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- < Thang s6 thwong mai co dwoc tw gia
BAN CHAT tri gia tang (VA)

L O NHUAN - e
KINH DOANH Gia tri gia tang (VA) co6 duoc tw dau?
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_ HC Asset
Tl E :) CAN 1 Human Tai san mém
. Capital c i  “Hé théng”
A X ) am két & do khuyén khich,
HE THONG QUAN TR Lsroliiifoes tao déng luc
~ 2 CAu trac ai thac . .
NHAN SU CHIEN LUCC o™ (it 76 chirc & M6i
A trwong lam
nhan vige
" | Hé thong quan ly R S
S oy qua & phat —— Sy e &
trién doi ngii s c xnuyen
i khich sang tao

Capital = Caput = mean “HEAD”
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TH(A)NG 'Dl EP Nhan sw la “hat Dao tao phat trién

nhan” tao ban sac doi ngu khong

QU AN TRI khac biét & lgi nglrng

nhuan cho céng ty
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Chién Iwgc / Dinh hwéng

«  Xay dwng so' db co’ cau té chirc
+  Viét mé ta chirc nang nhiém vu

TIEP CAN 2 SERLGIM - LV chon nhan sy cép trung dd chuan
| L e TRAO QUYEN TRIET BE cho CAP TRUNG =y c,hé', Sy

MOI TRUONG B4o cio tai Al chuan, Quy
TCA) CH L’J’C & chinh kinh 1. Xay dwng dinh mlrc han mirc dinh, Quy
LAM VIEC 2. B6 nhiém nhan sw cép trung kém theo (3) trin!\, Biéu

. doanh 3. Van ban giao khoan muc tiéu & dinh mirc mau tac

doéng bo 3 nghiép

cé’p TO CHU'C DOI NGU TINH GON

1. Chi rd cac vi tri céng viéc theo té chirc
2. M6 ta cong viéc tirng vi tri
3. Co ché & ban danh gia két qua CV theo OLE

Triét ly kinh doanh & Van héa doanh nghiép




MO HINH DONG BO
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Chién lwoc -«
céng ty

l

W

Chién lwoc
nhan sw
(HCM)
Tuyén dung,
Tuyén chon,
Pao tao, Phat

v

OutCome

Yéu cau / Tiéu = mé:‘h’ Tam I:'héu ﬂuhé‘lén
chuin NS nhin ach hang

31 46 i « Thoéa man K/H
1. Thai dé R =
2. Ky néng dong K/H tro lai

3. Kién thirc (Phuc vu 16t dé

lam giau)

Tochc
Do lvong két
qua lao dong

trién doi ngii
Quan ly NS
Thu nhap,
Dai ngd
Truyén théng,
thuc day

{

Triét ly nhan

swté chirc

Tham dw
Hiéu suét
kinh t& tw
dau tw vao
nhan sw

Hiéu qua van
Gia tri tinh s .

Nl hanh DN
than NS an

Nang suét
Ludng cong viéc
hwéng dén 1
MUC TIEU
CHUNG

1. Bong lwc
2. Cam két
3. Dboéng vién

Gia tri cot 16i

T OutCome

VD: “Dau tw cho nhan su khéng bao gic 13 phi”

Biz impact

Long tin
thwong hiéu
cua K/H

Doanh thu - Chi
phi - Loi nhuan
Loi nhuén / gia
tri vong doi K/H



BAN DO CHIEN LUWO'C NHAN SU (BSC)

Muc tiéu dai han Loi ich c6 dong
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BHAG

Loi tlrc chu s& hiru

Tai chinh

Khach hang ndi b

Quan tri van hanh

Hoc hoi phat trién

ROI / HR

* 2 )

MGi trwro'ng lam viéc Théa man NV

1 ) 1) 2 ) 1 )

+ Coché : ¥iém LR » Twong troy * Téi wu CV

+ Tuyén dung ) cl:l,odguyen + Po lvong + Phu hop

« Pao tao 1 dan « Thu nhap « Pling vj tri
1) 1 )

Phat trién nang luc NS Hanh phuc, gan bé

Hiéu qua dau tw cho
nhan sw

T6i da hoa lgi ich
nhan vién

Dinh hwéng, do
lwdng, phat trién dé
dap (rng td chirc

Pao tao, sang kién,
chi s6 hanh phic NV



5

{4 K EY”

dé HOACH DINH
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Thanh cbéng c@a nhan vién (Béng co, Niém vui, thu
nhap, thang tién, méi trwvd'ng, stre khoe...)

Chinh sach rd rang & kiém soat chi phi nhan sy
theo cau truc chi phi ctia md hinh tai chinh cong ty

Thwe hién dang, day da quy trinh, tiéu chuan
Tha tuc & ménh Iénh don gian / don cap

Nguwoi quan ly nhan sy DU NANG LUC



Ung dung BSC trong hoach dinh nhan su
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HR

Ddi ngu
~HR
Efficiency
Hiéu suat
HPWS
Nang suat

Alignment

Quy trinh,
thu tuc

High-Performance Work Systems
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’ng dung BSC trong hoach dijnh nhan su

The HR / HCM Scorecard

Output
Paura

Impact C/LNS

. Hoat dong
Hiéu qua

Tt

Pau vao




THE MUC TIEU CHIEN LU'Q'C HR SCORECARD / HCM

Output | DPOI NGU NHAN SV (3)

S6 lwgng nhan sw theo ciu trac
Chat lwong nhan sw theo tiéu chuan
Hiéu suat cong viéc & két qua

:

Biz impact | HIEU QUA NHAN SV (

Loi nhudn / Dau ngudi

Chi phi binh quan / Dau nguoi
Doanh thu / Dau nguoi * Gid lam
ROI: Le'i nhuan / CP nhan sw

<4

Chién lwoc
nhan sw
(HCM)

* Triét ly ngudn

nhan lwc cua chu
s& hiru

* Chi phi nhan sw

trong co’ cau CP
cua mé hinh tai
chinh cong ty
(Dong bd vé&i tai
chinh)

m—
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Activity | CAC HOAT DONG (2)

Tuyén dung, ddo tao, quy trinh
Panh gié, dong vién, thuc déy‘
Co ché chinh sach nhan s tién lwong

Cac chuong trinh dai ngd

Input | CHI PHi NHAN SV (1)

QuY lvong, thwédng cho NS

Chi phi tuyén dung, dao tao

DPAau tw, chi tiéu khac xay dwng hé
thdng nhan su




LUA CHON GITDA
2 PHUONG THUC

\
e 8
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01 | TOI bA HOA CAM KET

Lwong cao
Pao tao nhiéu

« Tham dw / Tao déng Iwc / BPdng vién

02 | TOI PA KIEM SOAT

Lwong thap, khéng phuc loi
Khéng / It dao tao
Chi dao ménh Iénh la chinh
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MO HINH THIET KE CO’ CAU THU NHAP

Ns CAP CAO

Vung thu nhap ky vong
(Viing khéng chdc chdn)

Ns CAP THAP




HOACH DINH NHAN SU HANG NAM
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Céch hoat dong thiic diy / Dong vién / Team-Building | Sé Ian | N.Sach GHI TEN CONG TY ... tt‘::‘c K’::;m +/- +-% KQ |QUAN PIEM & TRIET LY NHAN SU°

1 Nhan sw quén ly cao cap | Cét Ii

2 A |Trwdng bd phan, trwdng nhom i . .

R e o [Ghi tom tét 1 cau thé hién quan diém

3 S0 Nhan vién gian tiep ngudn nhan lwc cia cong ty]

4 ; Lao dong truc tiép, hau can, an ninh

5 Cong quy m6 nhan sw

Hiéu qua str dung nhan sw Nafn Y YT +/- +/- % KQ Hé théng quan tri nhan sw Nafn N +/- +-% KQ

trwéc nay R OR \={» trwoc nay
Ty |é tang doanh thu nam Thu nhap binh quan
Ty |é tang lgi nhuan Diém danh gia binh quan hang thang
Doanh thu / Dau nguéi * gio 1am % Vi tri kiém nhiém co ban
Loi nhuan / Dau nguoi HOACH DINH NHAN SU’ |1y & chi phi nhan sy / X
% gidm chi phi NS / Doanh thu Ty 1€ nhan vién dwoc tang lwong hang nam
Chi tiéu nao dé lien quan K/H Ty 18 sa thai / nghi viéc téi da
Chi tiéu nao do lién quan thoi gian . Ty 1é hai long (A) nhan vién Wi cong ty
Giamdoc.net - ,
Chi tiéu nao do6 giam sai héng Ty 1é tuyén dung thanh cong / H6 so UV
Cac chinh sach dai ngé chinh Ky tinh | %LN MEL ) WD +-% KQ [PAO TAO NOI BO (Vi du)
trwdc nay
1 Quy Iwong chinh NS chd chét DPao tao hoa nhap theo chwong trinh
CHI PHi |Qu¥ lwong chinh NS gian tiép Danh gia tiéu chuén 6 thang 1 1an
NHAN  (Quy Ivong chinh NS phd thong ++ Hb tro 60% hoc phi dao tao ngoai
Sy

a|lbhJw N

Ngan sach tuy&n dung hang nam

OJT dat 4 xac xac nhan trong nam

Ngéan sach dao tao hang nam

Da nhiém co ban theo Check-List




Ké
thtra
thiét ké
td chire
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HOAT DONG QUAN LY & KIEM SOAT VAN HANH

l

Tro'ly / hodc cap pho ... Phu trach chihs
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B6 phan / Phong 02

Bé phan / Phong 03

TCKT HCNS

1. Phuy trach KT 1. Trrding phong
2. Kétoan 1 D
3 Kétoan 2 3

:SLF MENH, TAM NHIN: Ghi tuyén bd sir ménh, tdm nhin
{TUYEN BO CHAT LUQNG QUAN LY: Ghi ngan gon

“TUYEN BO CHAT LUQNG SAN PHAM: Ghi ngén gon

HE THONG QUY TRiINH VAN HANH VA TAC NGHIEP QUAN LY

Cidc quy ché, quy dinh va kiém soat ndi b

CHI TIET MA VA DANH MUC VI TRi LAM VIEC

Ma w tri Tén w tri cong viéc Thudc

Ma vi tri Tén vi tri

Phan
tich
CV,
tién

trinh dé
dinh
bién




w N

Chién lwoc
cong ty

l

Chién lwoc
nhan sw
(HCM)

Tuyén dung,
Tuyén chon,
Dao tao, Phat
trién doi ngii
Quan ly NS
Thu nhap,
Dai ngb
Truyén théng,
thuc day

!

Triét ly nhan
sw to chirc

Yéu céu | Tiéu
chuan NS

1. Thai do

2. Ky nang
3. Kién thirc

Gia tri tinh
than NS
1. Bong lyc
2. Cam két

3. Dong vién
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Quy chuan cho ting vi tri

Yéu cau tiéu chuan bao trim ca 3 nhém chi
tiéu: Thai dé / Péng co — Ky nang — Kién thirc

Dura tiéu chuan theo yéu cau vi tri céng viéc
cua to chure, khéng theo nhéan sw hién tai

Tuyén dung / Pdnh gia hién tai theo tiéu chuan



'IT

MA V| TRI

TEN CONG VIEC

Ban gidm déc

YEU CAU CHUNG

TAM THE & THAI O VO1 CONG VIEC, CONG
TV, BINH HUONG NGHE NGHIEP / SY’
NGHIEP BAN THAN

KY NANG CUNG
(Ti€ng Anh, Tin hoc, St dung trang thiét bj, mdy méc,
phan mém)

KIEN THU'C, NGHIEP VU DANG THU CHO VI
TRI CONG VIEC

KY NANG MEM
(Giao tiép, lam viéc nhém, Quadn ly, Lénh dgo,
Bam phdn thuyét phuc, Trinh bay & thuyét
trinh....)

Gidm d6c didu hanh

Nam / Nir trén 30 tudi,
chinh tryec, strc khoe t6t,
am hiéu sau sic vé phat
trién & kinh doanh bat
déng san hodc gidi quan
tri diéu hanh.

C6 nguyén vong va khat khao lam viéc &
cwong vi diéu hanh hoat déng, xdy dung
cdng tyvan hanh bai ban hudng téi cactiéu
chudn quan tri cao, (ng dung cdng nghé mai
bitkip xu hudng 4.0.

Ché&p thuan dam phdn co hoi théng tién va
thu nhap theo két qua ky vong twong tng
clia HOi ddng quan tri.

Panh gid cao hon quyén lgi kinh t& c6 dugc
theo két qua diéu hanh cong ty.

C6 tham vong dugc dam phan va sé& hitu
phan vén gép dugc phép hodc quyén huéng
6 tirc lau dai.

C6 dinh huéng tré thanh doanh nhan

Truwdng hgp 1: S& trwong |a phéttrién va kinh
doanh batdong san.

Thanh thao st dung hé diéu hanh window, trinh
duyét, email

Thanh thao viéc cai dit, st dung phan mém
chuyén nganh xayldp: dytoan; quan tri dw én
xayl&p.

Théng thao docban v&, boc téch dy todn tiéu
hao.

Truwdng hgp 2: Gidi vé quan tri didu hanh

Thanh thao st dung hé diéu hanh window, trinh
duyét, email.

Théng thao s dung it nhdt mdt (ng dung phan
mém quan |y cong viéc, quan tri dy dn, quén tri
nhan su.

C6 khad ndng xdy dung cdcbdo cdo quan trj tir
phan mém hoic &ng dung Office

1. Hiéu va c6 thé truyén dat nhitng quy dinh
chinh clia phép ludtdoanh nghiép, dau tv
véi nhan vién hodc phan bién véi Hoi dong
quan tri.

2. Hiéu va c6 thé trinh baymach lac cac quy
dinh phép Iy trdch nhiém cla chd dau tu
trong qué trinh xin dy dn dén trién khai dy
4n, ban bat dong san cho khach hang.
3.N&m duoc trinh ty hd so, tha tuclién
quan dén hoat dong xay dung co ban.

4. Hiéu va c6 thé trinh bayvén tit trong 10
phutnhitng loai thué ma cong ty phai ké
khai, ndp trong qua trinh hoat dong tir
khau xin dy an, dén bu gidi phéng mit
béng, thyc hién xdyl4p, ban hang.
5.Thanh thao docbdo cdo tai chinh, ké
hoach tai chinh kinh doanh.

K§ ndng 14ap ké hoach & trién khai ké
hoach cong viéc.

K¥ ndng giao viéc, kiém tra két qua cong
viéc clia nhan vién.

K§ ndng dong vién, thic day tinh than
lam viéc cho nhéan vién.

K§ ndng trinh bay bdo cdo, thuyét trinh
van dé trwde cude hop, d6i tac, hdi nghi.
K§ nang dam phan, thuyét phuc.

Ky ndng x& ly van dé véi vai tro ngudi
quan |y: moi viéc can dugc xtr ly ngay
trong ngay khi phatsinh.

Ky ndng chi dan, huan luyén cong viéc
cho nhén vién.

CT-VCEO

Phé giam d8c cong ty

MaVT01-03

Chirc danh / Tén céng
viéc 01-03

MaVT01-04

Chirc danh / Tén céng
viéc 01-04

BP02

Phong kinh doanh

Trudng phong kinh
doanh

Nam / Ni¥ trén 25 tudi,
chinh tryec, t8t nghiép
khé&i nganh kinh té, c6
kinh nghiém kinh doanh
bat ddng san it nhat 1
nam

Yéu thich cong viéc kinh doanh va cac hoat
dong giao luu, két ban véi ngudi khac.

C6 dinh hudng tré thanh gidm déc kinh
doanh / hodc CEO / hodc kinh doanh riéng
sau 5 dén 10 ndm.

Muén dugc dam phdn thu nhap theo két
qua kinh doanh & ban hang.

S{r dung thanh thao hé diéu hanh windows,
Office, Internet, Email.

Hiéu ding va day d0 vé Digital Marketing

Biét trinh ty trién khai mot chién dich quang
cdo, truyén thong.

Biét s&r dung (rng dung tron thu glti cho s8 dong
qua email.

C6 thé lap file (ng dung quan ly kinh doanh &
bén hang trén excel va s dung thanh thao it
nhat 1 phan mém (*ng dung ban hang.

Biét vé cac quy dinh phap luat vé kinh
doanh b3t déng san.

Hiéu va c thé trinh bay ngén gon, mach
lac vé bién phi, dinh phi.

Hiéu va c6 thé 1ap bAng mo td san pham
dich vu theo cdu tric 3 |&p: gid tri cong
ndng chinh - gia tri chatluvgng thyce - gid
tri gia tang.

C6 thé 1ap ké hoach ban hang, k& hoach
truyén thong & quang cao.

Ky n&ng dam phan, thuyét phuc truc tiép,
qua dién thoai, email.

C6 ki ndng va cé thé doc 1ap t6 chire sy
kién ban hang.

C6 k§ ndng giao viéc & quan ly céng viéc
cla nhan vién.

Hiéu va c6 thé hudng dan ki nanglam
viéc nhém cho nhén sy khac.

C6 ki ndng chi dan, hudn luyén ki ning
ban hang, chét sale cho nhan vién.
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PANH GIA - PO LUONG

Ap dung OKR | 1:3 Nguyén tac & Yéu cau

1. KPIs CONG TY
2. KPls CAP PHONG / BAN
3. KPIs CA NHAN ' . e
&
Specific [1 Measurable [1 Achived
/Attainable [ Relevant [J Time bound S_M_A _R_ T

Overall Labor Effectiveness (O LE)
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4 cap do do lwong

1. KRIs. Key results indicators — Cho ta biét muc tiéu két

qua téng qudt la nhw thé nao khi hoan thanh. VD: ‘\ KRIs
Néng cao chét Itg'ng phuc vu K/H Peel the skin

2 RI , to find out
. S: Result indicators - Cho ta biét da lam dwoc gi?, VD: Pls
Dd hoan thanh bao nhiéu viéc cham soc qua dién
thoai, email sau khi giao hang RIs and PIs
3. PIS Performance indicators — Cho ta biét phai lam viéc E¥en for (e

] ) ] ] . . core to find
gi dé co két qua. VD ta xdc dinh dwo'c khach hang cdn the KPIs

Confirm / goi dién, email sau giao hang...

KPIs

4. KPIs im gi dé gia ting dang ké hiéu qua tién trinh & két
qua. VD: 95% khdch hang hai long & tro lai tir viéc
chdm séc sau giao hang theo kich ban théng nhdét
cua céng ty, gidi quyét triét dé khiéu nai trong 24h.




Xay dwng co ché
CHI TRA THU NHAP
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NHAC LAI MO HiNH THIET KE CO' CAU THU NHAP

Ns CAP CAO

Vung thu nhap ky vong

Ns CAP THAP




Lwong 3P
Lwong téi thiéu
Lwong co ban
Lwong cirng
Lwong mém
Thu nhap
Thuwong

Phuc loi

Hoa héng
Phu cap

Tror cép

Dai ngd
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Lwong vi tri

1. Luong co ban
2. Phu cap
3. B3o hiém

Lwong nang suat

1. Lwong KPI
2. Thuwéng ket
qua

Dai ngd, Phuc lgi

. Thwdng vuot troi
. Phuc loi
. Cung chia sé loi

nhuan KD

. Dao tao phat trién
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Thé ché hoa kip thdi, ro rang
Lworng vi tri

1. Lwong co ban
2. Phu cap
« Cong thure tinh tirng khoan 3. Bao hiem

- Khi nao dworc hwéng »
- Piéu kién dwoc hwéng

« Dinh nghia chi tiét tirng khoan

Lwong nang suat

1. Lwong KPI
2. Thuwéng ket

Gan mét phan hodc toan bd thu nhap thuc qua

cta NLD véi két qua danh gia tirng ky lwong

Dai ngd, Phuc lgi

. Thwdng vuot troi
. Phuc loi
. Cung chia sé loi

nhuan KD

. Dao tao phat trién
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Chinh sach chi tra thu nhap

1. Chét co’ ché chi tra | TONG QUAT

2. Xay dwng bang lwong mau

3. Tinh quy lwong theo bang lwong mau
4. Khép véi mo hinh tai chinh

5. Dam phan rd rang / ngay tw dau

(Co c&u chi phi nhan sy trong tong chi phi va

so voi ty Ié doanh thu. DBirng cb cat xén bao
hiém, phuc loi)
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CO CHE PAI NGO, bONG VIEN

1. Cac khoan dai ngé bang tién — Vwot troi
Cac khoan dai ngd ngoai tién / Cé tirc / Bao hiém...

So do thang tién, phat trién ban than

2
3
4. Ché dd khen thwéng, dong vién (36 loai ca rot)
5. Co ché phan nhiém/ Trao quyén / Van ban hoéa moi quyét dinh

(Chu trong truyén thong dé nhan sw hiéu mét céch ré rang chinh séch)
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CHU TRONG CHINH SACH BAO TAO NOI BO

OJT

On-the-Job
TRAINING




CHINH SACH BAO TAO NOI BO

5.
6.

DPao tao hoa nhap khi méi tuyén dung

Nhan sw dao tao 1an nhau | X6a bé chuyén mén
héa co ban

Yéu cau kiém nhiém bat budc

Quy dinh “Chtrng chi kép” noi bd, gan chi tiéu
dao tao lam diéu kién thang tién, tang lwong

DPao tao dat chuan (N6i bd / Public/ Inhouse)

DPao tao nang cap (N6i bd / Public/ Inhouse)

(Co ké hoach dao tao ting ky)
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OJT

On-the-Job
TRAINING




CHECK-LIST
TRIEN KHAI AP DUNG
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T6 chirc cudc hop, truyen thong, dong thuan, Quyet
dinh tai cau trac hé thong quan tri NS

C& ngwei phu trach — thdng linh chwong trinh

Hoach dinh & théng qua ty trong CP nhan sw; Hoach
dinh & théng qua muc tiéu HR-Score Card / HCM

Swra / Nang cap so do té chirc kém theo Check-List vi
tri céng viéc / chirc danh / Viét chirc nang nhiém vu
tirng phong ban, bo phan.

Phan tich vi tri cong viéc / tién trinh céng viéc de dinh
bién sé ngwou & tieng vi tri. Ban hanh tiéu chuan nhan
sw cho tirng vi tri.

Thwe hién trao quyén & ky giao khoan cho nhan sw
quan ly. Lap ké hoach dao tao cho 1 nam ké tiép.

Thiét ké chinh sach chi tra, phuc lgi, phuc lgi. Sap xép
lai & dam phan lai lwong, thu nhap, kém theo mé ta
cong viéc tirng nhan vién.

Soan thao thanh quy che & truyén théng hwéng dan
trng dung bd tai liéu, biéu mau nhan sw



