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i 1.Khai quat vé quan tri san xuat
1.1.Khai niém vé Quan tri san xuat

1.2.Muc tiéu cua quan tri san xuat
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| Quan tri san xuat l1a gi?

Quan tri san xuét 1a quan tri qua trinh bién
cac yéu td6 dau vao nhw nguyén vat lidu, thiét
bi, may moc, dat dai (vat lwc), lao ddng (nhan
lwe), von (tai lwe) va quan ly thanh hang hoa
va dich vu mong muon.
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Muc tiéu cia quan tri san xuat

Bao dam sb lwong, ching loai va chat luvong
san pham va dich vu

Bao dam dung thdi gian .
Chi phi san xuat thap nhat

Bao dam tinh linh hoat
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i 2.Ké hoach hoa san xuat

2.1. Khai quét vé ké hoach hoéa san xuat
* Ké hoach hoa san xuat va chwong trinh (dw an)
* Muc tiéu clia ké hoach hoa san xuat tac nghiép

2.2. Phwong phap hé tro xay dwng ké hoach
hoa san xuat —-phwong phap MRP
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*Ké hoach hoa san xuat va chwong trinh (dw an)

*Theo lich thoi gian:

-+

-+

-+

Ké
Ké

Ké

noac

noac

noac

h sdn xuat dai han

n san xuat trung han

n san xuat ngan han

*Khong theo lich thdi gian: Néu ké hoach hoa khong

theo lich thdi gian nguoi ta xay dwng va td chuirc
thwe hién cac chwong trinh san xuat.
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No6i dung chul yéu cua ké hoach
san xuat ngan han

SO lwgng tirng loai san pham duoc san xuat trong
toan doanh nghiép va & tirng phan xwdng trong ky ké
hoach.

Murc ton kho cudi ky dbi vai tirng loai thanh pham,
ban thanh pham va twng loai vat tw.

Mlrc d6 str dung cac yéu to sén xuat nhw: may maéc,
thiét bi, lao ddng, dién tich san xuat,...

Nhu cau vat tw cho san xuat, nhu cau ban thanh pham
mua ngoai,...

Ké hoach hop dong thué ngoai gia cong.
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Can clr dé xay dwng ké hoach
san xuat ngan han

Du’ bdo murc tiéu thu sdn pham

Nhitng don dat hang cia khach hang chua dugc thoa
man trong ky ké hoach trudc.

Cac dan dat hang da ky hoac du kién sé ky cho ky ké
hoach.

S3 lugng san pham ton kho, san pham ddé dang trong
qua trinh san xuat sé dugc hoan thanh trong ky ké
hoach.
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Can clr dé xay dwng ké hoach
san xuat ngan han

= Nang luc san xuat cua toan doanh nghiép va cua tung
bo phan cua doanh nghiép

= SO lugng lao dong trong ky ké hoach

= Cdc thong tin vé chi phi san xuat, chi phi thay doi hé
théng san xudt, chi phi du’ trir san pham, nguyén vat
li€u phuc vu cho san xuat, ...

10
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*Ké hoach hoa san xuat va chwong trinh (dw an)

b, Chwong trinh (Dw an):

-Hinh thdc nay thudng gap khi doanh nghiép ti€n hanh san
xuat dan chiéc.

-Thdi gian thuc hién 1 du an san xudt rat khac nhau: co thé
la vai tuan cho dén vai nam.

-C6 nhiing muc tiéu cu thé phai dat dugc trong mot pham
vi nhat dinh, c6 thai han bat dau va két thuc nhat dinh, co
ngan quy va nguon luc dugc tiéu dung riéng va cd nguoi
phu trach riéng.

11
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*Muc tiéu cua ké hoach hoa san xuat tac nghiép

Muc tiéu cta ké hoach san xuat ngan han thwong la
tan dung tot nhat nang lwc san xuat hién ¢ nham toi
da hoa mtrc chénh léch gitra doanh thu va chi phi
kinh doanh bién dbi.

12
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i*Muc tiéu cia ke hoach hoa san xuat tac nghiép

*Thde ba,doi véi doanh nghiép da san xuat
thi viéc tinh chi phi c¢6 dinh binh quan cho
trng loai sdn pham la viéc lam khoéng don
gidan = rat khoé xac dinh mdre 1di rong cho
doanh nghiép da san xuat.

13
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xuat- Phwong phap MRP,

iZ.Z.Phu’o’ng phap ho tro’ xay dwng ké hoach san

*Sw ra d&i cua MRP1 - Material Requirement
Planning:

-Phwong phap nay dwoc ra doi vao nhirng nam
60 cUa thé ky 20

-Da dwoc cai tién nhiéu lan va tr& Ién rat tién loi
sau khi cé sy tro gilp tinh todn cta cac phan
mém chuyén dung.

14
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*Vai tro cua phwong phap MRP1

i C6 vai tro rat Idn doi voi doanh nghiép c6 nhiéu
loai sdn phdm hay san phdm c6 két ciu phic tap
bao gom nhiéu bd phan, chi tiét hop thanh. Vi:

-Doi v&i cac doanh nghiép nay viéc quan Iy nguyén
vat liéu rat nhiéu va phirc tap, doi héi phai cap nhat
thwdng xuyén.

>Quan ly tét ngudn vat tw,nguyén vat liéu

15
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i *Vai tro cua phwong phap MRP1

Pé dam bao yéu cau nang cao hiéu qua hoat dong
san xuat, giam chi phi dw trir trong qua trinh san xuat,
cung cap nhirng loai nguyén vat liéu, linh kién dang
thoi diém khi cé nhu cau ngwdi ta str dung phwong
phap MRP1.

16
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*Noi dung phwong phap MRP1

Phwong phéap nay chia nhu cau NVL thanh 2 loai:

Nhu cau déc lap la nhirng nhu cau vé sadn pham cudi cing va
nhirng chi tiét, bd phan ma khach hang dat hang, dwoc xac dinh
bang phwong phap dw bao murc tiéu thu san pham.

Nhu cau phu thuéc |a nhirng nhu cau dwoc tao ra t&r nhirng nhu
cau doc lap, dwoc tinh toan nhé viéc phan tich san pham thanh
cac bd phan, cac chi tiét va linh kién, cac loai nguyén vat liéu.
Nhu cau phu thudc dwoc xac dinh bang cac phwong phap tinh
toan.

17
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*Noi dung phwong phap MRP1

Tinh toan nhu cau la néi dung chid yéu cta phuong
phap MRP1.Phuong phap MRP1 duoc tién hanh qua cac
buwdc sau :

*Budc 1: Phan tich két cdu san pham

-Phan tich két cau san phdm ma doanh nghiép san xuéat
thanh cac bd phan va chi tiét hop thanh & cac cap khac
nhau

-Ké&t qua clia budc nay sé gilp cho ching ta xac dinh dwoc
nhu cau ddc l1ap va nhu cau phu thudc

18
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Str dung két cau hinh cay ¢é nhirng diém can lwu y

= Cap trong so do két cau:
-Nguyén tac cap 0 la cap &ng v&i san pham cudi cung.
-Clr m6i 1an phan tich thanh phan ciu tao cta bd phan ta lai chuyén
sang 1 cap.

= Lién hé trong so dd két cau:

Po6 1a nhirng dwerng lién hé gitra 2 bd phan trong so do két cau
hinh cay.B6 phan trén goi la bd phan hop thanh va bé phan duwéi la bd
phan thanh phan. Mai lién hé c6 ghi kém theo mét hé s6 nhan ma dinh
vi cla no co thé khdéng ddng nhat gitra bd phan hop thanh va bé phan
thanh phan.

19
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*Noi dung phwong phap MRP1

*Bwéc 2: Xac dinh nhu cau nguyén vat liéu, chi tiét cho bd phan
san xuat

Nhu cau cap 0: 1a nhitng nhu cau ddc 1ap, dwoc xac dinh qua cac don
hang, qua dw bao mirc tiéu thu cda thi treérng dbdi véi sdn pham cudi
cung hodc chi tiét clia sdn pham.

Nhu cau nguyén vat liéu cia mot cap nao do trong cay két cau san
phdm dwoc xac dinh tir nhu cau cap thap hon thédng qua tinh toan voi
sw tro giup cha dinh mic kinh té — ky thuat. Két hop véi théng tin vé
lwo'ng nguyén vat liéu, cac bd phan, chi tiét, sdn phadm cudi cung con lai
duw tri¥ trong kho ching ta xac dinh dwoc nhu cau thwe vé nguyén vat
liéu, chi tiét can thiét cho toan bd ké hoach san xuat cling nhw tirng giai

doan.
20
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*Noi dung phwong phap MRP1

*Bwére 3: Xac dinh thoi diém dat hang.
Pé cung cap nguyén vat liéu, bd phan chi tiét cho san xuat
can phai cé nhirng khoang th&i gian nhat dinh.

Thoi gian dat hang dwoc xac dinh 1a khoang thdi gian ké tir
khi doanh nghiép thdng bao nhu cau cho nha cung cap
hodc tw sdn xuat dén khi nguyén vat liéu dwoc van chuyén
vé doanh nghiép va hoan thanh cac tha tuc nhap kho
chuan bi san sang dé dwa vao san xuat

V&i méi loai nguyén vat liéu, méi nha cung cap sé co

thoi gian dat hang khac nhau. .

ongThanCong.com https://fb.com/tailieudientucntt
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3.Mot so cdng cu ho tro phoi hop san xuat -

Phwong thirc phéi hop cdc bwéc céng viéc

22
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Phwong thirc phoi hop cac bwéc cong viéc

a,Sw can thiét:

Van dé phodi hop cac buwdc cong viéc dwoc dat ra khi doanh
nghiép hoac bé phan bén trong doanh nghiép phai:
-Tién hanh ché bién mét loat n san pham (bd phan, chi tiét),
-Mbdi sdn pham (bd phan, chi tiét) déu phai lan lwot trai qua ché
bién & m budc cdng viéckhac nhau,
-Th&i gian gia cong & buwdc cdng viéc thir i la ti.
-Théi gian céng nghé ché bién ca loat sdn pham (bd phan, chi
tiet) la tong thdi gian can thiét dé hoan thanh viéc ché bién ca
loat san pham (bd phan, chi tiét) phu hop voi cac yéu cau ky
thuat — cong nghé san xuat da co. 23

om/tailieudientucntt


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

3.2.Phwong thirc phoi hop cac budc céng viéc

a,Sw can thiét (tiép):

Trong thuc té:
-Viéc rut ngan thdi gian ¢dng nghé san xuat co thé dan dén
nhirng chi phi bd sung do ngu®i lao déng cling nhw may mac,
thiét bi khdng dwoc lam viéc lién tuc
-Nguore lai,viéc kéo dai thdi gian cdng nghé ché bién cling c6 thé
gay thém chi phi lwu kho san pham d& dang, ban thanh
pham,...

Vi vay,viéc lwa chon va quyét dinh phwong thire phdi hop
cac buwdc cong viéc la rat can thiét.

24
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3.2.Phwong thirc phoi hop cac budc céng viéc

b,Céc phuong thire phoi hop céc budc céng viée chu yéu

*Phdi hop céng viéc theo phwong thire ndi tiép

* Phdi hop cdng viéc theo phwong thirc song song

* Phdi hop cdng viéc theo phuwong thirc két hop

25
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*Phoi hop céng viéc theo phuwong thire ndi tiép

*Pac diém:

-Tai méi budc cdng viéc tat ca cac san pham (bd phan,
chi tiét) trong loat san xuat dwge gia cong ché bién mét cach
lién tuc, ndi tiép nhau.

-Mbi lan chuyén san pham gitra cac budc céng viéc
thwe hién theo tirng loat.Qua trinh nhw vay cho dén khi hoan
thanh m bwdc cong viéc.

*Cong thirc

T “n*Xt

26
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iét sO lwong mot loat dwa vao san xuat cia mot xwdng

may ao so' mi la n =10 chiéc, qua frinh trai qua 4 budc
cbng viéc (m=4), thoi gian ché bién & cac budc cdng viéc
nhuw sau:
Thoi gian & buwdc cdng viée cat t1 1a 1gid
Thoi gian & buwdc cdng viéc may t2 1a 6gid&
Théi gian & bwdc cdng viéc thua khuyét t3 1a 0,5gid
Thoi gian & buwdc cdng viéc la t4 1a 0,5gi&

_Hay xac dinh thdi gian cong nghé ché bién c loat san
pham theo phwong thirc néi tiép va vé so dé minh hoa.

27

CuuDuongThanCong.com https://fb.com/tailieudientucntt


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

*Phoi hop cdng viéc theo phuwong thirc song song

*Dac diém:

-M6i san pham (bd phan, chi tiét) sau khi dwoc ché bién
xong & buwdc cdng viéc tredc sé dwoc chuyén ngay
sang tiép tuc ché bién & buwdc cdng viéc tiép theo ma
khdng phai ché cac sdn pham (bd phan, chi tiét) khac
trong loat.

-Qua trinh nay dién ra cho t&i khi ché bién xong ca loat n
san pham (bd phan, chi tiét) @ m bwdc cdng viéc.

*Cong thuc:

28
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iét sO lwong mot loat dwa vao san xuat cia mot xwdng

may ao so' mi la n =10 chiéc, qua frinh trai qua 4 budc
cbng viéc (m=4), thoi gian ché bién & cac budc cdng viéc
nhuw sau:
Thoi gian & buwdc cdng viée cat t1 1a 1gid
Thoi gian & buwdc cdng viéc may t2 1a 6gid&
Théi gian & bwdc cdng viéc thua khuyét t3 1a 0,5gid
Thoi gian & buwdc cdng viéc la t4 1a 0,5gi&

_Hay xac dinh thdi gian cong nghé ché bién ca loat san
pham theo phwong thirc song song va vé so dé minh hoa.

29
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*Phoi hop cdng viéc theo phwong thire két hop

*Pac diém:

-Trwdng hop ti<ti+1 thi: chuyén theo phwong thirc song song dbi
v&i sdn pham (bd phan, chi tiét) dau tién cia loat, tirc 1a khi san xuét
dwoc 1 san phdm (bd phan, chi tiét) dau tién ta chuyén ngay sang
budc cong viéc tiép theo. Tai bwdc cdng viéc i+1 sdn pham (bd
phan, chi tiét) dau tién dwoc ché bién ngay khdng phai chd doi.
-Trwdng hop ti>ti+1thi: chuyén theo phwong thirc song song ddi voi
san pham cudi cung cla loat san pham (chuyén theo phwong thirc
song song c6 nghia la sdn pham gia cdng ché bién xong & buwéc
coéng viéc nay sé dwoc chuyén ngay sang bwdc cong viéc tiép
theo).

*Cong thuc:

Ty —N¥< ti (n 1)~ “ tinh
I~ 1 i1 30
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iét sO lwong mot loat dwa vao san xuat cia mot xwdng
may ao so' mi la n =10 chiéc, qua frinh trai qua 4 budc
cbng viéc (m=4), thoi gian ché bién & cac budc cdng viéc
nhuw sau:
Thoi gian & buwdc cdng viée cat t1 1a 1gid
Thoi gian & buwdc cdng viéc may t2 1a 6gid&
Théi gian & bwdc cdng viéc thua khuyét t3 1a 0,5gid
Thoi gian & buwdc cdng viéc la t4 1a 0,5gi&

_Hay xac dinh thdi gian cong nghé ché bién ca loat san

pham theo phwong thirc két hop va vé so dé minh hoa.

31
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4.M4t s6 phwong phap quan tri
i qua trinh san xuat

3.1.Phwong phap Kanban

3.2.Phwong phap OPT (Optimized Production
Technology) — Céng nghé san xuat téi wu

3.3.Phuwong phap JIT (Just In Time)

32
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$4.1.Phu’dng phap Kanban

«Xuat xtr

La phuwong dieu hanh san xuat ngan
han xué’g hién @ Nhat tir sau chién
tranh thé gioi thr 2, dwoc ong M. @

Ohno ap dung thanh céng & Cong ty TOYOTA

Toyota tw nam 1958.

33
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+Tai sao lai phai ap dung phwong phap Kaban?

4 )

Trong HTSX:
nhiéu bd phan
chwa duoc tw
déng hoa hoac
cO trinh d6 tw
ddng hoa thap va
khéng déng déu.

>

A )

Dw trlr SPDD &
trng bo phan
SX thwerng dién
ra tinh khdéng an
khép cua SX

>

\_ J

4 )

Nhiéu hiéu qua
xau, hiéu qué,
kinh doanh thap

- J

34
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+Tai sao lai phai ap dung phwong phap Kaban?

Ong M. Ohno da tim ra mét phwong tién cho phép chi san xuét:
-Cac san pham theo yéu cau
-Tai dung thoi diém da dwoc yéu cau

-Vé&i s6 lwong dung theo yéu cau

35
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+Md ta hé thong Kaban

-Thwe chat cia phwong phap Kaban 1a 1énh san xuat cho
MmOt noi lam viéc phia trwdc do noi lam viéc phia sau
chuyén I&én bang mét “Kanban”.

-~“Kaban” theo tiéng Nhat Ia chiéc nhan.Nhan nay chinh 13
phiéu yéu cau cdng viéc véi nhirng théng tin can thiét sau:
1.Loai doi twong dwoc ché bién

2. Dia chi, ky hiéu cua noi lam viéc truéec.

3. Dia chi ky hiéu cua noi lam viéc sau

4.Ky hiéu (chi s0) bao ddng (néu can).
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iNhﬁ’ng wu diém khi str dung phwong phap Kaban

Thir nhat, wu diém I&n nhat clia phuong phap nay 14
no cho phép thay duwgc nhirng van de can dwoc giai quyét
cua mét xwdng san xuat.

Thir hai, gidm dang ké mirc du trir sn pham dé
dang, ban thanh pham va phu tung thay thé.

37
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i +Han ché khi str dung phwong phap Kaban

Chi c6 tac dung lén nhat &
pham vi dieu dé san xuat trong
ttrng pham vi hep.
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4.2. Phwong phap JIT (Just In Time)

JIT 1a phwong phap quan tri sadn xuat do nguwdi Nhat sang
tao ra va lan dau tién ap dung cé hiéu qué to Ién & hang TOYOTA
tr nhir'ng nam 1970.

San xuat dung thdi han 1a san xuat va cung cap cac san
pham thanh pham cubi cung dung thdi diém ching dwoc dem ban
hodc giao cho khach hang, dung lic khach hang c¢é nhu cau; cung
cap cac chi tiét, cac bd phan ctia san phdm dung thdi diém chiang
duwoc lap rap thanh san pham hoan chinh; cung cap nguyén véat
liéu, ban thanh pham dung th&i diém qua trinh san xuéat can. T6
chirc dung thdi han 1a hinh thire té chire sén xuat ddng bd & trinh
dd cao. S&n xuat dung thdi han thue chat 1a hé thdng san xuat
khdng co du trir.

39
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