Modul 7 TO CHUC BAO TRIi

7.1 Cau tric ciia bd phén bio tri trong cong ty
Mt hé thong to chirc bdo tri tot nham ddam bédo quén Iy mét cdch hiéu qud cong
tic bdo tri va cdc thiét bi phuc vu cho sin xudt:
Vé kinh té: Giam chi phi khi bi hu hong: chi phi bao tri truc tiép va gian tiép.
Vé con ngwoi: Cai thién diéu kién 1am viéc, an toan lao dong
Vé kj thudt: Tang kha ning san sang va thoi gian hoat dong cia thiét bi

Vé cong viéc: Xac dinh, phan chia cac cong viéc cua to bao tri



* Cong viéc ngan han bao gom:

Piéu hanh quan 1y nhan lyc hanh ngay.

Quan ly cong viéc bao tri hang ngay.

Quan 1y, to chirc cac nhom bao tri.

Cung cép vat tu, dung cu.

Kiém tra an toan lao dong.

Lam hop dong thau, goi thau. ..

Theo doi, tap hop cac bao cao va lién hé véi bd phan san xuat.

* Conng viéc dai han bao gom

X4c dinh chién lugc bao tri.

Quan 1y ho so may, nhat ky bao tri.

Lén ké hoach bao tri phuc hdi.

Phan tich gia ca thau, goi thau, gia ca khi bao tri.

Quan 1y, cai tién hoac thay may mai.

Quan 1y ché d6 boi tron.



7.2 Co céu to chirc béo tri

> Giup cho nguoi lanh dao dé quan 1y va phan coéng cong viée cu thé cho timg bo phan.

> M&i bo phan phai chiu trach nhiém vé phﬁn viéc cua minh.

> Tranh sy ddm chan 1én nhau cta cac bo phan riéng biét.

I- Bdo tri nén t6 chire tip trung hay phén tin?
T6 chirc bao tri hinh thanh theo 2 nhém hinh thirc to chirc khac nhau:

e B0 phan bao tri co thé duoc #dp trung lai & mot phong hay ban bao tri duy nhét caa toan bo cong ty
nha may hoic phdn tdn, nghia 13 mdi phan xuéng nha may déu c6 bd phan béo tri riéng.

e Quan h¢ gilta by phan bao tri va bo phan san xuét 1a riéng biét, nghia la doc 1ap v&i nhau hodc la két
hop giita hai bo phan dé tién hanh hoat dong san xuat va bao tri trong mot phan xudng hoic mot nha
may.

e Céc hinh thuc t6 chirc bd phan bao tri:

Riéng biét Két hop

Tap trung Tap trung va riéng biét Tap trung va két hop

Phén tan Phén tan va riéng biét Phén tan va két hop




a — Cdc dic diém ciia loai bdo tri tap trung va rieng biét
Uu diém:
e Téap trung cac chuyén gia gioi vé bao tri.
e Mang lai cac logi ich trén qui mo 1on.
e T6i vu hoa str dung cac nguoén luc khac nhau.
e Xac dinh duoc téng chi phi bao tri.

Nhweoc diém:

e Kho phat huy tinh than trach nhiém.

e Kho phan phoi chi phi bao tri.



b - Piic diém ciia logi té chirc bdo tri tip trung va két hop.
Uu diém:
e Tap trung cac chuyén gia gidi vé bao tri.
e Mang lai loi ich trén quy mo 16n.
e T6i uu hoa viée str dung cac ngudn luc khac nhau.
e Giam cac xung dot co thé phat sinh gitta cac by phan bao tri va by phan san XUAt.
e Hanh dong nhanh hon.
e D& phat huy tinh than trach nhiém hon.

Nhuoc diém:

e Kho xac dinh duogc tong chi phi bao tri.

e Kho bo tri nguodn luc.



¢ - Ddc diém cia logi to chirc bdo tri phén tdn va riéng biét.
Uu diém:
e Hanh dong nhanh hon.
e C6 kién thirc chuyén mén va kinh nghiém vé cong nghé va thiét bi san xuét t6t hon.
e D& phan phoi chi phi bao tri hon.

Nhweoc diém:

e Kho phat huy tinh than trach nhiém.
e Kho tinh toan tong chi phi bao tri.

e Kho phan phoi cac nguodn luc.



d - Dic diém ciia logi té chire bdo tri phdn tdn va két hop
Uu diém:
e C6 trach nhiém chung vé san xuat 1an bao tri tai phan xudng.
e Hanh dong nhanh hon.
e C6 kién thirc chuyén mon va kinh nghiém vé cong nghé va thiét bi san xuat tot hon.
¢ Sir dung nhan luc ¢6 hi¢u qua hon.
e D¢ phat huy tinh than trach nhiém hon.
e C6 nhan thirc vé cac chi phi béao tri gian tiép tot hon.
e D& phén phdi chi phi bao tri hon.

Nhweoc diém:

e Kho xac dinh duoc téng chi phi bao tri.

e Kho b6 tri nguon luc.



2 — Cdc hinh thirc t6 chirc béo tri

Ban quan tri

Tai chinh,
mua hang...

Giam doc
san xuat khu
vuc A

Giam doc
san xuat khu
vuc B

Ky su san
xuat khu
vuc A

Giam doc
bao tri

Ky su san
xuat khu
vuc B

K¥ su bao
tri

DPéc cong
khu vuc A

Péc cong
khu vuc B

Hinh 7.1 Té chirc kiéu tgp trung

Doc cong




Ban quan tri

Tai chinh mua | Gi1am doc san
hang,. .. ) | xuat khu vuc I
A
A 4 A 4
K¥ su san xuat K¥ su san xuat
khu vuc B khu vuc A

\4 A4

A A 4

Doc cong Doc cong
san xuat san xuat
khu vuc B khu vuc A

Hinh 7.2 Té chirc kiéu phdn tin



Ban quan tri

\ 4 \ 4
Khu vuc Khu vuc Khu vuc
san xuat A san xuat B san xuat C
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| | |

| | |

| | |

Bo phan | | |
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bao tri | | |

| | |

| | |

| | |

B phan | | |
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bao tri | | |

| | |

| | |

| | |

| | |

| | |

| B phéan | | |
bao tri

Hinh 7.3 Té chirc kiéu ma trdn



Hinh thirc to chire tip trung:

e T6i uu viée sir dung cac phuong tién

e Quan Iy nhan su duogc dé dang.

e Theo ddi thiét bi cling nhu theo ddi cac hu hong mot cach thong nhat.

Hinh thirc to chirc phin tan:

e Chia trach nhiém va cong viéc cho cac to trudng.

e Cai thién, tao mdi quan h¢ than thiét véi bo phan san xuat (vi tiép xuc thudong xuyén).
e Lam viéc theo nhom.

e Can thi¢p mot cach hi¢u qua va nhanh chong cac thiét bi.
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Ban giam doc

Phong hanh chanh

Phong k¥ thuat san xuét

Phong marketing

Ban san xuat

Ban cong nghé

B6 phan bao tri

B6 phan thuc hién

Thuc hién

Bd phan nghién cuu B6 phan quan ly
Xuong 1 |« To 1
Xuong 2 |« T6 2
Xuong 3 |« T6 3

Hinh 7.4 So db to chirc ciia mét nha mdy sin xudt thiét bi thuy luc
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3 - Mgt so co cau to chiee bao tri dién hinh.

Té truéng

l

Nguoi thuc hién cong
Nguoi truc (1 nguoi) viéc hang ngay
(3 nguoi)

Hinh 7.5 Co cdu té bdo tri gom 5 nguwoi

T6 trudng cua to bao tri co trach nhiém dua ra nhitng bién phap bao tri co ban. Anh ta phai to chirc va
hinh dung ra céng viéc phai 1am va ¢ thé anh hudng dén cong viéc tir 30 — 50%. To chuc cong viée lién
quan dén bao tri bao gom:

o0 Lap va luu trit tai lidu.

0 Thuyc hién ké hoach phong ngra.

0 bam béo cac qui dinh trong bao tri
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To truéng

| Tro 1y diéu

| hanh (1 nguoi)

Nguoi truc (2 nguoi)

A4

Nguoi thuc hién cong
viéc hang ngay
(6 nguoi)

Hinh 7.6 Co céu té bdo tri gom 10 nguoi

D061 v6i co cau nay can mdt nguoi to tuong da nang dé co tam hoat dong bao quat hon.

Ngudi trg 1y ¢o trach nhiém trién khai cac hoat dong bao tri, theo ddi va giam sat. Pong thoi tim hicu cac

mo1 quan hé trong luc bao tri va bao lai vo1 to truong.
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To truéng

A 4

Bo phdn quan ly kho
va nha xwong
(2 nguot)

v

\ 4

Bo phan ky thuat
(2 nguoi)

B¢ phdn thuc hién
(15 nguoi)

y

A 4

Nguwoi phu trach diéu
hanh cong viéc
(2 nguo1)

Nguwoi thuc hién
cong viéc hang ngay
(13 nguot)

Hinh 7.7 Co cdu té bdo tri gém 20 ngwoi

A 4

linh vuec:
- Co khi
- Dién
- Twdong hod
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Giam doc

v

Bd phan quan ly kho
va nha (2 nguot)

A 4

Phong ky thuat
(2 nguot)

A\ 4

B6 phan thuc hién
bao tri

' ' '

S1 S2 S3
-

_/

—
Day la nhom da nang lam
nhiéu loai cong viéc (cong
viéc thuong xuyén va cong
viéc theo ké hoach)

} '
Co Dién
khi tur

Téng
hop

Cong nhan ky
thuat lanh nghé

bay 1a nhém chuyén thuc hién nhitng tac vu trong
nhiéu linh vuc chuyén sau khi bao tri

Hinh 7.8 Co ciu bdo tri gom 50-200 ngwoi
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Giam doc bao tri

san xuat

!
B6 phan k¥ thuat B6 phan
Phong nghién B6 phan bao Nhom bao tri
cuu tri phong ngira
Té quan Iy kho Té k¥ thuat T6 bao tri
va nha xuong

Nhom bao tri
hang ngay

Bo phan chiu trach nhiém tai xudng

Hinh 7.9 Bdo tri mang tinh linh hoat va phén chia theo linh vwe, cdc moi quan hé



GIAM POC

BAO TRI
» Tro 1y ky thuat

Nhom Nhom Nhom " Phong k¥

ky su k¥ su k¥ su I(Suan ,,y thuat

loai 1 loai 2 loai 3 ftha xXuong trung tam

MU BT RI M2 BT2 R2 M3 BT3 R3 M [ppong Co khi

M - Quan Iy nha xuéng , thiét bi Di¢n
M1, M2, M3 - quan ly truc ti€p xudng Chat luong
BT — phong k¥ thuét Tac vu

Hinh 7.10 M6 hinh 1 phdn chia cong viéc bao tri
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Giam doc bao tri

A 4

l

B6 phan ky thuat
Phong Quan ly B6 phan
nghién ctru Xuong va bao tri
ton kho

|

B6 phan san xuat

l

l

|

F1 F2
Bo phan Bo phan
bao tri bao tri

T6 k¥ thuat tai phan xudng

Hinh 7.11 Mo hinh 2 phan chia cong viéc bao tri
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