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NHUNG KHO KHAN TRONG TRIEN KHAI PHUONG PHAP
KIEM SOAT QUA TRINH BANG THONG KE:
KINH NGHIEM TU CAC DOANH NGHIEP NUOC NGOAI

DIFFICULTIES IN IMPLEMENTING STATISTICS PROCESS CONTROL METHODS:

EXPERIENCE FROM FOREIGN FIRMS

TOM TAT

Phirong phap SPC duoc si dung trong cac doanh nghiép dé theo ddi, quén 1y,
phan tich va cai thién qua trinh san xuat théng qua loai bo nhitng bién di. Muc
dich ctia nghién ctu nham chi ra nhitng khé khan trong qué trinh trién khai phuong
phép nay tai cac doanh nghiép, cac khd khan chdl yéu: (i) Thiéu cam két va tham gia
clia ngudi quan Iy; (i) Khong cd chuong trinh gidi thiéu/ dao tao SPC; (iii) Thét bai
trong gidi thich cac biéu do kiém soat; (iv) Nguoi lao dong khdng hiéu rd, day d v
quy trinh san xuat san pham; (v) Hé thang do luong khdng hop Iy; (vi) Thigu thdng
tin gitta céc cap quan Iy. (vii) Thiéu hiéu biét vé yu cau khach hang; (viii) Khong
hiéu loi ich clia SPC; (ix) Ngai thay daif chia sé kinh nghiém; () Thiéu chuyén gia,
ngudi hrdng dan thuc hanh vé SPC; (xi) Khang trao quyén cho nguoi lao dong. Két
qué nghién ciu clia bai bao cung cap thém thong tin, cling nhu 1y d6 lam bai hoc
kinh nghiém trong trién khai phirong phép SPC tai cac doanh nghiép.

Tir khéa: Kiém soat qua trinh bang thong ké (SPC).

ABSTRACT

SPC method is used in enterprises to monitor, manage, analyze and improve
the production process by eliminating changes. The purpose of this study is to
point out the difficulties in the process of implementing this method in
enterprises. Result showed that the main difficulties are: (i) Lack of commitment
and participation of managers; (ii) No SPC introduction / training program; (iii)
Failure to explain control charts; (iv) Employees do not fully understand the
production process; (v) Unreasonable measurement system; (vi) Lack of
information among management levels. (vii) Lack of understanding of customer
requirements; (viii) Do not understand the benefits of SPC; (ix) Obstacles to
change / share experiences; (x) Lack of experts and instructors on SPC; (xi) No
empowerment of employees. The results provides more information, as well as
lesson in implementing SPC method in enterprises.
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1. GIOI THIEU
Kiém soat qua trinh bang théng ké (SPC-Statistical
Process Control) la viéc &p dung céc ky thuat thong ké dé do
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lwong, phan tich va kiém soat si bién déng trong qua trinh
san xuat (Juran, 1988; Antony, 2000). C6 nhiéu cac khai niém
khac nhau vé SPC duoc dua ra, cu thé: SPC la mot tap hop
cac ky thuat théng ké dugc st dung dé kiém soat dé dang
qua trinh san xuét (Caulcutt, 1996; Sower, 1990; Rosenkrantz,
2002), loai bd khuyét tat (Sower, 1990), phan loai bién dong
trong qua trinh va quan ly moét cach c6 hé thdng
(Rosenkrantz, 2002), SPC la viéc &p dung céc kj thuat thdng
ké dé do lwong va phan tich sy bién dong trong qua trinh
(Juran, 1988). Lgi ich khi thyc hién SPC trong cdc doanh
nghiép da duoc nhiéu nghién ciru chi ra: (i) Giam lang phi
thong qua str dung cac cong cu kiém sodt; (ii) Cai tién va hiéu
rd hon vé qué trinh thong qua tim kiém nhirng nguyén nhan
cla s bién déi; (iii) Tinh 6n dinh clia sdn pham déu ra thdng
gua loai bo di st bién d6i trong quaé trinh; (iv) Cac quyét dinh
duwoc dua ra dua trén di liéu thuc t€ (Caulcutt, 1996; Lim,
Antony, & Albliwi, 2014). Tir d6, doanh nghiép c6 thé dat
duoc cadc muc tiéu san xudt nhu: (i) Chat luong san pham
tang lén; (i) Giam ty 1& khuyét tat clia san pham va lam lai;
(iii) Tiét kiem nguyén vat liéu; (iv) Giam phan nan clia khach
hang; (v) Gidm chi phi; (vi) Tiét kiém thoi gian va (vii) Tang
nang suat lao dong (Lim, Antony, & Albliwi, 2014;
Rungtusanatham, 2000; Sower, 1990; Dling & Huy, 2016). Vi
nhi*ng két qua wu viét d6, ma cac doanh nghiép da dwa SPC
vao trong quan ly va diéu hanh san xuat, nhiéu doanh
nghiép da thanh cdng véi phuong phap nay, mang lai két
gua ngoai mong doi, tuy nhién cling khéng it cac doanh
nghiép that bai, khong dat duoc két qua nhy mong mudn.
Ban dau SPC nghe c6 vé la mdt ky thuat don gian va dé thuc
hién, nhung khi dugc trién khai thuc té n6 tré nén phiic tap
hon rat nhiéu, doi héi nhiéu céng stkc, ngudn luc, phrong
phap va cac k§ nang dé thuc hién. Vay trong qua trinh trién
khai cac doanh nghiép d& gap phai nhirng kho khan, tré ngai
gi? Théng qua bai bao nay, nhém tac gia hy vong gép mét
phan nao dé dé gilip nhitng ngudi lam cong tac quan ly cd
thém théng tin nham trién khai phrong phéap SPC trong céc
doanh nghiép dugc hiéu qua.

2. PHUONG PHAP NGHIEN CUU
Bai bao thong qua phuong phap nghién ctru dinh tinh, st
dung cac di liéu thir cdp dé téng hop va phan tich nhitng
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nghién cru trwdc day, nham chi ra nhitng khé khang trong
qua trinh trién khai phuong phap SPC trong cac doanh
nghiép. Cu thé, théng qua nghién cttu clia: Does & cong su
(1997); Antony & cbng si (2000); Ben & Antony (2000);
Antony & Taner (2003); Evans & Mahanti (2012); Lim & cdng
su (2015). Nhom tac gia da phan tich chi ra nhitng rao can
ma cac doanh nghiép thudng gap phai trong qua trinh thuc
hién SPC, két qua duoc téng hop tai phan 3. Tir két qua
nghién ctu nay sé gilp nhitng ngudi quan ly trong cac
doanh nghiép cé nhitng phuong an chuéan bj that tot khi
phuong phap SPC duge thuc hién, nham gidp trong doanh
nghiép trién khai mot cach bai ban, hiéu qua, va tiét kiém.
3. NHNG KHO KHAN KHI THUC HIEN SPC TRONG CAC
DOANH NGHIEP

Cac yéu td thuc hién thanh cong, hay cac yéu thanh
cong (CSF - Critical Success Factor) dwgc hiéu la mét nhém
cac yéu t6 ddm bao cho viéc ap dung thanh céng phwong
phép SPC trong doanh nghiép, la diéu kién can thiét dé cac
t0 chirc c6 thé dat dwoc st ménh va muc tiéu clia minh. Cac
yéu t6 nay duoc gidi thiéu bdi Daniel (1961) va pho bién
hon théng qua Rockart (1978) trong nghién clru vé cac hé
thong thong tin (Daniel, 1961; Rockart, 1978). Qua téng
guan ly thuyét cho thdy cé cac yéu t6 dé thuc hién SPC
thanh cong trong cac doanh nghiép gom: (i) Cam két cla
l&nh dao cép cao; (i) Lam viéc nhém:; (i) Dao tao va gido
duc vé SPC; (iv) Cac biéu do kiém soat; (v) Xac dinh quéa
trinh wu tién; (vi) Xac dinh cac dat tinh quan trong clia chat
Iwgng; (vii) Phan tich hé thong do lwdng; (viii) Trao doi, chia
sé kién thtrc; (ix) Nghién ctru thtr nghiém:; (x) St dung phan
mém SPC; (xi) Ngwdi hwéng dan SPC; (xii) Luu trir dir liéu:;
(xiii) BO phan chat lwgng; (xiv) Trién khai SPC (Evans &
Mahanti, 2012; Rohani, Mohd, & Mohamad, 2009; Grigg N.
P., 2004; Antony & Taner, 2003; Rungasamy, Antony, &
Ghosh, 2002; Rungtusanatham, Anderson, & Dooley, 1999).

Khé khan trong thuc hanh SPC tai cac doanh nghiép,
dwoc hiéu la nhitng van dé ndy sinh trong qua trinh trién
khai va thuc hién phrong phap SPC dé kiém soat qua trinh
san xudt. Nhitng van dé nay sé gay nhiéu bét lgi va can tré
cac doanh nghiép trong qué trinh trién khai, d6 la nhirng
vén d& chtra dyng nhigéu mau thuan va ludn doi hoi cac
doanh nghiép phai nd Iuc vuot qua dé giai quyét chang
mot cach hiéu qua nham thich nghi véi sy bién dong clia
san xudt. Nhirng khoé khan nay dad dwgc nhiéu cac nghién
ctru chi ra, cu thé: Nghién cttu clia Antony & Taner (2000);
Ben & Antony (2000); Antony & cdng su (2000) trong cac
nganh san xudt ctia Anh da chi ra nhitng khé khan chi yéu
gom: (i) Thi€éu cam két va tham gia cla ngudi quan ly; (ii)
Khoéng cé chuong trinh dao tao vé SPC; (iii) That bai trong
giai thic bi€u do ki€ém soat; (iv) Thi€u kién thic vé san pham
va qua trinh; (v) Hé thdng do luong khong hop ly; (vi) Thiéu
thong tin gitra cac cdp quan ly; (vii) Khong hiéu lgi ich cla
SPC. Bén canh dé nghién cru cda Does & cOng sv (1997),
cling da chira ba rao can gap phai la: (i) Thi€u sy cam két va
tham gia cla lanh dao cap cao nhaét; (i) Khéng c6 chwong
trinh dao tao vé SPC; (iii) Gi¢i thiéu SPC khéng thanh cong.

Ngoai ra nghién clru tir cac doanh nghiép phan mém cuda
An D6 ciing cho biét c6 nam khé khin gép phai trong qua
trinh trién khai tai cc doanh nghiép, cu thé 1a: (i) Thiéu sw
cam két va tham gia cuia lanh dao cép cao nhat; (ii) Khong
cé chuong trinh dao tao vé SPC; (iii) That bai trong gidi
thich bi€u do kiém soat; (iv) Thi€u kién thirc vé san pham va
qua trinh; (v) Hé théng do lvong khdng hgp ly (Evans &
Mahanti, 2012). Cudi cuing la nghién clru cla Lim & cong sw
(2015) trong céac doanh nghiép thwc pham, da chi ra cac rao
can sau: (i) Thiéu s cam két va tham gia cla lanh dao cdp
cao nhdt; (i) Khdng cé chuong trinh dao tao vé SPC; (i)
Thiéu kién thirc vé& san pham va qua trinh; (iv) Hé théng do
lvong khong hop 1y; (v) Ngai thay ddi; (vi) Thi€u kién thic
vé thong k& (vii) Thi€u hudng dan thuc hanh; (viii) Thiéu
ngudi hwéng dan thuyc hanh; (ix) Khdng trao quyén cho
nhéan vién; (x) Thiéu kinh nghiém. Néi tém lai nhitng khé
khan gédp phai khi trién khai SPC trong cac doanh nghiép
duoc tong hop vao bang 1.

Béang 1. Tong hop nhitng khd khan khi trién khai SPC trong doanh nghiép
TT | Nhitng kho khan khi trién khai SPC P1|P2|P3|P4|P5|P6
Thiéu cam két va tham gia clia ngudi quan Iy
Khdng c6 chrong trinh giéi thiéu/ dao tao SPC
That bai trong giai thich biéu do kiém soat
Nguoi lao dong khdng hiéu rd, day da vé quy
trinh san xudt san pham
Hé thdng do lwong khdng hop Iy X X | X[ x]x
Thiéu thong tin gitta céc cdp quan Iy (cac bd phan) X
Thiéu hiéu biét v& yéu cau khach hang X
Khng hiéu loi ich clia SPC X
Ngai thay ddi/ chia sé kinh nghiém X
10 | Thiéu chuyén gia, nguoi huéng dan thuc hanh X
vé SPC
11 | Khdng trao quyén cho nguoi lao dong X

XX X

XX X

M lw (|-
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(nguon: tac gia tong hop)

P1: (Antony & Taner, 2003); P2: (Does, Schippers, & Trip, 1997); P3: (Antony,
Alejandro, & Taner, 2000); P4: (Evans & Mahanti, 2012); P5: (Lim, Antony, Arshed,
& Albliwi, 2015); P6: (Ben & Antony, 2000)

Thi€u cam két va tham gia clia nguoi quan ly, la mot
trong nhitng ly do phé bién cho théat bai khi thuc hién SPC
da duoc nhiéu cac nghién ctru chi ra (Does, Schippers, &
Trip, 1997; Antony, Alejandro, & Taner, 2000; Ben & Antony,
2000; Antony & Taner, 2003; Evans & Mahanti, 2012; Lim,
Antony, Arshed, & Albliwi, 2015). Khi trién khai phuong
phap nay doi héi dau tu I6n nguén lyc vé tai chinh, con
nguoi, thoi gian, va sy thay doi, ma khéng phai nguai quan
Iy nao cling nhan thic rd diéu nay dé dwa ra muc tiéu cam
két thuc hién. Bén canh dé, qua trinh thyc hién ngudi quan
ly thuong khdng truc ti€p tham gia hodc Gy quy&n cho mot
nguoi khac phu trach, nhw vay sé khdng thdy ré nhirng
nhi*ng lgi ich, khé khan ma nguoi thira hanh gap phai, tir
do6 madu an vé SPC that bai la diéu kho tranh khai.
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Thi€u chuong trinh dao tao vé SPC, la mot trong nhitng
van deé I6n clia nhiéu cdng ty, tir nguoi cong nhan san xuat
dén nguoi quan ly cap cao, nhin chung ho déu thiéu hiéu
biét vé cac ky thuat thong ké do khéng duoc dao tao bai
ban. Tir dé, nhitng nguoi thuc hién khong hiéu ré y nghia
clia tlrng bi€u d6 chat lugng, khdng biét sir dung, khdng
gidi thich duwgc tirng cdng cu, va ¢ng dung ching trong
tlrng treong hop cu thé. Bén canh dé, déi ngl nhitng
chuyén gia c6 kién thirc, kinh nghiém vé thuc hién phuong
phéap nay tai cac doanh nghiép con thiéu va yéu. bong thoi,
noi dung, ké hoach dao tao va cach thirc quan ly dao tao vé
phuong phap quan ly chat lwvgng dé tang nhan thire, lgi ich
clia SPC va thay d6i ciing khéng thuc sy dwoc chi y. Dan
dén nhan sy tham gia véi mét thai do thiéu nghiém tic
trong cac chuong trinh SPC cla doanh nghiép (Does,
Schippers, & Trip, 1997; Antony, Alejandro, & Taner, 2000;
Ben & Antony, 2000; Antony & Taner, 2003; Evans &
Mahanti, 2012; Lim, Antony, Arshed, & Albliwi, 2015).

Thiéu hi€u biét vé déc diém san pham, quy trinh tirng
budc tao ra san pham, nguoi lao dong san xuét cling khong
nam rd yéu cau doi hdi cla khach hang, 1a nhitng nguyén
nhan tiép theo dan dén trién khai SPC trong doanh nghiép bi
that bai. Nhiéu doanh nghiép da chi dong thuc hién SPC,
nhung ngay tir dau nhitng nguoi thuc hién da khéng ndm rd
tlrng budc dé san xuat ra san pham, cac dac tinh co ban ctia
san pham hay la cac thong so c6t I8i clia quéa trinh san xuat.
Va do vay, khi xay ra van dé ho khéng biét phai lam nhw thé
nao, rng dung cac cong cu gi dé giai quyét cac van dé cu
thé. Pong thoi, nhitng nguoi trién khai cling khéng thuc sw
hiéu hét y nghia clia viéc nang cao chét lwgng dé dap tng
nhu cau doi hoi ngay cang cao clia khach hang, d6 chinh la
trach nhiém cla ho va la digu kién tién quyét gilp doanh
nghiép ton tai va phat trién (Antony, Alejandro, & Taner,
2000; Ben & Antony, 2000; Antony & Taner, 2003; Evans &
Mahanti, 2012; Lim, Antony, Arshed, & Albliwi, 2015).

Thiéu thong tin lién lac gitra cAc bd phan va ca nhan, hé
théng do lwdng khdng théng nhat gitra cac bd phan cling
la nhitng nguyén nhan dan t&i kho thuc hién phueong phap
SPC. Bo lwdng dé phat hién bién d6i va kiém soat san xuét,
nhung nhiéu doanh nghiép thudng khéng chi y dén cong
tac nay, dac biét khi cé thay déi trong san xuét, trong khi d6
lai 14 nhi*ng yéu td quan trong dé gilp ngudi quan ly kiém
soat tot qua trinh san xuat, néu hé théng do lvong khéng
t6t khong théng nhét va day du thi phuvong phap SPC nén
dirng lai (Bird & Dale, 1994; Evans & Mahanti, 2012). Bén
canh dé, thiéu thong tin trao doi qua lai gitra cac bd phan
trong t0 chirc v&i nhau cling la nhitng tr& ngai cho viéc
thuc hién phuong phap SPC. Nhitng ngudi ¢6 kinh nghiém
va hiéu r6 voi nhitng nguoi can trg gidp lai khong & cling
mot vi tri. Do dé giao tiép, trao doi va lam viéc nhém khi
giai quyét van dé sé rat hiéu qua va rat quan trong doéi voi
cac sang kién cai tién chat lvgng (Antony, Alejandro, &
Taner, 2000; Ben & Antony, 2000).

Ngoai ra, cac nha diéu hanh con ggi y cac yéu té nhu
ngai thay d6i; khong trao quyén chl dong cho nhan vién.
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Str dung SPC nhu la thém mot cong cu dé quan ly, muén
hiéu qua doi hoi phai co si thay doi vé nhan thikc, van hoa
trong mai trvong lam viéc, dé chap nhan thir thach va chap
nhan cai méi clia nguoi lao dong la rat quan trong. Nguoi
van hanh va nha quan ly can nhan thiéc duoc lgi ich cla
SPC dé lién tuc cai thién san pham va quy trinh san xuét.
Bén canh dd, nhitng nguoi thira hanh SPC 1a nguoi hiéu ré
quy trinh ctia ho hon bét ky ai, do vay can dugc trao quyén
dé chi dong thuc hién cac hanh déng khic phuc nadm
trong kha nang va thdm quyén cla ho. Néu mot van dé
nam ngoai kha nang cla ngudi thira hanh SPC, thi mét
nhém phu trach sé chiu trach nhiém gidi quyét van dé dé
vGi si hd tro day du ctia bd phan quan ly.

Thuc hién SPC trong cac doanh nghiép khéng chi la dap
(*ng cac yéu cau bén trong la kiém soat, cai thién kha nang
va on dinh qué trinh san xuét tir dé sé gitp doanh nghiép
dan tang thi phan thi treong. Bong thoi con dap trng yéu
cau bén ngoai la thda mén nhu cau khach hang va lam hai
Iong hon.

4. KET LUAN VA KHUYEN NGHI

Trong qua trinh thic hién phrong phép SPC dé quan tri
diéu hanh hang ngay, cac doanh nghiép gdp nhitng kho
khan chu yéu: (i) Thiéu cam két va tham gia clia nguoi quan
ly; (i) Khdng c6 chuong trinh giéi thiéu/ dao tao SPC;
(iii) Thét bai trong giai thich cac biéu do kiém soat; (iv) Nguoi
lao dong khong hiéu rd, day da vé quy trinh san xuét san
pham; (v) Hé thdng do lugng khdng hap ly; (vi) Thiéu thdng
tin gilta cac cdp quan ly. (vii) Thiu hiéu biét vé yéu cau
khach hang; (viii) Khéng hiéu lgi ich clia SPC; (ix) Ngai thay
déi/ chia sé kinh nghiém; (x) Thiéu chuyén gia, ngwdi hwéng
dan thuc hanh vé SPC; (xi) Khdng trao quyén cho nguoi lao
dong. V&i mong mudn thuc hién tot, hiéu qua va tiét kiém,
dai héi cac doanh nghiép can chi y nhirng van dé sau:

Lanh dao cédp cao luén cam két va tham gia vao hoat
dong SPC, can vach ra dinh hwéng, muc tiéu rd rang cho
viéc thuc hién SPC. Bong thoi, cam két ddm bao cung cép
dd ngudn lyc vé con ngudi va tai chinh, ¢ cac quy dinh rg
rang véi nguoi lao dong trong qua trinh thyc hién cac dy
an SPC.

Céac chuong trinh dao tao vé SPC nén duwgc thuc hién
thwong xwong véi nhirtng nguoi lién quan cda tat ca cac cap
trong doanh nghiép, ndi dung la k§ thdng ké va cac céng
cu chat lvgng, voi dé khoé tang dan. Khuyén khich nhitng
nguoi c6 kinh nghiém chia sé sang kién, ty dao tao lan
nhau, Iy di liéu va vi du minh hoa tir két qua san xuét thuc
té ctia doanh nghiép.

Ung dung tin hoc, st dung cac phan mém chuyén dung
dé ho tro cho hoat dong kiém soat s& vo cung hitu ich vi rat
nhanh va chinh xac, gitp déng bd hé théng do lvdng trong
toan doanh nghiép. Ngoai ra, cac phan mém nay sé gitp dé
dang hinh dung, phan loai, cac quyét dinh duoc dwa ra mot
cach nhanh chéng va chinh xac. Mot chua vy, la cac phan
mém nay chi nén tng dung khi ngwoi van hanh da thau
hiéu SPC.
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Khuyén khich déng vién moi nguoi cing tham gia vao
dy an SPC béang cach ban hanh noi bd cac ché do khen
thudng. Bén canh dé thuong xuyén to chirc cac budi trao
ddi va chia sé kinh nghiém vé nhitng 16i va kh6 khan gap
phai trong qua trinh thyc hién. V6i nhitng bién phap ké
trén hy vong cac doanh nghiép sé bét di phan nao nhiing
khoé khan gap phai khi thuc hién SPC, ti€p tuc thuc hién tot
muc tiéu phat trién bén viing./.
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