AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

Bd cdng cu giam sat WIP gitra 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.

Mét ngan ao d& dang nghén giira chuyén: Tién nam pheoi nang, cdng nhan
dirng che

Tai mot nha may may xuat khau 20 chuyén & Hung Yén san xuéat 4o khoac méng xuéat khau sang My, canh tuwong
quen thudc méi chiéu la cac thung nhwa dung ban thanh phdm (WIP — Work In Process) chét cao ngét nguwéng
gitra cac ban may. Poan tir khau chap vai dén tra nep kéo khoéa co t¢i hon 1.200 chiéc 4o d& dang nam cho,
trong khi cudi chuyén tai cong doan déng géi chi ra rai rac 30—40 ao/gid. Khi dwoc héi ly do vi sao khéng chuyén
hang cho cong doan sau, chuyén trwdng trd 1&i: "Bén nep chwa lam xong nén bén em chwa thé may gau". Két
qué: hon 140 triéu ddng vén vai va cong lao ddng ndm chét cirng gitra xwdng , hang ban bui, nhan nhum, va
xwéng mat thém 15% chi phi cho cdng doan la phang lai 4o trudc khi dong thung.

Nguyé&n nhan sau xa la xwéng may khdng cé gidi han tran ban thanh phdm d& dang (WIP Limit) gitra cac tram.
Coéng doan trwdc clr lam hét toc lwc réi dun sang cdng doan sau ma khéng quan tam tram sau cé tiéu thu kip hay
khéng. Bo céng cu nay di kém SOP SOP-TM-5858 — Giam sat WIP gitra chuyén va phat hién nat that , giup cac
nha quan ly may mac kiém soat dong chady ém &, phat hién nut that tirc thdi va gidi phong hang tram triéu dong
vbn dong.

Nguyén ly Dong chay May mac: Quy luat Kanban & Giéi han WIP Limit

Trong day chuyén may céng nghiép, ban thanh phdm dé& dang vira 1a "dau boi tron" gitp chuyén may chay lién
tuc khi cé sw ¢ nhd, nhung ddng thdi ciing 1a "chat doc" nubt chirng vén va lam che gidu cac yéu kém quan ly.
Néu WIP qua it (dwéi 3 do/tram), chi cAn mét kim may may bi gay |a tram sau ngay lap tic d6i viéc. Néu WIP quéa
nhiéu (trén 30 do/tram), thdi gian sén xuét (Lead Time) sé& bi kéo dai gap 3 Ian va I6i may héng sé bj che gidu cho

dén khi hang ngan san pham 16i da dwoc tao ra.

Mtrc WIP Bém Téi Uu (Standard WIP) = (Sé tram may x 5 dén 10 4o) + Lwong dém tai cac tram chuyén giao cum
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Muc WIP gilra cac tram

Tha ndéi khéng gi¢i han; tram nao
nhanh c&r ddn hang sang tram sau

Thiét 1ap tran WIP Limit cirng (t6i da
10—-15 &o/tram tuy chiing loai)

Phat hién 16i may hdng

Chay hét 1.000 4o méi phat hién 16i
sai dwong di bo tir tram dau chuyén

Phat hién 16i ngay & san pham thi
5-10 nho dong chay nhd (Small
Batch)

Thoi gian san xuét (Lead Time)

Mat 3-5 ngay d& 1 xap vai cét ra
dwoc may xong thanh cai ao hoan
chinh

Rat ngan Lead Time xudng con 4-8
gi® (chay xong trong ngay)

(ng pho tram nghén (Bottleneck)

Tram nghén bi ngdp trong thung
hang; chuyén truéng khong biét ctru
tr dau

Bang canh bao thé dé (Kanban) kich
hoat cong nhan da nang dén hé tro
ngay

Mat bang & Vé sinh cong nghiép

Léi di gitra cac chuyén may bi chiém
dung lam kho chira thung WIP tam

Mat bang thoang dang, 16i di sach
s&, san pham khong bi ban muc/bui

So dd giam sat WIP va phat hién tram nghén trén chuyén may CAT BTP WIP: 500 than MAY CUM WIP: 120 4o
TRA NEP KEO KHOA 1,200 AO TRAM NGHEN (VUQT TRAN) MAY GAU WIP: 15 4o (BPOl) PONG GOI Thanh
phdm HANH DONG KHI NGHEN VUQOT WIP LIMIT (> 25 AO/TRAM): 1. Dirng ngay cong doan trwéc dun hang
sang « 2. Diéu cong nhan da nang sang hd tro 3. Tach cdng doan hodc ga cir phu tro d& ha SAM tram nghén Hinh

1 — Biéu dd giam sat WIP gitra chuyén: Phat hién tlrc thoi tram nghén vuot tran d& dang

B6 cong cu di kém SOP-TM-5858: 6 biéu mau, dung ding lac

1 Bang gi¢i han WIP | Khi
(WIP Limit Sheet)

chudn bj rai
chuyén style m&i

Ky sw |IE / Ké hoach

P&t tran WIP gibng
nhau cho moi cong
doan ma khéng
phan biét cong doan
phirc tap va don
gian

2 Biéu mau do WIP
gi® (Hourly WIP

Do dém 2 giod mot
lan trong ca

QC chuyén / Chuyén
trwdng

Pém s6 lwong woc
chirng bang mat ma

(Bottleneck Log)

WIP Limit

Tracker) khong dém chinh
xac sb bd/ao tai tram
3 S& xr ly diém dén | Ngay khi tram vwot | Chuyéntrwdngmay | Thdy hang dén

nhuwng khéng ghi
nhan nguyén nhan
(do may héng, do
tho yéu hay do vai
16i)
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4 Template phan tich | Hang tuadn tai budi | K sw IE + QC | Chi giai quyét phan
nut that hop san xuét trwéng ngon bang cach cho
tang ca ma khdéng
phan tich thao tac dé

ha SAM
5 Bang SAM — ky | Ra soat trwdc khi d6i | Phong Ky thuat may Phén cbéng tho tay
nang tram ma hang nghé yéu vao lam

cac cong doan nut
that cé SAM I&n

6 Sbé bai hoc theo style | Khi két thic don | IE + Trwéng phong | Khong ghi lai cac vi
(Lessons Learned) hang May tri hay nghén cla
style cii d& phong
ngtra cho don hang
twong tw 1an sau

Template di¥ liéu chudn gdm 6 truwdng bat budc: Cap tram may (Trwdc — Sau), Giéi han WIP tran (WIP Limit), Sé
lwong WIP thyc té tai gio» kiém tra, Thoi gian dén dong (phut), Trang thai (Binh thwdng / Canh bao / Nghén), Hanh
déng can thiép .

Quy trinh 5 bwéc kiém soat WIP giira chuyén may

Buwdc 1: Thiét 1ap gidi han tran WIP Limit cho tirng tram lam viéc (vi du: téi da 10 &o/tram) va son phan ving mau
tai vi tri d& ban thanh pham. Buwdc 2: Cl 2 gi&> mét 1an, QC chuyén kiém tra va ghi sé lwgng WIP thuc té 1én bang
Hourly Board. Buwéc 3: Khi s lwgng d& dang tai mét tram vuwot qua gidi han tran, thé canh bao dé dwoc treo Ién
tai tram do6. Buéc 4: Chuyén trwdng lap tirc didu dong 1 cong nhan da nang tir tram dang ranh sang may hé tro,
ddng thdi yéu cau tram trwde tam thdi ngwng dun hang. Buwéc 5: Cudi ngay, |IE va Chuyén trwdng hop 10 phat dé
danh gia nguyén nhan gbc clia tram nghén va dwa ra giai phap lam cir ga hodc cai tién thao tac cho ngay hom
sau.

Case study thwc té: Giai phéng 140 triéu dong WIP tai chuyén may Ao
khoac JK-608

Chuyén may 32 c6ng nhan san xuat 10.000 4o khoac gié xuét khau:

Téng lwong WIP gitva | 1.250 4o (don & ngdn | 280 4o (ndm trong trdn | Gidi phéng 77.6% lwong
chuyén ngang) kiém soat) hang dong
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Gia tri vdn bj nghén

142.5 triéu déng

31.9 triéu déng

Thu héi 110.6 triéu déng
tién vdn vai & cong

Thoi gian san xuét (Lead
Time chuyén)

4.5 ngay / don

1.1 ngay / don

Rat ngadn 75% thoi gian
hang qua chuyén

Chi phi Gi phdng 4o bi
nhan

18.2 triéu ddng / thang

2.1 triéu ddng / thang

Tiét kiém 16.1 triéu chi phi
la Gi lai

Téng hiéu qua tai chinh

Giai phong vén dong +
gidm chi phi Gi + tang tbc
giao hang

Gia tri thu hoi dat 126.7
triéu d / thang

4 Chi s6 KPI kiém soat d& dang chuyén may

Ty |é tram vwot WIP Limit

(Sb tram vwot trdn WIP +
Téng sb tram trén chuyén)
x 100%

<5%

Vwot 10%: Dwng ngay
viéc cap ban thanh pham
tr ban cét 1én chuyén

Thoi gian Iwu trung binh
ctua WIP (WIP Dwell Time)

Téng gi&> d& dang lwu tai
tram + Tbéng san lwong
hoan thanh

<2 giov

Qua 3h: IE phai vao bam
gi® lai thao tac tram dé g&
nghén

Ty 1& 16i may héng phat
hién sm

(S6 16i phat hién trong
vong 10 4o + Tbng sb 16i
phat sinh) x 100%

=2 90%

Duwéi 80%: Siét chat quy
trinh kiém tra 100% san
pham dau chuyén

Gia tri WIP binh quan /
chuyén

Tbng gia tri tién vai + cong
nam d& dang trén chuyén

<35triéud

Vwot 50 triéu: Canh béo
lén Trwdng phong San
xuat va Giam dbc

Checklist ky luat giam sat WIP — 4 diéu cam cta Chuyén trwéng

- Nghiém c&m chét déng thung WIP ngoai vi tri quy dinh: Ban thanh pham chi dwoc phép dé trong khay/gid
tai ving son ké vach tiéu chuan.

- Nghiém c&m tram trwéc tiép tuc may dun hang khi tram sau da treo thé dé: Phai dirng lai hodc chuyén
sang hd tro' tram sau ngay lap tirc.

- Nghiém c&m tich trir ban thanh phdm dé "danh lam ca sau": Dong chady phai lién tuc va minh bach 100%.

- Nghiém c&m bd qua viéc ghi s liéu trén bang Hourly Board: Sé liéu ghi sai hodc bé tréng sé lam dut gay
hé théng canh bao s&m.

S6 hoéa quan ly WIP trén hé thong ERP May méc

Khi rng dung hé théng quén Iy san xuét hién dai (nhw Odoo Manufacturing & Barcode Tracking):
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- Quét ma QR Code theo tirng b6 ban thanh phadm (Bundle Tracking): Khi bo vai dwoc cat xong, mbi bé
duwoc gan 1 thé Barcode/QR Code. Cong nhan tai mdi tram may chi can quét ma khi bat dau va hoan thanh, hé
thdng tw déng cap nhat vi tri WIP theo thdi gian thuc.

- Canh bdo trwc quan trén so' dé chuyén may ao (Digital Twin): Man hinh diéu hanh hién thi vi tri cac tram
may dwéi dang cac khéi mau (Xanh: binh thuong, Vang: sép day, Dé: qua tai), giup quan ly phat hién diém nghén
tr xa ma khoéng can xubng xwéng.

- Tw déng tinh toan gia tri WIP theo sb sach ké toan: Hé thdng tw ddng ghi nhan chinh xac chi phi nguyén
phu liéu va gi® cong da may vao gia tri sdn phdm dé dang tai thoi diém chét sé cudi thang.

Hanh dong ngay trong ngay mai

Hay cung k§ sw |E xuéng chuyén may cé nhiéu hang dong nhat, dung bang keo mau dan khoanh vung vi tri dé
khay WIP tai trng tram (quy dinh t6i da 2 khay, twong dwong 10 &o). Quy dinh r&: khi khay day, cdng nhan tram
trwdc tam ngwng chuy&n hang. Chi sau 2 ngay ap dung, ban sé thdy hang d& dang gidm mét nira va chuyén may
van hanh tron tru chuwa tirng co.

Toan bd biéu mau thyc hanh (Bang gi¢i han WIP Limit, Biéu mau do WIP gi®, S6 xt ly diém don, Template
phan tich nut that, Bang SAM tram, Sé bai hoc style) dwoc tich hop day di trong SOP-TM-5858 — Giam sat WIP
gitra chuyén va phat hién nat that .
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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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