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TOM TAT

Cbng nghé tinh gon dudc st dung phd bién trong cac nganh san xuat ctng nhu dich vy, gidp loai
bé lang phi, nang cao hiéu qua va nang luc canh tranh. Bén canh cdc nghién clu Uing dung thanh
cong, cling c6 nhiéu trudng hagp mang lai két qua khéng nhu mong mudén. Thuc té, cach thirc trién
khai cong nghé tinh gon & cac doanh nghiép phu thudc vao loai hinh hoat déng, nganh nghé va
quy mé hoat dong. Nghién cuu trinh bay quy trinh thuc hién trién khai, két hop st dung cac cong
cu tinh gon tuong thich vai tiing giai doan thuc hién. Trong do, viéc xac dinh nguédn luc dap Uing
nhip san xudt yéu cau, can déi, cai tién khu vuc lam viéc, tao dong chay xuyén sudt can dugc thuc
hién. Trong hau hét cac nghién cu Ung dung céng nghé san xuat tinh gon, déi tuong la cac cong
ty qui m& 16n, s&n pham co sén lugng cao va 6n dinh trong khodng thai gian dai. Nghién cliu nay
tap trung vao cac cong ty nganh may qui mé via va nhod dé thdy dugc kha néng Ung dung clia
coéng nghé tinh gon ddi véi nhom déi tuong nay. Mot vai trudng hop nghién clu ing dung trién
khai cu thé dugc dé cap thé hién tinh hiéu qud xac thyc cla quy trinh trién khai cong nghé tinh
gon tap trung vao doanh nghlep guy mo vira va nho. Két qua ghi nhan tir ting dung thi diém thuc
té gilip nang cao hiéu qua san xudt kha tét thé hién qua chi sé do ludng cai thién hiéu qua san suat
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(hiéu sudt), tang nang luc dap Ung don hang, va cai thién moi trudng lam viéc.
Tu khoa: Nganh may, Hiéu qua san xudt, Tinh gon, Mt bang, Chudn hoa

GIGI THIEU

Nganh may dugc danh gid c6 trién vong tdt, dugc
chinh pht vu tién va chu trong phit trién. Tuy nhién,
cac doanh nghiép may noi dia dang gap kho khan vi
phai d6i mat véi stic ép canh tranh. Hiéu qua san xuat
khong cao do ning suat thap, hang 16i hong trén cong
doan cao va chi bang 2/3 nang suét trung binh trong
khu vuc (nguon: Vién ndng sudt Viét Nam) gay thém
nhiéu 4p lyc cho cac doanh nghiép. Do d6, cic doanh
nghiép ludén quan tdm tim kiém giai phdp nang cao
hiéu qua san xudt.

Cong nghé san xudt tinh gon (Lean manufacturing
technology) xudt phat tit khai niém san sudt khong
lang phi, con c6 tén goi khac la Hé thong san xudt
Toyota (Toyota Production System) . Céng nghé sin
xudt tinh gon (viét tat la Lean) 1a mét hé thong cac
cdng cu va phuong phdp nhim lién tuc giup loai bod
lang phi trong qua trinh san xuit. Cong nghé nay giup
dinh r6 cong doan tao ra gid tri, sip xép chudi cic hoat
dong sao cho tao ra gid tri hiéu qua nhét, tién hanh
quan ly d€ khong c6 bat ky gian doan nao trong dap
ung nhu ciu khach hang. Déy 1a cch thic st dung
ngudn lyc hiéu qua véi viée tao ra nhiéu gia tri hon
cho san phdm véi ngudn luc it hon, cung cép chinh
xdc gid tri ma khach hang yéu cdu. Lean da va dang

dugc xem nhu 1a giai phap hiéu qua cai thién ning
sudt ung dung rdng rai trong cdng nghiép san xuat
nhu trong nganh lip rap dién ti?, co khi3, nganh
gd*, hay nganh may®. Hién c6 trén 35% nha médy
chép nhan trién khai cong nghé Lean m¢t phan hoic
toan bo (theo két qua khao sat ctia t8 chic Industry
Week/MPI Census of Manufacturers ghi nhan tu két
qua phan héi ctia 967 nha méy®).

Giai phép tinh gon da dugc nghién ctiu Ging dung trén
chuyén son cong ty san xudt d6 noi that, két qua cho
théy ning sudt 6n dinh hon, lugng ton kho ban thanh
phém gidm va d¢ hitu dung ctia mdy mdc, thiét bj trén
toan chuyén ting*. Trong linh vuc lip rap dién td, v6i
day chuyén sin xuét tinh gon thdi gian san xudt dugc
rit ngan khoang 60%, tiét kiém gan 40% nhan luc, chu
ky thai gian giam 40% va dién tich san xuét gidm 30%,
lang phi trén chuyén giam, tinh can béng va hiéu qua
chuyén dugc cai thién?.

Lean rét phd bién hién nay vi mang lai hiéu qua thiét
thuc, huéng dén san xuét san phdm dap tng yéu ciu
ctiakhdch hang véi nén tang 1a cuc tiéu thoi gian trong
qua trinh (Lead Time), loai bo hodc cyc ti€u cic hoat
dong khong gia tang gia tri va cai thién chdt lugng
san phdm. Néu ép dung thanh céng, doanh nghiép sé
dugc hudng lgi rt 16n tit viéc ning cao hiéu qua san
xudt. Nghién ctiu Ging dung so d6 chudi gia tri (Value

Trich dan bai bdo nay: Hién D N, Lam L N Q. Nghién ctiu tiing dung céng nghé tinh gon nang cao
hiéu qua san xuat cho cong ty may qui mé vira va nhé. Sci. Tech. Dev. J. - Eng. Tech.; 4(2):771-781.
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Stream Map) va chuyén d6i nhanh (Single-Minute Ex-
change of Dies), cac cong cu tinh gon, trong nganh
cong nghiép may & An Do gitp ting 40% ning suit’.
Mot nghién ctiu khéc ciing stt dung coéng cu tinh gon
nhu 58 va cin bang chuyén theo hip san xuét giup
cai thién hiéu suit lao dong ctia chuyén may do Sweat
Shirt trong mot nha may ¢ Viét Nam ting ti 69,7%
1én 79,1%3. DE cai thién van dé nang sudt thép, thoi
gian san xuét (Lead Time) dai, ton kho ban thanh
phém 16n trén chuyén may do T-Shirt, giai phdp Lean
da dugc st dung gitp gidam 8% thdoi gian san xudt
(Lead Time), ton kho bén thanh phdm gidm tu 500

san phdm xuéng con 100 san phdm®

. Diém chung
clia cdc nghién ctiu nay 1a ting dung Lean trén chuyén
san xudt véi s6 lugng 16n, 6n dinh trong thoi gian dai.
Cong nghé tinh gon hudng dén cach thuc hién don
gian, khong qua phtic tap, khong doi hoi dau tu 16n,
va phu hgp véi doanh nghiép may c6 qui mo 16n véi
chuyén may dong san phdm ¢4 san lugng cao, 6n dinh
ma con phu hgp véi cdng nghiép may da phin (s6
lugng doanh nghiép) c6 qui mé viia va nho. Déi véi
cac daonh nghiép c6 qui md I6n, su 6n dinh don hang
(s6 lugng nhiéu, it thay d6i), cong nghé, may moc,
thiét bi dugc quan tdm dau tu va lugng lao dong 16n,
6n dinh 1a diém thuén lgi khi xem xét ting dung Lean
hudng dén xay dung diy chuyén may tinh gon hiéu
qua, ning sudt cao, 6n dinh. Tuy nhién, sy linh hoat
trong chuyén d6i ma san phdm va trong di€u chinh,
thay ddi thiét ké chuyén 1a thach thic trong nghién
ctiu thyc hién lean. D6i véi cac doanh nghiép qui mo
viia va nho méc du ¢6 von ddu tu khong cao, ning
sudt tao ra phan l6n phu thu¢c vao lao dong (nhan
c6ng) va trinh d6 quan ly nhung tinh linh hoat trong
hoat dong ciing nhu chdp nhan sy thay d6i thuc hién
giai phdp cdi tién theo lean sé nhanh chéng dugc trién
khai va ting dung.

Theo triét ly Lean, cic dang lang phi co ban nhin thay
dugc sé gidi quyét dugc bang cac cong cu don gian!.
Doanh nghiép may v6i qui moé viia va nho chu yéu
la cic doanh nghiép truyén thdng, tinh chit ho gia
dinh v6i trinh d quan ly con han ché nén ton tai rat
nhiéu lang phi din dén ning sudt khong cao. Nhu ciu
cép thiét dit ra cho cac doanh nghiép nay la tim giai
phép ning cao hiéu qua san xuit, cung cip san phdm
cho khach hang véi chat lugng t6t, thoi gian nhanh
hon va véi chi phi thip d€ c6 thé canh tranh va phat
trién. Dong thoi, tao ra moi trudng lam viée t6t cho
nhén cong, cai thién thu nhap, ting stic hit va 6n dinh
ngudn lyc. Cong nghé tinh gon la gidi phap hiiu hiéu
pht hgp véi céc yéu cdu dé ra ciing nhu dap ting muc
tiéu mong mudn.

Nghién ctiu trinh bay huéng ting dung ctia cong nghé
tinh gon d6i véi cac doanh nghiép may c6 qui mé
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vita va nhé cho mot s§ ddi tugng nghién ctiu dé lam
co s6 danh gid, dinh hudng phét trién, tng dung va
xay dung qui trinh thuc hién. B¢ cong cu (giai phap)
tinh gon dugc nghién ctiu stt dung ding chd, dung
ltc, dung doi tugng, dung chi phi va dong bd sé mang
lai rat nhiéu diéu tich cuc. Nang suét lao dong trong
nganh sé dugc tang 1én, thu nhép ctia lao dong nganh
may sé dugc cai thién, va dép ting dugc yéu cau phat
trién ctia nganh. Két qua ky vong sé hinh thanh giai
phép tinh gon hiéu qua 4p dung trong san xuit nganh
may c¢é qui mo vita va nhoé theo huéng dé trién khai,
chufn hoa, va c6 thé chuyén giao rong rai.

PHUONG PHAP LUAN

V6i muc tiéu gitp doanh nghiép loai bo cac lang phi,
tao thanh dong di chuyén hop Iy, xuyén suét, 6n dinh,
budc dau tién can xdc dinh dugc t6c do san xudt yéu
céu, con goi 1a nhip sdn xuét - Takt Time, t6c d6 cdn
thiét d€ dap ung dugc nhu ciu ctia khach hang, theo
cdng thiic (1) 6

Tinh toan nhip san xuit:

Takt = (Work Minutes per Shift x # of Shifts per
Day)/(Throughput Volume per Day) (1)

Véi:

Takt: t6c do sdn xudt yéu ciu (gidy/san phdm)

Work Minutes per Shift: Thoi gian thuc su lam viéc
trong ca (gidy/ca).

# of Shift per Day: s6 calam viéc trong ngay (ca/ngay)
Throughput Volume per Day: tdng sin lugng yéu
cdu trong ngay (san phdm/ngay).

Tiép theo, cdc ngudn lyc cdn thiét nhu may mdc, con
nguoi, nguyén vatliéu dugc tinh todn sao cho dap ting
nhip san xudt. Tuy tiing béi canh doanh nghiép ma
viéc x4y dung day chuyén Lean dugc tinh todn cho
mot (01) loai san phdm (trudng hgp 1) hodc dung
chung d€ san xudt nhiéu loai san phdm (trudng hop
2). Cac cong thiic tdng quat dung dé tinh todn ngudn
luc cho ca hai trudng hop dugce trinh bay tém tit nhu
saul0,

o Trudng hgp 1: San xuit mdt loai san phdm

Tinh todn nguon luc

SOE;
#Resource; = T ktl (2)
akt;

Véi:

# Resource;: s6 ngudn thuc yéu cdu cho qui trinh i.
SOE;: Thoi gian chuén & qui trinh i (gidy/san phdm).
Takt;:
i (giay/san phdm).

Téc d6 san xudt yéu clu cta qui trinh

o Trudng hgp 2: San xuit nhiéu loai san phim
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Tinh toan ngudn luc:

STwi
Takt;

#Resource; = (3)
Véi:

# Resource;: s6 lugng ngudn luc yéu cdu cho qui trinh
thd i.

Takt;: T6c d6 san xuét yéu cdu cta qui trinh thi i
(gidy/san phim).

ST,,;: thoi gian chuén co trong s6 (gidy/san phidm)
dugc xac dinh theo cong thiic (4).

B X (Vij x SOE;;)

T.:
SWI E‘/l

(4)
Véi:

ST, : thoi gian chudn c6 trong s6 (gidy/san phim).
SOE;; : thoi gian gia cong chuén ctia san phdm j tai
qui trinh i (gidy/san phdm).

Vij : nhu cdu (xt ly) sin phdm j tai qui trinh i (san
phdm).

Trong do, thoi gian chuin (Normal Time - NT) 1a thoi
gian cdn thiét d€ ngudi nhan cong cé tay nghé trung
binh hoan thanh cong viéc trong diéu kién lam viéc
binh thuong v6i phuong phap thuc hién cong viéc da
dugc chudn hoa; Thoi gian tiéu chuén (Standard Time
- ST), con goi la thai gian dinh muc, 1a thoi gian chudn
c6 bao ham ca thai gian bu trii (Allowances Time) cho
phép, bt trii cho nhu ciu ca nhén, cho sy héi phuc vi
tinh chét ctia cong viéc va cac bu trii khac (néu cd) 1
Sau khi tinh todn cac ngudn luc, cac tram lam viéc cin
bé tri hgp ly, ddm béo nhip san suét, giam céc lang phi
(tap trung vao 07 loailang phi co ban 1a san xut thira,
ton kho, dgi, di chuyén, vin chuyén, tdi ché, va gia
cong thiia) ¢4 thé gay ra. Trong trudng hgp van ton tai
su mét can bing gitta cac tram do ban chét cong viéc
gilia cac tram, cdn stt dung hé théng tin hiéu nhim
diéu khién, kiém sodt diy chuyén mét cich déng bo
va hiéu qua.

Quy trinh cai tién tram lam viéc (cong viéc) dugc
chuén héa bao gébm 05 giai doan: (1) Xdc dinh phuong
phép nghién ctu hay c6 thé hiéu la nghién ciiu ndm
bét phuong phap thuc hién cdng viée, (2) Chuén héa
cdng viée, (3) Nghién ctiu thoi gian, (4) Xdc lap thoi
gian tiéu chudn, (5) Theo ddi va danh gid trong moi
trudng ting dung thuc té. Chu trinh cai tién cach thitc
thuc hién cong viéc c6 xét dén rang budc bai yéu té
con ngudi khi thao tac dugc st dung (Hinh 1) 1.
Céc cong viéc dugc chudn hoa sé 1a nén ting dé€ xay
dung thoi gian dinh mic. B¢ thoi gian dinh mic sé
gitp doanh nghiép t6 chiic cac tram lam viéc hiéu qua
hon, quan ly nguén luc, dap ting nhu cau khach hang
t6t hon, khoa hoc hon nhu dugc trinh bay theo sau '2.
Quy trinh do ludng thoi gian

Do luong thoi gian:
- Xac dinh s6 lugng mau n cén thiét
n=(2Y ®)
ax
Trong do:
z: hé s0 theo phan bé chudn Z ~ N(0,1), gid tri phu
thudc vao khodng tin cdy dua ra.
s: do léch chudn ciia mau thu thap
a: dg chinh xdc ky vong
x: tri trung binh mau
- Xdc dinh thoi gian quan sat ¢ theo cong thiic

= (6)
n
Trong do:
x;: gid tri thoi gian quan sdt thii i (gidy)
- Tinh thoi gian chuén (Normal Time - NT):
NT —7(F) (RF) o)
NTC =Y;NT; (8)

Trong do:

NT;: thoi gian chudn cho phdn viéc thit i (gidy)

t - thoi gian cho mbi phdn tii cong viéc (gidy)

F; - tdn sudt ciia phdn viéc thii i (s6 ldn thuc hién trong
n quan sdt)

RF; - hé s6 danh gid hoan thanh phdn viéc thit i (téc d¢
lam viéc so vdi toc d¢ trung binh ky vong) (%).

NTC: Thoi gian chudn ddi véi cong viéc cé nhiéu phdin
viéc (gidy).

- X4y dung thai gian dinh muic (Standard Time - ST):

ST=NTC x (1 +A) )

Trong do:

A: hé s6 bi trix cho phép (%)

Trong san xudt va van hanh, tram lam viéc dugc xem
nhu 13 t€ bao ctia hé thong. Sau khi phan tich, cai tién
qui trinh thyc hién cong viéc, va t6i uu hoa céc tram
lam viéc, budc tiép theo cin thuc hién 1a tich hgp, lién
két cac tram lam viéc mot cach khoa hoc, déng bo,
sao cho nguyén vt liéu, ban phdm, va thanh phim
dugc di chuyén xuyén sudt trong hé théng. Mot khi
dong chay dugc hinh thanh va hoat dong tron tru, chi
phi sdn xudt va van hanh sé gidm xudng, ning suit
va d¢ linh hoat ctia hé thong sé tang lén. N6i cach
khdc, nang luc canh tranh ctia doanh nghiép sé dugc
cdi thién.

Cu thé€ hon, thudc do quan trong vé tinh hiéu qua
ciing nhu néng luc canh tranh cta t§ chic chinh 1a
nang sudt (Productivity) (cong thic (9)). DE€ ting
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5. Theo ddi & dénh gi&
g A 1. Xay dyng phudng phap

th i
e A nghien odu
4. Xéc 1ap 2, Chuén héa
thai gian chudn cbng viéc
% 3. Nghién cdu &

thdi gian

a) Chu trinh thiét ké cong viée

A: Chiéu cao khi véi; B: Chiéu cao khi ditng; C: Chiéu
cao mit khi démg; D: Tam véi phia truéc khi dimg; E:
Chiéu cao khi ngdi; F: Chiéu cao mit khi ngdi; G: Chiéu
cao gbi khi ngdi; H: Do sau cua ghé

b) Yéu t6 con ngwéi trong nghién cieu

Hinh 1: Quy trinh thiét ké cong viéc & minh hoa yéu t6 con ngudi

+ gia tri gia tdng

Hé théng
san xuét va van hanh
4 4

B)\
R > Trong do,

Do leomg va phan hoi

Cong thite tinh ning suat

3 . Phura
Ning suat= ———
bau vao

o Bdu ra: San pham dat chdt heong

o Bduvio: Bao gom Nguvén vt liéu
(bi bién déi), va Mdy mée, Con
ngiedi, Phirong phdp, Von, ...(ding
dé bién doi).

Hinh 2: M6 hinh hé théng san xudt va van hanh

néng sudt cho hé théng (Hinh 2), cic t§ chiic thuong
c0 ging:

(1) Tang d4u ra trong khi giti nguyén dau vao,

(2) Giti nguyén dau ra trong khi gidam dau vao,

(3) Tang d4u ra va giam dau vao.

Giai phép tinh gon hudng dén giam ngudn luc dau vao
va tang san lugng d4u ra. Két qua nay dat dugc l1a do,
véi cac dong chay, nha quan ly dé dang phét hién céac
diém nghén, cac loai lang phi; tit d6, giup nha quan ly
lua chon céc gidi phdp nham loai bo lang phi va diém
nghén mdt cach hgp ly va hiéu qua hon.

Qui trinh thyc hién tém lugc (dugc trinh bay trén
Hinh 3) bao gdém cac budc nhu mo6 ta bén trén va mot
budc danh gid kha nang cai tién. Du dn nghién ctu sé
dugc hoan chinh, chuén héa va trién khai khi khong
thé (hodc rit kho mang lai hiéu qua) thyc hién cai tién
tiép tuc.
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KET QUA NGHIEN CUU UNG DUNG
CONG NGHE TINH GON TRONG
CONG TY MAY QUI MO VUA VA NHO

Mot trong nhiing dac trung ctia nganh may 1a doanh
nghiép da phan thuéc nhém doanh nghiép viia va
nho. Hé théng san xuét clia cic doanh nghiép nay
thuong kha phic tap, sti dung nhiéu lao dong, cac
ngudn luc v&€ may méc, thiét bi, phuong phap quan
1y va von con nhiéu han ché. biéu nay anh hudéng16n
dén kha ning canh tranh ctia doanh nghiép trong viéc
dap ting nhu cdu khach hang trong khi vdn dam bao
thu nhép va cdng viéc 6n dinh cho ngudi lao dong.
Céch thtic ton tai va phat trién ctia cac cong ty may la
tao ra chinh xac cdi (gid tri) khach hang yéu c4u, cung
cdp san phdm va dich vu c6 chat lugng cao hon va it
16i hon vé6i nguén nhan lyc, khong gian, vén va thoi
gian it hon. Céc cdng ty may luén mong muén loai
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Xdc dinh nhip san xudt yéu ciu
— Takt time

Tinh ngudn hre ddp tmg

Giam hoat dong khong ting gia triva
loai bo lang phi

Téi bé tri cong
Cai tién khu vye thire hié

=
Tdi cdn bang chuyén

Po leong, cip nhat tinh toan

C6 cai tién tiép dirge khéng?

Hoén chinh va chuén hoéa

Hinh 3: Tom lugc qui trinh thuc hién

bo lang phi cing nhu st dung nguodn lyc viia dt, hay
¢6 thé thuc hién cong viéc nhiéu hon (t6t hon) véi it
ngudn lyc hon 1a gidi phép d€ nang cao nang lyc canh
tranh ctia minh.

Cai thién ning sudt la tiéu chi dit ra hang dau ma
cdc cdng ty may huéng dén. Nghién ctiu (dya trén
khao sat ndm cong ty may c6 qui mé thuéc nhém
vita va nho, cdng ty may thoi trang BQ véi khoang 30
céng nhén, 2 chuyén may; Xi nghiép may 304 TpHCM
v6i gdn 50 cdng nhan vién, ¢ 4 chuyén may; Cong
ty PNNB véi gan 200 cong nhén vién, c¢é 07 chuyén
may; Cong ty may Jean PL v6i khodng 360 cong nhén,
¢6 11 chuyén may; Cong ty ¢6 phdn may SG véi gan
250 c6ng nhén vién c6 08 chuyén may - Tén cong
ty da diéu chinh nham dam bdo tinh bdo mét theo
yéu ciu clia cong ty) chi ra rang, rit nhiéu lang phi
ton tai trong sudt qua trinh san xudt ¢ cic cong ty
may viia va nho nhu san xuét thita, hang 16i, hang
ton, van chuyén, thao tic thua, chd doi, di chuyén
khoéng can thiét dan dén nang suit khong dat nhu ky
vong. Khu vyc san xudt bd tri, sdp xép mat bing chua
chuén, chua quan tim dung muc dong luu chuyén,
kho kiém soat vat tu din dén sian xuit nhiéu ban
thanh phim (chi tiét thiia), t6n kho trén chuyén, hang
16i va ton nguén lyc van chuyén trong qua trinh san
xudt (Hinh 4a); B4 tri tram lam viéc ty phét, chua t6t

(Hinh 4b), do d6 nhéan cdng thuc hién nhiéu thao tac
thuia, ning suét khong cao, dé gay ra hang 161, mét moi
trong thuc hién céng viéc; Dong di chuyén hoach dinh
dai va nhiéu giao cat, mét nhiéu thoi gian cho viéc di
chuyén khong cin thiét (Hinh 4c phéc hoa dong di
chuyén thuc té ctia nhan cong trén mat bing sdn xudt);
MA4t can béng trong diéu phéi cong viéc (Hinh 5); 1a
cdc vin dé trong nhiéu vin dé c6 thé dé dang nhin
biét khi khao st cac d6i tugng nghién ctu.

Déi véi cac doanh nghiép may quy moé viia va nho,
cai thién nang sudt 1a vu tién hang ddu. Khi thuc hién
nghién ctiu chuyén may san xuét 4o so mi nam, v6i dd
chinh xdac ky vong khi tién hanh do ludng thoi gian
& cac tram lam viéc 1a 95%, d6 chinh xac ky vong la
90%, s6 mau quan sat trung binh dugc x4c dinh 1a 30
mau dugc tinh theo cong thic (5); thoi gian quan st
trung binh, thoi gian chuén va thoi gian dinh muc vé6i
hé s6 bu trti cho phép la 10% dugc tinh 1an lugt theo
cong thiic (6), (7), va (8). Trén co s do, diéu phdi
chuyén (v6i 17 nhén cong sé dugc ma s6 tuong ting
tit 01 dén 17) dugc trinh bay nhu trén Hinh 5. Dé
nhan théy ring, diéu phdi chuyén hién trang chua tét
sé& dan dén hé qua nang sudt khong dat nhu ky vong
(Bang 1) (hay kha nang thuc t€) dan dén chi phi san
xudt sé ting. Vi 17 nhén cong, téng thoi gian lam viéc
(11 gio/ngay) ctia nhén lucla 673200 giay, ky vong ctia
doanh nghiép dat ra tuong ting la 158 san phdm/ngay
cho chuyén (tuong ting nhip san xudt Takt time 1a 250
gidy/san phdm). Hién trang di€u phéi chi ra rang,
v6i nhip san xuét hién trang la 331 gidy/san phim
(tram 1), binh quan san lugng dat dugc 1a 119.42 san
phdm/ngay hay san lugng binh quén dat trong ngay
cho mét nhan céng 1a 7.02 san phdm, khong dép ting
ky vong.

Nghién ctiu diéu phdi lai chuyén san xudt, ciing véi
17 nhén cdéng (Hinh 6), la giai phdp dugc thuc hién
dau tién giup cai thién nang sudt ma khong can dau tu
nhiéu nguén Iyc. Két qua giup cai thién nang sudt khd
4an tugng voi nhip san xudt cai thién dat 275 gidy/san
phdm (tram 17), tao niém tin ban d4u khi tién hanh
nghién ctiu thuc té€. Néu hoat dong 08 git/ngay, ning
sufit udc lugng sé dat khoang 116 san phdm/ngay, gop
phén gidm thdoi gian lao dong xudng 03 gid nhung
van dat muc ning suit nhu hién trang (hoat dong 11
gio/ngay). Con néu duy tri hoat dong 11 gis/ngay
cho giai phap dé xudt, nang sudt sé taing 34% lén dén
khodng 159 san phdm/ngay (thay vi theo phuong an
diéu chuyén cti chi dat khoang 119 san phdm/ngay).
Khi dat dugc két qua thuc hién ban dau, mat bang san
sudt theo cong viéc da diéu phdi lai cho cac tram lam
viéc can t6 chiic b tri lai, ddm bao dong luu chuyén
thong suét, dap ting tay nghé clia cong nhén ciing nhu
diéu kién vé may moc, thiét bi. Két qua nghién ctu
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b) Tram lam viéc cdn cai tién

THU
HOA

BAN CHOY THU HOA
TAP TRUNG

THU
HOA

I_'T_.:;«F:',aj\
/

a3) (32} (s4) (63} 188) (72) (73) (79} (80}
Bl cht chi thira

¢) Déng di chuyén nhiéu giao cit, chwa thdng sudt

Hinh 4: M6t s6 van dé hién thuc khi khao sat

Bang 1: Déi sanh théng sé hién trang va kha nang thuc té

Do luong kha nang thuc té Hién trang

Thoi gian lam viéc 11 gio trong ngay/nguai (gidy/ngay) 39600.00 39600.00
Téng s6 lao dong trén chuyén (ngudi) 17.00 17.00
T6ng thoi gian lam viéc trong ngay/chuyén (giay) 673200.00 673200.00
Binh quan san lugng phai dat trong ngay/chuyén (san phdm)  159.83 119.42
Binh quén san lugng phai dat trong ngay/nguoi (san phim) 9.40 7.02
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Thi gian/sin phim

o (giay)
Nhip sin xuit Takt time

200 (gidy/sin phiam)
250

200

15

100

()

2 345 67 89 0111215141516 17
Nhan Iwce - tram lam viéc

=

=]

[—]

Hinh 5: Diéu chuyén chua t6t (D6 mat can bang la 23,4%).

Thoi gian/san pham
o (BidY) _
Nhip san suat Takt time

(gidy/san pham)
250
20
150
pLi e
50
¢]
1 2 3 4 5 5 7 8 9 10 11 12 13 14 15 16 17

Nhan luc - tram lam viéc

Hinh 6: Giai phap diéu phéi chuyén dé xuat
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(ky vong) khi ting dung vao ddi tugng thuc té can thé
hién theo céch tric quan 1a thay d6i thiét ké mit bing
ban ddu, chua dugc bé tri t6t, gdy nhiéu lang phi nhu
dé cép bén trén (Hinh 4a) sang mit bing tinh gon.
Trong sudt qud trinh diéu chinh, sap xép, bd tri mit
bing mai, gidi phap 5S dugc tién hanh song song
(Hinh 7) thé hién nhiing thay déi tich cyc trong qua
trinh trién khai cling nhu giap doanh nghiép kiém
soat dugc vat tu, dong luu chuyén ban thanh phim
trong sudt qua trinh san xuat. Dong thoi, nghién ctu
thiét ké lai cong viée, c6 gang chuyén d4i (tiing phan)
san xudt truyén thong (ua thich) lam viéc ng6i sang
thuc hién cong viéc ding doi véi cac hoat dong thuc
hién cong viéc khong hiéu qua (Hinh 8). Céc giai
phédp, phuong 4n, cong cu cin thiét tién hanh trong
giai doan nay nhdm gidp nang cao ning sudt, cai thién
modi trudng lam viéc.

Két qua dat dugc bén canh cai thién nang suét cho
cac d6i tugng nghién ctu da trién khai, mat bang tinh
gon co ban da hinh thanh (Hinh 9). Cac khu vyc lam
viéc dugc bé tri lai ngan ndp, ¢ noiluu tri ban thanh
phém véi s6 lugng dugc kiém soat, duong di chuyén
dugc vach ro rang, dap tGing nhu ciu van chuyén vét
tu voi khodng cach di chuyén dugc rat ngdn. Thay
d6i moi trudng lam viéce, giup nhan céng van hanh
thuan tién hon, tao moi truong thong thoang; Giup
nha quan ly kiém soat dugc dong luu chuyén vat tu,
kiém sodt dugc ban thanh phdm, tén kho trén chuyén.
Su céi thién moi trudng lam viéc con giup kiém sodt
hiéu qua hon théhién § ti1é sdn phdm cin phai stia 16
giam dang ké ¢ cac ddi tugng nghién ctu. Sy thay d6i
nay tré thanh dong luc va nén tang dé tiép tuc huéng
dén mot hé théng tinh gon hoan thién cho doanh
nghiép, gép phén cai thién hiéu qui san xudt, ning
cao nang luc canh tranh.

KET LUAN, THAO LUAN VA KIEN
NGHI

Nghién ctiu nay da gi6i thiéu quy trinh trién khai lean
don gian, hiéu qua 4p dung cho cac doanh nghiép may
madc c6 quy md viia va nho. Két qua ap dung thi di€ém
mang lai cac 1gi ich thiét thuc cho doanh nghiép khi
gitp loai bo lang phi, ning cao ning sudt, cai thién
modi truong lam viéc. Thdéng qua cic trudng hgp ap
dung thuc t& quy trinh trién khai, cich thiic t6 chuc
cling nhu st dung cac cong cy, giai phap tinh gon
trong céc giai doan thuyc hién dugc dé cip va hoan
thién.

Nghién ctiu ciing chi ra ring cong nghé tinh gon la giai
phéap hitiu hiéu cho cac cong ty may vi tinh hiéu qua
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ma né c6 thé mang lai. Déy 1a giai phdp don gian, dé
ndm bt, trién khai va yéu ciu ddu tu ngudn lyc khong
16n. Céc doanh nghiép may viia va nho véi giéi han
dau tu nén xem xét cach tiép can hiéu qua nay nhim
gitip ning cao hiéu qua san xuit, cai thién ndng luc
canh tranh.

Két qua dat dugc khi trién khai thi diém giup cac
doanh nghiép nhan dién ra cac dang lang phi ton tai,
thay ddi dugc moi trudng hoat dong sdn xudt cing
nhu cai thién t8t v€ nang sudt (san lugng diu ra) trong
khi khong can dau tu nhiéu nguoén lyc.

Khi 4p dung cong nghé san xuit tinh gon cho déi
tugng doanh nghiép may c6 qui mé viia va nho, su
thay d6i, thich Ging nhanh, linh hoat trong trién khai
la diém thuan lgi. Tuy nhién, vi dong san phdm da
dang, san lugng khong 16n nén cin tap hop cac san
phém cting ho, ¢4 qui trinh may tuong ty, lai v6i nhau
thanh ho san phdm sé dugc may trén cung chuyén
may tinh gon. Do d6, ngudi quan ly doi hoi phdi c6
néng lyc, ning dong trong tai sdp xép cong viéc khi
thay d6i san ph4m nhiam dam bao tinh cin déi, hiéu
qua cuia chuyén tinh gon.

Dé doanh nghiép dat dén trang thai tinh gon, hoat
dong cai tién lién tuc 1 yéu clu cin thiét. Nhiing
thanh cong budc ddu mang lai sé la dong luc rat 16n
cho doanh nghiép tiép tuc theo dudi giai phép tinh
gon hé théng. Phit trién, hoan thién, duy tri hé théng
5S; dong bo hda hoat ddng cuia cac khu vic hoat dong
v6i hé thong tin hiéu Kanban; hay xdc dinh loat san
sudt t6i uu cho chuyén san xudt la cic giai phap cin
dugc tiép tuc trién khai khi da dat dugc nén tang ban
dau cua hé théng san xudt tinh gon.

LO1 CAM ON

Nghién ciiu dugc tai trg béi Pai hoc Qudc gia Thanh
phd Ho Chi Minh (PHQG-HCM) trong khuén khé Dé
tai ma sé6 C2017-20-43.

XUNG POT LO1iCH

Nhoém téc gia xin cam doan réng khong c6 bat ky xung
dot lgi ich nao trong cong bé bai bao.

PONG GOP CUA TAC GIA

Db Ngoc Hién dua ra y tudng nghién ctu va chiu
trdch nhiém chinh trong nghién ctiu va viét bai béo.
Lé Ngoc Quynh Lam dong gép y kién, hoan thién quy
trinh trién khai cong nghé tinh gon, xem xét gép y
tng dung vao cic truong hop thuc té va tham gia hiéu
chinh bai béo.
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a) Truedc b) Sau

Hinh 7: Hoat dong 5S trudc (a) va sau (b)

a) Hién trang thuc hién tram ngdi b) Pé xuat thay d6i sang tram dimg

Hinh 8: Hoat ddng cai tién tram lam viéc thuc té
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Hinh 9: Chuyén may sau khi cai thién méi trudng lam viéc
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An implementation of lean manufacturing technology in
enhancing efficiency in garment manufacturing industry with
small and medium size
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oL
N ABSTRACT
b T Lean manufacturing technology has been applied in industry to eliminate wastes, enhance effi-
Ehe ciency and increase competition ability. While some case studies were evaluated successfully, oth-
Use your smartphone to scan this ers faced with big challenges. Actually, lean was applied in different ways due to types and size of
QR code and download this article industry or organization. This paper would present an lean implementation process, in which lean

tools are integrated in simultaneously. Requirements on system manufacturing capacity should be
met, so necessary resources would be determined. Manufacturing layout and work flows would
be created smoothly. The lean implementation process was applied in some case studies in gar-
ment industry with small and medium size, which show the efficiency and effectiveness of the lean
technology in the practice systems. The research shows the good results on some performance
key indexes such as productivity, ability to satisfy the orders and good working environment.

Key words: Garment industry, Manufacturing efficiency, Lean technology, Facility layout, Stan-
dardization

"Ho Chi Minh City University of
Technology, Vietnam.

*Vietnam National University Ho Chi
Minh City, Vietnam

*VNU-HCM Center for Education
Accreditation, Vietnam
Correspondence

Do Ngoc Hien, Ho Chi Minh City
University of Technology, Vietnam.

Vietnam National University Ho Chi Minh
City, Vietnam

Email: hienise97@hcmut.edu.vn

History
e Received: 19-3-2019

o Accepted: 05-01-2021
o Published: 16-4-2021

DOI : 10.32508/stdjet.v4il.485

‘ '.) Check for updates

Copyright

© VNU-HCM Press. This is an open-
access article distributed under the
terms of the Creative Commons
Attribution 4.0 International license.

" -
Cite this article : Hien D N, Lam L N Q. An implementation of lean manufacturing technology in en-

— hancing efficiency in garment manufacturing industry with small and medium size. Sci. Tech. Dev. J.
VNU-HCM Press — Engineering and Technology; 4(2):771-781.

781



	Nghiên cứu ứng dụng công nghệ tinh gọn nâng cao hiệu quả sản xuất cho công ty may qui mô vừa và nhỏ
	Giới thiệu
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