AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

B6 cong cu phan tich nguyén nhan goc
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Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

L6i son bong ba lan trong ba thang: xtr ly sai chd, dat hon xtv ly thiéu

M6t xwdng ndi that xuat khdu & Binh Dwong tirng gép 16i "son mat ti bong rép" — va x& ly rat... nhanh: phé binh
td son, son lai, giao hang. Thang sau 16i tai phat, hop I&n hon, phé binh I&n hon, son lai nhiéu hon. Thang th ba
16i quay tré lai dung chd cii. Téng thiét hai ba dot: 96 triéu déng tién son lai, hai 16 giao tré va mot birc thw canh
bao chéat lwong tir khach Nhat. Khi t6i ngdi lai phan tich cung ho, cau trd I&i khién moi ngudi im 1&ng: ba 1an xi Iy,
khéng mot lan nao di qua xa hon cau "céng nhan lam cdu thd" — tic 14 x& ly & 16p triéu ching, trong khi nguyén
nhan that nam & tang quy trinh, chwa tirng bi cham t&i.

B& cdng cu nay di kém SOP SOP-TM-5853 — Ghi nhan va quy 16i vé nguyén nhan gbc (root cause) cho nganh
san xuét noi that / co kh, xay dwng ky luat phan tich 5 Whys + CAPA dé& méi 16i chi dwoc phép xay ra mot 1an.

Vi sao "tim ngwei sai” luén ré hon "tim nguyén nhan" — va luén dat hon
vé sau

Khi ¢6 16i, phan xa ctia hau hét xwéng la truy trach nhiém ca nhan: ai lam, phé binh nguwdi do, xong. Phan xa dé ré
ngay ltc d6 nhwng dat vé sau, vi nguyén nhan hé théng (thiét bi, quy trinh, dao tao, vat tw) van nguyén ven — I6i
chi cho dip tiép theo. Nguyén nhan gbc thuwéng ndm trong mét trong nam nhém 5M : Man (con nguwdi), Machine
(thiét bi), Method (quy trinh), Material (vat tw), Measurement (do lwéong). Ky luat cét 16i ciia phan tich nguyén nhan

goc:

- Dirng & "con ngudi" 1a dirng & gitra dwdng: "tho son lam au" chwa phai nguyén nhan gbc — phai héi tiép:
vi sao quy trinh cho phép lam du ma khéng bi chan? Vi sao dao tao chwa di ma van duoc giao viéc doc 1ap?

- Nguyén nhan gbc phai trd vao th& quan tri dwoc: quy trinh, lich bao tri, tiéu chuén vat tw, chwong trinh dao
tao — nhirng thr c6 thé stra béng van ban va kiém tra dwoc. "Nhic nhé moi nguwdi can than hon" khéng phai
hanh dong stra gdc.

- M&i nguyén nhan gbc phai kém CAPA: hanh ddng khac phuc (stra phan d& héng) va hanh dong phong
nglra (chan tai phat) — mét trong hai thiéu, phan tich coi nhw chwa xong.

Chubdi 5 Whys cua 16i "son mat ti bong rop"Van dé: Son mét ti bong rép & 16 giao thang 7Triéu chirng nhin thay
— noi moi x& ly voi vang drng laiwhy 1 — Vi sao bong? Lép 16t chwa khd da phi 16p mé&t.Xd ly tAng nay: nhéc
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tho' chér khé — tai phat nhw thwongWhy 2 — Vi sao chwa khd? Thoi gian sy bi rat ngan tir 6h xubng 4h.Why 3
— Vi sao rat ngédn? Ca 2 chi c6 2 quat sdy cho 3 booth.Why 4 — Vi sao thiéu quat? Phiéu cip quat bao tri xt ly 6
ngay khéng cé han mirc.Why 5 — Vi sao chdm? Quy trinh bao tri khdng phan loai mirc wu tién theo tac ddng san
xuét.Triéu chirngNgudi (Man)May + con nguoiThiét bi (Machine)Quy trinh (Method)GOC: Quy trinhHinh 1 — Pao
sau 5 tang ma&i cham géc: mdi tAng dirng sé&m | mét 1an tai phat trong twong lai

Bo6 cong cu di kem SOP-TM-5853: 6 biéu mau, dung ding lic

1 B6 ma nguyén nhan | Khi khéi tao (ra lai | QC + san xuét B& méa chung chung
5M mdi n&m) ("I6i  khac") chiém
qua nta phiéu —
phan tich Pareto sau

do vo nghia
2 Phiéu bao 16i M6i 16i, tai chd phat | Ngwdi  phat  hién | Bao cubi ca "hém
sinh (moi nhéan vién) nay cé 5 I6i" — mét

nglr canh cong
doan, lénh, thoi

diém
3 Template 5 Whys M6i 16i trong yéu Trwdng bd phan | Khai 5 Whys cho co:
phat sinh cac why nhady tang,

khong héi tiép tir cau
tra loi trwéc

4 Phiéu CAPA M&i phan tich hoan | QC téng hop, GD sx | C6 hanh  dong
tat duyét nhung khéng nguoi
nhan, khéng han —
CAPA treo vb han

5 Bang theo d&i tai | Mbiky QC Chi theo d&i 16i mai,
phat khong quay lai kiém
chirng CAPA ci co
hiéu lyc khéng

6 Pareto nguyén nhan | Hang thang Giam dbc san xuét Pareto theo loai 16i
gbc (trieu chrng) thay vi
nguyén nhan géc —
danh trung nhanh
sai cay

Template di¥ liéu chudn gdm: ma 16i, ma nguyén nhan 5M (géc so bd va ban cubi), cong doan/lénh phat sinh, két
luan 5 Whys, hanh déng CAPA (kh&c phuc + phong ngtra), trang thai tai phat — sau cot nay da dé vira phan tich
vira kiém chirng sau cai thién.
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Quy trinh 5 bwéc: tir phiéu bao 16i dén kiém chirng tai phat

1B&o 16itai chdTrong 15 phutkém &nh + méa lénh2Phan loaitheo 5M so bdTrong ngaylLéi trong yéu — 5
Whys3Phan tich5 WhysTrong 48hNhém lién nganh, khéng solo4CAPAco ngwdi + hanKhéc phuc + phong
ngraDuyét trwdc khi ddng phiéu5Kiém chirngtai phatSau 30-60 ngayTai phat = phan tich lai tr dauVong 18p khép
kin: 16i chi thuc sy "dong" khi kiém chiing 30 ngay khéng tai phatHinh 2 — Quy trinh 5 bwéc véi thdi han ré &
tirng mat xich

Buwdc 1 : nguwoi phat hién 18i ghi phiéu ngay tai chd, kém &nh va ma lénh — thong tin d& sau 15 phut da méat mot
ntra. Bwéc 2 : QC phan loai theo 5M so bd trong ngay; 18i trong yéu (thiét hai trén nguéng hoac tai phat) budc lén
5 Whys. Buwéc 3 : phan tich trong 48 gi®, theo nhém lién nganh (sén xuét + k§ thuat + QC), vi nguyén nhan lién
thiét bi thwdng nam gilra cac bé phan. Buwoc 4 : phiéu CAPA ghi hai loai hanh déng, méi hanh déng c6 mét ngudi
nhan va mét han cu thé. Bwéc 5 : sau 30-60 ngay, kiém chirng — néu 16i tai phat cung nguyén nhan gbc, coi nhw
phan tich trwéc sai va lam lai, khéng phai "chuyén binh thuwéng". Mot kinh nghiém té chire hop 5 Whys hiéu qua:
m&i dung ngwdi hién trwong — ngudi thao tadc may thwong tra 16i chinh xac hon ngudi quan ly mét tang, va bubi
hop chi can 30-45 phut véi template sdn; dai hon nghia la dang tranh luan thay vi dao sau.

Case study: phiéu CAPA cua 16i so'n bong cham dirt ba thang dat dé

Quay lai xwéng trong cau mé bai. Sau chudi 5 Whys nhw Hinh 1, phiéu CAPA dwoc lap véi cac hanh dong:

Khéc phuc Son lai 84 mat ta | Trwdng td son Ngay 5 Hoan thanh, khach
cta 16 thang 7 theo chap nhan
quy trinh chuan 6h
séy

Phong nglra Quy trinh bdo tri | Trwdng bdo tri Ngay 20 Ban hanh; phiéu cép
phan 3 mirc wu tién; quat trung binh 1,2
phiéu anh huéng ngay (trwdc: 6 ngay)
san xuat xi ly trong
24h

Phong nglra Mua thém 2 quat | Mua hang + quanca | Ngay 15 DU quat tr ngay 12;
sdy; checklist dau ca checklist ky 100% ca

2 kiém da 3 booth
trwde khi chay

Phong nglra Tieu chuédn nodi bo: | QC Ngay 10 Dan; 2 trwong hop vi
cadm phu I6p mat khi pham bi chan tai chd
I&p 16t chwa da gio bé&i checklist
sdy — in dan tai
booth

Két qua sau 60 ngay: ty 1& son bong tr 3,1% xubng 0,4%; thiét hai chat lwong thang giam t 32 triéu con 5 triéu.
Diéu dang ndéi nhat: tdng chi phi clia toan bo CAPA 1a 22 triéu (2 quat sdy + thdi gian hop + in 4n) — chwa bang
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mot phan tw thiét hai ctia MOT dot tai phat trwdc d6. Phan tich nguyén nhan gbc khéng dat; khdng phan tich mai
dat.

KPI theo doi: bén chi sé cta van héa "16i mot 1an”

Phan bd 18i theo 5M Ty trong gia tri thiét hai | Khong nhom nao > 50% | Nhém trdi = diém nghén
theo nhém nguyén nhan | haithang lién hé théng — dén ngudn cai
Man/Machine/Method/Mat thién dung chd

eria |/Measurement

Ty lé tai phat sau CAPA S6 16i 1ap cung nguyén | <5% Tai phat = CAPA kém chét
nhan gbc da co CAPA + lwong — bat budc phan
téng 16i tich lai, khéng phai nhéc

nhd lai

Gia tri thiét hai Téng chi phi 16i (stra lai + | Xu hwéng gidm lién tuc Tang béat thuong: soi
phé + tré giao) theo thang Pareto xem nguyén nhan

m&i hay tai phat ci

CAPA qua han chwa déng | S6 phiéu CAPA qua han | 0 Mbi phiéu treo 1a mot 1o
hoan thanh h&va v& voi chat lwong —
lén ban hop tuan

Checklist ky luat — bdn cau héi méi ky

- Moi 16i c6 ma nguyén nhan: khéng phiéu nao dwoc ghi "nguyén nhan: khac" qua 5% — ma "khac" la chd
trén tranh ctia phan tich nira voi.

- 5 Whys dung han véi 16i I&n: 16i trong yéu dwoc phan tich trong 48 gir — phan tich mudn mét ngiv canh,
mat nguoi chirng kién, mét gia tri.

- CAPA kiém chirng bang tai phat: phiéu CAPA chi dong khi qua ky kiém ching 30-60 ngay — khéng phai
khi hanh ddng "da lam roi".

- Pareto dan dét wu tién: cai thién thang nay nhdm nhdm nguyén nhan gbc chiém ty trong thiét hai Ién nhat
— khong nh&m 16i dé& stra nhat.

Tir phiéu giay Ién ERP: gi®i han cta cach lam tha céng

B6 cong cu chay tét bang phiéu gidy + bang Excel tdng hop khi xwéng dwéi 10 16i trong yéu méi thang va bd phan
QC co6 thoi gian dén ddc CAPA béng... chan. Ba d4u hiéu can nang cép lén ERP (Odoo Quality module quan
phiéu 16i, sw cb va hanh déng cai thién): (1) trén 30 phiéu 16i mdi thang va viéc téng hop tay &n méat hon nra ngay
mdi tuan; (2) CAPA thuwdng xuyén qua han vi khéng ai thdy dwoc ching dang treo; (3) can soi div liéu 16i theo
khach hang, cdng doan, may — nhirng lat cdt ma Excel bat diu i. Khi 1én hé théng, cac field chuan (ma 16i,
nguyé&n nhan 5M, cong doan, két luan, CAPA, tai phat) la chinh cac trwéng phan loai cé sdn, va Pareto hang
thang thanh dashboard séng. Diéu kién tién quyét toi ludn kiém tra trwdc khi trién khai: bd ma 16i va 5M da dwoc
ngwdi xwéng chap nhan dung that — hé théng héa mét bd ma ma chang ai chiu phan loai thi chi ra bao céo réng
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dep mét.

Loi "gan day nhat" 1a bai tap tot nhat

DPlrng doi dao tao chinh quy. L4y dung mét 16i dang néng trong tuan nay, goi 3 nguwdi lién quan, danh 30 phut khai
mot t& 5 Whys that — va kiém tra xem cau Why cudi cling ctia ban tré vao "ngwdi" hay vao "quy trinh". Néu né két
thiic & "nhac nhé anh em can than", ban vira tim ra ly do vi sao 16i d6 sé con quay lai.

B& biéu mau day dd (B6 ma nguyén nhan 5M, Phiéu bao 16i, Template 5 Whys, Phiéu CAPA, Bang theo dbi tai
phat, Pareto nguyén nhan gbc) dwoc phat kém trong SOP-TM-5853 — Ghi nhan va quy I6i vé nguyén nhan gbéc
(root cause) . Néu xwéng ban dang vat 16n véi 16i tai phat, ddi tw van Al-X s8n sang cung ban dao ngay mét chubi
5 Whys mau.
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Can bo SOP nay chay
trén hé thong thwc té?

Al-X thiét ké 16 trinh ERP & Al 90 ngay riéng cho doanh nghiép cta ban:
chuan héa di lieu — SOP sbé héa — dashboard diéu hanh.
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