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Hoach dinh  ngudn

luc (workforce
ng) |& moét thudt

nuong duoc dé

cdp va nghien culu

frong

nhiing n&m gan

day. Vay nd la gi vo

cAch

thdc trién khai

nhu thé nao dé té

chic cua chung ta
dugc phdt trién bén
ving hon”

Khi hoach dinh nguén
nhan luc cd chién luoc
giup doanh nghieép xdac
dinh duoc lyc luong lao
déng cdn dé hoan
thanh muc tiéu va chién
uoc. Trong cudn sdch
nay, chung ta sé cung
nhau tim hiéu:

® Hoach dinh ngudn
nhan lyc la gi?
® Quy trinh thuyc thi
nhu thé nao? Mot sb

vi du dién hinh.
e o \/y cubi cung o
nhting cong cu
dung trong quad
trinh hoach dinh

nguén nhan lyc.
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CHUONGI:
WORKFORCE PLANNING?

Hoach dinh nguE“)n nhan luc
(workforce planning) la dé
dédm bdo doanh nghiép cé
dung nguol vao dung cong
viec vao dung thoi diém
can thiét. Diéu nay cé
nghia la khong thua vo
cting khéng thiéu nhan su.

Workforce planning can cé
“Nang lyc - competencies” -
nhing kién thue, ky nang, kha
ndng va yéu 16 khdc dam bao
viéc thuc hién t&t nhat nhUng cong
viec ma vi tri dé d&m nhan. Thé
nén, workforce planning s& khong
chi dung lal & viéc Tuyén dung
(nhu Recruitment), ma sé |la cdu
chuyén lam sao dé & chic cé da
b6 KSAOs dé hoanh thanh t6t myc
tiéu va chién lugc




Tém lai, hoach dinh ngudn nhan luc gidi quyét cdc
van dé vé nhan sy cda doanh nghiép cho hém nay
va cho tuong lai. Theo Evers (2014), hoach dinh luc
uong lao dong ngay cang tréd nén quan trong Vi
Mot sb Iy do sau:

Thay doi nhén khéu hoc
Luc luong lao déng gia thiéu k§ ndng
theo yéu cau va nghi huu hang loat.

Giam chi phi
Canh tranh toan cdu ngay cang tang
budc cdc céng ty phdi lam viéc thdong
minh hon. Trong khi do, lyc luong lao
déng gid héa & moét lyc luong dét dé
hon — nhung ¢6 thé khéng hiéu quéd hon.

Quan ly nhan tai
Nh&n vién tai ndng tao thanh loi thé
canh franh cho cong ty. Vi vay, xay
dung doi ngl ké thua thay ’rhé nhém
quan Iy va gidm doéc diéu honh cdp cao
gla coOl trong cong ty la diéu can thiét.

/ Tinh linh hoat
BAI canh canh tranh ngay nay doi hoi sy

dol mdi nhanh hon va dot phd hon cua
doi ngl nhan lyc tre, sdng tao.




04 bbn tiéu chi dé do luong hoach dinh ngudn
nhan lyc (workforce planning):

RIGHT SIZE

=]

Low friction
No vacancies
Not overstaffed

RIGHT SHAPE RIGHT COST RIGHT AGILITY
Critical L Agile
competencies Cost efficiency Resilient
Succession Manageable cost Clavible

management




® Myc tiéu vé quy mé xoay quanh di sb luong

nang

Nnguol va dung val tro cong viec.
® Muc tié

éu cOa right shape 1& dé cap nhing
Uc can thiét dé hodan thanh muc fieu,

chién lugc cua doanh nghiép.

® Myc tiéu cla chi phi nh&m thé hién viéc dat
duoc chi phi lao dong toi1 uu.
® Muyc tieu cua sy linh hoat |a cé mot luc luong

ao déng tinh gon, linh hoat va cé thé thich

0ng véi nhu cau thi truong dang thay doi.

Tém lal, viec hoach dinh nguén nhan lyc xoay
quanh viéc dédm béo rE’Jng lyc luong lao dong cua
cong ty cod quy mo, nang lyc, chi phi va sy nhanh
nhen phu hop cho nhu cAu van hanh va phat trién
cia tb chic.




CHU'ONG II: QUY TRINH
HOACH PINH NGUON
NHAN LUC

Vay, lam thé ndo dé hoach dinh nguén nhan
luc? Co nhiéu cdch Tiép can dé hoach dinh
1gudn nhan lyc nhung qud trinh nay thuong
tuong ty nhau. Tuy nhien, fruéc khi di vao quy
trinh, hdy bdt dau véi mdt s6 nguyén téc
huéng dan co ban.

1. Nguyén tdc co bén cia hoach dinh nguén
nhan luc

Ba nguyeén tdc co bAn cia hoach dinh luc luong
lao dong:

® Hoach dinh lyc luong lao dong phu hop
v&i chiéen luoc cua to chuc.

® Hoach dinh nguén nhan luc t6t tuén theo
nguyén téc Pareto 80/20. 80% hiéu qué
dat dugc chi vél 20% cong viéc. Khi hoach
dinh nguén nhan lyc, hdy tGp trung vao
cdc chic ndng chinh cla 16 chic (con
duoc goi la: cdc vai trd quan trong).

® Hoach dinh nguén nhan lyc la hanh dong
chién lugc. Né tap trung vao cdc quyét
dinh chién thuat va chién lvoc va do dé
co trong tGm dai han.




2. Quy trinh hoach nguén nhén lyc

Phan tich dong cong
o viéc tu chién luoc va

muc tiéu cua tO chuc.

Phan tich cong viec

dé |dp duoc bdn md
t& cong viéc va bdn

tieu chudn cong viéc.

e Thiét ké /thiét ké lai
cong viec.

Ddanh gid suc khde -
Nang luc thuc té cio
ngu&“)n nhan luc, ty |
nghi viéc, 1y 1& vang
o Phan tich di liéu — dy mat, doi ngl ké thua...
bdo ngudn nhan lyc.




CHUONG III: Vi DU PIEN HIiNH
VE HOACH PINH NGUON
NHAN LUC

Vi dy vé mét cong ty cé ba dong sén phdm. Ban

gldm doc da dat ra mot so
trén mo1 dong sa
san phdm dang p

1 pham. Mé&

muc fieu doanh thu
- frong nhing dong
NGt trién réat nhanh vo du kién &

tiép tyc t&ng trudng, tfrong khi dong san phdm C -
tung |a sdn phdm chu dgo cua cong ty — dang

giam dan.

Dya trén tiém ndng cia ba dong s@n phédm cla
nam 2018, ching ta dd tao muyc tieu doanh thu

cho n&m tiép theo, 2019.

Product line A B C
Year 2018 2019 2018 2019 2018 2019
Revenue [S18M S$S22M|S16M S38M(S52M S46M
Growth in % 227 238% -10%
Sale staff 5 ? 5 ? 22 ?
Support staff 2 ? 3 ? 24 ?




ohdm khdc.

Nhu ban cé thé thdy, mot sé dong sdn pham
mang lal nhieu lgi nhuan hon nhing dong sdan

Chiung ta khong biét chinh xdc chi phi nhan sy
(ching ta cé thé dé dang tinh todn va thém né

vao mo hinh)

Tuy nhién, néu chi phi nhan sy gita cdc bd phdn

bdng nhau thi dong sén pham B ¢é
so véi dong sén phdm C. Doanh

an vien.

oy )

“ ,.%www%w

ol hon nhiéu

thu trén moi
nhan vién & B la 1,6 tnéu USD chia cho 8 ngual,

tGc |& doanh thu 200.000 doé la cho moi nhan
vien. D6i véi C, day la 113.000 dé la cho mdi
N




Dua trén ty |& phan trdm t8ng trudng, ban cé thé

uéc tinh mic téng trudng cda nhan vién cho maéi bé
ohan. Con s6 chinh xdc rat khé xdc dinh. Tuy nhién,
gid st khong cé sy gia tang dét bién vé doanh s6
bdn hang va hiéu qud hé trg, ban s& phai thué tU 12

dén 18 ngudi cho bd phéan B.

Dya trén thong tin nay, ban ciing sé& biét
san pham C khéng cé khd ndng phat

rang dong
trien. Tren

thyc té, nhing nchl s€ tré nen du thua frong dong
s&n pham C cé thé chuyén sang B — mién 1& ho

ky nadng va kinh nghiém phu hop. Néu k
cé thé dao tao lal ho hodc dé ho ra di.

Nhu vay, thong qua hoach dinh lyc luo
ban phdt hién ra nhiing thdch thic vé

ng lao do

yc luong

co

néng, ban

NgQ,

Ao

déng trong tuong lai. Dya trén théng tin nay, ban
da& cé thé bét dau dao tao lal mot Yo cong nhan &
bd phan C dé lam viéc cho dong s&n pham B. Diéu
nay s& dam bdo su ké thua 16t hon va ban s& cé

ngudi sdn sang khi ban can.




Tat nhién, diéu nay khéng cé nghia 1a b

an bat

dau thué 18 ngudi ngay 1ap téc. Nhitng con sb tding

trudng nay la dy dodn. Tuy nhién, diéu
nghta 1& ban nén dé mét dén céc chi s6 ha
cho sy t&ng trudng nay trong sudt ndm 20
vi du vé chi s6 nay la khdch hang tiém nd
s&n phdm mai.

Néu sb luong khdch hang tiém ndng trong

do co
g dau
19. Mot
ng cua

thang |

nam 2019 tang manh so vai thang 12 nam 2013, thi

dé la dau hiéu tot cho thay ban cén b
tuyén dung ngay dé co nguol theo doi

&t dau
nhUng

<hdch hang tiém ndng méi nay vao thdng 3.

Hien Tou & mot mé hinh rat don glom chi v&I mot
vai yéu té. Chung ta cé thé bao gdm nhiéu théng
tin hon, bao gom doanh thu cda nhdn vién, nhan
thu trén
OdQl, V.V.
ta phuc

V|en chuyen doi dong s&n phdm, doanh
moi nhan vién, cdp chic ndng hodc phdan
Diéu nay s& lam cho mé hinh cia ching
tap hon nhiéu nhung cling hiu ich hon.




CHUONG IV: NHU'NG CONG CU
DUNG TRONG QUA TRINH
HOACH PINH NGUON NHAN LU'C

Phuong phdp phan tich cong viéc
® Questionnaires

nterviews

Diaries

Observation

Ho6i dong chuyén gia

Thiét ké/thiét ké lai céng viéc
Thiét ké/thiét ké lai cong viéc c6 thé co nhiéu hinh
thdc, tuy thuoc vao nhing gi chung ta dong cb gdng
dat duoc trong 16 chic. Ching ta cé thé dung MO
hinh JCM - Job Characteristics. Nhiing cdch tiép cdn
dé thiét ké va thiét ké lai cong viéc:

® Don gidn héa cong viec
M& rong cong viec
Nhém [am viec
Thiét ké céng viéc linh hoat

/
* N

Thiét ké cong viéc cu thé theo yéu cdu clda ndi bd




HR Forecasting
Du bdo nguén nhan lyc xdc dinh cung va cAu udc
tinh cho cdc loal nguén nhan lyc khac nhau trong
t& chic trong mét khoding thai gian tuong lai, dyo
trén phan tich nhu cau trong qud khd var hién tai.
® Phuong phdp du bdo dinh tinh hodc dinh luong
® Dotylé bién déng nhan sy va ty 1& vang mat
® Dya vao duy an xay dung doi ngd ké thua:
khung lugi 9 & gitp 1dp bén dé lyc luong lao
dong cho phép qudn ly tar ndng mot cdch
hieéu qud tal doanh nghiep.

Piéu hda cung céau lao déng trong nudc

Dung Cong cu phan tich so liéu v dua gidi phdp.
® Tinh wuong du lao dong
® Tinh hudng thiéu lao déng




KET LUAN

Muyc tiéu cua viec hoach dinh lyc luong lao dong fe
b6 tri dung ngum vao dung viéc vao ding thai diém

bdng cdch biét
nien tai, [ap ké

khd ndng cua lyc lugng lao dong
noach cho cdc kich bdn trong tuong
ai, xdc dinh luc luong lao déng mong mudn va thyc
hién cdc bude dé sdp xép luc luong lao déng trong
tuong lai véi lyc luong lao déng mong mudn nay.

Hoach dinh ngudn nhan lyc khéng phai 1a diéu ban
1 vao mét budi chiéu muo
n. Day |a mot bai tap phic
ohdi 1ap ké hoach va Tong hOp dd liéeu

cé thé dé dang thyc hié
trong van phong cua min

tap doi hoi
can than.

N

Tuy nhién, khi dugc thyc hién ToT, hoach

dinh nguén nhan luc |l mot cong cu tuyét vol va vo
cung quy gid coé thé giip xay dung loi thé canh
tranh cho t6 chidc cda ban.

V& néu dé 1a mdt trong mdi quan tém to 16
ban — nguoi dang gil vai trd trong phong H
chinh 1& ndi but rit cda doanh nghiép cia ban
trong ’rhm gian vua qua, HRTools sé cung ba
fuc Mo x& cdc cédng cu thuc thi & phan fiép 1
Workforce planning — Céng cu trién khai va thuc thi.

N cuo

R hay

1 tiép

N0 —



LGOI CAM ON

Cé&m on ban d& danh chut thdi gian tham

khdo eBook: "Bat

mi bi mat: Cdc budc

hoach dinh nguén nhan lyc hieu qua nhat",
Mong |la théng qua nhing thong tin dugc
cung cép & trén, ban cé thé nédm r& hon cdc
cdch hoach dinh nguén nhan lyc hieu qud

va mang lai nhiing két

Va HRTools cling xin
thanh déen cdc tac g
nol dung dd chia sé n

qud nhu mong doi.

gul o1 cadm on chan

1A, cac nha sdang ftao

ng klen thic that bd

ich dugc Tong hop trong cudn séch nay.
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