NGHIEN CUU & PHAT TRIEN

THUYEN CHUYEN LAO PONG
Co Igi hay hai doi vdi hoat dong
san xuét kinh doanh cua mét cong ty?

Chﬁng ta ¢6 thé chic chin mot
di¢u riing ngdy nay van A& thuyén
chuyén lao dong khdng phii chi clia
riéng mdt céng ty nao d6 ma noé la
mot van dé chung clia toan xa hoi.
Trong thdi ky nén kinh & khong 6n
dinh, cdc doanh nghiép sé c6 ty 1é
thuyén chuyén lao dong cao hon binh
thudng. Hiu h&l cac doanh nghiép
déu cho ring hi¢n tigng nghi viée
(thuyén chuyén lao dong) 1a do cong
ty khdng thod man tién thii lao va Igi
ich ctia ngudi lao dong, nhung ho lai
khong dat cdu hoi tai sao ngudi lao
dong lai rdi bd cong viéc cla ho. G
moi ndi, trong 1l cd cdc cdng ty,
ngudi lao dong bo di hang ngay, Cic
diéu tra gin day cho thdy hon 40%
ngudi lao dong bd viée vi ho cam thay

ho khdng dudge dinh gid ding véi su.

dong gop cia ho cho cong ty. Nhitng
nghién cifu ndy cho thy riing thiéu sy
ddnh gid dung, thi€u sy cong biing,
thi&u tinh than lao dong tap thé, cong
ly s& khong thé giit duge ngudi cla
minh, diy 13 nguyén nhéan chinh din
dén y 1¢ thuyén chuyén lao dong cao
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vi mifc d§ thda man cong vige thip.
C6 sdu sy that vé van dé thuyén
chuy€n lao dong ma chiing ta phai
chap nhan:

1. Thuyén chuyén lao dong ludn
xdy ra. Mudn ¢6 dugc ty 1& thuyén
chuyén lao dong biing 0% 12 khing
thyc 1€, déc biét a trén thi trudng lao
dong ngay nay.

2. Mot vai thuyén chuyén lao
dOng trong cdng ty 1a ¢in phai c6. TY
1& thuyén chuyén lao dong bing 0%
la diéu khong nén c6 véi hai Ii do.
Thit nhét, n&u tat ca ngudi lao dong
déu & lai, cong ty s& phét trién mot
cdch kh6 khan, vi hdu hét ngudsi lao
ddng s& dat & vi tri hodc gan vi tri ¢6
mifc lucng cao nhat, nhu vay chi phi
tién luong s& rit cao. Tha hai, ngudsi
lao dong mdi thudng mang nhitng y
wdng mdi, phudng phdp mdi, cich
nhin mdi va s& giif cho td chife trdnh
khdi sur ¢d hi lac hau.

3. Thuyén chuyén lao dong lam
hao t6n nhicu chi phi. Phin 16n cic
nhd qudn tri bi¢t ring cdi gid cha
thuyén chuyén lao dong la qud cao.

TS. NGUYEN QUANG THU

Chi phi tyén dung va dao tao lao
dong mdi c6 thé bi€n dong rat 16n ,
uGc tinh chi phi thuyén chuyén lao
dong ¢6 thé bién dong 1ir25% - 200%
16ng sO tién thd lao lao dong hang
nam. Chi phi nay con Ién hon néu tinh
du ca dich vu clia khdch hang bi gidn
doan, t3n thit vé tam ly giita nhitng
ngudi lao dong & lai, 18n that vé kinh
nghi¢m..

4. Tra tién nhiéu chua hin la
“vién dan bac”. Ngudi lao ddng tai
gi6i muén dugce trd ngang bing cho
cling mdt cong viéc wong W nhu &
cdc cong ty khdc. Ho cling mudn
dugce trd ngang bing véi sy déng gép
cta ho ¢ cling mjt vi trf lao dong. Khi
hai diéu kién nay tdn tai, k& hgp vdi
su'quan tdm ctia ho va tim quan trong
clia cong viéc, ho chdp nhan diéu
kién lam viéc va thye hién 51 cong
viéc. Viée tang tién ludng cao hon &
mot sO cong ty thudng khong di dé
gilr chan ngudi lao dong & lai khi ho
mudn ra di.

5. Cdc nha quan 1y nim giit hiu
hét cdc thi thudt dé giif ngudi lao
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dong tai ning. MO nghién citu maéi
day cho thdy riing 50% cdng viéc ciia
ngudi lao dong duge thdéa min duge
xdc dinh bdi chal lugng moi quan hé
giita ngudi lao dong véi ngudi quin 1y.
Ngay nay, nhiéu cdng ty rat chi trong
dén vin dé gin gitt lao dong, bdi vi ho
phai ¢6 trach nhi¢m trong viin d¢ quén
tri ngudn nhan lyc cla cong Ly.

6. Giam thuyén chuyén bit diu
bing 13i cam k&l Céc cong ty gidm
dugce ty 18 thuyén chuy@n lao dong va
gitt duge mifc thuyén chuyén thap
thudng 12 nhitng cObng ty ¢6 nhifng
ngudi ¢é chife ning quin 1y cao nhét
tién phong thyc hién cam kél. Ngay
c¢i khi nhitng ngudsi ding diu khong
cam két , lic d6, mot 18i cam k&l clia
ngudi quan 1y ciing ¢6 thé lam cho
tinh hinh khédc di.

Chép nhan moi sy thit vé thuyén
chuyén lao dong nhung hiu hétcic 18
chic, cong ty, cic nhi quan 1y van rat
quan tim dén sy thuyén chuyén nay.
Bdi, su bién dong vé nhin sy trong
mdl cong Ly ¢6 dnh hudng rit I6n dén
tinh hinh hoat dong sdn xudt kinh
doanh ctia né. Chinh vi vily cdc nha
quén 1y ludn mudn ki€ém sodt sy bién
dong nhin sy trong cong ty. Ho sif
dung db6 thi, mdy vi tinh, tinh todn
v.v.. nhung khéng ¢6 mdt phudng
phép nio ¢6 thé dy bao chinh xdc ¢6
bao nhiéu ngudi s& ra di khdi cong ty
trong ndm nay, hay trong thdi gian
sdp 16i. Bai vi€tnay trinh bay mot vai
¥ widng va y&u td gitip cdc cong ty xdc
dinh xem mifc thuyén chuy&n nhén sy
trong cdng ty 1a c6 lgi hay ¢6 hai cho
hoat ddong sdn xuat kinh doanh cla
ho.

Cau hoi ddu tién ma céc nha
quan ly thudng bit ddu hoi: “Toi ¢
th€ gidm ty 1& thuyén chuyén nhén
vién trong codng ty clia 10i nhu th&
nao?” Cu tra 1¥i that don gian: “Hay
tyén dung nhitng ngudsi t6t hon”. Khi
chiing ta néi vé “tuy&n dung ngudi (5t
hon™ & day thudng ngu § n6i vé “su
phl hgp” gilta yéu cdu ciia cong ty,
nhu cAu nhiin s, chinh sach lao ddng,
qud trinh hoat dong, dinh mic lao
dong va cdc ng ci vién cho timg
cong viée. Bi€u hién cla sy “khong
phd hgp” 13 xudt hién hién tigng
thuyén chuyén lao dong, ning suit
lao dong gidm va thu nhdp ciing
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gidm,

Qué vay, néu qud trinh phong
vén, dinh hudng, dao tao va sif dung
nhén su ¢6 sy pht hgp gilta cOng ty va
ngudi lao dfng thi cong vige s¢ dat
hi¢u qua cao hon, c6 kha ning nhi¢u
hon va trdnh dugc trudng hgp tuyén
dung ngodi' ¥ mudn khi ¢6 sy ¢6
thuyén chuyén lao dong xdy ra.

Khi nhin vién rdi bd cong ty,
ngudii ta ¢6 thé nghe thay rat nhicu
nhifng 13i ra ti€ng vao. C6 ngudi thi
néi, “16i khong tin 12 anh ta da ra di,
chiing ta s& 16n thdt 16n n€u khong ¢6
anhay”. Nhung motsé ngudi khac thi
lai néi: “T6i that mirng khi anh la ra
di, néu khong s& phdt hda mat. Anhta
that sy la mot vin dé cha nhin su”.

Khi mt ngudsi lao dong 181 (Jam
viéc ¢6 ning sudl hay hiéu qua) nghi
vigc, ching ta lién wdng dé€n thuyén
chuyén lao dong ngodi chifc ning bdi
vi suf ra di nay 1a diéu ma cong ty
khong mong mudn. Mit khéc, khi
nhitng ngudi lao dong kém (ludi
bi€ng, khong c6 ning sudt, khong c6
hi¢u qua) nghi vi¢c, ching ta coi day
1a thuyén chuyén chifc niing, vi su ra
dindy 1a sy mong mudn ciia congly.

Viy, nhitng ciu hdi ¢ot 16i ndo
¢6 thé gidp cdc cong ty xdc dinh viée
ra di cia nhitng ngudi lao dong nay 1a
16n that hay c6 lgi d6i véi cong Ly?
Theo diéu tra cia tap chi Fortune vdi
100 cdng Ly, cic cong Ly nay di cho
bi€1 1a 1y 1¢ thuyén chuyén lao dong
cla ho bi€n dong ur 12- 18% hang
nam. Ty 1& thuyén chuyén nay 1a cao
hay thap? Ciu trd 181 12 “con tuy” dé
la thuyén chuyén chifc ning hay
ngodi chifc ning.

C6 rit nhiu cau hdi cé thé dat
ra, chiing han: thd nhal, “Ty 1&
thuyé&n chuyén lao dong trong cOng ly
ban nhu thé nio? Nhu vy 1a cao hay
thdp?”. Thit hai “Lam sao ban ¢6 thé
xédc dinh dude ty 1& thuyén chuyén
nay 12 pht hgp hay khong phit hdp
ddi vdi cong ty ban ?”. Thit ba, “chi
phi thuyén chuyén lao ddng trong
cdng Ly ban 12 bao nhiéu ?”. Va cudi
cling “cbng ty ¢6 th€ lam duge gi dé
gidm dugc 1y 1é thuyén chuyénnay?”

Trude hél, cdc coOng ly hdy
nghién cifu loai lao ddng nao va d b
phin nao trong cong ty nghi viée. K&
dén, ra sodt lai todn bd don xin nghi

viée clia ngudi lao dong dé xdc dinh
nguyén nhin nghi viéc ctia ho. Thi
ba, diing cdc bai vi€l, mo (& cong
viéc, cdc chinh sdch, dinh mic lao
dong, qud wrinh hoat dong, moi
trudng 1am viée dé nghién cifu cdc
nguyén nhdn bo viée cha ho. Pic
biét, hiay chi trong nghién cifu nhitng
mau thuiin trong cong ty. Pay c6 thé
13 nhitng mau thuéin bi€l hoiic khong
bi€l giifa nhung ngudi trong 18, hodc
giita ngudi lao dong véi ngudi quin
ly. C6 thé do mau thudn vé tién
luong, tién thudng va vi ngudi lao
dong khong théa min vdi ché do,
chinh sdch clia ¢dng ty va do dé xin
chuyén di noi khdc hodc tr y nghi
vige.

Mot dang cdu hoi khdc d€ ngudsi
quan 1y w hdi chinh minh, chiing han
nhu: “ T6i dd nhdn ra vin dé nay
chua?”. N&éu cau ra i 1a “Chua”,
viy budc G€p theo 1a ngudsi quéin 1y
phdi i€p xdc v6i nhan vién ciia minh
dé tim ra nguyén nhan 1am ho khong
vifa long. Hay Gim ra sy thdch thic
ciia ho, di€m manh clia ho va su han
ché& trong chinh séch clia cong ty ddi
véi ngudi lao dong. Bl cif cong ty
lam diéu gi, truée hét hdly chiic chin
ring ho bi€l va tin riing cdc nha quan
1y cong ty déu quan tdm dén viéc
thba man (6t nhal nhin vién cla
minh, Sau d6 hily chic chdn riing ho
bi€t cdng ty ciing quan 1dm dén ca
ning suit lao ddng va hiéu qud lao
dong nita. Biing cdch nay, ai cling
thing va ty 1¢ thuyén chuyén s&
gidm,
ty ¢6 thé lam gi khi c6 van dé chay
mdu lao ddng chli chdt phét sinh 77,
Cong ty s€ tinh cdc chi phi quang cdo,
phdng vin, chon loc, dio tao va chd
dgi ngudi lao dong mdi tuyén dung
dat dugc nhu'mong mudn ciia cong ty.

K& luiin, t8n thdl nhan sy cda
mot c¢ong ty khéng hin 12 8t cling
khong hin 1a x&u. Tén thal hiéu qua
1a 18n that tiéu cyc. Dusi gée do vé
quén Iy nhén sy, cdng ty cAn phdi im
ra nguy&n nhin tai sao nhan vién cla
minh rdi bé cdng ty, hiy thir lam
gidm cdc nhin O tiéu cye ndy, va
cubi cling hiy tim cdc phuong phip
mdi c¢6 kha ning, hiéu qui hon dé
dong viéncdcnhan viénclia minh ®
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