BO GIAO DUC VA PAO TAO
TRUGNG PAI HOC KINH TE TP HO CHI MINH

NGUYEN MONG HA

MOT SO GIAI PHAP HOAN THIEN
SAN XUAT AC QUY
TAI CONG TY PIN AC QUY MIEN NAM
THEO HE THONG JUST IN TIME

CHUYEN NGANH : QUAN TRI KINH DOANH
MA SO : 5.02.05

LUAN VAN THAC Si KINH TE

NGUGI HUGNG DAN KHOA HOC :
PGS TS DPONG THI THANH PHUONG

Tp HO CHI MINH — NAM 2005

LUAN VAN TOT NGHIEP-HE THONG SAN XUAT PUNG LUC (JUST IN TIME) NGUYEN MONG HA



MUC LUC

MG PAU
CHUONG I: NOI DUNG CHU YEU CUA HE THONG SAN XUAT PUNG
LUC (JUST IN TIME)

1.1 Ly thuy&t v& Just In Time .......c.oovevieieiieeeeieieeeeeeeceeeeeeeee e 1
1.1.1 Lich s& V& JUSt IN TIME .eveeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeee e 1
1.1.2 Céc giai doan cia Just In Time .......ccooceeiiieiiiiienieeieeee e 2
1.1.3 Cac y&u t6 cd bdn ctia Just In TimMe.......c.ocveveveeveeereereieneereenenee, 5
1.1.3.1 Phuong phdp bd tri dong vAt i&U........coecveveeveeereereerennne, 5
1.1.3.2 Kich thuGc 16 hang nhd ........cc.ooeviieiiiiiiicieeeeeeee e, 7
1.1.3.3 Thdi gian chudn bi NgAN........cocooveveveiiieeeieeeeeceeee, 8
1.1.3.4 K& hoach sdn xuat dOng bd.........ccocveveveveieveeeeeeereneenn, 9
1.1.3.5 Tiéu chudn h6a cONE VIEC......coevieeeeeereeeeeeeeeeeeeeeeeene, 9
1.1.3.6 Chat Iugng cao, 6n dinh .........ocoveveveveeeeeieeeeeeeeeee, 10
1.1.3.7 Quan hé chit ch& v6i nha cung Cap....cccccevveveveeeerenennne, 11
1.1.3.8 Lyc lugng lao dong da k¥ nang........cccceeeeeeeeeeeecinrnnennennnn. 11
1.1.3.9 HU6ng VA0 SAN PhAM ..o, 12
1.1.3.10 B0 tri du phONgZ....coevvvieiiieciieeieeeieecee e 12
1.1.3.11 C&i ti€N HEN TUC....veviveeieeereeeereeeeeeteeeteeee et 13
1.2 Muc ti€u JUSt IN TimM@....ueiiiiiiiiiiiiiieeee e 14
1.3 Gidi han ctia Just In TIME ...ccvvvviiiiiiiiiiieeeeee e 14

Két lugn chuong 1

LUAN VAN TOT NGHIEP-HE THONG SAN XUAT PUNG LUC (JUST IN TIME) NGUYEN MONG HA



CHUGNG II: TINH HINH HOAT PONG SAN XUAT KINH DOANH A C

QUY TAI CONG TY PIN AC QUY MIEN NAM

2.1 Téng quan vé Cong ty Pin Ac quy mién Nam — PINACO
2.1.1 Nganh nghé kinh doanh...........c.ccccoeveevrveeenennnnnn.
2.1.2 Mitbiang kinh doanh ...........c.cceevevveevevveeeeerenee.
2.1.3 Thi€t bi mdy mdc sdn xuat va kinh doanh ...........
2.1.4 Ngudn nhaAn IUC.......c.oeevveeeeeeeeeeeeeeeeeeeeeeeeees
2.1.5 CO CAU S CRC ..o

2.2 Nhitng k&t qua dat AUGC ......cvevveeeevereeeeeeeeeeeeeeeee e,

2.3 Phuong huéng phat trién giai doan 2005-2007 ...............
231 THUAD LG oo
2.3 2KhO KhAN.......oooiiiieie e,
2.3 3 MUC HEU.uuuneiiiiiieiiiiiieeee e
2.3.4 Pinh huOng.....ccooveviiiiiiiiiiieeeeeeeeeeeee e
2.3.5 K& hoach thyc hién giai doan 2005-2007.............

2.4 Phan tich tinh hinh sdn xuat ic quy tai cong ty pin 4c quy mién Nam theo cédc

yéu cau cia hé thong sdn xuat ding ldc (Just In Time) .......cocveveveeveverennnene, 28
2.4.1 Lap k& hoach chi ti€t va dONZ b0 .......ocveveveeveeieieeeeeeeeeeeeeenns 28
2.4.2 ChAtIUONE 6N AINN ..ooveiiicceeeeeeeee e 29
2.4.3 TieU CHUAN NOG ..ot 30
2.4.4 Pao tao luc Iugng 1a0 AONG....cceeeeeeeeeiiiiiiiiieee e 30
2.4.5Pathang v8i 1o hang nho ......cccoeviiiiiiiiiieee e, 31
2.4.6 ThSi gian chudn bi NEAN .....ccocvvvvveeiieieieeeeeeeeeeee e, 32
2.4.7 Rang budc chiit ché véinha cung cap ......ccoeveveveeveneeereeeenenna. 32
2.4.8 BA0 tri dU PRONEZ .oooeviiiiiieiiiee e 33
Két ludgn chuong 11

LUAN VAN TOT NGHIEP-HE THONG SAN XUAT PUNG LUC (JUST IN TIME) NGUYEN MONG HA



CHUGNG III: MOT SO GIAI PHAP HOAN THIEN HE THONG SAN

XUAT AC QUY TAI CONG TY PIN AC QUY MIEN NAM - PINACO

3.1 Lap k& hoach chi i€t vA dONZ O ........cveveveeiieeeeeeeeeeeeeeeeeeee e 35
GHAT PRAD «veeeeeieeeee e 37
3.2 ChAT TUGNE BN QNN ..t 38
(€3 ) 1 1o PSSR 39
Ap dung hé thong Auto NOMINALION ..........c.evveeveeeereceeeeeeeeeeeeeeeseeeen. 40
3.3 Tiéu chu&n hoa CONG VIEC c..vviveeeieeeeeeeeeeeeeeeeeeeeeee et 42
GHAT PRAD cveeeetieeeee et 43
3.4 Lyc lugng 1ao dOng da K¥ Nnang......ccccevviviiiiiieeieiieieeeeee e 45
(€3 ) 1 1o PSSR 45
3.5Pathang v6i 10 hang nhd ........coooiiiiiiiiiiieeeee e, 48
(€ TN o) - TSP 48
3.6 Thdi gian chu&n bi NEAN .....cvovieiieiieeeeeeeeeeeeeee e 49
GHAT PREAD vt et 49
3.7 Rang budc chiit ch& v&i nhA CUNG CAP.....ooviveeieeeeeeeeeeeeeeeeeeeeeeeeeeeas 50
GHAT PRAD weeeeiieeee ettt s baeeebaeenaae s 50
3.8 BAO trT AU PRONE ....viiiiiieiiiecieeceeetee ettt e e 50
GHAT PRAD oeeeeiieeeee et e e 51
3.9 Nghi€n clu 4p dung KaizZen.......ccoovveiiiiiiiiiiiiiiiieeiieeeee e 51
TAI LIEU THAM KHAO
PHU LUC

+ T6ém tdt 5 giai doan cta Just In Time theo Hirano Hiroyuki

+ MO hinh sdn xuét theo ludng (Flow manufacturing)

+ Quy trinh sdn xud't 4c quy tai cong ty pin 4c quy mién Nam — PINACO
+ Poka Yoke

LUAN VAN TOT NGHIEP-HE THONG SAN XUAT PUNG LUC (JUST IN TIME) NGUYEN MONG HA



LGOI MG PAU

1. LY do chon dé tai nghién ctiu

K& tir khi c6 su trao d6i hang hod, qud trinh sdn xuit kinh doanh ciia bat ky co
s§, doanh nghiép ndo khong nhitng gin lién vé6i tiém lyc cla ban thin co sé,
doanh nghiép d6 ma con chiu dnh hudng bdi moi trudng bén ngoai, va ca su tac
dong cda cdc doanh nghiép bén ngoai, hon nita 12 trong thé ky XXI nay thi viéc
da phuong hod trong miu dich da lam cho mdi trudng kinh doanh da phic tap
ngly cang phic tap hon, va day nhitng y&u t6 mang tinh canh tranh khic nghiét
hon: vé gid cd; vé chat lugng; vé€ tinh kip thdi; vé miu mi da dang cla nhitng
doi thd canh tranh véi tiém luc manh mé hon ...

Trdi qua hang thap ky, nhitng nha sdn xuat kinh doanh thanh cong hang dau thé
gi61 da rut ra nhan dinh sau: “Du trdi qua cdc thdi ky khac nhau thi thtt ty vu ti€n
vé canh tranh ludn thé hién 13 gid ci hop 1y; chat lugng va giao hang ding lic”.
Nhan dinh trén cang dudc khiang dinh thong qua k&t qua nghién ctu ctia Pai hoc
Boston trong 10 nim d6i véi 212 cong ty tai My 1a: 1 sdn phdm khi dua ra thi
trudng thi déng vai trd quan trong 1a gid cd hdp 1y, chat lugng ddm bdo, tinh kip
thdi cdia sdn phdm d6i v6i nhu ciu cta khdch hang.

Do d6, n€u doanh nghiép bi€t cach 4p dung linh hoat cdc hé thdng quan ly hgp
ly véi diéu kién thuc t€ clia doanh nghiép thi s& dat dugc thanh cong. Mot trong
cdc hé thong quin 1y vé sdn xudt quan trong ma toi dé cip & diy 12 Hé thdng
quan ly chat lugng toan dién (TQM), hé thdng quén 1y ding lic (JIT); hé thong
ddm bao tiéu chuén chat lugng (I1SO)...

D&i véi nganh dc quy, do tinh dic thi 14 thudc loai sdn phadm cdng nghiép mang
tinh k§ thuat cao, vi th€ cdc khdch hang doi hdi chit lugng cao, kip thdi va néu
khong thod man nhu cau kip thdi thi d& dang xdy ra tinh trang khach hang chon
nha cung cip khic dé€ dit hang. Mot trong cdc gidi phap quan trong d€ ddm bio

tinh kip thdi 12 4p dung hé thong sdn xuit ding lic, diy chinh 12 1y do ma toi
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chon dé tai: Mot s6 gidi phdp hoan thién sdn xud't dc quy tai cong ty pin 4c quy
mién Nam theo hé thong sdn xuit ding lic (Just In Time) vd mong mudn déng
g6p mot s6 gidi phap thiét thuc dé€ ddm bdo va ning cao tinh canh tranh cta sin
phdm ic quy & thi trudng Viét Nam cling nhu khu vic ASEAN.

2. Muc dich nghién cifu, ¥ nghia khoa hoc va thuc tién cia dé tai:

TU nhitng di€m néu trén, muc dich ctia dé tai “Mot s6 gidi phap hoan thién sin
xuét 4c quy tai Cong ty pin ¢ quy mién Nam theo hé thong sdn xuit ding lic
(Just In Time) ctia Taiichi Ohno” 1a nhim nghién cttu Just In Time (JIT) va 4p
dung vao viéc quan 1y sdn xuat ic quy dat hiéu qua cao.

Pé thuc hién dude muc dich nghién citu dd néu trén, luin vin c6 nhitng ndi dung
nhu sau:

+ Gi6i thiéu cd s& 1y ludn clia hé thong sdn xuat ding lic (JIT).

+ Néu bit tAim quan trong cla viéc 4p dung mot s6 yé&u td chd yé&u cta JIT trong
quan 1y sdn xud't ic quy.

+ Gi6i thiéu cdc cong cu k§ thuat khi 4p dung JIT vao qudn 1y sdn xuat.

Thong qua d6 dua ra cic gidi phap dé tirng budc hoan thién hé thong sdn xuit dc
quy tai PINACO, ning cao hiéu qua trong hé thdng sidn xuit, huéng d€n muc
tiéu gidm chi phi sdn xuit, gitt vitng uy tin trong chat lugng va giao hang kip
thdi.

3. Péi tuong va pham vi nghién cidu :

+ D06i tugng nghién citu: 12 Cong ty pin 4c quy mién Nam — PINACO

+ Pham vi nghié€n cttu: O Viéet Nam hién nay, s0 lugng cdng ty sdn xuat va kinh
doanh pin va idc quy c¢6 quy md 16n chi d€m trén diu ngén tay : nhu cong ty dc
quy Vinh Phd, cong ty sdn xuit 4c quy GS, cong ty san xudt Lé Long, con lai 1a
nhitng t8 hgp nhd, do d6 viéc nghién cttu va hoan thién hé thdng sin xuit ic quy
tai Cong ty pin 4c quy mién Nam ciing c6 thé xem 12 xdy dung nhitng mo hinh

thtt nghiém d€ 4p dung cho nganh sin xuit ic quy tai Viét Nam.
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4. Phuong phap nghién cdu:

Phuong phdp nghién cttu 13 phuong phdp hé thong nhiim rit ra nhitng diém co
ban trong hé thdng sdn xult dc quy clia cong ty PINACO. Bén canh dé, phuong
phdp phén tich — téng hop dugc st dung dé tim ra nhitng uu khuyét cta hé thong
sdn xudt hién tai , vd v6i nhitng co s& 1y luin cung thuc tién, thong tin, ¥ kién
g6p ¥ tir chinh nhitng ngudi quan 1y tai cong ty d€ dua ra cdc gidi phdp nhim
hoan thién hé thong sdn xuit theo tri€t 1y JIT.

5. B6 cuc luin viin :

+ Chuong I : Cd so 1y luan clia hé thong sdn xuat ding ldic (Just In Time): muc
tiéu ca hé thdng JIT, y&u t6 c¢d bdn cia hé thdng JIT, yéu cau trong viéc 4p
dung h& thong sdn xuat theo JIT, ciing nhu nhitng han ché ctia hé thong sin xuit
ding lic (JIT).

+ Chuong II: Gidi thiéu tong quan vé tinh hinh hoat ddng san xuat kinh doanh tai
cong ty PINACO va phan tich nhitng di€m cd ban trong hoat ddng san xuit kinh
doanh tai PINACO theo cdc yéu ciu clia hé thdng sdn xuit ding lic (JIT).

+ Chuong III: Mot s6 gidi phdp hoan thién hé thdng sdn xui't dc quy tai cong ty

pin ¢ quy mién Nam — PINACO.
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CHUONG 1
NOI DUNG CHU YEU CUA HE THONG SAN XUAT PUNG LUC
(JUST IN TIME)
1.1 LY THUYET VE JUST IN TIME:

1.1.1 Lich s xuat hién Just In Time:

Just In Time (JIT) 1a mdt phuong phdp quéin 1y sin xuit clia ngudi Nhat, dudc
phat trién trong thap nién 70 cda thé ky 20, dugc 4p dung dau tién bdi nha may
san xudt xe & t6 Toyota do Taiicho Ohno v6i muc tiéu chinh 12 ddp ¥ng nhu cau
ti€u thu. Ciing do thanh co6ng trong vi€éc ap dung JIT, 6ng Taiicho Ohno dugc
xem la cha dé cta JIT.

Sau d6, phuong phdp quan ly JIT dudc cdac cong ty khiac dp dung trong nhiing
nam 70 vi phuong phap JIT d hé trd cho rat nhi€u cong ty, nha sin xuit .

Mot trong nhitng 1y do tich cuc cho viéc phat trién JIT va nhitng phuong phap k§
thuat sdn xudt vudt trdi hon 1a:

Sau th& chi€n thif 2, ngudi Nhat c6 mot y chi d€ phat tri€n ky thuat sdn xuit tot
hon dé nhim gitp ho x4y dung lai nén tidng kinh t&, hon nita 13 ho c6 mot y chi
lam viéc rat manh mé& 12 don tAm tri tAp trung vao cong viéc hon 13 gidi tri, ho
ludn tim phuong phap hoan thién khong ngitng sidn xuit, trung thanh véi cong ty
sudt ddi, Jam theo nhém hon 1a ph4t tri€n c4 nhan d€ dat muc tiéu dit ra. bay
cling chinh la nhitng dong luc chinh dé€ nén kinh t€ Nhat dat dudc thanh cong.
Thém vao d6 1a do su khé khin, han ch& vé ngudn tai nguyén thién nhién va
nén kinh t& sut gidm sau thé€ chi€n thi 2, cdc nha sdn xuat Nhat ludn tim cdch st
dung c6 hiéu qua cdc ngudn tai nguyén, ludn quan tim d&€n mdi quan hé gitta chi
phi va chat lugng tot nhi't cia sdn phAm 1am ra.

Tru6c khi dua ra JIT , trong cdch quin 1y sdn xudt lic bdy gid c¢6 nhitng ton tai

ma theo Hirano Hiroyuki dé 12 nhitng khuyét diém trong ton kho, thi€u sét trong
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san xudt, chi phi sdn xuit ting, sin xuit v6i s6 lugng 16n, giao hang tré, cu thé
la:
Vé ton kho: do sidn xuit vdi s& lugng 16n, viéc du trit vat tu, nguyén vat liéu hang
ngly cang nhi€u, ngoai viéc quin 1y chiing phitc tap va khé khin, s6 lugng ton

kho 16n s& 1am ting chi phi ton trit, lam chAm vong quay von luu dong.

Chd't lwong sdn phdm: do c6 nhitng sai sét trong sdn pham nén dé ddnh mat uy

tinh v6i khach hang, tir 6 dé din d€n mat khach hang, vi th€ cAn phdi tao ra
mdt quy trinh sdn xuat “khong 15i”

Da dang hod sdn phdm va sdn xudt 16 hang nhé: d€ thu hit va ddp dng moi nhu

cau da dang ctia khdch hang, nhung mdi loai hang cin sdn xuit v6i 16 hang nhd
dé gidm b6t chi phi ton kho, cAn phai rit ngin thdi gian chudn bi may. Mudn nhu
vay, can phai tim moi cdch dé gidm bét thdi gian chuidn bi mdy, d€ thuc hién
di€u nay can ti€n hanh biing nhiéu cdch khéc nhau:

- (Cd khi hod, ty dong hoa qué trinh chuén bi.

- Ti&€n hanh chuin bi khi mdy dang hoat dong.

- Thi€t k& biang chuyén chuin bi sin theo thit tw sdn phdm dinh ldp rap, sdn

XuAt.

Cdn td chitc giao hang diing liic: mudn thuc hién dugc diéu nay can t6 chiic mot

hé thong giao hang theo tirng nhém khach hang.

- Nhoém giao hang cho khach hang c6 s6 lugng 16n.

- Nhém giao hang cho khidch hang c6 yéu cau hang chi't lugng cao.

- Nhém giao hang cho khiach hang doi hdi c6 ti€n do giao hang gap.
Cac nhém giao hang nay dugc phuc vu chuyén moén hod cho nhitng nhém khach
hang.
Nhu th€, hé thong sdn xuit ding lic (Just in Time) di dugc phat trién dua trén
nhitng van dé trén.

1.1.2 Gigi thiéu cdc giai doan cta JIT:
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Theo Hirano Hiroyuki, cdc giai doan m& dau cta JIT lién quan dén 5 giai doan
sau:

1.1.2.1 Nhdn biét “Su doi mdi” (“Cdch mang?”): lién quan dén viéc tir bd 1y

thuy€t qudn 1y cii va ti€p nhan cdch suy nghi ctia phuong phéap JIT. D6 1a nhitng
céi ti€n sau:

- Tir bd cdc khdi niém truyén thdng trudc do.

Gia st 1a phuong phdap méi van hanh ¢6 hi€u qua
- Khong chap nhin sy bao chita cho hanh dong sai.
- D6 khong 1a viéc tim ki€m sy hoan hdo tuyét doi, qud trinh khong ¢
sai s6t ludn van hanh, mot vai sai s6t dugc chdp nhan.
- Sira 16i “ngay tirc thi”
- Khong chi phi nhiéu cho viéc cii ti€n, viéc stra 15i.
- Van dung tri thifc d€ gidi quyét truc tric, van dé vap phai.
- Suy nghi 5 lan trudc khi quy&t dinh, suy nghi k§ trudc khi quy€t dinh.
- Thu thap nhiu thdng tin, y ki€n 12 t8t nhat, mot ngudi suy nghi khong
bing nhiéu ngudi cling lam.
- Ludn quan niém 12 sy cdi ti€n thi khong cé gidi han.
Véi quan di€m trén, viéc tif bd sdn xuit theo 16 hang 16n 12 cin thi€t va nén ddi
sang sdn xut theo sd lugng it 12 t6t hon: “sdn xudt v6i s§ lugng theo nhu cau;
hang ho4 sdn xuit ra ding theo nhu ciu va thdi gian giao hang thich hgp™ .

1.1.2.2 Cai tién qud trinh sdn xudt theo 5S: Theo Hirano, 5S dai dién cho:

S — SEIRI: “Proper arrangement”: Sip x€p phll hgp nhitng gi ma nha sdn xuit
dang c6, nhian bi€t nhu ciu va tir bd nhitng gi khong can thiét.

S — SEITON: “Orderliness”: Sy ngin nip trong viéc sip x€p hang hod, hang tdn
kho ..trong sdn xuat, trong vin phong

S — SEISO: “Clearliness”: Sach s& trong noi lam viéc, ndi sdn xudt, cong cu, qué

trinh san xuat ...
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S — SEIKETSU: “Cleanup”: Don dep, lau sach cdc thi€t bi, bio dudng may
moc,...
S — SHITSUKE: “Discipline”: Tinh ky luit trong viéc ti€n hanh, 4p dung theo
céc ndi quy trong san xuat, ...
1.1.2.3 Sdn xudt theo luong: “Flow manufacturing”: c¢6 nghia 13 sin xuit mot
chi ti€t, mot bd phin clia sin phaAm & mdt thdi di€m nhung da (nhiéu) diéu khién
- theo mot ti€n trinh nhat dinh trong phdi hgp. Nhitng di€m chinh lién quan dé&n
san xuat theo ludng la:

- X&p dit may méc, thi€t bi theo trinh ty, chudi trinh ty ndi tiép.

- Day chuyén theo hinh chit U

- S4n xui't modt bd phan & mot thdi diém

- Cong nhan, ngudi diéu khién duge huin luyén da k§ ning

- Tuan thd theo chu ky, vong sén xuat cla quy trinh

- Cho phép cdng nhan, ngudi diéu khién ding theo doi mdy va di chuyén

theo day chuyén

- St dung mdy mdc thi€t bi ¢ kich thuéc nhd gon va c6 hiéu qud.

Bang so sanh giita san xuit theo don hang so lugng 16n va theo ludng:

San xuit sé lugng, San xui't theo ludng

16 hang I6n

Céch bd tri xudng Theo xudng lam viéc truyén thdng | Theo hinh chit U

Nhém may Maiy cung loai May khéac loai dugc dat theo nhém, vao

mot khu vue

San lugng san phdm R4t 16n 01 chi tiét, bd phan

Quy md clia mdy Lén Nhé

Tdn kho Lén, tdn & cdc qud trinh it, hay khong c6 giita cdc qud trinh sdn
Xuft

Su van hanh Pon gidn Phitc tap, nhiéu mdy

Sy van dong clia cong Ngbi hoidc diing mot chd Di chuyén sudt trong qué trinh sin xuat

nhan
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K¥ ning cong nhin

Pon gidn

Pa k§ ning

LR R
Ki€m tra sdn pham

Noi cudiclia qud trinh sdn xuat

Moi qua trinh sdn xuét 1 chi ti€t sin phAm

1.1.2.4 Diéu hanh theo tiéu chudn dé ra: sin xuit theo chat lugng cling véi ddm

bdo sy an toan, han ch€ thap nhit sy hao phi thong qua cdc quy dinh trong sdn
Xud't va cdc phuong phdp vé bd tri nhan luc, sin phim va mdy mdc thi€t bi nhu
sau:

- Thdi gian chu ky sén xuat:

S6 lugng sdn xudt trong mdt ngay = [SO lugng sdn xuat trong thdng]/[SE ngay
lam viéc trong thing]

Thai gian chu ky sdn xud't = [S6 gid lam viéc trong ngdy]/[S6 lugng sdn xut
trong ngay]

- B6 tri cOng viéc

- Tiéu chuén tén kho

- St dung bi€u db diéu hanh sdn xuat

1.1.2.5 Diéu khién qud trinh sdn xudt da ky ndng: cong nhan cé trich nhiém

ddm duong hiéu qua mot vai khau trong qua trinh sidn xud't, mudn thé :

- Xdc dinh 16 mdt cach chi ti€t vé cong viéc phdi bd tri cho ngudi cong nhan
cling nhu mdy moc

- X€&p dit mdy méc theo hinh chit U dé ddm bdo qud trinh sdn xuit lién tuc.

- B0 tri cong nhan da k§ ning ddm nhin cong viéc cho nhiéu mdy trong qué
trinh sdn xuat.

- B& tri cong nhan theo doi nhiéu qua trinh ciing mot lic, tic 13 theo ddi nhiéu
mdy c6 chifc ning khac nhau.

05 giai doan trén 12 c6 bdn nhat cda JIT. Vi th€, nhitng y&u t6 ¢d ban JIT dugc
tém tit phan 1.1.3

1.1.3 Céc y€u to co ban cua JIT:
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1.1.3.1 Phuong phdp bo tri dong vét li¢u: trong hé thdng sin xuit, hai phuong
phdp bo tri dong vat liéu 12 phuong phdp ddy va phudng phap kéo.

- Phuong phdp “ddy”: theo Steven Nahmias thi dinh nghia dién dat y tuéng triét
ly nay 1a : “1a mot hé thong diy, dé xudng sdn xuit trong su’ ludng trudc nhitng
nhu ciu tuong lai” '

Dai dién 12 Hoach dinh nhu ciu vat tu, dua vao nhitng nhu ciu tuong lai, tifc 1a:
hé théng hoach dinh sdn xuit 12 k€t qud du bdo cdc nhu ciu cho cic chi tiét cudi
dugc diing dé€ sdn xui't theo. Song song d6, nha qudn tri ciing dya vao Lich trinh
san xuat tdng thé dé€ x4c dinh twong ddi chinh x4c s lugng va thdi gian sdn xuat
clia tirng chi ti€t trong hé thong sdn xuit day chuyén va tir Lich trinh sdn xuit
tdng quit nay, nhd quan tri s& dua ra cdc Lich trinh sidn xuit chi ti€t cho cic
phan xudng, cho tirng cdng doan. Do d6, hoach dinh nhu ciu twong lai déng vai
trd rit quan trong trong hé thong diy va dong vat liéu theo d6 dugc “day” tir
giai doan truSc sang giai doan k€& ti€p, lugng tdn kho cé sin cho qud trinh sin
Xud't va cdc bd phan trong hé thdng phdi chd cdc ban thanh pham hay chi tiét
khdc tir cdc bo phan sdn xudt trudc d6 dé ti€p tuc qué trinh sdn xudt cda minh, vi
th€ viéc “ddy” trong toan bd qué trinh sdn xuit can phai dudc hoach dinh cu thé,
ro rang.

- Phuong phdp “kéo”: 1a phuong phdp dudc st dung chii yé&u trong Just In Time —
theo nhu da trinh bay & trén. Hé thdng Just In Time 12 mot hé thong kéo nhim
muc dich ddm bao lugng tdn kho vat tu ludn & mic thap cé thé chdp nhan dudc,
trong d6 nhu cau cia khdch hang dugc dua tryc ti€p va tao nhu cau kéo todn bd
hé thong sdn xuat. Vi th€, nhu ciu vat tv phdi ddp Gng ding ching loai, s6
lugng, ding bd phan dang can va ddy chuyén theo hinh U sé& tao hiéu qud cho

[N ~ N e A [N A e LN 2 LN » N g
viéc cung cap va thay doi vat li€u mot cdch hi€éu qua viéc cung cap va thay doi

! Steven Nahmias, Production and Operatiosn Analysis, McGraw Hill International edittions,1997, trang
333
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nguyén vt liéu mot cich nhanh chéng. Nhu 13 v6i yéu ciu phai thay d6i sin
phdm kip v&i nhu ciu ctia khach hang, nha sidn xuit phdi c6 mot day chuyén san
xuét that linh dong d€ thay ddi nhanh chéng cdc khudn miu, nhim gidm thdi
gian chét trong qua trinh sdn xuit, quin ly ton kho hiéu qui. Dong nguyén vat
liéu trong hé thong Just In Time sé& dudc kéo tir nhu cau thuc t€, qud trinh trudc
kéo qué trinh sau, va ci th€ cho dén khi lugng tdn kho gidm d&n mitc cho phép
dé dit don hang mdi. Vi thé, giita 02 hé thdng c6 su khic biét cd ban sau:

Trong hé thong Hoach dinh yéu ciu vat tw, nha quan Iy phan chia c& 16 cda don
hang vat tv dya vao du bdo nhu ciu tuong lai, tdn kho tuong dng dwa vao su
quyét dinh clia nha quan ly; viéec Hoach dinh yéu cau vat tv 12 mot hé thdng
hoach dich tir trén xudng dudi; s6 lugng san phdm s& dwa vao nhu ciu du bdo;
kich ¢ 16 hang dudc cung cap theo tirng cdp dod clia hé thdng. Va ddi vé6i Just In
Time, nha quan Iy cd ging gidm thi€u s6 lugng ciia 16 hang, loai b su ling phi
trong ton kho; yéu cdu cho sdn phdm bit ddu & mitc cao hon cia hé thong va
dudc kéo xuyén sudt qu nhiéu cidp do clia san xuat.

1.1.3.2 Kich thuéc 16 hang nho:

Nhiéu md hinh tén kho dugc 4p dung trong sidn xuit, tuy thudc vao su lya chon
clia doanh nghiép. Dit chon md hinh nao, doanh nghiép déu cin nhic ky ludng
viéc ddm bdo chi phi ton kho clia cdc doanh nghiép vé nhu cau, kh3 ning sin
xudt, tinh hinh thi trudng ....

D&i v6i hé thdng Just In Time, viéc gidm lugng tdn kho & mic thap nhit 1a diéu
mong mudn, vi th€ viéc chon lya 16 hang c6 kich thudc nhé 1a dudc uu tién véi
nhitng 1y do sau:

+ Thit nhat 13 kich thu6c 16 hang nhd sé& 1am gidm ddng k€ thdi gian ton kho
nguyén vat liéu, nhu th€ 1a chi phi tén trit ciing gidm tuong ¢ng va lam gidm
tdng chi phi, anh hudng tich cyc dé€n gid thanh, 12 mot y&u t6 1am ting tinh canh

~ N ~
tranh cia san pham hang hod.
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+ Tht hai 12 véi s6 lugng clia mot don hang nhé thi ching ta ¢6 thé gidm thi€u
dugc thdi gian giao hang dén hé thdng sdn xuit, gidm thdi gian hoan thanh sdn
phdm trong day chuyén sin xuit do s6 lugng dudc phan nhd ra nhiéu tram trong
day chuyén sdn xuat, gidm thdi gian sdn xui't & tirng t6 mdy, ...

+ Thit ba 14 lugng ton kho it s& 1am cho viéc diéu khién cdng viéc don gidn hon
nhi€u, 1am hé thdng sdn xudt linh hoat vi véi tiéu chi thi€t k& ton kho & cdc khu
vuc sdn xuat & mic thap, cling nhu s6 lugng nguyén vat liéu tai mdi vi tri 12 thap
nhat, cdc nha quan 1y sdn xu't phdi xdc dinh sd lugng nguyén vat liéu can thiét
cho mdi qud trinh, thdi gian cung cAp nguyén vat liéu (chu ky cung cip nguyén
vat liéu), nhim gidp cho cdc nha quan Iy 14p ra k€ hoach sdn xuat , tién cho viéc
ki€m sodt va diéu hoa sdn xuat.

Lugng tdn kho nguyén vat liéu ludn & mic thdp sé& 1am cho viéc chuyén ddi san
Xué't sang sdn phadm khac linh hoat hon, nhanh chéng ...

1.1.3.3 Thoi gian chudn bi ngdn: Tuy c6 thuin 1gi trong thay d6i cic ching loai
san phim, cdc nha quin 1y ciing nhan thdy mot di€ém khong thuin 1gi khi 4p Just
In Time néu thi€t k€ Thai gian chuin bi gitta 2 1an thay ddi khudn qud dai.

That vdy, ngay nay, cdc nha quén Iy sidn xuit quan tAim dén Single Minute

Exchange of Die (SMED) — Chi danh mdt phiit cho viéc thay d6i khudn mau.

Ta cin cif vao cdng thite: EOQ vé kich thudc don hang:

[2K* 2
Q="

Véi: A la mifc nhu cau trung binh
h 1a ty 1€ chi phi chi€m giit
K 13 chi phi chuin bi: do d6 néu gidm dudc chi phi nay thi viéc 4p dung

tri€t Iy Just In Time cang hi€u qua hon.

LUAN VAN TOT NGHIEP-HE THONG SAN XUAT PUNG LUC (JUST IN TIME) NGUYEN MONG HA



16

Céc thanh phian 4nh hudng dé€n cdc budc chuin bi sdn xudt nhu 13 thay d6i
nguyén vat liéu, vat tu, thay d6i cdc qud trinh sdn xuit cdc ban thanh phdm cin
thi€t, thay ddi khuén miu trong 1ip rép, ....

Viéc 4p dung nay cin c6 cic diéu kién hé trg tich cuc nhu 1a: cdc cong viéc,
thao tdc trong sdn xuit dugc chuin héa chi ti€t, lao dong thich tng véi cic thay
ddi cla cdc khudn mau, ...

Né&u cdc nha sin xuit thyc hién tot viéc gidm thdi gian chuin bi cho viéc sdn
Xui't mot sdn phdm mdi thi viéc ddp Gng cdc don hang clia khich hang 13 tot
nhit va cong ty sé& linh hoat trong cdc bi€n dong thay ddi nhu ciu ciing nhu
nhanh chéng dua ra cdc sdn phAm mdi.

1.1.3.4 K& hoach sdn xudt chinh dong b:

K& hoach sin xuit chinh dong bd (Master Production Schedule-MPS) 1a mot k&
hoach xdc dinh tuong ddi chinh xdc khdi lugng va thdi di€m cida titng qud trinh
san xudt cda nhitng san phdm cudi cling cda mdt hé thdng san xuit. Néu trong
hé thong diy (Materials Requirements Planning MQR), MPS d6ng mdt vai trd
quan trong vi lam cd s cho MRP hoat dong, moi s6 liéu cia MPS 1a k€t qua cia
s du bao nhu ciu. P&i v6i hé thong Just In Time, MPS ciing déng vai trd quan
trong khong kém vi dwa vao MPS nha quan 1y xdc dinh dugc thdi di€m cung tng
vat tu dén tirng qud trinh sin xuit. Ngudn dit liéu dé xay dung MPS:

+ Nhitng don @it hang chic chin ctia khach hang

+ Dy b4o nhu cAu tuong lai cia san phdm, luu ¥ d&n thdi vu clia sdn phdm (n€u
cd)

+ Yéu ciu vé tdn kho: s6 lugng cho phép, chi phi ton kho ..

+ Nhitng yéu cau khich c6 lién quan d€n MPS: thi trudng cla ddi canh tranh,
chi€n lugc sdn xuat kinh doanh cta ddi tha, .. ...

1.1.3.5 Tiéu chudn hod cong viéc, phuong phdp lam viéc:
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Tiéu chuin hod cong viéc va phuong phap lam viéc 1a viéc 1am can thi€t trong
t4t cd cdc hé thong qudn 1y sdn xuit, khong riéng gi cho hé thdng Just In Time.
Trong cic qué trinh lam viéc, moi thao tic cin thi€t phai dugc chudn hod — néu
c6 thé. Du bi€t 12 ma't khd nhiéu thdi gian va khong phdi d& dang gi d€ chuin
hod, nhung viéc khuyé&n khich chuin hod trong cdc qud trinh sin xuit l1a diéu
ludn dudgc quan tam.

D&i v6i hé thong quan 1y sdn xudt Just In Time, viéc chudn hod cong viéc can
dugc xay dung va hoan thién din: xAy dung cédc tiéu chuén trong sdn xuit, cic
tiéu chudn vé van hanh va bdo dudng trang thi€t bi, cdc tiéu chuin k¥ thuat, cic
tiéu chudn ki€m sodt qud trinh sdn xudt, xdy dung cdc yéu cau k§ thuat cho san
phdm, cho cdc nguyén vat liéu, cidc yéu cau k¥ thuat cho cdc nha thiu phu cung
ng vat tu nguyén vat liéu ...

Véi wu di€m vugt bac cia viéc tiéu chudn héa cong viéc, moi qud trinh, moi
cong viéc dudc xdc dinh rd rang. Vi th€, nha quin 1y thuin 1gi trong viéc xdc
dinh thdi gian, nguyén vat liéu can thi€t tai mdi qud trinh sdn xuat, chon lya quy
trinh sin xud't thich hgp tao nén dong bd trong sdn xuat tir thdi gian 1am viéc cho
dén lugng ton kho vat tu tai moi qud trinh, gidm thi€u thdi gian day chuyén sidn
xuét bi dinh dén. Va quan trong hon ca 1a viéc chuin hod nhim ddm bdo chat
lugng san pham sdn xuit & trong day chuyén ludn 8n dinh, dé dao tao cong nhan
mdi vi cong viéc dd dudc cu thé nén dé dang ti€p thu ciing gidp 1am gidm viéc
chim tré hoic ngung tré trong viéc diéu chuyén cong nhan.

1.1.3.6 Chdt luong cao, on dinh:

Hé thong Just In Time 13 hé thdng “kéo”: nhu cau thyc t€ clia khiach hang “kéo”
hé thong hoat dong, tir chat lugng ma khach hang yéu cau (yéu ciu cda diu ra)
“kéo” nhitng bd phan lién quan phdi tuan thi cdc quy dinh dit ra nhim ddm bdo

chat lugng, vi th€ chit luong sin phim do hé thong Just In Time ddm bio do
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khong chdp nhan ph& pham, ch€ bi€n lai, nhim muc dich cao nhit 1a “thda min
khéch hang”

Trong hé thong sdn xuit 6t6 tai Toyota, nha sidn xuit clia cong ty c6 két hop vdi
hé thong Autonomation, d€ loai bd ngay cdc bd phin, sin phAm khong dat yéu
cau ngay trén diy chuyén sdn xuat. Viéc 4p dung hé thdng tu loai bd nay ngay
cang dugc cdi ti€n: ban diu s& mat thdi gian cho viéc ngung diy chuyén lai dé
ngudi diéu khi€n mdy mdc thi€t bi 14y cac bo phan, sin pham khong dat yéu cau
ra khdi diy chuyén sdn xuit; vé sau, viéc 4p dung tu dong ngay trén chuyén sin
xuat , khong 1am 4dnh hudng dén sin xuat. .. chinh vi th€ ma viéc 4p dung hé
thong Just In Time trong sdn xudt doi hdi ngudi ditng diéu khién mdy c6 k¥ ning
vitng vang va can ludn trau dbi k¥ niing.

Song song d6, ngay nay, viéc 4p dung cdc hé thong quan ly ddm bdo chat lugng
1S09002, ISO9002, quén ly chdt lugng toan bd TQM, hé thong dim bido moi
trudng ISO14000, ISO140001 .. phd bién trong cdc cong ty ciing khdong ngoai
muc dich “6n dinh cha't lugng” san phﬁi’m va nang cao hon 1a cht lugng phuc vu,
dich vu sau khi ban.

1.1.3.7 Quan hé chdt ché véi cdc nha thdu phu (nha cung cép)

Cin ctf vao muc dich “gidm lugng tdn kho & mitc thap nhat c6 thé tai xi nghiép
sdn xudt ma vin ddm bdo qud trinh sdn xuat thong sudt” thi viéc tao nén mdi
quan hé mat thi€t vdi cdc nha cung cAp nguyén vat liéu 12 viéc cin lam.

Lgi ich clia viéc nay la: nha cung cip sé cung cip, giao hang ding thdi diém,
ding s6 lugng, ding chat lugng da cam két, ding chiing loai .. nhu thé€ 1a da tan
dung kho ctia nha cung cAp phuc vu cho chinh xi nghiép.

1.1.3.8 Luc luong lao dong da ky ndng:

Nhu da dé cap & phan trén, vi hé thong sdn xut doi hdi phdi linh hoat mdi ddm
bdo 4p dung theo hé thong Just In Time nén ngudi ding theo ddi may méc thiét

bi, day chuyén phai thong thao nhiéu cdng viéc khic nhau, ké ca viéc khic phuc
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nhitng su c6 hdng héc nhd. Mudn thé, viéc ddo tao cong nhin cin phdi dugc coi
trong, dio tao d€ ngudi cong nhan thong thao cic cong viéc va cdc thao tdc van
hanh khic nhau. V& di€m nay, tai cdc cong ty Nhiat di 4p dung thanh cong
phuong phap “Tanouka”: luin phién thay d6i vi tri 1am viéc cho dé€n khi thong
thao viéc, mic d6 thao viéc clia ngudi cong nhidn dugc theo ddi qua Bang
Tanouka, tif bAn nay ma ngudi quan 1y bd phan sdn xudt — quin ddc biét dudc
mifc dd thong thao cong viéc clia ngudi cong nhan, tao thuan Igi trong viéc bd tri
nhan luc trong diy chuyén sidn xuat hdp 1y, gidm thi€u thdi gian “chét” trong
viéc ludn chuyén cong nhan vi ngudi cong nhan da k§ ning sé& ddp ¢ng nhanh
vdi cong viéc dudc b tri. PE viéc 4p dung Tanouka hiéu qua, nha quin 1y ciing
cAn tiéu chuin hod cdc cong viéc, thao tdc, .. nhu th€ ngudi cong nhan dé ti€p
thu nhirng k¥ thuidt mdi, cling nhu cdc thao tac chinh xdc, loai b nhirng thao tac
“thua ” trong viéc diéu khi€n may méc thi€t bi, ..

1.1.3.9 Huéng vao san phdm:

Viéc ting ning suit, nang cao chit lugng sdn phdm, nang cao hiéu qui cta day
chuyén sdn xuat 1a nhitng y&u t6 ma bat ctf nha quan 1y nao ciing can phdi quan
tam khi dit ra muc dich “tip trung huéng vao sdn phaim”.

Do d6, viéc tap trung cdi ti€n nhim d&€n muc dich : gidm thi€u t8i da c6 thé “thdi
gian chét” trong qué trinh sdn xuat, thdi gian chuin bi trang thi€t bi ngin, thiét
k& diy chuyén phi hdp véi tinh hinh sdn xudt clia cong ty. Chon mot loai sdn
phdm 1am cin ct, sau d6 tim nhitng chi ti€t cia sdn phim khac d€ phan loai ra
nhitng chi ti€t cla cdc phan giéng nhau, tir d6 cdc nha quin 1y bo tri sdp s€p lai
day chuyén sdn xudt d€ sdn xuat ra nhiu sdn pham trén cling mot day chuyén.
Chinh nhd tip trung vao san phaAm ma nhitng k§ thuit sdn xuit cho sidn pham
dudc cdc nha quan ly nim rd, d€ tir d6 ma dua ra cdc phuong phdp tu dong hod
toan bd hay mot phan cla day chuyén sdn xudt , vd viéc nay cin phdi cin ci

N ~ A e R LN A A 2 N
vao sdn lugng sdn xudt clia cong ty. Uu di€m cda viéc dua dan ty dong hod va
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san xudt 12 gidp lam gidm thi€u cdc lang phi trong diy chuyén, 1am gidm chi phi
trong sdn xuat, ciing gép phan ting tinh canh tranh ctia sin phdm trén thi trudng.
1.1.3.10 Bdo tri du phong (Preventative Maintenance): Vi phuong chAm “Dé
phong hdng hon 12 sira chita hdng™?, cdc nha quin 1y ludn quan tim dén viéc
ngin ngira cac hdng héc cdc may méc thi€t bi , vi néu d€ xdy ra héng héc ngoai
tam ki€m sodt thi viéc gidn doan qu4 trinh sdn xuat s& lam thiét hai 16n cho cong
ty. Vi thé, tinh than phong ngira nay khong chi & cdp quin Iy ma con dudgc trién
khai d€n cdc cong nhan van hanh mdy méc, trang thi€t bi trong cdc diy chuyén:
thong qua cdc phi€u theo ddi ki€m tra cdc mdy méc thi€t bi, didu kién sin xuat,
di€u kién van hanh, cdng nhan bdo tri hop tidc cling v6i cong nhin vin hanh
mdy, nhim luén ddm bdo cho cdc ch€ do bao tri bdo dudng dugc theo ddi va
thuc hién ding theo lich tudn, lich thdng, lich quy, cd nim, va n€u phat hién c6
d4u hiéu hu héng thi ngin chin ngay tir diu. Pay ciing gitp cho ki€m sodt cic
phu ting thay thé& cho cdc thi€t bi mdy méc va tranh lang phi trong tdn kho cic
phu tung thay th€ nay. Tuy nhién, d6i v6i cdc cong ty nhé thi chi phi d€ duy tri
bado tri dy phong theo huéng nay 1a ton kém vi khi dén thdi gian thay th& phu
ting ma phu ting d6 vin con t6t vin budc phai thay nhim ddm bido 100% may
méc thi€t bi hoat dong trong diéu kién tot nhat.

1.1.3.11 Cdi tién lién tuc:

Tu tudng chli dao trong moi hoat dong clia hé thdng quin 1y sdn xuit Just In
Time 12 Kaizen. Vi muc dich ti€n t§i “Khdng sai s6t” (Zero defect), moi hoat
dong trong qud trinh sdn xudt ludn dudc xem xét va cii ti€n tot hon trong diéu
kién va kh3 ning thuc t&€ clia cong ty nhim gidm moi phi tdn khong can thiét
phét sinh do viéc khong thyc ding. Cai ti€n lién tuc: nham

- Tan dung hé&t kha ning hién c6 clia cdc may moc thiét bi

- Piéu chinh va loai bd cdc thao tic thira, sip x&p lai cdng viéc hgp ly

2 Production Engineering Training Handbook, Mitsubishi Motors, 1995, trang 45
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- Sdp x&p lai nhan lyc thic ddy ting ning suit lao dong

- Pam bdo ding chit lugng theo thi€t k€ cia sin pham, theo yéu ciu khich
hang

Tém lai, ci ti€n lién tuc 12 ti€n d&€n chuin hod cho chinh qu4 trinh sdn xuit cla
cong ty, loai bd nhitng lang phi ..., do d6 Kaizen phai dugc moi thanh vién trong

cong ty 4p dung triét dé.

1.2 Muc tiéu Just In Time :

Theo 6ng Cheng thi muc tiéu cla sdn xult theo tri€t 1y Just In Time 1a:

+ Néang cao kha nidng canh tranh ctia cong ty.

+ Nang cao hiéu qué cda qué trinh sdn xuit : thong qua viéc ting cao ning luc
san xudt va gidm thi€u cdc chi phi : bing cdc bién phdp tdn kho, thdi gian, ning
luc

+ Qudan ly dugc chat lugng sdn phdm ngay tir dau.

D6 1a nhitng y&u t6 quan trong nhat d€ cong ty c6 thé ton tai trén thuong trudng
canh tranh khdc liét nhu hién nay do qud trinh toan ciu ho4 trong kinh t&, chinh
tri.

1.3 Giéi han cua Just In Time :

Bén canh nhitng vu di€m do Just In Time dem lai, Just In Time ciing chita dyng
nhitng nhudc diém sau:

+ Su khdc nhau vé vin hod trong cdc cong ty 1a khdc nhau, & ciac nudc 1a khac
nhau, vi th€ c6 mot s& dic diém vé vin hod khic biét trong ciach quin ly.

+ PAu tv mdy méc thi€t bi — cong nghé phdi dong bd thi Just In Time mdi phat
huy hiéu qua, nén t6n kém von, khong phit hop vé6i cdc cong ty c6 quy md sdn
xuit nhd.

Két lugn Chuong I:
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Cdc yéu t6 trong hé théng qudn Iy san xudt diing liic (Just In Time) cé ddc diém
la dan xen va hé trg cho nhau, nhdm phdt huy t6i da nguén nhan lyc, tai lyc ciia
cong ty thong qua viéc ngdn ngua, loai bé sy lang phi, gidn doan ciia qud trinh
sdn xudt, tién dén chudn hod cdc cong viéc, cdc méi quan hé véi cdc nha thdu

phu, tao ra cdc san phdm cé chdt luong t6t phuc vu khdch hang vdi chi phi hop 1.
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CHUONG II
TINH HINH HOAT PONG SAN XUAT KINH DOANH AC QUY
TAI CONG TY PIN AC QUY MIEN NAM — PINACO
2.1 TONG QUAN CONG TY PIN AC QUY MIEN NAM:

Ngay 19/4/1976, Téng cuc Hod chit (nay 1a Téng cong ty Héa chit Viét Nam)
ra quyét dinh thanh 1ap cong ty Pin Ac quy mién Nam, trén co s& Qudc hitu hod
cdc nha mdy: pin Con 6 (Vidopin), pin Con meo, pin Hot xoan, nha may binh
dién VABCO va nha mdy binh dién VIDECO. Tt nim 1986, sau khi dudng 161
ddi méi dudc dp dung, cong ty di manh dan ddu tv thém mot s6 trang thi€ bi, d6i
mdi cdc quan Iy nén ning luc sdn xudt di ting 1én. Ngay 25/05/1993, theo Nghi
dinh 388 cua Chinh phd, B Cong nghi€p Ning (nay 12 B Cong nghié€p) ra
quyé&t dinh s6 304/QD/TCNSPT thanh 1ap lai cong ty Pin Ac quy Mién Nam
(PINACO) truc thudc Téng cong ty Hoéa chat Viét Nam.
Lién tuc tif nim 1998 d&n nay, PINACO khong ngitng dau tu ddi mdi thiét bi,
thay th&€ dan cong nghé sin xuat cii lac hiu bing cong nghé sdn xui't sdn phdm
mdi, phit hgp véi nhu ciu cong nghé ngdy mdt cao clia thi trudng. cdng ty da dau
tw mot cach toan dién cho nganh 4c quy, sdn lugng hang nim di ting lién tuc.
Nim 2003, cong ty da dau tr mSi toan bd Xi nghiép dc quy Sai gon tai Khu
Cong nghiép tan Tao.
Céc don vi truc thudc:

e Xinghiép pin Con 6: 752 Hiu Giang Q.6 Tp H6 Chi Minh

e Xinghiép dc quy Pong Nai: Khu Cong ngiép Bién Hoa 1, Pong Nai

e Xinghiép dc quy Sai Gon: Khu Cong nghiép Tan Tao, Tp HO Chi Minh

e Xinghiép May: 752 Hau Giang, Q.6, Tp Ho6 Chi Minh

e Chi nhdnh mién Trung: 198 Pién Bién Phd, Tp Pa Ning

e Chi nhanh Ha No6i: 02 Pang Thai Than, Ha Noi.
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2.1.1 Nganh nghé kinh doanh: PINACO thuc hién chiic ning kinh doanh cic

nganh nghé sau:
e (CoOng nghiép sdn xult pin, c quy va hang may mic.
e Xuatkh&u: sdn phdm pin, 4c quy va hang may mic.
e Nhap khiu: vat tu, thi€t bi cho sidn xuét pin, ic quy va hang may mic.
e S&n xuit va in trén cdc loai bao bi cho cdc san pham pin, dc quy.
e Kinh doanh c4c nganh nghé khic phit hdp v6i quy dinh ctia phdp luat

2.1.2 Miit biing sdn xuét kinh doanh : Cong ty Pin Ac quy mién Nam hién c6

50.313m” dién tich nha xudng dang si dung: trong do:
Dién tich nha xudng dang s& dung: 50.313 m’
Dién tich nha xudng khong can ding: 1.854 m®
Dién tich dit dang st dung trong kinh doanh: 76.234 m*
Dién tich di't dang quan Iy :79.992 m*

2.1.3 Thiét bi san xuat — Kinh doanh: nha mdy c6 hé thdng diy chuyén sin

xu't ty dong hod ddng bd cho cong nghé dc quy, cé thé ké d&n : mdy dic sudn
cuc diéu khién bing computer Writz (USA); mdy tron cao chi tv dong SMS
(USA); mdy han chum cuc ty dong TBS (UK); day chuyén lip rap tu dong va
toan bd hé thdng mady méc dim bdo quy trinh sidn xuit.

Cong ty dang st dung tai Xi nghiép Sai Gon cong nghé dc quy khong bdo dudng
(Maintenance Free — MF) clia chdu Au, cing véi cdc thi€t bi chd y&u nhap tr
USA, UK di tao ra cdc sdn phdm 4c quy c6 tinh ning vugt troi: dung lugng cao,
khdi dong manh, thdi gian st dung lau, it hao nudc, dat tiéu chuin qudc t&€
(DIN43539 cia CHLB biic va JIS — D5302 cia Nhat)

Tuy nhién ddi v6i nganh pin, cong nghé sdn xuat cii lac hau, chua ddp tng tot thi
trudng. Huéng dau tu cia PINACO 1a tirng buc thay din thi€t bi sdn xudt cii dé

dua chat lugng pin ngang tAm véi khu vuc.
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2.1.4 Ngudn nhin hue: Tinh d&€n ngay 30/5/2004, téng s6 CBCNV clia PINACO

la 1.376 ngudi: phan loai nhu sau:
e Lao dong hgp dong khong xdc dinh thdi han: 1.056 ngudi
e Lao dong ngidn han: 59 ngudi
e Lao dong thdi vu va khodn cong vi€c: 261 ngudi

2.1.5 Cd ciu td chic:

e Ban di¢u hanh:
0 01 Gidm ddc diéu hanh chung
0 02 Ph6 Gidm ddc phu trach kinh doanh va sin xuit
e (Cdc phong ban nghi€p vu:
0 Phong K& hoach — Nhin sy — tién luong
0 Phong K€ todn — Tai chinh
0 Phong Hanh chinh
0 Phong Xudt Nhap khiu — Pau tu
0 Phong Ky thudt— QA
0 Phong Vit tu— Van tai
O Phong Ti€u thu — Thi trudng
e B0 phin sin xuit
0 4 Xi nghiép sdn xuit: 03 Xi nghiép tai thainh phd H6 Chi Minh va
01 & Pong Nai
e 02 Chi nhdnh tiéu thu sdn xuat: Chi nhdnh Ha Noi, Chi nhanh Pa Ning
san phAm va thi trudng tiéu thu:
hién nay, sadn pham dc quy cédc loai ctia cong ty di c6 dudc mot vi tri tuong doi &
Viét Nam, phan bd trén cid 3 mién Bic Trung Nam, trong d6 manh nhat 13 dia
ban Tp H6 Chi Minh va cédc tinh 1an cin. Hién tai, nha mdy c6 4 xi nghiép va 2
Chi nhdnh v6i hé thong gidm sdt mai vu hiéu qud, véi 113 dai ly o trén khip cd

nudc.
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Thi trudng xudt khdu tip trung & Trung Péng va mot s6 nude chau A: Hong
Kong; Brunei, Singapore, Malaysia, Campuchia, Lao , chi€m khodng 5% doanh
s6 ban hang clia PINACO

S4n pham hién tai ctia PINACO 1a ic quy, pin va hang may mic.

2.2 NHUNG KET QUA CU THE PA PAT PUGC:

Cong ty Pin Ac quy mién Nam lién tuc ting trudng va phdt trién bing viéc diu
tw may moc thi€t bi hién dai tir nguén von vay ban dau dé ting cong sudt va chit
lugng sdn pham. Sau d6, cong ty tu tich lily dé ti€p tuc dau tu.
Qua mot thdi gian dai, cong ty da md rong thi trudng va thi trudng ngay cang
dudc cling ¢d rong khip cd nu6c, khuyéch truong thuong hiéu san phadm trén thi
trudng. Cu thé, nhitng thanh tich da dat duoc 1a:
0 Hé thong diy chuyén sdn xuit tuy dong héa dong bd cho cong nghé sin
xuit dc quy tién ti€n
0 Chiing nhin dat tiéu chuin quin 1y chit ludng theo tiéu chuin
IS09001:2000 do T& chitc BVQI clia Vudng quc Anh cidp nim 2002
0 Mot s& bi€u tugng nhu pin Con O, dc quy JP, ic quy Dongnai di trd
thanh thuong hi€u quen thudc trén thi trudng trong nuGc. Ngoai ra mot
khdi lugng 16n cdc sdn phdm di dugce ban ra nu6c ngoai, nhat 1 sdn phim
dc quy.
0 Lién tuc 10 nim lién, tir 1994 d&n nay, ic quy cia PINACO ludn dat dugc
cac danh hiéu gén lién v6i niém tin cda ngudi tiéu dung :
0 Hang Viét Nam chit lugng cao trong 08 nim lién lién tuc (1996-
2004) do Bdo Sai Gon Tiép Thi t6 chifc.
0 C6 tén trong danh sach 100 thuong hi€u manh ctia hang Viét Nam
cha't lugng cao
0 Ngoaira, cdc san pham cta cong ty Pin Ac quy mién Nam con doat nhiéu

huy chuong tai cac ky hoi chg trong nude va qudc t€ nhu Hoi chg Quang
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Trung — Tp H6 Chi Minh; Hdi chg Qudc t€ Hang Cong nghiép Viét Nam

— Tp Ha Noi; Hoi chg Thuong mai Qudc t& — Viét Nam Expo

0 Bing 2.1 K&t qua hoat dong san xuit kinh doanh ctia cong ty pin Ac

quy mién Nam:

Chi tiéu Don vi 2001 2002 2003
Von kinh doanh Trd 60.744 67.239 102.630
Vén chu sé hitu “ 74.567 86.154 102.630

(von va quy)

Céc khodn phai thu « 36.038 54.188 48.115
N¢ phai tra « 74.892 94.723 102.418
Doanh thu va thu « 335.967 410.943 | 439.110
nhap khac

Thu nhip truée thu& « 17.971 21.408 22.910
Thu nhip sau thué& « 12.220 14.557 15.579
So lao dong Ngudi 1.337 1.324 1.389
Céc khoan phai nop Trd 40.043 41.022 42.415

ngan sach

Ty suét I¢i nhuin sau % 16.38 16.80 13.90
thué trén von chu sé

hitu

(Nguon : Bdo cdo tong két ciia cong ty pin dc quy mién Nam — Nam 2004)
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0 Bdng 2.2 : Bdo cdo thu nhiap hang nim: (Pvt: dong)

2001 2002 2003
Téng doanh thu 336.054.774.588 411.054.541.230 439.157.633.054
Cic khoan giam 87.686.546 111.509.334 47.812.987
tru
Doanh thu thuan 335.967.088.042 410.943.031.896 439.109.820.067
Gia von hang 268.950.884.630 317.479.917.030 344.595.980.803
nam
Lgi tic gop 67.016.203.412 93.463.117.866 94.513.839.264
Cac chi phi

Lgi nhuin thuan

17.990.871.039

21.037.713.917

22.029.863.222

tu HD SXKD

Lgi nhuian/(Chi (19.154.216) 370.579.568 880.352.291
phi) bat thudng

Lgi nhuin truéc 17.971.716.823 21.408.293.485 22.910.215.513
thué va lai

Lai vay phai tra 0 0 0
Lgi nhuin truéc 17.971.716.823 21.408.293.485 22.910.215.513
thué

Thué thu nhap
DN phai tra
(32%)

5.750.949.383

6.850.653.916

7.331.268.964

Lgi nhuin sau

thué&

12.220.767.440

14.557.639.569

15.578.946.549

(Nguon : Bdo cdo tong két ciia cong ty pin dc quy mién Nam — Nam 2004)
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0 Bang 2.3 Mot sb ty so tai chinh co ban cua cong ty:

2001 2002 2003
Cic hé s ting trudng
1/ Téing truéng doanh thu thuin 22% 7%
2/ Ting truéng LN sau thu& 19% 7%
Cic hé s6 kha niing sinh 16i
1/ Mitc sinh 16i von CSH 16,4% 16,9% 15,2%
2/ Ty suat LN sau thué/Doanh thu 3,6% 3,5% 3,5%
3/ S6 vong quay tdng tai san 2.2 2,2 2,2
Cac hé s6 thanh khoan va kha ning
chi tra
1/ Hé s6 thanh toan nhanh 1,27 1,65 1,56
2/ S6 vong quay khoan phai thu khach 36 44 38
hang (ngay)
3/ S6 vong quay hang ton kho (ngay) 72 43 38
Céc hé s6 don can ng
1/ Téng TS/Von CSH 1,95 2.05 1.93
2/ N¢ vay/ Tong TS 29% 32% 28%

(Nguon : Bdo cdo tong két ciia cong ty pin dc quy mién Nam — Nam 2004)

2.3 PHUGNG HUGNG PHAT TRIEN GIAI DOAN 2005 — 2007:

2.3.1 Thuin loi:

e Ban Gidm ddc, bd mdy quan ly va doi ngii cong nhan k§ thuat clia cdng
ty ¢6 niang luc va nhiét huy&t lam viéc, ludn tim tdi, sdng tao va phat trién

theo kip v6i nén kinh t€ thi trudng
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e (o sd san xult khang trang rong rii, may mdc thi€t bi hién dai cho phép
lam ra dudc cdc sin phadm di kh3 ning canh tranh vé6i cdc cong ty trong
cling nhu ngoai nudc

e Uy tin thuong hiéu: pin Con 6, binh dc quy nhin JP va Dongnai tao dugc
An tugng tot cho ngudi tiéu dung.

e (Cong ty da xay dung dudc mdt mang ludi cac khdach hang thudng xuyén,
truyén thong, 6n dinh va lau dai

e (Cong ty da tao 1ap dugc mdt mang luGi 113 dai ly va bdao hanh trén toan
qudc. T4t cd cdc dai ly déu hoat dong kinh doanh hiéu qui va luén mudn
gin bo 1au dai véi cong ty, day 1a mot Igi th€ kinh doanh quan trong d6i
vdi cong ty, ma khong phdi tit cd cdc cong ty déu c6 dudgc.

2.3.2 Khé khén:

e D&i v6i nganh pin: cong nghé con tuong d6i lac hau so véi yéu cau clia thi
trudng tai thdi di€ém hién tai. Von dau tr cho cong nghé mdi 1a rit 16n vi
chiing 13 loai sin pham da dang, thay ddi lién tuc, do cong ty chua c6 di
ngudn luc d€ d6i mdi cong nghé. Trudc mit, cong ty phai don toan bd stc
luc vao viéc dau tu cho ngdnh 4c quy - nganh ma cong ty ddnh gid c6
nhiéu kha ning canh tranh, vi th€ 1am cho khd ning canh tranh ciia cdc
san phAm pin clia cong ty con yéu.

e D&i véi nganh dc quy: cong ty chiu sy canh tranh rit 16n khong chi tir cdc

cong ty trong nudc ma con tir cic cong ty ¢6 100% von dau tu clia nude
ngoai, cu thé 1a:
0 Céc codng ty trong nudc: cong ty dc quy Tia Sdng; Pin Ac quy “Con
Thd”-Ha Noi
0 Coéng ty 100% von nu6c ngoai: cdng ty Ac quy GS (Nhat); cong ty
Kc quy Leelong (DPai Loan)
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0 Binh dc¢ quy nhdp ngaoi tir cdc nudc ASEAN: Thdi Lan; Malaysia;
céc binh dc quy nhap lau ctia Trung Qudc

TAt cd sy canh tranh ndy va nhat 12 binh dc¢ quy nhip ldu dang 1am cho thi
phin cda cdng ty bi s6i mon nhi€u. Sy canh tranh ndy s& thém phan ting
cao khi nuéc ta phdi thuc hién lich trinh gidm thu€ tirng phan k€ tir 2003
theo AFTA. Véi 16 trinh AFTA, thu€ nhap kh&u sé& gidm din con 5% vao
nim 2006, c6 nghia 1a cdc sdn phdm cda cong ty sé khong dudc bio hd
nita va s& canh tranh vdi cdc sdn phim ngoai nha, dic biét tif nhitng nu6c
ASEAN.
Su bi€n dong clia ngudn nguyén liéu ciing 1a mot khé khiin khdng nhé.
Pa s6 nguyén liéu phuc vu sin xuat 12 nhip ngoai, chiu tic dong 16n clia
céc y€u to thi trudng nhu ty gid, chinh sdch thuong mai cla cdc nuc xuit
kh&u, sy bi€n dong nhu ciu nguyén vit liéu trén th€ gigi. Tir ddu nim
2004, gid nguyén liéu chinh cho nganh pin va dc quy nhu kém, chi, . . .
ting rat cao (khodng 50%), trong khi gid ban clia cong ty chi c6 thé ting &
mitc 10%, diéu nay c6 thé gidm 1gi nhuin clia cong ty trong nim tai khod

2004 va cdc nim sau né€u gid nguyén liéu khong gidm.

2.3.3 Muc tiéu cua Cong ty PINACO:

On dinh b mdy 8 chic va sin xuit ciia cong ty.

Clng c6 thi trudng c¢6 sin va md rong kénh phan phdi, dic biét 1a thi
trudng cdc nudc lan can.

Ti€p tuc diu tu ting sin lugng va ning cao chit lugng sdn pham.

Phin dau c6 14i va c6 tich liy.

Gilf virng thuong hi€u dugc binh chon.

2.3.4 Pinh huéng 2005- 2007:

Khai thdc tOt cd s§ vat chat sdn co, phat huy t6i da cong sudt mdy moc

thi€t bi dd dugc dau tu
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e Tié€p tuc diu tu va phét trién

e Qudn Iy t6t ngudn luc va ¢ chinh sdch ddi ngd phi hdp; ra sodt lai toan
bd bd mdy nhin sy cda nhia mdy nhim t§ chifc hé thong quan ly, diéu
hanh va sdn xuit kinh doanh hiéu qud

e M4 rong thi phan

e Dua ra chi€n lugc sdn phdm va phan phdi phit hop

2.3.5 K& hoach thuc hién giai doan 2005 — 2007

2.3.5.1 Chién lugc ddu tu va phdt trién:

e D6i v6inganh dc quy:

o Tiép tuc dau tu giai doan 2 Dy 4n di doi, d6i mdi cong nghé va mé
rong Xi nghiép Ac quy Sai Gon tai Khu Cong nghiép Tan Tao ,
nang cong suat Ién 300.000KWh/nim

Bang 2.4 : S6 lvgng may méc thi€'t bi cAn dau tu

Thiét bi S6 lugng | Von dau tu du ki€n (Trd)
M4y nghién bot chi | 01 mdy 5.680
Mady duc sudn 01 may 1.500
Lo t 14 cuc 01 may 1.145
M4y sdy 14 cuc Am | 01 mdy 1.312
M4y boc 14 cich 01 may 5.790
Tong cong 15.427

(Nguon : Bdo cdo tong két ciia cong ty pin dc quy mién Nam — Nam 2004)

0 Pau tu chiéu sdu Xi nghiép Ac quy Pong Nai, ning cong suit san
xudt clia Xi nghiép tr 500.000KWh/nim 1én thanh
600.000KWh/nim v6i modt diy chuyén gém thi€t bi va cong nghé
mdi gia 6.350 Trd

e D6i v6i nganh pin:
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o Pau tu di d¥i Xi nghiép pin con O ra Khu Cong nghiép, di d6i vdi
di doi 1a hién dai hod mdy mdéc thi€t bi.

Téng von ddutd  : 67 ty dong

Trong dé
Thiét bi : 20 ty dong
Xay lip : 20 ty dong

Chi phi khdc : 27 ty dong

0 Ngudn von dau tu: ngudn von khadu hao may méc thi€t bi, ngudn
von trich tr 1¢i nhuin, von vay wu ddi dau tv tir qu§ hS trg phat
trién, von vay Ngan hang thuong mai.

2.3.5.2 Chién lugc kinh doanh:

o0 Tap trung phdt tri€n nhitng sin pham dich vu truyén thdng vamlgi
thé€ clia cong ty 12 dc quy.

0 Xay dung chinh sich thong nhat cho hoat dong bdn hang, trong dé
ban hanh cdc quy ch&, quy dinh cho cdc bd phan kinh doanh cé khi
ning diéu chinh wu dii doi vdi tirng khdch hang, dic biét vé gid ca.

o Giit vitng va cing c6 mdi quan hé lau dai véi cdc nha cung cip
nguyén vat liéu phuc vu cho hoat dong sdn xuit kinh doanh

0 Chuin bi titrng budc tham gia thi trudng chitng khodn nhim huy
dong von sdn xuat kinh doanh

2.3.5.3 Chién lugc vé von tai chinh
o Giif vitng quan hé va uy tin, tranh thd tin dung ngudn von cho vay ngin
va dai han cda céc td chifc tin dung, dic biét 1a cdc t8 chic dd c6 quan hé
lau nim nhu Ngan hang PAu tu va Phat trién Viét Nam
0 Phan ddu ning cao vong quay von trong cic thuong vu.
0 T& chifc dau gia khu dit & B&n Binh Pong.

2.3.5.4 Quadn Iy t6t nguoén nhédn luc va chinh sdch dai ngé phit hop:
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0 BG sung nhanh chéng va ddy dd nhan lyc cho cdc bd phan con thi€u va
yéu.

o Thudng xuyén td chidc dio tao, ning cao tay nghé, kj ning, trinh do
chuyén mon nghiép vu cho ngudi lao dong dé dip tng dugc cic yéu cau
ctia cOng viéc

0 Trén cd sd bé tri va st dung lao dong c6 hiéu qua, nha mdy thyc hién tra
luong va ddi ngd ding theo ning lyc va trinh do chuyén moén clia mdi
ngudi.

2.3.5.5 Chién lugc phdt trién thi truong
0 M4 rong mang lu6i phadn phdi sdn phdm, cling cd hoat dong cic dai ly
hi€n cd, 4p dung chinh sach ban hang phu hgp:
% Thiét lap dai ly tai cdc ving trong, dic biét & phia Bic
% Ap dung quy ch€ chdng pha gid trong hé théng dai 1y, tao su canh
tranh lanh manh, mang 191 1¢i nhuén thyc sy
% C6 chinh sich chié€t khau, khuyé&n mai, kich thich tiéu thuy, thu hit
dai ly thuc hién t6t chi tiéu doanh s& do cong ty giao

0 Chd ¥ mé rong thi trudng cho cic loai sdn phdm sau:

% DAy manh tiéu thu dc quy 6to

3% Phat trién viéc tiéu thu cdc san phadm pin cdc loai

3% Chim séc thi trudng xuit khiu mdi tiém ning, ting doanh s xut
kh&u, tham gia cdc hoat dong tri€n lim, hoi chg hiang xudt khiu
trong va ngoai nudc:

% Thi trudng Campuchia déng gép vao doanh s6 kh4 cao trong nim
2003, do dé cAn c6 mot chinh sdch thich hdp dé€ chi€m linh thi
trudng, cliing cO thi phan dang nim gii¥, trong khi hién nay tai thi

trudng nay chua c6 mot thuong hi€u nao ndi bat.
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% Thi trudng Lao ciling rat tiém ning, phdi nhanh chéng thi€t lap
quan hé tiéu thu sdn phdm tai thi trudng nay. Tru6c mit, cong ty sé&
4p dung hinh thic dua hang vao Pic khu thuong mai Lao Bio dé
dugc gidm thué& xud't khau, tao diéu kién cho dai 1y c6 gid tot dé
ti€u thu manh.

0 Lam tdt cong tdc bdo hanh, cling ¢d uy tin sdn phim:

% Phat huy k&t qua git hdi tr cong tdc chim s6c khdch hang, bio
hanh va hiu méi di dudc 4p dung tif nhiéu nim, xem diy 1 vu thé
clia cong ty d€ thu hit ngudi tiéu dung.

% Cung cap trang thi€t bi diy di hon nita d€ hé thong dai 1y lam tot
nhiém vu bdo hanh tryc ti€p vdi khach hang.

0 Xay dung k& hoach ti€p thi: trong tinh hinh thi trudng diy cdc doi thu(
canh tranh, ti€p thi quyét dinh khodng 50% Iugng hang bdn trén thi
trudng. K& hoach ti€p thi clia cong ty du ki€n tdp trung vao 3 ndi dung
chinh sau:

% Truyén thong : tAp trung vao cdc phuong tién quing cdo dat hiéu
qud cao 12 quing cdo trén truyén hinh; dai phat thanh; bao chi

3% Kich hoat thuong hiéu: thong qua tai trg, t& chic su kién, t8 chic
hoi chg, trung bay sdn pah63m trong d6 chli y&u tap trung vao Hoi
chg hang Viét Nam chit lugng cao hing nim dugc Bdo Sai Gon
Ti€p thi t& chitc hing nim

% Khuy&n maii: 4p dung khuy&n maii thudng xuyén cho ngudi bdn

hang
2.3.5.6 Bang ké hoach giai doan 2005- 2007
Chi tiéu Dvi 2004 2005 2006
Vén Tr.d 102.630 102.630 102.630
Doanh thu Tr.d 483.020,8 531.322,8 | 584.455,7
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Lgi nhuén trugc thué Tr.d 24.151 26.566 29.222
Ty suat LN truéc thué/Von % 23,5 25,8 28,5
Co tdc % 12 12 12

(Nguon : Bdo cdo tong két ciia céng ty pin dc quy mién Nam — ndm 2004)

2.4 PHAN TiCH TINH HINH SAN XUAT AC QUY TAI CONG TY PIN AC

QUY MIEN NAM THEO CAC YEU CAU CUA HE THONG SAN XUAT

PUNG LUC (JUST IN TIME)

2.4.1 Lap k& hoach chi ti€t va ddng bd: nhu di trinh bay § Chuong I, k& hoach

san xuét chinh ddng bd-MPS c6 y nghia 1 gitp cdc nha quan Iy ki€m sodt tdng
thé qud trinh sidn xud't cda minh, cling nhu ¢6 k&€ hoach linh hoat thich &ng vdi
cdc tinh huéng c6 thé phat sinh, gdy cin trd cho qué trinh sdn xuit, gidn doan
sdn xudt va ddm bdo qué trinh sdn xuit hoat ddng hiéu qué vdi chi phi thap hop
Iy.

Trong thdi qua, viéc xAy dung K& hoach sin xuit déng bo tai Cong ty pin dc quy
bi chi phdi bdi cdc yé€u td sau:

- Nhu cau ctia thi trudng ludén bi€n dong: du da du bdo trude, nhung do nhu cau
vé cdc loai 4c quy chuyén dung cang ting, doi hdi phdi nghién cttu va phat trién
loai 4c quy mdi khong ngirng, 1am 4dnh hudng 16n dé€n viéc 1én K& hoach sin
xuit dong bd.

- S& lugng nha thau phu (nha cung cap) han ché& cho tirng loai vat tw, nguyén phu
liéu vi dic di€m cda nganh sin xuit 4c quy 12 nganh cong nghiép chita dung
ham lugng chat lugng cao.

Trong thdi gian qua, c6 mot han ché 13 thong tin phan hoi tir cdc td sdn xuat, t&
14p rap d&€n bo phan 1én K& hoach sdn xuit chinh va ngugc lai khong thong sudt:
thong thudng k& hoach chi tiét tai cdc td san xudt dua vao k& hoach chinh dong

bd theo ding nhitng thdi gian chuin da dé ra, tuy nhién trong thuc t€ sin xuat c6
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nhitng thay d6i 4nh hudng d&€n k& hoach thyc hién chi tiét tai titng t3 sdn xuAt,
nhitng thay d6i nay trudc hét 1a cdc t8 san xuit s& cd ging khic phuc, tuy nhién
khong phdi tit ca déu khic phuc dugc nén khi khong khic phuc dudc nhitng thay
ddi thi cdc td sdn xuat bdo 1&én bo phan k& hoach thi viéc da tré, 4nh hudng dén
k& hoach sin xudt déng bo chinh.

Tim hi€u nguyén nhan siu xa, d6 12 do trong khi 1én k& hoach sdn xuit chinh thi
cdc nha quin ly da khong dy trit mot luong tdn kho an toan tai cdc t§ sdn xuat
nhim “binh 6n” nhitng thay d6i nhd. Nhung d6i vdéi 4c quy, cdc ching loai dc
quy rat nhiéu, vi th€ viéc tim ra dudc 15i gidi “ton kho an todn” cling 12 mdt khé
khin 16n cho cdc nha quan ly sdn xudt tai PINACO. Thém vao l1a viéc mdy méc
héng héc dot xuit, dién cip dot xudt, nhitng thang c¢6 sd ngady nghi nhiéu, .. lam
anh hudng d&n viéc thyc thi k€ hoach chinh déng bo.

Mot 1y do khong kém phan quan trong 13 viéc giao hang clia cdc nha thiu phu:
hién nay, PINACO c6 trén 20 nha thau phu trong 1in ngoai nudc, cung cip vat
tw, nguyén vat liéu cho sdn xuit dc quy. Néu chi cAn mdt nha thau phu cung cip
vat tw nguyén vat liéu khong ding thdi gian da du ki€n, thi k& hoach chinh dong

bd phdi thay d6i rat 16n, vi thé khong ddp Gng ding nhu nhu cAu di du bio.

2.4.2 Chat lugng 6n dinh: viéc 4p dung hé thong quin ly chit lugng di dem
dé&n cho PINACO nhiéu ich 1¢i, tuy nhién viéc qud chi trong vao viéc tuin thi
cédc quy dinh chit ché theo hé thdng quan Iy chit lugng da c6é mot sd trd ngai
cho qua trinh sdn xuét nhu sau:

- Céc nha thau phu: c¢6 nha thau phu d3 4p dung hé thong quin ly chat
lugng ISO, nhung ciing ¢6 nhitng nha thau phu chua 4p dung hé thdng
quan 1y chat lugng, do d6 da gay khé khiin trong viéc ddm bao chit lugng
cho cdc vat tu, nguyén vat liéu mua vao,.. va cling dnh hudng dén chat

lugng thanh phdm.
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- Céc quy dinh vé viéc thong bdo dén cdc bd phin lién quan: con qud tap
trung vao viéc ddm bdo tuin thi theo quy trinh ISO di dé ra nén mat rat
nhiéu thdi gian trong gidi quyét cong viéc.

Du viéc xay dung ISO9001 1a xuyén sudt dong bd trong toan cong ty, nhung cho
dén nay van chua mang dé€n hiéu qua cao do van con dnh hudng clia cich quan
1y trudce kia.

2.4.3 Tiéu chuin héa tai PINACO: Nhd nhitng kinh nghiém trong quan 1y sdn

xudt trong thdi gian qua ciing nhu viéc 4p dung 1ISO9001: 2000, viéc thuc hién
tiéu chuin héa trong cong viéc dudc 4p dung. Tir nhitng tai liéu tham khio cida
nganh sdn xuit dc quy trén thé& giéi, PINACO di tham khdo va dp dung doi véi
qud trinh sdn xuét: chi din cong viéc cho tirng vi tri cong viéc trong qud trinh sdn
Xuét, ciing nhu nhitng thao tdc chudn, nhitng chi din van hanh,... dugc sita ddi lai
cho phlt hgp véi cong nhian Viét Nam véi nhitng trang thi€t bi, véi cong nghé
ctia cong ty

Do trinh dd tay nghé cong nhin 1dp rdp dc quy clia ngudi Viét Nam con thap cho
nén trong thao tdc con qua nhiéu nhitng thao tic thira, cing nhu do trinh d6 cong
nghé con thap, chua hién dai héa va tv dong hda cao cho nén con st dung qui
nhiéu lao dong, va thuc hién bing tay qud nhi€u cho nén mifc do sit dung céc
nguyén vat liéu, va phu liéu dit ¢6 gidm nhung chua thé so sdnh véi cdc nuSc
cong nghiép phat trién. Chua tinh dén 13 thdi gian quen dan cong viéc khi 4p
dung trong viéc héan d6i lao dong giita cac day chuyén lip rdp ciing con dai,
dnh hudng dé&n ning suit chung tdan cdng ty.

Ngoai ra do viéc chua thyc hién viéc hé thdng héa cdc tiéu chuén, cho nén cOng
viéc tiéu chuin héa con rdi rac khong tip trung, doi lic chong chéo, va khong
kip b3 sung stfa chita nhitng sai s6t hay cip nhat nhitng thong tin mdi clia nhitng
tiéu chuin di ban hanh trudc diy. Nhat 1a vé tiéu chudn thdi gian s dung cic

vat liéu phuy, do thay d6i ngudn cung @ng tlif cic nuéc ngdai ASEAN sang cic
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nudc thudc ASEAN, ma nhiéu lic thi€u sy cidp nhit thong tin nén din dé&n phai
bd mot s& 16 hang vat liéu do khong déng bod, qud thdi gian sit dung 4nh hudng
dén chat lugng dc quy.

2.4.4 Pao tao luc lugng lao dong: Luc lugng lao ddng da k§ ning dong vai tro

quan trong trong hé théng sdn xuat ding lic (Just In Time)

Thuc t€ tai ciac cong ty Viét Nam la: khi 4p dung viéc luin chuyén cong nhan
trong nha mdy qua nhiéu vi tri, cong doan, ngudi cdng nhian thudng lo sd trach
nhi€ém minh s€ khong hoan thanh cong vi€c, cling nhu c6 sy lo ngai la minh dudc
ddnh gid khong tt nén mdi bi ddi sang cong viéc khdc va tinh hinh tuong tu tai
cong ty PINACO. Tai PINACO, c6ng nhan chi dudc bd tri tai mdt vi tri nhit dinh
dé€ hoc hdi va hi€u bi€t that k§ vi tri nay, chi c6 mot s6 dudc thay ddi vi tri do
tuyén thém mot s6 cong nhan mdi thay th€ cho mot sd cii d3 nghi. Vi cdch bo
tri cong viéc nay, mdi khi trén diy chuyén c6 mot cong nhian nghi hay da so
ngudi trong mot nhém ving mit hodc viéc thi diy chuyén sin xuat thudng bi
dinh tré, tré nai, hu hdng lip rdp sai vi nhitng ngudi mdi khong thé ddm nhiém
hét tron ven cong viéc cla ngudi ving mit, mic di t6 trudng 13 ngudi hi€u biét
nhung ciing khong thé ddm nhiém hét cong viéc clia nhitng ngudi ving mit, do
d6 ning suat khong cao.

2.4.5 Pit hang véi 16 hang nhé: Hau hét cdc cong ty sdn xut hién nay néi chung

va tai PINACO néi riéng déu gip khé khin vé kich cd clia 16 hang vi: néu sin
xud't nhi€u qud hay do du bdo nhu ciu khong chinh xdc thi s& gay nén lang phi
ton kho din dé&n chi phi ton kho rat 16n; nhung néu chon 16 hang nhd thi ciing
gip khé khin khi thi€u hang hay hang hod khong ding, khong dd, ciing nhu néu
trong sdn xuit c6 sai pham thi s& khdng c6 hang thay th& va s& giy nén ton kho
v€ sdn phadm khong hoan chinh, va mot 4nh hudng khong kém phan quan trong
d6 1a viéc bd 15 cd hoi ban hang vi khong ddp ng nhu ciu, nhu thé€ tao co hoi

cho cdc d6i thi khdc chi€m thi phan. Mit khdc, thdi gian tir ngdy dit hang dén
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ngdy nhan hang tai cing thudng tir 30 d€n 60 ngay, thim chi ¢ loai hang phdi
mat gin 90 ngay, nhu th€ thi khong ddp ng dudc “diing lic” theo yéu cau cia
sdn xuat, cda khach hang... Thém vao dé 13 cdc nha cung cAp vat tu, nguyén vat
liéu hién tai cia PINACO da phin la cdc cong ty & nudc ngodi nén viéc dit
hang véi kich thuéc nhd (dd cho nhu ciu sdn xuat hang thing) s& 1am ting chi
phi van chuyén do phai phai nhap hang nhiéu 1an nén hién nay kich thuéc don
hang t8i thiéu cia PINACO 1a 01 container 20 feet ty theo loai vat tu, nguyén
liéu, vi thé thdi gian ton kho tir 1 — 3 thdng tuy theo loai vt tw, nguyén vat liéu.
Trén day la nhitng kh6 khin chd y€u vé kich ¢ don hang ma PINACO dang c6
ging khic phuc va viéc khic phuc khé khin nay ciing con phu thudc nhiéu vao
yéu cAu vé don hang “tdi thi€u” clia cdc nha cung cip vat tu, nguyén vat liéu.

2.4.6. Thoi gian chuin bi ngin : Pa phin viéc t6n nhiéu thdi gian trong qué

trinh sdn xult lip rdp 4c quy la tdp trung vao khiu “lén khudn rip” & day
chuyén lap rap titc 13 khdang thdi gian chuyén tir 1ip rap loai binh nay sang loai
binh khdc - N50 sang 1dp rdp binh N70 (ching han) mat khdang tir 1 - 2gid (tiy
thudc vao midc d6 phic tap cia khuodn). 0] day, thdi gian nay chua tinh dén
khéang thdi gian ban diu d€ cong nhin quen vdi viéc 1dp rdp binh N70, lic dau
niing suat chua cao, thong thudng thi d&€n ngay thit 2 1dp rdp binh N70 thi ning
suat cao va déu din.

Mudn gidm thdi gian chuin bi cho viéc “I&én khudn lip rap” 1a rat khé vi sdn
phdm dc quy rit nhiéu ching loai (trén 20 loai, chua tinh d&€n binh danh cho xe
gin mdy va thip sdng) c6 cic dic di€m riéng biét cho nén khong thé dung
chung dugc. Cho nén trong thdi gian nay, PINACO chip nhan viéc thoi gian
chuén bi dai, chi cd ging gidm bét c6 thé dudc, nhung chii y&u van st dung stic
cong nhan la chinh.

2.4.7 Rang budc chiit ché véi nha cung cap:
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Nén cong nghiép 1dp rdp 4c quy ctia Viét Nam khi so vdi thé gidi vé s6 luong
nha mdy, quy md, cong nghé .. con non tré, cho nén nén cong nghiép ché tao
phu ting, linh kién nhu chua phat trién, chi ¢6 cdc t& hdp hoic nha mdy véi quy
md nhé, va néu c6 chi dudec mot s6 it mit san pham, phu ting nhu: v4 binh, cic
bdn thanh phdm nhu hop gidy, mang co plastic, coc Pb ti sinh, diy dai, pallet, ...
Trong khi d6, cac nguyén vat liéu phu chinh nhu chi nguyén chat, chi hgp kim,
céc phu gia, v4 binh, 14 cdch, ... lai phu thuéc phan 16n vao cdc nha cung cip &
ngoai nudc va khé khian dé 1a khi dat hang véi mot don hang phtu hgp véi kha
ning san xuat hodc phit hop véi nhu cau thi trudng thi lai khong dugc nha cung
cap chidp nhin do qu4 it, thudng thi cdc nha cung ciAp nguyén vat liéu chi nhan
don hang t6i thi€u 1a 01 container (20 feet hoic 40 feet tuy mit hang), va néu
khong ddm bio dudc mot don hang t5i thi€u nhu thé thi phdi mua hang 1é: khé
khiin 1a chi phi rit cao, thdi gian giao hang tuy nhanh nhung khong kinh t€
(thudng chi 4p dung khi cho ra mot sadn pham dc quy mSi ma thdi), nhu thé di
ngugc lai y nghia cia Just In Time.

Thém vao d6 1a cdc nha cung cAp cdc nguyén vat liéu, phu ting 8 Viét Nam tuy
12 so it, nhung vé€ chat luong cho tirng don hang con xé dich nhau ding ké, gy
kh6 khiin rat I16n cho PINACO khi sidn xudt 1dp rdp dc quy.

Tém lai viéc thi€t 14p mdi quan hé rang budc chit ché giita cdc nha cung cip

v6i PINACO 1a kh6 khin khi ddm bao phai hoan tdoan ding nhu thdi gian giao
hang va chit lugng, ... nhung c6 thé khic phuc dugc.

2.4.8. Bdo tri du phong: dong mdt vai trd quan trong trong hé thong sdn xult

ding Idc. That vay, trong diy chuyén ldp rdp cla san phim mang tinh k§ thuat
cong nghiép cao thi khi diy chuyén sin xuit bi ngung do y&u t& k§ thut s& lam
phdt sinh mot chi phi rat I6n. Viéc ludon bdo ddm cho diy chuyén sin xuat luon
on dinh va khong bi su ¢d dit ra mot yéu cau quan trong cho viéc bdo tri bdo

dudng. P6i v6i cdc nha mdy c6 cdng nghé cao, diy chuyén sdn xuat hién dai va
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ddng bd thi d6 1a: Bdo tri ngin ngira (Preventive Maintenace: PM), c¢6 nghia 1a
thuc hién ch&€ do bio tri dua theo sy khuyén cdo clia nha ché tao trang thi€t bi
véi tu tudng 13 thay th€ sira chita tru6c khi d€ né hu hdng. Ciing nhu trong qué
trinh stt dung phdi tuan thii nghiém ngit theo nhitng yéu cau clia nha sdn xuit
thi€t bi. Tuy nhién dé thyc hién tri€t 1y nay thi rat tdn kém, tuy nhién vin ré hon
so v&i chi phi do viéc trang thi€t bi hdng héc gy gidn doan qué trinh sdn xuit.
Theo dudng 161 sdn xuat nhd thi viéc chon gidi phdp bdo tri trang thi€t bi theo
khuyén cdo nha ch€ tao, két hdp viéc theo ddi theo cudng dd 1am viéc, d€ chon
ch& d6 thay thé€ phu ting cho hgp 1y nhiim ti€t kiém chi phi qui 16n cda bio tri
bdo dudng, doi lic chap nhian d€ cho gin hu héng (hoic hu hdng) rdi méi thay
thé€ stra chita. Vi lic d6 chi phi gidn doan sdn xudt khong cao hon so vdéi chi phi
béo tri stta chita.

Van dé khé khin hién nay cho PINACO 1a cdc nhd cung cip cho cédc thiét bi
mdy méc trong diy chuyén sdn xuit phu ting dc quy va diy chuyén ldp rdp dc
quy déu 12 nha sdn xudt nudc ngodai. Do d6, di mudn hay khong thi déu chap
nhin viéc gidn doan sidn xuit d€ gidm bat chi phi bio tri bido dudng (chii y&u 1a
chi phi mua cdc phu tung thay th€ dinh ky cho cdc hé théng). Do viéc chon ché
dd bao tri nhu thé nay din dén sy khong dong bo trong viéc thay thé cdc thiét bi
trong hé thdng din dé&n 1a sy ki€m sodt dugc tinh trang ciia trang thi€t bi va néu
c6 van dé k¥ thuat x3y ra dnh hudng dén day chuyén san xuit ciing rat khé tim
ra nguyén nhan. Py 12 vin dé “dau dau” cho cdc nha sdn xuit tai Viét Nam,

khong riéng gi PINACO.

Két lugn chuong II:
Tir viéc phén tich tinh hinh sdn xudt dc quy ciia Cong ty pin dc quy mién Nam

(PINACO) theo cdc yéu cdu ciia hé thong sdan xudt diing liic (Just In Time), cdc

LUAN VAN TOT NGHIEP-HE THONG SAN XUAT PUNG LUC (JUST IN TIME) NGUYEN MONG HA



43

nhugc diém ciia hé thong san xudt dc quy da dwoc nhdn thdy va day chinh la phan

quan trong dé dva ra cdc gidi phdp trong chuong II1.
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CHUONG III
MOT SO GIATI PHAP HOAN THIEN HE THONG SAN XUAT AC
QUY TAI CONG TY PIN AC QUY MIEN NAM — PINACO

Muc tiéu clia cdc cong ty 1a nang cao stic canh tranh cdia sin phaAm do minh sin
Xud't ra biing cich: duy tri, ning cao chit luong san phdm khong ngirng, giao
hang ding han theo yéu ciu ciia khiach hang song song vdi viéc gidm chi phi sdn
xui't d&€n mic thap nhi't c6 thé.

Trén thé€ gidi, nhi€u hé thong vé€ quin 1y sdn xuit dugc cdc cong ty 4p dung,
nhung dudc da s6 cdc cong ty 4p dung 1a hé thdng sdn xuit Just In Time do phu
hdp v6i quy md hoat dong san xudt kinh doanh. O Viét Nam, do ¢6 mot s6 didu
kién khdch quan, hé thong sdn xuat nay chua dudc cdc cong ty 4p dung rong rai
hoidc chua biét dén.

D€ hoan thién hé thdng quan 1y sdn xuit 4c quy clia cong ty pin 4c quy mién
Nam theo hé thong sidn xuat Just In Time, nha quin Iy can phdi hoan thién tirng
y&u t6 ctia hé thong Just In Time, dé chinh 12 1y do ma t6i dé cAp d&€n ndi dung

chuong Il nay.

3.1 Lap k& hoach sin xuit chi ti€t va dong bd: Nhu da trinh bay & phan 1y
thuyét, k& hoach sin xuét chinh déng by (Master Production Schedule — MPS) 1a
mot k€ hoach xdc dinh tuong d6i chinh xdc vé khdi lugng va thdi diém theo
tirng qud trinh sdn xuit cda nhitng sdn phdm hoan chinh trong mot hé théng sin
xuat. SO liéu trong MPS 1a do tir k&€t qua clia du bdo nhu ciu thi trudng, do d6
viéc x4c dinh nhu cAu sdn xuat cang chinh xdc s& cang lam gidm bét sy x40 tron
trong di€u chinh k€& hoach sdn xuit, gidm lugng tdn kho.

Song song véi viéc xdc dinh dudc nhu cau cho sdn xuat, dé c6 mot MPS thi viéc
xdc dinh rd thdi gian cAn thiét cho tirng cong doan cong viéc tir khi nhan dudc
don hang d&n khi nhian dugc vat tu, nguyén liéu d€ sin xuit, tir khi c6 vat tu,

nguyén liéu d€ sin xuat d&€n khi dua vao sin xudt lip rdp, it phong tiéu thu dén
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khi giao hang d&€n khich hang. Cic thdi gian nay cin s6m dudc chuin hod mot
cich cu thé (twong d6i chinh xdc) vi thdi gian cia MPS déu dua trén cic thdi
gian chudn nay. Dya trén MPS, cidc k€& hoach sdn xuit chi ti€t cho tiing t§ sin
xut dudc xdy dung nhim ddm bdo nhitng chi tiéu mad MPS dé ra. Tai cdc td sdn
Xuit, viéc sip x&p nhan lyc d€ thuc hién viéc sin xuit, néu gip khé khin, cic to
trudng phai hiéu chinh vé k& hoach hay nhin sy hgp 1y d€ ddm bio ding theo
k& hoach chinh d3 dit ra. Pay 1a khodng thdi gian ma thong tin giita cdc t6 san
xué't, bo phan l1én k& hoach thdng tin cho nhau d€ cé mdt lich trinh sdn xuit hop
1y nh4't, muc dich cao nhat 1a ddm bio su ddng bd gifta cdc bd phan sdn xuat.
Thém vao d6 1a MPS gitp cho cdc nha qudn 1y sdn xuit biét dugc thdi diém
cung ng vat tu, nguyén vat liéu tai thdi di€m can thi€t cho cdc bd phan sin
Xuét, va ciing th€ ma cdc nhi quan ly c6 k& hoach ki€m tra, theo doi thdi gian
cung cip vat tu nguyén vat liéu clia cdc nha thau phu.

D&i véi viée sdn xuit dc quy, do c¢6 nhiéu bd phin sdn xuat cdc vat tu dé sin
xuit 4c quy ciing nhu ¢6 nhiéu day chuyén lip rdp dc quy khdc nhau, nén cin cit
vao MPS, cdc nha qudn 1y sé xdc dinh dugc chinh xédc ting loai vt tu cho tiing
bd phan, cho titng ddy chuyén ldp rap vao thdi diém hgp 1y nhat: nhu 1a: mdi bo
phan can cung Gng vt tu, nguyén vat liéu gi, s6 lugng bao nhiéu, ...

Piéu quan trong 13 cdc nha quan Iy dua vao MPS d€ xdc dinh dudc thdi gian can
phéi dit hang, s6 lugng don hang 1a bao nhiéu, thdi gian mong nhian dugc vat tu,
nguyén vat liéu thich hdp dé€ gidm chi phi tén kho.

Viéc vach ra K& hoach sdn xuit ddng bo gitip cong ty ki€m sodt tdng thé qua
trinh sdn xudt ctia minh. Mot k& hoach sdn xuat chinh dong bo cé hiéu qua 1a
mot k& hoach linh hoat thich Gng vdi cdc tinh hudng c6 thé phat sinh 13 trd ngai,
gidn doan sin xuat, va ludn ddm bdo qua trinh sidn xuit hoat dong hiéu qua véi

chi phi thap hgp Iy.
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Do dé, cdc gidi phdp hoan thién viéc lgp ké hoach sdn xudt chi tiét dong bo nhu
sau:

3.1.1 Xdc dinh du trit an toan cho titng to sdn xudt: mudn thuc hién MPS hiéu
qua thi ngudi quin 1y & cdc td san xudt phai hi€u rd hé thdng sdn xuit cda minh,
va du bao dudc nhitng thay ddi c6 thé c6 ctia hé thdng.

Vi dc quy gdbm rat nhiéu loai, do d6 cdc vt tu, nguyén vt liéu, ban thanh phdm
rat nhiéu: mdi loai 4c quy 1a ¢c6 mdt dinh mic vat t, nguyén vat liéu khac nhau
va dinh mic tiéu thu mdi loai vat tw, nguyén vat liéu tir cdc nha thau phu khic
nhau 13 khdc nhau, viéc tinh todn ra s6 lugng ton kho cin thiét dé€ dua vao san
Xud't sau nay la rdt ty my va phu thudc nhiéu yé€u t6: nhu chi riéng 14 cdch -
separator sit dung cho sdn xuat 4c quy ma c6 khdng duéi 20 chiing loai véi cc
quy cdch khac nhau; s& lugng 14 cach st dung d€ ldp rap vao binh 13 khic nhau:
c6 dung lugng thap thi thudng s6 lugng 14 cdch it hon va ngudc lai; ...

Nhu vay, ta ¢6 th€ cin cf vao diu ra clia td sdn xudt, xdc dinh MPS theo phudng
phdp “kéo”: diu ra chinh 13 s6 lugng ban thanh phAm hay thanh phim cAn phai
san xudt theo k& hoach; tir d6 xdc dinh dugc lugng ton kho & mic thap nhat, phi
hdp vé6i k& hoach theo lich trinh sdn xuat, lugng hang cAn cé tlf cdc t6 san xut
khdc trong qu4 trinh sin xuAt.

3.1.2 Xdy dung hé théng theo doi thuc hién MPS bdng hé thong phdn hoi thong
tin: Theo MPS x4c dinh sdn phdm cin sdn xuit ra tiing ngay, tuan, thing, quy tai
mdi td san xuat, thong qua d6 ta tha'y dugc sy dong bo trong san xuit clia cic to
sdn xuat.

Nhu bdng MPS dugc thé hién trong Bang 3.1 va 3.2, cdc thong s6 thé hién trén
Bang MPS 1a nhitng nhu cau can dat dudc cho tirng ngay, tuan, thing ma céc to
s&n xuAt can hoan thanh. P6 chinh la yé&u t6 “kéo” toan bo hé thong sdn xuat

hoat dong.
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Bing MPS nay la cd s& d€ cac bd phin sin xuit theo ddi, sidn xuat, thdi gian
theo k& hoach, cdc k& hoach sdn xuit chi tiét clia tirng phan xudng sé dudc vach
ra theo tirng chiing loai binh ic quy, nhu th€ 1 cdc phin xudng ban thanh phim
ciing dwa vao d6 ma 1én k&€ hoach sdn xuit tuong tng. Chinh vi tAim quan trong
cho viéc sdn xuat ding chiing loai, s6 lugng, thdi gian nhu don hang ctia khdch
yéu cadu ma viéc 1én K& hoach rdt can c6 cédc thong tin tif cic phan xudng doi
vdi mot K& hoach, tdt cd cdc thong tin phdi mang tinh kip thdi d€ ddm bio cho
bo phan K& hoach xif tri linh hoat.

Hién nay, tai PINACO, viéc thdong tin va ti€n hanh thyc hién K& hoach chinh
giffa cdc phong ban: K& hoach-Nhan suy-Tién luong, Tiéu thu - Thi trudng, Xuat
Nhip khau-Pau tu, K§ thuat-QA, VAt tu-Van tdi cic Xi nghiép sdn xudt ic quy
la kha chit ché:

Phong Xuit Nhap khdu-Piu tv dim trdch viéc mua vat tu, nguyén vat liéu
ngdai nuéc cho d&n khi nhan hang, ciing nhu cidc don hang xuit khiu...

Phong Tiéu thu — Thi trudng: dua nhu ciu, cdc don hang cda khich hang, cic
yéu cau khdc ctia khach hang vé sdn phim, ...

Phong Vat tu — Van ti lo cdc vat tu, nguyén vt liéu mua trong nudc.

Phong K§ thuat-QA ciing cdc xi nghiép sdn xuit ddm bdo cdc thong s6 k¥ thuat
d€ san xuit dc quy nhu ddm bao cdc ban thanh phim sdn xudt ra ding theo chat
lugng dé€ ra, ki€m tra chit ché qud trinh sdn xuit 4c quy, ddm bido mdy méc thiét
bi phuc vu t8t cho qu4 trinh sdn xuAt ...

Tu tudng chinh ma Just In Time mudn cdc nha quin Iy quan tim dén la can lap
K& hoach sdn xuidt kh4 chinh x4c, nhu thé trong qué trinh sdn xuat s& ddm bio
dudc tinh dong bo giita cdc bd phan.

3.2 Chat lugng 6n dinh: vi ic quy 12 sin pham c6 ham lugng k¥ thuit cao, do d6

trong qua trinh sdn xudt dc quy can phdi tuan thi theo cic tiéu chuin ky thuit,

ngay cd doi véi cdc vat tu nguyén vat liéu mua ngodi ciing phdi thong qua cic
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ki€m tra vé ham lugng, tinh 1y hod trudc khi dua vio san xudt, va tai mdi phan
xudng san xudt: cic ban thanh phim sin xut ra ciing dudc dem kiém tra. N6i
tém lai, viéc ki€m tra chit lugng ludén can phai coi trong xuyén sudt trong qué
trinh chuidn bi, sdn xuat, hoan thanh. Véi Iy do trén, PINACO di 4p dung hé
thong quan ly chat lugng ISO9001 do BVQI c4p va cin ti€p tuc nhitng gidi phap
sau:
3.2.1 Ti€p tuc niang cao va hoan thién viéc 4p dung theo hé thong quan ly
chat lugng ISO: PE didm bio chit lugng nhu tiéu chuidn da dit ra (theo TCVN,
JIS, DIN), du hé théng sdn xuit cia PINACO dugc chitng nhan ISO9001: 2000,
nhung PINACO khong xem d6 1a mot thanh cong ma that sy PINACO xem dé
nhu 12 mot nén tidng d€ ning cao phat trién viéc quin 1y chat lugng sdn phim
cao va 6n dinh nhu 13 cam két thuyc hién mot hé thdng chat lugng ludn cii ti€n
lién tuc vé cha't lugng, trong dich vu (bao gdm c3 thdi gian, giao hang) va gid ca,
tat cd déu dit trén 1gi ich cia khach hang. Cu thé trudc mit cin 4p dung cic
bién phdp cdi ti€n nhu sau:
e Gidm t6i da nhiing truong hop xdy ra ngung ddy chuyén sin xudt dot
xudt:
0 Ap dung k& hoach bdo tri tdng qudt va chi tiét
0 Pim bio viéc thuc hién ki€m tra bdo dudng dinh ky thong qua viéc
1ap hd so luu trit cdc tai liéu ki€m tra tuong ¢ng cla tifrng may mdc
thi€t bi.
e Gidm s6 16i & trén sdn phdm & céc khau d€ gidm thdi gian stta chita san
phdm hoan chinh, tiét kiém thdi gian va tién bac.
0 Niang cao trich nhiém ciia t§ trudng KCS va cdc nhin vién ddm
trach & tirng bd phéan.
0 Phan tich va fim ra nhitng phuong cdch c3i ti€n d€ gidm nhitng 16i

A , ~ A A A S
trén cdc san pham trén diy chuyén cia minh.
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0 T6 chite dinh ky cdc cudc hop chat lugng hang thing toan cong ty,
c6 su tham gia clia cdc chuyén vién ky thuat d€ dua ra nhitng muc
tiéu chi't lugng méi phit hdp va mang tinh hiéu qua cao.

e Gidm lang phi vé nhéan cong va nguyén li¢u: thyc hién

o Tié&n hanh thdng ké hang nim viéc tiéu thu nguyén vt liéu, phu
liéu so sdnh v6i Bang dinh mdc do cong ty ban hanh.

0 XAy dung nhitng bdng phi€u theo ddi viéc st dung vat liéu phu
nhu: phu gia, 14 céch, acid, ...

0 Xem xét lai thudng xuyén va cip nhat cic kj thuat méi dén cdc
cong nhan truc ti€p va gidn tiép.

0 Nhitng chi tiéu c6 thé sit dung d€ ddnh gia:

= Hiéu sudt nguyén vat liéu = (Tdng s6 lugng binh ic quy di
san xud't hoic Tong s6 KWh da sdn xuat ) / (Téng sd nguyén
vat liéu dugc st dung tuong Gng)

» Ning suit lao dong = (Téng s& lugng ic quy da san xudt
hodc tdng s6 KWH da sin xuit ) / (T6ng cong nhan trong
cong ty).

3.2.2 Ap dung hé thong Auto nomination:

Ngoai( viéc 4p dung hé thong quin ly ddm bdo chit lugng trong qud trinh sdn
xuat, PINACO nén 4p dung thém hé théng Auto-nomination (tam dich 1a hé
thong tu chi dinh), nhim han ch& va loai bd ph& pham trong qua trinh sdn xuit
day 12 mot dic di€m ciia nganh sdn xud't cong nghiép ldp rdp theo day chuyén.
Viéc 4p dung hé thdng nay vao hé thong day chuyén sin xuit tv dong rat hiéu
qua & cdc nudc: hé thong mdy tinh + hé thdng van chuyén phu doc theo day
chuyén sin xuit + hé thdng phi€u ki€m sodt qud trinh sdn xuit: cho phép ngudi

cong nhan van hanh, hay lao dong tryc ti€p c6 quyén loai bd sdn pham khong
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phi hop ra khdi day chuyén sin xuit, vd thong bdo cho hé thong diéu khién
chung sdn xuat bi€t.

DP&i v6i diy chuyén sdn xudt chua hoan tdan ty dong héa tdan phan thi khong
thé 4p dung hé thdng hiéu qué nhu trén. Tuy nhién, viéc 4p dung tirng phan cho
tirng bd phan s& dem dén 1gi ich khong nhd, cu thé 1a: hé thong thong tin ndi bod
(bing hé thdng loa k&t hdp vdi deén bdo) + hé thong phi€u ki€m sodt qud trinh
san xudt tirng bd phan clia dc quy tai cdc xudng vdi quan di€m “ Ban thanh
phdm. sdn phdm khong phit hgp sé dudc loai ngay trén day chuyén thdng qua sy
nhan bi€t cia mdy mdc thi€t bi hodc cdng nhan”.

Biing hé thdng loa ndi bd: cong nhan c6 thé lién lac, bdo cdo truc ti€p véi nhitng
t6 trudng dé€ gidi quyét cdc sy ¢d hay tinh trang vé€ sin pham khong phii hdp mot
cédch nhanh chéng. Cuing v6i dén + chudng bdo cho biét 1a tai vi tri d6 dang x3y
ra su ¢6 can phai khic phuc. Thong qua hé thong phi€u kiém séat qud trinh san
xud't ching ta s& c6 hd so cu thé vé nhitng 16i d3 xdy ra hay bdn thanh phim
nhip vé c6 khuyét tat, @€ cé nhitng cdch gidi quyét cu thé ngin ngira dugc phé
phdm hay sdn pham khong phil hgp trong qué trinh sin xuAt.

Cong ty can phai cdi ti€n lai mit bing, tao nhitng vi tri “chuyén ddi” hay “16i
thodt” trén diy chuyén nhim dua sin pham khong phit hop ra khdi day chuyén
va va sau khi x{t Iy sy ¢& cAn dua diy chuyén sdn xuit vao hoat dong trong mot
thdi gian nhanh nhat c6 thé dudc. V§i gidi phdp trén hoan tdoan cé thé ngin ngira
cdc ph& pham trong qud trinh sdn xuit va ludn duy tri cho diy chuyén sin xuit
hoat dong & mifc do t81 wu nhat.

3.2.3 Thuong xuyén thu nhap thong tin phan hdi tir khach hang d€ bd sung
kip thdi va nghién cdu cic tinh ning méi cho ic quy:

Song song vdi cdc thong tin phdn hdi cda khdch hang vé chit lugng, miu ma, ..
vé cdc sdn phAm ic quy, cdng ty cAn chi trong hon cong tdc nghién cifu c4c tinh

ning mdi cia ac quy phl hgp véi tirng thi trudng : ndi dia, Hongkong, Singapore,
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Malaysia, Jordan, ..., vd cong ty can phai phat huy tdi da viéc thu thiap y ki€n
clia cic dai 1y ban hang tai cac cudc Tdng két hoat dong kinh doanh dudc t6
chitc dinh ky hang nim, hay k&t hdp véi cac td chitc doan thé cong ty thu thip ¥
ki€n cta ngiroi st dung rong rai trén khip cd nudc ciing nhu nhitng doi hdi clia
khdch hang véi cdc sdn phdm clia cong ty.

A g , , A A , N A,
3.3 Tiéu chuin héa cic cong viéc trong qua trinh san xuit

DPay 12 mdt y&u t6 cin bdn ma tit cd cdc hé thong quin ly déu dua vao thuc
hién, 13 mot trong nhitng yé&u t& khong thé thi€u trong bat ¢t cdc hé thong quin
ly sdn xuadt. Moi cong viéc can dudc tiéu chuin héa d€ ngay cang dugc hoan
thién, loai bd din hét cdc thao tic thira khong can thi€t, nhim loai bd viéc si
dung vat liéu du thira khong can thiét, ciing nhu loai bé nhitng thdi gian “chét”
khong cin thi€t trong qué trinh sdn xuat.

Véi dic di€m nganh 13p rdp dc quy 1a khong phifc tap, nhung lai doi hdi vé su
cin than va ddm bdo chit lugng trong cong viéc clia minh do qud nhiéu cic thao
tic. Do d6, tiéu chudn héa dit ra d€ bd nhitng thao tic thira, hao phi nguyén vat
liéu khong can thiét, cong viéc ngay cang don gidn hon, rd rang hon. Chinh vi
th&, viéc tiéu chuin héa cong viéc clia nganh lip rdp dc quy la: dé tiéu chuin
héa tit cd qud trinh sdn xuit, tuy c6 ton nhiéu thdi gian d€ xay dyng cdc tiéu
chuin (vi qud nhiéu cdc thao tic), khi ti€n hanh tiéu chuidn héa thi cic dié€m
ki€m séat chit lugng phai dudc dua vao cu thé d€ tao nén mdt théi quen y thic
vé ki€m séat chi't lugng cho cong nhin.

D& hoan thanh mdt sdn phdm 4c quy it nhat phdi qua 3 buSc chinh: sdn xuit cdc
ban thanh phAm — ldp rdp — hoan tdt thanh phdm ic quy, va sip x&p, cung cip
dén cic diém lam viéc, trong mdi qud trinh lai bao gdm rit nhiéu cong viéc
hoan toan khic nhau, va st dung nhitng vat liéu phu khic nhau, hay ki€m séat
chat lugng cong viéc khiac nhau mic di c6 cuing bdn chat. Do d6, nhd viéc thuc

LN LN 2 P ~ N 2 N 2 2 o R ~ ~, - o R
hién ti€u chuan héa rd rang, cu thé ma cé thé ki€m sodt dugc nhitng dic di€m
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ky thuat, dic di€m cha't luong clia qua trinh sdn xuit trdnh dugc nhitng 1ang phi,
va ddm bdo chit lugng. Chinh nhd viéc titng budc tiéu chuin héa cong viéc ma
da gidm dudc mic sit dung nguyén vat liéu xudng (gidm chi phi sdn xuat), cling
nhu loai bd din nhitng thao tdc thira trong lip rdp (gidm thdi gian hoan thanh
mot sin pham) 1am ting ning suit cling nhu gift dugc thdi gian giao hang ding
ké& hoach.

Ti€n hanh tiéu chudn héa, ciing c6 nghia 1a thuc hién cic chi din, huéng din
thao tdc, van hanh clia cdc trang thi€t bi sao cho diing quy trinh trong cdc chi dan
dé€ thuc hién tiéu chi: an toan cho ngudi van hanh 12 trén hét.

C6 mot di€u quan trong khi 4p dung viéc tiéu chuin héa trong cong viéc, d6 1a
chiing ta c6 thé€ hoan toan ki€m sodt tdan bd chi phi trong qia trinh sdn xuit néu
nhu chiing ta c6 thé tiéu héa hét td't ci cic cong viéc trong qud trinh sdn xuit,
diéu nay sé gitip rit nhiéu cho quan tri k& todn. Nha quén ly c6 thé xdc dinh mot
céch tuong ddi chi phi sdn xuat cho tirng cong viéc mot, va nhitng chi phi ndy sé
anh hudng d&n gid thanh chung clia sdn phAm nhu th& nao? Va chinh nhd vao
tiéu chudn héa nay ma chi phi sdn xui't dugc ki€m sodt mot ciach hiéu qua.

Va sau déy la gidi phdp hoan thién cong tdc tiéu chudn héa tai PINACOQ: DE

cong tic tiéu chuin héa cong viéc phat huy manh hon, PINACO cin phai thuc
hién t6t 4 yé&u td sau:
o Kiém tra lai va dp dung cdc tiéu chudn vao sdn xudt: bao gdbm
O Viécra sodt va thi€t 1ap lai cdc chi din cong viéc
0 Soan thdo tiéu chudn van hanh, huéng din vin hanh
0 Nhan thic vé chit lugng
0 Kiém tra/xdc nhin cic cong viéc thuc t€.
e H¢é thong hod tiéu chudn:
0 Bdo ddm viéc duy tri va sita d6i cdc tiéu chuin

0 Thong ké ti 1& x4y dung va thuc hién cdc tiéu chuin
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0 Kiém sodt cic cdc tiéu chuidn va hé thong hod chung.
e T§ chiic tuyén truyén va vdn hanh cdc tiéu chudn héa trong cong ty:
0 Phdi c6 k& hoach dinh ky 3, 6 thing va hang nim vé viéc xay dung
va stta ddi cdc tiéu chuidn
0 Lap k& hoach huéng din va dao tao vé tiéu chuin héa
0 bao tao cong nhan vién st dung va thuc hién cac tiéu chuén.
0 Kiém sodt ti€n do thuc hién vé tiéu chudn hoéa.
0 T& chic tuyén truyén tiéu chuin héa.
0 Xay dung cdc t& chifc ddnh gid cdc tiéu chuin vin hanh va xem
x€t tinh hiéu qua cia ching.
e Cdi tién cong viéc thong qua viéc tieu chudn héa:
0 CAn xdc dinh vé cdc su c6 c6 thé x3y ra va nguyén tic x{ 1y cic sy
cO nay.
0 Can nhin dinh nhanh chéng chinh xdc va xt 1y, tir d6 xem xét lai
va sita ddi cdc tiéu chuin.
0 Luu trit cidc hd so vé cdc hoat dong cai ti€n.
Cong nhan lai cdc hoat dong tiéu chudn hod 13 budc diu tién trong viéc tiéu
chudn hod cong viéc trong nha may. Vi viéc ra soat va thuc hién lai mo ta cong
viéc cu thé s& 1 cd s ban dau cho viéc thi€t 1ap cdc chi din cdng viéc. Can
quan triét cho moi nhin vién thyc hién ti€u chuén ho4 hi€u r6 ndi dung ctia viéc
thuc hién chi din cong viéc thudng bao gdm 06 cau hdi: Ai s& lam? Lam gi? O
dau? Khi nao? Tai sao? Va Iam nhu th€ ndo? Ciing nhu k&t hdp vdi cic yéu to:
con ngudi, mdy moc, nguyén vat li€u, phuong phdp va modi trudng s€ lam cho
céc chi din cong viéc cu thé hon. Ciing nhu cdc phuong phap vin hanh cu thé
can phai dugc dinh ro trong nhitng tiéu chuin van hanh va cdc chi din van hanh
cAn ghi rd s tiéu chudn van hanh. Chi din cang don gidn cang tot. Nhitng thao

4 . ~ A . ‘A g , Y o < LR
tdc chung cho moi sdn pham can phai dugc ti€u chuan héa bang vian ban va to
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chitc cho cong nhan thudng xuyén thyc tip nhitng thao tic chuin nay. Chi din
cong viéc c6 nhiéu phuong phdp: ban chi din van hanh (12 phuong phap dugc sit
dung nhiéu nhat), bing thong bdo cdc chi din van hanh, cidc bang gidi thich cic
chi din van hanh, hoic 1a thé van hanh. Cdc phuong phap sau thudng dudc hd
trg cho phuong phép dau.

Can nang cao nhan thifc vé an toan trong sdn xuit cho cdng nhan. Gido duc 5 S
(Seiri — Seiton - Seiso — Seiketsu — Shisuke : tam dich : Sang loc — Sdp x&p —
Sach s& — Sin s6c — S&n sang), nhu da dé cap & Phan 1.

Khi dd cong nhin cdc tiéu chuin thi ddng thdi phai xay dung ché d6 ki€m tra
van hanh va x{ 1y nhitng diéu con chua phit hdp cda tiéu chudn. Tir nhitng sy
khong phul hgp nay, xdc dinh cdc loai “su c6” d€ c6 nhitng ngudng ma kiém
sodt, cling nhu c6 hudng xi 1y. Qua dé cii ti€n lién tuc dugc hé thong tiéu
chuin.

3.4 Luc lugng lao dong da ning: Muc dich chl yé&u ciia y&u t6 nay trong hé

thong quan 1y Just In Time cin c6 modt ddi ngii cong nhin lao dong truc ti€p lanh
nghé trén day chuyén sdn xudt. Mot doi ngii cong nhan lanh nghé sé& gitp ngin
chin sy gidn doan trong diay chuyén sin xuit do sy ving mit cong nhin lao
dong truc ti€p tai vi tri sdn xudt d6 ma khong c6 cong nhan khdc thay th€ hay
trinh do ngudi thay thé khong dat ning sudt hay kj ning nhu ngudi ving mit.
Luc lugng lao dong da ning sé& gitip khi ddy chuyén sdn xuit chuyén d6i sang
mdt san pham khac sé ti€t kiém thdi gian hon, diéu quan trong nhat 13 tinh nhan
ban cla dic di€m nay. Ngudi cong nhian cdm thdy cé su c¢d ging thing ti€n
trong nghé nghiép, ho s& cdm thdy yéu nghé nghiép hon, tay nghé sé& cao hon,
di€u nay dua d€n k&t qua 12 ngudi cong nhan sé& thuc hién viéc mot cdch ot hon,
it sai pham hon, han ch& dudc sy gidn doan trén diy chuyén sin xuit. Gidm

dugc chi phi do sy dinh tré sin xuit.
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Gidi phdp nham hoan thién dao tao doi ngii lao dong da ning: Giii phap thuc

hién y&u t6 nay 13 4p dung chuong trinh Tanouka. Tanouka 1a mdt chuong trinh
ma cdc cdng ty Nhit 4p dung trong viéc ning cao tay nghé, trinh d6 1am viéc
ciia cong nhén vién trong cong ty ctia minh. Thyc hién Tanouka la viéc ludn
chuyén cong nhin vién trong mdt bd phadn nhim gidp cho ngudi cong nhan /
nhin vién thong hi€u nhitng cdng viéc khic trong bo phan ctia minh. Trinh do
tay nghé cong nhin dugc danh gid qua sy thong thao, hi€u biét mic dd cic cong
viéc cia cong nhan vién trong b phin do6.

P& thyc hién tdt chuong trinh Tanouka, cin lam tSt chueng trinh luin chuyén
cong viéc, va k&t hop t6t viéc thyc hién huan luyén cong nhan tai mdi vi tri
lam viéc mdi sao cho ddy chuyén it bi dinh tré va gidn doan do “ngudi méi cong
viéc méi”, cling nhu vin ddm bio dugc ning suit, khdong hao phi ph& phadm. Vi
dic diém nganh 1ip rdp dc quy 13 trong mot day chuyén sin xuit cé rit nhicu
khau cong viéc khdc nhau, doi hdi cAn c6 nhitng k§ niing riéng biét theo dic
diém cha tirng khau sidn xudt d6, cho nén viéc chon mot chudng trinh Tanouka
hiéu qud doi héi nha quan ly phai thi€t 1Ap mot chuong trinh theo ddi chit ché,
k&t hop viéc luan chuyén cong nhan hop ly, ciing nhu chudng trinh dao tao hop
1y néu khong sé& giy tic hai nhu dinh d6n sdn xuit, nhiéu ph& phim, gidm ning
sudt trong day chuyén sin xuat.

3.4.1 Can siap x&p lai va dao tao ngudn nhin lwc: Ngudi quan 1y chiu trach

nhiém thuc hién chuong trinh Tanouka phai 13 ngudi théng hi€u diém quy trinh
san xudt ciing nhu ndm ré tinh hinh nhan sy § nha mdy, c6 nghia 12 phii nim rod
trinh do tay nghé cong nhan diéu nay c6 vai trd quan trong trong viéc sip x&p
nhin sy trong chuong trinh Tanouka. Ngoai ra ngudi quan ly chiu trich nhiém
thuc hién chuong trinh Tanouka, phdi 1a mdt ngudi trung thuc, ¢6 uy tin va gidi

v€ cong tdc nhin sy vi day 12 mot van dé lién quan nhiéu téi con ngudi.
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Khi ti€n hanh 4p dung, budc dau tién 12 phai thdng ké chinh xdc trinh do thuc t&
clia tirng cong nhan trén day chuyén sdn xuat vé kha ning clia ho trén cic khau
trong cong doan sdn xudt clia xudng minh. Piéu ndy quan trong va dnh hudng
dén thanh cong clia viéc Tanouka sau nay. Nhitng ngudi c6 khé ning tot nhit s&
duge bo tri 1am nong cot d€ huin luyén, chi din cho nhitng ngudi mdi luan
chuyén dén dé tap viéc. Hinh thiic nay con dugc goi 1a cdch dao tao ngay trén
cong viéc (On the Job Training), va tai mdt cong viéc can gift lai nhitng ngudi
ndng cdt nim vitng cong viéc nhim thyc hién nhiém vy, diéu quan trong nha't sé
gitt cho sidn lugng ctia diy chuyén khong gidm sit, ngudi nong cdt ndy sé& cé
trach nhiém ki€m tra cong viéc tai khdu sdn xudt nay.

Viéc chuin hod cdc cong viéc bing nhitng vin ban chinh x4c o rang s& 13 mot
y€&u t6 gitp cho chuong trinh ddo tao cdng nhin trong chuong trinh Tanouka hiéu
qua hon. Nhitng bing hudng din cdng viéc hay bing mo td cdng viéc cang 1o
rang thi gitp cho ngudi méi chuyén dén nhanh chéng hi€u biét rd co ban vé
cong viéc minh sip lam, hi€u o nhitng dic di€m k§ thuit cAn phdi nim vitng
trong lic 1am viéc. Piéu nay giip cho ngudi méi chuyén t6i thdy khong qué ngd
ngang vdi cong viéc mdi ndy. Van dé con lai d6 1a k§ ning thong thao va quen
biét cong viéc ma thoi.

Pé lam tai liéu hudn luyén cong nhin, cic bing huéng din va md ta cong viéce
phéi dudc dich va hiéu chinh tir tai liéu goc nhim gitp cho cong nhan c6 nhitng
thao tdc chuin theo nhitng quy dinh. Nhitng vin ban nay thudng xuyén dugc
ki€m sodt va hiéu chinh sao cho luén phit hgp véi nhitng thay ddi mdi nhat, dé
ddm bdo khong mat thdi gian sifa chita lai nhitng sai 1am hay mat thdi gian tim
ki€m nhitng chi ti€t méi thay d6i. Luén ddm bio thdi gian chudn hoan thanh sdn

phim dii c6 nhitng thay d6i vé chi ti€t nay cum chi ti€t trong sdn pham c quy.

3.4.2 Thuc hién chuong trinh luiAn chuyén céng viéc:
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Thdi gian thyc hién ludn chuyén tai mot vi tri thudng sé& dugc quy dinh rd rang
dé dam bio cong bing ddi véi moi ngudi. Thdi gian ludn chuyén phu thudc dic
di€m ciia cong viéc tai vi tri d6. Sau thdi gian quy dinh luin chuyén vi tri cong
viéc s€ c6 moOt bang danh gid kha nang thuc hién cong viéc tai vi tri dugc ludn
chuyén d&€n ngudi quan 1y xudng sé xdy dung mot bing Tanouka nhim theo doi
trinh d6 thong thao, tay nghé cla tit cA cong nhan vién trong chuong trinh
Tanouka nay. Bdng Tanouka nay sé& diing nhitng mau sic nhim thé hién mic do

thao viéc hay trinh d6 tay nghé clia cong nhan.

Tén cong nhan T6 ldp | TO ldp | Té ldp | Té ldp | T6 bot | Té héa | To trdt

rdpl | rdp2 | rdp3 | rdp4 chi thanh cao

Nguyén Vin A O ’ O ’ ’ O o

Nguyén Vin B O O ’ ’ ’ ® O

Nguyén Vin C ’ ’ o O O ’ ’

OAm hi€u thong thao cong viéc ’Khé am hi€u thong thao cong viéc
@ Chua am hi€u va thong thao cdng viéc.

Mic dd ludn chuyén Tanouka do ngudi quin ly chiu trich nhiém thuc hién sao
cho tay nghé clia cong nhin vién déu dugc ning cao, nhung vin ddm bio sin
lugng va chat lugng.

Trong hé thong sin xuit Just In Time, Tanouka thé hién vai trd ning cao tay
nghé clia cdng nhan ciing nhu ngin ngira dugc nhitng sy gidn doan trong sin
xud't do thay ddi nhan sy cling nhu ning cao ning suit san xuit do trinh do tay
nghé clia cdng nhin ngay cang cao. Moi viéc trong qué trinh sdn xuit déu phai
dugc gilt ding thdi gian, va phdi ludn cung cip ding ldc, va vai trd cla cong
nhin, trinh do tay nghé clia cong nhin déng vai trd rit quan trong va Tanouka sé&
gitip ngudi cong nhan thyc hién ngay cang t6t nhiém vu cda minh.

3.5 Dit hang véi 16 hang nhé: Nhu d3a phan tich tinh hinh khé khin tai

PINACO khi yéu ciu kich thuéc 16 hang & Chuong I, néu khong xay dung dugc
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mot hé thong thong tin hiéu qua thi s& chi phi tdn kém rat nhiéu cho cdc don dit
hang gip do phai van chuyén biing mdy bay. Viéc thong tin hiéu qui tir cdc bod
phan lién quan sé gitp ki€m sodt va diéu ti€t cdc don dit hang, cdc nha cung
cap chi ti€t phu tung & trong nudc va ngdai nude. T d6, PINACO s& c¢6 mot k&
hoach cin ddi tuong do6i gilta cdc nha cung cip nguyén vat liéu mot cdch hiéu
qua nhat, ti€t kiém nhat, béi vi PINACO dva vao ngady giao hang clia nha cung
cAp ma phan phdi cdc don hang cho phi hop (lvu y 1a ddi véi mdi loai vat tu,
nguyén vat liéu, PINACO ludn ¢6 tir 2 — 3 nha cung cip, va mdi nha cung cip c6
thdi gian giao hang khdc nhau)

Thém vao d6 12 tim ki€m cdc nha cung cAp trong nudc phu hop d€ han ché dudc
rii ro do viéc thyc hién don hang clia cdc nha cung cAp nudc ngodai khong ddp
tng diing thdi gian theo k&€ hoach va tan dung dudc kho clia nha cung cip trong
nuSc trong viéc du trif hang va mot y&u td khong kém phin quan trong 13 tinh
kip thdi trong viéc giao hang clia cdc nha sdn xuat trong nudc c6 nhiéu wu thé, sé
phét huy tdc dung cao khi viéc 1ap k&€ hoach phai thay ddi do tinh hinh thi trudng
dot xuat thay ddi.

3.6 Thoi gian chuin bi ngin: Nhu d3 dé cap & 2.4.6, viéc cd gidm thdi gian

“lén khuon 13p rdp” 1a kho khidn d6i véi PINACO trong viéc thuc hién gidm thdi
gian chudn bi, nhung khong phdi vi th€ ma khong thyc hién. PINACO di va
dang ti€n d€n viéc thdng nhit sit dung mau khudn chung cho céc loai binh, vi du
nhu:
0 Khuon N50: 1dp rdap binh N50, N50L, N50Z, N50ZL, NS70
0 Khuon N70: lép rap binh N70, N70L, N70Z, N85, NX120-7,
NX120-7L
0 Khudn DINS5S5: 1dp rap DIN45, DIN45R, DIN55, DIN55R, DIN6O,
DIN60R
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Vi th€, viéc st dung lip rap chung dudc nhiéu loai binh 4c quy trong mot day
chuyén sin xuit sé gitip khong cian phdi ngung diy chuyén san xuit dé thay d6i
sang ching loai binh 4c quy khdc, cling nhu 4p dung diy chuyén lip rip hinh
chit U sé& bdt viéc cAp nhitng chi ti€t, cum chi ti€t d&€n day chuyén mot cich
nhanh chdng, giam bdt thdi gian giao nhan.

PINACO ludén xem xét cin than trong viéc thi€t k&€ hay cdi ti€n day chuyén sin
Xud't va chi trong quan di€m clia triét 1y Just In Time d6 13 diy chuyén sdn xuit
phdi sao cho thdi gian chuidn bi 13 ngin nhit c6 thé dudc, c6 nghia 1a tir viéc
chon thi€t bi - cong nghé dén bo tri ddy chuyén sdn xuit, viéc cung cip hang,....
phdi quan tAm va chd trong d&€n viéc gidm t&i thi€u cdc thdi gian chét trong qua
trinh sdn xuat hay viéc chuyén d6i cc trang thiét bi trong qué trinh sdn xuat.

3.7 Su rang budc chit ché véi nha cung cAp: Nhy di dé cip & trén 1a tf nim

2006, thi trudng tat ca cdc loai mit hang trong ASEAN déu thong thuong, khi d6
céc nha kinh doanh, sidn xuat 1ip rdp dc quy thi trudng Viét Nam ting 1én ciing
nhu thi trudng dc quy cling vuon xa hon do qua trinh AFTA, viéc ki€m sodt cic
nha cung cip nguyén vat liéu cho ldp rdp sdn xuit dc quy : tif chat lugng ti€n do
giao hang, gia cd, ch& d6 uvu dii ... cling 12 van dé quan trong cho PINACO trong
viéc xem xét chon nha cung cAp trong nudc con ngay cd cdc nha cung cip &
ASEAN hoac ngoai ASEAN.

P& khuyén khich cdc nha sdn xuat phu ting, nguyén vat liéu cho viéc sdn xuit
ic quy tai Viét Nam, ciing nhu d€ d& dang ki€m sodt va gidm gid thanh sin
xuat, PINACO nén uu tién chon nha cung cAp phu tling, nguyén vt liéu § trong
nuéc né€u chat lugng twong ducng: 16i ich tru6c mit 1a kich thich cong nghiép
trong nuéc, gidi quy€t viéc lam cho ngudi dan ... song song 1¢i ich d6 1a PINACO
nang dugc ty 1€ ndi dia héa — day 1a chd truong khuyén khich ctia Chinh pha
Viét Nam, va thém vio d6 12 sdn phaAm dc quy 1am ra sé& c6 tinh canh tranh cao

hon vi dugc gidm thu€ quan khi xui't vao cdc nu6c ASEAN.
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Song song d6 13 PINACO ky k&t cdc hdp déng cung ng nguyén vat liéu véi cic
nha cung cAp hang nim, cdch nay phdt huy hiéu qud khi gi4 cd nguyén vat liéu
khong bi€n dong dang ké.

3.8 Bdo tri dy phong: viéc tim ra gidi phdp bio tri, bio dudng nhu thé nao sao

cho vira ddm bio dugc diay chuyén sdn xuit hoat dong lién tuc khd phifc tap.
Theo kinh nghiém thuc t&, nhitng diéu cin chd y khi thuc hién ché @6 bdo tri cho
c4dc nha mdy sdn xud't lip rdp nhu sau:

- Phian nhém céc trang thi€t bi clia cdc hé thong thi€t bi cia nha mdy nhu hé
thong cd, hé thdng co-dién, hé thdng dién, hé thdng diéu khién. V4Si viéc phan
loai nay s& gilp viéc theo ddi dé dang hon, cling nhu phan loai dugc thdi gian
thay th€ cla tirng bd phan hé thdng: c6 hé thdng phan loai thay thé theo thdi
gian van hanh, c6 thiét bi lai phu thudc vao sd lugng binh, cé thi€t bi khi hu
héng s& mat thdi gian thay thé, phu ting ndo c6 thé mua dudc trong nudc, phu
tiing ndo phdi dit hing & nudc ngoii.. Phan loai cang nhiu cang dé ki€m sodt
tinh trang cia hé thdng, ciing nhu c6 thé quyét dinh 12 phai nhin cho van hanh
dé&n khi hu hdng méi thay thé khong can phai thay thé theo yéu ciu cda nha ché
tao.

- Thyc hién tdt viéc 1ap k& hoach bdo tri bdo dudng tdng hgp cho cd mot niam,
va day 1a co s8 cho viéc 1ap k& hoach bdo tri chi ti€t cho tirng hé thong, k&
hoach thay thé& cho tirng loai nhém trong hé thong, sip x&p thdi gian ki€m tra
tranh phai ngung hé thong qud 1au, hay n€u c6 nhung vin khong 4nh huéng dén
diy chuyén sin xuat.

- Va mot diéu rat quan trong d6 13 viéc thyc hién ki€m tra bio tri bdo dudng
phdi thudng xuyén va dugc ghi nhian diy dd, c6 nhu th€ méi nim vitng va hi€u

1o tinh trang thi€t bi ca day chuyén sin xuAt.
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Thudng xuyén ki€m sodt chi phi bdo tri va 1ap k& hoach theo déi ki€m sodt dé
d&n mot mirc nao d6 chiing ta phdi thay ddi toan bd hon 1a ti€p tuc duy tri thiét
bi cil.

3.9 Nghién citu 4p dung Kaizen trong san xuit:

Kaizen 13 mot tri€t 1y rit ndi ti€ng va dugc nudc Nhat coi nhu 1a mot trong
nhitng cong cu hitu hiéu nhat trong viéc cii ti€n lién tuc hoat dong sidn xuit kinh
doanh ctia minh. Va chinh vi th€ tri€t ly nay da len 16i trong moi hoat dong cai
ti€n cla cdc tri€t 1y khdc. Va trong tri€t 1y Just In Time khong thé hi€u dugc né.
Véi muc dich: D& dang hon (cong viéc) — Tot hon (vé cdi ti€n chit luong) —
Nhanh hon (riit ngén céc thdi gian yéu cau) — Ré hon (gidm trong cédc chi phi
hoat dong), y tudng Kaizen da tr§ thanh vdi suy nghi trong hoat dong sdn xuat
hién nay - Trong hé thdng quan 1y Just In Time, Kaizen lai cang dudc yéu cau
thuc hién trong moi hoat dong ctia nha mdy sin xuit.

3.9.1 Y nghia ciia Kaizen trong hé thong sin xui't Just In Time:

Nhiém vu diu tién va quan trong nhat clia bd phin sdn xuat 13 duy tri cdc qud
trinh sdn xui't dn dinh d€ san xui't nhitng sin phaAm phit hop vdi chit lugng, chi
phi va giao hang nhu da dinh truc. Tuy nhién trong thuc t&€, chiing ta lai can c6
nhiéu hanh dong thuc t& dé thuc hién nhiém vu trén. Cu thé la:

+ Khi quy trinh hién tai khong cho phép diy chuyén sdn xuit theo ding nhu muc
tiéu da dinh truc thi tradch nhiém nay dugc giao cho bd phan sin xuit khic
phuc, dudc goi la Kaizen.

+ Khi trong qud trinh sdn xui't khong xdy ra bat ky van dé dic biét nao, nhung vi
mdt vai nguyén nhan ma cin phdi thay ddi cic y&u td Con ngudi, Nguyén vat
liéu, Trang thi€t bi mdy méc, va Phuong phdp d€ thuc hién nhitng yéu ciu sin
xué't cho tdt hon, nhitng thay ddi nay ciing dugc goi 1a Kaizen.

+ Trong qud trinh sdn xudt khong c6 bdy ky mot van dé dic biét gi x3y ra,

nhung vi cAn thi€t phdi ning cao toan bd trinh do ctia bd phan sdn xuit dat véi
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nhitng yéu cau cao hon trong tudng lai, va Kaizen lai dudc yéu ciu phdi thuc
hién.

Va moi hoat dong trong bd phan sdn xudt déu cin phai nghi d&€n Kaizen. Kaizen
lam cho cong viéc dé dang hon, chdt lugng hon, nhanh chéng hon va ti€t ki€m
hon. Kaizen ngay qua ngay s€ lam cho cong viéc ngay cang hoan thi€én hon va
ti€n d€n sdn xud't khong c6 16i.

O cdc nudc cong nghiep phat tri€n y&u t8 Kaizen da duge 4p dung mot cach triet
dé va phat huy hét tic dung clia né. Coéng viéc truc ti€p san xuit ngay cang
dugc dé dang hon tranh cho cong nhin thao tdc sai, gidm thdi gian dé€n cic yéu
t0 Con ngudi — Nguyén vat liéu — Trang thi€t bi mdy méc — va Phuong phap.
Loai bd nhitng su khong phit hgp, cit gidm dugc nhitng hao phi khong ddng co.
Nhit 1a yé&u t6 thdi gian dudc ngay cang nang cao. Thdi gian cdc sin pham ton
kho trén day chuyén luén dugc giit 8 mic t8i uu, lugng ton khi d6 12 it nhit. Viéc
nhan nguyén vat liéu va giao sdn phadm ludn dugc giit ding gid va rit ngin thdi
gian xuéng muc thip nhat. Cai ti€n lién tuc, 1am cho hé thdng ludn thay ddi theo
chiéu huéng t6t hon, d6 chinh la nhitng gi ma cdc cong ty khi 4p dung tri€t Just
In Time vao trong qun Iy sdn xuidt mong mudn va chinh Kaizen 12 mot cong cu
hiéu qua nhat. Kaizen trong moi hoat dong ctia bd phan sin xuit trong hé thong
quan 1y Just In Time ludn huéng dé€n viéc nhim loai bd nhitng sy khong phit hop
giy lang phi trong moi hoat dong sin xuat.

3.9.2 P& ti€n hanh mot Kaizen phai tién hanh qua 04 buéc 16n:

Buéce 1: Nghién citu nhitng diéu kién lién quan t6i van dé, va qua dé sang loc ra
nhitng linh vyc cin phdi Kaizen. Bu6c nay con dugc goi 12 Nhan thic van dé

(Understand the problem).
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Budgc 2: Phit hién ra nhitng yéu t6 dang tdc dong va 1a nguyén nhin tao nén van
dé dang ton tai. Budc nay dugc goi 1a Phat hién ra nhitng nguyén nhan (Uncover

the causes).

Bu6c 3: Phin tich cdc mdi lién hé giita cdc dic trung clda van dé vdi nhitng
nguyén nhan giy ra né, qua d6 tim ra nhitng bién phdp khic phuc hitu hiéu nhat.

Budc nay goi la Phan tich (Analysis).

Budc 4: Thyc hién cdc bién phdp khic phuc, n€u nhu nhitng bién phdp nay
chitng té dudc sy hiéu qua cla nd, sira d6i lai tiéu chudn va xdy dung nén mot
quy trinh méi tuong Gng. Budc nay con dugc hi€u nhu 13 thuc hién nhitng bién

phép khic phuc (Implement the countermeasures).

M5 hinh thuc hién mot Kaizen nhu sau:

- P Van dé ton taila 21?
NHAN THUC VAN PE ancetontatia =1
¢ Doi tugng nao can phai ti€n hanh
PHAT HIEN NGUYEN NHAN Pau la nguyén nhan van dé?
* A : 2 2, 2 7 7 A
- ” Phan loai anh hudng cia cdc tdc nhin?
PHAN TICH

THUC HIEN BIEN PHAP KHAC PHUC Nhitne bién phdp khic phuc nao cé6 hi€u

Mt do hi€u qud cda chiing?

KAIZEN

Mot gidi phdp toan dién tu tudng Kaizen phai dugc huéng din cin k& va rd rang
gitp cho cdc cAp quén ly trong moi cdp & trong nha may thau hi€u vé Kaizen,
bi€t tai sao minh can phdi Kaizen. Va mot Kaizen phdi thuc hién nhu th€ ndo?
Ciing nhu thanh 14p trong mdi phan xudng mot td Kaizen thuc hién Kaizen trong
tirng phan xudng ctiia minh. hi€u r6 dic di€m cong nghé day chuyén clia minh,

hi€u dugc nhu cAu cin cii ti€n, viéc ti€n hanh Kaizen hi€u r& minh phai lam nhu
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th€ ndo va lam gi d€ thuc hién mot Kaizen c6 hiéu qua chinh 1a mot gidi phap
tot nha't hién nay cho cdng ty.
Mudn nhu th€ thi phdi 1am sao cho moi ngudi, moi thanh vién hiéu tirng budc
clia Kaizen cin nhitng gi khi ti€n hanh khic phuc mot van dé?
Muc dich phdi thuc hi¢n Kaizen: Phii hiéu ro hoan cdnh trong qud khit va xdc
dinh 16 nhitng muc dich clia twong lai. T d6 nghién ctu va 1ap k€ hoach doi véi
nhitng y&u t& vé sdn xuat, chat lugng, chi phi, giao hing, mifc do an todn, va uy
tin d€ tao ra nhitng co sé dif liéu cho cdc budc ti€p theo.
Phan tich tinh hinh hi¢n tai: Dit nhitng cu hdi va trd 15i nhitng cAu hdi d6 dé
bi€t 16 cong viéc hién gid clia minh dang & tinh trang nhu th€ ndo? Chi phi hién
tai 12 bao nhiéu? Ap dung phudng phdp ciu héi: SW1H dé€ tim hi€u va diy du
hon vé cong viéc hién tai:

+ Tai sao (Why)? Pé tim hi€u muc dich.

+ C4i gi (What)? V& nhitng viéc dang thuc hién.

+ G dau (Where)? V& ndi chdn thuc hién cong viéc.

+ Khi nio (When)?

+ Ai thic hién (Who)?

+ Nhu thé nao (How)? V& phuong phap thuc hién.
* Phan tich va ndm rd tinh hinh hién tai, tf d6 12 co s tap trung phat hién va di
sau vao cic di€ém quan trong. K&t hdp v6i muc tiéu Just In Time : rit ngin cic
thdi gian § tirng khau sdn xudt thong qua viéc don gidn hod cong viéc, rit ngidn
thdi gian thay ddi quy trinh cong nghé khi thay ddi mit hang sdn xuit, cit gidm
cdc chi phi trong hoat dong, trong tdn kho, ning cao chit lugng, nhitng di€ém
quan trong nay sé dugc cAu thanh nhitng muc tiéu ma Kaizen can nghién citu

thuc hién.
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* T nhitng phin tich trén, k€t hop v6i dé cin phdi ti€n hanh, cdc thanh vién,
cdc nhém Kaizen bit diu nghién cifu nhitng van dé d6 tim ra cdch thuc hién
Kaizen. Ching ta c¢6 thé€ chon nhitng cich sau:

+ Loai bé: N&u chiing ta dé dang ngung chiing thi sao?

+ K&t hgp: N&u ching ta c6 thé két hdp vdi cong viéc khic thi sao?

+ Thay thé (thay ddi):  Né&u chiing ta c6 thé thay bing cong viéc khic

thi sao?

+ DPdn gidn ho4: Chiing c6 thé 1am don gidn dugc khong?

e Sau khi chon dugc cdch thuc hién Kaizen, ti€n hanh dé xuit Kaizen thuc

hién. Nhitng dé xuat sé& dugc xem xét va phan loai:

+ Loai 1 : La nhitng dé xu&'t ma c6 thé dem thuc hién ngay 1ap tifc.

+ Loai 2: La nhitng dé xu#t yéu ciu c6 sy chudn bi.

+ Loai 3: La nhitng dé xu't can c6 su chuidn bi xem xét k§ ludng.

Sau khi phin loai, phi ti€n hanh bd sung chi ti€t cho nhitng dé xuat d6
nhu 1én nhitng thi€t k€&, chi din va s6 tay thyc hién,.. Sau khi bd sung
hoan chinh cdc chi ti€t thuc hién cho cidc dé xuit, ti€n hanh budc trinh va
chap thuan dé xuat vSi nhitng c4p lién quan.

e Tién hanh thyc hién Kaizen. Thuy€&t phuc moi ngudi biing nhitng két qua,
thuc hién huin luyén @€ chuyén d6i sang phuong phip méi ciing nhu sita
chita hoan chinh khi can thi€t d€ c6 mot Kaizen hiéu qué. Trong qué trinh
thuc hién nay, chinh 13 buéc ching ta ti€p thu dugc nhitng kinh nghiém
clia dé xuit.

e Va cudi cung l1a dinh gid hiéu qud clia Kaizen, cdc cip lanh dao s& xem
xét tinh hiéu qua cta Kaizen thdong qua nhitng k&t qué thuc t€ dd nhan
dugc. M6t khi thira nhdn hiéu qua cia Kaizen, thi Kaizen dugc chinh thic

cong nhan va dudc 4p dung trong nha may.

LUAN VAN TOT NGHIEP-HE THONG SAN XUAT PUNG LUC (JUST IN TIME) NGUYEN MONG HA



66

Kaizen chinh 12 mdt cong cu thuc hién nhitng cdi ti€n lién tuc trong hé thong.
Quién triét tv tudng Kaizen trong moi bd phan s& gilp qué trinh cii ti€n dugc dé
dang hon. Loai bd dugc dan din nhitng su khong phit hop trong cédc thao téc,
hoat dong clia qud trinh sdn xuit dan dan ti€n t6i khong c6 13i trong qué trinh.
Va tir d6 12 budc ti€n thay ddi trang thi€t bi cong nghé d€ c6 modt qud trinh sdn
xuét thich hgp ddp dng vdi nhu ciu clia khdch hang. Nhd qud trinh sdn xuit
nhanh hon gitip thyc hién dudc ton kho & tirng tram trong qud trinh sdn xuit &
duéi mitc thap nhat.
Kaizen trong nha mdy thuc chat 1a tAp trung vao 4M (Materials — Machines —
Manpower — Methods : Vat liéu — Mdy mdc thi€t bi — Nhan lvc — phuong phép),
chii y&u ki€m tra lai va loai bd nhitng sai pham ctia chinh ban than hé thong gy
ra d€ tir 46 cong viéc sé dé dang hon, tdt hon, nhanh hon, ré hon va an toan hon.
Nhitng sai pham clia hé thong d6 thudng 13 : tinh trang qud cing thing khong
theo nhitng quy dinh nhu thiét k&, sy khong dong déu that thudng va lang phi.
Tinh trang qué cing thing la do nhitng cong viéc qué sitc ning né, khong kiém
tra cong viéc thudng xuyén va nhitng tu thé thao tdc khong dugc ty nhién. Chinh
nhitng viéc nay ngay qua ngay s€ lam cho c6ng viéc tré nén khdng con theo
nhitng quy dinh nhu thi€t k&. Piéu nay tao nén sy khong 6n dinh vé chit lugng,
khong &n dinh trong hé thong, tao nén sy khong kiém soit.
Ngoai ra do nhitng hoat dong, nhitng thao tdc thira khdng can thi€t, nhitng viéc
cung cAp vat liéu khong can thi€t tao nén nhitng lang phi nhu:

e Ling phi trong viéc d3 di chuyén.

e Ling phi do 1am qué nhiéu (khdng cin thiét).

e Lang phi trong vi€éc gia cong thira.

e Lang phi do viéc giit hang ton kho khong cin thiét (thira).

e Ling phi do nhitng sin phaAm khuy&t tat.

e Liang phi van dong thira ciia hé thong.
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e Lang phi do chd dgi.
Tém lai Kaizen 12 mot y&u td trong hé thdng Just In Time dé€ d& dang 4p dung
nhat, dem lai hiéu qud thuc t€ nhat. Kaizen trong hé thong Just In Time dudc coi
12 mot cong cu 1am cho hé thdng ngay cang t6t hon vé moi mit. Moi y tudng
clia tri€t 1y Just In Time déu dugc cd ging ngdy cang ngay thuc hién 8t hon, cai
ti€n nhitng di€m con chua 8t khi 4p dung tri€t 1y tai hé thdng quan 1y sdn xuat,
moi cong viéc déu phai c6 cd ging thyc hién tdt theo nhitng tiéu chuin di dudc
thi€t k&€ va tiéu chuin, moi cong nhan hoan thanh t&t vai trd clia minh trong hé
thong quin 1y Just In Time. Kaizen 12 mdt cong cu khong thé thi€u trong hé

thong quan 1y sdn xudt hién dai, s&€ phat huy hét moi ndi luc ctia doanh nghiép.

Két lugn ciia Chuong III: Viéc dp dung hé thong sdn xudt ding liic (Just In Time)

vao nganh sdn xudt dc quy, nhdt dinh sé mang dén hiéu qud cao trong sdn xudt,
loi ich cho nguoi lao dong, va muc tiéu quan trong nhdt la ddp iing va lam hai

long nhu cdu ciia khdch hang ...
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POK@A YOKE

(Mistake proofing)

Poka Yoke dugc xem 1a ¢d s6 qudn 1y chat lugng do k§ su Shigeo Shingo cla
cong ty Matsushita nghi ra, nhim phong ngira nhitng 16i do con ngudi giy ra
trong qud trinh sdn xuit. Do d6, muc dich chinh Poka Yoke dem lai cho hé
thong sdn xuat 1a “khong 16i” - mot trong cdc muc tiéu clia Kaizen.

Vi th€, Poka Yoke dugc cdc nha quin ly sdn xuit 4p dung thong qua céc hinh
vé&, bién hiéu cinh bido, hoic chudng cdnh bdo khi x4y ra bat thudng trong diy
chuyén sin xudt nhim muc dich chinh 1a cdnh bdo d€n ngudi dang theo doi may
méc, day chuyén “dirng ngay” hé thdng san xuit va c6 su diéu chinh hé thdng
sdn xuat kip thdi.

Sau diy 12 phan minh hoa vé viéc 4p dung Poka Yoke trong hé thong sdn xuit:
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Hinh 1 : Chi 6 chiéu xoay clia banh ring (rotation of gear) hoic chiéu quay cla
day curoa va bing chuyén: d€ ngudi diéu khi€n mdy hoic bdo tri may dé dang
nhan bi€t trong thao tdc di€u khi€n mdy

Hinh 2: St dung mau sic cho bdng diéu khi€n (control panel) day chuyén sin
xuat: cac nit diéu khién cho mot qud trinh hoat ddng thé hién cung mot mau.
Hinh 3: Theo ddi do cing cda day curoa, bing chuyén: thong qua do “chiin” clia
day d€ c6 su diéu chinh kip thdi.

Hinh 4: Theo d&i mitc diu (nhét, xing) trong cdc may mdc, thi€t bi nhu ndi hoi,

m4y nghién .. d€ diéu chinh, b3 sung kip ltic.
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HINH 1. CHIEU XOAY BANH RANG:

Miii tén mau xanh () chi 16 chiéu “déng” va

113 25 99

mao

Miii tén mau den (= ) chi chiéu quay ctia bing tai
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HINH 2. : BANG PIEU KHIEN MAY:

L 1 Linit 2

HINH 3 : THEO DOI PO CANG CUA DAY CUROA, BANG CHUYEN:

- DAy curoa & trong khodng mau xanh 14: ch€ do hoat dong binh thudng
- Day curoa “chiin” xudng khodng mau dd: ch€ do hoat dong khong binh thudng,
cAn phdi chinh lai hoic thay thé bing day curoa méi

HiNH 4 : THEO DOI MUC DAU (NHOT) : 8 céc ndi hoi, mdy nghién
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Miic diu (nhét) : -

Thudc theo doi :
+Binh thudng : khi mic dau(nhét) nim trong khodng mau xanh.
+Thap hoidc cao qua: khi mitc dau (nhét) nim trong khodng mau dé: nén

cAn phai diéu chinh d€ mitc ddu (nhét) nim trong khodng mau xanh
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MO HINH SAN XUAT THEO LUONG
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5 giai doan cua Just In Time theo Hirano Hirovyuki:

1. Awareness revolution

+ Throw out old concepts and
tuurn to the JIT way of thinking.

"'f 3. Flow manufacturing
hr

INTRODUCTICN TOJIT

« The basics for JIT imprave- + Replace lot production wilh
mant are the 55%. v one-piece production.

.

:EuﬂdprEMﬂslnaqmlquart-
tities, one atatime, if possible.

5. Standard operations

+ JIT means “just-in-ime.”

+ Itz objective is to producs
guads neaded by customars
+ Standardize your work to mein- economically, quickly,
lain a good flow. and saiely,

-

b
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Bang 3.2 :TIEN PO LAP RAP THEO KE HOACH THANG

Dﬁ)i Loai So lugng So ngay
chuyén ) Téng Chi tiét Lanl | Lan2 1|23 4.6 7181910
547
N40 4259 112 1 6
3600
300
DIN66 1093 352 1 2
441
800
N50 3578 2074 3
604
100
NS40 2680 2540 2 2
140
6 1 1060
200
N70 2617 857 2
250
250
55D23 90 60 1
30
200
DIN55 754 50 1
504
DINSS 335 315 1
20
N90 100 100 1
6TN 120 120 1
N150 4610 1910 2 8
2700
! N100 5396 5396 5 6
S62
N120 1666 1666 3
N180 872 872 2
N200 822 822 2
28992
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