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Tom tat:

Phirong phdp san xudt tinh gon (LEAN) dweoc biét dén la mét trong nhitng phwong phdp san xudt
hiéu qua gitip ndng cao ndang lwc canh tranh vé ndng sudt, chat lwong, chi phi cia doanh nghiép
théng qua logi bo lang phi va cdi tién lién tuc (Liker, 2006). LEAN bao gom mét tdp hop cdc
cong cu, ky thudt, nguyén tic givip LEAN logi bé cdc hoat dong khéng tao gid tri gia ting cho san
phédm ciia doanh nghiép. Trong diéu kién han ché cdc nguon e vé con ngueoi, cong nghé, trinh
dé thi viéc dp dung ciing liic dong bé cdc cong cu, ky thudt va nguyén tic ciia LEAN la khé kha
thi véi cac doanh nghiép Viét Nam. Do dé, bai viét dé xudat 16 trinh bon giai doan dp dung LEAN
thanh cong véi cac cong cu va ky thudt twong iing ciia LEAN trong diéu kién Viét Nam hién nay
gom: (1) On dinh héa hé théng, (2) Tiéu chudn héa hé thong, (3) Tréi chdy héa hé thong va (4)
Tinh gon héa hé théng.

Tir khéa: Phuong phap san xuit LEAN, ap dung thanh cong, doanh nghiép Viét Nam.

Applying lean manufacturing in Vietnamese enterprises: the roadmap to success
Abstract:

LEAN manufacturing (LEAN) approach is one of the most efficient production methods to improve
the competiveness on productivity, quality, cost through eliminating wastes and continuous
improvement (Kaizen) (Liker, 2006). LEAN is also a set of tools, techniques and principles to
deal with removing all of the activities that do not create the value-added for enterprises. In
the context of Vietnam, it is very difficult for Vietnamese enterprises to apply synchronization
LEAN tools, techniques and principles because resources are limited in manpower, technology
and management capability. Therefore, this research proposes a 4 phases model for Vietnam
enterprises to successful apply with LEAN: (1) Stabilize production, (2) Standardize production,
(3) Smooth production and (4) Slim production.

Key words: LEAN manufacturing, successful apply, Vietnam enterprise.

1. Gi6i thiéu

Thuat ngir LEAN duoc dua ra lan dau tién vao
nim 1990 bdi Womack va Jones trong cudn sach
“The Machine That Changed The World” khi néi vé
su thanh cong ctia Toyota voi hé thong TPS (Toyota

Productino System) phat trién tir nhitng nam 1950.
Triét 1y quan trong nhit cia LEAN chinh 1a quan
diém tiét kiém chi phi thong qua loai bo ling phi
va cai tién lién tuc. Ngay nay, LEAN duoc biét dén
va thira nhan rong rai trén thé gi¢i nhu 1a mot trong
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Hinh 1: Cac cong cu ciia phwong phap sén xuit LEAN

LEAN

J.I.T

. So db chudi g tri
. Binh chuén héa
.SMED

. Takt time

. Cell Layout

. Pull (Kanban)

. One piece flow

JIDOKA

. Poka-Yoke
. Andon

. 5S -Trucquan (VM)

. Cong viéc tiéu chudn (SW)

. Duy triniing suét téng thé (TPM)

. Kaizen lang phi

Nguén: J. Liker, 2006, Womack & Jones, 2003

nhitng phuong phap quan 1y san xuat hiéu qua nhat
theo quan diém canh tranh vé chi phi san xuét, thoi
gian san xuét san phim, giao hang dung han, lip
dat, cham soc khach hang va dich vu sau ban hang
(Phan Chi Anh, 2015). Bang cach van hanh lién tuc
cac nguyén tic va cong cu ciia LEAN, doanh nghiép
¢6 thé dat duoc nhiing két qua tot hon vé chét luong
san pham va dich vu, ting ning suat, giam thoi gian
san xut va dap tmg nhanh yéu ciu ciia khach hang.
Khi mot doanh nghiép ap dung LEAN c6 thé giup
tang ning suit lao dong cua cong nhan 1én gap doi,
giam ton kho dén 90% va giam ty 1¢ 15i dén khach
hang 50% (Womack & cong su, 2003).

Tai Viét Nam, LEAN da dugc biét dén va nghién
clru 4p dung trong ca 1y luan va thyuc tién doanh
nghiép. Mot s6 doanh nghiép da dat dugc nhimng
thanh cong budc déu trong khi ph?m 16n doanh
nghi¢p chua dat dugc nhiing thanh cong nhu mong
mubn. Chi c6 khoang dudi 10% s doanh nghiép
¢6 kha ning tiép can va 4p dung thanh cong LEAN
(Nguyén Ping Minh & cong su, 2014). Viéc ap
dung LEAN khong c6 nghia la chi viéc dua cac cong
cu hay k¥ thuat d6 vao hé théng san xuit ma doanh
nghiép can xac dinh duoc dau la ky thuat phu hop
v6i dic thu san xuét, nguf”)n lyc ctia doanh nghi¢p
trong timg giai doan cu thé (Wilson, 2010). Néu
doanh nghiép khong xac dinh dugc cac diéu kién
nay dé dua ra chién lugc trién khai ap dung s& khong
dat dugc nhiing thanh cong nhu mong doi. Do d9,

muc tiéu cla bai viét nay 1a dua ra cac giai doan ap
dung LEAN tir thap dén cao véi cac cong cu va ky
thudt phu hop dé dat duoc muc tiéu trong mdi giai
doan cu thé.

2. Phwong phap sin xuit LEAN

Phuong phap san xuat LEAN 1a mot tap hop cac
nguyén tic, cong cu va ki thuat duoc thiét ké dé
giai quyét nhitng van dé gdc 1& cua cac hoat dong
kém hiéu qua trong san xuét. D6 1a cach tiép can
¢6 hé thdng dé loai bo moi dang cua ldng phi trong
toan bo chudi san xuat nham dap tmg téi da mong
muén tir khach hang (Womack & cong su, 1990).
Muc tiéu cta san xuat LEAN 1a t6i wu hoa cac gia
tri v& ning suat, chat lugng, chi phi va kha ning dap
tmg khach hang trong khi van dam bao duoc cac
diéu kién an toan cua san xuat. D& dam bao dugce cac
muc tiéu nay, LEAN c6 ging loai bo ba ngudn chinh
dan dén nhitng ton thit tir hé thong quan 1y san xuét
14 lang phi, sy bién dong va sy thiéu linh hoat (Drew
& cong su, 2004).

Céc cong cu ctia phuong phap san xuat LEAN két
hop voi nhau dé dat duoc cac muc tiéu vé nang suét,
chat lugng, chi phi, giao hang dting han. H¢ thng
céc cong cu va ki thuat theo cac cép do khac nhau
xdy dyng nén “Ngbi nha LEAN” véi nén méng va
cac tru cot duogc thé hién nhu trong Hinh 1.

Nén tang cua san xuit LEAN bao gom hé thong
5S, quan 1y tryc quan, duy tri ning suat tong thé
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(TPM), cong viéc tidu chuin va cai tién lién tuc
(Kaizen). Cac cong cu va k¥ thuat nén tang nay co
vai tro tao thiét lap su 6n dinh cua hé théng san xuét
va hinh thanh théi quen LEAN cho doanh nghiép.

58 va qudn Iy truc quan: La mot phuong phap
lam viéc nhdm tao ra mot moi truong lam viéc sach
s&, ngan nap, thuan tién, giam thiéu lang phi, dam
bao an toan tai noi lam viéc. Van hanh lién tuc 5S
gitip doanh nghiép hinh thanh thoi quen ngin np,
gon gang va quan ly khoa hoc tir d6 thay ddi tu
duy ctua nguoi lao dong. Quan ly truc quan (Visual
Management - VM) sit dung hinh anh va mau sic dé
hudng dan va nhan biét duoc cac tiéu chuin, cach
lam ding tai noi lam viéc. Cac thong tin truc quan
ciia VM gitip ngudi lao dong co thé d& dang nhan
biét cac diéu kién lam viéc so véi tiéu chuan ma
khong mét qué nhiéu thoi gian chi y.

Duy tri ning sudt tong thé (Total Productive
Maintenance - TPM): La hoat dong dam bao cho
may moc thiét bi chay 6n dinh va hiéu qua cao. TPM
thuc hién viéc bao tri co ban trong qua trinh lam viéc
nhu kiém soat hoat dong, lau chui, boi tron nham
git didu kién sin sang cia may moc thiét bi. Thuc
hién TPM gitp doanh nghi¢p tranh dugc tinh trang
dimg day chuyén do stra chira, hong hoc may moc
thiét bi.

Phan tich lang phi (Muda) va Kaizen: La viéc
xac dinh va phan chia cac hoat dong khong tao gia
tri gia tang, khong can thiét thanh cac loai khac
nhau gitp doanh nghiép nhan biét sau d6 sir dung
cac cong cy, k¥ thudt va tu tudng cua LEAN dé loai
bo chung (Kaizen). Theo do, c¢6 7 loai lang phi theo
quan diém ciia LEAN gém: (1) Lang phi san xuat
thira, (2) Lang phi luu kho, (3) Lang phi cho doi, (4)
Lang phi thao tac, (5) Lang phi gia cong, (6) Lang
phi di chuyén va (7) Lang phi sai hong.

Cong viéc tiéu chuin (Standardized Work- SW):
La su t6 churc ¢6 hiéu qua va co tha tu dé san xuét ra
san phdm khong co ling phi. Cong viéc tiéu chuén
ly trung tim 1a thao tic ciia cong nhan, duoc sir
dung dé két hop gitra nguoi va may theo cach tot
nhit nhdm nang cao chit lugng, kha ning thao
tac, giam chi phi va dam bao an toan. Cong viéc
tiéu chuan sir dung céac loai bang la cac cong cu dé
thuc hién va duy tri diéu kién tiéu chuan nhu bang
ning luc cong doan, bang phdi hop cong viée, bang
Yamazumi dé thiét 1ap va duy tri didu kién tiéu chuin
trong qua trinh thao tac cua nguoi cong nhan. Ngoai
ra, mot s cong cu nhu kiém soat qua trinh thong

ké (Statistical Process Control) hay huéng dan cong
viéc (Job Instruction) cling hd trg thuc hién cong
viéc tiéu chudn.

San xuat dung thoi diém (Just In Time - J.I.T)
nghia 13 chi san xudt nhimg gi can thiét vao thoi
diém can thiét véi sé lwong can thiét (Dennis, 2015).
J.LT khong cung cip bét cir tha gi ma cong doan
sau hodc khach hang khong yéu cau. Nhu vay, tat
ca nhitng hoat déng cung cp nhiéu hon lugng can
thiét hay sém hon can thiét ciing duoc coi 1a ling
phi (Womack & cong sy, 2003). Viéc thyc hién J.I.T
trong mdi truong san xuat 1a rit quan trong dé dat
dugc cac muyc ti€u giam tdn kho va loai bo san xuit
thtra (Achanga, 2007). bé dat duge J.LT, can su
dung cac cong cu, k¥ thuat va nguyén tic dé thiét lap
dong chay hoda, san Xudt déng nhip va dat duoc hé
thdng san xuat “kéo”. Cac cong cu, k¥ thuat thanh
phﬁn tao nén J.I.T dugc thé hién nhu trong Hinh 1.

So' dé chudi gia tri (Value Stream Mapping -
VSM): La mot ki thudt nham hién thi hoa tat ca cac
hoat dong c6 lién quan dén dong chay hang hoa va
thong tin trong toan bd chudi gia tri ciia san pham
dé tir d6 phat hién cac van dé vé lang phi va ton kho
trong cong doan (Rother & Shook, 2003). Str dung
VSM gitip doanh nghiép thdy duoc cai nhin tong
thé vé toan bd qua trinh san xuat ctia doanh nghiép,
df“)ng thoi chi ra cac van dé vé cho doi, ton kho.

Binh chuin héa (Leveling/Heijunka): La cong
cu gitp can bang san xut va lap lich trinh san xuét
gitp doanh nghiép biét duoc cac thong tin hién thi
khi ndo san xuét cai gi va san xuét bao nhiéu. Khi
mot diy chuyén cing san xuat nhidu san pham thi
viéc tinh toan ké hoach san xudt tirng loai san phém
1a can thiét. Binh chuan hoéa 1a cong cu gitip san déu
vé s6 lugng va san déu vé ching loai san xudt mot
cach khoa hoc va hi¢u qua nhét. Muc dich cta binh
chuén hoa 13 1am can bé‘lng va on dinh hé théng san
xuét, nang lyc san xuét dwoc can bang dua trén yéu
cdu san xuét hang ngay (Ohno, 1988).

Chuyén doi nhanh (Single Minute Exchange of
Die - SMED): Hay con goi la “thay khudn trong
vong mot phit” 1a k¥ thuat dugce sir dung dé thé hién
thoi gian chuan bi hodc chuyén dbi khudn, dd ga
ctia nhiéu chung loai san phim trén cing mot day
chuyén san xuit dugc rit ngan dén timg phut. Binh
chuén hoéa s& khong thé thue hién dugce néu nhu thoi
gian thay d6i, chuin bi cho mdi lan chuyén d6i san
pham 1a 16n. Do d6, thyc hién SMED gitp giam thoi
gian ngimg tré cia ddy chuyén va lang phi do chd

So6 235(I1) thing 01/2017

Kinh téPhat trién




doi (Wilson, 2010).

Nhip séin xudt (Takt time): La thoi gian can thiét
dé ting cong doan san xuat ra mot don vi san pham
duoc tinh toan dua trén nhu cdu san xuit va thoi
gian lam viéc. Takt time cho biét bao nhiéu lau cin
phai hoan thanh mot san pham dya trén nhu cau cia
khach hang (xem cong thure (*)). Dua vao Takt time,
ngudi didu do san xudt biét duoc phai phan chia
cong viée va b tri may moc thiét bi sao cho thoi
gian lam viéc thuc té trén timg cong doan gan nhét
voi Takt time. Thuc hién ding tdc do san xuét theo
Takt time gitip dong nhét hoa toc do trong toan bo
day chuyén san xuit. Pam bao san xuit theo Takt
time nghia 1a doanh nghiép c6 thé giao hang ding
han cho khach hang (Dennis, 2015).

Takt time = Thoi gian lam viéc quy dinh hang
ngdy / san lrong yéu cau moi ngay (*)

Bo tri mat bang dang té bao (Cell Layout): La
viéc sép Xép cac may moc, thiét bi va cac td 1am viéc
trén mot khong gian mit bang voi cac 6 nho sao cho
cac cong doan déu duge thuc hién lién tuc trong mot
6 hodc nhiéu 6 lién tuc. Thyc hién Cell Layout giup
loai bo dugc cac lang phi vé di chuyén va tiét kiém
céc ngudn lyc thong qua viée két hop cong viée giira
nhidu may va nhiéu san phdm véi nhau trong Cell
(Dennis, 2015).

Kanban: 1.a mot cong cu thyc hién J.I.T nhim
muc dich huéng dan cung cap hang hoa hoic hudng
dan san xuit nhimg thir can thiét vao thoi diém
can thiét v6i sd lugng can thiét. Thuc hién ap dung
Kanban giup loai bo cac ldng phi vé san xuat thira,
lang phi luu kho (Ohno, 1988).

Dong chiy mgt san phim (One piece flow): La
nguyén tic doanh nghiép hudng dén viéc tai mdi
cong doan “lam mot chuyén mot” ma khong san
xudt theo 16 16n. Thyc hién “one piece flow” gitp
doanh nghiép loai bo dugc cac van d& vé cho doi va
lwu kho. Trong diéu kién 1y tuong, thoi gian san xuét
¢6 thé riit ngén xubng chi con twong duwong 10% thoi
gian san xut ban dau (Santos & cong su, 2006).

Tu dong hoa thong minh (Jidoka) 1 hé théng ma
day chuyén c6 kha nang phat hién dugc cac sy cd
bat thuong, cac van d& chét lugng hoac cham day
chuyén va c6 thé ty dong dimg day chuyén. Bing
cach nay, tu dong hoa gitip ngan chan dugc cac san
pham kém chat lugng dugce dwa dén cac cong doan
tiép theo va khong xay ra 18i bat thuong (Dennis,
2015). Muc dich cua Jidoka nhim ngin ngira cac
nguy co xay ra sy cb trong qua trinh san xuét hodc

phat hién cac van dé truéc khi né xay ra. Jidoka
cling gitp phat hién 15, ngan ngira va kiém soat sai
hong (Liker, 2004). Thyc hién Jidoka giup dam bao
chat lugng theo tiéu chuan ddng thoi gitip ngan ngira
hong hoc may méc, thiét bi va giam sy tham gia cta
con ngudi vao qua trinh san xuat. Mot s6 cong cu dé
thuc hién Jidoka 1a hé théng phong tranh 16i (Poka-
Yoke) va hé théng kiém soat cong viéc, hudng dan
san xuat (Andon).

Phong trdnh 16i (Poka-Yoke): La cich lam st
dung céc thiét bi don gian nhung c6 kha ning ngin
ngura cac tinh trang khong binh thuong trude khi
chung xay ra hodc dimg day chuyén khi 15i xay ra
dé ngan ngira 15i. Shingo (1989) cho rang cac van
dé vé 13i san pham, hong hoc trong qué trinh san
xuét gay ra hoan toan c6 thé dugc loai bo thong qua
hé théng Poka-Yoke. Muc tiéu ciia Poka-Yoke nham
kiém tra dugc 100% cac san pham va dua ra duoc
céc phan hdi nhanh chong vé cac van dé, su cb dé
dua ra cac canh bao hodc ding day chuyén kip thoi
(Dennis, 2015).

Andon: La mot cong cu cua quan ly truc quan
duoc thé hién dudi dang “dén bao” hodc “bang
Andon” nham kiém soat va huéng dan cong viéc
clia nguoi cong nhan. Hé théng thong tin kiém soat
trén bang Andon giup canh bao cho nguoi cong
nhan nhén biét dugc cac nguy co hoac cac van dé
xay ra dong thoi dua ra cac tin hi¢u nay 1én Andon
dé ngudi quan 1y day chuyén biét va dua ra cach xir
Iy nhanh chéong (Santos & cong su, 20006).

Tom lai, LEAN la mét tap hop nhiéu cong cu, k¥
thuat va nguyén tic c6 lién két voi nhau dé giai quyét
nhitng van dé cta qua trinh san xuat. Mdi cong cu,
k¥ thuat va nguyén tic déu co huéng dén giai quyét
mot hodc mot s6 van dé. Tuy thude vao diéu kién va
ddc thu san xuit ma doanh nghiép co thé lua chon
ap dung nhitng cong cu nhét dinh ciia LEAN. Trong
phan tiép theo, bai viét s& chi ra nhiing dic diém
(yéu kém) cia cac doanh nghiép san xut tai Viét
Nam c6 anh huéng dén viée ap dung LEAN dé tir 6
dé xuit mot 16 trinh 4p dung LEAN phu hop.

3.Pic diém ciia doanh nghiép san xuit tai Viét
Nam

Sau dic diém coa cac doanh nghiép san xuét tai
Viét Nam c6 anh hudng dén viéc lwa chon céc cong
cu, ky thudt cia LEAN gdém: (1) Quy mé doanh
nghiép, (2) Trinh d§ cong nghé, (3) Nang luc quan
1y, (4) Chat luong ngudi lao dong, (5) Vian hoa va (6)
Kha nang lién két chudi cung cip cua doanh nghiép.
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Thir nhat, vé quy md doanh nghiép, hién nay Viét
Nam c6 dén 97,7% trong s6 401.000 doanh nghiép
la cac doanh nghiép nho va vira (Pang Thi Huong,
2016). Cac doanh nghiép nho va vira nay hién chu
yéu thudc vé khu vuc doanh nghiép tu nhan (chiém
96,5% tong sd doanh nghiép). Cac doanh nghiép
nhd va vura thuong bi han ché bai cac nguén luc
vé con ngudi, tai chinh. Do do, viéc cung cdp cac
nguén luc 16n dé thuc hién ap dung LEAN déng bd
trén quy mo toan doanh nghiép 1a kho kha thi hon 1a
vi€c chon loc uu tién cac cong cu, k¥ thuat don gian,
khong yéu cau dau tu, cong nghé.

Thir hai, trinh d§ cong nghé ctua cac doanh nghiép
Viét Nam hién nay lac hau hon so voi cac quéc
gia khac tr 10 dén 20 nam, dic biét 1a cac doanh
nghiép nha nudc va doanh nghiép nhé va vua (Thai
An, 2015). Hién nay c6 toi trén 52% doanh nghiép
Viét Nam st dung cong ngh¢ lac hau trong khi chi
khoang 10% doanh nghiép st dung cong nghé hién
dai vao qua trinh san xuét. Pic biét, theo béo céo cta
B6 Khoa hoc va Cong nghé nam 2015 thi khu vuc
doanh nghiép nho va vira ¢ thiét bi & murc lac hau
va rét lac hau chiém dén 70%. Véi dic trung nay,
doanh nghiép khong thé ap dung dong bd LEAN ma
chi nén thuc hién ap dung cac ky thudt don gian phu
hop véi trinh do cong nghé cia minh. Chi sau khi
doanh nghiép da phat trién dén mét trinh d6 cong
nghé cao hon thi cac cong cu cdp cao ciia LEAN
méi nén dugce ap dung.

Thir ba, nang lyc diéu hanh san xudt cua cac
doanh nghiép Viét Nam hién nay c6 nhiéu han ché.
Trinh d6 quan ly cta doi ngli quan ly va lanh dao
doanh nghiép chwa dap g dugc yéu cau trong diéu
kién san xuét kinh doanh canh tranh va linh hoat
(Pang Thi Huong, 2016). Ap dung LEAN nghia 1a
doanh nghiép can c6 chién luoc quan 1y va kiém soat
su thay d6i khi chuyén tir cach thirc san xuét truyén
thong sang san xuét theo LEAN. Kiém soat qua trinh
thay d6i 1a viéc khong d& ngay ca voi cac doanh
nghiép co trinh d§ quan 1y cao nhu Toyota. Chinh
vi vay, cach t6t nhat 1a doanh nghiép Viét Nam nén
thay d6i dan dan va ap dung thi diém mot vai khu
vuc trudce khi nhan rong ra toan doanh nghi€p. Viéc
lam nay s€ gitp doanh nghiép tao dung dugc thoi
quen LEAN trude khi di cac budc tiép theo trong
hanh trinh &p dung LEAN.

Thir tw, chat luong nguoi lao dong trong doanh
nghiép Viét Nam hién chua cao. Theo thong ké cta
Tong cuc Thong ké nam 2016 thi hién tai chi 19%

s6 lao dong tai Viét Nam da qua dao tao va hon 80%
lao dong hién nay 1a lao dong phd thong. Chét luong
ngudi lao dong thip din dén ¥ thirc tu gidc va nhan
thirc thay d6i tu duy cho viéc phat trién LEAN la
thép. Chi khi nao nguoi lao dong thuc su nhén thic
dugc vai tro va trach nhiém ca nhan cho viéc phat
trién LEAN thi doanh nghi¢p mai dat dugc su thanh
cong toan dién. Do do6, viéc tao dung thoi quen va
thay d6i dan dan nguoi lao dong 1 budc di can thiét
ban dau dé LEAN c6 co hoi thanh cong.

Thir nam, van hoéa doanh nghiép phan anh van hoa
cua con nguoi Viét Nam. Nhom tac gia Duong Thi
Liéu & Nguyén Van Ha (2008) di chi ra nhitng han
ché van héa ciia ngudi Viét Nam c6 anh huong dén
qué trinh phat trién va hoi nhap cua doanh nghiép
gdm: (1) Cung cach 1am an nho 1&, thoi quen tiy
tién, (2) Tam nhin han hep, tu duy ngén han, (3)
Thiéu tinh lién két, cong ddng, (4) Niang vé quan
hé, dya dam, (5) Nhe chir tin. Trong khi d6, vin hoa
cua LEAN thuong tdp trung vao nhom lam viéc,
su chia sé thong tin, tinh thin dong doi va y thirc
tu duy cai tién lién tuc. Co thé thiy, dic trung vin
hoa trong cac doanh nghiép Viét Nam mang nhiéu
nét khong twong dong véi van hoa cia LEAN. Sy
d6i nghich nay din dén két qua nhiéu doanh nghiép
khong thanh cong khi ap dung LEAN. Vi vay, dé
ap dung dugc LEAN thanh cong thi doanh nghiép
can c6 chién luge quan 1y thay ddi trong dai han, ap
dung tung budc.

Cuoi ciing, trién khai ap dung LEAN thanh cong
nghia 14 doanh nghiép phai dat dugc J.I.T va thiét
lap dugc mot hé théng san xuét “kéo” tir dau vao
dén dau ra. Tuy nhién, hién nay Viét Nam chua hinh
thanh dugc mot hé théng chudi cung cép on dinh va
day dii. Nganh cong nghiép phu tro, chudi cung cip
chua phat trién, cdc nha san xudt phai nhap khau
hang héa tir nuéc ngoai voi chi phi cao, khdi luong
nhap hang 16n, rii ro cao, chit luong khong on
dinh. Tinh lién két, hop téc san xut giita cac doanh
nghiép Viét Nam v6i nhau hién nay chua cao. Mbi
doanh nghiép thuong chi quan tam dén loi ich cta
minh ma bo qua loi ich cua dbi tac. Su khong 6n
dinh trong chudi cung cip ciing véi su thiéu lién két
gilra cac dbi tac 1a rao can cho doanh nghiép thuc
hién J.LT triét dé. Do do, trong giai doan hién nay
doanh nghi¢p chi nén tap trung vao cac hoat dong
LEAN ndi bd san xuit ma chua thé phat trién LEAN
ra bén ngoai doanh nghiép dugc. Pay la luu y quan
trong dé doanh nghiép lya chon duoc chién luoc ap
dung LEAN phu hop.
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Bing 1: Ton

o hop cic dic trung ciia cic doanh nghiép sin xuit Viét Nam

Dic trung Biéu hién
Quy mo doanh nghi¢p . 97% doanh nghiép 1a doanh nghiép nhd va vira
. Nguén lyc tai chinh, nhan lyc, may moc thiét bi rat han ché
Trinh d§ cong ngh¢ . Cong nghé lac hau trén 10 ndm so voi the gioi
. 70% doanh nghiép nho va vira c6 cong ngh¢ lac hau va rat lac hau
Nang luc quan ly . Ning lyc quan ly diéu hanh san xuat thap. Dan dén kha ning kiém soat,
quén 1y thay d6i LEAN thip
Chat lugng lao dong . Trén 80% la lao dong pho thong
. Nhén thtc vé vai tro cua thuc hién LEAN khong cao
Vian héa doanh nghiép . C4 nhan, kha nang chia sé, hop tac thip
. Khong c6 su gin két voi doanh nghiép
Lién két chudi cung cap . Chudi cung cap khong on dinh
. Kha ning hop tac giita nha san xuit va nha cung cap thap

Nguon: Nhom tac gid tong hop

Téng két lai, cac dic trung doanh nghiép co tac
dong dén viéc lua chon va ap dung LEAN thanh
cong duge tong hop nhu trong Bang 1.

Céc dic diém cua doanh nghiép san xudt tai Viét
Nam la khac biét so vdi cac doanh nghiép khac.
Do d6, dé trién khai 4p dung LEAN tai cac doanh
nghiép Viét Nam ciing can c6 mot chién luoc va 16
trinh riéng dé phu hop véi dic trung d6. Trong phan
tiép theo, bai viét s& dé xuat mot 19 trinh ap dung

Hinh 2: M6 hinh “4S” ap dung san xu

LEAN véi cac muc tiéu, cong cu phu hop véi dac
trung cua cac doanh nghi¢p Viét Nam hién nay.

4. Mo hinh “4S” ap dung LEAN thanh cong
tai Viét Nam

Trén co s6 1y thuyét vé cac cong cu va ki thuat cia
LEAN két hop véi dic trung ctia cac doanh nghiép
san xuat Viét Nam, bai viét d& xuit mot mé hinh ap
dung LEAN thanh cong cho cac doanh nghi€p Viét

at LEAN thanh cong tai Viét Nam

On dinh Tiéu chuén ) Trdi chdy Tinh gon
hoa hé thdng »> hoa hé thong » hoa hé thng héa hé théng

Stabilize Standardize Smooth Slim
AN N A A
E i 3~5Nim iSau 10 nim
' 2~3 Nam i Giai doan IV

2 ~3 Nim i ' ; ; ; ; :
. | ! . Gidm chi phi, tonkho | . Thue hién Pull sysem (Bang Kanban)
; ! ' Phat trién nha cung cap, Giam 16 nhap
| i E . Giam nhéan luc . Jidoka (Poka-Yoke, Andon)
' i i . Giam kho ian . Cell layout
! ' Giai doan III ne ga v
i . Giam thoi gian dimg . SMED
E : . . . Cong nhan da nang (Multifuntion Employee)
E i . Can bang san xuat, ndng lyc . Takt time, Leveling, VSM
' Giai doan II . Giam thoi gian chd doi . One piece flow
; . Xay dung tiéu chuin . Cong viée tiéu chudn (SW)
i . Lam theo tiéu chuén . Huéng dan cong viéc (Job Instruction)

Giai doan 1 | - Kiém soat bt thwong .Kiém soat qua trinh thong ké (SPC)

. Tao d}mg théi quen, kiém soat chd am viée
. Cai tien lang phi
. Ngan ngira hong hoc thiet bi

. Kaizen

.58, quan Iy truc quan (VM)

. Duy tri ning suit tong thé - TPM

Muc tiéu can thue hién

Nguon: Nhém tac gid phdt trién

Céng cu, kj thugt, nguyén tdc nén dp dung
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Nam. Mb hinh ap dung LEAN gom 4 giai doan (M6
hinh “4S”).

Céc doanh nghiép Viét Nam hién nay chu yéu la
cac doanh nghiép nho va vira khong c6 du cac ngudn
luc va nang luc dé thuc hién trién khai ap dung d?)ng
bo trén quy mo toan doanh nghiép ma nén lya chon
trién khai ap dung timg phan, sir dung cic ky thuat
don gian, khong tén chi phi. Véi trinh d6 c6ng nghé
va may moc thiét bi lac hau thi khong con cach nao
khac dé doanh nghiép tao dung loi thé canh tranh 1a
thuc hién cai tién lién tyc. Khi dwa mot phuong phap
san xuit méi nhu LEAN vao doanh nghiép s& tao ra
su phan (mg chdng lai sy thay ddi tir nguoi lao dong.
Do d6, viéc dua dan dan timg phan 14 cach duy nhét
gitip ngudi lao dong trong doanh nghiép chip nhan
su thay doi d& hon. Hinh 2 mo ta, dinh hudng ap
dung LEAN tirng phan theo timg giai doan phui hop
véi diéu kién doanh nghi€p Viét Nam.

Giai doan I: On dinh héa h¢ théng - Stabilize:

Doanh nghiép bat ddu chuyén doi sang 4p dung
LEAN nén bat dau vé6i cac cong cu, ki thuat nén
tang, don gian va dé thuc hién cia LEAN dé loai bo
nhitng lang phi va hinh thanh tu tuong cai tién lién
tuc. Thuc hién 5S va quan ly truc quan la cach rén
luyén thoi quen, kién tri tir nhitng nguoi cong nhan
dén nguoi quan Iy nham xay dung chd lam viéc khoa
hoc, gon gang, ngin nip. Pay 1a ky thuat don gian,
t6n it chi phi nhung mang lai hiéu qua cao. Bén canh
d6, doanh nghiép ciing can dam bao may moc thiét
bi, day chuyén san xuit hoat dong khong hong hoc,
khong gy ra 16i thong qua thyc hién TPM. Thyc
hién TPM dugc két hop véi 58 dé thuc hién bao
dudng cac may moc, thiét bi tai mdi vi tri lam viéc
clia ngudi cong nhan gitp hé théng cac may moc
thiét bi nay ludn trong tinh trang sin sang hoat dong.

Giai doan II: Tiéu chuin héa h¢ thong-
Standardize:

Giai doan tht hai trong hanh trinh 4p dung LEAN
la giai doan tiéu chuin héa hé thng. Sau khi cac
thanh vién da quen voi cac cach lam va tu tudng
ciia LEAN v& lang phi, vé 5S va cac tu duy cai tién
thi viéc dua ra cac cong cu dé xay dung tiéu chuin
1a can thiét. Tiéu chuan hoa hé thong gitip doanh
nghiép kiém soat, duy tri va thiic diy duoc cac két
qua cua qua trinh cai tién lién tuc. Cac tiéu chuin
phai dat dugc trang thai rd rang, cu thé dé moi ngudi
c6 thé biét duoc cong viée ciia minh dang lam 1a
dung. Khi tiéu chuén duoc chi ra tai noi 1am viéc thi
cac diéu kién phi tiéu chuan co thé dugc phat hién

ra mot cach rat rd rang va co thé giai quyét duoc
mdt cach nhanh chéng. Doanh nghiép ciing can luu
¥ rang, mic du cac tidu chuan 1a cong cy tuyét voi tai
khu vuc lam viéc cua cong nhan nhung no6 ciing luoén
thay d6i boi vi ngudi cong nhan luén dugce khuyén
khich tim ra nhiing cach lam t6t hon dé thuc hién
cong viéc.

Giai doan I1I: Tri chay héa h¢ thong - Smooth:

Giai doan thir ba trong chién lugc 4p dung LEAN
la thuc hién san xuét tréi chay hoa. San xuat troi
chay 14 qua trinh cén bang san xuét giita cac b phan
¢6 lién quan trong doanh nghiép. Trong giai doan
nay, doanh nghiép bat dau dua vao cac cong cu gitp
can bang hé théng nhu Binh chuan hoa (Leveling/
Heijunka), thuc hién san xuét theo nhip (Takt time),
giam c& 16 san xuét, thiét 1ap dong chay lién tuc (one
piece flow) hay giam thoi gian chuyén d6i (SMED).
Thyc hién troi chay hoa hé théng san xuit giup
doanh nghiép rat ngén duogc thoi gian san xudt, loai
b6 cac van dé ding day chuyén, chd doi. Thuc hién
thanh cong su troi chay nghia 1a doanh nghiép da
thanh thao véi cac k¥ thudt co ban ciia LEAN va
hinh thanh van hoa LEAN thong qua su chia sé va
tinh ddng thuan cao.

Giai doan IV: Tinh gon héa h¢ thong - Slim:

Cudi cung, sau khi da c6 dugc cac tiéu chuén, hé
théng san xuét da duoc van hanh lién tuc, troi chay
la giai doan doanh nghi¢p can thuc hién tinh gon hoa
hé thdng. Viéc 1am tinh gon hoa hé thong dugc hiéu
nhu la cép dd cao hon trong viéc thuc hién LEAN
thong qua triét 1y cai tién va loai bo ling phi. Cac
cong cu cua LEAN nén dugc dua vao ap dung trong
giai doan nay nhu thé thiét 1ap hé thong kéo, bd tri
mit bang dang té bao (Cell layout), phat trién cac hé
thdng ty dong hoa thong minh Poka-Yoke, Andon.
Bén canh viéc sir dung cac ky thuat dé tinh gon hoa
hé théng ndi bd san xuét thi doanh nghi€p nén bét
dau nghi dén viéc can bang hoa hé thong bén ngoai
doanh nghiép. biéu kién quan trong dé thuc hién
triét dé J.L.T 1a phai tim kiém va phat trién mot hé
thong nha cung cap t6t, on dinh va c6 su cam két
cao trong viéc cung cép hang hoa nguyén vt liéu
cho san xuat.

5. Két luan

Bai viét nay trinh bay ban chat ctia phuong phap
san xudt LEAN véi cac cong cy, ki thudt va nguyén
tic ciia no. Trong diéu kién cac doanh nghiép Viét
Nam han ché vé céac nguén luc, trinh d§ cong nghé
thip, ning lyc quan 1y diéu hanh san xuat chwa cao
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thi viéc trién khai 4p dung dong bo trén quy mé 16n o, cac doanh nghiép muén ap dung LEAN thanh
toan doanh nghiép 1 kho kha thi. Trén co s& do, bai  cong bén viing can di theo 19 trinh bdn budc dé tao
viét dé xuét bon giai doan trién khai 4p dung LEAN  1ap thoi quen va hinh thanh vin hoa LEAN cho moi
v6i cac muyc tiéu can thyc hién trong mdi giai doan  nguoi trudc khi nhan rong va phat trién LEAN dong

va cac cong cu, k¥ thuat ap dung tuong ung. Theo  bg trong toan doanh nghiép.

Tai liéu tham khao

Achanga, P. C. (2007). Development of an impact assessment framework for lean manufacturing within SMEs.
Cranfield University.

Ding Thi Huong. (2016). Pao tao can bd quan 1y trong doanh nghiép nho va vira: Mot s6 danh gia d& xuét. Tap chi
Khoa hoc Dai hoc Quoc gia Ha Noi, Kinh té va Kinh doanh, 23(1), 31-39.

Dennis, P. (2015). Lean Production simplified: A plain-language guide to the world’s most powerful production system:
CRC Press.

Drew, J., McCallum, B. & Roggenhofer, S. (2004). Journey to lean: making operational change stick: Palgrave
Macmillan.

Duong Thi Lidu & Nguyén Van Ha. (2008). Hoi nhdp va van héa kinh doanh Viét Nam. Paper presented at the Hoi
thao Qudc té Viét Nam hoc 1an thir 3 do Vién Khoa hoc xa hoi Viét Nam va Pai hoc Qubc gia Ha Noi phdi hop
t chire, Ha Noi.

Liker, J. (2006). The Toyota way fieldbook: Esensi.

Liker, J. K. (2004). The toyota way: 14 Management Principles from the World's Greatest Manufacturer: Mc Graw
Hill.

Nguyén bang Minh & cong su. (2014). Dinh hudng ap dung quan tri tinh gon tai cadc doanh nghiép nho va vira Viét
Nam. Tap chi Khoa hoc Pai hoc Quoc gia Ha Néi, Kinh té va Kinh doanh, 30(1), 63-71.

Ohno, T. (1988). Toyota production system: beyond large-scale production: crc Press.

Phan Chi Anh. (2015). Quan tri san xudt tinh gon: Mot $6 kinh nghiém qué'c #é. Ha Noi, Nha xuit ban Pai hoc Quéc
Gia Ha Noi.

Rother, M. & Shook, J. (2003). Learning to see: value stream mapping to add value and eliminate muda: Lean
Enterprise Institute.

Santos, J., Wysk, R. & Torres, J. (2006). Improving Production with Lean Thinking: Wiley & Sons, Ins.

Shingo, S., & Dillon, A. P. (1989). 4 study of the Toyota production system: From an Industrial Engineering Viewpoint:
CRC Press.

Théi An. (2015). Cong nghé Viét Nam lac hau 2-3 thé hé véi thé gidi. <from http:/baodatviet.vn/khoa-hoc/cong-nghe/
cong-nghe-viet-nam-lac-hau-2-3-the-he-voi-the-gioi-3283451/>.
Wilson, L. (2010). How to Implement Lean Manufacturing: McGraw Hill.

Womack, J. P. & Jones, D. T. (2003). Lean thinking: banish waste and create wealth in your corporation, revised and
updated. HarperBusiness, ISBN 0-7432, 4927-4925.

Womack, J. P, Jones, D. T. & Roos, D. (1990). Machine that changed the world: Simon and Schuster.

86 235(10) thang 01/2017 83 Kinh téPhat trién




