BO GIAO DUC VA PAO TAO
TRUONG PAI HOC KINH TE TP. HO CHI MINH

KKk

VU THI THUY NGA

MOT SO GIAI PHAP NHAM NANG CAO HIEU QUA
CONG TAC QUAN TRI CHUOI CUNG UNG TAI
CONG TY LD DUGC PHAM SANOFI- AVENTIS VIET NAM

Chuyén
nghanh: QTKD Ma so: 60.34.05

LUAN VAN THAC SY KINH Tk

NGUOI HUGNG DAN KHOA HOC:
TS. TRAN THINGQC TRANG

TP. HO CHI MINH — Niim 2007



MUC LUC

Trang
PHAN MO PAU
PHAN NOI DUNG
CHUONG I: LY LUAN CHUNG VE QUAN TRI CHUOI CUNG UNG
1.1 Céac khdi niém 1
1.2 Lich st ra doi
1.2.1 SCM dugc phit tri€n tir nghiép vu mua hang 4
1.2.2 SCM dugc phat tri€n tir Logistics 4
1.2.3 SCM phit trién tir sy phat trién kinh t& 8
1.3 Vai trd - Chic ning — Nhiém vu — Bdn chat SCM
1.3.1 Vai trd clia SCM ddi véi doanh nghiép va nén kinh t& 9
1.3.1.1 Vai trd cia SCM ddi v4i nén kinh t&
1.3.1.2 Vai trd cia SCM d6i v6i doanh nghiép 11
1.3.2 Chtic ning — Nhiém vu cia SCM 13
1.4 T8 chiic chudi cung &ng trong doanh nghiép
1.4.1 C4c m6 hinh t8 chiic SCM trong doanh nghiép 17
1.4.2 Nhiém vu cia bé phan SCM 24
1.5 Mot s6 bién phap nhim t6i uu hod hoat ddong SCM trén thé gidi 27
1.5.1 Hoat dong theo quy trinh 28
1.5.2 Stt dung hé thong ki€ém sodt tap trung 28
1.5.3 Hoat dong hoan hédo 29

Két luan chuong 1 30



CHUONG II: HIEN TRANG CONG TAC QUAN TRI CHUOI CUNG UNG
TAI CONG TY LD DUGC PHAM SANOFI-AVENTIS VN

2.1 Gi6i thiéu vé hoat ddng clia cong ty Sanofi-Aventis Viét Nam

2.1.1 Qua trinh hinh thanh va phat trién cong ty 31
2.1.2 Cd ciu t6 chic
2.1.2.1 B6 mdy t6 chic 33
2.1.2.2 Trdch nhiém va quyén han céc phong ban 34
2.1.2.3 Tinh hinh nhin sy cla cOng ty 36
2.1.3 K&t qud hoat dong sdn xult kinh doanh clia cong ty 37

2.2 Thuc trang cong tic SCM cua cong ty

2.2.1 Sd @b t6 chitc bd phan chudi cung ¥ng 38
2.2.2 Hoat dong ctia chudi cung tng
2.2.2.1 Lap k€ hoach 40
2.2.2.2 Tim ngudn hang va mua hang 43
2.2.2.3 San xuit 45
2.2.2.4 Giao hang 45
2.2.2.5 Hang trd vé 46

2.3 banh gid hoat ddng SCM ctia cOng ty hi€én nay

2.3.1 V& t8 chic nhan su 47
2.3.2 V& hoat dong SCM 47
2.3.3 Vé hiéu qué hoat dong 48
2.3.3.1 Uu diém 48
2.3.3.2 Han ché& 50
Két luan chuong 2

CHUONG I1I: MOT SO GIAT PHAP NHAM NANG CAO HIEU QUA CONG
TAC SCM TAI CONG TY LD DUJC PHAM SANOFI-AVENTIS
VIET NAM

3.1 T8ng quan nganh dugc Viét Nam 55



3.2 Pinh huéng phit trién nganh dugc Viét Nam
3.2.1 Pinh huéng phit trién nganh dugc
3.2.2 Nhitng thay d6i v&é moi trudng kinh doanh hdiu WTO

3.3 Nhirng c¢o hdi va thach thitc cho cong ty Sanofi-Aventis hau WTO
3.3.1 Cd hoi

3.3.2 Thach thudc

3.4 Mot sO giai phdp nhim nang cao hiéu quin haot dong SCM
tai Sanofi-Aventis Viét Nam
3.4.1 T4i 3 chtic cd ciu
3.4.2 Xay dung cédc chi€n lugc tdng thé
3.4.3 Phan loai khdch hang trong khdi khdch hang 1a nha thudc

3.5 Ki€n nghi
3.5.1 Xay dung hé thong quan 1y « m§ »
3.5.2 Hién dai hod sdn xuat vd ning cao trinh do
do1 ngli nhan vién.

K&t luan chuong 3

PHAN KET LUAN

56
57

58

59
60

61

62

64

66

67

68

69

70



Hinh 1-1:
Hinh 1-2:
Hinh 1-3:
Hinh 1-4:
Hinh 1-5:
Hinh 1-6:
Hinh 1-7:
Hinh 2-1:
Hinh 2-2:
Hinh 2-3:
Hinh 3-1:
Hinh 3-2:

Bdng 2-1
Bdng 2-2

PHU LUC I
DANH SACH BANG BIEU

Minh hoa hoat dong chudi cung ing cung cdp cd basa Viét Nam sang Diic
Cdc quy trinh ciia chudi cung ving

T6 chitc chudi cung itng theo chitc nding

Chudi cung iing trong thoi ky qud do

Chudi cung iing hop nhdt mot phan

T6 chiic chudi cung 1ing hop nhdt

So dé hoat dong chudi cung itng trong doanh nghiép
B6 mdy t6 chiic cong ty Sanofi-Aventis

So déb t6 chitc chudi cung itng

Quy trinh dw bdo nhu cdu

Tién thuéc binh qudn dau nguoi 1993-2006

Pé nghi mé hinh t6 chitc tai Sanofi-Aventis

: Co cdu nhén sy tai cong ty nam 2006

: Tong két doanh thu qua cdc ndm.



PHU LUC 2:
TU VIET TAT

SCM: Qudn tri chudi cung iing

SC: Chudi cung iing

Sanofi-Aventis: Céng ty LD Dugc phdm Sanofi-Aventis Viét Nam
DP: Dugc phdm



Chuong I:
LY LUAN CHUNG VE QUAN TRI CHUOI CUNG UNG

1.1  Cac khai niém

V6i tu cdach 1a mdt ngudi tiéu diing, ching ta mudn moi hang hod, dich vu
minh can ludn cé sdn theo yéu cau. Hon thé&, hang hod d6 phai la loai hang c6 chat
lugng, nhiéu tién ich, gid cd phdi ching, dich vu chim séc khach hang tét...Cling
v6i su phat trién vé kinh t&€ va cdc k§ thuat marketing/ban hang, nhitng yéu ciu, doi
héi ctia khiach hang ngay cang da dang va khé khin hon. LAm thé nao d€ ddp tng
dudc nhitng yéu ciu trén v6i mic chi phi chdp nhan dugc?, diy thuc sy 13 mot ciu
héi 16n d6i v6i cac doanh nghiép trong mdi trudng canh tranh ngay nay. PE€ trd 15i
cAu hdi ndy, chi mot s6 c4 nhan hay mdt s& bd phan ndo d6 trong td chifc 12 khong
dd, ma né ddi hdi moi thanh vién, moi bd phan trong t& chic phdi nd luc tham gia
va hoan thanh t8t phian viéc clia minh huéng t6i muc tiéu duy nhat 13 phuc vu tot
cdc nhu ciu khich hang.

T nhitng ndm cudi thap ky 80, véi sy 1én ngdi cia ngudi tiéu dang va sy
phdt trién clia cdc cong cu Marketing hién dai, khdi niém quan tri chudi cung ting
(SCM) da ra ddi va phat trién manh mé. Chudi cung tng dudc hinh thanh tir tit ci
cdc thanh phan tham gia vao viéc ddp ng nhu cau khich hang, tryc ti€p hay gidn
ti€p, d6 1a nhitng ngudi cung cAp nguyén vat liéu/dich vu phuc vu sdn xuit; nha sdn
Xué't; nha phan phdi sdn phim; cic dich vu lién quan dé&n viéc tiéu thu sin phim va
ban than khdch hang. Trong mdi td chiic, chudi cung ¥ng bao gom tit ca cdc chiic
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niang li€n quan dén viéc ti€p nhan va dap &ng cdac nhu cau cia khach hang, ké ca



viéc phdt tri€n sin phdm mdi, cdng tic thi trudng, hoat ddng phan phdi, tii chinh va

dich vu khéch hang.

D€ c6 thé hinh dung hoat dong ctia chudi cung tng mdt cich cu thé hon,

chiing ta s& xem xét mot vi du trén thyc t€ vé hanh trinh dwa con c4 basa clia Viét

Nam xuat khiu sang thi trudng Pic qua hinh 1-1 sau:

Ngudi
nudi ca

Hinh 1-1: Minh hoa hoat dong chudi cung iing

Kho
N NM N lanh
ché tai
bién cing
HCM
Ngudi
nuoi cd
Ngudi cung Nha cung
— cAp c4 giong; cip bao bi,
Thitc dan nudi dong goi,
ca... van
chuyén...

cung cdp cd ba sa Viét Nam sang Dikc

A 4

Kho
lanh
tai
cang
bic

Kho
phan
phdi
si€u
thi

Siéu
thi

Ngudi
ti€u
dung

Pay 1a chudi hoat dong vira lién ké&t vira phu thudc 1an nhau, ciing thuc hién

muc tiéu phuc vu nhu ciu 4n c4 basa Viét Nam clia ngudi dan Pic. P& ban dugc cd

sang thi trudng Pic, trudc hét doanh nghiép phdi mua dudgc cd nguyén li€u tif nhitng

ngudi nudi cd; mua nguyén liéu vat tw déng géi, thué phuong tién van chuyén...




phuc vu viéc sdn xud't va van chuyén hang; ngudi nudi cd phdi mua cd gidng, thic
in, thudc men tir nhitng nha cung cip khdc..., cf nhu vay chudi cung tng dudgc tiép
ndi cho d&n ngudi tiéu dung cudi cung. Ciung v6i cdc hoat dong d6, ludng tién,

thong tin va hang héa dudc luin chuyén lién tuc trong tdan chudi.

Nhu vay, chudi cung tng 12 mot hé thong phdi hgp hoat dong, hdp tdc, chia
sé thong tin/ngudn luc giita cdc td chic, cd nhan lién quan d&n viéc cung ¢ng san
phdm/dich vu dén tay ngudi tiéu ding.

Céc bén lién quan trong mot chudi cung ¢ng thudng bao goém:

- Nha sdn xudt hang hoa/ dich vu
- Ngudi cung &ng nguyén vat li€u
- Nha phan phdi, bdn 1é va ngudi tiéu dung.

Lam thé ndo quin ly t6t chudi cung ng trong doanh nghiép 1 van dé duogc
rat nhiéu trudng dai hoc va cdc nha kinh t&€ quan tAim nghién citu, c¢6 rat nhiéu dinh
nghia vé€ qudn tri chudi cung ng dugc dua ra:

“Qudn tri chudi cung wing la viéc qudn ly cdc méi quan hé bén trén va bén
dudi, véi nha cung cdp va khdch hang nhdam cung cdp gid tri khdch hang cao nhat
Vvdi chi phi thdp nhdt tinh cho tong thé chudi cung 1ing”. (Martin Christopher, Quin
tri chudi cung &ng va hau can — Logistics and Supply Chain Management, 1992)

“La mdt hé théng cdc to chitc vira lién két vita doc ldp, cing lam viéc, hop tdc
dé kiém séat, qudn 1y va cdi thién luong dich chuyén nguyén liéu va luong théng tin
tix nhitng nha cung cdp cho dén khdch hang cudi cung”. (J.Aitken, Supply Chain

Management Integration within the context of a Supplier Association)



Mang wikipedia dua ra dinh nghia vé SCM nhu sau: “SCM la qud trinh ldp ké
hoach, thuc hién va kiém sodt cdc hoat ddng ciia chudi cung wng vdi muc tiéu théa
man cdc yéu cdu ciia khdch hang mot cdach nhiéu qud nhdt cé thé duoc.”

Trong “Strategic Logistics Management”, James R. Stock va Douglas M.
Lamber dinh nghia “Qudn tri chudi cung ting la sy hop nhdt cdc quy trinh hoat déng
kinh doanh chii yéu tir nguoi tiéu ding cudi cing cho dén nhitng nha cung vng dau
tién cung cdp cdc sdn phdm, dich vy, thong tin, qua dé gia tdng gid tri cho khdch
hang va cdc cé déng.”

Theo t6i, hi€éu mdt ciach don gidn quan tri chudi cung ¥ng 13 quan tri cic mdi
quan hé, luéng tién, hang ho4, thong tin bén trong va ngoai doanh nghiép, c6 lién
quan tryc ti€p hodc gidn ti€p dén viéc ddp tng cdc yéu cau clia khich hang véi
hiéu qud cao nhat va chi phi thip nhat.

1.2 Lich sid ra doi: C6 3 quan di€m vé sy ra ddi cia SCM

1.2.1 SCM dugc phit trién tif nghiép vu mua hang

Theo cudn “Qudn tri chudi cung ting va mua hang”, SCM dudc chia thanh 7
giai doan:

Giai doan 1: Nhitng nim dau tién (1850-1900)

Pay 1a giai doan rat phat trién clia cong nghiép dudng sit, va thuc t&€ hoat
dong trong cdc dy 4n xdy dung nhitng hé thong dudng sit 16n doi hdi phdi c6 su
phdi hop chiit ché gifta viéc cung ng vat tu vdi k& hoach sdn xuat, tir d6 nay sinh
nhitng kh4i niém dau tién vé nghiép vu mua hang. Péng g6ép 16n nhit trong giai
doan nay 1a nhitng nhan bi&t ban diu vé quy trinh mua hang va 1di ich cia né doi

vGi hoat ddng chung clia doanh nghiép.



Giai doan 2: Giai doan phét trién ctia khdi niém mua hang (1900-1939)

La giai doan hinh thanh nén mot s6 khdi niém, nguyén tic cd ban trong
nghi€p vu mua hang.

Giai doan 3: Nhitng nim chié€n tranh (1940-1946)

Do dodi hdi phdi mua dudc nhitng mit hang cin (nhung hi€m) trong cudc
chi€n, mua hang trd thinh mdt nghiép vu cuc ky quan trong ddi véi nhiéu td chic.
Khai niém mua hang thu hit dugc sy quan tim 16n ctia xa hoi trong giai doan nay.

Giai doan 4: Giai doan traim ling (1947- giita thap ky 60)

PAay la thdi k¥ bung né vé sdn xudt cong nghiép, tinh trang thi€u nguyén
liéu, vat tw nhu trong thdi ky chié€n tranh khong con, vi vy vai trd clia mua hang
khong con thong tri nhu trude, day 12 mot giai doan tram ldng trong lich st mua
hang.

Giai doan 5: Thoi ky clia quén tri vat tu (giita thap ky 60 — cudi thap ky 70)

Gitra thap ky 60, khdi niém quén tri vat tw bit ddu phat trién manh mé, cudc
chi€n tai Viét Nam va khing hodng dau I¥a & nhitng nim dau thap ky 70, budc cic
doanh nghiép phdi d6i mit vdi cdc van dé lién quan dén cAm van va thi€u nhién
liéu. Gi4 ca leo thang va moi quyét dinh mua hang cht y&u ciin cit vao gid, & thdi
ky nay chua c6 khdi niém vé quan hé doi tdc giita ngudi mua va ngudi ban.

Giai doan 6: Ky nguyén toan cau (cudi thap ky 70-1999)

Su phdt trién cda cong nghé thong tin 1am cho xu huéng toan ciu hod dién ra vo
cung manh mé&, chua bao gid canh tranh lai dién ra nhanh chéng va khdoc liét nhu
vay, cac doanh nghiép bi de doa trén chinh thi trudng 1au nay dugc coi la cia minh.
Céc cong ty xuyén qudc gia, da quoc gia xuit hién ngay cang nhiéu, tudi tho sin

phdm ngay cang bi riit ngin... Chinh trong nhitng diéu kién d6, SCM ra ddi va phat



tri€n nhu 12 mot cu cdnh cho cdc nha quan 1y d€ ddi phé véi dp luc gidm chi phi
va ting khd ning canh tranh trén thi truSng, SCM 13 mdt quan di€m hdp tic trong
quan ly cdc ludng hang/dich vy, tai chinh, thong tin tf nha cung ¥ng dén nhitng
ngudi tiéu ding cudi cung.

Giai doan 7: Quan tri chudi cung ¢ng hgp nhat (sau nim 2000)

TAm quan trong cda cdc nhi cung ¢ng ngdy cang dudc coi trong, quan hé
gitta doanh nghiép vdi cdc nha cung ng tir thé d6i nghich chuyén sang ddi tic. Hon
th€ nita, cdc doanh nghiép con tim cdch gidp cdc nha cung ¢ng phat trién chuyén
nghiép hon, tham gia vao qua trinh phdt trién sidn phdm clia nha cung Gng, st dung
moi dich vu cia nha cung ng, lwa chon nha cung ng dua trén chi phi tron goi, trén
cd s§ quan hé 1au dai, cung chia sé cac di li€u va théng tin v4i nhau, coi d6 1a cdch
dé cdc doanh nghiép tao ra nhitng gid tri mdi trong chudi cung &ng. Pay 13 giai
doan ma cong tdc mua hang, hoat dong sdn xuit, logistics, quin tri nhan sy, tai
chinh, k€ todn, marketing va hé thong thong tin dudc hgp nhat va lién k€t chit ché
vdi nhau trong hé thong.

1.2.2 SCM dudgc phét trién tir Logistics

Theo Uy ban Kinh t&€ va X4 hoi Chau A-Thdi Binh Duong (Economic and
Social Commision for Asia and Pacific), SCM 1a k&t qua clia qud trinh phat trién clia
Logistics qua 3 giai doan:

Giai doan 1: 1950-1970 (Phan phdi vat chat)

DPay 1a thdi ky sau chié€n tranh, nhu ciu cao, do vay cdc cdng ty chd yé&u tip trung
vao khau sdn xuét va phin phdi sdn phdm ra thi trudng. Giai doan niy chii y&u chi
trong d&€n yé&u td dau ra, cu thé 1a nhitng van dé€ vé phan phdi, bao gdm:

- Vantai



- Phan phoi

- Bdo quan hang hoa

- Quan ly kho bai

- Bao bi, nhdn mac, dong goi

Giai doan 2: Hé thdng Logistics.

K&t hop ci quan 1y cung Gng vat tw va phan phdi sin phdm, néi cach khic
k&t hgp cd dau vao va diu ra cla sdn phdm

Giai doan 3: Quan tri chudi cung tng (SCM)

Ngoai viéc két hdp cic yéu t& ddu vao va diu ra cda san pham, SCM con
chii trong t6i viéc phat trién cdc mdi quan hé véi cdc ddi tdc, gilfa ngudi sdn xuat
véi ngudi cung cAp, ngudi tiéu diing v cdc bén lién quan khdc nhu van chuyén,
giao nhén, kho bai...

1.2.3 SCM phit trién tif s phéit trién ctia nén kinh té&

Xét vé khia canh lich s, kinh t&€ hién dai da trdi qua 3 giai doan, cling vdi n6
12 cdc yéu ciu khic nhau cia nén kinh t&, doi hdi phai c6 cd ch&€ quin 1y phu hop.

Giai doan 1: 1950-1970

Sau chién tranh thé& gidi thi 2, moi nhu cAu vat chit ting cao, cdc cong ty tap
trung chli y&u vao viéc sdn xudt sin phdm, van dé lic nay 12 1am th& nio sdn xuat
ra dugc cang nhiéu sadn pham cang tot.

Giai doan 2: 1970-1985
San xuat hang loat da trd nén phd bi€n, cAu hdi lic nay 1a 1am thé nao dé ban dugc
san pham, thu hiit ngudi tiéu ding s dung sdn phdm cda minh, hon th€ nita Ia tao

nhu cdu, xdy dung nhan hiéu -day 1a thdi ky clia marketing va bdn hang.



Giai doan 3: 1990-nay

O thdi ky ndy moi k¥ thuat sin xu&t vd marketing déu da phat trién cao, van
dé clia cdc doanh nghiép lic nay Ia: c¢d ciu chi phi; thdi gian ddp tng yéu cau
khdch hang va khi ning phdn tng truSc nhitng thay ddi trong mdi trudng kinh
doanh. SCM ra d&i va phat trién véi muc tiéu gidi quy&t nhitng van dé trén, d€ 1am
dudc diéu nay, mdi bd phan, mdi mit xich cia chudi phai hoat dong tt, néu khong
s€ anh hudng dén chat lugng hang hoéa, dich vu cudi cung cung tng cho khich
hang.

Trong nhitng nim gin diy, khdi niém vé mot chudi cung tng hdp nhat dugc
rit nhiéu t8 chiic quan tdm, d6 13 sy lién k&t giita nhitng nha sdn xuit v6i nhitng
ngudi ban 18, cdc nha cung cAp nguyén vat lidu... nhdm phat tri€én mot hé thdng cho
phép doanh nghiép dy bdo dudc nhu ciu, yéu cau sdn xuit va mic ton kho & tit cd
cdc di€ém trong chudi cung ng. Thong qua viéc chia sé thong tin, cdc bén c6 thé
1én k& hoach sdn xuit, phan phdi chinh xdc va hiéu qud hon, k&t qua clia sy hdp
nh4t nay 13 mic do tdn kho thip, vong quay san phadm dugc rit ngin, cdi thién kha
ning 1ap k& hoach, tir 6 cit gidm chi phi dugc nhiéu hon.

Du theo quan diém nao thi sy ra ddi cia SCM di md ra mot trang st méi
trong khoa hoc quan tri doanh nghiép, né da va dang chiing td dugc vai tro cla
minh trong su phat trién clia cdc doanh nghiép néi riéng va trong nén kinh t& th&
gi61 n6i chung.

1.3 Vai tro - Chiéc niing — nhiém vu — ban chit cia quan tri chudi cung ng

1.3.1 Vai tro ciia SCM doi véi doanh nghiép va nén kinh té

1.3.1.1 Vai tro ciia SCM @i véi nén kinh té



SCM 1a budc phat trién ti€p theo ciia logistics, vi thé ngoai nhitng déng g6p
cho nén kinh t& nhu cdc hoat dong logistic thong thudng khac nhu:

- HOD trd cdc ludng giao dich trong nén kinh t&.

- Ting cudng hiéu qud hoat dong clia nén kinh t€ néi chung.

- Tao ra nhitng gi4 tri ting thém cho sdn phdm va ngudi tiéu ding, nhd nhitng Igi
ich ma logistics ¢6 thé tao ra nhu rit ngin thdi gian dit hang, ddm bdo an toan
cho hiang ho4 trong qud trinh vin chuyén...

- Ting cudng khd ning hdi nhap clia nén kinh t€ .

Tuy nhién khic v6i hoat dong logistics chid y nhiéu dén cdc hoat dong van
chuyén, kho van.., SCM chu trong t6i vi€éc hgp ly hod ciac hoat dong trong ndi bd
doanh nghiép vdi triét Iy “hgp 1y hod va hdp tic ciing ¢ 1¢i”, trong d6 moi hoat
dong ctia doanh nghiép ludn dugc xem xét va diéu chinh sao cho hdp 1y va hiéu
qua nhat, bén canh su hop tic chit ché vdi cdc doi tdc kinh doanh. Thong qua céc
hoat dong trong ndi by doanh nghi€p, ngoai nhitng 191 ich ma n6é mang lai cho
doanh nghiép, SCM ciing ¢6 nhitng d6ng gép nhat dinh d6i véi nén kinh t&€ nhu:

- Gitp cho nén kinh t&€ st dung hiéu qua hon cdc ngudn luc sin ¢6 clia minh.

- G6p phan hinh thainh mot vin hod hop tic toan dién trong kinh doanh.

- G6p phan nang cao dich vu khach hang; dua ngudi tiéu diung néi chung thanh
trung tAm clia cdc hoat dong sdn xuit kinh doanh...

Tém lai, xét dudi géc d6 nén kinh t&€, SCM mang dé€n mdt mdi trudng kinh
doanh lanh manh, véi tri€t Iy “win-win” — hai bén ciing c6 1¢i, stt dung hiéu qua toi
da cdc ngudn luc trong xa hdi cd vé con ngudi, ngudn luc ty nhién... do viy hiéu qua
ctia nén kinh t& nhin chung ciing dugc ning l1&én. Trong tit cid qui trinh d6, ngudi

tiéu dung ludon dugc dit & vi tri trung tim do vdy ngudi ti€u dung la ngudi dugc
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hudng 1¢i nhiéu nhat, huéng kinh doanh vio muc tiéu phuc vu con ngudi va vi con
nguoi.
1.3.1.2  Vai tro ciia SCM déi vdi doanh nghiép

SCM c¢6 y nghia vo cung to 16n trong hoat dong cia doanh nghiép, bdi né
xuyén sudt hAu nhu moi hoat dong clia doanh nghiép, tir viéc mua nguyén vat liéu
ndo?, tir ai?, sdn xuat nhu th€ nao? sdn xuit § dau?, phan phdi ra sao?... T6i uu hod
tirng qua trinh nay s€ gitip doanh nghiép giam chi phi va nang cao kha ning canh
tranh cho doanh nghiép, mot yéu cau sdng con doi véi moi doanh nghiép hoat dong
san xudt kinh doanh.

Viéc gidm chi phi & day c6 thé tir nhiéu ngudn: thi nha't doanh nghiép c6 10i
th€ quy md khi chi hop tdc v6i mot hoic mot s6 nha cung @¢ng; thi hai: doanh
nghiép khong phdi mat thdi gian thay ddi nha cung Gng khi ngudi cung &ng hién
thdi khong c6 kha ning ddp ¢ng nhu ciu; gidm cdc chi phi giao dich, chi phi phit
trién san pham...

Trong hé thdng SCM, hé thong thong tin lién k&t trong tdan chudi 12 mot yéu
cau bit budc, thong qua dé cdc thong tin vé hang hod, thi trudng... thudng xuyén
dudc cap nhat d&n tirng diém clia chudi, nhd dé gitp gidm dugc thdi gian va chi phi
trong truyén tdi thong tin. Pong thdi né cling gitip doanh nghép xdc dinh dudc xu
huéng tiéu diing, du bdo dudc nhu cAu trong tuong lai, tir @6 c6 thé gidm luong hang
hod, vat tu ton kho, ning cao kha ning cung Gng clia doanh nghiép. Nhd SCM,
doanh nghiép c6 thé ting cudng quan ly cung thong qua viéc st dung cong xuit,
ton kho du trit tit cdc nha cung ng khdc, dong thdi quén ly ciu thong qua viéc st

dung cdc chinh sdch thuong mai nhu chi€t khau ngin han, khuy&n mai...
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Du bdo nhu cau dugc thuc hién dua trén cdc s6 liéu ban hang; cidc chuong
trinh, hoat dong marketing; xu huéng tiéu diing va céc di€u kién kinh t&€ lién quan....
Ngay nay, v6i su phdt trién clia cong nghé thong tin, cong tic du bdo da dudc sd
hod nhim don gidn hod cdng tic dy bdo, dong thdi ting dd chinh xdc cla cdc s6
liéu du bdo. Dy bdo 1a tién dé gitip doanh nghiép 1ap c4c k& hoach vé sdn xuit, ban
hang, tai chinh, nhan sy..., tao diéu kién cho nghiép ludén chi ddong ddi phé véi cic
tinh hudng c6 thé x3y ra.

Mit khdc trong SCM viéc quin 1y nha cung cip, quin ly chit lugng nguyén
liéu dau vao ciing gitp doanh nghiép ki€m sodt chit lugng diu ra tot hon; hé thong
thong tin gitp doanh nghiép thuin tién hon trong quan 1y sin phim theo tirng 16
hang cho phép doanh nghiép c6 khd ning x Iy kip thdi trong nhitng tinh hudng
phdt sinh vé chit lugng sdn phAm, miu ma, bao bi..; hé thdng d4nh gid hoat dong
biing cdc chi s&, doanh nghiép c6 thé xdc dinh dudc nhitng diém bat 6n d€ c6 thé ra
nhitng phuong 4n khic phuc, diéu chinh kip thdi.

Ngoai ra, nhd co ch€ ki€m soat hoat ddng va quan Iy co ciu chi phi, SCM c6
thé gitp doanh nghiép ting cuong kh3 ning quin 1y thay d6i va quin 1y tting
trudng. Hién nay tai Viét Nam, nhiéu doanh nghiép hoat dong rat hiéu qua khi con
& quy mo nhd, nhung khi doanh nghiép 16n din 1én, n6 thudng vuct ngoai tAim ki€m
sodt clia cac chi doanh nghiép, vi vy nhiéu doanh nghiép con rit e dé trong viéc
md rong hoat dong kinh doanh.

Mic dit ¢6 nhitng vu di€m nhu da néu trén, SCM khong phdi 12 mot phép
mau dé c6 thé gitp ich cho tit ci cdc doanh nghiép khi 4p dung né, viéc 4p dung
doi hdi doanh nghiép phdi c6 nhitng cin nhic, chi€n lugc hdp 1y, phit hdp véi diéu
kién cu thé clia titng doanh nghiép. Trong canh tranh, luén c6 nhitng y&u td rang

A , . 2~ A L3 o .« A ~ . A A .
budc, vi du khi ching ta canh tranh vé gid, hi€n nhién ta s€ bi han ché vé dich vu
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1.3.2 Chiic nang — nhiém vu cua SCM

Cho dé&n gan day, viéc phan biét quén tri chudi cung ¥ng va qudn tri logistics
trén thé gidi néi chung con 12 mot van dé€ giy tranh cii. Hoi dong qudn tri logistics
(CLM) nim 1986 dua ra dinh nghia vé logistics nhu sau: “Logistics la qud trinh ldp
k& hoach, thyc hién va kiém sodt hiéu qud, Iudng chi phi, viéc bdo qudn nguyén vit
lieu, ton kho bdn thanh phdm, thanh phdm va ludng thong tin lién quan tir diém bdt
ddu dén diém tiéu diung nham ddp vng diing yéu cdu ciia khdch hang”. Theo d6,
SCM dugc coi la logistics bén ngoai doanh nghiép, bao gdm khach hang va cdc nha
cung ng, sau d6 cling v6i sy phat tri€n clia SCM, t6 chifc nay di dua ra khdi niém
méi vé SCM, coi d6 1a su hdp nha't logistics v6i chudi cung tng d€ quan 1y cdc quy
trinh chti y&u trong hoat dong kinh doanh, ciing tif quan diém nay nim 1989 CLM
da dinh nghia lai logistics va coi logistics 13 mot phan ctia chudi cung ng.

Pham vi hoat ddng cia logistics bao gdm: cdc hoat dong quan 1y logistics dic
trung bao gdm qudn 1y van tdi trong va ngoai nudc, quin 1y hiang tau, nha kho, bdc
x&p, ddp tng cdc don hang, thi€t k& hé thong logistics, quan 1y hang ton kho, 1én k&
hoach cung/ciu, quin ly nhitng nha cung cip dich vu logistics thit ba. Quan tri
logistics 12 mot chic ning k&t hdp, bao gdbm viéc ddnh gid cdc hoat dong logistics,
ddng thdi hop nhat cdc hoat dong logistics vdi cdc chifc ning khiac nhu marketing,

bdn hang, sdn xuit, tai chinh va cong nghé thong tin.
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Trong khi d6, chifc ning va pham vi hoat dong cda SCM la: két ndi cdc
nhiém vu chinh y&u trong t6 chiic véi nhau, k&t ndi chitc ning véi cdc quy trinh kinh
doanh. N6 bao gém tit cd cdc hoat dong quin tri Logistics, dong thdi bao ham ca
céc hoat dong sdn xuit, huéng dén su k€t hgp cdc quy trinh, cdc hoat dong véi céic
chuong trinh Marketing, bdn hang, thi€t k& sdn pham, tai chinh va hon thé nita 1a
tng dung cong nghé thong tin trong toan by qua trinh do.

B4t ky quy trinh chudi cung tng nao ciing déu dudc chia thanh 3 quy trinh
16n:

e Qudn tri quan hé khach hang (CRM): tp trung vao cdc mdi quan hé giita
doanh nghi€p va khach hang.

e Quan tri chudi cung tng ndi by (ISCM): bao gdm tit cd cdc quy trinh thuc
hi€n trong ndi bd doanh nghiép.

e Qudn tri quan hé véi nha cung ttng (SRM): tip trung vao cdc moi quan hé

giita doanh nghiép va cdc nha cung cap

Nha cung cip Doanh nghiép Khdch hang
SRM ISCM CRM
Tim ngudn hang Ké hoach chién lugc Céng tdc thi trudng
Thuong lugng Ké hoach nhu cdu Bdn hang
Mua hang K¢ hoach cung ¢ng Trung tdm ti€p nhdn
Thiét ké cdch Thuc hién thdng tin td khdch
thdc hgp tdc Dich vu hdang
Phuong thuc Qudn tri don hang
cung ¥ng

Hinh 1-2: Cdc quy trinh ciia chudi cung ving’

" Nguén: :Supply Chain Management”- Chuong 1: Understanding the Supply Chain — trong 17
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Ba quy trinh 16n nay quin 1y cdc ludng thong tin, sin pham va tai chinh cin
thi€t d€ tao ra, ti€p nhan va dip tng yéu ciu clia khiach haing. CRM la diém ti€p
xtic gitta doanh nghiép vdi khdch hang, 1a ndi ti€p nhin moi thong tin tir khdch
hang/thi trudng va ddng thdi 12 noi cung cdp cdc thong tin chinh thic vé sdn
phdm/dich vu ctia doanh nghiép. Nhiém vu cia CRM 12 tao ra nhu cau khich hang,
nhian don hang va theo doi viéc thyc hién don hang d6. N6 bao gdm cdc qud trinh
nhu: marketing, ban hang, quin Iy don hang va quén ly trung tim giao dich. Quy
trinh ISCM nhim d4p ¢ng nhu cAu md CRM tao dugc theo ding yéu ciu vdi chi phi
thdp nhat c6 thé dugc. ISCM bao gom viéc 1én k& hoach sdn xuit trong ndi bo
doanh nghiép, k&€ hoach du trit ton kho, k€ hoach cung/ciu.. SRM c¢6 nhiém vu tim
ki€m va qudn 1y ngudén hang, né bao gdm viéc ddnh gid, lwa chon, thuong lugng véi
cidc nha cung Wng, tim ki€m cdc sin phAm mdi... sao cho ngudn nguyén liéu cia
doanh nghiép ludn dudc dip ng theo nhu cau, vdi chit luong ddm bio va chi phi
canh tranh nhat. P& chudi cung ¥ng hoat ddng thanh cong, thi diéu t8i quan trong la
cd 3 quy trinh 16n ndy phdi k€t hgp chit ché v6i nhau va di€u nay phu thudc rat
nhiéu vao co ciu td chifc

1.3.3 Bdn chét ciia SCM

V& ban chat, quan tri chudi cung ng 13 viéc k&t hop quan 1y cung/ ciu, & cd
trong va ngoii doanh nghiép, trong @6 muc tiéu ctia né 1a t8i da héa gid tri tdng thé
dudc tao ra cho hé thong.

Loi ich clia chudi cung tng gdm hai phan: Lgi ich hitu hinh Ia sy khdc biét
giffa gid tri ciia san phAm mang d&n cho khiach hang (ding lic, ding chd, gid ci
hop 1y, thuan tién, chi phi mua hang thip, thong tin day dd...), va Igi ich vd hinh 1a

su hai Iong, théa min clia khach hang. Khd ning sinh Igi cda chudi cung @ng: 12
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mitc chénh l&ch giita tdng chi phi hoat dong sdn xud't va phan phdi trong chudi cung
ing vdi s6 tién thu dugc tir khach hang. Mic sinh 1di cia chudi cung ng do ti't ci
céc khau trong chudi déng gép, kha ning sinh Igi cAng cao thi hoat dong cia chudi
cang hiéu qua.

DPé€ xdc dinh khi ning sinh 1¢i clia chudi, chiing ta phai xem xét tdng 1¢i
nhuin va tdng chi phi trong chudi, trong d6 ngudn 1gi duy nha't Ia tir khach hang con
cdc ludng thong tin, sdn phdm, tién déu 1a nhitng chi phi trong chudi cung tng.

Nhu vay, thyc chdt SCM 1a viéc quin 1y cdc ludng thdng tin, sin pham, tién té giita
cdc giai doan trong chudi cung &ng nhim t8i da héa mifc sinh Igi trong tdng thé
chudi cung dng.

Qua phan tich cdc quy trinh hoat dong cht y&u clia chudi cung tng, ching ta

c6 thé riit ra mot s6 1gi ich ¢d ban cia SCM nhu sau:

Ti€t gidm chi phi (nhd chuyén nghiép hod nghiép vu mua hang; trao ddi thong

tin va phdi hdp tot gifta cdc bd phan, gidm lugng tdn kho k€ ca tdn kho nguyén

liéu, thanh pham, ban thanh phAm; gidm thdi gian phdt trién sdn phAm méi nhd

hgp tac chdt ché v6i cdc nha cung tng...)

- Ting chat lugng (thuc hién viéc quin 1y chdt lugng tir khdu nguyén liéu dau
vao, va ngay ca khi hang hod da dugc bédn ra thi trudng)

- Ting mdc d6 sdn sang phuc vu (nhd kha niing sdn xuat linh hoat, va mifc do ton
kho hgp ly)

- Ting mitc d6 dich vu va kh3 ning phdn ¢ng v6i nhu ciu thi trudng (do ludn cé

sdng hang vi vdy c6 khd ndng cdi thién dich vu khdch hang, gidm thdi gian giao

hang...)
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DPay ciing chinh 12 nhitng muc tiéu cd bdn ma chudi cung ng phdi huéng t6i va
phéi dat dugc.

1.4 Té chic chudi cung Wng trong doanh nghiép

1.4.1 Cdc mé hinh té chitc SCM trong doanh nghiép

SCM hau nhu xuyén sudt moi hoat dong clia doanh nghiép, do vay chiing ta
c6 thé tudng tugng mic dd phic tap clia né khi phdi quin ly tit cd cdc nha cung
ting ngugc vé di€m xudt phat, ddng thdi quin 1y tit cd cdc sdn phdm, dich vu dén
di€m tiéu ding.

D€ t6 chitc SCM thanh cong, truSc hét cdc nha quin 1y doanh nghiép phai
ddi mSi quan di€m tir chifc ning quan 1y cdc cd nhin sang quan ly hgp nhat cic
hoat ddng theo nhitng quy trinh chudi. Bén canh dé, phai td chitc tot ludng thdng tin
trong chudi, sao cho thong tin luén dugc ludn chuyén va cip nhat thudng xuyén.
Mot hé thong t6t doi hdi thong tin phdi chinh xdc va kip thdi. Trong toan bd qua
trinh nay, khdch hang 12 mdi quan tdm hang dau va quan hé véi cdc nha cung ing
12 viéc 1am cAn thi€t d€ ki€m sodt tinh bat 6n vé cung.

Céc budc can thi€t khi thi€t 14p chudi cung tng trong doanh nghiép
- Pitra cdc muc tiéu cho chudi cung ing
- Thi€t 1ap chi&n lugc chudi cung tng
- Pua ra cdc phuong 4n t6 chic
- DPdnh gid vu/nhugc clia cdc phuong an.

- Lua chon phuong 4n t&i vu
- Thuc hién

- Do ludng va ddnh gid hoat dong clia chudi
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- Ddnh gid nhitng phuong 4n thay th& khi muc tiéu hoat dong clia chudi khdng dat
dugc hoic khi ¢é nhitng lwa chon khac hdp din hon.

Pham vi hoat dong ctia chudi cung tng kha rong, yéu cau hop tdc va chia sé
thong tin mang tinh séng con clia chudi vi vy né doi hdi phdi c6 mot ngudi quan ly
cAp cao c6 kh3 ning xem xét moi hoat dong trong chudi. Ngoai ra, viéc td chic
chudi cung ¢ng phu thudc vao rat nhiéu yé&u t& nhu khd ning, quy mo hoat dong,
dic thi san phdm, nguodn luc cia doanh nghiép...

Lam thé nio dé t6 chifc mot chudi cung tng hiéu qui?. Trong thuc t&, khong
thé c6 mot cdch 1am chung cho tit cd doanh nghiép. Mbi cong ty, mdi doanh nghiép
phdi c¢6 cdch ti€p cin riéng tuy dicu kién, hoan cidnh cla minh, tuy nhién, di thé
nio thi mot t§ chifc hiéu qua ciing phai c6 nhitng yéu ciu sau:

- HBO tr¢ chién lude kinh doanh t&ng thé clia doanh nghiép

- Phét huy t8i da nhitng k§ niing, ning luc 15i cda doanh nghiép hoic cia cic doi
tdc chi€n lugc trong hoat dong clia chudi

- Thiét 1ap dugc cdc cong cu do ludng hiéu qui hoat dong.

- Tuan thd t6t nhitng quy tic hoat dong da dugc dit ra.

Trong d6, cong tac ki€m tra, ddnh gid dinh ky 13 mot viéc 1am vo cling quan
trong, 13 co s& d€ ddnh gid hiéu quad hoat dong cla cdc thanh vién va cda tdan
chudi, qua d6 cap quan ly c6 thé xem xét va di€u chinh hé thdng hdp 1y, kip thdi.
D€ 1am dugc diéu nay, trude tién doanh nghiép phdi xdy dung dugc mot hé thong
ddnh gid chat lugng hoat dong bing cédc chi tiéu dinh tinh va dinh lugng, tir d6 xdc
dinh muc tiéu cho titng bd phan dé€ chudi dat hiéu qua cao nhat, theo ding dinh

hu6éng hoat dong ctia toan hé thong.



Qua qué trinh phét trién, cach thidc t6 chic chudi cung ng thay ddi theo titng

thdi ky, tuong @ng vdi lich st phat trién cia n6. Dudi ddy 12 mot s6 md hinh tiéu

R
biéu:

Mo hinh t6 chic theo chifc ning, phd bién & thap ky 70 va 80, va nhiéu

doanh nghiép ngay nay van con st dung mo hinh nay:

Téng GP

Tai chinh
va
hanh chinh

Marketing
va
ban hang

Nghién
ciu va
phat trién

Quaén ly
don hang

Mua hang Hoat
done
| | K& || Logistics
hoach
vat tu
| S&n xuit
| Mua
hang

Hinh 1-3: T6 chitc chudi cung iing theo chikc nang’

Khi sy k&t hop giita cdc bd phan vugt ra ngoai pham vi chitc ning, vi du sdn

xuat va logistics kiém ludn qudn 1y nha cung ¢ng va nhian don hang..., lic nay

ngudi ta chuyén sang md hinh chuyén d6i

> Ngudn: “Strategic Supply Chain Management”- Chiuong 3: Design your organization for performance,

trang 108
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Téng GP
[ [ [ |
Tai chinh va Marketing Nghién cttu Hoat dong
hanh chinh va ban hang va phit trién

[
Quén 1y don
hang

Logistics

Quén 1y cung

L Mua hang

San xuit

Thuc hién don
hang

Hinh 1-4: Chudi cung ving trong thoi ky qud do’
Cu6i thap ky 90, qué trinh hgp nhat chudi cung ng bit dau dién ra, nhung

mdi 13 hgp nhAt tirng phan, md hinh t8 chifc & thdi ky nay la:

3 Ngudn: “Strategic Supply Chain Management”- Chuong 3: Design your organization for performance,
trang 109
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Téng GP
| | |
Tai chinh Marketing Nghién Mua Chudi
va hanh va ban citu va hang cung ng Sén xuit
chinh hang phat trién
Quan 1y
—| cung Ung
-{  Quénly
don hang
"1 Thuc hién
don hang

Hinh 1-5: Chudi cung vng hop nhd’t timg phan®

Chudi cung tng hop nhit toan dién méi ra ddi trong nhitng nim gan day,

trong d6 t6 chiic chudi cung &ng cé chiic ning,“linh dia” riéng quan 1y tir khau

cung ng nguyén liéu d€n sdn xué't va thuc hién don hang.

* Ngudn: “Strategic Supply Chain Management”- Chiuong 3: Design your organization for performance,

trang 109
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Téng GP
I [ [ |
Tai chinh va Marketing Nghién cttu Phu trach
hanh chinh v bdn hine va phit trién SCM

Quéan 1y nha
cung Ung

Mua hang

Quén 1y don
hano

Thuc hién don
hane

San xuit

Hinh 1-3: T6 chitc chubi cung iing hgp nhdt’

Céch thic t6 chitc chudi cung @ng trong doanh nghiép 1a budc di ddu tién va
c6 y nghia chié€n lugc ddi vé6i cac bude ti€p theo, do vay khi 1ap k& hoach, thiét k€,
phét trién va thuc hién can phdi tuan thi nhitng nguyén tic nhat dinh, trong d6 cin

chd ¥y mot s6 van dé sau:

> Nguon: “Strategic Supply Chain Management”- Chiong 3: Design your organization for performance,
trang 111
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- T6 chic phai phit hop véi chifc ning, theo quy trinh o rang

- D6i véi mdi quy trinh can quy dinh rd trich nhiém clia cdc c4 nhén, td chifc c6
li€n quan

- C4c thanh vién trong chudi phai biét, giit va phat trién ning luc 16i cia doanh
nghiép minh

- T6 chic chudi sao cho doanh nghiép dat dugc nhitng k§ ning cin thiét chd
khodng phai td chifc theo nhitng gi minh dang c6.

1.4.2 Hoat dong ciia chudi cung ting

Hoat dong clia chudi cung ¢ng 12 mot vong quay gdm 5 giai doan:

» Lap ké hoach

Trong hoat dong clia chudi cung ng, 1ap k& hoach 12 khau quan trong nhat,
bao trim 1én tat cd cdc hoat dong khdc, viéc 1ap k& hoach & diy dugc thuc hién &
hai cdp d6, mot 13 k&€ hoach tdng thé cho toan chudi mang tinh trung han va dai
han, mit khic k€ hoach ciing phdi dugc thuc hién & tirng khau ctia chudi. Sau khi
1ap k& hoach, thong tin s& dudc truyén dén tit ci cdc khau trong chudi, nhd d6 moi
hoat ddng trong chudi dudc t6 chiic thdng nha't va cé tinh hé thdng. Vi du, k& hoach
tim ngudn hang, k& hoach sdn xuit nhim dua ra lugng nguyén vat liéu cin thiét,
ngudn cung nhitng nguyén vat liéu nay, sd lugng hang cian sin xuit; k& hoach giao
hang cung cip nhitng thong tin cin thi€t &€ d4p tng nhu ciu khach hang; k&€ hoach
hang trd vé (bao gdm trd vé & khAu nguyén liéu va khiu thanh phadm) cung cip
thong tin vé k& hoach hang trd vé dé c6 phuong 4n dit hing méi.... P& c6 dudc k&
hoach t6t, ching ta phdi c6 ngudn thdng tin t6t. Néu mudn xdc dinh lugng hang can

thi€t cho thi trudng, ching ta phai dwa vao cic yéu td nhu mic do tiéu dung, ton
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kho, diéu kién kinh t&, thi trudSng va nhitng thong tin vé cdc ddi thi canh tranh...
Mudn 1ap k& hoach cung tng, ngudi 1ap phai hi€u dugc cac ngudn luc cd bén trong
va ngoai doanh nghiép, nhu lvc lugng lao dong, cong xuit, kho bai, phuong tién van
chuyén... K& hoach phai 16 rang, cu thé, tip trung dudc ngudn luc vio nhitng linh
vUc can uu tién va quan trong 1a né phai phit hgp véi chi€n luge kinh doanh clia
doanh nghiép, c¢6 kha ning hd tr¢ chién lugc chung clia doanh nghiép.

¢ Tim ngudn hang va mua hang

Thuc hién qué trinh mua hang gdm dit hang, nhan hang, kiém tra, thanh todn
trén cd s& k& hoach vé ngudn hang da dugc 1ap, ngoii ra né con lién quan dén viéc
tim, lwa chon va qudn 1y quan hé véi cdc nha cung cAp. Muc dich ctia hoat dong
nay la tim dugc ngudn hang c¢é chit lugng dn dinh, phit hgp véi nhitng yéu cau
trong sdn xuAt clia doanh nghiép, ti€t gidm chi phi thong qua Igi thé vé quy mo;
ting khd ning linh hoat trong sdn xudt nhd mdi quan hé t8t v4i nha cung dng — hd
trg vé cdc di€u kién giao hang, thanh téan...

e Sin xuit

La cong doan bi€n nguyén vat liéu thanh thanh phim theo quy cdch, chat
lugng da dé ra. Ngay nay, dé€ ting kha ning linh hoat cia doanh nghiép, gidm chi
phi, ngay cang nhiéu doanh nghiép s dung cidc d6i tdic bén ngoii gia cdng mot
phan hoic sdn xuit/ hoan thién tdan bd sdn phﬁi’m, trong hoat dong nay, muc ti€u
khong chi 1a chi phi thAip ma con yéu ciu vé toc do va mic do linh hoat. Bén canh
d6, mot yéu cau ciing khong kém phan quan trong 13 ki€m séat chit lugng san
phdm theo cic tiéu chudn nganh nghé ding ky, hoic do doanh nghiép tu dé ra.

e Giao hang
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Qui4 trinh giao hang dugc bit dau tir viéc nhan don hang, bao gdm c4 nhitng
hoat ddng cin thi€t d€ c6 dugc don hang d6 nhu chiao gid, cho d&€n khi thu dudc tién
clia khdch hang. Giai doan nay cin luu y: mitc do dich vu phdi twong xtng véi chi
phi. Do ¢6 nhitng khach hang c¢6 thé mang lai nhiéu 1¢i nhuin cho doanh nghiép
hon nhitng khach hang khdc, vi vay di€u dau tién 1a phdi phan khic thi trudng, sau
d6 dua ra nhitng mitc dd dich vu cho cdc d6i tugng khich hang khac nhau. Gidm
thSi gian va chi phi nhd hé thong trao ddi thong tin, thi€t 1ap hé thong truy xud't vé
tinh trang hang hda tai nhitng khau khdc nhau trong chudi...

e Hang tra vé

Ap dung cho nhitng nguyén vit liéu nhap vé do khong ding tiéu chuén, hoic
nhitng hing héa bdn ra thi trudng khong ddm bao chat lugng. PE quin 1y hoat dong
nay, di€u dau tién 12 phai xdc dinh trong nhitng di€u kién nao thi hang héa/nguyén
liéu s& dudc trd vé. Bén canh d6, thong tin hang trd vé phdi dudc phd bién dé&n tat

cé cdc khau trong chudi nhim dua ra cdc bién phdp phong ngira va xit 1y kip thdi.

Lap k& hoach .
Nha Tim ngudn Khach
cung hang va San xuit Giao hang hang
cap mua hang
—
Hang trd A K TT Hang trd
\\ A 1\.4 LllUllé Pun ¥ A
> ve ve

Hinh 1-4: So dé hoat dong ciia chudi cung iing trong doanh nghiép



25

1.5 Mot sé bién phap nhim téi wu hoa hoat dong SCM trén thé gidi.

Mb6i trudng kinh doanh canh tranh ngay cang khoc liét budc cdc doanh
nghiép phai luén nghién citu, sdng tao ra nhitng chi€n ludc mdi cho chudi cung ing
ctia minh. Céc cong ty khong chi phdi t6 chitc va hoat dong hiéu qua chudi cung
ing trong ndi bd doanh nghiép, ma con phdi lam th& nao dat dugc su hgp tic chit
ché v4i cdc d6i tic bén ngoai. Nhitng nim trudc ddy, cdc cong ty da qudc gia cb thé
dé dang canh tranh biing cdch khai thdc 1gi th€ vé quy md, pham vi hoat dong hay
1gi dung sy “khdng hoan hdo” clia thi trudng hang hod, lao dong va thi trudng von,
thi ngdy nay di€u nay khong thé mang lai ngudn 1gi nhu trudc. Trong nhiéu nghanh
cong nghiép, cdc cong ty da qudc gia khong con chi canh tranh véi cdc cong ty
trong mdt nudc nhu trude, ma phai ddi diu véi nhiéu cdng ty da qudc gia khic cling
c6 tiém lyc tuong duong, vi vay rat khé d€ tin dung 1gi thé vé quy mo. Lam thé nao
dé t6i da hod hiéu qua cda chudi cung ¢ng 13 mot ching dudng day gian nan, phifc
tap doi hdi sy déng gép clia tit cd cdc bd phan trong chudi. Trong diéu kién do,
ngay cang nhiéu cong ty dang tim ra nhitng cdch 1am mdi, sdng tao hon d€ t5i da
hod hi€u qua hoat ddong ctia minh. Trong d6, chiing ta c6 thé xem xét mot sO bién
phap sau:

1.5.1 Hoat dong theo quy trinh

Do yéu cau kinh doanh ludn thay ddi, hoat dong clia mot td chitc sé khong cé
hiéu qua n&u van giit cich td chéo theo bd phan. Thay vao dé, td chitc phai dugc
thi€t k€& thanh cdc nhém hoat dong linh hoat, thuc hién cdc cong viéc cé lién hé
chit ché v6i nhau, ludng thdng tin ndy chay xuyén sudt hoat dong kinh doanh, va
két thiic tai khdch hang. T4t cd cdc cong viéc dugc mo ta thanh quy trinh, quy dinh

10 céach thitc t6 chifc, thuc hién, bdo cdo.. Lgi ich clia hoat ddng theo quy trinh 13
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chudi cung tng c6 thé phat huy t6i da hiéu qua nhd gidm bét dudc thdi gian hoat
dong, riit ngin thdi gian phat tri€n sdn phAm mdi, phan ¢ng linh hoat hon trudc nhu
cau clia thi trudng, quan 1y chat lugng, chi phi va 1a nén tdng gitp tdn dung cdc co
ho1 mdi.

Vi duy, trong hé thdng sdn xui't clia Toyota, mot khdi niém trung tim 1a “cong
viéc chudn”, md ta trich nhiém va quyén han clia cdc thanh vién trong nhém sin
xud't d€ thuc hién cong viéc an toan, hiéu qui. Pay ciing 1 cong cu d€ cdc nha
quin 1y huin luyén va huéng din nhan vién méi, con ban thin mdi ngudi cong
nhan da dugc coi la nhitng chuyén gia trong cong viéc cia minh.

1.5.2 S dung hé théng cung itng kiém séat tip trung

Hé thong ndy yéu ciu moi quyét dinh phdi dudc tap trung tai trung tAim dau
ndo, nhim ting kh3 ning 1ap k&€ hoach va s dung cdc ngudn lyc, tin dung toi da
1gi thé theo quy md. Chién ludc nay ciing gilip gidm nhitng 4nh hudng do tic dong
day chuyén va t8i da hod hiéu qua chudi cung tng nhS viéc phan tin rdi ro. Anh
hudng day chuyén va phan tdn rii ro 12 2 khdi niém rat quan trong trong viéc t8i da
ho4 hiéu qud chudi cung ng:

- Anh hudng day chuyén: thudng lién quan dén lugng don hang. S§ lugng don
hang thudng c6 xu hudng ting trong tirng giai doan dich chuyén tir ngudi ban 18
dé&n nhitng ngudi badn budn, d€n nha sidn xudt vd dén cdc nha cung ng. Picu
niy 1am méo mé nhu ciu khi dich chuyén trong chudi.

- Chia sé rii ro: sy thay d6i vé nhu cdu s& gidm khi lugng cau dugc tip trung vao
mot di€m. Piéu nay dudc coi 1a phan tin rii ro, lugng ciu cao & mdt hoic mot
s6 khdch hang ndy dugc bu dip bd luong ciu thip & mot hoic mot s6 khich

hang khéc.
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Gidm anh hudng diy chuyén va phin tin rdi ro giip doanh nghiép gidm
lugng tdn kho trung binh va lugng tdn kho an toan, dong thdi c6 kh3 ning ting mic
dd dich vu nhd kha ning luin chuyén nhu cdu tir khdch hiang nay sang khich hang
khac.

1.5.3 Hoat dong hoan hdo

Ngay nay cdc nha sidn xuat 16n trén th€ gidi dang chuyén dan sy tip trung tir
san xudt dinh huéng theo sdn lugng sang cdch ti€p cin dinh hudng theo nhu cau.
Céc doanh nghiép c6 ging tao ra mdt moi trudng lam viéc hgp tdc nhim phat huy
t01 da tinh sdng tao cla cdc cd nhin; dit liéu sdn xuat, kinh doanh dudc khai thic
triét d€ thong qua viéc xay dung cdc quy trinh hoat dong va hé thdng cic cong cu
phan tich, kiém séat, ddnh gid hiéu qua hoat ddng (KPIs — Key Performance
Indicators). Tir hé thong ki€m séat nay, doanh nghiép c6 thé€ phat hién ngay nhitng
sai 1&ch trong hoat dong, tir 6 tim nguyén nhan va bién phap khic phuc, gitip hé

thong ludn hoat dong thdng nhit va theo ding dinh huéng da dit ra.

KET LUAN CHUONG I

Trong 2 thap ky phat trién va trudng thanh, d&€n nay SCM bit ddu vao dd chin, viéc
ting dung SCM tai cdc doanh nghiép trén th€ gii di trd nén phd bi€n, dd va dang
mang lai nhitng 1gi ich v cung to 16n cho ban thin doanh nghié€p, ngudi tiéu diung,
néi riéng va cho cd nén kinh t€ qudc gia néi chung. Hoat dong clia chudi cung tng
mang tinh hgp tdc va lién k€t cao, phit hgp vé6i xu th€ hgp tdc va toan cau hod hién
nay, hiéu qua cia SCM mang tinh hé thong va cé nhitng tinh “trdi” ndi bat, c6 kha
niang gidp doanh nghiép gidm chi phi, ting kha niang linh hoat va ting hiéu qua
hoat ddng cla t& chifc néi chung, day chinh 13 chia kho4 gitip doanh nghiép ting

kha nidng canh tranh trén thuong truGng.
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Chuong 11
HIEN TRANG CONG TAC SCM
TAI CONG TY LD DUGC PHAM SANOFI — AVEN TIS VIET NAM

2.1 Gidi thiéu vé hoat dong ciia cong ty Sanofi — Aventis Viét Nam

2.1.1 Qud trinh hinh thanh va phdt trién cia cong ty

So luoc vé Cong ty

Coéng ty LD Dugc Phdm Sanofi-Aventis Viét Nam tién than 13 cong ty lién
doanh giita Sanofi Pharma (Phdp) va Xi nghiép dugc phaAm Trung Uong 23 (thudc
lién hiép cic XN Dugc Viét nam — Bo Y t€), theo quyét dinh s6 519/GP ngay
20/01/93 ctia BO KH & DT, 14y tén la Sanofi Pharma Viét Nam. Nim 1999, Sanofi
Pharma Group mua lai Synthelabo Ltd (Phdp) va lién doanh dudc ddi tén thanh
Sanofi- Synthelabo Viét Nam. Nam 2005 Sanofi- Synthelabo Group mua lai Aventis
Pharma (MJ), vi mot 1an nita cong ty chinh thifc dudc ddi tén thanh Cong ty Lién
doanh dudc pham Sanofi — Aventis Viét Nam vao thang 6/2006.

Cd s§ vit chat:

Tru s& chinh cia cong ty dugc dat tai:

10 Ham Nghi, Quan 1, TP. H6 Chi Minh

Tel: (848) 8298526

Fax: (848) 9144801

Bén canh d6 13 02 nha mdy sin xuat thudc vién va thudc nude gdbm:

Nha méy 1: Nha mdy Sanofi —Synthelabo Viét Nam
15/6C Ding Vin Bi, Quan Thi Ptc, TP. H6 Chi Minh
Tel: (848) 8966905 Fax: (848)8960031

Nha mdy 2: Nha mdy Aventis Viét Nam
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123 Nguyén Khodi, Quan 4, TP. H6 Chi Minh

Cic giai doan phét trién

Cong ty LD Dugc phdm sanofi-aventis chinh thifc dudc thanh 1ip ngay
28/1/1993, véi tdng sd von dau tu ban ddu 13 5,3 triéu USD, ty 1& g6p von 1a 50/50.

Niam 1995, mifc von dudc ting 1én trén 9 triéu USD, trong d6 phian vén ting
1én chi y&u tir tdp doan Sanofi (Phdp) qua diu tw mdy méc, thiét bi, ning ty 1& von
diu tu cla phia nudc ngodi 1én 70% va 30% cla doanh nghiép Viét Nam nhim
ning cao ning lyc sdn xut, ddp &ng tot hon nhu ciu cla thi trudng trong nudc va
xuat khau.

Thang 7/1997, cong ty dugc nhan chitng chi ISO 9002 diu tién ttrong nganh
dugc tai Viét Nam do t8 chitc BVQI (Bureau Veritas Quality International) cia Anh
cap.

Nam 2005, Sanofi Synthelabo Group mua lai Aventis Pharma (M§) va cong
ty c6 thém mot nha mdy sdn xudt tai 123 Nguyén Khodi, Q.4, H5 Chi Minh.

Chtic ning, nhiém vu v phuong hudng phét tri€n

e Chic nang:

San xuit, kinh doanh mua bdn cdc sdn phdm dugc va cin dugc dung cho ngudi
theo danh muc da dugc BO Y t€ cho phép. Cdc mit hang cong ty hién dang sdn xuit
kinh doanh:

Phan theo hinh thic, c6: thudc vién nang; thudc nude; thude cdm bot.

Theo cong dung, c6: thudc khang sinh; thudc bé.

DP6i tugng khdch hang ma cdng ty nhim téi dugc chia thanh hai doi tugng
khach hang chinh 12 bénh vién (tuyé&n diéu tri) v cdc nha thudc.

e Nhiém vu:
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D6i véi doi tdc: Cong ty c6 trach nhiém tudn thl cdc thda thuin giita hai bén
trong lién doanh, ngoai ra con chiu su quéan 1y, chi dao ctia tip doan ddi tdc tai Phap
vé chuyén mon, k§ thuat, cdc thi tuc va cé trach nhiém bdo cdo vé tap doan.

D61 v6i Nha nude: Cong ty c6 trach nhiém tudn thii cdc quy dinh thdong qua
viéc thuc hién cdc thong tu, chi thi, cong vin hudéng din cda cdc co quan qudn Iy
Nha nudc clia Viét nam nhu: B6 Thuong Mai, Bo Tai chinh, Bo K& hoach diu tu,
B Y t€...

2.1.2 Co cdu t6 chiic cong ty

2.1.2.1 B6 mdy t6 chiic

Cong ty dudc t6 chic theo cd ciu truc tuyén chic ning, chiu trach nhiém cao
nhat vé hoat dong clia cong ty 13 Hoi dong quan tri gdm dai dién cdc bén lién
doanh, trach nhiém diéu hanh tryc ti€p tong gidm ddc, gitip viéc cho Téng gidm
doc 12 gidm doc cdc bd phan chic ning. Hinh 2-1 dudi diy 13 sd dd td chic hién

nay ctia cong ty:

2 ., ~
Tong Gidm doc

Nhan su {Tai chinh va
hanh chinh
Chi nhanh HN | |,
Thong tin
RA B
| ] ] 1.
GD chudi cung !

>

GD Marketing | | GD ban hang GD quan ly KD ' Gb cong ngh

ing |
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So dé 2.1: B mdy té chitc ciia Cong ty

2.1.2.2 Trdach nhiém va quyén han ciia cdc phong ban

Bé phdn nhdn su:

Tuyén dung
Qudn 1y nhin su: hgp ddng lao dong, tra luong, thudng, bdo hi€ém va cdc ché do
phiic 1¢i khdc theo diing thda udc lao dong tap thé va luat Lao dong hién hanh.

N N 2 o R A LN A N
Pao tao va phat trién nghé nghiép clia nhién vién.

B phdn ké téan, tai chinh va hanh chinh

B Phan ké todn tai chinh:

Quén ly tai chinh trong hoat dong sdn xuat kinh doanh ctia cong ty.

Theo doi thanh todn, cdng ng, thuc hién cidc ch€ dd bdo cdo, quyét todn ding
nguyén tic, ding dinh ky, bdo ddm sy trong sach va lanh manh vé tai chinh.
Quén 1y tai sdn von

Thuc hién cong tic hach téan va ki€m tra...

Bo phdn hanh chinh:

Cung cap cédc dich vu hanh chinh cho cdc phong ban chic ning trong cong ty
nhu: cung cAp vin phong phdm va cic dich vu khdc theo yéu cau cu thé clia cic
phong ban, mua vé mdy bay, gitri cong vin, thu tir...

Xin gidy phép, sip x&p xe, lam cdc thd tuc xuat nhap canh, dit phong...

B4o dam an tdoan chdy nd, bio tri cdc thi€t bi tai vin phong...

Phong thong tin
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Thyc hién chifc ning d6i noi/ddi ngoai clia cdng ty, 1a kénh thdng tin chinh thitc vé
cdc loai sdn phdm, phuong hudng hoat dong ciia cong ty trén thi trudng Viét Nam.
Phong RA: Chiu trach nhiém vé céc thli tuc ding ky thudc, xin gid'y phép nhap khiu
va gidy phép luu hanh thudc trén thi trudng Viét Nam.

Bé phdn Marketing:

- Chiu trdch nhiém vé viéc 1ap va thuc hién cdc chién ludc marketing trong toan
quoc.

- Chiu trach nhiém xay dung hinh dnh, thuong hiéu Sanofi-Aventis trén thi trudng
Viét Nam.

- Thu thap céc thong tin vé sdn pham, thi trudng...

B6 phdn bdn hang: La bo phan chiu trach nhiém truc ti€p vé doanh s6 ban hang
ctia toan cong ty.

Phong Qudn ky kinh doanh.:

Cung cip céc thong tin vé chuong trinh ban hang dén cdc khdch hang, nhu chinh

sach chi€t khau, hoa hdng... Soan thdo cidc hop ddng mua bdn vé6i cic dai ly,
tuyén bénh vién, nha thudc ...

- Ti€p nhan va xir Iy don hang

- Theo ddi va don doc thanh téan ding han

- Ti€p nhan khi€u nai khdch hang...

Hai nha mdy: thudc khoi cong nghé, chiu trach nhiém vé viéc mua, tdn trit nguyén

A A N ~ o« N A 2
vatliéu va san xuit, ki€m tra chit lugng san pham...

Chudi cung itng:

- P4dm bdo ludn cé di hang héa theo nhu ciu thi trudng vdi mitc chi phi hop 1y.

- Ton trit vi bdo quin hang héa theo ding cic yéu cau cia Bo Y t&
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- Giao hang cho khdch hang theo dung don ddt hang, trong vong 24h
2.1.2.3  Tinh hinh nhan sy ctia cong ty

Hién nay, tdng s6 lao dong tai cong ty 13 430 ngudi, trong d6 lao dong phd
thong 12 300 ngudi, chi€ém 70% tdng s6 lao dong clia cong ty, trong dé lao ddng nit
chi€m da s6. Nguyén nhan 12 do mdy méc clia cong ty, dic biét 1a mdy déng goi
con lac hau, chua dude dau tu thich ddng, vi th€ cdng doan ndy chd yéu vin lam
bing tay, doi hdi nhi€u lao dong. Trong tuong lai, cong ty dang c6 du dinh diu tu
thém cho mdy méc theo hudng ting cudng tw dong héa, do vay so lugng lao dong
phd thong s& ngay cang it di, dugi day 1a bing cd ciu lao dong tai cong ty tinh dén

nadm 2006:

Bang 2.1: CO CAU NHAN LUC TAI CONG TY NAM 2006

DIEN GIAI TONG NAM NU
Tong s6 lao dong: 430 311 119
- Trinh d0 dai hoc: 100 45 55
+ Duoc si: 28 8 20
+ Bac st 32 20 12
+ Ctr nhan kinh té: 30 18 12
+ Khac: 10 5 5
- Trinh d¢ trung cap: 30 14 16
+ Duoc si: 20 8 12
+ K¢é toan tai chinh: 8 4 4
+ Khac: 2 1 1

- Trinh d6 pho thong: 300 121 179

(Nguon: Phong nhdn su cong ty Sanofi-Aventis)
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2.1.3 Két qud hoat dong sdn xudt kinh doanh ciia cong ty

Hién nay sdn phdm cda cong ty di dugc tiéu thu trén pham vi cd nudc, chit

lugng sadn phdm va thuong hiéu Sanofi-Aventis d3 dugc khing dinh trén thi trudng.

Nhiéu mit hang dudc ngudi tiéu dung tin nhiém va 1a nhitng mit hang ding dau

dong sdn phAm nhu Alphachymotrypsyne, Calcium... Doanh thu clia cdng ty ting

déu qua cdc nim va khd 6n dinh, bing dudi ddy cho chiing ta sd liéu vé doanh thu

ctia cong ty tir nim 2004-2006:

Bang 2.2. BANG KET QUA KD QUA CAC NAM
DPon vi tinh: Trieu VND

CHI TIEU 2004 2005 2006
Doanh thu tiéu thu 563.011 649.152 750.414
Ti 1& % ting trudng 14,9% 15,3% 15,6%

2.2 Thuc trang SCM cua cong ty

(Nguon: s6 liéu bdo cdo ciia cong ty)

2.2.1 Sodb té chiic bé phin chudi cung iing:

GD chudi cung tng

Phu trach chat lugng

| Phong mua hang va
KH sdn xuit Nha mdy

Phu trach Logistic

Phu trach phan phdi

Phu trach ph4t trién
Thi truong XK

Nhéan vién Logistic

Phu traich TTPP
H& Chi Minh

Phu trach TTPP
Ha ndi
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Hinh 2-2: So dé té chitc chudi cung iing

Trong so dd trén, dudng nét lién di€n t4 mai lién hé tryc ti€p, con dudng nét
ddt ndi véi bo phan mua hiang va k& hoach sdn xuit ciia nha mdy biéu dién mdi
quan hé gidn ti€p, quan 1y vé mit nghiép vu, do hai bd phan nay thudc quén 1y truc
ti€p va hudng luong theo ch€ dd doc 1ap cia nha mdy.

Nhu vay, chudi cung tng dugc hinh thanh bit dau tir diu vao cho dén dau ra
san pham, bit diu tir bo phan mua hang (SC-Purchaser), dm bio viéc cung tng
nguyén vat liéu thong sudt cho nha mdy va két thic 1a trung tim phin phdi
(Distribution Center) — chiu trdch nhiém phan phdi sadn pham d€n cic dai ly va dén
tirng hiéu thudc (Pharmacy), dudi diy dugc goi chung 1a khdch hang, con SC-
Logistics 12 cau ndi, nhim ddm bdo viéc cung tng hang héa ra thi trudng v4i mirc
chi phi hgp ly.

Pitng dau chudi cung ng 1a Gidm ddc chudi cung Gng chiu trdch nhiém vé
moi hoat ddng clia chudi theo ding chifc ning clia bd phan nhu: bio ddm lugng
hang cung cdp cho thi trudng; luu trit va bdo quin hang héa theo ding cic yéu cau
clia nganh dudc; mifc d6 ton kho hop 1y; ddm bdo hang héa khong bi tdon kho qua
lau; dong gobi va giao hang cho khach hang theo don dit hang...

Phu trach chat lugng: chiu trach nhiém ki€m sodt hoat dong cia hé thong;
cdc van dé lién quan d&€n chi't lugng hang héa, chi't lugng hoat dong clia cic bd
phan trong chudi; ddnh gid hiéu qud thong qua céc chi s6 KPI — Key Performance
Indicators.

Phu trach logistics: chiu trdch nhiém vé viéc cung t'ng hang héa, ddm bio

ludn c6 dd hang héa phuc vu cho nhu ciu thi trudng véi chi phi hgp 1y.
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Phu trach phan phdi: chiu trach nhiém Iuu trit va bido quin hang héa theo diing quy
dinh ctia Bo Y t&; ti€p nhan va phan phdi hang theo nguyén tic han ding gan xuit
trudc, han dung xa xut sau; déng géi va phan phdi hang héa dén tay khach hang
theo tirng don dit hang cu thé.

Phy trach phat trién thi trudng xuat khau: phdi hdp v6i bd phan Marketing
trong cic chi€n lugc md rong thi trudng xuat khau; chudn bi nhitng diéu kién can
thi€t cho viéc cung &ng va xud't khiu hang héa.

2.2.2 Hoat dong ciia chudi cung iing

Pé€ tién ddnh gid cong tdc thuc trang cong tic quan tri chudi cung @ng tai
cong ty Sanofi-Aventis, ching ta s& phan tich hoat ddng cta chudi trén 5 hoat dong
co badn 1a: 1ap k& hoach, tim ngudn hang, sdn xuat, giao hang v hang trd vé.
2.2.2.1 Ldp ké hoach

DPé€ 1ap k& hoach, trudc tién chiing ta phdi dy dodn dugc nhitng kha ning cé
thé x4y ra trong tuong la. Trong khi d6, vé 1y thuyé&t, hoat dong clia chudi cung tng
dugc thyc hién tir ddu vao dén ddu ra clia sdn phdm, do viy moi quyét dinh trong
hoat dong chudi cung &ng phdi dya vao viéc dy bdo nhu ciu va du bdo kh3 ning
cung @ng. Trén cd s s6 lugng ciau du bdo, mot loat cdc quyét dinh lién quan sé&

dudc thuc hién:

Bo phan sdn xuat: 1dp k& hoach sidn xuit; k& hoach tén trit nguyén vat liéu,

thanh pham; k& hoach mua hang...

- B0 phan marketing: bé tri luc ludng ban hang; k& hoach xtc ti€n b4n hang; gidi
thiéu sdn phdm mdi...

- BO phan tai chinh: 14p k& hoach ngan sdch; dau tw vao may mdc thiét bi...

- B0 phan nhan su: chuin bi luc lugng lao dong; tuyén dung, sa thii...
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Pé phuc vu cong tic du bido nhu cau, cong ty di trang bi mot phin mém vé du bio
12 manugistic, tinh todn s6 lugng du bdo dua vao cdc dit liéu ban hang qud khu, két
hop véi cdc yéu t6 thi trudng va cdc tham sd tdc dong d€n ban hang nhu céc chuong

trinh khuyé&n khich ban hang... M6 hinh thyc hién qua trinh dv bdo:

S6'liéu bdn hang Cdc yéu to' thi truong Tdc djng ciia cdc
lich su tdac dong dén hoat dong marketing
bdn hang

v
Phdan mém manugistic

»
>

A

tinh todn

S6 luong dy bdo
Hinh 2-3: Quy trinh du bdo nhu cdu
Qua mod hinh trén, ching ta thdy ring hoat dong ctia marketing chi 1a mot
trong ba tdc dong c6 dnh hudng d€n s6 lugng du bao. Tuy nhién, trong thyc t&€ hién
nay sd lugng du bdo clia marketing thudng dugc coi 1a s liéu cudi cling, cic chi s
tdc dong clia thi trudng dudc sit dung d€ diéu chinh cachtinh ctia phAn mém cho phit
hdp véi s6 liéu ctia marketing, 1am cho tdc dung du bdo ctia phdn mém bi vd hiéu

hod. S& di ¢6 hién tuong nay 13 do cong ty mdi chi quan tAim dén so liéu vé ban
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hang ma chuwa quan tAm dén cdch thic ban hang, cdc k& hoach va chién lugc ban
hang thudng bi s& hod. BO phan marketing va bdn hang chi quan tim dén viéc lam
th€ nao dé dat dugc muc tiéu vé doanh sd, trong khi vin ddm bdo cdc quy dinh clia
phdp luat, mdi nhan vién phu trach sin phdm c6 k& hoach va cdch 1am riéng, vi thé
s6 lugng hang hod tiéu thu khong tudn theo mdt quy ludt nao cd, va bo phan cung
ting phai di theo tirng phu trach sdn phdm dé 1ap k€& hoach cung tng riéng cho cic
san phdm khac nhau. Bién phdp ban hang chi y&u clia cong ty hién nay 1a “ddy”
(push), khi Cuc Quén 1y dugc chua cé quy dinh vé viéc cAm cdc doanh nghiép trong
nganh st dung thanh phdm dé€ khuyé&n khich mua hang, thi rdt nhiéu phu trach sin
phdm )PM-P roduct Manager) di st dung cdch nay d€ khuyén khich mua hang nhu
mua 5 ting 1.. VGi cdch nay lugng hang tiéu thu ting 1én dot bi€n ma khong hé
Xuit phdt tir nhu cau thuc sy clia thi trudng, va ngay sau khi nhitng chuong trinh
dang nay k&t thiic, lugng hang tiéu thu & thang k€ ti€p lai rét xudng thé tham. Cach
lam nay da ddy hoat dong cung ¥ng vao th€ bi dong, va vi th€ mot loat cic hoat
dong ti€p theo nhu sdn xudt, tai chinh, nhan sy ciling bi dong theo, lam mat di vai
tro 1ap k& hoach, mot hoat ddong chi y€u ctia chudi cung dng. Hau qud cla né 1a
trong nhi€u trudng hgp khi marketing dy b4o sai nhu cau da din d&€n hang loat cdc
quyét dinh sai nhu ton kho cao, 1am ting chi phi ton trit, anh hudng dé&n chi't lugng
hang hod...
2.2.2.2 Tim nguoén hang va mua hang

Mua hang 12 mot hoat dong rit quan trong clia chudi cung Gng, bao gdm:
mua nguyén vt liéu, thainh pham, dich vu va cdc ngudn luc khic phuc vu hoat

déng ctia cong ty.
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Hoat dong mua hang ctia cong ty dudc tach thanh hai mang riéng biét, phong
mua hang clia nha mdy chiu trdch nhiém vé nguyén vat liéu, vat to phuc vu sdn
xuét; bo phan SC-logistics phu trach viéc dit hang va mua thanh phidm tir cdc nha
mdy khdc thudc tap doan, ké ca hang hod sdn xuit tai hai nha mdy clia cong ty tai
Viét Nam.

Phong mua hang tai nha mdy:

Nhu ciu chii y&u phuc vu sdn xuét clia nha may gom: dugc liéu chinh, chat
phu gia, vat tu bao bi d6ng géi va céc dich vu cé lién quan. Cin cf theo nhu cau va
dic thu cda cdc loai sdn pham, nhan su tai phong mua hang dugc chia thanh tirng
mang hang khdc nhau gdm: phuc trach nguyén phu liéu; phu trach vat tu déng géi
bao bi...

Do dic thli clia sdn pham 13 dugc pham, cé yéu cau vé chit lugng rit cao va
ngit ngheéo, vi vay viéc lva chon nha cung cAp doi hdi su tham gia cda nhiéu phong
ban chifc ning bao gdm: phong mua hang; phong thaim dinh; phong ki€m nghiém;
kh&i chat lugng. Trong dé:

- Phong mua hang chiu trach nhiém tim ki€m, lién hé va xay dung quan hé véi
cdc nha cung cip, thod thuin cdc diéu kién mua bdn, hop tic...

- Phong thAm dinh chiu trdch nhiém nhin miu thi nghiém, phdi hgp vé6i phong
thr nghiém 1&n k& hoach va thyc hién viéc thit mau.

- Phong kiém nghiém: chiu trach nhiém th¥ nghiém miu va bdo cdo k&t qua, sau
d6 Trudng khdi chat lugng c6 trach nhiém duyét két qua trude khi trinh Ban

Gidm doc cho quy€t dinh cudi cling.
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Trong qué trinh thuyc hién, n€u bat ct khdu nao c¢6 phdn dnh khdng tot vé
chit lugng san pham va dich vu clia nha cung tng thi s& ti€n hanh duyét xét lai nha
cung tng d6. Ngoai ra, theo dinh ky hang nim cong ty s& c6 mdt doan ki€m tra di
audit hoat dong clia cdc nha cung cAp nhim ddm bio ring sdn phim d6 13 hdp phdp
va ¢6 chat lugng tot.

Bo phdn logistics thuéc SC

Bo6 phan SC logistics chiu trdch nhiém mua cdc mit hing thinh phim tir cic
nhi may khdc nhau trong tip doan, k€ c3 hai nha mdy tai Viét Nam d€ phuc vu yéu
cAu kinh doanh trong nuéc. P€ 1am dudc diéu nay, logistics phdi phdi hdp vdi bd
phan marketing va phong k& hoach clia nha mdy. Hang thing marketing 14p céc
chuong trinh ban hang cho 1-3 thing ti€p theo, tir d6 dy bdo mic tiéu thu cho mdi
san phadm trong tiing thdng, dong thdi du bdo xu huéng trong 12 thing k& ti€p. Quy
dinh ba thdng ti€p theo gin nhit 13 “déng bing” — khong dugc phép thay ddi. Trén
co s6 sO lugng du bdo, bo phan logistics s& xem xét lai tdn kho, k&t hgp v6i phan
mém du bdo dé tinh todn lugng hang bd xung can thiét, sau d6 1am viéc vdi phong
k€& hoach clia nha mdy trong nudc va bo phan nhan don hang ciia cdc nha mdy nudc
ngoai d€ ti€n hanh dit hang, ddng thdi thong bdo s6 liéu du bdo cho nhitng thing
k& ti€p @€ nha mdy c6 k& hoach phan b3 cong xud't va chuin bi nguyén vat liéu.
2.2.2.3 Sdn xudt

Cin ctf sd lugng dit hang, phong k& hoach sidn xuit cia nha mdy sé& 1ap ké
hoach, thuc hién theo yéu ciu dit hang. TruSc day, khi chua st nhap véi nha mdy
Aventis, cong sudt cda nhad may Thii D¢ con han ché&, nhiéu khi khong dip tng
dudc nhu ciu thi trudng va trong nhi€u trudng hgp cong ty khong c¢é did hang cung

caAp ra thi trudng, mic di cdc s6 liéu du bdo di dugc thong bdo trude. Van dé€ nay
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da dugc khic phuc trong 1 nim trd lai diy, nhd viéc ting cudng cdng suit clia nha
mdy Quan 4, ngoai ra v6i mot s& mit hang don gidn, cong ty sit dung dich vu gia
cong sin xuat tlf cdc cong ty khac nhu dau kim, oramox...
2224 Giao hang

Giao hang 13 nhiém vu thudc hai trung tAm phan phdi tai Hd Noi v HO Chi
Minh. Céc don hang tir bd phan bdn hang dugc chuyén vé Phong Quédn 1y kinh
doanh (CSM), d€ dua 1én mang Navision, nhian dugc thong tin nay kho hang s& lap
phi€u déng géi hang (Picking List), trong d6 c6 diy di cdc thong itn vé don hang,
khach hang, t&, sd lugng hang hod, sd 16 san pham. Viéc phan bs s6 16 dwocj mang
mdy tinh thyc hién ty dong theo quy tic 16 han gin xuit trudc, han xa xuat sau, khi
d6 lugng hang ton kho s& dugc ty dong khau trir. Cin cit vao phi€u déng géi nay,
nhan vién soan hang tai kho ti€n hanh soan hang va déng g6i hang hod theo diing
cdc chi ti€t da dugc ghi trong phi€u déng gbi, sau d6 don hang s& dugc chuyén
xuéng man hinh cda bd phin in hod don d€ in hoa don cho tirng khdch hang di kém
v6i hang hod. Trong vong 24h k€ tir lic nhan don, tit ca cdc don hang sé dudc giao
dén tay khiach hang. Pdi v6i cdc khdch hang 13 nha thudc, nhian vién giao hang sé&
truc ti€p thu tién tir khach hang dé€ nhap vé quy k€ todn clia cong ty, riéng ddi véi
khach hang la dai 1y thi dugc vu dai tinh dung 60 ngay.
2.2.2.5 Hang trd vé

Pham vi dp dung:
- Hang nguyén liéu khong ddm bdo chat lugng
- Hang thanh phd&m bi phét hién c6 vin dé vé chit luong, hodc c6 nguy co dnh

hudng dén chat lugng.

Cach thic thyc hién:
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P6i v6i hang nguyén liéu: Trudng hop nguyén vat liéu sau khi nhap vé
khong ddm bio chi't lugng s& dudc luu trit riéng biét d€ chd thl tuc khi€u nai va tra
lai nha cung c4p.

DP&i vdi hang thanh pham, sau khi thu hdi cling s& dugc biét trit, chd quyét
dinh xtt 1y theo cdc yéu cau, quy dinh clia nganh dudc.

Nhu vay, trong 5 hoat dong chii y&u cda chudi cung ng thi hoat dong cla
Sanofi-Aventis mdi chi thyc hién dugc ba hoat ddng hoan chinh 1a tim ngudn hang,
s&n xuat va hang trd v€, con hai hoat dong rit quan trong 1a 1ap k& hoach va giao
hang thi méi thuc hién nira vdi. Viéc 1ap k& hoach hau nhu dudc chuyén sang cho
bd phan marketing, con hoat dong giao hang theo ly thuyét dugc bit dau tir viéc
nhan don hang, chao gid, giao hang dén x{r 1y khi€u nai, hiu mai.., thi bd phan
chudi cung tng clia Sanofi-Aventis mdi thuc hién theo ding nghia phin giao hang
va bdo quan hang hod con phin chio gid, nhan don hang va xi 1y khi€u nai khich
hang... thudc vé bd phan Quan 1y kinh doanh.

2.3  Dénh gid hoat dong SCM ciia cong ty hién nay

2.3.1 Vé t6 chitc nhin su

Qua sd d6 t§ chic va viéc phan tich cdc hoat ddong clia chudi cung Wng,
chiing ta thdy ring vé co ban cong ty d3 nim dugc cdc yéu ciu cda chudi cung tng,
tuy nhi€n viéc tS chic hoat dong cta chudi con phin tdn, chuwa thyc hién dudc viéc
hop nha't chudi cung tng thanh mdt bd phan thdng nhat.

C4c hoat dong ctia chudi dugc thyc hién bdi hai bop han 13 chudi ucng ng
va phong quan 1y kinh doanh, v6i mé hinh t§ chdc nay cic bd phan khic nhau

thudng lao theo nhitng muc tiéu bd phan, lam gidm hiéu qui hoat ddng ctia chudi.
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2.3.2 Vé hoat dong SCM

Do cdc hoat dong clia chudi chua thdng nhat thinh mdt hoat dong lién tuc
theo chu trinh hoan chinh, vi vy viéc quan tri chudi cung tng gip nhiéu bat cap,
kém hiéu qué. Trong ba quy trinh chd y&u cla chudi cung ¥ng 12 CRM (qudn tri
quan hé khich hang); ISCM (qudn tri chudi cung &ng nodi bd) vd SRM (quén tri
quan hé v6i nha cung ng), thi SC mdi lam mdt phan clia nhitng quy trinh nay. Vi
du, ddi v6i quy trinh CRM bao gdm cdc cong viéc tir lic tao nhu cAu, nhin don
hang, giao hang cho dé&n khi k&t thic don hang, dich vu sau bian hang, gidi quyét
khi€u nai, chim séc khach hang, thi SC chi 1am nhiém vu giao hang, con tat ca cdc
cong doan khic thudc nhi€ém vu ctia phong quan ly kinh doanh; trong quy trinh
ISCM, quan trong nhat 13 cong tic du bao dé€ 1ap k& hoach thi viéc nay lai thuoc vé
marketing; v6i SRM, viéc quan 1y cdc nha cung tng chd y&u thudc nhiém vy mua
hang tap doan.. V& thuc chit, hoat dong clia bo phan chudi cung tng hién nay chi
don gian la cdc hoat dong logistics ma thoi.

2.3.3 Vé hi¢u qud hoat dong

Mic dit con mot s6 diém han ché, nhung nhin chung chudi cung tng clia
cong ty ciing di c6 nhitng déng gép tich cuc, gép phan vao thanh cong clia cong ty
trong nhitng nim qua. Chudi cung tng di thuc hién t6t cam k&t ctia cong ty doi véi
cdc khdch hang nha thudc 1a giao hang trong vong 24h, k€ tir liic nhidn don hang.
Bén canh d6 nhu cau clia cdc d6i tuong khach hang 1a dai 1y, nha nhap khiu ciing
dudc ddp dng theo nhu cau.

Panh gid mot cich tdng thé vé cong tic SCM clia cong ty néi chung, chd
khong don thuin 13 ddnh gid giéu qud hoat dong clia bd phan chudi cung tng,

chiing ta c6 thé nhan thad'y SCM ctia cong ty cé nhitng di€ém manh, diém y&u sau:



44

2.3.2.1 Nhitng wu diém
e Nhdn thitc vé SCM

C6 thé néi diéu kién ddu tién v quan trong nhat 12 nhan thifc cla cdc cip
lanh dao vé tAm quan trong cia SCM, tir d6 hudng t6 chiic hoat dong theo SCM.
Vé6i 1gi thé 1a mot doanh nghiép di c¢6 hon 30 ndm trén thi trudng qudc t€, nhitng
ki€n thic, ky thuit trong khoa hoac quan 1y ludn dudc cap nhat thudng xuyén d€ ap
dung trong hoat dong ctia doanh nghiép. Viéc quin 1y nha cung cdp, dic biét la
nhitng nguyén liéu chinh phuc vu sdn xuit dugc thuc hién trén pham vi toan cau,
ludn ddm bdo chat lugng dau vao cla cong ty... Bén canh d6, cong ty ciing di dau tu
phdn mén quédn 1y todn dién (ERP), mot cong cu t3i quan trong d€ thuc hién quin
ly theo chudi cung tng.

o H¢ théng thong tin, phdn mém hod tro.

Hé thdng phan mém quén 1y toan dién ma cdng ty hién dang sit dung 13 phan
mém Navision ctia Microsoft, ¢ khd ning hd trd quin ly & tit cid cdc khau trong
haot dong sdn xudt kinh doanh ciia cong ty bao gdm tai chinh k€& todn, bdn hang,
ton kho..; hd tr¢ cho phadn mém nay 12 Scala dé tinh todn va quin Iy nguyén vat
liéu va phan mém manugistic d€ tinh lugng hang bd xung. Hién nay cong ty da thuc
hién dugc viéc tich hgp thong tin tir ba phAn mém nay d€ tao thinh mot chu trinh
quan 1y khép kin tir sdn xuat dén tiéu thu.

e Ludn cé sdn hang cung cdp cho thi truong

Thong qua mang quan ly, lugng hang ton kho dugc ciAp nhit hing ngay cho
cdc d6i tuong phong ban gdm bd phan ban hang, logistics, quan 1y kho hang, nha
mdy sdn xudt, do vay khong bao gid x4y ra tinh trang thi€u hang cung cip cho thi

trudng, du 1a cdc thi trudng tinh/thanh trong cd nudc. Nha mdy ciing chi dong trong
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viéc chuin bi nguyén phu liéu phuc vu sdn xuét, xAy dung muc ton kho an toan cho
tirng loai san pham khac nhau.
e Dich vu khdch hang tot

Cong ty cam két thuc hién dich vu giao hang tin tay khdch hang trong vong
24h k€ tir Iic nhan don hang. P& 1am dugc diéu nay, cong ty da cé nhitng quy trinh,
quy dinh rd rang thuc hién cho tirng khau, vi du sau khi nhadn dugc don hang truc
ti€p do khach hang goi d&€n hay trinh dugc vién dwa vé, bd phan chim séc khach
hang (Call-center) ¢c6 nhiém vu nhip don hang vao hé thong navision, trén hé
thong sé& thé hién chi ti€t don hang nhu mi khach hang, tén, dia chi.. ddng thdi thé
hién thdi diém nhan don hang. Néu don hang nhin trude 11 gid sing thi s& dudgc
giao vao budi chiéu cling ngy, don hang nhan tir 11am-4.30pm sé& dudc giao vao
sdng ngay hom sau. Bén canh d6 cong ty t6 chifc dudng diy néng d€ khiach hang c6
thé€ goi dién dé€n cong ty bat ky lic nao, mién phi, d€ hdi cdc thong tin vé sin
phdm, dich vu ciing nhu cdc khi€u nai lién quan dé€n san pham va dich vu ctia cong
ty. T4t cd nhitng khi€u nai cda khdch hang déu dudc 1ap hd sd va bdo cdo véi Ban
Giam doc theo dinh ky hang thdng. Vi mdi khi€u nai, sau khi dua ra phuong 4n
gidi quyét, Phong dich vu khdch hang con phdi 14y y ki€n kh4ch hang vé cdch gidi
quyé&t d6 gdm 3 mirc do: “khong hai 1ong”; “tam hai 1ong” va “hai long”, con cic
phong ban lién quan phdi gidi trinh véi Ban Gidm ddc v€ khi€u nai d6, tim nguyén
nhan va bién phap khic phuc, vi vdy hau nhu tit ci cdc khi€u nai cda khdch hang
déu dugc xem xét va gidi quyét triét dé.

2.3.3.2  Nhitng han ché&
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Qua phan tich cdc hoat dong clia chudi cung tng, ching ta thdy ring mic du
cong ty da t6 chic bo phan chudi cung @ng riéng, nhung hoat ddng cia né chua diy

dd, cong tdc SCM cdn ¢6 nhitng han ché sau:
e Co cdu td chiic

Xét vé cd ciu td chifc, chiing ta thdy ring phong quin ly kinh doanh la
phong chiu trach nhi€m quan tri quan hé khach hang cht khong phai SC, tuy nhién
phin giao hang lai tdch khdi dich vu khdch hang, nim trong hé thong phan phoi
thuyoc SC. Piéu nay cho thiy cich thic td chitc khong 16 rang, khdng phan dinh rd
khu vuc trach nhiém déi véi tirng quy trinh, tirng d6i tugng phuc vu cda chudi cung
ung.

o Chua xdy dung dugc chién lugc hoat djong tong thé

Trong hoat ddng cong ty méi chi quan tAm tSi viéc dit ra muc tiéu k& hoach
ma chua xdy dung dudc chié€n lude tdng thé, vi viy cdc bd phan chiic ning chi chi
y dén viéc dat dugc cdc muc tiéu bd phan ma thi€u sy phdi hgp véi cdc bd phan
lién quan. Viéc phan tich chic ning du bdo ciia marketing cling cho chidng ta mot vi
du vé diéu nay, diéu nay 1am mat di y nghia clia hoat dong chudi cung tng, di
ngugc lai véi nhitng ton chi cda chudi cung tng 12 hgp tdc toan dién, huéng t6i muc
ti€u chung.

Hién nay, bd phan ban hang c¢6 3 muc tiéu chinh 1a doanh s6, s6 khach hang
(tim ki€m nhitng khiach hiang mdi), vd muc tiéu vé laoi sdn phaAm. Nhu vy, trong
ban hang muc tiéu vé chi phi chua dugc dit ra vd gin nhu tidch rdi khdi muc tiéu

ban hang, vi vdy hoat dong clia sale chua chi y tdi diéu ti€t va quin Iy cAu ma chd
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yé&u chi chay theo doanh s&. Tinh trang don hang don vé cudi thing xdy ra thudng

xuyén, con dau thang thi ri't it don hang, diéu ndy giy nén nhitng tic dong xau sau:

- Gay 4p luc 16n cho phin phoi trong nhitng thdi diém cudi thang.

- Nhiéu trudng hgp khach hang chua can hang ngay, din dén tinh trang giao di
giao lai nhi€u 1an, gy lang phi 16n vé nhan lyc va chi phi.

- D& x4y ra sai s6t trong hoat dong kho, do khong ki€m sodt hét.

- Khong st dung hiéu qui nhan luc giao hang, ddu thiang thi qua it don hang
nhung vAn phdi trd luong day dd, trong khi cudi thing qud nhiéu don phdi thanh
todn tién 1am ngoai gid...

e Chua thic hién t6t viéc phan khiic khdch hang

D3&i tugng khach hang hién nay c6 thé chia thanh 3 d6i tugng khich hang
chinh, bao gom:

- Khéach hang dai ly.

- Khach hang nhap khiu.

- C4c nha thudc.

Céc cong ty lam dai 1y cho cdng ty hién nay gém: Diethelm, CPV va
Hapharco, trong d6 mdi dai Iy ¢c6 modt phan viing hoat dong riéng: Diethelm chiu
trach nhiém phan phdi cho tit ci cdc tinh thanh ngoai Ha Noi va HO Chi Minh;
CPV phin phdi cho cdc bénh vién tai TP. H5 Chi Minh va Hapharco phan phdi cho
cac bénh vién tai Ha No§i.

Khich hang nhiap khiu clia cong ty chd yé&u 1 cdc cdng ty truc thudc tap
doan tai mot s6 nudc Chau A nhu: Hongkong, Singapore, Malaysia, Cambodia va

Lao.
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Nhu vay, véi hai d6i tugng khach hang trén, cdng tdc dich vu khdch hang va
giao hang khd don gidn vi lugng hang tip trung, s6 lugng don hang it, thudng la
thdng/lan. Riéng d6i vdi cac khach hang la nha thudc do cong ty truc ti€p phan phoi
thi vAn dé khong don gidn nhu vay. Hién nay s6 khdch hnag 12 nha thudc clia cong
ty 6 TP. Hb Chi Minh khodng 1200 nha thudc va & Ha Ngi 1a 700. TruSc day, trong
s6 kh4ch hang 12 nha thudc, cong ty phan ra nha thuéc bdn budn va nha thudc ban
18, phan biét hai ddi tuong nay biing chinh sich chi€t khau, va diéu nay da giy ra
canh tranh khong binh ding giita cdc nha thudc. T ddu nim 2006, cdng ty quy nha
thudc thinh mot d6i tuong khach hang déng nhat, dudc hudng cling mot chinh sach
chi€t khau va ciing mic d6 dich vu khach hang. Piéu nay lai gy nén mot s§ di€ém
bat hop 1y sau:

- Khong c6 chinh sich riéng cho khiach hang 16n, khdch hang tiém ning, vi vy
khong khuyé&n khich t6t d6i tugng khach hang nay trong viéc diy manh ban
hang ctia cOng ty.

- Phan nhiéu s6 khdch hang nhé la nhitng khdach hang khong chuyén nghiép,
nhiéu nha thudc chi 1am ngoai gid, hoic c6 mit bing nén md nha thudc dé
kinh doanh thém chtt khong dit muc tiéu kinh doanh 13 chinh. Vi th€ cdch lam
viéc clia nhitng nha thudc nay khong chuyén nghiép, khong ton trong viéc thuc
hién don hang, don hang nhd, nhiéu trudng hgp dit hang nhung khi giao hang
lai khong c6 tién thanh todn.., phdi giao di giao lai nhiéu lin, lam phat sinh

céc hoat dong vé quin 1y va giao hang.
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KET LUAN CHUGNG 2

V6i vu thé 12 mot doanh nghiép c6 von dau tu nuSc ngoai, ¢ kinh nghiém vé
quan ly Sanofi-Aventis 12 mot trong s6 it cdc doanh nghiép di tién phong trong quén
1y chudi cung &ng. Hoat dong nay da va dang chitng td hiéu qua ctia né d6i vdi hoat
dong san xudt kinh doanh cda cong ty. Tuy vy, SCM khong thé phat huy hiéu qua
néu khong c6 dinh huéng va sy phoi hdp toan dién giita cdc bd phan c6 lién quan,
trong d6 diéu can fthi€t 12 phai c6 cdch t6 chic hop 1y, hiéu qua, ddng thdi phdi cé
nhitng chi€n lugc hoat dong t€;ng thé, nhim huéng moi hoat dong theo dinh huéng,

ddm bao tinh hiéu qua va quan ly t&t chu phi trén tdng thé.
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Chuong 11
MOT SO GIAI PHAP NHAM NANG CAO HIEU QUA UNG DUNG SCM
TAI CONG TY LD DUGC PHAM SANOFI-AVENTIS VIET NAM

3.1 Téng quan nganh duge Viét Nam

Trudc giai phong, cong nghiép dudge Viét Nam hau nhu khong phat trién, cic
laoi thudc tAn dugc chii yéu duge nhap khiu tir nudc ngoai. Sau gidi phong, vdi sur
trg gitip vé€ tai chinh va k§ thuat cong nghé cla khdi SEV, cong nghiép dugc Viét
Nam mdi bdt dau dudc hinh thanh, chi y&u tap trung & Ha Noi va H6 Chi Minh.
Niam 1996, Thd tuéng Chinh phli ban hanh “Chinh sich quoc gia vé thudc”, cong
nghiép dugc Viét Nam bit dau khdi sic va c6 nhitng budc ti€n dang k€. Theo sd
liéu cia Cuc Quan ly Dugc Viét Nam, trong vong 10 nim (1995-1005), tdng tri gid
thi trudng dugc pham ting 2,9 1an, tir 280 triéu USD ndm 1995 1&én 810 triéu USD
nim 2005. Mic tiéu thu thudc binh quan dau ngudi ting 2,4 1an, tr 4,2USD nim
1995 1én gan 10USD nidm 2005, ting 10 1an so véi nim 1990.

San lugng thudc sidn xuit ndi dia ting tir 2.280 ty VND, tuong ducng 152
triéu USD niam 2000 1én 6.300 ty VND, tuong dudng 395 triéu USD nam 2005
(chi€m trén 48% thj trudng dudc pham), trong d6 khu vuc cé von ddu tv nudc ngoai
c6 30 dy 4n dau tu, hang nim cung cAp khodng 40 triéu USD dugc pham. Muc tiéu
d&n nim 2010, thudc sdn xuat trong nudc di ddm bdo 60% nhu cau thj trudng; mic
tiéu diing thudc binh quan dau ngudi 1a 12-15USD/nidm, dat mic 1,5 dugc s§/10.000

dan.



51

100+

80+

_J

60+
O East

B West
201 O North

401

1st 2nd 3rd 4th
Qtr Qtr  Qtr Qtr

3.2 Dinh hwéng phat trién nganh dwoc, co hdi va thach thire hAu WTO

3.2.1 Dinh huéng phdt trién nganh duoc.

Xdc dinh vai trd cda nganh dudc trong su nghiép phat tri€n kinh t&, xa hoi va
an ninh qudc gia, ngdy 30/6/2006 vira qua Thi tuéng Chinh pht di ky quyét dinh s6
153/2006/QP-TTTg vé viéc phé duyét quy hoach tdng thé phat trién hé thong Y t&
Viét Nam giai doan 2006-2010 va tAm nhin dén nim 2020, trong dé xac dinh rd
muc tiéu cua nganh dugc trong giai doan nay la:

e Phit trién nganh dugc thanh mdt nganh kinh t€ miii nhon

- Phat huy tiém ning, th€ manh vé dudc liéu va thudc Y hoc ¢6 truyén (YHCT).
Pén nim 2015 ddm bdo 30% s6 thudc dugc san xudt trong nudc 1a thudc cé
ngudn goc tir dudce liéu va thudc YHCT

- DP4m bdo thudc sidn xuit trong nudc ddp wng dudc 60% gia tri ti€n thudc vao
nam 2010, va 70% vao nam 2015.

- XAy dung va phdt trién hé thong lvu thdong phan phdi va cung tGng thudc tir
trung uong dén dia phuong, ddm bio moi ngudi dan c6 nhu ciu déu c6 thé ti€p
can dugc véi ngudn thudc c6 chi't luong va gid ca hop ly.

- Muc tiéu dén nim 2010, tit cd cdc co s& sdn xudt va kinh doanh thudc phdi

dat cdc GPs (Good Practices), 1a bd quy tic thuc hanh thudc t8t gom: quy tic
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3.2.2 Nhiing thay doi chii yéu vé moi truong kinh doanh duoc phdm hdu WTO

Chinh thitc tr§ thanh thanh vién tht 150 cia WTO dong nghia vdi viéc Viét Nam

chinh thitc chdp nhan gia nhip sin choi chung, v6i nhitng quy tic, quy dinh chung

trén th€ gidi. Trong d6, c6 4 nguyén tic cd ban la:

Nguyén tic t8i hué quéc (MFN — Most Favored Nation), theo d6 n€u mdt thanh
vién danh cho mdt nu6c thanh vién khdc sy d6i x{t vu dii ndo dé thi cling phdi
danh sy wu dii nay cho tat ci cdc thanh vién khic. Tuy nhién, nguyén tic nay
khong c6 tinh chi't tuyét d6i ma vin c6 nhitng ngoai 1& va mién trir.

Nguyén tic ddi xit quoc gia (NT- National Treatment): hang hoa nhip khiu,
dich vu va quyén sd hitu trf tué nudc ngoai phdi dugc ddi xir khong kém thuan
1gi hon so v6i hang ho4 ciing loai trong nudc. Tuy nhién, trong khudn khé WTO,
nguyén tic NT chi 4p dung d6i véi hang hod, dich vu va quyén sé hitu tri trué
chit chua 4p dung ddi véi cdc c4 nhan va phdp nhan.

Nguyén tic md ctra thi trudng cho hang hod, dich vu va diu tu nudc ngoai, thi€t
1ap mot hé thong thuong mai toan cAu md cita.

Nguyén tic canh tranh cong bing: (Fair Competition) — tu do canh tranh trong

nhitng diéu kién binh ddng nhu nhau.

Nhitng thay d6i vé thué:

Dv ki€n mifc thu€ chung 4p dung cho dugc pham chi con 0-5% so véi mic thué
0-10% nhu truGe day.
Muc thué trung binh 13 2,5% sau 5 nim k& tir ngay Viét Nam gia nhap WTO.
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- Thué trung binh ddi véi my phdm gidm tir 44% xudng con 17,9% vao thdi di€ém
Viét Nam phai thuc hién day dd cdc cam két.

Thay d6i vé quyén kinh doanh:

- K& tir 1/1/2009, cdc doanh nghiép c¢6 von dau tu nudc ngoai, chi nhdnh clia cdc
DN nudc ngoai tai Viét Nam dugc truc ti€p xui't nhap khau dugc pham.

- Cédc doanh nghiép nuéc ngoai khong dugc tham gia phan phdi truc ti€p dudgc
phdm tai Viét Nam. Thudc do doanh nghiép nudc ngoai nhip khiu dugc ban lai
cho cdc doanh nghiép c6 chic ning phan phoi.

3.3 Nhifng co hdi va thach thic vdi cac doanh nghiép duge Viét Nam

3.3.1 Cohoi

V6i vu thé 12 mot cdng ty da qubc gia, Sanofi-Aventis da ng nim gitt hai 1gi
th€ rit manh trong kinh doanh nganh dugc 12 khd ning nghién cu phat trién
(R&D), va khdn ning vé von. Ngoai ra v6i mang ludi hoat dong & hau khip cic
nudc trén thé gidi, gitp cdng ty c6 khd ning ti€p can v6i nhi€u ngudn thdng itn vé
tinh hinh céc loai bénh 1y, ciing nhu cdc k€t qué nghién cttu khoa hoc ngoai cong ty.
Hon thé, cong ty con s& hitu mot tai sdn vo gia 1a thuong hiéu Sanofi-Aventis, mot
thuong hiéu da dugc khing dinh trén thi trudng trong nudc va th€ gigi. Theo bang
x&p hang cdc doanh nghiép dudc trén th€ gidi, hién nay Sanofi-Aventis 1a doanh
nghiép dugc ditng thu ba thé gdi va ditng ddu Chau Au, day 12 mot th€ manh khong
thé pht nhin, tao diéu kién cho cdng ty tung cdc sin phAm mdi ra thi trudng.

Trong boi cdnh cong nghiép dugc Viét Nam con 12 mdt nganh cdng nghiép
non tré, c6 tdc dd ting trudng cao, nhu ciu vé cédc loai thudc chita bénh clia ngudi
dian ngay cang ting (tham khdo s6 liéu vé mic tiéu thu thudc binh quin dau ngudi

tai Viét Nam), diéu nay hita hen mot thi trudng dude phdm vo cling tiém ning, dé
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Viéc gia nhdp WTO da thic ddy Viét Nam phai nhanh chéng hoan thién hé
théng luat phap clia minh, hién nay chiing ta di c6 5 bo luit quan trong d€ diéu
chinh hoat dong kinh doanh trong nganh dugc d6 la: Luat dugc; Ludt thuong mai;
Luat Doanh nghiép; Luit S& hitu tri tué; Luat dau tu va Luat canh tranh. Piéu nay
da gidp moi trudng kinh doanh néi chung va mdi trudng kinh doanh trong nganh
dudc néi riéng minh bach va 16 rang hon, tao di€u kién cho cdc doanh nghiép trong
viéc hoach dinh cdc chié€n lugc va k& hoach ph4t tri€n kinh doanh dai han.

Hién nay cong ty dang phai d6i dau v6i mot van dé vo cling nan gidi 12 hang
gid, hang nhdi, hing kém chit lugng..., nhitng vdn dé dang gdy ton thit nghiém
trong cho cong ty ca vé uy tin thuong hiéu va doanh thu bdn hang. Trén thi trudng
Viét Nam hién nay c¢6 khéng dudi 10 mit hang cia cong ty dang bi cdc doanh
nghiép trong nuéc 1am gid va nhdi nhdn hiéu, trong d6 c6 nhiéu mit hang bi lam
nhdi nhi€u 1an nhu Nautamine, Theralene... Ngoai ra, c6 mot s6 mit hang chua hét
han bin quyén da bi cdc cong ty dua ra sdn xuit dai tra nhu Plavix..., diy 12 nhitng
vaAn dé€ vugt ngoai kha ning ki€m sodt clia cong ty, vi vay véi su ra ddi cda Luit sé
hitu trf tué, hy vong ring cong ty c6 thé gidi quyét van dé nay mot cich triét d€ va
hiéu qua hon.

Gia nhap WTO ciing dit ra cidc yéu cau v€ gidm thu€ va cdc khodn phi nhap
kh4u, diéu nay sé& gitip doanh nghiép gidm chi phi kinh doanh, va diy ciing 13 co
hoi gitip doanh nghiép c6 thé ti€p cin v6i nhi€u d6i tugng khach hang hon.

3.3.2 Thach thiic
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Bén canh nhitng thuin 1gi, co hoi vé thi trudng va vé diéu kién kinh doanh,
cong ty ciing khong tranh khéi nhitng thach thifc to 16n tir cdc doi thi canh tranh
khéc. Hién nay, khu vuc Chau A-Thai Binh Duong dugc ddnh gid 13 khu vuc ning
dong nhi't th€ gidi, cdc tap doan kinh t€ dang dd xd vao dau tu, khai thic cdc co hoi
kinh doanh & khu vuc nay, trong d6 c6 Viét Nam, vi thé trong thdi gian t6i canh
tranh kinh t&€ tai khu vuc nay s& ngay ciang khoc liét, va dudc pham ciing khong
nim ngoai xu th& dé.

Ngoai ra, cdc cong ty dugc pham hién nay dang dung nhi€u manh khoé dé
khai thac v phdt tri€én manh cdc mit hang generic gid ré (12 nhitng mit hang hét
thdi gian bdo ho s hitu tri tué), thyc t€ 12 ¢6 nhhiéu mit hang thudc s§ hitu cia
Sanofi-Aventis di chua hét thdi gian bdo ho di bi mot s6 hang sdn xuit thanh hang
generic. Nghiém trong hon nita 12 vi pham nay dién ra trén pham vi th€ gi6i, vi du
mit hang Plavix dang bi vi pham ban quyén tai My va Thdi lan, diéu nay truc ti€p
de doa dén hang chinh hdng ctia cong ty, doi hdi cong ty phai c6 nhitng bién phap
hitu hiéu cd vé phdp 1y va cdc bién phdp kinh t€ nhim han ch€ t5i da van dé nay.
Mot trong nhitng bién phdp kinh t&€ ma cong ty c6 thé 4p dung 1a ty phat tri€n hang
generic chinh hing, tifc 12 v6i nhitng mit hang sip hét han bdo hd quyén tri tué,
cong ty s& chu dong phat trién thanh hang generic nhu 1a mot bién phdp ty bio vé.

3.4 Mot sé giai phidp nhim ning cao hiéu qui hoat dong SCM tai Sanofi-

Aventis Viét Nam

Trong diéu kién moi trudng kinh doanh khong ngirng thay d6i va canh tranh
ngldy cang gay git nhu hién nay, doi hdi cdc doanh nghiép phdi ludn tim moi cich
hop 1y hod hoat ddng sidn xuat kinh doanh, ti€t gidm chi phi va ning cao ning luc

canh tranh. Mic di di c6 mdt s6 1gi th€ nhat dinh, nhung nhitng 16i thé d6 s& khong
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ton tai mai mii vdi cong ty néu ching ta khong tao ra dugc nhitng co ché, chinh
sach phit hop d€ nuoi dudng va phat trién nhitng 1gi the do.

Trén cd s§ phan tich thuc trang SCM tai doanh nghiép, theo t6i c6 mot s6
gidi phap c6 thé gitp cong ty ning cao hiéu qua hoat dong ciia chudi cung ng nhu
sau:

3.4.1 Tditéd chiic cocdu

Qua phan tich thuc trang hoat dong chudi cung ng, chiing ta c6 thé thdy con
nhi€u bt cap trong cich thic t§ chifc cic hoat dong ciia cong ty. Phong quan ly
kinh doanh thuc hién cdc chifc ning vé quan 1y don hang, nhung khong thudc bod
phan ban hang, cling khong truc thudc chudi cung dng, ma ding doc 1ap. Trong
di€u kién cdng ty khong dwa ra dugc chi€n ludc canh tranh cu thé, bd phian ban
hang theo dudi muc tiéu 13 nhitng con s6 trén doanh s&, con muc tiéu clia chudi
cung ng 13 ti€t gidm chi phi thi phong quin 1y kinh doanh sé& theo dudi muc tiéu
nao? Trong hoat ddng hién nay, phong quin ly kinh doanh c6 xu huéng c& ging ddp
tng moi yéu cau khich hiang biing moi gid, khong can quan tAim dé€n chi phi phin
phdi, diéu nay gdy ra mau thuin thudng xuyén giita phan phdi va ban hang.

P& khic phuc diéu nay, theo t8i nén hop nhat bd phan quan 1y kinh doanh
hay thuc chit 13 quin Iy don hang vio chudi cung Gng theo md hinh t§ chitc chudi
cung ng hdp nhat, mo hinh ma hau hét cic cong ty dang theo dudi hién nay, nhim
c6 mdt cd cAu gon nhe, linh hoat, c6 khan ning phan ng nhanh v&i nhitng bi€n ddi

ciia moi trudng. Hinh 3-2
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Qua md hinh, chiing ta thiy ring cdch td chiic nay gon nhe hon mo hinh cii,
thdng nhat dugc cic hoat dong va chitc ning ctia chudi cung ng trong mot bo
phan, diéu nay sé gitip chudi c6 di kha ning va pham vi hoat dong d€ thuc hién
nhiém vu trén cé ba linh vuc 1a quna 1y nha cung @ng, quan 1y hoat ddng ndi bd va
quan 1y khdch hang. Cdch 1am nay sé& gidp chudi tim hiéu tdt hon nhing nhu ciu
cia khach hang, nim bit nhanh nhitng thay ddi trong kha ning cung tng d€ cé thé
thuc hién kip thdi nhitng diéu chinh trong noi bo, tranh nhitng 16 hdng trong trao d6i

thong tin, ddng thdi thuin 1gi hon trong trién khai cdc chi€n lugc hoat dong ciia
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cong ty va cua chudi cung tng.

Quéan 1y nha

cung Ung

Mua hang

Quédn 1y don

hane

Thuc hién don

hane

San xuit

Hinh 3-2: Dé nghi mé hinh té chitc mdi tai Sanofi-Aventis
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3.4.2 Xdy dung chién luoc hoat dong tong thé

Xay dung chi€n ludc kinh doanh, hay chi€n lugc canh tranh nhim x4c dinh
phuong huéng hoat dong 1a diéu vd ciing can thi€t @€ doanh nghiép ludn di ding
huéng, déng thdi ddm bdo viéc phdi hop hoat dong mot cdch hiéu qua nhat, tuy
nhién day lai 13 mot trong nhitng diém yé&u clia cong ty hién nay. Cdch ma cong ty
dang st dung hién nay 13 ciin ctf vio két qua kinh doanh nim trudc d€ dit muc tiéu
vé doanh s& cho nim sau, sau d6 muc tiéu doanh s6 s& dugc phin b6 theo ting mat
hang va phu trach cdc nhdn hang, nhitng ngudi nay sé tu 14p k& hoach cho minh dé
dat dugc muc tiéu trén. V& phia cong ty sé hd trg ban hang bing cdc hinh thitc chi&t
khau, thudng doanh s& va ddu tw mdt phan ngin sich cho cdc hoat ddng marketing
khic nhu quing ba sdn pham, vat tu phuc vu cong tic khuy&n mai... P8i vdi cdc bd
phan khdc, cong ty chua ¢c6 mot chi€n lugc hoat dong cu thé dé ciing phdi hdp hanh
dong.

Ching ta biét ring chién ludc canh tranh dugc bit dau bing viéc x4c dinh
cdc nhu cAu clia khdch hang, trén cd s& d6 sé dinh ra céch thitc thod man nhu cau
d6 bing cdc sdn pham va dich vu cia minh. Mot chi€n lugc canh tranh t3t 13 mot
chi€n ludc c6 thé phat huy tdi da hiéu qué cta chudi gid tri trong doanh nghiép, bit
dau tir viéc ph4t trién sdn phdm mdi, marketing/ban hang, sidn xuit, phan phdi va
dich vu... Viéc thyc hién chién Iugc canh tranh doi hdi phai cé sy tham gia, phdi hop
ddng bo clia cdc bo phan trong chudi gid tri, vi du: chi€n ludc phat trién sdn phim
mé6i nhim dua ra dinh huéng phdt tri€n loai sdn phd&m nao trong tuong lai; chién
lugc marketing va ban hang x4c dinh cdc phan khic thi trudng, cdch thitc dinh vi
san pham, dinh gid va cdc chinh sdch bdn hang; chi€n lugc chudi cung ng xdc dinh
cich thi'c mua hang, van chuyén, tdn kho, phan phdi, dich vu khich hang.. Su

thanh bai cda doanh nghiép phu thudc vdo hai diéu kién: thi nhat l1a chi€n ludc
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canh tranh va cdc chi€n ludc chic ning phai phit hdp vdi nhau d€ hinh thanh mot
chi&€n ludc hgp tdc tdng thé, mdi chi€n lude chifc ning phdi c6 khd ning hd trd cic
chitc ning khéc, ddng thdi gidp doanh nghiép dat dudc cdc muc tiéu canh tranh; thi
hai 12 phai thi€t k€ cdc hoat dong clia phong ban chifc ning phit hgp vé6i cdc ngudn
luc sdn c6, d&€ ddm bio ring mdi phong ban déu cé thé thyc hién tdt cic chién lugc
da dé ra.

Hoat dong cia doanh nghiép s& khong hiéu qui néu thi€u tinh déng nhat vé
chi€n ludc, hodic cidc ngudn luc khong dd khd ning hd tr¢ chi€n luge, vi du
marketing dua ra chuong trinh giao hang dén tin tay khiach hang trong vong 24h,
trong khi d6 bd phan phan phdi lai mudn gidm chi phi van chuyén va khi d6 bod
phian phan phdi c6 xu huéng mudn gom cic don hang lai d€ di giao cung lic, diéu
ndy mau thuin véi hoat dong ctia marketing...

Pé xay dung dugc mot chi€n lugc dong nhit, di€u quan trong 13 doanh
nghiép phdi xdc dinh dudc nhu cau clia khich hang trong mdi phin khiic thi trudng
ma minh dang mudn nhim t6i, dong thdi xem xét cdc van d&€ m a chudi cung ng c6
thé gip phdi trong viéc thod man nhu cau nay. Tim hi€u nhu ciu khdch hang 13 yéu
ciu diu tién d€ gitp doanh nghiép x4c dinh ding yéu cau vé mic d6 dich vu va chi
phi, con tim hi€u cdc y&u td bat thudng nhim gitp doanh nghiép nhan dang nhitng
tinh hudng c6 thé xay ra d€ cé cdc phuong 4n d6i pho.

3.4.3 Phdn khiic thi truong trong khoi cdc khdch hang la nha thubc

Chiing ta biét ring, diém diu tién trong xdy dung mot chi€n lugc canh tranh
la phan khic thi truGng hay phan loai khdch hang, day cling 1a mdt trong nhitng
di€u kién néu cong ty mudn thuc hién gidi phdp dong nhit cdc chi€n lugc hoat

dong.
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Nhu d3 trinh bay & phan trudc, hién nay cong ty c6 ba ddi tugng khach hiang
chinh la: dai 1y, nha nhap khiu va nha thudc. Mbi ddi tudng trén ¢6 pham vi hoat
dong khac nhau do d6 khong c6 khd ning canh tranh 1an nhau. Mit khéc s6 lugng
dai Iy va nha nhap khau it, thuc hién theo hop ddng dai han vi vay ciing it c6 nhitng
vaAn dé phit sinh, do vay nha thudc dudc coi 12 d6i tugng khach hang phuc vu chinh
clia cong ty. Do vy, 8 phan nay ching ta chi dé cip dén d6i tugng khich hang 1a
cdc nha thudc.

Ching ta biét ring cdc ddi tugng khach hang khic nhau thi nhu ciu ciing
khéc nhau & nhitng khia canh sau:

e SO lugng don hang

e Thdi gian giao hang

e Cdclaoi mit hang yéu cau
e Yéuciu vé mic do dich vu
o Gidca

Do mifc do dich vu c¢6 lién quan mat thi€t dén chi phi, dich vu cao s& lam
ting chi phi cd vé thdi gian va tién bac, nhung ngudc lai dich vy thdp s& lam mat
khdch hang va c6 thé mit cd hoi kinh doanh, vi vy diéu quan trong 13 xdc dinh
chinh sach dich vu cho cdc doi tugng khach hang khiac nhau mot cdch hop 1y.

Vi nhitng 1y do trén, theo tdi cong ty ciAn phan cdc nha thudc thanh ba loai I,
II va III cin ¢ vao quy md va tiém ning clia nha thudc. Ung v6i mdi laoi khich
hang s& c¢6 mot chinh sich dich vu riéng vé diéu kién chié€t khau, mitc do dich vu,
thdi gian giao hang va cdc chinh sdch hiu mii.. Piéu ndy, mdt mit gidp cong ty cit
gidm va hgp 1y hod chi phi, mit khéc ciing 12 di€u kién khuyé&n khich nd luc clia
ciac nha thudc nhim ning hang d€ dugc hudng cic mitc dd dich vu cao hon. Tuy

nhién, do cong ty mudn nhim tSi cang nhiéu khich hang cang tdt, nhim cé mot
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nén méng vitng chic trén thi trudng nén viéc phan loai khich hing nén chd y nhiéu
dé&n phan loai dich vu hon 1a mifc chi€t khau, trdnh chénh 1éch gid qua nhiéu giita
cac khach hang 16n va khach hang nho.
3.5 Kié&n nghi

Qua thyc t&€ hoat dong va ddnh gid clia c4 nhin, d€ niang cao hiéu qui hoat
dong cia doanh nghiép néi chung va chudi cung ng néi riéng, tdi c¢6 hai ki€n nghi
sau:

3.5.1 Xaydung hé thong quanly “mao”

Sanofi-Aventis Viét Nam la mdt trong nhitng doanh nghi€p c6 quy moé kha
16n tai Viét Nam, nhan vién lam viéc v6i mitc dd chuyén mon hod cao, moi cong
viéc déu dudc md ta, 14p quy trinh thuc hién khd chi ti€t, diéu nay gitp ning suit
lao dong cao, ddm bdo cong viéc dudc thuc hién theo ding yéu cau. Tuy nhién, do
diéu kién kinh doanh va mdi trudng phdp 1y ludn thay d6i, trong khi d6 nhitng quy
dinh, quy trinh lai khong dugc thay ddi va cAp nhat thudng xuyén, do vay viéc td
chitc cong viéc chii yéu dudc thyc hién theo théi quen, 161 mon, lam mat tinh chu
dong va sing tai, thi€u linh hoat trong x& 1y cong viéc. P& SCM hoat dong hiéu
qud, di€u can thi€t 1a phdi t& chitc doanh nghiép theo huéng phat huy tinh chd dong,
sdng tao va tinh than trach nhiém cda tit cd cdc thanh vién, huéng t6i muc tiéu
chung clia toan doanh nghiép. Do vay can thi€t phdi xay dung bd phin theo ddi
cha't lugng hoat dong, ¢ chifc ning ra sodt lai cdc quy trinh, thu nhin nhitng y ki€n,
khi€u nai ctia khdch hang va clia cac bo phan trong ndi bd nhim thyc hién cic cai
ti€n hoat ddng cua cdc phdong ban chifc ning trong toan doanh nghiép. Pay 1a bd
phin déng vai trd chii y&u ti€p nhin, d€ xuit cdc phuong 4n cii tién lién tuc va

toan dién clia hé thong, ddng thdi thyc hién chifc ning d4nh gid, thanh tra ndi bo
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nhiim phat hién kip thdi nhitng nguy cd, léch lac trong hoat ddng cia t6 chic d€ c6
chan chinh kip thdi.

3.5.2 Hién dai hod sdn xudt, nang cao trinh dé doi ngii nhdn vién

Nhin vao cd cdu lao dong clia cong ty, ching ta thidy ring cong ty con qud
nhiéu lao dong phd thong, lao ddng gidn don do mot s6 mdy méc, thi€t bi cla cong
ty con lac hdu. VGi xu huéng cong nghi€p hoa va hi€n dai hod hi€én nay, theo to1
cong ty caAn dau tu hon nita vao mdy méc cong nghé, hién dai hodc cdc quy trinh
san xuit, gidm lao dong gidn don va ning cao chit lugng sdn phaAm. Bén canh do,
cong ty can xAy dung chinh sich tu dio tao d€ ning cao k¥ ning va trinh dd clia
nhéin vién trong cong ty, xay dung mot doi ngli nhan vién co tri thic, trinh d9, ludn

s&n sang thich ng vé6i cdc diéu kién kinh doanh méi clia cong ty.

KET LUAN CHUGNG III

Qua viéc phan tich diéu kién, co hoi va thach thitc hAu WTO cda nganh dudc
Viét Nam néi chung va cia cong ty Sanofi-Aventis néi riéng, ludn dn da dua ra mot
s0 gidi phédp, ki€n nghi nhim ning cao hiéu qud SCM tai cong ty lién doanh dudc
phdm Sanofi-Aventis Viét Nam nhu: tdi t6 chic co cAu doanh nghiép; hoach dinh
cdc chi€n luge canh tranh tdng thé, xdy dung chi€n lugc cho cdc phong ban chifc
niing; phan khiic khdch hang; xdy dung cd ch€ quidn Iy m&d va hién dai hod sidn
xuit, ning cao trinh do d6i ngli nhan vién. V4i nhitng gidi phdp va ki€n nghi trén,
hy vong ring cong ty c6 thé xem xét, 4p dung nhim xay dyng mot cd ciu td chitc
tot hon, ti€t gidm chi phi va c6 thé mang lai nhiéu Igi ich hon cho cdc khach hnag

ciia minh va xa hon nita 1a nhitng ngudi bénh tai Viét Nam.
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PHAN KET LUAN

SCM Ia mot khdi niém khd mdi tai Viét Nam, nhung theo tac gid né 1a mot
dé tai r't thd vi c6 y nghia 16n d6i v6i cdc doanh nghiép Viét nam néi chung va
doanh nghiép dugc néi riéng. Nhitng kh6 khidn, bat cip trong cong tic SCM cia
Sanofi-Aventis ciing c6 thé thdy didu d6 & nhiéu doanh nghiép Viét Nam hién nay.
Quédn 1y tdt chi phi, ning cao kh3 ning phidn ng v6i nhitng thay ddi clia thi
trudng..1a diéu ma cdc doanh nghiép hién nay rit quan tim va ling ting trong viéc
tim gidi phdp, vi th€ tdc gid hy vong day sé 1a mot dé tai dudc nhiéu ddc gid quan
tAm, ngién ctfu khai thac thém d€ diy manh viéc ng dung trong thuc t&.

Tuy dé tai con méi, tai liéu tai Viét Nam rat han ch&, nhung tic gid ciing da
c6 ging hét stc thu thip cdc tai liéu tir nhiéu ngudn sich Ti€ng Viét, Ti€ng Anh,
Internet..., cing vdi nhitng kinh nghiém thuc t€ d€ gidi quy&t mot s6 van dé sau:

- Lam rd mot cich tdng qudt 1y ludn chung vé SCM nhu khdi niém, lich st ra doi,

y nghia ctia né d6i vdi doanh nghiép va nén kinh t&, ban chit, hoat dong va
cach thic t chitc SCM trong doanh nghiép.

- N&u lén thyc trang SCM tai cong ty LD Dugc phé’m Sanofi-Aventis Viét Nam,
nhitng dié€m dugc va nhitng han ché.

- D& ra mot s& bién phép, ki€n nghi nhim hoan thién hon cong tic SCM ctlia
cOng ty.

SCM la mot linh vyc ¢6 pham vi tng dung rit 16n, tt doanh nghiép sin xuit,
kinh daonh dé&n cdc doanh nghiép cung cip dich vu, tuy nhién, do thdi gian va trinh
dd con han ché&, luan 4n nay chua nghién cttu khd ning dp dung né trong cdc linh
vuc khéc trong nén kinh t€, rAit mong cdc ban sinh vién quan tim dén van dé nay
nghién cifu rong va siu hon, &€ SCM phat huy tdi da nhitng 1gi ich clia né, gép
phan vao sy di 1én cla cdc doanh nghiép Viét néi riéng va sy phon vinh clia nén

kinh t&€ néi chung.



64

TAI LIEU THAM KHA O

I. Ti€ng Viét:

1.
2.
3.

PGS. TS. Nguyén Thi Hong Van (2002), -“Qudn tri cung iing”, NXB Thong ké
PGS. TS. Nguyé&n Thi Hong Van (2006), - “Qudn tri logistics”, NXB Thong ké
Bo Y T€ (2006), “Hoi nghi gita Bo Y Té vdi cdc doanh nghiép dwoc phdm nudc

ngoai vé san xudt va kinh doanh tai Viét Nam”, Ha noi.

II. Ti€ng Anh

4.

Shoshanah Cohen & Joseph Roussel (2005), “Strategic Supply Chain

Management”, McGraw — Hill

. Robert B. Handfield & Ernest L. Nichols (2002), “Supply Chain Redesign”,

Financial Times Prentice Hall

Robert Monczka, Robert Trent and Robert Handfield (2005), “Purchasing and
Supply Chain Management”, Thompson, South Western.

James R. Stock & Douglas M. Lambert (2001), “Strategic Logistic
Management”, McGRAW-HILL.

Sunil Chopra & Peter Meindl (2004), “Supply Chain Management”, Pearson
Prentice Hall.

Donal J. Browsersox & David J. Closs (1986), “Logistical Management”,
McGRAW-HILL.

10. “Supply Chain Operations Reference Model-Version 7.0”, Supply Chain

Council (2005).



	BÌA
	MỤC LỤC
	CHƯƠNG I: LÝ LUẬN CHUNG VỀ QUẢN TRỊ CHUỖI CUNG ỨNG
	CHƯƠNG II: HIỆN TRẠNG CÔNG TÁC SCM TẠI CÔNG TY LD DƯỢC PHẨM SANOFI - AVEN TIS VIỆT NAM
	CHƯƠNG III: MỘT SỐ GIẢI PHÁP NHẰM NÂNG CAO HIỆU QUẢ ỨNG DỤNG SCM TẠI CÔNG TY LD DƯỢC PHẨM SANOFI - A VENTIS VIỆT NAM
	PHẦN KẾT LUẬN
	TÀI LIỆU THAM KHẢO

