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TOM TAT: Séu Sigma la phitong phdp mdi trong qudn ly chdt lugng. Muodi ndm qua,
qud trinh 5 giai dogn (DMAIC) ciia Motorola va GE trong chuong trinh Sdu Sigma dé giip rdt
nhiéu cong ty trén thé’ gidi tré thanh céng ty hang ddu va cing khéng it céng ty chua thanh
céng. Bai nay nhdm gidi thiéu tém tdt Sdu Sigma va nhitng két qud dat dugc ban ddu tai hai
cong ty d Viét nam théng qua hai chuong trinh hudn luyén Dai den va Lean. Qua dé tic gid
riit ra mot s6'két lugn cho cho viéc dp dung chuong trinh Sdu Sigma & Viét Nam.

1. GIGI THIEU:

S4u Sigma trong quén 1y chat lugng dugc dé cap tdi 1dn d4u tién vio giita nhitng ndm 60
(Smith, 1993) va viéc @ng dung Sdu Sigma vao thyc t€ di dugc Motorola thyc hién 14n diu
ti€n vao nhiing ndm 1980 (Kim M. Henderson, 2000). Ngudi ta quan niém ring: Sdu Sigma
chi c6 th€ 4p dung thanh c6ng & nhitng c6ng ty 16n nhv General Electric and AlliedSignal
Inc (Paul, 1999), hodc chi thich hdp & céc cong ty cong nghiép (manufacturing), sdn xuat vdi
kh&i lwgng 16n, trong cng nghiép dién ¥ c¢6 qué trinh sdn xuét phic tap (Murdoch, 1998).
Nén cling ching c¢6 gi phai ngac nhién khi di tién phong trong linh vuc nay 1a cic c6ng ty
nhu: Motorola, Texas Instruments, Allied Signal, Eastman Kodak. Borg-Waner Automotive,
Gencorp, Navistar International and Sieb plec (Murphy, 1998). Ngay nay, c4c limh vuc khic
nhu hé th6ng phan phdi, marketing... cling rit cdn dat céc tiéu chuén chat lugng Séu Sigma
(Smith, 1993).

Theo K,M. Henderson (2000) thi Sdu Sigma dugc Motorola dinh nghia nhu 14 chudng trinh
céi tién chét lugng nhim gidm ty 1& khuyét tat xudng 3.4 phin triéu (xem bang 1). Vao
nhitng ndm dau thap ky 90, hdu hét cdc cbng ty cia My chi § miic ba Sigma nghia 1a ¢6
66.000 sén phdm x&u trong m&i mot triéu san phdm 1am ra (Murphy. 1998) trong d6 c6 ca
GE (Hendricks and Kelbaugh, 1998). Ngay nay, mudn trd thanh hang diu thé€ gidi c4c cong
ty thudng chon chudng trinh Sdu Sigma.

Bang I: Mitc chat lugng theo Sigma (o): (Ngudn: GE Harris Corporation)
Léch khdi | 3o 356 |4do 4.5¢c 56 5.5¢ 6c
trung binh
0 2.700 465 63 6,8 0,57 0,034 0,002
0,25¢ 3377 666 99 12,8 1,02 0,1056 | 0,0063
0,50 6.440 1.382 | 236 32 34 0,71 0,019
0,75¢ 12.288 3.011 | 665 88,5 11 1,02 0,1
1,0c 22.832 6.433 |1.350 233 32 3,4 0,39
1,256 40.111 12.201 | 3.000 577 88,5 10,7 1
L5c 66.803 22.800 | 6.200 1.350 233 32 3,4
Lo 105.601 40.100 | 12.200 | 3.000 5771 88,4 i
2,00 158.700 66.800 | 22.800 | 6.200 1.300 233 32
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R4t nhidu céng ty trén thé gidi thuc hién S4u Sigma thanh céng, Cng ty Motorola tiét kiém
dude 15 t§ USD qua 11 nim thyc hién Sdu Sigma (Paul, 1999) va c6ng ty con clia Motorola
di tir ba Sigma lén sdu Sigma hét ndm nam tron (Paul. 1999). GE ciing 1a cOng ty thyc hién
S4u Sigma rit sém va cling rdt thAinh cOng, qua 15 ndm thuc hién Sdu Sigma, Iyc ludng lao
dong clia cong ty gidm tir 400.000 xudng 300.000 va 1di rong hang ndm tang tw 03ty USD
1én 04 ty USD (Hendricks and Kelbaugh, 1998).

Sau khi it 4t nhiéu cong ty & M§ 4p dung thanh cdng 60, cdc cong ty khéc trén thé gidi
da 14t quan tm va 4p dung k§ thuat nay, dic biét 1a cdc cdng ty chéu A. “Tinh d€n théng
9/2001 ¢6 hon 100 cdng ty Han Qudc dang thyc hién 6c va c¢é 4 cing ty da thanh cong”
(Park, Sung Huyn, 2001), “ An D6 ¢6 rit nhiéu céng ty dang 4p dung 6c va mdt cdng phin
mém da thanh cdng” (Rao, S.J, 2001). G Viét Nam hién nay, theo ching t6i dugc bi€t, ¢6 it
nhit 5 cdng ty c¢6 vn nuwde ngdai dang thuc hién chudng trinh 66 va két qué dat dugc 1a rét
kha quan.

2. CAC BUGC THUC HIEN SAU SIGMA:

CAc cong ty ¢ thé dat dugc Sdu Sigma biing nhitng con duwdng khéc nhau, nhung con dudng
dude nhiéu ngudi thita nhén va 4p dung thanh cdng nh4t do Motorola dé xudng GE bd sung,
hoan thién va dic két lai. Theo GE, chudng trinh cdi ti€n chét lugng Sdu Sigma dugc thye
hién nhu sau (K.M. Henderson. 2000):

+  Chudng trinh Sau Sigma thyc hién (hoan thién) tirng budc qua céc dy én chat lugng —
CTQs (critical to quality characteristics)

+  M&idy 4n dudc thuc hién bdi mt nhém — nhém dy 4n — nhém trudng goi la Pai Pen
+  Dai den dudc ddi hdi rat cao va dudc ddo tao cd vé 1y thuyét 1an thuc hanh (phai qua
lanh dao cdc dy 4n thuc t€ cu thé thanh cdng).

+  Mbdi du 4n (danh cho cdc san ph4m hoic dich vy dang c6) dudc thuc hién qua 05 giai
doan (phase) - DMAIC:

Giai doan 1: X4c dinh v&n dé (thudng 12 ch4lt lugng) ma du 4n gidi quyét — D (Define)

Giai doan 2: Po dac va ddnh gid — M (measure)

Giai doan 3: Phin tich — A (analyze)

Giai doan 4: C&i ti€n — [ (improve)

Giai doan 5: Kiém so4t va &n dinh k&t qua cdi ti€n — C (control)

+  Céc cong cu thudng dugc sit dung trong céc giai doan nay la: 07 cdng cu th6ng ké (ci),
ANOVA, Run chart, MSA, FMEA, Tudng quan va hdi qui, EWMA, DOE,...

+  Ngoaira con sit dung mét s& k§ thudt/phudng phép trong quén Iy chat lugng nhu TQM,
QFD, Benchmarking,...

+  Sau mdi dy 4n déu c6 dénh gid k€t qua (thay ddi ning luc qua trinh - Cp , Cpk, Pp,
Ppk), Igi ich ¢6 dudc tit dy 4n cling nhu cdc bai hoc thanh cdng, th4t bai cia du 4n

3, AP DUNG SAU SIGMA TAI VIET NAM VA KET QUA

+  Qua thim dd (s bd) chiing t6i th&y: hdu hét céc cong ty 16n & Viét Nam, ké cé cac
cong ty c6 v6n dAu tr nude ngodi, cé mitc chat lugng ndm trong khodng t 2.0 Sigma t61 3.0
Sigma.
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+  Ching t6i st dung qui trinh nim budc nhu GE dua ra d€ 4p dung vao céc du 4n (trong
qué trinh huén luyén dai den) tai mét s§ c6ng ty § Viét Nam dang thuc hién chudng trinh
S4u Sigma. Sau day 1a m6t s6 dy 4n dién hinh:

Céc dy 4n sau day dudc thyc hién tai hai c6ng ty 100% vén ctia Han Quéc, chuyén san xuit
giay cho hang Nike. Hién nay ho dang ti€n hanh chuong trinh Sdu Sigma (b4t ddu tir diu
nam 2001). "
Céng ty thit nhdt — SY VN: th6ng qua chuong trinh dao tao Pai den Sdu Sigma, cic @ng clt
vién Pai dai den vita hoc vira thuc hién 8 du 4n thuc t€ tai cong ty cho 08 nhém hoc vién.
Céc két qua sau 05 thang thuc hién 04 dy 4n nhu bang II:

Bdng II: Cdc du dn Sdu Sigma tai SY. VN

Tén dv 4n S6 thanh | Chat Chat Ldinhuin | Céccongcu st |
vién trong| Iugng Iugng sau | (USD/mam) | dung cho dv 4n
du 4n trudc dy du 4n
an
1, Gidm ty 1€ hang C 04 3,7% 2,5% 89.220,00 | 07 cbng cu,
(hang hdng) tai xudng 3,29¢ 3,420 DOE, FMEA
Phylon
2, Gidm ty 1€ hang C 05 2.65% 1.52% 55.908,00 |07 cbéng cy,
tai xudng O/S press 3.40c 3.560 FMEA, ANOVA
3, Giam ty 1é hd keo taj 04 16% 4,7% 32.400,00 07 c6ng cu,
bd phan Stockfit 2,0c 3,17 FMEA,
ANOVA...
4, Gidam ty 1€ hd keo taj 05 6,67% 3,01% 67.506,00 07 cOng cu,
xudng rap giay (lasting) 2.860 3.350 FMEA, ANOVA

Cho d€n hém nay, ching t6i da thyc hién thanh cong 16 du 4n tai c6ng ty ndy va mang lai
1¢i nhuin dv ki€n hdn mét triéu USD/nam. Bén canh d6 c6ng ty da hinh thanh vin héa cai
ti€n lién tuc vi mong mudn cia khach hang va k§ ning 1am viéc theo nhém da ting 1én
déng ké.

Céng ty thit hai — TK. Vina: Cong ty dang thuc hién chudng trinh Sau Sigma, dy 4n sau cia
cong ty 14 nang cao niing suét clia bd phin CMT cia xudng Phylon thém 34% (ti 282 ddi/ca
1én 350 d6i/ca) dong thdi khong 1am dnh hudng tdi chit lugng san phdm.

Nhém du dn: 04 ngudi (ban thdi gian)

Két qud sau 05 tudn thyc hign dy dn:

- Pdu tw: Khéng v6n diu tu, khéng thay d6i mdy mdéc thiét bi, thdi gian danh cho huén luyén
theo qui trinh méi: 4 budi - 30 phit/budi.

- Két qud: Ning suit ting cao hon dy kién: 34 % (tir 282 1én 380 ddi/ca), lugng cén sit dung
gidm 50%, chit lwgng t6t hon (xem bang III va dd thi 1). Ti€t kiém cho céng ty khdang
144.000,00 USD/n&dm

Bang I1I: Thay ddi chdt lugng CMT ciia gidy (Bohemian size 9):

Céc thong s6 Trude du 4n Sau dy 4n
Mean 108.775¢g 110.387¢g
StdDev. 6.1211g _ 3.8588¢
USL 115g 115¢g
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4. MOT SO KET LUAN:

M4t s6 két ludn sau 12 ti¥ nhitng kinh nghiém thuc t€ clia chiing t6i khi ddo tao va tu vin 4p
dung phuong phap 6o cho mdt s8 (chwa nhiu) cong ty nudc ngodai § Viét Nam, ma & dé quén
1y céc du 4n (dai den) 60 12 ngudi Viét Nam. (Do s6 lugng cdc khéo sét va 4p dung chua du
16n, nén cdc két ludn sau ciing chi 1a d€ tham khao):

- C6 thé thuc hién thanh c6ng chudng trinh Sdu Sigma & cdc cdng ty Viét Nam, ty 1€ dy 4n
thanh cong 12 khé cao (khodng 70%)

- V6n diu tr cho céc du 4n néi ciung 1a khéng déng ké (chit y&u 1a cho dao tao va thdi gian
cho du 4n), 1¢i nhuén thu dudc ngay ti¥ nhitng du 4n ddu tién 12 14t dang k€

- D€ cho titng du 4n va cd chuong trinh S4u Sigma thanh cng phéi dugc sy Ging ho triét dé
clia cdc cip quan tri trong c6ng ty, dic biét 12 quan tri c4p cao.

- Ban lanh dao cOng ty va cic cAp quan Iy phai dugc dao tao vé 66 va céc cdng cu trong S4u
Sigma

- Céng ty phai quan tAm va tAp trung vio mong mudn clia khdch hang

- Chudng trinh S4u Sigma gitip cong ty trd thanh cdng ty hang diu thé gidi, trén mdi bude
dudng di t4i Sdu Sigma Igi nhuén ma cong ty thu dudc 1a ngay 1ap tfc (qua titng dy 4n) va
rat 16n, day 12 vu di€m ndi trdi cliia chudng trinh S4u Sigma

- Quén Iy theo tri€t Iy 60 12 quén Iy tri thitc coi viéc hoc thp va ndng cao kién thitc ciia moi
thanh vién trong c6ng ty 1a viin hda cla cong ty.

SIX SIGMA PROGRAMS AND THEIR APPLICATION IN SOME
VIETNAMESE COMPANIES

Bui Nguyen Hung

ABSTRACT: Six Sigma program is the new method in quality management. Last ten years,
the five phase’s processing (DMAIC) was very successfully applied at many companies (The
most of them are world-class companies). But some companies also were not successful. Six
Sigma program is overviewed in this paper and the paper is results and conclusions from the
Black Belt projects and the Lean training programs at some Vietnamese companies.
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