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ABSTRAK

Industri pakan ternak dituntut menghasilkan produk dengan kualitas konsisten serta proses
produksi yang efisien. PT. XYZ masih menghadapi pemborosan dan kecacatan produk pada proses
pelleting, khususnya pellet B BR2. Berdasarkan data produksi periode Maret—Agustus 2025, total
produksi mencapai 74.391,52 ton dengan total produk cacat sebesar 352,92 ton. Pengukuran kualitas
menggunakan metode Six Sigma menunjukkan nilai Defects Per Million Opportunities (DPMO)
rata-rata sebesar 1.186,02 dengan level sigma aktual +4,56, sehingga masih terdapat peluang
perbaikan untuk menurunkan variasi proses. Penelitian ini bertujuan mengidentifikasi jenis
pemborosan dominan, menganalisis akar penyebab pemborosan dan cacat produk, serta menyusun
usulan perbaikan. Metode yang digunakan adalah Lean Six Sigma dengan pendekatan DMAIC
(Define, Measure, Analyze, Improve, Control). Alat analisis meliputi Value Stream Mapping (VSM),
Process Activity Mapping (PAM), VALSAT, Diagram Pareto, Diagram Fishbone, serta Root Cause
Analysis menggunakan metode 5 Whys. Hasil penelitian menunjukkan pemborosan dominan berupa
defect, waiting, overprocessing, dan inventory, dengan nilai Process Cycle Efficiency (PCE) awal
sebesar 52,07%. Usulan perbaikan difokuskan pada stabilisasi parameter proses melalui baseline
setting dan operating window, penerapan check sheet monitoring, pengendalian komponen Kkritis
mesin, standarisasi proses cooling, pengendalian fines secara preventif, serta penyusunan panduan
troubleshooting. Usulan perbaikan menghasilkan peningkatan efisiensi proses dengan kenaikan PCE
menjadi 55,83% dan meningkatkan konsistensi kualitas pellet.
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ABSTRACT

The animal feed industry is required to produce products with consistent quality and efficient
production processes. PT. XYZ still faces issues related to waste and product defects in the pelleting
process, particularly in the production of BR2 pellets. Based on production data from March to
August 2025, total output reached 74391.52 tons with total defective products amounting to 352.92
tons. Quality measurement using the Six Sigma method showed an average Defects Per Million
Opportunities (DPMO) of 1,186.02 with an actual sigma level of £4.56, indicating opportunities for
further improvement to reduce process variation. This study aims to identify dominant types of waste,
analyze the root causes of waste and product defects, and develop improvement proposals. The
method applied was Lean Six Sigma using the DMAIC (Define, Measure, Analyze, Improve, Control)
approach. The analytical tools included Value Stream Mapping (VSM), Process Activity Mapping
(PAM), VALSAT, Pareto Diagram, Fishbone Diagram, and Root Cause Analysis using the 5 Whys
method. The results show that the dominant wastes were defect, waiting, overprocessing, and
inventory, with an initial Process Cycle Efficiency (PCE) of 52.07%. Improvement proposals focused
on stabilizing process parameters through baseline settings and an operating window, implementing
monitoring check sheets, controlling critical machine components, standardizing the cooling
process, applying preventive fines control, and developing troubleshooting guidelines. The proposed

improvements increased process efficiency, raising the PCE to 55.83% and improving pellet quality
consistency.
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