FRANCHISE VN

VAN HANH XUAT SAC

Cai tién van hanh theo
Operational Excellence

CTCP Tap boan An Binh Van Phat (Tap Boan ABVP), tén gia dinh

PHAM VI THO'I GIAN

2 nha may, 1 khu vuc mau 12 tuan

NGUOI NHAN PHIEN BAN

HoQi dong quan tri va Ban diéu hanh Tém tat 12 trang

Doanh nghiép va so liéu la minh hoa




TOM TAT CHO LANH PAO Tap Poan ABVP | Cai tién van hanh theo Operational Excellence

Khu vwrc mau tidng OEE tir 48,8% lén 60,2% sau 6 tuan thi diém

== OEE MAY IN KHU VUC MAU

Chuyén do6i do'n hang la ton that Ié&'n nhat

1 May in 6ng dong dugc chon lam khu viee mau maét 19 diém OEE cho chuyén ddi, trung
binh 95 phat mot 1an. Khach hang FMCG dét [énh ngan dan nén sd 1an chuyén d&i con
tang. 0
60,2%
ttr 48,8% trurére thi diém
Kha dung 79% x hiéu suat 79% x chat lwgng 96,5%
== BA VIEC UU TIEN 12 THANG
. " . ) .. ; e " 1 Nhan rong SMED sang 3 may in 6ng dong
Phé pham sinh ra ltc kh&i may vi thiéu chuan con lai
0 ~ ~ > 7 7 - ~e ~ > ~ ~ Y ~ ~ >
2 59% phé pham cua may phat sinh ~ngay sau doi Iénh, chu yéu do Iéch mau. T‘hong s'o cua Thé théng s6 mau cho moil ma hang in
lan chay trwéc khdng duoc Itu, moi lan doi Iénh tredng may chinh lai mau bang mat. &ng dong

Sang nha may 1 sau 3 thang gitr két qua

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 02 /12



BOI CANH VA MUC TIEU DU AN Tap Poan ABVP | Cai tién van hanh theo Operational Excellence

Cam két tai khu vwec mau: OEE tang it nhat 10 diém, ph& pham gidam mot niva

98% SYAT 4,8% 47

OEE nha may 1, bao bi gidy OEE nha may 2, mang phutrc hop ty & phé pham toan cong ty ngay ton kho thanh pham

LY DO BAN LANH PAO KHOI PONG DU AN PHAM VI VA MUC TIEU PA THONG NHAT
Khach hang FMCG dat 1énh nhé hon va déi mau thuwdng xuyén hon Do OEE va lap so do dong gia tri cho 6 cong doan & 2 nha may
n Gia ban bi ép hang nam, bién lgi nhuan phai dén tir chi phi san xuat Thi diém 6 tuan trén mot may in éng dong tai nha may 2
H Cac dot 5S va thi dua nang suat tredc day quay vé nhu cli sau vai thang Chuan héa va chuyén giao cho doi cai ti€én ndi b6 6 ngudi

Khéng gdm quan tri chudi cung trng, ton kho va dao tao van hanh dai tra

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 03 /12



PHUONG PHAP Tap Poan ABVP | Cai ti€n van hanh theo Operational Excellence

OEE dworc tinh lai ttr nhat ky dirng may va bam gié tai hién trwong

NAM BUOC TRONG 12 TUAN

1 2 3 4

bo hién trang Nguyén nhan goc Thi diém Chuan héa

OEE 6 cong doan, so do dong Pareto ton that, 5 Why, bi€u SMED va thé thong so, 6 tuan, Quy trinh chuan va dinh murc
gia tri do xwong ca PDCA méi

BON NGUON DU LIEU

NHAT KY MAY BAM GIO HIEN TRUONG

13 tuan 38 lan chuyén doi 24 ca quan sat

Dirng may, san lvong va phé pham Quay video tirng thao tac, tach viéc bi Gemba ca 3 ca tai 2 nha may, ghi
theo ca clia 21 may & 6 cong doan trong va viéc ngoai theo SMED dirng ngan dudi 5 phat

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa.

5

Nhéan rong
Doi cai tién ndi bo, nhip PDCA
thang

PHONG VAN

26 nguoi

Trwdng ca, triedng may, bao tri, ki€ém
soat chat lwvong, ké hoach
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PHAT HIEN CHIiNH, PHAN 1: OEE THEO CONG POAN Tap Poan ABVP | Cai tién van hanh theo Operational Excellence

In 6ng déng cé OEE thap nhat, 50,1%, kéo nha may 2 xuéng 52%

61,2% 58%

In offset

Nha may 1, 3 may 68,0% OEE binh quan nha may 1

B& hop I, 7.0

Nha méay 1, 4 may 64,0%

52%

Dan hop I ;- OEE binh quan nha méy 2

Nha may 1, 3 may 62,0%

In 6ng dong I <. 0

6ng dbng 48,8%

Nha may 2, 4 may 62,0% ¢ 5
OEE cula may in 6ng dong duwoc chon
lam khu vwc mau

Ghép mang I, 5: oo -

Nha may 2, 2 may 61,0%

Chia cudn, 1am tdi I, .2

Nha méay 2, 5 may 60,0%

Il OEE 13 tuan trvdce dy an Muc tiéu 12 thang

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 05 /12



PHAT HIEN CHiNH, PHAN 1: SAU TON THAT LON

Tap Doan ABVP | Cai tién van hanh theo Operational Excellence

Chuyén déi ldy 19 diém OEE, I&'n nhét trong sau ton that ca may in mau

Diém phan tram trén thdi gian s&n xuét theo k& hoach, may in 6ng ddong khu virc mau, 13 tuan trwde dy an

100,0 -11,0

Gio ké hoach Hong may Chuyén do6i Dirng ngan Giam toc do Phé pham kheoi
may

B Tong B Ting B Giam

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa.

Phé pham chay
may

48,8

OEE

95 phut
thoi gian chuyén doi trung binh mét [énh

in

A
2,7 lan
chuyén déi moi ngay, 3 ca, 1.350 phat ké
hoach

17,5 diém

dirng ngan va gidm téc do, bao céo ca
hién chwa ghi nhan
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PHAT HIEN CHiNH, PHAN 2: Y KIEN CHUYEN GIA

Ba nhan dinh cua chuyén gia vé thr tw cai tién

1

Bat dau ttr chuyén ddi, dé téc doé
may sau

Chuyén d6i chiém 19 diém OEE va kéo theo
phan I&n phé pham kh&i may. SMED x(r ly ca
hai ton that cuing lic. Tang tdc d6 may khi
mau chwa 6n dinh sé lam phé pham tang,
nén chi xtr ly téc dd sau khi thong s6 da
chuan.

2

Bao cao ca dang che 17,5 diém ton
that

Bé&o céo ca tinh nang suét bang san lvong
chia dinh mtrc, khong tach sau ton that.
Durng du@i 5 phut va chay cham khéng ai
ghi. Do OEE theo chuan TPM @& tirng may la
viéc dau tién, tride khi giao chi tiéu cho
trwdng ca.

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa.

Tap Doan ABVP | Cai tién van hanh theo Operational Excellence

Chuan héa xong mé&i nhan rong

Cac dot 5S trwéc quay vé nhu ¢l vi khong ai
s& hiru chi tiéu. K&t qua may mau phai nam
trong quy trinh chuan, thé théng s6 va bang
OEE theo ca do truwdng ca chiu trach nhiém.
Sang nha may 1 khi may mau gilr duoc két
qua 3 thang.

FranchiseVN 07 /12
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PHAT HIEN CHIiNH, PHAN 2: NGUYEN NHAN GOC Tap Poan ABVP | Cai tién van hanh theo Operational Excellence

Phé& pham may in mau 7,0% c6 nguyén nhan géc & khau khéi may sau doéi 1énh

TRIEU CHUNG VisAOo 1 Vi SAO 2 Vi SAO 3 NGUYEN NHAN GOC
Phé& phdm may in mau 7,0%, 59% phé pham phat sinh Trwwdng may chinh mau D06 nhét mue, ap luc 16 ép, Chuwa c6 quy trinh chuan
toan cong ty 4,8% ngay sau déi Iénh, chl yéu bang mat, chay thir nhiéu téc do cla lan chay trwéc kh&i may va thé thong s6

léch mau va léch chéng lwot dén khi khép mau khoéng duoc ghi lai cho tirng méa hang
mau khach duyét

QUAN SAT TAI HIEN TRUONG

1.650 m 1,8 lan 68%

mang hong trung binh mai 1an kh&i may sau ty I& phé pham cuta ca khéng c6 2 tredng may thoi gian chuyén déi la viéc lam khi may dirng,
déi 1énh gidi nhat, so v&i ca co ho c6 thé chuyén ra lam trwdc

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 08 /12
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DANH MUC CAI TIEN

Tap Doan ABVP | Cai tién van hanh theo Operational Excellence

Nam cai tién tiép theo, SMED va thé théng so6 tai nha may 2 lam trwéc

Nhan rong SMED sang 3 may in 6ng dong con lai

LI Sl (Srah Chuyén déi dudi 45 phut, tiét kiém wéc tinh 4 ty ddng moi nam.

: ©

Thé thong s6 mau cho mgi ma hang in 6ng déng
Phé pham clia ca 4 may in 6ng dong dudi 3,5%, tiét kiém wéc tinh 6 ty dong moi
nam.

Bang OEE theo ca va hop dau ca 15 phut
Ap dung cho 21 may & 2 nha may, tredng ca s& hiru chi tiéu.

Murc tac dong

Bao tri tw quan va bao tri ké hoach
Héng may chiém 11 diém OEE & may in mau. Thé kiém tra hng ngay, bao tri theo
gio chay.

Ap dung cach lam ctia khu vwee mau tai nha may 1
Bé& hop va dan hop, bat dau khi may mau giir két qua 3 thang.

Thap Cao

Mtrc kha thi trong 6 thang

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa.

Thang 4 dén 7

Thang 4 dén 6

Thang 4 dén 5

Thang 6 dén 10

Thang 7 dén 12
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LO TRINH 12 THANG Tap Boan ABVP | Cai tién van hanh theo Operational Excellence

Dw an 12 tuan, nhan rong tai nha may 2 ré6i mé&i dén nha may 1

DU AN VA KHU VUC MAU NHAN RONG NHA MAY 2 NHAN RONG NHA MAY 1 VA GIU’ NEP

Hang muc T1 T2 T3 T4 T5 T6 T7 T8 T9 T10 T11 T12

DO,’thl dl(’im, chuan héa T1 d6n T3
Dw an 12 tuan

SMEP 3 may in con lai T
Caitién 1
T[\-e_Ehong s6 mau T4 dén T6
Céai tién 2

stl.n.g OEE va hop dau ca e
Caitién 3

Bao tri tw quan va ké hoach

ae i T6 dén T10
Céitién 4

Nhan réng tai nha may 1
Caitién 5

iy 1 ng théng A R
Mo6c nghiém thu va ra soat O O O

B Vviéc chinh Viéc dai han Nhip duy tri Thang 3 két thac dw an, thang 6 nghiém thu sau 3 thang duy tri, thang 12 ra soat nam

T7 dén T12

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 10/12



KET QUA KHU vuCc MAU Tap Poan ABVP | Cai tién van hanh theo Operational Excellence

Sau 6 tuan thi di€ém, may in mau ting 11,4 diém OEE va giam mét ntra phé pham

6,5ty

tiét kiem wéc tinh moi nam
phé pham 3,9 ty (3,5 diém trén 111 ty vat

60,2% 3,5% 42 pht

OEE may in khu vwc mau ty 1é phé pham cua may thoi gian chuyén déi trung binh

tlr 48,8%, binh quan 4 tuan cudi tr 7,0% tr 95 phat, ap dung SMED
tw qua may mdi ndm), ting ca va gia

cbng ngoai 2,6 ty

PA BAN GIAO THAY POI PA CO TRONG DU AN
Bao cao hién trang va so dé dong gia tri dong mang phirc hop Kha dung tlr 70% lén 79%, hiéu suat tlr 75% lén 79%, chat lwgng tir 93%
Ién 96,5%

Danh muc 5 cai ti€én kém murc tiét kiém wéc tinh

H Ca khong c6 2 trudng may gidi nhat van git phé pham dudi 4%
B0 quy trinh chuan chuyén d6i, khéi may va 86 thé thong so

H Doi cai tién ndi bo 6 nguoi tw chay 2 vong PDCA cubi
Co ché cai tién lién tuc: bang OEE theo ca, hop dau ca, PDCA

n Hoan thanh ding 12 tuan, nghiém thu do lai vao thang 6

B&o c&o mau, ban tém t&t. Tap Doan ABVP |a tén gi& dinh, moi s8 liéu la minh hoa. FranchiseVN 11112



FRANCHISE VN

VAN HANH XUAT SAC

Ban day du va bwérc tiép theo

== BAN PAY PU GOM THEM == DICH VU TIEP NOI THUONG GAP

« So do dong gia tri hién tai va twong lai cia dong mang phtrc hop n Pao tao van hanh xuét sac

+ OEE va sau ton that cua tirng may, 13 tuan di liéu H Quan tri chubi cung trng va ton kho

+ KEét qua thi diém theo tuan va phan tich nguyén nhan géc n Hé théng quy trinh va phan cap phan quyén
+ Phu luc: quy trinh chudn chuyén déi, mau thé théng s, bang OEE ca n Hé théng KPI va OKR

Doanh nghiép c6 thé tu trién khai 16 trinh, khdng bat budc thué tiép.

HOTLINE EMAIL WEBSITE
+84 357 988 588 info@franchisevn.com franchisevn.com

B&o cao mau, ban tom tat. Tap Poan ABVP la tén gia dinh, moi s liéu Ia minh hoa.



