Building a Production System

Following Taiichi Ohno's footsteps



To chirc I&dn hoac nhod

e TAt cd cac td chirc déu cd hé thong dé san xuat va
phan phdi san pham, dich vu ciia ho hodc két hop ca

hai.

e Budc dautiénlap

Co mOt hé thong

<hong co ng

Wat trién n

nfa 1a N6 hiéu qua

nan thirc vé hé thong

Ban phai lam quen vadi t6 chirc

San pham hoac dich vu ma ho cung cap

e CAc rao can?



Phat trién nhan thirc
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"Learning to See”
exerclse
Bai tap “Hoc cach quan sat” Bai tap “Hoc cach lam”



Cac cap d6 khac nhau cd thé cé

Phu thudc vao quy mo
td chirc

Cap cao

Nha cung cdp — Nha mady san xuit — Khach hang

Cap trung
S MOt vai chi tiét cia NCC - Nha may san xuat - Khach hang
@ Hé théng tai nha may
b
@O

Cap do tai b phan O Mot vai s chinh xac

/

Phu thubc vao vi tri cua ban Chi tiét c8p d6 qué trinh  le®  Su chinh xdc cao
trong to chirc
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Hoan thién chuoi gia tri

Nha cung cdp = Nha mday = Khach hang

“Dong chdy la no’i ban c6 thé chubi
gidt tri, san xudt kéo la noi ban
khéng thé tao chudi gia tri.”

E:l - Taiichi Ohno
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Pay 1a md hinh don gidn vé dong chay sdn pham



Toan bd to chirc

So d6 nay khéng thé hién nha cung cap

Metal part 3 Powder S| Warehouse
Formin Coatin \ A \ e \ s
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motEn[zing ] \Warehouse A
So donay co thé thé hién “nha cung cap”

creut | trong nQi bo cong ty
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Tim van dé hé thong

Sand Core Metal Gravity
Preparation Treatment Dig casting
Sand Core Dig Filter Metal casting De-Coring
g Placing | Closing Placing Pouring gection | | |
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exeYC\ ...... Sa“‘d ..... .Sa"d Sand
Core Core Core

Trong bat ky hé thong nao, ludn cé6 mot khu vue/ cong
doan cd nhiéu kha nang gay ra ra sy c6 phan phoi tdi
khach hang nhat. Goi day |a khu vuc/ cong doan yéu nhat
Lam viéc tai khu vuc yéu nhéat.



Chién lwgc LEAN co ban

e Dong chay & cip dd td chirc yéu cau sy 6n dinh & cap d6 bd phan
trudce khi ban co thé két ndi cadc phong ban théng qua kanban.

e Dong chdy & cdp dd bd phan yéu cau su 6n dinh & cdp dd quy trinh,
can bang ndi dung cong viéc va can bang thoi gian chu ky dé dong bd
cac quy trinh.

e Gidi quyét van dé & cap do quy trinh.

e Loai bo nhitng hoat dong khdng can thiét.
e Can bang ndi dung cong viéc.

e DPdng bd quy trinh.

e Can bang toc d6 lam viéc
e Loai bo nhitng khu vuc buffer

e Xac dinh yéu cau kanban



Bwdc 1 - Liét ké th tw cac hoat dong theo dong ct
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5 Pau vao + 5 Quy trinh =5 Dau ra

| + P O

INPUTS PROCESS OUTPUTS

BAAN MACHINEL

MAN ALY MIT=DEE —
[1ahikawa Diagram) lich Mathods = Activities) [Safety, Movale)+ (Cost, Ouality, Dalvary)

Cai ban thém vao Cai ban lam Cai ban do lIwéng

Goi y vé noi tim ra cac su kién va cach dé két ndi ching.



15t Pass — Hoc cach dé nhin ra dong chay

Xac dinh dong chay san xuat

Activity 1 Activity 2 Activity 3 Activity 4 Activity 5 Activity n

ALl A, | A ] A, — A, | A

n

N&u nha may clia ban qua & Sort #% Organize # (Clean
bira bdn dé cd thé nhin thay o RiaTun
trinh tuw dong chay, thi mot gf F‘tﬂLTD—Q
cong viéc vé sinh co ban |3 '
can thiét.
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BO tri Layout kém

Activity 1 Activity 2 Activity 3 Activity 4 Activity 5 Activity n

Néu duoc, co thé thém day chuyén I3p rap phu
- Ass Az - vao dong chay & noi can thiét

Subassembly added to flow

Xem xét ngudi cdng nhan tai noi ngau nhién
trong day chuyén va nguyén vat liéu ho sl
dung phai dugc van chuyén vao noi can
chung.

Hoac quy trinh tam thoi noi ngudi cong nhan
khéng c6 khu vye lam viéc hoac dung cu phu
hop




Liét ké nhirng hoat dong khong can thiét

Activity n

Activity 3 Activity 4 Activity 5

Activity 1 Activity 2
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Loai bd nhitng hoat ddong khéng can
thiét cé thé gidm s6 lao déng phai ¢
dé cd thé dat muc tiéu, hodc dat dwoc
muc tiéu cao hon.
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Hoat dong nhung khong phai cong viéc

[g% ?@% Hoat dong khéng can thiét

“‘Chat ddng
qua trinh” R .E

MOoi lan ban cham vao san pham
ban nén tao ra gia tri

Thoi gian chd doi, van chuyén khéng cd y nghia, chat déng ban thanh pham, viéc co
gang van chuyén hai hay nhiéu lan, di lai dé 13y vat, thdo bao gdi, |13y vat t&r nhirng
pallet I&n dé chia thanh nhirng thung nho.



Trong hoac cho may

Ban dang lam viéc v&i may hay chi dang trong gittr may?

Thira nhén viéc trong/ cho may la mot van dé, sau dé tim ra gidi phap
dé loai bd van dé nay.

27



Nguwoi trong may

Nang sudt may = 1090/ gi®. Nang luc hién tai la 800/gi¢. Chi dat 73% nang lwc.

Ty dong hoa hoat dong kém khong giup tiét kiém lao dong. Ngudi cong nhan nay phai lam lai tlr 5% dén 60%
cac cong doan trong qua trinh.

Khi vén dé cua mdy khéng duoc gidi quyét, van dé twong tu sé tdi dién trong loat thiét bj tiép theo. Piéu
quan trong I phdi hoc tir cdc van dé dé ching khéng bi nhén 1én.



Nhirng van dé lam giam nang suat

Activity 1 Activity 2 Activity 3 Activity 4 Activity 5 Activity n

A A ] A 3 A, ] A, — A

n
Problems Problems Problems Problems Problems
N A 7 ~N AYN . N . A N o v ? 7 ’ 7 ~ ? e \ e
Liét ké cac van dé tai moi hoat dong: lam |ai, truc trac cua may moc, nut co Hol NgU oI
chai, nhitng van hanh kho khan, cac 10i, cac rao can,... céng nhan!
Lam thé nao nhirng van dé nay gidm dau ra hodc yéu cau tang lao dong? '
Hoat dong tao gia tri Céng doan tiép theo chinh 1a khach hang
- c i}j Qur pracess Next process
2 2?9
2 N
Rework ‘ Oo

Readjustment

Problem
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Thuwe hanh dé tim ra van dé

Problem Discovery - Hints for "Learning to See" Problems

"Learning to See”

exercises

People Problems

Method Problems

Don't know - Can’t Do

Don’t care, Won’t do

Process, Layout, Materials,
Tools, Equipment, Design

Improve: Knowledge, productivity,

Improve: Improve:
skill Attitude and behavior

Method for a better way

Production problems

Personnel problems

0 Deliveries delayed because of errors and

0 Employees leave to other plants — couldn't

mistakes of people making the parts.

"ger the hang" of the job.

o0 Employees don't know their jobs.

o New employees lack experience in

O Mix-ups in trucking service.

mechanical things.

0 Parts returned by other department

O Lack interest in the work.

because they were not made right.

0 Employees want transfers - think they can

0 Operators have special problems because of

"make out" better on other jobs.

engineering changes.

o Claim to have good experience but don’t

0 Poor planning.

"come through.”

o0 Employees have difficulty in getting up to

0 Too much time to get up to production.

production on new type equipment.

O Instructed the wrong way.

O Aisles too congested.

0 Can'’t get experienced people any more.

0 Excessive wear and tear on equipment

o0 Employees get discouraged learning the job.

Safety problems

Quality problems

0 Safety equipment not properly used.

0 Not meeting inspection standards.

O Material not piled properly.

0 Too much scrap or re-work.

0 Poor shop housekeeping.

0 Jigs and gauges not properly used.

O Don't know safety rules.

o Not following specifications.

o0 Employees don't know hazards of their jobs.

0 Too much left to operator's judgment.

0 Employees get careless.

0 Minor injuries not reported.

Plus/Minus exercise — list operators with job skills that are the best in the team and weakest.

Checklist nay cé thé duoc
st dung dé giip nhéom
trwdng xac dinh cac van

dé co thé

Pé cé két qua tét
nhat, hay hoi
nguwoi cong nhan!



Toc d6 = Thoi gian

Activity 1 Activity 2 Activity 3 Activity 4 Activity 5 Activity n

A, — A, —— A, | A, ——| A. —— A,

Velocity Velocity Velocity Velocity Velocity

Nang luc cla hé thdng Ia hoat ddng cham nhat trong chuoi.

Xac dinh t6c do (s6 lvong san pham lam ra moi gi®d) va thoi gian chu ky
(cycle time) cho moi hoat dong NG sé gitp ban xac dinh nhirng hoat dong
tao ra thira sdn pham va dau |a hoat ddng nut co chai.
Loai bo nhitng hoat dong khéng can thiét sé thay doi cdng suat.
Gidi quyét van dé (chat lvong hodc nang suat) co thé thay doi téc do.
Giam bdt cong viéc hodc sap xép lai cdng viéc s& thay doi téc do.

Van toc anh hudng dén sé lwgng cong nhan can co trén day chuyén.
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Toc do nghia la...
Pay la moét vi du cla cac ban sinh vién lam tai ddy chuyén
Downlight — ghi chép t&c d6 cho moi hoat dong.

Fw Ve Loaess

Nhirng hoat déng cham I B e wws,.,,.t-“”’_'
nhirng c6t thap hon, nhitrng A0 ma&‘:‘km : ;
hoat ddng nhanh nhat I3 DN &
nhirng cot cao nhat. Phe
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Ching t6i cai thién hoat s P % % S
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Chung t6i giam hoat déng
nhanh nhat bang cach thém
viéc cho cong nhan tai cong
doan nay.




Chi tiét tai day chuyen Downllght
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Proximity

Thém khong gian chira hang giira cac hoat dong tw [am chat chdéng cdng viéc hon la tao dong chay.

Activity 1

A

Ton kho trong cong doan (WIP)

(Tang thém khu viec chira hang va nha kho trung gian)

Activity 2

>
Proximity

A,

Activity 3

>
Proximity

As

Activity 4

>
Proximity

A,

Activity 5

Bao nhiéu nguyén vat liéu dwoc lvu trir tai moi hoat ddng?
Bao nhiéu linh kién dugc gilt tai moi hoat dong? (néu 1a dong chay nguyén vat liéu)
Céng viéc dwgc chuyén nhu thé ndo néu né dwgc hoan thanh?

Kich c& cua cac |6 hang?

>
Proximity

As

Activity n

>
Proximity

A

n

Tao mot chu y dac biét vé nhirng hoat ddng ma khong theo kip va phai lam bu vao buéc sau.
C6 nhirng thiét bi hay nguyén vat liéu khong st dung ma dé canh cho lam viéc khéng?

Khong gian cé réng hon khéng néu ban cé thé di chuyén nhirng hoat ddng khac bén canh?




ki
T
M NN/ I
L[N OMNOM W =
M g~
M o
ME oMW
T o, ¢
ME NN
MmN NI

A




Bwd'c 2 — Can nhac cdc lya chon dé dua ra quyét dinh
Cé thé bat dau thay déi tr nhirng viéc hién gio?

Lwa chon 1: Rang budc hé thong

Lwa chon 2: Van dé vé nang suat (cling nhu chat lugng)

Lwa chon 3: Trinh tw dao nguwoc

Lwa chon 4: “Low Hanging Fruit”- Nhirng viéc dé dang lam duoc

Chon mot van dé dé gidi quyét dua trén cac sy kién hién cé.

Giai quyét van dé ma no sé tao su khac biét trong hé thong.

Giai quyét van dé ma nd sé giup cong viéc cia ngudi cong nhan don gian
va an toan hon.

Thiét |ap tiéu chuan dé cai thién chat lvgng va nang suét.



Lwa chon 4: “Low Hanging Fruit”
(Nhirng viéc dé dang lam duworc)

e Bat dau v&i van dé dé giai quyét, cac van dé ré rang, nhirng van dé
ban cé thé sira trong 1 ngay ma mat it tién, nd s& cho ban mot s6
thuc hanh dé cdi thién ky nang ctia ban

* NO ciling s& tao ra mot s6 cau chuyén thanh céng, nhung tac dong trén day chuyén 13 ngau
nhién.

* Né&u ban chi md&i bat dau va mudn thwe hanh dé xay dwng ki ndng trudc khi gidi quyét cac du
an kho khan hon, hdy xem qua cac van dé va tim ra van dé cd thé gidi quyét nhanh chéng va
don gian dé thi nghiém nham kiém tra xem y twdng cta ban cé hoat dong hay khong.

e DAy cd thé la nhirng van dé ma ban xac dinh nhirng “hoat déng dirng” (hoat déng khéng can
thiét), hodc cach don gian dé lam viéc dé dang hon cho ngudi cong nhan.

* NGO cé thé viéc don gidn nhu chi la di chuyén dung cu hodc nguyén vat liéu gan vai khu vue [am
viéc dé gidm viéc di lai.

* Chung t6i thudng xuyén danh gid thap mat bao nhiéu thoi gian dé 1ay dung cu vat tu hodc lam
viéc, hodc so an di lai cho mdi viéc.



Lwa chon 3: Trinh tw dao nguoc

e Bat dau vdi hoat ddng cudi cung (noi ban chuyén cho khach hang)

va cong viéc & cudi day chuyén.

e NO c6 thé bao gdbm viéc bat dau hoat dong dong gbi hodc van chuyén, sau

d6 chuyén dén noi hoat ddng san xuat cudi cung dién ra.

« Durng lai khi ban dén khu vwe cé gid tri cong viéc cho dogi hon 1 ngay.(*)

e Tap trung vao viéc tao ludng trong khu vuce lam viéc nay. Ban cé thé kham phd
rang cac hoat dong trén gay suv gian doan. Gidi quyét van dé va quay tré lai
trwoc.

e Gidm WIP dé lam tdng van tdc cha hoat ddng nay hodc mé réng khu vuc lam
Viéc.

e Khi cdc hoat dong & cudi chuyén duoc lam tréi chdy, viéc giao dén khach hang ¢ thé dy dodn duoc.

(*) Ban c6 thé gidm con s6 nay lan thi hai khi ban lam theo cach “nguoc
dong”...Mbi khi ban ha thap mic du trit cho phép.



Lwa chon 2: Van dé vé nang suat

Cac van dé vé nang suat cé thé lién quan dén quy trinh san xuat hodc
chat lvgng (san lwgng). Néu ban tao ra mot ban d6 cap cao vé cac san
pham hang dau cdia minh, ban cé thé cé cac bd phan tranh dau phan
phoi dung thoi gian hodc c6 mirc loai ra hodc lam lai cao hon mirc
trung binh.
e COthé cd cic buwdc don gidn dé xac dinh tiéu chuan tir bang Job
Breakdown Sheet (JBS).
* Xac dinh budc tdt nhat hién nay va chac chan né sé dwoc dp dung sé giup
giai quyét van deé dé dang hon.
e Bat dau nhat quan cach ngudi cong nhan lam viéc cda ho va cach thiét 1ap
hoac hiéu chinh may.



Lwa chon 1: Rang budc hé thoéng

e Cac hoat déng nut c6 chai rang budc toan bd hé théng, nang cao
nang luc cua hoat dong rang budc la mot lwa chon.
e Chacchan rang hoat dong nay khéng bao gi®& hét viéc

e Nghe nhu trdi nguoc véi Lean, nhung chic chan rang ban cé khu vie chira hang thi hoat dong nay sé khong
bao gi& nhan rdi (cho dén khi dat duwoc nhu cau khach hang)

e Chac chan rang hoat ddng nay ludn luén hoat dong

e Gio an trua, nghi giai lao...

e N6 bat dau sém hon cac hoat dong khac 1 hodc 2 gidr va 1au hon cac hoat dong khac 1 hodc 2 gio.
e Gidi quyét nhirng van dé vé nang suat hoac chat lvgng

e Gidi quyét van dé chinh?

e (Cainaolam cham hoat dong nay?

e Caithién ndng suat cla hoat dong

e Lua chon cudi cung, thém nang suat



Két ndi yéu nhat

Nang lywc cia mot hé thong bi gidi han bdi cong
doan yéu nhat

Thiét ké ban th& nghiém
||DOE||

Dorian Shainin
"Red X -Pink X”

Phan tich K/T
One or two factors dominate "Is/Is Not"
the performance of a system

Tat ca cac yéu to

Ly thuyét vé rang budc (TOC)

Dé& cdi thién hiéu suat cia hé thdng, hay tip trung vao cac rang budc



Bud'c 3 — Hiéu nguyén nhan goc ré cda van dé

e V&i van dé da ton tai mot thoi gian, giai phap thuong
khong rd rang.

* Diéu nay la do sy mod ta van dé la mot dau hiéu, khong phai
la nguyén nhan goc ré.

e 5-Whys la mét quy trinh dé béc tach trng 1&p mdt dé tim
ra nguyén nhan.



Root Cause / Impact Analysis

5 Whys + FOG

Symptoms

Reference:

You discover

Investigator(s)

Date:

5 Why’s

1o understand

Find root cause

coolant leaking

Check for Fact- Opinion - Guess
Also define your area of control

Why-1]

from a machine % ﬂﬁ[ ’

Why-2]

Coolant is leaking from the machine. E{\ e _‘L |

Why-3

Why-4

Why-5

The screen is located in a place where it was )
likely to be damaged by dropped parts. |

Major root
cause

Action: Redesign machine, or add guard to cover the screen and prevent damage. If the seal was

merely replaced, it would have soon needed repair again as the damage repeated itself.

Major impact
if neglected




Quy trinh 5 Whys (1)

5 Whys chi cé hiéu qud nhu nhirng cdu hdi ma ban cé thé hai.

e Thong tin xac thwc & moi cap cau hoi sé cai thién quy trinh

Xac dinh khu vuc kiém sodat cla ban.

e Ban c6 thé tim thay nguyén nhan goc ré bén ngoal khu vire hodc kiém sodat cda ban,
hoac tham chi la anh hudng clia ban. O day giai phap cla ban thuong bj gidi han chi
chira van dé.

Fact - Opinion - Guess

e DAy la cOng cu xac thuc. Ban bat dau bang cach gid dinh moi ciu tra 1&i dau tién 13
mot phong doan.

¢ Ban cS thé tién 1én bang cach xac thuc vdi cac sy kién. Mot cai gi d6 ma ban d3 thay,
cé mau, cé thé chirng minh.

e Lia chon th& hai chuyén ti€p khi ban cé mot s6 chuyén gia dong y vé mot nguyén nhan.



Quy trinh 5 Whys (2)

e Cé thé ban nhan dwoc nhiéu ly do tai sao mot cdi gi dé d3 xay ra.
e Khiban cé nhiéu ly do cé thé, hdy bat dau diéu tra ly do cé kha ndng nhat.
e Ngay ca khi nguoi xac nhan ly do thi cling khong tir bo cac ly do khac.
e VAn dé ban dang diéu tra cd thé cé nhiéu nguén.
e Nguyén nhan gdc ré la khi ban khong thé tim thay nguyén nhan nao
ntra. MOt noi néu ban loai bd nguyén nhan.
e Ban cd thé tim ra nguyén nhan gdc ré trong 3 'Whys', hodc cé thé mat
7 hoac 8 'Whys'.

e 5chila modt s6 trung binh dé cé dwgc nguyén nhan goc ré.



Quy trinh 5 Whys (3)

e DOi vdi cdc van dé cd tan suat thap hon va khé nghién clru, ban cé thé

co nguyén nhan phu thudc nhiéu..

e Nguyén nhan géc ré cé thé nam ngoai khu viec kiém soat cla ban, chang han nhu mot phong ban hoac
nha cung cap khac. Ban cd thé trinh bay nhitng phat hién cla ban va cd gang dé ho cé hanh déng dé
gidi quyét nguyén nhan. Chung tbéi khuyén ban ciing nén thuc hién cdc hanh déng ngdn chan dé han
ché tac ddng ma nguyén nhan g6c ré khéng bi loai bo.

o XU ' ly nguyén nhan goc ré: Day la nguyen nhan trong qua trinh do la
ngudn goc cua cdc triéu chirng. Hau hét cac chwong trinh hanh dong
khac phuc déu dé cap dén budc nay.

e Nguyén nhan goc cla hé thong: bay la nguyéen nhan kho xac dinh hon,
nhung mot diéu quan trong dé ddm bao cac triéu chirng khong tro lai.
Hay tim diém yéu trong hé théng cho phép nguyen nhan ton tai hodc bd
|& cac triéu chirng dau tién trong qua trinh x ly.



K¥ nang dat cau hoi dung

e Hoc cach dat cau hoi dung; khéng phai la ¢6 gang thac day
mot hanh vi ma ban mudn.
e Quan ly khéng thé thic day cac cdng nhan, ngay ca vdi viéc
thwong tién.

e Quan sat hoat dong thuc té va hdi nguwoi quan Iy nd nén trong nhu thé
nao. Ho khong biét rang cé gi sai.

e Chung t6i da cho ho xem mot s6 video trén YouTube vé hoat dong son
tinh dién va nhan ra rang ho d3 gip su c6 thiét bi da tao ra méi trwdng lam
viéc khong tot.

e Stra chira mdy co6 dinh quy trinh va yéu cau san xuat

NS con hon ca viéc hoi 'Tai sao'



SO liéu: khong giong nhu nhirng su kién

Phat trién thdi quen “Di dé quan sat”

Day den dai thém th&i gian cho budc han
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Dy dodn trén nguyén nhan goc ré vé top 2 van dé.
Nguyén nhan gdc ré dwoc xac dinh; PPM cla top
cac 16i dwgc gidm hon 50% trong vong 1 tuan.

MOt trong nhirng bai tap giadi quyét van
dé bi bd qua hon 1 tuan. (M6i day
chuyén san xuat tir 15k dén 30k bang
mach/ ngay).

Thue hanh 5-Whys + FOG 1a s& ¢ nhiéu
lan di xuéng day chuyén va th& nghiém
dé xac thuec lai cdc phdng dodn.

-



Vong do'i cia mot van dé

Giai doan 7
Ngan chan

Giai doan 6
Du doan

Giai doan 5
Giai quyét

&Giai doan 4

Giai phap luén ludn yéu cau Phan tich
quy trinh thay déi.

»  Giai doan 1
Tim hiéu

Van dé ma dé giai

quyét hon khi ban
Giai doan 2 . R Y , , A
Phantnglzi  NIEU rang no co mot
trinh tw ma ban co
thé theo ddi dé phat
trién giai phap.

Giai doan 3
Do luong

C6 hon 200 cdng cu gidi quyét van dé...



B wnh e

hd

7 budc giai quyét van dé
Xac dinh van dé.
Xac dinh nguyén nhén cd thé va cac cap d6 quan trong.
M6 ta hanh ddng ngan han (chinh sach ngan chan).
Thu thap di¥ liéu va thiét k& mau kiém tra dé dinh lvong déng gép
(kiEm chirng nguyén nhan).
Tién hanh kiém tra, phan tich dit liéu, lua chon giadi phap.
Lén k& hoach va thuc hién gidi phap dai han, noi khéng an toan cé thé
co.
Po lvdng va danh gid dé cai tién lién tuc va chadp nhdn nhém.

K¥ ndng nang cao vé gidi quyét van dé— Hanh ddng khac phuc



QRQC — Kiém soat chat lwgng phan hdi nhanh

Céi gi sé phat hién ra van dé? (What) Chi tao mét dinh nghia ré rang vé vén dé. Birng dé bi cém do tim ra gidi
phdp hodc nguyén nhén o giai doan nay.

Ai phat hién ra van dé? (Who) Nguwoi dau tién phdt hién ra vén dé thudng ld ngudn théng tin tét nhdt dé bat
déu. Chdc chan rang ban cé cdc su kién, khéng phdi phdng dodn.

No'i phat hién ra van dé? (Where) Vén dé cé duoc tim ra & noi kiém tra hodc noi ndo dé trong ddy chuyén san
Xudt?

Khi nao phat hién ra van dé? (When) NG cé thé gitp ban khi van dé duoc bat ddu. N6 sé hitu ich khi ban bat déu
bat ky hoat déng ngdn chdn hodc phén loai.

Bang cach nao phat hién ra van dé? (How) Ban cd xdc dinh cdch dé phdt hién ra van dé khéng? Nhuv viéc mdy
mdc logi bé vat. Néu I céng doan IGp rdp thu céng, hiéu quan diém cla ngudi céng nhén tai sao ddy la vén dé.
Bao nhiéu van dé? (How many) Péy la dinh lwong kich c& cua vén dé. Vi du nhw 10 trong sé 500.

Tai sao né la van dé? (Why) Miéu té dnh huéng cia 16i d6. NG I vén dé trong sdn xuédt hodc vé phia khdch hang?

Chuong trinh dwoc phat trién dau tién tai Nissan



Van dé chi cé thé gidi quyét
va&i cac su that.

Di xudng khu virc san xuét.

L4y mau, quan sat van dé hién tai. Quan sat trong
hon vai phat. Dat cau hoi vai y dinh dé hiéu cai g
dang xay ra, khong tim ai d6 d€ do 16i.

Xac thuc cac ciu tra 1o, vdi dit liéu néu co thé. Thir
nghiém dé xac thuc phong dodn cha ban. Xac dinh
van dé co6 phai do con ngudi hay khéng (quy trinh
khong tiéu chudn — do dao tao) hodc quy trinh
(layout, may moc, phwong phap,...)

¥
-

Thu thap sy that

Nhém 2 d3 s dung cong cu Huéng dan cong viéc (J1) dé 1ap ra bang Job
breakdown dé xac dinh tirng budc sdn xuat ciia may mdc ty déng va trau
do6i ki ndng quan sat ca nhédm bang cach xac dinh nhirng diém mau chot
cla tirng budc. NG s& giup hiéu ki hon cai nao |a can thiét dé dat duoc
két qua mong mudn cla tirng budc.

61



Liét ké hoat dong

Bwd'c 4 — Can nhac cac su that va
quyét dinh budc tiép theo

La con nguwoi hay quy trinh

“C4ch tbt nhat” Dao tao cong nhan

Con nguoi
.‘/"— \]Il + JIZ Theo sat

2
A 5 EEasss = 8 W = 3 WEmS | ! EEms t O e f f T . — .
Thir nghiém N Huan luy
Tim sw kién + ,
Phwong phap gidi h
quyét Y
\ + JM,
Quy trinh
Phat trién y twéng Céng nh



Ba cau hoi

e Ban co mot quy trinh khong? ) ,
. , Khéng cé quy
e Bang job breakdown la cai ban co thé dao tao trinh chuyén

con nguoi lam “mot cach tot nhat” 4&n BUude S
e Ban cé thé lam theo quy trinh khéng?
e NE&u ban cé bang Job breakdown, moi nguoi
co lam theo quy trinh khong?
e N&u khoéng, hiéu nguyén nhan tai sao.

Hiéu tai sao sau do di
chuyén dén Budc 5

Néu quy trinh khong
hiéu qud, chuyén dén
Budc 7

“Khéng c6 tiéu chudn thi khéng co cdi tién."

- Taiichi Ohno

e Quy trinh c6 kha nang thuc hién khong?

e Diéu nay hudng cho ban cai thién quy trinh.



Tao cOng viéc tiéu chuan

Mang lwc qua
trinh

e x\x\‘ “Mdt cach 1am
tat nhat
(**)y— Xac dinh  ton
kho cong doan
(WIFP)
- Xac dinh bo
G dém (buffer)

Tao thanh doéng

P . . . Giam  sw . e
(z Hoi tuttr]anh qua bién déng chay congviec
rnh
Phuwong r::hap . Cdngviéctiéu
dorn 1€ chuan
The vang Thé xanh blue
Phat hien van de P ao tao tiéu chuan

Cuan hé cingviéc- JR Huwdng dan cing viéc -JI Phuong phap lam viéc - JM



4

Yéu cau cai tién quy trinh

Bq S A, —{ A, —— A, — A, —| A

This example was so disordganized that we
did not want to develop 3 it as a standard.

A3.4 A3.3 A3.2 A3.1

Subassembly added to flow

Xem xét ngudi cdng nhan tai noi ngau nhién
trong day chuyén va nguyén vat liéu ho sl
dung phai dugc van chuyén vao noi can
chung.

Hoac quy trinh tam thoi noi ngudi cong nhan
khoéng cé khu vyrec lam viéc hoac dung cu phu
hop




Bat dau véi nhirng gidi phap don gian

RI Biirng han ché giai phap co

thé bdi viéc bat ddu bang

. nhirng thir phirc tap
b-Sigma -
(Phwong phap
Muc tidu |4 giai théng ke)

guyétnhanh chong
nhirngvandétrong
vongithen 24 gid. (Nguyén tic déng chiy)

Lean

Ky nang TWI Ly thuyét vérang budc
~ (Tw duy hé thong)

Y Y thirc chung
(Sau khi ban co cic swkién)

Trinh tir s1ir dung: bat dau tir day thap va lam dan lan

Co sang cho mot ziai phap don gian nhat co the, nhung dime la ngrei don gian. ~ Einstain



Bwd'c 5 — Tao cong viéc tiéu chuan
Hudng dan cong viéc 1a k§ ndng then ch6t ma moi ngudi ki su can cd dé trd
nén thanh thao.
Huwdng dan cong viéc (J1) gibng nhuw mdt cdng cu dao tao, nd day moi ngudi cach
lam mot cdng viéc. Doi vai ngudi ky su, phat trién ki ndng then chét la yéu cau
cé sy quan sat bai ban dé tao ra bang Job breakdown ¢ hiéu qua. N6 Ia nguyén
tac cho viéc gidi quyét tot van dé va phat trién cac cai tién.
Bang Job breakdown (JBS) la budc dau tién trong budc tao “mét cdch lam tét
nhdt” tlir rat nhiéu cach cda moi ngudi dang lam céng viéc nay. N6 la diém bat
dau cho viéc xay dung tiéu chuan cho cach cdng viéc dwgc hoan thanh.
Pao tao dé thanh tiéu chuan |a budc dau tién dé phat trién Tiéu chuan cong
Viéc.
“Khéng co tiéu chudn, thi khéng thé co cdi tién”
-Taiichi Ohno -



Tao tiéu chuan

Hau hét cac t6 chirc sé cd mot sé mure tiéu chuan ngay ca khi né khéng dugec viét ra.

"Ban cd thé xdc dinh sw khdc biét giira tét va xau?"

MOD. PLATINUM

ARMADIO 4 ANTE HATTENTE
WOTICE D MOWT AGE
WSTRUCTIONS
NLETUNG
DX MONTAGGIO Peg
D ) WSS ) B ——{i'»——u}——(f—.. SR oy G ) S

Né&u ban nghi rang ban c¢é tiéu chuan, ngwdi van hanh cé thé dé dang st |z

dung chidng dé thuc hién cong viéc khdng?

N6 c6 nhu mot bach khoa toan thu khéng?
Hodc trong gidng nhu hudng dan I3p rap ma dé gady nham lan?

Cé mét phwong phap ¢ cau tric dé phat trién cac tiéu chuan cong viéc.
N6 duoc goi la Job Instruction, sir dung bang phan tich cong viéc.




Gap do thun

Cac budc quan trong

m Key Points
®

Nguyén nhan tai sao

Dé cd thé day, dau tién ching

ta phdi quan sat va hiéu cach

Dg;{‘f“%"%o cong viéc da duoc thuwc hién va

® s nhirng gi phai dwoc thuc hién
poce oUT R/ dé co duoc két qua tét nhat.
wiLg STIL HODING

T RV |
St




Bang Job Breakdown

Nhirng bwéd'c quan trong la don gian...
Gidi han hanh dong + muc tiéu

Diém mau chét (keypoint) miéu ta cai
phai xay ra dé dat dwoc két qua mong
muon.

Cé thé la: An toan, Chat lwgng va Nang
suat.

Ban cd thé cé nhiéu key point cho tirng
budc quan trong.

Mot budc quan trong déi khi khong
can co key point.

Nguyén nhén Tai sao dugc yéu cau
cho moi diém key point.

Materi

Name of Job:

als Required:

Tools, Supplies, Info:

Common Key Point:

Japanese method - t-shirt folding

T-shirt, table

Job Instruction example

WHAT

Important Steps:
Logical sequence of
steps which advance

Kev Points:
Make or break the job,
HOW make the job easier, can

Reasons:
Explains the key points

WHY

the work injure the worker
1 Lay flat Facing up, neck to the right Consistent starting point
2. Pinch top Halfway between collar and Proper alignment

seam with right hand

Through both layers

Holds shirt together

3. Make crease

Create vertical crease with left
hand

Visual aid

4 Pinch middle

\With left hand, halfway down
the crease

Proper alignment

5. Pinch bottom

Right hand over the left hand.

Completes the first fold

Pinch along the vertical crease

Proper alignment.

6. Uncross arms

Holding pinches, to shake out.

Removes wrinkles.

7. Flop and fold

Front facing down

Exposes final fold

Cover exposed sleeve

Completes the fold




Tao bang Job Breakdown

Quy tac #1 — Viét ra bang Job breakdown tai noi dién ra cong
viéc do, khong viét tai ban lam viéc cua ban.

Quy tac #2 — Viét ra bang Job breakdown cuing nhém, dirng lam
mot minh.

Quy tac #3 — Cha chac rang nhdm bao gdm cac chuyén gia (la
nguwoi cong nhan thanh thao cong viéc nhat).

Quy tac #4 — Kiém tra bang Job breakdown cuing v&i nhém cua
ban. Thyc hanh dé chac chan rang khéng bo quén nhitng chi
tiét then chot va xac dinh khdéa huan luyén thich hop.



Job Breakdown Sheet

Name of Job

Team of experts
Knowledge Capture S build JBS

Key Points:
Make or break the job Reasons:
c:ngg HOW make the job easier can HY xplains the

injure the worker

WHAT Logtcal sequen:
steps

First step toward

Standard Work Team does "Dry
Run' to test JBS

5
2" )‘\-‘
Doing :
L :\m\ﬂ\e‘:z\sc Trial roles as

Trainer, Learner, Observer

15



Thwe hanh ky nang quan sat

. Vi du thuc hanh — Lam den panel
. Xac dinh cac buédc quan trong

e Quan sat cac diém Key Points

e CS thé sir dung job breakdown dé thiét ké khéng
gian lam viéc, cAn bang dong va phat hién cac van
dé vé thiét ké va quy trinh san pham



Bwdc 6 — Dao tao va quan sat két qua

Ba cau hoi
Kiém tra nhu céu
ctia Huwdng dan
cong viéc

Pao tao “Cach
tot nhat”

JOB INSTRUCTION

Prepare for Instruction
Before instructing people on how to do a job:

1. PREPARE AN ACTION PLAN
Identify skill deficits
Check out: New appointment, transfer, temporary
absences, resignations, promotions, accidents,
mistakes, damage to equipment, excessive time
faken, low output, attitudes, etc.

Define objective:
Who is to be trained ...
What skill is to be trained ...
When training is to be completed ..

Select Coaching Units: Break down job into small
units, identify problematic units, and continue
breaking down till unit can be taught in less than
15 minutes.

2. BREAK DOWN THE JOB
Define Coaching Units
List Important Steps
Pick out Key Points and Reasons Why
Safety is always a Key Point

3. HAVE EVERYTHING READY
Have the right equipment, tools, materials, and
supplies.
Everything needed to instruct.

4. ARRANGE THE WORK AREA
Just as in actual working conditions; how the
employee is expected to keep it.

DO A DRY RUN FIRST

JOB INSTRUCTION
Deliver the Instruction

STEP 1 - PREPARE THE LEARNER
Put the person at ease
State the job
Find out what the person already knows
Get the person interested in learning the job
Put the person in correct position

STEP 2 - PRESENT THE OPERATION
Tell, show and illustrate — one Important Step at a
time
Do it again - stress Key Points and Reasons Why
Instruct clearly, completely, and patiently, giving no
more than they can master at one time

STEP 3 - TRY OUT PERFORMANCE
Have the person do the job - stating Important
Steps — correct for errors
Have the person do the job again — explaining Key
Points and Reasons Why
Make sure the person understands
Continue until YOU know THEY know

STEP 4 - FOLLOW UP
Put the person on their own
Designate to whom they to go to for help
Check frequently
Encourage questions
Taper off extra coaching and close follow up

IF THE PERSON HASN'T LEARNED,
THE INSTRUCTOR HASN'T TAUGHT

T esla?, |nc.

Discoversy Schtara wih Poogle”

Ban c6 quy trinh khong?
(Bang Job Breakdown)

Ban co theo kip
quy trinh
khéng?

Quy trinh c6 kha nang
hay khong?

30



Chia nho cong viéc phirc tap

BESERNE SEATS The unvts » “Resaerve Seats” sare as 000wy

Ban sé dao tao ai? T
Cong viéc giang day la gi? —
Khi nao ho sé duwoc dao tao? s

6 3 Backgrouna \moweaos
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Lam thé nao moét trwdng nhom ‘
hoac giam sat vién sé xac dinh — | == ~ U
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Huwdng dan cong viéc — Chuan b

Budc 1. C6 mot thoi khda biéu dao tao

Day la bang thoi gian dao tao nang
cao cO thé phdn dnh mirc d6 ky
ndng cia moi ngudi

Il |- :
1 5
- = |z g
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Huwdng dan cong viéc — Cach dao tao

Chué’n bi cho ngu‘c‘yi hoc... Ban d3 thuc hanh k§ ndng ban hang ciia minh chua?
. ' Giup ho quan tdm dén thi&r nghiém cda ban.

Ban d3 thuc hanh thu thap thong tin, nhirng gi ban mudn moi nguoi
lam. Ban sé& phai lam diéu nay khi ban bat dau thuc hién thay déi.

Trinh bay hoat dong...

Diéu nay cling giong nhu thywe hién cac thi nghiém nhé ... Thi, quan
sat, stra chita hoac tiép tuc ...

Tht nghiém...

Ban cé ké hoach quan sat vé thir nghiém cia minh. Ban cé dwoc
Theo doi... nhi*ng ngwdi lién quan dé ho cdm thay thoadi mai khi dwa ra phan hoi

) ) Ban dd hoc duworc cdch lam nhi¥ng thi cd kich thudc can.
Tong két... Ddo tao la gia tdng, vi vay Id qud trinh cdi tién.




Xac dinh muc tiéu

e Khung muc tiéu cé thé dat dwoc rd rang

e Muc tiéu thi khac vdi van dé hién tai.
e Muc tiéu tai day chuyén phu hop véi muc tiéu ciia doanh
nghiép.

e Chung thwong giai quyét phan nhd cda van dé.
e Lién quan dén cac hoat dong

e Cac muc tiéu ngoai su diéu khién sé bi bd qua.

Nhém truwdng hodc chuyén gia sé sir dung Hwéng dan cdng viéc dao
tao dé gidi quyét van dé va dat duoc muc tiéu cla to chirc.



Specific
When, Why, Which

Define the goal as much
&5 possible with no
ambiguous language.

WHO is involved, WHAT
do | want to accomplish,
WHERE will it be done,
WHY am | daing this
(reasons, purpose),
WHICH constraints /
requirements do | have?

Measurable
From and To

Can you track the
progress and measure
the outcome?

How much, how many,
how will | know when
my goal is
sccomplished?

Attainable

How

Is the goal reasonable
enough to be
accomplished? How s0?

Make sure the goal is
not out of reach or
below standard
performance

Relevant
Worthwhile

Is the goal worthwhile
and will it meet your
needs?

Is each goal consistent
with other goals you
have established and
fits with your
immediate and long
term plans?

When

Your objective should
include a time limit. "I
will complete this step
by month/day/year.”

It will establish a sense

of urgency and prompt

you to have better time
management.




Bwéc 7 — Cai thién tiéu chuan

Pé cai tién yéu cau ban phai khong thda man vai két qua cla van dé hién tai

“Cach tét nhat” DPao tao cong nhan

Con nguoi
— JI + JI ;
. 2 1 2 Th t
- €0 sa

Phat hién

Liét ké hoat dong van dé

JR,
JMl '—--—--—--—--—--—--—-.\
\\ Tht» nghiém Huan luyén
Rao can +Van dé Tim sw kién +
Phwong phap giai !
quyeét Quy trinh ,’ +
1
Pha v& hién t ‘
\ 2
a vo nien rang ' Phat trién y ' Co6ng nhan +
\ twéng /’ Thwc hién
- 7
N

e —-



McDonald's "Speedee System”

The beginning of "fast food”

https://www.youtube.com/watch?v=t--nPZLDFOU&feature=youtu.be https://www.youtube.com/watch?v=jTageuhPfAM&feature=youtu.be

The system at work. Designing the system.


https://www.youtube.com/watch?v=t--nPZLDFOU&feature=youtu.be
https://www.youtube.com/watch?v=jTageuhPfAM&feature=youtu.be

Loai bo rao can va khd khan

Day it nhat

St dung nhiéu nhat

Co gia tri nhat

How to Improve JOB METHODS

Step 1: SELECT PROBLEM

Clanty cbecives « focus of efort

Explore. Hedvy of unpheasant work, work diskiad by
OPErEIoes. NOGd for MOMe Produclion, S1a shortige,
criical matorials, haraedous work

Got help 30 consent of axpernts if possitie

Breakoown 0D no sealier unas

Selec! approprate unit Sor Improvement

Step 2 . BREAK DOWN the job.

Lisd the Activities of ihe job.

List Snags and Difficulties f%or each Acowity
Defays, awkoward movenment, dstance 1 wak,
Aan0ers, uNpleasant task Qualty, wastes, ok

Be wure Actvity Inchudes
Matonal Handing, Maching and Hang Work,
Doy, Inspection, Teansport, and Siorage.

Select kiry actvibes 10 Improve

Step 3 - EXAMINE and CHALLENGE the koy activites.
Corsider the Sollowing 1o betler understand
Purpose: WHAT is achieved? WHY s it
NECEssary? WHAT @lse COULD be cone?
Place: WHERE is £ cone? WHY there? WHERE
oise COULD 1t be cone?
Sequence: WHEN s  done? WHY hen? WHEN
50 COULD it be done?
Persoa: WHO does 11?7 WHY Bt person? WHO
eise COULD co &7
Means: HOW &5 it don? WHY that way? HOW else
COULD 2 be dom?

Queston snags and Affculies with the purpose of
i ahmnaton
Get Al appeec iadon of present method
Gat a flow of 190as and koep £ flowing
Note 3l ideas for aach key achwty on Challenge Sheet

Step 4 - DEVELOP A Better Method
ELIMINATE unnecessary dotals
COMEBINE detais when pracical
REARRANGE for Dattar sequance
SIMPLIFY 31 necessary detals

Use hents 0 back of chaienge sheet
Use your ieas for all ey actvitos
Make the work easier and safer,
Work oul your ides with others.
Try out oaw method, If it 30es not meet CDNCIveS,
Soviop a Doftter I5ea
Withe up yOur proposed néw method

$tep 5 - INTRODUCE e naw metnod

Sell your proposa 10 your manager,

Sell the new method 1o the operators.

Get final apgroval of all concermed on Safety,
Quality, Quaatity, and Cost.

Put new method 10 work by training pecple on new
meihod

Chock resuits of method change

Give crodit whese oo

THERE IS ALWAYS A BETTER METHOD

Tesla?, |ne.

Tndowrry Sohtorn wih Peook”

Kaizen hGu hét moi nguoi hiéu la “Lean”

Truwc quan hoa
cong viéc
Giam thiét lap

So d6 chudi gia tri

Kanban
5-S
Poka-Yoke
Cells
Layout



Cai nao la diéu co ban dé thach thdc?

Giadi quyét:

Rao can hé thong
Van dé vé Nang suat hodc Chat luong
Trinh tw dao nguo'c (bét dau tai diém cudi day chuyén)

“Low Hanging Fruit”- Nhitng viéc dé dang thuc hién duorc

Hodc, khong giadi quyét van deé trén...



Khong chi la quy trinh don lé

Layout
Lay dung cu, ban thanh pham,
nguyén vat liéu '
Logistics
Thong tin (truyén thong tin)
Can bang nhan lyc

Pong bd hda

NOi dung cong viéc

Toi wu lao dong

Ban cd thé xem xét bat ky th gi lién quan dén quy trinh



Danh sach cac van dé mong mudn
1. Nhirng van dé ma ngudi cdng nhan mudn giai quyét

Nhirng y twdng ma ngudi cdng nhan dé nghij dé gidi quyét van dé

2. Nhitrng van dé ban chu y trong su6t qua trinh quan sat
Nhitng v twdng ban nght cé thé cdi tién quy trinh
3. Nhitrng van dé trong khi tao bang Job Breakdown
Nhitng v twdng ban nghi cé thé gidi quyét nhirng van dé nay
Chi la diém bat dau...

iNéu ban phai hoi khdch hang cdéi ho mudn, ho sé néi ho cén “con nguwa nhanh hon”
- Henry Ford -



Cai tién quy trinh = Giai quyét van dé

Ohno’s 3-M’s

Muda Murg Muri
Vo ich Khéng dong déu Khéng hop ly
N Kham pha cac dau hiéu gay gian doan dong chay

,\ \ ,.\
“Learning to See”
exercise



N

Ban dang cai tién gi? Ban d3 nd luc dé:

Cang vigctao giatri P Tan chi phiva tang
) Syoutie gia thanh
Buoc :

chuyén dgi Viegcde do vatkem

Chong chatvigéc

Cong viec
phu khang

can thigt Timkigmdg vat

D& ba ban thanh 7 ling
pham
- phi D chuyen cackhay
Cac viécxung quang Cong viec sang cong doan kétigp

(Cong nhén sira chira khang tacgia tri

van d& chat ong va
may mac)

Bibd ) .
' Mot phan cia Lean 13 logi
bo nhirng wat khdng can

Lam lai— S&p x&p Bac gailai st

Pé cung cap san pham hodc dich vu mot cach hiéu qud va hiéu qud cho khach hang.
Lean khéng phai la vé lam viéc cham chi hon hodc nhanh hon.



Hwéng dan cho hanh dong

Mot HOAT PONG a:

e Moith don le duoc hoan thanh Ban co thé quan sat nhiéu

* Vanhanh cong viéc hon khéng

* Kiem tra

 Van chuyén Khiém khuyét va khé khan:

 Luwukho

* Huy bo Vi du nhu:

Né&u ban gitip dé tim cac hoat dong néu ban nghi vé cac Nhirng hdu qua cda viec hiy bo

o _ Di chuyén bat tién

mat lsau' Khodng cach di chuyén

* Lay hoac dat tam thoi Tam véi

« Hoat dong SAN SANG Nhirng nguy hiém. o
s ., o L Nhirng cong viéc khong thoai mai

* Xurly hoac kIeAr,n tra . Chat luvgng bi anh hudng

* Hoat dong MAU CHOT L3ng phi,...

Khu vuc tam thoi hodc khu vue cudi cung
Hoat dong TRA VE



Hié°u Va Théch thirc

CAl GI O DAU KHI NAO BANG CACH NAO
bat duoc cai gi? Hoan thanh & dau? Khi nao hoan thanh? Ali hoan thanh? Hoan thanh?

N6 cé CAN THIET khong? C6 phai la céch t6t hon?
CAl Gi ciing €O CO THE hoan thanh O KHI NAO nita Al nita CO THE BANG CACH NAO
THE hoan thanh? DAU nira? CO THE hoan thanh?  hoan thanh? nita CO THE
hoan thanh?

Chac chan bao gdm chi tiét “san sang” nhu chi tiét “tra vé”

Ban khdng thé cd thach thirc Kiéu qua trir khi ban hiéu vé né.



Activity you are

challenging

L > )
) ML

&

A

by Do

" earning ¥

Muda - Mura - Muri

Key

Challenge Sheet

Activity: Date

UNDERSTAND - DEFINE

QUESTION

Ideas for a BETTER way:

PURP
OSE:

WHAT is achieved?

WHY is it necessary’

WHAT also COULD be done?

PLACE

WHERE is it done™

\WHY there?

WHERE else COULD it be done?

SE

Qu
EN
CE:

WHEN is it done'”

WHY then’

WHEN else COULD it be done?

N:

PERSOJWHO should do it?

WHY that person?

WHO else COULD do it

MEAN

HOW is it done?

WHY that way?

HOW else COULD it be done’




ol\,

Bang chirng can thiét

e Taisao nd lai cdn thiét?

e NéEu ban khéng thé tra |01, ban cd thé can dao sau hon véi 5-Whys dé hiéu
tai sao nhirng chi tiét dugc hoan thanh trong noi dau tién. Nguyén nhan tai
sao €O thé co nguyén nhan dac biét trong qua kh, nhung hovan tleﬁ_’guc quy
trinh sau khi nguyén nhan tai'sao bién mat. Khi nghi ngd, 1am thir nghiém va
xem cai gi dang xay ra khi ban bo qua chi tiét nao do.

e Loai b&t nhirng chi tiét, cac budc, cac hoat dong,... khdng can thiét.

e Muc dich cua nd La gi?

o Dat duoc cdi gi? Cai gi khac cd thé dwoc hoan thanh?

e NEu ban cé nguyén nhan tai sao, sau do6 hiéu muc dich. Khi ban hiéu muyc
dich, thi ban c6 thé xem xét cac phwong phap khac dé dat dwoc hiéu qua
thu’dng?dU'O'ng. Ban c6 thé lam no dé hon, don gian hon, nhanh hon, re

on,...: \ , o
 Duwnglam nhirng gi khong can thiét, quan sat xung quanh cach nhirng van dé
tkl_rpn tuw khac duoc giai quyét. (Google va Youtube la noi tuyét voi cho tim
iém.

o Kiém tra la can thi€t gép phan to I&n cho viéc Giam bét cic budc, hodc danh

sach “Cong viéc dung



Layout/Trinh tu

Airbusassembly line =
e Nénlam viéc dé O déu? Lotus assembly line

* Taisao lai la noi d4? Con cd chod nao cd thé lam viéc dé duoc nira khong?

e C6 bat ky rang budc nao ma yéu cau cé budce dac trung dé hoan thanh trong khu vuece riéng biét
khong?

* Vidu, may ép yéu cau su thiét |1ap dac biét dugc biét 1ap véi khu vue xung quanh.
e Nhirng cong doan son I&n yéu cau cd mdy thoi cAm tay cd Ién va hé théng phong chdy.
e Nénlam viéc do Khi nao?

e Taisao laila thoi diém dé? Con cd thoi diém khaco cd thé [am viéec d6 duoc nita khéng?

« Cau hoi nay sé& giip ban phat trién sy hiéu biét, liéu chi tiét nay cé tuan theo mot chudi nhat
dinh dé lam viéc hay khéng. Mot sb chi tiét can dua trén thoi gian, vi vay s& khé di chuyén vi tri
hay trinh tw ctia ching. V&i nhitng chi tiét linh hoat, ching ta cé thé si&r dung ching dé gitp can
bang ndi dung céng viéc.

e Vidu. ban cé budc quy trinh ma ¢ chu ky thoi gian khéng st dung, ban cd thé di chuyén
cong doan nay dé gilp can bang viéc tot hon khong?




Layout — Cach ban st dung khong gian lam viéc

High

ﬁ

Priority for working space

Low

PAST

How often you have used
the item in the past

TODAY

RLY

FUTURE

IN WORK
AREA
18
EKLY
NEAR WORK
AREA
MONTHLY
QUARTERLY
IN STORAGE
AREA
YEARLY
DO You REALLY
LONGER THAN A YEAR NEED Thes?

Probability that you will
use the item in the future

Sudgestions
for layout
L=

“
L




1949 - Kho trung gian (vi tri lwu trir thw

cap)

1965 - Kanban duoc thong qua dé dat hang
cac bd phan bén ngoai, hé thdng cung cap
100%, bat dau day hé théng cho cac chi

nhanh Toyota

e
-
-
-
g
——————

EEEEEREN S

e
-
-
-
-
-
-

Layout

1950 - DAy chuyén gia cong va lap rap duoc dong bd hda -

diéu khién truc quan va hé théng andon dugc dp dung

trong |3p rap dong co I y

1962 - kanban thdng qua cong ty (gia ow where you ain,
N . s i . where you can't

cong, ren, lap rap co thé, vv) - Taiichi Ohno

1953 - supermarket system

Wmmmmmn. inmachine shop Line
A mmmma S Khach hang
i _ Line |
' ’," Apmms’ supermarket

&
5

v Kanban la hé th6ng ma ban
trién khai & noi ban khéng thé
tao lubng



Pon gian hoa

* Aild nguwoi gidi nhdt dé lam viéc nay?

e Ailam viéc nay? Tai sai la ngudi dé? Cé ai khac cé thé lam khdng?

e Nhitng ciu hdi nay cd thé gitp phat hién ra cdi ban dang dao tao yéu néu cé mét
ngudi gidi nhat, hodc néu nguodi dé la tot hon ca so vai nhirng nguoi khac.

e NE&u ban chi cé mot ngudi cé thé lam viéc nay, hay lam lai Job Breakdown va tim ra
diém mau chdt ma ho l1am tét hon. Thém nhirng diém mau chét nay vao JBS va dao
tao lai n€u nd cai tién trinh do k§ ndng cta cong nhan.

* NE&u ky ndng dé khé dé tré thanh thanh thuc, hiéu tai sao lai nhw thé. Chi tiét nay
lam chung khé thuwc hién? Ban cé thé lam diéu gi d€ cong viéc trd nén dé dang hon?

e Cdch tét nhat duwoc Lam nhw thé nao?

* Lam nhu thé nao? Tai sao la cdch nay? C6 thé lam bang cach khac dwoc khong?

* DPurng lam nhirng gi khdng can thiét, quan sat nhirng nguoi khac giai quyét van de,
hodc cac van dé twong tu. Ban cé thé sir dung y tudng clia ho khéng?




4

Buwdc 8 — Phat trién y twong

Qua trinh thach thire sé kich hoat tat ca cac y twong.
Chac chan rang ban phat trién nhiéu y twéng, it nhat [a 3 y twdng cd thé; ECRS (Gidm bat,
K&t hop, Sap xép lai, Pon gian) 1a mot dé nghi cai tién trinh tu.

Giai phap dé xuat sé gilp cho dong chay khéng?

Giai phap sé khién cong viéc don gian hon hodc an toan hon khong?

Vong dau tién cha y twong thuc ra la cac du doan, tham chi ban la mot chuyén gia.



CA hon mét cach dé hoan thanh mot cong viéc

Thach thirc ban than tim ra it nhat 5 cach tot nhat dé gidi quyét van dé



Phat trién cac y tudng cung vdi cac thir nghiém

Trwdce khi ban mua thiét bi, kiém tra y twdng véi thung bia carton va bang dinh




.?.

Bat dau vdi nhirng gidi phap don gian

Phwong phap giai qu}'ét van dé

RI Birng han ché giai phap co
thé bdi viéc bat 3u bang
] nhirng thir phircta
b-Sigma e g
(Phwong phap
s -
Muc tiéu |3 gidi thong ké)
guyetnhanh chong
nhirngwvdndétrong Lean
vongithon 24 gid. (Nguyén tic dong chay)

Ky nang TWI Ly thuyét vérang buéc
y (Tw duy hé thong)

gy Y thitc chung
(Sau khi ban co cac swkién)

Trinh tir sir dung: bat dan tr dav thap va lam dan lan

Co gang cho mot giai phap don gian nhat co the, nhime dime la neroi don gian. ~ Einstain



Chi nhé nhirng van dé phurc tap

Bat dau thao g& tir cd hai dau

Pao tao con nguoi

Thiét ké sdn phdm Quy trinh tiéu chuan

i Layout
lieBkeimay Dung cu va Khuon ga

Nhirng van dé phirc tap thuong duoc xem nhu l1a nhitng dau hiéu chung véi nhiéu nguon.
H3y biét rang ban cé thé giai quyét da van dé, khéng phai Ia mot nguyén nhan don |é.



Thanh tich Budc 13p #5
N

Chu ky cai tién Budc lap #4

Buwoc lap #3
Hau hét cac hé thdng yéu ciu tir 5
dén 6 chu ky cai tién dé dat dén

dwoc thanh tich cao nhéat

Buwéc lap #2

Buwéce lap #1

Thoi gian

v



Nguyén nhan tai sao can ap dung 5-S

Cap do 3

Gilp ngwéi giam sat giai quyét van dé
e Hé thdng thanh thuc
__Be lam ro cac bat thirong

Capdd 2:

ot & Owgarilne ® Clean
A M:'_i,rﬁ Z.'.:.:"-.!:': ..;-. L l_,r'!I I{h_». a . & Ij:-rlj-u |-| I_I .
f‘*"u:.gﬁ fogorapy C8) 1T ien cong viec de dang hon cho moi
o S[NNN B a S Fhat trién hé thang
» Samdardioe| ) Hurceng dan cong viec (J1) + Phuwong
——

phap lam viéc (JM) (Kaizen)

Cap dé 1:

Viéc don dep co ban Tim ra nguyén tac clia hé thong

D& nhin théy dong chay



Buwéd'c 9 — Can nhac cac giai phdp kha thi dé dua

ra quyét dinh

“Cach tbt nhat” Dao tao cong nhan
Con nguoi
i ‘Jll + J|2 Theo sat
Phat hién /
Liét ké hoat dong van da
IR,
IM, |
. RN ~, Huén luyén
Thach thirc y Th nghiém S -
Rao can +Van dé Tim sy kién +

\
.+

Phat trién y X Céng nhan +
twdong N Thyc hién //

L4

Phwong phap
giai quyet Quy trinh

Ban cé thé tradi qua nhiéu lan thr thach, phat trién y twdng, thlr nghiém, danh gia ...

nhiéu y twdng hon



Chon y tudng dé kiém tra

Ban sé& chon y tuwdng nao dé kiém tra?

e Y twdng cd veé sé thanh cong nhat?

e Y tuwdng cd it thir nghiém phai lam nhat?

* Y tuwdng dé nhat hodc don gian nhat?

e Y tuwdng s8 giup ngwdi cong nhan nhat?

e Y tuwdng s& giip nhdm nhat?

e Y tudng s& gilp td chirc nhat?

Hodc ban s& tap trung kiém tra y twéng chua dwoc biét nhiéu nhat?
 Panh gia duv doan.






Buwdc 10 — Thiét ké thir nghiém

Pirng ap dung y twong ma chwa danh gia cho du né hoat dong nhu
ban nghi no sé thuy hién.
Khi ban thiét ké th&r nghiém dé danh gid y twdng, nd bao gom
nhitng két qua du kién.

Ban phai tuyén bd, “Néu ching ta lam “X”, thi sé dat “Y”.”

Nhirng két qua khéng mong doi sé tao co hdi cho ban hoc.
Bao nhiéu kiém tra, trong bao lau. Cai gi ho tro néu can, ...



N

Phat trién thi nghiém

Thi nghiém d3au tién. Th&t nghiém th& hai, dong chay Thi nghiém th& ba mang lai
muot hon mot chat, nhung chua mot bo cuc tét hon.
dwoc nhw mong doi.

McDonald thi nghiém dé phat trién hé thong
ctia ho trudc khi xay dwng bat ky thiét bi nao.



Ghi lai thi nghiém

Experiment Record

Investigator: Process:
Team: Date:
Problem (symptoms):

Kiém tra cac y twdng cha ban

"First we guess...”

(Idea) If we do...

Then we expect...

K I é m tra Ca’ C p h 6 n g d‘o a’ n C 0 a ba n mmental Design: (Site, duration, vanables, procedure, resources needed)

When
How many trials

Resources used:

Results (success or failure) Impact on process:

Impact on system: (downstream
processes and/or customer

https://www.youtube.com/watch?v=0L6-xOmodwY

Approved by: Reviewed by:



https://www.youtube.com/watch?v=OL6-x0modwY

Bwdc 11 — Danh gia
Thtr nghiém cua ban cé dat muc tiéu khong?
Néu cd, phat trién mot tiéu chuan mdi (Bwdc 5), dao tao moi
ngudi tiéu chudn mai nay (Budc 6), sau d6 thuc hién cai tién.

Néu khong, ban hoc dugc gi?
Ban cd can quay lai budc 8 — Phat trién y tudng?
Hay quay lai buwdc 7 — Thach thic?
Hay tham chi quay lai budc 3 (Nguyén nhan goc ré - 5-Whys), sau
do lai thach thie quy trinh.



Worksheet so sanh

This is for the internal team

JM Comparlson Worksheet Current Method Proposed Method

Eugerv\sor
ate:

Cac két qua co

tot khong?

rrrrrrrrr

Ban cé can phai

Notes:

the thém cdc y

I"z twong khdc

khong


http://www.Tesla2.com

&fd {

{

" Leak‘n\ng

Ppé xuat phuwong phap moai

S RIETIO - PrreRAl Comparison of existing and proposed method
To: Date: Current Method Proposed Method L
o S Pua phuong phap
Operation: .
iing is my pi for the method for doing this work: e
ield 7 e ~
maoi cho nhirng
\ : Operations
” y ‘ [Transportation
o - s \ e | N
gL , nguoi lién quan
nspection
" N
by DoINS ,
[Cost
= Supporting documents for Job Methods Proposal , A ,
> Job ethods Aty Shet Trong cac cong ty lon
Credit is due to: for helping with this improvement o Job Methods Challenge Sheets s ~ A .
Aoproned o i & Date: o Job Methods new method sheet hdn, ban CO the Can ghl
o Job Methods Comparison Sheet . 7 . A .~
o Charts, graphs, measurements, layout plans, etc. Ia I S L_f k h a C b I et gl U"a
o Experiment Sheets Ve ~ \
o Job Instruction Breakdown (JBS) for new method p h U’dn g p h a p go C Va
www.Tesla2.com Vé A
phuvong phap dugc dé

Xuat.


http://www.Tesla2.com

Bwd'c 12 — Chon van dé tiép theo

Where You Want to Be

“Grow people to build
adaptive production systems
that create value.”

Instruction

INPUTS 1 PROCESS OUTPUTS

Problem
e Where You Are

Quay lai buwdc 1 va xem lai danh sach van dé dé giai quyét.
(Dam bao danh sach nay luén dwoc cap nhat.)



