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TOM TAT:

Bai vi€t nay trinh bay thuc trang, qud trinh cai ti€n va k&t qua dat dugc ctia Cong ty TNHH Nam
Long. Tru6c nhitng thach thic trong thdi dai mdi, giong nhu cdc cac doanh nghiép khac, Cong ty
Trach nhiém hitu han (TNHH) Nam Long ciing da phai ddi mit v6i nhiéu van dé 4nh hudng dén két
qua kinh doanh, nhu: ty 1& hang 16i gia ting, chi phi ton kho cao, xuit hién nhiéu ling phi sdn xuAt,...

D& han ché& nhitng van dé nay, Cong ty di lién tuc thuc hién nhiéu bién phap cai tié€n san xuat dua

trén phuong phép cdi ti€n sdn xuit tinh gon Kaizen. C4c bién phdp cdi tién da gitp Cong ty gia ting

43,75% ning suit.

Ti khéa: cdi ti€n lién tuc, cdi ti€n sdn xuat, Cong ty TNHH Nam Long.

1. So lugc vé phuong phap cai tién

Ngay nay, cac cong ty dang phai d6i mic vé6i 4p
Iy tir gidm chi phi, gidm thdi gian sdn xudt va cai
thién chat lugng. D€ thyc hién nhitng van dé do,
mdi cong ty da sif dung nhitng phuong phép cdi tién
khac nhau, mdt trong nhitng phuong phdp do6 la
Kaizen. Kaizen khong tap trung vao nhitng thay d&i
16n mang tinh dot bi€n trong thdi gian ngin, ma
thudng tap trung vao nhiéu hanh dong nhd, nhung
thuc hién theo mdt qua trinh dai han va lién tuc
(Lolidis, 2006). V& co ban, Kaizen nhdn manh dén
nhifng cdi ti€n nhd, nhung dugc thuc hién trén co s&
lién tuc va lién quan dén tdt cd moi ngudi trong t&
chic (Venkatesh J, 2007). Kaizen ciing dugc xem
cdng cu cdi thién k&t qua thuc hién t&t nhat vi chi
phi thuc hién thap (Boca GD, 2011).

D& nhan dién cic lang phi, tic gid da st dung
mot s& phuong phap, nhu: (1) phuong phdp nghién
cttu tai ban nhim tim hi€u cic di liéu thi cip cia
cong ty d€ tim ra cic ling phi, (2) phuong phap
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nghién ctu tai hién trudng nhim tryc ti€p khao sat
do Iudng cédc lang phi, (3) phuong phéap thong ké
dinh lugng nhiim tinh todn cic so tién lang phi. D&
xédc dinh cdc nguyén nhan cta cdc lang phi, tic gia
st dung cdc phuong phap nhu bi€u dd nhan qua, 5
whys - 12 mot k¥ thuat phan tich gidi quyét van dé
tim cdch tim ra nguyén nhan goc ré clia sy c6 mot
cach nhanh chéng. P& dua ra cic gidi phép, tac gia
stt dung phuong phap chuyén gia. Pham vi cdi tién
1a phan xudng Hoan thién, phan xudng San xuit va
kho Hoa chat.

2. Qua trinh cai tién

Buidc 1 - Nidm ré tinh trang hién tai

Trong qué trinh quan s4t va ghi nhan truc ti€p tai
hién trudng, nhitng lang phi dang ton tai trong Cong
ty nhu sau lang phi ton kho, 1ang phi hang 16i, ling
phi do chd ddi, lang phi van chuyén, ling phi thao
tac, lang phi gia cong, lang phi khong gian va lang
phi loss san lugng. Cu thé:

- Phan xudng Hoan thién dang ton tai nhiing
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lang phi: ling phi van chuyén (qud trinh van
chuyén ging tay tir cira xudng vio tirng ban thao tic
va giy xung dot thao tic, qud trinh 14y bao bi déng
g61); lang phi thao tic trong qué trinh gom ging tay
ban thanh phdm tir cao dém vio bao va di chuyén
dé&n ban thao téc; 1ang phi gia cong va lang phi loss
san luong (qué trinh déng g6i sdn pham).

- Tai phan xudng San xuat, nhitng ling phi dang
ton tai gdm: ling phi gia cong trong qué trinh 16t
ging tay ra khoi khudn; lang phi van chuyén trong
qué trinh di chuyén ging tay ban thanh phdm qua
cong doan khdc; xuat hién nhiéu 16i tudt mii va 15i
6c trau; ton tai nhitng nguy hiém trong an toan lao
dong (nén nha xudng 1énh ldng nudc, cd cAu truyén
dong khong dudc che chidn, nhiu vat cdn trén
dudng di, ta dién ci, nhiéu ranh nudc khong dugc
che chin, binh chita chidy khong dit trong xudng,...).

- Kho Héa chit khong dudc sip x€p gon gang,
khong phan loai va loai bd nhitng héa chit hét han;
gy ra lang phi hang ton kho.

Buibc 2 - Thiét lap muc tiéu

Muc tiéu dy 4n cdi tién dudc thiét 1ap dua trén
su cam k&t clia ban gidm ddc va hanh dong céi ti€n
clia tit c cong nhan vién cia Cong ty; cu thé giam
50% lang phi 18i san lugng, gidm 25% cong doan,
gidm 10% nhan cong, gidm trén 50% thdi gian thao
tac, giam 30% thdi gian cong doan sau 10t; gidm
khodng 10% san pham 1i 6¢ trau va 18i tudt mi.

Buiéc 3 - Do luong chi tiét

Qua trinh cdi ti€n dugc ti€n hanh tir thu thap cdc
thong tin vé chinh sich d&€n quan sit va ghi nhan
truc ti€p tai ting phan xudng. SO liéu thu thap dugc
nhu sau:

- Tai phan xudng Hoan thié€n, hién trang dang
di&n ra: (1) 3 nhan cong van chuyén ging tay da qua
xtt ly bing xe ddy tir clta xudng dén tir ban thao tic
phai di chuyén quing dudng dai 22m, (2) trong qué
trinh van chuyén ging tay tir xe diy Ién tifng ban
thao tic, phat sinh xung dot thao tac gifta ngudi van
chuyén va ngudi thao tic, (3) cin 3 cong nhin gom
bing tay nhifng ging tay ban thanh phim tir ca dém
vao bao, (4) khu chita bao bi dong gbi ging tay la
container ¢6 dién tich 28,3m2, (5) 2 cong nhan 14y
bao bi tif container vao phan xudng mat quing dudng
176m, (6) 7 cong nhan thao tic/td dong gbi va dang
ngdi lam viéc, (7) WIP (Work-in-progress) 1én dé&n
700 gédng tay trén ban thao tic, (8) quang dudng di

chuyén trong xudng khong théng nhit va cit chéo
nhau, (9) mit nhi€u thdi gian cin thyc hién tiing cong
doan trong mot ngay gay du thira thao tac, thoi gian
va di chuyén (16 gid 47 phiit cAp ging tay ban thanh
phim dén titng ban thao tac, 2 gid 34 phiit cp ging
tay ban thanh phdm, 1 gi 47 phiit di 13y bao bi, 27
phiit chuyén bao bi chita ging tay qua may seal).

- Tai phan xudng San xut, cAn 9 cong nhan 1ot
ging tay ra khdi khudn trong 4 gis. Nhitng ging tay
dugc cong nhan bd vao tiing bé bé tong. PE cong
nhan van chuyén ging tay di d€n cong doan sau
cong nhin cin 42 gidy di 14y tAm bat, 12 gidy 1dy
18, 240 gidy hot ging tay vao r6 va 5,9 gidy khong
thyc hién batky thao tdc ndo. Bén canh d6, nén nha
xudng 1énh ling nuéc va y&u td an toan lao dong
khong dugc chi trong (co ciu truyén dong khong
dugc che chin, nhidu vat cin trén dudng di, ti dién
cli, nhiéu ranh nudc khong duge che chin, binh
chira chdy khong dit trong xudng,...).

- Kho Héa chat khdng dudc sip x&p gon gang,
khong phan loai va loai b nhitng héa chat hét han,
can 270m? dé chia 67 loai héa chat (33,139 tin).

Buic 4 - Phén tich nguyén nhén géc ré

P& tim ra nguyén nhin gdc ré, Cong ty di st
dung phuong phédp thiao ludn nhém, phudng phap
5W, 5W2H va nhiéu cong cu phin tich. Véi dic thi
sdn xudt cda Cong ty 1a thao tdc tay va st dung
ngudi lao dong cé trinh dd phd thong nén nguyén
nhan goc ré dudc xdc dinh cdn b cong nhan vién
chua c6 kién thifc vé& quin ly sdn xut, cai ti€n san
Xuit va an toan lao dong.

Buic 5 - Bién phdp khoi phuc va cdi tién

D& cai thién nhitng van dé nay, Cong ty da td
chitc nhiéu khéa huin luyén ngin han cho cin bo
quan ly v cdng nhin vé nhiéu ndi dung cii tién
san xudt. Tir d6, lan tda phong trao cdi tié€n trong
Cong ty. Pdng thdi, Cong ty manh dan chuyén tir
sén xuat theo 16 sang sin xuat theo dong mdt sdn
pham lién tuc, thi€t 1ap lai quy trinh sdn xudt va sip
x&p lai nha xudng. (Hinh 1)

Buiéc 6 - Ddanh gid hi¢u qud

Sau khi manh dan cdi ti€n san xuat, Cong ty da
dat dudc nhitng thanh qua:

- Huan luyén ngén han cho 283 lugt can bd quin
1y va cong nhan vé nhidu ndi dung cii ti€n sdn xuAt;

- Phan chia rd rang tirng khu vuc, dudng di thong
thodng, phan xudng gon gang.
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Hinh 1: Hiéu qud dat dudc sau khi cdi tién

giam 50% thdi gian véan

tai Céng ty TINHH Nam Long chuyén ging tay sau khi 1ot
e | G qua coéng doan sau; loai bd
Nhap .y t(?éln b? th(:)'} gian dlIAEhfreL (th(zl
géng 4 ~ 3 gang gian 1ay tdm bat, 1ay ro, hot
ngan |26 COng doan | cong doan g ™ igngang, | | SRS (Y VAO IO VA knong thut
kiém I6i mot 14.5% kiém 16i mot hién batky thao tic nao).

128 . 9 - 8o ] - Giam thi€u 23 loai héa
ngoai quan Kiém ngoai chat (7,445 tin) khong sk

e T T e 2f quan, mau séc 2 A 2
Kiém 28 126 83.3% dung, chi can 162m2 dé€ chira

mau sac gidy () 105 44 loai héa chit (25,694 tan).

B6 aa glay Bd gang ~, A~ 2 A ~ s
Bogang | 1 ' [ o 0 ettt 0 28| J2ogang A Nhlmg ket qua trenvda gidp
20% Cong ty ting 43,75% nang suat
71.4%|0 = 0B 85.7% (tr 80.000 doi/12 tiéng lén
115.000 doi/10 ti€ng). Cong ty

- Tai xudng Hoan thién, sip x&p lai toan bd
phan xudng, can bing lai diy chuyén sdn xuit va
quy hoach lai dudng di; gidm thi€u tir 4 cong doan
(7 nhan cdng) thanh 3 cong doan (6 nhan cong);
gidm 53,1% thdi gian cidp ging; gidm 100% thdi
gian thyc hién cong nhan cip ging tay ban thanh
phdm dén tirng ban thao tic, thdi gian di 14y bao
bi, thdi gian chuyén bao bi chita giing tay qua may
seal); chuyén d6i tu thé thao tic tir ngdi qua ding;
WIP ging tay tir 700 doi xuéng 200 ddi; bao bi
dugc chira trén rack pipe (trong xudng) thay vi
chita trong container (bén ngoai xudng); giam
73,5% dién tich chita bao bi tir 28,3m2 xudng
7,5m2; quing dudng di 14y bao bi dudc gidm tir
176m/ngay xudng 48m/ngay (gidm 72,7%).

- Tai xudng San xuat, han ché tinh trang dong
nudc trén nén nha xudng biing cich lip dit lai hé
thong thodt nudc; gidm thiu cdc y&u t& mat an
toan lao dong (che chin cdc cd ciu truyén dong,
thay thé cdc cd ciu ri sét, son mdi/thay th€ cdc th
dién cii, che chin cdc rainh nudc, dua cidc binh
chita chdy vao trong nha xudng,...); truc quan héa
cdc van va ddng hd 4p sudt; gidm thi€u 16i san
phdm (riéng 16i 6¢ trau gidm 11,32% va 16i tudt
md gidm 9,71%). Nhitng diéu nay din tdi ty 1&
hang ph€ gidm 23,33%; ty 1& hang chua dat chat
lugng quy dinh va dugc chuyén tir hang xuat khiu
thanh hang néi dia gidm 30,31%. Céng doan 10t
ging chuyén d6i phuong thiic hoat dong tir chita
ging trong bé bé tdong thanh chita ging trong rd
dit trén rack pipe, chi can 7 ngudi (gidm 22,2%),
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da sin xuat dudc 34,5 tricu doi

ging tay, ting 1,75 1an so v6i nim trudc (29,4 triéu
d6i ging tay va xudtkhiu 8 triéu doi ging tay (ting
gin gip 21an so v6i nim trude).

Buiéc 7 - Chudn héa

Dua trén k&t qué ctia bién phap khoi phuc va cdi
ti€n, cdc hoat ddng cin dugc chuin héa ti€p tuc
dugc dé xuat: (1) toan thé cdn bd cong nhan vién
phéan chia va ddm nhén khu vyc quén 1y, gitr gin
phan xudng gon gang va thong thodng; (2) xudng
Hoan thién ti€n hanh sidn xuit theo quy trinh sdn
Xuit méi va thay ddi dan tir quy trinh san xuat cii
sang quy trinh sdn xuidt m&i; (3) xudng San xuit
ludn gitt nén nha xuéng khd rdo, duy tri yéu td an
toan lao dong, duy tri triic quan héa cic vi tri cin
thiét, thong ké dit lieu vé chat lugng; (4) can bd kho
theo doi tinh hinh Ivu trit va st dung hang héa dé
dua ra nhitng cong tac thich hgp.

3. Kétluan

Viéc dp dung du dn Kaizen thanh cong tai Cong
ty TNHH Nam Long da chitng minh day la phuong
phdp hiéu qua cho viéc thyc hién cdc cdi ti€n qud
trinh trong mot t§ chic san xuét. Tir k&t qua nay,
mot s& yéu & cin quan tim dé mot du 4n Kaizen
thanh cong dugc dic két, d6 1a: (1) muc tiéu cai
tién phai rd rang va bam sat chién lugc ciia t3 chitc
nhim nhin dudc sy tng hd tir 1anh dao; (2) phdi
ddm bio moi ngudi tham gia déu hi€u van dé lién
quan dé&n qua trinh dudc nghién citu; (3) viéc 1ap k&
hoach va lya chon nhan sy phtt hgp tham gia du dn
ciing 12 y&u t6 quan trong, vi mdi budc thyc hién
ti€p theo déu phu thudc vao k& hoach tot m
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ABSTRACT:

This study explores the challenges faced by Nam Long Limited Company in the new era,
including rising defective product rates, high inventory costs, and production waste. To address
these issues, the company has implemented continuous production improvements based on lean
manufacturing principles. These efforts have led to a significant productivity increase of 43.75%.
The study details the current situation, the improvement process, and the successful outcomes
achieved by the company through these lean manufacturing initiatives.

Keywords: continuous improvement, production improvement, Nam Long Limited Company.
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