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& TDC LOI NOI DAU

Nham nang cao nang lwc vé quan Iy chat lwong, dbi moi
sang tao, cat gidm chi phi mot cach toi wu, nang cao nang
lwc canh tranh, tdng nang suat & chat lwong cho Doanh
nghiép trén dia ban TPHCM, giup Doanh nghiép dwa ra cac
kich ban dé ton tai va phat trién trong théi ky khing hoang
va hau khung hoang nam 2020.

MBA Tran BDinh Clru — Tdng Giam Bdc Céng ty TNHH Tuw
Van Tran Dinh Clru, v&i trén 26 ndm kinh nghiém tw van va
dao tao hé thdng quan Iy va quan tri doanh nghiép, thiét ké
chwong trinh huan luyén “Team Leader Kaizen 3E + 3| +
3P - Hiéu qua tuwec thi”.



é‘,‘. TDC LOI NOI PAU

No6i dung chwong trinh nay dworc thiét ké dwa trén:

- Phong trao céi tién cda Viét Nam da bat dau gan 20 nam, nhwng rét
dé roi vao hinh thirc va cham dut.

- Hién twong Dau voi dudi chudbt

- V& mat nhan thire thi 100% CEO va Chu doanh nghiép rat mudn,
nhwng thwc hién thi mudn van khé khan.

- Vai trd cap quan ly 1a cau ndi quan trong git!a CEO va nhan vién dé
tadc ddng trién khai thanh céng chwong trinh kaizen

- Dwa trén 26 nam kinh nghiém, chung t6i thiét ké chwong trinh kaizen
tw duy danh cho cap quan ly trung gian

Chwong trinh huan luyén nay duoc thiét ké phu hop cho dbi twong hoc
vién la cac Nhan sw chu chot / Can bd quan ly / Trwedng phd cac bd
phan / CEO / Chu Doanh nghiép cua cac Doanh nghiép.



& TDC LOI NOI DAU

Noi dung chinh cua khéa hoc:

(1) 3E: Energy (nhiét huyét), Empower (ndng lvong),
Enthusiasm (nhiét tinh)

(2) 3I: Intellection (IAm viéc bang tri tué), Innovation (d6i m&i
sang tao), Improvement (Cai tién)

(3) 3P: Passion (BDam mé), Patience (Kién tri),
Professionalization (chuyén nghiép, thanh thao)

(4) Hwéng dan chan doan hién trang tinh than thuc hién
Kaizen hién hanh cla Coéng ty, dé xac dinh nhirng sai lam
vé tw duy Kaizen trén cwong vi cap quan ly trung gian. Xac
dinh dé tai cai tién.
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% TDC  CHUYONG TRINH HUAN LUYEN
1. Muc dich:

- Hoc \{ién tré thanh Team Leader chuy@n nghiép vé thwc hién Kaizen,
thuc day Kaizen thanh cong trong bé phan.

2. NGi dung:

A/3E

1. Ning leong Kaizen (Energy): Ban v&i vai trd team leader phai girong mdau tao ning luong
Kaizen cao trong bé phin

2. Tap trung Kaizen (Empower)

- Tép trungKaizen vio cic muc trén ctia bd phinlién quan dén 8 virus ling phi Downtime
va PQCDSME

3. Nhiét tinh Kaizen (Enthusiasm)

- Kaizen dé bd phan ctia minh 13 nhén té ginp Cong ty thanh céng,



% TDC  CHUONG TRINH HUAN LUYEN

2. Noi dung: (tiép theo)
B/ 31
1. Hiéu biét Kaizen (Intellection).

- Kaizen dua trén cdc yéu t6 quan trong dé thue hién thanh céng muc tiéu cua bd phin.

k2

. D61 méi trong Kaizen (Innovation)

- Thuc hién déi méi theo phuong phap céng, trr, nhin, chia.
3. Cai tién trong Kaizen (Improvement)

- Bai tdp thuc hanh Kaizen cua bd phén.

C/ 3P
1. PDam mé Kaizen (Passion)

- T4p trung cai tién cich 1lam dé tao két qua

- Khéng d6 13i.
. Kién tri Kaizen (Patience)

- Thue hién Kaizen cho dén khi thanh céng.

k2

3. Chuyén nghiép Kaizen (Professionalization)

- Linh dao tin tuéng vai trd Team Leader trong viée trién khai Kaizen tai don vi.

Bai tap thwc hanh (0,5 ngay)



& IDC CHUONG TRINH HUAN LUYEN

3. Poi twong:

- L& cac Chl Doanh nghiép, cap quéan ly tir cdc Cong ty da hoat dong it
nhat 1 nam.

4. Céch thirc huan luyén:

4.1 Giang vién giang.

4.2 Chia nhom dé 1am bai tap, méi nhom tdi da 4 hoc vién. Cach thic

thwe hién bai tap nay 1a dwa trén ly thuyét da hoc, cac hoc vién chia sé
cach thirc ap dung.

4.3 Khéng chia nhém 1am bai tap, ma thwc hién bai tap thwe té cua
trng hoc vién. Cach thire thwe hién bai tap nay la giup cho hoc vién
(rng dung nhirng diéu da hoc vao ngay thuc té tai Céng ty, dé hoc vién
biét cach ap dung khi tré vé Doanh nghiép cia minh.

Do vay, méi I&p hoc, khodng 4 hoc vién can 1 Gidng vién tro giang.
Twong dwong 30 hoc vién/ 1 I&¢p can 6 Gidng vién dé thwc hién hd tro
Giang vién chinh.



<, TDC CHUONG TRINH HUAN LUYEN

5. Tiéu chuan hoc vién dau vaol/dau ra;:

5.1 Pau vao: La cac chu doanh nghiép, cap quan Iy tlr cac
cong ty da hoat dong it nhat 1 ndm, cé khao khat mudn thwc
hién phong trao kaizen thwc sw hiéu qua.

CEO cam két dau tw thei gian cho cap quan Iy cap trung hoc
tap nghiém tudc.

5.2 Pau ra; Hoc vién dat yéu cau khi tham gia 100% budi
hoc



Q‘z CHUONG TRINH HUAN LUYEN

6. Cau tric néi dung chwong trinh: (Thi lwong: 1 ngay)

A/3E

1. Nang leong Kaizen (Energy): Ban vdi vai tro team leader phai grong mau tao ning leong
Kaizen cao trong bd phdn

2. Tap trung Kaizen (Empower)

- Tap trungKaizen vio cic muc trén cia bo phin lién quan dén 8 virus ling phi Downtime
va PQCDSME

3. Nhiét tinh Kaizen (Enthusiasm)

- Kaizen dé bd phin cia minh 13 nhin t6 gitp Céng ty thanh céng.
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B/ 31

1. Hiéu biét Kaizen (Intellection).

- Kaizen dua trén cdc yéu t6 quan trong dé thue hién thinh céng muc tiéu cua bd phin.

. D61 méi trong Kaizen (Innovation)

k2

- Thyee hién d6i méi theo phuong phip cong, trir, nhén, chia.
3. Cai tién trong Kaizen (Improvement)

- Bai tdp thuc hanh Kaizen cua bé phin.
C/ 3P
1. Pam mé Kaizen (Passion)

- T4p trung cai tién cach lam dé tao két qua

- Khéng d6 15i.
2. Kién tri Kaizen (Patience)

- Thuee hién Kaizen cho dén khi thanh céng.
3. Chuyén nghiép Kaizen (Professionalization)

- Lanh dao tin twéng vai trd Team Leader trong viée trién khai Kaizen tai don vi.

Bai tap thwc hanh (0,5 ngay)
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YEU CAU DOI VO1 HOC VIEN TRONG
VA SAU KHOA HOC

- Tham gia thao luan &rng dung néi dung da hoc
vao vao thuwc té doanh nghiép minh ngay tai I&p
Vi gidng vién va nguwdi hwong dan

- Ap dung néi dung da hoc vao thwc té doanh
nghiép minh va cung cap thong tin phan hoi khi
dwoc khao sat:

+ Ngay sau khi két thiic khéa hoc

+ Sau khi két thiic khéa hoc dwoc 1 thang
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PHAN NOI DUNG CHINH
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, PHAN 1
TONG QUAN/ GIOI THIEU CHUNG
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I/ Lich sw h‘|nh thanh

Cac nhu cau Doanh nghiép vé viéc can c6 mét he
thong quan ly dé kiém soat moi hoat ddng cula
Doanh nghiép dé ton taj & phat trién trong moi
trwdng canh tranh day bién dong ciling nhw cac rui
ro khién cho kinh doanh bj dit gay.

Vé&i kinh nghiém nhiéu ndm tw van cho cac doanh
nghiép tai Viét Nam, MBA Tran Dinh Clru thiét ké
khoa hoc “Team Leader Kaizen 3E + 3| + 3P - Hiéu
qua tirc thi” voi mong mudn duwoc tro gidp cac
doanh nghiép trong viec nang cao nang lwc canh
tranh, tang nang suat, chat lwong,.... vwot qua
khung hoang.
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I/ Co’ sé thiét ke chwong trinh

Noi dung chwong trinh dworc thiét ké dwa trén

- Phong trao cai tien cla Viét Nam da bat dau gan 20 nam,
nhwng rat dé roi vao hinh thirc va cham durt.

- Hién twong Dau voi dudi chubt

- ,Vé mét nhan thire thi 100% CEO va Chui doanh nghiép
rat muén, nhwng thwe hién thi mudn van kho khan.

- Vai trd cap quan Iy la cau ndi quan trong gitka CEO va
nhan vién dé tac déng trién khai thanh cong chwong trinh
kaizen

- Dya trén 26 nam kinh nghiém, ching tdi thiét ké chuong
trinh kaizen tw duy danh cho cap quan ly trung gian
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I/ Lei ich &p dung & Han ché cua phwong phéap

LOI1 ICH CUA VIEC S DUNG HE THONG KAIZEN

Loi ich hiru hinh:

— Tich luy céc cai tién nhd tré thanh két qua Ion;

— Gidm cac lanh phi, tang nang suét.

Loi ich vo hinh:

— Tao déng lwc thic day ca nhan cé cac y twdng cai tién:

— Tao tinh than lam viéc tap thé, doan két;

— Tao y thirc ludn hwdng téi giam thiéu cac lang phi;

— Xay dwng nén van hoa cong ty.

HAN CHE CUA VIEC SU’ DUNG HE THONG KAIZEN

Do Kaizen la tinh than — tw duy khdng phai 1a moét céng cu cu
thé nén néu khdong nam rd ban chat cda tinh than Kaizen dé
dan dén viéc ap dung mang tinh phong trao — khéng phu hop
van hoa doanh nghiép cong ty



& TDC

IV/ Tinh hinh ap dung

Hién nay, trén thé gidi, cé rat nhiéu doanh nghiép da quoc
gia 4p dung hiéu quad phwong phap quan ly Kaizen nham
d6i phé v&i nhirtng thach thirc dén tir sw canh tranh khac
nghiét trong chudi gia tri toan cau; sw phat trién manh mé
cua Cach mang cong nghiép 4.0...

Minh ching ré nhat 1a Toyota - cong ty dan dau trong viéc
ap dung Kaizen trong chién lwgc kinh doanh.

Nhiéu doanh nghiép Viét Nam da va dang ap dung Kaizen
thanh cong nhw Bia 6¢c Hoa Binh, Tap doan Tan Hiép Phat,
Ngan hang Thwong mai ACB, Duwoc Domesco, Tap doan
Thuay san Minh Pha...

Nhwng cling c6 nhirng doanh nghiép ap dung chi mang tinh
phong trdo khdng duy tri thworng xuyén dan dén viéc ap
dung khong thanh cong



& TDC

V/ Piéu kién dé ap dung thanh céng

- Lanh dao cam két.

- Phat dong chwong trinh.

- Dao tao moi ngwdi hiéu v:é Kaizen theo tai liéu
bai giang ma TDC da cung cap ngay tai khda hoc.
- COng ty thiét 1ap ché dd khen thwdng vé Kaizen.

- Kiém tra viéc thwc hién cac y twdng Kaizen theo
chu trinh PDCA.



& TnC

PHAN2
NOI DUNG CHI TIET CUA
PHUONG PHAP

(phwong phap!/ tiéu chuan/
cdng cu/ hé thong quan ly/coéng
nghé, ky thuat...)



TDC

LEADER KAIZEN 3E - 3P - 3l

MBA Tran Dinh Clru 0913.918.854 - Email: tdc@trandinhcuu.com
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MOI TUONG QUAN
GIUO’A CAC BEN LIEN QUAN

NHA CUNG KHACH
CAP HANG
CHAT LUONG Q @ DPIEU KIEN LAM VIEC ﬁ CHAT LUONG Qﬁ

Ve A Ve
GIA COST LU'ONG & PHUC LOI GIA COST@

GIAO HANG D @ THO'l GIAN LAM VIEC GIAO HANG D ﬁ

N
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DU dang lam thué hay lam chd. Cting van nén doc
bai viét nay

VO ON & GHEN T| GIET BAN NHANH HON THUOC
pOC

Luc con non ndt thi chan thanh. Cam dn, cam ta
mang dn, nang nghia. Nhung 90% cac thanh nién
di 1am & VN déu cd 1 théi rat xau 1a dugc 1 time, du
Ibng du canh la :

- Tudng minh gidi, nghi minh hon ngudi

- Tudng la chtl may man cé dudc minh chd ko phai
ban than may man khi cé ngudi ch3p thém doéi
canh, nang dg, day db va tao ca hoi !

- Tudng di dau ciling kiém dudgc viéc!

- Tudng chi chang lam gi ma 3n ISi nhiéu thé, chu
giau lén |la do minh !

- Tudng minh quan trong Idm trong mdt t6 chirc

Am Uc sinh san si! San si sinh tht han ! Thu han
sinh phan bdi ! Phan bdi sinh ta tam !

Lam chu, rat nhiéu ngudi ko can gidi chuyén mén,
nhung ngudi gidi vé tam nhin va con ngudi

23
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Lam chd, bd tién bac, chat xam va uy tin ma ca dsi
ludn phai nd luc tirng ngay . Co khi 1a 1 cudc danh
cudc ca 1 gia tai ho cé . Ca giadinh, con cai ho
trong chd vao hét cdéng viéc ma ho lam . D& dirng
vitng, dé canh tranh, dé gilt dudc miéng com cho
tat ca !

Lam chu, ho ko gidi vé nghé, nhung ho gidi vi tim
ra dc nhirng ngudi gidi va cé dic vé 1am cho ho.

Nhung cé tai ma kiéu ngao thi cé thay 3 dgi 7 kiép
chd thi van ko bao gid thanh céng nhu ngudi ta £

Cd6 3 ngudi thay can tran trong trong cudc dsi!!!
1: Ngudi giup minh khi hoan nan

2: Ngusi cho minh tri thirc, hiéu biét

3: Ngudi gitp minh kiém dc tién

Bac béo, vb6 on hoac kiéu ngao mai mai chi nhu hoa
chd mua ma nd ! An séi thi ko bao gid thanh céng!
Cé tai ma ko cé dic, cé mit ma ko biét nhin xa,

. 3. L ~ ~ . ~ 24
gioi den may cing la vo dung!
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Suy nghi hinh thanh hanh dong

Hanh dong tao nén thdi quen

Thdi quen tao ra cudc doi

Ma cudc ddi cla ban sang hay hén la do ban quy:
dinh

Pirng bao gid hdi " vi sao di lam bao ndm van khé
vi sao lam viéc bao 1au van ko bang ngudi ta"
BGi vi tr&i cao thau hét!!

Néu chua tirng nd luc, chua tirng hi sinh dirng
mong cau chd ditng trong thién ha
Pén IUc nhan ra, héi han thi cling mudn roi !

ol LAW VEC DAY
Dap ngudi khac do. Chinh ban do trudc & tham cCUNG pHA| NHU NGUYEN TA[: NAYI

bi thanh gb dap ngudc vao mat ()

_Copyyv2 25



SU ANH HUONG

Mehrabian's research Mehrabian's

communications model

Spoken words Tone of voice

% 38% 50%

Verbale Para Verbale NON Verbale
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CONG TY
CHATLUONGQ 1

CHI PHI COST @

GIAO HANG D ﬁ

TANG NANG SUATP
GIAM LANG PHI



% TDC  NHAN VIEN LAM VIEC TOT

1. Pung gi®, san sang lam viéc: A
A = Thoi gian 1am viéc thuc té cia mét ngudi/ Thdi gian 1am viéc
ké hoach cua mét nguoi

2. Hiéu suat vé lwong cdng viéc P

P = lwgng cdng viéc thue té hoan thanh cla mot nguwoi/ lwong cdng
viéc ké hoach cua mét nguwdi dwoc giao

3. Chat lwong céng viéc Q

Q = lvgng cong viéc hoan thanh dat yéu cau chat lwgng da quy
dinh/ lwong cdng viéc thwc té hoan thanh cia mét nguoi

Hiéu qua lao dong toan dién

OLE=AXPxQ
Overall labour effectiveness

28



TONG THOI GIAN HOAT PONG

THOI GIAN

A | THOI GIAN HOAT PONG CO KE HOACH KHONG CO
KE HOACH

B | THOI GIAN HOAT PONG THUC TE o,

C | KHOI LUQNG CONG VIEC PUQC GIAO

D KHOI LUQNG CONG VIEC THUC || TONTHAT DO TOC

" ” CONG
E 1]%101 LUONG CONG VIEC THUC THUC

KHOI LUQONG CONG TIIN H O I_ E

F | viec THUC TE PAP TONTHAT DO

UNG YEU CAU SAILIENE
OLE =B/A x D/C x F/E x 100
SAN SANG HIEU SUAT CHAT LUQNG

—
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Vi du 1: Trwé'ng Phong Kinh Doanh

- Lwong thoi gian ké hoach phai 1am viéc trong tuan: 5 ngay

- Lwong thé&i gian thwe té 1am viéc trong tuan: 4 ngay.

- Lwong cdng viéc Ban Giam Doc yéu cau phai hoan thanh trong
tuan: 10 viéc

- Lwong cdng viéc thwc té hoan thanh trong tuan: 9 viéc

- Lwong cdng viéc hoan thanh dat yéu cau cta Ban Giam Poc: 8
viéc.

OLE theo tuan cua Trudng phong Kinh doanh la:

- A=4/5-A=0,8;

- P=9/10-P=0,9;

- Q=8/9-Q=0,89

=> OLE = 64,08%

Trong tuan qua, Trwéng phong Kinh doanh vé chi s6 hiéu qua lao
dong toén‘dién chi dat 'du’g’c 64,08% (dieu doé c6 nghia la 35,92% la
lang phi can phai cai tien).
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Vi du Céng nhan bao tri may méc lam viéc hét ngay hédm qua, két qua
nhw sau:

- Lwong thoi gian ké hoach phai 1am viéc trong ngay: 8 gi®

- Lwong th&i gian thwe té 1am viéc trong ngay: 7h.

- S0 lwong cdng viéc phai stra chira hoan thanh trong ngay: 10 viéc

- SO lwong céng viéc phai stra chira thuc té hoan thanh trong ngay: 8
viéc

- SO lwong cdng viéc stra chiva hoan thanh dat yéu cau cta Trwéng bd
phan: 7 viéc

Vay két qua “Hiéu qua lao dong toan dién OLE"” theo ngay cua
Cong nhan bao tri may moc la:

A=7/8=0,875

P=8/10=0,8
Q=7/8 =0,875
=> OLE = 61%

Két luan: Céng nhan bao tri may moc c6 chi so hiéu qua lao déng
toan dién chi dat dwoc 61% (dieu dé c6 nghia la 39% la l1ang phi). Nhw
vay chung ta dang lang phi rat I&n, tién cta ching ta “loi nhuan”
dang boc hoi. Phai cai tien thdi ban nhé.
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OLE
1. A=0.9 &”“"’*-”l
ey ANy
3. Q=0.9 4 .
OLE=0.729=72.9% => 73%

Chu thich:

OLE = 85%: Chudn muc qu{?ic té (World Class)
60% < OLE < 85%: Kha

40% < OLE < 60%. Trung Binh

OLE < 40%: Kém

32
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MUC DICH PO OLE

. ~ . MUC
GIAM LANG PHI PiCH
Vang mat Zero
San sang - :
Chuan bij Min
X
Giam toc do Zero
Hiéu suat -
Tam dwng Zero
X | ,
- Khuyeét tat &
Chat Iéym lai Lo
lwong ' ]
Ti lé tiéu hao Min
V3&4



- 90%
TIEM THUC

10%
Y THUC
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1. EMPOWER — NANG LUONG

1. Xay dwng van hda doanh nghiép

2. Truyén théng van héa DN

3. Truyén dat boi canh & muc dich cong viéc
=> NV hiéu dwoc Vv nghia clia céng viéc
=> Biét tw duy k -

36
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PHAN LOAI NHAN VIEN

1. Dung ngwol — Bung vi tri
2. bung nguoil — Sai vi tri
3. Sal nguwoi —bung vi tri
4. Sai ngwol — Sai vi tri

a I
1. Pang ngwi 1a phu hop gia tri cot 16i

2. Pung vi tri 1a phu hop v&i nang lwe cot 16i
\ )




& 1DC
1. EMPOWER — NANG LUONG

1. Caitién sy sai hdng (Defect — virus 1)
Chon ngu¢i sai

Chon san pham sai

Cong viéc sai

Ban thanh pham sai

Nhan don hang sai.

Thong tin sai

Tat ca cac bd phan déu gay ra sai

CAP CANG CAO GAY SAI HONG
HAU QUA CANG LON

38
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2. ENERGY — NHIET HUYET

1. Nang lvong
2. Nhiét tinh
3. Tich cuc
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2. ENERGY — NHIET HUYET

1. Lam viéc hét minh.

2. Tap trung lam nhirng viéc chinh tao gia tri cho khach
hang (dac biét khach hang bén ngoai)

40
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Lang Phi la
bat ctr hoat ddng nao lam
tang thém chi phi hoac tang thoi gian,
nhwng khong lam
gia tang gia tri.

Chi phi
la nhirng thr “Chi” that sw la “Phi”



CAl TIEN KENH PHAN PHOI

Nha san
xuat

Nha san
xuat

Nguwéi tiéu
dung

se e =

Nha ban =3 Nha ban
> si lé

Ngwei tiéu
dung

CONG TY TW VAN THIET KE XAY DUNG
CONG TY KIEN TRUC

CONG TY SAN XUAT HANG HOA LON
(CAC CHUONG TRINH KHUYEN MAI)
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Cai tién lang phi “Qua nhiéu”
(Over —virus 2)

— Mua qué nhiéu
— Nguwoi qua nhiéu
— San xuat qua nhiéu
— Qua nhiéu chang loai sp
— Qua nhiéu khach hang
— No qua nhiéu

MEGAPIXL. Downloadfrom megapixl .com/25307259

— Coéng viéc qua nhiéu

47
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5 YEU TO NGUY HAI

Dominica DeGrandis

1. Qué nhiéu ban thanh phadm/ céng viéc dang thwc hién WIP (céng
viéc da bat dau nhwng chuwa két thuc).
San xuat c& 16 Ion # ¢ 16 1
San pham xyz dwoc san xuat qua 3 cdng doan A, B, C v&i th&i gian chu ky ciia moi
cong doan déu bang nhau TA=Ts =Tc = 1’.
1.Trwérng hop 1: san xuat véi ¢é 16 N = 10 SP xyz. Tire la san xuat tai cong doan A

dwoc 10 btp xong, thi m&i dem 10 btp nay sang cong doan ke tiép la B. Tiep tuc
nhw thé hét B roi sang C.

2.Trwong hop 2: san xuat véi c& 16 N = 1 SP xyz. Tirc 14, san xuat tai cong doan A
dwoc 1btp xong, thi chuyén ngay sang B. Tiép tuc nhw thé hét B r6i sang C.

3.Gia st thoi gian chuyén btp tir A sang B va sang C déu = 0.

4.Ban hay tinh ca 2 treong hop, thoi gian dé san xuat xong sp dau tién la phat thir
may? Th&i gian dé sx xong 10 sp thi mat bao lau?
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Trwong hop 1
colo =10 sp

1. Thoi gian lam xong 10
btp tai A = 10°

2. Thoi gian lam xong 10
btp tai B = 10°

3. Thoi gian lam xong sp
dau tién la phut 21.

4. Thoi gian lam xong ca
10 sp la 30°

Trwong hop 1
co’ 10=1sp

Thoi gian lam xong 1
btptaiA=1

Thoi gian lam xong 1
btptaiB=1

Thoi gian lam xong sp
dau tién la phut 3.
Thoi gian lam xong ca
10spla1?
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5 YEU TO NGUY HAI

Dominica DeGrandis

1. Qua nhiéu ban thanh pham/ cc“),ng yiéc dang
thwe hién WIP (cong viéc da bat dau nhwng
chwa két thuc).

San xuat cd 16 [6n # ¢c& 16 1
2. Qua nhiéu nhan t6 phu thudc khéng xac dinh
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Qua nhiéu nhan t6 phu thudc khéng xac dinh
A B KET QUA
b b

KET QUA
D)
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5 YEU TO NGUY HAI

Dominica DeGrandis
Qua nhiéu ban thénh phém/ cOng Viéc dar)g thwe hién
WIP (cong viéc da bat dau nhwng chwa két thuc).
Qua nhiéu nhan t6 phu thudc khdng xac dinh
Coéng viéc khéng ké hoach
Xung dot gitba cac wu tién
Cong viec bi sao nhang (cong viec da hoan thanh 1
phan) nhwng bi bd quén trén “hang ghé cho doi”
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CAN LAM

Interface

User User
Story Story

3 2

Website
User
Story

3

CHUAN BI

| VVebsne»'

Kanban Board

DANG LAM

Interface
User
Story

1

Interface
User
Story

2

PDANG LAM
THWC HIEN

DA XONG

Mobile
App User
Story
1

Mobile
App User

Story
2

PHAN HOI
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3. ENTHUSIASM — NHIET TiNH,
PONG CAM

Piéu khach hang quan tdm (di trwéc doi tha 1 bwdc)
Piéu Lanh dao quan tam
Piéu nhan vién quan tam
Piéu déng nghiép quan tam
Piéu Gia dinh quan tam
Piéu ban bé quan tam

Piéu cong ddng quan tam

N o Ok owwbdE
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MA TRAN NG XU VAN NANG

MINH NGUOI KHAC
MINH LA MINH C‘L"JNG NHU
MINH CHINH MINH NGU Ol KHAC

(Tw tin) (kiém soat cam xuc)

NGUOl KHAC NGUOl KHAC
NGUOlI KHAC | CUNG NHU MINH LA NGU'O'l KHAC
(Pong cam) (Tén trong khac biét)
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NGHE THUAT THUYET PHUC

1. Bang chirng 5W1H
2. =>Toitinrang............
3. TOI kéu gol har
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NGHE THUAT PHAN DOI

1. Bat dau than thién (cau chao dén), Khong tan
thanh khéng phan doi

2. Bang chtrng 5W1H

3. =>Toitinrang............
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CAI TIEN TiNH SAN SANG A

A = Thoi gian lam viéc thwe té clia mét
ngwdi/ Thdi gian lam viée ké hoach cla
MmOt ngu ol (S O,

 Muc tiéu 90% - 100% \ -
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1. PASSION - SAY ME

LUA CHON CONG VIEC
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1. PASSION = SAY ME

1. Cai tién sai hdng (Defect — virus 1)
2. Cai tién du thra, qua nhiéu (Over — virus?2)
3. Caitién sw chd doi (Wait — virus 3)
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2. PATIENCE - KIEN TRI

1. Kién tri nghi lwc sé thanh cong
2. Ky luat, tw kiém soéat ban than
3. Khong lang phi tai nang (Not use talent — virus 4)
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16/6/1934,
Glenn
Cunningham
chay cw ly mot
dam trong th&i
gian 4:06.8
phut, pha vo ky

“Cha me tai ludn nuti day ching tai béng nguyén téc khang bao gitr keu ca, phan nan vé bét cﬁ diéu gi.
Phbn nan vé nhitmg diéu tai khong thé kiém soat s& kim hém nhimg diéu t0i dang cd géng thyc hign.
T0i chi dé cho viec chay ciia minh néi thay tét ca”. )

Glenn Ennmnglum

> =Y
4.2 CUNNINGHAM
| (4.08.1909

—10.5. 1988)




;p,) ':.\p}_' ' . :ﬁ' (A A . N o
S “T6i ludn tin rang toi
‘. O .
.cO con duodng.
- " X 1 V4 )\
thworng, va do la sy

N that. Gio day toi sé
chay va chay nhanh

hon bat ky nguoi

9

nao khac!”, Glenn

N&u ban khang dam ddng lén vi mot diéu qi da,
ban cd thé guc ngd vi bat co diéu gi

ohat bidu nhu thé
sau khi 1ap ky luc thé

Glenn Cunningham gl()’l 65
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2. PATIENCE - KIEN TRI

Kién tri cdi tién sai hdng (Defect — virus 1)

Kién tri cai tién ch® doi (Wait — virus 3)

> W

4)

Kién tri cai tién dw thira, qua nhiéu (Over — virus 2).
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3.
CHUYEN NGHIEP, THANH THAO
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3. PROFESSIONALIZATION —
CHUYEN NGHIEP, THANH THAO

 Chat lwong tuyét voi
« Toc dd tuyét voi
* Thanh thao, chuyén mon gioi
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REASON or RESULT
LY DO hay KET QUA
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LY LUAN CUA NGUOT THANG CUOC & KE THUA CUOC

J,é ANG CUOC THUA CUOC
. Luon déng gop y kién giadi quyét 1. Lubn gay ra van dé
van dé 2. Ludn dua ra ly do bién bach
. Lu6n dua ra giai phap 3. Ludn ndi “Khong phai viéc cua
. Ludn ndéi “ Hay dé toi lam cho” toi”

. Ludn thay dugc “Giai phap trong 4. Ludn thay “Van dé trong moi
moi van dé” giai phap”

. Ludn ndi “Mac du khé nhung lam 5. Ludn néi “C6 thé nhung khé
dugc” qua”



A

T6i mudn thay doi,
NHUNG........NEN

Toi qua gia

TOi qua tre

To6i khong thdng minh
To6i khong c6 tién

To6i khong cd thai gian

1.

2
3
4,
5

Nén toi hoc thém IT

. Nén t6i Iang nghe dan anh

. Nén t6i doc sach, nang kién thirc

Nén t6i nang cao nang suat

. Nén toi sap x€p cong viéc theo

thdr tu' vu tién
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3. PROFESSIONALIZATION —
CHUYEN NGHIEP, THANH THAO

Cai tién sai hong (Defect — virus 1)

Cai tién dw thtra, qua nhiéu (Over — virus 2).

Cai tién chd doi (Wait — virus 3)

Khéng lang phi tai nang (Not use talent — virus 4)
Cai tién sy van chuyén (Transportation — virus 5)
Cai tién ton trir (Inventory — virus 6)

Cai tién thao tac (Motion — virus 7)

Loai b nhirng diéu lam qua mirc can thiét (Exceed
processing — virus 8)

© NO Ok bR
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DOWNTIME

Defect Sai hong Transportation

~ Van chuyexn

/’j Inventory

ﬁ' Ton triv

Over production
Qua nhieu

Wait Ché& doi o < Motion Thao tac

Not use talent Exceed processing
Khéng st dung Gia céng/xwr ly
tai nang qua murc can thiét

8 VIRUS LANG PHI



4"% TDEACH TiNH LO1 NHUAN CO BAN

. Doanh thu ban hang

Cac khoan giam triv

. Doanh thu thuan

Gia thanh san xuat

Chi phi quan ly va chi phi ban hang

Bt L e e e P e e e b

. L3i trwéc thué

Thué

6.

Cong thire: ROS (return on sales) =

Lai rong.
Loi nhuan

Doanh thu thuan
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1. INTELLECTUALIZATION -
LAM VIEC BANG TRI TUE

1. Quan sét rat tot
—  Nguyén vat liéu thé nao la chuan
—  May thé nao Ia chuan
— D6 g3, dung cu
—  Binh vj khi chuyén déi dé ga
—  Lap quy trinh chuan
—  Tuéan thu checklist/ quy trinh.
2. Chuyén nghiép hai ngay nhirng qua thap
3. Nhan biét & Cat gidm 8 virus lang phi (lam cho nhan vién 1am viéc
théng minh hon ch& khéng phai cay nhiéu hon, ap lwc hon, kho
sai hon)

q}zTc
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2. IMPROVEMENT - CAI TIEN
« Cai tién nhod
« Caitién lién tuc
e K

80
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KAIZEN - CAI TIEN
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5W 1H & ECRS

Cac cau hoi 5W 1H Khung ECRS
Tai sao? Loai
> bo
Cai gi? ~
Ket
o hgp
dau? > .
Khi nao? Sap xéep
lai
Ai?
‘ > Pon gian
Bang cach hoa

nao-?
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© NOoO Ohs bR

2. IMPROVEMENT - CAI TIEN

Cai tién sai hdng (Defect — virus 1)

Cai tién dw thira, qua nhiéu (Over — virus 2).

Cai tién chd doi (Wait — virus 3)

Khéng lang phi tai nang (Not use talent — virus 4)
Cai tién sy van chuyén (Transportation — virus 5)
Cai tién ton triv (Inventory — virus 6)

Cai tién thao tac (Motion — virus 7)

Loai bé nhirng diéu lam qua mirc can thiét (Exceed
processing — virus 8)
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3. INNOVATION — SANG TAO

nwong p
nwong p
nwong p

nwong p

na
na
na

na

p cOng (+)
p trwe (-)

Ap nhan (X)
p chia ()
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T

C

L e A

RAO CAN SANG TAO

Suwrc manh thoi quen
Pinh kién

Lé thworng van nhw vay
Khong chiu hoc tap
Cam xuc — 3C

86
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— 3

8 VIRUS — DOWNTIME
5 YEU TO NGUY HAI

N&ng suét — C
Gia ca - D

hat lwgng

ng hamn
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6”& BAI TAP KAIZEN

L IR 5 13 | T

PR @ 1 11 { U 4 )

3. BO Phan: ..t e

4. Noi dung cai tién: Néu ro:

- Piéu gi can cai tién? Bang cach nao? Va khi nao xong? (What by how/ When)
- Piéu can cai tién: Tang hodc giam.

Sit Diéu gi can cai tien? Bang cach nao? (What khi nao xong
) (When)




& TDC

Vi DU BAI TAP KAIZEN

1. Ho tén: TRAN VAN X

2. Chire vu: NHAN VIEN IN
3. B¢ phan: IN 4 MAU

4. Noi dung cai tién:

- Piéu gi can cai tién? Bang cach nao? Va khi nao xong? (What by how/
When)

- Di€u can cai tien: Tang hoac giam.
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(cai tién nay khdng néu cu thé sai sét 1a gi?)

SAl

PI X ;/\ @- > I‘X- . . N

(céi tién nay néu rd diéu cai tién nhwng khdng chi ra
bang cach nao).

SAl

Giam 16i in sai mau bang cach lam vé sinh mang mwc (cai tién nay khdng néu ltc nao
sach, khéng con mau ci trwéc khi in mau maoi. thi hoan thanh)

SAI

Giam 16i in sai mau bang cach lam vé sinh mang muc 29/09/2020

sach, khong con mau ci trwéc khi in mau maoi (cai tién nay khéng néu luc nao
SAl thi bat dau)

Giam 16i in sai mau béng cach lam vé sinh mang muyc 15/9/ 2020 - 29/09/2020
sach, khong con mau ci trwéc khi in mau maoi.
DUNG



Dieu gi can cai tién? Bang cach nao? (What
by how)

khi nao xong (When)




}PHEU
KAIZEN

I

Giai L an 1: th wéng
nh 6

Gial L an 2: th wéng

l Vura

100 Y T UONG =
nUQC TH UC HI EN

- T' .
oN Giai L an 3: th wéng Ién
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Cau haéi 6n tap

=

3E 3P 3l la gi?
Khi nao doanh nghiép ban phai Kaizen?

. Yéu t6 ndo dem lai thanh céng cho viéc trién khai
Kaizen?

W N
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Lo két

Tw duy Kaizen sé& cung cap cho ban nhirng yéu t6 nén tang
can thiét dé hd tro cai tién lién tuc. Chwong trinh kaizen
cla nhiéu cong ty da dwoc chirng minh la rat thanh céng
trong viéc cung cap cho céac td chirc tam nhin, trong tam va
dong Iwc dé bién tinh gon tr& thanh mét phan cha hoat
déng kinh doanh.

Toi hy vong rang ban sé nam bat dwoc cac khai niém vé
ban chi dao kaizen, nha vo dich kaizen, hé thong giao tiép
tinh gon, theo d6i, hé tro sw kién kaizen va nhiéu y twéng
khac va lam cho chung phu hop véi van héa déc dao trong
coéng ty cta ban. Chi khi do, ban m@i co thé thanh cdng voi
kaizen. T6i chic ban gdp nhiéu may man véi nhivng né lwc
tinh gon cua minh.
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Tai liéu tham khao

1. Creating-a-Kaizen-Culture_-Align-the-Organ-Jon-Miller
2. Kaizen-and-Kaizen-Event-Implementation-Chris-A.-Ortiz
3. MODULAR KAIZEN -Continuous and Breakthrough
Improvement, Grace L. Duffy, ASQ Quality Press
Milwaukee, Wisconsin

4. Tai liéu Kaizen do Tran Binh Clru bién soan va cap nhat
2020.
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GIO1 THIEU VE TO CHU'C CUA MINH

Cdng ty TNHH Tw Van Tran Dinh Ctru (TDC)

Pja chi: 163A-165 Bau Cat 1, P.12, Q. Tan Binh, Tp. H6 Chi Minh.
DT: (028) 38492631 0913.918.854  Email: tdc@trandinhcuu.com
MST: 0302337803

Puwoc thanh 1ap nam 2001, cung cap dich vu tw van va dao tao thudc
cac linh vuec:

1ISO, IATF, HACCP, GMP, BRC, IFS, FSSC, OHSAS, SA, WRAP,
BSCI & CAC TIEU CHUAN VE HE THONG QUAN LY

5S, KAIZEN, QC, IE, SS, QCC, TPM, JIT, LEAN, SIX SIGMA, TQM,
BSC, KPI, MALCOLM BALDRIGE, GIAI THWONG CHAT LUONG,
TAI CAU TRUC & QUAN TR| LO1 NHUAN TOAN DIEN


mailto:tdc@trandinhcuu.com
mailto:tdc@trandinhcuu.com
mailto:tdc@trandinhcuu.com

,‘;Tc

Pa va dang tw van hon 992 Doanh nghiép, v&i 1640 Dw an
da dwoc trién khai.

Théng qua céac gia tri “TIN CAY + LAM VIEC TAP THE +
HIEU QUA”. TDC xay dwng va phat trién ddi ngl nhan vién
va chuyén gia chuyén nghiép trong linh vwec tw van quan y.
Hinh thanh quan hé gilra chung ta va khach hang la Ban,
cung xac dinh, thwe hién cac gidi phap tw van phi hop nham
dat dwoc 6 WINSs.

(6 WINs = Logi ich cho khach hang, cong ty, nhan viéen, gia
dinh, xa hoi va céng déng)



4"% TDC Bai kiém tra cudi khéa

—t

5 (6 =3 s

]

O e VU e
3 B0 PRI e
4. Noi dung cai BT N B T8 oo
- Piéu gi can cai tién? Bang cach nao? Va khinao xong? (What by how/ When)

- Piéu can cai tién: Tang hodc giam.

Stt | Diéu gi can cai tién? Bang cich nao? (What by how) | khi nao xong (When)

1

]




£ TDC Pap an
5 p

s

1. HO 181 TRAN VAN X oo oo e e e e e ee e e ee e e e e s e e s es e es s en e eseeenees
2. Chite vu: NHAN VIEN IN
3.Bo phan: IN 4 MAU

4.Nboi dung cai tién:
- Diéu gi can cai tién? Bang cach nao? Va khi nao xong? (What by how/ When)

- Diéu can cai tien: Tang hodc giam.

khong con mau cii trede khi in mau maéi

Stt | Piéu gi can cai tien? Bfmg cach nao? (What by how) | khi nao xong (When)
1 Giam 161 in sai mau bang cach lam vé sinh may moc sach, 30/08/2020

Lwu y: Day chi la Vi du mau




