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TOM TAT:

Trong qué trinh sin xuit - kinh doanh, cdc cong ty déu mong mudn gidm ty 1& hang 15i, it

ngin thdi gian sdn xuat, gidm chi phi sin xuit, gidm s6 lugng hang ton kho,... DE thuc hién héa

nhitng vin dé nay, nhiéu cong ty di 4p dung phuong phép cai ti€n kaizen. Kaizen 12 phuong phap

ning cao ning suit thong qua nhitng thay ddi nhd nhung thudng xuyén d€ tao ra nhitng thay di
16n trong san xuat vdi chi phi thap. Nhitng thay d6i nhé dudc thuc hién héa tir nhitng ¥ tuéng clia
ngudi lao dong truc ti€p tai vi tri 1am viéc. Piéu nay gitip quy trinh sdn xuit dudc cai ti€n lién tuc.

Dua trén yéu td nay, bai viét trinh bay nhitng k&t qua cdi ti€n kaizen thuc t& trong mot vai cong

ty, tir d6 rit ra nhitng kinh nghiém nang cao ning suit.

Tir khéa: kaizen, ning cao ning suit, cdi ti€n sin xuat.

1.bat van dé

Ngay nay, truc 4p luc tif nhu ciu gidm thdi
gian sdn xuat, gidm chi phi sdn xud't va nang cao
chit lugng sidn phdm, cdc cong ty di ti€n hanh
nhiéu cdi ti€n sdn xudt nhiim ning cao ning suit.
Pé€ thyc hién dugc diéu nay, nhiéu cong ty di
ti€n hanh cai ti€n sidn xuidt theo phuong phdp
kaizen. Kaizen 12 mot thudt ngit kinh t€ clia ngudi
Nhat Bén, dugc ghép bdi tir £ (“kai”) ¢6 nghia la
thay ddi va tir 3 (“zen”) c6 nghia 13 t&t hon, tic
la “thay ddi d€ tot hon” hodc “cai ti€n lién tuc”
(Pham Anh Tu#n, 2008). Kaizen khong tip trung
vao nhitng thay ddi 16n mang tinh dot bién trong
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thdi gian ngin ma thudng tip trung vao nhiéu
hanh dong nhé nhung thuc hién theo mdt qud
trinh dai han va lién tuc (Lolidis, 2006). Vé cd
ban, kaizen nhAn manh dé&n nhitng cdi ti€n nhd,
nhung dugc thuc hién trén cd sd lién tuc va lién
quan dé&n tit cd moi ngudi trong td chic
(Venkatesh J, 2007). Kaizen cling tip trung vao
cdc van dé hién tai ca qud trinh d€ tim ki€m cédc
cd hoi nidng cao hiéu qud qud trinh (Rosak
Szyrocka, 2017). Phuong phdp Kaizen mang lai
hiéu qua tir rdt nhiu nhitng thay ddi nhd dugc
ti€n hanh bdi nhitng ngudi van hanh sdn xui't truc

ti€p hang ngay.
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2. Phuong phap va quy trinh nghién citu

2.1. Phuong phdp nghién ciiu

Trong bai viét nay, tdc gid trinh bay két qua
clia mot sO cong ty di ti€n hanh cdi ti€n gdm
Cong ty TNHH Nam Long va Cong ty TNHH
Hoang TAm. Nhitng cdng ty nay da ti€n hanh
ning cao ning suit dya trén ti€n trinh nhan dang
lang phi nhu sau (1) phuong phdp nghié€n cttu tai
ban nhim nhin dién nguyén nhan cot 16i gy ra
lang phi, (2) phuong phdp nghién ctu tai hién
trudng nhim tryc ti€p khdo sat do ludng cdc ling
phi, (3) phuong phdp thong ké dinh luogng; tic gia
st dung cdc phudng phap nhu biéu dd nhan qua va
51y do dé x4dc dinh nguyén nhén ctia cic lang phi;
tdc gid st dung phuong phap chuyén gia d€ dua ra
cac giai phdp.

2.2. Quy trinh nghién ciiu

Qu4 trinh cai ti€n sdn xuit dudc ti€n hanh dua
trén phudng phdp kaizen theo 7 budc. D liéu
dugc thu thap trong qud trinh sdn xuit, qud trinh
quan sit va ghi nhin tai hién trudng sin xuit;
ddng thdi ti€n hanh phuong phap phdng van truc
ti€p ngudi lao dong tai noi sdn xuat, phuong phap
thdo ludn nhém va phuong phap phin tich truc
ti€p tai hién trudng. Qud trinh thyc hién cdi ti€n
dudc ti€n hanh theo quy trinh sau

Budc 1 - Niim ré tinh trang hién tai: Trong qua
trinh quan sdt va ghi nhin tryc ti€p tai hién
trudng, nhitng ling phi dang ton tai trong cong ty
nhu sau: ling phi tdn kho, lang phi hang 13i, lang
phi do chd dgi, ling phi van chuyén, lang phi thao
tic, lang phi gia cong, lang phi khong gian va lang
phi loss san lugng.

Buéc 2 - Thiét lap muc tiéu: Muc tiéu du 4n cai
ti€n dudc thi€t 1ap dya trén sy cam k&t clia Ban
gidm d6c va hanh dong cai ti€n cla tit cd cong
nhin vién cla cong ty.

Budc 3 - Po luong chi tiét: Qud trinh cii ti€n
dudgc ti€n hanh tir thu thip cdc thong tin vé chinh
sdch dén quan sdt va ghi nhin truc ti€p tai tiing
phan xudng.

Buiéc 4 - Phan tich nguyén nhan goc ré: D€ tim

ra nguyén nhan goc ré, Cong ty da st dung
phuong phdp thdo ludn nhém, phudng phdp 5W,
5W2H va nhiéu cdng cu phan tich.

Buéc 5 - Bién phdp khoi phuc va cdi tién: DE
cai thién nhitng vin dé nay, cong ty da td chic
nhiéu khéa huan luyén ngin han cho cdn bd quin
ly va cong nhian vé nhiéu nodi dung cdi ti€n sdn
xudt. Tir d6, lan tda phong trao cdi ti€n trong cong
ty. Pong thdi, cong ty manh dan chuyén tir sin
xuit theo 16 sang sidn xuit theo dong mot sin
phdm lién tuc, thi€t 1ap lai quy trinh sdn xuit va
sdp x€&p lai nha xudng.

Budc 6 - Pdnh gid hiéu qud: Dya trén két qua
cda bién phdp khoi phuc va cai ti€n, cong ty ti€n
hanh phan tich hiéu qué ctia nhitng cdi ti€n.

Buéc 7 - Chudn héa: Dya trén k&t qua cla budc
6, cdc hoat dong can dugc chuén héa ti€p tuc dugc
dé xuat va 4p dung tai cong ty.

3. K&t qua cai tién da thuc hién

3.1. Qud trinh cdi tién tai Cong ty TNHH Nam
Long

3.1.1. Muc tiéu cdi tién

Véi muc dich ning cao ning suit, cong ty dit
muc ti€éu giam trén 50% thoi gian thao tdc tai
xudng Hoan thién, giam 30% thoi gian cong doan
sau 10t; gidm khodng 10% san pham 138i 6¢ triu va
16i tudt mi, gidm 50% lang phi loss sdn lugng,
gidm 25% cong doan, gidm 10% nhan cong.

3.1.2. Tién hanh cdi tién

* C4i ti€n tai phan xudng Hoan thién:

Hién trang qué trinh van chuyén ging tay ton
tai nhitng 1ang phi sau: (1) cAn d&€n 3 nhan cong
van chuyén ging tay tif ctra xudng dén tir ban thao
tic v6i quang dudng dai 22m, (2) phat sinh hién
tugng xung dot khong gian gitta ngudi van chuyén
va ngudi thao tdc trong qua trinh vin chuyén ging
tay; (3) can dé€n 3 cong nhin gom ging tay bing
tay tir ca d&m vao bao.

Hién trang qué trinh déng go6i bao bi: (1) Khu
chita bao bi déng g6i nhd hep va nim ngoai phan
xudng, gy bat tién trong qua trinh van chuyén;
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(2) can 2 cong nhan di chuyén 176m dé 1ay bao bi,
(3) cAn 7 cong nhan thao tic d€ déng gbi ging tay,
(4) WIP (Work-in-progress) 1én dén 700 giing tay,
(5) lang phi di chuyén ton tai do khdng quy dinh
quing dudng di chuyén va sy di chuyén cit chéo
nhau; (6) lang phi thdi gian do du thira thao tac va
di chuyén nhi¢u gdm 16 gid 47 phiit di chuyén
ging tay ban thinh phdm dé€n tirng ban thao tic, 2
gi® 34 phiit cAp ging tay ban thanh pham, 1 gid 47
phiit di 14y bao bi, 27 phiit chuyén bao bi chita
gidng tay qua mdy seal.

NoOi dung cai ti€n sdn xudt: (1) cAn bing lai
day chuyén sdn xuit va quy hoach lai dudng di;
(2) sdp x€p lai toan bd phan xudng, 4 cdng doan
(7 nhan cdng) tru6c day da dugc cdi tién thanh 3
cong doan (6 nhdn cong); (3) chuyén ddi tr the
thao tdc tir tu thé ngdi qua tu thé ding; (4) bao bi
dugc chia trén rack pipe (trong xudng).

K&t qua cdi ti€n: (1) gidm 53,1% thdi gian cap
ging; (2) gidm 100% thdi gian di chuyén ging tay
dén tirng ban thao tdc, thdi gian di 14y bao bi, thdi
gian chuyén bao bi chita ging tay qua may seal;
(3) gidm WIP tir 700 doi xudng 200 do6i; (4) gidm
73,5% dién tich chda bao bi tw 28,3m? Xu6ng
7,5m?; (5) gidm quing dudng di 14y bao bi tir
176m/ngay xudng 48m/ngay (gidm 72,7%).

* C4i ti€n tai phan xudng Sén xuat:

Hién trang tai phan xudng: (1) cAn 9 cong nhin
10t gdng tay ra khoi khuon trong 4 gid; (2) trong
qud trinh van chuyén ging tay di dé€n cong doan
sau, cong nhan can 42 gidy di 1y tAim bat, 12 gidy
14y rd, 240 gidy hot ging tay vao r6 va 5,9 gidy
khong thuc hién bat ky thao tdc ndo; (3) tinh trang
nudc 1énh ldng trén nén xudng dang ton tai; (4)
xuithién nhiéu y&u t6 an toan lao dong.

Noi dung cai ti€n san xudt: (1) 1dp dit va xay
dung hé thong thoit nu6c d€ han ché tinh trang
dong nudc trén san xudng; (2) 1dp dit cdc bd phin
an toan cho day chuyén sdn xuét; (3) gidm sdn
phdm 138i (16i 6¢ trau gidm 11,32% va 15i tudt mi
gidm 9,71%); (4) thay d8i phuong thic sin xuat tir
chita ging trong bé bé tong thanh chita ging trong
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16 dit trén rack pipe; (5) loai bd toan bo thdsi gian
du thira (thdi gian 18y tAm bat, 18y rd, hot ging tay
vao r6 va khong thuc hién bat ky thao tic ndo)
trong cong doan 10t gdng tay.

K&t qud cai tién: (1) ty 1é hang ph€ gidm
23,33% va ty 1é hang dat tir hang xuit khiu thanh
hang ndi dia gidm 30,31%; (2) cong doan 16t ging
chi can 7 ngudi (gidm 22,2%); (3) gidm 50% thdi
gian van chuyén ging tay sau khi 16t qua cong
doan sau.

* C4i ti€n tai kho Hoa chat:

Thong ké va phan loai tit cd hda chat, loai
bé nhitng héa chat khong st dung; do d6 gidm
thi€u dudc 23 loai hda chat khong st dung (7,445
tdn), chi can 162m? d€ chita 44 loai héa chat
(25,694 tan).

3.1.3. Két qud dat dugc

Trong qué trinh cdi ti€n sdn xuat, nhiéu dy dn
da thyc hién thanh cong. T d6, ning suit cla
Cong ty ting 43,75% (tir 80.000 d6i/12 ti€ng l1én
115.000 d6i/10 ti€ng). T thuc t& cdi ti€n, Cong ty
da chudn héa qud trinh sdn xuit theo nhitng noi
dung sau: (1) toan thé cian bd cong nhan vién phan
chia va ddm nhén khu vyc quén ly, gitt gin phian
xudng gon gang va thong thodng; (2) xudng Hoan
thién ti€n hanh sdn xuit theo quy trinh sdn xuit
méi va thay d6i dan tlr quy trinh sdn xuat cii sang
quy trinh sdn xudt mdi; (3) xudng Sdn xuit ludn
gilt nén nha xuéng kho rdo, duy tri yéu t& an toan
lao dong, duy tri tri'c quan héa cdc vi tri can thiét,
thong ké dit liéu vé chat lugng; (4) cdn bd kho
theo di tinh hinh Ivu trit va st dung hang héa dé
dua ra nhitng cong tac thich hgp.

3.2. Qud trinh cdi tién tai Cong ty TNHH
Hoang Tam

3.2.1. Nhdn dang vdn dé cdi tién

Cong ty ti€n hanh cdi ti€n tai phan xudng
ashahi vi ddy l1a phan xudng mang lai doanh thu
16n nhat cho Cong ty. Trong qué trinh sdn xuAt,
phin xudng dang ton tai nhitng van dé sau: (1)
Ban chin clia mdy chin trong tinh trang cd dinh
da gy ra ling phi thao tdc va ling phi di chuyén,



QUAN TRI - QUAN LY

cong nhan phdi mat 131 gidy va quang dudng 21m
dé hoan thanh mdi sian phim, ning sudt chi dat
105 san pham/ngay; (2) may ép khung chi ép dudc
khung ctra kich thudc nhé va ning sud't dat 27 sdn
phdm/ngay; (3) st dung 8 nhin cong trong cong
doan 1dp rdap va 6 nhan cong trong cdng doan vé
sinh khung; (4) dang ton tai tinh trang lang phi di
chuyén va ling phi thao tic; (5) tu th€ thao tic
khong tot.

3.2.2. Muc tiéu cdi tién

Cong ty x4c dinh ning cao ning suat cic cong
doan. Trong qua trinh sdn xut, mdy chdn va mdy
ép khung 12 y&u t& gay “thit nit cd chai” nén chi
trong cdi tién ciu tao clia 2 loai mdy nay. Pong
thdi, cong ty mong mudn gidm 20% nhan sy sdn
xuét ashahi d€ bd sung nhin sy cho cdc cong
doan khéc.

3.2.3. Néi dung va két qud dat duoc

Bo phén k§ thudt va cdc chuyén gia di cung
v6i cdc nhan sy khdc ti€n hanh thuc hién cic
phuong phdp cdi ti€n va thu dudc nhi¢u k&t qui
rit ddng ghi nhan. Nhitng k&t qua d6 gom:

- Thi€t k& lai cAu tao clia mdy chdn, mdy chan
mdi c¢6 bd phan ban chan xoay 3600; mdy chin
mdi dd ning cao ning suit Ién 18,1% (sdn xuAt
124 sdn pham/ngay), gidm 13,9% thdi gian thao
tdc (115 gidy thao tdc/sdn pham) va gidm 47,6%
quing dudng di chuyén (chi can di chuyén 11m).

- M4y ép khung dugc cdi ti€n, thi€t k€ lai toan
bd @€ ép dugc khung cita 16n va ning sudt ting
1én 49 sdn phim/ngay (ting 16 sin phaim/ngay,
tang 81,5%).

- B6 tri lai mit bing va céc vi tri thao tdc trong
phan xudng ashahi da gidm 4 nhin sy trong cong
doan rdp khung (tir 8 ngudi xudng 4 ngudi, gidm
50%) va gidm 2 nhin sy trong cong doan vé sinh
khung (tr 6 nhin sy xudng 4 nhin sy, gidm
33,3%), toan phan xudng gidm 6 ngudi.

- Quy chudn héa lai qud trinh 1ip rdp ctra
ashahi: quiang dudng di chuyén gidm tir 14m
xudng 8m (gidm 42,9% quing dudng), gidm thdi
gian thao tdc tir 1.300 gidy/20 sin ph&m xudng

575 giay/20 san phim (gidm 42% thdi gian thao
tac), chi cin 42 gidy d€ 14y dung cu (gidm 67,6%);

- Thi€t k€& va ldp dit xe dung méc phun son
nhim gidm quing dudng va thdi gian di chuyén tir
7 budc chan (12 gidy) xudng 1 budc (4 gidy);

- Thi€t k& va 13p diit cdc con doi han khung ctta
dé thay d6i tu thé 1am viéc tir tu thé quy goi sang
tu' th€ ding;

- Ngoaira, nhdn sy tai cong doan da cung nhau
thi€t k& khung trudt clra (gitp clra ashahi dudc
dung theo chiéu doc) gitip gidm 30 phit trong thdi
gian keo kho va ti€t kiém khong gian nha xudng;
1ip dit xe ddy nhiim di chuyén ciing lic mdy han
va binh khi nén, gitp cho qua trinh di chuyén rit
ngin quing dudng va gidm cong stic vin chuyén.

Nhitng diéu nay da gitip cong ty ting 18%
ning sudt va ti€t kiém 600m? dién tich san xudng.

4. Kinh nghiém ning cao niing suit theo
phuong phap kaizen

Trén thuc t&, nhiéu cong ty da thanh cong ning
cao ning suat theo phuong phdp kaizen. Khi 4p
dung kaizen d€ cii ti€n sadn xuit, cdc cong ty cAn
chd ¥ nhitng y€u t6 sau:

- Muc tiéu nang cao ning sudt phi rd rang va
thich hdp véi muc tiéu clia cong ty dd dé ra. Nhitng
van dé cdi ti€n can dudc sy tng ho clia cic cip linh
dao trong cdng ty va tit cA nhan vién déu hiéu
nhitng vin dé lién quan d&€n qua trinh cai ti€n.

- Lwa chon nhan su phit hop d€ 1ap k& hoach va
tham gia du 4n; lya chon dudc nhan su pht hgp sé
g6p phan rit ngin thdi gian thyc hién dy 4n.

- C4c thanh vién déu c6 vai trd quan trong nhu
nhau, déu c6 thé déng gép cu thé va cé thé dé
xuat y tudng cd nhin. Cdc thanh vién thio luin
nhém vGi nhau v6i khong khi thodi méi va chia
sé. Piéu nay sé& phdt huy su sdng tao clia tirng
thanh vién.

- CAn ddnh gid lai tit cd cdc du 4n cdi ti€n
nhim x4c dinh nhitng vu di€m va nhitng diéu chua
dat dugc, tir d6 dé xud't nhitng y tudng cai ti€n ti€p
tuc hodc dua ra nhitng chuin héa 4p dung trong
sdn xuAt.
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- Cong ty nén dua ra chinh sach khen thudng va
dong vién nhitng nhan sy tich cuc hodc hoan thanh
dudc nhitng du 4n mang lai Igi ich 16n cho cong ty.

- Trén thuc t&€, 20% s6 nhan vién hao hing véi
cai ti€n, 20% khac s& bat hdp tdc va chong doi va
s6 nhan vién ling chirng & gitta 12 60% (Hoang
Oanh, 2020). Trong giai doan dau tién, cong ty
nén tap trung vao nhitng nhan sy tich cuc tham
gia, hoan thanh nhitng dy dn khéng doi hdi yéu
cAu cao vé tinh kha thi. Cong ty tip trung thuc
hién thanh cong nhitng du 4n nay dé thu hit
nhitng nhan sy con lai. Giai doan ti€p theo, cong
ty tap trung nhiéu vao nhitng dy dn c6 tinh kh3 thi
va quy chuin héa hé thdng cdi ti€n. Trong giai
doan 3, cong ty tp trung vao nhitng van dé ning
cao ning suit va mang lai hiéu qua kinh t€.
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5.Kétluan

Trong tinh hinh hién nay, cdc cong ty ludn lya
chon cdi ti€n sdn xudt nhim gidm thi€u chi phi
sdn xuét, ning cao ning sudt va nang cao ning
lyc canh tranh. TUng nhidn sy nhdn thitc ding
didn vé cdi ti€n sidn xuat sé& giip mdi ngudi thay
ddi tu duy, chudn héa quy trinh sidn xuét, bo tri
hdp 1y ngudn luc, gidm chi phi va ning cao hiéu
qua sdn xud't. Nha qudn 1y cAn hd trd cdc nhan
vién nhin dién nhitng van dé cdi ti€n va dé xuat
y tudng, dong vién va phin hdi nhin vién, tao
diéu kién thiic ddy cdc sdng ki€n, khen thudng
nhitng nhin sy hoan thanh du 4n cdi ti€n. Cai
ti€n sdn xud't theo phuong phdp kaizen s&€ mang
lai hiéu qua vé kinh t&, cit gidm chi phi, tinh gon
sdn xudt va ning cao tinh thin sdng tao W
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ABSTRACT:

Companies always seek way to reduce the number of defective goods, production time,
costs, inventory, etc. Many companies have applied the Kaizen approach to solve these
problems. The Kaizen philosophy is a method of improving productivity through small but
frequent changes to make bigger changes in production at low cost. Small changes are made
from the ideas of workers and adaptd directly at their workplace. These changes help the
production process to be continuously improved. This paper presents the actual results of the
application of the Kaizen approach at some companies, and draws experiences in the
productivity improvement.

Keywords: Kaizen, productivity improvement, production improvement.
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