FRANCHISE VN

VAN HANH XUAT SAC

BAO CAO MAU, BAN TOM TAT

Pao tao van hanh xuat sac

CTCP Tap boan An Binh Van Phat (Tap Boan ABVP), tén gia dinh

PHAM VI THOI GIAN

21 hoc vién, 2 nha may 12 tuan, 03 dén 05/2027
NGUOI NHAN PHIEN BAN

Ban diéu hanh Tém tét 12 trang

Doanh nghiép va so liéu la minh hoa



TOM TAT CHO LANH PAO Tap Poan ABVP | Pao tao van hanh xuét sac

Ngan sach 2027 can OEE nha may 2 60%, sau 12 tuan dat 58,2% tir 53,8%

== OEE NHA MAY 2, 4 TUAN CUOI KHOA
Ngan sach tinh 60%, cach lam mé&i chi ndm & 1 trén 11 may

OEE nha may 2 trong ngan sach 2027 la 60%, dén 02/2027 m&i 53,8%. Tinh theo mang
1 cudn (ngan sach 286 ty & OEE 60%, bién dong gop 25%, ban hét phan cong suéat tang
thém), méi diém OEE la 4,8 ty doanh thu, 1,2 ty I&i m6i nAm: 6,2 diém thiéu la 7,4 ty I4i,
sau khoa con thiéu 1,8 diém, 2,1 ty. May in mau da thu 6,5 ty méi nam; SMED va thé 58 2%
)

thong s6 & 3 may in 6ng dong con lai wéc 10 ty, mai thu khodng 3 ty.
tlr 53,8% trudrc khoa

Kha dung 75,5% x hiéu suat 80,0% x chat lwgng
96,4%

== BA VIEC TRUOC KHOA 2

Hoc xong, trwéng ca van dwo'c chdm bé’mg san lwong ca 1 P3i thé diém trwéng ca nha may 1 trwéc

— > “ o ase g L~ ~ > .. ~ 07/2027
Tuan 6, chi 38% lan chuyén doi di dung chuan SMED da hoc. KPI 2027 cua Giam doc

2 nha may chwa ché xudng ca: thwdng tredng ca tinh 100% theo san lwgng, gi¢ dirng dé 2 Hoan tat 3 dé tai con dé: 1 & ca 3, 2 & nha
thir trlr vao chinh ca d6. Nha may 2 doéi thé diém tlr tuan 7, tuan 12 I1én 81%. Nha may 1 may 1
chuwa d6i, 1 trén 3 dé tai co két qua.

3 OEE nha may 2 dat 60% & ky do lai
08/2027

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 02 /12
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BOI CANH VA MUC TIEU CHUONG TRiNH

Tap Poan ABVP | Pao tao van hanh xuét sac

Cach lam cua thi diém gilv dwoc @ 1 may, 10 may con lai chwa cé ngweoi gilk chuan

93,8% 60% 1/11 6

OEE nha may 2, 13 tuan dén 02/2027 OEE nha may 2 trong ngan sach may nha may 2 chay ding chuan cta nguwoi doi cdi ti€n ndi bd cho 21 may

2027 thi diém & 2 nha may

LY DO BAN PIEU HANH M® CHUONG TRINH MUC TIEU DA THONG NHAT (12 TUAN, 03 PEN 05/2027)

Thi diém 04 dén 06/2026 dwa may in mau tir 48,8% lén 60,2%, dén 21 hoc vién & 3 cép: 9 trwdng ca, 6 k¥ thuat vién, 6 ngudi dan cai tién
02/2027 van gitr 59,8% )
MGi hoc vién mét dé tai A3 theo DMAIC, Giam déc nha may ky chi tiéu
H 3 may in con lai chuyén doi 71 phat, muc tiéu dwi 45 phat; doi cai tién 6
nguwdi khang kém kip 3 ca T 80% hoc vién co két qua do duwaorc, ti€t kiém vuot chi phi chwong trinh

n Nha may 1 theo k€ hoach nhan rong tir 10/2026, dén 02/2027 chwa may Khong 1am cai tién thay doi ndi bo, khong cap chirng chi quéc té. Khéa 2 & nha
nao bat dau may 1 do ngudi dan ndi bo day.

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 03 /12



PHUONG PHAP

Tap Poan ABVP | Bao tao van hanh xuét sac

Murc 1 dén 3 do tirng hoc vién, mirc 4 do theo nha may bang nhat ky may

NAM BUOC TRONG 12 TUAN

1 2

banh gia, chon ngwoi Thiét ké 3 cap

Tuan 1 dén 2: nang lwc cai Truwdng ca, k¥ thuat vién,
tién, 21 nguoi nguwdi dan 5S, A3

3

Hoc trén so liéu that
Tuan 3 dén 8: OEE, SMED,

4

A3 DMAIC

Pé tai co6 kem cap
Tuan 3 dén 12: moi ngudi mot Tuan 11 dén 12: chirng nhan,

5

Nghiém thu, gitv nép

co ché duy tri

PO THEO BON MUC KIRKPATRICK

MUC 1, PHAN NG

24 budi hoc cé phiéu

Hoc vién cham do sat voi viéc clia ca
minh sau mdi budi

MUC 2, HOC PUOC
2 bai kiém tra mdi nguoi
Tuan 2 va tuan 11: tinh OEE, doc

Pareto trén s6 liéu may clia chinh
minh

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa.

MUC 3, HANH VI

212 lan quan sat

Chuyén doi, kh@i may, hop dau ca,
ghi dirng ngén, 5S, ca 3 ca

MUC 4, KET QUA
25 tuan nhat ky may

Theo nha may: 13 tuan trwéc khoa
va 12 tuan trong khéa, OEE, phé
pham, chuyén doi

FranchiseVN 0412
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KET QUA MUC 3: HANH VI TAI HIEN TRUONG

Tap Poan ABVP | Pao tao van hanh xuét sac

Chuyén doi diing chuan SMED ttr 38% Ién 81% trong 6 tuan, 3/5 hanh vi vwwo't 80%

Chuyén déi theo chuan SMED 38%

May in va may ghép

52%

Khé&i may theo thé thong s6
4 may in 6ng dong

Hop dau ca 15 phut diing mau 64%

11 may, 3 ca

Ghi dirng ngén dwéi 5 phit 27%

Chia cudn, lam tui

Khu vuc dat chuan 5S 45%

Cham theo phi€u 5S

B Tuan 6, thé diém cii Tuan 12, thé diém mai tlr tuan 7

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa.

3/5

81% hanh vi dat ngwéng 80% & tuan 12

60%

chuyén doi ding chuan & ca 3, tuan 12;
92% ca 1: 93%, ca 2: 90%

212

lan quan sat tai hién treong tir tuan 4

28% dén tuan 12

FranchiseVN 05/12
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KET QUA MUC 4: THOI GIAN CHUYEN POl

Tap Poan ABVP | Pao tao van hanh xuét sac

May in 2, 3, 4 chuyén doi ttr 71 xudng 46 phut, 11 phut nho viéc lam trwdc

Phat méi lan chuyén d6i, binh quan may in 2, 3 va 4; 13 tuan trwdc khoa so v&i tuan 9 dén 12

-11

- -3

-4

] +

Xe chuan bi truc

Trwéce khéda

Viéc lam truéc

B Tong B Ting B Giam

Kep nhanh Lam song song

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa.

Mau theo thé Tuan 9 dén 12

60,4%

OEE in 6ng dong, 4 may, tlr 55,1%

57,1%

OEE ghép mang, 2 may, tir 54,0%

96,9%

OEE chia cudn, lam tdi, 5 may, tr 52,6%

FranchiseVN 06 /12
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PHAT HIEN CHIiNH: Y KIEN CHUYEN GIA

Tap Poan ABVP | Pao tao van hanh xuét sac

Nha may 2 doi thé diém ca c6 17/18 dé tai ra két qua, nha may 1 chwa doi c6 1/3

1

Thé diém cuia ca quyét dinh dé tai cé
chay

Hai nha may hoc cung chwong trinh, cung
ngudi day. Tr tuan 7, nha may 2 ché KPI
2027 cla Giam d6c nha may xubng trwéng
ca: san lugng theo Iénh c6 don 50%, OEE
30%, phé pham 20%; 17 trén 18 dé tai co két
qua. Nha may 1 gilr thwdng theo san lvong,
1 trén 3; mau nhé nén mai 1a ddu hiéu. Tinh
san lvgng theo Iénh cé don dé 16 dai khong
day OEE lén.

2

Ban diéu hanh chon dirng may trong
gi® chinh dé thtr

Thr vao ca Chu nhat khéng mat san luvong,
nhwng moi dé tai chi thtr dwoc 1 1an moi tuan
va phai tra tang ca. Ban diéu hanh chon 2 gi&
moi tuan cho méi may cé deé tai, khoang 1,5%
gi® k& hoach trong 6 tuan. OEE béo céo van
tinh gio thir la ton that, nén mdrc 58,2%
khong bi nang do cach tinh.

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa.

3

Ca 3 la noi chuan trwot truwéc

Chuyén d6i ding chuan & ca 3 tuan 12 chi
60%, ca 1 va ca 2 tir 90%. Pé tai chwa dat
duy nhat cla nha may 2 thudc ca 3; 2 dé tai
con lai chwa dat nam & nha may 1. 72% gid
kem hién tredng roi vao ca 1 va ca 2. Khoa 2
x&p nguwdi dan cai tién theo ca, ca 3 nhan it
nhat mét phan ba gio kem.

FranchiseVN 07 /12
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PHAT HIEN CHiINH: NGUYEN NHAN G6OC Tap Poan ABVP | Pao tao van hanh xuét sac

Trwéng ca boé chuan da hoc vi KPI méi ciia nha may chwa ché xudng ca

TRIEU CHUNG VisAOo 1 Vi SAO 2 Vi SAO 3 NGUYEN NHAN GOC
Tuan 6, 38% lan chuyén doi Chuan can 2 nguoi lam Trwdng ca gitr san lvong Thuwdng tredng ca tinh KPI 2027 cua Giam déc
di dung chuan SMED hoc song song khi may dirng, ca trwéc, con s6 duy nhat 100% theo séan luong, gio nha may chuwa ché xuéng

vién da hoc phu may hay bi diéu sang bao Ién Giam déc nha may dirng dé thir trir vao chinh ca, ké hoach san xuat
may khac moi sang ca do khéng c6 gi cai tién

QUAN SAT TRONG 6 TUAN PAU

419 1,2 giov 9/11

trvdng ca chua tirng xem OEE may clia minh moi tuan tredng ca danh cho dé tai & tuan 6, lan chuyén déi cho Iénh gap & tuan 5 va 6 bo
trwéc khda hoc cam két 3 givv bwdc chuan bi trvéc

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 08 /12
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KET QUA THEO BON MUC KIRKPATRICK

Tap Poan ABVP | Pao tao van hanh xuét sac

Pat 7 trén 11 chi tiéu, thi€u & OEE nha may 2 va ngw®i dan ctia nha may 1

Pat: 7 Mot phan: 3

MUC PO, CHi TIEU

Mdrc 1: do sat viéc

Mdrc 2: bai kiém tra
Mtrc 3: chuyén doi
Murc 3: khéi may

Murc 3: ghi dirng ngén
Mdrc 4: OEE

Mdrc 4: phé pham
Murc 4: chuyén doi
Nghiém thu: dé tai
Nghiém thu: tiét kiém

Duy tri: ngw®i dan

Chwa dat: 1

NGUONG PA CHOT

Hoc vién cham twr 4,0 trén 5

Tl 70 trén 100, s6 lieu may that

Pung chuan SMED, tir 80% lan quan sat
Theo thé théng s6, tir 80%

Dwrng dw@i 5 phut, tir 80%

Nha may 2 dat 60%, mic ngan sach 2027
Nha may 2 duéi 3,8%

3 may in con lai duéi 45 phut

T 80% hoc vién c6 két qua do duoc
Vuot chi phi chwong trinh

6/6 ngudi di chuén kém khéa 2

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa.

KET QUA TUAN 12

4,4; thap nhat hoc phan théng ké, 3,6
79 binh quan, tir 46; 19/21 nguoi dat
81%; ca 3 con 60%

88%

74%, tr 27% & tuan 6

58,2%, tlr 53,8%

3,6%, tir 3,9%

46 phat, t&r 71; may in 4 con 52

86%, 18/21; nha may 1 chi 1/3

8,6 ty ddng modi nam, ké toan xac nhan

4/6, 2 nguwoi nha may 1 chuwa xong dé tai

PANH GIA

Pat

Pat

Pat

Pat

Mot phan

Mot phan

Pat

Mot phan

Pat

Pat

Chuwa dat

FranchiseVN 09 /12
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LO TRINH 12 THANG, T1 LA 03/2027 Tap Doan ABVP | Bao tao van hanh xuét sac

Nha may 1 doi thé diém trwéng ca 06/2027, rdi ngwdi dan ndi bd day khoéa 2

KHOA 1 NHA MAY 2 THE PIEM, KHOA 2 NHA MAY 1 TU VAN HANH

Hang muc T1 T2 T3 T4 T5 T6 T7 T8 T9 T10 T11 T12
Khéa 1 qha max 2, 21 dé tai T1 dén T3

Chuwong trinh 12 tuan

Nha may 2 tir tuan 7, nha may 1 T4

Hodn 63 6 i con o

1 & ca3nhamay 2,2 &nhamay 1l

Khéa 2 nha may 1 . T5 dén T8

Nguwoi dan néi bo day, 18 hoc vién

Ching nhan ngw®i dan cai tién
Pu 3 ngudi mdi nha may

2 o o iy 26 8 AR R R R TR TR IR TR
Nghiém thu va do lai < < <

B Vviéc chinh Viéc dai han Nhip duy tri T1 la 03/2027. Nghiém thu T3 (05/2027), do lai T6 (08/2027), ra soat nam T12 (02/2028)

T6 dén T9

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 10/12



KET QUA CHUONG TRINH Tap Poan ABVP | Pao tao van hanh xuét sac

Sau 12 tuan, 18/21 dé tai c6 két qua do dworc, tiét kiém wéc 8,6 ty ddng méi nam

8,6 ty

tiét kiem wéc tinh moéi nam tir 18
de tai

86% 98,2% 3,6%

hoc vién hoan thanh dé tai co6 két OEE nha may 2, 4 tuan cudi khéa ty 1& phé pham nha may 2

qua do dwoc tlr 53,8%; ngan sach 2027 can 60% ttr 3,9% trwde khoa

18/21, nguwé&ng nghiém thu 80% ké toan nha may xac nhan, vwot chi phi

chuong trinh

DA BAN GIAO THAY POI PA CO TRONG DU AN
BO tai liéu dao tao 3 cap, day trén so liéu may ciia ABVP Thé diém tredng ca nha may 2: san lwong cé don 50%, OEE 30%, phé
pham 20%

Bao cao két qua 21 dé tai, kem ho so A3 tirng dé tai

H Chuyén dbi ding chuan SMED tlr 38% & tuan 6 |én 81% & tuan 12
Danh sach 18 hoc vién dat chirng nhéan ndi bo

H 4 trén 6 ngudi dan cai tién du chudn kém khoa 2
Co ché duy tri: thé diém trwdng ca, gio cai tién, PDCA thang

n Nha may 1 chwa doi thé diém, 1 trén 3 dé tai c6 két qua

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 11112



FRANCHISE VN

VAN HANH XUAT SAC

Ban day du va bwérc tiép theo

== BAN PAY PU GOM THEM == D|CH VU TIEP NOI THUONG GAP
« HO0 so A3 clia 21 dé tai, so liéu trvdc va sau theo tuan n Cai tién van hanh theo Operational Excellence
+ Két qua bén murc Kirkpatrick theo tirng hoc vién va tirng ca H Hé théng KPI va OKR
+ B0 tailiéu 3 cép: trvdng ca, ky thuat vién, ngwdi dan cai tién n Hé théng lwvong 3P va chinh sach dai ngd
+ Phu luc: thé diém trwdng ca, phi€u quan sat hién tredng, quy ché chirng nhan n Quan tri chudi cung rng va ton kho
noi bd
Doanh nghiép c6 thé tu trién khai 16 trinh, khdng bat budc thué tiép.
HOTLINE EMAIL WEBSITE
+84 357 988 588 info@franchisevn.com franchisevn.com

B&o cao mau, ban tom tat. Tap Poan ABVP la tén gia dinh, moi s liéu Ia minh hoa.



