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TOM TAT:

Muc tiéu clia cdc cdng ty sdn xuit, kinh doanh 1a ting ning suat véi chat lugng cao. Tuy nhién,
nhiéu cong ty dang phai gidi quy&t van dé ty 1é 16i cao, hang ton kho nhiéu, thdi gian sdn xuat
nhiéu, chi phi sdn xuit cao,... Cong ty CP San xuit thuong mai Lién Vinh cling dang ddi mit vdi
nhitng vin d& nay. P& han ché nhitng vin d& d6, Cong ty di cai ti€n san xuit theo phuong phap
Kaizen. Kaizen 1a mot trong nhitng phuong phép cdi tién sdn xuat tinh gon. Kaizen dé cap ti viéc
cdi ti€n lién tuc vé k&t qua thuc hién, chi phi va chat lugng. Bai viét nay trinh bay nhitng k&t qua dat
dugc vé cai ti€n sdn xuit ctia Cong ty CP San xuit thuong mai Lién Vinh.

T khéa: kaizen, cdi ti€n sén xudt, cai ti€n lién tuc, Cong ty CP Sdn xuat thuong mai Lién Vinh.

1. Dit van dé

Ngay nay, cdc cong ty dang phai d6i mic vé6i dp
Iure 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 st dung nhitng phuong phép cdi tién
khic nhau, mdt trong nhitng phuong phip do6 la
Kaizen. Kaizen 1a mdt trong nhitng phuong phap dé
cai thién ning suat, hiéu suat, chat lugng va muc
tiéu clia cong ty. Kaizen 12 mot cong cu chi€n lugc
vitng chic dé dat dugc ciac muc tiéu cda cong ty.
Hon nira, Kaizen cling dugc xem 1a cdng cu cai
thién k&t qué thuc hién t6t nhat vi chi phi thuc hién
thap (Boca GD, 2011).

Kaizen 12 mot thudt ngit kinh t€ clia ngudi
Nhat, dugc ghép bdi tir B (“kai”) ¢6 nghia 1a thay
ddi va tir 3% (“zen”) c6 nghia 1a t5t hon, tdc 1a
“thay d6i dé t6t hon” hoic “cdi tién lién tuc”
(Pham Anh Tuin, 2008). Kaizen khong tip trung

vao nhitng thay ddi 16n mang tinh dot bi€n trong
thdi gian ngin ma thudng tip trung vio nhiéu
hanh dong nhé nhung thuc hién theo mot qud trinh
dai han va lién tuc (Lolidis, 2006). V& co bén,
kaizen nhdn manh d&n nhitng céi ti€n nhd, nhung
dudc thuc hién trén co s6 lién tuc va lién quan dén
tdt cA moi ngudi trong t6 chic (Venkatesh J,
2007). Kaizen ciing tip trung vao cdc van dé hién
tai clia qué trinh d€ tim ki€m cdc co hoi nang cao
hiéu qua qué trinh (Rosak Szyrocka, 2017). Piém
diic sidc clia Kaizen chinh 12 hiéu qud mang lai tr
rat nhiéu nhitng thay ddi nhd bdi chinh nhitng
ngudi van hanh sdn xudt hang ngay.

2. Cd s6 1y thuyé&t

“Ning suit 12 moi tuong quan giita cac két qua
clia dau ra véi cdc dau vao” (Nguyén Thiy Quynh
Loan va Tran Vin Qudc, 2017). Theo quan diém
nay, ning suit dudc bi€u thi bing cdng thitc: Ning
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sudt = Pau ra/PAu vao. Pai véi cdc doanh nghiép,
d4u ra dugc tinh biing khdi lugng hing héa theo don
vi hién vat, theo tdng gid tri sdn xuat - kinh doanh
hay theo gia tri gia ting, trong d6 gia tri gia ting la
dau ra chd yé&u dé€ tinh todn, ddnh gid va ci tién
ning suat. Pau vao dudgc tinh theo cdc y&u to tham
gia d€ tao ra cic két qua ctia dau ra nhu: lao dong,
nguyén vat liéu, ning lugng, thi€t bi mdy méc, von,
cdc ngudn luc khéc.

Ngudi sdn xuit coi chat lugng 1a diéu ho phai
lam d€ dap tng cac qui dinh va yéu cau do khich
hang dit ra, d€ dudc khach hang chap nhan. Chat
lugng dudc so sdnh v6i chat lugng clia d6i thii canh
tranh va di kém theo cac chi phi, gid ca. T6 chiic
Quoéc t& vé Tiéu chuin héa ISO, trong du thdo DIS
9000:2000, da dua ra dinh nghia sau "Chat lugng la
kha niang cla tdp hdp cdc dic tinh cia mot san
pham, hé théng hay qua trinh d€ ddp ting cic yéu
cAu ctia khdch hang va cdc bén c6 lién quan”.

Lean Manufacturing (sdn xuit tinh gon) 1a mot
nhém phuong phap, hién dang dugc a4p dung ngay
cang rong rai trén khip th€ gidi, nhim loai bo ling
phi va nhitng bat hgp 1y trong quy trinh sdn xuat, dé
c6 chi phi thap hon va tinh canh tranh cao hon cho
nha sin xuit (Phan Chi Anh, 2005). Theo quan
di€m Toyota, ling phi I tit c4 cdc hoat dong tiéu
ton thdi gian, ngudn lyc hodc khong gian ma khong
tao ra thém gia tri cho sdn phdm va dich vu cho
khéch hang.

3. Phuong phap va quy trinh nghién ciu

3.1. Phuong phdp nghién ciiu

D& nhan dién cdc ling phi, nhém tic gia da st
dung mot sd phuong phap nhu: (1) phuong phip
nghién ctu tai ban nhim tim hiéu céc dit liéu thi
cAp clia cong ty d€ tim ra cac lang phi, (2) phuong
phdp nghién ctu tai hién trudng nhim tryc ti€p
khdo sat do ludng cdc lang phi, (3) phuong phap
thong ké dinh lugng nhim tinh todn cic sd tién ling
phi. P& x4c dinh cdc nguyén nhan clia cic lang phi,
nhom tdc gia st dung cic phuong phap nhu bi€u d6
nhan qua, 5whys,... D€ dua ra cdc gidi phap, nhém
tac gia st dung phuong phap chuyén gia.

3.2. Quy trinh nghién ctiu

Quad trinh cai ti€n sdn xuit tai Cong ty CP Sin
xuét thuong mai Lién Vinh dugc ti€n hanh theo 7
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budc cla phuong phiap Kaizen. Dit liéu dudc thu
thap tir cdc thong tin vé chinh sich, qué trinh san
Xuét; nhitng quan sdt va ghi nhan truc ti€p tai nha
mdy, phdng van nha quan Iy truc ti€p clia qué trinh
sdn xuat, thdo ludn nhém va ddnh gid truc ti€p tai
hién trudng. Qua trinh cdi ti€n dugc ti€n hanh trong
phan xudng sdn xuit va kho.

Qua trinh nghién ctu dudc thuc hién qua 7 budc:
(1) nim rd tinh trang hién tai, (2) thi€t 1ap muc tiéu,
(3) do ludng chi ti€t, (4) phan tich nguyén nhan goc
ré, (5) bién phap khoi phuc va cdi ti€n, (6) ddnh gid
hiéu qua, (7) chuén héa.

4. K&t qua nghién ciu

Budc 1: Niim ré tinh trang hién tai

Trong qu4 trinh quan st va ghi nhan truc tiép tai
hién trudng, nhitng lang phi dang ton tai trong cong
ty nhu sau: 1ang phi ton kho, 1ang phi hang 13i, ling
phi do ch& ddi, 1ing phi van chuyén, lang phi thao
tic, lang phi gia cong, lang phi khong gian va lang
phi loss san lugng. Cu thé 1a:

- B6i v6i quy trinh dinh hinh ¢ po va dinh hinh
binh xing, khodng cich vin chuyén nguyén vat
liu tir kho vat tu d€n kho ban thanh phim qud xa.
Quy trinh hoan thién sdn phim binh xing wave bd
tri mady méc va phan chia nhiém vu chua hop ly.
Qu4 trinh di chuyén clia xe co gii van chuyén
nguyén vt liéu vao Cong ty va qud trinh di chuyén
clia xe co gidi van chuyén thanh phim ra khdi
Cong ty xdy ra sy xung dot vi Cong ty thi&t 1ap duy
nhat mot cdng dé xe cd gidi ra vao. Nhitng van dé
niy gy ra lang phi van chuyén va giy ra xung dot
gitta cdc dong di chuyén.

- Tai xudng san xuit, nhiéu may méc do bin, cii
k¥, chua ¢6 lich st hoat dong va chua c6 k& hoach
bdo tri. Nhitng mdy mdc trong xudng bd tri khong
truc quan, nhiéu vat dung du thira khi€n qu4 trinh di
chuyén ban thanh phdm gip khé khin. Kho nguyén
vat liéu, kho thanh pham va kho khudn chua dugc
sdp x&p gon gang, khdong phan loai va loai bd
nhitng nguyén vat liéu hét han hoic du thira, gdy ra
lang phi hang tdn kho. Nhitng van dé nay ton tai do
toan thé nhan vién chua dudc huin luyén va dao
tao vé ndi dung 5S.

- C4c cong doan, mdy méc, nguyén vat lidu,... bd
tri chua hgp 1y nén gy nhiéu lang phi xuit hién
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trong qud trinh san xudt. Ling phi vin chuyé&n xuét
hién trong qué trinh dinh hinh thanh sin phim c6
pd. Qud trinh hoan thanh sin phim nay phai thuc
hién qua 5 cong doan vGi quang dudng dai. Thao
tdc thay khudn c¢& trung ti€n hanh trong thdi gian
dai. Cong ty dang bd tri du nhan sy thao tic dinh
hinh ndp binh xing. Qué trinh ndy xuat hién nhiéu
dong tac du thira va chua c¢6 bidng huéng din thao
tdc va du thira nhan su.

Budc 2: Thiét lap muc tiéu

Muc tiéu du 4n cdi ti€n dudc thiét 1ap dua trén
su cam két ctia ban giam ddc va hanh dong cai ti€n
clia tit cA cong nhin vién clia cong ty; cu thé gidm
50% WIP (Work-in-progress), gidm 25% cong
doan, giam 10% nhan cdng, giam trén 15% thoi
gian thao tic, gidm khodng 20% san phim 13i.

Budc 3: Po luong chi tiét

Qua trinh cdi ti€n dugc ti€n hanh tif thu thap céc
thong tin vé chinh sich d&€n quan sit va ghi nhan
truc ti€p tai tirng cong doan. P&i véi quy trinh dinh
hinh ndp binh xdng, 5 cong nhan thao tic trén 7
mdy v6i WIP 1én dén 1350 céi va LOB (Line Of
Balance) chi dat 43,4%. 6 cong doan thuc hién tuin
ty hoan thién sin phim binh xing WAVE trong 26
ngay (14 ngay tai 2 cong doan dap, 9 ngay tai 3
cong doan han va 3 ngay hoan thién thinh pham).
Cong nhan cin thuc hién 4 thao tdc (14y ban thanh
phiam - dap - loai bd scrap - sip x&p thanh pham)
trong 16 gidy. Cong nhan phai mat 22 phit d€ thuc
hién cong tic thay khudn ¢ trung (cu thé 6 phiit 30
gidy thdo khudn, 1 phit 30 gidy v€ sinh va di
chuyén, 1 phit 30 gidy cit khuon, 5 phiit 14y khudn
méi va 7 phiit 30 gidy d€ 1ip khuon). Quing dudng
di chuyén d€ hoan thién sin phim binh xing wave
12 319m va quing dudng di chuyén d€ hoan thién
san phdm c6 po 1a 264m. Nguyén vat liéu, ban
thanh phim, thinh phd&m va cong cu dung cu chua
dugc phan loai nén phai st dung 990m2 mit san dé
thi€t 1ap kho. Nhiéu mdy méc dd bin va cii k¥, 63
khu vuc chua thuc hién 5S3D, chua c6 k& hoach
thuc hién hoat dong quan ly chat lugng. Nha mdy
chua xdc dinh chu k¥ sdn xuat nén ning suit binh
quan chi dat 4,65 san pham/gid/ngudi.

Buiéc 4: Phadn tich nguyén nhan goc ré

P& tim ra nguyén nhin gdc ré, Cong ty di sl

dung phuong phap thio luAn nhém va nhiéu cdng
cu phan tich. Véi dic thi sdn xuat clia Cong ty la
thao tic tay va st dung ngudi lao dong c6 trinh do
phd thong nén nguyén nhan gdc ré dudc xac dinh
cdn bd cong nhin vién chua c6 ki€n thiic vé quan ly
sén xudt, cdi ti€n sdn xuat va an toan lao dong.

Budc 5: Bién phdp khéi phuc va cdi tién

Pé€ cai thién nhitng vin d& nay, Cong ty da to
chiic nhiéu khéa huan luyén ngin han cho cidn bod
quan 1y va cdng nhin vé nhiéu ndi dung cii tié€n
san xudt. Tir d6, lan tda phong trao cai ti€n trong
Cong ty. Pong thdi, Cong ty manh dan thi€t 1ap lai
quy trinh sdn xuat va sip x&p lai nha xudng.

Budc 6: Bdnh gid hi¢u qud

Sau khi manh dan cdi ti€n sin xuit, cong ty da
dat dugc nhitng thanh qua nhu sau:

- Phén chia rd rang ting khu vuc, dudng di thong
thodng, phan xudng gon gang.

- P6i v6i quy trinh sdn xudt nip binh xing, Cong
ty da t6i uu hda nhan sy, chi sit dung 4 cong nhan
thao tac trong 6 cong doan (gidm tir 3 cong nhan so
véi tride cdi ti€n). Viéc nay da giam WIP tir 1350
sdn phdm xudng 424 sin phim (gidm 68,9%) va
ting LOB tr43,4% 1én 86,8 %.

- Tinh to4n thdi gian sdn xuat, thi€t 1ap k& hoach
san xuit va thay ddi quy trinh sdn xuit cho sin
phdm cho cédc sdn phdm. Pién hinh, thdi gian sin
xuat titng 16 sdn phdm binh xing wave gidm 35%
(tr 26 ngay sdn xuat xuéng 15 ngay sin xuat).

- B8 tri lai mit bing, t6i wu hda thao tic, loai bd
céc thao tdc khong hgp ly hodc thao tic du thira tai
bd phan dap da gidm 25% thdi gian thao tic (tir 16
gidy/sdn phim xudng 12 gidy/sin phim), loai bd
dong tac cli ngudi va thao tac chéo tay.

- Phan tich thao tic thay khuon c& trung d€ thiét
1ap bdng huéng dan thao tdc, sip x&p ké khudn truc
quan va xay dung k& hoach sdn xuit da gidm thoi
gian ngirng san xudt dé ti€n hanh thay khudn tir 22
phiit xuéng 6 phiit (gidm 72%).

- Cong tac bd tri lai mit bing sdn xuit da gidm
41% quing dudng di chuyén (tir 319m xudng 188m)
d6i véi sdn phdm binh xing wave va giam 70,1%
quang dudng (gidm 185m - tr 264m xudéng 79m)
ddi v6i sdn pham c6 po.

- Ti€n hanh 5S3D va thiét 1ap k& hoach bdo tri
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doi véi 64 khu vuc, 20 may dap va 193 bo khuodn.
Quad trinh nay gitp thu gon dién tich mat san kho tir
990m? xudng 730m? (gidm 26%) va loai bd 11 tan
ph& pham.

- Cong ty m3 thém c6ng danh cho xe vén
chuyén thanh pham d€ loai bd xung ddt van chuyén
tai cong chinh, xe van chuyé&n nguyén vat liéu va
cong cu dung cu s& vaio Cong ty biing cdng chinh.

- Biéu chinh co ciu t8 chic, bd tri lai nhan su va
mo ta cong viéc cdc vi tri nhan sy tai phong Quén ly
Cha't lugng; t6 chiic hoat dong quan ly chit lugng;
thi€t 1ap quy trinh kiém soat chit lugng. Png thdi,
phong Quan ly Chat lugng thiét 1ap nhitng bi€u
mau, thu thip dit liéu 16i, phan tich 16i, tim ra
nguyén nhan gdc ré va dua ra k€ hoach cdi tié€n
chit lugng san phim. Nhifng cong viéc nay di
giam ty 1& 13i tir 6,7% xudng 3,5% (gidm 48%) va
gidm 50% chi phi khic phuc 16i chat lugng.

Nhitng k&t qué trén da gidp Cong ty ting 140%
ning suat binh quan (tir 4,65 sdn phadm/gid/ngudi
1én 12 sdn phaAm/gid/ngudi).

Buiéc 7: Chudn héa

Dua trén két qué ctia bién phap khoi phuc va cdi
ti€n, cic hoat dong cin dugc chuin héa ti€p tuc
dugc dé xuit nhu sau: (1) toan thé cin bd cong
nhan vién phin chia va ddm nhan khu vyc quan ly,
gilr gin phan xudng gon gang va thong thodng; (2)
cdc cong doan ti€n hanh sin xuit theo quy trinh sin
Xuit mdi va thay ddi dan tir quy trinh san xuit cii
sang quy trinh sdn xudt mdi; (3) xudng sdn xuat
ludn giit nén nha xudng khd rdo, duy tri y&u td an
toan lao ddng, duy tri truc quan héa cdc vi tri can

TAILIEU THAM KHAO:

thi&t, thong ké dif liéu vé chat lugng; (4) can bd kho
theo ddi tinh hinh luu trit va sit dung hang héa dé
dua ra nhitng cong tac thich hgp.

5. K&t luan

Viéc ap dung du an Kaizen thanh cong tai Cong
ty CP San xuat thuong mai Lién Vinh da chitng
minh diy la phudng phap hiéu qua cho viéc thuc
hién cic cai ti€n qud trinh trong mot t& chiic sin
xuat. Tir k&t qua ndy, mot s& yéu td can quan tim
dé mot dv d4n Kaizen thanh cong dugc dic két la:

- Muc tiéu cdi ti€n phdi rd rang va bam st chién
lugc clia t6 chiic nhim nhan dugc sy ting hd tir lanh
dao. Pdng thdi ciing phdi ddm bao ring moi ngudi
tham gia déu hi€u van dé lién quan dé&n qua trinh
dugc nghién ctu.

- Viéc 1ap k& hoach va lya chon nhan sy phit hgp
tham gia du 4n ciing 1a y€u td quan trong vi mdi
budc thurc hién ti€p theo déu phu thudc va k& hoach
tot. YEu td ndy gép phan rit ngin thdi gian thuc
hién du 4n cai tién.

- Céc thanh vién tham gia du 4n déu c6 thé dong
g6p theo mdt cich cu thé va déu c6 ti€ng néi nhu
nhau. Viéc thdo ludn nhém gidp moi ngudi thoai
mdi trong viéc chia sé y ki€n véi nhau va véi lanh
dao. Piéu nay gidp phat huy tot cic sdng kién clia
tAt cd cdc thanh vién du 4n.

- Sau mdi cdi ti€n, viéc ddnh gia lai qua trinh
thyc hién du 4n sé gitip bi€t dugc nhitng di€m dat
dugc va chua dat dugc clia du 4n, tir d6 c6 nhitng dé
xuét cho viéc duy tri cdi ti€n, nhitng hd trg can thiét
tir 1anh dao va nhan ra nhitng thich thitc ti€p theo
trong viéc cai ti€n m
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ABSTRACT:

The goal of production and trading companies is to increase their productivity as well as
quality. However, many companies including Lien Vinh Production Trading Joint Stock Company
are dealing with the problem of high error rates, large inventory, high production time, high
production costs, etc. To solve and mitigate these problems, Lien Vinh Production Trading Joint
Stock Company has applied the Kaizen method to strengthen its production. Kaizen or continual
improvement is a lean production method and it aims to improve performance, enhance quality
and lower costs. This paper presents the production improvement of Lien Vinh Production
Trading Joint Stock Company after implementing the Kaizen method.

Keywords: kaizen, production improvement, continuous improvement, Lien Vinh Production
Trading Joint Stock Company.
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