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SOP: Lap ké hoach san xuat giam thiéu chuyén doi

(changeover)
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Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

Day 1a SOP chi tiét cho nganh San xuét bao bi, di kém trang van dé 5846 — Lap ké hoach san xuét giam thiéu
chuyén dbi (changeover) — dung cho San xuét, K& hoach (PPC), Chét lwong, Kho — Vat tw va CEO/BOD.

1. Tén SOP

SOP-TM-5846 — Lap ké hoach san xuét gidm thiéu chuyén ddi (changeover) (nganh San xuét bao bi)

2. Muc dich

Sé lan va téng thdi gian chuyén dbi dworc tdi wu khi lap lich; ké hoach tinh du thdi gian changeover thay vi gid dinh
may chay lién tuc.

3. Pham vi ap dung

Ap dung cho toan bd hoat dong lién quan dén "lap ké hoach san xuét gidm thiéu chuyén ddi (changeover)" trong
doanh nghiép San xuét bao bi.

4. Thuat ngir va dinh nghia

Changeover Thoi gian d6i san phdm/mau/khudn gitra 2 1énh
Sequencing Th tw chay 1énh dé dbi it nhat

Lot size Khéi lwgng gop méi 1an chay

SMED Phwong phap rut ngén thoi gian doi

Ctra s6 dbi khuodn Khung gi® ¢ dinh danh cho changeover

Chi phi dbi lénh Chi phi may + nhan cong médi 1an chuyén ddi

5. Vai tro tham gia
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Ké hoach (PPC) Xép lich tbi wu sequencing, can bang tén — dbi

San xuét Thwe hién changeover theo chudn SMED

Bao tri Chuan bi khuén — phu tiing trwéc clra sb dbi

Kinh doanh Thoa thuan khdi lwong gdp va khung giao véi khach
CEO/BOD Duyét chinh sach gop don va tén kho an toan

6. Ma tran RACI

R = Responsible - A = Accountable - C = Consulted - | = Informed
Hoat déng | Ké& hoach | Sé&n xuét | Baotri | Kinh doanh | CEO/BOD
Xép thir tw 1&nh (sequencing) | RIA | C | C | | | |

Duyét khéilwonggép | R | 1| 1] C | A

Chuan bij trwéc clrasdddi | C | R | RAA | 1|1

ThuwchiénSMED | C | RIA | C | | | |

Do va céi thién théigianddi | C| R | C | I | A

7. Di¥ liéu dau vao

Danh sach I&nh ché chay va théng sb (mau, kich thwéc, khudn).

Théi gian changeover chuén theo cép chuyén dbi.

Mtrc tdn va dw bao theo sén pham.

Chinh sach gop don va tén an toan.

8. Quy trinh tirng bwéc

Bwéc 1 — Chuén héa ma tran thdi gian déi. Do thoi gian changeover theo tirng cép sdn pham, cap nhat bang
chuén.

Bwéc 2 — Nhom 1énh theo ho san pham. Gop mau — kich thwéc — vat liéu gan nhau trong cuing clra sb chay.
Buwdc 3 — Xép lich sequencing téi wu. Chay the tw ddi it nhat, rang budc tdn va ngay giao; ké hoach in ré thoi
gian doi.

Buwédc 4 — Chuén bi trwdc clra sbé ddi. Khuon, vat tw, hwéng dan sén sang trwéc khi may divng (SMED — tach
viéc trong/ngoai chay).

Bwoc 5 — Thuwe hién va do thoi gian thwe. Ghi thoi gian déi that so véi chuan, phuc vu cai thién.

Buwdc 6 — Cai thién lién tuc. Phan tich pareto thoi gian déi, trién khai SMED cho cép ddi té nhét.

9. Piém kiém soat va diéu kién phé duyét

ai-x.vn — Tai liéu SOP mién phi * Trang 2


https://ai-x.vn

Al-X « Tw van trién khai ERP & Al — SOP: Lap ké& hoach san xuét gidm thiéu chuyén dbi (changeover)

Trwdc phat hanh lich

Sequencing da téi wu va du thoi gian doi

Trwdc clra sd ddi

DU chuén bi (khuén/vat tw/hwéng dan)

Sau mbdi changeover

Thoi gian thwe dwoc ghi

Hang thang

Téng thoi gian dbi trong muc tiéu

10. Ngoai lé va cach xtr ly

- Pon gép chén lich: Banh gia chi phi déi thém, CEO/PPC duyét mirc chén; khéng chén tw do lam v&
sequencing.

- Khach yéu cau tach nhé 16: Kinh doanh dam phan phu phi diéu chinh — trinh duyét trwdc khi nhan.

- Khudn dw phong khéng sén: Bao tri phan hoi trudc 24 gidr; néu khong kip — dbi thir tw sequencing thay vi
dirng may.

11. KPI can theo déi

Cac murc KPI duéi day la muc tiéu tham khao, doanh nghiép can diéu chinh theo quy mé.

Sé changeover theo tuan Sé 1an dbi / tuan Giam theo ké hoach

Téng thoi gian dbi Gi¢r d6i / tong gi®» ké hoach <15%
Thoi gian dbi chuan vs thyc Thwe / chuén <110%
Bung lich giao DPon giao dung han / tbng >95%

12. H6 so’ va biéu mau lién quan

Ma tran thoi gian changeover chuén.

Lich s&n xuét c6 sequencing va cra sb dbi.

- Ghi nhan thoi gian déi thuc.
- Hb so cai thién SMED.

(Chi tiét tivng biéu ma&u xem trong B6 cdng cu ké& hoach gidam chuyén ddi .)

13. PAu ra va tiéu chi hoan thanh

- It 1an @bi hon trén cung khéi lwong don.
- Ké hoach kha thi vi tinh da thi gian dbi.

- DU liéu phuc vu cai thien SMED lién tuc.

14. Vi du thwec té

Vi du minh hoa mang tinh mé phdng.
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Mét xwdng mang ghép phang déi 22 1an/tuan vi chay theo th tw don dén; sau khi nhém theo cau triac 16p — mau
va ap SMED cho 3 cap ddi té nhat, s6 déi giam con 14 lan/tuan véi ciing san lwong, gidi phdng ~18 gie may.

15. Checklist ap dung nhanh

- [1Ma tran thoi gian dbi cé sé do that.
- []Lich chay theo nhém sequencing.
- [1 K& hoach in du thei gian dbi.

- [ 1 Chuén bj xong trwéc clra sb dbi.

- [1 Thei gian thwe ghi sau méi lan.

- [] Pareto cai thién hang thang.

Xem thém: B6 coéng cu ké hoach giam chuyén dbi .
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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.

ai-x.vn/contactus

Tai liéu phat hanh mién phi béi Al-X (ai-x.vn). Vui Iong khéng chinh stra ndi dung khi chia sé lai.
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