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PHONG CACH QUAN LY LEAN:

inh hinh trién khai
tal1 Viet Nam

HE THONG SAN XUAT LEAN DA TRG THANH MOT NGHE THUAT SAN XUAT
HANG DAU TREN THE GIOL TUY NHIEN, HIEN CON KHA T DOANH NGHIEP
THANHO CONG TRONG VIEC DUY TRi VA CAI TIEN LIEN TUC. BAI VIET NAY
NHAM RA SOAT LAI LY THUYET VA XAC PINH CAC NGUYEN TAC LIEN QUAN
CUA QUAN LY LEAN VA CHI RA KHA NANG TRONG TUONG LAI GIUP CAI THIEN

HIEU SUAT TO CHUC.

® TS. NGUYEN DANH NGUYEN - ThS. NGUYEN PAT MINH
Vién Kinh t& qudn ly - Bai hoc Bdach Khoa Ha Ni

Gidi thieu

San xuidt Lean di phat trién
dén trang thdi ctia mot nghé thuat
trong sdn xuat. Cdc két qud clia
mot cudc khio sat cho thdy c6 dén
80% s& cong ty khing dinh da 4p
dung c4c nguyén tic clia hé thong
san xuat tinh gon (LPS) vao hoat
dong san xudt ctia minh. Hon mot
nta trong d6 dd hoan thanh viéc
thuc hién va cdi tién lién tuc hé
thong sdn xuit theo Lean. Tuy
nhién, tai nhiéu doanh nghiép, két
quaé lai khong duge nhu mong dgi
hodc khong duy tri dugc trong thoi
gian dai.

Thach thiic 16n nhit cho doanh
nghiép chinh 1a sy thay ddi hanh
vi, suy nghi ctia nhan vién va lanh
dao. Su khdc biét gitta phuong
phdp sén xuat hang loat trudc day
va sdn xuat Lean Ia vai tro clia con
nguoi. Sy tdch biét gilta cong nhan
va quan ly khong tdn tai trong san
xuét Lean.

Muc dich chinh ctia Lean 12 cai
ti€n cdc quy trinh mdi ngay va dan
dan dat dugc cai ti€n lién tuc.
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Thong thudng, nhan vién cb
nhitng rang budc chit ché véi vi tri
lam viéc va ho thudng lam viéc
theo cdc tiéu chuin hé thong ma
khong c6 nhiéu thdi gian nhan rdi.
Vi vy, ngudi quan 1y cAn xem xét
dé cho nhan vién thdi gian va dao
tao d€ ho c6 thé thyc hién dudgc
céc cdi tién.

Su tham gia ctia nhin vién va
kién thiic clia nhan vién 1a nén
ting cho sy hinh thanh phong cach
quén 1y Lean. Quén 1y Lean chinh
12 s¢i ddy lién két giita sdn xuat
tinh gon vdi cdc phuong phdp va
cong cu clda nd. Tuy nhién, cdc
phuong phép ti€p can khong nhat
quén giita c4c nguyén tic vin ton
tai trong nhiéu cong ty. Bai viét
nay cho thiy cich ti€p can khdc
nhau vé phong cdch linh dao
trong hé thong san xuét tinh gon
va két hgp chiing v6i phong cach
quén 1y Lean.

Nén tang ctia Lean
Leadership

Phong cdch qudn 1y Lean la

su lién két gitta cdc cdng cu clia

Lean, viéc hoc tdp va lién tuc
nang cao hiéu qua t6 chifc thong
qua tu duy Lean (C. Orr, 2005;
D. Mann, 2009). Quén 1y Lean
tap trung vao cdc cong nhan thao
tdic mdy nhung cling c6 gid tri
cho tit c4 cdc moi quan hé quin
ly khac. Tri€t Iy Lean véi mot tw
duy dai han 12 mot phan nén ting
ctiia qudn 1y Lean. M6t cdu ndi
phd bién dugc trich din tir Toy-
ota 1a: “Trudc khi chiing toi sdn
xuat chi€c xe, ching t6i x4y
dung con ngudi” (J. K. Liker,
2004). Dya trén c4c yéu cau nay,
quin ly Lean cé thé quy dinh
nhu 12 mot hé thong phuong
phdp gitip thuc hién phat trién
bén vitng va cai ti€n lién tuc. N6
mo ta sy hgp tdc gita cong nhan
va cdc nha quan 1y cing hudng
t6i su hoan hdo cho t§ chic. BE
md td hé thdng qudn ly Lean
toan dién, ¢6 5 nguyén tic co
bdn cia Lean leadership dugc
thé hién sau day:

Vin héa cdi ti€n (Improve-
ment culture): Bao gdm thdi do va
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hanh vi trong mdt qud trinh nd luc
lién tuc @€ huéng t6i su hoan hio.
Muc dich 1a tim ra nguyén nhén
gbc ré clia van dé va dé chic chin
ring van dé nay s& khong xay ra
mdt 14n nita (Liker & Convis,
2013; B. Emiliani, 2008).

Tu phit trién (Self-development):
La mot nguyén tic quan trong ciia
Lean Leadership (N. Bodek,
2008; B. Elliott, 2008). Bén canh
viéc tuf phét trién, cdc nha lanh dao
phai phdt trién nhitng k§ ning
khdc @& hd trg va cho phép ngudi
lao dong tham gia vao cdi tién
lién tuc .

Trinh do  (Qualification):
Khong bi gidi han bdi qud trinh
gido duc thong thutng hodc cic
khéa dao tao. Hiu hét kién thic
clia quan 1y Lean dugc phat trién
dua trén cd sG cong viéc hang ngay
va dién ra tai san cong t4c.

Gemba: C6 ngudn goc tir Nhat
Ban. N6 dé cap dén cic xudng hay
ddng hon 12 ndi tryc ti€p tao ra gid
tri gia ting. Nguyén tic Gemba
con dudc goi 1a “Go-to-Gemba”
hoic “Genchi Genbutsu”. Theo
nguyén tic Gemba, cdc nha quin
ly Lean c6 thé xdc dinh dudc
nguyén nhan gdc ré gay ra vin dé
ma khong mic phai nhitng sai 1am.
D& tich hgp cdc khia canh trong
hanh vi hang ngay cta minh, quin
1y t6 chic Lean nén tuan theo 5
nguyén tic vang Gemba sau: Dén
tan noi, Kiém tra, Gidi phdp tam
thdi, Phan tich nguyén nhan goc
r&, Chuén héa gidi phap.

Hoshin Kanri: Con dugc goi la
quén ly theo muc tiéu hoic trién
khai chinh sdch. Hoshin Kanri
tap trung cdc hoat dong cdi ti€n
ctia mdi nhém dua trén muc tiéu
lau dai d€ ddm bio hoat dong cai
ti€n dugc thuc hién. Hinh 1 thé
hién 5 nguyén tdc trong mo6 hinh
quan Iy Lean va thé hién vai trd
trung tdm cua cdc nhém cdi
ti&n.(hinh 1)

Van héa cdi tién lién tuc

Hinh 1:
Mb hinh qudn Iy Lean
(U. Dombrowski and T. Mielke, 2012)

Quan 1y Lean va quan 1y
truyén thong

Trong cdc moé hinh quén ly
truyén thong, ngudi quan ly thudng
c6 céch truyén dat tir trén xudng
ndi ma ciu tra 18i va gidi phdp
dugc xem la ménh 1&€nh. Tuy
nhién, phong céch quan ly Lean lai
hoat dong ngugc lai, nghia la
huéng tir dudi 1€n, noi ma nhitng
ngudi cong nhan dugc coi la trong
tim (Hinh 2). Ngudi quan 1y Lean
that sy 13 mot ngudi c6 thé tach
minh khdi nhém d€ c6 thé trao
quyén gitip cAp dudi tu phat trién
va dua ra cic y tudng.

Céc nha quén 1y 12 ngudi huan
luyén cho cdc thanh vién trong
nhém tao diéu kién tdt nhat va
truyén cdm hing hd trg cho céc
muc tiéu ctia t§ chifc. V& ban chat,

Phong cach lanh dao
truyén théng

Lap k& hoach

Nhan vién thuc hién muc
tiéu ma cap trén dé ra

Cép trén dua ra cac thudc
do va phan héi khi muc tiéu
khéng dat dugc

Thuec thi cling nhéc

La ngudi kiém soéat théng
tin

La ngudi truc ti€p gidi
quyét cac van dé

La chuyén gia ky thuat

Chuyén giao cong viéc

Quyét dinh hiéu suat

céc nha quan ly dang phan phdi
cac nhiém vu ldnh dao (va trach
nhiém) cho mot loat cic nha quan
1y tiém ning khdc. Céc thanh vién
nhoém tu chiu trach nhiém va cam
két vé cac van dé va cdc gidi phap
dua ra. (hinh 2)
Két qua khao sat

Nghién cttu thyc hién véi cdc
doanh nghiép sdn xuat da ting
tham gia cdc khéa dao tao Lean -
TPS do Toyota Viét Nam phdi
hgp t8 chitc dé€n nim 2013. K&t
qua khéo sdt tai 67 doanh nghiép
phia Bic cho thdy, chua ¢6 doanh
nghiép nao phit trién duge phong
cédch quan ly Lean c6 hé thong.
Trong s6 d6, c6 31 (46.3%) doanh
nghiép nganh Cd khi, 4 (5.9%)
doanh nghi€ép nganh Dét may,
32(47.8%) doanh nghi€p hoat
dong trong Iinh vyc sdn xuat, kinh
doanh va xuat nhap khiu. C6 trén
80% trong s& céc cong ty tham
gia phdng van néi ring da 4dp
dung cdc nguyén tic clia Lean.
Trong d6, 100% cong ty trién khai
5S diu tién, tuy nhién c6 trén
55% that bai ngay trong nim dau
tién dp dung, chi c6 25% doanh
nghiép cho biét 4p dung tt Lean.
HAu hét cdc doanh nghiép déu
cho bi€t vin héa (Improvement

Phong cach
lanh dao Lean
Ngudi dinh huéng
Pam bao muc tiéu cla
nhom hé trg cho tam nhin
cong ty
Giam sat va kiém tra viéc
do ludng ctia nhém
Tao dong luc va su ky
vong
Truyén dat thong tin
Tao diéu kién phan tich
“Nguyén nhan géc ré”
La nguoi hé trg ki thuat
Cung cédp truyén dat
hudng dan cong viéc
Quyét dinh hiéu suét cla
nhom theo muc tiéu

Hinh 2: Quan ly truyén théng va qudn ly Lean
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Culture) ¢6 anh hudng quan trong
nhat dén sy thanh cong trong viéc
ap dung Lean hay chinh la phong
cdch quan 1y Lean. Chi c6 3
(4.5%) quén 1y trong cdc cong ty
(thudc linh vue co khi) trd 161 cé
dp dung nguyén tic hién trudng
hién vat (Gemba - Genchi Gen-
butsu). Khong c6 doanh nghiép
nao tra 13i vé nguyén tic tu phat

sén xuat Lean doi hdi mot sy thay
ddi trong quan hé hop tic hiang
ngay gifta cong nhan va cdc nha
quan ly.

P& phit trién va duy tri vin
héa cdi ti€n lién tuc trong doanh
nghiép, cic quan 1y Lean can phai
12 mot hinh miu cho nhan vién
clia minh. K&t qua cling cho thay
vai trdo ctia Hoshin Kanri khong

dugc bi€t dén nhiéu. Gemba cling
tao dugc nhitng an tugng diu tién
tai mot vai doanh nghiép c6 quy
mo nhd trong cudc khéo sit. Trinh
d6 chua dugc cdc qudn 1y thuc
hién va phat trién sau cdc khéa
huan luyén va tu van. Cdc nha
quan 1y chua d4nh gid dudc tam
quan trong cta qud trinh tu phat
trién (Self-development) m

trién trong nhém. C6 2 (3%) quan
ly trd 16i dp dung thanh cong
nguyén tic dao tao (Qualifica-
tion) thong qua don vi tu van va
cho day 1a nguyén tic quan trong
nhit va nhanh nhit d€ huin
luyén cdc qudn 1y Lean. Hoshin
Kanri 12 mot khédi niém c6 vé
khong an tugng vé6i cdc quan 1y
khi dugc phdng van.
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Két luan
Nghién ctfu nay chi ra ring
viéc trién khai va duy tri hé thong
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Sac mau lang nghe
Tonvinhtinhhoa gy NiNg 92013

lang nghé Viét Nam

HuEmg Ong“NEm du Reh quic pla khu s B8ng bEng séng Bdng - HS PRang 20135 dic hidn
Crupdft Sk 38 1234058 VBMD iy 1590572012 ol Chil thch UBNG tink Bl Ninh , B ngdy 17-
23/19/2013, tal Trmg t4m ¥an héa Kinh Bdc, Tp B4 Minh, UEND tinh Bic Hinh 8 chdc B4l dw
triin B "Shc mu 3ng nghdl - Bac Minh 2013°, H8I che o6 quy mé 300 glan hing tiu dwiin. Sy
kit ndy I haat Ang nbim 160 vinh sin phim ok she oia cfe oo 53 sin ot cing nobbdp, 150
thl o rvah 8, hidn b, Bnag nghd <3t hang fhd ofng matngh® tab B3 NInk v khu wie,

HsE chr i [ "5 mdn g ngh- Bde Mish 2013713 mdt trng shding sy kR guan trohg
ot Gralic gla v khu vic B¥Sng BAng 38ng Héng, nai bl ty nhing =in phim tinh hea ola nhidgu
hng nghé tndn thing ¥ist Kam. H3 chg nhdm thiic déy sy hop tic phit tikn giaa luu vi
thuicing mad, viin hda, dulich gida tinh Bz Minh v cic tinh trong khuwic £15y oing B dip #8 t3n
winh c&c thasong bt shn phln Bing nghd oda rodén guan b (Kinh BA2) 432 BIat B o&c sin phim
v nghé truyn thitvg ol Bog Bal BAL tranh Bdng B, of Bdng ky, tre trde Xudn Lt gl
Phil LBng... Khi tham gis HO) cha, cic deanh nghiép. oo 38 =in zudt céng nghlép ndng thdn s&
Huge Churgng trinh Khuydn céng Qusc gla vh tink Béc Nink b trg m@t phin ldnh phi.

Mhiirg sin phim d¥c sdz 1A tinh héa cia cie 1ing nohd, nganh nghd thil cing tmnyén théng
2012 Y1t Na, s4n xulit bing nhidu chit B phue ©4ag, gém, tranh e, o5 mit nohd, 34 ouy, &5
trandg sBc... 58 duigre trung bay & ohilng olan chivks oz HY6 char Noodl i 1 o glan tung bay e
san phifm: midy méc thidt b, Mn - &en B vitn thdng, thist b nghe nhin, phasang tén win ..
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