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TOM TAT
Do 4n tap trung vao viéc ung dung phuong phap Lean Manufacturing nham kiém
soat 1ang phi san xuat va nang cao chat lugng san pham tai Cong ty TNHH KIENCO
PMG Viét Nam — doanh nghiép chuyén san xuat cac san pham 1am mat theo hinh thtrc
ODM va OEM, phuc vu thi trudng qudc té.

Qua khao sat thuc té, nhom sinh vién da nhan dién ba dang lang phi chinh:
e San phém 16i, chti yéu ¢ cong doan ép tao hinh va son.
e Thoi gian cho doi, do séiy kho tu nhién va van hanh may ép.
e Lang phi nhan cong, do phan cong chua hop 1y.
Tir d6, nhom dé xuat cac giai phap cai tién:
e Ap dung 5S dé cai thién moi trudng lam viéc.
e Chuan hoa quy trinh thao tac (SOP) nham giam 15i san pham.
e Dio tao va bd tri lai nhan sy giip t6i wu hoa nang lyc lao dong.

e Dau tu phong siy chuyén dung, thay thé cho phuong phap say tu nhién,
gitip rit ngan thoi gian sdy tir 24 gid xudng con 8 gid, nang cao hiéu suét va chat

lwong san pham.
Két qua cai tién cho thay:
e Ty 1¢1di giam.
e Hiéu suét cong doan sdy ting gap 3 lan.
e Giam thiéu thoi gian va chi phi lang phi.
e Tiang ning sut va do 6n dinh quy trinh san xuét.

Pay 1a minh ching cho thay hiéu qua ctia Lean Manufacturing trong viéc nang cao

hi€u qua van hanh doanh nghiép.
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Phu luc 02

_ PATHOC PA NANG CONG HOA XA HQI CHU NGHIA VIET NAM
TRUONG DAI HOC BACH KHOA Doc 1ap — Ty do — Hanh phuc
KHOA: CO KHI GIAO THONG

NHIEM VU PO AN TOT NGHIEP

TT | Ho tén sinh vién S6 thé SV Lop Nganh
1 Tran Tinh Vil 103200277 | 20HTCN | KT Hé théng Cong nghiép
2 Bui Cong Hoa 103200237 | 20HTCN | KT Hé théng Cong nghiép
1. Tén dé tai do én: UNG DUNG LEAN MANUFACTURING TRONG
KIEM SOAT LANG PHI VA NANG CAO CHAT LUONG SAN PHAM TAI

CONG TY TNHH KIENCO PMG VIET NAM.

2. bé tai thuée dién: O C6 ky két théa thudn sé hitu tri tué doi véi két qua thyc
hién
3. Cdc dir liéu ban dau:

Thu thap s6 liéu san xuat, thong tin don vi thuc tap, quy trinh san Xuét va cac

san pham,...)

4. Néi dung thuyét minh va tinh todn

1T Noi dung cong viéc
Khao sat thuc té doanh nghiép:
e Tim hiéu vé co céu t6 chic, san phdm va quy trinh san
1 xuét tai Cong ty TNHH KIENCO PMG Viét Nam.
e Xéc dinh 1y do chon cong ty lam d6i tugng nghién ctru.

Phan tich hién trang san Xuat:

e Nhan dién cac dang lang phi pho bién trong san xuat:

e San pham 16i (& cong doan ép va son).

e Thoi gian cho doi (sdy kho ty nhién, chd van hanh may
2 ¢p)- ,

e Lang phi nhan cong (bo tri chua hop 1y, thao tac thira,
thiéu SOP).

e Théng ké va phan tich s6 liéu 15i, nang suat va chi phi
lang phi.

Dé xuat giai phép cai tién theo Lean Manufacturing;
e Ap dung 5S dé sap xép moi trudng lam viéc gon gang.
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e Xay dyng va trién khai SOP (Quy trinh thao tac chuan)
dé giam 15i thao tac.

e Dio tao lai cong nhan nham ning cao tay nghé va y
thirc tudn tha quy trinh.

e T6i vru héa nhan lyc bang cach bé tri lai lao dong gitra
cac cong doan.
Pau tu xdy dung phong sy nham:

e Rut ngin thoi gian sdy (tir 24 gio xudng 8 gio).

e Ting hiéu suat cong doan sdy gip 3 lan.

e Khong phu thudc vao diéu kién thoi tiét.

Panh gia hidu qua cai tién
So sanh trudc va sau khi cai tién vé:

e Ty ¢ 16i.

e Ning suét lao dong.

e Thoi gian sdy va s6 mé san xuat/ngay.

e Chi phi lang phi (giam dén 33,7% chi phi gia cong
thira).

e Phan tich kha ning hoan vén cua giai phap dau tu (trong
vong 7 thang)

Kién nghi trién khai:

e Ap dung thir nghiém cac giai phap trong mot khu vuc
nho trude khi mé rong.

e Thanh lap t6 giam sat hiéu qua cai tién.

e Dao tao cong nhan theo quy trinh mai.

e Mo rong cai tién theo mo hinh Kaizen (cai tién lién tuc).

6. Ho va tén nguwoi hwéng dan Phan / ngi dung

Th.S: Tén Nit Huyén Trang Toan bo

7. Ngay giao nhiém vy dé dn:1/3/2025

8. Ngay hoan thanh doé dan:19/5/2025
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LOT NOI PAU VA CAM ON
Db an tt nghiép 1a mot phan quan trong trong chuong trinh dao tao k¥ su, gitp sinh
vién van dung kién thirc d3 hoc vao moi truong lam viéc thuc té. Trong qué trinh thyc tap
tai cong ty TNHH Kién C6 PMG Viét Nam, ching em da c6 co hdi hoc hdi va tich Ity dugc
nhiéu kinh nghiém quy bau, tir d6 hiéu rd hon vé cach van hanh cua doanh nghiép ciing

nhu nhiing k¥ nang can thiét trong linh vyrc ma nhom dang theo dudi.

Do 4an tot nghiép nay 1a két qua ciia qua trinh 1am viéc, hoc hoi va nghién ctu tai
cong ty. Noi dung bao cao phan anh nhirng cong viée thuc té nhom di tham gia, ddng thoi
1a co hoi dé phan tich, danh gia va rat ra bai hoc quy gia.

Chung em xin chan thanh cam on cong ty TNHH KienCo PMG Vi¢t Nam, cac
anh/chi huéng dan tai don vi thuc tap va cac Théy C6 Khoa Co Khi Giao Thong - Truong
Pai Hoc Bach Khoa, Pai hoc Pa Ning di tao diéu kién thuan loi va hd trg em trong sudt
qua trinh thyc hién dd 4n tbt nghié¢p. Pac biét, nhom xin gui 101 cdm on sau sdc dén c6 Ton

Nit Huyén Trang di tin tinh huéng dan, gitp d& dé nhém hoan thanh nhiém vu dugc giao.

Mic du da nd luc hoan thién, nhung do thoi gian va kinh nghiém, bao c4o kho tranh
khoi nhirng thiéu sot. Chiing em rat mong nhan duoc sy gdp ¥ tir quy thiy cb va cac anh/chi

dé hoan thién hon trong tuong lai.

Nhom ching em xin chan thanh cam on!
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Ung dung lean manufacturing trong kiém sodt lang phi va ndng cao chdt hrong san pham tai cong ty TNHH
KIENCO PMG VIET NAM

CHUONG 1: GIOI THIEU VE CONG TY TNHH KIENCO PMG VIET NAM.
1.1 Thong tin chung vé PMG ATLAS

So lugt vé sy hinh thanh va phat trién cta cong ty dua vao PMG ATLAS thi chiing
ta biét rang ho s& lam viéc véi mot loat thwong hiéu trén khap thé giéi dé doi moi y tuong
thanh cac san phém thuc su. VGi su nhanh nhen chién luoc va tai nguyén nang dong, ho s¢€
dang cap thé gidi khi phat trién san phim

Pugc thanh 1ap vao nim 2012, Tap doan san xuat sian pham Atlas 1 mot cong ty
thiét ké, k¥ thuat va san xudt hop dong chuyén vé 16i séng va Cong nghé 10T cho cac
thuong hi€u nang luong cao.

Poi ngii bao gom:

JOSEPH PRUITT - FOUNDER, CEO

DAVID HEMMING - FOUNDER, COO (Giam dbe cong ty FMG hién tai)

YANA XIE - DIRECTOR OF OPERATIONS

RYAN JIANG - LEAD MECHANICAL ENGINEER

KENNETH SHAN - LEAD QUALITY MANAGER

KYLE AASNESS - INDUSTRIAL DESIGN

SKYLER ZHENG - SOURCING SPECIALIST

San pham chinh bao géom: Kamado Joe, Kudu Grills, Fire & Flavor, Spider
Grills.

Viéc lya chon Cong ty TNHH KIENCO PMG VIET NAM lam ddi tuong nghién
ctru 1a boi day 1a mot doanh nghiép méi thanh lap, dang trong giai doan hoan thién hé thong
san xuat va van hanh. Do dic thi san phém xuat khau véi yéu cau chit luong cao, viéc nhan
dién va loai bo cac diém lang phi trong san xuat 1a yéu té then chbt dé dam bao hiéu suit,
giam chi phi va nang cao kha ndng canh tranh. Pay chinh l1a 1y do nhom lya chon 4p dung
cac cong cu Lean Manufacturing dé danh gia thuc trang va dé xut giai phap cai tién quy
trinh san xuat tai doanh nghiép.

1.2 Théng tin vé don vi thue tip

Cong ty TNHH Kién C6 PMG Viét Nam 1a dy an 100% vén dau tu Hoa Ky, dugc
cap phép dau tu vao thang 3 nim 2024. Nha may dit tai Lo s6 9, Khu cong nghiép Pién
Nam — Dién Ngoc, thi x4 Dién Ban, tinh Quang Nam. Cong ty chuyén san xuit cac san
ph'flm tr nhua EPS va kim loai tAm theo hai hinh thuc:

« OEM (Original Equipment Manufacturer) — Gia cong theo mau c6 sin

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 1
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Ung dung lean manufacturing trong kiém sodt lang phi va ndng cao chdt hrong san pham tai cong ty TNHH
KIENCO PMG VIET NAM

« ODM (Original Design Manufacturer) — Thiét ké va san xuét tron goi
theo yéu cau khach hang.

San pham chu lyc cta cong ty 13 cac loai thing lam mat (coolers) c6 dic tinh nhe,

hiéu suat cao, dat ti€u chuan xuat khau.

Véi nang luc thiét ké va san xuat dong thoi, Kién C6 PMG Viét Nam giit vai tro 1a
mot mat xich chién lugc trong chudi cung tmg toan cau — tir phat trién y twong san pham

dén gia cong, lap rap, kiém soat chat luong va giao hang.
1.3 Ly do chon cong ty 1am d6i twong nghién ciru

La mot doanh nghiép méi thanh 1ap va dang trong giai doan hoan thién hé théng
san xuat, Cong ty TNHH Kién C6 PMG Viét Nam dang ddi mat v6i nhiéu thach thic lién
quan dén hiéu suat van hanh, kiém soat chat luong va t6i wu hoa quy trinh. Ddc biét, voi
dinh hudng xuét khau san pham sang cic thi trudng yéu cau ki thuat cao va do chinh xac
nghiém ngat, viéc nhan dién va loai bd cac lang phi trong san xuat trg thanh yéu t6 then

chot nham nang cao nang lyc canh tranh va ddm bao su phat trién bén virng.

Xuét phét tir thyc tién d6, nhoém nghién ciru da lya chon Cong ty TNHH Kién Cé
PMG Viét Nam lam ddi tuong khao sat dé trién khai img dung cac cong cu ciia Lean
Manufacturing nhu 5S, ECRS, SOP... nham danh gia hién trang san xuét, nhan dién cac
diém nghén va dé xuat cac giai phap cai tién phi hop vai diéu kién thyc té ctia doanh

nghiép.
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Ung dung lean manufacturing trong kiém sodt lang phi va ndng cao chdt hrong san pham tai cong ty TNHH
KIENCO PMG VIET NAM

1.4 So @6 co cAu td chire
m Mr. David I

| I 1
[Eee— 1] TS| |

Production Technical

Hoang Tham To Binh
KC0006 KCOO30

Anh Diep Hong Thuy
KC0036 KC0005

VanY Thu My Minh Ngoc — | Mr. Xuan

KC0007 KC0029 KCo016 Security guard
Mr. Dung
Security guard

Hoang Huong Quynh My Tan Truong
KC0004 KC0002 KC0034

Hong Thuy
KC0005

Hinh 1.1 Co ciu té chirc ciia cong ty
B0 may to chtic ciia cong ty duoc chia thanh cac bo phan chinh nhu sau:
e Production (San xuit)

. Production — Viet Duy (KC0015): Phu trach hoat dong san

xuat chinh.

. Technical — Hoang Huong (KC0004): Phu trach k¥ thuat, hd

trg cai tién quy trinh va may moc.
e Quality Control (Kiém soat chit lwgng)
° Quynh My (KC0002): Chiu trach nhi¢m dam bao chét luong

san pham, dong vai trd quan trong trong viéc loai bo lang phi do 15i san

pham.
° Céac nhan vién hd tro: Thu My (KC0029).

e Production Control (Piéu dé sin xuit)
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Ung dung lean manufacturing trong kiém sodt lang phi va ndng cao chdt hrong san pham tai cong ty TNHH
KIENCO PMG VIET NAM

o Hoang Tham (KC0006), Tan Truong (KC0034), Anh Diep
(KC0036): Quan Iy tién do san xuat, phan bd ngudn luc, didu phdi lich trinh

— yéu t6 then chét trong viéc toi uu hoa dong chay va thoi gian chu trinh.
. Ho trg: Minh Ngoc (KC0016)
e General Affair (Hanh chinh — tong vu)
. Hong Thuy (KC0005)
o Mr. Xuan & Mr. Dung — Security guards
. Quan 1y co s ha tang, vé sinh, bao vé, an ninh nha may.

° Phu trach nhan sy, ho so nhan cong, ho trg cong viéc hanh

chinh no1 bo.
. Quan ly hoat dong bao v¢, an toan lao dong.

e Accounting (K& toan)

Thi Binh (KC0030)

Hong Thuy (KC0005) (phu trach thém ké toan)

Theo di chi phi san xuat, tinh gia thanh san pham.

. Quan ly ngan sach, héa don, cong no, tién luong.

1.5 Théng tin vé san phim cong ty dang san xuit

. Céc dong san pham hién c6 :
RR25, RR45, RR65, RR85 va RR115
. Mau sic san pham:

Blue, Green, Gray, Tan, White.
U'u diém noi bat ciia sin pham

. Khoi lugng nhe, do bén cao
— Gitp dé dang van chuyén hodc mang véc trong nhiéu dicu ki¢n khac

nhau.

. Khong gian luu trit 10n, kha ning giit lanh 1én dén 7 ngay

— Phu hop dé bao quan thuc pham, nude udng khi di xa.

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 4
Bui Cong Hoa
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Nap thung da nang

— C6 thé dao nguoc lam mat ban, tién lgi trong cac hoat dong ngoai troi.

— Thiét ké c6 hoc dung cdc, chén, rat phu hop cho cac chuyén da ngoai,

cam trai.

Tay cam tich hop trén than thing

— Gitip dé dang mang theo va di chuyén san phdm mot cach thuan tién.

Céc loai san pham hi¢n tai cong ty dang san xuat.

Loai Hinh anh Kich c&

RR25 350 x 400,5 x
301,5

RR45 457,2 x 685,8 x
330,2

RR65 457,2x685,8x393,7

RR85 457,2x825,5x431,8

SVTH: Tran Tinh Vi
Bui Cong Hoa
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RR115 430,9x956,9x431,1

T e -
T T = Ty =

an phfl}h tai cEing ty

Béng 1.1 Cic loal J
Du 4n cai tién 1an nay tip trung vao hai dong san pham RR25 va RR65 — day 1a
cac san pham c6 san luong 16n nhét, thuong xuyén duge dit hang theo ca hai hinh thic
OEM va ODM. Do d6, cai tién nay tac dong chi1 yéu dén hiéu suit san xuat va chi phi van

hanh, thong qua anh huong tryc tiép dén quy trinh san xuét cac san pham chinh.

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 6
Bui Cong Hoa
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1.6 Cong doan sin xuit sin pham

Ha]t;}\,]g va { May Kich No Si I(‘)g dGllnLilhat May tao hinh }
el o e o
{ Son pu { Kiém Tra Son pu } { Kiém Tra }

An 1 Chat Luong 14n 2 Chat Luong
{ bong Goi Lap Rap Clﬁé%nﬁgcﬁg } { Son UV }

Hinh 1.2 Cong doan san xuét

1.7 M ta cong doan sin xuat

Cong doan kich né EPS

Hat nhya EPS (Expanded Polystyrene), con dugc goi 1a mut xép, la mot loai vat
liéu nhya dugc st dung phé bién trong nhiéu linh vuc hién nay. EPS duoc san xut dudi
dang hat nho, bén trong chtra khi d& chay nhu Pentane (CsH.2), nén can dugc bao quan va
str dung can than.

Thanh phan ciia hat EPS bao gom khoang 90-95% Polystyrene va 5—10% chat tao
khi nhu Pentane hoac Carbon Dioxide. Khi trai qua qua trinh xtr Iy nhiét, cac hat nay
s€ gian no, tang kich thudc va két dinh lai v6i nhau. Nho dic tinh nay, EPS co thé
duoc dinh hinh thanh nhiéu san phém khéc nhau tuy theo muc dich st dung nhu: vt li¢u

cach nhiét, bao bi, vat li¢u xay dung, hodc cac san pham trang tri.

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 7
Bui Cong Hoa
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Hinh 1.3 Hat nhua Eps

Nap nguyén liéu
(Hat nhua EPS vao phéu)

— _/

. ™ . ™
v Hut 1én silo chira tam Buam\gf;okli:::ﬁhn:g &

— _/ S _/

' *\ ' ™
4 (13 ia;pnf.‘:iéiumé) Hut Ién silo chira

- _ — —y

~ ™~ -~ ™~
+ (10 gié':;:,atgzl‘lggai hat) X Lam mat va sy khé

e — ~ _/

Hinh 1.4 Quy trinh xi ly hat nhya Eps

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang
Bui Cong Hoa
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Cong nhan dang d6 hat EPS vao phéu

Hinh 1.5 Cip li¢u hat EPS vao phéu

Sau khi cap liéu hat Eps vao phéu thi s& dua 1én bon chira may kich no.

Hinh 1.6 May kich né EPS

Cong doan ép

Trude khi van hanh may ép thi s€ c6 nhitng cong doan sau:
e Kiém tra gas, nudc va dot 1o.
e Bat nudc lam mat.

e Thap nudc: Giadi nhiét nudc nong thanh nudce lanh dé [am mat nudc cung

cap nudc cho may ép.

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 9
Bui Cong Hoa
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Hinh 1.7 Thap nwéc

May nén khi: Cung cap khi cho piston va logo.

Hinh 1.8 May nén khi

Lo hoi: Tao hoi ndéng dé cung cap cho may ép dé du nhiét tao ra san pham.

Hinh 1.9 Lo hoi

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 10
Bui Cong Hoa
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I/ o

Hinh 1.10 May ép

Pay la cong doan quan trong gitip dinh hinh san pham sau khi hat nhya EPS da qua
xur ly kich n¢. Trudce khi van hanh may ép, cong nhan phai thuc hién mdot s6 bugc chuan
bi:

e Kiém tra gas, nuéc va dot 10 hoi dé tao hoi nong cung cap nhiét cho may
ep.

e Bat hé théng nude lam mat, két hop véi thap nudce gitp lam lanh nude
tuan hoan phuc vu may ép.

e Khai dong may nén khi dé cung cap khi nén cho piston hoat dong va tao
hinh logo trén san pham.
Kiém tra chat lwong sau khi ép
Sau khi ép thi san pham c6 mot sb 161 nhu sau:

e Kiém tra trong luong(Nap 170g-250g/ Thung 360g-600g).

e Kiém tra d6 cong vénh bé mat.

e Kiém tra ngoai quan(khong bi bé, nut, trdy xudc).

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 11

Bui Cong Hoa
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Hinh 1.12 Ldi cong vénh bé mit

* Chu thich: Néu cong vénh ho nhe thi dat, con néu c6 d6 ho 16n thi 15i.

SVTH: Tran Tinh Vii GVHD:Th.S Tén Nit Huyén Trang
Bui Cong Hoa
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Hinh 1.13 Léi sirc canh logo

Hinh 1.14 Kiém tra trong lwong ciia san phim
Luu Kho

San pham sau khi ép duoc dua luu kho theo 16 san xudt va tiy thudc vao timg loai

san pham.

Hinh 1.15 Luu Kho

Mai lam sach bé mat

Mai lam sach bé mat bao gom céc budce sau:

o Budc 1: Kiém tra san phadm ngoai quan bang mit.
o Budc 2: Mai phan xdp du xung quanh san pham.
SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 13

Bui Cong Hoa
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o Budc 3: Mai phan x6p du ( bavia ) xung quanh logo (
hinh 1B).

. Budc 4: Mai phan 16i chdt pin & dé san pham ( hinh
1A).

o Budc 5: Kiém tra ngoai quan toan bo san pham theo

bang tiéu chuan.

Hinh 1.16 Mai 1i san pham

Quy trinh son
San pham duoc phu cac loai son sau:

e Son PU (Polyurethane) gitp ting d6 cing bé mat, bao vé thiing trude cac
va cham.

e Son UV (Ultraviolet) gitip ting kha ning chong trdy xudc, chong tham
nude va khong bi bién dang trude cac tac dong cua thoi tiét.

e Lop son chéng truot (Anti Slip) duéi day thung giup tao d6 bam cho san
pham.

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 14
Bui Cong Hoa
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4 N\
Ban thanh pham
N\ l J
4 N\
Son PU lan 1
Kiém tra lan l(kiém NG .
tra d6 day son, 16 Stra 161 lan 1
kim,...)
\ J
oK |
A 4
4 ™\

Phun PU lan 2( rai
hat tao d6 nham bé

mat
L at)
A\ 4
4 N\
.2 A NG , X 1A
Kiém tra lan 2 Stra 101 lan 2
. J
OK I
A
4 N\
Son UV
A\ J

Hinh 1.17 Quy trinh son

Qua trinh son san ph'flm duoc thuc hién béng may son GRACO REACTOR 2 E-
XP2 dugc nhap khau tir My.

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang
Bui Cong Hoa
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Hinh 1.18 M4y son

Viéc thuc hién son méng 16p 1 1a d€ phat hién ra nhiing 161 nhu mép méo va tray
xudce,sau do6 di kiém tra va sira 16i.

Hinh 1.19 Sira 18i 14n 1

Sau khi stra 16i 1an 1, thi san phém s& duoc dem vao son PU 1an 2 (rai hat), tao do

nham cho bé mat.

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 16
Bui Cong Hoa
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Hinh 1.20 Son PU lan 2

Néu phat hién 15i nhu 1a 1 kim, thi cong nhan s& dung tim dé tram 16 kim do.

Hinh 1.21 Tram 15 kim

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang
Bui Cong Hoa
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Sau khi son lan 2 thi dugc dua di son UV lam bong tdng tinh thdm my cho bé

mat san pham.

Hinh 1.22 Son UV tao dd béng cho san phim

LAip rap va déng goi

. . Rap linh , . Tong
Dan Roang Ban vit kign Dong goi (minute)
R25 1°30s I’ 45s I’ 4°25s
R45 1°50s 2’ I’ I’ 5°50s
R65 1°50s 2°30 I’ I’ 6°20s
R85 2°10s 2°40s 1’40s I’ 7°30s
R115 4’ 4°15s 2’ 2’ 12°15s
Bang 1.2 Bang thoi gian lip rap va déng géi cho tirng san pham
SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 18

Bui Cong Hoa
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1.8 Tiéu chuén sian pham

Pé dap ting yéu cu xuit khiu sang thi trudng MY, cong ty ap dung céc tiéu chuin
kiém tra nghiém ngit cho timg cong doan san xuét.

1.8.1 Tiéu chuin mai

Trudce khi thao tac mai kiém tra 161 hay 16m. Néu tat ca 14 phan 16i 1én thi tién hanh

mai. Néu c6 mot chi tiét 16m, thi tién hanh tram phan 16m bang keo hodc ba mastic.

No Muckiémtra  Phwong phap Tiéu chuin
) . Khong ¢ vét tray, )
1 Ngoai quan Mat xudc,161/16m, khong bui mai, logo sac

nét, khong bi v canh.
Bé mat phang, khong bi cong

2 Do phang bé mat Thudc ké vénh,

Bang 1.3 Tiéu chuan kiém tra mai

1.8.2 Tiéu chuén son UV

Kiém tra thoi gian son ciia thung PU trudc khi son UV, t6i thiéu 1h sau khi sira 16

PU.
Muc kié Ph . 2 Ao
No ue kaem u’('mg Tieu chuan Hau qua
tra phap ;
7 .. Néu kho t tiéu chua
Khoang thoi IO £ ou xnong d% eu chuan,
can oitta Xem ban Tai thieu 1 tiéng sau 16p son PU s€ khong bam
] slansiua D OANE i tram keo, to1 da 24h  dinh tot, gdy bong troc va
son PU va ghi chép , , X X
UV sau son PU. anh hudng dén chat lugng
’ san pham.
N Neéu khong dat tiéu chuan,
Thot gian 16p son UV s& khong kho
2 chogitahai DPdnghd  Téi thiéu 15 phit. P SOTL LIV S¢ KOS Ko
A déu, gy ra céac 101 nhu chay
lan son UV. X 11t g A
son, 16 khi/phong son.
Lop son dong déu, Neéu khong dat ti€u chuan,
3 Ngoai quan. Mt khoqng xuat:h1¢r} cdc 101: san phanAl s€ c6 ngoai quan
chay son,lo khi/phong  kém, khong dat yéu cau ve
son, bui, bong tréc son. tham my va chat luong.
NS £ s X Néu khong dat ti€u chuan,
Mau sac va Giong voi mau chuan <an pham S8 o6 neoal auan
4 d6 dong Mat khi quan sat bang mat n phan goat quah
. ) kém, khong dat yéu cau ve
mau. thuong. 2 ST 2
tham my va chat lugng.
Bang 1.4 Tiéu chuin son UV
SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 19
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1.8.3 Tiéu chuan lip rap

Kiém tra tryc quan thung giit nhiét trude khi 1ap rap.

Muc

No kiém
tra

Khoi

luong

thung

[y

Lap
giodng
nap

3 Lap vit
Lap chi

4 tiét
nhua

Phwong
phap

Can siét luc

Mit

SVTH: Tran Tinh Vi
Bui Cong Hoa

Tiéu chuan

1.83 kg (1.56kg - 2.20 kg).

Gioang song song voi canh.
Do bam dinh chac chan ¢ 4

goc, khong boc duge bang tay.

Luc siét vit 1én
Luc siét vit nho
Vit duoc lap dang hudng,
khong 16ng, khong thiéu, hu
bc.
Khong c6 hu hong, tray Xudc
chi tiét nhya, khong thiéu
miéng dém cao su phia trong,
khong b1en dang bang 18 khi
lp. Tay cam chic chin, xoay
chuyén dé dang. -

Béang 1.5 Tiéu chuan lap rap

GVHD:Th.S Tén Nir Huyén Trang

M0 ta 16i phé bién

Khoi lugng khong dat
yéu cau

Gioang hu hong, tray
xudc, chir in bi mat

Vit lap sai huéng,
long, thiéu, hoac hu
oc.

Chi tiét nhya bi hu
hong, triy xudc, thiéu
miéng dém cao su,
bién dang bang 1¢, tay
cam khong chac chan.
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1.8.4 Tiéu chuan son PU

Kiém tra bé ngoai thung nip xdp trudc khi son, phang, khong co go, khong c6 chi

tiét 16i/16m, logo sdc nét, khong v& canh.

No Muc kiém tra Phwong phap Tiéu chuin
Ngoai quan sau khi s c Khéng c6 15i 16, 16m,
1 son PU Quan sdt bang mat khiém khuyét trén bé mit son.
2 Thy gian cha kho Péng hb Téi thiéu 5 phat.
Ngoai quan sau khi s 2 Khéng c6 16i 16, 16m,
3 son PU Quan sat bing mat khiém khuyét trén bé mit son.
Z. . Thung:1.08 kg - 1.5kg
4 Khéi lugng Can 30 kg Néip:0.48 ke - 0.7 ke
cn, A AA R X A Nhiét d60 <40 d6 C
5 Nhiét @0 - do am bong ho D6 Am < 85%
Ap suat may phun son:
1900 -2100 Psi
Nhiét do bom li¢u A:
A I s z 65-70d0 C
6 Thong s6 may Quan sat bang mat Nhiét d6 bom liéu B:
60 -65d6 C
Nhiét do ong day: 60 -
65do C
Bang 1.6 Tiéu chuéin son PU
1.8.5 Bang tong hop tiéu chuin theo cong doan
Cong  Muc tiéu i z . Thiét bi kiém
doan Kidm tra Ti€u chuan Phuwong phap tra
Mai Ngf)an quan, {(h(ing trlay xudc, Quan sa‘E, dung Mt thude ké
do phang bé mat phang thudce
Son Ngoai quan, Khong r6, khong Quan sat, dong

10m, thoi gian khoé > 5

Mit, dong ho

P hoi gian kho ) hd
U thot gian kho phit 0
Son  DPobamdinh, .  SONEChAY SO gl e thoi Coa s
) dong déu mau, khong . . Mat, dong ho
[0AY% ngoai quan A gian, quan sat
phong son
Lip Khéi luong, A V it cl?ac’, gloansg Can, mat, can  Can, mét, can
. N deéu, dung vi tri, khong % "
rap vi tri lap siét luc siét luc

thiéu linh kién

Bang 1.7 Téng hop tiéu chuin kiém tra sian phim theo tirng cong doan

SVTH: Tran Tinh Vi
Bui Cong Hoa

GVHD:Th.S Tén Nir Huyén Trang
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CHUONG 2: VAN PE LANG PHI TRONG QUY TRINH SAN XUAT
2.1 Co s 1y thuyét vé lang phi
2.1.1 Cac loai lang phi

C6 7 loai lang phi bao gom:

1. San xuét du thira xay ra khi san phém duoc san xuit ra nhiéu hon hodc
nhanh hon, sém hon so v&i yéu cau cta khach hang. Mot thuc té phd bién din dén ling
phi nay 1a do nha san xuét theo 16 16n. San xuét thira dugce coi 1a loai lang phi tdi té nhat
bdi vi n6 an hodc phat sinh ra nhitng lang phi khac. San xuét thira din dén hang ton kho
qua muirc, dan dén chi phi cho khong gian luu trit, bao quan, ma cac hoat dong d6 hoan

toan khong mang lai gi4 tri gia tang cho khéach hang.

2. Cho doi 12 thoi gian cong nhan hay may méc nhan rdi boi sy tic nghén hay
do dong san xuét trong xudng thiéu hiéu qua. Thoi gian chd doi bao gom ca thoi gian tri
hodn giita mdi dot gia cong ché bién san pham. Viéc chd doi lam tang thém chi phi dang

ké do chi phi nhan cong va khiu hao trén timg don vi san luong bi ting 1én.

3. Lang phi trong van chuyén & day dé cap dén bat ki sy chuyén dong cia
nguyén vat liéu/ vat tu nao khong tao ra gia tri tang thém cho san phém, ch:fmg han viéc
van chuyén nguyén vat liéu giita cac cong doan san xuat. Viéc di chuyén giita cac cong
doan lam kéo dai thoi gian chu ki san xuét, dan dén viéc str dung lao dong va mat bﬁng

kém hiéu qua, c6 thé gdy nén nhitng dinh tré trong san xuét.

4. Khuyét tat va sai s6t: Bén canh cac khuyét tat vé mat vat 1y truc tiép lam
tang chi phi hang ban, khuyét tat ciing bao gdm cac sai sot vé gidy to, thong tin sai léch vé
san pham, giao hang tré, san xut sai quy cach, sir dung qua nhiéu nguyén vat liéu hay tao
ra ling phi phé liéu khong can thiét.

5. Ton kho: & dang nguyén li¢u thd, vat li¢u, ban thanh phém, thanh phém déu dan
dén lang phi vé vbn vi khong tao ra dugc thu nhap cho ngudi san xuét hay gia tri cho
nguoi tiéu dung. Bat ¢t loai hang ton kho nao trong s6 déu can dugc téi uu hoa dé tranh
lang phi.

6. Thao tac thira bao gdm bt ki cac chuyén dong tay chan hay viéc di lai
khong can thiét cia cong nhan khong gan lién voi viée gia cong san pham. Chang han nhu
viéc di lai khip xuong dé tim dung cu lam viéc cling nhu cac chuyén dong co thé khong

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 22
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can thiét, hay bat tién do quy trinh thao tac dugc thiét ké kém 1am cham toc d6 1am viéc
cua cong nhan.

7. Gia cong thira c6 nghia 1a phai 1am nhiéu thao tac, nguyén céng hon mtrc
can thiét phai ¢ dé tao ra san pham yéu cau khach hang. Vi du nhu viéc danh bong hay
1am lang that k§ nhimg diém trén san phdm ma khach hang khong yéu cau, khong quan
tam va khong thanh toan.

2.1.2 Phwong phap phong ngira loai b6 lang phi
Céc phuong phap phong ngura va loai bo lang phi thudc cac chirc nang ky thuat
cong nghi¢p nhu ¢ bang sau:

Chirc nang Ky thuat Cong

STT Lang phi nghiép
1 San xuat du thira Xéac dinh va diéu chinh san pham
2 Cho doi Diéu chinh san xuét, cai tién ton tai
3 Di chuyén Bé tri mit béng, Thiét ké cong viéc
4 Van chuyén Chuyén dbi hé théng thiét ké
5 Gia cong thira Quan ly cong nghiép, cai tién chat

luong

6 Tén kho Quan 1y ton kho
7 San phig:l loi, tat Quan ly chét lugng

Bang 2.1 Phuong phap phong ngira va loai bé lang phi
Ngudn: Nguyén Nhu Phong (2012)
2.1.3 Lgi ich khi loai bé lang phi

e Giam thiéu lang phi vé van chuyén, di chuyén bét hop Iy...gitip doanh
nghiép sap xép, bd tri mat bang noi lam viéc hop 1y, dam bao thoi gian san xuat,

giao hang, cung cip dich vu dung thoi han.

e Giam thiéu lang phi do sai 161 khuyét tat, giai quyét cac van dé khong phu
hop trong qué trinh san xuit, cung cip dich vu doanh nghiép trong qué trinh san
xuét, hoat dong va ha gia thanh san phém hodc dam bao gia ca voi ddi vé6i dbi thu
canh tranh. Ttr d6 nang cao nang luc canh tranh, hinh anh va tinh chuyén nghi¢p cho

doanh nghiép.
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e Giam thi€u céac hao phi, lang phi trong qua trinh san xuat, giap cac doanh
nghiép nang cao hiéu qua dau tu vao cac hoat dong san xua kinh doanh va cung cip
dich vy, 1am tang gié tri cho doanh nghiép.

e St dung hop 1y nguyén vat liéu san xuét va ngudn ning luong phuc vu cho
qua trinh san xuat kinh doanh cta doanh nghiép. Diéu nay, c6 nghia 1a doanh nghiép
san xudt kinh doanh theo hudng than thién v&i moi trudng va co trach nhiém véi xa
hoi.

e Giup cai thién hiéu qua doanh nghiép bang cach chi rd nhitng khu vyc can
cai tién va dam bao duoc cac muc tiéu: san xuit dung luc, dap img nhu ciu san xudt
dung thoi han, bé tri sdp xép néi lam viéc hop 1y nhim dat hiéu qua, danh gia qua
trinh bang viéc sir dung nguoén luc, chi mua dung thi thay khi can thiét, san xuat ma

khong c6 hang bi sai 16i, san xuat nhiing gi ma 1a co thé ban dugc.

e Khi doanh doanh quan Iy hiéu qua hoat dong san xuat, chwong trinh phat
trién doanh nghiép. Tir d6, gitip quang ba doanh nghiép trong cong dong va cac to
chtrc trong va ngoai nudc, tao thém nhiéu co hoi viée 1am cho nguoi lao dong, nang

cao thu nhap.
2.2 Vén deé lang phi tai cong ty KIENCO PMG VIET NAM
2.2.1 Lang phi san pham 15i

San pham 161 1a san pham khong dat yéu cau vé chat lugng vé tiéu chuan cua cong

ty, cac thong tin vé kich thudc k¥ thuat va chét luong. Theo quy trinh san xudt tai xuéng
cong ty KIEN CO PMG VIET NAM, qué trinh kiém tra duoc thuc hién sau mdi cong

doan. Qua d6 c6 thé thiy thoi gian kiém tra chit luong chiém rat nhiéu thoi gian, sb san

pham 15i chu yéu xay ra & cong doan ép tao hinh va trong qua trinh son. Dudi ddy 1 bang

thé hién ty 1¢ 16i ctia cong doan ép tao hinh:

Ngay San hrong san xuit trong ngay San hrong phé pham Ty 18(%)

3/2 79 12 15.19
4/2 180 0 0.00
5/2 114 0 0.00
6/2 80 4 5.00
7/2 70 4 5.71
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10/2 150 0
11/2 150 1
12/2 100 6
13/2 140 2
14/2 134 3
15/2 288 0
17/2 360 4
18/2 391 2
19/2 128 0
20/2 150 6
2172 134 0
22/2 52 2
24/2 102 3
25/2 131 4
26/2 114 2
27/2 148 4
28/2 155 1
Tong 3350 60

Bang 2.2 Ty 1& san pham 15i ctia may ép tao hinh thang 2

0.00
0.67
6.00
1.43
2.24
0.00
1.11
0.51
0.00
4.00
0.00
3.85
2.94
3.05
1.75
2.70
0.65
1.79

bé danh gia hiéu qua kiém soat chat lugng tai cac cong doan san xuat, nhém da

tién hanh tong hop sb liéu 15 theo ting tudn va theo thang. Viéc truc quan hoa dit liéu

bang biéu dd gitip d& dang nhan dién xu hudng phat sinh 18i, tir 46 dé xuit cac giai phap

cai tién phu hop.
So sanh s6 16i theo tuan giita cac cong doan
30
26
- 24
20 17 17
15
15 12 12
10 9
5 l
0
5 6 7 8
Tuan
m S 16i (ép tao hinh) ™S4 16i (son)
Hinh 2.1 So sanh s6 15i theo tuén
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Bicu d6 dudi day the hién s6 161 phat sinh theo tirng tuan tai hai cong doan chinh:

ép tao hinh va son. C6 thé thiy, cong doan ép tao hinh c6 s6 16i cao dot bién trong tuan 6,
trong khi cong doan son c6 xu hudng 18i phan bd déu hon. Pidu nay cho thiy can tip
trung cai tién quy trinh va kiém soat chat lugng chit ché hon tai cong doan ép tao hinh,

dic biét trong giai doan dau thang.

So sanh téng s6 6i theo thang gitra cac céng doan
100

88

80
60
40
20

Ep tao hinh Son
Théang 2

Hinh 2.2 So sanh s6 15i theo thang

Khi tong hop theo thang, cong doan son c6 tong s 15i cao hon dang ké so véi ép
tao hinh. Diéu nay phan anh dic thu k¥ thuat ciia cong doan son von d& phat sinh 156i do
yéu to méi trudng, thao tic thu cong va yéu cau k§ thuat cao. Do d6, viéc dau tu vao dao

tao tay nghé, cai tien SOP va ki€m soat di€u kién son 1a rat can thiét.
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bé xéc dinh cdc nguyén nhan chinh gy ra 10i trong qua trinh san xuat, nhém da su

dung biéu do Pareto — mot cong cu phan tich pho bién trong quan 1y chat luong. Biéu do
Pareto dudi day thé hién ty trong cac loai 161 phd bién tai cong doan ép tao hinh va cong

doan son, gitip 1am rd dau 1a nguyén nhan chinh can wu tién xtr ly.

Biéu do Pareto san luong phé pham theo ngay

14 120
12 100
10
80
8
60
6
40
4
) 20
0 0
AN N AN N &N &N &N &N &N N NN NN NN NN NN
NSNS SN SN N SN N N S S SN NSNS S SN NS S S SN~
M < IO O N O «—~ N O < IO N 0 OO0 O v~ AN ©© IO O IN
~ - — — Y ¥ — — — N N N &N N N NN

mmmm S6 lvong phé phdm  e=@=Ty L& tich LTy (%)

Hinh 2.3 Biéu dd thé hién ty 1¢ 1i theo ngay ciia may ép tao hinh trong thing 2
Ngay 3/2 ¢6 s6 luong phé pham cao nhét véi 12 san pham 151, chiém ty 18 1on nhat
trong toan b thang.
Ngay 12/2 va 20/2 ¢6 s6 lugng phé pham cao thir hai véi 6 san pham 16i mdi ngay.
Ngay 6/2, 7/2, 17/2, 25/2 va 27/2 ¢6 s6 luong phé pham 1a 4 san pham 15i mdi
ngay.
Ngay 13/2, 18/2 va 26/2 ¢6 s6 lugng phé pham 13 2 san pham 18i mdi ngay.
Céc ngy con lai c6 s lugng phé pham tir 0 dén 1 san pham 15i.
Pé xuit xir Iy:
e Uu tién xur 1y 16i vao ngay 3/2 vi day 1a ngay c6 s6 luong phé pham cao
nhat.

e Kiém tra va cai tién quy trinh san xuét vao cac ngay 12/2 va 20/2 dé giam
thiéu sé lwong phé pham.
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e Theo ddi va duy tri cic bién phap cai tién dé dam bao sb luong phé pham
tiép tuc giam trong cac ngay con lai ciia thang.
Céc 16i thudng gip nhu:

e Ldi do va dap

e Lbi logo san pham

e L&i cong vénh bé mit

e Lbi vé trong lugng

Mai Con ngudi
May moc N\ trvong [\
: =\, Do khoan he Do thao tac kiém
mzﬁg%rglj'eu \\ cC(IJa ki?lfc‘:]n (;]c \ tra trude khi duc
Bom nuéc lam N\ Cai dit sai thong
mat khong déu \ AN s0 bom liéu .
A N\ \| May
—— | eptao
ISSC') o am o, / Hat kich nd khong déng déu | hinh
San Phém roitr khuén -/ Do khi hoi day san pham ra ngoai m:_anh,«"f
va dap vao than may  / /
/
Phuwong |/ NQUVa
. guyen Q.
phap vat lidu )
Hinh 2.4 So d6 nhan qua thé hién 16i may tao hinh
. San lwong sin xuit £ SO 2 1A co
Ngay trong ngay SO lwgng phé pham Ty 1€ (%)
3/2 80 8 10.00
4/2 80 16 20.00
5/2 30 7 23.33
6/2 120 7 5.83
7/2 480 4 0.83
10/2 189 7 3.70
11/2 120 1 0.83
12/2 90 1 1.11
13/2 80 3 3.75
14/2 450 1 0.22
15/2 25 3 12.00
17/2 420 1 0.24
18/2 185 8 4.32
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18
16
14
12
10

o N B~ O
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19/2 120 2 1.67
20/2 80 0 0.00
21/2 82 2 2.44
22/2 120 2 1.67
24/2 115 4 3.48
25/2 45 2 4.44
26/2 140 4 2.86
27/2 80 2 2.50
28/2 80 3 3.75
Tong 3211 88 2.74

Bang 2.3 Ty 1é san phim 13i ciia cong doan son

Bi€éu do Pareto san lugng phé pham theo ngay
TIFTIIIIIT I I ILIIITILTIC
PRSP O RgIVFR2SJRRITCCR

mmm S6 lwong phé phdm  ==@=Ty (& tich iy (%)

Hinh 2.5 Biéu d6 thé hién ty 1¢ 1i theo ngay ciia cong doan son trong thang 2

Li ngay 4/2 chiém 16 phé pham (20.00%), day 1a nguyén nhan chinh can wu tién

xtr 1y. Tt d6 ta thdy duoc lang phi trong céng doan son can duge khic phuc dé giam thiéu

dugc thoi gian cai thién hiéu suat lam viéc cho cong ty. Mot s6 16i thudng hay gip phai ¢

cong doan son:

e Ldi phong son

e L0i léch mau

e Ldi son khong kho

SVTH: Tran Tinh Vi
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e L5i 16 kim

Con nguoi
May moc Vat liéu
- Thiéu k¥ ndng
Voi phun bi 16i Bui ban trong son
e - - Lam sai thao ta'u\
Nhi&m tap chét \ Son UV/PU khéng dat chuin\

\
Khoéng cé SOP /

Khdng hiéu chudn may maoc dinhM

Nhiét dé dm cao

khéng co phéng séy/

Anh hwéng thoi tié/
Phuong
phap MG
trrdng e,
Hinh 2.6 So’ do nhin qua thé hién 16i son

2.2.2 Lang phi thoi gian cho
Qua qué trinh quan sat thyc té tai cong ty, nhan thdy mot s6 diém gay ra lang phi
nhu sau:

e Lang phi thoi gian cho tai cong doan ép tao hinh.

e Ling phi thoi gian cho tai cong doan sdy kho ty nhién san pham trude khi
dua vao son.

e Cuthé, ¢ cong doan ép tao hinh: mdi chu ky ép mat khoang 6 phit dé hoan
thanh mot san pham. Trong thoi gian nay, ngudi van hanh may khéng cé cong viéc

cu thé dé thuc hién, din dén lang phi nguén nhan luec.

Cong Thoi gian cho mbi San luwgng bi anh Ty 1€ anh hudéng dén
doan thang hudng nang suat
Ep tao , 2 2 0

hinh 8320 phut 1,387 san pham 41,4 %

Bing 2.4 Bing phan tich ning suit bi znh hwéng
Thoi gian chd mdi thang 1a: thoi gian mdi ngdy X 26 ngay lam viéc trong mot thang
(4 x10x8, 1a san pham mot ngay).
San lugng bi anh huong: thoi gian chd mdi thang / 6 (pht).

Ty 1é anh huong dén ning suit: san luong bi anh huéng / san lugng thuc té trong

thang

SVTH: Tran Tinh Vi GVHD:Th.S Tén Nir Huyén Trang 30
Bui Cong Hoa



Ung dung lean manufacturing trong kiém sodt lang phi va ndng cao chdt hrong san pham tai cong ty TNHH
KIENCO PMG VIET NAM

Hinh 2.7 Hinh anh thdi gian cho tai may ép tao hinh
Lang phi ¢ cong doan sdy kho tu nhién: Trong thoi gian sdy kho tu nhién s& xay ra
cho 1au khoang 24 gio dé cho san phém du diéu kién do Am dé dua vao cong doan son.
2.2.3 Lang phi nhin cong
Lang phi nhan céng 1a mdt van dé pho bién trong doanh nghiép, anh huong dén
nang suat va loi nhuan. Trong qu4 trinh trai nghiém thuc té tai cong ty TNHH KIENCO
PMG VIET NAM, nhom di thdy mot s6 lang phi nhan cong nhu sau:
e Cong viéce bi tri hodn, do may hu va thiéu nguyén vat liéu tir nha cung
cap.
e Cong viéc dong goi don gian nhung c6 dén hai nguoi tham gia.
e Cong nhan lam sai, phai 1am lai hodc stra 15i nhiéu lan.
2.2.4 Phan tich dinh luwgng lang phi
San pham 16i:mdi san pham 16i — t6n that khoang 23.000 VND. Vi tong sb 148
san pham 15i trong thang (may ép + son):
148%23.000=3.404.000VND/thang
Thoi gian cho:
Tai cong doan ép va sdy kho tu nhién: tong thoi gian cho = 8320 phut — tuong duong
138,7 gio/thang

Néu don gia nhan cong 1a 25.000 VND/gio — chi phi lang phi:
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138,7%x25.000=3.467.500VND/thang
Tong chi phi ling phi tam tinh:
3.404.000+3.467.500=6.871.500VND/thang

2.2.5 Gom nguyén nhan theo theo nhém 4M ( Man - machine — Method —
Material )

Nhom Nguyén nhan cu thé
Man Cong nhén thao tac sai quy trinh, thiéu k¥ nang, khong kiém
soat 1oi
Machine May moc, 161 k§ thuat trong méy ¢p, may son hoat dong
khong 6n dinh
Method Quy trinh chua t6i uu, thiéu SOP, khong c6 hudng dan chi tiét
Material Vit liéu khong dat chét luong, 16i tir hat EPS, 16i 16p son

Béng 2.5 Phin loai nguyén nhén lang phi theo nhém 4M
2.3 Két luan chwong 2

Qua qua trinh khéao sat, nhom da nhan dién dugc ba dang lang phi chinh gém: san
pham 15i, thoi gian chd doi va lang phi nhan cong. Nguyén nhan gc ré chii yéu bat nguon
tir thiéu SOP, k¥ nang cong nhan chua dong déu, quy trinh con phy thude thoi tiét va bo
tri nhan sy chwa hop 1y. Nhimg van dé nay dang anh huong truc tiép dén ning suat va chi
phi san xuat. Trén co s d6, chuong 3 s& trinh bay cac giai phap cai tién nham khic phuc

triét dé cac van de da néu.
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CHUONG 3: DE XUAT GIAI PHAP

3.1 Giai phap khic phuc san pham 15i
3.1.1 Ap dung 58
5S 1a mot trong nhiing cong cu rat hiru ich dugc cac doanh nghiép ap dung nham
dé giam thiéu va loai bo lang phi ton tai trong doanh nghiép.Khong c6 hoat dong 5S thi
khong thé ban dén viéc quan 1y va cai tién. 5S ngin ngira su xudng cap cua nha xudng va
tao moi truong lam viéc thong thoang. Loi ich ctia 5S mang lai 14 1am giam thiéu cac lang
phi nhu van chuyén, thao tac, stra chita, cho doi. Néu 4p dung 58 s& gitip cong nhan lam
viéc bai ban hon, dung trinh ty, c6 nang suat cao, tranh sai sot.
Pao tao 5S:
e Tuyén truyén va gido duc loi ich ctia 5S anh hudng dén chit luong toi
toan thé can bd va cong nhan.
e Thuyc hién 58S tai noi 1am viéc: sap xép san pham 1én pallet ¢é dam bao

san pham khong bi tray xudt, can mop.

Hinh 3.1 Sip xép chi tiét ban diu
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San pham sau khi sap xép da c6 sy ngan nap nhung chua t61 vu. Khi cong nhan lay

tr 2 hodc nhi€éu moén do tir ké va sau khi nguoi cong nhan tré lai ve lai thi ¢6 kha nang dat
nham cho gay kho khan cho vi¢e tim kiém sau ndy. Vi vay nén thiét ké bang dinh vi chi

tiét giup tang tinh thAm my, chuyén nghiép va dé dang tim kiém hon.

Hinh 3.2 Sau khi thuc hién dinh vi vi tri

3.1.2. Ap dung quy trinh thao tac chuén (SOP)

Dé han ché dugc lang phi do san pham 15i gdy ra, SOP 1a mot giai phap cho doanh
nghiép. Qua trinh san xuét s& dién ra theo ting budc, giam dang ké cac sai sot trong qua
trinh sén xuét gitp dam bao chét lugng san phém, cai thién hiéu suét. Bén canh do, viéc
4p dung SOP s& gitip cho cong nhan lam ding theo hudng dan, tao thanh thoi quen lam

viéc theo dung quy trinh d€ nang cao hi¢u qua cong viéc.

Duéi day 1a vi du bang thao tic (SOP) ma cong ty dang sir dung nham muc dich

huéng dan cong nhan sir dung may lazer dung quy trinh va dam bao an toan.
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3.1.3 Dao tao nhan cong

Hinh 3.3 Bang tiéu chuin may lazer

Cong ty t6 chirc dio tao va huan luyén cho ban quan 1y vi ho 1a nhimg ngudi chiu

trach nhi€m chinh v€ san xuat san pham. Ban quan 1y can hi€u vé€ ndi dung cac phuong

phap quan 1y chét luong theo tiéu chuin ma cong ty dang ap dung.Tir d6, ban quan 1y s&

to chure huan luyén lai cho cong nhan - nguoi truc tiép tham gia vao san xuat, dé nang cao

nhan thirc va tay nghé cho ho bang cach:

e Dao tao tai chd: Ctr nhitng nguoi ¢ kinh nghiém va tay nghé cao trong

cong ty dé huéng dan lai cho cong nhén.
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e Giao luu hoc hoi gitra cac bo phan khéc: Chia sé kinh nghiém gitra cac bo
phan, hoc hdi diém manh cta nguoi khéc.

Hang muc Ghi chu

Poi twong Cong nhan Cong nhan mai.
Nguoi quan Ii san xuat
truc tiép dao tao hoac

nguoi cong nhan co tay

Noi dung dao tao Dao tao tay nghé ngh 3 cao dé dé dang
truyén dat kinh nghiém
lam viéc trudce do.
Thoi gian 30 phit Dau gio larr‘l viéc trong
ngay.
Tan xuét danh gia Tuan Cor}g nhgp ol th1‘nen
danh gia theo ngay

Biang 3.1 Ké hoach dao tao
3.2 Giai phap khic phuc ling phi cho doi
3.2.1 B6 tri lai nhan cong

Thir tw

thwc hién = Céongvige SOPBYO ppasoiay SOnEUOide Ghi chi
A A hién tai xuat
cong viéc
1 Tao hinh 1 6 phut Giit nguyén
Lam sach Cong nhan tir b q
2 ba mé ¢ 1 12 phut 2 phan tao hinh qua ho

trg lac cho san pham
Bang 3.2 Bo tri lai nhan cong

Thir ty thue hién Thoi gian sau bo

n A Cong viéc S6 nguoi ,
cong viec tri
1 Tao hinh 1 6 phut
2 Lam sach bé mat 1=2 6 phut

Bang 3.3 Hiéu qua sau khi bd tri

Dua trén bang phan tich, cong doan tao hinh mét 6 phut dé hoan thanh. Trong thoi
gian cho doi san phém hoan tat cong doan nay, cong nhan phu trach tao hinh co thé duoc
bd tri tam thoi sang hd trg cong doan lam sach bé mat. Viée diéu chuyén linh hoat nay s¢€
gitip rit ngan thoi gian 1am sach bé mat tir 12 phut xudng con 6 phut khi bo sung thém

mot nhan cong ho trg, tir d6 té1 vu hi€u suat lam viéc trong chuyén san xuat.

3.3 Pé xuit phong say
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3.3.1 Van dé hién tai

Hién tai, qua trinh san xuat tai cong ty con phu thugc nhi€u vao di€u kién thoi tiét,

dan dén hiéu qua khong 6n dinh va anh huong dén chat lugng san pham. Dic biét vao
cong doan sdy kho san pham trudc khi dua vao son néu roi vao mia mua hodc thoi tiét
am, viéc phoi say tha cong gip nhiéu khé khian, giy cham tién d6 va ton that san pham.
Vi vay, ching t6i dé xuat dau tu mot phong sdy chuyén dung nhim dam bao quy trinh

dién ra 6n dinh, ning cao chat lugng sin pham va tiét kiém thoi gian.

3.3.2 Thong tin chi tiét ciia phong siy

Muc Chi tiét

Kich thuéc phong say

Chiéu dai ~4.5—-5m

Chiéu rong ~2.5-3m

Chidu cao N ~2.5 m (ddm bao luu thong khi
doi luu)

Thé tich tong Khoang 28 — 35 m?

Vit li¢u phong say

PU day 50-100 mm, chiu duogc
60-70°C
Ctra Ctra ban 16n hoac ctra doi

C6 thé dung banh xe ray truot
néu can thao tac nhanh

Panel cach nhiét

Di chuyén

Hé thong gia nhiét (giir 40—
50°C)

May say nhiét dién tro + tudn
hoan khi néng

5-7.5kW (200-250 W/m? cho

Phuong an dé xuiat

Cong suit

thé tich 30 m®)
- Pién tr¢ dot nong (inox chong
an mon)
Gom - Quat doi luu khi nong luu lugng 16n
- H¢ thong diéu nhiét (ro le nhiét hodc
PID)
Luwu thong va diéu hoa nhiét
do
A \ Dit trén tran hoic hong phong
Quat tuan hoan (2 c4i d6i Tuu chéo 13 t6i ru)
Thiét ké ludng khi . Covthe tl}gl Atheo fhlf:u doc (trén
xuong hodc dudi lén) dé déu hon
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(4 R Thém 1 quat hat khi am ra
Thoat am Loem L qu
ngoai ncu can
Diéu khién thong minh
A oA Dang PID + SSR (6n dinh nhiét
B¢ diéu khién X ang ( ' i
: tot hon)
Hen gio, cai chu ky say néu
muon ty dong hoa

Bang 3.4 Thong tin chi tiét phong say

Tinh nang

Hang muc Chi phi du tinh
Vit liéu panel + cira 15-20 triéu
H¢ thong gia nhiét 7kw 4-6 triéu
Quat tudn hoan, quat hiit 2-4 trigu
Diéu khién PID, sensor 1-2 triéu
Vit tu phu + lip dit 3-5 triéu
Tong 25-30 triéu
Bang 3.5 U6c tinh chi phi cho phong say
Théng sb Gia tri
S6 lwong 21 dién tré
Cong suat méi cai 400 w
Tong cong suat 21x400w= 8.4kw
Dién ap 220V
Vat liéu Inox 304 hoac 316(bén, chiu nhiét tot)
Chiéu dai mdi cai 300 — 400mm
Pwding kinh 10mm hodc 12mm
Loai Dién trd 0ng/ dién tré chir U gan hop khi

Bang 3.6 Thong so ting dién tré:
Cong suat udc tinh ctia phong say:
e Thé tich phong siy:
V =Dai x Rong x Cao =4.5m % 3m x 2.5m = 33.75 m>.

e Mat do cong suit tiéu chuan cua phong: chon 200-250 W/m? dé gilr nhiét

dd 45-55°C dé tiét kiém dién nang va an toan.
e (Cong suit can thiét ciia phong:
P =V x Mat d6 cong suit = 33.75 x 250 = 8437.5 W =~ 8.4 kW

e S luong dién tro dng voi cong sudt 400w: 8400W/400W = 21 (cai)
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Véi thé tich phong va mat do cong suat dugc tinh nhu trén thi phong sy lam nong
dén nhiét d6 can thiét tir 30 dén 60 phut.

Cong suit tiéu thy dién udc tinh cho phong siy:
e Tinh theo ca/ngay:
8.4 kW x 10 gio = 84 kWh

e Tinh theo thang(trir 4 ngay cudi tuan trong thang)
84 kWh x 26 ngay = 2184 kWh.

ian e khi Ngay ning d§ m thip NE g e
dic dén khi = Thoi gian sa cni an X Thoi gian si il an A

shy Githida | Nwigtdosdy UASR Y Nhietdo sy
<48 gio 12 gio 45-55°C 15 gio 45-55°C
2-6 ngay 8 gidy 45-55°C 9 gidr 45-55°C
7-10 ngay 6 gitr 45-55°C 7 gid 45-55°C
10-19 ngay 2 gio 45-55°C 3 gio 45-55°C
>20 ngay 30 phit 45-55°C | gios 45-55°C

Bang 3.7 Tiéu chuin diéu kién siy

Thoi gian sy c6 thé thay dbi tuy thudc vao dd 4m ciia san pham

Hang muc Chi phi VND Ghi chua
. 1 A A Gdm vat liéu, dién tro, quat,
Chi phi dau tuw ban dau 30.000.000 PID, Tip dat
Chi phi van hanh hang 5.000.000 Tién dién + chi phi bao tri
thang
Chi phi vin hanh hoat Nhan cong theo ddi+ton that
n o aA 9.500.000 o . \
dong trudc day sp+thoi gian cho
Chi phi tle’t kiém moi 4.500.000 Chi phi truioc d‘ay — ?hl phi khi
thang c6 phong say
Theoi gian thu hdi von ~ 7 thang Chi phi banlgzlrlr/l Chi phi tict

Bang 3.8 Phén tich d9 hi¢u qua dau tw
O day ta nhan thiy duoc chi phi tiét kiém mdi thang cho cong ty khong cao.
Nhung loi ich ma phong sy dem lai 1a rat nhidu. Ning suat cong doan sy ting gap 3 lan

va khong phu thude vao thoi tiét nhu trude kia ddm béo su 6n dinh trong san XUuét.
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Quat tuan hoan

Cuara/vao

BG diéu khi¢
PID

Dién tré gia nhié

Hinh 3.4 Hinh anh md phéng phong say

3.3.3 Uu nhwrge diém va hi¢u suit ciia phong siy

Théng s6 Truwde khi c6 phong siy Sau khi c6 phong siy
Thoi gian siy 1 mé 24-48 (gid) 8-12 (gio)
£ . .z . Tuythuoc mic do kiém Tbi da:108(thung),
S0 lugng sin pham/mé soat cua cong nhan 180(nip)
Phu thudc thoi tiét Phu thudc Khoéng phu thudc
Lao dong theo doi Lién tuc Tu dong hoa dugc
P 6n dinh Thap Cao
Kiém soat nhiét do Khéng co C6 thé diéu chinh dugc
Tu dong hod Khéng c6 Co thé h@nPgIgr,klem soat
Chi phi dién va khoang
Chi phi van hanh Thap dau tu ban dau(25-30 triéu
dong)

Bang 3.9 So sanh hi¢u qua trwéc va sau khi sir dung phong sy

Nhan xét: Qua thong so thé hién & trén ta thay dugc thoi gian sdy dugc rit ngan va
khong phu thudc vao thoi tiét toi vu duoc thoi gian cho trudc cong doan son. Giam duogc
thoi gian nhan cong kiém tra kiém soat d6 am so vé&i khi c6 phong say thi chi can 1 ngudi
dé van hanh. Mic du bo ra khoang chi phi du tu ban dau 1a 25-30 triéu déng nhung
khoang lgi ma phong siy thu lai 14 rat nhiéu giup giam thiéu thoi gian siy, ting d6 6n

dinh ciia san pham, gitip khong phu thudc vao thoi tiét, tw dong hoa quy trinh san suét.
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Pé thay rd hon vé vu diém ctia phong sy ta co thé tinh hiéu suat cia phong sy

trén cung sO lugng san pham nhu sau:

Théng s6 Truwée khi c6 phong siy Sau khi cé phong siy
Thoi gian siy 1 mé(gio) T1(ti thiéu 24h) T2(tdi thiéu 8h)
S6 lwong san pham/mé S1(108) S2(108)

Bang 3.10 Panh gia ning xuit trudc va sau
Hi¢u suat cia phong say trén cung s6 lugng san pham véi diéu kién d§ am thap:

_S2/T2 _ 108/8
ang — s1/T1  108/24

=3 (lan)

Tir d6 ta thiy hiéu suét ting gap 3 lan, tirc trén cung sé lwong san phdm nhung thoi
gian rat ngan con 1/3 thoi gian ban dau.Néu nhu gip thoi tiét mua do 4m cao thi qua trinh
sdy kho gap kho khan hon rat nhiéu va thoi say sé ton rat nhiéu thoi gian. Vi vay ta thay

duogc su to1 vu khi c6 phong sdy.

Tiéu chi Trudecal o u cai tién Mire cai
tién thién(%)
Thoi gian sy 24h 8h -66%
Ty 1¢ 16i son 2.74% 1.5% -45%
Cong nhan nhan rbi(CP tao hinh) 5h 2h -60%
Chi phi lang phi gia cong 21 \331\;_)1 76 13'3/?\?5 29 -33.7%
S6 lwong mé sian xuit/ngay 2 3 50%

Bang 3.11 So sanh trwéc va sau khi cai tién

Qua bang so sanh, ta nhin rd hon sy thay doi ciia cac cong doan sau khi cai thién.
Gitip rit ngin thoi gian sdy ting nang suat 1am viéc, giam ty 18 15i tir 2.74% xudng 1.5%
chat lugng san pham dugc cai thién, thoi gian r6i ctia cong nhan rat ngin cho thiy mirc
d6 can bang chuyén di duoc cai thién. Téi wu chi phi lang phi trong san suit nang cao

hi€u qua kinh té ctia qua trinh san suat.

3.4. Két luan chwong 3
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Trong chuong 3, nhom nghién ctru da dé xut va trién khai mot loat cac giai phap
cai tién nham nang cao hiéu qua hoat dong san xuit tai doanh nghiép. Cac giai phap tap
trung vao bon nhém chinh: t6i vu héa méi trudng lam viée (5S), chuan hoa quy trinh thao

tac (SOP), ning cao ning luc nhéan sy, va dau tu phong say phuc vu san xuét.

Viéc 4p dung phuong phap 5S dd gop phan tao nén méi trudng lam viée khoa hoc,

gon gang va tryc quan, tir d6 giup cong nhan thao tic nhanh hon va giam thiéu sai sot.

Xay dung va dao tao SOP cho ting cong doan da nang cao tinh dong bd trong thao
tac, gidm sy phu thudc vao kinh nghiém cé nhan, tr d6 gop phﬁn nang cao chat luong san
pham va giam ty 1& hang 13i.

Cong tac dao tao va b0 tri lai nhan su theo nang luc thyc té gitp phat huy t6t hon

kha nang ctia ngudi lao dong, ddng thoi nang cao tinh than trach nhiém trong cong viée.

Dic biét, viéc dau tu xay dung phong siy thay thé cho phuong phap phoi truyén
thong dd mang lai hidu qua rd rét: ting ning suat sy tir I mé 1én 6 mé mdi ngay, giam
phu thudc vao thoi tiét va ning cao chét luong san pham dau ra. Vi mie dau tu hop 1y,

giai phéap nay c6 kha nang hoan von trong thoi gian ngan va mang lai hiéu qua lau dai.
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CHUONG 4: KET LUAN VA KIEN NGHI
4.1 Két luan

Qua qua trinh khdo sat va phan tich thuc té tai cac cong doan san xudt, nhom thuc

hién da nhéan dién duoc mot sé diém lang phi chinh, bao gom:

e Ling phi thoi gian cho tai cong doan ép tao hinh: Thoi gian mdi chu
ky ép mat khoang 6 pht, trong sudt thoi gian ndy ngudi van hanh khong co cong

viéc cu thé, dan dén lang phi nhan cong.

e Lang phi do sian pham l6i: Ty 1¢ mac 161 tai mdt s0 cong doan con cao,

dac biét 1a cong doan son.

e Lang phi nhin cong: Cong nhan khong dugc phéan cong trong thoi gian

may €p tao hinh van hanh, lam gidm hiéu qua sir dung nguon luc.

e Ling phi thoi gian cho tai cong doan siy khé tu nhién: Trudc khi dua
vao son, san pham phai say kho ty nhién trong thoi gian dai, gay dinh tré dong

chay san xuét.
Pé khac phuc mot sb lang phi trén, nhom da dua ra mot sé giai phap nhu sau:
Tai cong doan ép tao hinh:

e Trong thoi gian chd doi san phadm hoan thanh, ¢ thé bé tri cong nhan &

cong doan tao hinh sang cong doan mai lam sach bé mit.
Tai cong doan say kho:

e Thay thé sdy tu nhién bang cach xay dung mot phong sdy cu thé, nhim

lam giam thoi cho va tang toc do luan chuyén san pham.

e T4i vu mit bang va quy trinh dé giam ton kho va han ché phat sinh 15i
trong qua trinh van chuyén
Giam thiéu san pham 15i:

e Ra soat lai cac yéu t6 k¥ thuat, quy trinh thao tac tai mot s6 cong doan c6
16i cao.

e Tiang cudng cong tac kiém tra chat luong, dao tao tay nghé nhan cong va

thuc hién cai tién lién tuc
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Phan tich hi€u qua va tinh kha thi:

Hi¢u qua du kién:
e Nang cao ning suat lao dong.
e Tang hi€u qua str dung nhan cong.
e Giam ty 1¢ san pham 13i, tiét kiém chi phi va nhan cong sira 15i.

Tinh kha thi:
e Céc giai phap vé phan cong lao dong c6 thé trién khai ngay va dé dang.

e Cac giai phap vé dau tu thiét bi c6 thé thyc hién theo timg giai doan, phu

hop véi nang luc tai chinh cua cong ty.
Chi phi va thoi gian hoan von (dy kién):

e Chi phi ddu tir phong sdy udc tinh: 25 — 30 triéu VND

e Thoi gian hoan vén du kién: bay thang
4.2 Kién nghi
V& trién khai giai phap:

e Ap dung thir nghiém céc giai phap tai mot khu vuc san xuat cy thé trong
1-2 thang.

e Thanh lap to giam sat va danh gia két qua thuc té, tir 46 diéu chinh cho
phu hop trude khi nhan rong.

e D3o tao lai cong nhan vé quy trinh 1am viéc méi, quy dinh kiém soat 15i
va phuong phap lam viéc hi¢u qua.
V& mé rong cai tién:

e Sau giai doan thir nghi¢m, dé xuét trién khai déng bd toan bd xuong san
Xudt.

e Duy tri hoat dong cai tién lién tuc (Kaizen) thong qua cac budi danh gia
dinh ky.

e Dé xuét xay dyung hé thong quan 1y san xuat theo hudng tinh gon (Lean
Manufacturing) dé phat hién va loai bo triét dé cac lang phi khéc trong tuwong lai.
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