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PE XUAT AP DUNG SAN XUAT TINH GON —LEAN-POI VOI TRUONG HOP CONG
TY CO PHAN MAY SAI GON 2

Ths. Lé Thi Kiéu Oanh
Trwong dai hoc Cong nghiép thiee pham Tp. HCM
TOM TAT

Hién nay, ¢ rat nhiéu phuong phép, cong cu gilp cac doanh nghiép cai tién san xuat, giam thiéu chi phi va nang
cao loi nhuan, trong d6 c6 phuong phap san xuat tinh gon — Lean Manufacturing (Lean). Lean c6 thé dugc xem la
mot cong cu hiéu qua gidp cac doanh nghiép loai bo téi da sy lang phi va dap tng nhu cau cua khach hang tét hon.
Trén thé gioi, dac biét tai Nhat Ban, cac doanh nghiép da ap dung Lean tir kha 1au va dat nhiéu thanh cong Ién, gop
phan phat trién doanh nghiép. O Viét Nam, sé lwong cac doanh nghiép nganh May biét dén Lean con rat han ché,
chwa duoc phd bién trong khi cac doanh nghigp trén thé gi¢i da nhan dugc nhiéu loi ich khi 4p dung Lean.

Nhim gitp cac doanh nghiép nganh May c6 thém thong tin vé phuong phap san xuat tinh gon — Lean, thém co
s& dé cac doanh nghiép nganh May ciing nhu Cong ty ¢ phan May Sai gon 2 manh dan dua Lean vao 4p dung. Bai
viét s& trinh bay cac véan dé lién quan dén Lean: céac nguyén 1y, cac lgi ich, nhitng thuén 191, khé khan, cac két qua dat
duoc khi ap dung Lean...

ABSTRACT

Nowadays, there are many methods, tools that can be used to improve the productivity in productions, reducing
production cost and increasing their profit. One of them is the Lean Manufacturing (Lean). Lean can be count as an
efficient tool which is applied in manufacturers to minimized wasteful expenditures and satisfy their customers
better. In the worldwide, Japanese manufacturers specially have applied Lean for a long time ago and they were very
successful to develop their business. In Vietnam, the number of garment manufacturers applied Lean in production
are still limited while most of manufacturers in the world which applied Lean have got success.

With a view to help garment manufacturers getting knowledge of Lean completely and that is a base for garment
manufacturers in general and SaiGon 2 Garment JSC in particular to apply confidently Lean in production. This
article present all matters which are concerned to Lean such as: Principle, benefits, advantages and disadvantages
and results when applying Lean in production.

1. Pat van dé

Ngay 8/01/2014, Tap doan Dét May Viét Nam (Vinatex) di cong bd két qua kinh doanh nam
2013. Mac du trong bdi canh tiéu thu hang dét may trén toan cau khong tang, kich ¢d thi truong
khong thuan loi cho san xuat hang dét may, nhung toan nganh Dét May Viét Nam (DMVN) van
c¢6 kim ngach xuat khau dat 20,4 ty USD, ting trén 18% so v4i nam ngoai. Day 1a 1an dau tién
DMVN vuot ngudng 20 ty USD xuat khau. Trong d6, riéng Tap doan DMVN dat doanh thu
45.593 ty dong, ting 12% so v6i 2012. Kim ngach xuat khau 2,9 ty USD, ting 12% so véi cling
ky. Kim ngach nhap khau 1,2 ty USD, ting 10% so cing ky. Doanh thu ni dia dat 22,5 nghin ty
dong, tang 15% so véi nam 2012. Thu nhdp binh quin ngudi lao dong dat 5.206.000d/
nguoi/thang, tang 10% so nam 2012.
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V& ngudn hang xuét khau, dét may chiém 13,6% tong kim ngach xuit khau cia Viét Nam, chi
dimg sau kim ngach xudt khdu mit hang dién thoai va linh kién (chiém gan 16,1%). San xuit dét
may cua ca nude hién co gin 7.000 doanh nghiép, hang trim nghin co s& kinh té tap thé, t6 san
xuét, ho gia dinh va ca thé. Nganh nay da thu hat trén 1,2 tri¢u lao dong dang lam viéc tai cac
doanh nghiép, hang tri¢u lao dong & cac co s& khac. Gia tri san xuét tinh theo gia thyc té cua
nganh Dét may chiém khoang 8,3% tong gia tri san xuat toan nganh céng nghiép, 16n th hai sau
nganh san xuét ché bién thuc phém. Trong hai khu vuc, kinh té trong nudc chiém 40,4%, khu vuc
¢6 von dau tu nudc ngoai chiém 59,6% tong kim ngach xuat khau dét may Viét Nam. D6 1a ty
trong rét cao, c6 thé it ngudi ngd t6i. Piéu d6 duoc 1y giai do cac nha du tu nudc ngoai da tan
dung lyc lugng lao dong ddi dao, gia nhan cong con ré dé dat duge muc tiéu loi nhuan dau tu cta
minh.

Tuy nhién, vé ning suit lao dong ciia Viét Nam dugc dénh gia 1a con réat thap. Theo két qua
nghién ctru ctia T6 chic Lao dong Qubc té (ILO) di chi ra rang, ning suat lao dong cua Viét
Nam thudc nhém thap nhat & chau A - Thai Binh Duong. Thap hon Singapore gan 15 lan, thap
hon Nhat Ban 11 1an va thap hon Han Qudc 10 1an. Tham chi, so vdi cac nudc lang giéng
ASEAN c6 muc thu nhdp trung binh, do6 van 1a mot khoang céch lon. Chrfmg han, nang suit lao
dong cua Viét Nam chi bang 1/5 Malaysia va bang 2/5 Thai Lan. Mot xu hudng déng chi y 1a toc
doting cta ning suét lao dong giam di tai Viét Nam. Trong giai doan 2002-2007, ning suat lao
dong tang trung binh 5,2% mdi ndm - mirc cao nhat trong khu vure. Tuy nhién, ké tir cudc khing
hoang kinh té toan ciu nam 2008, tdc do ting ning suat trung binh hang nam ciia Viét Nam cham
lai, chi con 3,3%.

Gi4o su Kenichi Ohno - Vién Nghién ciru chinh séach quéc gia Nhat Ban cho rang: Viét Nam
can phai hanh dong ngay, dua ra ngay cac chinh sach thay doi trong nim nay. Viét Nam c6 2
nhoém van dé can 1am ngay, thir nhat 1a thay doi tu duy chinh sach - trong d6 quan trong 1a cach
nghi ciia ngudi lanh dao. Ho phai ¢6 tim nhin chinh sach, cam két manh mé&, chap nhan rii ro va
doi hoi két qua. Thir hai 14 hoan thién cac phuong phap chinh sach. Trudc tién can tap trung ning
cao nang suét.

Theo d6, Chinh phii can chi dao tién hanh khao sat va cong bo s lidu vé niang suat lao dong
va tién luong thudng xuyén 1am co s ddi chiéu tao ap luc san xuat. Chinh phu va doanh nghiép
phai ciing nhau cam két xac dinh nang cao nang sut nhu chuong trinh nghi sy qudc gia hang dau
huéng dén nam 2020 va xa hon nira. i v6i nha quan 1y va ngudi lao dong can thong nhat s& nd
lyc hét minh nang cao nang suat.

Vi vy, trong tuong lai gan, viéc coi lao dong gia ré (chat lwong thap) nhu mot loi thé d6 1a
sai 1am, boi yéu td quyét dinh dén doanh thu, loi nhuan caa doanh nghiép chinh 13 ning suit lao
dong. Voi s6 lugng hon 1,2 triéu lao dong tham gia trong nganh may, viéc nang cao ning suat
lao dong s& gop phan nang cao doi song, ting thu nhap cho mot s6 lwong 16n lao dong. Pay
cling 12 van dé chinh trong nhiéu budi hoi thao ma Vinatex dua ra dé ban luan. Trong qua trinh
tim kiém giai phap ting ning suat nganh dét may Viét nam, nhiéu hoi thao cia tap doan dét may
Viét nam da dé cap cac van dé lién quan dén viéc 4p dung san xuét tinh gon “Lean”. Chang han
nhu budi hoi thao vao ngay 16/11/2013, Téng Cong ty May 10 két hop voi Tong Cong ty May
Hung Yén t6 chitc Hoi thao Lean cho cac doanh nghiép phia Bic. Hoi thao nham trang bi va
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chia sé kién thirc vé& “Lean”, dua ra céc hang muc thyc hién va bai hoc kinh nghiém cta cac
doanh nghiép dang 4p dung mo hinh “Lean”.

Trong vong khoang 15 nim nay, thudt ngit “Lean” dd c6 mit trong kho tir vung vé san
xuat.Nhirg ngudi ra quyét dinh — nhitng nha ldnh dao cip cao, dic biét trong quan 1y trién khai,
chat luogng, cac ngudn lyc, cac hoat dong tac nghiép va cong nghé, gin diy di nghe noéi nhiéu vé
“Lean” hon nhitng phuong phap khac.

Dé xuit viéc ap dung “Lean” tai Cong ty May C6 phan may Sai gon 2 v6i mong mudn cung
cap thém tu liéu cho cac nha quan 1y cia cong ty, giup ban lanh dao c6 co s¢, manh dan ap dung
phuong thirc san xuat ndy trong viéc giup cong ty on dinh, phat trién,ting kha ning canh tranh
trong nén kinh té canh tranh toan cau ngay cang khéc liét hién nay.

2. Tong quan veé ly thuyét san xuit tinh gon — Lean
2.1. Lich si hinh thanh va phat trién

Lean Manufacturing, con goi 1a Lean Production, bit ngudn tir Hé thong san xuat Toyota
(TPS) va da duoc dan trién khai xuyén subt cac hoat dong cua Toyota tir nhitng nam 1950.Tur
trude nhitng nam 1980, Toyota dd ngay cang dugc biét dén nhidu hon vé tinh hiéu qua trong viéc
trién khai hé thong san xuat Just-In-Time (JIT).Ngay nay, Toyota thudng duoc xem 1a mot trong
nhimg cong ty san xuat hiéu qua nhat trén thé gidi va la cong ty da dua ra chuan muc vé dién
hinh 4p dung Lean Manufacturing.

Thuét ngit “Lean Manufacturing” hay “Lean Production” di xuét hién lan dau tién trong
quyén "The Machine that Changed the World" (C6 méy lam thay d6i Thé gi6i - James Womack,
Daniel Jones & Daniel Roos) xuat ban nim 1990. Lan dau tién LEAN duoc st dung lam tén goi
cho hé phuong phap san xut tinh gon, lién tuc cai tién cac quy trinh kinh doanh.

Lean 1a mot triét 1y san xuat, rit ngin khoang thoi gian tir khi nhan dugc don hang ctia khach
hang cho dén khi giao cac san pham hodc chi tiét bang cach loai bo moi dang lang phi. San xuat
tiét kiém giup giam duogc cac chi phi, chu trinh san xuét va cac hoat dong phu khong can thiét,
khong c6 gia tri, khién cho cong ty trd nén canh tranh, mau le hon va dap tng duge nhu cu cia
thi truong.

Lean Manufacturing dang duoc ap dung ngdy cang rong rai tai cac cong ty san xuat hang dau
trén toan thé gidi, din dau 1a cac nha san xuat 6td 16n va cac nha cung cap thiét bi cho cac cong
ty ndy. Lean Manufacturing dang tr¢ thanh dé tai ngay cang dugc quan tdm tai cac cong ty san
Xuit & cac nude phat trién khi cac cong ty nay dang tim cach canh tranh hiéu qua hon d6i v6i khu
vue chau A.

2.2. Muc tiéu cia Lean Manufacturing

Lean Manufacturing 12 mot hé théng cac cong cu va phuong phap nham lién tuc loai bo tat ca
nhiing lang phi trong qué trinh san xuat. Loi ich chinh ciia hé thong nay 1a giam chi phi san xuat,
tang san luong va rit ngan thoi gian san xuét ddn dén xay dung hé thong san xuat khong cé du
thira.Cac muc tiéu cu thé bao gém:
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2.2.1. Giam sai 16i va sw lang phi — Giam sai 16i va cac lang phi hitu hinh khong can thiét,
bao gém st dung vuot dinh muc nguyén vat liéu dau vao, phé phé‘im c6 thé ngan ngura, chi
phi lién quan dén tai ché phé phim va cac tinh ning trén san pham von khong duoc khach
hang yéu cu.

2.2.2. Rt ngin thoi gian san xuit — Giam thoi gian quy trinh va chu ky san xuit bang cach
giam thiéu thoi gian cho doi giita cac cong doan, ciing nhu thoi gian chuan bi cho quy trinh va
thoi gian chuyén d6i mau ma hay quy cach san pham.

2.2.3. Giam mirc ton kho — Giam thiéu muc hang ton kho & tit ca cong doan san xuat, nhét 1a
san phim d¢ dang giita cac cong doan. Muc ton kho thap hon ddng nghia v6i yéu cau vén luu
dong it hon.

2.2.4. Nang cao niing suit lao dong — Cai thién ning suit lao dong, bang cach vira giam thoi
gian nhan rdi ctia cong nhan, déng thdi phai dam bao cong nhan dat ning suit cao nhat trong thoi
gian lam viéc (khong thuc hién nhing cong viéc hay thao tac khong can thiét).

2.2.5. Sir dung hiéu qua co sé ha tAng — St dung thiét bi va mit bang san xuét hiéu qua hon
bang cach loai bo cac trudng hop Un tic va gia ting toi da hiéu sudt san xuét trén cac thiét bj hién
c6, dong thoi giam thiéu thoi gian dimg may.

2.2.6. Tang cuwdng su linh hoat — C6 kha ning san xuat nhiéu loai san pham khac nhau mot cach
linh dong hon véi chi phi va thoi gian chuyén doi thip nhat.

2.2.7. Ning cao ning suit chung — Néu c6 thé giam chu ky san xuit, ting ning suét lao dong,
giam thiéu un tic va thoi gian dimg may, cong ty c6 thé gia ting san luong mot cach dang ké tir
co s& vat chat hién c6. Hau hét cac loi ich trén déu dan dén viéc giam gid thanh san xuat.

Trong mot bai diéu tra cia tap chi Industry Week cho biét cac cong ty My dang trién khai
Lean manufacturing trung binh c6 thé giam 7% gia vén hang ban nho ap dung Lean, ho tin rang
mirc tiét kiém chi phi con c6 thé cao hon cho cac cong ty Viét Nam vi mirc d6 lang phi ¢ day
thudong cao hon cic nha san xuat & My.

2.3. Cac nguyén 1y chinh ciia Lean Manufacturing: Lean co ban gdm 6 nguyén 1y sau.
2.3.1. Nguyén Iy 1: Nhan di¢n vé sy lang phi

Budc dau tién 1a nhan biét vé nhing gi ¢6 gid tri va nhimg gi khong co gia tri tir goc nhin cua
khach hang. Bat ky vat liéu, qua trinh hay dic tinh nao khong can thiét cho viéc tao ra gia tri voi
khach hang duoc xem 1a thira va nén loai bo. Nhu viéc van chuyén vat lidu tir xuong cit dén
xuong may hay tir xuong may dén xuong hoan tat 1a lang phi va c6 kha nang duoc loai bo.

Trong hé thong san xuét ctia Toyota, cac lang phi trong hoat dong ciia doanh nghiép duoc
chia thanh 7 nhom co ban 1a lang phi san xuat thira, lang phi sai 18i, lang phi ton kho, ling phi
van chuyén, lang phi chd doi, lang phi thao tac va lang phi gia cong. Mot sb nghién ciru vé Lean
Manufacturing hién nay bo sung thém hai nhom ling phi 1a Lang phi lam lai va ling phi thiéu
lién két tri thirc.

2.3.2. Nguyén ly 2: Chuén ho4 quy trinh

Lean yéu cau thiét 1ap va ap dung cac hudéng din san xuit c6 do chi tiét cao, thudng dugc
goi 12 quy trinh tiéu chuén, trong d6 ghi rd nodi dung, trinh ty, thoi gian va két qua cho tat ca thao
tac do cong nhan thyc hién. Diéu nay gitp loai bo su khac biét trong cach cac cong nhan thuc
hién cong viéc.Vi vay, gidm thiéu su bién dong trong Kkét qua dat duogc.
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2.3.3. Nguyén ly 3: Quy trinh lién tuc

Lean thuong nhim t&i viée trién khai mot mot dong chay lién tuc, khong bi un tac, khong
gian doan, khong di vong lai, tra vé hay phai chd doi. Vé mit 1y thuyét, khi duoc trién khai thanh
cong, thoi gian chu ky san xuét s& duoc giam dén 90% so véi thoi gian san xuat ban dau va céc
lang phi chd doi ciia ngudi, thiét bi va ban thanh pham sé& dugc loai bo.
2.3.4. Nguyén Iy 4: Co ché kéo trong sdn xudt- San xuat “Pull”

Con duogc goi 1a san xudt kip thoi (JIT: Just-in-Time), san xuét Pull cha truong chi san xuét
nhirng san pham dugc yéu cau va khi duoc yéu cau. Mdi cong doan san xuat déu dugc “kéo” boi
cong doan sau, va vi vay chi san xuét khi duge yéu cAu boi cong doan sau. Co ché kéo trong san
xudt ¢o vai tro quyét dinh trong viéc loai bo ton kho khong can thiét ciia ban thanh pham giira cac
cong doan san xuit, va nho d6 giam mot cach dang ké sai 16i va lang phi
2.3.5. Nguyén ly 5: Chdt lwong tir goc

Lean nhim t6i theo dudi nguyén tic phat hién va loai bo céc sai 16i ngay tai nguon/diém phat
sinh va viéc kiém tra chat luong duoc thyc hién bdi cong nhéan thao tic nhu 1a mot phan cia qua
trinh san xuat.

2.3.6. Nguyén ly 6: Cdi tién lién tuc

Lean doi hoi sy c6 gang dat dén sy hoan thién bang cach khong ngimg loai bo nhiing ling phi
khi phat hién ra chung. Cung v&i qua trinh trién khai cac cong cu va phuong phap, lang phi ¢ cac
khia canh va 16p khac nhau lan luot duoc phat hién va loai bé. Diéu nay dugc ddm bdo thong qua
mot co ché cai tién lién tuc/kaizen voi sy tham gia chu dong va day du ciia nhitng ngudi truc tiép
thuc hién cong viéc.
3.Tinh hinh &p dung Lean trong céc cong ty May Viét nam

Tai Viét nam, theo Ong Nguyén Khoa, Giam d6c BPI khu vuc chau A - Thai Binh Duong
ctia Damco/Maersk Viét Nam cho rang 75% cac cong ty san xuat dang xem xét ap dung hodc
dang thyc hién Lean. Tuy nhién, trong s6 d6 chi ¢6 2% 1a thuc sy thanh cong.

Vai ndm tré lai ddy, phong trao ap dung va trién khai Lean tai Viét Nam c6 nhiéu chuyén
bién tich cuc hon thong qua cac hoat dong ctia cau lac by Lean6sigma network.Co thé ké tén cac
doanh nghiép nganh may Viét Nam dang trién khai 4p dung Lean kha thanh cong nhu: Nike, cac
nha cung cung tng ctia Nike, Adidas, cac nha cung tng ctia Adidas, Tong cong ty may Viét Tién,
Téng cong ty may Nha Be, Cong ty may Viét Thinh, Cong ty may Dintsun, Tong cong ty may
10, Tong cong ty may Hung Yén, Cong ty dét may Qudc té Phong Phu. ..

Viée &p dung Lean that sy c¢6 hi¢u qua va dugc duy tri thuong xuyén tai cac doanh nghiép cé
vbn 100% nudc ngoai tot hon cac loai hinh doanh nghiép khac. Nike 1a cong ty ap dung va trién
khai Lean thanh cong nhit trong nganh may Viét Nam hién nay. Nike thoa than véi cac nha cung
g cta Nike trén toan thé gidi vé yéu cau trién khai Lean dé dat chi phi thp nhat, chat luong tot
nhét va giao hang dung han.Pac biét Nike chon Viét nam dé thanh 1ap NOS - trung tam dao tao
va trién khai hé thong Lean (NOS: Nike Operation System). Tai ddy, cdc chuyén gia Lean cta
Nike t6 chirc dao tao huin luyén Lean va lién tuc cai tién cho cac nha cung ung cua minh, déng
thoi tu van trién khai Lean cling nhu lién tuc cai tién cho cac don vi truc thudc Nike.

3.1. Mt s6 két qua khi 4p dung Leantai cac cong ty may

- Téng cong ty may Nha Bé sau khi 4p dung Lean thoi gian 1am viéc di giam di dang ké,
trude day dé dap tmg thoi gian giao hang cong nhan thudng ting ca 1am viéc 12h/ngay, sau khi
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ap dung Lean ngay lam viéc 8h, thir bay chi lam budi sang, thu nhap binh quan ting 10%, ngoai

ra lvong cua cong nhén trong cac chuyén ciing ddng déu hon, can déi hon trude kia, hang hoa tai
cac vi tri lam viéc ton dong it nén viéc giir vé sinh cong nghiép cho san pham tt hon, khong tén
nhiéu thoi gian dé vé sinh san pham.

- Téng cong ty may 10 sau khi 4p dung Lean, ning suét lao dong ting 52%, ty 1& hang 15
giam 8%, giam thoi gian 1am viéc 1h/ngay, ting thu nhap trén 10%, giam chi phi san xuat tir 5-
10%/nam.

- Téng cong ty may Hung Yén khi 4p dung Lean cho 1 chuyén chi trong 3 tuan két qua
ning suat da ting 21%, cho thdy Lean 1a mo hinh cac doanh nghiép may can trién khai.

- Tong cong ty may Viét Tién da khang dinh Lean gitip cong ty nim 2013 ting truong 14%
so ndm 2012. Tinh than 1am viéc cua cong nhan tdt hon, do ho c6 thoi gian nhiéu hon dé cham
soc cho ban than va gia dinh, vao cac budi chiéu cong nhan con choi bong chuyén, cau 16ng ngay
trong khuén vién cong ty, diéu ma gid day nhiéu doanh nghiép may con 13 mo wdc vi vao gio d6
van con phai tang ca lam viéc.

- Tong cong ty dét may Hoa Tho sau khi 4p dung Lean d giam lugng ton kho trén chuyén
tir 30 san pham xudng con 3 san pham, hang 18i giam tir 20% xudng con 8%, khong can lam
thém gid ma thu nhap bang nhu khi ting ca.

- Cong ty may SigA sau khi trién khai Lean dat ning suit 650USD nguoi/thang. Tang 20-
30% so voi trude khi ap dung Lean, hién nay c6 nhimng chuyén chi mét 36-40 gidy cho 1 san
pham, dat ning suit 800-900 san pham ngay.

Loi ich tir viéc 4p dung Lean da dugc ching minh mot cach day thuyét phuc ngay trong céac
doanh nghiép nganh may nhu Nike, Tong cong ty may Nha beé, Téng cong ty may Viét
tién...Cong viéc san xuét tai cac ddy chuyén cat, may thuong luén ban ron nhung dat hidu qua
khong cao thi khi ap dung Lean da triét tiéu ling phi mot cach dang ké, giup doanh nghiép tiét
kiém chi phi, ting ning suét, giam gid 1am, ting thu nhap cho ngudi lao dong. Nho d6 nang cao
sttc canh tranh cta doanh nghiép trén thi trudng. Bén canh d6, van ton tai mot sé doanh nghiép
may Viét Nam sau mot thoi gian 4p dung Lean chua dat dugc két qua mong mubn, chua dugc
duy tri triét dé, chua nhan rong tham chi con bi quén lang sau mot thoi gian ap dung.

3.2. Mt s6 1y do ma cac doanh nghiép thwong vap phai khi trién khai ap dung Lean.

Qua nhén xét ciia mot s t chirc, chuyén gia vé quan 1y kinh té, cac budi hoi thao danh
gia rat kinh nghiém cua Tap doan Dét may Viét nam c6 thé tom tat cac van dé dan dén viéc
chua dat hi¢u qua khi &p dung Lean nhu sau:

- Nguoi 1anh dao thiéu quyét tim, quyét 1iét khi trién khai. Trién khai 1an tht nhét, 1an tht
hai that bai da bo cudc gitra chimng.

- Chua thay d6i duoc tu duy tir can bd quan 1y dén ngudi lao dong, chua thuyét phuc moi
nguoi vé viéc ap dung Lean. Khi ap dung Lean, doanh nghiép khong chi can dén ban tay nguoi
lao dong ma con can dén tri tué va trai tim ctia ho. Chi khi ¥ chi doan két va théng subt tir trén
xudng thi Lean m&i co thé trién khai va mang lai hiéu qua cho doanh nghiép.
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- Chua dau tu thich dang va dai han cho Lean, chua c6 cam két cao vé thuc hién trién khai
cac thay doi, chua tao ra dugc mot van héa doanh nghi¢p Lean 1a luén tu duy Lean dé cat giam
lang phi bang t6i vu ngudn luc va cac hoat dong.

- Ap dung mot cach may moc, thiéu nghién ctru chuyén sau, khong cai tién cho phu hop
v6i moi truong cu thé cua doanh nghiép, sao chép mot vai cong cu Lean va phuwong phap, nhung
khong hiéu rang Lean khong phai 1a mot tip hop cac cong cu than ky, hay cong thirc din dén
thanh cong. Do tu duy vé quan tri con han ché, nén phan 16n cac cong ty may ap dung chwa toan
dién, triét dé phuong thirc quan tri tinh gon.

- T4p trung qua nhiéu vao nhing thay dbi vat chat, thay vi tip trung vao phuong phap va
cac cong cu cua “Lean”.

- o1 ngti tu van chua du trinh do, nang luc va hiéu biét vé van hoa tap quan cua doanh
nghiép Viét Nam.

- Thiéu sy danh gia rat kinh nghiém mot cach thudng xuyén, nghiém tic. Trong qua trinh
trién khai thudong dat nang van dé lap ké hoach thuc hién, nhung thiéu viéc danh gia rat kinh
nghiém. Sau khi thuc hién thir nghiém “Lean” & qui mo nho chuén bi chuyén sang giai doan ap
dung rdng hon vi¢c danh gia rut kinh nghiém la hét stre quan trong, vi doi khi véi qui m6 nho
thyc hién thanh cong nhung khi chuyén sang qui mé 16n hon lai khong thanh cong.

- Nguén hang khong on dinh, chiing loai hang hay thay doi, s lugng don hang khong 16n
nén viéc ap dung Lean s€ gdp mot s6 kho khan nhat dinh.

4. Pé xuit ap dung Lean déi véi Cong ty may C6 phian May Sai gon 2

Maic du con c6 nhiing cong ty chua &p dung hay 4p dung chua thanh cong Lean nhung hi¢u
qua sau khi 4p dung “Lean” da duoc khang dinh qua két qua dat duogc cta nhiéu cong ty, tap
doan, cac danh gia ctia cac t6 chirc nghién ctru vé quan 1y, kinh té. M@ hinh Lean Manufacturing
da tro thanh mot triét 1y san xuat méi, rat 4n tugng, da va dang ap dung thanh cong trén khap thé
giéi nham gitp doanh nghiép ting kha ning canh tranh trong nén kinh té ngay nay. Trong giai
doan chuan bi gia nhdp TPP vi¢c canh tranh ngay cang khoc liét hon la thoi diém thich hop
maCong ty may C6 phin May Sai gon 2 candua vao 4p dung Lean. Lean s& gilip cong ty dat
duogc chéatluong t6t hon, giam céc chi phi, giam thoi gian san xuat, dam bao thoi gian giao hang
va cac van dé khac. Nho d6 ma demlai hidu quéa va loi thé canh tranh cho cong ty so véi cac d6i
thu canh tranh khac.

4.1. Nhirng thuén lgi, khé khin khi 4p dung Lean tai Cong ty may C6 phian May Sai
gon 2
4.1.1. Thuén lgi

- Cong ty duoc hinh thanh cach diy 30 nim, chuyén san xuit cac mit hang may mic, la
mot cong ty c6 nhiéu kinh nghiém trong viéc san xuat kinh doanh nganh may, ¢ uy tin ddi véi
khach hang trong nganh. Doanh thu cht yéu tir xuét khau tai cac thi truong chinh: M, Chau Au,
Nhat Ban, Han Quéc, Pai Loan. C6 kha ning san xuat dap tng dugc nhiéu chung loai san pham:
40 khoac, quan, quan 4o thé thao, thoi trang nir, vest. ..
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- Lac 6ng ty cb phan c6 vén Nha nuée chi phdi 10% nén nhin duoc cac chinh sach hd trg
uu dai cua Nha nudc cling nhu cac 191 ichchung ctia nganh dét may Vi¢t Nam.

- D01 ngili quan 1y cé nhiéu nam kinh nghi¢m, dugc dao tao bai ban tai cac truong dai hoc
nhu: Bach khoa Thanh phé Hé Chi Minh, Su pham k¥ thuat Thanh phé H5 Chi Minh, Kinh té va
cac trudng dao tao khac vé chuyén nganh may.

- Ban l1anh dao cong ty rat quan tam dén viéc boi dudng doi ngii can b, hang nam c6 ké
hoach dao tao nang cao trinh d0 chuyén mon nghiép vu cho can bo quan Iy mot cach co6 hi¢u qua.

- Poi ngii cong nhan lanh nghé, c6 nhiéu niam kinh nghiém.
- Cong ty da dua vao ap dung 5S va ISO 9001:2000 tr nam 2010.
4.1.2. Khé khan

- SO can by cong nhan vién 16n tudi nhiéu, céd tu duy cii, khé ti€p nhan cai médi va ngai sy
thay doi.

- Nguodn hang khong 6n dinh.
- S6 lugng san pham ciia mot don hang khong nhiéu, gay kho khan viéc ap dung Lean.

- San xuat chu yéu 14 gia cong nén phu thudc nhiéu vao khach hang, bi dong vé tinh hinh
nguyén phu liéu.

4.2. Pé xuit trién khai 4p dung Lean tai Cong ty may Co phin May Sai gon

Véi nhitng thuan loi va khé khin nhu trén, Cong ty c6 phan May Sai Gon 2 hoan toan c6 thé
trién khai 4p dung Lean trong thoi diém hién nay.Viéc cong ty da c6 nhidu nam 4p dung 5S va
ISO 9001:2000 1a mdt thuan loi rt 16n cho viée ap dung Lean. ISO9001:2000 1a mot hé théng
quan 1y chat luong gitp dam bao riang cong ty c6 mot hé thdng co ban dé dap ung yéu cau chat
luong ciia khach hang mot cach nhat quan. So véi 1S09001:2000, Lean Manufacturing ¢ thé
dugc xem nhu mot hé théng quan 1y tinh hi¢u qua nham 1am giam tat ca sy lang phi va bat hop 1y
trong qué trinh san xuat. Mic du cac muyc tidu nay ciing trung lap trén nhiéu phuong dién, dic
biét ca hai déu nham giam thiéu mic phé pham dén tay khach hang, néi chung hai hé théng van
¢6 nhiéu diém khac biét quan trong. Mot cong ty cd thé tudn thi 100% theo 1SO9001:2000,
nhung mirc do lang phi va kém hiéu qua van con cao. Mot cich phan biét quan trong la
1S09001:2000 doi hoi cac quy trinh trong cong ty phai dat toi mot tiéu chi t6i thiéu, trong khi
Lean nham t&i cai tién quy trinh lién tuc va cung cip mot loat phuong phap dé dat dugc cac cai
tién nay. Nhin chung, ISO9001 dugc xem nhu mot nén tang tét cho Lean va ca hai phuong phap
déu b6 sung cho nhau.

Dé 4p dung Lean tai Cong ty C6 phan May sai gon 2 xin dé xuat trién khai céc van dé sau:
4.2.1. Sy tham gia cia Ban lanh dao

Ciing nhu bat ky du 4n quan trong nao khac vé cai tién quy trinh, sy cam két va hd tro cua
cap lanh dao cao nhat 1a diéu thiét yéu. Chic chan s& nay sinh nhidu van d& trong qua trinh trién
khai hé thong Lean va cac van dé nay chi co thé dugc giai quyét khi Ban lanh dao c6 quyét tim
v6i viéc trién khai thanh cong Lean.
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Dé c6 thé tng dung thanh cong Lean, doi hoi phai c6 mot Ban lanh dao tai ning va ban linh,
khéo 1éo trong xir Iy quan hé va sang sudt khi quyét dinh sy viéc xay ra trong qua trinh tmg dung
Lean.

Ban lanh dao can phai c¢6 nhirng yéu t6 sau:

- Sw cwong quyét: Trong thuc hién Lean, tim anh hudng cua Ban ldnh dao dbi véi toan
thé can bo cong nhan vién 1a rat quan trong, 1a nhig ngudi dong vai trd dau tau trong
sudt con duong di. Ban ldnh dao phai luén théng nhit va cuong quyét trong moi hanh
dong dé thuc hién Lean, diéu d6 cho moi nguoi théy duoc su quyét tam cua Ban l1anh dao.
Khong chi mot thé hé ma qua nhiéu thé hé, diéu d6 phai ludn duoc duy tri thuc hién.

- Swkién tri: Bé xay dung mot hé thdng san xut Lean hiéu qua trong toan td chirc, doi hoi
su kién tri thuc hién rat 1én ctua Ban lanh dao. Ban lanh dao phai kién tri thiic ddy cac hoat
dong Uimg dung Lean luon dugc thuc hi¢n mot cach lién tuc, ngay ca khi c6 kho khan.
Kinh nghiém cho théy, su ng dung Lean mdt cach mi¢t mai, khong bi gian doan sé tao
anh huong rat 1on dén tap thé nguoi lao dong. Ho thdy dugc su chuyén doi va quyét tim
ctia nhitng ngudi lanh dao. Sy khong lién tuc trong qua trinh tng dung s& 1am cham tién
trinh va ngudi lao dong nhanh chong “quén” di nhitng gi vira méi “chuyén” vao trong tdm
tri ho.

4.2.2. Thaydéi tw duy ciia ddi ngii can bd cong nhén vién

Y thirc trach nhiém va tinh ky luit ciia ddi ngii cong nhan vién: Hé thong san xuat Lean
doi hoi ngudi lao dong phai c6 ¥ thirc va tinh than trach nhiém cao trong moi cong viée. Vi du
dién hinh, trong Lean, d6i ngii 1am cong viéc kiém tra san pham (QC hay KCS) dugc xem li lang
phi. Chinh nguoi thuc hién cong viéc tai vi tri ciia minh (cell layout) chiu trach nhiém kiém tra
chat lwong san pham minh 1am ra. Hay trong viéc rat ngan thoi gian cac thao tic nguoi lao dong
phai tudn thu nghiém tic quy trinh qui dinh thi mdi c6 hi¢u qua. Véi théi quen lam viée thong
dong va cham rai ciia nguoi Viét Nam ching ta, vi vay viéc dua ra cac chinh sach hd trg dé doi
ngil cong nhan vién ¢ tinh than chi dong tuan thi quy trinh tiét kiém thoi gian dé ting ning suét
1a mot diéu can thiét trong ap dung Lean.

Thay déi tw duy ciia ddi ngii quan Iy: Doi ngii quan ly chinh 14 nhitng ngudi anh hudng
rat 16n dén tién trinh tmg dung Lean. D6i voi nhitng nguoi 1am quéan 1y, nhét 1 nhitng ngudi c6
tu twong 1am viée cii, dya vao kinh nghiém va thich 6n dinh trong cong viéc thi s& 1a mot thu
thach 16n néu yéu cau ho thay d6i cong viéc gi do, du rang 1am viéc nay sé tét hon cho ngay
chinh ban than hon. Hién nay, nhitng ngudi ¢ tu tuéng lam viéc nay tai Cong ty ¢ phan May
Sai gon 2 kha nhiéu.Ho rat ty tin vao kinh nghiém, kién thic hay k¥ ning lam viéc cia
minh.Chic chan day 13 bai toan kho cho cong ty khi mudn thuc hién hé théng san xuat Lean. Vi
vay ban lanh dao cong ty phai dwa ra nhitng chinh sach va bién phap lam sao dé c6 thé chuyén s
nguoi khong tng ho sang nhém nhiing nguoi sin sang thay doi dé tién 1én. Lam sao dé ho co
duoc tu duy Lean nhu nhimng gi ma Ban lanh dao Cong ty Toyota da lam dugc trong miy muoi
niam qua va da dem dén thanh cong to 16n cho ho.

TAP CHf KHOA HOC CONG NGHE VA THUC PHAM SO 05/2015 150



NGHIEN CUU - TRAO DOI

4.2.3. Bit diu bing viéc trién khai Lean tirng phin

Mot sb cong ty bude dau chi trién khai mot phan ciia Lean manufacturing va dan dan tién toi
trién khai toan dién hon. Trong mdt cudc khao sat tai cac cong ty san xudt & My bai tap chi
Industry Week trong nim 2004, trong sb cac cong ty di bat dau cac chuong trinh Lean
Manufacturing c¢6 39,1% cho biét chi trién khai mot s6 img dung cta Lean, 55% trién khai hu
hét cac img dung va chi c6 5,9% cho biét da trién khai Lean toan dién.

Mot sb bude don gian ban dau gdm co:
« Do ludng, theo ddi cong sudt va san lugng cua timg cong doan, cia timg chuyén;
« Thiét 13p va tai liéu hoa cac quy trinh san xuét rd rang hon;
« Trién khai hé thong 5S trong quan 1y nha xuéng;
* Quy hoach lai cach bd tri mat béng san XuAt.
4.2.4. Bit diu v6i quy md nhé

Vi céc kinh nghiém tir cac cong ty di trude, khong nén noéng voi trong viéc ap dung “Lean”.
Dé xuat cong ty can trién khai Lean bang cach thir nghiém & mot bo phan nho trong hoat dong
cua minh trudc khi 4p dung cho toan bd hoat dong san xuét. Vi du nhu, c6 thé thir nghiém trén
mot ddy chuyén may sau d6 rat kinh nghiém va tiép tuc nhan rong sang cac chuyén ké tiép, diéu
nay sé& gitp giam thiéu rui ro, giam nguy co lam gian doan cong viéc. Qua d6 tién hanh huan
luyén nhén vién vé cic nguyén tic ciia Lean, dong thoi thuyét phuc nhitng nguoi khac trong cong
ty vé loi ich ciia Lean

4.2.5. Nho tw van vién hay té chirc tw vin c6 dii ning lue

Dé timg dung hé thong san xuat Lean dugc thanh cong, ndng luc cta to chire tu van va tu van
vién dong vai tro rat quan trong. Thuc hién Lean phai 1a nhitng nguoi xuat than tir san xuat va da
c6 kinh nghi¢m thyc tién. Lean luon gan lién véi thyc tién.

Qué trinh thyc hién Lean mét thoi gian rt dai va anh huong dén ca hé thong cua doanh
nghiép (quy trinh, thi tuc, huéng danthuc hién, danh gia, rat kinh nghiém...).Do d6, nguoi tu van
phai c¢o trinh dg, kién thirc nhat dinh vé ing dung Lean. Cong ty phai chon dugc mot nha tu van
vira giéi vé khai niém Lean, c6 nhi€u kinh nghi¢ém vé thuc t€ vira phai am hi€u vé phong tuc tap
quan cac doanh nghiép va con nguoi Viét Nam.

4.2.6. Lap ké hoach

Cong ty can thiét 1ap mot ké hoach trién khai that chi tiét va rd rang trude khi tién hanh
chuyén ddi sang Lean. Trong ké hoach chi nén bat ddu bang viéc trién khai Lean timg phandé
dam bao vira strc, khong nong voi dan dan dén that bai, chan nan.

Két ludn

Dé canh tranh trong nén kinh té toan ciu ngay nay, it nhit cac cong ty phai phan diu ngang
bang cac doi thu canh tranh, néu khong noi 1a phai hon.Di€u nay khong chi dung vé mat chat
luong, ma con vé céc chi phi, thoi gian san xuat, che bién, giao hang, lap dat, phan ing va cac
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van dé khac.Lean 13 mot triét 1y san xuét, rat ngan khoang thoi gian tir khi nhan dwgc don hang
ctia khach hang cho dén khi giao cac san pham hodc chi tiét bang cach loai bo moi dang lang phi.
San xudt tiét kiém gitp giam dugc cac chi phi, chu trinh san xuét va cac hoat dong phu khong can
thiét, khong co gia tri, khién cho cong ty tré nén canh tranh, mau l¢ hon va dap ung dugc nhu cau
ctia thi truong. Nguyén tic chu dao ciia Lean 1 gia ting gia tri cho khach hang thong qua viéc lién
tuc loai bo lang phi trong sudt qué trinh cung cip san phdm va dich vu. Lang phi ¢ ddy duoc hiéu
1a “tat ca céc hoat dong cta doanh nghiép khong giﬁp tao ra gia tri mong mubn cho khach hang”.
Vi thé, mudn 4p dung Lean, doanh nghiép phai hleu dau 1 nhitng diéu khach hang that sy quan
tam, nhitng gia tri tir san pham va dich vu cung cip duoc khach hang sin sang tra tién... Trén co
s do, doanh nghié¢p s€ biét cach giam thiéu, hodc loai bo, nhitng hoat dong nao lam phat sinh chi
phi va kéo dai thoi gian chd doi cta khach hang

Lean nhan manh lam viéc theo nhom, dao tao va hoc hoi khong ngurng, san xuét theo nhu cau
(ste hat), ché tao theo yéu cdu khach hang trén quy moé rong va giam s luong san xudt thir
nghiém, san xuat mau, thay doi hé théng lam viéc nhanh va bao dudng ning suit toan dién.
Ching c6 gi ngac nhién khi viéc ap dung Lean bao gdm ca phuong phéap cai tién dot pha ngay
cang hoan thién hon.

Vi vay, voi trién khai ap dung hi¢u quéa Lean s& giup cong ty tdn tai va phat trién mot cach
bén vitng trong nén kinh té toan ciu canh tranh khdc liét hién nay.
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