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Tém tit: Qua trinh san xuat ton tai nhiéu loai lang phi. Mdi loai ling phi déu gy anh
hudng dén chi phi san xuit ciia cong ty. Mot trong nhitng ldng phi thudng ton tai trong qué
trinh san xudt 1a lang phi van chuyén va lang phi mit bang. Cong ty Trach nhiém Hiru han
BB Nguyén nhén biét duoc nhitng van d& nay nén cong ty di tién hanh cai tién mit bang
san xuét va cai tién dong chay san xuit. Bai viét nay trinh bay giai phap va nhitng két qua
dat dugc trong qua trinh cai tién san xudt tai doanh nghiép.

T khéa: Cdi tién san xudt; Chi phi; Lang phi; Mdt bang; Vin chuyén

Abstract: Manufacturing systems exhibit multiple categories of waste phenomena. Each
waste category significantly influences organizational production expenditures.
Transportation inefficiencies and spatial layout deficiencies constitute predominant waste
manifestations within manufacturing operations. BB Nguyen Limited Liability Company
identified these operational deficiencies and subsequently executed systematic
enhancements to production facility configuration and process flow optimization. This

study delineates the methodological approaches and results obtained through the systematic
production improvement initiative implemented at the manufacturing facility.
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Cai tién dong chady san xuét tai cong ty trach nhiém hu han BB Nguyén

1. So lwrge vé san xuit tinh gon

Séan xudt 1 qua trinh dua nguyén liéu tro
thanh san pham ma san pham d6 co6 gia
tr1 o thi truong voi muc dich nham thoa
mén nhu cu cta khach hang [6]. Dong
chay san xuét 1a mot hé théng t6 chuc va
quén 1y qué trinh san xuat, trong d6 cac
cong doan dugc sép xép va phdi hop lién
tuc dé tao ra san phdm mot cach hiéu
quéa va tdi wu. Myc tiéu chinh cta dong
chay san xuét 13 giam thiéu thoi gian chd
doi, téi da hoa niang suat, giam thiéu
ling phi va dam bao chat lugng san
pham [6].

Ngay nay, trude ap luc tir nhu cau
giam thoi gian san xuat, giam chi phi san
xuét va ning cao chat luong san pham,
cac cong ty da tién hanh nhiéu cai tién
san xuat nhim nang cao ning suét. Cac
phuong phép cai tién dugc tién hanh dwa
trén phén tich nguyén nhan gbc ré duoc
xac dinh tr qua trinh quan sat va ghi
nhan truc tiép tir hién trudng [3]. Nhing
nguyén nhan gbc ré thuong duoc xac
dinh 12 “khéng c6 su can bang trong san
xuét, thiét bi hong hoc, khong on dinh,
quy trinh chua duoc chudn hoa, cac thao
tac ctia cong nhan khac nhau, cac khuyét
tat 1ap di lap lai khong c6 cac bién phap
dé xudt cai tién...” [5, tr.139]. Tir nhitng
nguyén nhan nay, cong ty giam cac lang
phi trong san xuat. “Lang phi duoc hiéu
1a tAt ca cac hoat dong ti€u tén thoi gian,
ngudn luc hodc khong gian ma khéng
tao nén gia tri cho san pham va dich vu
cho khach hang” [5, tr.138]. “Mot trong
nhitng lang phi thudng xuét hién trong
qua trinh san xuét 1a su dich chuyén
nguyén vat liéu khong tao ra gia tri gia
ting cho san pham va thoi gian cong
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nhan — may moéc nhan réi do tic nghén
ludng san pham” [1, tr.181].

Dé nang cao ning suit va giam chi
phi san xuét, cac cong ty ap dung san
xuét tinh gon. “San xuét tinh gon la mat
nhom phuong phép loai bd lang phi va
nhitng bat hop 1y trong quy trinh san
xudt, dé c6 chi phi thap hon va tinh canh
tranh cao hon cho nha san xuét” [4,
tr.24]. Triét Iy tinh gon cho rang lang phi
16n nhat d6i véi viéc van hanh chudi 1a
lang phi do di chuyén thira va cho doi
[2].

2. Phuwong phap do lwong

Pé nhan dién cac lang phi, tac gia da st
dung mét s6 phuong phap nhu: phuong
phap nghién ctru tai ban nham tim hiéu
cac dit liéu thir cap cta cong ty dé tim ra
cac lang phi, phuong phap nghién ctu
tai hién truong nham truc tiép khao sat
do luong cac lang phi, phuong phap
thong ké dinh lugng nham tinh toan cac
chi sb lang phi. Dé dua ra cac giai phép,
tac gia su dung phuong phép chuyén
gia.

Qua trinh cai tién san xuét tai Cong
ty Trach nhiém Hitu han BB Nguyén
dugc tién hanh theo 7 budc ciia phuong
phap Kaizen, gdbm: nim rd tinh trang
hién tai, thiét 1ap muc tiéu, do luong chi
tiét, phan tich nguyén nhan gdc ré, bién
phap khoi phuc va cai tién, danh gia hiéu
qua, chuin hoa. Dit liéu duoc thu thap
tir cac thong tin vé chinh sach, qua trinh
san xuét, nhitng quan sat va ghi nhan
tryc tiép tai nha may, phong van ngudi
quan 1y san xuit, thao ludn nhém va
danh gia truc tiép tai hién trudng.
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3. Thuc trang bo tri mit biang sin
xuét tai Cong ty Trach nhiém Hiru
han BB Nguyén

Cong ty Trach nhiém Htu han BB
Nguyén v6i hon 10 nam kinh nghiém va
chuyén cung cip cac “giai phap dong
g6i” thong qua cac mau san pham bao bi
carton 3-5-7 16p Tuy nhién, qua trinh
san xuit cta cong ty dang ton tai nhidu
van dé han ché. Nguyén vat li€u, ban
thanh pham va thanh pham khong duoc
bd tri khu vuc mat béng ¢d dinh va
khong dugc phan chia rd rang. Nhan
vién bd tri nguyén vat liéu, ban thanh
pham va thanh pham theo phuong phap
thuén tién (bé tri vao khu vuc nao tréng
bat ky). Diéu nay khién nhiéu loai ling
phi xudt hién nhu lang phi khong gian
san xuat, lang phi di chuyén,... Su b tri
cac may moc khong tuan thi theo bat ky
quy ludt ndo. Piéu nay dan dén sy xung
do6t cuia cac dong chay san xudt cia cac
loai san pham.

Pé tién hanh thuc hién cai tién, tac
gia da tiép cén va quan sat hién truong
va str dung nhiéu phuong phap nghién
ctru (phong van chuyén gia, cac loai
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biéu dd) va st dung nhiéu dir liéu dugc
thu thap tir san xuit. Qua trinh nghién
ctru dugc tién hanh qua 7 budc gdbm nim
bét thuc trang san xuét, dinh vi muc tiéu,
do luong thuc trang, xac dinh nguyén
nhan cdt 181, d& xuit phuong an cai tién,
danh gia hiéu qua va chuan hoa san xuét.
3.1. Thue trang bd tri dong chay sin
Xuit

Cong ty Trach nhiém Htru han BB
Nguyén san xuat bao bi carton 3 mau,
carton 4 mau, catron shipcod thung 16n,
carton shipcod thung nho va céc san
pham bao bi gidy 16t. Bai bao nay chi
phan tich va cai tién dong chay san xuét
catron shipcod thung 16n va carton ship
COD thung nho. Pé dinh hinh bao bi
carton, qué trinh san xut duoc dién ra
thong qua qua trinh hoat ddng ctia nhiéu
méay moc — thiét bi khac nhau. Cong ty
bd tri may moc va vi tri lam vi¢c cua
nhan cong dua trén kinh nghi¢ém c4 nhan
va sy thuan tién trong viéc su dung
khoang khéng gian tréng; khong tuin
theo trat ty nhat dinh, nhan vién phai di
chuyén nhiéu va giy ra lang phi di
chuyén.

hanh Prdm

% E'm ] !”
e 3 —
5 ,'_1-_____
° :
) ! ]
2| R ! o
: (a)| -
(2)
3 (3) I—
L2y [r P
Feelrmn,

May in 3 mbu i)

!
(3)

May in 4 mau -+ ik f G

Van Phoéng

- [ —
3 @ (3)
.|(.) D B = / l (3)
1 -7 ) s - (S (3)
. lh
VA ‘?/( i

Baet

(1), : Quy trinh cia sén phdm Shipcod thing nhd
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Hinh 1. So d0 b6 tri mit bang clia xuong san xuat
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Vi cong ty thiét 1ap dong chay san xuét
theo kinh nghi¢m ca nhan nén nhan vién
phai di chuyén v6i doan duong xa. Ddng
thoi, ting dong san xut cua timg dong
san pham khac nhau xung dot v6i nhau.
Qua trinh xung d6t di chuyén thuong
xuyén dién ra tai doan dudng giita
xuong. Nhan vién phai di chuyén doan
duong 38,9m dé hoan thanh 4000 tim
carton shipcod thung nhd va nhén vién
phai di chuyén doan duong 71,3m dé
hoan thanh 4000 tdm carton shipcod
thung 16n. Didu nay giy lang phi van
chuyén.

3.2. Thye trang bo tri mit bang sin
Xuit

Mit bang cta toan bd nha xuéng chua
bd tri rd rang. Nguyén vat liéu carton
duogc bd tri bat ky vi tri nao tréng. Cac
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nguyén vt liéu carton bd tri 14n 16n va
chdng 14n 1én nhau. Piéu nay giy kho
khan trong xac dinh vi tri luu trit carton,
kho khian xac dinh sd luong ton trit
carton va khé khan di chuyén carton tir
kho dén cic may moc. Nhiéu pallet
carton da dugc luu trit trong thoi gian
dai nhung ching khéng duoc dua vao
san xuat vi nhan vién quan 1y khéng ndm
bit duoc tinh trang luu trtr ting loai
nguyén vat li¢u. Tuong tu, céc ban
thanh phém duoc bd tri vi tri luu trix tam
thoi dya trén sy thudn tién cta tirng nhan
vién thao tac. Dién tich bi lang phi la
252m2 (chiém 16,2%). Diéu nay giy
lang phi khong gian, thao tdc va van
chuyén trong san xuét.
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Hinh 2. So d6 bé tri mit bang
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4. Cai tién dong chay san xuit va b
tri mat bﬁng san xuét

Cong ty b tri mit bang theo phuong
phap thuan tién va dya vao kinh nghiém
ca nhan da gay khoé khan trong qua trinh
van chuyén nguyén vat liéu, ban thanh
pham va thanh phdm. Diéu nay da gia
tang quing duong di chuyén va gia ting
thoi gian san xudt timg 16 hang, Cong ty
dd phan tich qua trinh san xudt timg
dong san pham, d3 phan nhom timg may
moc phuc vu cong tac san xuit timg
dong san pham. Bén canh d6, cong ty da
b6 tri lai timg khoang dién tich luu trit
tung loai nguyén vat li¢u carton, dién

tich luu tri ban thanh phdm (twong tmg
tung khu vuc may) va dién tich luu triv
thanh pham. Tir sy phan tich nay, cong
ty dd cai tién dong chay san xuét véi
chidu dong chay tir kho nguyén vt liéu
huéng ra khu vuc kho thanh pham,
twong Ung v6i vi tri cong xuat hang.
Piéu nay gitp giam 35,73% quang
duong di chuyén san xuit catron
shipcod thiing nho (tir 38,9m xudng gan
25m) va gidm 73,35% quang dudng di
chuyén san xuat catron shipcod thing
16n (tir 71,3m xudng gan 19m).
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Hinh 3. Cai tién dong chay san xuat va bo tri lai mat bang san xuat

5. Két luan

Viéc cai tién dong chay san xuit va cai
tién b tri mat bang san xut ciia cong ty
Trach nhiém Hiru han BB Nguyén da
mang lai nhiéu loi ich thuc té ddi voi
cong ty. Qua trinh van chuyén nguyén
vat liéu, cong cu dung cuy, ban thanh
pham va thanh pham giita cac cong doan
trd nén dé dang hon. Cac khu vuc cua
kho duoc xac dinh vi tri va hang hoa luu

trir rd rang. Nhitng diéu nay giup cong
ty giam liang phi di chuyén va vén
chuyén; gia ting hiu qua quan ly
nguyén vat liéu, cong cu dung cy, ban
thanh phidm va thanh phdm. Trong
twong lai, cong ty nén phd bién dén toan
thé nhan vién va ban hanh cac quy dinh
dé duy tri hién trang sau cai tién. Tir day,
cong ty thiic day tinh than cai tién cia
tirng nhan vién.
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