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Tém tit

Trong bdi canh canh tranh toan cau gia ting va chuyén doi cong nghé dién ra nhanh
chong, cac doanh nghiép san xuét chiu ap luc nang cao nang suét, giam chi phi va cai thién chét
luong san pham, dong thoi bao dam phat trién bén vitng. Quan tri tinh gon (QTTG) va san xuét
tinh gon dugc xem 1a phuong phap hiéu qua giup doanh nghiép nang cao hiéu suét thong qua
céi tién lién tuc va loai bo ling phi. Nghién ctru nay dénh gia viéc trién khai quan tri tinh gon
tai Cong ty TNHH San xuit Hang May mic Esquel Viét Nam Hoa Binh va dé xuét cac giai
phap nhim nang cao hiéu qua san xuat.

Nghién ctru st dung két hop phuong phap dinh tinh va dinh luong, bao gdm phan tich dit
lidu thir cdp va khao sat 218 can bd cong nhan vién, nhdam xem xét bon yéu t6 anh hudng dén
viéc dp dung quan tri tinh gon: lanh dao, nhan vién, chinh sach va co s¢ ha téng gén vOi1 van
hoa doanh nghiép. Két qua cho thay doanh nghiép dat duoc nhiing cai thién dang ké sau khi ap
dung céc cong cu tinh gon. San lugng tang tir 3,3 tri€u san phém nam 2013 1&n 9,1 triéu san
pham nam 2025; hiéu suit san xuat ting tir 40% 1én khoang 77%; va thoi gian san xuat giam tir
130 ngay xudng con 60—80 ngay. Pong thoi, s lugng ¥ tudng cai tién ting, phan anh sy hinh
thanh van héa cai tién lién tuc.

Tuy nhién, mot s6 han ché van ton tai nhu muc do tham gia cai tién cua nguoi lao dong
chua cao, dao tao chwa phul hop va truyén théng ndi bo chua hiéu qua. Vi vay, nghién ciru dé
xuat tang cuong cam két 1anh dao, hoan thién ddo tao, cai thién truyén thong va co ché khuyén
khich nhdm ctng cb viéc trién khai quan tri tinh gon trong dai han.

Tir khéa: Qudan tri tinh gon, San xudt tinh gon, Nganh dét may, cdi tién lién tuc, hiéu quad san
xudt

Abstract

In the context of increasing global competition and rapid technological transformation,
manufacturing enterprises are facing growing pressure to enhance productivity, reduce
operational costs, and improve product quality while ensuring sustainable development. Lean
management and lean production are considered effective approaches that help organizations
improve operational performance through continuous improvement and waste elimination.
This study evaluates the implementation of lean management at Esquel Vietnam Hoa Binh
Garment Manufacturing Co., Ltd. and proposes solutions to enhance production efficiency.

The research employs a combination of qualitative and quantitative methods, including
secondary data analysis and a survey of 218 employees, to examine four key factors influencing
lean management adoption: leadership, employees, policies, and infrastructure associated with
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organizational culture. The findings indicate that the company has achieved significant
improvements after applying lean tools. Specifically, production output increased from 3.3
million units in 2013 to 9.1 million units in 2025, production efficiency rose from 40% to
approximately 77%, and total production time decreased from 130 days to 60-80 days. In
addition, the number of improvement initiatives increased, reflecting the gradual development
of a continuous improvement culture within the organization.

However, several limitations remain, including low employee participation in
improvement activities, inadequate training programs, and ineffective internal communication.
Therefore, the study recommends strengthening leadership commitment, developing systematic
training programs, improving internal communication, and enhancing incentive mechanisms
to sustain lean management implementation in the long term.

Keywords: Lean management, Lean production, Garment industry, Kaizen, Operational
performance

1. MO PAU

Trong bdi canh maéi truong kinh doanh ngay cang canh tranh va qua trinh chuyén dbi sé
dién ra manh mé dudi tac dong ciia cudc Cach mang cong nghiép 4.0 va xu hudng phat trién
cong nghé 5.0, cac doanh nghiép budc phai tim kiém nhiing giai phap quan tri va san xuat hiéu
qua nham duy tri kha nang canh tranh va phat trién bén viing. Muc tiéu ctia doanh nghiép khong
chi 14 gia tang san lugng ma con phai t6i wu héa chi phi, rat ngan thoi gian san xuat, nang cao
chat luong san pham va dap tmg ngay cang tot hon nhu cau cua khach hang. Do do, cai tién
lién tuc, d6i méi phuong thirc quan tri va nang cao hiéu qua hoat dong di tro thanh yéu cau tat

yéu doi voi cac doanh nghi¢p trong bdi canh hién nay.

Mot trong nhitng phuong thirc quan tri hién dai dugc nhiéu doanh nghiép trén thé gisi ap
dung 14 quan tri tinh gon (Lean Management). Phuong thtrc nay dugc hinh thanh va phat trién
tiéu biéu tai Nhat Ban thong qua Hé thong san xuit Toyota (Toyota Production System — TPS).
TPS duoc xdy dung trén nén tang cac nguyén tic nhu tiéu chudn héa cong viéc, to chirc dong
chay san xut hop 1y va loai bo cac yéu td gay lang phi trong qua trinh san xuét. Trong tim ctia
TPS la nhan dién va loai bé ba dang ton that chinh, bao gém lang phi (Muda), mét can ddi
(Mura) va qua tai (Muri). Pong thoi, hé théng nay ap dung nhiéu cong cu va phuong phap quan
tri hiéu qua nhu 5S, Kaizen, Kanban, quan 1y truc quan, dong chay lién tuc va hé thong kéo.
Nho trién khai thanh cong quén tri tinh gon, Toyota da trd thanh hinh mau dién hinh vé quan

tri san xuat hién dai va dugc nhi€éu doanh nghiép trén thé gidi hoc tap va van dung.

Céc nghién ctru qubc té tiép theo da gop phan hoan thién co s& 1y luan vé quan trj tinh
gon. Tiéu biéu, Liker (2004) trong tic pham The Toyota Way — 14 Management Principles
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from the World’s Greatest Manufacturer da hé thong hoéa 14 nguyén tic quan tri ciia Toyota,
nhin manh vai trd ctia chit lugng, con ngudi va cai tién lién tuc trong hoat dong san xuit. Trudc
d6, Womack va Jones (1996) trong cudn Lean Thinking da dé xuit nim nguyén tic cbt 15i cia
quan tri tinh gon, bao gé)m x4c dinh gia tri, nhan dién chudi gia tri, thiét 1ap dong chay lién tuc,
van hanh hé thong kéo va hudng t6i sy hoan thién khong ngimg. Nhing nguyén tic nay da tro
thanh nén tang 1y thuyét quan trong cho viéc nghién ciru va trién khai quan tri tinh gon trong

nhiéu linh vuc khac nhau.

Tai Viét Nam, qudn tri tinh gon da dugc nghién ctru va 4p dung trong nhiéu nganh nghé,
dic biét trong linh vuc san xuat va dich vu. Mot s6 nghién ctru tap trung vao viéc xac dinh cac
diéu kién va yéu t6 anh huong dén hiéu qua trién khai quan tri tinh gon trong doanh nghiép.
Céc két qua nghién ctru cho théy hi€u qué ap dung quan tri tinh gon phu thudc vao nhiéu yéu
td, trong do6 vai tro cua lanh dao, nhan thtrc va ky nang cua nguoi lao dong, hé théng dao tao,
co ché khuyén khich va van hoa doanh nghiép dugc xem 14 nhiing yéu to ¢ anh huéng quan
trong. Tuy nhién, phan 16n cic nghién ctru tai Viét Nam van mang tinh mé ta hodc tap trung
vao timg trudng hop cu thé, chua xay dung duge mé hinh quan tri tinh gon mang tinh hé thong

va bén viing cho cac doanh nghi¢p san xuat quy mo 16n.

Trong nganh dét may va san xuat hang tiéu dung, viéc ap dung quan trj tinh gon da budc
dau mang lai nhirg két qua tich cuc, gop phan nang cao ning suét lao dong, giam chi phi san
Xudt va cai thién chat lugng san pham. Tuy nhién, qua trinh trién khai van gip phai nhiéu kho
khan nhu han ché vé tu duy quan tri, thiéu cam két dai han tir 1anh dao, nguén luc tai chinh va
nhan luc chua dap g yéu cau, ciing nhu su thiéu dong bo trong viée ap dung cac cong cu va
phuong phép quan tri tinh gon. Bén canh do, viéc m& rong ap dung quan tri tinh gon sang céac
linh vuc dich vu nhu tai chinh — ngén hang va y té ciing cho thay hiéu qua rd rét trong viéc cai
tién quy trinh va nang cao chét lugng dich vu. Tuy nhién, cic nghién ciru trong linh vyc nay
chua yéu tép trung vao timg quy trinh chirc ning riéng 1¢, chua xem xét toan dién hé théng quan

tri tinh gon & cdp do t6 churc.

Tong hop cac cong trinh nghién ctru cho thdy quan trj tinh gon da duoc tiép can dudi
nhiéu goc d6 va linh vyc khic nhau, song van con thiéu cac nghién ctru chuyén sau vé viéc xay
dung va hoan thién hé thong quan tri tinh gon mot cach tong thé tai cac doanh nghiép san xuét
quy mo 16n, dac biét trong nganh dét may — linh vuc co6 dac diém san xuét phuc tap, luc lugng
lao dong 16n va yéu ciu cao vé chat luong, chi phi va thoi gian giao hang. Bén canh d6, mdi
quan hé giira yéu t6 con nguoi, hé thdng quan tri va viéc duy tri hiéu qua quan tri tinh gon trong
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dai han van chua duoc lam 1, dit ra nhu cau tiép tuc nghién ctru trong boi canh doanh nghiép

Vi¢t Nam hién nay.

Cong ty TNHH San xuat Hang May mic Esquel Viét Nam Hoa Binh dugc thanh 1ap nim
2013, truc thudc Tap doan Esquel (Héng Kong), 1a mot trong nhiing doanh nghiép san Xuét quy
mo 16n tai tinh Hoa Binh vé6i khoang 4.500 lao dong va san lwong hon 10 triéu san pham mdi
nam. Mic du dat duoc nhidu két qua tich cuc trong hoat dong san xuét, doanh nghiép van dang
ddi mat voi mot sé han ché trong cong tac quan tri va td chirc san xuét. Do do, viéc nghién clru
va hoan thién hé théng quan tri tinh gon tai doanh nghiép dugc xem 1a giai phap quan trong
nhiam nang cao hiéu qua hoat dong, ting cudng ning luc canh tranh va hudng t6i phat trién bén

vitng trong bdi canh hoi nhap kinh té quéc té.
2. GIAI QUYET VAN PE
2.1. M6 hinh ly thuyét

Ngbi nha Lean dugc xdy dung trén nén mong cia Triét Iy dai han gdm: vin hoa 5E
(Engage (Gan két), Explore (Kham pha), Explain (Giai thich), Elaborate (Ap dung/Mé rong),
va Evaluate (Panh gid), moi truong xanh, 3T (tiét giam, tai su dung, tai ché), van hoa khong

tang ca va can bang gitra cong viéc va cudc song (No OT and work life balance).

Ngo6i Nha Lean

RUt ngan th&i gian SX nhat — Tinh Than cao

han) — Chi Phi th
~ (sQDCM)
Théng qua viéc rat ngan dong chay vat liéu béi sw loai bo lang phi
KIEM SOAT HANG TON TU DONG NGUA LOI
(SX VUA BUNG LUC- JIT) JIDOKA

(Chét luong tai chd)
Lam vén a4 16 dién ra

Hinh 1: M6 hinh ng6i nha Lean
(Nguon: Eduardo L. Garcia, 2016)
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Nén méng phia trén 13 quan 1y trie quan, trao quyén cho ngudi lao dong va én dinh-chuén
hoa quy trinh. Dic biét, trao quyén cho nguoi lao dong nhdn manh dén so do t6 chirc dang

phfing, tao ra moi truong lam viéc minh bach va tinh gon.

+ Tiép theo la hai cdt tru giup cho ngdi nha Lean vuon cao va phat trién, lan luot 1a kiém
soat hang ton va ty dong ngin ngira 16i. Trai tim cia ngdi nha Lean 1a lién tuc cai tién - Kaizen,

gom cac cai tién de€ loai bd lang phi va dién ra lién tuc.

+ Mai cta ngdi nha Lean la SQDCM (Best Safety - Best Quality - Shorter lead time
(Delivery) - Lowest Cost - High Morale). Pay chinh 1a két qua ma cong ty huéng ti: An toan
hang dau - Chat lugng tot nhat - Giao hang ding han - Chi phi thip nhat - Tinh than lam viéc

cao.
- 8 Nguyén tic Lean — 8 Lean principles

So véi Lean house thi 8 nguyén tic Lean 1a mot danh sach gdm 8 nguyén tic cu thé hon,

chi tiét hon, dé dang thuc hién hon va dé dang tiép can toi nguoi lao dong.

+ Triét Iy dai han: phat trién vin héa SE, tao moi truong xanh, 3T (tiét giam, tai st dung,

tai ché), no OT, can bang gifra cong viéc - cudc song.

+ Quan 1y truc quan: 4p dung quan 1y tryc quan bang xac dinh quy trinh, gan nhan, bang

hién thi, xay dung bang KPI va s6 liéu hop 1y.

+ Trao quyén cho nhan vién: xay dung so do t6 chirc dang phiang. Mot chuyén trudng
quan 1y mot chudi cong doan: may-PI-hoan thién. Gia trj c6t 15i 1a dong chay san pham duogc

quéan 1y nhu mot thyc thé thong nhat va duy nhét.

+ On dinh va chuan hoa quy trinh: trén nén tang 5S xay dung 6S (5S + An toan). Xay

dung quy trinh cong doan, so d6 chuyén va hudng dan cong viéc chuan.

+ Kiém soat hang ton: ap dung phuong phap quan 1y cta hé thong kéo: chi san xuét ra

nhiing gi can va khi can, tao dong chay lién tuc va xay dung PST.

+ Ty dong hoa thong minh: ngin chin 18i, may tu dong dung khi phat hién ra hang 16i,
xay dung chét luong tai géc, nguyén tdc 3D, mdi c4 nhan tu kiém hang, stir dung ga cit hd tro,
giam thoi gian cai dat, tao ra nhidu y tudng cai tién.

+ Phat trién con ngudi: thiét 1ap ma tran k¥ nang phat trién tai nang cho mdi cong nhan
vién va xay dung doi ngii chuyén gia dao tao ndi bo.
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+ Giam lang phi: tim va loai bo 8 loai lang phi.
- Hé thdng chuyén téc hanh — eXML (Express Manufacturing Line)

Phuong thirc co ban ctia chuyén eXML 1a chuyén may st dung hé théng kéo va san xudt
don chiéc, voi sy tham gia hd tro cta tit ca bo phan support trong d6 chuyén trudng 1a nguoi
dung dau, voi muc tiéu san xudt ra san pham nhanh nhét, chit lugng tot nhét, giai quyét van dé
phat sinh kip thoi nhat. Dbi véi san xudt don chiée, tai mdi tram cua cong doan chinh, lugng
ban thanh pham ton tdi thiéu 1a 01 chiéc va téi da 1a 3 chiéc. Néu lwong ban thanh pham ton
nay it hon mat chiéc ttrc 1a nang luc ctia cong doan trude cham hon cong doan sau hodc ning
luc cta cong doan sau dang nhanh hon cong doan truéc. Néu lugng ban thanh pham ton trén
gia nhiéu hon ba chiéc tirc 13 nang luc cua cong doan trude nhanh hon cong doan sau hodc ning
lyc cong doan sau dang cham hon céng doan trudc. Chuyén trudng can nhanh dé khic phuyc:
b tri cong nhan, may moc, st dung may tu dong, sir dung gé cir cai tién, dao tao lai ky nang
cho cong nhan, hodc diéu chinh lai muc tiéu cling nhu nhip san xuét (takt time) dé hd trg cong
doan. Thiét 13p quy trinh: hé thong kéo tirc 1a chi san xuét loai hang can va khi can, khong san

xuét 0 at dan dén lang phi. Pull tir khu vure dong hang kéo dén DC.

2.2. M6 hinh quan tri tinh gon tai cong ty TNHH sin xuit hang may mic Viét Nam Hoa
Binh

Tai Esquel Hoa Binh, c6 4 phuong phap dé co thé can bang chuyén hiéu qua:
+ Loai bo thao tac hoac cong doan thura

+ Két hop gop 2 hodc 3 cong doan

+ Sa‘ip xép lai trinh ty thao tac hodc trinh ty cong doan

+ Str dung cong cuy, vat dung dé hd tro san xuét (rap, ctr, khuon...).

O cép do 1 gdm cac kién thtrc tong quan va quan trong nhat vé QTTG tai Esquel Viét
Nam Hoa Binh. Néu khong dugc dao tao ki ludng sé ap dung sai cach va din dén nhiing hé luy
tiéu cuc. Cap d6 nay 1a bit budc véi cap giam ddc va quan 1y, gitp ho c6 duge tu duy dinh

huéng va cac bién phap giai quyét van d& mot cach hé thong.
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Céng doan Cong nhan Thoi gian (gidy) Coéng doan Cong nhdn | Thai gian (gidy)
Rép swdn tay Duong 32

Tra bo s 19 Rap sudn tay + tra bo Duong 51

Rap swon nén mong Hién 20 Rap sudn + didu song Hién 46

Diéu swérn non mong Hoa 26

Rép swdn non day Hoan 21 Rap suon ndn day Hoa 4

Diéu sudn nén day Triic 42 Diéu swdn nén day Tric 42

Tra miéng nén Vii Linh 75 - - ~

Tra miéng non vén o Tra miéng nén Linh+Yén 49

a0 82 20

® x 75 -

0 70

= Nhip san xuat & 51 15 Nhip sén xuat 44
s0 45

” oe a0

@ 32

. 26 20 21

24 20 ” :

20 . l

10 I N

o

Rép suimtay+ Rap swom + RAp stdm non Didu séngndn Tra miéng non
. . . * o x a . " s " X z I 4 3 -
Rapswdn TraBo Rapswdn Diuséng Rdp swdm Diuséng Tramiéng Tra miéng trabo dieu song non day day
tay nén mong nén méng NON A3y  nén day nén nén mong

Hinh 2. Can bang chuyén san xuat nim 2025
(Nguén: Phong dao tao PST, cong ty Esquel Hoa Binh)

- PST

PST la viét tit ciia Pit Stop Team hay con goi 1a di phan (mg nhanh cho hoat dong rai
chuyén sang don hang méi. Doi PST duoc hinh thanh theo khai niém tir duong dua cong thirc
1 va nguyén ly hoat dong ctia hé théng. Nhiém vu 1a hd trg chuyén may dé thoi gian rai chuyén

12 nhanh nhét (2 gio), hiéu suit bi giam thap nhat (0%) (Hinh 2).
- So d6 chudi gia tri - VSM

VSM da dugc &p dung tir nam 2016 nhu mot cong cu hitu hi¢u nham truc quan hoa dong
chay ciia san pham. Phuong phap nay gitip xac dinh cac hoat dong tao ra gi tri va cac hoat
dong khong tao ra gia tri. Vo1 cac hoat dong khong tao ra gid tri, nguoi thuc hi¢n sé dua ra

phuong phap cai tién nham loai bo cac lang phi nay

Cép d6 2 1a bat budc véi khdi san xut. Cong cu eXLM va can béng chuyén duoc trién
khai tir nhitng ngay dau khi thanh 1ap nha may niam 2013. Riéng VSM dugc trién khai tir nam
2016, tuy nhién VSM da chimg t6 duoc tim quan trong va hiéu qua ctia minh khi gitip nguoi
quan 1y truc quan hon vé dong chay ctia san pham va co hdi cai tién gitp ting ning suit lam
viéc. Ciing nhu cip d6 1, bén phuong phéap cua cip d6 2 dugc dua vao chuong trinh dao tao
ndi bg. Pa bi¢t, day con la cac khia canh li€n quan dén chi s6 KPIs dé danh gia nang lyc cua

cap quan ly va chuyén truong khoi san xuat.
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- 58

Esquel Hoa Binh xé4c dinh 5S 13 yéu cu co ban nhat khi 4p dung QTTG, hay noi cach
khac néu khong c6 5S s& khong co tinh gon (no 5S no Lean). Day 1a mot phuong phép don gian
va dé thuc hién, g6m cac hudng dan vé cach sép xép lai noi 1am viéc nham tao ra su tbi wu,
nang cao an toan hi¢u qua cong viéc va tao ky luat trong moéi truong lam viéc. Do vay, phuong
phap 58S 13 kién thirc va cong viéc yéu cau 100% can bd cong nhan vién cua cong ty phai duogc
dao tao va thuc hanh. Tai cong ty, thoi gian thuc hién 5S dién ra trong 2 phut va co bdn mbe
gi0 thuc hién nhu sau: 8:55, 1:25, 4:55 va 7:55. Sau khi c6 nhac chuong bao hiéu, tat ca cong
nhan vién s€ dung cong viéc dang lam va thyc hién 5S trong khu vyc lam viéc cua minh.

- Quan ly tryc quan — Visual management

Esquel Hoa Binh str dung quan 1y truc quan cho phép moi ngudi nhin vao d6 dé nhan
ra tiéu chuan va su sai 1éch ngoai tiéu chuan. Muc dich 12 mudn cong nhan vién nhan ra dugc
su sai 1éch. Nhiing su sai 1&€ch nay cé thé 1a theo hudng tiéu cuc hoac tich cuec. DPdi v6i sy sai
1&ch ti€u cuc, day la co hoi dé su dung cong cu cai tién nham cai thién khu vuc lam viée. Vi
nhitng sai 1éch tich cuc 1a ddng ghi nhan va la co hdi can cu dé cap nhat va ban hanh tiéu chuén,
quy trinh md&i. Tai Esquel Hoa Binh, quan 1y truc quan dugc chia thanh ba muc d6 thyc hién
(Hinh 3):

+ Mirc d6 1: bt dau v6i nén tang 58S, to chirc lai noi 1am viéc.

+ Mirc d6 2: hién thi tryc quan

+ Muc do 3: kiém soat truc quan (kiém soét cac ti€u chuén)

Murc dé 1i: ThlIC hlén 5S Mic dé 2: Hlén thl truc quan Mitc d6 3: I(léln soat truc quan

Hinh 3. Ba muc d6 quan ly truc quan tai cong ty
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- 8 lang phi — 8 wastes

Cong ty da nhan di¢n ra 8 loai lang phi do la: van chuyén, hang tdn, thao tac, cho doi, san

xudt thira, cong doan thua, hang 18i va tai ning con ngudi. Cu thé:
+ Van chuyén (transportation):

Anh huong: lang phi thoi gian, tac dong x4u t6i hiéu suat lam viéc va trong qua trinh di

chuyén chat lugng san pham s& bi anh huong.

Nguyén nhan: sap xép vi tri chua hop 1y, qua trinh van chuyén phu thudc nhiéu vao sirc

lao dong cuia cong nhan, chua ap dung cac cong cu gidm thoi gian.
Bién phap: sap xép lai vi tri 1am viéc hop 1y bang 5S va ty dong hoa.
+ Hang ton (inventory):

Anh hudng toi: kéo dai thoi gian san xuat, chiém dién tich va ting chi phi luu kho bai,

can tré giao tiép, co xu hudng che day van dé, anh huong toi chit lugng san pham.
Nguyén nhan: chua 4p dung quy tic FIFO, can bang dong chay chua tét.

Bién phap: 1ap ké hoach can d6i giita san xuat va nhap nguyén phu liéu, ap dung hé théng

san xuat dang lac (Just in time) hodc ap dung FIFO.
+ Thao tac (motion):
Anh huong: lang phi thoi gian, anh huéng hiéu suat va stc khoe lao dong.

Nguyén nhan: chua c6 ti€u chuan veé thao tac lam viéc, vi tri lam viéc chua sap xép hop

1y, dung cu lam viéc chua phu hgp véi nguoi lao dong.

Bién phap: sip xép lai vi tri va cong cu lam viéc hop 1y, dao tao cong nhén theo thao tac

chudn va cai tién tim ra thao tac tot nhat.
+ Cho doi (waiting):
Anh hudng: Gay lang phi 16n vé thoi gian san xuét, cong sirc, chi phi.
Nguyén nhan: ké hoach san xuit chua hop 1y, san xuat hang loat, con nguoi.
Bién phép: ké hoach san xuét hop 1y, sap xép lai dong chay, sir dung ty dong hoa.
+ San xuét thira (over-production):

Anh huong: tao ra hang ton 16n, anh hudng dén chat lwong san pham, ting luong hang

t6n va tang chi phi thué kho bai.

Nguyén nhan: dy bao sai v€ nhu cau san xuat va tu duy cua ngudi quan ly.
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Bién phéap: ap dung hé thdng kéo: chi san xudt hang c6 thé ban hodc xuit di ngay. Cai

thién kha nang chuyén doi/ lap dat may moc.
+ Cong doan thtra (over-processing):
Anh huéng: din t6i lang phi vé chd doi, thao tac, nhan luc.
Nguyén nhan: chua c6 tiéu chuén vé quy trinh, layout, théng s6 k¥ thuat.
Bién phap khic phuc: kiém tra quy trinh va can ludn d6i méi phuong phap.
+ Hang 15i (defect):

Anh huoéng: day dugc coi 1a me ciia moi lang phi, dan t&i anh hudng va thiét hai 1on vé

chi phi cho nha may.

Bién phap: phuong phap 3D, tim nguyén nhan gdc ré, chit luong tai gdc.

+ Tai nang (talent):

Anh huong: khong trong dung duoc tai nguyén ¢ sin 1a kha ning dic biét, tai nang, kinh
nghiém, sang tao, k¥ ning, kién thirc tot nhat ciia cong nhan vién.

Bién phép: xay dung chuong trinh dao tao ndi by va ma tran ky ning.

- Y tudng cai tién — Kaizen (Idea system)

Hé théng y twdng cua Esquel Hoa Binh 1y cam himg tir Kaizen: “Kai” 13 thay ddi, “zen”
1a tot hon. Kaizen 1a thay d6i dé tot hon, mdi nguoi mdi ngdy bat ¢t noi dau ludn lién tuc cai
tién, sy thay doi gitp cai thién cong viéc tré nén dé& dang hon nham nang cao hiéu suat va ning

lyc lam viéc, cling nhu méi1 truong lam viéc an toan.
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Hinh 4. S6 lugng cai tién 2025
Nguon: Phong OC ciia cong ty
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Mot y tudng SMART phai rd rang vé muc tiéu, tinh kha thi, & rang cac bén lién quan,
thoi gian thuc hién va s6 lidu (cai tién duoc bao nhiéu cong viéc, giam dugc bao nhiéu thoi
gian, cach 4p dung nhu thé nao). Néu cong nhan vién chi dua ra duoc ¥ tudng nhung khong
truc tiép thuc hién thi khong dugc coi 1a mot ¥ tudng cai tién, ma chi duoc coi 1a mot goi ¥
(suggestion). Mot ¥y tudng cai tién 12 mot y tudng da hoan thanh trén 1 khu vuce hodc hoan thanh
1 mAu tht, 14 y twdng mai 1a khong trung véi ¥ tudng di co, khong di nguoc véi tiéu chuan di
c6 (trir khi dé xuét 1 tiéu chuan moi thay thé), khong phai 13 ¥ twéng mang tinh tam bo. Tuy
nhién, Esquel Hoa Binh ciing khuyén khich c6ng nhéan vién thyc hién y tuong da co véi quy

mo 16n hon, va viéc thyc hién nay dugc cong ty cong nhén 1a “spreading idea” (Hinh 4).

Nhin chung vé cap d6 3, Esquel Hoa Binh da thuc hién mot cach bai ban va nghiém tic
khi dua 4 phuong phap nay vao cong viéc hang ngay cua cong nhan vién, khong chi trong khoi
san xuat ma ca trong khdi van phong. Phong Quan 1y Tinh gon da két hop voi bd phan dio tao
va cac trudong bd phan, dua bdn loai phwong phap nay vao trong chuong trinh dao tao ndi bd
cling nhu giam sat thyc hién trong thuc té cong viée tai bd phan. Cu thé: 16p dao tao Lean c6
10ng ghép kién thirc 4 phuong phap trén dugc dao tao trong ngay nhén viéc dau tién cia cong
nhan vién. Hang nam, 16p hoc nay s& mo lai dé tai dao tao gip cong nhan vién 6n lai va ghi
nhé vé céc kién thirc co ban cua quan tri tinh gon. Thuc té, cong nhan vién da c6 nhan thir can

ban va thuc hi¢n 4 phuong phap nay trong cong viéc hang ngay.

Mot doanh nghiép duogc goi 1a tinh gon 1a khi ho cho théy su thay ddi tich cuc trong hoat
dong san xuét kinh doanh, tirc 1a doanh nghiép d6 gat hai dugc thanh cong va hoan thanh nhimng

muc tiéu tinh gon da dé ra.

Dua trén sb liéu téng hop, co thé nhan théy su chuyén bién 15 rét trong qué trinh trién
khai quan tri tinh gon tai doanh nghiép qua cac giai doan tir nim 2013 dén giai doan 2023—
2025. Giai doan 20132015 dugc xem 1a thoi ky khoi dong khi doanh nghiép timg budc tiép
cén quan tri tinh gon thong qua dao tao va truyén thong ndi by. Dén nam 2016, ciing vdi viée
mé rong quy mo san xuit, cac van dé van hanh phat sinh da thiic day doanh nghiép 4p dung
manh mé& hon céac cong cu quan tri tinh gon. Giai doan 2022—-2025 ghi nhan nhirng cai thién rd
rét vé hiéu qua san xuét, chat lugng va ning suét lao dong, phan dnh murc do truong thanh cia

hé thong quan tri tinh gon.
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Bang 1. Két qua thuc hién Lean tai Esquel Hoa Binh
2013 2016

Chi s6 do ludng 2023 2024 2025
Thanh lap M& 2 ca

San luong (triéu chiéc) 33 54 9.8 14.3 9.1
Hiéu suat EFF (%) 40 80 825 758 77.46
Téng s6 cong nhan may 750 1300 2630 2405 2623
eXMLs (Physical line) 25 43 42 39 44
S6 lwong chuyén doi 0 8 42 39 44
Final LAR (%) N/A 99.2 91.7 998 998
Chi s6 an toan lao dong (%) 0.3 0.23 0.19 0.09 0.19
Y tudng cai tién 0 299 605 834 679
Total lead-time (days) 130 120 90-115 60-80
dCT Cut to Pack (days) * 323 7.1 7.2 9.3 5.5
OTD (%) ** 99 99.3 99.8 100 100
S6 lugng nha cung cap N/A 201 177 177 158
S6 lugng khach hang 5 17 16 17 17

* dCT — dynamic cycle time: thoi gian san xuét
** OTD — On time delivery: ty I¢ giao hang diing han cho khach hang

(Nguon: Phong Quan Iy Tinh gon)

Céc chi sb hoat dong cho thiy su cai thién dang ké vé hiéu qua va tinh bén virng. Chi sd

tai nan lao dong giam tir 0,3 ndm 2013 xudng con 0,19 ndm 2025, cho thiy méi trudng 1am viéc
va mirc d6 tudn thii quy trinh an toan dugc cai thién. Dong thoi, thoi gian chu ky san xuét ciia
cac cong doan chinh giam manh tir 32,3 ngay xudng con 5,5 ngay, phan anh viéc t6i uu hoa
dong chay gia tri va loai bo cac hoat dong khong tao gid tri. S6 lwong ¥ tudng cai tién cling ting
dang ké, tir 0 y twong nam 2013 1én 299 ¥ twong ndm 2016 va dat 679 ¥ tudng vao nam 2025,
cho thay vin hoéa cai tién lién tuc da timg budce dugc hinh thanh trong doanh nghiép. Bén canh
d6, san luong san xuat ting tir 3,3 triéu san pham 1én 9,1 triéu san pham trong cing giai doan,
thé hién hiéu qua cta viéc nang cao ning suat va cai tién quy trinh. Tong thoi gian san xuat cho
mot don hang giam tir khoang 130 ngay xudng con 60—80 ngay, dong thdi sb lugng nha cung
cip duoc tinh gon tir 201 xubng con khoang 158 don vi, hd tro trién khai hiéu qua nguyén tic

san xudt dang thoi diém (Just-in-Time).

Tuy nhién, qua trinh trién khai QTTG van con mot s6 han ché, nhu viéc thuc hién 5S tai
mot sb bd phan chua thuc sy bén ving, muc do tham gia cai tién cua nguoi lao dong con thép
va chuong trinh dao tao ndi bd chua phu hop véi timg nhom ddi twong. Nhin chung, két qua
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nghién ctru cho thdy QTTG d3 mang lai nhirng cai thién dang ké vé hiéu qua hoat dong va ning
suit, song doanh nghiép can tiép tuc hoan thién co ché dao tao, ting cudng su tham gia cua

nguoi lao dong va nang cao cam két cua lanh dao dé duy tri hiéu qua cai tién trong dai han.
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Hinh 5. Tong hop ¥ tudng cai tién theo bo phan thang 12/2025

(Nguon: Phong Quan Iy Tinh gon)

Két qua kiém tra va danh gia quy trinh cho thay mot s6 bo phan, dic biét thudc khéi san

xuat, chua tuan thi nghiém ngit cac quy dinh van hanh. Viéc giam sat va thuc thi quy trinh
chua thuong xuyén da dan dén cac sai sot nhu ghi nhdm ¢& s6, sai thong tin san pham khi giao
hang, phai lam lai san pham hodc xuét hién con tring trong thung hang. Nhiing sai sot nay
khong chi 1am gia ting chi phi va thoi gian xir Iy ma con anh hudng truc tiép dén uy tin doanh
nghiép, nhat 1a khi cong ty cung cip san pham 4o so mi cao cdp cho cac khach hang c6 tiéu

chuan chat luong khét khe nhu Muji (Nhat Ban), Hugo Boss (Puc) va Charles Tyrwhitt (Anh).

Mot van dé déng chu ¥ khac 14 tinh trang ton kho nguyén phu liéu vuot mirc quy dinh. Theo
tidu chuén noi bo, thoi gian luu kho (aging) ddi véi vai 1a 21 ngay va phu liéu 1a 14 ngay (Hinh
5). Tuy nhién, trén thuc té, mot sb loai vai c6 thoi gian luu kho tir 3 thang dén 1 nam, trong khi
mot s6 phuy lidu nhu ctic ¢6 thé ton kho dén 6 thang. Diéu nay khong chi 1am tang chi phi luu kho

ma con anh hudng dén chat lugng nguyén vat liéu va hiéu qua sir dung dién tich kho bai.

Bén canh d6, chuong trinh dao tao ndi b vé quan tri tinh gon chua dugc thiét ké phu hop
v6i timg cAp bac nhan sy. Cac khoa dao tao thuong mang tinh 1y thuyét, thiéu thuc hanh va

chua c6 10 trinh dao tao rd rang, dan dén nhi€u hoc vién chua nam viing kién thuc va kho ap
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dung vao thyc té cong viéc. Hé thong truyén thong va khuyén khich cai tién ciing chua thyc sy

hiéu qua, khién mtrc do tham gia cua ngudi lao dong vao cac hoat dong cai tién con han ché.
2.2. Cdc yéu té anh hwéng dén mé hinh quan tri tinh gon tai cong ty

Két qua khao sat noi bo ddi véi 218 can bd cong nhan vién vao thang 9/2025 cho thiy
yéu t6 1anh dao dong vai trd quan trong trong viéc trién khai QTTG. Trong sb nay, 166 ngudi
(76%) danh gia ban lanh dao c6 su quan tdm, cam két va dinh hudng chién luge o rang ddi véi
quén trj tinh gon, trong khi 52 nguoi (24%) cho rang muc dd cam két va dinh huéng van chua
dugc thé hién 13 rang. Didu ndy phan anh sy can thiét phai ting cudng vai tro ciia quan 1y cip
trung trong viéc két ndi gitra chién lugc cua lanh dao va qua trinh thyc thi tai hién truong san
xuat, nham bao dam viéc trién khai quan trj tinh gon dat hiéu qua bén vimg. Céc yéu té duoc
xem xét chinh 1a: Cong nhan vién, chinh sach, yéu té co s¢ ha tang va vin hoa doanh nghiép.

Bang 2. Két qua khao sat danh gia vé yéu té Lanh dao

TT N¢i dung Tra loi Tra loi
”Co” “Khong”

1.1 Léanh dao c6 cam két dai han khi 4p dung 166 52

1.2 Lanh dao dua ra dinh hudng trong viéc ap dung QTTG va 166 52
khuyén khich CBNV ciing tham gia

1.3 Léanh dao c6 cam két cung cap tai chinh cho cac du 4n cai 166 52
tién

1.4 Lanh dao dua ra tAm nhin va chién lugc 1o rang vé viéc ap 166 52
dung QTTG

(Nguon: Khdo sat thang 9 nam 2025)
- V& yéu té cong nhén vién:

Néu nhu 1anh dao nim vai tro dinh hudng dan dat thi nhan vién chinh 1a nhom truc tiép
thuc thi. Tai Esquel, nhan vién 1a nhitng ngudi truc tiép thuc thi, tham gia thyc hién cai tién. S6
luong nhéan vién, dic biét 1a cong nhan cao gip nhiéu 1an so véi cip lanh dao, diéu nay anh

hudng rat nhiéu t&i sy thanh cong ciia QTTG.

Theo két qua khao sat, trong 218 phiéu tra 15i c6 211 ngudi (twong duong 97%) khang
dinh CBNV lam viéc tai cong ty co trinh d6 va tiép thu nhanh. Diéu nay kha sat véi thyc té khi
d6 tudi trung binh ciia nha may 1a 30.2 tudi. V&i 159 ngudi (twong duong 73%) tham gia khao
sat n6i rang CBNV ¢6 kha ning lam viéc nhom tét. 204 nguoi (94%) khang dinh ho khong
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dugc dao tao tot v& QTTG, 163 ngudi (75%) ngudi khao sat cho rang CBNV chwa cha dong ap
dung QTTG (Bang 3).

CBNV chua nhan thitc duoc loi ich ctia QTTG nén viéc thuc hién QTTG dién ra hoi hot,
qua loa. Tu day, voi loi thé nhan luc va sy tiép thu, cong ty nén cai thién viéc dao tao ndi bo va
thuc déy CBNV tham gia 4p dung QTTG mét cach nhiét tinh va chu dong hon. Bén canh do,
cong ty can manh m@ trién khai truyén thong vé cac kién thirc, y tuong va du 4n cai tién dé
QTTG dugc tiép can t6t hon téi CBNV, ting d6 nhan dién ctia QTTG trong méi trudng 1am viée.

Bang 3. Két qua khao sat danh gia vé yéu t6 Cong nhan vién tai cong ty

Tra loi Tra loi

TT Noi dung “Co” “Khong”

Cén b cong nhan vién luén chu dong tham gia vao vi¢c ap

2.1 dung OTTG 55 163
2.2 CBNV c6 trinh d6, kha nang tiép thu nhanh 211 8

2.3 Co6ng nhan vién c6 kha nang lam viéc nhom tét 159 59
2.4 Cong nhan vién duoc dao tao tét vé QTTG 14 204

(Nguon: Khao sdt thang 9 ndm 2025)
- V& yéu tb chinh sach

Céac doanh nghiép truyén thong thuong sé tap trung vao viéc CBNV ¢ hoan thanh ké
hoach, gia ting san xuat. Nhung d6i v6i doanh nghiép tinh gon nhu Esquel Hoa Binh thi cong

ty can c6 mot chinh sach hoat dong, nhan sy va tai chinh chat che.

Qua két qua khao sat c6 196 ngudi (90%) tra 15i cong ty khong xay dung mot chinh sach
dao tao nodi bd v& QTTG cho tit ca CBNV (Bang 4). 90% khang dinh rang chién luoc dao tao
vé QTTG cho cong nhén vién chwa hiéu qua, nguyén nhan c6 thé dén tir phuong thirc dao tao
chua phu hop. Phuong phép dao tao lai dang gip van dé trén ba khia canh sau: ndi dung dao

tao, cach thirc dao tao va thoi gian dao tao.

No6i dung dao tao chua phu hop, cach thire va thoi gian dao tao chua thuc sy linh hoat va
hap dén, chua gitip hoc vién tiép thu bai nhanh va hiéu qua. Phan 16n hinh thirc dao tao ma cong
ty ap dung 1a dao tao ngoai noi lam viéc, truyén dat kién thirc. Trong khi d6, viéc dao tao can
dén dao tao truc tiép tai chd, cAm tay chi vi¢c. Do d6, hoc vién kho cé thé trién khai ap dung

mot cach bai ban va chia sé chinh xac kién thirc t61 nhitng nhan vién cap dudi.
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Bang 4. Két qua khao sat danh gia vé yéu t6 Chinh sach

Tra loi Tra loi

TT Noid
(-)l ung “Cé” “Khéng”

Cong ty quan 1y hoat dong san xuét kinh doanh theo quy

3.1 21
trinh 8 0
5, Congty thiét 1ap mot hé thong danh gia két qua khi tién 195 ’3
" hanh 4p dung QTTG
Cong ty co6 chinh sach nhan sy khuyén khich CBNV tham
33 185 33
gia ap dung QTTG
34 Cong ty co i(ay" dung mdt chién lugec dao tao ndi bd ve ) 196
QTTG cho tat ca CBNV
3.5 (€6 hé théng quan 1y danh gia hiéu qua lam viéc 196 25
3.6 Cong ty co trién khai cac cai tién lién tuc 210 8

(Nguon: Khao sat thang 9 ndm 2025)

- Vé yéu tb co sé ha ting va vin héa doanh nghiép

Cong ty 1udn nd luc xay dung van hoa riéng nham phat huy sttc manh cia QTTG. Vé co
s¢ ha tang, Esquel Hoa Binh may mén khi 1a mot nha may méi dugce trang bi day dii may moc
va cap nhat thuong xuyén cac cong ngh¢ hién dai.

Thong qua két qua khao sat thuc té, diém tich cuc, 204 ngudi (twong duong 94%) tin rang
cong ty co co cau td chie va van hoa phit hop véi viée ap dung QTTG. Tuy nhién, 178 ngudi
(trong duong 82%) cho rang cong ty con chua tot vé tiém luc tai chinh cho cac du an cai tién;
166 ngudi (tuong duong 76%) néi rang cong ty con han ché vé co ché khuyén khich khen
thuong khi ap dung QTTG. Vén dé ton tai 16n nhit cua yéu té chinh sach dén tir hé thong thong
tin giao tiép vé QTTG va cac du 4n cai tién voi 196 nguoi dong tinh (chiém 90%).

Bang 5. Két qua khao sat danh gia vé yéu té co so ha tng va vian hoa doanh nghiép

TT No¢i dung Tra 1oi Tra loi
“Co” “Khong”

4.1 Cong ty xay dung mot hé thong thong tin giao tiép hiéu qua vé 22 196
QTTG va céac du an cai tién

42 Céng ty c6 co ché khuyén khich dong vién khen thuong khiap 52 166
dung thanh cong QTTG

4.3 Cong ty co tiém lyc tai chinh dé dau tu cho cac dy an cai tién 40 178

4.4 Vinhoa va co cdu td chire cong ty phu hop véi viée trién khai 204 14
QTTG

(Nguon: tac gid thiee hién thang 9 ndm 2025)
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Ngodi ra tai & cong ty Esquel Hoa Binh con mot sé yéu t6 khac gom:

i) Lanh dao chua c6 cam két manh mé& va dai han, dinh huéng va tim nhin chién lugc khi
ap dung QTTG.

ii) Cong nhan vién thiéu su chi dong tham gia ap dung QTTG.

1i1) Chuong trinh va phuong thirc dao tao QTTG noi bd chua phu hop.

iv) Hé thdng thong tin giao tiép vé QTTG va cac du an cai tién chua hiéu qua.

v) Cong ty chua c6 co ché khen thuong t6t khi 4p dung thanh cong QTTG.
3. GIAI PHAP HOAN THIEN HE THONG QUAN TRI TINH GON CUA CONG TY

3.1. V@ con ngudi

Giai phéap trong tim nham ting cudng su cam két va tinh s& hitu ciia mdi ca nhan ddi
v&i viée dp dung quan tri tinh gon 14 xay dung d6i ngli nhan su ¢6 dinh hudng dai han, chi dong
va am hiéu vé tinh gon. Lanh dao cip cao giir vai tro then chét trong viéc dinh hudng chién
lugc, truyén dat tw duy va hinh thanh van héa tinh gon trong toan t6 chirc. Quan Iy cip trung va
chuyén truéng déng vai tro cau ndi, truc tiép thuc dy thay doi hanh vi ciia nguoi lao dong
thong qua dao tao chuyén sau vé k¥ ning lanh dao, quan 1y nhom va giai quyét van dé.

Bén canh d6, doanh nghiép can xiy dyng niém tin ctia céng nhan vién déi véi loi ich ciia
QTTG, khuyén khich sy tham gia cai tién thong qua hé théng dé xuét y tuong da kénh va co
ché khen thudng minh bach. Viéc thanh 1ap Hoi déng Tinh gon véi co ché 1anh dao luan phién
cling gop phan nang cao tinh chi dong, trach nhiém va hiéu qua trién khai cac dy an cai tién.Vé
chuong trinh dao tao quan tri tinh gon

3.2. V& chuong trinh dao tao quan tri tinh gon

Doanh nghiép can xdy dung khung chuong trinh dao tao chuan vé quan tri tinh gon phu
hop voi dinh hudng phat trién va dic thu timg cip bac nhan sy, gin v6i cac chi tiéu danh gia
két qua thyc hién (KPIs). Noi dung dao tao cho cong nhan va nhan vién bao gém cac kién thuc
nén tang nhu 58S, 8 loai lang phi, quan 1y tryc quan va cdc mé hinh md phong dong chay san

xuét, duogc td chire dinh ky nham cung ¢ nhan thuc va k¥ nang thuc hanh.

Ngoai ra, phuong thire dao tao két hop gitra dao tao tai chd (On-the-job training) va dao
tao ngoai cong viéc (Off-the-job training) gitp ting cuong tinh twong tac va gin két 1y thuyét
v6i thyc tién san xuat. Dong thoi, viéc phat trién doi ngii giang vién ndi bo théng qua chuong
trinh “Be a trainer” gop phan thuc day vian hoa hoc tip chu dong, khuyén khich chia sé tri thirc,
trao quyén cho ngudi lao dong va nang cao nang luc cai tién lién tuc trong to chirc.
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3.3. Vé phuong phap ap dung QTTG

Thir nhét, cong ty can cai tién hé thong thong tin giao tiép vé QTTG. Bén canh két hop
chit ch& va nhuan nhuyén gitta yéu t6 con ngudi va dao tao ndi bo; cong ty can quan tim nhiéu
hon nita dén cac kénh truyén thong ndi bd va cach thir twong tac giira cong ty voi CBNV ba
nguoc lai. Muc dich 1a dé QTTG duoc tiép can sau rong va bao quat dén nguoi lao dong, dé ho

duoc tiép can nhiéu hon véi QTTG va cung xay dung moi truong lam vié¢e va van hoa tinh gon.

Thir hai, déy manh khuyén khich khen thudng: hiéu qua hon cd 1a c6 thé xa hoi hoa sau
rong cac hoat dong thi dua, d& cao viéc khen thudng. Mot trong nhitng yéu t6 quan trong cua
viéc khen thuong 1a dé tao dong luc phan dau. Thong qua chinh sach khen thudng rd rang, minh
bach va cong khai, ban 1anh dao cho CBNV thay quyét tAm va cam két ctia minh ddi véi viéc

ap dung QTTG, tir d6 gitip ngudi lao dong tin tuéng hon vao su diéu hanh quan 1y ciia cong ty.

Két hop voi cac giai phap néu trén: su cam két ciia con nguoi, tinh nhat quan va lién két
trong thuc hién cac dy an cai tién s& dugc thay doi va cai thién; mot hé thong dao tao ndi bd
chat ché, linh hoat va hi¢u qua sé phat huy tinh ing dung cao trong ap dung QTTG vao cong
viéc; mot hé thong thong tin manh mé, truyén tai thong diép vé QTTG; déy sé 1a cac giai phap
hiéu qua gitp Esquel Hoa Binh giai quyét duoc nhiing van dé con dang ton tai va dan hoan

thién hé thong tinh gon.
3.4. Kiém soat quan tri tinh gon hiéu qua

Quan tri tinh gon 1a m§t qua trinh cai tién lién tuc nham phat hi¢n sai 1é€ch va ap dung céc
cong cu quan tri dé ning cao hiéu qua cong viéc. Trén co sd d6, cc tiéu chuan dugc thiét 1ap
nhu huéng din cong viéc méi, chuan hoa quy trinh, thong s6 va bang theo ddi nham ting cudng
kiém soat hoat dong. Viéc ap dung céng cu phong chéng sai 16i (Poka-Yoke) gitip bao dam cac
giai phap duoc thyc hién chinh x4c. Dé trién khai QTTG hiéu qua, doanh nghiép can xdy dung
ké hoach chién lugc dai han, c6 su cam két cua lanh dao cép cao, trién khai tung budc voi quy
mo phu hop va nhan dugc sy tu vin chuyén mon tir cac chuyén gia.

KET LUAN

“San xuat tinh gon” duoc phét trién manh mé tai Cong ty Toyota tir nhitng nim 1950
v6i tén goi “Hé thdng san xuit Toyota” (Toyota Production System — TPS). Day 1a phuong
thirc quan 1y nham tao ra gi4 tri cao nhét cho khach hang thong qua viéc nhan dién va loai bo
cac lang phi trong qua trinh san xuat. Viéc ap dung san xuét tinh gon gép phan xay dung moi

trrong lam viée an toan, nang cao hi¢u suat, ddm bao chat lugng san pham, rat ngan thoi gian
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giao hang, gidm chi phi va gia tdng su hai long ctua khach hang, tir d6 giip doanh nghiép nang
cao nang lyc canh tranh trén thi truong.

Trai qua 10 ndm xay dung va phat trién, cting véi chién lugce ap dung QTTG tir nhitng
ngay dau, cong ty Esquel Hoa Binh da dat dwoc nhiitng thanh tyu dang ké. Tuy nhién, voi sy
16n manh va mé rong quy mé cong ty, su thay doi cua thi truong, cong ty Esquel Hoa Binh
gip phai mot s van dé trong van hanh san xuat kinh doanh. Cac phuong phap nghién ciru
dinh tinh, thu thap dit liéu so cap thi cip, thuc hién khao sat, nghién ctru tai liéu, thuc hién du
an cai tién thyuc té,... da dugc sir dung dé tim ra nhitng yéu tb thanh cong va nguyén nhan that
bai khi ap dung QTTG tai cong ty. Thong qua bai viét nay, tac gia da giai quyét dugc cac muc
tiéu sau: hé théng co s¢ ly ludn va thuc tién vé ap dung QTTG tai doanh nghi¢p, danh gia
thyc trang va phén tich cac yéu t6 anh huong dén QTTG tai cong ty giai doan 2019-2025. Tir
day, tac gia dé xuét giai phap dé hoan thién va ting cuong ap dung QTTG hiéu qua tai cong ty
Esquel Hoa Binh; nham khic phuc nhiing han ché, tién t&i hoan thién hé thong va 4p dung
hiéu qua QTTG trong nhitng ndm t&i.

Qua nghién ctru, cong ty khi mudn ap dung QTTG déu can phai luu y mot sb diém sau:
i) nhan thuc rd rang vé loi ich ctia tinh gon mang lai chinh 1a yéu cau khong chi ddi véi ban
lanh dao ma con 1a yéu cau d6i voi toan cip quan Iy va CBNV, ii) cong ty can xay dung mot
chién lugc QTTG dai han véi du tru cac nguén luc nhu nguén von, nguén nhan luc, co s vat
chét phu hop dé dam bao qué trinh thyc hién dy 4n, iii) ban 1anh dao cua cong ty can c6 su
quan tAm va chu trong vao cong tac kiém tra, giam sat dé viéc ap dung va xdy dung vin hoa
“tinh gon” trong mai truong lam viéc.

V6i nhiing van dé dugc néu 1én trong nghién ctru, cing voi cac giai phap, dic biét 1a cac
bai hoc kinh nghiém khi tac gia trién 4p QTTG tai cong ty Esquel Hoa Binh.

Thi nhat, nghién ctru dugc thuc hién tai cong ty Esquel Hoa Binh, c6 tham khao tai liéu
dao tao va kinh nghiém quan 1y thyc té tai hai nha may Esquel Dong Nai va Esquel Binh
Duong. Tuy nhién, cac cong ty nay déu thuoc quan 1y cta tip doan Esquel, do d6 kha ning
tong quat hoa két qua nghién ctru chua cao vi mdi nganh khac nhau s& c6 thé c6 nhitng dic
diém riéng biét khi nghién ciru.

Heé thong QTTG duoc nghién ctru va xay dung 14 ap dung riéng va mang dam nét vin
hoa Esquel Hoa Binh. Néu nhu mudn 4p dung nghién ctru nay tai cong ty khac, thim chi la
cong ty cung nganh may mic khac thi s& phai mat nhiéu thoi gian dé diéu chinh lai.

Th hai, bai nghién ctru chi dé cap dén ba nguyén nhan gbc 1é ton tai va bon yéu to
chinh anh hudng dén hiéu qua ap dung QTTG. Diéu nay co6 thé cai thién & cac nghién ciru tiép
theo trong twong lai dé c6 thé c6 nhidu nghién ciru khac d& cép t6i nhiéu yéu td hon dé dat
duoc mirc d6 tong quat hoa cao hon.
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