Chuong 7
KE HOACH TAC NGHIEP SAN XUAT

I. KHAI NIEM VE KE HOACH TAC NGHIEP SAN XUAT

K& hoach tac nghiép 1a lap chuong trinh san xuat cho doanh nghiép va cic bo
phan ciia nd trong nhitng khoang thoi gian ngan (hang quy, hang thang, hang
tudn,...) trén ¢o 30 thoa man nhu ciu thi trudng va sit dung hgp 1y ngudn lyc sin
cé cua ching.

— K& hoach san xuat dugc 1ap dua trén cac tai liéu ban dau sau day:

+ Du bdo miic tiéu thu san phdm trong khoing thoi gian lap k€ hoach;

+ Nang lyc san xudt cha timg phan xudng va cla toan nha may;

+ 86 lugng san pham tén kho;

+ 86 lyong %an pham do dang dang trong qud trinh san xudt sé hoan thanh
trong khoang théi gian sdp t6i;

+ Nhimg don dat hang cia khach hang con khat chua duge thod man o ky trude;

+ 86 lugng lao dong hién ¢6 va ¢é the huy dong dugc trong k¥ k& hoach;

+ Quy trinh cOng nghé gia cong san pham (cac nguyén cong, véu cau k¥
thuat, may gia cong, yéu ciu vé dung cu. trang bi cong nghé, cip bac cong viéc,
thGi gian gia cong):

+ Chinh sdch cia cong ty trong viéc lia chon san pham hoac uu tién thoa man
khach hang..

— Ngoai ra, k& hoach san xudt con dya trén céc tai liéu k€ todn sau day:

+ Chi phi san xuat (chi phi dwa vao sdn xuat, chi phi bién déi,...).

+ Chi phi thay ddi hé théng san xudt (s6 gidy lam thém. thiét hai, giam
nang sudt); _

+ Chi phi thay d6i nang luc san xuét (thay doi lao dong, bao dudng mdy, chi
phi thay déi k€ hoach cho phit hop véi ning luc clia may,...);

+ Chi phi du trit sdn pham va tai ch¢ pham ciing nhu cac loai nguyén, nhién,
viil liéu cho san xuat;

+ Chi phi thuong mai ¢6 1ién quan dén viéc khong thoa man Kip thdi nhu ciu
cua khach hang.

— K¢ hoach san xuit cua doanh nghi¢p va cic bo phan cia nd, bao gém cac
chi tieu chinh sau day:

+ SO lugng san pham titng loai can san xudt trong ky;

+ S6 lugng san phdm timg loai dugc san xudt trong ting chi nhdnh, timg
nha mdy....
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— 56 loai sdn pham dugc san xudl trong timg phan xudng va trong toan bo
doanh nghiép;

— Mitc t6n kho cudi ky ting loai san pham cudi cling, timg loai bdn thanh
pham va timg loai vat u;

— Miurc do su dung cdc yéu to san xudt (may mdc, thiét bi, lao dong, di¢n tich
San XUuat,...);

~ Nhu cau vat tr cho san xuat cling nhu cdc loai ban thanh phim mua ngoai;

— Ké& hoach hop dong gia cong thué ngoai.

Il. PHUONG PHAP KE HOACH HOA

Chuong nay cht yéu di sau trinh bay phuong phip MRP trong viéc lap ké
hoach sdn xudt va k& hoach hod cdc yéu 16 san xudt (cdc ngudn san xuit), bac gém
vat tur, lao dong va thiét bi nhu thé nao? MRP (Material Requirements Planning) 1a
mot no1 dung cla quan tri san xudt duge thue hién 1dn ddu tién & M vao nhitng
nam 1970. Cho dén nay phuong phap nay da phat trién qua ba phién ban:

— MRP (Matcrial Requirement Planning), con duge goi lIa MRP1: muc dich Ja
lap k& hoach san xudt khong xét dén nang luc san xudt, coi nang luc san xudl cla
doanh nghiép la vo han.

— MRP2 (Manufacturing Resource Planning): ra d¢i cudi nhitng nam 1970
trén co 53 MRPI ¢é diéu chinh bang cdch dua bién s8 nang luc san xudt clia
doanh nghiép viio mo hinh.

- MRP3: phat trién MRP2 bing cach dua ra nhitng chuong trinh phan mém
chuyén dung cho mot s6 loai hinh doanh nghi¢p véi muc dich kiém sedt toan bo
cde nguodn lue cha doanh nghiép trong k& hoach hod san xuat.

Hi¢n nay. it nhat khoing 20% cdc doanh nghiép sit dung chic -nang dac bict
cua MRP2 trong quad trinh k€ hoach hod san xuat, vi vily ¢6 thé néi phuong phdp
nay ia mot phuong phdp skt dung ral phé bi€n trong quan 1y cong nghiép cla
phuong Tay.

Chuong nay tap trung giéi thiéu phuong phap MRP2.
1. Mot s6 khai niém

Phuong phap doi héi phai phan biét 1o rang mét s0 khai niém co ban sau day:
1.1. Két cau san phiam

K&t cdu san pham mé 14 cdu tric san pham ma doanh nghiép san xuit bao
gom nhitng bé phin gi? Moi bo phan d6 s& duge hinh thanh tir nhitng cum hay
nhu‘né chi ti€t nao? Ching han, chiing ta hiy bit dau bang vide phan tich két cAu
san pham xe dgp cua Cong ty xe dap lhong Nhit. San phim bao gom 3 cum:
Khung, vanh banh va cum triyén dong. Mbi cum san phim d6 lai duoc, cdu thanh
tir nhig chi tiét hay nhitng bd phan nhd hon. Cum vend bénk duge cau thanh tir
cac bo phan va chi tiet nhu moayo, nan hoa, vanh, sim, lop Bo phan moaye lai
duge cau thanh w cdc chi tigl: vo moayo, bi, con, néi, truc,... Theo cich phan tich
nay, mot sin pham xe dup duge mo 14 dudi dang so do hinh cay nhir trén hinh 7.1,
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Mot cach tong quat. mét san pham cong nghiép cé so d6 két cau nhu hinh 7.2.

Xe dap (A)

San pham cap 0

Cum khung xe A1 (1)

Cum vanh banh A2 (2)

Co céu truyén dong A3 (1)

San phdm cap 1

Nan hoa A21 (36}

Moay d A22 (1}

Vanh A23 {1}

Sam 16p A24 (1)

* Sanpham cép 2

[

I

]

|

Vo moay o A221 (1) Con AZ222 (2) Truc A223 (1) NGi A224 (2) Bi A225{32)
. .
. San pham cap 3
San pham c¢ép n
Hinh 7.1. Vi du v& sd d3 két cau xe dap
¥ -t AT ~ A
San pham cudi cung
San pham cap 1
A4(1) Ag(1) Aa(1)
San pham cap 2
Aq(2) Aq2(2} Az4(1) A3z1(3-6 Aza(2}
San pham cap 3
Aq114{1) Aq29(2-1) A122(2-2) Az11(3} Az12(2)

Hinh 7.2. So d6 tong quat k&t cau san pham cong nghiép
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Qua so do trén hinh 7.2 cho thay: M6t san A ciu thanh tir 1 sén phdm A, |
san phadm A, va 1 san phdm A;. Mot sén phdm A, duoc cdu tao tir 2 sin pham
Ay, va 2 san pham A ... SO trong () chi s8 lugng sian phim tham gia cau thanh
trong 1 don vi san pham cap trén — san phim hop thanh.

1.2. Cac khai niém trong so dé két cau

— Lién hé trong so do két cau la nhitng méi lién hé giita hai bo phan trong so
do ket cau hinh cay. Bo phan trén dugc goi la bo phan hop thanh, bo phan dudi
dugc goi la bo phan thanh phan Moi lién hé gédm mot khoang thdi gian chu ky
san Xudt (n€u ching dugc san xudat trong doanh nghiép), hoac chu ky cung cap,
mua sim {néu chung duocc cung cap tit bén ngom} va s6 lugng san phiam thanh
phan trong mot san pham hop thanh, ma don vi clia chiing ¢6 thé khong dong
nhét giifa bo phan hop thanh va bo phan thanh phan (bo, chiéc, kg, m,...).

~ Cdp trong s dé két cdu: Theo nguyén tac chung cip 0 1a cap Lrn;, val san
pham cudi ciing. Méi lan phan tich thinh phin ciu tac mét bo phan sdn pham la
mét 1an ta chuyen tr cap i sang capi+ 1. 86 luong cap san phdm v 50 lchmg lién
hé trong két cdu san pham thé hién mic do phic tap ciia san phim va quan 1¥ sdn
xuat trong doanh nghiép.

L v:

— Mot sin pham ¢6 thé tham gia vao mét hoac nhiéu san phdm cdp trén (vi duy,
- A;| dong thoi tham gia c&u thanh san phdm A, va A,).

— Mot san phdm c6 thé & nhiéu cip. Chang han, sin phdm A,,, dugc coi B
san pham cdp 2 (vi tham gia cdu thanh sin phdm cap 1 - As), va la san pham cap
3 (vi tham gia cdu thanh nén san pham cdp 2— A |,). N&u xay ra trudng hop nay 1a
phai tuan thu nguyén tac cap thap nhat (LLC - Low Level Code). Theo nguyén
tac nay, mot bo phan tham gia & nhiéu cdp két ciu khac nhau thi ta dat & Ldp thap
nhat. Nghia 1a A5, s€ nhan vi trf cdp 3 trong so d6 két ciu san pham. Ap dung
nguyén tic nay ¢é 2 vu diém:

+ Cho phép chi tinh todn nhu cau t loai san phim mot 1an khi né tham gia nhiéu
lan trong mot so d6 ket cau san pham, hodc trong nhiéu so d6 ket cau san pham.

+ Cho phép xdc dinh muic dy trit d6i véi sdn phdm thap nhai chi khong phai
d6i vdi san pham ¢6 két cau cao nhat.

— Mot két cau hé théng san xuat thudng cé méi lién hé véi cdu triic san phdm,
sa0 cho mot san phim b phan duge tao ra trong so dd két cau san pham phai
twong img vér mét danh muc quan 1y cha mot bo phan trong hé thdng san xuat va
nhéan dang dé dang trong doanh nghiép.

— Mot so d6 két cau ma phan tich qua ti mi s& 1am nang né cong tac quan 1y,
nhung néu qud so luge s¢ han ché trach nhiém.

Vi du, ta phan tich két cAu mot chi€c vali. Phan dudi cia vali ¢é hai chiée
khod mua chia moét nha cung cap, mot chi€c quai va mot nira vo dudi. Phan trén
bao gom mot nira vo trén va hai miéng khéa. Phan trén va phan dudi duge lap
ghép v&i nhau trén mot chi€c khung bang thép. Tat ca cac bo phan néu trén duoc
th¢ hién trén so d6 két cau hinh cay ciia chiée vali (hinh 7.3). Mai bo phan dd
ing v6i mot danh myc trong hé théng quan 1y san xudt. Ngoai ra, trong phan tich
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két cau san pham chiing ta con phai thé hién s6 lugng cdc danh muc va thdi gian
thuc hién nhu sau:

~ Thoi gian ctia vali 12 thi gian 13p rp (chu k¥ lap rip).

— Thot gian cha na vo trén 1 thot gian sdn xuat (chu k¥ san xuat).

- Théi gian cila khoa 12 thai gian mua sdm (chu ky mua sam).

Vali
| |
Phan du'dn// Khung thép // Phan trén
¥
N khoa Mleng khoa
Qual Vo trén
Vo dudi
Thanh thep _ [ I
Plastlc den .
Plastlc Xam Ton Plastic xam
Hinh 7.3. Phan tich két cdu chigc vali
S fgng 1, thi gian 2 ngay S higng 1chiée \thdi gian 1 ngay 86 hrong 1, thﬁig:‘an 2 ngay
Phan dudi Cap 1 l Khung thép | [ Phén trén |

S6 luong1 ch.‘éclthd‘i gian 1 ngdy

86 lromg 0,4nm that gian 2 ngay

b ——
o —
le— = —
h—
y—

- © =
B oS Q D
© - b= E= § =
g z o r Cap 2 o s
¥ o > o 5 m
o v} it =

s =l = T
pra - =z

S8 hwomg 2, thi giarl 4 ngay S5 Jwong 0,9m2, théi gian 4 ngay .L Sdtrong 0.7, i‘hovigian 4 ngay

lP!astic den] 1Plasticxém Cap3| Tén |

- 2. .
S6 twgng 0,1, thei gian 4 ngay 56 hegng 0.02m" thei gian & ngdy

Hinh 7.4. So d6 hinh cay két cdu san phdm vali
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1.3. Nhu cau doc lap

.4 nhu cdu mot loai san pham dugc san xuat khong phu thude vio nhu cau
cac loal san pham khic cta médi doanh nghiép. Thudng la nhu cdu vé san
phdm cudi clng va cdc chi tiét, linh ki¢n, phu tung cho thay thé, dugc bin
fruc tiép trén thi trudng. Nhu cdu doc lap thuong duge xdc dinh bang céc
phuong phip du bdo tiéu thy san pham néu san xuat du trit, hoac thong gua
cac don dat hang cua khdch hang néu san xuat theo don dat hang.

1.4. Nhu cau phu thudc

D6 1a nhu cau mot loal san pham duge san xuat trong doanh nghi¢p nhung
phu thudc vao nhu cdu cdc loal san pham khdc ciing duge sdn xudt trong doanh
nghi¢p d6. Céc nhu cau phu thuoc la nhitng nhu cdu d¢ ra tir cac nhu cau doc lap,
dugc tinh todn tir viéc phan tich san pham thanh cic bé phan, cdc cum, chi tiét va
linh kién, vat tu, nguyén, vit liéu. Nhu cau phu thudéc duge xac dinh bang cic
phuong phdp tinh todn tif nhu céu cdc loai san pham ma né phu thudce.

Chang han, véi Cong ty xe dap Ha Noi, nhu cau sdn phdm cuéi ciing (xe dap)
la nhu cau déc lap; nhu cau bo phan khung ve 1a nhu cau phy thudc vao nhu ciu
xe dap, né duge xac dinh bang cdch 14y nhu céu xe dap nhan véi mét bo khung
cho mot xe dap. Nhu cdu cho lap rap xe dap thanh phdm la nhu cdu phu thuoe va
nhu cdu bdn ra thi truong duéi dang phu ting thay thé€ la nhu cau déc lap.

Nhu vay, nhu c¢du mot loat san pham nao d6 bao gdm hai bo phan, nhu ciu
doc lap va nhu cau phu thudc.

MRP2 duoc sir dung rong rii trong cdac doanh nghiép sdn xudt cdc san phim
phife tap, bao gém nhiéu bo phan, chi tiét, linh kién nhu cong nghiép dién tl, co
khi, dét, may.... Cic doanh nghiép sir dung thianh cong phuong phap MRP2 la cac
doanh nghiép gém nhi€u bd phin sin xual, nhiéu giai doan san xuat. Nhung
nguyén 1y cha né thi ¢ thé ap dung rong rii cho bat cif doanh nghiép nao, lon
hay nho, sén pham gian don hay phitc tap.

Khi san xuit theo don dat hang, nhu ciu doc 1ap durge x4c dinh trén co 56
ciic don dat hang. N&u sdn xudt dé du trit, san pham s€ dugc san xuil trude
khi xudt hién cdc yéu cau cia khach hang, h¢ thong san xuit hoat déng dua
trén cac dy bdo nhu ciu cua thi trudng, voi tam du bdo 1dn hon d6 dai chu ky
san xudt san pham.

1.5. Nhu cau tho

Nhu ¢du tho vé mot san pham & ky t (BB1) 1a tong nbu ciu doc lap vi nhu ciu
phu thuéc clia né ma doanh nghiép cdn ¢é dé thoa man & k¥ 1.
1.6. Nhu cau tinh

Nhu cau tinh vé mot san pham ¢ ky t (BNt) 1a phin nhu ciu thuc su cdn sdn
xudt dé thoa man nhu cdu cia né 0 k¥ . Nhu cdu san xuat bing nhu ciu cin cé
(nhu cau tho) trir di phan san pham hién ¢é (16n kho) va s& Jugng san phim do
dang trong san xudt sé dugc hoan thanh trudc va trong kv 1.

Vay:

BNt = BBt — (San pham 16n kho + San pham s& hoan thinh)
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1.7. Chu k¥ san xual

Chu k¥ sdn xuat 1a khoang thoi gian lich ké tir khi dua mét 16 san phdm vio
sdn xudt o mot giai doan c¢ong nghé nao do che dén khi ching di trai qua tat ¢
cdc nguyén cong cong nghé va tré thanh san pham cia qua trinh san xuat dé.

Chu k¥ san xudl ¢ thé tinh cho timg giai doan cong nghé, nhung ciing ¢6 thé
tinh cho todn bo qud trinh san xuat.

Chu k¥ san xudt c6 thé tinh cho timg san phdm, ciing cé thé tinh cho mot 16
san pham dugc dua vao gia cong déng thdi, tuy thude vao hinh thitc 6 chitc san
xuat. Chu ky san xuat bao gém:

-- Thoi gian chuan bi san xuat.

— Thoi gian gia cong.

— Thai gian ch& doi van chuyén.

-~ Thoi gian kiém tra.

~ Thai gian van chuyén.

— Céc loai thdi gian gidn doan trong sdn xuit do phuong phdp to chic san
xudt, do ché d6 lam viéc hodc do nhitng nguyén nhan khach quan nhu héng may,
mat di¢n, phat sinh ph& pham, th&i tiét, thién tai,...

De thoa min chinh xdc nhu cdu san pham cia khach hang vé s6 fuong va thoi
gian cin cé méi lién hé chal ché gita du bao nhu céu, t chifc san xuat, mua sim
va duy trit vat tu va phai xdc dinh chinh xdc chu ky sin xudt cho timg giai doan.

2. Ndi dung ctia phudng phap MRP2

Phuong phip MRP2 cho phép tat ca ciac bo phan san xuat, cic bo phan quan
1y ¢é mét ngon ngir chung trong qud trinh quan 1y san xuat. So d6 hinh 7.5 trinh
bay cdc ndi dung chinh cita MRP2,

N6i dung cGa phuong phiap MRP2 nhy sau:

— Vigce lap ke hoach san xual dugc ti€n hanh cho ta1 ca cic san pham duge san
xufl qua tling cdp. Bat ddu tir viée lap k€ hoach san xuét cho san phim cudi cing
{sdn pham cap 0) réi chuyén xuong lap k& hoach san xuat cho cdc san phdm cap
1, cap 2.... cho dén cap thap nhat la cap n.

— Nhu vy, trén so do két cdu san pham c6 bao nhidu san pham A, A}, Ay, A
Ajg... Ay doarh nghi¢p cin lap bay nhi¢u ban k& hoach san xudt. Cidc ban k&
hoach nay ¢6 ma&i quan h¢ chat ¢h@ véi nhau thong qua so dé két cau san pham.

— Vige lap k& hoach cho mot san pham bal ky, 0 mot cdp két cdu bat k¥ nao
cling bao gém 4 bude:

+ Xdc dinh nhu cédu the;

+ Xac dinh nhu cdu tinh;

+ Lap chuong trinh san xuat cho wmg ky;

+ Can d6i niing lue san xudl.

Dudi day la noi dung cu thé clia ting budec.
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Tén kho dau ky
va san phdm dé dang

{du bao, don d3t hang)

Xac dinh nhu cau thé san pham cap 0

|

Xdac dinh nhu cau tinh san pham cip 0

S0 dd két cau san pham
cap 0

I

Lap chuong trinh san xuét
{1&p rap) san pham cap 0

Can ddi nang
Iuc san xuat

Tén kho déu ky va
san pham dé dang

l

Xac dinh nhu cdu thé cac
san pham cép 1

Nhu cau
déc lap

r

Xac dinh nhu cau tinh cac sdn phdm c¢p 1

S0 d6 két cau san pham
cap 1

L

Lap chuong trinh san xuat
san pham cap 1

Can d8i nang
Ivc san xuat

Ton kho dau ky va
san pham dd dang

[

¥

Xac dinh nhu cau thé cac Nhu ciu
san pham cap 2 déc lap
'
Xac dinh nhu cau tinh cac san phdm cap 2
1
Lap chudng trinh san xuat Can déi nang

san phadm cap 2

Ivc sdn xuat

L]

Lap k& hoach san xuat cho san phdm cap 3 va cac cap tiép theo
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arwwn

Sg dd két cau Lap chuang trinh sdn xut Can d&i nang
san pham cap n-2 san pham cap n-2 - Iuc san xuat
|
Y
T8n kho dau ky va Xac dinh nhu cdu thé cac Nhu cau
san phdm dd dang san pham cép n-1 - déc lap
|
r

Xac dinh nhu cau tinh cac san pham cap n-1

l

Sd dd két cdu san pham Lap chudng trinh san xuat
cap n~1 san pham cap n-1 -~

Can ddi nang
Itc san xuat

¥

Tén kho dau ky va

¢ o dau Xac dinh nhu céu thé Nhu céu
san pham do dang

cac sa&n'pham cdp n déc lap

¥

Xac dinh nhu cdu tinh cac san phdm cdp n

l

Lap chuong trinh san xudt san pham cap n  fe] Can qf"i nang
Iuc san xuat

Hinh 7.5. N&i dung phuong phap MRP2 (tiép)
2.1. Xac dinh nhu cau thé

Theo dinh nghia, nhu cau thé mot loai san phadm & ky t (BB,) 12 téng nhu cdu
doc lap va nhu cdu phy thudc vé san phdm d6 ma doanh nghiép cin ¢é dé thoa
man nhu ciu. Nhu ciu can thod min ¢6 the 1a nhu cdu cia khach hang déi v6i
sdn phim cudi cling, ciing ¢4 th¢ 1a nhu cdu cho k€& hoach san xuit va lap rap san
phdm c&p trén ma san pham dang xét 1a san phdm thanh phan.

— D3i v6i san phdm cu6i ciing (san phdm cap 0) nhu céu thé & ky t diing bang
miic du bdo ban hang (nhu cau cua thi trudng) d ky do.

BB =F, (7.1)

Trong dé, F, la du bédo tiéu thu san pham d ky t.
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Ddi vdi san pham cudi cing, nhu cau tho cla cic k¥ ciing ¢6 thé 1a chuong
trinh san xudt san pham (master plan) da duoc lap ra 0 chuong quan ly nang lyc
san xudt hoac ]2 két qua cua qud trinh "hoach dinh tdng hop”.

- P61 véi cdc sdn phdm tir cép 1 dén cép n, nhu ciu thd & ki t bang téng nhu
ciu phu thudce (cho san xuat) va nhu cau doc lap (ban truc tiép trén thi trudmg) &
ky d6.

BB, = BB (pt), + BB (dI), (7.2)

Trong d6: BB (pt), la nhu cau thé phy thudc o ky t;

BB (dl), la nhu cau doc lap & ky o

Nhu cau doc lap duge xac dinh bang du bao ban hang. Nhu ciu phu thudc
duoc tinh theo cong thic:

n
BB (pl}t =3 stti ‘kj (7.3)
i=1

Trong dé: Q,,; Ia s6 luong san phim it dua vao san xust dky ;i=1+nvéin
ta s6 loai san pham ma san phim dang xét tham gia c&u thanh: k; 1a s6 luong sén
phdm tham gia cdu thanh | don vi sin pham i.

Vi dy, trén so d6 két cdu san pham hinh 7.1, nhu cau san phdm A,,, (san
phdm con) cho san xuit moayd (A,,) s& bang s lugng moayo dua vio san xuat
trong ky d6 nhan véi 2, vi mdi chi€c moayd ¢6 2 chiée ¢én, nghia lak; = 2.

2.2. Xac dinh nhu cau tinh (BN,)

Nhu cdu tinh 1 nhu c4u thuc su doanh nghiép cin san xudt & ky dé, duge tinh
todn qua cac budc sau:

— Tinh mifc t6n kho cudi ky t theo cong thirc:

PS, = Max [SS,; (PS,_, + Q, — BB)] (7.3)

Trong do: PS, 1a lugng tén kho cudi ky t; PS_, la lugng t6n kho cudi ki t — 1;
S8, 1a du tr¥ bio hiem cudi ky t; Q, 1a s6 lugng sin pham d& dang dang trong qué
trinh san xudt s& hoan thanh & ky t; BB, 1a nhu ciu the g k¥ t.

— Tinh todn nhu cau tinh bing cdch lay nhu cdu thé trir di mite du trir hién ¢6
va 36 lugng sdn pham s& hoan thanh.

Nhu cdu tinh ¢ k¥ t duge xdc dinh nhu sau:

BN, = 0 v&i nhitng ky cé PS, > SS,.
BN, = [BB,— PS,. |+ PS$, — Q,] vdi nhitg ky cé PS, = SS..
2.3. Lap chuong trinh san xuat san pham
Tinh toan lénh san xuat (hay k& hoach san xuat) dwgc tién hinh sau khi da xac

dinh duge nhu cau tinh cho wing ky. Chuong trinh san xuat duoc 1ap theo trinh
nhu sau:

— Xdc dinh s0 lugng san phdm hoan thanh (giao hang) timg k¥ (Quepy)-
-~ Xdc dinh s6 lugng va thoi gian dua vao san xuat (Q,,,).
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S6 lugng san pham hoan thanh dugce giao hang & k¥ t phu thudc trudc hét bai
nhu cau tinh ¢ ky d6, sau la phu thudc vao phuong phap dua vao san xuat, ty 1¢
ph€ pham trong san xudl v chu k¥ san xuét san pham. Nén s& Jugng giao hang
va s0 lugng san xuat cé mai quan hé vdi nhau rat chit ché:

Sé lugng san xuniat = 86 lueng giao hang x (1 + % phé pham)

Ngay dua vao san xuat = Ngay giao nop san pham — Chu Ky san xuat

Hay:

Quxi-Tek = Qghl {1+ U-pp) (7.4)

Trong do:

Qyn 12 56 luong san phdm cdn giao hang S k¥ t;

Quxi- Tek 12 80 luong san pham dra vao sdn xudt Gkt - Ty

T 12 s6 ki cia mot chu ky san xuat hoac cung cap. Vi du, néu chu k¥
san xudl 1a 2 tudn thi s6 lugng can giao hang o tuan 10 s¢ phai duge dua vao san
xudt trude dé 2 tudn, nghia 1a tir tuan 8.

%pp 12ty 1¢ phe phdm cho phép trong san xual.

Vi du, cong doan diic trong cac nha mdy co khi thudng ¢é ty 1¢ ph¢ pham kha
6n do cic hién twong nhu ré khuon, ré xi, 16 khi.... gy ra. Néu ty 1é cho phép la
5% thi muén cé 100 san pham giao hang ta phai dua vao san xul truée d6 1 chu
k¥ sdn xudt voi 56 lugng 1a 105 san pham.

Ngoai ra, k& hoach san xudt con phy thuge vae phuong phap dua vaoe san xuat,
Thuc t& cé nhiéu phuong phap t6 chic san xual khic nhau, & day ching ta xét
mdét s6 phuong phdp thudng dung nhat trong cdc qud trinh sdn xudt cong nghiép.
2.3.1. Xdc dinh 56 luong dua vao sdn xudt theo céng thice Wilson

Theo phuong phdp nay, nguoi ta dua vao gia cong cic 16 san pham ¢6 quy mo
2i0ng nhau dugc xdc dinh sao cho lam cyc tidu chi phi dy trit ban thinh pham
trong qua trinh san xuat va chi phi dua vao san xuit theo cong thiec:

2DL .
Q* = q (7.5)
I(t— p)

Trong d6: D 1a nhu cau san pham trong mot nam; L 14 chi phi ¢6 dinh cho mé
lan dua vao san xudt; d 1a nhu cdu trung binh trong mét don vi thoi gian (ngay,
tuan); p la s lugng san pham dugc san ra trong mot don vi thoi gian (ngay, tudn)
va 112 chi phi bdo quan mot don vi sin phim trong 1 nam.

Vay:

Quxi- Tek = Qi (14 Cpp ) (1.6

Trong dé: Quy, lit $6 lugng sén pham can giao hang § kY t; Q. o 12 56 luong
san pham dua vao san xudl ¢ ky 1— T,; T, 12 s6 ky cia mét chu ky san xuat hoac
cung cip: Quy = Q*
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Phuong phép nay dugc st dung khi quy mo san xudt 16n, qué trinh san xudt én
dinh. Nhuoe dieém cta né 12 tao ra lugng 16n kho khéng mong muén.

Vi du: K& haach dua vao san xudt sdn pham A c6 Q* = 300, t7 [& phé pham 1a 5% va chu ky sén xudt fa
1 tudn nhu sau:

Tuan | 10 | 11 | 12 | 13 | 14 | 15 [ 16 | 17 [ 18 [ 19 [ 20
BN, 120 | 150 | 120 | 100 | 123 | 122 | 100 | 95 | 80 | 95 |
Qe 300 300 300 300

Oy | 315 315 315 315

That vay, d& thod man nhu c&u tinh 13 120 san phdm & tudn 11, cén phai c6 mot 16 hang duoc hoan
thanh va giac & wan 11. Nhung 16 hang c6 quy mé Ja 300 nén véi s6 lugng dé co thé thoa man nhu ciu
tinh cho tuéin 11 va tuéin 12 3 270 san phdm. Cudi tudn nay con 30 san pham tén kho, nhung nhu cAu tinh
chia tudn 13 1a 120 {ién hon 30} nén tudn 13 can ¢t 16 hang liép theo duge hoan thanh. Qua trinh duoc Hap
ludn nhu vay, ta sé ¢é k& hoach giao hang dugc tién hanh & cac tuan 11, 13, 15, 18.

D& kiém tra tinh hop Iy cla ké hoach giao hang ta dung didu kién: A, <B,

Trong do: A, 1 céng dén nhu cdu tinh & ky t; B, 1a cong ddn s6 lugng giao hang & ky t.
t 1

Hay: Ay =3.BN, va By =3.Qq
1 1

Kiém tra diu kién nay vdi chuong trinh san xuat irén ta thiy hoan toan thod man.

Tudn | 10 | 11 1 12 [ 13 | 14 | 15 | w8 ] 17 [ 18 [ 19 | 20
BN, 120 | 150 | 120 | 100 | 123 [ 122 | 100 | o5 | s0 | o5
A 120 | 270 | 360 | 490 | 613 | 735 | 835 | 930 | 1010 | 1105
Qe 300 300 300 300
1 300 | 300 | 600 | 600 | 900 | 900 | 900 | 1200 | 1200 | 1200
| Q. | 315 315 315 315

Phuong phdap Wilson ¢é wu diém la quy mé cba 16 hiang dua vio san xuat bing
nhau va khd 16n, dam bao cuc tiéu chi phi lién quan dén tén kho ban thanh phim
trong qua trinh san xuat.

Nhuoce diém Ia thoi gian dua vio san xudl khong déu nhau va thutng xay ra
hi¢n wrgny tén kho vo dung. Tén kho vo dung xay ra khi 16 hang trude chua ticu
thu hét ma 16 hiang ticp theo da duge hoan thanh.

Vidu, ¢ tuan 13 con 30 san pham cia 16 1 nhung ngudi ta da giao ticp 10 thi
2. Vay 30 san pham nay lwu lai trong du trit 2 1an chu k¥ sén xuat. Véi nhitng san
phim c6 thoi gian bio quadn ngén nhu san phdm thuc phim, diéu nay sé gay khé
khén cho viéc bao quan sao cho gitr duge chat lugng san phdm. Cic nha sin xudt
goi 30 san phdm (6n kho cudi tudn 12 1a tén kho "vo dung”.

2.3.2. 86 luwong sdn xudt pha hap véi nhu cdu tinh tirng ky

‘Theo phuong phidp nay, ngudi ta dua vio sdn xudt & tdt ca cdc ky véi nhiing 1o
hang thay doi phit hgp v6i nhu cau tinh cia cc k.

Trong trudng hop nay. 16 san phdm dua vho san xudt 1dy ding bang nhu ciu
tinh ¢d diéu chinh bdi hé s6 phé phdm.

Vay. ta c6 (7.6) véi: Qu = BN,
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Vi du: Qua trinh sadn xust ¢6 t 12 ph& phdm Ia 0% va chu ky san xuat 14 1%y, ta ¢6 k& hoach giac hang
va dua vao san xuat dugce tinh bay nhu trong bang sau:

Tuan 10 " 12 13 14 15 16 il 18 19 20

BN, | 120 | 150 | 120 | 100 | 23 | 122 | 100 | 95 | 8 | 9

Q 120 150 120 100 123 122 100 95 80 95
ght

120 150 120 100 123 122 100 85 80 85

stt

Phuong phap san xuit nay do san xuét ding bang nhu cdu nén khéng c6
hang tén kho, nhung 16 hang dua vao san xuat thay d8j gay kho khan cho maét sé
dang san xudt va trong nhiéu trudng hop kich thudce 16 qud nhd, khong kinh t€.
2.3.3 Nhoém nhu cdu tinh ciia mét s6 ky thanh 16 sdn xudt

Khi muén san xuét theo timg 16 I6n hon ngudi ta cé the ti€n hanh ghép nhém
cdc nhu cau tinh. Qud trinh ghép nay cé thé duge thuc hién bang hai cdch:

a) Ghép nhém theo sé' ky

Chang han, dé cung cap san pham 3 tudn mot ldn ngudi ta gop nhu ciu tinh
cta 3 tuén lai vdi nhau. Ngdy giao nop san pham s€ la ky dau tién cia 3 ky dugc
gop do.

Lénh san xuét nhu sau;

S0 lugng 16 san xuit = Nhu cau tinh ¢ia ba ky x (1 + % phé phim)

Thoi gian dua vao san xuat = Ky dau tién cia ba ky — Chu ky san xuit

Téng qudt, néu ghép nhu ciu tinh cta n ky thanh mot 16 san xuat ta c6:

stt— Tek = Qghl (1+ app ) (77)
Trong d6:  Q, 12 56 lugng san phim can giao hang ¢ k¥ 1;
Quui - 1ok 12 86 lugng sén phdm dua vao san xuat & ky - Ty
T.x 1a s6 ky cua moét chu ky san xuat hodc cung cap.
. i
Va: Qghl = 3. BN; {7.8)
i=t
Véi n 1a 56 ky co dinh ma nhu cau clia né dugc ghép trong 1 16 san xuat,
Vi du: Ghép nhu cau tinh 2 tudin thanh mot 16 s3n xuél, ty 1& phé pham 5% va chu ky san xut la mat
tudn, ké hoach san xudt nhu sau:

Tudn 10 i 12 13 14 13 18 17 18 19 20
BN, 120 150 120 100 123 122 100 95 80 95
270
| Qg 7 120 245 195 175
Q 283 128 257 105 283
sxi

b) Ghép nhdm theo s¢ lwong

bé dam bao kich thude cia 16 hiang dua vio san xudl khong qui bé ngudi ta
phai ghép nhu cau tinh clia mét s6 ky thanh mét 16 san xuat sao cho ching khéng
nho hon mot gia tri xdc dinh (300 chiéc chang han).



86 lugng 16 san xudt = (Tong BN, > A) x (1 + % phé pham)
K¥ dua vao san xuat = Ky ddu tién ciia nhém — Chu k¥ san xuit
Hay:

Q- Tex = Qghl (1+ Otpp) (7.9
Trong d6: Q12 56 lugng san pham can giao hang & ky t;

Quxi rex 12 6 luong san pham duwa vao san xudt d ky t— Ty

Tex 1a 56 k¥ cia mot chu k¥ san xuat hodc cung cdp.
1+n
Va; Qent = .Z BN; (7.10)
1=1
V&in ta $6 k¥ thay d6i ma nhu cdu clia né duge ghép trong 1 16 san xudt
sao cho:
1+n
Y BN; 2 A (7.11)
i=t
Trong d6. A gidi han vé quy mé cilia 16 san xudt, duge xdc dinh trong thuc €
phu thugc vao dac diém kinh t€ — k§ thuat cba nganh sin xuét dé.
Vi du: K& hoach giao hang va san xudt véi ty & phé pham la 0% va chu ky san xuat 1a 1 ky, 1o san xuat
IGn hon hodc bang 250 nhu sau:

Tuin 10 11 12 13 14 15 16 17 18 19 20
BN, 120 | 150 | 120 [ 100 | 123 [ 122 | 400 95 80 95
aQ 270 323 317 T
— ght .
[ Q 270 VX 317 ?
L st

Ngoai ra. trong thyc (€ ngudi ta con st dung mot s6 phuong phép khic nita
nhu phuong phdp t6i uu cuc bo bang thuat toan Wagner,...

2.4. Tinh toan phu tai va can doi nang luc san xnat

Phy tai chung da duge tinh todn va can d6i trong k& hoach chi dao san xuat
(master plan) 6 chuong quan 1y nang luc san xuat, nhung khi lap k¢ hoach san
xudt cho timg bo phan sdn xuél trong nhitng khodng thdi gian ngin, can phai tinh
todn phu tai va can déi nang luc san xuét nhdm kiém tra xem phu tai ciia timg bo
phan san xuét can c6 phit hop véi nang lyc san xudt ctia ching hay khong.

Muc dich cia viéc tinh todn phu tai 1a chi ra nang luc san xudt nhu thé nao thi
5¢ thoa mén dugc tat ca cic nhu cdu timg loai san phdm trong k¥ lap ké hoach.
Tinh todn can dugc thyc hién cho tat ca cic bo phan san xudt cla doanh nghiép.
Qua trinh tinh todn duge thyc hién bang cdch sau day:

— Tinh 104dn khoi lugng cong viée cdn thue hién {phu tai) theo k& hoach san
xuat dd duge lap cho méi bo phan sdn xuét (tinh theo gits san xuat).

~ So sdnh cdc phu tai d6 v6i nang lyc sdn xual xem ¢6 thuc hi¢n duoc khong?
n¢u khong thi phai diéu chinh phu tai cho cic bo phan dé.

Dicu chinh ¢6 theé duge thyc hién bang cdch thay ddi nang luc sén xudt hoic
bang cich diéu chinh k€ hoach sin xuat. Néu sur can bing khong thé dat dugc thi
can thay d6i ké hoach chi dao san xuat,
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Can doi niang luc san xudt duge tién hanh cho timg trung tam san xuét, doi
tuong 1ap k€ hoach vi 12 chi thé thuc hién k& hoach dé.

— Trung tdm san xudt la mot bo phan tic nghiép san xuat (16, day chuyén,
cong doan phan xuong) & d6 ngtrn ta mudn theo doi phu tai san xuat.

~— Phu tai: Phu tai cila mot trung tam sén xuat 11 tong cong thdi gian cén thiét

dc thuc hién k& hoach sén xuat di dugc lap trong mot ky ké hoach (tudn,
thang,...).
2.4.1. Tinh todan phu tai

Phu tai ky k& hoach cha mot trung tam sén xuét gia céng nhiéu loai sin pham
dugce winh theo cong thiic sau day

n
Tpu = .Z Qsxi-Tami (7.12)

1=1
Trong d6: Ty, 1a phu tai cua b6 phin san xuat tinh bang gio o ky t;
Q. 12 k€ hoach san xuat san phidm i k¥ t;
T 12 thoi gian gia céng 1 don vi san phadm 1 & bo phan sin xudt dé.
2.4.2. Tinh todn ndng luc sdn xudt

Nang luc san xudt ciia bo phan san xudt ky k& hoach duge xdc dinh bing:
Thie =S Tiy (7.13)
Trong dé: T, 1a ning luc san xuft cla bd phéan san xudt tinh bing gid o ky ;
S 12 tong s6 mdy méc, thiét bi (chd lam viéc) ciia bo phan san xud;
Ty 1a quy thdi gian lam viéc cia mot don vi thiét bi trong k¥ t.

2.4.3. Cdn doi nang luc sdn xudt

Can d6i nang lyc san xuat 13 so sénh gita phu tai va nang luc san xuat xem ké
hoach sdn xuat dugc 1ap c6 kha thi hay khong? 1t d6 dua ra cac bién phip quan
1y thich hop.

Mét chuong trinh san xuat chi kha thi khi nang luc san xuat trén tat ca cdc
trung tam san xudt 16n hon phu tai cia né.

So sanh nang lyc va phu tai duge ti€n hanh bang cdch tinh hé s6 phu ti hay
con goi la hé s6 sir dung nang luc san xudt, theo cong thite sau day:

o = Tt
pit =
1111[

(7.14)

Uy cho bi¢t mitc do sir dung nang lue sin xudt hién ¢6 cla trung tam san xudt do.

Neéu thai gian gia cong mot don vi san phdm 13 0,5gid, trung tam san xudt ¢6

S mdy, nang lyc san xudt trong mot tudn biang 8gidx5 ngayx5 mdy = 200gid, phu
l;u va he so nang lyc san xudt dugc xdc dinh va trinh bay trong bang sau:

Tuan 10 11 12 13 14 15 16 17 418 19 20
BN, 120 150 120 100 123 122 100 a5 a0 95

N 2

____Qght 270 323 317 7
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Tuén 10 1" 12 13 14 15 16 17 18 19 20
27 3
Qent 0 23 317
T 135 161,5 158,5
| ptt
T 200 200 200
nlt
a 0,65 0,807 0,79
pit ]

Tir két qua tinh todn trén cho phép ta két luan ring chuong trinh san xuat nay
kha thi va véi chuong trinh san xuat d6, tudn 10 méi sir dung duoc 65% nang lyc
san xuat, tuan 12 1a 80,7% va tudn 15 |3 79%.

Vi du: Lap k& hoach san xudt va can dfi ndng Ivc sdn xudt cho mot doanh nghiép san xuft hai loai sdn
phém A va B c6 dy bao tiéu thu 6 thang d4u nam cho trong bang sau day:

Thang 1 2 3 4 5 6
53n phdm A 200 220 240 150 210 ? ]
$&n pham B 150 160 140 150 160 170

Tén kho déu ky k& hoach & 120 sdn pham A va 50 san pham B. San phdm dd dang dang trong qua trinh
san xuat Ia 100 san pham A; 140 sdn phdm B s& hoan thanh ddu thang 1 va 130 san phdm B & ddu thang 2:
khong can dy trir bao hiém. Chu ky sén xuat sdn phdm A I3 1 thang, san pham B Iz 2 thang,

Tinh toan k& hoach dua vao san xuat san pham A va B trong cac thang téi theo phuong phap 1 phi hgp

v nhu c&u tinh,

$an xuat hai san pham A va B cung dugc tién hanh trong mot phan xudng khdng cd san phim khac, v
nang lyc san xuat la 500 gidfthang. Thei gian dinh mic gia cong san pham A Ia 1 gid, san pham B fa 2 gio.
Chi phi bao quan 1 don vi sdn phdm A ré han san phim B.

K& hoach dua vao sén xuat san pham A nhu sau:

Théng 12 1 2 3 4 5
Nhu cdu tho san pham A {dy bao) 200 220 240 150 210
8an pham sé hoan thanh 100 0
Tén kho 120 20 0 0 0 ]
Nhu cau tinh 0 200 210 150 210
Ké hoach giac hang 200 210 150 210
Ké hoach sén xufit 200 210 150 210
K& hoach dua vao san xuat san pham B nhy sau:

Thang 12 1 2 3 4 5 &
Nhu c&u tho san pham B (dy bao) 150 160 140 150 160 170
8an pham sé hoan thanh 140 130 ]
Tén kho 50 40 10 0 0 0 ¢
Nhu céu tinh 0 0 130 150 160 176
K& hoach giao hang 130 150 160 170
K& hoach SX 130 150 160 170 ]

Can ddi ndng luc san xuat vdi k& hoach sdn xust hai san pham A va B nhu sau:

Tinh toan phu tai cda trung tam sdn xudt vé 50 sénh vai ndng fue sén xudt:

— Phuy tai téng cdng cla thang 1:

— Thira nang luc cla thang 1

— Phuy téi téng cang cla thang 2;

— Thira néng Iyc cla thang 2;

Tp‘. 1

T

r1 T

= 1200+ 2x130 = 460 gigs

T, = 500 - 480 = 40 gio
T2 = 1x210 + 2x150 = 510 gios
Tz =

T,,=500-510=-10

EF

(vudt gua nang luc), ..




h Thang i 2 3 a
K& hoach san xuat san pham A (du kién) 200 210 150 210
K& hoach san xuft sdn phdm B (du kiéh 130 150 160 170
| Phu tai c0a san pham A (gid) 200 210 150 210
Phu i clia s3n pham B (gid) %60 | 300 320 340
Phy tai t8ng cong (gid) a0 | 510 470 550
Nang Iyc (gio} 500 500 500 500
Naing Ic — Phu tai (gid) 40 10 30 50
S8 gi¢s phy ti phdi chuyén lam sem & ky trudc 0 30 20 50
Thay déi phu tai 10 -10 30 -50
Thira (+) / thigu {-) sau didu chinh Klh 0 0 0
Téng 6 gicr phu tai sau khi diéu chinh 490 500 500 500
| Phy tai san phdm A (sau diéu chinh (gid) 230 200 180 160
Phu t3i san pham B (sau didu chinh {gid) 260 300 20 | 340
K& hoach san xuat san pham A sau diéu chinh (chiéc) 20 | 200 180 160
K& hoach san xuat san pham B sau diéu chinh (chiéc) 130 | 150 160 170

Bién phép can ddi ‘r'iéng lve sdn xudt va diéu chinh k& hoach: o

Can d&i nang |yc san xuat 13 so sanh gilra nang lyc san xuat va phu tai clia n6, kém theo cac bién phap
diéu chinh sac cho & moi ky ké hoach thod man diéu kien: Toq < Ty .

Thét wéy, s0 sanh gifia nang lyc san xuft va phy tai ta thay phu t3i cda thang 2 va thang 4 16n han nang
lvc sén xuat, vay dé cho k€ hoach san xuat co tinh kha thi thi ta phai diéu chinh s& gi¢ phy tai cda 2 thang
nay bang cach giam sg gi¢t san xuit san phdm A {vi chi phi tn kho nhd hon). Nghia la, can phai lam trude
mot phan k& hoach san xuat sén phdm A & nhirng thang qua tai. Qua tai thang 2 1a 50 gia, vay cin giam mic
san xudt 50 giv. 86 gia nay dugc chuyén 1én thang ngay trudc no (san xuat mudn nhat cé thé), Vay thang 3
co thé tang thém 30 gio san xuat san pham A vi thang nay con non tai 30 gie. Nhu vay, 50 gid chuyén tir
thang 4 da duge thuc hién 30 gid & thang 3 con lai 20 gig chuyén tigp 1én thang 2 cong véi 10 gior qua tai
trude, nhur vay tong s& gier can chuyén tir thang 2 1&n thang 1 13 30 gia.

Thang 1 hien tai dang non tai 40 gio, sau khi nhan thém 30 gio phy téi chuyén ta thang 2 1&n nang lyc
thira cla thang 1sé 12 40 — 30 = 10 gio.

Tinh toan k€ hoach san xudt sau khi da diéu chinh déi véi san phdm A:
— Thang 1 ting 30 gia: 200 + 301 = 230 sdn pham.
- Thang 2 giam 10 g 210 — 10/1 = 200 s&n phim,
- Thang 3 tang 30 gia: 150 + 30/1 = 180 san pham.
- Thang 4 gidm 50 gia: 210 - 50/1 = 160 sdn pham.
Ké& hoach san xudl sau khi diéu chinh I&:

Thang 1 2 3 4
K& hoach sén xut san pham A (chidc) 230 200 180 160
Ké hoach s&n xudt san phdm B (chiéc) 130 150 160 170
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Chuo’ng 8
TO CHUC SAN XUAT TRONG CAC XUONG
CHUYEN MON HOA CONG NGHE

I. NHOUNG VAN BE CHUNG

To chic san xuat 1a xdc dinh thi tr gia cong cna san phdm hay nhilng cong
viéc can thuc hién, cong viée ndy dudng nhu khéng tén tai trong cdc ddy Chuyen
san xudt hodc trong cdc dang san xuat lién tuc nhu ché bign diu méd, san xuat
dién.... khi doanh nghiép chi san xudt mot loai san pham.

To chite san xudt day chuyén da duge trinh bay & chuong 3, va & chidc san
xuat cdc dy dn sin xudt s€ duge trinh bay & chuong sau. Chuwong nay chi yéu
trinh biy noi dung to chitc san xuét trong céc phan xudng Lhuyt,n mé&n hoa cong
ngh¢, khi mot bo phan phai gia cong, ché bién nhiéu loai sdn pham cé quy trinh
cong ngh¢ khdc nhau. Vi vay, trén méi noi [im viéc thudng phéi thue hién nhiéu
chi ti€t - nguyén cong khdc nhau, ching duge dua dén tir cac noi 1am viée khdc
nhau, tqo ra nhimg hanh trinh di chuyén cia déi tugng lao dong rit phirc tap nhu
da dugec mo td trong chuong 3.

1. Khai niém

Té chide sén xuat duge hiéu rat khdc nhau. O diy, 16 chiic san xuit don gian
chi la to chife thue hi¢n k& hoach san xuat da dwoc 1ap ra, vi véy t6 chifc san xudt
la mot trong nhitng ndi dung quan trong cla quan )y san xudt ma bét ¢ doanh
nghiép nao di 1én hay nho ciing phai thyc hién, nham tra 157 5 cau hoi sau:

— K¥ nay ta san xuat san phdm gi? Tra &1 cau hoi ndy phu thudc vio nhidu
yé€u 16, dac biét 12 nhu ciu ngdn han trén thi trudng.

— San pham dugc san xuat & dau? (phdn xuofng nao: may nao). Picu nay phu
thudc vio quy trinh céng nghé gia cong san pham.

— Al s& san xuat ching? (cong nhan nao thue hién gia cong cdc sin pham
khéc nhau). Diéu nay tuy thudc vao phy tdi hien tai cla céc noi lam viéc.

— Cén bao nhiéu thdi gian dé sdn xuat ching? Diéu nay phu thudc vao nang
sudl san xudl cia mdy mdce, thiét bi, thai gian thay déi loat gla cong, hdng hoc
bat thudng, thisi gian van chuyén, thot gian cho doi,..

— T chifc san xudl can dua ra cdc quyét dinh cla nguol quan dae xudng hodc
can bo quan by dé thue hi¢n t6t mat du dn hay mot chuong trinh san xuat dia dugc
lap ra.

Trong moét nha mdy, to chic qua trinh san xuat duge thue hién ¢ hai cap do
khidc nhau:
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116 chie sdn xudt wdp trung 1a xay dung tién trinh dua céc 16 san phdm vio
$an xudt trong cdc Xxudng san xuat tuy theo quy trinh cong nghé, nang luc san
Xuat cta may moée, thiét bi va du bdo tiéu thu san pham ngan han. Té chic san
Xuat 1ap rung cing chinh la xay dung k€ hoach dua vao san xuit nhu da dugc
trinh bay & chuong trudc.

+ Té chirc sdn xudt phdn tdn 14 16 chiic san xudt dién ra trén cdc cho lam
viéc, dé thuc hién k& hoach sdn xuat da dudc lap ra trong phuong 4n 16 chic
san xudl tap trung. Té chirc san xuat phan tdn Ja noi dung chinh dugc dé cap
irong chuong nay.

I - ‘7 r Y
2. Muc dich ctia viéc td chifc san xuat

T6 chiic qua trinh san xuft nham thyc hién 3 chdc nang chi y€u sau day:
— Chirc nang k€ hoach hoéa:

+ K& hoach hoa nhlrng cong viéc khac nhau cédn thuc hién trong mot tho’l ky
nhat dinh (chuong trinh sdn xudt san pham),

+ K& hoach hod ciac phuong tién vit chat va lao dong dé thuc hién chuong
trinh san xuat.

— Chirc nang thuc hién: Thuc hién cic nguyén cong san xuil khiac nhau va
theo doi qué trinh thyc hién d6.

- Chitc nang kiém tra:

+ So sdnh giita k& hoach va thuc hién.

+ Tinh todn mic chénh 1&ch so vii k& hoach va phan tich d€ tim nguyén nhan.

+ Pua ra ciac bién phiap nham khac phuc sy chénh léch nhu giam thi gian
thay doi loat gia cong,...

T6 chitc sdn xudt la xdc dinh va 16 chivc thuc hién mor chwong trinkt sdn xudt
161w iwham su dung hidu qud cde phuong tién san xudt, thod mdn 161 nhdt nhiing
nhu cau cia khach hang.

O day, ching ta nhan manh ring, t6 chérc qua trinh san xuat phai dim bao
sao cho ciac phuong tién vat chat va con ngudi phai duge sir dung mot cich tot
nhat, dong thoi phai 16n trong nhitng doi hoi vé chat lugng va thoi gian coa
khach hang.

Khi xay dung chuong trinh san xudt, phai chd ¥ t&i mot $6 yéu cdu co ban saw:

— Cuc tiéu miic du trif (nguyén, vat liéu, tai ch€ pham, san phim cudi ciing).

— Cuc tiéu chi phi san xuat.

— Cuc ticu chu ky san xuat.

Tat ca nerng yéu cau trén thudng mau thudn véi nhau, doi hoi to LhLIC sdn
xuat phai gidi quyét cdc mau thuan dé. CS phiéu mo hinh duge dp dung trong to
chitc san xudt véi nhimg muc dich khdc nhau:

- Lap chuong trinh san xudl cho mét phan xudng trong mot ky (tuan,
thang,...);

— Xay dung mot hé théng thong tin mai;

— Tim thdi han san xuadt mot san pham (xdc dinh d¢ dai chu ky san xudl
san pham).
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Il. PHUONG PHAP TO CHUC SAN XUAT
1. Phuong phap biéu dé {(phuong phap GANTT)

Day 1a mot phuong phédp ¢6 dién ra doi vao nam 1918 nhung dén nay van con
dugc 4p dung phd bién. Noi dung cua phuong phdp nay Ja nham xac dinh mot
cdch t6t nhat th ty thuc hién cdc cong viéc khdc nhau cia mot k€ hoach san xuat
hay mot du an san xuat trong mét thai ky xac dinh, wy theo:

— Thoi gian thue hién moi céng viéc.

— Thir ty thue hién cic cong viéc.

— Thot han hoan thanh hoac ngay dua vao san xuat can phai tuan thu.

— Nang luc san xuat vi kha nang x(t Iy nhitng khé khan trong san xuat (so gid
tam thém, von ddu tu da thuc hién).

Phuong phdp nay thudng duge sit dung déi vl cac san phdm tuong doi don
gidn va dugc san xuit theo du an.

Biéu d6 Gantt duge ding rat réong rai vi Ia mot ky thuat trinh bay truc quan
qua trinh st dung cdc phuong tién san xuat, 1ién do thuc hién cong viéc. 3 do,
mot cdng viéc san xudt duge thé hién bang mot doan thing c¢d do dai ty 1é vdi
thoi gian thuc hién.

Trudng hop can theo d6i qud trinh st dung nhiéu y&u 16 sin xuit dong thai ta
¢0 1hé sir dung nhiéu truc song song, mdi truc bifu thi mot y&u 16 sin xuat va mot
thang thdi gian chung duge su dung thong nhatl cho tdt ca cic yéu 16 san xuat,
nén diing gidy k¢ ¢ 1i cho dé nhin.

Trong trudng hop 16 chifc san xuat ¢ mot bd phan, sdn xuat ngudi ta thuong vé
2 dudng song song: | dudng danh cho ké hoach va 1 duong theo dd1 tién 46 thuc
hién thuc €,

Chiing han:

C X = Thuc hién
i | Ké hoach

O day, X 1a tén cong viee hodc s6 luong can san xuat. Trong qua trinh thue
hién, néu muc san xuat thye 1¢ 10n hon mic k¢ hoach dan dén thi gian thue hién
nho hon K€ hoach. trén bidu d6 ta thé hién nhu san:

C X -1 Thute hién
l ; K& hoach
Ngugc lai, néu thoi gian thue hién dai hon thai gian dy kién ta thé hién:

C
1

Trén d6 thi, ta c6 thé dung thém mot s& chit dé ky hidu cic trang thai:

Z: Khong ¢6 cong viéc ndo duge thye hién; A: Cong nhan vang mat;

M: Thi€u nguyén, vat Héu; R: Sira chita may moc, thiét bi.

Vi du: Tai mot bo phan sdn xudt, trong mot tudn phai san xuat cic san pham
A, B, C, Dvali:

+ San xudt 16 san pham A c6 do dai: 3gis
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