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MO DAU
1. Ly do chon dé tai

Hién nay, hoat dong chudi cung tng, quan tri chu01 cung Ung ngay cang tr¢ nén quan
trong d6i véi hoat dong cua doanh nghi¢p va la mdi quan tim cta nha quan tri. Nhimg khai
niém nay da xuét hién tir rat lau trén thé gidi va da duoc nhidu thuong hiéu nbi tiéng thé gisi
nhu Microsoft, Apple, Louis Vuitton, Supreme... di van dung chudi cung ung trong viéc
kinh doanh v phan phdi san pham ctia minh.

Quan tri chudi cung (mg anh huong rat 16n dén hoat dong kinh doanh ctia doanh nghiép
va rat quan trong trong hé thdng quan 1y doanh nghiép. Chinh vi thé viéc quan tri chudi
cung ung hiu qua chinh la chia khoa loi thé canh tranh cua doanh nghi€p trén thi truong.
Trong bdi canh nén kinh té ngay cang phat trién, toan cau hoa va hoi nhap mao rong, su canh
tranh khéc liét trén thi truong toan cau doi hoi cac doanh nghiép phai quan tam sau sic hon
dén dong dich chuyén nguyén vat lidu; cach thuc thiét ké, dong géi san pham va dich vu cua
nha cung cip; cach thic van chuyén, bao quan san pham hoan thanh va nhitng mong doi
thuc su cia nguoi tiéu dung hoac khach hang cudi cung.

Hoan thién hoat dong quan tri chudi cung tng hitu hiéu va hiéu qua 1a muc tiéu huéng
dén cua nhiéu doanh nghiép trong xu thé ngay nay. Vi vay, tac gia lya chon dé tai 1 “Quan tri
chudi cung ung san pham vé x6 sb kién thiét truyén thong tai Cong ty TNHH MTV X6 s6
Kién thiét Quang Nam” nham dua ra nhitng giai phap dé xuat phu hgp cho Cong ty TNHH
MTV X6 s Kién thiét Quang Nam.

2. Muc tiéu nghién ciru

- Muyc tiéu tong qudt: Phan tich, danh gia thyc trang quan tri chudi cung tng san pham
vé XSTT cua Cong ty TNHH MTV X6 so Kién thiét Quang Nam va dua ra gidi phap phu
hop.

- Muc tiéu cu thé:

F Tong quan co s& 1y thuyét vé chudi cung (g, cu trac chudi cung ing va quan tri
chudi cung Ung.

+ Phan tich va danh gia gia thyc trang quan tri chudi cung tng san phim vé XSTT
ciia Cong ty TNHH MTV X6 s6 Kién thiét Quang Nam.

+ Pé xuat giai phap phu hop.
3. P6i twong va pham vi nghién ciru

- Poi twong nghién ciru: Chudi cung tmg san pham vé XSTT cua Cong ty TNHH MTV
X6 s0 Kién thiét Quang Nam.

- Pham vi nghién ciru: Luan van tap trung nghién ctru vé chudi cung trng san pham vé
XSTT cua Cong ty TNHH MTV X6 s6 Kién thiét Quang Nam; trén co s¢ nghién ctru hoat
dong cua chudi cung Gng san pham vé XSTT d& xuét cac giai phap phu hop dé hoan thién
cong tac quan tri chuoi cung Ung.

4. K&t cAu dé 4n

Ngoai phan mé dau, két luan, phu luc, tai liéu tham khao, ndi dung chinh luan vin gdm

3 chuong:

- Chwong 1: Tong quan co s 1y thuyét chudi cung tmg va quan tri chudi cung tmg.
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_ - Chuong 2: Thyc trang chudi cung tmg san pham vé XSTT ctia Cong ty TNHH MTV
X0 s0 Kién thiét Quang Nam.
- Chuong 3: Giai phap dé xuét hoan thién cong tac quan tri chudi cung tng san pham
vé XSTT cua Cong ty TNHH MTV X0 s6 Kién thiét Quang Nam.
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CHUONG 1: COSO LY THUYET

1.1. Khai niém chudi cung tng

Chudi cung tng bao gdm céc nha cung cap, cic trung tAm san xuat nha kho, cac trung
tam phan phdi, va cac cira hang ban 1¢é, cung nhu nguyén vat liu, ton kho trong qua trinh
san xuat va san phim hoan thanh dich chuyén gilta cac co' so. Chudi cung tng bao gom tat
ca cac doanh nghi¢p tham gia, mét cach truc tiép hay gian tlep, trong viéc dap irng nhu cau
khach hang, thé hién sy dich chuyén nguyén vat liéu xuyén sudt qua trinh tir nha cung cip
ban d4u dén khach hang cudi cung (Nguyén Phic Nguyén & Lé Thi Minh Hang, 2016).

Chudi cung tng bao gﬁf)m tat ca cac doanh nghiép, bd phén lién quan truc tiép hay gian
tiep to1 viéc dap img nhu cau cua khach hang (Chopra & Meindl, 2016).

Chu5i cung tng bao gdm céac cong ty va cac hoat dong kinh doanh can thiét dé thiét ké,
san xuét, giao hang va sir dung mét san pham hoic dich vy. Cac doanh nghiép phu thudc
vao chudi cung ung cua ho dé cung cap nhing gi ho can dé ton tai va phat trién. Mdi doanh
nghiép déu nam trong mot hodc nhiéu chudi cung Gmg va cé vai trd riéng trong timg chudi
do6 (Hugos, 2003).

Dong san pham va dich vy

S
Thu héi va tai che
Nhi B Nha san xuat san
acung cap pham cudi cing Khach hang
nguyén vit liéu
Nha san xuét linh =

kién trung gian
Chi phi san
xuat
Nha kho va trung
tam phéan phoi

& Chi phi va

Chi phi nguyén chuyén Chi phi thn
vat li¢u kho

Hinh 1.1. Chudi cung irng dién hinh (Nguyén Phic Nguyén & Lé Thi Minh Hang, 2016)
Mot chudi cung tng dién hinh ¢6 5 thanh phin co ban sau day:

- Khach hang: Khach hang c6 thé 1a c4 nhan hodc to chirc va 1a dbi twong ma chudi
cung tng nhim dén. Khach hang t6 chirc c6 thé mua san pham vé két hop v6i san phim
khac ctia ho dé ban. Khach hang ca nhan 13 nhitng ngudi mua san pham dé tiéu thu. Khach
hang chinh 1a d6i twong duy nhét tao ra gié tri cho toan chudi.

- Nha ban 1é: Nha ban 1¢ nhu siéu thi, tap hoa, ctra hang ti¢n loi, ... tdn kho san phém
va ban véi khdi luong nhé dén cho khach hang. Nhimng nha ban 1é ¢ thé sir dung két hop
nhiéu k¥ thuat nhu gidm gia, khuyén mai, da dang mat hang, dich vu va ti¢n ich dé thu hat
khach hang dya theo sé thich va nhu cau.
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- Nha phén phéi: Nha phan phdi dy trit san pham ton kho tir nha san xuat va phan phdi
dén cac nha ban 1& qua cac hoat dong van tai, Nha phan phdi c6 thé mua (sé hiru) hang tir
nha san xuét rdi ban cho cac nha ban 1é hodc chi tham gia vao viéc dich chuyén hang hoa tir
nha san xuat dén nha ban 1¢ ma khong sé hitu hang hoa.

- Nha san xuit: Nha san xuat 12 nguoi truc tiép hoan thién nguyén vt lidu tré thanh san
pham, thanh pham cua ho c6 thé 1a nguyén vat liéu cung ng cho nhiing nha san Xuét khac
hodc 13 san pham cudi cung. Nha san xuat va nha cung cip nguyén vat liéu dau vao c6 mbi
quan hé chit ch& voi nhau béi néu mot trong hai gip truc tric s& lam dut gdy chudi cung
ung.

- Nha cung cap nguyén vit liu: Nha cung cap nguyén vat liéu ddu vao hoic phuong
tién san xudt cho nha san xuét. Pay duoc xem la phan quan trong ctia chudi cung tmg vi néu
khong c6 nguyén vt liéu s& khong thé san xuét.

=

Supplier Manufacturer Distributor Retailer Customer
Supplier Manufacturer Distributor Retailer Customer
Supplier Manufacturer Distributor Retailer Customer

T~———

Hinh 1.2. Cdc giai doan trong chudi cung iing (Chopra & Meindl, 2016)

Mdi giai doan trong chudi cung tmg dugc két ndi thong qua dong chay cua san pham,
thong tin va tai chinh. Nhimg dong chay nay thudng xay ra theo mot hai chiéu va co thé
dugc quan 1y bai mot trong cc giai doan hodc mdt trung gian. Mdi giai doan khong nhat
thiét phai c6 mat trong mot chudi cung tmg. Thiét ké phu hop cua chudi cung tmg phu thudc
vao ca nhu cau cua khach hang va vai trd ma cac giai doan tham gia dam nhan (Chopra &
Meindl, 2016).

1.2. Céu triic chudi cung ing

Xét trén mot chudi cung ung, mot san phém s€¢ di qua mot loat céac td chure, va mdi to
chuc tao thém mot it gid tri cho san phém. Xét trén mot to chirc trong chudi, cac hoat dong
trude no - dich chuyén nguyén vat liéu dén - dugc goi 1a nguoc dong; nhimng hoat dong sau
no6 - dich chuyén nguyén vat liéu ra ngoai - duoc goi la xudi dong. Cac hoat dong nguoc
dong duoc phan chia cho cac nha cung cap. Mot nha cung cap dich chuyen nguyén vat liéu
mot cach truc tiép den san xuat 12 nha cung cap cip mot; nha cung cap dich chuyen nguyén
liéu cho nha cung cap cap mot dugc goi la nha cung ung cap hai, tién trinh ké tiép sé 1a nha
cung cip cap ba rdi dén nha cung cip gbc. Khach hang cting duoc phan chia thanh timg cép.
Khach hang nhan san pham mét cach tryc tiép tir nha san xuat 1a khach hang cdp mét, khach
hang nhan san pham tir khach hang cip mot chinh 1a khach hang cap hai, twong tu ching ta
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s€ 6 khach hang cap ba va rot cudc dén khach hang cudi cung (Nguyén Phiic Nguyén & Lé
Thi Minh Hang, 2016).

G Circ ot dong nguoc dong —) G Ciic hoat dOng xudi dONE  e—)
| | 1 | | I 1 |
Nha cung;  Nha CCNha CC Nha CC K/hang |K/hing K/hang K/ hang
capgoc | | cap3 jcap2 | capl capl | cap2 | cap3 | fudicung

O
- K:)Péc:}_%:)h_+ TO CHU'C __*(:}_K:)_4<:}4 ...... .
—

Hinh 1.3. Cdc hoat dong trong mét chudi cung irng

9

Trong thuc té, da s6 cac to chitc mua nguyén liéu tir nhiéu nha cung cép khac nhau va
béan san pham dén nhiéu khéach hang. Chudi cung tmng hoi tu khi nguyén vat liu dich chuyén
gifra cac nha cung cap va phan ky khi san pham dich chuyen xuyén sudt cac khach hang.
Mot cong ty san xuat c6 thé xem cac nha cung cap lap rap phu nhu nha cung cap cép 1,
cong ty san xuat linh kién nhu nha cung cép cip 2, nha cung cap nguyén li¢u la nha cung
cip cdp 3...Ching ta c6 thé xem trung gian ban si nhu khach hang cdp 1, nha ban 16 nhu
khach hang cap 2 va khach hang cudi cing nhu khach hang cap 3 (Nguyén Phic Nguyén &
Lé Thi Minh Hang, 2016).

1 1 1
:K/ hang cép 1 : K/ hang cép 2 : K/ hang c:flp 3
Nha ban si Nha banlé

1 ]
Nha CC cip 3 ' Nha CC cip 2 'Nha CC cap 1
Nha CC | Nha sin xuét ;| Nha CC Iip

nguyén li¢u | linh kign | réip phu

Nguwoi dung
cudi cling

NHA SAN
XUAT

Hinh 1.4. Chudi cung itng ciia nha san xudt
1.3. Muc tiéu chudi cung irng
Muc tiéu ctia mdi chudi cung ung nén la t6i da hoa gia trl téng thé ctia chudi. Gia tri
(con dugc goi 1a thang du chu01 cung ung) ma mot chudi cung ung tao ra la sy khac biét

gifra gia tri cua san pham cubdi cung dbi voi khach hang va chi phi ma toan bd chudi cung
mg phai ganh chiu dé dap g yéu cau ciia khach hang.

Gia tri ciia chudi cung trng = Gia4 tri ciia khach hang - Chi phi ciia chudi cung wng
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Gia tri cia san pham cudi cung co the khac nhau d6i véi moi khach hang khac nhau,
ching co thé duoc udc lugng tir tong sb tién t6i da ma khach hang sin sang tra cho san
pham/d1ch vu. Su khéc biét gitra gia tri ciia san pham/dmh vu ma khach hang nhan dugc vt
gi4 tién ho phai bé ra chinh 1a gia tri gia ting ddi voi khach hang. Gia tri ciia chudi cung tmg
chinh 13 loi nhuin ma chudi dem lai, bang gia tri ciia khach hang trir cho tong chi phi cua
chudi. Loi nhuan cta chudi cung ung 1a téng lgi nhuan dugc chia s¢ cho moi giai doan va
moi thanh vién trén chudi. Loi nhuan cta chudi chinh 1a thudc do do luong su thanh cong
ctia chudi. Luu ¥ rang sy thanh cong cia chudi dwgce do bang loi nhuin cia chudi, khong
phai 13 do bing loi nhuén cia ting thanh vién trong chudi. Viéc tip trung vao gia ting loi
nhuén cta chudi s& thiic day cac thanh vién nd luc ting “cai banh” hon 1a nd lyc phan chia
cai banh.

Loi nhudn hay gia tri ciia chudi 1 phan chénh léch giira gia tri cua khach hang va chi phi
ctia chudi cung ung. Tat ca moi chudi | cung Ung déu chi c6 mot ngudn gia tri duy | nhat d6 1a
khach hang. Gia tri ma khach hang sin sang tra thi phu thudc vao nhiéu thanh t6 nhu chat
lugng, khdi lugng, phuong thirc van chuyén, thoi gian giao hang, su sin sang cia don
hang... Chi phi phat sinh thi khac nhau tiy thudc vao vi tri trén chudi va nhin chung phu
thudc vao phuong thirc dong san pham, dong thong tin va dong vén dich chuyén (Chopra &
Meindl, 2016).

1.4. Chudi gia tri va chudi cung irng

Moi ngudi sir dung nhitng tén goi khac nhau cho cac chudi hoat dong va chudi to chic.
Khi chiing ta nhin manh dén hoat dong san xuit, ching ta goi d6 1 cac quy trinh san xuét;
khi chiing ta nhan manh dén khia canh marketing, ching c6 tén goi 1a kénh phan phdi; khi
chiing ta nhin & goc do tao ra gid tri, ching ta goi chung 1a chudi gia tri, khi chung ta nhin
nhan vé cach thirc thoa man nhu ciu ctia khach hang, n6 1a chudi nhu cau. O day ching ta
tap trung vao su dich chuyén nguyén vat liéu va thuat ngir chung nhit 1a chudi cung tng.

Mot cau hoi thuong dat ra nhung chua ¢ cau tra 10i & rang- lién quan dén viéc phan
biét va lam rd sy khac nhau giita chudi gia tri va chudi cung ing. Micheal Porter- gido su tai
truong doanh thwong Harvard- nguoi dau tién phat biéu khai niém chudi gid tri vao thap
nién 1980. Thuat ngit chudi gia tri Xuat phat tir y tuong xem doanh nghiép la mot chudi céac
hoat dong hay qua trinh chuyén hoa dau vao thanh dau ra tao gia tri cho khach hang. Ong
bién luan rang chudi gié tri cia mot doanh nghiép bao gdm cac hoat dong chinh va cac hoat
dong bo tro tao nén loi thé canh tranh khi duoc cau hinh mdt cach thich hop. Tuy nhién khai
niém chudi gia tri cling da phat trién va trd thanh mot cong cu dé phan tich canh tranh va
chién lugc. Trong chudi gi4 tri, Porter phan biét mot cach rd rang cac hoat dong chinh va
hoat dong bo trg dua trén su dong gbp vao viée tao ra gia tri cho td chure. Cac hoat dong
chinh 1a nhimg hoat dong hudéng dén viéc chuyén doi vé mat vat Iy va quan ly san phém
hoan thanh dé cung cip cho khach hang. Nhu duoc minh hoa 6 hinh 1-5 thi cung cap ndi bo
va cung cap ra ben ngoai 1a cac thanh t4 quan trong va then chét cua chudi gia tri, day chinh
1a yéu t6 tao ra “gia tri” cho khach hang cta doanh nghiép va mang lai loi ich tai chinh cho
cong ty. Viéc tich hgp mot cach sau rong cac chirc nang san xuat, ban hang, marketing voi
hau can ciing 1 mot tiéu thirc quan trong ctia chudi gia tri. Cac hoat dong bd trg cho phép
hodc hd tro cac hoat dong chinh. Chung c¢6 thé huong dén viéc hd tro mot hoat dong chinh
cling nhu hd trg cac tién trinh chinh.

Porter phan bi¢t va nhom gdp thanh nam hoat dong chinh:
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- Logistics dau vao (inbound logistics). Nhitng hoat dong nay lién quan dén viéc nhan,
luu trir va dich chuyen nguyén vat liéu vao san pham, ching han nhu quan trj nguyén vat
liéu, kho bai, kiém so4t ton kho, 1én lich trinh xe cd va tra lai san pham cho nha cung cap.

- San xuat. Cac hoat dong twong ung véi viée chuyén doi dau vao thanh san pham hoan
thanh, chang han nhu gia cong co khi, dong goi, lap rap, bao tri thiét bi, ki€m tra, in an va
quan 1y co s¢ vat chat.

- Logistics dau ra (outbound logistics). Day la nhiing hoat dong két ‘hop voi viée thu
thap, luu trit va phan ph01 hang héa vat chit san pham dén ngudi mua, ching han nhu quan
1y kho bdi cho san pham hoan thanh, quan tri nguyén vt liéu, quan 1y phuong tién van tai,
xtr Iy don hang va 1én lich trinh-ké hoach cho viéc phan phdi.

- Marketing va ban hang. Nhiing hoat dong nay lién quan dén viéc quang céo, khuyén
mai, Iya chon kénh phan phéi, quan tri mbi quan h¢ gitta cac thanh vién trong kénh va dinh
gia.

- Dich vu khach hang. Céac hoat dong lién quan dén viéc cung cap cac dich vu nhim gia
tang hodc duy tri gia tri ciia san pham, chang han nhu cai dit, stra chita va bao tri, ddo tao,
cung cép thiét bi thay thé va diéu chinh san pham.

(
Co sé ha ting ciia doanh nghiép
Cac hoat
. > . A A
dong ) Quan tri nguon nhan lue
bo tre Phat trién cong nghé
Thu mua
Cung | Sin xuit | Cungcip | Marketing! Dich vu
A As A b r r
cap noi | i rabén | vaban | Kkhach
bo ! ' ngoai ! hang ! hang
1 1 | | __./
——

Cac hoat dong chinh

Hinh 1.5. Chuéi gid tri chung
Cac hoat dong bd tro duoc nhom thanh bdn loai:

- Thu mua. Thu mua lién quan dén chuc nang mua nguyén vat li¢u dau vao duoc sir
dung trong chudi gi tri ciia cong ty. Viéc ndy bao gdm nguyén vat lidu, nha cung cap va cac
thiét bi khac cling nhu tai san chéng han nhu may moc, thiét bi thi nghiém, cac dung cu van
phong va nha xuéng. Nhitng vi du niy minh hoa ring cac ddu vao dugc mua c6 thé lién hé
v6i cac hoat dong chinh ciing nhu cac hoat dong bo trg. Day chinh 13 1y do khién Porter
phan loai thu mua nhu mét hoat dong bd trg chr khong phai 1a hoat dong chinh.

- Phat trién cong nghé. “Cong ngh¢” co y nghia rat rong trong bdi canh nay, vi theo
quan diém ciia Porter thi moi hoat dong déu gin lién voi cong nghg, co thé 1a bi quyet cac
quy trinh thu tuc hodc cong ngh¢ duoc st dung trong tién trinh hodc thiét ké san pham Da
phan céac hoat dong gia tri st dung mot cong nghé két hop mot sd lugng 16n cac tiéu cong
ngh¢ khac nhau lién quan dén cac linh vuc khoa hoc khac nhau.
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- Quin trj ngudn nhian lye. Pay chinh 1a nhiing hoat dong lién quan dén viéc chiéu
mo, tuyén dung, dao tao, phat trién va quan tri thu lao cho toan thé nhan vién trong to churc,
¢6 hiéu lyc cho ca cac hoat dong chinh va hoat dong b tro.

- Co s6 ha ting cong ty. Cong ty nhin nhin & goc do tong quat chinh la khach hang cua
nhirng hoat dong nay. Chung khong chi hd tro cho mot hodc nhiéu cac hoat dong chinh ma
thay vao do ching hd tro cho ca td chirc. Cac vi du cua nhitng hoat dong nay chinh 13 viéc
quan tri, 1ap ké hoach, tai chinh, ké toan, tuan thi quy dinh cua luat phap, quan tri chat
lwong va quan tri co s& vat chét. Trong cac doanh nghi€p 16n, thuong bao gom nhiéu don vi
hoat dong, chung ta c6 thé nhan thay ring cac hoat dong nay duoc phan chia giira tru s&
chinh va cac cong ty hoat dong. Co so ha ting chinh 13 dé tai dugc ban cai nhiéu nhat vé Iy
do tai sao no thay doi qua thuong xuyén dén vay.

Nhu da thao luan, quan tri chu01 cung mg trd nén thinh hanh trong sut thap nién 1990
va tiép tuc 1a tim diém giup céc t6 chirc nang cao kha nang canh tranh trong thi truong toan
cau. Quan tri chudi cung tng dugc xem nhu duong éng hodc diy din dién nham quan tri
mot cach hitu hi¢u va hiéu qua dong san pham/nguyen liéu, dich vy, thong tin va tai chinh
tir nha cung cap cta nha cung cip xuyén qua cac t6 chirc/ cong ty trung gian nham den voi
khach hang cta khach hang hoic mot hé thong mang ludi hau cin gitra nha cung cip dau
tién dén khach hang cudi ciing. Chung ta c6 thé xem chi tiét hon & hinh 1-6.

PN Khach
Noudn Luu trit/van San xuit u*: tru,fva. Phan phd? hdnb
E chuyén dén B uyen ra ngoaj | 5, dung

Hinh 1.6. Cdac hoat déng ciia chudi cung iing

Nha cung ca
nha budn
—

Nhu vay chiing ta ¢ thé thdy dugce phan nao mdi lién hé gitra chudi cung tng va chudi
gia tri & hai hinh trén. Ké tiép chiang t6i giéi thiéu mot phién ban diéu chinh vé mé hinh
chudi gia tri cta Porter. M6 hinh hiéu chinh ciing xac dinh mot vai chudi cung tmg quan
trong- cac khai niém lién quan va vi tri ctia chung trong bbi canh riéng (hinh 1-7).

Céch thirc nham xem xét sy khéc biét gitra chudi gia tri va chudi cung Gmg 1a khai niém
hoa chudi cung tng nhu 14 tdp hop con cua chudi gia tri. Tat ca nhan vién bén trong mot t6
chtrc 1a mot phan cia chudi gia tri. Piéu nay lai khong ding d6i véi chudi cung tng. Cac
hoat dong chinh dai dién cho bo phan hoat dong ctia chudi gia tri, diy chinh 13 nhiing diéu
am chi dén chudi cung tng. O cip d6 to chirc, chudi gia tri 1a rong hon chudi cung tng vi
bao gé)m tat ca cac hoat dong duoi hinh thuce cua cac hoat dong chinh va hoat dong bo tro.
Hon nira, khai niém chudi gia tri ban dau tap trung chi yéu vao cac hoat déng ndi by, trong
khi chudi cung g, theo dinh nghia, tap trung vao ca ndi bd va bén ngoai. Dé phan anh y
kién hién tai, ching ta phai mo rong mo hinh chu01 gia tri ban dau tap trung chu yéu vao
cac thanh phan noi bo, bao gom ca nha cung cap va khach hang nam & vi tri ngugc dong va
xudi dong ciia chudi so véi to chic trong tim. Cac cip do ciia nha cung cap va khach hang
hinh thanh co s6 cua chudi gia tri mé rong hodc khai niém doanh nghiép mé rong, véi tuyén
bd riang su thanh coéng chinh 1a chitc ning quan 1y mot cach hiéu qua nhom cac doanh
nghiép lién két voi nhau qua khach hang va nha cung cap o cip d6 dau tién (nghia rang
doanh nghiép chi xem xét nha cung cap va khach hang ctia minh ma théi). Thuc ra, cac
doanh nghiép tién bo thau hiéu rang quan ly chi phi, chat luong va phan phdi yéu cau phai
quan tim dén nha cung cip & cip d6 kha xa so véi doanh nghiép (nha cung cip cap hai,

ba...).



33} Nguyén liéu/Dich v ——» «—Thong tin/tai chinhvkién thic — {Cz

33} Nhi | Cungelp | Sinxut | Cungclp | Marketing | Dich vy ach {Cz
cung cap dgn rangodi || & ban hang | khach hang |han

) A ¢

t A
A A

Quan tri chuoi cung rng

Hinh 1.7. Chudi gia tri mo rong
1.5. Quan tri chudi cung ing

Co6 rat nhiéu dinh nghia vé quan tri chudi cung ing. Chung ta c6 thé xem cac dinh nghia
ve€ quan tri chuoi cung tmg ¢ phan sau:

Theo Vién quan tri cung ing mé ta quan tri chudi cung Ung 1a viec thzet ké va quan 1y
cdc tién trinh xuyen suot, tao gid tri cho cdac 16 chire nham déap g nhu cau thiee sw cia
khach hang cuoi cung. Sw phat trién va tich hop nguon lwc con nguoi va cong nghé la nhén
16 then chét cho viéc tich hop chudi cung vng thanh céng.

Theo Hoi dong chudi cung tng thi quan tri chu01 cung Ung la viéc quan Iy cung va cau
xdc dinh nguon nguyen vat lieu va chi tiét, san xudt va lap rdp, kiém tra kho hang va ton
kho, tiép nhdn don hang va quan 1y don hang, phdn phoi qua cdc kénh va phdn phéi dén
khdch hang cuéi cing.

Theo hoi déng quan tri hau can, mot td chirc phi loi nhuén, thi quan tri chudi cung Gng
1a “...su phoi hop chién lupc va hé thong cdc chire ning kinh doanh truyén théng va cdc
sdch lwpc xuyén suot cdc chirc ndng nay trong mot cong ty cu thé va giita cdc doanh nghiép
trong chudi cung teng véi muc dich cdi thién thanh tich dai han cia cdc c¢éng ty don 1é va
ctia cd chudi cung irng”.

Theo TS. Hau Lee va dong tac gia Corey Billington trong bai bao nghién ctru thi qudn
tri chudi cung ing nhw la viéc tich hop cac hoat dong xdy ra ¢ cac co so cua mang luoi
nhdm tao ra nguyén vat lieu, dich chuyén ching vao san pham trung gian va sau dé dén sdn
pham hoan thanh cudi cung, va phdn phéi san pham dén khdach hang thong qua hé thong
phdn phoi.
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Trong cudn sach nay, ching to1 gidi thiéu va giai thich tai sao cac khai niém, cac cong
cu va hé thong hd trg ra quyet dinh lai quan trong cho viéc quan tri hiéu qua chudi cung
mg. Nhung quan tri chudi cung tng thuc chit 14 gi? Trong cudn sach ndy, chung t6i dinh
nghia quan tri chu01 cung ung la tap hop nhirng phuwong thirc dé tich hop va su dung hiéu
qud nha cung cdp, nha san xudt, nha phan phéi, nha ban si/ban lé nham phdn phéi hang
héa dén ding dia diém, ding lic véi ding yéu cau vé chat luong, so lwong, voi muc tiéu
gidm thiéu chi phi trén toan chudi trong khi toi da sy théa man nhu cdu khach hang.

1.6. Nhirng van dé chinh trong quan tri chudi cung ng
1.6.1. Thiét ké chubi cung iing

Cung ung ngudn luc 13 viée lya chon ai s& tac nghiép tai cac bo phan trén chudi nhu ai
san xuét, ton kho, van chuyén hay ai quan tri thong tin. Tai mirc chién lugc, nhimg quyét
dinh nay xac dinh chirc ning nao cia to chirc thyc hién cac nhiém vu trén chudi va nhiém
vu nao duogc st dung ngoai luc. Quyet dinh vé cung ung nguon luc anh huong téi ca hiéu
qua va kha ning dap g cua chudi. Sau khi Motorola sir dung ngoai luc tai nhitng nha san
xuat Trung Qudc, ho thay hiéu qua dugc cai thién nhung kha niang dap Gmg giam do khoang
cach xa. Dé cai thién kha nang dap tng cia chudi, Motorola da lya chon cac phuong tién
may bay dé van chuyén mot s6 linh kién, didu nay lai lam ting chi phi van chuyén.
Flextronics, mot nha san xuét gia cong hang dién tur, cong ty mong mudn thue hién dugc ca
hi¢u qua chi phi va kha nang dap ung. Cong ty co gang dat cac co so ha tang tai My dé co
thé tang kha niang dap ung nhanh va giit mot sb co s0 ha tang tai cac nudc c6 chi phi thap dé
hiéu qua. Flextronics hi vong né tré thanh mot ngudn luc hidu qua cho moi khach hang véi
viéc sir dung céc co s& ha tang nay.

1.6.2. Hoach dinh vi tri

Co sé ha téng la nhiing vi tri vat chét trén chudi, noi san phém duge san xuét hodc ton
kho. C6 hai loai co s& ha tang chinh 1a co s san xuat va nha kho. Nhiing quyét dinh lién
quan tdi vai trd, vi tri, nang luc va su linh hoat cia co s¢ ha téng c6 mot anh huong co y
nghia téi hiéu qua cua chudi cung ing. Chang han nhu mot nha san xuét linh kién xe hoi véi
muc tiéu 13 giam thoi gian dap Gng s& c6 nhiéu kho bii ndm gan vi tri ctia khach hang.
Nguoc lai, néu mot to chirc quan tdm t6i hiéu qua chi phi s& sir dung it nha kho mic.

1.6.3. Qudn tri mua hang

Dong nguyén vat liéu di vao to chirc thuong dugc bat dau khi bd phén phu trach thu
mua goi mot don mua hang dén cho nha cung cip. Piéu nay nghia rang bo phan phu trach
thu mua s& tim nha cung cép thich hop, thuong lugng vé cac ndi dung va diéu kién mua
hang cling nhu thanh toan, t6 chirc viéc phan phdi, sip xép bao hlem va thanh todn va thuc
hién tit ca cac hoat dong can thiét nhim mua nguyén vat liéu cho to chirc.

1.6.4. Quan tri ton kho

Quan tri nguyén vat liéu dich chuyén xuyén sudt hoat dong san xuat cia to chirc. Muc
dich ctia cong tic nay 1a tao ra dong dich chuyén phu hop va hiéu qua voi thoi gian di
chuyén ngén, su dung thiét bj thich hop, it ton that va st dung cac thiét bi chuyén dung khi
can thiét. Cong tac nay bao gdm ca viéc thiét 1ap chinh sach cho t6n kho. Quan tri ton kho
lién quan dén viéc xem xét nguyén vat liéu nao s& ton kho, khoan dau tu cho ton kho, dich
vu khach hang cting nhu cho ca san pham hoan thanh. Hon nita, doanh nghiép cling phai
can nhic dén hoat dong quan ly nha kho, luu trir san pham trén co so can nhac cac yéu to
cua san pham va nhitng diéu kién dé dam bao cho san pham va nguyén liéu & trang thai tot
nhat.
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1.6.5. Van tdi va phén phéi hang héa

Hoat dong nay lién quan dén viéc dich chuyén nguyén vét liéu tir nha cung cip dén to
chirc hodc san pham hoan thanh tir doanh nghiép dén voi khach hang. Piéu niay bao gom
viéc lya chon phuong tién va loai hinh vén tai (duong bd, duong khong, tau hoa...), lya
chon doanh nghiép van tai tot nhat, thiét ké quy trinh van chuyén va dam bao rang viéc van
chuyén an toan, ding luc va tuan thu cac quy dinh cua luat phap véi gid ca hop 1.
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CHUONG 2: TONG QUAN QUAN TRI CHUOI CUNG UNG
SAN PHAM VE XO SO KIEN THIET TRUYEN THONG
TAI CONG TY TNHH MTYV XO SO KIEN THIET QUANG
NAM

2.1. Tong quan vé Cong ty TNHH MTYV X6 s6 Kién thiét Quang Nam
2.2. Thye trang chudi cung ng sin phim vé XSTT ciia Cong ty TNHH MTV Xo s
Kién thiet Quing Nam

2.2.1. Quy trinh kinh doanh sin phim vé XSTT ciia Cong ty TNHH MTV Xé so Kién
thiét Qudang Nam

Lip ké hoach

Nhap kho vé

kinh doanh

va cli vé

Phat hanh va
phan phéi vé

Thu hbi va kiém

démvé é

Luu trir va thanh

Quyét todn vé é

hiay

Tiép nhan vé trang
thudng, kiém tra va
tra thudng

Quay s& m& thudng
va thong tin két qua

md thudng

Héi dbng glam sat
X6 s6

Hinh 2.2. Quy trinh kinh doanh san pham vé XSTT ciia Céng ty (Nguon: Phong Té chikc -
Hanh chinh)
2.2.2. Chuéi cung teng sin pham vé XSTT ciia Cong ty TNHH MTV X6 sé Kién thiét
Qudng Nam
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Nha san xuat in vé Try sé cong ty va VPDD tai Hué Paily Khach hang
Vé 15i 1.194.374 vé é vaBba Nang véé Vé trang thudng
(néu cé) 20.752 vé triing 20.752 vé tring
@
@
2
=
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\
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Hinh 2.3. Chudi cung tng san pham vé XSTT ciia Cong ty
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Khu vire 2020 2021 2022 2023 2024
i y 1¢ tiéu th| Doanh thu [y 1€ tiéu th] Doanh thu [y 1¢ tiéu th| Doanh thu [y 1¢ tiéu th) Doanh thu [y 1€ tiéu th| Doanh thu
Da Ning 16,80% | 1.159.200.000 [ 15,50% [1.069.500.000| 16,50% |1.138.500.000| 23,00% |1.587.000.000f 30,64% |2.114.160.000
Hué 16,40% | 964.320.000 | 15,00% [ 882.000.000 | 16,00% | 940.800.000 | 22,00% |1.293.600.000 29,08% 1.709.904.000
Ninh Thuén 15,80% | 692.040.000 | 14,40% | 630.720.000 | 1550% | 678.900.000 | 19,50% | 854.100.000 [ 24,01% |1.051.638.000
bién Ban 14,50% | 535.050.000 [ 13,00% | 479.700.000 | 14,00% | 516.600.000 | 16,40% [ 605.160.000 | 19,03% | 702.207.000
biak Lak 1250% | 352.500.000 [ 11,00% | 310.200.000 | 12,00% | 338.400.000 | 13,90% [ 391.980.000 | 16,03% | 452.046.000
TamKy - Q.Ngdi | 13,50% | 230.850.000 | 12,00% | 205.200.000 | 13,00% | 222.300.000 | 1520% | 259.920.000 | 17,65% | 301.815.000
Gia Lai 10,50% | 226.800.000 [ 9,00% | 194.400.000 | 10,00% | 216.000.000 | 11,90% [ 257.040.000 | 14,06% | 303.696.000
Khanh Hoa 10,70% | 150.870.000 [ 9,20% | 129.720.000 | 10,20% | 143.820.000 | 12,10% [ 170.610.000 | 14,24% | 200.784.000
B.binh - P.Yén 9,50% 99.750.000 8,00% 84.000.000 | 9,00% 94.500.000 | 10,90% | 114.450.000 | 13,05% | 137.025.000

Bang 2.1: Ty I¢é tiéu thu theo thi truong 2020 - 2024
2.3. Phin tich, danh gia chudi cung ng san pham vé XSTT ciia Cong ty TNHH MTV
X0 so Kién thiét Quang Nam

2.3.1. Phan tich chuéi cung irng sin pham vé XSTT ciia Cong ty TNHH MTV Xé sé
Kién thiét Qudng Nam

2.3.5. Ddnh gid chudi cung ing sin phim vé XSTT ciia Cong ty TNHH MTV X6 s6
Kién thiét Qudng Nam

- Hoat dong kinh doanh XSKT di déng gop ngudn thu 16n cho ngan sach Nha nudc
hang nam tai dia phuong (ndm 2024 ndp ngan sach hon 102 ty dong).

- Ty I¢ tiéu thu vé kha thép voi trung binh chi dat 19,75%. Chi phi cho viéc in vé, van
chuyén xu6i va nguoc, nhan lyc kiém dém, luu kho, tiéu huy deu tro thanh chi phi lang phi
cua chuoi cung ung.

- Trong mdt nganh ma sy khac biét vé san pham gan nhu bang khong (cing gia vé, cliing
co cdu tra thudng, cing mirc chi hoa hong va cac ché do chinh sach cho dai 1y), lam triét
tiéu su canh tranh lanh manh cia kinh té thi truong. Pong thoi, thuong hiéu va long trung
thanh dia phuong trd thanh yéu t6 quyét dinh cua khach hang. Vé s6 Quang Nam khong
cung cip dugc mot 1y do du thuyét phuc dé khach hang tir bo san pham cua tinh nha dé
chuyén sang dung san phdm ctia minh.

- Mirc d9 tiéu thy va doanh thu ban vé tai thi truong Nam mién Trung va Tay Nguyén bi
hoat dong s6 dé chi phoi. Néu két qua x6 s clia cong ty nao ma hoat dong s6 dé chon (dai
chinh) thi muc d6 tiéu thy va doanh thu ban vé ctia cong ty d6 1a cao nhit. Do vay, ty 18 tiéu
thu vé ctia Cong ty tai thi truong Nam mién Trung va Tdy Nguyén & muc d6 thap (khoang
13 - 16%).

- Do dia ban kinh doanh rong, trai dai 14 tinh mién Trung - Tay Nguyén, nguoi lao dong
cua Cong ty phai thuong xuyén lam viéc cong tac xa nha thoi gian dai (tur 10 dén 20 nim),
thudng xuyén di chuyén trén céc cung duong. Diéu nay gay kho khin cho viéc sinh hoat,
hoc tap, hop 1y hoa gia dinh va tac dong dén tu twong, kho yén tim cong tac, toan taim toan
¥ v&1 cong vige cua cd nhan nguodi lao dong.

2.3.5.1. Cdc thanh phan van hanh chudi cung tmg

Hoach dinh vi tri

- Piém manh: Chudi cung g cua Cong ty dugc xay dung v6i kha nang kiém soat an
ninh va minh bach & muc d6 rit cao. Céc quy trinh dugc chuin hoa, dic biét 1a khau thu hoi
va xu ly vé & v6i su giam sat chat ché cua HDGS, da tao ra mgt hé théng gém nhu khong thé
gian lan. Mang lu6i cac VPDD, diém thu ho va dai 1y da thanh cong trong viéc bao phu mdt
dia ban rong 16n gdbm 14 tinh, dap Gmg yéu cau cta co ché thi trudng chung.
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- Piém yéu: Viéc 1y kiém soat lam trung tdm da tao ra mot chudi cung tng cong kénh,
hiéu qua chua dat nhu mong mudn, chi phi cao, phan bd ngudn luc khong twong xtng véi
hiéu qua thi truong. Cong ty dang duy tri cac VPDD vai chi phi ¢ dinh cao tai cac thi
truong co6 ty 1€ tieu thu thap (13 - 14%), dan dén mot mo hinh bu chéo khong bén ving, noi
cac thi truong manh phai gong ganh cho cac thi truong chua dat hi€u qua mong muodn, kim
ham lgi nhuan chung.

Quan tr1 mua hang

- Piém manh: Quy trinh mua hang tuin thu tuyét ddi cac quy dinh phap 1y, dam bao
tinh minh bach thong qua dau thau hang nim.

- Piém yéu: Hoat dong mua hang van hanh theo m6 hinh "day mot cach bi dong va
cting nhic. Viéc san xuat mot luong cung c6 dinh da tao ra ty 1& vé é 80,25%, gay lang phi
tai chinh ngay tir khau dau vao. Thém vao do, sy phu thugc vao mot nha cung cap duy nhat
tao ra rui ro vé gian doan ngudn cung va 1am giam dong luc d6i mai, canh tranh vé gia.

Quan tri ton kho

- Piém manh: Quy trinh kiém soat an ninh d6i véi vé é va vé tring thuong da tra
thuong rat chat ché, giam thiéu to1 da rui ro gian 1an va that thoat.

- Piém yéu: Hé thong ton kho khong tao ra gia tri ma chi phat sinh chi phi. Quy trinh
kiém dém 2 budc hoan toan thu cong la mot su lang phi ve nhan luc va thoi gian. Chinh
sach luu kho vé € trong 6 thang tao ra mot khoi luong ton kho khong 16 (gan 58 triéu vé),
chiém dung khong gian, chi phi va lam gia tdng cac rui ro van hanh.

Van tai va phan phdi hang hoa

- Piém manh: Mang ludi c6 kha ning phan phdi san pham dén 14 tinh thanh, dam bao
do phu thi truong theo yéu cau.

- Piém yéu: He thong phai ganh chiu hai dong van tai xu6i va nguoc, voi 80,25% san
luong phai vén chuyén ngugc vé try sé, 1am ting vot chi phi van chuyén. Chi phi co dinh dé
van hanh ha tang (VPDD, xe ¢0) la qua 16n so véi hiéu qua kinh doanh & nhiéu khu vuec.
Chjén luoc ,phén b6 vé cho céc thi truong van cc‘)p cam tinh, thi€u nén tdng ditr li€u viing
chac, dan dén su khong tuong xurng gitta cung va cau ¢ tung dia phuong.

2.3.5.2. Cong tac quan tri chudi cung ung

- Piém manh: H¢ théng quan tri dugc thiét ké dé uu tién tuyét ddi cho an toan, minh
bach va tudn thu quy dinh. Sy giam sat cia HDGS va co ché ddi chiéu chéo giita cac phong
ban gan nhu loai bé hoan toan rii ro gian 1an, von 1a yéu t6 séng con trong nganh kinh
doanh dac thu nay.

- Piém yéu: Su kiém soat chit ché nay hoan toan dwa vao quy trinh thu cong va sirc
ngudi, thiéu vang sy hd tro ciia cong nghe. Diéu nay dan dén chi phi véan hanh cuc ky cao
(chi phi nhan cong chlem t6i 61% tong chi phi quan 1y doanh nghiép), toc do xtr Iy cham, va
tao ra do tré thong tin c¢d hitu (dit liéu ban hang chinh xac c6 sau it nhit 2 ngdy). Su cham
tré nay 1am anh huong dén kha nang ra quyét dinh linh hoat ctia ban lanh dao.
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2.3.5.3. Chi phi chudi cung iimg

- Piém manh: Mic du hoat dong trong mét cdu trac chi phi cao, Cong ty van duy tri
duoc loi nhudn va hoan thanh xuat sac nhiém vu dong goép cho ngan sadch nha nudce, cho
thay kha ndng quan ly tai chinh hiéu qua trong mot moi truong van hanh day thach thic.

- Piém yeu Tong chi phi lang phi truc tlep va gian tiép tir ty 18 vé & cao ude tinh 1én
dén 26,38 ty dong moi ndm, cao gap 2,89 lan loi nhuén trude thué cua ca nim 2024. Cac
khoan chi phi in an cua lugng ve €, van chuyén hai chiéu, nhan cong xu 1y vé é dang bao
mon hiéu qua tai chinh va kim him tiém ning ting trudng cia Cong ty.

2.3.5.4. Kha nang tiéu thu

- Piém manh: Cong ty da xdy dung duoc cac thi truong try cot cyc ky hiéu qua (ba
Néng, Hué) va cac thi truong tiém ning c6 md hinh hoat dong tinh gon (Ninh Thuan),
chtng t6 san pham c6 strc hap dan va c6 thé thanh cong khi duoc dat ding thi truong va co
chién lugc phan phbi phu hop.

- Piém yéu: Su phan hoa hiéu suit gitra cac thi trudng qua sdu sic. Cong ty dang that
thé tai cac thi truong Binh Pinh, Phu Yén, Khanh Hoa va céc thi truong ¢ dic thu kinh té -
xa hdi khong phu hgp nhu Tay Nguyén. Viéc duy tri sy hién dién tai cac thi trudng nay
khong mang lai hiéu qua kinh t& ma chi lam gia ting ganh ning cho céc thi truong manh.

2.4. Két luan

Chudi cung g cua Cong ty khong van hanh dya trén sirc mua cua thi truong ma bi chi
phéi bdi cac quy dinh tir B6 Tai chinh va Hoi dong X6 so lién két mién Trung, hinh thanh
mot md hinh "day" luong san pham vé XSTT cd dinh vao kénh phan phdi mot cach cung
nhic. Trong tdm cta moi quy trinh khong phai 13 tdi uu hoa chi phi hay téc do, ma 1a dam
bao an ninh va minh bach tuyét dbi qua cac quy trinh kiém soat thu cong nhiéu tang nhu
kiém dém vé é 2 budc va su giam sat chat ché cuia HDGS.

Vén d& 16n nhit ciia Cong ty 1a ty 18 vé é 1én dén 80,25%. Chi phi tryc tiép dé in 4n, van
chuyén hai chiéu, nhan cong kiém dém, luu kho va tiéu hity hon 80% luong vé é uée tinh
1én dén 21,24 ty ddng mdi nam. Con sd nay cao hon gip 2,3 lan tong loi nhuan trudc thué
cua Cong ty trong nam 2024 (9,1 ty ddng), cho thiy su lang phi dé tro thanh mot mdi de
doa. Nguyén nhan goc ré ctia tinh trang ndy 12 mo6 hinh "day" cimg nhic, khong duya trén dir
liéu nhu cau thyc té.

Cong ty di xay dung dugc mot mang ludi phan phdi trai rong khip 14 tinh thanh mién
Trung - Tay Nguyén véi 1 tru so, 1 chi nhanh, 7 VPDPD va hang tram dai 1y. Tuy nhién lai
¢ su chénh 1éch hiéu suit ddng bao dong gitta cac thi trudng. Loi nhuén tao ra tir cac thi
truong trong diém nhu Pa Nang, Hué dang phai gong ganh cho chi phi van hanh ctia cac thi
truong hiéu qua chua dwogc nhu mong mudn & TAy Nguyén va Nam Trung Bo. Viée duy tri
cac VPDD va mang luéi dai 1y dan trai tai nhitng khu vuc c6 ty I¢ ti€u thu chi 13 - 14% la
mdt sy dau tu ngudn lyc khong higu qua, gay lang phi 16n vé chi phi van chuyén va quan 1y.

Hau hét cac cong doan tu dao tron ¢, kiém dém, phuc tra dén dbi soat cong ng, déu dua
Vvao stc nguoi va giay to. Diéu nay khong chi gdy ra chi phi nhén cong khong 16 (chiém
61% tong chi phi quan 1y doanh nghiép) ma con lam cham toc do xt 1y, tiém an rdi ro sai
sOt va tao ra mot hé théng kém linh hoat, kho mo rong. Do thiéu vang mot hé thong ‘thong
tin quan ly tich hop, dir liéu ban hang thuc té chi co dugc sau khi ky kinh doanh da két thuc
va qua trinh kiém dém tha cong hoan tat. Do tré thong tin nay khién ban linh dao khong thé
c6 cai nhin theo thoi gian thuc vé hoat dong kinh doanh, din dén viéc khong thé du bao nhu
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cau chinh xac, khong thé diéu phdi luong vé linh hoat va khong thé danh gia hiéu suét cia
hé thong phan phoi mét cach kip thoi.

Do d6, hién tai Cong ty nén wu tién tai cdu tric va tdi vu hoa hé théng phan phdi bang
cach xdy dyng hé thdng quan 1y hiéu suat dai Iy dua trén KPI (ty 18 tiéu thy, doanh sd) dé
danh gid hi¢u qua cua tung thi truong va tirng dai Iy mdt cach khach quan. Dya trén dit liéu
KPL Cong ty c6 thé xem xét tai cdu trac mang ludi phan phdi. Tap trung dau tu va hd tro
cac thi truong trong diém nhu Da Nang va Hué, hoc hoi md hinh tinh gon tu thi trrong hi¢u
qua cao nhu Ninh Thuan. Déng thoi phai c6 phwong an giai quyét cho cac thi truong kém
hiéu qua béng cach xem xét thu hep mang ludi, hodc chuyén ddi mé hinh tir ty van hanh
sang thué ngoai dich vy logistics (3PL) cho cac tuyén duong xa va kém hiéu qua nhat.
Ngoai ra, Cong ty con co thé dau tu tng dung cong nghe dé ty dong hoa va tao nén tang dir
liéu. Nhu trién khai hé thong quan ly tai liéu dé sb hoa toan bo hoat dong ban hang, cung
cap dit liéu theo thoi gian thuc vé doanh sb, ton kho, cong no va hiéu suat cia nhan vién thi
truong tai timg diém ban. Nho d6 c6 thé cung cap dir liéu thoi gian thyc cho ban lanh dao dé
dua ra quyét dinh kip thoi.
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CHUONG 3: GIAI PHAP QUAN TRI CHUOI CUNG UNG
SAN PHAM VE XSTT TAI CONG TY TNHH MTV XO SO
KIEN THIET QUANG NAM

3.1. Sw cén thiét phai quén tri chudi cung &ng sian phiam vé XSTT tai Cong ty TNHH
MTYV X6 so Kién thiét Quang Nam

Viéc duy tri hoat dong kinh doanh 6n dinh va ¢6 loi nhudn trong bdi canh hién tai 1a mot
thanh tyu dang ghi nhan cua Cong ty. Tuy nhién, Cong ty Van t6n tai nhitng 16 hong trong
c4u triic va van hanh chudi cung mg. bay la nhung rao can c6 hitu, nhitng ganh nang dang
bao mon hiéu qua tai chinh, kim hidm tiém ning ting truéng va de doa sy phat trién bén
virng cua Cong ty trong dai han.

Viéc xay dung va trién khai mot dé an hoan thién quan tri chudi cung tmg vao thoi diém
nay khong chi 1a mdt lya chon dé cai tién, ma 1a mot yéu cau cap thiét. Su can thiét nay
dugc thé hién rd nét qua hai van dé tiém an ma Cong ty dang phai doi mat: vé lang phi tai
chinh, v€ nang luc quan tri dya trén dir liéu.

3.2. Cic giai phap dé xuit
3.2.1. Tdi céu tric mang lwoi phdn phé’i theo hiéu sudt (Data-Driven Network
Restructuring)
3.2.1.1. Muc tiéu

- Muc tiéu tai chinh:

+ Cit giam it nhat 5 ty dong chi phi van hanh ¢ dinh hang nim (bao gdm chi phi
thué mat bang, luong nhéan sy, va cac chi phi hanh chinh khac tai cac VPDD) trong vong 18
thang ke tir ngay trién khai ké hoach.

+ Tang lgi nhuan rong cua toan hé thong phan phéi (Loi nhuan gop tir ban vé - Tong
chi phi van hanh mang luéi) thém it nhat 30% vao cubi nam tai chinh 2027.

- Muc ti€u van hanh: Xay dung mdt mang lu6i phan ph01 tinh gon, linh hoat, vdi chi phi
van hanh cuia tung thi truong khong vugt qua 60% loi nhuan gdp ma thi truong dé mang lai.

3.2.1.2. Noi dung thuc hién

Buéc 1: Xay dung va ap dung B chi sé hiéu suét thi trwong (Market Performance
Indicators - MPIs) (01 thang)

Phong Ké hoach - Kinh doanh chu tri, phéi hop v6i Phong Ké toan xay dung mot bo
MPIs chuan dé danh gia toan dién hiéu qua ciia timg khu vuc thi trudng. Céc chi s6 nay phai
dugc tinh toan dinh ky hang quy.

Céc chi s0 chinh:

- MPI-1: Ty 18 tiéu thu (%): Chi s6 co ban nhat vé sirc mua.

- MPI-2: Loi nhuan gop trén mdi to ve phat hanh: (Doanh thu tir vé ban dugc - Hoa
hong dai 1y) / (Téng vé phat hanh). Chi s6 nay do ludng hiéu qua sinh 15i trén timg don vi
san pham dugc phan bo.

- MPI-3: Tong chi phi van hanh ¢ dinh cia VPPD/Chi nhanh (VND/niam): Bao gom
toan bo chi phi thué mat bang, luong va phu cap cho nhan sy, chi phi dién, nudc, internet,
va cac chi phi hanh chinh khac.
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- MPI-4: Loi nhuan/Ld rong cua thi trudng (VND/nam): (Tong L01 nhudn gop cd nam) -
(Tong chi phi van hanh VPDD ca nidm). Day 1a chi s quyét dinh sy "séng con" ctia mot thi
truong trong mang ludi.

Buwéc 2: Phan loai thi trueong va xay dung ké hoach hanh déng (01 thang)

Dua tr,én dir liéu MPIs ctia ndm 2025, chinh thirc phan loai 9 khu vuc thi truong thanh 3
nhom chién luogc:

- Nhém A - Thi truong trong diém: Bao gém ba Nacmg, Hué, Ninh Thuan. Pac diém:
MPI-1 > 24%, MPI-4 duong va cao. Pay la nhiing thi truong hoat dong hi¢u qua nhat cua
Cong ty.

- Nhém B - Thi truong 6n dinh: Bao gom Pién Ban. Pac diém: 18% < MPI-1 < 24%,
MPI-4 duong nhung ¢ muc vua phai. Pay 1a nhing thi truong hoat dong 6n dinh nhung
khong qua noi bat.

- Nhém C - Thi trudng bao dong: Bao gom Khanh Hoa, Binh Pinh - Phu Yén, Pak Lik,
Gia Lai, Tam Ky - Quang Ngai. Bac diém: MPI-1 < 18%, MPI-4 am hodc duong khong
dang ké. Day la nhirng thi truong dang gay thua 16 hodc khong tao ra gia tri.

Buéc 3: Thue thi ké hoach tai ciu tric theo tirng nhém (12 thang)
- D6i v6i nhém A:
+ Chién lugc: Téi da hoa khai théc.
+ Hanh dong:
« Duy tri va cung ¢6 cac VPPD hién co.

« Nghién ctru ting nhe luong vé phan bo (ting 5 - 10%, twong duong 35.000 -
70.000 vé cho Pa Nang) cho cac dai 1y c6 ty 18 tiéu thu trén 35% tai Pa Nang va trén
32% tai Hué.

* Tang cuong ngén sach marketing tai diém ban (POSM), t6 chirc cic chuong
trinh tri an dai 1y xuét sic.

- B6i v6i nhém B:
+ Chién lugc: Duy tri va tbi uu hoa.
+ Hanh dong:
* Gilr nguyén mo hinh Chi nhanh Dién Ban.

« Ra soat va xem xét chim dut hop d@)ng voi cac dai ly co ty 1€ tiéu thu lién tuc
dudi 16% tai cac xa thuan nong, xa trung tam nhu Di¢n Loi, Pi¢n Hong, Pi¢n Tho.

« Tap trung ngudn lyc hd tro (chinh sach coéng ng, vat pham marketing) cho cac
dai ly manh tai trung tdm Vinh Di¢n, khu vyc KCN Dién Nam - Di¢n Ngoc va cac
dai ly hoat dong tai HOi An.

- P6i voi nhom C:
+ Chién lugc: Chuyén d6i mo hinh.
+ Hanh dong:

» Gidi thé 3 VPPD kém hiéu qua nhat (Khanh Hoa, Binh Dinh - Phu Yén, Gia
Lai). Dya trén Bang chi phi co s&, tong chi phi ¢6 dinh hang nam cho 3 VPDD nay la
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khoang 3,27 ty ddng (3 nguoi/VPPD x 3 VPPD x Luong & phu cép trung binh
25tr/thang + Chi phi thué mit bang 15tr/thang + Chi phi khéac). Trong khi do, ty 1
ti€u thu tai cac thi truong nay chi tu 13 - 14%, lgi nhuan gop tao ra khong du bu dép
chi phi, gy 16 nang. Viéc giai thé s& gitp tiét kiém ngay lap tic khoan chi phi nay,
truc tiép cai thién lgi nhudn chung.

« Chuyén d6i sang mé hinh Pai 1y tong quan khu vuc: Tai 3 thi trudng trén, luya
chon 1 - 2 dai 1y 16n nhat, c6 ning luc tai chinh va mang luéi tot nhat (vi du: dai ly
Lé Thi Chuan & Binh Pinh, HKD Pham Nguyén Bao Thinh & Khanh Hoa, Nguyén
Thi Dién & Gia Lai) dé ky hop ddong méi. Theo d6, Cong ty chi giao vé, dai 1y tu chiu
trach nhiém phéan phdi va thu hoi vé é trong khu vuc ctia minh. Cong ty chi giir lai 1
nhan vién giam sat thi truong (khong can van phong), 1am viée tir xa va cong tac dinh
ky.

« Thu hep va tap trung tai Pak Lik: Giit lai VPPD nhung thu hep quy mé nhan
su tir 3 xudng con 1 - 2 ngudi. Chidm dit hop dong voi toan bo cac dai 1y ¢ huyén Ea
Stp va cac huyén xa x06i khac ¢ ty 1€ ti€u thu lién tuc dudi 15,5%. Tap trung toan
bo nguén luc vao cac dai ly tai TP. Buon Ma Thuét va TX. Buon Ho.

* Tach thi truong Tam Ky - Quang Ngai va rat lui khoi Quang Ngai: Quan ly Tam
Ky nhu mot thi truong san nha doc 1ap. Cham dut hoan toan hoat dong phan phdi tai
thi truong Quang Ngéi do khong thé canh tranh véi XSKT dia phuong va hiéu sut
clia tat ca dai Iy déu rat thap (quanh mirc 14,9%). Viéc nay giup tiét kiém chi phi van
hanh va cong tac phi cho diém thu ho tai day.

3.2.2. 86 héa chubi cung irng véi H¢ thong Qudn Iy Phéin phéi (DMS)
3.2.2.1. Muc tiéu

- Muyc tiéu dir ligu: S6 hoa 100% bao cao ban hang va thu hoi vé é tur cap dai ly. Giam
thoi gian tong hop dir liéu tiéu thy toan hé thong tir 48 gid sau gid quay s6 xudng con dudi 2
gio.

- Muc tiéu quan tri: Cung cép cho Ban Lanh dao va cac phong ban dashboard béo co
truc quan, theo thoi gian thuc vé hi€u suat cua tung dai 1y, tung thi truong, cé thé truy cap
moi lic, moi noi.

- Muyc tiéu hiéu qua: Giam 50% thoi gian 1am viéc cua nhan vién Phong Ké toan va
Phong KH - KD danh cho viéc nhap li€u, d61 chiéu cong ng thi cong.

3.2.2.2. Noi dung thuc hién

Thiét ké h¢ thong DMS cho nganh x6 s6 (03 thang)

- Nén tang: Hé théng dugc xay dung trén nén tang web va di dong, gdm 2 thanh phan
chinh:

+ Web Portal (cho Cong ty): Giao dién quan tri danh cho Phong KH-KD, Phong Ke

toan, Ban Léanh dao. Chtrc nang: quan ly thong tin dai 1y, phan b vé, theo ddi cong no, cau
hinh chinh sach hoa hdng, va xem hé thong béo cdo, dashboard.

+ Mobile App (cho dai ly): Ung dung don gian, giao dién tryc quan trén smartphone
(Android/iOS). Pai ly s& duoc cap tai khoan dé ding nhap va thyc hién cac tac vu chinh.

- Cac module chire ning cot 16i:
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+ Module Quan 1y dai 1y: Luu trit thong tin hop dong, han muc cong ng, lich sir hoat
dong, tai sdn dam bao.
+ Module Phan phdi vé (Dong xu61): Phong KH-KD nhép 16 v¢ phan b6 cho ting dai

ly. Hé théng tu dong giri thong bao day (push notification) dén app cua dai 1y. Pai 1y xac
nhan da nhan vé qua app.

+ Module B4o c4o ban hang va ton kho: - Hang ngay (vao 16h00), app s tu dong guri
thong bao nhic nho dai ly bao cao. Dai ly chi can mo app va nhdp 2 con so: "S6 lugng vé da
ban trong ngay" va "Tong sd vé ton kho hién tai". Hé thdng s& tu dong tinh todn va cip nhat
ty 1€ tiéu thu theo thoi gian thuc.

+ Module Thu h01 vé & (Dong nguoc): Trude gio quay s6 30 phut, dai 1y phai chét va
nhap sb luong vé é cudi cing vao app. Nhan vién tai diém thu hoi s& dung app cua minh dé
quét ma QR cua dai 1y va xac nhan sd luong thyc té, hoan tat quy trinh d6i soat budc 1 ngay
tai chd.

+ Module Cong ng va thanh toan: H¢ théng tu dong tinh toan cong ng phai thu dua
trén sO vé tiéu thu thuc t€ da duoc xac nhan, gidm thi€u sai sot va thoi gian doi chiéu thu
cong.

+ Module Bio céo va dashboard: Ty dong tong hop dir liéu va hién thi dudi dang

biéu dd truc quan: ban d6 nhiét ty 18 tidu thy theo khu vuc, biéu do xu hudng ban hang, top
10 dai 1y hiéu qua nhat/kém nhét trong tuan/thang/quy.
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KET LUAN

Su nghiép d6i méi va phat trién kinh té cua dit nuéc do Dang va Nha nuée khoi xudng
d3 va dang tao ra nhitng van hdi méi, ddng thoi ciing dat ra nhitng thach thtrc 16m cho céc
doanh nghiép nha nudc. Cung véi sy phat trién chung d6, Cong ty TNHH MTV X6 s6 Kién
thiét Quang Nam trong sudt hanh trinh hoat dong cua minh da dat dugc nhitng thanh tyu
dang ghi nhén, hoan thanh xuit sic nhiém vu chinh tri dugc giao, déng gdép mot ngudn thu
quan trong va 6n dinh cho ngan sach dia phuong dé dau tu xay dung cac cong trinh phic 1oi
xa hoi, dang vai tinh than "{ch nuéc - Loi nha".

Ciing nhu & bat ky mot doanh nghiép nao, trong bdi canh canh tranh ngay cang gay git,
hoat dong ctia chudi cung tng khong con 1a mot bo phan van hanh don thudn ma da tro
thanh mot loi thé canh tranh chién luge, mot yéu t6 then chdt quyét dinh dén hiéu qua tai
chinh va su phat trién bén viing. Viéc nam bat duogc thyc trang cua chudi cung Ung, tur cau
trac mang ludi, chi phi van hanh, dong chay thong tin cho dén hiéu qua cta ting mat xich,
s& gitp ban 1anh dao cua Cong ty dua ra duoc nhitng quyét dinh kinh doanh ding dan va t6i
uu. Do do, viéc xay dung mot dé 4n hoan thién hoat dong quan tri chudi cung ung dong vai
trd hét strc quan trong.

Tir két qua nghién ctru cua dé an “Quan tri chudi cung ung san pham ve XSTT tai Cong
ty TNHH MTV X6 s6 Kién thiét Quang Nam”, c6 thé riit ra mot s6 két luan cot 18i sau:

- D& an da hé théng hoa va 1am rd co so 1y luan ctia Quan tri chudi cung tmg (SCM)
hién dai, nhan manh vai tro trung tdm ctia dong thong tin trong vi¢c tich hop va tao ra mot
chuoi cung Ung linh hoat.

- Pé anda tién hanh phan tich thuc trang chudi cung Ung cua Cong ty. Qua do, dé chira
nhitng van dé mang tinh hé thong dang 13 rao can 16n nhat cho sy phat trién:

+ Su lang phi tai chinh bz}t ngudn tir ty 1€ ve é lén dén 80,25%, giy ra chi phi lang phi
truc ti€p udce tinh 26,38 ty dong/nam, cao gap 2,89 lan 191 nhuén trudce thué nam 2024.

+ Mot mang ludi phan phbi cong kénh, noi lgi nhudn tir cac thi truong trong diém
nhu Pa Ning, Hué dang phai gong ganh cho chi phi van hanh tai cac thi truong hoat
dong chua dat hiéu qua mong mudn nhu & Nam Trung B va Tay Nguyén.

+ Tinh trang cham tré dit liéu do cac quy trinh van hanh hoan toan thu cong, gay ra
do tré thong tin (it nhat 48 gid), anh hudng it nhi€u dén sy chi dao diéu hanh kip thoi
cua ban lanh dao.

- Dé 4n da dé xuit 2 loai giai phap nhdm giai quyét nhitng van dé cbt 16i da duoc chi ra:

+ Giai phap 1 - Tai ciu tric Mang ludi phan phéi theo hi¢u sur?it bay la giai phap
chién lugc, dé xuat mot ké hoach hanh dong quyet liét nhung can thiét: phan loai thi
truong dya trén dir liéu hiéu sudt, manh dan cat bo céc thi trudong va VPDD thua 16;
chuyén d6i mo hinh hoat dong sang Dai Iy tong quan dé giam chi phi cd dinh va tap

trung toan b nguodn luc vao céc thi trudng trong diém. Giai  phap nay khi duoc thyc thi
s& giip mang ludi tré nén tinh gon, hiéu qua va lanh manh vé tai chinh.

+ Giai phap 2 - S6 héa chudi cung ing voi He thong quan ly phan ph01 (DMS): bay
dugc xem nhu 13 hé than kinh cta chudi cung ing méi. Bang viéc trién khai mot hé
thong DMS v6i Web Portal cho Cong ty va Mobile App cho dai 1y, giai phap nay s€ giai
quyét tinh trang d6 tré dit liéu, cung cip thong tin ban hang, ton kho, cong ng theo thoi
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gian thyc. Gitp tu dong héa cac quy trinh tha cong ton kém, tao ra nén tang dir lidu tin
cay cho viéc ra quyét dinh quan tri hién dai.

Nho kién thire nén tang, sy huéng dan cia TS. Lé Thi Minh Hang cung véi sy giup do
tan tinh cua ban be va cac dong nghiép trong cong ty, t61 da hoan thanh dugc dé tai. Véi
nhirng han ché vé thoi gian va khuon khd cia mét dé an, cac phan tich va giai phap chéc
chin khong thé tranh khoi nhiing thleu sot. Tuy nhién, t6i hy vong rang nhitng két qua
nghién ciru va cac giai phap dé xuat trong dé 4n nay s& 1a mot tai lidu tham khao hiru ich,
cung cip mot goc nhin moi va mot 16 trinh hanh dong kha thi dé ban lanh dao Cong ty
TNHH MTV X6 s6 Kién thiét Quang Nam xem xét, qua d6 thuc hién cudc chuyén d6i can
thiét, dua chudi cung Ung tro thanh mot loi thé canh tranh sic bén, gop phan vao su thanh
cong va phat trién bén viing cua Cong ty trong giai doan mai. To1 rat mong nhan dugc sy
dong gop cua cac thay c6 gido va cac ban dé cd ging khic phuc cac han ché, nhitng van dé
con ton tai cua dé an nay.

Xin chan thanh cam on!



