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TOM TAT:

Nghién cttu nay chi ra cach thiic quan tri sy’ thay d6i trong qué trinh thuc thi chi€n ludc chuyén
ddi s6 tai mdt s6 doanh nghiép san xuit truyén thong trong Khu cong nghiép Tan Théi Hiép, Quan
12, TP. H6 Chi Minh. Biing phuong phap nghién cttu dinh tinh theo hu6ng da tinh huéng (multiple
case study), dit liéu dugc thu thap thong qua 22 cudc phdng van siu véi lanh dao, quan 1y va nhan
vién clia 3 doanh nghiép trong cdc nganh: may mic, bao bi va co khi. K&t qua phan tich cho thdy, 3
y&u t& 4nh hudng quyét dinh d&n hid¢u qua thay ddi gdm: (1) Khodng c4ch giita tim nhin chi&n lugc
va hanh dong thyc t&; (2) Vai trd trung gian then chdt ctia quan 1y cAp trung; va (3) Anh huéng tim
1y tich cuc clia cdc “chién thing nhé” trong duy tri ddong luc t& chitc. Nghién citu gép phan bd sung
biing chiing thuc nghiém vé quan tri thay ddi trong boi cdnh doanh nghiép Viét Nam dang chuyén
d6i manh mé, ddng thdi dé xudt cic ham y quan tri thuc tién lién quan dén lanh dao, truyén thong
va vin héa td chiic trong chuyén d6i so.

Tur khéa: quén tri sy thay di, chuyén di s8, doanh nghiép san xuit truyén thdng, quin ly cAp

trung, khu cong nghiép Tan Thdi Hi€p.

1.Pat van dé

Chuyén d6i s6 da trd thanh xu hudng tit yéu trong
hoat dong sdn xuat - kinh doanh hién nay. Theo bao
cdo ctia Bo Thong tin va Truyén thdng (2022), hon
98% doanh nghiép nhan thitc dugc tim quan trong
ctia chuyén ddi s&, tuy nhién chi khoang 25% trién
khai dat két qud nhu mong dgi. Mot trong nhitng
nguyén nhan chinh khong dén tir cong nghé, ma
kho khin trong thay d6i tw duy, théi quen Iam viéc va
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vin hoa 8 chiic. Cac nghién ctitu quoc t& (Kane et al.,
2015; Vial, 2019) ciing nhdn manh chuyén ddi s6
that bai chti yéu do khang cu thay ddi, thi€u cam két
clia lanh dao va thi€u gén két gifta chién lugc - con
ngudi - hé thdng van hanh. Bdo cdo ctia VCCI (2021)
cho thi'y doanh nghiép sin xuit truyén thong chiu
4nh hudng ning né hon vi th6i quen quén tri theo
kinh nghiém, phu thudc nhin cong tryc ti€p va md
hinh t& chifc phan cip citng nhic.
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Mic dit nhiéu nghién citu di ban vé ha ting s6
va ng dung cdng nghé, nhung khia canh quén tri
su thay ddi trong qua trinh chuyén ddi s6 - dic biét
& doanh nghiép sdn xuat - vin con it dugc phan tich
sdu. Pay 1a 16 hdng nghién cifu quan trong, bdi
cong nghé chi tao ra k&t qua khi con ngudi chap
nhén thay d6i va hé thdng van hanh dugc tdi ciu
trdc phu hop.

Xuat phat tir khodng tréng d6, nghién citu nay
nhim trd 15i 3 cAu hdi: (1) Qud trinh quén tri thay
ddi trong chuyén ddi s6 tai doanh nghiép san xuét
dang dién ra nhu thé nao? (2) Nhitng rao cin va y&u
t6 thuan 1gi phd bién 1a gi? (3) Doanh nghiép c6 thé
riit ra bai hoc quan tri nao d€ thyc hién chuyén ddi
s6 hiéu qué hon?

Khu cong nghiép Tan Théi Hiép (Quén 12, TP.
Hd Chi Minh) dudc Iwa chon lam b&i cAnh nghién
cifu vi day 1a noi tap trung nhiéu doanh nghiép san
Xuét truyén thdng quy mo vira va nhd, c¢é su khic
biét vé mo hinh quén tri, trinh d6 tu dong héa va
kha ning dp dung cong nghé. Su da dang nay tao
diéu kién phit hgp d€ kham phéd cich cdc doanh
nghiép quén tri thay ddi khi chuyén ddi s6 - tir d6
riit ra bai hoc mang tinh thyc tién cho cdng dong
doanh nghiép Viét Nam.

2.CdsG 1y luan

Khung 1y thuyét chinh ctia nghién cttu dua trén
mo hinh 8 budc quan tri sy thay d6i cia Kotter
(1996). Theo Kotter, qua trinh thay ddi thanh cong
trong t& chiic khdng thé dién ra ngiu nhién ma cin
dugc trién khai c6 hé thong qua 8 budc lién ti&p:

1. Tao cdm gidc caAp bach (Establishing a sense
of urgency): Doanh nghiép cin gitip céc thanh vién
nhan thitc duge 1y do cip thiét ciia viéc thay ddi, tir
do6 tao ra dong luc hanh dong.

2. Hinh thanh lién minh din dit (Forming a
powerful guiding coalition): Lanh dao phai xay
dyng mdt nhém ndong c6t gdm nhitng ngudi c6 uy
tin va 4nh hudng d€ din dit ti€n trinh thay ddi.

3. Xay dung tAim nhin va chién lugc thay ddi
(Creating a vision for change): TAm nhin rd rang
gitip dinh huéng va truyén cam hitng cho toan bd t&
chiic trong sudt qud trinh thay ddi.

4. Truyén thong tAm nhin (Communicating the
vision): TAm nhin cAn dudc truyén dat thudng

xuyén, rd rang va nhit quan d€n moi thanh vién
trong t§ chic.

5. Trao quyén cho nhin vién hanh dong
(Empowering broad-based action): Loai bo cac rao
can, cd ch€ va chinh sich cii d€ nhan vién c6 thé
chti dong tham gia vio qua trinh thay d6i.

6. Tao ra cdc “thanh cdng ngin han”
(Generating short-term wins): Xay dung nhitng k&t
qué ban diu dé& dat dugc d€ cling ¢S niém tin va
dong luc cho cac buéce ti€p theo.

7. Cling ¢d va md rong thay ddi (Consolidating
gains and producing more change): Dya trén cic
thanh cong ban dau d€ ti€p tuc md rong pham vi
thay ddi va diéu chinh phi hgp véi thuc tién.

8. Pua thay d&i tr§ thanh vin hoéa t§ chiic
(Anchoring new approaches in the culture): Khi thay
d6i dugc duy tri 1au dai, né cin dugc tich hop vao gia
tri, niém tin va hanh vi thutng nhat ctia t6 chic.

M hinh nay dudc két hgp véi cac khdi niém vé
su khang cu thay d6i (Oreg, 2003) va vai trd cla
lainh dao trong quéd trinh thay ddi (Cameron &
Quinn, 2011), nhiim Iam rd nhitng y€u t& con ngudi
4nh hudng dén hiéu qua cla qud trinh chuyén d6i.
Bén canh d6, nghién cttu cling k€& thira cdc cdng
trinh qudc & (Vial, 2019; Kane et al., 2015) va cic
nghién citu trong nuc (H6 & Nguyén, 2020; Lé &
Truong, 2021) @& lam ndi bat dic thii ciia doanh
nghiép Viét Nam trong qud trinh chuyén d6i s6.

3. Phuong phap nghién citu

Nghién cttu ap dung phuong phap dinh tinh véi
thi€t k€ da tinh hudng (multiple case study) nhim
khdm phd siu cdch cdac doanh nghiép sin xuat
truyén théng quan tri sy thay ddi trong quéd trinh
chuyén ddi s8. Dit liéu dudc thu thap thong qua 22
cudc phdng van sau ban ciu tric véi lanh dao, quin
ly cAp trung va nhan vién tai 3 doanh nghiép trong
Khu cong nghiép Tan Théi Hiép, Quan 12, TP. Hb
Chi Minh. 3 doanh nghi&p dugc lya chon theo ti€u
chi: (i) thudc khu vyc sidn xudt truyén thong; (ii)
dang trién khai mot hoic nhiéu hoat dong chuyén
ddi so; va (iii) sdn sang cung cap dif liéu phuc vu
nghién cttu. (Bang 1)

Qua trinh phén tich dit liéu dugc thuc hién biing
phan mém NVivo, nhim hd trg viéc td chic, so
sanh va tim ra cdc chii d& ndi bat tir ndi dung
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BAng 1. Bdc diém 3 doanh nghiép khdo st trong nghién ciu

Tiéu chi Cong ty TNHH May mac Cong ty TNHH Bao bi Cong ty TNHH Co khi
Doéng Quang Garment Tan Hung Thinh Viét Phap Precision
. - San xuét hang dét kim, San xuét va kinh doanh bao bi | San xuét chi tiét co khi
Nganh nghé chinh o e L L
may mac xuat khau nhua, bao bi gidy chinh xac
C6 phan, quy mé 16n Tu nhan, quy mo viia (khoang | Doanh nghiép gia dinh,

Hinh thiic s hifu (hon 1.000 lao déng)

400 lao déng)

quy mé nhd (120 lao dong)

L6 1-5, KCN Tan Thai Hiép,

Dladiémhoatdong | p e Thanh Q.12, TP HCM

L6 9, KCN Tan Théi Hiép, P.
Hiép Thanh, Q.12, TP. HCM

L6 11, KCN Tan Théi Hiép, P.
Hiép Thanh, Q.12, TP. HCM

Giai doan 2 - trién khai ERP

Mic do chuyén déi s6 N
toan coéng ty

Giai doan 3 - tuy dong hoa day
chuyén va tich hgp dii ligu

Giai doan 1-s6 hda quanly
dan hang va bao tri thiét by

Thoi diém bat dau Nam 2022

Nam 2020

Nam 2023

Mic do thanh cong Th&p - nhiéu phan khang

Cao - nang suat tang

Trung binh - mau thuén ndi bo

8 (1 CEO, 3 trudng phong,

S6 ngudi phong van 4 nhan vién)

7(1CEQ, 3quanly,
3 nhan vién)

7 (1 giam doc, 3 quan 1y,
3 nhan vién)

Nguén: Téng hop dit ligu phdéng vin ciia nhém nghién citu (2024)

phéng van. True hét, toan bd ban ghi phdng van
duge doc ky nhiéu 1an dé nim bit cic y tudng
chinh va nhitng di€ém nhin quan trong ma ngudi
tham gia dé cip. Sau d6, cidc doan ndi dung cé y
nghia tuong dong dugc nhém lai thanh cdc chi dé
nhd, phan dnh nhitng khia canh khac nhau cta qua
trinh thay d6i trong doanh nghiép. Tiép theo, cic
chii dé nay dugc lién k&t va sip x&p lai thanh
nhitng nhém 16n hon - thé hién mdi quan hé giira
nguyén nhan, tic dong va két qui. Cudi cung,
nhém nghién cttu ti€n hanh tdng hdp va chon loc
nhitng chli d& c6 gid tri nhat, hinh thanh nén cic
chii @& cot 161 thé hién ban chit clia qud trinh quan
tri sy thay ddi trong chuyén ddi s6.

4. K&t qua nghién citu va phan tich chéo

K&t qué phan tich dit liéu dinh tinh trén 3 doanh
nghiép cho thiy qua trinh quén tri sy thay ddi trong
chuyén ddi s6 khong chi 12 ciu chuyén vé cong
nghé&, ma gin chit v6i hanh vi con ngudi, vin héa
t6 chtic va ning lyc linh dao. Tir qud trinh phan tich
chéo giita cdc tinh huéng nghién citu, 4 chi dé& 16n
da dugc hinh thanh nhu sau:

Chii dé 1: Khodng cdch giita tdim nhin chién
luoc va thuc thi

O c4 3 doanh nghiép, ban lanh dao déu khing
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dinh chuyén d6i s6 dem lai 1¢i ich vé ning suat,
qudn tri dit liéu va gidm chi phi. Tuy nhién, tAm
nhin nay chua dudc truyén dat mot cich cu thé va
d& hi€u dén cap quan Iy va nhan vién. Nhiéu nhan
vién cho ring, “cong nghé chi lam ting viéc, chi
chua thay 1¢i ich” (trich phéng vdn, DN1). Tai
Cong ty Pong Quang Garment, viéc trién khai ERP
gip phén (tng manh do lo ngai bi gidm bién ché& va
thay d6i cdch 1am quen thudc. Khodng cich nay
din dén khang cu thy dong, bi€u hién qua tri hoin,
thi€u hgp tdc va khong chia sé dif liéu. K&t qua phu
hgp véi nhan dinh caa Kotter (1996), ring su thay
ddi tha't bai khi t6 chiic khong tao ra “cdm gidc cap
bach” va khong gidi thich 1di ich cu thé cho ngudi
thuc hién. Piéu nay cho thiy, chuyén ddi s6 khong
thé thanh cong néu chi dya trén vin ban chi dao,
ma cin c6 truyén thdng ndi bd nhi't quan, lién tuc
va mang tinh thuy&t phuc.

Chii dé 2: Vai tro bi bé quén ciia qudin Iy
cdp trung

Ngudi quin 1y cip trung dugc xem la “bod
chuyén d8i” bi€n chi€n lugc thanh hanh dong.
Tuy nhién, & c4 3 trudng hop, déu dugc trao quyén
va do tao day di. Mot quan 1y sdn xuit tai Cong
ty Viét Phdp Precision cho biét: “Phin mém mdi
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cap nhat lién tuc nhung khong ai huéng din céch
khai thdc bdo cdo. Nhiéu viéc chiing toi chi tu
may mo”. Piéu nay khi€n mot s6 quin 1y trung
gian tr§ thanh “diém nghén”, vira khong du ty tin
hd trg nhan vién, vira khong dim phan hdi nguoc
1én 1anh dao. Phat hién nay tuong ddng vdi nghién
ctu cia Cameron & Quinn (2011), cho ring bd
quén vai tro clia cip trung 1a mot trong nhitng 161
phd bi€n din dé&n thit bai clia thay ddi t6 chic.
Khi so sdnh 3 doanh nghiép, Cong ty Tan Hung
Thinh thanh c6ng hon nhd 6 chifc dao tao noi bd
va giao quyén cho trudng bo phan, tao sy dong
thudn va lan tda tich cuc.

Chii dé 3: Siic manh tdm ly cia cdc “chién
thing nhé”

Dif liéu cho thay, c4c thinh cong ban diu dong
vai trd “chit xic tic” gitp thay ddi dugc duy tri.
Tai Cong ty Tan Hung Thinh, viéc ty ddng hda day
chuyén gitdp gidm 18i sdn phadm 27% chi sau 6
thdng. Con s6 nay dugc cong bd cong khai trong cac
budi hop, tao ra niém tin v sy tu hao cho nhin
vién. Mot cong nhin chia sé: “Lic diu s¢g mat viéc,
nhung gid thdy mdy méc gitip lam nhanh hon, nhe
hon, ai cling vui”. Ngudc lai, doanh nghiép khong
tao ra thanh cong ban diu sé& lam sy khéng cv ting
1én. Tai Cong ty Pong Quang Garment, ERP trién
khai chim, nhiéu 16i, nén nhan vién cho ring “da
c6 ging ma van khong ra két qui”, din d&én mét
mdi vi mat niém tin. K&t qui nay cling ¢d quan
di€m cda Kotter (1996): Chién thing nhd gitp tao
dong Iuc tim 1y va chitng minh gi4 tri cia thay ddi.

Chii dé 4: Méau thudn vin héa trong doanh
nghiép gia dinh

Doanh nghiép Viét Phap Precision thé hién rd
mau thuin giita tu duy truyén thdng clia thé hé sing
lap va tu duy d8i méi ctia thé hé tré. Ban lanh dao
16n tudi cho riing cong nghé “ton kém va chua chic
hiéu qua”, trong khi d6i ngii tré thiic ddy s hoa dé
giadm phu thudc vao lao dong thii cong. Mau thuin
nay din d&n “kéo - diy” trong ra quyét dinh, lam
chim qu4 trinh dAu tw cong nghé. Mot k§ su' tré cho
bi€t: “Mudn mua thi€t bi mdi phdi xin y ki€n rat
nhiéu vong, c6 khi cd nim mdéi dugc duyét.” Phat
hién nay phtt hdp véi cdc nghién cttu vé doanh
nghiép gia dinh § Pong Nam A, trong d6 su khéc

biét th& hé 1a y&u t6 quyét dinh tdc d6 ddi méi (Le

& Truong, 2021). Pidu nay cho thdy chuyén ddi s&

khong chi 1a thay d6i cong nghé, ma 1a thay d6i tw

duy, vin héa va quyén lyc trong t6 chic.
5.Banluin va ham § quan tri

K&t qua nghién citu cho thdy mo hinh 8 budc
ctia Kotter (1996) van ph hgp khi 4p dung vao bdi
canh chuyén ddi s6 ctia doanh nghiép sin xuit
truyén thdng tai Viét Nam. Tuy nhién, cdc phdt
hién ciing chi ra riing mo6 hinh nay chua nhan manh
ding mic vai trd clia quan 1y ciAp trung - nhém
nhan sy truc ti€p bi€n tAm nhin cla lanh dao thanh
hanh dong van hanh. Pay chinh 1a déng gép cua
nghién citu, b8 sung géc nhin mdi cho cdc mod hinh
quan tri thay ddi c¢6 dién von tap trung nhiéu vao
cAp lanh dao cao nhit.

Thit nhat, k&t qua cho thdy viéc chi truyén dat
tam nhin bing vin ban hoic thong diép chung
chung 1 chura dG. Nhan vién chi chdp nhan thay ddi
khi nhin thiy 10i ich cu thé trong cdng viéc hiing
ngay. Piéu nay cling ¢ luan diém cta Kotter vé
viéc “tao cAm gidc cAp bach”, nhung ddng thdi md
rong bing yéu ciu: linh dao khong chi truyén
thong, ma cAn hanh dong song hinh thong qua viéc
thdo g& rao can, diéu chinh quy trinh va ddm bao
ngudn lyc phit hgp.

Thit hai, nghién citu khing dinh vai trd trung
tam clia quan ly cip trung nhu “dai sit thay d6i”. Ho
la nhitng ngudi gidi thich chinh sich, x& 1y phan
kh4ng, huan luyén nhan vién va phan hdi ngudc lai
cho lanh dao. Khi bi bd quén, chuyén ddi s6 dé rdi
vao trang thdi “chi dao tir trén xudng nhung khong
thuc thi tir du6i 1én”. Do d6, doanh nghiép can trao
quyén, dio tao k¥ ning cong nghé - k§ ning linh
dao thay ddi va dua quan ly cip trung vio nhém
din dit chuyén ddi.

Thit ba, nghién citu cho thiy cdc thanh cong
ngin han (“chi€n thing nhd”) tao tdc dong tam 1y
tich c'c manh mé. Khodng chi gidp duy tri niém tin,
chiing con 1a bing chitng thuc t€ d€ thuyét phuc
nhitng ngudi con nghi ngd. Vi vay, thay ddi cin dugc
thi€t k€ theo tiing giai doan, vdi cdc muc tiéu nhd,
dé do ludng va c6 thé cong bd rong rii trong & chic.

Cudi ciing, & doanh nghiép chua dd 16n véi y&u
t6 viing mién, rao cdn vin héa va cich tng x{ 1a
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yéu t& quyét dinh tdc dd chuyén d6i so. Piéu nay
ham y, ap dung mé hinh Kotter chi hiéu qua khi di
kém quan tri mau thuiin vin héa va thay ddi tu duy
clia ngudi nim quyén ra quyét dinh.

6. K&t luan va huéng nghién citu ti€p theo

Nghién cifu nay gép phan lam rd tAm quan
trong trung tAm cda yé&u té con ngudi trong quin
tri sy thay ddi, dic biét trong bdi cdnh doanh
nghiép san xu't truyén thdng dang thuc thi chi€n
luge chuyén ddi s6. K&t qua cho thdy sy thanh
cong ctia qud trinh chuyén ddi khong chi phu
thudc vio cong nghé hay ngudn luc tai chinh, ma
con nim & mic dd sin sang, cam k&t va thich tng
clia doi ngii nhan sy & cdc cAp do khdc nhau.
Trong d6, vai trd ctia nha 1anh dao thé hién & kha
ning truyén cdm hitng, dinh huéng tAm nhin va
tao niém tin cho nhan vién; trong khi cdc nha quin
tri cAp trung déng vai trd cau ndi gitta chi€n lugc
va hanh dong, gitip chuyén héa cic dinh huéng
thay ddi thanh thuc tién van hanh. Ngoai ra, cdc
“thanh cdng ngin han” trong qua trinh chuyén d6i
cling dugc xem nhu mdt dong lyc tAm ly gitp duy
tri sy tham gia tich cuc clia nhan vién va ciing c6
niém tin vao gid tri clia thay ddi. Tuy nhién,
nghién cifu vin con mot s6 han ché& nhi't dinh. Thit
nhat, s6 lugng doanh nghiép dudc khdo sit con
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ABSTRACT:

This study investigates the implementation of change management during digital
transformation in traditional manufacturing enterprises located in Tan Thoi Hiep Industrial Park,
Ho Chi Minh City. Employing a qualitative multiple-case study approach, data were collected
through 22 in-depth interviews with leaders, managers, and employees across three companies in
the textile, packaging, and mechanical industries. The findings reveal that three human-related
factors are critical for successful organizational change: (1) bridging the gap between strategic
vision and actual implementation, (2) the pivotal mediating role of middle managers, and (3) the
motivational effect of early short-term wins. The study underscores the central importance of
leadership and human readiness in navigating digital transformation, highlighting that technology
adoption alone is insufficient without aligning culture and behavior. This study provides empirical
evidence on organizational change in the Vietnamese context and offers practical managerial
implications for leadership, communication, and culture-building in the digital era.

Keywords: change management, digital transformation, traditional manufacturing, middle
management, Tan Thoi Hiep Industrial Park.
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