AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

Bo6 cong cu lap lich nang lwc hiru han

Tai liéu thwe chién ERP « Al-X — ai-x.vn » Cap nhat 2026-08-18 02:08:55

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

Lich san xuat dep trén giay, xwéng chay trong thwc té

M6t xwdng ndi that & Binh Dwong tirng ¢6 "lich san xuét" dang nay: cot A ghi tén don, cot B ghi ngay bat dau, cot
C ghi ngay giao. Moi don déu dwoc xép lich — trong rat ngdn ndp. Nhwng dén gira thang, CNC chay 3 ca van
khéng xong, hang dén trwéc cabin phun son chat cao nhw nui, con t6 1ap rap thi ngdi choi hai ngay dau tuan vi
khéng cé ban thanh phdm. Giam dbc hdi ké hoach: "Lich rd rang thé sao lai tdc?" — va cau tra |oi khién nguoi
I&n: lich d6 chwa tirng hoi xwdng c6 bao nhiéu gid may.

Do 1a khac biét gitra lich liét ké viéc va lich nang lwc hivu han (finite capacity scheduling) : cai dau chi ghi "lam g,
khi nao", cai thi hai chi xép viéc vao lich khi gi&> may — gi& ngudi cla tirng cong doan con chd . Bd cdng cu nay
di kém SOP SOP-TM-5851 — Lép lich nang lwc hiru han theo céng doan cho nganh san xuét néi that / co' khi,
gitip ban dwng duoc lich kiéu thir hai ngay trén Excel.

Nguyén ly: tai nguon Iwc phai cham tran méi goi la lich

Moi cau chuyén Iap lich néng lwc xoay quanh mot phép so sanh don gian cho tirng céng doan, tirng tuan:
Tai nguodn lwc (%) = Gid viéc can trong tudn + Gid kha dung trong tuan x 100%
Gid viéc can dén tir dinh mirc: sb sa&n phdm x gi¢r dinh mlre cla tirng cdng doan (CNC, cha, phun son, 1ap rap...).
Gi® kha dung la tran cieng: s6 may/ngudi x gid lam viéc thuc té (da trir bo tri, nghi, hé s hiéu suat reasonably).
Ba 16i kinh dién khién phép tinh nay sai & hau hét xwéng téi gap:

- Binh mwre gior do: dinh mirc ghi 30 phut/bd nhwng chuyén thwe té chay 52 phat — lich tw ddng 1éch 70% tw
dong dau tién.

- Chi tinh cdng doan hep (bottleneck): lich chi xét CNC ma quén phun son — viéc ddn 6n sang cabin son,
xwdng van chay & chd khac.

- Xép lich theo ngay giao, khéng theo dong chay: moi don déu "gép cubdi ky", khéng don déu — tuan nay
60% tai, tuan sau 140%.
Cung mét tudn, ba cong doan, ba cau chuyén khac nhauCNC (2 may)142% — QUA TAICan 130,5h / c6 92h —
thiéu 38,5hPhun son (2 booth)87% — an toanCan 78h / ¢4 90h — con dw 12hL&p rap (6 5 nguwdi)103% — sat
tranCan 226h / c6 220h — thém 1 ngudi la daBa nguyén tac khi mot cong doan vuot 100%1. Khdng xép thém
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viéc vao cdng doan da 100% — du don cé gap dén dau. Pwa viéc di noi khac hodc dich lich.2. Chi mé thém nang
lwe (tdng ca, thué ngoai) khi da t6i wu thi tw chay — tang ca dé bu cho xép lich té 1a dbt tién.3. Hang ngay soi
dang 2 con sb: tai ké hoach tudn nay va téng gi¢ viéc dang chd (backlog) cuia tirng cong doan.Hinh 1 — Lich chi
dang tin khi tai ctia tirng céng doan dwoc so véi trAn ndng luwc that

B6 coéng cu di kem SOP-TM-5851: 6 biéu mau, dung duing lic

Ma trén gia cong —
ngudn lwc

Khi kh&i tao / méi
quy ra lai

San xuét + ky thuat

Ma tran ghi céng
doan chuin nhung
bd qua buwdc "chd
son khé" — cbng
doan &n khéng co
trong danh sach

Bang tinh gi& theo
routing

Mé&i san pham

Ky thuat

BDinh mec gio ly
thuyét tor thiét ké,
khéng hiéu chinh
theo sé liéu chuyén
chay thyc

Phiéu LTE tudn —
ké hoach chi tiét

Hé&ng tuan

Ké hoach san xuét

Phiéu tuan ra nhung
thay dbéi gitra tudn
khong cép nhat —
lich thanh trang gidy
chét

Bang xép  dot
(chuyé&n/may)

Hé&ng tuan

Quan dbéc  cac

xwéng

Xép dot theo cam
giac  "don quen
trwoc", khéng theo
nhém san pham
giébng nhau dé giam
chuyén ddi

Bang theo déi ngudn
Iwc qua tai

H&ng ngay

K& hoach + giam
dbe sx

Chi theo doi khi da
mudén — bang nay
phai xem MOI SANG
trwdc khi phat viéc
trong ngay
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6 Phiéu diéu chinh lich | Khi phat sinh (don | Ké hoach (duyét: GB | Diéu chinh miéng
gép, hdng may) SX) qua Zalo — lich trén
hé théng va lich
trong xwdng thanh
hai thé gioi

Template di liéu chudn gdm: cong doan, bd phan/ngudn lwc, ma sadn phdm va dinh mdc, ngudn lwc/gidy, hé sb
chuyén déi, ké hoach gi® can/gi¢» cé theo tuan, chénh léch — day la toan bo dir liéu can dé tinh tai va xép dot, du
bang Excel hay ERP.

Quy trinh 5 bwéc: dwng lich nang lwe hiru han méi tuan

1Chét ma trannguén lwcMay, nguoi, gid/tuanKé ca cong doan an2Tinh gidtheo routingSL x dinh mdc gioCho
tirng céng doan3Tinh taitlrng tuAnCan + c6 = % taiNhin 4-6 tudn t&¢i4Xép dottheo nhém SPGidm chuyén dibon
gap phai dbi chd5Theo daiva diéu chinhMbi sang xem taibiéu chinh qua phiéuLich néng lwc hiru han 1a vong 1ap
tuan: chét nang luc — tinh gid — so tai — xép dot — theo déi — quay laiHinh 2 — Vong 1&p 1ap lich hdng tuan
clla SOP-TM-5851

Budrc 1 : liét ké tron bd ngudn lwc — mbi may CNC, mdi cabin son, mdi t I&p rap — v&i gior kha dung/tuan thuc
té (da triv bao tri dinh ky va hé sb sin sang 85-90%). Bwéc 2 : v&i mbi don trong 4-6 tuan tdi, tinh gid can = sb
lwong x dinh mirc gi®r theo routing, phan ra vé tirng céng doan. Budc 3 : chia cho tirng tuan theo dong chay hop
ly (ch&r khéng ddn vé deadline) va so véi gio cd — dworc biéu dd tai nhw Hinh 1. Buwdc 4 : xép dot chay cho tirng
chuyén/may theo nhém san pham ddng dang dé gidm thoi gian chuyén déi; don gap mudn chén phai chirng minh
duwoc chd chén béng cach day don khac (ghi trong phiéu diéu chinh). Bwéc 5 : méi sang, cap nhat tién do thuc va
tinh lai tai tuan hién tai — lich |a vat séng, khéng phai ban in treo tuwdng.

Case study: tuan 37 qua tai CNC 142% x@ ly thé nao?

Xwéng noi that c6 2 may CNC (92 gid/tuan), 2 cabin phun son (90 gid/tudn), t6 1&p rap 5 ngwdi (220 gidr
ngudi/tuan). Tuan 37 c6 3 don dang mé:

Pon hang | Sé lwong | CNC (dinh m&rc — gi® can) | Phunson | Lap rap | Khach hen

TF-0912 — tG 4o trwot | 80 bd | 0,60 h/bd — 48,0h | 0,80 h/bd — 64,0 h | 1,50 h/bd — 120 h | Ngay 12 (tudn 38)
TF-0914 — clra gb cdng nghiép | 150 canh | 0,35 h/canh — 52,5 h | 0,50 h/canh — 75,0 h | 0,90 h/canh — 135 h |
Ngay 10 (tuan 38)

TF-0915 — ban lam viéc | 60 chiéc | 0,50 h/chiéc — 30,0 h | — | — (mua ghép) | Ngay 15 (tuan 39)

Téng gio cAntudn 37 | — | 130,5/92h — 142% | 139/90 h — 154%* | 255/220 h — 116%* | —

(*da tinh ca phan viéc trwot tlr tudn 36). K& hoach xir ly theo quy trinh: (1) TF-0915 hen tuin 39 — kéo toan bd 30
gi&> CNC clia n6 sang tuan 38 (t&i CNC con 100,5/92 = 109%); (2) 60 canh clra ciia TF-0914 (21 gi® CNC) gia
céng ngoai xwdng CNC ddi tac — tai con 79,5/92 = 86%; (3) lap rap thué thém 2 tho thdi vu 3 ngay (thém 66 gi®
nguwdi) — tai con 89%; (4) phun son d&i 2 nghin canh clra sang booth thi hai chay thir Bay (+12 gid) va phan
son TF-0912 chuyén sang dau tuan 38 vi khach hen ngay 12 — tai vé 95%. Két qua: ca ba céng doan vé dudi
ngwdng 100% ma khong can tang ca may CNC — vén |a phan xa dau tién cla xwdng nay mbi l1an qua tai, dét 9
triéu/tudn. Toan bod phan tich trén mét dung 40 phut cla ké hoach sén xuét véi sau biéu mau clia bd cong cu —
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thay cho mét cudc hop giao ban 2 tiéng ma sau dé chang ai biét tuan t&i chay cai gi truéec.

KPI theo déi: bon chi sé cua lich that

Tai trung binh cdng doan Gio viec can + gio khd | 85-95% (vira du, khéng | Dwéi 70% kéo viéc tir tuan
dung, theo tuan, theo cong | chét dubdi) sau lén; trén 100% day lich
doan hodc mé& nang Ilwc co

duyét

Sé 1an diéu chinh lich S6 phiéu diéu chinh phat | <2 lan/tuan Nhiéu hon nghia la ké
sinh mdi tudn hoach tudn chat Ilwong

kém — céi thién buwdc 2, 3

Chénh léch dinh myc — | Gi¢ thwc chay + gi¢ dinh | 1,0-1,15 Vuwot 1,2 1a hiéu chinh dinh

thue té murc, theo san pham mirc — dirng dé lich ct sai

mai vi dinh mirc do

Tuan |& giao dung hen nh& | % don hoan thanh dung | =92% Duw&i 85%: soi 3 don tré

lich ngay trong phiéu LTE nhadt — 8/10 lan nguyén

nhan la tai cong doan bj bd
qua

Checklist ky luat — bon cau héi méi tuan

- Lich luén gan v&i ngudn luc: khdng cé dong lich nao "treo" ngoai mdt may/tdé cu thé — viéc khdéng cé chd
lam la viéc chwa dwoc xép lich.

- Khéng céng doan ndo qué 100% kéo dai: quéa tai 1 tudn 1a chap nhan chién thuat; quéa tai 2 tudn lién |a van
dé& nang luc phai I1én ban GD san xuét.

- Pon gap phai tra gia bang ngay ctia don khac: chén don gap = day mot don khac — va don bi day phai
dwoc chi ddng bao lai ngay giao mai.

- Dinh mrc hiéu chinh theo sé liéu thwe: mdi quy, dbi chiéu gi® dinh mirc v&i gid thwe clia cac san pham
chay nhiéu — dinh murc la sinh vat séng.

Tw Excel Ién ERP: giéi han cua bang tinh

B6 coéng cu nay chay tbt trén Excel véi xwdng cé dudi 6 cong doan, dwdi 15 don mé va lich chi can tinh lai méi
tuan. Vuwot qua dé — thém may, thém coéng doan, khach doi cap nhat lich hang ngay — Excel bat dau 16 gi¢i han:
mdi thay ddi phai tinh lai tay toan bd tai, mot cell tham chiéu sai la ca biéu dd tai tw tin sai. Khi cé mét trong ba dau
hiéu, hay lén ERP (Odoo Manufacturing cé sdn work centers, routing va biéu dd tai Gantt theo nang lwc hiru han):
(1) trén 20 don mé song song; (2) can coi tai theo ngay chir khéng chi theo tuan; (3) muén lich tw déng dé xuét khi
c6 don méi. Luc doé cac field chuan cha template — cong doan, nguén lwc/gid, dinh mirc, hé sb chuyén dbi, gi®
can/cé — anh xa truc tiép vao work center va routing clia hé théng. Va 16i khuyén vang tlr nhirng 1an trién ké khai
that bai: dirng nhay 1&én ERP khi dinh mtrc gir con la sb dat tuy tién — hé thdng chi tw tin xép lich khi di liéu dau
vao biét ni that.
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Bat dau tir cong doan hay chay nhat

Chon dung mét cdng doan — thuong la CNC hodc phun son — tinh tai cla né cho 4 tuan t&i bang céng thirc
trén, va dan biéu dd tai Ién bang tin xwdng. Chi riéng viéc ca xwdng nhin thay con sb 142% méi sang ciing thay
déi cach moi nguwoi ndéi chuyén vé& "nhan thém don nira hay khéng".

B& biéu mau day dd (Ma tran gia cong — ngudn lwc, Bang gio theo routing, Phiéu LTE tuan, Bang xép dot,
Bang theo d&i qua tai, Phiéu diéu chinh lich) dwoc phat kém trong SOP-TM-5851 — Lap lich ndng lwc hiru han
theo cdng doan . Néu xwdng ban can mét ngwdi ban ddong hanh dwng lich nang lwc hiru han dau tién, déi tw van

Al-X s&n sang ho tro.
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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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