QUAN TRI VAN HANH

Chuong 11
JIT va San xuat tinh gon

Bién soan: TS. Pinh Ba Hung Anh
Tel: 01647.077.055/090.9192.766
Mail: anhdbh_ise7@yahoo.com
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NoOi dung

Chuong 11: JIT & Lean

* Tap doan Toyota

o Just-in-Time va san xuat tinh gon
» Mit bang JIT

» Ton kho JIT

» Dicu do JIT

o Chat lugng JIT

» Hé thong san xuat Toyota

» San xuat tinh gon

11-2



Tap doan 0 to Toyota

.a“'.?

o Tap d@ﬁ&ﬁ’San Xuat 0 to 16n nhat thé gi61 vorsan
ﬁﬁlumg 9-tricu 0 to/nam
Thanh cong nhoy Vao,f,ky thuat J IT va TPS

el.‘
> .

Khia canh’con ngudi 13 ot ban
Nha xuong nhé nhu’ng mwé do san xuat rat lori/

GO 6

Cac bo phan phu duogc chuyen dén day chﬁ/yen
théng qua hé thong JIT cén ban;

San xuat 0 to chat lwgng cao va it thoi ,{ ian lap rap.

QI‘
\



Just-In-Time, TPS, va San xuat tinh oon

Dinh nghia Pi twong
+ JITla trlet ly lién tuc + JIT nhan manh giai
g1a1 quyet cac van deé quyét van dé

san xuat thong qua
san lugng va ton

kho;

+ TPS nhan manh cai + TPS nhan manh
tién lién tuc, khia khia canh hoc tap va
canh con nguoi, va giai quyét van dé
dinh mtrc cong vi€c; cho nhan su

+ Hé¢ thong san Xqét + San xuat tinh gon
tinh gon cung cap nhan manh thong
khach hang thir ho hiéu khach hang

muon, giam lang phi.
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Truwoc JIT

-Co 16 I&n

- Ton kho nhiéu

- ’Pay” san pham dén khau ké
tiep

Mua s6 luong 16n

??7?

— s, — 5T

Gia ré khi

mua nhiéu

“Pay” s lugng nhiéu san pham
dén kho va khach hang
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Sau JIT: San xuat tinh gon

&~ Chuo1 cung tng rat tot
#~ San xuat keo, chi san xuat va chuyén van khi can

- C6 16 nho
- Gi1am & khau chuan bi san xuat
- Giam ton kho va khong gian kho

Chuyén van it lai
- ”’Ké0” san pham dén budc ké

- W T

* Min hoac
khéng phi
lwu kho Nhu ciu khach hang kéo

san phém khoi nha may

Chuong 11: JIT & Lean 11-6



** Kanban card la tin hi¢u dé thung
Kanban vat tu ké tiép dugc xu 1y;

% Chuoi Kanban s& kéo qua trinh xtr
1y vat tu;

% Hién nay, nhiéu kiéu sap xép tin
hiéu dugc dung, nhung van dugc
: goi la Kanban.

1. Dung dé giam kich

thudce thung chira
2. Tin hiéu duoc nhm/
thay bo1 bo phén san

Xuat nhu la dau hiéu
dé san xuat lai

Tin hi¢u dé biét co
san pham trong hoc

tri sin pham Hinh 11.1

Chuong 11: JIT & Lean 11-7



Kanban

Dat hang
(Khach

ﬁ San phém héng)
el }

*Chuyén

van

_ Kanban
pham cudi

Kanban '

Cac chi
ti€t/bo phan
dat mua

Hinh 11.2
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Kanban

« Hé thong kéo

Hé thong diéu kién vat tu bang Nguoi mua

cach nguo1 mua dua tin hi€u, nha

cung cap moi bat dau san xuat. Kéo: Just-in-time
o Hé thong day

Hé thong dicu khién vat tu bang

cach nha san xuat go1 vat tu da 9
duoc san xuat theo yéu cau trude Day: Thong thuong
do. I

Nha cung cap

Chuong 11: JIT & Lean



Kanban

+

+

+

+

Dl‘mg card trong truémg hop
nguoi san Xuat va str dung
khoéng tiép xuc truc tiép;

Tin hi€u dén, c& hay khoang
trong ¢ san xuong dugc dung
khi nguo1 san xuat va su dung
ti€p xuc truc ti€p;

Khi vai chi tiét dugc yéu cau,

mot so k¥ thuat kanban khac
duoc ap dung.

L5T-8-8  NTHQ = o

& = £22020-03011:00 %%% ME,:LE
=== Hﬁ“ﬁ Hh SEEY
Fﬁ%ﬂgﬁm 19505 4 s Al N2

MOi loai card diéu kién mot luong chi tiét nhat dinh;

Card da dung duoc dung cho vai chi tiét hay céc chi tiét voi

cO 10 khac nhau;

O hé thong MRP, dleu do xem nhu su cho phép con Kanban

duoc xem la hé thong kéo chi qua trinh san xuat thyec.
Chuong 11: JIT & Lean
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Kanban

M Kanban dleu khlen truc tiép qua trinh gia cong va cling
chinh 13 s6 ban pham gitta hai tram;

M Véi tram trung chuyen c6 thé str dung 2 Kanban. Mot di
chuyén gitra ngu:(n dung va trung chuyén; cai con lai gitra
trung chuyén vai san xuat.

Xac dinh so lwong Kanban/thung chira

L2enml
B

#A Biét thoi gian san xuat cac chi tiét trong thung chira

;;;;
i)

4 Biét so lugng chi tict va ton kho an toan

Nhu cau trong Ton kho
S6 lugng kanban B thoi gian SX  +  antoan
(Thung chia) Kich thudc thung chira

Chuong 11: JIT & Lean
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Kanban

Nhu cau hang ngay = 500 san pham
Thoi gian san xuat = 2 ngay
(cho + xu 1y vat tu + gia cong)
Tén kho an toan = 1/2 ngay
Kich thudc thung chira = 250 san pham
Nhu cau trong thoi gian san xuat = 2 ngay x 500 san pham = 1.000
£ 1.000 + 250
SO lugng kanban = 50 =35

Uu diém cua Kanban

<&

L)

s It hong hoac tré & khau vat tu;

1)

/
‘0

L)

Dé xac dinh su co;

S

*

Giam ap luc ton kho;

e

*

Chuan hoa thung chira: Giam khoi lugng, chi phi, khong
gian thura va lao dong.
Chuong 11: JIT & Lean 11-12



Just-In-Time (JIT)

o La chién lugc hitu liéu dé thuc day
mo1 hoat dong;

» Vit tu dén dtng chd can, ding thoi
diém;

» D¢ x4c dinh 16i va tranh lang phi,
Gia chi phi san xuat, giam bi€n dong
va tang nang suat;

* Y<¢u cau xay dung tot mang lud1 nha
cung cap.

Chuong 11: JIT & Lean 11-13



Just-In-Time (JIT)

JIT tao loi thé canh tranh

M@t it nha cung (ng; Xay dung chu01 cung ung; chuyen hang
chat luong, ding thoi gian, chuyén dén khu vuc san xut.

Tram lam viéc; KY thuat nhom; May linh hoat; Mat bang;
khong gian [am vi€c; giam mat bang kho.

Giam c& 10; giam thoi gian chuan bi san xuat;

Giai sai sai ¢ khau diéu do; diéu d6 muc; cung cap thong tin
diéu do; k¥ thuat Kanban.

Ké hoach; kiém tra hang ngay; Tham gia hoat dong
SPC; chat luong nha cung cap; chat lugng qui trinh

Trao quyén va dao tao nguot lao dong; ho trg dao tao; Tang linh
hoat cho nguo1 lao dong (gan nhi€u job)

Ho trg quan 1y, nguoi lao ddng va nha cung cap

Ch



Just-In-Time (JIT)

Tang san lugng ma khong phai mo
rong qui mo thiét bi

Tang chat lugng, tranh lang phi
Giam gid, dinh gia linh hoat

Giam bién dong

Giam sua 101

Thang duoc don hang do:

DPap ung nhanh nhu cau khach
hang vo1 gia re, chat lugng
cao

% Chién lugc canh tranh
hoan hao

Hinh 11.1
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Lang phi
Lang phi 1a thit khong tao gia tr1 gia tang tir go6¢ nhin
cua khach hang;

Ton kho, kiém tra, chd, san pham 16i khong tao thanh
g1a tr1 gia tang la 1ang phi.

Vi du: Bat mua lép Casumina cua Ford va Toyota

A

Lép. Lap 6 to (trong nha may)
Casumina

Chuong 11: JIT & Lean
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Lang phi

H‘ —- | EEEEEES Ford

Phi chuyén cho: 500 $/chuyen

(Tu: ba Nang)
Tai t01 da: 10,000 16p/chuyén
Nhu cau hang tuan: 500

JIT Lop X€
-ﬂ

Phi chuyén ché: 50 $/chuyén
(Tu Pa Nang)

Tai1 t61 da: 500 1op/chuyén
Nhu cau hang tuan: 500

Trwoéce JIT

Toyota

~ . X oiA©
Chuong 11: JIT & Lean Lang phl nao da glam ) 11-17



Lang phi

Bay dang lang phi theo Ohno
Thém chi phi nhung khong tang gia tri!

#A Chuyén van

4R Ton kho (Khong can thlet)

A Di chuyen (Khong can thlet)

# Cho doi

#A San xuat thura

# Gia cong thira (Khong thich hop)

# San pham 10i

Chuong 11: JIT & Lean
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Lang phi

Di chuyén qua nhiéu cua con ngwdi, théng tin hay vat tw

Nhiing di chuyén khong can thiét va khong tao gia tri gia ting

Chuong 11: JIT & Lean . 11-19



Lang phi

Tén kho nhiéu, cham tré théng tin hay san pham

Ton khi luu kho, sap xép, bao hi€ém, va mat bang

Chuong 11: JIT & Lean . 11-20



Lang phi

Nhing chuyén déng khéng mang lai gid tri gia ting cho
san pham hay qua trinh

Tim dung cu, chi tiét, hay ta1 li€u hudng dan
Chuong 11: JIT & Lean 11-21



Lang phi

Durng hoat déng lau cua céng nhan, théng tin, may hay
vat tw

Cho doi chi tiét, may hodc chd do hdng may

Chuong 11: JIT & Lean 11-22



Lang phi

Sén xuat nhiéu/sém hon so véi yéu cau ter ngwdi mua

San xuat cac san pham khong thé dung hay ban ngay

Chuong 11: JIT & Lean . 11-23



Lang phi

St dung sai dung cu, qui trinh hay hé théng san xuat

Nhiéu budc khong can thiét va khong tao gia tri gia ting

Chuong 11: JIT & Lean 11-24



Lang phi

Cdc 16i thwong xuyén & van ban hay chat lwong san pham

Chi phi stra 16i hoic phé pham

Chuong 11: JIT & Lean . 11-25



< Nguon luc khac: Nang lugng, nude, khong khi thuong bi lang phi;
* Hicu qua, dao duc, xa hdi cling lam tang dau vao qua trinh san
xuat, mot dang lang phi;
Gia tri gia ting: Hoat dong mang lai gia tri gia ting cho san pham
hay dich vu duéi goc d6 khach hang hay chirc ning san pham.
Gid frj gia ting Chuyén vin
N  ® Ton kho
Lang phi e chy goi
® Sdn xudt thira
® Qui trinh khong phu hop
® Sdn pham 1oi
® Di chuyén khéng can thiét
® Sang tao nhan vién

Khoang 95% cua thoi gian san xuat khong
mang lai gia tr1 gia tang
JIT, TPS, Lean = Loai lang phi

Chuong 11: JIT & Lean 11-26



Lang phi

Sort

Theo quan dlem ba ndi tro dé chong {881
lang phi, c6 thé dung 5s.
S — S:::z:::s"
+ Sort/Seiri/Sang loc: Loai bo ordey,
nhirng gi khong can th1et workplace

+ Simplify/Seiton /Sap xep: Sap xép
CéC th{I Cén thlét; Standardize Shine

(Seiketsu) (Seiso)

4+ Shine/Seiso/Sach s€: Gitr no1 lam
viéc sach s¢€;

+ Standard1ze/ Seiketsu/San soc: Chuan hoa dé giam bién dong &
qui trinh san xuat;

+ Sustain/Shisuke: Panh gia cong viéc dé cai tién lién lyc.
Thém 2 s

+ Safety/An toan
+ Support/San sang: Bdo dudng, giam thoi gian dirng may

Chuong 11: JIT & Lean 11 -27



Without Change
There Can Be No Improvement

“The definition of
insanity is doing the
same thing over and

over and expecting
different results.”

Albert Einstein

Chuong 11: JIT & Lean 11-28



Bién dong trong san xuat

+ Quan ly JIT yéu cau giam bién dong gay ra boi yéu
t0 nd1 sinh va ngoai sinh;

Bién dong co thé 1a ket qua cua qua trinh toi wu;
Ton kho giam bién dong;

Giam bién dong s& giam lang phi.

+ 4+ +

Nguyén nhén bién déng

1. Thiét ké hay dic tinh k§ thuat khong chinh xac hay
khong hoan thién;

2. Qui trinh san xuat sa1 do sai sO Ve sb luong, tré hen,
hoac do vat tu, chi tiét dau vao khong chuan;

3. Khong hiéu khach hang.

Chuong 11: JIT & Lean 11-29



Tang nang suat

+ Thoi gian can dé san xuat mdt san pham tir nguyén liéu dén lac
giao hang duoc goi la chu ky san xuat;

+ Hé thong JIT (kéo) gilip ting ning suat.

+ Ting ning suat béng hé thong kéo: Dat hang nguyén li€u theo
loat nho, giam ton kho ban pham, phoi bay 161 va nhan manh
khia canh cai tién lién tuc;

+ Giam chu ky san xuat;

+ Thuc day hé théng, thoa don hang ¢ cac tram san xuat ma
khong quan tam dén nhu cau.

Chuong 11: JIT & Lean 11-30



Mang lwéi nha cung cap JIT

< Mang ludi nha cung cap JIT hinh thanh khi nha cung cap
va nguo1 mua hop tac vo1 nhau dé giam lang phi va giam
o1a
< BoOn muc tiéu cia mang ludi nha cung cap JIT:
* (Giam ruiro
e Giam ton kho
» Giam ton kho do di chuyén

» Ting chat luong va do tin cay

Chuong 11: JIT & Lean 11-31



Mang lwéi nha cung cap JIT

. B Chuyen van
Nha cung cap h K¢é hoach chuyén van diém va hi¢u qua
Gan ngu:(n mua Logistics kiéu 3PL (Pick and Pack)
Mo rong ky thuat JIT deén nha cung cap Chuyén van thong bao dién tir ASN
Bao gom bao bi va lich trinh chi tiét Chuyén theo 16 nho
Pinh danh (ID)
 Tap trung vao chat luong 161

Thon
hiéu va

in twong
San lwgng Ngwoi mua
San xuat 16 nho Chia sé khach hang va dy béo nhu cau
Chuyén van khong qua 1au, qua nhanh T01 thiéu dic tinh SP va chti trong sang tao
Dat chat lugng Hb tro nha cung cap sang kién va chién lwogc gia
San pham khong 15i H‘ Xay dung quan hé¢ 1au dai
Tap trung vao cong nghe 161
Hinh 11.3 Toi giam sur dung gidy (Dung EDI hay Internet)

Chuong 11: JIT & Lean 11-32



Mang lwéi nha cung cap JIT

Nha cung cap JIT

4

L)

L)

> Pa dang hoa — Téap trung vao mot nha cung cap sé gia ting rui ro;

4

L)

» Dicéu do — Khong tin vao mot ké hoach hoan hao;

L)

4

*¢ Thay do1 — Giam tho1 gian san xuat co thé dan dén cac van dé vé
k¥ thuat;

> Chat luong — G161 han bd1 ngan quy, qui trinh hay cong ngh¢;

L)

<

L)

L)

4

L)

L)

> Cd 16 — Nho s& chuyén chi phi sang nha cung cap.

Chuong 11: JIT & Lean 11-33



Mt bang JIT

Giam lang phi do di chuyén

Mt bang JIT - Tactics

Xay dung tram lam viéc cho nhom san phém

Tang hé s6 sir dung khong gian

Cuc tiéu khoang cach

Giam khong gian kho

Tang giao tiép gitta cac nhan vién

Dung cong cu tu kiém tra poka-yoke

Dung cong cu linh hoat

Pao tao lién tuc dé tang do linh hoat cho cong nhan

Bang 11.1

Chuong 11: JIT & Lean 11-34



Mt bang JIT

Giam khoang cach
+ Lolonva chuyen dai vd1 cac may co don tinh nang nén duogc

thay thé bang cac may tram nho hon nhung linh hoat;

+ BO6 tri may hinh chit U dé giam khoang cach va ting trao doi
thong tin;

+ Dung k¥ thuat nhom.

Tang do linh hoat

+ Thiét ké tram gia cong co kha nang sap xép lai theo san lugng
va dic tinh san pham;

+ €6 kha ning sir dung nhu moi truong vian phong hay san xuat;

+ HO tro méi truong san xuat ki€u qui trinh va san pham

Chuong 11: JIT & Lean
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Mt bang JIT

Mit bang c6 thé diéu chinh theo san luong

Chuong 11: JIT

Tram 1 Tram 2
——— - —— - I -
: Cong ¢ ;{ ff !“ _1‘ : . _}l X Cong |
| nhan / +Cong ,° , | | Cong i N, nhan |
1 ¢/ . nhén, , Cong nhan b 5
S haniJ | i \ |
A 7 ;f nhan | o 4 } \ I
\
N
b |
= 1
‘FCéng I
_____ | nhén
== A I 10
| I C0£1g AN S s
| Coéng : nhan s el
|  nhan | 7 f"" Ve :
| 6 A ==
! : L o7 S fcong |
| | B s o | nhan |
| | z . 9 |
————— I; SRl ss - - | T ———
Tram 3 Tram 4 Tram 5

i/valil
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Mt bang JIT

No1 rong quang di chuyén cua cong nhan dé giam san luong

Tram 1 Tram 2

_——— T T A ¥ e et e e e e e R \
f.r s N : |
{ Co6ng nhén 1 I Co6ng nhan 2 :
\ g 1 g |
S _ \ l
_______ b S e |
i I
\\ |

\

1

|
| 4
______________ | |

-
/ | |
| =S | |
| b | |
| \ | |
| Cong nhan 3 ! | |
| I |
| ,‘* [ '
!
el Vi N .
Tram 3 Tram 4 Tram 5

Chuong 11: JIT & Lean
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Mt bang JIT

Nhan luc

+ Dao tao lién tuc nhan cong dé tang linh hoat va hiéu qua;
+ Ting giao tiép dé thong hiéu qua trinh san xuat;

+ It hoic khong ton kho, can thdi gian hoan thanh chinh x4c.

Giam khéng gian va ton kho

#1 Giam khong gian, ton kho c& 16 nho;

# Ban pham phai ludn di chuyén vi khong c6 kho.

Chuong 11: JIT & Lean
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Ton kho JIT

Ton kho ¢ muc thap nhat nhung van dam bao hoat dong san xuat

Ton kho JIT Tactics

Dung hé thong day

Giam co 10

Phat trién hé thong phan phoi JIT véi nha cung cap
Phan phoi truc tiép

Thyc hién ké hoach

Giam thoi gian chuan bi san xuat

Sur dung k¥ thuat nhom
Bang 11.2

Chuong 11: JIT & Lean 11-39



Ton kho JIT

Tén kho che lap khuyét diém

Hinh 11.4

Chuong 11: JIT & Lean 11 -40



Ton kho JIT

Giam ton kho 10 khuyét diém

" Chuéan bi
SX dai

Thiét ké
khong tot

étbﬁqg_
khong tot

Hinh 11.4

Chuong 11: JIT & Lean 11-41



Ton kho JIT

Giam co' 10 o ‘
; C0 16 dat hang trung binh = 200

Ton kho trung binh = 100
Q, Dat hang trung binh = 100
_\ Ton kho trung binh = 50

200

Ton kho

100

Hinh 11.5

Thot glan

e

%o

C& 16 dé mot tram c6 thé day qui trinh gia cong & tram ké tiép;
Thuong khong kha thi;
Dung phan tich EOQ dé tinh thoi gian chuan bi san xuat;

e

*

/
‘0

L)

e

e

Hai thay doi co ban
* Tang muc gia cong
Chuong 11: 11T & 1% G1am tho1 gian chuan b1 san xuat B



Ton kho JIT

Giam co' lo

D = Nhu cau hang nim = 400.000 san pham
d = Nhu cau hang ngay = 400.000/250 = 1.600 san pham/ngay
p = San lugng hang ngay 4.000
Q = C& 16 mong muon = 400 san pham
H = Phi ton kho = $20/san pham. nim
S = Phi chuan bi san xuat. Hay tinh S?
B 2DS Q2= 2DS
Q= A/ TG -ap) H({ - d/p)
Q)Y@ -d/p)  (3.200.000)(0,6)
5= 2D -~ soo000 3

Thoi gian chuan bi san xuat = 2,408 /(30$/gio) = 0,08 gid = 4,8 phut
(Gia str phi chuan bi san xuat = 30$/gio)

Chuong 11: JIT & Lean 11-43



Giam chi phi chuan bi san xuat

% Phi chuan bi san xuat cao thuong dan dén c& 16 16n;

% Giam chi phi chuan bi san xuat dan dén giam ¢& 16 va ton
kho;

% Giam thoi gian chuan bi san xuat bang cach chuan bj

trude khi dung may hay doi loat.

Téng phi dit Phi luu kho

hang va luu kho

Chi phi

Phi chuan bi san xuat(S,, S,)

Hinh 11.6

Chuong 11: JIT & Lean CO’ lO 11 — 44



Giam thoi gian chuan bi san xuat

Thot gian chuan bi san xuat ban dau

90 phit —
Chia thoi glan chuén bi san xuat thanh chuan b1
diéu kién va thyc sy chuan bi, thuc hién chuan
Buée 1\ DI nhiéu nhat c6 thé khi may, qui trinh van dang
hoat dong (Giam 30 phut)
\ . s 60 phut -
Chuyén vat tu dén gin va e
. tang kha nang xu ly vat tu
Buge 2 (Giam 20 phat)
45 phat -
Chuan hoa va phat
trién dung cu (Giam
\ 15 phut) /
25 phut +
Buéc 4 Dung hé thong mot cham dé giam
thoi gian diéu chinh (giam 10 phat) 45 phat 1-
) Dao tao nguo1 van hanh va chuén hoéa 13 phat I
Buoe S qui trinh (Giam 2 phit)
Buée Lap lai qui trinh cho dén khi cg L

giam thoi gian chuan bi san xuat Hinh 11.7
Chuong 11: JIT & Lean 11-45



Giam thoi gian chuan bi san xuat

Vai ky thuat dé giam thoi gian chuan bi san xuat

Luu nhitng thiét dat

..Nhu bat Radio cassete 0 to

@@0® )
@e®® N

Chong cam nham

.Nhu 6 dién & hinh trén

Chuong 11: JIT & Lean
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Dieu do JIT
Bang 11.3
Diéu do tot 1am ting kha ning hoat dong

Piéu do JIT Tactics

Dic¢u d6 viéc thong tin vo1 nha cung cap

Piéu d6 theo muc

Khéa chi tiét v6i diéu do

San xuat véi loat nhod

Dung kanban

Modi bd phén gia cong mot chi tiét hoanh chinh

Chuong 11: JIT & Lean 11-47



Picu do JIT

Diéu do voi loat nho

Piéu d6 JIT - mie vat tu

A A A A

HAR HAR

Loat 1on

AAAAAA

[ /LS LSS L S/)

Thot gian
Hinh 11.8

Chuong 11: JIT & Lean 1148



Chat lwong JIT Tactics

Quan hé tot

® JIT giam chi phi va dat dugc chat luong san phém vi no phoi
bay san pham chat luong kém;

& Thoi gian san xuat giam, chat luong kém dé bi phoi bay:;

% Chat luong tot hon dong nghia véi it buffer va hé thong don
glan.

Dung SPC (Statistical Process Control)

Tang quyén cho ngudi lao dong

Xay dung van hoa kiém tra 10i (poka-yoke, checklists, etc.)
Lam phoi bay chat luong kém véi JIT loat nho.

Pua ra co ché phan hoi nhanh

Bang 11.4

Chuong 11: JIT & Lean 11-49



Chat lugng

Lean, chat lwgng tai g("ic

. Dleu khién truc quan: Lam e Jidoka: Tu dong hda thong minh
thay duoc sy co § * Andons: Bat den hi¢u khi c6 van

* Poka-yokes (ngtra 161) dé vé chat luong

« Kaizen: Cai tién lién tuc; . Dleu do: Pau tu thot gian cho
“change for the good of all” dleu d6, giai quyét van dé san

; 2 xuat va bao dudn
Vi du di€u khién tryc quan 2

\t"l'{c"'

Diéu khién may " g
30-50

T6t hon Tot nhat
Chuong 11: JIT & Lean (Poka-Yoke) 11-50
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Hé thong san xuat Toyota

+ Ca tién lién tuc: Xay dung vin hoa
to chirc va gia tr1 budc nhan cong
phai cai tién lién tuc cac qua trinh

+ Khia canh con nguoi

* Nhan sy dugc xem nhu nguoi
lao dong c6 kién thirc

«  Khuyén khich nang luc lao
dong va tri tu¢
* Ting quyén cho ngudi lao dong

+ Chuan héa cong viéc
* Hoan thién nd1 dung, qui trinh, thoi gian qui trinh va dau
ra;
« Két ndi truc tiép khach hang va nha cung cap;
* Dong san phém va dich vy phai don gién va truc tiép;
Moi cai tién phal dugc thuc hign vor bang phuong phap

khoa hoc véi trinh do t6 chtrc & murc thap.
Chuong 11: JIT & Lean 11-51



Hé thong san xuat Toyota

Chat luwgng cao, gia ha, thoi gian
gia cong ngan cling nhu khong c6
lang phi thoi gian va hoat dong

Van héa cai
tién lién tuc

Van hanh é6n dinh

Heijunka Chuan héa TPS Chuéi cung trng

Hinh 11.9 — Nha chat lugng Toyota
o Nha chat lugng Toyota nham gidi thiéu triét 1y lean dén nguoi lao dong;

» Mai nha thé hién muc tiéu: Chat luong, gia thanh, lang phi va thoi gian
gia cong;

» Hai ¢t chinh d& mai chinh 1a JIT va Jidoka (Chat lugng tir goc).

Chuong 11: JIT & Lean 11-52



San xuat tinh gon (Lean)
s* Khac hé théng JIT & khia canh tap trung vao khach hang;
< Bit dau bang viéc thong hiéu khach hang;

< Tbi uu hoa qui trinh dua trén khia canh khach hang.

Xay dung mot hé thong sin xuit tinh gon
1. Hé thong san xuat tinh gon c6 cac dic tinh sau:
* Dung ky thuat JIT;
. Xay du’ng h¢ thong voi sy hd trg cia ngudi lao dong dé san
xudt san pham hoan thlen
Giam khéng gian yéu cau

2. Phat trién mang luéi, dao tao nha cung cap
3. Tranh lang phi, tang cuong cac hoat dong mang lai gia tr1 gia tang
4. Phat trién nhan luc

 Tao modi truong lam viec canh tranh

* Tang tinh linh hoat cho nguo1 lao dong

Chuong 11: JIT & Lean
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Chuong

San xuat tinh gon

5 budc xay dlrng mot hé thong san xuét tinh gon

Xac dinh céc gia tr1 tir goc nhin khach hang thoa 3

XaC d’nh A h,' Khl h h\ A ~

cdc gia tri tieu chi: - hach hang quan tam (s€ mua)
( - Co ca1 tien

- M6

Xac dinh toan bd qui trinh (ghi nhén)
z(ac dinh . « Kha ning thyc cta hé thong?
ong gia tri Q  Nhitng lang phi c¢o trén dong gia tri?

qui trinh AR\ * Giam kich thude loat hay hang dot

Cai ticn e » Loai bo diém ngh&n hodc dé quan 1y tot hon
1t S
* « Bé bao dudng ding va tot hon

o'
Kéo tur e Chisan xuat cai khach hang can dung
khach hang / dung thoi diém

Cai tién 3 Tang kién thirc cho nguoi lao dong va doanh
lien tuc nghiép dé thuc sy loai bo lang phi
1:J11 & Lean

11 -54



San xuat tinh gon

Xac dinh dong gia tri cho qui trinh san xuat may xay thit

T vira dat mua may
xay thit trén mang

Dat hang qua mang Nha san xuét xﬁ:‘i}'l don hang, Nha curig cép- chuyén vat tu San xuat fhéy xay thit
- 3 phut - dat mua vat tu - 1 ngay- - 1,25 phut gia cong,
- 10 phut xtr 1y, doi 2 ngay - 5,25 ngay cho-

Chuyéﬁ dén khach Ton kho cho dong goi, chuyén van 100 % kiém tya
- 11 ngay sau dat hang- - 1 ngay - - 3 phat dong goi, 1 ngay cho - - 3 phut moi may -
Thot gian cho giao hang: 11 ngay
Chuong 11: JIT & Lean 101 glan gia tr1 gia tang: 20,25 phut 1155



San xuat tinh gon

Tryc thoi gian bao gom thoi gian tao ra gia tri gia ting (VA) va
thot gian khong tao ra gia tri gia tang (NVA)

VA

VA

\ NVA

VA

NVA

V& dong gia tri cua qui trinh san xuat may xay thit

Luong cau trung binh: 1.000 san pham/ngay

Mua nguyén liéu hang tuan véi s6 luong: 3.000 don vi

San phém duoc gia cong qua 4 cong doan: Rap, cat got, son, roi
lap rap. Voi thoi gian gia cong (CT) va thoi gian chuyén doi
(CO) hang ngay duogc cho ¢ bang sau.

Rap Cat got Son Lap rap
CT (s) 1 10 20 45
CO (phat) 90 30 30 30

Chuong 11: JIT & Lean
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San xuat tinh gon

S6 lugng va thoi gian ton kho nguyén liéu, ban pham va thanh pham.

Ton kho Lwong ton kho | Thei gian ton kho (ngay)
Nguyén liéu 3.000 3 ngay

Ban pham gitra Rap va Cat got 1.500 1,5

Ban pham gitra Cat got va Son 1.750 1,75

Ban pham gitra Son va Lap rap 2.000 2

Thanh pham 2.000 2

Giai

Thot gian co tao ra gia tri gia tang
=1+10+20+45="76s

Thot gian khong tao ra gia tr1 gia tang

—3+1,5+1,75+2+2=10,25 ngay

Chuong 11: JIT & Lean
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San xuat tinh gon

V61 thot gian lam viéc 8 gio/ngay. Nghi trua 30 phut, nghi gitra
ca: 30 phut. Thoi gian san xuat hang ngay

APT =[8 x 60 — (30 + 30)] = 420 phut

Hay  APT =420 x 60 =25.200s

Tt nhu cau: 1.000 san pham/ngay

Nhip san xuat talk time = 25.200/1.000 = 25,2 s
Chon nhip san xuat 25s.
Ty 1€ thot gian lam vi€éc thuc té AOP & mdi tram duoc tinh & bang

sau.
Rap Cat got Son Lap rap
APT (phut) 420 420 420 420
CO (phat) 90 30 30 30
AQOP (phut) 330 380 380 380
Hlru dung % 78% 90,5% 90,5% 90,5%

Chuong 11: JIT & Lean 1158



San xuat tinh gon

Bo ky hiéu dé vé so d6 dong gia tri

Dong vat tw

Ky hi¢u chung

Siéu thi

Kanban lay hang

>

-

«---

Kanban san xuat

Gia cong Nha c.cap, Dit liéu Ton kho
L ép rép khach hang Tén i
. /1// Hoat dong
—_— Cong suat
Tén Ca
Thoi gian dén
Chuyén van Chuyén van San pham
vat tu (K¢o)
EEIEE R —
Dong thong tin Ky hi€¢u chung
Théng tin Thong tin VAR
bang tay dién
F 1’-

Chuong

Kanban Tin hiéu

<

Kiém tra

ofed

[
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ANV

Nbha cung
cap thép

San xuét tinh gon

bat hang

Vat tw

Ké hoach

theo tuan

7|

Phan phoi
hang tuan

Y

Diéu dj tudn
(Piéu chinh
theo ngay)

Khach
hang

Diéu khién Nhan dit hang | Dat hang
san xuat hang ngay
— *z__

Xiic tién
hang ngay

Rip Cit got o Son . Lip rap Chuyén van

2 cuon O O O O O O

(3_0(')0 \J 1.500 \J 1.750 \J 2.000 A\ 2.000 A\

Pcs.) Pcs. Pcs. Pcs Pcs.

: CIT 1s. CIT 10S. CIT 20s CIT 45s
C/O 90 phut C/O 30 phut C/O 30 phut C/O 30 Phut
1ca 1ca 1ca 1 ca
78% 90,5% 90,5% 90,5%
3 ngay 1,5 ngay 1,75 ngay 2 ngiy 2 ngay Leadtime| 10,25 ngay
Gia cong 76 s

Chuong 11: 01T & Lean Hinh 11.10: DOng gia tri cho qui trinh san xuat may xay thit




San xuat tinh gon

5 buéc xdy dung mdt hé thong san xuat tinh gon

3. Cai tién qui trinh

il A
>/ CHOCOLATE oETERGENTS |} .
MAGAZINES & = soaPps
PAPERS
"w 7

ra cdd HA Sau cai tién
Chuong 11: JIT & Lea(n:hl'ra cal tien 11 -61



San xuat tinh gon

, G Vit tu K¢ hoach Piéu khjén Nhén dit | Pt han
Nha tclllmg cap %l(m ?ayg san xuat hang = |theo nga%/ Khach
e €0 tuan
p <_ <_ <— <L hz‘lng

Ké& hoach chuyén
van ngay

Phan phbi
2 lan/tuén

_@_ -4 Gia cong, son roi lap

-
I
I 250 Pcs. @
L ——-.l

@ @ Chuyén vin
-—=P
© o (4
&)
2 cudn 1000 1000
(2.000 CIT 1s. Pcs. CIT 45s. Pes
Pcs.) C/O 15 phut. C/O 10 phat
1ca 1Ca
95% Cong suat 99% Céng suat

2 ngay 1 ngay 0,25 ngay 1 ngjy 4,25 ngay
1s | 45s | 46s

chuong 11: 11T &Hinh 11.11: Dong gia tri cho qui trinh san xuat may xay thit cai tién e



San xuat tinh gon

5 buwée xay dung mot hé thong san xuat tinh gon

4. Kceo tu khach hang

5. Cai tién lién tuc

Chuong 11: JIT & Lean 11 -63



JIT cho dich vu

K¥ thuat JIT c6 thé ap dung cho
khu vuc dich vu

— Nha cung cap
—  Mit bang

—  Ton kho

— Piéu do

Chuong 11: JIT & Lean 11-64



Bai tap

Cho mot qui trinh san xuat bao gobm cac khau no1 ti€p nhu dugc cho ¢
bang bén dudi.

Tén T.gian T.gian chy?in Ton kho Thoi gian ton
nhiém vu gia cong bi san xuat

1 Rap 1 1 gio 3.000 4 ngay

2 Han 1 38 10 phut 1.500 2,5

3 Han 2 45 10 phut 1.750 1,75

4  Lapl 61 0 2.000 2

5 Lap 2 39 0 2.000 1

a. Vi yéu cau san luong 2.000 san pham/ngay, hiy vé biéu do dong gia tri?
b. Xac dinh nhip san xuat va so luong cong nhan can cho qui trinh san xuat

trén?

c. Ttr biéu d6 dong gia tri hién tai, hily xac dinh ty 1é thoi gian tao ra gia tri

gia ting/tong thoi gian?

d. Hay cai tién qui trinh san xuat dya trén tiéu chi ting thoi gian tao ra gia

ChuodT 1R fang?
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