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DINH HUGNG AP DUNG QUAN TRI TINH GON
TAI CAC DOANH NGHIEP
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Trudng ai hoc Kinh t&, Bai hoc QuBC gia Ha Nbi
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Céng ty TNOERF System Viet Nam

Quan trj tinh gon (QTTG) 12 tu duy quan trj tao ra Igi nhuan/
gia tri gia tng cho doanh nghiép (DN) bang cach dung tri tué
clia con ngudi cit giam tdi da chi phi 1ang phi. Viéc ap dung
QTTG sé dem lai nhiing nhifng 1gi ich nhv tdng ndng suat va
hiéu qua lao dong, gidm chi phi san xuat. Tuy nhién, két qua
khao sat viéc ap dung QTTG tai 52 DN nhé va vira (NVV) tai
Viét Nam cho thay, QTTG chua phat huy hét hiéu qua. Bai viét
néu 1én nguyén nhan cda thuc trang nay, tir d6 dua ra mot so
goi y nham néng cao hiéu qua ap dung QTTG tai cdc DNNVV &

Vé ly thuyét QTTG

Khai niém “sdn xudt tinh gon” (Lean
manufacturing) chinh thdc xut hién trong cudn
sach dau tién vé san xudt tinh gon trén thé gidi -
“The Machine that Changed the World” cla tac gia
Jim Womack (1990). San xudt tinh gon chi dén mét
hé thdng cac phuong phap ap dung trong séan xuét
nham han ché t6i da su lang phi thdng qua tap trung
vao chinh xac hoa nhiing gi khach hang mudn.

QTTG (Lean Management) la mdét khai niém
rong han, chi t6i tu duy quan tri tao ra Igi nhuan/gia
tri gia ting cho DN bang céch dung tri tué clia con
ngudi cat giam t8i da chi phi Iang phi. Tu duy nay
dudc tac gia dién gidi théng qua hé cong thic trong
bang dudi day:

Lgi nhuéin = Doanh thu - Chi phi (1)
Trong do: Chi phi = Chi phi thyc + Chi phi lang phi (2)
Chi phi lang phi = Chi phi lang phi hitu hinh + Chi phi lang phi vd hinh (3)

(Nguyén Dang Minh va céng su, 2013)

Viét Nam.

Qua hé cong thic cé thé thady, gidi phap giup
DN tang Igi nhuan moét cach bén viing, do la khéng
nguing cat giam cac chi phi lang phi. Chi phi lang phi
ton tai dugi hai hinh thdc la chi phi lang phi vo hinh
va chi phi lang phi hGiu hinh. Chi phi lang phi v6 hinh
gém chi phi lang phi trong tu duy va trong phuong
phap lam viéc, chi phi lang phi nay dugc cho la I6n
hon rat nhiéu so véi cac chi phi lang phi hiiu hinh
ma chung ta van thudng dé cap nhu quén khong tat
den, tat van nudc, hang héng.. Theo tac gid Ohno
(1988), cac lang phi tap trung chd yéu dudi dang di
chuyén, ton kho, thao tac thiia, sdn xuét thiia, cho
dgi, gia céng thua, 16i...

QTTG sU dung hé théng cac céng cu va phuong
phap khoa hoc, vi du nhu 5S, Kaizen, quén ly truc
quan.. dé nhan dién va loai bd cac lang phi tén
tai trong qué trinh san xuét kinh doanh. Phuong
phap 5S bat ngudn ti 5 ti trong ti€ng Nhat, dé la
seiri (sang loc), seiton (sp x&p), seiso (sach sé),
seiketsu (san séc) va shitsuke (s&n sang). Phuong
phap Kaizen mang y nghia cai ti€n lién tuc céng
viéc c6 su tham gia cla tat cd moi ngudi, vao moi
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lic, moi nadi. Phudng phap quan ly truc quan s dung
mau sac, hinh anh, am thanh vao quan ly san xuat
dé giup phat hién ra sy binh thudng hodc bat binh
thudng trong hé théng san xuét kinh doanh.

Ngoai ra, QTTG bao gém ca tdm nhin chién Iugc,
van hoéa DN va triét ly kinh doanh hudéng t6i khach
hang théng qua cac yéu t6 chat lugng (Q - Quality),
chi phi (C - Cost), giao hang nhanh (D - Delivery),
hudng téi bao vé moi trudng (E - Environment), hudng
t6i thyc hién trach nhiém xa hoi (CSR - Corporate
Social Responsibility).

Tdng quan tinh hinh ap dung QTTG trén thé
giai

QTTG hién dang dudc ap dung khdng chi giéi
han & Nhat Ban (quoc gla dat nén mong cho sy phat
trlen cla ly thuyét) ma con tai nhiéu quéc gla phat
trién khac nhu: My, Anh, DUc, Singapore... va céac
quéc gia dang phét trién nhu: Trung Qudc, Thai Lan,
Ba Lan... Cac DN tai cac quéc gia nay déu da nhan
thay Igi ich cla viéc ap dung QTTG. Vi duy, theo mét
nghién cliu cla Engineering Employers’s Federation
(EEF) cla Anh ti€n hanh nam 2001 trén 352 DN &
Anh va My chira hon 70% DN cho ring, QTTG c6 tac
dung cai thién hiéu qua san xuat kinh doanh théng
qua cac khia canh tang ning suét, nadng cao hiéu
qué lao déng va gidm chi phi san xuét. Theo Melton
(2005), ap dung QTTG gilp giam thoi gian san xuét
va luu kho, gidm chi phi san xuét, ting ning suat va
gidm thiéu hang 16i hdng. Theo Standards va Davies
(1999), QTTG gilp cai thién manh mé chat lugng san
ph&m, do hai long cla khach hang va hiéu qué kinh
doanh.

Hién nay, viéc ap dung QTTG trong cac DNNVV
dang la hudng di phu hgp da dugc minh chiing bang
thanh céng & nhiéu qudc gia trén thé gidi (Panizzolo
1998, Lee 1997). Bén canh viéc ap dung cho céac
nganh san xuat, QTTG con dugc ma rong ap dung
cho cac nganh dich vu nhu y t€, gido duc va quan ly
hanh chinh céng (Stone, 2012).

Ap dung QTTG tai cac DNNUV viua & Viét
Nam

Thuc trang ap dung

Viéc ap dung QTTG tai cac DNNVYV tai Viét Nam
c6 y nghia Ién trong viéc cung cép bd cong cu quan
tri hitu ich giip DN s dung hiéu qua t6i da cac nguon
Iic sdn c6 ma khong doi hoi sy gia téang chi phi von
hay cac chi phi vo6 hinh khac. Biéu nay cang cé y
nghia khi rat nhiéu DNNVV dang phai déi mat véi

12 Tapchi KHORHOC 54 14 nam 2014
CONG NGI‘IE VIET NAM

“‘ll N ‘

nhiing thach thiic va khé khan chung cla nén kinh
té. Xuat phat tii y nghia trén, mét cudc diéu tra khao
sat thyc trang ap dung QTTG tai DNNVV (cu thé la
vGi 3 cong cu cd ban: 53, Kaizen, quan ly tryc quan)
da dudc thuc hién.

K&t qua khao sat tdng quan tai 52 DNNVV cla
Viét Nam cho thay, c6 nhiing DN mac du da ap dung
tu duy QTTG t6i trén 5 nam nhiing khéng thé duy tri
dudc lau dai. Cu thé, d6i véi phuong phap 5S, muc
do thau hiéu vé dinh nghia va cach thuc hién 58S tai
cac DN tham gia khao sat 1a khéng dong déu. Phan
I6n cac DN déu nhan thdy su can thiét cla viéc l1én ké
hoach va xay dung tiéu chuén cho tting ndi dung thuc
hién 5S, nhung hau hét cac DN van chua thyc hién
dugc. Mot s6 DN da c6 tiéu chi dé thuic hién sang loc,
sap x&p va tiéu chi kiém tra 3S nhung chua mang tinh
thuc tién, chua cu thé va truc quan héa...

Kaizen la cong cu clia QTTG dugc cac DN ap
dung nhiéu thi 2 sau 5S, tuy nhién mic do hiéu vé
y nghia clia Kaizen va cac cong cu thyc hién con
han ché&. Cac DN da trién khai chua thu dugc hiéu
qua nhu mong dgi do thi€u vé quy trinh chuén, tai
liéu dao tao, hoat dong truyén thong vé phuong phap
ciing chua hiéu qua, do dé ty I& nhan vién thau hiéu
phuong phap con it, va DN chua dua dugc triét ly
Kaizen thanh mot nét trong van héa.

Hoat dong quan ly tric quan mdi chi diing 6 muc
hd trg cho hoat dong 5S va Kaizen. Hién tai, cac DN
phan 16n van sl dung céc hinh thic truyén théng dé
truyén dat théng tin giia cac phong ban nhu sl dung
van ban, email hodc trao déi thong qua céc budi hop
giao ban. Cac DN ciling da tién hanh thu thap thong
tin vé y kién phan héi clia khach hang nhung chua
tryc quan tai nhitng bod phan can théng tin, dén truc
tiép toan bd nhan vién tham gia vao quy trinh tao ra
san phdm, dich vu dé. Qua khao séat, phan I6n cac
DN cho réng, viéc tric quan héa céac théng tin vé quy
trinh thao tac cong viéc, tiéu chuan thyc hién va y
ki€n khach hang la can thiét, nhung chua thuc hién
dugc. S it cac DN da truc quan hda, nhung chi & mét
s0 vi tri va mét s6 ndi dung quan trong, chi chua thuc
hién dugc & moi vi tri.

Viéc phong van cac DN dang ap dung QTTG ciing
cho két qué tuang ty. Phan I6n 1anh dao DN chia sé
rang, hiéu qua ap dung QTTG tai DN chua cao, chi
dat 30-40% mong muén, tham chi tai cac DN dudgc
cho 1a ap dung thanh céng mé hinh QTTG con s6



nay ciing chi dat 60-70% mong mudn. Khong chi
vay, viéc ap dung cac phuong phap QTTG tai cac
DN dudc khdo sat con may méc va mang tinh hinh
thiic. Cac DN phan I6n chua th&u hiu sau sic ban
chat phuong phap nén ap dung hoan toan ly thuyét
ho&c sao chép cling nhéc ti md hinh thanh céng cla
DN khac.

Cuoc khao sat dua ra két luan téng quan la, QTTG
(cu thé la mot s& céng cu nhu 5S, Kaizen va quan ly
truc quan) chua phat huy hét hiéu qua khi dugc ap
dung trong cac DNNVYV tai Viét Nam.

Nguyén nhén

Thu nhét, cac DN dang thiéu céc tai liéu phu hgp
dé lam khung xay dung céc tiéu chuén vé cach thc
trién khai 5S, Kaizen va quan ly truc quan tai DN. Céac
tai liéu tham khao chi yéu c6 ngudn géc nudc ngoai,
chua c6 nhiéu tai lieu dugc diéu chinh dé hudng dan
viéc ap dung phu hgp doi véi cac DNNVV Viét Nam.

Thd hai, cac DN chua cé tiéu chi danh gia vé hiéu
qua ap dung QTTG néi chung va cac phuong phap
nhu 5S, Kaizen ndi riéng, do d6 chua do Iudng dugc
hiéu qud va c6 phuong an cai tién viéc trién khai
QTTG. Cu thé la ngudi lao dong khéng thé ty danh
gi4, kiém soat céng viéc clia minh, déng thdi DN ciing
khéng danh gia ding muc chat lugng thuc hién cong
viéc clia ngudi lao dong, vi vay sé khoéng cé céi nhin
dung nhat vé thuc trang ap dung 5S, Kaizen, quan tri
tryc quan tai don vi minh.

Thi ba, ban Ianh dao DN mé&c du da nhan thay/
thdu hiéu dugc nhiing Igi ich ma QTTG mang lai
cho DN, tuy nhién lai chua xay dung dugc cac chinh
sach/ca ché& khuyén khich dé dua cac phudng phép
nhu 5S, Kaizen trg thanh mét nét trong van hoa va
duy tri dugc viéc trién khai cac néi dung nay thudng
xuyén trong DN. Ban lanh dao la nhiing ngudi dan
dat, xac dinh chién lugc phat trién cla DN, ti dé anh
hudng I6n dén qua trinh ap dung QTTG tai DN. Mat
khac, ban lanh dao can la ngudi di tién phong, hiéu
th&u dao va cé kién thic viing vang vé y nghia ciing
nhu ndi dung ctia QTTG, ti d6 méi c6 thé truyén dat
t6i ngudi lao dong, khong chi truyén dat ki€n thiic
ma con truyén ca nguén cam hing tao nén tam ly
hing khdi cho nhan vién tham gia vao cac hoat dong
QTTG.

Thi tu, dai da s6 ngudi lao dong chua thuc su
nhan thiic dugc Igi ich ma 5S, Kaizen va quan ly truc
quan mang lai cho hiéu quéa cong viéc cla ban than,
nhu gidm s&n pham 16i va rat ngén thdi gian thuc
hién cong viéc. Ngudi cong nhan thudng ap dung 5S,
Kaizen va quan ly tric quan mot cach thu déng, cling
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nh&c theo chi dao, tham chi ludn tim cach chéng déi.
Hiéu qua thuc hién cac hoat déng QTTG cla ngudi
lao dong ludn & muc thap, anh hudng truc tiép dén
hiéu qud thuc hién cac hoat dong QTTG trén toan
DN. Do dé, day c6 thé xem la nguyén nhan quan
trong dan dén viéc QTTG khong phat huy dugc t6i da
hiéu qua khi dugc ap dung tai cac DN Viét Nam.

Tha nam, phuong phap dao tao vé QTTG trong
DN chua/khéng phu hop, dugc thé hién trén 3 khia
canh la: ndi dung, cach thtic va thgi gian dao tao.
Vi duy, vé noi dung dao tao, DN thudng trién khai 4p
dung mot cach may moc ly thuyét QTTG ma khong
c6 su diéu chinh sang tao cho phu hgp véi thuc té
clia DN va cap nhat thudng xuyén trudc nhiing bién
doéng cua thi trudng, nén viéc trién khai &p dung con
mang tinh chat hinh thic; vé cach thiic dao tao, DN
nong voi dao tao kién thic thay vi dao tao nhéan thic
trudc; vé thai gian dao tao, do chua xay dung 16 trinh
dao tao cu thé, nén cac DN thudng tan dung thoi
gian cudi mdi budi giao ban dé 16ng ghép dao tao vé
viéc trién khai 4p dung QTTG.

Mét sd goi y nham nang cao hiéu qua ap
dung QTTG

Mét la, x4y dung DN trén co sd tinh than doan két
va gan bé clia nhan vién. Cac DN cén nd Iyc gan két
mai quan hé gilia cac nhan vién vai nhau, gitia nhan
vién va ngudi quan ly dé chac chan réng, cac nhan
vién s&n long tu nguyén hoan thanh bat ci nhiém
vu nao dugc giao va co sy céng hién, cam két lam
viéc tron ddi véi DN. D& dat dugc muc tiéu nhu vay,
cac DN can phai xay dung mdt cd cdu t6 chiic mé,
tao diéu kién cho nhan vién tham gia vao qua trinh
ra quyét dinh va dé xuét cai ti€n hay nhdn manh dén
hoat dong va tinh than lam viéc theo nhom.

Xy dung doanh nghiép trén co sé tinh than doan két
va gdn bé cua nhan vién
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Hai la, quan tdm téi hoat déng dao tao va yéu
16 van hoa cla nhéan vién trong DN. Cac DN céan
chu trong dén hoat dong dao tao va dao tao lién
tuc dé nhan vién va céng nhan clia minh cé thé ap
dung QTTG vao thuc t€ san xudt kinh doanh. Véi
dac thu chia cac DNNVV Viét Nam la trinh dé nhan
vién khong déng déu, trong do trinh dd cla cong
nhan truc tiép san xuat thudng khong cao, vi vay
cong tac dao tao lai cang can dugc quan tam va dau
tu ding muc. Cac DN cé thé lya chon nhiing hinh
thiic dao tao kha da dang nhu cl nhan vién tham
gia cac khda dao tao bén ngoai hoac t6 chuc khoa
hoc tai chinh DN. Thém vao dé, cac hoat déng chia
sé thong tin, kinh nghiém lam viéc trong ndi bé DN
cling la mét trong nhiing hinh thidc dao tao khong
ton kém chi phi ma lai rat hiéu qua.

Can quan tam dén hoat déng dao tao va yéu té van héa
cta nhén vién trong DN

Ba la, xdy dung déi ngi lanh dao DN c6 cam két
dai han trong dp dung QTTG. Qua trinh ap dung
QTTG sé gap phai rat nhiéu thach thiic va sy phan
khang (su phan khang tu tiing ca nhan trong DN
va ban than DN théng qua phudng phap lam viéc,
phuong thic s&n xuét theo dang day, phuong phap
va tu duy quan ly..), vi vay can phai co6 sy tham gia
va cam két trong dai han cla cac cdp lanh dao.
Su cam két nay can dudc thé hién thanh céac chinh
sach khuyé&n khich viéc ap dung va duy tri hoat dong
QTTG trong DN ciing nhu sy tham gia tich cuc cla
chinh céc cép lanh dao.

Bén la, xay dung déi ngi céng nhan vién tin tuéng
vao lgi ich cia QTTG va ham hoc héi. Boi ngli cong
nhan vién |a nhiing ngudi truc tiép trién khai QTTG
vao thuc t€ san xuat kinh doanh; nhiéu bai hoc qudc
t& cho thdy, tré ngai dé ap dung QTTG nam & bd
ph&n céng nhan vién nay. Mét thach thiic khac ma
cac DNNVV & Viét Nam gap phai la trinh dé cla
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cbng nhan khéng cao. Vi vay, cac DNNVV Viét
Nam cén c6 16 trinh dé phat trién doi ngli cong nhan
nay cho phu hgp véi phuong thiic QTTG. DAau tién
la nhiing bién phap giup déi ngl cobng nhén vién
thay ddi thai d6 va suy nghi trudc nhiing thay déi
cla viéc ap dung QTTG: nhiing thay d6i d6 khéng
de doa cbng viéc hién tai ma ngugc lai dem t4i Igi
ich cho DN va ban than. Tiép d6, DN mgi ti€n hanh
céc phuong thiic dao tao va huan luyén cu thé lién
quan t6i QTTG. Trong dai han, can xay dung van
héa clia DN hudng téi su hoc hoi, nang luc sang tao
va cai tién khéng nguing dé duy tri nhiing thanh quéa
do hoat ddng QTTG mang lai.

Nam 1a, tang cudng hgp téc trao déi va chia sé
kinh nghiém gida cac DN ap dung QTTG. Viéc chia
sé kinh nghiém gitp cac DN nhan dién nhiing diém
manh, diém yé&u trong qua trinh ap dung QTTG tai
don vi minh, dong thdi viéc chia sé tai liéu vé dao
tao, quy trinh, tiéu chi danh gia kiém tra hay trao déi
nhan sy vé QTTG cling sé& dem lai Igi ich I16n cho
céc DN tham gia &
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