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Tém tit

Céc cong ty di va dang thuc hién san xuét tinh gon (Lean) dé cai thién kinh doanh, tuy nhién nhiéu
doanh nghiép trai qua kho khan khi ap dung va di thit bai. Cac nha nghién ctru dd xac dinh duoc
mot s6 luong 16n rao can d6i véi viée thuc hién Lean. Hiéu nhiing rio can va tuong tac giira chiing
rat quan trong ddi véi su thanh cong khi thyc hién Lean. St dung “M6 hinh dién giai ciu tric”
(ISM) phan tich sy phu thudc 1an nhau va tuong tac giira nhitng rao can, nghién ciru nay mong
mudn c6 thé gitp cac doanh nghiép san xuat tai Viét Nam dat dugc sy hiéu biét tot hon vé cac rao
can, tir d6, cac nha quan 1y c6 thé da gitp vu tién va quan 1y cac rao can niy.

Tir khéa: Quan tri tinh gon, rao can, méi lién hé, nghién ctru dinh tinh.

Abstract

Companies have been implementing Lean production to improve their business performances;
nevertheless many of them have experienced difficulties in applying and then encountering failure.
Researchers have identified a large number of barriers to Lean implementation. Understanding the
barriers and interactions between them is critical to reach the success of lean. Using the “Interpretive
Structural Modeling” (ISM) to analyse the interdependence and interaction between barriers, this
study aims to help Vietnamese manufacturer gain deeper understanding in terms of barriers, from

which managers can help prioritise and manage them.

Keywords: Lean, barriers, relationship, qualitative research.
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1. Giéi thi¢u

“Quan tri tinh gon” (Lean) lan dau duoc
Krafcik trinh bay lan dau tién vao nam 1988,
nhung thuat ngir nay duoc thé gidi biét dén cho
dén khi quyén “The machine that changed the
word” cia Womack va Jones ra doi. Lean dich
ra la “tinh gon” nghia 1a “lam (dwgc) nhiéu hon
v6i (ngudn lyc) it hon” (Womack and Jones,
1996, tr. 15), do d6 muc ti€u chinh cua Lean
dugc nhiéu ngudi hiéu d6 1a loai bo lang phi.
Nhéic dén Lean, nguoi ta tom gon lai viéc loai
bo ba loai lang phi Muda, Muri, va Mura; Loai
bd nhitng cong viéc khong tao ra gia tri gia tang,
cong viéc qua tai, thiéu can bang trong quy
trinh san xuat. Tuy nhién, Lean khong chi don
gian la y nghia cta viéc giam lang phi, d6 1a béi
vi hé théng cua Toyota khi phén tich, ngudi ta
chi ra rang Toyota khong 1am vay (Liker, 2003).
Nhitng doanh nghi€ép mdéi thuc hanh Lean di
loai bé lang phi, nhung nhiing doanh nghiép
Lean thyuc thu “lam nhitng cong viéc sau do6”
(Bicheno, 2004, tr. 5). Lean khong héan chi 1a
giam lang phi ma “tdi da gia tri” méi thuc su 1a
Lean. Boi vi “gia tri” 1a khai niém trtru tuong
cho nén c6 hang tram hoc gid, cac doanh nghi¢p
loay hoay di tim dinh nghia thuc sy “gid tri” cua
Lean la gi (Ton, 2019). Trong nd lyc tim kiém
va thyc hién no thi cdc doanh nghiép bat dau
gap kho khan va rao can khi 4p dung Lean. Do
d6, khong la gi khi “hau hét cong ty ap dung
Lean thuc ra 1a that bai, chi 10% s6 d6 1a thanh
cong” (Zhang et al., 2017), riéng tai Viét Nam
chi vai cong ty da ap dung thanh cong (Nguyen
& Nguyen, 2017).

Mic du ¢6 nhiéu loi ich tiém nang khi 4p dung
Lean, thé nhung ty 1¢ thanh cong dat rat thap
(Chaple et al., 2018). Cac cong ty da cd ging dé

thuce hién mdt sO hodc cac nguyén tac Lean nhu
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JIT, Kanban, VSM, v.v.; tuy nhién, cach tiép can
khong mang lai cho ho thanh cong nhu mong
doi. Sharma et al. (2014) va Abolhassani et al.
(2016) da chi ra rang mot sy hiéu biét khong
dung hoidc khong biét vé ap luc, nhitng can trg
khi 4p dung Lean 1a 1y do chinh cho cac that bai
khi trién khai. Nguon dir lidu thtr cap chi ra rat
nhiéu nghién ctru da va dang c¢b tim nhitng nhan
td tac dong dén viéc san xuit theo Lean, trong
s6 d6, mot vai nghién ctru thao luan vé cac yéu
td anh huodng dén qua trinh thyc hién Lean tai
doanh nghi¢p Viét Nam (Nguyen & Nguyen,
2017; Nguyen, 2018). Sau khi tién hanh xem
xét cac bai viét nay, chiing t6i quan sat thdy rang
khong ai trong s6 cac nghién ciru di kham pha
mdi twong quan giita cac yéu t6; ban chat cua
cac rao can, ngudn gbc, moi lién hé va tam quan
trong ciia ching van chua dugc hiéu rd. Cac rao
can doi voi Lean di dugc phan tich thanh cac
thuc thé riéng biét, chiing ta di bo qua mdi quan
hé twong quan ciia ching béi vi can thiét phai
hiéu cac rao can va mirc d6 vu tién ctia chung dé
viéc thyc hién dugc sudn s¢ (Chaple., 2018), do
6, diéu nay dat dong luc cho ching t6i tién hanh
thuc hién nghién ctru nay.

St dung dir liéu tap hgp cua nhiing nghién
ctru di trude, nghién clru nay tap hgp nhitng kho
khan gap phai ciia cac doanh nghiép san xuat khi
ap dung Lean, chung t6i mong mudn chi ra rao
can ma cac doanh nghiép san xuat hoat dong tai
Viét Nam dang gip phai bang viéc tham khao y
kién cac chuyén gia. Tir danh sach rao can chon
loc duogc, st dung phuong phép ISM chling t61
xac dinh mdi quan hé phu thudc giita cac yéu t6
anh huong dé dat duoc hiéu biét va giai thich
tdt hon cho viéc thuc hién Lean thanh cong. Chi
tiét vé phuong phap nghién ciru ISM duoc giai
thich & phan tiép theo.
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2. Phuwong phap nghién ctru

Muc dich 13 tim hiéu méi lién hé giira cac rao
can anh huéng dén viéc ap dung Lean tai doanh
nghiép san xuét, do d6 “Mb hinh dién giai cau
trac” (Interpretive Structural Modelling-ISM)
dugc st dung danh gia mdi quan hé giita cac rao
can nay. Phuong phap ISM duogc phat trién boi
Warfield and Sage, la cac phuong phap toan hoc
dua trén thu tuc so sadnh cadp dé tao thanh mébi
quan hé phan cép giita cac yéu t6, 1a phuong
phdp tuong tac su dung trong cac linh vuc tng
dung khéc nhau dé xdy dung mé hinh 1y thuyét
& khai niém hoa dién giai bang cach giai thich
cac nit lién két.

Vi phuong phap ISM chiing ta trai qua cac
budc sau:

Budc 1: Chon loc rao can hay thach thuc khi
thuc hanh Lean.

Budc 2: Thiét 1ap ma trin tuong tac.
Budc 3: Chuyén dbi sang ma tran nhi phan.

Budc 4: Xép hang.

a. Chon lgc

Mot lwong 16n cac nghién ciru vé rao can tao
nén ap luc khi thyc hi¢én Lean da dugc cong
bb. Cac nghién ctru nay rdi rac, nghién ctru cho
ting quéc gia va ngir canh khac nhau, va dugc
cong bd & chit lugng tap chi ciing rat khac nhau.
Viéc lya chon dir li€u dang tin cdy, khong mang
tinh thién kién 1a ti can thiét. Do d6 chung toi
bat dau véi viée thu thap dir liéu nhu sau:

- Co s& dir liéu tim kiém: Web of Science
(WoS) duogc quan li boi Clarivate Analytics, 1a
co so dit lidu dang tin cdy, da nganh. Vé co ban
tat ca tap chi thuoc WoS (ISI) duoc binh duyét
nghiém ngit, duoc trich dan twong ddi tét.

- Thoi diém thu thap dir liéu: 20/4/2020.

- Gi6i han tim kiém: Dé dam bao tinh cap
nhat, ching toi chi nhan két qua tim kiém cua
nhirng bai viét bang Tiéng Anh gan day trong
khoang thoi gian 2015 dén thoi diém tim kiém
1a 20/4/2020. Chung toi khong lay bai viét in
trong book chapter, hoi nghi.

- Cii phdp tim kiém: Ca phap tim kiém va két
qué tra vé duoc tom tit trong Bang 1 bén dudi
nhu sau:

Bang 1. Phuwong phap tim kiém va tém tit két qua tim kiém

C1 phap tim kiém Tén tap chi Ghi chii
[TP= “lean implementation”] VA
[TD="challenges™] VA Journal Of Cleaner Production (1)
[TD= “manufacturing’]
KQ: 1
[TD= “lean implementation”] VA |Benchmarking-An International Journal| D3 loai 1
[TD= “barriers”] VA (1) bai bao bi
[TD= “manufacturing’] Journal Of Cleaner Production (1) tring ket

qua trudec.

KQ:2
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C1 phap tim kiém Tén tap chi Ghi chii

[TP= “lean implementation”] VA

= “barriers A nternationa ourna roduction
[TD= “barriers”] VA I 1 J 1 Of Prod
[TD= “production”] Research (1)
KQ: 1
[TP= “lean implementation”] VA
[TP= “challenges”] VA
[TD= “production”]
KQ: 0

Nhu vdy chiing t6i thu thap duoc bén bai
b4o thoa mén yéu cau. Chung t6i tién hanh doc
ndi dung nhitng bai viét nay. Sindhwani et al
(2019) liét ké 13 rao can khi trién khai dong
thoi 3 chién luge: Lean-Green-Agile (Bang 2),
do d6 co thé s& c6 mot sb rao can ma chung ta
s& khong dé cap khi chung ta dang thao luan
vé Lean. Bai viét ciia Abolhassani et al (2016)
gdy chu y khi chi ra nhiéu coéng ty san xuét
& My khi dé xuét 4p dung Lean da gip phai
nhiéu chi trich boi vi mutrc d6 thanh cong thap.
Co su khong muén thay doi boi nghi ring
Lean 1a cit giam chi phi va d6 1a sy quéan ly
‘hong hach” cua cac nhan vién “compliance”.

Do d6, chéng lai thay d6i thudng xuét phat tir

Nguoén: Tong hop tir Web of Science

cong nhan, bén canh do, sy thiéu quan tam cua
lanh dao, thiéu kién thuc vé Lean, cling nhu ho
nghi rang Lean khong linh hoat dé thay ddi 1a
yéu t6 kho thuc hién.

Abu et al (2019) khao sat 148 cong ty san
xuit do ndi that & Malaysia, cic cong ty cho
rang van dé lién quan dén con nguoi 1a chu yéu
cho viéc hudng dén ap dung Lean, d¢ la: thiéu
nguén lgyc-nhan vién lam qua nhiéu viée, thiéu
tai chinh, nhan vién chua qua dao tao, thiéu
kién thirc va cudi cung 1a chdng lai thay doi.
Trong khi d6 Almeida et al (2014) lai chi tiét
phan tich rao can xuit phat cip lanh dao cip
trung, cap cao va cip thap. Chi tiét thé hién qua

Béng 2 nhu sau:

Bang 2. Khé khin khi trién khai LEAN

Sé Tac gia
T D e Sindhwani | Abolhassani | Abu et al., | Almeida et
et al., (2019) | et al., (2016) | (2019) | al., (2014)
1 |(Thiéu) hd tro can bo cap cao X X X
2 | (Chdng lai) su thay d6i X X X X
3 | Chi phi (cao) X X X
4 | (Thiéu) dao tao/ hun luyén X X
5 | Thiéu hd tro tir nha nudc X
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Sé Tac gia
TT Rao cin Sindhwani | Abolhassani | Abu et al., | Almeida et
et al., (2019) | et al., (2016) | (2019) al., (2014)

6 | Pon hang (khong 6n dinh) X

7 | (Thiéu) cong nghé X

8 | (Kho) phan trng nhanh X X

9 | Giao tiép (Khong hiéu nhau) X X

10 | (Khong) ké hoach/ chién lugc X

11 |(Thiéu) kiém tra dénh gia X

12 | Thiét ké mit bang (khong) hop ly X

13 | (Khong) niém tin vao lanh dao X

14 | (Thiéu) hiéu biét vé Lean X X X

15 | (Thiéu) lao dong X

16 | (Khong) cam két thuc hién X

17 | (Khéng) nhin thiy dugc loi ich X

18 (Khong) sy hd tro quan 1y cap N

trung

Phuong phap ISM c6t 16i sir dung ¥ kién
cua cac chuyén gia. Do do, chung t6i tham
khao ¥ kién cta 4 chuyén gia dang kinh doanh
trong nganh san xudt tai Viét Nam ciia 2 cong
ty khac nhau. Mdi chuyén gia c6 trén 15 nim
kinh nghiém lam viéc tai doanh nghiép, co6 it
nhét 5 ndm 1am viéc tai Viét Nam. Chuyén moén
khach moi da dang, c6 it nhat c6 2 nim kinh
nghiém quan 1i ¢ linh vuc k¥ thudt hé thong
cong nghi¢p (ISE), quan li cong nghi¢p, hodc

quan tri van hanh.

Duya trén rao can ma chung toi cung cap dbi
chiéu kinh nghiém thuc té hoat dong tai thi
truong Viét Nam, nhom chuyén gia dong ¥ hau
hét cac rao can thu thap dugc. Tuy nhién s& phai

25

Nguon: Tdc gia tong hop va phan tich

loai di mot vai kho khan vi né chua thuc su
hop 1y. Cu thé nhu nghién ctru clia nhom tac
gia Sindhwani (2019) bdi vi thao luan vé san
xuét xanh va phuong phap Agile cting vi Lean
do d6 s€ co6 nhitng khé khan 1€ch ra khoi dinh
huéng nhu: “kho khin vé cong nghé”, cling nhu
trong bdi canh dat nude khac s& co khé khin
dac thu nhu “khong c6 su hd trg tir nha nudc”,
“khéng c6 niém tin vao lanh dao”. Ching toi
cling déng y rang, “thiéu lao dong” nhu nhém
tac gia dé cap nhan vién khong du thoi gian dé
thuc hién Lean khong phai 1a vin dé dang lo
ngai. “(Khong) cam két thyc hién”, “(khong)
nhin thay duoc loi ich”, (khong) sy hd tro quan
1y cp trung, dbi véi ba rao can nay thuce su it co
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¥ kién tan thanh boi 18 nhém chuyén gia cling  cao c6 hd tro hay khong. Chung toi duc két lai

dong y rang van dé quy tu v€ vi¢c can by cap  bang két qua nhu sau:

Bang 3. Yéu t6 can khi trién khai LEAN (sau khi chon lgc)

STT Yéu to Dién giai
1 Hb tro cuia can bo cap cao Quan 1y cép cao khong quan tam don ddc thuc hién
2 Thay d6i Nbi s hay chéng lai sy thay doi
3 Chi phi N&i so vé chi phi dau tu
4 Pao tao/ huin luyén Khoéng thudng xuyén dao tao, huéng dan nhan vién
5 Phéan tng nhanh Dap tng nhanh véi sy thay doi tir phia khach hang
6 Giao tiép Kha ning thong hiéu/ thong tin sai léch
7 Kiém tra dnh gia Kiém tra d4nh gi hiéu qua trién khai
8 Kién thtrc vé Lean Thiéu kién thtrc ddy du vé Lean (loi ich, v.v.)

b. Thiét lap ma trdn twong tdc

Nguon: Tdc gia tong hop va phan tich

V: Rao can i anh hudng rao cén j;

Trong budc dau tién hudng tdi vige tao ra X:Rao canivaj co tac dong 14n nhau;

mot ma tran, xem xét moi quan hé theo nglr

A: Rao can j anh hudng rao cén i,

canh cho moi bién, su ton tai cua mdt moi quan

hé gitra bat ky hai rao can (i va j) va hudng lién

O: Rao can i va j khong lién quan.

quan cia moi quan hé dugc dat cau hoi. Bon Két qua dugc thé hién nhu sau:

biéu tugng sau day dugc st dung dé miéu ta

hudng cua moi quan hé gitra cac rao can (i vaj):

Bang 4. Ma tran twong tac

i

j

1 | HO trg ctia can bd cap cao

Thay d6i

Chi phi

Pao tao/ huin luyén

<|O0|<|O

Phéan tmg nhanh

O|<|O|» | »

Giao tiép

<|O|Oo|<|>» <

Kiém tra danh gia

X |O > >

o BN N B B N IV, B N LS I B

Kién thtc vé Lean

Nguon: Tdc gid
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c. Chuyén déi sang ma trgn nhji phin

Chuyén d6i thanh ma tran nhi phan bang
cach thay thé V, A, X va O bang 1 va 0. Sy thay
thé ctia 1 va 0 theo cac quy tic sau:

- Néu muc (i, j) trong MTTT la V, muc (i, j)
trong MTNP tr¢ thanh 1 va (j, i) muc nhap
trd thanh 0.

- Néu muyc (i, j) trong MTTT la A, muc (i, j)
trong MTNP tr¢ thanh 0 va (j, 1) muc nhap
trg thanh 1.

- Néu muc (i, j) trong MTTT la X, muc (i, j)
trong MTNP tré thanh 1 va (j, 1) muc cling
tr¢ thanh 1.

- Néu muc (1, j) trong MTTT la O, muc (i, j)
trong MTNP tr¢ thanh 0 va (j, 1) muc nhap
cling trd thanh 0.

Béng 5. Ma tran nhi phan

i 123 |4|5|6| 7| 8| Tong
i

1 | HO tro cua can bd cap cao 1 010 1 0 0 1 0 3

2 | Thay doi 11 {ofj1]|1]|]0|O0]oO 4

3 | Tai chinh ojlo|1|1[O0]O0]T1]oO 3

4 | Pao tao/ huan luyén ojlo|lo|1]|1]1]|]0]oO 3

5 | Phan ting nhanh oOo(olO0OjO0O|1]O]O0O]O 1

6 |Giao tiép 1|1]o0]lo]o|1]1]0 4

7 | Kiém tra danh gia o1 |o]|o0o|lO0O]|O]|T1]oO 2

8 | Kién thirc vé Lean 11|01 ]1]1]1]1 7

Nguon: Téc gia
d. Xép hang hop R & A.

“Reachability” (R) va “antecedent” (A) la tap
hop phan tir rao can co duge. “Reachability” 1a
ban than phan tir va tp hop phan tir khic ma nd
6 thé giap dé dat duoc, trong khi “antecedent”
bao gdm phan tir va phan tir khac, co thé gitp
dat dugc nd. “Intersection” la giao gifra 2 tap

27

R40 can cap cao nhat ciia bang s& khong giup
dat duoc bat ky yéu t6 nao khac & cip do trén
n6. Khi yéu t6 cip cao nhét duoc tim thiy, bén
dudi 1a cac yéu tb gitp nd dat duge. Qua trinh

la 1ap di lap lai.
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Béang 6. Mirc dg ciia rao cén

STT Reachability Antecedent Intersection Level

1 1,4,7 1,2,6,7,8 1 11
2 1,2,4,5 2,6,7,8 2 II
3 3.4,7 3 3 I
4 4,5,6 1,2,3,4,8 4 M1
5 5 2,4,5,8 5 v
6 1,2,6,7 4,6,8 6 I
7 1,2,7 1,3,6,7,8 7 v
8 1,2,4,5,6,7,8 8 8 I

3. Phan tich MICMAC va Thao luan

Phan tich MICMAC gitp phan tich va phan

loai cac rao can va su phu thudc. V€ van dé
nay, cac rao can dugc phan thanh bon cum
khac nhau.

Nhém 1: Chtra cic rio can yéu-thudng

khong lién quan dén céc rao can khac.

Nhoém 2: Rao can bi phu thude. Kho c6 kha

nang la nguyén nhan dan dén céc rao can khac.

Nguon: Tdc gia

Nhom 3: Rao can phu thude, va cling c6 suc
manh 14 nguyén nhan din dén rao can khac. Bat
ky tac dong 1én rao can thudc nhém nay déu
gdy ra tac dong dén rao can khac va phan tng

lai chinh né.
Nhom 4: Rao can thugc nhom nay doc lap

hay it phu thudc, 12 nguyén nhan dan dén céac
rao can khac.

Bang 7. Phan bo cac rao can theo nhom

28

Nguon: Tdc gia
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Két qua thé hién ¢ Bang 7 néi 1én rang:

Giao tiép giira nhan vién-cong nhan khong
tot, lo s’ vé chi phi, ndi s¢' thay déi/ chong
lai thay do6i, nhu ciu khach hang thay doi
thuwdng xuyén 1a nhiing thach thic quan
trong nhung mang tinh chat tu tri, nghia 1a it

tac dong dén nhiing rao can khac.

Rao can thudc nhom 2 goi ¥ néu nhu co
st h§ tro ciia can bd cip cao, c6 chwong
trinh dao tao nhan vién thwong xuyén va
bai ban, ciing nhu khi trién khai Lean nhét
quyét phai kiém tra danh gia, c6 duoc
nhirng yéu to nay thi s€ rat thuan loi dé vuot
qua nhiing thach thie khac.

Yéu to hiéu biét vé Lean, mang tinh chat

dinh hudéng. Phuong phép niy noi rang cic

yéu t6 thudc nhém IV nén can nhic trude tién
boi tinh phu thudc yéu (weak dependency)
va dé thyuc hién.

Hinh 1 cho théy viéc thiéu hiéu biét vé Lean,
khong biét loi ich tiém tang Lean mang lai
cling nhu khong nam dugc cong cu Lean ap
dung cho timg nganh nghé cu thé sé tryc tiép
hay gian tiép mang lai bat loi cho cong ty.
Chung ta ciing thdy duoc qua Hinh 1, nhu
ciu khach hang thay déi thwong xuyén,
viéc thiéu kiém tra danh gia 13 ngudn goc
ctia van dé. Thiéu kiém tra danh gia 1am suy
giam chuong trinh Lean, va diém yéu cua
Lean 1a tinh linh hoat. Thiéu kiém tra d4nh
gid thudc nhom 2, néi 1€n rao can nay quan
trong hon rao can “don hang thay doi thit
thuong” (nhom 1).

Thiéu kién thirc vé Lean

Chéng lai thay d6i

Giao tiép khong tot

Thiéu ho trg can bd cap cao

Thiéu kinh phi

Thiéu dao tao/ huin luyén

Nhu ciu khach hang thay ddi

Thiéu kiém tra danh gia

Hinh 1. M6 hinh ISM phén tich rao can khi thuc hi¢n Lean

4. Két luan va dé xuat

Nghién ctru chi ra mbi quan hé cic rao can
va dé xut mic do uvu tién thuc hién Lean cho
doanh nghiép san xuat & Viét Nam. Nghién ctru
chi ra rang can phai hiéu duoc y nghia loi ich,
cong cu cua Lean mang lai. Lanh dao cao nhét

ho#c khong hiéu 3 1gi ich hodc khong san long
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Nguon: Tdc gia

chap nhan triét 1y din dén viéc hd trg thuc hién
Lean kho thanh cong. Nhu cau khach hang thay
d6i thuong xuyén, viéc thiéu kiém tra danh gia
1a cin nguyén dan dén that bai. Tuy nhién, sy
thay ddi qua trinh quyét dinh mua cta ngudi
tiéu dung 14 rao can ¢ hitu clia nganh san xuat,

can phai danh gia, ki€m soat c¢6 hi¢u qua khi ap
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dung Lean tai doanh nghi¢p la viéc lam thiét Pinh hudéng nghién ctru tiép theo, bén canh
thuc hon. Cudi cung 13 4p dung dong thoi cac  nghién ctu 1y thuyét, trong twong lai, can co
phuong phap khéac bén canh Lean, vi du Leagile  nghién ctru thuc nghiém tai cac doanh nghiép.
(két hop Lean va Agile), hay FIT manufacturing ~ Can thiét xac dinh khé khan cy thé d6i véi timg
dé dat dugc loi thé canh tranh. nhém nganh nghé kinh doanh khac nhau.
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