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TRUONG PAI HQC BACH KHOA CONG HOA XA HQI CHU NGHIA VIET NAM
KHOA QUAN LY DU AN Péc 1ap — Tw do — Hanh phic
NHAN XET PO AN TOT NGHIEP

L. Thong tin chung:
1. Ho va tén sinh vién: Nguyén Thi Thu Huong
2. Lép: 20QLCN2 S thé sinh vién: 118200196

3. Tén d¢ tai: Ap dung Lean Kaizen nham nang cao chat lwong san pham tai bo phan lap
rap cua cong ty TNHH Daiwa Viét Nam.

4. Nguoi huéng dan: Lé Thi Huynh Anh Hoc ham/ hoc vi: Tién si
I1. Nhén xét, danh gia do 4n tot nghiép:
1. V& tinh cap thiét, tinh mdi, kha ning Gng dung cta dé tai: (diém tbi da 13 1d)

4. Pé tai c6 gia tri khoa hoc/ c6 bai bao/ giai quyét van dé dit ra cua doanh nghiép hoic
nha truong: (di€ém toi da la 1d)

IV. Danh gia:
1. Biém danh gia: ........ /10 (lay dén 1 s6 1é thap phan)
2.Pé nghi: L1 Pugc bdo vé¢ dd an O Bo sung dé bao vée O Khong dugce bao vé
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L. Thong tin chung:
1. Ho va tén sinh vién: Nguyén Thi Thu Huong
2. Lép: 20QLCN2 S thé sinh vién: 118200196

3. Tén dé tai: Ap dung Lean Kaizen nham nang cao chét lwong san pham tai bo phan
lap rap cuia cong ty TNHH Daiwa Viét Nam.

4. Nguo1 phan bi€n: ......coeviiiiviiiieiieeeeeeee e, Hoc ham/ hoc vi:

I1. Nhén xét, danh gia do 4n tot nghiép:
1. V& tinh cap thiét, tinh m&i, kha ning Gng dung cia dé tai:

4. Pé tai co gia tri khoa hoc/ c6 bai bao/ giai quyét van dé dit ra cua doanh nghiép
hoac

nha truong:



[ gen ; ax . Diém Piém
TT Cac tiéu chi danh gia toida | danh gis
Sinh vién c6 phwong phdp nghién ciru phu hgp, gidi
1 70
quyét dii nhiém vu dé dn dwoc giao
Tinh méi (ndi dung chinh ciia DATN c6 nhiing phan
la moi so voi cac PATN trudce day). q 10
be tai co gia tri khoa hoc, cong nghé; c6 thé rng dung
thuce tién.
K¥ ning giai quyét van dé; hiéu, van dung duoc kién
thirc co ban, co s, chuyén nganh trong van dé nghién
b | cuu. 50
Chat luong ndi dung DATN (thuyét minh, ban v&,
chuong trinh, mo6 hinh, ...)
C06 ky nang van dung thanh thao phan mém tng dung
trong van dé nghién ctru (thé hién qua két qua tinh toan
bang phan mém);
lc | C6 k¥ nang sir dung tai liéu tiéng nudc ngoai lién quan 10
van dé nghién ctru (thé hién qua céc tai liéu tham khao);
C6 k¥ nang 1am viéc nhom (danh gia doi v6i dé tai do
nhém SV thyc hién);
2 | Ky néng viét: 30
B6 cuc hop 1y, 1ap luan ro rang, chat ché, 161 van stc
2a |, 20
tich
b Thuyét minh do an khong c6 13i chinh ta, in 4n, dinh 10
dang
3 | Téng diém ddnh gid theo thang 100:
Quy vé thang 10 (1ay dén 1 s6 1¢)

Céau hoi dé nghi sinh vién tra 161 trong buoi bao vé:

Pa Nang, ngay..... thang..... nam 20...
Nguwoi phan bién



TOM TAT

Tén dé tai: “Ap dung Lean Kaizen nhim nang cao chit lugng san pham tai bo
phan lap rap ciia cong ty TNHH Daiwa Viét Nam”.

Sinh vién thye hién: Nguyén Thi Thu Huong

S6 thé sinh vién: 118200196

Lép: 20QLCN2

Dé tai nghién ctru tai b phan Lép rap cua céng ty TNHH Daiwa Viét Nam. Bang
phuong phap Lean Kaizen, thu thap s6 liéu va phan tich dua ra cac giai phap dé giam
thoi gian lam hang son mau va giam 161 san pham tai bd phan lap rap.

Nhirng néi dung chinh:

Chuong 1: M¢ dau

Chuong 2: Co s& 1y thuyét va phuong phap luan

Chuong 3: Gidi thi¢u cong ty

Chuong 4: Phan tich thuc trang kiém soat chat lugng tai nha may

Chuong 5: Giai phap ap dung phuong phap Lean Kaizen tai nha may

Chuong 6: Kiém soat

Chuong 7: Két luan va kién nghi



PAI HOC PANANG CONG HOA XA HOI CHU NGHIA VIET NAM

TRUONG PAI HOC BACH KHOA DPoc lap — Tu do — Hanh phiic
KHOA QUAN LY DU AN
NHIEM VU PO AN TOT NGHIEP
Ho tén sinh vién: NGUYEN THI THU HUONG S thé sinh vién: 118200196
Lop: 20QLCN2 Khoa: Quan ly du an Nganh: Quan ly cong nghiép
1. Tén dé tai do an:

4.

% N O\

Ap dung Lean Kaizen nhdm nang cao chit lvgng san pham tai b phan lip rap

cua cong ty TNHH Daiwa Viét Nam.

Pé tai thudce dién: [0 Co ky két théa thudn sé hivu tri tué doi véi két qua thuc

hién.

Céc s6 liéu va dir liéu ban dau:

- Luu dd quy trinh san xuét can cau

- Thyec trang san xuit, kiém soat chét luong tai nha may.

- Tai liéu Iy thuyét vé quan 1y va cai tién chat luong, cong cu Lean Kaizen

- Sb liéu thu thap duoc vé hang son mau va ) luong 16i san phém tai by phan
1ap rap.

Néi dung cdc phan thuyét minh va tinh todn:

Chuong 1: Téng quan vé dé tai

Chuong 2: Co so 1y thuyét

Chuong 3: Tong quan vé cong ty

Chuong 4: Banh gia thyuc trang tai b phan lép rap

Chuong 5: Phuong 4n cai tién va danh gia hiéu qua

Chuong 6: Kiém soat

Chuong 7: Két luan va kién nghi

Cdc ban vé, do thi ( ghi ré cdc logi va kich thuée ban vé ): Khéng c6

Ho tén nguoi huéng dan: TS. Lé Thi Huynh Anh

Ngay giao nhiém vu do én: 20/02/2025

Ngay hoan thanh d6 an: 07/06/2025

Pa Nang, ngay...thang...nam 2025
Truwéng B mon Quéan ly cong nghiép Nguwoi hwéng dan

TS. Huynh Nhat Té TS. Lé Thi Huynh Anh



LOI MO PAU

Trong bdi canh toan cau héa va qua trinh cong nghiép hoa - hién dai hoa dién ra
manh m&, nang cao chat hIO’l’lg san pham va dich vy tro thanh yéu té then chét dé doanh
nghlep canh tranh va phat trién bén vimg. Nhan thiy cong ty TNHH Daiwa Vi¢t Nam
dit van dé chit luong 1én hang dau, cung v6i mong mudn rat ngan quy trinh san xuét,
giam thiéu san pham 15i va nang cao ning suit. Vi vy, em quyét dinh chon dé tai “Ap
dung Lean Kaizen nhim ning cao chit lwgng san phiam tai b§ phan lip rap cia
cong ty TNHH Daiwa Viét Nam” dé nghién ctru va dé xuit cac giai phap cu thé, gop
phan thuc day sy phat trién bén viing cua doanh nghiép.

Do an t6t nghiép 1a mon hoc cudi ciing cua sinh vién thuc hién vao hoc ky cubi
trudc khi ra truong. Em hién tai 13 sinh vién nim cudi chuyén nganh Quén 1y cong
nghiép dang theo hoc tai truong Pai hoc Bach khoa Pai hoc Pa Nang. Trong ky thuc
tap tai Cong ty TNHH Daiwa Viét Nam em da c6 dugc nhiing kién thuc ciing nhu k¥
ning bo ich. Bén canh d6 em d3 c6 nhitng quan sat danh gia bo phan san xuit cong ty
con nhirng mat han ché can duoc cai tién.

D0 an dua trén kién thirc hoc tap tai trudong va qua trinh tim hiéu thuc té tai doanh
nghiép trong 2 thang thuc tap, dudi su huéng dan tan tinh cua c6 TS. Lé Thi Huynh Anh
Do giéi han kién thirc va kha nang 1y luan cuia ban than con nhiéu thiéu st va han ché,
kinh mong sy chi din va dong gop cua cac thay/co dé bai do an ctia em duoc hoan thién
hon. Néu c¢6 gi thiéu sot mong thay c6 nhan xét gop v dé em sira chita va hoan thién bai
t6t hon. Em xin giri 15i cam on sdu sac dén tat cac giang vién bd moén trong va ngoai
Khoa di day db, truyén dat nhitng kién thirc quy bau cho em trong sudt thoi gian hoc
tap vira qua. Trong thoi gian tham gia cac 16p hoc cua thay/co, em da c6 thém cho minh
nhiéu kién thtrc bo ich, tinh than hoc tap hiéu qua, nghiém tic. Pay chic chan s& 1a
nhing kién thirc quy bau, 13 hanh trang dé em c6 thé viing budc sau nay.

Xin chuc nhitng diéu tét dep nhét s& luon ddng hanh cung moi ngudi.



CAM DOAN

Tbi tén 1a Nguyén Thi Thu Huong, sinh vién 16p 20QLCN2 xin cam doan:

- D6 an duoc thuc hién hoan toan mai, 13 thanh qua cia ban than, khong sao chép
bat ctr d6 an twong ty ndo

- D4 an tot nghiép 1a thanh qua cta sy nghién ciru hoc tap, kién thie thuc té va
duoc thyuc hién dua trén sy hudng dan cua giang vién hudng dan.

- Moi sao chép khong hop 1¢, vi pham quy ché nha trudng, toi xin hoan toan chiu
trach nhiém.

Pa Nang, ngay....thang....nam 2025

Sinh vién thuc hién

Nguyén Thi Thu Huong
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D6 an tt nghiép - Ap dung Lean Kaizen nhdm nang cao chat lugng san pham tai bo phan lap rap cua cong ty
TNHH Daiwa Viét Nam

CHUONG 1: TONG QUAN VE PE TAI

1.1. Ly do chon d@ tai

Trong bdi canh toan ciu hoa va qué trinh cong nghiép héa — hién dai hoa dién ra
manh me¢, viéc nang cao chét luong san phém va dich vu tré thanh yéu td then chot dé
doanh nghiép canh tranh va phat trién bén ving. Theo s liéu théng ké, cac doanh nghiép
¢6 vi thé chét luong cao thuong cé thé thiét 1ap mirc gia cao hon téi 8% so vai cac ddi
tht ¢6 vi thé chit luong thap hon, nhung van thu hit dugc sy quan tim cia khach hang.
Diéu nay chirng minh rang, chat luong 13 yéu t§ cbt 151, quyét dinh su thanh cong cia
mot doanh nghiép.

Hién tai trong naim 2024 Cong ty TNHH Daiwa Viét Nam nhan dugc nhiéu don
hang voi sb luong rat 16n. Tuy nhién theo sb lidu thong ké danh gia tong quan thi bd
phan lap rap van con ton tai nhiéu van dé 1am anh huéng dén chat lugng hay ning suat
day chuyén.

- S0 lwong hang son mau va hang khong son mau chénh léch dang ké. Dix lidu vé

hang son mau va hang khong son mau dugc thé hién dudi hinh sau:

(PCS)
100,000 N 100%
90,000
80,000

20%
0%
70,000
60,000
50,000

0%
60%
50%
40,000 40%
30,000
20,000

30%
20%

10,000 10%

0%

Ti T2 T3 T4 TS T6 T7 T8 T9 T10 T11 T12
5L HANG KHONG SON MAU ST HANG SONMAU  =—=TY LE HANG SON MAU

Hinh 1. 1 Dir liéu vé hang son mau va khong son mau
Dua trén biéu dd hinh 1.1, c6 thé thiy r& su chénh léch dang ké giira s6 lugng
san xuat hang son mau va hang khong son mau dugc san xuat. Cu thé:
- Hang khong son méau: Chiém s6 lugng 16n trong sudt cac thang, véi sé lugng dao
dong tir khoang 11.000 dén 19.000 don vi (PCS).
- Hang son mau: S6 luong it hon déng ké, dao dong tir khoang 7.000 dén 11.000
don vi (PCS) trong nhiing thang cao diém.
Su chénh l1éch giita s6 lwong hang son mau va hang khong son mau khong chi
lam giam hiéu qua san xuat do sy mat can ddi trong quy trinh, ma con anh hudng tiéu

cuc dén kha niang dap ung da dang nhu cau thi truong, tir d6 lam suy giam kha ning

Sinh vién thyc hién: Nguyén Thi Thu Huong Huéng dan: TS.Lé Thi Huynh Anh 1
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canh tranh ctia cong ty khi khong thé linh hoat diéu chinh san pham theo yéu cau khach
hang.

- Qua trinh san xuét tai bo phan hoan thién con phat sinh nhiéu van dé lién quan
dén timg coéng doan anh hudng chat lugng san phdm dau ra. Luong hang NG trén day
chuyén 16n, chiém khoang 20 — 30% sb luong san xuat. S6 lugng hang NG 16n anh
huong dén tit ca cong doan cua bd phén, kho khin trong viée dam bao xuit hang dung
tién d6, anh huong dén ké hoach san xuat va chi phi ciia doanh nghiép.

Sau thoi gian thuc tap tai Daiwa Viét Nam, em da nhan dién dugc van dé nay va
dé xuét cac phuong 4n cai thién, tap trung vao viéc giam ty 1é san pham 151, t6i uvu hoa
quy trinh san xuit. Phuong phap Lean Kaizen, voi triét 1y cai tién lién tuc va sy tham
gia cua toan bg nhan vién, dugc danh gia 1a phu hop vdi dac thu cua cong ty.

Vi vay, quyét dinh chon dé tai “Ap dung Lean Kaizen nhim nang cao chat
lwong san pham tai bd phan lip rap ciia cong ty TNHH Daiwa Viét Nam” dé nghién
clru va dé xuét cac giai phap cu thé, gop phan vao su phat trién bén vimng cua doanh
nghiép.

1.2. Muc tiéu dé tai

Véi nhitng 1y do trén muc tiéu can dat dugc bao gom cac ndi dung nhu sau:

- Giam 50% thoi gian chd sdy va sy cta hang son mau

- Giam 16i san phém tai bo phan, chét luong linh kién dat chuan dau ra.

1.3. Pham vi nghién ciru

Dé tai dugc nghién ciru tir thang 02/2025 — 06/2025 tai B6 phan Lap rap nha may
ROD Cong ty TNHH Daiwa Viét Nam. Dudi day 1a mot s6 ndi dung chinh ciia dé tai:

Chuong 1 - Gidi thiéu dé tai, Iy do muc tiéu va phuong phap nghién ctru

Chuong 2 - Co s6 1y thuyét: Néu ra duoc nhitng nguyén tic, wu nhuoc diém su
phu hop cua Iy thuyét d6 cho cong ty Daiwa

Chuong 3 - Téng quan vé cong ty

Chuong 4 - Panh gia thyc trang tai by phan lép rap

Chuong 5 - Phuong an cai tién: Ap dung cong cu Lean Kaizen cai tién chat lugng
cho bd phan lap rap dbi v6i hang son mau va phan tich nguyén nhan giy ra 16i - dua ra
nhiing giai phap dé khic phuc tinh trang 15i san pham.

Chuong 6 - Kiém soat

Chuong 7 - Két luan va kién nghi
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1.4. Phuwong phap nghién ciru

- Quan sat cac cong vi¢e tai cac khu vuc linh kién, thu thap dir liéu vé tinh trang
chat lugng linh kién tai ddy nhu s6 luong linh kién huy, thong ké sé luong linh
kién theo tirng 1.

- Quan sat quy trinh 1am hang son mau trong b phan, tat ca di liéu thu thap duoc
phuc vu cho qua trinh phéan tich, nghién ctru dé tai duoc chinh xac hon.

- Tim hiéu céac 1y thuyét vé Lean, Lean Kaizen, phuong phap phan tich thir bac
AHP, phan tich dugc thyc trang sau do ap dung cac cong cu cai tién nham dat

duoc muc ti€u dat ra & trén.
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CHUONG 2: COSO LY THUYET

2.1. Khai niém co ban
2.1.1. Sin xudt tinh gon

Lean Manufacturing - San xudt tinh gon 13 t6 hop cac phwong phap, hién dang
dugc ap dung ngay cang rong rii trén khap thé gidi, nham loai bo lang phi va nhing bat
hop 1y trong qua trinh san xuat, dé ¢ chi phi thdp hon va tinh canh tranh cao hon ddi
th ctia nguoi san xuét. Tang kha ning dap tmg mét cach linh hoat nhitng yéu cau lubén
bién dong va ngay mot khit khe ctia khach hang.

Loi ich ctia Lean mang lai nhitng cai thién dang ké vé ning suét chit lugng cho
qua trinh tao san phdm nho giam thiéu tinh trang sai 161 va cac lang phi. Pong thoi, ap
dung Lean cai thién thoi gian chu ky san xuét gitp nang cao hiéu qua str dung cac ngudn
luc ddu vao, ning suat lao dong va hiéu suat qua trinh tao san pham cao hon thong qua
giam cho doi (giita nguoi-ngudi; gitta ngudi-may moc), giam di chuyén, giam cac thao
tac thura trong qua trinh lam viéc/van hanh.

2.1.2. Lean Kaizen

Kaizen 1a mot triét 1y kinh doanh ndi tiéng ctia Nhat Ban, c6 nghia 1a "cai tién
lién tuc" hodc “thay do6i dé t6t hon”, “Kai” c6 nghia la “thay doi” va “Zen” ¢ nghia la
“t6t hon”. N6 tap trung vao viéc thyc hién nhitng thay d6i nho, thudng xuyén dé nang
cao hi¢u qua, chét lugng va nang suét trong moi khia canh ctia hoat dong, loai bé su
lang phi, cai thién hiéu quéa vé ca thiét bi 1an quy trinh lam viéc.

Kaizen 13 chién lugc ma trong d6, nhan vién & tat ca cac cap trong doanh nghiép
cht dong 1am viéc cting nhau dé dat dugc nhiing cai tién thudng xuyén va gia ting trong
quy trinh san xuit. Theo mot nghia nao d6, no két hop cac tai ning tap thé trong mot
cong ty dé tao ra dong co cai tién manh mé.

2.2. Nguyén tic ap dung Lean Kaizen

Duéi day 1a quy trinh thyc hién Lean Kaizen dugc thé hién trong hinh 2.1:
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Budc 1: Phan tich hién trang
va xac dinh muc tiéu Kaizen

\. J

Budce 2: Xac dinh nguyén
nhan goc ré cua van dé

Budc 3: Dé xuat va lya chon
giai phap

Budc 4: Thuc hién giai phap
Kaizen

Budc 5: Phén tich két qua va
danh gid hiéu qua

Budc 6: Chuin hoa va tdi vu
giai phap

Budc 7: Lap lai chu trinh
Kaizen da chuan hoa

\. J

Hinh 2. 1 Quy trinh thuc hién Lean Kaizen

Budc 1: Phan tich hién trang va xac dinh muc tiéu Kaizen

Trude khi 4p dung Kaizen, doanh nghiép can danh gia tinh trang thuc té dé thong
nhat muc tiéu phu hop. Kaizen khong yéu cau von dau tu 16n nhung doi hoi sy cam két
va nd luc dai han tir toan b nhan vién. Doanh nghi¢p co thé ap dung thtr nghi¢m Kaizen
tir mot diém nhat dinh, sau d6 mé rong dan.

Buéc 2: Xac dinh nguyén nhan goc ré ciia vin dé

Sau khi danh gia doanh nghiép, can xac dinh nguyén nhin sau xa ctia van dé. Vi
du, ton kho hang hoa qua nhiéu do 18i quy trinh phan phéi hay chit lugng san pham?
Dit liéu thu thap trong thoi gian dai s& gitp giai dap van dé nay. Can thu thap phan hoi
tir tAt ca nhan vién dé co cai nhin tong quan va toan dién nhét.

Buéc 3: P& xuit va lwa chon giai phap

Khi d3 x4c dinh duoc nguyén nhan, ddy 12 budc ma cc thanh vién can ngdi lai

cung nhau dé xuat giai phap. Cap trén can khuyén khich nhan vién dua ra cc y tudng
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sang tao. Chon mot giai phap kha thi nhét va thiét 1ap ké hoach thuc hién, gan lién voi
cac chi tiéu danh gia c6 thé do luong duoc.

Budc 4: Thuc hién gidi phap Kaizen

Tién hanh thuc hién Kaizen theo ké hoach da l1ap. Doanh nghié¢p co thé ap dung
chuong trinh thi diém hodc thuc hién cac budce nhod dé thir nghiém giai phap trude khi
ap dung chinh thtrc. Trong qua trinh thuc hién, cin thudng xuyén thu thap thong tin va
giam sat chat che.

Buéc 5: Phan tich két qua va danh gia hiéu qua

Tir thong tin thu thap duoc trong qua trinh trién khai, doanh nghiép can xac dinh
két qua cua giai phap Kaizen, dong thoi danh gid mirc d6 thanh cong so voi hién trang
ban dau. Thuc té, da sé giai phap Kaizen s& mang lai anh hudng tich cuc cho doanh
nghiép.

Buéc 6: Chuan hoa va toi wu giai phap

Chuan hoa va ti uu giai phap cua quy trinh tng dung Kaizen, doanh nghiép can
thuc hién mot loat cac hoat dong nham cung ¢ va tbi da hoa hiéu qua cua cac giai phap
dd duoc trién khai. Bao gém viéc tai liéu hoa, ghi chép chi tiét quy trinh thyc hién, két
qua dat dugc va bai hoc kinh nghiém rat ra tur viéc 4p dung gidi phap. Tai liu nay s¢€
dong vai trd nhu mot huéng dan chuan cho cac 1an trién khai tuong tu trong tuwong lai,
d6ng thoi gitip nhan vién dé dang nam bat va thyc hién cac bude cai tién.

Budée 7: Lip lai chu trinh Kaizen da chuin hoa

Sau khi trién khai giai phap Kaizen, doanh nghiép can danh gia hiéu qua va xac
dinh nhirng van dé méi ndy sinh. B%mg cach thu thap dir liéu, khao sat y kién nhan vién,
hay quan st tryc tiép qua trinh lam viéc.
2.3. Cac cong cu thuc hién
2.3.1. Biéu dé nhan qud - Cause and Effect Diagram

Biéu do nhin qua - Cause and Effect Diagram (hay con goi 1 biéu db xuong ca
- Fishbone Diagram) 1a mét dang so d6 1y ludn c6 t6 chirc dé xac dinh duoc nguyén nhin
gbc ré ciia van dé hodc biéu thi méi quan hé giita ching. Nhitng nguyén nhan nay c6 thé
dugc phan thanh 6 nhom chinh: may moéc, vat li¢u, nhan luc, thién nhién, do luong va
phuong phap.

Dudi ddy 1 hinh anh minh hoa biéu d6 nhan qua thé hién ¢ hinh 2.2:
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TNHH Daiwa Viét Nam
Do luong Mai truong Con nguoi
iCong cy do Diéu kién INhan vién Lanh
chura chuan T lam viéc kémT indng suat A__dao
thap _; nangluc
, -
Thoitiéet Hay di lam
inong brc - Dy an
cham
Quy trinh lam rhidu tién do
viéckhong thong tin
khoa hoc

Cham giai von

Phuong phap Nguyén vat liéu

Hinh 2. 2 Hinh anh minh hoa biéu d6 nhan qua
2.3.2. Phwong phap phdan tich thir bic AHP (Analytic Hierarchy Process)

Phuong phép phan tich thir baic AHP (Analytic Hierarchy Process) la mot phuong
phap quyét dinh da muc tiéu duoc phat trién boi nha toan hoc ngudi My Thomas L.
Saaty vao nhitng nim 1970. AHP 1 mét cong cu quyét dinh c6 ciu trac, giup danh gia
va xép hang céac yéu t6 khac nhau trong mot hé théng phén cap.

Phuong phap AHP duya trén viéc tao ra mot cau trac phan cap cta cac yéu td
quyét dinh va sir dung céc phép do so sanh twong ddi dé xac dinh mirc d6 anh hudng
clia cac yéu t6 1én nhau. Quy trinh AHP bao gdm céc budc chinh sau:

- Xéc dinh muc tiéu: Xac dinh rd muyc tiéu ctia quyét dinh va xac dinh cac yéu t6
cap cao nhat trong phén cap.

- Xac dinh cau triic phan cap: Xéac dinh cac yéu t6 con trong phan cap dudi ciing
va xay dung mdt cdu triic phan cap bang cach sap xép cac yéu td theo timg cap.

- Pit trong s6 cho cac yéu to: Str dung thang do so sanh tuong dbi, danh gia murc
d6 quan trong gitta cac yéu t6 trong cting mot cap va dit cac gia tri twong Ung.

- Xay dung ma tran so sanh: Xay dung ma tran so sanh dé so sanh muc d6 anh
huong cia timg cip yéu td trong cing mot cAp. Ma tran nay dugc dién bang cac sd tuong
ung voi mue do quan trong da xac dinh.

- Tinh to4n trong s6: Tinh toan trong s6 cho timg yéu t6 bang cach két hop thong
tin tr ma tran so sanh va dat trong $0.

- Kiém tra nhit quan: Kiém tra mc d¢ nhat quan cta ma tran so sanh bang cach
tinh toan chi s nhat quan, chang han nhu chi s6 CR (Consistency Ratio). Néu ma tran

khong nhat quan, can diéu chinh danh gia ban dau.
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- Téng hop két qua: Tong hop két qua bang cach tinh toan trong sd tong hop cho
mdi yéu t6 va xép hang ching theo murc do quan trong.
Cac budc thuce hién phan tich AHP:
Budc 1. Xay dung cdu triic thir bic cua bai toan: Xac dinh myc tiéu (Goal), cac
tiéu chi danh gia (Criteria) va cac phuong an lua chon (Alternative)
Céu tric ciia bai toan gdm co 3 bac:
Bac 1: Xac dinh muc ti€u cua bai toan
Bac 2: Céc tiéu chi dé danh gia lya chon phuong 4n
Bac 3: Céac phuong 4an
Budc 2. Tinh toan trong sb cia ting tiéu chi (criteria)
Xay dung ma tran so sanh cadp cho mdi tiéu chi
Tinh trong s cho timg tiéu chi
Kiém tra ty sb nhat quan CR (Consistency Ratio: CR<10%)
Budc 3. Tinh muc do vu tién cho timg phuong an va chon phwong an tot nhét
2.3.3. Biéu dé Pareto (Pareto Chart)
Biéu d6 Pareto la mot dang dd thi hinh c6t phan anh cac dir liéu doc lap duoc sip
xép theo thir tur tir cao dén thip, mot dudng biéu dién ty 16 phan trim tong tich liy tir d6
chi rd cac van dé can duoc uu tién giai quyét trude.

Duéi day 1a hinh anh minh hoa vé biéu do Pareto:

0
Uing
Dé giai quyét cac van dé trong san Bidu d® Pareto

xuat, kinh doanh va cudc séng . /_
4 i 4l

fg v

8 -

Nam &
20 % Ly do chinh

Hinh 2. 3 Biéu do Pareto minh hoa
Y nghia:
Dua véao biéu do pareto cic to chirc/ca nhan s& nhanh chong thiy dugc van dé

anh huong tir d6 c6 tim ra hudng giai quyét.
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Dé dang quan 1y nguén lyc khi xac dinh duoc cy thé van dé giup tiét kiém duoc
thoi gian, tién bac cho doanh nghiép.
Phén cong cong viée duoc cu thé gitp cac nhan vién tap trung xt 1y tot cac van

de, khong can lo lang vé hi¢u suat cong viéc khong dam bao.
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CHUONG 3: GIOI THIEU DOANH NGHIEP

3.1. Tong quan vé cong ty
3.1.1. Gidi thiéu vé cong ty

Hinh anh logo cong ty duwgc thé hién & hinh 3.1 nhu sau:

70/ N/

Hinh 3. 1 Logo cong ty TNHH Daiwa Viét Nam
Cong ty TNHH Daiwa Viét Nam thudc Tap doan Globeride — La mdt tap doan
dén tir Nhat Ban c¢6 tru sé tai Higashikurume, Tokyo, Nhat Ban, chuyén san xuét va kinh
doanh cac thiét bi cau ca, quﬁn vot, golf va xe dap,...
- Linh vuc kinh doanh: San xuat cac loai cAn va gudng cau ca.
- Diachi: Lo M, Duong s6 5, KCN Hoa Khanh, Phuong Hoa Khéanh Bic, Quan Lién
Chiéu, Pa Ning.
- Ngay thanh lap: 19/09/2005 (Giay phép kinh doanh 15/09/2006).
- Ma s thué: 0400511094.
- Cong ty gdm c6 nha may ROD — san xudt can cu ca va nha may REEL — san xuat
gudng quay.
- Cong ty gdbm 3 nha may véi tong dién tich 1a 117,000 m?, trong do:
o Nha may REEL No.1 60,000 m?.
o Nha may REEL No.2 17,000 m?.
o Nha may ROD 40,000 m?.
So dd cac nha may cua cong ty TNHH Daiwa Viét Nam dugc thé hién ¢ hinh 3.2:
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Nha may REEL No.1

Nha may ROD

40,000ni

Hinh 3. 2 So d6 cac nha may ctia cong ty TNHH Daiwa Viét Nam.
3.1.2. Co céu to chirc ciia cong ty
Dé dam bao hoat dong hiéu qua va phéi hop nhip nhang giita cic bo phan, cong
ty da xay dung mdt co cau to chirc rd rang, chuyén mén héa theo timg chirc ning. So d6
duéi day thé hién co cdu t6 chuc cua cong ty Daiwa Viét Nam véi cac phong ban chinh

va nhiém vu cu thé, to san xuat, k¥ thuat dén hanh chinh, ké toan va ki€ém soat chat

lugng:
DAIWA VIET
NAM Co.Ltd
[ I : T ]
B phﬁn san B6 A . A Bo han
FSN SN 0 phén san xuat pha B6 pha
Xuat can cau A = . 0 phén QA
ROD guong quay REEL van phong
K§ thuat K§ thuat — Tong hop QA Reel
San xuit San xuat — Mua hang QA Rod

— Keé toan

— Sales

— Kho

Hinh 3. 3 So d co cau to chirc ciia cong ty TNHH Daiwa Viét Nam

Sinh vién thyc hién: Nguyén Thi Thu Huong Huéng dan: TS.Lé Thi Huynh Anh 11



D6 an tt nghiép - Ap dung Lean Kaizen nhdm nang cao chat lugng san pham tai bo phan lap rap cua cong ty
TNHH Daiwa Viét Nam

B) phin sin xuit cin ciu ROD:
- Ky thuat: gdm bo phan k§ thuat san xuat V291; k¥ thudt san phim V293 va
thiét ké V295.
- San xuét: tham gia san xudt can cdu, gdm cac bd phan sau:
o Cudn vai V220.
o Hoan thién V230.
o Son V240.
o Lép rap V260.
o béng go1 V270.
o EVA Grip V266.
o Parts Marking V265.
3.2.  Gi6i thiéu san pham
3.2.1. Sdn pham can tron va guong quay ciia Daiwa
Cong ty TNHH Daiwa Viét Nam chuyén san xuat cac loai can va gudng ciu c4,
dugc thé hién trong hinh 3.4 va 3.5 sau:

San pham gudng quay

28 ) VAN /2N

Hinh 3. 4 Hinh San phdm gudng quay cua Daiwa Viét Nam

San pham can tron

Sinh vién thyc hién: Nguyén Thi Thu Huong Huéng dan: TS.Lé Thi Huynh Anh 12
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Hinh 3. 5 San pham can c4u ciia Daiwa Viét Nam
3.2.2. Nguyén ly hoat dpng ciia cin ciu va guong quay Daiwa
Cén cau va gudng quay hoat dong dya trén nguyén 1y co hoc két hop véi luc dan
hdi, luc ma sat va luc kéo, gitp diéu khién mdi va ca mot cach hiéu qua.

- Giai doan quing moi: Nguoi cdu mé khoa may (hodc bop cd néu dung may
ngang), quing can va tha ddy. May cau gitp day thoat ra muot ma, ting d6 chinh xac
khi tha moi.

- Giai doan thu hut ca: Khi mdi xuéng nudc, nguoi cau co thé giat nhe hoac kéo
day dé tao chuyén dong tu nhién, kich thich ca can mdi.

- Giai doan c4 can cau: Khi ca dép mdi, dau can s& rung hoic bi kéo xudng. Lic
nay, nguodi cau giat can dé moc ludi vao miéng ca.

- Giai doan kéo ¢4 1én: May cau hd trg thu diy nhanh chong va on dinh. Bd phanh
cua may giup kiém soét luc kéo, tranh tinh trang day dut hoac mat ca.

Nho cong nghé hién dai, can cau va guong quay cta Daiwa gitip toi wu hoa qua
trinh cau ¢4, mang lai trai nghi¢ém chuyén nghiép va hi¢u qua hon cho nguoi dung.
3.3.  Quy trinh cong nghé

Luu d6 thé hién trinh tyu thuc hién hoat dong san xuat tai cong ty va cac bo phan
c6 trach nhiém li€n quan, duoc thé hién trong bang sau:

Sinh vién thuc hién: Nguyén Thi Thu Huong Hudng dan: TS.Lé Thi Huynh Anh 13
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Béng 3. 1 Quy trinh kiém soat can cau

TRACH NHIEM LUU PO
Bé phfi]’l kinh doanh Nhf;?lﬂ dir l]éu don hﬁﬂg
BP QLSX Lap KH5X
|
BP QLSX Tinh Toén JNVLj :kiél.'n tra nﬁn%
lue, may moc, thiét bi con nguoi

M

2l
Trién khai KHSX

Truong cac BP SX, nhan vién, QLSX,
nhan vién ky thuit cua BP

¥

-
Truéng cc BP SX, nhan vién, QLSX, Vi

Kiém soat san xuat

nhan vién ky thuit cua BP

QA (KTCLSP)
Truong cac BP SX, nhan vien, QLSX, 'Uv OK
nhén vién ky thuat cua BP Luu ho so
Truong cac BP SX, nhan vién, QLSX, '
nhan vién k¥ thuit cia BP Xuat xuong

- Nhéan dir li¢u don hang : Hang thang BP Kinh doanh s€ phu trach viéc nhan don
dat hang tir khach hang. Theo quy dinh tai Cong ty Daiwa don dat hang s€ nhan trudc 4
thang.

- Lap KHSX: Sau khi BP Kinh Doanh nhan don dat hang tir khach hang va chuyén
dit liéu don hang da nhan dugc cho BP QLSX. BP QLSX sé& dua trén yéu cau dit hang
ctia khach hang (loai hang, s6 luong don hang, ngdy yéu cau xuat hang ...) s& tién hanh
xay dung KHSX theo thang va pht hop v6i nang luc ctia nha may SX can cau ca.

- Tinh toan Nguyén vat liéu, niang luc may moc thiét bi va con ngudi

+ BP QLSX 1a bd phén chiu trach nhi¢m tinh NVL, nang luc may moc thiét bi va
con nguoi dya trén KHSX da phat hanh. Tinh NVL, nang luc may moc thiét bi s& dua
trén ST (standard time application sheet) ma cac b phan thyc hién san xuat linh kién.
ST dugc tinh toan dinh theo thoi gian va NVL tiéu hao khi SX 1 linh kién. NVL, nang
lyc may moc thiét bi s& duoc tinh trude 4 thang.

+ Sau khi BP QLSX tinh xong NVL, ning lyc may moc thiét bi, con nguoi va
chuyén dir liéu dén truong cac BP SX nha may Rod. Cac truéng BP so sanh véi dir liéu
ctia BP QLSX va dir liéu thuc té tai BP dé can ddi cho phui hop

Sinh vién thuc hién: Nguyén Thi Thu Huong Hudng dan: TS.Lé Thi Huynh Anh 14
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- Yéu cau mua NVL, nhap kho kiém tra: Sau khi c6 KHSX, BP QLSX sé tinh luong
NVL can cho SX va tién hanh lap phiéu yéu cdu NVL va chuyén 1én BP mua hang Rod.
(Trén phiéu yéu ciu mua NVL, chuyén BP mua hang Rod phai c6 diy du cac thong tin
loai NVL, sb luong, ky han giao hang). BP mua hang xt 1y phiéu yéu cdu mua NVL
xong. NVL mua vé s& nhép kho, kiém tra theo dung trinh tu.

- Trién khai qua trinh SX : BP QLSX chuyén KHSX d3 duoc Giam ddc nha may
Rod xét duyét dén cac BP SX bao gom cac thong tin: s6 lot, model, sé lwong, tén linh
kién, ky han giao hang. Sau khi nhan dugc KHSX tir BP QLSX thi Truong BP SX va
Nhén vién nghiép vu can thiét ¢& SX linh kién san pham, dap tng ky han giao hang,
chét luong linh kién, san pham theo quy dinh.

Tat ca cac dit liéu vé guong quay déu duoc lay tir phan mém AS400, c6 hé thong
mang nodi bo luu trir dit liéu dé tién cho viéc trao doi dit liéu. Mot sd hinh anh giao di¢n
AS400 thé hién 1 con Rod bao gom nhiing linh kién gi, gia thanh, quy trinh di. NVL da

vé hay chua.

Sinh vién thuc hién: Nguyén Thi Thu Huong Hudng dan: TS.Lé Thi Huynh Anh 15
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CHUONG 4: PHAN TiCH THUC TRANG TAI DOANH NGHIEP

4.1. Thuc trang vé hang son mau
Viéc rt ngin thoi gian 1am hang sau mau 14 v6 ciing quan trong dé nang cao hiéu
qua san xuit va dap tmg nhu cdu cua khach hang. Dé rut ngin lead time, ching ta cin
hiéu 5 thyc trang vé ning lyc san xuat, quy trinh 1am viée, va su phdi hop giita cac bd
phan lién quan. Duéi day 1a van dé chinh duoc x4c dinh trong qua trinh diéu tra hién
trang:
« Leadtime Iam hang dai

Béng 4.1 dudi day thé hién thoi gian hoan thanh (leadtime) ddi voi timg loai hang
son mau, phu thudc vao $6 luong mau son dugc st dung, tir d6 gitp xac dinh 10 rang
khung thoi gian can thiét cho timg cong doan.

Béng 4. 1 Leadtime hang son mau

L LEADTIME SO NGAY
STT| SO MAU SON .
(NGAY) 1 2 3 4 5 6 7
2 | E003+UV+1 MAU 4
3 | E003+UV+2 MAU 5

Lead time 1am hang cta hang son mau dai, hang son 2-3 mau phai mat 1 tudn
lam viéc mdi hoan thanh. Diéu ndy nhin manh rang viéc thém mau sic vao son lam ting
dang ké thoi gian san xuit.

Lead time 1am hang dai 1am anh huéng dén tinh canh tranh cta san pham néu so
sanh v6i cac san phdm c6 cung mirc gia va chat luong. Thoi gian san xuét 1au hon c6
thé dan dén viéc giao hang cham tr, anh hudng dén su hai 1ong cua khach hang va kha
nang canh tranh ctia doanh nghiép.

Thoi gian san xudt lau lam ting chi phi cho cac cong dung cu hd trg. Diéu nay cd
thé bao gom chi phi luu trit, chi phi lao dong phat sinh do thoi gian san xuat kéo dai, va
cac chi phi khac lién quan dén viéc duy tri hoat dong san xuét trong thoi gian dai hon.

% Thao tac l3p lai nhiéu lan

Thao tac 1am hang son méau duoc thé hién dudi hinh 4.1 nhu sau:
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Son E003
L 2
Chém keo

L Z
Son UV

Kiém tra bé
mat UV

Mai bé mat UV
v
Laule
v

Son mau 1

Cho nhi; d6 phong Bl Pha son
v

Séy lan 1 A

3 B2

Cam can vao 10 su

Son mau 2 14n 1

v

B3 S 3
Cho nhiét d6 phong 1 gio on mau
v
Son mau 2 1an 2 B4

v
Cho nhiét d6 phong
v BS5
Say lan 2

A 4

Rt cin khoi 18 su

\ 4

Dit cén 1én xe

B6

Cho nhiét do phong 1 gio

Kiém tra
son chi

Xuit hang

Hinh 4. 1 Thao tac lam hang son mau
Tir quy trinh trén ta thay:
- S 1an lap lai cac budc son ti 1& thuan véi s6 lugng mau son. Cuy thé, néu can son
1 mau s& thuc hién tir budc 1 dén bude 7 nhu hinh 4.1 bén phai, néu son 2 mau, cac

bude s& duge thuc hién 2 1an, va twong tu, voi 3 mau thi lap lai 3 1an, va ci thé tiép tuc.
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- Viéc 1ap lai cac thao tac khong chi lam kéo dai thoi gian san Xuit ma con phat

sinh thoi gian cho gitra cac lan 1dp, dan dén tién do cong viéc bi tri hoan. Theo yéu cau

k¥ thuat son, viéc 1ap lai cac thao tac la can thiét, tuy nhién dé tiét kiém duge thoi gian

cho sdy va sdy thi can phai dua ra bién phap cai tién phu hop dé rat ngan duogc thoi gian

cho.

- Tan suat stt dung cac cong cu nhu xe day, may moc va 10 say cling tang lén dang

ké, dan dén nguy co hao mon va giam tudi tho thiét bi.

R

Dudéi day la thoi gian thao tac va thoi gian cho kho cua céac loai hang:

Bang 4. 2 Thoi gian cho kho cua céac loai hang

« Ton thoi gian cho va say cia quy trinh son mau

TG
S _ S6 | thaotic | TG cho | TG Tyl TG | Tylé
Loai | Lead . .
T . _ mau son say say | Total | thaotic | TG cho
hang | time . ; ] . .
T son mau (phat) | (phat) son mau kho
(phut)
1 | OF16 3 0 0 0 0 0 0% 0%
2 | 9CI13 4 1 3.96 60 120 184 2.2% 97.8%
3| 7Cs8 5 2 6.70 120 240 | 367 1.8% 98.2%
4| 0J95 6 3 15.11 180 420 | 615 2.5% 97.5%

Déi véi hang son mau, lead time lam hang, thoi gian chd chiém ty 16 cao nhit:

bicu nay dugc ching minh rd rang qua dir li€u trén, dic bi¢t 1a do1 vdi cac loai son

9C13, 7C58 va 0J95. Thoi gian cho kho chiém phan 16n tong thoi gian san xuit miu.

Thoi gian cho nhi€u lam gidm kha ndng s dung cua xe, do xe khong dugc luan

chuyén lién tuc: Viéc thoi gian chd kho kéo dai ddng nghia voi viée cac phuong tién

van chuyén (xe) phai chd doi 1au hon dé di chuyén céc 16 hang tiép theo, 1am giam hiéu

suat va kha ning luan chuyén cta ching.

Duéi day 1a ty 18 thoi gian cho va sdy ctia hang son mau:

Sinh vién thuc hién: Nguyén Thi Thu Huong
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e . s . A - )
TY LE THOTI GIAN CHO VA SAY CUA HANG SON MAU

0 o,
100% 22% 1.8% 2.5%
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0%

0% 0%

0J95

0F16 9C13 7CS8

ETY LE TG CHG KHO BTY LE TG THAO TAC SON MAU

Hinh 4. 2 Ty 18 thoi gian chd va sdy ctia hang son mau

D6i v6i loai hang OF 16, ca ty 1é thoi gian chd kho va thoi gian thao tac son mau
déu 1a 0%, cho thiy quy trinh nay c6 thé khong bao gdm budc chd kho dang ké hodc
thoi gian thao tac dugc tinh khéc.

Dbi v6i cac loai hang 9C13, 7C58 va 0J95, ty 1 thoi gian chd kho chiém phan
16n (trén 97%), trong khi ty 18 thoi gian thao tic son mau rat nho (dudi 2.5%). Piéu nay
cho thay thoi gian cho son kho 14 yéu t6 quyét dinh dén tong thoi gian hoan thanh mau
son cho céc loai nay.

4.2. Thuec trang vé 16i san phim

Cong ty TNHH Daiwa Viét Nam la cong ty thudc loai hinh san xuét theo don dat
hang 1 cha yéu, quy trinh san xuat va cong nghé 1a ciia cong ty. Tuy nhién, c6 nhiing
san pham thiét ké, san xuét theo yéu cu cuia khach hang. SO lugng xuat hang mdi thang
tuong ddi 16n. Cong ty dd mo rong thém nha xudng san xuit va ting sb lwong san pham.
Di kém voi viéc diy manh sb lugng san pham 1a nhiing 15i sai trong qua trinh san xuat
c6 thé anh hudng dén chat luong san pham.

Mot s6 18i thuong gap tai bo phan lap rap duoc minh hoa dudi hinh 4.3 nhu sau:
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L6i Am thanh

Gin thiéu Guide

Xi keo

Bé mit son dudi Grip ban

Léch Guide
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Hinh 4. 3 Mot s6 13i tai bd phan lép rap
Nhan xét:
% Uu diém cta hoat dong quan 1y chat luong tai cong ty
B6 phéan quan 1y chét luong hoat dong ddc 1ap vo1 bd phén san xuét, nén sé& chinh
xéac va khach quan. Théng ké 13i sai cho bd phan san xuit néu c6 hang NG, lam co s&
cho cic muc tiéu chat lugng tai cac bg phan.
Xem xét, théng ké ty 16 NG va OK kip thoi thong bao cho k§ thuat dé c6 thé dua
ra nhitng phuong an thich hop nham cai tién va nang cao chat luong cho san pham.
% Nhuoc diém cua hoat dong quan Iy chit luong tai cong ty
Cong ty c¢6 QC kiém tra tirng cong doan nhitng van c6 sai sot khong duoc phat
hién, san pham 13i van dén tay khach hang, dung cu kiém tra con han ché, kiém tra tha
cong khién do chinh xac chua cao, ty 18 kiém tra con thap.
Nhitng 161 pho bién van chwa duogc cai thién 1am anh hudng dén tién d6 hay chi

phi ctia cong ty.
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CHUONG 5: PE XUAT AP DUNG PHUONG PHAP LEAN KAIZEN TAI
BQ PHAN

5.1. Ap dung phwong phip Lean Kaizen d6i véi hang son mau
5.1.1. Nguyén nhén
Tir co s& dit liéu & trén ching ta tién hanh phan tich nguyén nhan theo nguyén
tdc 4M theo tiéu chi SW1H dé hiéu rd duoc ngudn goc dé dua ra giai phap phi hop bao
gdm viéc s& liét ké nhirng cau hoi lién quan nhu sau:
Béang 5. 1 Tiéu chi SWI1H

What (Céi gi)? Lead time (thdi gian san xuat) hang son mau dai.
Why(Tai sao)? Con nguoi
Maéy moc

Nguyén vat li¢u

Cho say va say

Who(Ai1)? B0 phan quan 1y san xuét

Cong nhan son mau
When(Khi nao)? Trong qué trinh san xuat hang son mau
Where(O dau)? Bo phan son mau(thudc bd phén lap rap)

How(Lam thé nao)? | Lap lai cac thao tic son va sdy nhiéu lan

Cho doi gitra cac cong doan son va say

Sau khi str dung nguyén tic 4M theo tiéu chi SW1H, 4p dung biéu d6 xuong ca
dé dua ra nguyén nhan tan gbc dé giai quyét van dé hop 1y.
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Thé tich 16 say co
gioi han, moi lan say
chi duoc 3 xe

~

LOSAY | —

Phéin b6 cong
viéc chura hop ly
~

QUANLY ;4 - Phan bo may son
/,/ mau chura hop Iy
/ ~
Khong nhin Ilﬁy duoc su
lang phi trong thao tac LEAD
TIME
HANG
SON MAU
Thao tac son CHO SAY DAI

lap lai nhieu lan

T~
THAO TAC — =

-
e

/ VA SAY
Thot gian chér siy
va say nhieu

Thoi gian pha son lau
\

Thao téc chuin
bi lap lai nhiéu
lan

Cung 1 quang duong nhimg
di chuyeén lap lai nhiéu lan

Hinh 5. 1 So d6 xuong c4 leadtime hang son mau dai

Yéu t6 May méc:

- May séy (10 sy):

o Thé tich 16 sdy c6 gidi han, mdi 1an sdy chi duogc 3 xe: Piéu ndy cho thay ning
suat ciia 10 say bi han ché vé s6 luong san pham c6 thé xtr Iy ciing mot lic, dan
dén tinh trang tac nghén va kéo dai thoi gian cho.

o Tang thoi gian chd sdy: Viée 10 sdy co cong suat han ché c6 thé dan dén viéc
cac xe phai cho doi dén luot sdy, 1am ting tong thoi gian san xuét.

- May son: Phan b6 may son mau chwa hop 1y, méi méto chi ¢6 1 16 nén mdi 1an thao
tac chi son duoc 1pcs: Thiét ké ctia may son v6i chi mot 16 phun son trén mdi méto
lam giam hiéu suit son, mdi 1an chi xir Iy dugc mét san phém. Diéu nay lam cham
qua trinh son hang loat va kéo dai thoi gian san xuat tong thé.

Yéu t6 Con nguoi:

Phéan bd cong viéc chua hop 1y: Piéu nay cho thay c6 thé co sy mat can ddi trong
viéc giao viéc cho nhan vién, din dén tinh trang ngudi ndy qua tai, ngudi kia lai nhan
rdi. Su phan bd khong déu ndy c6 thé tao ra cac nut thit trong quy trinh son va sy, kéo
dai thoi gian cho doi.

Mirc d6 1am dung theo ban v& va TCCV: "TCCV" 1a viét tit cia "Tiéu chuan
cong viéc". Cong nhan lam dung theo ban vé& k¥ thuit va cac tiéu chuan cong viéc da
duoc quy dinh.

Khong nhan thiy duoc sy lang phi trong thao tac: Diéu nay cho thiy c6 thé nhan
vién chua dugc dao tao hodc chua co6 y thiuc vé viéc nhan dién va loai bo cac thao tac

thira, khong can thiét trong qua trinh 1am viéc. Nhing thao tac lang phi nay cong don
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lai s€ lam tdng thoi gian thyc hién cong viéc va kéo dai "Lead time lam hang son mau
dai".
Yéu t6 Phwong phap

Thao tac son lap lai nhiéu lan: Quy trinh son hién tai co thé yéu cau thuc hién
nhiéu 16p son hodc nhiéu l1an son cho cling mot san pham. Viéc lip lai thao tac nay lam
tang dang ké thoi gian can thiét ¢é hoan thanh cong doan son.

MG&i 1an son chi duge 1 mau: Han ché ndy ciia quy trinh son (c6 thé do thiét bi
hodc quy trinh thiét 1ap) khién cho viéc son cac san phdm c6 nhiéu mau tré nén ton thoi
gian hon, vi phai thyc hién nhiéu 1an son khac nhau cho tirng mau.

Thao tac chuyén bi 1ap lai nhiéu 1an: Viéc chuén bj cho qua trinh son phai thuc
hién nhiéu lan. Nhiing quy trinh giéng nhau nhung khong 1am lién tuc ma cach nhau tir
1-3 gid méi lap lai. Piéu nay co thé gay ra su cho doi, di chuyén khong can thiét va kho
khin trong viéc toi wu hoa quy trinh cho ting loai san pham.

Yéu to6 Nguyén vt liéu

Viéc van chuyén nguyén vat li¢u tu dia diém V255G dén V240 ton nhiéu thoi
gian do khoang cach xa giy ra thoi gian cho doi trong qua trinh san xuét.

Thoi gian pha son lau: Tai b phan chi c6 son mau den T579, con lai phai qua
V240 dé pha. Van dé nay truc tiép lién quan dén sy sin co cua nguyén vat liéu (son
mau) tai bd phan san xuat va quy trinh xir 1y dé c6 dugc mau son can thiét.

==  Sau khi phan tich nguyén nhén tir 4 yéu t6 May moc, Con nguoi, Phuong phap,
Nguyén vit liéu, ta thdy cac nguyén nhan sau din dén thoi gian lam hang son mau dai
1a: Chua hop 1y hoa quy trinh 1am hang, phuong phap son con nhiéu lang phi, viéc phan
bd may son mau chwa hop 1y.

5.1.2. Phwong dn cdi tién

Lead time 1am hang son mau dai 1a mot van dé phic tap, chiu anh hudng dong
thoi tir nhiéu yéu t6 thudc vé may moc, con ngudi, phuong phap lam viéc va quan 1y
nguyén vat liéu. Dé giai quyét triét dé van dé nay, can c6 mot cai nhin tong thé va cac
giai phap dong bd nhim téi wu hoa timg khia canh ctia quy trinh san xuét, tir viéc bd tri
may moc, nang cao niang lyc nhan vién, cai tién phuong phap 1am viéc cho dén quan 1y
hiéu qua ngudn cung tmg nguyén vat lidu.

Dbi sach dé cai tién: Rt ngin quy trinh son va chuyén doi tir may son ting sang
may son 20.000

Dé tién hanh cai tién, c6 3 phuong an chung ta c6 thé xem xét lua chon va danh
gia nhu sau:

- Phuong an 1: May son tang va 2 ngudi son

- Phuong an 2: M4y son tAng va 1 ngudi son

Sinh vién thuc hién: Nguyén Thi Thu Huong Hudng dan: TS.Lé Thi Huynh Anh 24



D6 an tt nghiép - Ap dung Lean Kaizen nhdm nang cao chat lugng san pham tai bo phan lap rap cua cong ty

TNHH Daiwa Viét Nam

- Phuong an 3: May son 20.000 va 1 nguoi son

Bang 5. 2 Dic diém cac loai may son

PAC PIEM MAY SON

MAY SON TANG

MAY SON 20.000

C6 dinh va

quay can cau

- Can cau dugc gan vao mot
truc quay (nhu hinh trén) noi
can cau dugc gilr gitr ¢6 dinh

Vao truc.

- May quay can cau voi toc do
on dinh dé dam bao 16p son
dugc phu déu trén toan bo bé

mat.

- May duoc thiét ké véi nhiéu truc

quay song song (nhu trong hinh,
c6 nhiéu can cdu dugc gin trén
cac truc). Moi truc quay dugc gén
v6i mot co ciu gilt can cau, noi
can cau duoc cb dinh vao truc.

Dong co (thuong 1a dong co dién)
didu khién cac tryc quay dong
thoi vai tée do 6n dinh. Viée quay
déu nay dam bao rang 16p son
dugc phu dong déu trén toan bo
bé mit can cau, tranh hién tuong
son bi chay hoac dong lai & mot

Vi tri.

Phu son

- Nguoi van hanh st dung co
(nhu trong hinh) dé quét son
1én bé mat can cau trong khi
can cau dang quay.

- Viéc quay déu giup son khong
bi chdy hodc dong lai, tao ra

16p son min va dong déu.

- Nguoi van hanh st dung co hodc

dung cu son dé phu son lén bé mat
can cau trong khi can cau dang
quay.

Viéc quay déu két hop véi thao
tac quét son thu cong giup 16p son
dugc phan bd déu, tao ra bé mat

min va dep.
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Kiém soat do
day va chat
luong 16p son

- Ngudi van hanh diéu chinh | -

luong son va toc do quay dé
kiém soat do day va chat
luong 16p son.

- Trong hinh, c6 thé thiy ho

dang can than quét son dé dam

bao phu déu.

Nguoi van hanh c6 thé diéu chinh
tbc do quay cia may va luong son
quét 1én can cau dé kiém soat do
day cta 16p son. Toc d6 quay can
duge diéu chinh phu hop: néu
quay qud nhanh, son co thé bi
viang ra; néu quay qua cham, son

c6 thé bi chay.

Say kho

- Sau khi son, can cau thuong | -

duoc séy kho (béng nhiét hoac
dén UV) dé 16p son cing lai

va bam chac vao bé mat.

Sau khi son, can ciu thuong dugce
thdo ra va dua qua mdt cong doan
sdy kho (bang nhiét hoic dén UV,

tuy vao loai son st dung).

Sau khi say kho, can cau co thé
dugc kiém tra va son thém 16p
phu bao vé (nhu 16p son bong)

néu can thiét.

5.1.2.1. Quy trinh son truwéc thay doi
Quy trinh son trudc thay d6i: T579x1 + KT401x2:
Lan 1: T579x1

SonT579 | Chosiy (|  Siy
Lan 2: KT401 x 1
Son KT401 |—»| Cho1 gio
Lan 3:KT401x1
SonKT401 |—»| Chosiy ||  Siy
Lan 1 Lan 2, 3
S — L TR
—d L L - &

Hinh 5. 2 Quy trinh son trudc thay d6i
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Phaén tich cac budc son trude thay doi:

Lan 1:

T579x1 (Lép tht nhat: T579 x 1)

- Son T579

- Cho say: Sau khi son 16p T579, can cho 1 tiéng trude khi tién hanh cong doan siy

kho.

- Sy: Budc cudi cung cua 16p son thir nhit 1a qué trinh sdy kho 16p son T579 trong

Lan 2:

-7ZK -

thoi gian 2 tiéng.

KT401 x 1 (L6p tha hai: KT401 x 1)

Son KT401

Cho 1 gid: Sau khi son 16p KT401 ther nhit, can doi trong khoang thoi gian 1
gi0. Muc dich cua viéc cho nay co thé 1a dé 16p son se lai hoac dat dugc do bam
dinh tt hon trude khi tiép tuc cac bude khac.

KT401 x 1 (Lop thir ba: KT401 x 1)

Son KT401: Budc nay chi ra viéc thi cong thém mdt 16p son KT401 nira.

Cho say: Sau khi son 16p KT401 tht hai (1an 3), can c6 mot khoang thoi gian cho
trude khi sy kho. Thoi gian cho 1a 1 tiéng.

Say: Budc cudi cung 1a sy kho 16p son KT401

Son 1an 2 va lan 3 dwoc chi dinh Theo TCCV V293 - ZK - 030 - 13: Ma s6 V293

030 - 13 1a dinh danh cu thé cua tiéu chuan nay. Quy trinh son dugc mo ta cé thé

tuan theo hodc duoc quy dinh bdi tiéu chun nay, nham dam bao chét luong va cac yéu

cau k¥ thuat.

5.1.2.2. Quy trinh son sau thay doi

7
L X4

Ap dung quy trinh son sau thay d6i véi 3 phuong an nhu sau:

Phwong an 1: Mdy son tang va 2 ngudi son

Ngudi s6 1

Son T579 Nguoi 50 2
Cho 1 gio [ SonKT401 [ Chosdy Say
Son KT401

Ngudi s6 2

Hinh 5. 3 Quy trinh son sau thay doi

Cac budc thuc hién:

Budc 1:

Nguoi s6 1- Son T579: Ngudi son s6 1 thyc hién viéc son voi loai son ¢6 nhin
hi¢u 1a T579.
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- Ngudi sb 2 - Son KT401: Son dong thdi voi nguoi sb 1, ngudi tho son sb 2 thue
hién viéc son voi loai son ¢6 nhan hiéu la KT401. Hai mii tén di vao 6 "Cho 1
gid" cho thiy rang ca hai cong doan son ndy can dugc hoan thanh trude khi
chuyén sang budc tiép theo.

Budc 2: Cho 1 gio
Sau khi ca hai nguoi tho d3 son xong 16p son ban dau ciia minh, san pham s&
dugc dé cho trong khoang thoi gian 1a 1 gio. Muc dich cta viée chd nay 1a dé 16p
son kho bé mit va dat duge d6 bam dinh can thiét trude khi thuc hién cac cong
doan tiép theo.

Budc 3: Ngudi s6 2 - Son KT401
Sau khi cho du 1 gid, nguoi son s6 2 tiép tuc thuc hién viéc son lai bﬁng loai son
KT401. Vi san pham can duoc son nhiéu 16p cing mot loai son theo TCCV V293
- ZK - 030 — 13 nén nguoi s6 2 dam nhan céng doan ndy sau thoi gian cho.

Budc 4: Cho siy
Sau khi ngudi tho s6 2 hoan thanh 16p son tht hai (hodc cong doan son KT401
thir hai), san pham lai dugc dua vao giai doan chd dé chuén bi cho qua trinh siy
kho. Thoi gian chd nay ¢ thé ngan hon, du dé san pham sin sang cho may say.

Budc 5: Budc cudi cing trong quy trinh nay 1a say dé lam kho 16p son.

Uu diém Nhugc diém

- Gidm duogc 1 lan cho sady va say S6 nut son va chiéu dai nat son khac
- Giam dugc thao tdc cam va rut 16 su | nhau nén thao tac cua 2 nguoi khong
nhiéu lan dong déu, c6 nhicu thoi gian nguoi thao

tac phai dung cho nguoi con lai

< Phuwong 4n 2: May son tang va 1 nguoi son
Nguoi s6 1 Ngudi s6 1 Ngudi so 1

Son T579 [ Son KT401 P Cho 1gid P Son KT401 P Chosiy [  Say

Hinh 5. 4 Quy trinh son sau thay doi
Cac budc thuc hién:
Bude 1:
Pau tién nguoi thg thyc hién viéc son b?mg loai son ¢6 nhan hiéu la "T579". Sau
khi son xong T579 ngudi tho thuc hién son KT401.
Budce 2: Cho 1 gio
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Sau khi son xong 16p son ban dau ctia minh, san pham sé& dugc dé cho trong khoang
thoi gian 1a 1 gi0. Muc dich cia viéc cho nay 1a dé 16p son kho bé mat va dat duoc
d6 bam dinh can thiét trudce khi thuc hién céac cong doan tiép theo.
Bude 3: Son KT401
Sau khi cho da 1 gid, nguoi son tiép tuc thuc hién viéc son lai béng loai son
"KT401". Vi san phdm can dugc son nhiéu 16p cung mét loai son theo TCCV
V293 - ZK - 030 — 13 nén ngudi son ddm nhan cong doan nay sau thoi gian cho.
Budc 4: Cho sy
Sau khi hoan thanh 16p son thi hai (hoic cong doan son KT401 thit hai), san phim
lai duoc dua vao giai doan chd dé chun bi cho qua trinh sy kho. Thoi gian chd
nay c6 thé ngan hon, du dé san pham san sang cho may say.

Budc 5: Budc cudi cing trong quy trinh nay 1a say dé lam kho 16p son.

Uu diém Nhugc diém
- Giam dugc 1 1an cho say va sy - Thao tac lay son va tha co nhiéu lan
- Giam duogc thao tic cidm va rat 10 su do son 1 1an 2 mau khéac nhau.
nhiéu lan - D& son nhdm mau do yéu t6 con
- Mot nguoi thao tac 1ién tuc khong co nguoi.
thoi gian dung chd nguoi bén canh
thao tac

« Phwong an 3: May son 20.000 va 1 ngwdi son
Ngudi s6 1 Ngudi s6 1 Nguoi s6 1
Son KT401 [ SonT579 » Son KT401 ( Chosiy [ Sy

Hinh 5. 5 Quy trinh son sau thay dbi

Vi thoi gian cho gitra 2 1an son mau KT401 1a 60 phut + Thoi gian 1 vong quay
cua may 20.000 khi son 50pcs 1a 30 phut.

Vay nén ta c6 thé d6i thur tu son cic mau dé khi son xong 1 vong mau vang
KT401 va 1 vong mau den T579 ta da di 60 phut dé son lai mau vang KT401 lan 2.
Cac budc thuc hién:

Budc 1: Pau tién nguoi tho thyc hién viéec son béng loai son ¢6 nhan hiéu la KT401.
Budc 2: Sau khi son xong KT401 nguoi thg thuc hién son T579.

Budc 3: Vi thoi gian cho gitta 2 1an son mau KT401 13 60 phat + Thoi gian 1 vong quay
ctia may 20.000 khi son 50pcs 1a 30 phat. Vay sau khi son xong T579, ngudi tho tiép
tuc son KT401.
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Budc 4: Cho sdy: Sau khi hoan thanh 16p son thtr hai (hodc cong doan son KT401 tht
hai), san pham lai dugc dwa vao giai doan chd dé chuén bi cho qua trinh sdy kho. Thoi
gian chd nay co6 thé ngin hon, du dé san pham sin sang cho may sdy.

Budc 5: Sdy: Bude cubi cung trong quy trinh nay 1a siy dé 1am kho 16p son.

Uu diém Nhuoc diém
- Giam duoc 1 1an cho sdy va siy - Thém thao tic quan tape bao vé
- Giam duoc thao tac cdm va rat 16 su | - Thém thoi gian thay do ga
nhiéu lan => Nam trong TCCV st dung may

- Giam dugc nguy co son nham mau son | 20.000
do son tirng mau tach biét khong son
xen k& nhu phuong 4n 2

- Quang duodng di chuyén dén khu vuc

cho say va say ngan hon

5.1.3. Ap dung phwong phdp phan tich thir bdc AHP( Analytic Hierarchy Process)
Vay viéc lua chon phuong an son tdi wu khong chi don thuan 13 so sanh thoi gian
hoan thanh. Chiing ta cin xem xét nhiéu yéu té quan trong khac, bao gém:
- Hiéu qua cong viéc: Téi vu hoa quy trinh son, giam thoi gian chd doi va ting
nang suat.
- Chét luong san pham: Pam bao 16p son ddng déu, tranh son nhdm mau va dap
g yéu cau thAm my.
- Tinh kha thi: Xem xét kha ning thuc hién cia timg phwong 4n dua trén ngudn
luc hién c6 (nhan luc, thiét bi).
- Tinh 6n dinh: Pam bao quy trinh son dién ra lién tuc, giam thiéu rui ro gian doan.
C6 3 phuong an dugc dua ra: Phuong 4n 1: May son tang va 2 ngudi son; Phuong
an 2: May son tang va 1 nguoi son; Phuong an 3: May son 20.000 va 1 nguoi son.
Str dung thang Likert 4 murc do dé do luong mic d§ quan trong hoac thai do cu
thé ma khong cho phép ngudi tra 101 lya chon trung 1ap.
Bang 5. 3 Do luong muc do

Mitrc do Mo ta
1 Khong quan trong
2 it quan trong
3 Quan trong
4 Rét quan trong
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Bang 5. 4 Do luong muc d6 cua 3 phuong an

Tiéu chi , , Tinhkha | Tinh 6n
. Hi¢u qua | Chat lugng , ,
Phuong an thi dinh
Phuong an 1: May son tang véi
8 o 8y 3 3 1 2
2 nguo1 son
Phuong an 2: May son tang véi
1 nguo1 son
Phuong an 3: May son 20.000
4 3 2 4

vo1 1 nguoi son

(Nguon: Dya vao y kién chuyén gia trong nha mdy)

Buéc 1: XAy dung ciu tric thir bic cho bai toan:

Lwa chon phueng an

thiét ké
‘ "‘_,/"" \_* ‘
Hiéu qua Chét lugng Tinh kha thi Tinh én dinh
May son tang va 2 May son tang va 1 May son 20.000 va 1
ngudi son ngudi son ngudi son

Hinh 5. 6 Céu tric tht bac
(Nguon: Dia vio bang cdc phiong dn va tiéu chi ciia bai todn AHP)
Céu trac cua bai toan gém c6 3 bac:
Bac 1: Xac dinh muc ti€u cua bai toan
Bac 2: Cac tiéu chi dé danh gia lya chon phuong an
Bac 3: Céac phuong an
Budc 2: Xay dung ma tran so sanh cap cho tirng tiéu chi:
Xay dung ma tran so sadnh cdp dya trén muc do uvu tién do cac chuyén gia trong
nha may dua ra, theo nguyén tic do Saaty dé xuat.
Bang 5. 5 Y nghia muac d6 uvu tién cua cac tiéu chi

=

Dinh nghia Giai thich

u
>
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1 Quan trong bang nhau 2 yéu td A va B dong goép nhu nhau
) N Yéu td A duoc lua chon, quan tdm hon
3 Quan trong co su troi hon . 2 ] )
yéu té B trong su dong gop

5 Quan trong nhiéu hon Yéu td A déng gop nhiéu hon B

Rét quan trong, d& nhan thay sy P ) ) P
7 T . Yéu td A dong gop hon B rat nhi€u

khac bi¢t anh hudng

9 Cuc ky quan trong Sy quan trong hon han & trén mirc ¢ thé

Murc trung gian gitta cac muc ) _
2,4,6,8 8 Murc trung gian
rén

(Nguon: Ning cao néing sudt Viét IPQ)
Xac dinh mirc d6 wu tién cho cac ti€u chi:

1/9 1/7 1/5 1/3 | 3 5 7 9
| | | | | | | | | .
— 1 1 1 t 1t >
Vo Ritit Itquan itquan Quan Quan  Quan Rat Vo cung
cung it quan  trong trong trong trong  trong quan  quan
quan trong nhiéu hon nhu hon nhiéu trong trong
trong hon nhau hon hon hon

Hinh 5. 7 Mttc d6 uu tién cac phuong an va tiéu chi theo Saaty
(Nguén: Néng cao ning sudt Viét IPO)

Tién hanh thuc hién viéc so sanh céc tiéu chi theo tung cap, muc d§ quan trong
cua cac cdp ti€u chi. Cac muc dg vu tién (cac gia tri aij, voi I chay theo hang, j chay theo
cot) theo cdp cua cac tiéu chi c6 gid tri nguyén duong tir 1 dén 9 hodc nghich dao cua
céc s6 nay, ta dugc ma tran vuong.

Sau khi hoi ¥ kién ctia 5 chuyén vién trong bd phan, ta duoc cac chi sé nhu bang
sau. Puong chéo ciia ma tran co6 gia tri la 1 vi ti€u chi so sanh v&i chinh né (c6 mic do
quan trong nhu nhau). Gia tri & hang 1 c¢ot 2 1a 5 ¢6 nghia 1a tiéu chi vé gia c6 murc do
quan trong gép 5 1an tiéu chi vé do tién ich, va nhu vay thi gia tri 6 hang 2 ¢t 1 1a 1/5
(46 tién tich it quan trong hon gia 5 1an).

Gia tri so sanh duoc danh gia thong qua y kién cta cac chuyén gia trong nha may.
Céc chuyén gia dugc lya chon dya trén s6 nam kinh nghiém lam vi¢c hodc nghién ctru
nham dam bao cac ¥ kién dua ra khach quan va dang tin cdy. Cac chuyén gia ciing duoc

danh gia bang khao sat mot cach doc 1ap nham dam bao thong tin khong bi dinh hudéng
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boi ngudi khac. Do tin cdy thong tin tir chuyén gia dwa ra quyét dinh tinh chinh xac cia

nghién ctru danh gia.

Bang 5. 6 Biém s6 murc do cua cac cap tiéu chi

Hiéu qua Chét lvong | Tinh 6ndinh | Tinh kha thi
Hiéu qua 1 5 3 7
Chét luong 1/5 1 1/2 3
Tinh 6n dinh 1/3 2 1 3
Tinh kha thi 1/7 1/3 1/3 1

(Nguon: Tham khdo ¥ kién chuyén gia trong nha mdy)

Tir ma tran trén thém ham Tong dé tinh tong theo cot nhu bén dudi:

Bang 5. 7 Tinh tong tirng tiéu chi theo timg cot

Hiéu qua Chat luong Tinh 6n dinh | Tinh kha thi
Hi¢u qua 1 5 3 7
Chét luong 1/5 1 1/2 3
Tinh on dinh 1/3 2 1 3
Tinh kha thi 1/7 1/3 1/3 1
Tong 1.68 8.33 4.83 14.00

(Nguon: Dya vao bang diém sé mirc dj ciia cdc cdp tiéu chi)
Chuan hoa ma trin so sanh cip lay gia tri cia mdi 6 chia cho tong theo cot va
tinh trong s6:
Bang 5. 8 Chuén hoa ma tran so sanh cap

Hiéu qua Chat lugng | Tinh ondinh | Tinh kha thi
Hiéu qua 0.5966 0.6000 0.6207 0.5000
Chat luong 0.1193 0.1200 0.1034 0.2143
Tinh 6n dinh 0.1989 0.2400 0.2069 0.2143
Tinh kha thi 0.0852 0.0400 0.0690 0.0714

(Nguon: Dya vio bang tong tiéu chi theo cot)
Tinh trong s6 cho cac ti€u chi (trung binh theo hang):

Bang 5. 9 Trong s tiéu chi

L \ Tinh 6n | Tinhkha | Trong so
Hi¢u qua | Chat lugng . , N )
dinh thi tiéu chi
Hi¢u qua 0.5966 0.6000 0.6207 0.5000 0.5793
Chat luong 0.1193 0.1200 0.1034 0.2143 0.1393
Tinh 6n dinh 0.1989 0.2400 0.2069 0.2143 0.2150
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Tinh kha thi

0.0852

0.0400

0.0690

0.0714

0.0664

(Nguon: Dia vao bang chudn héa ma trdn so sanh cap)

Céc gia tri trong sO cua cac tiéu chi chua phai 1a gid tri két luan cudi cung, né can

phai kiém tra tinh nhat quan trong cach danh gia cia cac chuyén gia trong suét qua trinh

ap dung phuong phéap. T.Saaty chi ra rang ti s6 nhat quan (CR) nhé hon hay bang 10%

l1a & muc c6 thé chap nhan. Noi cach khac, c6 10% co hoi ma cac chuyén gia trd 101 cac

cau hoi hoan toan ngiu nhién. Néu CR 16n hon 10% ching to c6 sy khong nhat quan

trong danh gid va can phai danh gia va tinh toan lai.

Str dung trong s6 cua cac tiéu chi va ma tran so sanh cap dé tinh ty s6 nhat quan

CR (Consistency Rate) nhu sau:

Bang 5. 10 Dit liéu két hop trong s6 tiéu chi va cac cip tiéu chi

Trong sé tiéu chi 0.5793 0.1393 0.2150 0.0664
Hiéu qua Chét lvong | Tinh 6ndinh | Tinh kha thi
Hiéu qua 1 5 3 7
Chat luong 1/5 1 172 3
Tinh 6n dinh 1/3 2 1 3
Tinh kha thi 1/7 1/3 1/3 1

(Nguon: Dia vao bdng trong so tiéu chi)

Ty s6 nhat quan dugc tinh bang cach ta 14y mdi chi s6 nhan véi trong so cua ting

ti€u chi, ta dugc bang nhu sau:

Bang 5. 11 Ty s6 nhat quan

Trong sd tiéu chi 0.5793 0.1393 0.2150 0.0664
Hiéu qua Chat lugng | Tinh 6ndinh | Tinh kha thi

Hiéu qua 0.5793 0.6963 0.6450 0.4648

Chat luong 0.1159 0.1393 0.1075 0.1992

Tinh 6n dinh 0.1931 0.2785 0.2150 0.1992

Tinh kha thi 0.0828 0.0464 0.0717 0.0664

(Nguon: Dia vao bang két hop trong sé tiéu chi va cdc cdp tiéu chi)

Ta tinh vector nhat quan (Consistency vector): Lay téng trong s6 ctia cac tiéu chi

chia cho trong so6 cua tung ti€u chi

Bang 5. 12 Vector nhat quan

P g . ) X Trong | Vector
N .| Chat | Tinhon | Tinhkha | Tong P P
Hi¢u qua . , . | soOtiéu nhat
luong dinh thi trong so ] )
chi quan
Hiéu qua 0.5793 | 0.6963 | 0.6450 | 0.4648 | 2.3855 | 0.5793 | 4.1178
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Chat lugng | 0.1159 | 0.1393 | 0.1075 | 0.1992 0.5618 | 0.1393 | 4.0344

Tinh 6n

dinh 0.1931 0.2785 | 0.2150 | 0.1992 0.8859 | 0.2150 | 4.1201
n

Tinh kha

hi 0.0828 | 0.0464 | 0.0717 | 0.0664 0.2673 | 0.0664 | 4.0246
1

(Nguon: Dia vao bang 1y s6 nhat qudn)
Tinh gi4 tri riéng 16n nhat cia ma tran so sanh (Lamdamay). Néu Lamdamay cang
gan bang sb tiéu chi so sanh thi tinh pht hop cang cao). Lamdamx duoc tinh 13 trung
binh cong ctia vector nhat quan
Lamdamax= (4.1178 +4.0344 + 4.1201 + 4.0246)/4 = 4.0742
Tinh chi s6 nhat quan CI (Consistency Index)
A —-n

max

Cl= n-1

Trong d6 n 14 s tiéu chi so sanh cung cap

Ta co: CI = (4.0742-4)/(4-1) = 0.0247

Tinh ty s6 nhat quan CR (Consistency Ratio): CR = %

Trong d6: CI: Chi s nhat quan

RI (Random Index): Chi s ngau nhién, duoc tra ctru theo s tiéu chi so
sanh trong bang sau: Bang chi s6 ngau nhién tmg véi s tiéu chi lya chon duoc xem
x€t.

Bang 5. 13 Chi s6 Random Index (RI) theo sb luong tiéu chi

n| 1 (2|3 |4]|5|6 | 7|89 10|11 ]|12]|13] 14|15
00/00{05[09 1.1 |12|13]|14|14|14]|15|15|15|15]|15
I{o0o| 0| 8] 0|2 |4]2 1 519 1 4 16 | 719

(Nguon: Bai bdo khoa hoc phdn tich AHP ciia Pham Thi Hwong Lan)
Ta c6 s tiéu chi 1a 4 nén RI = 0.90

CR == =—"-=0.0275 (<10%). Ty s6 nhat quan CR nhé hon 10% thi phu hop.

Tir d6 ta c6 thé sir dung trong sb cac tiéu chi dé danh gia phuong an lwa chon.

Bang 5. 14 Bang trong s tiéu chi theo thir ty giam dan

Trong sd tiéu chi Rank
Hi¢u qua 0.5793 1
Chat luong 0.1393 3
Tinh 6n dinh 0.2150 2
Tinh kha thi 0.0664 4

(Nguon: Duwa vao bang trong so tiéu chi)
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Buwée 3: Tinh d§ wu tién ctia cac phwong an theo tirng tiéu chi.

O budc nay s& tinh toan cho ting tiéu chi, cach tinh toan gidng nhu trong Bude
2, nhung sb liéu dwa vao danh gia 1a két qua so sanh mirc d6 vu tién cia cac phuong an
xem xét theo timg tiéu chi (theo ¥ kién cac chuyén gia). Nhu thé, danh gia phai thuc
hién 4 ma tran cho 4 tiéu chi khac nhau. Két qua la ta ¢6 4 ma tran 1 cot 3 hang (3
phuong 4n). Ciing can tién hanh kiém tra ty s6 nhat quan dé dam bao két qua thu dugc
c6 do tin cay phu hop.

Ta c6 ma tran so sanh cap cac phuong an theo tung ti€u chi nhu sau:

Tinh 6n dinh PAIl PA2 PA3
PA1 1 3/5 2/3
PA2 5/3 1 4/5
PA3 372 5/4 1
(Nguon: Tham khdo ¥ kién chuyén gia trong nha mdy)
- Tiéu chi tinh kha thi:
Bang 5. 18 Ma tran so sanh cdp cac phuong an theo ti€u chi tinh kha thi
Tinh kha thi PA1 PA2 PA3
PA1 1 3/5 5/7
PA2 5/3 1 7/9
PA3 7/5 917 1

Tiéu chi hi¢u qua:

Bang 5. 15 Ma tran so sanh cdp cac phuong an theo ti€u chi Hiéu qua

Hiéu qua PA1 PA2 PA3
PA1 1 2/3 3/4
PA2 3/2 1 2/3
PA3 4/3 372 1

- Tiéu chi Chat luong:

Bang 5. 16 Ma trén so sanh cip cac phuong an theo tiéu chi chat luong

(Nguon: Tham khdo ¥ kién chuyén gia trong nha mdy)

Chat luong PAl PA2 PA3
PAIl 1 2/3 3/4
PA2 3/2 1 5/4
PA3 4/3 4/5 1

Tiéu chi tinh 6n dinh:

Bang 5. 17 Ma trdn so sanh cip cac phuong an theo tiéu chi tinh on dinh

(Nguon: Tham khdo ¥ kién chuyén gia trong nha mdy)

(Nguon: Tham khdo ¥ kién chuyén gia trong nha mdy)
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>  Tinh trong s6 cac phwong 4n theo tiéu chi hi¢u qua:

Piém so dau vao:

Bang 5. 19 Diém sé cac phuong 4n theo tiéu chi hiéu qua

Hiéu qua PA1 PA2 PA3
PA1 1 2/3 3/4
PA2 372 1 2/3
PA3 4/3 372 1

Tinh tong céc cot:

(Nguon: Ma trdn so sanh cdp cdc phwong dn theo tiéu chi hiéu quad)

Bang 5. 20 Tong cac phuong 4n theo cot

Hi¢u qua PAl PA2 PA3
PA1 1 2/3 3/4
PA2 3/2 1 2/3
PA3 4/3 372 1
Tong 3.8333 3.1667 2.4167

Chuan hoéa ma tran so sanh cip va tinh trong sd cho cic phuong an (trung binh

(Nguon: Dia vao bang diém so cdc phwong dn theo tiéu chi hiéu qua)

theo hang):
Bang 5. 21 Trong s6 cac phuong an theo tiéu chi hiéu qua
Hi¢u qua PA1 PA2 PA3 Trong s0
PA

PA1 0.2609 0.2105 0.3103 0.2606
PA2 0.3913 0.3158 0.2759 0.3277
PA3 0.3478 0.4737 0.4138 0.4118
Tong 1.00 1.00 1.00

(Nguon: Dya vio bang tong cdc phwong dn theo cét)

Ty s6 nhat quan CR (Consistency Rate):

Bang 5. 22 Dir liéu két hop trong s tiéu chi hidu quéa va cac cip phuong an

Trong s6 PA 0.2606 0.3277 0.4118
Hi¢u qua PA1 PA2 PA3
PA1 1 2/3 3/4
PA2 3/2 1 2/3
PA3 4/3 3/2 1

Ty s6 nhat quan dugc tinh bang céach ta lay moi chi s6 nhan véi trong s6 cua tung

tiéu chi:

(Nguon: Dya vao bang trong sé theo tiéu chi hiéu qud)
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Bang 5. 23 Ty s6 nhit quan cac cip phuong an

Hiéu qua PA1 PA2 PA3
PA1 0.2606 0.2184 0.3088
PA2 0.3909 0.3277 0.2745
PA3 0.3474 0.4915 0.4118

(Nguon: Dia vao bang DiF liéu két hop trong s6 tiéu chi hiéu qua va cdc cdp phwong dn)
Vector nhat quan (Consistency vector):

Bang 5. 24 Vector nhét quan theo tiéu chi hiéu qua

i . Toéng trong | Trong sd Vector

Hi¢uqua | PAIl PA2 PA3 . . )
sO PA nhat quan

PA1 0.2606 | 0.2184 | 0.3088 0.7878 0.2606 3.0234

PA2 0.3909 | 0.3277 | 0.2745 0.9930 0.3277 3.0308

PA3 0.3474 | 0.4915 | 0.4118 1.2507 0.4118 3.0374

(Nguon: Dia vao bang ty sé nhat qudn)

Lamdamax = (3.0234+3.0308+3.0374)/3 = 3.0305
A —-n

Hax 3.0305-3
Cl= a-1 = 3-1 =0.0153
cI _ 0.0153 s A 4 Ae \ .
CR = o oss 0.0263 (<10%). Ty s6 nhat quan CR nho hon 10% thi
phu hop.

Tiéu chi do tién ich:

> Twong tw tinh trong so cac phwong 4n 3 tiéu chi con lai

Béng 5. 25 Trong sd phuong an theo tiéu chi chat luong

Chat luong PA1 PA2 PA3 Trong s6 PA
PAl 0.2609 0.2703 0.2500 0.2604
PA2 0.3913 0.4054 0.4167 0.4045
PA3 0.3478 0.3243 0.3333 0.3352

(Nguon: Dia vao y kién chuyén gia trong nha mdy va phdn tich cia sinh vién)

Tiéu chi tinh 6n dinh:

Bang 5. 26 Trong s6 phuong an theo tiéu chi Tinh on dinh

Tinh 6n dinh PA1 PA2 PA3 Trong s6 PA
PA1 0.2400 0.2105 0.2703 0.2403
PA2 0.4000 0.3509 0.3243 0.3584
PA3 0.3600 0.4386 0.4054 0.4013
(Nguon: Dia vaio y kién chuyén gia trong nha mdy va phan tich cia sinh vién)
Tiéu chi tinh kha thi
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Bang 5. 27 Trong s6 phuong an theo tiéu chi Tinh kha thi

Tinh kha thi PA1 PA2 PA3 Trong s6 PA
PA1 0.2459 0.2079 0.2866 0.2468
PA2 0.4098 0.3465 0.3121 0.3562
PA3 0.3443 0.4455 0.4013 0.3970

(Nguon: Dia vaio y kién chuyén gia trong nha mdy va phdn tich ciia sinh vién)
Buéc 4: Tinh diém cho cac phwong 4n va lwa chon phwong 4n.

Cudi cung, ta tinh diém cho cac phuong an va lya chon. Day 1a budc cudi cing
trong qua trinh danh gia va dua ra phuong an.

Tir két qua cua bude 3, tong hop duge ma tran trong sb cic phuong an theo cac
ti€u chi. Nhan ma tran nay v&i ma tran trong sb cac tiéu chi 1a két qua cua Budc 2, dugc
két qua 1a mot ma tran 3 hang (3 phuong an) 1 cot (gia tri trong s6). Ma tran két qua s&
cho biét phuwong an t6t nhat nén chon, 13 phuong an co gié tri trong sb cao nht.

Ta c6 trong sd cac phuong an theo timg tiéu chi va trong sd cua tiéu chi lan luot
nhu sau:

- Trong sb cac phuong an theo ting tiéu chi:

Bang 5. 28 Trong s timg phuong an theo ting tiéu chi

Hiéu qua Chat lugng | Tinh 6n dinh | Tinh kha thi
PAl 0.2606 0.2604 0.2403 0.2468
PA2 0.3277 0.4045 0.3584 0.3562
PA3 0.4118 0.3352 0.4013 0.3970

(Nguon: Dia vao bang trong sé phwong dn ciia tieng tiéu chi)
- Trong so6 ti€u chi:

Bang 5. 29 Trong s6 tiéu chi

Tiéu chi Trong s6
Hi¢u qua 0.5793
Chat luong 0.1393
Tinh 6n dinh 0.2150
Tinh kha thi 0.0664

(Nguon: Dia vio bang trong sé ciia tirng tiéu chi)
Diém sé phuong an = Trong sb cic PA theo timg tiéu chi * Trong s tiéu chi
St dung ham MMULT trong Microsoft Excel dé nhan 2 ma tran, MMULT( array

1, array 2) véi array 1 va array 2 1a 2 ma tran can tinh, ta dugc két qua nhu sau:
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Bang 5. 30 Két qua phan tich thit bac AHP

Phuong an Trong s6
PAI 0.2553
PA2 0.3469

(Nguon: Dya vao bang trong sé tiéu chi)

Qua qué trinh phan tich tht bac AHP (Analytic Hierarchy Process) ta chon
phuong 4n c6 trong s 16n nhat 13 phuong 4n 3: May son 20.000 v6i 1 ngudi son.
5.1.4. Phan tich két qud va dinh gid

Dé phan tich két qua va danh gia mét cach hiéu qua hon, chung ta s& so sanh rd
rang hon gitta phuong an hién tai va phuong an cai thién, dudi day s€ so sanh thoi gian
trude va sau cai thién, minh hoa su khac biét vé thoi gian cho tirng cong doan chinh.

« Phuong an trudc cai thién:
Bang 5. 31 Két qua trudc cai thién

MAY SON TANG LOT SIZE: 50 PCS
Thao tac P L.
So lan Thoi gian K.cach
STT ) T
thao tac (s) (budc chan)
1 Chuan bi son 1
2 | Thay 16 su vao may (1 15 su) 1 15
3 Cam can vao 16 su (1 can) 50 100
4 Son mau T579 50
5 Rt can khoi 16 su 50 100
6 Dit can 1én xe 50 150
Pay xe dén KV cho
7 AR 1 27 35
say+bay vao 10
CHO SAY 3600
SAY 1 7200
Day xe tir 16 sdy vé KV son
10 ‘ 1 30 35
mau

11 | Cim can vao 16 su (1 can) 50 100
12 Son mau KT401 lan 1 50
13 Rut can khoi 16 su 50 100
14 Dit can 1én xe 50 150
15 | Dayxe dén KV cho 1 gio 1 27 35
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16 CHO SAY 3600
Pay xe tir KV cho vé KV
17 ‘ 1 30 35
SOn mau
18 | Cam can vao 15 su (1 can) 50 100
19 Son mau KT401 1an 2 50
20 Rt can khoi 16 su 50 100
21 Dit can 1én xe 50 150
Pay xe dén KV cho
22 , A 1 30 35
say+bay vao 10 say
23 CHO SAY 3600
24 SAY 1 7200
25 Tong 26,709 175

+ Phuong an sau cai thién:

Bang 5. 32 Két qua sau cai thién

MAY SON 20.000 LOT SIZE: 50 PCS
K.cach
Thao téc S6 lan Théi gian (bude
STT ] X
thao tac (s) chan)
1 Quan PP tape 1én than can 50 200
2 Chuén bi son 1
3 Gan 16 su vao may ( 50 13 su) 50 2400
4 Cam can vao 16 su ( 50 can) 50 250
5 Son mau KT401 1an 1 ( 50 céan)
6 Son mau T579 ( 50 can)
7 Son mau KT401 1an 2 ( 50 céan)
8 CHO SAY 3600
9 SAY 7200
10 Rt can khoi 16 su ( 50 cén) 50 100
11 Pit can 1én xe 50 50
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DPay xe dén KV chd siy+Day vao
12 v EO TR I 18 25
10 say
13 SAY 1
14 13,818 25

Pé danh gia hiéu qua ctia cong doan chd sdy va sdy trong quy trinh san xut, ta
can xem xét thoi gian cho hai thao tac chinh: Cho sdy va Sy, tir d6 gitip xac dinh tong
thoi gian danh cho toan bo céng doan nay. Pay 13 co so dé t6i uvu hoa quy trinh nham
giam thoi gian chd doi, nang cao ning suit va hiéu qua lam viéc.

Ty I¢ giam trudce va sau khi cai thién:

Bang 5. 33 Ty 1€ gidm trudc va sau cai thién

Trwée cai thién Sau cdi thién

Thao tac Thoi gian (s) Thoi gian (s)
Cho sdy 10,800 3,600
Say 14,400 7,200
Tong 25,200 10,800

Thoi gian giam 14,400
Ty 1€ giam 57%

Qua so sanh bang thoi gian trudc va sau cai tién, co thé thay tong thoi gian cho

cong doan cho siy va sdy da giam dang ké tir 25,200 gidy xudng con 10,800 gidy, tuong
g v&i giam 14,400 gidy (~57.1%). Day 1a mot bude tién tich cuc trong viéc tdi wu hoa
quy trinh, gop phan nang cao hiéu qua toan dién cua day chuyén san xuét:

- Rt ngan thoi gian cho, ting tbe do chu trinh san xuat.

- Tang nang suat, giam ton dong cong doan.

- Tiét ki€ém chi phi van hanh va nhan cong.
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Hinh 5. 8 Két qua cai thién thoi gian cho va say

Viéc toi wu héa quy trinh san xuat d3 mang lai két qua an tuong, rit ngan dugc
0.65 ngay. Piéu nay khong chi ddy nhanh tién d6 ma con tac dong dang ké dén hiéu qua
hoat dong chung.
5.2. Cac 13i san pham tai bd phan lip rap
5.2.1. Xdc dinh cdc vin dé

La giai doan khoi dau ctia qua trinh cai tién. Day 13 budc xac dinh muc tiéu dat
dugc théng qua qua trinh cai tién.
5.2.1.1. Xdc dinh cdc 16i NG

i Dé dam bao chat lugng san pham sau khi lip rap, Viécvnhén dién va th(f)ng ké

cac 161 thuong g:}}p dg’)ng vai trd quan trong trong qué trinh kiém sodat va cai tién. Dudi
day la céac 161 pho bién tai bd phan lap rap:

Bang 5. 34 Céc 16i tai bo phén lip rap

STT Lbi
| Xi keo
2 Loi Am thanh
3 Tray giira
4 Tray dau
5 Tray Body
6 Tray duodi
7 LK ling 16
8 Dinh keo
9 Ho LK
10 Léch LK
11 Thiéu LK
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12 LK (NG)
13 Long chi
14 Sai kich thudc
15 Tray UV

Nhitng 16i ndy anh huong truc tiép vé mat tham my hay ca chét luong dau ra cia
san pham can cdu. Anh hudng t6i d6 bén va trai nghiém cua khach hang néu sai sot dé
hang NG ban ra thi trudng. Ty 1¢ san pham NG 16n s& phat sinh nhiing van dé sau:

- Tén kém vat tu va ngudn luc

Phat sinh nhiéu chi phi (chi phi xir Iy hang NG, chi phi huy hang,...)

Ton thot gian di€u tra nguyén nhan, tim phuong an giai quyét va stra doi.

Gian doan qua trinh sdn xuat, cham tién do.

5.2.1.2. Cdc b phén lién quan dén sin phim NG

- B0 phan thiét ké: thiét ké ban vé& gay kho khan cho cong nhan trong qua trinh doc
va ap dung

- B0 phan k¥ thuat: qua trinh theo doi truc tiép tai cac b phan con han ché, chi tap
trung chii yéu ¢ b phan V260 nén chua diéu tra tan gc nguyén nhan va hudng giai
quyét.

- B0 phan san xuét: chua co su tap trung toi da trong qua trinh san xut, d6 chinh
xac chua cao.

- B0 phan kiém tra: chua dugc dau tu nhiéu vé dung cu do nén do chinh xac chua
cao

- B0 phan mua hang: 1am viéc tryc tiép vdi nha cung cip tuy nhién khong nim rd
k¥ thuat nén hang 18i van duoc dua vao qua trinh san xuét
5.2.2. Thu thap dir liéu va phdn tich

B6 phan lap rap gom 2 bd phan V260W, V260H. Po ludng dua trén co so thu
thap s6 liéu vé san pham 15i ctia cong ty trong 6 thang tir thang 07 nam 2024 dén thang
12 ndm 2024.
5.2.2.1. L6i NG va phan tich 16i tai bp phin V260W
Nhe‘“lmq danh gi’é thue trang chit luong san pham tai bd phan lap rap V260W, ,

bang 5.35 thé hién s6 luong 161 phat sinh trong khoang thoi gian tir thdng 07/2024 dén
thang 12/2024:
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Bang 5. 35 S6 luong kiém tra va sé luong NG tai V260W tir thang 07/2024 dén thang

12/2024
Bophan |y ine7 | Thang8 | Théng 9 | Thang 10 | Théng 11 | Thng 12
VIEOW ang ang ang ang ang ang
S6 luong
. 31455 32873 24857 30370 26120 23784
kiém tra
S6 luong
2495 2628 2047 3680 3146 2842
NG
Ty I¢ NG 7.93 7.99 8.24 12.12 12.04 11.95
Bang 5. 36 Cac 15i tai bo phan V260W
. ) ) Thang | Théng | Thang .
Thang 7 | Thang 8 | Thang 9 Tong
10 11 12
Tréy
N 87 157 244
dau - - - -
Tréy
N 20 40 19 28 25 132
giua B
Tra
4 4 4
Body - - - - -
Tréy
N 146 79 110 145 250 730
duoi -
Xi keo 1,194 903 850 1,404 1,304 1,033 6688
Dinh
76 502 76 978 327 96 2055
keo
Linh
kién 121 240 220 359 196 175 1311
lung 16
Ho
linh 1,084 796 803 630 552 676 4541
kién
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Léch
linh

kién

Thiéu
linh

kién

LK
(NG)

Khac

112

594

426

1132

Téng

2495

2628

2047

3680

3146

2842

16838

S6
lugng

kiém

tra

31455

32873

24857

30370

26120

23784

Tir bang trén, ta lap duoc bang ty 1¢ san pham 13 theo thir tir xay ra nhiéu 16i hon

nhu sau:
Bang 5. 37 Ty 1¢ san pham 13i bo phan V260W
Loi Tan suat | Tan suét tich liy Ty I¢ Phan tram tich liy

Xi keo 6688 6688 39.7% 39.7%
H¢ linh kién 4541 11229 27.0% 66.7%
Dinh keo 2055 13284 12.2% 78.9%
LK ling 16 1311 14595 7.8% 86.7%
Khac 1132 15727 6.7% 93.4%
Tray duodi 730 16457 4.3% 97.7%
Tray dau 244 16701 1.4% 99.2%
Tray giita 132 16833 0.8% 100.0%
Tray Body 4 16837 0.0% 100.0%
LK(NG) 1 16838 0.0% 100.0%
Léch LK 0 16838 0.0% 100.0%
Thiéu LK 0 16838 0.0% 100.0%
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Tir bang 5.37 ta tién hanh 1ap biéu d6 Pareto dé tim ra cac 18i trong diém can

duoc uu tién giai quyét trudc.

Ty & san pham 16i bd phan V260W
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Hinh 5. 9 Biéu d6 Pareto thé hién ty 1 san pham 16i b phan V260W

Dua vao biéu do ta c6 thé thiy rang ty 18 san pham 15i vé xi keo (39.7%), hé linh
kién (27%) 1a nhing 18i chiém ty 18 cao gy ra ton that cho bd phan V260W. Vi vay tap
trung uu tién giai quyét nhimng loai 16i nay. Pé co thé cai thién qua trinh va giam thiéu
ty 16 san pham 151, viéc can lam 13 xac dinh cc nguyén nhan, thu thap dit liéu vé muc
chi phi ctia cdc dang 16i
Phan tich nguyén nhan giy ra 16i:

% Xikeo

Pé xac dinh cac nguyén nhan gay ra 16i xi keo trong qua trinh lip rap, so do

xuong ca dudi ddy dugc sir dung nham phén tich mot cach c6 hé thong cac yéu td tac

dong.
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Con nguoi

Thai d6 khi lam vis

\J K¥ nang boi keo
<

\ / @
Phwong phap bdi, cach bq/NVL chuwa dam bao

Phwong phap Nguyén vat liéu

Hinh 5. 10 M6 hinh xuong cé phan tich 16i xi keo
Yéu t6 con nguoi:

Do thao tac ctia cong nhan trong qué trinh bdi keo, boi qua hay it di lugng keo
can thiét. Trong thoi gian chd kho sau khi ngdm linh kién phat hién c6 xi keo nhung
khong gat keo, lam sach.

Mot sd it do tay nghé, trinh do chuyén mén cta cong nhan con han ché, d6i khi
chua tudn theo tiéu chuan cong viéc thao tac boi keo.

Théi d6 khi lam vi¢c cuia cong nhan, lo 1a khong tap trung trong thoi gian boi keo
lam keo bi bdi du ra quanh linh kién.

Yéu t6 nguyén vat liéu:

Nguyén vat liéu dau vao chua dam bao, c6 nhirng hang linh kién NG nhung kiém
soat khong ki van dugc dua vao gan va boi lam anh hudng dén do dinh cua keo.

Yéu t6 phwong phap:

Khoéng quan 1y duoc thoi gian gat keo 30 phut sau khi gan.

Qua trinh bao quan keo con han ché, yéu té méi trudng van con anh hudng dén
d6 két dinh ctia keo, tap chat bam vao ciing anh huéng dén do bén cua keo

« Hé linh kién

Dé xac dinh cac nguyén nhan giy ra 18i ho linh kién trong qué trinh lap rap, so

d6 xuong ca dudi diy duoc sir dung nhim phan tich mot cach c6 hé thong cac yéu td

tac dong.

Sinh vién thyc hién: Nguyén Thi Thu Huong Huéng dan: TS.Lé Thi Huynh Anh 48



D6 an tot nghiép - Ap dung Lean Kaizen nhim nang cao chat lugng san pham tai bo phan lip rap ctia cong ty
TNHH Daiwa Viét Nam

Con nguoi

Thai do khi lam vik

>
\‘ Thao téc cua cong nhan
<

Hé linh kién

Phuwong phép gén linh kién NVL chuwa dam bao
Phuong phap Nguyén vat liéu

Hinh 5. 11 M6 hinh xuong c4 phan tich 16i hé linh kién
Yéu t6 con nguoi:

Thao tac gan cta cong nhan, cong nhan gan chua dung vi tri cta linh kién, linh
kién cua vi tri sau thi nham qua vi tri trude lam 1€ch kich thudc tai vi tri gén va anh
huong dén d6 bam cua linh kién tai vi tri gén.

Cong nhan léy nham loai keo gén cac loai linh kién, ¢6 nhiing loai keo chi danh
cho mot vai linh kién nhat dinh.

Thai d6 ctia cong nhan ddi v6i cong viée ciia minh, lo 14 thiéu tap trung 1am anh
huong dén chét luong gin linh kién.

Yéu t6 nguyén vat liéu:

Nguyén vat liéu dau vao chua dam bao, hang linh kién 16i khong phat hién van
duogc cho vao gan, sau qua trinh boi keo va ngdm mai phat hién ra 15i tir linh kién.
Yéu t6 phwong phap:

Loai keo dung ¢ ddy 13 keo su, sau khi gin xong ngdm vao thinner thi né no ra,
khi kho thi co lai [am cho linh kién c6 khoang hé.

Qua trinh bao quan linh kién con nhiéu han ché, linh kién d& bi oxi hoa do céac
yéu t6 lién quan dén moi truong.
5.2.2.2. Léi NG va phan tich 16i tai by phin V260H

Nhallmq danh gi’é thuc trang chat lugng san pham tai bo phan lap rap V260H, ,
bang 5.38 thé hién s6 luong 161 phat sinh trong khoang thoi gian tir thdng 07/2024 dén
thang 12/2024:
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Bang 5. 38 S6 luong kiém tra va s6 luong NG tai V260H tir thang 07/2024 dén thang

12/2024
BOPhAN | ) ine7 | Thing 8 | Thing 9 | Thang 10 | Thang 11 | Thang 12
an an an an an an
V260H g g g g g g
Sb luong
2 28547 32940 36110 34943 29217 26330
kiém tra
S6 lugng NG 768 1470 861 947 639 730
Ty I¢ NG 2.69 4.46 2.38 2.71 2.19 2.77
Bang 5. 39 Cac 15i tai bo phan V260H
. ) . Thang Thang Thang .
Thang 7 | Thang 8 | Thang 9 Tong
10 11 12
T A
Y 115 115
dau - - - - -
Trﬁy
N 492 139 631
gitra - - - -
Tra
Y 0
Body - - - - - -
Trﬁy
N 318 116 434
duoi - - - -
Xi keo 356 93 149 74 148 184 1004
Dinh
4 364 485 260 158 80 1351
keo
Linh
kién 145 154 125 76 90 105 695
lung 16
Ho linh
;. 53 49 102 65 87 94 450
kién
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Léch
linh _ _ _ _ _ _ 0
kién
Thiéu
linh _ _ _ _ _ _ 0
kién
LK
0
(NG) - - - - - -
Khac 210 102 156 267 735
Téng 768 1470 861 947 639 730 5415
S6
luong 28547 32940 36110 34943 29217 26330 188087
kiém tra

Tir bang trén, ta lap duoc bang ty 1¢ san pham 15i theo thir tu xay ra nhiéu 16i hon

nhu sau:
Bang 5. 40 Ty 1¢ san pham 15i
Loi Tan suat | Tan suét tich liy Ty I¢ Phan tram tich liy
Dinh keo 1351 1351 24.9% 24.9%
Xi keo 1004 2355 18.5% 43.5%
Khac 735 3090 13.6% 57.1%
Lung 15 695 3785 12.8% 69.9%
Tray giita 631 4416 11.7% 81.6%
Ho LK 450 4866 8.3% 89.9%
Tray dudi 434 5300 8.0% 97.9%
Tray dau 115 5415 2.1% 100.0%
Léch LK 0 5415 0.0% 100.0%
Thiéu LK 0 5415 0.0% 100.0%
LK NG 0 5415 0.0% 100.0%
Tray Body 0 5415 0.0% 100.0%
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Ttir bang 5.40 trén ta tién hanh 14p biéu d Pareto dé tim ra céac 1i trong diém can

duoc uu tién giai quyét trudc:

Ty 18 san pham 16i bo phan V260H
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Hinh 5. 12 Biéu dd Pareto thé hién ty 1€ san phém 16i bd phan V260H

Duya vio biéu do ta co thé thay rang ty 1& san pham 15i vé dinh keo, xi keo 1a
nhing 16i chiém ty 18 cao gdy ra ton that cho bo phan V255H. Vi vy tap trung wu tién
giai quyét nhitng loai 161 ndy. Dé ¢ thé cai thién qua trinh va giam thiéu ty 1& san pham
161, viéc can 1am 1a xac dinh cac nguyén nhan, thu thap dir liéu vé muc chi phi cua céc
dang 16i.
Phin tich nguyén nhin giy ra 16i

< Dinh keo
Dé xac dinh cac nguyén nhan gay ra 18i dinh keo, so @6 xuong c4 dudi day duoc

str dung nham phan tich mot cach c6 hé thdng cac yéu t6 tac dong.
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Con ngudi

Thai d§ khi lam Vi&

»
\‘ Thao tac cua cong nhan
<

\ Dinh keo

Van chuyén

Phuwong phap

Hinh 5. 13 M6 hinh xuong cé phan tich 16i dinh keo

Yéu t6 con nguoi:

Thao tac khi gan ciia cong nhan, tay dinh keo 1am dinh 1én cac bd phan cia can.

Qua trinh boi keo khong cha ¥ 1am keo bam lai trén vong ring da dugc gan tir
trudce, tai by phan kiém tra chi kiém xem tai vi tri boi keo keo c6 bam chéc hay co6 xi
keo ra ngoai hay khong ma quén chi y dén céac vi tri khac trén can.

MJi bd phan kiém tra chi kiém dung chuyén mén ctia minh.
Yéu t6 phwong phap:

Qua trinh tap két can dé van chuyén c6 mot s6 can 13i dinh keo va cham nhau
dan dén dinh Ién cac can khac

KET LUAN: v6i nhitng s6 liéu vé ty 1¢ 16i va phan tich nguyén nhan gay nén 16i
ctia bd phan da dugc tong hop & trén, nhan thay phan 16n nguyén nhan gy ra cac 16i
phd bién & trén 1a do thao tac, thai do, trinh do chuyén mon cta cong nhan va nguyén
vat liéu 1a chil yéu. Nén dé tai s& tap trung nghién ciru cai thién vé yéu t6 con nguoi va
nguyén vat lidu 1a cha yéu.
5.2.3. Cdi tién va kiém sodt

Mic du cong ty da trién khai thanh cong cac giai phap giam 15i san pham tai cac
bo phan va dat duoc nhimng két qua tich cuc, cac giai phap nay méi chi duge ap dung
dong bo cho timg bd phan 16n trong cong ty, chua di siu vao timg bd phan nho bén
trong. Do d6, dé nang cao hiéu qua cai tién chat lugng san pham, em xin dé xuét cac

giai phéap cai tién cu thé danh riéng cho bo phan lip rap.
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5.2.3.1. Ci tién yéu té con ngwoi
5.2.3.1.1. Dao tao cong nhdin

Cong ty t6 chirc dao tao va huin luyén cho ban quan Iy vi ho 14 nhitng ngudi chiu
trach nhiém chinh vé& san xuit. Nguoi quan 1y can phai hiéu rd rang vé ndi dung va
phuong phap quan 1y chit lvgng theo tiéu chuan ma cong ty dang ap dung. Tir d6 dam
nhiém nhiém vu truyén dat lai cho cong nhan ngudi truc tiép tham gia vao san xuét dé
ho y thirc duge tim quan trong cia chat luong san pham, c6 trach nhiém va tinh than
cung nhau cai tién hoan thién gdp phan vao muc tiéu chung cta cong ty.

- Muc dich: gitp cong nhan hiéu va thuc hién cac thao tac chinh xac hon. Tich liy
kinh nghiém nang cao tay nghé giup dat ning suit va chat luong san pham.

- Thoi gian: 4 ngay

- 86 lugng: 1 ngudi/bd phan

- Noi dung: mdi mot bo phan s& duoc phan cong dén khu vuc hop dé nghe pho
bién va hoc vé tiéu chuan cong viéce, cong nhan duoc hudng dan tai cac bd phan nhu
sau:

+ Tai by phan V260W:

T6 truong hudng din cong viée, quy trinh va thir ty thuc hién cong viéc. Cach
thirc gan linh kién diing quy dinh, han ché tinh trang gan linh kién chua chit, kiém soat
thoi gian chd kho keo diing theo tidu chuan cong viéc. Huéng dan cong nhéan cach ty
kiém tra sau, vu tién tu kiém tra sau khi thuc hién xong thao tac cia minh, phat hién va
stra chita kip thoi tranh phu thudc vao QC trude khi chuyén qua thao tac tiép theo, bao
c4o voi to truong dé c6 hudng xu 1y kip thoi néu co bat thudng xay xa.

Déi v6i nhitng hang c6 18i ho linh kién thi cong nhén tai vi tri d6 khac phuc bang
cach bom thém keo dé tao d6 bam trudc, néu khong dam bao thi méi bao cép trén dé
sua lai hang.

Pam bao ldy diing hang, ding chung loai, tudn theo tiéu chuan cong viéc.

Khuyén khich cong nhan doc k¥ va ndm chéc thue hién 58S tai khu vue 1am viéc
ctia minh dé dat hiéu qua cong viéc tdt nhat.

DPam bao thai d6 nghiém tic va tip trung cao d6 nhat trong luc 1am viée

+ Tai bo phan V260H

Huéng dan bang chi dao cong viéc, tiéu chuan cong viée va cach kiém tra can.

Thao tac gin cac linh kién sau son chi, kiém tra ngoai quan, 15i phd bién cua cac
bd phan trude khi Xuét qua khu vuc KCS.

Thao tac dit g4, 1am sach can, can trang bj thém ging tay dbi véi thao tac lau can.

An toan lao dong, 5S tai noi lam viéc.
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Ngoai ra, c6 thé nang cao tay nghé cho céng nhan dé giam thiéu tinh trang lam
ra san phdm hitu ich bang cach t6 chirc cac cudc thi tay nghé 3 thang/ 1 1an dé khuyén
khich nguoi lao dong, tao dong luc cho nguoi lao dong ngay cang hoan thién hon. Tur
d6 giup ting ning suat lao dong va mang lai hiéu qua trong cong viéc kiém soat chat

lwong cua cong ty. Dudi ddy 13 noi dung chi tiét to chirc cac cudc thi tay nghé dé khuyén

khich cong nhén:
Béang 5. 41 No61 dung t6 chtrc cac cudc thi tay nghe
e £ . Lgi ich
" . . Doi twgng Keét qua .
Muc tiéu Hoat dong Thoi gian . . cho cong
tham gia mong dgi
ty
o Nguoi lao Tang tinh
4 o1 A Toan bo A . A 1a
Khuyén | To chuc cudc A A dong tich cuc | than lam
, | X .| congnhan, | o
khich thi tay nghé | 3 thang/lan N tham gia, viéc, cai
.. _ . nhan vién ) . g
nguoi lao dinh ky o nang cao k¥ | thién chat
. k¥ thuat .
dong nang lugng
cong vigc
.. Nang cao
) i Nguoi lao . A
A Xay dung ti€u N .. trinh do
Tao dong o . dong & cac Nguoi lao X
. chi danh gia Al o A ~ tay ngheé,
luc hoan o N Trudc moi | bd phan san | dong nd luc . )
A1 1 rang (ky N S v g glam sat
thién ban . FE cudc thi xuat, kiém hoc hoéi, cai ]
R nang, toc do, , 1 o e sot trong
than p soat chat | thién ky nang ) p
chat lugng) san xuat
luong
Tao su canh . i
Trao giai .. . Tang san
5 . N Nguoi dat tranh lanh
Tang thuong (tién P o luong,
5 p o Két thic thanh tich manbh, } .
nang suat | mdt, hién vat, o . ] gidm thot
) .; cudc thi cao khuyén khich | . o
lao dong gidy khen) 0. .| glanxuly
lam viéc hiéu | ~ .
. cong viéc
qua
, uy trinh Giam ty 1€
Nang cao | Ung dung k§ Nguoi lao Q,;y ] X wy
. , L . A A kiém soat 161 san
hi€u qua | nang ttr cudc Lién tuc dong va bo . .
I ) . A L chat lugng pham,
kiém soat | thi vao cong sau cudc phan kiém y A
. . p ) o duogc cai nang cao
chat viéc thuc té thi soat chat L o
thién uy tin cong
luong luong ¢
y.
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5.2.3.1.2 Ap dung tiéu chudn thao tic quy trinh (SOP) vao sin phim

Dé han ché lang phi do san pham tai hai gy ra, SOP 1a mot bién phap hoan hao
cho cong ty. Qua trinh san pham s& dién ra theo trinh tu, giam dang ké nhimng sai sot
trong qua trinh san pham giup chat luong san pham dugc dam bao. O canh dé, viée ap
dung SOP s& gitip cong nhan 1am viéc diing theo hudng dan, tao thoi quen 1am viéc theo
dung quy trinh chung dé nang cao hiéu qua cong viéc.

Duéi day 1a ndi dung quy dinh vé thao tac cia cong nhan dbi voi san pham:

% Cong ty 4p dung cho tit ca cac bd phan
Bang 5. 42 Quy dinh vé thao tac clia cong nhan

Cong ty TNHH Daiwa Vi¢t Nam
TN QUY PINH VE THAO TAC CUA CONG NHAN POI
VOI SAN PHAM

BAN HANH QUY PINH VE THAO TAC CUA CONG NHAN POI VOI
SAN PHAM

1. Muc tiéu
Pam bao cong nhan thuc hién quy trinh san xuat can ciu dung tiéu
chuan, tranh 131 san pham va 16i quy cach.
Tang chat lugng san pham, giam ty 18 18i va dam bao an toan lao dong.
2.  Pham vi ap dung
Thoi gian &p dung: Tir ngay 10 thang 5 nam 2015
3. Pham vi ap dung: T4t ca cic b phan san xuat va nhan vién trong bo phan
4. Quy dinh: Quan Iy hudng dan, nhic nho va kiém soat cong nhan khi lam viéc
phai:
a. Quy trong va ning niu sin pham: M&i budi hop, quan 1y nhic nhé cong nhan
phai xem trong san pham minh dang lam.
b. Thao tic ding: Cong nhan khi 1am viéc can phai thyc hién thao tac cho dung
dé tranh gay 18i cho san pham.
- Kiémtra nguyén vat li€u va linh ki¢n trudc khi sir dung.

- Kiém tra chit luong san pham.

Noi dung Cai tién cho bd phan lap rap:
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1. Muc tiéu

- Pam bdo cong nhan thuc hién quy trinh san xuat can cau dung ti€u chuan, tranh

16i san phdm nhu hu hong linh kién, dinh keo khong dong déu, sai kich thuéc,
hodc do bén khong dat.

- Ting chét luong san phdm va giam ty 1¢ 151 trong san xuat.

2. Pham vi 4p dung

- Thoi gian dp dung: Tur ngay 15 thang 06 nam 2025.

- Pham vi 4p dung: T4t ca cic bo phan san xuit va nhan vién trong bd phan lip

rap.

3. Quy trinh chi tiét

Budc Hoat dong Trach nhiém Tiéu chuan Yéu cau thao tac cu thé
Kiém | Kiém tra keo Cong nhan | Keo dung loai | - Str dung kinh lup
tra vat | va linh kién san xuat (d6 nhot 600- kiém tra bé mait linh
liéu trude khi st 800 cP), linh kién.
dung. kién khong hu | - Po do nhét keo bang
hong. may do.
Thao tac | Tron keo dinh | Cong nhan | Ty 1€ tron - Po chinh xac keo va
tron keo | dudng voi chat | san xuét chinh xac, thoi | xdic tc bang can dién
xuc tac (ty 1¢ gian tron 10-12 | ta.
2:1). phut, nhiét @@ | - Dung may tron dé
25°C. tranh bot khi, kiém tra
dong nhét.
3. Phan cong Quan 1y san | Cong nhan - Pio tao dinh ky vé k¥
Chuyén | cong nhan co Xuét dugc dao tao, | thuat phu keo.
mon hda | chuyén mon hiéu quy trinh. | - Chi dinh cong nhan
cong | cao thuc hién c6 kinh nghiém thuc
nhan | phu keo. hién.
4.Van Chuyén keo da | B phén van | Van chuyén - Str dung xe déy co
chuyén tron va linh chuyén trong 15 phut, nép day, sach s¢.
kién dén khu keo khong - bit keo va linh kién
VUC san Xuat. dong két. riéng biét.
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Phu keo | Phu keo 1én Cong nhan | B¢ day keo: - Str dung may phun
can cau, dam san xuat 0.5-0.8 mm, do | keo v&i ap suat 6n
bao 16p keo bén bam dinh > | dinh.
dong déu. 12 MPa. - Lau sach keo thura
ngay sau khi phu.
6. Kiém | Pam bao thoi | Congnhan | Thoi gian siy | - Do thoi gian bang
soat thoi | gian cho sdy san xudt <2 gio. ddng ho bam gio.
gian | khong vuot 0.5 - B4o c4o néu vuot thoi
ngay. gian muyc tiéu.
7. Kiém | Kiém tra can B6 phan Khong 16i bé - Ghi nhan 16i vao bao
tra chat | cAu sau khi sdy | KCS mat cao.
lugng | (46 bén, tham
my).

4. Cong cu va thiét bi
- Dung cu kiém tra: Kinh lup, caliper, thudc do, may do d6 nhét, may do do bén
bam dinh.
- May méc: May tron keo, may phun keo, may do nhiét d6/do am.
- Van chuyén: Xe déy co nép day, sach s¢.
- Lam sach: Khin lau, dung dich tay keo, ging tay bao ho.
5. An toan va v¢ sinh
- Cong nhan phai deo d6 bao ho (ging tay, khau trang, kinh bao ho) khi 1am viéc
voi keo.
- Vé sinh khu vuc 1am viée trude va sau ca lam dé tranh nhiém ban linh kién.
- Bao c4o ngay néu phat hién 15i san pham hoic keo khong dat tiéu chuén.
5.2.3.1.3. Chinh sdach khuyén khich nhén vién
Dé khuyén khich viéc thiét lap y thic tu giac vé thyc hién, ap dung, duy tri va
chuyén d6i mo rong hé théng quan tri chat lugng da xay dung, cong ty can dé ra cac
bién phap thuong, phat vé vat chit rd rang, phan minh bdi nguoi lao dong tao ra san
phém 6 chét luong, chiu khé lam viéc ¢6 trach nhiém ma khong dugc thudng trong khi
ngudi ludi lam viée au lai duoc thudng hodc ngudi co cdng, c6 thanh tich cling nhu

ngudi khong c6 thanh tich déu duoc thuong nhu nhau ... s& lam nan 1ong ngudi lao dong
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dan dén lam viéc khong c6 trach nhiém nira, khong c6 y chi phan dau. Cho nén day la

bién phap c6 tinh hi¢u qua, khong chi dong vién kip thoi nhitng by phan, ca nhan lam

tt chat lvong theo yéu ciu di qui dinh cta hé théng chit luong, phat huy tinh sang tao

va kha nang tiém an trong moi ¢4 nhan nguoi lao dong ma con ngan chan ngay cac hanh

dong c6 ¥ hay so suat vi pham céac yéu cau.

Noi dung tiéu chudn nhu sau dwgc danh riéng cho bo phén lip rap nhu sau:

< Tiéu chuin A, B, C theo thang:

Loai A:

+ Hoan thanh tt nhiém vu duge giao.

+ Pam bao di ngay cong ché do trong thang (nghi dm, nghi khéng lwong 1 ngay

déu bi xudng loai).

+ Puoc nghi phép 2 ngay/thang van dat loai A.

+ Chap hanh t6t moi ndi quy, quy ché cong ty, khong co khuyét diém.

Loai B:
+ Hoan thanh tt nhiém vu duge giao.
+ Pam bao ché do du 24 ngay/thang.

+ Vi pham mdt diém nho.

+ Ngay nghi ¢6 1y do chinh dang, c6 don va bao trudc mot ngay dé b tri nguoi

thay thé.

Loai C:

+ Ngay cong tu 15 — 20 ngay/thang.
+ Vi pham tir 2 16i tré 1én.

+ Nghi > 1 ngay khong c6 1y do.

% Tur tiéu chuan theo thang, ta di phan loai theo nam.

Loai Lao dong tién tién:

+ Hoan thanh t6t moi nhiém vu duoc giao.

+ Pat loai A du 12 thang/nam.

+ Khong c6 bat ky vi pham nao.

+ Nang dong trong cong vi¢c.

+ Pugc moi nguodi suy ton, binh chon.

Lao dong xuit sic:

+ Pat tiéu chuén lao dong tién tién trong san xuét kinh doanh.
+ C6 nhiéu dong gop cho cac phong trio.

+ Luon dat thanh tich vuot troi.

+ Puoc thu thap mau ghi nhan ciia moi nguoi trong cong ty.

+ Puoc tap thé suy ton, binh chon.
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+ C6 sang kién cai tién k¥ thuat mang lai hiéu qua kinh té.
% Ché do thudng:

Dat lao dong tién tién : dugc tuyén duong trude toan thé moi nguoi trong budi
tong két cubi nim cua coéng ty. Pugc huong nghi phép 3 ngdy + tién thudng 500.000
dong.

Dat lao dong xuit séc : ciing dugc tuyén dwong trude toan thé moi nguoi trong
bubi tong két cudi nim cua cong ty. Puoc huong nghi phép 5 ngay + tién thudng
1.000.000 dong.

Dic biét 1a d6i v6i nhitng ngudi co sang kién, dé tai hiru ich cho cong ty s& duoc
st dung. Cong ty s& hd tro kinh phi dé thuc hién cac ¥ twong, du an d6. Va néu thanh
cong va ap dung vao cong viéc s& dugc thudng mot khoan tién nho nhé goi 1 khuyén
khich, dong vién tinh than. ( tai khoan phu trg ndy sé& tily theo ting duy an, y tuong 16n,
bé)

% Ché do phat:

Vi pham lan 1: nhac nho

Vi pham 14an 2: canh bao trudc moi nguoi

Vi pham 1an 3 tré 1én tiy theo sitc manh nhe nhang ma xir Iy hinh phat chinh,
phat tién, chuyén cong tac , hodc budce thoi viéc...
5.2.3.2. Cdi tién yéu té nguyén vit liéu
5.2.3.2.1. Nguén cung cip nguyén vit li¢u

Hién nay, ddi tac van ty quyén cho cong ty nhap khau nguyén vat liéu tir mot sb
cong ty nudc ngoai duoc chi dinh khac hodc giao cho cong ty quyén ty cht mua nguyén
vat liéu phuc vu san xuat. Diéu nay s& tao ra ngudn nguyén vat liéu 6n dinh, dang tin
cay cho cong ty.

Trong khau thu mua hang nguyén vat li¢u, van dé lya chon nguén hang rat quan
trong. Can lya chon ngudn hang phu hop vai diéu kién kinh doanh ciia doanh nghiép va
dic diém cua thi truong.

Déi voi cong ty TNHH Daiwa Viét Nam thi hién nay cong ty dang lién két voi 3
nha cung nguyén vat liéu nhu lién két voi cac cong ty tai Nhat Ban, Trung Quéc, Han
Quéc. Tuy nhién dé dam bao dugc nguén NVL 6n dinh va tranh 16i san pham thi ta s&
danh gia va dua ra mot ngudn cung on dinh nhu sau:

Duéi day 1a bang tiéu chi danh gia ngudn cung cép:

Bang 5. 43 Tiéu chi danh gia ngudn cung cip

Tiéu chi Trong s
Chat luong NVL 40%
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Gia ca canh tranh 25%
Kha nang giao hang 20%
Uy tin va ho trg 10%
Chi phi van chuyén 5%

Béang danh gia ngudn cung cap: Mdi nha cung cap duoc chdm diém tir 1 dén 9

dua trén céc tiéu chi ( dwa trén thang diém ¢ bang 5.5), sau d6 tinh diém tong dua trén

trong s0.
Bang 5. 44 Panh gia ngudn cung cap
Chat Gi4 ca o | Chiphi
. Kha nang | Uy tin va A 2
Nha cung lugng canh ] . ~ van biém
. giao hang ho trg . .
cap NVL tranh chuyén tong
(20%) (10%)
(40%) (25%) (5%)
NCC
9 7 8 6 5 7.95
Nhat Ban
NCC
Trung 8 8 7 7 6 7.75
Quéc
NCC Han
. 7 9 6 8 7 7.70
Quodc

Nha cung cép duoc chon: NCC Nhat Ban dat diém cao nhat (7.95), ndi bat vé
chat lvong NVL (9/10) va kha ning giao hang (8/10), nén duoc chon 1am ngudn cung
trong tam dé cai tién nguyén vat liéu.
5.2.3.2.2. Quan ly nguyén vit ligu chit lwong

Hién nay, cong ty TNHH Daiwa Viét Nam c¢6 mot mang ludi cung cip nguyén
lidu cho san pham san xuat dam bao giao thirc dung han, chét luong dung theo yéu cau.
Cong ty ciing tao mbi quan hé 1au dai bén canh tmg dung vat tu d& dam bao qua trinh
san xuit duge dién ra lién tuc nhu keo, linh kién tai Trung Quéc, Nhat, Han Quéc, Thai
Lan... va mot sb phu li€u khéac thi dugc nhap tor cac nudc Tay Au, Héng Kong,
Indonesia...

Pé dam bao nhap diing yéu cau chat lugng, bo phan kiém tra chat luong san pham
va bd phan nghién ctru san pham déu kiém tra qua cac budc phan tich nguyén liéu. Bén
canh d6, cong ty ciing c6 bién phap két hop véi cac nha cung cap ing dung nhu sau:

- Dénh gia va kiém tra chat luong dau vao:
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o Xac dinh ciac hang muc kiém tra: Liét ké cu thé cac thong sb ky thuat, dac
tinh vat ly, hoa hoc, co hoc can kiém tra cho tung loai nguyén vat liéu nhu keo, linh
kién...

o Xac dinh tan suat kiém tra: Quyét dinh tan suét kiém tra (vi du: 100% 16 hang,
léy mau theo ty 1¢ nhét dinh) dya trén muc do quan trong cua vat li¢u va lich st chét
lwong cta nha cung cap.

o Thiét 1ap tiéu chi chip nhan/loai bé: Xac dinh rd cac ngudng chap nhan va
loai bé cho tirng hang muc kiém tra.

- Luu trit hd so kiém tra: Ghi chép day du két qua kiém tra, ngudi thuc hién, ngay
thang kiém tra dé theo ddi va phan tich chat lugng.

- Xir ly vat liéu khong dat yéu cau: Thiét 1ap quy trinh rd rang vé viéc cach ly, tra

lai hoac xur Iy cac vat liéu khong dat tiéu chuan.

Bang 5. 45 Tiéu chi chap nhan/loai bo

Hang muc | Tiéu chichap | Tiéu chi loai Phuong phap Ghi chi
. . ichu
ki€ém tra nhan bo kiém tra
s May do do nhét | Bam bdo keo bam
o 600 - 800 cP | <600 cP hoac , o
Do nhot _ (Viscometer) dinh tot trén vat
tai 25°C > 800 cP o )
liéu composite
Tranh an mon vat
A 6.0-7.0 < 6.0 hoic > , liéu can cau
bo pH May do pH L
7.0 (carbon, soi thuy
tinh)
> 12 MPa 2 L x
o o ) .. ., | Kiém tra trén mau
Do bén (trén vat licu Thir nghiém boc N
i <12 MPa can cau thu
bam dinh carbon/so1 tach (Peel Test) N
o nghiém
thuy tinh)
o o o Dam bao thot
o 8 - 12 phut tai | < 8 phut hoac Quan sat thoi _ . .
Thot gian ) . R P gian phu hop véi
A P 25°C > 12 phat gian dong két A N
dong két day chuyén san
Xuat
Khong bong ) 5 ) i
) Bong troc hodc Thtr nghiém . .
oo troc sau 48 L A ) Phu hop v&1 moi
Kha nang o giam do bam ngam nudc . i
: , g10 ngam . truong sir dung
chiu nude ) dinh (Water N
nudc , can cau
Resistance Test)
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On dinh & Keo chay hoac Thtr nghiém Pap tmg diéu
Kha ning | 60°C trong 24 | mat d6 bam nhiét (Heat kién van chuyén
chiu nhiét gio dinh Resistance Test) | va sir dung ngoai
tron
Khong mui Co6 mui hoa ) i S .
. 5 Thir nghiém Dam bdo an toan
. hoa hoc hoc manh hoac ] ) o
Mui huong n o cam quan cho cong nhan va
manh, dat tiéu | gay kich ung R
. . nguoi dung
chuan an toan
Khoéng c6 tap . . Tap chét c6 thé
X . C6 tap chat -2 X , . A 1A
. chat (bui, hat Lo Kiém tra bang | anh hudng dén do
Tap chat . nhin thay bang o Lo
ran) . . kinh lap bén can cau
mat thuong
Ghi cht chung:

- Tiéu chuan 4p dung: Cac ngudng trén dugc thiét 1ap dya trén tiéu chuan nganh
san xudt can cau (vi dy: tiéu chuan JIS ctia Nhat Ban) va yéu cau chat lugng cia
Daiwa.

- Tan suat kiém tra: Kiém tra 100% 16 keo truéc khi dua vio san xuat va kiém tra
ngau nhién 10% san pham can ciu hoan thién.

- Hanh dong khi loai bo: Néu keo khong dat tiéu chuan, ngirng st dung 16 keo do,
phan tich nguyén nhan, va lién hé nha cung cap dé xur 1y. San pham can cau khong
dat s& duoc tai ché hoic loai bo.

- Bao cdo va luu trir: Két qua kiém tra duoc ghi lai trong hé théng quan 1y chat
lugng ctia Daiwa Viét Nam dé truy xuét khi can.

- Pic thu san pham: Keo sir dung trong san xuat can cau can dam bao d6 bén cao,

chiu lyc t6t (do can cau chiu luc kéo 16n) va chéng dn mon tt trong méi truong

nudc man.

5.2.4 Ddanh gia hiéu qua

Do han ché cua dé tai, viéc trién khai chi gi61 han & mtrc xay dung ké hoach cai
tién ma chua ap dung thuc té, nén viéc danh gia két qua chi dimg ¢ mirc danh gia ky
vong, v&i dir liéu duge thu thap tir 01/2025 dén 06/2025 tai bo phan lap rap, dua trén y
kién va ky vong tir cac quan 1y trong bd phan cing véi dong gop tir em dé dua ra cac
s6 lidu dudi day:

o Bo phan V260W

Duéi day 1a bang ty 18 san pham dat duoc sau cai tién bo phan V260W:
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Bang 5. 46 Bang ty 1¢ san pham dat duoc sau cai tién dy kién

Lbi Truwéc cai tién Sau cai tién
S6 luong Ty 1¢é phan S6 luong Ty 1é phan
tram tram
Xi keo 6688 39.7% 3461 20.60%
Ho linh kién 4541 27.0% 2277 13.50%

Ttr bang trén ta vé duoc biéu d6 so sanh san pham 15i trude va sau cai tién nhu
hinh 5.14:

Li san pham & bd phan V260W

Xi keo Ho linh kién

8000

6000

4000

2000

O

B Trudc cai tien M Sau cai tién

Hinh 5. 14 Biéu d6 so sanh sb san phém trude va sau cai tién bod phan V260W

Sau khi dé ra nhimng chinh sach cai tién cho con ngudi va nguyén vat lidu. Két
qua du kién dat dugc sau khi tap trung vao 2 16i nghiém trong 13 15i xi keo, ho linh kién
giam tir 16,838 san pham 15i xuéng 11,347 san pham tuc 1a giam 5,491 13i va cac 16i
khac khong thay doi.

X Bo phan V260H

< Dudi day 1a bang ty 1¢ san pham dat duoc sau cai tién V260H:
Bang 5. 47 Béng ty 1¢ san pham 15i dat duoc sau cai tién bd phan V260H

Trwéc cai tién Sau cai tién
L&i . Ty 1é phan . Ty 1¢ phan
SO lwgng . SO lwgng .
tram tram
Dinh keo 1351 24.9% 711 13.10%
Xi keo 1004 18.5% 546 10.10%
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Tir bang trén ta v& dugc biéu dd so sanh san pham 15i trudc va sau cai tién nhu
hinh:
Ldi san pham ¢ bo phan V260H
2500
2000
1500

1000
0 . L .

Xi keo Dinh keo

O

B Trudc cai tien M Sau cai tién

Hinh 5. 15 Biéu d6 so sanh s san pham trudc va sau cai tién bo phan V260H
Sau khi dé ra nhiing chinh sach cai tién cho con ngudi va nguyén vat ligu. Két
qua du kién dat dugc sau khi tap trung vao 2 16i nghiém trong 1a 16i xi keo, hd linh kién
giam tlr 5,415 san pham 15i xudng 4,317 san pham tirc 1a giam 1,098 131 va cac 156i khac
khong thay doi.
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CHUONG 6: KIEM SOAT

6.1. Muc dich ciia giai doan kiém soat
Muc dich co ban trong giai doan Kiém soat ctia Kaizen nham dam bao cac két
qua dat duogc trong giai doan cai tién duoc duy tri 1au dai sau khi du an cai tién da két
thic. Budc cudi ciing cua giai doan nay 13 tiéu chuan hoa va 1ap thanh tai liéu cac quy
trinh, dam bao tat ca nguoi lao dong trong td chtrc dugc dao tao va duoc thong bao cac
két qua cua dy an. Ngoai ra, nhom du an can 12p ra mot ké hoach dé tiép tuc giam sat
cac qua trinh va dbi pho lai véi cac van dé phat sinh.
6.2. Thiét 1ap ké hoach kiém so4t qua trinh
6.2.1.Cong cu kiém sodt
Ap dung MES/ERP: MES (Manufacturing Execution System) va ERP
(Enterprise Resource Planning) dé kiém soat sau khi cai tién ca vé toi wu hoa quy trinh
va giam 13i trong san xuét can cau tai Daiwa Viét Nam 1a hoan toan kha thi va hiéu qua.
Hai hé thdng nay c6 thé tich hop dé giam sat, do luong, va duy tri két qua cai tién trén
ca hai khia canh t6i wu hoa thoi gian va giam 15i.
MES:
- Theo ddi hoat dong san xuat theo thoi gian thuc (thoi gian chd sdy va siy) dé
dam bao t6i wu hoa quy trinh.
- Giam sat ty 18 15i dé kiém soat chat luong.
- Cung cép canh bao tic thoi khi vuot ngudng.
ERP:
- Quan ly ké hoach san xuat, ngudn nguyén vat liéu, va lich trinh giao hang dé hd
tro t6i uu hoa.
- Tong hop dir liéu tir MES dé phan tich hiéu suat (OEE) va danh gia hiéu qua
giam 16i.
- HO trg diéu chinh chién luoc (nhan luc, nha cung cp) néu can thiét.
6.2.2. Tan sudt kiém tra
Giai doan ban dau cta trién khai : (1-4 thang dau)
« Phin cong 2 ngudi trong team cai tién cho méi cum san xuét cho viéc giam st
quy trinh san xuat va cai tién nhan su.
« Panh gia két qua kiém dinh hang tudn nham nim bét va tiép tuc cai thién néu

chi s0 chat lugng chua dat so véi muc cai tién theo Lean Kaizen.
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« Phéi hop véi truéng QC, ké hoach san xuét nham cap nhat/ndm bt tinh hinh
chét lwong san pham trong bd phén lip rap, tiy vao tinh trang sé lwong 16i ma dwa cac
giai phap tam thoi can thiét dwa vao viée truy ra ngudn gdc nguyén nhén 18i con ngudi
hay nguyén vat liéu.

Giai doan trién khai dan 6n dinh (Tt 4 thang trd di)

« Sau khi phan hé théng va con nguoi di dugc dinh hinh cai tién rd rang, team
Lean Kaizen s& ban giao lai cong viéc, ngudn dit liéu da dugce quy chuan theo tiéu chuan
Lean Kaizen cai tién cho giam ddc nha may, ké hoach, k¥ thuat va nhitng thao tic nhim
kiém so4t toan dién cong tac cai tién.

« Giam déc nha may tiép tuc trién khai quy trinh cai tién Lean Kaizen tir trén
xudng, trong d6 cac nhom trudng tai cac bd phan 1a nhitng mat xich giam sat then chét,
bao dam cho chu trinh cai tién dugc thyc hién sudn sé va hiéu qua thong qua cac cong
cu phan mém giam sat chuyén mon.

 Sau khi da van hanh cong tac cai tién dan hoan thién, cac truéng bo phan va
giam dbc nha mdy s& danh gia dinh ky két qua dat dugc va van ap dung nhiing bién phap

khac phuc c6 trong hé thong cai tién néu can thiét.

Duéi ddy 1a bang kiém tra chi tiét ciia tig cong doan va kiém tra 18i san pham

nhu sau:

¢ Kiém tra cong doan cho say va say:

Bang 6. 1 Kiém tra cong doan chd sdy va siy

Cong Muc tiéu Tan suat Phuong phap | Nguoi thuc Ghi chu
doan thoi gian kiém tra kiém tra hién
Cho siy <1 gio 2 lan/calam | Po thoi gian | Cong nhan Kiém tra
viéc bang dong ho san xuat nhi¢t do
bam gid
Thoi gian | <2 gid 2 lan/calam | Po thoi gian | Cong nhan bam bao
sdy viéc va quan sat san xuat keo kho
trang thai keo déu, khong
dinh
Kiém tra Hoan 11an/ 116 Kiém tra do B phan Ghi nhan
sau sdy | thanh trong | sanpham | bén bam dinh KCS két qua vao
3 gio bao cao
Phantich | Sosanh | 11an/1tudn | Phantichdi¥ | Quanly san | Diéu chinh
higu qua | thuc té voi lidu tur Xuat quy trinh
muc ti€u MES/ERP néu can
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Quy trinh say tai bd phan phai duoc kiém soat chit ché qua cac bude tir chuan bi,

thue hién, kiém tra dén phan tich, voi sy tham gia ctia cong nhan, bd phan KCS va quan

1y san xuét, dam bao chit luong san pham. Viéc ap dung MES va ERP thé hién bd phan

d3 str dung coéng nghé dé quan 1y va phan tich dit liéu, gitip ting hiéu qua va tinh minh

bach. Céc tiéu chi chit lugng nhu thoi gian chd < 1 gio, siy < 2 gid, d6 bén bam va keo

kho phai dugc dit ra rd rang, kém theo bién phap diéu chinh néu khong dat yéu cau.

«* Tan suat kiém tra 10i:

No6i dung kiém tra duoc cu thé dudi bang sau:

Bang 6. 2 Tan suét kiém tra 13

Cong doan Muc tiéu Tan suat Phuong Nguoi thuc Ghi chu
thoi gian ki€m tra phap kiém hién
tra
) . o Cap nhat di
2 Khong hong 1 1an/16 Kinh lap, ERP (quan . .
Kiém tra A . ) ] liéu nha
_ i (>90% dat). | nhap kho | may do kich 1y kho) .
linh kién ) cung cap
thude
2 Do nhot N Gtri canh
Kiém tra 1 1an/16 keo L
. 600-800 cP, . . - MES béo néu
chat luong s su dung Thur nghiém A
do bén> 12 khong dat
keo
MPa
Thao tac | Ty 1€ 2:1, dd . )
A x4 \ A bao tao lai
tron va phu | day 0.5-0.8 | 21an/ 1 ca o MES L.
o Do d¢ day néu 161 >
keo mm lam viéc
5%
Do bén>12 o
2 ) \ ) MES + Ghi nhéan
Kiémtra | MPa, khong | 11an/116 2 o
P L . . Kiém tra ERP vao bao céo
sau say 161 bé mat san pham
ERP
k. o Dicu chinh
Ty 1€ 161 Phan tich dir .
A 2 2 A A quy trinh
Phan tich tong thé < I lan/ 1 lidu tur P
x. \ ERP néu vugt
161 5% tuan MES/ERP o
muc tiéu 101
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B6 phan str dung hiéu qua h¢ théng MES va ERP dé quan 1y san xuét va dit liéu,
ho trg ty dong hoa va theo ddi chét luong mdt cach chat ché. Tén suét kiém tra thuong
xuyén (2 1an/ca) dén dinh ky (1 1an/tuin), dam bao giam sat lién tuc ma khong giy gian
doan. Céc tiéu chuin chat luong nhu d6 nhét, do bén va ty 1¢ 16i duoc dat ra rd rang, di
kém vo1 bién phap khéc phuc cu thé nhu dao tao lai nhan vién hodc diéu chinh quy trinh

néu khong dat yéu cau, gop phan duy tri va nang cao chat luong san pham.
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CHUONG 7: KET LUAN

7.1. Kétluan

Dé tai “Ap dung Lean Kaizen nham nang cao chit lvong san pham tai b phan
lap rap cua cong ty TNHH Daiwa Viét Nam” cho bo phan lip rap 1a dé tai mang tinh
cép thiét s& mang lai hi€u qua nhét dinh cho bd phan dugc trién khai. Db 4n xac dinh
thue trang van dé thong qua qua trinh giam sat, do ludng, tinh toan tong hop xir 1y sb
liu 1am co sé cho viéc phén tich dé xuat phwong an cai tién. Van dung phuong phap
nhu lya chon phuong 4an dya trén phan tich tho bac AHP va cac cong cy nhu biéu dd
biéu d6 Pareto, biéu dd xuwong ca dé phan tich 16i.Tat ca déu gop phan lam cho dd 4n co
co sO, mang tinh khach quan va chinh xac hon.

Két qua trién khai cac phuong an cai tién danh cho bo phan lap rap:

- Hang son mau: Tong thoi gian cho cong doan chd sdy va sdy giam tir 25,200 gidy
xubng con 10,800 gidy, twong tmg véi giam 14,400 gidy (~57.1%).

- Lbi san phém: Chét lugng linh kién dugc dugc khéc phuc dat chuan dau ra, linh
kién 13i duge kiém soat. Cac tiéu chuin héa cong viéc dugc duy tri mot cach co
hiéu qua.

7.2.  Kién nghi

Trong qué trinh thyc hién dd 4n con han ché vé mat thoi gian va nguén luc nén
d6 an chua thé thuc hién duoc nhiéu van dé dang con ton dong tai cong ty. Tuy nhién,
trong sudt qué trinh hoc hoi va quan sat tai xudng néi chung ciing nhu bo phan chat
luong ndi riéng. Vi vay, em dua ra kién nghi nhu sau:

« Cong ty can quan tdm va tién hanh thyc hién cac van dé vé thoi gian 1am hang
son mau va giam 131 ¢ bo phan lap rap.

e Tich cuc trién khai dio tao nhan cong ciing nhu cac quan Iy ca dé thuc hién
cong viée chinh x4c, theo tiéu chuan. Tang cudng giam sat cong nhan dé thyc hién dung
va duy tri tiéu chuan

« Néu trién khai & bo phan mang lai két qua kha thi thi tiép tuc mo rong ra cac b

phan khac trong cong ty.
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TAI LIEU THAM KHAO

[1] Gido trinh Hé thong sdn xudt tinh gon (2020) — Th.s Nguyén Nhu Phong,
Truong Pai hoc Bach Khoa TP HO Chi Minh.

[2] Gido trinh Quan 1y chdt lwong (2020) — Th.s Nguyén Nhu Phong, Trudng Dai
hoc Bach Khoa TP H6 Chi Minh.

[3] Chuong trinh quéc gia “ Nang cao ning suat va chat luong san pham hang hoa
cua doanh nghiép Viét Nam dén nam 2023°’- Nha xudt ban Ha Néi, 2022.

[4] Bdo sé 61 Phan tich thir bdc AHP, Trung tam tw van PIM - Vién Khoa hoc
Thuy lgi Viét Nam bdc AHP — Nguyén Hong Trudng.
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