AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

Bd cdng cu can bang chuyén

Tai liéu thwe chién ERP « Al-X — ai-x.vn » Cap nhat 2026-08-18 02:08:56

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

DPau chuyén may 80 aol/gi®, cudi chuyén ra 42 aol/gi®: Nghich ly mat 45%
nang suat

Mot xwéng may thé thao 24 chuyén tai Bac Giang gép tinh trang nhirc nhdi: cong doan may than trwéc va chap
vai chay rat nhanh (dat 85 chiéc/gi®’), nhwng dén céng doan tra tay va vién cd thi hang Un tic thanh tirng nui trén
cac xe day, trong khi cong doan may gau 4o cudi chuyén céng nhan thuwdng xuyén ngdi ch® viéc (san lwong dau
ra chi dat 42 chiéc/gi®). Quan dbc chuyén lién tuc héi thac: "Chuyén may lam nhanh tay lén!", nhwng cang héi thi
ban thanh phdm cang dén & tai tram tra tay. Két qua: hiéu suat chuyén (Efficiency) chi dat 54% , xwédng phai chi
hon 65 triéu tién tang ca mdi thang dé kip tién do xuét khau.

Khi chuyén gia IE (Ky thuat cong nghiép) vao do dac bang déng hd bdm giay, birc tranh that 16 rd: tram chép vai
c6 SAM (Standard Allowed Minute) chi 0.45 phut, trong khi tram tra tay c6 SAM Ién t&i 1.25 phat do phai ga civ
phirc tap. Chuyén bj léch can bang nghiém trong (Line Unbalance) — céng doan qué tai thi nghén, cong doan
thra gi® thi nhan réi. Bé cong cu nay di kém SOP SOP-TM-5857 — Lap ké hoach chuyén theo can bang chuyén ,
gitp ban phan rd SAM, chia tai déu va nang hiéu suat chuyén may vuot 85%.

Nguyén ly Can bang chuyén: Nhip diéu Takt Time va Chi sé can bang Line
Efficiency

Can bang chuyén (Line Balancing) la k§ thuat phan bd tdng khdi lwgng céng viéc (tong SAM cla san pham) cho
cac cdng nhan trén chuyén sao cho thoi gian chu ky (Cycle Time) tai mdi vi tri gan bang nhau nhét co6 thé va
khéng vwot qua nhip san xuat khach hang yéu cau (Takt Time).

Hiéu suat can bang chuyén (Line Balance Efficiency - %) = [Téng SAM cla Style + (S6 tram may x Thoi gian tram
cb chai Max SAM)] x 100%
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Phan céng céng doan

Tho gidi 1am khau kho, tho yéu lam
khau dé&; khéng tinh toan thdi gian
SAM twong rng

Phan ra chi tiét tirng buwdc thao tac,
ghép hoé&c tach céng doan dé Cycle
Time ddng déu

Xt ly tram c6 chai (Bottleneck)

Hbi thuc tho tram ¢d chai lam nhanh
— sinh 16i may 4u, d&t chi, nhan
dwong may

Bb tri thém may/tho phu tro (vd: 2
tho' cung tra tay) hodc cai tién civ ga
dé giam SAM

Ban thanh ph&m gitra chuyén (WIP)

Chat dbng ngdn ngang gitva cac
tram, che khuat tdm nhin va tang
nguy co ban vai

Duy tri dong chay 1 san pham
(One-piece Flow) hoac dém tiéu
chuan 5-10 do/tram

Chuyén ddi Style (Changeover)

M4t 2-3 ngay chuyén méi dat nhip
chuan sau khi dbi mau may moi

C6 Checklist chuyén Style chi tiét;
tho tap may thir trwde trén may phu
mau

Theo doéi san lwgng gio

Cubi ngay dém tbng 4o may xong;
thiéu hut thi sang hdm sau méi ban

Bang theo dbi san lwgng tirng gio
(Hourly Production Board); Iéch nhip
xt ly ngay

Biéu dd can bang tai SAM gilra cac tram may trén chuyén TAKT TIME: 0.85 MIN 0.65m 1. M tru 0.78m 2. Tra ¢cb
1.25m (THAT) 3. Tra tay 0.55m 4. Suon 0.45m (POI) 5. G4u 4o 0.70m 6. End-line Gidi phap: Tach tram Tra tay
thanh 2 may — Cycle Time gidm vé& 0.63m Hinh 1 — Biéu dd phan tich SAM: Tram tra tay vwot Takt Time gay
nghén toan chuyén

Bo6 cong cu di kem SOP-TM-5857: 6 biéu mau, dung ding lic

1 Bang SAM theo style | Khi chudn bi san | Ky sw IE / Ky thuat | LAy SAM t&r phong
(Operation xuét style m&i may mau ma khong tinh
Breakdown) hé sb hoc viéc
(Learning curve) cua
cobng nhan xwéng
2 Template can bang | Trwdc khirdi chuyén | IE + Quan déc | Khéng tinh dén ma
chuyén (Line | 2 ngay chuyén tran ky nang da
Balance Sheet) nang cla cong nhan
khi ghép 2 thao tac
cho 1 nguoi
3 Bang theo dbi san | Cap nhat mdi 60 | T6 trwdng / QC | Ghisd cho cé I& vao
lwong gi&@ (Hourly | phuttrong ca chuyén cubdi ca; khi san
Board) lwong sut giam gio
nao khéng ai truy
nguyén nhan gio do
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4 Ma tran ky nang | Panh gia dinh ky | Trwéng phong Nhan | Danh gid bang cam
céng nhan  (Skill | hang thang sy + IE tinh; khéng cé bai
Matrix) test dinh lwong téc
do may va ty 1é 16i
5 Checklist ~ chuyén | M&i lan ddi ma hang | Co dién + Ky thuat | May may chwa gén
style  (Changeover | may chuyén c¥ ga chuén da cho
Checklist) cobng nhan vao ngbi
may th& gay hdng
hang loat
6 Bao cao efficiency | Tai cudc hop tdng | Giam dbc San xuét Chi xem san lwong
hang tuan két tudn tdng ma khong phan
tich that thoat hiéu
sudt do dirng may
hay mét nhip

Template di¥ liéu chudn gdm: M4 thao tac, Tén budc cong viéc, Loai may may & cir ga, SAM chuén, Tén coéng
nhan & Diém k§ nang, Cycle Time thuc t&, Ty I& tai tram (%) .

Quy trinh 5 bwéc can bang chuyén may dat hiéu suét trén 85%

Buwéc 1: IE phan tich Style thanh danh muc cac buwdc cong viéc chi tiét kém thoi gian chudn SAM theo phwong
phap GSD. Bwéc 2: Tinh Takt Time = Thoi gian lam viéc hiéu dung + Muc tiéu san lwgng gid. Buwdc 3: Ghép cac
thao tac nhé thanh tram lam viéc sao cho Cycle Time méi tram nam trong khodng 90-100% Takt Time; di chiéu
Ma tran ky nang dé& xép céng nhan phu hop. Bwédc 4: Rai chuyén va bam gi¢ thuc té 20 san phdm dau tién; néu
phat sinh tram nghén, lap tirc bd sung cir ga hoac hd tro thao tac phu. Bwdc 5: Van hanh bang san lwong tirng
gi®; néu mét tram hut sén lwong qua 15 phut, t6 trwdng phai can thiép ngay khéng dé 1ay lan sang tram sau.

Case study: Tai cau tric chuyén may Polo Shirt PL-500

Chuyén may 28 céng nhan san xuét 4o Polo thé thao xuét khau:

San lwgng dau ra binh | 42 4o/ gi®v 74 4o/ givv Tang +76.2% san luwong
quan xuét xwéng

Hiéu suit can bang | 54.2% (léch tram tra ¢cb & | 86.5% Dong chay dong déu, triét
chuyén (Balance | tratay) tiéu thoi gian cho
Efficiency)

Ban thanh pham d& dang
trén chuyén

1250 4o (un téc ngbn
ngang)

220 4o (dém chuan nhip
nhang)

Rut ngén Lead Time san
xuét tr 4 ngay con 1.2
ngay
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Chi phi tang ca lam thém
gio

65.4 triéu déng / thang

8.2 triéu dong / thang

Tiét kiém 57.2 triéu chi phi
nhan céng mdi thang

Téng két loi ich kinh té

Tang san lvong giao hang
+ giam gi& tang ca + giam
WIP

Gia tri gia tang dat 182
triéu d / thang / chuyén

4 Chi s6 KPI van hanh chuyén may dat chuan quoc té

Line Balance Efficiency
(%)

[Téng SAM + (S6 lao ddng
x Max Cycle Time)] x
100%

= 85%

Dui 80%: IE phai thiét ké
lai so d6 chuyén va ga civ
hd tro

Ty 1& dat k& hoach gi&
(Hourly Target)

(San lvong thuc té ting
gi& + Muc tiéu gio’) x 100%

= 95%

Hut 2 gio lien tiép: To
trwdng va Co dién phai xt
ly ngay tai tram

Thoi gian chuyén  Style
(Changeover Time)

Thoi gian t khi 4o cudi
style cii roi chuyén dén khi
4o dau style maira

< 120 phut

Qua 2h: Ra soat lai khau
chudn bj civ ga va dao tao
trwdc chuyén

Ty |&é cong nhan da nang
(Multi-skill)

(S6 cong nhan may duoc
> 3 cong doan + Téng
cong nhan) x 100%

=2 60%

Dwéi 50%: Lén ké hoach
dao tao chéo xoay tua dinh
ky

Checklist ky luat can bang chuyén — 4 nguyén tac vang ctua Té trwéng

- Khéng dé tram cb chai dirng mét minh: Ludn cé phwong an cong nhan da ndng ctvu vién san sang khi tram
that gap sw cb.

- Cap nhat bang san lvong gid dung tirng phut 60: Khdng bao gier don sé liéu dé& ghi mot 1an vao cudi ca lam
Viéc.

- Duy tri mtrc WIP dém tiéu chuan (Standard WIP): M&i tram chi gil t6i da 5—10 than &o; nhiéu hon la bao
dong tac, it hon la bao ddng dai viéc.

- Kiém tra cir ga va may may trwdc gio> mé chuyén 2 gi¢: Dam bao may méc van hanh hoan hao truwéc khi

cbng nhan vao vi tri.

Png dung loT & ERP trong giam sat can bang chuyeén th&i gian thwe

Khi tich hop hé théng quan ly s&n xuat may mac hién dai (nhw Odoo Shopfloor & loT Box):
- Man hinh Andon Board dién t(r tai dau chuyén: Cap nhat san lwong tirng tram theo thoi gian thuc
(Real-time); tram nao bi nghén lap tirc hién thi mau dé canh bao trén man hinh I&n.

- Can bang chuyén ddng (Dynamic Line Balancing): Hé thdng goi y diéu chuyén céng nhan linh hoat dua

ai-x.vn — Tai liéu SOP mién phi * Trang 4


https://ai-x.vn

Al-X * Tw van trién khai ERP & Al — B6 cong cu can béng chuyén

trén dir liéu tbc d6 may thwe té ghi nhan tr cdm bién may may.
- Phan tich d¥ liéu hiéu suét ca nhan (Worker Efficiency Tracking): Tw dong tinh toan nang suét va luvong
san pham chinh xac cho tirng ngudi may, kich thich tinh than thi dua lao dong.

Hanh déng nang chuan chuyén may ngay hém nay

Hay chon chuyén may cé nang suét thAp nhat xwéng , dung déng hd badm gi& do lai Cycle Time clia toan bo cac
tram, vé biéu d6 phan tich nhw Hinh 1. Chi cAn g& dwoc tram cb chai Ién nhat bang cach bd sung 1 cir ga hodc
tach doi cong doan, ban sé thdy san lwong toan chuyén ting vot ngay trong ca may tiép theo.

Toan boé biéu mau thwc hanh (Bang SAM theo style, Template can bang chuyén, Bang theo déi san lvgng gio,
Ma tran ky nang, Checklist chuyén style, Bao cao efficiency) dwoc tich hop trong SOP-TM-5857 — Lap ké& hoach
chuyén theo can béng chuyén .
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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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