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} iy Trbay Che Min ok Mo Am

NHAN BIET LANG PHI-GIA
THIEU LANG PHI VA TANG
NANG SUAT TRONG SAN
XUAT




BYIC

Bis Wi Chy Trbay Chs Miw Yish Ms Am

A. KHAI NIEM LANG PHI

La viéc qudn Iy, siv dung von, tdi sin, lao dong, thoi gian lao
dong va nguén tai nguyén khong hiéu qud - khéng phi hop
voi muc dich - muc tieu cua cong ty. Nhirng lang phi nay
khong dong gop thém vao gia tri hoac dich vu cua cong ty,
lam gidm hiéu sudt - giam hiéu qud san xudt kinh doanh ciiaﬂ
cong ty, khong mang lai gia tri cho cong ty va nguoi lao



BYIC

Bis Wi Chy Trbay Chs Miw Yish Ms Am

B. NHAN BIET LANG PHI TRONG SAN XUAT

Tir qua trinh hoat dong sin xuat thue té - qua phan tich trén khia
4M gom: Man (Con nguoi-nguon lwe) + Machine ( May méc - thiét b
Material ( Nguyén vat liéu ) + Method ( Phwong phap-cach thwe lam v
gidi quyét ) ma chiing ta c6 thé nhin dién dwoc ling phi trong xuat x
gom 7 loai lang phi sau:

1. Lang phi do cho doi.

2. Ling phi do gia cong ( pha ché).

3. Lang phi do ton kho.

4. Lang phi do thao tac.

5. Lang phi do van chuyén.

6. Lang phi do san xuit thira.

7. Lang phi do san pham 15i va sira chita san pham bi 16i.



BMC LANG PHI DO CHO POI ( TRI HOA

Bis Wi :|'| 1r\l-l§ Cls Mis Niak M Am

Day la dang lang phi do:
. Nguwoi cong nhan phai ding im cho may chay hét chu ky. Toc do bang

. May phun date - may vin nip - may chiét - may dan nhén bi 16i

. Biing keo, keo phuc vu sin xuat khong dit hoic cap khong kip thoi.

. Nguyén liéu san xuat chwa dat két qua hodc giao tré khong kip-phai cho.
. Thoi gian thay the can chinh chuyén doi chai hoac goi - tui lam lau ( cac quy ca
. EKip san xuat nam chwa ro cong viéc phai lam la gi, do khong hi€u viéc gi ne

. Néi chuyén riéng - khong tip trung trong cong viéc nén hang chay ra bi d¢

. Khu ché tra Thanh pham gidi phong khong Kip thoi nén TP san xuat r

!

pham, bing tai ép tui,....

Chai-nip-thung h§p-tem-nhin giao khong kip thoi, khong di.

trwedc va viéc gi nén lam sau nén bi dong dirng cho KCS va nguoi dirng doi
Viéc phan cong nhiém vu chwa ro rang.

cho nguwoi khac phai xwr ly - cho doi.

dé va phai dé tam tai noi SX- 1am cho 1énh sin xuat sau phai cho d



B¥AC

Bie Wi Chy Triay Che M Xask We Am

Day chuyén tac nghén,
thieu hiéu qua

Nhan cong, may moc
phai cho doi

Tang chi phi nhan cong
va Khau hao trén san pham




BMC LANG PHi DO GIA CONG (PHA CHE)

Bis Wi :|| 1N-l.5 Cls Mis Niak M Am

Day la dang ling phi do: Pha ché thiéu hodc thirva - 16i so véi nhu cau-muc dich S

1. Xay dung ké hoach pha ché chwa phu hop, chwa linh hoat theo tinh hinh thy
Horenso - xir Iy thong tin va giai quyét van dé trong ndi bd san xuat va véi
PTN,...chua tot).

2. Viéc pho bién Ké hoach pha ché cho Ekip pha ché rat quan trong, néu khong p
moi ngwoi chwa hiéu thi sé mat thoi gian chuén bi ban diu lay liéu dé pha va n

thoi  tao ra riii ro trong hoat dong pha ché.

3. Chua lam 58S Kip thoi va ngay tai thoi diém phat sinh hoat dong pha ché: Rac thai
dung cu, phwong tién xe ning, Tank chira dé khong dung noi quy dinh.

4. Viéc pha ché khong tuén thi ding quy trinh - Cong thirc. LAm ra mé pha ché bi 16i p
thoi gian cho dgi cho mé sau — lam phat sinh chi phi xwr ly.

5. Liéu pha ché xong chwa chii dong ldy mau giri PTN dé test - tra két qua.

6. Ra mé lau - dan thong tin khong day di.

7. Pha ché chua sip xép theo thir tw wu tién: Gap - kha gap va khong gap. D
nguyén liéu pha ché thiéu hodc dw thira khong can thiét.

8. Chua chii dong Kaizen trong hoat dong pha ché dé toi wu hoa hoat do
cao hiéu suit 1am viéc - dam bao chat lwgng 6n dinh
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Bis i I.‘.q' Tikng (s Maw Kash Ms Am

GIA CONG THUA :

Chat luong gia cong san pham
cao hon nhiéu yéu cau cua khach

Tang chi phi san xuat nhung
khong thém gia tri maéi (v + m)




BMC LANG PHI DO TON KHO

Bis Wi :|| .|N-l.5 Cls Mis Niak M Am

Day la dang ling phi do: Nguyén liéu-vit tw, thanh phdm dé ton nhiéu qud mirc quy dinh.
1. X4y dung ké hoach sin xuat va pha ché chwa phu hop nén viéc nhép liéu va
vu cho sin xuit bi dw thira - khong can thiét.
2. GAy ra tinh trang mat khong gian dé chira Thanh pham, nguyén liéu - vat tw
thing-h§p-nhin,...), mat chi phi mua Pallet, mua thém Tank dé sir dung,...
3. Ton kém nguon lwe dé quan 1y - theo déi so liéu.
4. Gay ra tinh trang nham lan nguyén liéu-vat tw trong qua trinh quan ly - xuat sx
Gay nham lan hoic khé khin cho viéc quan 1y Firt In-Firt Out trong xuat nhip hang héa.
5. Nguyén liéu - thanh pham cé nguy co bi cin hoiic hét date ( do sx du thira khong b
Hiu qua lai phai di xir 1y lai date. Liéu va thanh pham sé bi giam chat luong.
6. Ton kho khong sinh ra gia tri. Bi ton dong von-tién khong luin chuyén dwoc, phai
chi phi luu kho (thué kho), chi phi bao quan- chi phi lai vay tai chinh khac
hoi,...
7. Giy gian doan hoat dong pha ché va san xuat ciia bd phan SX: Hang SX ra
dwoc thi phai giam cong suit hoat dong SX lai - phai bo tri di lam viéc
luin  phién ( néu c6 ). Lam x40 trén hoat dong pha ché - san xuat va cac ho
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Bis i I.‘u-r Tﬂ-q I.‘.u ILu I'.ul. Hi ll

Chi phi tai chinh
cao

SO lwong qua nhiéu hoac
khong kiém soat duoc

Chi phi bao quan
cao

Ty 1€ sai hong
tang




BMC LANG PHI DO THAO TAC

Bis Wi :|| 1N-l.5 Cls Mis Niak M Am

Day la dang lang phi do: Thao tic khong diing hodc khéng can thiét-khéong tao ra gid tri gia
tang, con lam tang phi trong hoat dong san xuat - kinh doanh.

1. Bo tri Ekip sian xuit va con ngwoi khong phu hop véi tirng cong doan trong h
xuit. Viéc bo ri cong nhan khong phu hop giira ning lwc va cong viéc thue té tr
2. Bo tri sap xép cong cu dung phuc vu vu cho san xuat qua xa tam véi - khong thu
cong nhan phai mat thoi gian voi tay hoac di chuyen dé 1am vi€c.
3. Chuan bi CCDC - vt tw khong dii - thiéu phai di chuyén di lay thém.
3. Pallet chira hang dé qua xa - 1am cho ngwoi cong nhin déng thing phai bé thung h
chuyén xa ( vira ton thoi gian va lai hai sirc khée ). Nghi 1a ban ron nhung khong tao ra gia
4. Viéc bo tri ngu’m trén line khong hop ly, ngwoi thi qua ban - ngwoi thi qua nhan
tinh trang chd & - chd khong - 1am giam hiéu suat lam viéc ( hién twong
line ).
5. Khoang cach giira cac cong doan trén line khong phu hgp nén viéc di chuy
moi nguwoi trong ekip khong hiéu qua.
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Bis Wi Chy Trbay Chs Miw Yish Ms Am

THAO TAC THUA::

Sap x€p vi tri lam viéc Quy trinh
Khong Kkhoa hoc nhiéu dong tac thira

Thoi gian di lai, thao tac

khong can thict nhieu

ang suat gian
Nang At giam
Khong tao gia tri moi (v + m)




\
BMC LANG PHi DO VAN CHUYEN

Bis Wi Chy Trbay Chs Miw Yish Ms Am

Day la dang ling phi do: La nhiing cong viéc vin chuyén khéng sinh ra gid tri nhw di lai -
vdn chuyén hang héa va dong chdy théong tin bi tic nghén - khong phit hop.
1. Ban thin ching ta di chuyén da 1a ling phi - khong tao ra gia tri. Viéc van ¢
ciing khong mang lai gia tri gi.
2. Nguyén liéu - vt tw,... bo tri khong theo dong chay khéng thuin tién sé lam p
phi van chuyén va giy ra mat an toan trong sin xuat.
3. Sir dung phwong tién vin chuyén khong phu hop ciing 1a ling phi.
4. Viéc phoi hop giao nhian nguyén liéu - tra thanh pham giira SX va kho khéng tot cil
lang phi trong hoat dong van chuyén.



B¥AC

Bis Wi Chy Trbay Chs Miw Yish Ms Am

DI CHUYEN BAT HOPLY:

Di chuyén nhiéu nhung
khong tao gia tri madi (v + m)

Sir dung mat bang va.
lao dong kém hiéu qua

Co6 thé gay

&
[

-

dinh tré san xu:




!

BMC LANG PHI DO SAN XUAT THU

Bis Wi :|'| 1r\l-l§ Cls Mis Niak M Am

Day la dang lang phi do: SX nhiéu hon, sém hon, nhanh hon so véi yéu cau ciia cong doan
sau hay cua khach hang.

1. San xuat cong doan truwdc nhanh hon cong doan sau ( mat cin bang line ) sé da
don & va gay ra tinh trang hon loan cho cong doan sau va s€ gay ra rui ro tron
klem soat chat lwong san pham. Vi du: Chiét chai qua nhanh sé gy don wr cho

soat nip - seal va nguoi ca nhin va dong thung. Hang khong kiém soat nip kip ch
nhin Kkhong kip sé 1am nhin xau - 1éch va bj sé6t. Nguwoi dong thung khong kip kiém so
date, s lwgng,....

2. Giy ra tinh trang ton kho: Phat sinh chi phi luu kho, chi phi bio quan, chi phi tai ¢
phi nhén céng, chi phi dién nudc, ....chi phi hang 16i, chi phi méi truong. |

3. San xuat khong ding nhu cau khach hang sé giy ra tinh trang Thanh pham khé
- phai xir Iy ban thanh 1y hosic mat chi phi xir 1y thu hoi - tai ché,...hodc chi p
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SAN XUAT THUA

San xuat nhiéu hon hoac s6m
hon yéu cau

De loi thoi hoac
sai chung loai

Ban gia thap
hoac phai loai bo




!

B«C LANG PHI DO SAN PHAM LOI VA SU

o g O o ok SAN PHAM LOI

Day la dang ling phi do: Phdi xi¢ Iy sdan phdam 16 phat sinh trong qua trinh bi 16 hoac san
pham bj 16i trén thi trwong ma khdch hang trd vé do 16i liéu - 16i chai - 16i gbi - 16i sea
hoac do van chuyén - bao quan.

1. Ldi ciia cong doan trwée sé gay roi loan khé khiin cho cong doan sau. Vi du: Ma
16i thi ngwoi kiém seal sé giip kho khiin trong viéc kiém soat, chai chay seal sé k
- l1am cho nguoi ca nhin va déng thung phai mat nhiéu thoi gian kiém soat hon -
trang un & hang va roi loan.
2. Hang 16i khi giao cho khach hang sé& giy ra tinh trang khéng hai long ctia khach ha
bi tra vé sé mat chi phi vin chuyén, chi phi xir 1y, chi phi co hdi va niém tin cii
hang bi mat di.
3. Hang 16i c6 thé sé phai viet bé. Vi du: trong qua trlnh chiét EC sau bénh lai ki
may sach ( khong trang A100 ) ma lai di rira bing nwéc roi chiét luén - lam cho lié
Liéu 16i phai bé di vira 6 nhiém maéi truong - vira mat tién, mat uy tin véi khach ha
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Bie Wi Chy Triay Che M Xask We Am

SUA SAI:

= phai thuc hién lai nhiéu lan béi vi né khoéng
duoc 1am dang ngay lan dau tién.

= giam hiéu qua str dung lao dong va thiét bi

= ]am gian doan san xuat = ach tac va dinh tré
day chuyén.

= tiéu ton nhiéu thdi gian cua cac cap quan 1y
- tang chi phi quan 1y san suat.




B¥AC

Bie Wi Chy Triay Che M Xask We Am

C. CACH THUC GIAM LANG PHI TR
SAN XUAT




\
B 1(’[(3 CACH THUC GIAM LANG PHI TRONG

Bis Wi Ciy Trbay Cha Mas ish Mo Am

CACH GIAM LANG PHI DO CHO DOI:

1. Xac dinh chinh xac nguyén nhan nao gay ra tinh trang cho do¢i: thwong xuyén

2. X4y dung KHSX va trng liéu phi hop dé tranh tinh trang thiéu nguyén liéu - va

3. Kiém soat tot hang ton kho: Chai nap-thung hdp-nhin mac-bing keo- keo sira,...

4. Nang cao y thure thai do lam viéc cua EKip trong cong viéc: khong ndi chuyén -
riéng trong gio lam viéc.

5. Thwong xuyén to chirc tip huin ndi bd vé viin héa lam viéc - cung cip cac k§j nin
Horenso, Kaizen cho nguoi lao dong.

6. Phai lam tot cong tic bao tri - bao dwdng may moc thiét bi.

7. Pao tao cong nhin ngay cang lanh nghé hon dé thao tac cin chinh may ngay ca

hi¢u qua hon - giam thoi gian can chinh - thao tac trén may - trén line.
8. Pau tu - trang bi diy di may méc - CCDC lam viéc cho nguoi lao dong.



\
B rz[C CACH THUC GIAM LANG PHI TRONG

Bis Wi :|'| 1|'-I-l§ Cls Mis Niak M Am

CACH GIAM LANG PHI DO PHA CHE ( GIA CONG ):

1. X4y dung ké hoach pha ché phu hop, thong tin phai dwoc Horenso lién tuc (
cau cia khach hang, ciia CSKH va linh dao).
2. Pho bién Ké hoach pha ché cho Ekip pha can ré rang - chi tiét - ti mi.
3. Ludn duy tri 58 tai khu vue pha ché.
4. Viéc pha ché bat budc phai tuan thi ding quy trinh. Khi giip van dé bat thwong 1
cao quan ly ngay.
5. Pha ché xong phai ldy miu giri PTN ngay. Pong thoi kiém tra két qua miu bao 1én h
6. Ra mé - ra Tank - phuy phai lwu ¥ viéc dan nhin dang chinh xac - day di - kip thoi.
7. Pha ché phai siip xép theo thit tw wu tién: Gap - kha gip va khong gap. |
8. Ludn ludn chii dong Kaizen trong hoat dong pha ché dé toi wu hoa hoat dong p
nang cao hiéu suat l1am viéc - dam béo chat lwgng on dinh. Khong tuw y mét
van dé - nén chia sé bao cao cap quan 1y dé tranh sai sét - rii ro.
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Bis Wi Chy Trbay Chs Miw Yish Ms Am

CACH GIAM LANG PHI DO TON KHO:

1. Xac dinh chinh xac nguyén nhén nao gy ra tinh trang ton kho: thwong xuyén
tién va triét tiéu.

2. X4y dung KHSX bam sat theo nhu cau ciia bd phan CSKH: phai Horenso hing

3. Ung liéu phu hop dé tranh tinh trang thira nguyén liéu - vat tu.

3. Kiém soat tot hang ton kho-cé dinh mirc chuén - linh hoat: Chai nap-thiung hp-
bang keo - keo stra,...

4. Toi wu hoa cach lwu trir va siip xép hang héa ciing nhw quan 1y t6t phwong phap FIF

5. Tap huan Kién thirc cho Quan ly liéu - nhén vién cap liéu, nhan vién vit tu vé quan
ton kho.

6. Ung dung cong nghé thong tin va phan mém vao quén ly ton kho.



phu  hop - c6 thé cai tién t6t hon dwoc khong.

\
B 1(’[(3 CACH THUC GIAM LANG PHI TRONG

Bis Wi Chy Trbay Chs Miw Yish Ms Am

CACH GIAM LANG PHI DO THAO TAC:
1. Quan sat va danh gia chinh xac lai nhirng dong tac nao cua cong nhan trén

2. Sap xép nguyén liéu - vit tu - thanh pham theo dong chay dé giam cac thao ta
thict di.

3. Thuong xuyén to chirc tap huin cung cap cic k¥ ning trong cong viéc cho ngudi ¢

4. Trang bi diy di CCDC va thiét bi - bao h§ cho ngwoi lao dong dé nguoi lao dong
thoai mai - hiéu qua nhat.

5. Chuan héa lai quy trinh 1am viéc ni by. Va pho bién cho nguoi lao dong biét.

6. Ludn duy tri hoat dng 5S dé CCDC - vit dung & trang thai gon gang-dé tim-dé t
dé Kkiém tra.



BMC CACH THUC GIAM LANG PHI TRONG

Bis Wi Chy Trbay Chs Miw Yish Ms Am

CACH GIAM LANG PHI DO VAN CHUYEN:

1. Ké hoach San xuit phai chinh xac rd rang - tat ca hé thong phai nam dwoc:
toan-Vat tuw-PTN....

2. San xuat Thanh pham va tra thanh pham can phai phoi hop nhip nhang giir S
dé viéc van chuyén nhanh chéng - khong bi don  ( bd tri con ngwoi — xe — th

chuyén)

3. Trang thiét bi van chuyén ludn dwoc bio tri va ludn ¢ trang thai sin sang hoat dg
toan - hiéu qua.

4. Viéc van chuyén phai luén dam béo an toan, tranh va cham - tranh d6 vé hang héa.

5. Toi wu héa kho chira nguyén liéu - vat tw va thanh pham dé viéc van chuyén nh
thuan tién.



BMC CACH THUC GIAM LANG PHI TRONG

Bis Wi Chy Trbay Chs Miw Yish Ms Am

CACH GIAM LANG PHI DO SAN XUAT THUA:

1. Xay dung chinh xac ké hoach san xuat: luén ludén phii Horenso véi CSKH, V3
va PTN.
2. Xac dinh chinh xac lwong hang du trir ton kho can thiét dé tranh hién twong s
thira qua nhiéu.
3. Kiém soat tot hang ton kho: Chai nap-thung hdp-nhin mac-bing keo- keo sira,...
4. Ap dung tot bd tri san xuat theo dong chay ( tranh du thira - don & ).
5. Tap huin - dao tao CBCNYV Kién thirc vé ling phi - san xuat thira ciing 13 mjt 1ang p
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Bis Wi Chy Trbay Chs Miw Yish Ms Am

CACH GIAM LANG PHI DO SAN XUAT HANG LOI-SUA CHUA HANG LOI:

1. X4c dinh chinh x4c nguyén nhin nao gy ra tinh trang hang 16i. Bam sat cong

2. Thiét 1ap quy trinh - tiéu chuin kiém tra chat lwong sin pham. Tap huian va da
din tai hién truwong cach thue hién.

3. Qui’in ly tot hang ton kho: khong san xuat dw thira, khong dw trit nhiéu, thwe hién
de.

4. Thwong xuyén xir Iy thong tin lién quan hang 16i - truc quan dé moi nguoi cing n
va khic phuc tranh - giam thiéu cac 16i twong tu.

5. Pao tao - nang cap ning luc ciia ngwoi lao dong dé kiém soat chat lugng - triét tiéu
trén line - tai xwéng sin xuat.
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Bie Wi Chy Triay Che M Xask We Am

D. CACH TANG NANG SUAT TRONG
XUAT




BYIC

Bis Wi :|'| 1|'-I-l§ Cls Mis Niak M Am

CACH TANG NANG SUAT TRONG SAN XUAT:

1. Lap Ké hoach pha ché va san xuat chuan - pho bién tat ca moi ng
dwgc va cung thyc hién.

2. Trién khai ké hoach pha ché va sian xuat phu hop- phan bo nguon lwe
Kip thoi, chinh xac.

3. Kiém tra lai va luén hoan thién quy trinh ndi bo dé ngay cang toi wu -
v6i nhu ciu va dinh huéng phat trién ciia cong ty. Vi quy trinh hom nay cé
hop - nhung s€ lac hau trong thoi gian toi.

4. Ludn ludn dao tao va phat trién déi ngii dé ning cao ning lwe ciia 1
vien phu hop vai tung vi tri cong viéc dwogc giao.

5. Bdo tri - bao dwdng may moc thiét bi ludén ¢ trang thai san sang
xuat-vin chuyén,..



BYIC

Bis Wi :|'| 1|'-I-l§ Cls Mis Niak M Am

CACH TANG NANG SUAT TRONG SAN XUAT:

6. Sir dung va kiém soat nguyén liéu - chai niap-thing hop-nhin mac, b
sita hop 1y - tiét kiém - tranh roi rét - @6 vé va lang phi.
8. Ludn ludn cai tién va doi méi trong tw duy va cach lam viéc dé viéc ph
xuét toi wu - hiéu qua hon.
9. Piu tw va ning cip nha may - may méc thiét bi cho hoat dong pha ¢
xuat, caithién méi trwong lam viéc sach - it 6 nhiém.
10. Co chinh sach thuwong phat phan minh - ro rang, tao dong luwc lam viéc
nhan vién, nguwoi lao dong.
11. Tich hop ung dung cong nghé thong tin vao trong cong tac quan ly d
nguwoi,...- giam thiéu thoi gian - nang cao thoi gian giam sat - dao
dong.
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