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T6MTAT 
Quy hoach phat trien ngudn nhan luc quan in (NNLQT) !a mdt trong nhung cong cu quan Uî ing de phal 
tnen NNLQT mgt to chuc noi chung. Tap doan Cong nghiep cao su Viet Nam (CNCS\'N) noi n^ng, song 
thyc te hoat dgng nay d lap doan con ton tai nhung han che. bat cap. Nghidn ciiu, dua ra cac giai phap hoan 
thi^n quy hoach phat inen NNLQT lap doan se gop phdn quan trpng phdt trien NNLQT d tap doan nay. Bai 
bao van dung ly luan de danh gia thuc Uang hoat dpng quy hoach nhan lye quan tri (NLQT) ciia ca quan 
quan ly nha nude va tap doan. tir do dua ra nhimg giai phap hoan thien quy hoach phat tnen NNLQT Tap 
doan CNCSVN Uong (hoi gian tdi. 
TirKh6a: Quyho^ch, to chuc bo may. nguon nhan luc quan tii. cd phan hoa. Tap doan cong nghidp Cao su. 

I.MaOAU 

Tap dodn CNCSVN la mdt tap doan kinh td ldn 
cua Nhd nude, cd vai trd quan trgng ddi vdi su phat 
tridn kinh te. xa hdi, an ninh, qudc phdng. Nhung 
nam qua, mac dii da cd nhung nd luc ddi mdi, nang 
cao hi^u qud san xuat, kinh doanh, song ket qua, 
higu qua cdn thap, chua tuong xung vdi nhung 
ngudn lye, tiem nang hi?n cd, dieu dd do nhidu 
nguydn nhan, nhung chu ydu la van de nang luc quan 
tri. NNLQT tuy ddi ddo ve sd luong nhung chdt 
luong cdn han chd, dac biet Id khau quy hoach phdt 
trien ddi ngu nha quan tri . Quy hoach NLQT tap 
dodn la cdng cu quan trgng de tao ngudn nhan luc 
(NNL) chat lugng phuc vu cho cdng tac bd nhiem 
vdo cae vi tri, chuc danh quan tri, trong sd ndy ndng 
cdt Id cdc nhd quan tri cap cao. Mac dii, Nha nude da 
cd nhung quy dinh khd day dii vd quy hoach nhan 
su quan tri tap doan kinh td. cd tidu chuan va quy 
trinh quy hoach cu thd, kha chat che, song nhieu tieu 
chudn can bd qudn tn cdn chung chung; khau ddnh 
gid cdn bd dua vao quy hoach va ti-ach nhiem ddnh 
gid NLQT cdn bdc Id nhung ban chd, dd la do cae 
quy dinh cdn chung chung. chua chi tiet, cu the va 
cdn nhidu Id hdng dd phdt sinh cho vide hinh thdnh 
lgi ich nhdm; quy trinh quy hoach con nhidu cdp; 
trdch nhiem cd nhan va tap tlie trong quy hoach cdn 
chua rd rdng, cu the, chat che. Do vay, rdt cdn phdi 
cd danh gia dung dan cdng tac quy hoach NLQT va 
cd giai phdp khoa hpc, thyc tidn dd hoan thien cdng 
tac quy hoach NLQT Tdp doan CNCSVN, day la yeu 
td quan trong dam bdo chat lugng NLQT trong giai 
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doan hidn tai vd tuong lai, nang cao chat lugng bd 
nhiem, su dung NLQT, qua dd nang cao hi^u qua 
hoat ddng quan tri va kinh doanh Tap dodn 
CNCSVN. 

Z. KHAI QUAT VE TAP flOAAl COIUB NGHIEP CAO SU VIET NAM 

Tap doan CNCSVN duge hinh thanh trdn co sd 
chuyen doi Tong cdng ty Cao su Viet Nam theo 
Quyet dinh sd 248/2006/QD-TTg ngdy 30/10/2006 
cua Thu tudng Chinh phu vd viec Phd duydt de an thi 
diem hinh thanh Tap doan CNCSVN va Quydt dinh 
so 981/QD-Trg ngdy 25/6/2010 cua Thu tiidng 
Chinh phu ve viec chuyen Cdng ly me - Tap dodn 
CNCSVN thanh cdng ty trach nhiem huu ban mdt 
thanh vien do Nha nude !dm chu sd huu. 

Tiep theo, ngay 26/12/2017, Thu tudng Chinh 
phu ban hanh Quyet dinh sd 2090/QD-Trg vd vi^c 
Phe duydt phuong an cd phdn hda va chuyen Cdng ty 
me - Tap doan CNCSVN thanh Tap dodn CNCSVN -
Cdng ty cd phan theo hinh thuc co phdn hda, ket hgp 
ban phdn vdn nha nude vd phat hanh them cd phidu 
de tang vdn dieu Id. Sau cd phdn hda. Tap dodn 
CNCSVN chuyen thanh Tap doan CNCSVN - Cdng 
ty ed phan, cd tu each phap nhan theo phap luat Viet 
Nam. Diem khdc bidt la ti-udc khi cd phdn hda. Tap 
doan CNCSVN hoat ddng theo quy dmh cua phap 
luat va theo Didu le td chiic va hoat ddng ctia tap 
doan duge Chinh phu phd duydt tai Nghi dinh sd 
28/2014/ND-CP ngdy 10/4/2014), sau ed phdn hda, 
Tap dodn CNCSVN - Cdng t\' cd phdn hoat ddng theo 
quy dinh ciia phdp luat va Didu le do Dai hoi ddng co 
ddng Tap dodn thdng qua. 

Tap doan CNCSVN - Cdng ty cd phan, vcn von 
didu le 40.000 ty ddng, ti'ong dd du kien ban dau vdn 
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Nlia nuoc chidm ty Id 75%, con lai Id vdn dau tu cua 
ngudi lao dgng, td chuc cdng dodn tap doan va cae cd 
ddng khdc. Song, qua trinh thuc hien vide thoai vdn 
nhd nuoe khdng dat duge ket qua nhu du kidn. Den 
thdi diem Dai hdi dong co ddng lan dau (ngay 
22/5/2018), ty le vdn nha nude vdn ehidm gdn tuyet 
ddi: 96,8%, cdn lai la vdn cua edc cd ddng khac. 

Td chiic bg may ciia Tap doan CNCSVN - Cdng 
ty CO phan duge thd hidn trdn so do sau: 

G 

Co cau td clnic quan ly, dieu hdnh va kiem soat 
t^p dodn duge quy dinh trong dieu Id td chiic va hoat 
dgng cua tap dodn, gdm: Dai hdi dong cd ddng. Hoi 
ddng quan tri (HDQ'D, Ban kiem soat, Tdng gidm 
ddc, Phd Tdng gidm ddc vd bd may Cdng ty me - Tap 
dodn. 

Ve lao ddng: Den nam 2018, tdng sd lao ddng 
binh quan cua Tdp doan CNCSVN la 81.771 ngudi. sd 
lao ddng tang 1.832 ngudi so vdi nam 2016 (79.939 
ngudi), tiong dd lao ddng nu chiem 39%, lao ddng 
ngudi dan tdc thieu sd ehiem 28,6%. 

Ve ngudn nhan luc quan tri (NNLQT) cap cao 
T$p doan: Uy ban Quan ly vdn Nha nude tai doanh 
nghidp vdi su chap thuan cua Thii tudng Chinh phu, 
da gidi thieu ngudi dai didn phdn vdn nhd nude tham 
gia (de bdu) vao HDQT, de HDQT bd nhiem vao cac 
chuc danh Tdng gidm ddc, Phd Tdng giam ddc Tap 
doan CNCSVN - Cdng ty cd phan. Theo quy trinh, 
Dai hdi ddng cd ddng ban HDQT, Chu tich HDQT -
nhirng ngudi dai dien phan vdn nha nirdc thudc 
ngudn quy hoach chuc danh Chu tich, Thanh vien 
Hdi ddng thdnh vien tap doan (trude ed phan hda), 
kdt qua; 6/7 nhan sy thudc ngudn quy hoach duge 
bdu Id thdnh vien HDQT, cdn 1 tlianh vien HDQT la 
thanh vien HDQT doe lap. Theo gidi thieu cua Uy 
ban Qudn ly vdn nha nude tai doanh nghiep, HDQT 
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da bo nhiem Tong gidm ddc va 4 Phd Tdng giam ddc, 
cac nhan su nay ciing thudc ngudn quy hogch ehiic 
danh Tdng gidm ddc, Phd tdng gidm ddc tap dodn 
(trudc cd phan hda). 

Trong qud trinh hoat ddng vd d nhiem ky mdi 
(til ngdy 01/6/2018), bd may lanh dao, qudn ly Tap 
doan CNCSVN - Cdng ty cd phan, gom: HDQT: 7 
ngudi. Ban Tdng giam ddc: 5 ngudi. Ban kiem soat: 3 
ngudi, Ke toan trudng: 1 ngudi va 1 thanh vien HDQT 
doe lap khdng thudc ngudn quy hoach cdp cao. 

Ve bo may chuyen mon tir van quan tii cbo Tap 
doan. Bao gdm cac Ban: Td chiic can bo; Ke hoach 
ddu tu; Cdng nghiep; Quan ly ky thuat; Lao ddng tien 
luong; Tai chinh ke toan; Xay dyng co ban; Xuat 
nhap khau; Thanh tra, bdo ve quan su; Thi dua -
Tuydn truydn va the thao; Van phdng Tap doan va 
cdc Van phdng dai didn. 

VS Iinh vuc hoat dong: Tinh ddn thdi diem nam 
2018, Tap dodn CNCSVN cd 127 don vi bao gom: 
Cdng ty me - Tap dodn, 4 don vi don vi su nghidp 
hoat ddng Iinh vyc y te, trudng hpc, vien nghidn ciiu, 
tap chi; 122 cdng ty (gdm: cdng ty TNHHMTV do 
Tap dodn ndm giu 100% von didu Id, cdng ty cd phdn, 
cdng ty lidn danh. Hen ket) boat ddng trong cdc llnh 
vyc, nganh nghd chinh: trdng, chd bien cao su, cdng 
ty che bidn gd, khu cdng nghidp, cdng nghidp cao su, 
thiiy dien, ngan hdng, chiing khoan, co sd ha tang, 
kho bai, dia dc ... 

Hoat ddng chinh cua tap dodn Id ti'dng, khai 
thdc, ehe bien va xuat khau cao su. Theo bdo cao 
tdng ket boat ddng san xuat, kinh doanh nam 2017, 
tdng dien tich cao su todn tap doan la 407.997,36 ha, 
trong dd dien tich kinh doanh la 179.513,39 ha, didn 
tich cham sdc kidn thiet caban la 211.377,96 ha, dien 
tich trdng mdi va tai canh 12.382,12 ha, dien tich 
khac la 4.703.9 ha. So vdi nam 2016 (dien tich cao su 
todn tap doan la 413.523.27 ha), didn tich cd giam gan 
1,3% nhung sdn luong khai thac tang 0,95% (277.397 
tan/253.294 tan). 

Tuy nhien, de phuc vu tdt cho llnh vyc hoat 
ddng chinh cua nganh, ddng thdi khai thac toan didn 
tidm nang ddt dai, ngudn luc va san pham cua tap 
dodn, hoat ddng cua tap doan da dupe md rdng sang 
cac Iinh vyc khdc nhu cdng nghidp (chd bien san 
pham cao su ky thuat; co khi che tao mdy mdc nganh 
cao su; che bien gd. tiiep tam, xi mang, thiiy didn); 
xay dyng; dich vu ddu tu va hr van ddu tir, kho van; 
du hch va the thao, dao tao, nghien cuu khoa hoe ... 
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Vd vdn, tong vdn nha nuoe cua tap doan sii dung 
qua 3 nam tuy cd giam, (nam 2016: 6.").838 ty ddng. 
nam 2017: 44.306 t\' ddng. nam 201S dat gan 36.500 
ty ddng) Id do Tap doan da trien khai cdng tdc cd 
phan hda, song ty sudt lgi nhuan/vdn chu sd huu bdn 
tuc tang tii 5,34% nam 2017 ldn 11,3% nam 2018. 
Ngodi ra, trong 3 nam gan day. Tap dodn da cd su 
dau tu manh me vao khau chd bidn eao su, chuyen 
dich manh me tir chu yeu bdn, xuat khdu san pham 
tho sang san phdm che bien, tii dd dem lai ket qua, 
hi?u qua kinh doanh tang eao ca vd gia tri gia tang, 
lgi nhuan va ty suat Igi nhuan. 

Chiic nang nhiem vu, llnh vyc va pham vi hoat 
dgng CLia Tap doan dat ra nhu cau can cd mdt luc 
luQTig can bd quan In manh ea ve sd lugng va chdt 
lugng, da dang vd Iinh vue chuyen mdn ca vd tam 
chien luge vi md, hop tac qudc td va ed nang luc didu 
hanh cac nhidm vy cu tlie. 

ITiuc te da khdng dmh rdng, boat ddng san xudt, 
kinh doanh trong nen kinh td thi tnrdng, hdi nhap 
ddi hdi cdc nha quan tri, dac bidt nha qudn tri cap cao 
phai cd nang luc td chiic dam bao khd nang lanh dao, 
quan ly doanh nghiep thich nghi nhanh chdng vdi 
mdi ti"U(mg ludn bidn ddng, phiic tap vdi nhidu yeu td 
bdt dinh, iiJi ro. Theo dd, Tap dodn phai quan tam 
nSng cao hidu qud qudn tin, md trude het phai chu 
trgng phdt tnen ddi ngu nhd qudn tri. thudng xuyen 
phat ti^ien NNLQT cd ve sd luong. chat lugng va ea 
cdu dam bao viec hoach dinh va thuc thi chidn luge 
dling ddn, ndng cao ky nang didu hanh. tang nang 
lirc canh tranh trdn thi tnrdng canh tianh ngdy cang 
gay gdt, phiic tap va nhu cdu ddi hdi ngdy cdng cao 
cua khdch hang. 

3. THUC TRANG QUY HOACH PHAT TRBU NGUON IWAN LUC 
QUAN TRI TAI TAP BOAN CONB NGHB> CAO SU VET NAM - CONG 
TYCO PHAN 

3.1. Khdi qudt kdt qua quy ho^ch nhan lye quan 
tri ciia T$p dodn Cdng nghidp cao su Vi^t Nam 

Dirdi gdc do quan ly nha nude, Tap doan 
CNCS\'N la don vi trien khai xay dung chien luge, 
quy hoach phat trien NNLQT cdp cao, trinh Bd Ndng 
nghiep va Phdt tridn ndng tiidn (Bd NN&PTNT). 
Thii tuong Chinh Phu phe duydt theo phan cap thdm 
quydn quan ty. Tap dodn ciing thuc thi cdc chinh 
sach ciia Chinh phu, Tliii tudng Chinh phu. cac bd, 
nganh Uen quan dd cu the hda thanh cdc quy dinh 
indn khai eac chinh sach phat tnen NNLQT cap cao 
tren co sd thyc hien cac quy dinh cua Chinh phu. 

Thii tiidmgchinh phu. Bd NN&PTN 1" (Quyet dmh sd 
2340/QD-BNN-TCCB ngay 10/10/2013 cua Bo 
XX&PTNT ban hdnh Quy chd ddo tao. bdi dirong 
canh bd, cdng chiic nganh NNX-FIN V. Quydt dinh 
sd 1323/QD-BNN-TCCB ngay 17/6/2014 ciia Bd 
NX&I^NT phe duydt Bk an nang cao chat lugng 
ngudn nhan luc nganh NN&PTNT giai doan 2014 -
2010). Theo dd, boat ddng quy hoach ngudn nhan 
luc qudn ti'i Tap dodn CNCSVN da dat duoe nhirng 
kdt qua nhdt dinh: 

1 'e sd luong: Dd dap ung muc tieu phdt trien san 
xudt. kmh doanh trong thdi gian tdi. Tap doan 
CNCSVN - Cdng ty cd phan da tidn hanh quy hoach, 
ve sd luong dugc 847 ngudi quy hoach vao cac chiic 
danh Chu tieh HDQT, thdnh vien HDQT. Tdng gidm 
ddc/Gidm ddc, Phd tdng gidm ddc/Phd giam ddc, Kd 
toan tiudng cua cac Tdng cdng ty, cdng ty thanh 
vien. Ddi ngu NLQT cap co sd ciia cac Tdng cdng ty, 
cdng ly thdnh vidn duoe quy hoach cho giai doan 
2016 - 2021 cd 1.627 ngudi. Cac chiic danh quan tri 
cdp cao tap dodn hidn tai ed dii sd lugng eac nhd 
qudn tri dam nhidm, nguon quy hoach nhan lye cap 
cao tap doan dam bao day dii theo quy dinh ciia eg 
quan qudn ly nhd nude. 

Ve tnnh do chuyen mon: Hau het can bd dugc 
quy hoach cdc chiic danh lanh dao, quan ly t6ng 
cdng ty, cdng ty thanh vien cd trinh do dai hgc tid 
ldn (2.305 ngudi, chiem 93,17% tdng sd ngudi dugc 
quy hoach, trong dd trinh do thac sy trd ldn cd 159 
ngudi, chidm 6,43%), sd cdn lai Id 143 ngudi cd trinh 
dd cao ddng, trung cap chuyen nghiep, trung hoe 
phd thdng. Nhu vay, cd the ndi can bg quy hoach 
NNLQT cap trung va cap eo sd cdn han chd vd 
chuydn mdn. 

Cac nha quan tri cap cao hidn tai, nhin chung 
dap ling du tieu chuan nhd quan tri cap cao tap dodn 
theo quy dmh, tuy nhidn cdc tidu chudn cdn chung 
chung. chua cu the hda cac tidu chi danh gia nang 
luc quan tri dieu hdnh, cdn mot sd nha quan tri thudc 
ngudn quy hoach chua duoc dao tao, bdi dudng bdi 
ban vd quan tri va dao tao kien thue, kinh nghidm 
hien dai hda va cdng nghd thdng tin; kha nang sii 
dung ngoai ngu cdn ban che, do do han che trong 
giao tiep, trong cdng viec qudn tn hdi nhap. Va eac 
nha qudn tri thudc ngudn quy hoach cung roi v^o 
tinh trang ndy, mac dii nhimg nam gan day, Tap dodn 
hoat ddng san xuat, kinh doanh cd lai song chua 
tuong xung vdi tidm nang va ddu tu eCia nha nude 
cho Tap dodn. 
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Cuthe; 

- Ve trinh dp ly luSn chinh tri, ed 707 ngudi ed 
trinh dg cao cap, 415 ngudi cd hinh do trung cap, 310 
ngudi ed Uinh dp so cdp, sd cdn lai ehira ed bdng ly 
lu?n ehinh tn. 

- Ve dg tudi, can bg dugc quy hoach cho NNLQT 
cdp trung va cap co sd tap trung chu yeu tir 31 den 50 
tudi chiem 93,9%, tren 50 tuoi chidm 6,1%. Nhu vay, 
CO cau vd do tudi la tuong ddi hgp ly, ty Id dang vien 
la 86,14%. 

- Vd CO cdu, cac nhd quan tri cap cao hien tai va 
ngudn quy hoach nha quan tri cap cao duge phe 
duydt dam bao vd co cau: cac nhd quan tri chung va 
quan tii theo Iinh vye hoat ddng cd chuyen mdn phii 
hgp, song nang lyc chua dugc ddnh gid cu the vd 
chinh xdc, do dd mdi chi ddm bao vd sd lupng timg 
loai, con chat lirong thi han che. Theo danh sach quy 
hoach NNQT cap cao Tap dodn giai doan 2016 - 2021 
da duge Thu tudng Chinh phu vd Bd NN&PTNT phe 
duydt, gdm 28 ngudi duge quy hoach vdo eac chiic 
danh: Chii tich HDTV, thanh vidn HDTV, Tdng giam 
ddc, Phd tdng gidm doc, Kiem soat vidn, Kd toan 
tnrdng. Theo dd: 

+ Quy hoach ehiic danh Chu tieh HDTV cd 4' 
ngirdi dang dam nhan chiic vu tir Trudng ban d tap 
doan vd luong duong ti'd ldn cho 1 chiic danh Chu 
tich HDTV. 

+ Quy hoach chirc danh Thanh vien HDTV cd 23 
ngudi dang dam nhan chirc vu tii Phd trudng ban d 
tip doan va hiong duong ti'd len (cho 7 chiic danh 
Thanh vidn HDTV, kd ca Chii tich HDTV), dam bao 
hon 3 ngudi/1 vi h i 

+ Quy hoach chuc danh Tong gidm ddc cd 4 
ngudi dang dam nhan chiic vu tu tiudng ban d tap 
dodn va tuong duong trd len (cho 1 chirc danh Tdng 
gidm ddc). 

+ Quy hoach chire danh Phd tdng giam doe cd 20 
ngudi dang dam nhan chiic vu tii Phd trudng ban d 
tdp doan va tuong duong tid len va Chii tich Cdng 
doan (eho 5 chiifc danh Phd tdng giam ddc), dam bdo 
4 ngudi/1 VI tri Phd tdng giam ddc . 

+ Quy hoach chiic danh Kiem soat vidn, Ke toan 
tiudng cd 11 ngirdi, trong dd Kidm sodt vien cd 7 
ngirdi (cho 3 vi tii Kiem soat vidn), Kd toan trudng ed 
4 ngudi (cho 1 chuc danh kd Koan tnrdng). 

Nhu vay, cd tiid ndi ngudn quy hoach NLQT cap 
eao tap doan da dap ling yeu cau vd sd lugng, binh 
quan dat tir 3 - 4 ngudi cho mdt ehiic danh quy 

hoach, CO cdu theo vi tin, chuc danh quy hoach hgp 
ly, dam bao dii sd lugng cho mdi nhdm chiic danh. 
ddng thdi dam bao co eau vd chuydn mdn phii hpp 
de dam nhan cdc chiic danh qudn ly duge quy hoach, 
gdm: kinh te, quan tii kinh doanh, quan ly ky thuat, 
tai chinh kd todn. ndng nghiep, xay dung coban, lam 
nghidp... 

Vd kinh nghiem quan ly, can bd dugc quy 
hoach ddu kinh qua cdc chiic vu quan ly, tdi thieu la 
cap trung va tucmg duong ciia Tap doan, ndn ddu cd 
kinh nghidm quan ly nhat dinh, ciing vdi vide ddo 
tao, bdi dudng vd tieh luy kinh nghiem quan ly; can 
bd dugc quy hoach cd the dap ling dugc tieu chuan 
NLQT cap eao Tap dodn. 

Nhu vay, sd lugng ngudn quy hoach tuong ddi 
tdt de dao tao, bdi dudng cho NNLQTTap dodn. Tuy 
nhien, vd chdt luong thi Tap dodn vd cdc don vi thdnh 
vidn cdn phai cd chinh sdch, ke hoach va trien khai 
kd hoach ddo tao, bdi dudng bai ban, quydt lidt ve 
chuyen mdn sau qudn tri tap dodn, vd chinh tri, ngoai 
ngii va tin hgc mdi ddp ling duoc yeu cau phdt tridn 
ddi ngu quan trj vd phdt trien Tap doan ti'ong didu 
kien vira hoc, vira lam. 

- Ve phdt tiien NNLQT cap trung ma chu ydu la 
ddo tao, bdi dudng chuyen mdn, ly luan chinh tri, 
ngoai ngir, tin hgc thi Tap doan, cac Tong cdng ty, 
cdng ty thdnh vidn mac du cd chinh sdch, kd hoach 
dao tao, bdi dudng trudc va sau quy hoach tuy nhidn 
kdt qua cdn han chd. Dau tu kinh phi cho ddo tao cdn 
it vd tap trung chu yeu vao dao tao, boi dudng ngdn 
han, cap nhat kien thiic, kinh nghidm (nam 2016: 
kinh phi ddo tao dai hgc, thac sy va ngoai ngii la 
808,37 tiieu ddng; nam 2017: kinh phi ddo tao dai 
hoc, thac sy va ngoai ngu Id 560,85 trieu ddng, dao 
tao cap nhat kien thiic la 3.910,06 trieu ddng). Vdi 
quy md tap dodn la 125 don vi thdnh vien, thi kinh 
phi ddo tao ddnh cho cdc nam la rat thap, nhat la dao 
tao nang cao trinh do chuydn mdn d bac dai hoc trd 
len vd trinh do ngoai ngu. 

Nhd cdng tae quy hoach vd cdng tac dao tao, bdi 
dudng NLQT thudc ngudn quy hoach kha bai ban, 
ndn Tap doan da chii ddng ti'ong vide bd nhiem, thay 
thd NLQT cap cao tap doan sau khi chuydn sang 
Cdng ty cd phan. 

3.2. "nidnh cdng, han chd vd qudn ly nhd nude vd 
quan tii Tap dodn Cdng nghidp cao su Vi^t Nam ddi 
vdi quy hoach phat tridn nguon nhan lyc quan tri tSp 
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3.2.1. Thanh cong 

Quan ly nhd nude ve phat tridn NNLQT cap cao 
tap doan da dugc Chinh phu, Bd, ngdnh thyc hidn 
khd bai ban trong vide ban hdnh cdc quy dinh ve quy 
hoach, chuong trinh ddo tao, ke hoach phdt trien 
NNLQT cap cao Tap doan CNCS\'N. 

Cac van ban phdp quy ciia Nha nude khd ddy 
dd, ro rdng; quy dinh vd chiic trdch, nhidm vu qudn 
ly quy hoach ciia timg cap; trdch nhiem td ehiic thyc 
hien vd kidm tra, giam sat, phd duydt vd chiu trach 
nhidm ve phe duydt va td chiic thyc hien quy hoach 
da duge phe duygt cung nhu viec phdi ket hgp vdi 
nhau trong quy trinh quy hoach NLQT ndi chung vd 
NLQT cap cao tap doan ndi rieng. 

Kdt qua vide quy hoach NLQT cap cao cua Tap 
dodn CNCSVN ddu dap ting tieu chudn, quy hinh, 
dong thdi dinh ky da thyc hidn viec ra soat, bd sung 
quy hoach diing vdi quy dmh, dam bdo nhirng can bd 
duge quy hoach dii vd sd lugng, co cau va tieu chuan 
chiic danh duge quy hoach. 

Ngoai ra. Chinh phii. Bg. nganh lidn quan va 
Tap dodn cung da ban hanh va trien khai chinh sach 
ddo tao. b6i dudng dgi ngii NLQT ciia Tap doan 
CNCSVN. Trdn co sd dd, tap dodn xay dung kd 
hoach ddo tao, boi dudng nhan lyc ciia tap doan noi 
chung vd NLQT tap dodn ndi rieng. Ngoai kinh phi 
Nha nude cdp, tap doan tao moi dieu kidn vd tai 
chinh vd thdi gian cho cae can bd di hgc va tap trung 
vao: 

- Ddo tao. bdi dudng NLQT cdp cao theo 
hudng cap nhat. nang cap chat luong NLQT cap 
cao de dap ling tdt hon yeu cau thyc hidn chinh 
sach nhi^m vu. 

- Dao tao, bdi dudng NLQT thudc ngudn quy 
hoach de dam bdo du tidu chuan chiic danh da duoc 
quy hoach. 

Ngodi ra cdn dao tao. bdi dudng tlieo yeu cau 
phdt trien Tap doan, yeu cdu ciia hdi nhap kinh te. 

Nhd cd chinh sach vd sy td chue tdt vide thuc 
hidn chinh sdch ddo tao, bdi dudng cua Tap doan 
CNCSVN. dpi ngu NLQT tap doan da khdng ngimg 
nang cao tiinh do. trong dd ty le NLQT cd tiinh 
eao dang trd len cao so vdi cae don vi kinh doanh 
trong nganh, viec ddo tao. bdi dudng giiip nang eao 
chat luong ddi ngii phii hgp vdi chuydn mdn, nghe 
nghiep ctia ngudi lao ddng; NLQT duge quy hoach 

dap ling ddy du tidu chuan chuc danh quy hoach, 
NLQT cap cao duong chiie dupe nang cao trinh dp 
quan tii. 

Nguydn nhan cua nhung thanh cdng tiong phat 
tiien dpi ngu cac nhd quan tii cap cao Tap dodn Id 
cac CO quan qudn ly nhd nude tii Chinh phii den cae 
Bd, ngdnh lidn quan cd nhan thuc dung ddn ve cdng 
tae NLQT cap cao; ed sy ddu tu nghidn cmi vd ban 
hanh cac chinh sach khd day du, eu tlie; cd sy chi 
dao, td chuc thuc hien va kiem tra, gidm sat sat sao 
vdi nhiing quy dinh cu the, chat che. Lanh dao T$p 
dodn CNCSVN cd nhan thiic va y thiic trdch nhi^m 
ddy dii, nghidm tiic thuc hien chi dao ciia cap trdn va 
dac bidt la sy nd lyc tao didu kidn de NLQT cac cdp, 
trong dd cd NLQT cap cao duong chiic vd NLQT 
trong ngudn quy hoach NLQT cap cao dugc hge t§p, 
boi dudng. 

Bdn canh nhung thdnh cdng, hoat ddng quy 
hoach NNLQT vdn cdn nhung tdn tai ca ve chinh 
sach, quy dinh cue Nha nude vd hoat ddng tridn khai 
xay dung quy hoach cila Tap dodn CNCSVN. 

3.2.2. Han che tivng hoat dong guy hoach phM 
trien NNLQTTap doan 

Cdng tdc quy hoach mac du cd tieu chuan vd quy 
tiinh kha cu the, rd rang, song mdt sd tidu chi trong 
tieu chuan chuc danh cdn chung chung, ndn rdt khd 
trong vide danh gid nang lye lanh dao, quan ly, vi dy 
chi qui dinh cd trinh dp dai hoc trd len phii hgp vdi 
lanh dao phu ti-ach: d day cd 2 van dd, mot la khdng 
dd cap den tdt nghiep loai gi? nang lyc tiiuc su v^ 
chuyen mdn; hai la khdng dd cap rd danh gid nSng 
luc qudn ly, dieu hdnh cu the. Cdc tieu chuan chua dd 
cap hoac cdn dd cap chung chung vd nang lyc ngudi 
dugc dua vdo quy hoach; tieu chuan nang lyc, kdt 
qud boat dgng thyc td chi dimg d miie hoan tiianh 
nhiem vu chuydn mdn/nghiep vu. Trong khi ngudi 
cdn duoc dua vao quy hoach phai la nhiing nguoi 
xuat sdc cd kha nang phat indn, tieu chuan ngoai 
ngu, ly luan ehinh tii cung chi dung ,; vide dat ydu 
edu vd bang cap nen cdn cd nhung tnrdng hgp d6i 
phd. Khdng hiem nhiing tiuong hgp c6 bang cap 
ngoai ngu, tin hgc song khdng su dung duoc ti'ong 

do cdng vide... 

Chdt luong nhan lyc duoe quy hoach va tinh hop 
ly ti'ong quy tiinh bd nhiem chua can n™ - i ; 
1 • . . 1. -• u u U-' , • "guyen nhan 
ta CO tieu chuan quy hoach, bo nhiem r 
chung, chua cd tieu chi danh gia cu th-' ^ " 

"'^ nen kho 
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danh gid chinh xdc, tao ke hd cho sy ne nang, lgi ich 
nhom. 

Chat lugng quy hoach edn thap, td chiic cae cdp 
vd sd cdp tham gia quy hoach chua hgp ly, nguyen 
nhan la sd lugng cap tham gia lam quy hoach nhieu 
nhung han chd trong khau ddnh gid, trach nhidm 
mdi khau, mdi td chue, cd nhan trong quy hoach cdn 
chung chung, chua eu the nen quy trinh quy hoach 
cd ve chat chd nhung van de Igt nhan luc quy hoach 
chdt lugng thap. 

Cap xay dung vd trien khai ke hoach phat trien 
NNLQT tap doan chua hgp ly. Vide td chiic ddo tao 
cdc cap dai tra do bp chu quan thyc hien chua bao 
quat dugc eac ngi dung va kien thuc, ky nang, kinh 
nghidm quan tri cho cdc cd nhan nhd quan tri cap 
cao, hinh thiic tdp trung ddo tao trong mdt thdi gian 
nhdt dinh ciing khd khan cho vide tham gia cho mdt 
sd chiic danh quan tri, ddn ddn vide tham gia mang 
tinh hinh thiie. Do cd qua nhidu cap trong quy tiinh 
quy hoach nhan su, ndn vide quy trdch nhiem td 
chue vd ngudi dung dau trong quy hoach trd ndn khd 
khan hon va dd dan den tinh ti'ang quan hdu. Trong 
kinh td till ti'udng phdt trien, nha nude quan ly bdng 
lugt phdp, trdn doanh nghidp, tap doan la luat, ngudi 
dai dien chi tham gia quydt sach thdng qua vi tri eiia 
minh duge quyet dinh bdi ti le vdn gdp, do dd ndn 
ehang cdn xoa bd che do bd chu quan? thay vdo do la 
ca chd quan tri tgp dodn eiia nha nude, dac biet trong 
boi canh hdi nhap hidn nay. Do dd, nen ban hanh 
quy dinh chung vd cdc ddi luong thuoc dien phai ddo 
t?o, cd chinh sdch hd trg va giam sat chat che vide 
thue hidn. 

Ve ehinh sach phdt trien NNLQT Tap dodn de 
tao ngudn va thyc hidn quy hoach: Chinh sach dao 
tao tuong ddi cu the, chi tidt va chat ehe, ngudi hgc 
duge cap kinh phi vd bd tri thdi gian hgc tap, song 
cdng tac gidm sat chat luong ddo tao, bd tin sti dung 
sau dao tao vd chd do dai ngd cdn han che. NLQT 
cap cao Tap dodn vd NLQT thudc ngudn quy hoach 
NLQT cdp eao tap doan tap trung hoc tap dd "phii 
day" cdc bang, cap thudc tieu chudn quy hoach; hoac 
hge tap de nang cao nang luc thuc hanh quan tri, 
song dieu kien, thdi gian vd nhan thiic ve vide hoc 
tap dd nang eao nang luc thyc td rat han che, phdn 
khac do cdng viec quan tn Tap dodn ban rdn nen khd 
dau tu thdi gian ddy dii cho viec hgc; sau nira, mot sd 
kidn thlic vd ky nang nghe quan tri chua dupe quan 

tam ddo tao diing miie, nang lyc cdc co sd ddo tao 
ciing han che nen chat lugng ddo tao chua cao. 

Chinh sach dai ngd (tien luong, thii lao, tidn 
thudng) cdn mang tinh binh quan. bat hgp ly so vdi 
thi trudng lao ddng; bat hgp ly trong tuong quan giiia 
ngudi quan ly tap doan vdi cap ti'en vd ngudi lao 
ddng. Tien luong, thii lao, tien thudng vira cao so vdi 
hieu qua qudn ly, hieu qud kinh doanh, lai vita thap 
so vdi thi trudng; so vdi eac nude va khu vuc tu nhan 
thi khoang each tidn luong, thii lao ciia ngudi qudn ly 
vdi ngudi lao ddng cdn thdp, do dd khd thu hut, duy 
tri vd phat tridn ddi ngd nha quan tri gidi, thieu tinh 
kich thich, nd lyc lam viec ciia ngudi quan ly. Vi$c 
quy dinh miic luong tdi thieu vd hd sd duge hudng 
tren miic luong tdi thidu Oiroiig co bdn) ciing bat hgp 
ly, chua sdt vdi thi trudng lao ddng, do dd chua hap 
ddn de thu hiit nhan lyc vdo ngudn quy hoach. 

4 . m PHAP HOAN T H e i QUY HOACH PHAT THEN NGUON 
NHAN LUC QUAN TR! CUA TAP DOAN CONG NGHIB> CAO SU VIET 
NAM TRONG THGI GUN TOI 

Trdn co sd dinh hudng phat trien cua Tap doan 
CNCSVN va cac don vi thdnh vidn, nhan thiic diing 
ddn ve vai trd cua NNLQT cdc cap, nhiing uu diem va 
tdn tai, tiem nang va the manh cua NNLQT hidn co, 
de hodn thien quy hoach phdt tridn NNLQT dap ling 
yeu edu, nhiem vu phat trien Tap dodn va cdc don vi 
thdnh vien, can chii trong trien khai thue hien nhiing 
giai phdp chu ydu sau: 

- Xay dung chidn lupc phat tiien NNLQT lam ca 
sd cho quy hoach, chinh sach, kd hoach phat trien 
NNLQTTap doan. 

Hien tai. Tap doan chua chu ddng xay dyng 
chien luge kinh doanh nen chua xay dung duge 
chidn luge phat tiien NNL ciia tap dodn ndi chung va 
NNL cdt loi - NLQT tap doan ndi rieng. Can cd quy 
djnh vd thyc hidn nghiem tiic viec xay dung chien 
luoe phat bidn nhan luc quan ti'i d Tap dodn vd d cdc 
don vi thanh vien. De cd dpi ngu nha quan tii tap 
dodn du tdm vd nang lyc quan tin cdn phdi cd chidn 
luoc ddi han tao ngudn, xac dinh phan loai cdc nhdm 
NLQT chii yeu, cdt loi. ddo tao ly luan va tiiyc tidn 
NNLQT dam bdo dii cdp dd nang luc quan tn tiieo 
yeu edu cua mdi vi tri, chiic danh va cd Id trinh phdt 
trien cho mdi ca nhan nhd quan ti'i, tao NNLQT ddi 
ddo de dam bdo chu dgng va chat lugng cho cdng tdc 
bd nhiem. 
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Sau khi da co chien luoc phdt trien NNLQT, co 
quan quan ly nha nude va Tap doan can xay dung va 
thyc hidn quy hoach. ke hoach vd chinh sach phat 
tridn NNLQT cap cao. tang cirong edng tdc thanh ti-a, 
kiem txa. kiem soat chat chd vdi trdch nhidm cu the, 
rd rang trong vide thyc hien chidn luge, quy hoach, 
ke hoach va chinh sach phdt tndn NNLQT 

• TSng cudng phan cap, tang tiacb nhiem tiong 
thuc bien cac khau tiong quy tiinh quy hoach phat 
tiien NNLQT tap doan. d$c biet giai doan sau cd 
phdn boa Tap doan CNCSVN 

De dam bdo tuan thii diing quy dinh va quy trinh 
quy hoach NLQT tap dodn, can phdi phan cap, tang 
cudng trach nhidm trong quy hoach NNLQT Tap 
dodn CNCSVN. Nha nude cdn tang cuimg thanh tia, 
kiem tra, gidm sdt v i ^ thuc hidn cac quy dinh vd quy 
hoach NLQT tap doan, quy dinh rd trach nhiem ca 
nhan vd tap the ddi vdi thyc hi^n lieu chuan, quy 
trinh quy hoach ngudn nhan luc. 

- Cu did hoa, cbi tiet hon cac tieu chuan chiic 
danh quan tri cap cao Tap doan thanh cac tieu chi cu 
thd trong danh gia. quy hoach NLQT Tap doan. 

Tidu chuan NLQT cap cao Tap doan can phai 
can cii vao chiic nang, nhiem vu eiia cdc nhd quan trj 
cdp cao. Can eii vao vi tri. chiic danh cu the trong 
nhdm nhd qudn tii cap cao Tap doan de xac dmh tieu 
chudn, tidu chi cu the de dam bdo hoan thdnh chiic 
nang, nhiem vu quan ly. 

Nhiing quy dinh vd tidu chuan, chuc danh can 
phdi dugc cu the hda cho mdi ehiic danh tiong quy 
hoach va bd nhidm. Cu thd hda cdc nang lyc chu ydu 
sau day de ddm bdo thuc hien chiic nang, nhiem vu 
cua cdc nhd qudn tri cdp cao: (1) Nang luc quan tii 
dieu hanh, (2) Nang luc quan tri va phdt tndn ban 
than, (3) Nang lyc am hieu chuyen mdn va dac thii 
cua td chirc. 

Nhu vay, cdc tidu chudn quy hoach va bd nhiem 
nhd qudn tri cdp cao can phai cu the hda, chi tidt 
thanh cdc tieu chi, chi tieu cu the ddi vdi mdi vi tri, 
chuc danh, khdng nen dua ra mdt tidu chuan chung 
chung ddi vdi cac nha quan tri cdp cao, vua khd khan 
trong ddnh gia va kho danh gid chinh xac de lua 
chgn dling ngudi vdo quy hoach. bd nhiem, dai ngd. 
ddng thdi ciing dd bi lgi dung vi lgi ich nhdm, tidu 
cue. 

- Hoan thien quy trinh danh gia NLQT phuc \TI 
cho quy hoach .\LQT Tap doan 

De danh gia chinh xac. tiung thyc thi ngoai viec 
phai cd tieu chuan diing ddn, khoa hgc thi can phai 
cd nguyen tac, quy tiinh chat chd, nguoi danh gid 
phdi cd nang lyc, cdng tam, khach quan, phai cd cdi 
nhin tdng the, da dien. 

Danh gia can phai can cii vao chuc trach. nhi^m 
vu ma can bd quan tri dam nhiem. Phai co ti-gng sd 
cho cac tieu chuan, ndi dung danh gid, chu khdng 
the ddnh dong nhat tat ca cae tidu chudn, tieu chi 
nhu nhau, nen chang ap dung ddnh gid theo muc tidu 
(MBO) hay danh gia cho diem de dam bao tinh 
ehinh xac cao hon, xac thyc hon, tiiy theo miic do 
quan trgng eiia eac ndi dung, tidu chuan ddnh gia de 
cd muc diem thich hop. 

Hoan thien quy tiinh quy hoach NLQT T$p 
doan 

Quy trinh thyc hien quy hoach cd the ndi kha 
chat che tir bude gidi thieu nhan lue quy hoach ddn 
td chiic hdi nghi lay phidu gidi thieu ngudn quy 
hoach, gidi thieu, xem xet va quyet dinh quy hoach, 
va cudi cimg la bdo cdo Bd chii quan de phd duydt 
quy hoach 

De phdt tiien NNLQT Tap doan vd eac don vi 
thanh vidn can chii trpng cdng tac tuyen dung, cdc 
tidu chuan tuyen dung can bd theo chtic danh rd 
rang, chat lugng cao, quy trinh tiiyen dung cdng 
khai, minh bach. 

Phai xay dung Ueu chuan danh gia vd bd nhi^m 
cdn bg, qua trinh bd nhidm edn coi trgng can bd thyc 
tidn cd trinh dp, pham chdt va kha nang phat hidn; 
coi ti-gng id chat hon la nhung danh gia tren eo sd 
nang luc, pham chat hien cd vi td chat mdi la ydu t6 
caban ciia sy phat trien. 

Quy hoach phai dam bao tinh "ddng" vd "md", 
chu ti-gng ca ngudn tu ngoai Tap doan thdng qua cac 
chinh sach thu hiit, dai ngd, sir dung nhan tai dam 
bao khdng bi "chay mau chat xam" vi.ra thu hiit dupe 
ngudn bdn ngodi Tap doan. 

Tang cuong cong tac dao tao, dao tao lai 
NNLQT de tao ngudn quy hoach va thuc hien quy 
hoach 

CSn chu y dao tao nguon cho cong tac quy 
hoach can bp, tang cuong ca so l^^^g va cUt luong 
voi Ueu chuSn va quy tnnh ro rang, ^^^^ j , ^ ^ '^ 
hop vdi thuc tidn cua Tap doan. Oam UA ..• i' . 
1 u • , ', . 1 L • .!-• ^ " hnh cong 
khai, mmh bach, kha thi. 

Dao tao va chinh sach dao lao phaj .i • ^ • ,. 
con dudng chu ydu dd phat Uidn >:\ | d-r- .,® 

'* ' Ngoai dao 
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t^o chuydn mdn can ddi vdi cae llnh vyc hoat ddng, 
can ehii trgng bdi dudng cap nhat kien thiic va eac ky 
nang quan tri, cdc kien thiic hdi nhap. ngoai ngu vd 
tin hgc, ky nang lam vide trong mdi tiudng qudc te. 
da van hda, tidp can cdc md hinh quan tri tidn tidn; 
can ddnh khoan kinh phi Ihda dang cho cdng tac ddo 
t<io vd xay dung van hda hgc tap trong Tap doan va 
cdc don vi thdnh vidn. 

5. KET LUAN 
Trong didu kidn thi tnrdng lao ddng md, lidn 

thong vd kdt ndi vao mot Ihi tiirdng NLQT rdng ldn 
cua khu vyc vd qudc te, luc lugng lao ddng cd tiinh 
dd cao sd cd nhieu ca hdi, cd nhieu luc hap dan. Vi 
vay. trong qua trinh quy hoach, sii dung can bd qudn 
tri cdn quan tam ddn mong udc, nguydn vgng, co hoi 
phdt trien, ciing vdi dd Id che do dai ngd phu hop de 
giii chan cae edn bd tre ed nang luc d lai vdi Tap 
dodn, 

Quy hoach vd phat ti'ien NNLQT Tap dodn Id 
nhi^m vu cd tinh chien luoc, quan trgng edn phdi 
thuc hidn thirdng xuyen, dam bao tinh ddng bd cao 
vdi chidn luge phat trien cua Tap dodn va ndi bd he 
thdng Tap dodn. Dd phat tiien NNLQTTap dodn, cdn 
phai ddi mdi nhan thiic, tuydn tmyen vdi cac don vi 
thdnh vidn, ddi mdi bd phan chuyen trdch lam cdng 
tdc nhan sy phai cd nang luc, pham chat va tinh 
chuydn nghiep cao; phai coi cdng tdc phdt tiien 
NLQT ndi chung va phat tridn ddi ngu can bd quan 
tri ndi ndng la nhiem vu trong ydu. 
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COMPLETION OF MANAGEMENT CAPABILTTY PLANNING AT VIETNAM RUBBER GROUP 

Nguyen Xuan Cuong 
Summary 

Management capability planning is one of the most important process of any organization, and Vietnam 
Rubber Group (VRG) is no exception. Hov/ever, the execuUon of such process in the group stdl suffers 
many drawbacks and inefficiencies. A thorough investigation and research is. therefore, necessary to 
improve the process. In this article, Uie author applied organizational development theones to assess 
current situation of management capability planning m both state's supervising agency and (he Group, and 
proposed solutions Io improve such process for VRG in the future. 
Keywords; Planning, organization, management level, privatization, Vietnarn Rubber Croup. 
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