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SOP: Lap ké hoach mua hang theo toc dd ban, ton an

toan va lead time nha cung cap
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Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

1. Tén SOP

SOP-PROC-04 — Lap ké hoach mua hang theo tbc d6 ban, tdn an toan va lead time nha cung cip (nganh ban vat
liéu xay dwng)

2. Muc dich

Thay thé viéc dat hang dwa trén cdm tinh hoadc théi quen béng moét cach tinh toan rd rang: mua bao nhiéu, khi
nao, dwa trén tbc do ban thuwc t& cla trng ma hang, mirc tén an toan can duy tri, va thdi gian giao hang (lead
time) thuc té cla tirng nha cung cap. SOP quy dinh cach tinh diém d&t hang lai, cach theo dai lead time nha cung
cap, va cach x ly khi nhu cau dot bién — dé khéng con tinh trang vira thiéu hang ban chay, vira dw hang ban
cham cung mét ldc.

3. Pham vi ap dung

Ap dung cho viéc 1ap ké hoach va dat hang bd sung tr nha cung cip/nha san xuat cho toan bé danh muc hang
héa lwu kho. Bao gébm: forecast nhu ciu theo tdc dé ban, tinh ton an toan va diém d&t hang lai, danh gia nha cung
cap theo lead time thyc t&. Khong &p dung cho hang dat riéng theo yéu cau déc biét cia mét cong trinh cu thé
(drop-ship).

4. Thuat ngir va dinh nghia

Tbc d6 ban (Sales Velocity) S6 lwong trung binh ban ra cia mét ma hang trong mot
don vi thoi gian (vi du: bao/tuan).
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Tén an toan (Safety Stock) Lwong ton téi thidu cAn duy tri dé tranh hét hang khi nhu
cau hoac lead time bién dong ngoai dy kién.

Diém dat hang lai (Reorder Point) Mirc tdn kho ma khi cham t&i, can lap tirc d&t hang bd
sung dé khong bi hét hang trudc khi 16 méi vé.

Lead Time Thoi gian tir lic d&t hang véi nha cung cip dén luc hang
thuc té vé kho.

Forecast nhu cau Dw b&o sb lwong cAn mua trong ky t&i, dwa trén téc do
ban lich st va cac yéu t6 mua vu/dy an 16n sap téi.

OTIF (On Time In Full) Ty |& nha cung cép giao ding han va da sb lwong nhw da
cam két.

5. Vai tro tham gia

Nhén vién mua hang Theo déi diém dat hang lai, [ap don mua khi can, lam viéc
véi nha cung cép.

Data Owner t6n kho/mua hang Duy tri di¥ liéu téc d6 ban, tén an toan, lead time theo ma
hang va nha cung cép.

Quan ly mua hang Duyét don mua vwot ngan sach dy kién, danh gia va lya
chon nha cung cép.

Nhan vién kinh doanh Cung cép théng tin dw kién don hang I&n/cong trinh sap
t&i dé didu chinh forecast.

CEO/BOD Phé duyét chinh sach tén an toan va ngan sach vén lvu
dong cho mua hang.

6. Ma tran RACI

R = Responsible - A = Accountable - C = Consulted - | = Informed

Hoat ddng | Nhan vién mua hang | Data Owner tén kho/mua hang | Quéan ly mua hang | Nhan vién KD | CEO/BOD
Tinh tbc d6 ban va cap nhatforecast | C | RIA | I | C | |

Thiét Iap ton an toan va diém dathanglai | C | RIA | C | | | |

Theo déi lead time thuc té theonhacungcap | R | A [ 1| 1] 1

Lap don mua khi cham diém dathanglai | RIA | 1 | 1 |1 ]|

Duyét don mua vuot ngdn sachdu kién | C | | | RIA | | | |

Danh gia va lwa chon nha cung cdp dinhky | C| C | RIA | | | |

Phé duyét chinh sach tdn an toanténgthé | | | C | C | | | RIA

7. Dir liéu dau vao
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Lich s ban hang theo ma hang (tbi thiéu 3-6 thng gan nhét), lich s&v giao hang va lead time thuc té cla tivng nha
cung cép, théng tin don hang/cong trinh 1&n sap t&i tir d6i kinh doanh, chinh sach ton an toan da dwoc BOD phé
duyét.

8. Quy trinh tirng bwéc

Bwéc 1 — Tinh téc d6 ban trung binh theo ma hang. Data Owner tdn kho/mua hang téng hop lich st ban hang,
tinh téc d6 ban trung binh theo tuan/thang cho tirng ma hang, cap nhat dinh ky.

Buwdc 2 — Thu thap théng tin nhu cau ddc biét sap t&i. Nhan vién kinh doanh cung cép théng tin vé cac céng
trinh/don hang I&n dy kién trong ky t&i, d& didu chinh forecast ngoai xu huéng lich st théng thudng.

Buwédc 3 — Tinh tén an toan va diém d&t hang lai cho tirng ma hang. Dua trén téc d6 ban, lead time trung binh cla
nha cung cap va mrc do bién ddng nhu ciu, tinh diém dat hang lai = (tbc d6 ban x lead time) + tdn an toan.

Budc 4 — Theo dai ton kho hang ngay va canh bao khi cham diém dat hang lai. Hé thdng/bang theo d&i canh bao
ngay khi tdn kha dung clia mét ma hang cham hodc dwdi diém dat hang lai.

Bwéc 5 — Nhan vién mua hang lap don mua bd sung. Sé lwong dat mua dwa trén forecast nhu cau dén lan dat
hang tiép theo, tr» di ton hién c6 va hang dang vé.

Budc 6 — Duyét don mua theo han mirc ngan sach. Néu gia tri don mua vwot ngan sach du kién trong ky, can
Quan ly mua hang phé duyét truéc khi glri nha cung cép.

Buwédc 7 — Theo dbi lead time thyc t& va cap nhat di liéu nha cung cap. M&i Ian nhan hang, ghi nhan thai gian
giao thuc té so v&i cam két, cap nhat vao hd so nha cung cép.

Bwéc 8 — Danh gia nha cung cép dinh ky theo OTIF va lead time. Quén ly mua hang téng hop OTIF va d6 én
dinh lead time theo quy, lam can c wu tién phan bd don hang cho cac ky téi.

Buwdc 9 — Ra soat va diéu chinh chinh sach tén an toan. Dinh ky, Data Owner ton kho/mua hang ra soat lai mirc
ton an toan dya trén bién dong thuwc té ctia nhu cau va do tin cay ciia nha cung cép, dé xuét diéu chinh.

9. Piém kiém soat va diéu kién phé duyét

Lap don mua bd sung Tén kha dung da cham hodc duéi diém dat hang lai

Duyét don mua vwot ngan sach dy kién Co phé duyét cla Quan ly mua hang, néu ré ly do

Diéu chinh tén an toan/diém d&t hang lai Dwa trén dir liéu thuc t&, co phé duyét ctia Data Owner

Thay ddi nha cung cap chinh cho mét ma hang Dwa trén danh gia OTIF/lead time dinh ky, c6 phé duyét
Quan ly mua hang

10. Ngoai lé va cach xtr ly

DPon hang céng trinh I&n dot xuét vwot xa forecast thong thuong: 1ap don mua khan riéng, khong chd dén diém

ai-x.vn — Tai liéu SOP mién phi * Trang 3


https://ai-x.vn

Al-X « Tw van trién khai ERP & Al — SOP: Lap ké hoach mua hang theo téc do ban, tén an toan va lead time nha cung cép

dat hang lai tw dong, ghi nhan vao bang theo déi mua g4p dé phan tich nguyén nhan sau. Nha cung cép chinh
b&o lead time kéo dai bat thuweng: kich hoat nha cung cép dw phong da dwoc danh gia trwdce, khdong che dén khi
hét hang mai tim nguén thay thé. M&t hang méi chwa c¢6 lich sir ban hang: ap dung tén an toan theo nhém hang
twong tw trong 1-2 ky du, diéu chinh khi cé du di¥ liéu thuc té.

11. KPI can theo do6i

Mcdrc muc tiéu tham khao.

Ty lé thiéu hang do dat hang tré S6 1an thiéu hang do tré dat mua + | Giam dan theo thang
Téng s6 ma hang theo déi

OTIF nha cung cép Sé 1an giao dung han va da sé lvong | =90%
+ Tdng s6 lan giao

Vong quay ton kho Gia vén hang ban + Tén kho binh | Theo muc tiéu nganh
quan
Do chinh xac forecast So sanh forecast v&i nhu cau thuwc té | Chénh léch < 15%

12. H6 so’ va biéu mau lién quan

Bang forecast theo téc dd ban, Bang tinh tén an toan va diém d&t hang lai, Scorecard danh gia nha cung cép theo
lead time/OTIF, Dashboard thiéu hang/dw tén.

13. Pau ra va tiéu chi hoan thanh

Moi ma hang chu lwc cé diém dat hang lai va tdn an toan dwoc tinh toan rod rang, khéng dat hang theo cam tinh;
don mua bd sung dwoc 1ap kip thei khi cham diém d&t hang lai; c6 dashboard theo déi tinh trang thiéu hang/dw
ton va hiéu suat nha cung cép dé diéu chinh chinh sach.

14. Vi du thwe té cia mét dai ly vat liéu xay dwng

Vi du minh hoa mang tinh mé phéng, khéng phai sé liéu thdng ké chinh thirc.

Ma hang gach &p lat ban trung binh 80 thung/tuan, lead time nha cung cp trung binh 2 tuan, ton an toan quy dinh
60 thung. Diém dat hang lai = (80 x 2) + 60 = 220 thung. Trwéc khi ap dung SOP, nhan vién mua hang chi dat
hang khi "thdy kho gan hét", d&n dén hai lan thiéu hang trong quy trwéc. Sau khi ap dung, hé théng canh bao ngay
khi t6n kha dung cham 220 thung, nhan vién mua hang d&t bd sung kip thei — khéng con tinh trang thiéu hang
trong quy tiép theo, trong khi tdn kho trung binh gidm 12% vi khéng con dat dw "cho chéc".

15. Checklist ap dung nhanh

- [1 Moi ma hang chu lyc co tbc dd ban trung binh dwgc tinh va cap nhat dinh ky.
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- []1 D4 tinh diém dat hang lai va tdn an toan cho tirng méa hang dwa trén lead time thyc té.

- [1C6 canh bao khi ton kha dung cham ho&c dwdi diém dat hang lai.

- [1Don mua bd sung dwoc lap kip thdi, khédng che dén khi gan hét hang.

- [] Lead time va OTIF cua tirng nha cung cap duoc theo ddi va cap nhat sau mdi lan giao hang.

- [1C6 quy trinh danh gia nha cung cép dinh ky va nha cung cap du phong cho méa hang quan trong.

- [1C6 dashboard theo déi thiéu hang/dw tén dwoc dung trong ra soat dinh ky.
Xem thém: B6 cong cu lap ké hoach mua hang theo nhu cdu — bd coéng cu di kém SOP nay. Bai viét lién quan:
Mua hang khéng bam nhu cau va lead time: vi sao vira thiéu hang ban chay, vira dw hang ban cham cung luc?
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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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