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L&i khen cho
2 Second Lean

"Day la cau chuyén nhiém vu ca nhén ctia Paul Aker tao ra mdt cong ty Lean,
hoan thanh véi tiéng n6i ddy mao hiém, kham pha nhiing kha ning mdéi (tai Nhét
ban, tai FastCapva trong cudc song ctia minh), con dudng day nhiing sai lam va
kham pha, cudi cing dat dugc cac giai thudng - su that vé trai tim va linh hon ctia
Lean. Thong qua cac hinh anh cudc hanh trinh Lean ctia Paul,, ching ta biét dén
nhiing ngudi, qua trinh nay trd thanh Lean va cac nguyén tac do thay d6i tat ca
moi thit. Paul thé hién mot tinh than cta cudc phiéu luu ma t6i tudng tugng cc
ky su tai Ford™ va Toyota™ phai cdm nhén nhiéu nam trudc day - mét tinh than
thuong xuyén bi mat trong Lean hién dai.

2 Second Lean la mot hién than hitu hinh ctia nguyén tac. D6 la nhanh chéng,
hiéu qué va mang lai hang tin gia tri. Khong tu vin bang 16i n6i hay 4y niém tin

& déy, nhung su xa hon, gan nhu vé tinh than, ndm bat dugc Lean.

Cuén sach dic biét nay ndi bat trong s6 cac rit nhiéu sich lean. Néu ban la
ngudi méi vé Lean, c6 dugc cudn sach nay! Néu ban la mot chuyén gia Lean, c6
dugc cudn sach nay! Du bang cach nao, n6 sé khong lam ban thét vong. "

~Randall Benson - Nha tu vin Lean va
tac gia ctia The Quest Effect

"Diéu nay thit tuyét. Yéu tat ca cac btic anh. yéu cac ting dung. Néu tit ca lean
‘guru’ thuc hanh nhiing gi ho rao giang. ... hmmmm....."

~Holly Duckworth, Ph.D. - Kaiser Aluminum

Pho chu tich ctia Cai tién lién tuc

"To6i gap Paul Akers ctia FastCap hon mot nam trudc ddy. Paul dich than dén
tham thanh pho ctia Ferndale va danh thoi gian giang day cac nhan vién vé cac
khai niém "Lean."
Chung t6i da tiép tuc viéc giang day ctia Paul, ndm va sti dung cac nguyén tic
Lean 6ng viét rat hung hon trong 2 Second lean trén co s& hang ngay. Méi budi
sang thu sau , ching t6i hop ban tron Lean. Lean la mét phan quan trong cua
nhiing gi chinh phti nén dugc va lam dugc. Cong chiing nhiéu lan c6 y kién méo
mo cta chinh pht nhan vién. Nhan vién thanh phd ctia chung t6i da chdp nhan
cac khai niém lién tuc tim ra nhiing cai tién va hi¢u qua dén nhiém vu cong viéc
cta ho.
Toi an tugng nhat véi cach tat ca cac nhan vién tuong tac va chia sé cac y tudng
dé€ cdi thién. Diéu nay da mang lai nhiéu hon mot bau khong khi doi hon da
dugc ap dung trong qua khi. M6i ngudi, tli cac nhan vién méi dén ky cyu thoi
gian dai, nén cam thdy ho c6 gid tri va y tudng ctia ho cd thé lam cho mot sy khac
biét. M6i thanh ph6 nén tim hiéu nhiing gi LEAN thé lam dugc! "

~Gary S. Jensen - Mayor, City of Ferndale, Washington



"Tim hiéu lam thé nao dé hoat dong véi hiéu qua t6i da trong khi tao ra mot moi
truong hiéu qua tich cyc trong tat ca nhiing gi ban lam. Cac vi du tuyét voi va
phan tich trong cuén sach nay la kién thtic v& long tuyét voi cho bat ct ai tim
kiém sy phat trién thanh cong."
~Dr. Nido Qubein - President, High Point University and
Chairman, Great Harvest Bread Co.

"Paul Akers c6 mot niém dam mé cho Lean hoan toan truyén nhiém. FastCap
tiép tuc trén hanh trinh Lean ctia ho dé€ khong ngting nang cao. Cach tiép can ctia
ho gitip nhan vién dong gop y tudng 1a ding cip thé giGi va no cho thdy tit ca
nhiing gi Paul va nhém ctia 6ng lam."

~Harry W. Kenworthy - Principal & Manager at
Lean Government Center

"Mot cudn sach tuyét voi tii Paul Akers - lean ctia t6i 'ngudi Anh em khac me.
Paul cho thiy Lean la cong cu don gian vui vé va thuc sy hiéu qua! 2 Second Lean
1a mot lanh dao Lean va cAu chuyén vin héa sé gitip ban lam t6t, cam THAY t6t
va nang cao xu thé cho toan b t6 chtic ctia ban.
~Karl Wadensten - President Vibco Vibrators and
Radio Talk Show Host Lean Nation on AM790 and

. . 7190Business.com e o
Cudn sach manh mé nay sé dua ban vao thé giéi nang dong FastCap ma khong

canvé mdy bay. Ban sé khdam pha cong dong cai tién manh mé
don gian, khiém ton va su nhiét tinh ctia Paul Akers tao ra. Nhu Paul ghi chu -
chung t6i ¢6 n6 ngugc trd lai. Va khi chung t6i dua suy nghi ciia minh ra xung
quanh, ching t6i sé lam nhiing diéu chung t6i khong bao gid tudng tugng cé thé.
Do laly do tai sao nd lam dong long toi d€ biét rang Paul day nguyén tac cai tién
lién tuc cho chinh phti. Méc du tuyén bg rdng 2 Second lean khong phai danh cho
MBA hoac nhiing ngudi yéu ly thuyét, toi dé nghi cac chuyén gia cai thién & khap
moi noi doc n6 cho mét dau gach ngang ctia sy don gian. Cudn sach nay mang
lean vao cugc song."
~Meryl Runion, CSP, author of PowerPhrases and
nine other books on collaborative communication

"Moi nguidi sé cho ban biét lam thé nao dé trién khai Lean... nhung Paul cho thiy

cac gia tri thuc hién Lean phat trién tii bén trong con ngudi ban. Theo t6i, d6 1a

déng gop dang ké ctia cudn sach nay cho cac co sd kién thiic rong hon. T6t lam."
~Tony Oliver - Denver, Colorado

"Cuoi ciing! Mot cudn sach hoanh trang tuong tac lam cho viéc hoc tap Lean cd
thé truy cap, dé tiéu hoa, va vui vé! Lién két ma QR dén video va bai tap phan xa
kich thich tu duy cho ban m¢t kinh nghiém doc sach tuyét voi ... "

~Linda Kleineberg - CMO at VIBCO Vibrators



"2 second Lean TUYET VOI! Paul Akers sing tao, nguoi hoan toan dugc trao
quyén, xay dung van hda, va phuc vu khach hang. Ban c6 thé chi nghi day la mot
cudn sach dugc viét tot gitp ban ndm bt Lean nhanh ... né ¢6 ddy, nhung ciu
tric ctia cudn sach ty nd chiing to su déi mdi, sang tao, va khach hang/ngudi doc
tdp trung. Ban sé thich nd. Cac nha lanh dao ngay nay sang tao, dam mé, lac quan.
Vi Paul ban ¢6 dugc ca ba diéu trén".

~Dr. Charles Schwahn,

Author of best seller Total Leaders 2.0
"Tuoi sang, vui vé va thong minh, 2 second Lean la cong thtic ctia Paul Akers cho

viéc lién tuc sé cai thién va phat trién- su don gian va tht thach trén kha nang ctia
minh tai cong ty FastCap. Pay la giong ndi va tinh than cia mot doanh nhan
ngudi My thuc thy, cho ching t6i thdy Lean c6 thé dugc ap dung & bat ci dau va &
khip moi noi - va luon ludn duge danh van P-E-O-P-L-E. That day an toan di.
Ban dang & trong mot viéc doc nhanh, manh mé va cam hting...thuc hién nhiéu
hon nhu vay, nho lién két video ma QR. "
~Gwendolyn Galsworth, author of Visual Workplace/
Visual Thinking and Work That Makes Sense

"Paul Akers ciu tra 16i cau hoi 'tai sao' trong cu6n sach ctia minh - 2 Second Lean.
Tai sao la Lean? Paul cho ngudi doc ly do hip dan dé bat tay vao cudc hanh trinh
Lean. Toi danh gia cao gi6i thiéu 2 second Lean cho bat cti ai dang tim ki€ém céu
tra 161 dé1am cho cong ty ctia ho hodc t6 chiic hiéu qua hon va thém lgi nhuan.
Vi tu cach gidm doc diéu hanh Erie County (New York), toi da gidi thiéu Lean
Six Sigma bdn nam trudc day va chuyén d6i mot quan pha san thanh mot trong
cac quan tai chinh 6n dinh nhit & My. San bay Erie County 13 noi 16n nhit phan
trén New York va la diém dén cta thanh phd ngheéo thi 3 tai Hoa Ky (Buffalo).
Tién b dang ghi nhén ctia ching t6i c6 thé do 80% bai Lean va 20% cho 6 Sigma.

Lean 1a mdt cudc hanh trinh suét doi - can gia tri thoi gian va nang lugng cin
thiét d€ hiéu va thuc hién. Paul Akers cung cdp luc ddy' d€ giap ban bat dau.
Véy... Hay bat dau!

~Chris Collins - County Executive, Erie County, New York

"Méi lan t6i ghé tham FastCap moi ngudi thic ddy toi. Vin hoa Lean gay truyén
nhiém.Gi6ng nhu hau hét cic noi lam viéc, n6 di dén cac nhén vién. Néu moi
ngudi dang trén tau va vui miing, n6 hoat dong."

~Caleb Erickson, Whatcom County Sheriff's Office
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2 Second Lean dén véi TAT CA mii vi

Ban c6 thé doc no...di sau hon bang cach xem cac video...va lang
nghe y tuong am thanh ctia Sdch Audio mé rong véi cam hung
“kich ban giay” va nhling cau chuyén thém veé sy d6i mai.

Ghé thim 2secondlean.com cho cdc san phim trén
va tat ca nhirng y twéng Lean méi nhat!




Loi cam on

Bién tap vién
Angie Vogt, ngudi bién tap ban gdc.

Angela Thompson, bién tip ban cubi.

Cdam on ddc biét déen
Leanne Akers, vo toi, d@ ¢ bén canh t6i va xay dung mot cudc song tuyét
vO1 va cong ty cung toi.

Jon Lussier, nguoi gitr cho FastCap hoat dong tron tru trong khi toi
vui dau trong du 4n nay... va cho tat ca cac bao gia tuy¢t voi.

Doi FastCap, doi nhitng ngudi tuyét voi nhat bat cir ai ¢6 thé lam viée
cung.

Keith Turley, cho viéc xuét ban sém va hoi thiic t6i hoan thanh né.

Doi  véi mét nha tw twong Lean  khuyét  danh
Nam 1998, téi budc vao mdt ctra hang trong hoan toan khac so voi
bat ky cai ndo ma toi da timg nhin thdy. Khong ¢ hang ton kho, chi c¢6
mot viéc trong qua trinh. HAu hét cac may déu yén tinh, khu vyc lam viéc
sach s& va c6 to chirc cao. Viéc 1am vao ngay hom d6 cham rii va chu so
hitu cia cong ty thi khong hoang mang, chi don gian 1a huéng dan ngudi
ctia minh thyc hién béo tri trong sudt co so. Cong ty da thanh cong, thuan
loi va moi nguoi duong nhu thuc su yéu thich cong viéc ctia hg. T6i budc
ra khoi cua ha‘mg v6i suy nghi, anh chang d(’) that dién. Lam thé nao ban c6
thé kiém tién va & lai trong kinh doanh néu nhéan vién ciia ban khéng san
Xudt san pham? Hai niam sau, t6i tim ra cau tra loi.
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MiQRIlagi?

Hay tim ching trong cudn sach!

Ding dién thoagi thong minh dé quét cdc Ma
QR trong sdch...hodc chi cdn bdm vao
chiing...va chiing sé tric tiép dan ban dén
video hodc tdp tin PDF Lean!

Toan by Video Leans
http://bit.ly/xNSQoa

Cac video Lean xép hang:

1. Lean Desk
http://youtu.be/-POV-VqEJlg

2. Morning Improvement

Walk
http://youtu.be/30EePS70h_g

3. Lean Problem Solving
http://youtu.be/gvikPgf2eEE

4. Lean Burrito
http://youtu.be/uyzMQ2WwmWo




Nguoi doc khong can ma QR?

Tim chung to6i trén trang web

1. Di dén www.fastcap.com
2. Nhip vao muc video

3. Cacvideo Lean
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2 Second Lean™

L&i noi dau

Chao mimg dén véi thé gidi tu duy Lean cuc do cua toi. Mot khi
ban co6 kinh nghiém vé loi ich Lean, ban s& thém nd, muén no, va
1am bat ctr diéu gi dé c6 duoc no.

Vi tu duy Lean da thyc hién mét sy khac biét rat 16n trong cudc
séng cua t6i - c4 nhan va chuyén nghiép - t6i mudn tiéu dé cua
cudn sach nay truyén dat cach dat duoc né 1a xay dung mot nén
vin hoa Lean ruc rd. Trong khi c6 rat nhiéu sach vé Lean, t6i chua
thay vui. Anh ban xe dap leo nti cta t6i s& noi, "That bénh hoan!"
Trén thuc té, khi t6i tim sach hodc cac trang web gidi thiéu cho
moi ngudi, tat ca nhitng gi toi thay 1a cudn sach day so d6 phic tap
va ly thuyét giang Iy thuyét kinh doanh - chic chin khong phai 1a
Lean vui vé ma toi tim dén dé biét va yéu.

Cudn sach nay khéng danh cho MBA hodc nhitng ngudi quan tdm
dén cac 1y thuyét hay bang xép hang Cubn sach nay duoc du dlnh
mé canh ctra co hdi cho nhirg ngudi mudn cai thién cude sdng
hang ngay ctia ho, c6 thé 14 tai noi 1am viéc hodc nha cua ho. Lean
khong phtic tap nhu tt ca cac chuyén gia va sach gido khoa khién
n6 thé. Trong thyuc té, khi ban hoc dé két hop mot cach tiép can
Lean dén cudc séng cua ban, ban sé théy rang cang c¢6 nhiéu tu
duy Lean, ban s& cang tdn huong cudc séng.

Tu duy Lean dd ddy doanh nghiép cta toi tir mot hoat dong nho
trong ga-ra thanh mgt doanh nghiép quéc té, nhiéu triéu d6 la. Toi
¢ cac nhan vién chuyén dung nhat, vui vé, yéu thuong bét ky chu
doanh nghlep cling hi vong thé. Tbi
dang séng gidc mo My bai vi ai d6 chia
sé vdi toi cac thién tai cia tu duy Lean.
Nhu ¢6 vn Nhat ban cua toi, tdi mudn
trao mon qua cua tu duy Lean cho nguoi
khac, va tao ra mot nén van hoa thinh
vuong va hiéu qua trén toan thé gioi.

Tu duy Lean vui vé va thu vi! Nhitng y
tudng t6i da hoc dugce tir ban bé cua toi
gitip Lean duoc kién tao!Toi di cb gang
dé viét mot cudn sach Lean - ngén, truc -

Paul cung Pho chu tich co van

quan va don glan. Lean cua Hoks dang doi mii
phan lyc Lear ciia anh dy.




2 Second Lean™

Co6 rat nhidu hoi théo, sach
huéng dan diéu hanh va sach
gido khoa trén thi truong. Toi
mudn viét mot cudn sach lam
cho Lean cé thé tiép can tat ca
moi nguoi, tr nguodi ndi trg dén
diéu hanh.

Nhu mot théi quen c4 nhan, toi
doc mot cudn sach mot tudn dé
phat trién tri tué va luén ludn
choi moét tro choi nho sau khi
hoan thanh mdi cudn sach. Toi
ty hoi minh, "diéu s& thay d6i
thé gii cua t6i néu toi nghiém
tac ap dung no 1a gi?" Toi da két
hop thach thirc nay ¢ cudi mdi
chuong, bang cach thém mot
ban tom tat dugc goi 1a "y
nghia." Ban tom tit ndy s& cung
¢d nhimng diém chinh cia timg
chuong 1 cach Lean nhét c6 thé.
Bét cir lac nao ban c6 thé nhanh
chong xem xét va ghi nhd cac
nguyén tic. Vi vdy, thit diy an
toan cho mdt di xe nang lugng
cao ... vi ban bt dau tu duy va
nhan thirc Lean!

Nhém tham quan an toi véi Chii tich ciia
Hoks, mot trong nhitng cong ty Lean tot
nhat ma toi tham quan ¢ Nhat Ban.

Nhitng cuéon sach Lean nham chan tiép tuc
chong chat! Lean phai thdt vui vé!

Cdc nha tw duy Lean xdy dung moi
giao hao vuot qua moi rao can van hoa



2 Second Lean™

Chwong 1
Lean la gi?

Mudi ndm trude, toi bit diu cude hanh
trinh Lean cia minh. T61 chua nghe tir nay
bao gid, nhung nhirng gi da xay ra qua 1a dang
kinh ngac. Vo toi va toi khoi déu cong ty,
FastCap, trong ga-ra ctua chiing t61 vao nam
1997. FastCap 1a mot cong ty phat trién san
pham chuyén san xuat cic cong cu sang tao
va phan ctng cho tho dong do gd va cac nha
xay dung. Tai sao lai lasan pham g&? Bai vi
t6i 1a mot nghé nhan diy dam mé,mong moi
timco hoi dugc cham modt manh Honduras
Mahogany.

San phim
dau tién cua chung
toi, Fastcap, la mot

Paul va Leanne nhirng nam dau

cua FastCap.

miéng dan dé che 16 dinh bén trong ngin kéo.

San pham thi hai ctia chung t6i 1a mot
cong cu dinh vi laze goi la
Laserjamb. T61 da phat minh
ra nhitng san pham nay khi
t6i 1a mot thg gd. Toi tim

ra cach dé san xuat va
ban chung cho mot
thi truong ma té1 am
tuong. (Ngiu nhién, cudn sach tiép theo cua toi
s& 1a Lam thé nao dé phat minh va ban su thién
tai cua ban.)

Chung t6i dén mot ngan hang dé yéu cau muc
tin dung dau tién. D6 13 250.000 d6, mot khoan

Paul trong cua hang tai nha

tién 16n d6i voi chung t6i. Banvay von cta ngan hang di phé duyét
khoan vay, nhung vi hau hét cac doanh nghiép nho thét bai, giam déc
da than trong hon. Ong muén dich than thim FastCap dé dam bao
moi thtr “cé vé dung,” vi vy ong dén dé c6 mot tuatham quan. Khi

ong di qua co sé cua chung toi

2

ong nhan thiy ring moi thir duoc to



2 Second Lean™

chuc cao, chung t6i c6 van hoa ky luat, va
moi thir van hanh rét tron tru. Sau khi tham
quan, ong noi véi toi, “Paul, to1 s€ cho anh
vay bat ky sd tién nao anh mudn. T6i chua
bao gid dén thim mot doanh nghiép van
hanh tdt va ¢6 té chirc nhu vay. Anh thuc su
biét nhitng gi anh dang lam. «

La chu doanh nghiép that tu hao, d6 chinh

12 161 khen cao nhat toi c6 thé hy vong. Vo Cljo‘il”frfgffo‘zcd]:ﬁ"nfo"fsg”
101, Leanne, va toi da lam viéc rat cham chi nghiép tot dep 6 day...” ;)
phat trién kinh doanh cta chung t6i va da

<Fastcap I 88} cianh giai “Nha khéi nghiép cua nam”
trong Whatcom County.

Khéng can phai néi, 4n trong cua gidm
dbc ngan hang da khang dinh cai cam giac
rang chung t6i da lam rat t6t. Ching t6i
thu loi nhuan tbt, kinh doanh phat trién
va cong ty chung t6i c6 mot van hoa tré,
hop thoi, nhip d6 nhanh. Moi thir trong on
va ¢6 cam giac ding dan. Diéu gi ¢ thé
xay ra voi mdt doanh nghi¢p co6 loi nhuan duoc truyén cam hung tu
tin nhu vay tir giam dc ngan hang dia phuong chir? Diéu nay dit ra
cau hoi, “Mot cong ty voi rat nhiéu thanh cong [ ahe"
c6 thé c6 nhitng vin dé dang ké dé chu tam —
khong?”

Chung t6i dd c6 nhimng van dé hang ton kho,
dac biét vdi viéc quan 1y nguyén vat li¢u tho
dau vao ctia chung t6i. T6i thué mot nha tu van
san xuat dé xem anh ta co thé dé xuat mot phan
mém dé quan Iy hang ton kho cua
chung t61 hi€éu qua hon khong.
Sau khi tham quan toan b0 co
s& cua chung toi, toi hoi anh ta,
“Vay, Tracy, anh nghi gi? Anh c6
thé giup t6i khong?”

Bgi FastCap nhitng nam dau

Quan Iy hang
B ngan mau cua
vat liéu thoi

Sy mién cudng cua anh ta that 7racy, nha chuyen mon da pha
, . , e ne Vo' tin tire doi voi toi rang
dang quan ngai. Anh noi, “A, t01 e 16 khong biét mink

-13- dang lam gi



2 Second Lean™

khong biét nira.” T6i noi, “Thé, anh nghi van dé cua toi 1 gi?” Anh
dung lai, nhin quanh céng xuong va noi: “Anh c6 mudn biét sy that
khong?” Téi noi, “Tat nhién!” Anh noi, “Anh khong biét nhing gi
anh dang lam va anh khong biét
lam thé nao dé san xuat.” Oi.

Mot tuan trudc d6 giam déc
ngan hang noi voi toi do 1a cong ty
t6t nhat ma 6ng ting thdy va bay
gi0 anh chang nay lai no6i véi toi,
rang t6i khong biét nhiing gi toi
dang 1am va vé co ban t6i dang roi
tu do.

Dé hiéu nhitng 101 néi d6 tac dong dén t6i ghé gc’rm thé nao, ban
nen biét hoan canh cua t6i. TAt ca moi thir t6i da cb ging trong cudc
song dén thoi diém nay, t6i khong ch1 dat duoc ma con xuat sac nira.

Paul roi ty do!

o tudi 14 va 16, toi che tao nhac cy am
nhac dau tién va thu hutnguoi ché tac
dan guitar Bob Taylor nhiéu dén muc
ong thué to1 lam viéc chohang Taylor
Guitars ™, To6i that may mén khi duoc
: g6p phan tao ra 2000 cay guitar
dau tién dugc xuit ra khoi nha
may.
Sau khi t6t nghiép dai hoc va véi
nén tang cua toi trong san xut,
to1 da trd thanh mot gido vién Cong nghi¢p
ngh¢ thuat va sau d6 da duoc thué dé quan
Iy sw phét trién & 100 don vi. D6 1a mot du
an xay dung rat phirc tap va sdu sdc gin
lién voi qua trinh san xuat. Ngoai ra, toi
da 1a mdt trong nhitng nha xay dung tién
Paul (nguoi c6 rau) cung [op Cong phong cho nha cua cac bién tép vién tap
nghiép nghé thudt chi Architectural Digest, & Bel Air, CA va
da phuc hdi rat nhiéu can nha lich st dep
nhét & Pasadena, tit ca khi tdi mdi 20 tudi.
T6i khong chi chic chin rang t6i hiéu cic nguyén tic cta san xuat,
-14-

Cé van cua Paul, Bob
Taylor, cua
Taylor Guitars.
Paul choi mét trong
nhitng cay guitar
anh ta lam cho khach




2 Second Lean™

Paul yéu thich

14 MANAGEMENT PRINCIPLES

FROM THE WORLD'S GREATEST MANUFACTURER

The Toyota Way Mot
trong nhitng cuon sdch
Paul yéu thich

The Toyota Way Mot trong nhirng cuon sach
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ma con ¢ mot nén tang phong phu
trong san xuat dé chimg minh diéu
d6 va mot danh sach thanh tuu day
4n twong. Va by gio, anh chang
nay, nguoi toi da tra tién dé giap
t01 cai thién kinh doanh cua t6i1, noi
v6i t6i, toi khong biét nhitng gi t6i
dang lam.

Tuy nhién, t6i van ha minh.
“Pugc 101, Tracy, toi can phai lam
gi?” Anh ay néi: “Anh cin phai biét
vé TPS - Hé thong san xuat Toyota,
con goi l1a Lean.” To61 hoi “Lean 1a
gi?” T6i dinh bung sé& tim hiéu.



2 Second Lean™

Y NGHIA:
Niém ty hao cta ban s& mu ban nhitng gi ban
can nhét dé hoc hoi.

Bai tap Lean cho ban:

Xéc dinh mot thir ma ban gioi:

Ngac nhién chwa! D6 c6 thé la chd ban ling ph1 nhit trong
cudc doi va cé thé ap dung Lean hiéu qua nhit.

Suy nghi rut ra sau chwong nay:

Video Lean:

Tap chi 2011 Dleu hanh

cua nam
http://lyoutu.be/-337vqBIRrM
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2 Second Lean™

Chuwong 2
Y anh 1a t6i thue su té the sao?

Nhitng tudn tiép theo, sau 10i nhan xét
dang ho then “anh khong biét lam thé nao
dé san xuét”, hai dtra tré tén 1a Brad va Jon
da c6 mat tai cra nha chung t6i. Brad va
Jon ting 14 tré em truyén gido & Nhat Ban
va da tirng 1am phién dich cho mdt nguoi
dan 6ng Nhat Ban dang day vé Leancho
cac cong ty My. Ho d tiép thu nhimg khai

A FO4 e . R A Brad dich cho mot giao vién Lean
niém rat tot, ho quyét dinh tu minh truyén nguci Nhdt.

ba va cong ty cua toi, FastCap, la dich

ngim dau tién cua ho.

T6i da rat 4n tuong boi nhiing
cach nhin cua ho, nhung dich vu
ho mang dén ¢ mot mirc gia giy
choang vang - 10.000 d6 mét tuan.
T6i ¢6 mdt doanh nghi¢p nho,
dau phai mot ngan hang. N6 nam
ngoai tAm cua toi, nhung t,(‘)i biét
Hai cdu bé, Brad va Jon,‘ cua Gemba Research, t6i7 can su glﬁp dd néu mudn ph,élt

gido vién khi dau Lean ciia ti. trién kinh doanh cua minh 1én cap
d6 tiép theo. Mot cai gi d6 vé cach
tiép can khong vo nghia cua ho 16i cudn toi. Toi tac dong dén vo
: t6i, va thuyét phuc Leanne dé cho toi chi
tiéu tién. N6 d3 duoc ching minh 1a mot
trong nhitng quyét dinh c6 gia tri nhat ma
chung t6i tirngcd. Cudc hanh trinh tré nén
nghiém tac. Piéu nay s& nhu 1a di tir choi
bong 16 cudi tudn v6i may gi trong cong s,
dé nghiém chinh huin luyén thi Olympic.
Thoéi quen va nhirng ngay binh thuong da
qua rdi.
N v cd g anppam___ Ho bo ve tat ca moi thir, bat dau voi,
dep dé da hoang thanh... KHONG! ““Tai sao anh lai tao ra nhiéu thanh pham?”
-17-
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2 Second Lean™

T6i tra 10i, “Bdi vi phai méat qua nhiéu thoi gian dé thiét 1ap méy cho
moi bién thé trong san pham cua chiing t61. Co 1€ ching t61i nén lam ra
mot loat toan bd cua tung loai va sau d6 ching t6i chi vi¢e lay ching

l bl ra khi can né trong vai thang t6i «
1 ‘ﬂ Brad va Jon néi véi t61 do 1a su lang ph1 boi vi
- P W ) anh phai tich trit, kiém ké va quan 1y tat ca cac
= mat hang. Néu anhchi ché tao nhitng gi can thiét,
anh khong can phai luu trit, kiém ké va quan Iy
gi ca. Diéu d6 loai bé mot su lang phi 16n. Néu
thoi gian cai dat may moc khién ban khoé xir, hiy
S —— tim mot cach dé, thiét 1ap may cach nhanh ,ch(')ng
“Paul, anh phdi hoc rét oM ... thay vi ton 45 phut, hdy xem xét néu ban
nhiéu vé Lean.” c6 thé khién thoi gian thiét 1ap may xudng con
5 phat. “Nhin nay,” T6i néi, “Anh c6 thé 1a bd cia miy dira. Anh da
lam diéu nay trong nhiéu nam. Khong cach nao maching tdikhién
may thiét 1ap trong 5 phut va 1am cho n6 van hanh véi cac phan déu
t6t c4.” Brad mim cuoi va néi:”Anh can tim hiéu vé Lean rat nhiéu”.

Nhirng tuan tiép theo, ho quan sat qua trinh san xuit cta chung toi
va danh gi4 tat ca moi thir chung toi di lam tir viée gap khuon duc,
thay ddi gitip cic cong cu nhanh hon, khoang
cach ching toi di dé Iy thiét bi nao d6 ¢ cua
hang, dén viéc sip xép cac dd ga lap va nhimng
dic diém trén may moc ctia chung toi. Mdi budce
clia qua trinh nay déu duoc danh gia vé hiéu qua
va sy don gian. Chung t6i két thiic bang viéc
thay d6i dang ké dé cat giam thoi gian thiét 1ap
may moc, thir sau nay cho phép chung t6i dé
dang san xudt cac kich thudc, hinh dang va mau

Paul “dang xau ho” sdc theo don dit hang cua khach hang cy thé chur
khong phai 14 san xuat moi bién thé vé6i sé luong 16n.

Nhin kia, thay vi 45 phl'lt va mot rac réi 16n, ching toi da lam cho
thoi gian thiét 1ap may xudng dén 5 phut. Toi da phai rat lai nhung gi
minh noi. Quan trong hon, cho dén ngay nay, chung t6i tiép tuc cai
tién quy trinh, khién né xuéng thip nhat 1a 2 phat.

Nhin kia, thay vi 45 phtt va mot rac roi 1om, ching t61 da lam cho
thoi gian thiét 1ap may xudng dén 5 phut. Toi da phai rat lai nhitng gi
minh néi. Quan trong hon, cho dén ngay nay, chung t6i tiép tuc cai
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2 Second Lean™

tién quy trinh, khién n6 xudng thap nhat 1a 2 pht. .

Trai nghiém dau tién v6i Leandua t6i dén v6i hai nguyén tic co ban
ctia tu duy tinh gon: loai bo lang phi va cai tién lién tuc.

Trong khi cac nha quan 1y ngan hang di rat in twong voi su xuat
hi€n cua mot ctra hang sach s€ va co td chirc, Brad va Jon 1ap tirc nhin
thiy mot cong xuongvéi cac cong nhan dang ban ron tham gia vao
mot qua trinh phtic tap san xut hang t6n kho khong can thiét, sau d6
yéu cau quan 1y va theo ddi lién tuc. Dé loai bo su lang phi cta hang
t6n kho du thira, ching t6i phai phan tich cic qua trinh mot cach chit
ché va tim cach dé cai thién ching.

Tu duy tinh gon gia dinh rang tit ca moi thir c6 thé duoc cai thién
lién tuc, khong co két thiic. Néu ban nghi rang ¥ tuong vé cai thién do
gidng nhu di vao ky nghi - cai ban 1am vai 1an mot nim va sau d6 n6
trg lai 1am viéc - ban s& gap bat ngd 16n day.

Sau khi doc Phuong phéap Toyota, t6i tr¢ ra voi mét sy danh gia
moi vé cin ban ¥ tudng “cai tién lién tuc” thuc su 1a thé nao. Bay
gid t61 nhan ra rang ling phi ning luong, lang phi tién, ldng phi tai
nguyén va lang phi thoi gian van lién tuc kéo chung toi lai moi ngay.

Toyota™ thye hi¢n hang trigu cai tién mdi nim, toan b di tir
cac y twédng ciia cong nhan ciia hg trén toan the gié¢i!”

1000000

750000

500000

250000

2007 2008 2009 2010

Néu ban nghi rang ban tip trung t6t vao cudc séng hodc doanh nghiép
cta ban, thi ban chua biét gi dau. Toyota ™ van dang thuc hién hang
triéu cai tién d6i v6i cac quy trinh ctia ho va ho c6 tu tuéngLean trong
hon 50 nam. La ban tét cta toi va ciia Lean, Jeff Kaas noi, “Lang phi
giéng nhu trong luc; n6 kéo ban lai 24/7 va néu ban khong c6 mot
phuong phap dé vuot qua, ban thua va né s& thing!”
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Y NGHIA:

Ban va toi 1a 24/7 phat thai.

Bai tap Lean cho ban:

Bit dau ghi nhat ky va trong mdt tuiin ghi lai toan bd hoat
dong va qua trinh mdi ngay ma cé thé cé ling phi trong do.

Cuoi tuan, hay xem néu c¢6 nhirng thir 1ang phi nhiéu hon cé
lgi nhuin, nang suat va hiéu qua. Két qua c6 thé sé lam ban

ngac nhién.

Suy nghi rit ra sau chwong nay:

Video Lean:

[m] 2. lang phi, lang phi, lang phi... khap

moi noi
http://youtu.be/gFnSL29GHSO

E E 3. Lean: Su lang phi cho doi
http://youtu.be/ibBXtlco4ms
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2 Second Lean™

Chuong 3

Chuoi m§t san pham

Nhing tuan sau gidng nhu mot khoa tu ton gido ddi voi toi - Mot sut
dam chim vao cach tu duy méi. Sau man gidi thidu vé sttc manh cia loai
b6 lang phiva cac khai niém vé cai tién lién tuc, t6i duoc gidi thidu y
tuong vé “chudi mot san phﬁm” hodc tao mdt san phém tai mot thoi diém.

Khai niém nay no6i vé sykhac thuong ma nd c¢6 thé tiép can tam tri
ngudi My hién dai. Trong thé ky qua nén van hoa ciia chiing toi da ngap
tran trong mot nén kinh té san xuat dua vao san xuit hang loat. Ching toi
dang song trong thoi dai cua viéc “Ion hon 1a t6t hon™, va “siéu ¢ cho
t6i!” va “néu cai gi tbt, cang nhiéu cang tot hon”, phai khong?

FastCap ciing khong ngoai 1¢. Chiing t6i diéu khiéncong xuong cia
minh san xuat hang loat, trong hang loat tu tuong, chinh x4c 1a trai ngugc
voi chudi mot san pham.

Tai FastCap chung t6i san xuét 16 1on céc
san pham bat ké ¢6 bao nhiéu don dit hang
ching t61 nhan tir khach hang, bdi vi ching t61
tin ring chiing toi da tiét kiém thoi gian va tién
bac. NO t0 ra réng, chung t61 da tao ra nhiéu
cong viéc va hang nii 1ang phi khi str dung cac
md hinh san xudt hang loat

Ching t6i san xudt mot trong nhiig san
phém cua chung t6i, dugc goi la Laserjamb
™, timg 16 100 chiéc. Theo tinh toan cua
chiing t6i, mat khoang 45 phut dé san xudt mot
Laserjamb. Mot 16 100 chiéc mat khoang 75
gio dé hoan thanh cong viéc tir dau dén cudi.
Béng cach san xuat ching theo 16 100, ching :
to1 nghi rﬁng chung to1 da tiét kiém thoi 8lan,  FasiCap bi théi mién béi phirong
dam bao rang chung t6i ludn ludn co cac san  Phdp san xudt hing loat Ion.
phdm trén tay dé hoan tat don dit hang khi
chiing dén. Khi Brad va Jon d& nghi chung t6i bt diu san xuat ching ¢
mot thoi diém va chi danhmot don dit hang co ban, t6i nghi rang ho mat
tri ri. TOi tin phuong cham thuc té cta t6i 13, “Khong, diéu d6 cha xay
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ra dau!” (C6 mot s6 cau noi vé viée “day mdt con
cho gia thu doan méi” dén trong dau t6i ngay luc
nay.)

Méi trudng san xudt t6i d tao ra yéu cau mot
luong 16n khong gian danh riéng hudng téi viéc
ché tao san phim nay. Lam chung theo 16 100 c6
nghia 1a chiing t6i can phai chira 100 Laserjambs
cho mdi budc ciia qua trinh. Dé bat dau, chung '
t0i can co du khoang trong ké lam viéc dé giit  Con chd gia da hoc duge
100 Laserjaml?s tai mot thot dié‘m. Dié‘u nay tao nhwgmm;;’;%f;;i;m @
ra mat tinh huong lan rong yéu cau ngudn lyc van
chuyén dé di chuyén Laserjambs tir mot bo phan cua nha may dén chd
khac.

Qué trinh san xuit hang loat di tiéu ton khong gian ctia chung toi,
trang thiét bi, nguén nhan luc, va tién bac. Toi nhin nhan diéu nay nhu
mot cai gia can co dé doi lay hiéu qua. Lam 100 chiéc tai mot thoi diém
13 hop 1y nhat d6i véi toi. Khiém nhuong tuan theo dé xuat cta Brad va
Jon, chung to1 bét dau ché taomot Laserjamb tai mot thoi diém. Béng cai

< nhin dau tién cta bét ky nha san xuat
giau kinh nghi€ém nao, qué trinh nay s¢
14 qua té nhat va t6n thoi gian dé nhan
thdy ¥ nghia. T6i da sin sang dé chi
ra nhirng nguoi goi la chuyén gia nay
rang mot qua trinh v ich nay sé dién
ra. Toi dé chiéu theo ¥ ho, hoic 13 toi

= nghi the.
Nhitng ke Ion hew trit cde I6 1om san pham.— H o qnng tuan dau tién dé sip xép lai
Néu c6 mét sai lam, toan bg 16 sé phai lam R . ’ ’ D, o
lai. tat ca moi thir chung t61 da lam thanh

phong san xuét hinh chit U nhé. Cong
ty cua toi bt dau trong giéng nhu mot
s6 cudc cach mang chau A vira xam
lang va t61 1a nan nhan. Nh& xem bao
nhiéusy ty tin t6i o vé cong ty 16n va
kha ning san xudt cia minh? Vang,
khong gi hon 1ahd then khi xem céc
ban tré, nhimg dta tré “thiéu kinh

Den laze k¢ hinh U m&i — mot nguoi lam a2 X Y L, i
viéc ciia bon nguoi ma khéng mdc 16i gi. nghl¢m Sap Xep lai gan nhu tat ca moi
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thir vé cong ty ctia ching t6i - don cong xudng cua ching t6i con lai cac
thanh phﬁn co ban nhat. Giéng nhu ai d6 noi, “Paul, em bé cua ban xau
xi thé. Tir nay chiing t6i s& din no di. “ Quéa nhiéu ddi voi cong ty “tré va
tan thoi” cia to1!

Ban nghi chuyén gi dd xay ra? Mot 1an nira d6i mat cua t6i da duoc
mé ra cho su ky diéu cua tu duy Lean. Str dung chudi mot san phém,
mdi Laserjamb duogc san xuat tir dau dén cudi boi m6t nguoi, c6 thé
kiém tra truc quan toan bd ctia san phambai ngudi dy lap rap no. Qua
trinh chi mot-tai-mot-thoi diém nay cho phép chung t6i thayduoc 16i
khi n6 dang xay ra. C6 thé 1a mot 15 1éch trung tdm hodc co thé 1a cai
tay ndm khong duoc vin chinh xac. Du sai sot thé nao, ching t6i déu
c6 thé nhén ra trong qua trinh san xuét cho timg Laserjamb, chir khong
phai 14 ¢ phan cudi cia mot loat. Stra mot Laserjamb bi 16i dé dang.
Phai stra chira 100 Laserjambs khiém khuyét khi xong mot 16 that 1a
tham hoa!

Nhing cai tién nhu thé nay ciing tao mot hiéu tng bién doi gon song.
Chung t6i khong chi nhin thiy mdi san phdm duoc san xuit véi sy cham
soc va luu y ciia ¢4 nhén - rat it sai 1am, néu c6 - nhung phan con lai cia
qua trinh nay ciing bat dau tron tru hon. Hoan tat cac don dit hang, boc
xep, van chuyén, thanh toan va dong luu chuyén tién té qua lai lién quan
dén qua trinh nay ngay 1ap ttrc dugc don gian
hoa.

Thay vi ¢6 100 Laserjambs dé luu trit, kiém
ké, theo doi, ching t61 khong c6 cai nao bodi vi
mdi Laserjamb dugc san xuat dé dap img mot
don hang. N6 duoc san xuit, dong g0i, dong
hop, van chuyén va thanh toan. Piéu nay cling
c6 nghia 1a ching t6i di khong ton tién san
xuét cai gi d6 chua dugc ban. Chang toi c6 rat it hang ton kho va nhiing
gior 1am viée bo di. Mot truc quan tot 14 tudng twong tit ca cac thanh
pham nhu 13 rau diép cai, héo theo timg gio.

Chudi mot san pham don gian hoa va cai thién tat ca cac phan khac cua
qué trinh san xuat. Tu duyLean nay d bat dau c6 ¥ nghia véi t6i, mot
cach thuc sy khac thuong.

Chuéi mét san pham don gian
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Lam hang loat va lang phi moi noi hay chi lam
mot, Lam dang va lang phi bién mat mot cach
nhiém mau.

Bai tap Lean cho ban:

Xac dinh mot khu vec ma ban da lam hang loat:

Thoi gian dé 1am 10 san phim theo mot 16:
Thoi gian:

Bay gio, thoi gian dé 1am tirng san pham mét dén khi dia 10:
Thoi gian:

Suy nghi rit ra sau chwong nay:

Video Lean:

HO| 1. Phong céach Lean ¢ FastCap
http://youtu.be/su9CulCZTBg

maot san pham
http://youtu.be/mmop9huyYRU
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2 Second Lean™

Chwong 4

N6 chi tré nén tot hon tir diy

Hanh trinh Lean cua t6i da thuc su thu phuc toi. That phén khoi khi
di qua qua trinh bién d6i nay. Vi mdi goi ¥ cai tién t6i s& di qua cac
giai doan khong tin tudng va nghi ngd, sau d6 khiém nhudng chép
nhén - chi dé duoc thuong khi xong vié¢c va hoan toan bat ngo boi mot
két qua don gian hon, hiéu qua hon va it ton kém da 16 ra trudc mét
toi.

Cai bon - truoc day Sau do - Nhanh, gon, an toan hon.

Ké tir 46, cai nhin han ché cua t6i di phat trién dé nhiing lang phi
trong tat ca moi thir chung toi 1am tai FastCap nhay ra khoi t6i. Mic
du t6i da thyc hién Lean muoi nam va dé nhitng nguoi di tir khip noi
trén thé gidi xem va hiéu vé vin hoa Lean ctia chiing tdi, toi tin rang

90% nhiing thu chung toi lam 1a su lang ph1 Dud¢i day la tdm lang
phigay kho khan cho tat cachung toi. Dleu sO 8 gay hai nhat.

3 Hang ton kho

4 khuyét diém

Khong str dung
nhén tai:

6 Thua dong luc  _»5_ 9 Van chuyén
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Tim céc thanh phan lang phi khong phai 1a mot ganh ning, d6 1a
mot tro choi - mot chuyén di san phan thira thai khong 16. Lean khong
lam cho moi viéc khé khan hon. Lean tap trung vao viéc don gian hoa
qué trinh bat ky mdt cach c6 chu y. Khi ban thuc hién mét qua trinh
don gian, ban thu dugc mot két qua tdt hon, dap ung nhiéu hon véi
nd luc it hon. Piém d6 khong duoc cuong diéu hoa dau. Lean khong
phai 1a lam viéc cham chi hon va dién cuéng hon, ma la lam cho moi
thir don gian hon. N6 khong chi khién cho moi thtr nhanh hon, ma
con cai thién chét luong cua tat ca moi thir ban lam. D6 hiém khi 1a
mot su thay d6i 16n hay quyét liét, ma 1a tirng budc nhé vao mot chiéu
hudng bt tan dé lién tuc cai thién moi thir mdi ngay. Thay d6i 16n thi
tuyét ddy, nhung n6 khong phai 13 tat ca nhimg gi vé Lean.

Toi chi chia sé cach Lean duoc dua vao mo hinh kinh doanh cua
minh va lam thé nao né mang lai két qua 4n twong. Mdi quan hé mat

Mot khu vuee lam viée thong thuong khi toi K¢ lam viéc cua FastCap sau 10 nam cai tien
tham cac cong ty khac. That ac mong! lién tuc. Nhw mot giac mo.

thiét trong caicach ma tu duy nay c6 thé anh hudng dén cudc sdng ca
nhan cua mdt ai d6 khong gi hon 1a mot sy kinh ngac.

Néu t6i chua timg néi (va toi s& tiép tuc noi!), rang Lean 1a loai bo
su lang phi va cai tién lién tuc, bﬁng cach tiép can tat ca moi thir ban
1am véi cai nhin theo hudng lam cho moi thir don gian hon. Néu phai
méat mot gio dé 1am mot cai gi do, hay hoi lam thé nao n6 co thé duoc
thue hién trong 30 phut. N6 khong phai 1a 30 phut dién cudng, do 1a
30 phut ban dat duoc b::fmg cach loai bo 8 loai lang phi. Sau do, khi
ban giam no xudng dén 30 phut, hiy hoi lam thé nao ban c6 thé giam
no xuéng con 15 phut. Va sau khi ban gidm bat thoi gian chi con 7
phut, chuan bi sin sang dé nhay mot diéu nhay hanh phuc Chang bao
lau ban d3 loai bo qua trinh nay hoan toan va chic chan niém han
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hoan s& dén. Lean la ngh¢ thuat cua
phép trur, khong phai 1a phép cong.
Lean Ia lién tuc giam dong lang phi
lién quan dén tat ca moi thir ban lam
trong cudc sdng cua ban - lam thé nao
ban nau bita dn trua vao budi sang
hodc cach ban mac dd vao budi sang.
N6 ¢6 thé don gian hoa cach ban ldy
chia khoa xe va chiéc cip trudc khi
di lam viée, lam thé nao ban co6 duoc
nhitng dta tré sin sang vao budi
sang, thoi gian blta an gia dinh, lam
vuon, bao tri nha - n6 khong thanh
van dé. Tu duy Lean ap dung ddi véi

moi khia canh cua cudc song va do do co thé cai
thi¢én moi khia canh cta cudc song. Vang, tro
thanh mot nha tu tudng Lean lam cho tat ca moi

thir trong cudc séng tot hon mot chut!

Tat ca moi tht trong cudc séng 1a mot qua
trinh. Khi ban bit dau hoc cach suy nghi tinh
gon, ban bit dau két hop cac cdu hoi nhit dinh
vao nhung suy nghi hang ngay cua ban. Ban s€

Ngan keo dan nhan, may rua chén co tung
budc va méc mau do, xanh la cdy va vong
cham dé xac dinh sach hay ban .

bat dau tudng tugng 1am thé nao ban c6 thé 1am  Tham chi may tron musi v

cho nhiing quy trinh nhanh hon, an toan hon,

hat tiéu ciing cé ché. : )

don gian hon va cai thién chét luong cua tat ca moi thtr ban lam mdi
ngay. Khong phai mét 1an, khong phai hai 1an, ma mdi ngay ban thuc
hién cho cac cai tién nho cho phan con lai cude séng cua minh

D6 1a ¥ cua ching toi, bang cach ting chat luong cuoc song cua
ban, doanh nghiép cua ban Va trién vong chung ctia ban vé cudc sbng.
Ban c6 thé tuong trong mdi ngdy moi viée tot hon mot chut? Khong
dang ké, nhung ludn tré tot hon? Khi ban trd thanh mot nha tu tudng
Lean day la nhirng gi s€ xay ra va n6 la cach 16n lao hoan thi¢n cude

song!

CA THIEN QUY TRINH

- 8 LANG PHIi

TU SU DUY LEAN
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Tim ra yéu t6 lang phi khong phai mot ganh nang,
do 1a tro choi - mét chuyén san bun dat [on.

Bai tap Lean cho ban:

Nhin xung quanh va xac dinh mét vi du vé 8 ling phi trong
cudc song cua ban:

1.S4n xuit thira:

2.Thira quy trinh:

3.Hang ton kho:

4.Khiém Khuyét:

5. Van chuyén:

6. Thira dong luec:

7. Thoi gian cho:

8.Khong sir dung nhan tai:

Videos Lean:

rieim 1. Nha bép Lean
LL=H{1 http://youtu.be/Ui-Lk6gK7m8
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Chuong 5

Nhirng gi 16i ban?

Hay dé t6i cung cip cho ban mot sé vi du vé cach t6i da thyc hién
Lean & nha, khong chi trong cong viée. Toi c6 mot ti quan 4o, va khi
t6i vao xem mdi budi sang, co khoang mudi bd com-1é khac nhau ma
t6i mic, ciing nhu thudng phuc va dd thé thao. Van dé 14 t6i da 50 tudi,
B téiq mu tit va khong con co
|} th¢ phan bi¢t cdc mau sac
khac nhau dé dang.

Khi t6i xdy dung can nha
16 niam trude, t6i da lip
dat mot bong deén trong tu
quén 40. N6 van hoat dong
t6t, nhung mét cua toi thi
khong. V&i mot ludng sang
ban ¢ ca bong va goc toi,
nghia 13 mdi budi sang 1a
. . . mot cudc déu tranh. Toi

Trueoe va sau. Cai tien Lean cua toi cho tu quan ao -lap dat X \ , A A
dén do s6 dé t6i cudi cing c6 thé tim mau sdc véi su tu tin . thay minh kéo mqt b(_)
Tai sao toi cho doi 16 nam !! com-lé ra khoi ta quén 40

(khong phai 1 bo d6 bot in xanh dwong soi tong hop) va di bd vao
giita cua phong ngt cta t6i dudi anh sang tdt hon dé phdi voi mot
chiéc 40 so mi va ca vat.
Sau rat nhiéu lan di t6i
di lui chd t quan 4o, toi
nhan ra diéu nay trd nén
t¢ nhat thé nao. Qua trinh
mic quin 4o di lam toi
phat cau! Diéu gi s& xay ra
néu toi dat them hai hogc
ba den huynh quang trong
d6? S& khong co nhiéu

, Z. - B Z. _ Trudc va sau. Cia do tu qudn do . N6 tirng chi c6 mét thanh,

bOHg to1 hO%_lC £0C to1! Bo nay tang gap déi véi do khodc ciia vo téi trén dau 6 vi tri

1a du 4n cudi tudn tiép liwa chon . T6i lip dén bén duwdi dé c6 thé nhin thdy. N6 gan
© .. nhw la mot trai nghiém the gioi bén kia co qua nhiéu anh

theo cua toi. sang
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Hom nay ti quan 4o cua toi duoc chiéu sang nhu thé Chua da tro
chuyén véi toi vao budi sang! Khi t6i bat cong tic dén, toi c6 thé nhin
théy moi sic thai khac biét vé mau sic gitra nhitng bd com-1¢, quﬁn a0,
40 so mi va quan cua toi. Bay gid, bat ddu mot ngay cua toi véi cai gi
d6 quen thudc nhu mic quan 4o khong con khién toi that vong hoic
1am t6i tri tré. Nhitng chién thing bé nho Ay 1a giai thoat vé mit tim
Iy. N6 nghe gidng nhu nhimng diéu nhé nhit, nhung khi ban don gian
hoéa mot qué trinh can thiét hang ngay tir mot nd lyc té nhat lai thanh
mot su dé dang lua chon, cudc séng tré nén thue sy tot, thue sy nhanh
chong. Khéng con di di lai lai, khong doédn, khong co nhiéu sai lam,
khong 1am lai nhiéu lan, khong
ric roi nira.

T6i dd dau khd trong 16 nam
v6i van dé nay va khong bao gio
giai quyét no. Vi thoi diém dé
nhan ra (“qua trinh nay thuc sy
quiy nhiu cho t6i”) va cam két
stra chita né (cac du an vao cubi
tuén), to1 da cai thién mot trong
nhimng qué trinh dau tién to1 thuc

Ban toi, Karl Wadensten , nguoi lam May hléIl moi ngay cho phﬁl’l con lal
rung ... cho bé tong . ; ) Karl la mot trong nhiing cua cuc}c doi.

nha tw twéng Lean tot nhat ma t6i da timg gap Lean 13 stra chita Ilhtl‘l’lg gi quay
va cong ty ciia ong day nguoi cé dam mé ve viéc X e a c.
chién ddu voi lang phi. ray ban. T6i da hoc duogc khai

niém nay to Karl Wadensten
ter VIBCO ™., Karl 1a mdt mot
trong nhitng nha tu tuéong Lean
hiém hoi 1am cho Leanvira don
gian vira vui vé. Ong diéu hanh
mot cong ty lon ¢ Providence,
Rhode Island ché tao may rung
cong nghiép ... cho vat liéu xu ly
s6 lugng 16n va bé tong! :) Karl
c6 mdt chuong trinh phat thanh
goi 12 Quéc gia Lean va d6i mil bac chay xung quanh cong ty ctia dng,
tuyén bd: “Chung t6i dang

-30-



2 Second Lean™

r 9

c6 chién tranh véi su lang phi.” Ong 4y 14 mot trong nhitng ngudi ban
ch1 cdt cua toi trongLean va ongdua t6i t6i khai niém ne‘ly Hay nhd
rang, “Lean chi don gian 13 stra chira nhu'ng g1 quay nhiéu.”

Nhirng gi lam phién t6i 12 khong thé nhin thay quén 4o trong ti quan
4o cuia minh. Vi vay, to1 da hanh dong va t61 da lam cho né xay ra. Bay
gio, trong phan con lai ctiia cude doi, toi tan huorng nhiing trai nghiém
clia mic quan 4o vao budi sang voi anh sang tot khi toi ngé qua su lya
chon cua t6i. Chua ké, toi da co mot “hanh dong ngot ngao an diém
vi Vo toi chia sé nhung t quan 40 va bay g10’ co Ay co thé nhin thay
quan 4o ctia minh tot ho. Moi ngudi déu thing - mét loi ich khac cua
Lean.

Toi that sy da thyc hi¢n hang tram cai tién Lean trong nha cua toi,
nhung hiy dé t6i chia sé voi cac ban mot trong nhitng muc yéu thich
cua toi. Bu01 sang, toi pha tra. To1 thichcho vao mot chut goi Splenda
™ mot s6 cdy qué, va sau d6 tra cta toi. Toi lam diéu ndy mdi budi
sang. Qua trinh nay du lién mot mach. T6i mé ngin kéo, 1ay ra mot
g6i Splenda ™, x¢ né ra, d6 no trong tach tra cua toi,
quay lai, di téi thung rac, va dat cac goi Splenda rong
vao thung rac. Sau do toi dat mat
Khang con goi Splenda mita, nhuim qué vao cbc clia t6i, va
e wamduome 14y 06 ra. Toi dat ti tra vao, di
qua cho voi nudc nong, dd nudc

noéng vao, va téi xong viéc.

Trén thuc té, toi khong thich
phai x¢é nhirng go61 Splenda. To61
da lam diéu d6 trong nhiéu nam,
va no lam t6i phat dién. Mt

Giai phap Lean!
Loai bo chuyén dong ling phi. Khéng
con di di lai lai dé pha tach tra ciia
toi.

Di b¢ la lang phi.

Nhanh chéng va dé dang!

Trd va hon hop Splenda - qué o ngay cho lay nieée néng.
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ngdy, t6i quyét dinh mua Splenda véi sé luong
lon. Toi da mua mét binh tron duong va dat
Splenda trong d6. Sau do, théi quen cua toi da
thay ddi mot chat. Tai sé léy tach cua toi ra, mot
nhum Splenda, mgt nhiim qué, dat tai tra vao, dd
nudc néng vao, va xong roi day.

Téi tiét kiém cho ban than minh khoang nim
gidy, khong phai d6i phé véi viéc xé mé cua
cac goi Splenda. Tbi biét ban nghi d6 1a chuyén
nho, nhung do 1 nhitng diéu nho nhat gop thanh
N nhing diéu 16n. Tiép theo, t6i nghi dén ban than
3 tach tra dwgc tiét kigm  minh, “T61 1a nguoi duy nhit c6 sir dung qué va

thoi gianmoingdy  gnlenda trong nha, vay tai sao khong lay qué va
%S?ﬂ%ﬁﬁi& dat n6 trong binh tron Splenda?”

) Mot lan nira, thoi quen cua t6i da dugc don
&Tﬁ:ﬁi‘gﬁgl gian hoa. Bay gio ti lic Splenda-qué mot lan,
=tiétkiem 30busemdi  sau do dat thi tra trong nudc nong va to1 da lam
Ei‘;y :iﬁﬁ% ff;;m‘” xong ma khong can budc mot bude nao. Toi tiét

ki€ém cho minh mudi gidy moi ngay cho phan con
lai ctia cudc doi toi. Tt nhién, toi 1am cho khoang ba hoac bon tach tra
mdi ngdy. Vi vy, nhan muoi gidy ba lan, va xem cach pha tra bay gio
la mdt viéc don gidn va t61 duoc ra khoi ctra nhanh hon nhiéu.

Ngoai ra, suy nghi vé tit ca cac sy lang phi khac t6i di loai bo trén
muirc do toan cau hon. C6 rat nhidu quy trinh lién quan. Qua trinh lay
Splenda trong géi va su lang ph1 lién quan dén lao dong Va san xudt
ap dung Va0 san xuat cac goi gidy nho Ai d6 c6 dé 1am, 1n 4n va van
chuyén cac goi do, sau d6 cung cap nhimg san pham cudi cung dén
ctra hang. Ai d6 phai diéu tiét chung tai cira hang. T6i di mua no,
mang né vé nha va dit n6 trong ngin kéo cua t6i. Sau do, toi sir dung
no vaném no di. Sau do, cac xe tai chd rac da nhat nd 1én va 16i né vao
bai rac, va cac nhan vién bai rac phaixdi chung bén dudi, va sau do cac
bai rac phai dugc quan ly.

C6 rat nhiéu sy lang phi c6 lién quan téi mot hanh dong, nhung né
dién ra hang ti 1an mot ngay trén toan thé gisi, khong chi véi Splenda,
ma voi rat nhiéu didu. Va bay gio, toi da loai bo tat ca didu do. Toi
khong phai lang phi gidy. T6i khong phai chat cay. Lean thuc su 1a
phuong tién xanh t6i uu.

"4/

" SPLENDA
SINNAMON -
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Tbi s& cung cap cho ban thém
hai vi du vé nhitng gi t6i da lam
trong nha cua to6i, mac du toi
c6 thé di tiép. Diéu nay, du thé,
la mot sy wa chudng cho tat ca
chung t61, nhitng nguoi ghét don
dep sau khi cit co.

T6i phai cét co ctia toi mdi tuan, ST

Lz \ 1 K Thay vi khien cai san kho khan de duy tri, toi
gl()ng nhu hau heét Chﬁng to1 lam. thiee hién cdi tién Lean dé bién né tré nén vui vé
T6i c¢6 hai mau dé cit, vi vay toi dé dang hon.
stt dung mot may cit co thuong
mai 16n. Moi lan t6i thudng cho c6 vao tui, nhu’ng mat rat nhiéu thoi
glan va rat nhiéu sy lang ph1 boi vi to1 phal 1y khoi may cét dé xa tai

' : nhiéu lan trong sudt qu4 trinh.
C6 ngudi dé nghi t6i thir phu 1én gbe
co. Toi noi t6i khong thuc sy mudn vi co
d;;??:ulgﬁt i trong khong 6n sau khi phu. Vang, t6i hoc
mal _, 1 duoc rang néu toi cét co cao hon mot chit, va
\ c6 it mau cat hon, bii co cua tdi thuc su sé bét
dau trong dep hon trong thoi gian dai. Vi vay,
t61 bt dau phu gdc né. Bay gio toi phai bon
phan it hon vi ¢6 kho thuc sy lanh manh hon
rat nhiéu cho céc bai co. T6i tiét kiém tién va
Py thoi gian do khong phai bon phan du chi bang
mdy cdt co cing thé! Nhicw MOt nura to1 tng lam. Cho du t61 ¢6 thu ¢o
i‘(’)’lyrzuv‘;‘:'zsr‘l”fe ZZZZZZ lai haypht c6 khi t6i cit co xong, trén thyc té
cdch néi véi ho kéo can gar.  t01 déu phai phun nudc va lam sach phia dudi
than may cit co, vi co s& méc
vao céc ludi cat bén dudi. (Toi
sdng ¢ Tay Bic Thai Binh
Duong, noi chung t6i cit ¢
ngay ca kh1 tro1 mua). Day la
mot rac réi 16n va co rat nhiéu
cong viéc. Toi s€ phai ro1 may
cit cd cua toi, léy voi, dinh
, . vao nd bén dudi may cit va

Chau vé sinh may cat co. Ca may cat co cua toi ciing 1am sach duéi

vui vi Lean! :
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than ctia may cat. Do 1a mot qua
trinh lao dong tap trung sau. Toi
khong thich 1am viéc d6. Piéu gi
s& xay ra néu t6i dat mot duong
dng trén mat dat, khoan 16 trén n6
va néi v6i voi nude tudi cd mot
nat bat/tit nho dé chuyén hudng?
T6i s& co thé 1ai xe may cit qua
4 cac duong dng, xoay nim nho va
Cdc 6 4x4 dwoc dié‘u' chinh d:e chita co xén , may dé cho nuédc phun 1én thém chila
rigtdgw%cjfﬁ éhiej’ca va san Syd,"gzéfd;" sk quéi toan bd boong. Vang, toi da
¢ y cat . Tia nudc sé ban 25 feet
trong khéng khi & dp sudt day di.. Tré em cing ~ thir nO va doan xem? NO coO hléu
thich chot trong nd! qua. N6 tiét kiém cho t6i rit nhiéu
thoi gian. T61 khong con phai vao
va ra khoi may cét co!

Lean 1a mot qua trinh cai tién
lién tuc, phai khong? Té1 khong
thich cach cac voi va éng ky cuc
trong khu thiét bi cua t6i. Vi vay,
t6i di mot bude xa hon. Néu toi
: s lap 6ng nho do vao I?é téng, citra

San lom viéc lom yéu Cau tw duy Lean lon! mét cai 16 Hhé, dét 6Ilg xuéng dé,

dat bé tong lai trén cung, nén chi
c6 nhitng 16 bé c6 thé nhin thay trong bé tong? Mot 1an nira, t6i chi 1ai
xe 1én, kéo don bay trd lai va nude phun 1én trong bé tong. Hé thong
lam sach boong cua t61 da dugc nguy trang. No that sach - khong co
6ng va voi 1on xon nam xung quanh khu vuc lam viéc cia to1. NoO lién
mot manh. Vang, t6i da lam diéu do, va ban biét khong, né hoat dong
vuot bac! Ban bé cua toi thém ro dai co ché qué tuyét ma toi da xay
dung. Tai sao? Bo1 vi no thuc su phong céach va tha vi! Pay la tu duy
tinh gon.

Bay giod khi toi hoan thanh bai co cta t6i, that d& dang (va tha vi) dé
lam sach day ctia boong. Tdi cam thdy tuyét vé chuyén trang thai cai
tién lién tuc & nha minh.

Bay gio, vi du cudi ciing cta ti vé cai tién Lean trong nha, ciing 1a
mot trong nhimg cai yéu thich cta t6i, boi vi né rat don gian.

Hai dira con cta toi, twong tmg 16 va 18 tudi, thich in banh mi
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nuong. Ching lam banh mi nuéng va
- 12 thanh thiéu nién - chiingdé dao cit
bo trén quiy. Thanh that ma néi, thoi
quen nay da khién t6i dién tiét mot thoi
gian. Khong ké t6i da thuyét giang thé
nao,ching cu dat con dao
cit bo trén céac canh cua dia
an hay trong may rua chén.
Oi, trong mdt hai ngay no
s& duoc khéc phuc bdi céc
con téi la nhiing dua tré
ngoan va chung nghe 1061 to1
(thuc sy, chiing nghe 16i)!Du véy, chang bao 14u, con dao do s& bat dau
xuét hién lan nira, dé lai nhitng manh vun va bo trén quéy.

Vi vay, mot ngay t6i tu hoi: “Tai sao con dao cit bo ludn ludn cod
két cucndm trén quay bép?” Cau tra 10i 1 boi vi nd khong & 1au trén
canh cua dia bo. N6 roi ra. Vi vay, toi tu hdi, diéu gi s€ xay ra néu toi
str dung mot cdy co dé quet bo banh mi mré’ng cua minh? T61 da di qua
cac ngdn kéo nha bép, mé nod ra va tim thay nay ban chai banh ngot rat
dé thuong, né tron voi 1ong map map ngan ngan va rat hip din. To6i
lay no6 ra, va dat né trong bo mém va cay co dung 1én mot cach hoan
hao trong bo mém. Téi di lam mdt mau banh mi nuéng dé thir nghiém
y tudng nay, xem kia, nd c6 hi€u qua hoan hao. Ban chai bo bi méc ket
trong bo, vi vay n6 khong roi ra dé dang, va n6 trong dep, ding thing
1én trong cac dia bo nho. Vi vay, khi t6i tré vé& nha t6i hém do, con gai
t61 ndi, “B oi! Ban chai bo d6 rat tuyét. N6 that d& dang. “D6 1a st
manh cua tu duy Lean. N6 hoat dong va moi nguoi nhan ra né hoat
déng Vi cudc sdbngduge don gién héa, dé dang, va mot cai gi d6 ludn
quiy ray toi da duoc g1a1 quyét.

Bay gio c6 mot diém quan trong t61 muén lam rd & day. Lean thuc
su 13 loai bo nhitng diéu ma quiy ray ban. Pay la cach t6i day Lean vi
d6 1a mot diém khoi dau vui vé. Moi nguoi c6 thé hiéu va dong cam
v6i tat ca nhitng diéu trong cudc séng lam phién ho va khién ho ndi
dién. Ngoai ra, moi nguoi thich dugc hoi, “Piéu gi lam ban kho6 chiu?”
Nhitng ngudi nhat nhat c6 thé khong cung cap bat cir diéu gi lac dau,
nhung t6i dam bao vé6i ban rang ho s& bit dau suy nghi vé nd va ching
bao lau ho s€ tham gia vao cac qua trinh nhu ban.
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Khi chung t6i giam cac khai niém Lean xudng nhimg y tuong don
gian nhu thé nay, moi ngu:m déu nhan duogc. Pay 1a Iy do tai sao xut
tinh gon hoat dong & khap moi noi n6 duoc thir - & nha va tai noi lam
viéc. Chéat lugng cude séng 6 thé cai thién. Chi can tu hoi mdi ngay,
“Cai gi lam phién minh?”, t61 bao dam vdi ban,cau tra 101 s€ lam ban
ngac nhién.

Y NGHIA:

Ban phai chién dau voi céi quay ray ban.

Bai tap Lean cho ban:

Liét ké 5 thir quiy nhiéu ban & nha:

R

Liét ké 5 thir quay nhiéu ban & cong so:

R

Videos Lean:

"t -Eli. ["] 1. Leantai Nha
: d;ﬁ-:l- 3 hitp://youtu.be/3FOR9IOH2_c
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Chwong 6

Cam on, ong Lexus!

Bay gio toi mudn tro vé Lean tai noi lam viéc béi vi, gibng nhu tat ca
nhiing chuyén di, hanh trinh Lean cua toi gip phai mot chuyén khong
may. Toi thdy diéu ndy ¢ khap moi noi tdi t6i
trong san xuét va gioi doanh nghiép. Ddi véi
mot s6 ngudi, tir “Lean” thu duoc mot cai cau
may hodc it nhét ciing 14 m6t céi nhin s¢ hai.
bay la nhlrng nguoi da cd gang tinh gon va
gip su c6 nhu t6i da gap. Su ¢d nay 1a mot dau
hiéu cho thay cac hoc vién khong hiéu day du
ban chit toan dién ctia Lean. Hai chuyén di cua
t6i dén Nhat Ban trong thoi glan nam nam cubi
cung da cho t6i sy danh gia day du vé tu duy
Leanva dong luc dé thuc hién nd mot cach higu 74/ sa0 n6 khong hoat dong

i nhw ho noi?
qua.

Trong nhitng ngay dau ciia cudc hanh trinh, an twong cua toi vé Lean
12 mot cong cu kinh doanh day hira hen s& giup cong ty cia toi mé rong
va phat trién thanh mot to chirc hidu qua va tinh vi hon. Str dung Lean
nhu 13 mot cong cu sé khién cho ban that vong. N6 con nhiéu hon thé.

Ba thang dau tién dua t6i qua mot ton thuong cam xutc. Nhiing thay
d6i, kho khan dé chiing duoc chap nhan, mang lai phan thuéng dang
ké - tiét kiém hang chuc ngan db la cho cong ty va mang lai mot khong
khi trong lanh ctia hiéu qua va don gian dén FastCap. Va chi trong ba
thang!

T6i cam giac nhu mot con nguoi
moi ... nhu toi da hoan thanh mdt cai
gi d6 quan trong. Pay 1a thoi diém dé
cac chuyén gia tu van vé nha, bay gio
t6i biét nhitng gi toi dang lam, phai
khong? Mmmm, khéng qua nhanh!
Nhiing cai goi 1a thay ddi “to 16n” t6i
da trai qua da thuc sy dugc coi 1a rat
nho trong con mat cc ¢b van ciia toi.

T6i xong roil Pén liic chiic mirng!
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Khi t6i n6i v6i ho vé ké hoach ctia minh dé xay dung mdt co so 16n
hon, ho nhin t6i nhu thé t6i bi dién. “Tai sao? Ban c6 qua nhiéu rdi!
Ho phan dbi. Téi van khong hiéu.

Do 1a thoi diém Brad va Jon dé nghi t6i tham gia vao mot chuong
trinh moi. Toi s& di tham quan véi mot s6 lanh dao doanh nghiép khac
dén Nhat Ban dé trai nghiém hudn luyén chim ngap trong Lean. Mot
phan cua chuyén tham quan bao gdm mét dinh huéng gan giii va ca
nhan t6i cac hé théng san xuat Toyota (TPS). Lam sao t6i ¢ thé noi
KHONG? Nhat Ban 1a ving dat than thanh, dat nuéc me, cua tu duy
Lean. Tat nhién t6i n6i DPONG Y!

Chuyén di dau tién téi Nhat cimg Brad va
Jon tir Gemba Research.

D6 1a cudc hanh huwong dau tién dén
Nhat Ban gidng nhu mot tran tuyét 1o
ctia viéc hoc va ngudn cam himg. Toi
d3 bi choang ngop véi nhiéu thong tin va
su 161 cudn hon tdi 6 thé tién hanh. Céc
co sO san xuat duoc to chire hidu qua va
don gian. Gidng nhu xem mot ngudi hoan thanh
cong viée ctia muodi ngudi sach sé nhat, khong
gian t6 chtrc nhat ma t6i timg thiy. T6i khong biét
s& chuyén tiép tat ca cac thong tin méi nay lai cho
ngudi cua toi nhu thé nao, nhung t6i da bi thuyét
phuc rang Lean s& giai quyét nhiéu van dé toi gip
phai ¢ FastCap.

Khi t6i tré vé, toi thuc hién nhiéu cai tién hon
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va bat dau khoi xudng cai duoc goi 1a su kién
Kaizen. Su kién Kaizen 1a khi mot nhom cac
nhan vién tap trung vao mot qua trinh va kiém
tra tirng budc, sau dé ghép no tro lai véi nhau -
loai bo tat ca hoat dong phi gié tri hodc sy lang
phi. D6 1a mot cach tiép can nhom dé cai tién.
Trong vai ndm tiép theo FastCap chimg kién
nhiéu cai tién. Chung toi cit giam rat nhiéu ling
phi, don gian hoa quy trinh va kinh doanh cua
ching toi phét trién bén viing. T6i phai thira

nhan, du vay, Lean bét dau giéng
nhu hoc vet. Toi nhan thiy rang
t6i d4 trd thanh dong luc duy nhat
dﬁng sau viéc thuc hién Lean cua
chung t61. Chirng nao t6i con & do
dé bat dau ¥ tuong hay dé dan dat
viéc dong ndo hoac cac sy ki¢n
Kaizen, chung t6i s& thay sy tién
bd. Ngay sau khi t61 di hoac co
mot chuyén kinh doanh, moi thu
duong nhu chi la ca & chd ho bi
b6 lai. Giéng nhu day mét chiéc
xe ltra. Khi t61 gdp nhiing nguoi
da thyuc hién Lean, n6 thuong lam

HEB

That fwong phan ! Ngan xép cdc 16 hang trude day
va bay gio' la chudi mét san pham nhanh chong,
don gian! Lam thir ban can khi ban can né. Chudi
mot san pham phan truc gide. Lé hang ¢é vé
nhanh hon va hiéu qua hon nhung né chi la nguwroc
lai. Anh nay cho thdy mét trong nhiéu ké san xudt
hinh chir U trong toan co so cua chung toi.

cho ho cam théy that vong vi ho khong thé 1am Lean thuc su bén ré

trong cong ty cua ho.

T6i tin rang day co thé 1a diém nguoi ta tir bo Lean. Toi mai biét
on rang t61 da khong bd cudc, bdi vi nhitng gi da xdy ra trong chuyén
hanh huong thir hai ctia to61 dén Nhat Ban 1a mot budce ngoat trong viée

Trén xe buyt trong chuyén tham quan Nht Bén
ldn 2
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lam thé nao t6i hiéu dugc buc
tranh rong 16n. To1 phat hién ra
cac lién két quan trong con thiéu
trong phuong phap cua t61 va ly
do tai sao toi di khong thé lam
cho tu duy Lean “bam dinh.” Toi
can vuot ra ngoai vi¢e “td chuec
su kién Lean” vet va chuyén di
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thtr hai néy dén Nhat Ban da cho t6i quan diém ma t6i can.

Diém nodi bat ctia chuyén di thtr hai nay 13 mot tour tham quan cua
cac nha may Lexus ™ va mot bai giang dai hai
gi0 cua Pho chu tich cua Lexus. Cac co s¢ Lexus
la mot trong nhlmg mo hinh thanh lich va hap
dan nhét ctia san xuit ma t6i timg thiy. Vao cudi
cua hanh trinh nay, t61 hoi ngai Pho chu tich mot
cau hoi rét truc tiép, “Diéu quan trong nhat dbi
voi Toyota la gi?”

T61 da hy vong mét cau tra 101 10 rang, cau tra
bieu quan trong nhat véi 151 “loai bo sy lang phi thong qua cai tién lién
Toyota™ la con nguroi — S r 1a ~ A 5 ) A
gidio duc va rén luyén con 1UC”, cho rang d6 1a nhiing tru cOt cta san xuat
ngudi trong mgt van hoa ci | ean, TOi rat can nghe mot cai gi d6 khac, mot

tien lién tuc. . o .
cai gi d6 cam hung hon, mac du t6i khong c6 y
tudng né 1a gi. Pho chu tich di khong 1am toi that vong.

Khéng chan chir, Gng noi, “Diéu quan trong nhat déi voi Toyota 1a
con nguoi. Toyota tat ca 1a vé giang day va dao tao con ngudi va Xay
dung mot nén vin héa cai tién lién tuc. Chung to1 khong quan tam vé
kiéu xe tiép theo, k¥ thuat diéu ky diéu tiép theo, kévca nhiing chién
luoc ban hang tiép theo. Méi quan tAm hang dau cua chung t6i 1a lam
thé nao dé xay dung con ngudi va lam thé nao dé xay dung mot nén van
hoa cai tién lién tuc. “Piéu ndy hau nhu khong phai cu tra 101 toi mong
doi, nhung n6 1a khoanh khic “O-ré-ca!” cua t6i trong chuyén di.

T6i di dung nim nam qua tip trung vao sy lang phi va cai tién lién
tuc. Toyota, mat khac, da dé tam voi viée xay dung mot nén van hoa
thong qua giatng day va dao tao con ngudi. Nguoc lai, toi da cb ging
thuyét phuc nguoi cua t6i dé ndm bt tu tudng Lean bang cach khoi
xudng “su kién Lean ” Sai 1am cua t6i 14 sy tap trung kh6ng ding vao
quy trinh. T6i can phal tap trung vao vi¢c xay dung mot nén van hoa
cua nhiing ngum hiéu va ndm bit cai tién lién tuc.

; - Lac 16i, nhung hy vong, v dinh ring
nhan vién cta t6i s& thiy qué trinh ky
di¢u xéc dinh cac sy lang phi va cai tién
lién tuc voi su phén khich nhu t6i. Néu
ho trai qua qua trinh Lean bang doi mét
cua toi, toi chi biét ho s& ap dung no voi

Giao duc, ren luyén khong gioi han va \ , £ \ R ~ \
xay hung mot van héa cai tién lién tuc. cung suc song va su nh1¢t tinh. CUQC tro
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chuyén cua t61 voi Pho chu tich Lexus lam t61 nhan ra rang su hiéu biét
ctia toi vé Lean 1a gi va n6 hoat dong thé nao that thiéu sot.

Vén dé 1a mot trong nhimg dong luc. Toi dd duogc thic ddy véi tu cach
mot cht doanh nghiép mudn thiy doanh nghiép ctia minh phat trién va
mo rong thanh cong. Thuc hién nguyén tic Lean da giup t6i dat muc
tiéu mot cong ty van hanh tét. Du vay, nhan vién cua t0i, lai dugc thuc
day boi nhimg diéu binh thuong khién nguoi ta di 1am, chang han nhu
mot cong viéc tdt, mot ngan phiéu tién luvong, su hai long cua ca nhan,
va mot tinh ban than thiét v6i cac nhan vién khac. Ho khong nhét thiét
duowc thic day boi ké hoach kinh doanh 16n cua toi!

Bay gid nd 16 rang voi toi rang céng viéc chinh cua toi 1a vé& nha
va xay dung van hoéa cua tu duy Lean bang cach tap trung vao nhu’ng
ngucn dang phat trién. “Xay dung mot nén vin hoa Lean” 1a lién két
that lac d6i vé6i toi, va d6 1a Iy do tai sao t6i khong thé co dugc nhimng
cai tién & FastCap dé “bam dinh”. D6 1a 1y do t6i cam thdy nhu toi dang
day mot chiée xe lira. Lean 1a viéc xay dung mot nén van hoa cai tién
lién tuc, khong phai v& tién hanh sy kién Lean.

Giéng nhu bt ky khia canh khac cua tu cai thién, phan kho nhét
khong phai 13 hoc né. Phan kho nhat
1a thay ddi van hoéa, 16i sdng, vi vay
su tién bo do6 1a mot lién tuc, khoa
hoc tré thanh vinh vién. Chung toi
déu biét mot ngudi giam can hodc
bat dau mot théi quen méi tich
cuc nhu tip thé duc, thién hay cu
nguyen hang ngay. Chung t6i cung
biét ring mot nam sau do rat nhiéu
nhitng cai tién cudc sdng co xu
hudng giam di. Chang t61 1a nhitng
sinh vét cta thoi quen. Thay doi 1a
mot tht nghiém don gian, nhung
thoi quen x4u gidng nhu mot ngudi
tinh ghen tuong, bi bo roi - lién tuc

. . Trén dieong vé nha voi hiéu biét méi, quyét tam
dau tranh d€ ching t6i tro lai! va muyc tiéu moi.

Su dot pha cta to1 vao Lean cling
khong ngoai 16. Khong chi t6i can phai két hop cach tu duy méi nhu
mot su thay doi thuong xuyén va tién bo cua thoi quen, to1 con can tho
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thi cong, nhan vién kho, van chuyén va dong géi, cac nha quéan 1y van
phong ciia t6i va giam ddc didu hanh dé nam 13y cach nghi nay. Toi da
khong chéc chan toi s& thyc hién didu d6 nhu thé nao, nhung nhiing gi
xay ra tiép theo trong chuyén di Nhat Ban nay chac chan da chi cho t6i
di ding hudng!

r ~
Y NGHIA:
& ¢t 161, Lean thuc su nodi vé& quy trinh
phat trién con ngudi

Bai tap Lean cho ban:

K¢ tén nim diéu ban 1am dé phat trién con nguoi gin day
ma ban ¢6 anh hwéng deén:

S R

Ké mot diéu ban s€ lam ngay mai dé phat trién con nguoi:

Video Lean:



http://youtu.be/Wa1sAR1aYzo
http://bit.ly/xMn1R4
http://youtu.be/Wa1sAR1aYzo
http://bit.ly/xMn1R4
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Chuong 7

Hay tw duy nhu Hoks!

Sau khi roi Lexus, tram dimg chan tiép theo
ctia chung t6i 1a Hoks, mot cong ty chuyén vé
lam mach dién ttr. Brad ndi voi chung toi ring
trong tat ca cac cong ty chung t6i s& t6i tham
trong chuyén di Nhat Ban, Hoks s& la mo h1nh

cuoi cung cho thaytu duyLean
c6 thé chuyén d6i mot doanh
nghiép. Vo1 100 triéu do la
mot nam trong viéc ban hang,
Hoks thuc su dugce coi la mot
cong ty nho.

Nim & phia nam cua Nhat
Ban, Hoks 1a mot cau chuyén
thanh cong ddy cam himg cta

Som 7 gio sang o Hoks

mot cong ty bat chap moi trd ngai bing cach bién thua 16 hang nam 1a
10 tri¢u d6 thanh lgi nhuan hang nam la 10 triéu do6. Lam céach nao?
Bﬁng cach thuc hién mot chién lugc Lean, y t61 1a mot nén van hoa
Lean! T6i d3 mong doi chuyén tham nay va hoc héi tir nhitng nguoi di
tir bo vire pha san dén dinh cao chét vot thanh cong.
Chung t6i dén luc 7 giod vao budi sang, dn mic trang phuc

kinh doanh gian di va khong mong duoc dbi xir mot cach hoang gia
nhu & Lexus. Chung t6i dung, cho cac bai giang va chuyén di. Chu

Bo lom khon, chu tich Hoks lam nhtmg cong
vige 38 nhw cac thanh vzen khac, néu ban gzong
16i, ban hdn dang nghi rdng cé cach 1ot hon dé
lam viéc nay...Muc dich cia bai tap nay khong

phai la hiéu qua, ma la tinh nhan van.

tich, dng Manabe, chao don moi
nguoi chung t61 véi mot ban chai
va mot cai x6. Sau d6 ong tién
hanh ra hi¢u cho chtng t6i trén
san nha, cting véi cac giam ddc
diéu hanh cong ty, ha thap tay va
dau gbi cua ching toi - dung thé
- dé cha san. Bay gio day 1a mot
cap do méi ctia Lean ma toi chua
ting thiy trudce ddy va nhu ban
c6 thé tuong tuong chung t6i déu
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it nhiéu bi soc!

Chu tich Hoks s€ chirng minh cho chiing t6i mdt trong nhirng nguyén
Iy co ban ctia Lean, d6 1a 5S. Pau tién t6i can phai cho ban nhip mon
mot chut.

C6 ndm nguyén tic cia Lean ma cac nha lanh dao kinh doanh dugc
day. Nhiing diéu nay, duoc goi la “5 chit S cua Lean”, 1a mot diém khoi
dau co ban cho nhitng ngudi méi vé tu duy Lean. “5 chi S” 1a:

1. Sap xép - sap xEp tat ca moi thir va loai bo nhirng gi khong can thiét
cho cong viéc ¢ ban tay va thoat khoi tat ca su 1on xon va rac ruoi.

2. Thang - mét cach dé€ uu tién va té chure cac cong cu va ngudn luc
can thiét cho hi€u qua dé€ nhan vién co6 thé dé dang truy cap vao cac
cong cu, vat tu cua ho.
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3. Toa sang - mot mai trrong sach s€ cai thién tinh than va thuc sy dé
dang hon dé xac dinh thiét bi hu hong va/hodc truc trac.

4. Chuin héa - diéu nay lién quan dén viéc xay dung su dong thuan o
noi lam viéc cho viéc thyc hanh t6t nhat ¢&& moi nguoi hiéu duoc can
mong doi gi va nhitng gi dugc mong doi tur ho.

vvvvv

5. Duy tri - tim cach dé giit nhiing thay doi c6 dinh. N6 dé dang hon
ban nghi néu tat cd moi thr c6 mdt vi tri va moi noi déu c6 mat vat.
To1 c6 nghia la tat cd moi thir, ngay cd mudi va hat tiéu.
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Bay gio trd lai cau chuyén vé chuyén tham quan Hoks. T4t ca chung
t61 dang dung tay va dau gbi cha san voi Chu tich Hoks va giam déc
diéu hanh cong ty cta dng. Chu tich va gidam dbc, dng Emoto, chia sé
v6i chiing t6i nd ra sao trong nhitng ngay den toi khi cong ty cua ho
da phai d6i mat v6i pha san. Quyét dinh xay dung mot nén van hoa
Lean cta 6ng 1a mot nd luc cudi ciing ;
dé ctru cong ty. Cam thdy bj choang
ngop bai 58, 6ng di quyét dinh dé
thuc hién chi ba: Quét, phan loai, va
tiéu chuan hoa tat ca moi thtr. Nguoi
dan ong nay that sy da c6 mot mon
qua don gian hoa moi thtr. Ong hiéu
réng néu ban thuc hién nhiing diéu
don gian, c6 kha niang 16n hon ring
nhiéu nguoi sé& hiéu va thuc hién y
tudng. 5S tro thanh 3S.

M&i sang vao lac 7 gid dung nhan vién cta 6ng xut hién dé quét
don, sip xép va chudn hoa. Ho da lam diéu nay ma khong cong, boi
vi ho dé duoc thuc day dé ctru cong ty. Trong qua trinh tham gia vao
3S, mot lién két giita cac nhan vién cong
ty da hinh thanh. Cac 3S don gian va két
qua du hai 1ong ring mot cam giac hoan
thanh va s& hiru bat ddu dugc ndm gitr.

Chu tich ctia Hoks d3 hoc vé Lean va
bét dau thuc hién né theo cach don gian
nhit anh biét. N6 ching minh rang mot
cai tién nho, thAm chi mot budce rat nho

Ai ciing gdp sikc 0 Hoks. Moi sang va - theo hudng cai thién ¢ thé dap lai bang

oot nhig cach to 16n. Didu da giit ngudi lao
dong 1a mot loai hi¢u g kép. b’

Khi ho da lam sach, sép xép va chuén
héa, ho thao d& nui lang phi da giam
ning sudt cua ho. Chung t6i da dugc
thdy hinh anh cua qua ban, ghé va thiét
bi da duogc go bo tur tat ca cac khu vuc
1am viéc - ngon nui su lang phi chtra day

toan bd bai dau xe sau cua ho. Su 161 khong ai trong chimg t6i hiéu c¢é bao nhiéu
y : e rdc can tro cong viéc hiéu qua cua trinh
-46-
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dang trong cong xuong.
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nguoc dong, tir 10 tricu dothua 16 dén 10 triéu do trong loi nhuan,
khong gi hon 13 phép mau, nhung né da xay ra nhu 1a két qua ciia mot
ké hoach siéu don gian thuc hi¢n ba trong s6 58!t

DPong lugng nay tré nén giy nghién va tit ca moi ngudi tham gia
bt dau c6 cam giac ty hao vi ho biét nd quan trong ddi véi su sdng
con cua cong ty cua ho va kh6ng thé thiéu cho su thanh cong lién tuc
cua no. Cac nha lanh dao mac dong phuc gidng nhau, ky co cung mot
tang, va lam viéc tai ban dung giong nhu moi nguoi khac. Moi nguoi
déu duoc ton trong va ddi xir binh dang. Moi ngudi tham gia vao cai
tién lién tuc, mang lai nhiéu ¥ twong va tham gia nhiéu hon nira. Mdi

Trén: Pgi ngii Hoks an trua trong bo dong phuc
xanh
Phdai: Lam viéc hiéu qua o ban lam viéc dirng

bubi sang trude khi ho 1am viée 13 3S cia toan cong ty. Lic 8 gid, chu
tich ctiia cong ty goi tat ca moi nguoi lai véi nhau va ho da choi mat )
bai nhac dé thuong ctia Nhat Ban va da lam thyc hién tap kéo dai. Sau
d6, ong da noi chuyén véi ho vé cac van dé quan trong va nguyén tic
lién quan dén cong ty, va mot gio rudi sau khi nhan vién dau tién dén
trong ngdy, moi ngudi bat dau lam viée vao san xudt thuc té cac san
pham Hoks. Ngay ca sau khi cong ty da phuc hoi, nhan vién Hoks tir
hao thyc hién 3S trén mdt co s¢ hang ngay Ciing dang chu y 1a Hoks
da canh tranh réat tot d6i véi mot san pham tuong duong tor mot cong
ty cua Trung Quoc mic du Hoks c6 gp 17 1an chi phi lao dong cta
cong ty Trung Qudc. Mot chién luge Lean s& ludn mang lai mot san
pham don glan an toan hon va tot hon, va c6 nhan vién hanh phic
hon, gin két hon!

Thoi gian dau tu vao con ngudi va moi trudng lam viée cua ho 13 rat
quan trong cho su thanh cong cta Lean. Hoks 1a mot tAm guong sang
vé dao dirc d6 va ho dd duoc hudng nhitng thanh cong di kém véi ky
luat dé duy tri nhiing gi ho tin tuéng.
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C6 rat nhiéu diéu dang nhd khac ma ching
t6i da nhin thdy ¢ Hoks. Diéu dang ngac
nhién nhét 13 moi thir déu & trén banh xe, bao
gém ban cta ho! Tét ca cac ban lam viéc da
duoc 1am tir duong ng “Gemba” (co nghia
la “cong xuong”), cai dugc lam cho mot cai
ban don gian, linh hoat hon cao hon. Mot tinh
ning ndi bat vé nhitng cai ban 1a khong ai
ng‘c;)’i vao! Moi nguoi déu dung. C6 m'C)t'\’/éi & bdz;jg“l;,’;”'bf;’; ffe“”“be
chiéc ghé xung quanh, nhung chung t6i hiém
khi théy ho sur dung. T4t ca moi thtr d3 duoc dan nhin va vach, va y to1
13 tit ca moi thir, bao gdm tit ca cac cong tic dén 6 cdm dién va dong
hé. Thét tuyét voi cam gidc trat tu ky cuong, khong gidng cai gi toi
ting thay.

Ban duwoc nang cao, cay c6i, héc
chira, moi zhzt déu lap banh xe va
de dang di dong

K¢ nang co banh xe

Sau mot chuyén tham quan hd héc mdém qua cac co s cua ho va sau
d6 1a mot bai giang dai hai gio bai Chu tich cuia Hoks, t6i tiép can anh
ta, gidbng nhu t6i da lam v&i Pho chu tich Lexus. Toi hoi 6ng ta nhitng
gi s€ xay ra khi cac cong ty khac nhu Nissan ™, Ford ™, Chrysler ™,
va cac cong ty khac ciia Nhat dén xem nhitng gi cong ty ctia 6ng di
hoan thanh.

Ong nhin t6i va noi, “Paul, ngudi thong minh c6 thé khong tin ring
n6 c6 thé dugc don gian nay.”. N6 & trong sic ma séng dong - bai hoc
mang theo cua toi vé su ¢b toi da chién dau tai FastCap. Néu ban cam
thdy nhu ban dang ddy mét xe lira hodc giéng nhu ban dang quay banh
xe cua ban cb ging dé lam cho cong viée tinh gon, dang 1am viéc d6
hoan toan sai.
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Lean don gian & c6t 16i. Ban s& 1am ting dang ké ty 18 cuoc cua sy
that bai néu ban qué phirc tap né. N6 khong phai 1a mé cung cﬁa céc
bleu dd dong chay phirc tap va qua trinh ngay nay cac nha tu van cb
ging ddy vao cac cong ty. Trén thuc t&, Chu tich ciia Hoks da giam
danh sach viéc phai 1am cua Lean co ban nhat tir 5S thanh 3S va lam
cho no6 don gian dé 100% nhom co thé hiéu va dat duoc cac muc tiéu.
Mot cach tiép can xtr Iy ky luat phu hop dé cai tién lién tyuc 1a xing dé
chay dong co.

Chu tich Hoks 1am co s6 ctia minh d& hiéu thong qua cac diéu khién
thi giac manh mé&. Ong ngay 1ap tirc gin cac nhan vién trong qua trinh
phan loai va t6 chtc noi 1am viéc ctia minh va két qua cudi cung 1 sy
song con va thinh vuong cua cong ty. Didu nay 1a boi vi éng da tao
ra mot van hoa cai tién, sur dung 3S nhu mot khuén khé cho su thanh
cong.

Lean Khéng Lean Téng giam dbe
cua FastCap, Jon Lussier, da di cﬁng t6i trén chuyén di thtr hai dén Nhat
Ban. Chung to1 ngay lap tire bat dau ké hoach va chién thuét. Gio toi
hiéu rang chung t6i can phal dua FastCap tir mtrc d6 “t6 chirc su kién
Lean” dé xdy dung mot nén vin héa Lean. Lam thé ndao chung toi s&
xay dung mdt nén vin hoa Lean ¢ Bellingham, Washington? Lam thé
nao chung toi co thé tai tao lai van hoa ;

Hoks tai FastCap? Mot trong nhitng muc
tiéu cua chung t6i 1a thue su trong gidng
nhu Hoks trong vong mot nam. Chang
t61 cach muyc tiéu do ha‘mg nam anh sang,
nhung chung toi tin rang vo1 mat trong
tam madi vé xay dlmg van hoa, bat cir
didu gi ciing co6 thé. Piéu nay dit ra cau

> . g Jon va téi dat muc tiéu chinh phyc nz?i
hoi ti€p theo va chu dé cuia chuong ti€p  Whitney, di cao 14, 494 feet. Tiep den

chung toi vé nha thue hién muc

theo cua ching t61: Lam sao xdy dung ti6u xdy nén vin hoa Lean.

mot nén van hoéa Lean?
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Y NGHIA:

nguoi thong minh khong tin n6 don gian

Bai tap Lean cho ban:
Piéu gi ma ban phic tap héa lén:

Top 3 diéu ma ban can don gian héa dé doi ngii ciia ban
thanh cong:

Ghi chi: Téi nhén ra téi can tip trung vao cach huin luyén
va din dit khong hiéu qua. hieuejcos xu huwéng do thira cho
nhan vién thay vi nhan thirc hau hét cac van dé phat sinh tir
cach linh dao khong hiéu qua va huin luyén toi.

Video Lean:

[ 1. Nghé thuat triru twong
http://youtu.be/QZUPPQ7tGx4
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Chuong 8
Hay xay dung van h6a Lean

T6i hy vong gio toi da chimg minh bang cach nao tu duy Lean co
thé chuyén ddi mot doanh nghiép va mot ngoi nha. Ban nén nhan thirc
r?mg Lean tap trung vao cac khai niém vé loai bo su lang phi thong
qua cai tién lién tuc va tat ca bat dau voi nhitng cau hoi don gian, “Cai
gi 1am phién t61?” T6i ciing da thao ludn lam thé nao Lean c6 thé tro
thanh mot cach hoc vet khi ching t61 dang tap trung vao qua trinh,
thay vi con nguoi. Trong thyc té, toi tin ring day 14 thoi diém ma hau
hét moi nguoi tir bd Lean, ho tap trung 90% vao qua trinh va 10% vao
nhan lyc. Khi trong thuc té, no phai 100% ngugc lai.

Logi bo [~ p~{~Lditien | _ | vanhoa
N e

lang thai ien tuc | Lean

\.

Van hoéa Cdi tién Loai bo
Lean lién tuc lang thai

Téi roi khoi chuyén di thir hai cta t6i dén Nhat Ban véi su xdc
dinh 6 rang rang dé cho Lean hoat dong trong thoi gian dai va “bam
dinh”, t61 s€ phai xay dung mot nén vin hoa Lean. Khong nghl ngo
gi, day 1a thach thtrc 16n nhat - 1am thé nao dé xay dung mot nén vian
hoéa cai tién lién tuc? Lam thé nao dé ban khién moi nguoi udn luén
tim cach dé cai thién?

O, toi phai thira nhan t6i d 1 thiéu hiéu biét vé viéc nay. T6i thay
mot man hinh hién thi rd nét van hoa Lean tai Hoks va do6 1a cai toi
mudn thiy & cong ty cta toi. Toi biét minh can phai don gian dé moi
ngudi & FastCap, tir cong xuong dén quan 1y vin phong, cé thé tiép
nhén nd. T6i cling biét n6 can phai bén viing, co thé tré thanh ty nhién
suy nghi ty nhién rang s& c6 vii tham chi ciing cd cong ty ching toi va
niém tin ctia nhan vién.

Hé théng niém tin cta ching toi rat don gian. Ching toi mudn cai
tién lién tuc, tap trung vao chét lugng va loai bo cac su lang phi &
tung budc.
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Chung t6i bat dau nd luc bang cach bit
chuéc nhitng gi da thdy & Hoks, va bit
dau voi nhitng gi goi 1 cudc gip mit
budi sang bung 8 gio sang, chung toi
cam két mot thoi gian rat ngin, c6 18
khoang nim hay muoi phat, dé tu
tap voi nhau trudebit ky cong
viéc san xudt nao Chung toi bat
dau tir nhitng diéu co ban nhat,
ching han nhu doc to nhiing
doanh sb ban hang ngay va xem
xét nhimg sai 1dm ching toi
thuc hién tor ngay hom trudc.
Ching t6i s& md san dé dé
xuét 1am thé nao dé ngin chin

Cugc hop sang o FastCap Lo
« Xem xét 16i new processes we might need nhﬁng sai lam va l’lhﬁ'llg gi cac

* Xem lai cac cdi tién to consider for improvement.

 Dounh s quy trinh 9m('yi c6 thé cz‘i’n, phai
« Nguyén tic ciia FastCap Finally, we reviewed any ~ Xem Xet dé cai thlél'l Cuoi Cfmg,
}jeTv;u’ cua nguoi ham mo processes introduced from Chﬁng toi xem xét quy trinh mgi
the « Hudn luyén vé san pham dlIQ’C glé’l thléu tur nhﬁ‘ng hom
:f;; f:;gl,zch sur day before and evaluated the trude va danh glé hléu qUé cua

nhiing phuong phap méi. Bé la
ba hodc bén diéu tma ching toi da lam lién tuc mdi ngay.

Sau do6, chung t61 ndy ra mot y tudéng. Vo to1, Leanne, nhan ra cudn
sach chiing t6i doc anh huong nhu thé nao. Ching t6i ludn ludn doc
mot s6 cudn sach moi trén thi trudng va hang ngay chiing toi sé danh
ra thy thoi gian dé thao luan vé ching. Sach vé kinh doanh, tu hoan
thién hodc lich su. téng
giam dbc cua chung toi,
Jon, ciling la mot nguoi
thich doc va ca ba chung
t61 thuong trao ddi va xem
xét lai nhitng gi chung
t61i da hoc va thich (hoac
khong thich) vé cudn sach.
Mot vai trong s6 nhiing

cudn yéu thich cua chung

Hoc lién tuc doi voi moi nguoi la cot 16i cua van héa Lean
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t061 1a Good to Great, va Built
to Last: Successful Habits of
Visionary Companies cua Jim
Collins. Chiing t6i ciing rat thich
Built From Scratch (cau chuyén
vé Home Depot). Theo lanh dao
cong ty, doc va thao luan vé céc
nguyén tic tir nhitng ngudi ban
hang tot nhét cho ching toi mot
su tham khao dé giai quyét van
dé. N6 1am cho chung t6i thiy
rang c6 1& gin toan bo cong ty
voi vige doc nhﬁ’ng cubn sach
nay s€ g1up dé thong nhit quan dlem cua chung t6i. Sau tat ca, chung
t61 di c¢b gang dé tao ra mot nén vian hoa giai quyét vin dé. Trong
thuc té, muyc tiéu cta t6i 1a tao ra mot nén van hoa cua nhirng ngudi
giai quyét van dé tot nhat trén thé gidi (theo nghia den), vi vy né c6
¥ nghia chia sé nhing tinh hoa ctia s khoén ngoan tir mot sb cac nha
lanh dao kinh doanh c6 tim nhin xa nhat trén thé gii. Chung t6i nghi
rang chung can duogc chia sé vi moi tngudi tai FastCap.

Vi vay, chung t6i dua vao cudc hop budi sang mot phén dé doc to tur
nhing cudn sach tuyét voi. Ching toi s& thao luan vé mot sd diém ndi
bét chung t6i di qua va mo dién dan dé thao luan hoic binh luan. Mic
du chi doc hai ba trang mdt ngay, chung t61 cam két véi cach thure
hoc tap 14n nhau. Chiing t6i diém qua rat nhiéu sach. Mot so cubn yéu
thich nhu Raving Fans va The Purple Cow. Chuing t6i nd luc khong
nging trong quyét tim va két qua 13, no cho phép tt ca nhan viénd
cung mat lap truO’ng voi doi ngli quan ly cua chung toi.

Cudc gip mat budi sang da phat trién tir chi nam hay muoi phut
thanh 30-45 phut dé ching toi xem xét nhitng con s6 ban hang, nhiing
sai 1am, nhirng cai tién, va chia sé mot vai trang cau lac bd sach dé
suy tu ngdm. Chang bao l4u, thanh vién trong nhém ctia chung toi bat
dau nghT dén cach chiing toi tu duy vi chung toi bay gio di theo nghTa
den vé “clng lap truO’ng"’ Chung to1 da gidi thi€u cac nhan vién vé
nhirng ¥ tudong dang cap thé gidi va cac nha lanh dao sang tao trong
gi61 kinh doanh.

Sau do6 chung t6i r€ nhanh tir ty hoan thién va sach kinh doanh

-53-

Mot goc nho cua thu vién FavtCap Ngtrm thong
minh ¢6 thé gidi quyét bat van dé ndo.



2 Second Lean™

thanh séach lich su. T6i1 yéu lich
str, vi vay toi bat dau khuyén
khich moi nguoi xem xét moi
thir tir goc d0 lich str. Lam cach
nao ma nh&ng ngu(‘yi trong qua
e Ui de day lich sit 1 ke me vmi ve thiv, KDU giai quy€t van dé? Nhimng
Cé mét nguon vé tan video lich sir chéf lrong sé lam yéu t0 ma hO xem xét trude khi

hao hirng ca nguoi ghét lich sir nhat... Cir vui! hO glél quyé’t Vél’l dé Ilé‘ly 1a gir)
Day 1a loai tur duy phé phan khong thé thiéu dé xay dung mot nén van
hoéa cai tién lién tuc.

Ba thang dau tién that kho khan. N6 giéng nhu can rang dé giit cho
tat ca moi nguoi nhi¢t tinh hoac tham chi quan tam. Chung t6i da
khong c6 dugc tat ca moi ngudi cing hoi cing thuyén va mot sb con
nghi ¢6 1& ching t6i hoi dién. Tai sao ching t6i “lang phi” gio dau
tién cua ngay ma khong ché tao san pham? Tai sao ching toi dimg
vong tron trong cudc hop budi sang dién rd nay? Nhung sau ba thang,
moi thr bat dau kha tich cuc va sau sau thang, bdi vi ching téi da
khong bo cude (giéng nhu mét ché do6 an uéng tét), moi thir thuc su
bét dau tt 1én. Sau mot nam, chung t6i da vao khuon khd. Ching t6i
da dat tién noi ctra miéng, thé nén phai néi. Chung t6i khong chi noi
vé cai tién lién tuc, ma con day nhan vién né trong gidng nhu thé nao
trén co sé hang ngay. Nam dau tién chiing toi thuc hién cudc hop budi
sang, n6 da phat trién va cang trd nén 6n
hon.

Trén da ctia cudc hop budi sang, chiing
t61 da thyc hién mot sy thay ddi déang ké
sau nam dau tién. Cudc hop luén duoc
chu tri boi toi hodc Jon, tong giam dc.
Khi nhu cau vé thoi gian cua chang toi
da tang truong véi cac doanh nghi¢p mo
rong, chiing t6i thiy rang da c6 luc ca hai
chung t6i chang ai & d6 duoc vi lich trinh
ctia minh. R4t kho khin cho cac cudce hop
. va cac gia tri cua cudc hop duoc duy tri

Nguoi ma ban khong nghisénsi khi chiing t61 ving mit.
oo " Chuing 61 quyét dinh can thiét phai day

mét cude hop buéi sang. cho ngudi cua chung t6i cach dan dat mot
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cudc hop va con gi tot dé 1am diéu d6 hon 1a trai nghiém no? Béy gic‘r
chung t6i da thyuc sy bat dau noi di d6i véi lam! Chang t6i thay rang
khong chi nguoi nao d6 s& dan dat cac cudc hop trong sy ving mit
cua chung t61, ma con trén mot co s& hang ngay; chung t6i s€ phan
cong nhiém vugitra cac nhan vién cta ching t6i. Chung t6i bd nhiém
mot nguoi moi 1a nha 1anh dao
moi ngdy. Vi vay, bay gio chiing
t61 khong chi day moi nguoi vé
cai tién lién tuc, ma con dang dao

‘: Jess

o Klee

 Kristen D.

tao nhiing nguoi lam lanh dao. _ e
Chung t6i chon nguoi nhat cdy, | | -
nhing nguoi s& khong bao gio [ :
noi trudec mot nhom ngudi, nudi e

5 George

dudng va dao tao ho dé 1am cai
ho khong bao gid nghi rang
ho ¢6 thé lam.

Vang, ban biét khong? Ho cam théy tdt vé ban than minh cht? Ho
cam thiy tuyét voi vé ban than, boi vi ho da 1am viéc mdi ngay va
nhin théy su cai thi¢n ¢4 nhan cling nhu cai thién moi truong lam vige
va tinh hinh cong viéc cua ho. Pay 1a sy khadi dau cua viéc chung t6i
xay dung mot nén vin hoa cai tién lién tuc nhu thé nao. Chung t6i xay
dung cac nha lanh dao mdi ngay tai FastCap.

Subt chuyén bién to 16n ndy trong vin héa cong ty cua ching toi,
ngudi ban cua t6i, Jeff Kaas, ngudi ciing dang lam viéc dé xay dung
mot nén vin héa Lean trong kinh doanh, gidi thi¢u toi vé mot khai
niém manh mé.

Anh éy néi, “Paul, néu
anh mudn moi nguoi di
chuyén dén cap do tiép
theo, hiy bét dau cho phép
nguoi khac tham quan
co sO cua minh.”

T6i nghi day gidng
nhu mot thach thiure that
su. Li¢u chung t6i c6 du
tot dé co nhimng ngudi
tkhac nhin chung t61

o Graham

Thyec hién tung ddu check cua lanh dao méi lan

Jeff Kaas cua Kaas Tailored, ngh¢é nhan
san xudt ndi that. Mot gzao vién Lean ddc
biét, Jeff dua ra 2 chuyen tham quan “Hoc

dé thdy” méi tuan.
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nhu mot vi du cua Lean trong hanh dong
khong?

Jeff noi, “Khi cac anh ctr ¢ trén san khau
va ngudi bén ngoai dén dé nhin vao nhimg
gi cac anh dang lam, nhan vién cia anh s¢€
tw nhién mudn séng theo sy mong doi do.
Ho s& mic dinh tré nén cang ngay cang tot
hon.”

Vi vy, chiing toi bat ddu moi va cho phép
cac cong ty khac tham quan co s¢. Con cach
nao tot hon dé cho ho thiy nhing nd lyuc cai
tién lién tuc cta chung t6i? Pidu nay t6 ra co
nhirng loi ich khac ma t6i khong tudng ndi.

Nhan vién cta chiing t6i cam thay tot vé
cai thuc té rang ngudi khac mudn nhin thay
nhirng gi ho lam. Nhu t61 da phat hién trong
hanh vi ctia con nguoi, diéu sb mot ma tat ca

Cach tot nhat dé di t6i bic ké
tiép best project on display for
the Science Fair cua Lean la cho
moi ngueoi thay judges! cach ban
lam viéc

moi nguodi thuc sy mudn trong cudc song la dugc cong nhan va noi
rang ho dang lam tot. Bang cach moi nhitng nguoi khac dén va quan

xem!

Dino Rossi, Bang Wash-

sat cong ty, chung t6i di noi véi thé gidi, “Hay
nhin vao nhimg diéu tuyét voi chung toi lam!”
No giéng nhu viée dua du 4n tot nhit cta ban 1én
man hinh cho cac gidm khao Hoi chg Khoa hoc

Bang cach cung cip mot “méi truong tham
quan” tai FastCap chung t61 da co ban truyén dat
vo1 nhan vién rang ho dang lam mot viéc phi

ington, Theong nghi si  thuomg, bdi vi moi nguoi tur khap noi trén thé

Rob McKenna, L. <., Z .
Bang Washington, B truong tu phap ~ SUY SUY thoai kinh t¢é 16n nhat trong mot
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trdm nim qua, ching toi van tiép tuc mé rong kinh doanh. Chung t6i
kinh doanh tai bén muoi qudc gia va lanh tho. Ching t6i 12 mot cong
ty ¢6 loi nhuan cao vdi cac nhan vién dugc tra cao nhét trong khu vuc
tinh tir trén xubng dudi. Ching t6i c6 rat nhiéu thir dé tu hao, va doi
khi trong cudc tim kiém cai tién lién tuc, chung t61 danh mét diéu do.

Thanh cong ctia chung t61 c6 dugc nho tap trung vao viéc xay dung
vian héa phat trién nhan lyc. Chung t6i khong chi ndi, ma da chi tiéu
hang ngan d6 la dao tao va giang day nhan vién mdi ngay. Diéu nay
duoc goi 1 “dat tién noi miéng cua ban”. Nhirng nguoi tham quan
nha may cua ching t6i hoi, “Cac anh 1am gi dé dinh huéng nhan
vién méi?” Cau tra 16i cia chung t6i 1a: “Mdi nhan vién duoc dinh
huéng ting ngay ho dén lam
viéc.” Hau hét cac cong ty bo lo
cac nhan vién ciia mdi va xem
xét nd trong mot hodc hai tuan
va sau d6 90% la bi lang quén.
Tai FastCap chung t6i xem xét
13 muc tiéu, 20 nguyén tic, cai
tién khong ngung, hang tram san
pham, moi sai lam, mdi phan tmg
say me cua khach hang chung t61
nhan duoc, lich str, van hoa va
hién phap mdi ngay. Chung toi
da xay dung 14 nén vin hoa bang
cach dau tu thoi gian va tién bac
vao dao tao va giang day moi
nguoi giad tri va loi ich cua cai,
tro lai ding voi nhiing gi Pho chu
tich ctia Lexus néi véi toi, 1a diéu
quan trong | nhét

Vao cudi ngay, mdi ngudi
ching t61 c6 chirc danh cong
viéc cua ky su qua trinh. Cong
viéc cua chung toi khong phai
xdy dung san phadm, ma phai cai

&

o 7:30-7:55 Leader preps for the meeting

 7:55 Leader Announces over intercom and walkie-talkie 5 minutes
until morning meeting

« 8:00 Good morning FastCap!

« 8:01 Announce tomorrow’s Meeting Leader

 8:02 Sales Numbers

 8:03 Mistakes and discussion

« 8:10 Raving Fans

« 8:15 Product Review

e 8:20 Improvement

* 8:25 FastCap Principles

o 8:30 History and Enrichment

« 8:35 Constitution

o 8:40 Stretching

 8:45 Back to Work

Morning Meeting Agenda

Note:

1. The times are approximate. Our morning meeting generally
takes 30 minutes, but can take up to an hour depending on
subjects and issues of the day.

2. We have the morning meeting every morning. We do not miss
it. It is the most important way we build our culture. In the
beginning, our morning meetings were only 5 minutes long. We
recommend that you start the same way and make it
sustainable.

3. Constant review and testing of the material you cover is critical
for retention.

4. We are often asked if we have new employee orientation. The
answer is "No.” The morning meeting provides daily orientation
and is infinitely more effective.

Chirong trinh nghi sw buoi sang ¢ FastCap

thién qua trinh xay dung céc san
pham. Pay la thtr tao cho chung
-57-
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t61 mot nén van hoda rat dac trung cua Lean. Trinh ty cai tién cling
quan trong khong kém. Pau tién chling t61 cai thi¢n:

Pau tién chung t6i cai thién:
* Ca nhan

* Qua trinh

« San pham

Do 1a bo doi ‘I’-PP (LI.P.P).

Chung t6i mudn ndi & FastCap dang
kinh doanh phat trién nhan lwc. Két qua con
ngu:cn cang phat trién tuc la ching t6i san
xuat cac san pham xuét sic; ching toi lam
viéc trong mot moi trudng sang tao noi y

Dicu so mot ma moi nguoi muon  tiyémg duoc chao don véi su nhiét tinh nhu
trong doi la cam thay y twong cua . z <, n Cn L.
ho ¢6 trong huong va ho dang a0 NHaU cho du ho dén tir cac nhan vién moi
su khdc biét. toanh hay cac CEOs. Su ky vong cua moi
ngudi tai FastCap 1a moi viée s& tiép tuc tét hon mdi ngdy; van hoa
hd tro va doi hoi diéu do!
Pay 1a cach ban do luong sy tién b ciia minh trong viée xdy dung
van hoa Lean: mim cuoi. Ban s€ théy nhiéu nu cudi hon vi no that
t6t khi moi nguoi dang trai qua cai tién va lam viéc trong mot moi
truong sach sé.

Nubi dudng con ngudi t6i khi ho tot nhét, danh thoi gian dé xem
xét két qua, lang nghe y kién dé cai thién va hoc tap cing nhau la
nhitng gi c¢6 trong cudc hop budi sang. Tir nhan vién méi vao ngay
dau tién 1én t6i t6i 1a cha s hitu - ching t6i déu tham gia qua trinh
hoc tap va cai thién vdi nhau. Khong ai bi qua mat va khong ai roi rac
khoi sy mong mubn cai thién. D6 1a cach ching toi bat dau xay dung
mot nén vin hoa tai FastCap. Cudc hop budi sang chi 1a sy khaoi dau.
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Chi cho t6i phiéu va noi ban chi tiéu tién cua
ban va to1 s€ chi cho ban nhiing gi ban c6 gia tri’

Bai tap Lean cho ban:

Lap dan y cho cudc hop budi sang ciia ban. Chi cé 5 phit dé
lam théi:

4.

Lam n6 dé dang thoi va truy cap:

www.fastcap.com

Tai tap tin Word vé Cudc hop budi sang ciia FastCap. Thay ddi
n6 99% hay 1%, d6 1a tai liéu mién phi dé dwa ban dén v6i hanh
trinh Lean ctia minh.

Tai liéu Lean

[=] [W] 1. Tailiéu hop budi sang.
F  http://bit.ly/wPwgQL

(=%
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Chuong 9
Giira cudc hop budi sang

Cudc hop budi sang cho phép chiing t6i thuc hién giai doan dau
cua viéc xay dung mot nen van hoa giang day va dao tao con nguoi.
Nhung chung t6i van can truyén dat mot ky vong cai tién lién tyc.
Chung t61 can moi ngum dua ra cic cai tién trén co sé hang ngay dé
ching t6i ¢6 thé san xudt mot san pham chat lugng cao véi chi phi
thdp hon, trong khi vantdn huéng mot cam giac hoan thanh thudng
xuyén trong moi truong 1am. Lean khong chi phat trién con nguoi dé
ho cam thy hanh phﬁc va gan két. N6 con 1a két qué do luong duogc,
két qua cu thé, cho thiy mot mé hinh lién tuc cai tién.

Lam thé nao ma chung t61 lam dleu d6? Néu toi néi véi moi ngu:cn
“Nay, t6i mudn ban tao mot sy cai tién mot ngay”, ho s€ tro mat nhin
t6i. Hau hét s& tra 101, “Toi khong biét t6i c6 nghi ndi mot cai tién cho
hém nay khong.” N6 chic chin nghe nhu nhu mot yéu cau qua cao,
phai khong?

Vi vy, t0i da thay d6i mot 1an nita thanh céi gi d6 that don gian.
Nh6 mé hinh Hoks khong?Vé dep cong ty ctia ho 1a gitr qué trinh rat
don gian dé dam bao toi da “tiép thu” tir nhimg nguoi cia ho.

T6i ndi v&i moi nguoi, “Chi can cho toi cai tién 2 gidy mot ngay.
N6 d6. Do 1a tat ca nhiing gi t6i yéu cau. Mot cai tién 2 gidy.”

Khong c6 ai trén trai dat, dung noi chi 1a mot con chudt hay chudt
lang, khong thé tim ra cach dé cai thién diéu gi d6 chi can 2 giay.
Tbi d3 tao tiéu chuan qua thdp ma tit ca moi ngudi c6 thé dat duoc,
va qua that, do la nhitng gi da x4y ra.

T6i bat dau véi mong mudn don gian vé mot cai tién 2 gidy mot ngay,
nhung dé dam bao rﬁng moi nguc‘yi hiéu 1am thé nao ho c6 thé co thé
tim duoc mot cai tién 2 gidy mdi ngay, chung toi da dua ra cac g1a1
doan tiép theo cua viéc xay dung mdt nén van hoa lién tuc cai tién -
nhiing cai tién di b budi sang.

Moi ngudi bao cao dé lam viée luc 7 gior sang. Cudc hop budi sang
ching t6i di tir 8 gio -8 gid 30. V& mit ki thuét, ngudi cia t6i khong
thyc su 1am cac cong viée cu thé cta ho tir 7 dén 8 gio. Thay vao
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Tao bot bong moi dung cu

d6, chang t6i bao rang d6 1a thoi gian
cho 3S. Nho chu? 3S cua chung toi la:
quét, sip xép va chuan héa. Quét don
(lam sach khu vuc cua ho), Sép Xép moi
thr va bat ctr thtr gi 1a phu va khong can
thiét cho cong viéc cu thé cta ho sau do
chuan hoa tit ca moi thtr. Bang cam két
gid dau tién véi 3S, mdi ngudi déu co
co hoi dé tim thdy mot cai tién 2 giay.
Phan loai thong qua sy 1on x0n c6 xu
huéng dién ra trong khu vuc 1am viéc
cua chung t61 s€ luon luén mang lai mot
s6 loai cai thién hiéu qua. Moi nguoi déu
biét ho coit nhat mot gio, 7-8 gid sang
dé 1am mot céi tién nho trong khu vic
riéng cta ho vé anh huong hay khong
gian lam viéc. Pé cung ¢b ¥ tudng nay,
t61 bat ddu di bo trén san cira hang mdi
sang tir bd phan dén phong, chao hoi
moi nguoi noi, “Chao, Austin! Cai tién
cua cau cho ngay hom nay la gi? “ hay
“Cau dang lam vi¢c gi vay?

Khi moi nguoi tham quan FastCap ho
n6i nhitng cau nhu “day 1 noi sach nhat
ma toi da tung nhin théy, cac ban that
cuéng tin, mudi va hat tiéu tham chi con
dugc dan nhan va che phu trén ban an
trua.”

Budc thtr hai ctia chung t61 huong toi
xay dung mot nén vin hoéa Lean 1a mot
qua trinh rat don gian ma hoan toan tat
ca moi ngudi c6 thé tiép nhan va tham
gia. Chung t6i giit n6 don gian va chéc
chin xay dung né vao ngay lam viéc.
Khong c6 mdt noi nao trén thé gisi
khong dugc hudng loi tir cai tién 2 gidy.t

Gan day t6i day qua trinh cai tién 2
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gidy cho cac nhan vién tai hoi truong thanh
phd, gan noi toi séng. Tudn dau tién moi
nguoi di dua ra nhirng cai tién va mot sd
cai tién tiét kiém cho ho hang gid mot ngay.
Tuong tugng di! Toi chi yéu cau cho 2 gidy,
nhung ho di cung cdp cai tién hang gio. Day
1a sy ky di¢u ctia viéc lam né don gian

Khi t6i giai thich viéc cai tién 2 gidy dén
Harry Kenworthy, mot nha tu vin ma toi
phong van trén chuong trinh radio cua toi,
“The American Innovator,” Tdi hoi néu anh
ta nghi rang né gidng nhu mot cai gi d6 ma I
c6 thé hoat dong trong bt ky moi truong oo ;Zﬂ"”ifﬁg’y pht
nao. tién ddu roi?

Ong n6i: “Chic chan rdi.” Toi noi, “Vang,
tai sao Ong tin rang né hoat dong rat tot ¢
FastCap?” Ong néi: “Pon gian, Paul. Dé
thue hién mot cai gi d6 bam dinh, dau tién
ban phai:

* +Pat ky vong
« +Kiém tra cac ky vong
* +Tang cuong su mong doi

T6i khong hiéu ba khai niém do6 tir goc
do 1y thuyét kinh doanh, va t6i di khong dat
ra qua trinh v&i nhitng budc trong tam tri, Yuriy dat nhing dai bang ro rang

™ ‘A , N A trén cdc nhan dé co thé tiép tuc
nhung t6i da thyc hi¢én ching ma khong st dung
biét. To1 hy vong moi ngudi tao mot su cai
tién 2 gidy, ky vong duoc lam rd bang cach xay dung thoi gian vao
ngay 1am viéc cua ho dé 1am cho no6 xay ra. Nhiing cai tién di bo budi
sang tang cuong sy mong doi khi toi di xung quanh. Dan dan, t6i tim
thay mot nguol ‘mic ket” va toi thuong hd trg ho trong viéc tim kiém
mot su cai tién 2 gidy. Cubi cing, t6i cung c¢b hanh vi d6 bang cach
chuc mirng nhiing cai tién trong cac cudc hop bubi sang. t

The team leaders walk around and let our people demonstrate the
different improvements that they’ve made in their area. It has been a
very effective culture-building technique.

Chung t6i da tién mot budc xa hon dé chuc mimg nhitng ¥ tuong

-62-




2 Second Lean™

thuc sy tuyét voi béng cach
quay phim dé chiéu trong
cudc hop budi sang. Trudc khi
quay video, chung t61 s€ thuc
su khién toan bo cong ty xem
nhirng cai tién khac nhau. Piéu d6 d3 tré thanh mot van dé hau cén,
vi chiing t6i ¢6 rat nhiéu ngudi di xung quanh va mat qua lau. Ngoai
ra, cac khu vuc chung toi dang quan sat nhin chung 1a cac té bao san
xuét nho va chi c6 nhitng ngudi & trude co thé nhin thiy va nghe thay
nhirng biéu hién.t

Khi ching t6i quyét dinh bat dau 1ap danh muc cac ¥ tudng vé mot
may quay phim, chung t6i rat thich bén loi ich dang ngac nhién. Viéc
dau tién 1a chung t6i dd khong phai 16i kéo toan bo cong ty khoang tir
bd phan nay dén b phan kia nhu mot dan bo. Loi ich thi hai 1a tt ca
moi ngudi co thé nhin thiy va nghe rd rang cac biéu hién bang cach
xem video tai cudc hop budi sang. Thir ba - bat ngd - 1 n6 da bét dau
1am sédc nét cac bai thuyét trinh va k§ nang néi ctia moi nguoi. N6 cho
phép ho phat trién kha niang dé noi 1én y kién cua minh va thé hién
minh trén may quay, mdt ky nang tuyét voi ngay nay va thoi dai nay.
Loi ich thtr tu 1a chung t61 phat trién mot thu vién video manh mé cho
viéc giang day ngudi khac nhimng gi ma Lean cai thiéntrong thé nao.t

Céc bién muc va video cai tién ciing cung cdp tai liéu quang cdo
tuyét voi. Nhimg ngudi di thdm co so ctia chiing t6i ¢ thé tiép can
cac ¥ tudng cho minh bang cach don gian 1a di dén trang web cua
chung t6i. Tinh nang nay da trd thanh mot cong cu giang day cho bén
ngoai, va mot lan nira, nguoi ctia chung t6i dang hai 1ong sau sic boi
moi ngudi tir khip noi trén thé gidi dang ddi theo cai tién cua ho va
hoc hoi tir ho. BHAG cé nhan cua t6i (muc ti€u chién lugce tao bao) la
thay d6i thé gidi, va nhu ban c6 thé thy, nguoi cua t6i dang lam diéu
do.

Nhitng cai tién di bo budi sang da tré thanh yéu td quan trong thur

-63-

Xem cac video cai tien trong cac cugc hop sang



2 Second Lean™

hai cua vi¢c xay dung mot nén van hoa cai tién lién tuc, va no da
mang lai nhiéu cai tién cho chung t6i tham chi hon ca du kién. D6 1a
ban chit cua tu duy Lean. Loi ich cta n6 tiép tuc dién ra.

Bay gio t6i biét ban s& nghi van, “Paul, ban lam diéu ndy mdi ngay?”
Cau tra 11 1a CO! Chung t6i da lam diéu nay mdi ngay trong hon nim
nam. Chung t6i khong bo 16 né. D6 1a mot phan nén van hoa ciia chung
t6i No quan trong hon la xay dung cac tién ich hodc cong cu ché bién
go hay diéu g1 khac, vi chang t6i biét néu co ngudi giai quyét vin dé
dang cap thé gioi, sé khong quan trong nhitng gi xay dung ngay hom
nay hodc nim nam ké tir day. Chung t6i s& c6 kha nang dé lam mot
cong viée tuyét voi & bat cir diéu gi duoc dit ra trudc ching toi.t

Nhitng van dé 16n nhat nguoi ta gip véi ¥ tuong dé nguoi cua ho
dén v6i mot su cai tién 2 gidy 1a tin tudng ho s& khong x4o tron cai gi,
hodc lam cho qua trinh tdi té hon. Cau tra 10i 1a ho s& nhu thé. Ho s&
pham sai 1am va tr¢ thanh nguoi giai quyét van dé t6t hon trong qua
trinh nay. Pé thuc hién Lean mét cach chinh xéac, ban phai tin tuong
rang hé thong sé& tao ra két qua mong mudn. Ngay ca khi ban vip mot
6 ga (hodc tho) trén duong di, cach s6 mot dé moi ngudi hoc hoi 1a
pham sai 1am. Néu ban tudc doat van hoa kinh nghi¢m nay, ban s¢€ tu
tudc doat ctia chinh minh nhing sang kién vo bién dang cho don ban.
Hay nhé rang, chiing toi tim kiém céc cai tién nho, nén nhitng sai 1am
cling nén nho. Moi sai 1am va mdi cai tién s& tré thanh mot phan quan
trong cua vi¢c xay dung mot nén vin hoa cai tién lién tuc.
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Y NGHIA:

hai gidy s& thay doi thé gi6i!

Bai tap Lean cho ban
Ghi ra 10 cai tién 2 gidy dau tién ctia ban:

(Hay nhé noi tot nhat dé bat diu 1a thir quiy nhiéu ban.)

N

10

Video Lean:
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Chuong 10

Hay thuc hién no6 trong phong tim

Tai FastCap chiing t6i c6 rat nhidu niém vui. Mot trong nhiing diéu
vui nhét xay ra trong cac chuyén tham quan vao budi sing ma chung
t6i cung cp cho du khach. Sau khi ho c¢6 co hoi dé xem cong ty cta
chung t61 hoat dong, trong cudc hop budi sdng va cai thién di bd, ho
ludn ludn hoi, “Lam thé nao dé bat dau? N6 co vé ap dao.”

D6 1a khi ti noi, “O, n6 thue su kha don gian,” va sau do dan ho

dén mot trong nam phong tim ciia chung
to1. T61 mo ctra va noi, “bPi bo ¢ day va toi
s& cho ban thdy 1am thé nao dé bat dau xay
dung mot nén van hoa cai tién lién tuc.”

Ho nhin t0i nhu thé t6i dién va tra 1o,
“Anh nghiém tic cht? C6 that khong? Anh
mudn t6i dé tim hiéu lam diéu nay thé nao
bang cach di bo trong phong tim? “Toi ty
hao:” Chiing t6i c6 cc phong tim sach nhat
thé gidi. TAt ca cac phong taim ciia chiing t6i
gidng hét nhau, vi phong tim ciia chiing toi
1a tiéu chuan cho thiy Lean s& nhu thé nao
trong phan con lai cia co s¢ chiing t6i.”

Chung t6i tao ra mot tiéu chuan dé dang
cho tit ca moi nguoi hiéu. Sau tit ca, céc
phong tim 1a mot trong nhitng trai nghiém
két ndi tat ca chung toi va hau hét s& thiy n6
it nhat ba hodc bdn lan mot ngay trong gio
lam viéc. Khi chiing t6i néi rang tat ca moi
thi s& giéng nhu phong tim, moi ngudi biét
chinh xac nhiing gi ching t61 dang n6i. Bay
gi0, hiy dé t6i noi cho ban biét phong tim
ctia chiing t6i gidng cai gi.

Cubn sach nay diy hinh anh, nhu mot
cach dé lam bang ching vé nhitng cach cuc
ky Lean ctia chung toi! Ban c¢6 thé nhin thay
trong hinh anh mdi phong tim c6 mot gia
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thép khong gi voi tat ca cac vt tu can thiét - pit tong vé sinh, cha san
bon cau, khan giéy, Windex™, khan lau, gi¢ lau, aspirin, rira man, vé
co ban tt ca moi thir chung t6i sir dung trén mot co s& hang ngay dé

' duy tri phong tim ctia chiing toi va giit cho
chung sach s¢.

Khi bit dau chuyén d6i phong tam, co
mot diéu ching t6i nhan thiy rang di c6
cac loai cac chat tiy rira va cac phuong
phap 1am sach phong tdim khac nhau. D6
khong phal la mot qua trinh tiéu chuan hoa.
Mot s6 ngudi thich Windex, mot sb ngucn
thich 409™. Chiing t6i da ¢ cac loai chat
tay rira phong phu va cac quy trinh dé lam
: sach phong tim, d6 13 hoan toan 1a phan dé
XUONG! ‘ cua Lean.

m Nho 3S chung t6i hoc duge tir Hoks
cht- quét, sip xép va chuin hoa? Pi theo
so thich ctia moi ngudi 13 dién cudng va tao
thém qua nhiéu phtrc tap cho mot nhi¢m vu
nén don gian. Bay gio, tit ca moi thir dugc
chuan ho4.

Trén ctra ctia mdi phong tim 1a mot

Sodo lam sach phong tim thé nhya nhiéu 16p c6 hinh anh cia sau

budc can thiét dé lam sach phong tim va
mot hinh anh cia ngudi chiu trach nhi¢m lam sach n6 ngay hom do.
Tai FastCap chung t6i khong c6 lao cong. Tat ca ching t6i 1am sach
phong tim, trong do co toi.

Céac phong tdam hoan hao ca ngay dai, bai hé qua cdu thanh cua
Lean 14 ton trong con nguoi. Ra khoi phong tim sach hon luc ban
tim théy n6 1a mot ddu hiéu rit co ban cua sy ton trong va lich su cho
nhirng ngudi khac. Chd ngdi toilet ha xudng, khong c6 nude tiéu trén
do, khong co vét nude trén guong va bon rira duogce sach sé.

Day la cach mdi phong tdm cta chung t6i dugc giit sudt ngay. Toi
htra, t61 khong ph()ng dai! Ban c6 thé di bo trong bat ky phc‘)ng tim
ctia chung t6i tai bat ky th01 gian trong ngay, va chung s€ giong hét
Vo1 nhung gi ho trong gidng vao budi sang khi chung dugc lam sach
lan dau tién. Ly do 13 vi c6 ba nguyén tic.
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S6 mot (choi chir), dé moi thwr tot hon ban tim thay né. Néu do 1a
tinh huéng moi tht duge cai tién lién tuc.

S6 hai (xin 16i, t6i khong thé ngfmg duogc), t6n trong con nguoi.
Nhitng diéu don gian nhu sip chd ngdi vé sinh xudng 1a phép lich su
co ban thé hién sy ton trong d6i v6i nhitng ngudi khac. Khi ban dé tat
ca moi thtr tot hon khi ban tim thay no, ban dang ty nhién lam sach
sau ban than minh, va do d6, 1am moi thr t6t hon cho nhiing nguoi
khéc, d6 1a mot dau hiéu cua sy tén trong.

S6 ba, tao ra mot tiéu chuan co thé tiép can tat ca moi nguodi. Ching
toi tao ra tiéu chuan sir dung mot mo hinh rat co ban ma tat ca moi
ngudi c6 thé lién quan dén: phong tim. Phong tim 1a tryc quan va dé
hiéu. Noi nao tét hon dé bt dau xay dung mot nén vin hoéa lién tuc
cai tién so v6i cac phong tim?

1. Hay dé n6 tét hon ban tim thiy no.
2. Ton trong moi nguoi
3. Tao mot ti€u chuan

Loi khuyen cua toi cho nhiing
ngudi mudn tao ra mot nén vin hoa
Lean 13 bt dau trong phong tim va
lan rong no ra dan dan tir d6. Pi di,
lam diéu d6 trong phong tam!t

Xay dung mot nén vin héa Lean
doi hoi tiéu chuan héa va don gian
hoa moi thir. Ching t6i giai quyét
trén WiqdexTM (vi toi la ngu*’di ‘Hy 2
Lap va tat ca ngu‘(lji HY Lap biét réng Windex that tuyét cho moi thir!
Windex s€ chira lanh va lam sach bat
ctr thir gi. Néu ban khong hiéu chuyén bong dua nay hiy xem Dam
cudi tai Hy Lap dé tim 101 giai thich). D6 1a mot tro dua dién ra &
FastCap; néu van thét bai, lfiy Windex ra. Paul yéu Windex. Vi vay,
chung t6i st dung Windex trén quay phong tim, chiing toi sir dung
Windex trén tang, Vé trén ban an trua cua chung t6i. Chung toi s
dung Windex trén quay Chung t61 c6 mot thu lam sach ma lam viéc
tuyét voi cho moi bé mat. Pay chi 1a mot vi du vé Iy do tai sao cac
phong tdm da dugce tao ra nhu 1a mot mé hinh tuyét voi vé cach chuin
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hoa va don gian hoa.

Quay lai 3S, né quét va giit sach s& theo mot cach rat don gian. N6
dugc sap xép - chiing t6i thoat khoi tat ca cac san pham phu tro - va
dugc chuan héa. Chung t6i sir dung cac san pham tuong tu trong tat
ca cac phong tim va danh sach kiém nghiém twong tu khac. Nhu mot
van dé thuc té, tit ca moi nguoi don dep phong tdm khac nhau mdi
tuan. N6 quay vong va ho c6 thé thuc hién nhiém vu mot cach hoan
hao, boi vi tat ca moi th & cing mot chd, bat ké ban di dau va né
100% du doan dugc. Chung t61 thuc hién qua trinh thanh chuyen gia,
khong phai nguoi thuorng Bang cach d6 chung toi giai phong tat ca
cac bo nhé RAM dén tu duy cap dg cao hon, cho céc hoat dong nhu
lién tyc cai tién va d6i mdi. Ching t6i khong 1am rdi tri va lang phi
thoi gian cta ching toi tim kiém nhimng thir tam thuong nhu ngudn
cung cap lam sach va pittong. Néu ban khong biét 1am thé nao dé bat
dau tu duy Lean, hiy bat dau thuc hién n6 trong phong tam!

Y NGHIA:

Lean bt dau trong phong tam.

Videos Lean:
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Chwong 11
Téi biat dau thé nao?

Mot s6 ban, khong nghi ngd gi, that vong. Chéc chin 1a thuyét kinh
doanh dang cip thé gidi Iy ciia Lean dugc giang day trong chuong
trinh MBA va céc truong kinh doanh trén toan thé gidi khong thé
duogc ti gian dén cai gi do tha vi, don
gian va d& thuc hién. Toi da chia sé vdi
cac ban cich Lean da ciu cong ty khoi
b vuc pha san va chuyén d6i ching
thanh nguén lgi nhuan nhiéu triéu do la.
Toi cling dd noi voi ban vé nhiing cong
ty gidng cta t6i dd vo cung thanh cong
truge khi trién khai Lean, di & trong su
vi dai va Lean van co tac dong bién ddi
hoat dong va con nguoi. Bay gio toi dang B §
yéu cau ban xem x¢ét tu duy Lean Khong  pang cai dau, khong phai vi tién. Cai
chi vao cac hoat dong kinh doanh, ma con  fién don gidn nay ding mot soi day

R z , R ) . dinh voi mot pedal tw lam bang go, va
trong cudc song ca nhan cua ban. Thanh 4 cap kém lam cong cu uén. Tay cia
vién trong nhom cua toi ké nhitng cau  #gudi lam duoc ranh rang va anh dy

n X, - . n cO thé nghi toi cdi tien tiép theo.

chuyén vé cach ho da str dung nguyén

tac Lean dé twong tac v4i gido vién clia con minh, cic nha moi gidi
bat dong san va tat ca céc loai dja chi lién lac ma ho gdp phai trong
cudc song hang ngay. Thay vi xau hd va d6 16i cho tim 1y, ngudi ta
tu nhién hoi, “Lam thé nao t6i co thé cai thién didu nay?” “Lam thé
nao t6i ¢ thé 1am diéu nay tot hon?” Nguoi trung binh khong quen
dén muc chu dong nay, va nguoi tu duy Lean rat tich cuc, dinh hudng
dugc hanh dong. Ho nghi sau va khong chap nhan cau tra 1i thuong
thiy “Khong, t6i khong nghl rang chung t6i ¢6 thé lam diéu do,” thay
vao do chung ta phai cai tién quy trlnh va tim thdy cach t6t hon.

Hay dé t6i ddm bao v&i ban, néu thuc hién Lean 1a mot qua trinh
phirc tap t6i s& khong viét cudn sach nay. T6i 1a mot doanh nhan ning
dong voi rat it kién nhan cho cac bai tap hoc tap, huong dan ky thuat
hodc bat ky thé loai ké hoach doi hoi cac vi quan ly nao. Muc ti€u cua
t6i 1a dem tir 46 dén cho cang nhiéu nguoi cang tot va xem lan song
cai cach bao phu cong ty, cac cong dong va mdi quan hé ciia ching
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t61 & nha. Sy nghiép va cudc séng c4 nhan cua ban hoan toan co thé
cai thién - tr& nén tot hon hon bao gio hét - bang cach dwa vao hanh
dong don gian, mong mudn phd quat cho cai tién lién tuc.

Bi mat ctia cac tap doan hang dau thé gidi nhu Toyota, New Balance
™, va FastCap 1a ho lam vai thir rt tot, khong ai sanh kip. Giéng nhu
cau chuyén ndi tiéng Irving Berlin véNhim va Céo. Con cdo rat théng
minh va c6 thé 1am duoc rt nhiéu thi hiéu qua, nhung con nhim biét
1am thé nao dé 1am chi 1a mot vai thi thuc su tét. Su 6n dinh ctia nhim
cho phép no dé thing cdo, ngay nay qua ngay khac. Do 1a vé dep cia
Lean. N6 don gian.

Lam thé nao dé ban bat dau? Pau tién, toi s& yéu cau ban 1am mét
it nghién ctru dé lam quen voi nhitng gi giébng mot cong ty Lean.
Chung toi c6 mdt trang web tuyét voi tai www.fastcap.com. Nhip

vao tab video trén man hinh
va ban s& tim thay video vé tat
ca moi thir to1 da noi: lich sir
— clia cong ty ching toi, cai tién
e di bo budi sang, cac cudc hop
budi sang va céi yéu thich cta
tdi, ban Lean. Bat dau xem
cac doan video. Ngap trong

Bam vao the video, va cac video Lean trén web cua
FastCap. Chung hoan toan mién phi.
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nang luong ching t01 duoc hu:ong tai FastCap.

Diéu thtr hai ban can lam 13 dé c6 mot chuyen tham quan. Chung
t61 da thuc hién moi nd luc 1am cho cac chuyén tham quan cé sin
thong qua trang web cua chung t6i (do d6 lam cho né cang Lean
cang tot) nhu‘ng cling co nhung loi ich 16n cho mot chuyén di dich
than. Néu c6 thé, hay danh - ]
thoi gian va cong strc dé ghé
tham mot cong ty Lean. Dé
c6 dugc mot cam gidc vé
tinh xac thuc va sirc manh
cia mdt nén vian hoa gon
nhe, khong thé thay thé
viéc tuong tic bang xuwong
bﬁng thit vo1 moi nguoi tai
chd. Mot s6 muc yéu thich
cua toi1 la Kaas Tailored (do
ban t6i Jeff Kaas diéu hanh)
tai Everett, Washington va cong ty cua Karl Wadensten, VIBCO &
Providence, Rhode Island. Néu ban & Bellingham, Washington,
chung t6i moi ban dén tham FastCap. Néu ban khong thé c6 duoc
dén Nhat Ban, ban ciing c6 thé tham Toyota™ & My tai nha may cua
ho ¢ Lexington, KY. Ho c6 mdt chuyén tham quan tuyét voi ma thuc
su tla khong c6 gi khac ngoai ngoan muyc.

C6 hang ngan cong ty trén khap thé gidi c6 thé cung cip cac tour
tham quan cho ban, boi vi diéu khong thé thiéu véi van hoa Lean
12 mong mudn “tra on bang cach cho di.”
Mot khi ban bét dau thuong thire qua ngot
ctia mot nén van hoa gon nhe, ban ty nhién
mudn thiic ddy né cho nguoi khac. Diéu do
cho thiy no t6t ra sao va 1a cach ban c6 thé
do luong néu ban dang “nhan duogc no.”
N6 s€ luén luén mang lai cam giac nhi¢t
tinh va htng thi. Nguoi tathich cam thay
tdt hon vé ban than minh va ho 1a himg
khoi khibat dau nhan dwoc nhiéu hon véi
nd luc it hon.

Diéu thir ba can 1am 1a thuc hién cac Cugc hop buoi sang xdy va
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cudc hop budi sang tai noi lam viéc cua ban. Diéu nay bat dau qua
trinh gdp moi ngudi vao hanh trinh. Cac cude hop budi sang dit ra
ky vong cua cai tién lién tuc, bat dau bang cach yéu cau mot cai tién
hai gidy tir moi nguoi. Nhiém vu dau tién cta cai thién sé 1 phong
tdm - ban c6 nghi toi dang dua khong? Phong tdm 1a bude dau tién dé
dang nhin thiy va tit ca moi ngu’c‘ri su dung n6 it nhit ba 1an mot ngéy

Ngay cai ngay cudc hop budi sang dau tién cua ban, hiy bat dau véi
viéc di bo budi sang dé xem 1am thé nao tit ca moi ngudi dang gop
phan vao qua trinh cai tién.

Sau khi ban di ¢ ddy trong khoang mot nim, cam thiy thoai mai
vo1 cudc hop budi sang va cai thién di bg, va sau khi ban da tao ra mot
phong tim Lean, diéu tiép theo ban can phai xem xét 1a day vé Lean.

Mo co s& clia ban, tim hiéu vé nha tu tuéng Lean khac trong cong
ddng va khuyén khich dén tham 1an
nhau. Khi ban bit ddu mé doanh
nghiép ctia ban cho nguoi khac dén
thdm, ban s& bit dau biét lam thé
nao dé thuc hién Lean trong mat
cach hoan toan madi. Tai sao? Boi
vi khi nguoi ciia ban don nhirng du
khach quan tdm dén nhiing gi ho
dang lam ho c6 mdt cam giac méi
vé niém ty hao trong cong viéc cua
ho. D6 1a loi ich dau tién. Khi ban
day tht gi, ban thuong phai lam tét
hon ho rat nhiéu. D¢ 1a lgi ich thi
hai.

Loi ich th&r ba, no 1a diéu phai

Moi nguéi 6 co s6 déu day, khéng chi quan Iy, lam. Glﬁp do l'lgll'(‘)'i kh’élC Vé‘ dép lal

quan trong hon viéc kiém tién; thic

déy bé‘mg muc dich manh mé& hon thuc déy béng loi nhuan. Ban sé

thdy rang cac cong ty thanh cong nhat trén thé giéi da can bang nghé

thuat kiém tién véi mén qua cua sy chia sé va gitp d& ngudi khac.

Pao 1y “tra on bang cach cho di” 1a diéu co ban dé try thanh mot nha
tu tuong Lean.

Vi thé cir di di, quyét tim hanh dong va tré thanh mot nha lanh dao
Lean.
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Y NGHIA:

Bat dau nhd, mo 16n

Video Lean:

1. Lean trong v6 hat dé tap tin PDF
http://bit.ly/pCOvvq

2. Lean dung cai dau khong vi ciia ban
http://youtu.be/OuVfDJhfOew
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Chwong 12

Lean cuc d0

Khong ¢ gi ngau nhién vé mot nén van hoa Lean thanh cong;
cac cam két can 1a 1000%. Khi cai tién lién tuc caAn mot su lanh dao
déy cam xuc, nd duoc mo ta nhu Lean cuc d0. Lean cuc d0 la khi
su lanh dao cua mot td chire duoc tiéu thu véi loai bod su lang phi
thong qua cai tién lién tyc. “Chung toi
dang c6 chién tranh véi sy lang phi.”
Karl Wadensten noéi. D6 1a mdt muirc
dd két ndi tinh cam va rudt thit voi
mong mudn nhin thiy bét
ctr diéu gi va tit ca moi thir
v6i mot mat vé hudng dén
don gian hoa, cai thién va

T6i chup birc anh nay sau khi 3 nguoi dé R, - , . La W
lai dong nay trén ban ma khong tir lam 10@-1‘ bo su lang phl', Chuing toi
sach. Suy nght dau tién ciia t6i la * Nhitng Gan dﬁy to1 da dén tham  wyén chién

con lon! Lam sao c6 thé thiéu tw trong n , - .
nhw vay?” Suy nght thir hai cua toi la hai l'IlOt co so da thuc hanh

chai muede, mot ly ca phé, mot espressova [ ean tI'Ol'lg ba nam va l'lél'l van hoda
banh nuéng tao ra mét s6 lweong lén lang
phl",/ La m¢t nha tw tuong Lgan toi {chéng tI'OIlg binh lang’ khOl'lg co hlIIlg tha.
the ngimg te hoi, * Lam the ndo demizcT6i da hoc dugc rang cac giam déc
do chat thai dwoc dimg lai ? ** Téi thuc
su lung lay voi s6 lwgng ddng kinh ngac dl,eu hanh chi quyet dll’lh thir Lean vi
chat thai. doi thu canh tranh ctia ho dang tép
Lean. Vi vay, cac giam doc di€éu hanh
r s n ’ \ 5 ;A 5 \ ST \
ném khai niém cho cac nha quén ly cap trung ctia ho va noi, “Hay lam
di€u Lean nay.” v€ co ban ho phui trach nhiém thuc hién nguyén tac
Lean. Ho chi cam két vé Lean lién quan dén viéc nd s€ ho trg nhu thé
nao céac cap dudi cung, va két qua 1a ho van hoa bang phang, khong
cam hung. Chac chan, ho da duoc cai tién va chung t61 thay céc vi du
cua 3S, nhung no rat khac tir niém dam mé t6i da thay trong cac cong
ty Nhat Ban va mdt so it & My.t
La mot 1anh dao ban phai c6 day du cudn hut véi nhiing nguoi cia
ban trong qua trinh nay, néu khong Lean s€ giong viéc moi thang, chi
la mot cong cu kinh doanh bi day sang mdt bén khi quan 1y trd vé nha
tor cac hoi nghi kinh doanh tiép theo. Hau hét cac nha lanh dao thuc
hién Lean vi ho nghi rdng nd s€ lam cho ho nhiéu tién hon. Chi c6 2%
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cac nha ldnh dao nén van héa Lean tao Lean ning dong bang cach tap
trung vao phat trién con ngudi, va khong phai 1a mau chét. Lean cuc
do dugc cam nhan trong trai tim va cai dau.

Mot vi du tuyét voi ciia Extreme Lean 1a mot cong ty Nhat Ban tén
Molten ™, Nhu chung t61 da tham quan co so
cua ho, Chu tich cho chung t61 théy mot noi san
xudt ddc biét, noi ho da bi 4m anh loai bo 1/6 ctia
mot glay trong mot qua trinh t1ch tic. Toi dung
d6 ha hbc moém nhan ra cach ciu tha toi da thuc
hién Lean Nhirng ngum nay dep bo chét thai nhu

con cho ciia t6i dudi theo bat mot con meo... Khi

A jff,ﬁ‘h’;‘;’;’;w’ffj; gﬁ; t6i hoi Chu tich c6 cang thang khong, ong tra 19i:
ngudi Trung Qude chi cach - “Néu ban 13 ngudi Nhat, ban khong biét tir nay.
ddy 2 ngdy di thuyen Nguoi Trung Qudc cach chung toi hai
ngay di bang thuyén va cach hai tuan tir
My. Néu chiing t6i khong dudi theo su
lang phi v6i mirc d ctia niém dam mé,

chung t61 s€ khong c6 viéc lam.t

Toi di co duoc sttc manh vé viée trd
thanh Lean tir ddu? N6 bat dau tai nha
: may Hoks tai Nhat Ban. Khi t61 nhin

Chu tich cua Hoks nhan manh, “Chi co X ~ v A y ‘A A
mdy ban hang tw dong cd banh xe. thay l'lhll'l'lg gl cong ty do thll'C hl@n doi
Diing, 6 vé dién nhung ching ta co thé  v&1 tat ca cac tSI 1€ cugc, mot Cé,l gi do
PR o ien thoi hie t6i . Ngay 1ap tire t0i biét, “Toi
dam mé dé linh hoat trong cong viee”  muon di€u nay cho FastCap.” Tinh than
M... va nang luong ctia noi truyén cam himg
cho toi dé tudng tuong cong ty cua toi
di dén mirc t6i khong bao gio nghi c6
thé. Ké tir trai nghiém d6 cam két cua
t61 vé theo sau va gitip d& nguoi khac
dé xem strc manh cua Lean di khong
bao gio do du, tham chi khong mot lan.
Hay nhé ring, cac tour tham quan Hoks
xay ra sau khi t61 da mon mai trong tinh

o

102(hR) 103(R6)
m m

Hoks rat dam mé loai bé chat thai dén
miukc ho dan nhan ting role nhiét, cong >
tac twong va 6 cam . Khong cé thoi gian  trang lap ltrng ctia Lean dugc nam nam,

dé lang phi vio du dodn . Chiing téi \ . - A , . - A
dang canh tranh véi Trung Quéc . nguoi V& dang tim kiém ly do tai sao to6i khong

trd tién cho nguoi ciia ho it hon ching  thé ¢6 dugce Lean dé c6 mot cudc S('jng
ta 17 lan 76
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riéng ctia minh. Néu ban khong dam mé cai tién, ban can phai tiép tuc
nghién ctru, quan sat va hoc hoi va thir cac budc bé cho dén khi day
cua ban bi Véip.

Tai FastCap chung t6i c6 mot nhan vién kho khin cho viéc thay doi
suy nghi vé lean hon moi thtr. Mot budi sang, ong dac biét that vong
v6i tat ca thoi gian chung toi dung cho cudc hop budi sang va su cai
thién di bo.

“Paul,” 6ng ndi voi toi, “chiing t6i c6 thé khong du kha ning dé
danh tat ca thoi gian cai thién nay. Ching t6i c6 quéa nhiéu viéc phai
lam va chung t61 s€ khong bao gio ¢6 dugce n6 lam. “T61 ndi,” Chung
ta 1a mot cong ty rat thanh cong. Anh biét tai sao khong? Lién tuc cai
tién. Cong viéc cta anh khong phai 1 san xuét Fastcaps, ma 13 cai
thién qua trinh chiing ta san xuat Fastcaps, va mdi quan tAm san xuét
cua anh s€ cham séc chung.”

Mot trong nhiing gido vién Lean cua t6i da c6 mdt cude tro chuyén
v6i mot giam dde didu hanh Toyota vé tat ca nhirng tiéng x4u tir cac
vu kién va nhﬁ’ng c4o budc cua cac may gia toe bi mic ket va phanh bi
16i. Cac giam d6c diéu hanh da khong dung dén ngdn ngit nan nhan,
nhung chi don gian la than thé rang mét s6 ngum trong Toyota da tro
nén ty man vaéi thanh cong cuia ho. Ho da mét di niém dam mé cua ho,
su nd luc cua ho.

Su phu cua t61, Brad (“Brad va Jon”
ndi tiéng tir chwong 2) mo ta anh hudng
ctia mot nén van héa Lean tuong tu nhu
la “Ngua hoang da.” T6i thé mét cau ruc
hoang da khi mé ta diéu nay! Ngwa hoang
da, tu do khoi s¢ hai. Chung tu 1ai tir mot
ban ning, nhu thé cudc sdng phu thudc  Lean lamotvan hoa i do, mot

. A , o, A , nguoi dwoc tin twong dé bay to ban
vao viéc chay. Cac hiu ing day sang ta0  dn va sing wo...iéu nay lim hau
thé hién & ngudi manh mé& nhu mot bay /¢t lanh dao khong thodi mai
ngua hoang. Bi quyét, tat nhién, 14 gitt nhirng con ngua chay va tu do.
Khong bao gio c6 mot thoi gian on dé tut déc. B6 1a “Lean cuc dot

Ngay trude cudc khung hoang kinh té vao nam 2008, toi bat dau
thay ddu hiéu dang lo ngai xung quanh. Ti thiy cac cong ty da rat
thanh cong va chiu trach nhiém trong cac giao dich tai chinh cua ho
bét dau bép bénh va sup d6. Nhu ban da biét, FastCap phu thudc rat
nhiéu vao xay dung va tiép theo dén bt dong san va ngan hang, ban
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kho c6 thé tim thay mdt nganh cong
nghi¢p nao bi anh hudng nhi€éu hon
boi suy thoai kinh té. Tai thoi diém
nay ching t61 da lam tot. Chﬁng toi
O trong thu t61 goi 1a “ché do Lean
dién cudng,” cb nghla la chung toi
o da nang cao tinh than cong ty, loi
Business took a downturn by 25%. O day toi nhuan rat lo'n mo rong quoc te va
dang minh hoa sy khac biét giita Lean va do ha hi
lang phi. Cdi hop voi qua nhiéu gidy géi la mOt Ql ngu nhan Vl?n rat n l?t
cdi giong cugc song ching ta; hop maunau— tinh. Cai ti€n xay ra moi ngay & tat
sach toi dang nam giir la cai nha tw twong . A D h hié .y
Lean phén dau - chi ¢6 nhu cau khach hang va Ca cac cap. Doanh ng I’Cp suy giam
khéng ¢6 gi hon 25%. Nguoi thyc sy tot va doanh
nhan thong minh dong cénh ctra cua ho. T61 quyét dinh rang d6 khong
phai 1a thoi gian dé tut doc tai san tot cia chung to6i. Néu chung toi
muon thoat khoi nhirng nguy hi€ém cua nén kinh té xau, chung t6i can
phai nhin cham cham tra lai va dam suy thoai dé cham vao cot chong
dd cia minh. D6 1a thoi gian dé cam két ché do chién dau day du. b6
la thoi gian dé “Extreme Lean.” Di¢u nay duoc goi 1a hoat dong tur
mot vi tri cia sitc manh. Tai sao chung t6i nén chd doi cho thoi diém
xau dé mac trang phuc chién dau?
Toi1 tap hop nhan vién cua té1 va bat dau nay sinh véoi ho vé ké
hoach chién dau cua chung t6i. Chung t61 da dua ra ba muc tiéu.

Muc tiéu 1: Ching toi s& sdng sot.
Muc tiéu 2: S& khong c6 sa thai va khong cit giam luong.

Muc tiéu 3: Khong chi ton tai, ma chung t6i s& phat trién thinh vuong
qua suy thoai kinh té.

To6i ngurng woc mo xdy dung mot try so moi
cuia co s nghé thudt sau nhiéu nam lap ke

Chiing toi bi mac ket voi co s cil cua ching hoach va lam viéc cham chi. Sau dé t6i lai tdp
161 va tinh gon né, sit dlmg dau chir khong phai trung nang lwong ciia nhom chiing toi vao tinh
vi ctia chung t6i va tat ca moi nguoi giit cong gidn co s¢ cil hién tai ciia ching t6i va do la

vige ciia ho . quyét dinh 16t nhdt ma téi da timg thye hién .
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Hanh dong dau tién la phai loai boé du an mé rdng mo udce cua toi. Toi
da danh 5 triéu d6 dé xay dung mot co sé moi hon, 16n hon s€ 1a mot
biéu tuwong hao nhoang cta su thanh cong cta chung toi. Do thyuc sy
1a diéu kho khan, nhung tit ca chung toi quyét dinh s tién can thiét
trong tay chung t61 nhu mot quy du phong. Co qua nhiéu mo dat trong
nén kinh té va bat ky trong SO chung c6 thé thdi bay chung t61. Tiét
kiém tién, khong tiéu tlen 1a diéu khon ngoan. Ban bé va dbi tac kinh
doanh khong thé tin rang toi s& dimg lai gitra dong du an nay.

Diéu tiép theo chung t6i lam 1a nhan ra rang ngay ca vdi su suy
giam 25% trong kinh doanh, ching t6i can pha1 cit giam ngan sach
ctia chung t6i thém 25%. Chung t6i da han ché dung cham dén luong
va tuyén dung. Chung toi cit giam ngan sach quang cdo va tiép thi
trong nira tir 500.000 d6 dén 250,000 d6. Hau hét cac cong ty lam
diéu nguoc lai trong thoi diém khé khin vi sy khoén ngoan thong
thuong l1a dé ndi dugc ban phai danh mét ty 1€ cao hon thu nhap cua
ban thuc ddy chinh minh va tich cuc thu hit cac khach hang. Chung
t6i cit giam chi tiéu 25% trong tat ca moi bd phan. Khong ¢ bo phan
cam thay du thira hodc 1é ra. Chang t6i déu mang ganh ning nhu
nhau. Day lé diéu Lean cuc do trong gidng. Mic du chung t6i da 1a
mot hinh mau Lean cong ty, chung t61 da biét co su lang phi ¢ khip
moi noi va chiing t6i da quyét dinh [\
tim ra no.

Chung t61 cam két thuc hién st
ménh lién tyuc cai tién vé tai nguyén
hon 14 ton tai va phat trién manh
mé& thong qua con bio té sip toi.
Hay nhé rang, thay vi di véi tinh
than tir chic dé ddi mat voi nén
kinh té xAu, ching t61 manh mé,
quyét thm cai thién va lam nhiéu  Curs i don o
hon voi it hon “Lean di€n 10.” - va bay gio i dung thanh céng iPhone cho hing
Con ngya hoang dd clia sy sing tao o e e e i
va do1 mdi. Cling nhu t61 dd mong  b; cho mét tram may tinh duy nhét va bay gic véi
doi, quyét tam Lean cua chiing (01 e s e vl bt
da dU'Q’C dén dép 16n. Mét cai gi do chup. Bay gio, do la chuoz mét san pham , vira
ky diéu da xdy ra. Kinh doanh ctia i v khong o cong viec hang loat. Hay xem

, cach chung thyc hién mot video Lean trén trang
chung t61 da khong gap khuc. No web ciia chiing 16i
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tham chi khong dau kho. Mdi bo phan tim thay nhung cach sang tao
dé cat giam chi tiéu trong khi van tim kiém cai tién. tiép thi va quang
cdo cua to1 nguoi tao ra, chién dich quang cao tdt hon ré hon va hiéu
qua hon. Ho thyuc hién nhiéu hon, véi it tién hon. Tuong tuong di! Tu
kinh nghiém nay dén mot phuong cham yéu thich cho cong ty ching
t61: “Tién bop chét sang tao. ”

Khi tlen khong con 13 van dé quan trong chung toi tir bo ngudn goc
clia quyén luc nhung ¥ tuong. N6 chi trd nén qua dé dang ném tién
vao nhitng van dé, tuy nhién chung t6i thy thoi gian va thoi gian
mot 1an nira rang tién thuong tao ra van dé hon 1a giai quyét chung.
Vi du, né timg 1ay ctia chung toi nhiéu ngdy dé tao ra mot video duy
nhat dugc dang trén internet. Chiing toi tin rdng can phai c6 tit ca cac
thiét bj video ngay va mot phong video chuyén dung. D6 13 mot trong
nhirng su lang phi 16n nhét vé tién cong ty timg c6. Hom nay ching
t61 ludn co thé tao ra nhitng video v6i ndm canh riéng biét dudi nam
phut. Diéu nay bao gdm:

Chup céc canh
« Chinh stra va cit tia nhitng canh
¢ Chen canh
« Ap dung céc bai hat
« Thém tiéu d& va chi thich
- Bit diu tai 1én YouTube ™

Thém canh

‘Sharo Movie To

% Camera Roll
YoulfTB
 facebook |

vimeo

CMNiReport

Sond Project To

@ iTunes

Chén nhac Tiéu dé va chii thich Bdt dau tai lén

Néu ban muodn nhin thay n6 xay ra, dén video Lean ctia chiing t61 va
-80-



2 Second Lean™

xem “Lam thé nao dé thuc hién mét video Lean” va xem xét cac may
anh t6t nhat dé lam viéc nay. T6i thuong néi né dé dang cho mot dira
tré ¢ thé lam diéu do, nhung tré em 1a rat tuyét & cong ngh¢. Thay
vao do toi s€ n01 n6 1a d& dang nhu thé mot ngum 70 tudi, khong co
kinh nghiém vé k¥ thuat c6 thé hoc lam diéu d6 & dudi nam phut.
Ké tir khi chung t6i tu duy Lean, chiing t6i da loai b nhirng rao can
thuong treo ngudi 1én va lam cho sy tiép can co vé phic tap, dbi voi
tat ca moi nguoi.

Phéan thudng thuc sy dén khi chung t6i dap tmg muc tiéu tht ba
cua minh - phat trién thinh vuong. Nhu mot hé qua rat nhiéu doanh
nghié¢p khac dong ctra trong linh vuc
xdy dung, trang thiét bi cao cap da
tré thanh co sin v&i gia thip hon
nhiéu. Chung t6i dd mua cac thiét bi
bing mot nira gia thi truong, va doi
khi tham chi it hon, diéu nay lam cho
ching t61 thoai mai mo rong kinh
doanh. Nhu mot két qua cua viéc
mo rong, chung toi di thué nhiéu
ngudi hon va két thuc ndm 2009 1a
mot trong nhiing nam thanh cong
nhat ctia chung t6i trong kinh doanh.
Trong cudc suy thoai kinh té kho khin nhat ddi véi nganh cong nghiép
cua minh, ching t6i thuc sy da c6 mdt trong nhirng nam c6 loi nhuan
hon bao gio hét, véi nhiéu cong an vi¢c lam dugc tao ra, khong it
hon, va véi mutrc luong tuyét voi. Do 1a phan thuong cho “Lean cuc
d6.” Chiing t6i s& vuot qua bat ctr diéu gi can dudng mién 1a chung
101 chéng lai sy cam dd dé tré nén thu dong trong su thanh cong cua
minh.

Mot trong nhieu co may chung toi mua bang
nhiéu dong do la - tao ra 10 viéc lam moi
trong quy trinh.
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Y NGHIA:

Chung t6i dang c¢6 chién tranh véi chat thai, mot
chut tirc gian va niém dam mé trong sd nhing
ngudi linh vé phia ké thu s& khong lam ton
thuong mot diéu.

Video Lean:
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Chuong 13

Lean khiém nhuwong

Bén canh cam xuc tan tuy 100%, mgt nha lanh dao Lean phai khiém
t6n. Piéu do trong thé nao? Hay dé t6i cung cip cho ban mot muc
tiéu cu thé. Ty cam két s& xac nhén, khen ngoi va/hodc thira nhén cac
cong viéc cuia nhan vién ctia ban it nhat mudi 1an mot ngay. Nhing
nhan vién cda ban nén dugc lam quen véi viéc nghe ban noéi nhiing
cau nhu: “Do 1a mot y tudng tuyét voi, Bob,” hoac “Mary, toi danh
gia cao viéc ban da vat va 1am viéc trén dy 4n nay” hodc “Trén thuc
té, John, tdi thich y tudng cua ban hon cua t61.”Khi khiém nhuong
tré thanh mot thudc tinh chinh cta 13nh dao Lean, mot con 16¢ cua su
sdng tao va tiép nhén s& theo sau. Khi ¢6 mdt nén van héa moi nguoi
biét khong c6 mot ngudi phu trach ich ky ho c6 thé bat dau phat trién
va thinh vuong. Ho biét 1anh dao d6 dic biét chu tam trao cho nhitng
nguoi khac long tin. Khong c6 chinh tri, khong c6 ghen ghét hay ganh
dua vi moi ngudi déu biét ho s& dugce cong nhan cho nhitng dong gop
cua minh va quan trong hon, ho hiéu cong viéc cua ho la thira nhan
nhitng dong gop cta nguoi khac. Mot nén vin hoa Lean 1a mot moi
truong rong rai. N6 hao phong trong viéc tin tudng nguoi khac, ton
trong, cung cip nhitng y twdng, hd trg va giup do.

Céac nha lanh dao Lean c6 cai toi da manh dé thu hat va chao don
¥ tuong tir hau hét ngudi tham gia va s& ghi nhan su dong gop cua
ho laco gi tri. Trén thuc t&, mot nha lanh dao Lean bi kich thich boi
trién vong gidi phong tat ca thién tai sang tao va g1a1 quyet van dé
chua dugc khai thac nam 5
im lim trong hau hét cac
t6 churc.

Khi nhiéu ngudi ban
dau s& ngai va khong sin
sang, n6 la mot mong
muén chung cta con
nguoi dé duoc xac nhan

va ton tI‘Ol’lg. Mot khi ho Bon diéu lanh dao Lean phai thuong xuyén néi véi ngudi ciia minh:
) ’ * 1. “Lam tot lam. Té6i danh gid cao viéc cdu lam.”

da quen V&1 vi€c AUOC 5 vy, Bob, do la mot g thit et

2
hoi, “Diéu gi quay nhidu 3. “Mary, Bob, (i thich y ciia cac ban hon cia 16i!”
4. “Téi sai roi, ban ding. Toi vira hoc hoi dwoc mot thir.”
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ban?” Hay “Ban stra 16i nay thé
nao?”, ban c6 thé mong doi mat
dai duong cua sy sang tao chay
qua to chirc cta ban ngay khong
churng.t

Trong mot trung hop ngau
nhién, khi viét chuong nay, mot
trong nhirng nhan vién cua toi,
: Pavlo, tiép can toi trong cong
s, Xuong. Anh nhdn thiy ring (O
nhuong da d¢ trinh mot don dat hang cac
vat liéu sai st dung cho mét trong cac san pham ctia chung toi. Anh
n6i, “Paul, toi d3 tu hoi néu anh c6 y dinh dat hang ‘thuong hi¢u X,
vi ching t61 da thao ludn thuwong hi¢u khac co thé s& vuot troi trong
hoat dong.” T61 dap tay vao tran dé ghi nhan va noi, “0, wow, cam
on anh rat nhiéu. Anh hoan toan dung.”T6i van c6 thoi gian dé huy
b6 sai 1éch va thay d6i n6 voi vat liéu chinh xac. T6i cam on Pavlo rbi
ritvi thay 16 1am cua t6i. Sau ngay hom do, Pavlo, cao 6°3”va 1a hinh
mau cua thé hinh hoan hao va ¢ 1& c6 mot cai t6i kich thudc bang
bang Texas, dd dén gan t6i n6i,” Paul, t6i nghi anh nén biét rang thuc
su Alexey di bt sai Jam d6. Anh ay phai vé sém, vay nén t6i ndi véi
anh t6i sé& trinh bay nd. Toi chi mudn chic chin rang anh biét diéu d6

(13

Day 1 tinh than ctia vin héa Lean. Khi cac nha 1anh dao sin sang
stra chita va khong dit cai toi 1én viéc tin tudng, tinh than rong luong
va hd tro chay glua tat ca moi ngum Trong mdt moi truO’ng it hiéu
khéch, Pavlo c6 thé cau nhau vé sai 1am cta t6i, lic dau hét khi thay
16i 1am dan dén nhiéu 16i 1am hon va sau tat ca lang phi nang lugng c6
thé tuy man néi: “Thiy chwa? Toi biét no khong hoat dong dau.” Thay
vao d6, anh cam thay hoan toan thoai mai tingsy quan tim véi toi.
Ngoai ra, Pavlo da c6 thé chip nhan long biét on cua t6i, hanh phiic
khi dugc tin tuong, nhung thay vao d6 anh di 4n can tra long tin vé
noi cua no - voi mot nhan vién khac, Alexey.

Mot hi¢u ing khac cua lanh dao khiém tén 1a xay dung van hoa
giai phong moi ngudi khoi lo 4u hay mién cudng trong viéc chia sé
y tuong. Tir chdi khong thanh van dé boi vi nd hoan toan chap nhan
duoc khi dua ra goi y cai tién sau d6 nhan ra né khong phai 1a mot y
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tu:img tuyét voi. Khong cam xac cua ai bi ton thuong va khéng ai cam
thdy ap luc phai luén ding. Chiing t6i c6 thé ty 1am minh ton thuong
mot chit nhu vay vi chung t6i manh mé va doan két trong uoc muodn
khong nglmg nang cao, tip trung vao viéc cai thién cudc song cta
khach hang.

Céch day khong lau mot doi ngli ky su va cac nhé quan 1y kinh
doanh tr Bombardier, nhung ngudi tao ra Learjets, gin day da tham
FastCap. Mot trong s6 ho chia sé cau chuyén véi toi. Ong da tham
du mot bira ti€éc nghi huu cua mdt nguoi ban k¥ su. Sau khi nguoi
d6 nhan duoc rat nhiéu qua va nhiing 16i chic tot dep, ong hoi tudong
mot chit cho sw nghiép 30 nim cta minh tai cong ty. Vi vai su nudi
tiéc, 6ng noi, “Trong ba muoi nam qua, ho da lam céng vi¢c cua 601
tay toi. Ho c6 thé di c6 cong viée cua cai dau va trai tim cua t6i mién
phi, nhung ho khong bao gid yéu cau.”

Lanh dao Lean s€ rat ra nhitng tai nang va k¥ nang ciia mot nguoi.
Day la nhimg gi toi nghe rat to va rd rang tir Pho Chu tich Lexus tai
Nhat Ban nhiéu nam trude day. “Piéu quan trong nhat 1a con ngudi
ctia chung t6i. Chiing t6i khong quan tdm vé cong nghé tiép theo,
cac chién luoc ban hang tiép theo hodc cac mé hinh vi dai tiép theo.
Chung t6i dau tu vao con ngudi.”

Va cudi cuing, ban s& rit ra nhitng diéu t6t nhat ngudi khac co dé
trao di néu ban tiép can ho véi su khiém nhuong va su biét on. Lanh
dao Lean phai ton trong moi ngudi va nhan ra rang mdi ngudi mang
thién tai doc dao cua riéng minh. Néu ban nghi vé no, no s& ly di
nhiéu ap luc ctia mot nha lanh dao. That 1a mot su ctru tro khi ban can
dua ra moi ¥ tuong t6t! Ban c6 mot dai duong cua nhitng kha ning
va ¥ tudng chi can chd doi dé duoc khai thac thanh tir nhan vién cta
ban. Tai sao ban lai bo qua hay bé x6 nguén thién tai gia tri nhét?

Lanh dao mang lai nhiing san phém va dich vu tdt nhét co thé bai
vi no giai phong thir tot nhat ma mdi nhan vién cung cap, khong ghen
ghét, khong canh tranh lanh thd va khong c6 su trimg phat. Co nguoi
ting noi v6i toi chinhtri 13 sy lang phi thtr 9 va 1a mot van dé 16n chu
yéu do cai toi. Chi nhitng ngudi c6 mot ¥ thirc manh mé vé cai t6i mai
c6 thé 1a mot nha 1anh dao Lean, vi khiém tdn 1a mot dau hiéu cua tinh
xac thuc va rong luong.

Cubi cung, cudn sach nay thuc su khong phai la vé Lean hodc hoat
dong Xuét sic, cai tién 2 gidy, mot nén van hoa, 3S hay tour tham
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quan Hoc dé thy. N¢ 1a tit ca vé lanh dao xudt sic. Khi cac nha lanh
dao dan dau véi nguyén tac dang cap thé gidi dugc ap dung chu dao,
bau troi that gidi han.

Y NGHIA:

khiém ton 1a con dudng dan dén sy vi dai.

Video Lean:

i[m] 1. Caitién Lean 2 gidy
http://youtu.be/6ghE4WicKol

2. Lean Lantech,

xuat sic trong lanh dao
http://lyoutu.be/fOotGdcDQ80
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Chuong 14

Ba tru c{t ctia Lean

Chi hon mdt nam trudce, to61 da quyét dinh viét 2 Second Lean. Toi da
lam nhu vay vi mdt vai ly do.

PAu tién, moi nguoi to mo. Ho s€ téi tham FastCap, xem van hoa
Lean cta chiing t6i trong mau sic song
dong va mudn biét thém thong tin lam
thé nao dé xdy dung mot nén vin hoa
khac thuong nhu vay. N6 c6 rat nhiéu ¥
nghia dé dat suy nghi cua t6i 1én gidy va
ké cau chuyén cua chung toi. T6i mudn
chia sé cudc hanh trinh - va cac chi tiét
vé cach chung t61 thuc hién Lean- dé co
hi€u qua hon trong viéc gitip do nguoi khac.

Trong chuyén tham FastCap

Ly do thir hai 12 dé thé hién ¥ tudng ctia minh mot cach ngin gon
hon trén gidy va cung cap mot “quy trinh rd rang” 1a trung tdm cua tu
duy Lean.

D3 qua mot ndm va toi c6 rat nhidu
suy nghi vé nhimg gi da duoc tiét 16 -
va nfi dung cua cudn sach. Mot diéu
chéc chin, cudn sach da duoc phé bién!
Moi ngudi thich no. N6 don gian, ngin
gon va lam cho céc khai niém cta Lean
c6 thé tiép can tit ca moi ngudi. T6i mudn moi ngudi - dui ¢ bang tién
si hay chi méi bat dau su nghiép luc
18 tudi - ¢6 thé hiéu, thuc hién va xay
dung mot nén van hoa Lean.

Ba tru cét cua Lean

2 Second Lean da cho t6i nhiéu sy
tiép xtc. Moi nguoi bat dau nho toi
dén noi chuyén voi cac to chic va
cong ty cia ho ¢ cac nudc khac nhau
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trén thé gioi. Toi bit dau tu hoi 1am thé nao t6i co thé cai thién thong
di€p cua 2 Second Lean. Lean l1a quy hoach, thuc hi¢n, kiém tra, danh
gia lai va cai thién tit ca moi thir khong ngimg. Vi vy, ciia ban day...
day la cach t6i cai thién thong di€p ctuia 2 Second Lean.

T6i dén véi Ba tru cot Lean cua Paul. Khi t6i dén cong xudng va thay
nhimg van d& ngudi dd vat 1on cung, nd tré nén rat rd rang toi dang
thiéu cai gi. Trong thé gi6i Lean, that pho bién khi néi rang hai trong
s6 nhig tru cot cia Lean 13 viée loai bo cac su ling phi va cai tién lién
tuc. T61 khong dong y. Lean 1a lam moi nguol nhin thay lang phi. Thiy
lang phi 14 tru cot dau tién cua Lean. Néu ban khong thé xac dinh tam
su lang phi trong tat ca moi thir ban lam, rat kho khan dé loai bo chung.
Tru cot dau tién ctia Lean 13 day cho moi nguoi dé thay su lang phi!

Néu ban dang du dinh xay dung mat nén van hoéa Lean, ban can phai
xem xét tirng qua trinh va dat cau hoi, “Bob, tdm su lang phi 1a gi va cai
nao ban c6 thé nhin thay trong qua trinh ban dang thuc hién?”

Trudce tién, hiy chic chin ring tat ca cac thanh vién trong nhom
ctia ban biét tim sy lang phi nhu ho biét ngay sinh nhat ctia minh.
Giang vé tam sy lang phi khong thé xong v&i mot td roi, email, hodc
hoi thao. Ban can phai day vé tam su lang phi mdi ngay! Tai FastCap,
chiing t6i chi don gian la xem xét tdm su lang phi mdi ngay trong
cudc hop budi sang ctia chiing toi. Mdi budi sang, mot ngudi phai gitr
ngdn tay ciia minh va di qua tam sy lang phi, va ho phai néi vdi mot
cau chuyén minh hoa tit ca cac sy lang phi.
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1)San xuit thiia @) Van chuyén

Lang phi tiém lyc |

Lam qud nhiéu do dn

Vin chuyen thiic dn

ti bép .
PHONG CACH THUC AN NHANH "5 i an mm Kho

v Th()'l gian chd 4 Khlem khuyét

Khdch hang dang cho dgi

Khdch hang khong cdn
don hang dugc siia chita

3 ) D dua chua
Lang phi dong lyc dé lam lai thiic dn D0 chua cdn dugc ldy ra khéi thifc an
Lam 8 lang phi lién quan va vui vé

1. San xuét qua nhiéu: S6 mot trong nhimg sy lang phi 14 san xudt
thtra. Pay 1a “mama Muda,” hién dién trong tat ca cac loai lang
phi khéc.

2. Giao thong van tai. Ching t6i van chuyén hang hoa san xuét
thtra.

3. Hang ton kho du thira. Sau d6, chung t6i dua nhirg hang hoa
thira vao kho hang ton.

4. Cac khiém khuyét. Va ri, ching t6i c6 nhitng khiém khuyét va
phai lam lai nhitng hang hoa du do6.

5. Thira quy trinh. Sau do, chiing t6i du thira qué trinh nhu 1a lam
lai cac khiém khuyét ctia hang hoa du.

6. Chuyén dong lang phi. Tiép do, chiing t6i phai xir Iy nhimg hang
hoa san xuat thira. Vi vy, chiing t6i d4 lang phi chuyén dong.

7. Thei gian cho. Sau do, ching t61 phai ép budc khach hang phai
chd doi chiing t6i 1am lai cac khuyét tat trong cac hang hoa san
xuét thira.

8. Tiém ning ling phi. Sau cung, chiing t6i di lang phi tiém ning
cua nhan vién, bdi vi cac thanh vién ctia chung t6i lam ra lang phi
thay vi tap trung nhin thiy su lang phi, loai bo sy lang phi va dé
cho nhiing thtr gia tri dén véi cho khach hang.
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Tru cot dau tién

Nhu t6i d3 néi, mdi budi sang mot
trong ndm muoi hai thanh vién trong
nhom cia chiing t61 gilt tim ngdn tay
va ndi voi chiing t61 nhitng cau chuyén
vésy lang phi. N6 da 4n siu trong cac
thanh vién ctia chiing ti rang khi su lang phi ton tai trong mot qua trinh
ma ho dang lam, n6 sé dé dang cho ho théy duoc. Diéu dau tién va quan
trong nhét ma toi hoc dugc 1a cai toi goi la Cot dau tién cua Lean: Moi
nguoi phai nhin thdy sy lang phi.

Hoc cach thdy lang phi

Tru cot thw hai

Tru c6t thir hai 13 mdi nguoi phai lién tuc cai thién moi thi. Ban chét
ctia cubn sach 2 Second Lean 13 tao ra céc cai tién nho nhanh chong
tich lity thanh mot chinh thé c6 ¥ nghia ctia cong viéc. Mot nim sau toi
100% theo sau khai niém dé, tham chi nhiéu hon bao gio hét, boi vino
lam bang phang cong viéc ctia chiing t6i, va né rat don gian. Vi vay,
dau tién, ban sé théy cac su lang phi va thur hai, ban lién tuc cai thién
moi thr, mdi ngudi, mdi ngay.

Tru cot thi ba

Bay gio, phﬁn chinh ctia su xem xét lai cudn sach lién quan dén cac
tru cOt du tién va thir ba. Tru cot thir nhAt - nguoi ta phai théy su lang
phi - 1a mot nga r& hay sy 1am rd nhitng gi hau hét moi ngudi coi 14 tru
cdt quan trong cua tu duy Lean. Tru cdt thir hai - thuc thién cai thién
nho lién tuc ddi véi tat ca moi thir!

Tru cot thi ba ¢6 18 1a dic biét nhat trong tat ca. Tru cOt nay la mot cai
gi d6 ma thang thin 13 da 1am t6i mat canh giac. Toi khong nhan ra tai
sao chiing t6i da rat thanh cong trong viéc xay dung mot nén vin hoa
Lean. Tru cot thir ba ctia Lean 1a ... ban phai lam video “trudc va sau”
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cho tat ca nhiing cai tién cua ban. Ban phai thé hién cac khu vuc 1am
viéc va qua trinh trude va sau. Toi biét ban dang ndi, “Ching phai lam
gi voi Lean, Paul?”

Moi thtr! Khi ban dang phat trién mot nén van hoa, ban mudn ghi
lai sy phat trién ctia nén van héa do. Hay lam theo mét cach thi vi
dé moi ngudi s& thich xem va muén tham gia. Piéu
nay thém mdt luong 16n nang luong cam xuc tuoi
méi. Nhitng gi t6i noi voi moi nguoi 1a chi can lay
iPhone, smartphone,
may anh ngim va
chup - té1 khong
quan tar}l né la g} ? Giit né dotn gidn, ding
nhu’ng du’ng rangoal  gien thoai thay vi may
va mua mot may quay video
quay phim chuyén nghi€p - va quay
phim v&i chiéc may anh trong tai cua
ban. Pimg mua phan mém chinh stra
chuyén nghiép; n6 khong can thiét. Tat
ca ban can chi don gian 1a mot chiéc dién thoai va mot ung dung nhu
iMovie dé chinh stra video ngay trén dién thoai cia minh. Hay giit no
don gian va hoan tat no.

Ung dung sira chita

Vi du tbt nhét t6i ¢ thé cung cép cach lam nay 1a doi bong tuyét
voi tai Walters & Wolf dd 1am né nhu thé nao véi mot trong nhitng
video dau tién ctia ho tén 1 “Hauling the Mail.” N6 1a don gian, hai
huéc, cong nghé thap va xay dung duoc van hoa. Video nay cé tat ca
va Walters & Wolf da ¢ trong ngon Itra Lean!

Ban mudn biét mot bi mat? Lan dau tién toi bit dau lam video
khoang bén nim trudc day, nhung ton hai ndm dé thyc hién video dau
tién cua to1! Noi cach khac, t61 dang 1€ nén 1am video cach day sau
nam, nhung t61 da bi té li¢t vi to1 mubn moi thir phai hoan hao. T61
mua tat ca cac loai thiét bi dién anh, anh sang va phén mém, nhung to1
khong bao gid thuce hi¢n mot video vi toi da cho doi tAt ca moi thir phai
that hoan hao. Sau do, t6i nhan ra su dién rd nay. Néu ban chi 1am théi,
ban s& hoc héi duge rat nhiéu “chi bﬁng cach lam diéu d6.” P6 thuc
su la cau chuyén vé 2 Second Lean. Néu ban chi can thuc hién mot cai
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tién nhd, ban s& hoc hoi dugc nhi€u nén sy cai thién tiép theo s€tot hon
nhi¢u nhu thé.

D6 1a didu tuong tu voi video. Chi can thue hién no ngay - voi dién
thoai trong ti ban. Hay thuc hién “trudc va sau” video ngay. Khong
di chuyén mét diéu trong khu vuc lam viéc cua ban cho dén khi ban
ghi lai bang sic mau séng dongmd bira bon ban dang lam bay gio.
Video “Cai cach con heo nhd” minh hoa chinh x4c nhiing gi t61 dang
n6i vé. Khong thay doi bat ctr didu gi cho dén khi ban thiy “trudc va
sau”, boi vi 1am nhu vy ban thay 16 sy twong phan va cho nhom cia
ban théy strc manh cua cai tién lién tuc - va lam thé nao dé tré thanh
mot nha tu tuong Lean.

T6i bat dau hudng din cac cong ty lam didu nay va két qua that phi
thuong. No that su giéng nhu db thém dau vao lua trai. Ho lam mot
video va ho da c6 thé chi no khac thé nao cho céc chi nhanh va dia
diémkhac ctuiacong ty cua ho. biéu tiép theo ban biét déy, ho da thuc
hién mdt video khac. Chi trong vai tun, ho da c6 bdn muoi video. Toi
nhan ra day 1a mot thanh phan quan trong. N6 xay dung mot thu vién
cua thanh cong va mot thu vién dé dao tao tit ca cac nhan vién hién tai
va tuong lai cia ban. Pay 1a mot khai niém quyén luc.

Mot trong nhitng 1y do tai sao FastCap cat canh trong diéu kién cua
cudc hanh trinh Lean va 1y do tai sao tat ca moi nguoi rat quan tim dén
no, l1a ching t61 ghi nhan nhiing gi
chung t61 da 1am véi nhiing video
nhohang bét va tit ca moi ngudi
yéu thuong chiung. Néu né di du tbt
cho chung t61, tai sao khong hudng
dan moi nguoi 1am diéu do6 va bién
n6 thanh mot tru cot dé xay dung
mot nén vin hoéa Lean? That vay,
d6 1a nhitng gi t61 da ndi voi moi ngudi trén khip thé gisi. Toi cang noi,
cang c6 nhidu ngudi nhin toi va néi, “Wow! Toi chua bao gio nghi vé
diéu do: no tao cam giac hoan hao.”

Video ve cdi tién Lean

Ho bit dau 1am diéu d6 va diéu tiép theo xay ra 1a ho bat dau cong
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tac v6i chiing t6i va gti cho ching t6i video cai tién ctia ho. Chung
toi dang chung trén website cua chung t6i va cho phép moi ngudi
trén khap thé giéi tim hiéu vé cach
nguoi khac dang lam viéc. Day la
mot tin th{ vi.

M6t nam rudi sau khi xuit ban
cudn sach, diéu rat ra cua toi 12 Ba
Tru cdt Lean: Dau tién, théy lang
phi. Thir hai, lién tuc cai thién moi Darryn va op hoc Lean ciia mink
thtr, moi ngdy. Thir ba, lam video “trudc va sau”. Van tu hoi vé lam
video? Dé t6i ké cho ban nghe mot cau chuyén. Hom qua, t6i dd phong
van hai hoc sinh 16p chin, Natalie va Mikayla
tr Truong Cornerstone Christian. Giao vién cua
ho Darryn Kleyn dang lam mot cong viéc tuyét
voOi, giang day nhiing dua tré khai niém Lean va
xay dung mot nén van hoa Lean trong 16p hoc.
Nhiing dra tré 1a cd may lam video khong nghi.
Chung 1am rat nhidu video vé cai tién Lean cua

Mikayla & Natalie , . . S . N .
Lean ld gi? chiing va video rat tot. Xem video “Lean la gi?” &

muc Lean Kids tai fastcap.com.

T61 hoi Natalie, “Sau mot nam hoc vé Lean, mot trong nhitng di¢u
c6 thé duoc cai thién sau khi d€ c6 nhiing dtra tré dé hiéu o hon vé
Lean la gi?”

C6 nodi, “Chi ra thém vi du vé Lean trong hanh dong, st dung it tir va
1y thuyét hon.” Qua chuan ... t61 noi that.

Khi t61 c6 ¥ dinh viét 2 Second Lean, muc tiéu cua toi 1a giai thich
1am thé nao dé xay dung vin hoa Lean - va giup tit ca moi ngudi lam
diéu d6 chi trong mot nam thay vi mudi mot nam nhu t6i. Toi ciing
mudn chia sé nhiéu sai 1dm ctia minh dé ctru ngudi khac mic cung 16i.
Néu t6i biét nhitng thong tin toi biét bay gio, n6 that don gian dé xay
dung vin hoa Lean. Toi biét rang ti c6 thé budc vao bat ky t6 chirc
nao va thuc hi¢n ba try cdt don gidn nay va thuc hién mot tac dong
dang ké trong mot thoi gian ngan.
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Y NGHIA:

Hoc cach thay lang phi.

Video Lean:

L0 1. Ba tru cot cua Lean
fra-y  http://youtu.be/R1e0wlyzOhY

2. Kéo thu
http://youtu.be/B2VemLCV§i0

3. Cai cach nhiing chu lgn nhé
http://youtu.be/Lj6NsliY 674

4. Lean la gi?
bdi: Natalie & Mikayla
http://youtu.be/BVOJMky36mE

5. Hoc cach thiy lang phi boi
jaymie
http://youtu.be/EWAiIDOv46vo
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Chuwong 15
Nhirng cau héi hay kinh khing

Mot trong nhitng cai tién t6i da thyuc hién trong cic budi noi chuyén
ctia toi 1a két qua cua mot dé nghi tr mot nguoi nao d6 trong khan
gia. Trong thudt ngr néi cua
Lean day 1a “di dén xudng.”
Tbi ludn rat thoai mai véi moi
ngudi ngat 10 t6i gitra chimg
cudc dién thuyét dé dat cau
héi, nhung goi v 1a “cho mudi
lam phut dé moi nguoi dat cau
hoi lac két thuc tit ca cac cude
dién thuyét.” Toi bat dau thyuc TR0 T C TR
hién y tuéng mai nay. N6 hoat dong rat tot nén toi quyét dinh loc ratop
muoi cau hoi nguoi ta hdi t61.”

Mot s6 ching c6 thé khac thuong, nhung ¢ nhimg 1y do khac lam
ching thich hop dé t6i tra 10i. Toi nghi rat nhiéu nguoi c6 nhimng cau
hoi nay, nhung so hoi. Toi s& bat dau voi cau bat thuong nhat, nhung
phd bién nhat.

Cau hoi 1 Paul, ban cam théy thé nao vé xa xi?

Tra loi bay la mot cau hoi rat tha vi. Toi nghi réng no duoc hoi
vi moi ngudi nhin thdy ban cta t6i va nhan ra toi khong ¢ van phong
va toi thi gian trong cach ddi xtr v6i ban than minh trong doanh nghiép.
Ho nghi, “U 6i, anh chang chéc
phan dbi sang trong. Chic anh
ta phan ddi viéc so hitu cai gi tot
dep.”

Toi ¢6 thé dam bao véi ban,
khong co6 gi xa su that. Toi ngap
trong sang trong trong cudc song

Toi yéu sw xa hoa... Pay la xe cua toi!
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clia t6i. Toi c6 thé du kha ning xa xi ma hau hét moi ngudi khong
thé, boi vi toi khong lang phi qua nhiéu trong cach t6i diéu hanh cong
ty. Lean khong phai 1a mot chuong trinh that lung
budc bung. Lean loai bo cac hoat dong khong tao
ra gla tr1 gia tang. Chung t61 goi do 1a lang ph1
Néu n6 c6 gia tri khi 61 deo mot chiée dong ho
Breitling dep, thi d6 khong phai 1a lang phi ddi véi
t6i va toi mudn Breitling tiép tuc thyuc hién nhimg e ¢ i i P
sang tao nghe thudt cta ho. Néu né gié trj khi t6i bay may bay cua riéng
minh khip thé gi6i va né giup cong viéc cua t6i hiéu qua hon, thi do
khong phai 1a lang ph1 Lean 14 loai bo céac hoat dong khong tao ra gia
tri gla tang. Mot chiéc dong hd dep nhéc nhd toi mdi gidy vé gia tri cia
nghé thu cong hoan hao va sy cha y dén timg chi tiét. May bay cua t6i
cho phép t6i di bt cir noi nao bt cir luc nao va mang lai cho t6i nhimng
gia tri ciia hoan toan linh hoat.

C6 thé co su lang phi trong cach t6i duy tri may bay, cach toi bay
hodc cac nhiém vu ti bay bang may bay - 46 mé ra sy xem xét va cai
tién. Tuy nhién, hanh dong cua viéc c6 mot may bay hodac mot chiéc
ddng ho dep hay mot chiée xe dep, chinh no, khong phai 1a sy lang phi.
La mot khach hang, t61 danh gia cao nhiing l¢1 ich nhiing trang phuc
mang lai. Su xa xi 1a két qua khi t6i can than quan 1y v6n va t6i khong
ay nay vé viéc d6. Lean khong phai 1a chu nghia xa hoi. D6 1a suy nghi
chu nghia tu ban.

R rang, nhing gi ban 1am véi trang phuc nhu vay ¢ thé ¢6 cac yéu
t ctia sy lang phi. Nhung, hiy nhd, n6é mo ra sy gidm sat va cai thién
boi chii nhdn ctia xa xi - va khong ai khac. Tai sao t6i noi diéu nay? Boi
vi tat ca chiing t6i, giau hay nghéo, déu ngap trong lang phi. Chi tay vao
mot nguoi khac khong phai 1a mot diéu tdt va chic chan khong hiéu
qua bang giai quyét cac van dé cua riéng ban. Xa xi, chinh né, khong
phai 14 sy lang phi. Tdi yéu xa hoa. Tdi ¢ rat nhiéu diéu t6t dep va t6i
¢6 thé du kha nang véi nhiing thir d6 vi t6i 1a mot nha tu tudng Lean.
Tbi can than xem va loai bo su lang phi & mdi goc canh.

Cauhéi2  Ban co doanh thu cao hay thap?
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Tra loi Chung t6i c6 doanh thu rat thap. FastCap 1a noi lam
viéc dugc san don, boi vi do 1a noi ma moi ngudi cam théy duoc cong
nhan. Y kién va ¥ tuong ctia ho quan trong. Trong thiét 1ap xay dung
mot nén van hoa Lean, mot trong nhirng muc ti€u cua toi 1a lam cho bo
phan nhén sy cua cong ty it phién toai. Néu ching t6i tao ra mot cong
ty nang dong, chung t6i s€ trd thanh mdt nam cham cho tai nang thay
vi phai tim kiém céc tai ning.

Lean 1am giam kim ngach nhan vién déng ké - ¢én diém ma no gan
nhu khéng ton tai. Thinh thoang, chiing t6i ¢6 nhan vién nghi phép. No6i
chung, chi boi vi ho dang di hoc dé theo dudi uéc mo ctia minh 1a tré
thanh mot béac si, mot luat su hoic mot CPA. Doanh thu la rat thép, bai
vi chung t6i coi trong con ngudi va y kién cta ho.

Cau héi 3 Ban c6 bao gio gip nhitng nguoi khong hiéu né va
khong mudn hop tac?

Tra loi Tat nhién. Ban dau, it nhat 13 nim muoi phan trdim cua
nhitng nguoi lam viéce tai FastCap ¢ lai hoac 1a chung t61 sa thai ho.
Bay gio, that bt thuong khi ching t6i ¢6 ngudi nao khong hiéu né. Ly
do gdm hai phan.

Pau tién, chiung toi rat than

X
trong trong céqh thué¢ nguoi. CURIUSITY
Chung t6i tim kiém hai tinh cach
- Nhimg ngwoi khiem tnva s | 19 THE SPARK

mo. Ching t6i muén moi nguoi BE H IND 'I'HE
khong hanh dong va cam thay

nhu ho biét tudt. Chung t6i mudn
moi ngudi co td mo ve cude song.
Gidy phuat ching t61 gap ai do

rena ikt pingin ot | gFVERYGREAT A
thit ho biét, nhimg ngudi khéﬁg THE FUTURE BELONGS T0
thuc su to mo vé nhiing gi chung THE CUR|0US
toi dang lam va cach chung toi Gl e "
thuc hién véi tu cach mot cong
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ty, chung toi biét rang ngudi nay khong thuc su sé hitu nhimng dic diém
ching t6i can trong doi ngii thanh vién ctia chung t6i. Chung t6i can
nhimg nguoi khiém t6n, td mo. D6 1a 1y do tai sao chung t6i dang rat
than trong trong cach tim nhan su.

Ly do th hai 1a vin hoa cua chung t6i rit manh
- va tich cuc - chi mat mot hodc hai tuin dé mot
nguoi thich nghi. Khi ban tao ra mdt nén van hoa
chéc chin va phu hop, tu nhién, s& rit d& dang dé
moi ngudi hiéu cach suy nghi cta ban. S& ludn co
mot ngudi khong mudn cung hoi cing thuyén véi
cach ban kinh doanh. Luc bét dau that kho khan. Hannal
Bay gio no rat dé dang. Mot trong nhitng cAu ndi yéu thich cua toi 1a
“Lean 1a cong viéc khé khin 1am cho moi tht dé dang.” Piéu d6 1a
chéc chin. Pé hiéu rd hon van hoa cua ching toi cam giac thé nao qua
con mét ctia mdt nhan vién méi tré tudi, hdy xem cudc phong van véi
Hannah, mot thanh vién trong nhém 16 tudi ¢ FastCap. Quét ma QR
& phan cudi ciia chuong nay.

Cau hoi 4 Ban c6 thuc hién Lean ¢ nha va nha ban thé nao?

Traloi  Toiyéu Lean. Toi cai thién tat ca moi thir toi lam khap moi
noi toi di. Cho du t6i di nghi, ¢ nha, tai noi lam vi¢c hoac trén may bay,
t61 khong ngimg cb gang dé hoan thién quy trinh, loai bo sy lang phi
va lam cho moi viéc dé dang hon. Hau hét moi nguoi cé mdt chut lung
tang boi mot ngudi rat cudng Lean, nhung toi c¢6 thé dam bao véi ban,
Lean mang lai niém vui 16n cho cudc sdng cua toi. Toi 1am xong nhiéu
viéc hon so v6i hau hét moi nguoi.

Tét nhién nguoi ta hdi to1, “Ban c6 thuc hién
Lean ¢ nha khong?” T61 da thuc hién mot s6 doan
video cho moi ngudi thiy nha cua toi trong nhu
thé nao va toi da thuc hién Lean trong nha cua toi
ra sao. Dudi day t6i vui khi dugc cho ban mot cai
nhin ludt qua ... Lean ¢ nha.

Nhimg diéu ma toi lam that d& dang bai vi toi
-08-
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nghi Lean & kh?ip moi noi t6i di. Vo t6i va tdi danh toan bd cudi tuan
thuc hién cai tién Lean trong tii quan 4o cta chung t6i. Hom nay tu d6
cua chung toi that huyén diéu. Vo t61 c6 mot tu quén 4o dac biét su
dung dé trang tri cho ngdi nha cho cac mua khac nhau. C6 c6 trang tri
dac bi¢t cho Ngay Quéc khanh, mua xuan, mua thu, Lé Ta On va Giang
Sinh. Ngoi nha luon gidng 18 hoi va trang tri dep mat.

Van dé 1a d6 trang tri cua c6 4y khong duoc to
chuec rat tot. Vi vay, toi hoi, “Lam thé nao chung ta
c6 thé 1am cho qua trinh nay tot hon?”

To61 lam viée VO’l vo hai ngay lién tiép va chung
toi da lam cho co Ay ti quan 4o tuyet nhat. Tat ca
san phAm cim hoa ctia ¢ 4y duoc 1dy di, vong hoa
dugc treo dep d& va nhitng ngon nén khac nhau
nam trong thung riéng biét. Va gid, khi d6 1athoi
gian trang tri nha cira,n6 1a mdt qua trinh don gian. Vo toi rat thich no
va khong c6 gi nang né ca.

tu quan ao Lean cua
Leanne

D6 1a 1y do tai sao Lean rat tuyét. Lean iy nhing tht theo truyén
thdng c6 thé 13 kho khin hay cam go va 1am cho chung trd nén don gian
va vui vé. Va ban c6 thém loi ich ctia viéc luyén tap tri ndo, bdi no s
tré thanh mot trd choi 16n vé cach cai thién tat ca moi thi ban lam. Muc
tiéu ctia Lean 1 khong phai d4u tranh.

Cau héi 5 Ban 1am gi v6i nhimg ngudi khong hiéu va khong ap
dung Lean trong cach ho lam vi¢c cua minh? Ban chi ra sy 1ang phi cua
ho khong?

Tra loi Day co 1& 1a mot trong nhitng cau hoi yéu thich dé toi
tra 101, boi vi nd 12 mot trong nhiing cu tra 161 quan trong nhat dé hiéu.
Ban va toi c6 du sy lang phi trong mdi cudc doi ciia chung ta dé song
duge mudi kiép. Pung nhin vao sy lang phi bat ky ai khac. Chi tap
trung vao cai cua ban.

T6i di 1am rd diém nay gan ddy trong mot tour tham quan tai cong
ty chung t6i. Mot s6 nguoi tor mét cong ty san xuat da dén tham co so
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cua chung t61. Ho da & khu san xuat cia cong ty. Sau tour do, mot trong
s0 ho no1, “T6i muon bict [am thé nao chung t61 c6 thé thuc hién Lean
trong van phong.”

T61 nhin anh va héi: “Tai sao? Anh c6 dang ¢ van phong? To61 nghi
ban néi rang ban da ¢ cong xuong.”

Anh tra 101: “Chung t61 dang, nhung van phong cia chung to61 dang
16n x0n.”

Sau d6, t6i noi, “Po s& 1a mot trong nhimg sai 1am 16n nhét anhting
c6 trong doi. Tap trung vao minh. Tap trung vao viéc loai bo sy lang
phi cua nh. Tin t61 di. Anh c6 da cho muoi kiép.”

Khi moi nguoi xem khu vuc cua ban da dugce cai thién bao nhiéu,
cong viéc cia ban dé hon thé nao, ho co thé phu thudc vao ban nhiéu
hon ra sao, ban phu hop thé nao va va lam
thé nao ban cai thién chét lugng cua san
phém, ho s& mudn biét ban 1am thé nao. Sau
d6, ban co thé chi cho ho. Va sau do ho sé
hao htrng tim hiéu va bit dau cudc hanh trinh
Lean riéng ctia ho. Nhung dung ¢ gang dé
khién vo, con cho, hamster, con méo hodc
déng nghiép cua ban dé thuc hién Lean.

Tap trung vai ban than

Tap trung vao chinh minh. Ban va t6i lang phi qua nhiéu. Day 1a mot
trong nhitng diém quan trong nhit ma t6i d hoc duoc trong vai nim
gan day nhu t6i dd néi véi moi ngudi va di quanh cic nha may va cong
ty trén khap thé gi6i. Tap trung, tap trung, tip trung vao chinh minh.

Cau héi 6 Ban c6 khuyén khich nhan vién
ctuia minh cai tién?

Tra 161 Ban dau, chung t6i c6 lam va diéu
nay co I¢ 1a mot trong nhirng sai 1am 16n nhat
chung t61 thuc hién. Chung t61 hiéu ké tur khi

T6i ¢6 thé 16i kéo ban lam viéc cua
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duogc biét rang Lean 1a cong viéc. N6 khong phai 1a cai gi d6 chung
to1 lam ¢ trén va vuot ra ngoai cong vi¢e ciia minh. Lién tuc cai tién 1a
cong viée dau tién va quan trong nhit cua tat
ca moi ngudi mdi ngdy trong cudc séng cua
ho. Su khich 1& dau tién cho viée cai tién Lean
1a rang cudc sdng tt hon khi ban tur duy Lean!

Khi khuyén khich bang tién t&, chung toi
thidy moi nguoi thuc hién cai tién boi vi hQ  ching i can i tue cua ban!
mudn 5 hodc 10 d6 cho mdi cai tién. Khi ching
t61 ngung khuyén khich noi, “Day 1a cong viéc ctia ban. Cong viée clia
ban phu thudc vao né...” ngudi ta nhan ra rang chung toi nghiém tic vé
Lean. Chang t6i da thué ho vi chiing t6i mudn str dung bd ndo, khong
chi ban tay cua ho. Pay la mot thay d6i boi vi hau hét moi ngudi khong
thdy ho dang duoc danh gi4 cao vé nhu’ng dong gop tri tu€ cho cong
viéc. Ho cam thiy rang chung t6i chi mudn ho xay dung widget.

Chung t6i thay d6i cac mo hinh va néi, “gia tri cia ban ¢ trong tAm
tri ban.” Khi ching t61 [am diéu do, moi nguoi cap bén & mirc do hoan
toan khac nhau. D6 1a ¥ kién khiém ton cta toi rang tra luong cho
nguoi khac thyc hién Lean 1a mot sai 1am. Pua ra cac wu dai bo di su
nhén manh cta nhitng myc dich cia mot cong ty.

Muc dich ctia cong ty 1a cai thién chat luong cudc sdng cta khach
hang. Muc dich cua cong ty 1a cung cip gia tri & mirc rat cao cho
khéach hang. Muc dich cua cong ty la tach bo
cac hoat dong phi gié tri gia ting va cung cap
cho khach hang nhiéu gia tri hon ngay nay qua
ngay khac, thang nay qua thang khac, nam nay
; ) qua nam khac. Khi ban lam diéu do, tim voc

Ton trong ctia ban ting 1én trong mit ctia khach hang,
khach hang cua ban ludn quay trd lai nhiéu hon va sau d6 ban kiém
nhiéu tién hon.

Khi ban dit trong tAm ctia moi thanh vién trong nhém vao viéc cai
tién lién tuc moi1 ngay cho phan con lai cia cudc doi, né thay déi mod
hinh. N¢ lay trong tam khoi ho va dat trd lai vao khach hang. No s¢€ giai
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phong thanh vién trong nhom dé tap trung vao hop tac véi cac thanh
vién khéc dé cung cap nhi€u gié tri hon cho khach hang.

Su khich 18 tht hai cho viée cai tién Lean 1a ho dugc sy ton trong tur
khéch hang, thanh vién trong nhom ctia ho va tir toi. Moi nguoi cho doi
de dugc ton trong, nhung hau hét moi ngudi khong bao gio cd dugc nd.

Céu héi 7 S& ra sao néu t6i khong mudn c6 hiéu qua trong tit ca moi
thir t61 lam gi? Toi thich di bd xung quanh; T6i tap thé duc nhiéu hon.

Tra 101 D6 1a quyén cua ban. Nhing gi ban
phai hiéu 1a Lean 14 cong viéc kho khin lam
cho moi thtr d& dang. Mot chit nd luc co thé
lam cho kinh nghiém cudc séng cua ban thu
vi hon nhiéu. Khi ban ghép khai niém “Lean
la cong vi¢e kho khan ma lam cho moi tho
dé dang” véi mot quan diém toan cau, ban s&
biét 1y do tai sao toi theo dudi Lean trong mot
cach manh li¢t nhu vay.

T6i da hiéu thoi gian cong bang 1am. Mdi
ngudi duoc 24 gid mot ngay. Chung t6i déu
nhan duoc cung 24 gid - giau hay ngheo, co
hoc hay that hoc. Nhitng gi chung ti 1am trong d6 24 gid xac dinh trong
pham vi rong, su thanh cong va hanh phtic ma chung toi s€ thuong thirc
trong cudc song. Néu ban 1a mot ca nhan co nang suét cao, ngudi rat co
ky luat va dang tin cay cho cac thanh vién nhém cua ban, gia dinh ban
va nhitng nguoi khac 1am viéc vdi ban, khong can néi ban s& c6 mot
trai nghiém cudc song tot hon.

thoi gian la thir cong bang nhat

Néu ban 13 mot ngudi ning suat thip khong lam duogc nhiéu, khong
dang tin cay cho cac thanh vién trong nhom, gla dinh ban va nhiing
nguoi khac lam viéc VOl ban, chic chin, c6 nhiéu sy thit vong va va
cham hon trong cudc sdng cua ban. Lean cho phép ban tbi wu hoa va
nhén dugc nhiéu hon 24 gi0. Khi ban thyuc su hiéu Lean va thanh thao
khi thiy sy lang phi, ban sé& lay 24 gid va dudng nhu c6 duoc 48 gio ra
khoi chiing. Tdi néi diéu nay mot chit duia, nhung khi c6 ngudi dén nha
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may cua chung toi va xem cach moi nguoi lam viéc, nhitng nu cuoi trén
khuoén mat cua ho va sy hop tac tdn tai trong tat ca cac thanh vién trong
nhom cua chung t6i, ho rut lai mot chut boi mot méi truong tich cuc
nhu vay. Phan tmg cta toi 1a: “T6i s& dua ngudi cta toi chdng lai bat ctr
ai khac trén thé gidi.” Tai sao? Bdi vi chi trong 8 gio, ho 1am nhimg gi
hau hét moi nguoi duge thyuc hién trong 40 gio.

Ngudi ta c6 mot thoi gian khé tin chung t6i ¢6 thé ning suat hon
nhu thé. Tai Fastcap, Dong cong viée ty nhién rang nguoi ta khong dau
tranh dé lam cong viéc cua ho; ho tan hudng cong vi¢e. Ho cd nang
lwong cam xuc khi ho 1am viéc va két qua 13 ning suat cao hon déng ké.
Mot lan nira, ban khong can phai thuc hién Lean, nhung hay nho, thoi
gian rat cong bang. Nhitng gi ban 1am véi 24 gid trong pham vi rong,
xé4c dinh ban 13 ai va hanh phiic ban tdn hudng mdi ngay trong cudc
song cua ban.

Cau hoi 8 Ashley, ttr Anh, héi, “Khbi luong cong viéc cua
chung t6i d3 tang 1én rat nhiéu thoi gian gan ddy va chung t6i dang
phai vat 16n voi thoi gian vat Iy dé cai tién, tham chi 1am viéc thém
gid. That kho dé c6 mot cude hop mdi ngay va ding d6 va néi, “Toi
biét chung ta c6 van dé nay ngay hom qua, nhung ching ta chi co
khong c6 thoi gian dé stra chira n6.”Nhan vién cua t6i dang thuc

su tap trung vao cach thirc va c6 mot sd y tudng cai tién tuyét voi,
nhung danh sach cac cai tién kha thi duoc
bét dau sao luu vi chiing t6i khong c6 thoi
gian dé thuc hién ching. Ban nghi sao?”

Tra 1o Doi khi n6 khong c6 ¥ nghia gi khi
dung lai va lam thuc hién 3S va cai tién khi
kl}OI‘ hl'O"\l’lg Cf).ngLV1¢C !a ap gao;VI Avay, to1 ?C Chiing toi gdp g6 va hoc hoi moi
trd 101 cau hdi bang cach ké mot cau chuyén  ngdy... sau do ching toi lam viée
v€ nhitng gi da xdy ra tai FastCap.

Nhiéu nim truroc day, chung t61 da lam viéc thém gio thuong xuyen
va ngay ca vao cudi tuan, vi khdi luong cong viée ctia chiing toi 1a rat
16n Chung t6i dudng nhu khong bao gid c6 thé bat kip. Va sau do toi
noéi voi moi nguoi: “Dung lai. Ngung hoat dong. Chung tas€ di lam
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sach khu vuc cua minh. Ching ta sé 3S tat ca moi thir va chung ta di
cai tién. Va néu né ton ciiachung ta mot gid hodc tham chi bon gio mdi
ngay dé lam diéu do, t6i khong quan tam. Chung ta s& lam diéu d6 va
sau d6 chung ta s€ lam viéc “

Bay gid, ban c6 thé tudng tuong, dd co cam giac lo ling trong sd tat
ca cac nhan vién cia t6i, boi vi ho nghi rang ho s& khong lam gi ngoai
viéc cang bi bd xa déng sau. T61 dam bao vai ho réng néu ho danh thoi
gian dé cai thién va tao ra mot khu vuc lam viéc ngan nép, sach s€ vaco
t chirc, ho thuc su sé c6 thém cong viéc hoan thanh va ho sé bét kip.

Vi vay, chung t6i da di va thuc hi¢én tan tuy 3S va cai tién -khong ban
tAm cong viée - xem kia, ching t6i bat kip. Chiing t6i khong chi bat kip,
ma con thém hang tri¢u do la trong kinh doanh v&i mét doi ngi kich
thude twong tu va khong bao gio lam viéc thém gio. Do 1a sy khac biét
gitra vi€c uu tién cai tién lién tuc va thuc hién khi n6 thuan tién. Cai
thién dau tién khong chi cung cip cho ban nhimg cai tién, né lam nhe
di ganh ning va cho phép ban theo kip v6i nhu cau ting truong.

N6 khéc thuong va t6i hiéu diéu nay. Nhung t6i di hoc duge bai hoc
nay va toi 1a 100 phan trim tin tuy v6i né. Chung toi dam bao rang khu
vuc lam viéc ctia chung t6i duge 3S va tat ca moi nguoi da cé mot sy
cai tién 2 gidy trudc khi chung t6i bat dau cong viée san xuat ciia minh.
Khi cong viéc troi di, h6n loan duoc loai bd. Lean khong chi 1a mot
niém tin thuan loi; n6 13 nén tang cta cac cong ty 1on. Len cang du:crc
uu tién, dong chay cong viéc cang nhanh hon - v cai tién sé tra co tic
cho hoat dong xuét sic.

Cau 9 Mot cau hoi khac tir Ashley ... “Dong luc. Khi moi thtr [am ban
xudng tinh than, va n6 1a mot trong nhitng ngay do, 1am thé nao dé ban
tao dong luc cho chinh minh? Nhé rangdéy 1a ngay dau thuc hién Lean
cho cong ty ching t6i, vi vy n6 khong tu luc dugc. Nhan vién cua toi
tim dén toi cho dong luc cua ho, vi vay khi nhin théy t61 budn ho co
mot tac dong tiéu cuc. Bat cir 101 khuyén nao khong?”

Tra loi Ashley, nhu moi khi, ban dat cau hoi tuyét voi. Toi s€ thanh
that véi ban. Toi da co6 nhitng khoanh khac d6. Toi c6 mot cudc song
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rat phong phu va khong chi vé tai chinh. T6i ¢ rat nhiéu niém vui va
thanh céng trong cudc sdng cua toi. Toi co rat nhiéu mdi quan hé tbt
v6i nhitng nguoi trén thé gisi. Va toi tin tit ca nhimg diéu nay dé thuc
té to1 da chon dé lam theo nguyén
tc lich st cua su vi dai. Noi cach
khéc, nhiing su lga chon t6i thuc
hién trong cudc séng duoc xac dinh
boi cac nguyén tic di san xuat két
qua tuyét voi trong sudt lich sir.

Nhitng nguyén tic lich sir ciia s Vi dai.

C6 nhitng nguyén tic, khi thuc hién boi bat cir con ngudi trong
sudt nhimg gian doan cta thoi gian, da tao két qua dang kinh ngac -
khong phai t6t - 1a dang kinh ngac. Vi du tot nhat d6i voi toi, nguyén tic
tiép theo 1a tao hoa - moi ngudi sinh ra binh dang! Két qua 1a mot qudc
gia lam t6t hon cho nhiéu ngudi hon bt ky hinh thic t6 chic ciia chinh
phu trong lich sir loai nguoi. Khong hoan hao, xa voi ldm! Nhung ¥
tuong duy nhét d6 di tré thanh chuan muc cho moi ngudi tir tat ca cac
qudc gia. Hang triéu duoc tu do ngay hom nay vi cac nguyén tic tao ra
két qua tuyét voi.

Nguyén tic yéu thich cua toi

e + Lam cho moi nguoi la trong tam
trong cudc song cuia ban. Pay c6 18 1a cai
yéu thich cua toi.

¢« Theo dubi diéu dang trén loi nhuan.
Loi nhuan s€theo sau. :

«  Day va huin luyén. Bat cr lic ndo ban — SEALS cia
dao tao mot ca nhan manh m¢, ban nang i’
cao dang ké kha ning ctia ho dé thuc hién mot cong viée phu hop -
nhiéu hon dang ké hon so vé6i nhitng ngudi duoc dao tao vira phai
hoac do6i khi duoc dao tao.

Vi vay, vao nhitng ngay d6 khi t6i hoi, “Wow, toi thuc su mubn
lam diéu nay nira khong? That nhiéu viée. Moi ngudi c¢6 danh gia cao
n6? That kho khan ...”T6i1 luén luén phan anh trén thuc té 1a toi da lam
duogc nhing diéu kho khan. Téi di ngung trin trd va hudng vé phia
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trude bang cach thuc hién nhimg nguyén tic nay. Do 13 Iy do tai sao
cudc song cua to1 day du va phong phu. Nhiing ¥ tudng tao ra két qua
tuy¢t voi.

Vi vay, vao nhitng ngay doé khi to1 hoi, “Wow, to1 thuc su mudn
lam diéu nay nira khong? That nhiéu viée. Moi ngudi co danh gia cao
n6? That kho khan ...”T61 luon luén phan anh trén thuc té 1a toi da lam
duoc nhiing diéu kho khan. Téi di ngung tran trd va huéng vé phia
trude bang cach thuc hién nhimng nguyén tic nay. Do 13 Iy do tai sao
cudc song cua t6i ddy du va phong pht. Nhitng ¥ tudng tao ra két qua
tuy¢t voi.

Vi vay, to1 s¢ kh6ng bao gio di chéch khéi nhiing
nguyen tic nay Thuc chat chiing d3 tao ra sy bén vimg,
cong bang, niém vui, su hai long, va co, loi nhuan Tap
trung vao nhitng ngudi khac mang lai cho toi niém vui
va hanh phuc. Néu t6i khong tap trung vao viée gitp d
moi ngudi, toi s& khong c6 mbi quan hé phong phti ma
t61 c6 voi moi ngudi trén toan thé gidi. Piéu do giup cho
t61 dong luc. Didu thuc day toi 1a mot lich st cong viée Sam
n6i 1én rang nhitng nguyén tic va ¥ tudng hoat dong. Pimg bo cudc!

A

Cau héi 10 Sam tur Israel hdi ... “To1 vira xem video cta ban vé ‘Lam
Lean bam dinh”. Nhu moi khi, t61 thich sy tap trung va don gian trong
thong diép ctia ban. Nhung t6i da tw hoi mot cau hoi gia thuyét. Tir
nhimg gi t6i hiéu tir ban va cudn sach, cach tiép can 2 Second Lean
phat trién mot vai nim vao hanh trinh Lean ctia ban. Ban ¢ nghi rang
néu ban bat dau véi cach tiép can ba budc ban dua ra trong video (day
cho moi ngudi thiy su lang phi, cho ho duoc stra chita cai qudy ray ho,
lam video trudc va sau), ban da cé thé di xa nhu ban tung?

“Vi dy, trong chuong hai ctia cudn sach cia ban, ban md ta cac
ban thiét 1ap thoi gian trén mdy ctia minh xudng tir 45 phut dén 5 pht
nhu thé nao. Ban ¢ nghi rang néu ban da bét dau véi cach tiép can 2
Second Lean, ban d3 co thé lam diéu d6?

“Hay, noi cach khac, lam thé nao dé ban di tir khai niém 2
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Second Lean, ma c6 vé tap trung cuc bd, dén giai phap c6 anh hudng
dén toan bd h¢ thong end-to-end? (Co thé 1a t6i khong hi€u cac khai
niém day du, vi vay toi co thé 1am sai n6 khi t61 noi no 1a tap trung cuc
bé\).) (13

Tr4 10 Sam 1am mot diém tuyét voi. Vi 2 Second Lean t6i duong nhu
duoc tap trung vao viée cai tién nho va toi khong phai 1a mot ngudi ung
hd su kién kaizen. Tuy nhién, khi Brad va John 14n dau tién dén co s&
ctia dé day cho chiing t6i, ho st dung su kién kaizen 1a phuong phap
chinh dé thic déy cai tién.

Trudc tién, ban nén biét rang Iy do ching tdi c6 két qua manh
mé& nhu vy ¢ FastCap 13 vi cach tiép cin 2 Second Lean. T6i bao dam
n6 con nhiéu hon mit thay, hodc t6i da khong lam tdt trong viéc giai
thich tit ca cac qua trinh ¢ phia sau tap trung vao birc tranh 16n, toan bo
chudi gia tri.

Trong tAm cua toi véi 2 Second Lean 1a phat trién mot chién
luoc don gian cho phép moi nguoi xdy dung mot nén van héa Lean
va thanh cong trong Viéc ¢6 dugc tat ca moi ngu(‘wi trén tau. Muo1 mot
nim qua toi da thy rang no 1a cai tién nho 1am tot nhét, va trong thyuc
té, 1am mot cong viée tot hon so véi cac sy kién kaizen 16n. Phai noi 14,
khong c6 nghia sy kién kaizen khong c6 gia tri; ho chi khong phai 1a
chién luoc ua thich cua toi.

Lean toan ciu
Toi nghl do6 1a Lean toan cau, boi vi Vao cu01 ngay, moi ngu0’1 déu da
hiéu rang nhiing gi chung t6i dang cb ging dé lam trong bat ky qua
trinh, 16n hay nho, 1a 1dy di sy lang phi. Chung t6i mudn cho phep gia
tri toi da dén voi khach hang. Khi ban c6 nhitng cai nhin ban dau ¢ qua
trinh nao, diéu quan trong l1a ban nhin vao né mot cach toan cau.

Ban khong nén chi tap trung vao viéc loai bdé mot ) luong nho cac
su lang phi tr mgt budc cu thé, boi vi bude nay, chinh no, c6 thé 1a su
lang phi. Ban c6 thé loai bo tat ca cac su lang phi ban muén ra khoi mot
qué trinh, nhung mau chét 13 qua trinh tu n6 c6 thé khong mang lai gia
tri cho khach hang. Pay s& 1a mét vi du c6 dién cua thira qué trinh.
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Pung lai va tu hoi minh, “ching t61 dang co gang lam gi cho cac
khach hang ¢ day? Gia trj gi chiing t6i dang ¢ ging dé mang dén cho
khéach hang?”

Pau tién, hiy nhin né tir goc do toan
cau két hop véi viéc cai tién nho. Toi da
that bai trong nhiém vu cia minh dé lam
cho moi viéc don gian bang cach khong chu
tam dung murc dén mot vién canh toan cau.

Cat giam mot nika lang ; ) ‘7 .
phi Nguoi cua to1 coO mot quan diém toan cau,
nhung toi khong bao gio thao ludn diéu d6 va 1am thé nao chung toi dat
duogc thanh phan rat quan trong do.

Moi ngay chﬁng toi day cho ddi ngti ctia minh mét loat cac nguyén
tic tao nén cot 16i cua triét 1y cong ty cua chung t6i. Mot trong nhiing
nguyén tic 1a Toyota khong bao gid ¢b gang dé loai bo cac su lang ph1
ra khoi qué trinh bét ky, trir khi ho ¢ thé cit né ra. Ngay tir cai nhin dau
tién, nguyén tic ndy c6 vé khong an khép v6i khai niém cua 2 Second
Lean, tuy nhién, trong thuc té, no an khép hoan hao.

Nhom chiing t6i biét rang muc tiéu 1a dé c6 qué trinh d6 phai mat
mudi phut bién n6 thanh nam phut va sau d6 ndm pht thanh hai phat
rudi. Ho xem btrc tranh 10n va ban chai quét son 1a cai tién 2 gidy. Cac
co ché cua cach ho dang di dén d6 duge thue hién thong qua cac cai
tién nho.

Nhom chiing t6i1 cling biét tim kiém su han ché 16n nhat. Ho duoc
dao tao dé hiéu rang nhiing nut ¢6 chai- sao Iuu 16n nhat cua cong viéc
trong mét cu thé qua trinh - 1a noi tot nhat d€ xem va loai bd su lang
phi.

Ho ciing biét tu hoi minh, “Hoat dong ma t6i dang lam cung cap gia
tri cho khach hang, hay né chi 1a mot qua trinh dugc thém vao? To6i
cb gang dé loai bo sy lang phi mic du qua trinh nay dugc cung cip
khong c6 gia tri? “Ho hiéu ba khai niém sau sic. Ho hiéu rang chiing
t61 khong mudn 1am bat ctr diéu gi trir khi chiing t6i dang cung cap gia
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tri cho khach hang.

Néu chung t61 dat mdt tii nhya xung quanh mat vat, co bat ky gia tri
cho khach hang? Chic chin n6 tot dep khi ddt mot tai nhua xung quanh
mot vat, nhung c6 bat ky gia tri trong n6? Néu khong co gia tri, chung
t6i s& khong cb ging dé cai thién qué trinh nay bang cach giam kich
thude cua tai hodc tim kiém mot cach nhanh hon dé dit tai 1én. Néu tai
khong c6 thém gié tri cho khach hang, d6 1a su lang phi.

Mot vi du tuyét voi cua viée nay la bao bi ctia san phém Apple. Gan
day, toi da mua mot iMac cho cong ty chung t61. Toi da rat ngac nhién
khi t6i m& hop. C6 mét sé luong tdi thiéu cta cac bao bi - it h0'n cai
thoi gian qua toi d3 mua trong sau thang trudce. Toi nhan thiy rang ho
khong c6 mot tui nhya xung quanh may tinh. May tinh duoc kep gitra
hai miéng x6p vé6i ddy dién va mot huéng dan nho kém theo. Pidu d6
1a vay d6. Toi da gan nhu bi sbc rang khong nhiéu hon sb tién do so
dic trung cua bao bi va su lang phi di kém véi hau hét cac san pham
trong thi truong hién nay.

Apple di hiéu 16 rang rang diéu nay khéng ¢ loi cho khach hang.
To1 thuc sy da cam thay tot hon vé cac san pham khi t6i thay cach n6
da duogc dong goi voi su lang phi qua it.

Do 1a ménh 1€nh nhan vién phai hiéu duoc tam su lang phi. Do 1a
ménh 1énh ma ho hiéu rﬁng muc tiéu la cét giam tat ca moi thir mot nira
- khong chi 1am cho cai tién gia tang chut it. Nhitng cai tién gia ting 1a
nhimg cong cu chiing ti str dung dé cét giam tat ca moi thir mot nira.
Tuy nhién, chiing t6i ludn nhin vao buic tranh 16n nhu 14 két qua cua
vi€c giang day va dao tao da lam trén mdt co s hang ngay trong cudc
hop bubi sang ctia minh.

Lean toan cau la mot khai niém quan trong ma ti c6 thé da bo qua
hoac khong duogc xac dinh du 1o rang trong céc tac phém trudc day cua
to1, nhung t61 dang danh thoi gian ngay bay glo’ dé 1am 3. No cung
quan trong dé c6 mot cai nhin toan cau vi no la de ¢6 mot quan diém 2
gidy. Ca hai cong viéc song song dé tao ra mot nén van hoa thanh cong
va cho phép gia tri dén véi khach hang.
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Mot cach khac dé chung t61 phat trién mot birc tranh toan cau tai
FastCap 13 thong qua ché d6 an udng tuyét voi cua vat liéu ma ching
toi tiéu hda mot cach thuong xuyén trong gidng day va dao tao cua
chung t6i. Nhitng cudn sach nhu The Toyota Way, 14 Principles of
Operational Excellence va sach cuia Art Byrne, The Lean Turnaround
chi 1a mét vai vi du ctia hang chuc cudn sach chung t61 doc dé nang cao
sy hiéu biét vé LEAN.

Gan day, trén chuong trinh The American Innovator, t6i néi: “Muc
tiéu cua ching t6i la danh cho tat ca moi thir dé khong phai dau tranh
hodc dé c6 so khong dau tranh trong moi hoat dong.”

Mot nguoi léng nghe, Shannon, da viét, “Wow! Piéu d6 1am cho
Lean hiru hinh.”

Y tuwéng cho rang moi hoat dong can phai c6 “dau tranh bang 0” hoic
la “khong dau tranh” c6 nghia la trong Lean khong nén co:

MURI = Ganh ning hay dau tranh

MURA = Khong dong déu hoic bién thé

MUDA = Lang phi 13 két qua ctia ganh ning trong d6 san xuat khong
déng déu hodc thiéu dong chay, lam cho tat ca moi thtr thanh mot cude
dau tranh

Néu ban khong c6 ganh ning, sau d6 ban s& c6 ngang nhau, lam
giam su lang phi, loai bo cac cudc ddu tranh va cho phép dong chay
gia tri dén v6i khach hang. Trong diéu kién cua gido dan “khong dau
tranh” tong két dep muc tiéu cta Lean va Iy do tai sao né rat quan
trong rang tit ca moi thir 1a dong chay.

Dong chay 1a chinh x4c nhimg gi 2 Second Lean cung cdp cho cac
phan Xué‘ng 2 Second Lean la cach tiép can “Lean” dé thuc hién Lean.
Lean la rat nhiéu vé dong chay va ngang nhau. Su kién Kaizen, trong
khi chung c6 kha ning dé tao ra két qua tich cuc, nhu di lam trong
nhimg nim dau tai Fastcap-khong chting minh duoc cac mé hinh tot
nhéat cho chiing t6i. Trong tAm tri ctia t6i sy kién kaizen chi yéu 1a cac
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mg dung hoat dong hang loat cac nguyén tic Lean. Chiing khong gidi
thiéu dong chay dén cac nha xuéng; ching béi tinh chit dot pha. Ho
yéu cAu ban dung lai dé mot ngay, mot tuan hodc bat ctr didu gi, cho tat
ca moi ngudi tap trung vao mot khu vuc cu thé. Pidu nay tao ra khong
ddng déu va tham chi 1a mot ganh ning cho hé thong.

Toi ngh1 rang cach tiép can 2 Second Lean 1a thanh cong boi vi nd
chi yéu cau cai tién nho trén mot co s hang ngay tai mot thoi gian
quy dinh diéu dau tién vao budi sang trude khi bit dau san xudt binh
thudng ctia ban. Bang cach do, ban gi6i thiéu dong chay dé cai tién va
ban khong giéi thiéu khong dong déu dén cac cong xuudng. 2 Second
Lean 13 nguyén tic Lean ap dung mot cach nhat quan va tham chi cho
phép cai tién lién tuc chay qua bat ky to chirc ndo.

Shannon ciing viét: “Nhitng gi Lean quy hop lai 1a thé nay:. Lean
thuc su la quy tac vang - Poi xtir nguoi khac nhu ban muon ho doi xu
vo1 ban”

Lean lam cho nguoi ta 1am viéc ung ho thoi gian thuc cho khach
hang. Cac khach hang khong co thé dimg trén cac cong xudng dam bao
gia tri dang dugc chuyén giao, nhung mét thanh vién trong nhom dugce
déo tao bai ban tu duy Lean la nhitng nguoi ting hd cua khach hang
cudi cung. Lean cung cap cho khach hang hoat dong coO gia tri gia tang
Néu ban 14 khach hang, d6 1a nhu’ng gi ban muon. La mot nha san xut
cuia bat ctr cai gi, cho du thuc pham, dién tr, phan mém, xe hoi hodc
cham soc y té, vai trd thuce su cia t6i 1 mot ngudi cong hién vinh vién
tai cong xuong cho khach hang. La mot khach hang, t6i ¢6 thé nhan
duoc rat vui mimg vé nhiing ¥ tuong ma bat ky to chirc tap trung nao
cham chu vao phuc vu toi.

Toan cau Lean c6 nhiéu mit, nhu’ng theo thoi gian thuc, cong xuong
tng ho khach hang c6 thé 1a vi du tét nhit ciia Lean toan cau.

Tdi d3 hoc duge rat nhidu nhu 13 mot két qua cua sy hop tac véi
nhimg ngudi khac. Toi ¢d tim cach tin tudng, khong tim cach dé co
duoc long tin. Két qua 1a mot nén van hoa hop tac ning dong, noi ma
tat ca moi nguoi co thé hoc hoi va cai thién 1an luot. Sam va Shannon,
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cling nhu hang ngan nguoi khac, da thuc hién mét su khéc biét sdu sac
trong viéc gitp to1 hiéu dugc sttc manh ciia mQt nha tu tuéng Lean.

Isaac, mot ngudi nghe va 1a nha tu tuong Lean tuyét voi, gan day
da gui email nay sau khi xem mdt chuong trinh American Innovator,
“Paul, hau hét ngudi 16n da mat di sy himg tha tré con nhu ban ¢6 vé
cugc song va kham pha N6 nhu lam mai khi xem céch hao himg cua
ban vé cudc sdng va trién vong tiép tuc hoc hoi. ¢

Toi rat phan khoi ve 2 Second Lean, Toan cau Lean, hop tac Lean,
Cong hién Lean, Quy tac vang Lean va toi dam ndi 1a nha tré Lean.

Y NGHIA:

Lean 1a luat 1€ vang

Video Lean:

E E 1. Phong van cung Hannah
http://youtu.be/JxmP5Nq15GlI

2. Lean tai nha 1
http://youtu.be/3FOR9iI0OH2_c

3. Lean tai nha 2
http://youtu.be/zkIXuS2p600
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Chuong 16

Lean la mgt ngoai ngir

Thong thuong khi t6i noi 14 t6i ndi nhing diéu ma co thé lam cho
nguoi ta kho chiu. Téi ndéi mdt ngdn nglr kinh doanh thuong cé vé
gidng nhu mot ngdn ngir nude ngoai. Dudi diy 1a mot vai trong sd
nhiing tir va yéu thich cuia toi nhitng gi chiing c6 ¥ nghia véi toi.

Trust: hanh dong dwa nguwoi cua ban lén.

T6i n6i vé viée tin tudng nguoi cta toi. N6 rat khé chiu dbi véi hau
hét cac nha 1anh dao tin tudng nguoi cua ho, bdi vi cac nha lanh dao
1én vi trf 1anh dao boi co tt ca cc cau tra 16i. Ho la nhiing nha lanh
dao vi sy nhay bén trong kinh doanh cua ho, tri thong minh va kha nang
ctia ho dé khién nhiéu diéu thuc hién. Ho thué nguoi dé hd tro cac hoat
dong nay, nhung ho hiém khi moi ho dé doi méi mot cach binh ding
trong qua trinh nay. Ho hiém khi tin tudng nguoi cua ho, va do do, ho
de bep mét ) luong l6n tiém nang.

T6i tin twdng nhitng ngudi t6i va toi biét ho s& that bai nhu t6i timg.
Hau hét nhing tién bd 16n c4 nhan cia toi da dén dé tra gia cho that bai.
Tai sao t61 khong cho nhitng ngudi cia toi co hdi nhu thé, cho phép ho
phat trién va trai nghiém nhiing bai hoc trong ciing mot cach ma toi da
co?

Niém tin 1 mot thanh phan quan trong trong viéc phat trién mot nén
van hoa Lean va n6 c6 thé 1a thir 1am moi nguoi kho chiu nhét. Ho chi
khong mudn dé mat mot co hoi cho mot ngudi nao do tién 1én. Tién bd
cho phép hoc sau va nghiém tic, chuyen thanh dong luong di vé phia
trudc ma hau hét cac cong ty va to chirc rat can. Nha lanh dao dang tim
kiém sy sdc bén, nhung no vugt qua tam cua ho, boi vi ho tir chéi tin
tudng nguoi cia minh.

Cuéng tin: 6m ldy y twong mang tinh lich siv thiv nghiém bangthoi
gian véi nhitng cdam xiic va quyét tam khong thé ngén cdn.

Toyota, Harley Davidson, Bénh vién Virginia Mason, Wire Mold,
Southwest Airlines va mdt loat cac cong ty khéac da ap dung cac nguyén
tac cua tu duy Lean mot cach cuéng tin -véi mot su theo dudi khong
ngumg cua thoi gian dé thir nghiém nguyén tic va da tao ra cac két qua
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dang kinh ngac. Di véi cac cong ty nay, Lean 1a khong don gian chi 1a
mot phuong phap hay mot cong cu trong hop cong cu. Do 1a mot chién
lwge dic biét ma tré nén ton kém trong moi viéc ho lam.

Hau hét cac nha lanh dao nghi ring ban phai diém tinh va khong
thé c6 dugc vui ming vé bat ctr diéu gi. Toi rat phan khoi vé moi tha,
dic biét 1a cudc sdng riéng ciia minh. Ddi véi toi, 1a nguoi cudng tin
rit quan trong dé tr& thanh mot nha lanh dao hiéu qua. Toi phat dién
vé viée tuan thu cac nguyén tic thir nghiém thoi gian cua viéc khong
ngu’ng loai bo su lang ph1 va phat trién con nguoi. Toi 1a mot ngudi
cudng tin vé nguyén tic Lean. Tai sao? B&i vi chung hoat dong.
Chung da ludén ludn hoat dong va s¢€ tlep tuc hoat dong cho bat ctr ai
ap dung chtng véi niém dam mé. Chung 1a nhirng thtr ma cac cong ty
16n nhét trén thé gidi dugc xay dung trén - va d6 1a gi tri dang duoc
mot chiit cudng tin hon.

Su chéch hwong: hanh dong ton vinh nhiing nguwoi khdc

Mot trong nhiing khai niém manh mé nhét trong vié€c trd thanh mat
nha lanh dao Lean hi¢u qua la kha nang lam ché¢ch hudng long tin khoi
chinh minh va cho nhimg ngudi khac. N6 bét dau ¢ trén cung, duogc
mé phong & trén cing va nd phai cu tri nhu cac y tudng chién lugc
nhéat mot nha lanh dao c6. Khi cac nha lanh dao cao nhit mo phéng no,
nhiing nguoi khéc s& lam diéu twong tu. bo 1a trong hanh d()ng lam
chéch hudng rang moi nguoi gan két nhitng hoai nghi 16n nhat Lay
dilong tin cho nhiéu viéc xua dudi ngucn ta va ngan chin mot nén vin
hoa hop tac. Su chéch hudng 14 huyén diéu va ¢ hang dau trong danh
sach tir vung cua lanh dao Lean hi¢u qua.

Nhén logi: hanh dpng cong nhén ning khiéu ciia ngwoi khdc

Lean dic biét 1a vé& con ngudi. Chung t6i dang kinh doanh céc thay
ddi va cai thién nhan loai. Tai cot 16i ciia nd, Lean khong c6 gi khac hon
la giang day, dao tao, huén luyén, hoc héi va cai thién diéu kién cua con
ngudi. Lean khong phai 13 mot hé théng co khi dé loai bo su lang phi.
D6 1a mot phuong phép dé thay dbi suy nghi cia moi ngudi vé cach ho
nhin cong viéc. Cong viée 1a cao quy va ching t6i c6 thé 1am rat nhidu
dé nang cao cai gi ching t6i lam.

Tdo bao: niém tin thwong xuyén dwong nhw bét kha khi
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Céc nha tu twong Lean tao bao. Ching t6i dang & day dé thay doi thé

gidi. Chung t6i khong ¢ ddy dé tao san pham, hay cic doanh nghiép
lanh manbh.
Muc tiéu cta bat cir 1anh dao Lean nao ciing nhiéu hon chi do‘n gian la
xay dung mot dong dudi cung. Chung t61 nhin thay kha nang rang cach
tr duy Lean c6 thé cai thién dang ké chat luong cudc séng ctia ngudi
dan. Ching t6i dang ¢ day dé 1am cho diéu d6 xay ra, va trong qua trinh
do, thay doi thé gioi.

Kata: nhip diéu cua cong viéc

Chung t6i yéu thich thoi quen xay dung xuét sic d6. Kata 1a mot tir
tiéng Nhat ma chi don gian c6 nghia 13 thuong xuyén. Cac thoi quen
ma chiing t6i trién khai véi tu cach nha tu tudng Lean 14 cudc hop bubi
sang va cai thién 2 gidy hang ngay. Cudc hop tao ra su giao tlep 0 rang
giita tat ca cac thanh Vlen trong nhom. Sy cai tién 2 gidy mdi ngay 1a
nhip trong cho mét nén van hoa Lean ruc rd.

Loi nhudn: la két qud ciia sw xudt séc

Co 1€ mot trong nhfrng khai niém gay tranh cii nhét t6i thuc day 1a
chung toi khong & day dé kiém tién. Loi nhuén va tién bac 1a mot san
phim cta mot nén van hoa Lean hiéu qua Chung to1 dang o day dau
tién va quan trong nhat dé cai thién chat luong cudc séng cua khach
hang. Bén trong do, chung t6i dang & dy dé phat trién con ngudi cta
chung t6i. Néu chung t6i 1am ca hai & mirc cao, chl'mg toi s€ duoc loi
nhuan. Tuy nhién, lgi nhuan khong phai la ly do dé thuc hlenLean cung
khong phai 14 Iy do mét cong ty ton tai. Neu t61 n6i v6i ban sd lan t6i
da gap cac doanh nghiép da di chuyen vé phla nam, V01 cac san pham
t6t va ngudi c6 kha ning, ban s& bi sé¢c. Cudi ciing van dé bit ngudn tir
su 1anh dao tap trung vao loi nhuan va ban than ho, quén di 1y do tai sao
cac doanh nghiép ton tai & noi xudt phat. Bé di 4am anh vé nhitng con
$0, tap trung vao khach hang cua ban, nhirng nguo1i ctia ban va phuc vu
ngudi khac, va ban s& ngac nhién tat ca moi thir khac sé duoc giai quyét
nhu thé nao.
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Chuwong 17
Thiét 1ap lang phi

Trong mot chuyén di gan day toi chau Au, toi da c6 mot phién hoi
dap voi mot nhom rat chu déo cac ngan hang Lean tir Tatra Banka,
cac cong ty con Slovak ciia Ngan hang Qudc té Raiffeisen truc thudc
Vienna. Céc cau hoi déu dic biét, vi vay to1 nghi réng 161 s€ danh mot
ChlIO‘l’lg dé tra 10i cac yéu cau ctia ho va
n01 ve thuong hi¢u dang cha y cua ho
vé Lean. Ngan hang 1a noi cu01 cung
t6i mong cho tim thidy mot nén van hoa
Lean ryc rd. Raiffeisen rong 16n & Bong
Au- 17 qubc gia va hon 60.000 nhan
vién. Riéng kich thudc s 1a ghé gém
néu mot ngudi dang ¢ ging dé thay
d6i van hoa thanh tu duy Lean. Ngin
hang khong san xuét, khong thanh van
dé, nhung né chic chian khong phai 1a tim chin ctia Lean. Hay d6i mat
v6i n6, ngan hang c6 thé dugc kho ctmg, thiéu linh hoat va khong qua
than thién - nhung khong phai Raiffeisen.

Lean trong cac nhan vién ngan hang

Trong cudc hanh trinh Lean muo1 hai ndm cua t61, t61 chua bao gio
gdp mot nhom ngudi hing hue vay. Ho c6 mot tdm 1y “du dia nguc hay
nudc dang, chung t6i s& hoan thanh diéu nay”. Ngoai ra, ho dang vui
vé, yéu thuong, sang tao va rat tién tién trong su hiéu biét vé cach Lean
lam viéc. Boi véi nhiing nha vo dich va nha hang hai Lean cta ho, Lean
khong phai 1a mot cong cu kinh doanh ctig nhic. Lean 1a mot nén tang
cho su sang tao, ddi mai va rat nhiéu tiéng cuoi. Dudi day 1a ba vi du
vé cac nha tu tuong Lean Raiffeisen tai noi lam viéc.

Khi dén dién dan Lean cta ho, t6i da hoc duoc vé mot su kién budi
t6i, du kién trén mot trong nhimng con thuyén trén song Danube. Sau
khi ding d6 udng va bita in tdi Leanne va t6i da duoc thong bao vé mot
bai tdp xay dung nhom. Natalia, mgt thanh vién hoi dé)ng quan tri cua
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ngan hang, thi thim, “Anh s& khong tin nhitng gi ho sip lam. Chung
t61 s& mic mot chiée vay Lean 1én, dya trén sy lang phi ma chung t61
da thu thap dugc. Mdi doi s& phai mic vao mot ca nhan trong ‘ling
phi.”Hay xem cach ho c6 thé sang tao.”

Tbi nghi, “Wow! Nghe that tht vi, nhung n6 s& dién ra chu

Vang, sau khoang mot gid ciia moi doi
lam viéc véi su siéng nang tuyét voi, cac san
dién thoi trang da duoc mé ra va cudc diéu
hanh lang phi bét dau. Lan luot, thi sinh mac
su lang phibinh thuong ddi tat ca chung toi,
chai nhya, bdo, boc bong bong, cac tong,
.Vv..- dd ¢6 su chu y day du cua ching t6i.
Do 1a didu vui nhat toi timg thdy va minh hoa rat rd cach lang phi ton tai
nhiéu thé nao va d& dang bo 15 né ra sao. Treo rac trén mot ca nhan duy
nhét thuc su mang no6 vao thuc té. Toi d3 thuc hién mét video boi vi
to1 nghi réng viéc trinh bay that manh mé&. N6 duoc goi la The Catwalk
Lean. Pay 1a mot vi du dién hinh vé mot ngan hang di day con ngudi
ctia ho suy nghi sang tao vé viéc nhin thay su lang phi va vui choi cung
mot luc.

Lang phi an mac

Mot vi du thtr hai la Captain Bob va ba
ban cuia minh. Ngay hom sau, ho da cé
nhimg phién bung nd Lean cho tit ca cac
nhom Lean tir mudi bay qudc gia khac nhau.
Mot trong s6 ho that khong thé tin duoc. Co

. . 2 e A - e Dot trugng Bob & 3
Captain Bob, va ba dong doi ma ong da gan dong doi

lién véi mot soi day thimg. M&i ngudi ban c6 mét chiée 4o tiy chinh
bicu thi loai 1ang phi.

Nguoi ban dau tién - Su da dang, vo1 mdt cai moc trén canh tay cua
minh. Ong dang ho hét trong giong ndi cia mdt tén cudp bién, “Toi
dang an cap loi nhuan cua ban va khach hang cua ban!”

Va sau d6 1 ngudi thir hai - Sy ctmg nhéc - 1a 16n, “Tbi s& an cap loi
nhuan cua ban. T6i khong linh hoat. nhu cau ctia khach hang 1a khong
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quan trong. T61 s& gitr cho khach hang cua ban khoi tro 1ai.”

Nguoi cudi cung c6 mdt chiéc 4o in dong chir “Thuyén trudng cua
cac dai duong.” Pay 1a Doi trudng thai qua
troi.

T4t ca ba ban choi dién hinh cho cac thude
tinh cta cac nha phi tu twéng Lean. Captain
Bob d3 1am tron ho va han ché anh hudng
cua ho trén con tau ctia minh. Sy dua vui tai
mau thudn va do cing cho thay véi do o
nét tuyét voi cach nhanh nhat dé giét khach hang cua ban, kinh doanh
va loi nhuan. RO rang, cac nha tu tuong Lean cua Raiffeisen c6 mot
su hiéu biét sau sic vé nhiing gi tu duy Lean c6 thé mang dén, va ho
truyén dat n6 theo mot cach vui vé va dang
nhd.

Tie lén chat thai

Vi du thtr ba c6 1€ lé vui nhét trong tat
ca. Mot trong nhiing quoc gla khéc da co
mot thiy giang dao ng01 xuong trong mot
chiéc a0 choang mau trang v6i mot tim khan
quanh dau. Ho goi ong 1a “The Lean Guru.”
Mot ¢o gai dd rung chudng va néi, “Hay hoi Lean Guru tat ca cac cau
hoi ctia ban vé Lean.” Va tat nhién 1a mot ¢6 gai tré xinh dep dang ngdi
trén dui ong.

Guru Lean

Moi ngudi s& di 1én va hoi 6ng thay, “Lam thé nao dé ap dung lean
trong tinh hudng nay?”

Tt ca t6i c6 thé néi 1a nhitg ngudi ndy biét 1am thé nao dé vui choi
va toi rat thich ca hinh thirc va su hai hudc trong viéc lam Lean c¢o lién
quan va vui vé. Raiffeisen hiéu rang Lean khong chi 1a mot cai gi do
ban 1am. Lean 12 mot chién luge xay dung mat nén vian héa manh mé
xung quanh cta tu duy Lean rang c6 thé hiéu qua dua gid tri t6i khach
hang.

Khi dén luc t6i néi, mot trong nhimg diém ma t6i da dua ra 13 Lean
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khong phai duoc td chirc, boi vi t6i di duogce t chic
trude khi tré thanh mot nha tu tudng Lean. Toi da co
mot co s& xinh xan dugc mic dinh va 1a vi du tinh tay
ve nhfrng gi mot co s6 to chire trong gidng. Toi khong
hiéu dugc 8 sy lang phi va nha may cia t01 la mot vi
du tuyét voi cla san Xuét qua muc va van con trong
mirc d6 khac nhau. T6i da hiéu qua “thiét lap ling phi.” Khi toi hoi
nhom néu co bat cir diéu gi toi noi c6 thé mot chit
gay sdc hay thu vi, Petra gio tay 1én va noi: ¢ Vang,
didu nay hoan toan vé viéc thiét lap - va rang no
khong thuc sy 1a Lean.”

Petra

T6i tra 10i: “Ban c6 thé thiét 1ap lang phi.” Va
sau do6 toi nhin vao trang trinh bay toi vira thé
hién ké cua toi ddy hang t6n kho - hoan toan danh
bong, téa sang va c6 thé du doan, gin mac tt va
; diéu khién 6t -tat ca cac yéu td ciia Lean. Nhung
Lang phi duge 1o chie khong may, hang ton kho 1a su lang phi. D6 1a mot
vi du vé san xut thira, va san xudt thira 1a noi ma tat ca cac su lang phi
bat dau. T6i da hidu qua thiét 1ap sy lang phi

Vi vay, néu ban san xuét thira nhu t6i da 1am trudce khi hiéu Lean, va
thang than van dang 1am, no khong quan trong duoc t6 chire tot nhu thé
ndo, ban van da thiét lapsu lang phi. T61 nghi cho Petra, do 1a mot sy
phat giac, boi vi nhiéu nha tu tuong Lean danh rat nhiéu thoi gian va
dam bao moi thir dugce t6 chire mot cach hoan hao. Toi biét ti ¢6 toi vé
diéu d6, nhung chung t6i phai nhn ra rang to chirc mot cai gi d6 khong
phai la biéu hién cua Lean. Lean loai bo su lang phi hodc hoat dong
khong tao ra gia tri gia ting. Bat ¢t diéu gi khong thém gid tri cho cac
khach hang 13 sy lang phi. Cac khach hang muén san pham. Ho khong
mudn phai tra tién cho toi dé 1am no, ché no, dit nod trén ké, quén ly nd,
chauarn bi nha kho dé luu trit no, thép sang ké va sau do tra tién cho tat
ca cac nhan vién ctia minh dé di 1én va xubng va dém hang ton kho mdi
thang mot 1an. D6 hoan toan 1a sy lang phi. C6 to chirc ... nhung, hoan
toan lang phi.

Tiéu de cta bai ndi chuyén cua toi 1a “Lean that don gian.” Vao cudi
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ctia budi noi chuyén mét trong nhitng ngudi tham gia hoi t6i mot cau
hoi tuyét voi, “cdi tién Lean quan trong nhat ma ban da timg lam la gi?”

T6i nghi, “Wow! Chua ai timg hoi t6i diéu d6.” T6i da phai tam dimg
va suy nghi, boi vi chung t6i da thuc hién rat nhiéu cai tién Lean 16n.
Nhing cai tién hang dau 1a khi chiing t6i chuyén tir 1am su kién kaizen
dé 1am cai tién 2 gidy. D6 1a vao thoi diém d6 ma toi nhan ra tit ca moi
ngudi dang tiép nhan.

Chiing t6i da 1am diéu d6 bang cach yéu cau moi ngudi sira chira
nhiing gi gay phién cho ho, xem xét timg khu vuc lam viéc cta ho va
hoi, “Co phai tat ca moi thir hoan hao? Ban s& khong thay ddi mot didu
gi? Chic chan phai co mot cai gi d6 kich thich diéu t6i t& khoi ban?”’Bat
moi ngudi suy nghi & mirc d6 nay vé nhimg 16i ho va sau d6 thyuc hién
nd luc dé cai thién hodc sira chita no, khong vAn dé cai thién nho thé
nao -1a cai tién quan trong nhéat t6i thuc hién.

Trude 2 Second Lean, Lean yéu cau tdi td chirc cac sy kién kaizen.
Co6 nguoi da phai t6 chirc mot su kién, quan ly mdt to bdo kaizen va
mot loat cac cong cu kaizen khac. Nhung khi t61 chi néi: “Dung cude
dau tranh. Sira chita nhimng gi quiy ray ban
va thyuc hiéncai tién 2 gidy,”do 1a cach thay
d6i cudc choi cho FastCap.

Khi nhitng canh tay tiép tuc gio 1én, mot
6 gai khac nghe t6i noi, “O khap moi noi Lang phi ciia toi & dau?
t6i di toi thay lang phi. Bat ké t6i mua mot
banh hotdog trén cac duong phd ciia Prague hay trong mét trung tim
hoi nghi nhu thé nay, t6i déu thay lang phi. Va diéu d6 tré nén rat
quan trong cho sy thanh cong cua t6i. Toi thay ldng phi ¢ khip moi
noi. Toi da luyén mat cta toi dé thiy no.”Ngudi phy nit tré ndy gio
tay 1én va hoi mot trong nhitng cau hoi hay nhét. Thay vi chi vao i,
¢6 hoi, “Noi nio ban thdy su lang phi trong chung t6i?”

bay 1a mot vi du vé van hoa Lean trudng thanh. Ho du thoai mai

deé c6 thé hoi tdi, noi t61 thay su lang phi cua hg. Khi téi néi chuyén

to1 thuong lay nam hodc sau iPoles va Super Mounts nho, mdt trong
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nhimg san phdm ma t6i phat trién dé lam phim vé Lean, va t6i trao cho
nhimg ngudi hoi t6i cau hoi 1on. Khéng can phai
n6i, t6i kip thoi cho ¢6 4y mot cai. Va t6i hoi khan
gia, “Tai sao toi chon trao iPoles va Super Mounts
cho cau hoi nay, trén tat ca cac cau hoi khac ma toi
da dugc yéu cau tbi nay?”

Co nang tra 101 voi su hai hudc Raiffeisen dién
hinh, “Béi vi téi dep.” Mot trang cudi r0 1én.

C6 kha nhiéu cau tra 101 khac, nhung cudi cung
ai do da nhan ra. “D¢ 1a boi vi ¢d tap trung vao ban
than minh va nhiing van dé cia riéng minh.”

Ghi hinh Lean

Chinh xac! Pay 13 mot trong nhitng diéu khé khan nhat déi voi bat
ky nén van hoa nao. Cac ddu hiéu cia mot nén vin héa truong thanh 1a
duogc thoai mai dat cau hoi, “Téi can phai cai thién cai gi? O dau 1a su
lang phi cua t6i? Ban thy gi?”

T6i nghi rang day 1a mot cau hoi tiét 16. Khi toi suy tr vé su thanh
cong khi FastCap thuc hién 2 Second Lean va xdy dung mot nén vin
hc')a Lean, t6i nghi rang mot trong nhﬁ:ng diéu quan trong nhat 13 sy
san sang khong ngimg ctia chung t6i dé hoi khach hang noi chung t6i
dang thit bai va 1am thé nao chung t6i c6 thé cai thién. Chung toi hoi ca
khéch hang va trong ndi bo v&i nhau. Ching t61 s€ khong bi de doa boi
ai d6 noi, “Ban biét déy, toi nghi réng 6 thé c6 mot cach tot hon dé lam
didu d6.” Hodc “Bob, ban c6 chic d() la mot phuong phép Lean ban
dang ap dung & d6?” Va chin trong s6 muoi lan khong c6 phong v¢, chi
la mdt sy hdo hirc de cai thi¢n. Pay la mdt cot moc rd rang trong viéc
xdy dung bat ctr nén vin hoa Lean nao. Va trong phién hoi déap, co gai
nay da lam mdt cong viéc tuyét voi phan
anh chung t6i nén tiép can cai tién nhu thé
nao.

Bay gio hay nhd, khi téiké nhiing cau
chuyén nay, t61 dang n6i vé mot ngan hang.
Déy khéng phél la noi ban mong cho dé Bon tré o truong Cornerstone Christian
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thdy suy nghi tién tién trong Lean. Tiép theo, t6i dd dugc hoi, “Lam thé
nao dé ban day Lean cho mdt dira bé sau tu6i?” Toi nghi day 1a mot cau
héi 1on.

That tinh c& khi céc slide tiép theo hién 1én vé nhimg dira tré tir
Truong Cornerstone Christian, 1am thé nao chung thyc hi¢n Lean va
lam video trude - sau. Toi chiéu cac video va néi,
“N6 rat don gian. Ban cho tré em théy mot van dé,
va sau d6 ban cho phép ching tao ra mot giai phap
va khuyén khich chting thuc hién video trudc va sau.
Khi ban lam diéu d6 véi kinh nghiém Lean tr¢ nén
vui nhon va xac dang. Pay 1a cach dé day cho mot
dira bé sau-tudi- lam cho né thich hop va thu vi!

Katie

Mot trong nhitng cai tién yéu thich cta t6i 1a tir c6 bé sau tudi, Katie
Bailey. Katie c6 van dé véi viée 1én xe buyt cua truong dung gio vao
budi sang. Cha c6, mQt nha tu tudng Lean, goi y c6 dung lai va dat cau
hoi, “Piéu gi gy ra vin dé lam con di mudn?”

“Vang, Papa, vao budi sdng con khong thé tim thay ba 16 cua minh.”
“Tai sao con khong thé tim thay ba 16 cuia minh?”
“Bé1i vi con luon luén dé né dau do6 va khong biét noi con bd no lai.”

“Tai sao chiing ta khong tim mot noi dac bi¢t de dat ba 16 ctia con dé
no6 ludn luon & cung mot cho?”

Vi vay, trudce khi banh xe dai ciia Katie quay tron, va c¢6 da thanh lap
mot noi cu thé cho ba 16 dén mdi dém trudce khi c6 di ngu. Bay gio, vao
budi sang khi co tinh ddy, ¢6 bé di sin sang, chai ring, di vao chd do,
chon Ién ba 16 cia minh va khong con di hoc mudn.

bay la cach ban day tu duy Leancho dira tré sau tudi. Hay cho chung
giai quyét van dé va cung cap quyen sO hiru cac giai phap. bat cau hai,

cho phép chung giai quyét van dé ctia minh, 1am né tha vi va phu hop.
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Ban c6 thé tudng tuong loai lanh dao, nhan vién hodac chu doanh
nghié€p ma Katie Bailey s€ trd thanh khi [6n 1€n? Ngay tir sém, ¢6 bé da
hoc giai quyét van d€ va loai bo su lang phi thong qua lién tuc cai thién
moi thr.

Céc binh luan tlep theo, du vay, 1a mot trong nhiing myc yéu thich
ctia toi. Toi s& két thuc chuong véi didu nay T6i yéu cau moi ngum
trong khan gia, “ Lean 1am ban cam thiy thé nao hay ban cam thay thé
nao vé Lean?” Khong phai tit ca moi ngudi mot trim phan trim theo
sau cach tu duy Lean.

Lucia, mét phu nir tré & phia sau, gio tay 1én.
“Lean lam cho ban mim cuo61 ngay ca ¢ noi lam
vige.”

Phan ting cua toi 1a: “Tai sao ban cam thiy nhu
vay?”

Lucia

“Boi vi Lean lam cho cudc sdng cua t6i dé dang
hon. Lean 1am cho cudc séng cta t6i hanh phtc hon. Lean 1am cho t6i
tu tin hon. Lean khién t6i so hitu twong lai ciia minh.”Ai ¢ thé dién ta
Lean tot hon?

Lean di bi hiéu 1am 1a phwong phap 13y di cong an viéc 1am, khién
nhiéu thirnghéo nan voi it hodc khong co6 su sdng tao. Lean nguoc lai
diéu d6. Hiém khi, néu co, nd léy di mdt cong viéc nao. No tao ra co
hoi vo bién va viéc 1am lién tuc, thém tudi tho cho nguoi lao dong va
tang trudng hi¢n tai cho nhiing ngudi madi vao cong ty. Bo 1a cach néd
hoat dong ¢ FastCap.

Toi tra 1o1 réng: “Khi ban la mdt nha tu tuéng Lean, ban 1a mdt mat
hang duoc san don.” Toi lidu linh noi, “Bét ¢t noi nao Lucia di, néu co
van con 1a mot nha tu tuong Lean manh m&, moi td chirc s& cong nhan
c0 - va nha tu tuong Lean khac - nhu mot tai san vo gid.”

Phién hoi dap tai Tatra Banka 1a mot trong nhing phién tot nhat ma
to1 tung co tir mat trong hau hét nhirng nhodm nguoi tham gia toi tung
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gip. Ho da khién n6 vui vé, ho lam Lean phu hop, va khong ngai hoi
nhitng cau hoi kho phan chiéu vé hanh dong ctia minh. Trén hét, cac
lanh dao ¢ Raiffeisen that dang cha y, ban biét ban 14 ai ... Lam tot 1dm!
T61 ngd mil trude ban!

Y NGHIA:

Lean khién ban lam cht nén van hoa ctia minh.

Video Lean:

[=] 1. Cap sach cua Katie
= http://youtu.be/lp66VBZsZql

2. Ngudi My tién phong: Nha tré

Lean
http://youtu.be/e8GOQOWUS_Q

3. duong bang lang phi
http://youtu.be/VBE940KH5Vc
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Chuong 18

Tinh hoa thwe su cua Lean

Chung t6i c6 mot nguyén tic tai cong ty chung toi chi don gian 1a,
“C6 hai loai nguoi trén thé gidi - ngudi cho va ngudi nhan.” Muc tiéu
ctia chiing t6i 12 loai bo tat ca ngudi nhan ra khoi cudc song ciia chung
t6i nhanh va dir doi nhu chiing t6i ¢6 thé va thanh mot ngudi dang hién
sdu sac cho toan nhan loai.

Mot cach khac dé noi, “Co hai loai ngudi trén thé gi61, nguoi vui vé
dang tap trung vao hanh phiic cua nguodi khac va nhitng ngudoi khong
vui vi ho dang tap trung vao hanh phuc cta riéng minh - ngudi cho va
nguoi nhan.”

N6 1a mot khai niém sau sdc ma ti da thuc su hiéu thiu trong hanh
trinh cudc song da phan biét toi doi xir voi ban than minh thé nao trong
moi tinh hudng. T6i khéng dam phan loi thé. T6i suy nghi vé viéc tao ra
mot wm win v&i sy nhan manh vao viéc gitip d& nguoi khac Toi thay
rang mdi khi t6i hanh dong nhu mot nguoi toi td, cudc song tré nén tot
hon, va khi toi tim kiém cai gi cho t61 trong do, cudc song tréd nén xau
xi. Khi 4p dung nguyén tic nay vé Lean, t6i da thay n6 ciing dung. Tinh
hoa thuc su tir Lean dén khi ban bat dau cho di.

Chung t61 da tao ra mot t6 chirc Lean ma trong tam 1a
1. Phuc vu va cung cip gla tri cho khach hang cua chung t61
2. Boi dudng va phat trién ngudi trong ndi bo
3. Pap laicong dong va ting cudng moi trudng kinh doanh.

Ba hoat dong nay s& giup cai thién chét luong cudc séng ctia nguoi
dan trén toan thé gidi va no that tha vi.

Tai FastCap, hoat dong Lean cua chung t61 da khong dugc thue hién
vi loi nhuén. Trong pham vi rdng lon, ching t6i cho di nhitng uu thé
ctia nhitng cubn sach ma chung t6i in. Chung t6i cho di nhiing tap tin
am thanh thuong xuyén. Ching t6i cho di cc tap tin ky thuat s thudng
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xuyén. Chiing t6i cung cap cac tour tham quan cac co sd clia chung
t61 mién phi, nhung chi phi rat 16n vé thoi gian va ngudn luc cua cong
ty chung t6i. Khi lam nhu vay, ngudi ctia chung t6i duoc nang cap va
chung t6i dang nang cao cudc song cua ngudi khac. Moi ngudi cam
thdy nhu thé ho dang dong gop. Ho cam thiy tich cuc vé ban than va vé
kha nang tao ramot sy khac biét. Chiang t61 dang tao ra mdt moi truong
ma moi nguoi hoat dong & mot mirc do cao hon so voi truyén théng
duoc ky vong trong mét t6 chirc. Chung t6i d khién cong ty chung t6i
toan bo 1a cho di - va dé dap lai.

Khi mét t6 chirc dit ra dé két hop hodc xay dung mot nén vin hoa
Lean, do 1a mot cong viéc tuy¢t voi. Va doanh nghiép do s€ duogc khuéch
dai khi cong ty bt dau day, dao tao va tao diéu kién ap dung Lean bén
ngoai t6 chirc ctia ho. D6 1a khi chiing t6i 1an dau tién ném trai tinh hoa
ctia Lean. Khoang sau hodc bay nim trudc day, chung t6i bit dau cho
moi ngudi tham quan co s¢ nho ré tién cua ching toi, cai c6 sai sot
tir trén xudng dudi. Mdi lan c6
nguoi di tham co sé cua ching
toi, chung toi1 duoc biét thém vé
su lang phi va thiéu s6t ctia minh
va nhan thire vé nhiéu co hoi dé
cai thi¢n nhiing gi chiing t61 da
lam. Khi lam nhu vay, chung toi
khong chi giup ngudi dan dén
tham quan co sO, ma con nhan
duoc cac loi ich tir cai nhin mai
vao cac hoat dong cua chung toi. Cho dén ngay nay, ching t6i van tiép
tuc lam diéu d6 véi su ménh liét va muc dich, boi vi chung toi biét rang
tinh hoa thuc sy tir Lean 1a khi ban bit dau cho di.

dau ra mot chuyén tham quan va cho tro lai

Y NGHIA:

Cho di tuyét hon la nhan 1ai
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Chuwong 19
90% 1a l1ang phi

Qua 1a mot tuyén bd dang kinh ngac. Hau hét moi ngudi noi, “Khong
thé nao, Paul, toi rat nang suat!”

Sau do, t61 van lai, “Ban va t61 cuc ky hi¢u qua trong viéc san Xuét
hoat dong khong c6 gié tri gia tang.”

Ké tir thud so khai nguoi dan 6ng da dugc coi lanang suat hon. Chi
can nghi vé tit ca nhimg sang kién 16n nhu banh xe, cbi xay gio, dong
co hoi nudc, 6 6, va may bay. Do 1a trong DNA ctia chung toi dé cai
tién, nhung cach ching t6i cai tién va cac qua trinh chung t6i trién khai,
ciing ¢6 thé 1a ngudn lang phi hiéu qua.

Trong thé gidi Lean co cai gi d6 chung t6i goi 1a duong mon spaghetti.
Mot bai tap Lean don gian la vach ra con duong di bd ma mdt ngudi cu
thé s& di dé thuc hién mot nhiém vu phé bién, nhu don may rira chén.
Hau hét chung t61 déu bi sbc trude sb luong cac hoat dong vo gia tri (di
bd, cham, m¢d va dong) so vdi cac hoat dong gid tri gia tang (léy dia an
va d0 bac trong tii va ngan kéo). Thoi gian gia tri gia ting thuc té 13 mot
phan nghin gidy so voi tit ca cac su lang phi.

Diéu nay ciing dung véi jock may
tinh, nguoi danh phan 16n thoi gian
ciia ho nhép vao may tinh va tim
kiém tai lidu, trai nguoc voi tang
gid tri va thay doi, cai thién diéu
gi do. T61 nhan thic sau sic vé su
lang phi va nhiéu 1an toi thay muoi
email trao ddi giita t6i va cac cong
su trong khi n6 nén thuc hién mot
hogc hai 1a nhiéu nhat. Chin muoi
phan tram tit ca moi thir ban va toi lam mdi ngay 1a su lang phi. D6 chi
12 mot thyc té théng ké.

Con ngudi c6 mot kha nang tu nhién dé sang tao, phat trién va cai
thién. Tuy nhién, diéu quan trong 1a chung t6i phat trién va sir dung tiém
ning cta minh. Chung t6i dang giai quyét van dé cét 15i, tai cac thiét

Loi mén Spaghetti
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ké voi cach ching toi dé thuc hién.
Nhung thuong xuyén hon khong,
chung t6i khong khai thac tiém
nang bam sinh nay, béi vi chiing t6i
khong c6 mot quy trinh tot dé khai
thac no6. Chung t61 khong phai 1a
con kién ma di vao va chi can lay
mot hat cat, kéo no ra, ngan Xép no,
va dao mot cai hd. Ching t6i di vao,
léy hat cat, kéo no ra, xép lai va co
kha ning dé hoi, “Lam thé nao t6i c6 thé lam t6t hon?” Va ching t6i
xay dung mot may xuc. biéu quan trong la dé tao ra mot chién luoc,
mot tam ly than trong, mot phuong phap ma I€ vao do thién tai Thién
Chtia ban cho. C6 1€ do 1a 1y do tai sao toi rat dam mé vé Lean, boi vi
n6 khong chinh xac d6. N6 1a mot hé thong c6 18 vao nhiing thién tai
ma Thién Chua truyén va thiét ké vao tat ca chiing toi.

Co6 1€ cau chuyén manh mé nhét ma toi ¢o thé st dung dé minh hoa
cho lwong sy lang phi trong qua trinh va hiéu qua ctia mot chién luoc
Lean, la cau chuyén ctia bd phan thiét ké dd hoa cua chung t6i. Toi
phai thira nhan ring t6i da khong bao gid thay dé dang dé 1am viéc
voi cac nha thiét ké dd hoa. Ho ¢6 xu huong nhiéu hon vé khia canh
ngh¢ thuat va thuong thiéu mét su wa thich ty nhién dé xir 1y cai tién.

Tai mot thoi diém chung t6i ¢ hai nha thiét ké d6 hoa 1am viéc toan
thoi gian va luén ton dong cong viéc. Nhu t61 s€ lam viéc véi ho toi
nhan théy mot sb luong 16n mo va dong, tim kiém céc tap tin va sao
chép. Toi khong thé hiéu lam thé nao qua trinh ndy c6 thé phirc tap nhu
vay. Khi t6i hoi ho vé didu d6 ho s& phan g bang cach noi rang chi la
cach thiét ké d6 hoa lam viéc. Tdi biét n6 co thé duoc cai thién déng ké.
Bét ké t6i day ho bao nhiéu vé Lean va thuc giuc ho cai thién qué trinh
nay, t6i da khong thanh cong trong viéc cai tién quy trinh dang ké.

Cubi cung, su that vong cia toi 1a qua nhiéu cho mét trong nhitng
nha thiét ké va c6 tir bo. Véng, day la mot vi du Paul 1a mot nha lanh
dao & ... T6i khong bao gio ndi rang t6i 1a hoan hao! Diéu thir hai da
duoc bac bo. Thay vi thué chuyén gia khac, t61 da mang Graham tur
xudng. C)ng 1a mot nha thiét ké dd hoa tu hoc d3 1am viéc tai xuong va
tao cai tién 2 giay - va lam mdt cong viéc dac biét véi no. Hay nhé réng,
ong khong phai 1a mot nha thiét ké dd hoa duoc dao tao chinh thirc.
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Trong mot vai tuan, anh c6 thé hoc duge nhiing k¥ nang can thiét,
tim ra noi ma moi thir dwoc luu trix va bét kip noi chiing t6i dig dang
sau. Cubi cung, 61 dd c6 mot ngudi ap dung lean cho cac bo phan thiét
ké dd hoa va bay gid, khong chi duoc chung t6i bét kip, nhung 6ng da
bién mot cong viéc toan thoi gian hai ngudi vao mot cong vige mat
nguoi c6 thoi gian ranh roi. Ngay nay, hau hét cac cong viée duoc thuc
hién trong Vong mot gior 13 thoi diém duoc trao cho anh ta. Ong khong
ngimg cai tién. Toi khong thé nhé 1an cudi cung t6i da phai yéu cau
anh ta 1am cho mot sy cai tién, bai vi anh ta st dung cac nguyén tac
Lean véi moéi ¢ click chuodt. Khong chi ong thuc hién cac cong viéc
thiét ké cuia hai ngudi, nhung anh gitp ra trong ba bd phan quan trong
khéc trén mot co s& hang ngay.

Diéu nay cho thdy 90 phan trim nhimg gi ching ta lam 14 sy ling
phi. C6 nhitng co hoi vo tan dé loai bo cac sy lang phi va dé cho dong
chay gia tri cho khach hang ndi bd va bén ngoai cua ching toi.
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Chuong 20

Lean toan sao

T6i duoc nhéc di nhic lai nhiéu 1an boi cac nha quan 1y cap trung

.. “Ong chu ctia t6i hiéu n6 va s& khong hd tro nhitng gi toi dang

c¢b gang lam.” Cau tra 10i cta t6i ludn ludn 1a nhu nhau; “Tap trung
vao ban than, phat trién khu vuc anh huéng riéng ciia ban va khong
ngung cai tién lién tuc trong cudc séng cta ban. Néu ban ap dung
phuong phap nay, trong thoi gian ngan, ban s& khong chi nang vao
va duogc thang chire, ma cudi cung ban s€ dugc cac nha lanh dao cia
td chue cua ban hay mot t6 chie chu ddo ma hiéu duogc sitc manh
cua lanh dao Lean that su.”

Lanh dao Lean khong phai khac mgt chut so véi 1anh dao khéc,
n6 co ban khac nhau. Nha lanh dao dién hinh quan tim dén ban
than, vi tri va tinh trang ctia ho. Céc nha lanh dao Lean lu6n luén
nghi dén nhitng ngudi ma ho c¢é trach nhiém va lam thé nao ho co
thé day, dao tao, cai thi€n va lam tdt hon cude séng cua tat ca moi
nguoi. Pay la 1anh dao cong bdc & mirc cao nhét. N6 hiém va 1a mot
dic diém duoc san lung.

Trén co s& gan nhu thudng Xuyen t61 dugc hoi néu toi biét vé bat
ky nha lanh dao Lean ngudi mudn co6 mot cong viée quan 1y va diéu
hanh mot td chic 16n. That khong may, cu tra 161 hau nhu ludn
luon 1a khong. Ban thay day, toi da gap va di qua hang trim vanh
dai xanh va vanh dai den cac hoc vién dugc chimg nhan Lean, tuy
nhién, rat it c6 kha nang truyén cam hirng cho moi nguoi su vi dai.
Chi trong hom nay t6i1 da dugc hoi mot 14n nita néu t6i biét vé mot
nguoi ma toi mubn gidi thiéu dé budc vao mot vi tri 1anh dao Lean
trong mot cong ty 16n. Toi tra 10i lai rang t6i chi c6 thé nghi dén mot
nguoi co trinh d§ chuyén moén cho cong viéc. Tén cia ong la Bruce.
Dudi ddy 1a tra 10i ctia Bruce voi ti va né 1a ban chét ciia chuong
nay Khi ban “nhan” lanh dao Lean ban la qua bom, mot giéng
hiém, va bau troi 1a gi6i han.

Chao Paul.
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Cdm on ban da suy nghi vé t6i cho vi tri nay. Téi vinh dw! Nghe c6
vé nhir mot cong ty tuyét voi. Ciing giong nhw ban, t6i ciing khong
muon dé nghi bat cir ai trir khi nguoi dé la mot ngéi sao Lean chinh
hiéu. Toi biét nhiéu hoc vién Lean, nhung thcfng than rat, rat it cé
sw ndng dong, cd tinh tham gia ban can dé truyén cam hirng va kich
thich doi ngil nhan lyc dé nam ldy mot sw chuyén doi van héa vé
Lean. Toi cam thdy do la phi dao dec khi aé nghi mot hoc vién Lean
chi vi ho la mot nguoi ban hoac nguwoi than. Toi chi biét mot nguoi
ma t6i nghi rang sé néi tréi & vi tri nay, nhung nhir ban mong doi,
ong dwoc tra lwong (khoang 200.000 do / nam) va thuc sw yeu cong
vzec cua minh va cuoc Song o Mlsszsszppz Xin 16i t6i khéng thé cung
cdp bat ky huwdng dan chdc chdn nao.

Bruce

Toi dé ngh1 Bruce cho cong viéc khong phai vi ong ta cho t6i do
thi va biéu do du: liéu tinh vé tat ca thanh cong Lean ctia ho. Ong
da khong cb ging dé khién toi bat ngd véi diéu kién Lean hodc cac
khai niém cua Nhat Ban. Ong khong doc thudc long cho t6i tat ca
nhirng cong ty 6ng da chuyén doi duéi su lanh dao tuyét voi caa
minh. Téi gip Bruce tai mot cudc dién thuyét toi da lam. Ong dén
dé tim hiéu, mac du ong da co6 kinh nghiém 15 nam nhiéu hon so véi
t61. Ong ngdi & mot chiéc ban ¢ hang ghé dau véi 5 hodc 6 nguoi
ctia minh va tit ca ho déu cudi; ham choi vé Lean! Ho rat vui vi
van hoa cua ho, chir khong phai cong cu va céac diéu khoan Lean, 1a
trung tam cua su thanh cong cua ho. Pay la cach t6i do luong Lean
thanh cong. T6i chwa bao gior thdy mot nén vin hoa khong san xudt
s6 lidu théng ké dang kinh ngac nhu thé nay, nhung t6i di nhin thay
rt nhiéu sb liéu thong ké va khong c6 vin hoa. Hiy 1a mot Lean
toan sao; ban s& duoc ngudi than dénh gia cao va nhan 1y ngoai strc
tuong trong ngdng cudng nhat cua ban.

Khi t61 di thué mat ai do, toi ludn ludn thué vi tinh cach va day
cac k¥ nang. Toi co thé day cho bat cir ai dé lam cong viéc, nhung
tinh cach 1a mot mat hang hiém. Gan day t6i da phat trién mot
phuong phap méi dé sang loc nhitng ngudi quan tim dén lam viéc
cho Fastcap. T6i yéu cau ho gui cho t6i mot video nhanh 2-3 phut
ndi voi toi vé ban than minh. Ban ¢6 thé hoc hoi duge rat nhiéu tir
cach moi ngudi dap ing yéu cau nay. Tt ca cic ngdi sao khong co
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van dé, noi rz‘?lng ho chua bao gi¢ thuc hi¢n né nhung ho sé€ tim ra
cach va giri n6 ngay. Nhitng nguoi khac ngan ngai va dua ra Iy do tai
sao ho khong mudn 1am diéu d6. Nhiém vu don gian nay cho thiy
rat nhiéu vé mdi ngudi. Pong thoi, né cho phép ban gip rat nhidu
ngudi, do d6 ban co thé ra quyét dinh k¥ ludng hiéu qau hon vé tiém
nang cac thanh vién moi cua nhom.

Dudéi day 1a mot mau video xin viée toi d chirg minh cach dé
dang 1a 1am cho no xay ra trén iPhone cta ban. Video so yéu 1y lich
thi hai 13 tir Graham, mot trong cac ngdi sao ctia chung t6i di chuyén
vao ving Denver. Trong khi toi nubi tiéc thuc té 13 chiing t6i da mat
Graham, t6i dang di trén con dudng cua t6i dé gitp anh ta tim théy
mot cong ty phi thu:(mg nol anh c6 thé tiép tuc c6 mot tic dong rat
16n vi sy hiéu biét sdu sic ciia minh nhu thé nao dé xay dung vin
hoa Lean.

Mot 1an nita, viéc st dung video 1a mgt cong cu manh mé lam ban
ndi bat hon moi nguoi khac. Ho noi r:?mg néu ban mudn nhan duoc
su cht y ciia mot ai do, ban phai dang ké. Lam viéc theo cach cii la
khong dang ké. Guri mét video xin viéc 14, it nhat, vo cung thu vi va,
v6i hau hét moi nguoi, dang chi y.

Hoc cach giao tiép bang cach sic sao va tha vi nay khién ban tro
thanh cac ngdi sao va d6 khong phai 1a mot vi tri xdu dé ¢ lai!
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Y NGHIA:
Nhiing ngoi sao Lean yéu moi nguoi va tao cam
hting cho ho

Vi du cua Paul vé mot video 1y lich
http://youtu.be/bF7rOuBQDok

Video ly lich toan sao ciia Graham
http://youtu.be/nZ-n1KAbN_|I
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Chwong 21

Lam Lean buing no

HAau hét moi nguoi tur chdi “don gian” vi n6 tat vao mat ho khi
ho tir chdi hanh dong. Néu ban thém phuc tap cho bét ctr diéu gi s€
lam cham hanh dong, lam 16n xon con dudng phia trudc, va lam bdi
r6i tri tué minh man nht.

Pay 1a top 11 budc cua toi dé nang cao vin hoa Lean bt ky, theo
thir tu quan trong. Néu vin hoa cta ban thiéu nang lugng va stic
manh, quay lai budc 1 va 1ap lai cho dén khi ban gdp phan ung téng
hop hat nhan.

1 - Cac CEO hoac chu tich phai nidm bit Lean mot cach ¢4 nhan va
khong giao phé cho nhém thuce hién.

2- Gap & thuong Xuyen nhu mot doi, t6t nhat m01 ngay mot

lan, dé g1a1 quyét van dé, néi vé cai tién va cac van dé, va day cac
nguyén tic Lean. Ban s& khong thé choi Super Bowl ma khong gap
ddi va 1én chién lugc. Tai F astCap, chung t6i xur ly mdi ngay nhu
thé chung t6i dang choi Super Bowl. Bang cach nay, chiing t6i gianh
chién thang trong trai tim va tim tri ciia khach hang va nang cao
hiéu qua hoat dong cta ddi ngili.

3 - Tim hiéu va day 8 su ling phi. Moi ngudi trong cong ty nén
thudc chiing nam 1ong ma khong can ghi nhé tir viét tit. Phai hiéu
n6. Su lang phi ludn ludn bat ddu véi khing hoang thira, sau d6
van chuyén, hang tdn kho, c6 khiém khuyét, ban can phai sua chira
khiém khuyét, tao ra sy lang phi cuaqua trinh thtra va chuyén dong,
trong khi khach hang dang chd doi va ban dang lang phi kha nang
Chua ban dé cai tién va thay doi thé gidi.

4 - Tao cac video trudc va sau don gian cua tat ca cai tién. Bat dau
mot kénh YouTube va cac khéi niém s€ lay lan nhanh nhu chéy rung
thong qua td chirc cta ban. Hay don gian. Céc video can duoc thuc
hién véi smartphone ctia ban. Khong mua thiét bi may anh hoac
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phan mém dit tién. Piéu quan trong 13 1am diéu d6 ngay lap tirc khi
nhin thay ti€ém nang cho mat su cai tién. Pung tri tr¢ - dirng cham
tre. Hoan hao 1a mot 101 nguyén!

5 - bung bao gid chi vao nguodi khac va noi, “nhin sy lang phi cua
ho kia.” Lu6n luén chi vao chinh minh. Ban c6 du lang ph1 trong
cudc song rleng ctia ban cho 10 kiép! Toéi khong thé dém s6 lan
giam ddc diéu hanh dén gip t6i sau khi t6i thuyét trinh va than van
su lang phi cua nhimg ngudi khac trong t6 chirc ctia ho. Téi chi can
nhin vao mat ho va néi, “Van dé 1a anh. Piéu nay bt dau va két
thuc tiranh. Nging noi voi t6i ban mudn thay d6i nguudi khac thé
ndo. Van dé 1a ban. Dan dau va moi nguoi sé theo; chi tro va moi
ngudi sé chay mat.”

6 - Khong thé tim théy m6t cai gi d6 dé cai thién? Pon gian chi can
sua chira nhung gl quiy ray ban. Stra chira tit ca moi thtr ban du
tranh. Bét ctr diéu g1 khong dich chuyén 1a mot co hoi dé dang dé
cai thién. T6i c6 thé tim thdy 10 quy trinh vung vé trong gid dau tién
t6i danh ra véi ai, ké ca ban than toi.

7 - Ban nén bit dau tir dau? Ban nén tim nhitng cai tién tiém ning
nhu thé nao? Tim bt ctr noi ndo cong viéc ngung tré. Cong viéc
khong bao gio duoc ngung tré, né phai van hanh. Néu no dimg lai,
c6 su lang phi ¢ do.

8 - T6i cAn mot ai d6 dé giup t6i? Tdi c6 nén thué mot chuyén gia
tu van? Cau tra 101 1a khong! Néu ban 1am thué mot nha tu van, bao
dam ban s€ phu thudc vao nguoi khac. Tré thanh mot nha tu tudng
Lean la dé dang du ai néi gi véi ban. Néu ban tu tim hiéu diéu nay,
n6 sé& an sdu vao cach ban suy nghi vé tat ca moi thr. Tat ca cac
chuyén gia tu van khong x4u. Trén thuc té, nhiéu 1a tot. Hau hét cac
chuyén gia tu van duogc sir dung sai. Ping bao gio thué mot nha tu
van dé mang lai Lean cho td chire cta ban. Hay mdt nha tu van dé
tinh chinh va cai thién méot nén van héa ruc r&. Néu mot nha tu vin
dua ban dén céac phong hoi nghi, chi ho canh ctra va chay trdi chét
di! Cong trinh 1a noi ma cong viéc dugc thyc hién: trong van phong
hodc cong xuong, khong phai trong phong hop.
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9 - Pimng cb ging khién gia dinh cua ban thuc hién Lean. Hay tu lam
va 1am t8t, ban sé& tré thanh noi thu hut moi nguoi chu d4o trén hanh
tinh. Pay 1a 1y do tai sao budc 1 rat quan trong. Xem video & phan
cudi chuong nay.

10 - Dicu gi néu t6i khong phai 1a lanh dao cao nhét trong to chire
ctia t6i? Lam thé nao t6i c6 thé anh huong dén sy thay ddi va Xay
dung mot van hoa Lean? Bat ké vi tri nao ctia ban trong cudc song,
mdi con nguoi co anh hudng dén mot cai gi d6 va mot ngudi nao do.
Xay dung Lean trong pham vi anh hudng dé va ban s€ dugc nang
tam 1én lanh dao cao nhat trong thoi gian ngan.

11 - Khong bao gio tim kiém cac giai phap phtc tap dé giai quyét
mot van d€. Ludn theo dudi cach don gian va thanh lich. Str dung
dau cua ban, khong phai vi tién!

r ~
Y NGHIA:
[ ]
Lean 1a niém vui. Néu n6é khong vui, thi ban da
bo 16 mén trang miéng cua cudc song.

ohAD

Lean cudi tuan
http://lyoutu.be/gHInhjeab 1w
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Chwong 22

dot sau video

Chuong nay toan bo vé tiép thi Lean. Chung t6i theo nghia den
d3 co hang ngan cong ty trén khip thé gidi thuc hién mo hinh 2 gidy
bang cach 1am cho Lean don gian va vui vé. Cau hoi dat ra 1a lam
thé nao dé dua vin hoa vui vé ctia ban vao budng dt phu? Ly do rat
nhiéu vin hoa da cé may mén 16n vé6i viée thuc hién Lean 1a béi vi
ho di can nhéc vé viéc tién hanh. Ho da phat trién mot mo hinh phu
hop hang ngay:

385

« Cai tién 2 gidy

* Mot cudc hop budi sang
* Video trudc va sau

Hién tai t6i dd dén hon 50 qudc gia. Nhitng chuyén di cho

phép toi xem tit ca cac loai t6 chirc khac nhau. Su tiép xtc nay
cho phép t6i thay nhiing cach nho dé thuc hién cai tién ma co thé
tao mot su khac biét sdu sic trong cong ty clia téi va nhitng ngudi
khac. T6i nhan thdy mot t6 chtre da thuc hién hon 2000 video cai
tién nhung ngudi xem nhitng doan phim nay khong cao nhu t6i nghi
rang n6 phai thé. Chung 1a nhiing video tuyét voi, cac nhan vién
san xut chung véi nang luong tuyét voi va sang tao, nhung toan
bd nhom da khong théy va suy nghi ty nhién cuia t61 1a, mdt sy lang
phi! Moi nguoi nén xem nhirng video nay, chiing rat tuyét. Ho can
phai hoi mot s6 cau hoi; Co cach to chirc nao gitp cac ban phd bién
thong tin nay? Co mot thuc tién dang can nhic nao dé moi nguoi
nhéan duoc tat ca nhirng doan phim tuyét voi — —
nay dé co duoc y tudng tir d6 khong? Lean, &,

Tai Fastcap ching t61 da 4p dung Lean
vao cach chung t61 lam tat ca moi thtr, dic
biét 14 tiép thi. Mdi tudn mot 1an, ching t6i
gri mot loat email cai tién 2 gidy dén nhimng
nguoi trén thé gioi dé xem tat ca nhiing cai

F www.2secondlean.com

Bing no cong nghé Lean
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tién tuyét voi moi nguoi dang lam.

MB&i tuan mot 1an, chung ti giri ra mot san pham email dé khach
hang ctia ching t6i c6 thé nhin thiy tit ca nhiing sang kién madi ma
chung t6i dang lién tuc dua ra. Két qua khong gi khac ngoai ngac
nhién. Phan tot nhat 1 n6 dé lam bai vi chung t6i tao ra cac mau cho
nhirng loat email va sau dé tat ca nhimg gi ching t6i phai lam 13 gt
ho vao danh sach phan phdi sin.

Tbi tu hoi tai sao mdi cong ty twong tng khong giri ra cai tién
Lean 2 giay riéng cua ho dén nhan vién ndi bd cua ho trong mot
cach c6 chu y? Toi da bit ddu goi ¥ cac to chirc guri mot loat email
hang tuan véi nhitng video tuyét voi duge san xuit boi nhom cua ho
dén email phan con lai cuia nhom. Nhu ban mong doi, két qua khong
tuong.

Chia khoa 1a thuc hién email hang loat:

* PBon gian

« Rét it 1oi

« Lién két video hién thi dé nhip vao

* Ca nhan: luén dich danhnguoi nhan dugc email vi du nhu Hi
Paul

 Néu c6 thé ludn ludn dit mot cau hoi. “Ban c6 thé tin réng
Bob tiét kiém bang nay thoi gian?Kiém tra cac video dudi
day va xem céach 6ng da lam no.”

Day 1a cach thuc hanh thong tha trén steroid. O trang tiép theo,
ban s€ tim thay mot vi du vé loat email Lean cua chung t61. Hay sao
chép bat ctr dicu gi ban muon. Két qua s€ 1a Lean tron thung dot
sau!

-138-



2 Second Lean™

808
) @ FastCaps’s Powerhead Screws & O
|| Message | -

%_g |£\ |§| |é| ; SN B fuie- \4@1 m’ i”

Delete . Reply RepiyAll Fomard 8  Move [L@dunk~ Unread Categorize Follow Up

Sent: MWMWV\
To: Paul Akers
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Sent: Monday, June 2, 2014 at 1:42 PM

To: Paul Akers /\Lb‘l Chéo Cé
Hey Bob, nhan ttr chu so
What’s in your pen cup?? ~
hiru

Enjoy, Paul (paul@fastcap.com)

Luo6n hoi mot

2 Second cau héi

Lién két e-mail
tryc tiép dé
khach hang
tra 1o1

T~ Lién két video

truc quan

f www.2secondlean.com

GO0060
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Chuong 23

Can nha m¢i! Cong trinh cho twong lai

Sau nhiéu nam cho doi va lap ké hoach, chung 61 cudi cung da
hoan thanh co s& rong 50.000 b vudng, nha may mdi cua ching toi
& Ferndale, Washington. Khi thiét ké timg chi tiét ¢ day ching t6i déu
hudng suy nghi ve nhan Vlen va khach hang.

D nhiéu nam roi Paul 4p 0 ké hoach xdy mot toa nha hién dai bac
nhét, nhung boi sy suy thoai kinh
té nam 2008, du an xay dung da
phai hoan lai. Nho c6 Extreme
Lean, chiing t6i méi ¢6 thé tiép tuc
phat trién. Dau ndm 2013, dy an lai
dugc tlep tuc va chung to1 cling da
chuyén dén ngay nam 4y.

Toa nha maéi cta ching t6i trang
bi day du cac sang kién Lean. Mot
trong nhitng nguyén tic quan trong nhat Lean d6
14 ton trong con ngudi, ban ¢6 thé thay dicu do ¢
bat cir dau trong toa nha. Puoc lap dat 110 cira
s0 dé 1iy 4nh sang ngoai troi, dén LED ty dong,
cong nghé sudi buc xa, Big Ass Fans ™, va mot
h¢ thong am thanh tich hgp Bose ™. Mbi ngay
cd cam giac nhu mua he!
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Chung t6i cling d4 xdy dung mot nha bép
cao cap cho nhan vién. Vi trang thiét b
va til chira chat luong tot nhat, ngudi ciia
chung t6i cam thdy dugc ton trong va
danh gia cao. Ban s€ thuong xuyén ngtri
thdy mui ciia mén nuéng khi di ngang
qua day.

Di qua canh cira, ban c6 thé thdy nhing
tho mdc dang lam vi¢c ngay dém. Nhirng
xa ngang trung bay va gb thong trai dai
ca toa nha. Xudng moc rong 1200 bo
vuong chinh 1a san choi cia ching t6i va
chic chin ban s& khong bao gid thiy khu
vuc nay thlell bOIlg IlglIO'l Cita hang go - Stan choi cua chiing

Khu phong tam tai FastCap that su tuyét voi va chung toi da ludn tu
hao vé diéu do6, nén khi thiét ké cho co so nay, chung t6i clinged dé lam
hét stc minh. O co s cii, moi nguoi
phai mét cong di chuyén dén tin nim
nha tim khac nhau. Va ngoai cach mé
thir tay nim cira ra thi cling khong c6
cach ndo khac dé kiém tra xem nha
tam da co ngudi sir dung hay chua. Dé
han ché tinh trang nay, ching t61 da
xdy nha tim moi thanh mot dia diém
tap trung véi nhitng gian phong riéng.
Nhu vay 1a c¢6 thé giam bét duge thoi gian di .
chuyén.

Chung t6i ciing da thém mot hé thong dén
béo dé cho biét gian phong co dang dugc ai sir
dung hay khong.
Dén béo c6 thé
nhin thiy tir bat
cr noi nao trong
toa nha, nén moi
ngudi ¢6 thé dé dang nhin thay khi co gian
phong nio trong. Hai cai tién Lean nay di
gitp chung toi tiét kiém hang gid chuyén
-142-
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dong lang phi mdi ngay.

Dé co s mébi cang trd thanh mot
noi lam viéc tot nhat, chung t61 da
thiét ké no dé tat ca cong viéc duoc
tiét hanh mot cach thong sudt. Ngoai
phong tim, xuong moc, mdt phong
hop nho va phong may chu ra ching
t61 khong dit bat cir mot buc tudng
ngin nao. Piéu nay cho phép chung t6i linh hoat tuyét d6i khi thiét
ké cong viéc va ciing cho phép ching t6i dap tng bat ky nhu cu nao
trong tuong lai.

Co s nay ciing dugc thiét ké dé
dé dang dé don dep va gitr vé sinh.
Thay vi tham, gach, va san bé tong,
chung t6i str dung toan bd 1a gach
bong . Piéu nay cho phép chung toi
tiéu chudn hoéa quy trinh va trang
thiét bi don vé sinh. Gio day viéc
don vé sinh that vui vé, nhanh
chong va dé dang.

M&i tram 1am viéc va don vi san xuét trong toa nha déu dugc thiét dat
theo m6 hinh banh xe. Cho phép chung t6i
dé thich tmg vé&i bit ky tinh hudng cong
viéc ndao. Néu can phai di dua don vi san
xudt dén gan don vi van chuyén, chiing toi
c6 thé 1am diéu dé trong vai phat thay vi
phai mat ca ngay ngdy. Tat ca moi thtr tir
khau k¥ thuat cho dén san xuat cho dén vin
phong déu co6 thé di chuyén duoc. Mot tram xe dau day dii

Ngay ca con ngudi ciing ¢ thé
nhu vay! Vi co so hi¢n tai rong hon rat
nhiéu so v6i co so trude ddy, chung to
can phai tim ra mot cach dé di chuyén
xung quanh mdt cach hiéu qua. Chung
t6i str dung nhimg chiéc xe tay ga hiéu
Razor®, chiing 14 nhiing chiéc xe tay

Khong co nhiing burc twong

K¢ ky thuat va san xudat trén banh xe

Van phong dirng
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ga dugc trang bi ca gio xe, ching kha
nhanh va c6 thé di tir dau bén nay dén
dau bén kia ciia toa nha trong vong
chua to1 30 gidy.

Tat ca cac van phong déu trang bj
ban dung. Boi vi khong co blrc tuong
nao ca nén that dé dang dé lam viéc e L o o
cung nhau. Ban 1am viéc dugc bd tri & ' '
gbc phan tu nham khuyén khich su hop tac va ban sé& dé bat gap ngucn
ta dang gom thanh mot nhom dé giai quyét
cac du an. Khong vi¢c gi phai lang phi cho
viéc xay dung trong van phong nay!

Bo phan thiét ké d6 hoa luon mé, gitp dé
dang tranh thu thay dbi nguyén liéu bao bi
va tiép thi Ngay  prmrETS——
khi c6 nhu cau

Xe day va tram huan hoa

phat sinh.

Hau hét cac tram lam viée cua chung to1
duoc xay dung trén FastPipe, mot hé théng
dng va lién két bang thép. Boi vi st dung vt
liu xay dung tiéu chuan, chung toi c6 thé
thich nghi v&i bat ky tram nao khi can. N6
cling cho phép chung to1 xay dung xe mo-dun, bang va cac tram dé dang
sao chep va stra d6i. Néu mot tram khong con can thiét, chung toi ¢ thé
tai ché cac vat liéu va bién chiing thanh mot cai gi d6 khac. Chung toi
c6 thé dit nhu cau ciia khach hang dau tién va cung cap san pham tot
hon nhanh hon, V01 ch1 phi giam badi vi chung toi
khong he gip rac roi véi cac may tram dét tién
hodc ¢b dinh.

Céc k& hang tdn kho dugc dat canh gian bén
rong 51/2 chan, cho phép chung t6i Iuu trir hang
t6n kho ctia chiing toi chi v6i mot nira khong
gian SO Véi ké thong thuong. Hé théng hudng
dan cai san cho phep cac xe nang hoat dong mot
cach an toan véi toc do cao. O cudi kho hang la
nhimg don vi san xut cho tit ca cic san phdm
trong céc 16i di. Piéu nay cho phép dong chay tir
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cac hang ton kho cua cac san pham tho sang thanh pham trude khi hang
t6n kho roi cac gian bén.

Tt ca nhitng cai tién Lean str dung trong thiét ké va xay dung da dan
dén su gia tang rat 10n vé ning suét.

Céc san pham chiing t6i san xuét ra vira gia ting vé ca chat luvong 1an
sd lwong, trong khi cong viéc cua chung toi da trd nén dé dang hon va
tht vi hon. Tat ca diéu d6 déu nhd ¢6 Lean!

Ban muén xem nhiéu hon? Xem qua video cta chung t6i bén duéi!
Day 1a mot phan hdi tir mot ngudi him mo day say mé ciia chiing toi:

Chi muén néi rdng toi da xem mot vai video tai co so moi
cua ban va that dang kinh ngac. Ban va doi ngﬁ cua ban dang
lam viéc phi thu"ong/ Toi bzet ban sé khéng thdt bai, nhu'ng cong
viéc cua ban tzep tuc truyen cam hirng. Héy chdc chdn rang dgi
ngii ciia ban biét nhitng né lec cdc ban dwa vao qud trinh nay
moi ngdy da truyén cam himg cho moi nguoi ¢ Pennsylvania.
T6i biét cong thirc cho su thanh céng doi héi phdi c6 sue lanh
dao tuyét voi va mot dgi tuyét voi. Cac ban T. HUC SU TUYET,
lam cho téi ti hao vé nén san xudt cia My va nhiing gz co kha
nang dwoc thuc hién o dat miede nay. Hay luén lam tot nhw vy
nhé! Cac la mot hinh méu cia t6i!

Shawn Gross

Engineering & Materials Manager
Viking Plastics
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Y NGHIA:

Gan lién véi n6 va n6 kho de thay doi

[=]

Tham quan Lean cung Paul!
http://lyoutu.be/jYby_HczyDA

"
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Chwong 24

Tham quan nao!

Hang ngay t6i nhan dugc khoang 3 yéu cau/chuyén tham
quan. Chiing t6i hién c6 24 tour du lich mdt nim va cac yéu cau
nghiém ngit dé loai bo bét cir ai khong nghiém tic xay dung mot
nén vén héa Lean. Chiing t6i khong day 1am thé nao dé lam
Lean, chiing t6i dang day cach dé xy dung mdt nén viin héa
Lean. V&i nhu ciu tim hiéu cao, chung t61 da phai di 1én v&1 mot
cach thirc Lean dé cham dén cang nhiéu ngudi cang tot. Toi lay
xe scooter Razor va may quay video, danh 4 gio san xuit mot tour
video. Khong c6 doan san xuét video chuyén nghiép, chi can 161,
nguoi cua toi, mot may quay video Sony PJ 790 va Mac véi Final
Cut Pro. N6 don gian, nhanh chéng va dé dang, nhung khong hoan
hao! Sy hoan hao danh cho nhitng ngudi mudn nodi véi ban tit ca
nhiing 1y do ho khong thé hoan thanh cong viéc. Video nay dugc
thiét ké dé cung cip tong quan vé cach chung ta nghi. Chl'mg toi
co gan 1000 video (v6i hon 1 triéu luot xem két hop) mién phi truc
tuyén va di vao tat ca cac chi tiét cua bat ky chu dé Lean nao.

C6 rat nhidu cac cong ty trén khap thé giéi dang lam cong
viée tuyét voi dé xay dung mot nén vin héa Lean. Nam nay toi
phong van cac nha lanh dao cua céc cong ty tai hoi nghi MAPP &
Indiana. Ban c6 thé tim phong van Hoi nghi ban tron Lean & phan
cudi ciia chwong nay

6 Cong ty xav dwng van hoa Lean

Walters & Wolfe California

Xylem Design Colorado
Klime-Ezee UK
YelloTools Germany
Viking Plastic Pennsylvania
Omni Duct California
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Yéu cau Tour

CEO phai ¢6 mit. Chung t6i hiéu raing mot s t6 chirc 16n khong
¢6 kha ning rang CEO sé& tham gia cac chuyén tham quan, Tuy
nhién, ban nén biét rang chung t6i da ¢ cac cong ty voi 70.000
nhan vién trén toan cau va chu tich, cling nhu céc thanh vién
hoi dong quan tri, da tham gia cic chuyén tham quan nhiéu lan.
Chung t6i da thyc hién ngoai 18 dbi véi quy dinh nay, chi khi
chung t6i tin réng lanh dao tham dy c6 strc manh dé xay dung
mot nén vin hoa Lean thanh cong.

Nguoi tham gia phai doc cudn sach nay, 2 Second Lean.

Nguoi tham du phai xem trudce it nhat 10 video Lean ciia chiing
toi.

Cam két chuyén vin hoa va cac cong ty ciia ban dén mot mo
hinh Lean trong 1 nam.

Lam cho 50 video cai tién (trudc/sau) trong nam dau tién.

Thiét 1ap mot kénh YouTube cong khai dé chia sé nhitng gi ban
hoc (video nac) voi thé gidi.

Dé doanh nghiép khac thim co s& ctia ban trong vong 1 nim sau
tour ctia ban dén FastCap (cho di).

Diéu dau tién ban s& lam theo chuong trinh 1a don sach phong
tam. Diéu nay day cho ban sy khiém nhuong, va ching té hi¢u
qué qua trinh... hai trong s6 nhiing nén tang ctia Lean.

Néu ban c6 thé dap tng cac tiéu chi trén day 1a nhiing chi tiét cho
cac tour du lich:

Tra 101 cho t61 vai tén ciia nhitng nguoi tham dy.

Chung t61 lam viéc tai co sé san xuét, vi vay quﬁn 40 4m vao
ngay lanh dugc khuyén khich; nha may thudng ¢ khoang 62 do.
T6i dé nghi ban xem 8 video sau day vi vay tat ca s& c6 mot
diém tham chiéu dé t6i da hoa truy cap cua ban. Ban ciing c6 thé
ghé tham trang web 2 Second Lean noi ban s& tim thdy nhiéu
video hon va cac nguén luc ban c6 thé sir dung nhu céng cu
luyén tap cho nhém cuia ban.
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Tai sao FastCap Cho Tours nac

* Chung t61 co nhiéu 161 ich tir viéc hoc Hé théng san xuat Toyota.
Day la cach ching t6i cho tro lai.

* Chung toi mudn nguoi khac nhan dugc cung mot loi ich ma
chung t61 co6 trong xay dungmot moi truong kinh doanh manh mé
o My.

+ Toyota cong khai day ching ta ctia 50 nim kinh nghiém mién
phi, vi vay ching t6i dang cho tr¢ di va lam nhiing diéu tuong tu.

* Nguoi cua chiing t61 gidi Lean hon khi chiing ta day no.

«  Ngudi cua chiing t6i cam thdy dugc khen thuéng va hai long khi
nhitng nguoi khac mudn xem va trai nghiém nhiing gi ching toi
dang lam dé x4y dung van hoa Lean.

Ky vong FastCap cho dan Touring

«  Ngudi tham dy nén di kém véi mot myc tiéu 1o rang vé nhiing

«  gi ho mudn dat duoc.

«  Khi ban tim hiéu va trién khai Lean, ky vong ctia chung toi 1a
ban cho tré di bang cach giang day nhiing ngudi khac trong vong
mat ndm ban tham FastCap.

«  Chuyén tham quan khong phai 1 dé to mo - n6 danh cho nhiing
ngu’orl nghiém tic mudn tim hiéu Lean va di thyc hién mot cam
két dé co nhiing gi ho tim hiéu va thuc hién no.

«  Chuyén tham quan phai c6 lanh dao cp cao trong tham gia (chu
s¢ htru, Chu tich, COO, vv..) Nhiing nguoi khac déu duoc hoan
nghénh.

«  Tét ca nhitng ngudi tham dy phai c6 mot cam két vé Lean.

Bit diu Sau khi Tour

«  Trudc hét, Lean d& dang. Tiép can n6 voi bo nhéd nay va ban

* s@ thanh cong.

«  Ngung dua 1y do tai sao ban khong thé lam diéu d6. Néu ban
bao chira, ban s& khong bao gio tim hiéu hoic trai nghiém Lean.
Thay d6i chinh minh, thay ddi gia dinh, thay d6i dudng phd, thay
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d6i thanh phd cua ban va thay d6i thé gioi.

Trai nghiém mot nén van héa Lean bang tham quan cong ty Lean
Trd nén 13 mot phan cua gia dinh Lean trong doanh nghiép. Khoi
tao két ndi.

Kinh nghiém dau tién, xem loi ich voi cach nhin cua riéng ban,
sau d6 bat dau doc va tim hiéu vé no.

Xem tit ca cac video Lean FastCap cung cdp va st dung chung
nhu la cac cong cu dao tao trong cong ty cuia ban.

boc The Toyota Way.

bang ky va nghe luot phat song, cac nha sang tao My va 2
second Lean. T4t ca da cho thay co sin trén iTunes dang Podcast
va trén céc trang web.

Hay nho, Lean 1a mot tranh trinh bat
tan. Hi vong cua toi 1a ban thudng thirc
hanh trinh Lean ctia minh nhu cach t6i

thudng thure no.

Cudc sdng 1a mot chuyén phiéu luu!

ya

Y NGHIA:
bung hoc Lean. Hay hoc cach xay dung
van hoa Lean.

Thu vién video Lean cua FastCap

Nhiéu video hon 6 trang tiép theo
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2 Second Lean™

Phong vian ban tron MAPP
http://youtu.be/E9Na_YMKdVE

Walters & Wolf:Shop B & dau?
http://lyoutu.be/cqojz-3aCKI

Thiét ké mach g6: Tham
quan Nha may
http://youtu.be/61Uywb_02KU

Klime-Ezee: Hanh trinh Lean
http://youtu.be/NDZ1Cmhy3eE

Omniduct: Lean Blog

Nhua Viking: Hanh trinh lean
http://youtu.be/dNCfKVQifbU

Pang ky ban tin hang tuin
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Lean trong vo hat dé
http:/bit.ly/pCOvvq

HOG [T TLERAN

Lean trong vo hat dé!

—_

Cai tién lién tuc dén tui viéc "stia thii lam phién ban" méi ngay!
Lean 1a viéc han ché 8 loai lang phi:
San xudt thiia
Thiia quy trinh
Pong luc
Cho doi
Vian chuyén
Hang ton kho
Lam lai cac khiém khuyét
e Khong st dung nhan tai
Lang phi dugc han ché tii nhiing cai tién lién tuc:

Cac nguyén tic Lean quan trong

NoukrwN=

Nha tu duy Lean ing ho moi nguoi sdng tao va ton trong ngudi khéc.
Nha tu duy Lean khong s6 hiiu y tudng; né ludn la né lyc ctia cd nhom.
Nha tu duy Lean n6i ho da sai it nhét 2 1dn méi ngay.

Cai tién dudng nhu vo tin vi lang phi giéng nhu trong luc.

90% moi thi ban 1am 1a lang phi.

Diing bao git nhin vao lang phi ctia ngudi khéc; ban ludén c6 hang déng!
Lean khong phai 1 lam viéc nhanh, ma la lam viéc nhip nhang.

7 Vién dan ky diéu d€ xay dung Vin héa Lean

NoukrwN=

Day va hudn luyén con ngudi.

Cai tién hai gidy moi ngay tit moi nguoi.

3S méi bubi sing: Quét, sip x€p va chudn hoéa.

Bét ddu cudc hop mdi budi séng.

Bét ddu cudc hanh trinh Lean trong phong tdm.

Bit dau hanh trinh Lean cham rai.

biing bao gio bat ddu hanh trinh Lean néu khéng chic 1000% day la hudng di ding
cho ban. Néu ban bat diu bd qua hiéu biét nay, ban sé thét bai.

Két qua cua viéc Xay dung van héa Lean

Nou,pwWwN=

Xudt sdc ¢4 t6 chiic

Doanh thu thip

Duy tri khach hang

Gidm chi phi phu hgp

Gia tang chét lugng phit hop
Lién tuc cai tién

Mot noi vui vé dé lam viéc

-150-




2 Second Lean™

Chuong trinh nghi sy Lean budi sang

Cac trang mau

Chuong trinh nghij sy budi sang

7:30-7:55 Xéc dinh ngudi diéu hanh cudc hop
7:55 Lanh dao céng bd trén hé thdng lién lac va walkie-talkie 5 phat
cho dén cudc hop budi séng

8:00 Chao budi séng FastCap!

8:01 Théng béo lanh dao cho cudc hop ngay mai
8:02 Doanh s6

8:03 LGi va thao luan

8:10 Ngudi ham md

8:15 Xem lai san pham

8:20 Cai tién

8:25 Nguyén t3c clia FastCap

8:30 Lich st va bdi duBng

8:35 NI quy

8:40 Gién cg

8:45 Quay lai cong viéc

Luuy:

-

.Thdi gian la gan ding. Ching toi hop vao budi sang
thudng mat 30 phdt, nhung cé thé mat dén mét gi thy
thudc vao d6i tugng va cac van dé cla ngay.

.Ching t8i c6 mdt cudc hop séng mi sang. Chiing tdi khdng bo
18 né. D6 1a cach quan trong nhat ma ching tdi xdy dung van
héa clia ching téi. Lic dau, cac cude hop vao budi sang cla
ching tdi chi 5 phat. Chiing t6i ma khuyén ban nén bt dau
cling mdt cach va lam cho né bén viing.

. Danh gié lién tuc va kiém tra cac tai liéu ma ban trang trai 1a
rét quan trong dé duy tri.

. Chiing t8i thudng dugc hoi néu ching téi cé dinh hudng mdi.
Céu trd I3i 1a "Khdng." MGt cudc hop sang hang ngay cung cdp
dinh huéng va vo cung hiéu qua.

N

w

EN

Lanh dao: Muc tiéu cua ching téi la cho moi ngudi ca nggi
«cbng ty. Pay 1a ndi email va cac thu dudc doc to dé
«c6ng nhan nhém cua ching téi cho dlch vu déc biét.

Ngudi hdm mé
Vi dy vé cach FastCap chinh phuc moi nguil!

Thu' mau

1. "ChaoKenzie! T6i mudn ban biét réng toi rét biét on
nhiing gi ban da 1am cho téi. Ban cung cap dich vu than thién véi khich hang nhu vay va da di
nhitng dgim thém. Xin vui 1dng g thur nay dén giang vién huéng dan clia ban. T6i mudn mg
réng mét 13 khen cho cac nhan vién tuyét vail"

Cam on, Lisa

2. "Chao Paul! Cam on ban d& m& ra canh clfa cua ban vé cho ching tai dé tim hiéu Lean
tour. C6 thé xem nhiing gi ban lam I3 khuyén khich va an tugng. Téi da nhin thiy chia sé
cng béng clia cong ty "Dang cap thé gidi" trong nhifng ndm qua va céng ty cla ban cho
dén nay da 1a mt trong t6t nhét... d& dang.

Chung tdi thdy ban than may man d& cé thé tham quan véi Jon tai Nhat ban. Vui long
chuy&n 16 "Cam on" cua nhom chiing t6i d&n nhan vién cua ban. Nigm dam mé cua ho lién
tyc cai thién va lam viéc cling nhau dap vao mét khi ching téi vifa buéc dén clra.

Kudos!"

Jack Louie

“Chao FastCap! Tdi chi mudn cam on ban cho tat ca cac hd trg cita ban. Téi ty hao ban dong
ciia ban, tén la Kleenex... céi tén dugc cong nhan nhur vay. Nhan vién ciia ban lam mot cong
vic tuydt vai va rt hitu ich va dinh huéng khach hang.

Cam dn, Roger York

w

B

"Hi Jenny! H, ban lm cho né kho dé dién. Ban (va FastCap) da cung cép dich vu khach
hang hoan toan vut trdi. Toi nhan ducc cia HOD ngay nay - TODAY, mot ngay sau khi
chiing ta lién lac an cudi. Truéc khi t6i b3t dau kinh doanh siéng nang, t3i da danh nhigu
thap ky cung cép va quan 1y hoat ddng hd trg khach hang trong nganh cong nghiép may
tinh. T6i d& YEU viéc c6 mot nhan vién nhur ban

C4m dn cho viéc khdi phyc niém tin ca tdi vao (it nhat m@t) doanh nghiép My, "

Don Meyers

"Hi Clint! Cam dn ban da ho téng tdi thong qua cd s& cua ban ngay hém nay dé kiém tra
an toan hang ném clia ching téi. Nhu thudng 1€, cd sd clia ban ca trudc va & trong déu
ngén ndp. Lu gilf hd 5o hoan hao va luén ludn cap nht, va tat ca cic nhan vién luon
nhan thirc dugc sy hién dién ciia nhau va nhan thirc v& an toan. Toi xEp cho ban hang A.
RAt him khi o1 xép hang thé "

Frank Enriquez

n

Lanh dao: M&i ngay khi xem xét mot trong cac san
= pham ciia chiing t6i do d6 Nhém cua chiing t6i dugc
dao tao ndm bt théng tin.

Xem lai hai
TL&nh dao can chuan bi:

Tham khao danh muc dé tim san phdm tiép theo dé dugc xem xét.

Bi dén trang web clia chiing t5i va xép hang video san pham (néu cd).

L&y san pham dé giai thich va xoay quanh mot mau.

NGi chuyén véi Paul/Mike/Andrey/Jon vé& bat ky thong tin b6 sung ky thuat va
bd sung trinh bay ctia nhém.

Khuyén khich céc cau héi vé san pham va thif nghiém dé hiéu.

Vuot ra khéi céc san pham trong cac clra hang.

Bl ad ol o

owm

Lénh dao: Hay kiém tra véi Andrey va xép 1én
video cai tién da dugc thuc hién gan day nhat.

Cai tién .
Lénh dao goi 6 ngudi trinh béi cai tién cia ho méi ngéy

Leader calls on 6 people everyday about their current
morning Improvement.

M3i ngay chiing t6i tap trung vao mot sy cai tién da
thuc hién. Bdi vi tat ca moi ngum 13 can thiét dé 1am cho mot cai
tién 2 gidy mot ngdy, n rét dé dang dé gidi thiéu va chao mimg
mét cai thién mo\ ngay Chung t6i thuc hién nerng cai tién.
Hau hét hap dan va thyc sy sin xuat video ngdn hién thi cac
van dé va cai thién. Nhirng doan phim nay sau dé dugc déng trén
website clia chling t6i 8 muc cai tién Lean.

Khai niém v& xem xét mdt sy cai tién hang ngay xuat phét tif y tudng réng
néu ban mudn thuc hién mét thanh vén héa, ban phai lam 3 diéu sau:

« Tao ky vong: M3i ngudi thuc hién mét cai tién 2 gidy mdi ngay.
« Kiém tra nhitng ky vong: diéu nay dugc thyc hién trong nhitng gld dau tién cla

ngay trong thdi gian di bd budi séng cai thién nai chiing toi kiém tra nhiing
cai tién ma moi thanh vién trong nhém dang thuc hién.

Cung c8 nhitng ky vong: diéu nay du‘oc terc hién bang cach hién thl cho tat ca
moi ngudi video c 3
ching tdi xem xét cai tién béng cach di b tir viing nay dén viing kia. Phucng
phép nay c6 thé dugc hiéu qua cho cac cong ty nho hon, Tuy nhién khi ching toi
phét trién né da hiéu qua hon dé 1am cho video clia nhiing cai tién va cho ho
trong cudc hop vao budi sang.

-151-




2 Second Lean™

Lién két ma QR
(Dang PDF) http://
bit.ly/xNSQoa

Lanh dao: Poc mot trong nlumg nguyen tic va thao Lanh dao: Xép hing va xem I;I vldeo, ban thu hodc
luén véi nhém cac y nghia va lam thé nao dé ap dung cudn sach cung cap lich sir va cai tién ca nhan cho bai
no6 tai noi lam viéc va nha. hoc trong ngay.
20 nguyén tac cua FastCap Lich sit
1) Muyc dich clia FastCap la gi? Phat trién con ngui. Vi du:
2)  FastCap ludn tim cach d& lam moi thir... Nhanh, an toan va dgn gian hon, Video America the Story of Us.

Top 100 people of the Century.

3)  Winston Churchill d3 néi... "Hanh déng ngay nay”, Today in History
4)  Khi chiing ti r&i thir gi chiing t6i... "D& 13i n6 t8t hon khi thiy né”,

5)  Tiéu dé cing viéc cia ching ti I2... Ki su quy trinh.

6)  Moi diéu gia tri dén tir... rdt nhiéu sy chidm chi.

7)  Muc tiéu mdi ngay cla ching tdi la... Cai tién hai gidy.
8)  Tirquyén lyc nhit trong ngn ngi lodi ngudsi I3... Tén mot ngurdi
9)  Thugng thifc mdi ngay tron ven bing cach... Lam viéc kho truréc,

10)  Néu mudn biét vén dé thét su, ta phai... Héi tai sao 5 fan.

11)  Khi c vén d, ching ta luon nén... & va xem xét.

12)  Phai lam gi khi ching ta mudn hiéu hanh déng cla minh? Hansei (phan anh). Vidu:

13) Bl hoc thét s/ 06 kit ban . Hole Doc mét trang sach hay nghe 5 phiit séch audio.
Good to Great

14)  Bob Taylor ndi gi? Chiu trach nhiém cho sy vit va con ngudi The Toyota Way

Nido Qubein
15)  "Ti sé di trf thong minh cta trén toan thé gidi Idy mdt ngudi c6 tam nhin'. @

16)  Toyota khdng bao gid c& géng céi thién gi trif khi ho c6 thé... Giam mét nifa ling phi,

Gilf trong tréch ctia nhau

N

18)  Thanh cong cita ban & FastCap quyét dinh 6 viéc ban... Khang bao gid hai long,
19)  Thanh céng cta Toyota la két qua ciia theo dudi khong ngirng ... Xay dyng vén héa.

20)  Ban lam sao d& tao mot gdy tam nhin?

Lanh dao: Yé thanh s
nh dao: YE8 c;‘é i vnen Elemts Lanh dao: Cho ca ddi kéo cd 3-5 phit mdi ngay

Stra ddi thir nhat (1791, George Washingtor
Tu do ton gido, bai phét biéu, béo chi, héi dong va don khéi kién.

Sira d8i thir hai (1791, Gearge Washington):
M?t quy dinh Militia

Sira d6i thir ba (1791, George Washington):
Khong ngudi linh nao dugc phan chia khong co sir dong ¥

Sira d8i thir tu (1791, George Washington):
Quygn dugc an toan
Khdng tim kiém bt hgp 1y va thu gitt
Khang co bao dam ma khang co nguyén nhan co thé xay ra, nham chifc bés I
tuyén the
Dic biét mé ta cac nai dé dugc tim kiém, ngudi hay nhiing thir dé bi tich thu
Sira d8i thir ndm (1791, George Washington:
Khong ai bi ép tra I6i cho viéc bit gitf hosc tai tiéng
Céc t6i pham ma khéng c6 ban céo trang cia Tham phan, ngoai trif quan sy
Khéng Double Jeopardy cho cudc séng hay chan tay
S& khdng bi bat budc phai lam chiing chéng lai chinh minh
S khong bi tuéc mang song, tai san, hoc tai san ma khang theo diing this tuc thude vé luat

Sifa d8i thif sau (1791, George Washington)
Quyén duge xét xif nhanh chong bai mdt hoi dong xét xir ngang hang
Buge thng bio vé nhiing 131 budc tdi chdng lai ho
DG chét v6i nhan chifng chéng lai ho
Qua trinh b3t budc cia cac nhan ching trong Igi cisa ho
H trg tu van cho quéc phong
Sifa @i thi bay (1791, George Washington):
Phit hgp vdi cac ludt phd thong vugt qua 20 dé la, ngay tai phién toa do hdi déng
Khéng c6 su that nao dudc kiém chifng lai, ngoai cac quy tic cua luat phap phd lhong

Sira d8i thir tm (1791, George Washington):
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Phat trién

con nguoi

© Dua Lean vé nha

Muc tiéu
Céc trang mau

http:/bit.ly/xMn1R4

© Thai d¢ biét on, tot bung véi nhiing
nguoi khac

eHoc hing ngay (Lich st, vin héa, vin

hoc, hién phap)

Giii trong trach cia nhau

Khong d6 mau

*hong tai nan

M ER (] E

Ghi lai 16i ctia tling qué trinh

*Tao mjt quy trinh don gian d€ moi
ngudi c6 thé lam theo trong 5 phut

dt hon 116i méi tudn

*Lam moi thi don gian dé gidi phong bo
nhé Ram cho cip tu duy cao hon

«hong c6 ngay bi bo 16

Giao hang
cung ngay

«Fax dén xe tai trong 2 gi&

San xuat tai

U.S.A.

eMang san xuét vé nha
*Lam moi san phdm & My, trong vong 10
nam. Bit diu - 2007, hoan thanh - 2017.

Mot cai tién

2 giay

*Moi ngudi thuc hién mét cai tién hai
gidy méi ngay trong sudt cudc doi

4.am muyc tiéu nhé d€ moi nguoi dat dugc

Piéu tot nhat

thé gisi 6 Lean

o Weekly tours

 Disney ship mentality

e Leave it better than you found it

¢ Morning meeting, build a culture

* Morning improvement from 7-8 am

¢ Video of improvements to help others
* Make one 2 Second Improvement a day

Lép giai quyét

van dé thé giGi

«Cho t6i mot giai phap

*Khong bao bién! Diing noi véi toi tai
sao ban khong lam dugc

eLich sii cho chiing ta biét ring nhiéu
nguoi khac vigt qua cic tré ngai 16n
hon thii ching t6i sé phai d6i mat

© Néu khich hang khong yéu quy, ching ta
thét bai

€1t dung tén nguoi 2 1an trong phit ddu

© Thai d6 ton trong, dua ching ra

Khong gia su
Khong doan

#Hoi tai sao
#Hoi tai sao
#Hoi tai sao
«Chic chin ban dat 1000% trudc khilam

«ideo 1 phiit cho méi san phdm
$T'a0 két ndi v6i thu ctia ngudi haim mo

Cai thién cudc

song khach hang

#100% tap trung

&hong lang phi thoi gian

«Cai thién chit lugng

Giam chi phi

eDiing bit khich hang tra tién cho thoi
gian va tai nguyén khong dugc sti dung
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Quy trinh 8 budc dé dang

Céc trang mau

TRE EM CO THE DON NHA
BEP VA RUA CHEN DbiA

Tai mau Word tu
trang web Lean
cua ching toi

http://bit.ly/xNSQoa

@ Cleaning Checklist: Bathroom #3' @

Before you leave, check the following...

|

pare: 10-70) .DAY: LL'E.O CLEANED BY: L
LAM TRON VA RUA SACH
MAY PHA ESPESSO




Tiéu st cua Paul Akers

Paul Akers la nha sang lap va chu tich cua FastCap LLC, tru s ¢
Ferndale , WA. FastCap la cong ty phat trién san phdm qudc té =
thanh 1ap nam 1997 véi hon 2000 nha phan phdi trén toan thé gioi .
Nha phat minh nhiét huyét, Paul ndm giit bing sang §4I" =
ché My va quoc té. Cong ty FastCap, mot nha san {j =
xuat Lean, ra mét khoang 20 san phim sang tao méi
mdi nam va da gianh duoc giai doanh nghiép ctia nim vao nim
1999 va nam 2010. Paul va vg 6ng, Leanne, da xay dung dugc
FastCap tir nha dé xe cuia ho thanh mot cong ty nhiéu triéu dé la.

Paul 1a phi cong danh gia thi diém véi hon

' . Tay Duong trén chiéc may bay mot dong co.
Ong 14 nghé nhan béc thay, nguoi lam vuon

NN
nha thiét ké. Ong da xay dung cn nha 3
phong céch tinh té Greene & Greene craftsman & Bellingham,
Washington, ciing nhu céc db ndi thit va guitar trong nha ciia
minh. Khu vuong cua Paul va Leanne gianh giai khu vuon cua
ndm 2 ndm lién tiép trong thanh pho.

Sinh ra va I6n 1én & Nam California,
Paul di theo huéng xudt sic va cic tiéu
chuén cao tir khi con nho. Ong gianh
danh hi¢u Eagle Scout lic 14 tudi. Liy
cam himg tir c4c nghé nhan ché bién g,
ong gianh giai va danh hiéu cho thiét ké noi thét trudc khi
t6t nghiép phd thong. Nam 15 tudi dng ché tao guitar ctia riéng minh va gay chu
¥ cho nha san xudt guitar Bob Taylor, nguoi tir van va tham chi cho
Paul vao lam trong Taylor Guitars. La mt nha sang tao My that su,
Bob da dé lai mot 4n tuong lau dai ¢ Paul, noi 6ng gop phan cua xay
dung trén 2000 16p hoc nhac cu thé gidi .

C)ng t6t nghiép dai hoc Biola qém 1983 v¢i danh du, léy mot van bﬁng
gido duc vdi chuyén nganh ttieng Hy Lap
va buc.

Paul da lam viéc ¢ Pasadena khoi phuc lai mot ) trong nhiing ngdi nha lich
sir ¢6 uy tin nhat va trd thanh mot phin cia mot nhom doc quyén céc tho tha
cong xay dung nha cho bién tap vién cua Architectural Digest. Paul day My
thuat cong nghiép tai truong trung hoc Mark Keppel noi tu duy sang tao ctia
ong da dan dén sy phat trién ciia mot chwong trinh tp trung vao viée

giang day tré em dé thuc su xdy dung ndi thit, chir khong phai 1a cic

du 4n tiéu chuan trung hoc nhu ké hay bang cét.

Ong budc vio thé giori kinh doanh

Khi so truong giai quyét vin dé cua

ong dan dén mot sang ché va cu01

cung dan dén viéc kinh doanh san xuét

bit dau & ga-ra. Qua bao thang trdm, ong phat hién ra Lean va Hé
théng san xuit Toyota (TPS), didu giup ong khoi dong kinh doanh
ctia minh tir ga-ra thanh cong ty phat trién san pham quéc té thanh
cong, dugc goi la FastCap.




Str dung Lean, cong ty cua Paul thinh vuong va mo rong ngay ca trong suy
thoai kmh té. Ong chua bao gio phai sa thai mgt nhan vién, cling khong cat
giam tién lwong va hién tra lwong cao nhit so v6i bat ky doanh nghiép nao
trong khu vuc.

Paul la mot nguoi nang dong va da leo nui
Whitney 3 1an. 14, 495 feet, Whitney 1a dinh cao
nhit & luc dia Hoa Ky. Thang mudi 2014 Paul da
chinh phuc ca dinh cua nui Kilimanjaro va Everest s
Base Camp.
© Paul la mot dién gia day nang lugng, niém
" dam mé cbt 101 ma gitp do moi nguoi phat
hién ra hét tiém nang cua ho trong cudc song
va day nhimg ngudi khac 1am thé nao
dé thyc hién t duy Lean cho kinh doanh va thanh cong c4 nhan ciia
riéng ho. Ong d noi dén bao vé cac luc luong Israel, nhiéu cong ty
xay dung 16n, nhidu co s¢ gido duc va niém dam mé ciia minh la dé
truyén ba thong diép Lean trén khap thé gi6i.

Paul c¢6 hang ngan nguoi theo doi chuong trinh phat song cua minh, "The
American Innovator", noi 6ng day vé sitc manh cua sy sang tao va tu duy
Lean. Ong ciing chia s¢ nhimg hiéu biét va quan sat ctia ong, ciing v6i hinh
anh/thuée phim kinh ngac tir nhitmg chuyén di va nhimg cudc phidu luu cia
minh trén toan thé giGi.

Nim 2010 Paul didu hanh Thuong vién Hoa Ky tai Bang Washington

trén mot nén tang Lean, chuyén di chinh pha bang céch trao quyén cho
nguoi dan. Sau cude bau ctr, Paul da tiép tuc lam viéc vdi cac co quan chinh
phu khac nhau, day ho tu duy Lean va gitp ho tao ra

mdt nén van hoa Lean trong céc td chirc chinh phu

trén khap dit nudc.

Thang 6 nam 2011 Paul da gianh giai thuong doanh
nghiép ciia ndm bi tap chi Seatle Business. Ong ciing
d3 viét cudn séch ddu tién, 2 Second Lean, vé san xuat
va tao mot van hoa Lean vui vé. Nam 2015, Ong viét
cubn sach thir 2, Lean Health.

Trong nam 2013, Paul da dugc moi dé thuc hién cudc noi chuyén
TEDx vé viéc lam cho Lean vui vé. Va vao ndm 2014, ong dugc
moi tham gia Vién Lanh dao Liker, noi dng tiép tuc day cac khai
niém Lean cho nguoi khac.

Paul két hon v6i Lean 33 ndm, va 6 hai con: Andrea va Kolbe.

Ban c6 thé tim thiy “2 Second Lean” va
“Lean Health” ban in, sach audio, Audible, CD, va eBook tai tat ca ctra hang
ban 1¢ va ctra hang truc tuyén, hay truy cép 2secondlean.com.

Health
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Phién ban 3

2 s d Cho rang tit ci cac thao luan vé san xuat Lean
econ nham chan va toan biéu d6 va do thi?Poc cudn sach

I e a w  nay va ldy cam hing dé dang vui vé. Khong c6 biéu do

hodc d thi- chi c6 cude hanh trinh doi thue ctia mot
cong tyva cac két qua dang kinh ngac ma tu duy Lean c6 thé tao ra. Mét mot vai gio,
doc 2 Second Lean vathay doi cudc song cua ban!
"Paul Akers da x4y dung FastCap thanh cong ty dan dau cong nghiép va la mot tron

g nhiing cong ty san xudt tha vi nhit & My. Su sang tao, st dung triét dé ki€u My cta
ong vé nguyén tac san xudt Lean va ky thuét da khién ong tré thanh chuyén gia hang d
4u c6 nhu cdu cao d€ noi va day bi mat ctia minh cho tét ca céc t6 chic, tii cic nha
may dén cac bénh vién hay moi trudng van phong. Trong chuyén viéng tham cua toi
dén FastCap, nhén vién ctia Paul chi cho t6i mot s6 vi du vé cach ho da sa dung 2 Secon
d Lean d€ tiét kiém thoi gian va tién bac - hon rdt nhiéu so véi chi hai giay! Toi |
a mot tin d6, két hgp nhiéu chién luge va cic nguyén tic cta Paul vao qud trinh CQI
van phong riéng cta toi, gitp toi trao quyén va thuc ddy hon mét ngan chuyén gia
phép 1y va hé trg nhéan vién dé€ tiét kiém cho khach hang va ngudi ndp thué hang triéu
dola."

~Rob McKenna,

Bang Washington, Bj truéng tu phd Hoa Ky**Tiéu dé chi danh cho muc dich

nhén dang va khong bao ham moét su chiing thuc ctia Van phong Bo tu phap

hogc tiéu bang Washington.

Co6 duoc moc trén Lean!

2 Second

Lean

How 10 Grow People asd
Build sl onCulers ¢

; 4"; - 5 .‘ 2013 2014 -
m & Paul A. Akers

Doc vé cudc hanh trinh Lean ctia Paul va cach ong ap dung cac nguyén tac ndy vao cac khia
canh khac cta cudc doi minh. Hay dé y dén cudn sach Lean tiép theo cua ong tai paulakers.net!

Xem trang YouTube ciia chiing t6i, véi hon 2.000 video mién phi va
hon 4 tri¢u lugt xem

cong ty phat trién san pham qudc té dit tai Bellingham, WA.Di vé6i
tiéu st day du cua Paul, hay nh@p hoac nhap vao lién két bén dudi

paulakers.net/bio
78098476622

Paul Akers 1a nguoi sang 1ap va chu tich cua FastCap LLC, mot “ ““H “ ”






