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DAIHOC SU PHAM KY THUAT TPHCM N >
;25‘1 KHOA DAO TAO LOI CAM ON
i.‘zi CHAT LUQNG CAO

www.fhq.hcmute.edu.vn

Loi dau tién, ti xin chan thanh cdm on cdc Thay Cd bé mdn khoa Pdo tao Chat
lirong cao trieong Pai hoc Sir Pham Ky Thugt Thanh phé Ho Chi Minh d4 an can gidng
day va trang b; cho t6i nhiing kién thirc co ban viing chac dé bude vao méi trieong thyec
té.

Tiép theo, toi xin guti 161 cdm on chan thanh dén phia don vi thuc tdp — Ban gidm déc
Nha may 1 cia Cong ty Cé phan Pau tw Thai Binh da tao diéu Kién dé t6i co thé thyc
tap tai cong ty.

Pac biét, tdi xin gii 1o tri an dén gidang vién hiréng dan cua t6i - Thay Truong Vin
Nam da nhiét tinh hwéng ddn, theo sat tdi trong sudt qué trinh thyc tdp gilp toi hoan
thién bai bao cao thyc tdp va khoa ludn tét nghiép nay.

Tuy nhién, do thoi gian thuc tdp c6 gisi han, trinh dé kién thirc vé Lean
Manufacturing con nhiéu han ché va ldan dau di thuc té con gap nhiéu bé ngé nén khoa
lugn tot nghiép cua toi khd tranh khéi nhing sai s6t. T6i rdt mong dwoc nhdn dwoc y
Kién dong gép cua Thay, Co dé kién thirc cua t6i trong linh vuc nay dwoc hoan thién
hon.

Toi xin chan thanh cam on!

Tp. HCM, ngay 30 thang 7 nam 2020
Sinh vién
La Hoang Oanh
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LOI MO DAU
1. Ly do lwa chon dé tai

Trong mét thé gigi ma toan cau hoa dang 1a xu thé chu dao, viéc canh tranh dé ton tai
va phét trién giita cac qudc gia ndi chung va gitra cac doanh nghiép véi nhau néi riéng
tré nén vo cuing gay gat. Cac doanh nghiép mudn ton tai phai khang dinh dugc chd dung
ctia minh trén thuong truong bang nhiéu cach nhu doi mai céc trang thiét bi, tng dung
tién bo cua khoa hoc cdng nghé, sir dung cac cong cu quan ly vao san xuat nham nang
cao niang luc san xuit, cung cap cac san pham vira c6 chat luong cao, vira c6 gia thanh
canh tranh ddng thoi phai thoa man va dap @ng nhu cau caa khach hang.

Pau tu doi méi cong nghé 1a mot trong nhiing giai phap dé ting ning sut nhung
khong phai doanh nghiép nao ciing c6 diéu kién thyc hién. Tuy nhién, viéc dau tu tng
dung cac phuong phap, cong cu quan 1y nhu lean, 6 sigma, TPM, 7 cong cu théng ke,
5S... dé tang ning suit chat lugng lai nam trong kha ning cua doanh nghiép.

Nhitng nim gan day, phong trao ap dung va trién khai cac céng cu cai tién trong d6
c6 hé thdng san xuat tinh gon (Lean Manufacturing), c6 nhiéu chuyén bién tich cuc. Rat
nhiéu doanh nghiép Viét Nam hoat dong trong linh vuc may mic &p dung Lean
Manufacturing véi muc dich loai bo lang phi va bat hop ly trong qua trinh san xuét, cung
cap dich vu, hudng moi hoat dong cua to chirc theo huéng “tinh gon” — khdng c6 lang
phi, rut ngan thoi gian cung cap san pham/dich vy téi khach hang.

Tai nha may 1 thuéc Cong ty C6 phan dau tu Thai Binh, chuyén san xuat gidy xuat
khau ra thi truong nudc ngoai nén viéc canh tranh véi cac doi thi trong nganh 1a diéu
khong thé tranh khoi. Chinh vi thé, nha may can tao ra cac loi thé riéng cho minh dé
vuot qua cac déi thi khac. Muc tiéu ciia nha may 1a mang téi cho khach hang nhitng san
pham vai chat lugng tét nhat va gia ca hop li nhat, nhung trong qua trinh san xuét tai
c4c phan xuong cua nha may xuat hién nhiéu loai lang phi, 1am ting chi phi dau vao va
lam giam chat lugng san pham.

Qua qué trinh thuc tap & Nha may 1 - Cong ty C6 phan dau tu Thai Binh da giup toi
c6 cai nhin 1d nét hon vé quy trinh san xuat gidy ciing nhu nhan thay duoc cac van dé
hién tai, tdi xin chon dé tai: “Ap dung cdng cu trong Lean dé nhan dién céc loai lang

phi va dé ra mot sé giai phap giam lang phi tai Nha may 1 - Céng ty Cé phan Pau
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tu Thai Binh”. Tac gia hy vong qua dé tai s& gilp loai bo va giam thiéu céc lang phi
dang ton tai, ning cao ning luc san xuit va chit luong san pham caa nha may.

2. Muc tiéu nghién cuau.

Ap dung cdng cu trong Lean dé danh gia thuc trang, nhan dién ldng phi tai phan
xuong may 2.

Xéc dinh cac nguyén nhan gay ra céc loai lang phi trong qua trinh san xut tai phan
xuong may 2.

Dé xuat mot sb giai phap nham gidp loai bo va giam thiéu 1ang phi trong qué trinh
san xuat tai nha may gop phan cai thién ning suat va chat lwong san pham

3. Pdi twong va pham vi nghién ciu

Déi twong: Quy trinh san xuat gidy va viéc tng dung Lean thuc té tai Nha may 1 —
Cong ty C6 phan dau tu Thai Binh

Pham vi nghién ctru: Tac gia tap trung nghién cuiru céc loai 1ang phi va quy trinh may
ma gidy QUEST MID tai chuyén may 15

- Khéng gian: Phan xuéng may 2 tai Nha may 1 — Cong ty Co phan dau tu Thai

Binh.
- Thoi gian: Tir thang 2 dén thang 5 nam 2020
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4. Phuwong phap nghién ciru
4.1. Quy trinh thuc hién

Xac dinh dé tai luan vin va muc
tiéu thuc hién

A

Nghién ciru ly thuyét
Tim hiéu ly thuyét phuc vu cho dé tai

= VSM, 55, Kaizen, 7 loai lang phi
= 7 cOng cu thong ké

A 4

Thu thap théng tin

A

Thit cap
Thoéng tin tir noi bo cac phong ban

A

Phan tich thuc trang
Thuc trang &p dung Lean tai nha may

So cap
Phong van, quan sat, tim hiéu tryc tiép

|

Nhan di¢n van dé
Caéc loai lang phi tai nha may

A 4

Phan tich nguyén nhan
Phan tich va tim hiéu nguyén nhan
dwa vao céc cong cu théng ké

A 4

Giai quyét van dé
Dé xuét céac bién phap giam lang phi

A 4

Két luan va kién nghi

Hinh 1: Quy trinh thuc hién luan van

Nguon: Téng hop cua tac gia

Dua trén viéc tim hiéu cac ly thuyét Lean duoc néu ra trong bai cung véi théng tin

cung cap tir cdng ty, tac gia s& nhan dién van dé va tién hanh phan tich, tim hiéu nguyén

nhan lam xuat hién van dé. Bé co thé phan tich, nhiing thong tin so cap duoc thu thap

tir viéc phong van, quan sét truc tiép va tha cip tir noi bo cong ty s& phuc vu cho viéc
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phan tich cua tac gia. Sau khi phan tich, tac gia s& tién hanh tim hiéu nguyén nhan vén
dé bang cach st dung céc cong cu théng ké két hop véi phong van. Tir d6 dé xuét cac
bién phap giai quyét van dé.

4.2. Phwong phap thu thap théng tin

4.2.1. Thong tin thir cap

Théng tin thir cap 1a thong tin di c6 sén va da duoc ghi nhan, thong tin ndy di cong
bd nén dé thu thap, it ton thoi gian, cdng sac trong qué trinh thu thap thong tin.

Bang 1: Phuong phap thu thap théng tin tha cap

Thong tin Cach thirc thu | Poi twong thu Muc dich

thap thong tin thap thong tin

Thong tin chung | Tham khao tai | Truong team quan | C6 cai nhin tong quat

vé nha may litu noi bo cua [tri  tong  hop: | vé nha may, nhiing
nha may vatrang | Truong Van Nam | thuan lgi va kho khan
web cua nha may nha may dang gap

phai.
Quy trinh san | Tham khao tai | Trudng team quan | Hiéu 1d vé qué trinh
Xuét liu vé luu dd |tri  tong  hop: | san xudt, ndm rd cic

san xuat.

Truc tiép xudng
xuong dé quan
sét.

Truong Van Nam

cong doan. Tur do tim
ra nhiing véan d¢ trong
qua trinh san xuét, tim
hiéu nguyén nhan.

Bang so liéu vé
don hang 16i, s6
phé pham trong
qua khar.

Tham khao tai
liéu tor bd phan
phu trach.

Trudong team quan
tri  tong  hop:
Truong Van Nam
Nhan vién kiém tra
chit luong tai
chuyén.

Thuc trang tinh hinh
san xudt tai phan
xuong may 2. Co so
dé tim hiéu nguyén
nhan giy ra cac van
de.

Tinh hinh nhap
nguyén vat liéu

Tham khao tai
liéu tu phong
diéu hanh phéan
Xxuong may 2

Nhén vién quan ly
chat luong: Lé Thi
Tam

Dua vao tinh hinh
nhdp nguyén vat li¢u,
thay dugc sy thiéu hut
nguyén vat liéu gay ra
cac loai lang phi.

S6 liéu thong keé
vé thoi gian
ngung may trong
qua khu

Xin s6 liéu tir bd
phén bdo tri cla
phan xudng may
2

Nhan vién bdo tri
phan xudng may 2

Tir sO liéu, thong ké
thoi gian ngirng may
va cac 16i gy ra thoi
gian ngirng may

Cac tai lidu vé
ning suat lao
dong, may moc
thiét b

Xin s6 li¢u tir bd
phdn nhan su
tién luong cua
may 2

Nhéan vién quan ly
nhdn sg - tién
luong: Nguyén Thi
L¢ Thim

Nam bat tinh hinh may
moc, lao dong tai may
2.

Nguon: Téng hop cua tac gia
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4.2.2. Théng tin so cap
La nhitng thong tin chua c6 sdn, dwoc thu thap lan dau, do tac gia thu thap. Trong thuc
té, khi dir liéu thir cap khong dép tmg duoc yéu cau nghién ciu, hodc khong tim duoc di
lieu thir cAp phu hop thi tac gia s& phai tién hanh thu thap dir liéu so cap.

Bang 2: Phuong phap thu thap thong tin so cap

Théng tin Cach thirc thu | Doi twong thu Muc dich
thap thong tin thap thong tin
Thoi gian thao | Tién hanh do tai | Nhan vién céan | T thoi gian do hay

tac cua cong | chuyeén. bang chuyén: HO | phong van duoc, xét
nhan Phong van Thi Thanh Trac | thoi gian tao ra gia tri,
Cac c6ng nhan | thoi gian khong tao ra
ctia chuyén gia tri, tim hiéu

nguyén nhan lang phi
do thao tac thtra.

So d6 VSM Dua trén hién trang | CAC nhan vién | Tir so d0 VSM, phat
tién hanh vé so dd | ctia phong diéu | hién cac lang phi
Phong van phong | hanh may 2.
diéu hanh phan
Xuong may 2

Céc bao cao vé | Phong van truc tiép | Nhan vién quan | Nam duoc sé luong
s6 luong san [nhan vién quan Iy |1y chat luong | san pham khuyét tat,
pham khuyét tat | chat lugng va QC | May 2: Nguyén | thoi gian xay ra nhiéu
tai chuyén Thi Tam 16i, tim nguyén nhan
Tién hanh do theo | QC  tai  cdc | va dé ra bién phap.
gid tai phan xuong. | chuyén
Céc loai lang phi | Quan sat qua trinh | Nhan vién phan | Nhan di¢én dugc cic

trong qué trinh | san xuat xudng may 2 lang phi tai phén

san xuat Phong van nhan xudng, tir d6 tién hanh
vién phan xuong phan tich va tim
may 2. nguyén nhan.

Nguon: Téng hop cua tac gia

5. Két ciu cac chwong ciia bao cao

Pé tai gom 4 chuong:
Chuong 1: Gigi thiéu nha may 1 - Cong ty C6 phan Dau tu Thai Binh
Chuwong 2: Co s¢ ly thuyét
Chuwong 3: Phén tich thyc trang va nhan dién cac loai lang phi trong qua trinh san
Xuat tai Nha may 1 — Cong ty C6 phan Pau tu Thai Binh
Chuwong 4: Dé xuat cac giai phap giam l1ang phi trong qua trinh san xuét tai Nha
may 1 — Cong ty C6 phan Pau tu Thai Binh
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CHUONG 1: GIOI THIEU TONG QUAN VE NHA MAY
1-CONG TY CO PHAN PAU TU THAI BINH

1.1. Téng quan vé Cong ty Co phan Pau tu Thai Binh
1.1.1. Giéi thiéu téong quat
Tén cong ty: CONG TY CO PHAN PAU TU THAI BiNH
Tén giao dich: TBS Group
Tén viét tat: TBS Group
Tén giao dich qudc té: Thai Binh Joint Stock Company.
Dia chi: S6 5A, Xa Lo Xuyén A - X4 An Binh - huyén Di An - tinh Binh Duong.
Tel: (08)8 37 241 241 - Fax: (08)8 38 960 223
E-mail: press@TBSgroup.vn
Website: http://www.tbsgroup.vn
Logo cong ty :

')
TBS Z*
GROUP

Hinh 1.1: Logo Cong ty C6 phan dau tu Thai Binh
Nguon: http://www.TBSgroup.vn

Gidy phép thanh lap cong ty: S6 106/GP.UB ngay 05/03/1993.

Tai khoan: S6 431101.000025 & Ngan hang Néng nghiép va Phat trien Nong thén
Chi nhanh Khu Céng nghiép Séng Than.

Téng sé cdng nhan vién gan 37.200 ngudi. Trong d6, s6 nhan vién quan ly 1a 1.244
ngudi. Phat trién va sang tao trong hon 30 nam, véi 6 linh vuc kinh doanh try cot: San
Xuit cdng nghiép Tai xach, san xuat céng nghiép Da giay, dau tu - kinh doanh - quan 1i
bat dong san & ha tang céng nghiép, thuong mai & dich vy, du lich, cang & logistics,
vi tri cua TBS trén thi truong dang timg budc dugc khang dinh.

Vén diéu I&: 500.000.000.000 dong.
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Linh vuc hoat dong-kinh doanh: TBS Group kinh doanh va san xuat céc loai dép,
giay thoi trang nam nit (gidy vai dé cao su, gidy thé thao) xuat khau, cac loai bao bi danh
cho hang xuat khau. Kinh doanh cac loai vat tu d¢é phuc vu cho san xuat tdi xach, giay
dép, hang may mic, san xuat gidy vai xuat khau. Cho thué vian phong, nha xuéng, thiét
bi, may méc. Bén canh do, cong ty con kinh doanh dia 6¢ va dau tu tai chinh.

Ning luc san xuat (khdi san xuét cong nghiép): 500.000 dén 600.000 d6i/1 thang.

Thi trudng tiéu thu ¢ cac nude Nhat Ban, EU, My la cha yéu.

1.1.2. Qua trinh hinh thanh va phat trién

Tién than caa Cong ty Co phan Pau tu Thai Binh (viét tat 1a TBS Group) hién nay
dugc thanh I1ap vao nam 1989, xuat phét tir mot nhém nho céc can bo sy quan thudc
Trung doan 165, Su doan 7, Quan Poan 4, két hop cling cac k§ su méi ra truong. Trong
giai doan nay, linh vyc hoat dong cha yéu Ia:

- Gieo trong dé cung cap cho céc tinh mién Dong va Nam Trung bd giéng cay bach
dan cao san.

- Xuét khau, thu mua cay nguyén liéu giay.

- Kinh doanh va ban 1é xang - dau.

Ngay 06/10/1992, theo Quyét dinh sb 141/GB-UB ngay 29/09/1992 cua Uy ban nhan
dan tinh S6ng Bé (nay la Tinh Binh Duong), Cong ty Trach nhiém hiru han Thai Binh
ra doi. (Dy &n xay dyung “Nha may sé 17 ctia TBS duogc phé duyét va cap phép dua vao
hoat dong)

Nam 1993: Ky két hop dong gia cong dau tién véi s6 luong 6 tridu doi giay nit.

Niam 1995: Xay dung nha may s6 2 véi nhiém vu chuyén san xuat cac loai giay thé
thao.

Nam 1996: Cong ty da ky két hop déng véi nhiéu déi tac 1a cac thuong hiéu giay noi
tiéng va uy tin trén thé gioi.

Nam 1997: Khach hang Decathlon di ky két hop ddng cuing véi cong ty. Bit dau su
nghiép giay thé thao tir giai doan nay.

Niam 2002: M6 nha may dé dau tién. Dat mac san luong 5 triéu doi giay.

Niam 2005: Chinh thte di tén Cong ty Trach nhiém hitu han Thai Binh trg thanh
Cong ty C6 phan Pau tu Thai Binh. Ciing trong ndm, khach hang Skechers ki két hop
dong vai cong ty.
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Niam 2007: Can méc véi san lugng 10 tridu doi giay.

Nam 2008: Khu cdng nghiép mang tén Séng Tra dugc mé ra. Bong thoi thanh 1ap
TBS Logistics.

Nam 2009: Vinh du duoc nhan bang khen tir B6 Cong thwong véi danh hiéu: Doanh
nghiép tiéu biéu nganh Dét may va Da giay Viét Nam. Nam trong top 5 Doanh nghiép
tiéu biéu toan dién nganh Da giay Viét Nam.

Niam 2010: Nha may Hunex Enterprise — Pa Nang dugc dau tu xay dung.

Nam 2011: Thanh 14p nha may san xuit giay Injection. Bén canh d6, nha may Tdi
xach dau tién duoc thanh 1ap, bat dau sy nghiép Ti xach vao ngay 30/04/2011 cing véi
khach hang Coach.

Niam 2013: San lugng gidy san xuat dat mac san luong 16 tri¢u doi.

Niam 2014: Khach hang Wolverine di ky két hop dong véi cong ty. Song song do,
cong ty di vao hoat dong nha may san xuat d6 gé va san xuat Ba 16 cho khach hang
Decathlon. Can méc véi san luong 10 tridu tdi xach va 21 trigu doi gidy.

Niam 2015: Ki két hop dong ciing véi khach hang Vera Bradley. Nha may Dé Hoi An
va nha may giay Kién Giang di vao hoat dong.

Niam 2016: Ki két hgp dong cuing voi khach hang Victoria Secret. Nha may Giay An
Giang duoc dau tu vao xay dung. Ki két hgp dong cung &ng san xuat cho nhan hang
Victoria Secret.

Nam 2019: TBS Group dugc vinh danh top 10 doanh nghiép Viét Nam thinh vuong
4 nam lién.

Vi nhitng thanh cong da dat dugc, TBS Group tiép tuc phan dau, nd luc khéng ngirng
hoan thanh nhiing muc tiéu tiép theo, bao gom:

- Nam trong top 10 doanh nghiép qudc té ciia nén cdng nghiép thoi trang Chau A-
C6 dau tu ra nwdc NYoai.

- Pat muc tong doanh thu 1 ty USD vao nam 2021.

- Su dung 45000 lao dong.

- C6 mot doi ngii quan Iy vitng manh c¢6 kha ning quan Iy tam trung.

- Ning suit lao dong dat hon 90% so véi cac doanh nghiép quéc té.
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1.1.3. Linh vygc kinh doanh

TBS Group la mot trong nhirng cdng ty san xuit - xuat khau hang dau Viét Nam vé
tai xach va giay da. Véi lich sir hon 30 nim xay dung va phat trién, da trai qua rat nhiéu
cot mdc thang trim TBS danh dau su tredng thanh cua cong ty qua timg giai doan, tirng
buéc khang dinh 1 cong ty da nganh uy tin tai Viét Nam va khu vue, dua nganh cong
nghiép Viét Nam tham gia sau hon vao chudi gia tri todn cau, véi 6 linh vuc kinh doanh
chinh:

a) San xuat cong nghiép Da giay:

La mot trong nhiing don vi tién phong tai Viét Nam trong nganh san xuat Da
giay, hién nay TBS c6 ning luc san xuat quy mé 16n va dang so hitu hé thong nha
may trai dai khip ca nudc.

Tam nhin: Huéng dén 1a doanh nghiép san xuét gidy véi quy mé hang dau thé
gidi.

Chung loai: T4p trung chuyén biét cac dong san pham gidy injection, casual, work
shoes cling cac loai gidy thé thao. Cong tac nghién ciru va phat trién san pham dugc
dau tu va chu trong, thoa man mong mudn caa khach hang cao nhat.

Khéch hang - Ddi tac: Skechers, Decathlon, Wolverine

b) San xuat cong nghiép Tai xach:

Cac mit hang tdi xach mau ma da dang, cao cip duocTBS chuyén san xuat.
Nganh san xuat Tai xach caa TBS du thanh lap trong thoi gian chua dai nhung téc
d6 phat trién da tao dugc dau an manh mé va dang di 1én tig budc dé tao nén danh
tiéng tai thi truong trong nude ciing nhu trén thé giéi.

Hién tai, TBS s& hitu 1 nha may ba 16 va 4 nha may tui xach. T4t ca bao gom 137
chuyén may thudc 12 phan xuong.

Chung loai: Vi nam - nit, Tui xach cao cép cho ntr, Tui du lich, Tui xach nam, Ba

16.
Pdi tac - Khach hang: Victoria Secrect, Coach, Lancaster, Decathlon, Vera
Bradley, Tory Burch, Titleist
TBS dic biét dau tu chudi san xuat mot cach khép kin tir chat, lang, may, go,

dong goi két hop véi cac xudng cung cap phu tro dich vu théu, in - ép va cac cong
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cu san xuat, khuén, dao chat,... Tir d6, giup cit giam chi phi thué ngoai, tao su linh
hoat trong qué trinh san xuit va gitp kiém soat chat lugng mot cach ddng nhét.
c¢) Pau tw — Kinh doanh — Quan ly bat déng san va Ha ting céng nghiép

Tén cong ty: Cong ty Co phan dau tu TBS Land

Pau tu xay dung c4c du an khu dan cu khach san 16n, kinh doanh bat dong san,
chung cu — nha & danh cho can bo - cdng nhan vién, cac cdng trinh nha may, tat ca
déu dugc TBS xay dung va hoan thién.

Mot s6 du &n ndi bat; du an Marie Curie, du &n Mai House C21, du 4n Mai House
Binh Duong.

d) Cang & Logistics:

Trung tam cung cap dich vu logistics va kho van da dang, pht hop véi nhu cau
nhiéu khéach hang ca trong 13n ngoai nudc cua TBS 12 ICD TBS Tan Van.

Vi 15 ha dién tich, 220.000 m2 dién tich luu trit, 47.500 m2 dién tich nha kho.
Hién ICD TBS Tan Van dang 1a ddi tac cua cac khach hang danh tiéng va uy tin &
trong nudc ciing nhu thé gigi nhu: SCANWELL Logistics, GEODIS WILSON,
APL Logistics, DHL Forwarding, DAMCO Vietnam, YUSEN Logistics,
EXPEDITORS, DULOS International, DHL Supply Chain,...

Dich vu cung Cép: Dich vu van phong; Dich vu tién ich kho, bai; Quan 1y kho,
béi; Dich vu cho thué kho, bai; Thu tuc hai quan; Luu container; Luu kho; Dich vu
kiém soat an ninh; Giao nhan hang héa xuat nhap khau; Cac dich vu gia trj gia ting
khéc

e) Du lich:

TBS kinh doanh va quan ly, phat trién chudi nha hang cao cap tai Viét Nam va
Pong Nam A, chudi san gbn, khu nghi dudng - khach san.

Véi tong dién tich san 12 32.000m?, san Golf MONTGOMERIE LINKS cung cap
dén 172 phong ¢ khach san dat tidu chuan 5 sao quéc té.

f) Thwong mai va dich vu:

Nhiéu thuong hiéu thoi trang hang dau trén thé gisi duoc TBS chuyén phan phdi.
TBS dang ngay cang khang dinh vai trd chuyén nghiép, vi thé trong linh vuc phan
phdi cac san pham tdi xach va gidy bang su thau hiéu déi vai thi truong ban 1é va
nang lyc, uy tin cua minh.
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Nha ban 1é doc quyén cho thuong hiéu ECCO la TBS Sport véi 20 cira hang khap
ca nudc tai cac trung tdm thuong mai I6n nhu Parkson, Vincom,...

Vao cudi nam 2015, TBS Sport da chinh thirc dwa vao thi truong Viét Nam
mét thuong hiéu khac dén tir My, biéu twong thoi trang ndi tiéng thé gisi 1a Cole
Haan véi viéc khai trrong ctra hang dau tién tai Q.7. Dong thoi ddy ciing chinh la
ctra hang 16n nhét tai Chau A cua Cole Haan ngay nay.

1.1.4. Co cau to chic

1.1.4.1. Co cau to chirc cia Cong ty Co phan Pau tw Thai Binh

PAI HQI CO PONG
HDPQT CTY
CHU TICH
TONG GIAM POC
5 5 BAT PONG SAN
‘ . . , NGANH NGANH -
HOLDING NGANH GIAY NGANHDBE | i | |cD-LOGISTICS THUONG MAI
DU LICH
Vinphong I Nha méy 1 Tui xach KV2 Bit dong san
Vén phong 2 Nha may 2 Tui xach Séng Tra KCN Séng Tra
GO 434 Nhi may gb
Nha may 3 Dong Xoai -285 Thwong mai
G 285 Dich vy
Nha may An Giang Sén Golf
Nha may An Thai Khach san
Nha may Hitu Nghi
Nha méy Mién Trung

Hinh 1.2: So dd co céu td chirc chung caa TBS Group
Nguon: Phong Quan trj téng quét va Kinh té tong hop
1.1.4.2. B may quan ly toan cong ty va khéi diéu hanh
e Pai hoi ddng co dong
Dai hoi dong co dong 1a co quan quyén lyc ¢6 tham quyén cao nhat cua cong ty. Pai
hoi co dong hop thudng nién hoic bat thuong, it nhat mdi ndm mot lan. Pai hoi ¢ dong

phai hop thudng nién trong thai han 4 thang ké tir ngay két thuc niam tai chinh.
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e H@éi dong Quan tri:

Hoi ddng Quan tri ¢ quyén quyét dinh vai day du quyén han vé& moi van dé lién quan
dén quyen loi cong ty va muc dich kinh doanh phtl hop véi luat phéap, 12 co quan quan
ly céng ty. Hoi ddng Quan tri chiu trach nhiém ddi véi nhitng vi pham diéu I¢, nhitng
sai pham trong quan ly, ciing nhu vi pham phap luat gay thiét hai d6i vai cong ty.

e Tong Giam dbc:

Tong Giam déc 1a ngudi co tu cach phap nhan dai dién cua Cong ty trong moi hoat
dong giao dich. La ngudi ¢ quyén diéu hanh va ra quyét dinh theo ding chtc ning cua
linh vuc cong ty di dang ky kinh doanh d6i véi moi hoat dong cua cong ty. Tong Giam
dbc bén canh viéc quan ly, con 1a ngudi ty quyén viéc didu hanh tirng mang céng viéc
cho cac Phd Tong Giam ddc, Tong Giam ddc ¢ toan quyéen quyét dinh bai nhiém, bo
nhiém céc truong phong va cac Pho Giam dbc, chiu trach nhiém vé két qua ma cong ty
dat dugc trong san xuat - kinh doanh trugc hoi dong quan tri va toan thé can bo cong
nhan vién cling nhu trudc phap luat.

e Khoi viin phong cong ty:

Thuc hién cac hoat dong vé nghiép vu ké toan tai chinh cua cong ty. C6 chirc ning
tro giup giam doc cong ty viéc xac dinh ké hoach kinh doanh, sir dung vén, quan ly, ké
hoach tai chinh hang nam; quan ly quy tién mat, thuc hién hach toan ké toan theo phap
lénh ké toan théng ké ciing nhu van ban phap quy cia Nha nudc.

Trién khai véi cac hop dong kinh té, khai thac ngudn hang gan véi dia diém tiéu thu
hang hoa. Phét trién mang ludi ban hang cho céng ty, mé rong mang ludi kinh doanh
cua cong ty va trién khai cong tac kinh doanh. Té chtc thuc hién cac hoat dong
marketing, chao ban hang, cac hoat dong tiéu thu va hau mai.

e Khoi san xuat cong nghiép:

T6 chuc thyc hién d6i véi viéc cung tng nguyén vat liéu dau vao, trang thiét bi phuc
vu cho qué trinh san xuét.

Diéu hanh va quan ly vé quy trinh san xuat, dam bao tién d6 san xuit theo quy dinh.

Xay dyng co cau td chirc san xuat kinh doanh va quan 1y toan bo lao dong, thuc hién
ché d6 chinh sach d6i véi nguoi lao dong, quan ly cong tac tién lwong. Bén canh do,

theo ddi viéc nhap, xuat, ton cac loai vat tu hang hoa trong kho cua cong ty.
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e Khoi bat déng san (BPS) — dich vu — du lich:

Thuong mai va dich vu gop phan dang ké vao viéc thuc day san xuat, luu théng, phan
phdi hang hoa, thuc day cho thuong mai hang hoa phat trién trén thi truong qudc té. That
vay, dich vu - thuong mai chinh Ia cau néi gitta cac yéu té “dau vao” va “dau ra” trong
qua trinh san xuat hang héa ciing nhu tiéu thy san pham.

Khai thac va tan dung ti da cac ngudn lyc dé phat trién va mé rong du &n, gop phan
tao ra quéa trinh tai san xuat duoc tién hanh mot cach lién tuc va nhu vay céc dich vu s&
duoc luu thong.

Thong qua con duong mua ban, hop tac kinh doanh hay cho thué BDS trén thi truong
d3 cho phép cdng ty tiép nhan quyén dinh doat, sir dung BDS tir nhirng nguoi, doanh
nghiép sir dung kém hiéu qua hon (pha san); tir 46 cong ty sé tién hanh dau tu sau hon.
1.1.5. Tam nhin va sit ménh phat trién

e Tamnhin

Bang tam nhin xa cia nhitng ngudi 1anh dao vé chién lugc va y chi quyét tam, khat
vong cung vai tinh than sang tao, d6i mai khong ngirng ciia mot doi ngii vitng manh,
giau ning luc. Pén ndm 2025, TBS phan dau s& phat trién manh mé vuon minh tré thanh
cong ty dau tu da nganh uy tin hang dau tai Viét Nam ciing nhu trong khu vuc, thé hién
niém tu hao va tam voc tri tué cua Viét Nam trén toan thé gigi, mang dang cap quoc té.

e Sir ménh phat trién

Dé gop phan gitip cho nganh cong nghiép cua Viét Nam c6 thé tham gia tién sau hon
vao chudi gié tri toan cau, cong ty da cung cip, dau tu cac san pham va dich vu tuong
tng. TBS ludn khdng ngung cai tién, sang tao va ludn chia sé loi ich, gan trach nhiém
ctia cong ty vai xa hoi; ludn dem dén sy an tam, tin tuong doi véi ddi tac - khach hang
va nhan vién.

1.1.6. Nhirng thuan lgi va khé khan
a) Thuan lgi

V& vi tri dia ly, Cong ty gan duong thay, duong hang khong va dic biét 1a vé duong
bo ¢6 vi tri tét nén rat thuan tién va nhanh gon cho viéc xuat khau san pham song song
d6 viéc nhap khau cac nguyén vat liéu ciing kha dé dang va thuan loi.

Ban Giam ddc cling nhu cac phong ban 1am viéc rat chinh xac, niang dong va nhay
bén trong viéc dinh hudng cac hoat dong cua cong ty va phéat huy tot vai tro quan ly.
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Cong ty c6 doi ngii can bo ham hoc héi ¢o trinh d6 cao, co pham chat tét, véi chi phi
nhan cong thap ma ngudn lao dong lai doi dao gop phan to Ion vao viéc diy manh ning
suit lao dong.

Mot thé manh 16n cho cac doanh nghiép 1a Viét Nam da gia nhap WTO, cong ty s&
c6 thém thi phan va dé& dang ma rong thi treong. D& dang va nhanh chéng tiép nhan
dugc cac cong nghé tién tién ciing nhu cac don dit hang tai cic nude phat trién sé gia
ting vi cac nudc nay chuyén sang viéc san xuat cac mat hang cong nghé cao nén viéc
san xuit cac mat hang giay dép da thu hep.

Theo céc tiéu chuan cua han ngach xuat khau thi céng ty khdng bi han ché ciing nhu
vé thué quan duoc hudng cac vu dii nén viéc xuat khau cé tiém nang vo cung lon.

b) Khé khiin

Con nhiéu vudng mac trong viéc xuat hang vi tinh hinh thé gigi c6 nhiéu bién dong.
Bén canh d6, trong thoi budi kinh té thi truong c6 su canh tranh gay gat gitra cac doanh
nghiép dan dén nhiéu bién dong vé tién té.

Ngudn nhan lyc cia céng ty qua dong nén khdng thé tranh khoi nhiing thiéu sot, kho
khan trong viéc quan Iy nhan su. Bén canh d6, cha yéu phai nhap khau cac nguyén vat
lieu. Vao cac thang dau va cudi nam thi cac don dat hang thuong tap trung chi trong
nam khong phan bd déu. Vi vay, cong ty thuong phai ting ca trong giai doan nay dé
hoat dong. Pay la kho khan cua cong ty dac biét trong viéc tai tao strc lao dong cho luc
lugng cong nhan.

1.2.  Giéi thiéu vé Nha may 1
1.2.1. Sw hinh thanh va phat trién

Nha may 1 — Cong ty Co6 phan Pau tu Théai Binh 12 nha may tién than cua tap doan
TBS’Group. DPia chi nha may: S6 5, Xa Lo Xuyén A - X& An Binh - huyén Di An - tinh
Binh Duong. Pay ciing 13 noi toa lac vin phong tong cong ty. Cac van phong ctia Cong
ty déu nam tai day va duoc dit tai toa nha 2 tang trong cong ty, bao gdm rat nhiéu phong
ban dugc thiét ké hién dai, dat chuan qudc té.

Ngoai khu vin phong ctua Tong cong ty, Nha may bao gom khu vin phong lam viéc
ciia Nha may 1, Trung tdm dao tao, 1 phan xwong san xuat gidy mau, 2 phan xudng may,

2 phan xuang go, cac nha kho chtra nguy@n vat liéu chuan bi cho hoat dong san xuat va
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chaa thanh pham. Cong suat cua nha may hiang nam dat trén 6 triéu d6i véi 72 may chat,
10 chuyén xuodng in, 35 chuyén may va 8 chuyén go.

Nha may gia cong giay cho 3 ddi tac Skechers, Decathlon va Wolverine
1.2.2. Céc san pham chinh va khach hang cia nha may

Tap trung chuyén biét cac dong san pham gidy injection, water proof, casual, work
shoes va cac loai gidy thé thao chinh 1a chién lugc san pham cua cong ty.

Vi hé thong xudng san xuat trai dai trén ca nuéc, TBS Group 1a ddi tac quen thudc
cua nhiéu khach hang 1a cac thuong hiéu néi tiéng qudc té gioi nhu: Decathlon, Skechers

va Wolverine.

m Srcraryrrys WOLVERINE -

Hinh 1.3: Ba khach hang chinh caa nha may va mau giay cua tirng khach hang
Nguon: Téng hop cua tac gid

1.2.3. Co céu té chiec Nha may 1

[ GIAMPOC NHAMAY 1 |

Hinh 1.4: So dd co céu td chirc Nha may 1

Nguon: Phong Quan tri téng quét va Kinh té tong hop
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e Nhiém vu tirng bo phan:

Ban Giam ddc Nha may: C6 nhiém vy diéu hanh hoat dong san xuat ciia Nha may
va viéc thyuc hién cac chi tiéu kinh té do Tong cong ty dé ra s& do ban Giam ddc
trién khai va giam sat.

Phong diéu hanh san xuét: Biéu phbi NVL, 1ap KHSX cho timg phan xuong, giao
chi tiéu cho cac phan xudng san xuit, theo ddi tién do san xuat-xuat hang.

Phong Quan tri tong quat va Kinh té tong hop: Tham muu cho Téng giam dbc
trong linh virc xay dung dinh huéng, chién lwoc phat trién, ké hoach san xuat kinh
doanh va dau tu, cong tac thong ké, tong hop, diéu do san xuat kinh doanh, cong
tac 1ap du toan, theo di, giam sat va kiém tra hoat dong san xuét - kinh doanh...

Phong Cong nghé-t6 chuc va phat trién nhan luc: Tham muu cho Tong giam dbc
trong linh vic quan ly hoat dong ki thuat — cong nghé cho cac san pham giay:
hoach dinh, xay dung hé thdng phat trién nguon nhan luc, quan ly cong tac dao tao,
tuyén dung, ...

Phan xudng may/go: Ban quan ddc phan xudng diéu phdi hoat dong san xuat
theo ké hoach cap trén dua xubng, bao cao két qua hoat dong mdi ngay. Ngoai ra,
Ban quan déc ciing c6 chirc nang quan ly, theo ddi tinh trang may mac, thiét bi caa
phan xuéng, quan 1y nhan cong trong xudng, giai quyét cac van dé thuoc tham

quyén.
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CHUONG 2: COSO LY THUYET

2.1.  Giéi thiéu hé théng san xuat tinh gon (Lean manufacturing)
2.1.1. Khai niém vé hé thdng san xuat tinh gon

Theo Phan Chi Anh (2015):

Ngay nay, LEAN duoc biét d¢én va thira nhan rong réi trén thé gi¢i nhu 13 mot
trong nhitng phwong phap quan 1y san xuét hiéu qua nhit theo quan diém canh
tranh vé chi phi san xuét, thoi gian san xuat san pham, giao hang dung han, lap
dat, cham séc khach hang va dich vu sau ban hang.

Theo Womack va cong sy (2003), “khi mot doanh nghiép ap dung LEAN c6 thé gitip
ting nang suét lao dong cua cong nhan 1én gip doi, giam ton kho dén 90% va giam ty 1é
16i dén khach hang 50%”.

Theo Wilson (2010):

Viéc ap dung Lean khong c6 nghia 1a chi viéc dua cac cong cu (vi du: hé théng
canh bao bat thuong) hay k¥ thuat d6 vao san xuat ma doanh nghiép can xac
dinh dugc dau la k¥ thuat phu hop voi dac thu san XUAt, ngu6n luc cua doanh
nghiép trong timg giai doan cu thé.

Lean chinh 1a mot hé théng san xuat duoc phat trién tir hé thdng san xuat cua Toyota
(Toyota Production System) caa Taiichi Ohno. Hién nay ¢ rat nhiéu nha san xuat da ap
dung hé thdng nay ddi véi doanh nghiép caa minh vi hiéu qua tich cuc tir hé théng nay
mang lai.

2.1.2. Muc tiéu caia hé thdng san xuit tinh gon

Theo Nguyén Piang Minh va cong sy (2014):

Muc tiéu cot 18i ctia “quén tri tinh gon” 1a giam thiéu t6i da cac loai ling phi
phat sinh trong qua trinh san xuat va kinh doanh cta doanh nghiép. Do do, ap
dung quan tri tinh gon gitip cdc doanh nghiép sir dung hiéu qua cac ngudn luc
san co, gia ting chat lugng san pham dong thoi rat ngén thoi gian san xuat va
kinh doanh nham dap tng nhu cau cua khach hang.

Muc ti€u nay dugc cu thé hoa béng cac muc ti€u sau:

Giam phé pham va sy lang phi khong can thiét: Bao gém céc chi phi lién quan dén
tai ché phé phém, viéc su dung vuot dinh murc cac nguyén vat li¢u dau vao, khic phuc

san pham 161, phé pham c6 thé ngan ngira. Sy lang phi con duoc danh gia thong qua thoi
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gian va chi phi dé thuc hién nhitng cong doan ma khong 1am tang gi tri cia san pham.

Giam murc ton kho: Giam thiéu muc ton kho & tit ca cac cong doan, tu tdn kho vat
lidu dén t6n kho thanh pham, dic biét chi trong dén giam muc san pham dé dang trén
day chuyén san xuit. Muc tiéu giam mirc tn kho ctia hé thdng san xuét tinh gon dong
nghia v&i muc tiéu tang lugng vén luu dong.

Tang su linh dong: Dap tmg nhu ciu dot xuét ciia khach hang, véi su dao dong khong
qua 10% san luong va dy chuyén c6 thé san xuat nhiéu loai san pham khac nhau véi
thoi gian va chi phi chuyén doi thap.

Giam chu ky san xuat: Bang cach két hop viéc bo tri mit bang hop 1y voi giam thiéu
thoi gian chd doi gilta cac cong doan san xuat dé tiét kiém thoi gian van chuyén va
chuyén d6i. Pong thoi 1ap ké hoach bao tri dinh ky dé giam sy hu hong ciia may méc.

Han ché sy gian doan trong van hanh: Bé“tng cach xay dyng ké hoach bao tri, ung pho
cac su cd mot cach tt nhat, dong thoi két hop véi nhitng cong cu da ning va cong nhan
da nang.

Cai thién ning suét lao dong: Bang cach loai bé nhitng thao tac thira clia cong nhan
trong qué trinh san xuat, han ché thoi gian nhan réi ciia cong nhan. Khong nhing thé dé
ting ning suit cia cong nhan phai co bién phap quan 1y hop 1y.

Tan dung thiét bi va mat béng: Str dung thiét bi da nang, b6 tri mat béng hop ly nham
giam Un tic dé ning cao ning suit cua ddy chuyén.

Hau hét cac muc tiéu cua hé théng san xuét tinh gon nham nang cao ning suat day
chuyén, giam cac lang phi trong qua trinh san xuit va ting tinh linh hoat cho hé théng.
Nhung thuc chét tat ca cic muc tiéu trén nham 1am giam chi phi san xuét, din dén giam
gia thanh san pham, nang cao tinh canh tranh cho cong ty san xuat.

2.1.3. Céac nguyén tic chinh ciia hé thong san xuat tinh gon

Nhan thirc vé sy lang phi: Nguyén tac dau tién cia Lean Manufacturing 14 nhén thirc
vé nhitng gi c6 va khong c6, 1am ting gia tri cta san phdm tir géc nhin nhin cua khach
hang. Bat ky moi hoat dong va chi phi chi cho nhing viéc khong lam ting gi tri cua
san pham déu duoc coi 13 1ang phi. Chat lugng san phim duoc danh gia boi khach hang
chtr khong phai nha san xuét.

Chuan hod quy trinh: Cac hudng dan chi tiét cho san xuat dugc trién khai chinh 1a

quy trinh chuan theo Lean, trong quy trinh chuin nay ghi rd thoi gian, trinh ty, ndi dung

Trang 18



va két qua ctia cong nhan cho tat ca cac cong viéc ho thuc hién. Nguyén tic nay giup
loai bo céc thao tac thira ciia cong nhan trong qua trinh lam viéc, tao ra két qua ctia mot
cong viéc gan nhu 13 gidng nhau, cho du cong viéc d6 duogc thuc hién rat nhiéu lan.

Chat luong tir gbc: Nguyén tic nay thé hién quan 1y theo Lean 1a lam déng ngay tir
dau moi cong viée. Vi thé théng thuong cac van dé trong san xuat dugc phat hién ngay
tir dau. Nguyén tic nay gitip han ché tao ra cac san pham 156i va phé phdm nham tiét
kiém chi phi, 1am dung ngay tir dau con 13 co s dé c6 mot quy trinh lién tyc.

Quy trinh lién tuc: Mot quy trinh san xudt duogc trién khai lién tuc, khong gian doan,
khong Un tac, khong di vong lai va khong tra vé hay phai cho doi 1 diéu ma Lean nham
t6i. C6 thé ndi ddy 1a nguyén tic quan trong nhit trong cic nguyén tic ctia Lean va nd
bao ham nhiéu nguyén tac khac.

San xuat “kéo” Kanban:

Theo Ohno (1988):

Kanban 13 mot cong cu thue hién J.I.T nhim muc dich hudng dan cung cép
hang hoa hodc huéng dan san xuat nhitng thir can thiét vao thoi diém can thiét
v6i s6 luong can thiét. Thuc hién 4p dung Kanban gitp loai bé cac lang phi vé
san xuét thira, lang phi luu kho.

Cai tién lién tuc Kaizen:

Theo Tozawa (1995):

Kaizen 1a mot qua trinh dién ra ngdy qua ngay véi muc dich tao ra nhirng cai
tién vé ning sudt va hiéu suit don gian. DAy ciing 1a mot qua trinh ma khi dugc
thuc hién mot cach dang dén, c6 thé gitp noi lam viéc tré nén nhan van hon,
loai bo nhiing cong viéc rudm ra phuc tap, day cho con nguoi thyce hién nhirng
thir nghiém ngay trong cong viéc bang cach sir dung phuong phap khoa hoc va
biét cach tim ra ciing nhu loai bo nhiing su ling phi trong quy trinh ciia doanh
nghiép.
2.1.4. Cac loai lang phi theo lean

Séan xuit du thira: San xuét du thira 1a san xut nhiéu hon hodc sém hon sb luong can
thiét. San xuét du thira lam tang nhiing rai ro vé san pham bi 18i thoi, tang chi phi luu
kho va chi phi van chuyén ciing nhu chi phi xir Iy nhiing van dé gip phai dbi v6i san
phém luu kho. Khdong nhiing thé san xuét du thira con tao tam 1y thu dong, khong tim
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bién phap cai tién quy trinh, vi luén nghi da c6 luong ton kho bu dip néu xay ra sy cb
tryc tric trong san xuat. Vi thé san xuit du thira c6 thé xem 14 lang phi nguy hiém nhét
ca vé nhimg lang phi hitu hinh ciling nhu ca nhiing tac hai cta lang phi v6 hinh.

Khuyét tat: Hang hoa c6 khuyét tat 13 hang hoa khong ding theo nhitng tiéu chun,
kich thudc, mau sic, khong bao dam an toan cho nguoi tiéu dung, c6 kha nang giy thiét
hai cho tinh mang, strc khoe, tai san ctia nguoi tiéu dung. Khuyét tit gay ra cac lang phi
sau: chi phi khic phuc cac khuyét tat trong chinh san pham, chi phi dé kiém tra khuyét
tat, chi phi giai quyét cac khiéu nai ciia khach hang, khong nhitng viy khuyét tat con
gian tiép gay ra lang phi do ton kho, ning suat diy chuyén va chi phi nguyén vat liéu
tang 1én.

Tén kho: Luu giir c6 nghia 1a bat ctr san pham nao duoc giit lai v6i thoi gian lau hay
mau, bén trong hodc bén ngoai nha mdy. Bao gdm: nguyén vt liéu, san phim do dang
cling nhu thanh phém. Va ton kho dugc xem 13 mot canh bénh cua nha may, vi thé co
thé coi cach t6t nhat dé tim ra lang phi 1a bat dau véi cac diém ton trit 6 khuynh hudng
don ddng.

Di chuyén: Lang phi do di chuyén ¢ ddy noi dén bat ki chuyén dong ciia nguyén vat
lidu, san pham dé dang, thanh phdm nao lam tang chi phi va thoi gian san xuét chir
khong tao ra gia tri gia ting cho san pham. Vi du: San pham d¢ dang di chuyén qua lai
nhiéu 1an trén mot bang chuyén. ..

Cho doi: Cho doi 13 thoi gian may mac hay cong nhan nhan réi boi ludng san xuét
trong phan xudng thiéu hiéu qua hay sy tic nghén. Thoi gian tri hodn giita mdi dot gia
cong san pham ciing dugc tinh dén. Viéc cho doi lam tang thém chi phi dang ké, do chi
phi nhan cong, khau hao trén tirng don vi san pham.

Thao tac thira: D6 1a viéc cac cong nhan di lai khong can thiét hay cac chuyén dong
tay chan ma khong gan lién véi viéc gia cong san pham. Chang han nhu viéc tim dung
cu 1am viéc bang cach di lai khip xudng, hay do quy trinh thao tac duoc thiét ké kém
gay bat tién cho cong nhan 1am cham tdc do lam viéc cta ho hodc tham chi cac chuyén
dong co thé khong can thiét.

Gia cong/Xr 1y thira: La cac hanh dong vuot qua yéu cau cia khach hang trong gia
céng. Chang han nhu ddnh bong tai vi tri khong can thiét hay ddnh bong bé mat qua

muc; hodc la thyc hi¢n lam lai mgt viéc bodi vi trong lan dau tién n6 khong dugc lam
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dung dan t6i viée st dung kém hiéu qua thiét bi va lao dong. Bén canh do, con lam luéng
san xuat théng thoang bi gian doan din dén nhitng dinh tré va &ch tic trong quy trinh,
tiéu ton thoi gian ctia cip quan 1y va vi vay lam tang chi phi quan 1y san xuat chung..
2.1.5. Ap dung Lean tai cac doanh nghiép Viét Nam

Lean dugc cac doanh nghiép Viét Nam bat dau tim hiéu va ap dung tir khoang dau
nam 2000.

Dén thoi diém ndm 2014, theo thdng ké khong chinh thirc ¢6 hon 75% doanh nghiép
da 4p dung Lean nhung ty 1€ thanh cong khong cao, chi khoang 2%

Theo Nguyén Pang Minh va cong su (2014), “chi c6 khoang dudi 10% sd doanh
nghiép c6 kha ning tiép cin va ap dung thanh cong Lean” (p.63)

O Viét Nam, LEAN d3 duoc biét dén va nghién ctru &p dung. Trong do, dé dat dugc
nhiing thanh céng nhu mong mudn thi phan 16n doanh nghiép chua lam duoc. Tuy nhién
bén canh d6 ciing c6 mot sé doanh nghiép da dat dugc nhitng thanh cong budc dau.

Theo Tap chi Cong Thuong (2014), Mot s6 vi du dién hinh vé cac cong ty ap dung
Lean thanh cong:

Téng Cong ty May 10: Theo ong Than Pirc Viét - phé Tong giam dbc tong cong
ty, ap dung phuong phap Lean mang lai nhiéu loi ich cho doanh nghiép nhu: giam
phé pham, giam thiéu muc hang ton kho ¢ tit ca cong doan san xuat; tan dung thiét
bj va mit bang; bao dam cong nhan dat ning sut cao nhat trong thoi gian lam viéc;
c6 kha nang san xudt nhiéu loai san phém khac nhau mot cach linh dong hon véi thoi
gian chuyén dbi va chi phi thap nhat.... Khi 4p dung mé hinh Lean, ty 1¢ hang 15i
giam 8%, giam chi phi san xuat tir 5-10%/nam, ning suét lao dong cua cong ty ting
52%, giam gio lam 1 gid/ngay, tang thu nhép trén 10%.

Téng Cong ty May Nha Bé: Ning sudt cau cong ty da ting hon 20% sau khi ap
dung Lean. Chat luong, ning suat & mdi chuyén qua timg gid san xuat da duoc kiém
soat va 6n dinh. Ngudi lao dong da ting 1én dang ké vé thu nhap. Hon thé nita, tir khi
ap dung Lean, May Nha B¢ di giam gio lam 1 gid/ngay cho cong nhan, tuyét dbi
khong phai 1am ca, kip va chiéu tht 7 dugc nghi.

Tong Cong ty may Viét Tién: Cong ty c6 két qua kinh doanh rat kha quan nhd ap
dung Lean thanh cong tir nim 2008, ning cao 13 rét ning suat lao dong, tang binh
quan 20% so voi trude day, tiét kiém mat bang dé dau tu thém day chuyén san xuét
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moi ma khong phai xay dung nha xudng, giam hang 18i, tién luong cong nhan ting,. ..

Khong thé phu nhdn viéc 4p dung Lean d3 mang lai nhiéu loi ich cho céc doanh
nghiép nganh may mic, diéu nay di duoc ching minh trong cic doanh nghiép nganh
may nhu Tdng cong ty may Nha Bé, Tong cong ty may Viét Tién... Cong viéc san xuét
tai cac day chuyén cit, may thudong luon ban ron nhung dat hiéu qua khong cao thi khi
ap dung Lean d3 triét tiéu lang phi mot cach dang ké, gitip doanh nghiép tiét kiém chi
phi, ting ning suat, giam gio lam, ting thu nhap cho nguoi lao dong. Nhd d6 nang cao
suc canh tranh cuia doanh nghiép trén thi truong.

2.2.  C&c cdng cu va phwong phap co ban cia hé théng san xuét tinh gon
2.2.1. So do chubdi gia tri (VSM)
2.2.1.1.  Khai niém

Theo Rother va cong su (2003)

So d6 chudi gia tri (Value Stream Mapping — VSM) la mét k§ thuat nham hién
thi hoa tat ca cac hoat dong co lién quan dén dong chay hang hoa va thong tin
trong toan bo chudi gia tri cia san pham dé tir d6 phat hién cac van dé vé lang
phi va ton kho trong cong doan.

VSM la mét phuong phép truc quan mo ta quy trinh van hanh vé mat vat chit cia
dong luu chuyén nguyén vt lidu va cach ma nhiing gia tri cung cap cho khach hang
duogc tao ra. VSM chi ra nhitng cong doan chinh ctia quy trinh van hanh, bén canh nhiing
dir liéu lién quan dén dong nguyén vat liéu, chat lugng, thoi gian dap ing don hang va
nhip san xuat. Bao gdm ca mot so do biéu thi su luu chuyén cta dong thong tin va cai
cach ma né duoc quan 1y, kiém soat hodc su tac dong cua dong thong tin 1én dong
nguyén vat liéu.

VSM 1 cong cu chii yéu cua Lean giup nhén ra chd nao 1 phat sinh ldng phi, dinh
lugng duge lang phi trong quy trinh va nhitng chd nao c6 kha ning cat giam hodc loai

bo.
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Ké hoach san
Xuét Khéch hana
1

Phan xuong I

K

Nha cung cap

— = oM Congdoan2 o Cong doan 3 I Ton kho
Hop thong sb : Hop thong sé : ﬂrisé/l
| Thoi gian gia tri | Thai gian gid tri LEADTIME
| Thoi gian khong gia tri | Thoi gian khong gia tri

Hinh 2.1: So d6 dong gia tri
Nguon: Téng hop cua tac gid

Nhin vio so d6 VSM chung ta c6 thé thay dong chay thong tin tir luc khach hang dat
hang dén luc giao hang. Khach hang s& tién hanh dit hang va thuong luong véi bo phan
ké hoach san xuat qua cac phuong tién nhu email, dién thoai dé thong nhat ngay giao
hang. BO phan san xuit s& cin ch theo thong tin trong don dit hang va tién hanh dat
hang véi nha cung cép, sau do6 sé truyén thong tin don hang, ngay san xuit xudng cac
phan xudng dé phan xudng c6 sy chuin bi, phan xudng s& truyén thong tin va 1énh san
xuat xudng cac cong doan.

Dong chay nguyén vat liéu cho thay qua trinh van chuyén nguyén vat lidu tir nha cung
cap vé kho thong qua phuong tién van chuyén duong bo, di qua cac cong doan va nhap
kho thanh pham dé giao cho khach hang bang phuong tién van chuyén duong hang
khong.

So 46 VSM sé& xac dinh dugc thoi gian san xuat mdi cong doan, thoi gian ton san
pham d& dang gitta cac cong doan, luong san pham do dang gitta cac cong doan, tir d6
tinh ra lead time cta san pham.
2.2.1.2.  Muc tiéu cia so’ d6 chudi gia tri

Cung cAp mot phuong tién dé thdy cac dong vat tu, qui trinh va thong tin.

Gitp wu tién hoa cac cong tac cai tién khong ngimg cho cac dong gia tri.

Cung cAp mdt co s& cho bd tri mit bang

Xac dinh va giam hodc loai bd cac lang phi trong dong chay gia tri cua doanh nghiép
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2.2.1.3.  Quy trinh xay dung so @6 VSM

e Thu thap thong tin
e Chuén bi hiu can

Chuin bij

Quan sat va thu thap dir liéu

Théng nhét cac ky hiéu, biéu tugng
Xay dung so do hién trang

Xac dinh cac théng tin con thiéu
V& VSM hién tai

Thu thap théng tin vé so' dd
chudi gia tri hién tai

Thao luan dua ra y tudng cai tién
e V& VSM tuong lai
e Xay dung ké hoach hanh dong va theo ddi

V& so @0 chudi gia tri twong lai
va ké hoach hanh dong

l

Trién khai ké hoach

l

DPiéu chinh

e Thuc hién cai tién
e Tao moi truong cai tién lién tuc

Hinh 2.2: Quy trinh xay dung so do VSM

Nguon: Téng hop cua tac gid
Quy trinh xay dyung so d6 VSM gom 5 budc:
Buéc 1: Chuan bi

Budc chuan bi bao gom thu thap théng tin va chuan bi hau can. Thu thap thdng tin:
thu thap tai liéu thuc té, xac dinh pham vi bat dau va két thlic caa qua trinh, xac dinh cac
y8u cau, danh gia/thiét 1ap dung cu d6. Chuan bi hau can: ngudi tham gia, vi tri, tu liéu.
Budc 2: Thu thap théng tin vé so d6 chudi gia tri hién tai

Budc dau tién trong thu thap tong tin vé so d6 chudi gia tri hién tai 1a quan sat va thu
thap di liéu: nhém thuc hién s& di dén hién truong, theo ddi cac ghi chd vé san pham va
dong chay théng tin va thu thap di liéu cho mdi budc trong dong chay (sb ca lam viéc
trong ngay, thoi gian mdi ca, lich bao tri phong ngtra, sé cong nhan mdi tram, thoi gian
chu ky, chuyén d6i & mdi cong doan, lwong ton san pham dé dang tai mdi cong doan, ty
|8 tai ché, ty 18 phé pham). Budc tiép theo ciia nhém thyc hién 1a théng nhat cac ky hiéu,

biéu twong dé vé so d6 va tién hanh phét thao so d6 hién trang, sau khi phat thao so do
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hién trang sé tién hanh xac dinh céc thong tin con thiéu lién quan toi vé so db (dong
chay thdng tin, dong chay nguyén vat liéu) va budc cudi cung 1a v& so dd VSM hién tai.
Budc 3: V& so d6 chudi gié tri twong lai va ké hoach hanh dong

Sau khi thyc hién xong buéc 2, nhém thuc hién s& dya vao so dé VSM hién tai di v&
dé cing nhau thao luan dua ra cac ¥ twong cai tién, dwa vao nhitng cai tién sé tién hanh
V& so d6 chudi gié tri twong lai. Nhom thyuc hién s& xay dung ké hoach hanh dong va
theo dbi dya theo so d6 tuong lai da vé.

Budc 4: Trién khai ké hoach

Tién hanh thuc hién cac cai tién va tao mot moi treong cai tién lién tuc
Budc 5: Biéu chinh

Tién hanh cac cudc hop dé diéu chinh gia tri chudi dinh ky dwa trén ké hoach hanh
dong véi noi dung: danh gia viéc trién khai va két qua dat duoc, cap nhat ké hoach trién
khai, xac dinh cac kho khan va tré ngai phat sinh.
2.2.1.4. Loiich ciia so dd dong gia tri

So do chudi gia tri (Value Stream Mapping — VSM) 12 mot phan trong quy trinh cai
tién lién tuc Lean. Va xéac dinh nhiing yéu té c6 trong chudi gia tri thuong 13 budc dau
tién trong quy trinh Lean. So dd chudi gia tri giup doanh nghiép c6 cai nhin tong quat
hon vé cong viéc kinh doanh va gitip nha quan 1y cai tién quy trinh kinh doanh/san xuat
13 rang va hiéu qua hon. Ngoai ra, diém nbi bat cta so do chudi gia tri 13 c6 thé kéo dai
cac loi ich trong nhiéu nam ké tir khi né dugc ung dung vao quy trinh kinh doanh/san
Xuét.

Phéc thao nén mot birc tranh toan dién vé quy trinh: Khi 4p dung So d6 chudi gia tri
cho timg phan trong quy trinh kinh doanh/san xuat, doanh nghiép s& thdy duoc bic tranh
toan canh nhung sau sat vao van dé kho khin trong quy trinh ctia minh ma lic trude co
thé khong dé y thdy. Chudi gia tri nhuw mét birc tranh dang ké cho doanh nghiép nghe
1am thé nao dé san xuat hoic cung tng dich vu ding nhu mong mudn cta khach hang.
Vi cach nhin nhan nhu vy, doanh nghiép sé thay dugc phan nio 1a can thiét, phan nao
c6 thé chinh stra hay cat bot trong quy trinh san xuat/kinh doanh.

Xéc dinh céac loai hao phi: Mt trong nhiing 191 ich 16n nhét cia So dd chudi gia tri
1a c6 thé sdm nhan dién dugc hao phi — 1a nhiing gi khong mang lai gia tri ting thém

cho khach hang va ho khong sin 10ng chi tra cho chung, cu thé 1 7 loai hao phi thuong
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gap nhét, bao gém: Van chuyén, Ton kho, Chuyén dong thura, Cho doi, San xuét du, San
xudt khong can thiét, San pham hu/ 16i.

Pon gian hoa viéc cai tién quy trinh: C6 thé dung phwong phap so dd chudi gié tri dé
tao nén mot nén tang giao tiép chung giita nhom cai tién va cac bén lién quan. Ngoai ra,
so d6 chudi gia tri ciing cho phép thtr nghiém tinh toAn mot vai giai doan trong quy trinh
ma khéng giy anh huéng cho cac phan con lai. Nén c6 thé dung so d6 chudi gid tri 1én
ké hoach cho ci tién, Kaizen hoic cac nguyén 1y cai tién khac mot cach dé dang.
2.2.1.5. Cac dinh nghia sir dung trong so' dd dong gia tri (VSM)

Takt-time:

Theo Dennis (2015):

Nhip san xuat (Takt time) Ia thoi gian can thiét dé ting cong doan san xut ra
mot don vi san phém duoc tinh toan dua trén nhu cau san xuét va thoi gian
lam viéc. Takt time cho biét bao nhiéu lau can phai hoan thanh mot san pham
dya trén nhu cau cta khach hang. Dya vao Takt time, nguoi diéu d6 san xuat
biét dugc phai phan chia cong viée va b tri may moc thiét bi sao cho thoi gian
lam viéc thuc té trén ting cong doan gan nhit v6i Takt time. Thuc hién ding
tdc do san xuat theo Takt time giup dong nhét hoa tdc do trong toan bd day
chuyén san xuit. Pam bao san xuit theo Takt time nghia 1a doanh nghiép c6
thé giao hang dung han cho khach hang.

Thoi gian san xuat don vi (trung binh) dé dap Gmg nhu cau khach hang.

- Takt-time =T/n

- T: thoi gian 1am viéc duoc giao dé san xuat don hang.

- N: s0 lugng san pham (don hang)
Value added time: Thoi gian gia tang gia tri cho khach hang, thoi gian ma cong nhan
hodc may méc co cac tac dong truc tiép 1am thay d6i hinh dang, tinh chat san pham.
Lead time: Khoang thoi gian giita luc dit hang va giao hang. Thoi gian dé tao ra mot
san pham qua toan bd moi quy trinh hodc mot dong gia tri, tir lic dat hang téi khi giao
hang t&1 tay khach hang trén VSM.
Cycle time: Thoi gian can thiét (thuc t€) dé 1am ra mot san pham (san pham dé dang),
1a thoi gian ma ctr sau mot khoang thoi gian nay thi mot san pham (san pham dé dang)

dugc tao ra. N6 bao gdm thoi gian 1am viéc ciia may/cong nhan va thoi gian di lai, cho
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doi.
Thoi gian ton kho (Inventory time): Chi sd ndy phan anh ning lyc cAn bang san xuét va
cht dong ké hoach san xuat nham giam lang phi ton kho

IT = Tong s6 san pham ton kho/SH san pham dugc san xuit ra trong mot don vi thoi
gian.
Sb cong nhan van hanh (Operator): S6 lugng cong nhan lam viée trong timg cong doan.
S6 luong may méc (Machine): May moc hoat dong trong cong doan
San pham do dang (WIP): Cac san pham chua hoan thanh, dang nim trén diy chuyén
san Xuat.
San pham dé dang giita 2 cong doan: Luong san pham d¢ dang ton kho gitta 2 cong
doan san xuét.
Chat lugng cong doan (Quality): Chat luong ciia san pham do dang qua ting cong doan.
2.2.2. COng viéc tiéu chuan

Cong viéc tiéu chuan (Standardized Work — SW): La sy t6 chue ¢6 thtr tu va cé hiéu
qua dé khi san xuat ra san pham. Cong viéc tiéu chuan dam bao cac huéng din va qua
trinh dugc truyén dat va xac dinh mot cach rat chi tiét dé cac gia thiét khong dang vé
cach thirc ma cong viéc duoc thuc hién va su thiéu nhat quan duoc loai bo. Thao tac cuia
cdng nhan chinh 14 trung tdm ctia cong viée tiéu chuan, duoc st dung dé két hop theo
cach tot nhét giita nguoi va may nham giam chi phi, dam bao an toan, nang cao chat
lurong, kha nang thao tac. Muc tiéu cua cong cu nay la gidp cho cac thao tac cong nhan
thue hién ludn chinh x4c va nhat quan cho tat ca cc chu trinh cong viée ciing nhu ting
chu trinh.

Cong viéc tiéu chuan trong Lean Manufacturing thuong bao gdm cac yéu t sau:

Trinh tu thao tac chuan: CAc trinh tu va thao tdc ma ngudi thuc hién bat budc phai
tuan thu s& dugc liét ké. Trong viéc mo ta thi dén timg cir dong tay ctia ngudi thyuc hién
cong viée trong diéu kién 1y twong can dugc thé hién chi tiét. Gilp cho céng nhén trong
cac phan xudng thuc hién théng nhit v6i nhau, tranh nhitng sai biét c6 thé gay ra phé
pham

Thoi gian thao tac tiéu chuan: Nhip thao tac (Takt time) 1a khoang thoi gian chuan dé
tao ra mot san phém gitp cho viéc xac dinh lugng san phélm san xuAt trong mot gio lam
viéc hay mot ngay tir d6 tinh toan thoi gian dé hoan thanh 16 hang ciing nhu xac dinh
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tién d6 san xuat. Pé dong chay lién tuc dugc dam bao khong dé hang héa & dong trén
chuyén san xuat cling nhu trong kho ban thanh phim va thanh pham thi diéu kién co ban
14 tai mdi qua trinh san xuét nhip thao tc duoc theo dbi va quan 1y.

Mirc ton kho tiéu chuan trong quy trinh: La s luong nguyén liéu/san pham do dang
t6n kho tdi thiéu can thiét ¢é dam bao duy tri & nhip thao tac chuan cua vj tri qua trinh
va tranh sy dinh tré, thoi gian cho, ding khong can thiét. Day con 1a co sé dé thyc hién
Kanban - st dung dé tinh chu ky va s6 luong cip hang theo yéu cau ctia cong doan trude.
2.2.3. Quan ly bing cong cu truc quan

Céc hé théng quan 1y bang tryc quan, cho phép cong nhan ciia xudng dugc thong tin
day du vé quy trinh san xudt, tién d6 va cac thong tin quan trong khac gitp ho lam viéc
¢6 hiéu qua nhat. Cac cong cu tryc quan thudng dung:

Céc bang hién thi truc quan: La ngudn thong tin tham khao cho cong nhan gdm cac
bang do luong hiéu qua, biéu d6, cac luu d6 cua tai lidu va thu tuc quy dinh. Vi du nhu
tai cong doan chit cta phan xudéng may 2 c6 cac bang hién thi tryc quan nhu céc biéu
d6 vé ty 1¢ san pham 15i, luu trinh san xuat bd phan dau vao, bang thong ké cac 161 xuat
hién trén vat tu dé dua vao d6 cong nhan co thé tranh chit nhiing phﬁn vat tu bj 10i.

Céc bang kiém soat bang truc quan: Gidp cho thanh vién nhém duogc bao hiéu hay
kiém soat diéu chinh. Trong d6 gom ca thong tin theo ddi chat luong, cac thong tin vé
tién do san xudt,...trong cac bang. Vi du cac bang thong tin vé san luong, nang suat thuc
hién theo gio dugc cap nhat lién tuc dé ban quan 1y kiém soat qua trinh san xuat va dua
ra nhitng diéu chinh kip thoi va phi hop.

Céc chi dan bang hinh anh: Ludng vat tu ciing nhu thong tin dugc truyén dat cho cac
cong doan san xuit dugc quy dinh hiéu qua hon chinh 1a tac dung cta cong cu nay.
Nguoi ta thuong dung nhitng 6 dé vé cac khu chira cong cu san xudt va cac khu thanh
pham, nguyén vat lidu trong nha may san xuat. Vi du ddi véi méi ma giay s& c6 mot quy
trinh cong nghé gdm yéu cau ky thuat, kich thude, hinh dang mdi chi tiét dugc treo tai
cac cong doan dé cac cong nhan dya vao d6 thuc hién cac thao tac theo quy dinh.

2.2.4. Chat lwong trong qué trinh

Theo Dennis (2015):

Jidoka la hé théng ma day chuyén c6 kha ning phat hién duoc cac su cb bat

thudng, cac van dé chat luong hodc cham day chuyén va cé thé tu dong ding day
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chuyén. Bang cach nay, tu dong hoa gitip ngan chin dugc cac san pham kém chat
lwong duge dua dén cac cong doan tiép theo va khong xay ra I5i bat thuong.

Theo Liker (2004):

Muc dich cua Jidoka nhim ngin ngira cic nguy co xay ra sy c6 trong qua trinh
san xuat hoac phét hién cac van dé truéc khi né xay ra. Jidoka ciing gitp phat
hién 131, ngin ngtra va kiém soét sai hong.

Tom lai, chat luong trong qua trinh (trong tiéng Nhat c6 tén JIDOKA) 14 viéc dam
bao "Lam dGng ngay tir lan dau tién" nham ngin ngira su sai 161 xuat hién hodc s& nhanh
chong phat hién duoc néu co sai 16i trong qua trinh san xuat thong qua co ché dua dam
bao chét luong vao. Khi trién khai Lean, chit lwong trong qua trinh c6 thé bao gdm mot
s6 biéu hién sau:

Kiém tra trong qua trinh: Ngudi thao tac sé tryc tiép thuc hién viéc kiém tra trong
qua trinh, khong phai dugc thuc hién doc 1ap boi nhéan vién kiém tra. Kiém tra chat luong
khong phai 1a mot qua trinh doc 1ap ma 1a mot phan cta cong doan san xuat theo Lean
Manufacturing. Mic du van ton tai bd phan kiém tra doc 1ap nhung bo phan nay thuong
han ché trong vai tro xac nhan do tin cdy cua viéc kiém tra trong qua trinh hodc voi viéc
kiém tra cac dic tinh trong phong do ludng.

Kiém tra tai nguon: Nhan vién kiém tra can kiém tra nguyén nhan cia sai 15i cht
khong chi kiém tra dé phat hién sai 161, bao gSm céc diéu kién kiém soat san xuit. Bo
phan kiém tra chat luong dugc chu trong hon trong vai trd cia ho, bﬁng cach tiép can
nay, dé xac dinh ddi sach chdng tai dién ciing nhu hudéng din dbi sach nay véi nguoi
thuc hién cong viée voi viée tim hiéu nguyén nhan gbe cua cac sai 16i.

Phén cong trach nhiém rd rang trong cong nhan: San pham ma cong nhan thudc cong
doan trudc ban giao cho cong doan lién ké thi ho hoan toan chiu trach nhiém vé chat
lugng san pham ho 1am ra va khi trén san pham c6 phat sinh khuyét tat thi ho s& nhan
trach nhiém.

Phong ngira sai 16i (Poka Yoke):

Shingo (1989) cho rang cac van dé vé 16i san pham, hong héc trong qué trinh san

Xudt gdy ra hoan toan c6 thé duoc loai bé thong qua hé théng Poka-Yoke.

Theo Dennis (2015):

Muc tiéu ctia Poka-Yoke nhiam kiém tra duoc 100% cac san pham va dua
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ra dugc céc phan hdi nhanh chong vé cac van dé, sy c6 dé dua ra cac canh
bao hodc dimg day chuyén kip thoi.

Ngtng quy trinh ¢6 chil ¥: Khi phat hién sai 16i s& dimg hoat dong san xuét lai cho
dén khi khic phuc dugc nguyén nhan gay ra 161, gilp vin hoa khéng nhan nhuong khuyét
tat dugc duy tri dong thoi viée san pham 13i chuyén sang quy trinh sau ciing nhu gay
nhiéu hau qua nghiém trong hon s& dugc ngin chin kip thoi.

2.2.5. Phwong phap 5S

Phuong phép 5S bao gdm mét s6 cac hudng dan vé t6 chire noi 1am viéc nhim sép
xép khu vue 1am viéc ctia cong nhan va tdi uu hiéu qua cong viéc.

Sang loc: Phan loai nhitng gi can thiét va nhitng gi khong can thiét dé nhiing thir thuong
dugc can dén ludn c6 sin gan ké va that dé tim thay. Nhitng mén it khi hay khong can
dung dén nén dugc chuyén dén noi khac hay bo di.

Sap xép: Sap xép theo thir ty dé dé l1ay nhirng thir can thiét. Myc tiéu clia yéu cau nay
la gilip cdng nhan giam sb thao tac thuc hién cho mot cong viéc dén murc tdi thiéu. Vi
du, hdp cong cu cho nhan vién bao tri hay nhu cau can st dung céc loai cong cu khac
nhau cta cong nhan. Trong hop cong cu, xép timg dung cu & mot noi cd dinh dé ngudi
stt dung khong mét thoi gian tim kiém ma co thé 1iy duoc cong cu minh can nhanh
chéng. Cach sip xép nay ciing co6 thé ngay lap tic giup nguoi sir dung biét duge dung
cu nao da bi that lac.

Sach s&: Nham ngin nglra cac van dé phat sinh do vé sinh kém bang cach giit khu
vue 1am viée va cdc may mac sach s&. Mot trong nhirng tac nhan chinh giy nhiém ban
mau trén san pham hay gay 18i cho bé mat 14 byi ban trong mét s6 nganh. O mot s6 cong
ty, dé tang ¥ thirc vé muc d6 buyi ban, ho da ting do chiéu sang noi 1am viéc dong thoi
cho son thiét bi va noi 1am viéc véi mau sang.

San soc: La viée chuan hoa 3S dau tién va duy tri dinh ki mot cach c6 hé thong.
Nhitng quy dinh chuan c6 thé duoc nguoi ta 1ap nén trong d6 néu rd tan sut, cach thic
trién khai 3S tai ting vi tri va pham vi trach nhiém cua mdi c4 nhan vé 3S dé dam bao
3S duoc duy tri. S4 13 mot qua trinh trong d6 can bd cong nhéan vién trong mot to chirc
duogc phat trién va rén luyén ¥ thic tuan th.

Sén sang: La tao théi quen tu giac tuan thi nghiém ngit cac qui dinh tai noi 1am viéc.

San sang dugc thé hién & y thirc ty gidc ddi véi hoat dong 5S cua nguoi lao dong. Tam
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quan trong cua 5S déu duogc cac thanh vién nhan thic 3, chu dong va tu giac két hop
nhuan nhuyén cong viéc véi cac chuan muc 5S nham mang t6i hiéu qua cao hon vé ning
sudt cong viéc ca nhan néi riéng va ning suat chung ciia cong ty noi chung.
2.2.6. Hé théng Kanban

e Dinh nghia:

Kanban 1a mot phuong phap quan 1y, cong cu trao d6i thong tin trong san xuat theo
co ché kéo thong qua viée sir dung cac ky hiéu bang hinh anh, nhu thé mau, cac phiéu
lién lac gitra cac cong doan dé khi cong doan sau cd yéu cau dau vao/san pham s& bao
cho cong doan trudc biét.

Theo Ohno (1988):

Kanban 1a mot cong cu thuc hién Just In Time nham muc dich huéng dan cung
cap hang hoa hoic huéng dan san xuat nhiing thi can thiét vao thoi diém can
thiét véi sb lugng can thiét. Thuc hién ap dung Kanban gitp loai bé céc lang phi
Vvé san xuat thira, 1ang phi luu kho.

e Phéan loai: Co 3 loai thé Kanban chinh

Kanban san xuat: Loai Kanban ndy dung dé thong bao cho diy chuyén san xuét khi
hang di giao di viéc ho cin san xuét san pham, chi tiét dé bu vao luong hang do.

Kanban 1ay hang: Loai nay dung dé thong bao v&i khu vuc chira san pham do
dang biét can phai giao hang.

Kanban tin hiéu: 14 loai ding dé théng bao ké hoach cho cac cong doan san xuit.

e Lgiich Kanban dem lai:

Giam su 10i thoi cua san phém va hang tdn kho: Khi cac bd phan da dugc hop thanh
néu chua that sy can thiét s& khong dugc chuyén giao, diéu nay giup khong gian luu trit
duge giam thiéu. Néu can duoc nang cép thiét ké san pham hodc thanh phin cua san
pham thi viéc nang cip s& duoc din ra cang sém cang tbt trong khau san pham cudi
cling. Vi vay s& khong c6 cac thanh phan/san pham 15i thoi va san pham ton kho.

Giam phé liéu va chét thai: V&i Kanban, khi can thiét cac thanh phan va cic san pham
m&i duoc san xuat. Piéu nay gitp viéc san xuat thira dugc loai bo. Cho dén khi can thiét,
nguyén liéu thé méi duge giao cho, gitp chi phi luu trit duoc cat giam va giam thiéu

chit thai.
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Cung cép su linh hoat trong san xuét: Néu nhu cau cho mot san phém dot ngdt co su
sut giam, Kanban, dam bao ban khong bi mic ket v6i hang ton kho du thira. Diéu nay
mang dén cho ban su linh hoat dé dap tGng su thay d6i cua nhu cau mot cach nhanh
chong.

2.3. Céccong cu hd tro
2.3.1. Bang kiém tra

Bang kiém tra, d6i khi con duoc goi la bang ké, dugc xem nhu la cong cu chinh dé
thu thap s6 liéu. Muc dich quan trong cta bang kiém tra 1 1am cho ngudi sir dung thu
thap va t6 chuc dir liéu mot cach hiéu qua va dé phan tich.

Céc dang bang thu thap dir liéu:
Bang kiém tra phan loai: dung dé phan loai theo dic diém nhu 1a 16i hay khuyét
tat cua san pham, dich vu can phai kiém tra.
Bang kiém tra dinh vi: chi ra vi tri cua cac 16i thuong xay ra trén hinh cua san
pham kiém tra
Bang kiém tra thang do: chia thang do d¢ thuan tién cho viéc danh dau, kiém tra
c4c thdng s6 can do.
Danh sach kiém tra: kiém tra cac danh muc can thiét dé hoan thanh céng viéc.
2.3.2. Biéu d6 tan s6

Biéu dd tan sé d6i khi duoc goi 1 biéu d6 cot hay biéu dd phan bd mat do, 13 mot
tom tit bang hinh anh vé su bién thién mot sé liéu. Ban chat hinh anh caa biéu db tan sb
la so voi khi nhin ching trong mot bang sé thong thuong s& cho phép ching ta nhan
thay nhitng mau théng ké dé dang hon.

2.3.3. Biéu do Pareto

Con c6 tén 1a luat 80/20 (80% chi phi xuat phat cha yéu tir 20% nguyén nhan c6 thé
Xay ra). nguoi dau tién quan tam dén khai niém “mot vai cai quan trong” va “nhiéu cai
khong quan trong” la Juran.

Pareto thuc chat chinh 1a biéu d6 hinh cot phan anh céc dit liéu thu thap duoc, sap
Xép theo thir tu tir cao dén thap, chi rd cac vin dé& duoc wu tién giai quyét trudc. Kiéu
sai s6t pho bién nhat s& dugc nguoi ta thay rd khi nhin vao biéu d6, Viéc khic phuc van

dé s& dugc xép theo tha ty wu tién cling nhu két qua cua hoat dong cai tién qué trinh.
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CAC LOI GAY KHUYET TAT SAN PHAM

350 100.00%
300 90.00%
80.00%
250 70.00%
200 60.00%
50.00%
150 40.00%

100 30.00%

20.00%

50 I l B 10.00%
0 - 0.00%

Méogét Vésinh  Chidw  Néichi Dép, gdp Mi giay bi Lotnhan Binh got
do, dinh bién khong tray xudce dun cao thap
keo déu

s Tong s616i === Phin trim tich lily
Hinh 2.3: Biéu db Pareto
Nguon: Téng hop cua tac gid

Qua biéu do, ching ta c6 thé thiy méo gét, vé sinh do, dinh keo, chi du va ndi chi &
4 nguyén nhan chinh chiém hon 80% nguyén nhan gay ra khuyét tat san pham. Nguyén
nhan chinh gay ra van dé sau khi nhan dién duoc, nha may di tim nguyén nhan gbc ré
va dua ra cac bién phap dé khic phuc.
2.3.4. Biéu d6 nhan qua

Biéu db nhan qua (biéu dd xwong c4) duoc Gido su K.Ishikawa cua truong Pai hoc
Tokyo xay dyng nam 1943, phuong phap nay ding dé phan tich quy trinh. Méi quan hé
gitta nguyén nhan va hau qua s& duoc thé hién 1a muc dich cua biéu d6, hau qua chinh
la van dé xay ra va nguyén nhan la cac yéu to tac dong dén né. Biéu d6 nhan qua co thé

gilip cac van dé duogc loai bo bang cach ngan chin cac nguyén nhan caa ching.

Con nguoi May moc Do luong

Moi truong Nguyén liéu || Phuong phép
Hinh 2.4: Biéu d6 nhan qua

Nguon: Téng hop cua tac gid
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CHUONG 3: PHAN TICH THUC TRANG VA
NHAN DIEN CAC LOAI LANG PHI
TRONG QUA TRINH SAN XUAT TAI NHA MAY 1 -
CONG TY CO PHAN PAU TU THAI BINH

3.1. Thuc trang 4p dung Lean Manufacturing tai Nha may 1
3.1.1. Ung dung cbng cu 7S
e Thoi diém &p dung:

Ké tir nam 2013, 5S d3 dwoc &p dung tai cac phan xudng caa nha may va 5 duoc cai
tién thanh 7S sau mét thai gian, bao gdom: sang loc, sap xép, sach s&, sin soc, san sang,
an toan va tiét kiem

e Muc tiéu thuc hién 7S ciia nha may nham:
Xay dyng y thizc cdng nhan vién ¢ timg phan xudng trong viéc cai tién va sap xép céac
vat dung tai noi lam viéc tao méi truong lam viéc thdng thoang, khoa hoc; nang cao
nang suat, chat lwong san pham; tiét kiém thoi gian va chi phi

e Hinh thic tuyén truyén:
O mdi phan xudng dugc dan 2 bang to vé 7S gilp moi ngudi dé dang nhin thay, hiéu vé
y nghia va lgi ich cua 7S

e Thuc trang 7S tai cac khu vuc nha may:
Khu vire vin phong: Mdi nhan vién déu dugc trang bi ban 1am viéc riéng, sap xép gon
gang, moi truong 1am viéc sach s&. Cac loai ho so, tai liéu dugc luu trir gon gang, co ta
dung hd so nhung tuy nhién vj tri sap xép hd so theo kiéu tu quy dinh chua c6 nhin dan
bén ngoai dé nhan biét céc loai hd so.
Khu virc san xuat: Bao gém xudng may va go:

Tai cac phan xudng may, c6 vach ké phan cach giita 16i di va khu lam viéc cua cong
nhan. Cac phan xudéng déu cd cac biéu mau huéng din vé danh sach phong chay chira
chéy, hudng dan sir dung cdi bao chay, céch sir dung binh chira chay, so do thoat hiém,
huéng dan so cap ctru ban dau, trang bi cac loai may dé cap ciru trong trudng hop bi tai
nan lao dong. Cac may may trong phan xuéng néu khong duogc sir dung s& dugc pha vai

1én, ddi voi cac may con sir dung tiép sé dugc gan bang “Cho sir dung” va dé ¢ goc cudi
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phan xudng, con may may khéng sir dung nita s& duoc chuyén vao kho. Vé san pham
do dang trén chuyén, cac loai san pham dé dang dugc sip xép gon gang, duoc chua
trong cac khay dung va dit dung quy dinh. Cac ké dung dao chat vat liéu dau vao duoc
sap xép gon gang, dao nao it dung s& dugc dé phia trong, cac dao chit dugc sip xép theo
size va theo ma giay d& dang cho cong nhan tim kiém, khu vuc tap két dao sau khi chat
duoc phan chia gon gang khong c6 trudng hop dé dao tly y. Tuy nhién, san pham do
dang chiém dién tich dang ké tai noi san xuat bao géom nguyén vat liéu tir cong doan
trude dua t6i, san pham dé dang trén chuyén va ton kho thanh pham cudi chuyén dé
chuan bi dua vao cong doan go.

Tai cac phan xudng go, noi lam viée déu dugc phan cach véi 16i di, cac bién hudng
dan phong chay chira chdy, huéng dan so tan khi héa hoan dugc treo tai noi lam viéc
tuong tu cac xuong may. Xudng go gom c6 4 chuyén go dong, mdi chuyén dugc sap
xép thang hang va song song véi nhau, cac chuyén dugc phan cach véi nhau bai 16 di
duoc ké vach kha thong thoang thuén loi cho viéc di lai ciia cdng nhan va giam sat cua
quan ly. Tuy nhién tai khu vuc go chua c6 cac biéu mau 7S, goc 7S dé kich thich tinh
than thi dua gifta cac chuyén, chua c6 bang danh gia tinh hinh vé sinh noi lam viéc.
Khu vuc kho: Tai phan xudng duoc bd tri khu vuce dé nguyén vat liéu thuan loi cho viéc
van chuyén, nhitng nguyén vat lidu gon nhe s& dugc bé tri dat phia trong va cac nguyén
vat liéu cong kénh, kho van chuyén s& duoc dit phia ngoai. C6 vach phan céch 16i di va
khu vuc dé nguyén vat liéu. Sap xép gon gang va vé sinh sach s& cac nguyén vat liéu.
Tuy nhién khu vuc dé nguyén phu liéu nhu hoa chét, vai lau, chi may, tem size chua
duogc sap xép gon gang va chat thanh déng. O kho dong géi, giay sau khi dugc dong vao
thung duoc xép gon theo ma giay va theo tirng khach hang, tuy nhién dién tich kho nho
nén 16i di kha hep.

Khu vyc chung: Bai dd xe caa cdng ty c6 cac vach ké phan chia 16i di va cac 6 dé xe,
thuan loi cho viéc di chuyén, xe xép dung vach quy dinh. Khu vuc chung ciing duoc

phan chia 16i di cho xe chd hang va 16i di danh cho cong nhan vién.
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Hinh 3.1: M6t s6 hinh anh vé ap dung 7S tai phan xudng

Nguon: Tong hop cua tac gia
e Chinh sach kiém tra, giam sat viéc thuc hién 7S:

Theo quy dinh, viéc thuc hién 7S s& duoc tién hanh danh gia hang tuan boi ban danh
gi4, tién hanh 1ap bién ban néu c6 khu vuc vi pham bi phét hién, hoic guri ban danh gia
thuc hién 7S hinh chup, béo cao bang hinh anh s& duoc ban danh gia giri 1én Ban Giam
Déc, sau d6 s& guri lai noi dung vi pham dé tién hanh sira chira vé bd phan chiu trach
nhiém.

Viéc danh gia bang cach trir diém thi dua vi pham s& duoc tinh nhu sau:

Bang 3.1: Bang trir diém thi dua 7S

Lan tha nhat | Lan th hai Lanthaba | Lantha 4

Ldinhe | -5diém | -10diém | Khientrach | Canh cdo

bang bién | bang bién

L3inang | -10 diém -20 diém ban ban

Nguon: Tong hop cua tac gida

Tuy nhién, trén thuc té lai khong tuan theo quy dinh danh gia viéc thyuc hién 7S, bo
phan danh gia s& tién hanh xudng cac phan xudng, quan sat, kiém tra tinh hinh thyc hién
7S, goi nhan vién cua bo phan vi pham lai nhiac nho néu phat hién 13i cha khéng lap

bién bang theo quy dinh di dé ra
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Bang 3.2: Céc su kién lién quan 7S tai nha may

STT SU KIEN TAN SUAT
1 Hoi thao 7S 2 lan/nim
2 Ché d6 khen thuéng 7S | 3 thang 1 lan
3 Lanh dao kiém tra 2 lan/nam
4 Danh gia 7S Hang tuan

Nguon: Téng hop cua tac gid
Nhan xét: So véi quy dinh da dé ra, hién trang ap dung 7S dat khoang 70%. Nha may
chu trong quan tdm 4S dau gom sang loc, sap xép, sach s&, sin soc ciing nhu thyc hién
hang ngay. Tuy vay, han ché trong viéc thuc hién 7S van con nhiéu vi tai noi lam viéc
chua c6 cac biéu dd 7S, goc 7S dé theo ddi va danh gid qua trinh thuc hién. C6 su sap
Xép gon gang cac nguyén vat liéu & khu vuc kho nhung NVL chua c6 céac thé dé viéc
tim kiém ciing nhu nam bat duoc sé luong sé thuan tién hon. Vé S5, kién thic vé 7S thi
cong nhan da dugc nha may phd bién ciing nhu tao duoc thdi quen cho céng nhan vé
viéc chap hanh cac quy dinh 7S da dé ra. Boi véi S6, khau an toan trong qua trinh san
Xuat dugc nha may rat chu trong, tai khu vuc kho, khu vuc san xuét, khu vue vian phong
déu c6 cac biéu mau hudng dan vé cach so ciru khi bi tai nan lao dong, an toan, cach
phong chay chira chay,. V& S7 (tiét kiém), 1a viéc sir dung tiét kiém vat tu ma chu yéu
la & khau chat dau vao, diéu nay con tly thudc vao tay nghé cia cong nhan, cong nhan
gioi s& chat tiét kiém duoc vat tu hon. Nhin chung, viéc danh gia thuc hién 7S chua bai
ban, bo phan danh gia, kiém tra tinh hinh thyc hién 7S chwa danh gia, kiém tra ding quy
dinh. Tém lai, nhan thac duoc tim quan trong cua cdng cu truc quan 7S, kiém ra viéc
thuc hién hang ngay da duoc nha may dua ra quy dinh, vi vay tao duwoc mot moi truong
lam viéc sach s&. Bong thoi céc 1ang phi trong qué trinh san xuat ciing dugc han ché khi
ap dung 7S
3.1.2. Cai tién lién tuc (Kaizen)

e Thoi diém &p dung:

Tir dau ndm 2018, dé c6 thé tham gia vao chudi cung tng toan cau, nha may da co
nhitng budc dau trong viéc trién khai thuc hién Lean, day 1a nhitng quy dinh bat bugc
dé c6 thé tham gia vao chudi gia tri toan cau. Pau nim 2018, nha may c6 chinh sach phé

bién cac ly thuyét vé Kaizen cho cong nhan vién, bao gom cac hoat dong cai tién céa
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nhan, cai tién nhom, xay dung chuong trinh dé xuat ¥ tuang. Cac triét ly, nguyén tic
Kaizen duoc phd bién dén toan thé cdng nhan vién, gitp cdng nhan vién hiéu duoc gia
tri cta nhirng viéc cai tién.

e Khu vuc ap dung:

Nha may da to chirc mot khoa dao tao Lean bang cach moi chuyén gia trong linh vuc
nay vé giang day, cac nhan vién sau khi hoc xong khoa nay sé truc tiép tién khai & mot
chuyén cu thé dé danh gia hiéu qua, néu dat duoc két qua tdt s& thuc hién ¢ pham vi toan
nha may. Hién tai viéc ap dung Kaizen chi thuc hién nhitng buéc dau tai khu vuc Go 2.

e Chuong trinh KSS (Kaizen Suggestion System)

Nha méy di dé ra chuong trinh KSS tai cac phong ban, phan xuéng tir thang 2/2018
dén nay. KSS 1a mot hé thdng kién nghi bao gom tiép nhan va xir Iy cac ¥ tudng, dé xuat
cai tién cua coéng nhan vién (dugc thuc hién théng qua hinh thirc phiéu dé xuat va xay
dung hop thu dé cdng nhan vién truc tiép bo phiéu dé xuat cai tién) va hé théng khen
thuang (ban tin) nham biéu duong nhiing cong nhan vién c6 dé xuat cai tién duoc &p
dung, khuyén khich cac cong nhan vién khac dé xuat thém nhiéu cai tién.

Qua 2 nam thyc hién chuong trinh KSS, ¢6 rat nhiéu dé xuat va y kién cai tién cua
cdng nhan vién dua ra va duoc nha may &p dung. D4i v6i cac dé xuat dugc nha may
trién khai ap dung, céng nhan vién s& duoc khen thuong bang hinh thac biéu duong
hoac thuong nong tuy theo lgi ich mang lai cho nha may. Vi du nhu tai mot cong doan
may 2, trong qué trinh may cac chi vun thudng xuyén roi xudng san do ban may khéng
duoc thiét ké dé chtra chi vun, mot céng nhan tai chuyén da dé xuat thiét ké cac mang
doc theo cac ban may dé chira chi vun, ngan chi vun roi xudng san, giit dugc moi trueong
lam viéc sach s&. Pé xuat nay duoc nha may thong qua va da dugc cai tién thanh cac tui
chira chi cho dén nay, nha may da tién hanh biéu duong cong nhan truée toan bo cong

nhan nha may va cong diém thi dua dé xép loai khen thuong cudi nam.
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Trién khai
ap dung

Hinh 3.2: D& xuét cai tién mang chtra chi vun cia céng nhan

Nguon: Téng hop cua tac gia
Nhan xét: Tuy chi mai trién khai thuc hién duoc 2 ndm va con nhiéu bat cap nhung nhin
chung chuong trinh cai tién Kaizen da gop phan thuc day tinh than 1am viéc va kha nang
sang tao cai tién caa cong nhan vién trong viéc dé xuat cac y twong dé gilp nha may
ngay cang hoan thién, giam thiéu lang phi hiéu qua hon so véi trude day
3.2.  Xay dung so @ VSM nhan dién Iang phi trong qua trinh san xuat
3.2.1. Xay dung so' d6 VSM hién tai
3.2.1.1. Luwa chen san pham va khu vuc khao sat

a) Tiéu chi lwa chon san pham

Dé nhan dién duoc céc loai 1ang phi, can tap trung quan sat dong chay cua mot san
pham cu thé, tir IGc nguyén vat liéu dau vao cho dén Idc tao ra san pham hoan chinh.
Téc gia néu ra cac tiéu chi dé lya chon san pham dic trung va sau d6 tién hanh quan sat,
phan tich dé tim céc loai lang phi. San pham dic trung duoc lya chon phai c6 quy trinh
san Xuat va yéu cau chat luong dic trung, c6 kha ning sinh 10i cao, 1a san pham cong ty

c6 loi thé canh tranh va dinh huéng phat trién 1au dai. ..

Trang 39



e Quy trinh san xuit va yéu cau chit lweng

Céc tiéu chi danh gia chat lugng san pham: khi nhan don hang, céng ty phai 1am mau
cho khéach hang duyét, mdi mau dugc duyét 2 1an: 1an 1 1a duyét mau thir, xem mau san
pham cd két ciu da dap (ng yéu cau cua khach hang chua; 1an 2 1 sau khi san pham
hoan chinh.

Nhin chung, vi tat ca san pham cua nha may déu 1 giay, c6 mot quy trinh san xuat
va khung tiéu chuan chét luong chung. Do d6, c6 thé tiy chon ho san phdm mang dic
trung vé quy trinh san xuat ciing nhu yéu cau chat luong.

e Doanh thu ban hang dem lai

Bang 3.3: Bang thong ké doanh thu cé&c ho san pham 2019

Decathlon Skechers Wolverine
DT BAN HANG | 499.786.079.411 633.586.843.712 948.956.371.925
SAN LUONG 3.598.716 1.520.724 4.099.810
DT VND 138.879 416.635 231.464
DT USD 6 18 10

Nguon: Phong Qudn tri tong quat va Kinh té téng hop

Dua vao bang doanh thu ta c6 thé thay trong nam 2019, dong giay cua Wolverine
mang lai doanh thu cao nhat trong 3 khach hang.

e Loi thé canh tranh va dinh hwéng cia nha may

Vi nha may san xuét giay cho ba khach hang c6 thuong hiéu ndi tiéng, nén muc do
kho cuia don hang cao vé yéu cau ki thuat hay vé chat luong. Pon hang cua khach hang
Wolverine kha kho nhung ngay cang ting luong dat hang nhiéu hon chang té nha may
da san xuat hang hang dap ung duoc yéu cau cia khach hang nghia 1a nha may dap tng
dugc chat luong yéu cau ma khach hang Wolverine dé ra, do d6 nha may ciing c6 thé
dap tng va san xuat duoc gidy cho nhimg don hang tir cac khach hang khéc. Vi vay, nha
may dang tap trung vao dong giay cao cap cho Wolverine dé gii thiéu san pham dén
vé6i nhitng khach hang cao cap khac.

Trong dong giay cao cip cua Wolverine c6 nhiéu loai mi giay khac nhau, duéi day
la biéu do Pareto vé lwong dit hang cho cac san pham thudc dong gidy cao cip caa

Wolverine trong 3 thang dau nam 2020.
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Céac ma giay thudc dong giay cao cap cua Wolverine

30,000 100.00
90.00
25,000 80.00

70.00
60.00
15,000 50.00

40.00
10,000 30.00
5,000 20.00
10.00

0 0.00

QUEST QUEST QUEST HEXBASE HEXHI HEX SLIP
MID MOD SLIP ON

20,000

m S6 lugng =% tich lily

Hinh 3.3: Bicu d6 lwong dat hang cac san pham thudc dong gidy cao cap cua
Wolverine trong 3 thang dau nam 2020.

Nguon: Bé phdn qudn trj tong quét va kinh té tong hop

Trong ba thang dau nam 2020, luong dat hang cho ma giay QUEST MID chiém s6
lwong nhiéu nhat (27.802 doi) véi ti 1é 23% trong cac ma gidy thudc dong giay cao cip
cua Wolverine. Lan luot ké tiép 1a cac md QUEST MOD, QUEST SLIP ON, HEX
BASE, HEX HI, HEX SLIP ON. Luong dat hang cho ma gidy QUEST MID tang 1én
qua cé&c thang chang té nhu cau ddi voi ma gidy nay ting 1én va san pham cua nha may
dap tmg duoc cac yéu cau vé chat lwong cua khach hang, do nhu ciu ting cao va khach
hang ngay cang doi hoi khic khe hon vé chat lugng nén nha may hién tai dang dua ra
céc bién phap dé nang cao chat luong cho cac san pham thudc dong gidy cao cp cua
Wolverine néi riéng va cac dong giay nha méay dang san xuat néi chung.

Két lugn: Tir nhitng tiéu chi trén, tc gia chon ma giay QUEST MID thudc dong giay
cao cip cua khach hang Wolverine 1am san pham dic trung. Ma giay QUEST MID la
mi gidy co lugng dat hang nhiéu nhat trong 3 thang dau nam 2020 cia dong giay cao
cap cua khéach hang Wolverine va 1a ma gidy mang lai loi nhuan cao cho nha may hién

dang duoc san xuat tai phan xuong caa nha may.
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b) Khu vec khao sat

Hién tai nha may c6 2 khu vuc 1am viéc bao gom phan xuéng may 1 va phan xuéng
may 2. Phan xuong may 1 bao gdm may 1 va go 1, phan xuong may 2 bao gom may 2
va go 2. Ca 2 phan xudng déu c6 ning luc san xuat twong duong nhau, nhung theo tiéu
chi lya chon san pham dic trung thi ma giay QUEST MID thudc dong gidy cao cap cua
khach hang Wolverine hién tai dang dwoc san xuit tai phan xudng may 2 nén tac gia
chon khu vuc nay dé khao sat. Trong qué trinh tim hiéu va quan sét thuc té, tc gia nhan
thay tai khu vuc may 2 xuat hién nhiéu 1ang phi trong qua trinh san xuat nhu: san pham
do dang, san pham khuyét tat, thoi gian cho giira cac cong doan. C4c van dé nay xay ra
thudng xuyén trong cac ngay lam viéc. Chinh vi vay, tac gia s& chon khu vuc may 2 dé
khao sat nham tim ra céc 13ng phi va nguyén nhan gay nén céc lang phi nay.

Sau khi xac dinh dugc ma gidy dic trung va khu vuc khao sat, tac gia sé tién hanh

lap so dd SIPOC dé nhan dang cac yéu t6: nha cung cap, dau vao, qua trinh, dau ra,

khach hang.
S I P o) C
Suppliers Inputs Process Outputs Customers
Da Qua trinh san Giay Wolverine
Ta"_y may Xuat ra san -
bé pham
Cong nhin
May moc
|
Kiém tra,

Chit Lo Lang |[» Inép | Dongbd [» May (» Go |—»

dong gdi

Hinh 3.4: So d6 SIPOC cua ma gidy QUEST MID
Nguon: Téng hop cua tac gia
Nhin vao so @6 SIPOC ta c6 thé hinh dung qué trinh san xuat 1 san pham, céc yéu t6
quan trong trong mot qua trinh, nam ré duoc cac budc cong doan ma 1 san pham di qua.
e M0 ta qua trinh san xuit
Cong doan chat: Nguyén vat liéu 1a c4c loai da, tay duoc nhap tir tdng kho vé kho nha

may. Tai khu vuc kho, s& tién hanh do dac va cung cap nguyén vat liéu cho bo phan chat
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theo ké hoach, tai cong doan chat, vat tu s& dugc chat thanh nhitng hinh dang c6 dinh
nho vao céc loai dao chit. Sau khi chit xong s& chuyén qua cdng doan lang.
Cong doan lang: Céc chi tiét da duoc lang mép ngoai dé giam bét do day cua da, dé
dang cho viéc may 2 chi tiét da lai véi nhau.
Cong doan in ép: Tién hanh ép tem size vao ludi gia hay than ngoai s& duoc an logo cua
khéach hang.
Cong doan dong bo: Thuc hién dan cudng luc cac chi tiét, in, td bién cac chi tiét sau d6
d6ng bo dé vao chuyén may.
Cong doan may: Thuc hién cac thao tac: may chap ludi ga, boi keo dap té canh chap,
may Vvién ludi ga, may din bién ludi g3, may dan bién mi, may dan bién I6t vong cb,
may webbing than, may chap than, may dan bién than, xén 16t du, may két mili, may
dan bién chan ban, may zigzag g6t, may dan bién got ngoai, may din bién chop mili,
may chap 16t vong ¢ vao mii giay, phun keo dan dém c6 va Ion 6 gidy, may dan chan
g0 va xén 16t du, v¢ sinh mil giay.
Cong doan go: San pham dé dang tir chuyén may s& duoc dua lén chuyén go qua céc
cdng doan: dinh hinh gét; may rdt miii; may Strobel; hap hoi nuéc; 16ng phom; go got;
QC kiém tra; luvu hoa; ké dinh vi; mai thd; quét keo va xir ly; rap dé; ép tong luc; can
keo dan 16t tay; ép da 16t tay; nhét gl rap nang; xo day, chinh day; do d6 hat miii; do
kim loai; dong goi.
Cong doan kiém tra dong goi: QC s& tién hanh Kiém tra, dong goi va chuyén vao kho
thanh pham cho xuit xuong.
3.2.1.2. Thu thap thdng tin vé so' dd VSM hién tai

Pé hoan thanh duoc bang théng sé cua hop qua trinh cua so d6 VSM, tac gia tién
hanh do c6 thong sé sau:
Takt-time: Takt-time 1 thoi gian can thiét dé san xuat ra mot san pham theo nhu cau
cua khach hang.
Takt-time = Thoi gian 1am viéc yéu cau mot ngay /nhu cau khach hang hang ngay
Khéach hang Wolverine dat hang véi s6 luong 2100 dbi/tuan (d6i véi 1 chuyén may) cho
ma gidy QUEST MID. Tuong duong vé&i 350 doi/ngay vi mdi tuan cong ty lam viéc 6
ngay tir thir 2 dén thir 7.

Trang 43



Thoi gian lam viéc cua tat ca cac cong doan 13 nhu nhau nén takt-time cua cac cong
doan déu bang nhau. Thoi gian 1am viéc quy dinh 1a 1 ca 8 tiéng tir 7h dén 17h, nghi
budi trua 1 tiéng.
Takt-time = 5x6960 — 82.29 (giay)
350

Value added time (Thai gian tao ra gié tri gia ting): Thoi gian khi cac san pham d¢ dang
dugc xu ly trong cadc may moc, cac thao tac cua cong nhan tac dong tryc tiép téi hinh
dang cua san pham dé dang (chat, lang, in ép).
Thoi gian khdng tao ra gié tri gia ting: C4c hoat dong cua cong nhan nhu thoi gian iy
san pham do dang dé xtr ly, may, thoi gian di chuyén nguyén vat liéu, san pham do dang.

Téc gia thyc hién do thoi gian cua cac hoat dong tao ra gié tri bang déng hd bam thoi
gian, s6 lan do s& 14 5 lan, sau d6 tinh trung binh cong ta sé duoc value added time cua
cong doan, cong tat ca cac value added time cong doan lai ta s& duoc value added time
qua trinh.
Cycle time: Thoi gian can thiét (thuc t&) dé 1am ra mot san pham (san pham do dang),
la thoi gian ma ca sau mot khoang thoi gian nay thi mot san pham (san pham do dang)
duoc tao ra. N6 bao gom thoi gian lam viéc ciia may/cong nhan va thoi gian di lai, cho
doi. Bé do thoi gian chu ky cua cong doan, tac gia sir dung dong hd bam gio dé do thoi
gian tir lGc cong nhan lay san pham d¢ dang 1én, dat san pham do dang vao may, thuc
hién cac thao tac gia cong san pham do dang cho dén luc dit san pham xuéng dé tiép
tuc lay san pham do dang tiép theo dat 1én may.
Down time: Thoi gian may mac nging hoat dong do hong hdc phai dimg dé sta chixa,
bao tri ngoai ké hoach. Bé co duoc sb lidu thdng tin nay, tac gia truc tiép thong ké sé
liéu tir ngudi van hanh cac may moéc. Poi voi cac loai may chat, lang, may déu cé ghi

lai thoi gian dung dé sira chita cac loai hong hoc.
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Bang 3.4:

Down time ctia may méc 3 thang dau nam 2020

Thoi gian Khu vyre Loai may Down time (phat)
DPdng bo May can nhiét 30
May 2 kim 40
1/2020 May 1 kim 40
May May Zigzac 120
Dt chi 15
GO May ép dé 60
Lang May 17 25
N May can nhiét 45
212020 bong bo May ho 35
May phun keo 90
May May 2 kim 30
Chat May 9 60
May May 2 kim 75
3/2020 \ May ép dé 120
c0 Méy hap 60

Nguon: Phdn xwéng may 2

Ty lé chat luong cong doan: Ty Ié chat lwong san pham dé dang qua timg cong doan

Tai cong doan chat, mac san pham tét dat 100% san luong thuc hién. Vi tai phan

xudng co treo cac bién quy dinh cac loai 16i trén vat tu nén mdi cong nhan déu nhan

dién duoc cac 15i va tranh chat tring phan da dinh céac 15i do.

Tai cong doan lang, in ép va ddng bd s6 lwong san pham thure hién déu dat chit lwong

100% vi cac thao tac nay dé thuc hién va déu la nhitng thao tac it anh hudng dén vat tu

nhu hoa dinh vi, ho vat tu, in logo 1én vat tu.

Déi véi cong doan may va go ty Ié san pham tét dat lan luot 89,97% va 93,64%.
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Bang 3.5: Bang ty 18 13i timg cong doan trong 3 thang dau nim 2020

Kiém
. Thoi gian don 9 .| Pong \ tra,
Thang hang Chat | Lang | Inép b May Go déng
goi
Ngay 6 dén 11 0% 0% 0% 0% | 8,84% | 6,0/% 0%
Thang 1 | Ngay 13 dén 18 0% 0% 0% 0% | 9,21% | 3,45% 0%
Ngay 20 dén 25 0% 0% 0% 0% | 10,1% | 6,12% 0%
Théng 2 Ngay 3 dén 8 0% 0% 0% 0% | 8,72% | 7,14% 0%
9% INgay17dén22 | 0%| 0% | 0%| 0%]10,19% | 547% 0%
Thana 3 Ngay 9 dén 14 0% 0% 0% 0% | 11,56% 7,1% 0%
9° 'Ngay23dén28| 0% | 0% | 0%| 0%]|1162% | 9,14% 0%
prend 0% | 0%| 0%| 0%|1003% | 636%| 0%
ICEI }clifg 100% | 100% | 100% | 100% | 89,97% | 93,64% | 100%

Nguon: Phong Quan tri tong quat va Kinh té téng hop

S6 ¢6ng nhan va may moc:

Cong nhan: S6 ngudi tham gia truc tiép vao qué trinh van hanh, gia cong san xuat va

cac nhan vién kiém tra chat luong gitra cac qua trinh. Thong tin vé sé liéu nay dugc truc

tiép xin dit liéu tir to truong & ting cong doan.

May méc: May méc dugc bo tri theo ting cong doan san xuat. Dé thu thap dit liéu

nay tac gia xin dir liu tir to truong ¢ timg cong doan.

e Cac thong so trong hop qua trinh

Bang 3.6: Thong s6 trong hop qué trinh caa so d6 VSM

Quatrinh | Takt- | Tongcycle | Value added | Cong | May | Ty léchat | Down
time | time (gidy) | time (giay) nhén maoc lwgng time
cong doan | (phut)
Chat 82.29 397.92 86.36 6 5 100% 60
Lang 82.29 110.40 93.21 2 2 100% 25
In ép 82.29 145.44 119.09 3 3 100% 0
Pong bo 82.29 344.16 208.51 5 4 100% 110
May 82.29 2005.55 1151.83 23 23 89,97% 410
Go 82.29 1641.60 983.5 38 36 93,64% 240
KT, dong goi | 82.29 208 0 2 1 100% 0

Nguon: Téng hop cua tac gia
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3.2.1.3. V& so do gia tri hién tai (VSM hién tai)

Ly do tac gia chon so d6 chudi gi4 tri VSM dé xac dinh ldng phi vi so do nay cho
phép nhin thay ca qué trinh san xuét, so 6 con cho thay dugc mdi lién hé gitta théng
tin va tu liéu dong chay va sau khi vé so db tac gia ciing xac dinh duoc cac hoat dong

tao ra gia tri va cac hoat dong khéng tao ra gia tri.
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e Giii thich so dé:

So db thé hién mdi lién quan giita dong chay thong tin va dong chay san pham. Dya
vao so do co thé nhan biét duoc céc loai lang phi bao gdm lang phi do ton kho va lang
phi do khuyét tat

Dong chay thong tin: Khi c6 nhu cau dat hang khach hang s€ lién hé vdi bo phan san
xuét thong qua don dat hang va céc cong cu lién lac nhu email va dién thoai. Bo phan
ké hoach sau khi tiép nhan don hang s& gri email vé nhitng nguyén vt liéu can thiét va
s6 lugng mdi loai dén kho nha may, va tir kho nha may s& van chuyén nguyén vat liéu
vé kho phu liéu may va kho phu liéu go. Pong thoi bo phan ké hoach ciing s& giri email
vé don dat hang t6i WCT may va WCT go, WCT may va go s& tién hanh in 1énh trén
SAP va truyén 1énh thii cong t&i cac bd phan bao gom WCT may sé truyén 1énh xudng
bd phan kho nha may, bd phan chit, bd phan lang, b phan in ép, bd phan déng b0, va
bd phan may, WCT go s& truyén 1énh xuéng bd phan go, kho phu lidu va kho thanh
pham. Céc b phan nay sé dua theo thong tin don hang tién hanh chuin bi may moc thiét
bi d¢ tién hanh san xuat.

Dong chay san pham: Nguyén vat liéu sau khi dugc van chuyén vé kho nha may sé
duoc van chuyén té1 kho phu liéu may, tai kho phu li¢u may nguyén vat liéu s€ duogc
kiém tra dang voi sd lugng don hang yéu cau sau d6 s& chuyén téi bd phan dau vao, bd
phan dau vao bao gém chit, lang, in ép. Nguyén vt liéu s& di 1an luot qua cac cong
doan va dugc dong bo tai khu vie ddng bd san xudt, tai ddy cac san pham do dang s&
duoc xtr ly can dan, in dinh vi, hoa dinh vi va cho doi dé dua vao khu vuc may. Tai khu
vuc may, cac chi tiét sé duoc két ndi lai véi nhau béng cach may va phun keo dan, san
pham hoan chinh cta cong doan nay 13 mi gidy. Cac mil gidy s& duoc dong goi theo 16
va chuyén qua khu vuc go. Tai khu vuc go sé tién hanh rap, go hoan thién mi gidy véi
dé. Cudi chuyén go 1a bo phan kiém tra, déng goi, cac thanh pham & cubi chuyén go s&
duoc nhan vién vé sinh trude khi dong goi va chuyén vao kho thanh pham.

Hang ton kho: Tai cac cong doan déu xay ra tinh trang hang ton kho. Tai kho phu liéu
may, sau khi tién hanh do dém s lwong nguyén vat liéu ding véi yéu cau theo 1énh tix
WCT may dua xudng s& chuyén vao bo phan chit. Luong nguyén vat lidu ndy phai chd
doi mot thoi gian trude khi dugc dua vao chit thanh nhiing vat tu yéu cau. Tai day xay
ra lugng tdn 2100 doi. B phé“m chit sé& tién hanh chit vat tu, nhan vién kiém dém sé
dém s6 lugng, phan loai va sip xép ddng bo mdi lan 100 doi va dua vao bo phéan lang,
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sb luong vat tu ndy phai chd doi tai bo phan lang trude khi duge xir Iy, moi 14n bo phan
lang s& xtr Iy 100 d6i va chuyén qua bd phan in ép, luong tdn vat tu tai day la 120 d6i.
Sau khi tién hanh in ép s& chuyén qua bd phan dong bo, tai day xuat hién luong ton san
pham do dang 260 dbi, nguyén nhan luong tdn san phim dé dang & céng doan nay ting
1én vi tai cong doan ndy, qua trinh san xuét dién ra cham hon do d6 khi chua xir 1y kip
s6 lwong dau vao tir bo phén in ép thi phai tiép nhan mot luong khac, didu nay khién cho
luong ton san pham do dang & cong doan nay ting 1én. Tai cong doan dong bod chuyén
qua cong doan may lugng ton san phim do dang 1a 740 d6i, tir cong doan may chuyén
qua go luong ton 1a 260 doi va tir go qua khu vuc kiém tra dong géi lugng ton 13 50 doi.
Sau khi san xuat xong, tat ca thanh pham s& duoc nhap vao kho thanh phim va chd ngay
xudt hang, lac nay xuat hién luong ton kho 1a 2100 d6i thanh pham trong kho thanh
pham.

Thoi gian giita cic cong doan: Vi nha may tip trung san xuat theo mua nén bd phan
mua hang d3 mua cac nguyén vat liéu can thiét cho qua trinh san xuat ciia mua va luu
trit tai tong kho trong khoang 1 thang trudc khi vao mua médi. Khi khach hang dit hang,
bd phan ké hoach sé& bao xubng tong kho dé van chuyén nguyén vat lidu vé kho nha may,
qua trinh nay kéo dai khoang 1 dén 2 ngay. Nguyén vt liéu s& duoc dua vao san xuit,
tiy theo d6 kho ciia don hang va san lugng ma bo phan ké hoach s& bao thoi gian giao
hang cho khach hang, thuong ddi véi don hang cao cap ciia Wolverine don hang mdi
lan dat chi dao dong tir 1000 doi dén 2000 doi va thuong san xuét trong vong 1 tuan,
sau d6 duoc luu kho 1 dén 2 ngay trudc khi giao cho khach hang. Nhu Vay thoi gian
trung binh tir lic dat hang dén luc giao hang ddi v6i san pham gidy cao cip cua
Wolverine s& dao dong tir 8 dén 10 ngay (tir 1 dén 2 ngay van chuyén nguyén vat liéu,
6 ngay san xudt, tir 1 dén 2 ngay ton kho).
3.2.1.4. Danh gia hién trang va nhan dién lang phi

Dua vao so do dong gia trj hién tai da duoc xay dung, hién tai nha may dang c6 lead
time san pham 1a 7934.9 phut, trong d6 thoi gian tao ra gia tri chi c6 44.05 phat chiém
0,56% thoi gian san xuat, con thoi gian khong tao ra gia tri chiém dén 7890.85 phut
chiém 99,44% thoi gian san xuat. Khoang thoi gian khdng tao ra gié tri bao gom thoi
gian van chuyén tai cong doan va gitta cac cong doan, thoi gian ton kho, nguyén vat

lieu, san pham do dang va thanh pham chiém phan 16n thoi gian. Thoi gian ton kho
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nguyén vat lidu 2880 phut, thoi gian san pham do dang 2174.9 phut, thoi gian ton kho
thanh pham 2880 phit.

Bén canh d6 nhin vao so dd VSM hién tai va sb liéu phan tich vé san phan khuyét tat
ta c6 thé thay khuyét tat san pham xuat hién chi yéu tai cong doan may va go vugt mic
cho phép lan luot 12 10,03% va 6,36%.

Ngoai ra, trong qua trinh san xuat ma gidy QUEST MID noi riéng va tat ca cac loai
mi gidy néi chung trong 3 thang thang dau nam xay ra tinh trang céng nhan phai cho
doi do may méc hu hong va tinh trang thiéu nguyén vat liéu.

Sau khi thao luan, xem xét so d6 chudi gia tri hién tai va nhan duoc sy dong gop ¥
kién tir cac anh chi quan 1y trong phan xudng, tac gia di tdng hop lai va duoc cac anh
chi nhat tri dong y cai tién 3 lang phi chinh dudi day:

- Lang phi do ton kho

- Lang phi do khuyét tat

- Léng phi do cho doi
3.2.2. Phan tich céc loai lang phi
3.2.2.1. Lang phi do ton kho

Hién tai, nha may c6 2 loai tén kho dé 1a: san pham dé dang va ton kho thanh pham.
Trong d6 san pham dé dang 1a yéu té chinh gay ra tinh trang Iang phi.

e San pham dé dang
Luong san pham do dang ciia cac cong doan dugc thé hién trén so d6 dong gia tri (VSM),
dugc mo ta tai bang dudi ddy. Tai cong doan go-kho thanh pham, dau ra 1a cac san pham
hoan chinh nén khéng dwoc xem 1a san pham do dang. Tuong tu tai cong doan kho phu

liéu may-chat, dau vao van 1a cac nguyén vat liéu tho nén khong dugc xem 1a san pham

do dang.

Bang 3.7: Sb luong san pham do dang qua cac cong doan 3 thang dau nam 2020
Cong doan Ton (ddi) Thai gian ton (pht)
Lang 96 132
In ép 120 164
DPong bo 260 357
May 740 1015
Go 260 357
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Nguon: Téng hop cua tac gid
Day la lwong san pham dé dang gitta cac cong doan duogc tinh trung binh theo tuan

cua ma giay QUEST MID.

1200
1000
800
600

400

B B
, I [ ]

Lang Inép DPdng bo May Go

mmm Ton (d6i)  ====Thoi gian ton (phut)

Hinh 3.6: Ton kho giira cac cong doan trong san xuat 3 thang dau nam 2020
Nguon: Téng hop cua tac gid
Nhin vao so do ta c6 thé thay thoi gian ton giita cac cong doan c6 sy chénh léch nhau
rat Ion. Tai cong doan may lugng ton 1a 740 doi chiém thoi gian 1015 phut, day 1a cong
doan thuong xuyén xay ton kho véi sé lugng 16n ddi voi qua trinh san xuat caa nhiéu
loai m& gidy. Vi thé tac gia sé tap trung phan tich san pham dé dang tai cong doan nay.

Bang 3.8: So ligu thong ké san pham dé dang tai cong doan may cua ma gidy QUEST
MID tir thang 1 dén thang 3/2020

Théang Thoi gian san xuat S6 lwong ton (doi)
Tir ngay 6 dén ngay 11 660
! T ngay 13 dén ngay 18 820
Tir ngay 20 dén ngay 25 810
T ngay 3 dén ngay 8 625
2 Tir ngay 17 dén ngay 22 440
Tur ngay 9 dén ngay 14 860
3 Tur ngay 23 dén ngay 28 980

Nguon: Phong Quan trj téng quét va Kinh té tong hop
Bang thong ké duogc tac gia thu thap dya trén thong tin ton kho trong qué trinh san

Xuat tai cac cdng doan tir b phan quan tri tong hop. Ta thay sb lwong san pham do dang
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tai cong doan may trong cac tuan san xuat déu cao hon so v&i yéu cau dé ra 1a 300
d6i/tuan. DBiéu nay cho thay khdng c6 su can bang hop Ii gita cac cong doan dan dén
cong doan may chua kip xuat hang sang cong doan ké tiép thi cong doan trude da day
san pham d¢ dang téi, dan dén san pham dé dang cang lic cang nhiéu trén chuyén va
gay vuot muc cho phép.

a) Xdc dinh nguyén nhéan

Dé xac dinh nguyén nhan gay san pham d¢ dang bao gom tdn kho trén chuyén va ton
kho giita cac cong doan, tac gia tién hanh phong van nhan vién bo phan 1ap ké hoach,
quan déc phan xudng may 2 va trudng cac bo phan chat, lang, in ép, dong bo, may, go.

Sau khi phong vén tac gia 1ap biéu d6 xuong ca thong ké nhitng nguyén nhan sau:

May maoc Phuwong phap

Céc cong doan san xuat
chua dugc can bang hop ly

Hu hon A A
w hong Ké hoach san xuat
chua phu hop
> San pham
dé dan
May sai quy dinh ’
Trinh d¢ tay nghé thap
Con nguoi

Hinh 3.7: Biéu db xuong ca cic nguyén nhan gay san pham dé dang

Nguon: Téng hop cua tac gia

b) Phan tich nguyén nhan

Dua vao biéu d6 xwong ca mé ta cac nguy@n nhan trén tac gia s& phan tich cu thé céc
nguyén nhan gay ra san pham dg dang. San pham do dang chiu sy anh huéng cua cac
nhan té con ngudi, may moc, phuong phap. Cu thé:

Con ngudi: Yéu té con ngudi 12 mot trong nhitng nguyén nhan gay ra tinh trang san
pham d¢ dang trén chuyén. Tai cong doan may, cong doan ¢ tan suat xuat hién 13i cao
hon cac cong doan khac va 1a cong doan ¢6 ton kho ban thanh pham cao nhét trong cac

cong doan. Chinh vi 1a cong doan c6 151 xuat hién nhiéu nhat nén viéc sta chira lai cac
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15i khién cong doan nay ludn c6 muc ton kho cao (bao gom san pham do dang va ton
san pham khuyét tat cho sira chira). Céc thanh pham tai cudi chuyén may phai cho du
s6 lwong dé két hang chuyén sang bo phan go nén thoi gian ton kho gitta cong doan may
va go ting 1én. Nguyén nhan xay ra tinh trang san pham khuyét tat 1a do céng nhan may
sai quy dinh, chua c6 cac bang huéng dan céc thao tac thyuc hién cu thé tai cac cong
doan.

May méc: Tinh trang may méc hu hong ngoai lich bao tri khién xay ra tinh trang céc
san pham do dang ton dong trén chuyén va cudi chuyén, céng doan sau chd doi cong
doan trudc.

Phuong phap: Yéu té phuong phap anh huong dén san pham dé dang trén chuyén bao
gom: Ké hoach san xuat chua phit hop va cac cong doan san xuat chua dugc can bang 1
cach hop ly.

Ké hoach san xuat chua phu hop: Nhan vién lap ké hoach khong danh gia chinh xéac
ning luc san xuat cua ting bd phan dan dén tinh trang giao san luong vuot qua muic
ning luc san xuat ting bo phan. Tai chuyén 15 1a chuyén san xuat ma giay QUEST MID
tir ngay 21 dén 28/3/2020, theo tac gia théng ké thi chuyén c6 23 cong nhan, trong d6
s6 cong nhan mai vao lam hozc c6 kinh nghiém dudi 3 thang ¢ 7 céng nhan chiém
30,43% tong s6 cdng nhan, cdng nhan c6 kinh nghiém tir 3 thang dén 1 nam c6 10 cong
nhan chiém 43,48% tong s cong nhan va cong nhan cé kinh nghiém hon 1 nim c6 6
cdng nhan chiém 26,07%. Theo danh gia cua quan déc WCT2 thi chuyén 15 la chuyén
muc tay nghé kha so véi mat bang tay nghé chung ciia nha may ma ma giay QUEST
MID 1a don hang kho, doi héi trinh d6 tay nghé cao nén khi dua vao san xuat chuyén 15
xay ra tinh trang san pham do dang tai dau chuyén va trén chuyén. Tinh trang nay xay
ra vi nhan vién 1ap ké hoach khéng nim chinh xac dugc ning luc san xuat tai cac chuyeén,
cac bo phan dan dén 1ap ké hoach san xuat chua phu hop.

Céc cong doan san xuét chua dugc can bang hop Iy: Nhin vao so do VSM hién tai va
phan phan tich lang phi san pham da dang, ching ta cé thé thiy dugc san pham dé dang
Xuat hién tai hau hét cac cong doan, nguyén nhan cua van dé nay 1a do su can bang giita
cac cong doan chua hop 1y. Su can bang khong hop ly dan dén tinh trang cong doan sau
san xuat chua xong phai tiép tuc nhan hang tir cong doan trude, diéu giy ra cac diém @

dong san pham dé dang.
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T6m lai: Nguyén nhan chinh gay ra san pham dé dang 14 do gitra cac cong doan san
Xuit chua c6 su can bang hop Ii khién san pham dé dang tén dong gitra cac cong doan.
3.2.2.2.

Hién tai, dbi véi ma giay QUEST MID Ia mét trong nhitng ma gidy ¢ ty 16 phé pham

Lang phi do khuyét tat

cao thugc dong cao cap cia Wolverine voéi ty & phé pham 8,38%, trong khi mic cho
phép ty 1¢ phé pham cua nha may ddi v6i ma gidy nay khéng vuot qua 5%. Lang phi do
khuyét tat san pham chinh 12 van dé 16n can giai quyét khong chi dbi véi ma giay QUEST
MID va cho tit cac cac mi gidy ma nha may dang san xuat.

Vi ma giay QUEST MID cua dong giay Wolverine 1 don hang kho nén sé 16i xuat
hién véi tan xuat nhiéu hon so véi cac don hang khac. Pa phan cac 15i xuat hién & 2

cong doan chinh 1a may va go, vi 2 cong doan nay doi hoi sy khéo léo, can than, trinh

d6 tay nghé cong nhan cao hon so véi nhimng cong doan khac.

Theo quy dinh cho phép ciia nha may dbi véi don hang kho sé san pham 15i khong

vuot qué 5% thi sé 15 tai cong doan may vuot qua mic quy dinh. Trong phan nay, tac

gia s& di tim nhitng nguyén nhan gay ra cac 16i tai cong doan may.

a) Nhdn dang 16i

Bang 3.9: Théng ké sé 13i tai cong doan may tir 3 thang dau nim 2020

Thang 1 | Thang 2 | Thang 3 ;rglfgi Ty 1€ Elclﬁlitt;am

Méo g6t 106 86 121| 313| 31.94% 31.94%
Vé sinh do, dinh keo 61 57 79| 197 | 20.10% 52.04%
Chi du 47 38 65| 150 | 15.31% 67.35%
Noi chi 39 36 52| 127 | 12.96% 80.31%
Dap, gap bién khong déu 26 19 28 73| 7.45% 87.76%
Mil giay bi triy xudc 24 16 23 63| 6.43% 94.18%
L6t nhan dun 12 11 11 34| 3.47% 97.65%
Dinh gobt cao thap 11 5 7 23| 2.35% | 100.00%
Tong 980 | 100.00%

Nguon: Téng hop cua tac gia

Pé lam rd can wu tién dé giai quyét trudc loai 16i ndo, tac gia sir dung nguyén tac

80/20 (80% tac dong dén tir 20% nhirng nguyén nhan gay 13i) cua biéu d6 Pareto.
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CAC LOI GAY KHUYET TAT SAN PHAM

350 100.00%
300 90.00%
80.00%
250 70.00%
200 60.00%
50.00%
150

40.00%

100 30.00%

20.00%

50 I l N 10.00%
0 - 0.00%

Méogét Vésinh  Chidw  Néichi Dép, gdp Mi gidy bi Lotnhan Dinh got
do, dinh bién khong tray xudc dun cao thap
keo deu

s Tong 6 16i === Phin tram tich lily
Hinh 3.8: Biéu do Pareto cac 15i trong cong doan may 3 thang dau nam 2020

Nguon: Tong hop cua tac gid

Théng qua biéu d6 Pareto, tac gia nhan thy céc 15i quan trong 1a méo got, vé sinh
do, dinh keo, chi du, néi chi can phai cd bién phép khic phuc (hon 80% trén tong sb 16i
Xuit hién & cac cong doan nay).

b) Tim hiéu nguyén nhan

Pé xac dinh duoc nguyén nhan gay ra céac I18i quan trong chiém 80% tong sé 13i, tac
gia tién hanh phong van nhan vién QC tai chuyén 15, truong chuyén 15 va nhan vién
quan ly chit lwong tai WCT may 2. Sau khi phong van, tac gia tong hop céc 13i gy ra
khuyét tat san pham

‘ Maiy méc || Nguyén vit liéu || Phwong phap ‘

Cii ki Thiéu kiém tra, oidm sat

Da cirng
Cach ddo tao cong nhan
khong dam bao

Hong kim mav

Méo got
Vé sinh do, dinh keo
Chi dw
Néi chi

Mav sa1 quv dinh

A 2

Khong tap trung )
R . Trinh 45 tav nghé
Bo61 nhigu keo dan céng nhén chwa cao
_—
Khéng can thin \

Méi vao lim
Hinh 3.9: Biéu db xuong cé cac 13i gay ra khuyét tat san pham cong doan may

Nguon: Téng hop cua tac gia
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C) Phdn tich nguyén nhin

Cac 15i méo got, vé sinh do, dinh keo, chi du, ndi chi chiu anh huong cia cac nhan
t6 1a phuong phap, nguyén vat liéu, may moc va con ngudi. Trong d6, nguyén nhan
chinh gay céc I5i nay 1a nhan té con ngudi. Cu thé:

Con nguoi: Cac 16i nhu méo got, dinh keo, vé sinh do, chi du hau hét déu do con
ngudi gay ra. Cong nhan may khong diing theo bang huéng dan, may bién day hon quy
dinh dan dén khi san pham dé dang chuyén qua bo phan go va tién hanh go dan dén 15i
méo g6t, vi may thi cong nén trinh trang 16i méo got rat hay xay ra, hozc do lic bdi keo,
cdng nhan boi quéa nhiéu keo Ién bé mat chi tiét duoc dan 1am 16p keo thira ra va dinh
vao céc chi tiét khac, hoac ¢ cudi chuyén may khi céng nhan tién hanh cit chi du xay ra
tinh trang cat khong hét chi hoac cit s6t dan dén 15i chi du. C6 thé quy tat ca cac nguyén
nhan nay vé nguyén nhan quan trong trong yéu té con ngudi do6 1 nhiéu céng nhan mai
chua c6 kinh nghiém, chua lanh nghé, trinh d6 tay nghé cong nhan chua cao. Luong
cdng nhan nhan méi tuyén dung vira duoc xudng xudng tham gia vao san xuat tai cac
chuyén vira dugc tham gia chuong trinh dao tao, mot trong nhitng nguyén nhan dan dén
cac 16i nay la viéc cong nhan mai chua co tay nghé.

May méc: Day 1a nguyén nhan gay nén 16i ndi chi, 16i nay xuat hién khi chi bi dut,
hodc kim gay, da phan I8i nay do gay kim gay nén, cong nhan phai dirng cong viéc hién
tai va tién hanh d6i kim tai bo phan phu trach. L3i vé sinh do, dinh keo ciing mot phan
do méay méc gay ra, mot sé may moc tai chuyén may di cii, nhu may can dan, may phun
keo, khi chi tiét da dugc dua vao may can dan dé dan miét 16t, vat tu hay bi 15i lem dau
clia mdy can dan, vi may nay di cii nén hay xay ra tinh trang dau ri ra ngoai banh lan,
khi banh ln xoay tron dé ép vat tu di qua thi vat tu bi lem dau. Hoic may phun keo xay
ra tinh tranh phun khong déu khién chi tiét bi tran keo & mép khi tién hanh déan céc chi
tiét lai vai nhau.

Nguyén vat liéu: Py ciing 1a nguyén nhan gay ra 15i ndi chi vi vat tu da thuong réat
day, dé giam tinh trang gay kim khi may thi vat tu sau khi duoc chat s& dugc dua qua
bo phan lang dé lang cac mép ngoai cua chi tiét trude khi dua qua chuyén may dé may
c4c chi tiét lai vai nhau. Thao tac lang mép ngoai cua chi tiét ciing dé cho mdi ghép it
16 ra hon va san pham 1am ra dat tinh tham m¥ hon. Tuy nhién viéc lang mép ngoai cua

chi tiét 1am giam tinh trang gy kim chir khong thé loai bo hoan toan 15i nay.
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Phuong phap: Chua c6 bang hudng dan thao tac timg cong doan dé cong nhan 1am
theo chi cé treo bang quy trinh cong nghé tai mdi cong doan, céng nhan co6 kinh nghiém
cha yéu do cong nhan cii chi dan céng nhan méi va ¢ duogc tir qua trinh dao tao. Co
mét trudng chuyén & mdi chuyén dé gidm sét tai cac cong doan trong qué trinh san xuat.
Tuy nhién van dan dén phét sinh 13i do viéc giam sat chwa chic ché, truong chuyén
khong kip phat hién khi I5i phat sinh, dén khi trai qua cac cong doan va QC cudi chuyén
kiém tra va phét hién trén cac san pham do dangl 1i trong tu va tra vé cong doan gay
ra 16i d6 dé tién hanh sira chira.

Tom lai: Nguy@n nhan chinh gay nén san pham khuyét tat 1a do trinh d6 tay nghé cua
cong nhan chua cao, Sy quan ly, giam sat chua chat ché va may méc hu hong.
3.2.2.3. Léng phi do cho doi

Véi ma gidy QUEST MID, 1ang phi chd doi xuat hién chii yéu la cho doi nguyén vat

liéu va cho doi do may méc gap su ¢d ngoai lich bao tri.
e Cho dgi do may moc hw héng ngoai lich bao tri

Tai phan xuong may 2, lang phi cho doi do may méc hu hong thuong xuyén xay ra,

dudi day 1a biéu do thé hién cac loai may moc hu hong va thoi gian can dé sira chia.

Bang 3.10: Bang thoi gian méy moc hu hong tai cac cong doan cua ma giay QUEST
MID 3 thang dau nam 2020

Cong doan May Thoi gian (phut)
Chat May chat 9 60
Lang May lang 17 25
In ép Khéng co 0
. May can nhiét 75
bong bo -
May ho 35
May phun keo 90
May 2 kim 145
May May 1 kim 40
May Zigzac 120
D6t chi 15
- May él? dé 180
May hap hoi nudc 60

Nguon: Phdn xweng may 2
Nhin vao bang ta thy trong qué trinh san xuat ma giay QUEST MID c¢6 5 cong doan
c6 may moc hu hong ngoai lich bao tri trong 3 thang dau nam 2020 14 cong doan chat,
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cong doan lang, cong doan dong bo, cong doan may va cong doan go. Trong do6 thoi
gian may moc hu hong tai cong doan may lén nhat. Sau khi kiém tra da phan cac may

nay da cii va c¢6 thoi han sir dung trén 4 nam, ning suat da giam va thudng xuyén xay ra

truc trac.
Bang 3.11: Thong ké tinh trang may mac tai cong doan may chuyen 15 trong 3 thang
dau nam 2020
CONG e - Téng | Tét | Kha | Trung binh
POAN TEN TAI SAN KY HIEU 23 3 12 3
May tru 2 kim CS 5362N 4 2 2 -
May tru 1 kim CS810 9 2 6 1
May Zigzac CS 2180 3 - 1 2
May xén TY 202 1 - 1 -
MAY | May dét chi SYC 108D 1 1 - -
May can keo nong | JY-690A 1 1 - -
May Massage EF-102A 1 1 - -
May phun keo - 2 - 2 -
May ban 1 kim JUKI 1 1 - -

Nguon: Nhan vién bdo tri may 2

Theo nhu phong van nhan vién bao tri may 2 vé tinh trang may maéc, cac may loai tét
la cac may da dua str dung 2 nam trd lai, cac may loai kha 1a may c6 da dua vao str dung
4 nam tr¢ lai va cdc may loai trung binh la nhitng may da duoc sur dung hon 4 nam. Tuy
nhién viéc danh gia may tét, kha khong chi phu thudc vao sé nam st dung ma con phu
thudc vao tinh trang, nang suét hién tai cia may

e Cho doi do thiéu vat tu

Péi véi ma giay QUEST MID vao ngay 27/3/2020 xuat hién van dé thiéu vat tu,
phai lap don hang bo sung vat tu va chd vat tu chuyén vé, do thiéu vat tu dan dén tinh
trang cong nhan chuyén 15 ngay hom d6 chi lam viéc tir 7h30 tai 9h30 va thoi gian sau
d6 dugc ra vé. Tinh trang thiéu hut nguyén vt liéu gay nén lang phi chd doi va anh
huong 16n téi nang sudt cta chuyén, 1am cham tién d6 san xuat va 1a mét trong nhiing

nguyén nhan gay ra van dé tré don hang tai nha may.
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Bang 3.12:Théng ké s6 luong vat tu thiéu thang 3 tai may 2 dong giay cao cap QUEST
cua Wolverine

Vit tu thiéu (d61)
Ma Mau Hang tho SL thiéu | Bdi dan | SL thiéu | Chi tiét | SL thiéu
QUEST | Black | P12WLa0sss-LITIAN 1 1900 | Ok 0 Ok 0
FK WWW-27 (WITH
MID TONGUE)-QUEST
MID-BLK
Coffee | PLWLAMOALITIAN 1 1900 | Ok 0 Ok 0
FK WWW-27 (WITH
bean TONGUE)-QUEST
MID-CFB
Grey P12WL40409-LITIAN 870 Ok 0 Ok 0
FK WWW-27 (WITH
TONGUE)-QUEST
MID-GRY chat luong
cho bu
QUEST | Black Pong bo 9 Pong bo | 9 Pong bo | 9
SLIP < S S
ON Cognac | bong bo 4 bong bo | 4 bong bo | 4
Dark Pong bd 4 Pong bo | 4 Pong bo | 4
brown
QUEST | Cognac | Bdng bo 786 DPdng bo | 786 Pong bo | 786
MOD - - -
Black bong bo 846 bong bo | 846 bong bo | 846

Nguon: Bé phdn quan tri tong quét va Kinh té téng hop

a) Tim hiéu nguyén nhan

Pé tim hiéu nguyén nhan gay ra tinh trang cho doi vat tu, tac gia tién hanh phong van

quan doc WCT2, nhan vién dau vao, b phan kho cling mot sé cong nhan chuyén 15.

Téc gia tong hop cac nguyén nhan sau day:
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Nguyén vit liéu Phwong phip

Thiéu kitm tra, giam sit

M

Kém chit

Bio quan kho chira tdt
lwong

Nhip tF nurdc
ngoat

Chir dei vt o (vat tw
thiéu)

Lénh chat Chit sai, nhim size_
khéng 1 rang —~7  quy dinh -
Ehéng tip trung
Quan 1§ chua tot

Trinh d6 tay nghé
cong nhin chira cao

Con ngwrii \ Mgt vao lam

Hinh 3.10: Biéu db xuong ca cac 15i quan trong gay nén cho doi vat tu
Nguon: Téng hop cua tac gid

b) Phan tich nguyén nhéan
CAc yéu t6 gay nén trang trang chd doi vat tu bao gdm phuong phap, nguyén vat liéu va
con ngudi. Cu thé:

Con ngudi: Tinh trang cho doi vat tu gay ra bai yéu té con ngudi bao gdm nhitng nguyén
nhén sau:

Nguyén nhan thir nhat do cong nhan chat sai size, nham size quy dinh dan dén thiéu
hozc thira chi tiét. P6i vai nhitng vat tu cho nhitng chi tiét thiéu s& duoc dat bu dé tiép
tuc san xuit, mat khoang 2 dén 3 ngay cho qua trinh dat vat tu bu. Cong nhan chat vat
tu nham size, sai size do Iénh chit duoc cip phat khdng roc rang béi nhan vién cap phat
lénh, hozc trong qua trinh cap phat Iénh cd sai s6t dan dén lénh chat khéng chinh xéc.

Nguyén nhan thi 2 do cong nhan c6 trinh d6 tay nghé chua cao gay ra cac san pham
khuyét tat, ddi vai san pham c6 13i nhe s& tién hanh sira chira va chuyén tiép dén bo phan
sau, d6i v&i nhitng san pham khong stra chita dugc vi 16i niang s& duoc loai bo va lap
don san xuat b6 sung.

Nguyén nhan thir 3 do cac truéng chuyén va nhan vién quan ly chat luong chua theo
ddi, giam séat chic ché qué trinh san xuat dan dén tinh trang mot 15i xuat hién nhiéu lan
trén cac san pham do dang, céc 18i nhe s& duoc tra vé cong doan gay ra 15i dé sta chira,
cac 156i nang khdng stra chua duoc sé tién hanh loai bo, khi I8i ning xuat hién ma nhan
vién quan ly khoéng phat hién kip thoi s& gay ra tinh trang sai hang loat va viéc 15i nay
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khdng duoc stra chira s& gay ra tinh trang vat tu thiéu hut do khdng c6 vat tu dé san xuat
bd sung cho cac san pham khuyét tat bi loai bo.
Nguyén vat li¢u:

CAac nguyén vat liéu duoc nhap tir nuéc ngoai vé va duoc luu trix tai tng kho cua
cong ty CPDT Thai Binh, tir tong kho s& cap phat dén cac kho caia nha may khi c6 Iénh
san xut tir cac nha may. Do vay, s& thuc hién tir sém viéc mua hang dé dam bao vat tu
cho cac nha may va sé duoc bao quan & tong kho. Viéc kiém tra chat luong trude khi
nhap vao kho chi bing céch kiém tra ngau nhién do bo phan mua hang tién hanh mua
hang véi s6 lugng 16n. Céc vat tu xdu khong duoc phat hién do khong duoc kiém tra cu
thé, chi tiét tirng vat tu nén dén khi van chuyén vé kho tirng nha may va bo phan kho
nha may tién hanh trai liéu, do dat dé cip phét cho cac phan xuong thi chat lwong vat tu
khong tét méi duoc phét hién ra va tién hanh lap don hang vé tong kho dé bo sung vat
tu. Van dé nay gay ra tinh trang cho vat tu bo sung va gay ra lang phi cho doi.

Phuong phap: Nguyén nhan gay ra tinh trang cho doi vat tu bao gom:

Nguyén nhan tht nhat do phuong phap quan 1y, giam sat chua chat ché. Tai chuyén
may chi c6 mét trudong chuyén va mot QC tai cudi chuyén dé giam sat qua trinh san
Xuat, trong khi c6 23 nguoi tai chuyén san xuat, thao tac cua tat ca cac nhan vién khong
thé duoc giam séat hét bai mot chuyén truéng va truong chuyén ciing phai lam viéc bo
sung cho cac cong doan thiéu nguoi khi thiéu hut ngudn luc nén cong tac giam sat chua
chic ché dé xay ra san pham 15i va trai qua nhiéu cong doan dén cubi chuyén méi duoc
QC phét hién 13i.

Nguyén nhan tht 2 do vat tu trong kho dugc bao quan chua tot. Bao quan lau trong
kho s& dan toi vat tu kém chat luong, mot phan do vat tu duoc van chuyén trong diéu
kién thoi tiét xau va khau quan ly kho. Khi bao quan qua lau trong kho, vat tu tiép xdc
vé6i diéu kién méi truong khdng tdt, chang han do am cao s& lam am mdoc da vat tu. Tt
ca cac nguyén nhan nay khién cho vat tu khong dat tiéu chuan dé dua vao san xuat, kém
chat luong va phai chd doi viéc bd sung nhap vat tu moi vé.

T6m lai: Nguyén nhan chinh gay ra tinh trang chd doi vat tu bao gdm nguyén vat liéu

kém chat luong, trinh do tay nghé cong nhan chua cao su quan 1y, bao quan chua tot.
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CHUONG 4: PE XUAT GIAI PHAP GIAM LANG PHI
TRONG QUA TRINH SAN XUAT TAI NHA MAY 1 -
CONG TY CO PHAN PAU TU THAI BINH

4.1. Pinh huéng phét trién cia Cong ty C6 phan dau tw Thai Binh

Vi tam nhin xa cta nha lanh dao vé chién luoc cong hudng thém tinh than sang tao
d6i mai khdng ngirng va y chi quyét tam, khat vong ctia mot doi ngii virng manh, dén
niam 2025, TBS phan d4u s& phat trién manh mé vuon minh tro thanh cong ty dau tu da
nganh uy tin hang dau tai Viét Nam ciing nhu trong khu vuc, thé hién niém tu hao va
tam voc tri tué Viét Nam trén thé gii, mang dang cap qudc té. Bé thuc hién st ménh
nay, trong nim nam 2020, tré thanh doanh nghiép nam trong top 10 cuaa chudi cung ng
toan cau cia nganh cdng nghiép tui xach, da gidy chinh 1a dinh hudng cua tap doan;
d6ng thoi tang 1én 45.000 ngudi vé ngudn nhan luc; nang hre doi ngii nhan sy duoc dau
tu phat trién, nang tam nhin chién luoc va tim quan ly; véi nhitng khu vuc ¢ kha ning
thu hut lao dong bén viing cong ty s& di chuyén san xuét vé. Bén canh dé, dé thic day
tham gia sdu hon vao chudi gia tri toan cau ddi véi cac nganh cong nghiép Viét Nam,
TBS Group s& tap trung cung cap, dau tu cac dich vu va san pham dé thuc hién duoc
diéu d6. Ngoai ra, dinh huéng cua cong ty dén nam 2021 s& tw chu 50% nguyén vat liéu
vi hién tai nguyén vat liéu chii yéu phai nhap tir nuéc ngoai gay lang phi thoi gian van
chuyén va cho doi.. Vi vay viéc loai bo cac 1ang phi 1a vo cling quan trong.
4.2. Cac giai phap gitp giam lang phi trong qua trinh san xuét tai nha may 1
4.2.1. Giai phap giam lang phi ton kho

< Giai phap: Xay dung hé thong san xuat kéo

a) Cin cir dé xudt

Hién trang nha may: Hién tai nha may dang ap dung hé thdng san xuat day, cu thé
khi khach hang dat hang, bo phan I1ap ké hoach san xuat s& xay dung ké hoach san xuat
va phan bd Iénh san xuét xudng ting bo phan va cac bo phan s& chuyén lénh san xuat
thi cong cho timg cong doan, diéu ndy cd nghia rang nguyén vat liéu s& dugc ddy di qua
quy trinh san xuét dua vao lich san xuat. Pay la dic trung cua hé thong san xuat day,
diéu nay gay nén ton kho giita cac cong doan khi ma cic cong doan déu san xuat dya

theo lich san xuat ma khéng can quan tam tgi cong doan ké tiép nhu thé nado. Hau qua
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1a cac cong doan c6 ning suat thap s& khdng giai quyét dugc luong hang cong doan
trude dua téi va gay nén tinh trang tdn san pham do dang.

Hé thong san xuat hién tai theo kiéu ddy dang gdy ra nhitng lang phi Ion, 1am tic
ngh&n qua trinh san xuat, gay nén tdn kho. Chinh vi thé, nha may can thay thé mot hé
thng san xuat phd hop hon.

b) Ngi dung dé xudt:

Dong théng tin s& do cac truang chuyén, quan Iy bo phan bao cho cong doan trudc
thong qua hé thong SAP nha may dang sir dung.

e Xay dung Kanban phuc vu hé théng kéo

Quy trinh san xuat tong quat

Trude khi ap dung Kanban Sau khi 4p dung Kanban

B4t ¢4u nhan ké hoach B4t d4u nhan ké hoach

san xat

san xuat

co
l Cé
N
Két thuc Két thuc

N |
Nhan 1énh san Kiém tra hang chua thé
xudt Kanban
N
Léy nguyén
vat liu a an A
c Co thé dat N Cho cong doan
N Khong—> sau dat hang
Gia cong Khong
Co
N
Khéng Dén viing chtra san pham
do dang dé lay hang
Khéng J,
Co
N Gia cong
Chuyén san phim do \l,
dang cho cong doan sau :
Di€u chinh thé
Kanban

Hinh 4.1: Quy trinh san xuat tong quat trudc va sau khi 4p dung Kanban

Nguon: Téng hop cua tac gia
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Quy trinh sdn xudt frwedc khi &p dung Kanban: Mdi cdng doan s& bit dau nhan ké
hoach san xuét tir b phan san xuat dé biét thdng tin chi tiét vé don hang, sau d6 s& duoc
cap Iénh d@é san xuat. Sau khi c6 1énh san xuat, mdi bo phan s& di 1ay nguyén vat liéu tur
cdng doan trudc d6 dé gia cong, néu khdng du sé luong thi s& tiép tuc di lay nguyén vat
liéu, néu da gia cong du s luong thi chuyén san pham dé dang sang cong doan sau. Bo
phan san xuit s& theo ddi tinh hinh san xuat néu ding ké hoach thi két thic, néu khéng
dung thi cap lénh san xuat dé san xuat bo sung.

Quy trinh san xudt sau khi &p dung Kanban: Mdi b phan s& nhan ké hoach san xuét
dé c6 cai nhin chung vé thoi gian san xuat, s6 luong don hang. Tién hanh di kiém tra
hang chira thé Kanban sau khi nhan ké hoach san xuat. S& cho khi nao c6 thé dat hang
bang cach kiém tra hang chtra thé néu khong co thé dat hang tir cong doan sau. Tién
hanh ldy san pham do dang tir cong doan trudc dé thuc hién gia cong néu cé the dat
hang. Thong tin nhu cau cho cong doan trudc duoc diéu chinh lai sau khi hoan thanh
gia céng. Dua vao thdng tin thay doi da nhan, cong doan trudc sé san xuat thay doi theo.
Qua trinh san xuat s& két thic néu ding theo ké hoach. Nguoc lai, s& quay tro lai kiem
tra hang chira thé Kanban dat hang tir cong doan sau néu khong ding ké hoach.

e Thiét ké thé Kanban
Kanban san xuat: Dung dé béo cho day chuyén san xuat khi luong hang di giao di dé
ho can san xuat san pham, chi tiét dé bu vao. Kanban san xuat bao géom céc thong tin
sau: Chi tiét, ma gidy, lénh san xuat, kich thudc, mau, sé luong, noi san xuat, noi nhan.
Kanban liy hang: Pay la loai ding dé théng béo cho cac khu vuc chira san pham do
dang biét can phai giao hang. Kanban lay hang bao gom cac thong tin sau: Chi tiét, ma

gidy, cong doan trudc/sau, kich thuéc, mau, sé luong.

KANBAN LAY HANG
Chi tiét: M3 giay:
Cong doan trirdc:
Cong doan sau:
Kich thwrge:
Mau:

Sé heong:

Hinh 4.2: Thé Kanban san xuat va lay hang
Nguon: Téng hop cua tac gid
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Kanban san xuét Kanban Iy hang

A 4

Cong doan Noi luu trir Cong doan sau
san pham
May ,| dodang > Go

Hinh 4.3: Qua trinh san xuat gitra cac cong doan khi ap dung Kanban
Nguon: Tong hop cua tac gida

Cong doan sau (cong doan go) khi ¢ nhu cau s& sir dung thé Kanban lay hang tai khu
vuc chaa san pham do dang. Tai khu vuc chira san pham dé dang sau khi chuyén hang
t6i cong doan go s& sir dung thé Kanban san xuat dé cong doan trude (cong doan may)
bd sung lwong hang di dugc chuyén cho cong doan sau. Qua trinh san xuat ci tiép dién
nhu vay dén khi hoan thanh xong sé luong don hang. Cac cong doan khéc ciing tuong
tu nhu vay.

) Pdnh gid tinh khd thi ciia dé xudt

Giai phap xay dung hé théng Kanban duoc cac anh/chi quan ly trong nha may va
phan xuong danh gia 1a co tinh kha thi. Tuy nhién, hién tai van chua thé ap dung vi diéu
Kién co so ha ting cling nhu mat bang han ché va nhan su bién dong do anh huong cua
dich bénh Covid 19. Nha may ciing dang c6 ké hoach xay dung hé théng Kanban trong
thoi gian téi khi tinh hinh 6n dinh hon.

d) Lei ich mang lai

Ap dung hé thng san xuat kéo khién cho tinh trang san pham do dang binh quén theo
tuan giam so véi khi &p dung hé théng san xuét day.

Hé thdng Kanban giGp giam thiéu dang ké luong san pham d& dang gitta cac cong
doan, rat ngan thoi gian ton san pham dg dang nho vao nam bit dugc nhu cau ¢ cong
doan sau dung s6 luong, dang thoi diém cua cong doan trudce.

4.2.2. Giai phap giam lang phi do khuyét tat san pham

Trong tat ca cac khuyét tat tc gia dwa ra nhitng 13i chu yéu va chiém ty 1& cao 1a méo

got, vé sinh do, dinh keo, chi du, néi chi. Mac du cac khuyét tat nay khdng khién san

pham tro thanh phé pham nhung phai ton thém thoi gian dé sira chira lai. Tac gia duara
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cac dé xuat khong chi nham han ché nhitng 15i trén ma con cho tat ca cac loai 15i con
lai.
e Ddi véi cac sai héng do cong nhan:

Nha may nén cd cac thong sb k§ thuat, cac bang huéng dan thao tac thuc hién cu thé
tai cac cong doan dé cac cong nhan dua vao d6 thuc hién. Hinh anh cac I18i hay xuat hién
tai mdi cong doan nén duoc xay dung thanh cac bang truc quan dé véi mdi san pham
minh 1am ra cong nhan c6 thé ty minh danh gia san pham cd 15i hay khong, tir d6 sira
chira kip thoi trude khi chuyén téi cac cong doan khac.

Pao tao cong nhan nhan da nang, nang cao tay nghé cong nhan dé mdi céng nhan c6
thé thuc hién it nhit 2 dén 3 cong doan, mdi cong nhan déu co thé thuc hién cong viéc
bang may maéc Ian cong viéc thu cong. Pao tao dé vai san pham tai cong doan minh lam
ra mdi cong nhan cé thé tu minh danh gia chat luong dat hay khong dat, tranh tinh trang
kiém tra phai cho chuyén truong hodc QC cudi chuyén. Nho do, ngay khi vira xuat hién
cac 15i khuyét tat s& lap tac dugc khac phuc, tranh duoc tinh trang sai 16i xay ra hang
loat va cham tré phat hién.

Nén khen thuong bang céch thuong tai chinh, tuyén dwong trén bang théng béo,.. .
d6i vé6i nhitng cong nhan thuc hién tét céng viéc. Bén canh d6, dé ting dong luc cho
cdng nhan bang cach t6 chirc cac cudc thi. Pong thoi phai ¢d hinh thire xt phat phit hop
d6i véi nhitng sai 16i qué I6n do cong nhan gay ra.

Thiét 1ap cu thé muc tiéu, tao van hoa lam viéc, moi trudng than thién va cac cong
nhan sin sang trao doi chia sé kinh nghiém véi nhau.

e Poi véi cac sai héng do may mac:

Thuc hién vé sinh sach s& may madc hang ngay trude khi ra vé hoic ngay khi thay
méay maéc bam ban sé& tranh duoc tinh trang san pham bi anh hudng do may méc bam bui
ban va dua ra quy dinh kiém tra giam sat cu thé (hién tai nha may chua c6 chinh sach
nay, chi co bao tri may méc dinh ky hang thang).

Déi véi viéc thuong xuyén bi hu hong ngoai lich bao tri caa cac may méc do qué cii
k¥ thi nha may nén dau tu thay thé cac may moc méi, viéc dau tu may méc méi sé giup
ty 18 15i khuyét tat giam xudng va ning suit ting 1én.

e Ddi véi cac sai héng do nguyén vt liéu:

Kiém tra chat ch& chat lugng nguyén vat liéu trude khi nhap kho. Bén canh do, khi
nguyén vat lidu d6 nhap va dé mot thoi gian qua 1au mai xuat dén cac cong doan thi can
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phai kiém tra mot lan nixa. Tranh tinh trang nguyén vat liéu da bi hu hong do méi trudng
khong dam bao hoic hét han sir dung.

Thuc hién phuong phap FIFO, nguyén vt liéu ndo nhap trudc thi can xuat trude dé
san xuit dé tranh viéc nguyén vt liéu dé qua lau.

e Ddi véi cac sai héng do phwong phap:

CAc thao tac trong san xuét én duoc thyuc hién chuan héa nham théng nhat cho tat ca
cdng nhan trong cach thuc hién.

Téc gia dé xuat doi vai tirng loai san pham sé& xay dyng bang thdng sé ki thuat chuan
nham gidp s6 luong 15i duoc giam bét do may khong dung theo k¥ thuat, qua do6 thoi
gian stra 15i ciing s& giam xudng.

4.2.3. Giai phap giam lang phi do cho doi
e Giai phap giam lang phi cho dgi do may moc hw hong:

Dbi v6i cac may moc di qua cii thi nha may nén dau tu may moc méi thay thé s&
giam duoc tinh trang may moc gap su ¢ ngoai lich bao tri, gitip ting ning suét tai cac
cong doan. Kiém tra, giam sat céng nhan viéc vé sinh may moc cudi ngay hoic ngay khi
thay bam ban

e Giai phap giam lang phi cho dgi do thiéu vt tu:

Tinh trang thiéu vat tu bai yéu td con ngudi vi con ngudi gay ra san pham khuyét tat
Vi s6 lwong 16n, con nguoi chit size khong theo dung quy dinh gay tinh trang thiéu vat
tu phai nhap vat tu dé san xuat bo sung. TAc gia dé xuat nén mé cac khoa dao tao nang
cao tay nghé cong nhan, dao tao dé mdi cong nhan 1a mot QC kiém soat chat luong san
pham tai cong doan minh thuc hién. Khi giam duogc s6 16i khuyét tat s& giam duoc tinh
trang nhap vat tu bo sung, tir d6 giam duoc tinh trang cho doi do thiéu vat tu.

Vin dé& mua nhitng nguyén vat liéu duoc nha cung cip ban vai gia ré sé tiét kiem
dugc mot khoang phi I6n cho cong ty. Tuy nhién, gia ré di kém véi chat luong khong
dam bao. Bé giam thiéu rui ro nay, nha may can c6 chinh sach kiém tra d6i véi cac loai
hang hoa gié ré, cong tac kiém tra s& gitp nim dwgc mac nguyén vat liéu dat chit luong
bao nhiéu phan trim, tir 46 mua hang vai s6 lwong phi hop.

4.3. Véso do gia tri twong lai sau khi ap dung giai phap
Khi ap dung hé théng kéo thi luong tén kho dy kién s& giam di dang ké tir d6 gitp

giam duoc lead time.
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Bang 4.1:San pham do dang binh quén trudc va sau khi 4p dung hé thong kéo dy kién

Cong doan Ap dung h¢ thong day | Ap dung hé théng kéo
(d6i/tuan) (d6i/tuan)

Chit — Lang 96 0

Lang — In ép 120 0

In ép — PdNng bod 260 93

Dbong bo — May 740 401

May — GO 260 106

GO — Kiém tra, dong goi 50 0

Luong san pham do dang ¢ cac cong doan khdng phic tap tir Chit qua lang qua in —

ép va tir go qua kiém tra s& duoc loai bo, riéng & cac cong doan tir Bong bo qua may

qua go luong ton ciing s& giam di nhung khong thé loai bo hoan toagn do quy trinh phic

tap hon

Luong san pham do dang binh quan gitra cac cong doan giam khién cho Lead time

giam. Theo so d6 VSM hién tai da phan tich trong chuong 3, Lead time khi ap dung hé

théng san xuat day 1a 7934.9 phut trong khi 4p dung hé thdng san xuat kéo Lead time

giam con 6663.8 phut.

Cu thé duoc thé hién qua So d6 chudi gié tri twong lai nhu sau:
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KHO NHA MAY

KHO PHU LIEU
MAY

2100 doi

2880 Phat

I
KE HOACH
SAN XUAT

Nhu cau khach hang: 2100 d6i/tudn
Nhip san xuit (TT): 82.29 gidy

- - -
KHACH HANG
1
WCT MAY WCT GO
ol
KHO PHU LIEU GO
KHO THANH
PHAM
oocmr Lo Lo e | KT,DONG GO1
Cong nhan: 6 -:*:’ Céng nhan: 2 -:*:’ Cong nhan: 3 -:*:’ Cong nhén: 5 -:*:’ Cng nhan: 23 Cong nhan: 38 -:*:} Cong nhén: 2
Méy méc: 5 May méc: 2 May méc: 3 Méy moc: 4 May moc: 23 Méy méc: 36 May méc: 1 2100 déi
e ) e N ] o o1
0 doi 0 doi 93 doi 401 doi 106 doi 0 doi
CT:39792s CT: 14544 s CT:110.40s CT:344.16s CT:2005.55 S CT:1641.6 s CT:208s
VAT: 86.36 s VAT: 119.09 VAT:93.21s VAT: 208.51s VAT:1151.83 s VAT: 98355 VAT 0s
SP LOI: 0% SP LOI: 0% SP LOI: 0% SP LOI: 0% SP LOI: 10,03% SP LOI: 6,36% SP LOI: 0%
LEAD TIME: 7934.9 Pht
6.63 Pht 0 Phat 2.42 Phut 0 Phit 1.84 Phat 127.5Phit  5.74 Phat 550 Phut 33.4 Pht 145.4 Phit 27.4 Pht 0 Pht 3.47 Pht 2880 Pht VAT 44.05 Phit
1.44 Pht 1.98 Pht 1.55 Phat 3.48 Phit 19.2 Phit 16.4 Phat 0 Pht

Hinh 4.4: So d6 chudi gia tri trong lai
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KET LUAN

Lean Manufacturing la mot phuong phap quan ly rong tuy khéng qua méi mé nhung
viéc tién hanh can thuc hién thuong xuyén va can phai ¢ cach thie trién khai khoa hoc,
phu hop vai tinh hinh thyc té caa mai doanh nghiép. Cho téi nay Lean di duoc rat nhidu
cong ty 4p dung trong d6 c6 rat nhiéu doanh nghiép Viét Nam ciing dau tu thuc hién dé
han ché lang phi, ting ning suit va chit luong san pham.

Qua qua trinh thuc tap tai nha may 1 - TBS’ Group, tac gia nhan thiy Ban lanh dao y
thire duoc tam quan trong trong viéc (ng dung Lean va nhitng lgi ich ma né mang lai
nén rat chl trong thuc hién va mang lai nhirng hiéu qua nhat dinh. Tuy nhién, van con
nhiéu han ché va ton tai cac l1ang phi do tinh hinh nhan su bién dong lién tuc, han ché vé
mat bang phan xudng va viéc trién khai Lean mat thoi gian, chi phi nén khong thé khién
khai rong réi va khong thé ap dung nhiéu céng cu cua Lean.

Do thoi gian thuc tap c6 han nén thdng tin va sb liéu thu thap trong khoang thoi gian
kha ngan khong thé phan anh hét tinh hinh thuc té caa nha may. Nhitng giai phap ma
tac gia dua ra, mong mot phan nao d6 gitp giam thiéu duoc nhitng lang phi dang xay ra
tai chuyén may, tai nha may ciing nhu gbp phan vao su phat trién cua Cong ty C6 phan
Dau tu Thai Binh.
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PHU LUC
Phu luc 1: BANG PO CT VA VAT CUA MA GIAY QUEST MID

Cong doan CT VAT |VAT |VAT |VAT |VAT |TB
1 2 3 4 5 VAT

Mii, chop mili 4416| 8.14| 677| 7.49| 659| 8.67 7.53
Ludi ga trén, dudi 36.80 | 7.47| 8.11| 834| 838| 6.82 7.82
Got 2576 | 6.77| 7.49| 7.23| 954| 898 8.00
Chan Bun TN 29.44| 7.10| 691| 6.82| 6.85| 821 7.18
Than TN 2944 | 899| 6.83| 7.82| 646| 7.68 7.56
Téch, kiém dém 132.48 0 0 0 0 0 0
Vvong ¢b 1472 | 6.82| 6.83| 821| 6.86| 6.43 7.03
Lot miii 928| 530| 589| 661 699| 6.11 6.18
CL mii 464 | 464| 464| 464 464| 464 4.64
Pho got 928| 490| 587| 563| 589 659 5.78
Pho mili 6.08| 6.08| 6.08| 6.08| 6.08| 6.08 6.08
CL than TN 928 | 9.28| 9.28| 928| 928| 9.28 9.28
TC mii 464 | 464| 464| 464 464| 464 4.64
CL got 464 | 464| 464| 464 464| 464 4.64
Téch, kiém dém 37.28 0 0 0 0 0 0
TONG CHAT 397.92 86.36
Anlo g6 TT ludi ga 66.24 | 55.39 | 58.18 | 57.63 | 54.58| 54.74| 56.10
Ep tem size vao 16t ludi ga 4416 | 36.53| 37.06| 37.92| 36.27| 37.78| 37.11
TONG IN EP 110.40 93.21
Lang miii 22.08| 18.08| 16.75| 17.10| 16.67| 17.63| 17.25
Lang than TN 33.12 | 26.43| 26.96| 25.94| 26.03| 26.38| 26.35
Lang ludi ga 736| 483| 579| 554| 514| 560 5.38
Lang vong ¢b 20.32 | 16.16 | 16.88| 16.51| 17.87| 17.25| 16.93
Lang vién than 11.04| 9.07| 830| 8.13| 7.41| 853 8.29
Lang chan bun 11.04| 9.38| 9.20| 8.88| 853| 845 8.89
Lang pho mili 22.08| 20.27 | 17.68| 19.39 | 1853| 2053 | 19.28
Lang pho got 18.40 | 15.84| 1658 | 17.39 | 16.37 | 17.47| 16.73
TONG LANG 145.44 119.09
Dan CL miii 4416 | 37.04| 41.07| 38.37| 36.18| 40.54| 38.64
Dan CL than TN 73.60 | 66.37 | 69.90| 66.80| 66.74| 67.66| 67.49
Can nhiét CL miii + pho 51.52 | 4550 | 4550 | 45.50| 4550| 4550 | 4550
muil

Cén nhiét CL than TN 2944 | 2442 | 2442| 2442 | 2442 | 2442| 24.42
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Cén nhiét CL chén bun 36.80 | 31.78| 32.37 | 33.22| 32.83| 32.10| 32.46
T6 bién ludi ga trén 27.68 0 0 0 0 0 0
T6 bién ludi ga dudi 22.08 0 0 0 0 0 0
T6 bién than TN 22.08 0 0 0 0 0 0
T6 bién got 22.08 0 0 0 0 0 0
T6 bién chén bun 14.72 0 0 0 0 0 0
TONG PONG BQ 344.16 208.51
Hoa dinh vi 89.64 0 0 0 0
Dan chiu lyc 33.84 0 0 0 0 0 0
B6i keo dap té canh chap 55.2 0 0 0 0 0 0
g; b dan, may webbing IOt | gq 55 78.58 | 77.20| 78.42| 7850 | 78.62| 78.26
Phun keo dan xop ludi ga 30.22 | 27.47| 28.06| 28.85| 27.62| 28.43| 28.09
Massa ludi ga 25.68 | 20.82 | 22.86| 2259 | 22.38| 21.78 22.09
May chap ludi ga 219 | 15.07| 12.67| 13.25| 14.30| 13.10| 13.68
May vién ludi ga 17.84 | 1045| 9.86| 11.50| 865| 9.68| 10.03
May dan bién miii 64.1| 4155| 4525| 40.18 | 42.13| 44.70| 42.76
May dan bién ludi ga 63.96 | 42.45| 45.86| 4350 | 43.65| 43.68| 43.83
May dan bién 16t vong c6 102.98 | 95.65| 89.97 | 90.72 | 94.26| 92.82| 92.68
May webbing than 4796 | 33.84| 34.62| 31.47| 27.01| 34.16 32.22
May chap than 50.48 | 38.35| 39.04 | 40.85| 39.39 | 40.58 39.64
Massa than 26.22 | 12.86| 15.39| 15.82| 13.34| 13.62 14.21
5;' {‘fg’nd,?g‘oﬁt than trong 25.76 | 17.82| 18.67| 17.65| 19.86| 18.86| 1857
May dan bién than 54.92 | 35.15| 36.59 | 34.21| 35.71| 33.82| 35.10
B6i keo dan than vao mii 75.9| 57.85| 58.67 | 57.65| 59.86| 58.86| 58.58
May két miii 87.1| 62.25| 60.9| 60.48| 66.56| 58.40| 61.72
May dan bién chan bun 101.28 | 82.86| 85.39| 85.82| 83.34| 83.62| 8421
May zigzag got 52.8| 29.12 | 31.44| 31.63| 30.88| 30.59| 30.73
May dan bién gét ngoai 73.96 | 68.58 | 67.20| 68.42| 68.50| 68.62| 68.26
May din bién chép mili 98.02 | 85.30 | 80.06| 84.10| 80.22| 82.75| 82.49
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May chap I6t vong c6 vao

mil gidy 80.76 | 71.92| 69.49| 73.66| 75.65| 74.74| 13.09
iﬁgglgf ©dandemcova 103.741 92.02| 90.69| 90.48| 86.56 | 88.40| 89.63
Bo 16n ¢6 giay 55.95| 21.63| 20.50| 20.26 | 19.82| 19.79 | 20.40
May dan chan go 714 | 5654 | 56.11| 55.71| 55.17| 53.38| 55.38
Xén 16t du 776| 56.29| 55.70 | 55.42| 56.85| 56.70| 56.19
Cit chi, vé sinh 109.5 0 0 0 0 0 0
Do kim loai 15.48 0 0 0 0 0 0
Chay chuyén 192.00 0 0 0 0 0 0
TONG MAY 2005.55 1151.83
Chuép bi vong tua, phom, 69.92 0 0 0 0 0 0
mi, tay
binh hinh yén ngua 29.44 0 0 0 0 0 0
May rat miii 33.12 | 26.26 | 24.43| 26.67| 26.11| 2526 | 25.75
Hap mii, dinh hinh mii 59.76 | 43.36 | 41.94| 43.89| 44.58| 42.16| 43.18
Dinh hinh got 31.36 | 24.72| 2539 | 25.92| 26.61| 2541 | 2561
Nhét rap ludi 18.40 | 13.84 | 11.94| 1155| 1250| 12.21| 1241
May tay strobel, Cit chi 82.88| 72.35| 66.16| 70.56| 71.92| 71.62| 70.52
Hép hoi nuéc 22.08| 16.74| 17.25| 17.15| 16.82| 16.18| 16.83
Long phom 51.52 | 45.70 | 43.92 | 44.62| 43.38| 44.85| 44.49
Nang got 40.48 | 35.92| 36.27| 35.41| 37.14| 36.46 | 36.24
Xtr ly chi may strobel 30.48 0 0 0 0 0 0
Kiém giay, chuyén qua 25.76 0 0 0 0 0 0
may luu hoa
Phéi dé, chuyén giay 36.80 | 31.70 | 29.79 | 30.13| 30.43| 30.03| 30.42
Ké dinh vi 73.60 0 0 0 0 0 0
Kiém tra dudng vé dinh vi 25.76 0 0 0 0 0 0
Mai nham chan go 101.28 | 93.46 | 94.67 | 91.82| 94.13| 91.66| 93.15
Vé sinh bui ( lau nuéc xir 29.44 0 0 0 0 0 0
IS/) X X
Chuyén mil giay, chuyén 18.40 0 0 0 0 0 0
dé

77.28| 72.00| 72.00| 72.00| 72.00| 72.00| 72.00

Xu ly mi giay, qua may
say
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Quét keo mil 1an 1, qua 36.80 0 0 0 0 0 0
may say

Quét keo dé, qua may say 36.77 0 0 0 0 0 0
Quét keo mi lan 2, qua 33.15 0 0 0 0 0 0
may say

Réap dé 165.60 | 151.28 | 151.66 | 150.82 | 153.44 | 151.78 | 151.80
Ep dé lan 1 101.52 [ 93.41 |93.41 |93.41 |93.41 |93.41 93.41
BU keo 25.76 | 20.11| 21.94| 22.11| 20.46 | 20.21| 20.97
Ep dé lan 2 100.88 [ 93.41 |93.41 |93.41 |93.41 |93.41 93.41
Chuyén mii giay 18.40 0 0 0 0 0 0
Thao phom 15.74 0 0 0 0 0 0
Lin keo dan 16t tay 40.48 | 36.24 | 37.02| 36.45| 36.53| 36.34| 36.52
Ep 16t tay 128.8 | 115.79 | 118.30 | 118.06 | 116.32 | 115.63 | 116.82
Nhét rap nang 22.08 0 0 0 0 0 0
Vé sinh dé 57.86 0 0 0 0 0 0
TONG GO 1641.6 983.5
Gap hop 33.12 0 0 0 0 0 0
Dan tem hop 22.08 0 0 0 0 0 0
Gan vach ngin hop 18.40 0 0 0 0 0 0
Treo tem gidy, dan giy 29.44 0 0 0 0 0 0
chong am

Treo phu kién 18.40 0 0 0 0 0 0
Goi giay, dong hop 33.12 0 0 0 0 0 0
DPong thung (6 d6i/thung) 44.16 0 0 0 0 0 0
Thdng k&, nhap kho 9.28 0 0 0 0 0 0
KIEM TRA, PONG GOI 208 0
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Phu luc 2: CAC KY HIEU DUNG BE VE SO PO VSM

BIEU TUQNG QUY TRINH
Ky hi¢u Tén goi Giai thich
A1 Customer/Supplier Tuong trung cho nha cung cap, khach hang va
quy trinh san xuat khac tir bén ngoai

Quy trinh san xuét

Tén cua qua trinh hodc hoat dong s€ duogc li¢t
ké & phén trén ctia biéu tuong va bo phan chuce
nang dugc ghi vao gitra.

N6 c6 thé 1a quy trinh, san xuét, bd phan hoac
nhitng hoat dong khac lién quan té61 dong
nguyén vat li¢u.

Kiém soat san xuat

Biéu twong nay thé hién mot quy trinh, noi tao
ra gia tri tang thém cho san pham.

Nhiing qua trinh va hoat dong duogc ghi phia
trén va bo phén chirc nang dugc ghi ¢ gitra. No
bao gdm nhirng con sé ma nha san xuat doi hoi
cho dong gia tri.

Process Box with
Information

Technology

Hop quéd trinh vdi

Nhiing qué trinh va hoat dong dugc ghi phia
trén va by phén chirc nang duoc ghi ¢ gitra. Ghi
chu thong tin ki thuat duoc s dung hd trg cho
thong tin clia qua trinh hop nam phia dudi goc
bén tréi.

thong tin ki thuat

Data Table St dung dé ghi lai nhitng thong tin quan tim vé

Hop dit liéu quy trinh san xuat, b phan, khach hang. Bao
| ' gom Cycle Time, V/A Time, Lead Time,

Change Over Time va mdt s6 thong tin khac.
BIEU TUQNG THONG TIN
Ky hi¢u Tén goi Giai thich
Production  Kanban | C6 thé 1a thé hodc mot cong cu nao d6 néi cho

Kanban san xuat

nguoi cong nhan biét san xuat 1a gi va so lugng
bao nhiéu va cho phép san xuat

JL

Batch Kanban

Kanban dén trong 1 16.
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L6 Kanban thu hoi

Kanban thu hoi Thé hodc cong cu hudng dan diéu phdi nguyén
liéu d€ lay va chuyén cac bo phan (vi du tu
Supermarket dén cac cong doan chi phoi).

Dtr liéu Dir liéu

Hop thong tin

Hop thong tin cho nhitng thong tin ¢6 li€én quan

| Information ;
td1 nhu cau.
BIEU TUQNG NGUYEN VAT LIEU
Ky hi¢u Tén goi Giai thich
C\ Su kéo Kéo nguyén liéu, thuong tir Supermarket.
Van chuyén hang
° ) OB bang xe tai.
Tdn kho C6 thé ghi ra sb lugng va thoi gian ton kho &
l bén dudi.
- Supermarket Pay 1a ton kho “supermarket” c6 chita mot s6

t6n kho sén dé cho khach hang du6i chudi. Cac
cong doan sau hodc khach hang s€ “kéo” tir ton
kho nay.

Kiém soat ton kho cac bo phan két cau 1én san
pham

Su di chuyén cua
nguyén vat li€u san
xuat bang cach day.

Nguyén liéu duoc tao ra va dua dén quy trinh
tiép theo trude khi quy trinh can né.

— ) —

Kiém soat vat liéu
theo phuong phap
FIFO

Chi ra sd luong gi6i han (Max va Min), dam
bao dong nguyén li€u cho hinh FIFO gitta cac
quy trinh.
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Cong nhan

S6 luong nhidu cong
nhan

bién thoai

Kaizen Burst

bicu nay nhan manh nhu cau cai thién & mot
quy trinh cu thé do 1a rat quan trong.

Dong théng tin théng
thuong

Vi du: lich san xuat hodc lich xuat hang.

Dong thong tin dién tir

“Dbén d€ nhin” lich san
xuat

bicu chinh k& hoach du kién vao kiém tra mirc
do ton kho.

\ ! Hop Kanban Noi I§anban dugc thu lai va dugc gitr cho di
chuyén.
""""" ’ Pull Arrow Diéu nay cho thay rang mot khach hang hodc

qua trinh kéo tir mgt qua trinh trude do.

Ton kho dém trudc
hoac ton kho an toan.

Shipment hodc
Materials Movement
Arrow

biéu nay thé hién cac nguyén vat liéu hoac
dong san pham tir nha cung cap dé xir 1y hoic
tir qua trinh cho khach hang. Tir nha cung cép
cho t&i qua trinh theo trén xudng duédi; qua
trinh cho khéach hang theo dong dudi 1én trén.
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Signal Kanban

Biéu tuong nay duoc st dung dé canh bao khi
murc ton kho tai céc siéu thi gitra hai qué trinh
giam dé kich hoat hoac diém to1 thiéu.

Timeline Segment

La mot phan khiic timeline hién thi thoi gian
gia tr1 gia tdng va thot gian khong co6 gia tri gia
tang.

o

Timeline Total Két thuc timeline. Bao gdm tong thoi gian cho
gia tri gia tang va gia tri khong gia tang.
Rework Diéu nay cho thdy nhiéu lan 1ap lai hay mot nhu

cau lam lai.
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