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Toém tat Quan tri tinh gon (QTTG) la mot trong nhiing phuong phap quan tri hiru hiéu nham lién tuc
loai bo tit ca cac ling phi trong qua trinh san xuit théng qua cdac cong cu 58, Kaizen, Quan ly tryc quan..
Loi ich chinh cia hé thong nay la giam chi phi san Xuat, ting san luong, rut ngan thoi gian san xuat
hudng dén xay dung mot hé thong san xuat khong co du thira, 1ang phi. Vi tinh wu viét, quan tri tinh gon
s€ mo ra mdt con dudng mdi cho tu duy quan tri ciia cac nha quan li doanh nghiép (DN) Viét Nam noi
chung va cac doanh nghiép san xuat — ché bién san phém tir cdy cong nghiép noi riéng. Bai nghién ctru
tap trung khai thac 2 cong cu 5S va Kaizen trong san xuat tinh gon (SXTG) trén co s& d6 dé xuat mo6 hinh
mg dung QTTG phu hop véi cac doanh nghiép san xuat — ché bién san pham tir cdy cong nghiép tai tinh
Kon Tum.

Tir khda. Quan tri tinh gon; 5S; Kaizen; san pham cdy cdng nghiép; san xuét

CURRENT STATUS OF WASTE AND SUGGEST A LEAN MANAGEMENT MODEL
IN COMPANIES PRODUCING AND PROCESSING PRODUCTS FROM
INDUSTRIAL PLANTS: CASE STUDY IN KON TUM PROVINCE

Abstract. Lean management is one of the adaptive management methods to continuously eliminating
waste of any resource or process through tools 5S, Kaizen, Visual Management ..., etc. The main benefit
of this system is to reduce production costs, increase productivity, shorten production time and lead to
construction of a production system without redundancy and waste. With an evolutionary problem-
solving ability, Lean management opens a new avenue for thinking of the general business administrator
in Vietnam and special firms that manufacturing and processing of products from industrial plants. The
study focused on exploiting 5S and Kaizen 2 tools in manufacturing compact and find out Lean
application model consistent with the company that processing and producing from industrial plants: case
study in Kon tum Province.
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1. PAT VAN DE

Nhimng nim gan day, dudi sac ép canh tranh toan ciu, anh huéng tir cuc khing hoang kinh té thé
gidi nén cac doanh nghiép Viét Nam gap phai khong it kho khan. Vi nén kinh té hoi nhap, nhiéu doanh
nghiép nudc ngoai dau tu vao Viét Nam gay nén l1an song canh tranh khéc liét buoc mot s doanh nghiép
trong nudc phai cit giam, ngirng san xuét hoac giai tan khi khong da nang lyc canh tranh. Theo Tong cuc
Thong ké, nam 2013 c6 76.955 doanh nghiép thanh 1ap méi, 60.737 giai thé hoic ngirng hoat dong, ting
11,9% so véi nam 2012. Trong quy /2014 da c6 thém 16.745 doanh nghi¢p phai dung hoat dong, tang
9,6% so véi cling ky ndam 2013 [1]. Thuc tién phan anh su han ché trong quan 1i, diéu hanh va sy thiéu 6n
dinh, khéng bén viing trong tur duy, phuong phép quan tri cua cac doanh nghlep Vi vay lam thé nao dé
nang cao hiéu qua hoat dong, chat luong san pham, dich vu va tbi da hiéu qua kinh doanh luén Ia bai toan
kho cua cac nha quan i.

Hién nay, cac doanh nghiép ché blen san pham tir cdy cong nghiép nhu ca phé, cao su, che, diéu, ho
tiéu... cling gap rat nhiéu kho khan vé chat luong san pham, thi truong tiéu thy. Nhiéu nha nghién ciu da
dé xuit cac phuong phéap cai thién ning suit, chat lwong cho doanh nghiép thdng qua céc cong cu nhu
TQM, ISO, Kaizen, 5S, Lean,... Tuy nhién, nhiing phuong phap nay chi 4p dung chung cho tt ca cac
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doanh nghiép ma chua di sdu vao viéc phan tich dic diém cua ting loai hinh san pham. Nhitng nim gan
day quan tri tinh gon (QTTG) bit dau dwoc wng dung rong réi trén thé gisi, nhiéu nghién ctru di chi ra
rang QTTG gilp giam 50% thoi gian san xuat chinh, 80% chi phi san xuét kinh doanh, 30% mat bang san
Xuat dong thoi gitp ting 30% ning suat lao dong (Lathin va cong su 2001, Ferdousi va Ahmed 2009) [2],
[3]. Bé gitip cac doanh nghiép san xuat - ché bién san pham tir cdy cong nghiép trén dia ban tinh Kon
Tum ding viing trén thi truong trong va ngoai nudc thi phuong phap QTTG 1a sy lua chon thiét yéu, gidp
nang cao hiéu qua san xuat kinh doanh théng qua cat giam tbi da ling phi.

2. CO SO LY THUYET VA PHUONG PHAP NGHIEN CUU
2.1. Co s Iy thuyét vé Quan tri tinh gon

Quan tri tinh gon phat trién tai Nhét Ban tir nhimg nam 60 cua thé ky XX, hién nay QTTG dugc ap
dung trén tat ca cac linh vuc tir san xuat kinh doanh, ban le, dén dich vu y té, dao tao, hanh chinh cong,..
Thuét ngit “Lean manufacturing” 1an dau tién xudt hién vao nim 1990, trong quyén The Machine that
Changed the Word (C3 may lam thay d6i ca thé gi6i) cua Jamses Womack va cong sy [4]. Quan tri tinh
gon 1a hé théng cac phuong phap dugc ap dung trong doanh nghiép nham loai bo ling phi, giam thiéu
thoi gian san xuit, nang cao nang sudt va lgi nhuan. M6 hinh QTTG gitip doanh nghi€p phat hién, nhén
dang lang phi, tir do sir dung cac cong cu, phuong phap khoa hoc dé giam thiéu t6i da cac hoat dong
khong tao ra gid tri tang thém trong qua trinh san xuit kinh doanh (Nguyén Diang Minh va cong sy, 2013)
[5]. Cac lang phi trong doanh nghiép san xuit (Ohno va Taiichi, 1988) [6] la:

+ Cho doi: Thoi gian cong nhan, may moc nhan rdi do tic nghén ludng san pham

+ Di chuyén: Su dich chuyén nguyén vat liu khong tao ra gia tri gia tang cho san pham

+ Gia cong thura: Sir dyng qua nhiéu nguon luc khong can thiét vao san xuat.

+ Tdn kho: Du trit qua mirc can thiét vé nguyén vat liéu, ban thanh phim, thanh pham

+ Thao tac thira: Thao tac khong can thiét xay ra trong qué trinh san xuat do thiéu cac quy trinh, quy
chuin hoic cong tac dao tao khong hidu qua

+ Ldi: San phém/ dich vu 151, cAn phai stra chita

+ San xuat thira: San xuét vuot qua dinh mirc ma khach hang yéu cau

Pé tiét kiém chi phi, cac doanh nghiép nén dp dung QTTG bang nhiing cong cu doi hoi it sy dau tur
tai chinh nhat nhu 5S, Kaizen, Quan 1y truc quan, JIT, TQM (Quan trj chat luong toan dién).... (Braglia
va cong su 2006; Salem va cong sy 2006; Shah va Ward 2007) [7] [8] [9].

2.2. Cac mo6 hinh quan tri tinh gon

Trén thé gidi c6 nhiéu nghién ctru vé yéu té giup trién khai quan tri tinh gon thong qua cac mé hinh.
Mo hinh dau tién duge Day dé cap dén hai yéu to quan trong gitp doanh nghiép trién khai QTTG thanh
cong 1a vai tro dan dit cua lanh dao va su sin sang thay doi van héa doanh nghiép. Soriano Meier va
Forrester (2002) [10] chi ra hiéu qua lanh dao, khd néng giai quyét van dé ‘theo nhom, hoat dong dao tao
va trao quyen cho nhan vién 1a cac yéu t6 anh huong chinh dén hiéu qua trién khai JIT va TQM.

Nghién ciru mé hinh cac nhan td tac dong dén hiéu qua viéc ap dung QTTG vao chi nhanh doanh
nghiép Nhat Ban dt tai Singapore, Rodgers va Wong (1996) [11] da cho thdy su khéac biét khi 4p dung
vao mdi qudc gia. Cu thé, néu & Nhat Ban, yeu t6 vé thuc hanh va chinh sach nhan sy co tac dong lon toi
hiéu qua ap dung QTTG thi & Singapore yéu té nay lai khong anh hudng nhidu, dong thoi 1a diém yéu ciia
cac doanh nghiép Singapore. Mt khac, cac doanh nghiép & Singapore rat biét tan dung diém manh cua
minh la kha nang xay dung dinh hudng va tinh thém lam vi¢c nhom, cling nhu tuyén dung cac chuyén gia
Nhat Béan, blen nhimg dlem manh thanh nhén 6 quan trong tic dong dén hiéu qua ap dung QTTG. Noi
cach khac, mdi qudc gia can luu tim t6i dic thi nude minh dé cha dong bién diém manh thanh nhan t&
chu chdt tac dong 1én sy thanh cong cua viée ap dung QTTG (Nguyén Hong Son & cs, 2014) [12]. Vi
vay, cac doanh nghiép Viét Nam can linh hoat trong viéc ung dung QTTG sat thuc voi doanh nghiép voi
ving mién va yéu ciu vin hoa cia ting dia phuong.

Tai Thai Lan, cic nha may di 4p dung mot s cong cu san xuit tinh gon trong d6 c6 vong tron
PDCA (Plan — Lap ké hoach, Do — thyc hién, Check — Kiém tra, Action — Hanh dong) cia Deming nhung
hiéu qua chua cao, nguyén nhan bat ngudn tir hai yéu té chinh 1a nha quan 1y va nhéan vién (Karn, 2009)
[13]. Trong d6, tai cong doan 1ap ké hoach, cong nhan va nha quan ly tdp trung vao viée dap Gmg don
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hang nén viéc danh thoi gian cho 1ap ké hoach va trao doi bj xam pham. Tai budc thuc hién va trién khai
ké hoach vao thuc t&, nhan vién lam viéc mot cach thiéu y thic, khong dat su quan tim vao viée cai tién,
thay d6i. O budc kiém tra, cac yéu t6 van hoa nhu tinh cha quan, khong dua ra su tht vi s anh hudng
dén ca nhan 1am cho van dé bi xem nhe va khong c6 bién phap giai quyét; & budc hanh dong ngin ngura
16i tai phat, nguyén nhan do thiéu sy cam két cua lanh dao. Dua vao cac nguyén nhén trén, tic gia da deé
xuit thém budc Béo co (Report) bo sung vao vong tron PDCA thanh vong tron PDCRA dé khuyén khich
nhan vién trao d6i nhleu hon véi cap trén.

Nghién ctru vé mé hinh quan trj tinh gon tai cdc doanh nghiép vira nha nho Viét Nam, Nguyén Pang
Minh va cong sy (2014) [14] dé xuat mo hinh gom 3 giai doan:

(1) Qué trinh trién khai QTTG trong doanh nghiép thong qua 3 giai doan: giai doan 1 Xay dung quy
trinh thuc hién, bo tiéu chi danh gia kiém tra cho céac hoat dong 5S, Kaizen, Quan ly truc quan; giai doan
2 Trién khai 4p dung thi diém QTTG tai mot bo phan trong doanh nghiép va giai doan 3 trién khai ap
dung QTTG trén toan doanh nghiép

(2) Cac nhan té tac dong dén hiéu qua cua qua trinh trién khai QTTG: nhom tac gia da dua ra 4 nhan
t6 Sy tham gia cia ngudi lao dong vao qué trinh &p dung QTTG, Su cam két 1au dai cua ban lanh dao,
Chinh sach dao tao va Chinh sach khuyén khich khen thuéng

Qua cac md hinh quan trj tinh gon di dugc nghién ctru, tng dung khing dinh con nguoi 14 nhan t6
then chdt quyét dinh hiéu qua cta qua trinh 4p dung QTTG. Céac doanh nghiép can chu trong dén van hoa
ctia nhan vién, su cam két va theo sat cta lanh dao, hoat dong dao tao vé khoa hoc dé giai quyét van dé va
quan tri thoi gian trong qua trinh 4p dung QTTG tai doanh nghiép minh.

2.3. Phwong phap nghién ciru

Pé thuc hién tdt cac muc tiéu dit ra trong nghién ctru va thu dugc cac Kkét qua chinh dang tir nghién

clru, qua trinh nghién ctru da van dung tong hop cac phuong phap nghién ciru khac nhau:

- Sir dung phuong phéap tong hop ly thuyét vé cac mé hinh tng dung QTTG véi muyc dich tim
kiém m6 hinh phd hop cho cac doanh nghiép san xuat — ché bién cay cong nghiép tai tinh Kon
Tum.

- Céc sb lieu tha cap dugc cap nhat thuong xuyén tir cac ngudn théng tin ciia Téng cuc thong ké
va cac sach, bai bao, bao cao khoa hoc trong giai doan tir nam 2014 - 2016.

- S ligu so cap duoc thu thap trong nam 2017, qua quéa trinh phong van tryc tiép cac doanh
nghiép ché blen cay cong nghi¢p thong qua viéc di thuc dia, thdm quan nha may san XUAt. Nguon
thong tin so cap tir tic nhan san xuat véi s6 mau 10 doanh nghiép trén dia ban tinh Kon Tum vé
thuc trang hoat dong san xuat, ché bién san pham va céc lang phi trong qua trinh san xuat kinh
doanh. Tir d6 d& xuat mé hinh quan tri trong san xuat nham giGp doanh nghiép thich tng linh
hoat véi sy thay d6i ciia méi truong kinh doanh.

3. THUC TRANG HOAT DPONG QUAN TRI TAI CAC DOANH NGHIEP SAN XUAT -
CHE BIEN SAN PHAM TU CAY CONG NGHIEP TAI KON TUM
3.1. Pic diém san phim tir ciy cong nghiép

San pham tur cay cong nghiép la nhiing san pham ban thanh pham cta nghanh san xuit nong nghiép
thong qua trdng ciy cong nghiép voi tu liéu san xudt |a dat. Cay cong nghiép (ché, ca phé, cao su, diéu,
hé tiéu, mia...) cho san pham ding 1am nguyén liéu trong cong nghiép thuc pham, cong nghiép ché bién,
cong nghiép san xuit hang tiéu dung,... Nhu vay, san pham tir cAy cong nghiép tip trung ¢ nhoém
hang thuc pham, nhién li¢u, nguyén vat liéu, dugc pham...va cic san pham déc thu. Hién san pham cay
cong nghiép phuc vu thi truong noi dia khoang 5 - 10% san lugng, con lai 1a xuét khau. Trong do ca pheé,
hat diéu, cao su, hd tiéu, san 1 nim san pham Xuat khau chii Iyc ctia Viét Nam dat kim ngach xuat khau
hon 9 ty USD nam 2015, chiém khoang 30% tong gia tri xuat khau néng - 1am - thiy san, tuong dwong
5,5% tong gia tri xuat khau hang hoa Viét Nam (Tong cuc Hai quan 12/2015).
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3.2. Thue trang hoat ddng san xuit — ché bién

Viét Nam c6 nhiéu loi thé phat trién san pham ciy cong nghiép chu lyc nhu diéu kién khi hau, thd
nhudng phu hop, chi phi san xuat thap. Nganh hang cay cong nghiép ton tai nhicu diém yéu nhu:

+ Phét trién 0 at vuot quy hoach, hau hét cac nha may chi san xuat hang hoé dang nguyén liéu, chua
san xuét hang tiéu ding, chét lugng san pham khong cao, chua c6 thuong hidu manh.

+ Codng nghé thu hai, ché bién lac hau, thiéu von dau tu, lién két san xuat yéu, ha tang cac ving san
Xuat chua dap tng duoc yéu cau phat trién.... chua tim kiém duoc thi truong tiéu thu san pham on dinh,
strc canh tranh cua hang hoa keém.

Nhirng han ché nay khién gi4 cac san pham xuat khau chu lyc cua Viét Nam luén thip hon san phim
cung loai cta cac nude khac, kho dap tmg cac tiéu chuan k¥ thuét cia cac qudc gia nhap khau, nhét 1a yéu
cau vé an toan thyc pham, cac chung chi chat lugng cao. Khi Viét Nam tham gia vao hiép dinh thuong
mai ty do (FTA), cac doanh nghiép san xuit - kinh doanh san phdm ciy cong nghiép c6 co hoi mo rong
thi phan tai cac thi truong 16n nhét thé giéi nhu Hoa Ky, Nhat Ban va cic nuéc Chau Au. Vi vay, ting
cuong du tu, t6 chirc lai san xuét theo hudng hién dai la van dé cép thiét hién nay.

3.3. Nhan dién cac lang phi trong doanh nghiép

Bit ky mot don vi nao khi san xuat, kinh doanh déu huéng t6i loi nhuan. Loi nhuan 1a myc tiéu hoat
dong va ton tai cua mdi doanh nghiép. Loi nhuén gan 1ién v6i chi phi san xuat, chit lugng san pham,
doanh thu, khach hang... dé tang loi nhuan thi can ting doanh thu, tdng san luong hang ban duoc, giam
chi phi san xuit, kinh doanh. Can ctr vao nhimg phén tich vé cac loai lang phi theo cac tai licu vé quan tri
tinh gon nhu cudn Hé théng san xuit Toyota ciia Jamses Womack (1990) va cong su, cuén The Lean
Toolbox (Bicheno va Holweg, 2009), viéc nhin dién cac lang phi trong cac doanh nghiép san xudt tir san
pham cay cong nghiép dugc xac dinh bao gdm 7 loai lang phi co ban. Céc loai lang phi nay duoc dwa vao
ban cau hdi danh cho cac nhan vién, nha quan tri trong qué trinh diéu tra thuc trang cia 10 doanh nghiép
trén dia ban tinh Kon Tum. Bén canh céc ciu hoi vé xac dinh viéc c6 hay khong c6 cac 1dng phi, con co
cau hoi mé mo ta chinh xac céc loai lang phi nay va nguyén nhan giy ra cac lang phi d6 ciing nhu danh
gia muc d§ nghiém trong cua lang phi.

Nhu vy trong 8 loai lang phi trén, dya vao két qua diéu tra phong van, tac gia di bd sung thém 1
loai lang phi: Lang phi Ve co s vat chat va may moc thiét bi. Theo T. Berlec cac lang phi nay chlern 10-

15% chi phi san xuét, vi vay doi hoi DN trong nghanh san Xudt san pham tir cdy cong nghiép can nhan
dién, loai bo cac loai lang phi trén co s xay dung ké hoach san Xuat hop ly dap ing yéu cau khach hang
nhung khong géy lang phi. Sép xep noi lam viéc dam bao nguyén tac Cai gi céan cho san xuét moi duoc
dé noi san xuét, d6 dac — trang thiét bi - dung cu - nguyén vat liéu sip xép dam bao an toan, tinh san ¢,
thuan tién cho san xuat, c6 bién phap quan 1y qua trinh phu hop, dat hiéu qua cao.

Két qua nghién ctru vé nhan dién cac lang phi tai cac doanh nghiép dugc cho trong hinh 1. Co thé
thiy, trong céac loai lang phi, lang phi vé ngudn nhan luc chlen ty 1& cao nhét, tit ca cac doanh nghiép
tham gia khao sat déu xac nhan c6 loai ling phi nay trong t6 chirc cia minh. Két qua diéu tra cac doanh
nghiép cho thiy viéc sir dung qué nhiéu lao dong so v&i yéu ciu clia cong viée va bd tri lao dong khong
dung vé6i so trudng va chuyén mon cua ho. Cac doanh nghiép khong khai thac hét st sang tao ciia nguoi
lao dong va hau nhu khong c6 hoat dong khich 1€ va tdn dung sy sang tao cia nguoi lao dong. Tiép theo
d6 1a cac lang phi vé co so vat chat (chiém 90%) va lang phi vé thoi gian (chiém 80%). Lang phi vé van
chuyén, di chuyén va lang phi do ton kho thanh pham, ban thanh phdm, san xuat du thira chiém ty 1& 70%.
Lang phi do cac dong tac thira va lang phi do khuyét tat san pham chiém 50%, ling phi trong hoat dong
chiem 40%.
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Bang 1: Két qua nhéan dién cac loai lang phi trong doanh nghiép

STT

Céc loai lang phi va mo ta

Lang phi vé co sé vit chat va mdy méc thiét bi: du thira may moc thiét bi, may méc thiét bi khéng duoc sir
dung hét cong suat, khong c6 bién phap tan dung cong suat may moc khi du thira, kho bai khong dugc tan
dung...

Léng phi vé nhén hyc: Thira lao dong, khong c6 vide dé bo tri cho lao dong, khong b tri cong viée phi hop
v6i nang luc va chuyén mon, khong tao moi truong thuén loi d nguoi lao dong phat huy dugc sirc sang tao,
khong t6 chirc dao tao chuyén moén d€ nang cao tay nghé cho lao dong

Lang phi thoi gian do cho doi hay tri hoan: Cong nhan, thiét bi khong thé tién hanh cong viée do phai chd
mot hoat dong khac két thic hodc phai chd nguyén vat lidu chuyén dén. Dac biét trong quy trinh so ché mu
cao su thoi gian trit 6n dinh 20-25 ngay gay kho khan cho viéc xay dung quy trinh san xuét 6n dinh, thu hep
phan xu(mg, giam thoi gian chét gifr cac cong doan.

Ldang phi vé van chuyén, di chuyén: Trong qua trinh san Xuat nguyén liéu, trang thiét bi, ban thanh pham
phai van chuyén qua giai doan trung gian do viéc sap xép noi lam viéc khong hop 1y, quy trinh san xuét
khong phu hop. Dién hinh cic day truyen trong nha may ché bién mu cao su khong lién tuc voi nhau do dé
cén c6 cong nhan van chuyén qua céc giai doan trung gian giy lang phi thoi gian, chi phl nhén cdéng

Lang phi trong hoat dong: Day la loai lang phi kho nhin thay & va phan l6n 1a an trong cac hoat dong
thuong ngay cua mdi ngudi khi phai dung nhleu thoi gian, ngudn lyc khong can thiét dé hoan thanh cong
viée. Doi véi nganh cao su, dién tich dit trong cao su du thira, bi bo hoang, quy trinh so che lac héu, su ly
nu6e thai khong triét dé. Boi v6i doanh nghiép trong ché bién ca phé theo phuong phép truyén théng khién
chi phi phan bén tang, lugng nudc tudi ti€u ton nhiéu, khong tan dung dugc bi vo ca phé.

Lang phi do ton kho thanh phdam, ban thanh phdm, san xudt diw thira: viéc san xuat qua nhiéu, san xuat
nhitng hang héa khach hang khong yéu ciu, mua vao qua nhiéu nguyén vat liéu gay & dong ngudn vén, phai
tra 1i sudt vay va cac chi phi khac nhu thué mat bang nha kho, chi phi bao quan, chi phi hong hoc ... Pic
biét mot s san pham c6 tinh vu mua, DN dy trit san luong 16n ma khong co cac phuong phap du bao nhu
céu phi hgp nhu nganh ché bién mii cao su.

Lang phi do cdc dong tac thira: Khi nguoi cong nhan 1ay mot chi tiét san pham 1én, dat xudng hay tim kiém
san pham chi tao ra cac cir dong. Cac cir ddng nay khong 1am gia ting gia tri cho chinh chi tiét san pham d6.
Dbi voi san pham ca phé, cao su, ca cao, tiéu... cam quan san phdm bang mat, tay 14 can thiét tuy nhién tac
dong nay lai khong gia ting gla tri cho san pham

Lang phl do khuyét tdt san pham: San pham 15i gay ton that chi phi truc tlep cho DN, kéo theo cdc chi phi
gian tiép nhu chi phi khic phuc, chi phi tiéu hity, chi phi boi thuong giai quyét khiéu nai. Dic biét van d& ca
phé thu hai som con xanh, sau khi so ché ca phé nhan hat nho, sim mau, hwong vi giam.

(Nguon: Két qua diéu tra)
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So luong doanh nghiep

nhan lwc co s& vat thoigian do van chuyén, tén kho cac dong khuyé&ttat trong hoat
chét va may ch& doihay dichuyén thanh phdm, tac thira san pham déng
moéc thiétbi  tri hoan ban thanh
pham, san
xuat dw
thira

Cac loai lang phi

(Nguén: Két qua diéu tra)
Hinh 1: Nhan dién céac loai lang phi trong doanh nghiép
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4. GIAI PHAP PAY MANH TRIEN KHAI QTTG VAO CAC DOANH NGHIEP

4.1. Xay dyng md hinh sin xuét tinh gon cho cic doanh nghiép

Céc DN san xuét — ché bién cdy cong nghiéptai Kon Tum, noi con han ché trong phat trién kinh té,
¢6 ngudn tai chinh va ngudn I gidi han nén viée ap dung QTTG nén bét du timg budc véi nhitng cong
cu doi hoi it von dau tu, don gian, c6 kha nang ap dung rong rdi nhu 58, Kaizen, quan 1y truc quan hay sy
tham gia ctia nhan vién,... néu trién khai tét cic cong cu ndy s& tao tién d& virng chic giup doanh nghiép
trién khai nhiing céng cu phuc tap hon tung budc trd thanh mét doanh nghiép tinh gon toan dién.

Tir thyc tién hoat dong san xuét kinh doanh cua cac doanh nghiép san xuit — ché bién ciy cong
nghiép tai Kon Tum va cdc md hinh QTTG dd dugc nghién ciru, ing dung, nhém tac gia dé xuét giai
phép cho viéc tmg dung QTTG vao cac doanh nghiép nay tir mo6 hinh ciia Nguyén DPiang Minh & cong su
(2014) trong d6 c6 1am rd cach thirc trién khai 5S, Kaizen thong qua viéc xay dung quy trinh thyc hién
san xudt tinh gon.

——HKhéng thanh céng

v

|—Thanh cong

Xay dyng
quy trinh
thuc hién -
San xuét
tinh gon

P ——

(Nguon: Nguyén Pang Minh & cs, 2014)
Hinh 2: M@ hinh trién khai Quan tri tinh gon

Viéc xdy dung quy trinh sén xuét tinh gon (SXTG) s& dugc doanh nghiép trién khai, 4p dung cac
cong cu 58, Kaizen va thuc hién theo vong tron PDCA ciia Deming (Lap ké hoach - Plan, Thyc hién —
Do, Kiém tra — Check, Hanh dong — Action). Trong d6 viéc 4p dung cong cu 5S dugc trién khai qua hoat
dong Quan 1y ndi vi, Tuéan hoan tai sir dung; cong cu Kaizen s& thong qua hoat dong Kiém soat, céi tién
quy trinh va Cai tién san pham.
Kiém soat, cai

j tién quy trinh

Cai tién san pham

> .
>~ 5o
>
o N
S
o
o y

Tuan hoan va
tai st dung

Hinh 3: M hinh xay dung quy trinh san xut tinh gon
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Hinh 4: M6 hinh Quy trinh trién khai san xuét tinh gon

4.2. Cac bwéc trién khai Quan tri tinh gon vao DN

Qué trinh trién khai QTTG vao DN san xuat - ché bién san pham tir cay cong nghiép tai Kon Tum
thuc hién qua 3 giai doan:

Giai doan 1: Xdy dung mo hinh SXTG cho cac cong cu 35S, Kaizen va quy trinh thuc hién PDCA.

Trong mo hinh dé xuét cia nhdm nghién ctru thuc hién SXTG théng qua 2 cong cu 5S va vong tron
Deming 1a giai doan dau tién trong qua trinh trién khai 4p dung QTTG cho c4c doanh nghiép san xuét —
ché bién cay cong nghiép tai Kon Tum c6 quy trinh thuc hién nhu sau:

+ M5 hinh SXTG véi viée ap dung cong cu 58 duoc trién khai qua 2 hoat dong Quan ly ndi vi, Tuan
hoan va tai su dung. Hoat dong quan ly ndi vi vdi cac cong viée: sap xép nguyén vt lidu, san pham may
moc, tai liéu, d0 vat theo trinh tu ngin nip; giir noi lam viéc sach s&; khic phuc cac ro i, bao tri t6t cac
thiét bi may moc; ty gidc va tao thanh thoi quen, Chuan muc ciing nhu vin hoa cta toan t6 chirc. Hoat
dong tuan hoan va tai st dung vé&i cac cong viée tuan hoan, tai sir dung, tai ché tai chd dua vao st dung
lai; tao ra cic san pham phu khac. M6 hinh SXTG véi viéc ap dung cong cu Kaizen dugc trién khai qua 2
hoat dong Kiém soat, cai tién qua trinh va Cai tién san pham véi cac cong viéc: chuan héa cac diéu kién
van hanh trén cac cong doan; kiém soat chét luong, td chirc san xuét hiéu qua dé giam lang phi, that thoat;
duy tri méi trudng san xudt, cai tién san phim dap ung cac yéu ciu chat lugng ngay cang cao cia thi
truong xuat khau.

+ Quy trinh thuc hién SXTG dugc thuc hién theo vong tron Deming véi 4 budc 1ap ké hoach, thuc
hién, kiém tra va hanh dong hiéu chinh. Viéc 1ap ké hoach phai xac dinh muc tiéu tir bao quat dén cu thé,
dé ra cac tiéu chi danh gia, do luong, cac phuwong phap trién khai, thuc hién, phat dong phong trao trién
khai 58, Kaizen. Qua4 trinh trién khai SXTG cin do luong, danh gia két qua dat duoc va thuong xuyén
duy tri cai tién cac hoat dong, bao cao két qua thuc hién.

Giai doan 2: Trién khai dp dung thi diém OTTG tai mét bé phan trong doanh nghiép

Quy trinh thyc hién SXTG s€ thir nghiém tai mot bd phan cu thé cua doanh nghiép. Moi hoat dong
QTTG ciia bd phan nay s& duocthuc hién, kiém tra va danh gia theo ding bd quy trinh, tiéu chi da xay
dung & giai doan 1. Két thuc giai doan 2 s& c6 2 trudng hop xay ra:

+ Viéc trién khai thir nghiém néu dat hiéu qua cao, chirng minh bg quy trinh vdi ti€u chi kiém tra phu
hop v6i thuc tién doanh nghiép. Qua trinh trién khai ap dung QTTG chuyén sang giai doan 3: Ap dung
cho toan doanh nghiép.

+ Nguoc lai néu viéc trién khai thir nghiém dat két qua th?ip, diéu do chtiing minh b¢ quy trinh ¢6 ti€u
chi khong phii hgp voi ddc thu ctia doanh nghiép can quay lai giai doan 1 hiéu chinh, sau d6 b quy trinh
v6i tiéu chi moi sé tiép tuc duoc ap dung thir. Chu trinh trén két thuc khi két qua & giai doan 2 cao va
chuyén tiép qua giai doan 3.

Giai doan 3: Trién khai dp dung QTTG trén toan doanh nghiép

Tai giai doan ndy, cac hoat dong QTTG s& duoc trién khai dong bd va thdng nhét theo bd quy trinh
thue hién voi tiéu chi kiém tra danh gi4 trén pham vi toan doanh nghiép. Dé viéc 4p dung md hinh QTTG
dat hiéu qua cao can c6 sy tham gia ciia ngudi lao dong va sy cam két 1au dai cua ban lanh dao. Nguoi lao
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dong chu dong thuc hién cac hoat dong QTTG, dé xuét chinh sach phu hop véi thuc tién nhim nang cao
hiéu qua ap dung QTTG. Ban lanh dao cam két, tin tuong vao chién lugc ap dung QTTG, ludn danh gia
cao vai tro cua nguoi lao dong, tao diéu kién hd tro, ung hd nguoi lao dong tir moi phia, déng thoi thic
day sy tham gia clia nguoi lao dong vao qua trinh ap dung QTTG thong qua chinh sach ddo tao, co ché
khen thuong cia DN.

+ Chinh sach dao tao: Ban lanh dao phai c6 tam nhin dai han, cam két va hoan toan tin tuong vao loi
ich, y nghia cia QTTG, dinh hudéng, xay dung ké hoach dao tao 1au dai, phu hop véi thuc tién DN, duy tri
ké hoach déu dan, lién tuc. Chuong trinh dao tao cho nguoi lao dong bao g6m ddo tao vé nhén thirc va
dao tao vé kién thtrc, myc dich cta dao tao nhéan thirc gitip ngudi lao dong thau hiéu dugc sy can thiét cia
tu duy quan tri va loi ich cta viéc ap dung QTTG, muc dich cua dao tao kién thirc giup nguoi lao dong
hiéu duoc cach thirc trién khai ap dung QTTG va thuc hanh tai cong xudng ctia minh.

+ Chinh sach khen thudng: Ban lanh dao can c6 chinh sach khen thuéng hop 1y, kip thoi, thuong
xuyén 1a dong lyc thic ddy ngudi lao dong tu giac tham gia vao qua trinh QTTG tai DN. Théng qua chinh
sach khen thuong, thé hién cho nguoi lao dong thiy quyét tim va cam két cuia minh ddi vé6i viée ap dung
QTTG tir 6 gitp ngudi lao dong tin tudng vao su lanh dao, vao chién luge phat trién ciia DN s& chu
dong, tu nguyén tham gia.

5. KET LUAN

T6m lai, quan tri tinh gon da bét dau c6 co s¢ dé phat trién tai Viét Nam, tuy nhién dé phat trién quan
tri tinh gon mang dam huong sdc Viét, ¢6 ich cho ngudi Viét, thuc té dang dat ra nhiéu van dé phai tiép
tuc nghién ctru, trién khai ap dung vao thuc tién ttr do xay dung m6 hinh phu hop cho tung loai hinh DN.
Dé ap dung thanh cong phuong phap QTTG, mdi DN can biét cach van dung séang tao, linh hoat vao thyc
tién ctia DN minh. Véi két qua nghién ctru duge, nhom nghién ctru hi vong cung cAp mot tai lidu tham
khao c6 ich cho cac DN san xuat — ché bién cdy cong nghiép tai Kon Tum, gitp cic DN co thé phat huy
tbi da loi ich ma QTTG mang lai trong qua trinh 4p dung, dong thoi ciing 1a tai liéu tham khao cho cac
doanh nghiép ngoai pham vi nghién ctiru

Tuy nhién, mé hinh nghién ctru cling chi m&i mang tinh chéat dé xuat ma chua duoc kiém chung tinh
hi€u qua thyc té khi ap dung tai loai hinh DN nay. Do d6, dé hoan thién thém két qua nghién ctru, dua md
hinh 4p dung QTTG phu hop vdi cac DN san xudt — ché bién cdy cong nghiép tai tinh Kon Tum va cic
khu vuc 1an can, thiét nghi cac nha nghién ctru tiép theo can mé phong dé danh gia tinh hiéu qua thyc tién
ctia mo hinh trén khi dua vao &p dung thyc té tai DN.
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