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1. GIOI THIEU SO LUQC VE TAP POAN WAL — MART

1.1 So lwge vé Wal-mart

= Thanh lap: 1962 tai Rogers,
Bang Arkansas ciia My;

» Tru s& chinh: Bentonville,
Arkansas, M¥; nguoi sang 1ap
la Sam Walton (1918 — 1992);
Lanh dao chi chdt: H.Lee
Scott, téng giam dbc diéu _§
hanh; S.Robson Walton, chu
tich ho1 déng quan tri; Tom Schowe, giam ddc tai chinh.

Tru sé chinh cua Wal-mart tai Bentonville, Arkansas, US.

» Nganh: kinh doanh ban 1¢;

» San pham: Chudi ctra hang giam gia, dai siéu thi va cac thi truong 1an can;
* Doanh thu: 373,80 ti USD (2007)

» Loi nhuan dong sau thué: 12,88 ti USD (2007)

= Tong tai san: 151,193 ti USD (2007)

= Tong gia tri ¢6 phiéu phat hanh ra thi truong: 61,573 ti USD

= S luong nhan vién: 1.9 triéu (2007), hon 1.3 triéu 1a & My

» Thi truong cua Wal-mart: My, Méxicod, Anh, Nhat, Argentia, Braxin,
Canada, Trung Quéc, Puerto Rico,...Wal-Mart hoat dong v61 hon 3.800 co
sO 0 nudc My va hon 2.600 & nudc ngoai.

* Trung binh cr mot si€u cua Wal-mart mé ra, gid cd hang hoa cua céc si€u
thi khac s& phai giam 10-15%. Khoang 30% loai ming mén, gidy toitlet, xa
phong kem danh rang, 20% thirc cho cac loai tht nudi trong nha va 15-20%
dia CD, dau may Video va dia DVD khac.,..

= Viéc Wal-Mart giam gia thuc phadm di mang lai loi ich cho nguoi tiéu ding
My t6i thiéu 50 ti USD/nam. Song, diéu nay khong co nghia Wal-Mart chiu
thiét hoi. Doanh s6 va loi nhudn truge thué cia ngudi khong 16 nay van bo
xa cac do1 thu “luc ludng” khac.
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= V6i hon 176 triéu luot khach hang moi tuan vién thim cira hang Wal-Mart

trén toan thé gi6i, trong d6 & My 1a 127 triéu lugt mdi tuan.

1.2 Nhirng nét chinh trong Quan tri chubi cung irng ciia Wal-mart

Ngay nay, ngudi ta biét téi Wal-mart nhu 1a mot dé ché ban 1é 16n nhat thé
gidi ma doanh thu ctia né hang nim cua nod ¢6 thé duge xép vao danh muc nhiing
qudc gia c6 GDP cao nhit thé gidi, 373,80 ti USD (2007). Wal-Mart dugc ménh
danh 14 nha ban 1¢ cta thé ky boi Discount Store News va duoc xép vao danh sach
nhimg cong ty dugc ngudng mo nhat trén thé gidi cta tap chi noi tleng Finacial
Time. Wal-mart lam dugc diéu do boi no khong chi 1a mot tap doan vé ban 1¢ ma
con 1a mot cong ty t6i uvu hoa vé Quan tri chudi cung tng (SCM). Nhitng nét ndi
bat trong hé thong Wal-mart logistics 1a:

% Ung dung tién phong, thanh cong trong cong nghé thong tin, vién thong, hé
théng thong tich hop voi ddi tac nhu: ,RFID, vé tinh nhan tao, CPFR; 1a nén
tang cho sy tinh hi€u qua cta ca hé thong logistic.

% Tién phong xay dung hé théng cac nha kho da chirc ning “Cross — docking”
thanh cong; dap ung nhanh nhu cau khach hang va tao ra cac gié tri ting
thém cho hang hoa.

#» Chién lugc mua hang hi€u qua, tao loi thé canh tranh ve gia.

«» Dua trén nén tang cong ngh¢ dé tang tinh hi€u qua cua hoat dong van tai,

mirc do dap ung cla cac trung tAm phéan phdi, tiét giam ton kho bang hé
thong Just in time,...
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Wal-mart mdi ¢6 duoc cau tra 161 d6. Vi vay néu ban muon cé cau tra 161 cho minh
xin hay lay mot chiéc xe day va cung di vao vdi chung t61 xem Wal-mart Logistics

co gi? Co gi trong siéu thi
Wal-mart Logistics nhi ?

2.1 Quin tri h¢ thong thong tin va nhirng ving dung cong ngh¢ (information
systems management and using technology)

Trong xu thé canh tranh toan ciu ngdy nay, thi cong nghé thong tin d3 va s&

dong mot vai trd cuc ky quan trong trong ning luc canh tranh cbt yéu cia céac
doanh nghiép. Boi vi cong nghé thong tin voi hé thong ky thuat dugc trang bi s€ la
nén tang cho viéc phat trién cac mg dung phan mém vé quan 1y, phdi hop, tuong
tac trong tat ca cac hoat dong cua qua trinh kinh doanh.
V&i mot Tap doan ban 1¢ va phan phdi 10n nhat thé giéi nhu Wal-mart thi k¥ thuat
va cong nghé thong tin gan nhu 1a yéu to then chét tao ra sy uyén chuyén va hiéu
qua trong toan hé thong. Hé thdng thong tin dd dong mot phan rat 1on trong viéc
xay dung nhitng chudi cung Gmg hiéu qua nhat thé gidi, c6 ning luc tiét kiém hon
300 tri¢u USD hang nam.

2.1.1 Xay dung hé théng théng tin tich hop (Integration information system)

Hé thong thong tin tich hop 1a viée su
dung mot phan mém hé théng dé thuc hién
viéc chia sé thong tin gilra cac by phan lién
quan 1an nhau trong hoat dong cua chudi
cung ung. Do 1a viéc dau tu hé thong cong
nghé thong tin “4 lién két”, bao gom:

» (Cua hang Wal-Mart
*  Truso cong ty cia Wal-Mart
» Trung tdm Wal-Mart

» Nha cung cip.

Thong qua hé thong nay, Wal-Mart ndi két thong tin giita cac cira hang vdi try s&
cong ty va trung tam Wal-Mart dé€ xac dinh lugng hang ton kho. Sau do, Wal-Mart
cho phép nha cung cép ti€p can hé thong mang ngoai vi cia ho dé theo doi viée
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ban hang. Tir d6, nha cung cip s& diéu chinh ké hoach san xuit san pham sao cho
hop 1y.

Luc dau nha cung cap khong thuc hién viéc chia sé thong tin boi vi ho nghi rang
né s& 1am ton hai dén vi thé canh tranh cua ho. Bay gio ho da trd nén gén chat voi
hé thdng, vi du nhu: Walmart phdi hop chit ché véi cac nha cung cp va két hop
vo1 hé théng dit liéu cta ho voi chinh Walmart dé giam sat cac hang hoa dang ban.
Diéu nay cho phép cong ty cé thé giir chi phi luu kho & muc thap, cho phép cac
nha cung cép diéu chinh viéc ting hay giam hoat dong san xuat phu thudc vao viéc
ban hang.

Wal-mart c6 hon 60.000 nha cung cip néu chi tinh riéng trong nudc My, co thé
giit cho moi thanh vién am hiéu thong tin 1a rat kho. Cong ty phai lam xuyén sudt
ting mat xich ctia hé théng ban 1é, noi ma cc nha cung cap co thé két noi thong
tin trong mot hé thong internet bao mat. Ho ¢6 thé kiém tra do luu kho va kha
ning ban hang cta timg cip do cac ctra hang c4 biét. C6 mot mbi lién hé truc tiép
gilia kiém ké va thong tin, va khi mot cong ty cang ¢ nhiéu thong tin vé nha cung
cap va khach hang cua no thi cang c6 thé 1am t6t hon, vuot ké hoach. Mot su hiéu
biét 16n hon vé mdi mat xich trong chudi cung tmg con co thé nang cao hiéu qua
va giam thiéu rui ro.

Viée diéu tiét duge lugng san pham san xuat ra da 1am giam déng ké hang t6n kho,
gitip Wal-Mart tiét kiém duoc 5-10% chi phi cho hang hoa so voi hau hét cac dbi
thi. D6 ciing 13 didu kién dé nha cung cip cang gan két chat voi Wal-Mart va
Wal-Mart cang c6 nhiéu co hoi mua hang tryc tiép tir chinh nha san xuat ma khong
can thong qua céc dai 1y trung gian.

2.1.2 Ung dung cong nghé RFID

% Tong quan vé cong nghé RFID

Cong ngh¢ RFID la cong ngh¢ nhan dang hang hoa bang tan s radio. Cac con
chip nho dugc gan vao cic san pham hozc bao bi san pham va chung phat ra cac
tin hi¢u radio t6i thiét bi may thu cam tay. Mot nhan vién c6 thé dung hé théng nay
dé nhanh chong dém c6 bao nhiéu san phdm dang trén gia mot cach don gian doc
theo 16i di xudng cac gian hang.

Cong nghé RFID gbém c6 3 phan co ban:

v Mot thé duoc gan vao mot hang hoa hay san pham.

¢ Mot ngudi tham vén (interrogator) gdm mot anen va bd phan nhan giir liéu
cua thé.
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v/ Mot b phan giam sat co thé 1a mot may tinh hoac mot b phan, xu 1y dir

liéu nhan duoc.

Cong nghé ndi bat chinh 1a RFID (Radio Frequency Identification - Nhan dang tan
sd song vo tuyén). Pay 1a mot ki thudt nhan dang séng vo tuyén tir xa, cho phép
doc dit liéu trén con chip dién tir ma khong can tiép xuc truc tiép voi né nhd su trg
gilip cua séng vo tuyén & khoang cach tir 50cm t6i 10m, tiy theo dang thé. Bo nhé
ctia con chip c6 thé chira tir 96 dén 512 bit dit liéu, nhiéu gap 64 1an so voi mot ma
vach. Bén canh d6, thong tin luu giit trén con chip c6 thé dugc sira d6i bang su
tuong tac cua mot may doc. Dung lugng luu trit cao ctiia nhiing thé thong minh nay
s& cho phép chung cung cip cac thong tin da dang nhu thoi gian luu trit, ngay ban,
gia va thdm chi ca nhiét 46 san pham. Véi cong nghé moi, cac thé RFID co thé
“n6i” chinh xac san pham 1a gi, n6 dang nam & dau, khi nao hét han, hay bt cir
thong tin nao ma ban mudn lap trinh cho no.

Cong nghé RFID s& truyén tai vo sb dir liéu vé dia diém ban hang, noi dé san
pham, ciing nhu cac chi tiét khac trong day chuyén cung tng. N6i cach khac, no s&
co tac dong rat 16n 1én day chuyén cung tmg. Tuy nhién, hai rao can lon nhat ngin
trg su phat trién rong rai cua RFID la chi phi xay dung co so ha tang va thiéu cac
chuin muc chung dugc tat ca cic nganh cong nghiép chap nhan

< Loi ich cua cong nghé RFID

Vo1 Wal-Mart, muc ti€u chu yéu khi st dung RFID la giam thiéu su
thiéu hang trong kho va biang cach d6, ning cao san lugng ndi chung. RFID ciing
c6 thé gitip Wal-Mart tranh viéc dat hang qua nhiéu, sy hdn loan trong kiém ké o
cac cira hang va nang cao kha nang hoach dinh san luong cho cac nha san Xudt.
Wal-Mart con c6 du dinh stir dung RFID dé truy nguyén ngudn gdc ciia san phdm
nhén biét nhitng thay d6i cua nhiét do va kiém soat han sir dung.

RFID s& thyc hién t6t hon chudi cung Gng trong ki nguyén ctia mi vach, cho phép
tinh rd rang thoi gian thue khong ghép ndi dé chit hang trong kho hay qua canh,
va sy xoay van cia thong tin di cing voi nguoi chuyén chd co so. Viée gia ca
Chip dién tir giam di 1am cho cac hé théng c6 kha ning cung cip cho da s6 moi
nhu cdu, trong khi phan mém manh phan tich su chuyén dong san pham tai mirc
don vi san pham, cho phép quan ly hang ton kho chinh xac. Wal-Mart ciing dang
bat dau khai thac ngudn dit liéu phong phtl duoc tao ra boi nhing giao dich RFID,
duoc tap hop trong mot hé thdng duoc 1ap trinh sin, dé ddy manh luong khach
hang thong qua céc cua hi¢u.

Cong nghé RFID di dé xuat cho nhiing su cai tién quan trong trong hé thong ma
vach, voi cong nghé FRID cong nhan khong thé quét mot thé RFID hai lan boi vi
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moi hang hoa c6 mot ma nhan dang doc nhét. Cong ngh¢ ma vach chic chin thiéu
nhitng kha ning d6. Viéc ty dong héa RFID ciing cho phép P&G day manh qua
trinh chu chuyén san pham ti mot trung tim phan phdi: mat 20 gidy dé diéu khién
bang tay dém dir liéu ma vach trong mot tAm nang hang, trong khi chi 5 gidy voi
cong ngh¢ RFID.

2.1.3 Giai phap CPFR
Giai phap CPFR (Collaborative planning, forecasting, and replenishment):
La mot ké hoach, trong do6 cac nha cung cap va Wal-mart két hop v6i nhau, du bao
nhu cz}u khach hang dé tir d6 t6i uu hoat dong cung tmg. CPFR sé& cung cip mot
mot ke hop tac, gom:
= Cai thién hoat dong du bao cho tit ca cac dbi tac trong chudi cung tng va
thuc hi¢n vi¢c chia sé thong tin nay.
= Sau d6 Wal-mart va cac nha cung cap thuc hién viéc diéu phéi (diéu chinh)

cac hoat dong logistics c6 lién quan.

Céc bd phan cua giai phap CPFR:

Trading
pHurtner

§
Trading
pariner
(X,
i

Traling
pariner

Promotions

——

Forracists

[em catalogx

A SR

CPFR in the retail information technnology environment.(Source: Matt Johnson,”Collaboration

Modelling: CPFR Implementation Guidelines”, Chicago, Council of Logistics Management.)
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So dd chu trinh CPFR:

gia v&ri nha cung pham vi hgp tac

rng

0 CRM la giai phap phan mém giap Wal-mart quan li méi quan hé khach

hang hiéu qua hon théng qua nhing kénh truc tiép hodc gian tiép ma khach
hang lya chon str dung. V1 CRM, Wal-mart co thé lya chon mot giai phap
quan h¢ khach hang hop 1y dya trén ti€u chi dat khach hang ¢ vi tri trung
tam, quan tam to1 nhu cau cua khach hang nhim dat duogc muc dich la duy
tri mbi quan hé t6t voi khach hang va dat duoc loi nhuan ti da trong kinh
doanh.

0 ERP - Hé thong hoach dinh cac ngudn lyc ctia doanh nghiép (Enterprise

resources Planning) la bo giai phap cong nghé thong tin c6 kha nang tich
hop toan bo cac ung dung quan 1y san xuat kinh doanh vao mot hé thong
duy nhat nham tu dong hoa céc quy trinh quan ly.... V61 ERP, moi hoat
dong cua cong ty ban, tu quan tri ngudn nhan lyc, quan ly day chuyen san
Xudt va cung tng vat tu, quan ly tai chinh ndi bo, dén viéc ban hang, tiép thi
san pham trao d6i v6i ddi tac, khach hang... déu dugc thuc hién trén mot
hé théng duy nhat. ERP duoc xem la mot giai ‘phap quan tri doanh nghiép
thanh cong nhat trén thé giéi hién nay. Néu trién khai thanh cong ERP, ban
s& 6 thé tiét kiém chi phi, ting kha nang canh tranh va thém co hoi dé phat
trién virg manh.

0 ASP (Advanced planning and scheduling) la chuong trinh dung thuét toan

dé tim ra cac giai phap toi vu cho nhimng van dé phirc tap cta ké hoach.
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2.2 Quan tri vat tw

Boi Wal-Mart 1a mot nha phan phdi khong 10, dén ndi cac thuong hi¢u san
pham khong thé dé minh bj loai bo khoi cac k¢ hang nha ban lé. Két qua 14, mot
nha san xudt cia mot thuong hiéu ndi tiéng c6 thé phai chiu sy nhuong bd vé gia
ca dé duoc co6 mit trong chudi cira hang Wal-Mart. Pay chinh 1a mot trong nhimng
loi thé quan trong véi mirc gia ban thip hon bat ky d6i thu nao (thdp hon 15%)
trong cac ctra hang va dai si€u thi cia Wal-mart. Trong hoat dong quan tri vat tu
Wal-mart ¢6 nhitng chién luoc vé thu mua nhu sau:

=  Wal-mart chi mua hang truc tiép tir nha san xuat, khong chap nhan trung
gian;
=  Wal-mart 1a mot nha ddm phan rit cing ran (tough) vé gia va chi gia ma

thoi (Walmart c6 mot doi ngii chi nghién ctru 1y thuyét tro choi trong dam
phan dé lam sao gianh lgi thé vé minh t6t nhat..).

» Wal-mart s€ mua hang theo chinh sich factory gate pricing nghia la
walmart s& van chuyén hang tir ctra nha may.
= Walmart rat chiu khé gianh thoi gian 1am viéc v6i nha cung cip va di nhién

chi dé hiéu cau triic chi phi cia ho nhu: anh mua nguyén lidu cia ai? Gia
bao nhiéu? Cong nhan cua anh 13 ai? Luong thé nao? C6 giam dugc khong?
Van chuyén nguyén liéu thé nao? C6 phu phi khéng? Loi nhudn bién cua
anh bao nhiéu? Tai sao lai 1a thé? Tai sao? Va di nhién chi sau khi thoa man
thi walmart méi ky hop dong dai han.

Wal-mart da va dang thuc ép, gdy ap luc cho nhiing nha cung cap phai hiéu qua,
cat giam chi phi trén chu01 cung Ung cua minh.Wal-mart thuong xuyén thanh tra
sO sach cia nha cung cap va budc ho phai cat giam chi phi ¢ nhiing chd ma
Wal-mart cho rang 1a khong hop ly. Khi ma cac tiéu chuan vé méi trudng hay lao
dong tao ra rao can cho viéc cit giam chi phi thi Wal-mart khuyén khich nhing
nha cung cap di chuyén t6i thi truong khac noi ma nhitng nha cung cap nay co thé
tiép tuc san xuat & muc gia thap cai ma Wal-mart luén ludn doi hoi.

Céac hang hoa sau khi duoc thu mua tir cic nha cung cép s& duoc chuyén t6i hé
thdng cac trung tim phan phdi cia Wal-mart. Tai day hang hod s& dugc dy trit
trong mot khoang thoi gian ngin va cé thé thuc hién cac hoat dong vé nhu dong
go1 hang hoa, gian nhan,....
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2.3 Quan tri van tai

Trong chudi cung Ung
Wal-mart thi hoat dong van tai
dong mdt vai tro cuc ky quan
trong trong luu chuyén hang hoa
tir cic nha cung cip dén trung
tdm phan phdi va tir trung tdm
phan phdi dén timg cta hang va
situ thi cua Wal-mart. Hoat
dong van tai chinh xac, an toan
s& gitip cho hang hoa dén diing
noi va diing thoi diém can thiét.

Mdt nét ndi bat trong ha tﬁng logistics cia Wal-Mart 1a hé théng van tai linh hoat
va nhanh nhen cua né. Céc trung tdm phan phdi duoc phuc vu bai hon 3500 xe tai.
Nhirng doi ngii xe tai chuyén dung nay cho phép cong ty van chuyen hang hoa tir
trung tam phén ph01 dén cic clra hang trong vong 2 ngiy va lam day cac ké hang &
ctra hang 2 1an 1 tudn. Doi ngii xe tai 1a su lién két hiru hinh giira cac cira hang va
cac trung tim phan phdi. Wal-Mart tin rang nd can dén nhimg tai xé nguoi ma da
cam két va ludn tan tdm véi dich vu khach hang. Cong ty chi thué nhiing tai xé ¢6
kinh nghiém va da tung lai trén 300,000 ddm chua tirng gay tai nan.

Nhin chung, tai xé xe tai cia Wal-Mart chuyén nhiing xe da chat hang tir nhiing
trung tam phan phéi dén cac cira hang ban 1é noi ma duge phuc vu béi mdi trung
tam phan ph01 Nhing ctra hang ban 1¢ nay dugc xem la khach hang cua cac trung
tam phan phéi. Cac tai xé phai bao cao gio lam viéc cta ho cho mot nguoi diéu
phéi hang ngay. Ngudi diéu phéi 1én ké hoach cho tit ca cac chuyén giao hang cai
ma phu thudc vao thoi gian san sang khéi hanh va thoi gian dy doan khoi hanh
gitia trung tam phan phdi va cira hang ban 1é. Nguoi diéu phdi thong bao cho tai
x€ v& vigc giao hang cua anh ta, ngay ca viéc dén trung tAm phan ph01 hay trén
duong quay vé trung tdm phén phdi tir cac cira hang ban lé. Tai xé ludn dugc
mong doi 12 s& chd 1 xe tai day hang va quay vé véi 1 thung hang tréng rdng. Anh
ta phai chuyén nhanh hang hoa dén cira hang ban 1¢ va qua dém tai do. 1 tai xé
phai mang hang dén kho bai cia 1 cira hang trong thoi gian quy dinh trong tinh
trang nguyén ven. Ho phén ph01 hang vao bu01 trua, chiéu va ching sé khong
dugc d ra vao nhimng budi tdi. Co 1 khoang tréng 2 gid dong ho trong khi d& mdi
xe hang. Vi du nhu, néu 1 ctra hang nhan 3 xe hang, xe thir 1 s& dugc d& lac nira
dém (12am), xe thir 2 Iuc 2am, xe thi 3 Iac 4am.
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Véi chién luoc nay, muc tiéu dau tién ciia Wal-Mart 13 rat ngan khong gian va thoi
gian van chuyén. Ban dau, chu trinh phan phéi cia Wal-Mart dién ra nhu sau: nha
san xudt chd hang dén trung tdm phén phdi ciia Wal-Mart. Sau do, tir trung tém
nay, Wal-Mart s& chuyén hang dén nhiing cura hang con cua minh. Nhu vay, ¢
khau dau tién, Wal-Mart phai tra cho nha san xuét chi phi van chuyén

Nhung Wal-Mart da c6 mot sang kién tha vi, d6 1a trang bi cho cac nhan vién lai
xe hé thong thong tin lién lac bang vo tuyén. Khi cac nhan vién ché hang tir trung
tdm phan phéi dén mot cira hang cia Wal-Mart s& dugc thong tin tiép tuc (qua h¢
thong lién lac) dén mot nha san xuat gan do, nhan tién lay hang va mang v€ trung
tam. Nhu vay 1a tiét kiém dugc mot chuyen xe vé khong, tiét kiém dugc chi phi
van chuyén 18 ra phai tra cho nha san xuat

Diém thir hai trong chién lugc gidam chi phi ciia Wal-Mart 1a “ti vu cac hoat dong
ciia nhan vién”. O trung tdm phédn phdi cia Wal-Mart, xung quanh 13 cac bing
chuyén chéng chit v&i rat nhiéu xe cau hang. M&i nhan vién 1ai xe trudc khi diéu
khién xe déu phai nhén cac bang chi dan veé chuyen Va cau hoi ma Wal-Mart nghi
den 1a: 1am sao dé cong nhan khong can cAm gidy to gi trong tay ma van chuyén
t6t

Cau hoi d6 da dwa Wal-Mart dén V01 y tuong trang bi cho nhan vién lai xe tai nghe
co phat giong noi dugc 1ap trinh san. Voi tai nghe nay, ho co thé biét dugc nhitng
chi din trong cong viéc va quan trong hon, no s& nhac nh¢ nguoi lao dong “anh
dang lam nhanh hay ch@m hon so véi tién do dé ra”. Bén canh tai nghe tuy don
gian nhung rat hi¢u qua ay, Wal- Mart con dua ra mot cong cu goi 1a “may do
luong nang suat” dé kiém tra nang sudt lao dong ctia nhan vién. Thuc cht, do la
mot hé théng may tinh kiém tra s6 lugng hang duoc chét 1én xe tai trong mdi gio
lam viéc cua cong nhdn tai trung tdm trudc khi ché dén cic cira hang cua
Wal-Mart.

Wal-Mart ciing tao ra duogc nhiéu loi ich tir chi phi van tai ké tir khi n6 ¢ hé
thng van tai riéng cai ma hd trg Wal-Mart trong viéc phan phdi hang hoa dén cac
ctra hang khac nhau trong vong 48 tiéng ddng hd. Chi phi van tai cia Wal-Mart
wdc tinh & mic khoang 3% tong chi phi so véi di thii ciia nd (5%). Co duoc hé
thfmg van tai riéng gip Wal-Mart lap day cac ké hang nhanh hon ddi tha ciia né
gap 4 lan.

Wal-Mart dinh gia hang hoa cta né rat hiéu qua va thay dbi ting ngay. N6 ludn
lam 1 sy mic ca t6t khi n6 mua hang voi sb luong 16n. Pidu ndy gitp né dinh gia
hang hoa cua n6 & muic canh tranh va dem lai nhiéu loi ich cho khach hang. No
cung cip cac loai chiét khau cao hon bat ki nha ban 1¢ nao khac nén co dugc
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doanh thu 16n tir cac doanh s6 ban 16n hon. Dinh gia thdp dam béo ring doanh sd
ban cao va on dinh.

2.4 Quan tri kho bai

Hé théng kho bai cua
Wal-mart chinh 1a cac trung
tdm phan phdi trén khap nudc & .
M. Sau khi hang hod dugc §H =
nhap dén tir cac nha cung cap, o |
chung co thé s& dugc chuyen 4
dén trung tim phan phdi, thuc
hién phan loai, ghi nhan, dong
bao,... Sau do, thong qua hé
thong xe tai nhiing hang hoa
nay s& duogc chuyen dén cac
ctra hang va siéu thi trong khu
vuc.

Trung tam phan phoi Ramona, Okla, 1,000,000square feet

Nim 2002, Wal-Mart da c6 hon 80 trung tdm phén phdi dit tai cac khu vuc
dia Ii khac nhau & M§y. Hon 80,000 mén hang duoc cét giir tai cdc trung tim
nay, cdc kho cua Wal-Mart da tryc tiép cung cap 85% hang héa du trit so véi
50 — 65% cua dbi thu .

Theo u6c lugng,Wal-Mart c¢6 thé cung cap ddy cho cic chi nhanh trong 2
ngay ( theo trung binh ) nguoc lai véi cdc dbi thu 1a 5 ngay. Chi phi van tai
thity cia Wal-Mart 12 x4p xi 3% so v6i 5% cuia doi tha canh tranh.

MGdi trung tdm phéan phdi duoc phan ra ¢ nhitng khu vuc khéc nhau trén co
s& s6 lwong hang héa nhan dugc va duge quan Ii gidong nhau. Ti 1& quay
vong hang ton kho 12 rat cao khoang 1 1an trén 2 tudn cho hau hét cdc ching
loai hang héa. Nhitng hang héa phan phdi trong pham vi nudc My thudng
dugc chuyén téi trong nhitng tim ning, trong khi d6 hang héa nhap khau thi
lai duwoc chuyén téi trong nhung chiéc hop hodc thing sir dung nhiéu Ian.
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Trong mdt sb trudng hop, nha cung tng giao hang truc tiép toi cira hang,
cac san pham do thuong la san pham tu dong hodc thuéc men. Khodng 85%
hang hda c6 san tai cac cira hang phai thong qua cic trung tam phan phoi.

Cdc trung tdm phan phdi bao dam chic chin rang dong hang ludn doi dao
va 6n dinh dé cung cap hoat dong. Wal-Mart da sir dung c6ng nghé ma vach
tinh vi va hé théng mdy tinh x4ch tay. Viéc quan Ii trung tim tré nén d& dang
hon va tiét kiém hon. Mdi nhén vién déu c6 quyén két ndi thong tin vé mirc
d6 hang ton kho cta tt ca cic san phim & trung tim.

Distribirtion Centans

mw.aw.ar: M McLane ; Under sonstrucBisn L3 200-Mile Radius

Sor do hé thong phén phoi ciia Wal-mart.

Ho phai quét qua 2 1an: 1an 1 12 dé nhan dang tAm nang va lan 2 14 dé nhan
dang vi tri cta kho duogc xuét. Khic véi nhitng ma vach thuong dugc dung
dé dan cho nhiing san pham hodc ké ¢ trung tam. Hé théng mdy tinh xach
tay s& huéng dan cho nhan vién biét vi tri ciia cdc san pham riéng biét tir 1
cdi thing hodc ké riéng biét. Khi mdy tinh bdo cé san pham dugc lay di,
nhan vién s& xdc nhan thong tin d6. S6 lwong san phim yéu ciu trung tim
cung cip s& duoc nhdp vio mdy tinh va sau d6 cap nhat thong tin vao mdy
chu
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Mady tinh x4ch tay khong nhiing cho phép b phan dong goi c6 dugce thong
tin chinh x4c vé& san pham déng géi ma né con cho thiy tat ca cic thong tin
vé du trit, déng gbi, van tai cua cdc san phim riéng biét ciing theo cdch
tuong tu, va gidp tiét kiém nhitng khoan thoi gian khong can thiét. N6 cho
phép céac trung tam chinh gidm sit nhan vién cua ho mot cach chat che€ gitp
ho dua ra cdc quyét dinh va chi dan mét céch tot nhat. Diéu nay gitp cong ty
thoa mén nhu cdu cua khdch hang nhanh nhét va cai thién muc hiéu qua
trong hoat dong quan 1i phan phdi.

MBJi trung tdm phén phdi déu c6 tién nghi dé duy tri sinh hoat cd nhan vi du
nhu phbng tdm hoa sen, trung tdm chim séc strc khoe. O d6 con c6 ca thic
in, chd ngl va rleng tu ¢4 nhan. C4c trung tAm phén phdi ciing thU:O’ng dugc
diing cho céc budi hop hanh hay thao luin. Déi khi ngay ca tai xé xe tai cia
Wal-mart cling str dugc st dung nhirng ti€én nghi nay.

2.5 Quan tri ton kho

Trong hoat dong san xuit kinh doanh ngay nay thi su ton kho vé hang hoa
va nguyén vat liéu 1a mot nhan t6 cé y nghia doi véi su hoat dong ctia mot chudi
cung tng. Nhung, s6 lugng hang ton kho qué nhiéu s€ dan t4i tang chi phi luu
kho, gidm strc canh tranh va lgi nhuan cua doanh nghiép.

Véi mdt quy mé hoat dong phan phéi va ban 1¢& khéng 16 nhu Wal-mart, dé c6 thé
dap ung duogc phan phéi mot canh linh hoat hoat, kip thoi dén céc cira hang, vira
canh tranh véi cac ddi thii vé cat giam chi phi 1a mot van dé khong nho. Dé giai
quyét van dé nay, Wal-mart d3 tién hanh viéc tng dung manh mé& cong nghé thong
tin vao quan tri ton kho, song song vdi viéc ap dung k¥ thuat “cross — docking” dé
tao ra hi¢u qua cao nhat.

2.5.1 Ung dung cong nghé trong quan tri ton kho
Wal-Mart c6 thé cit giam hang ton kho kém hiéu qua bang cach cho phép
cac cira hang quan li kho hang cua chinh ho, cit giam kich thuéc cac kién hang
cho nhiéu loai hang héa khac nhau va giam gia dung kip thoi. Thay vi cat giam
hang ton kho mot cach triét dé, Wal-Mart tan dung nang lyc cua doi ngii IT dé tao
ra nhiéu ‘hang t6n kho hon c6 sin trong container ma khach hang can nhét, trong
khi d6 cit giam toan bd murc ton kho. Wal-Mart ciing két ndi voi cac nha cung cap
cua no6 thong qua nhiing may tinh. Wal-mart hop tac voi P&G nham duy tri luong
ton kho trong cac cira hang cua né va xay dung hé thong tai dit hang ty dong, két
nbi v6i tat ca cac may tinh gitra P&G va cac cira hang va cac trung tim phan phdi.
Hé thong mdy tinh & cic clra hang cia Wal-Mart nhan dang ra mit hang con it
16

Giang vién: Th.s Hoang Lam Cuong
Thyc hién: Wal-mart group®



Wal-mart supply chain management in US

trong kho va g tin hiéu dén P&G. Hé thong sau d6 s& guri don dit hang cho nha
may gan nhat ciia P&G thong qua hé thong thong tin lién lac qua vé tinh. P&G sau
d6 phan phdi hang dén ca cho trung tam phan phéi ctia Wal-Mart va tryc tiép dén
cac cira hang c6 lién quan. Sy phdi hop nay gitta Wal-Mart va P&G 1a 1 y tuong
kinh doanh ma c6 10i cho ca d6i bén bai vi Wal-Mart c6 thé giam sat mic ton kho
trong cac ctra hang 1 cach lién tuc va cling nhan dang hang héa thr ma dang bi doi
di nhanh chéng. P&G ciing c6 thé ha thip chi phi va ting tiét kiém cho Wal-Mart
nhd vao sy hop tac tot dep.

Cong nhéan ¢ cac ctra hang c6 “Magic Wand” (dua than), 1a1 may vi tinh cam tay
duogc két ndi véi may tinh bén trong cira L hang thong qua mang tan s6 radio. Nhiing
thir ndy gitp giit lai nhitng ghi nhan vé t6n kho, nhitng 1an giao hang va luu giit
hang hoa trong & cac trung tAm phan phdi. Quan tri don dat hang va luu kho hang
hoa dugc thyc hién voi sy giup do cua cac may tinh thong qua cac hé thong diém
ban hang. Thong qua hé thong nay, c6 thé kiém soat va ghi nhan doanh sb va murc
ton kho trén cac ké hang tai cac ctra hang. Wal-Mart cling st dung h¢ thong thuat
toan phure tap dé dy doan s lwong chinh xac ctia mdi loai hang héa duoc giao, can
ctr vao muc ton kho & cac cua hang. Khi ¢6 dir liéu chinh xac, ngay ca hang hoa s6
luong 16n ciing c6 thé dugc cung cap cho cac cira hang. Wal-Mart ciing st dung hé
thong dit liéu ton kho tap trung dugc nhan vién tai cic cira hang nhan biét mic ton
kho va noi luu trix moi loai hang bat cir Itic nao. N6 ciing cho thay rang san pham
d6 c6 dang duoc d& xudng tai trung tAm phan phéi khong hay dang trén duong van
chuyen Mot khi hang hoa da duge bdc xuong cura hang nao, thi ctra hang do s&
duoc lap day kho v6i mot mat hang cu thé nao d6 va hé thong dit liéu ton kho sé&
dugc cap nhat ngay lap ttc.

Wal-Mart cing str dung cong ngh¢ ma vach va tan s radio dé quan 1i ton kho. Str
dung cac may doc quang hoc c6 dinh va may doc ma vach, hang hoa co thé duoc
chuyén thiang dén bai chta thich hop, noi ma ching s& duoc bdc 1én cac xe tai cho
viéc giao hang. N6 ciing c6 thé thuc hién viéc dong goi va kiém ké ton kho.

Nam 1991, Wal-Mart da dau tu gan 4 ti USD dé xay dung mot hé théng lién hé
cac nha ban 16. Hon 10,000 nha ban 1& cia Wal-Mart st dung hé thong nay dé
kiém soat doanh sd ban tai cac cira hang va 1ap day ton kho. Chi tiét vé cac giao
dich hang ngay, c6 thé hon 10 tridu lugt moi ngay, dugc xu li thong qua h¢ thong
khong thé tach roi nay va dugce cung cap cho mdi cira hang ctia Wal-Mart vao lic
4a.m ngay hom sau. Thang 10 ndm 2001, Wal-Mart hop tac voi cong ty thuong
mai Atlas nhém nang cap hé thong két n6i cong nghé Internet.

Wal-Mart nam gitr mot hé théng may tinh quy mo va phurc tap nhat trong timg linh
vuc riéng. Cong ty sur dung hé thong may tinh MPP dé luu trir qua trinh van
chuyen hang hoa va muc ton kho. Tét ca thong tin lién quan dén doanh sb ban va
t6n kho déu duoc chuyén dén thong qua 1 hé thong thong tin lién lac vé tinh hién
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dai. Nham cung cap viéc luu giir dit liéu trong truong hop co su ngat quang hay
dut doan vé dich vu thi cong ty ciing c¢6 dugc 1 ké hoach tac chién 1 cach bao
quat

Bang céch sir dung may tinh 1 cach c¢6 hiéu qua trong hoat dong kinh doanh cua
minh, Wal-Mart rat thanh cong trong viéc cung cap dich vu khong gian doan cho
khach hang, nha cung ung, cac ¢ dong va ddi tac chién lugc cia né.

2.5.2 Str dung k¥ thuat “Cross docking”

Ap dung Cross-docking ¢ Wal-mart la dua hang hoa thanh pham tir co s&
san xuat va phan phdi truc tiép nod cho cac cira hang va siéu thi ma rét it va hau
nhu khong phai luu trit hang qua khau trung gian (trung tim phan phdi).
Cross-docking cat giam chi phi nam gitr va Iuu trir ton kho. Tic 1a bude lap day
mot kho hang bang hang ton kho trudce khi giao né di 1a hoan toan duoc cat giam.
Pon gidn nhu 1a nhan hang tir mot ctra va giao ching thong qua mdét ctra khac ma
khong phai luu trit chiing trong nha kho. Xin minh hoa bang mét vi du ¢ hinh
dudi:

Cross Docklng Example

Hang |[dugre nkdn,
duore kiém traggnh
chinh|xéc va gg

chuﬁ bi cho vigc

may tren cac

rﬂﬂmmt guam
; va nh$ .
- i chu dwen - dang san TL\ . ; ,"J_,,.,:-'
Heing hoa = phamva by wador) dugc
H a8 an = chuyéncac - —boc En cac pe
thing wﬂur'bf T@T hang vh sé
xupng theo C giao khi cac
Customers
tirnig line béc xe moc hang day

M0 hinh ciia nha kho "cross ; %”?k thich hang.

Trong hoat dong quan tri ton kho ctia minh thi Wal-mart dang thyc hién c6 5 loai
hinh k¥ thuat vé "cross - docking" nhu sau:
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» ICFAI of ""cross - docking"

Trong phuong phap “cross docking”da dé cap nhitng thong tin chinh xac vé
nhiing yéu cau hang hoa dugc giao ¢ dau va tir dau ma hang hoa dugc klem tra va
su chinh xac vé chét luong trudc khi n6 dugc boc dad. Phuong phap cua “cross
docking” lam cho cac cong ty truc tiép chd hang hoa dugc yéu cau dén ngudi tiéu
dung ma khong can phai luu kho. Theo chii nghia co hoi “cross docking”ciing c6
thé sir dung khi phan mém quan 1y nha kho dugc cai dat boi nha ban 1¢, va bao cho
anh ta biét dugc rang nhitng hang hoa dic biét da sin sang chuyén di va c6 thé di
ngay lap ttc.

= Flow - through "cross - docking"

Day 1a mét loai cua cross docking, c6 nhitng dong hang héa vao va ra tir nhiing
trung tAm phan phdi. Loai “cross docking”nay phu hop cho nhiing hang hoa
nhanh héo, c6 thodi gian van chuyén nhanh, va nhitng hang héa kho luu kho. Hé
thong “cross dockingnay thuong duoc hau hét cac siéu thi, noi ban 1é lam theo.

» Distributor ""cross - docking"

bay ciing la mot loai cua cross docking, nhiing nha san xuét cung cip hang hoa
truc tiép cho nha ban 1¢, khong c6 mot trung gian trong qui_trinh nay. Diéu nay
1am cho cac nha ban 1¢ tiét kiém dugc mot khoan 16n chi phi vé xep kho, vi thé cac
nha ban 1¢ khong can giit vai trd nhu mot trung tim phan phdi cac hang hoa khéc
nhau cho cac cura hi€u, anh ta gitip cho cac nha ban l¢ chi phi luu kho, bén canh do
thot gian phan ph01 nhimg hang héa tir nha san xuat dén khach hang ctng duoc
giam xudng dang ké. Tuy nhién phuong phdp nay con c6 nhiing nhuoc diém. Chi
phi van chuyén ddi véi nguoi van chuyen va nguoi san xuét c6 xu huéng ting theo
th01 gian. Méc du hé thong van chuyen ngay nay rat nhanh, hon nira muc dich cua
"cross - docking" bi mat. Hé thong van chuyen cling c6 nhitng phan tng lai va co
trach nhiém dén su cham tré trong phan phdi hang hoa. Nhirng nha ban 1é ciing c6
nhiing rui ro hon. Ho mét nhirng loi thé cua viéc chia s& rui ro véi nha san xuit.
Loai "cross - docking" chi phil hop cho nhitng nha ban 1é c6 hé thong phan phbi
rong va dugc str dung trong nhimg truong hop khi ma hang héa dugce phan phdi
trong khoang thoi gian ngan.

* Manufacturing ""cross - docking'"

Trong loai ndy nhitng nha may phuc vu cho nhiing co s& san xuét va hoat dong
nhu tam thoi nhu nhitng cai mini warehouses. Bat ctr khi nao nhimg nha may san
xuét cia nhiing cong ty yéu cdu nhitng bd phan va nhitng ngyén liéu cho nhiing
san pham dic biét né s& dugc cung cip bai nhitng nha cung cap theo nhimng 16 nhé
trong khoang thoi gian ngan. Diéu nay gitp giam chi phi van chuyén va luu kho.
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» Pre-Allocated "'cross - docking"

N6 gidng nhu mot "cross - docking" binh thuong, ngoai trir cai loai nay nhimg

hang hoéa thi luén san sang dugc dong goi va gin the boi nhimg nha san xudt va né
san sang cho viéc bdc d& dén nhing trung tam phén ph01 duoc goi dén nhitng cai
ctra hiéu nho. Nhing hang hoa co6 thé duoc phén phéi béi nhitng nha phan phéi
mot cach truc tiép dén cac cira hiéu ma khong cin mé nhiing bao bi ctia nhirg nha
san xudt va dong goi lai nhitng ctra hiéu sau d6 cung cip nhitng hang hoa nay dén
ngudi tiéu dung ma khong can déng géi mot 1an nita. Nhitng hang hoa dugc nhan
boi nhimg trung tam phan ph01 hay boi nhing ctra hiéu duoc goi mot cach truc
tiép bang xe tai va phan ph01 dén - nguoi tiéu dung ma khong can thay c‘1‘01 bao bi.
Céi "cross - docking" yéu cau rat nghiém khéc trong viéc phdi hop sip xép va
cong tac hoat dong clia nha san xuat ctia nhan vién kho bai va nhan vién cira hang.
Nhitng hang hoa c6 thé phan phdi mot cach dé dang va nhanh chong khi ¢ nhiing
thong tin chinh xac va hop 1y. Nhimg thong tin nay c6 thé duoc diéu phdi véi sy
gitip d& cua Electronic Data Interchange va nhiing thong tin ban hang tong hop
khac.
Trong phan ndy chung ta thiy ring c6 nhiéu loai Cross - docking, trong méi loai
c6 nhiéu dic diém khac nhau thich hop cho ting loai hang hod khac nhau.
Wal Mart 1a mot cong ty toan cau véi viée kinh doanh nhiéu loai san pham, do d6
viéc 4p dung nhuin nhuyén cac loai Cross - docking 13 v6 cing quan trong .Theo
t61 su thanh cong cua Wal-Mart 14 nhd c¢6 nhitng qui tic vang trong so tay dic biét
va nhiing diéu kién trong qui tic quan ly. Cac cong ty khac nén ap dung mo hinh
cua Wal-Mart trong viéc ap dung cac loai Cross - docking.

3. KET LUAN

Bén canh Coca-cola, ngay nay Wal-mart dang 1a mét biéu tugng méi vé su
thanh cong cta nudc My véi nhitng khoan tién 16n hang chuc ti d6la méi ndm ma
Wal-mart c6 thé tiét kiém duoc cho ngudi tiéu dung. Ching ta biét dén Wal-mart
boi vi: “Wal-mart always low prices” hay “saving money. Live better”. Vi nhitng
ai hiéu biét vé Logistics, khi n6i vé Wal-mart thi khong thé khong noéi vé nhiing
ung dung thanh cong cong ngh¢ thong tin va tinh tién phong trong k¥ thuat "cross
- docking" cua ctia Wal-mart. D6 chinh 13 chia khod thanh cong dé 1am nén chudi
cung Umg Wal-mart Logistics.
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TAI LIEU THAM KHAO

www.360vietnam.com/scm

www.bnet.com

www.casestudyinc.com

www.vietbao.vn
www.wikimedia.com

//. knowledge.wharton.upenn.edu
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