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TOM TAT:

Day chuyén han 13 khu vye ¢6 cuong do lao dong cao, phu thude 16n vao tay nghé céng nhan
va murc d6 phéi hop gitra con ngudi vai thiét bi, do d6 cong tac 1ap ké hoach nhan lyc tai day
gip nhiéu kho khin va bién dong. Nghién clru nay tap trung phan tich thyuc trang cong tac lap ké
hoach va st dung nhan lyuc tai day chuyén han cua Cong ty TNHH TS Viét Nam, xac dinh cac
nguyén nhén gy lang phi va chua t6i wru trong bd tri nhan lyc. Trén co s do, nghién ciru dé xuat
mot sb giai phap cai tién dua trén viéc ap dung cac cong cu Lean va Kaizen nhiam nang cao hiéu

qua st dung nhan lyc.

Tir khoa: ké hoach sir dung nhéan lyc, Lean Manufacturing, day chuyén han.

1. Pit vén dé

Trong bdi canh nén kinh té toan ciu dang budc
vao giai doan chuyén d6i manh mé& theo hudng tu
dong hoa va t6i uu hoa nguén lIyc, viéc nang cao
hiéu qua st dung nhan lyc trong cac doanh nghiép
san xudt tré' thanh mot yéu cu cap thiét. Viéc b tri,
sir dung hop 1y ngudn nhan lyc gitp t6i wu thoi gian,
giam thiéu lang phi va gia ting hiéu qua van hanh
ctia day chuyén.

Cong ty TNHH TS Viét Nam 1a doanh nghiép
san xudt cac san phim khung xe may va 6 t0, trong
d6 day chuyén han dong vai tro trung tim ciia qua
trinh san xuat. Day chuyén doi hoi sy phdi hop chat
ch€ gilta con nguoi, mady moc va phuong phap san
xuét. Tuy nhién, trong qua trinh van hanh thyc té,
cong tac 1ap ké hoach nhan lyc tai day chuyén han
con gap nhiéu han ché, nhu: thiéu hut lao dong han
tay lanh nghé, mét can bang tay nghé giira cac cong
nhan, ké hoach nhan luc phu thudc nhiéu vao kinh
nghi€m c4 nhan va chua c6 cong cu du bao khoa hoc
hd tro. Xuat phat tir thyc tién do, nghién cru nay
duoc thyuc hién nham phan tich thuc trang cong tac
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lap ké hoach va sir dung nhan lyc tai day chuyén han
ctia Cong ty TNHH TS Viét Nam, tir d6 dé xuét cac
giai phap cai tién phu hop, gép phin nang cao hiéu
qua su dung nhan lyc va 6n dinh hoat dong san XUAt.

2. Céc yéu to anh hwéng dén cong tac lap ké
hoach sir dung nhén lyc tai diy chuyén han Cong
ty TS Viét Nam

Qua phan tich thuc trang st dung nhan lyc cia
day chuyén Han cho théy, con ton tai mot sd van dé,
dang chi y trong 13 tay nghé lao dong khong ddng
déu giita cac cong nhan han, s lugng cong nhan cd
tay nghé cao con han ché. Mot s6 cong nhan c6 tay
nghé cao c¢6 thé dam nhiém nhiéu cong doan phirc
tap, trong khi phan 16n cong nhan con lai chi dap
g dugc cac thao tac don gian. Didu nay gy kho
khan cho viéc bd tri va luan chuyén lao dong, lam
giam tinh linh hoat ctia ddy chuyén han va khién ap
lyc cong viée tap trung vao mot nhdm cong nhan co
tay nghé cao. Vi du tai bao céo ké hoach san xut bo
phan han ngay 16/12/2025, cho thy, mot s6 model
san xudt han tay nhu STAY HEAD LIGHT K2Z,
DGI1-2, BRAKE, ... déu dugc ghi chi nguyén nhan
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“Thiéu NLHT” ¢6 nghia I “Thiéu nhan lyc han tay”
- han tha c¢6ng. Didu nay phan anh thyc trang ngudn
nhéan Iyc han thi céng tai phan xuéng con han ché,
dic biét 1a nhitng c6ng nhan co tay nghé cao du kha
nang dam nhan cac cong doan han phire tap.

Bén canh do, viéc phan chia nang luc cong doan
khong hop 1y trong khi bo phan thiéu nhan Iyc san
xuét ciing gay ra lang phi va hoat dong san xuat bi
anh hudng lon. Cac nguyén nhan giy anh hudng
dén cong tac lap ké hoach sir dung nhan lyc tai day
chuyén Han dugc téng hop bang biéu dd xwong ca
tai Hinh 1.

Hinh 1 cho thdy, cac van dé cua cong tac lap ké
hoach nhan Iyc 1a két qua téng hop cua nhidu nhém
nguyén nhan khac nhau, bao gdbm con nguoi, phuong
phép, may méc, dic diém san phdm va méi trudng
lam viéc. Trong d6, nhom nguyén nhan lién quan
dén con ngudi va phu’orng phap 1ap ké hoach nhéan
luc dong vai tro chi yéu, tac dong truc tiép dén kha
ning dap tng nhan luc cho diy chuyén Han.

Thong qua khao sat thyc té va phan tich bang
md hinh 4M-1E két hop so d6 xuong c4, nghién ciru
chi ra mot sb ton tai chinh anh hudng dén hiéu qua
cua cong tac lap ké hoach sir dung nhan lyc tai day
chuyén han, bao gdm:

- Thiéu huyt lao dong han tay c6 tay nghé cao, dan
dén mét can bang nhén lyc giita cic cong doan.

- Chua chuén hoa thao tac han, ga - thao chi tiét,
phén chia cong doan lam viéc chua hop ly gy lang

phi thao tac va phu thudc vao ca nhan.

- B6 tri mat bé'mg san xuat va khu vuc luu trix
ban thanh phdm chwa hop 1y, phat sinh lang phi di
chuyén va cho doi.

- Cong tac lap ké hoach nhén luc chua gén chat
véi nang sut thuc té va murc do thanh thao cua tung
cong nhan.

Bén canh do, sy bién dong vé san lugng, thay
d6i model san pham va diéu kién 1am viéc khién ké
hoach nhan lyc thudng xuyén phai didu chinh trong
qua trinh san xuit. Nhig ton tai nay lam giam hiéu
qua st dung nhan lyc, anh huéng dén ning suat day
chuyén va tién do6 giao hang, gay kho khian cho cong
tac didu do san xudt tai diy chuyén han, do d6 can c6
cac giai phap cai tién phu hop va kha thi.

3. Giai phap nang cao hiéu qua lap ké hoach
sir dung nhén luc tai diy chuyén han ciia Cong ty
TS Viét Nam

Tir cac phan tich nghién ctru di xem xét mot sd
giai phap nhdm nang cao hiéu qua lap ké hoach sir
dung nhan lyc tai day chuyén han véi muc tiéu chién
luoc:

- Sir dung hop ly nguén nhan lyc hién c6, han ché
tinh trang thiéu hoic thira lao dong.

- Giam su phu thudc vao tang ca, nang cao nang
suét lao dong theo ca lam viéc.

- Tang tinh linh hoat trong bd tri nhan lyc theo
model san phém va theo tay nghé.

- Gop phén 6n dinh san xuit va dam bao tién do

Hinh 1. Céc nguyén gdy dnh hudng dén céng tac Idp ké hoach nhan luc tai day chuyén han
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giao hang cho khach hang.

Gidi phdp 1: Can bing lgi diy chuyén han va
phén bé sir dung t6i wu nhén luc theo cong doan

Muc tiéu cua giai phap:

- Can d6i khéi luong cong viée giita cac cong
doan han dya trén phéan tich cycle time thuc té.

- Phan bd hop 1y sb luong lao dong theo timg
cong doan, phtt hop v6i yéu ciu k¥ thuat va nang lyc
tay nghé.

- Giam thoi gian cho doi va gian doan trong qua
trinh san xudt.

- Nang cao ning suit ddy chuyén va hiéu qua lap
ké hoach st dung nhan lyc tai bo phan Han.

Noi dung thuc hién: Thuc hién mau trén day
chuyén MAIN PIPE 08J + FOOTREST 08J

- Phén tich hién trang san xuét trude khi cai tién
can bang chuyén: (Bang 1)

- Phuong 4n cai tién:

Qua phén tich cho thdy, cong doan han tay cia
FOOTREST 08J chi chiém ~20 gidy/chu ky, trong
khi cac cong doan robot mit ~80 gidy, gay nhan rdi
nhan lyc; dong thoi thoi gian han robot ciia MAIN
PIPE 08J con kéo dai. Phuong 4n cai tién dé xuét la
diéu chinh phan cong giita robot han va han tay, két
hop cai tién dd ga dé can bang lai diy chuyén. Cu
thé, thao va cai tién Jig Side Stand 08J dang lap tai
Robot MAIN PIPE 08]. Jig sau céi tién dugc chuyén
sang khu vuc han tay FOOTREST 08 nham tin
dung nhan lyc nhan r6i. Viéc trién khai duoc théng
nhét théng qua hop lién bd phan (Han, Bao dudng,
Tooling, Ké hoach) va thuc hién theo cac budc cai
tién cu thé.

- Két qua du kién: thyc hién mAu tai day chuyén
MODEL 08J cho thay, két qua sau thir nghiém cai
tién theo mot s6 tiéu chi da co duge mot két qua kha
quan. So sanh trudc va sau cai tién theo cac tiéu chi

mo tad & Bang 2.

Phan tich va nhdn xét két qua di kién: Két qua so
sanh trudc - sau cai tién cho thdy, giai phap cin bang
lai day chuyén han di nang cao rd rét hidu qua sir
dung nhan lyc. Trude cai tién, cong nhan han tay chi
lam viéc khoang 20 gidy/san pham trong khi robot
c6 chu ky 80 gidy, gay nhan 16i lao dong. Sau cai
tién, viéc tach jig Side Stand 08J va chuyén sang han
tay gitp tan dung tot thoi gian lam viéc cia cong
nhén trong cting chu ky san xuit. Dong thoi, tai day
chuyén Main Pipe Comp 08J, cycle time robot giam
tir 120 gidy xudng 95 gidy/san pham. Nho do, san
luong tang tir khoang 213 1én 270 san pham/ca ma
khong can bd sung thém nhan lyc.

Gidi phdp 2: Ap dung ma tran kj néing (Skill
Matrix) va dao tao da nang (Cross-training) vao
cong tac s dung nhdn lyc tai ddy chuyén Han

Muc tiéu giai phap:

Danh gia va quan 1y 15 rang trinh do tay nghé cua
ting cong nhan tai day chuyén Han. Tang ty 18 cong
nhan da k¥ ning, c6 kha niang dam nhén nhiéu cong
doan khéac nhau. Nang cao tinh linh hoat trong b tri
va diéu phéi nhan lyc theo ca va theo model. Giam
phu thudc vao mot s it cong nhan co tay nghé cao,
han ché rui ro thiéu hut nhan luc.

Noi dung thuc hién:

Trude hét, xay dung danh muc k¥ ning cho toan
bd cong doan han va danh gia, phan loai tay nghé
cong nhan theo cac mic d6 cu thé. Trén co s& do,
lap va tmg dung ma trén k¥ ning (Skill Matrix) dé
hd tro bé tri, diéu phdi nhan lyc linh hoat khi 1ap ké
hoach. Dong thoi, dé dat hiéu qua tbt nhét, trién khai
dao tao da k¥ ning va kém cip cong nhan tai chd,
¢6 phdi hop didu chinh ké hoach san xut nham dam
béo tién do giao hang. Ma tran Skill Matrix can duoc
cap nhéat dinh ky va st dung lam cong cu trong tam

Bang 1. Thdi gian va cong doan san xudt Model 08J trudc cdi tién

(Pvt: gidy/san pham)

A 5 . A. N Céng doan 1 Coéng doan 2 Coéng doan 3
Day chuyen Cycle time | SO lao dong/line (Ga chi tiét) (Han Robot) (Han tay)
FOOTREST 08J 100 3 20 60 20
MAIN PIPE 08J 120 2 35 85 0
FOOTREST 08J 100 3 20 60 20
MAIN PIPE 08J 120 2 35 85 0
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Nguon: B6 phan Han, Céng ty TS Viét Nam
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Bdang 2. K&t qud du kién sau khi cdi tién tai day chuyén MODEL 08J

Tiéu chi so sanh

Trwéc cai tién

Sau cai tién

Cycle time Main Pipe 08J

120 giay/san pham

95 giay/san phadm

Cycle time Footrest 08J

100 giay/san pham

100 giay/san pham

Thoi gian han tay tai
Footrest 08J

20 giay/s&n pham

~55-60 giay/san phadm (két hop
thém han Side Stand)

Murc d6 st dung cong nhan
han tay

Thép, nhiéu thoi gian che

Puwoc tan dung hiéu qua hon
trong chu ky

Phan b cong viéc robot -
han tay

Chuwa can bang

Can bang hon gitra may va
nguoi

Sé cong nhan/day chuyén

Khoéng thay ddi

San lwgng/ca : Main Pipe
Comp 08J

=3206x8/120
~ 213 san pham/ca

=3206x8/95
~ 270 san phadm/ca

H6 tro 1ap ké hoach nhan
lwe

Khé can bang 2 ma hang chinh khi s
lweng giao hang bang nhau nhwng san
lwong ca chénh 1&ch nhiéu

Thuan lgi hon trong cong tac lap
ké hoach

trong 1ap ké hoach nhan luc, gop phan nang cao hiéu
qua st dung lao dong.

Trong qua trinh thyc hién, dé trién khai ké hoach
dao tao nang cao tay nghé va dao tao da k§ nang mot
cach hiéu qua, can c6 su phdi hop chat ché giita bd
phan Han va phong Ké hoach trong viéc phat hanh
ké hoach san xuit. Viéc chu dong trao ddi thong tin
gitta hai bo phan gitip can dbi glua muc tiéu dao tao
dai han va yéu ciu san xuét ngan han. Théng qua do,
doanh nghiép vira dam bao tién do giao hang, vira
timg budc nang cao chit lwong ngudn nhan lyc, han
ché rui ro thiéu hut lao dong lanh nghé trong tuong
lai va ning cao hiéu qua lap ké hoach sir dung nhan
luc tai ddy chuyén Han.

Két qua dy kién: Viéc ap dung ma tran k§ ning
va dao tao da ning ky vong mang lai céc két qua sau:

- Néng cao chat luong va tinh dong déu vé tay
nghé ctia doi ngii cong nhan day chuyén Han.

- Tang kha ning luan chuyén va bd tri linh hoat
nhan lyc gitta cac cong doan.

- Giam ép lyc thiéu hut lao dong han tay lanh
nghé trong cac giai doan cao diém.

- Hb trg bo phan ké hoach xay dung ké hoach str

(Nguén: Tinh todn cua tdc gid)

dung nhéan lyc chinh xac va hiéu qua hon.

- G6p phan ning cao ning suat, 6n dinh san xuat
va dam béo tién do giao hang.

Bang 3 va Hinh 2 cho thiy két qua du kién theo
muc ti€u ky vong dat dugc cia g1a1 phap vé ty 1¢
cong nhan da k¥ nang, ddng déu vé tay nghé trong
day chuyén han.

Viéc 4p dung ma trdn k¥ nang (Skill Matrix) s€
hd tro cac can bo quan 1y van dung linh hoat, dé dang
bb tri lao dong phu hop va kip thoi. Thém vao do,
khi cong nhan dugc dao tao da k¥ ndng va c6 kha
nang dam nhan nhiéu vi tri khac nhau, doanh nghiép
s& chu dong hon trong viéc diéu chinh ké hoach san
Xuét, giam phuy thudc vao ca nhan va nang cao hiéu
qua sir dung ngudn nhan Iyc.

Gidi phdp 3: Ung dung Lean va Kaizen dé giam
lang phi nhdn luc trong khu vuwc han

Muc tiéu cua gidi phdp: Giam lang phi trong san
xuét va nang cao ki€u qua bd tri, st dung nhan lyc
tai ddy chuyén Han.

Noi dung thuc hién: Trén co s& nhan dién cac
lang phi tai diy chuyén Han, doanh nghiép trién khai
ddng bo cac giai phap Lean va Kaizen. Cu thé:
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Hinh 2. Biéu dé thé hién ty I1é céng nhén da ky ndng bé phén han

TRUGC PAO TAO

Trén Swvi
tri cong
viéc
15%0

TiF 2-5vi '
tri cong Chi 1 vitri
viéc 18% cOng vigéc
57%

Chi1vitricongvigc = T 2-5 vj tri cOng viéc

® Trén 5vi tri cng viéc

Trén 5vi SAU DAO TAO
tri cong Chi 1 vi
vigc tri cdng
23% vige
40%

T 2-5vi
tri céng
vigc
37%
Chi1vitricongviéc = Ti2-5vi tri cOng viéc

B Trén 5 vi tri cong viée

Bdng 3. So sanh két qua sau k& hoach dao tao da ky ndng cho céng nhan day chuyén Han

Chi tiéu so sanh Trwéce dao tao Sau dao tao Mtrc thay déi Nhan xét
Co6ng nhan chi dam Giam manh, cho thay
nhiém 1 vi tri cong 45 67% 27 40% 1 27% hiéu qua rd rét ctia dao
viéc tao da ky nang
Cong nhan dadm . )

. A Tang nhanh nhém lao

- 0, 0, 0 ~ £
n.rllem 2-5 vj tri cong 12 18% 25 37% 1 19% déng linh hoat, d& bé tri
viéc
Coéng nhan dam L A a
nhim trén 5 vi tri 10 15% | 15 | 23% t 8% Gia téng so cong nhan da

R n ky nang cao
cong viéc
Mdre do finh hoat 4 Cai thién 6 I: ut?mr; lq(;’gihrzgclizllj ::: |
trong bé tri nhan lyc Thap Cao ' Phbad
xuat
Kha nang trng phé 2 ria Giam phu thudc vao ca

s A ’ . Cai thién A
khi thiéu hut nhan luwc Han ché Chu déng nhan
Hb tro cong tac lap 3 Ké hoach sat thyc té san

) N . . . . Tang J
ke hoach nhan lyc Chwa hiéu quéa Hiéu qua hon xuat

- Ap dung 5S dé sip xép lai khu vyc lam viée va
khu vyc cp ban thanh pham,

- Chuén hoa thao tac han va ga - thao chi tiét

- Cai tién mit bang va bd sung xe ddy chuyén
dung cho thanh pham.
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(Nguon: Tinh todn ciia tic gia)

- Piéu chinh phan cong giira han robot va han tay
nham giam thoi gian cho doi

- két hop to chitc cac hoat dong Kaizen dinh ky
dé khuyén khich cong nhan d€ xuat cai tién.

Két qua du kién:
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Céc giai phap giap giam lang phi cho doi, di
chuyén va thao tac thira, qua d6 ning cao hiéu qua
st dung nhan lyc tai day chuyén Han. Khu vyuc san
xuét duge bé tri khoa hoc hon, rit ngén thoi gian tim
kiém va giao nhan thanh pham, déng thoi nang cao
murc d6 an toan. Nho d6, hoat dong san xuat on dinh
hon va cong tac lap ké hoach nhan luc duge hd trg
sat véi thuc té.

4. Két luan

Nghién ctru da phan tich thyc trang cong tac 1ap
ké hoach va sir dung nhan lyc tai dy chuyén han cua
Cong ty TNHH TS Viét Nam, chi ra cac ton tai vé
mét can bang céng doan va ling phi nhan lyc. Trén
co s& d6, 3 giai phap d& xuét da tiép can dong bo tir

TAI LIEU THAM KHAO:

can bang day chuyén, phat trién ning lyc nhén lyc
dén loai bo lang phi trong khu virc Han.

Két qua phan tich cho thay, viéc can bang lai giira
han robot va han tay giup nang cao rd rét hi¢u qua
sir dung lao déng va ting san luong ma khong cin
b6 sung nhan lyc. Viéc 4p dung ma trdn k¥ ning va
dao tao da nang tao nén tang cho b tri nhén lyc linh
hoat, giam rui ro thiéu hut lao dong lanh nghé. Bén
canh d6, Lean va Kaizen gop phan chuin hoa thao
tac, cai thién mat bang va giam cac lang phi khong
tao gid tri gia tdng.

Téng thé, cac giai phap gitip 6n dinh san xuat,
nang cao ning sut va hd trg cong tac 1ap ké hoach
nhan lyc sat voi thyc té tai ddy chuyén Han cta Cong
ty TS Viét Namm
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ABSTRACT

Welding lines are highly labor-intensive operations that depend critically on worker skill and the
coordination between personnel and equipment, rendering human resource planning complex and
prone to variability. This study examines the current state of workforce planning and utilization in
the welding line of TS Vietnam Co., Ltd., with a focus on identifying sources of inefficiency and
suboptimal labor allocation. Through systematic analysis, the findings reveal key factors contributing
to resource waste and operational imbalances. The study thus provides an evidence-based assessment
of how Lean and Kaizen principles can be applied to improve workforce efficiency and optimize
production performance in manufacturing settings.

Keywords: workforce plan, Lean Manufacturing, welding line.
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