nhan vién, hinh anh cong ty, gidp thu hut
khach hang, mé rong thi truong.

Vé mit 1y thuyét, dé tai gitip gép phan 1am co sd cho viéc nghién ctru ddnh gid chat

lugng d6i ngii van hanh bao dudng trong hoat dong cung cip dich vu van hanh, bao

dudng khai thac dau khi.
0.2 Muc tiéu dé tai va ndi dung nghién ciru

1. Muc tiéu: Pédnh gia duoc thyc trang va dé xudt cic bién phdp ning cao chét luong
d6i ngil nhan vién van hanh va bao dudng cua cong ty Dich vu K§ thuat dau khi-
PTSC Production Services

2. Noi dung nghién cuu: bé dat duwoc muc tiéu nay, dé tai s& thuc hién cdc ndi dung
sau:

Gidi thidu cong nghé khai thiac dau tho, bao gdm cic qud trinh va cong nghé,

thiét bi chi yéu.

- Xay dung céc tiéu chi danh gid doi ngii nhan vién van hanh va bao dudng.

- Diénh gid thyc trang doi ngil van hanh va bao dudng khai thic dau khi cia cong
ty.

- Xay dyng céc bién phap nang cao chét lugng doi ngii nhan vién van hanh va bao

dudng cua cong ty.



0.3 Phwong phap nghién ciru

Qud trinh thuc hién duoc thé hién theo so d6 dudi day:
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Hinh 1: Quy trinh xiy dung céc bién phap ning cao chit hrgng nhan vién
Cic 1y thuyét, phwong phap nghién ctru co ban, dugc van dung nhu sau:
1. Phu ong phdp dinh tinh nham x4y dung cau tric céc tiéu chi ddnh gid, theo

cac bude dudi day:



- Tu nhitng ddc diém ciia cong nghé va qui trinh khai thdc dau thd, cic yéu cau
dam bao chét lwong dich vu cta khach hang, tién hanh phén tich cong viéc, xay
dung cdc tiéu chuan cong viéc.

- Tham khao ¥ kién céc chuyén gia hoat dong trong linh vuc quan tri ngudn nhan
Iuc va khai thac dau khi, cdc khéch hang muc tiéu nham chon loc cac tiéu chi
can thiét va xdy dung ciu tric thich hop

Phuong phdp phong van truc tiép két hop vdi cdc ban ciu hoi chuan bi san duoc dp

dung trong budc nay.

2. Phuong phép dinh lwong nham thiét 14p cdc trong s6 thich hop cho céc tiéu chi

Sau khi nhan va xdy dung duoc cic tiéu chi danh gid can thiét véi cau tric thich

hop, viéc x4c dinh trong sb céc tiéu chi duoc thuc hién béng cdc phuong phdp dinh

lugng nhu sau:

- Sap xép th ty va cho diém

- Sosdnh cdp va cho diém

Trong nghién ctru nay sé& str dung céng cu AHP, véi sy hd trg ciia phan mém Expert

Choice, 1a mdt trong nhirng phuong phdp dinh lugng theo dé tung cdp tiéu chi

tuong tng dugc so sanh va cho diém, sau d6 dugc xur 1y nham xdc dinh trong sb

tung tiéu chi.

3. Phuong phép qui nap, suy dién dugc phdi hop trong qué trinh van dung 1y thuyét

dé Iwa chon cdc giai phdp ning cao chat luong.
0.4 Pham vi nghién ciru

Do gidi han vé thoi gian, ngudn lyc nén dé tai gidi han trong cdc pham vi nhu sau:

- Chi xdy dung cdc tiéu chi d4nh gid cho bd phan chu yéu va truc tiép tao giao
dich vu 1a doi ngii K§ sw, Cong nhan, Ky thuat vién, chua bao gdbm cic ddi
tugng hd tro nhu phuc vu hau can, van chuyén hay luc lugng gidn tiép, nhan
vién van phong...

- Gidi han nghién ctu céc diéu kién, dic diém cua thi truong dich vu van hanh,
bao dudng khai thac dau thod trong nudc, xdy dung tidu chi ddnh gid cho ndi bd

cOng ty.



- Thu thap, tham khao ¥ kién chuyén gia, cdc thong tin phan hdi tir khdch hang
chu yéu thu thap ¢ khu vuc Thanh phé H6 Chi Minh va Ba Ria Viing tau.

0.5 Noi dung tém tat

Luan van ngoai phin md dau, c6 cic chuong véi ndi dung cu thé nhu sau:
Chuong I: Co so ly lugn

Quan tri ngudn nhan luc va qué trinh ddnh gid nhan vién

Chuwong II: Gioi thiéu cong nghé va doi ngil nhan vién van hanh, bao duong
Gidi thiéu cdc qué trinh, cong nghé va thiét bi chinh trong khai thac dau khi
Churong III: Lira chon xdy dwng tiéu chudn ddnh gid

Lua chon cdc tiéu chudn dénh gid trén co so 1y thuyét sin c6

Xay dung cau tric thir bac

Xéc dinh trong s6 cdc tiéu chuin

Churong 1V: Khao sdt, danh gid thuwc té chat heong, ndng liec ddi ngii

Khao sit, danh gid thuc trang tim ra cdc diém manh va diém yéu

Xay dung cdc muc tiéu cai tién

Churong V: Xdy dung cdc bién phdp ndng cao chat lirong dgi ngii nhan vién
Xay dung céc bién phap can thiét

Xay dung chuong trinh hanh dong

Chuong VI: Két ludn, kién nghi



1 Chwong I: Co sé 1y luan

1.1 Quan tri ngudn nhan e va bién phap ning cao chit lwrgng nhan
vién
1.1.1 Quan tri nguén nhan luc:

Quan tri ngudn nhan lyc lién quan dén hai van dé co ban ”Quan tri” va “ngudn nhan
Tuc”. Ngu@)n nhan lyc cia mot t6 chirc duoc hinh thanh trén co s& cua cac ca nhan
c6 vai trdo khdc nhau va dugc lign két v6i nhau theo nhitng muyc tiéu nhat dinh.
Ngudn nhan lyc khic véi cdc ngudn luc khic ctia doanh nghiép (médy méc, thiét bi,
nguyén vt liéu, phuong phdp cong nghé...) do chinh ban chat ctia con nguoi. Nhin
vién c6 céc nang lyc, dic diém c4 nhan khac nhau, c6 tiém ning phat trién, c6 kha
nang hinh thanh cdc nhém héi, cdc t6 chirc (nhu to chirc cong doan, nghiép doan...)
nham bao vé quyén loi ctia ho, c6 thé danh gid va dat cu hoi ddi v6i hoat dong cua
cdc nha quan tri, va hanh vi cua ho c6 thé thay doi phu thudc vao chinh ban than cua
ho hodc su tdc dong cua mdi truong xung quanh. Quan tri nguén nhén lyc do vay
khé khin va phirc tap hon nhiéu so v6i quén tri cdc yéu té khac trong hoat dong cua
céc to chirc.
Quan tri nguén nhan lyc nghién ctru cdc van d& vé quan tri con ngudi trong cic to
chtrc va c6 2 muc tiéu co ban:

- St dung c6 hiéu qua ngudn nhan lyc nhdm ning cao tinh hiéu qua cua to

chuec.
- Pdp tmg nhu ciu ngay cang cao ctiia nhan vién, tao diéu kién cho nhin vién
duoc phat huy tdi da cdc niang lyc cd nhan.

Cic hoat dong lién quan dén quan tri ngudn nhén luc rat da dang, tuy nhién cé thé
phan chia thanh 3 nhém chirc ning chu yéu nhu sau:

- Nhém chire nang thu hit nguén nhan lyc
Nhém chirc ning nay chii trong van dé dam bao c6 dii s6 lwong nhén vién véi cic
pham chat phii hop, thuong bao gdm cdc hoat dong: du bdo va hoach dinh ngudn
nhan lyc, phan tich cong viéc, phong van, thu thap va xir Iy céc thdng tin vé ngudn

nhan lyc cua doanh nghiép.



- Nhém chire ning dao tao va phat trién
Nhém chure ndng nay chd trong viéc nang cao nang lyc cia nhan vién, dam bao cho
nhan vién trrong doanh nghiép c6 céc k¥ ning, trinh d lanh nghé can thiét dé hoan
thanh t6t cong viéc va tao diéu kién cho nhan vién duoc phét trién ti da cdc nang
lyc c4 nhan. Hoat dong chu yéu ctia nhém nay bao gdm: hudng nghiép, huin luyén,
dao tao ky niang thyc hanh cho cong nhan, bdi dudng ning cao trinh d6 lanh nghé
va cap nhat kién thiric quan 1y, k¥ thuat cong nghé cho cdn bd quan 1y va cén bd
chuy&n mon nghiép vu.

- Nhém chire nang duy tri ngudn nhan lyc
Nhém chirc ning nay chi trong dén viéc duy tri va st dung c6 hiéu qua ngudn nhan
lyc trong doanh nghiép, bao gdm hai chirc nang nho 1a kich thich, dong vién nhan

vién va duy tri, phét trién cdc mdi quan hé lao dong t6t dep trong doanh nghiép.
1.1.2 Nang cao chét lugng nhan vién:

bé su dung c6 hiéu qua nguén nhan lyc, nham dat duoc két qua tdi wu cho ca to
chtrc va nhan vién ngoai cdc bién phdp vé mit to chirc, didu cin ban 1 can phai c6
nhing bién phép thich hgp nhim ning cao chat lwong doi ngil nhan vién & moi cap
d6. Cdc bién phép nay, phai dip ung duoc muc tiéu va nhiém vy cia to chic, va
trong timg thoi doan, ng véi nhitng thuan loi va khé khin khac nhau, c6 thé thay
dbi, tiy theo nhu cau thyuc té va thuc trang ngudn nhan lyc san c6.

Pé c6 nhitng bién phép kha thi va hiéu qua, cin c6 nhirng dénh gid chinh xdc ning
luc céc bo phan tuong Gng, tim ra cic diém manh dé phat trién va diém yéu dé khic
phuc, cai tién. Tl cdc két qua ddnh gid ndy, cdc phuong 4n thich hop s& duoc luwa
chon, phén tich va hoach dinh chi tiét. Viéc xem xét phan tich cdc phuong dn nay
dua trén co sé phan tich nhiing diém manh, diém yéu da nhén dién dugc trong boi
canh nhitng thuan loi va khé khan tir moi trudng bén ngoai va dé lya chon céc bién
phép, phuong 4n kha thi, lwa chon nhitng phuong 4n c6 tic dung bo trg, khong triét
tiéu hodc méu thuin 1an nhau dé xay dung chuong trinh hanh dong cu thé. Cic budc
tién hanh cu thé theo trinh tu nhu sau:

1. Ddnh gid thuc trang nang lyc nhan vién



Xay dung tiéu chuan danh gid

Khao sat thyc trang

X4c dinh diém manh, diém yéu

2. Xay dung bién phdp ndng cao chat lwong

Xay dung muc ti€u

Dé xuat cic bién phép, lya chon cdc bién phdp kha thi

Lap ké hoach hanh dong

1.2 Qua trinh danh gia nhan vién:
1.2.1 Muc dich:

Panh gid nang lyc thyc hién cong viéc cua nhan vién dugc su dung trong nhiéu muc

dich:

- Cung cap thong tin phan hdi cho nhan vién biét muc d6 thuc hién cong viéc cua
ho so vo1 cac nhan vién khac va so voi cac tiéu chuén.

- Gitp nhén vién diéu chinh, stra chira céc sai 1am trong qud trinh 1am viéc.

- Kich thich dong vién nhan vién théng qua nhiing diéu khoan vé danh gid, ghi
nhan va hd tro.

- Cung cip cdc thong tin 1am co s cho cic van dé dao tao, tra lwong, khen
thuong, thuyén chuyén nhan vién, cai tién co cau t6 chic. ..

- Phit trién su hiéu biét vé& cong ty théng qua dam thoai vé cdc co hdi va hoach
dinh nghé nghiép.

- Tang cudng quan hé tot dep giita cip trén va cap dudi.

Vi¢c didnh gid nang lyc thuc hién cdng viéc cua nhan vién c6 tic dong lén ca to

chuc 1an ¢4 nhan. D6i v6i cd nhan, ddnh gid nang luc 1 co hoi dé khang dinh vi tri

ctia ho trong doanh nghiép, va thém co hoi thing tién trong nghé nghiép. Dbi voéi

doanh nghiép, cic thong tin danh gid nang lyc thuc hi¢n cong viéc ciia nhan vién sé

gitp doanh nghiép kiém tra lai chit lugng cua céc hoat dong quan tri ngudén nhan

lyc va c6 nhitng diéu chinh thich hop nhdm ning cao trinh d6 quan tri ngudn nhan

lyc, két qua la viéc tdng nang suat lao dong, nang cao tinh hi¢u qua cua to6 chuc,



ddng thoi ddp Gmg nhu cau ngay cang cao cua nhén vién, phat huy tdi da cic ning

lwc ¢4 nhan va cudi cung la sy thoa man, tin nhiém cua khéach hang.

1.2.2 NOi dung, trinh tu thuc hién:

Céc t6 chirc, doanh nghiép thudng dp dung céc cach danh gid khdc nhau. Tuy nhién,

phﬁn 16m déu thuc hién theo trinh tu véi cac budc nhu sau:

1. Xdc dinh cdc yéu cau co ban can ddanh gid

Thong thuong nhitng yéu cau nay c6 thé suy ra tir ban mo ta cong viéc va bao gom

cd hai phan: tiéu chuan hanh vi va ti€u chuan vé két qua cong viéc thyc hién. Cac

tiéu chuan nay dugc xay dung chi tiét, rd rang va chi rd muc d§ quan trong tuong

ung (trong sO) cua tung ti€u chuan.

2. Lwa chon phwong phdp ddanh gid thich hop

C6 nhiéu phuong phdp danh gid thuc hién cong viéc khdc nhau nhu sau:

Phuong phép bang diém: Pay 1a phuong phap don gian nhat ding dé ddnh gia
va cho diém dua trén bang liét ké nhitng céng viéc va yéu cau chu yéu. Mdi
nhan vién s& dugc danh gid theo timg yéu cau, sau d6 tong hop lai s& c6 két qua
danh gi4 chung vé nhan vién do.

Phuong phép xép hang luan phién: ddy 1a phuong phdp duoc dp dung rong rii
trong céc doanh nghiép. Tat ca nhan vién s& duoc sip xép theo thir ty giam dan
(hodc ting dan) vé nhirng diém chinh nhu thai d6 lam viéc, két qua thyc hién
cong viéc... Khi tong hop két qua s& cho biét ai 12 ngudi thyc hién tot nhat, dan
dan dén nguoi thuc hién cong viéc yéu nhét (hodc nguoc lai).

Phuong phdp so sanh cdp: twong ty nhu phuong phdp xép hang luan phién
nhung chi tiét va chinh xdc hon. Timg cdp nhdn vién s& 1an luot duge dem so
sanh vé nhitng yéu cau chinh, theo dé:

= Ngudi dugc ddnh gid tot hon hin s& duoc cho 4 diém,

= Ngudi dugc ddnh gia tot hon s& duoc cho 3 diém,

= Néu hai nguoi dugc dénh gid ngang nhau s& déu duogc cho 2 diém

= Nguoi duge ddnh gid xdu hon s& duoc cho 1 diém,

» Nguoi dugce ddnh gid xau hon han s& dugc cho 0 diém,



Khi tong hop, s& 1an lugt chon ra nguoi c6 sé diém tir cao nhét dén thap nhat. Vi du

cho trong bang sau day:

1 |2 [3 |4 [5 |6

1 A |B |C |D |Tonghop
2 |A 31413 10
3 |B |1 3| 2 6
4 |c o1 0 1
5 |ID|[1|2]4 7

Trong 6 nam trén dong 2 va cot 3, gid tri 3 ¢6 nghia nhan vién A dugc danh gid t6t

hon nhan vién B. Piém trong cot 6 1a tong cdc diém sb trong hang twong tmg. Theo

két qua so sdnh trong bang, cic nhin vién s& c6 két qua danh gid theo thir ty ting
dan tir nhan vién C > B = D - A. Nhan vién A dugc danh gid cao nhat, nhan vién

C, kém nhat.

- Phuong phép phé binh luu giii: Cdc wu nhugc diém, cdc sai 1am, truc tric 16n
hay cdc thanh tich ndi bat ctia nhan vién dugc cip trén ghi lai (cdc két qua binh
thuong khong duoc ghi lai). Do d6 nhitng nhan vién rat tot hodc rat yéu s& dugc
danh gid riéng. Phuong phdp nay gitip ldnh dao céc to chirc c6 bién phdp gitp dd
ho lam viéc t6t hon, trdnh bét sai 1Am trong cong viéc.

- Phuong phdp quan st hanh vi: phuong phdp nay dugc thuc hi¢n trén co s¢ quan
sat cdc hanh vi thyc hién cong vi¢c cia nhan vién, qua dé (dua vao s6 1an quan
sdt va tan s6 nhic lai cia cdc hanh vi) ddnh gid dwoc tinh hinh thuc hién cong
viéc chung cta nhan vién.

- Phuong phdp quan tri theo muc tiéu: phuong phdp nay chii trong dén viéc dinh
ky xem xét cac két qua dat dugc dua vao vi¢c danh gid muc d hoan thanh céc
muc tiéu, nhét 12 céc muc tiéu dugc lugng héa (mdc du trong thyc té s& c6 nhiéu
muc tiéu chi c6 thé ddnh gid theo dinh tinh hodc chat lugng). Phuong phdp nay
¢6 uu diém gitip nhan vién cé dinh huéng vé cich thic, yéu cau hoan thanh

cong viée, ty tin va dugc kich thich, dong vién tét hon trong qua trinh phat trién



c4 nhan. Tuy nhién néu muc tiéu dat ra khong pht hop, chwong trinh quan tri
theo myc tiéu dé trd nén doc doan, ton nhiéu thoi gian ciing nhu nhéan vién thich
dit ra cdc muyc tiéu thip dé dé hoan thanh. Ngoai ra, viéc chd trong nhiéu vao
cac muyc tiéu do luong dugc c6 thé 1am giam chat lugng hodc coi nhe mot $6 yéu
t6 trach nhiém trong cong viéc.

- Phuong phép dinh luong: phuong phép nay bao gdm cic budc:

Budc 1: Xdc dinh cdc yéu cau chi yéu khi thuc hién cong viée.

Budc 2: Phan loai cdc mirc d§ thoa man yéu cau khi thuc hién cong viéc.

Budc 3: Panh gid tim quan trong cia mdi nhém yéu cau (c6 thé bang cdch sap xép

thr tu va cho diém, hodc so sdnh cdp vacho diém).

Budc 4: Danh gid tong hop, cin cr theo diém sb trung binh cia cc yéu ciu, c¢é tinh

dén trong s cua cdc yéu cau d6 theo cong thirc:

D" (Ki* Mi)
D Ki

Cong thirc Error! No text of specified style in document.-1: Céng thirc tinh diém danh gia nhan vién
(dinh lwgng)

Mtb =

Trong do: Mitb: diém tong hop cudi cing
Ki: trong so ciia yéu cau chii yéu thir i.
Mi: diém s6 ddnh gid theo yéu cau thir i.
(Mi duoc xdc dinh trén co so so sdnh tinh hinh thuc hién cong viéc cua nhdn
vién voi mirc do phan logi trong buoc hai).
Két qua danh gia cudi cung vé nang luc thuc hién cong viéc cia mot nhan vién dua
theo nguyén tic sau:
- Néu nhan vién bi ddnh gid kém & bat ky yéu cau ndo, s& bi ddnh gid chung Ia
kém.
- Khi khong bi diém kém & moi yéu cau, tiéu chudn, nhén vién s& dugc xép
loai theo diém Mib.
Trong thuc té khong c6é phuong phdp nao dugc cho 1a tot nhit cho moi to chc.
Ngay ca trong ndi bd mot doanh nghiép, cling c6 thé sir dung nhitng phuong phép

khéac nhau do6i voi cdc bg phan, don vi khac nhau hodc doi voi cdc doi tugng nhan



vién khéc nhau. Céc t6 chirc va doanh nghiép thudng gip nhiéu khé khin trong viéc

danh gid va Iya chon phuong phép ddnh gid vi thuong khong c6 tiéu chuan rd rang,

mang tinh chéat chung chung. Trong s6 d6 phuong phdp danh gid dinh luong c6 uu
diém gitip cho moi ngudi ¢6 cdi nhin tong quét, chinh xdc va rd rang vé ning luc
thuc hién cong viéc cua nhan vién dugc danh gia.

3. Hudn luyén kj nang ddnh gid

Nhirng ngudi 1am cong tdc ddnh gid (bao gdm cic lanh dao) dugc huin luyén vé

cong tic ddnh gid nham gitp trdnh cdc sai 1am thuong méc phai trong qué trinh

danh gid nhu sau:

- Xu hudng ddnh gid thdi qua: Két qua danh gid thuong dugc ghi nhan ¢ muc qua
cao hay qua thip, qua t6t hay qué xau.

- Xu hudng trung binh chi nghia: Két qua duoc d4nh dong véi nhau, khong dong
vién duoc cd nhan c6 nang luc, ciing khong gidp d6 duoc nhiing nhan vién yéu
kém.

- Thién léch trong danh gi4: Chi danh gia phién dién, dya vao mot hodc mot sb
yéu td, hodc chi dua trong mot thoi doan ngan.

- C6 thanh kién trong d4nh gia: Két qua ddnh gia anh hudng boi cdc nhan dinh tir
trude thudng khong ding cho nhitng truong hop cu thé

4. Thdo ludn véi nhén vién vé ndi dung va pham vi danh gid

Muc tiéu 1a nhim gitip nhan vién hiéu ré nodi dung, pham vi, phuong phép, tiéu

chuan, chu ky thuc hién d4nh gid... Bang cich nay, nhan vién sé& tin tudng vao su

cong bang va két qua danh gid, gidp ho chu dong, tich cuc tham gia vao trong qud
trinh danh gia.

5. Thuec hién ddnh gid

Thuc hién so sénh, phén tich thuc té theo tiéu chuan mau.

6. Thao ludn véi nhan vién vé két qua ddnh gid

Cic két qua ddnh gid bao gdm cédc diém manh, diém yéu, duoc trao doi voi nhan

vién, qua d6 chi ra nhitng phan viéc, nhitng linh vuc cong viéc cu thé nhan vién da

thuc hién tét va nhirng linh vyc nhan vién cin thuc hién tét hon.

7. Xdc dinh muc tiéu va két qua moi cho nhdn vién



Diéu quan trong trong danh gid thuc hién cong viéc 1a can vach ra cic phuong

hudng, céich thic cai tién thuc hién cong viéc, dé ra cdc chi tiéu méi cho nhan vién.
1.3 Cac tiéu chuan danh gia nhan vién:

Viéc ddnh gid thanh tich va déng gép clia nhan vién chii yéu thong qua két qua cua
qud trinh 1am viéc, két qua ctia qud trinh nay anh hudng boi: théi do, y thirc, dong
co va phuong phdp lam viéc, cling nhu ndng lyc cd nhan. Vi vay khi danh gid nhan
vién, cédc cong ty va to chirc thuong dua trén 3 nhém nhén td:

- Théi d9, y thirc, dong co va phuong phédp lam viéc,

- Nang lyc ca nhan,

- Két qua thyc hién cong viéc.

Ning lyc c4 nhan 1a két qua téng hop nhiéu yéu t6 nhu kién thirc dat dwoc, kinh

nghiém trdi qua va cdc k¥ ning cong viéc cu thé. Sy két hop tong hop 3 yéu t6 nay

cho thiy kha ning thyc hién cong viéc clia nhan vién, trong do:

- Kién thtc: nhim bao dam rang nhan vién hiéu dwoc cong viéc, nhiém vu lién
quan, 13 co s cho thay kha niang thuc hién va hoan thanh cong viéc ding dan
hon 12 ngu nhién, may mén.

- Kinh nghiém: nhim bao dam nhén vién c6 thé nhanh chéng bit tay vao nhiing
cong viéc, nhi€ém vu da thuc hién hodc tuong tu .

- K¥ niang: nhim bao dam cong viéc thuc hién dat cic yéu cau, tiéu chuan hay
chuan myc nhat dinh.

Kién thirc, kinh nghiém va k¥ ning dugc xem xét tong hop ¢ cdc mat chuyén mon,

quan 1y, k¥ thuat, nghiép vu hanh chinh vin phong hodc cic kién thuc, k§ ning,

kinh nghiém dic biét khic can thiét dé thuc hién cong viéc. P6i v6i doi ngii nhan
vién van hanh va bao dudng khai thic dau khi, ngoai cdc yéu cau vé kién thirc va
kinh nghiém, ky ning tong quat, vé chuyén mén k¥ thuat twong ng, cdc yéu cau vé

An toan — Strc khée — M6i truong cling dong mot vai tro quan trong.

Theo cdch nhin nhan ny, ching t6i dé nghi khi danh gid chat lugng nhan vién nén

xem xét cdc yéu té nhu sau:

- Céc y€u t0 thudc veé nang lyc cé nhan.



- Céc yéu té thudc vé dong co, thdi do 1am viéc.

- Ciéc yéu td thudc vé két qua cong viéc.

Cic yéu t6 trén c6 thé xem xét danh gid ¢ nhiéu muc do. Viéc lya chon thang do
danh gid thy thudc diéu kién thyc té, nhung can don gian, dé thyc hién va phan dnh
duogc thyuc trang & muc d§ chinh xac nhét dinh.

Trong céc yéu td trén, nhém cédc yéu té danh gid thdi do lam viéc thong thudng
gom: tinh chu dong, tinh than hop tic, thdi d6 nhiét tinh, tinh than trach nhiém, y
thirc ky luat.

Véi cdc yéu to danh gid két qua thyc hién cong viéc, bao gdm khéi lugng cong viée
hoan thanh, chét lugng cong viéc thuc hién va hi¢u qua lam viéc.

Riéng trong khi xem xét ddnh gia mac d6 ning lyc nhan vién, c6 thé c6 hai hudng

tiep can khac nhau:

Hinh Error! No text of specified style in document.-2: Ning lue nhan vién xét theo yéu td ciu thanh

Nang luc
v ' v
Kién thirc Kinh nghiém K¥ ning
1. Tbong qiit 1. Tong qiit 1. Tong qiit
2. Chuyn mon 2. Chuyn mon 2. Chuyn mon
3. bac biét 3. bac biét 3. Ddc biét
4. HO tro 4. HO tro 4. HO tro

Céch tiép can thir nhat xem xét nhan vién theo kién thuc (hay hoc van), theo

kinh nghiém, va theo ky ning, nhu so d6 khdi ¢ hinh 1-1.




- Céch thtr hai, theo d6 céc yéu t6 kién thirc, kinh nghiém, k¥ ning duoc xem xét

téng hop theo tig nhém yéu cau vé nang luc nhu sau: phan kién thtc, kinh

nghiém, k¥ ning tong quat; phan kién thirc, kinh nghiém, k¥ niang chuyén mén;

phan céc yéu cau vé kién thuc, kinh nghi¢ém, k¥ nang dac biét va phan kién thuc,

kinh nghiém, k¥ ning ho tro nhu hinh 1-2 duéi day.

Hinh Error! No text of specified style in document.-3: Ning lwc xét theo linh vuc

Nang luc
y \ 4 \ 4 A
Téng qfit: Chuyn mon: Pac biét: Hb tro:
- Kién thiic? - Kién thirc? - Kién thirc? - Kién thiic?
- Kinh nghiém? - Kinh nghiém? - Kinh nghiém? - Kinh nghiém?
- Ky nang? - Ky nang? - Ky nang? - Ky nang?

Céch tiép can thu hai dugc lua chon vi phu hop véi cau tric cic bang ti€u chuan

cong viéc da co.




2 Chuong II: Gi6i thiéu b¢ phan van hanh bao duwéng
2.1 Co cau to chirc:

2.1.1 So d bd mdy to chirc:

Gim oc
Phi gim 6c Phi gim 6c Phi gim 6c
San xuét Kinh doanh Ky thuit Cong nghé HCNS
« - — - — - — - — - — t — L — L] - e - O - . J
A\ 4
Phing quén Ii du'n Cc phing chiic niing Cc phing chirc niing
Oo&M
e ¥ 3
A 4
B phan van Anh —
bao dudng

, |
Cc gin khai thc, cong C'ctu khai thc, dich vu C’c dich vu ttn bo
nghé trung tm

Hinh Error! No text of specified style in document.-4: So' dd t6 chirc cong ty

Bd phan van hanh va bdo dudng chia thanh nhiéu doi phuc vu cho nhiéu du an khac
nhau trén cic gian khai thic, gian cong ngh¢ trung tam, cic tau khai thac, tau dich
vu va cdc hoat dong trén bo (dudi day, goi chung 1a gian cong nghé trung tdm hoac
gian khai thic). B phan van hanh va bdo dudng truc thu¢c phong quan ly du an,

moi du 4n phuc vu trén mdt gian, do mét diéu phoi vién phu trach, chiu sy quan 1y



ctia phong quan 1y du 4n va nhan cdc thong tin tu van, hudng dan tir cic phong khic
nhu phong hanh chdnh nhén sy, phong k¥ thuat vat tu,...

So d6 t6 chirc bd mdy xem hinh 2-1 & trén
2.1.2 B0 phan van hanh va bao dudng:

2.1.2.1 Co chu

o A
Truong gin
(OIM)
BP van Anh BP bio dudng BPH.S.E BP hnh cAnh

<« = o
21121z =8

o S = - = = &
-8 on = = = m = Q
3 = [0 i @ wn = <~ =
= « = (o) 5 :: - — @
= B 3 O o = T
2 2 & 2 3
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Hinh Error! No text of specified style in document.-5: So’ db té chirc d6i van hanh bao dudng
Vé mit to chirc, gian khai thic gom c6 céc bd phan chinh sau day:
- B0 phan van hanh: nhiém vu chung la van hanh, khai thic tinh nang hé théng
cong nghé va thiét bi, chia ra thanh 3 nhém chtic ning nhu sau:
e Van hanh thiét bi cong nghé
e Van hanh thiét bi nang chuyén
e Phan tich



- B0 phan bao dudng: chiu trdch nhiém cham séc bao dudng dinh ky, déng thoi
sira chira toan bd mdy mdc, trang thiét bi phuc vu cho cdc qué trinh va cong
nghé trén céc gian khai thdc va gian cong nghé trung tim. Bo phan nay bao gdm
2 nhém nhu sau:

¢ Cokhi
e Dién

- B0 phan an toan, sttc khoe va mdi truong: chiu trdch nhi¢m bdo ddm v¢ sinh moi
truong khu vic, sitc khoe va an toan trong san xuét va sinh hoat cho nhan vién.

- B0 phén hanh chanh: gdm hau cén, thong tin lién lac, va quan 1y dit liéu

MJi bd phan gdm nhiéu k¥ thuat vién (duwoc chia thanh 3 cip do: tro 1y ki thuat

vién, k¥ thuat vién va k¥ thuat vién chinh), chiu trach nhiénm la cic giam sat. Moi

vi trf chtrc danh déu c6 2 vi tri tuong Gng lam viéc dbi ca nhau.

So d t6 chirc dién hinh cho bd phan van hanh va bao dudng trén mot gian khai thac

cong nghé trung tdm duoc gidi thiéu trén hinh 2-2.

Trong qué trinh xdy dung trong s6 céc tiéu chuan danh gid sau day, chi khao sét cic

nhan vién bd phan van hanh, by phan bao dudng va by phéan an toan (HSE), do céc

bd phan nay c6 mdi quan hé cong viéc chinh gin bé nhau va cé nhitng yéu cau
trong cong viéc tuong tu nhau (phan gi6i han trong hinh vudng nét chdm cham).

Khi danh gi4, nhan vién dugc chia thanh 3 cip: gidm sat, k¥ thuat vién chinh va k§

thuét vién. Céc tro ly k¥ thuat vién dugc xét chung véi céc ky thuat vién.
2.1.2.2 Chtic nang cic b phéan:

B phdn bdo dwdng: thuc hién céc hoat dong bao dudng dinh ky cdc hé thdng thiét
bi cong nghé chinh va phy trén gian khai théc, tién hanh céc cong viéc do tim hu
hong, thuc hién céc stra chtra, xdy dung 1y lich thiét bi, cung cép céc dir kién tinh
trang hoat dong cua thiét bi cho chil dau tu, 1am co s& cho céc quyét dinh sua chira
16n hodc nang cap, thay thé thiét bi khi can thiét.

B¢ phdn van hanh: chic nang chu yéu 1a khai thic tinh ning thiét bi, van hanh an
toan va hiéu qua cdc hé théng cong nghé va thiét bi nham cho san luong & mirc cao

nhit c6 thé véi chat lugng phit hop véi céc tiéu chuan va yéu cau k¥ thuat twong



ng, ddng thoi cung cdp nhitng bdo cdo hoan chinh va chinh xdc cho cdc bd phan
lién quan (bao dudng va an toan).

B6 phan van hanh va bd phan bao dudng thyc hién phdi hop dong thoi hai yéu cau
1a dam béo thoi gian sir dung hé thong thiét bi hiéu qua nhét (thoi gian dirng mdy it
nhat) dong thoi dam bao hé thdng thiét bi hoat dong & mirc chat luong cao nhat
(diéu nay doi hoi thuc hién viéc chiam séc bao dudng thuong xuyén, hay néi khic
hon phai tiéu tén thoi gian cho viéc bao dudng hodc stra chira). Viéc phéi hop hoat
dong hai b phan mot cich hiéu qua, trudc hét 1a viée t6 chirc hoat dong bd phan
bao dudng hop 1y nham dat myc tiéu chung 13 thoi gian dig mady it nhat, san pham
nhiéu nhat & mirc chét luong on dinh.

B¢ phan An toan, suc khoe va moi truwong (HSE): HJ trg céc bo phan khéc thuc hién
cic muyc tiéu hoat dong, bdo ddm an toan cho con ngudi, thiét bj va moi truong,
bang viéc phan tich cdc hoat dong, danh gid, kiém sodt cdc rai ro, nguy hiém nham
xdc dinh céc diéu kién 1am viéc an toan, hiéu qua.

Dudi ddy gi6i thiéu cdc hé théng cong nghé va thiét bi chu yéu tiéu biéu, cling nhu
nhiém vy va cong viéc hang ngay ctua by phan van hanh va bdo dudng trén cdc gian

khoan, gian khai thac trung tam,
2.2 Giéi thiéu hé thong cong nghé va thiét bi chi yéu:
2.2.1 Céc hé théng cong nghé chu yéu:

Sau qu4 trinh thim do, dinh vi, khi cdc yéu cau kinh té, k¥ thuat déu ddp ung dé c6
thé san xuit ra dong dau c6 tinh thuong mai, cdc gian khai thic, khai thic dugc xay
dung, 1ap dit va dua vao st dung. Cdc chiic ning chi yéu ctia mot gian khai thic
bao gom:

- Kiém sodt hoat dong cia céc giéng khoan.

- Téch khi dong hanh, dau thé va cdc thanh phan khdc nhu nudc, cdt bién. ..

- Chuyén céc san pham thd vao bd dé loc hodc xudt ban truc tiép.

- San xuéat dién nang phuc vu nhu cau cau san xuat va sinh hoat trén gian.

- Bao dam cac tién ich lam viéc va sinh hoat ctia moi nhéan vién.



Céc hé thdng thiét bi dugc dua vao lap dat trén cdc gian bao gdm cdc hé thong thiét

bi, cong nghé chi yéu nhu sau, (ddy ciing 1a cdc hé thong va thiét bi ma doi van

hanh va bao dudng chiu trach nhiém):

Hé thong tach loc: Nhiém vu chinh 14 tach dau thé ra tir hdn hop dau, gas va
nudc ciing cdc thanh phan khic dé c¢6 duoc dau thd va gas thuong pham. Hé
théng nay bao gém chi yéu cic thiét bi tich (separator), 1ap dit ndi tiép nhau
(doi khi song song). Sau khi tach dau thd duoc dua qua bo loc (coalescer),
gas dugc tdnh va dua qua hé thdng xir Iy thanh gas thuong phim dé c6 thé
béan hodc dua qua hé thong gaslifft dé gidp qud trinh khai thdc trén céc giéng
dé dang hon. Phan con lai gdm nudc ciing véi cdt va céc tap chat khic duoc
x4 bo.

Hé théng bom ép via: Muyc dich nham duy tri 4p luc dudi via dau (Iudn cé xu
hudng giam dan trong khi khai thic) dé hdn hop dau /gas/ nudc du 4p luc va
c6 thé phun trao 1én tir ddy giéng. Hé théng nay bao gdm cdc bom hit nudc
bién (cOng sudt va luu lugng 16n) cdc mdy nén ly tim dan dong boi céc tudc
bin chay béng khi dt (gas tunrbine), cic bd loc, cdc binh khir O, va khong
khi trudc khi bom ép xudng ddy vi.

Hé thong gas lift: Nham giam cot dp thuy tinh ¢ dau ra cia giéng khoan
khién cho qué trinh phun trao d& dang hon. Hé thong nay bao gdm cdc bd
lam mat, tach nudc, cdc mdy nén khi din dong boi cic tudce bin chay bing
khi dong hanh (gas turbine).

Hé théng cdc bom va duong 6ng dan, van diéu khién ty dong nhim van
chuyén gas, dau thd dap (mg cédc yéu cau khai thdc, tich loc, van chuyén mot
cdch hiru hiéu va an toan. Hé théng nay bao gdm nhiéu van diéu khién ty
dong (truyén dong dién hodc khi nén) céc loai va cic quy cach duoc lip dat
doc theo hé thong dudng dng trén gian va dit ngdm dudi ddy bién.

Hé thong cung cap dién. Bao gdm cic mdy phat chinh, du phong, cdc bién
thé, cdc ti phan phdi dién va hé thong duong diy (ha thé va trung thé 6.3
kV)



Ngoai ra con c6 cic hé théng phu tr¢g khéc nham bao dam céc diéu kién sinh hoat
va san xuat nhu:

e H¢ thong xir 1y va cung cdp nudc sach cho sinh hoat trén gian, bao gdom céc
mdy bom, bé chira, duong 6ng phan phdi...

e H¢ thong xir Iy nudc va chét thai trong sinh hoat va trong san xuét

e He¢ thdng mdy lanh va diéu hoa khong khi

e Hé thong bom nén khi / san xuat Nitrogen: ding dé cung cip khi nén va N,
cho hé thong diéu khién, cho cic bd diéu khién khi nén yéu ciu an toan cao.
Hé théng nay bao gdm céc bd cdc médy nén khi, b giai nhiét, bo tich
Nitrogen ...

e MO0t hé théng khéc, quan trong 1a hé thdng an toan va chita chdy, bao gom
cdc bom nude bién coéng sudt va luu lwong 10n cung cip nude cho toan hé
thdng bom nudc ctru hoa, duoc didu khién tu dong boi hé théng an toan (nho
cic bo do khéi, do nhiét, do gas, ro ri ...) hodc bang tay khi can thiét boi luc
lugng ctru hod (1a nhan vién van hanh, bdo tri va cdc b phan khai théc trén
gian).

Ngoai ra, con c¢6 cdc phuong tién nang bdc, van chuyén (bao gdm céc can cau cb
dinh), cac hé théng, phuong tién thong tin lién lac (v€ tinh lién lac, hé théng lién lac
ndi bo, hé théng loa phét thanh), hé thong luu trit, xir Iy thong tin (cdc mdy tinh ndi
mang LAN, Internet) va cdc tién ich gidi tri (nhu Truyén hinh v¢ tinh.)

Tat ca céc hé théng trén dugc bé tri trén mot khong gian han ché, duoc van hanh va
bao dudng béi mot doi ngii lao dong c6 s6 lwong gidi han véi yéu cau ki thuat khic
khe nhim dam béo sit dung hi€u qua va an toan, doi héi bd phan van hanh bdo
dudng phai dugc td chic chit ché va hop 1y.

2.2.2 Cic mdy mdc, thiét bi chu yéu:

Céc hé thong trén dugc thiét ké nham phuc vu cho nhitng muc dich khic nhau cua
qud trinh khai thac dau thd. Vé can ban céc hé théng nay c6 cic loai mdy méc thiét
bi cht yéu nhu sau:

- Céc Tubc bin khi (gas turbine)



- Céc mdy phét dién xoay chiéu va mot chiéu

- Céc dong co dién, dong co dbt trong

- Cé4c may bom va mdy nén

- Céc thiét bi trao d6i nhiét (1am mat, 1am lanh, trao d6i nhiét)

- Céc duong dng véi cdc loai van khic nhau

Phén 16n cdc may méc thiét bi nay duogc trang bi cdc thiét bi diéu khién bang khi
nén hoidc dién tir, dugc vi tinh héa ¢ nhiéu mirc d6 nham hoat déng va phdi hop hoat

dong chinh xéc.
2.3 Nhiém vu va quan h¢ cong viéc thwong ngay:

B¢ phdn van hanh:
Van hanh, kiém sodt cdc hé théng bao gom:
0 Cic giéng khoan va thiét bi dau giéng
Céc binh tich ly dau tho
Thiét bi nén va xur 1y khi
Céc thiét bi phén tich va do ludng
Cic hé théng thiét bi vé sinh duong 6ng
Hé théng van chuyén va xir 1y nhién liéu
Céc bom xt Iy nude bién va nude sach
Cic hé thong trao d6i nhiét (Pun néng va 1am lanh)
Cic hé thong chtra va phan phdi ho4 chit
Céc hé thong phat hién do tim céc chat chdy, nd, khi, ltra, khéi ...
Cic thiét bi phong thi nghiém
'] Nhitng cong viéc van hanh hang ngay:
Chuan bi va thyc hién viéc khoi dong va ding qua trinh cong nghé
Diéu chinh cic thong sd tai thiét bi, hay tir phong diéu khién

Cich ly, ¢ 1ap mdy méc, thiét bj co khi va thiét bi dién dp tir thap dén cad
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Xiéc dinh céc diéu kién bao dam hoat dong cho thiét bi, céc qué trinh cong
nghé 6n dinh va t6i wu

0 Van hanh céc thiét bj ning chuyén co gidi va tha cong



¢

Gidm sét va phan tich tdic dong mdi truong, sy khong 6n dinh cua qua trinh,...

B¢ phan bao dwong

Nhiém vu: Thuc hién ké hoach bao tri ddi voi cdc thiét bi va hé thong cong nghé

nhu d3 liét ké trén, ddc biét 1a cdc thiét bj va hé thong:

¢
0

S OO

Cic hé thong khoi dong bang khi va thiy luc

Cic duong ong, hé théng van gdm van xa vin tay, van mot chiéu va van tiét
luu

Céc hé théng va bdn chira ¢ dp suét va khong dp (dp suét khi quyén).

Cé4c bom, mdy nén, may htt chan khong (ly tdm, piston)

Thiét bi trao d6i nhiét (thiét bi lam lanh, 1am mat va thiét bi nung céc loai).
Cic dong co dién, dong co thiy luc, dong co dan dong bang céc tudc — bin.
Cic hé thong nang bang tay va bang co khi

Str dung cdc trang thiét bi, mdy méc trong cic xuong co khi, dién dé ché tao,

lam méi cdc dung cu, thiét bi phuc vu qué trinh san xuat, stra chira

Cong viéc hang ngay: Thuc hi¢n nhitng cong viéc bao dudng nhu sau:

0

¢
0

Kiém tra, thay thé theo dinh ky cdc chit bdi tron nhu dau bdi tron, dau thiy
luc, héa chat va tic nhan 1am lanh.

Thay thé céc hé thong 1am kin dong va tinh.

Thay thé cdc bd phan trong céc thiét bi trao doi nhiét, hé théng céc van, cdc to
hop quay bang co, bd truyén dai, cdc thiét bj danh Itra, vong bi...

Stra chira, phan tich hong héc cua thiét bi va cdc hé thong cong nghé.

Thay thé cdc hé théng lam kin bé.l’lg co khi, cac bg phan trong thiét bi loc.

Ghi chép, bio cdo, ddnh gid cdc thong sd cua thiét bi va hé thdng cong nghé

Bo phdan HSE (An toan, Swec khoe va Moi truong)

0
0

Thuc hién céc cong viéc bdo dam an toan cho ca nhan va cho tap thé.
Bao dam tat ca cdc cong viéc dugc thuc hién phtt hop véi nhitng quy dinh,

thu tuc an toan cua cong ty.



Ludn sin sang trong cdc van dé vé an toan, stc khoe va méi truong nhim
cung cip su hd tro can thiét va hiéu qua cho doi ngii bao dudng va van hanh
khi duoc yéu cau.

C6 nhitng hd trg hiéu qua vé mat an toan cho cc bd phan khic.

Kiém soét va bdo cdo viéc thuc hién qué trinh xir 1y chat thai, bao dam phi
hop v6i nhitng giéi han quy dinh vé méi trudng.

Kiém tra thiét bi, hé théng phi hop véi cdc tiéu chuan vé sirc khoé, an toan va
moi truong.

Cung céap nhitng thong tin an toan hoan chinh, ngin gon.

Kiém sodt va danh gid nhitng rui ro, nguy hiém trong cong viéc va trong sinh
hoat.

Gi6i thiéu, chi din, huéng dan vé cdc hé thong an toan, so clru, thodt hiém

cho nhitng nhém khac.

Trong truong hop khan cdp:

O
0
O

0

Phoi hop hiéu qua véi dong doi, thyc hién cic nhiém vy duoc chi dinh.

Kiém soat dugc tdm 1y cho ban than va nhitng ngudi khéc.

Xt 1y duoc nhitng ngudn thong tin da dang, khong day du va xdc dinh duoc
nhirng tinh hudng c6 thé xay ra.

Thuc hién va ¢6 nhitng phan tng hiéu qua ddi véi nhirng tinh hudng thay doi.

Cdc yéu cau chung cho cdc by phan:

Cdc yéu cau vé thong tin lién lac va bdo cdo:

] Thu thip nhitng thong tin lién quan khi dugc yéu cau, bdo cdo tinh trang hoat

dong ctia may méc, thiét bi va hé thdng con nghé cho gidm sét (cp trén truc tiép)

ngan gon, day du, ro rang, chinh x4c.

] Pam bao trao ddi thong tin giira cdc ca mot cich an toan, day du; cung cip thong

tin v€ van hanh bao dudng cho ngudi doi ca va gidm sat.

] C6 cling myc tiéu chung nham tang hiéu quéa va giam chi phi hozc thoi gian ma

khong anh huong dén toan bo chuong trinh hodc ké hoach, kién nghi véi céc

giam sat.



Cdc yéu cau vé Hoat dong dong doi:

] Hb trg cho nhém bang cach chia sé kién thirc va kinh nghiém.

e C6 tinh than 1am viéc linh hoat nhim hd trg cho tt ca cdc nhém va dam bao
thanh cong cua nhém.

e Tao ra, duy tri va cing ) quan hé cong vi¢c hi¢u qua, xdc dinh va giam thiéu
nhiing xung dot trong nhém.

e Duy tri mi quan hé hiéu qua véi ddng nghiép va cic nhém khic.
2.4 Yéu cau cong viéc

Dé bo phan lam viéc hiéu qua ting nhan vién trong bo phan phai hiéu duoc nhing
viéc phai lam. Diéu nay giai quyét bang cich xdy dung cdc bang mé ta cong viéc
(Job description) cho turng vi tri, chttc danh cy thé.

Béng céch nay, tirng chuc danh dugc x4c dinh cong viéc thuc hién qua cdc ban md

ta cong viéc twong ung, trong d6 x4c dinh chiic ning, nhiém vu, cic mbi quan hé

trong cong viéc (chiu su quan 1y truc tiép cta ai, va quan 1y nhitng ai) cdc diéu kién
lam viéc va cdc tiéu chuén téi thiéu can c6 dé thuc hién tét cong viéc do.

Bang mb ta cong viéc dugc xay dung trén co sd tong hop tir cdc hoat dong cuy thé tai

céc gian, tham khdo cdc cong viéc khic nhau tir cic khach hang.

Céc tiéu chuan tdi thiéu can cé dé thuc hién cong viéc cho tirng chtrc danh duogc cu

thé héa trong cdc ban tidu chuan cong viéc trong Gng. Cic tiéu chuin nay bao gdm

cdc kién thirc can c6 (thé hién qua cic khoéa huan luyén, dao tao va cac chiing nhan
cu thé nhan duoc) cling nhu kinh nghiém dat dugc trong qua trinh lam viéc, & nganh
nghé hodc chirc danh twong ty thé hién bang cédc k¥ nang cu thé. Céc kién thuc, ky
nang cy thé cho ting cdng viéc dugc chi rd qua bang tiéu chuan cong viéc tuong

g véi timg chiic danh, chia ra thanh céc phan cy thé:

- Téng quit: Pua ra nhitng yéu cau vé trinh do, k§ nang va kién thic chung, co
ban vé cdc quy dinh, quy trinh, thu tuc, chinh sich, duoc 4p dung trong cong
viéc cua by phan va trong toan Cong ty.

- Pic biét: van dé dam bao an toan, sirc khoe va moi trudng dic biét dwoc chi y

va néu ra thanh mot phan ri€ng do tinh chat cong viéc va dicu kién lam viéc cta



nganh (mdi trudng 1am viée ¢6 kha ning gy 6 nhidm va c6 nhiéu rui ro, hiém
hoa, chdy nd...). Tiéu chudn nay d& cap nhitng yéu ciu vé nhirng kién thirc va
kha ning lién quan dén van d& an toan, viéc bao vé sitc khoe, bénh nghé nghiép,
tai nan nghé nghiép... ciing nhu k¥ ning nhan dang va kiém soét cic rui ro c6
thé phat sinh gay ra tic hai dén con nguoi, tai san va méi truong; kha ning phan
g, kiém so4t trong truong hop khan cip (cap ciru, ctru ho, di tan...)

- Ky thuat chuyén mén: Trong phan ndy, ngoai nhitng yéu cau vé kién thirc, kinh
nghiém, k¥ ndng lam vi¢c trong pham vi chuyén mon va trdch nhiém, nhiém vu
quy dinh chil yéu trong timg chtrc danh, con ¢6 nhitng yéu cau ti thiéu vé cic
kién thirc, kinh nghiém va k¥ nang cu thé khic trong cic phan viéc lién quan ctia
cdc chirc danh khdc. Diéu nay dic biét quan trong do cdc cong trinh, gian khai
thac ngoai khoi c6 nhiing gi6i han vé khong gian va nguén lyc con ngudi. Trong
nhiéu trudng hop khi can c6 su thay thé, hd trg nhau, nho dam bao yéu cau trén,
¢6 thé tim thiy nguoi ddp ing dugc yéu cau cong viéc.

- HOd tro, phit trién c4 nhan: Céc kién thuc, kinh nghiém hd tro yéu cau trong tiéu
chuan cong viéc 1a céc kién thirc, kinh nghiém gitp cho qu4 trinh thuc hién cic
nhiém vu cong viéc d& dang hon. Vi du: cdc k§ ning vé mdy tinh, lam viéc dong
doi, k¥ nang giao tiép (k¥ nang va trinh do vé ngoai ngit), truyén thong. ..

Churc nang, nhiém vy, quyén han, diéu kién 1am viéc, cdc mbi quan h¢ cong viéc,...

cua tung chirc danh cong viéc dugc quy dinh trong cic bang mo ta cong viéc tuong

mg. Céc tiéu chuan, yéu cau tdi thiéu dé c6 thé dam nhan céc cong viéc cua timng
chte danh cong viéc duoc quy dinh trong cic bang tiéu chuin cong viéc twong ng.

Cic bang md ta cong viéc va tiéu chuan cong viéc duoc xay dung trong qud trinh

phan tich cong viéc bang nhiéu céch, trong d6 cach phd bién 1a thu thap cédc thong

tin va ¥ kién phan hdi tir chinh nhitng nguoi thyc hién cong viéc d6 qua cdc bang
cau hoi duoc thiét ké thich hop.

Bang mo ta cong viéc va bang tiéu chuin cong viée 12 cdc co so cin ban dya vao do,

danh gid nang lyc nhan vién.



3 Chuwong III: Lwa chon xay dung tiéu chuan danh gia
3.1 Yéu cau cia b tiéu chuin

Nham lya chon, xiy dung mot bd tiéu chudn ddnh gid thich hop, cdc yéu cau sau

day can duoc thoa man:

a. Day du: cdc tiéu chuan phai thé hién duoc cdc yéu cau cong viéc ctia bd phan va
cong ty dé qua trinh danh gid cho két qua toan dién va tin cy.

b. Don gian, d& thyc hién: cic tiéu chuan phai rd rang, dé hiéu, gidp qua trinh ddnh
gia dugc thuan ti¢n va dé dang, chinh x4c.

c. Phi hop véi cdc mé hinh thuong duge sir dung: ciu tric cdc tiéu chuan nén phu
hop véi cic cau triic sdn c6 nham tao dugc su thong nhat trong qud trinh dénh
g4 nhan vién.

3.2 Gi6i thiéu mét s6 mé hinh danh gia

Pé danh gia thanh tich, ning luc nhin vién, nhiéu mé hinh duoc st dung tiy theo

quan diém, chinh sich va diéu kién dic biét cua timg cong ty. Dudi ddy gidi thiéu

vai bo tiéu chuan danh gid nham myc dich tham khao.
3.2.1 MBS hinh 1

B tiéu chuan ddnh gid nhan vién cta cong ty JVPC: Cong ty Lién doanh khai thic

dau khi Viét Nhat JVPC) 1a mot cong ty con thudc tdp doan Nippon Oil Group,

hién dang hoat dong va khai thdc tai khu mo Rang Pong, thudc 16 15 — 2 viing bién
dong Viét Nam.

Duéi ddy 1a bo tiéu chuan ding dé ddnh gid nhan vién dang 4p dung trong cong ty

JVPC (xem phu luc 1), c6 nhiing déc diém nhu sau:

- Chu tric don gian: B tiéu chudn chi c6 mot cap bao gdm 11 tiéu chuan, cdc tiéu
chuan duoc xem c6 ciing mirc d6 quan trong nhu nhau, duoc danh gid theo thang
do c6 5 mirc do.

- L2 b tiéu chuan thong nhit ding ddnh gid chung cho moi nhén vién. Ty theo
cAp bac nhan vién, 4p dung céc tiéu chi ddnh gid khdc nhau (nh4n vién: sir dung

cdc tiéu chuan tir 1 dén 6; quan 1y cap trung gian, bao gom cdc gidm sit hoac



twong duong: st dung céc tiéu chuan tir 1 dén 9; v4i cdc nha quan 1y cp cao sir
dung tit ca 11 tiéu chuan.

- Dic biét c6 xét dén mdi quan hé cung cau trong thi truong lao dong (ti€u chuan
10), ciing nhu ¢ xét dén nhitng déng gép dic biét cho cong ty (tiéu chuan 11 —
danh cho quan 1y cip cao).

Tuy nhién, b tiéu chuan trén ciing con vai diéu bat hop 1y:

- Céc tiéu chuan duoc xem 12 ¢6 cing muc do quan trong nhu nhau. Trong thuc
té, diéu nay khong phai lic nao ciing ding khién cho viéc danh gid con mang
tinh binh quan.

- Phan d4nh gid cdc k¥ niang dung lai & mic do chua cy thé. Diéu nay khién cho
viéc danh gid, xdc dinh nhu cu hun luyén chi tiét gap nhiéu khé khan.

3.2.2 M0 hinh 2

Ngoai ra con ¢6 nhitng bo tiéu chudn ddnh gid nhin vién khéc, v6i ciu tric phan

cap hop 1y, dugc nhiéu trung tim tu van ngudn nhan luc pho bién, gidi thiéu rong

rdi. Sau day la bo tiéu chuan khdc, dugc st dung rong rai (phu luc 2 - nguén: Mike

Smith, P.O. Box 1692 Wal, NJ 07719, ms @mikesmith-hr.com), bao gém 6 tiéu

chuan, véi thang do 4 khoang, ¢6 nhiing dic diém nhu sau:

- C6 thé str dung d& dang trong hau hét céc to chirc do don gian va bao quét hau
hét cdc mat can danh gia.

- Viéc st dung thang do khoang gom 4 mirc d6 d& hiéu va dé thuc hién danh gia.

Nhuoc diém:

Tuy nhién, viéc 4p dung bo tiéu chudn trén ciing con vai diéu bat hop 1y do cic tiéu

chuan dugc xem 1 ¢6 ciing mirc do quan trong nhu nhau. Trong thuc té, diéu nay

khong phai lic ndo ciing diing khién cho viéc ddnh gia con mang tinh binh quén.
3.2.3 Céc mo6 hinh khéc:

R. Wayne Mondy va Robert M. Noe' gi6i thiéu mo hinh danh gid nhan vién bao

gom céc nhom tiéu chuan:

' R. Wayne Mondy ¢ Robert M. Noe, 1990, Human Resource Management, nxb Allyn & Bacon, trang
392 ¥ 393.



- Nhoém cdc dac tinh ¢4 nhan (perrsonal characteristics) nhu: chu dong, hop téc, tu
tin, kha nang thich nghi...

- Nhém céc nhén té cong viée (job-related), bao gdm: khdi Iwong cong viéc, chit
lugng cong viéce ...

Mot dé nghi khic, duoc gidi thidu trong gido trinh giang day thudc chuong trinh

dao tao quan 1y cho c4dc doanh nghi€p vira va nho & Viét nam (phy luc 3), chia theo

3 nhém, bao gdm: nhém cdc tiéu chuan d4nh gid ning luc, nhém danh gid két qua

cong viéc va nhém danh gid dong co, thai dg lam vi¢c, trong do:

- Nhan t6 ddnh gid ning lyc bao gom: kién thirc duoc ddo tao co ban, Chuyén
mon va cdc k¥ ning cong viéc, Kha ning ké hoach, Kha ning hiéu biét, Kha
ning danh gid, Kha ning thuyét phuc, Kha ning sang tao, Kha ning lanh dao,
Kha nang tap trung, Kha nang quan h¢, Strc kho¢, Moi treong lam viéc, Su nguy
hiém, Kha niang gidm sat, Trach nhiém cong viéc.

- Cdc nhén t6 muc do két qua cong viéc bao gom: Khdi luong san pham, Chat
luong cong viée, Toc do 1am viée, Mirc ¢ hoan thién, Phét trién ban than va cip
dudi.

- Céc nhén t6 ddnh gid thai d6 1am viéc bao gdm: Chu dong, Hop téc, Trung thuc,
Tréch nhiém, Ky luat, Tinh than déng doi.

Uu diém: C4c md hinh danh gid ndy c¢6 c6 ciu tric phan cap gitip dé thudn tién

trong viéc ddnh gid va nhan xét céc két qua.

Nhuoc diém: S6 luong céc tiéu chuan trong ciing mot tiéu chuin qué nhiéu, gay khé

khan, phtc tap trong qua trinh dénh gia.

Cdc bé tiéu chudn ddnh gid nhdn vién dwoc gidi thiéu ¢ trén déu cé nhitng wu

nhirge diém nhat dinh, cé nhitng diém chung sau ddy cia cdc mé hinh can dwoc

xem xét, liwa chon va dp dung vao mé hinh cdc tiéu chudn ddnh gid nhan vién trong

cong ty sau:
- Thang do: thang do nén chia thanh 5 khoang vi nhitng ly do chinh nhu sau:
(1) vira di dé ddnh gid, (2) cé diém trung binh trong ddnh gid, va (3) phi

hop véi thang do diing phé bién trong quan tri chat lwong.



- Cdu triic: cdn phén cdp dé dé hiéu va thudn tién trong qud trinh ddnh gid
nhing yéu cau khong qud phirc tap. Mo hinh véi cdu triic 2 cdp t6 ra thich
hop nhat.

- Cdc nhém tiéu chudn va tiéu chudn con trong nhém can dwoc xem xét ddanh
gid mirc d quan trong thé hién bang cdc trong sé twong ing. Cdc trong so
vé nguyén tac hoan toan khdc nhau khi dp dung ¢ cdc té chire, bé phdn khdc

nhau .
3.2.4 MO hinh dang st dung cua cong ty

Pé danh gid nhan vién, hién nay cong ty dang st dung b tiéu chuan danh gid nhu

dudi day:



Bang Error! No text of specified style in document..1: Céc tiéu chuan danh gid

nhan vién

Stt  Tiéu chuin

chinh
1 Nang lyc

2 Thaido

3 Kétqua
cong viéc

12

13

14
21
22
23
24

25

31

32
33

Tiéu chuan
phu
Tong quat

Chuyén mon

Dac biét

HO trg

Chu dong
Hop tac
Trach nhiém
Ky luat

Nhiét tinh
Khdi lugng

Chét lugng
Hiéu qua

Dién gidi

Dao tao cin ban, kién thuc, kinh
nghiém chung vé nghé nghiép, cong
viéc.

Cic kién thuc, ky nang vé linh vuc
cong viéc chiu trach nhiém

Cic k¥ nang lién quan dén an toan,
PCCC, xur Iy céc tinh hudng khan
cap...

Cic k¥ ning ho tro khic

Thuyc hién va ty gidm sit cong viéc
Chia sé va gitp do trong cong viéc
Giai quyét tron ven cong viéc chinh
Chép hanh céc noi quy, quy trinh, thu
tuc...

San sang dam nhan, 1am thém viéc,
thém gio

Khdi lugng cong viéc hoan thanh
Chat luong cong viée thuc hién

Dat thoi gian va chi phi...

bac diem:

M6 hinh c6 cau tric gdm hai cap chinh, cap cao nhat gom 3 ti€u chuan. Moi tiéu

chuan c6 nhiirng ti€u chuan con, vdi s6 lugng han ché vira du.

Cé4c tiéu chuan vé nang luc dugc chia ra céc tiéu chuan nhé tuong ing vdi cac

yéu cau dugc dat ra tir ban ti€u chuan cong viéc.

Vié¢c danh gia theo cau tric nay c6 nhirng vu diém:

SO lugng cac tiéu chuan trong cung mot cap khong qud nhi€u, dé xem xét va

thuc hi¢n vi¢c danh gia.



- Hai nhém tiéu chuan chinh xem xét nhan vién & cac g6c dg théi d§ lam viéc va
két qua cong viéc 12 hudng tiép can moi vé chat lwong cta nhan vién hudng téi
su ddp Gmg cdc mong mudn cia khich hang.

- Céc tiéu chuan vé niang lyc duoc chia ra cic tiéu chuan phy, twong tng voi cic
tiéu chuan duoc xay dung tir ban tiéu chuan cong viéc. Piéu nay gidp ddnh gid
ning lyc nhan vién dé dang hon.

Tuy nhién, hién van con mat chua hop 1y & chd cdc tiéu chuan ngang cap déu duoc

xem xét nhu ¢6 ciing mirc do quan trong nhu nhau, diéu nay trong thuc té khién cho

viéc danh gid dinh lugng chat lugng nang lyc nhan vién khong thuc su chinh x4c.

Qua xem xét, so sdnh b tiéu chuan danh gid nhan vién dang dugc 4p dung & cong

ty v6i céc tidu chuan duoc dp dung tai cdc cong ty khdc, tiéu chudn danh gid duoc

gidi thiéu trong dang sir dung & cong ty t6 ra phit hop véi tinh hinh ciia cong ty, dé
nghi vin 4p dung khong can phai thay ddi, chi cin tién hanh xem xét xdy dung

trong s cho céc tiéu chuan danh gid ¢ hai cip cao nhat.
3.3 Trinh ty xady dung mo hinh danh gia nhan vién trong cong ty
3.3.1 Xay dung cau tric:

Mo hinh céc tiéu chuan gém c6 hai cdp. Cdp mot gdm ba nhém tiéu chuan: nhém
ning lyc c4 nhan, nhém thai d6 1am viéc va nhém két qua cong viéc. Mdi tiéu chuan
c6 cdc tiéu chuan con nhu sau:

Nhém tiéu chuan vé thdi d6 1am viéc bao gdm céc tiéu chudn con: tinh chii déng,
tinh than hop tdc, ¥ thitc trdach nhiém, tic phong ky ludt, thai do nhiét tinh.

Nhém tiéu chuan vé két qua cong viéc bao gém céc tiéu chuan con: Khoi lirong
cong viéc hoan thanh, Chdr lwong cong viéc thuc hién va hiéu qua thuc hién cong
viéc.

Ning lyc cd nhan bao gém cic tiéu chuan con: Tong qudt (Kién thic, k§ ning va
kinh nghiém chung), chuyén moén (Kién thirc, k¥ nang va kinh nghiém chu yéu can
thiét cho cong viéc dang thuc hién), Ddc biét (Kién thic, k¥ nang va kinh nghiém

trong linh vuc an toan, sttc khoe va bao vé moi truong), va Ho tro (bao gom céc



Kién thuic, k¥ nang va kinh nghiém khéic gitip cho qua trinh thyc hién cdc nhiém vu,

cong viéc chinh dé dang, thuan lgi hon).

Riéng do6i voi nhém céc tiéu chuan vé nang lyc, nhu da phan tich & chuong I, c6 2

huéng tiép can va nhin nhan van d¢. Chiing t6i dé nghi stir dung cdch tiép can thir

hai, theo d6 nang luc s€ dugc xem xét theo cdc linh vuc (xem hinh 1.2)

MG hinh cau tric thé hién theo so d6 nhu sau:

Dnh ¢ nAn vin

Ning luc Thi ¢ Két qua
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Céacchuy:

Ti€u chuan Nang luc: gdm céc ti€éu chuan phuy

Kién thirc, kinh nghiém, k¥ ning tong qudt

Kién thtic, kinh nghiém, k¥ ning chuyén moén: Dbi véi nhan vién van hanh va
bao dudng, day chinh la cdc k¥ ning vé linh vuc k¥ thuat, cong nghé, thiét bi. ..
Kién thtrc, kinh nghiém, k§ nang 4d rro'bao gdm k¥ nang giao tiép, lam viéc tap
thé, hoat dong d6i nhém, k¥ ning quan 1y...

K¥ ning dac biét, d6i véi hoat dong trong diéu kién c6 nhiéu rii ro vé chdy nd

dan dén nhitng tham hoa to 16n, tiéu chuan niy xem xét cic k¥ ning lién quan



dén van dé an toan, sttc khde va mdi truong, phan ing trong cac tinh huong khan

cap.

Vi cau tric trén, tng véi moi tiéu chuan c6 5 mirc dd xem xét theo thir tw tir thap

dén cao nhu sau:

Cap 1: Tap su, 1& thudc, 1am theo cic chi thi, khong thé tu thyc hién néu
khong c6 chi dan.

Cép 2: Hiéu cdc khdi niém co ban, c6 kha ning thyc hién gidi han, c6 déng
g6p nhung véi su gidp do thuong xuyén.

Cép 3: Hiéu cdc khdi niém co ban, c6 kha ning thyc hién gidi han, c6 déng
g6p voi sy gitp dd hd tro khi can thiét

Cép 4: C6 kién thtic sdu, hoat dong doc 1ap, hiéu qua, theo cdc chuan muc
yéu ciu

Cép 5: C6 kién thirc sau, toan dién, thuc hién c6 hidu qua cao, c6 thé gidp dd,

c6 van cho nguoi khéc.

Ti€u chuan thai do lam vi¢c gom céc ti€éu chuan phy

- Chu dong: Thuc hi¢n va tu gidm sit cong viéc

- Hop tdc: Chia sé va gidp do trong cong vigc

- Nhiét tinh: Sin sang gitip d&, 1am thém cong viéc, thém gid

- Tréach nhiém: Giai quyét tron ven cac congviéc

- Ky luat: Chap hanh cdc ndi quy, quy trinh, thii tuc

Céac murc do danh gia doi voi cdc tiéu chuan phu trong ti€u chuan thii do gom cé:

Cép 1: Khong c6 hodc khong chimg to dugce néu khong c6 nhic nho
Cép 2: Ty ching t6 duogc thdi d6 twong tng, d6i khi phai c6 nhic nho
Cép 3: Chi can sy nhic nho khi can thiét

Cép 4: Hoat dong ddc 1ap, hi€u qua, ludn theo theo chuin muc yéu cau

Cép 5: Thuc hién c6 hiéu qua cao, c6 thé néu guong cho ngudi khac

Tiéu chuan két qua thyc hién cong viéc gom céc ti€u chuan phu

- Khdi lugng cong viéce thuc hién

- Chat lugng cong viéc thuc hién

- Hiéuqua



Cdc mirc d6 danh gid ddi véi céc tiéu chuan phuy trong tiéu chuan két qua lam viéc
cua nhan vién nhu sau:

= Cap 1: Khéng hodc chi ddp tmg yéu cau trong mot s6 linh vuc

= Cép 2: Can su cai tién, khong ddp tmg yéu cau trong mot sb linh vuc

= Cép 3: Pép tng céc yéu cau cong viéc

= Cép 4: Vuot mirc cdc yéu cau cong viéc

= Cép 5: Vuot xa yéu cau trong cong viéc

Chi tiét cdc tiéu chuan va tiéu chudn con xem bang 3.1 va phu luc 4
3.3.2 Luya chon thang do:

Piém tirng yéu ciu trong tiéu chuan phu dugc danh gid theo thuc té bai cong ty dya
theo thang diém 100 (chia 1am 5 cp d0), trong tng véi 5 mirc d6 danh gid néu trén
Viéc phén chia thanh 5 cip do nham muc dich gitp cho viéc cho diém dugc d& dang
hon.
Diém s6 danh gid duoc tinh nhu sau

Cap 1: tir O dén 20 diém, (diém trung binh ciia cdp la 10).

Cdp 2: trén 20 dén 40 diém, (diém trung binh ciia cdp la 30).

Cdp 3: trén 40 dén 60 diém, (diém trung binh ciia cdp la 50).

Cdp 4: trén 60 d@én 80 diém, (diém trung binh ciia cdp la 70).

Cdp 5: trén 80 dén 100 diém, (diém trung binh ciia cdp la 90).

3.3.3 Thiét 1ap trong sd:
3.3.3.1 Gidi thiéu phuong phéap

Phuong phdp st dung la Phuong phdp Qud trinh phan tich thtr bac (Analytic
Hierarchy Process — AHP):

Phuong phdp Qua trinh phén tich tht bac 12 mot trong cdc phwong phap ra quyét
dinh da tiéu chuan duoc biét va sir dung nhiéu nhat, khi chiing ta khong thé gdn mot
cdch chii quan cdc ddnh gid vé trong s6 ctia nhan t (tiéu chuan) ciing nhu ddnh gid
céac phuong an.

Phuong phap nay bat dau tir viéc xay dung so do thir bac, bao gdm mdt s budc so

sénh tung cdp nhan td (tiéu chuén) trong tung bac, lan luot di tir cdc tiéu chuan dén



cdc tiéu chuan con, tiép tuc cho dén muc cudi ciing 1a cdc phuong dn, trong truong
hop cu thé danh gia nhan vién, cdc phuong 4n so sdnh chinh 1a cdc nhan vién c6
ciing chirc danh (cting cip bac cong viéc). Két qua so sdnh trong tirng bac chinh 1a
trong s6 (muc do quan trong, muc do uva thich, mac do c6 thé...)

C6t 161 cua Qud trinh phan tich thtr bac 1a viéc so sanh tung cdp. C6 9 muc so sdnh

tuong tng v6i diém ddnh gid tir 1 dén 9 nhu sau:

1. Quan trong nhu nhau diém 1
2. Mic gira 1 va 3 diém 2
3. Tuong dbi quan trong hon diém 3
4. Muc gitta3 va s diém 4
5. Quan trong hon nhiéu diém 5
6. Miuc giita 5 va 7 diém 6
7. Rét quan trong hon diém 7
8. Muc gitta 7 va 9 diém 8
9. Tuyét d6i quan trong hon diém 9

Diém dic biét ciia phwong phap AHP 1a viéc tinh toan ty sé nhat quan (consistency
Ratio- CR). Trong thuc té, khong phai lic ndo ciing c¢6 thé thiét 1ap duoc quan hé
béc cau trong khi so sanh timg cip. (Thi du phuong dn A c6 thé tét hon phuong 4n
B, phuong 4dn B c6 thé t6t hon phuong 4n C, nhung phuong 4n A chwa chic di c6
thé tot hon phuong an C). Hién tugng nay thé hién tinh thuc tién cua céc bai todn, ta
goi 12 sy khong nhit quédn (inconsistency). Tuy sy khong nhét quan 1 thuc té nhung
mirc 46 khong nhat quan khong nén qua nhiéu vi khi d6 né thé hién su dénh gid
khong chinh xdc. Dé kiém tra sy khong nhat quén trong khi dénh gid cho ting cip,
ta diing ty s6 nhat quan (CR). Néu ty s6 nay nho hon hay bang 0.1 nghia 1a sy danh

gid twong dbi nhit quén, nguoc lai, ta phai tién hanh danh gid lai & cip twong tng.”

2 Huéng dan tinh t6n cy thé ci thé fim thiy trong gio trinh & phuong php inh lwong, vi du nhu
Quantitative Analysis for Management (ctia Barry Render ¥ Ralph M. Stair.) hodc Decision Making For
Leaders (cua Thomas L. Saaty)



Chiing ta c6 thé tim thay su hd tro trong viéc tinh todn theo phuong phap qua trinh
phan tich thir bac nho phan mém Expert Choice. Trong phan tiép theo ching tdi s&

str dung phan mém nay dé hd tro viée tinh todn va xay dyng cic bang biéu, so do.
3.3.3.2 Bang ciu hdi

Trén co s& md hinh dédnh gid nhan vién xdy duyng trén, bang cau hoi sau day dugc
ding dé thu thap thong tin phan hdi nham danh gid mac d6 quan trong cua ting tiéu
chuan nhu sau, (xem phu luc 5), chid y cdch danh gid cho diém nhu sau:

Bang Error! No text of specified style in document..2: Hwéng dén, giai thich cach cho diém

Cot 1 Cot 2 Cot 3

Dong 1 Tiéu chuan A | Tiéu chuan B
Dong 2 | Tiéu chuan A 1 3
Dong 3 | Tiéu chuan B 1/3 1

Trong bang trén,

O c6t 2 dong 2, va cét 3 dong 3: ddnh s6 1 vi tiéu chudn A dwong nhién quan trong
bang véi chinh né.

O cét 3 dong 2: ddnh s6 3 vi ta cho rang tiéu chudn A quan trong hon tiéu chudn B
O ¢t 2 dong 3: ddnh s6 1/3 vi suy ra tir két qua trén, tiéu chuan B khong quan
trong bang tiéu chuan A (ldy s6 diém nghich déo)

Piém chdam tir 1 dén 9 véi ¥ nghia nhuw bang dwéi day:

Bang Error! No text of specified style in document..3: Diém sé twong img mirc d§ quan trong giira hai
tiéu chuén

Y nghia
Quan trong nhu nhau
Murc gitra 1 va 3
Tuong ddi quan trong hon
Murc gitra 3 va 5
Quan trong hon nhiéu
Mt gitta 5 va 7
RAt quan trong hon
Muc gitta 7 va 9
Tuyét ddi quan trong hon
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3.3.3.3 Lua chon chuyén gia

Yéu cau: Céc chuyén gia lya chon trong viéc danh gia trong ) (muc d quan trong)

clia céc tiéu chuan ddnh gid dua trén cic yéu cau sau:

- Am hiéu nhu cau lao dong trong nganh & khu vyc va thi truong trong nudc.

- C6 mdi quan hé 1am viéc véi cong ty, quan tim dén dich vu van hanh va bao
dudng cua cong ty.

- Pa hodc dang 1am viéc va c¢6 nhiéu kinh nghiém trong cdc linh vyc sau ddy trong
nganh khai théac dau khi: dao tao, quan tri nguén nhan lyc, tu vén, dich vu van
hanh va bao dudng, khai thic, an toan lao dong, bdo v€ moi truong.

S6 lwong: SO lwong khéng nén qud it dé tranh thién léch, ciing khéng dugc qué

nhiéu khong can thiét. Vai tai liéu dé nghi gidi han s6 luong tdi thiéu 13 5 hodc 7 véi

co cau thich hgp. S6 lugng chuyén gia dugc lua chon dé ddnh gid trong sb céc tidu
chuan danh gid nhin vién cho cong ty 1a 10 bao gdm 2 chuyén gia trong linh vuc an
toan, 2 chuyén gia trong linh vuc cong ngh¢, 3 chuyén vién nhan sy trong va ngoai
cong ty, 3 chuyén vién van hanh va bao dudng céic gian cong nghé trong nude. Céc

y kién cta cdc chuyén gia duoc xem nhu ¢6 vai trd quan trong nhu nhau (cé cling

“trong sé”).

Phuong phdp thu thap y kién: str dung phuong phdp hdn hop, tiép xdc truc tiép véi

chuyén gia dé giai thich myc dich va noi dung khi can.
3.3.3.4 Tbong hop ¥ kién danh gia trong sd
Cic két qua danh gid dugc tong hop lai theo nhu bang dudi day:

Bang Error! No text of specified style in document..4: Téng hop diém sé danh gia ciia cic chuyén gia

Y kién

So sanh gilia 1 2 3 4 5 6 7 8 9 10
Nang lyc/Thai do 2 1 1 2 1| 12 2 1 2 1
Ning lyc/Két qua 1| 12 1| 12| 112 2 1 2| 12 1
Thai d6/Két qua 12| 112 1| 12] 112 2| 112 21 112 1

So sanh gitia
Tong quat/Chuyén mon V3| 12| v4| 13| 12| 13| 12| 13| 12| 1/3
Téng quat/Pac biét 1| 12 1| 12 1 1| 12 2 1 2
Tong quat/Ho trg 1 1 2 1| 12 1| 12 1| 12 2
Chuyén mon/Dic biét 2 3 2 1 3 1 3 2 1 2




Chuyén mén/Hb trg 20 3| 3| 2| 1| 2| 3| 1| 2| 2
Dic biét/Hd trg 1 2 1 3 2 1 2| 112 1 2
So sanh gilia
Chu dong/Hop tic Yol 1/3 L 172 13| 13| 112 1| 173 13
Chu dong/Trach nhiém 1| 12 1| 13] 12 1 2 1 1| 12
Chu dong/Ky luat 1 1| 12 12| 12 2| 13 2 31 12
Chu dong/Nhiét tinh 2 1 1 2 2 3 1 2 3 1
Hop tac/Trach nhém 2 3 1 2 2 1| 12 2 1 1
Hop tac/Ky luat 1 1 2 1 1| 12 20 173 2 1
Hop tac/Nhiét tinh 2 2 1 3 2 1 2 2 3 2
Trach nhiém/Ky luat 1 2 2 2 12| 13 1| 12 2| 12
Trach nhiém/Nhiét tinh 2 2 3 1 2 3 1 2 1 3
Ky ludt/Nhiét tinh 2 2 3 3 20 12 1 3 2 1
So sanh gitlta
Khoi Iuvgng/Chat lugng 1| 12 1| 12 1| 13 2 1 1 2
Khéi lwong/Hiéu qua 1 2| 2| 1| 2| 3| 3| 4| 4| 2
Chét lugng/Hiéu qua 1 1 1 2 1 2 1 3| 2 1
Giai thich:

- Diém cho trong bang mang y nghia nhu giai thich & muc 3.3.3.2.1 néu trén.
“Chét luong/Hiéu qua” mang ¥ nghia tiéu chuan chét luong so véi tiéu chuan
hiéu qua

3.3.3.5 Két qua tinh todn:

Vigc tinh todn mirc d§ quan trong (trong s6) cua céc tiéu chuan c6 thé thuc hién qua
céc budc’ theo sau:
- Budc 1: So sdnh céc tiéu chuan
e Lap bang danh gia
e Chuan hod céc gi4 tri
- Budc 2: Tinh ty s6 nhét quan (Consistency Ratio - CR)
e Xiéc dinh vec to nhat quan
e Xaic dinh gia tri dac trung A va chi s6 nhét quén (Consistency Index — CI)
e Tinh todn ty s6 nhat quan CR
Sau budc chuén hod céc gid tri, ta nhan dugc trong s6 tuong trng cho céc tiéu chuén.

Vigc tinh todn ty sO nhat quin nham xem xét sy khong nhat quédn cta cic danh gia.

? Huéng dan tinh tn chi tiét ci thé xem thim trong tip bBi giang €c phuong pip inh luong cua PGS TS H
Thanh Phong, Khoa Quan 1i cong nghi€p, nam 2001



Ngoai ra c¢6 thé sir dung sy tro gitip ctia mdy tinh nho phan mém chuyén ding
Expert Choice, cdc két qua nhan duoc dé& dang chuyén thanh cdc bang biéu, do thi
(xem phuy luc 6 dinh kem).

Sau ddy 1a cdc két qua nhan duoc tir viéc sir dung phan mém Expert Choice

- Trong sb giita cdc tiéu chuan chinh

Bang Error! No text of specified style in document..5: Trong s6 cdc tiéu chuén chinh

Thir tw Tiéu chudn Trong sé
1 Két qua cong viéc 0.380
2 Nang luc 0.339
3 Théi 46 lam viéc 0.281

Két quda cho thdy tiéu chudn két qud cong viéc dwoc xem la quan trong hon cdc tiéu
chudn nang lyc va thdi do lam viéc, trong do két qua lam viéc va nang luc lam viéc
co mirc do quan trong hon nhiéu so véi tiéu chudn thdi do lam viéc ( bang 3.5)

- Trong ting tiéu chuan chinh:

Trong sb giita cdc tiéu chudn phu trong tiéu chuin Niang luc

Bang Error! No text of specified style in document..6: Trong s6 cac tiéu chuin phu trong tiéu chuéin ning
lwe

Thir tw Tiéu chudn Trong so
Tuyét ddi Twong ddi

1 Tong quat 0,059 0,174
2 Chuyén mon 0,137 0,405
3 bic biét 0,077 0,226
4 Ho tro 0,066 0,194

(Trong d6: Trong sb tuyét ddi bang trong s6 twong d6i cua tiéu chuan phy nhéan véi
trong s6 ciia tiéu chuan chinh twong tng. Trong sb tuyét di dugc ding khi so sanh
giita céc tiéu chuan phu cing cap. Trong tinh todn c6 thé st dung trong sb tuyét dbi
dé tinh todn ddnh gia nhan vién bang cach nhan diém sé danh gid véi trong sb tuyét

d6i twong ung.)



Trong tiéu chudn nay, Nang lwc chuyén mon dwoc ddnh gid quan trong nhat, lan
luot theo thu tu giam dan la nang lyc dac biét, nang luc téng qudt, nang lyc hé tro
(bang 3.6)

Trong sO gitta céc tiéu chuan phu trong ti€éu chuan thai do:



Bang Error! No text of specified style in document..7: Trong s6 cac tiéu chuin phu trong tiéu chuén thai

ag

Thir tw Tiéu chuan Trong so

Tuyét d6i Twong ddi

1 Chu dong 0,048
2 Hop tic 0,078
3 Trach nhiém 0,059
4 Ky luat 0,062
5 Nhiét tinh 0,034

0,170
0,279
0,208
0,221
0,122

Trong tiéu chudn thdi do lam viéc, cdc tiéu chudn phu hop tdc va ky ludt la cdc tiéu

chudn phu dwoc ddnh gid quan trong hon, tiéu chudn phu nhiét tinh dwoc ddnh gid

c6 mire d6 quan trong thap nhat (bang 3.7)

Trong s0 gitra c4c ti€u chuan phuy trong ti€u chuan két qua cong viéc:

Bing Error! No text of specified style in document..8: Trong s cac tiéu chuén phu trong tiéu chuin két

qua lam viéc

Thir tw Tiéu chuan Trong so

Tuyét d6i Tuwong ddi

1 Khoi lugng 0,092
2 Chat luong 0,143
3 Hiéu qua 0,144

0,243
0,377
0,380

Voi tiéu chuan ket qua lam viéc, hai tiéu chuan phu chat lwong va hiéu qua dwoc

xem nhu ngang nhau va quan trong hon tiéu chudn khoi luong cong viéc thuc hién.



3.4 Két qua xay dung mé hinh

Vi céc két qua tinh todn ndi trén, ta nhan dugc md hinh cau tric céc tiéu chuan

danh gid nhan vién nhu sau

tongquat  se—
(.059)
= nangluc Ch-mon  se—
(.339) (.137)
Dacbiet  m—
(.077)
hotro =e————
(.066)
= ChUQONQ  —
(.048)
GOAL f hoptac —e—
(.078)
B thaid) =————— trnhiem — e——
(.281) (.059)
k kyluat — ——
(.062)
e Nhtinh =~ ——
(.034)
KNIUONY e
(.092)
= ketqua Chluong  e—
(.38) (.143)
NiEUQUE  —
(.144)
Abbreviation Definition
GOAL
Dacbiet Kien thuc, ky nang ve linh vuc an toan, suc khoe va moi truong
ch-mon kienthuc va ky nang ve linh vuc cong viec chiu trach nhiem
chluong Chat luong cong viec hoan thanh
chudong Thuc hien cong viec, khong can phai giam sat
fieuqua Dat hieu qua ve thoi gian, ohi phi
foptac chia se, giup do, co tinh than dong dol
hotro Kien thuc va ky nang ho tro cho cong viec (ngoai ngu, vi tinh...)
ketqua ket qua thuc hien cong viec
Khiuong Khoi luong cong viec thuc hien
kyluat tuan thu cac noi quy, quy dinh, quy trinh, thu tuc
nangluc kha nang thuc hien cong viec
nhtinh San sang giup do, lam them cong viec
thaido dong co va thai do lam viec




Hinh Error! No text of specified style in document.-7: Két qua mé hinh ciu tric céc tiéu chuin danh gia
nhén vién

Céc tiéu chuan phuy, sap theo thtr tu gidm dan can cur vao trong so tuyét doi nhu sau:

Hinh Error! No text of specified style in document.-8: Téng hop trong sb tuyét ddi cac tiéu chuin phu

O Hiéu qué
/\/ z A /\9
Trong s6 cdc tiéu chuin
B Cha't lugng cong viéc
thuc hién
0 Néng lyc chuyén mon

w
—
(e}

O Khdi lugng cong viec
hoan thanh

B Tinh thin, thdi do hop
tac

O Ning lyc dic biét

0.1

Trong so

B Niing luc hd tr¢

0.05

O Théi do, y thic ky luat

B Ning lyc tdng qudt

B Thdi do, tinh than trdch
nhiém
I Chd dong

oA A7 g . -
Tiéu chuin danh gid

CINhiét tinh

Duya vao trong s0 tuyét doi ctua céc ti€u chuan, chiing ta c6 thé phan loai céc ti€u
chuan phu vao cdc nhém cé muc dd quan trong khac nhau. Bang dudi day sap xép
céc tiéu chuan phu vao cdc nhém uu tién, nhu sau

Bang Error! No text of specified style in document..9: Sip xép nhém wu tién cac tiéu chuin

Thir tw Tiéu chudn Nhom wu tién
1 Hiéu qua UT 1
2 Chat lugng cong viéc thuc hién UT 1
3 Nang luc chuyén mon UT 1
4 Khodi lugng cong viéc hoan thanh UT 2
5 Tinh than, thai d6 hop tic UT?2
6 Nang luc dac biét UT 2
7 Ning lyc hd tro UT?2
8 Thai dg, y thirc ky luat UT 2




9 Ning lyc tong quat UT 2
10 Thai d9, tinh than trach nhi€ém UT 2
11 Chu dong UT 3
12 Nhiét tinh UT 3

- Nhém uu tién 1 (UT 1) gom céc tiéu chuan: Hiéu qua lam viéc, Chat lwong cong
viéc thuc hién, ndng luc chuyén mon.

- Nhém vu tién 2 (UT 2) gdm céc tiéu chuan: Khdi lugng cong viéc hoan thanh,
thai do hop tic va niang luc dic biét, ning luc hd tro, y thirc ky luat, ning luc
tong quat va tinh than trach nhiém.

- Nhém vu tién 3 (UT 3) gdm céc tiéu chuan: Tinh than chu dong va thai do nhiét
tinh.

Cac nhém wu tién nay (theo thtr ty mic do vu tién giam dan tir UT 1 dén UT 3)

duogc dung lam co s& cho viéc xdy dung céc bi¢n phdp va chuong trinh hanh dong

nham ning cao chit lugng cta nhan vién bd phan van hanh va bao dudng ciia cong

ty.



4 Chuwong IV: Panh gia chit lwong, ning lwc nhén vién
4.1 Quy trinh thyc hién

Quad trinh khao sat, danh gid thuc trang nang lyc, chat lugng nhan vién dugc thuc

hién theo cac budc sau:

- Buwéc 1: Xay dyung cdc tiéu chuan ddnh gid va cic trong s tuong Gng.

Viéc xdy dung céc tiéu chuan danh gid voi cdc trong sd twong ng da thyc hién &

phan trudc, cdc két qua cho & phu luc 6, md hinh céu tric thé hién & hinh3.2

- Bwéc 2: Thu thép ¥ kién danh gia

Qud trinh ddnh gid sé& tién hanh cho ting nhan vién. Cic ¥ kién danh gid thu thap tir

2 ngudn: ddnh gid ctia bo phan quan 1y nhén sy trong cong ty va y kién ddnh gid cia

khach hang thudc cdc du 4n van hanh va bao dudng ma cong ty dang cung cép dich

vu. Viéc danh gid s& duoc t6 chuc thyc hién dinh ky mdi nam 2 1an. (Viéc danh gid

cling ¢6 thé thuc hién trude khi bat dau mot du 4n hodc ngay sau khi két thic du

4n). Bang danh gi4 phai thong nhat, dwa vao bang tiéu chuan danh gia nhan vién.

- Bwéc 3: Tong hop, xir 1y so liéu

Piém dénh gid theo timg tiéu chuan phu 12 diém trung binh cong sd hoc cua cic

danh gia twong Gng tiéu chuan phu dé. Piém ddnh gid cia cdc tiéu chuan chinh Ia

diém trung binh c6 trong s (trong s twong ddi trong tiéu chuan chinh tuong tng).

Diém dénh gid chung nhan vién c6 thé nhan dugc bang hai cich:

1. Diém trung binh c6 trong sb ciia cdc tiéu chuan chinh,

2. Diém trung binh c6 trong s cua cic tiéu chuan phu, (sir dung trong sé tuyét ddi
ctia tiéu chuan phu tuong tmg).

Trong qu4 trinh tong hop s6 liéu, ngoai diém danh gid, cAn ghi nhan lai cdc thong

tin phan hoi tir phia ngudi danh gid, dic biét 1a cac nguyén nhan va cich khic phuc

khi diém danh gia duéi diém trung binh.

- Bwoc 4: Danh gia thuc trang



Chat lugng, nang luc nhan vién duoc danh gid so sdnh qua cic diém s6 danh gid cua
ting nhan vién. Khi ddnh gid tong thé, c6 nhiéu cich tiép can. Trong nghién ciru
nay, chiing t6i danh gid bo phan theo hudng tiép can md ta qua cdc dic trung thong
ké.

So dd cdc bude thé hién theo hinh dudi day

Xy dung tiu chuan™nh gi ¢ :  Xc inh tht ty wu tin trong
trong sb twong mg — - = -!=-» viéc lya chon bi¢n pRp v Anh :
: on g khic phuc :
\ 4 E
Thu thap 1 kién™nh gf E
y

Dé ra & bién php khic phuc

A 4

Tong hop, xur 17 50 li€u

A 4

Dnh ¢ thyc trang Xc inh ¢c iém manh, iém

- yéu can khac phuc

Hinh Error! No text of specified style in document.-9: Quy trinh danh gia nhéan vién

4.2 PDiém danh gia:
4.2.1 Thang diém:

Diém ting yéu cau trong tiéu chuan phy duoc danh gid theo thuc té boi cong ty dua

theo thang diém 100 (chia lam 5 Cép do)



Cap 1: tir 0 dén 20 diém, (diém trung binh ciia cdp la 10), khong hiéu biét van

dé lién quan, khong thé tu thuc hién néu khong c6 chi dan.

Cdp 2: trén 20 dén 40 diém, (diém trung binh ciia cdp la 30), biét nhimg kién

thirc can ban, tu thuc hién mot sb cong viée, phan 16n phai c6 su gidp da.

Cdp 3: trén 40 dén 60 diém, (diém trung binh ciia cdp la 50), hiéu biét rong

nhitng kién thirc lién quan, chi can sy gitip d& hd tro khi can thiét.

Cdp 4: trén 60 dén 80 diém, (diém trung binh cua cdp la 70), hiéu biét siu,

hoat dong doc 1ap, hiéu qua, theo chuan muc yéu cau.

Cdp 5: trén 80 dén 100 diém, (diém trung binh ciia cdap la 90), ¢6 kién thic siu

va toan dién, thuc hién c6 hiéu qua cao, c6 thé gitp dd, ¢ van cho nguoi khéc.
Viéc phan chia thanh 5 cdp d6 nham muc dich gitip cho viéc cho diém duoc dé dang

hon.
4.2.2 Huéng dan tinh diém:

Nguoi ddnh gid cho diém theo ting tiéu chuan phuy (cip thip nhat). Trudng hop c6
nhiéu ngudi danh gia trong cling mot ky danh gia thi 1dy diém trung binh cong s6
hoc cdc diém danh gia.

Piém danh gid o tiéu chudn chinh 13 diém trung binh c6 trong s6 cdc diém ddnh gid
clia cdc tiéu chuan phy twong ung, duoc tinh bang cich nhan diém ting tiéu chuan
con véi trong sb tuong ddi, sau d6 cong tat ca cdc két qua nay dé cho ra diém cua
ting tiéu chuan chinh.

Diém ddnh gid cta nhan vién 13 diém trung binh c6 trong sb cia céc tiéu chuan
chinh, nhin duoc bang cdch nhan diém ting tiéu chuan chinh vdi trong sd tuwong
g, sau d6 cong cic két qua nay lai.

Cong thure tinh tong qudt diém cua cdc tiéu chudn co dang nhu sau:

n
mZZ m; * w

i=1

i

Cong thirc Error! No text of specified style in document.-2: Cong thirc tinh diém cé trong sb ciia cac tiéu
chuin.

Trong do:

- m: Diém ddnh gid cua tiéu chuan dang xét



- my: Diém cua tiéu chudn con thir i cua tiéu chuan dang xét
- wy trong so twong ung cua tiéu chuan thir i dang xét. (O ddy, cdc trong so
thu dwoc nho vao phwong phdp qud trinh thir bdc, voi sy ho tro cua phdn

mém Expert Choice. Chii ¥ toéng cdc trong sé trong cing mét tiéu chudn
. . 2w

luon bang 100% hay luén bang 1, nghia la = = 1, cong thuc tinh trén

hoan toan dong nhat véi cong thire 1-1 gidi thiéu & chwong I)

4.2.3 Diém chuin so sanh:

- Piém cua tig tiéu chuin 1a dugc tinh theo thang diém 100, diém s trung binh
l1a 50.

- Piém ddnh gi4 chung theo cich tinh trung binh c6 trong s ciing ¢6 cling thang
do 1a 100, gia tri trung binh la 50.

- Gid tri trung binh cta cdc diém ddnh gi4 chung ciia toan bd nhéan vién duoc xem
1a diém ddnh gid ctia bo phan, c6 ciing thang do va diém trung binh 50.

- Piém dugc lua chon dé 1am diém chuan so sanh 1a 50 (diém trung binh cta cfip
dd 3). Dudi diém sb nay dugc xem la khong dat yéu cau. Diém sb duéi 40 (diém
thép nhat cua cfip do 3, cép dd trung binh) dugc xem xét khi can thiét chi ra muc
d6 nghiém trong ctia céc khuyét diém. Piém s6 70 1a diém s6 ky vong cho moi
nhan vién vi ddy 1a diém danh gid nhan vién c6 hiéu biét siu, hoat dong doc 1ap,
hiéu qua, theo chuén muc yéu cau.

4.3 Két qua khao sat danh gia

4.3.1 Tong hop sb luong nhan vién:

Bo phan khai thic van hanh va bao dudng trong toan cong ty hién nay gém c6 tong

cong 132 nhan vién, co ciu nhu bang duéi day:

Bang Error! No text of specified style in document..10: Téng hop s6 lwgng nhéan vién van hanh va bio
dudng
Chuc danh Chung  Co khi Dién  Van hanh An toan
Gidm sét 24 6 6 8 4
Ky thuat vién chinh 32 10 10 12 0




K¥ thuét vién 56 16 16 20 8!
Tro 1y k¥ thuét vién 20 4 6 8 2
Tong cong 132 36 38 48 10

4.3.2 Tbéng hop két qua danh gia:

Két qua d4nh gia duoc cho theo bang sau, (xem bang 4.2 va phu luc 7) trong dé:



Bang Error! No text of specified style in document..11: Piém danh gia nhan vién

Diém Danh gid nhan vién

A B C D E F G H I J K L M N o P Q

Trong sb z?lgtg Cl;?g;én Dic biét | HO trg I\LAII;I(? (g:; Hop tac gﬁfgg Ky luat I\gll:lllft T}I;I g I llél(;ﬁig lglc;itg Hiéu qua gIEL{ Dinh vid
; dnh gid

Twong dbi]  0.1740]  0.4050]  0.2260]  0.1940]  0.3390] 0.1700] 0.2790| 0.2080 0.2210] 0.1220]  0.2810] 0.2430|  0.3770[  0.3800|  0.3800

Tuyétddi|  0.0590|  0.1370]  0.0770]  0.0660 0.0480[  0.0780]  0.0590] 0.0620]  0.0340 0.0920]  0.1430]  0.1450 |

Ma nhan
Thir tu|vién

1/GSVH 1 55 76 57 89 64 57 67| 60.73
2/GSVH 2 55 86 64 91 77 51 71  66.09
3|GSVH 3 68 75 65 72 78 52 67| 68.33
4/GSVH 4 59 60 52 88 58 69 69 62.78
5|GSVH 5 52 71 58 88 50 57 62|  60.90
6/GSVH 6 59 68 64 75 59 55 61  62.81
7/GSVH 7 55 65 62 79 53 61 62| 61.42
8/GSVH 8 59 90, 72 84 78 62 73|  69.33

(Bang diém dénh gia day du, xem phu luc 7)




Diém danh gi4 cho timg tiéu chuan chinh trong bang 12 diém trung binh c6 trong s6
c4c tiéu chuan phuy twong {mg.
Cu thé diém trong céc cot C,D,E.F lan luot 1a diém danh gid cla céc tiéu chuén phu
téng quét, chuyén mon, dic biét va hd tro. DPiém trong cot G la diém cua tiéu chuan
chinh nang lyc, 1a trung binh cé trong s6 cua cic diém nhan duoc tir cdc cot
C,D.EF. Léy vi du ¢ hang 1, tinh diém ddnh gid cua tiéu chuén nang luc cho nhan
vién ¢c6 ma GSVH 1 theo cong thirc nhu sau:

0,174x55 + 0,405x51 + 0,226x63 + 0,194x59 =56
Tuong tu ddi véi céc tiéu chuan chinh (thai do 1a két qud) & céc cot M va Q tuong
ung.

0,170x47 + 0,279x55 + 0,208x41 + 0,221x74 + 0,122x76 =57

0,243x89 + 0,377x64 + 0,380x57 =67
Diém dénh gia chung cho mdi nhan vién Ia diém trung binh c6 trong sd cia cic tiéu
chuan chinh twong g, cu thé diém & cot R 1a diém trung binh c6 trong sb cdc tiéu
chuan chinh nang luc —cot G, thdi d6 — cot M, két qua — cot Q, két qua nhu sau:

0,339x 56 + 0,281x 57+ 0,380x67 =61
4.4 Panh gia thuwe trang chit lwong nhan vién
4.4.1 Nhan xét chung

Tir bang két qua danh gid nhan duoc (6 phu luc 7), ta c6 thé tinh cic gid tri thong ké

cho b phan nhu sau:



Bang Error! No text of specified style in document..12: Céc gia tri thong ké ciia diém danh gia chung va

tiéu chuin chinh

Tiéu chuan , Panh gid
< Thai do | Kétqua
Nang luc | .. .. . chung

lam viéc | lam viéc
Mean (gid tri trung binh p) 65.20 64.60 75.59 68.98
VAR (phuong sai) 48.00 47.42 49.96 19.53
STDEYV (d6 1éch chuén G) 6.93 6.89 7.07 4.42
Hé s phén tdn CV = o/u 0.11 0.11 0.09 0.06
Max 81 78 92 79
Min 50 50 59 59

Két qua nhan duoc tir bang 4.2 cho thiy:

- Piém danh gid chung dat yéu cau, va tiéu chuan két qua 1am viéc dugc ddnh gid
kha cao (gﬁn diém tdi da ciia muc 4 - hiéu biét su, hoat dong ddc lap, hiéu qua,
theo chuén muc yéu cﬁu).

- Tuy nhién céc tiéu chuén niang luc va thdi 46 lam viéc ¢6 diém trung binh thip
dan dén két qua ddnh gia chung bi 4nh hudng di két qua lam viéc dang duoc
d4nh gia khd tot.

- Ciing v6i hai tiéu chuan nay, xuét hién gia tri min = 50 cho thdy c6 nhan vién
duoc danh gid chi dat mic trung binh 50 diém, 12 diém duoc chon 1am chuan
khong dat yéu ciu.

Két hop voi két qua thuc hién o phd‘n trudc (bang 3.5 — trong s6 cdc tiéu chudn

chinh), mac du két qud thuc hién cong viéc co mirc do quan trong cao hon va do

vdy can quan tam nhiéu hon, trwde mdt van phdi ¢é nhitng bién phdp tdp trung vao
cdc tiéu chudn nang lyc va thdi do cua nhan vién.

4.4.2 Pénh gid diém yéu

Xem xét chi tiét diém dénh gid theo céc tiéu chuan phu theo géc d6 s lwong nhan

vién khong dat yéu cau, ta c6 thé lap ra:

- Bang téng hop sb lugng nhan vién danh gid dudi diém trung binh (diém ddnh

gid < 50 diém phan loai theo tiéu chuan dénh gii— bang 4.4)



Bang Error! No text of specified style in document..

cac tiéu chuan phu

13: S6 lwgng nhén vién khéng dat yéu ciu, phan theo

o0
= & - o0 (E. = =Y en R E
=) > R ° - K = <3 3 o

o}
Toan bd 25 O 38 43 29| 211 34 10 6 0 0 0 0

Ty 1¢ (%) 18.94( 0.00 |28.79(32.58|21.97|15.91|25.76| 7.58 | 4.55 | 0.00 | 0.00 | 0.00 | 0.00
! |Gidm sdt 0 0 7 6 5] 9 6 3| 0 0 0 0 0
-GS VH 0 0 2 2 3 3 2 1 0 0 0 0 0
-GSCK 0 0 2 2 0 2 1 0 0 0 0 0 0
-GSD 0 0 2 1 2 3 1 2 0 0 0 0 0
-GS AT 0 0 1 1 0 1 2 0 0 0 0 0 0
2 |KTVC 5| 0 o 11 of 12 7 7 0 0 0 0 0
-KTVC VH 0 0 4 4 3 5 1 1 0 0 0 0 0
-KTVC CK 2 0 1 4 1 2 1 2 0 0 0 0 0
-KTVC Db 3 0 1 3 2 5 5 4 0 0 0 0 0
3 KTV 20 0 25 26 I8 o 21 0 6 0 0 0 0
- KTV VH 6 0 9 1 7 0 6 0 2 0 0 0 0
-KTV CK 4 0 6 5 6 0 5 0 3 0 0 0 0
-KTV D 9 0 38 5 0 3 0 1 0 0 0 0
- KTV AT 1 0 2 0 0 2 0 0 0 0 0 0

gid < 50 diém phan loai theo by phan— bang 4.5)

Bang tong hop sb lugng nhan vién ddnh gid dudi diém trung binh (diém ddnh

Bang Error! No text of specified style in document..14: S6 lwong nhén vién khong dat yéu ciu, phan theo

b phén
Van hanh Co khi bién An toan Téng cong
S0 lugng nhén vién| 48 36 38 10 132
S0 khongdat yéu cau 40 28 35 8 111
Ty 1€ (%) 83,3 77,8 97,4 80, 84,1

- Bang tong hop s6 luong nhan vién danh gid dudi diém trung binh (diém danh

gid < 50 diém phan loai theo cip bac nhan vién — bang 4.6)



Bang Error! No text of specified style in document..15: S lwrgng nhan vién khong dat yéu cau, phan theo
cap béac

Gidm sét K¥ thuét vién chinh K7 that vién Téng cong
S0 lugng nhan vién| 24 32 76 132
S6 khodngdat yéu cau 20, 27 64 111
Ty 1€ (%) 83,3 84,4 84,2 84,1

S6 liéu tong hop trong cdc bang trén cho thdy mdc dit diém ddnh gid chung va diém
ddnh gid cua cdc tiéu chudn chinh (nang lic, thdi do, két qua) déu dat yéu cau, van
co ty l¢ rdt cao cdc nhan vién khong dat yéu cau & cdc tiéu chuan phu, doi hoi co
nhitng bién phdp va chirong trinh hanh déng khan cap.
Néu tuan thi nghiém nhit theo nguyén tic danh gid cia phuong phap danh gid dinh
lwong gidi thiéu & chuong mot* thi ¢6 thé néi 84,1% nhan vién cia bd phan khong
dat chat lugng yéu cau!
Duya theo két qua nay, cdc diém yéu sau ddy can tap trung khic phuc:
- Theo tiéu chuan:
Gom cdc tiéu chuan sap theo mirc d6 nghiém trong (s lugng nhan vién khong
dat yéu cau) giam dan nhu sau: hd tro (thudc tiéu chuan thai do), dic biét
(thudc tiéu chuan nang luc), trdch nhiém (thudc tiéu chuan thdi do), chu dong
(thudc tiéu chuan thai do), téng quét (thudc tiéu chuan nang luc), hop tac
(thudc tidu chuan thdi d¢), nhiét tinh (thudc tiéu chuan thdi d9).
- Theo b phan:
Sép theo thtr tr giam dan cua muc dd nghiém trong: Pién, van hanh, an toan,
co khi, Trong thuc té, do sai lIéch gitra cac bo phan la khong nhiéu nén cdc bd
phan can dugc quan tim nhu nhau.
- Theo cap bac:
Sép theo tht ty giam dan cia mirc d6 nghiém trong: Ky thuat vién chinh, k¥
thudt vién, giam sét. Trong thuc té, do sai léch giira cdc cip bac khong nhiéu

nén cic cap bac can dugc quan tim nhu nhau.

* xem thim: Tran Kim Dung, Quan tri ngudn nfin luyc, nxb Pai hoc Quéc gia Tp HCM, 2000, trang 219



Xét theo géc d6 gid tri trung binh, do phdn tdn cua cdc diém ddnh gid o cdc tiéu
chuan phuy, ta ¢6 nhing nhan xét:
- Diém dénh gi binh quan khong cao, cho thiy mirc chat lugng nhin chung con
thap.
- Mitic dg phan tin (hé s6 phan tdn CV = d¢ 1éch chuén/gié tri trung binh) cao,
cho thay chét lwong nhan vién khong dong déu.
Bang sau day thong ké céc gid tri dic trung cua cic tiéu chuan phu

Bang Error! No text of specified style in document..16: Téng hop cac dic trung thong ké céc tiéu chuin
phu
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= Trong so| S| =| 2| 2 sl g g g g oz oz T
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MEAN (diém trung binh 1) |63.06/73.61|57.91|58.39{62.24161.02]62.11{71.05|68.61|79.14{77.17|71.7568.99

2 |STDEV (d6 léch chuén 6) |14.73(12.31]11.94)15.89|13.64{13.02 14.43|13.21|11.93] 11.76/10.78| 11.93( 19.54
3 [H¢ 56 phan tin CV= o/u 0.23| 0.17] 0.21] 0.27] 0.22] 0.21{ 0.23] 0.19] 0.17] 0.15 0.14] 0.17| 0.06
4 IMAX 90, 94 78| 84 85 88 90| 95 95 100 95 93 79
5 MIN 31 520 36 300 40 31| 40 45 45 57 50| 51 59

4.5 Xac dinh thir ty cac diém can cai tién

Keét hop két qua ctia phan thiét 1ap trong so cac ti€u chuan va két qua danh gia nhan
vién nhu trén ta c¢6 thé 1ap mdt ma trdn phoi hop gitta muc d§ quan trong cua céc
tiéu chuan va muc do nghiém trong cua céc tiéu chuan nham xic dinh nhu cau cai

tién nhu sau:

UT 1 | Hiéu qua 2
1UT 1 | Chat luong 4

Tong
tang dan
PR |

{UT 1 | Chuyén mon 4




UT2 | Khéilugng | 7
UT 2 | Hop tdc 3
UT 2 | Dic biét 1
UT2 | HO trg 1
UT2 | Ky luét 7
UT 2 | Téng quit 5
UT 2 | Trach nhiém 4
UT 3 | Cha dong 6
UT 3 | Nhiét tinh 8
8 =
§ g § % & E 8 g %D ::;) @ |,
8 E 03 |2|8 |2 E g e |2
M O O |&O | |[Z |8 |=F |0 |F /R |T
Mirc d6 nghiém trong ting dan tir trdi qua phai =

Hinh Error! No text of specified style in document.-10: Ma tran xc dinh nhu céu cai tién

Mirc d6 quan trong cia céc tiéu chuan phu duoc sip xép theo trong sd tuyét dbi

tuong Ung cia tidu chuan phu d6. Cdc trong s6 nay duoc xiy dyng bang phuong

phap AHP, két qua cho & phén trudc (xem chuong 3 va phu luc 6)

Murc dd nghiém trong cua céc ti€u chuan dugc xét theo s6 lugng nhan vién khong

dat yéu cau khi dénh gia & tiéu chuan tuong ung. Trong trudng hop khong cé nhin

vién dénh gid khong dat, mic do nghi€ém trong cua céc tiéu chuan phy dugc sap xep

theo diém danh gid trung binh (xem bang 4.6) cla tit ca nhan vién ¢ tiéu chuan phu

d6. Gitra hai ti€u chuan thi tiéu chuan c6 nhan vién khong dat yéu cau sé c6 mic do

nghiém trong cao hon tiéu chudn c6 diém trung binh thap.

Murc 6 quan trong va muc do nghiém trong cang cao, nhu cau cai ti€n cang cao.

Céch x4y dung ma tran:

- Cot bén trdi cic tiéu chuan dugc sap tu dudi lén trén theo thtr ty mic do quan

trong ting dan, ciing 13 tht ty ting dan cia trong s twong Gng di xdy dung

duoc.



- Hang cudi cling céc tiéu chuan duoc sip theo tir trdi qua phai theo thir tu ting
dan mic do nghiém trong.

- O giao giita cot va dong xdc dinh nhu cdu cai tién cia tiéu chuan. Vi tri cia 6
cang xa diém goc (6 vudng 16n trén ma tran) nhu ciu cai tién cang cao. Céc 6
ciing nam trén duong song song véi dudng chéo khong di qua diém goc duge
coi ¢6 cting nhu cau cai tién ngang nhau.

- S6 trong cic & giao nay 1a sd xép theo thtr ty giam dan nhu cdu cai tién cia tiéu
chuan twong tng.

Két qua: thtr ty wu tién can cai tién ciia céc tiéu chuan chia ra cdc nhém nhu sau:

Nhém 1: tiéu chuan hd tro va dic biét (thude tiéu chuan nang lyc)

Nhém 2: tiéu chuan hiéu qua (thudc tiéu chuan két qua 1am viéc)

Nhém 3: tiéu chuan hop tc (thudc tiéu chuan thdi do lam viéc)

Nhém 4: tiéu chuan chat luong (thudc tiéu chuan két qua lam viéc), tiéu chuan
chuyén mon (thudc tiéu chuan nang lyc) va tiéu chun trach nhiém (thudc tiéu
chuan thdi d¢ lam viéc)

Nhém 5: tiéu chuan téng quét (thudc tieu chuan nang lyc)

Nhém 6: tiéu chuan chu dong (thudc tiéu chuan théi do 1am viéc)

Nhém 7: tiéu chuan ky luat (thudc tiéu chuan thdi 6 1am viéc) va tiéu chuan khoi
lugng (thudc tiéu chudn két qua cong viéce)

Nhém 8: tiéu chuén nhiét tinh (thudc tiéu chuén thai do lam viéc)

Trong ma trdn vira néu trén, cdc d ndm & géc trén bén trdi c6 muc do quan trong cao

va muc d6 nghiém trong thap s& duoc dua vao cdc chwong trinh khic phuc dai han.

Cic 6 nam ¢ géc trén bén phai ¢6 mirc do quan trong cao va muc do khan cp cao

s€ dugc dua vao cic chuong trinh hanh dong dai han vdi nhitng bién phdp manh.

Ciac 6 nam ¢ géc dudi bén trai ¢6 mic ¢ quan trong thip va muc do khan cap thap

s& duoc dua vao cdc chuong trinh hanh dong phu mang tinh chét phdi hop, khong

quan trong. Cédc 6 nam & géc dudi bén phai c6 mic dd quan trong thap va muc do

khan cap cao s€ dugc dua vao cac chuong trinh hanh dong ngan han.



5 Chuwong V: Céc bién phap nang cao chat lwong d6i ngii nhan
vién
5.1 Quy trinh xay dung cac bién phap

Viéc xdy dyung cic bién phap nham ning cao chat lugng doi ngii nhan vién ctia cong
ty theo quy trinh gdm cac budc nhu sau (hinh 5.1):

- Budc 1: Xéc dinh nhu cau

- Budc 2: Thiét lap cac myc tiéu

- Budc 3: Lua chon cac bién phéap

- Budc 4: Xay dung chuong trinh hanh dong

Pnh ¢ thuc
trang

A

\4

Thiét lap muc
tiu

A 4

Lua chon bién

php

A 4

Xy dung
chuong trinh

Hinh Error! No text of specified style in document.-11: Quy trinh xiy dung cic bi¢n phap ning cao chit
lwgng nhan vién



5.2 Xac dinh nhu ciu:

Nang lyc va két qua thyc hién cong viéc ctia nhan vién dugc dinh ky va thuong

xuyén ddnh gi4, cap nhat thyuc trang phuc vu cho viéc phat hién, xay dung, thay doi

va diéu chinh cdc muc tiéu ciia chuong trinh cai tién, khic phuc va ning cao chat
lwong nhan vién.

Nhu cdu ning cao, cai tién chat lugng nhén vién xuat phat tir nhu cau thi trudng va

dinh hudng chién luge ciia cong ty. Co s& cho viéc xdc dinh cdc nhu cau ning cao

chat lugng nhan vién cu thé nhu sau:

- Céc diém yéu nhan dang qua qud trinh d4nh gia thuc trang. Pay 1a cdc van dé ¢6
thé gy ra nhitng hdu qua ¢ nhitng muc d6 khac nhau duoc nhan dang trong va
sau qué trinh danh gia.

- Céc diém quan trong duoc thiét 1ap qua qud trinh xdy dung trong sb (mirc do
quan trong).

Két qua danh gid thyc trang nang lyc by phan van hanh va bao dudng bdc 10 hai

nhuoc diém chinh:

- [1] C6 nhiéu nhan vién khong dat yéu cau & hau hét cdc tiéu chuan phu, nhu cau
trudc mat can cé bién phdp nhanh chéng gitip cdc nhan vién dudi trung binh
nang cao nang lyc, thu hep khoang céch vai cac nhén vién khéc.

- [2] Chat lugng nhan vién nhin tong thé khéng cao va khong dong déu, can c6
bién phdp cai thién nang lyc toan dién va d@)ng bo cho bo phéan

Bang cich st dung ma tran xép hang, cin c& vio muc do quan trong ciia cdc tiéu

chuan va xét nhiing diém yéu nhan dang sau qua trinh ddnh gia (s luong nhan vién

khong dat yéu cau va diém trung binh cic tiéu chuan) & phan trude da chi ra nhém
cdc tiéu chuan can c6 bién phéap khéc phuc sap xép theo thtr ty vu tién giam dan nhu
sau:

Nhém 1: tiéu chuén hd tro va dic biét (thudc tiéu chuan nang lyc)

Nhém 2: tiéu chuan hiéu qua (thudc tiéu chuan két qua lam viéc)

Nhém 3: tiéu chuan hop tic (thudc tiéu chuan thai do 1am viéc)



Nhém 4: tiéu chuan chat luong (thudc tiéu chuan két qua lam viéc), tiéu chuan
chuyén mon (thudc tiéu chuan nang lyc) va tiéu chuén trach nhiém (thudc tiéu
chuén thai d6 1am viéc)

Nhém 5: tiéu chuan téng quét (thudc tieu chuan nang luc)

Nhém 6: tiéu chuan chu dong (thudc tiéu chuan théi do 1am viéc)

Nhém 7: tiéu chuan ky luat (thudc tiéu chuan thai d6 1am viéc) va tiéu chuan khoi
luong (thudce tiéu chuan két qua cong viéc)

Nhém 8: tiéu chuan nhiét tinh (thudc tiéu chuan thdi do 1am viéc)Nhém 1: cdc tiéu

chuan hd tro va dic biét (thudc tiéu chuan nang lyc)
5.3 Thiét 1ap cdc muc tiéu cai tién

Muc tiéu thyc hién dua trén co sé cdc nhu cau hinh thanh sau qué trinh danh gid
thuc trang cua cdng ty. Cdc muc tiéu chia ra lam hai mirc: ngan han va dai han.

Cdc muc tiéu phai duoc xay dung, xem xét cap nhat mot cich c6 hé thdng va can c6
Sur cam két tir cdc lanh dao cao cép thuong xuyén. Yéu cau dat ra cho cac muc tiéu
la phai: cu thé, kha thi, do luong dugc.

Tu nhitng nhu cAu nhan dang duogc, cong ty xac dinh nhitng muc ti€u cho bo phén
nhu sau:

Trong ngan han:

1. Muc tiéu ngan han (NH 1): Giam 100% s6 lwong nhan vién c6 diém dénh gid
duéi trung binh (50/100 diém) ¢ céc tiéu chuan ddnh gid vé nang lyc hd tro,
nang luc ddc biét, trong cdc bo phan van hanh, bao dudng co khi, bdo dudng
dién va an toan & tat ca 3 cdp giam sat, k§ thudt vién chinh va k§y thuat vién
(bao gém cic trg 1y, nhan vién tap sy) tinh dén ky ddnh gid cubi nim 2004.

2. Muc tiéu ngan han (NH 2): Giam 50% s6 lwong nhén vién c6 diém danh gid
duéi trung binh (50/100 diém) ¢ céc tiéu chuan hop tdc, trach nhiém, tong
qudt, chu dong, nhiét tinh, tinh cho dén ky danh gia cudi nam 2004.

Trong dai han:
1. Muc tiéu dai han (DH 1): Giam s6 luong nhan vién c6 diém danh gia dudi

mirc trung binh (50/100 diém) & tat ca cic tidu chuan danh gid. Mirc giam Ia



khong con nhan vién dudi diém trung binh. Thoi han thyc hién 1a hai ndm
(tinh dén cudi nam 2005).

2. Muc tiéu dai han (DH 2): Tang chat lugng ctia bo phan 1én muc 75/100 diém
danh gid cta céc tidu chuan. Chuong trinh thuc hién trong hai nim (dén cudi

nam 2005).
5.4 Luwa chon cac bién phap

Cic bién phdp ning cao chat lugng nhan vién thuong duoc dp dung bao gdm: céc

chuong trinh huén luyén dao tao va cdc bién phép to chirc cong viéc, cdc bién phap

kich thich d6i ngii nhan vién. Trong mot sb trudng hop, khong loai trir bién phép

tuyén dyng méi nham bo sung cho nhu ciu gia ting ddi ngii nhan vién ca vé sb

lugng 1an chét luong hodc thay thé cac nhan vién khdng con thich hop véi nhu cau

cu thé va cdc chuong trinh nang cao chat luong va nang luc.

Co s& dé lua chon cdc bién phdp nay la cdc muc ti€u da lgya chon tir budc trén, c6

xem xét tinh kha thi cua cac chuong trinh.

Cic bién phdp can phai thoa cic yéu cau sau:

» (6 thé gidp dat dugc cdc muc tiéu dat ra

= [a bién phdp mang lai hiéu qua cao

Cic bién phdp pho bién gom c6: Tuyén dung, thay thé (tir ngudn ndi bo, tir cic cong

ty khac hoac tur cc truong), huén luyén, dao tao (tai noi lam vi¢c, Tai cdc truong,

trung tAm trong nudc hodc ngoai nudc), cic bién phdp td chic, hinh thic kich thich

d6ng vién. Uu nhuoc diém ciia cdc bién phdp dugc cho trong bang dudi ddy (bang

5.1)

Trong s céc bién phdp da néu, bién phdp huin luyén, dao tao dugc cong ty uu tién

Iira chon cé trong dai han va ngan han vi nhitng wu diém sau day:

- La phuong phdp ning cao ning lyc (ky ning, kinh nghiém va kién thirc) can
ban, bao dam.

- Dao tao 1a mét trong nhitng hinh thirc thu hit va huy dong nhan vién tham gia
vao cdc hoat dong cai tién ctia cong ty.

- Mang lai lgi ich cho cong ty va cho nhan vién.



- Pép tng dugc cdc yéu cau trong ngan han va dai han.

Noi dung chuong trinh huén luyén dao tao sé dugc chi trong dinh hudng theo cong
viéc, bao gom: Kién thirc va k¥ ning cong viéc can thiét, an toan lao dong, k¥ ning
giao tiép, 1am viéc ddng doi, ngoai ngir... Piéu nay gidp cho nhin vién bd phan van
hanh va bao dudng ctia cong ty dé thich nghi va ludn c6 thé nhanh chéng dép tng
cdc cong viéc da dang tir don gian dén phirc tap tai cic gian khoan, gian khai thic,
gian cong nghé trung tim, tau dich vy, tau FPSO... Pic biét, d6i v6i nhan vién van
hanh va bao dudng cta cong ty, do tinh chat thuong xuyén lam viéc trong méi
truong ¢6 nhiéu rii ro, cic chuong trinh dio tao ky thuét an toan lao dong khéng chi
1a diéu bt budc, ma con ddi hoi duge chirng nhan tr cic td chirc dao tao c6 uy tin

trong nganh.
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Thi | Bién phéap Chi tiét Nhuoc diém chi yéu Uu diém chu yéu

tu

1 | Tuyén dung, thay thé Tir nguon ndi bd Khong san c6 nguon thay thé Thay doi can ban
Tir cdc cong ty khdc | Khé khin trong viée lya chon ngudn | Khai thic duge nhirng nhén vién nhiéu kinh

thich hop nghiém

Tir céc trudng, trung | Thiéu kinh nghiém nghé nghiép va cong | C6 dugc nhitng nhin vién méi, nang nd.
tam dao tao viéc

2 | Huén luyén, Pao tao Nudc ngoai Phi tn cao Pam bao chat lwong ngang tam khu vuc
Tai noi lam viéc Khong c6 thoi gian va dia diém thich hop | Khai thic cdc diém manh dang c6
Tai céc truong, trung | Ton nhiéu thoi gian Kién thirc, K§ ning Cin ban
tdm

3 | Céc bién phép to chitc | Nhém chat luong Khé t6 chirc thyc hién hiéu qua Xay dung 18 16i lam viéc tap thé hiéu qua
Séap xép, luan chuyén | Khong phai moi cong viéc, chirc danh | Nhan vién van ning hon
cong viéc déu c6 thé dp dung

4 | Cic hinh thic kich | Phic lgi Két qua khong that 16 rang Dé 4p dung

thich dong vién

Khen thuéng D& giy phan tic dung néu khong hop 1y C6 hi€u qua nhanh




5.5 Xay dung chwong trinh hanh dong

Cic chuong trinh nang cao chat lugng ning luc nhén vién 1a budc cu thé
héa cic bién phdp da lya chon nham dap ung cic muc tiéu da dat ra dua
theo két qua khao sat, ddnh gid thyc trang nang lyc. Nhan vién duoc huin
luyén vé céch thic 1am viéc, cach thie phdi hop thuc hién cong viéc theo
nhém, d6i, cich thirc tham gia vao viéc ra quyét dinh va giai quyét van
dé... bén canh cdc chuong trinh hanh d6ng cin ban nham cai tién, ning cao
chét luong chuyén mén, nghiép vu. Ngoai ra, con ¢6 céc chuwong trinh hoat
dong, huan luyén nham ning cao cdc yéu td tinh than, thai do 1am viéc cua
nhan vién. Trong cung c4p dich vu van hanh va bao dudng, khai thic dau
thd va khi dong hanh cua cong ty, mic do giao tiép giita nhan vién vén
hanh va bao dudng va khich hang khong cao do nhing rang budc vé khong
gian va thoi gian nén cich thirc giao tiép, phuc vu va lam vira 1ong khéach
hang khong duoc ddnh gid cao. Tuy nhién, cdc yéu td thdi do, dong co lam
viée, cdc k¥ nang lam viéc dong doi, k¥ ning truyén thong, giao tiép cd
nhan van déng vai trd quan trong va doi héi nhitng chuong trinh hanh dong
thich hop va hiéu qua dé nang cao va cai thién céc yéu t6 nay.

Céc chuong trinh hanh dong can phai ddp g céc yéu cau sau:

- Chuong trinh thyc hién phu hgp véi cdc muc ti€u tuong trng

- Chuong trinh kha thi (va khong anh huéng dén hoat dong cua b phén)
Viéc xdy dyng chwong trinh hanh dong, bao gdm xdy dung céc chuong
trinh ngan han va cdc chuong trinh dai han

* Chuong trinh ngan han :

Chuong trinh ngin han dugc xdy dung dya trén cdc muyc tiéu ngan han.
Chuong trinh ngin han cua cong ty nham dam bao cdc muyc tiéu ngin han
twong ung nhu dudi day

Muc tiéu NH 1: giam sé luong nhan vién khong dat yéu cau & cdc tiéu
chuan ddnh gia vé nang lyc hd tro, ning luc dic biét.

Bién phdp ap dung: Dao tao tai chd, dao tao trong nudc va dao tao nudc

ngoai.



Noi dung chuong trinh:

+ Ti€u chuan nang lyc dac biét

Chuong trinh NH 11: huén luyén 100% nhan vién céc kién thic
cin ban vé an toan, so cap ciru va sir dung cdc phuong tién ciru hd
trén bién.

Chuong trinh NH 12: huan luyén (va cip gidy chting nhan) phong
chédy chita chdy 100% nhén vién boi cdc don vi, to chirc ¢6 chic
nang va thim quyén ké ca trong hodc ngoai nudc.

Chuong trinh NH 13: huan luyén 100% céc gidm sit vé quan 1y
cic tinh hudéng khan cdp (MOME — Management of Major
Emergencies), Phan tich an toan trong cong viéc (JSA — Job Safety

Anlysis)

D61 tugng chung cho cic chuong trinh: nhan vién cac by phan, riéng

chuong trinh NH 13 chi 4p dung cho cdc gidm sét.

+ Tiéu chuan nang luc hd tro:

Chuong trinh NH 14: bao dam 100% nhan vién dat chung chi
ngoai ngit cAp d6 B qudc gia, 100% gidm st dat chimg chi C qubc
gia hodc cao hon dé thé giao tiép hiéu qua trong ndi bd (véi cdc
nhan vién ngudi nude ngoai, chu yéu 1a tiéng Anh).

Chuong trinh NH 15: bao dam 100% céc giam sat dat ching chi vi
tinh cap d6 A qudc gia.

Muc tiéu NH 2: giam sé luong nhan vién khong dat yéu cau & cic tiéu

chuan danh gid vé nang lyc tong quat , nang luc chuyén mon, thai do chu

dong, trach nhiém, hgp tic, nhiét tinh, hi¢u qua lam viéc, khdi lugng cong

viéc hoan thanh.

+ Céc y€u cau ve tieu chuan nang lyc tong quét:

Chuong trinh NH 21: bao ddm 100% nhan vién mdi va cdc trg ly
ky thuat vién dugc dao tao cdc quy trinh 1am viéc, hé thong céc

gidy phép lam viéc (Permit to Work).



e Chuong trinh NH 22: bao dam 50% gidm sat duoc huan luyén vé
ky nang quan ly rui ro.

+ Céc yéu cau vé tiéu chuan nang lyc chuyén mon:

e Chuong trinh NH 23: bdo dam 100% nhan vién dugc dao tao cac
quy trinh c6ng nghé va thiét bi phd bién trén céc gian khai thic.
(Danh muc tdi thiéu cdc hé théng cong nghé va thiét bi xem phu
luc 8)

+ Céc yéu cau vé tiéu chudn hiéu qua 1am viéc va khdi luong cong viée
thuc hién:

e Chuong trinh NH 24: Chuong trinh TRIR giam ty 1é sd lugng céc
tai nan trén sb gio 1am viéc (s6 tai nan/ 1 tridu gid 1am viéc). Muc
tiéu trong nam 2004 dugc dat ra la <2,5 tai nan/ 1 triu gio lam
viéc.

e Chuong trinh NH 25: chuong trinh Zero lost time injury nham
giam sd luong cdc sy cb, tai nan gy mat thoi gian, muc tiéu 13
giam han s6 tai nan su ¢d loai niy bang khong trong nim 2004.

+ Céc yéu ciu vé tiéu chuén thai dd chua dong, trdch nhiém, hop téc,
nhiét tinh

e Chuong trinh NH 26: tiép cén vian héa, dugc cong ty thuc hién
béng cdch to chirc céc hoat dong, céac budi sinh hoat, giao luu tap
thé ...

e Chuong trinh NH 27: X4y dung hé thong danh gid va khen thuong

Cong ty dp dung hai hé thdng khen thudng chu yéu:

Khen thuéng do thanh tich trong cong viéc, thong qua hé théng dénh gid
dinh ky (hodc do cac thanh tich dac biét)

Khen thuong do déng gép trong dam bao an toan va hé thdng khuyén
khich hoat dong an toan (céc giai thuong an toan hang thing thong qua

céc giai phédp an toan c6 hi¢u qua).

* Chuong trinh dai han



Chuong trinh dai han nham bao dam céc muc ti€u dai han, bao gém cac

chuong trinh huan luyén, dao tao nhim nang cao ning lyc nhin vién;

chuong trinh xdy dung hé thong danh gid va khen thudng va cic chuong
trinh khac.

Céc chuong trinh phuc vu muc tiéu dai han phuc vu téng hop cho hai muc

tiéu dai han. Trong d6, muc ti€u dai han DH 1 1a su ké tuc va duy tri cac

muc tiéu NH 1 va NH 2, cic chuong trinh huan luyén va dio tao ngan han

phuc vu cho 2 muc tiéu nay s& dugc dinh ky t6 chic lai véi noi dung va ddi

tuong dugc cap nhat qua chuong trinh CBTA (Competency Based Training

Assessment)

- Noi dung dao tao dua theo cdc yéu cau dit ra trong cdc bang mé ta cong
viéc va tiéu chuan cong viéc cho timg chic danh trong ting bo phén.

- Thanh phﬁn duoc dao tao 12 At ca nhan vién sau: nhan vién dugc bd
sung cho cic chirc danh cao hon, nhin vién can ning cao ning luc cho
cong viéc hién tai, cdc nhan vién mai (do tuyén dung hoac do thay ddi
cong viéc). C4c nhan vién nay sé trai qua ky danh gid phan tich nhu cau
d20 tao nham chon loc cdc ndi dung can do tao cho tung ddi tuong.

- Hinh thtc dao tao: st dung cac hinh thirc kém cdp tai noi lam viéc, dao
tao tap trung.

Ngoai ra, d& bao dam cdc muc tiéu dai han con c¢6 cdc chuong trinh sau:

= Chuong trinh luan chuyén cong viéc:

Chuong trinh nay 1a sy phdi hop gitra hai bién phdp: bién phdp vé to chirc

va bién phdp dao tao, kém cdp tai noi lam viéc. Cé cac hinh thirc luan

chuyén cong viéc nhu sau:

- luén chuyén noi lam viéc

- luan chuyén ca lam viéc

- luan chuyén cong viéc

Do tinh chat cong viéc yéu cau cao vé mirc d6 an toan nén khong phai moi

vi tri va chtic danh déu c6 thé dp dung theo chuong trinh nay. Tuy nhién,

cdc nhan vién bdo dudng va van hanh ké ca cdc nhan vién an toan, déu c6



thé thay ddi noi 1am viéc tir gian nay sang gian khdc (ludn chuyén noi 1am
viéc). Mt khéc, nho vao dic diém ung véi tung vi tri ludn ¢ 2 nhan vién
lam viéc ddi ca nhau, vé nguyén tic cting dam bao cong viéc nhu nhau
nhung di khic ca nhau, nén c6 thé thay doi tir ca ny sang ca khac. Céch
thong thuong la duoc bd trf 1éch ca nhau (luan chuyén ca lam viéc). Diéu
nay gitip moi ngudi ¢6 diéu kién 1am viée, tiép xidc vi moi ngudi khéc, qua
d6 c6 thé trao dbi kinh nghiém 13n nhau cling nhu c6 thé xay dung quan hé
ddng doi chat ché hon. Ngoai ra hinh thirc luan chuyén cong viéc 4p dung
cho cic vi tri ¢6 yéu cau cin ban giéng nhau nhu bao dudng co khi véi van
hanh thiét bi nang chuyén, bao dudng dién véi van hanh thiét bi cong
nghé...
Chuong trinh luén chuyén ca lam viéc dugc cong ty 4p dung cho moi chiic
danh cong viéc trén gian mot cdch thudng xuyén, sip xép theo ting quy
nham gidp cho nhan vién chu dong trong viéc két hop sap xép cong viéc cd
nhan va cong vi¢c coOng ty.
Chuong trinh luén chuyén céng viéc dugc cong ty dp dung khong thuong
xuyén, danh cho moi vi tri, dac bi¢t danh cho cic nhan vién méi két hop
chuong trinh k&m cip, hudng din tai chd. S6 lugng nhan vién theo chuong
trinh nay khéng ché & muc t6i da 2 nhan vién dudi hinh thic céc tro 1y k§
thuat vién.
» Céc chuong trinh bao dam hi¢u qua cong viéc:
Ngoai cdc tiéu chudn khéi luong cong viéc hoan thanh va chat lugng cong
viéc thuc hién, tiéu chuén hiéu qua cong viéc xét ¢ gbc do an toan duogc bao
dam boi cic chuong trinh hoat dong sau:
- Chuong trinh TRIR: 1a sy tiép tuc cta chuong trinh NH 24 nham giam
ty 1€ ) lwong céc tai nan trén ) gi0 lam viéc (sé tai nan/ 1 triéu gio lam
viéc). Muc ti€u trong ndm 2004 dugc dat ra 1a <2,5 tai nan/ 1 triéu gio

lam viéc.



- Chuong trinh Zero lost time injury, 12 sy tiép tuc cta chwong trinh NH
25: giam s lwong cdc sy ¢d, tai nan gdy mét thoi gian, muc tiéu 1a giam
han s6 tai nan sy c6 loai nay bang khong trong nam 2004.

= Xay dung hé thong danh gia va khen thudng (tiép tuc chuong trinh NH
27)

Viéc danh gi tot va khen thuong s& gidp nhan vién nd Iyc cao hon va hoc

hoi nhanh hon, ddng thoi viée xay dung hé thong ddnh gid va khen thuong

cling gitip cho cong ty nhan ra nhitng viéc 1am tét, can khuyén khich trong
nhan vién va gitip cho nhan vién nd lyc va hing hai hon trong cong viéc.

D6 ciing 12 mot yéu td quan trong cho viéc nang cao va cai thién yéu td théi

do lam viéc cua nhanvién.

Cong ty dp dung hai hé thdng khen thudng chu yéu:

- Khen thudng do thanh tich trong cong viéc, thong qua hé théng dénh gid
dinh ky (hodc do cac thanh tich dac biét)

- Khen thuéng do déng gp trong dam bao an toan va hé thong khuyén
khich hoat dong an toan (cdc giai thuong an toan hang thang thong qua
céc giai phép an toan c6 hiéu qua).

= Chuong trinh tiép cin vin héa (tiép tuc chuong trinh NH 26)
Vén dé giao tiép voi nhitng nén vin héa khic nhau duge cong ty tiép can
xem xét than trong. Céc van dé giao tiép hang ngay, cic hinh thic giao tiép
bang ctr chi, ngdn ngit co thé c6 thé mang nhiéu y nghia khac nhau va c6
thé ¢6 nhitng tic dong hoan toan khéc biét nhau giita cdc qudc gia, dan toc
va cdc nén van héa khic nhau. Vi vay, tit ca nhiing khic biét nay déu nén
duoc nghién ciru va gidi thidu rong rdi trong toan thé nhan vién (vi tinh chét
da quéc gia cua by phan), nham tao su hiéu biét 13n nhau (trdnh nhirng bét
ddng ddng tiéc).

Chuong trinh tiép cin cdc nén vin héa khéc nhau duge cong ty thuc hién

bang céch to chitc cdc budi sinh hoat, giao luu va gidi thiéu cic dic diém

trong théi quen, phong tuc va tdp quan cua cic nudc. Dac bi€t cong ty chu

trong gidi thiéu nhirg diém cin ban trong giao tiép hang ngay, nhat 1a cia



Viét nam trong toan cong ty. Cong ty s& phdi hop véi cdc khach hang nham
thuc hién chuong trinh ngay hoi gidi thiéu vin héa Viét nam, dy kién to
chuc trong 3 thang dau nam 2004, cho tit ca nhan vién ngay tai noi lam
viéc.

Qua cédc chuong trinh hoat dong nay muc ti€u ctua cong ty la gidm bo nhitng
khéc biét trong sinh hoat va quan hé lam viéc cia nhan trong cdng ty, qua
d6 cai thién cac diém yéu kém trong danh gid ¢ cdc tiéu chuan vé thdi do
lam viéc nhu ti€u chuin hop tac va chu dong...

Duéi ddy gi6i thiéu ndi dung cdc khod huén luyén, ciing cdc chwong trinh

khéc.
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Noi dung chwong trinh huin luyén, dao tao ciia cong ty

Tén chuong trinh
huan Iluyén, dao
tao

Muc ti€u

Noi dung chuong trinh

Dbi tuong

Hinh thic huin luyén, dao
tao

Phuc vy muc ti€u ngan han

Chuong trinh huan
luyén vé an toan,
so cip ciu va sir
dung céc phuong

100% nhan vién duoc
cap nhat cic kién thiic
can ban

KY¥ thuat an toan can ban
So cép ctu

Str dung thuyén ciru sinh,
cand cuu hd

Nhéan vién cic bd phan
van hanh, bao dudng
co, dién va nhan vién
an toan tlr gidm sat dén

bao tao tap trung, moi
chuyén gia trong va ngoai
nudc (Trung tdm dao tao
ngudn nhan lyc dau khi —

tiép catu ho trén St dung thuyén di tan | c4c k¥ thuat vién Vi¢t nam, Trung tam
bién (Free fall Life boat) RiskTec - Australia)
Chuong trinh huan | 100% nhan vién dugc Ky thuat phong chong chdy | Nhan vién cdc bo phan | Pao tao tip trung, moi

luyén phong chay
chira chdy

dao tao va cap giay
chimg nhin tor cic co
quan c¢6 du chic nang

nd bang cac phuong tién ca
nhan
Phong chong chdy no bang

van hanh, bao dudng
co, dién va nhan vién
an toan tur gidm sat dén

chuyén gia trong va ngoai
nudc (Trung tdm dao tao
nguon nhan lyc dau khi -

va tham quyén cic hé thong chi yéu | cdc k¥ thuat vién Vi¢t nam, Trung tam
(Hydrant, Hose reel, RiskTec, Australia)
Foam...) trén cdc gian
khoan, khai thac, cong
nghe trung tam..
Chuong trinh huan | 100% gidm sit va cic Kiém sodt céc t1nh hubng | Cdc gidm sat, cic ky | Pao tao tdp trung, moi

luyén giam sat ky thuat vién an toan khin cidp (MOME - | thuét vién chinh cdc bo | chuyén gia trong va ngoai
duogc cap nhat céc kién Management Of Major | phén, toan by gidm sit | nudc (Trung tdm dao tao
thirc can ban Emergencies) va k¥ thuat vién an | ngudén nhan lyc dau khi —
Quan 1y rui ro (Risk | toan Viét nam, Trung tam
Management) RiskTec, Australia)

Chuong trinh huan

100% nhan vién nam ro

Hé thong cic gidy phép

Nhan vién mdi va cac

Tai noi lam viéc (huéng dan




luyén, dao tao vé
cdc quy trinh lam
viéc, hé thong cic
gidy phép lam viéc
(Permit to Work)

cac yéu cau va cic quy
trinh, thu tuc lam viéc
dac biét

lam viéc (Permit to Work)

- Ky thuat, quy trinh, thu tuc

cich ly, 0 13p hé thong va
thiét b1 (Isolation/ Lock
out — tag out procedure)

tro 1y k¥ thuat vién, céc
nhin vién cii chua c6
chirng nhan

bdi cong ty me)

Chuong trinh huan
luyén ngoai ngit

100% nhan vién cé
chimg chi ngoai ngit
cip d6 B, 50% c6
ching chi C hoac cao
hon

- Anh van, luyén nghe néi
- Anh van chuyén nganh (k¥

thuat, Dau khi, cong nghé,
an toan, mdi truong...)

C4c nhan vién c6 yéu
cau

Tap trung cho cdc nhan vién
khong dat yéu cau va/ hoic
chua c6 chimg nhan (Trung
tam ngoai ngtr Apollo)

Phuc vu muc tiéu dai han

Chuong trinh
DPénh gid nhu cau
huan luyén (CBTA
- Competency
Based Training
Assessment)

Nang cao kién thirc, ky
nang trong linh vuc
chuyén mon

Dua theo céc bang moé ta cong
viéc va tiéu chudn cong viéc,
vi du cidc ndi dung sau day:
cdc mdy phdt xoay chiéu va
mot chiéu cong suat 10n; cic
tudc bin ding nhién liéu 13 khi
(d6ng hanh), cdc mdy nén khi,
cic mdy bom, cdc thiét bi
ning chuyén (cdn cau thuiy
luc, can céu dién...), cdc van
xa ty dong, van an toan, cic
thiét bi an toan, ctru hd, phong
chdy chita chdy...

Nhéan vién cdc bd phan
& céc cap, xdc dinh qua
danh gid nang lyc dinh
ky

- Dao tao tap trung boi cac

chuyén gia dén tu cic
nha cung cap.

- Huéng dan kém cip

trong cong viéc

- Luén chuyén cong viéc

Cé4c chuong trinh
nang cao hiéu qua
an toan trong cong
viéc

Muc tiéu

Noi dung

Déi tuong

Hinh thic huan luyén, dao
tao




Chuong trinh
“Zero lost time
injury”

Khoéng c6 tai nan giy
anh hudng thoi gian
lam viéc

Kiém sodt cic chat khong
an toan/ doc hai (COHS -
Control of Hazardous
Substances)

Str dung thiét bi do tim khi
o 11 (Gas detector)

bao tao tap trung boi céic
chuyén gia dén tir céc
nha cung cap.

Huéng dan kém cip
trong cong viéc

Chuong trinh giam
ty 1€ cic su )
TRIR (Total
Recordable
Incident Rate)

<2,5 sy cod /trieu gio
lam viéc

Phan tich an toan trong
cong viec (JSA - Job
Safety Analysis))

Diéu tra nghién clru cic sy
¢ (Incident Investigation)

bao tao tap trung boi céic
chuyén gia dén tir céc
nha cung cap.

Huéng dan kém cip
trong cong viéc




6 Chuwong VI: Két luin, kién nghi
6.1 Kétluan

6.1.1 Tém luoc

Chat luong san pham va dich vy phu thudc chit luong con ngudi — yéu t6 quan
trong nhat trong cédc yéu td hinh thanh nén chat luong san pham. Vi vay, chat lugng
con ngudi ludn duge cdc to chirc quan tim va dau tu ding muc. Pé danh gid chat
lugng nhan vién, dé tai tién hanh lya chon va dé nghi bd tiéu chuan gdm 3 nhém
tiéu chuén: Nang lyc lam vi¢c, thai d§ lam viéc va két qua cdng viéc. Theo d6, nhan
vién dat yéu cau chat lugng 1a nhan vién trudc hét phai ddp Gng nhitng tiéu chuan
yéu cau nhat dinh vé ning lyc, c6 thé xem Ia tiéu chuan vé sy phit hop. Véi nhiing
nhan vién da ddp tng nhirg yéu cau nhat dinh vé nang lyuc, yéu cau tha hai (nhém
tiéu chuan thu hai — tiéu chuan vé két qua 1am viéc cudi ciing) 1a két qua lam viéc
phai dat mirc yéu cau ctia cong ty, dong thoi ciing 1a mong mudn cua khach hang.
Nhém tiéu chuén thir ba duge dé nghi 12 nhém tiéu chuan thai d6 lam viéc, trong do
y thirc c4 nhan va cdc mdi quan hé 1am viéc dugc dua ra xem xét va can nhic trong
qud trinh dénh gid chat lvong nhan vién.

Dbi voi nhan vién bo phan van hanh va bao dudng ciia cong ty, dé tai da két hop sir
dung y kién chuyén gia (12 cdc nha chuyén mon c6 kinh nghiém va gan b6 véi hoat
dong trong nganh tir trong cong ty va cdc khach hang chu yéu) véi phuong phap
Qua trinh phan tich tht bac (Analytic Hierarchy Process — AHP), nham lugng héa
mirc d6 quan trong cia timg tiéu chuan phy trong 3 nhém tiéu chuan chinh, thé hién
bang trong s cua céc tiéu chuan d6 khi tinh todn, d4nh gia nhan vién. Céc trong sb
(mirc d6 quan trong) nay 1am co s& cho cong ty phan cap thir bac wu tién trong qué
trinh ra quyét dinh lya chon bién phdp va chwong trinh khic phuc, ning cao cht
lwong nhan vién.

Phan cudi cling, trudc khi dé& nghi 4p dung chinh thirc mé hinh ciu tric cic tiéu
chuan danh gid da xdy dung, dé tai ciing tién hanh ddnh gid chat lwong nhan vién
cua by phan bao dudng dua theo md hinh méi, xay dung cdc chuong trinh hanh

dong nham khac phuc va nang cao chat lugng nhan vién trong bo phan.



6.1.2 Nhéan xét

Qud trinh tinh todn trong s6 cho céc tiéu chi, qua cdc két qua nhan duoc, ching toi
c6 nhitng nhan xét nhu sau:

Nhém yéu t6 két qua thyc hién cong viéc dugc dénh gid ngang bang va cé phan
quan trong hon nhém yéu té ning lyc va hon han nhém yéu t6 thai do lam viéc.
Chénh léch vé mic do quan trong nay 1én dén 1,2 = 1,35 lan (0,339 /0,281 >
0,380 /0,281).

Trong nhém yéu t6 két qua cong viéc, chat luong va hidu qua duge xem 12 nhu
nhau, va quan trong hon tiéu chuan khéi lugng cong viéc hoan thanh ~ 0.380
/0,243 =1,5 lan. Chiing tdi cho rang két qua nay Ia rat dic biét, can luu tim trong
viéc hoach dinh ké hoach 1am viéc (cdc ké hoach bao tri cua bod phan bdo dudng,
céc cong viéc hang ngay cua bd phan van hanh).

Piém can luu y khéc 1a cong viéc ctia by phan van hanh va bao tri doi hdi sy hop
tac va y thtrc ky luat nhiéu hon 12 sy nhié¢t tinh va tinh cha dong, thé hién qua trong
sO twong ng cua ching.. Chiing toi cho rang ddy 1a diém dic biét thé hién tam quan
trong ciia hoat dong dong doi trong diéu kién va moi trudng 1am viéc nhidu nguy
hiém va rui ro, khi cdc tinh huéng xau dé dang vuot khoi tam kiém sodt cua con
ngudi dé trd thanh tham hoa cta tap thé, cd nhan va méi truong.

6.1.3 Gidi han dp dung va huéng mé rong dé tai

Cic két luan va nhan xét néi trén dya vao két qua nghién ciru bo phan van hanh va
bdo dudng ctia cong ty nén chi gidi han dp dung trong by phdn ma thdi. Tuy nhién
v6i cling cdu tric va phuong phdp tién hanh nhu trén ta c6 thé van dung cho cic bo
phan khdc, luu ¥ rang trong s6 (miic dd quan trong) ciia cic tiéu chuan giira céc bo

phan khic nhau v& nguyén tic 1a s& khac nhau nén phai duoc xay dung riéng.
6.2 Kién nghi
6.2.1 Ddi véi cong ty

D¢ céc bién phap va chuong trinh ning cao chat lugng nhan vién mang lai hi€u qua,

can phai c6 sy tham gia ciia nhi€u ngudi va cam ket tir phia 1anh dao cta cong ty.



Sau ddy 1a mot vai dé xuat, kién nghi nham gidp danh gid sét thuc trang dé c6 thé
xay dung, diéu chinh cdc bién phép va chuong trinh hanh dong hiéu qua.

Dbi voi cong tic danh gia:

Viéc danh gid nhin vién vé nguyén tic 12 mot qud trinh thuong xuyén va lién tuc,
nhat quan va hé thdng. Trong thuc té ¢ thé thuc hién dinh ky vao nhitng thoi diém
nhat dinh, it nhdt mdi nim mot hodc hai 1an. Chiing t6i dé nghi 4p dung phuong
phap danh gid nhan vién két hop, trong d6 viéc danh gid ciia cdc nhan vién s& dugc
tién hanh vao cudi mdi ca lam viéc ngoai khoi (do ca lam viéc trén gian khoan, gian
khai théc, gian cong nghé trrung tim, cdc tau dich vu... twong d6i dic biét, kéo dai
nhiéu ngay 1am viéc trén bién két hop nhiéu ngay nghi ngoi hoan toan trén bd.) boi
cap trén tryc tiép cua nhdn vién dugc ddnh gid. Diém tong két ddnh gid nén thuc
hién 6 thang mot lan sé& 1a diém trung binh cua cic danh gid, thyuc hién bdi bo phan
nhan sy cia cong ty. O thoi diém két thic du 4n, d& nghi nén c6 sy tham gia dénh
gid tir phia khach hang. Ngoai ra vao ldc bat dau cdc du 4n mdi, nén c6 danh gia tir
bd phan nhan sy cta cong ty va ddi véi cdc du 4n quan trong, ¢ thé moi danh gid tir
bén ngoai. Chi tiét nhu bang dudi day:

Bing Error! No text of specified style in document..19: Lich trinh d4nh gia dé nghi

Nguoi danh gia
Thoi doan dénh giad Cap trén | B phan Khach
tryc tiép | nhan su hang
Cubi mdi ca 1am viéc trén bién X X
Sdu thang mot lan X X X
Bit dau dy 4n X
Két thic dy 4n X X X

D061 voi mo hinh
Nén c6 sy ra sodt, so sanh nham di¢u chinh md hinh va trong sé cdc ti€u chuan

thuong xuyén. Ching toi dé nghi cic trong s6 nén duge xem xét lai mdi 3 nim mot



1an hodc khi ¢6 nhirng diu hiéu cho thdy mo hinh da 13i thoi qua viéc két qua danh
gid khong phit hop véi céc nhan xét, ddnh gid thyc té.

6.2.2 DAi véi dé tai

Pé dam bao chuong trinh ¢6 hiéu qua, ching t6i dé nghi c6 nhitng xem xét nhu sau:
Cic sai s6t trong qud trinh thiét 1ap cdc trong sd c¢6 thé xuat hién qua viéc lua chon
cdc chuyén gia. Viéc Iya chon niy ngoai cdc nguyén nhin khich quan con c6 thé do
céc nguyén nhan chu quan ¢ nguoi lya chon. Céc chuyén gia da lya chon trong qua
trinh xay dung va thiét 1ap céc trong s hién nay mang tinh chi quan cam tinh va
trong diéu kién cua nguoi thuc hién hon 1a dua trén nhiing ti€u chuan khach quan va
nhat qudn nén két qua chic rang s& c6 nhirng han ché nhat dinh. Chiing t6i dé nghi
ban lanh dao nén xdy dung mot danh sich céc chuyén gia can tham khao trén nhiing
o s& cdc tiéu chuan quy dinh nhat quan va hop 1y.

Ngoai ra, trong qud trinh thu thap cic ¥ kién ctia chuyén gia c¢6 thé c6 nhiing sai
1éch rét 16n trong ddnh gid giita cdc chuyén gia v6i nhau. Céc sai 1éch va bat dong
nay c6 thé giam thiéu bang k¥ thuat Delphi, trong d6, ¥ kién cta cdc chuyén gia s&
dugc tham khao nhiéu 1an, (vé nguyén tic cho dén khi sai léch giita nhiing bat dong
1a c6 thé chap nhan dugc), mdi 1an s& kem theo cdc phan hoi téng hop vé ¥ kién
danh gid tong hop cia céc chuyén gia. Diéu nay doi hoi mat nhiéu thoi gian. Véi su
hd tro cia cdc phan mém tinh todn, ta c6 thé tinh todn d6 khong nhat quéan (thong
qua ty s6 nhat quan) va chip nhan & muc cho phép ( véi AHP — phuong phép qud
trinh phan tich thi bac, ty s6 nay <10% hay <0,10).

Trong tinh todn ndy cdc yéu cdu vé ty s nhat quin déu thoa mén nhung viéc thu
thap y kién chi tién hanh duoc mot 1an do gidi han vé thoi gian. Vé 1y thuyét thi dat
yéu cau, nhung vi d4nh gid con nguoi 12 van dé cuc ky quan trong, hon nita moi van
dé khoa hoc déu can phai duoc kiém chimg qua thuc té va theo thoi gian. Két qua
danh gid thuc trang dua theo cau triic va trong sd xdy dung dugc cho két qua phix
hop hon so véi céch dénh gid theo md hinh khéng trong sé trudc ddy. Tuy nhién
ching t6i d& nghi mo hinh can duogc dp dung thir cho mot dy 4n trude khi dua vao

st dung ca bo phan.
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