
KAIZEN NHAT BAN: BAI HOC KINH NGHIEM CHO CAC DOANH NGHIEP 
VIET NAM 

Jriet ly quan ly cua ngudi Nhat -
Kaizen da dugc ap dung rdng rai va 

thanh cdng tai cac cdng ty Nhat trong vong 
ban 50 nam qua, ddng gdp Idn vao sir phat 
trien ciia timg doanh nghiep ciing nhu toan 
bd nln kinh t l Nhat Ban. Tuy nhien, tai Viet 
Nam, Kaizen chi mdi phd bien trong vai 
nam gan day va chi mgt sd it cac doanh 
nghiep quan tam den triet ly quan ly nay. 
Bdi vay, Kaizen chua trd thanh mgt trilt ly 
quan trgng, chua dugc hieu va ap dung diing 
tai cac cdng ty. Bai viet nay xin gdp phan 
giiip cac doanh nghiep Viet Nam hieu them 
ve tam quan trgng cua Kaizen - cAi TIEN 

LIEN TiJC cung nhu each tbdc trien khai triet 
ly nay trong boat dgng kinh doanh. 

Muon triln khai trilt ly cAi TIEN LIEN TUC 

thanh cong, trudc tien cac doanh nghiep can 
hieu va tuan theo 10 nguyen tac cdt loi trong 
Kaizen. 

y. Nguyen tdc thir nhdt: Tap trung vdo 
khdch hdng 

Mgt nguyen tac bat bien hang dau trong 
quan trj kinh doanh hien dai la san xuat va 
cung d p djch vu theo djnh hudng thj trudng 
va dap irng nhu cau cua khach bang. Mdt 
cong ty djnh hudng khach hang la mdt cong 
ty CO thi xac djnh rd ddi tugng khach hang 
cung nhu nhu cau cua hg va djnh vj khach 
hang hien tai tuomg lai cua minh. Day la 
cdng ty ma boat ddng san xuat kinh doanh 
dugc quan sat bang con mat ciia chinh khach 

Nha n"hicn ciiu 

TONG THUY UNH* 

hang. Cdng ty thudng xuyen giam sat gia tri. 
ciia san pham, djch vu da va dang cung d p 
cho khach hang va luon luon tim mgi each 
de cai tien chiing. Cac cong ty, xi nghiep 
boat dgng kinh doanh theo phuang thirc 
quan ly kieu truyen thdng lac hau trudc day 
da khong con thich hgp va kho co the tin tai 
lau dai. Khach hang hien nay cd nhilu quyln 
ban trong viec lira chgn doi vdi nhung san 
pham va djch vu ma hg mudn mua. Hg lira 
chgn san pham, djch vu dura vao nhan thirc 
ve chat lugng va gia trj ciia chiing. Bdi vay 
cac doaiih nghiep can nam dugc nhung yeu 
to quyet djnh gia trj va sir hai long ciia khach 
hang. Khd khan Idn nhat doi vdi doanh 
nghiep la phai dam bao cd dugc sir nhan 
thirc day du cua tat ca mgi ngudi trong cdng 
ty ve khach hang va dam bao sao cho khong 
chi CO nhirng ngudi true tiep lien quan den 
viec ban hang va djch vu mdi la nhirng 
ngudi duy nhat trong cong ty cd the danh gia 
va hieu biet khach hang. Dieu dd cung co 
nghTa la mgi ngudi trong to chirc deu phai 
suy nghT ve cdng viec cua hg dudi goe do 
lam sao de cung cap gia trj cho khach hang. 

Tuy cac cdng cu Kaizen cua triet ly chii 
yeu tap trung vao cai tien va quan trj chat 
lugng san pham, song muc tieu cuoi ciing la 
nham phuc vu khach hang, gia tang Igi ich 
san pham de toi da boa sir hai Idng cua 
khach hang. Ngudi hudng Igi cuoi ciing 
chinh la khach hang nen bat cir hoat ddng 
nao khong nang cao gia trj ciia san pham va 
khong nang cao sir thoa man ciia khach hang 
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thi deu bj loai bd. Triln khai Kaizen, nhlt 
thiet doanh nghiep phai can cir theo nhu d u 
cua khach hang va cd gang dap irng nhu d u 
dd. Trudng hgp cd the ke den la may nghe 
Sony Walkman dugc tung ra thj trudng vdi 
hang tram hinh dang va kich cd khac nhau, 
dap irng sd thich da dang cua ngudi tieu 
diing. Cac cdng ty ciia Nhat Ban nhu Sharp 
va Canon cung thudng xuyen lam thda man 
khach hang khi pha iron cac cdng nghe khac 
nhau vao ciing mgt san pham nhu ky thuat 
nhiep anh vao cac may van phdng. 

2. Nguyen tdc thir hai: Ludn ludn cai tien 
Trong thirc te khdng cd cai gi tdn tai vTnh 

ciim, tat ca cac he thdng deu di den sir xuong 
cap sau khi chiing dugc thiet lap. Bdi vay, de 
cai thien hoac duy tri mdt he thong nhat thiet 
phai cd nhiing nd lire lien tuc. Dieu nay cung 
dimg trong triet ly Kaizen. Khi khong cd su 
no lire cai tien lien tuc thi su xudng cap la 
khdng tranh khdi. Theo dd, hoan thanh cong 
viec khdng cd nghTa la ket thiic cdng viec ma 
chi la hoan thanh d giai doan nay trudc khi 
chuyen sang mgt giai doan ke tiep. Nguyen 
tac nay da cai tien thdi quen cua nhan vien 
thudng chuyen ngay sang mdt cdng viec mdi 
khac ngay sau khi thanh cdng mdt nhiem vu 
nao do. Cac tieu chuan ve ky thuat, mau ma 
san pham va chi phi hien tai cua cdng ty se 
khdng con phii hgp vdi nhu cau ciia khach 
hang trong tuong lai. Do dd, neu doanh 
nghiep tap trung cai tien mau ma, nang suat 
va chat lugng san pham hien tai thi se hieu 
qua ban rat nhieu. Dieu nay mang lai nhieu 
Igi ich cho doanh nghiep, tiet kiem chi phi 
lan thdi gian so vdi viec san xuat ra mgt san 
pham mdi va tdi da hda Igi ich cho khach 
hang. Bdi vay, qua trinh cai tien san pham, 
djch vu ciia doanh nghiep can dugc lap ke 
hoach rd rang va thue hien mdt each lien tuc. 

Trong cac nha may tai Nhat. nhieu nhan 
hieu san pham dien tir, d td... mdi ra ddi da 
lien tuc chiem ITnh thj trudng toan cau. \di 
tdc do va doanh sd gia tang deu dan. Tai sao 
cac san pham "made in Japan" lai co dugc 
nhiing thanh cdng rue rd nhu vay? Bi quyet 
chinh la Kaizen - triet ly quan ly - cAi TIEN 

LIEN TUC ciia ngudi Nhat. Cac nha san xuat 
da lien tuc cai tien nhirng san pham trudc dd 
de dap irng nhu cau ciia khach hang, chi co 
mdt sd it la san pham mdi. Qua trinh danh 
gia va cai tien lien tuc cua cac ky su Nhat da 
gat hai dugc nhiing san pham va thuang hieu 
"ddi mdi" hang dau the gidi nhu NLSSAN. 

HONDA. TOYOTA. MITSUBISHI. MATSUSHITA. 
SONY, SANYO, HITACHI... Ely vi dil nhu thanh 
cdng ciia Toyota tren dat My, danh bai hai 
dai gia General Motors va Ford. Nguyen 
nhan quan trgng la hai hang xe tren co qua 
nhieu nhan hieu phai quan ly nen cai tien 
hay lam mdi cac nhan hieu nay luon ton 
nhieu cdng sire, thdi gian, va tien bac. Hang 
GM cd den 11 nhan hieu khac nhau (chua ke 
cac nhan hieu ciia ddi tac), cdn Ford cd 9 
nhan hieu. Trong khi dd, Toyota chi co 3 
nhan hieu la Lexus, Scion va Toyota nen 
mudn lam mdi cac ddng xe, Toyota chi can 
dau tu it cdng siic, thdi gian va tien bac ban 
hai dai gia tren. 

3. Nguyen tdc thir ba: Xay dung "vdn hdo 
khdng dd Idi" 

Dau tien, doanh nghiep can xay dung tinh 
tu giac, y thirc trach nhiem trong cdng ty 
thdng qua viec ban hanh nhirng quy djnh, 
che tai lao ddng. Tren co sd dd, nha quan ly 
duy tri va cai tien mdi trudng lam viec thira 
nhan cac van de mdt each thang than, thu hiit 
tat ca cac nhan vien tham gia. Tirng ca nhan 
tir nhan vien thap nhat den can bd lanh dao 

16 NGHIEN CflTU OdNG BflC fl. Sd 4(98) 4-2009 



Nghien cicu khoa hoc 

cao nhat deu phai tu chju trach nhiem hoan 
toan ddi vdi cdng vice dugc giao. 

Ddi \di cdng chung. khach hang, mli 
cdng t\. doanh nghiep cung phai xay dung 
mgt mdi trudng "van boa khong dd loi". Vi 
la doanh nghiep djnh hudng khach hang nen 
viec thda man khach hang phai la muc tieu 
\a ddng luc ddi vdi toan bd doanh nghiep. 
Khi cd van de, khd khan xay ra, doanh 
nghiep can xin loi va tu giac nhan trach 
nhiem ve chinh minh. Tren co sd d6, mli 
thanh vien co gang sira Idi, hoan thanh tit 
nhiem vu dugc giao, ddng gdp vao thanh 
cong ciia tap the, xay dung cdng ty ngay 
cang virng manh. 

4. Nguyen tdc thir tu: Thiic ddy mdi 
trudng vdn hod ma 

Mgt trd ngai Idn thudng hay xay ra la da 
so mgi nhan vien khdng mudn n6i ve nhirng 
loi ca nhan va khdng thich su thay doi. Bdi 
vay. muon xay dung dugc mgt moi trirdng 
"van hoa khong dd loi" thi can thiic day su 
cdi md noi lam viec. Mdi trirdng van boa md 
giiip nhan vien manh dan ndi ra sai sot, khd 
khan trong cdng viec va yeu cau dong 
nghiep hay lanh dao giiip dd. Ben canh dd, 
nha quan ly can xay dung tdt he thong thong 
tin quan ly ngi bg dc mgi nhan vien cd the 
chia se va trao ddi kinh nghiem. thong tin 
vdi nhau. \di cac bd phan. vdi lanh dao 
trong toan cong ty va ngugc lai. 

5. Nguyen tdc thir nam: Khuyen khich 
phuang phap lam viec theo nhom 

Mgt trong nhirng phuong phap bti-u hieu 
dl phiit buy sang kiln la giiip ngudi lao ddng 
tham gia lam \iec theo nhdm. Cac cdng ty 
lurdc ngoai. dac biet la cac cdng ty Nhat Ban 
da hd trg rIt tit \ a khuyin khich ngudi lao 
dgng lam vice theo nhdm. Bdi thdng qua 
boat ddng theo nhom. nhirng de xuat. sang 

kien cai tien cua nhan vien dugc hien thirc 
boa: ky nang va kien thiic ciia ngudi lao 
ddng dugc nang cao. Tuy ngudi lao ddng 
Viet Nam cdn xa la vdi ky nang lam \iec 
theo nhdm, td chirc boat dgng theo nhdm 
nhung neu dugc khuyen khich phat trien thi 
se giiip ngudi lao dgng Viet Nam nang dgng 
ban, hang hai bom trong boat ddng cai tien. 
Nhom cd the boat dgng trong nhieu ITnh \ irc 
nhu nhom chat lugng - tim each giam ty le 
san pham sai hong, nang cao chat lugng; 
nhom tiet kiem - tim each giam lang phi 
nhien lieu, thdi gian.... Vi du nhu tai cdng ty 
Den binh Orion - Hanel, so lugng nhom da 
tang tir 5 nhom vdi 25 thanh vien nam 1998 
len 42 nhom vdi 320 thanh vien nam 2003. 

6. Nguyen tdc thir sdii: Qiidn ly theo chirc 
ndng cheo 

Sir thanh cdng ciia doanh nghiep djnh 
hudng khach hang khong chi phu thugc vao 
ket qua cong tac tot ciia tirng bg phan rieng 
re mil con phii thugc vao \icc phoi hgp tot 
cac boat dong ciia cac bd phan khac nhau. 
Thue te cho thay. cac bd phan trong doanh 
nghiep thudng co xu hucVng tang toi da Igi 
ich ciia bg phan minh, chir khong vi Igi ich 
ciia cong ty va khach hang. Vi du, bd phan 
ban hang voi vang cam ket ngay vdi khach 
hang \c san pham, djch vu ma khdng can 
tim hieu can ke nhu cau \a mong mudn thue 
sir ciia hg la gi. ciing khong can biet lieu bg 
phan san xuat, bg phan bao hanh cd kha 
nang dap irng dugc khdng, ma chi vi de hoan 
thanh chi tieu doanh thu ciia bg phan. Tirng 
bg phan deu tao nen nhirng trd ngai gay 
cham tre cho viec giao hang va giam chat 
lugng phuc vu khach hang. De giai quycl ion 
tai nay can chii trgng nhieu ban den viec 
quan trj hai hda nhirng qua trinh kinh doanh 
cot loi, vi hau bet nhumg qua trinh nay dlu 
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doi hoi dau vao va sir hgp tac dan cheo ve Kaizen gan 10 nam cho thay: "Ngudi lanh 
chirc nang. Bdi vay, mdt cong ty mudn trien dao phai hgc tinh kien nhan va tdn trgng tinh 
khai Kaizen thanh cdng thi phai quan ly cac tu chu cua ngudi lao ddng". Cd trudng hgp, 
du an ket hgp cac bg phan chirc nang. Theo giam ddc nhin thay sir chua hgp ly cua nhan 
nguyen tac nay, cac du an dugc lap ke hoach vien nhumg khdng dam cd y kien nang Idi 
va thue hien tren ca sd ket hgp ngudn lire tir bdi dng quan niem dd la sir tdn trgng y kien 
cac bd phan, phdng ban trong cdng ty, ke ca ca nhan va tinh tu chii cua mdi ngudi. Ciing 
tan dung ngudn lire ben ngoai. Mdt minh vdi thdi gian, sir kien tri trong trien khai triet 
chirng dien hinh la Tap doan Boeing da ket ly, cdng ty ciia dng da thay ddi tirng ngay va 
hgp cac bg phan trong ndi bg cdng ty lien dat dugc thanh cdng trong Kaizen. 
ket vdi khach hang tiem nang va cac nha 8. Nguyen tdc thir tdm: Ren luyen y thirc 
cung cap de ciing san xuat the he may bay ky lugt tu giac 
mdi, Boeing 777 de san xuat phan than va Hoat ddng Kaizen khong the thanh cdng 
canh may bay. Ket qua la khdng nhirng neu thieu y thirc ky luat tu giac ciia ngudi 
Boeing giam dugc chi phi va thdi gian san tham gia, nhan vien ciing nhu nha quan ly. 
xuat, ma cdn kiem soat dugc lang phi ve Vi vay, tai cac cdng ty da thue hien Kaizen 
nguyen vat lieu, thdi gian va nhan cdng. Hon thanh cdng trong thdi gian dai nhu Toyota, 
the nii'a, sir hai long cua khach hang vdi san Nissan..., y thiic ky luat tu giac cua tirng 
pham ciia cdng ty da tang len rd ret. thanh vien trong cdng ty rat cao. Day la mgt 

7. Nguyen tdc thir bdy: Nudi duang "quan yeu td quan trgng giup Kaizen trd thanh mgt 
he hiru hdo " thdi quen, nep suy nghT trong trien khai cong 

Ngudi lao dgng chi cd thi duy tri y thirc, viec cua tirng nhan vien. Bat ke sir ap dat 
ky luat lao dgng khi tir lanh dao cao nhat tdi ciia lanh dao, Kaizen se khdng the thanh 
cac ban bd cap trung guomg mau, ton trgng cong neu khdng thu hiit dugc ddng dao nhan 
va thue sir tin tudng vao tiem nang cua hg, vien tham gia. Tai Viet Nam, y thue ky luat 
dii xir cong bang va thang than vdi hg. De tu giac cua ngudi lao ddng cdn kem so vdi 
dat dugc dilu nay, ngoai viec xay dung mdi ngudi lao ddng d cac qudc gia khac nen viec 
trudng van hda md, van hda khdng dd Idi, trien khai Kaizen trong cac doanh nghiep 
nha lanh dao cin nudi dudng mdi quan he tdt thudng gap nhieu khd khan va chua di vao 
ddi vdi mgi nhan vien. Cd nhu vay, tinh than chieu sau, chi mang tinh phong trao. Do d6, 
doan kit trong ndi bg cdng ty, van hda tap de ap dung Kaizen nha lanh dao can duy tri 
thi mdi phat triln. Tai Nhat, cac doanh va nang cao cdng tac xay dung, ren luyen y 
nghiep thudng dau tu nhieu cho cac chuang thirc ky luat cho mgi nhan vien trong mgt 
trinh dao tao ky nang giao tiep cho nhan thdi gian dai. Nhiem vu cua nha lanh dao la 
vien, dac biet la cac khoa dao tao danh cho chuyen ddi nhirng ngudi thira banh mien 
nhirng ngudi quan ly va lanh dao, bdi le dd cudng thanh nhirng ngudi lam viec tu 
la nhirng ngudi cd trach nhiem cao nhat dam nguyen. Neu ban lanh dao mgt each menh 
bao cho qua trinh giao tiep trao ddi thdng tin lenh, ba dieu xau se xay ra: nhan vien bj ap 
mdt each tdt dep nhat. Kinh nghiem ciia lanh lire thu dgng ma khdng cd ddng co lam viec. 
dao mgt cdng ty tai Nhat da trien khai 

18 NGHIEN CflTU OdNG B^C fl. SO 4(98) 4-2009 



Nghien cicu khoa hoc 

nang vc qu> trinh nhe \e thue chit, td 
chirc khdng phat triln. 

9. Nguyen tdc thir chin: Thdng tin din moi 
nhan vien 

Mdt trong nhirng dac dilm cua Kaizen la 
thu hut ddng dao ngudi lao ddng tham gia 
cimg cam ket manh me ciia nha lanh dao. Do 
do, \ ice thdng tin tir ngudi quan ly din nhan 
vien can dam bao cac ylu t l kjp thdi, chinh 
xac, day du, dung doi tugng. Nhan vien 
khong the hoan thanh dugc nhiem vu khi 
chua hieu muc tieu, yeu clu ciia lanh dao 
cung nhu gia trj, ket qua kinh doanh ... ciia 
cong ty. Viec duy tri mdt he thdng thong tin 
day dil, rd rang, nhanh chdng trong cong ty 
se giiip cho vice trien khai chien luge kinh 
doanh, du an cai tien dat hieu qua va thiic 
day nhan vien hang hai lam viec. 

10. Nguyen tdc thir mudi: Thiic ddy ndng 
sudt vd hieu qua 

Nam 1948, "Lien hiep cac nha bac hgc va 
ky su Nhat" da td chii'c hang loat cac 
seminar va hdi thao ve quan ly chat lugng. 
Nam 1949, chinh phii Nhat da dua ra chuang 
trinh nang cao chat lugng hang hda va keu 
ggi cac td chii'c doanh nghiep tham gia tich 
cue de dua no vao trong cugc sdng. Dau 
nhirng nam 60, phong trao vi chat lugng cao 
d Nhat chuyin sang giai doan phat trien mdi 
va day cung la thdi diem ma Kaizen dugc ap 
dung trong cac cdng ty. Ben canh viec xay 
dung he thing dl xult y tudng Kaizen Teian 
nhlm thu thap y kiln ddng gdp cua nhan 
vien, doanh nghiep Nhat cung thanh lap cac 
tl, nhom chit lugng. Nlu nam 1962, tai 
Nhat chi cd 3 nhdm chit lugng dugc thanh 
lap thi din nam 1968 da cd 16.000 nhom 
chit lugng. Kit qua la chit lugng hang boa 
Nhat dat tieu chuIn hang dau tren thi gidi 
chi trong \ ong mdt thap ky. Ra ddi tir phong 

trao nang cao chat lugng. muc tieu chinh ciia 
triet ly Kaizen la thue day nang suat va hieu 
qua cong viec. tao ra san pham. djch \ u \ di 
nang suat va chat lugng cao nhat, chi phi -
thdi gian - lang phi thap nhat. tdi da h6a Igi 
ich cho khach hang. Bdi vay. viec ap dung 
Kaizen la tdng hgp ciia cac phuang phap: 
dao tao da ky nang; khuyen khich \ a tao ra 
dgng CO lam viec; xay dung tinh than trach 
nhiem trong cong viec: phan quyen cu the... 
nham tao ra chuan muc mdi trong nang suat 
va hieu qua cong viec. 

So vdi cac phuang phap khac nhu Lean 
hay 6 Sigma, Kaizen co uu the ban bdi tinh 
dan gian. Cac doanh nghiep Viet Nam hoan 
toan cd the ap dung Kaizen thanh cong khi 
da hieu diing va ap dung triet de tricl ly nay. 
Lanh dao cac cdng ty cd the chgn Kaizen De 
xuat cai tien, Kaizen He thdng (cai tien quy 
trinh: he thong, dieu kien, phuang phap van 
hanh) va Kaizen Ca khi de ap dung hoac ket 
hgp ca ba. Trong dd, cd the gop Kaizen Tie 
thong vii Kaizen Ca khi lai vdi nhau, ggi 
chung la Kaizen Event hay Du an cai tien de 
phan biet vdi Kaizen De xuat cai tien. Ngay 
tir khi bat dau thue hien Kaizen, doanh 
nghiep can bat dau tien banh vdi 5S vi no la 
diem cot yeu trong cac boat dgng ve Kaizen. 
Khong thue hien 5S se khong the tien hanh 
cac boat dgng khac. Lgi ich ciia 5S chinh la 
moi nhan vien cd the tham gia boat dgng nay 
ma khong can phai co kien thirc hoac ky 
nang lien quan den Kaizen. Mat khac, ket 
qua ciia viec thue bien 5S kha ro rang, tao ra 
mgt phuang thirc lam \ iec mdi: khoa hgc, be 
thdng va hoan thien ban. Mdi trudng song, 
lam viec trd nen sach se. ngan nap ban; tai 
lieu, trang thiet bj phuc vu cho cong vice 
dugc sap xep de thay, de lay, de tim; dieu 
kien ho trg luon thuan tien va san sang. Dieu 
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nay cd nghTa la tiet kiem dugc nhieu thdi tudng, bdi: nhan vien la ngudi biet rd nhiing 
gian ma vdn dT trudc day bj danh cap do van de, cac lang phi xay ra trong cdng viec 
chinh boat ddng khdng chuIn tac ciia nhan hang ngay, khu vuc lam viec cua bg; y tudng 
vien. Bdi vay, boat ddng nay rIt hiiu hieu ciia nhan vien dugc de xuat se khuyen khich 
trong viec ciing cd tinh than cua nhan vien sir ddng gdp y tudng cua cac nhan vien khac; 
va md dau cho viec ap dung Kaizen trong de xuat y tudng cai tien la mdt each tu hgc 
toan cdng ty. va nang cao ky nang lam viec ciia nhan vien; 

Tai Viet Nam nhieu doanh nghiep da triln de xuat y tudng cai tien giup nang cao y thirc 
khai Kaizen/5S nhung ty le doanh nghiep dat va phat triln ban than cua nhan vien; nhan 
dugc thanh cdng cdn it, cdng ty Thiiy dien vien se cam thay hirng thii va nhiet tinh ban 
laly la mgt trong nhiing vi du dd. Sau 7 trong cdng viec. Mdt luu y cho doanh nghiep 
thang thue hien vdi 6 bude tien hanh, thang la nha quan ly phai djnh hudng nhirng ngi 
4 nam 2008, cdng ty Thuy dien laly da dugc dung can gdp y den tirng nhan vien. Tai 
cac chuyen gia cua Trung tam Nang suat nhieu cong ty, do cdng tac thdng tin ve trien 
Viet Nam (VPC) va Jaica danh gia dat 505 khai Kaizen khdng tdt nen da xay ra trudng 
diem thirc hanh 5S tren tdng sd 600 diem tai hgp nhan vien hieu lam. Hg chi de xuat y 
cac khu vuc, tuong irng vdi ty le 83,8% va kien lien quan den luong bdng, che do dai 
vugt mire yeu cau cap chinh chi (70%) la ngd thay vi de xuat y tudng cai tien. Mat 
13,8%. Day la doanh nghiep dau tien d mien khac, khi nhan vien thay dugc cai tien la co 
Trung ap dung thanh cdng Kaizen/5S vao lgi, cdng viec tdt ban thi hg mdi tu tin giri y 
boat dgng quan ly, dieu hanh san xuat. kien. Ngugc lai, ngudi lam cdng tac cai tien 

Cach thu'c trien khai Kaizen De xuat cd the gap khd khan nhu nhan vien khong 
cai tien (tai Nhat ggi la Kaizen Teian - mudn thay ddi hoac tinh trang cai tien phan 
Implemented Kaizen Reporting System, tai tac dung. Dieu nay khdng chi lang phi thdi 
My ggi la Employee Suggestion System - gian va cdng sire cua nhan vien va nha quan 
ESS) ly trong cdng ty ma cdn gay anh hudng tdi 

- Trudc tien can xay dung 3 he thdng: 1) qua trinh trien khai Kaizen. 
He thdng tiep nhan, xir ly, phan hdi va hd trg + Giai doan 2: Nha quan ly can hudng 
thue hien y tudng (phieu de xuat y tudng, dan, ggi y va dao tao nhan vien ve cac 
bang tin, hop thu,...); 2) He thdng quang ba, phuong phap giai quyet van de, tu duy sang 
xuc tien, khen thudng (ban tin Kaizen, tap tao nham giup nhan vien cd the ddng gdp 
chi Kaizen, dai phat thanh, td chirc sir kien, dugc nhieu y tudng cd gia trj. Khi nhan vien 
phIn thudng,...); 3) He thdng dao tao tai chd cd y tudng dugc chap nhan, nha quan ly can 
(phuang phap giai quyet van de, tu duy sang hd trg va tao dieu kien de nhan vien thue 
tao). hien y tudng. Nhung neu y tudng khdng 

- Sau dd doanh nghiep tien hanh trien khai thue hien dugc, nha quan ly can hudng dan 
Kaizen De xuat cai tien theo 3 giai doan: cho nhan vien de nhan vien bd sung va hoan 

+ Giai doan 1: Nha quan ly nen khuyen thien y tudng. Trudng hgp, y tudng khdng 
khich va hd trg nhan vien dua ra y tudng de dugc chap nhan thi nha quan ly phai phan 
xult ma khdng chu trgng den gia trj cua y hdi lai ve y tudng dd trong mdt thdi gian 
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nhat djnh. Cach thirc tiep nhan y tudng cai 
tien ciia ngirdi lao dgng dong vai tro quan 
trgng trong \iee thue day hg tham gia vao 
boat ddng cai tien. 

Trirdng hgp tai Cdng ty Cd PhIn Day cap 
dien Ngd Han. sau gan 1 nam trien khai 
Kaizen cong ty cung dat dugc mdt sd ket qua 
kha quan. Cd nbQ-ng y tudng cai tien dan 
gian nhu: viec noi dai tam sat chan vong 
quanh dong dong (sgi ddng dugc nau chay 
\ a diic chan khdng) nham tranh dong bj nga 
khi ra khoi bang chuyen, lam tray xude ban 
thanh pham, giam ty le loi; viec nang cao bg 
ket tinh diing de hiit ddng phe pham trong 16 
dong, giam lugng dong phe pham tir tren 6 
tan/nam xuong chi cdn 400 kg/nam, tiet 
kiem 20.000 USD/nam;... da dem lai hieu 
qua bat ngd. 

+ Giai doan 3: Nha quan ly can chii trgng 
den gia trj kinh te ciia y tudng ciia nhan vien 
sau khi hg hang hai tham gia de xuat va 
dugc dao tao. Nha qutin ly nen xay dung mot 
chuang trinh khen thudng danh cho e;ie clui 
nhan ciia y tudng, cd the thudng bang luang. 
hay hinh thirc dai ngg vat chat hay phi vat 
chit, dua tren tham khao \ a so sanh giua he 
thing dl xult y kien ciia My va Nhat. ESS 
ciia My tiip trung vao it ngudi. sang kien to. 
phIn thudng Idn con Kaizen Teian cua Nhat 
thi lap trung vao nhieu ngudi. cai tien nho. 
phIn thudng be. 'Thirc te da chirng minh, tai 
eae doanh nghiep Nhat, s l lugng y tudng de 
xult va dugc thirc hien. sd nhan \ icn tham 
gia cung nhu lgi ich moi nhan vien ddng gop 
cao lian nhilu so \di tai cac doanh nghiep 
Mv. Dilu nay cung khIng djnh sire canh 
iraiiii ciia eae cdng ly Nhat ciing mgt he 
thdng huln luyen \a qiuin ly da trd thanh 
mgt nln tang van boa so \ di eiic cong ty My. 
Dii \di eae doanh nghiep Viel Nam, \iee 

lira chgn trudng phai Kaizen de ap dung 
cung can phai nghien ciru ky. Nhu tai Cong 
ty Cd phan Day cap dien Ngo Han. nha quan 
ly dua ra miic thudng 20.000 dong vdi y 
tudng phu hgp vdi cac tieu chi ciia cong ty. 
30.000 dong vdi y tudng dugc thue hien \a 
50.000 dong vdi y tudng thirc hien co kel 
qua. Tai Cong ty Trach nhiem Hiru ban Anh 
Viet, nha quan ly khong khuyen khich cac y 
tudng hay bang vat chat ma dp dung chinh 
sach tang luang theo san lugng. Vice riit 
ngan thdi gian san xuat de cho ra nhung san 
pham CO chat lugng ngang nhau se lam tang 
san lugng, do d6 luang cua nhan \ ien trong 
tirng nhom cung dugc tang theo. Tiiy theo 
dieu kien ciia tirng doanh nghiep. nha lanh 
dao can dua ra hinh thirc khen thudng hgp K 
de khich le tinh than cai tien lien tuc ciia 
nhan \ien va tuan theo cac ngu\CMi tac sau: 
CO liic dgng dii Idn de khuyCMi khich nhan 
vien; cong khai. cong bang va hgp ly doi vdi 
moi nhan vien; linh boat vdi nhu cau thay 
doi \a phtit trien eiia cong t>; dam bao tinh 
canh tranh vdi cac to chirc ciing qui mo boat 
dgng trong ciing ITnh vuc. 

Cach thirc trien khai Kaizen Event 
- Trudc tien can thanh lap Nhom chat 

lugng khoang 8 - 1 0 ngirdi. gom: lanh dao 
cong l\ dong vai trd ciia nha tiii trg. ho trg 
cho boat dgng ciia nhom: nhom trudng; nhan 
vien thu thap va xir ly thong tin; thanh vien 
khac (nhan vien cdng ty. chuyen gia, khach 
hang....). Nh6m chat lugng sinh hoat hang 
tuan tren tinh than tu nguyen vdi muc dich 
phat bien va giai quyet cac van de lien quan 
den chat lugng san pham. chong king phi. 
tang nang suat. Cong ly can thanh lap Nhom 
chat lugng bdi: thong qua boat dgng nhom. 
nghien ciru each thirc cai tien cong \iec. 
tirng thanh \ien deu nang cao hieu biet \c 
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cdng nghe va ky thuat quan ly. nhd dd dl 
dang thich nghi vdi thay ddi; thi hien sir tdn 
trgng ngudi lao dgng va tao mdi trudng lam 
viec thoai mai; dua ra cac cai tien hiru ich 
cho sir phat trien cua doanh nghiep. 

- Tien hanh dao tao cho mgi thanh vien 
cua nhom chat lugng cac phuang phap kiem 
tra chat lugng, tu duy sang tao, giai quylt 
van de. phuang phap thing ke, thu thap dir 
lieu. Doanh nghiep nen mdi can bd hudng 
dan tir ben ngoai de tu van, dao tao va tl 
chirc nhiing hdi thao chuyen de vl Kaizen 
trong pham vi toan cdng ty. Hoat ddng nay 
rat thiet thue bdi nhiing ngudi tham gia cac 
hgi thao nay se trd thanh nhiing chuyen gia 
hang dau trong viec trien khai Kaizen d tirng 
phan xudng, tirng bd phan. 

- Sau khi dugc huan luyen, nhdm chat 
lugng tien hanh Kaizen Event trong khoang 
1 tuan, tuan theo trinh tu sau: 

+ Nhdm tien hanh phan tich hien trang. 
chgn lira tinh hudng van de. khu vuc. ddi 

tugng can uu tien cai tien va tim ra nguyen 
nhan gdc re. 

+ Nhdm tien banh tim, thu thap thdng tin 
ve cac giai phap khac phuc va dua ra cac y 
tudng cai tien. 

+ Tren co sd danh gia, nhdm chgn ra cac 
y tudng cai tien kha thi nhat de thirc hien va 
cu the boa y tudng thanh giai phap. 

+ Nhdm ap dung giai phap vao thue te. 
theo ddi qua trinh va danh gia ket qua dai 
dugc. Thanh qua thudng the hien qua cac 
thdng sd ky thuat ciia san pham, ban thanh 
pham hay cac yeu td dau vao khac... 

+ Nhdm tien hanh dieu chinh, cai tien va 
chuan hda giai phap khac phuc. Bdi ngay ca 
vdi cac qua trinh hien dang kiem soat phii 
hgp nhung den mgt luc nao dd thi ciing can 
phai thay ddi de dap irng vdi yeu cau ngay 
cang cao cua thj trudng. Khi dd, nhdm cd the 
sir dung cac bude tuong tu nhu tren de giai 
quyet mgt van de. 

Su khac nhau giira Kaizen De xuat cai tien va Du an cat tien 

Ddi tugng 
tham gia 
Yeu cau 
trien khai 
Dieu kien ap 
dung 
Thdi gian 
Hieu qua 

De xuat cai tien 
Tat ca mgi nhan 
vien 
Doanh nghiep cd 
the tu tien hanh 
Khdng cd dieu kien 

Hang ngay 
Khong the thay 
ngay dugc 

Du an cai tien 
Mgt nhom nhan vien 

Can sir hudng dan ciia chuyen gia va sir dau tu 
cdng nghe phii hgp 
Chi ap dung khi da biet rd van de 

Khoang 1 tuan 
De dang do ludng dugc: nang suat, chat lugng san 
pham; giam chi phi, thdi gian, lang phi... 

V] sao doanh nghiep cdn xay dung Kaizen cong va cua it nhat. Thir hai, Kaizen giup 
Teian vd trien khai Kaizen Event! Thir nhat, cdng ty giam lang phi, riit ngan thdi gian san 
Kaizen giup cho nhan vien hoan thanh cdng xuat, thieu chi phi va tang nang suat. Thir ba. 
viec dl dang, nhanh ban, hieu qua ban vdi Kaizen tao ra mdi trudng lam viec thii \ i. 

hap dan va tao nhieu co hdi de ngudi lao 
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dgng thda man nhu eau tu thi hien. Va culi 
ciing. dac biet la Kaizen giup dao tao, huln 
lu\en nhan vien va bien cong ty. doanh 
nghiep thanh mgt td chirc tu hgc hdi. 

Kaizen cho tang trudng dai han 
Hien tai. tren the gidi dang ton tai hai he 

thong san xuat: He thdng san xult truyin 
thong, dua tren ke hoach tang doanh thu va 
san lugng; He thdng san xuat tinh ggn (Lean 
Production) dua tren san xuat cac san pham 
ma khach hang mong mudn vao diing thdi 
diem. Trong thdi dai ma mdi trirdng canh 
tranh toan cau dang thay ddi lien tuc thi 
nhirng du bao ve doanh thu khdng con dang 
tin cay. Bdi vay. cac cong ty co he thong san 
xuat truyen thdng khong the thich irng mgt 
each linh boat vdi nhirng thay ddi cua thj 
trudng. Ban lanh dao ciia cac cong ty nay 
khong nhan thay rang chinh he thong san 
xuat ma hg dang sii' dung la nguyen nhan cua 
nhung van dc, bao gdm: chi phi lao dgng 
Idn, thdi gian san xuat dai, ty le hang ton 
kho cao, van de chat lugng va thieu tinh linh 
boat. Trong khi dd, cac cdng ty vdi he thong 
san xult tinh ggn ngay cang phat trien va 
tang trudng deu dan. He thong san xuat tinh 
ggn khong co nghTa la cat giam viec liim ma 
ngugc lai. n6 cd nghTa la su bao dam vc san 
xult va khong cd lang phi trong mgt thdi 
gian dai. Doanh nghiep dii Idn hay nhd, quy 
trinh san xult khac nhau nhu the nao thi 
Cling tin tai cac lang phi trong qua trinh thiet 
kl, san xult va ban hang. Khi su canh tranh 
\e chat lugng va chi phi ngay cang tang thi 
vice nang cao chat lugng di ddi vdi giam chi 
phi trd thanh mgt yeu cau thiet yeu. Thong 
thucrng, cac nha quan ly quan niem giam chi 
phi dong nghTa vdi cat giam lao dgng va 
mua nhung nguyen vat lieu re ban. Nhung 
d t giam chi phi co the trd thanh hien thue 
nlu doanh nghiep cd he thdng quan ly tot 

bom. van de cot loi d day la xay dung mgt he 
thong quan ly cd the giam chi phi ciia san 
pham ma van dat dugc chat lugng tdt. 
Kaizen cung cap cac phuang phap \a cdng 
cu de bien doi cong ty timg bude tro thanh 
mgt to chirc "tinh ggn" tire cd he thdng quan 
ly tot. Lean la he thdng tu duy. cdn Kaizen la 
phuang phap thue thi, bien Lean trd thanh 
hien thue. Kaizen la nhirng cai tien nho. 
nhung hieu qua tich luy ciia nd cd the cai 
thien cong ty mgt each an tugng tir mgt 
chien luge dai ban. Day chinh la mot du an 
lau dai de tirng bude thay doi cau true ciia 
mgt cong ty. Lay vi du nhu dai gia Toyota 
da thanh cong vdi con dudng Lean dua tren 
nhiing bude di Kaizen moi ngiiy trong suot 
ban nira the ky qua. Viec ap dung triet ly cAi 
TIEN LIEN TUC da giiip Toyota trd thanh nha 
san xuat 6 to hang dau the gidi \di he thong 
san xuat bieu qua nhat. 

Mgt nghien ciru ciia cac tac gia trong 
cuon Kaizen Desk ReTerence Standard cho 
thay: "Cac doanh nghiep hien nay dang lang 
phi tdi 95% nguon lire ciia minh". Theo khao 
sat ciia T I chirc Tu van JWA ciia My, hieu 
qua ma Kaizen co the dem lai cho doanh 
nghiep sau 1 thang trien khai dugc thong kc 
nhu sau: giam long thdi gian quy trinh san 
xult xuong con 75 - 90%. gia tang nang suat 
boat dgng may moc len 60 - 70%, giam thdi 
gian xii ly don hang ban xuong con 50 -
73%. giam thdi gian xir ly don hang mua con 
50 - 70%. tilt diem dugc 40% khong gian 
lam viec va giam thieu tinh trang hang tdn 
kho. Cac ty le nay cang tang neu Kaizen 
dugc triln khai lau dai va lien tuc. Ta co the 
thly minh chirng ve tap doan Toyota boat 
dgng kinh doanh tai Viel Nam. Nam 2005. 
Toyota da ap dung ap dung phuang phap 
"Kaizen" de phat trien djch \ u bao dudng xc 
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nhanh EM (Express Maintenace) tai cac dai 
ly cua minh. Djch vu nay da dugc chuan 
hda, cho phep rdt ngan thdi gian thue bien tir 
150 phut trudc day xudng cdn 60 phut d hien 
tai. tiet kiem den 72,3% thdi gian cho khach 
hang va tang cdng suat phu vu cua khoang 
bao dudng nhanh tir 3,2 xe len 8 xe ddi vdi 
loai hinh bao dudng Idn 40.000 km tren cac 
loai xe du Ijch. Trudc tien, Toyota da tien 
banh dieu tra, phan tich tam ly cung nhu nhu 
cau cua khach hang de dua ra ket luan, phan 
Idn chii xe mudn dgi tai xudng de lay xe va 
thdi gian co the chap nhan dugc la khoang 
60 phiit. Sau do, Toyota thirc hien cai tien 
lien tuc cac boat ddng djch vu tir khau tiep 
nhan xe ciia khach hang chuyen tdi khoang 
bao dudng, den thao tac cua cac ky thuat 
vien ngay tai khoang bao dudng cung nhu 
bd sung cac thiet bj chuyen nghiep de giam 
thdi gian bao dudng mdi chiec xe. Ket qua la 
Toyota Viet Nam da cd 7 dai ly cung cap 
djch vu EM trong tdng sd 289 dai ly tren 
loan the gidi. Mgt lan nira, sau ban 10 nam 
CO mat tai thj trudng Viet Nam, Toyota 
khang djnh vj tri hang dau d thj phan va su 
thoa man ciia khach hang ddi vdi san pham. 

Khac vdi viec Ddi mdi dua doanh nghiep 
birt phat khdi tinh trang cii, Kaizen se giii 
boat dgng ciia doanh nghiep dirng virng va 
tirng bude phat trien. Vdi nhirng bude nhd, 
cham, chae va ben bi, Kaizen se giup doanh 
nghiep thirc hien nhirng "cii nhay vgt" sau 
mdt thdi gian dai chir khdng phai tinh trang 
"len" roi lai "xuong" cua Ddi mdi tire thdi 
trong mgt thdi gian ngan. Bdi vay, thue hien 
Kaizen la phuc vu cho muc tieu dai han, tao 
ra sire canh tranh cho cdng ty trong tuang 
lai. Nha lanh dao tim den cdng cu cai tien 
vdi mong mudn dat dugc ket qua Idn trong 

thdi gian ngan thi khdng the thanh cdng. 
Hom niia. Kaizen cdn cd nghTa la mdt nd luc 
thudng xuyen khdng chi de duy tri ma eon 
nang cap cac chuan muc. Va khi da cd mgt 
chuan muc thi se cd mdt chuan muc mdi cao 
ban neu cac nd lire cai tien lien tuc dugc 
thue hien. Dieu nay cung tuomg tu nhu mdt 
cdng ty ludn di trudc cac ddi thu neu tao ra 
dugc lgi the canh tranh vugt trgi. 

Bai hoc kinh nghiem cho cac doanh 
nghiep Viet Nam 

Chiing minh bang sir thanh cdng ciia 
minh, Kaizen ciia ngudi Nhat ngay nay da 
pho bien rgng rai tren toan the gidi va dugc 
coi la triet ly quan ly can thiet ddi vdi mgi 
cdng ty. Tuy nhien, de ap dung Kaizen d 
Viet Nam thi can xem xet ky ludng nhirng 
dieu kien thuan lgi va khd khan de tir dd de 
ra ke hoach hanh ddng phii hgp cho tirng 
doanh nghiep, tranh viec ap dung theo phong 
trao, khdng dem lai sir thay ddi va ket qua 
thue sir. 

Khd khan Idn nhat la nhan thirc cua nha 
lanh dao ve Kaizen chua nghiem tiic, chua 
dimg va chua day du. Mat khac, nhieu nha 
quan ly cdn cd thai do ndn ndng, vdi vang 
khi trien khai Kaizen, mong mudn thanh 
cong nhanh trong thdi gian ngan. Do vay, 
trong qua trinh trien khai nha lanh dao chua 
hd trg va chua duy tri dugc Kaizen di dung 
hudng, hau qua la gay lang phi thdi gian va 
tien bac. Dd la chua ke den, doanh nghiep da 
tu danh mat co hdi cai tien ve mat tu tudng 
trong nhan vien, danh mat co hdi tao ra mdt 
mdi trudng lam viec nang ddng va van boa 
canh tranh d nai lam viec. 

Kaizen chi sir cai thien nhd hang ngay ma 
khdng tdn nhieu chi phi, ap dung trong mgi 
hoat dgng chii khdng phai rieng trong kinh 
doanh. Ban chat ciia Kaizen la thue hien tir 
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nhirng cai rat nhd nhung lien tuc vdi tinh 
ehat tang dan de tao ra hieu qua Idn. Song 
thong thudng. nhirng eai tien nho lai it dugc 
de y den. vi ngudi ta cho rang gia trj ma n6 
mang lai khong cao. Cd hai sai lam Idn ma 
cac nha quan ly thudng gap phai khi nhin 
nhan sir viec cai tien. Thir nhdt, hg chua 
danh gia dugc Igi ich ma nhdm cai tien 
mang lai nen khong chii trgng vai trd ciia 
nhom. Thir hai, nha quan ly nham lan giira 
cai tien va ddi mdi nen cho rang, nh6m cai 
lien phai thue hien dugc nbu'ng du an cai 
tien chat lugng quy md, mang lai hieu qua rd 
ret. Tuy nhien, nhom cai tien khong the dap 
irng dugc yeu cau nay va boat ddng cua hg 
dan tan ra tir ben trong. 

Viec dao tao cho nhan vien de co nhan 
thirc nghiem tiic ve Kaizen cdn nhieu trd 
ngai. Mgt mat la bg chua nhan thirc dugc bet 
lgi ich ma Kaizen mang lai, mat khac la tam 
ly ngai thay doi, sg that bai ciia moi nhan 
vien. Huan luyen thoi quen phoi hgp va y 
thirc ky luat tu giac cho cong nhan cung la 
thach thirc. Bdi tam ly ai cung muon bao ve 
quyen Igi ciia minh, ai cung mudn lam theo 
each ciia minh, ai cung cho la minh dimg. 
Trudc nha quan ly, nhan vien the hien sir 
ding tinh nhung sau lung hg ngam tim each 
phan khang. tri hoan. Viec quan ly true quan 
dl khong CO true trac nao bj che khuat se gap 
can trd tir nhirng ngudi dang quen vdi viec 
cung each quan ly quan lieu, khong muon 
hiln thj cong khai cac sd lieu, thdng tin quan 
ly. Bdi vay, ciing vdi cam ket manh me ciia 
lanh dao vdi Kaizen, doanh nghiep can su 
dung can bg tu vln hudng dan du trinh do tir 
ben ngoai dl khdi xudng, din dat va xay 
dung mdt co cbl khuyen khich. duy tri. Viec 
to chirc cac hdi thao Kaizen trong cdng ty 
nhlm dao tao \a nit kinh nghiem cung rat 

can thiet. nham thu hiit ddng dao mgi nhan 
vien tham gia. 

Thanh phan nen tang va ho trg cho boat 
dgng cai tien la he thong thu thap y tudng. Y 
tudng khdng phai tu nhien ma c6. no phai 
xuat phat tir viec quan sat thue te \ a dua tren 
nhirng nguyen tac nhat djnh de de ra giai 
phap. luy nhien, cac doanh nghiep Viet 
Nam hien nay van chua xay dung \a phat 
huy bet hieu qua he thdng nay. So lugng y 
tudng cai tien trung binh cua moi nhan \ ien 
cung nhu cua toan cdng ty con it. Doanh 
nghiep van con thu dgng trong \iec tiep 
nhan y tudng cai tien. Ngoai cac thanh \ ien 
trong cong ty, doanh nghiep co the thu thap 
y kien ciia khach hang, ciia nha cung cap, 
ciia doi thii canh tranh de xem xet \ a lam co 
sd cho cai tien. Ngay nay. khi ma mgt y 
tudng CO the ban dugc hang tram trieu dong 
thi vice thu thap y kien mgt each mien phi \a 
sir dung chiing de cai tien la mon hdi Idn ddi 
vdi doanh nghiep. De dat dugc muc lieu 
tren, ngoai vice khuyen khich, hudng dan 
nhan vien dua ra y kien, nha lanh dao can 
ket hgp cac giai phap dai ngg tai chinh vii 
phi tai chinh de dap irng nhu cau ciia nhan 
vien, tao dgng luc de hg phan dau va lam 
viec hieu qua ban. 
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