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LOT MO PAU
1. Ly do chon @@ tai

Khai niém Quan tri chudi cung tng (SCM) lan dau xuat hién vao nhitng nim
1980, va pho bién trén thé gisi vao nhitng nam 1990. Tir d6, quy trinh nay da tré nén
quen thudc va dugc &p dung thanh cong vao rat nhiéu cong ty 16n nhu: Dell, Toyota,
va dac biét 1a Wal-mart. Nho vao thanh cong trong quan tri chudi cung tng, tir d6 ¢
duogc loi thé vé chi phi va gia ca so véi cac dbi thu canh tranh ma Wal-mart nhanh
chong tré thanh mot dé ché ban Ié khong 16 nhét trén thé gigi. Trong khi do, ¢ Viét
Nam hién nay khéi niém SCM di duoc nhic dén nhiéu, cac doanh nghiép ciing da bat
dau cha y t6i, tuy nhién dé hiéu rd SCM la gi, 1am thé nao dé xay dung va quan tri
chudi cung ng thanh céng thi hau hét cac doanh nghiép van dang ban khoan. Thyc
trang cac doanh nghiép Viét Nam trong linh vuc ban 1é hién nay 1a mot dién hinh. Tt
sau khi Viét Nam gia nhap WTO, va dac biét tir nam 2009 Viét Nam m¢ cira hoan toan
thi truong béan 1é cho cac doanh nghiép 100% vén nudc ngoai vao, thi cac doanh
nghiép ban I¢ Viét Nam méi that su lo sg mat vi thé trén thi truong. Va mot giai phap
can thiét nham gidp cac doanh nghiép ban I¢ Viét Nam giit viing thi truong d6 chinh 1a
quan tri hiéu qua chudi cung ang. Vi mong mudn gitp cac doanh nghiép ban 1é Viét
Nam 1am r cac van dé co lién quan dén quan tri chudi cung tng, tdi lva chon dé tai
“Quadn tri chudi cung #ng cia tdp doan bdn Ié Wal-mart va bai hec kinh nghiém

cho cac doanh nghiép ban Ié Vigt Nam”.
2. Pdi tojong va pham vi nghién cieu

Péi tuong nghién ctiru cua khda luan 1a hoat dong quan tri chudi cung tng cua

tap doan ban 1¢ Wal-mart.
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Pham vi nghién ctu: Vé noi dung: bai luan 1am rd cac van dé& vé quan tri chudi
cung &ng, hoat dong quan tri chudi cung ung cua Wal-mart, tir d6 dé xuat mot sé bai
hoc vé quan tri chudi cung tng cho cac doanh nghiép ban ¢ Viét Nam. Vé khong gian:
pham vi tim hiéu 1 tap doan ban 1& Wal-mart, cac cong ty béan 1é Viét Nam.

3. Muc dich nghién ctru

Muc dich cua bai luan 1a nghién ctu van dé quan tri chudi cung ung tir Iy thuyét
t6i thuc tién ap dung tai tap doan Wal-mart nhim dua ra mét sé bai hoc kinh nghiém

cho céac doanh nghiép ban I¢ Viét Nam
4. Nhiém vu nghién ciu

bé dat duoc muc dich nghién ctru nhu trén, nhiém vu nghién ctru cua bai luan

gom:

- Lam rd nhitng van dé co ban vé chudi cung ¢ng, quan tri chudi cung tmg, ciing
nhu quy trinh quan tri chudi cung tng.

- Phén tich hoat dong quan tri chudi cung tng cua tp doan ban 1¢ Wal-mart.

- Tim hiéu vé thuc trang quan tri chudi cung tng cia cac doanh nghiép bén 16
Viét Nam.

- Pé xuat mot s6 bai hoc kinh nghiém cho cac doanh nghiép ban Ié Viét Nam tur
thanh coéng cua Wal-mart trong hoat dong quan tri chudi cung ng.

5. Phojong phap nghién ciru

- Phuong phap thu thap va xir ly théng tin tu: sach bao, internet. ..

- Phuong phap phan tich, tong hop, so sanh. ..

6. Bo cuc khoa luan: khoa luan gom 3 chuong

Chuong 1: Téng quan vé chudi cung ng va quan tri chudi cung ang.

Chuong 2: Quan tri chudi cung ng cua tap doan ban 1¢ Wal-mart.

Chuong 3: Bai hoc kinh nghiém vé quan tri chudi cung ng cho céc doanh nghiép ban
Ié¢ Viét Nam.
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Trong qua trinh nghién ciru, t6i da nhan duoc su gitp d&, hudng dan nhiét tinh
cua quy thay co trudng Pai hoc Ngoai Thuong. Dic biét, toi xin giri 16i cam on siu sic
t61 ngudi thy di tan tinh giup d&, chi bao tdi — GS, TS Hoang Vin Chau.

Ha Ngi, thang 5 nam 2012
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CHAJONG 1: TONG QUAN VE CHUOI CUNG ’'NG VA QUAN TRI
CHUOI CUNG (’PNG

1.1. Khdi qudt chung vé chuéi cung irng

Ngay nay, dé thanh cong trong bat ky méi truong kinh doanh nao, cac doanh
nghiép khdng chi tap trung vao hoat dong cua riéng minh ma phai tham gia vao céng
viéc kinh doanh cua nha cung cap ciing nhu khach hang cua nd. Boéi I8, khi doanh
nghiép muén dap ting san pham hoac dich vu cho khach hang, ho budc phai quan tam
siu sac hon t¢i dong dich chuyén ciia nguyén vat liéu, cach thuc thiét ké, dong géi san
pham, va dich vu cua nha cung cap, cach thic van chuyén, bao quan san pham, va
nhitng mong doi thuc su cua ngudi tiéu ding, hoic khach hang cudi cing. Canh tranh
cd tinh toan cau ngay cang khéc liét, chu ky séng cua san pham méi ngay cang ngan
hon, mirc d Ky vong ctuia khach hang ngay cang cao hon, da thuc ép cac doanh nghiép
phai dau tu va tap trung nhiéu hon vao chudi cung tng ciia minh. Thém vao do, nhitng
tién bo lién tuc va d6i maéi trong céng nghé truyén théng va van tai, di thic day su
phét trién khéng nging caa chudi cung ¢ng va nhitng ky thuat dé quan ly chudi cung

trng. Vay, chudi cung tng la gi?

“Chudi cung #ng bao gom moi céng doan c6 lién quan tryc tiép hay gian tiép
deén viéc déap 1mg nhu cdu khach hang. Chudi cung izng khéng chi gém nha san xudt va
nha cung cdp, ma con gom nha vdn chuyén, kho, nguoi ban lé va ban than khach
hang™" (Sunil Chopra, Pete Meindl, 2007). Trong m3i mot té chirc, nhw nha san xuét,
chudi cung tng bao gém tat ca cac chirc ning lién quan t&i viéc nhan va hoan thanh
don hang. Nhitng chirc ning nay bao ham va khong bi han ché trong viéc phat trién
san pham méi, marketing, san xuat, phan phdi, tai chinh va dich vu khéach hang.
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! sunil Chopra, Pete Meindl, 2007, Supply Chain Management: Strategy, Planning, and Operation,
Pearson Education, Inc., Upper Saddle River, New Jersey.
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“Chugi cung #ng | si lién két véi cac cong ty nham dira san phdm hay dich vu

VAo th; rreong.” (Stock va Elleam, 1998)

“Chudi cung ing la mét mang ludi cac lya chon san xudt va phan phsi nham
thyec hién cac chire ndng thu mua nguyén liéu, chuyén déi nguyén liéu thanh ban thanh
pham va thanh pham, va phan phéi ching cho khéach hang”3 (Ganesham, Ran and
Terry P.Harrison, 1995).

Hay xem xét mot vi du, mot khach hang di siéu thi Hapro dé tim mua loai ca
phé hoa tan 3 trong 1 caa Trung Nguyén. Chudi cung wng bét dau vai khach hang nay
va nhu cau vé ca phé hoa tan. Tiép theo d6, chudi cung wng tiép tuc véi siéu thi Hapro
ma khéch hang lra chon. Tai d6, siéu thi Hapro da luu kho mot lwong san pham ca phé
hoa tan dé phuc vu nhu cau caa khach hang. San pham ca phé cé thé do mot cong ty
phan phéi cung cap cho siéu thi hoic cé thé duoc cung cap truc tiép boéi nha san xuat
1a cong ty Trung Nguyén. Cong ty Trung Nguyén, dé san xuat ra san pham, phai mua
nguyén liéu 1a ca phé so ché tir cac nha cung cap khéac. Con nhitng nha cung cap nay
lai nhan nguyén liéu 1a ca phé hat tir nhitng ngudi trong ca phé. Chudi cung tng con
bao gém nhitng cong ty xan xuat bao bi dé bao goi san pham ca phé do Trung Nguyén

san xuat. Chudi cung tng nay, dugc minh hoa tai hinh 1.1 nhu sau:

2 Lambert, Stock va Elleam , 1998, Fundaments of Logistics Management, Boston MA:

Irwin/McGraw-Hill.

3 Ganesham, Ran and Terry P.Harrison, 1995, An introduction to supply chain management.



[DE CUONG CHUONG TRINH DAI HOC]

Ngojoi Cong ty so
Wtlrﬁng ca che ca phé
al-mart
phé hat
Céng ty ca
phé Trung
Nguyén
Siéu thi
Khach

Hinh 1.1: Céc giai doan ciia chudi cung wng ca phé

Chudi cung trng ludn ham chira tinh ning dong va lién quan téi nhitng dong lién
tuc vé thdng tin, san pham va tai chinh giita cac giai doan khac nhau. Trong vi du trén,
Hapro cung cip nhitng thng tin vé& san pham, gia ca, ciing nhu cac thong tin san co
cua san pham cho khach hang. Khach hang tra tién cho Hapro. Hapro s& truyén tai dir
liéu ban hang ciing nhu don dit hang dén nha kho hoic nha phan phéi, va ho s& chuyén
hang dén cira hang. D6i lai, Hapro s& chuyén tién cho nha phan phdi sau khi nhan dugc
hang. Nha cung cép ciing thong tin vé gia ca ciing nhu lich trinh giao hang cho Hapro.
Ctr nhu thé, dong théng tin, nguyén vat liéu va tai chinh s& luan chuyén trong toan b

chudi cung ung.

Khéach hang la thanh t6 tién quyét caa chudi cung tng. Muc dich then chét cho
su hién hitu caa bat ky chudi cung tng nao 1a dé thoa man nhu cau caa khach hang,
trong qué trinh tao ra loi nhuan cho chinh chudi cung tng d6. Thuat ngit “chudi cung
ing” goi nén hinh anh san pham hoic viéc cung cap dich chuyén tir nha cung cip dén

nha san xuét, dén nha phan phéi, dén nha bén Ié, va d¢én khach hang doc theo chudi
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cung ung. Diéu quan trong 1a phai hiéu riang, dong thong tin, san pham, va tai chinh
luén dich chuyén doc ca hai huéng caa chudi.

1.2. Qudn tri chudi cung irng

1.2.1. Khai niém:
C6 rat nhiéu dinh nghia vé quan tri chudi cung &ng.

Theo Vién Quan Tri Chudi Cung Ung Hoa Ky mé ta quan tri chudi cung tng la
viéc thiét ké va quan ly c4c tién trinh xuyén suét, tqo gia tri cho cac té chire dé dap
#ng nhu cau thuc s cia khach hang cugi ciing. Sy phat trién va tich hop nguén luc

con nguoi 12 yéu t6 then chdt cho viéc tich hop chudi cung ing thanh cong.

Theo Hoi Bong Chudi Cung Ung thi quan tri chudi cung ang 1 viéc quan ly
cung va cdu, xdc dinh nguon nguyén vat liéu va chi tiét, san xuat va lap rap, kiém tra
kho hang va ton kho, tiép nhdn don hang va qudn 1y don hang, phdn phéi qua cac kénh

va phan phéi d@én khach hang cudi cing.”

Theo Hoi Bong Quan Tri Logistics thi quan tri chudi cung ang 1a “.....sw phoi
hop chién luwoc va hé théng c&c chire nang kinh doanh truyén théng va cdce sach leoc
Xuyén suot cac chitc ndng nay trong mét cong ty cu thé va giira cac doanh nghiép
trong chudi cung ¢ng véi muc dich cai thién thanh tich dai han ciia cdc céng ty don 1é

N 2 » X , u6
va cua Ca chuoi cung ung .

Tir cac dinh nghia trén c6 thé rdt ra mot dinh nghia chung nhat vé quan tri chudi
cung tng: “Quadn tri chudi cung ing 1a sw phéi hep cia san xudt, ton kho, dia diém
va vdn chuyén gi#a cac thanh vién trong chudi cung #ng nham ddp ing nhip

nhang va higu qud cac nhu cdu cia thi trwong.”

4The Institute for supply management: http://www.ism.ws/glossary/?navitemNumber=7800

5Courtesy of Supply chain Council, Inc., www.supply-chain.org



http://www.ism.ws/glossary/?navItemNumber=7800
http://www.supply-chain.org/
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® Courtesy of the Council of Logistics Management.
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Diém nhét quan gitta cac dinh nghia trén d6 1a sy phdi hop va hop nhat luong
I6n céc hoat dong lién quan dén san pham trong sé cac thanh vién cua chudi cung cip
nham cai thién ning suat hoat dong, chat lugng, va dich vu khach hang; nham dat duoc
loi thé canh tranh bén viing cho tat ca céc té chic lién quan trong chudi cung tng. Vi
thé dé quan tri chudi cung tng thanh cong, cac doanh nghiép phai tich cuc chia s¢ cac
thong tin co lién quan nhu: du bdo nhu ciu, ké hoach san suat, cac chién lugc
marketing, viéc cai tién san pham va dich vu, viéc ap dung cdng nghé méi, ké hoach
thu mua, ngay giao hang, va bat ky thong tin nao tac dong dén cac ké hoach phan phdi,

san Xuat, va thu mua.

1.2.2. Lich st phat trién cia quan tri chuéi cung &ng:

Trong sudt thap nién 1950 va 1960, cac cong ty cia My &p dung cong nghé san
Xuat hang loat dé cit giam chi phi va cai tién ning suat, trong khi it cht y dén viéc tao
méi quan hé véi nha cung cap, cai thién viéc thiét ké quy trinh va tinh linh hoat, hoic
cai thién chat lugng san pham. Thiét ké va phat trién san pham méi dién ra cham chap,
16 thudc chi yéu vao ngudn luc noi b, cdng nghé va cong suat. Chia sé cong nghé
chuyén mén thdng qua sy cong tac gitra nguodi mua va nguoi ban 1a thuat ngit hiém
nghe & giai doan ndy. Ton kho trong san xuat ting cao do cac nha may tang cudng ton

kho dé may moc hoat dong thong sudt va can dbi dong nguyén vat lisu.

Trong thap nién 1960 va 1970, hé théng hoach dinh nhu cau nguyén vat liéu
(MRP) va h¢ théng hoach dinh ngudn lyc san xuat (MRPII) duoc phat trién; tim quan
trong cta quan tri nguyén vat liéu hién qua cang dugc nhan manh. Cac phan mém
kiém soat ton kho ngay cang hiéu qua do sy phat trién cua cong nghé thong tin da giam
dang ké chi phi ton kho trong khi van cai thién truyén thdng noi bo vé nhu cau cua cac

chi tiét cin mua ciing nhur nguén cung.
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Thap nién 1980 dugc xem nhu 13 thoi ky nén méng cho quan tri chudi cung
rng. Thuat ngir quan tri chudi cung ung lan dau tién duoc st dung rong rai trén nhiéu

tap chi & My. Canh tranh trén thij truong toan cau ngay cang trg nén khoc liét vao dau
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Mé rgng va hinh thanh
moi quan hé chudi cung
ung

| Quian tri tdn kho va kiém
soat chi phi

San xuat khéi lojong lén
truyén thong

1950 1960 1970 1980 1990 2000 Tuong lai

Hinh 1.2: Nhitng sw kién lich sir v& quan tri chudi cung dng’

Ngudn: Wisner, Tan, Leong, 2009,

"Wisner, Tan, Leong, 2009, Principles of Supply Chain management: A Balanced Approach, tr.12,
South-Western.
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thap nién 1980 di gay ap luc t6i cac nha san xuit cit giam chi phi, nang cao chét
lwong san pham, va gia ting muc do phuc vu khach hang. JIT va chién luoc quan tri
chat luong toan dién TQM duoc cac hang san xuat &p dung nham cai thién chat luong,
nang cao hiéu suat, va thoi gian giao hang. Cung véi viéc sir dung it ton kho lam dém
cho lich trinh san xuét, cac doanh nghiép bit dau nhan thay loi ich tiém tang va tam
quan trong cia mdi quan hé chién lugc va hop tac gitra nha cung cap-nguoi mua-khach

hang.

Pé giai quyét nhiing thach thic dang gia ting vao dau thap nién 1990 vé cai
thién chat luong, hiéu qua san xuat, dich vu khach hang va thiét ké, phat trién san
pham m&i, cac nha san xuat bat dau mua san pham tir cac nha cung cap chat luong cao,
¢ danh tiéng, va dugc ching thyc. Bén canh d6, cac hing san xuat kéu goi cac nha
cung cap tham gia vao viéc thiét ké, phat trién san pham moi, ciing nhu dong gop
kién nham cai thién dich vu, chat luong, va giam chi phi chung. Nho @6, doanh sé cua
cac doanh nghiép san xuat ting thong qua su cai tién chat lugng, phan phoi, va thiét ké
san pham, cling nhu giam chi phi nho vao viéc quan tam nhiéu dén tién trinh, nguyén
vat liéu, va céc linh kién trong qué trinh san xuat. Nhiéu lién minh gitra nha cung cap-
ngudi mua di thanh céng. Vao cudi nhitng nam 1990, quan tri chudi cung tng try nén

phd bién hon, nhur 1a ngudn lyc tao ra loi thé canh tranh caa doanh nghiép.

Trong thoi gian d6, cac hoc gia, cac nha quan tri bat dau nhan thirc sau sic hon
su khac biét gitra logistics va quan tri chudi cung (ng. Phai tsi thoi diém nay thi quan
tri chudi cung ttng mai duoc nhin nhan nhu 1a hoat dong hau can bén ngoai doanh
nghiép. Khi tng dung cac sang kién caia quan tri chudi cung ung, cac doanh nghiép bat
dau hiéu duoc su can thiét phai tich hop tat ca cac quy trinh kinh doanh then chét giira
cac bén tham gia trong chudi cung tng, cho phép chudi cung ung hoat dong thdng
nhat. Tuong tu, c4c doanh nghiép ciing nhan ra loi ich trong viéc tao ra cac lién minh
hay su cong tac véi khach hang. Trong tuong lai, quan tri chudi cung &ing c6 thé nhan
manh téi mé rong chudi cung tng, gia ting trach nhiém caa chudi va nhan manh hon

nita vao chudi cung tmg “xanh”, ciing nhu cat giam dang ké chi phi caa chudi.
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1.2.3. Noi dung ctia quan tri chudi cung ng;:

MJi chudi cung wng di c6 quy mé, cau trdc, va nhu cau thi trudng riéng, nhung
nhin chung déu duoc ciu tao tir 5 thanh phan co ban: san xuét, tén kho, dia diém, vén

tai, va théng tin.8( Michael Hugos, 2003)

1. San xuit
San xuat cai gi?

San xuat nhu thé nao?

2. Ton kho

4.Van tai

Van chuyén san pham
nhu thé nao? Khi nao?

5. Thong tin

Nén tang ra
quyét dinh

»| San xuét bao nhiéu?

Du trir bao nhiéu

A

3. Pia diém

A

Hinh 1.3:

1.2.3.1. San xuat

San xuét chinh 1a kha nang tao ra va Iuu trit san pham caa chudi cung wng. Nha
may va nha kho & nhitng co s vat chat trong san xuat. Van dé co ban caa nhiing nha

quan Iy khi ra quyét dinh san xuat 1a 1am thé nao dé can bang gitra kha nang dap tng

8 Michael Hugos, 2003, Essentials of Supply Chain Management, Ch.1: Basic Concepts of Supply

Chain Management, tr.1 —tr.41, John Wiley & Sons, Inc.

» Noi nao tot nhat cho hoat
dong nao?

5 thanh phan chinh cia chudi cung &ng
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nhanh c4c nhu ciu cua khach hang va tinh hiéu qua trong hoat déng san xuat. Néu
phan xudng va nha kho duoc thiét ké voi cong suat qua Ion, cac doanh nghiép c6 thé
linh hoat va nhanh chong dap tng duoc sy thay doi vé& nhu cau san pham. Néu hau hét
cdng suat cua nha may va nha kho duoc sir dung thi chudi cung tng khé c6 thé phan
trng kip thoi voi sy thay doi nhu cau cua khach hang. N6i cach khac, cong suit du thira
lam tiéu ton tién cua, cong suat do 1a cong suét vo ich, khong mang lai doanh thu. Do
d6, cong suét cang du thira thi viéc san xuat cang kém hiéu qua. Cac nha may co thé

dugc xay dung dé thich nghi véi mot trong hai phwong thirc san Xuat.

- Tap trung san pham: Nha may thuc hién mot loat cac hoat dong dé tao ra mot
dong san pham, tir viéc san xuit cac b phan khéc nhau cua san phim do, roi

lip rép cac bo phan nay thanh mot san pham hoan chinh.

- Tap trung chirc nang: phuong phap nay tap trung thuc hién chi mot vai hoat
dong: hoic 1a chi san xuat mot nhém bo phan caa san pham hodc chi lap rap.
Nhitng chirc ning ndy c6 thé dugc ap dung dé san xuat nhiéu lai san pham khac

nhau.

Phuong thiic tap trung san pham thuong dan dén viéc phat trién chuyén sau vé mot
dong san pham & mic chi phi gidng véi viéc tap trung chuyén sdu vao mot chiic ning
cu thé. Céac cong ty phai quyét dinh san xuit theo phuong thic ndo hoic két hop nhiing
gi tir hai cach thuc san xuat do dé dat duoc cong suat va chuyén mén nhu mong doi,

dap rng tét nhat nhu cau caa khach hang.

Tuong ty, hé thdng nha kho ciing can duoc xay dung ph hop véi timg phuong
thirc san xuat khac nhau. Sau day 1a ba phuong phap chinh trong viéc luu kho san

pham:

- Luu kho theo don vi: Theo phuong phép nay, tit ca cac san pham cling loai

dugc Ivu kho chung v6i nhau. Pay 14 cach Iuu kho hiéu qua va dé hiéu.
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Luu kho theo chtrc ning: Vé&i phuong phap nay, tit ca nhitng hang héa khac
nhau nhung c6 lién quan dén mot nhu cau nao dé cua khach hang hoic mét linh
vuc cong viéc dugc Iuu kho chung véi nhau. Phuong thirc luu kho nay gitp
thuan tién cho viéc lva chon va déng géi hang héa, nhung thudng yéu cau

khong gian nha kho lon hon so vé1 phuong thire luu kho theo don vi.

Luu kho chéo (cross-docking): 1a phuong phap dugc walmart sir dung dau tién
nham tang cudng tinh hiéu qua trong chudi cung tng. Str dung phuong phap
nay, hang hoa thuc ra khéng duoc Iuu kho. Thay vao do, nha kho duoc st dung
lam dia diém dé d& lugng Ién nhiing hang hoa khac nhau tir nhitng xe tai cua
nha cung cap. Nhiing 16 hang 16n nay dugc chia thanh nhiing 16 hang nho hon.
Nhitng 16 hang nho chtra nhiéu loai san pham khac nhau lai dugc két hop theo
nhu cau hang ngay va nhanh chong béc 1én xe dé van chuyén dén noi giao hang

cudi cuing.
1.2.3.2. Ton kho

Hang ton kho bao gom nguyén vat liéu, ban thanh pham, thanh pham do nha

san xuat, nha phan phdi va nguoi ban 1é ton trit dan trai trong sudt chudi cung ung.

Mot 1an nita, cac nha quan ly lai phai quyét dinh ton kho & dau nham can ddi giira tinh

dap tng va tinh hiéu qua. Ton trir s6 lugng Ion hang tén kho cho phép cong ty dép &g

nhanh chdéng nhiing bién dong vé& nhu cau cua khach hang. Tuy nhién, viéc xuat hién

Vva ton trir hang ton kho tao ra mot chi phi dang ké; va dé dat hiéu qua cao thi chi phi

t6n kho nén thap nhat ¢ thé. C6 3 loai ton kho co ban:

Ton kho chu ky: 1a lwong hang ton kho can thiét dé thoa man nhu cau vé san
phdm trong mét giai doan giita cac ky mua hang. Céac doanh nghiép c6 xu
hudng san xuat hoic mua mot lugng 16n hang héa nham dat duoc hiéu qua kinh
té theo quy mo. Tuy nhién, hang hoa nhiéu 1am gia ting chi phi ton kho gom:

chi phi Iuu kho, xir Iy va bao hiém hang ton kho. Cac nha quan ly phai ¢ gang
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can bang gitra viéc dat dugc chi phi dit hang thap, gia ré va viéc gia tang chi
phi tdn kho khi mua hang véi khéi lugng 16n.

- Ton kho an toan: 1a lugng hang tén kho duoc luu trit nham dbi pho véi sy bat
on. Néu du bao nhu cau duoc thuc hién chinh xac thi hang ton kho chi can thiét
gitt & muc tén kho dinh ky. Tuy nhién, moi du bao déu c6 sai s6, vi thé dé dbi
ph6 vai sai s6 trong trudng hop nhu cau tang dot bién so véi dy bao thi ton kho
du phong 1a can thiét. O day, can phai can nhic gitra chi phi ton kho gia ting

véi phan thua 18 do ton kho thiéu.

- Ton kho theo mua: 1a lwgng ton kho dugc xay dung dua trén co s& du bao su gia
tang nhu cau vé& hang hoa dién ra vao nhirng thoi ky nhat dinh trong nim. Vi dy,
du bao rang nhu cau vé 4o chbng rét sé ting manh vao mua déng. Mot cong ty
san xuat quan 40 & mac cong suat nhat dinh, cdng ty nay khd co thé thay doi
cong suat khi mua dong dén. Vi thé cong ty sé c6 gang san xuat 4o chong rét ¢
mot mic cdng suat ¢ dinh trong niam, va luu kho san pham trong sudt thoi ky
nhu cau vé 4o rét thap, dé bu cho giai doan nhu ciu ting qua cao, vuot mac
cdng suat caa nha may. Mot lua chon thay thé cho ton kho theo mua 1 huéng
dén dau tu khu vuc san xuét linh hoat, c6 thé nhanh chong thay d6i cong suat
san xuat cac san pham khac nhau nhiam dap (rng nhu cau gia ting. Trong trudng
hop nay, van dé chinh 1a su danh dbi giita chi phi luu kho theo mua va chi phi

dé co duoc khu vuc san xuét linh hoat.
1.2.3.3. Pia diém

Dia diém dé cap dén viéc xac dinh vi tri dia Iy cho nhitng nha may trong chudi
cung tng, cling nhu cac quyét dinh vé nhitng hoat dong duoc thuc hién trong mdi nha
may nay. Panh d6i giita tinh dap ung nhanh va tinh hiéu qua 1a viéc ra quyét dinh,
hodc phan tan cac hoat dong ¢ nhitng khu vuc gan khach hang va nha cung tng dé
hoat dong dién ra nhanh chéng, hoic tap trung hoat dong & mot vai dia diém dé dat

duoc hiéu qua kinh té theo quy md. Quyét dinh vé dia diém duoc xem nhu 1 mot
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quyét dinh chién luoc vi anh huéng 16n dén tai chinh trong ké hoach dai han. Khi
quyét dinh vé dia diém, nha quan ly can xem xét hang loat cac yéu td co lién quan nhu
chi phi phong ban, lao dong, k¥ ning can c6 trong san xuat, diéu kién co s& ha tang,
thué, va vi tri gan véi nha cung cip hay ngudi tiéu ding. Quyét dinh dia diém c6 tac
d6ng manh dén chi phi va dic tinh hoat dong cua chudi cung wng. Quyét dinh dia diém
phan anh chién lugc co ban cia mot cong ty vé viéc xay dung va phan phdi san pham
dén thi truong. Khi dinh dugc dia diém, sé lwong, va kich ¢& thi chung ta xac dinh

dugc sé luong kénh phan phéi san pham dén nguoi tiéu dung cubi cuing.
1.2.3.4. Van tai

Van tai lién quan dén sy di chuyén moi tht tir nguyén liéu thé dén thanh pham
gilta cac giai doan khac nhau trong chudi cung tng. Su can bang giira tinh dap tng
nhanh va tinh hiéu qua duoc biéu hién théng qua viéc luya chon phwong thirc van tai.
Phuong thirc van tai nhanh nhu may bay du rat nhanh chéng nhung chi phi rat cao.
Nguoc lai, cac phuong thirc van tai nhu van tai duong bién va duong sit du dat dugc

hiéu qua vé chi phi nhung dap wng khdng kip thoi. C6 6 phuong thirc van tai co ban:

- Van tai duong bién: chi phi thap nhung lai 1 phuong thirc van tai cham nhét.
Phuong thuc ndy chi dugc sir dung dé van chuyén hang hoa giira nhiing dia

diém gan duong thuy hoic dudng bién nhu: kénh rach, cang bién. ..

- Puong sat: gia thanh ré, chi phi trung binh, nhung ciing bi han ché do bj phu
thugc vao hé théng duong ray.

- Puong ong: twong ddi hiéu qua nhung bi gidi han loai hang hoa nhu: nudc, dau,
khi ga.

- Puong bd: 1a phuong thirc van tai nhanh va rat thuan tién. Xe tai hau nhu co thé
di khap moi noi, tuy nhién chi phi d& bién dong vi chi phi nhién liéu bién dong

va duong xa thay doi.



[DE CUONG CHUONG TRINH DA HOC]

19

- Puong hang khong: 1a hinh thiic van chuyén rat nhanh, dap ang rat kip thoi.
D4y ciing 13 hinh thirc ¢ chi phi dit nhat va bi han ché béi cong suat van
chuyén.

- Van chuyén dién tir: 1a hinh thic van chuyén nhanh nhét, rat linh hoat va c6
hiéu qua vé chi phi. Hinh thic nay chi duoc sir dung dé van chuyén loai san
pham nhu ning lugng dién, dir liéu va cac san pham duoc tao tir dir liéu nhu

hinh anh, nhac, van ban.

Céac nha quan Iy can phai két hop nhimg phuong thirc van tai khac nhau véi
nhitng dia diém trong chudi cung tng dé thiét ké ra 16 trinh va mang lugi phan phoi
san pham dén thi truong. Lo trinh 1a mot duong dan ma san pham s& di chuyén qua, va
mang luéi gom cac 16 trinh va nhiing dia diém duoc két ndi bai nhitng duong dan nay.
Theo nguyén tic chung, hang hoa c6 gia tri cang cao (nhu linh kién dién tir, hang duoc
pham...) thi mang luéi van chuyén cang phai tap trung vao tinh kip thoi; hanh hoéa c6
gia tri thap hon (nhu céac loai hang: ngii cdc, gd...) thi cang nén nhan manh dén tinh

hiéu qua.
1.2.3.,5. Thong tin

Thong tin 13 co sé dé ra nhitng quyét dinh c6 lién quan dén bbn yéu té thuc day
chudi cung &ng. Thong tin chinh 1a yéu té két ndi tat ca cac hoat dong va van hanh
chudi cung ung. Néu thong tin la chinh xéc, kip thoi, cac cong ty trong chudi cung tng
c6 thé dua ra nhitng quyét dinh vé hoat dong san xuat ding dan. Piéu ndy mang lai
kha nang t6i da hoa lgi nhan cho toan chudi cung tng. Thong tin duoc st dung nham 2

muc dich:

- Phdi hop nhitng hoat dong hang ngay co lién quan dén chirc ning cua 4 yéu to
la: san xuét, ton kho, dia diém, va van tai. Trong chudi cung &ng, cac cong ty sir
dung cac di liéu sdn c6 vé cung va cau hang hoéa dé quyét dinh lich trinh san
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Xuat hang tuan, cac mac ton kho, tuyén dudng van tai, va dia diém luu tri hang

hoa.

- Du béo va lap ké hoach dé luong trude va dap ung kip thoi nhu cau vé san
pham trong twong lai. Cac dy bdo mang tinh chién thuat dya trén co so nhitng
thong tin sin co, gitp doanh nghiép lra chon lich trinh, thai gian biéu cho viéc
san xuat hang thang, hang quy. Bén canh do, thong tin dong vai trod rat 16n trong
viéc dua ra nhirng du bdo mang tam chién luoc nhu: xay dung phan xuéng mai,

tham nhap thi truong mai, hoac rat lui khoi thi truong hién tai.

Trong pham vi mot cong ty, can dbi giira tinh kip thoi va tinh hiéu qua 1a do luong loi
ich ma thong tin dem lai so véi nhitng chi phi c6 dugc thong tin d6. Thong tin chinh
xéc, kip thoi ¢d kha ning dua ra nhitng quyét dinh san xuat hiéu qua, nhiing du béo
chuan xac; nhung chi phi dé xay dung va lap dit hé théng cung cap thong tin lai rat
I6n. Trong pham vi chudi cung tng, cac cong ty quyét dinh tinh kip thoi va tinh hiéu
qua chinh 1a quyét dinh bao nhiéu thdng tin chia sé cho cac cong ty khac, va bao nhiéu
thong tin dugc giir lai. Cac cong ty chia sé vai nhau cang nhiéu théng tin vé san pham,
nhu cau khach hang, du béo thi truong, lich trinh san xuat. ... thi mdi cong ty cang dap

tng kip thoi hon. Tuy nhién, mot khi thong tin duoc tiét 16, lai khién céc cong ty gia
tang lo ngai vé viéc thong tin d6 bi d6i thu canh tranh st dung dé chéng lai chinh
minh. Chi phi tiém an nay coéng thém su canh tranh ngay cang khéc liét, co thé gay

thiét hai dén loi nhuan cua doanh ngiép.

1.2.4. Cau truc chudi cung &ng

Mot chudi cung Gmg don gian nhat bao gom: nha cung cap, doanh nghiép, va
khach hang cua doanh nghiép. Pay 1a nhitng thanh phan co ban tao nén mét chudi

cung trng don gian.
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Nha cung cép

Nha s@n xudat

A4

Khéch hang

Hinh 1.4: M6 hinh c4u tric chudi cung ing don gian

Cac chudi cung ttng mé rong ngodi 3 thanh phan co ban trén, con thém 3 thanh phan

nita. Thir nhat 13 nha cung cap caa cac nha cung cap, hay duoc goi 1a nha cung cip dau

tién, & vi tri dau tién caa chudi cung thg mé rong. Thir hai 14 khach hang cua khach

hang, hay khéch hang cudi cing, ¢ vi tri cudi cing caa chudi cung tng mé rong. Cudi

cuing 1a cac cdng ty cung cap dich vu cho nhirng cdng ty khac trong chudi cung tng.

Nhitng cong ty nay chuyén cung cap cac dich vu vé: logistics, tai chinh, marketing, va

céng nghé¢ théng tin.

Nha cung cdp
ddu tién

Nha cung
cdp

Nha sdn xudt |

A\ 4

Khéch hang

A\ 4

Khach hang
cuéi cling

Nha cung cdp
dich vu

Hinh 1.5: M6 hinh ciu trdc chudi cung wng mé réng

Chudi cung &ng chinh 1a sy két hop cua nhiéu cdng ty thuc hién nhitng chic

nang khac nhau. Céc cong ty d6 bao gom: nha san xuat, nha phan phoi hay nha ban

budn, nha ban 1&, nhitng khach hang c& nhan, hozc khach hang té chirc. Hb trg nhitng

cong ty ndy 1a cac cong ty dugc biét dén vai tén: nha cung cép dich vu.
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Nha sdn xudt: 1a nhirng té chirc san xuét san pham, gém: cac cdng ty san xuat
nguyén vat liéu, va cac cong ty san xuat thanh pham. Cac nha san xuit nguyén
vat liéu nhu: khai thac khoang san, khoan tim dau khi, khai thac gd....va ciing
bao gom nhiing to chirc trong trot, chin nudi, hay danh bat thay hai san. Cac
nha san xuit thanh pham tao ra san pham tir viéc str dung nguyén vat liéu va cac
bo phan ldp rap duoc san xuét ra tir cac cong ty khac. Nha san xuat ciing c6 thé
tao ra c4c san pham vo hinh nhu: nhac, cac san pham giai tri, phan mém, hoic
cac ban thiét ké. Hang hoa ciing c6 thé 1a dich vu nhu: cét co, don Vé sinh vin

phong, tién hanh ca phau thuat, hoac giang day.

Nha phan phéi: la nhitng cong ty tién hanh luu kho mét khdi lugng hang hoa
tir nha san xuat, va phan phdi chiing dén khach hang. Nha phan phéi ciing duoc
nhic dén nhu nha ban budn. Vé co ban, ho ban hang vai khéi lwong 16n cho céc
chu thé kinh doanh khac. Pé han ché tac dong xau tir sy bién dong nhu cau
hang hda, nha phan phéi thudong lru kho hang héa, roi tién hanh cac hoat dong
ban hang nham tim kiém, phuc vu khach hang. Dé 1am théa man khach hang,
nha phan phdi thuc hién theo tiéu chi giao hang dung luc, dung dia diém khéch
hang mong mudn. Céac nha phan phéi thuong sé hiru phan 16n hang héa luu kho
ma ho mua tir nha san xuat roi ban lai cho khach hang. Bén canh viéc xdc tién
ban hang, nha phan phéi con phai thuc hién cac hoat dong khac nhu: quan ly
tén kho, Iuu kho, van chuyén hang héa, ciing nhu dich vu hd tro khach hang.
Poi khi, nha phan phdi chi 1a ngudi moi gigi san pham giita nha san xut va
khach hang. Trong truong hop nay, ho khéng so hitu hang hda, vi thé ho cha
yéu chi thyc hién viéc xuc tién ban hang. Véi ca hai truong hop nay, nha phan
phdi ludn 1a cau ndi dua san pham tir nha san xuat dén nhiing khach hang cé

nhu cau.

Nha ban 1¢é: Iuu trit va ban hang véi sb lugng it hon dén khach hang dai ching.
Ho ciing quan tdm nhiéu dén s& thich va nhu cau caa khach hang. Quang céo
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két hop vai gi4, lra chon san pham, dich vu va su thuan tién 14 vu thé hang dau
nham thu hat khéch hang.

- Khéch hang: hay ngudi tiéu ding 1a bat ky ca nhan, t6 chirc mua va sir dung
san pham. Khéch hang té chirc ¢6 thé mua san pham dé két hop voi mot san
pham khac rdi ban ching. Hoic khach hang cé thé 1a nguoi tidu dung cudi

cling, mua san pham dé tiéu dung, st dung no.

- Nha cung cdp dich va: 1a nhiing t6 chirc cung cip cac dich vu cho nha san
Xuit, nha phan phéi, nguoi ban Ié, va khach hang. Nha cung cap dich vu c6 kién
thirc chuyén sau, va cac k¥ ning dic biét & mot hoat dong riéng biét trong chudi
cung tng. Chinh vi thé, ho c6 thé thuc hién nhiing dich vu nay hiéu qua hon,
VGi muac gia ré hon so vai viéc chinh cac nha san xuat, nha phan phdi, nha ban
Ié, hay nguoi tiéu dung thuc hién. Trong bat ky chudi cung &ng nao, nha cung
cap dich vu phé bién nhat 1a cung cap dich vu van tai va dich vu kho hang. Pay
la cac cong ty van tai va cong ty kho hang, thuong dugc biét dén 1a nha cung
cap logistics. Nha cung cap dich vu tai chinh cung cap cac dich vy nhu cho vay,
phén tich tin dung va thu cac khoan ng ddo han. 6 chinh la ngan hang, cong ty
dinh gié tin dung va cong ty thu ng. Mot sé nha cung cap thyuc hién nghién ciu
thi truong, quang céo, thiét ké san pham, dich vu ky thuat, dich vu phép Iy, va
tu van quan ly. Trong khi nhitng nha cung cdp khac tién hanh céc dich vu vé
cdng nghé thdng tin, thu thap dir liéu. T4t ca cac nha cung cap dich vu duogc két
hop vao nhitng hoat dong lién tuc ciia nha san xuat, nha phan phdi, nha ban 18,

va khéach hang & mirc cao hoac thap trong chudi cung @ng.



[DE CUONG CHUONG TRINH DA HOC]

24

1.3. Quy trinh quadn tri chudi cung ing:

Theo Hoi Bong Chudi Cung Ung, quy trinh quan tri chudi cung tng hoat dong nho 4

LY A A N A , , £ N A z.1
yeu to, gom: lap ké hoach, tim nguon cung ungg, san xuat, va phan phoi O.

1.3.1. Lip ké hoach

1.3.1.1.  Quan tri ton kho

Ton kho 1a s lugng hang héa c6 san trong kho. Hang ton kho c6 thé 1a nguyén

vat liu, thanh pham, va doi khi 1 ban thanh pham.

Nguyén nhan xuat hién hang ton kho 1a: thir nhat va quan trong nhat d6 1a dam
bao tinh khong chic chan do su thay d6i nhu cau hozc khan hiém nguon cung. Thir
hai, luu trit hang hoa dé tranh hang 15i. Thir ba, ton kho ciing 1a phuong phap dé on
dinh san xuét. Vi du, nhu ciu vé quan 4o rét vao mua dong ting manh, dé dap ung
duoc nhu cau, quan 40 rét s& duoc san xuat quanh nim va luu kho. Phuong phap nay
duoc st dung trong viéc san xuat rat nhiéu san pham mia vu, ciing nhu trong viéc san
Xuat mat hang cong nghé dat tién, nham dé tai dau tu hiéu qua. Thr tu, hang dugc luu
kho nham muc dich du phong: vi du, khi ra doi mot san pham dot pha nhu iPhone, nhu
cau vé san pham thuong chua xuat hién, nén rat kho du doan. Vi thé, cong ty Apple s&
quyét dinh san xuat mot lugng san pham dé du phong truge khi tung san pham ra thi
truong, nham dam bao da hang khi nhu cau ting vot. Cudi cliing, ton kho 1a phuong

phap dé can bang cung va cau.
\/

.0
* Céc dang tn kho: c6 nhidu dang tdn kho, nhung 2 dang cn chd ¥ nhét trong

quan tri ton kho d6 1a: ton kho chu ky va ton kho an toan.

? Michael Hugos, 2003, Essentials of Supply Chain Management, Ch.2: Supply Chain Operations:
Planning and Sourcing, tr.43 — tr.76, John Wiley & Sons, Inc.
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Tén kho chu ky: 1a lwong hang ton kho can thiét dé dap wng nhu cau vé hang
hoa d6 trong khoang thoi gian giira cac lan dat hang. Ton kho chu ky hiéu qua
vi tinh kinh té theo quy mé. Cac doanh nghiép thich dit mot sb luong Ion hang
hoa trong mot vai lan hon 1a lién tuc dit cac don hang vai sé lugng nho. Ton
kho chu ky lam gia ting hang tdn kho trong chudi cung &ng, vi trén thuc té cac
doanh nghiép ludn san xuat va luu kho hang héa véi s lwong 16n hon nhu cau

hién tai ciia hang hoa dé.

Ton kho an toan: 1a phuong phap dé bao hiém tinh khéng chac chan ludn ton tai
trong chudi cung ttng. Cac nha ban I¢ va nha phan phéi dé tranh tinh trang hét
hang do nhu cau ting manh cua khach hang hoic do cham tr& ngudn cung, ho
ludn luu trir mot lwgng hang. Thuong thi mac d6 khdng chéc chan cang cao, ton
kho an toan cang I6n. Ton kho an toan cua mot loai san pham 1a sb luong luu
kho san pham d6 tai thoi diém nhap thém 16 hang méi cung chung loai. Diéu
nay cho thay, lwong hang ton kho an toan khong doi, va vi thé n6 1a mot loai tai

san ¢6 dinh cua doanh nghiép.

Giam ton kho: ¢6 nhiéu cach dé giam hang ton kho. Pat hang thudng xuyén hon
dé 1am giam luong hang ton kho chu ky, vi dy, thay bang dat hang mot thang
mét lan, ta dat hang mot tuan mot lan. Twong tu, dé giam lwong hang tén kho
an toan, thuong c6é 4 phuong phap sau:ll (Colin Scott, Paul Thompson,
Henriette Lundgren, 2011)

Giam thoi gian thyc hién don hang
Giam tinh khéng chac chan caa nha cung tng
Giam sai sb trong cac du bao cau

Giam muc d6 dich vu

11Colin Scott, Paul Thompson, Henriette Lundgren, 2011, Guide to Supply Chain Management, tr.16,
Springer.
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RUt ngdn thoi gian thuc hién don hang cuia nha cung cap, vi du giam tir 4 ngay xuéng 1
ngay, thi s6 luong hang ton kho an toan dé dam bao ngudn cung s& it di. Twong ty, khi
cac nha cung cip tré nén dang tin cay hon (sy bién thién thoi gian thuc hién don hang
bang khdng), ton kho an toan ciing giam dang ké. Tiép theo, viéc giam sai s6 trong céc
du bao 1am han ché tinh khdng chéc chin vé nhu cau; két qua lam giam mac hang hoa
can luu trit. Cudi clng, viéc giam cac mirc d6 dich vu sé tac dong tich cuc dén lugng
hang tén kho. Giam muc d6 dich vu tac 1a giam tinh sdn sang caa san pham. Néu thoa
thuan nay duoc khach hang chap thuan, doanh nghiép sé cai thién dang ké luong hang
t6n kho an toan phai nam gitt.

1.3.1.2.  Lén ké hoach cung va cau*?

G

M6 ta cau: Cau duoc phan loai theo cac dic diém nhu:
- Muc do: nhu cau vé san pham trén mot khu vuc cao hay thap
- Tan suat: san pham d6 dang duoc tiéu thu nhanh hay cham

- Theo cac md hinh: nhu cau vé san pham d6 ludn 6n dinh, hay chi xuat
hién theo mua, hoac dang c6 xu hudng tang (giam).

- Theo vong doi san pham: san pham d6 dang & giai doan nao trong vong
doi san pham. Vi du, san pham vira méi tham nhap thi treong, nhu cau
khé du doan; san pham dang giai doan suy thoai, nhu cdu dang giam

manbh.

Viéc nhan dang va phan loai nhu cau cua thi truong gilp cac nha lap ké hoach tap
trung ngudn luc vao nhitng mat hang c6 tiém ning, du bdo nhu cau san phiam do chinh

X4c, va quan tri ton kho hiéu qua.

2¢60in Scott, Paul Thompson, Henriette Lundgren, 2011, Guide to Supply Chain Management, tr.17-
24, Springer.
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/7
A X4

Cac phuong phap du bdo: C6 4 phuong phap co ban dugc stir dung trong viéc
du bao cau la:

> Phuong phép dinh tinh: dya vao tryc giac, kha ning quan sat hay y kién cha
quan vé thi trudng. Phuong phap nay thudng dugc sir dung khi 6 rat it dix lidu
qua khir dé tién hanh du béo. Khi c6 mot dong san pham méi tung ra thi truong,
cong ty c6 thé du bao dira vao viéc so sanh véi cac san pham khac, hoic véi cac
tinh hudng ma céng ty cho rang c6 sy gidng nhau.

Phuong phap nhan qua: gia thiét rang nhu cau c6 lién quan manh dén cac yéu to
thi trrong. Vi dy, nhu cau vay von co lién quan manh dén ti I¢ 1&i suat.

Phuong phap diy thoi gian: sir dung céc sé lidu quéa khir ¢é dy bao nhu cau
tuong lai. Phuong phap nay dac biét hiéu qua khi cac dix lieu qua khir 1a dang
tin cay. Sau day la mot vai phuong phap day thoi gian thuong dugc str dung:
o Phuong phap binh quan truot: Mdi dy bao 14 s6 binh quan caa nhiéu
muc nhu cau khéc nhau.

o Phuong phap san bang mii: Mdi du béo 1a binh quén trong s6 cua dy bao
trude va diém nhu cau gan day. Phuong phép nay twong tu véi binh quan
trurot, ngoai trir d6 1a binh quan trong s6 cho tat ca cac diém dit liéu qué
khtr, trong d6 cac diém cang gan thoi gian hién tai c6 trong s6 cang cao.

o Céc phuong phap ddi véi dir liéu c6 xu hudng: nhu: phan tich hdi quy,

an dinh duong thang cho chudi dir liéu.

o Cac phuong phap ddi véi dir liéu mua: vi du, phuong phap phan tich
mua vu loai bo cac van dé thoi vu tir 6 lidu va sau d6 ap dung cac k¥
thuat liet ké vai sé liéu da hiéu chinh,

Phuong phap mé phong st dung két hop gitta phuong phap nhin qua va
phuong phap day thoi gian € md phong hanh vi cia ngudi tiéu dung trong cac
hoan canh khac nhau.
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1.3.2. Tim ngudn cung rng

Trong hoat dong tim ngudn cung tng, c6 4 hoat dong chinh: mua hang, lva chon nha
cung cap, thuong luong hop ddng, va quan ly hop ddng.

1.3.2.1. Muahang

Mua hang duoc hiéu Ia hanh dong trao d6i tién hoic
. i O Wisner, Tan, .
tuong duong tién dé cd duoc hang hoa, tu liéu san xuat, nguyén
vt liéu, dich vu; hoic dugc cung cap dich vu

\ N , ax o pa 13
bao dudng, stra chira, dicu hanh.™(

Khi quyét dinh mua hang thi bo phan cung tng phat ban chao hang, lién hé voi
nha cung cap va cudi cung 1a dat hang. Giira cdng ty va nha cung cip, ¢ nhiéu hoat
dong tuong tac trong qua trinh mua hang nhu: danh muyc san pham, sé lugng don dat
hang, gi4 ca, phuong thic van chuyén, ngay giao hang, dia chi giao hang va cac diéu
khoan thanh toéan.

1.3.2.2. Lwa chen nha cung cap

Lya chon nha cung cap la qua trinh lién tuc dé xac dinh kha nang cung tng can
c6 cua nha cung cap nhiam hd trg cho ké hoach kinh doanh ciing nhw mé hinh hoat
dong cua cdng ty. Kha ning cung tng cua nha cung cap s& duogc danh gia dwa vao:
muc gia cua san pham, chat lwong san pham, mac d6 dich vy, kha niang giao hang
dung thoi han, va cac hd trg cong nghé. Mot khi cong ty xac dinh rd dugc nhu cau vé
san pham ciing nhu nhitng yéu cau khac doi véi nha cung &g, cong ty cé thé tim kiém
dugce ngudi cung cip dap ung tét nhat nhitng yéu cau do. Mot nguyén tic chung la
cong ty ludn phai thu hep dan sé lwong nha cung cip dé lua chon dbi tc phi hop. Pay
chinh 14 don bay quyét dinh quyén lec cua ngudi mua véi nha cung cp dé co duoc

muc gia tot nhat khi mua san pham khéi luong Ién
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13Wisner, Tan, Leong, 2009, Principles of Supply Chain management: A Balanced Approach, tr.39,
South-Western.
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1.3.2.3. Thoejong lojong hop dong

Khi phét sinh nhu cau kinh doanh cu thé, hop dong s& dugc dam phan riéng véi
tirng nha cung cap c6 tén trong ban danh séch cac nha cung cip duoc lya chon. Trong
qua trinh dam phan, cac diéu khoan cu thé vé hang hda, gia ca, va mic do dich vy s&
duogc giai quyét. Viéc dam phén giira hai bén phai dugc thuc hién trén co sé can bang
gitta don gia cua san pham véi céc dich vu 1am gia ting gia tri khac. Céc dich vu nay
c6 thé duogc tra dua vao mac chénh léch so véi don gia, hodc duoc thanh toan riéng,
hay ciing c6 thé két hop ca hai hinh thuc. Céac diéu khoan vé viéc thuc hién hop dong
phai dugc quy dinh rd rang, cling nhu nhitng diéu khoan phat, va cac mac phi phat néu
viéc thyc hién khong dung nhu quy dinh. Bén canh dé, cac nha cung cap can thiét phai
thiét 1ap cho minh nhiing ning lyc chung. Pé hoat dong mua hang hiéu qua, nha cung
cap phai c6 kha nang két ndi dir liéu dién tar nham muc dich nhan cac don dit hang,

gui thong bao giao hang, giri hoa don, va nhan thanh toan.
1.3.2.4.  Quan ly hop ddng

Khi hop dong duoc ky két, viec thuc hién hop dong caa nha cung cap can duoc
do ludng va gidm sat. Do cac cong ty thuong chi lya chon mot sé nha cung cap, nén
hoat dong caa mdi nha cung cap duoc lya chon cé anh huang rat 1on dén két qua kinh
doanh cua cong ty. Khi d6, mot nha cung cap cé thé 1a nguon cung duy nhat cho mot
loai hang hoa cua cong ty, vi thé néu nha cung cép d6 khong thuc hién dung nghia vu
ctia minh nhu trong hop d6ng thi nhitng hoat dong phu thudc vao loai hang hoa d6 cua
cong ty s& bi anh huéng. Cong ty can cé kha niang danh gia hiéu qua hoat dong nha
cung cap va kiém soat mic dap wng dich vu cung tng da thoa thuan trong hop déng.
Tuong tu nhu quan ly kénh tiéu thu, nhan vién trong céng ty phai thuong xuyén thu

thap dir liéu vé tinh hiéu qua cua nha cung cap.

Thong thuong, ban than nha cung cap ludn c6 kha ning giam sat cac hoat dong
cua minh. Ho ¢6 kha nang phan tng nhanh truéc nhiing van dé phat sinh dé giir hop

d6ng. Minh hoa cho van dé nay chinh Ia khai niem VMI ( Vendor managed
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Inventory)-Hang ton kho dugc quan Iy béi nha cung ¢ng. Mé hinh nay yéu cau nha
cung cap theo ddi muc ton kho san pham caa minh bén trong céng ty khach hang. Nha
cung cap chiu trach nhiém theo ddi mic sir dung va tinh toan luong dit hanh kinh té.
Sau d6, ho chu dong van chuyén san phdm dén dia diém cua khach hang can, va gui
hoa don cho khach hang vé sé luong hang guri theo cac diéu khoan dd ghi trong hop
dong.

1.3.3. San xuat

1.3.3.1. Thiét ké san pham trong san xuat

Viéc thiét ké va lua chon céc yéu té can thiét dé san xuat ra san pham dua trén
tinh nang yéu cau va cdng nghé san cd. Khi xem xét thiét ké san pham trén quan diém
chudi cung &ng, muc tiéu la nham thiét ké nhirng san pham don gian hon, c6 it b phan
c4u thanh hon, va ¢ tinh chat md hinh hoa tir t6 hop nhiéu don vi cau thanh riéng lé.
Bang cach nay, cac bo phan cé thé dugc cung cap tir mot nhom nhé cac nha cung cap.
Va hang ton kho duoc luu trit dudi dang cac bo phan riéng 1é & mét vi tri thich hop
trong chudi cung &ng, nén cong ty khéng can nam gitr khdi lwong 16n thanh pham. San
pham cang linh hoat, tinh dap tng cao, va dat hiéu qua chi phi thi kha ning thanh céng
ctia san pham trong thi trudng cang cao. Thiét ké san pham xac dinh hinh dang cua
chudi cung umg, va diéu ndy c6 anh huong rat 16n dén chi phi va tinh sin c6 cua san
pham. Mot khi mot san pham c6 su két hop cua 3 yéu té: thiét ké, cung ng, va san

Xuat, thi san pham 4y c6 duoc co hoi rat Ion dé thanh céng va tao ra loi nhuan.
1.3.3.2.  Lap ké hoach san xuat

La phan bd nhitng ngudn luc san cé (thiét bi, lao dong, nha may) cho viéc san
Xuat cac san pham nham sir dung cac nguén luc d6 mot cach hiéu qua nhat, va tao ra
loi nhuan. Hoat dong 1ap ké hoach san xuét 14 mot qué trinh nham tim ra su can bang

gitra c&c muc tiéu:
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e Mic st dung cao: san xuét trong dai han, tap trung héa san xuét va céc
trung tdm phan phdi nham dat duoc hiéu qua kinh té theo quy mé.

e Mic t6n kho thap: chia nho san xuat, giao nguyén vat liéu dang lac nham téi
thiéu hoa tai san va dong tién mat bj & dong trong hang ton kho.

e Dich vu khach hang & mirc cao: hang ton kho duoc gitr & mac cao nham
tang kha ning dap (ng khach hang, tranh tinh trang hét hang.

Céc budc trong qué trinh 1ap ké hoach san xuat gom: thir nhat, xac dinh quy mé kinh té
cho viéc san xuat san pham. Quyét dinh quy mé kinh té 12 viéc can ddi giira chi phi san
Xuat san pham véi chi phi luu giit hang ton kho. Cu thé, san xuat thuong xuyén voi
khoi lugng nho, giam chi phi ton kho nhung gia tang chi phi san xuat va nguoc lai.
Thi hai, xac dinh s6 1an san xuat cho san pham dwa vao thoi gian sir dung hang ton
kho téi da (1a sb ngay hay tuan cong ty s& dung hét san pham ton kho dé dap wng nhu

cau phat sinh).
1.3.3.3.  Quan ly nha may trong san xuit

Quan ly nha may 1a xem xét cac dia diém bé tri nha may va tap trung st dung

cdng suat san cé hiéu qua nhat. Diéu nay lién quan dén quyét dinh & 3 linh vuc:

- Vai tro cia mdi nha may la xac dinh nhiing hoat dong nao s& duoc thuc hién
trong mdi nha may. Nhitng quyét dinh nay cé tac dong rat 16n dén tinh linh hoat

cua chudi cung tng, ¢6 thé dap tmg duoc su thay doi nhu cau.

- Phan b6 cong suat cho mdi nha may: Quyét dinh vé phan bd cong suat lién quan
dén thiét bi va ngudn nhan cong sir dung trong cac nha may, dong thoi

duoc thuc hién thong qua vai trd cia mdi nha may.

- Phan bd cé4c nha cung cap va thi trudng cho mdi nha may. Su phan bo nha cung
cap va thi trudng cho mdi nha may bi anh huéng bai hai quyét dinh trude do.
Sy tham gia ciia cac nha cung cap, khéi luong san pham san xuat tly thudc vao
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vai tro va cong suat duoc phan bd caa mdi nha may. Nhitng quyét dinh nay anh
huong dén chi phi van chuyén tir nha cung cip dén nha may va tir nha may dén
khach hang. Nhitng quyét dinh nay ciing anh huong dén kha ning dap tng nhu

cau thi tredng cua toan bo chudi cung ung.

1.3.4. Phan phéi
1.3.4.1. Quan Iy don hang trong phéan phi

Quan 1y don hang 1a qué trinh truyén théng tin phan hoi cua khach hang thong
qua chudi cung tng tir nha ban 1¢ &én nha phan phéi, dén nhirng nha cung cap dich vy,
va nha san xuat. Qua trinh nay ciing dong thoi truyén tai thong tin vé ngay giao hang,
san pham thay thé va nhitng don hang thuc hién trudc dé cua khach hang. Quan ly don
hang hién dai tap trung vao nhitng k¥ thuat c6 thé gitp dong di liéu lién quan dén don
hang dién ra nhanh hon va hiéu qua hon. Trong quéa trinh quan 1y don hang ciing can
xt ly mot sb trudng hop ngoai 18, tir d6 dwa ra cach nhan dién van dé nhanh chong va
quyét dinh ding din hon. Piéu nay c6 nghia 1a qué trinh quan Iy don hang hang ngay
nén ty dong hoa va cé nhimg don hang doi hoi qua trinh xur 1y dac biét do nham Ian
ngay giao hang, yéu cau cia khach hang thay doi. . . Vi nhiing yéu cau nhu vay, quan
1y don hang thuong bat dau bang su két hop chong chéo chirc nang cua bo phan tiép
thi va ban hang, duoc goi la quan ly mdi quan hé khach hang - CRM (Customer
Relationship Management). Cé mét s6 nguyén tic co ban duoc liét ké dudi ddy c6 thé

gilp qua trinh quan 1y don hang hiéu qua:

Nhép dit liéu cho mot don hang: nhap mot va chi mot lan.
- Tu dong hoda trong xur 1y don hang.
- Don hang luén & trang thai sin sang phuc vu khach hang.

- Tich hop hé théng dat hang véi cac hé thong lién quan khac dé duy tri tinh
toan ven dir liéu.
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1.3.4.2. K& hoach phan phéi

Ké hoach phan phéi chiu anh huéng manh tir quyét dinh lién quan dén céch
thire van tai dugc sir dung. Ddi v6i hau hét cac phuong thirc van tai déu cé 2 hinh thic
giao hang phé bién nhat trong ké hoach phan phéi 1a: phan phéi truc tiép va phan phoi
theo 16 trinh da dinh.

G i B

Phan phoi truc tiep
Phan phdi truc tiép 12 qua trinh phan phdi tir mot dia diém goc dén mot dia diém nhan
hang. Vé6i phuong thirc nay, don gian nhat 1a lya chon 16 trinh van tai ngan nhét giia
hai dia diém. K& hoach phan phdi gédm nhitng quyét dinh vé sb lwgng va sb lan giao
hang cho mdi dia diém. Thuan loi trong md hinh nay 1a hoat dong don gian va co su
két hop phan phdi. Phuong phap nay van chuyén san pham truc tiép tir mot dia diém
san pham dugc san xuat/ton kho dén mot dia diém san pham duoc st dung. N6 cat
giam hoat dong trung gian théng qua van chuyén nhitng don hang nhé dén mot diém

tap trung, sau d6 két hop thanh mot don hang 16n hon dé phan phébi dong thoi.

D

Phan phéi theo 16 trinh da dinh
Phan phdi theo 16 trinh da dinh & phan phéi san pham tir mot dia diém géc dén nhiéu
dia diém nhan hang, hay phan phéi san pham tir nhiéu dia diém gdc dén mot dia diém
nhan hang. Ké hoach phan phéi theo 16 trinh da dinh phic tap hon so véi phan phoi
tryc tiép. K& hoach nay can quyét dinh vé sb lugng phan phdi cac san pham khéc nhau;
s6 1an phan phéi. . . Va diéu quan trong nhat 12 16 trinh phan phdi va hoat dong béc d&
khi giao hang. Diém thuan loi caa phuong phap phan phdi theo theo 16 trinh da dinh Ia
sir dung hiéu qua cac phuong tién van chuyén sir dung va chi phi nhan hang thap do

dia diém nhan hang it va khéi luong giao hang nhiéu hon.
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1.3.4.3.  Nguon phan phoi

Viéc phan phdi san phim dén khach hang dugc thuc hién tir hai ngudn: dia
diém I¢, va trung tdm phan phéi. Dia diém Ié nhu nha may, nha kho. . . , 1a nhimg noi
c6 mot loai san pham hay c6 danh muc mot vai san pham c6 lién quan véi nhau dang
san sang dé phan phéi. Cac dia diém Ié dugc st dung khi nhu cau vé san pham & muc
cao va c6 thé du bao, ddng thai ching c6 vi tri thuan tién cho viéc giao hang thang téi
khach hang vai khéi lwong 16n. Trung tim phan phéi 1 noi ton trit, xuat- nhap khoi
lugng 16n san pham bang phwong tién van chuyén cd tai trong 1on dén tir nhicu dia
diém khac nhau. Khi vi tri nha cung cip xa khach hang thi viéc sir dung trung tam
phan phéi c6 tinh kinh té cao do rat ngian khoang cach van chuyén, va ton trir khoi
lwong 16n san pham gan dia diém voi khach hang -ngudi s dung cudi. Trung tam
phan phéi 14 noi ton trit san pham hay su dung duy nhat cho k¥ thuat cross-docking.
Trung tdm phan phdi st dung cross-docking mang lai nhiéu loi ich. Thi nhat, dong
van chuyén san pham trong chudi cung g nhanh hon do ¢6 sy hd trg hang tén kho.
Tha hai, chi phi ton trix it tbn kém do san pham sir dung nhanh ma khong luu vao kho.
Tuy nhién, ky thuat Cross-docking y&u cau vé mac d6 hop tac chic ché gitra xuat va

nhap san pham 12 rat cao.

T6m lai, quy trinh quan tri chudi cung tng gom: 1ap ké hoach, tim ngudn cung
rng, san xuat va phan phéi cho phép doanh nghiép thiét ké, phan bo cac ngudn luc hop

1y, ddng thoi 1am tang hiéu qua lién két gitra cac mat xich trong chudi.
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CHA[O'NG 2: QUAN TRI CHUOI CUNG ’NG CUA TAP POAN BAN LE
WAL-MART

2.1. Vai nét vé tdp doan bdan lé Wal-mart

2.1.1. Lich str thanh lap va phat trién cia Wal-mart

Wal-mart 1a cdng ty hoat dong trong nganh ban Ié caa My, dugc thanh lap boi
Sam Walton vao nam 1962. Tuy nhién, truéc khi bat dau kinh doanh hé thdng cac cua
hang ban I¢ nay, Sam Walton di s hiru thanh céng chudi cira hang véi tén goi Ben
Franklin. Cho dén khi Walton nhan ra xu huéng mai 1a giam gié béan 1¢, dua vao viéc
ban nhitng khdi lwrgng 16n hang hoa thdng qua céac ctra hang ban 1¢é chi phi thip; 6ng da
quyét dinh mé nhitng cira hang 16n, véi nhitng dic diém nhu kho hang dé canh tranh.
Ong dit tén cho chudi voi 18 cira hang nay la “Wal-mart Discount City”, tru so tai
Arkansas. Pén nam 1969, cong ty Wal-mart Stores Inc. chinh thic ra doi. Vao nim
1991, Wal-mart bat d¢au tham nhap thi truong qudc té bang viéc lién doanh véi Cifra
trén thi truong Meé-hi-c6. Hai nam sau d6, cong ty mua lai 122 cira hang tu
Woolworth, Canada. Nam 1997 Wal-mart tré thanh nha ban I¢ I6n nhét tai Canada va
Mexico. Cung nam d6, Wal-mart mua lai chudi 21 dai siéu thi Wertkauf cua Duc. No
luc mé rong thi truong qubc té duoc thuc hién khi cong ty lién tiép mua lai hoac lién
doanh vai cac nha phan phéi dia phuong & cac nude nhu Bra-xin, Ac-hen-ti-na, Trung
Qudc, Han Quéc, Anh... Pén nam 2002, Wal-mart tré thanh cong ty Ion nhat thé gigi
vé doanh thu theo binh chon cua tap chi Fortune. Tir d6 dén nay, Wal-mart luén duy tri

vi thé dan dau cua minh trong nganh cong nghiép ban 1¢é thé gidi.

2.1.2. Hoat dong kinh doanh cua Wal-mart
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Hién nay, hoat dong kinh doanh cua cong ty duoc chia thanh 3 mang lon: bo
phan Walmart tai M, cau lac bo Sam, bd phan quéc té.



HO tro 6n tap
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Bo phan Wal-mart tai Myl“ la bo phan Ion nhét, uéc tinh tao ra 62,1%

doanh thu rong nam tai chinh 201 115, va chi kinh doanh trén pham vi nuéc
M¥; gom cac hinh thuic ban Ié khac nhau la:

Chudi ctra hang giam gia Wal-mart (Walmart Discount Stores), duoc mé
ctra dau tién vao nam 1962 boi Sam Walton. Ngay nay, cong ty c6 629
ctra hang dugc phan bé trén toan nudc My. Kich ¢ trung binh cua mdi
ctra hang khoang 108.000 mét vudng Anh. Mdi cira hang ¢ khoang 225
nhan vién phuc vu. Cac loai mit hang dugc bay ban gdm: d6 may mic
gia dinh, cac san pham chim séc sic khoe, 1lam dep, dd dién tir, do choi,
c4c san pham 1am vuon, db trang stc, dd noi that, may moc tur dong, do

gia dung, san pham thé thao...

Siéu trung tdm Wal-mart (Walmart Supercenters), duoc phat trién tir
nam 1988, va hién nay co6 3.029 siéu trung tdm ¢ My, vai dién tich trung
binh vao khoan 185.000 mét vudng Anh véi khoang 350 nhan vién moi
trung tdm. CA&c siéu trung tdm nay mao ctra ca ngay va dém, chuyén phuc

vu c4c mat hang thyc pham, va nhitng hang tap hoa.

Thi truong 1an can (Walmart Neighborhood Markets), dugc thanh lap
nham phuc vu nhu cau mua sam nhanh va thuan tién cho khéach hang vé
c4c san pham nhu: hang tap hoa, duoc pham, va mot sé mat hang phod
thong khac. Hinh thirc nay duogc phat trién tir naim 1998, hién cong ty cé

168 thi truong l&n can, vai khoang 95 nhan vién phuc vu tung thi truong.

Cac cira hang nho (Wal-mart Express Stores), hai ctra hang nho dau tién
dugc Mo cira vao thang 6 nam 2011 tai Arkansas nham muc dich cung

cap hang hoa tam thoi cho khach hang, dac biét khach hang ¢ nhitng khu

14 14

Walmartstores.com, xem 3.5.2012, http://www.walmartstores.com/AboutUs/7606.aspx.

15Wal-mart 2011 Annual Report.
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vuc khong thé thuong xuyén dén cac cira hang 16n. Céc ctra hang nay cé
dién tich nho, trung binh khoang 15.000 mét vudng Anh, chuyén phan
phdi cac hang tap hda, va nhitng hang phé théng.

Bén canh céc kénh ban hang truyén thng, Wal-mart ciing phat trién kénh ban hang

thdng qua trang web walmart.com, vai da dang cac chang loai hang héa. Khach hang

c6 thé lya chon cac san pham c6 trén website, roi dat hang tryuc tiép tai d6. San pham

s& duoc van chuyén téi nhitng cira hang cua Wal-mart ¢6 mat trong khu vuc caa khach

hang.

/7
A X4
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Céau lac bo Sam (Sam’club)” gom: cac cau lac bo ctra hang thanh vién , dong

gop khoang 11,8% doanh thu rong nam tai chinh 201 117. Cau lac bo Sam dugc
mé& dau tién tai thanh phd Midwest, Oklohama vao nim 1983. Hién nay, c6 611
cau lac bd hoat dong & My, va hon 100 ciu lac bo qudc té ¢ Bra-xin, Trung
Quéc, Mé-hi-co, va Puerto Rico. Ddi tugng khach hang cua cau lac bo Sam
gom nguoi tiéu ding, va ca cac doanh nghiép nhé véi mirc phi/nam 1a 35 d6 la
cho khach hang doanh nghiép va 40 d6 la cho khach hang ca nhan.

Bo6 phan quéc té (Wal-mart International)lg: chiém 26,1% doanh thu rong nim
tai chinh 2011. Nam 1991, Warmat tré thanh cong ty quéc té khi mé mot cau
lac bd Sam & Mé-hi-co. Hai nim sau dé, bo phan qudc té duoc thanh lap. Hon

90% céc cira hang thuoc bo phan quédc té hoat dong véi thuong hiéu khong phai
la Walmart nhu: Pali ¢ Costa-Riaca, Todi-Dia ¢ Braxin....Hién nay, b phan
qudc té caa Walmart c6 t6i 5,651 cira hang ¢ 26 thi trudng khdng tinh My nhu:

Nhat Ban, Trung Quéc, Ac-hen-ti-na, Bra-xin, Canada, Costa Rica, Chi-Ié,

16

Sam’s Club, xem 3.5.2012, http://www.walmartstores.com/AboutUs/7605.aspx.

YWal-mart 2011 Annual Report.

18

International, xem 3.5.2012, http://www.walmartstores.com/AboutUs/246.aspx.
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Botswana, El Salvador, An P9, Honduras, Gua-ta-ma-la, Gha-na, Mé-hi-cd,
Anh, Nam Phi, Md-zam-bich, Ni-gié-ria... (khong gom Han Quéc, va bic).

2.2. Qudn tri chudi cung rng cia tdp doan bdn 1é Wal-mart

= VIDEO LINK
‘;:: Organizational

Corporate Headquarters

FINANCING

Fe.

Satellite
Communications

COMMUNICATIONS
SUPPORT

COMMUNICATIONS
s
SUPPORT

ﬁ Distribution Centers

Hinh 2.1 So' d6 tong quan vé chudi cung cirng Wal-mart™

2.2.4. Quan tri hé thong thong tin va cac wng dung cong

nghé

Trong xu thé canh tranh toan cau ngay nay, cong nghé thong tin dong mot vai
trd cuc ky quan trong tao nén loi thé canh tranh cua cac doanh nghiép. Vi mot tap
doan ban 1¢ va phan phdi 16n nhat thé gi¢i nhw Wal-mart thi ki thuat va cong nghé
thong tin gan nhu 13 yéu té then chdt tao ra su hiéu qua va lién tuc trong toan hé thng.

Vao giita nhitng nim 1980, Wal-mart dau tu xay dung co s dir lidu trung tam,

A F4 y R 7 \ F4 A 5 \ \ A L" 20 X , = A ,
hé thong cac diém ban hang cap do cura hang, va mang vé tinh™". Két hop vai viéc tng
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19Harvard Business Review 70, March—April 1992, Adapted from Garrison Wieland for “Wal-Mart’s
Supply Chain”, tr. 60-71.
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dung rong réi lan dau tién céng nghé ma vach UPC vao nganh cdng nghiép ban 1¢, nén
thong tin & cip d6 cira hang c6 thé thu thap ngay lap tic va phan tich. Théng qua viéc
két hop dir liéu ban hang va céc thong tin bén ngoai, Wal-mart cd thé hd trg doi mua
hang, va cai thién tinh chinh xac cua céc dy béo cau. Mang lué6i vé tinh cia Wal-mart
ngoai viéc nhan va truyén dir liéu vé cac diém ban hang, ciing giup cac nha quan ly cip
cao phét séng cac tin nhin video dén cac cira hang. Mic du, phan 16n ho déu séng va
lam viéc tai Bentonville, nhung viéc phat séng thuong xuyén cac video dén tung cua

hang gidp cac nhan vién ¢ ddy thong bao tinh hinh cap nhat nhat vé cong ty.

Vao dau nhitng nim 1991, Wal-mart phét trién Hé thong két néi ban I¢ (Retail
Link), véi dung lugng uéc tinh 1a 570 bit, nham mé rong hon nita cc trang ¢é dinh
trén Internet. Hé thong két ndi ban 1é 1a mot co so dit liéu dan su 1on nhat thé gidi thoi
diém d6. Hé théng chira cac dit lidu vé cac giao dich cua cong ty trong suét 20 nam.
Wal-mart cho phép céc nha cung ung truy cap cac dix liéu ban hang cua cac san pham
ma ho cung cap, dé cat giam viéc luu kho tirng mat hang. Cung cap quyén truy cap vao
co so dit liéu caa minh, Wal-mart mong muédn cac nha cung tng cha dong quan Iy va
bd sung san pham mot cach lién tyc. Vao nam 1990, Wal-mart 1a mot trong nhiing
cong ty dau tién ang dung giai phap cPRF?! — mot giai phap tich hop dé 1ap ké hoach
va dy bao théng qua viéc chia sé cac théng tin chudi cung tng quan trong nhu: cac dir
liu vé hoat dong xuc tién, mac ton kho, va doanh thu hang ngay. Sau d6, dén nim
2003, Wal-mart tiép tuc tng dung cdng nghé nhan dang tan séng radio RFID nhim

quan tri ton kho hiéu qua hon.

20P.Fraser Johnson, 2006, Supply Chain Management at Wal-mart, tr.7, lvey Management Services,
The University of Western Ontario, Ontario, Canada.

21Johnson, A.H.,2002, 35 Years of IT Leadership: A New Supply Chain Forged, tr.38-39,
Computerworld.
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2.2.1.1.  Xay dwng hé théng két ndi ban Ié

Vao dau nhitng nam 1980, Wal-mart ing dung cong nghé trao d6i dir liéu dién
tir -EDI dé guri don dit hang téi nha cung cép trong nd luc ting cudng truyén théng voi
nha cung cip. Dén nhitng ndm 1990, Wal-mart di thiét 1ap duoc hé thong trao ddi dién
tr véi hang ngan nha cung cap cia minh théng qua hé thdng EDIL, va sau dé 1a phat
trién (ng dung riéng 1a hé théng két néi ban I¢ (Retail Link). Hé thdng Retail Link nén
tang la mot trinh duyét Web, hoat dong trén mang Internet, tich hop véi céng nghé
EDI gilp cac nha cung cap trén toan thé gigi déu cé thé truy cap dé dang, trong khi chi

phi dé duy tri hoat dong cuaa hé théng lai thap. Hé thong nay bao gom 4 lién két 1a:

Cura hang Wal-mart.

Tru sé cong ty cua Wal-mart.

Trung tdm phan phéi.

Nha cung cap.

Thong qua hé théng, Wal-mart két néi thdng tin gira cac cira hang véi tru s¢ cong ty
va trung tim Wal-mart dé xac dinh luong hang tén kho. Sau d6, Wal-mart cho phép
cac nha cung cap tiép can hé thong mang ngoai vi cia minh dé theo ddi viéc ban hang,
nham diéu chinh ké hoach san xuat san pham sao cho hop ly. Viéc phdi hop chat ché
gitta Wal-mart va cac nha cung cap thong qua chia sé théng tin tir hé thong dix liéu cua
hai bén da tao nén hiéu qua trong toan chudi cung ung. D6 13, cho phép Wal-mart git
chi phi luu kho & muc thap, dong thai gilp cac nha cung cip diéu chinh viéc ting hay
giam hoat dong san xuat phu thudc vao viéc ban hang. Véi hon 60.000 nha cung cap
néu chi tinh riéng trong nudc My, viéc gitr cho moi thanh vién am hiéu thdng tin 1a
mét thach thirc véi Wal-mart. Vi thé cong ty phai lam xuyén sudt tirng mat xich cua hé
théng ban 1¢, noi ma cac nha cung cap c6 thé két ndi théng tin trong mot hé thng
internet bao mat. Thong qua dé, ca hai bén déu c6 thé kiém tra muirc luu kho va kha

ning ban hang & ting cdp do6 cua cac ctra hang. Va khi méi lién hé giira nha cung cap
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va cong ty cang chit chg, théng tin duoc chia sé cang nhiéu thi hiéu qua cang cao dong
thoi giam thiéu nhiéu rai ro. Viéc diéu tiét duge luong san pham san xuat ra da lam
giam dang ké hang ton kho, giup Wal-mart tiét kiém duoc 5% dén 10% chi phi cho
hang héa so véi hiu hét cac déi thu2. Pay ciing 1a diéu kién dé nha cung cap cang gan
két chat véi Wal-mart va Wal-mart cang c6 nhiéu co hoi mua hang truc tiép tir chinh
nha san xuat ma khdng can théng qua trung gian.

2.2.1.2.  Ung dung cdng nghé RFID

/7
A X4

Vai nét vé cong nghé RFID

Cong nghé RFID (Radio Frequency Identification) hay hé théng nhan dang bang tan sb
radio 1a cong nghé nhan dang hang héa bang tan sé radio. Cac con chip nho duoc gan
vao cé4c san pham hoic bao bi san pham va ching phét ra tin hiéu radio toi thiét bi may

thu cam tay. Hé thong RFID gém 2 phan co ban>>:

e Theé RFID c6 gan chip silicon va dng ten radio dung dé gan vao ddi tuong
quan Iy nhu: san pham, hang héa, dong vat, hoic ngay ca con nguoi.

e Daiu doc cho phép giao tiép véi thé RFID qua séng radio & mot khoang cach
nhét dinh, tir d6 truyén di liéu vé hé théng may tinh trung tam.

RFID Ia mot ki thuat nhan dang séng vo tuyén tir xa, cho phép doc dit liéu trén con
chip dién tir nho song vo tuyén ma khong can tiép xdc truc tiép véi nd & khoang cach
tir 50 cm téi 10 mét. Bo nhd cuia con chip c6 thé chira téi 96 dén 512 bit gitr liéu, nhiéu
gap 64 1an so v&i mot mad vach. Bén canh d6, thong tin luu trit trén con chip c6 thé
duogc sira doi nhd vao mot may doc. Dung lugng luu trit cao cia nhitng thé thong minh
nay cho phép ching cung cap cac thong tin da dang nhu: thoi gian luu trit, ngay ban,

gia, va tham chi ca nhiét d6 san pham. Vi thé, cac thé RFID c6 thé cung cap chinh xéac

22 Dain Ehring, 2006, The Wal-mart Model, The Mortgage Bankers Association.

23 Tim hiéu vé RFID, xem ngay 4.5.2012,
http://www.oif.vn/vi/20101105122242533p64c66/tim-hieu-ve-rfid.htm.
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san pham 1a gi, nd nam ¢ dau, khi nao hét han, hay bit ct théng tin nao ma nguoi dung

muén Iap trinh cho né.

C6 3 loai thé RFID gdm>"

- Thé thu déng: Khéng c6 ngudn ning luong bén trong. Khi thé thu dong di

qua may doc, ning lugng cua song radio phat tir may doc & cung cip ning
lwong cho chip va “danh thirc” n6 dé thu nhan thong tin ma né luu gitr. Trén
thuc té, thé thu dong doc duoc khoang céch tir 2 mm cho téi vai mét, phu
thudc vao sy lya chon séng radio va thiét ké, kich thudc cua ang-ten. Do do,
loai thé nay thuong cé chi phi san xuat ré, khéng cé pin.

- Thé béan chu déng (semi-passive tag): loai thé nay vé co ban giéng thé thu

dong, tuy nhién c6 thém mét pin nhé. Pin nay cho phép chip cua thé dugc
cap nguon lién tuc. Cac thé nay khong tich cuc truyén tin hiéu dén bo doc
cho téi khi chdng nhan dugc tin hiéu tir bd doc. Thé ban chu dong nhanh
hon trong sy phan hdi so véi thé thu dong vi thé khoe hon trong viée doc sb

truyeén.

- Thé chu dgng (active tag): Khong gidng nhu hai loai thé trén, thé chii dong
c6 nguon nang luong bén trong, duoc st dung dé cung cap cho tat ca cac
chip va phat ra tin hiéu. Loai thé nay c6 tam hoat dong 16n hon va b nhé c6
kha ning luu trir thong tin tot hon. Vi thé phat ra tin hiéu manh hon thé thu
d6ng nén hiéu qua hon trong méi truong ma séng radio bi nhidu béi d6 am
va céc tia khac, hay cac vat chira nude (con nguoi, dong vat). Theé chu dong
€O kha nang thu va phat tin hiéu trong pham vi Ién t4i vai tram mét va nang

luong bén trong c6 thé hoat dong téi 10 nam.
o3

Loi ich cia cong nghé RFID

24 http://vnpro.org/forum/showthread.php/12690-Th%E1%BA%BB-RFID, xem 4.5.2012.
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Ké hoach tng dung cdng nghé RFID trong quan tri chudi cung tng dwgc Wal-
mart khoi xudng vao thang 6 nam 200325 (P.Fraser Johnson, 2006). Sau d6, Wal-mart
tang cuong cac ké hoach va tich cuc khang dinh nhitng tiéu chuan RFID s& duoc &p
dung. Wal-Mart di cong bd yéu cau cac nha cung cap lap dit cac thé RFID trén cac
chuyén hang dé cai thién viéc quan tri chudi cung ung. Céng nghé RFID cho phép
Wal-mart kiém soat dugc hang héa khi chiing dugc chuyén tir trung tm phan phdi vao
cac xe tai dé van chuyén dén cac cira hang. Piéu ndy s& lam ting tinh hiéu qua cho
viéc luu kho hang hoa, ddng thoi giam thua 16 do hét hang, ciing nhu han ché céac chi
phi vi luu kho qué nhiéu. Céc may doc thé RFID duoc dat & mot vai noi trong nha kho
nhu: & cira noi hang héa dugc nhap kho, & cira noi hang héa xuét kho. Véi nhitng vi tri
nay, cac nha quan Iy kho sé& biét duoc cac loai hang ndo va bao nhiéu hang dang dugc
Iuu kho, ciing nhu loai hang nao, sé luong bao nhiéu dang duoc bay ban. V&i Wal-
mart, muc tiéu cha yéu khi sir dung RFID 1a giam thiéu su thiéu hang trong kho va
bang cach do, nang cao doanh thu. Ngoai ra, RFID ciing giup Wal-mart han ché nhiing
nham lan khi don hang c6 nhiéu chung loai san pham, su hdn loan trong kiém ké ¢ céc
ctra hang, va nang cao kha ning hoach dinh san lugng cho cac nha san xuat. Hon thé
nita, viéc str dung RFID 1am ting kha ning kiém soat nguon goc, nhitng thay doi nhiét

d6, va han sir dung caa san pham.
2.2.13. Giai phap CPFR

Giai phap CPFR 12 mot ké hoach, trong d6 cac nha cung cap va Wal-mart cong
tac v6i nhau dé du bao nhu cau khach hang, nham téi uvu héa hoat dong cung ung.

CPFR mang dén nhiing loi ich:

e Cai thién hoat dong du bao cho tat ca cac ddi tac trong chudi cung @ng va thuc
hién viéc chia s¢ cac thong tin du bao.

2>P Fraser Johnson, 2006, Supply Chain Management at Wal-mart, tr.9, Ivey Management Services,
The University of Western Ontario, Ontario, Canada.
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e Sau d6 Wal-mart va cac nha cung tmg diéu chinh cac hoat dong logistics c6 lién

quan.
Gidi phap CPFR
; RM
Doéi tac thwong »/ C
Mai Xuc tién W/
- A EDI Du bao
Déi tic thirong Cong tac ) i | ———— Aps
mal Danh muc
Internet . z
sdn pham
. Dap
Doi tac thuwong - céu
mai Dat hang
) ERP

Hinh 2.2 Cac b phan caa giai phap CPFR26:

Nguén: Matt Johnson, ”Collaboration Modelling: CPFR Implementation Guidelines”.

> s s
CRM (Customer relationship management) la giai phap phan mém giup Wal-

mart quan ly méi quan hé khach hang hiéu qua hon thong qua nhitng kénh truc
tiép va gian tiép ma khéach hang lya chon st dung. Véi CRM, cong ty cé thé lya
chon nhirng giai phap quan hé khach hang hop ly nham duy tri mbi quan hé tot
v6i khach hang va dat duoc loi nhuan téi wu dwa trén tiéu chi khach hang la
trung tdm, quan tam téi nhu cau cua khéach hang.

ERP ( Enterprise resources planning) — hé thong hoach dinh cac nguon lyc cua
doanh nghiép, la giai phap cong nghé thong tin c6 kha nang tich hop toan b
cac tng dung quan ly san xuat kinh doanh vao mét hé thong duy nhat nham ty

26 Matt Johnson, "Collaboration Modelling: CPFR Implementation Guidelines ”, Chicago, Council of
Logistics Management.
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dong hoa cac quy trinh quan 1y....Vai ERP, moi hoat dong cuaa cong ty, tir quan

tri ngudn nhan luc, quan ly day chuyén san xuat va cung ang vat tu, quan Iy tai

chinh noi bd, dén viéc ban hang, tiép thi san pham, trao doi véi ddi tac, khach

hang...déu duogc thyc hién trén mot hé thdng duy nhat. V thé cong ty co thé tiét

Kiém chi phi, tang kha nang canh tranh.

ASP (Advanced planning and scheduling) 1a chuong trinh dung thuét toan dé
tim ra cac giai phap toi vu cho nhirng van dé phuc tap trong viéc lap ké hoach.

Cong ty cong tac
vgi nha cung ing

Cung thac hiégn vigc
dur béo va gidi quyét
kho khan

v

Thea thugn phgm

vi hop tac

A 4

Lera chon phdn
mém hé tro

Xdc dinh r6 nhéeng

A

Y

Sir dung két qua dé
thuc hién du trie va
I&n lich trinh giai
quyét

yéu cdu vé hop tac
nhuw: du bao nhu
cdu, logistics

Hinh 2.3 So do chu trinh CPFR

Dadnh gia gia tri
cua chuoi
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2.2.4. Quan tri ngudn hang

2.2.2.1. Chién lejoc mua hang

Vio ndm 2006, Wal-mart c6 khodang 90.000 nha cung cip trén toan thé gici>,

trong d6 c6 khoang 200 nha cung cép chinh nhu: P&G, Nestle, Unilever, va Kraft. La

mét tap doan ban 1& 16n nhat nhat thé gigi, Wal-Mart c6 sic manh vé clng to lén so

V6i cac nha cung cap va cong ty da sir dung quyén luc nay dé anh huang moi thi tir

gia ca, san pham cho dén lich trinh giao hang. Trong hoat d6ng quan tri nguon hang,

. ny A e 28
Wal-mart sir dung mot so6 chién lugc nhu™

Chi mua hang tryuc tiép tir nha san xuat, khdng chap nhan trung gian. Vao nim
1970, Wal-mart m¢ trung tdm mua hang dau tién c6 tru so tai Bentonville,
nham cat giam trung gian. Bén canh d6, vao nhiing nim 1980, Wal-mart bat
dau tim ngudn cung ¢ng toan cau bang viéc mé van phong ¢ Trung Qudc, An

Dc}zg( P.Fraser Johnson, 2006,).

Trong qua trinh dam phan, Wal-mart tap trung vao gid va chi gia. Trong qua
trinh thuong lugng véi cac nha cung cap, Wal-mart luén nhin manh vao mot
muc gia hoa don duy nhat va chi di dén giao dich cudi cung khi biét chic rang

cong ty di mua san pham vai gia ca thap nhat.

Chinh sach mua hang cua Wal-Mart 14 “factory gate pricing”, nghia 1a Wal-
Mart s& van chuyén hang tir cira nha méay cua nha san xuat.

Cong ty gianh rat nhiéu thoi gian dé 1am viéc vai nha cung cap dé c6 thé hiéu
dugc cau trdc chi phi ciia ho nhu: nguyén liéu nhap tir ai? gia bao nhiéu? bao

*”P Fraser Johnson, 2006, Supply Chain Management at Wal-mart, tr.4, Ivey Management Services, The
University of Western Ontario, Ontario, Canada.

?8b Mohan Chandran, 2003, Wal-mart’s Supply Chain Management Practices, tr.4, ICFAI Center for
Management Research.

%P Fraser Johnson, 2006, Supply Chain Management at Wal-mart, tr.3, Ivey Management Services, The
University of Western Ontario, Ontario, Canada.
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nhiéu cong nhan? luong thé ndo? van chuyén nguyén liéu nhu thé nao?.... Tt do,

Wal-Mart thic ép, gay ap luc cho nhitng nha cung cip phai hiéu qua, cat giam

chi phi trén chudi cung tng cia minh.

2.2.2.2.  Quan tri méi quan hé véi nha cung cap

Dé quan ly ngudn cung hiéu qua va lién tuc, Wal-mart tap trung xay dung moi
quan hé véi cac nha cung tng. Sau day 1a vi du dién hinh vé viéc quan tri mdi quan hé
v6i nha cung tng gitta Wal-mart va P&G. Trudc nam 1988, mbi quan hé kinh doanh
gitta Wal-mart va P&G rét yéugo. M6 hinh hop tac giita P&G va Wal-mart dugc mo ta
bai hinh 2.4.

WALMART'

Hinh 2.4: M6 hinh hep tac giiva Wal-mart va P&G trojé'c nam 1988
Nguén: Machael Grean, Machael J.Shaw, 2000.
Theo hinh 2.4, viéc hop tac giira hai cong ty chi don thuan ton tai dya trén hoat dong
mua va béan hang, cac hoat dong khac nhu: chia sé thong tin, marketing, logistics...hau
nhu khong t6n tai, hodc néu ton tai cling khong lién tuc. Pén nam 1988, dé cai thién
méi quan hé nay, ca hai cong ty da thay doi mé hinh hop tac theo hinh 2.5. Theo do,

viéc hop tac dugc tién hanh ¢ tat ca cac hoat dong chirc nang cua hai cong ty.

30Machael Grean, Machael J.Shaw, 2000, Supply-Chain Integration through Information Sharing:
Channel Partnership between Wal-Mart and Procter & Gamble.
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Hinh 2.5: M6 hinh hep tac hién nay gitra Wal-mart va P&G

Ngudn: Machael Grean, Machael J.Shaw, 2000.

Viéc thay d6i mo hinh hop tac, két hop vai nhitng tng dung céng nghé nhu: hé thong
két ndi ban I¢, cong nghé EDI (trao doi dir lidu dién tir), giai phap CPFR...da cho phép
ludng thdng tin di chuyén lién tuc, dong thoi hang hoa duoc san xuat, van chuyén kip
thoi. Két qua 13, luong giao dich ting tir 375 triéu d6 la vao nam 1988 1én 4 ty do la

vio nim 2000°".
2.2.3. Quan tri logistics
2.2.3.1. Hé théng van tai

Mot trong nhimg dic trung quan trong trong co sd ha tang logistics cia Wal-
Mart 1a tinh dap ang nhanh va linh hoat cua hé théng van tai. Cing véi bo phan

logistics Ién toi 75.000 ngudi, 14 7.800 lai xe quan ly gan 7.000 xe tai thudc doi xe tu

*"Machael Grean, Machael J.Shaw, 2000, Supply-Chain Integration through Information Sharing:
Channel Partnership between Wal-Mart and Procter & Gamble, tr.6.
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nhéan cia Wal-mart2, da tao nén tang dé cong ty phan phdi hau hét nhitng hang hoa
duoc bay ban tai cac ctra hang thdng qua khoang 114 trung tdm phan phéi trai rong
toan nuéc MY. Hang héa dugc van chuyén tir kho caa cac nha cung cip bai doi xe cua
Wal-mart dén cac trung tdm phan phdi. Tir dy, hang hoa dugc van chuyén tryc tiép
dén cac cira hang ma khong can luu kho thém. Nhitng doi xe tai chuy@n dung cho phép
cdng ty van chuyén hang hoa tir nhitng trung tdm phan phdi dén ctra hang chi trong hai
ngay va b sung cho cac ké hang trong cira hang 2 lan/tuan. Poan xe tai chinh 12 mot
su két ndi hiéu qua giira ctra hang va céc trung tdm phan phdi cua Wal-mart. Quan ly
hoat dong cuia doi xe tai 12 bo phan phdi hop. Nhitg nguoi tai xé phai béo céo gio 1am
viéc sin sang cua minh cho bo phan phdi hop hang ngay. Bo phan nay dya vao nhiing
bao céo d6 va khoang thoi gian udc tinh cho mot chuyén chg hang tir trung tam phan
phdi dén mot cira hang nao d6 dé 1én ké hoach tat ca nhiing chuyén van tai. Sau d6 ho
thong béo cho tai xé biét vé hanh trinh van chuyén hang hda, cu thé 1a: chiéu tir trung
tam phan phdi toi cira hang hay nguoc lai, thoi gian xuat hanh, va tat ca nhiing thng
tin co lién quan ma tai xé yéu cau. Trong cac chuyén van chuyén, nhiéu khi céc tai xé
phai 1ai xe trong dém t6i. Dé kiém soét su tinh tao khi lam viéc vao ban dém cua cac
tai xé, Wal-mart dua ra méot quy dinh kha khat khe, d6 13, cac tai xé phai ghi chép cac
hoat dong cua minh vao mot cud so tay céc nhén33( P.Mohan Chandran, 2003). Muc
dich cua cudn so tay nay 1a hudng dan 14i xe kiém soat hanh vi cia minh. Bén canh do,
trong cubn s6 tay con quy dinh cac diéu khoan va quy tic nhim dam bao an toan trong

lic d& hang hoa va bao vé tai san cua Wal-mart trong moi treong lam viéc dém khuya.

Dé qué trinh phan phdi va van tai thém hiéu qua, Wal Mart d3 sir dung mot ki
thuat trong logistics 1a hé thong “ cross docking”. Trong hé théng nay, nhitng san

*?P Fraser Johnson, 2006, Supply Chain Management at Wal-mart, tr.5, Ivey Management Services, The
University of Western Ontario, Ontario, Canada.

**p Mohan Chandran, 2003, Wal-mart’s Supply Chain Management Practices, tr.5, ICFAI Center for
Management Research.
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pham hoan thién dugc van chuyén truc tiép tir nha may san xuit cia nha cung tmg dén
nhirng kho “ cross docking” theo nhitng 16 hang 16n, tai day 16 hang s€ dugc tach ra,
chuan bi theo nhitng nhu cau can thiét caa khach hang, roi guri di cho khach. Do da
dugc chuan bi diy da, nén khi chd dén noi hang s& duoc dwa vao str dung ngay ma
khong can qua kho nita. Hé théng nay gop phan giam chi phi ton kho rat nhiéu. Dé dat
duoc hiéu qua cao nhit cua hé thong cross docking, Wal mart da thuc hién nhitng su
thay doi rat co ban trong hé théng quan Ii. Theo truyén théng, nhitng quyét dinh vé san
pham, gia ca va khuyén mai duoc tap trung va giai quyét & cap do cong ty. Tuy nhién,
hé théng cross docking tir khi ra doi da thay doi truyén théng nay. Hé thong da chuyén
huéng muc tiéu tir “ chudi cung tng “ sang “ chudi nhu cau”, nghia 1a thay vi nha ban
Ié ““ day” ( push) san pham vao hé théng thi khach hang s& “kéo” (pull) san pham khi
nao ho can. Phuong phap nay dam bao mdi quan hé giita cac ctra hang va trung tam

phan phdi, nha cung tng hon trudc.

2.3.3.2. Hé théng kho baéi

Hé théng kho bai cua Wal-mart chinh 1a cac trung tdm phan phdi trén khap
nuéc My. Sau khi hang hod dugc nhap dén tir cc nha cung cap, ching c6 thé s& duogc
chuyén dén trung tdm phan phdi, thuc hién phan loai, ghi nhan, déng bao,... Sau do,
thong qua hé thdng xe tai nhitng hang hoa nay sé duoc chuyén dén cac cira hang va
siéu thi trong khu vuc. Hién nay, Wal-mart c6 khoang 114 trung tm phan phdi trén
khip nuéc My, mdi trung tdm c6 kich thudc 16n hon 1 triéu mét vudng Anh** cac
trung tdm nay hoat dong 24/7 dé hd tro lién tuc cho ddi xe tai. Bén trong mdi trung
tam, cd cac bang chuyén véi chiéu dai hon 5 dam, phuc vu hon 9.000 dong san pham
khac nhau. Cac trung tdm dugc phan b khoa hoc, mdi trung tam hd tro hoat dong cho
75 dén 100 ctra hang trong vong ban kinh 250 dam. Pé thuan tién trong di chuyén, mdi
trung tdm phan phéi déu duoc danh diu trén cac cung dudng dén cac cira hang. Nhiing

hang hoa duoc nhap truc tiép tir c&c nha san xuat & nuéc ngoai nhu: Trung Qudc hay

34 Logistics, xem ngay 7.5.2012, http://www.walmartstores.com/AboutUs/7794.aspx
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An D9, s& duoc chuyén dén cac trung tim phan phdi nim & khu vuc ven bién truée khi
van chuyén dén cac cira hang trén khap nudc My. Mai trung tm phan phéi dugc phan
ra & nhitng khu vuc khac nhau trén co so s6 luong hang héa nhan duge. Ti 1é quay
vong hang tdn kho 1a rat cao khoang 1 lan trong 2 tuan d6i véi hau hét cac chang loai
hang h()a35( P.Mohan Chandran, 2003). Nhitng hang hoa phan phéi trong pham vi
nuéc My thuong duoc chuyén téi trong nhitng tim nang, trong khi d6 hang héa nhap
khau thi lai dugc chuyén toi trong nhitng chiéc hop hoic thung cé thé tai si dung.

Distribution Centers
WalMart N MeLane ; Under construction O 200-Mile Radius

Hinh 2.6 So d6 hé théng phan phéi ciia Wal-mart.
2.2.4. Quan tri ton kho

Trong hoat dong san xuat kinh doanh ngay nay thi ton kho hang hoa va nguyén
vat lidu 12 mot nhan t6 co6 y nghia déi voi su hoat dong cua mot chudi cung tng.
Nhung, s6 luong hang ton kho quéa nhiéu s& dan t6i tang chi phi luu kho, giam stc

canh tranh va loi nhuan caia doanh nghiép. Véi mot quy mé hoat dong phan phéi va

3P Mohan Chandran, 2003, Wal-mart’s Supply Chain Management Practices, tr.4, ICFAI Center for
Management Research.
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ban 1¢ khong 16 nhu Wal-mart, dé c6 thé dap ung duoc phan phdi mot canh linh hoat
hoat, kip thoi dén cac ctra hang, vira canh tranh véi cac d6i thu vé cit giam chi phi la
mot van dé khdng nho. Bé giai quyét van dé nay, Wal-mart da tién hanh phét trién
chuong trinh “Nha cung (ng quan trj ton kho™, song song véi viéc ap dung k¥ thuat

“cross — docking” dé tao ra hiéu qua cao nhat.

2.2.4.1. Hang ton kho dojoc quén ly béi nha cung tng

Chuong trinh hang tén kho dwoc quan ly béi nha cung ang — VMI caa Wal-
mart y&u cau cac nha cung tng quan tri muc ton kho & cac trung tdm phan phdi cua
Wal-mart bat dau ap dung cho nhan hang t& 16p cua P&G vao cudi nhitng nim 1980.
Pén nam 2006, chuong trinh nay da mé rong cho nhiéu nha cung cap va céac loai mat
hang khac nhau36( P.Fraser Johnson, 2006). Duéi su hd trg tir cac ung dung cdng nghé
nhu: hé théng trao d6i dit liéu dién tir EDI, hé thdng két ndi ban Ié Retail Link, chuong
trinh nay phaét trién nhanh chong, va mang lai hiéu qua tich cuc.

Chuong trinh bit dau tai cac ctra hang caa Wal-Mart. Cong nhan ¢ cac cira
hang duoc trang bi may vi tinh cim tay dé kiém soat hang ton kho, nhitng lan giao
hang, va luu gitt hang hda trong cac trung tdm phan phdi théng qua hé théng nhan
dang tan sé radio. Bén canh d6, viéc quan tri don hang va luu kho hang héa ciing duoc
thuc hién boi hé théng may tinh. Thong qua hé thong diém ban hang (POS), Wal-mart
c6 thé kiém soat va ghi nhan doanh sé, mirc ton kho trén cac ké hang tai cira hang.
Wal-mart ciing sir dung hé théng thuat toan phuc tap dé dyu doan sb lugng chinh xac
mdi loai hang hoa can duoc giao, cin cir vao muc ton kho & cac cira hang. Sau do,
thong qua hé thdng két ndi ban I¢, Wal-mart gui tat ca nhitng théng tin da thu thap, va
phan tich & trén dén cac nha cung ung (nha san xuat). Véi nhitng thong tin duoc chia
sé, nha san xuat cé thé quan ly tan suat, so lugng, va dinh thoi gian giao hang thay vi

phai chd doi nha bén 1¢ dat hang. Hoat dong nay cho phép nha san xuat chu dong san

*®p Fraser Johnson, 2006, Supply Chain Management at Wal-mart, tr.7, Ivey Management Services, The
University of Western Ontario, Ontario, Canada.
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Xuit du s6 hang hoéa can giao, 1am giam sy can thiét cua hang ton kho, dong thoi I1én ké
hoach giao hang hiéu qua hon. Mit khac, dé hd trg nd luc quan tri ton kho cua Wal-
mart, cic chuyén gia phan tich dén tir cAc nha cung umg di lam viéc cung nhitng
chuyén vién chudi cung @ng cua Wal-mart nham phdi hop cac dong hang héa tir nha
may san xuét, ddng thoi giai quyét cac van dé trong chudi cung tng, tir nhitng vain dé
thong thudng nhu: dam bao cd sin hang hoa dé bbc d& 18n cac xe tai, va sap xép doi
cac hang hoa 131, dén nhitng van dé bit thuong nhu: sy ting vot cua cau vé mét loai
hang hda phé bién. Hon nita, dé tang cuong quan Iy hang ton kho trong ngan han va
thao luan vé nhitng xu huéng caa hang héa, cac chién lugc chudi cung ung tir trung
han dén dai han nhu: vi tri nha may san xuat, sy két hop gitra cac nha cung tng nguyén
liéu san xuat vai cac du bdo vé nhu cau hang hoa ciing dugc dua ra ban bac gitra Wal-

mart v&i nha cung cap.

2.2.4.2. S dung ky thuat “Cross docking”

Cross-docking hay ky thuat “di chuyén hang lién tuc thong quéa kho” , 1a kho da
nang phén loai, tong hop, dong goi, hoan thién hang hoa dé phuc vu ngudi tiéu dung.
Loai kho nay dong vai trd nhu mét trung tm phan phéi tong hop. San pham dugc
chuyén tir noi san xuat dén kho cross-docking theo nhiing 16 hang 16n. Tai day 16 hang
s& duoc tach ra, chuan bi theo nhitng don dit hang cua khach hang roi giri di cho
khach. Do di duoc chuan bi day du, nén khi ché dén noi, hang s& dugce dua vao s

dung ngay ma khéng can qua kho nixa.
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Hinh 2.7: So dd di chuyén hang héa khi sir dung k¥ thuét Cross-docking

Ap dung Cross-docking & Wal-mart 12 dua hang hoa thanh pham tir co so san
Xuit va phan phdi truc tiép né cho céc cira hang va siéu thi ma rét it va hau nhu khong
phai luu trir hang qua khau trung gian. Cross-docking cat giam chi phi nam giit va luu
trix ton kho. Tuc 1a budc lap diy mot kho hang bang hang ton kho trude khi giao né di

1a hoan toan duogc cat giam. Pon gian nhu 13 nhan hang tir mot cira va giao ching

Kho cross-docking

Phéntich 16 hang

—\
—/

Il

Giki hang cho
khdch hang

Chudn bi hang

<‘,: theo yéu cdu
khach hang

théng qua mot ctra khac ma khéng phai luu trir ching trong nha kho.

Hién nay, Wal-mart dang diéu hanh 19 khu "cross - docking" dé hd trg cho phong ban

cua Sam’s club.
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Céc thung
carton Xuyén
suét nha may
trén cac bang
chuyén  nhim
cit giam nhan
cong va tée do
chu chuyén
hang hoa

May doc
ma

vach nhan
dang san pham
va chuyén cac
thung carton
xuéng  theo
tung line bédc
hang thich hop

carton

thung
duoc bbc 1én cac
xe méc hang va
sé duoc giao khi
cac xe moc hang
day hang.

Hinh 2.8 Quy trinh Cross-docking

Trong hoat dong quan trj ton kho ciia minh thi Wal-mart dang thuc hién ¢6 5 loai hinh

ky thuat vé "cross - docking" nhu sau®’

Opportunistic Cross docking: theo loai hinh nay thi théng tin chinh xac vé

noi hang héa duoc chuyén di, noi s& dugc chuyén dén ciing nhu chinh xac

s6 luong hang hoa giao nhan 1a rat can thiét. Boi vi theo loai hinh nay thi

Wal — Mart s& nam bat chinh xac théng tin va chuyén hang truc tiép cho céc

ctra hang ban 1é caa minh tir noi nha cung cip ma khong can phai thdng qua

3P Mohan Chandran, 2003, Wal-mart’s Supply Chain Management Practices, tr.12, ICFAI Center for
Management Research.
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du trir trong nha xudng. Opportunistic cross docking ciing dugc dung trong
viéc quan tri hé thdng kho bai cua Wal — Mart théng qua hé thdng théng tin,
lien két gitra Wal — Mart va cac nha ban 1é, && nha cung ung thong bao
thuong xuyén cho nha ban Ié nhitng mat hang can thiét da sin sang duoc

van chuyén va cé thé van chuyén ngay tuc thoi.

- Flow through Cross docking: theo loai hinh nay thi luén ludén cé mét dong
6n dinh hang héa di ra va di vao trung tdm phan phdi hang hoa cua Wal —
Mart. Loai cross docking nay thuong duoc ap dung cho nhiing hang hda dé
bi hu hong, chi twoi méi trong moét khoang thoi gian ngén nhu rau qua, thuc
pham tuoi séng; hay cho nhiing loai hang héa khong du trir duoc lau trong
kho (sira, thuc pham dong hop). Hé théng cross docking nay duoc ding
trong viéc phan phéi hang hoa cho céc siéu thi va nhitng cira hang ban 1¢é gia
ré khac.

- Distributor Cross docking: Trong loai hinh cross docking nay thi hang hoa

s& dugc nha cung ung chuyén tryuc tiép cho cac ctra hang ban lé. Khéng co
mét trung gian van chuyén nao tham gia vao qua trinh phan phéi nay. Diéu
nay lam giam mat lyong chi phi 8ang ké cho cac nha béan 1é cuia Wal — Mart
Vi ho s& khéng phai ton bat ki chi phi nao cho viéc duy trir. Vi céc nha ban 1é
tai mot s6 noi cia Wal — Mart khong can phai ¢6 trung tdm phan phdi nén
Wal — Mart khong can phai ton chi phi cho nha kho. Thoi gian dé van
chuyén hang hda tir nha cung ung dén cho khach hang ciing duoc giam
xuéng. Tuy nhién, loai hinh cross docking nay ciing c6 nhitng han ché. P
la chi phi van chuyén cho ca nha cung ang va nha ban Ié cia Wal — Mart c6
xu hudng ting trong mot quing thoi gian nhat dinh vi khi hang héa can
dugc chuyén dén nhirng cira hang béan ¢ & nhiing vi tri khac va cach xa
nhau. Hé thong van chuyén ciing can duoc van hanh that nhanh chéng. Va
trong truong hop ndy, y nghia ciia kho cross docking ciing mat di y ngha.

Hé théng van chuyén va phan phéi hang hoa phai that linh hoat, ¢ hiéu qua

va hoan toan chiu trach nhiém trong viéc cham tré phan phdi hang cho nha



[DE CUONG CHUONG TRINH DA HOC]

57

ban 1é. Ngudi ban 1é chiu nhiéu rai ro nhit vi ho khéng duoc chia sé rui ro
cling véi nha san xuat. Hinh thire nay chi thich hop cho nhitng nha cung tng
c6 mang ludi phan phdi rong 16n va cé thé linh hoat van chuyén trong
trudong hop hang hoéa phai dugc phan phdi trong mot khoang thoi gian that
ngan.

- Manufacturing Cross docking: nhirng co s& kho tam cua cross docking phuc

vu cho nha may va tam thoi duoc coi 1a kho mini cua xuéng san xuat. Khi
ma xudng san xuat can nhirng phan va nguyén vat liéu dé san xuat mot phan
cua san pham, né s& dugc cung cap cho céc supplier trong khu vuc san xuat
trong mot thoi gian ngan khi can thiét. Diéu nay gidp giam thiéu thoi gian
va chi phi van chuyén, ciing nhu chi phi luu kho bai.

- Pre —allocated cross docking: trong loai hinh nay, hang hoa da sin sang

dugc dong goi va dan nhan bai nha san xuat va san sang chuyén cho céc
trung tdm phan phéi va tir d6 hang héa s& dugc chuyén dén cac cira hang.
Hang hoa duoc van chuyén dén trung tm phan phdi va chuyén tryc tiép tir
day dén cac cira hang va dén tay ngudi tiéu dung ma khong can phai dong
goi lai hay 14 thay doi bao bi ciia san pham.
Cross docking doi hoi mot su phdi hop déng bo, va chat ché gitra nha san xuit (nha
cung ng), kho chua, va hé thdng cac cira hang béan 1é cua Wal — Mart. Hang hda chi
c6 thé phan phdi dé& dang va nhanh chong chi khi thong tin chinh xac. Viéc quan Ii he
thng thong tin trong viéc quan tri cross docking véi su tro gitp caa hé théng dir lidu
chuyén d6i (Electronic Data Interchange - EDI) va nhitng hé thdng théng tin kinh

doanh.

2.3. Pdnh gid vé hoat dong qudn tri chudi cung irng cia tdp doan bdn 1é Wal-

mart
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ma doanh thu ctia n6 hang nam c6 thé dugc xép vao danh muc nhitng québc gia c6 GDP
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cao nhat thé gisi khoang 419 ti d6 la M nam 20112, Suét tir nam 2007 dén nam 2011
(trir ndm 2009), Wal-Mart ludn dimg dau danh sach Fortune 500 va Global (Bang 2.1).

Bang 2.1 Bang xép hang Wal-mart caa Fortune 500 va Global 500 (Triéu USD)

Xép hang
Nam Doanh thu Loi nhuan
Fortune 500 Global 500
2007 1 1 351.139 11.284
2008 1 1 378.799 12.731
2009 2 3 405.607 13.400
2010 1 1 408.214 14.335
2011 1 1 421.849 16.389

Ngudn: Fortune 500°° va Global 500"

Wal-Mart 1a céng ty dich vu dau tién leo dén vi tri hang nhat trén danh sach cua

Fortune (bat dau cong bé tir nam 1955). Wal-mart thanh cong bai cong ty khong chi

tap trung vao chién lugc ban 1é ma con 1a mot cong ty tdi wu hoa vé Quan tri chudi

cung tng.Cac nét ndi bat trong hoat dong Quan tri chudi cung tng caa Wal-mart:

- Ung dung tién phong, thanh cong céng nghé thdng tin nhu: céng nghé trao doi

dir liéu dién tir EDI, cong nghé nhan dang tan sé radio RFID, vé tinh nhan tao,

giai phap CPFR; két hop véi hé thong két ndi ban Ié da tao tién dé cho mot

chudi cung ung hiéu qua.

38\Wal-mart 2011 Annual Report.

39
40

http://money.cnn.com/magazines/fortune/fortune500, xem ngay 7.5.2012.

http://money.cnn.com/magazines/fortune/global500/2011/full_list/, xem ngay 7.5.2012.
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Tién phong xay dung hé thdng cic nha kho da chirc ning “Cross — docking”
thanh cong; dap (ng nhanh nhu cau khach hang va tao ra cac gia tri ting thém
cho hang hoa.

Chién lwoc mua hang hiéu qua tao loi thé canh tranh vé gia; bén canh chuong
trinh “Nha cung tng quan tri ton kho” cang lam giam chi phi, tao co sé thanh
cong cho chién lugc “Gia ré mdi ngay”.

Dua trén nén tang céng nghé dé tang tinh hiéu qua cua hoat dong van tai, mic
d6 dap (rng cua cac trung tdm phan phdi, tiét giam tdn kho bang hé théng Just in

time,...

Nhirng thanh cong trén dugc minh ching boi cac sy kién nhu: nam 1990, Wal-mart

vuot qua Target va Kmart trg thanh céng ty béan Ié I6n nhat nuéc M. Bén nam 2006,

doanh thu ciia Wal-mart da vuot xa tat ca cac ddi thu khac trén thi treong ban 1 (D6
thi 2.1).
D6 thi 2.1 Doanh thu ciia cac cong ty ban 1é nim 2006
Doanh thu nam 2006
(Triéu USD)
350
315.654
300
250
200
150
# Doanh thu nam
100 2006 (Trigu do
52.935 60.553 52.62 la)
50 40.358 38.416
y I < I n
0
R &
é‘% td & & &
N
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Nguon: Supply Chain Management at Wal-mart, The University of Western Ontario,
2006.

Tir naim 2007 dén ndm 2011, miac du giai doan ndy nén kinh té thé giéi roi vao khing
hoang, dic biét 1a nén kinh t&¢ My, nhung Wal-mart van trén da ting truong duong.
Theo bao cao thuong nién cua Wal-mart41, tbc do tang truong doanh thu rong cac nim
trong giai doan ndy cao nhit 1a 11,6% (2007), va thap nhat 1,0% (2010). Trong khi do,
tbc do gia tang loi nhuan ludn & mac cao, thap nhat 1a 23,4% (2007) va cao nhat la
24.,9% (2010). Tir do thi 2.1 c6 thé thay rd doanh thu rong cia cong ty lién tyc ting tir
344,759 triéu d6 la vao nim 2007 1én mbc 418.952 triéu USD vao nim 2011. Pay
chinh 1a nhiing két qua cho thdy Wal-mart dang so hitu mot trong nhiing chudi cung
ng tt nhat thé gisi hién nay.

Pé thi 2.2 Doanh thu rong nim tai chinh cia Wal-mart (2007-2011)

Doanh thu rong nam tai chinh cua Wal-mart
(Tri¢u USD)
Doanh thu
418.952
401.087Z 405.132
M
2007 2008 2009 2010 2011

Nguon: Wal-mart 2011 Annual Report.

*1 Wal-mart Annual Report.
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CHAJONG 3: BAI HOC KINH NGHIEM VE QUAN TRI CHUOI CUNG
NG CHO CAC DOANH NGHIEP BAN LE VIET NAM

3.1. Tong quan vé thi trojo'ng bdn Ié Viét Nam hién nay

Thi truong ban Ié Viét Nam dugc coi la mét trong nhiing thi truong ban lé cé
sirc sinh 11 hip dan nhét trén thé giéi. Theo két qua nghién ctu cua tap doan tu van
AT Kearney, chi s6 phat trién béan 1é chung cua Viét Nam nam 2004 dat 76 diém va
duang tha 7 (lan luot sau Nga, An Do, Trung Qudc, Slovenia, Croatia va Latvia). Ba
nam sau, nam 2007 Viét Nam ding thir 4 trén thé gidi ciing theo danh gia cua to chirc
nay (Nguyén Dinh Bich, 2007)42. Sau 5 nim gia nhap To chirc Thuong mai thé gidi
(WTO), thi trudng bén Ié Viét Nam tiép tuc ¢6 nhiéu thay doi theo huéng mo cira sau
rong hon, day du hon, hoi nhap nhanh hon vao thi truong khu vuc va thé giéi. Tinh t6i
thoi diém dau nam 2012, thi trudong ban 1é Viét Nam di c6 nhitng budc tién mai (Phan
Thé Rug, 2011)*: ¢6 khoang 600 siéu thi, 120 trung tam thuong mai , va 1.000 cira
hang tién ich véi hinh thic béan 1é hién dai, thuan tién, gia ca 6n dinh, thu hit nhiéu
tang 16p nguoi tiéu dung. Bén canh dé, ca nudc c6 khoang 9000 chg truyén thng, tap
trung chu yéu ¢ nong thon, ven cac d6 thi 16n, nho. Mot vai dic diém cua thi truong
ban l¢:

e Tha nhat, mic du dan sé dong, nhung thu nhap dau ngudi chi & mac trung
binh thap, nén quy md thi trudng van nho. Tang 16p tiéu dang phan 16n &

42 Nguyén Dinh Bich, 2007, Xép hang thi truong ban 1é hdp dan thé gidi: Mat diém, Viét Nam
tut hang, xem ngay 8.5.2012, http://www.ncseif.gov.vn/sites/en/Pages/xephangthitruongbanle-nd-
7869.html.

43Phan Thé Rug, 2011, Th; truwong ban 1é Viét Nam ndm 2011 va dir bdo nam 2012.
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ndng thdn, thu nhap khong 6n dinh, dan tri tiéu dung khdng cao, chuyén
dich tap quan tiéu dung cham.

e Thu hai, chat lwgng, gia ca hang hda dich vu khé kiém soat, vé sinh an toan
thuc pham khong dwoc chd Y, anh hudng dén siac khoe nguoi tiéu dung.
Hang hoa tang gia khong twong xtng véi tiéu chuan chat lwong, khai gia va
niém yét gia khong minh bach, gay mat long tin ngudi tidu dung.

e Thu ba, gian lan, hang gia, hang nhai la cac van dé ngay cang nhic nhdi.
Theo Hiép hoi phong chong hang gia, nam 2011 cac co quan chiic ning da
phét hién va xir Iy 500.000 vy san xuat, luu hanh hang gia,.

e Tha tu, hé théng ban I¢é cua Viét Nam dang con nhiéu tang nc, lam ting chi
phi luu thong. Hang tiéu dung dugc luu hanh trén thi truong thong qua
nhiéu hinh thic, khdng ré nguon gdc, kém chat lugng. Chua c6 hé thdng

ban 1¢ hoan chinh, dic biét 12 khu vuc ndng thén, mién ni.

Mic du vay, thi truong ban 1é lién tuc phat trién vai tée do cao tir 20% dén 25%
qui md, tong muc ban 1é hang hoa dich vu dat tir 750.000-800.000 ty dong nhimg nim
2006-2008, 1én trén 1 triéu ngan ty dong nam 2010. Nam 2011 mac du kinh té kho
khin, gia ca tiéu ding cao, sic mua giam nhung van c6 thé dat 1,3 triéu ty dong. Theo
s6 liéu thong ké, linh vuc ban Ié hang hoé-dich vy da dong gop khoang 15% GDP,
doanh sb ban I¢ bang 60-70% GDP, gop phan ting truong kinh té trong nhimg nam

44
qua .

3.1.1. Nhitrng doanh nghiép ban l1é najé'c ngoai & Viét Nam

Du céc hinh thirc ban 1¢ & Viét Nam c6 nhiéu, nhung con manh man, thu lgi
nhuan thap, thiéu tinh chuyén nghiép. Nén céc tap doan ban 1é nudc ngoai da tim moi

cach vao thi truong Viét Nam nham khai thac nhiéu co hoi tir thi trudng so khai nay.

44 Phan Thé Rug, 2011, Th; truong ban lé Viét Nam sau 4 nam gia nhdp WTO, xem ngay
8.5.2012, http://ven.vn/tabid/84/newsid/20893/lanquage/vi-VN/Default.aspx.
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Cu thé, Metro (T4p doan Metro Cash&Carry, Dtic) ding ky kinh doanh theo hinh thtc
ban bubn nhung thuc ra hoat dong phan 16n 1a béan 1¢; BigC (Tap doan Casino, Phéap)
hoat dong theo hinh thizc bach hda téng hop; Parkson (Tap doan Lion, Malaysia) véi
mod hinh ban hang bach héa chuyén vé hang cong nghiép; Lotte (Han Quédc) kinh
doanh ca siéu thi l1an gian hang... Sau khi vao thj truong Viét Nam, cac doanh nghiép
ban 1¢ nuwdc ngodi nhanh chéng thu duoc nhitng két qua kha quan nhu: Metro, BigC,
Parkson dat dugc doanh thu, toc do ting truong trén 40%/nam, trong d6 Metro kiém
|61 khoang 500 triéu do la trén nam va tang trudng hang nam dat 45%45. Hién nay, cac
cong ty nay dang nd luc md rong mang ludi phan phi ctia minh nhu: BigC c6 t6i 18

“dai siéu thi”46, Parkson so hiru 8 trung tdm thuong mai47, Metro khong thua kém véi

17 chi nhanh kinh doanh (trung tdm thuong ma,li)48 ..... Bén canh viéc mo rong kinh
doanh, cac doanh nghiép nay con tap trung xay dung va quan ly chudi cung trng cta

minh. Vi du dién hinh phai ké téi Metro. Nham hd trg hoat dong cho 17 trung tam
thuwong mai, c6ng ty thanh lap phong cung 1’1ng49: véi 25 nhan vién chinh thac, va 25
nhan vién dich vu thué ngoai, chiu trach nhiém vé toan bo hoat dong quan ly day
chuyén cung ng va kho van cua cong ty. Két ni hon 1.000 nha cung cap hang hoa
V6i cac trung tAm thuong mai cua Metro 1a 4 trung tdm phan phéi (TTPP) nhu: trung
tam phan phdi rau qua Pa Lat, TTPP hang tuoi song Binh Duong, TTPP hang thuc
pham kho va phi thuc pham TP.Ho Chi Minh, va TTPP Ha Noi. Ngoai ra, Metro con

45 binh vi nganh ban 1¢ Viét Nam, 2007, xem ngay 8.5.2012, http://tuoitre.vn/Kinh-
te/226175/Dinh-vi-nganh-ban-le-Viet-Nam.html.

46Th(”)ng tin cac siéu thi BigC, xem ngay 8.5.2012,
http://www.bigc.vn/Sieuthigannhat/ThongtinsieuthiBigC/tabid/139/lanqguage/vi-VN/Default.aspx.

47 http://www.parkson.com.vn/vi/gioi-thieu-parkson.html, xem ngay 8.5.2012.

48Lich sir hinh thanh va phat trién Metro, xem ngay 8.5.2012,
http://www.metro.com.vn/servlet/PB/menu/1108611 130/index.html.

49 Quan ly day chuyén cung ung va dich vu kho van, xem ngay
8.5.2012,
http://www.metro.com.vn/servlet/PB/menu/1098146 130/index.html.
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xay dung doi xe tai riéng géom céc xe lanh trong tai 16n va xe container dé van chuyén

hang hoa gitra cac TTPP va trung tdm thuong mai.

3.1.2. Cac doanh nghiép ban l1é Viét Nam

Tur sau khi gia nhap WTO, céc doanh nghiép ban I¢ Viét Nam da khong ngirng
mé& rong mang ludi ban 1€, hé thdng siéu thi, cira hang tién ich, trung tim thwong mai,
trong do, c6 nhiéu doanh nghiép ban 1é I6n nhu: Saigon Coop, Téng cong ty thuong
mai Ha Noi, Tong cong ty thuong mai Sai Gon, Dién may Nguyén Kim.... Nam 2010,
Tap chi ban I¢ Chau A (Retail Asia) cong bé danh sach xép hang 500 nha ban I¢ hang
dau Chau A - Thai Binh Du:0‘ng50, Viét Nam cé 10 doanh nghiép duoc vinh du xép
hang. Trong do, ngoai 3 nha ban 1é nuéc ngoai hoat dong tai Viét nam la: hé théng
siéu thi BigC, hé thong Parkson, trung tdm thuwong mai Diamond Plaza, cc doanh
nghiép ban I¢ Viét Nam gop mat 7 thanh vién con lai nhu: hé thong siéu thi
Co.opMart, trung tdm dién may Nguyén Kim, chudi G7 Mart.... Tuy nhién, chat luong
hé thong ban 1é con & muc thap, quy md mét siéu thi, trung tdm thwong mai méi dat
doanh s6 binh quan vao khoang 2-3 triéu USD/nam, cira hang, ctra hiéu binh quén
doanh thu tir 10-13 ty déng/ném51. S6 luwong ching loai hang hoa & mat cira hang, siéu
thi con qué it mau m3, don diéu. Chat lugng hang hoa béan I¢ kho kiém soét, xuat st vé
sinh céng nghiép, vé sinh an toan thuc pham, hang nhai, hang gia, hang kém chat
luong van duge luu théng (Phan thé Rug, 2011)52. Chi phi ddu vao qua cao, ning luc
canh tranh thap, hé thdng ban Ié bi phan khic nhiéu tang nac, hau hét cac doanh
nghiép ban l¢, phai thué mat bang, cra hang véi gia & mic cao, khong on dinh, vay

von 14 suat cao, tra cong ngudi lao déng ngay cang c6 xu hudng ting; moi truong

50 10 doanh nghiép Viét Nam vao danh sach 500 nha ban lé¢ Chau A, 2010, xem ngay
8.5.2012, http://www.tapchicongnghiep.vn/News/channel/1/News/301/12775/Chitiet.html.

51 Phan Thé Rug¢, 2011, Th; trirong ban lé Viét Nam sau 4 nam gia nhdp WTO, xem ngay
8.5.2012, http://ven.vn/tabid/84/newsid/20893/lanqguage/vi-VN/Default.aspx.

>2phan Thé Rug, 2011, Th; trueong bén 16 Vié: Nam nam 2011 va due bdo niam 2012
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canh tranh gianh giat thi truong kha khdc liét dan dén hiéu qua kinh doanh thap, khéng

mé rong kinh doanh nhu mong mudn.

3.2. Thwc trang qudn tri chuéi cung wng cia cdc doanh nghiép bdn 1é Viét
Nam

3.2.1. Quan ly thong tin

Hé thong thdng tin c6 thé xem nhu trai tim cua hoat dong chudi cung @ng, 1a
quan ly ca dong vat chat 1an dong thong tin. Néu thiéu maot trong hai thi hoat dong d6
chua phai 12 hoat dong chudi cung wng that sy, Tuy nhién, thuc té cac doanh nghiép
ban ¢ Viét Nam cha yéu sir dung hé thong thdng tin truyén théng (dién thoai, fax,
email) dé trao d6i thdng tin, giri va nhan chang tir, hau nhu chua ¢6 cong ty Viét Nam
nao c6 phan mém hay hé théng thdng tin két ndi voi cac dbi tac cua riéng minh. So Vi
tiéu chuan qudc té ciing nhu sy tng dung céng nghé théng tin vao nganh cong nghiép
ban I¢ toan cau thi mic d6 ung dung cong nghé théng tin cua cac doanh nghiép Viét
Nam rat thdp. Mac d6 phét trién cac tinh ning cong nghé thong tin cua céc doanh
nghiép Viét Nam nhin chung & mic d6 trung binh so vai thé giéi. Hé thong thong tin
ma cac doanh nghiép ban I¢ Viét Nam trién khai van con mang tinh cuc bg, don 1¢,
chua co sy két ndi giira cac doi tac trong toan bo chudi cung tng. Gan nhu khéng cé
su lién két hé thdng thong tin giita cac dbi tac nhu nha cung cap hang hoa,doanh

nghiép ban 1¢, nha cung cap dich vu logistics.

M6 hinh kinh doanh ma cac cong ty ban I¢ trén thé giéi dang wng dung 14 md
hinh kéo (pull model) nghia 1a md hinh dap tng nhanh chéng nhu cau thi truong va
diéu nay chi c6 thé thuc hién dugc thong qua tng dung hé thdng théng tin toan bo va
phtic tap. Viéc ung dung thuong mai dién tir dé gia ting kénh ban hang truc tuyén
hoac phuc vu cho hoat dong mua hang chua duwoc cac doanh nghiép ban lé Viét Nam
thuc hién. Hau hét cac website cua céc doanh nghiép béan 1¢ Viét Nam chi mang tinh

théng tin, rat it hoat dong giao dich truc tuyén. Do d6, loi ich ciia thwong mai dién tix
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nhu giam chi phi giao dich, téc d6 giao dich gia ting, co hoi ting doanh thu,... khong
duogc cac doanh nghiép nhan thirc mét cach nghiém chinh.

3.2.2. Hoat dong quan tri mua hang va nha cung cap

Pay 13 hoat dong dau vao cua bat ky nha ban 1é nao va c6 anh huong 16n d&én
cau trdc chi phi cia doanh nghiép ciing nhu phan anh kha nang dap (ng san pham dén
tay ngudi tieu dung. Hau hét cac doanh nghiép ban 1¢ Viét Nam déu da va dang xay
dung dugc mdi lién hé vai cac nha cung cap trong va ngoai nudc vai quan hé on dinh
va lau dai. Mot s6 doanh nghiép ban 1é nhu Saigon Co.opmart, Vissan, Vinatex
mart,...ciing thiét 1ap quan hé di tac chién lugc voi mot sé nha cung cap dé tao ra san
pham riéng cia minh. Thong thudng d6 1a cac san pham nhu: thyc pham khd, san
pham dong lanh va ché bién sin, san pham tuoi sdng, san pham may mac. Poi khi cac
cong ty cling tham gia vao mot s6 hoat dong hd tro san pham nhu: dong géi, dan nhén,
ché bién. Tuy nhién, d6i véi nhitng san pham nhap khau tir nuéc ngoai, quan hé mua
hang ciing chi 1a mdi quan hé dai ly phan phdi nén nguon cung cap khéng mang tinh
6n dinh va dé dang gap rui ro trong cac van dé lién quan dén viéc kiém soat thoi gian

giao hang, ty & hao hut, chit lwong san pham.

Tir bang 3.2 ta thay, hau hét cac doanh nghiép ban Ié 16n cia Viét Nam da c6 hé thong
cac nha cung cap chién luoc. Mic di vay, hau hét nhitng nha san xuat trong nudc hoac
chi la nhitng cong ty hay dai ly phan phdi san pham nudc ngoai tai Viét Nam. Trong
khi, dam bao hang hda cung cap cho nha ban 1¢é 1a van dé cuc ky quan trong, va mang
tinh séng con; thi chi voi vai déi tac chién lugc kho co thé théa man nhu cau da dang
vé hang hoa, dan dén thiéu nguon cung cho hé thong ban 1¢, truc tiép anh huong téi két
qua kinh doanh va vi thé canh tranh cua doanh nghiép. Tuy nhién, néu sé luong cac
nha cung cap chién lugc ting 1én toi hang tram, tham chi hang ngan nha cung cap, véi
tiém lyc han ché, cac doanh nghiép béan 1¢ Viét Nam khé c6 thé quan tri tot ngudn

hang, ciing nhu dam bao ngudn thdng tin la chinh xac va lién tuc. Thuc té cho thay,



HO tro 6n tap

[DE CUONG CHUO'NG TRINH DAI HOC]

67

nhiéu nha ban Ié khdng thé kiém soat hét chat lurgng, ngudn gdc hang hoa cua cac nha

cung cap, nén hang héa kém chat lugng dé dang xam nhap.

Bang 3.2 : Danh sach cac d6i tac cung cap cia mét sé6 doanh

nghiép ban Ié Viét Nam

Tén DN Ddi tac Mt hang

G7Mart Dau Tudng An, Ajinomoto, Café Trung | Dau an, bot ngot, café,
Nguyén, CocaCola, Tribeco, Vinamilk, [nudc giai khat, sira, san
Dutch Lady Vietnam, Nutifood, P&G | pham vé sinh ca nhan

Saigon Bibica, Vissan, PepsiCo, Dau Tuong | Banh keo, thuc pham tuoi

Coopmart An, B6 hop Ha Long,Vinamilk, Dutch | séng, nudc giai khat, sita,
Lady Vietnam, Lavie, Unilever, P&G hang tiéu dung nhanh

Vissan Cofidec, Inmexco, Safaco, Seprotimex, | Rau qua, thuy hai san

Cong ty rau cu qua TP.HCM

Vinatex Mart | Phong Phu Corp, Dopimex, Doximex, | May mac
Texgamex,

Nguyén Kim | JVC, LG, Panasonic, Philips, Sanyo, |Kim khi dién may, dién ti,
Nokia, Samsung, Sony, Toshiba dién thoal

FPT Retail Nokia, Motorola, Samsung, HP,| Bién tir, dién thoai
Toshiba, Lenova, NEC, Acer, Apple.

Hapromart Hanoi Milk, Vang Thang Long, Stra, ruou, thuc pham
Hagrimex, Hanoi Food

Thé Gidéi Di | Nokia, Motorola, Samsung,  Sony| bién tir, dién thoai

bong

Ericsson,Lenova, Siemens
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3.2.3. Quan tri Logistics
3.2.3.1.  Heé thong phan phéi

Nhitng ndm gan ddy, hé thdng phan phdi cua cac doanh nghiép ban I¢ Viét Nam
dd c6 nhiéu hinh thicc hién dai phét trién nhu: siéu thi, cua hang tién ich, cta hang
chuyén doanh, ctra hang gia ré, trung tim mua siam. ... Song xét vé cac tiéu chi nhu: vi
tri, quy md, dién tich, thiét ké, hang hoa, gia ca, dich vu kinh doanh, dich vu khach
hang...thi cic mé hinh nay chua hoi tu du nhitng tiéu chuan 13 co so ban 1é van minh.
Két qua la hé thong phan phdi béan 1é khap khiéng, co s¢ vat chét so sai, ban hang va
thanh toan chu yéu theo phuong thirc truyén thong, nén dong thdng tin vira khong lién
tuc, vira thiéu, quan hé gitra nha ban Ié va nguoi tiéu dung con so khai. Bén canh do,
viéc phan bd mang ludi siéu thi va trung tdm thuong mai chua hop ly. Chu yéu tap
trung ¢ thanh phd H6 Chi Minh, va Ha Nai, trong khi cac tinh thanh khéac hoic c6 mot

vai trung tdm, hoac tham chi khéng co.

Dé cung cap hang hoa, san pham cho cac siéu thi, trung tim thuwong mai, can
thiét phai c6 mot hé thdng cac trung tam phan phdi. Tuy nhién, trong khi mét sé it cac
doanh nghiép béan ¢ Viét Nam c6 quy mé Ién da c6 mot vai trung tm phan phéi tap
trung theo khu vuc nhat dinh dé xu 1y luong hang tir nha cung cip dén cac siéu thi
hodc trung tAm thwong mai, con lai da s6 cac doanh nghiép ban Ié chi xay dung céc
nha kho nho dé chaa hang, va phan phdi cho mét sé siéu thi 1an can. Thuc té, cac trung
tam phan phdi ndy dam nhiém chtic nang thu hdi nhitng san pham tra lai tir cac siéu thi
va trung tam thwong mai. Didu ndy din dén luu lugng hang hda qua lai trong mang
ludi gia ting, kéo theo chi phi hoat dong logistics hai chiéu gia ting. Du vay, cac
doanh nghiép van chua c6 mot bai toan tong thé, téi wu trong viéc xay dung va van
hanh cé4c trung tm phan phdi mot cach hiéu qua. Bén canh d6, hé thdng thong tin, cac
dich vu logistics tai cac trung tdm phan phdi nay thiéu va kém, hoat dong cross-
docking chiém sb luong rat nho trong tong lwong hang phan phdi trén toan b mang

ludi. Viéc thiét ké trung tam phan phdi theo tiéu chuan nganh khong dugc chd trong.
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Bén canh d6, viéc quan 1y sé luong rat 16n cac mat hang luu kho bang phwong phéap
thu cong hay bang nhitng hé théng don gian ciing ddn dén gia ting chi phi trong toan
chudi cung tmg: nhu: chi phi giao dich, chi phi kiém tra, ddng thoi tiém an nhiéu rai
ro. Tinh trang phd bién nay dién ra & nhiéu doanh nghiép béan I¢ Viét Nam, mét phan
vi cac doanh nghiép khong co du tiém luc vé vén dé dau tu xay dung hé thdng quan ly

kho hién dai, mot phan vi chua c6 hé théng du béo, hoach dinh dang tin cay.
3.2.3.2.  Quan tri van tai

Hién nay, hau hét cac doanh nghiép ban ¢ Viét Nam déu thué ngoai van tai
hang hoa trong hoat dong phan phdi, trir mot sé doanh nghiép Ién nhu: Saigon
Co.opmart, Vissan, G7Mart. Tuy nhién, doi xe cua nhirng doanh nghiép nay kha nho
(khoang 2,5 tan), chuyén phuc vu viéc van chuyén hang hoa trong dia ban hep, & mot
khu vire nhat dinh. Ngoai ra, viéc hoach dinh van tai toi wu dé tiét kiém chi phi ciing
chua dugc quan tdm. Cu thé, phan 16n hoat dong van tai chi nham phuc vu cho kénh
thir cap tir trung tdm phan phdi dén siéu thi, trong khi khong két hop véi chiéu van
chuyén nguoc lai d6i véi hang hda thu héi. Biéu nay dan dén tinh trang 1ang phi thoi
gian, ning suat cia doi xe. Nhin chung, quan Iy hoat dong van tai chu yéu duya trén
kinh nghiém, chwa c6 hé théng hd tro téi wu hoa tuyén duong, hinh thirc van tai va
nang luc van tai do d6 anh hudng dén hiéu qua van tai. D6i voi hang nhap khau, tong
chi phi van chuyén noi dia (total landed cost) chiém ty trong khéa cao qua trung gian

dan dén gia thanh san pham nhap khau cao.
3.2.4. Quan tri ton kho

Quan tri ton kho 1a hoat dong quan trong dé duy tri chudi cung tng ludn van
hanh xuyén subt, lién tuc. Hoach dinh lwong hang ton kho 1am sao dé vira téi thiéu hoa
chi phi, vira dap ang kip thoi nhu cau caa nguoi tieu dung 12 viéc rat kho khan. Thong
thuong, dé udce lugng tét lwong hang ton kho, cac doanh nghiép phai dua vao hé thong
du bdo cu dang tin cdy. Nhung thuc té, viéc dat hang ton kho duoc cac doanh nghiép

ban ¢ Viét Nam thyuc hién cha yéu dya vao sé liéu qua khu, va du béo thu cong trén
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hé théng dit liéu tho su, va don gian. Viéc ap dung cac md hinh hién dai, hiéu qua vao
quan trj ton kho chua duoc thyc hién rong réi, hoic c6 ap dung nhung van chwa mang

lai hiéu qua mong mudn.

3.3. M6t s6 bai hoc kinh nghiém tir hoat dong qudn tri chudi cung rng ciia
Wal-mart cho cac doanh nghiép ban Ié Viét Nam
Thee nhdt, hé thdng thdng tin 1a tién d&, va ang dung cac cdng nghé l1a nhitng giai
phap cai thién chudi cung ang. Tir thuc té cho thay, nguyén nhan khién quan tri chudi
cung @ng cua cac doanh nghiép ban Ié Viét Nam chua hiéu qua phan 16n 1a do dong
thong tin luu chuyén trong toan chudi chua lién tyc. Vi thé, cac doanh nghiép can
nhanh chéng xay dung cho minh mét hé thong dix liéu trung tam két néi cac siéu thi,
trung tdm phan phdi cia minh vai nha cung cap. Va sau d6 1a thiét 1ap mot hé théng
lien két gitra cac bo phan trong chudi nham chia sé thong tin. Khi d6, nhan vién kinh
doanh c6 thé truy cap vao hé thdng quan 1y kho, xem xét luong hang ton kho. Néu
hang c6 sin, nhan vién d6 khong chi c6 thé yéu cau cung cap thém loai hang d6 vao
kho, ma con cé thé yéu cau hé thong quan Iy kho lay va dong goi mat hang d6 roi van
chuyén dén cira hang. Piéu nay vira gilp doanh nghiép quan tri ton kho, dy bao nhu
cau, tranh tinh trang hét hang, hoic ton kho qua cao; vira gilp cac nha san xuat cha

dong san xuat, dé ngudn cung khong bi gian doan.

Bén canh viéc xay dung hé théng chia sé thong tin, thi nhitng ang dung cong nghé
la cuc ky quan trong nhu: EDI, RFID... Tur hoat dong quan tri chudi cung tng cua
Wal-mart c6 thé thiy, wng dung cdng nghé RFID giup tang hiéu qua quan tri ton kho.
Dé cai thién hiéu qua quan ly tdn kho ¢ céc doanh nghiép ban ¢ Viét Nam, cong nghé
RFID Ia lya chon téi wu. Khéng nhitng thé, cong nghé nay con gitp kiém soat xuat x,
ngudn gdc cua san pham. Trong khi ngudn gdc, chat lwong san pham, hang hoa dang
la van dé ban khoan cua doanh nghiép 1an nguoi tiéu dung, thi cdng nghé nay s& giup

han ché hang nhéi, hang gia, ciing nhu hang khong rd xuat xi.
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Thet hai, thay khai niém nha kho bang trung tdm phan phdi, va dan chuyén sang nha
kho da nang™. Thiét ké, phan bé cac trung tim phan phéi mét cach thich hop, hicu
qua dua vao khu vuc dia ly, va cac mat hang ma trung tdm phan phéi d6 luu chuyén.
Theo quan niém caa nhiéu doanh nghiép Viét Nam, kho hang chi don thuan 14 noi, hay
co 6 luu gitt hang hoa, moi céng viéc chu yéu tap trung vao tay thu kho. Tuy nhién,
kho hang ngiy nay da khac, n6 chinh 1a trung tdm phan phdi, né6 dam bao dong chay
hang hoéa lién tuc va gia ting nhiéu gia tri dé hoan thanh tét don hang. Trong mot
chudi cung tng, vai trd cua trung tam phan phdi lai cang trg nén quan trong hon trong
viéc dam bao chudi cung tmg duoc van hanh théng sudt va hoan hao. Khong nhiing

thé, trung tam phan phdi dugc xem 1a diém can bang giita cung va cau trong chudi

cung tng.
Hinh 3.1: Can bang chirc niing ciia trung tim phan phoi
:
Hi¢u Qua l“l“ :
e i o
\ . A9 -
Seriia” "] o i
ous khach Mang
53 Hoach dinh phan phéi: Tam biét nha kho, xin chao trung tdm phan phdi, 2012. xem ngay

9.5.2012, http://supplychaininsight.vn/home/supply-chain/plan1872339724/item/546-
ho%E1%BA%A1ch-%C4%91%E1%BB%8Bnh-ph%C3%A2n-ph%E1%BB%91i-t%E1%BA%A1m-
bi%E1%BB%87t-nh%C3%A0-kho,-xin-ch%C3%A00-trung-t%C3%A2m-ph%C3%A2n-
ph%E1%BB%91i.html.
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T phia cung, trung tm phan phdi phai dam bao tinh hiéu qua, bao gom quan ly ton

kho hiéu qua, van tai tdi uu, van hanh trung tdm maot cach hoan hao. T phia cau, trung

tam phan phdi phai dam bao dugc kha ning dap tng cao va nhanh.

Pung trén phuong dién cac chirc ning hoat dong, dé hoan thanh hai st mang quan

trong trén, trung tim phan phdi ngdy nay can trang bi kha ning thyc thi cac hoat dong

tir quan 1y ton kho, bd sung tdn kho, c4 biét hoa (customization) dén cross docking,

hoach dinh vén tai, dinh vi hang héa,... nhu hinh 3.1. V& co ban, chitc ning chinh cua

trung tim phan phbi la:

o Xu ly va hoan thanh don hang.

« Quan ly viéc van chuyén hang (trung tdm phan phdi 1a dau nio diéu tiét toan bo

hoat dong phan phéi mot cach nhip nhang).

Hinh 3.3: Phin phdi déng vai trd quan trong trong viéc mé rong va tao ra gia tri

Cao

Nam bit.vi tao gia tri

MG rong gia tri

Duy fri gia tri

-

Thép

gia tang

Khach hing
odun
[[iém nang thi t:"m‘mq

A
-
-

Nha cung cap Nm ‘b
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Bén canh d6, trung tAm phan phdi s& gép phan tao ra gia tri nhu tri hodn don hang
(postponement) hay day nhanh viéc chuyén hang (cross-docking). O goc do gia tri gia
tang, trong khi hoat dong san xuat chii yéu la dé duy tri gi4 tri thi phan phbi sé& 1 noi
tao thém nhiéu gia tri gia ting cho khach hang”. Hinh 3.2 trén day thé hién chudi gia
tri ma hoat déng phan phdi déng vai trd v cung quan trong. Khong chi dung lai & viée
xdy dung cac trung tAm phan phdi thong thuong, cac doanh nghiép ban 1é Viét Nam
nén hudng tdi nhitng trung tdm hoan thién don hang. Bo1 xu hudng cac doanh nghiép
ban 1¢ trén thé giéi dang hudng toi xay dung mo hinh kéo. Co nghia 13, thay bang viéc
doanh nghiép diy hang hoa vao hé thong phan phdi cho khach hang lua chon, cac
doanh nghiép s& tip trung vao nhu ciu cua khach hang, va dap tmg nhu cau do, hay
chinh khach hang kéo san pham theo nhu ciu cta minh. Vi thé, khai niém trung tdm
hoan thién don hang mang y nghia ciia mot mo hinh kéo nhiéu hon so véi trung tam
phan phdi thong thuong. Dé phat trién t6t nhat hinh thic nay, thuong mai dién tir 1a
diéu kién khong thé thiéu. Boi, dé trung tdm hoat dong lién tuc, xuyén subt, can c6 mot
khéi lwong 16n hang hoa di qua trung tam. Vi thé, thuong mai dién tr s& 13 yéu té gitp
tang luong hang hoa ra vao trung tim nho nhitng wu diém cta né nhu: xt 1y don hang

0 voi toc do nhanh.

Thee ba, cac doanh nghiép ban e Viét Nam can cung cé mdi quan hé chat ché véi
khach hang va nha cung tng, bai c6 nhu vay thi dong san pham trong toan chudi cung
trng mai lién tuc va hiéu qua. Hién nay, dich vu khach hang, va viéc quan tri mdi quan
hé véi khach hang cua cac doanh nghiép ban Ié Viét Nam van bi khach hang phan anh
kha nhiéu. Giai phap dé nang cao chat lugng dich vu khach hang, cling nhu quan ly tot
mdi quan hé véi khach hang cho cac doanh nghiép béan 1¢ Viét Nam la nam rd va ap

dung cac quy trinh sau vao hoat dong va diéu hanh doanh nghiép:

e Quy trinh quan ly méi quan hé véi khach hang (CRM). Quy trinh nay dam bao
cho méi quan hé vai khach hang dugc duy tri va phét trién. Théng qua quy trinh

nay, nha quan tri c6 thé xac dinh nhitng khach hang chién lugc ciing nhu nhom
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khach hang muc tiéu. Muc tiéu caa hoat dong nay 1a dé phan khic khach hang
dwa trén gia tri ma ho dem dén cho cong ty, cling nhu tim ra cac giai phap co
gia tri nham nang cao 1ong trung thanh cua ho. Nguoi quan 1y quy trinh nay sé
thiét 1ap mot doi dac biét gdm céc thanh vién tir cac bo phan khac nhau trong
cong ty. Doi ndy co trach nhiém thiét ké nhiing thoa thuan vé san pham va dich
vu (PSA — Product and Service Agreements) phu hop véi yéu cau cu thé cua
khach hang chién lugc va khach hang muc tiéu, dong thoi dé ra chién lugc 1am
thé nao dé cong tac véi khach hang. Hon thé nira, ban thoa thuan PSA ciing xéac
dinh rd nhiing két qua dat duoc cho cong ty, chang han nhu muc do 10i/15 cua
ting khach hang, ciing nhu mdi quan hé vé mit tai chinh giira cong ty véi
khach hang. Sau d6, doi CRM s& lam viéc véi cac khach hang chién lugc dé cai
thién quy trinh va dong thoi loai bo su bién dong nhu cau va nhitng hoat dong
khoéng mang lai gid tri.

e Quy trinh quan ly dich vu khach hang: la b mat cua cong ty. Bo phan nay la
ngudi lién hé chinh trong viéc quan 1y cac PSA va 1a noi cung cap cho khach
hang cac thong tin. Bo phan nay ciing hd trg khach hang trong viéc van hanh
c4c ung dung san pham.

e Quy trinh quan Iy nhu cau: doi hoi sy can bang giira yéu cau cua khach hang
V6i niang lyc cung cap. Voi mot quy trinh chinh xac, nha quan tri c6 thé chi
dong can bang duoc cung - cau va dong thoi thuc thi ké hoach véi it ton kém
nhat. Mot diém can luu v 13 quy trinh nay khéng gidi han téi hoat dong du
doan, ma con bao gom cé4c hoat dong dong b hoa gitra cung — cau, ting kha
nang linh hoat, va giam bét sy bién dong. Mot hé thdng quan Iy nhu cau tot s&
tan dung cac thdng tin tir ban hang va khach hang chién luoc dé giam su bién
dong trong nhu cau, va cung cip sy luu chuyén hiéu qua trong toan bo chudi
cung ung. Hé thdng nay ciing s& hd tro cho sy hop tac véi bo phan marketing va
san Xuat.

e Quy trinh hoan thanh don hang. Quy trinh nay bao gom tat ca cac hoat dong can
thiét dé xac dinh yéu cau cua khach hang, thiét ké mang ludi cho phép cong ty
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dap ung duoc yéu cau cua khach hang véi chi phi giao hang thap nhit. Duong
nhu hau hét cac hoat dong nay duoc thuc hién boi bo phan logistics. Tuy nhién,
dé 1am tét thi bo phan logistics can phai phdi hop véi cac bo phan khac trong

cong ty ciing nhu véi nha cung cap/khach hang.

Tuong tu, quy trinh quan Iy méi quan hé véi nha cung cap 13 lua chon can thiét cho
doanh nghiép. Quy trinh quan Iy mdi quan hé véi nha cung cip (SRM): cung cip mot
hé thdng ciu trac dé phat trién va duy tri mbi quan hé véi nha cung cp. Quy trinh nay
12 mot hinh anh thu nhé cua quy trinh CRM. Giéng nhu CRM, quy trinh lién quan dén
viéc phat trién mdi quan hé v6i nhom cac nha cung cap c6 mang dén gia tri cho cong
ty. P6i v6i nhom nha cung cép chién lugc, cong ty s& xay dung nhiing thoa thuan vé
san pham va dich vu (PSA). Pdi voi nhém nha cung cip it quan trong, cong ty sé& tiép
can theo phuong phap giao dich. No6i ngan gon, thi quy trinh SRM 14 viéc dinh nghia

va quan 1y cac thda thuan vé san pham va dich vu.

Thar fw, quan tri ton kho tét, hiéu qua la yéu té quan trong cat giam chi phi cho
toan chudi, dong thoi gia ting doanh thu nho viéc han ché tinh trang thiéu hang. Ngoai
nhitng tng dung cdng nghé nhu: hé thong két ndi ban ¢, hay céng nghé RFID, thi viéc
quan tri ton kho con yéu cau ap dung dong thoi nhiéu phuong phap khéc. Cu thé

(Nguyén Hitu Duy, 2012)54:

- Xac dinh cac mat hang ton kho qua 1au hodc khong phit hop véi nhu cau va loai
b6 chiing. Viéc xac dinh cac mat hang ton kho qua lau, khong phu hop véi nhu
cau r0i loai bo ching s& dugc giai quyét théng qua viée ap dung cac cong nghé
hién dai nhu: hé thong hoach dinh céac ngu@)n luc cta doanh nghi¢p-ERP

(Enterprise Resources Planning).

54Nguyén Hitu Duy, 2012, Mot s6 cach giam chi phi ton kho trong chudi cung ing, xem ngay
9.5.2012,http://supplychaininsight.vn/home/component/k2/item/683-m%E1%BB%99t-
s%E1%BB%91-c%C3%Alch-gi%E1%BA%A3M-chi-ph%C3%AD-t%E1%BB%93n-kho-trong-
chu%E1%BB%97i-cung-%E1%BB%A9ng.html.
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- Tan dung k¥ thuat Cross-docking (di chuyén hang lién tuc théng qua kho) dé
giam nhiing chi phi lién quan dén ton kho va nang cao hiéu qua giao hang.
Theo k¥ thuft nay, nguyén liéu/hang hoa s& dugc di xudng tir cac loai xe tai
nho va ngay 1ap tirc duoc xép 1én cac xe tai xudt hang, vi thé s& khong c6 hoic
c6 rat it ton kho giita viéc d& xudng va xép 1én. Cong ty c6 thé st dung k¥ thuat
nay dé giam cac chi phi lién quan dén hang ton kho, nang cao hoat dong noi bo,

va nang cao kha ndng giao hang chinh xéac.

Thir nam, cac doanh nghiép ban 1é Viét Nam nén tap trung xay dung cho minh
doi xe riéng. Co thé ngay tu dau, dé xay dung hoan thién mot dji xe s€ tdn rt nhiéu
chi phi cho doanh nghiép. Tuy nhién, viéc luu thong hang héa lién tuc tur khau nay téi
khau kia trong chudi cung tng 1 cuc ky quan trong. Néu doanh nghiép di thué ngoai
dich vy van tai, vira lam gidm kha ndng chu dong cua minh, vira gia tang chi phi, cling
nhu khong tan dung duoc su linh hoat cua doi xe. Mac du vay, néu chi don thuan
thanh 1ap mot doi xe, roi yéu kém trong quan 1y n6 chi 1am doanh nghiép trd nén tri tré
hon. Do dé, viéc 1ap ké hoach, tuyén dudng, cling nhu trang bi mot hé thong lién lac

két noi gitra doi xe vdi cac phong ban khac 1a rat can thiét.

Thi sdu, thay thé mo hinh cira hang tién tich qua khir boi chudi cira hang tién

, . 55 s 1 A, N A 1AL A
ich hién dai” . M0 hinh ctra hang tién ich cli c6 nhi€u bat cap nhu:

e MO hinh cli doi hoi céc ctra hang phai ¢6 khu vuc kho béi rong I6n vai doi ngi
quan ly riéng biét. Biéu nay khdng con phi hop khi quy dat ¢ khu vuc trung
tam thanh phd khéng con cho phép cira hang c6 dién tich di rong dé vira c6 khu
vuc trung bay hang hoa rong réi, vira ¢ khu vuc kho bai duoc sip xép va quan

Iy dua chuan.

55 Mo hinh mai cho chudi cung tng ban I¢, 2012, xem ngay
9.5.2012,
http://supplychaininsight.vn/home/component/k2/item/718.html.
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e Mo hinh cii phu thudc nhiéu vao mang luéi cung tng hang héa cua nha cung

cap. Diéu ndy din dén 2 hé qua: Thir nhat -quyén lyc dam phan gia ca va cac

diéu kién trong hop ddéng thu mua bi han ché; Tht hai — khi nha ban Ié khong

nam giit trong tay quyén kiém soat dong chay hang hda, nhirng van dé nhu dut

hang d6t xuat hodc nha cung cap tir chéi giao hang cho nhiing cira hang nam

ngoai khu vuc giao hang tdi vu s& xay ra thuong xuyén hon.

Hinh 3.4 M6 hinh cira hang tién ich mei

\

Nha cung cip

BN Nhi cung cip A 56 lim viéc véiNCC PN
7

/

\ PHONG SUPPLY CHAIN

Doi lam viée vdi cia hang < >

Ludng thong tin

_________ Ludng hang hoa

Mo hinh chui cung ting ciia hang tién ich

Ngudn: M6 hinh méi cho chudi cung ing ban lé, 2012.

Poilap ké hoach v
quén ly tdn kho cilfa
hang

Nha ban I s& c6 mot kho téng (trung tam phan pudi) cho tirng ving va s& quan Iy hé

thdng van tai dé giao hang cho céc ctra hang. Véi sy sap xép nhu vay, quy trinh dat



[DE CUONG CHUONG TRINH DA HOC]

78

hang va giao nhian hang hoa ciing s& c6 nhiéu thay doi. Thanh vién trong phong cung
tng (phong supply chain) sé& dya vao théng tin vé tén kho hang ngay dat hang dén nha
cung cap theo sb lugng du bao (d6i véi hang méi) va doanh sé (dbi véi hang dang kinh
doanh) va trit hang vé kho. Hang ngay, véi lich dat hang cu thé, cac ctra hang sé& dit
hang vé kho va bd phan quan ly chudi cung tng sé tién hanh diéu phdi phwong thic
van chuyén phi hop. Véi cach sip xép va van hanh nhu trén, nha ban 1é s& khic phuc
dugc nhitng yéu diém ctua mé hinh cii nhu cira hang s& khong phai dau tu nhan luc,
khéng gian va vat dung trong kho cho nhitng ctra hang sip t6i; ciing nhu nha ban Ié
cling khong con phu thudc vao ning lyc caa nha cung cap trong viéc van chuyén hang
hda nita. Va nhu thé, quyén lgi cua nha béan 1¢ trong qua trinh dam phan s& cao hon.
Quyeén loi ¢ day khong chi gisi han & muc gia va chiét khau nha cung cap danh cho
nha ban 1é, ma dé con dugc thé hién & sy wu tién hang hoa, hang khuyén mai, uu tién
trong van dé doi tra hoac thu hoi nhitng mat hang c6 thay doi vé mau ma. Va tat ca
nhitng quyén loi nay s& anh hudng dén sy xuyén sudt trong chudi cung @ng va ning

luc canh tranh trén thi truong cta nha ban 1€ cling theo d6 ma tang 1én.
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KET LUAN
Khi méi truong canh tranh ngay cang khéc liét, sac ép 1én cac doanh nghiép
phai giam thiéu chi phi, ha gi4 thanh, nang cao chat luong san pham, gia ting dich vu
khach hang ngay cang cao. Vi thé quan ly hiéu qua hoat dong logistics van 1a chua du
dé cac doanh nghiép dat duoc hiéu qua téi wu. Khi d6, chudi cung ung chinh 1a giai
phap tat yéu. Sau khi nghién ciu tir Iy thuyét vé chudi cung Gng téi thyc tién hoat
dong quan tri chudi cung ng cua tap doan ban 1é Wal-mart, khoa luan rat ra mot sb

két luan sau:

Tha nhat, chudi cung tng di méi xuat hién (dau nhitng nam 1980) nhung n6 da
cho thay nhitng hiéu qua to I6n. Khai niém nay da thay doi quan diém vé kinh doanh
truyén théng: thay vi quan tri hiéu qua trong pham vi mot doanh nghiép, cac doanh
nghiép can phai lién két néu muén dang viing trén thi treong. Chudi lién két do s& két
ndi tir nha cung cip dau tién téi nha san xuat, va khach hang cudi cung. Du don gian
hay phic tap thi chudi cung tng déu cau thanh tir 5 thanh phan co ban, gom: san xuat,
ton kho, dia diém, van tai, va théng tin. Cac thanh t6 nay s& dam bao dé cac dong:
thong tin, hang hoa, tai chinh...chay lién tuc va xuyén suét trong toan chudi. Tuy
nhién, dé chudi cung wng mang lai hiéu qua that sy thi yéu té quan tri chudi cung tng
la khong thé thiéu. Quy trinh quan tri chudi cung tng cho phép cac doanh nghiép thiét
ké dugc chudi cung tng hiéu qua nhit, va diéu hanh hoat dong chudi mét cach tron
chu, thdng nhét théng qua: viéc lap ké hoach, tim ngudn cung &ng, san xuat, va phan

phdi.

Tha hai, ngoai nhitng yéu t6 vé chién luoc kinh doanh, ngudn nhan luc. . .thi ti
ru hoa hoat dong quan tri chudi cung tng dong gop mot phan rat 16n vao thanh cong
chung cua Wal-mart. Ttr nhitng tim hiéu, phan tich sau sic vé hoat dong quan tri chudi
cung @ng cua Wal-mart ta thiy mot sé nét ndi bat sau: 1)Viéc chia sé thong tin giita
cac mit xich trong chudi cung tng cua Wal-mart din ra lién tuc, v manh mé théng
qua hé thdng lién két ban 1¢, va céc tng dung cong nghé nhu: vé tinh nhan tao, EDI. ..

2)Hoat dong logistics duoc toi uwu hoa chi phi dya vao mot doi xe khong 16 vai kha



[DE CUONG CHUONG TRINH DA HOC]

80

ning hoat dong lién tuc va linh hoat; cling vai hé thdng cac trung tdm phan phéi dugc
trang bi co s& vat chit hién dai va phan bd hop ly. 3)Cong tac quan tri ton kho dat
dugc hiéu qua vé chi phi khi sir dung chién lugc hang ton kho dugc quan ly boi nha

cung cap két hop vai ki thuat di chuyén hang lién tuc trong kho (cross-docking)

Thi ba, hién nay khi cac doanh nghiép ban I1é nuéc ngoai dang 6 at vao Viét
Nam, véi loi thé vé tai chinh, ngudn nhan luc, kinh nghiém quan tri, va dic biét cac
cong ty nay that sy tap trung vao xay dung chudi cung tng; thi cac doanh nghiép ban
I& Viét Nam van dang gip nhiéu khé khan. Thuc trang quan Iy chudi cung @ng cua céc
doanh nghiép ban 1é Viét Nam cho thay vira yéu chuyén mon, vira thiéu cac nguén luc.
Ap dung thanh ¢ong tir quan tri chudi cung @ng cua Wal-mart, khoa luan dwa ra mot sé
bai hoc kinh nghiém nhu: hién dai héa hé thong thong tin, ting cudong tng dung cong
nghé tién tién, thay nha kho bang cac trung tam phan phéi, xay dung doi xe tai hién

dai, thay doi hinh thirc phan phdi, tap trung quan tri ton kho hiéu qua.

Khoéa luan d3 hoan thanh duwoc cdc muc ti€u va nhiém vu nghién ctiu. Tuy
nhién, quan tri chudi cung ung Ia mot linh vuc rong, phirc tap nén trong qua trinh
nghién ctu tdi khong tranh khoi nhitng han ché. Do d6, t6i mong nhan duoc nhiing

gop ¥ dé co thé hoan thién tt hon nita bai nghién ctu.
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