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Trong nganh dét may va thoi trang Viét Nam, viéc cai tién quy trinh san xuét déng vai tro
quan trong trong viéc tao dwng loi thé canh tranh cho cac doanh nghiép. Nghién ctru nay
ap dung phwong phap phan tich Pareto d& xac dinh cac nguyén cong then chét anh
hwdng dén hiéu qua san xuat 4o so mi tai mot day chuyén may ctia Tdng céng ty May 10.
Dwa trén div liéu thuc t& va phan tich hién trang, cac giai phap cai tién da dwoc dé xuét
nham t6i wu hoa phan céng lao déng va can bang day chuyén. Két qua sau cai tién cho
thdy nang suét tang tir 98,24% I&n 100,05%, s6 cong nhan gidm t&r 43 con 42 nguwdi, va
chi sb can béng chuyén (SI) gidm tr 34,13% xubng 27,28%. Diéu nay khang dinh tinh
hiéu qua va kha ndng &ng dung thwc tién cao clia phwong phap trong cai tién quy trinh
san xuéat nganh dét may.

Phwong phap Pareto, 40 so mi, cai tién quy trinh.

In Vietnam’s Textile and Garment industry, production process improvement in general is
considered a crucial role in establishing sustainable competitive advantages for
enterprises. This study applies the Pareto analysis method to identify key operations that
significantly impact the production efficiency of shirt on a sewing line at Garment
Corporation 10. Based on actual production data and current-state analysis, improvement
solutions were proposed to optimize labor allocation and enhance line balancing. Post-
improvement results show that productivity increased from 98.24% to 100.05%, the
number of workers was reduced from 43 to 42, and the line balancing index (SI)
decreased from 34.13% to 27.28%. These outcomes demonstrate the effectiveness and
high practical applicability of the method in improving production processes within the
textile and garment industry.

areto method, Shirt, Improvement process.

1. GIOI THIEU

Cai tién san xuit 13 qud trinh nang cao hiéu
qua, chat luong va ning suét trong cac hoat
dong san xuat. Qua trinh nay khong chi bao
g@)m viéc nhan dién va loai bo nhiing diém
yéu, ma con tip trung vao viéc giam chi phi,
nang cao chat lugng san pham va tdi uu hoa
quy trinh 1am viéc. Cai tién san xuét mang lai
loi thé canh tranh rd rét cho cic doanh nghiép
dét may, nhat 13 trong bdi canh nén kinh té

phat trién manh m& va su canh tranh gay gt
tor cac thi truong quéc té. Piac biét, trong
nhiing nim gan day, ngudén nhan luc khong
con 1a wu thé 16n clia Viét Nam khi dbi mét
v6i tinh trang thiéu hut lao dong. Giai phap
bén vitng dé duy tri loi thé chinh 1a cai tién
san xudt, tir d6 tao ra hiéu qua kinh té, gitip
git chan nguoi lao dong va nang cao kha
nang canh tranh lau dai [1].

Pbi v6i nganh dét may, viéc cai tién quy trinh
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san xudt doi hoi sy nang cao hiéu qua & nhiéu
cong doan khac nhau, trong dé cai tién day
chuyén. Cac van d& chinh cin chi trong trong
viéc cai tién ddy chuyén may bao gom: t6
chtic cac cong doan san xuit, cach thirc quan
1y va phén chia cong viéc, bd tri mit bang
xuong, tay nghé cong nhan, ciing nhu hé
théng may moc va thiét bi sir dung. Tat ca cac
yéu t6 nay déu c6 mdi lién hé chit ché véi yéu
t6 thoi gian. Vi vay, viéc tdi uu hoa thoi gian
chinh 1a mét trong nhiing trong tdm quan
trong nhat trong qua trinh cai tién day chuyén
may.

Trong thyc té san xuit nganh may, viéc cai
tién doi khi dugc thyc hién khi hoat dong san
xuat dang dién ra. Viéc diéu chuyén, sip xép
lai vi tri cOng viéc trong qué trinh san xuét s&
gay lang phi thoi gian va anh hudng dén ning
suat. Bén canh d6, nhiing thay d6i nay thudng
xut phét tir kinh nghiém chu quan ctia ngudi
quan ly. Tir d6 dit ra yéu cau can tim ra mot
gidi phap mang tinh co s& c6 khd nang xac
dinh nhitng cong doan then chdt va du doan
trude nhitng van dé s& xay ra.

Vién dé cai tién day chuyén may da thu hut sy
quan tim cia nhiéu tic gia nghién ciru. Cac
van d& ma cac nha nghién ctru da dé cap dén
nhu ty dong héa trong day chuyén may [2],
san xuat tinh gon [3], t6i uu can bang chuyén
vo1 5 phuong phap [4], cai thién hiéu qua cua
day chuyén bang cach tdi wu hoa ty 1& cong
nhan va may moéc thiét bi [5]... Véi nghién
clru nay, tac gia mong mudn tap trung vio
viéc xac dinh nhimng van d& quan trong nhat
trong quy trinh san xuat, tr d6 uwu tién giai
quyét nhitng yéu t6 co6 tac dong 1on nhat, thay
vi 4p dung cac phuong phép cai tién tong thé.

Phuong phap Pareto hay quy luat 80/20 (quy
luat thiéu s6 quan trong va phan bd nhan td)
dugc nha tu tudong quan tri  doanh
nghiép Joseph M. Juran tim ra lan dau tién

nim 1897 va duoc phét trién vao nim 1941.
Quy lut nay cho ring trong nhiéu su kién,
khoang 80% két qua 1a do 20% nguyén nhan
gay ra [6]. M6 hinh Pareto nay duogc ap dung
trong nhiéu linh vuc nhu kinh doanh va san
xuat, marketing va ban hang, quan ly tai
chinh, quén 1y thoi gian...

Trong nghién ctru ndy, tic gia tién hanh
nghién ctru cai tién day chuyén may san phim
40 so mi nam vé&i ba ndi dung chinh. Pau tién
13 st dung phan tich Pareto dé tim ra cac
nguyén cong giy cac tic dong chi yéu dén
quy trinh san xuét san pham. Sy tac dong nay
dugc xem xét dua trén dinh muc thoi gian
thuc hién cua tung nguyén cong. Sau do, dua
ra dé xuat cai tién bang cach cn bang lai day
chuyén san xuat. Cudi cung tién hanh danh
gi4 cac chi s6 chuyén nham kiém tra lai hiéu
qua cai tién cia dé xuat trén.

2. POl TUONG, NOI DUNG VA PHUONG
PHAP NGHIEN clruU

D6i tugng nghién ctru: Bai bao tip trung
nghién ctru san pham 4o so mi nam co ban voi
ma san xuat S8§10829 trong quy trinh san xuat
tai Tong cong ty May 10.

Pé thyc hién cac ndi dung trong nghién ciru

nay, quy trinh tién hanh gém 6 budc nhu
hinh 1.

( Thu thap dir ligu )
v

( X1z 1y dir liéu )
v

( V& biéu dé Pareto )

( Phan tijh vén dé )
v

( Cai tién quy trinh )
)

( Kiém dinh két qua )

Hinh 1. Quy trinh thwc hién
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2.1. Phan tich Pareto
Buoc 1: Thu thdp dir liéu

Dir liéu vé don hang md hang 40 so mi cua
nha méy dugc thu thip bao gdm cac thong tin
sau: cac nguyén cong cong nghé (NCCN),
nguyén cong san xuit (NCSX) trong quy trinh
san xudt, thoi gian san xuét, thiét bi sir dung
va phan cong lao dong (bang 1). Qua vi¢c thu

thap thong tin tor Xi nghi¢p so mi Ha Noi
thudc Tong cong ty May 10, véi hinh thirc to
chuc lién hop nhém, dir liéu cho thiy day
chuyén san xuit 40 so mi nam dugc chia
thanh 3 cum, véi téng sd coéng nhan 1a 43
nguoi. Nhip san xuat dugc xac dinh 1a R = 53
gidy, v6i khodng dung sai cua nhip la
AR =09R -1,15.

Bang 1. Té chirc va phan céng lao déng ma hang 4o so' mi nam

Thoi | Thoi | Nhip | Sai | S6
NC | Ki | Nguyén cong cong nghé gian | gian | riéng | 1éch | cong Ghi chii
SX | hiéu (NCCN) NCCN | NCSX | R; | nhip | nhin
Ti(s) | T;(s) | (s) )
Nhom I: Thén truwdc + Théan sau + Tui
Al |Ep 2 than trudc 40
A2 |La gap nep clic 38
I | A4 |La gip nep khuyét 38 157 | 52,3 | -0,7| 3
Bl Lfl co 'nhan, cat may nhan 41
cau vai
2 | B2 |May chip cau vai va xép ly 59 59 59 | +6 1
C1 |Can, ké stra xung quanh tuai 42
3 P i 52 52 -1 1
C2 |La gap miéng tui 15
A5 |May nep khuyét 41
4 yIep TE st 51| 2 | 1
C3 |May mi miéng tui 10
A3 |Ghim nep clic 16 )
5 = . ; 63 63 | +10 1 Qua tai
B3 |Di€u cau vai sau 47
A6 |Dinh vi tai, vach sira hong c6 40 )
6 - : 77,00 | 38,5 |-14,5| 2 Non tai
C4 |La gap va sua tai 37
A7 |May dan tai 52
7 - : 105 | 52,5 | -0,5 2
B4 |La va stra cau vai 53
Nhém II: Thép tay + Ming séc + Co d0
D1 |La gép thép tay to 52
8 | D2 |La gép thép tay con 36 100 50 +3 2
El |Epcd 12
9 | D3 |May cap thép tay con 36 126 63 +10 2 Qua tai
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Thoi | Thoi | Nhip | Sai | S§
NC | Ki | Nguyén cong cong nghé gian | gian | riéng | 1éch | cong Ghi chii
SX | hiéu (NCCN) NCCN | NCSX | R; | nhip | nhin
Ti(s) | T;(s) | (s) ™)
D4 |May thép tay to 90
10 | E2 |May 16n ban c6 (c6 dao xén) | 51 51 51 | -1 1
F1 [May boc chan mang séc 21
11 100 50 -3 2
F2 |May Ion mang séc (c6 dao xén) 79
F3 |Sua 1on, 1a mang séc 91
12 | F4 |Stra chan mang séc 12 143 47.7 | -5,3 3
E3 |Stralon, la ban c6 40
13 | E4 |May diéu ban ¢ 40 40 40 | -13 | 1 Non tai
E5 |May stra chan ban ¢ 20
14 | E6 |Ghim mo ban cb 10 55 55 | 2 1
E7 |Sta va may boc chan ¢ 25
15 | E8 |May sua chéan va vao 3 14 56 56 56 +3 1
16 | E9 |Stralén, la chan cb 41 41 41 | -12 | 1 | Non tai
17 | E10 |May chin chan c6 2 duong 42 42 42 -11 1 Non tai
Nhém III: Lip rdp
18 | H1 |Chap vai con + 1on 52 52 52 | -1 1
H2 |May diéu vai con 24
19 — 169 56 +3 3
H3 |Tra mi c6 + cat dat nhan co 145
H4 |Tra tay 73 )
20 — 141 47 -6 3 Non tai
H5 [May diéu vong néach 68
H6 |Cit ghim 2 nhén st dung 15
21 — 100 50 -3 2
H7 |May suon, bung tay (cuon 6ng)| 85
HS8 |Tra mi ming séc xép ly 148
22 — 206 | 515 | -1,5 4
H9 |Dicu mang séc 58
23 | H10 |Stra may giu 4o cat datnhan | 62 62 62 | +9 1 Qua tai
H11 |Thua khuyét 70
24 | H12 |Lay dau va dinh cuc 71 186 | 62 | 49 3 Qua tai
H13 |Nhat chi hut xo 45
2239 43
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Buoc 2: Xu ly dir liéu

Quy trinh xur ly dit liéu nhu sau:

= Sip xép cac nguyén cong theo thir tu giam
dan thoi gian cong nghé.

= Xac dinh tich liy thoi gian cia nguyén
cong i.

Tich Iy = 3 Ti (1)
» Xac dinh % tich Illy ciia nguyén cong i so
v6i thoi gian gia cong san pham (v6i n
nguyén cong).

% Tich liiy = g; x100% )

Budc 3: Vé biéu dé Pareto

Biéu d6 Pareto dugc v& dua trén két qua xu Iy
dir liéu tai budce 2 bao gém 3 thanh phﬁn:

» Truc X thé hién cac NCCN. Trén truc X
gdm cac cot thé hién thoi gian cia cac nguyén
cong, dugc sap xép theo thir tur giam dan.

» Truc Y: Thé hién tan suét va gia tri dinh
muc thdi gian cia mdi nguyén cong.

= Duong tich liy thé hién ty 1¢ tich liy cua
cac nguyén cong, bat du tir nhom c6 ty 1& cao
nhat va cong don voi cac nhom tiép theo.

Buwoce 4: Phan tich Pareto Chart

Tur truc Y bén phai, vé mot dudng thang bat
dau tir vi tri 80% cho dén khi giao voi duong
tich liiy. Tai diém giao nhau cua hai duong,
tiép tuc v& mot duong thing vudng goc véi
truc X. Cac nguyén cong then chdt s& nim
phia bén trai ciia duong thang vira vé.

2.2. Cai tién tién quy trinh

Trén co s& xac dinh céc nguyén cong then
chét, tién hanh cai tién quy trinh san xuat
bang cach can bang lai day chuyén trén co s
dam bao cac thong sé ky thuat cua chuyén
may.

Nguyén tic khi phdi hop nguyén cong 1a wu
tién phdi hop sao cho nhip cua cic nguyén
cong then chdt khong qua tai, dong thoi van
tuan thu cac nguyén tic phdi hop va can dbéi
chuyén.
2.3. Kiém dinh két qua cai tién
Tién hanh so sanh két qua sau cai tién bang
cach danh gia cac chi tiéu cia chuyén may.
Céc chi tiu danh gia hiéu suit cin bang
chuyén:
= Hiéu suit can bang chuyén LE €
(98-102%)
LE = £ x 100% 3)
NXR
Trong do:
LE: Hiéu suat can bang chuyén;
YT =T Tong thoi gian cac cong doan (s);
N: s6 cong nhan;
R: Nhip ctia day chuyén.
= Chi s6 tron SI:
Chi sb tron SI dugc st dung dé biéu thi su
phan bo thoi gian lam viée giita cac NCSX
trong day chuyén may. SI cang nhé ching to
sy dao dong gilta cac NCSX cang nhd, can
bang day chuyén cang tot.

SI=YX1(Rj — R)? 4)
Trong do:

SI: Chi s6 tron;

R;: Nhip riéng cua NCSX thtr j (s).
3. KET QUA VA BAN LUAN
3.1. Két qua phan tich Pareto
Dya tr?n dir liél} thu :chap duoc tir quy trinh
san xuat san pham, két hop véi qué trinh xtr
1y, cac so do Pareto twong ung vdi ba nhom

cong doan trong quy trinh san xuat da duoc
xay dung.
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Hinh 4. Biéu dé Pareto nhom llI

Nhim lam 1 méc do anh hudng cia ting
nguyén coéng dén hiéu qua chung cta diy
chuyén, phuong phap phan tich Pareto di
dugc ap dung cho ting nhoém cong doan trong
quy trinh. Két qua thé hién qua cac biéu do
Pareto (hinh 2, hinh 3, hinh 4), cho thiy
nhimg nguyén cong then chét chiém khoang
80% tong thoi gian san xuét - theo nguyén 1y
80/20 - cu thé nhu sau:

Nhom I: B2, B4, A7, B3, C1, AS, Bl, Al, A6,

A2.

Nhoém II: F3, D4, F2, E8, D1, E2, E10, E9,
E3, E4, D2.

Nhom III: HS, H3, H7, H4, H12, H11, HS, H10.

Céac nguyén cong néu trén dai dién cho phan
16n thoi gian tiéu ton trong timg nhém cong
doan, cho thdy ddy la nhiing diém nghén tiém
ning gdy anh huong tryc tiép dén nhip san
xudt tong thé.

Mac du céc nguyén cong B3, D4, H10, H11
va HI2 déng vai trd then chdt trong viéc
quyét dinh hiéu sut tong thé cia ddy chuyén
san xuét, tuy nhién, khi ddi chiéu véi thuc
trang phan cong lao dong (bang 1), nhiing
nguyén cong nay hi¢n dang trong tinh trang
qua tai. Sy mat can d6i nay khong chi lam gia
tang ap luc 1én ngudi lao dong, ma con tiém
an nguy co cao giy ra hién tuong tic nghén
cuc bo trong day chuyén. Cu thé, néu tai mot
trong cac nguyén cong ndy xay ra su cd nhu
161 ky thuat, cham thao tac hodc Va’ing mat
nhén sy, toan bd tién do san xuét s& bi anh
huong nghiém trong do cdc cong doan phia
sau khong thé tiép nhan san pham dung nhip.
Diéu nay dan dén cac hé qua nhu giam ning
sudt chung, ting ly 18 san pham 18i va gay
lang phi nguén Iyc cho viéc dimg cho.

3.2. Két qua cai tién quy trinh san xuat
Trén co sé phan tich muc 3.1, ddy chuyén sau
khi cai tién dd co6 nhiing su thay doi trong
phan bd cong viée so vai thuc té tai nhom I va
nhom II1.

Day chuyén méi di giai quyét duoc van dé
qua tai tai 2 vi tri tri cda nguyén cong B3, D4.
Tai 3 vi tri qua tai cua nhém 111, nam & cudi
chuyén san xuét, van dé& qua tai co thé duoc
xtr Iy bang cach diéu chuyén lao dong tai cac
vi tri dau chuyén.
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Bang 2. Té chirc va phan céng lao déng ma hang so' mi nam sau cai tién

NCCN NCCN Sai léch . .
NCSX Kkha thi dwoc chon Ti(s) | Tj(s) N; R; (s) nhip Danh gia
Nhom I: Than trwoc + Than sau + Tui
Cl, B1, Al Cl 42
1 57 1 57 4
B1,Al, C2 C2 15
B1, Al, C3 Bl 41
2 B2, A1, C3 B2 59 110 2 55 2
B3, A1, C3 C3 10
B3, Al B3 47
3 100 2 50 -3
B4, Al B4 53
Al1,C4 Al 40
A2, A4, C4 A2 38
4 157 3 52,33 | —0,67
A4,C4,A3 A4 38
AS5,C4,A3 A5 41
A6, C4,A3 A6 40
5 C4, A3 C4 37 93 2 46.,5 -6,5 Non tai
A3 A3 16
6 A7 A7 52 52 1 52 -1
Nhém II: Thép tay + Ming séc + Co do
7 DI, D2, El, Dl 52 52 1 52 -1
F1
El, F1, D2 D2 36
8 57 2 57 4
D3, F1,El F1 21
D4, F2, El D4 90
9 F2,El F2 79 181 3 60,33 7,33
El El 12
F3,E2, E7 F3 91
10 E2, E7, F4 E2 51 182 3 60,67 7,67
E3,E7, F4 E3 40
E4, E7, F4 E4 40
11 60 1 60 7
ES, E7, F4 ES5 20
12 E7, F4, E6 E7 25 103 2 51,5 -1,5
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NCSX Efactl:l diﬁﬁi TO| T | N | RE Si‘l‘hlle;h Panh gis
F4, E6 F4 12
E6 E6 10
ES8 E8 56
13 | E9 E9 41 41 1 41 ~12 | Non tai
14 | E10 E10 42 | 42 1 42 ~11 | Non tai
Nhém III: Lip rdp
15 | HI H1 52 | 52 1 52 -1
H2 H2 24
16 169 3 56 3
H3 H3 145
H4 H4 73
17 | HS H5 68 | 156 2 52 -1
H6 H6 15
H7 H7 85
18 233 4 | 5825| 5725
HS HS 148
19 | HY HY 58 | 58 1 58 5
20 | HI0 H10 62 | 62 1 62 9 Qué tai
H1l H11 70
21 | HI2 HI2 71 | 186 3 62 9 Qué tai
H13 H13 45
2239 | 42

Két qua cua phuong an t6 chirc va phan cong
lao dong sau cai tién cho thay tinh hiéu qua
khi s6 lugng cong nhan tham gia day chuyén
duoc toi wu, giam tir 43 nguoi (trong thuc té)
xubng con 42 ngudi ma van dam bao duy tri
hiéu suét san xut.

3.3. Kiém dinh két qua cai tién

Nhéam 1am 1 hon tinh hi¢u qua cta phuong
an cai tién, cac chi s6 nhu hiéu suét can béng
chuyén va chi sé tron (SI) dd duoc tinh toan
va so sanh.

Bang 3. Danh gia cac chi sé day chuyén

S6 cong I;I;Iglubs‘;::gt Chi sb
nhin N chuyén LE SI
Day chuyén| 98.24% | 34,13
thuce teé
Day chuyén| . 100,05% | 27.28
cail tien

Két qua trinh bay trong bang 3 cho thay, day
chuyén sau cai tién dem dén hiéu suit t6t hon
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khi str dung it nhan cong trong khi hiéu suat
chuyén cao hon day chuyén thuc té. Pong
thoi, day chuyén cai tién co chi sé SInho hon,
nghia 1a sy dao dong gitra cac vi tri cong viéc
thip hon — day chuyén c6 tinh can bang hon.

4. KET LUAN

Nhu vay, nghién ctru st dung phuong phap
Pareto dé xac dinh cic nguyén cong co anh
huong then chét téi hoat dong cua day
chuyén. Két qua cai tién day chuyén chimg
minh rang nhitng phén tich Pareto 13 ¢ cin ctr

khi hiéu qua cia ddy chuyén duoc nang cao.
Cu thé, ning suat ddy chuyén ting tir 98,24%
1én 100,05%, s6 lugng nhan céng dugc tdi uu
tor 43 xuéng con 42 nguodi, va muc do can
bang diy chuyén duogc cai thién dang ké voi
chi sb SI giam tir 34,13% xudng con 27,28%.
Nhimng két qua nay khong chi khing dinh hiéu
qua cua phuong phap tiép cin ma con cho
thdy tiém ning tng dung cao trong thuc té,
dic biét d6i v6i cac doanh nghiép dét may
dang tim kiém giai phap t&i wu hoa hoat dong
san Xuat.
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