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TAO PONG LUC LAM VIEC CHO NGUOI LAO PONG
TAI CONG TY CO PHAN MOI TRUONG VA CONG TRINH
PO THI THANH HOA

Lé Thi Thanh Thiiy*, Nguyén Vin Tuin?
TOM TAT

bHéng lyc 1am viée 1a mét trong nhitng van dé quan trong ma Cong ty cé phan Moi
trirong va Cong trinh d6 th; Thanh Hoa quan tam trong thei gian qua, béi né chinh 1a nguon
gac thiic ddy tang ndang sudt lao dgng, nang cao chat luwong va s gan bo cia nguoi lao déng
V6i t6 chire. Pé tai nghién citu sir dung két hop dir liéu sor cap va thit cdp dé danh gia thyc
trang cong tac tao dong luc lam vige cho nguoi lao dong tai Cong ty vai 24 thang do cho 02
nhém thanh phan danh gia vé hoat dgng tao dong luc 1am viéc gom: (1) Pdnh gia vé tien
leong, tien thirong, phuc lei; (2) Pdnh gié viéc dao tqo, tdp hudn, nang cao tay nghé; tao
diéu kién va mdi trieong lam viéc; ddanh gia lao dong; tao co héi théng tién va cac hoat déng
van héa van nghé, thé duc thé thao... Két qua ddanh gia thuc trang cua nghién ciu 1a co so
dé dinh huéng 05 nhém gidi phap nham nang cao hiéu qua cong tac tao déng luc 1am viéc
cho nguoi lao dong trong thoi gian toi.

Tur khoa: Dong luc, tao dong luc, nguroi lao dong, Cong ty CPMT&CTPT Thanh Hoa.

1. PAT VAN BE

Cong ty c6 phan Mbi trudng va Cong trinh d6 thi (CPMT&CTDT) Thanh Ho4 hoat
dong trong linh vuc dich vu cong ich vé méi truong va canh quan d6 thi voi cac chiic ning
cu thé nhu 1am vé sinh moi truong d6 thi, quan 1y cong trinh d6 thi va xdy dung nang cip
sira chira cac cong trinh coéng cong. Véi dic trung dé, sé lugng ngudi lao dong (NLD)
trong Cong ty la kha 16n voi 941 lao dong trong d6 lao dong truc tiép chiém t6i gan 83%
tong sd lao dong. Vi vay, cong tac quan 1y va tao dong luc cho timg nhom ddi tuong lao
dong trong cong ty 1a khong hé don gian. Trong khi d6, NLD ludn cin duoc quan tim dé
phat huy hét dugc niang lyc, thé manh ctia minh, giup Cong ty ngay cang phat trién [2].
Nhaén thitc duoc tAm quan trong do, cac giai phap hién dang dugc thyc hién ¢ Cong ty da
gop phﬁn tao dong luc cho NLD; tuy nhién van con nhiéu mit han ché dan dén hiéu qua
lam viéc chua cao, NLD chua that sy hai long voi ché d6 va méi truong cong viéc. Pic
biét, do dic thu nganh nghé, NLD thuong xuyén phai tiép xac véi méi trudng 6 nhiém,
doc hai, nguy co cao bi tai nan giao thong, tai nan lao dong nén vi¢c sém hoan thién cac
giai phap nang cao dong luc 1am viéc cho NLD tai ddy 1a hét sirc can thiét. Tir d6, nghién
ctru “Tao dong lyc 1am viéc cho ngudi lao dong tai Cong ty cd phan Moi trudong va Cong
trinh d6 thi Thanh Hoa” duoc hinh thanh.

! Khoa Kinh té - Quan tri kinh doanh, Truong Pai hoc Hong Pirc; Email: lethithanhthuykt@hdu.edu.vn
2 Céng ty Co phan Méi truong va Cong trinh d@6 thi Thanh Héa
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2. PHUONG PHAP NGHIEN CUU

2.1. Pong luc va tao dong luc lam viéc

Pong lyc lam viée dugc nhiéu nghién clru quan tam bai vai tro quan trong cua no6. Theo
Wright (2003), dong luc lam viée duge do ludng boi sy ¢d hét sirc dé hoan thanh cong viée di
gip cac kho khan, sin sang bat diu ngay 1am viéc som hodc ¢ lai mudn dé hoan thanh cong viéc,
thuong 1am viéc cham chi hon nguoi khac cé cung cong viéce, 1am viée quén thoi gian. Pong luc
lao dong bao gém nhiing khia canh sau: (i) 1a sy tu nguyén, khat khao lam viéc; (ii) la mot qua
trinh tam 1y; (iii) 13 su c6 gang dé dat muc tiéu; (iv) gitp NLD dat myc tiéu ca nhan [4].

Theo Lé Tién Pat va cong su (2020), tao dong luc lam viéc dugc xem nhu viéc s
dung céc bién phap khac nhau trong cach thuc hién quan 1y dé tao ra sy khat vong dugc cong
hién lam viéc dudi tinh than tu nguyén ctia NLD. Mdi don vi, doanh nghiép tuy vao dic
diém riéng, dac thu cong viéc riéng s€ c6 bién phap tao dong luc phu hgp véi ting débi tugng
NLD, c6 nhu vay mai nang cao dugc hi¢u qua trong tao dong luc lam viéc. Noi dung co ban
cho vi¢c tao dong luc lam vi¢c cho NLD bao gém: (1) Xac dinh muc tiéu, nhu cAu tao dong
lyc 1am viéc lao dong; (2) Tao dong luc lam viéc thong qua khich 1¢ béng tai chinh: bao gém
xdy dung cac chinh sach tién luong, tién thudng, phic loi... dé dap tng dwoc nhu cau chi
phi sinh hoat hang ngay cia NLD nham duy tri su song va dam bao chit lugng séng tot hon;
(3) Tao dong luc 1am viée thong qua khich 18 phi tai chinh lién quan dén thoa man nhu cau
tinh than cho NLD [7].

Céc nghién ctu lién quan vé tao dong luc lao dong duogc ké thira va xdy dung dga chu
yéu trén mot s6 hoc thuyét cd dién cé tinh Gmg dung cao trong cting cht d& nhu hoc thuyét
vé nhu cau ctia Maslow, hoc thuyét hai yéu t6 ciia Herzberg, hoc thuyét cong bang ctia Stacy
Adams [3], [5], [6]. Nghién ctru nay tiép tuc van dung cac hoc thuyét va chia thanh 2 nhém
tao dong luc: cac nhan té duy tri (bién phap kich thich tai chinh) va cac nhan t6 dong vién
(bién phap kich thich nhu cau tinh than) cho ngudi lao dong trong nghién ctru danh gia thyc
trang tao dong luc cho NLD tai doanh nghiép.

2.2. Phwong phap nghién ciru
Bang 1. P6i twong khao sat cia nghién ciru

TT Déi tugng S6 lwong | Tong sb | Ty 1é Ghi chi

1 | Lao dong gian tiép 38 163 Phiéu khao sat lao dong gian tiép

Lao dong truc tiép (cac
xi nghi¢p san xuat)
Tong 220 941

182 778 123,3%| . ., =
* |Phidu khao sét lao dong truc tiep

Nguon: Tac gia tong hop sé liéu thu thép, nam 2022

Nghién ctru sir dung két hop s6 liéu so cp va thir cip dé mé ta vé dic diém doanh nghiép,

phén tich thyc trang tao dong luc lam viéc cho NLD. Nghién ctru dinh lugng chinh thirc thu

thap va phan tich thong ké mé ta quan diém danh gia ctia NLD vé cac chinh sach tao dong luc

lam viéc tai Cong ty. Nghién ctru sir dung 220 miu diéu tra, s6 lugng mau phéan bo theo cic bo
phan phong ban, xi nghiép, cac don vi nhdm dam bao tinh dai dién cho nghién ctru (bang 1).
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Dé danh gia cong tac tao dong luc cho lao dong tai Cong ty CPMT&CTDT Thanh Hod,
nghién ciru sir dung thang do Likert 5 mirc d6 v6i 24 thang do cho 02 nhém thanh phan gdm:
(1) Panh gia vé tién luong, tién thudng, phic loi; (2) Panh gia viéc dio tao, tp huin; tao
diéu kién va méi truong lam viéc; danh gia lao dong; tao co hoi thang tién va cac hoat dong
van hoa van nghé, thé duc thé thao va hoat dong khac. Dit liéu thu thap duoc kiém tra lai
theo tiéu chudn day d, chinh xac va logic, sp xép theo timg nodi dung nghién ciru bang phan
mém Microsoft Excel.

3. KET QUA NGHIEN CUU VA THAO LUAN

3.1 Pic diém ciia lao dong Cong ty CPMT&CTPT Thanh Hoa

Trong giai doan 2020 - 2022, s6 lugng lao dong cta Cong ty khong c6 su bién dong nhiéu.
Vi tong 941 NLB, trong d6 khdi chuyén mén nghiép vu 1a 163 ngudi; lao dong truc tiép 1a 778
ngudi, chiém gan 83% tong s6 lao dong do dic thu cong viée, linh vuc hoat dong ctia Cong ty.

Bang 2. Bang tong hop tinh hinh lae ddng trong Cong ty

Nam 2020 Nam 2021 Nam 2022
Trinh do SL |Tyle| SL |Tyle| SL Ty ¢ %
(nguoi) | % |(nguoi) | % [(nguoi) | Chung |LBGT | LDTT

Thac sy 1 0,1 1 0,1 2 0,2 100,0 0,0
bai hoc 185 19,7 | 183 | 19,7 | 185 19,7 96,9 3,1
Cao dang 27 2,9 26 2,8 26 2,8 96,6 3,4
Trung cap 31 3,3 30 3,2 30 3,2 76,6 23,4
Cong nhan KT 55 59 54 5,9 55 5,9 4,6 95,4
Lao dong PT 638 | 68,1 | 637 | 68,3 | 643 68,2 0,0 100

Téng 937 100 931 100 941 100 - -

Nguon: Phong Té chic hanh chinh Cong ty CPMT&CTDT Thanh Hod, nim 2022
Véi dic trung cong viée tai Cong ty thuc hién phan 16n 1a 1am vé sinh va quan 1y moi
truong, cong trinh d6 thi, vi vy phan 16n lao dong c6 trinh d¢ 13 lao dong phd thong (chiém
68,2%), con lai lao dong c6 trinh d§ cong nhan ky thuat (chiém 5,9%), trinh d6 dai hoc (chiém
19,7%), ty 1& lao dong co trinh d6 thac sy chiém ty 1& rat nho 0,2% (bang 2). Co cau trinh do,
nang luc, vi tri cong viée... 1a nhiing yéu td co tac dong 16m toi dong luc 1am viéc boi moi
NLP déu c6 cac nhu cau khac nhau dé dap tmg cac nhu cau vé vat chat, tinh than. Nguoi lanh
dao can hiéu va ndm rd dugc dic diém lao dong trong don vi minh dé c6 cac cach thirc tao
dong lyc dung ddi twong va dung nhu cau cua ho trong cac thoi diém khac nhau.

3.2. Thue trang tao dong luc lam viéc cho NLD tai Cong ty CPMT&CTDT Thanh Hoa
3.2.1. Xdc dinh muc tiéu, nhu cau tao dong lyc lam viéc lao dong

Thong qua bao cio d6i thoai NLD véi nguoi st dung lao dong tai Cong ty
CPMT&CTDT Thanh Hoa va Hoi nghi Pai biéu NLD hang nidm, thong qua cac cudc hop
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thuong ky, Cong ty da lién tuc tdng hop cac kién nghi dé xuit cia cac phong ban, don vi
trinh Ban giam ddc, cac phong ban nghiép vu giai quyét, 1am rd va tra 1oi dbi voi NLD. Vé
co ban, cic nhom nhu cau ciia NLD trong Cong ty ciing chia ra lam 2 loai nhu cau vat chét
va nhu cau tinh than nhung cling ¢6 su khac nhau gitra nhom lao dong truc tiép. Cu thé,
nhom lao dong gian tiép huéng téi nhiéu hon cac nhom yéu td thic day trong khi nhom lao
dong truc tiép huéng toi nhidu hon cac nhom yéu tb duy tri.

3.2.2. Tao dong lyc lam viéc lao dong thong qua khich 1é bc%ng vt chat

Tién lwong: Cong ty da xdy dung quy ché tién luong trén co s& cac van ban quy dinh
ctia Chinh phu va Quy ché chi tiéu noi bd cua Cong ty. Mirc luong binh quan cua khdi lao
dong truc tiép (LDTT) dat 4,5 triéu dong nam 2022. Pay 1a muc luong chua cao so véi mirc
sdng & thanh phd Thanh Hoa. Mirc lwong binh quan khdi lao dong gian tiép (LDGT) dat trén
7,3 triéu ddng/ngudi/thang. Nhin chung, mirc lwong da c6 chuyén bién tich cuc ting 1én theo
giai doan cac nam dudi sy tac dong cua dich bénh covid-19 trong thoi gian qua. LDGT nhét
13 can b quan 1y twong d6i hai long, tuy nhién NLD truc tiép chua hai 1ong voi muc tién
lvong. Nguyén nhén la do ndi dung cong viéc phuc tap, moi truong lam viéc ddc hai, thoi
gian va tinh chat cong viéc vat va (thu gom rac thai tai thanh phd Thanh Hoa).

Tién thuong: Pic thi Cong ty hoat dong cong ich, ngudn von phy thude vao ngan sach
nha nude nén quy khen thudng ciing rat han ché. Céc hinh thtrc khen thudng hién nay gom:
Khen thuéng hang thang; khen thuong cho c4 nhan va tap thé xut sic cudi nam; thudng ngay
nghi 18, Tét (c6 thang luong thir 13) theo Quy ché chi tiéu ndi bd duoc quy dinh cu thé.

Bang 3. Panh gia vé tién lwong, tién thwong, thu lao Cong ty

Mirc 6 dong ¥ v6i nhan dinh DbTB | Trong do
i Noi dung Rét khong| Khong | Binh | Pong | Rét chung| PTB | PTB
dongy | déngy [thuomg| y |ddngy| 9| LDGTLDTT
1 [Mire luong c6 du 0 46 | 144 | 8 | 7 | 29| 35 |25
nhu cau sinh hoat
2 | Tra luong dting han 0 0 2 | 176 | 27 | 41 | 41 | 41
3 | Khen thuéng kip thoi 0 28 | 130 | 32 | 15 | 32 | 34 | 28

Phuc loi: Cong ty di thuc hién theo quy dinh cua Phap luat vé& ché do BHXH, BHYT,
BHTN, ché db thai san, lao dong tai nan, ché do huu tri,... H3 tro khac bao gém tro cip kho
khan, trg cap thudng xuyén, qua sinh nhat, qua khuyén hoc... chi theo Quy ché chi tiéu noi bo.
Murc chi chinh sach phuc lgi duge ngudi lao dong dénh gia con thap, mic do phd hop chiém ty
Ié khong cao (dat 3,1 diém TB). Cac muc chinh sach duoc hd trg duge danh gia kha phong phu,
(véi 3,9 diém). Két qua diéu tra cho rang, phan I6n NLD cam thy cac chinh séch phic loi ma
cong ty dang thuc hién da mot phan tao dwgc dong lec 1am viéc cho ho.
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3.2.3. Tao dong luc lam viéc lao dong thong qua khich I¢ tin than

Pdo tao, tdp hudn, ndng cao tay nghé: Cong ty hién dang ap dung hinh thirc do tao
ndi bo va dao tao bén ngoai; trong d6 dao tao tai chd chiém phan 16n va tap trung & trinh do
trung cp va cong nhan k¥ thuat. Pao tao boi dudng thudng xuyén, thi ning bac, phong chay
chita chay,... Ngoai ra, cong ty c6 cac chinh sach dé hd trg chi phi dao tao ddi v6i can bo,
cong nhan vién dugc cir di hoc cu thé. Viéc dao tao tai Cong ty da va dang duoc quan tam,
dao tao trinh d9 thac si, dai hoc va trung cép 1y luan chinh tri con it. Nguoi lao dong tuong
dbi hai 1ong vé viéc dugc tao diéu kién tham gia dao tao hang nim (GTTB la 3,9 diém) va
it hai long voi hiéu qua cta dao tao (GTTB 1a 3,1 diém).

Piéu kién va moi truong lam viéc: Vat tu, trang thiét bi phuc vu cho can bg van phong;
dung cu, may moc va cac loai xe, may chuyén dung cho khéi xi nghiép la kha déy du. Khéi
LDTT duogc cip quan 4o bao hd lao dong, ging tay, khau trang, ing cao su, 40 mua. .. tuy
theo ting vi tri cong viéc dam nhan. Khéi LDTT dénh gia cac thang do diéu kién va moi
truong muc do trung binh, thap hon LDGT. NLD déu dénh gia cao bau khong khi than thién,
NLD cung hd trg sé chia trong cong viéc. Cong ty c6 thyc hién kham sirc khoé dinh ky cho
NLD nhung muac do khong thuong xuyén.

Danh gia lao dong: Phén 16n 12 NLD hoan thanh tdt nhiém vu va duoc danh hiéu lao
dong tién tién, chiém 86,8%. Khong c6 NLD khong hoan thanh nhiém vu. NLD nhén dinh
viéc danh gia r6 rang (4,1 diém), v6i quy trinh chat ch& (3,5 diém) va két qua danh gia dam
bao chinh xéac (dat 3,4 diém).

15,00
10,00
' 34 3,1
5,00 3,&3 3 35 ® 32
' [ . =,
4,00 4,1 3,9
00
DTB chung bTB LDBGT DTB LDTT

Két qua phan anh dung ning lyc cua NLD.
=®=()uy trinh danh gia chat ché

=8—Danh gia rd rang theo quy dinh cua phap luat, Cong Ty

Hinh 1. Két qua nhén dinh ciia nguoi lao dong vé bign phap danh gia lao dong

Tao co héi thang tién: Cong ty thyuc hién danh gia NLD c6 du niang luc pham chat dua
vao quy hoach, tao ngudn cho bd nhiém (phan 16n 1a LDGT), b6 sung quy hoach hang niam,
s6 luong tir 18 - 21 ngudi. NLD danh gia t6t voi diém trung binh tir 3,9 dén 4,1 diém, thap
nhat 1a cong khai trong quy hoach.

Hoat dong van hoa van nghé, thé duc thé thao va hoat dong khac: Céc hoat dong thé
duc - thé thao duoc Cong ty to chirc hang nam. M&i dot hoat dong bao gém nhiéu nodi dung
thi ddu. Cong ty con td chirc NLD tham gia cac hoat dong thién nguyén nhu dong gop kinh
phi ing ho xay dung nha tinh nghia; Ung ho ddng bao Bio lut Mién trung, ... Phong trao vin
hoa thé thao luén duoc duy tri phat trién va dugc nguoi lao dong danh gia cao.
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3.3. Thao luén két qua nghién cieu

Két qua nghién ctu thyuc tién cho théy, cong tac tao dong luc lam viéc cho NLD tai
Cong ty CPMT&CTDT Thanh Hoa da duoc quan tdm thyc hi¢n véi 2 nhom bién phap chu
yéu bao gdbm 08 bién phap cu thé. Tap thé ban lanh dao Cong ty dd quan tim thuc hién toan
dién nhom bién phap tic dong truc tiép nhu chi tra luong va thudng; chi tra phu cip, phiic
loi; nhom bién phap tac dong thong qua tac dong phi vat chat nhu thong qua dao tao va bdi
dudng chuyén mon, nghiép vu cho NLD, danh gia lao ddng, co hdi thang tién, tao moi truong
1am viéc voi cac hoat dong phong trao s6i ni.

Trong s6 cac bién phap da thuc hién, cac bién phap thuc hién dbi véi nhém lao dong
truc tiép con nhiéu han ché va chua thuc sy 1am hai long va tao dong luc cho nguoi lao dong
do nhiéu nguyén nhan khac nhau: Thit nhdt, do co ciu luong quy thuong con han ché, cac
khoan phy cip doc hai chwa nhiéu; Thir hai, chua xdy dung dugc hé thong phan tich, mé ta
cong viée va hé théng cac chi tiéu danh gia thuc hién cong viée, do d6 Quy ché khen thudng
chua duoc xdy dung cho cac 1an khen dot xuét, tan sudt khen thudng; Thir ba, chua tip trung
danh gia hiéu qua sau dao tao; Thu tw, trong danh gia thuc hi¢n cong viéc chua xay dung
duoc cac tiéu chi danh gia nén con né nang va chua thyc sy tao dong luc cho NLD; Thir nam,
chwa ¢6 nhiéu bién phap khuyén khich thic day xdy dung van hoa doanh nghiép, cai thién
moi truong lam viéc, cham lo strc khde cho NLD, nhét 1a chua xay dung 16 trinh kham stic
khoé cho cac dbi tuong dugc uu tién (lao dong truc tiép lam viéc nang nhoc ddc hai,...).

Dua trén két qua phan tich thyc trang, khi thuc hién cac giai phéap tao dong luc cho NLD
tai Cong ty trong thoi gian toi, Cong ty can chu trong gidi quyét cac han ché theo cac nhoém
yéu td: (i) Hoan thién cong tac tién luong voi cac mirc lwong cai thién hon dic biét cho nhom
lao dong tryc tiép; (i) Hoan thién cong tac thi dua khen thuong gin voi nang suat va chat
lwong lao dong; (iii) Day manh cong tac dao tao, tip hudn nang cao tay nghé, bdi dudng va sir
dung lao dong; (iv) Thuc hién dénh gia cong bang hon nira trong thuc hién cong viéc; (v)
Khuyén khich, thac déy xay dung van hoa doanh nghi¢p, cai thién moi truong lam vi¢e, chdm
lo stic khoe cho NLD. Trong tuong lai, cac nhom bién phap can tiép tuc dugc nghién ciru va
thyc hién t6t hon, pht hop véi diéu kién thuc tién cua Cong ty va timg nhom lao dong cu thé.

4. KET LUAN

Tao dong lyc lam viéc cho lao dong cé vai trd quan trong trong chién luge phat trién
Cong ty CPMT&CTDT Thanh Hoa. Pay 1a viéc 1am quan trong, khong thé thiéu vai cong tac
quan tri ngudn nhan lyc cta bat ctr cong ty, to chirc ndo vi nd quyét dinh hiéu qua, su trung
thanh, gan b, tan tuy ctia ngudn nhéan lyc véi COng ty. Qua danh gia thuc trang cong tac tao
dong luc 1am vi¢e cho NLD tai Cong ty CPMT&CTDT Thanh Ho4, nghién ctru da 1am rd tinh
cép thiét duoc thé hién qua danh gia nhitng mat dat dugc va nhitng han ché cta cong ty trong
cac chinh sach quan tri nhan sy trong thoi gian vira qua. Dé tang dong luc lao dong ctia NLD
va tang hiéu qua lao dong, Cong ty trong thoi gian téi can chii trong nhiéu hon véao xay dung
va thyc thi cac chinh sach gitp tao dong luc nhiéu hon cho toan bd nhan vién, khuyén khich
ho 1am viéc hét minh vi muc tiéu chung voi dé xuat tap trung vao 05 nhom giai phap cu thé.
bé 1am duoc diéu do, cac chinh sach tai chinh va cac yéu t6 thudc vé tinh than, xay dung moi
truong 1am viée, vin hoa, giao tiép giita doanh nghiép va ngudi lao dong can duge xay dung
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mot cach hop 1y, hiéu qua. Tuy theo tinh hinh thyuc té, cong ty c6 thé dua ra cac giai phap tao
dong luc phu hop va xir 1y linh hoat cac van dé con chua lam tot dé tao niém tin va sy nd luc
khong ngimg ciia ngudi lao dong trong Cong ty trong thoi gian tiép theo.
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CREATING WORKING MOTIVATION FOR EMPLOYEES AT

THANH HOA ENVIRONMENTAL AND URBAN CONSTRUCTION

JOINT STOCK COMPANY

Le Thi Thanh Thuy, Nguyen Van Tuan
ABSTRACT

Work motivation is one of the important issues that Thanh Hoa Environment and

Urban Construction Joint Stock Company has paid attention to in the past few years,
because it is the source of promoting labor productivity, improving the quality of labor and
improving the quality of work and employee commitment to the organization. The research
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topic uses a combination of primary and secondary data to assess the current status of work
motivation for employees at the company with 24 scales for 02 groups of motivational
activities including: (1) Evaluation of salary, bonus and welfare; (2) Evaluation of training
and skill improvement; creating conditions and working environment; labor assessment;
creating opportunities for promotion and cultural and artistic activities, physical training
and sports, etc. The results of the assessment of the research are the basis for the company
to orient 05 groups of solutions to improve the effectiveness of motivational activities for
employees in the near future.

Keywords: Motivation, create working motivation, employees, Thanh Hoa Environment
and Urban Construction JSC.
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