CONG NGHE

AP DUNG MOT SO CONG CU SAN XUAT TINH GON NHAM
NANG CAO HIEU QUA SAN XUAT TRONG CHUYEN MAY

SAN PHAM CHAT LIEU DET KIM

APPLICATION OF LEAN MANUFACTURING TOOLS TO IMPROVE PRODUCTION EFFICIENCY

IN LINE OF KNITTING GARMENTS

TOM TAT

Nganh May ¢dng nghiép la nganh san xuét mii nhon, tao nhiu viéc lam cho xa hdi tuy nhién dang
phéi di mat véi nhiéu thach thikc, viéc nang cao ndng sudt, han ché lang phi trong san xudt ludn dugc cac
doanh nghiép dét [én hang d&u. Do d6 viéc ap dung hé thang quan I san xuét tinh gon dé giam thi gian
san xudt, giam ty & phé pham, nang cao nang sudt lao dong, giam thoi gian chuyén ddi gitra céc don hang
la muc tiéu quan trong ctia nganh.

Bai bao trinh bay phuong phap khao sat ndng sudt va hiéu suét lao dong dé nhan dién lang phi va cac
diém khdng hop Iy trong day chuyén san xudt 4o Sweat Shirt tai Nha may may Bbng Van, Cong ty TNHH
MTV Ha Nam Hanosimex. Tir d6 nhdm tac gid p dung cong cu san xudt tinh gon (Lean manufacturing) dé
céi tién day chuyén may, da trién khai ap dung hé thang 5S trong quan Iy day chuyén; ap dung phuong
phéap can bang khdi lwong cng viéc d€ can bang chuyén, két qua da nang cao hiéu suét lao dong clia day
chuy@n tir 69,7 % Ién 79,1% quy hoach mét béng day chuyén va sap xép vi tri [am viéc clia cong nhan may
nh&m gop phan néng cao néng suét lao ddng cho nguwdi cong nhan trén day chuyén may.

Tir khéa: Day chuyén may, sn xuét tinh gon, 55, ¢&n béng dy chuyan.

ABSTRACT

Garment industry is a key industrial sector, creating many jobs for society, however, it is facing many
challenges, enhancing productivity and cutting down waste in production are always on the top priority of
all companies. Therefore, the application of Lean Manufacturing to reduce production time, decrease
waste rate, raise labor productivity, reduce time passed between orders is an important aim of this
industry.

This article presents the method surveying labour productivity and efficiency to identify waste and
unreasonable points in production line of Sweat Shirt at Dong Van garment factory, Ha Nam Hanosimex
Co. Ltd. From that, group of authors applied lean manufacturing tools to improve assembly line,
implemented the 5S system in management of asembly line; applied the method of balancing workload
to balance assembly line, the result getting is improving the efficiency of the production line from 69,7 %
1&n 79,1%; planned surfacing of assenbly line and arranged working place of workers in order to improve
the labour productivity of workers on the asembly line.

Keywords: Sewing lines, Lean manufacturing, 55, Balance assembly line.
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1.DAT VAN BE

Trong nén kinh t€ thi trwong & nwéc
ta hién nay, nganh céng nghiép may cé
vai tro0 quan trong trong nén kinh té
quéc dan, day la nganh cong nghiép
khong chi phuc vu cho nhu cau thiét
yéu v6i st phong pha, da dang clia con
nguoi ma con giai quyét dwgc nhu cau
viéc lam cho xa hdi va déng gép cho
ngan sach quéc gia, tao diéu kién dé
phat trién nén kinh té. Trong nhitng
nam gan day, nganh cong nghiép may
da cé nhitng buoc tién vuot bac. Téc do
tang truéng binh quan cla nganh
khoang 30%/nam, trong Ilinh vic xuat
khdu t6c do tang trwdng binh quan
24,8%/ndam va chiém 20% téng kim
ngach xuat khau clia ca nwéc [10].

Hién nay, nganh cdng nghiép may
Viét Nam da dau tv nhitng trang thiét
bi tién ti€n, hién dai, may moéc dong bo,
cbng nhan c6 tay nghg, y thirc ki luat
cao nhwng nang sudt lao déng van
thap hon so véi cac nudc trong khu viuc
va trén thé gidi xét trén goc do cung
cdng nghé st dung khi san xuéat cung
mot chuiing loai mat hang. Cac van dé
Ién dat ra ma nganh can giai quyét dé
la; thoi gian san xudt dai, ty I& phé
phdm cao, hiéu suét can bang chuyén
théap, thoi gian chuyén déi gitra cac don
hang cham.

Trén thé gidi va trong nudc da céd
mot s6 cong trinh nghién clru vé van dé
nay. Tac gid Tran Thi Kim Loan [1] d&
nghién ctru nhitng yéu té6 anh hudng
dén nang sudt cla cac doanh nghiép
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trong nganh may. Tac gid Vi Thi Nhy [2] nghién cru dwa ra
cac gidi phap cai thién thao tac va téc do lam viéc cla
ngudi cdng nhan may. Tac gid Vrittika V Pachghare vaR. S.
Dalu [9] da ap dung phuong phap Heuristic Methods dé
can bang day chuyén don, két qua la hiéu suét day chuyén
tang tir 68,58% Ién 82,33%, gidm thoi gian chét tir 23,07
phat xuéng 10,6 phit va s6 lugng san pham ra chuy@n moi
ca san xudt tang tlr 40 san pham lén 48 san pham. Nhém
tac gia S. H.Eryuruk, F. Kalaoglu, M. Baskak [8] da ap dung
hai phwong phéap “Thi tv cip bac cong viéc” va “Can bang
chuy@n tuyén tinh” dé can bang day chuyén san xuat trong
cong ty may. Tac gid Rebecca M.Nunesca and Aile
T.Amorado [7] da &p dung cac cbng cu cla Lean
Manufacturing trong nganh céng nghiép May dé cai thién
nang suat lao dong, dac biét la cong cu 5S da cai tién moi
treong lam viéc, tang nang suat lao dong, gidm so luvgng
cdng nhéan tlr 13 céng nhan xudng 12 c¢dng nhan, tang hiéu
Sudt tir 74% lén 100% sau khi can bang, giam ti 18 hang I6i
tlr 2,45% xudng 0,25%. Tac gia Hammad Saeed Shamsi [5]
da ap dung cbng cu 5S va cac phwong phap cai tién trong
nganh may mac & Pakistan.

Trong bai bdo nay, nhém téac gia trinh bay két qua
nghién ctru 4p dung mot s6 cdng cu san xuat tinh gon
nham nang cao hiéu qua san xuét trong chuy@n may san
pham chat liéu dét kim. Nghién cttu tién hanh khao sat
nang sudt va hiéu suat cac day chuyén may ao Sweat Shirt
tai Nha may may Bong Van, Cong ty TNHH MTV Ha Nam
Hanosimex tir d6 trién khai 4p dung hé théng 5S trong
quan ly day chuyén va tién hanh can bang chuyén, quy
hoach mat bang day chuyén va sap xép vi tri lam viéc clia
cong nhan may nham gép phan nang cao nang suét lao
dong cho ngudi cong nhan trén day chuyén may.

2. NGHIEN CUU THUC NGHIEM
2.1. banh gia thuc trang nang suat va hiéu suat cac day
chuyén may

2.1.1. Phuvong phéap khao sat nang suat va hiéu suat
lao dong tai chuyén may

Chi s6 ndng sudt va hiéu suét lao dong clia cac day
chuyén trong nha may la théng tin quan trong ma théng
gua doé cd thé biét dugc hiéu qua san xudt clia day chuyén
néi riéng va clia nha may noi chung. Va dé ciing la yéu t6
quan trong quyét dinh dén nang suét, hiéu qua kinh doanh
cla doanh nghiép va muc thu nhap cta cong nhan. Tién
hanh khao sat nang suét 12 chuyén may ctia 4 t& may: 1, 2,
3, 4 tai Nha may may Boéng Van, Céng ty TNHH MTV Ha
Nam Hanosimex. Cac buédc khdo sat:

- X&c dinh théng tin chuyén khao sat: Tén day chuyén,
ma hang dang thuc hién, s6 lwvgng cong nhan clia chuyén
trong nhitng ngay thirc hién khao sat.

- Thong ké toan bd thoi gian ché tao san pham cla cac
ma hang ma chuyén dang thuc hién.

- Théng ké s6 lvgng san pham lam ra trong 1 ca lam viéc
clia t6.

- Tién hanh tinh toan va kiém tra lai nang suat lao dong
thuc té€ chia chuyeén.

S0 san pham ra chuyén
trong mét ca lam viéc
S6 cong nhan

- Tién hanh tinh toan va kiém tra lai hiéu suat lao dong
thuc té€ chia chuyeén.
Tong thoi gian thuc hién

Nang suat

lodong = (sp/nguoi)

Hiéu SAUét _ san xuat x 100(%)
laodong = - .
Toéng thoi gian lam viéc
S0 san pham lam ra trong 1
ca san xudt x Thoi gian ché
tao san pham
= x 100(%)

S6 lugng cdng nhan cla
day chuyén x Thoi gian 1 ca
lam viéc x 60

2.1.2. K&t qua khao sat nang suat va hiéu suat lao
dong tai chuyén may

Két qua khao sat nang suét va hiéu suat lao dong cla
toan bd day chuyén san xuét ctia 4 t6 may dwoc trinh bay
trong bang 1 va thé hién trén hinh 1. Dya vao so sanh
nang suat va hiéu suét lao dong thuc té€ clia toan bo day
chuyén trong Nha may may Bong Van Hanosimex tlr
ngay 5-15/11/2016 dé tim ra t6 c6 nang suét va hiéu suét
thap nhat.

Bang 1. Két qua khao sat nang suét va hiéu suat lao dbng clia cac td may

T61 T62 T63 T64
Thv Ngay N&ng | Hiéu | Nang | Hiéu | Nang | Hiéu | Nang | Hiéu
tw Sudt | sudt | suat | sudt | sudt | suat | suat |suat
(SP) | (%) | (SP) | (%) | (SP) | (%) | (SP) | (%)
1 |05/11/2016| 541 | 83,3 | 193 | 80 | 480 | 74 | 228 | 86
2 106/11/2016| 554 | 83 | 198 | 82 | 494 | 74 | 223 | 84
3 107/11/2016| 545 | 84 | 208 | 82 | 454 | 70 | 233 | 84
4 |08/11/2016| 567 | 85 | 218 | 84 | 474 | 71 | 215 | 83
5 109/11/2016| 567 | 85 | 200 | 83 | 474 | 71 | 223 | 82
6 [10/11/2016| 567 | 85 | 208 | 86 | 480 | 72 | 228 | 84
7 111/11/2016| 567 | 85 | 208 | 84 | 487 | 73 | 228 | 84
8 12/11/2016| 574 | 86 | 210 | 83 | 480 | 72 | 215 | 83
9 [13/11/2016| 567 | 85 | 208 | 82 | 494 | 74 | 223 | 86
10(14/11/2016| 532 | 82 | 198 | 82 | 493 | 76 | 228 | 86
11]15/11/2016| 545 | 84 | 198 | 82 | 480 | 74 | 234 | 86
100
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Hinh 1. D4 thi theo ddi hiéu suat lao dong thuc té tai cac t6 may trong Nha
may may Bong Van Hanosimex
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Qua khao sat, nghién ctru nang suat va hiéu suét lao
dong thuc té cla cac day chuyén thi nhan thdy rang T6
may 3 ¢6 hiéu sudt lao dong thap nhat, tir d6 nhém nghién
cltu quyét dinh chon T6 may 3 dé nghién ctru tim hiéu
nguyén nhan va 4p dung cac cbébng cu cla Lean
Manufaturing dé cai tién nham nang cao nang suét lao
dong clia day chuyén. Két qua khao sat hiéu suét lao dong
cla 3 day chuyén san xuét ctia T6 may 3 duwgc thé hién trén
hinh 2.
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Hinh 2. D6 thi theo ddi hiéu suét lao dong thuc té tai 03 day chuyén san xuat
claTomay 3

Qua khao sat hiéu suét lao dong cla cac chuyén trong
T6 may 3 cling thuc hién ma hang OPSW - 0627, nhan thay
Chuyén may 7 c6 hiéu sudt may thap nhat, tir do6 quyét
dinh chon Chuyé&n may 7 dé di vao nghién clru va ap dung
thi diém cai tién.

2.1.3. banh gia thuc trang nang suét va hiéu suat lao
dong tai chuyén may

Quan sat, phan tich, danh gia Chuy&n may 7 - T6 may 3
¢6 nang sudt va hiéu sudt lao dong thap nhat, nhém
nghién ctru nhan thay con moét s6 ton tai sau:

- Nha xuéng con bui, chuva ddm bao tiéu chi sach sé clia
5S, rac sau khi vé sinh may khéng dwgc don lai ma dwoc xa
ra san nha va I6i di chung gilra cac t6, mat thai gian vé smh

ER N

Hmh 3. Anh chup hlen tuong Xaréac ta| Vi tn Iam viéc trong Chuyén may 7

- D0 dlng tai vi tri lam viéc chra dugc sang loc, sap xép:
L&i chi, vai thira, cudn chi du...sau khi két thic ma hang cii
chwa dwoc thu gom, phan loai va chuyén vao kho ton theo
dang quy dinh, dé gay tinh trang st dung nham phu liéu.
Cong nhan khéng nghiém tadc thyc hién cong tac vé sinh
thiét bi tai noi 1am viéc, con dé vat dung ca nhan trén ban
lam viéc, gay anh hudng dén chat lvgng san pham, dac biét
san pham c6 mau sang, rat dé bi ban.
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- Lang phi san xudt, hang ton tai cac vi tri lam viéc kha
Ién, nhip riéng clia cdc nguyén cdng tai cac vi tri lam viéc
khéng tuan theo nh|p san xudt chung ctia day chuyén.

T uuuu\i";} -

ki :

Hinh 4. Anh chup hién trang tai v tri lam viéc clia cong nhén trong Chuyén
may 7 - Chi st dung cho ma hang trirdc khdng duoc chuyén di, d6 dling ¢4 nhan

@& trén ban lam viéc

2.2. Ap dung cébng cu sdn xudt tinh gon Lean
menufacturining trong t6 chirc sdn xuat chuyén may
nham nang cao nang suét lao déng

2.2.1. Co s& ly thuyét hé théng san xudt tinh gon Lean
menufacturining

- Khai quat vé hé théng san xuét tinh gon Lean
menufacturining [4, 6]:

Lean la phuvong phap san xuét tinh gon, do hang Toyota
Nhat Ban khéi xwéng 4p dung voi tén goi Toyota
Production System tl¥ nhitng ndm 60. Lean la mét hé théng
cac cong cu va phurong phap nhadm nham loai b nhiing
lang phi va bat hgp ly trong qua trinh san xudt, cung cap
dich vy, huvéng moi hoat déng ctia té chic theo hudéng
“tinh gon” khong c¢6 lang phi, rat ngén thoi gian cung cap
san pham dich vu t¢i khach hang. Phrong phap nay da
gilp Toyota va cac cong ty clia Nhat Ban tao ra lgi thé canh
tranh vuot troi trén thi treong toan cau véi chat lwgng 6n
dinh, chi phi hgp ly va thoi gian giao hang didng han. Lgi
ich chinh clia qua trinh nay la gidm chi phi san xudt, tang
san lugng va rat ngén thoi gian san xuét.

Muc tiéu cla Lean la xac dinh duoc ldang phi lam co s&
cho céc gidi phap cai tién. Cac lang phi trong qua trinh san
xudt dwgc phan loai bao gém: Lang phi do san xuét thira
(Over-production), Lang phi thoi gian do cho doi hay tri hodn
(Waiting), Ladng phi v& van chuyén hay di chuyén
(Transportation), Ladng phi trong qué trinh hoat déng (Over-
processing), Lang phi do tén kho thanh pham hodc ban
thanh pham (Inventory), Lang phi do céc thao tac clr dong
thira (Motion), LAng phi do san xudt 16i / khuyét tat (Defects).

- Cong cu cai tién va phuvong phap trong Lean [4, 6]

Céc cong cu va phuvong phap trong hé théng Lean bao
gom:

a. 5S: 1a 5 chi* cai dau tién cla cac tir tiéng Nhat, tiéng
Anh va tiéng Viét chi ra 5 nguyén tic dwoc ap dung trong
hoat d6ng cai tién nang sudt, thdng qua viéc t6 chiic khéng
gian lam viéc hop ly, bao gdm: Sang loc - S&p x&p - Sach sé -
S&n sdc - San sang.

b. Chuan héa quy trinh

c. Truyén dat quy trinh chuén cho nhan vién

d. Quy trinh chuén va sv linh hoat
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e. Quan ly bang cong cu tryc quan

f. Chat lugng tr goc (hay “lam ding ngay tir dau”)

g. Giam thiéu thoi gian chuyén d6i, chuan bi

h. Gidm thiéu so lvgng ban thanh pham trong tap van
chuyén va san xuat

i. Quy hoach mét bang phan xwdng va vat tu tai noi str
dung

j. Ap dung cdng cu Kanban: 4p dung mét s6 cong cu hd
tro thdng tin san xuat theo mé hinh pull.

k. Can bang san xuét.

Trong cbng trinh nghién ctu dugc trinh bay trong bai
bdo nay, nhom tac gia tap trung &p dung hai bién phap
chinh 1&: Trién khai 4p dung hé théng 5S trong td chirc
quan ly day chuyén va can bang day chuyén may, quy
hoach mat bang day chuyén va sip xép vi tri 1am viéc cla
c6ng nhan trén day chuyén may san pham dét kim 4o
Sweat Shirt sdn xuat tai Nha may may Pong Van thudc
Cong ty TNHH MTV Ha Nam Hanosimex.

2.2.2. Trién khai ap dung cong cu 5S trong to chic
quan ly day chuyén

2.2.2.1. Bé xuat cac ndi dung cai ti€n

a) Céng cuy 5S:

Pé nang cao ndng sudt va hiéu suét lao dong trén day
chuyén may, tao moi diéu kién thuan lgi dé ngudi cong nhan
may thuc hién thao tac lao dong hop ly, gidm thao tac thira
v0 ich khdng tao ra gia tri trong qua trinh s&n xuét, giam hao
phi thé luc khdng cén thiét dé thuc hién cong viéc khéng tao
ra gia tri, ddm bao an toan lao dong va nang cao chat lvgng
clia san pham, bén canh ndi dung can bang phu tai ctia day
chuyén va sap xép, bo tri lai mat bang day chuyén, can ap
dung 5S trong td chirc quan ly day chuy&n nham:

- Sang loc, phan loai va bé di cac vat dung khoéng can
thiét tai noi lam viéc.

- S3p xép, b6 tri khdng gian lam viéc va cac do vat theo
trat tw thich hop dé qua trinh san xuét dwoc thuan tién nhat.

- Sach sé, ddm bao cho noi lam viéc that sach sé sao cho
khéng co rac trén trén san nha, khéng c6 bui bam trén ban
may va thiét bi.

- 8an soc, duy tri khdng gian lam viéc hiéu qua dé dat
nang sudt cao viéc ap dung thuong xuyén cac hoat dong
Sang loc - S&p xép - Sach sé.

- S&n sang, duy tri 5S bén vitng théng qua viéc rén luyén
y thire ky luat tai noi lam viéc va xay dung van héa 5S trong
cong ty.

b) Cai tién lién tuc: Trong khi thwc hién Lean
Manufacturing trong nha may, thanh lap Ban ki€ém soat,
ngoai viéc kiém tra, danh gia thic hién 5S thi Ban ki€ém soéat
con cé nhiém vu cai tién cac thao tac, cong doan lam viéc
clia cdng nhan nham t6i wu héa thao tac, loai bd nhiing
thao tac thira dé cong nhan co thé dat duoc nang suét cao
nhat. Ap dung cai tién lién tuc gitp cho viéc thiét 1ap quy
trinh san xudt cling nhu viéc b tri mit bang day chuyén

dugc thuan lgi hon. Cac dé xuét cu thé gom:

- Trién khai 5S tai tit ca cac bd phan, dic biét la day
chuyén san xudt mot cach quyét liét.

- Ban kiém soat t5 chirc kiém tra, chdm diém dot xuat
khéng béo truéc.

- T6 trwdng va Chuyén tredng quan ly truc ti€p cong
nhan trén chuyén thuong xuyén nhic nhd va nghiém tic
thuc hién 5S tai khu vie t& minh quan ly.

- T6 trudng cap nhat bang biéu ghi nang suat cla to,
chuyén theo gi, dé nam duoc céac sk ¢6 phat sinh va kip
thoi giai quyét, khac phuc.

- Cong nhan thyc hién ding 5S theo thoi gian quy dinh
cla cong ty. Khi cé Iénh thuc hién vé sinh vi tri lam viéc,
cong nhan tat may, dirng day lam vé sinh, lau may maoc tai
chd lam viéc ciia minh. Thuc hién 2 1an/1ca lam viéc.

- Lap phiéu danh gia 5S va thi dua 5S: Thanh 1ap mét td
5S dé kiém tra cac bd phan, chuyén may hang ngay theo
dang quy dinh. Lap phiéu danh gia 5S va thi dua 5S dé tién
theo d6i va danh gia cac chuyén may tirng ngay, tirng tuan
va hién thi két qua thuc hién ctia cac chuyén may béang
hinh anh. Du6i day la phi€éu danh gia 5S va bang thi dua 5S.

- Thiét k€ mot s6 dung cu dé trién khai 5S trén day chuyén:

Theo quan sat thic trang tai chuyén may ta thdy, mot s6
vat dung nhu tem, méc, thé bai, vat dung ca nhan... con dé
bira bon trén ban may rat dé bi roi hay mat chi tiét. Vi vay,
nén thiét ké mot sé hdp dwng chia thanh cac ngan dé tranh
maét cac chi tiét nho.

2.2.2.2. K&t qua trién khai cong cu 5S trong to chiic quan ly
day chuyén may

K&t qua trién khai cong cu 5S trong t6 chirc quan ly day
chuy&n may san pham 4o dét kim Sweat Shirt san xuét tai
Chuyén may 7, T6 may 3, Nha may may Dong Van
Hanosimex duwgc trinh bay trong bang 2.

Bang 2. Két qua trién khai cGng cu 55 trong t0 chirc quan Iy ddy chuyén may
san pham 4o Sweat Shirt tai Chuyén may 7

Cong
cu 55

Bién phép cai
tién

Trude khi thue hién | Sau khi thue hién

Loai bd cac vat
dung thira, chi thira
cllamahang trudc.

7
<
e
=
5
S

Sang
loc

.| Sap xép cac vat
Sap | dyng mot cich
XEP | khoa hoc
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Cac b6 bén thanh
phdm  trudc  day
throng dé lung tung| £
trén day chuyén, gay | £
mat thdi gian tim
kiém va gdy nham
[an thi hién nay diroc
sap xép ngay ngan
trén ban dé ban
thanh phim dau
chuyén, phéan chia
theo tirng khu vue
Sach | B tri, sap xép
sé thém cac gio dé vai
vun, vai thira trong
qua trinh may

S&n | Duy tri khong gian lam viéc hiéu qua dé dat néng sudt cao bang
s6c | céch I3p di I3p lai cAc hoat dong Sang loc - S&p xép - Sach s&.

San | Duy tri 5S bén viing thong qua viéc rén luyén ¥ thirc ky luat tai noi
sang | lam viéc va xy dwng vén hoa 55 trong cbng ty.

2.2.3. Trién khai phuong phap can bang phu tai trén
day chuyén may

2.2.3.1. Co st ly thuyét can bang chuyén [7, 8]

- Khéi niém: Can bang chuyén 1a phan bé va diéu chinh
khoi lwvgng cong viéc gilra cac vi tri lam viéc clia day chuyén
san xudt dé hoan thanh khéi lvgng san pham theo ké
hoach, dam bao can déi phu tai gilta cAc nguyén cong san
xudt trén day chuyén, qua trinh san xuat hiéu qua nhat vé
lao dong va thiét bi trén day chuyén [7, 8].
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Hinh 5a. Khdi lugng cong viéc va thoi gian lam viéc khdng dong deu gitra cac
nguyén cong san xuét trude khi can bang chuyén
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Hinh 5b. Khi lwgng cong viéc va thoi gian lam viéc can doi dong du gitra
c4c nguyén cong san xudt sau khi cn bang chuyén
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- D4u hiéu nhan biét chuyén mét can bang:

1. Khéi lvgng cdng viéc khac nhau gilra cac vi tri lam viéc;

2. Cong nhan ngodi cho ban thanh pham,;

3. Cong nhan phai di chuyén gira c4c vi tri lam viéc.

- Nguyén nhan mét can bang chuyén: C6 rat nhiéu
nguyén nhan dan dén sy mat can bang vé phu tai trén day
chuyén, cu thé do: Khéi lvgng cong viéc gilra cac cong
nhan chua déng déu; Phan cong lao dong va thoi gian dinh
murc chua chinh xéc; S6 lvgng ban thanh phdm trong moi
b6 hang qua Ién; Thoi gian bi dinh tré khi chuyén d6i ma
hang méi; Tay nghé céng nhan khéng déng déu va on
dinh; Day chuyén bi gian doan béi: may moc héng héc,
céng nhan nghi 6m doét xuat, khdng cung cap ban thanh
pham kip thoi hodc san pham kém chét lwgng bi tai ché.

- Nguyeén téc can bang chuyén: Can bang khéi lvong
cong viéc clia cac cong nhan trén day chuyén sao cho cac
nguyén céng san xudt trén day chuyén can déi vé mat phu
tai, ning suat lao dong cla tirng nguyén cdng khéng dao
déng nhiéu (dao dong trong khoang 90 + 110%) so voi
nang suét chung ctia day chuy@n va véi nguyén cong khac.

Trong bai bdo nay, ching t6i 4p dung mot phuong phép
can bang mai dua trén co sé xay dwng biéu dd khéi luong cong
viéc cho tlrng nguyén cong san xuét hoac tirng cong nhan [7, 8].

2.2.3.2. Nghién ctiu, dé xuat ndi dung cai tién

Tién hanh diéu tiét khoi lvong céng viéc gilra cac nguyén
céng san xuat, két qua da nang cao hiéu suat lao dong clia
day chuyén tlr 69,7% Ién 79,1%, s6 lwvgng cdng nhan giam ttr
40 xudng con 36 cong nhan. K&t qua can bang chuyén duoc
trinh bay trong bang 3 va biéu dé hinh 6.

Bang 3. K&t qué can béng khdi lrong cong viéc clia cAc nguyén cong san xudt
trong day chuy&n may san pham do Sweat Shirt san xuét tai Chuyén may 7
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Hinh 6. Biéu do khdi luong cdng viéc clia cac nguyén cong san xudt trén day
chuyén may san pham do Sweat Shirt san xuét tai Chuyén may 7

2.2.4. Trién khai phuong phap quy hoach mat bang
day chuyén va sép xép vi tri lam viéc ctia cong nhan

2.2.4.1. Nghién ctiu, dé xuat ndi dung cai tién

San pham san xudt dac thu ctia nha may la san pham
dét kim, véi s6 lwgng 16n cac don hang va s lwgng san
pham trong mot don hang lai khéng I6n nén dé nang cao
nang suat va hiéu suét lao dong ctia chuyén may, can;

- Nang cao tinh san c6 va hiéu qua san xuat ctia dung cu
hién c6.

- Giam ti 1é hang ton kho va gidm chi phi lvu kho.

- Giam thoi gian chuyén doéi ma hang mai, san xuat dut
diém ma hang c, phat hién kip thoi va khac phuc hang 16i
ngay lap tic.

- Cung cép kip thoi nhan luc, thiét bi, nguyén vat liéu
cho day chuyén tréc khi vao ma méi.

Vi vay viéc b6 tri mit bang day chuyén theo dang nhém
s& gitp day chuyén chuyén d6i nhanh khi vao ma hang méi
khi mot s6 cum két cdu clia cac san pham la nhw nhau, chi
thay ddi cac bd phan 1ap rap.

Thiét ké mat bang day chuyén hop ly 1a yéu td quan
trong dé xac dinh hiéu qua lau dai ctia hoat dong. Mat
bang day chuyén cé y nghia chién lvgc vi n6 thiét 1ap mot
t6 chirc wu tién sy canh tranh vé nang lwc san xuat, quy
trinh, tinh linh hoat, gia ca cting nhu chat lvgng cla san
pham. Viéc thiét k& mat bang day chuy&n hop Iy nham:

- Sr dung khdng gian, thiét bi, nhan Iyc mot cach hiéu qua

- Cai thién dong chay cltia ban thanh pham, théng tin
hodc con nguoi.

- Cai thién tinh than va diéu kién lam viéc an toan cho
cdng nhan.

- Cai thién tvong tac véi khach hang.

- Cai thién tinh linh hoat.

Quy hoach mét bang day chuyén la sip xép, lap dat
thiét bi, cac phuong tién san xudt vao mat bang chuyén
may hop ly, ddm bao dwong di clia ban thanh pham la
ngan nhat, thang dong hanh trinh cdng nghé, khéng tao
cac vi tri gay un hang trén day chuyén va rat ngan thoi gian
san xudt san pham. Qua nghién ctru so dd bd tri mat bang
day chuyén may san pham 4o Sweat Shirt san xuat tai
Chuy&n may 7 ta thdy, viéc bé tri cac cho lam viéc trén day
chuyén chua hop ly, deong di ctia ban thanh pham long
vong, chua thédng dong, cac vi tri 1am viéc khong néi tiép
ma céach xa nhau dan dén cong nhan phai di chuyén mot
quéang duong xa dé di l1dy hang. Phéi hgp cac nguyén céng
chua hop ly. Mot s6 may moéc clia cac méa hang truéc st
dung ma ma hang nay khéng st dung nita van chua duoc
chuyén di ma van dat ngay trén chuyén khién cho viéc rai
chuyén con gap nhiéu khé khan.

2.2.4.2. K&t qua bd tri mat bang day chuyén moi

b. Sau khi ci tién
Hinh 7. So do mét bang déy chuyén clia Chuyén may 7 - T8 3 truc va sau khi
céi tién
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Trén co s& két qua can bang chuyén muc 2.2.3.2, tién
hanh sap xép lai vi tri cac chd lam viéc trén chuyén theo
nguyén tac duong di clia ban thanh pham dwoc sdp xép
theo so d6 nuwdc chay, cdc nguyén cong chuan bi s6 1 va 2
khong bd tri trén chuyén. Cac may méc cdla ma hang cii
déu duoc di chuyén vé kho may. Thay d6i phuong an bé tri
tr cd l1a hai ddy may bén duong chuyén vé con mot day
may hai dwdng chuyén nhv trén hinh 7. K&t qua cho thay
mit bang day chuyén thong thoang hon, thoi dudng van
chuyén clia ban thanh pham trén day chuyén duoc rat
ngan dang ké va ddm bao nguyén tic thdng dong hanh
trinh cong nghg, dién tich hon tlr 250m? gidm xuéng con
122m?, tiét kiém 49% dién tich.

2.2.5. Két qua danh gia hiéu qua ap dung cac cong cu
cdi tién trong day chuyén may

Bang 4. Két qua khao sat ndng sudt ctia Chuyén may 7 - T may 3 tir ngay
20/11/2016-30/11/2016

STT | Ngay | Sanlugngrachuyén (sanphdm) | Hiéu sudt (%)
1 20/11 509 75
2 21/11 509 75
3 22/11 522 17
4 23/11 529 78
5 24/11 529 78
6 25/11 543 80
7 26/11 543 80
8 27/11 550 81
9 28/11 556 82
10 29/11 556 82
11 30/11 560 82,5
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Hinh 8. Biéu d0 so sanh hiéu sudt lao dong trude va sau khi cai tién

Tir khi 4p dung céc cong cu cai tién tai 1 chuyén dién hinh
[a Chuyén may 7 - T6 may 3 thi da thay duoc lgi ich clia viéc
thue hién cac cong cu nay, tinh trang sai héng, ton kho, cac
lang phi trong san xuat dwgc giam mot cach dang ké. Do thuc
hién 5S tirng ngay, tirng gio nén diéu kién lam viéc tai phan
xudng va tai mai vi tri cia cdng nhan luén dugc thong thoang,
dam bao hiéu qua cong viéc. Két qua nang suét thu dugc clia
Chuy&n may 7 - Té may 3 sau khi thuc hién cai tién duoc trinh
bay trong bang 4.

So sénh v6i hiéu suat binh quan clia 11 ngay treéc khi
thuc hién cai tién va 11 ngay sau thi hiéu suat ctia chuyén
tang tir 69,7 % 1én 79,1%.

Khi thire hién cac cong cu cai tién thi té trudng, quan doc la
nguoi tryc ti€p don déc cong nhan thuc hién cac cong cu cai
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tién nhu: 5S, cai tién lién tuc, giam lang phi... dé tdng ndng
sudt, ddm bao chat lvgng va ding thoi gian giao hang.
3. KET LUAN

Qua két qua khao sat nang suat va hiéu suat cac day
chuy&n may tai Nha may may bong Van, Cong ty TNHH MTV
Ha Nam Hanosimex dé tim ra chuy@&n may c6 hién suat thap
nhét. Tién hanh danh gia day chuyén nhan thay cé mot s6
ton tai: Cong tac vé sinh chua sach sé&, nha xwéng con bui, d6
dung tai vi tri 1am viéc chua sang loc, sip xép, hang ton tai vi
tri lam viéc kha I6n. Biéu nay cho thay viéc thic hién 55 chua
t6t, can bang chuyén san xuét chua téi vu.

K&t qua ap dung va trién khai hé théng 5S cho thay mat
bang day chuyén théng thoang hon, loai bé dwoc cac van
dung thira, cac vat dung duoc sép xép khoa hoc tao ra mot
khong gian lam viéc hiéu qua.

K&t qua phan tich can bang chuyén bang phurong phéap
can bang khoi lvong da nang cao hiéu suét lao dong cla
day chuyén tir 69,7% lén 79,1%.

K&t qua quy hoach lai mat bang day chuyén dwoc mat
bang day chuyén théng thoang hon, tén it dién tich hon
déng thoi deong van chuyén clia ban thanh pham trén day
chuyén duoc rat ngén dang ké va dam bao nguyén téc
thdng dong hanh trinh céng nghé.

Két qua cla nghién ctru thyc nghiém thu duoc la co sé
khoa hoc cho viéc ap dung cac cu san xuét tinh gon lean
manufacturing dé cai tién day chuyén may gép phan nang
cao nang sudt, hiéu suét lao dong.
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