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Bi mat sw thanh cong tai

Ho6i thao chia sé kinh Hajime SUZUKI
nghiém T11/2006 Chuyén gia JICA, VJCC Ha Noi 1



Lam thé nao ngwdi Nhat da thanh cong
trong cac nganh cong nghiép ?

1. Dinh huwéng khach hang
2. Quan niém vé nang suat
3. Thwe hanh nhirng diéu co ban nhat

4. Tich hop cac hoat déng

Hoi thao chia sé kinh Hajime SUZUKI
nghiém T11/2006 Chuyén gia JICA, VJCC Ha Néi



Dinh hwéng khach hang

Cong ty

1. Théa man khach hang
Chat lvong &

sb luwong

——

Khach hang

Tinh ché

—

Chét lwong &
sO luvong

2. Cong doan sau la khach hang

Chét lwong &
sO luvong

Lap rap

—>| Nguoi

Hoi thao chia sé kinh
nghiém T11/2006

Hajime SUZUKI
Chuyén gia JICA, VJCC Ha Nai













Thwe hanh nhirng diéu co’ ban nhat — Yeu to thanh céng

1. Cam ket cua lanh dao

1) Th&i gian cua ban than (cho uy ban, va cho cac

phan xwdong)

2) Ngén sach (theo ché do dac biét dé danh cho nhém
dw an)

3) Con ngwi (Trwdng dw an, diéu phoi vién)
2. Thwe hién lién tu

Can 1 ndm dé co thé xay dwng nhirng nén tang dau tién

Hoi thao chia sé kinh Hajime SUZUKI
nghiém T11/2006 Chuyén gia JICA, VJCC Ha Noi 7




Cac hoat dong tich hop
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Chuc cac ban co6 nang suat cao hon

Bang cach thwc hanh lién tuc 5S.

Ho6i thao chia sé kinh Hajime SUZUKI
nghiém T11/2006 Chuyén gia JICA, VJCC Ha Noi 9



Thang 11/2006

Phwong phap thwc tién
de
thwc hién 5S
5S la Cong cu Co ban va vo cung hiru dung

dé
KAIZEN

Mr. Hajime SUZUKI (Ky sw cao cép, C6 van JPC-
SED, Chuyén gia JICA, Chuyén gia APO)

Hajime SUZUKI
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Lich st 5S ?

Tai Nhat Ban,

- 5S dwoc thwe hanh trong nhiéu nam véi y nghta phé bién la Seiri Seiton
[BEEIE | dé ho tro cho hoat dong An toan, Chat lwong, Hiéu suat va Méi truwong.

- Nam 1986, cudn sach dau tién vé 5S dwoc xuat ban, tir d6 5S phé bién nhanh

chéng..

- Tai cac cong ty phat trién, 5S dwoc thwe hanh thwéng xuyén va duy tri & marc do6

cao.

Tai Singapore,

- 5S bat dau dwoc thwe hién tai mét cong ty mau trong Dw an Nang suat JICA vao
nam 1986.

- Sau dé n6 tré thanh hoat déng quoc gia dat dwéi Uy ban 58S.

- Hién nay né da dat t&i cap doé cao & rat nhiéu té chirc.

Tai nhiéu quoc gia,
- 5S da rat thanh coéng trong giai doan ban dau, nhwng sau mét th&i gian, né nhanh
chéng tré nén h&i hot, hinh thirc va khéng hiru ich do bi ap dung sai.
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5S bat ngudn tr 5 tir tiéng Nhat bat dau bang chir S

Khi ban tim trong sach, 5S thong thwong dwoc giai thich nhw sau.
Nhirng giai thich nay tot cho giai doan ban dau nhung can dwoc stra doi dé
ap dung trong thuec tién.

Seiri (1) : Loc ra nhirng vat khéng can thiét tai noi 1am viéc va
loai bo chung.

Seiton (%18) : Sap xép ngan nap nhirng vat can thiét sao cho c6
thé dé dang lay chiang ra dé st dung.

Seiso (;&#®) :Don sach sé& hoan toan noi lam viéc dé khdng con
bui bam trén san, may moc va trang thiét bi.

Seiketsu (;&i2) : Duy tri tiéu chuan cao vé gilr gin vé sinh va sap
Xép noi lam viéc gon gang vao mai luc.

Shituke (8)  : Dao tao moi ngudi tw gic tuan theo quy tac gitr
gin that t6t noi lam viéc.
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5S1a gi?  Diém mau chét cta 5S (5S thyc tién)

“58” la mét trong nhirng “Cong cu” co ban va vé cung hiru dung
cho KAIZEN dé Cai tién Quan ly San xuat, néu dwoc ap dung mot
céch dung dan.

DPiém mau chét:

1) Giai doan 1: 5S théong thwong (Vidu VN 1-1., VN 2-1., VN 3.)
Du thé nao ciing thwe hanh né, roi ban sé thay diéu khac biét.

2) Giai doan 2: 5S thuec tién
Thwe hanh véi suy nghi “doi twong caa 5S tai méi noi
lam viéc” dé giai quyét van dé hiéu qua, do 13,
1) Diéu kién tét nhat 2) Dong san xuat

3) Kiém soét bang hinh anh 4) PDCA

Thang 11/2006 Hajime SUZUKI
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5S thwc tién: 5S do O. SUZUKI stra doi

Seiri (Z1:

Seiton (¥i{§):

Seiso (;&E#R):

Seiketsu GFiR):

Shituke (§%):

Loc ra va “di déi” nhirng vat khdng can va “lweng khéng can
(cua nhirng vat can thiét) ” ra khoi noi lam viéc

Sap xép- - dé dung. Nhitng vat ndy cing phai duoc sap xep
trong “diéu kién tot” (san sang dé dung) va “dam bao an
toan” (khéng bi dung sai dé ngan ngcea sw co)

Lam sach - - hoac thiét bi. Lam bang céch hweu y dén doi twong,

“thu lwom rdc ma khéng virt lung tung” dé noi lam viéc sach sé,

“tay sach bui ma khéng gay hw hai san pham” dbi véi nhivng san
pham sdn sang, “kiém tra va stra chira trang thai bat thwong” o - -

“Ngan ngtra bui ban va giiv vé sinh & mirc cao”
“Duy tri vé sinh cao”

(Khéng stra d(f)i, nhwng v&i nhivng nha may méi thanh lap thi
nhirng quy tac, quy dinh va tiéu chuan cong viéc phai duwoc
dat ra trwéc)
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“Seiri” 1a gi? Céac vi du vé Seiri.

“Seiri” 1a chon ra nhitng vat khéng can thiét va luvong khong
can thiét ciia nhirng vat can dung.
Can co tiéu chuan ré rang vdi cac vi du nhu sau.

Noi lam viéc khac nhau va d6i twong khac nhau sé cé nhirng
tiéu chuan khac nhau.

Tai day chuyén san xuét, chi dé du luvgng can thiét cho hoat
déng hang ngay. Bat dau 1a 1 ngay, roéi gidm xudng Y2 ngay, - - - .

DPoi véi nhitng vat nhd, co thé dé luong nhiéu hon can thiét sao
cho khoéng anh hudng dén day chuyén san xuat va cong viéc.
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S dung “nhan dé” sé rat hiéu qua
dé nhan biét rd rang nhirng vat khdong can thiét.

Red tag operation,
ordinary way

(tng thr mét cho
nhi*rng vat IGn)

Red tag with instant
photo, a practical way
(cho mot nhém rat nhiéu
nhitng vat khéng can thiét
va can thiét lan I6n )

Thang 11/2006 Hajime SUZUKI
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Néi la “Seiri, Seiton”
nhung khéng thu'c hanh.

W XA 58, , FH#MZ., BRHIXEN
Lk
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J

Vi du vé nhan vang va nhan dé dé “Seiri”

1) Criteria in this area No
Red tag: : ‘ Red Tape| |No.
1) Criteria in this area:
Yellow tag: Date Red tag D
2) Put continuous No. 5 Yellowtag : ate
. . 2) Put continuous No. for the same date and area starting from O1
3) When Completed: keep tag in file y 3) When completed, remove tag from item(s) and keep nqm the file. By
Location Location
Item (s) ltem(s)
Quantity Quantity
Actions: \ Actions:

1) Move to ¢2) Sell as 3) Discard as 1) Move to 2) Sell as scrap |3) Dispose as
temporary 1|  scrap rubbish temporary area rabbish
area for reuse

- r By
By when when
t By
By whom whom
e | Completion
Completed date
Thang 11/2006 Hajime SUZUKI

Global Consulting, Japan



Phan loai nhirng vat

khoéng can thiét

IsRNR z 7 @
ASTTRYS [% [ﬁ

i e | = & U,éﬁ.fm I 'f'i Zp ]

pre

Phan loai la chia khoa cho nhitng vat khdng can
thiét R
Can tao ra tiéu chuan riéng.

( Seiri )
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Seiri, Seiton tai day chuyén san xuat

Hién trang: Qua nhiéu lvong dw thira ctia san pham dé& dang tai noi lam viéc

Machine numbers

1 2 3 4 5 6 7 8 9 1011 12 13 14 15 16 17 18 19 20
L 1 ] [a] K> | ] L lalalal>] [ A A | I

N7 - -@—& e 7 R O e — -
N\ Sl WIP

2l 22 23 24

Caseing Auto film assembler Working table and parts
conveayer Passage way

So d6 bo tri dé xuat
Chi dé du lwgng can thiét cia san pham dé dang tai noi lam viéc

(& 14 20

& 7 @ @ 4@ _if {2 13 34 15 AL VI
! | i A B
e L ; e =
e e e e e @1‘:,’35‘;.
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“Seiton” 1a gi ? Vi du vé Seiton.

Sau khi “Seiri”, noi 1am viéc chi con lai nhirng vat can thiét va s lwong
dung hang ngay. “Seiton” 14 sap xép ngan nap nhirng vat va lwong nay
sao cho tién st dung.

Viéc nay t6t cho Dong san xuét va Kiém soat bang hinh anh dé céng
viéc hiéu qua, nhwng n6 chwa du tot dé cé Piéeu kién tot nhat cho
cbng viéc hiéu qua va an toan.

Nhirng vat va lwong can thiét phai dwoc xép khong chi theo trat tw ma
con,

trong “diéu kién tot” (s&n sang dé dung),

“dam bao an toan” (khéng bi diing sai dé ngan ngira sw cd) va

“dé lam theo” vao moi luc.

Thang 11/2006 Hajime SUZUKI
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Vi du: Géc I6i di

“Muc tiéu” = Kiém soat bang hinh anh dé cong viéc tu nhién va an toan

Thang 11/2006
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Vi du: Gia c6 tén vat, min va max
“Muc tiéu” = Kiém soat bang hinh anh cho c6ng viéc hiéu qua

Max. Min.
2 3 4 /
I;‘
A/ b ’/i //
B[ 23 i s
BR[| = = g
I 16l 0321 31l 2213
; é e e
] I
[(TT 1T 11|
2166 0419 919 2314
| || B | |

WA 5SEBILTY—AU—, FH#Mz. BHIEN
Lk
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Vi du: Chup anh, cung vi tri va cing huéng

WA 5STOZv Y, ITHEBRREEN. BHITRH

R4
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Cac vi du vé Seiton tot Phai trong digu
kién T&t!
S&n sang dé dung!

IS
{00000

o

file tai liéu tai van
phong

==
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Vi du vé Seiton bac cao

Khong dé lam theo De dang lam theo

Wi 5SHE/VNVE, KA B, BAREER
(B

Thang 11/2006 Hajime SUZUKI 16
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Vi du vé Seiton bac cao (File tai liéu)
Tén ngudi dang dung

000 -
Bat cu ai cling
Tach cd thé biét dugc
riéng tai Ié,ai dang dung
liéu dang no.
dung
Khi c6 ngudi dang /

dung mdét tai liéu
nao do, khéng ai
biét duoc la ai
dang dung né.

Wi 5SHE/VNVE, KA B, BAREER
e
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“Seiso” la gi? Vi du vé Seiso.
“Seiso” c6 nghta la don dep nhwng cé rat nhiéu cach tuy thudc vao diéu
kién tw nhién tai noi lam viéc.

Noi Iam viéc khéng bui ban:
Thu lwgm rac ma khéng vt lung tung

Lau sach san pham dé& dang va thanh pham:
Tay bui ban that nhe nhang va can than ma khéng lam hw hai

Seiso-kiém tra may moc va thiét bi:
Kiém tra trang thai bat thwdng bang cach lam sach hoan toan, va stra chira
trang thai bat thwong

S dung cdng cu lam sach thich hop nhw khan lau, hod chat, v.v.

Thang 11/2006 Hajime SUZUKI 18
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» Dung chdi quét san. Pa t6t chua?

Thang 11/2006 Hajime SUZUKI 19
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Thiét bi Rtra bang nudc cho mat kinh mica, da tét chua ?

Thang 11/2006 Hajime SUZUKI
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"/ : - rf.i —”

hua ?

cudi cling, thé da tot ¢
Thang 11/2006 Hajime SUZUKI
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21



May rlra siéu am
Day la phuong phap rira khdng gay hai.

Thang 11/2006 Hajime SUZUKI 22
Global Consulting, Japan



Seiso-Kiém tra

WA XA 58, , FH#HZ., BRIIHENR
ik

Seiso 1a Kiém tra.

Thang 11/2006 Hajime SUZUKI 23
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Vi du vé Seiso- Kiém tra

Hopper and Pre-heater of Injection Molding

Seiso-Inspection of Pre-heater

Thang 11/2006 Hajime SUZUKI 24
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Bat dau “Seiso-Kiém tra” nhu thé nao
G dau
co hang tram cai may giong nhau
trong cung mét khu vuc nhu “may dét” trong xudng dét.

400 may dét

Kiém soat hiéu qua theo t6 s 16 17 18 19 -20

Khéng thé dung may
khdi ddng may.

Khong cach nao cai tién duoc !

Chon may thi diém (mau)
va thuc hién

Seiso-Kiém tra toan bd

Thang 11/2006 Hajime SUZUKI
Global Consulting, Japan
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Vi du vé Seiso- Kiém tra

Seiso-inspection of
Model Machine.
Yellow-tape and red-
tape on abnormal

parts.

Broken parts with
yellow-tape, replaced
during the Seiso-
Inspection. Scrached
part with red-tape,

replaced later.

Hajime SUZUKI
Global Consulting, Japan
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Vi du vé Seiso- Kiém tra

Thang 11/2006 Hajime SUZUKI
Global Consulting, Japan

Piém mau
trang

dé kiém tra
nhanh, thudng
xuyén

Oc bilong ra
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Vi du vé Seiso- Kiém tra

Hajime SUZUKI
Global Consulting, Japan

Mot
doan
day bi
hé

Dung cu
vé sinh

anda

Dung cu da
bi thay dai
vi tri

(bé@ng dinh
vang)
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Nén bat dau “Seiso-Kiém tra” nhu thé nao
G dau
mot may dét lai ¢ hang tram bé phan nhu “Danh sgi” ?

Nhan va danh dau kiém
tra ti'ng b6 phan dé thu
thap dif liéu vé cac su c8
xay ra & moéi bé phan

29\ M 243 38 «?p qLo
e o2 o o (—2— 9—1 -
! 1 chuyén c6 480 bd phan :
0 o s f ¢ o 7] ?7'\
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C6 thé thuc hién Seiso-Kiém tra hiéu qua dua trén di¥ liéu nay
Béng cach nd luc hon nira trudc nhitng van dé kho gidi quyét nay.

Hajime SUZUKI

Thang 11/2006
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“Seiso- Kiém tra toan bo”
la
budc dau dé TPM (Duy tri Nang suat Tong thé)

Cap do cua diéu
kién may méc

A
/Nén 3 mot cap do
\\"TSeisLJ-KiTé’m Seiso-kiém tra
\ hang ngay™---- toan bd
Seiso-Kiém tra \
toan bd ban dau
l \/>
Cap d6 thuc té (tinh
trang thuc té)
0 5 Nam
Thang 11/2006 Hajime SUZUKI

Global Consulting, Japan

31



“Seiketsu” 1a gi? Vi du vé Seiketsu.

Nghta goc cua tir tieng Nhat “Seiketsu” la “vé sinh”.

Trong 5S théng thwéng, “Seiketsu” dwoc dinh nghia la dé dam bao
cac hoat dong Seiri, Seiton va Seiso & cap dd cao, tuy nhién moi
hoat dong Seiri, Seiton va Seiso déu c6 rat nhiéu cap doé va nén
dworc lién tuc duy tri va nang cap.

“Seiketsu” 1a hoat déng & cap dd cao hon nhieu chir khéng phai
chi dirng & viéc dam bao cac hoat dong Seiri, Seiton va Seiso &
cap do cao. Hoat ddong nay giip ngan ngira khéi bui ban & cap dé6
ma mat thwéng khong thé nhin thay dwoc. Vi du nhw phong vé
sinh trong cong nghiép IC, phong vé sinh trong bén vién ....

Chia khoa dé thwc hién thanh céng “Seiketsu” la “ngan ngtra” va

“vé sinh”

Thang 11/2006 Hajime SUZUKI 32
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Vi du vé Seiketsu, Ngan nglra

F May gay bui

I R AR 2 88 B AT 7 -k

JC

( Budc Kaizen thi nhét, van
chua dat dugc cap doé cla
Seiketsu.

25 AR bFL =z -

EB=TN

Thang 11/2006

Hajime SUZUKI

Bang Kaizen, da dat d8n mdtcdp ddcta

“Seiketsu”
SETARLTE R4S

TP S A

J>9>9okR1iL
BHIAR e RIR
e
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Su can thiét clia Seiketsu, Ngan nglra

Vong bi cua chuyén gia
Nachi ngudi Nhat trong
tai vé trung

Chuyén gia Nachi da tim ra nguyén nhéan gay ra tiéng 6n la do “bui ban”

Thang 11/2006 Hajime SUZUKI 34
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San xuat dong co dién

- _
Day chuyén Iap rap cudi .
| cung .

Day chuyén lap rap cudi cung
can phai “khoéng bui ban”

Thang 11/2006 Hajime SUZUKI 35
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Su can thiét clia Seiketsu, Ngan nglra

Cong nghé hién nay

Sau khi phun nguyén liéu vao khuén
bat dau quy trinh In

In 4n céan rat nhiéu nhéan luc
va
thoi gian sén xuat dai.
Ti I1& phé& pham cao.

Gidi thiéu cdng nghé madi, tuy nhién, - -

Cdng nghé mdi, 1én khudn truc ti€p

Nhap film da in san tir Nhat

Phun vao film d3 in san
Loai b6t quy trinh in

Phé pham cao trong qua trinh phun nguyén
liéu vao khudn gay ton kém
su sach sé, “ngan ngua”
can & cap do cao han nhiéu
khi phun nguyén liéu vao khuén

HAHE

Thang 11/2006 Hajime SUZUKI 36
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Vi du vé Seiketsu, Ngan nglra
Bo IQg

.

R

‘£ -
el

— T [

TR = Ban lam viéc khong bui ban
Ban lam viéc hién thoi nhd 8ng hat khi

Wi 5SHE/VNVE, KA B, BAREER
e
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Y nghia géc cla tr “Seiketsu”: V& sinh

Pé ngan nglra bénh tat,
- Trong céng nghiép thwe pham
- Trong bénh vién

Cung v&i hwédng dan cua chuyén gia Nhat Ban, Viét Nam da
t6 chire cac hoat déng phong ngira SARS thanh cong)

Thang 11/2006 Hajime SUZUKI
Global Consulting, Japan
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Nuwdc siéu sach (tinh khiét)

Cho dén gan day, ngudi ta san xuat nuwdc bang cach cho nudc
mudi vao nudc, réi cho dién phan.

Theo phuong phap mdi, nudc tinh khiét dugc san xuét bang cach
cho acid sulfuric lodng vao thay vi cho nuwdc mudi, réi cho dién
phan.

Nudc tinh khiét cung cap pham vi (’ng dung rong rai gitp rira
sach hoan toan do6 vat va dam bdo vé sinh é cap do cao trong
bénh vién, nha may san xuat thuc pham, trong néng nghiép...

Do chinh la Seiketsu. Ngan ngtra khéi bui ban con han ca Seiso.

Co thé thu thap thém thong tin ti internet.

Thang 11/2006 Hajime SUZUKI
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per*ﬂ!ea‘ﬂ Nﬁter .._‘. e

o L J"— -~

i/l Bactericidal effect for some sirains
sitraing Belove reament | Aller reaimant | E2ch strain was treated with Purester
. rrr—r——m el e o arvl minule, axcapl lor tho
E.coli O-157.H £.0x1(8 0 spores. The spores ware treated for thirty
Salmanella enterifidis* 3EH108 0 e
5.aureus 9.9%1(P 0 * - ATCCAZBAS,
Y = - IFOD331 :'I,
et 5.9:1:1{ v = ; ATCCEE33
Cladospotium ap 1.0x10¢ 0
Candida albicans aax10t 0
Pasrugnoss 1.6%108 0
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“Shitsuke” la gi? Vi du vé Shitsuke

“Shitsuke” trong tiéng Nhat duoc viét la: &,
La su két hop gitra chit & (co thé) va chitr & (dep), (Ia chi* Han cla
ti€éng Nhat, chir Trung qudc).

Hoat dbng nay c6 nghia la moi ngudi tu giac gi¥ gin ban than/noi lam
viéc clla minh sach dep bang cac ndi quy, quy tac va tiéu chuén lam
Viéc.

Hoat déng nay hudng tGi cap dd tu phat trién rat cao va khdng hé dé
dang.

Vi vay, trong cac hoat dong 5S, truwdc hét hay dé moi ngudi tuan theo
Seiri, Seiton, Seiso va Seiketsu & cap do hop ly.

Khi mét nha may/ cong ty bat dau di vao hoat dong, nén trién khai
hoat dong “Shitsuke” truwdc tién d€ phat trién quan diém mdi va & cap
do cao cua doéi ngd nhan vién.

Thang 11/2006 Hajime SUZUKI 41
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“Shitsuke “ trong hoat dong hang ngay

Vao thoi ky dau clia cong nghiép hoa, rat nhiéu nhan vién xuat than tir cac
vung qué, nhirng noi ma thoi gian lam viéc, cach lam viéc, phuong phap
lam viéc, tat ca moi thir déu rat khong theo quy cu.

Nhung trong nha may, tat cd moi ngudi déu phai tuan theo néi quy, quy
dinh va phuaong phap lam viéc d€ tao ra noi lam viéc hiéu qua va an toan
vi dong luong clia chinh ho.

+ Xin nghi phai bao trude

- Pén trwdc 10 phut va ra vé sau 10 phut

- Thong tin gilra cac ca

- Khdong an tai noi lam viéc

- Khéng tan gau va dién thoai trong khi lam viéc
+ Mac dong phuc va di giay chinh té

- Tuan theo cac tiéu chuan lam viéc,

- Tuan theo Seiri, Seiton, Seiso va Seiketsu
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Tinh huéng vé Cong ty may tro thinh tai Singapore

Ong Tan duoc giao nhiém vu d&i mdi hoan toan mdt céng ty.
Ong da quan sat va thay rang cac nhan vién déu cé ky nang tét nhung thai dé lam viéc lai kém
do cbéng ty da budng I1dng céng tac quan ly nhan vién trong thdi gian dai.

Ong quyét dinh d&i nha may tdi mét dia diém mdi va thay d&i thai do 1am viéc kém da dién ra
trong su6t thdi gian dai trudc d6. Pay chinh la mét th&r thach 16n cla “Shitsuke”.

1) Phan biét tu va cdng ré rang
Trudc day: Ban lam viéc c6 ngan kéo dé cac vat dung ca nhan
Ghé co tay vin dé thu gian
Bay gid : Ban lam viéc da dugc thay d6i d€ phuc vu cong viéc béng cach
thao cac ngan kéo ra
Ghé da duoc thay dsi d€ phuc vu cdng viéc bang cach thao tay vin

2) Tao géc nghi ngoi riéng chd 18i vao clia nha may
cung vdi cac tl ca nhan va may ban hang tv déng

3) Pua ra tiéu chuén tac nghiép, ki€ém soat ré rang cac linh kién, ban thanh pham va
thanh pham, 18p so d6 bd tri bang hinh anh dé moi ngudi phai
tuan theo cac ndi quy, quy dinh va phuong phap.
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Moi quan hé gitra 5S!

Seiketsu

iy
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Moi quan hé gitra 5S!

Seiketsu

iy
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5S dé tiang nang suat
San xuat = Hiéu suat x Thai gian lam viéc

Hiéu suat: May moc
1)
Dam bao tién dé san xuat <bao dwdng t6t <—Seiso
Inspection
Céng viéc thu cong
)
Khéng lang phi lao ddng < Sap xép noi lam viéc hop ly <Seiri, Seiton

Thoi gian lam viéc: May méc
1 ,
Khéng héng héc <—bao dudng tot <Seiso Inspection
RUt ngan thi gian chuan bi —Sap xép hop ly < Seiri, Seiton
Khéng mat thei gian che doi < Sap xép noi 1am viéc hop ly <Seiri, Seiton
Céng viéc thu cbng
)
Khéng mat théi gian ché doi < Sap xép noi 1am viéc hop ly <Seiri, Seiton
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Vi du vé tinh hiéu qua cua cai tién trong cong viéc thi cong

Cong ty Dét may D la mét cong ty hang dau tai dia phuong san xuat hang may mac cho phAu nir. Hang
nam, nang suat clia cong ty bi thiéu vao vu cao di€m thang 10 - 11. Sau khi nghién cttu quy trinh sa b,
cong ty da nhan thay san xuat bi dinh tré tai khau déng goi. Hoat dong Seiri, Seiton da gilp co cau lai
khu vue lam viéc va nang cao nang suét hiéu qua.

T1. 2003 T12. 2003

Két qua thu dugc: (tham khao File3-1 VN.doc, 3-3-1-VN.ppt, 3-3-2-VN.ppt)

N&ng suat trong ky cao diém T10 - 11. 2003
tang 30% so vai T10 - 11. 2002 véi cung s6 luvgng cdng nhan.
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5S dé Nang cao Chat lvong (Gidm phé pham)

Giam phé& pham tai Cty Nhua -1 (tham khao File4-1-VN.ppt, File4-2-\VN.doc)

<Giam phé& pham in>

Phé& pham cao do diéu kién t6i tai phong in. 5S duoc ap dung nhu sau,

Seiri : Dgi thung cac tdng gay bui ban ra khdi phong In
Giam san pham dé dang (WIP) du thira

Seiton: B6 tri lai sdn pham dd& dang (WIP) sao cho san xuat duoc troi
chay

Seiso: Thay d6i phuong phap vé sinh phong va thiét bi (thu lwom rac
ma khong vut bua bai)
Dao tao cong nhan lau man hinh va hép muc in can than hon.

Seiketsu: Dat mot tham wét tai 16i vao d€ ngan nglra bui.

Shitsuke: Dao tao céng nhan nhirng quy dinh va phuong phap lam viéc
mai

Thuc hién diéu kién tot nhat va Dong san xuat. Dat dugc két qua tot.

Két qua: Phé pham giam tr 11% xudng con 2%
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Giam phé pham tai Cong ty Nhua -2
(tham khao File4-1-VN.ppt, File4-2-VN.doc)

<Giam phé pham phun>

Phé& phdm cao tai May Tao khudn phun #78. Lbi chinh 1a chdm den. Ap
dung 5S cho may #78 nhu sau.

Seiso: Doi san xudt va bao dudng da ap dung Seiso-Kiém tra bang
cach thao rdi phéu, mang loc, cac bd phan phun va lau sach
hoan toan ting thi nay.

Doi da tim ra tinh trang bat thuong tai 16 nung trwdc do thiét ké
tdm chan bén trong khéng hoan thién.
Tam chan bén trong da duoc sira d€ ngan ngtra tinh trang do.

Thuc hién Diéu kién tot nhat va dat két qua tot.

Két qua: Phé pham giam tir 6% xudng con thap hon 1%
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5S dé Giam Chi phi

Cty Nhu’a —Thanh ph‘én Chi ph|' Tai sao ton kho qua nhiéu ?

B NVL

B Nhan cong
O May méc/Tbi
O Nang lwgng
B Khac

Giam Chi phi Nguyén vat liéu cho rat nhiéu linh vuc:
1) Gidam phé& pham: 5S rat hiéu qua nhu da trinh bay 4 trén.
2) Ton kho chét/lau ngay: - Seiri (nhan Dé/Vang) la budc dau tién dé nhén biét ton kho nay.

- Seiton la chia khoa dé giam tén kho khong vao sé (tén kho tai kho
nhung khdng ghi vao sd sach) va ngan ngira san xuét thira.

- Seiton bang nhan (mau) ghi thang san xuat rat hiéu qua dé kiém tra
ton kho lau ngay hang thang gitip nhén biét nguyén nhan va dua ra
hanh dong ngan ngtra.
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5S dé€ Giao hang dung han (Giam thdi gian chét)

Bao bi bang chat déo cho D6 an, My pham, v.v.

Thiét ké Phan mau Tao 16 oK) In
Péng g6i  —== —

11 e Giao hang
[ Taofilm |- O cham®*

: N&u E> Lam lai 16 j} In

- hong Péng goi

_%_ 3.3% = 1 phé& pham trong s6 30 qua 16 (5 cong)
Lam lai: 1 cong trong s6 5 cdng, Giao hang cham*

- Tim thdy phé& pham 16 in tai quy trinh Khac axit Anh.
- Bén trong may bi gi, nhung khéng ai nhan thay cho dén khi m& may ra dé
Seiso-Kiém tra.
- Sau khi lau sach hoan toan, lam lai phu ting may bang thép khong gi &€ ngan
nglra van dé giong nhu vay (Thuc hanh Seiso- Kiém tra).
- Két qua: Phé pham truc lan giam tir 3.3% xuéng 0.3% va gép phan lam giam*
giao hang cham tr 20% xuéng 2%.
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Thang 3 nam 2005
Rat t6t !

Vat liéu xé da dugc chuyén di va
dudng di da dugc maé .

axdugc slra chira

Sé t8t hon yoi vach trang chi bao an toan

Bay gid né da bi/hdng va nfoi ngu'di di
qua khu vuc déu gap ngyy hiém
B&i vi hién tai khong cg dudng di

Trong nganh cong nghiép nang, An toan la yéu t6 quan trong hang dau. ‘
Mot cong ty thép da nang cao an toan bang cach ap dung Seiri, Seiton.
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5S dé Nang cao Tinh than

1. Tinh than bén trong

Sau khi thuc hién 5S, nha xudng da gon gang, sach sé.
Tat ca nhan vién déu cdm thay thoai mai khi lam viéc trong
mot moi trwong tét. Nang cao tinh than néi bo la nén tang
dé xay dung mot cong ty va nha may cé nang suéat cao.

2. Tinh than bén ngoai

Khi nha may va céng ty cé noi lam viéc gon gang sach ség,
ho sé thu hat dudc ngudi mua dén tham quan.
Két qua la, cong ty sé co thém ca hdi d€ ban san pham va
dich vu cho ngudi mua, tang doanh thu.

Khi nha may va cdng ty c6 noi lam viéc gon gang sach s€,
ho cling s€ thu hut dudc nhirng nhan vién cé nang luc cung
lam viéc vai ho trong tuong lai.
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5S dé€ nang cao tinh than, trudng hop tinh than bén trong

Cong ty bao bi chat déo thuc hién 5S trong 4 nam theo cach riéng cua ho.

Lanh dao cép cao ctf ra Uy ban 5S. Uy ban nay cuing vdi 1anh dao c8p cao lap ra ngay téng vé
sinh cong ty 2 lan m6t nam, ddi 5S sé danh gia mic do 5S 6 lan mét nam. Phong nao thuc hién tot
nhat sé duwoc Lanh dao cap cao trao thudng 1 nam 1 lan.

Sau 2 nam, tai Phong Tao L6 in va Phong In, nai thuc su’ can gon gang sach sé thi lai bé mat loi
ich bdi vi ho da c6 s6 diém thap nhat mac du ho da vat va thuc hanh 5S.

Sau khi céi ti€én Phong Tao 16 in va Phong In dé giam phé pham, ho déng y thuc hién
“Tai sinh 5S” dé gilt mirc chat lwong da dat dudc.

Ho dua ra “Hé théng diém thudng”. Doi du an khuyén khich phong kém nhéat tirng
ngudi thuc hanh tot va ghi diém thudng.

Phong Tao 16 in da gianh giai trong Ian danh gia dau tién, phong In trong lan th(r 4 va
Nha kho trong lan thi¥ 6 vao nam tai sinh dau tién.

Tat ca nhan vién déu thich hoat déng nay tinh than lam viéc ctia ho duwoc nang cao rat
nhiéu.
(tham khao File 8)
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Hoat dong tong thé: Hwéng t&i TPM, vi du trwéng hop Nachi
(tham khao File 7)

Mot cong ty Nhat Ban tai Singapore bat dau thwe hién ké hoach TPM trong 2 nam.

Ngay sau khi ho bat dau thyc hién “Seiso” bwéc dau nhw trong biéu do, ho da tham
gia vao Sw kién 5S trong toan cong ty.

Hoat déng nay da day nhanh bwéc 1 cia TPM va dong goép 16n giip TPM thanh cong.

Buwéc 1 “Seiso” budc d’% --------------- Seiso-Inspection I&n va Seiso-Inspection hang ngay
[

Bwéc 2 Han ché ngudn gbc gay ra>vén dé

Bu6c 3 Han ché nhiing noi khé “Seiso’

Bwoc 4  Duy tri cap do dat dwoc

Budéc 5: 5-1 Méy moc —
5-2 BOai tron
5-3 Thiét bi truyén dong
5-4 Thay lyc va khi nén
5-5 Bién —

Budc 6: Tw quanly —

0 1 2 3 4 nam
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Cac hoat dong 5S tdng hop bang cach xem xét Muc tiéu tai tirng noi

lam viéc
Muc tiéu
<Giai quyét <PQCDSM>
< 55 > van de .
Hiéu qua> *Nang suat
sl -Didu kién +Thoa man
.Seiton tot nhat «Chéat luong khach hang _ -
j\/ ‘ j\/ o j\/ 3 o *Loi nhuan
-Seiso -D’ong ) *Chi phi -Hleu‘qua va -Cudc
san xuat an toan trong séng tuoi
-Seiketsu - , *Giao hang cong ty dep
*Kiém soat
-Shitsuke bang h.anh *An toan
‘PDCA *Tinh than
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Mét vai tinh huong vé Buéc dém dé thwe hién KAIZEN

1. Tinh hudng tai cdng ty may mac
(Tham khao Vidu VN 1-2.ppt)
2. Tinh hudng tai cdng ty Van phong pham
(Tham khao Vidu VN 2-2.ppt)

Tham quan cdng ty
Ngay 29/11/2006 (thtr 4)14:30-16:30
Coéng ty Hoang Dwong.
Xuéat phat tai VJCC [ic13:30 bang xe 6 t6 cua trung tam

Danh gia cong ty tham quan
Ngay 30/11/2006 (thu 5)
Thao luan: 8:30-10:00
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Phiéu ki€m tra 5S danh cho cac hoat déng trong toan nha may
(tham khao File 6)

Sau khi da rat ra kinh nghém tir Khu vuc thi diém, bat dau thuc hién cac hoat déng 5S
trong toan nha may. Luc nay, dung Phi€u kiém tra dé danh gia cac hoat déng 5S & tirng
phong ban/bd phan thudng xuyén, hang thang.

Xem Phiéu kiém tra cho Budc 1 (5S thdng thudng) va cho Budc 2 (5S thuc tién).

Phi€u kiém tra A cho 5S théng thuong:

Phi€u nay rat co ich cho giai doan dau thuc hién 5S.
Tuy nhién, n6 co6 thé gay ra van dé “5S vi 5S”
Va quén mat rang “5S dé cai tién khu vuc nha xudng thuc su, KAIZEN”,

Phiéu kiém tra b6 sung B cho “5S thuc tién”:

K&t hgp Phiéu A va B (50, 50) la mét cach dé danh gia cé 2 cép do théng thudng va
thuc tién nham cai tién khu vuc nha xuwéng thuc su.

Tam quan trong cta Phiéu kiém tra B la:

1) Tu duy “Dadi twong clia 5S” tai tirng noi lam viéc

2) Duy tri va lién tuc nang cap tirng hoat dong S

3) DPanh gia “Két qua” cua viéc céitien P, Q, C, D, S, M
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Ban thuc hanh 35S bay gig?

Qua cac budc sau !

=)
>

Vang, chac chan roi.

Khéng, t6i khéng chac.

Rat t6t !

Giai doan 1: Cu thuc hanh cai da
Budc 1: MOt hom, ban quyét dinh “thuc hién” Seiri, Seiton, Seiso tai goc lam

viéc nho cua minh.

Duy tri noi lam viéc ctia minh ngan nap va sach sé bang cach thuc
hién viéc nay hang ngay.

Budc 2: Sau do, ban bac véi giam doéc va dong nghiép roi quyét dinh “thuc
hién” Seiri, Seiton, Seiso tai nadi lam viéc. Néu khu vuc thuc hién rong
va co rat nhiéu th, ban can mét nhém dé thuc hién Seiri, Seiton

budc dau.

Giai doan 2: Thuc hanh bang cach xem xét muc tiéu dé ra

(tham khao Handout: Huéng dan “thuc hanh 5S”)

Thang 3/2006
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Giai doan 2: Thwe hanh bang cach xem xét muc tiéu dé ra
(tham khéo Handout: Hwéng dan “thwe hanh 5S”)

Buwdc 3: Tiép tuc t giai doan 1, budc 2.
Thao luan va chon mét van dé I&n tv PQCDSM tai noi lam viéc, sau dé chon khu vwc thwe hién 5S.

Muc tiéu ctia ban c6 thé 1a “Tang nang suét” tai “Khu vwe dong goi” .

Lap d6i dw an do 1 déi trwedng phu trach.

Sau khi da chuén bj k¥, tién hanh “Téng vé sinh” vao mét bubi.

Pé nghi Ban Ianh dao cip cao va toan thé cong nhan vién cé lién quan cung tham gia.
Sau khi thoa thuan, c6 thé quyét dinh tdng vé sinh vao ngay Chi nhat.

Ban lanh dao cip cao sé& moi toan thé cong nhan vién tham dw bira tiéc ky niém viéc Tong vé sinh
va dé xac nhan cac hoat déng tiép theo nham giai quyét van dé bang viéc tao ra Diéu kién tét nhét,
Dong san xuét théng qua 5S.

Buwdc 4: Danh gia két qua cia Budc 3.

Budc 5: M& rong ra cac khu vue khéac.
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You CAN MAKE IT !!

With POSITIVE MI;;)

h than lac quan

with your
PRACTICE!
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Tai liéu tham khao (tv slide: 63-72)

1. Vai nét vé Hoat déng cia nha may va Quan ly san xuat.
2. Tiép can thuc tién
1) Van dé mau chot
2) Khu vuc thi diém (Mau)
3) Ly thuyét co ban cia Quan ly san xuat
(1) Giai quyét van dé hiéu qua
Ly thuyét co ban -1 “Diéu kién t&t nhat”
- Ly thuyét coban -2 “Dong san xuat”
Ly thuyét co ban - 3 “Kiém soat bang hinh anh
Ly thuyét co ban - 4 “PDCA”

3. Cac hoat dong tong thé
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1. Vai nét vé hoat dong clia nha may va quan ly san xuat

NHA MAY S
Ky thuat phu hop A e e Ky thuat quan ly

P: Kha nang SX, Q: Chat lwong, C: Chi phi,
D: Giao hang, S: An toan, M: tinh than lam viéc

Nhan nguyén liéu — SX —*-‘;iao hang

Phé thai, Loai bd, phé phdm  San phdm chat lugng tot

Luu trl* nguyén liéu  San pham dd dang Luwu trlr thanh pham
San pham toén kho lau ngay, (san pham chét)

Thiéu hang
Nguai LD

PT nguon luc:

+(Phat trién ngudn luc)
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2. Tiep can thuc tién
dé phat hién va giai quyét van dé hiéu qua
1.  Caitién “Van dé mau chét”
Van dé mau chét dinh hudng, chi? khéng phai la cong cu dinh huéng.
Cac cong cu chi la phuong tién dé dat dugc muc tiéu.

2. Tai "Khu vuc thi diem (mau)” vai nhitng nb luc I6n, chir
khoéng phai bat dau tlr viéc ti€p can toan bd cong ty*

3. Bang “Ly thuyét co ban clia quan ly SX” trusc tien,
chr khéng phai bang cach gidi thiéu nhiéu cong cu hay cac céng cu
bac cao

*Danh cho ddi tuong 1a nhitng nha may da duoc xay dwng. Nha may mdi can co su
hinh thanh hé théng trong toan b6 céng ty va can cé chuong trinh dao tao & giai doan
dau.
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1) Van dé mau choét
Van dé mau chét: gidi quyét cac van dé quan trong trong mét thoi
giai nhat dinh.
Tuy vao cap do cong ty, thong thudng
Marketing va Phat trién san pham/dich vu la di€m mau chét.
Nhung trude tién nén gidi quyét cac van dé & cap nha may.

Nhi*ng s6 van dé nén dudc thao luan dudi géc do clia khach hang,

P (Nang luc san xuat co du dé dap ing nhu cau khach hang ?)
Q (Chét lvong san pham da thda méan khach hanh chua ?),

C (Chi phi c6 dap (rng dudc yéu cau vé gia ctiia khach hang ?),
D (C6 giao hang dung theo yéu cau ctia khach hang ?)
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2) Khu vuc thi diém

Ting budce, bat dau véi khu vuc thi diém (mau)

(mau)

Nang suat
I Mau thi diém
Budéc 1

Mau thi diém
t " Khu vuc khac

1]

Toan b cong ty

{|am]

Budc 2

Ting budc thay doi, hiéu qua vdi 5S

Budc 3 Khu vuc

Thang 3/2006
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Budc 1 Budc 1 Budc 3 Khu vuc
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3) Nguyén ly co ban ctia Quan ly san xuéat

1) Diéu kién tot nhat

Thuc hién 4M (Nguyén vat liéu, May moc, Nhan cdéng va phuong phap)
trong diéu kién tot nhat, thi sé khong co phé pham.

2) Dong san xuat

Thuc hién toan bd quy trinh tréi chay* nhu mét dong séng, thi sé khéng
co lang phi trong Ivu kho.  *ké tir khi nhan nguyén vat liéu dén khi giao hang

3) Ki€ém soat bang hinh anh

Thuc hién tat ca cac hoat ddng dé nhin, thi s& khéng ¢ nham 1an trong
van hanh, hay hanh déng nhanh.

4) PDCA
Quay vong PDCA (K& hoach, Thuc hién, Kiém tra, Hanh déng)

Thang 3/2006 Hajime SUZUKI 68
Global Consulting, Japan



Ly thuyét co ban-1: “Diéu kién tot nhat”

Phuong phap tac nghiép vai
diéu kién tot

<Né&u 4M t6t (6n dinh)

l Sé khong c6 phé phadm>
Nguyén liéu —> ( May méc tét* —> ( Sén pham tét
tot* *
Chat lvong, Chi T Chét lvong dat yéu
phi, Khéi lugng, N cau, Gia ca dat yéu
Siao hang Nhan lifc (con nguoi) tot cau, Khéi lvong dat
gudi van hanh SX) NS
yéu cau va Giao hang

ding hen

Thuat ngir “Tot*” & day khdng ¢ nghia 1a nguyén liéu dat tién, may moéc dat tién ma
nguyén liéu dudc luu trlr va xt ly trong diéu kién t6t, may maoc thiét bi dudgc bdo dudng tot.
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Ly thuyét co ban-2: “Dong SX” Buoc thiw nhat huong tol JIT
Nguyén lieu . Khong c¢6 ton kho lau
ngay/nguyén liéu “chét”
L

San xuat
Chu trinh tho 1

Chu trinh cudi > :San pham d& dang dwoc kiém soat tot

Il )
Thanh P h § M. Khdng co ton kho ldu ngay, hang ‘chét” trong kho

e

Giao hang: Giao hang ding hen
Dong SX chdy ém tham nhu mot dong song.
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Ly thuyét co ban — 3: Kiém soat bang hinh anh

1. D& quan ly

“Visual Report.XLS” danh cho cac can bd quan ly; sir dung mau
dé dé néu bat nhitng diém quan trong cho dé nhéan thay...

2. D& kiém soat khu vuc san xuat
“In-line Visual control.ppt” (Cac quy dinh trong qua trinh hay day
chuyén san xuat) giup cho cac can b6 diéu hanh san xuat dé dang
tuan theo nhirng chuan muc trong cong viéc

3. D& khuyén khich cac hoat dong & khu vuc san xuat

Cac tiéu chuéan sé duoc dan trén “Visual Control Board.ppt”
(bang & nai san xuéat)
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Ly thuyét co ban - 4: PDCA

Nhan t6 cho hoat dong cai tién lién tuc trong sén xuat

Muc ddé cao
hon nira

Giai phap

Mrc d6 tot hon

Giai phap |
/Lap KH = Hé thdng va cac phuong phap hién thoi
/ Thuc hién = Hoat dong san xuét hang ngay

Kiém tra = cac hau qua nhu khiéu nai, tir chdi cta
khach hang, giao hang cham...

Giai phap = Hé thdng va phuong phap cai tién

Mrc d6 hién tai
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Hoat dong tong hop

Lan 16n do dat ra qué nhiéu |:>Thc“’>ng nhat bang cach chuyén tat ca cac cong
chwong trinh va céng cu cu vao Ly thuyét co ban caa Quan ly san
xuat dé dat muc tiéu
Béo cao hanh dong nhung

P khong cai tién thuc su C6 thé bao cao két qua khi ing
Cac uy ban dung bat c* céng cu nao

Cac uy ban .
TQM » TQM = Khu vuc
Khu vug san TQM B san xuét
xuat
QCC \ QCC QCC 5' ) QM
\ %\4 Cél t|é’n ::_.-"::
58 | 5S 55 = nhiing kh6 ||/ % QCC
~. 7 "~ & ) knanprat {1
Al
Six | | Six > || sinh trong 5S
Sigma an hanh | Sigma 8 van hanh s
68y Z | || hang ngay TPM
TPM TPM )
X
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