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Tém tit: Dé chu tm, cai tién va truyén dat cac quyét dinh quan tri chudi cung
ung bén trong mot cong ty voi cac nha cung cép va khach hang, mét cong cu dugc
str dung 14 mo hinh tham chiéu hoat dong chudi cung tmg (SCOR-supply chain
operations reference model). Nghién ctru nay str dung mo hinh SCOR tai Cong ty
C phan nudc giai khat Sanest Khanh Hoa theo trinh ty sau: (1) Phén tich chudi cung
{mg san pham nudc yén theo 5 quy trinh Lap ké hoach-Tao ngudn-San xuat-Giao
hang-Hang tra vé; (2) Po ludng hiéu suat chudi cung tmg san pham nudc yén thong
qua céc chi s6 tai chinh va phi tai chinh. Két qua nghién ctru cho thdy kha nang tmg
dung cong nghé thong tin bén trong va bén ngoai chudi cung tng san phim nudc
yén con han ché, hiéu suat chudi cung tmg giam manh tir 2020-2021 & cac chi tiéu
tai chinh do anh hudng cua dai dich COVID-19. bé duy tri loi thé canh tranh trong
dai han va thich tmg v&i cudc Cach mang Cong nghiép 4.0, bai viét khuyén nghi
cong ty nén tmg dung cong nghé thong tin dé cai thién hiéu suat chudi cung tng.
Tir khéa: M6 hinh SCOR, Chudi cung g san pham nudc yén, Hiéu suat
SUPPLY CHAIN PERFORMANCE MEASUREMENT-

A CASE STUDY OF SCOR MODEL IN KHANH HOA SANEST
SOFT DRINK JOINT STOCK COMPANY

Abstract: The supply chain operations reference model (SCOR) is a management
tool used to address, improve, and communicate supply chain management

! Tac gia lién h¢, Email: anhntt@ntu.edu.vn

52 Tap chi Quan Iy va Kinh té que €, s6 153 (02/2023)



decisions within a company and with suppliers and customers of a company. The
research uses SCOR model at Khanh Hoa Sanest Soft Drink Joint Stock Company
with the following steps: (1) analyzing Sanest’s supply chain according to 5 stages:
Planning-Sourcing-Making-Delivering-Returning, and (2) measuring the supply
chain’s performance based on financial and non-financial metrics. Research results
show that the application of information technology to communicate internal and
external supply chain is still limited, supply chain performance decreased sharply
during the 2020-2021 in financial indicators due to the impact of the COVID-19
pandemic. In order to maintain competitive advantage in the long term and adapt
to the 4.0 technology revolution, the author proposes companies should apply
information technology to improve supply chain performance.

Keywords: Performance, Sanest’s Supply Chain, SCOR Model

1. Pat van dé

SCOR 132 mot md hinh tham chiéu duoc st dung dé do luong hiéu suét chudi
cung (mg. M6 hinh nay da duoc phat trién boi Hoi dong Chudi cung tng (Supply
Chain Council-SCC), mdt td chire doc 1ap, phi loi nhuén toan cau da gidi thiéu cac
phuong phap, céng cu chan doan va chuan dbi sanh dé giup cic cong ty phat trién
nhiing cai tién nhanh chong trong cac hoat dong cua chudi cung tng. SCC di phat
trién mé hinh SCOR dé phén tich, so sanh quy trinh va hiéu suét cta chudi cung
mg. SCOR duoc phat trién bang cach cung cAp phuong phéap tu danh gia va so sanh
cac quy trinh va hiéu suat chudi cung ing 1am tiéu chuan thuc hanh quan tri chudi
cung Ung gitta cac nganh. Mo hinh nay gioi thi€éu mot khung quy trinh kinh doanh,
cac chi sb hiéu suat, phan tich thuc hanh va ky thuat dé ho tro cong tac gilra cac tac
nhan trong chudi cung img nham gia ting hiéu suat chudi cung tmg (SCC, 2014).

Cong ty C6 phan Nudc giai khat Sanest Khanh Hoa thuéc Cong ty TNHH Nha
nudc MTV Yén sao Khanh Hoa. V&i 17 nam hinh thanh va phat trién, cong ty da
xdy dung thuong hiéu manh, uy tin va chiém linh hau hét thi trudng trong nudc.
Chudi cung (mg san pham nudc yén cia cong ty trai dai tir nha cung tng cac yéu
t6 ddu vao dén nha may san xuét, ton kho va phan phdi dén tay nguoi tiéu dung.
Trong bbi canh mdi trudng kinh doanh dang bién dong, canh tranh gay git trudc va
sau dai dich COVID-19 ciia hang loat nhan hiéu trong nudc ciing nhu qudc té cing
san pham nudc yén; tién bo cong nghé; vong doi san pham rat ngin; Cach mang
Cong nghiép 4.0 1am cho quan tri chudi cung img trd nén phtc tap voi su tham gia
ctia nhiéu thanh vién va su phan manh vé mit dja ly. Do d6, viéc cai thién chudi
cung tng dé duy tri loi thé canh tranh ctia cong ty trong dai han 1a diéu hét stc can
thiét. Viét Nam chua c6 nhiu cac nghién ctru chuyén sau vé viéc 4p dung mo hinh
SCOR trong quan tri chudi cung tmg & cip do nganh hay doanh nghiép. Tuy nhién,
trén thé gidi mé hinh nay dugc cac nha nghién ciru va cac nha thuc hanh rat quan
tam, boi 1€ SCOR duge xem la mdt cong cu quan 1y giup cac doanh nghi¢p danh
gia, truyén dat va tdi wu hoa cac quyét dinh quan tri chudi cung tmg. Nghién ctru
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nay chon Cong ty C6 phan Nudc giai khat Sanest Khanh Hoa 1am nghién ctru dién
hinh v6i mong muébn goi mé cho cac doanh nghiép trong viée tiép can do luong
hiéu suat chudi cung tng. Bai viét duoc két cdu nhu sau: Th nhat, phan tich chudi
cung Ung san pham nude yén theo md hinh SCOR gdém: Lap ké hoach-Tao ngudn-
San xuat-Giao hang-Hang tra vé&; Thir hai, do ludong hiéu suat chudi cung (mg san
pham nuéc yén qua céc chi tiéu tai chinh va phi tai chinh nham xem xét xu huéng
thay d6i qua cac nam. Trén co s¢ d6, tic gia dé xut nhirng giai phap cai thién hiéu
suat chudi cung tng.

2. Co s6 1y thuyét va tdng quan nghién ciru
2.1 Qudn tri chuéi cung irng

Chudi cung tmg bao gom tét ca cac bén tham gia truc tiép hodc gian tiép trong
viéc thyuc hién yéu cau khach hang. Chudi cung tng khong chi bao gdm nha san
xudt va nha cung cap ma con bao gdm cac nha van chuyén, nha kho, nha ban 1é va
khach hang (Chopra & Meindl, 2007). Quan tri chudi cung tng 1a su tich hop quy
trinh kinh doanh tir nguoi tiéu dung dén cic nha cung cip dau tién nham cung cap
san pham, dich vu va thong tin lam gia ting gi tri cho khach hang va cac bén lién
quan (Lambert & Cooper, 2000). Muyc tiéu co ban ciia quan tri chudi cung tmg 1a
t6i wu hoa hiéu suét ctia chudi dé ting thém gia tri nhiéu nhat v4i chi phi thap nhat.
Noi cach khac, quan tri chudi cung img nham muc dich lién két tat ca cac tac nhan
trong chudi cung hop tac v6i doanh nghiép lanh dao chudi dé téi da hoa hiéu suét
chudi cung tmg va mang lai nhiéu loi ich nhat cho tat ca cac bén lién quan (Shukla
& cong su, 2011).

2.2 Po lwong higu suit chudi cung iing

Theo Ambe & cong su (2014), do luong hi¢u sut 1a qua trinh dinh lugng hi¢u
suét va hiéu qua cua mot hanh dong béng mot tap hop cac thude do. Viéc do luong
hiéu suat chudi cung tng tao diéu kién hiéu rd hon vé chudi cung tng, anh hudng
tich cuc dén hanh vi cua cac bén tham gia va cai thién hi¢u suét téng thé. Co nhiéu
chi s6 danh gia hi¢u suat c6 thé dugce trién khai trong mat td chirc nhu: chat luong,
tinh linh hoat, chi phi, d6 tin cdy ctia nha cung cap, cai tién, kha nang dap Gmg, thoi
gian giao hang, dat hang, do tin cay khi phan phdi san pham cudi cung, san pham
da dang, quan 1y tai san.

Theo Reddy & cong su (2019) do ludong hiéu sudt chudi cung ting c6 ba cach
tiép can: (1) Dua trén quy trinh (Process-based approaches), (2) Dya trén quan diém
(Perspective-based approaches) va (3) Dua trén thir bac (Hierarchy-based approaches).

Tiép cdn dwa trén quy trinh. Quan tri chudi cung tng 1a su tich hop qua trinh
va cac hoat dong lién quan tir nha cung cap dén khach hang. Cac nha nghién ctru
xem xét quy trinh hoat dong chinh cia chudi cung tng dé phat trién cac mo hinh
do luong hiéu suat nhu: phuong phap do luong va cai tién chat luong (Six Sigma),
mo6 hinh bén quy trinh chudi cung tng (1ap ké hoach, tao ngudn, san xuét va giao
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hang), mé hinh tich hop do ludng hiéu suat chudi cung ing ctia nha cung cap-nha
san xuat-nha phan phoi.

Tiép cdn dwa trén quan diém. Cach tiép can nay xem xét timg quan diém dé dua
ra cac thudc do hiéu sudt khi danh gia chudi cung ing va cung cip mdi quan hé
tuong tac 1an nhau gitra cac thude do nay. Hai mé hinh chinh theo cach tiép cin nay
1a m6 hinh thé diém can bang (Balanced scorecard-BSC) va mé hinh tham chiéu
hoat dong chudi cung tng (SCOR).

Tiép cdn dya trén phdn cdp. Cac mo hinh dya trén phan cap hiru ich dé do luong
hiéu suat chudi cung Gmg & cac cip khac nhau. Nha quan tri s& dua ra quyét dinh
dung dan & mdi cap ctia chudi cung tng (cap chién lugc, cap chién thuat va cip hoat
dong). Nhiéu nghién ctru di sir dung mé hinh nay dé danh gia hiéu suit chudi cung
mg nhu: mo hinh do ludng véi cac chi sd cap chién lugc, cap chién thuét va cip
véan hanh; do ludng cac chi sd hiéu suit trong mdi truong qudc t&; danh gia muc do
an toan, rui ro va ning luc hoat dong chudi cung tng.

2.3 Po lwong hiéu sudt chubi cung irng theo mé hinh SCOR

SCOR 14 mé hinh tham chiéu quy trinh dé quan tri chudi cung tng, bit dau tur
nha cung cép dau tién dén khach hang cudi ciing. M6 hinh SCOR dugc phat trién dé
mo ta cac hoat dong kinh doanh lién quan dén tat ca cac giai doan trong viéc thoa
man nhu cau khach hang. Cu triic cia m6 hinh SCOR gdém nam quy trinh: Lap ké
hoach-Tao ngudn-San xuat-Giao hang-Hang tra vé. Cac quy trinh nay lap lai doc
theo chudi cung tmg dé thoa mén sy cai thién lién tuc (Hinh 1).

Lap ké hoach

-\

Lap ké hoach f

Khach

Nha cung cap Cong ty Khach hang N

S hang
cuoi
ddu Noi b hodc bén ngoai Noi bg hodic bén ngoai eung

Hinh 1. Mé hinh tham chiéu hoat dong chudi cung ng & cip dé 1 (SCOR)
Nguon: SCC (2005)

Tap chi Quén I§ va Kinh 1€ quéc té, s6 153 (02/2023) 55



SCOR phan tich va do ludong hiéu suat chudi cung tmg clia cac cong ty & 3 cap do:
Cép do 1- Cip 6 chién lugc (quy trinh); Cip d6 2-Cép do cau hinh (phén loai quy
trinh); Cép d6 3-Cép d6 chi tiét (chi tiét quy trinh) (SCC, 2005), trong d6 cAp do sau
ding dé chan doan cho cap do trudc. Trong bai viét nay, tac gia dé xuat kha nang tng
dung m6 hinh SCOR & cap d6 1 dé nghién ctru truong hop chudi cung Gmg san pham
nude yén tai Cong ty Co phan Nude giai khat Sanest Khanh Hoa. M6 hinh SCOR cép
d6 1 x4c dinh nam thudc tinh hiéu suit va do luong theo hai nhom: do Iuong hiéu sut
bén ngoai hudng vé khach hang va do luong hiéu suat bén trong (SCC, 2005).

Bang 1. Cac thudc tinh hiéu suit chudi cung wrng chi sé cip 1 theo md hinh SCOR

Thugc tinh

hi¢u suat

Dinh nghia

Chi sb cip 1

Po luong Do tin cdy  Hiéu sut cua chudi cung img trong  Hiéu suét giao hang
hi¢u suat viéc phan phoi: dung san pham, Ty 1¢ 14p dy don hang
bén ngoai ding noi, ding thoi diém, ding . : :
. A X Ny A Thoi gian hoan thanh
hudng vé tinh trang bao bi, ding so luong, don ha
khéch hang dting chimg tir va ding khach hang, 9™ 1408
Kha ning Toéc dd cung cdp san pham cho Thoi gian san xuit don
dap tmg khéch hang. dat hang
Tinh  linh Synhanhnhay trong viéc phanting Thoi gian dép tng
hoat vO1 nhing thay doi cua thi trudng  Tinh linh hoat cia san
dé duy tri loi thé canh tranh. xudt ’
bo luong Chi phi Chi phi van hanh chudi cung tmg  Gi4 von hang ban
h{éu suat Toéng chi phi quan ly
bén trong chudi cung tng
Hiéu qua Hiéu qua cua t6 chiic trong viéc Thoi gian chu ky tién mit
quan tri tai quan tri tai san dé hd tro théa man S6 ngay hang tdn kho
san nhu cau cua khach hang, bao gom

A s A o e o o Vong quay tai san
viec quan tri tat ca cac tai san: tai g quay

san co dinh va tai san luu dong

Nguon: SCC (2005)

2.4 Tong quan nghién ciru

Erkan & Bac (2011) nghién ctru kha nang ap dung mo hinh SCOR dé do luong
hiéu suat chudi cung tng tai cong ty san xuat thép & Tho Nhi Ky. Nghién ctru danh
gi4 tinh twong thich va bén viing ctia md hinh SCOR & 5 quy trinh: Lap ké hoach-
Tao ngudn-San xuat-Giao hang-Hang tra vé. Khi xem xét cac quy trinh nay, nghién
ctru chi ra cac chi s6 do luong theo mo hinh SCOR két hop véi phan mém Hoach
dinh nguén luc doanh nghiép (ERP-Enterprise Resource Planning) dé tinh toan dit
lidu. Cac chi sé do luong cdp 1 phan chia theo cac thudc tinh hiéu suit bén ngoai
hudng vé khach hang (d6 tin cdy, kha ning dap tng va tinh linh hoat) va hiéu suat
bén trong (chi phi va hiéu qua quan trj tai san) c6 thé tinh toan dwa vao phan mém
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ERP. Nghién ctru gia dinh sir dung cac thude do tinh linh hoat dé dénh gia hoat dong
chudi cung mg trong cong ty sé& tot hon, nén tit ca chi s6 do ludng tinh linh hoat tir
mo hinh SCOR duoc ap dung. Két qua nghién ctru cho thay c6 12 trong s6 66 thudc
do tinh linh hoat do ERP luu trit c6 thé sir dung dé do ludong. Nghién ctru nay 1a co
s& dé xac dinh cac chi sé SCOR dugc tinh toan tir phan mém ERP c6 kha ning tng
dung va do luong hiéu suat chudi cung tng tai cong ty.

Nghién ctru ctia Manay & cong su (2022) do ludng hiéu suit chudi cung tng &
cap d6 nganh bang cach két hgp mo hinh SCOR vé6i phuong phap phan tich thi bac
(Analytic Hierarchy Process-AHP). Kusrini & cong sy (2019) dé xuat xép hang cac
chi s6 cta quy trinh ctia chudi cung g theo thang diém: néu chi sé nho hon 40
(kém), 40-50 (can bién), 50-70 (trung binh), 70-90 (t&t), 1én hon 90 (xuit sic). Dya
trén thang do ctia Kusrini & cong su (2019), Manay & cong sy da nghién ciru chudi
cung ung cua 29 cong ty dai dién cho nganh cong nghiép hoa ctia Ecuador theo céac
bude: dau tién xac dinh trong sd ctia 5 quy trinh: Lap ké hoach (0,405)-Thu mua
(0,198)-San xuat (0,173)-Giao hang (0,138)-Hang tra vé (0,084). Sau do, tinh gia
tri trung binh céc chi sb cua 05 quy trinh lan luot 1a: Lap ké hoach (0,86)-Thu mua
(0,88)-San xuat (0,79)-Giao hang (0,88)-Hang tra vé (0,80). Khi xem xét timg quy
trinh SCOR & cap nganh, nghién ctru chi ra cac quy trinh c6 khoang cach chénh léch
16n gitra két qua ky vong va két quéa thu dugc tur thuc té theo thu tu: lap ké hoach,
san xuat, thu mua, giao hang va hang tra vé 1a (0,06; 0,04; 0,02; 0,02; 0,02). Dua
trén két qua néy, tac gia dé xuat cac cong ty hoa tai Ecuador can tap trung cai thién
quy trinh 1ap ké hoach va san xuat. Nghién ctru ndy gitp cac nha quan tri, nha tu
vén, nganh san xuat va chmh phti cai thién chudi cung ng va ting kha ning canh
tranh trén thi trudng qudc té.

SCOR 1a cong cu quan 1y duoc SCC khuyén khich cac doanh nghiép sir dung dé
do ludng hiéu qua hoat dong kinh doanh va quan tri chudi cung tng. Dya trén cac
chi s6 do ludong cia mo hinh SCOR, nha quan tri ¢6 thé phac hoa buic tranh tong
quan vé tinh hinh hoat dong ctia cong ty dé t6i uu hoa cac quyét dinh trong quan
tri. C6 phan Nudc giai khat Sanest Khanh Hoa véi bé day kinh nghiém trén 17 nam
trong linh vuc san xut yén, nhung qua phong van giam déc, cong ty van quan tri
doanh nghiép theo phuong thirc truyén thong. Dé dinh hudng gitip cong ty chuyén
sang mo hinh quan tri doanh nghi¢p hién dai, SCOR 1a mo6 hinh hiru hi¢u giup cong
ty c6 thé do luong hiéu sudt tir dau vao dén déu ra.

3. Phwong phap nghién ctru

Duya trén 1y luan vé md hinh SCOR, nhom tac gia phong van sau Giam doc Cong
ty C6 phan Nudc giai khat Sanest Khanh Hoa vé cac ndi dung sau: (1) tinh hinh hoat
dong kinh doanh cua cong ty va cach thirc cong ty do luong hi€u qua hoat dong kinh
doanh; (2) cong ty c6 do luong duge cac hoat dong tir nha cung cap dén khach hang
hay khong va (3) muc d6 trng dung cong nghé thong tin. Sau do, tac gia thu thap dir
lidu thtr cdp cho giai doan 2018-2021 bao gdm: quy trinh 14p ké hoach va xtr Iy don
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dat hang, quy trinh mua hang, quy trinh san xuat nudc yén, tinh hinh san xuat va tiéu
thu, chi phi bao bi loai bo ctia san pham khéng phtl hop, doanh thu tiéu thu cho ting
thi trudng, s6 lan giao hang, s6 luong hop dong va tinh hinh thyc hién hop dong, béo
céo két qua hoat dong kinh doanh va bao cdo tai chinh. Dya trén cac dit liéu nay, tac
gia phan tich va do ludng hiéu suit chudi cung tmg san phim nudc yén & cp do 1
theo trinh tu sau. Thtr nhat, phan tich chudi cung tmg theo 5 quy trinh: Lap ké hoach-
Thu mua nguyén vat liu-Hoat dong san xuét-Giao hang-Hang tra vé. Thir hai, do
ludng hiéu suat chudi cung tng thong qua cac chi tiéu dinh lwong (phi tai chinh va
tai chinh) dia trén bao cdo tai chinh ctia cong ty. Ngoai ra, yéu t6 quan trong khac dé
danh gia hiéu suit chudi cung tmg ctia cong ty 1a hiéu dugc khach hang cua ho. Cong
ty can hiéu khach hang ctia minh nghi gi va mong doi gi dé phan tng kip thoi va xir
1y céc yéu cau cua khach hang nhanh chéng, hiéu qua. Khach hang ctia cong ty bao
gom dai 1y, siéu thi, cira hang ban 1¢ hay nguoi tiéu dung. D6i véi Cong ty C6 phan
Nudc giai khat Sanest Khanh Hoa, kénh phan phéi chiém doanh sb 16n nhat 1a thong
qua dai 1y. Vi vy, tac gia tién hanh khao sat 200 dai 1y (s6 dai 1y cua cong ty khoang
900 trén ca nudc) tai Hoi nghi tri an khach hang do cong ty to chirc hang nam, tac
gia phat ra va nhan duoc phiéu phan hdi tir 200 dai Iy ¢6 mat. Bang khao sat véi noi
dung: chit luong san pham, gia ban, chinh sach ban hang va nhan biét thwong hiéu
nham nhan dugc thong tin phan hoi tir phia cac dai 1y d6i v6i chat luong san pham
va dich vu cta cong ty.

4. Két qua va thao luin
4.1 So déo chudi cung irng san phiam nwdc yén
Xem Hinh 2.
4.2 Phén tich chudi cung teng sin phdm nwéc yén theo mé hinh SCOR
4.2.1 Ldp ké hoach (Plan)

Céc chi nhanh xac dinh nhu cAu hang hoa theo tudn/thang/quy/nam cta khach
hang va tap hop don hang giri vé bo phan kinh doanh bang fax, email, dién thoai.
Sau khi tiép nhan va kiém tra tinh hinh tdn kho so v4i don hang, by phan kinh doanh
1ap ké hoach san xuat hang tuan/thang trinh lanh dao phé duyét va chuan bi ngudn
luc dau vao cho san xuat. Tiéu chi cua 1ap ké hoach 1a phai dam bao hang héa cung
cap kip thoi cho cac thi truong. Bo phan ké toan s& kiém tra quy dinh thanh toan,
cong no ma modi thi trudng, nha phén phéi, dai ly... da k}'/ két hop dong. Néu ding
quy dinh thi bo phan kinh doanh tién hanh giao hang, néu khong s& khong giao va
phan hoi lai noi dit hang. Tty theo yéu cau, cac thi truong ¢ thé yéu cau cong ty
giao hang thing t&i kho thudc céc cira hang gidi thiéu san pham hodc nha phan phbi,
dai ly (Hinh 3). Méc du, cong ty da dau tu mang LAN noi bo nhung con roi rac. Do
do, viéc xtr ly don hang thu cong, chua ap dung cong ngh¢ thong tin nén chua lién
két cac thi truong. Tai cong ty, da sé ding cac file gidy in nén tén thoi gian, nhan
su, kho truy xuét dir liéu.
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Tiép nhan don hang tir chi nhanh,
thi tuong

'

Kiém tra tinh trang hang ton kho

'

Kiém tra cac diéu kién thanh toan

!

Lénh xuat hang

!

Bang ké xuat hang (¢ =========

'

Bo phan kinh doanh
tiep thi

——— e

p/

Bo phén’kinh doanh
tiep thi

/’_\

Phiéu xuat kho, ghi héa don R Q phan ke todn théngké)

!

Thu kho . Bao vé nha may

-

s

~ -
~ -
-
-
-
-
~ -
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Dua hang lén xe

-------- +  Thuc hién, kiém tra, giam sat

Hinh 3. Quy trinh l1ap ké hoach va xir Iy don diit hang
Nguon: Céng ty C6 phan Nuée gidi khat Sanest Khanh Hoa (2022)
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4.2.2 Tao nguén (Source)

Céc yéu t6 dau vao chinh gém yén duoc khai thac tir cac dao thién nhién do cong
ty quan 1y, bao bi va nhién liéu. Cac nguyén liéu phu mua tryc tiép tir nha may san
xuét trong nudc nhu dudng cat va dudng phén. Cac nguyén liéu phu khac nhap
khau tir Chau Au va Hoa Ky theo yéu cau k¥ thuat riéng ctia nha may nhu: Isomalt,
Sodium Alginate, Xanthan Gum, Calcium Lactate, Fucoidan, Nhan sam, Collagen,
Huong. Vi vay, thoi gian giao hang d6i voi cac nguyén liéu phu nhap khau tir 4 dén
5 thang ké tir ngay dat hang va du trir ton kho dii san xuét tir 5 dén 6 thang. Dic thu
cac nguyén vat liéu nay rat kho thay thé vi anh huong quy trinh san xuat, céng thirc
ché bién va huong vi. bdi véi lo thuy tinh dugc nhap khau tir Thai Lan, nép nhom
nhap khau tir Singapore. Bao bi yéu cau chi tiét k§ thuat chinh xac va tiéu chuan dap
{mg cac yéu cau trong nudc va thi truong nhap khau. Thoi gian giao hang céac loai
bao bi nay tur 4-5 thang nén nha may du trir tdn kho cao va lap ké hoach dit hang
trong ca nam. Cac bao bi gidy, mang co, bang keo, keo dan, tem chong gia laser dit
theo ké hoach san xuat ngan han (tudn/thang), du trit it, thoi gian giao hang nhanh.
Dbi v6i vé nhién liéu (ddu DO va khi Nito) s& dung bon 16n dé chira. Khi ¢6 nhu
cau, cong ty chi can giri don dit hang trude 3 ngay cho nha cung cép thi s& duoc
giao hang nhanh chong. Day chuyén san xuat ctia nha may hoan toan tir Chau Au
nén vat tu, phy ting may moc thay thé da s6 phai dat hang tir nudc ngoai véi thoi
gian giao hang rat dai.

S6 luong nha cung cap cua cong ty kha 6n dinh giai doan 2018-2021, khodng
40-50 nha cung cap. Tuy nhién, hoat dong mua hang van ton tai han ché nhu giao
khong dung han, khong dung chat luong, sb luong va hiy don hang. Giao hang
khong diing han xay ra do bao bi, nguyén liéu phu nhap khau 1a nhitng mat hang
phai dit hang tir nudc ngoai, thoi gian giao hang dai. Giao hang khong dung chat
lwong va s6 luong chil yéu bao bi gidy (chi khi nhu cau thi truong ting dot ngot thi
moi khong du sb luong giao hang). Pa sé cac nha cung cip cho don vi 1au nim nén
hai bén hiéu 16 cac yéu cau san pham. Tuy nhién, ¢6 10 trudng hop bi hity hop dong
niam 2020 do nha cung cap dy phong méi khi thuc hién hop dong dau tién da khong
dap ung yéu cau chat lugng nhu thoa thuan (Bang 4).

4.2.3 San xudt (Make)

Cin ctr nhu cau khach hang tir cac chi nhanh giri vé cong ty hang tudn/thang/quy
va dya trén luong hang thanh pham t6n kho, cong ty sé& 1ap ké hoach san xuat. Hoat
dong san xuat bat dau tir bo phan nau-phdi. Mdi san pham s& c¢6 cong thirc ndu phdi
ché bién khac nhau, sau d6 chiét rot, ghép nip cho san pham, tiét tring, dong goi
va xuat xuong (Hinh 4).
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Yén sao

Duong

Phu gia thuc pham

Huong liéu

A4

Xt ly nguyén liéu

'

Soi yén sao
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Néu
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Dich duong

|

;

Phéi tron

I
v

Chiét rot, ghép nap

.

Tiét tring

v

Dong goi >

Xuat xuong

Hinh 4. Quy trinh sin xuit nuéc yén
Nguon: Cong ty C6 phan Nuée gidi khat Sanest Khanh Hoa (2022)

TAt ca cac khau déu duge bd phan kiém soat chat lugng giam sat chat ché. Thoi
gian tir khi nhan 1énh san xuat dén khi dong goi thanh pham 1a 24h d6i v6i san pham
nudc yén. Tuy nhién, dé dam bao an toan chat luong, san pham trudc khi xuét ra thi
truong can phai luu kho bao 6n tir 7-10 ngay dé kiém tra vi sinh va céc chi tiéu chat
luong k¥ thuat khac. Day ciing 14 san phim cao cip nén sau khi d3 san xuit, dong
nap, tiét tring qua céac thiét bi kiém tra tu dong, cong ty kiém tra lai bang thii cong
cho tirng san pham, dam bao an toan tuyét dbi khi dwa ra thi truong.

Trong quaé trinh san xuét, san pham khong phu hop sau khi da chiét rot va ghép
nap nhu: chdm den trong san pham, ghép nip bi 15i, ap suat khong dat, thé tich
khong dung... s€ bi loai. Sau do, cac san phém nay duoc kiém tra va tai ché hodc
loai bo san pham nude bén trong. Didu nay c6 nghia la phai loai bo bao bi san phadm
bi hong va ton chi phi san xuat, chi phi bao bi m&i dé tai ché san pham. Mot s6 cong
doan san xuat khong thé thay thé bang may moéc (dong goi thii cong) s& xuat hién
16i do cht quan con ngudi nhu sai thao tac, sai quy trinh van hanh dan dén bao bi
bi hu hong.
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Bang 2. Chi phi bao bi loai bé ciia san pham khong phit ho'p nim 2018-2021

Nim 2018 Nim 2019 Nim 2020 Nim 2021
S6lwgng  Chiphi S6lwong Chiphi S6lwong Chiphi  Sélwong  Chiphi
Mésian  Khong bao bi Khéong bao bi khéng bao bi khéng bao bi
phdm  phiuhgp loaibé  phithgp  loaibé  phithgp  loaibé  phuhgp  loai b
(San (Dong) (Sén (Dong) (San (Dong) (San (Dong)
phzzlm) phim) phim) phim)
002 197 781.704 188 744.480 207 818.928 203 802.549
029 168 665.280 160 633.600 176 696.960 172 683.021
700 341 1.351.350 325 1.287.000 358 1.415.700 350 1.387.386
770 378 1.496.880 360 1.425.600 396 1.568.160 388 1.536.797
095 110 656.208 105 624.960 116 687.456 113 673.707
096 11 6249 10 59.520 11 65.472 11 64.163
005 58 228.690 55 217.800 61  239.580 59 234788
0161 131 781.200 125 744.000 138 818.400 135 802.032
Tong 1394 6.023.808 1.328  5.736.960 1.461  6.310.656 1432 6.184.443

Nguon: Tinh toan cua nhom tac gia

4.2.4 Giao hang (Delivery)

Ra doi trén 17 nam, san phdm Sanest dd chiém linh vi tri hang dau trong ca
nudc voi trén 900 nha phan phéi, dai Iy toan qudc. Hé thong phan phdi clia cong ty
quan 1y theo 04 chi nhanh gdm: (1) Chi nhanh Thanh phd H6 Chi Minh (19 tinh)
quan Iy cac thi truong tir Pong Nai tro vao, cac tinh Mién Pong, cac tinh Mién Tay
Nam Bo; (2) Chi nhanh Pa Nang (17 tinh) quan 1y thi truong tir Pa Ning dén Binh
Thuén, bao gdm cac tinh Tay Nguyén (khong bao gdm Khanh Hoa); (3) Chi nhanh
Ha Noi (26 tinh) quan 1y cac thi truong tir Thanh Hoa trd ra; (4) Chi nhanh Khanh
Hoa gom Thanh phd Nha Trang va cac huyén.

Tai mdi chi nhanh mang ludi phan phdi cua cong ty gdm: (1) Hé thdng cac
nha phan phdi, dai 1y tai mdi tinh thanh cung cip cho cac ctra hang ban 1¢. Dai
dién ban hang theo khu vuc s& quan 1y, theo ddi va nim bat tinh hinh cac nha
phan phéi, dai ly; (2) Kénh Horeca: cac hé théng siéu thi trén toan quéc, nha
hang, khach san, cac khu vui choi giai tri, quan cafe...; (3) Ctra hang giéi thi¢u
san pham c6 nét dit trung riéng cua Yén sao Khanh Hoa, dong nhit trén toan
qudc; (4) Ctra hang lién két: chu cira hang chiu chi phi mit bang; con cong ty s&
dau tu bang hiéu, ti ké ban hang. Néu cac ctra hang nay dat doanh s quy dinh
thi s€ dugc thuong theo chinh sach thudng hang thang. Ngoai ra, cong ty phan
phdi thong qua to chirc cac su kién dung tht, lién két cac co quan, truong hoc,
hoi, doan thé, tour du lich... moi tham quan mién phi truc tiép day chuyén san
xuét tai nha may.
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San luong san pham nude yén lo chiém ty 18 cao nhat ¢ cac thi trudng thude
chi nhanh Thanh phé Ho Chi Minh. Tiép theo 1a thi trudng céc tinh thudc chi
nhanh Pa Ning, Khanh Hoa va Ha Noi. V&i phuong chim phd bién yén sao
Khanh Hoa dén ngudi tiéu dung va dong hanh cung strc khoe cong dong, cong
ty di nghién ciu cic giai phap k¥ thuat, san xuat ché bién két hop giita co
truyén voi cong nghé hién dai nham tiét kiém chi phi, tang tinh canh tranh trén
thi trudng va gia ban phu hop cho nhiéu ddi tuong khach hang. Nam 2018 va
2019, doanh thu cac dong san pham nudc yén lo ¢ muc tiéu thu rat cao (trén
2 nghin ty d6ng) nhung giam 50% vao nam 2020 (hon 1 nghin ty dong). Giai
doan 2020-2021 do chiu anh hudng cua dich COVID-19 nén doanh thu c6 chiéu
hudng giam manh. Doanh thu chi nhanh Ha Noi va xuét khau con rat thap, chua
tuong xing v4i tiém ning cia thi truong boi day 1a nhitng thi truong méi duoc
cong ty trién khai. Do d6, cong ty can tiép tuc nghién ctru dé phat trién trong
nhitng nam tiép theo (Bang 3).

Bang 3. Doanh thu tiéu thu nwéc yén cho tirng thi truong tir nim 2018-2021
DVT: Ty dong

Chi nhanh Nam 2018 Nam 2019 Nam 2020 Nam 2021

Khanh Hoa 141,33 132,67 118,20 112,04
CN Ha Nbi 218,65 331,15 159,78 143,80
CN Pa Néng 476,09 49527 165,79 205,90
CN HCM 1.228,04  1.041,47 616,68 789,22
Xuat khau 0,46 1,11 2,53 2,47
Téng 2.064,57  2.001,67  1.062,98  1.253,43

Nguon: Tinh toan cua nhom tac gia

Tuy theo dia ban, sé luong don hang va thoi gian giao hang, nha may sé& st
dung xe cua don vi hay thué ngoai v&i muc tiéu dat hi¢u qua va dap ung kip thoi
nhu cau phan phdi hang hoa. Thi truong thudce chi nhanh Ha Noi xa nha méy, nén
thué cong ty van chuyén hang héa dén kho thudc chi nhanh va ty giao di cac noi.
Pon hang c6 s6 lugng phit hop ma giao trén doc tuyén duong qubc 16 1 s& duge
giao trudc dé tiét kiém chi phi. Khoang cach tir nha may dén céc thi trudng thudc
chi nhanh Pa Néng tir 70 dén 400 km va mdi don hang c6 khéi lugng tir 2 dén 10
tan, nén nha may sé& giao hang truc tiép hodc két hop xe thué ngoai va xe nha may
dé dap tng kip thoi nha phan phdi, dai 1y, cira hang gidi thiéu san pham... Pon
hang nho tir 1,8 dén 4.4 tan sir dung xe nha may, don hang c6 khéi lugng 16n hon
phai thué ngoai. Tai Pa Nang c6 kho chtra hang hoa dé chi nhanh giao don hang
nho cho cac tinh Ian can Nghé An, Ha Tinh, Quang Nam. Tai Khanh Hoa, nha
may va cac diém ban hang rat gan nén hiang ngay chu yéu st dung xe nha may.
Céc thi truong thudc chi nhanh Thanh phé HO Chi Minh ¢6 doanh sé tiéu thu va
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khdi luong don hang 16n, nén van chuyén chu yéu thué ngoai. Néu thi trudng cd
don hang du tai trong xe, nha may sé& thué xe giao truc tiép t6i diém mua hang dé
tiét kiém chi phi hon.

Véi tiéu chi khong duoc dé hang hoa thiéu ké ca khi nhu cdu thi truong ting
cao thi thoi gian hoan thanh don hang ctia cong ty phai nhanh chong. Cong ty san
xuat theo mo hinh hang t6n kho nén véi nha phan phéi, dai 1y tuy theo dia Iy ma
thoi gian giao hang khac nhau. D6i v6i cac tinh thudce chi nhanh DPa Ning va chi
nhanh Thanh phd H6 Chi Minh, thoi gian hoan thanh giao hang trong 48 gio, cac
tinh thudc chi nhanh Ha Noi 1a 84 gio va tai Khanh Hoa 1a 5 gio ké tir khi nhan
duoc thanh toan tir khach hang. Cong ty phai dy tinh mot luong san pham ton kho
hop 1y dé co thé cung cip ngay cho khach hang c6 nhu cau mua dot xuat. Bén
canh do, cong ty con du trir luong hang tdn kho tai nha may dé cung cép theo don
dat hang. Thoi gian tir ltc bat dau xuat hang ra khoi kho dén ngay nhan dugc tién
thanh toan tir khach hang khoang 15 ngay. Gia tri hang ton kho cao do dic thu cac
bao bi, nguyén vt liéu nhap khau phai ton trit bit budc dé dam bao san xuét lién
tuc nham dap Gmg nhu cau thi truong. Tinh trang nay hay gip cudi mdi quy, nim
khi nhu cau ting cao dot bién.

4.2.5 Hang tra vé (Return)

Luong hang tra vé cia cong ty rat it nhu: bao bi rach, van chuyén bi rét bé, hodc
¢6 thé nhiém vi sinh do nhiéu Iy do. Cong ty ¢6 quy trinh danh gia xtr 1y hang tra vé
nhu sau: chi nhanh nhan théng tin tir thi truong hodc khach hang phan hoi vé Trung
tam dich vu khach hang, bo phan giai quyét lién hé ngay, hen gip khach hang truc
tiép; hodc dén tai chd xem va gidi thich; hodc mang vé phan tich kiém tra danh gia,
sau d6 phan hoi khach hang. Néu do 15i san xudt thi xem khau nao, c6 thé kiém tra
nhat ky, truy xuat ngudn gdc, tir d6 két luan va phan hdi voi khach hang.
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4.3.2 Po lwong hiéu sudt diwa trén khdo sat khach hang

Hoi nghi Tri 4n khach hang duoc t6 chirc hang ndim nham t6n vinh cac dai ly
trén khap ca nudc. Pai Iy dong vai trd quan trong vi ho am hiéu va nam thong
tin nhanh nhat vé san pham, 1a ciu ndi gin két giita cong ty v6i ngudi tiéu dung.
Trong khuon kho nghién ciru va véi su hd tro clia cong ty, tac gia da tiép can 200
dai 1y va thu nhan dugc cac két qua phan hoi. Thtr nhat, chat lugng va loi ich san
pham kha t6t do san xuét tir yén dao thién nhién. Cong ty di phd bién két qua
nghién ctru khoa hoc vé san pham nudc yén dé khach hang an tim hon khi st dung
san pham nudc yén. Thr hai, vi phuong chim dé nude yén ngay cang trd nén
phé bién rong rai vi ngudi dan nén gia san pham tuong d6i phu hop véi ngudi
tiéu dung. Thir ba, mau m3, bao bi va chuong trinh khuyén mai binh thudng, chua
¢6 nhiéu hap dan nén can duoc cai tién dé thich ung véi dic diém riéng ting thi
treong. Thur tu, chua cé sy vuot troi vé nhan biét thuong hiéu (Bang 5).

Bang 5. Tong hop y kién khach hang nim 2021

Tiéu chi SO lwong Ty 18 (%)
1. Chat luong san pham Tét 62 31,0
Kha 110 55,0
Binh thudng 26 13,0
Chua t6t 2 1,0
2. Loi ich san pham Tt 121 60,5
Kha 58 29,0
Binh thuong 20 10,0
Chua t6t 1 0,5
3. Gia ban Cao 41 20,5
Phu hop 154 77,0
Thap 5 2,5
4. MAu ma bao bi san pham Hap dan 86 43,0
Binh thuong 112 56,0
Khong hip din 2 1,0
5. Cac chuong trinh khuyén mai ~ Hép dan 58 29,0
Binh thuong 128 64,0
Khong hap din 14 7,0
6. Nhan biét thuong hiéu Tét 98 49,0
Kha 88 44,0
Binh thuong 13 6,5
Chua t6t 1 0,5

Nguon: Tong hop ciia nhoém téc gid
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5. Két luan va khuyén nghi

Phén tich chudi cung Gng nudc yén theo cac quy trinh ctia mé hinh SCOR cho
thiy kha ning tng dung cong nghé thong tin dé truyén dat bén trong va giita cac
thanh vién trong chudi cung tmg san pham nudc yén con nhiéu han ché nhu: cong
tac du bao con roi rac, thu cong, chua lién thong cac thi truong; chu yéu ding phan
mém Excel, chua c6 phén mém cap nhat tinh hinh nhu cau cac thi truong; thong
tin cac thi trudng giri vé chwa nhanh va thong tin phan hdi xir 1y con cham; chua cé
phan mém quan 1y hang ton kho tai cic ctra hang. Pong thoi, két qua do luong hiéu
sut cho thay cac chi sd tai chinh cua cong ty giam manh giai doan 2020-2021 nhu:
ty sudt loi nhudn trén tai san, vong quay von luu dong va vong quay hang ton kho
do anh hudng tur dai dich COVID-19. pé duy tri lgi thé canh tranh trong dai han va
thich tng voi cudec Cach mang Cong nghiép 4.0, nhom tac gia khuyén nghi cong ty
nén tmg dung cong nghé thong tin dé cai thién hiéu suat chudi cung Gng:

Thir nhdt, tng dung phan mém hoach dinh ngudn luc cua doanh nghiép ERP
nham phdi hop cac quy trinh nghiép vu chinh cua toan doanh nghiép, thu thap di
lidu tir mot s6 chirc nang chinh va lwu trit di liéu trong kho dit liéu tong hop.

Loi ich cta viéc st dung phan mém ERP gém: (i) ERP tich hop dit liéu mdi
phong ban vao mdt co sé quan ly dir liéu chung c¢6 do chinh xac cao; ERP nhanh
chong 1ap ra cac phén tich phiic tap, bao cdo da dang va nhan vién c6 thé truy cap
dir liéu dong thoi trong hé théng ERP dé dang, tir d6 tiét kiém chi phi, cat giam thua
tuc gidy to va thoi gian lam viéc; (i) ERP cai tién quy trinh khi cho phép cong ty
theo doi chinh xac lugng hang ton kho, xac dinh mirc hang ton kho t6i uu va nhu
cau von luu dong, kiém tra tinh chinh xac cac tai khoan, sip xép hop 1y quy trinh
nhan sy va tinh luong nhan vién; (iii) Céac linh vuc hoat dong kém hi¢u qua duogc
xac dinh dé loai bo trong quy trinh san xuét, ting ning suit san xudt ciia cong ty;
(iv) ERP xac dinh cac quy trinh kinh doanh, giip phan cong cong viéc 1o rang trong
hoat dong hang ngay cua cong ty.

Thit hai, tng dung cong nghé EDI (Electronic Data Interchange) dé trao doi di
liéu. Str dung EDI, cong ty s& tiét kiém chi phi xtr 1y dit liéu bang gidy, tiét kiém
thoi gian, nhanh chéng va chinh xac. Hé thong luu trir cia EDI dam bao an toan va
cong ty c6 thé theo di 16 trinh hang hoa timg giai doan. Ty dong héa dit liéu trong
chudi cung g gitip giam sai sot trong cac khau ctia quy trinh (dit hang, soan hop
ddng, xuit hoa don...). Tir d6, cong ty s& ddy nhanh tdc do giao dich véi ddi tac va
khach hang nhung van dam bao hiéu qua hoat dong kinh doanh.

Thi ba, Gtmg dung chia sé di liéu POS (Point of Sale) tai cac diém ban hang. San
xuat theo md hinh t6n kho nén quan 1y hang héa ton kho 13 diéu quan trong dbi véi
cong ty. Vi vdy, cong ty can lam t6t cong tac du bao nhu cau khach hang dé 1én ké
hoach thu mua va san xuat nham han ché ton kho. Déi v6i cac co so phan phdi (dai
1y, cira hang, nha phan phdi...) thi tng dung POS hd tro quan Iy ban hang va xur 1y
thanh toan. Hé théng POS la su két hop giira phan cing (may POS quét ma vach,
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may in hoa don, dau doc thé thanh toan, ngin dung tién va man hinh tinh tién) va
phan mém POS dé thuc hién va kiém soat tit ca cac giao dich. Cac diém ban 1é ap
dung hé thdng POS va chia sé dit liéu khach hang thong qua POS may chu cia nha
phan phdi v6i cac chi nhanh thi trudng s& giup cac chi nhanh quan Iy dugc thong
tin khach hang va du bao nhu cau chinh x4c. Khi cac diém ban 1& duoc cai dit POS
thi toan bo qua trinh kinh doanh s€ cap nhat, cac giao dich véi khach hang duoc
kiém soat t6i da. Thong qua dit liéu khach hang ma céc diém ban 1¢ chia sé véi POS
vian phong ctia cac chi nhanh, cong ty danh gia dugc nhitng thay doi hanh vi va nhu
cau khach hang, gitip qua trinh du bao chinh xac hon. Tir d6, cong ty quan tri duoc
nang suat san xuat va hang ton kho. Tt ca dit liéu vé nhu ciu tiéu dung va hang ton
kho tir tt ca cac diém ban 1¢ duoc POS trung tAm chuyén tiép dén hé théng ERP dé
kiém so4t tong thé ngudn luc ctia doanh nghiép.
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