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Tom tit

Ngay nay, viéc tim ra mé hinh quan tri phu hgp dé khong ngung cat
giam cac lang phi va nang cao hiéu qua hoat dong ctia doanh nghiép
dang 1a nhitng cau hdi hoc btia cho cac nha nghién ctru, cac nha quan
tri thuc tlén cling nhu c&c nha lanh dao doanh nghiép. Thong qua khao
sat thuc té va phong van sau tai mot sé doanh nghiép, siéu thi ban l¢
trén dia ban Ha N9, tac gia tim thiy nhu‘ng lang ph1 con ton tai trong
cac doanh nghiép nay dong thoi tim ra cac nguyén nhan gay ra lang
phi. Tir d6, tac gia dé xuét ap dung mo hinh quan tri tinh gon cho cac
doanh nghiép dich vu ban 1¢ tai VN.

Abstract

Using survey and in-depth interview techniques for a number of retail
businesses and supermarkets in Hanoi, this study analyzes the existing
wastefulness and its causes, and proposes a lean management model
for the retail businesses and/or services in Vietnam. The model
emphasizes the commitment of the leadership through their training
policy (e.g., mind training and lean management methods and
instruments) as well as the recognition and reward policy available for
employees. As beneficiaries of these policies, they will proactively
participate in the governance process, implement their tasks in
accordance with the lean management approach, improve work
efficiency, cut wasteful spending, and constantly improve the
operational efficiency of the organization. The research findings are
worth referring to for other service businesses across the country.
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1. Giéi thigu

Quan tri tinh gon (QTTG) la triét Ii gitp doanh nghiép loai bo lang phi dong thoi
nang cao ning suat ciing nhu chit lugng san pham, dich vy; bao gdbm hé théng cac cong
cu nhu 58, Kaizen, Mieruka (quan Ii tryc quan-QLTQ) v.v.. Triét Ii nay da duoc nhiéu
doanh nghiép noi tiéng trén thé gi¢i 4p dung va thanh cong, dién hinh nhu Honda,
Toyota, Nissan, GM, Ford, v.v. hay cac nha ban I¢ 16n nhu Seven Eleven, Family Mart,
V.v.. QTTG dat con nguoi lam trung tam cua sy sang tao cai tién, tao ra moéi truong lao
dong vai tam thé tét. He thong quan Ii nay gitp doanh nghiép sir dung tbi wu cac ngudn
luc bao gdom ca con ngudi, nguyén vat lidu, thoi gian va von, tir d6 nang cao hiéu qua
san xuat kinh doanh ciing nhu huéng doanh nghiép t6i phat trién bén virng.

Trong diéu kién kinh té hién nay, doanh nghiép VN dang phai d6i mat vai rat nhiéu
kho khin khi chi phi hoat ddng ting cao. Mit khéc, cac hiép dinh hop tac kinh té song
phuong va da phuong dan dén nhiéu thach thire vé canh tranh, doi hoi doanh nghiép VN
phai huéng téi phat trién bén vitng ngay trong thi truong ndi dia trudc sy xuét hién ngay
cang nhiéu cua cac doanh nghiép c6 yéu td nudc ngoai. Piéu ndy thé hién rd nhét trong
nganh ban I¢ tai VN. Cac doanh nghiép ban 1é mic du da c6 nhiéu cai tién va dugc nang
cap Vé ca s luong va chat lugng nhung van chua tim cho minh dugc ban sic riéng, phét
trién thiéu dinh hudng, thiéu tinh chuyén nghiép, stc canh tranh vé gia ca con thip va
kha ning phuc vy khach hang chua cao. Su 1ép vé cua hé thong siéu thi ban I¢ VN so
VGi cac hé thong nudc ngoai bit ngudn tir nhiéu nguyén nhan khach quan Ian noi tai;
trong d6, nang luyc quan If van hanh kém dan dén hiéu qua hoat dong khéng cao, con ton
tai nhidu lang phi 1a diéu can phai dugc quan tim hon ca. Chinh vi vay, p dung phuong
phép quan tri tién tién nham nang cao ning luc canh tranh va tao ra nhiéu gia tri gia ting
cho khach hang nhu QTTG la hét sirc can thiét trong giai doan hién nay.

Tuy nhién, tai VN céc nghién ctru vé xay dung md hinh ap dung QTTG tai cac doanh
nghiép dich vu con kha han ché; cac nghién ciru phan I6n duoc trién khai tai cac doanh
nghiép san xuat. Trong khi d6, cac mé hinh QTTG duoc nghién ciru trén thé gioi lai
khong thé ap dung ngay vao diéu kién VN do su khéc biét vé& dac diém moi truong san
xut kinh doanh va dic diém cua doanh nghiép. Xuat phat tir thuc té khach quan nay,
truge tinh hinh nghién cau trén thé gisi va trong nuéc vé QTTG, tac gia mudn nghién
clru sau va dé xuat md hinh QTTG ap dung cho nganh dich vu ban 1é tai VN.

2. Tong quan vé QTTG

2.1. QTTG trong siéu th;



Nguyén Dang Minh & Nguy&n Dang Toan. Tap chi Phat trién Kinh té, 27(5), 115-128 117

QTTG la mot khai niém maé va cd nhiéu cach tiép can khac nhau. QTTG la phuong
phép quan tri gitp loai bo 1dng phi nham nang cao hiéu qua kinh doanh, mang lai nhiéu
gia tri gia ting cho khach hang (Liker, 2004). Theo Shah va Ward (2003), QTTG la
phuong phép két hop gitra cac nhan t6 cong cu va cac nhan t6 mém nham xda bo lang
phi théng qua han ché nhitng bién dong tir phia khach hang, nha cung cp hay noi bo.
Nguyén Pang Minh (2013, 2015) cho rang QTTG la tu duy quan trj tao ra loi nhuan
hoac gia tri gia ting cho doanh nghiép bang tri tué con ngudi nham cit giam t6i da chi
phi lang phi. Tém lai, c6 thé thay QTTG la phwong phap quan tri hudng téi viéc san xuat
hang hda hay cung tng dich vu khdng cé 1ang phi va gitp cat giam mot cach ¢ hé thong
nhirng 1ang phi khdng tao ra gia tri gia tang.

Steeneken va Ackely (2012) chi ra siéu thj 1a loai hinh doanh nghiép cung cap dich
vu. Siéu thi khdng san xuit san phim nhung lai tao ra thém nhiéu gié tri gia ting cho san
pham bang viéc thém gié tri gia ting vao so db chudi gié tri. Trong so d6 nay, chudi
cung &ng hay quan Ii kho trong siéu thi dugc nghién cau rong réi, tuy nhién co rat it tac
gia tap trung vao cai tién chit luong hoat dong hay cit giam lang phi trong siéu thi.

Jaca va cong su (2012) tién hanh nghién ctru loai bo 1ang phi ¢ siéu thi. Nhém nghién
ctu két hop vai siéu thi thanh 1ap cac nhém 1am QTTG la nhitng nhan vién trong siéu
thi. Nhdm 1 c0 chirc nang cai tién dich vy, con nhém 2 thuc hién cdng viéc 5S va nhom
con lai dam nhiém kiém tra chét luong hang hda. Két qua cho thdy lam viéc nhém gitip
cai thién hiéu qua ap dung céac cong cu cua QTTG. Cac nhom lam viéc duoc dao tao,
dong vién khuyén khich va duoc phan quyén. Chinh vi vay khong khi lam viéc dugc cai
thién, hiéu suat lao dong nang cao va ngudi lao dong chit dong tham gia vao phong trao
QTTG cua siéu thi.

Searcy (2009) nghién ctru mot s cong cu cia QTTG ap dung cho nganh phan phdi
nhu so &6 chudi gié tri, quan Ii truc quan hay phan tich nguyén nhan chinh cho thiy cac
cdng cu nay dé giup ich cho viéc cat giam 1ang phi va nang cao hiéu qua kinh doanh.
Théng qua nghién ciru tinh hudng, tac gia cho riang dao tao nang cao nhan thac cho
nguoi lao dong vé QTTG thé hién tinh cam két cao cua ban giam dbc trong viéc ap dung
QTTG. Nguoc lai, viéc chia sé¢ két qua ban dau khi &p dung QTTG s& khich & nhan vién
1am QTTG hon.

2.2.  Quan tri tinh gon tai VN

Ban chat cua triét 1f QTTG dugc minh hoa thong qua hé théng cac cong thuc sau:
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Loi nhuan = Doanh thu — Chi phi 1)
Trong d6: Chi phi = Chi phi thyc + Chi phi l&ng phi (2)
Chi phi 1ang phi = Chi phi 1&ng phi hiru hinh + Chi phi 1ang phi v6 hinh 3)

Nguon: Nguyén Pang Minh, Quan tr tinh gon tai VN - Pudng dén thanh cong, 2015

Qua cac cong thic trén cd thé thiy cach thirc hiéu qua gitp tang loi nhuan doanh
nghiép chinh 1a cat giam chi phi hoic ting doanh thu. Viéc gia ting doanh thu théng qua
tang gia ban hodc tang san lugng thuong co6 gidi han do phu thugc vao quan hé cung -
cau trén thi truong va ngudn lyc hiru han ciia doanh nghiép. O khia canh cit giam chi
phi, doanh nghiép khong nén cat giam chi phi thuc, tic 1a cac chi phi can thiét dé duy tri
hoat dong san xuat - kinh doanh, dam bao chét lugng cua san pham nhu chi phi nguyén
vat liéu, luong cong nhan v.v.. Vi vay, giai phap giup doanh nghiép tang lgi nhuan mot
céch bén virng chinh 1a khdng nging cat giam cac chi phi 1ang phi.

QTTG Ia md hinh quan tri tap trung vao viéc dung tri tué cua con ngudi/td chirc nham
cét giam tdi da chi phi lang phi. Nhu vay, dé cit giam chi phi 14ng phi thi can phai phat
hién - nhan dang lang phi mét cach khoa hoc, tir d6 ¢6 cac phuong phap dé loai bo cac
loai 13ng phi nay. QTTG sir dung hé théng cac cong cu va phuong phap khoa hoc nhu
5S, Kaizen, quan Ii tryc quan, Jidoka, khoa hoc giai quyét van dé v.v.. Cac cdng cu,
phuong phap nay do con nguoi sang tao, do vay chung cling khong ngung dugc phat
trién vé noi dung, s6 lugng va dac biét 1a phai phu hop voi viée cat bo céc chi phi lang
phi. Cac phuong phap, cong cu nay dugc &p dung mot cach sang tao, linh hoat giup
doanh nghiép/to chtc nhan dién va loai bo cac 1ang phi ton tai trong qué trinh san xuat
— kinh doanh. Ngoai ra, QTTG bao gom ca triét Ii, tam nhin, chién luoc, van hoa cua
doanh nghiép/té chirc, luén hudng téi khach hang/cong ddng thong qua viéc khong
ngirng gia ting cac gia tri (tai chinh va phi tai chinh) cho doanh nghiép/té chirc (vi du:
Triét I tam nhin phét trién bén vitng dya vao sic manh tri tué cua doanh nghiép, tu duy
quan tri nhan su tinh gon, cac yéu tb gia (P - Price), giao hang nhanh (D - Delivery),
hudng toi thuc hién trach nhiém xa hoi (CSR - Corporate Social Responsibility), hudng
ta1 bao vé moi truong (E - Enviroment) v.v..).

Chi phi 1ang phi ton tai du6i hai hinh thirc 1a chi phi 1ang phi vo hinh va chi phi lang
phi hitu hinh. Chi phi Iang phi hitu hinh phd bién va d& nhan dang trong qua trinh san
Xuét - kinh doanh. Céc lang phi nay c6 thé ton tai dudi dang lang phi V& co s& vat chét
(du thira kho bai, may moc thiét bi khdng sir dung hét cong suét v.v..); 1ang phi nguyén
vat liéu trong qué trinh san xuat do ding qua nhiéu nguyén liéu, san xuit thira hay cac
théi quen ling phi nhu quén khong tit dén, tit van nudc, in an thira tai liéu v.v..; 13ng
phi do sai hong (san xuét san pham 15i, cung tng dich vy khong ding mong mudn cua
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khach hang); 1ang phi thoi gian (thoi gian cho doi giita cac khau cua san xuat, chd doi
trong qua trinh str dung dich vu), v.v..

Chi phi lang phi v hinh gom chi phi lang phi trong tu duy (tu duy phat trién, tam
nhin, triét Ii phat trién v.v.), trong phuong phap lam viéc (cach thirc trién khai, quy trinh
trién khai cong viéc) va trong viéc bo 15 cac co hoi phat trién (co hdi ting trudng, co hoi
kinh doanh v.v.); chi phi ling phi nay duoc cho 1a nhiéu hon dang ké so véi cac lang phi
hitu hinh. Hinh 1 minh hoa stc anh huong cua lang phi vé hinh d6i voi doanh nghiép c6
cuing/hozc khong cung tu duy phat trién:

1 Gi4 tri gia ting Gi4 tri gia ting

I
11111

Doanh nghiép A

Doanh nghiép B

Hinh 1. Anh hudng cua chi phi lang phi vo hinh d6i v6i doanh nghiép
c6 cung/ hodc khong cung tu duy phat trién

Nguon: TAc gia nghién ctru d& xuét

Tu duy hay phuong phap lam viéc (ké ca dong luc 1am viéc) cia timg ca nhan duoc
minh hoa bang mot vécto ¢6 hudng. Theo nguyén li hinh hoc, cac vécto cling hudng s&
tao ra vécto tong duoc ndi dai tir cac vécto thanh phan; nguoc lai, khi cong cac vécto khac
hwéng hodc nguoc chidu nhau, d6 dai cua cac vécto thanh phan s& bj triét tiéu. Tuong tu,
néu nhu mdi c& nhan trong doanh nghiép cé tu duy, phuong phap giai quyét cong viéc
khong dong nhét s& tao ra lang phi trong tu duy va phuong phap cta chinh ban than mdi
ca nhan; tir 6 anh huong téi gia tri gia ting cua toan doanh nghiép. O mirc d6 cao hon,
khi mdi ca nhan trong té chirc (hay qudc gia) c6 dong luc phan déu cing hudng toi mot
muc tiéu chung thi s& tao nén ngudn sic manh khdng 16 gitp té chuc (qudc gia) d6 vuon
1én. Nguoc lai, néu dong luc ciia mdi c4 nhan c6 hudng khac nhau, tdng dong luc hay tong
ngudn sirc manh cua doanh nghiép/td chic (qudc gia) s& bi suy yéu, dan toi kKim ham su
phét trién.
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Nguyén Pang Minh (2015) trong cudn Quan tri tinh gon tai VN - Puong dén thanh
cong phan tich chi phi lang phi vo hinh (chi phi lang phi vé tu duy, vé phuong phap lam
viéc, lang phi trong viéc bo 15 cac co hoi phét trién) chiém ti trong nhiéu hon so vai lang
phi hitu hinh, ¢6 nhiéu truong hop chiém téi 80% tong luong chi phi lang phi. Nghién
ctiu nay ké thira tur duy quan tri tinh gon tai VN trong hé cong thic ¢ trén, tim ramd hinh
ap dung sang tao vao linh vuc dich vu ban 1¢ tai VN.

3. Phuong phap nghién ciru

3.1. Phuong phap nghién cuu

Phuong phap nghién ctu dinh tinh duoc sir dung dé phan tich thyuc trang ap dung
QTTG va nhan dang céc chi phi gay lang phi trong hé théng dich vu béan Ié, cu thé 1a cac
siéu thi ban I¢, tir d6 d& xuat md hinh 4p dung QTTG cho hé thdng siéu thi. Nghién ctu
duogc thuc hién theo cac bude nhu sau:

Buée 1: Nghién ctu I thuyét va diéu tra mau

Str dung phuong phap thu thap dit liéu thir cdp dé tdng hop phén tich co so If thuyét
QTTG duoc ap dung cho cac siéu thi va doanh nghiép ban lé. Thém vao d6 su dung
phuong phap thu thap dir lidu so cap thong qua diéu tra khao sat va phong vin chuyén
sau doanh nghiép. Dir liéu thu thap s& dugc xur Ii va phan tich bang théng ké dé giai
quyét van d& dua trén bo cau hoi phong van béan cau tric (Semi-Structure Inteview) dé
tim nguyén nhan cét I8i cua viéc gay ra lang phi tai cac siéu thi.

Dit li¢u dugc thu thap trong khoang thoi gian 8 thang trong nam 2015 thong qua viéc
tham gia khao sat, phong van ban ciu tric tryuc tiép tai cac siéu thi trén dia ban Ha Noi
(20 siéu thi) va & dang online trén toan qudc (200 mau phét ra va thu vé 150 mau). Ngoai
ra, tac gia con sur dung phuong phap nghién ciru tinh huéng (Case Study) tai 1 doanh
nghiép ban I¢ tai Ha Noi.

Burdc 2: D& xuat mo hinh trién khai QTTG

M6 hinh trién khai QTTG dugc dé xuat dwa vao két qua phan tich thuc trang cua
doanh nghiép (néu trong budc 1), md hinh duoc kiém dinh vé tinh kha thi thdng qua cac
két qua nhan xét, danh gia cua cac 1anh dao doanh nghiép.

3.2.  Cau hoi nghién cizu

Nghién ciru nham tra 10i hai cau hoi:

(1) Nhiing chi phi lang phi ton tai trong siéu th; VN Ia gi va nguyén nhan cua nhiing
lang phi nay? va
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(2) M6 hinh ap dung QTTG nao phu hop gilp doanh nghiép hoat dong trong nganh
siéu th;?

4. Thyc trang l&ng phi ton tai trong nganh siéu thi tai VN

Sau khi phan tich cac két qua khao sat. Thyc trang cac chi phi lang phi dugc dic két
nhu sau:

Viéc du béo khéng chinh xac nhu cau va xu huéng tiéu dung ciia khach hang dan dén
viéc nhap hang héa du thira qué nhiéu so voi nhu cau thuc té, hang hda khdng ban hét
phai tiéu hay trudc khi hét han st dung hay ton kho gay ting chi phi luu kho. Ddong
thoi, viéc bao quan san pham khdng tot s& dan dén tinh trang hang hong khong ban dugc
va phai tiéu hay gay ra su 1ang phi. Sy lang phi xay ra nhiéu nhat & khu vuc thuc phim
tuoi song, thuc pham ché bién va thuc pham kho.

Sy thiéu lién két trao ddi thdng tin kip thoi giira cac bo phan mua hang, ban hang va
Marketing 12 mét trong nhitng nguy@n nhan chinh dan dén tinh trang nay; bo phan ban
hang 1a bo phan tiép xdc va quan sét tryc tiép nhu cau khach hang tai siéu thi khong
duoc khuyén khich dé cung cap théng tin kip thoi cho bo phan Marketing va mua hang.

B6 phan Marketing thiéu dit liéu thyc té dé dua ra bang diéu tra khao sat thi truong
mot cach chinh xac nhét. Viéc st dung théng tin khdng kip thoi hay két qua diéu tra sai
Iéch 1am cho viéc thyc hién quan li don hang cua b phan thu mua tro 1én khong hiéu
qua.

Lang phi trong viéc sir dung trang thiét bi, may méc, dd dung vin phong pham phuc
vu cac hoat dong cua siéu thi, khdng st dung diung cach, dung muc dich, khong dugc
bao quan va luu trit can than dan dén mat mat, hu hong va phai chi tiéu vuot dinh muc
cho hang muc nay, vi du quay, k&, mac &o, gia, moc, but viét, kep gidy, 6 dién, bong den,
d6 ding cho khu ché bién thire an, xir 1i @6 dong lanh, chi phi cho viéc trung bay quang
céo, in an tén kém ma khdng mang lai hiéu qua nhu mong doi.

Viéc xay dung quy trinh va quy ché chua cu thé, chua mang tinh kiém soat dé c6 thé
kiém soat duoc chi phi va chua khuyén khich duoc nguoi lao dong tham gia vao cai tién
cling la mét trong nhirng nguyén nhan gay lang phi.

Lang phi trong co hoi kinh doanh tra thanh ndi lo cia nhiéu doanh nghiép béan I¢ VN
khi nhitng doanh nghiép nay tré nén Iép vé trudc nhitng doanh nghiép nudc ngoai. Khao
sat nhanh trén 101 khach hang cho thiy phan traim khach hang thé hién sy yéu thich mua
sam tai cac siéu thi 16n do nuéc ngoai dau tu dao dong tir 50% dén 60%. Nhiing i do
hang dau cho su yéu thich ciia ho d6 1a: (1) Hang hoa trung bay gon gang, dep mat, dé
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tim kiém; (2) Nhan vién siéu thi niém na, hay gitip d&, ton trong khach hang; (3) Khéng
gian sang sua, rong rdi, san siéu thi sach s¢; va (4) Gia ca hop Ii.

Déi voi nhitng siéu thi khdng khién khach hang cam thay hai long thi phan Ién 1a cac
siéu thi cua VN véi mie d6 yéu thich dudi 40%, vai cac 1i do nhu sau:

Hang héa trung bay 16n xon, kho tim kiém; khach hang cam thay kho tim kiém hang
hoa do khong cé bién chi din rd rang. Cach trung bay phan loai khu vuc hang hoa thiéu
logic va khéng phi hop véi suy nghi ciia khach hang 1a tro ngai dé ho tim kiém mat hang
mong mudn. Khdng sir dung nhiéu bang biéu truc quan dé gidp khach hang tim kiém dé
dang hon. Hau nhu khéng c6 bang chi dan bé tri mat bang siéu thi theo khu dé khéch
hang c6 thé tiét kiém duoc thoi gian tim kiém.

Hang héa bi ghi sai gia hodc khach hang khong tim dwgc gia san pham. Tinh trang
siéu thi ghi sai gia san phém, tham chi ¢ cac chudi siéu thi 1au ndm ghi nhan duoc la kha
nhiéu va da bi phan &nh trén bao chi. Tinh trang bang gia khong duoc dat dung chd hay
qua nhiéu bang gia cung dat tai mot chd 1am cho khach hang khé cé thé tim duoc gia
dung cua san pham. Nhiéu khi diéu nay gay ra kho chiu khi ho phai thanh toan gia ma
ho nghi khac gia ma ho nhin thiy tai quay hang.

Khéch hang phai cho 1au khi thanh toan; do nhan vién thu ngan khéng tap trung vao
cong viéc, co thao tac khdng chinh xac gay ra 16i, diéu phéi khach hang dén quay thu
ngan khong hiéu qua hozc 15i hé théng thanh toan. Trong mé hinh ban 1é hién dai thi
viéc xép hang chd thanh toan khong phai 13 tro ngai, tuy nhién néu nhan vién cé thao tac
nhanh chéng, chinh xac s& lam giam bét su cing thang noi khach hang.

Trinh d nhan vién khong ddng déu, mot sb nhan vién siéu thi co thai do khong tét.
Tai khong it chudi siéu thi VN, khi khach hang thanh toan bang phiéu mua hang, phiéu
giam gia hay thanh toan s luong hang hoéa it thi thuong nhan dugc sy khéng niém no
ctia nhan vién thu ngan, dac biét 1a cac siéu thi & phia Bac. Bén canh d6, nhan vién khong
c6 y thire ty phat hién va chii dong tim phuong 4n giai quyét nhirng van dé tryuc tiép lién
quan dén cong viéc cua minh ma cho sy hdi thic, giai quyét cua cap trén. Vi du trong
truong hop khach 1am hong dd, dé lai d6 hong tai quay, tra dd sai chd hay vut rac ra
quiy hang, nhan vién di qua nhin thdy nhung khong xir I ngay, khién my quan khu vuc
trung bay bi anh huong.

Bén canh nhitng van d& lién quan dén trai nghiém cua khach hang, ban than nhiing
nhan vién siéu thj ciing gap nhitng tré ngai trong qué trinh 1am viéc gay tén kém thoi
gian va cong stc. Vi du: Tim kiém hang hoa trong kho rong I6n mat thoi gian do viéc
quan Ii kho va danh s6 khong khoa hoc, mét céng tim kiém dung cu do dac cho cong
viéc hang ngay do khong duogc luu trir ding noi diing chd, viéc lay hang hoa lap day
quay ké mét thoi gian do khdng cé nhitng dung cu hd tro thuan loi, v.v., hay cham xu Ii
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nhitng su ¢b trong qua trinh ban hang (hét hang, khach 1am v, hong do, khiéu nai cua
khach hang, v.v.). Nhitng viéc ndy hau hét bit ngudn tir viéc nhan vién khéng dugc phd
bién day du vé cac quy trinh 1am viéc, nhirng ki nang xtr Ii tinh hudng va quan trong nhat
la y thie chi dong 1am cho cong viéc cia minh tro nén “tinh gon” hon - giam thiéu sy
t6n kém vé thoi gian va céng sirc dong thoi nng cao hiéu qua lam viéc. Nhan vién 1a bo
mit cua siéu thi, do do tat ca nhitng cong viéc ma ho 1am déu c6 anh huong tryc tiép dén
hi¢u qua hoat dong.

Nhirng cam két, khau hiéu do ban 13nh dao dwa ra chua duoc thiu hiéu ki cang, nhét
1a d6i voi cac nhan vién 1am viéc truc tiép dudi siéu thi dé ho thdy minh 1a mot phan
quan trong trong doanh nghiép, hiéu dugc ¥ nghia cong viéc va gia tri ma céng viéc
mang téi cho ban than cting nhu cho khach hang. Do d6, nhan vién dudi siéu thi khdng
thuong xuyén cé nhirng dong gop, sang kién, phan hdi nham muc dich cai tién cong viéc,
hay con giit tam Ii 1a muc luong hién tai khdng xtng dang dé ban than cé gang hon ma
chi hoan thanh nhirng gi dugc giao nhu mét nhiém vu bat budc.

Viéc dao tao tam thé (su thau hiéu cua ngudi lao dong 1a ho 1am viéc 6 ich cho chinh
ho, su thau hiéu phai 1am viéc tan tam theo dung quy trinh da duoc thiét l1ap, c6 y thuc
thai d6 tot d6i vai cong viéc, ludn cd y thic cai tién khdng ngirng cong viéc) cho ngudoi
lao dong chua dugc chu trong, chua lam cho ho hiéu dugc; 1am viéc 1a tét cho chinh
minh va théng qua lam viéc thyuc su thi mai c6 thé nang cao kha nang ctua minh; tir d6
c6 y thirc thai d6 tét v6i cong viec. Khi khong c6 “tdm thé” tot thi moi nd luc cua doanh
nghiép du & khia canh nao trong kinh doanh ciing déu gap khé khan.

Qua phan tich & trén, cac nguyén nhan gay ra chi phi 1ang phi c6 rat nhiéu, tyu trung
lai nhu sau: (i) Chua c6 su cam két dai han cua lanh dao trong viéc trién khai ap dung
mo hinh quan tri tinh gon, 1anh dao chua cam két dao tao (dao tao tam thé, triét li, tu
duy, céng cu cua quan tri tinh gon); (ii) Chua c6 chinh sach khen thudng, dong vién
khuyén khich nhan vién trién khai 4p dung quan trj tinh gon; (iii) Nguoi lao dong chua
chu dong nhan dang phat hién cac 1ang phi, tir d6 c6 cac dé xuat chi dong cat giam lang
phi: va (iv) Ké ca 1anh dao va ngudi lao dong déu chua c6 tdm thé trong viéc chu dong
tim kiém, ap dung trién khai phuong phap, mo hinh, céng cu quan tri pht hop. Nhitng
nguyén nhan nay 1 rao can dé cac doanh nghiép ban 1é, siéu thi VN mang dén dich vu
va hang hoa tét hon cho khach hang. Nhu vay, viéc khic phuc va tim ra mé hinh quan
tri phi hop vai thuc tidn VN 1a vo cing can thiét.

5. Mé hinh dé xuit ap dung QTTG tai c4c doanh nghiép dich vu ban lé

Mb hinh d& xuét trién khai QTTG ddi véi cac doanh nghiép hoat dong trong nganh
dich vu ban 1¢, cu thé 1a trong hé théng siéu thi VN dugc ké thira mé hinh cua Nguyén
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Ping Minh (2015), nham ba muyc tiéu chinh 13 dao tao ngudi lao dong dé tan dung ngudn
lyc con ngudi, 4p dung hidu qua cac cong cu QTTG vao hoat dong va xay dung hé thong
chinh séch nhan su phi hop Véi trién khai QTTG.

Sw tham gia clia ngwdi lao dong

\ 4
A

Xay dwng AN
Chinh sach quy trinh e AN Ap dung Pao tao:
nhan sy: thwe . Ap . trén toan Tam thé va
khen thwéng hién/tiéu chi e dung \\_> doanh triét Ii tinh
khich I& danh gia ’ < thi 0 nghiép gon, cong
kiém tra, cai . diém cu tinh gon
tién khdéng AN L
ngirng N

Sw cam két dai han ctia ban lanh dao

Hinh 2. M6 hinh ap dung QTTG tai céc siéu thi ban 1¢ tai VN
Nguon: T4c gia nghién ciru dé xuat

M6 hinh nhan manh vai trd cta ban lanh dao d6i véi sy tham gia cua nguoi lao dong.
Lanh dao cd thé tac dong dén su tham gia cua ngudi lao dong théng qua hai chinh sach
1a dao tao va nhan sy. Chinh sach dao tao thé hién & khia canh nang cao tdm thé cho
ngudi lao dong va dao tao kién thirc vé QTTG. Chinh sach nhan sy, khuyén khich dong
vién, nhu soi day lién két ban 1anh dao véi nguoi lao dong. Théng qua chinh sach nay
ban 1anh dao thé hién cho nguoi lao dong thay quyét tim va cam két ctia minh di véi
viéc ap dung QTTG tir d6 gitip ngudi lao dong tin tudng 1anh dao va chién lugc phat
trién cua doanh nghiép.

Quy trinh trién khai QTTG trong doanh nghiép cu thé gém ba budc: (1) Nghién ciru
xay dung quy trinh trién khai QTTG: Pao tao, chinh sach khen thuong phic loi va quy
trinh quy ché hoat dong cua doanh nghiép; (2) Lua chon mot bo phan cua cong cong ty
va ap dung thtr cudi cung; va (3) Ap dung trén quy mo cong ty. Bé kiém dinh tinh kha
thi cua md hinh ndy, tac gia di nghién ctru thyc tidn dung trién khai QTTG cua chudi
siéu thi thuoc cbng ty A (cdng ty dich vu ban Ié cé uy tin tai Ha Noi).
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M® hinh va nghién citu tinh huéng thuec tién tai doanh nghiép ban 1é A

Trong md hinh trén, ban lanh dao siéu thi va bo phan quan Ii tryc tiép khong dong
vai tro chi dao “tir trén xuéng” ma dong hanh véi nguoi lao dong trong ting nd lyc dao
tao ciing nhu thuc hanh tinh gon nham dam bao méi trudng lam viéc cho nguoi lao dong
dung nhu chinh sach ma ban lanh dao dua ra ciing nhu kip thoi phat hién nhitng “nut c¢6
chai” cua hé thong dé ciing nguoi lao dong tim ra nguyén nhan va théo g kip thoi.

Nhiém vu 1: Ban lanh dao siéu thi va bo phan quan |i truc tiép can hét suc thau hiéu
triét If kinh doanh cua doanh nghiép, khoi day tinh than cai tién lién tuc, di dau trong cac
hoat dong QT TG va cam két gitip d& ung ho nguoi lao dong. Cam két nay dugc thé hién
thong qua hai chinh sach chinh la dao tao va khen thuéng dong vién. Tai doanh nghiép
ban Ié A, triét Ii cua QTTG la hudng téi con ngudi va khach hang. Nho han ché nhiing
lang phi trong van hanh quan Ii, siéu thi A tiét kiém dugc ngudn luc vat chat va con
ngudi dé huéng vao nhitng hoat dong tao ra gia tri cho ngudi lao ddng nhu cai thién bira
in, cung cip dong phuc nhan vién véi chat luong tét, to chic hoat dong van héa vin
nghé cho nhan vién v.v. dén nhitng hoat dong quy md 16n ¢6 y nghia vai cong ddng nhur
tréng cay xanh, xay truong hoc, hoat dong tur thién. Diéu nay dung nhu triét If tinh gon
tai VN cua tac gia Nguyén Bang Minh (2015).

Tai cac chudi siéu thi VN, su thiu hiéu vé cai tién lién tuc va QTTG & ban linh dao
chua thuc sy day du. Day 1a nhitng dbi twong can thiét tham gia hoc tap va trai nghiém
véi nhitng chuyén gia quan tri tinh gon. Tai siéu thi A, giam ddc siéu thi thim nhuan tu
tuong QT TG va ludn ludn dit ra muc tiéu, dinh huéng cho nhan vién “lam tét hon nhitng
gi dang thé hién”. Mdi ngay, nhiém vy nay déu duoc ban lanh dao truc tiép nhac lai
trudce toan bo nhan vién trong siéu thi.

Nhiém vy 2: B phan quan li cip trung, bao gdm truong quay hang, truong nganh
hang, truong kho, v.v. ngoai viéc dao tao kién thirc nganh hang, ki ning lam viéc thi con
chiu trach nhiém vé céc hoat dong bao gom hd trg dao tao vé tam thé cho ngudi lao dong
tai doi nhom ciia minh dong thoi hudng dan cu thé, truc quan hda cac quy trinh cong
viéc (quy trinh in tem gi4, quy trinh giao nhan, hay hang, v.v.), quy trinh 5S. Chirc nang
cua bo phan nay 1a vd ciing quan trong, bai ho 1a ngudi truc tiép tham gia vao qua trinh
van hanh cua siéu thi - quan li nhan vién trong khdu giao nhan, trung bay, ban hang, xir
If tinh hudng tai siéu thi.

Viéc dao tao tam thé (dao tao sy thau hiéu rang lam viéc 1a ¢é ich cho chinh ban than,
chi cd lam that viéc madi nang cao nang luc lam viéc cua ban than va phai c6 y thuc thai
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do, trach nhiém di voi cong viéc) cho ngudi lao dong khdng nhirng la trach nhiém cua
bo phan nhan sy ma né can dugc cang ¢d qua nhiéu hinh thic vai su hd tro, theo sat va
Kip thoi khen thuong, dong vién ciia nhitng ngudi quan i truc tiép bai ho 1a nhitng nguoi
sat sao nhat voi cong viéc cia nhan vién. Hinh thirc dao tao tam thé thdng qua cong viéc
duoc ap dung tai doanh nghiép A nhu sau: Su thay d6i trong cach trung bay hang hoa
duoc quyét dinh bai bo phan mua hang, tuy nhién bat ki y kién nao tir nhan vién siéu thi
déu duogc dinh ki xem xét. Tai mdi budi hop, nhan vién dugc phép trinh bay y kién va
mau chdt can dua ra d6 1a sy thay d6i nay c6 lgi ich nhu thé nao d6i véi khach hang (hap
dan hon, d& tim kiém v.v.) va véi cong viéc ciia nguoi ban hang (ting doanh s6, thuan
tién trong thao tac v.v.). Thong qua hoat dong nay, nhan vién nhan thiy dugc sy ton
trong tir phia doanh nghiép d6i vai ban than, hao hirmg déng gop ¥ kién va nhan ra gia
tri cta viéc hoc that - lam that va lubn ludn tdm niém mang lai gia tri gia ting cho khach
hang ciing nhu mang lai niém vui cho chinh ban than minh. Cé truong hop nhan vién da
duogc thing chic nho dong gop ¥ kién mang lai gié tri cho khach hang va siéu thi ciing
huang loi tir viéc sang kién d6 lam ting doanh thu.

Tai siéu thi A, nhitng hinh anh vé thuc hién 5S va quan Ii truc quan ludn duoc luu lai
va dwa ra cudc hop dinh ki vé thyc hién 5S hang thang, hang quy va hang nam. Ban lanh
dao s& truc tiép kiém tra bat ki, nhitng ngudi quan 1 s& chi dao dé nhan vién thyc hién
tién bo hon, vi du: Cuing nhau loai bo nhitng gidy to, bia cac tong khong dung dén khoi
khu vuc lam viéc, viéc sap xép hang hoa trong kho can theo dung quy dinh vé vi tri, khdi
luong cho phép. Nhiing quy dinh vé trang phuc hay tac phong ciia nhan vién dugc vin
ban hoa va hinh anh hda, treo tai van phong hay trong siéu thi. Vao cudi ca tryc tai siéu
thi déu co tong két dé nhan vién kip thoi nhan biét duoc nhitng viéc di lam va nhitng
viéc chua lam dugc trong mét ca, kip thoi rat kinh nghiém dé tranh mac sai sot.

Nhiém vu 3: Dé khuyén khich va quan trong nhat 1a duy tri viéc thuc hién 5S, quan Ii
truc quan va tinh than “lam tot hon mdi ngay”, bo phan quan Ii tryc tiép can tim ra cach
tiéu chuan hoéa va truc quan héa nhirng hudng dan trong cach 1am viéc, ludn ling nghe
y kién hoic phan hdi ctia nhan vién trong thuc hanh tinh gon, cho du ho & bét ki vi tri
nao. Nho dé, nhan vién s& cam thiy minh duoc tén trong, trao quyén, va chi dong trong
cac thuc hanh tinh gon.

Déi voi nguoi lao dong phd thdng, can han ché phd bién nhitng kién thic qua han
1am va kho ghi nhé, can phai truc quan nhitng quy trinh phtc tap, va nhat thiét phai gin
viéc tiép thu nhirng kién thic vé thyc hanh 5S, quan Ii truc quan véi cong viéc hang



Nguyén Dang Minh & Nguy&n Dang Toan. Tap chi Phat trién Kinh té, 27(5), 115-128 127

ngay cua ho dé cung cd, bién thanh thoi quen va tao nén tu duy tinh gon. Tai b phan
thu ngan cua siéu thi A, nhirng nd luc giam thoi gian thu ngan trén mot khach hang da
duoc thuc hién thanh cong nho viéc nhan vién triuc quan hoa quy trinh dé luyén tap thao
tac. Vé viéc thu ngan bd sung khi qua dong khach vao cudi tuan, siéu thi khéng phai
thué thém thu ngan ngoai ma dwa vao ngudn luc sin cé 1a nhan vién ¢ cac bo phan ranh
rdi khac da dugc dao tao dy phong ngan han nghiép vu thu ngan theo chinh sach cong
ty. Ho déu cam thay d& dang lam viéc vai tim bang truc quan, cho du trude do chua
ting 1am thu ngan trén thyc té. Nho dp dung linh hoat cdng cu quan tri tinh gon, doanh
nghiép tiét kiém dwoc nhitng chi phi hitu hinh d6 1a chi phi thué nhan cong va giam thiéu
I&ng phi v6 hinh - thoi gian cho cua khach hang.

6. Tong két
6.1. Két lugn

Nghién ctru da tim thiy va phan tich dugc nhitng chi phi lang phi ton tai trong cac
siéu thi VN trén dia ban Ha Noi, cac nguyén nhan gay ra lang phi. Xuat phat tir thyuc tién
va nghién ciru tinh hudng tai doanh nghiép, tac gia da dé xuat mé hinh ap dung quan tri
tinh gon tai VN cho céac doanh nghiép dich vu ban I¢ VN. M6 hinh nhan manh vao sy
cam két cua ban lanh dao thong qua chinh sach dao tao (dao tao tm thé, phuong phap,
cng cu ciia quan tri tinh gon) va chinh sach khen thuong dong vién ddi voi nguoi lao
dong. Thu hudng cac chinh sach nay, nguoi lao dong s€ chu dong tham gia vao qua trinh
quan tri, thuc hién cdng viéc theo dung phuong phap quy trinh cua quan tri tinh gon, chu
dong cai tién cong viéc, cat giam cac 1ang phi, khdng ngirng nang cao hiéu qua hoat dong
cua doanh nghiép. Két qua nghién ctru ciing 1a 10i giai dap c6 thé tham khao cho cac
doanh nghiép dich vu khac tai VN.

6.2. Kién nghj va goi y chinh sach

Viéc ap dung thanh cong mé hinh QTTG cho doanh nghiép dich vu con phu thudc
Va0 rat nhiéu cac chinh sach trong ndi bo doanh nghiép va su hd tro chinh sach cia chinh
phu.. Céc chinh sach trong noi bo doanh nghiép bao gom:

- Cam két dai han cta ban lanh dao dé thuc hién QTTG. Cam két dai han cua ban
lanh dao dugc thé hién bang rat nhiéu yéu té nhung ndi bat d6 1a chinh sach dio tao va
khen thuong. Két hop dao tao kién thirc chuy@n mon va “tam thé” ciia cong viéc cho
nguoi lao dong. Chinh sach khen thuang phai mang tinh dong vién kip thoi va cong bang
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dé kich thich sang tao cia ngudi lao dong. Hé théng truyén théng noi bo rd rang hiéu
qua dé truyén duoc thong diép cua ban lanh dao nhu triét Ii, tam nhin, st ménh hay gia
tri cot I6i ciia cong ty t6i nguoi lao dong cling nhur tim tur nguyén vong cua ngudi lao
dong téi ban lanh dao.

- C6 chinh sach hd tro trong viéc xay dung quy trinh quy ché chi tiét phan cong nhiém
vu rd rang. Trong mdi quy trinh ciing can phai tinh dén yéu té ty kiém tra va kiém soét
cua quy trinh. Khi &p dung QTTG khong dugc ndn ndng nhin hiéu qua ngay trudc mat
ma phai tinh cé chinh sach cho viéc duy tri phat huy cai tién lién tuc trong dai han.

Céc chinh sach ciia Chinh phi (cac co quan chirc ning cua Chinh pha) bao gom viéc
hd tro trién khai viéc 4p dung quan tri tinh gon trén binh dién qudc gia, trién khai thanh
phong trao ap dung quan tri tinh gon trén toan quédc. Chinh sach duoc thé hién cu thé
qua c4c hinh thirc nhu tuyén duong, khen thuéng, giam thué thu nhap doanh nghiép
trong 02 nam dau trién khai 4p dung. Chinh sach phat dong tham gia ctua ngudi dan,
doanh nghiép trén toan qubc (National Movement) cho viéc trién khai 4p dung quan tri
tinh gon tai VN®
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