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SOP: Giam sat WIP giira chuyén va phat hién nat that
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Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

DPay la SOP chi tiét cho nganh San xuit may mac, di kém trang van dé 5858 — Giam sat WIP gitra chuyén va
phét hién nut that — dung cho San xuét, K& hoach (PPC), Chét lwong, Kho — Vat tw va CEOQ/BOD.

1. Tén SOP

SOP-TM-5858 — Giam sat WIP gitra chuyén va phat hién nut that (nganh San xuét may mac)

2. Muc dich

Lwong ban thanh pham gitra cac tram dwoc kiém soat trong gi¢i han; tén don che gidu nat that dwoc phat hién va

Xt ly theo di liéu.

3. Pham vi ap dung

Ap dung cho toan bd hoat déng lién quan dén "gidm sat wip gitra chuyén va phat hién nat that" trong doanh

nghiép San xuat may mac.

4. Thuat ngir va dinh nghia

WIP buffer Ban thanh ph&m che gitra hai tram

Gi&i han WIP Mtrc ton tdi da cho phép gilra cac tram
Nt thét chuyén Tram quyét dinh nhip thuc t& cta chuyén
Cycle time Thoi gian mot san phdm qua mét tram
Dong chay (flow) Mtrc di chuyén lién tuc gitra cac tram
Bang WIP theo gi¢ Do lwong ton gitra tram theo chu ky

5. Vai tro tham gia
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Quan déc chuyén Do WIP gitra tram, x& ly diém dén

IE/KY thuat Phan tich nat that tir di liéu WIP

Ké hoach Diéu chinh muc tiéu va hd tro’ khi nut that

San xuét Gilr gi¢i han WIP, khéng "chay dua" tich trir
CEO/BOD Duyét co ché hd tro nat that (thém may/ngudi)

6. Ma tran RACI

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

Hoat ddng | Quan déc | IE | Ké hoach | San xuat | CEO/BOD

Do WIP gittatram | RRA | C |1 | C ||
Phantichnutthdt | C | RIA | C | || |
Gitr gi¢ihanWIP | R | 1|1 ]| C ||

X lydiémdén |[R | C | C | C ||
Duyéthétronatthdt | C | R | R | | | A

7. Di¥ liéu dau vao

Bang can bang chuyén va nhip muc tiéu.

- S6 liéu WIP gitra tram theo gio.

San lwong cudi chuyén theo gio.

Lich st diém don cla style twong tuw.

8. Quy trinh tirng bwéc

Buwéc 1 — Dinh nghia gi¢i han WIP tirng cap tram. Theo nhip va khoang cach tram; gi&i han vira di mwot dong,
khong tich tri.

Budc 2 — Do WIP theo chu ky gi¢r. Diém check cb dinh gitra chuyén; ghi nhanh theo biéu mau chuan.

Buwdc 3 — Nhan dién nut that te div liéu. Tram cd WIP don lién tuc + tram sau do doi viéc = nat that that.

Budc 4 — X ly ngay trong ca. H6 tro' ngwdi/may/tach thao tac tai nat that; giam WIP trudc tram doé vé gidi han.
Buwédc 5 — Phan tich nguyén nhan gbc. IE ra SAM, ky néng, may cla nat that; diéu chinh bang can bang néu can.

Budc 6 — Chudn héa bai hoc theo style. Ghi nhan nut thét theo style dé chuan bi chuyén sau twong tw.

9. Piém kiém soat va diéu kién phé duyét
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Theo gi& WIP gitra tram trong gi¢i han

Khi vuot gi¢i han X0 ly trong ca khong dén cubi ngay
Cubi ngay Nt thét cé phan tich IE

Mbi style Bai hoc nut that dworc lwu

10. Ngoai lé va cach xtr ly

- Tram sau chii quan "chay nhanh tich tri¥": Ky luat gidi han WIP — tich tri» lam che nat that va tang 16i ton
dong.
- Nut that do may chuyén dung: D& xuat CEO hé tro may/ngudi kém div liéu WIP — san lwong lam can c.

- WIP do thti cdng qua tai: Chon diém do dai dién gitra cac cap tram chinh, khéng do mai vi tri.

11. KPI can theo dobi

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

WIP trong giéi han Gi¢ do dat / téng gi¢» do 2 90%

Nut that xt ly trong ca X0 ly trong ca / tdng phat sinh >90%

Efficiency chuyén Thuc / ly thuyét T&ng theo muc tiéu
Lead time qua chuyén T vao dén ra chuyén Giam theo ky

12. H6 so’ va biéu mau lién quan

Bang gi¢i han WIP theo cap tram.
Biéu mau do WIP theo gio.

Sé xt ly diém ddn.

Bai hoc nut that theo style.

(Chi tiét tivng biéu ma&u xem trong B6 céng cu giam sat WIP gitka chuyén .)

13. Pau ra va tiéu chi hoan thanh

- Nut that thay bang di liéu, xr ly soém.
- WIP gitra chuyén nhd, san lwong déu.

- Lead time chuyén giam dan.

14. Vi du thwec té

Vi du minh hoa mang tinh mé phéng.

M6t chuyén may jacket tich ban thanh phadm 3—4 ngay trwdc tram dong géi ma cubi chuyén van doi; div lieu WIP
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theo gi® cho thay tram gan zip 14 nat that that. Sau khi thém 1 may va tach thao tac do — can, WIP gitra chuyén
gidm 60% va san lvgng/ngay tang 14% khoéng thém téng nhan su.

15. Checklist ap dung nhanh

- [1Gidi han WIP dinh nghia tirng cap tram.
- [1 Do WIP dung chu ky gio.

- [1Vwot giti han xt ly trong ca.

- [ 1 Nut that cé phan tich IE.

- []1 Khéng tich trir "an toan ao".

- [1Bai hoc style dwoc lwu.

Xem thém: B6 coéng cu giam sat WIP gitra chuyén .
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AIX « TU VAN TRIEN KHAI ERP & Al

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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