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TT

Cac tiéu chi danh gia

biem Piem
toi da | danh gia

Sinh vién c¢6 phwong phap nghién ciru phu hop, giii
quyét dit nhiém vu d6 an dwoc giao

70

la

- Tinh méi (ndi dung chinh cia PATN c¢6 nhiing phan mai
so voi cac DATN trude day).

- Dé tai co gia tri khoa hoc, cong nghé; c6 thé tmg dung
thyc tién.

10

1b

- K§¥ ning giai quyét van d¢; hiéu, van dung duoc kién thic
co ban, co so, chuyén nganh trong van dé nghién ctru.

- Chat luong ndi dung DATN (thuyét minh, ban v&, chuong
trinh, mo6 hinh...).

50

Ic

- C6 k¥ nang van dung thanh thao phan mém ung dung
trong van dé nghién ctru (thé hién qua két qua tinh toan
bang phan mém).

- C6 ky nang st dung tai licu tiéng nudc ngoai lién quan
van dé nghién ctru (thé hién qua céc tai liéu tham khao);

- C6 k¥ nang 1am viéc nhom (danh gia ddi véi dé tai do
nhoém SV thuc hién);

10

K§ ning viét:

30

2a

- B cuc hop ly, 18p luan rd rang, chdt ché, 161 van stc tich

20

2b

- Thuyét minh d6 4n khong c6 15i chinh ta, in 4n, dinh dang

10

Tong diém danh gia theo thang 100:

Quy vé thang 10 (1ay dén 1 so 18)

- Cau héi dé nghi sinh vién trd 101 trong budi bdo veE: .......ocoviiiiiiiiiiii

- Pé nghi: O Pugc bao vé @6 an [ Bb sung dé bao vé

Pa Nang, ngdy

[J Khong duoc bao vé.

thang  nam 2025

Nguwoi phan bién

Huynh Nhat T




TOM TAT

Tén dé tai: Nang cao chat luong san pham can cau ca bang viéc ap dung Lean-Six
Sigma tai b phéan son cua Cong ty TNHH Daiwa Viét Nam

Sinh vién thue hién: Dang Thi Hién Nhi

S6 thé sinh vién: 118200208 Lép: 20QLCN2

Pé tai “Nang cao chit luong san phdm can cdu ca bang phuong phap Lean — Six
Sigma tai bo phan son ctia Cong ty TNHH Daiwa Viét Nam” duoc thyc hién nham phan
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quan 1y chit luong nhu: FMEA, biéu db xuong cé, Pareto, 5S dé phan tich va xur 1y 4 15i
chinh: triy can, dong son, striping 15i va in 16i. Dé tai khong chi mang lai gié tri thuc
tién cho doanh nghiép ma con 1a co hoi dé sinh vién rén luyén nang luc phan tich, van
dung kién thirc chuyén nganh vao thuc té san xuét.
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Chuong 1: Giéi thiéu dé tai

Chuong 2: Co sd 1y thuyét

Chuong 3: Tong quan cong ty va danh gia thuc trang bo phan son can cau

Chuong 4: Giai quyét mot sé van dé tai bo phan son bang phuong phap Lean —
Six Sigma

Chuong 5: Két luan va kién nghi
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LOI NOI PAU S

Trong thoi dai cong nghi€p hoa — hién dai héa va hoi nhép toan cau, chat lugng
san pham ludn dugc xem 13 yéu t6 cbt 161 dé doanh nghiép ton tai, phat trién va tao dung
thuong hi€u trén thi truong. Pac biét trong nganh san xuét dung cu thé thao — can cau
c4, noi ma tinh thAm my va d chinh xac dugc dat 1én hang dau, viéc kiém soat chat
lwong trong ting cong doan san xudt 13 vo cing can thiét.

Cong ty TNHH Daiwa Viét Nam 1a doanh nghiép 100% vén nuéc ngoai, chuyén
san xudt can cau thé thao xuét khau. Trong qué trinh tim hiéu thuc té tai xudng san xuét,
nhom tac gia nhan thdy bo phan son — mot cong doan quan trong anh hudng tryc tiép
dén tinh thAm m¥ va gia tri san pham — van con t6n tai mot s6 16i nhu: tray can, dong
son, striping 1&ch va in 16i. Nhitng 16i nay khong chi 1am ting chi phi sira hang ma con
anh hudng dén hinh anh thuong hiéu va tién do giao hang.

Tir d6, dé tai “Nang cao chat lwong sian pham can ciu c4 biang phwong phap
Lean — Six Sigma tai by phan son ciia Cong ty TNHH Daiwa Viét Nam” dugc thuc
hién. Pé tai ap dung cac cong cu cai tién chat lwong nhu: Lean — Six Sigma, DMAIC,
biéu dd Pareto, FMEA, 5S, SOP, mi vach... dé xac dinh nguyén nhan goc 1& cta 16i va
dé xuat cac giai phap cai tién toan dién.

Hy vong dé tai s& dong gop mot phan nhé vao viée nang cao hiéu qua san xuét,
kiém soat chat lugng tai doanh nghiép, déng thoi 1a co hoi giup sinh vién tiép can thuc

teé va van dung kién thirc chuyén nganh vao méi truong cong nghiép hién dai.



LOI CAM ON

Dé hoan thanh dd an tot nghiép nay, dau tién em xin chan thanh cam on Ban giam
hiéu truong Pai hoc Bach Khoa — Pai hoc Pa Nang, Quy thiy c¢6 khoa Quan 1y Dy an
d3 tan tim giang day va truyén dat nhitng kién thtrc, kinh nghiém quy bau ciing nhu hd
trg, giai dap thic mic cho em trong sudt qué trinh hoc tip va rén luyén tai truong.

Em cling xin gtri 161 cam on chan thanh dén Ban lanh dao va cac anh/chi tai Cong
ty TNHH Daiwa Viét Nam, dic bi¢t 1a bd phan san xuét, di tao diéu kién thuan loi,
huéng dan tan tinh va hd trg em trong qua trinh thuc tip, thu thip thong tin va trién khai
dé tai tai nha mdy. Su giup d& cla cac anh chi quan 1y va cong nhén truc tiép tai xuong
14 mot phan khong thé thiéu trong viéc hoan thanh cta dé tai nay.

Mic du di cb géng thuc hién dé tai véi tinh than nghiém tuc va trach nhiém cao,
nhung do kién thuc va kinh nghiém thyc tién con han ché, em khong tranh khoi nhiing
thiéu s6t. Em rat mong nhén dugc nhimg gép v quy bau tir quy thiy c6 dé hoan thién
kién thirc ctia minh hon.

Cubi cing em kinh chuc quy thay c6 doi dao sitc khoe va thanh cong trong su
nghiép cao quy. Em xin chan thanh cam on!

Pa Nang, ngay 17 thang 02 nam 2025

Sinh vién thuc hién

Ping Thi Hién Nhi

il



LOI CAM DOAN

Téi tén 1a Dang Thi Hién Nhi, sinh vién 16p 20QLCN2 xin cam doan:

- Db 4n duoc thue hién hoan toan méi, 1a thanh qua cua ban than, khong sao chép
bat cir 46 an tuong tu nao.
- D) an tot nghiép 1a thanh qua cua sy nghién ctru hoc tip, qué trinh thuc tap, 1am
viéc thuc té va duogc thue hién dua trén su hudng dan cta giang vién huéng dan.
- Moi sao chép khong hop 18, vi pham quy ché nha trudng, toi xin hoan toan chiu
trach nhiém.

Pa Nang, Ngay 17 thang 02 ndm 2025

Sinh vién thuc hién

Ping Thi Hién Nhi

il
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DANH SACH CAC KY HIEU, CHU VIET TAT

STT | KY HIEU CHU THiCH Y NGHIA

1 OK Tét San pham dat yéu cau

2 NG Not Good San pham chua dat yéu ciu

3 NVL Nguyén vat liéu

4 TNHH Trach nhiém hiru han

5 QC Quality control Kiém soét chat luong

6 QA Quality Assurance Pam bao chat luong

7 QP Quality Planning Hoach dinh chat luong

8 QI Quality Improvement Cai tién chét luong

9 FMEA Failure Mode Effects Anlysis | Phan tich mo hinh 15i va 4nh
huong

10 FIFO First In — First Out Nhap trudc xuat trudc

11 KCS Knowledge Centered Support Kiém soét chat luong san
pham
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Nang cao chét lwong san pham cin cu ca bang viéc ap dung Lean — Six Sigma tai bd phan son cia Cong ty
TNHH Daiwa Viét Nam

CHUONG 1: GIOI THIEU PE TAI

1.1.  Co s& hinh thanh @@ tai

Trong bdi canh hdi nhap qudc té sau rong, cac doanh nghiép san xuat khong chi phai
dap g cac yéu cau khat khe vé gia thanh va tién do giao hang, ma con phai dam béao chat
lwong san pham 6n dinh va ngay cang hoan thién. Pic biét trong nganh cong nghiép san
XuAt dung cu thé thao — can ciu c4, mot thi truong doi hoi cao vé mit tinh thAm my, do bén,
do chinh xac va su déng déu cua san phém, thi viéc kiém soat chat lugng xuyén subt tir
nguyén vat lidu ddu vao dén timg céng doan san xut trd nén vo cling quan trong.

Cong ty TNHH Daiwa Viét Nam 13 doanh nghiép 100% vén dau tu tir Nhat Ban,
chuyén san xuét céac loai can cau thé thao cao cép phuc vu thi truong xuét khau. V&i hé
théng san xuit hién dai va quy mé 16n, céng ty hién dang van hanh nhiéu day chuyén gia
cong, trong do bg phan son phu va in tem dong vai tro quan trong trong viéc tao nén gia tri
thAm my va dinh hinh thuong hiéu cta san pham.

Tuy nhién, qua qua trinh tim hiéu thuc té tai xudng son V-240H, nhan thdy mot s6
van dé ton tai vé chit luong san phim sau son van dang anh hudng khong nho dén hiéu qua
san xudt va do hai long ctia khach hang. Cac 16i phd bién nhu tray xudc can cau, dong son,
in lem logo, striping 1éch khong nhitng 1am ting ty 1& san pham 13i va chi phi sira hang, ma
con gy lang phi vé nguyén vat lidu, thoi gian va cong strc thao tac lai. Nguyén nhan ban
dau duoc xac dinh 13 do nhiéu yéu tb két hop nhu thao tac cong nhan chua dong déu, thiét
bi hd tro chua t6i wu, chit luong nguyén vat liéu khéng on dinh, va moi trudng san xudt
chua dugc chuin hoa hoan toan.

Trong khi d6, thyc tién cho thdy, viéc 4p dung cic cong cu quan 1y chét luong hién
dai nhu Lean Manufacturing (san xudt tinh gon) va Six Sigma mang lai hiéu qua cao trong
viéc loai bo lang phi, giam thiéu sai 16i, nAng cao ning suat va hi¢u qua hoat dong san xuét.
Dic biét, md hinh DMAIC trong Six Sigma 1a mét phuwong phap c6 hé thong, gitip xac dinh
— do luong — phan tich — cai tién — kiém soat qua trinh san xuat mot cach khoa hoc, hiéu
qua va c6 thé mo rong.

Xuat phat tir thyc trang trén va véi mong mudn duge van dung céc kién thirc chuyén
nganh vao thyc tién, viéc lwa chon thyc hién dé tai “Nang cao chét lugng san pham can cau
c4 bang phuong phap Lean — Six Sigma tai bd phan son cta Cong ty TNHH Daiwa Viét

Nam”. B¢ tai khong chi gidi quyét van dé chat luong cu thé tai cong doan son ma con hudng
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t61 xay dung mot mé hinh cai tién bén vimg, c6 thé nhan rong va phi hop véi dinh huéng
phat trién thong minh — hién dai — tinh gon cua doanh nghiép trong twong lai.
1.2.  Muc tiéu ciaa dé tai

Muc tiéu chinh cua dé tai nay 1 ning cao chit luong san phim can cau c4 tai bo
phan son théng qua viéc phén tich, tim ra cac loai 16i va anh hudng cua loai 161 d6 ddi véi
can cdu trong bd phin ctia Coéng ty Daiwa Viét Nam, danh gia mirc d6 anh hudng cia cac
dang 16i ndy va dé xuét cac bién phap phong ngtra hiéu qua.

Cu thé, dé tai hudng dén cac muc tiéu sau:

- Phan tich thyc trang 15i san pham tai bo phaan son trong ddy chuyén san xuat can
cau, tap trung vao cac 16i chinh

- Trién khai chu trinh DMAIC ctia phuong phap Six Sigma dé xac dinh nguyén nha
gbc ré gay ra 161, thong qua cac cong cu: biéu do Pareto, so dd xuong ca, FMEA,
phiéu thong keé 131, tir d6 x4y dung co s& dit liéu phuc vu cai tién.

- Dé xuit va trién khai cac giai phap cai tién déng bo theo 4 yéu té chinh anh huong
dén chét luong (con ngudi — phuong phap — nguyén vat liéu — may moc).

- Ap dung cong cu quan Iy tryc quan va kiém soét lién tuc

- Danh gia hiéu qua cai tién

1.3.  Pham vi dé tai

Céc van dé vé chat luong, quy trinh son can cAu c4 tai b phan Son V240 cua nha
may Rod va céc cong doan co lién quan khéc.

Pé tai duoc thuc hién bé“mg cach ap dung céc budc cua Lean-Six Sigma nhén di¢n
va giai quyét van dé. Xay dung bang phan tich FMEA nham phan tich sai 15i tir d6 dua ra
bién phap khic phuc nang cao chét lugng san pham.

1.4. Y nghia thue tién

Déi véi sinh vién: La co hoi giup cho ban than tiép thu dugc ki nang thu thap, tong
hop va phan tich dir liéu. C6 diéu kién ap dung cac kién thirc vé Six Sigma, céc kién thirc
vé quan 1y chit lwong di hoc vao thuc tién ctia doanh nghiép. Giup cho sinh vién hiéu thém
dugc nhitng thuan loi va khé khan khi gidi quyét van dé trong méi trudng doanh nghiép
cling nhu hoc héi thém nhiéu kién thirc lién quan.

Poi voi doanh nghiép: Noi dung dé tai s& hd trg cong ty xac dinh nhitng 15i dang ton
tai va dé ra huéng giam thiéu 16i va ning cao chat luong san pham cho cong ty. Nhitng dé
Xuét trong dé tai nay cé thé dung tng dung mot cach hi€u qua cho b phan san Xuét cua

cong ty.
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1.5. Phwong phap thuc hi¢én
- Phuong phap thu thap sb liéu: Thu thap s liéu thuc té tai b phan thong qua qua
trinh thuc tap tot nghiép, ap dung 1y thuyét dé phan tich, tinh toan cac sd liéu lién
quan.
- Phuong phép do dac: Tham gia kiém tra tai cac cong doan trong chuyén san xuét.
- Tim hiéu cac tai liéu lién quan qua sach, bao, ludn van, bao nghién ctru khoa hoc,

mang internet...
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2.1.

2.1.1.

CHUONG 2: COSO LY THUYET

Tong quan vé chit lwong va quén ly chit lwgng
Khai niém

Chat lugng: 1a murc d§ ciia mot tap hop cac dac tinh von c6 cua mot san pham, hé

thong hodc qua trinh thoa man cac yéu cau cua khach hang va cac bén lién quan.

Quan 1y chét luong 1a mot tap hop cac hoat dong cé phdi hop nham dinh huéng va

ki€m soat mdt to chure vé chat lugng. Muc ti€u cua quan 1y chat lugng 1a dam bdo rang san

pham hodc dich vu cuta té chic dép ting cac yéu cau ve chat lugng cia khach hang va cac

bén li€n quan khac.

Qudn 1y chdt lwong bao gom cdc hoat déng sau:

Lap chinh sach chét luong va muc ti€u chat luong: Lap ra chinh sach chét luong thé
hién cam két ctia to chtrc dbi v6i chat luong va dét ra cac muc ti€u chét luong cu thé,
c6 thé do luong duoc.

Hoach dinh chat luong: Lap ké hoach cho cac hoat dong can thiét dé dat duoc cac
muc tiéu chat luong.

Kiém soat chat luong: Thuc hién cac hoat dong dé theo ddi va kiém soat chat luong
ctia san pham hodc dich vu trong suét qua trinh san xuat hodc cung cap dich vu.
DPam bao chat luong: Thuc hién cac hoat dong dé ¢am bao réng san phém hoac dich
vu dép tng cac yéu cau vé chat lugng trude khi duge cung cap cho khach hang.
Cai tién chat luong: Xac dinh va giai quyét cac van dé vé chat luong, lién tuc cai
thién chét lugng cua san phrflm hoac dich vu.

Theo Juran, ba chitc ndng ciia quan 1y chdt lwong la:

Hoach dinh chit luong QP

Kiém so4t chit luong QC

Cai tién chat luong QI

Nguyén tic quén 1y chit lwong:

Tap trung vao khach hang: LAy nhu ciu va mong doi ctia khach hang 1am trong tAm
cho moi hoat dong.

Lénh dao: Ban lanh dao cta td chirc phai cam két ddi véi chat luong va tao diéu kién

cho viéc thuc hién cac hoat dong quan 1y chét luong.
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2.2
2.2.1.

Tham gia ctia nhan vién: T4t ca cic nhan vién trong to chirc déu phai tham gia vao
cac hoat dong quan 1y chit luong.

Cach tiép can dua trén quy trinh: Céac hoat dong cua td chirc phai dugc thuc hién
theo cac quy trinh duoc tiéu chuin hoa va duoc kiém soat.

Ra quyét dinh dua trén dir liéu: Cac quyét dinh vé chét luong phai duoc dya trén dix
li¢u va thong tin dang tin cay.

Cai tién lién tuc: Cai thién chit luong 13 mot qua trinh lién tuc va khong ngirng nghi.
Tong quan vé phuong phap Lean-Six Sigma

Phwong phap Six Sigma

Khai niém:

Six Sigma (6 Sigma, hay 66) 1a mot hé phwong phap cai tién quy trinh kinh doanh

va quan 1y chit luong bang cach duwa trén thong ké dé tim ra 15i (khuyét tat), xac dinh

nguyén nhan cua 161 va xtr ly 161 nham lam tang do chinh xac ctua quy trinh.

Define

Measure

Improve

Hinh 2.1 Phuong phap six sigma
Y nghia:

Céc loi ich cua six sigma c6 anh huéng t6t trong pham vi doanh nghiép va ting bo

phan riéng 1¢. Hon nita, doanh nghiép c6 thé phat huy toan bo nd luc ctia minh, tir viéc khac

phuc, giai quyét cac su cd dé ddi méi toan b hoat dong kinh doanh.

Six sigma bao gom cac phwong phap thuc hanh kinh doanh tot nhat va cac k¥ ning

gitip doanh nghiép thanh cong va phat trién, dem lai cac loi ich 16n nhat cho doanh nghiép.

Doanh nghiép c6 thé ap dung six sigma cho rat nhiéu hoat dong va cac yéu cau kinh doanh

khac.
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Tiém nang thu dugc tir six sigma ¢ ¥ nghia quan trong trong cic doanh nghiép, dich
vu va cac hoat dong phi san xuét, nhu trong cac linh vuc nghién ctru khoa hoc. Six sigma
c6 thé 4p dung trong cac hoat dong quan 1y, tai chinh, dich vu khach hang, tiép thi, hau can,
cong ngh¢ thong tin. Do d6, doanh nghiép s€ c6 dugc co hoi cai tién tai cac khu vuc tiém
ning chua dugc khai thac hét.

Viéc ap dung six sigma thyc sy dem lai mot cude cach mang trong td chuc. Sy doi
méi viée quan Iy qua trinh san xuét kinh doanh. Viéc 4p dung six sigma sé& gitip t6 chirc
vuon 1én & mot murc do cao hon, thay doi tu duy, phong cach lam viéc...s€ dem lai nhiéu
gia tri cho doanh nghi€p hon nita bén canh viéc tiét kiém chi phi san XUAt.

e Cép dd trong six sigma:

“Sigma” c¢6 nghia 13 do 1éch chuin (Standard Deviation) trong thong ké, nén Six
Sigma dong nghia véi sau don vi léch chuan.

Mirc sigma cho ta thay duoc ning luc qua trinh. Mtc sigma cang cao thi s6 khuyét
tat cang it, diéu d6 twong duwong véi chi phi san xuat cang thap va loi nhuan cang cao.

Dudi day 1 bang thé hién mirc sigma.

Béng 2.1 Bang DPMO va mitrc Sigma

L4&i tinh theo % DPMO (Ldi trong 1 triéu san pham) | Mirc Sigma
69,0% 691.500 1.0
30,8% 308.500 2.0
6,68% 66.800 3.0
0,621% 6.200 4.0
0,023% 230 5.0

0,0003% 3.4 6.0

Hé s6 Sigma hi¢n tai cua nha may sé dugc xac dinh dua trén s6 khuyét tat xay ra
trén mot triéu co hoi, goi tat |a DPMO (Defect Per Million Opportunity).
SO khuyét tat x 1.000.000

DPMO = —; — ~ ~ = A
S6 don vi san xuat X SO xay ra khuyét tat

2.2.2. Phwong phdp Lean
e Khai niém:
Phuong phap Lean (hay con goi la Lean Management) 1a mgt phuong phap quan ly

nham t61 vu hoa quy trinh san xuat va dich vu, giam thiéu lang phi va nang cao hi€u qua.
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Muc tiéu chinh ctia Lean 1 tao ra gi tri t6i da cho khach hang véi it tai nguyén nhat, tic
1a cai thién ning suat va giam chi phi.

e Y nghia:

- Cai tién nang suat, chit luong san pham

- Rat ngan thoi gian z san xuat, cung cap dich vu .

- Tao khao ning d6i img linh hoat.

- Loai b 8 loai lang phi co ban

- Nang cao hiéu qua str dung thiét bi, mit bang
2.2.3. Phwong phdao DMAIC

e Trién khai két hop Lean Six Sigma thong qua tién trinh DMAIC:

Lean Six Sigma

DMAIC

Define Measure Analyze Improve Control
Define the Quantify the Identify the cause Implement and Maintain the
problem. problem. of the problem. verify the solution. solution.

Hinh 2. 2 Phuong phap DMAIC

Lean Six Sigma sur dung trong tam mo6 hinh DMAIC (Define, Measure, Analyze,
Improve, Control), cting véi cic cong cu ctia Lean va Six Sigma, dé trién khai cai tién quy
trinh. Cu thé:

Define (X4c dinh): La giai doan khoi ddu ctia qua trinh cai tién. Pay 1a budc xéac
dinh muc tiéu ma nha quan 1y mong doi dat dugc thong qua du an cai tién. D6i v6i cac cong
ty, can phai xac dinh dugc cac yéu té co ban:

- Khéch hang cua cong ty 13 ai va ho can gi ¢ chiing ta? Cac yéu cau co ban cta khach
hang 1a gi?

- So dd qua trinh hoat dong chiing ta nhu thé nao?
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- Chung ta mudn cai tén cac chi sd ning suat, chit lvong thém bao nhiéu phan tram,
pham vi ciia du 4n lién quan dén nhimg bd phén hay qua trinh nao? Céac ngudn luc
can c6 1a gi?

Dau ra cia bude Define 1a:
- Van d ca tién
- Muc tiéu va pham vi cai tién
- Bang dang ky du an
- Phé duyét du 4n va sy hd trg cia 1anh dao
Measure (Do lwong): La budc danh gid dua trén co lugng hoa nang luc hoat dong
cua qua trinh. Trén co so thu thap va phan tich cac dir liéu hoat dong, chung ta s€ danh gia
dugc nang lyc cta qua trinh nhu thé nao hay néi mot ccash khac ching ta biét dwoc qua
trinh dang hoat dong ¢ mirc my sigma. Trong toan bo day chuyén san xuét nang luc cua
tirng khau nhu thé nao? Trong qua trinh do ludng ndy ching ta can nhan dang tinh toan cac
gia tri trung binh cta chi tiéu chit luong va cac bién dong co thé tac dong vao qua trinh
hoat dong.

Pau ra ciia buéc Measure la:
- Béng mo ta qua trinh
- Két qua phan tich hé théng do luong
Analyze (Phén tich): La budc danh gia cac nguyén nhan chu yéu tac dong vao qua
trinh tim ra cac khu vuc tong yéu dé ca tién. Cac bién dong dén qua trinh can duoc phan
tich nguyén nhin va muc d6 anh hudng ctia né dén qua trinh. Cac giai phap loai trir cac
bién dong chi yéu can dugc xéac dinh.

Pau ra ciia bude Analyze la:

- Danh sach c4c nguyén nhén tiém ning

- Diéu tra vé nguyén nhan goc

- Céc yéu td can cai tién
Improve (Cai tién): 12 budc thiét ké va trién khai cac giai phap cai tién nham loai

trir cac yéu t6 gay 16i. Tim ra cach cai tién hé thong va giam thiéu ty 1¢ khuyét tat.
Pau ra ciia buéc Improve la:
- Danh sach céac giai phap kha thi
- Xay dung ké hoach thuc hién

- Xac nhén két qua cai tién

SVTH: Pang Thi Hién Nhi GVHD: Th.S Tran Minh Tri 8



Nang cao chét lwong san pham can cau ca bf?mg viéc &p dung Lean — Six Sigma tai bd phan son ciia Cong ty
TNHH Daiwa Viét Nam

Control (Kiém soat): Trién khai cac cai tién ap dung vao qua trinh, danh gia két

qua, chuan hoa céc cai tién vao cac van ban quy trinh va theo doi hi¢u qua hoat dong.

Pau ra cia bude Control la:

K& hoach kiém soat cac hoat dong cai tién

Xac nhan hi¢u qua va két thic

Cong cu két hop Lean va Six Sigma:

5S: Pé cai thién méi trudng lam viée, giam lang phi va ting ning suat.
Statistical Process Control (SPC): Dé theo doi va kiém soat chat lwong quy trinh.
Kaizen: Cai tién lién tuc dya trén sy tham gia cua tat ca cAc nhan vién.

Pareto Analysis: Giup xac dinh nhitng vin dé quan trong nhét can giai quyét.

. Cong cu FMEA

Khai niém:
FMEA (viét tat ciia Failure Mode and Effects Analysis) dugc hiéu 1a phan tich dang

16i va cac anh huong dén thanh pham hodc dau ra cia quy trinh. Cu thé:

Failure (Sy sai hong): Sy sai hong trong FMEA duoc nhan manh 1a nhitng 16i tiém
an co thé xay ra trong tuong lai chir ko phai nhitng 16i d4 xay ra.

Mode (Céch thiic): Mang y nghia 12 phuong thirc, nguyén nhan gay ra sai hong. Can
phan biét Failure Mode (co ché, nguyén nhan) véi Defect (thién vé phan loai phé
pham).

Effect (Anh huong, tac dong): Mang ¥ nghia 1a Anh huong cua nhimng 16i sai nay 1a
gi? Hau qua nhu thé nao? Tac dong ra sao t&i dau ra (thanh pham) cia qua trinh
Analysis (Phan tich): Mang ¥ nghia 13 phan tich nguyén nhan 15i sai, tir d6 dua ra
cach thuc cai tién phu hop

Pay 1a mot cong cu quan 1y chat luong toan dién dung dé phat hién ra cac 16i tiém
an co thé ton tai trong qua trinh thiét ké san pham hodc quy trinh san xuat. Muc tiéu

13 loai bo cac dang hu hong va giam thiéu nhirng rui ro.
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Failure Mode Effect
A B ’ A

Study risk

and reduce it
y n Negative Effect on
r 32 process under study
possibsilities

Hinh 2. 3 Coéng cu FMEA dung d¢ phan tich sai 16

e Cic thanh t6 co ban ciia FMEA

- Hinh thirc sai 18i: 12 san pham hay qué trinh khong dap tng duoc cac yéu cau.
Thudng duge hiéu nhu 13 nhitng khuyét tat.

- Tac dong sai 15i: 1a anh hudng clia cac sai 16i dén khach hang néu nhu né khong
duoc ngan ngira hay khic phuc. Khach hang c6 thé 1a khach hang noi bo hay ngudi
sir dung cudi cung.

- Nguyén nhan: 1a nguén goc gay ra 16i thuong 1a do cic tac dong bién dong vao qua
trinh.

- Hé s rui ro theo muc d vu tién RPN (Risk Priority Number) 14 s6 xép hang uu tién
can giai quyét d6i v6i cac yéu td duge phan tich trong bang FMEA. H¢ s6 nay duoc
tinh nhu sau:

RPN=Sx0xD
Trong do:

- Mirc d6 nghiém trong (S) 1a muc do anh huéng ctia ché d6 hong hoc dén hoat dong
ctia hé thong/quy trinh/san pham. Mirc d6 nghiém trong dugc danh gia trén thang
diém tir 1 dén 10, v6i 1 1a thap nhat va 10 1a cao nhat.

- Mirc do xay ra (O) 1a kha ning xay ra cia ché d6 hong hoc. Mirc do xay ra ciing

duoc danh gid trén thang diém tir 1 dén 10, v6i 1 13 thap nhat va 10 1a cao nhat.
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Mirc d6 phat hién (D) 1a kha ning phat hién ché do hong héc trudce khi né gay ra 15i.
Mirc d6 phat hién ciing duoc danh gia trén thang diém tir 1 dén 10, voi 1 1a thip nhat
va 10 1a cao nhat.

Cac lgi ich cua FMEA:

Xac dinh cac hinh thire sai 13 tiém tang c6 thé xay ra va mirc do tac dong nghiém
trong ctia cac 16i nay.

Pénh gia mot cach khach quan kha nang xuét hién cac sai 15i.

Dénh gia kha ning phét hién ra céc sai 15i.

Phén loai cac 161 san pham hay qua trinh tiém ting c6 thé xay ra.

Tap trung vao loai trir cic nguyén nhan gay ra cac 15i trong yéu ddi véi cac nha san
xuit, FMEA thyuc su 1a mot cong cu hiru hiéu dé thiét ké va cai tién san phém va qua
trinh. FMEA gitp chiing ta giam thoi gian va chi phi thiét ké.

Ap dung FMEA

FMEA 1a mét cong cu hitu ich giup doanh nghi€p xac dinh, danh gia va uu tién cac

rii ro tiém an trong san pham, quy trinh hodc hé théng. Ap dung FMEA hiéu qué c6 thé

mang lai nhiéu loi ich cho doanh nghiép, bao gém:

Giam thiéu rai ro: FMEA gitip doanh nghiép xac dinh va xur 1y cac rdi ro tiém an
truée khi chiing xay ra, gitp giam thiéu thiét hai vé tai chinh, uy tin thuong hiéu va
su hai long cua khach hang.

Cai thién chat lugng: FMEA gitp doanh nghiép xac dinh va khic phuc cac nguyén
nhan gay 151, gitip nang cao chét lwong san pham, dich vu va quy trinh.

Tang hiéu qua hoat dong: FMEA gitip doanh nghiép toi uu hoa quy trinh va giam
thiéu lang phi, giup nang cao hiéu qua hoat dong va tiét kiém chi phi.

Tang cuong an toan: FMEA gitp doanh nghiép xac dinh va xir Iy cac nguy co tiém
an, giup dam bao an toan cho ngudi lao dong, khach hang va moi trudng.

Cdc hé s6 S,0,D
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< Phan loai cac cap d clia hé s6 SEV - Mirc d9 nghiém trong

Bang 2.2 Phan loai cic cip do ciia hé s6 SEV - Mirc d6 nghiém trong

Phan Mirc dg tac
. . Tiéu chi danh gia
loai dong
1 Khong co Khéng anh huong gi dén chat lugng san phim
P Céc 16i binh thudng chi gay tiéu hao nguyén vat liéu, c6 thé
2 Rat nho A Y
tan dung lai mot phan
3 Nho Céc 16i lién quan dén 13i thao tac
4 Rat thip Céc 16i do thiét bi nhung c6 thé khic phuc ngay
5 Thap Céc 16i anh huong dén cam nhan my quan thanh pham
6 Vira phai Céc 16i gay anh hudng dén cong doan sau
7 Lon Céc 16i cong nghé doi hoi thoi gian khic phuc lau
L Céc 16i cong nghé chi phat hién sau khi san xuét thanh san
8 Rat 10‘n 2 . , , « K A
pham, sai kich thudce thiét ké
9 Nguy hiém, c6 | Céc 16i cong nghé chi phét hién sau qua trinh kiém tra danh
thé luong gia
10 Nguy hiém, kho | Cac 16i cong nghé khong thé phét hién trong qua trinh san
luong Xudt

% Phan loai mirc dd xay ra sw ¢6: hé s6 OCC — Kha niing xay ra

Bang 2.3 Phan loai mtrc d§ xay ra su ¢d: hé s6 OCC — Kha nang xay ra

Phan | Kha ning N . . Kha niing sy cd
) PO Tieu chi phan loai )
loai | xuat hién xay ra
1 <1 trong 1.500.000:
. . s p 0.000067%
Kho Khong han 1a su co
2 1 trong 150.000:
0.00067%
3 . .
Lo Su ¢0 hay x4y ra véi san pham 1 trong 30.000: 0.003%
Rat thap .
4 nay 1 trong 4.500: 0.022%
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5 Thé Sy ¢b hay xay ra v6i cac san 1 trong 800: 0.125%
a .
6 P pham tuong tu (1 trong 7) 1 trong 150: 0.67%
7 San pham nay va san pham
Trung oo e I trong 50: 2%
8 . tuong duong da tirng doi khi bi
binh . I trong 15: 6.67%
hong (1 trong 5)
9 San pham nay va san pham
Cao tuong duong thuong xuyén bi 1 trong 6: 16.67%
hong (1 trong 3)
10 Rét cao Sai 16i 14 khong thé tranh khoi > 1 trong 3: 33.33%

% Phan loai kha niing phat hién sai 16i — hé s6 DET
Bang 2.4 Phan loai kha ning phat hién sai 18i — hé s6 DET.

Phan loai Kha nang phat hién Tiéu chi danh gia

1 Hoan toan Phat hién trong khi diéu ché thir

2.3 Rét cao Phat hién khi dua vao san xuit

4,5 Kha cao Phaét hién trong qua trinh san xuat

6,7 Thap Phét hién sau qua trinh san xuat

8 Rét thap Phat hién trudc khi giao cho khach hang
Phat hién trong khi str dung nhung trude sy ¢6

9 Kho ,
Xay ra

10 Khong thé Khong thé phat hién dén khi sy c6 xdy ra

2.3. Phuong phap hon hgp Lean — Six Sigma

2.3.1. Khai niém

Lean — Six Sigma (LSS) 1a m6 hinh quan 1y két hop nguyén tic quan 1y ctia Lean

v6i cac phuong phap Six Sigma. Lean gitp giam thiéu chat thai va rat ngan chu ky san xuét

ngay tir dau, trong khi Six Sigma tap trung vao tinh chinh d¢ chinh x4c cho quy trinh. Ching

song hanh cung nhau c¢ thé coi 1a sy bién thé tich cuc.

Céc cong cu va phuong phap co ban dé trién khai mo hinh tich hop Lean — 6 Sigma
ngoai PDCM, DMAIC con c6 58S, Kaizen, JIT... Thuc té ung dung cho théy cach tiép can

theo Lean va 6 Sigma két hop cliing nhau tao thanh mot chién luoc quan 1y rat hiéu qua. N6

tr& thanh mot phuong phap quan Iy méi nham giam thiéu chi phi, nang cao chat lwong cac

SVTH: Pang Thi Hién Nhi

GVHD: Th.S TrAn Minh Tri 13




Nang cao chét lwong san pham cin cu ca bang viéc ap dung Lean — Six Sigma tai bd phan son cia Cong ty
TNHH Daiwa Viét Nam

qua trinh va giam thiéu sy bién doi ctia san phdm cling nhu dich vu cung cp hiéu qua hon.
Tuy timg doanh nghiép khac nhau, mdi mé hinh, cong cu va phuong phéap k¥ thuét cu thé
can duoc lya chon dé két hop v&i nhau sao cho phu hop véi diéu kién thuc té cua doanh
nghiép nhat.

2.3.2. Nguyén ly Lean — Six Sigma

Céc hoat dong anh huong dén dic tinh chat lugng va tao ra thoi gian cho 1on nhét 1a
cac hoat dong tao ra co hoi cai tién thoi gian, chat lugng va chi phi. Lean Six Sigma 12 giai
phap duy nhat cé thé tra 10i cac cau héi budc qua trinh nao nén duoc ap dung cac cong cu
Lean Six Sigma, theo thtr ty nao? Véi mitc d6 nao nham giam thiéu thoi gian, cai thién chat
lwong, va giam thiéu chi phi nhiéu nhét.

2.3.3. Tai sao su dung Lean — Six Sigma

Lean Six Sigma 1a mét giai phéap tich hop Tinh gon & Six Sigma. Néu chi c6 tinh
gon, khong thé kiém soat qua trinh, khong giai quyét dugc t6t nhat bai toan chét lugng. Néu
chi c6 Six Sigma, khong thé cuc tiéu thoi gian, chi phi, von dau tu.

St dung ddng thoi cac cong cu tinh gon va Six Sigma gitip dat duoc chat lugng, tde
d6 san xuét cao, chi phi thap véi cai tién mang tinh dot phé trong thoi gian ngin. Lean Six
Sigma cho két qua nhanh chong hon han 1a str dung tinh gon hodc Six Sigma.

2.4. Cac cong cu quan ly chét lwong
2.4.1. Biéu dé xwong cd

Biéu d6 xwong c4 1 cong cu biéu thi mdi quan hé gitta nguyén nhéan va két qua. Biéu
d6 nay thuong duoc sir dung dé tim kiém nguyén nhan khi da sip xép hoan chinh cac moi
quan hé nhan qua cua van d&. Két hop véi cac sb liéu c6 san giup cho ngudi thiét 1ap co
nhin nhén khach quan vé van dé va cach giai quyét chung hét sitc khoa hoc ma khong phai
dua trén kinh nghiém cam tinh.

S& di mang cai tén biéu dd xwong ca vi hinh dang cua né tréng giéng nhu hinh xwong
ca. Véi truc xuong trung tim 13 xwong sdng, 1an luot dén cac xwong 16n biéu thi cho hang
muc lén, xuong vira 1a hang muc vira va xuong nhoé 1a cac hang muc nho dugc vé dé nbi
lién nguyén nhan va két qua. Do do, nhiing yéu t6 c6 lién quan can dugc sap xép theo mot

hé théng nhat dinh dé vé biéu d6 xwong c4 chinh xac.
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- ; > Problem

Hinh 2. 4 Hinh anh minh hoa biéu d6 xuong c4
Y nghia ciia biéu do:
- Giup sap xép cac nguyén nhan thanh mot nhém cé hé thong.
- Phan tich c4c nguyén nhan gy ra cac van dé va 13i trong qua trinh san xuét hoic
cung cap dich vu.
- Bing cach xac dinh va phan loai cac nguyén nhan chinh va phu, biéu d6 xuong ca
gitip nhan dién duoc cac yéu td anh hudng va tim ra nguyén nhan cbt 161 cia van dé.
2.4.2. Biéu dé Pareto (Pareto chat)
Biéu db Pareto (Pareto Chart) 1 dang biéu do gdm cac cot va dudng thang thé hién
s6 liu, dir lidu va phan tich ctia nguoi thyc hién. Trong do, cac cot dugc sép xép theo thtr
tur tir thap dén cao va dudng biéu dién sé& biéu thi ty 1én phan tram.
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Hinh 2. 5 Hinh anh minh hoa cta biéu d6 Pareto

Khi phan tich biéu d6 Pareto chiing ta s& sir dung quy tac biéu d6 Pareto 80/20 nghia

14 20% van dé dan dén 80% hau qua. Céach dé phan tich biéu d6 s& dugce thuc hién nhu sau:

Tir truc tung phan trim bén phai chiing ta ké mot duong thang bt dau tir vi tri 80%
dén khi cham db thi Line.

Tur vi tri hai duong cham nhau chiing ta tiép tuc v& mot duong thang vudng goc vai
truc hoanh.

Y nghia ciia biéu do:

Hb tro phén loai cac yéu td va van dé quan trong can duoc uvu tién giai quyét trudc,
gitip ngudi ding danh gia va nang cao hiéu suat cong viéc.

Ti wu hoa qua trinh gia ting ning suét.

Quan trj rti ro hiéu qua cho doanh nghiép, dam bao du doan dé c6 nhiing giai phap
dung dan.

Xéc dinh huéng phat trién bén viing cho cac doanh nghiép.

Phwong phap 5S:

Sang lpc- Seiri: phan chia nhitng tht can thiét va khong can thiét, virt di nhitng thi
khong can thiét.

Sdp xép- Seiton: Quyét dinh nhitng vi tri, chd dé co thé 1iy ngay duoc nhimng thi

can thiét.
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- Sach sé- Seiso: Vé sinh, 1am sach, khong c6 rac ban, kiém tra dén timg phan nho.

- San séc- Seiketsu: Triét dé tién hanh sang loc, sip xép duy tri trang thai sach s&
khong ban.

- Sdn sang- Sitsuke: Tao thoi quen dé tién hanh cong viéc dung nhu da quyét dinh

SAN SANG

Hinh thanh thét guen
wit ién tyc ol tn.

Hinh 2. 6 Thé nao 13 58
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3.1.

CHUONG 3: TONG QUAN VE CONG TY VA PANH GIA THUC
TRANG BQ PHAN SON CAN CAU

Téng quan vé cong ty

3.1.1. Thong tin chung

722/ "/

Hinh 3. 1 Logo Cong ty TNHH Daiwa Viét Nam

Mot s6 thong tin vé doanh nghiép:
Tén cong ty: Cong ty TNHH Daiwa Vi¢t Nam
bia chi: L6 M, Buong s6 5 KCN Hoa Khanh, P.Hoa Khanh Bic, Q.Lién Chiéu,
TP.Da Ning.
Ngay thanh 1ap: 19/09/2005 (Gidy phép kinh doanh 15/09/2006).
Ma s6 thué: 0400511094
bién thoai: 0236 3731 530
Nguoi dai dién: Ikeda Naoatsu
Linh vuc san xuit: dung cu ciu ca bao gdm cin cau va gudng quay dé cung cap cho
thi truong trén thé gioi.
Thi trudng: Nhat Ban, My, Chau Au,...
Cong ty gdm 3 nha may véi tong dién tich 1a 117,00 m2, trong do:
« Nha may REEL No.1 60,000 m2
« Nha may REEL No.2 17,000 m2
« Nha may ROD 40,000 m2
Daiwa ba N?lng l1a cong ty thudc tap doan Globeride, 100% von dau tu Nhat Ban.

Pay 14 don vi chuyén san xuat can cdu ndi tiéng tai Pa Ning. Cong ty TNHH Daiwa Da

Néng dd c¢6 hon 17 nim & Viét Nam va dang trén da phat trién mot cach bén viing. 9 thang

dau nam 2020, doanh thu cta cong ty dat hon 1.300 ty dong. Ngoai ra, doanh thu tir hoat

d6ng xuét nhap khau udc dat hon 36 triéu USD. Nop ngan sach hon 7,1 ty dong. Trong moi

truong nang dong, hoi nhap cua Daiwa. Cong ty c6 co hdi ti€p xuc va lam viéc truc tiép voi
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nhiéu qudc gia trén thé gidi. Nhu Nhat, My, Chau Au va cac nude trong khu vuc Chéau A.
Vi thé cong ty duoc danh gia 1a mot trong nhitng don vi 6n dinh l4u dai nhét hién nay.
Cong ty ludén dua ra muc tiéu phat trién v6i phuong cham 14y loi ich cong dong 1a
chinh, vi thé trong nhiéu nim qua, don vi van khong ngimg tim kiém va dem dén nhiéu giai
phép ning cao hiéu qua san xuat. Dong thdi giam chi phi san phim ting cudng bao vé moi
truong. Ngoai viée chu trong dén bao vé méi trudng, phat trién bén viing thi cong ty ciing
hét stc cha trong dén dau tu co s vat chit cua doanh nghiép. Véi quy mé nha xudng rong
16n cung véi do 1a viéc dau tu may moc hién dai. Luon &p dung cac thanh tyu khoa hoc ky
thuat vao san xuat. Daiwa Pa Nang c6 nha may thong minh gitip gia ting ham luong cong
ngh¢, nang cao ty 1€ tw dong hoda. Tur d6 ludn dam bao chét lugng san phém ]am ra t6t nhat.
3.1.2. Tam nhin, sit ménh
< TaAm nhin
Tré thanh cong ty thé thao truong ton voi thoi gian, Daiwa cung cap nhitng khoanh
khic dang nhé trong cudc séng cho nhitng ngudi yéu thién nhién, thé thao
% Str ménh
San xuét san phim cao cap nhat, tinh hoa nhat, khong dugc san xuit ra hang 15i dé
“chét lwong Daiwa” vuon 1én sb 1 toan cau.
% Gia tri cot 16i
- Chat luong 1a trung tim
- Moi truong lam viéc an toan
- Hé thdng d¢am béo chat luong
- Pap tmg nhu cau khach hang
- Trach nhiém cong dong
- Chuyén nghiép
3.1.3. Co céu té chiic

SVTH: Pang Thi Hién Nhi GVHD: Th.S Tran Minh Tri 19



Nang cao chét lwong san pham can cau ca béng viéc &p dung Lean — Six Sigma tai bd phan son ciia Cong ty
TNHH Daiwa Viét Nam

So do6 co cau tod chire cong ty

Ban gidm déc

B6 phan Quality B6 phan Van B& phan san xuat B& phan san xuat
Assurance ( QA) phong can cau ( ROD) Gudng quay cudc (
K§ thuat Ky thuat
Mua hang Téng hop
Reel
Mua hang Rod K& toan San xuat San xuat
Xuat nhap
khau

Hinh 3. 2 So d6 co cau t6 chirc va quan 1y cong ty Daiwa

Ban giam déc: c6 nhiém vu diéu hanh cong ty, co quyén quyét dinh cac van dé cia
nha may, chiu trach nhiém cao nhét trude nha nudc vé tap thé lao dong cling nhu két qua
san xuét kinh doanh ctia nha may va quan 1y 4 b phan bao gdm nhu hinh 2.2

Bo phéin Quality Assurance (QA): Dam bao chat luong cho cac san phadm nhu can,
guodng cau c4, ngan chin hang 15i dén tay khach hang.

Bo phén sin xuit gudng quay cuée ( REEL): La bo phan san xuat guong quay
ctia can cau bao gém b0 phan san xuat Reel va bo phan k¥ thuat Reel.

- B¢ phdn san xudt: Lap ké hoach san xuat va tham gia truc tiép vao cong viéc san

Xuat guéng quay.

- B phdn ky thudt: Pam bao cac yéu t6 vé ki thuat, chay cac mau thir va diéu chinh
thiét ké cho phu hop véi thuc té va yéu cau khach hang trude khi san xuat dong loat.

Bo phan sian xuét cin ciu ( ROD): La bd phan san xuét can cau bao gém b phan
san xuat Rod va b phan k¥ thuat Rod.

- BG phdn san xudt: 1ap ké hoach san xuat va tham gia truc tiép vao cong viéc san xuat
can cau.

- B phdn ky thudt: d&am bao cac yéu t6 vé k¥ thuat, chay cac mau thir va diéu chinh
thiét ké cho phu hop vai thuc té va yéu cau khach hang truéce khi san xuat hang loat.
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B§ phin viin phong: La bo phan khong truc tiép san xuit, chuyén lam nhirng cong
viéc vin phong. Bo phan vin phong dugc chia ra 1am nhiéu bo phin nhé riéng nhu bo phan
Téng hop, bo phan Ké toan, b phan Mua hang reel, b phan mua hang rod, bd phan Xuét
nhap khau. Mbi bd phan déu c6 nhitng chtrc ning, nhiém vu riéng theo chirc ning cia ting
nganh nghé:

- B phdn mua hang reel: quan 1y vat tu, dya trén ké hoach yéu ciu mua hang tir bo
phén quan 1y san xuat dé diat mua hang reel.

- Bé phdn mua hang ROD : quan ly vat tu, dya trén ké hoach yéu ciu mua hang tir
bd phan quan 1y san xuat dé dit mua hang ROD.

- B phdn tong hop: 13 bd phan chuyén mon c6 chirc nang gitp cho giam ddc trung
tam trién khai thuc mot sb cong tac vé T chirc hanh chinh, ké hoach téng hop va
tai chinh trong hoat dong ctia cong ty.

- BG phdn ké toan: 12 bd phan c6 cong viée ghi chép, thu thap, cung cap va xur 1y thong
tin tai chinh, 1ap bdo cao tai chinh phuc vu cho hoat dong ndi bg cua cong ty cling
nhu cic co quan bén ngoai nhu 1a co quan thué, ngan hang. ..

- B phdn xudt nhdp khdu: 13 bd phan chiu trach nhiém cac van dé vé diéu phdi va
giam sat hoat dong ctia chudi cung tng. Pam bao tai san cia cong ty duoc sit dung
hiéu qua va str dung cong nghé logistics dé t6i wu quy trinh van chuyén hang hoa. ..
Céc bd phan co su phdi hop nhip nhang dé dam bao hoat dong kinh doanh san xuét

cua cong ty.
3.1.4. San phim ciia cong ty

San pham can cau nhu hinh va san pham gudng quay nhu hinh 13 hai san pham chinh
duoc san xudt tai nha may Daiwa Viét Nam. Va hai san phém nay hoan toan chi dugc XUt

khau sang Nhat va cac qudc gia trén thé gioi.
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Hinh 2. 8 San phim gudng quay

3.2. Mt bang tong thé by phin son V-240H
Mat bﬁng téng thé cta bo phan V-240H duoc thé hién trong hinh 2.5 bén dudi
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Hinh 2. 9 Mit bang tong thé bd phan son V-240H

% Chii thich mit bang tong thé bd phan V-240H
Bang 3. 1 Chu thich mit bang tong thé bd phan V-240H

Ki hi¢u Cha thich Ki hi¢u Chu thich
(1)  [Khu vuc nhép can tron (12) [Khu vuc quan tape
(2)  [Khu vuc quét co (13)  [Khu vuc kiém son 16t
(3) [Khu vyc lau can (14)  Khu vuc thao tape
(4)  [Khu vuc son phun (15) |Khu vyc mai may
, Khu vuc lam sach sau mai,
(5) |Khu vuc son rat (16) PN
vuot can
(6)  [Khu vyc kiém mau (17)  [Khu vyc mai tay, mai tay cam
s P Khu vuc kiém son phu, lam
(7)  |Khu vuc gom can sau say (18) 2 g
sach, ki€ém moi noi
(8)  |Khu vuc stra hang (19) Khu vuc KCS
) Khu vuc léy diu trude in, ké 20) Khu vuc danh bong can, hang
hang OK chd chdt 16
(10)  [Khu vuc in may, kiém in (21)  [Khu vuc chd xuit hang

Khu vuc dan tem, dén IC N
(11) . . (22) [Khu vyc xuat hang
tape, in tay, Stripping
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3.3.  Quy trinh son cin tai by phin son
So d6 khai quat vé quy trinh son can tai bd phan Son duoc thé hién ¢ hinh 2.5 bén
duoi:

( 1.Nhancantron )
v

[ 2. Lau can |
NG Y __
o
v
| 4. Mai

NG

———>  6.Sontrung  [—> Say |

R

NG
T 8. In |
v
NG
8. Dan tem/Line seal
v

| 8 Dén 3c tape |

[ 8. Stripping |
NG . — ,
11. Son phu f—> say |
Y
Stra | 12. Giacéng
v

13. Lam sach + kiém soét quy trinh

[ 16.Xuathang |

Hinh 2. 10 So d6 khai quét vé quy trinh son can

SVTH: Dang Thi Hién Nhi GVHD: Th.S Tran Minh Tri 24



Nang cao chét lugng san pham cin ciu c4 bang viéc ap dung Lean — Six Sigma tai by phan son ciia Cong ty
TNHH Daiwa Viét Nam

- Nhan can tron: Nhan can tron tir bd phan hoan thién. Kiém tra ding sb Tot, s6
model, s6 luong trude khi lam. Bo to quy trinh 1am viéc theo model no va bi part
card.

- Lau cin: Dung vai thim dung méi dé lau sach bé mit cin tron trudc khi son. Phai
dam bao bé mit can khong con bui ban, vét dau, vét md hoi trude khi son.

- Son 16t: Nham muc dich xir I bé mit can tron bang phing trude khi bit dau son
trung. C6 thé dung nhiéu phuong phap son: son co, son rut, son phun... tiy yéu cau
va tinh chét can.

- Mai: Sau mdi 16p son 16t thi tién hanh mai bé mat dé tao do bang phang cho can
d6ng thoi cling tao d6 nham cho 16p son tiép theo.

- Kiém tra son 16t: Can s& dugc kiém tra sau son 16t theo hang muc 16i. Can OK s&
dugc chuyén qua cong doan son trung, néu NG sé& dua lai sira & cong doan son 16t.

- Son trung: Nham tao 16p mau theo dting thiét ké ctia can. Dung nhiéu phuong phap
son rut hay son phun tity yéu cau va tinh chat can. Can ¢t vao ban vé dé xac dinh vi
tri son va loai son st dung.

- Kiém tra son trung: Can s& duoc kiém tra sau son trung theo hang muc 15i (Néu
c6). Can OK sé& dugc chuyén qua céng doan in, néu NG sé& dua lai stra & cong doan
son trung.

- In: Nham in tén, thong sb k¥ thuat va cac thong tin khac (néu co) theo thiét ké 1én
trén can. C6 2 phuong phap in: in tay va in may.

- Kiém tra in: Can s& duoc kiém tra sau khi in. Can OK s& chuyén qua cong doan dan
tem, NG s€ dua lai stra ¢ cong doan in.

- Dan tem/ Line seal: Nhim dan tén va cic trang tri khac theo thiét ké 1én trén can.

- Kiém tra Tem/Line seal: Can s& duoc kiém tra sau khi dan va xtr ly bé mat tem/
line seal. Can OK s& chuyén qua cong doan IC tape, NG s& dua lai stra ¢ cong doan
dan tem Line seal.

- Dan IC tape: Nhim déan cac dudng c6 mau dé trang tri theo thiét ké 1én trén can.

- Stripping: Nham son cac duong c6 mau dé trang tri theo thiét ké (néu co) 1én trén
can.

- Son phii: Nham tao 16p bao vé ngoai cung cho can dong thdi 1am cho bé mit can
bong hon. Co thé dung phuong phap son rat hay son phun tiy yéu cau va tinh chét
can. Can clr yéu cau ban vé& dé xac dinh vi tri son va loai son st dung.

- Gia cong: Mai di 16p son hodc can tron tai cac vi tri gan linh kién tai cong doan lap
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34.

*

rap (néu cd). Can ctr yéu cau ban v& dé xac dinh vi tri vi tri va kich thudc mai.
Lam sach + Kiém soat quy trinh: Sir dung véi tring hodc khan sau d6 tham nudc
hodc dung méi IPA dé 1am sach céc bui ban bam & trong va ngoai can. Trudce khi
lam sach phai kiém tra t& quy trinh d thuc hién day du chua. DPay du rdi thi tién
hanh 1am sach, chwa day du lién hé quan 1y.

Kiém tra sau son phii: Can s& duoc kiém tra sau son phu theo hang muc 15i (néu
¢6). Can OK s& duoc chuyén qua cong doan kiém tra chat lugng san pham, néu NG
s€ dua lai stra & cong doan son phu.

Kiém tra chat lwong san pham (KCS): Theo quy trinh kiém tra “V293-ZT-200-
01”. Néu NG s& tra lai cho bd phan son dé sua hang.

Xuat hang: Hang KCS kiém tra OK s& xuét cho bo phan lap rap. Sau khi xuat hang
xong phai thu lai quy trinh va scan quy trinh theo ngay xuét.

Muc tiéu ctia by phan son

Khéng nhim can

Khoéng troc son

Khéng mai qua muc

Khoéng in nham

Thuc trang cta cong ty

Thue trang

Ti 1& hang 16i hang tra vé tai Daiwa chiém ti trong 5%. Piéu ndy cho thdy san phim
thuong dat yéu cau chat luong, quy trinh kiém tra duoc thuc hién nghiém ngat. Ty
1¢ 13i thap nay phan anh vé viéc kiém tra chat luong va kiém tra quy trinh san xuat
duogc thuc mdt cach hiéu qua dé phat trién va loai bo san phém khong dat yéu cu
chat luong.

Tuy nhién ti 1 18i nay van con 13 con sb dang chu ¥, hang bi 16i & cac cong doan sau
s& mang di stra lai & cac cong doan trudc nén ti 18 hang 161 khong qua cao nhung stra
di sira lai nhiéu 14n nén ning suit 1am viéc khong cao.

Cic s6 liéu thong ké vé chit hrong

Theo s6 liéu théng ké tong hop vé sb luong kiém tra va sé luong NG duoc thong ké

trong 6 thang cudi nam 2024 sau d6 duogc so vo1 muc tieu % 161 dugc xac dinh cho moi

thang cong ty dé ra

R/
0‘0

Tinh trang kiém tra chit lwgng b phin son V-240H 6 thang cudi nim 2024
Bang 3. 2 Tinh trang chat luong tai bo phan son 6 thang cudi nim 2024
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Thing 7 8 9 10 11 12 Tong

So lwgng
can kiém | 260 609 | 245288 | 239248 | 279258 | 271 722 | 271 308 | 1567 433

tra

S6 lwon
e 254878 | 242 007 | 235644 | 272 722 | 265 856 | 265 156 | 1536 263

can dat

S6 lwon
Yng 5731 3281 3604 6536 5866 6152 31170

can 16i
% canloi | ;) 1,34 1.5 2,34 2.16 2.27 2,00
Muc tiéu
% 15i 1,35 1,35 1.5 1.4 1.4 1.3 1,3
2024
Két qua X 0 0 X X X X

Nguon: bé phin V-240H
X: khong dat  O: dat
Nhan xét: Dua theo bang trén ta thay duoc s6 1an xay ra 16i chiém ti 18 16n ¢ thang 7 va 3
thang cudi nam ti 18 16i vuot muc tiéu cho phép. Cho thay tinh trang chét luong & bo phan

dang gip van dé.
% Chi phi sira hang cho 6 thang cudi nim 2024 tai b phan son: 0.065 USD/ 1 phut
Véi s6 lugng san pham NG sé& phat sinh chi chi stra hang tai 3 cong doan son chinh

cua bo phan son.

Bang 3. 3 Chi phi sira hang cho 6 thang cudi nam 2024

Cong T7 T8 T9 T10 T11 T12 CP sira
doan | (phut) | (phat) | (phut) | (phat) | (phat) | (phat) | hang (USD)
Son trung | 13002 [9602 |9680 |16963 |13217 |15576 |5072,6
Son 16t 3578 | 1120 | 1260 | 4661 4692 4945 | 1316,64
Son phi | 24450 |18900 | 19046 |24123 [26591 | 24847 |8967,2
Téng 41030 | 29622 [29986 |45747 |44500 | 45368 |15356,45

Nhan xét: Bang 2.2 thé hién chi phi stra hang NG cho 6 thang cudi nam 2024. Ti 1¢ hang

NG cang 16n chi phi sira hang cang cao, anh huéng dén chat luong san phdm va ning sut
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ciia nha may. Vi vay ching ta can dwa ra giai phap dé giam thiéu ti 18 15i, cai thién chat

lwong san pham hop 1i giam tén kém chi phi va thoi gian san xuat dam bao tién do.

+
o

Nhén xét thue trang quan ly chat lwong ciia cong ty

Uu diém

Hé théng quan 1y chat ciia Daiwa tap trung vao kiém soat chat lugng trong qua trinh
san xudt va sau san xudt, giup dam bao chat luong san pham ddng déu, han ché san
pham 131, san pham khéng dat chat luong s& dugc loai bo trude khi dén tay khach
hang.

Hé thong quan 1y chat luong ciia Daiwa Viét Nam duoc xdy dung dua trén céc tiéu
chuan quéc té nhu ISO 9001:2015, gitp doanh nghiép quan 1y hiéu qua cac hoat
dong san xuét va kinh doanh

B6 phan quan ly chat luong doc lap véi bd phan san xuat tir d6 ¢ cai nhin khach
quan hon

Théng ké theo ddi hang hoa, ti 18 NG va loai 151, kip thoi thong bao dén ki thuat dé
dua ra nhitng phuong an thich hop dé cai tién va nang cao chat lugng cho san pham
Nhuwoc diém

Viéc do dac, kiém tra chat luong chi bang mat thudng nén con han ché vé sé luong
va d¢ chinh xac. Hoat dong dao tao cong nhan vién con so sai chua chuyén nghiép
Dit liéu chil yéu nhap bang tay qua excel nén d& bi nham 1an, sai sot vé lot no, model
no.

Khéi lwong san xuét twong dbi 16n gay ra tinh trang tré tién do.

Cong nhan thuc hién thao tac thira, chi 1am mot cong doan. Dan dén tinh trang lic

thi don, luc thi nhan roi.

CHUONG 4: GIAI QUYET MOQT SO VAN PE TAI BO PHAN SON
BANG PHUONG PHAP LEAN - SIX SIGMA
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DMAIC 1& mot phuong phap cai tién quy trinh dugc st dung phd bién trong six
sigma. Chu trinh DMAIC 14 trong tim cta dy an cai tién quy trinh six sigma, trong do6 céc
cong cu chuyén biét duge duge xay dung dé chuyén mét van dé thuc té sang dang cong
thirc théng ké, xdy dung mot giai phap trén mé hinh thdng ké sau d6 chuyén né sang giai
phap thuc té. Dong thoi, ta két hop thém mot sb cong cu ciia Lean nham giai quyét cac bai
toan cua DMAIC.

4.1. Xac dinh véan dé - Define (D)

Qua thoi gian thyc tap tai bd phan son ciia cong ty, nhan thay cong ty dang mic phai
mot s6 van dé: thoi gian san xuét con 16n, nang luc cla cac tram chua dong déu, dan dén
tai mot s6 cong doan bi & dong hang héa va khé khin trong cong tac quan li, ti 1é ban thanh
pham con nhiéu va ti 1é cong doan va 16i hoan chinh con cao.

Mot 6 vi tri thiéu hyt nhan cong, cong nhan thuong xuyén phai tham gia ting ca 2-
3 tiéng mot ngay dé co thé dap ung tién d6 nang suat cia nha may.

Ap dung Lean - Six Sigma nham giam thiéu ty 1¢ hang 18i, nAng cao ning suat cua
bd phén son, gidm bat tinh trang tang ca ciia nha may.

Béang 4. 1 Pham vi quy trinh co ban cua bo phan son

Piu vio Quy trinh Piu ra Sir dung thanh pham
Can tron - Son lot Can di dugc son B6 phén lap rap
Nguyén vat liéu - Mai
Con nguoi - Vubt
M4y moc, thiétbi | - Son trung

- In

- Son phu

4.2. Do luong — Measure (M)
4.2.1. Cidc l6i xdy ra tai by phdn son

Tai doanh nghiép dir liéu s& duoc cac cong nhan ghi lai hang ngdy vao phiéu lam
viéc ctia mdi 16 hang. Nhan vién QA sé& tong hop dit liéu vao file excel cta hé thong cong
ty hang tuan, hang thang dé xem xét tinh hinh, kiém soat chat luong va phan tich van dé

thuc trang
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Trén co so thu thap sé liéu vé san pham 13i cta cong ty 6 thang cudi nim 2024 tir
thang 7 dén thang 12 bang 2.1 thé hién tong s luong can dugc san xuét tai bo phan son

Sau do, ta thong ké timg hang muc 15i. Ta xac dinh dugc 11 15i chinh tai bo phan
son V240H

Bang 4. 2 Bang thong ké 13i sai ctia bo phan son 6 thang cudi nim 2024

THONG KE CAC LOI SAI CUA BQ PHAN SON V-240H

Théng 7 8 9 10 11 12 Tong
Tray 1395 | 1134 | 1151 | 1551 | 1417 | 1442 8090
Pong son 1100 | 756 812 1162 | 1134 | 1200 6164
Striping 16 1021 544 686 1130 | 1063 | 1102 5546
In 16i 950 343 404 1004 | 911 1035 4647
Thiéu son 487 158 178 572 552 593 2540
Dinh dau 290 137 135 331 266 297 1456
Mép cin 209 98 90 329 152 208 1086
Hat 144 53 60 212 126 143 738
Tréc son 77 20 32 156 133 68 486
Bui 16ng 27 18 24 52 87 32 240
Sai vi tri 18 11 17 24 13 22 105
Ngoai ra 13 9 15 13 12 10 72
Tong 5731 | 3281 | 3604 | 6536 | 5866 | 6152 | 31170

Tir bang trén, ta 1ap dugc bang ty 1¢ 13i theo thir tw xay 16i nhiéu hon trong 6 thang
cubi nam 2024 nhu sau:

Bang 4. 3 Bang ti 1¢ 16i 6 thang cudi nim 2024 tai bo phan son V240H
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STT | Tén léi Tan suat | Tansuit tichldy | Ty1é % | Phan trim tich liy

1 | Tray 8090 8090 25,95% 25,95%
2 | Pong son 6164 14254 19,78% 45,73%
3 | Striping 16i 5546 19800 17,79% 63,52%
4 |Inlbi 4647 24447 14,91% 78,43%
5 | Thiéu son 2540 26987 8,15% 86,58%
6 | Dinh dau 1456 28443 4,67% 91,25%
7 | Mép cin 1086 29529 3,48% 94,74%
8 | Hat 738 30267 2,37% 97,10%
9 | Tréc son 486 30753 1,56% 98,66%
10 | Bui Iong 240 30993 0,77% 99,43%
11 | Sai vi tri 105 31098 0,34% 99,77%
12 | Ngoai ra 72 31170 0,23% 100%

T bang 4.3 ta tién hanh thiét 1ap biéu d6 Pareto dé tim ra cac 16i trong diém can

dugc uu tién gidi quyét trudc

BIEU DO PARETO

120.00% 5000
100.00% T,
b 99.77% 100.00%
01756 9474% 97.10% 98.66% 99.43% oD
86.58%
80.00% 78.43% a0
5000
60.00% 53 &
4000
40.00% 3000
2000
20.00%
I l 1000
0.00% . = = —_— — 0
Tray E)ong Strlpmg In 13i Thiéu Dinh Mop Troc Bui Saivi Ngoai
son 13i son dau can 2 son 1éng tri ra
s T3n suit B0S0 6164 5546 4647 2540 1456 1086 738 486 240 105 72

Phan trém tich Iy 25.95% 45.73% 63.52% 78.43% B6.58% 91.25% 94.74% 97.10% 98.66% 99.43% 099.77% 100.00%

s T3n sudt Phan tram tich Iy

Hinh 4. 1 Biéu d6 Pareto thé hién ty 1¢ san pham 13i trong 6 thang cudi nam 2024
Duya vao biéu do Hinh 4.1 ta c6 thé thay rang ty 1 san pham 15i vé tray can ( 25,95%),
dong son ( 19,78%), striping 15i (17,79%), in 151 ( 14,91%) 1a cac 15i chiém gan t6i 80%

tong s6 18i trong quy trinh son can. Vi vy ta tip trung wu tién giai quyét nhitng loai 15i nay.
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Dé c6 thé cai thién qua trinh va giam thiéu ty 1é san pham 15i, ta can tim ra nguyén nhan
16i.
4.2.2. Xdc dinh cdp dp Sigma hién tai ciia bé phin son
Qua bang 4.2 théng ké 16i sai ctia bo phan son 6 thang cudi nam 2024, ta c6 duogc hé
s6 sigma nhu sau:
- Tbng co hdi xay ra khuyét tat = S6 luong kiém tra * S6 co hoi xay ra
=1,567,433 * 12
= 18,809,196
- Tong sd khuyét tat =31170
SO khuyét tat x 1.000.000
Tong co hoi xay ra khuyét tit
31170 x 1.000.000
~ 18,809,196
=1657,17
Véi DPMO ta dbi chiéu véi bang chuyén d6i 6 Sigma (phu luc 1), xac dinh duoc

DPMO =

murc Sigma hién tai ctia bo phan son V240H xap xi 13 4.4.
Muc tiéu dé tai: Nang cao chat luong san pham, hudng t6i tiém can mirc chat luong
Iy twong dé tai dé xuat dua ra.

Bang 4. 4 Bang muc tiéu dé tai

Van dé Giam thiéu 16i trén ddy chuyén san xuit can cau
Pham vi dé tai Bo phén son can V240H

Muc tiéu dé tai Hién tai Ky vong

Mirc cht luong 4.4 Sigma 4.625 sigma

4.3. Phan tich — Analyze (A)

Quy trinh san xuét tai bd phan son dang mic phai cac van dé dé can bi triy, 16i dong
son, striping 11 va in 13i 13 cha yéu anh hudng dén tinh thAm m§ ma gy ton that kinh té
do phai stra chita, loai bo hodc tai ché san pham. Dé han ché cac 15i va stra hang trong quy

trinh san xuét ta tap trung phén tich cic nguyén nhan cta né dé tim ra bién phéap xir 1y.
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4.3.1. Léitrdy cin

= . R X chura chuan hoa
Knong tuan tha quy dinh
> Tray can
" - . / May say co nhiét
Son khong dat tiéu chuan/ 36 khong &n dinh

Man Method

t

Thigu kinh nghiém va

K¢ nding thao tac Thoi gian say khong du

Thiéu y thirc bdo
guan san pham

Quy frinh thao tac

/Jét [ieu khong M4y phun son
: Bt iay un
twrong thich khong on dinh

Bé mat can khong

oS ; Thiéu xe day, xe
dwoc & ly dling cdch 4

cam can

Machine

viaterial

Hinh 4. 2 Biéu d6 xwong c4 thé hién nguyén nhan 13i trdy can

Yéu t6 con nguoi (Man)

Thiéu kinh nghiém va k¥ ning thao tac: Cong nhan méi chua thanh thao ky thuat
son din dén va cham, ma sat gy nén 15i

Thiéu ¥ thtrc bao quan san pham: Khong dung bao tay luc lam viée, di chuyén dat
can khong ding cach, sai vi tri sai phuwong tién, can dugc xép chong 1én nhau gy va
cham dan dén din dén tray xudc.

Khong tuan thu quy dinh: Mot sb cong doan nhu cho kho, cai dit thoi gian séy hoac
kiém tra sau son c6 thé bi bo qua do chu quan hodc ap luc tién do.

Yéu t6 phwong phap (Method)

Nhirng bat cap trong quy trinh lam viéc ciing 12 nguyén nhan pho bién gay ra 16i
Thoi gian sdy khong du: Son chua khd hoan toan trude khi qua bude tiép theo, dé bi
tréy

Thao tac g& tape cho cong doan tiép theo sai cach, g& nhiéu can mot liic lam viéc va
cham gitta cac can v6i nhau dan dén viée tray can.

Yéu t6 vat liéu (Material)

Chat lugng nguyén liéu anh hudng truc tiép dén do bam va do bén cua 16p son:
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Son khong dat tiéu chuan chat luong: Dé bong troc, @0 baAm kém, khong chéng chiu
duoc va cham nhe.

Bé mit can khong duoc xtr Iy ding cach trudce khi son: Con dau md, nude, bui ban
khién son khong bam tét.

Vit liéu khong tuong thich véi loai son dang stra dung: Lam giam d¢ bam dinh va
do bén.

Yéu t6 may méc - thiét bi (Machine)

Thiét bi trong day chuyén son néu khong duoc bao tri, kiém soét tt s& gop phan gay

May phun son hoat dong khong on dinh: Gay ra 16p son méng, khong dong nhat, dé
tréy.

Phong sy c6 nhiét do khong 6n dinh: Khién 16p son khong kho déu, bé mit son
khong du dd clng.

Thiéu xe day, xe cim can: Xe day cil k¥ hu hong, khong c6 16p boc chdng soc dé

han ché va cham gitra can va xe day.

4.3.2. Dong son

Method

Thiéu tiéu chuén phun
son ré rang

KV thuat son chura
thanh thao

Kiém tra khong k¥
sau ki son Khoéng chia I&p son

Knhéng kiém soat téc ao, hop Iy

khoang cach phun
Dong son
St dung loai son khong / Sting phun son
phu hop khong on dinh

Son c6 6 nhToE. Ap sudt khi nén
qua cao lext khéng dung chuan

Dung méi, chat pha / Dung cu son khéng
lodng khéng dat chuan durgc vé sinh kV

Hinh 4. 3 Biéu d6 xuong c4 thé hién nguyén nhan 156i dong son

e Yéu té con ngudi (Man)

K¥ thut son chua thanh thao: Nhan vién phun son khéng déu tay, tip trung qua

nhi€u son & mot di€ém dan dén chay va dong son.
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- Khéng kiém soat tdc do phun, khoang cach phun: Phun qua gan hodc giit nguyén
mot vi tri qua 1au gay tich tu son.

- Kiém tra khong k¥ sau khi son: Khong phat hién sém céac vi tri co d4u hiéu dong son
dé xur 1y kip thoi.

e Yéu té phwong phap (Method)

- Thiéu tiéu chun phun son rd rang: Khong c6 quy dinh cu thé vé toc do, gbc phun,
thoi gian gitra cac 16p.

- Khéng chia 16p son hop 1y: Son qua day trong mot 1an thay vi chia thanh nhiéu 16p
mong

e Yéu to nguyén vat liéu (Material)

- Son c6 dd nhét qua cao: Gay kho khan khi phun, dé dong lai néu khong pha lodng
dang ty 1€.

- Sir dung loai son khong phil hop véi vat liéu can cau: Son khong bam tot, dé chay
hodc tap trung tai cac khe ho.

- Dung mdi, chat pha lodng khong dat chuan: 1am thay ddi tinh chét cua son, din dén
hién tugng chdy dong son.

e Yéu t6 may méc - thiét bi (Machine)

- Stng phun son khong 6n dinh: Phun gian doan, khong déu khién son don lai mot
diém.

- Ap suét khi nén khong dung chuan: Ap suit qua thip lam son chay cham va dong
lai.

- Dung cu, thiét bi son khong dugc vé sinh ky: Bui ban hoidc tic dau phun lam thay

d6i dong chay son.
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4.3.3. Striping 16

Method

Lép son khdéng duoc Ky thudt phun khéng déu

chia déu tay
Quy trinh son chua
dwoc chuan hoa Khoéng kiém tra anh
Thiéu théi gian ché gitka sang dung cach
cac l6p son

Striping 16i
D6 nhét khéng én dinh / Sting phun bi tic /
/Dung moi khong /Ap sudt khi nén
phu hop khéng 6n dinh
Khong c6 thiét bi do/
Kiém tra

Hinh 4. 4 Biéu d0 xwong c4 thé hién nguyén nhan striping 15i

Son bi tach 16p, chua
trén ki

Material

Trong qua trinh son, mot 16i thudng gip 1a "striping" — xudt hién cac vét soc md/dam

khong déu, gdy mat thim my nghiém trong.

Yéu t6 con nguwoi (Man)

K§ thuat phun khong déu tay: Di chuyén sung phun khong déu vé téc do va khoang
cach tao ra cac vung son dam - nhat.

Khéng kiém tra anh sang ding cach: Khong phat hién dugc cac vét soc trude khi
san pham kho.

Yéu t6 phwong phap (Method)

L6p son khong duge chia déu: Son don vao mot sé viing thay vi dugc chia lam nhiéu
16p mong phu déu.

Thiéu thoi gian cho giita cac 16p son: Gay hién tuong 16p trén khong déu mau khi
16p dudi chua 6n dinh.

Quy trinh son chua duoc chuan héa: Khong quy dinh 16 tdc do tay, chiéu phun, sd
luot phun, khoang cach siing dén san pham

Yéu t6 nguyén vat liéu (Material)

DJ nhét son khong 6n dinh: Néu qué 1éng hoac dac, son khong lan déu dan dén vét

socC.
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4.3.4.

Son bi tach 16p hodc chua tron k§: Lam mau sic khong dong nhat, tao ving dam
nhat bat thudng.

Dung mdi khong phil hop: Pha loang sai ty 1¢ khién mau va d phu khong dong nhat.
Yéu t6 may méc - thiét bi (Machine)

Sung phun xudng cap hodc bi tic: Tao vét phun khong déu, gy soc hoic méang son
dam nhat.

Ap suit khi khong 6n dinh: Dong phun bj thay d6i lién tuc, gay rdi loan 16p son.
Khong c6 thiét bi do do day/kiém tra mau ty dong: Khong phat hién 15i striping kip
thoi trong day chuyén.

In 16i

Trong nganh san xuét can cau, cong doan in logo, hoa tiét hoic thong s6 ki thuat 1én

than can 1a yéu t6 quan trong tao nén gia tri nhan dién thuong hiéu, ting tinh thAm my va

chuyén nghiép cho san pham. Tuy nhién, trong thuc té san xuét, 15i in 1a mot trong nhiing

16i pho bién anh huéng dén chat lwong va hinh anh san pham.

Method

Khéng kiém soat diéu Thao tac k¥ nang khéng

kién mai truréng chinh xac

Quy trinh in chua

dwoc chuan héa Khéng vé sinh k¥
Thi€u huéng dan kiém tra dung cu tréc in

Géap ruat, thao

mau in ciia mdi loai can - :
tac gua nhanh

\‘ In 15i

Murc in khéng trong / T
R : g Thiét bi can chinh
thich, kem chat lvong khéng phil hop
L&p son clia can
chiwra khé hoan toan

May in Iéch truc,
mon khuén

Hinh 4. 5 Biéu d6 xwong c4 thé hién nguyén nhan in 15i

Dan nhan in kém chat
lrong

Material

Yéu t6 con ngudi (Man)
Thao tac can chinh khuon in/thanh in khong chinh xéc, gay in Iéch vi tri hodc 1éch

truc.
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4.3.5.

Thiéu k¥ ndng kinh nghiém kiém tra muc va ap luc in, dan dén in dam/nhat khong
déu.

Khong v¢ sinh ban in k¥ trudce khi in, dé 1ai bui hodc muc thira gay in nhoe hodc ban
nén.

Thiéu kiém tra sau in, khong phat hién 16i in kip thoi dé tai xir 1y.

Gap rat do ap luc tién d0, thao tac nhanh d& gay 15i sai k¥ thuat

Yéu t6 phwong phap (Method)

Khong quy dinh 13 trinh tu thao tac giita cac budc xir Iy bé mit — in — sdy, gay bong
troc hoac sai 1éch hinh in.

Thiéu hudng dan kiém tra mau in theo tirng ma can cau khac nhau (do duong kinh
va do cong khéac nhau).

Khong kiém soét diéu kién mai truong in (nhiét do, do 4m) — dé gay chay muc hodc
nhoe nét.

Yéu t6 nguyén vat liéu (Material)

Muc in khong twong thich v6i chat liéu nén can cau : Dan dén bong tréc hoic khong
bam dinh.

Dung muc in kém chit luong hodc da hét han sir dung, gy mat mau, in khong 3.
L6p son nén chua kho hoan toan khi tién hanh in, [am myuc khong bam, dé lem hoic
bong.

Dan nhin in kém chat luong hodc sai chét liéu keo, dé bong troc sau khi séy hoac
khi str dung ngoai tro.

Yéu t6 may méc - thiét bi (Machine)

Thiét bi can chinh khong phu hop véi timg dong san pham, dic biét véi can c6 dudng
kinh nho.

May in bi 1éch truc hodc mon khudn, dn dén in sai vi tri hodc mat nét.

Ap lyc may in khong on dinh, 1am sai 1éch d6 su hodc do dam cua hinh in

Xdc dinh mivc dp wu tién ciia tirng logi 16i

Ttr biéu phén tich nguyén nhan cua timg loai 13i trén, ta xay dung bang FMEA tim

ra cac nguyén nhan vu tién va quan trong dé c6 thé dua ra nhirng giai phap c6 thé khac phuc

dugc nhitng nguyén nhan do.
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% Phan tich 15i tray can
Bang 4. 5 Bang phan tich FMEA 13i tray can

FMEA
Mikrc Kha | Mirc %RPN
Ngudn R do nang do cua
< . | Nguyén ‘A - . A
STT | goc sai ha nghiém | xay phat | RPN | %RPN nguon
- nhan i
loi trong ra hi¢n goc sai
(S O) (D) 16i
Thiéu
kinh
nghiém
o 4 6 4 96 11,24%
va ky
nang
thao tac
Con —
1 .. | Thieuy 37,23%
nguwoi
thirc bao
o 5 6 5 150 | 17,56%
quan san
pham
Khong
tuan thu 3 6 4 72 8,43%
quy dinh
Thot
gian siy 6 3 4 72 | 8,43%
khong du
Phuong Quy
2 hs trinh 21,08%
a
phap thao tac
6 6 3 108 | 12,65%
chua
chuan
hoa
Nguyén | Son
3 o . 4 2 3 24 2,81% 8,43%
vat liéu | khong
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dat tiéu

chuan

Bé mat
can dugc
xu ly

. 2 3 4 24 2.81%
khong
ding
cach
Vat liéu

khong

4 2 3 24 2,81%
tuong

thich
May sy

cO nhiét
do khong
on dinh
May
4 phun son 33,26%
maoc . 4 5 4 80 9,37%
khong 6n
dinh
Thiéu xe
day, xe 4 6 5 120 | 14,05%
Cém cén
Tong 854 | 100%

7 3 4 84 9,84%
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< Phan tich 156i dong son
Bang 4. 6 Bang phan tich FMEA 15i dong son

FMEA
Mirc Kha | Mirc %RPN
Ngudn R do nang do cua
;. | Nguyén ‘A X . A
STT | goc sai ha nghiém | xay phat | RPN | %RPN nguon
N nhan i
loi trong ra hién goc sai
S) (8)) (D) 16i
K¥ thuat
son chua
. 4 6 4 96 6,55%
thanh
thao
Kiém tra
khong ky 6 6 6 216 14,74%
Con sau son
1 .. 26.41%
nguwoi | Khong
kiém
soat tdc
do 3 5 5 75 5,12%
khoang
cach
phun
Thiéu
tiéu
chuan 4 3 3 36 | 2,46%
phun son
Phwong | |
2 ] r0 rang 10,65%
phap -
Khong
chia 16
P 5 4 6 | 120 | 8.19%
son hop
1y
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Nguyén
vat liéu

Str dung
loai son
khong

phu hop

2,46%

Son co
do nhot

qua cao

180

12,3%

Dung
moi chét
pha
lodng
khong
dat

chuan

216

14,74%

29,5%

maoc

Sung
phun son
khong on
dinh

210

14.33%

Ap suat
khi nén
khong
ding

chuan

100

6,82%

Dung cu
son
khong

duoc vé

180

12,29%

33,44%

1465

100%
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< Phan tich 16i Striping 15i

Bang 4. 7 Bang phan tich FMEA Striping 16i

FMEA
| Kha | Mikc %RPN
X Mire do . . .
Nguon R N nang do cua
< . | Nguyén | nghiém N i N
STT | goc sai - xay phat | RPN | %RPN nguon
% nhan | trong " .
10i ) ra hi¢n goc sai
()] (D) 16
Lép son
khong 90
5 3 6 9,51%
duoc
chia déu
Thiéu
thot
gian cho 5 5 4 100 | 10,57%
Phwong | gitra cac
1 ] ] 20,93%
phap | lop
Quy
trinh
son
chua 2 2 2 8 0,85%
duoc
chuan
hoa
Ky thuat
phun
. 4 6 4 9 | 10,15%
khong
Con N
2 .. | déutay 15,22%
nguoi -
Khong
kiém tra 4 4 3 48 | 5,07%
anh sang
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ding
cach

Nguyén
vat liéu

Do nhot
cua son
khong

on dinh

180

19,03%

Dung
moi
khong
phu hop

3,81%

Son bi
tach 16p,
chua

tron ky

100

10,57%

33,41%

maoc

Sung
phun bi

tac

150

15,86%

Ap sut
khi nén
khong

on dinh

120

12,68%

Khong
c6 thiét
bi do,

kiém tra

1,9%

30,44%

Téng

946

100%
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% Phan tich 16i in

Bang 4. 8 Bang phan tich FMEA 1i in

FMEA
| Kha | Mikc %RPN
N Mucdd | _ R i}
Nguon R N nang do cua
< . | Nguyén | nghiém N i N
STT | goc sai - xay phat | RPN | %RPN nguon
% nhan | trong " .
10i ) ra hi¢n goc sai
()] (D) 16
Thao tac
ky nang
khong 4 6 3 72 9,6%
chinh
xac
Khong
Con | vé€sinh
1 N 39,6%
nguoi | ky dung 5 5 3 75 10%
cu trudc
khi in
Gap rit,
thao tac
) 5 6 5 150 20%
qua
nhanh
Khong
kiém
soat
N 2 2 2 8 1,07%
dieu
Phwong | kién moi
2 i . 10,67%
phap | truong
Thiéu
hudng
~ 9 4 1 36 4,8%
dan
kiém tra
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mau in
ciia moi
loai can
Quy
trinh in
chua 4 3 3 36 4,8%

chuan

hoa

Muc in
khong
tuong
thich, 5 4 3 60 8%
kém
chét
luong

Lop son

Nouyén | ciia can
3 |8 15.2%

vat liéu | chua
X 2 3 4 24 3,2%
kho

hoan
toan
Dan
nhan in
kém 2 3 5 30 4%
chat
lugng
Thiét bi
can

4 chinh 7 3 4 84 11,2% | 34,53%
khong
phu hop
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May in
1éch
truc, 7 5 5 175 | 23,33%
mon
khuoén
Tong 750 | 100%

Két ludn: Thong qua bang phan tich FMEA cua timg loai 15i trén c6 thé két luan

rang nguyén nhan chinh gay ra cdc 161 nam ¢: con ngwdoi, nguyén vat liéu, may moc va
thiét bi

4.4.

Cii tién — Improve (I)

+ Muc dich cua viéc cai tién

Trong linh vuc san xuét thiét bj thé thao cao cdp nhu can ciu, chat luong va tinh

tham my cua san pham ddng vai tro quyét dinh trong viéc xay dung hinh anh thuong hiéu

va niém tin khach hang. Cac 156i xuat hién & bd phan son khong chi anh hudng dén vé bé

ngoai cua san pham ma con lam gidm gié tri cdm quan va dg tin cdy cua thuong hi¢u trong

mat nguoi tiéu dung. Vi vay, viéc cai tién chat lugng hudng dén muyc tiéu:

Giam thiéu ty 1¢ 161 phat sinh trong qué trinh san xuat.

Chuan hoa quy trinh thao tac, nang cao nhan thirc ctia cong nhan vé chét luong.
Tbi wu hoa hé thdng san xuat theo phuong phap khoa hoc (so d6 xuong c4, FMEA,
5S..).

Tang tinh canh tranh.

Loi ich mang lai tir hoat dong cai tién

Vé mat ky thudt san xudt:

Giam thiéu phé pham, tiét kiém nguyén vat liéu va chi phi san xuat.

On dinh chat luong san phém dau ra, han ché viéc phai stra chita hodc lam lai.
Tang ning suat thong qua quy trinh tinh gon va kiém soat tot hon.

Vé kinh té:

Giam chi phi do 16i san pham gy ra (bao hanh, doi tra, khiéu nai ctia khach hang).
Nang cao gia tri thwong hi¢u, tir d6 tang kha nang ban hang va mo rong thi truong.
Tbi vu chi phi nhan lyc do giam cong viéc sira 16i, kiém tra lai.

Vé mat quan tri chdt luong:

Xay dung dugc hé théng kiém soat 15i chit ché&, minh bach.
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Tao nén tang cho hoat dong Kaizen va hé thong quan 1y chét luong vé 1au dai.

+ Tac dong ddi v6i nguoi lao dong va doanh nghiép

Hoat dong cai tién khong chi mang lai gia tri cho san phdm ma con tao ra anh huéng

tich cyc dén ca cong nhan va doanh nghiép:

4.4.1.

Déi véi ngudi lao dong:

Puoc dao tao nang cao k¥ ning thao tac, giam nguy co gay 10i.

Moi truong lam viéc sach s€, khoa hoc hon nho &p dung 5S.

Tang ¥ thic tu giac, gan bé voi cong viée thong qua co ché dénh gia chat lugng va
khen thudng.

Poi véi doanh nghiép:

Tang cudng uy tin, cing cb vi thé trén thi trudng qudc té (nhat 1a khi san pham xuét
khau sang Nhat Ban, va cac nudc trén thé gidi).

Tao van héa cai tién lién tuc, phat trién bén ving.

Nang cao su phoi hop gitta cac phong ban (san xuat, k¥ thuat, chat luong), tir d6 cai
thién hiéu qua van hanh tong thé

Cii tién yéu t6 con nguoi

Yéu té con nguoi 1a mot trong nhitng nguyén nhéan cdt 16i anh huong truc tiép dén

chét luong san pham trong mdi truong san xuat thii cong két hop ban tu dong nhu tai nha

may san xuat can cau Daiwa. Thi€u k¥ nang, thao tac khong chuan, hodc su chi quan cua

cong nhan déu c6 thé dan dén cac 16i nhu tray xuéc, dong son, striping 1éch hodc in 15i.

*

Phwong phap cai tién

Bao tao dinh ky va theo ting 16i cu thé: Mdi cong nhan phai duoc dao tao chuyén
sau vé thao tac tiéu chuan lién quan dén ting cong doan.

K¥ thuat cim nim, gom can dung dé tranh trdy xudc.

Khoang cach, téc ¢ phun son chuin dé tranh dong son.

Gian tem/striping theo huéng dan chuén bang thiét bi canh truc.

Vi tri dat can khi in va cach kiém tra dau in.
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HiRme

i |l

Hinh 4. 6 Cong nhan tham gia cac 16p dao tao cai thién k¥ ning tay nghé

Cong nhdn thuc hién thao tdc theo tiéu chuan cong viéc tryc quan: Cong nhan chu
dong tiép can thuc hanh theo cac bang tiéu chuén cong viéc ¢6 kém hinh anh, ma

mau, canh béo 15i thudng gip dugc treo tai khu vuc san xuat.

[+ T1] Vinw
=

Hinh 4. 7 Céac bang tiéu chuan cong viéc duoc thiét 1ap kém hinh anh minh hoa
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Thiét ldp hé thong gidm sdt ky ning thao tac (Skill Matrix): Bang danh gia nang luc
cho ting thao tac vién, dam bao nguoi chwa di chuan khong thao tac & cong doan
nhay cam nhu phun son hodc in logo.

Béng 4. 9 Phiéu d4nh gia k¥ ning thao tac ctia cong nhan

BOphan: ..o
Ho va tén cong nhan: ..........ccooeeviiiiininenne.
Ma nhan VIEn: ......ccoveeeviiiiiiieeee e
Ngay danh gia: .......... [oveeeiinaans /202......
Nguoi danh gid: ....ccoovvviiiiiieeee
ChlIC VU: oo
NOI DUNG DANH GIA

PHIEU DANH GIA KY NANG THAO TAC

STT | Cong doan danh gia Ghi chu

Mitc dé thanh | Li thao tac
thao (1-5) (néu co)

Son 16t

Mai

Vudt

Son trung

D Bl W[ N —

In

6

Son phu

DANH GIA CHUNG VA DE XUAT
NBAN X6t tONE tE: .....veeeeeeeeeee e

Kién nghi ddo tao thém: C6 ()  Khong ()
Pé xuat nang bac ky nang: C6 ()  Khong ()

Muc dich: Viéc thao tac khong dong déu giita cac cong nhan 1a nguyén nhan gy ra

nhiéu 161, dac biét 1a tai cac cong doan doi1 hoi do chinh xac cao. Do do, viéc thiét 1ap mot

hé thdng giam sat k¥ ning thao tac 1 can thiét nham:

Theo doi muc dg thanh thao cua tirng cong nhan tai tung cong doan.

Xéc dinh 16 hong k¥ niang dé t6 chire dao tao bu dip kip thoi.
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- Sir dung dit liéu dé bd tri nhan sy hop 1y va luan chuyén linh hoat.

Thi dua chdt lwong — thudng theo ty 1é 16i cd nhén thdp: Pua tiéu chi chat luong
(san pham khong 15i trong thang) vao hé théng KPI dé tao dong luc tich cuyc.

«  Tién hanh dao tao chéo da ndng héa (Cross — training): giira cic to san xuat ¢ cong
doan lién két dé tang tinh linh hoat trong bd tri lao dong, t6i wu hoa nhén lyc, ting
kha ning kiém soat 15i va chit luong.

Bang 4. 10 Bang ndi dung dé xuit cai tién

Bién phap cai tién con nguoi Muc tiéu

Dao tao lai thdo tac chuan cho cac cong | Giam 161 do thao tac sai

doan

Giao trach nhiém gidm sat theo nhom | Tang tinh ty kiém tra, giam phu thudc
nho vao QC

Thuc hanh theo bang tiéu chuan cong | Han ché thao tac tuy tién

viéc (SOP) tai tung vi tri

Dao tao cong nhan da ndng (cross - | Gidm thoi gian cho, tang tinh linh hoat

training)

Thudng phat theo KPI 18i/san luong c4 | Tang dong luc, giam 16i 1ap lai

nhan

+ Chi phi dy kién ci tién theo yéu té con ngudi
Chi phi cai tién tap trung vao dao tao ndi bo, cod thé tan dung giang vién noi bg,

phong nhan sy va k¥ thuét hi¢n c6. Ti€u chuan cong viéc co6 thé thiét ké va in don gian tai

xuong.
Bang 4. 11 Chi phi du kién cai tién theo yéu t6 con nguoi
A ; Pon gia | Thanh tién o
Hoat dong Dvt So lugng Ghi chu
(VND)
‘ .| Lépdao o T6 chirc ndi
Pao tao nhan vién 4 16p/nam | 3,400,000 | 13,600,000 .
tao b0
Thiét ké SOP . C6 hinh inh
_ B0 tai licu 1 bo 5,000,000 | 5,000,000 )
minh hoa minh hoa
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T6 chic thi dua Giai ‘
, | 41an/nam | 4,000,000 | 16,000,000
chat lugng thudng quy
Téng chi phi 34,600,000

+ Danh gia tinh kha thi
Béang 4. 12 Bang danh gia tinh kha thi

" : Mike d§ danh .
Tiéu chi ., Ghi chu
gia
L , , Chu yéu 1a thoi gian dao tao noi
Chi phi trién khai Thap X
bo
Nhan sy hd tro trién khai Co san T6 truong QC, quan 1y san xut

Miic d chap nhan cua cong . s L .
Trung binh - cao | Téang néu co thudéng KPI hop ly

nhan
. , ‘ Gom thoi gian danh gia va diéu
Thoi gian trién khai 15 ngay ,
chinh
o L. P . Giam thoi gian sira 16i, ting higu
Tac dong dén nang xuat Tich cuc

qua thao tac

Panh gia: Tinh kha thi cao, it ton kém chi phi, dé trién khai trong méi trudng san xuat thyuc
té cia Daiwa Viét Nam. Viéc dao tao va chuan héa thao tac khong chi giup giam 16i ma
con dao tao ra moi trudng lam viée chuyén nghiép, nang cao tinh than trach nhiém cta cong
nhan, gop phan tang chat lugng tong thé va uy tin thuong hiéu cia cong ty Daiwa.
4.4.2. Cii tién yéu t6 nguyén vit ligu
Bo phan mua hang tryc tiép lam viéc véi nha cung cap, theo ddi don hang dua vé
nha may. Tuy nhién c6 nhitng nha cung cip nguyén vat liéu khong dang tiéu chuin. Bo
phan QA dau vao kiém tra xac xudt nhung van con dé sot nguyén vt liéu NG.
B phéan ké hoach san xuét 1én ké hoach mua hang can chu trong nhiing ti€u chi sau:
- B0 phan mua hang lam viéc voi nha cung cép, yéu cau thong nhat dam bao thanh
phan ctia nguyén vt liéu.
- Dbi v6i nhitng nha cung cip dd nhiéu 1an phan hoi vé thanh phin nguyén vat liéu

khong dung tiéu chuan, can nghién ciru thay d6i nha cung cip phu hop hon.
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Qua trinh van chuyén bao quan trong diéu kién thich hop tranh bi mua, tiép xtic véi
anh nang mit troi gy bién chat nguyén licu.
Ap dung nguyén tac FIFO (First In — First Out) dé dam bao nguyén vat liéu dugc
nhap vao kho trude s€ dugc wu tién str dung trude. Muc dich ap dung FIFO:
« Tréanh sir dung vt tu cil qué han hodc xudng chat lugng gay ra 16i san phdm
« D@ kiém so4t truy xudt ngudn goc khi xay ra 18i san pham.
«  Giam thiéu ton kho 1au ngay, giam rui ro hu hong hodc phai huy vat tu

Nguyén vat liéu 13 mot trong nhitng nguyén nhan chinh anh huéng tryc tiép dén do

on dinh, kha nang bam dinh, chong tray va hi¢u rng thim my cua can cau.

Panh gia: Véi viec ddm bao yéu to nguyén vt lidu dau vao cho mdi quy trinh. Pem lai

hiéu qua vé mat chét luong va chi phi. Giam tiéu hao vat tu do phai thao tac lai, giam s6

san pham bi loai tai QC cudi, giam thoi gian stra chita, phan loai 16i. Cai tién yéu to nguyén

vat liéu gop phan 6n dinh quy trinh, ting tinh nhat quéan gitta cac ca san xuat.

4.4.3. Cii tién yéu t6 mdy méc - thiét bi

May méc khong phit hop hoic béao tri kém s& din dén sai sb trong thao tac tu dong

hodc ban tu dong, giy ra hang loat 16i nhu in 1&ch, striping 101, trﬁy can hoic dong son do

stung phun bj tic khong 6n dinh.
+ Tinh trang

Thiéu xe cam can, ga d& dan dén viéc cong nhan thudng gom can dé vao chung mot
vi tri hodc 14y xe diy thay thé xe cam dan dén viéc tray can, nham 16.

Stng phun son bj tic, luong son duge phun ra khéng déu

May dan striping dugc cin chinh bang mét thuong khong dat do chinh xac cao
Cong doan quét co bang tay thiéu nhat quan, khong ¢ cong cu hd trg

In sai ndi dung thong s cua can

Phwong phap cai tién

Biéo tri dinh ky va kiém tra thiét bi theo checklist hang tuan:

Pau sung phun son dugc v¢ sinh sau mdi ca, kiém tra d6 chénh léch ap Suét.

May in/striping dugc kiém tra dau phun, d6 I¢ch truc trudce mdi ca lam viéc.

Kiém tra may quét co trudce khi van hanh, linh dong sir dung méy du phong cho cong
doan.

Tbi wu thiét bi ga do, dung cu, ban thao tac:

Boc cao su non hodc mut xop & cac gia d& dé chéng triy khi can tiép xuc v6i bé mat

cung.
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- Xe di chuyén va cdm can lap dat thém thiét bi dén bao hiéu gitip viéc luu thong di
hang hoa trong xuong dugc thuan ti¢én khong xdy ra tinh trang va cham gilta nguoi
va hang hoa.

- B sung thém xe cdm can tranh tinh trang gom can dan dén va cham.

- St dung vai, bao nilong boc dau can sau khi gom can dat vao ké, xe dung can ¢ tht
ca cac cong doan.

« Nang cip thiét bj may moc va vat tu

Bang 4. 13 Cai tién may moc & bo phan son

, Tinh Neuyen | isi phap cai
Loai thiet bi - may moéc nhan goc| , .
trang x tien deé xuat
ré
Xe cam can (gia d& di dong) Thiéu xe | Chua dau - B6 sung xe
ik — chong | tu du xe d& | cam can, gia d&
chat san can theo s& | m&i c6 banh
pham — | luong tang, | xoay kém dén
vacham | xe hong bao phan bo
tray xuéc | khong thay | dong déu cho
thé cac to son, in
trong khu vuc
- Kiém tra bao
tri dinh ky.
Thiét ké xe
cam c6 dém
mut bao vé
Son phun, son it Sungbi | Khongvé |- Kiém tra, vé
tac, phun | sinh k¥ sau | sinh dau sung
son khong | mdi lan hang ngay, sau
déu — 16i | phun, loc mdi lan phun
dong son, | son kém, -B6 sung sung
16p son sung cili hao | moi dinh ky
khong déu | mon theo ké hoach
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- Gan bd loc
tinh dién hoac
loc tinh trong
hé théng son

- Thay tdm cao

susau 15—-20
phut thao tac
son rut
E
RN
L ¥
May dan, in, striping Dén sai vi | Thiéu cam | - Gan cam

tri, 1éch

bién canh

bién dinh vi

gbc, vi tri, thao | 2D/3D dé canh
khéng déu | tac thu chinh xac vi tri
giltacadc | cong chua | - Xem xé&t
ciy can dong déu nang cip 1én hé
gitta nguoi | théng robot dan
van hanh tu dong
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Khong Quét bang | - Trang bi
phat hién | tay thiéu thém may quét
16i lem nhit quan, | ban ty dong co
hodc léch | khong co dén LED

sau khi cong cuhd | - Thiét ké
quét trg gi4 c6 dinh can

cau khi quét
- Bao tri
dinh ki

+ Danh gia tinh kha thi

Vi¢c cai tién bao tri may moc, thiét bi can sy phoi hop chat ché gitra cac bd phén:

- B0 phan ky thuat: Dam nhiém khao sat thuc té, thiét ké chon loai may phu hop, ddnh

gia tinh on dinh, bao tri va lip dat thr nghiém

- B0 phan san xuat: Pua ra yéu cau thuc té, phan hoi thao tic van hanh va danh gia

hiéu qua thiét bi sau khi trién khai.

SVTH: Dang Thi Hién Nhi

GVHD: Th.S Tran Minh Tri

56




Naéng cao chat lwong san pham can cdu c4 bang viéc ap dung Lean — Six Sigma tai bo phan son cua Cong ty
TNHH Daiwa Viét Nam

Panh gia: bo phan ky thuat ctia cong ty c6 di nang luc dé tu thyc hién phan 16n khau lap
dit, bao tri va hudng dan van hanh may moc thiét bi cho bo phan san xuat. Viéc dau tu thiét
bi ndy gop phan nang cao ning lyc k¥ thuat, hién dai héa nha xudéng, giam phy thudc thao
tac thu cong va ning cao chat lugng san phim dau ra — ding v6i dinh huéng phat trién caa
doanh nghiép trong giai doan chuyén ddi san xuét thong minh.
4.5. Kiém soat — Control (C)
4.5.1. Ap dung cong cu 58
Muc ti€u khi 4p dung 5S khong chi dé cai thién moi truong lam viéc ma con dé

chuan hoa quy trinh san xuét, kiém soat phong ngira 15i tai dién, duy tri cai tién mot cach
lién tuc va bén virng. Cong cu 5S 1a nén tang gitip xay dung moi truong lam viéc ngin nap,
sach s&, hi€u qua va an toan.

+ Sang loc (Seiri): Loai bo nhitng vat dung khong can thiét.

X :

Hinh 4. 8 Gidy mai da qua st dung va kéo dé lan 1on trén ban lam viéc

- Loai bo cac vat tu cii, dung cu hong, son hét han hodc tem nhin khong dat khéi khu
VUucC san XUuat.
- G0 bo nhitng vat khong lién quan dé tranh va cham gy trdy xudc can.
Hiéu qua: Giam nguy co dung nham vat tu kém chat luong, dé kiém soat vat tu, thiét bi,

dung cu.
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4 Sip xép (Seiton): Sip xép cac vat dung, cong cu sao cho dé tim, dé 14y, dé tra lai
- Thiét ké khay dung can bang mut x6p chdng triy, co chia ting theo cong doan.
- Gén nhan mau hay danh d4u cho tung loai decal, myc in, son dé phan bié¢t dé dang.

- Sap xép dung cu theo thir tu thao tac chudn theo tiéu chuan cong viéc.

Hinh 4. 9 Vit tu va ban thanh pham dat sai vi tri ting nguy co tray xudt

Hiéu qua: Giam sai sét do nham 1an, gidm thoi gian tim vat tu, tang tdc do thao tac, han ché
tray xudc khi thao tac.

+ Sach s€ (Seiso): Lam sach noi lam vi¢c thuong xuyén.

- V& sinh dau sung phun son, dau in, ban g4 mdi ca san xuat.

- Dung khian mém lau bé mat can trudc khi dua vao in/striping.

- Don vé sinh khu vuc lam viéc héng ngay, dac biét khu vyc dén tem va son.
Hi¢u qua: Tranh dong son, muc in von cuc. Han ché bui, di vat anh huong dén chat lugng
san pham.

#+ San soc (Seiketsu): Duy tri va chuin hoa céc hoat dong da thyc hién ¢ 3S dau tién.

- Thiét 1ap checklist kiém tra 5S hang tuan.

- Chuén hoa so dd b tri vat tu va huéng dan thao tac tai moi tram lam viéc.

- Duy tri hinh anh “chuan” cua khu vyc san xuat dé lam mau cho céc t6 khac.
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Hi€u qua: Duy tri hi¢u qué cua 3S dau, tao su df“mg bod va nhat quan trong toan bg day
chuyén.

4 Sin sang (Shitsuke): Rén luyén y thirc tu gidc, duy tri va phat trién vin hoa 5S.

— .

Hinh 4. 10 Cong nhan duoc dao tao bo sung kién thuc vé 58

- Dao tao dinh ky vé 5S va chit luong san phém cho cong nhan.

- Tb chirc thi dua 5S hing thang giita cac tb.

- Ghi nhan va khen thudng t6 c6 két qua thuc hién tot.
Hiéu qua: Hinh thanh thoi quen lam viéc ngin nip — can than — c6 trach nhiém trong cong
viéc cua cong nhan vién.

Két ludn: Viéc ap dung cong cu 5S khong chi cai thién khong gian 1am viéc ma con
1a cach tiép can toan dién dé kiém soat va chuan hoa quy trinh, giup ngan ngira 186i mot cach
hé thdng, thay vi chi xir 1y hau qua.

4.5.2. Danh gia hiéu qua sau khi thuc hién Six Sigma

Phuong phap Six Sigma, thong qua chu trinh DMAIC (Define — Measure — Analyze
— Improve — Control), 1a mot cong cu cai tién chat lugng manh mé, gitip cac doanh nghiép
xéac dinh va loai bo nguyén nhan gbc ré cia sai 1i, tir 46 nang cao hiéu quéa san xuat va
giam thiéu bién dong trong quy trinh. Phuong phap Six Sigma dugc xay dung ké hoach
trién khai cai tién nham giam thiéu bdn loai 16i pho bién trong qué trinh san xuat can cau

tai bo phan son: tray cin, dong son, in 16i va striping 15i.
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Viéc ap dung Six Sigma khong chi gitip cong ty cai thién chat luong san phim ma
con gép phan nang cao hiéu qua st dung ngudn lyc, 6n dinh quy trinh va gia ting loi thé
canh tranh.

Do han ché thoi gian thyc hién, dé tai chi thu thap dugc s lidu can san xuat, kiém
tra 12 1 042 256, s6 luong can 16i 1a 11 150 cung véi viée xac dinh céc 16i trong 4 thang
dAu niam 2025, sau khi nho thuc hién mot sd dé xuat cai tién va duy tri thuc hién cong cu
5S. Viéc danh gia chi tap trung danh gia két qua cai tién con ngudi, nguyén vt liéu, may
moéc va thiét bi. Duéi day 1a bang thong ké 15i ctia 4 thang dau nam 2025

Bang 4. 14 Bang thong ké 15i ctia 4 thang dau ndm 2025 cta bo phan son V240H

STT Tén 16 Thang1 | Thang2 | Thang3 | Thang 4 Téng
1 | Tray 767 624 850 865 3106
2 | Pong son 594 438 610 648 2290
3 | Striping 16i 549 293 572 593 2006
4 |Inlbi 428 184 364 362 1339
5 | Thiéu son 262 103 276 297 937
6 | Dinh dau 131 96 133 149 508
7 | Mép can 112 69 91 112 384
8 | Hat 72 37 63 72 244
9 | Tréc son 42 14 67 48 170

10 | Builéng 19 13 34 22 88

11 | Sai vi tri 13 8 10 16 46

12 | Ngoaira 10 6 10 7 33
Tong 2998 1884 3079 3189 11150

Tir bang thong ké 18i 4.14 thay dugc ti 1é can 16i 4 thang dau nam 2025 da giam tir
1,99% xudng 1,07% so véi cac thang cudi nam 2024.

Duya vao so lugng san xuat va bang thong ké 16i 4 thang dau nam 2025 ta xay dung
dugc bang thong ké 161 dy kién sau 6 thang (tir thang 1/2025 — 6/2025) thyc hién va ap dung
viéc cai tién ma cong ty co thé dat duoc:
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Bang 4. 15 Théng ké tan suat 18i 6 thang dau nam sau khi cai tién

STT Tén 16 Truéc cai tién Dy kién sau ci tién
1 Tray 8090 5622
2 Dong son 6164 3102
3 Striping 16i 5546 2898
4 In 16 4647 1770
5 Thiéu son 2540 1272
6 Dinh dau 1456 780
7 Mép céan 1086 560
8 Hat 738 320
9 Tréc son 486 200
10 | Builéng 240 102
11 Sai vi tri 105 95
12 Ngoaira 72 66

Tong 31170 16787

Bang thé hién ty 18 san pham 13i sau cai tién, tir bang trén ta tién hanh thiét 1ap biéu
d6 Pareto dé c6 thé nhan thay ty 1é san pham 151 dugc cai thién qua bang 4.15 & muc trén,
tir d6 ta c6 bicu do thé hién nhu sau:

Bang 4. 16 Bang ti 18 15i dy kién 6 thang dau nam 2025 tai bo phan son V240H

STT Tén 16i Tén suit Tén suit Ty 1& % Phin
tich lay tram
tich liy

1 Tray 5622 5622 33% 33%
2 Dong son 3102 8724 18% 52%
3 Striping 16i 2898 11622 17% 69%
4 In 16i 1770 13392 11% 80%
5 | Thiéu son 1272 14664 8% 87%
6 | Dinh diu 780 15444 5% 92%
7 | Mép cén 560 16004 3% 95%
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8 | Hat 320 16324 2% 97%
9 [ Trécson 200 16524 1% 98%
10 | Builong 102 16626 1% 99%
11 | Saivi tri 95 16721 1% 100%
12 | Ngoaira 66 16787 0% 100%

Ttr bang trén ta v& dugc biéu do Pareto ti 18 16i du kién 6 thang dau nam 2025 nhu

sau
. n - -
Biéu do Pareto sau cai tién
6000 120%
5000 100%
4000 80%
3000 60%
2000 40%
1000 I I 20%
0 l . - = — — s— 0%
Tray Bong Smpmg in 1& Tmeu Dinh Mop Hat Troc ?un Sa;’v; Ng?aA
son 15i dau can son long tri ra
m Tan suat 5622 3102 2898 1770 1272 780 560 320 200 102 95 66

Phantramtich IOy 33% @ 52% 69% 80% 87% 92% @ 95% @ 97% 98% « 99% 100% 100%

. T3n sudt Phan tram tich 10y
Hinh 4. 11 Biéu d6 Pareto ti 1€ 101 du kién sau khi cai ti€n

Sau khi ap dung phuong phap DMAIC vao quy trinh quan 1y chét luong, du kién
téng san lugng 6 thang dau ndm 2025 1a 1 570 560 san pham, tong san pham 15i 14 16 787
san pham. Qua bang 4.15 théng ké tan suat 16i 6 thang dau nam 2025 sau khi cai tién, ta c6
duge hé sb sigma nhu sau:
- Téng co hoi xay ra khuyét tat = S6 luong kiém tra * S6 co hoi xay ra
=1,570,560 * 12
= 18,846,720
- Téng sb khuyét tat =16787
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S6 khuyét tat x 1.000.000
Tong co hoi xay ra khuyét tit
16787 x 1.000.000
~ 18,846,720
=891
V6i DPMO = 891 ta d6i chiéu véi Bang chuyén doi Six Sigma (phu luc 1), xac dinh

dugce muc Sigma cta doanh nghiép du kién sau cai tién tuong tng 13 4.75.

DPMO =

Nhu vay sau khi 4p dung cai tién chat lugng san pham theo phuong phap DMAIC,
hé sb Sigma nay da vuogt muc ky vong ban dau 12 4.625 véi két qua dat duogc tur 4.4 1én
4.75.

Viéc ap dung phuong phap DMAIC tai bd phan son d3 mang lai hiéu qua cai tién rd
rét ca vé chat luong, ning suat, chi phi va hé thong quan ly. Khong chi giup giam ty 18 13i,
mo hinh cai tién con gdp phan chuan hoa quy trinh san xuét, nang cao trinh d6 k¥ thuat cho
cong nhan, ting tinh chi dong va truy xuit ngudn 16i chinh xac hon. Két qua dat duoc
khang dinh tinh kha thi va bén viing ctia phuong phap DMAIC khi 4p dung trong céc cong

doan quan trong ctuia nganh san xuat cong nghi¢p chinh xac nhu san xuat can cau.
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CHUONG 5: KET LUAN VA KIEN NGHI

5.1. Kétluin

Trong bdi canh nganh cong nghiép san xuit dung cu thé thao, dic biét 1a can ciu ca,
dang ngay cang canh tranh gay git, chit lvong san pham tré thanh yéu té then chét gitp
doanh nghi¢p nang cao uy tin va mé rdng thi truong. Thong qua qué trinh nghién ctru va
thuc tap tai Cong ty TNHH Daiwa Viét Nam, dé tai da tap trung phan tich thuc trang chat
luong tai bd phan son — mot cong doan quan trong c6 anh hudng truc tiép dén tinh tham
my va gid tri san pham.

Pé tai da ung dung phuong phap Lean—Six Sigma, cy thé 1a chu trinh DMAIC, nham
nhan dién va cai tién cac 15i pho bién trong quy trinh son. Qua thu thap va phan tich dit
lidu, cac 16i trong yéu dugc xac dinh 1a: tray can, dong son, striping 16i va in 16i — chiém
gan 80% tong s6 16i san pham. Bang cic cong cu nhu biéu d6 Pareto, so do xuong ca va
bang FMEA, nguyén nhan gdc r& cta cac 16i da dugc 1am rd theo 4 nhoém yéu td: con nguoi,
phuong phap, nguyén vat liéu va may moc.

Thong qua cac bién phap cai tién da dé xuat va trién khai thir nghiém, dé tai da dat
dugc nhirng hi¢u qua cu thé:

- Chi sb Sigma duoc cai thién tir 4.4 1én x4p xi 4.75, phan anh su cai thién rd rét vé
chat luong quy trinh.

- Véi viée giam ty 18 15i cling ddng nghia doanh nghiép s& giam dang ké chi phi sira
16i va phé pham.

- Quy trinh duoc chuan héa tot hon, ¥ thirc va k¥ ning cua cong nhan duoc nang cao
thong qua dao tao va danh gia lién tuc.

- Tang cuong tng dung cac cong cu quan 1y nhu 5, FMEA, mi vach, gop phan nang
cao nang luc quan trj chét luong cia cong ty.

Nhitng két qua trén cho thy viéc ap dung Lean—Six Sigma trong san xuét tai bo
phan son 13 hoan toan kha thi, dem lai gi4 trj thuc tién cao, ddng thoi tao tién dé cho viéc
mo rong mo hinh cai tién sang cac bd phan khac trong nha may.

5.2.  Kién nghi
Dé dam bao hiéu qua cai tién duoc duy tri 6n dinh va phat trién bén virng, dé tai xin

dua ra mdt so kién nghi sau:
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Duy tri va mé réng ap dung mé hinh 5S
- Thyc hién danh gia 5S hang tuan va chim diém timg khu vuc san xuét.
- Gén trach nhiém khu vue cho tung té/céng nhan dé tao sy chu dong va tu giac.
Tiing cuong dao tao va phat trién con nguoi
- T4 chuc cac chuong trinh ddo tao tay nghé dinh ky theo cong doan.
- Dao tao da k¥ ning dé cong nhan c6 thé lam viéc luan phién nhiéu vi tri, giam ap
lyc khi thiéu nhan Iyc
Piu tu bo sung thiét bi hd tro
- Trang bi thém xe cam can, may quét co ban tu dong, robot gan striping c6 dinh vi
dé giam thao tac thu cong.
- Nang cap hé thong cam bién kiém tra in nham ting d6 chinh xac va kiém soat 15i
ngay tai nguon.
Chuan héa tiéu chuin cong viéc va ap dung ma vach
- Xay dung lai cac quy trinh thao tac tiéu chuan (SOP) ¢ hinh anh minh hoa dé hiéu.
- Ap dung ma vach theo timng cong doan dé theo ddi 151, truy xuat nhanh va phan tich
dir liéu chinh xac.
X4y dung vin héa cai tién lién tuc (Kaizen)
- Khuyén khich nguoi lao dong tham gia dé xuat cai tién qua cac hom thu y tudng
hodc nhém cai tién nho.
- Khen thudng kip thoi cac dé xuat co gia tri giup giam 16i, ting nang suat hodc cai
thién dicu kién lam viéc.
Tiurng budc ty dong héa theo Lean Smart Factory
Trong bdi canh Cong ty dang tirng bude cai tién chat luong va ning suit tai cac cong
doan san xuit can cu, dic biét 1a bo phéan son, viéc ap dung tung budc tu dong hoda theo

mo hinh Lean Smart Factory 1a hoan toan phu hop va kha thi.
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Phu lyc 1: Bang chuyén d6i 6 Sigma

PHU LUC

Ty 1& san pham dat (%) DPMO Murc Sigma
6,68 933200 0
8,455 915450 0,125
10,56 894400 0,25
13,03 869700 0,375
15,87 841300 0,5
19,08 809200 0,625
22,06 773400 0,75
26,60 734050 0,875
30,85 691500 1
35,44 645650 1,125
40,13 598700 1,25
45,03 549750 1,375
50,00 500000 1,5
54,98 450250 1,625
59,87 401300 1,75
64,57 354350 1,875
69,15 308500 2
73,41 265950 2,125
77,34 226600 2,25
80,92 190800 2,375
84,13 158700 2,5
86,97 130300 2,625
89,44 105600 2,75
91,55 84550 2,875
93,32 66800 3
94,79 52100 3,125
95,99 40100 3,25
96,96 30400 3,375
97,73 22700 3,5
98,32 16800 3,625
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Ty 1& san pham dat (%) DPMO Mirc Sigma
98,78 12200 3,75
99,12 8800 3,875
99,38 6200 4
99,565 4350 4,125
99,7 3000 4,25

99,795 2050 4,375
99,87 1300 4,5
99,91 900 4,625
99,94 600 4,75
99,96 400 4,85
99,977 230 5
99,982 180 5,125
99,987 130 5,25
99,992 80 5,375
99,997 30 5,5
99,99767 23,35 5,625
99,99833 16,67 5,75
99,999 10,05 5,875
99,99966 3,4 6
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