AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

B6 cong cu ké hoach giam chuyén doéi
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Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

Hai mwoi hai 1an déi khuén mét tuan: 35 gi& may bién mat noi "cai ra"

O mot xwdng in bao bi flexo, "ddi khudn" 1a viéc xay ra tw nhién nhw hoi thé: don A xong, thao truc in, rira murc,
lén khudn don B, can registration, chay thir vai chuc t& phé cho téi khi mau dat — ai ciing lam, khéng ai dém. Cho
t&i mot ngay giam dbc ngdi tinh cung téi: méi lan dbi trung binh 95 phut, tuan vira roi déi 22 1an — 34,8 gio may ,
twong dwong hon 4 ca lam viéc ctia chiéc may in dat nhat xwdng, bién méat khong dé lai dau vét trong bat ky bao
cao nao. Khoéng cé mdt don hang nao ghi nhan khodén chi phi do, khong cé mét bang theo ddi nao goi tén n6 —
tién leaks qua khe gitra cac don hang, va khe dé cé tén ky thuat: changeover (thdi gian chuyén dbi).

B& coéng cu nay di kém SOP SOP-TM-5846 — Lap ké hoach san xuét gidm thiéu chuyén dbi (changeover) , danh
cho nganh san xuét bao bi, két hop hai vé: dbi it hon (sequencing — xép thi tw don théng minh) va déi nhanh
hon (SMED — tach viéc chuan bj ra khéi thoi gian may dirng).

Nguyén ly: hang rao "trong may — ngoai may" va thir tw mau clta cau
vong

Thoi gian chuyén dbi khdng phai mét khdi déng nhat — né gdm hai loai viéc rat khac nhau:

- Viéc trong may (may budc phai dirng): thao 1ap truc, can registration, chay thir va chinh mau. Pay Ia phan
"khoéng tranh dwoc" — nhwng cé thé rat ngan bang ky thuat.

- Viéc ngoai may (may dang chay don cii van lam dwoc): nhan khuén tir kho vé sén, kiém ludi, chuan bj

mwc mau méi, in hwdng dan cong nghé, dan t& nhé. Phan nay chiém 40-60% thdi gian clia mét 1an ddi "truyén
thdng" — va no 1a tién nam ngay ban, chi can ai d6 nhét.
Vé thir hai clia bai toan |a sequencing : khdng phai moi c&p chuyén dbi déu tén nhw nhau. Ddi tr mwc den sang
muc tréng 1a rira ca hé thdng; déi tir vang sang cam chi can bd sung diéu chinh. Xép cac don trong tuan theo "dai
mau" (t6i — trung gian — sang) va nhém san pham cuing khuén lai v&i nhau, s6 1an dbi va thdi gian méi lan giam
han ma khoéng can dau tw gi. Hai con sb can nhé subt bai: s6 1an dbi va gior doi trén téng gi> may — ching 1a
thudc do thang clia nang luc ban that (ban dwoc bao nhiéu gi® in, chir khéng phéi cé bao nhiéu gier may).

Mét 1an dbi khudn 95 phut — méb xé theo hang rao trong/ngoai mayTONG 95 PHUT MAY DUNG (hién tai)Trong
may — 45 phutThao/lap truc - cin registration - chay th(r mauNgoai may — 50 phutLay khudn - kiém lwdi -pha

ai-x.vn — Tai liéu SOP mién phi * Trang 1


https://ai-x.vn

Al-X « Tw van trién khai ERP & Al — B cdéng cu ké hoach giam chuyén dbi

muwc - in hwéng danChuyén hét vé lic may con chay don cii(checklist chuan bi d6i — chuan bj xong méi dirng
may)Con lai 58 phut may dirngtiép tuc rut bang ky thuat nhanh (d6 can chuén, khuén cai sdn) — mébi phut déu
dwoc ghi laiHinh 1 — SMED: hon ntra thdi gian ddi khong cdn may dirtng — chi can chuén bj trwéc khi dirng

B6 cong cu di kém SOP-TM-5846: 6 biéu mau, dung ding lac

Ma tran thoi
changeover

gian

Khi kh&i tao / cap
nhat méi quy

Ky thuat + quan dbc

Ma tran chi ghi "ddi
khuén 90  phut"
chung chung —
khoéng tach theo cap
san phédm (A—B
khac B—A),
sequencing  khéng
c6 div lieu dé xép

Template lich
sequencing

Hang tuan

Ké hoach san xuét

Lich tudn xép theo
ngay hét han cua
don, bd qua thk tw
mau/khuén —  déi
xong m&i nhé tuan
nay déi gép 3 lan
can thiét

Checklist chuan bi
déi

Madi ctra sb ddi

Thg may + kho
khuon

Soan checklist rdi
khéng ai ky — may
dirng réi méi di tim
khuon, checklist
thanh trang trang tri

Phiéu ghi thoi gian
déi thuwe

M&i 1an d6i

The may thyc hién

Ghi "khoang 1 tiéng"
— thoi gian woc
chirng pha héng Ma
tran va moi phan tich
Pareto sau do

Pareto thoi gian ddi

Hang thang

Giam dbc san xuét

Pareto theo téng gi®
ma khong soi cap
chuyén dbi té nhat
— cai thién dan tréi
thay vi dam dung
chd
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6 H6 so SMED Méi cai thién Ky thuat Cai thién xong
khong ghi lai cach
lam — ca khac, ca
sau van dbi theo
kiéu cii

Template di¥ liéu chuan gdm: c&p chuyén dbi (tr san phdm A — B), thoi gian chuén theo ma tran, chuén bi can
(khuén/vat tw/huwéng dan), thei gian thwe ghi sau ddi, ngudi thwe hién (tb/ca), ghi chu bat thudng — da dé vira
xép lich, vira do, vira cai thién lién tuc.

Quy trinh 5 bwéc: tudn nao ciing it déi hon tuan trwéc

1Do & dwngma tran cdp dbiThdi gian thwe tirng cdp2-3 tuan quan sat2Xép tuan theoddi mau + nhém khudnGidm
SO 1an dbikhong pha hen giao hang3Checklist chuén bitrwdc clra sb ddiXong trwdc khi dirng mayNguwéi nao ndp
— nodp lic ndo4Ghi thoi gianddi thuwcMai [An — khong wéebdng hd, khéng cam tinh5Pareto + hd soSMED hang
thangbam dung cap té nhatGhi lai cach lam cho ca khacThir tw 2 vé& quan trong: sequencing gidm SO dbi truéc,
SMED gidm THO'I GIAN méi dbi sau — lam nguoc lai la danh du kichHinh 2 — Quy trinh 5 buéc gidm chuyén déi
theo SOP-TM-5846

Buwdc 1 danh 2-3 tuan chi do: méi Ian déi ghi phiéu thoi gian thwc theo cép san phdm — bd di liéu nay dung
thanh Ma tran (ddi A—B 45 phat, B—A 70 phat, A—C 95 phdt...). Do giai doan nay can ky luat nhuwng khéng can
thiét bi gi ngoai chiéc dién thoai bAm gi¢. Bwéc 2 cudi tuan trwde, xép lich tudn méi bang template sequencing:
nhém don cuing khuén lién nhau, th tw mau di theo mét chidu (t6i — sang), don gap chén vao vi tri pha v& tbi
thiéu. Buwéc 3 trwdc mdi ctra sd dbi 30-60 phut, chay checklist chuan bi: khuén tai may, mwc da pha, hwéng dan
trong tay — ai chuan bij gi ghi rd, ky khi xong. Buwéc 4 méi lan déi, bAm thoi gian thwe va ghi phiéu — con sbé tho
nay nudi Ma tran va Pareto. Buwéc 5 hang thang, Pareto chi ra cip chuyén dbi tdn kém nhat; méi cai thién SMED
cho cap d6 dwoc ghi vao hd so (cach lam, ai nghi ra, két qua truéc-sau) dé nhan rong sang ca khac, may khac.

Case study: 22 déi/tuan x 95 phat tré thanh 15 déi x 58 phut

Sau 6 tudn chay bd cong cu & xwdng in flexo néi trén (2 may in, 1 may bé):

Sb 14n dbi / tuan 22 15 Xép lich theo dai mau (den
— xanh — dé — vang) va
gbp 4 don khach khac
nhau dung chung khudn
trong 2 ngay lién
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Thoi gian méi déi (binh | 95 phat 58 phut 50 phut viéc ngoai may

quan) chuyén hét vé trwdc khi
dirng (checklist); 12 phat
trong may rat bang bd dé
can nhanh + khuén kiém
sén twr kho

Téng gi® dbi / tuan 34,8h 14,5 h —

Gia tri thu hdi 20,3 gid may/tudn — v&i
gia gio in flexo 350.000 4,
twong dwong ~7,1
triéu/tuan, 28-30
triéu/thang nang lyc in ban
them ma khéong dau tw
may moc gi

Dau tw cho toan bd chwong trinh: 2 tudn do dac (gio quan dbc), 1 bd dd can nhanh (4,2 triéu), thoi gian hop
sequencing 30 phut mdi cudi tun. Hoa vdn trong chwa day mét tuan van hanh maéi. Va phan quy nhat khéng nam
trong bang: théi quen hdi "tuan nay déi bao nhiéu Ian?" da vao bloodstream clia cudc hop giao ban — cau héi ma
trwdc day khong ton tai.

KPI theo doi: bon chi s6 ciia gi® may that

Sé va gio changeover theo
tuan

Dém sb lan dbi + tdng phut
dirng do dbi, méi tuan

Gior dbi < 8% téng gior may

Tang dot bién: soi lich tuan
dé — sequencing bi don
gdp pha hay chuédn bi
héng?

Thoi gian chuan vs thuc
theo cap

Phat thwe ghi phiéu + phat
chuén ma tran, theo cép

0,9-11

Cap nao léch déu 2 tuan
lién: hodc Ma tran da ci
hodc khau chudn bj dang
héng — hai x& tri khac
nhau

Ty trong gi® dbi trong tng
gi&y may

Gio dbi + tbng gi&> may mé

< 8%, xu hwédng gidm

Trén 10% nghia la may dét
nhat xwéng danh 1 ngay
mdi tudn dé "san sang in"

DPon gép chén lich + chi
phi keém theo

S6 don chén ngoai
sequencing + gi¢& ddi phat
sinh do chén

Ghi d 100%, gidm dan

Mbi 14n chén cé "héa don
gio dbi" gri kém — kinh
doanh nhin thdy gia that

clia chir "gép"

Checklist ky luat — bon cau héi méi tuan
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- Lich tuan da tbi wu sequencing: trwdc khi phat lich, tw hdi: con cach xép nao gidm dwoc 14n déi ma khong
pha hen khach? — cau héi 10 phat cudi tuan.

- Khéng dbi ndo thiéu chuan bi: may khoéng dirng khi checklist chudn bi chwa tick dt — ké ca khi "tré rdi,
chay trwéc da".

- Théi gian thue ghi da: moi lan ddi c6 con sb bdm déng hé — "khodng moét tiéng" la div liéu rac.

- Pareto chon dung cap cai thién: thang nay dam vao cap ddi tén gio nhat, khdng phai cip dé sira nhat —
cai thién cling can phan bd theo co hdi nhw phan bd vén.

Tir Excel 1én ERP: khi nao can hé théng xép lich

Bd cong cu chay tbt bang Excel khi dwéi 25 don/tudn va 2-3 may chinh. Ba dau hiéu lén ERP (Odoo
Manufacturing c6 lich s&n xuét theo work center v&i matrix chuyén ddi va ti wu thr tw): (1) trén 40 don/tuan nhiéu
may — tri nhé va bang tinh khéng gom ndi rang budc mau, khuén, han giao; (2) mudn hé thdng tw d& xuat the tw
chay tbi thiéu ddi tlr di¥ liéu ma tran da co; (3) can thoi gian dbi tw chay vao OEE — hiéu suét thiét bi tong thé —
thay vi do roi roi. Khi d6 template 6 trudng anh xa vao cau hinh work center va bd dinh nghia c&p chuyén dbi.
Diéu kién tién quyét: ma tran thoi gian phai dwoc do that bang phiéu gidy truéc do vai thang — hé thdng khong tw
sinh ra con s6 né chua tirng duoc cho.

Do mét tuan, biét ngay khe hé ciia minh

Tuan nay, dat mot t& gidy bén may in: mdi lan ddi khudn, ghi gid bat ddu — gi® chay lai dwoc san phdm dau dat
chuén. Cubi tuan cong lai. Con sb d6 — nhan v&i gia giy may va 52 tudn — 1a ngan sach cai thién mién phi ban
dang dé tr6i m&i nam. Tl con sb dd, ca bo cong cu nay tw gidi thich vi sao né dang lam.

Bo biéu mau day du (Ma tran changeover, Template sequencing, Checklist chuan bi, Phiéu thdi gian thuc,
Pareto thang, H6 so SMED) dwoc phat kém trong SOP-TM-5846 — Lap ké hoach sén xuét gidm thiéu chuyén dbi
(changeover) . Néu ban muén mét chwong trinh SMED thir nghiém trén may tdn kém nhét xuwéng, doi tw van Al-X
sén sang cung ban do tuan dau tién.
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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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