- Chuong trinh T6 tredng San xuat Chuyén nghiép e ©ang Dlang
L &ng phi trong San xuét va Giam |&ng phi -

1111111

TS. Nguyén Thi Xuan Hoa
Vién Kinh té & Quan Ly

San xudt, tac nghiép

Ty o

Cac yéu t6 dau Nhiing bién c6 Céc yéu td dau Ra
vao (Inputs) ngau nhién (Outputs)
- bt dai
- Nguyén vat liéu “Hang hoa
-Thiét bi, nha Piéu Kiémtra _pichvu
xuong chinh Qua trinh -O nhiém MT
+Von san xuat
+Lao doéng
+Quan ly
So sanh két
qua veidu |
doan Mb hinh quan 1y san
XUuat
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e Rong flang
= L &ng phi trong San xuét va Giam lang phi -

5 M CUA QUA TRINH SAN XUAT

Pau vao Inputs (3M)
Thiét bi (Machine)
Vat liéu (Material)

Con nguoi (Men)

Qua trinh Processing (2M)
Phwong phap (Method)
Quan ly (Management)

l | bau ra (Outputs) :

San pham (Product)
Dich vu (Services)

Hiéu qua culia hoat ddong san xuéat

(1)Hiéu qua st dung von
(2)Hiéu qua st dung thiét bi
(3)Hiéu qua st dung chi phi
(4)Hiéu qua st dung lao dong
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sem Chuong trinh T6 tredng San xuat Chuyén nghiép S Fung flong
= L &ng phi trong San xuét va Giam |&ng phi -

Ly do can quan ly san xuét tét

Tai chinh

Marketing ké toan Quan ly
san xuat

Tang Giam Giam

doanh thu chi phi chi phi

Hién tai 50% tai chinh 50% san xuat 20%

Doanh thu $100,000 $150,000 $100,000 $100,000
Giavén hangban —80,000 — 120,000 — 80,000 — 64,000
Loi nhuan thuan 20,000 30,000 20,000 36,000
Chi phi tai chinh — 6,000 — 6,000 — 3,000 — 6,000
14,000 24,000 17,000 30,000
Thué 25% - 3,500 — 6,000 — 4,250 — 7,500
Loi nhuan sau thué $ 10,500 $ 18,000 $ 12,750 $ 22,500

Nang suat va cac tac dong '“

v{"—_-_"—-

|
ét nang luwc Gia ban tang
san xuat
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép

L &ng phi trong San xuéat va Giam lang phi

&), Khai niém nang suat

Nang suat con dwoc hiéu la mot tw duy hudng téi thoi
quen cai tién va van dung nhirng cach thirc bi€én mong
muon thanh cac hanh dong cu thé. Theo cach ti€p can
nay, nang suat la khong nglrng cai ti€n dé vuon toi sw
t6t dep hon. Ngay hém nay phai tét hon ngay hém qua
va ngay mai sé tét hon ngay hdm nay

- T6 chtrc ndng suat Chéau A -

Gia = Chi phi + Lgi nhuan

Tw duy nang suéat

J Thi truong ‘

e

Lgi nhuan = Gia — Chi phi
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Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuéat va Giam lang phi

Can gidm gia thanh bang:

&), Tw duy nang suét

Co cau chi phi ctia san pham, dich vu:

Gia thanh san xuat <

Chi prAn nhén ChIA ph_IA Kha_uj ha_lo Chi phi khac
cong nguyén liéu thiét bi

— Nang cao nang sudat lao dong: san xuat véi s6 nguoi it hon
— Nang cao nang suat NVL: nguyén liéu ré, that thoat it
— Nang cao nang sudt thiét bi: thié€t bi ré, hiéu suat cao

Dé tlr d6 nang cao tinh canh tranh ctia san pham, dich vu nham
chiém Iinh thi truwong

e Quan ly

* Nguoi lao dong

* Mdi quan hé lao déng va quan ly

» TG chirc va hé thdng cong viéc

» San pham va dich vu

» Cong nghé va thiét bi

* Nguyén vat liéu

* Quy trinh, phuong phap va ky
nang

» VV6n (ngudn cung cap, co cau vén
va tinh hinh tai chinh

* Luc lvgng lao dong (sw sén co,
k§ nang va thai do)

e Cac nguon lyc ty nhién

« Co s& hatang

» Céac diéu kién kinh t€ va ngudn
Iwre tai chinh

+ Hé thdng x& hoi, thai d6 va hanh
Vi

» Hé théng va chinh sach cua
chinh pht

* Kinh té quéc t&€, moi trerng chinh
tri - xa hoi

e Thi trwong va khach hang
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w Chuong trinh T6 tredng San xuat Chuyén nghiép [ frng Hang
= L &ng phi trong San xuét va Giam |&ng phi -

&) Tw duy nang suét

Lang phi c6 mat & khp noi

1. Muda (lang phi).
2. Mura (khéng déu)
3. Muri (qua strc)

&), Tw duy nang suét

Tang nang suat va tang cwong do lao ddong la khac nhau

Ctr dong
Nang cao nang suat la loai bo Tang cuong do lao dong la bat
lang phi dé déi thanh lam viéc ¢ gang khéng c6 cai tién
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w Chuong trinh T6 tredng San xuat Chuyén nghiép
= L &ng phi trong San xuét va Giam |ang phi

4

Gia tri cila mot sdn pham dwoc xac dinh hoan toan
dwa trén nhirng gi khach hang that sw yéu cau va
san long tra tién dé cé dwoc

Hoat dong tao ra gia tri gia Hoat ddng khéng tao ra gia

tang tri gia tang

L " = , La cac hoat dong khéng céan
La cac hoat déng chuyén hoa e A = LA
~ . } . = - thiét cho viéc chuyén hoa vat
vat tw thanh dang san pham ma N o = s 2
a 5 P tw thanh san pham ma khach
khach hang yéu cau N o
hang yéu cau

&) Giam thiéu lang phi

&) MUC TIEU CUA DOANH NGHIEP
I

Giam chi phi Giam thoi giansan xudt  Cai tién chat lvong

|0

—

Chi phi san xuat

|

Loi nhuan

“Ré hon” “Nhanh hon”  “Tot hon”

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuat va Giam lang phi

1. Muc tiéu theo quan diém truyén théng

C6 4 muc tiéu chinh:

Dam bao chat lvgng

Ton trong thoi gian, ky han
Giam chi phi

Linh hoat trong t0 chirc

2. Muc tiéu theo quan diém hién dai
* Muc tiéu: 5 khéng

Khéng khuyét tat
Khéng cham tré
Khoéng gidy to
Khéng hong may
Khéng ton kho

Quan ly san xuét trong Doanh nghiép

« Quan ly san xudt ludn phai khac phuc mau
thuan gitva chirc nang thuong mai va chirc
nang san xuét. Co 3 loai mau thuan chinh:
— MAau thuan vé thoi gian
— MAau thuan vé chét lvgng
— MAau thuén vé gia
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Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuéat va Giam lang phi

&), Muwoi quyét dinh co ban

Mu&i quyét dinh co ban

Thiét ké san pham, dich vu
Quan ly chét lvgng
Thiét ké qua trinh, hoach dinh céng suat

Chién lwoc vi tri

Thiét ké b6 tri khéng gian

Quan ly nhan sy vao bé tri
cong viéc

Quan ly chudi cung trng

Quan ly ton kho

biéu do

Bao tri

NN REN RRF

Table 1.2

Loi ich cai tién nang suét

Chu doanh nghiép

(Tang lgi nhuan)

1

Chinh phi Loi ich cla Nguei tiéu dung
B - cai tlenxnang =) (Chit lvong dam
(Thué) suat bao, gia hop ly)

|

Nguoi lao déng

(Tang thu nhap)
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e Rong flang
= L &ng phi trong San xuét va Giam lang phi -

u Nhan thirc vé su lang phi

4

“Bat clr hoat ddng nao phat sinh chi phi ma
khéng tao ra gia tri gia tang dwoc goi la

lang phi”

“Gia tri cla mot san pham duoc xac dinh hoan toan
dwa trén nhirng gi khach hang that sy yéu cau va san
Iong tra tién dé c6 duoc nhuw chat lwvong, s6 lveng, thoi

gian giao hang...”

Loi ich cha viéc ap dung Kaizen dé giam lang phi

/4 ) .
CAC CON SO AN TUONG:

Sau 1 thang trién khai ap dung Kaizen:
Giadm tong thoi gian quy trinh san xuat xudng con 75-90%,
Gia tang nang suat hoat ddong may moc |én 60-70%,
Giam thoi gian xt ly don hang ban xuéng con 50-73%,

Giam thoi gian xt ly don hang mua con 50-70%,

O O O O O

Tiét kiém 40% khong gian lam viéc va gidm thiéu tinh trang hang
ton kho.

Cac ti Ié nay cang tang néu Kaizen dwoc (rng dung lau dai va lién
tuc

Ngubdn: T6 chirc Tw van JWA (M)
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Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuéat va Giam lang phi

Sw thay d6i chi phi b&i phuong phap san xuat

Cty Khéc | Chi phi Chi phi Chi phi Chi phi Chi phi Loai kha
Nguyén liu | Nang lwong| Nhancong | khduhao | bao dudng el WL
. o' +* ) ““ J ““
. : Y "t "“ ““‘
. ’ , N 2 a - "‘
Chi phi khac biét do phuwong phap san xuat
.: * 0"’ ““‘ u"" “"“
: 4 0.‘ ”’ “" "“
Cty LEAN Giam chi phi

nho Kaizen

" Gas va hoa chit
thuy tinh

oy

Thiy tinh long

v

Ong thiy tinh

v

Thanh phim: Béng dén tron

PMTT

Vo béng

<

So dé dong chay san xuat

Kiém nghi¢m

t

Han thiée
Gan dau dén

_ 4

Loatry —Jp

Gin loa

—p. Chéng téc [

vai tr

Vit mi¢ng _..l

| Rutkhi
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- Chuong trinh T6 tredng San xuat Chuyén nghiép

111111

L &ng phi trong San xuéat va Giam lang phi

So dé dong chay san xuat

Tao dang

—p

Rira bong

—p{ Tringbdt P Sy khirkeo

Gin dau dén

Lip den dau

‘_

Ritkhi |49 Vitmiéng

l

Han chan dén

)

Luy¢n den

—P‘[ Kiém nghiém ¥ Nhip kho

Pauvao  Cho

Thoi gian
95% I~‘= 5%-‘
Che  T/gvan Chodénlwot T/ig T/g Paura
===p  kiémtra  vanchuyén chuyén san xudt  thié lap chay —

Hinh 12.1

e
'y e B
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuat va Giam lang phi

COT LOI CUA PHUONG THUC
SAN XUAT TINH GON

(1) Giam chi phi bang céch loai bo lang phi

(2) DBam bao chét lvgng dé khéng lang phi va théa
man khach hang

(3) Giam c& 16 san xuét dé tang tinh da dang mau
ma

(4) Rt ngan thoi gian san xuét

CAC LANG PHI TRONG HE THONG SAN XUAT

San xuat thira
Lwu kho

Van chuyén
boi cho

Thao tac

Gia cong thwra

N o ok~ wbdhPeE

San pham héng
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- Chuwong trinh T6 trwdng San xudt Chuyén nghiép R Rang fong
L &ng phi trong S&n xuat va Gidm lang phi -

e 1. LANG PHI SAN XUAT THUA

Lang phi | Lé&ng phi

Giacong | Strachira

Lang phi

Lang phi

Thao tac San xuét thirg

Lang phi Lang phi

Lwu kho

boi cho

Lang phi

Van chuyén

|. Tong quan vé chi phi va lang phi

LANG PHi SAN XUAT THUA

La lang phi do san xuéat nhiéu hon hay qua
s&m hon nhirng gi dwgc yéu cau mot cach
khoéng can thiét.

Trong mét thoi ky kinh t€ cham phat trién, san xuét thira 1a mot t6i ac.

Taiichi Ohno
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Chuong trinh T6 tredng San xuat Chuyén nghiép

L &ng phi trong San xuéat va Giam lang phi

4
LANG PHi SAN XUAT THUA

Taiichi Ohno d& nhin nhan san xuét thira nhw 1a goc ré ctia moi sy yéu
kém trong san xuat. San xuat thira nghia la san xuat ra nhirng thir ma

khoéng ban dwoc. M6t vai van dé lién quan dén chi phi nhu:

Xay dwng va bao tri cac nha kho rong Ién

Nhiéu céng nhan va may méc

Dung nhiéu hon nang lvgng, dau may, va dién nang

Nhiéu xe nang, xe tai, pallet va bang tai

Nhiéu lai vay phai trd ma khdng can thiét cho sé von dé

San xuét thira lam an di cac van dé va giam dong lwc thic day cai

tién

|. T6ng quan vé chi phi va lang phi

Trong 5 phut thi 1 chi
tiét duoc sir dung

|. TOng quan vé chi phi va lang phi

San xuat thira

Trong 5 phut 10 chi tiét dwoc san xuat. ]
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép S Fung flong
L &ng phi trong San xuét va Giam |&ng phi -

|. T6ng quan vé chi phi va lang phi

1. Can thém nhan
cong va thiét bi

|. TOng quan vé chi phi va lang phi

Chuang ta can nhiéu nguyén vat liéu hon.
bt hang nhiéu hon!
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép S Fung flong
L &ng phi trong San xuét va Giam |&ng phi -

|. T6ng quan vé chi phi va lang phi

|. TOng quan vé chi phi va lang phi
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sem Chuong trinh T6 tredng San xuat Chuyén nghiép S Fung flong
= L &ng phi trong San xuét va Giam |&ng phi -

|. T6ng quan vé chi phi va lang phi

5. Tang s6 phuwong tién van chuyén
nhw Xe nang, nguodi van chuyén

|. TOng quan vé chi phi va lang phi

bi mai
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép S Fung flong
L &ng phi trong San xuét va Giam |&ng phi -

|. T6ng quan vé chi phi va lang phi

7. Tang lvong lvu kho va
nhan cong cho viéc quan ly

|. TOng quan vé chi phi va lang phi

Ngan hang

8. Ganh nang vé
tién lai tang Ién

Tién vay cho viéc
% sanxudt thang
Géanh nang vé ¥oowi
tién lai ngan hang

Khéach hang

Xay ra lang phi san xuat thira

Thang 9/2017 — Vién Kinh té & Quéan ly - PHBKHN Trang 19



- Chuong trinh T6 tredng San xuat Chuyén nghiép
: L &ng phi trong San xuét va Giam |ang phi

4
HAU QUA CUA SAN XUAT THUA

9. Y tudng cai tién bi triét tiéu |

U |. TGng quan vé chi phi va lang phi

4
HAU QUA CUA SAN XUAT THUA

9. Y twong cai tién bi triét tiéu |

|. TOng quan vé chi phi va lang phi

e
Ching ta phai stra chira ching

nhanh Ién, lvgng Ivu kho qua
nhiéu.

Chudng ta sé
lam sau

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN
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- Chuong trinh T6 tredng San xuat Chuyén nghiép
: L &ng phi trong San xuét va Giam |ang phi

Lang phi

Gia cbng

Lang phi Lang phi

Thao tac San xuét thirg

Lang phi Lang phi

Lwu kho

boi cho

Lang phi

Van chuyén

|. TOng quan vé chi phi va lang phi

4
LANG PHi LUU KHO

La viéc dv trir qua mirc can thi€t vé nguyén vat
liéu, ban thanh pham trong qua trinh san xuét.

Ton kho nhiéu dan dén cac chi phi vé tai chinh, chi

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN
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- Chuong trinh T6 trwdng San xudt Chuyén nghiép e Rang g
L &ng phi trong S&n xuat va Gidm lang phi -

|. TGng quan vé chi phi va lang phi
4

LANG PHi LUU KHO

Q Qué nhiéu lvu kho hang
1
‘C(‘)ng doﬁn 1 ‘C()ng doan |

|. TOng quan vé chi phi va lang phi

LANG PHi LUU KHO

Qua nhiéu lwu kho hang 1

Thiét bj hong |‘

NEu co truc trac sé
khong c6 van dé Ion xay
ra , chang ta da co lvong
Ivu kho 16n

Chéc chan khéng tién trién bai vi lvong luu kho khdng lam
thac day cai tién tham chi ca khi day chuyén c6 s co.
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e Rong flang
= L &ng phi trong San xuét va Giam lang phi -

|. T6ng quan vé chi phi va lang phi

LANG PHi LUU KHO

Q Qua nhiéu lvu kho hang 1

| Hang hoéa bi qua han \

Khong thé st dung

e Chi s6 vong quay hang tén kho ciia Rang Bong
(2016) = 3.19; (2015)= 2.37

* Ky Iru kho binh quan cua Rang béng (2016) =
113 ngay; (2015)= 156 ngay.
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- Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuéat va Giam lang phi

.......

Héng mua dang di duwbng 13.543

e Hang ton kho Rang Bong

3 & : 171, 39

- Cdng ¢y, dung oy 1,145 13

- Chi phi sén xuét kinh 87.659.377.002
'.103["|?‘] d¢ dang

- Thanh Jp'l:fi (] 168.380.409.500

842.012.049.532

1.002,477.585.761

cac loai hinh san xuat

Vong quay hang tén kho trung binh cho

Nganh Ngudng trén Trung binh Nguéng dudi
Linh kién va thiét bi dién tt 8.1 4.9 3.3

May tinh 22.7 7 2.7

Thiét bi nghe nhin gia dinh 6.3 3.9 25

Bot giay 11.7 8 55

Hoéa chat cong nghiép 14.1 6.4 4.2

Banh keo 39.7 23 12.6

Séach: xuat ban va in 7.2 2.8 15
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuat va Giam lang phi

&) Ton kho qua mirc
—

Nguyén nhan clia ton kho qua mrc can thiét:

« Khéng xac dinh duwoc mirc dw trir tiéu chuan trén day
chuyén

» Lap lich san xuat hang ngay khong t6t

Phan tich duw bao kém

Quan tri hang du trir kém

Khé khan trong viéc mua hang, buéc phéi co lwvgng dw

trlr cao

Cbng cu giam hang ton kho

e Xem xét ton kho dinh ki.

e Quan ly chat lvong str dung, leadtime, va ton
kho an toan

e Giam mrc du trlr an toan

e Tang cuong bién phap chu ki dém hang

e Ti€p can ABC

 Dich chuyén ton kho sang kho clia nha cung céap

e Cac chinh sach ton kho

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN
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Chuong trinh T6 tredng San xuat Chuyén nghiép

L &ng phi trong San xuéat va Giam lang phi

= 3. LANG PHI VAN CHUYEN

Lang phi

Gia cbng

Lang phi

Lang phi

Thao tac San xuét thirg

Lang phi Lang phi

Lwu kho

boi cho

Lang phi

Van chuyén

LANG PHi DO VAN CHUYEN

La cac hoat dong van chuyén clia nguyén vat liéu
khong lam gia tang gia tri cia san pham mot cach

khong can thiét.

Viéc di chuyén gitra cac cong doan xtr ly lam kéo
dai thdi gian san xuat, si¢ dung lao dong va mat
bang kém hiéu qua, gay nén nhirng dinh tré trong

san xuat.

Vi du: Quang dwdng van chuyén gilta 2 cong

doan dai, cong nhan di chuyén lay hang....

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN
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Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuéat va Giam lang phi

u |. TGng quan vé chi phi va lang phi

| 4
LANG PHi DO VAN CHUYEN

Lang phi do di chuyén sé lam gia tang thoi gian,
chu ky san xuat.

Ban thanh pham mat khoang thi gian cho doi dé
duoc dwa dén nguyén cong ti€p theo.

Ton kém dién tich mat bang san xuét..

Lang phi Van chuyén

Ty o

« Nguyén nhan ctla lang phi van chuyén:

Quy hoach nha may khéng hop ly
Kich thwdc cac mé qua lon

Khu vue chira hang qua réng

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e ©ang Dlang
= L &ng phi trong San xuét va Giam |&ng phi -

|. T6ng quan vé chi phi va lang phi

4

LANG PHi DO VAN CHUYEN

——rr— Kanban chat dong,

cham thong tin xay rp

Lwu kho

tam thoi

|. TOng quan vé chi phi va lang phi

LANG PHi DO VAN CHUYEN

Khéng can luu \\
kho tam thoi

e

~
—

Chi can van chuyén 1
lan thay vi 2 lan
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Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuéat va Giam lang phi

B i

o L £ chln B

e i s G e v T g

Lang phi

Gia cbng

Lang phi

Thao tac

Lang phi

boi cho

Van

Lang phi

chuyén

o 4. LANG PHI CHO DO

Lang phi

Stra chira

San xudt thirg

Lang phi
Lwu kho

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN
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Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuéat va Giam lang phi

4

Phat sinh khi tay ngwoi tho
ranh réi khéng c6 viéc lam.
Phat sinh khi thi€u vat tw dé
san xudt, khi may huv phai
chd stra, khi mat dién phai
dirng may.

Phat sinh khi nguoi tho chi
dirng quan sat may chay ty
ddng ma khong lam gi.

Lang phi Cho doi

Now Serving
0001
TRKEA

Thao tac thi cong

= :Thao tac tw dong

LANG PHI CHO POl

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN

Phai cho doi khi may mdc
van hanh: phéi hop cong
viéc clia ngudi va may moc
chuwa hop ly

La thoi gian ma céng nhan
phdi ch¢ doi may moc gia
cbng ma khoéng thwc hién
cac thao tac cbng viéc
khac.

Thoi gian tri hoan gilra cac
cong doan do hién twong
nut cd chai, nang lwc cac
cong doan khong dong
nhat....

Saxlaar

Trang 30



sem Chuong trinh T6 tredng San xuat Chuyén nghiép S Fung flong
= L &ng phi trong San xuét va Giam |&ng phi -

& 5. LANG PHI THAO TAC

Lang phi

Gia cbng

Lang phi Lang phi

Thao tac San xuét thirg

Lang phi Lang phi

Lwu kho

boi cho

u |. Téng quan vé chi phi va lang phi

—
LANG PHi DO THAO TAC

Bat ky hoat dong chan tay hay viéc di
lai khdéng can thiét cia cong nhan
khong gan lién v&i qua trinh gia céng |

tac.
Vi du: Bi lai tim dung cu, chi tiét, phu
tung...
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuét va Giam |ang phi

|. T6ng quan vé chi phi va lang phi

I

LANG PHi DO THAO TAC

Lang phi thao tac khi
stra chira

|. TOng quan vé chi phi va lang phi

Pi bd xa » Lang phi thao tac

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN

B Rang f1ong

Trang 32



w Chuong trinh T6 tredng San xuat Chuyén nghiép [ frng Hang
= L &ng phi trong San xuét va Giam |ang phi

|. T6ng quan vé chi phi va lang phi

|. TOng quan vé chi phi va lang phi
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuat va Giam lang phi

\&) Lang phi Thao tac

Nguyén nhan cua lang phi thao ,
tac thuwa: -
* Nghién ctru vé lao ddng khdng
day dua

Quy hoach nha may, phan xuwdéng
kém

T6 chirc noi lam viéc va gitr gin
vé sinh kém

Tim ki€ém dung cu

6. LANG PHI GIA CONG (THUA)

Lang phi Lang phi

Giacong | Strachira

Lang phi

Thao tac

Lang phi Lang phi

Lwu kho

boi cho

Lang phi

Van
chuyén

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN
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- Chuong trinh T6 trwdng San xudt Chuyén nghiép e Rang g
L &ng phi trong S&n xuat va Gidm lang phi -

U |. TGng quan vé chi phi va lang phi

| 4
LANG PHi DO GIA CONG

La lang phi do ti€n hanh nhiéu cbng viéc gia cong
hon nhirng gi ma khach hang yéu cau vé hinh
thirc hay chéat lvgng, cong dung clia san pham.

|. TOng quan vé chi phi va lang phi

Sau khi 1&p rap mat kia
ctla chan bun khéng
nhin thay duoc

Son bé mat con lai ctia chan bun
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w Chuong trinh T6 tredng San xuat Chuyén nghiép

L &ng phi trong San xuéat va Giam lang phi

. LANG PHI SUA CHUA

Lang phi

Gia cbng

Lang phi

Lang phi

Thao tac San xuét thira

Lang phi Lang phi

Lwu kho

boi cho

7. LANG PHI SU’A CHUA

Nguyén liéu, nang lwong, chi phi thiét bi, nhan
cong cho viéc stra chitra san pham co 16i

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN

Saxlaar
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e Rong flang
= L &ng phi trong San xuét va Giam lang phi -

Tim ra Lang phi va duwa ra muc tiéu:

v Lead Time = Nhé nhat ( nhanh nhét cé
thé)

v Gio lam viéc Khéng taoragiatri=0
v Thoi gian dirng May maéc, thiétbi = 0
v L6i san phdm =0

v Lwong tdén kho pht hgp nhat cé thé

PHUONG PHAP NHAN DIEN LANG PHI

Tim ra LANG PHI — Bing va quan sat
v6i HIEN TRUONG -

Hien truong la khu
canh noi lam viéc.

-Tai sao chdng ta phai lam nhw vay?

- C6 phuwong phap nao tét hon khoéng?
- CO thé thay déi duwgc ma khong tén qua nhiéu ngudn luc khong?
@ Tinh trang thuc té

Moi ngudi déu hiéu phai loai trir LANG PHI

Tuy nhién, khdéng dé dé lam duwoc diéu do.
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e Rong flang
= L &ng phi trong San xuat va Giam lang phi

blrng va quan sat = Tim hiéu sw
HiEN TRUONG LANG PHI
1 - ,/’ —
Vidy : /" <Hanh déng > \

< V&n dé > May dirng . @ May bi dirng.

@ Boi v

—

mot cai cau chi bj bung ra.

(-

® Thay thé cau chi.

JL
\/ /
N @ Lan nira, may lai dirng! //
. ,

-

Ban da gap tinh huéng twong
tv nhuw trén chwa?

5 cau hoi Tai sao — 5W
Tai sao may dirng hoat déng?
. s A . o Cai tru quay khoéng duoc tra
EIERRG Tai sao may lam viéc qua tai? dau m day da,
T?i sao ”&' kh?ng duoc tra Dau bom Ién khéng du.
. dau m¢ day da?
Tai sao dau bom 1én khéng dﬁ Truc quay bi mon nén yéu di.

. . R Dau bom Ién khéng c6 bo loc,
Tai sao tryc quay bi mon di? Truc quay dung qua thoi gian

Cau chi bi bung ra do may lam
viéc qua tai.

cho phép.
- . ~ - ~ N ~
Tai sao may Tai sao may lam Tal CA0MID Tai sao dau bom Tai sao truc
viéc qua tai? long duocitig 1&n khéng du? quay bi mon di?
1 i © ) _dau m@ day du? )\ T i )
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép S Fung flong
L &ng phi trong San xuét va Giam |&ng phi -

Bai tap thdo luan nhém

» Tai Cong ty cta cac anh chi hién nay cé nhirng
loai l&ng phi nao trong 7 loai lang phi trén
khéng? Néu céac hién twong cua 7 lang phi trong
hoat dong tai bd phan ban dang lam viéc. Yéu
cau phai chi ra 3 hién twgng cho moi loai lang
phi.

Quan ly
chi phi SX

Quan ly
chéat lvong

Cong viéc tiéu chuan
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép S Fung flong
L &ng phi trong San xuét va Giam |&ng phi -

Cac cbng cu LEAN loai bd Lang phi

Chat CV Tiéu
JIT lwong — chuén

Cvéi ti§n
JIDOKA etang

Thao tac
thira

i o i

Van
chuyén

Lwu kho

thtra

Van chuyén Van chuyén

NGUYEN TAC CHAT LUONG

» Chat lvgng dugc ddm bdo ngay tai cong doan
(lubn xay dwng hé théng chat luvgng 100% tot)

» Phong tranh nhirng sw cd cia may méc

> Nhan vién duoc trao quyén dé tw kiém tra 6i,
yéu cau hé thdng ngirng cho dén khi khic phuc
duwoc 10i

> Tiét kiém nhan cong t6i da vi khéng phai stra 16i,
khong phai van hanh san pham 16i
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- Chuwong trinh T6 trwdng San xudt Chuyén nghiép R Rang fong
L &ng phi trong S&n xuat va Gidm lang phi -

M M&i quan hé chat ché véi JIT

MJIT gidm chi phi dé lam ra san pham chat
lvgng vi n6 ngan ngra khong cho cac san
pham kém chat lvong dwoc lam ra

M Vi thoi gian san xudt ngan hon, nén vén dé
chéat lvgng sé duwoc tim ra sém hon

M Chat lwgng cao hon déng nghia véi viéc co it
hang cho hon va hé théng san xuat don gian
hon cho phép thuc hién JIT

Ky thuat chat lwvong trong LEAN

« Sir dung kiém soat qué trinh bang théng ké
» Trao quyén cho nhan vién

« Sir dung hé théng ngan ngira 16i (poka-yoke,
checklists, etc.)

« Tim ra l6i chat lwong véi c& 16 nho
* Cung cap théng tin phan hoi ngay lap tirc
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- Chuong trinh T6 trwdng San xudt Chuyén nghiép e Rang g
L &ng phi trong S&n xuat va Gidm lang phi -

Chi san xuat
san pham co
chét lvong

bung thoi
diém

Cong viéc tiéu chuan

Cong viéc tiéu chuan la gi ?

La phwong thirc quy dinh:

* trinh tv thao téac,

e céach lam,

» thoi gian thao tac
dam bao an toan va chat lvong
nham san xuét co hiéu quéa nhéat
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Chuwong trinh T6 tridng San xuat Chuyén nghiép
L &ng phi trong S&n xuat va Gidm lang phi

Cong viéc tiéu chuan la gi ?

Cong viéc (két hop cac yéu
t6 cong viéc) cho 1 nguoi
Cong viéc tiéu chuan

Pon vi thao tac toi thi€u

Ky néng t6i thiéu can co6 dé
thuc hién yéu t6 cong viéc

Kién thirc co ban lién quan
dén an toan, chat lvong va
san xuat

Tam quan trong clia cong viéc tiéu chuan

AN TOAN

 Dét ra nhirng quy dinh cu thé ca vé nhirng vi tri cdm hang hoéa,
vat liéu va dung cu. Tuan tha nhirng quy dinh nay sé ngan chan
duoc tai nan va bénh nghé nghiép.

CHAT LUONG

+ COng viéc tiéu chuan bao gdm ca viéc lam thé nao dé xay dwng,
danh gia va kiém tra chat lwgng. Diéu nay phong chéng 16i chat
lwvong xay ra.

HIEU QUA

« CONg viéc tiéu chuan co6 kha nang dat hiéu qua thao tac cao
nhat va xay dwng dwoc chat lwvgng trong cong doan. Diéu nay
nang cao nang suat.

Théang 9/2017 - Vién Kinh té€ & Quén ly - BPHBKHN
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seu Chuong trinh T6 tredng San xuat Chuyén nghiép S Fung flong
L &ng phi trong San xuét va Giam |&ng phi -

\&, TRIEN KHAI AP DUNG LEAN

Chi san xuat
san pham co
chét lvong

bung thoi
diém

Cong viéc tiéu chuan

\&Y) TRIEN KHAI AP DUNG LEAN

e Xac dinh LEAN la mét nét van hda cua cong ty

e Pao tao rong rai dé nang cao nhan thirc vé
LEAN ttr lanh dao cap cao cho dén cdng nhan

e TO chirc cac hoat dong hoi thdo, danh gia tai
xudng vé cac cong cu va két qua ap dung LEAN
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e Rong flang
= L &ng phi trong San xuét va Giam lang phi -

\&) TRIEN KHAI AP DUNG LEAN

e Téap trung vao 3 van dé c6t 16i cua LEAN

1. Thwc hién JUST IN TIME gidm thiéu ton kho
nguyén vat liéu, ban thanh pham, va thanh pham

2. Thuc hz‘%nh Error Free Production — §én xuat khéng
c6 sai l6i, ngan nglra va giam ty Ié 16i thap nhat tai
moi cong doan

3. Duv bao chinh xac nhu cau va tang cudng thong tin
san xuat dé dam bao ludn cé dd ngudn lwc cho san
xuat va xay dung hé théng canh bao sém

&) CAC BUOC TRIEN KHAI

« DAO TAO
— Pao tao cho moi thanh vién cla cbng ty vé cac
nguyén tac cua LEAN
« Cac quan doc, chuyén trwdng, t6 trwdng, bo phan chat
lwvong, bo phan ky thuat cong nghé san xuat duoc dao
tao nhiéu hon tuy thudc tirng tinh chéat cong viéc

« AP DUNG TAI XUONG:
— Ap dung cho tirng buéc cong viéc, tirng cong doan,
tlrng vi tri cong viéc, tirng chuyén va tirng xuédng
— Ludn bat dau bang danh gia thuc trang, tim cac van
dé co thé cai tién, tim nguyén nhan cot 16i, dé xuat
giai phap, va thuwc thi gidi phap ngay tai xwéng
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e Rong flang
= L &ng phi trong San xuét va Giam lang phi -

&) CAC BUOC TRIEN KHAI

+ VIEC TOI UU HOA BAO GIO CUNG THEO THU TU:
— Xem xét, tdi wu hoa cac Quy trinh hién hanh
— Xem xét, t6i wu hoa cac Nguyén tac céng viéc
— Xem xét, t6i wu hda cac Trang thiét bi, Dung cu
— Xem xét, téi wu hoa Tién do cla tirng cong doan
e Lubdn phéi hop v&i cac chuyén gia vé LEAN
thwc hién cac hoat ddng cai tién theo quy trinh
PDCA ngay tai xuwdng cung v&i cac nhém lam
viéc cla tirng cong doan dé dwa ra cac giai
phap cu thé va tong thé cho tirng khu virc san
xuat va cho toan bd cong ty

LIEN TUC CAI TIEN — KAIZEN (%)
NEN TANG THUC HANH LEAN

Ty o

e DINH NGHIA:

LA NHONG HOAT BDONG LOAI BO BAT HOP LY, MAT CAN BOI VA LANG
PHI ( MURI, MURA, MUDA) TRONG TOAN BO QUA TRINH SAN XUAT
NHAM BAT HIEU QUA CAO HON, NANG SUAT CAO HON.

MUC PiCH CUA CAI TIEN:
CHAT LUONG TOT HON
RE HON
AN TOAN HON
NHANH HON
DE DANG HON

Y VY VY *
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e Rong flang
= L &ng phi trong San xuét va Giam lang phi -

&), CAI TIEN — KAIZEN (&)

« Kaizen la mdt TRIET LY QUAN LY SAN XUAT
KHONG PHAI LA
MOT CONG NGHE SAN XUAT

» Kaizen KHONG doi héi sw thay déi Ion vé cong nghé
MA LA
SU THAY BOI LON VE THOI QUEN CUA NGUOI
LAO BONG

=) So sanh gitra KAIZEN va DOl MOl

NOI DUNG KAIZEN 603)03 2 POl =
9, R
Tinh hiéu qua | Dai han Ngan han '
Khéng gay an twgng manh Gay an twgng manh
Nhip dé Céc buédc nho Nhay vot
Thoi gian Lién tuc Céch quéng
Thay doi Dan dan DOt ngot
Céch ti€p can | N6 Iuwc tap thé N6 lwc ca nhan
Lién quan Tat cA moi nguoi Mot s6 dwoc lwa chon
Cach thirc Duy tri va cdi tién Bot phé va xay dwng
Bi quyét NG lwc, sang tao Dot pha va ky thuat CN
Yéu cau Pau tw it Pau tw 16n
Binh hwéng Con ngudi Coéng nghé
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e Chuwong trinh T6 trwdng San xudt Chuyén nghiép R Rang fong
= L &ng phi trong San xuéat va Giam lang phi -

& CAI TIEN — KAIZEN ()

e Kaizen la cach thc cai tién nhirng quy trinh san
xudt theo cach don gian va tiét kiém

« Kaizen la théi quen (van héa) cai tién dé loai bo
nhirng gi khéng can thiét trong quy trinh san xuat
ma van dam bao V€ chat lvong, thoi gian san xuat

+ Kaizen thwong bat dau tir NHA XUONG — VI TRi SAN
XUAT — NGUOi LAO BONG va dan tao théi quen cho
toan doanh nghiép

& CAI TIEN — KAIZEN (&)

« Kaizen hudng vao viéc hoan thién QUY TRINH
 Kaizen tap trung vao nd lwc ctia NGUOI LAO BONG

« Cac cong ty khong thanh cong khi thic hanh Kaizen
vi ho khéng quan tam dén QUY TRINH/ TIEU CHUAN
CONG VIiEC VA NGUO'I LAO BONG

« CAM KET CUA NHA QUAN LY CAP CAO TRONG TO
CHUC DONG VAI TRO HET SUC QUAN TRONG BE
KAIZEN BUQOC TRIEN KHAI THANH CONG
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- Chuong trinh T6 trwdng San xudt Chuyén nghiép e Rang g
L &ng phi trong S&n xuat va Gidm lang phi -

DBo6i twrong chinh cla Kaizen

« Thay d6i thao tac clia ngu¢i lao dong:

— Cong viéc dé dang hon, Ky nghé cong nghiép,

chwong trinh 5S, 7 cong
cu kiém soat chat

— Nang suat hon,
— Hiéu qua hon,
— [t mét moi

— An toan hon

 Cai tién may moc, trang thiét bi, vat tw dau vao
 Cai tién céac thu tuc, quy trinh lam viéc

Chuwong trinh cai tién Kaizen
dé giam lang phi
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e Rong flang
= L &ng phi trong San xuét va Giam lang phi -

\&/ CHU TRINH PDCA

Hanh dong K€& hoach

ap dung ca

. bién phap |bat muc tieu .-
.. daihan

ap .

dung cac .. Phuong
bién phap . phap, cac
ngén han .| budc thuc hién

Kiém tra *.,, Daotao
két qua ’
thwe hién

Thuc hign ..

Kiém tra Thwc hién

= CAIl TIEN — KAIZEN (&)

« Cac diém ghi nh& khi xdc tién va day manh hoat
dong cai tién

» Lam ro cac buwéc cal tién

> Cal tién thao tac trwdc khi cal ti€én may maoc thiét bi

» Ton trong, dé cao cac y twdng cdi tién va suw tham gia
cai tién clia cac thanh vién trong cong doan

> Kiém tra két qua cai tién va theo dai.
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- Chuong trinh T6 tredng San xuat Chuyén nghiép S Fung flong
: L &ng phi trong San xuét va Giam |&ng phi -

1. Xac dinh van d& 1.1. Lya chon vén dé quan tam/chl d& 2. Nam bt hién trang

s> 2 s >

( Noi dung clia van dé la gi? )

Ali, céi gi, bao gio?

O-~-0

o) 0-0
Cai gi, nhu thé nao _(CE'“ g, cai tién dwoc dén mirc do né\o?) Khdng bao gi gap lai triéu chirng twong tw

7. Tiéu chuén héava Ké hoach tiép

Triéu ching-C Xdc tién
NHC

tiép theo
(Van dé/triéu chirng gi chwa de cap dén? )

Cac budc thwe hién Kaizen

1. Phat hién van dé

1. Khoang cach gilta muc tiéu clia céng ty va két qua
hién tai

2. Tu viéc xem xét cac yéu t6 P,Q,C,D,S,M

3. Tu viéc xem xét 4M1ilE (Material, Machine, Man,
Method)

4. T viéc kiém tra 3 "Mu” (Muri, Muda, Mura)

Van dé quan trong la gi?
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Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuéat va Giam lang phi

u 1. Phéat hién van dé

[— Khoang céach gitra muc tiéu
cla cong ty va két qua hién tai

Vi du:
» Theo ké hoach san xuét, san lugng hang ngay la 100
bV/ngay.
* Nhwng san lvgng thuc té trung binh la 95dv/ngay

Cha dé KAIZEN:

Phan tich nguyén nhan san lvgng thap va cai tién.

u 1. Phat hién van dé

4 L
Xem xét cac yéu to

P,Q,C,D,S,M

P: San lvgng co dap Q: Nhitng 16i nhé co
(rng nhu cau khong? cao hon m&rc mong

doi khéng?
C: Chi phi c6 dam bao L5
canh tranh khéng? S{
it
22

D: C6 suw cham tré

nao trong giao hang
> khong?
S [ ong
S: SO tai nan lao M: Ti Ié vAng mat
dong theo thoi
gian? c6 cao khong?
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- Chuong trinh T6 tredng San xuat Chuyén nghiép

111111

L &ng phi trong San xuéat va Giam lang phi

Xem xét 4 M1ilE

o

1. Phat hién van dé

o
L

Machine

Ji

Environment
f
E=——su S\

Method

Kiém tra Muda, Muri, Mura

Vac cac hép carton 20kg.

Phwong tién van chuyén
dwoc str dung ?

(Muda - (Muri -
waste) — impossibility)
Lang phi — Bat hop ly

1. Phat hién van dé

(Mura -
unevenness) —
Khéng nhat quan

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN
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- Chuong trinh T6 tredng San xuat Chuyén nghiép e Rong flang
= L &ng phi trong San xuét va Giam lang phi -

4 _
TOYOTA duwa ra 7 loai lang phi (Muda) sau:

1. San xuéat khéng ré
muc tiéu

4. Chor doi 5. Van chuyén 6. Thao tac 7. Sai 16i

&) 1. Phéat hién van dé

____4
200 — —= 100
(%)
Thiét hai B
(1000%)
100 — 50

§ || N

a b c d e f g
Cac hang muc sai 16i
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.......

Chuong trinh T6 tredng San xuat Chuyén nghiép

L &ng phi trong San xuéat va Giam lang phi

4
¢ Quan sat thay:

Phan loai ABC trong quan ly du tri

— M0t s6 lwong nhd (20%) céac loai hang héa (nhém A)
chiém mét lwong I&n tong gia tri hang héa trong kho
(70-80% gia tri).

— M0t s6 lwgng twong doi Ién (30%) cac loai hang héa
(nhém B) chi€ém mot lwgng nhé tdng gia tri hang héa
trong kho (15%)

— MOt s6 lvong ty 1€ 16n (50%) hang héa (nhém C)

chiém mot lwvong nho tong gia tri hang hoéa trong kho

(5%).

4
SKU | S6 lvong don vi Don gia Gia tri stt dung | Phan trdmgia | Loai
str dung hang nam (%) %) tri st dung

1 5,000 150 7,500 2.9% C
2 1,500 8.00 12,000 4.7% B
3 10,000 10.50 105,000 41.2% A
4 6,000 2.00 12,000 4.7% B
5 7,500 0.50 3,750 1.5% C
6 6,000 13.60 81,600 32.0% A
7 5,000 0.75 3,750 1.5% C
8 4,500 1.25 5,625 2.2% C
9 7,000 2.50 17,500 6.9% B
10 3,000 2.00 6,000 2.4% C
Tong 254,725 100.0%

Thang 9/2017 - Vién Kinh té & Quan ly - DPHBKHN

Trang 55



- Chuong trinh T6 tredng San xuat Chuyén nghiép e ©ang Dlang
L &ng phi trong San xuét va Giam |&ng phi -

.......

Bi€éu do Pareto

4 )
45.0% 120.0%
40.0% T

< 100.0%

35.0% + N
o b
o 30.0% T +80.0% | 8
g o
S 25.0% + N
= 1 60.0% | ©
& 20.0% T =1
o =
Q 150% T + 40.0% g

10.0% + 3

T 20.0%
5.0% T

0.0% - + 0.0%

3 6: 9 2 4 i 1 10 8 5 7
Item No.

mmm Percentage of Total Dollar Usage —e— Cumulative Percentage

Van dé binh thuwdng/ cac van deé lién

el

« LOi thiét bi

e Thiéu thoi gian

e Thi€u ky nang

e Thi€u kiém soat

e Nhan vién mat dong luc
e Thiéu kinh phi
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i Van dé QC

¢ Qua nhiéu phan nan tir khach hang

* Giao hang cham

« San pham khong du do tin cay khi dén tay khach hang

e Phan hoi cham v&i cac yéu cau cta khach hang

e Mtirc d6 dao dong I&én trong cac gia tri do chinh clia san
pham

> A
Lwa chon chu dé KAIZEN
Tiéu chi danh gia 3 tg c
2| © e | C
(5] P

=1 T c @
El = | 2l |8 | &% | 3
sl | 8|z |8 |2|&|¢
5 4 < 2 = = 'E ke
Chu gé i S| © o
< = S
o =
1. Tang san luong lén 5%. 3 2 3 2 1 2 13 4
2. Giam san pham 16i. 3 3 3 3 1 1 14 3
3. Giam chi phi bing cach giam lam ngoai gio. 1 3 3 3 2 3 15 2
4. Giam giao hang cham 20 %. 1 2 2 2 2 it 10 5
5. Giam chén thuong cdng nghiép 50%. 1 3 1 3 3 2 13 4
6 Cai tién moi trwong lam viéc. 1 1 2 i 2 3 10 5
7. Thuc hién cac hoat dong 5S. 2 < 3 3 3 3 17 1
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I

2. Nam bat hién trang

[
. W
WA
4 I/

Grasp the

L X su trend Material Maghine
Effect
Characteristi
Time Method Man C)

Factor-B

LN ]
Factor-A

Cac budc thwe hién Kaizen

Thiét 1ap muc tiéu

Muc tiéu Kaizen duoc thiét lap phai SMART:
S = Cu thé (Specific)

= Po lvong duoc (Measurable)

C6 thé dat duwoc (Achievable)

= Thuc té€ (Realistic)

= CO0 thoi han (Time-bound)

- 0 > Z
[l
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111111

L &ng phi trong San xuéat va Giam lang phi

L&i nhd
(%)

Cac budc thwe hién Kaizen

Thiét lap muc tiéu

Muc tiéu

Thang 1

EM

_—

. Phan tich tim nguyén nhan géc ré

Cac budc thue hién Kaizen

Banh my kém

Ti Ié men

liéu

Nhiet d0 1n  puong s gL

men

7 Ti 1€ nguyén

chat lvong

/
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L &ng phi trong San xuéat va Giam lang phi

TAI SAO

Cac nguyén nhan

Vi sao van dé xuat hién? E‘\;\
)

Cac budc thwe hién Kaizen

Phan tich tim nguyén nhan géc ré

T Tai sao dén Nhuw thé nao?

NHU THE NAO
Tim bién phap

Cai tién nhw thé nao?

Ty o

Nguyén téc khi tién hanh phan tich tim

nguyén nhan goc ré
Ba thuc t€ - 3 GEN

 Tai chd (Genba)

Nghién ctru dé trién khai cac van dé Kaizen phai dwoc:

e Thuc hién hét stic thuc té (Genjitsu)

e Quan sat s viéc thuc té (Genbutsu).
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May sdy héng

Loc dau

Hé théng dau boi tron

5 “Whys” dé tim nguyén nhan géc ré

4

Q: Vi sao may dirng? .
A: Vi cau chi bi dit do may qua tai. - 1% why
Q: Vi sao may bi qua tai? J
A: Vi hé théng bdi tron khong t6t. ~2" why
Q: Vi sao hé théng boi tron khong tot? 4
A: Vi ap lyc bom dau qué thap. <3 why
Q: Vi sao lai bi qua thap? s
A: V1 bot kim loai lot vao trong 6ng nhiéu. g
Q: Vi sao lai c6 bot kim loai?

N ~ LA L N N g ' . 5th why
A: Vi khoéng c6 hé thdng ngan ngtra bot kim loai.
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Dau boi tron

Loc da

s Hé thong dau boi tron

Cac budc thwe hién Kaizen

Nghién clru phuwvong phap
Pua ra y twdng cho hoat dong Kaizen

e V@i sy tham gia toan dién
e Tan dung téi da kién thirc, kinh
nghiém, ky nang cua nguoi lao

dong & tat ca cac cap.
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&), Nguyén téc ECRS

4 ]

e Elimination: Gidam thiéu
nhitng gi khdéng can thiét
trong cdng viéc.

e Combine: Két hop bat cw
nhirng gi phu hgp trong
cong viéc.

» Rearrange: Sap xép lai
trinh tw trong cong viéc dé
coO hiéu qua cao hon

e Simplify: Bon gidn hoa
cdng viéc diéu hanh.

Cac budc thuc hién Kaizen

5. Ap dung

« Khi y twdng cai ti€n dwoc dua ra, phai duwgc kiém tra
xac nhan bang cach thr nghiém.

« Vi khéng chac chin phuong phap méi la hiéu qua,
nén thtr nghiém thi diém trong diéu kién t6t nhat.

e Hay quyét dinh xem d liéu nao can thu thap trwéc va

trong qua trinh thr nghiém.
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Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuéat va Giam lang phi

200

Thiét hai
(10008$)

100

i

Cac budc thue hién Kaizen

A‘B‘C‘D‘E‘F‘G

100
(%)
100
50 50
///
0 0

6. Danh gia va kiém soat

100
(%)

50

BRIBN ~ (= =) F]qlo

Cac budc thue hién Kaizen

7. Chuan héa & K& hoach tiép theo

Khi phwong phap méi dwoc chirng

minh la hiéu quad - can phai duogc

chuén hoa.

Muc dich clia chudn hoa la sép xép lai
diéu kién lam viéc dé moi nguoi co
thé thywc hanh phuong phap méi véi

nguyén liéu, may maéc, con nguti nhu

ca.

Cai tién

A P
co (I
A P
N VAT
M c D
51
D
Théi gian
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Chuong trinh T6 tredng San xuat Chuyén nghiép
L &ng phi trong San xuéat va Giam lang phi

Cac yéu té quyét dinh suw thanh cong
cua Kaizen

1. CAM KET CUA LANH DAO
CAO NHAT

q 1

*/y‘f“

2.NO LUC THAM GIA CUA
MOI THANH VIEN

J'l j LN
‘” 3. BAT DAU VA KET THUC
Y;, BANG DAO TAO
f Y

Co s® dé trién khai Kaizen

Ty o

« K¥ nang diéu hanh, lam viéc theo nhém

Sv tham gia va y thirc ky luat cua tirng thanh vién

Moi trd'ng, van hoa cai tién lién tuc

Hoat dong clia cac nhém

Hé thdng sang kién cai tién
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DPiéu kién dé mot dw an Kaizen thanh céng

e Ky vong hop ly va thuc té

* Nhan vién c6 thai dd hop tac, duwgc uy quyén
va tham gia tich cwc vao qua trinh cdi tién

e CO dinh huéng chién lvoc, duoc chia sé

e CO du ngudn nhan lwc thuc hién dw an nhw
la wu tién s6 mot

« CO du kinh phi, ngan sach can thiét

e Tinh dén céac yéu té con nguoi, xa hoi

Cac nguyén nhan that bai co6 thé la

« Khong duy tri dwgc cam két, sy quyét tam va
tng ho thiét thwc cla lanh dao trong sudt thoi
gian thwc hién du an

e Pham vi cia dw an va nhirng mong doi khéng
thuc té

« Khé khan trong quan ly thay doi phuong phap,
hé théng va con nguoi ci

e Pham vi dv an qua lén so vai tiem luc va kha
nang hién tai cia céng ty
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Céac nguyén nhan that bai c6 thé la

e Quéa tap trung vao gidm chi phi

* Qua tap trung vao cong nghé (vi du: IT)

e Thwc hién nhiéu duv an quan trong cung mot
lc

e Khong c6 di ngan sach va nguén nhan luc can
thiét

» Van hoa so hai va bi quan

Cac sai lam ma cap lanh dao thwdng gap

khi thwc hién dw an

« Khong tham gia truc ti€p vao viéc chi dao va
thuwc hién du an

e Khong truyén dat mot cach day du cho nhan
vién

e Puwa ra nhirng tin hiéu khdng nhat quan

e Khong chi y mot cach day du dén anh hudng
clia nhirng thay d6i doi véi nhan vién

e Thay doi cac muc tiéu wu tién, cac van dé
trong tdm qua nhanh

« Khong cung cap day dd nguon lwc cho dv an.
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111111

e Cam két cla lanh dao cao nhat
 Vai tro ctia can bd quan ly va lanh dao nhom
« NO lwc tham gia ctia moi nguoi

1. CAM KET CUA LANH BAO
CAO NHAT

i

M
( ; 2.NO LUC THAM GIA CUA
\ MOQI THANH VIEN

a » \
< 3. BAT DAU VA KET THUC

u
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When we
stop taking
risks,

we stop
living life.

Fabin Sharma

“If not us, who?

If not now, when?”
Hillel the Elder /“%,’

8
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Bai tap thao luan nhom

e T kinh nghiém ctia anh/chi hdy xac dinh it nhat
3 van dé cla cong doan san xuat ma anh/chi
mudn cai tién?

e Thwc hanh phan tich nguyén nhan va dua ra ké
hoach hanh ddng vé cai tién

CHUC CONG TY AP DUNG THANH CONG
PHUONG PHAP SAN XUAT TINH GON
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CAC CONG CU AP DUNG
TRONG KAIZEN

BANG HOAT BONG

Ty o

Bang hoat déng: Lam r6 dinh huwéng ctiia céng ty

Deporiment goak i
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BANG HOAT BONG

THANH PHAN BANG HOAT DONG

1. Tén nhém, danh sach cac thanh vién, tén trwéng nhom,
chinh sach hay muc tiéu cta céng ty.

2. K&t qua dau ra cua cac hoat dong ctia nhom (bi€u dd hang

thang)

3. Chu d& ma nhém dang huwéng téi. Chu dé nay c6 lién quan gi

dén van dé hién tai.

4. Tinh hinh hién tai va nguyén nhan cta n6 (luén thé hién

bang s6 lvong khi cé thé)

5. Nguyén nhan va két qua ctia nhém nhw thé nao. Chua thich

bang bi€u dd 1a mot cach hiéu qua dé thé hién mai lién hé gitra

cac hoat dong va két qua ctia nhém.

6. Danh sach nhirtng muc tiéu da dat dwoc, van dé con ton tai,

va cac ké hoach dé giai quyét nhirng van dé nay
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2. Sir dung bang hoat dong
trong cac cudc hop

Vd. Bang hoat dong -- dwoc cap nhat it nhat moi
thang

Ténnhdm: ........ccoevvvnnnnnnes

Cac thanh vién cla t6 chirc/nhoém Qualty (FTFR)

K& hoach va hoat dong hién thoi i N ‘3
2001 2002 2003 \)04

year

Két qua
dénh gid

Nguwoi phu

Chu gé tréich Ngay hoan thanh
Biéu d6 mo ta muc tiéu/tién trinh

Anh

Truéc

Trwéce

Sau

Sau
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KIEM SOAT BANG CONG CU TRUC QUAN

« Cac diéu kién san xuat c6 thé duoc xét doan ngay lap tic chi
can bang cach nhin.

« Thoéng qua thi giac, tat cA moi nguwdi c6 thé nhan biét dwoc sw
bat thwdng mot cach nhanh chéng va uwéc lvong dwgc mic
do.

+ Thi giac thong tin mot cach dé dang dé hiéu va thic day hop
tac tai noi lam viéc.

Quan ly bang céng cu trwc quan cho phép cac cong nhan
clia xudng dugc thong tin day da vé cac quy trinh san xuat,
ti€n do va cac thong tin quan trong khac giip ho lam viéc c6
hiéu qua nhat

Cac dang cong cu truc quan

1. CA&c bang hién thi triec quan — Bi€u do, bang do lvong hiéu
gua, cac tai liéu quy trinh lam théng tin tham khao

-

sqscalSfacoosncnliANe wlsuesns

Vi du, biu dd xu huong ﬁ e = = el
vé hiéu sudt thuc hién, % X W . |5 = e .

dd xudt hang trong thang, 7 = ‘ | ‘ |
V.V... = = ﬁ_ :z_.__L._L:L.L

dao dong cla ty 1€ 16i, tién |[ERE Cemes e

[ er—r—— o, L o | 2 s bt | et | (o ]

= = e ey
SN ECN BN OO | TN S R ) S
NN e o

~ - | O N N L2
e ——ras P L —-- )

B S KNS O " e s | fmr |l | b b | B [ (BT w0
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Cac dang cong cu truwc quan

2. Cac bang kiém soat bang tric quan — Cac chi sé kiém
soat hay bao hiéu diéu chinh: thong tin vé tién dd san xuat,
thong tin theo doi chat lwgng, v.v...

Vi du: bang mau chi thj gi¢i han kiém soat nhiét dé hay téc do gilp ngwdi van
hanh nhanh chéng phat hién khi quy trinh van hanh vugt mirc cho phép

Machine cantrols

;? (T

ot
Cior xl Hetter

%iumw*&

Vi du cbéng cu tric quan

+ Andon — bang hién thi gdm nhiéu béng dién &
chung sé sang |én khi cong nhan & cong doan
nao do dirng day chuyén vi ly do thiéu vat tu,
chat lwvgng khéng phu hop, s ¢c6..

Shift Target

6-2 shift

THBE

2-10 shift
10-6 shift
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3. Céc chi dan bang hinh anh: gitp truyén dat cac quy
trinh san xuat hay luéng vat tw dwoc quy dinh.

/F\ S

|

L, % N N , y \'-. '\.'Jl J T I o= 'y
Hwéng dan van hanh may méc | % (,\. I-Lb J/ q--\\fjj )
\\;‘_}_——;{!// \\I \\..\__-}__'_, /

Flaw dirsction Aztating direction Markirg

&), Vi du chi dan bang hinh anh

« Chi dan noi lam viéc

O vé trén nén nha xwdng dé phan biét khu vire hay cac ehi dan luong
di chuy&n nguyén vat lieu va ban thanh pham trén méat bang xwdng.
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Caterpillar
EEEEEENI

Canh bao
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Tranh sir dung nham cac loai dau béi tron bing
mau sac
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Check sheet

Oct]
Item 1 4 3

AP W

B WAL

al

c w
L x Su

4

Pareto Chart Dispersion Chart ex

@ Correlati
Work

Factor

Years

Grasp the Cause & Effect Diagram
trend

- Matgrial Maghine
Vel Effect
j\i;f}{ Characteristi
of
Time Method Man C)

Control Chart

KAIZEN

INCREMENTAL BUT CONTINUOUS PROGRESS
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&) 3 Quy tac KAIZEN

LOAI BO
Dirng ngay nhirng viéc lam vo ich.
birng bam vao cach lam cdi.

GIAM BOT
Néu khong thé ngwng ngay toan bo, thir
giam bét.

THAY DOI

C6 nhiéu phuong phap dé
hoan thanh muc tiéu.
Thay dbi cong cu.

3 Nguyén ly co ban KAIZEN

¢ 3 nguyén ly co ban:

« Thay ddi ttrng phan mét khong thay dai toan thé.
Chia nhé van dé va bat dau véi mot phan nhoé
thoi

» Thay déi tlr cac goc do khac nhau:
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u TIEN TRINH THUC HIEN KAIZEN

3 HE THONG

1. Hé théng ti€p nhan, xt ly, phan hoi, ho tro thwe hién y
twdng (phi€u dé xuat y twdng, bang tin, hop thu,..

2. Hé thdng quang ba, xuc tién, khen thudng (ban tin

e 3 GIAI BOAN

1.Khuyén khich: O giai doan dau tién, ngwdi quan ly
nén ho tro va khuyén khich nhan vién dé xuét y
twdng ma khbng cha trong gia tri ciia y twéng.

2. bao tao: Giai doan 2 , ngu®i quan ly can huéng
dan, goi y va hudn luyén nhan vién cac phwong phap
giai quyét van dé, tw duy sang tao nham giip nhan
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4 BUOC THUC HIEN

1. Nhan vién nhan dang van dé, lang phi, co hoi cai tién,
dwa ra giai phap cai tién va dién vao phi€u dé
xuat y twéng (ghi don gian trong vong 3 phut)
2. Nguoi quan ly khen thwéng nhan vién co y twéng , xem
xét, danh gia y twédng va phan hoi cho nhan vién
trong vong 24 h. Néu y twdng dwgc chap nhan, nguoi
quan ly hd tro va tao diéu kién dé nhan vién thuc
hién y twédng. Néu y twdng khong thuc hién duworc,
ngudi quan ly s& hudng dan, goi y, trang bi an

Cai tién cai gi

o

Cai tién cong viéc ca nhan

Tiét kiém nang lwong, nguyén vat liéu va cac
nguon lwc khac

Céi thién moi trrong lam viéc.

Cai tién may méc va qui trinh lam viéc.

Cai tién cong cu.

Cai tién cbng viéc tai van phong
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w Chuwong trinh T trudng San xudt Chuyén nghiép S R fang
= L &ng phi trong San xuét va Giam |&ng phi -

1. Lang phi thi gian van chuyén nguyén vat liéu, dung cu,...

2. Lang phi do dv trir ton kho qua murc can thiét.

3. Lang phi do thoi gian di chuyén hay thao tac khong can thiét
clia nhan vién.

4. Lang phi do th&i gian chd doi con nguwoi, may moc, nguyén
vat liéu,..

5. Lang phi do san xuat viot qua yéu cau cla giai doan san xuat

Théng 9/2017 - Vién Kinh t& & Quan Iy - DHBKHN Trang 83



