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LOI MO DAU

1.  Lydo chon dé tai

Trong bdi canh nén kinh té ngay cang hoi nhap va phat trién, hoat dong logistics dong
vai tro then chdt trong vi¢c nang cao nang lyc canh tranh cua doanh nghiép. Pac biét,
quan tri kho thanh pham 1a mét trong nhitng mat xich quan trong trong chudi cung
g, gop phan dam bao hang héa duoc luu trit, bio quan va phan phdi mot cach hicu
qua, kip thot va chinh xac.

Déi voi cac doanh nghiép san xuat va phan phdi hang tiéu dung nhanh (FMCG) nhu
Suntory PepsiCo, khéi lugng hang héa 16n, vong quay nhanh ciing yéu cau cao vé
chat lugng va thoi gian giao hang dit ra ap luc 16n ddi voi cong tac quan tri kho. Néu
khong duoc td chirc va kiém soat tdt, hoat dong kho dé phat sinh céc van dé nhu sai
1éch ton kho, cham tré trong xuat hang, gia ting chi phi luvu kho va anh huong dén
chat luong san pham.

Trong qua trinh tim hiéu thuc té tai kho Suntory PepsiCo do Cong ty CJ Gemadept
Logistics van hanh tai KCN Pién Nam — Dién Ngoc, nhan théy cong tac quan tri kho
thanh phém tuy da duoc trién khai bai ban nhung van con tdn tai moOt s6 han ché nhat
dinh trong viéc chua dao tao nhan vién hiéu 16 vé cac dich vu cung cﬁp va dao tao
thue hién hiéu qua cac cong nghé phan mém str dung trong kho . Diéu nay anh huéng
dén hiéu qua hoat dong chung cua kho ciing nhu chat luong dich vu cung cép cho
khach hang.

Xuét phat tir nhitng 1y do trén, viéc nghién ctru va dé xuit cic giai phap nham hoan
thién cong tac quan tri kho thanh pham tai don vi 12 can thiét, c6 ¥ nghia ca vé mit 1y
luan va thuc tién. Vi vay, em quyét dinh chon dé tai: “Hoan thién cong tac quan tri
van hanh dich vu kho 3PL cho khach hang Suntory PepsiCo — tai Cong ty CJ
Gemadept Logistics (KCN Pién Nam — Pién Ngoc)” lam dé tai khoa luan tot

nghiép cua minh.
2. Muc tiéu nghién ciru

Tim hiéu thuc trang cong tac quan tri van hanh dich vu kho 3PL cho khach hang Suntory
PepsiCo — tai Cong ty CJ Gemadept Logistics (KCN Dién Nam — Dién Ngoc) ‘Dé xuét giai



phap cong tac quan tri van hanh dich vu kho 3PL cho khach hang Suntory PepsiCo — tai
Cong ty CJ Gemadept Logistics (KCN Di¢n Nam — Dién Ngoc)

3. Poi twgng va pham vi nghién ciru

- P6i tugng: CONg tac quan tri dich vu van hanh kho 3L cho khéach hang Suntory
PepsiCo — Cong Ty CJ Gemadept Logistics (KCN Dién Nam — Dién Ngo

- Pham vi nghién curu:

Khoéng gian: Nghién ctru kho cua tai Kho Suntory PepsiCo — Cong Ty CJ
Gemadept Logistics (KCN Di¢n Nam — Dién Ngoc)

4. Co chu @@ tai
Ngoai phﬁn mé dau, két luan, tai liéu tham khao va phu luc, ndi dung dé tai gém 3
chuong:

Chuong 1: Co s |y luan vé quan trj van hanh dich vu kho 3PL

Chuong 2: Thuc trang cong tac quan tri van hanh dich vu kho 3PL cho khach hang
Suntory Pepsico - Cony ty CJ Gemadept Logistics ( KCN Dién Nam - Dién Ngoc)
Chuong 3: Giai phap hoan thién cho hoat dong quan tri van hanh dich vu kho 3PL
cho khach hang Suntory Pepsico - Cony ty CJ Gemadept Logistics ( KCN Dién
Nam - Bién Ngoc)



LOI CAM ON

Em xin cam on Quy Thay, C6 khoa kinh té truong Dai hoc Kién Trlc Da Ning
da giang day cho em trong thoi gian qua. Pac biét em xin xin cam on C6 Ths.
Duong Thi Thu Théo 1a ngudi truc tiép hudng dan em tan tinh em trong thoi gian
1am Khoa luén tot nghiép. Nho su huéng dan ctia Quy Thay, C6 em di tich luy
dugc nhitng kién thirc co ban dang quy, tir d6 da gitp em c6 diéu kién &p dung vao
thuc té.

Qua ddy em ciing xin cam on Ban Tong Giam Pdc Cong Ty CJ Gemadept
Logistics (KCN bién Nam — Dién Ngoc) da tao diéu kién cho em c6 co hoi duoc
thuc tap tai cong ty. Pdc biét em xin cam on chan thanh dén anh Nguyén Duc
Thoan quan ly kho d3 tao diéu kién gilip em c6 nhitng s6 liéu va nhitng trai nghiém
thuc té & em hoan thanh khoa luin nay.

Vi nhimg kién thtrc ban than con nhiéu han ché nén dé tai thuc tp con nhiéu
thiéu sot, khong tranh duoc nhimg chu quan khi phén tich, danh gia, vi vdy em rat
mong nhan dugc su chi ddn thém ctua Quy Thay, C6 dé em cang ngdy cang hoan
thién hon. Cudi cting, em xin chan thanh cam on va kinh chic stc khoé va moi diéu
thanh céng dén voi cac Quy Thay, Co6 cung Ban Tong Giam Ddc va cac Anh, Chi,
Em trong Cong Ty CJ Gemadept Logistics (KCN Di¢n Nam — Dién Ngoc) da giup
em hoan thanh khod luan nay.

Tran trong.
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CHUONG 1: CO SO LY LUAN VE QUAN TRI VAN HANH DICH VU
KHO 3PL

1.1.  Co sé Iy luan vé dich vu Logistics

1.1.1. Khéi niém Logistics

Logistics 1a mot thuat ngir c6 bé day lich sir dai 1au, cho dén nay c6 rat nhiéu dinh

nghia vé thut ngit ndy.

Va dué6i goc d6 quan tri chudi cung tng, thi Logistics 13 qua trinh t6i wvu hoa vi
tri, luru trit va chu chuyén cac tai nguyén yéu t6 dau vao tir diém xuit phat dau tién 1a
nha cung cip, qua nha san xuit, nha ban budn, ban 1¢, dén tay nguoi tiéu dung cubi
cung, théng qua hang loat cac hoat dong kinh té. ( Theo Logistics and supply chain
Management, Ma Shuo, tai li¢u giang day ctia World Maritime University, 1999).
Nhu vay, cbt 13i ctia Logistics 1a t6i uu, 14 hiéu qua va & ddy bén canh tinh t6i uvu hoa
vé dia diém, vi tr con tinh t6i wu vé thoi gian. Vi trong nén kinh té tri thuc « dung
lac”, « dung thoi diém” c6 ¥ nghi dic biét quan trong. Cac bd phin co ban cia

Logistics dugc khai quat trén hinh 1.1

Cac bd phan co ban cua logistics

| B
\

Lo
salLsIao0n

‘ Déng chu chuyén van tai 1 G

-— Dong thdng tin lvu thong

ueq 09 ap uea Bunyy -

Hinh 1.1 Cac b phdn co ban cua Logistics



1.1.2. Dich vu Logistics

Dich vu logistics 1a “hoat dong thuong mai, theo d6 thuong nhan td chirc thuc
hién mot hodc nhiéu cong vi¢c bao gém nhan hang, van chuyén, Iuu kho, Iuu bai, lam
thii tuc hai quan, cac tha tuc gidy to khéc, tu van khach hang, dong goi bao bi, ghi ky
ma hi¢u, giao hang hoac cac dich vu khac c¢o lién quan dén hang hoa theo thoa thuan
v6i khach hang dé huong thu lao”. (Can ctr, Piéu 233 Luat Thuong mai 2005). Dinh
nghia nay tap trung vao khia canh thwong mai ctia Logistics, nhAn manh vao céc hoat
dong cu thé ma cac cong ty Logistics cung cap cho khach hang dé huong thu lao.
Dich vu Logistics thuong dugc cung cip boi cac cong ty 3PL (Third-Party Logistics)
va 4PL (Fourth-Party Logistics), giup cac doanh nghiép tap trung vao hoat dong kinh
doanh c6t 15i cua minh. Cac vi du vé dich vu Logistics bao gé)m: van tai, kho bai, thu

tuc hai quan, dich vu gia tri gia ting (d6ng goi, dan nhan...), tw vin Logistics...

1.1.3. Phan loai theo hinh thirc Logistics

Cach phén loai nay dwa trén mtc do tham gia va vai tro clia cic bén cung cap
dich vu Logistics trong chudi cung tg. Theo tiéu chi nay, Logistics duoc chia thanh
5 loai hinh chinh:
- 1PL - Logistics Bén Thir Nhit (First-Party Logistics): Ty thuc hién Logistics
+ Khai niém: 1PL 1 hinh thirc Logistics co ban nhét, trong d6 cha hang (chu sé hitu
san phém/hz‘mg hoa) tu minh t6 chirc va thuc hién toan bd cac hoat dong Logistics dé
dap tmg nhu cau cta chinh minh. Doanh nghiép 1PL ti quan 1y moi khau tir vin
chuyén, kho bai, thu tuc gidy td, dén giao nhan hang hoa.
- 2PL - Logistics Bén Thir Hai (Second-Party Logistics): Thué ngoai timg phan
+ Khai niém: 2PL 1 hinh thirc Logistics ma chu hang thué ngoai mot phan cac hoat
dong Logistics cho cac don vi cung cap dich vu chuyén biét, thuong 1a cac cong ty
van tai hoac kho bai. Doanh nghiép 2PL chi ddm nhan mdt hoac mdt vai cong doan
don 1¢ trong chudi Logistics, chtr chua tich hop va quan 1y toan b quy trinh, thuong
1a nhiing hang tau hodc nhiing cong ty van tai duong bo hay duong hang khong.
- 3PL - Logistics Bén Tht Ba (Third-Party Logistics): Thué ngoai toan b hoac

phan 16n



+ Khai niém: 3PL 14 hinh thirc Logistics ma chu hang thué ngoai toan b hodc phan
16m céc hoat dong Logistics cho cac cong ty Logistics chuyén nghiép (3PL Providers).
Céc cong ty 3PL cung cip mot gbi dich vu Logistics tich hop, bao gdm van tai, kho
bai, quan 1y ton kho, xir Iy don hang, dong gbi, dan nhan, tha tuc hai quan, va céac
dich vu gia tri gia tang khac.

- 4PL - Logistics Bén Thu Tu (Fourth-Party Logistics): Quan ly chudi cung tng

+ Khai niém: 4PL 13 hinh thirc Logistics cao cip hon 3PL, trong d6 4PL Provider
dong vai tro quan ly toan bo chudi cung tng cta chu hang, thay vi chi cung cép dich
vu Logistics don thuan. 4PL Provider khong chi thyc hién cac hoat dong Logistics,
ma cOn tu van chién lugc, thiét ké giai phap, tich hop cong nghé, va quan ly cac
3PL Providers khac.

- 5PL - Logistics Bén Thir Nam (Fifth-Party Logistics): Logistics Thuong mai

Dién to

+ Khéi ni¢m: 5PL 1a hinh thirc Logistics méi nhét va hién dai nhét, phat trién manh
mé cling v6i su bung nd cua thuong mai dién tir (e-commerce). 5PL Providers tap
trung vao tdi wu hoa chudi cung tmg cho thuong mai dién tir, két hop cac yéu té cia

3PL va 4PL, dong thoi tmg dung manh mé cong nghé s va nén tang truc tuyén.
1.2.  Co sé Iy luan vé quan ly kho béi

1.2.1. Khai niém quan ly kho bai

Quan 1y kho 1a mot hoat dong quan trong trong chudi cung tng va hoat dong
san xuat — kinh doanh ctia mdi doanh nghiép. N6 bao gém qua trinh hoach dinh, t6
chirc, kiém soat va giam sat cac hoat dong lién quan dén viéc tiép nhan, luu trit, bao
quan, luan chuyén, xuat kho va kiém ké hang hoa trong kho. Muc tiéu ctia quan 1y
kho 14 dam bao rang luong hang hoa trong kho ludn & trang thai sin sang, chat luong
duoc dam bao va dap tng kip thoi nhu cau san xuat, phan phdi va kinh doanh cta
doanh nghiép. Piéu nay giup doanh nghiép kiém soat chinh xac tinh trang hang hoa
trong kho, tir 46 dua ra cic quyét dinh nhanh chéng va chinh xac hon trong cac hoat
dong san xuét va phan phoi

Céc y tudng va thi tuc lién quan dén viéc quan 1y cac hoat dong hang ngay cuia

nha kho duoc bao gdm trong quan ly kho hang. Piéu ndy bao gom rong rai viéc
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thu thap va thiét 1ap khong gian nha kho, 1ap ké hoach cong viéc, kiém soat hang ton
kho va hoan thanh don dat hang. Phéng to hon cho doanh nghiép thiy rang viéc cai
thién va tich hop timg quy trinh d6 1a can thiét dé quan 1y kho t6t nhidm dam béo rang
tat ca cac linh vuc hoat dong ctia kho phdi hop véi nhau dé ting ning sut vaduy tri
chi phi thap.

Mac du céc hoat dong ctia nha kho thuong b1 nguoi ti€u dung 4n khoi tAm nhin,
nhung ching rit quan trong dang sau hau trudng trong viéc dam bao giao hang ding
han. Quan 1y kho tét dam bao rang cac hoat dong cia kho chinh xac va hiéu quéa nhat
c6 thé dat duoc muc tiéu nay. Chflng han, quan ly kho hang doi héi tan dung tot nhat
khong gian kho hang dé t6i da hoa viéc luu trir hang ton kho, 1am cho hang ton kho
trd nén don gian dé cong nhan xéac dinh vi tri, ddm bao du nhan vién, dadm bao thuc
hién kho hang tré nén hiéu qua va phdi hop lién tuc v6i cac nha cung cp va cong ty
van tai dé dam bao du nguyén vat li¢u dén va dat hang dugc van chuyén dén dang
thoi gian. Nhimg loi thé cua quan 1y kho hiéu qua, ching han nhu dich vu nhanh
chong, chat lugng cao voi gia ca hop 1y, c6 thé tham nhap vao chudi cung tmg va cai
thién mdi quan hé vé6i ca nha cung cp va khach hang. Tuy nhién, do c6 qua nhiéu
bién sb lién quan nén viée ti da hoa viéc quan Iy kho hang c6 thé 1a mét thach thirc.

Muc tiéu chinh ctia quan 1y hang tdn kho 13 dit hang, lwu trit, di chuyén va chon
cac ngudn luc can thiét dé san xuit hang hoa hodc hoan thanh don hang mot cach
hiéu qua. T quan kho dé cap dén mét loat cac hoat dong kho, bao gém lao dong,
thue hién don hang, t6 chirc va thiét ké kho, giam sat va béo cdo.

Quan 1y hang ton kho thuong dugc sir dung nhu mot thuat ngit khac dé quan ly
hang ton kho, nhung diéu quan trong 1a phai nhan thirc gitta hang ton kho va hang
t6n kho, dic biét cac cong ty lien quan dén san xuat va thanh pham. C6 phiéu thudng
dé cap dén thanh pham di sin sang dé ban hodc dé phan phdi. Tuy nhién, hang ton
kho ba gom moi thir c6 trong kho: nguyén vat liéu, vat liéu dang trong qua trinh ché
tao thanh san pham va thanh pham. Do d6, quan 1y hang ton kho 1a mét tap hop con
ctia quan 1y hang ton kho tap trung cu thé vao viéc giit cang it hang cang tbt, dé tiét

iém khong gian va chi phi, trong khi van cé thé dap (mg nhu cau cua khach hang.



1.2.2. Vai tro cia quan ly kho béi

Quan Iy kho hang déng vai trd chién luge trong chudi cung tmg bang céch cho
phép cac qua trinh tiép nhan, phan phdi, phan loai hodc két ndi hang ton kho nham
ddp tmg nhu ciu cang ngdy cang ting cta thi trudng.

Tuy nhién, cac hé thdng quan 1y kho truyén thong khdng duoc thiét ké véi tinh
linh hoat hodc ning luc cong nghé dé giai quyét nhitng thach thirc dang dién ra trong
nganh.

Khi biét vi tri cua hang ton kho trong toan bd quy trinh ctia kho hang, tir nhan
hang dén luu trit, dé giam hang ton kho du thira va cai thién vong quay hang t6n kho,
dap tng céc thda thuan cép do dich vu va tranh moi hang tdn kho bi that lac dé tang
su hai 10ng ctia khach hang va kiém soat hang ton kho, tan dung toi da khong gian
kho dé cai thién ning suat va thoi gian thong qua t6i wu hoa hoat dong xir Iy hang tén
kho bﬁng cach chon muc do tu dong hoa phu hop dé giam chi phi van hanh.

Mot nha kho s€ cho phép luu trit hang h6a mot cach an toan trong nhitng truong
hop nhu vay.

Hang hoa thudng duoc san xuit véi sd lugng du thira boi hau hét cac cong ty
du doan nhu cau. Diéu ndy c6 nghia 1a mot co s& luu trir can thiét cho dén khi khéch
hang bit dau dat hang. Mot nha kho s& dap tng tat ca cac nhu cau luu trir va 1y tudng
trong viéc van chuyén d& dang. Chi c6 sb luong san pham duoc theo ddi boi cac hé
thong kiém soat hang c6 tén kho trong kho. Tuy nhién, ciing c6 thé giam sat chat
lwong san xuit, voi mot sb thay doi va quan 1y ctia hang tot hon. Theo ddi thanh phim
va nguyén vat liéu s& cung cap cho ban sb luong vat liéu di qua qua trinh san xuat.
No ciing gitip x4c dinh va cach ly cac san pham c6 16i va nhiing san pham khong dap
g cac yéu cau chat lugng can thiét. Mot hé thong theo ddi hidu qua trong kho s&
gitip hop tac vi ca nha cung cap dé giam thiéu nguyén liéu tho bi 18i hodc kém chat
luong. N6 ciing cho phép theo ddi thoi han sir dung cia cac san pham khéc nhau, do
d6 cho phép loai bo cac san pham khoi kho kip thoi
1.2.3. N¢i dung quan tri van hang kho

Trong quan tri logistics hi¢n dai, kho bai khong chi 1a noi luu trit ma con 1a mot

hé théng van hanh phirc hop, noi dién ra cac hoat dong xt ly, kiém soat va diéu



phéi dong hang hoa. Xét theo chu trinh van dong ctia hang hoa, quan tri van hanh kho
duogc cau thanh béi ba nhom hoat dong co ban: nhap kho, luu kho va xuét kho . Ba
hoat dong nay tao thanh mat chudi lién két chat ché, trong d6 hi€u qua cua tung khau
s& anh hudng tryc tiép dén hidu qua tong thé ciia hé théng kho

a. Quan tri hoat dong nhap kho

Hoat dong nhap kho 1a diém khéi dau ctia dong vat chat trong hé théng kho, bao
gdm cac cong doan tir tiép nhan hang hoa, kiém tra ching tir, kiém dém sé luong dén
cap nhat dir li¢u va bd tri vi tri luu trit. Theo Warehouse Management: A Complete
Guide to Improving Efficiency and Minimizing Costs in the Modern Warehouse
(2014), do chinh xac cua thong tin tai khau nhap kho c6 vai tro quyét dinh dén tinh
toan ven cta dit liéu tdn kho trong toan bo h¢ théng.

Tt goc do quan tri, hoat dong inbound can dam bao ba yéu cau cdt 16i: tinh chinh
xac, tinh kip thoi va tinh dong bd . Trong truong hop quy trinh kiém dém va nhap
liu phu thudc vao thao tac thi cong, sai s6t dé phat sinh, dan dén sai léch giita sb liéu
hé théng va thyc té. Nhimng sai 1éch nay khong chi anh hudng dén hoat dong luu kho
ma con lan truyén sang cac khau downstream nhu xuét kho va phan phdi

+ Nhap hang:

Qua trinh nhép hang s& duoc tinh tir lac kho bit dau tiép nhan yéu cau hang dén.
Trong qué trinh chd hang dén, kho can bé tri day du cac phuong tién, nhan sy dé dam
bao san sang cho cong tic nhan hang dugc thyc hién mot cach nhanh chéng, tao diéu

kién thuén loi cho cac budc tiép theo trong quy trinh.

Trong qua trinh nhap hang, can xac dinh dung va du cac san pham duoc nhap. Viéc
hang duoc nhap kho s¢ thé hién viéc chuyén giao trach nhiém bao v€ tinh trang hang

hoa cho kho tai thoi diém tiép nhan.

Nhitng hang hoa bat thuong, co van dé nén duoc theo ddi, loai bé hodc xur 1y ngay tir

khau dau vao nay.

b. Quan tri hoat dong luu kho
Hoat dong luu kho gilr vai tro trung tam trong viéc duy tri trang thai hang hoa
trong sudt thoi gian ton trir, dong thoi dam bao hiéu qua s dung khdng gian va
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kiém so4t ton kho. Noi dung quan tri luu kho bao gdm viée t chirc bd tri hang hoa,
bao quan, theo ddi va kiém soat tinh trang hang hoa.

Mot trong nhitng van dé ¢t 16i trong quan tri Iuu kho 13 t6i wu hoa bé tri hang
hoa. Viée ap dung cac phuong phap phéan loai nhu ABC hoic bd tri theo tan sudt xut
hang gitp giam thiéu quing dudng di chuyén va nang cao ning suit lao dong. Theo
Logistics & Supply Chain Management (2016), viéc to chtrc Iuu trit hop 1y khong chi
gitip tiét kiém chi phi vin hanh ma con gop phan cai thién téc do xt Iy don hang.

Bén canh d6, kiém soat tdn kho 13 mot yéu cau bat budc nham dam bao tinh nhét
quan giira dir liéu hé théng va thyc té. Cac phuong phap kiém ké nhu kiém ké dinh
ky hoic kiém ké luan phién dugc ap dung nhdm phat hién sai léch va diéu chinh kip
thoi. P41 voi cac nganh hang c6 vong doi ngin nhu FMCG, viée ap dung nguyén tic
FEFO 1a can thiét dé han ché rai ro hu hong va thit thoat.

Do d6, xu huéng quan tri hién nay tdp trung vao viéc chuin héa quy trinh
inbound két hop v&i tng dung cong nghé nham ty dong hoa viéc ghi nhan dir li¢u,
nang cao do chinh x4c va giam thiéu sy phu thudc vao yéu té con nguoi.

+ Sip xép hang hoa:
Hang hoa sau khi duogc tiép nhan s& duoc sip xép va luu kho.

Qua trinh nay s€ dugc tinh tir khi hang héa da dugc nhap xong vao cac vi tri luu triv

va cap nhat lai cac thong tin do trén h¢ thé)ng.

Trude khi qua trinh tiép nhin hang hoa dién ra thi bo phan quan Iy kho di can phai
1én ké hoach, xac dinh truéc cac vi tri tréng s€ st dung dé luu hang hoa. Nhu vay,

hang hoa médi dugc tiép nhan va sap xép mot cach nhanh chong nhat, it thoi gian nhat.

¢. Quan tri hoat dong xuat kho

Hoat dong xuat kho 1a giai doan cudi cua chu trinh van hanh kho, bao gém cac
cong doan tiép nhan don hang, 1ap ké hoach, liy hang, kiém tra, dong goi va xuat
hang. Pay 1a khau tryc tiép anh huong dén chét lugng dich vu va mic d6 hai long

cua khach hang.



Trong cac hoat dong cua outbound, picking duoc xem 1a cong doan chiém ty
trong 16n nhat vé chi phi va thoi gian van hanh. Theo Chopra va Meindl (2019), hi¢u
qua cua hoat dong picking c6 anh hudng quyét dinh dén ning suét kho va kha ning
dap tmg don hang. Néu quy trinh outbound chua dugc ti vu, dic biét khi phu thudce
vao thao tac thu cong, s& d& xay ra céc sai sot nhu 1ay nhdm hang, thiéu hang hoic
cham tré trong xur Iy don.

Do dé, tir goc dd quan tri, hoat dong outbound can dam bao ba yéu tb chinh: do
chinh xac, tbc d6 xtr 1y va tinh linh hoat. Viéc chudn hoa quy trinh két hop véi tmg
dung c6ng nghé gilp t6i uu hoa 16 trinh 14y hang, giam sai s6t va nang cao hiéu suit
van hanh (Richards, 2014).

+ Lay hang:

Qua trinh nay s& duoc bat dau khi kho tiép nhan cac don hang cua khach.

B6 phan kho sé tién hanh trich xuét vl tri trén hé thé)ng, kiém tra lai luong hang hoa
trong kho va x&c nhan tinh trang ddi v6i khach hang trude khi 1ay hang va thyc hién

cac bude tiép theo.

Trong hoat dong 14y hang, phan da thoi gian phat sinh chu yéu dé tir khau di chuyén,
tim kiém hang (diéu nay lai cang cho thdy tAm quan trong cua viéc t6i wu hoa viée sip

xép hang hoa trong kho tai budc 2).

Dua vao danh sach ldy hang, bo phan quan 1y kho s& diéu phdi lugng phuong tién va
nhan sy phi hop dé dam bao thoi gian 1ay hang, tang ty 1é chinh x4c ciing nhu thoi

gian phan hdi yéu cau cua khach hang.

Pé lay hang, c6 thé ap dung nhiéu chién thuat nhu:
e Liy hang theo khu vuc

e Liy hang loat

e Lay hang roi rac

e Lay hang theo cum



+ DPong goi:

Hoat dong dong goi s€ bao gém ca viéc kiém tra, lya chon phuong thirc dong goi,
scan va cap nhat lai théng tin, tinh trang hang hoa, 1dy ma s6 van don dé cap nhat lai

cac thdng tin nay cho khach hang.
+ Xuét ( giao) hang:

Ngay sau hoat dong déng goi, hang hda s& dugc chuyén giao cho don vi van chuyén

dé thyc hién cong tac bdc xép, van chuyén chung téi tay ngudi tiéu ding.

Sau khi hang hoa ro1 di, bo phan kho cling can cap nhat lai tinh trang, thoi gian hang

hoa rdi kho trén hé thong dé khach hang cap nhat lai thong tin.

1.3.  Téng quan vé dich vu Logistics bén thi ba (3PL)

1.3.1. Khai niém cia dich vu Logistics bén thw 3 (3PL)
+ Khai niém: 3PL 12 hinh thirc Logistics ma chu hang thué ngoai toan bd hodc phan
l6n cac hoat dong Logistics cho cac cong ty Logistics chuyén nghiép (3PL
Providers). Cac cong ty 3PL cung cap mot goi dich vu Logistics tich hop, bao gom
van tai, kho bai, quan ly ton kho, xir Iy don hang, déng géi, dan nhan, thu tuc hai
quan, va cac dich vu gia tri gia tang khac. Str dung 3PL 1a viéc thué cac cong ty bén
ngoai dé thuc hién céc hoat dong logistics, c6 thé 1a toan bd qua trinh quan Ii
logistics hodc mot s6 hoat dong c6 chon loc. Thuong thi cac cong ty 3PL s& hitu
nhiéu loai phuong tién van chuyén tir duong bo dén dudng hang khong va c6 méi
lién hé mat thiét v&i cac cong ty van chuyén khac dé dap tng t6t nhét yéu cau cia
khéach hang va tan dung tdi da chirc nang dich vu ctia cong ty. Bén canh viéc dam
nhan moi thu tuc va viéc van chuyén hang hoa, cong ty cung cép dich vu 3PL con
chiu trach nhiém vé thoi gian van chuyén hop li dé hang hda con nguyén ven, duoc
giao diing thoi gian va dia diém. Boi néu hang héa khong con nguyén ven hodc xay
ra su ¢b nao d6 thi cong ty Logistics thué ngoai s& phai chiu toan bo trach nhiém.
1.3.2. Pic diém cia dich vu Logistics bén thir 3 (3PL)
+ Pic diém:
= Outsourcing toan dién: Chu hang ty thac hau hét cac hoat dong Logistics cho
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3PL Provider, tir 6 tap trung vao cac hoat dong kinh doanh ¢t 18i nhu san xuat,
marketing, ban hang.

= Dich vu tich hop va da dang: 3PL Providers cung cap mot goi dich vu toan

dién, bao gdm nhiéu hoat dong Logistics khac nhau, dap tmg nhu ciu da dang

cua khach hang.

» Chuyén mén héa va kinh nghiém: 3PL Providers c6 chuyén mén sau rong va

kinh nghiém day din trong linh vuc Logistics, gitp toi wu hoa quy trinh, giam

chi phi, va nang cao hiéu qua hoat dong.

= Linh hoat va quy mé: 3PL Providers c6 mang lu6i hoat dong rong khipva quy

md 16m, c6 thé dap ing nhu cau Logistics cta cic doanh nghiép trén pham vi toan
qudc va quéc té.

= Chi phi thué ngoai cao hon 2PL: Do cung cap dich vu tich hop va da dang, chi

phi thué ngoai 3PL thudng cao hon so vdi 2PL.

» Ph6 bién va hiéu qua: 3PL 14 hinh thtrc Logistics pho bién nhét va hiéu qua nhét cho
cac doanh nghi€p quy mé vura va 16n, giap gidm chi phi, nang cao hiéu qua, va tap

trung ngudn luc cho hoat dong kinh doanh cbt 15i.

1.3.3. Dich vu kho bai trong md hinh 3PL

Trong md hinh logistics bén tht ba (3PL), dich vu kho b&i khéng chi don thuan thuc
hién chuc ning luu trir hang hda ma con dong vai trd 13 mot mét xich trung tim trong
viéc didu phdi va tdi uu hoa toan bd chudi cung tmg. Nha kho 3PL dugc xem nhu
mot “trung tam diéu hanh” noi tich hop céac hoat dong tir tiép nhan, luu trir, xr Iy don
hang dén phan phdi, gop phan dam bao dong chay hang héa dién ra lién tuc, chinh
xac va hi¢u qua.

Trude hét, dich vu kho bai trong md hinh 3PL giir vai trd quan trong trong viéc
quan 1y va kiém soat ton kho. Thong qua viéc t6 chirc luu trit khoa hoc va theo ddi
chat ché sé lugng, chung loai, ciing nhu tinh trang hang hoa, kho 3PL giup doanh
nghiép duy tri muc ton kho hop 1y, han ché tinh trang thiéu hut hodc du thira. Viéc
kiém soat ton kho hiéu qua khong chi gop phan giam chi phi luu kho ma con nang
cao kha ning dap tmg nhu cau thi truong, dic biét trong bdi canh nhu cau tiéu ding

bién dong lién tuc
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Bén canh do, kho bai trong m6 hinh 3PL con dam nhén chirc nang xtr Iy don
hang va hd trg phan phdi, bao gdm cac hoat dong nhu tiép nhan don hang, lay hang,
dong goi, phan loai va chuan bi hang hoa dé giao dén khach hang cudi cung. Hiéu
qua ctia cic hoat dong nay c6 anh hudng truc tiép dén thoi gian giao hang, do chinh
xéac cta don hang va mirc 6 hai 1ong cta khach hang. Do d6, viéc to chirc hop 1y cac
quy trinh inbound va outbound 14 yéu t6 then chét trong quan tri van hanh kho.

Ngoai cac chirc ning co ban, nha kho 3PL con cung cap nhiéu dich vu gia tri gia
ting nham dap Gmg yéu cau da dang cua khich hang va nang cao gia tri san pham.
Cac dich vu nay bao gdbm dong goi lai, dan nhan, 1ap rap b kit, hodc tuy chinh san
pham theo yéu cau thi truong. Viée tich hop cac dich vu nay ngay tai kho giup doanh
nghiép tiét kiém chi phi, rat ngan thoi gian xir 1y va ting tinh linh hoat trong hoat
dong kinh doanh.

Trong bdi canh hién dai, vai trd ctia kho bai trong m6 hinh 3PL ngay cang duoc

nang cao théng qua viéc img dung cdng nghé trong quan tri kho, dic biét 12 hé thong
quan 1y kho. WMS cho phép doanh nghiép theo ddi vi tri, s6 lugng va tinh trang hang
hoa theo thoi gian thyuc, tir d6 nang cao do chinh xac va minh bach trong kiém soat
t6n kho. Dong thoi, hé théng nay con hd tro tdi wu hoa viée bd tri hang hoa, giam
thiéu quing duong di chuyén trong kho va nang cao ning suit lao dong.
Hon nira, viéc két hop WMS véi cac cong nghé nhu mé vach hodc RFID gitp ty dong
hoa cac hoat dong kiém dém, nhap kho va xuat kho, tir d6 giam thiéu sai st va han
ché su phu thudc vao lao dong thu coéng. Diéu niy dic biét quan trong trong moi
truong van hanh c6 khéi luong hang hoa 16n va yéu cau xtr Iy nhanh, chinh xac nhu
cac kho hang phuc vu nganh hang ti€u dung nhanh.

Khong chi dimg lai & viéc hd trg van hanh, kho bai 3PL con dong vai trd trong
viéc cung cap dir liéu va hd tro ra quyét dinh. Théng qua hé théng cong nghé, doanh
nghiép c6 thé thu thap va phan tich dit liéu lién quan dén ton kho, tbc do luan chuyén
hang hoa, hiéu suat xtr I don hang,... tir 46 dua ra cic quyét dinh phu hgp nham tdi
uu hoéa hoat dong logistics.

Tém lai, dich vy kho bai trong mo6 hinh 3PL khong chi 14 noi Iuu trir hang hoa
ma con 1a trung tdm diéu phdi va tdi wu hoa hoat dong logistics. Viéc két hop gitta
quan tri quy trinh va ing dung c6ng nghé gilp nang cao hiéu qua van hanh kho,
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giam chi phi va ting kha ning canh tranh cua doanh nghiép trong chudi cung tng.
Pay ciing 1a co s& quan trong dé nghién ciru va dé xuat cac giai phap hoan thién cong

tac quan tri kho trong cac chuong tiép theo.

1.3.4. Giai phap céng nghé

Trong bbi canh logistics hién dai, cong nghé ngdy cang dong vai tro trung tim
trong viéc nang cao hiéu qua quan tri kho, dic biét di voi md hinh dich vu logistics
bén thi ba (3PL). Vi dic diém xir Iy khéi lwong hang hoa 16n, yéu cau tde do cao va
d6 chinh xéac tuyét dbi, cac kho 3PL khong thé phu thudc hoan toan vao phuong phap
quan 1y thi cong ma can ung dung cong nghé nham t6i vu hoa quy trinh van hanh.
Theo Warehouse Management: A Complete Guide to Improving Efficiency and
Minimizing Costs in the Modern Warehouse (2014), viéc trién khai cac hé thong cong
nghé trong quan trj kho 1a yéu t then chdt gitip giam chi phi, ning cao ning suat va
cai thién chét luong dich vu.
- Hé théng quan ly kho WMS

Hé thdng nay dugc xem 13 giai phap cbt 161 trong quan tri kho hién dai. WMS
cho phép doanh nghiép theo ddi va kiém soat toan bo hoat dong kho tir nhap kho, luu
trit dén xudt kho theo thoi gian thuc. Théng qua viée quan 1y vi tri hang hoa, kiém
soat s6 lwong va tinh trang ton kho, hé thdng nay giup dam bao d6 chinh xac cao cua
dir liéu, ddng thoi hd tro toi wu hoa viée bd tri hang hoa trong kho. Viée ung dung
WMS dic biét hidu qua trong viéc giam sai léch ton kho va ning cao kha ning kiém
Soat, tir d6 cai thién cac chi s6 quan trong nhu d6 chinh xac tén kho va ty 18 hao hut.
- Céng nghé méd vach

Cong nghé nay dong vai trd quan trong trong viéc hd trg WMS va tu dong hoa
qua trinh nhap — xuat hang. Thay vi kiém dém va ghi chép thu cong, viéc st dung
thiét bi quét ma giup ghi nhan dit liéu nhanh chéng, chinh xac va dong bd v4i hé
thong. Piéu nay khong chi rit ngan thoi gian xir Iy trong cac hoat dong inbound va
outbound ma con giam thiéu sai sot do con ngudi gay ra. Pay 1a mot trong nhiing giai
phap quan trong nham khic phuc tinh trang phu thudc lao dong thu cong — mot trong

nhitng han ché pho bién trong quan tri kho hién nay.
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Ngoai ra, viéc tng dung cong nghé con gop phan tdi vu héa quy trinh van hanh
kho, dac biét trong cac hoat dong nhap kho va xuét kho. Trong inbound, h¢ théng
WMS két hop véi barcode giup chuin héa quy trinh kiém dém, nhap liéu va bd tri
hang hoa, tir d6 rat ngan thoi gian xir 1y va nang cao do chinh xac dir liéu. Trong
outbound, cong nghé hd tro tdi uu hoa 16 trinh léy hang, hudéng dan nhan vién thao
tac chinh x4c va giam thiéu sai sot trong qua trinh xtr 1y don hang. Nho d6, cac chi sb

nhu d6 chinh xac don hang va thoi gian chu ky don hang dugc cai thién dang ké.

Hon nta, viéc tich hop hé théng WMS véi cac hé théng khéac nhu quan 1y van
tai (TMS) hodc hé thdng hoach dinh ngudn luc doanh nghiép (ERP) giup tao ra mot
dong dit liéu xuyén sudt trong chudi cung tmg. Diéu nay cho phép doanh nghiép theo
ddi va kiém soat toan b qua trinh tir nhap kho dén giao hang, dong thoi ning cao kha

nang ra quyét dinh dya trén dit liéu thuc té (Chopra & Meindl, 2019).

Tir gbc d6 quan tri, c6 thé thiy rang cong nghé khong chi dong vai tro hd trg ma con
1a giai phap cdt 161 nhim giai quyét cac van dé ton tai trong van hanh kho, bao gdm sai 1éch
t6n kho, quy trinh chua t6i wu va su phu thudc vao lao dong thu cong. Viée img dung WMS
két hop véi cong nghé mé vach giup chudn hoa quy trinh, ndng cao do chinh xac va ting

hiéu sut van hanh, dic biét trong bdi canh ap luc xu ly

1.4.  Tiéu chuin danh gié hiéu qua van hanh kho 3PL

Céc tiéu chuan danh gia hiéu qua van hanh kho 3PL thudng dugc do ludng thong
qua bd chi sé hiéu suit chinh (KPIs), tap trung vao cac khia canh nhu d6 chinh xac,
tdc do xir 1y, chi phi va mirc d6 hai long ctia khach hang. Viéc xdy dung va theo doi
cac chi s6 nay khong chi giup doanh nghiép danh gia hiéu qua van hanh ma con hd
trg phat hién cac diém nghén trong quy trinh, tir d6 1am co s& dé xuat cac giai phap
cai tién phu hop (Christopher, 2016; Chopra & Meindl, 2019).

Céc chi s6 pho bién trong nganh bao gom ty 1¢ chinh xac don hang (>99%), ty
1¢ giao hang dung han (>97%) va do chinh xac ton kho (>98%), phan anh muc do
hi€u qua va d¢ tin cay trong van hanh kho.

- Nhoém chi s6 Nhap kho & Ton kho
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+ Do chinh x4c t6n kho: Ty 1¢ hang hoa thuc t& khép véi dit licu trén hé thdng quan
ly kho (WMS). Muc tiéu tiéu chuan 12 >98%, xuat sic 12 >99.9%. P4y 1a chi s6 quan
trong phan anh mirc do kiém soat ton kho va gitip phat hién sai 1éch phat sinh trong
qua trinh nhap — xuét hang,
+ Thoi gian Nhap - Luu kho: Thoi gian tir khi hang héa cap cang/kho dén khi duoc
sap x&p vao vi tri va sin sang dé ban. Thoi gian nay cang ngan, hang hoa quay vong
cang nhanh.Chi s nay phan anh hiéu qua cta quy trinh inbound va kha ning xu 1y
hang hoa cua kho.
+ Ty 18 quay vong ton kho: S6 1an t6n kho dugc ban va thay thé trong mot khoang thoi
gian. Chi sd nay phan anh kha ning quéan 1y hang ton.Chi sb nay thé hién hiéu qua sir
dung hang ton va kha ning dép tmg nhu cau thi trudong.
+ Ty 18 hao hut tdn kho: Phan trim hang héa bi mat mat, hu hong hoic that thoat trong
kho. Giup danh gia mtrc d6 kiém soat noi bo va hiéu qua quan 1y hang hoa
- Nhém chi s6 Xur ly don hang
+ Do chinh xac don hang: Phan trim don hang dugc nhit, dong goi va van chuyén
ma khong bi 18i (sai hang, sai s6 lugng, sai dia chi). Phan anh truc tiép hiéu qua cta hoat
dong outbound, dac biét 1a khau picking va dong goi.
+ Ty 1& don hang hoan hao: Chi s6 tong hop cao nhit, do ludng don hang giao ding
han, dung san pham, dang sé lugng, khong hong hoc va ding chimg tir. Day 1a chi
sd toan dién danh gia chat lrong dich vu kho.
+ Thoi gian chu ky don hang: Thoi gian trung binh tir khi don hang dwgc nhan dén
khi roi khoi kho. Phan anh tée do xir Iy don hang va hiéu qua van hanh tong thé.
+ Ty 1& giao hang dung han: Phan tram don hang dugc xuat kho dung theo thoi gian
da cam két (SLA). Thé hién mirc d dap Gmg va do tin cdy cia hé thong kho.
- Nhom chi s6 Van hanh & Ning suat
+ Hiéu suét lao dong: S6 luong don hang dugc xur ly trén mdi gio lao dong.
+ Ty 1& sir dung khéng gian kho: Phan trim dién tich kho duoc st dung hiéu qua so
v6i tong dung tich.
+ Thoi gian xir Iy hang hoan tra: Thoi gian tir khi hang tra vé dugc nhan dén khi
duoc xu Iy nhap lai kho.
- Nhom chi s6 Tai chinh & Khéch hang
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+ Chi phi trén mdi don hang: Téng chi phi van hanh kho chia cho s6 don hang da
giao.

+ Mirc d6 hai long cua khach hang: Po ludng su hai 1ong ctia khach hang d6i voi
dich vu cua don vi 3PL.

- Tiéu chuén danh gia "Dau nganh"

Céc nha cung cap 3PL top dau thudng ap dung cac tiéu chuan khit khe hon:

+ Do chinh x&c don hang: 99.8-99.9%.

+ Thoi gian xu ly hang tra: <24 gio.

+ St dung WMS va cong ngh¢ tu dong hoa: Quét ma vach, ty dong hoa khau nhat
hang (picking) dé dam bao do chinh xéac

Céc chi s6 KPI trong quan tri kho khong chi phan anh hiéu qua van hanh ma
con 1a cong cu quan trong gilp doanh nghiép phat hién cac van dé ton tai trong quy
trinh inbound, storage va outbound. Théng qua viéc phan tich cac chi sé nhu d6 chinh
xéc ton kho, thoi gian xtr Iy don hang hay ty 18 sai s6t, doanh nghiép c6 thé xac dinh
nguyén nhn cua cic van dé nhu sai 1éch tén kho, phy thudc lao déng thu cong hoic
hiéu sut xtr Iy chua cao. DPay 1a co s& quan trong dé phan tich thuc trang va dé xuét
giai phap hoan thién cong tic quan tri kho trong cac chuong tiép theo.

- Tuén thu nguyén tic FEFO (First Expired — First Out):

FEFO 1a nguyén tic xuit kho trong dé nhitng 16 hang c6 han sir dung gan nhat
dugc uu tién xuit trude. Day 1a tiéu chudn dic biét quan trong ddi v6i cac kho hang
thue pham va dd udng, noi chét luong san pham phu thudc truc tiép vao thoi han sir
dung. Mtrc d6 tuan thu FEFO c¢6 thé duoc danh gia thong qua ty 18 cac 16 hang duoc
xuat ding theo thir ty han st dung, ty 1€ hang can han va s6 luong hang hét han phat
sinh trong kho. Viéc thyc hién tét FEFO gitip han ché hang ton lau, giam nguy co
hét han va giam chi phi phat sinh do hang phai xir 1y hoc tiéu huy.

Ty I¢ tuan thu FEFO:

Puoc xac dinh béng ty 1€ s6 luot xuat kho thuc hién dang nguyén tac FEFO trén
téng s6 luot xuat kho thudc dién ap dung FEFO.

Cong thuec:

Ty 1¢ tuan thi FEFO = (S6 luot xuat dang FEFO / Tong s6 luot xuét ap dung
FEFO) x 100%
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Dbi véi kho FMCG, ty 18 tudn tha FEFO nén dugc duy tri ¢ mic gan 100%,
ddng thoi kiém soat chit ché lugng hang can han va hang hét han. Chi s6 nay c6 thé
dugc hd trg bang WMS thong qua viéc quan Iy LOT, ngay san xuét va han st dung,

giup checker va nhan vién kho xéac dinh dung 16 hang can xuat.
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CHUONG 2: THUC TRANG CONG TAC QUAN TRI VAN HANH DICH
VU 3PL TAI KHO SUNTORY PEPSICO - CONG TY CJ GEMADEPT
LOGISTICS (KCN PIEN NAM - PIEN NGOQC)

2.1. Khai quat vé Kho Suntory PepsiCo — Céng Ty CJ Gemadept Logistics
(KCN DPién Nam - Dién Ngoc)

C ]“ GEMADEPT IS

Hinh 2.1: Logo Cong Ty CJ Gemadept Logistics

Tén cong ty: Cong Ty CJ Gemadept Logistics (KCN Dién Nam — Dién Ngoc)
Dia chi: L6 s6 10, Khu Cong nghiép Pién Nam — Dién Ngoc, Thi xa Dién Ban,
Tinh Quang Nam.

M4 s6 thué: 0316290802

Website: https://www.gemadept.com.vn/

2.1.1. Lich si hinh thanh va phat trién cia cong ty
Thanh Igp va hop tac lién doanh CJ — Gemadept

CJ Gemadept Logistics la lién doanh gitta Tap doan Gemadept (Viét Nam) va
CJ Logistics (Han Qudc). Tién than cua lién doanh nay 1a Cong ty TNHH MTV Tiép
van Gemadept (Gemadept Logistics — GLC), dugc thanh 1ap nam 2008. Cudi thang
10/2017, Gemadept chuyén nhugng lan lugt 50,9% von tai hai Cong ty Gemadept
Logistics Holding va Gemadept Shipping Holding cho CJ Logistics (thuong vu ~94
triéu USD). Nhu vay CJ Logistics nam cd phan chi phéi (50,9%), Gemadept giit
49,1%. Bén dau 2018, lién doanh CJ Gemadept Logistics bat ddu van hanh chinh thirc
dudi md hinh lién doanh song phuong. Piéu khoan hop tac ghi rd moi quyét dinh déu
phai dong thuan gitra hai bén, trong khi Gemadept tiép tuc truc tiép diéu hanh hoat
dong thuong ngay cua lién doanh.

H¢ théng kho bdi va trung tm phan phéi (TTPP) ciia CJ Gemadept
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CJ Gemadept ké thira va phat trién hé thong kho hang va trung tim phan phdi
(TTPP) hién dai tir Gemadept Logistics. Hién c6ng ty van hanh tong dién tich trén
450.000 m? kho bai tai c&c trung tdm kinh té trong diém (TP.HCM, Binh Duong, Ha
Noi, Pa Néang, Can Tho,...). Mang ludi kho ndy phuc vu da dang mat hang (FMCG,
F&B, hang thiét yéu, linh kién 6 t6...) véi quy md va cong nghé hang dau. Toan bd
hé théng van hanh WMS (phan mém quan 1y kho cta Infor), hé thong BI va chuin
két ndi EDI hién dai. CJ Gemadept c6 kho ngoai quan, kho ngi dia va kho lanh chuyén
dung — trang bi kiém soat nhiét 36, 6 Am va an ninh 24/7— dap ung tiéu chuin quéc
té (FM Global, HACCP, C-TPAT, TAPA).

Hop tac va phét trién kho phan phéi cho Suntory PepsiCo Vietnam

CJ Gemadept 1a dbi tac logistics chién lugc cua Suntory PepsiCo Viét Nam
(SPVB) tir cubi thap nién 2010. Cong ty cung cap dich vu 3PL toan dién cho SPVB,
bao gdm van tai, kho bii va phan phdi. Kho bii chuyén dung — CJ Gemadept van
hanh hé thdng kho bai danh riéng cho cac san pham dd udng ctia SPVB, bao gdbm khu
vuc kho lanh va cac vung kho kiém soat nhiét do, dam bao bao quan t6i wu cho san
pham d& hu.

Dap tmg cao diém — Nam 2022, CJ Gemadept phéi hop cing SPVB trién khai
“The Big Change”: s6 hoa 100% quy trinh logistics cho SPVB tai mién Trung giira
dai dich, ap dung WMS/TMS/OMS tich hop SAP. Nho do, cong ty hoan thanh muc
tiéu dap tng luu luong cao diém gip 2,5 1an binh quan.

Mang luéi phan phéi — CJ Gemadept quan 1y toan bd mang ludi phan phdi cua
SPVB trén ca nudc, toi uu hoa tuyén dudng giao hang va thyc hién giao hang tan cac
dai 1y, nha ban 1¢ ding hen. Hé thong cho phép theo ddi 16 hang theo thdi gian thyc,
mang lai sy minh bach trong chudi phan phdi.

2.1.2. Tam nhin, sit ménh va gié tri cot I5i
Tdm nhin

Cong ty TNHH CJ Gemadept Logistics huéng dén muc tiéu tré thanh doanh
nghiép cung cap dich vu logistics tich hop uy tin va chuyén nghiép tai Viét Nam, co
kha niang dap g cac yéu ciu ngay cang cao ctia khach hang trong bbi canh nén kinh

té hoi nhap sau rong. Cong ty dinh hudng phat trién hé thong logistics theo
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huéng hién dai, dong bd va bén viing, pht hop voi xu thé phat trién cua nganh
logistics trong nudc va khu vue.

Thong qua viéc hop tac va cung cap dich vu cho cac doanh nghiép 16n, tiéu biéu
1a Suntory PepsiCo Viét Nam, CJ Gemadept Logistics timg budc khiang dinh vai tro
1a ddi tac logistics quan trong, gop phan ning cao hiéu qua hoat dong phan phdi va
chudi cung ung cua khach hang.

Sir ménh

St ménh ctia Cong ty TNHH CJ Gemadept Logistics 1 cung cip cac dich vu
logistics dap tmg yéu cau vé chat lugng, tién do va do an toan ctia hang hoa, qua dé
hd trg hoat dong san xuét va kinh doanh cta khach hang. Cong ty chu trong xay dung
va hoan thién cac quy trinh van hanh logistics, tir quan 1y kho bai, van tai dén phan
phéi, nhim dam bao tinh chinh x4c va hiéu qua trong timg khau hoat dong.

Bén canh viéc cung cip dich vu cho khach hang, CJ Gemadept Logistics con
chu trong phat trién ngudn nhan luc, tao moi trudng lam viéc 6n dinh va chuyén
nghiép cho nguoi lao dong, dong thoi tudn thi cac quy dinh phéap luat va dong gop
vao su phat trién chung ctia nganh Logistics tai Viét Nam.

Giéa tri cot 16

Tht nhét, dinh hudng phuc vu khach hang Suntory PepsiCo. Moi hoat dong tai
kho duoc xdy dung va trién khai theo ké hoach phan phdi, tiéu chuan van hanh va
yéu cau vé thoi gian giao hang ciia Suntory PepsiCo, nhim dam bao hang héa duoc
xuét kho dting tién d6, dung sé luong va dung khu vuc thi truong.

Thi hai, ddm bao an toan hang héa va chét lugng dich vu kho. Kho chu trong
kiém soat chat ché diéu kién luu trit, quy trinh xuét nhap kho va an toan lao dong, dac
biét d6i voi san pham nude giai khat co yéu cau cao vé han sir dung va chét luong.

Thur ba, tinh chuyén nghi¢p va hi¢u qua trong van hanh kho phuc vu Suntory
PepsiCo. CJ Gemadept Logistics dé cao tinh ky luat, tinh than trach nhiém va su phéi
hop giita cac bd phan inbound, outbound va checker, nham dam bao quy trinh van
hanh kho dién ra chinh x4c, lién tuc va han ché sai sot.

Thur tu, g dung cong nghé trong quan 1y kho chuyén dung. Kho ap dung hé
thong WMS va két ndi dir liéu v6i hé thong SAP cua Suntory PepsiCo, gilp theo
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ddi ton kho, kiém soét han sir dung va hd tro cong tac bao cdo mot cach kip thoi va
chinh xac.

Cudi cung, dinh huéng phat trién bén viing gin véi hoat dong kho phuc vu
Suntory PepsiCo. CJ Gemadept Logistics hudng t6i viéc sir dung hiéu qua ngudn luc,
dam bao moi truong lam viée an toan cho ngudi lao dong va duy tri mbi quan hé hop

tac l1au dai, 6n dinh v6i khach hang la Suntory PepsiCo Viét Nam.

2.1.3. Linh vure san xuét kinh doanh
Dich vu kho bai va trung tdm phan phoi
CJ Gemadept Logistics 1 don vi cung cip dich vu kho b3i va trung tdm phan
phéi chuyén nghiép cho khéch hang FMCG, trong dé kho Suntory PepsiCo tai KCN
Dién Nam — Pién Ngoc 13 kho chuyén dung phuc vu luu trit va phan phdi san phim
nudc giai khat.
Kho duoc dau tu hé théng co s& vat chat hién dai, dap ung cac tiéu chuin nghiém
ngit vé an toan hang héa, quan 1y tén kho va kiém soat han st dung.
- Pham vi dich vu tai kho Suntory PepsiCo:
+ Nhap kho — xuit kho
+ Luu trit hang hoa theo pallet, thang, 16c
+ Quan ly t6n kho bang hé théng WMS
+ Kiém soat nguyén tic FIFO/FEFO
+ Cross-docking phuc vu phan phdi nhanh
Kho déng vai tro 13 trung tdm trung chuyén va phan phdi san pham nuée giai khat
tir nha may dén hé thong phan phdi khu vuc mién Trung.
Dich vu phan phéi va vin tdi néi dia
CJ Gemadept Logistics cung cap dich vu van tai noi dia két ndi truc tiép tir
kho Suntory PepsiCo dén cac diém phan phdi trén thi truong,
- Poi tugng giao hang:
+ Nha phan phéi (NPP)
+ Dai ly ban si, ban 1¢
+ Siéu thi va ctra hang tién loi

- Hinh thitrc van chuyén:
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+ Van chuyén chi yéu bang duong bo

+ Sur dung Xe tai thung va xe tai lanh phu hop véi hang FMCG
+ Giao hang theo tuyén c6 dinh hoic theo don hang phét sinh
- Noi dung dich vu van tai:

+ Van chuyén tir kho dén diém ban

+ Lap ké hoach tuyén duong

+ Theo d6i tinh trang giao hang

+ Pam bao giao hang dang thoi gian, dang s6 luong (OTIF)
Dich vu logistics tich hop (3PL — Third Party Logistics)

Tai kho DC mién Trung, CJ Gemadept Logistics thyc hién vai tro don vi van
hanh logistics thué ngoai (3PL) cho Suntory PepsiCo, tap trung vao quan ly va van
hanh kho — phéan phéi.

- N6i dung van hanh chinh:

+ T6 chirc nhan su kho

+ Van hanh hé théng WMS theo yéu cau khach hang

+ Phdi hop v6i bo phéan diéu phéi giao hang

+ Thuc hién bao co t6n kho va san luong xuit — nhap — ton
Dich vu gia tri gia tang

CJ Gemadept cung cép cac dich vu hd trg trong kho nham gia ting gia trj cho

hang hoa:

+ Dan nhén, tem phu

+ DPong goi, tai dong goi

+ Téach 16, gom don

+ Pallet hoa, quan mang PE

+ Kiém dém, phan loai hang

=> Rat phi hop véi hang FMCG nhu nudc giai khét ciia Suntory Pepsi.
Dich vu logistics cho nganh FMCG - F&B

CJ Gemadept 1a dbi tac logistics chién lugc ciia nhiéu doanh nghiép FMCG,

trong d6 Suntory PepsiCo Viét Nam la khach hang tiéu biéu.
- Bac diém dich vu cho nganh FMCG:
+ San luong 16n, quay vong nhanh
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+ Y&u cau giao hang dang thoi gian

+ Kiém soét chit han sir dung (FEFO)

+ Cao diém vao céc dip 18, Tét

Ung dung cong nghé trong san phdam dich vu

- Hoat dong kho duoc hd tro boi cac hé thdng cdng nghé thong tin:

+ Hé thong WMS quan Iy ton kho va vi tri hang

+ Két ndi dir liéu voi hé thong SAP caa Suntory PepsiCo

+ B40 c40 ton kho va san luong theo thoi gian thuce

+ Theo di KPI van hanh kho (d6 chinh xac, tién do)

=> Trong thoi gian thuc tdp, em nhan théy kho DC mién Trung do CJ Gemadept
Logistics van hanh tap trung chtl yéu vao hoat dong kho bai va phan phdi noi dia céac

san pham nudc giai khat caa Suntory PepsiCo Viét Nam.

2.1.4. Céu tric té chirc ciia doanh nghiép
So do 2.1: Co cdu té chire kho Suntory pepsico — Cong Ty CJ Gemadept

Logistics ( KCN Pién Nam — Dién Ngoc)

GIAM DOC KHO
(WAREHOUSE MANAGER)

PHO QUAN LY KHO PHO QUAN LY KHO PHO QUAN LY KHO
(NHAP - TON KHO) (XUAT KHO) (AN TOAN - CHAT LUONG)

e ypick 1 TODONG R ;
TokiEm J TOPICK o | TODIEU TOATLD
HANG A HANG 4 pyopxg

TO PCCC

NHAN VIEN NHAN VIEN NHAN VIEN
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- Co chu t6 chtre cua kho

Dung dau 1a Giam dc kho, chiu trach nhiém quan 1y chung toan b hoat dong tai kho
DC mién Trung, bao g6m cong tac van hanh kho, quan 1y nhan sy, ddm bao an toan

— chit luong va phdi hop véi khach hang Suntory PepsiCo.
Duéi Giam ddc kho 1a ba Phé Quan Iy kho, phu trach cac mang chirc nang chinh:

- Ph6 Quan Iy kho (Nhap — Ton kho):
Phu trach hoat dong nhap kho, sip xép luu trit va quan 1y ton kho. B phan nay bao

gom:

+ Nhan vién checker: kiém tra sb lugng, tinh trang hang héa khi nhap kho
+ Tb xe nang: thuc hién bdc xép, di chuyén va sip xép hang hda trong kho
+ T kiém soét: theo ddi ton kho, vi tri luu trix va han sir dung hang héa

- Ph6 Quan Iy kho (Xuét kho):

Phu trach toan bo hoat dong xuit kho va diéu phdi giao hang. Bo phan nay bao gom:
+ T pick hang: thuc hién 14y hang theo 1énh xuét kho

+ Tb dong hang: dong goi, pallet hda hang hoa trude khi xuat

+ To diéu phdi xe: sap xép xe, dicu phdi lich xut hang theo ké hoach phan phdi

- Ph6 Quan ly kho (An toan — Chét lugng):

Phu trach cong tac kiém soét an toan va chat luong trong kho, bao gom:
+ T6 QC: kiém soat chat lugng hang hda va quy trinh
+ To ATLD: dam bao an toan lao dong cho ngudi lao dong trong kho

+ T6 PCCC: thyc hién cong tac phong chay chita chay theo quy dinh
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Véi co cau to chirc nhu trén, kho dam bao phan cong nhiém vu rd rang, ting hiéu qua
phéi hop giira cac bd phan va dap Gng t6t yéu cau van hanh kho phuc vu cho Suntory

PepsiCo Viét Nam.

2.1.5. Phan tich cac ngudn luc

2.1.5.1. Co s¢ vat chét

Trong hoat dong logistics 3PL, co s& vat chat 1a yéu t6 anh hudng truc tiép dén
hiéu qua van hanh kho, kha niang xtr Iy don hang va chat luong dich vu cung cap cho
khéach hang. DPdi véi kho Suntory PepsiCo tai KCN Pién Nam — Pién Ngoc, CJ
Gemadept Logistics di dau tu tuong d6i dong bo vé ha tang kho bai, trang thiét bi va
hé thdng cong nghé nham dap tmg dic thu nganh hang nudce giai khat c6 san luong
16n, tbc do luan chuyén nhanh va yéu cau kiém soat tdn kho chit ché.

Kho Suntory PepsiCo duoc dat tai KCN Dién Nam — Dién Ngoc, thi xa Dién
Ban, tinh Quang Nam. Day 14 vi tri c6 loi thé 16n vé giao thong khi nim gan Qudc 16
1A, tuyén cao tbc Da Ning — Quang Ngii va trung tim thanh phd Da Ning. Péng
thoi, kho cling thuén loi trong viéc két ndi v6i cang Tién Sa va cac khu vuc phan phdi
hang héa tai mién Trung — Tay Nguyén. Nho vi tri ndy, CJ Gemadept Logistics ¢
thé rat ngdn thoi gian van chuyén, ting kha ning dap tmg don hang va giam chi phi
logistics cho Suntory PepsiCo.

Kho PepsiCo tai KCN Bi¢n Nam — Dién Ngoc hi¢n dugc van hanh theo mo hinh
kho phan phéi trung tadm (Distribution Center — DC), chuyén phuc vu hoat dong luu
trit va phan phdi hang hoa cho khu vuc mién Trung. Theo quy mé khai thac thuc té
ciia hé thong CJ Gemadept Logistics mién Trung, dién tich van hanh cua kho
PepsiCo tai KCN Pién Nam — Dién Ngoc udc tinh khoang tir 8.000 —

10.000 m2, thuéc nhom kho cong nghiép quy md 16n trong khu vuc. Kho chii yéu luu
trit cac san pham nudc giai khat dong chai va dong lon cta Suntory PepsiCo nhu
Pepsi, Sting, 7Up, Mirinda, Aquafina va Tea+.

Hé thong kho dugc xay dung theo tiéu chuan kho cong nghiép hién dai vdi két
cau khung thép tién ché, nén bé tong chiu tai trong 16n va chiéu cao kho khoang 10 —
12 m nham phuc vy luu trit pallet nhiéu tang. Thiét ké nay gitp t6i wu khong gian luu

trir va nang cao hiéu qua khai thac dién tich kho. Ngoai ra, kho con dugc bé tri
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khu vyc staging riéng cho hoat dong nhap hang va xuit hang nham giam un tic trong
qué trinh van hanh.

Bén trong kho, doanh nghiép sir dung hé thong gia ké selective rack dé phuc vu
hoat dong luu trit hang hoa. Pay 1a loai ké phu hgp véi nganh FMCG do c6 kha nang
linh hoat trong xuat nhap hang, hd trg kiém soat ton kho theo nguyén tic FIFO va
FEFO. Viéc ap dung hé théng ké nay gitp qua trinh truy xuat pallet nhanh hon, giam
thot gian thao tac cua nhan vién kho va nang cao hi€éu qua xu ly don hang trong céc
giai doan cao diém.

Ngoai ra, khu vue xuit nhip hang duoc bé tri dock leveler va cira xuit nhap
riéng biét nham hd tro hoat dong bdc d& container va xe tai nhanh chong. Viéc phan
chia 1& khu vyc inbound va outbound gitip han ché tinh trang un tic trong qua trinh
van hanh, dic biét vao thoi diém san lugng hang hoéa tang cao. Pay la yéu to quan
trong ddi v6i kho PepsiCo do tan suit xuit nhap hang dién ra lién tuc trong ngay.

Dé phuc vu quéa trinh van hanh, CJ Gemadept Logistics dau tu nhiéu thiét bi hd
trg nhu xe nang dién, reach truck, pallet nhira, may quét barcode va hé théng camera
CCTV giam sat 24/7. Trong d6, xe nang dién duoc st dung chil yéu nhim giam khi
thai va tiéng 6n trong kho, ddng thoi dam bao moi trudng luu trir phu hop ddi véi
nganh hang thuc pham — d6 udng. Hé théng camera giam sat duoc lap dat tai cac khu
vire xudt nhap hang, khu vuc luu trit va 161 di chuyén xe ning nham ting kha ning
kiém soat hoat dong van hanh va han ché rui ro thét thoat hang hoa.

Bén canh d6, hé thong phong chay chita chay cua kho dugc dau tu theo tiéu
chuan kho cong nghiép hién dai v6i hé théng sprinkler ty dong, dau bao khoi, binh
chita chdy va 16i thoat hiém bé tri ddy du. Piéu ny giup dam bao an toan cho hang
hoa va nguoi lao dong trong qua trinh van hanh kho, dac biét ddi véi kho co mat do
luu trir 16n nhu kho Suntory PepsiCo.

Vé mit cong nghé, kho hién dang ap dung hé théng quan Iy kho WMS két hop
barcode scanning dé kiém soat toan bo qua trinh nhap kho, xuat kho va quan 1y ton
kho theo thoi gian thuc. Hé théng nay gitip CJ Gemadept Logistics dong bo dir lidu
v6i Suntory PepsiCo, nang cao d6 chinh xac trong kiém ké hang hoa va hd trg quan

ly ton kho theo FIFO/FEFO hiéu qua hon. Dong thoi, viéc tmg dung WMS con gilp
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giam sai sot thii cong, nang cao toc do xur 1y don hang va hd trg truy xuét dir liéu
nhanh chéng khi can thiét.

Nhin chung, nguén luc co s& vat chét tai kho Suntory PepsiCo & KCN Di¢n Nam
— Dién Ngoc dugc dau tu tuong ddi hién dai va phu hop véi dac diém van hanh kho
3PL trong nganh FMCG. Hé thong kho bai quy mé 16n, trang thiét bi van hanh day
du cung viéc ung dung cong nghé quan 1y hién dai da gop phan ning cao hiéu qua
lwru trit, t8i wu quy trinh xudt nhap hang va dap tng yéu ciu van hanh cta khach hang

Suntory PepsiCo tai khu vuc mién Trung.

2.1.5.2. Ngudn nhan Iyc
Quy mé va co cdu lao dong

Ngudn nhan luc 13 yéu t6 c¢6 anh huéng truc tiép dén hiéu qua van hanh kho
3PL, dic biét ddi véi kho FMCG c¢6 san luong Xuét nhdp hang 16n va yéu cu xu ly
don hang lién tuc nhu kho Suntory PepsiCo tai KCN Dién Nam — Dién Ngoc. Trong
giai doan 2023 — 2025, CJ Gemadept Logistics d3 khong ngimg b sung va hoan thién
co ciu nhin sy nham dap ung nhu cau van hanh ngdy cang ting cua khach hang
Suntory PepsiCo.

Theo bang s liéu trén, tong sb lao dong tai kho ting lién tuc qua cac nim, tir
58 ngudi ndm 2023 1én 63 ngudi nam 2024 va dat 68 ngudi vao ndm 2025. Diéu nay
cho thdy quy mé hoat dong cua kho ngdy cang duoc mé rong cung véi su gia ting
san lwong hang hoa va nhu cau phan phdi tai khu vye mién Trung — Tay Nguyén.

Xét theo gidi tinh, lao dong nam ludn chiém ty trong chii yéu trong co cau nhan
su ciia kho. Cu thé, naim 2025 sb lao dong nam dat 52 nguoi, chiém khoang 76,5%
tong sd lao dong. Nguyén nhan 1a do dic thu cong viéc kho van doi hoi stic khoe va
cuong do 1am viéc cao, dac bi¢t & cac vi tri nhu van hanh xe nang, xuét nhap hang va
bdc xép pallet. Trong khi d6, lao dong nit chi1 yéu dam nhéan cac cong viéc lién quan

dén ching tir, nhap li¢u hé théng WMS va kiém ké hang hoa.
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Bang 2.1. Quy mb va co cdu lao dong

Chi tiéu 2023 ‘ 2024 2025

S6 luong | Tong s6 lao dong 58 63 68
Gidi tinh | Nam 43 48 52
Nir 15 15 16

Do tudi | 18 — 25 tudi 19 22 24
26 — 35 tudi 27 29 31

Trén 35 tudi 12 12 13

bai hoc 9 10 12

Trinhdg | C2 dang 12 14 15
hoc vén | 17uUng cap nghe 16 17 18
Lao dong pho thong 21 22 23

Quan ly kho 2 3 3

Giam sat van hanh 4 5 5

Nhan vién chimg tt/WMS 6 7 8

Vitri | Nhan vién kiém ké ton kho 5 5 6
Tai xé xe nang 11 13 14

Nhan vién xuit nhip hang 18 19 20

Nhan vién béc xép va phu kho 12 11 12

Vé d6 tudi lao dong, nhom tir 26 — 35 tudi chiém ty trong 16n nhat trong ca ba
nam. Pay 1a luc luong lao dong c6 kha nang thich nghi tot véi méi truong lam viec
ap luc cao, déng thoi da co6 kinh nghiém thuc té trong hoat dong van hanh kho
logistics. Nhom lao dong tré tir 18 — 25 tudi ciing c6 xu hudng ting qua timg nim do
doanh nghiép thuong xuyén tuyén thém nhan vién van hanh truc tiép dé dap tmg khoi
luong cong viée ngay cang 1on. Trong khi d6, nhém lao dong trén 35 tudi chiém ty
trong thap hon nhung chil yéu 14 nhitng nhan sy c6 kinh nghiém lau nim, dam nhiém

vai tro quan ly va gidm sat van hanh.

27



Xét theo trinh d hoc van, lao dong pho thong va trung cap nghé chiém ty trong
16n trong co cu lao dong ctia kho. Piéu nay phu hop véi dac diém hoat dong kho van
khi phan 16n cong viéc lién quan dén van hanh thyc té nhu bdc xép, van hanh xe ning
va xtr Iy hang hoa. Tuy nhién, sb luong nhéan sy ¢ trinh d6 cao dang va dai hoc ciing
tang dan qua cac nim nham dép tmg yéu cau ing dung cong nghé trong quan 1y kho
va van hanh hé théng WMS. Poi ngii nay chu yéu lam viée tai céc vi tri quan 1y kho,
giam sat van hanh, ching tir va kiém ké tn kho.

Theo vi tri cong viéc, nhan vién xuit nhap hang 13 bd phan c6 s6 luong 16n nhit
v6i 20 nguoi vao nim 2025, tiép theo 14 tai xé xe nang voi 14 ngudi. Pay 1a hai bo
phan truc tiép tham gia vao qua trinh tiép nhan, luu trit, di chuyén va xuét hang tai
kho. Ngoai ra, bo phan chig tit/WMS va kiém ké ton kho ciing ¢6 xu hudng ting
nham hd tro kiém soat dir liéu va nang cao do chinh xac trong quan 1y hang hoa.

Bén canh viéc bd tri nhan sy phu hop, CJ Gemadept Logistics con chu trong dao
tao tay nghé cho nguoi lao dong thong qua cac chuong trinh hudng dan van hanh xe
nang, quy trinh an toan kho bai, st dung hé thong WMS va quy trinh quan 1y hang
hoa theo nguyén tic FIFO/FEFO cua Suntory PepsiCo. Piéu ndy gop phan ning cao
ning suit lao dong, giam sai sot trong vin hanh va dam bao chat luong dich vu
logistics.

Nhin chung, ngudn nhén luc tai kho Suntory PepsiCo duoc to chirc twong ddi
hop 1y va phu hop v6i dic diém van hanh kho FMCG. Viée gia ting quy mo lao dong
cung voi nang cao trinh d§ chuyén mon va k¥ nang van hanh da giap CJ Gemadept
Logistics nang cao hiéu qua hoat dong kho, dap ing yéu cau ngay cang cao ciia khach
hang Suntory PepsiCo trong giai doan hi¢n nay.

Nhan xét:

Qua phan tich sb liéu giai doan 2023 — 2025 c¢6 thé thay ngudn nhéan luc tai kho
Suntory PepsiCo ciia CJ Gemadept Logistics c6 xu hudng ting truéng twong ddi on
dinh ca vé s6 lugng 1an chat luong nham dap Gmg nhu cau van hanh kho ngiy cang
16n ctia khach hang Suntory PepsiCo tai khu vuc mién Trung. Tong s6 lao dong ting

tir 58 ngudi nam 2023 18n 68 ngudi nam 2025 cho thay quy mé hoat dong ciia
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kho dang ting budc dugc mé rong cung véi su gia tang san luong luu trit va phan
phéi hang hoa.

Co cau lao dong dugc phan bd twong dbi hop 1y gitta bd phan quan 1y va bo
phan van hanh tryc tiép. Trong d6, luc luong lao dong truc tiép nhu nhan vién xuét
nhap hang, tai xé xe nang va phu kho chiém ty trong 16n, pht hop vé6i dac thu hoat
dong ctia kho FMCG c6 cudng do xtr Iy hang héa cao va lién tuc. Diéu nay gop phan
gitp kho dam bao tién d6 xuét nhap hang, duy tri hoat dong van hanh on dinh va dap
mg ké hoach giao hang cua Suntory PepsiCo.

Xét theo gidi tinh, lao dong nam chiém ty trong chu yéu do tinh chit cong viéc
yéu cau stc khoe va kha nang van hanh thiét bi kho bai. Trong khi d6, lao dong nir
chu yéu dam nhén céc vi tri lién quan dén chimg tir, kiém ké va quan 1y dit liéu trén
hé théng WMS, gop phan hd tro hiéu qua cho hoat dong van hanh kho.

V& d6 tudi, nhom lao dong tir 26 — 35 tudi chiém ty trong cao nhit trong co cu
nhan su. Day 1a lyc luong lao dong co wu diém vé strc khoe, kha ning thich nghi
nhanh v6i méi truong 1am viée ap luc cao va di tich ity dugc kinh nghiém thuc té
trong hoat dong logistics. Pong thoi, viéc bd sung thém lao dong tré qua timg nim
cling gitp doanh nghiép nang cao tinh linh hoat va kha ning dap tmg khéi luong cong
viéc trong cac giai doan cao diém.

Xét vé trinh dd hoc van, mic du lao dong phd thong va trung cip nghé van
chiém ty trong 16n do dac thu cong viéc kho van, nhung ) lugng nhan sy ¢6 trinh do
cao dang va dai hoc dang ting dan qua c4c nim. Diéu nay cho thay CJ Gemadept
Logistics dang chi trong nang cao chat lugng nguon nhan lyc nham dap tng yéu cau
ung dung cong nghé va quan ly van hanh hi¢n dai trong hoat dong kho 3PL. Ngoai
ra, doanh nghiép ciing thudng xuyén to chitc dao tao nghiép vu van hanh, an toan kho
bai va su dung h¢ théng WMS nhim nang cao hi€u qua lam viéc va do chinh xac
trong quan 1y hang hoa.

Bén canh nhiing két qua dat duoc, nguén nhan luc tai kho van con mot sb han
ché nhat dinh. Ty 18 lao dong pho thong con kha cao nén kha ning ung dung cong
nghé va xtr 1y cac tinh hudng phat sinh trong van hanh d6i khi con han ché. Dong thoi,
&p lyc cdng viéc 10n trong mua cao diém dé& dan dén tinh trang qua tai lao dong, anh
huéng dén ning suat lam viéc va do chinh xac trong xir Iy don hang. Ngoai ra,
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mot s6 cong doan van hanh van phu thudc nhiéu vao lao dong thu cong nén nguy co
sai sOt va that thoat hang hoa van c6 thé xay ra.

Nhin chung, nguén nhan lyc tai kho Suntory PepsiCo — KCN Dién Nam — Dién
Ngoc duoc danh gia 13 twong d6i phit hop v6i mé hinh van hanh kho 3PL hién nay.
D01 ngti lao dong tré, c6 kinh nghi¢ém thuc té va duoc dao tao nghi¢p vu la mot trong
nhimg yéu t6 quan trong gitip CJ Gemadept Logistics duy tri hiéu qua hoat dong kho.

Tuy nhién, mot van dé dang luu y 13 ty 18 lao dong c6 trinh do trung cip va phd
thong con chiém ty trong 16n. Trong bdi canh kho dang ing dung manh céc hé thong
cdng nghé nhu WMS, TMS va cac cong cu s hoa, diéu ndy c6 thé anh huong dén
kha ning tiép can, khai thac va thich nghi véi cong nghé ciia nguoi lao dong. Néu
khong duoc dio tao bai ban va nang cao k¥ ning thuong xuyén, luc luong nay co thé
gip kho khin khi hé thong thay ddi hodc khi can xtr Iy cac tinh hubng phat sinh, tir

d6 anh huéng dén hiéu qua van hanh chung ctia kho trong qua trinh chuyén dbi sd.
2.1.5.3. Tai chinh

Tai chinh 1a co s& quan trong bao ddm cho doanh nghiép duy tri hoat dong
logistics, dau tu co s& vat chat va mo rong quy mé kinh doanh. Pdi véi hoat dong
van hanh kho 3PL, ning luc tai chinh 6n dinh gitip doanh nghiép co diéu kién dau tu
vao hé thdng kho bai, trang thiét bi xép d&, cong nghé quan 1y kho va ning cao chat
lrong dich vu cung img cho khach hang. Trong giai doan 2023-2025, tinh hinh tai
chinh cua cong ty c6 nhiéu bién dong dang cha ¥, thé hién qua tong tai san, ng phai

tra va von chu sé& hiru nhu sau:

Bdng 2.2. Tinh hinh tai sdn va nguén von giai doan 2023-2025

Chi tiéu 2023 ‘ 2024 2025

Téng tai san 7.769.007.483.955 | 10.813.429.972.255 | 10.506.659.381.746
No phai tra 709.364.926.026 | 723.336.505.006 | 490.812.102.810
Vén chu s hitu 7.059.642.557.929 | 10.090.093.467.249 | 10.015.847.278.936
Ty 1& no/Téng tai san 9,13% 6,69% 4,67%

Ty 18 no/Vén chu s¢ hitu 10,05% 7,17% 4,90%
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Qua bang s liéu c6 thé thay tinh hinh tai san va co cdu ngudn vén cua doanh
nghiép trong giai doan 20232025 duy tri & murc trong ddi on dinh, kha ning ty cha

tai chinh cao va mac d9 rui ro tai chinh thap.

Tong tai san nam 2024 ting manh 39,19% so véi nim 2023 do doanh nghiép
md rong quy md hoat dong logistics, dau tu thém hé thong kho bai, phuong tién van
tai va trang thiét bi phuc vu van hanh. Sang nam 2025, téng tai san giam nhe 2,84%,
cho thdy doanh nghiép di c6 su diéu chinh nham téi vu hiéu qua str dung von va kiém

soat hoat dong dau tu.

DPdi voi ng phai tra, nam 2024 tang nhe 1,97%, phan anh doanh nghi¢p van duy
tri chinh sach tai chinh 6n dinh trong qua trinh m¢ rong hoat dong kinh doanh. Pén
niam 2025, no phai tra giam manh 32,15%, cho thiy cong ty da chu dong cét giam no
vay, giam su phu thudc vao ngudn vén bén ngodi va nang cao kha ning ti chu tai

chinh.

Trong khi d6, vén cha s& hitu ndm 2024 ting manh 42,93% nhd doanh nghiép
tich liy loi nhuén va ting ngudn von dau tu phuc vu phat trién hoat dong logistics.
Pén nam 2025, vén chu sé hiru giam nhe 0,74% nhung van duy tri & mic cao, cho

thiy nén tang tai chinh cua doanh nghiép van kha 6n dinh.

Bén canh do, cac ty 16 ng déu c6 xu hudng giam qua timg ndm. Cu thé, ty 1& ng
trén tong tai san giam tir 9,13% nam 2023 xudng con 6,69% nam 2024 va tiép tuc
giam con 4,67% nam 2025. Pong thoi, ty 1& no trén voén chi sé hitu ciing giam tir
10,05% xudng con 4,90%. Piéu nay cho thay doanh nghiép st dung it von vay, kha

nang kiém soat ng tot va mirc d§ an toan tai chinh ngay cang cao.

Nhin chung, trong giai doan 2023-2025, doanh nghiép duy tri dugc nang lyc tai
chinh kha tot v&i quy mé tai san 16n, ngudén von cha sé hitu chiém ty trong cao va
murc d0 rui ro tai chinh thap. Pay 1a diéu kién thuan loi dé cong ty tiép tuc dau tu mo
rong hé thdng logistics, nang cao hiéu qua van hanh kho 3PL va dép tmg nhu ciu luu

trir, phan phéi hang hoa cho khach hang nhu Suntory PepsiCo Vietnam.
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2.2. Phén tich thwe trang hoat dgng kinh doanh cia cong ty

2.2.1. Két qua hoat dong kinh doanh
Don vi tinh: VND

Bang 2.3: Két qua hoat dong kinh doanh ciia cong ty 3 nam 2023, 2024, 2025

CHI TIEU

Nam 2023

Nam 2024

Nam 2025

1. Doanh thu ban
hang va cung

cép dich vu

768.597.028.626

494.653.225.739

501.420.311.230

2. Doanh thu
thuan vé ban
hang va cung

cép dich vu

768.597.028.626

494.653.225.739

501.420.311.230

3. Gi& von hang
ban

329.945.629.706

240.540.211.877

210.858.322.844

4. Loinhuan gdp
vé ban hang va

cung cap dich vu

438.651.398.920

254.113.013.862

290.561.988.38

5. Doanh thu
hoat dong tai
chinh

2.798.723.948.947

1.109.451.915.879

1.250.757.156.731

6. Chi phi tai
chinh

241.291.165.615

259.542.564.141

528.441.647.336

7. Trong do: Chi
phi l&i vay

36.809.335.204

22.965.611.753

968.467.730

8. Chiphi ban
hang

1.289.769.021

1.374.031.296

4.061.239.62629

9. Chi phi quan
ly doanh nghiép

208.246.786.059

212.859.308.507

228.929.254.711

10. Loi nhuan
thuan tir hoat

dong kinh doanh

2.786.547.627.172

889.789.025.797

779.887.003.441
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CHI TIEU Nam 2023 Niam 2024 Niam 2025

11. Thu nhap

16.285.497.115 17.329.996.654 22.624.201.858
khac
12. Chi phi khéc | 13.301.154.778 147.454.129.443 19.197.140.479
13. Loinhuan

2.984.342.337 130.124.132.789 3.427.061.379
khac
14. Tong loi
nhuén ké toan 2.789.531.969.509 | 759.664.893.008 783.314.064.820
truée thué
15. Chi phi thué
thu nhap doanh | 494.247.256.011 40.207.342.291 51.082.076.377

nghi€p hién hanh

16. Chi phi thué
thu nhap doanh | 31.550.956 516.172.547 810.210

nghiép hoan lai

17. Loinhuan
sau thué thu

2.295.253.162.542 | 718.941.378.170 732.232.798.653
nhap doanh

nghiép

Giai doan 2024-2023:

Trong giai doan 2024-2023, doanh thu ban hang va cung cap dich vu cua cong
ty giam tir 768.597.028.626 VND xudng con 494.653.225.739 VNP, tuong ting giam
35,64%. Diéu nay cho thay hoat dong kinh doanh ctia doanh nghiép gip nhiéu khé

khan, nhu cau thi truong va san luong khai thac logistics suy giam.

Bén canh d6, gia von hang ban giam 27,10%, tuy nhién toc do giam thap hon
doanh thu nén lgi nhuan gop giam manh 42,07%. Ngoai ra, doanh thu hoat dong tai
chinh giam manh 60,36% la nguyén nhan chinh 1am l¢gi nhuan doanh nghiép suy giam

dang ké.
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Trong khi d0, chi phi tai chinh va chi phi quan 1y doanh nghiép van ting, lam
gia tang ap lyc chi phi cho doanh nghiép. Pong thoi, loi nhuan khac nam 2024 chuyén

sang 4m, phan 4anh sy phat sinh ctia cac khoan chi phi bat thuong.

Két qua 1a 191 nhuan trudce thué giam 72,77%, con 1gi nhuan sau thué giam
68,68% so v6i nam 2023. Diéu nay cho thiy hiéu qua hoat dong kinh doanh cua cong

ty trong ndm 2024 chua cao va kha nang sinh 161 gidm manh.

Giai doan 2025-2024:

Sang nim 2025, doanh thu ban hang va cung cap dich vu ting nhe 1,37%, cho

thdy hoat dong kinh doanh ctia cong ty bat dau phuc hdi va dan o6n dinh trd lai.

Trong khi dé, gid vén hang ban giam 12,34%, gitip loi nhuan gop ting 14,34%.
DPong thoi, doanh thu hoat dong tai chinh ting 12,74%, gop phan cai thién két qua
kinh doanh ctia doanh nghiép.

Tuy nhién, chi phi tai chinh ting manh 103,61% va chi phi quan ly doanh nghiép
tang 7,55%, cho thay doanh nghiép van chiu ap luc 16n vé chi phi van hanh va tai

chinh.

Két qua 1a 1oi nhuén trude thué ting 3,11%, con loi nhuan sau thué ting 1,85%
s0 v6i nim 2024. Diéu nay cho thiy cong ty di timg budc cai thién hiéu qua hoat
dong kinh doanh, tuy nhién van can tiép tuc kiém soat tot chi phi dé nang cao kha

nang sinh 101 trong thoi gian téi.

Bang 2.4. Chi tiéu danh gié hiéu qua hoat dong kinh doanh

Chi tiéu 2023 2024 2025
ROS 298,62% 145,34% 146,04%
ROA 29,54% 6,65% 6,97%
ROE 32,51% 7,13% 7,31%
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=>> ROS cua doanh nghiép ¢ miic rat cao do logi nhuén sau thué 16n hon doanh thu
thuan, nguyén nhan cha yéu dén tir doanh thu hoat dong tai chinh chiém ty trong 16n
trong tong doanh thu.

ROA nam 2023 dat mirc cao nhung giam manh trong giai doan 2024—2025 do
loi nhuén sau thué giam trong khi tong tai san ting manh.

ROE ciing giam dang ké tir 32,51% xudng khoang 7% trong giai doan 2024—

2025, cho thay hiéu qua st dung von chi sé hitu suy giam so voi nam 2023.

2.2.2. Phan tich cic yéu t6 anh huéng dén hoat dong kinh doanh tai Cong Ty CJ
Gemadept Logistics (KCN Di¢n Nam — Dién Ngoc)

Hoat dong kinh doanh cua CJ Gemadept Logistics tai kho Suntory PepsiCo —
KCN Dbién Nam — Dién Ngoc chiu tac dong tu nhiéu yéu t5 bén ngoai nhu thi truong
logistics, khach hang, ddi thii canh tranh va nha cung cdp. Nhimng yéu té nay anh
hudng truc tiép dén hiéu qua van hanh kho, kha ning cung cp dich vu va két qua

kinh doanh ctia doanh nghiép.
a. Yéu t thi truong

Trong nhimg nim gan ddy, thi trudng logistics Viét Nam c6 téc do phat trién
nhanh nho su tang trudng cia hoat dong san Xuét, xuét nhap khau va thuong mai di¢n
tir. Dic biét, nganh hang FMCG va F&B lién tuc mé rong quy md phan phdi, kéo

theo nhu cau 16n vé dich vu kho bai va van tai 3PL.

Dbi voi CJ Gemadept Logistics, ddy 1a diéu kién thuan loi dé doanh nghiép mo
rong hoat dong kho van va nang cao san lugng xir Iy hang hoa. Kho Suntory PepsiCo
tai KCN Pién Nam — Pién Ngoc déng vai trd trung tam phan phdi hang hoa khu vuc

mién Trung, giup dap Gmg nhu ciu luu trit va giao hang véi toc do cao.

Bén canh co hoi, thi trudng logistics ciing dit ra nhiéu ap luc canh tranh:
- Chi phi van tai, nhién liéu va nhan céng lién tuc bién dong.
- Yéu cau ctia khach hang ngay cang cao vé téc do giao hang va do chinh xéc.
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- Xu hudng sb hoa logistics budc doanh nghiép phai dau tu manh vao cdng nghé
nhu WMS, TMS va barcode scanning.

Ngoai ra, dac thu nganh FMCG c6 tinh mua vu cao, dac biét vao dip 18, Tét,

khién 4p luc van hanh kho va phan phdi ting manh trong céc giai doan cao diém.
b. Yéu t6 khach hang

Khéch hang 16n nhat cta kho hién nay 13 Suntory PepsiCo Vietnam — doanh
nghiép hang dau trong linh vuc nudc gidi khat tai Viét Nam. Day vira 1a 1gi thé, vira

tao ap luc 16n dbi véi CJ Gemadept Logistics.
Vé mit tich cuc:

- Suntory PepsiCo ¢6 san luong hang héa 16n va on dinh, gitp doanh nghiép duy tri

doanh thu va cong suét khai thac kho.

- Sy hop tac véi thuong hiéu 16n gitp nang cao uy tin va vi thé ciia CJ Gemadept

trén thi truong logistics 3PL.

Tuy nhién, khach hang FMCG nhu Suntory PepsiCo ¢6 yéu cau rat khit khe:
- Giao hang dung thoi gian (OTIF).

- Kiém soét chit han sir dung theo FEFO.

- Bo chinh xéc ton kho va don hang & miic rat cao.

- Kha nang xt ly san lugng 16n vao mua cao diém.

Piéu nay budc doanh nghiép phai lién tuc cai tién quy trinh van hanh, nang cao

nang suit lao dong va dau tu cong nghé nham dap ung SLA ciia khach hang.

Ngoai ra, viéc phu thudc nhiéu vao mét khach hang 16n ciing tiém an rui ro néu

nhu cau thi truong thay doi hodc khach hang diéu chinh chién lugc logistics.
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¢. Yéu tb dbi thu canh tranh

Thi trudng logistics hién nay c6 mirc do canh tranh rat cao véi su tham gia ciia

nhiéu doanh nghiép 16n trong va ngoai nudc nhu:
- DHL Supply Chain
- Kuehne+Nagel
- Maersk Logistics
- Transimex
- Sotrans Logistics
Céc doanh nghiép nay déu dau tu manh vao:
- Cbng nghé quan tri kho hién dai
- Hé thong phan phdi toan quéc
- Tu dong hda kho
- Chét luong dich vu logistics tich hop
Diéu nay tao &p luc 16n cho CJ Gemadept Logistics trong viéc:
- Nang cao chat luong dich vu
- T6i wu chi phi van hanh
- Duy tri d6 chinh xac va téc do xtr Iy don hang
- Gilr chan khach hang lon
Tuy nhién, CJ Gemadept ciing c0 loi thé canh tranh nhat dinh nho:

- Lién doanh gitra CJ Logistics va Gemadept
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- Hé thong kho bai quy md 16n

- Mang luéi van tai rong

- Kinh nghiém van hanh hang FMCG

- Ung dung WMS va két nbi SAP véi khach hang
d. Yéu té nha cung cip

Hoat dong van hanh kho ctia CJ Gemadept Logistics phu thudc vao nhiéu nhoém

nha cung cap khac nhau nhu:

- Nha cung cép xe nang va thiét bi kho

- Nha cung cép pallet, mang PE, vat tu dong goi
- Pon vi cung cAp phan mém WMS

- Nha cung cép dich vu van tai thué ngoai

- Nha cung cép nhién liéu va bao tri thiét bi

Chét luong va sy 6n dinh cia cac nha cung cip anh huéng truc tiép dén hiéu
qua van hanh kho. Néu xay ra tinh trang thiéu vat tu, hong thiét bi hodc gian doan
dich vu van tai s& anh huong 16n dén tién d6 xuat nhap hang va kha nang dap tng

khach hang.

Ngoai ra, gia nhién liéu va chi phi thué van tai bién dong ciing 1am gia ting ap
luc chi phi logistics cua doanh nghiép.
Nhin chung, CJ Gemadept Logistics dang c6 mdi quan hé twong d6i on dinh véi

cac nha cung cap, tuy nhién doanh nghiép van can da dang héa ngudn cung va ting

cuong kiém soét chi phi nham giam thiéu rui ro trong hoat dong kinh doanh.
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2.3. Thuc trang cong tac quan tri vin hanh dich vu kho 3PL cho khanh hang
Suntory PepsiCo — tai Cong Ty CJ Gemadept Logistics (KCN Pién Nam — Dién
Ngoc)

CJ Gemadept Logistics cung cdp dich vu kho béi cho Suntory PepsiCo Viét
Nam. CJ sé hiru hé thong kho chuyén dung nham luu trit cac san phdm cua Suntory
PepsiCo trude khi dua ra thi trudng. Hoat dong nay bao gdm quan 1y nhap kho, quan
1y xuét kho, hang ton kho, thuc hién don hang va dam bao hang hoa duoc bao quan
trong diéu kién tbi uu.

Déi véi dic thu san pham 13 d6 udng, nguyén liéu san xuét ciia Suntory PepsiCo
Viét Nam c6 ngudn gdc tir ca trong nudc va nhap khau. Cac nguyén liéu noi dia nhu
nudc, sita, trai cdy, ca phé, tra... duoc luu trit tai hé thdng kho noi dia va kho trung
chuyén nhim phuc vu cho qua trinh san xuit va phan phdi.van chuyén ciing nhu san
xudt, cting v6i kho lanh dé bao quan nhiing san phdm can bao quan nhiét dé phu hop
nhu sita va trai cay.

Giai phap cong nghé kho bai dugc CJ Gemadept ap dung chil yéu cho Pepsico 1a
WMS, TMS, OMS tich hop hoan toan v6i ERP, CRM duoc thé hién rd qua qué trinh
Inbound va Outbound.

Trong hoat dong kho tai CJ Gemadept Logistics — kho phuc vu Suntory PepsiCo
& KCN Dién Nam — Dién Ngoc, nhap kho va xuét kho 13 hai quy trinh chinh, dién ra

hing ngay va anh hudng truc tiép dén hiéu qua van hanh kho.

Quy trinh nhap kho 1a toan bd cac cong viéc dugc thuc hién khi hang hoéa duoc
van chuyén tir nha may hodc nha cung cip vé kho. Qué trinh nay bat dau tir lac xe
container hodc xe tai dén cong kho, bao gdm cac budc nhu: kiém tra chung tir, kiém
tra tinh trang Xe va hang hoa, béc do hang, kiém dém s6 lugng, ddi chiéu ching loai,
han str dung va cap nhat thong tin hang héa vao hé théng. Muc dich cua nhap kho la
dam bao hang dugc nhap kho ding sé lugng, dung ching loai, dung tiéu chuan cia

Suntory PepsiCo va dugc sip xép dung vi tri trong kho.

Quy trinh xuat kho 13 qua trinh dua hang hoa tir kho ra ngoai dé giao cho khach
hang, nha phan phdi hoic cac diém ban 1é. Quy trinh nay bat dau khi kho
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nhan duoc 1énh xuét hang, sau d6 tién hanh 1y hang theo dung yéu cau, kiém tra sb
luong, ching loai, han sir dung, dong godi va ban giao cho tai xé. Pdi v6i kho CJ
Gemadept, xuat kho yéu cau do chinh xac cao vi hang hda chu yéu 1a nudc giai khat,

c6 thoi han st dung va yéu cau xuit dung 16 theo nguyén tic FIFO/FEFO

2.3.1. Quy trinh thye té tai cong ty dang 4p dung

So D6 2.3: Quy trinh céc bude nhdp kho

Budc 1 Budc 2 Budc 3 Budc 4 Budc 5 Budc 6

)))B)) ) ) B))

Cap nhat Hé
théng va Nhap
kho

Checker xac nhan - . N ) .
B phan K& hoach seal, cho phép m& Kiém dém va Checker xéc nhan Béo céo Hoan
gtii lich nhap hang va cong nhan d Kiémtra Hang  nhap kho trén WMS, tat Nhap kho
(ASN) véi thong tin ) ling len pallet héa hang héa dugc dén
chi tigt S nhén va sap xép B6 phan kho gtri bdo
Checker kiém tra Checker quét ma, cdo nhap hang cho
chimg tir, xe va seal dai chiéu s6 luong céc bén lién quan
tai cdng kho va kiém tra chat
lrong hang héa

So do 2.4: Quy trinh cac budc xudt kho

Tai x&€ dua cho checker 02
bén Countsheet/Picking

Lénh xuéat kho dugc tao tir
List

hé théng WMS
Checker kiém dém
va doi chiéu hang
hoa
Checker tién hanh kiém f ) b Picker diéu khién xe nang
tra lai toan b hang da di lay hang tai cac vi tri
dugc picking luu trir trong kho

Xéac nhén sé liéu va
hoan tat chimng tir

Checker tién hanh xac : = 2

nhén s3 liéu trén chimg tir Hang dugc x&p ngay ngén

hoéc hé théng |én pallet va quén mang
co

Hé théng WMS cép nhét
trang thai don hang la
Outbound Completed
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2.3.2. Phan tich chi tiét cac bwéc ciia quy trinh

Quy trinh nhip kho

Budc 1: Tiép nhan ké hoach nhap hang

Trude khi xe vao kho, bo phan Ké hoach s& giri lich nhap hang tir nha may Suntory
PepsiCo hodc nha cung cap. Trén hé thong WMS da o sin cac thong tin nhu ma
don nhap, SKU, $6 lugng, LOT, han sir dung va tho1i gian xe dy kién dén kho. bay

1a co s& dé Checker va kho cht dong chuan bi khu vuc nhap hang.

Hinh 2.2: Phiéu Kiém dém hang nhdp

Budc 2: Tiép nhan xe va kiém tra ban dau

Khi xe dén cong kho, Checker tién hanh kiém tra chimg tir giao hang nhu I1énh
giao hang, hoa don, phiéu xuat kho. Pong thoi kiém tra bién s xe, s6 seal/niém chi
va tinh trang bén ngoai cua xe. Viéc kiém tra nay dugc thyc hién trén Ung dung
VehiCheck Pro hodc theo checklist gidy (trong truong hop can thiét). Néu xe va

chtmg tir hop 18, xe s& duge hudng dan vao khu vire Inbound Dock.
Budc 3: Mo seal va do hang

Checker cung thi kho ddi chiéu sb seal thyc té v6i chimg tir. Néu seal con

nguyén ven, Checker x4c nhin va cho phép md seal dé tién hanh d& hang. Trong
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truong hop seal bi rach hoac co dAu hiéu bat thuong, Checker s€ 1ap bién ban, chup
anh va bao cdo ngay cho quan 1y kho dé xtr Iy. Hang héa sau d6 duoc cong nhan bdc

xép d& xudng pallet theo dung quy dinh cua kho.
Budc 4: Kiém dém va kiém tra hang hoa

Pay 1a budc quan trong nhat trong quy trinh nhap kho. Checker thuc hién quét
mé& barcode trén timg thung hodc pallet bang may check, ddi chiéu sé lugng thuc té
v6i chung tir va dit liéu trén hé thong. Pong thoi kiém tra ngoai quan hang hoa nhu
bao bi, thung carton, pallet, LOT va han str dung. Két qua dugc ghi nhan truc tiép
trén hé théng (OK hoic Not OK). Néu phat sinh sai 1éch nhu thiéu hang, hu hong

hodc sai LOT, Checker lap bado cao su ¢6 kém hinh anh.
Ngoai hang hoa, checker con kiém tra va ghi nhén:

o Pallet LOSCAM do
. Pallet LOSCAM vang

«  Bo day cao dai hang hoa
Budc 5: Cap nhat hé thong va nhap kho

Sau khi hang hoa duoc kiém dém va xac nhan déy da thong tin, bd phan kho tai
CJ Gemadept Logistics s& tién hanh sip xép cac san phim nuéc giai khat cua Suntory
PepsiCo vao khu vuc luu trit pht hop trén hé thong WMS. Do dic thi nganh hang
FMCG c¢6 toc do luan chuyén nhanh va yéu cau kiém soét han sir dung nghiém ngit,
toan b qua trinh sap xép duoc thyc hién theo nguyén tic FEFO (First Expired — First
Out), tirc hang c6 han st dung gan nhét s& duoc vu tién xuét trude. Hé thong sé cap

nhat ton kho thuc té va trang thai hang san sang sir dung.

Sau khi tiép nhan hang, bo phan checker s& tién hanh kiém tra thong tin trén
pallet bao gdbm ma san pham, so 16, ngdy san xuat va han st dung. Céc pallet sau d6
s€ dugc phan loai riéng theo tirng ma hang nhu Pepsi, Sting, Aquafina, Tea+, 7Up,...
dong thoi tach biét theo timg 16 san xut dé tranh nham 1an trong qua trinh luu kho
va xuat hang.
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Dua trén thong tin han st dung da duoc cap nhat, hé théng WMS s& dé xuat vi
tri luu trir pht hop cho timg pallet hang. Cac pallet ¢6 han sir dung gan hon s& duoc
vu tién bé tri & khu vuc dé tiép can nhu tang thap hodc gan khu vuc picking nham
thuan tién cho viéc xuat trudc theo nguyén tic FEFO. Nguoc lai, cac pallet c6 han sir

dung xa hon s€ dugc sdp x€p ¢ vi tri phia trong hodc tang cao hon cta ké chura.

Sau khi nhan vi tri tir hé théng, nhan vién xe nang s& van chuyén pallet hang tir
khu vuc inbound dén dang vi tri luu trt dugc chi dinh. Trong qua trinh di chuyén,
nhan vién phai kiém tra k§ mi pallet va ma vi tri nham tranh dit sai 16 hang hodc nham
khu vuc luu trit. D6i v6i san pham nude giai khat ¢ trong luong pallet 16n va xép
chéng cao, thao tac nang ha can duoc thyc hién can than dé tranh moép thung, bung

mang PE hodc nghiéng pallet.

Khi pallet dugc dua 1én ké, nhan vién xe nang sé sap xép hang hoa ngay ngin
theo dung chiéu quy dinh va dam bao khoang cach an toan giita cac pallet. Cac pallet
cung 16 hang thuong duoc b tri lién k& dé thuan tién cho viéc kiém soat han sir dung
va xuét hang sau nay. Sau khi hoan tit sip xép, nhan vién s& sir dung thiét bi quét
barcode dé scan mi pallet va ma vi tri luu kho nham xac nhan hang héa da dugc nhap

dung vi tri trén hé théng WMS.

Trong sudt qué trinh luu kho, bo phan kiém soat ton kho s& thuong xuyén theo
ddi dit liéu FEFO trén hé thong nham dam bao khong xay ra tinh trang ton dong hang
can date. Khi phét hién céc pallet c6 han sir dung gan dén thoi diém xuét trudc nhung
van nam sau trong khu vuc luu trix, nhan vién kho s& tién hanh dao vi tri hodc chuyén

pallet ra khu vuc dé léy hon dé phuc vu cho hoat dong outbound.

Dic biét vao cac mla cao diém tiéu thu nhu mua hé hodc dip 18 Tét, san luong
nhap kho ting nhanh nén hoat dong sap xép theo FEFO can dugc thyc hién chat ché
hon nham tranh nham 14n giita cac 16 san xuat. Bo phan inbound, checker va xe nang
phai phéi hop lién tuc dé dam bao pallet nhap trudc, han gan hon luén duoc uu tién

O vi tri xuat thuan loi.

Budc 6: B&o co hoan tat nhap kho
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Cudi cting, bo phan kho giri bio cao nhap hang cho cac bén lién quan. Cac bién
ban va hinh anh sy ¢ (néu cd) duge luu trir dé phuc vu viée ddi chiéu voi nha may
hozc nha cung cap sau ndy.

Quy trinh lwu kho
Budc 1: Tiép nhan hang hda nhap kho

Hang hoa tir nha may Suntory PepsiCo hodc tir nha cung cip duoc van chuyén
dén kho theo ké hoach d3 duge dit trude. Khi xe dén kho, nhan vién diéu phéi s€

kiém tra thdng tin xe, chimg tir giao hang va hudng din xe vao dung cira nhip hang.

B6 phan van hanh kho tién hanh:

. Kiém tra s6 luong hang hda thuc té

. Kiém tra tinh trang bao bi, pallet va tem nhan

. Déi chiéu voi phiéu nhap kho hodc 1énh nhap trén hé thong
. Ghi nhan céc truong hop hang 16i, mép méo hoic sai léch

Sau khi kiém tra hoan tat, dir liéu hang hda s& dugc cap nhat 1én hé thong quan
ly kho (WMS).

Budc 2: Phan loai va dan nhan hang héa
Sau khi tiép nhan, hang héa duoc phan loai theo:

« Chung loai san pham

« MaSKU

« Ngay san xuat — han st dung
o Khu vuc luu trir

« Tén suét xuat hang

Nhan vién kho tién hanh dan barcode hodc tem dinh danh dé phuc vu quan ly

trén hé théng WMS.

Budc 3: Pua hang vao vi tri luu trir
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Sau khi phan loai, nhan vién van hanh st dung xe nang dé dwa hang vao cac vi

tri luu trir da dugc hé thong chi dinh.
Kho dugc b tri theo timg khu virc:

. Khu hang thanh pham
. Khu hang chd xuit
. Khu hang can date

. Khu hang 156i hozc hang cho xir Iy
Hang hda duoc sap xép trén pallet va luu trit theo nguyén tic:

FIFO (Nhap trudc — xuat trudc)

FEFO (Hét han trudc — xuat trude) dbi véi san pham ¢ han sir dung

Budc 4: Quan 1y va kiém soat ton kho
Trong qua trinh luu kho, bo phan quan ly kho thuong xuyén:

. Theo ddi s luong ton kho trén hé théng
. Kiém ké dinh ky

. Kiém tra han st dung san phim
. Giam sét diéu kién bao quan hang héa
. Dbi chiéu ton kho thuce té voi dit 1iéu hé thong

Kho PepsiCo yéu cau kiém soat nghiém ngit vé:
. Vé sinh kho
. Nhiét d6 va do am
. An toan phong chay chira chay

. Quy dinh an toan lao dong

Ngoai ra, hé théng WMS gidp theo ddi chinh xéc vi tri ting pallet hang trong
kho.
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Budce 5: Chuan bi xuit kho

Khi c6 1énh xuat hang tir khach hang hoic trung tdm phan phdi, hé thong
WMS sé tao danh sach 1y hang (Picking List).

Nhan vién kho thuc hién:

Tim kiém hang theo vi tri hé thng

Lay hang dung ma SKU va s6 luong

Kiém tra tinh trang hang trudc khi xuat

Gom hang theo don hang hoic tuyén giao
Sau d6 hang hda duoc dwa dén khu vuc staging dé cho xuat xe.
Budc 6: Xuat kho va ban giao van chuyén

B6 phan kho phéi hop véi bo phan van tai dé:

. Kiém tra chtng tir xuét kho

. Xéc nhén sb lugng hang hoa

. Bdc xép hang Ién xe

. Niém phong xe va ban giao cho tai xé

Sau khi hoan tat, hé thong s& cip nhét trang thai xuit kho va giam s luong ton
kho tuong tng.

Quy trinh xuit kho
Budc 1: Xe vao kho va chuén bi xuat hang

Khi dén gid xuat hang theo ké hoach, xe van chuyén dén cong kho va lam thi

tuc vao kho. Tai day:
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Hinh 2.3: Phiéu Countsheet/Picking List

Tai xé dua cho checker 02 ban Countsheet/Picking List (nhu miu em dugc

tiép can).

Checker kiém tra nhanh thong tin xe (bién s6, tinh trang thung xe, dg sach s¢)

bang hé thong tra theo Vehicle Check-List, ghi nhan tinh trang xe, tai xé,

gidy t0, seal, niém chi, vét hu hong...

1) Con niém phong khong?

® con Q  Khongeon
(Fam-)mm--' Y

2) Vé sinh bén trong c6 sach khdng?

® Soch O  Khong sch

3) Vé sinh bén ngoai cé sach khdng?

® Soch O  Knong sach

4) Hang héa dugce che chdn cé kin khong?

O K O w

5) Hang héa cé bj dong vit gdy hai hay c6 mii hoi khong?

O ce O Khng

6) Cé ché haing héa khac khong?

O cé O Knong

7) Két lugin.

O b O Khong dat

Ghi chi: Xe nhin hang tai kho xong phit duoc phd bat, che chitn kin mal duoc ra céng. DG1 val xe nhip chi kém tra ngoai quan bén Ngoa,

Hinh 2.4 Théng tin xe trén hé thong Vehicle

47



« Dbi chiéu so bo thdng tin chuyén xe véi ké hoach xuat trén hé théng

Hinh 2.5 Phiéu kiém tra théng tin xe tai kho
Budc 2: Nhan 1énh xuét kho (Picking List / Countsheet)

Lénh xuit kho duoc tao tir hé théng WMS dua trén don hang cua Suntory
PepsiCo.
Trén Countsheet/Picking List thé hién day du cac thdng tin nhu:

. S6 SO, s6 Wave, Trip Code
. Danh sach mit hang xuit kho (Aquafina, Pepsi, Mirinda, Sting, Revive...)
. S6 luong thing, trong lugng, CBM

. LOT va han sir dung cta tirng mat hang

Checker st dung chimg tir nay lam can c@ chinh dé theo ddi va kiém soat toan

bd qua trinh xuat kho.
Budc 3: Picker (xe nang) thuc hién picking — lay hang

Sau khi b6 phan xuat kho tiép nhén 1énh xuat hang tir h¢ théng WMS, danh sach
picking s& dugc chuyén cho nhan vién picker va tai xé xe nang dé tién hanh lay hang
trong kho. Déi vai kho nudce giai khat cua Suntory PepsiCo, hoat dong picking chii
yéu duoc thuc hién theo pallet do san lugng xudt 16n va tde do luan chuyén hang héa

Cao.
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Duya trén 1énh xuat hang, hé théng WMS s& tu dong hién thi thdng tin bao gom
ma san pham, s6 luong can xuat, vi tri pallet va s6 16 hang twong ung. Hé thong dong
thoi wu tién chon céc pallet ¢6 han sir dung gan nhit theo nguyén tic FEFO nham

dam bao hang xuét ding thu ty han st dung.

Sau khi nhan danh sach picking, nhin vién xe nang s& di chuyén dén dung day
ké duoc chi dinh trén hé théng. Khi dén vi tri luu trit, nhan vién can kiém tra lai ma
hang, s6 16 va han sir dung trén pallet dé dam bao 14y ding hang theo yéu cau xuét
kho. Déi véi cac san pham nude giai khat c6 nhiéu ma hang twong tu vé bao bi nhu
Pepsi lon, Pepsi chai hoic Sting cac huong vi khac nhau, viéc kiém tra ma san pham

trude khi 14y hang 13 thao tac bt budc nhiam tranh nham 1an.

Sau khi x4c nhan ding pallet, xe nang sé thuc hién thao tac nang hang ra khoi
ké chira. Trong qua trinh 14y hang, nhan vién phai thao tac cin than dé tranh va cham
lam rach mang PE, mép thung hodc nghiéng pallet. Déi v6i cac pallet duge xép &
tang cao, tai xé xe nang can cin chinh cang nang ding vi tri va giir thang bang khi di

chuyén nham dam bdo an toan hang hoa.

Céc pallet sau khi 14y xubng s& dugc van chuyén dén khu vuc khu dong hang
theo tuyén di chuyén quy dinh trong kho. Tai ddy, nhan vién checker s& tiép tuc kiém
tra lai s6 luong pallet, md hang va tinh trang hang hoa trude khi chuyén sang budc
dong hang. Trong truong hop hé théng WMS phat hién thiéu pallet hodc sai vi tri luu
trit, picker phai phdi hop véi bo phan kiém soat ton kho dé xac minh va diéu chinh

ngay trén hé théng.

Vao thoi diém cao diém nhu mua hé hodc dip 18 Tét, luong don xuét tang manh
nén hoat dong picking dién ra lién tuc véi mat do xe nang 16n. Khi do, bo phan xuét
kho s& phan chia khu vyc picking theo tuyén hodc theo nhom san pham nham han ché
Un tic va ting téc d6 1ay hang. Mot sd truong hop co thé ap dung picking theo cum

hozc picking theo khu vuc dé giam quing duong di chuyén cia xe nang trong kho.
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Cong viée picking tai kho Suntory PepsiCo khong chi don thuan 1a lay pallet
khoi vi tri luu trir ma con bao gém kiém tra ma hang, kiém soat FEFO, xac nhan tinh
trang hang hoa va phdi hop voi checker nham dam bao hang hoa duoc lay ding, du

va san sang cho hoat dong xudt kho.
Trong qué trinh 1ay hang, picker thuc hién:

. Ly dung ma hang (SKU)
. Lay dung sb lugng thung theo Countsheet
. Pam bao dung LOT, han sir dung theo nguyén tic FEFO

Hang sau khi 1dy xong dugc tap két vé khu vuc xuat kho dé checker kiém tra.
Budc 4: Checker kiém dém va déi chiéu hang hoa

Tai khu vuc xuit kho, checker tién hanh kiém tra lai toan bd hang da duoc

picking. Cong viéc cu thé gdom:

. Déi chiéu timg mit hang voi Countsheet
. Kiém tra s6 luong thung thuc té so voi ching tir
. Kiém tra bao bi, tinh trang thiing hang (mép, rach, uét...)

. Kiém tra LOT va han st dung ghi trén thang

Checker st dung may quét ma dé scan barcode SKU, dam bao hang xuét ding
chung loai. Néu phét hién sai léch nhu thiéu hang, nham SKU hodc hang hu hong,
checker bao ngay cho giam sat kho dé xir 1y kip thoi.

Budc 5: X4c nhan sd liéu va hoan tit chtng tir

Sau khi hang duoc kiém tra va dat yéu cau, checker tién hanh xac nhan so li¢u

trén ching tir hodc hé théng:

. Tong s thing theo timg mat hang
. Tong CBM va tong trong lugng chuyén xe
. Théng tin pallet (LC do, LC vang néu c6 muon/tra)
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Pay 14 co s& dé x4c nhan rang 16 hang da sin sang xuat kho.
Budc 6: Pong hang, niém seal va ban giao cho xe

Sau khi hoan tat hoat dong picking, cac pallet nudc giai khat s& duoc tap két tai
khu vuc dong hang dé tién hanh kiém tra, sap xép 1én xe va niém seal trudc khi xuat
kho. Pay 1a budc cudi cing trong quy trinh xuat nham dam bao hang héa dugc giao

dung s6 luong, dang tinh trang va an toan trong qué trinh van chuyén.

Tai khu vyc dong hang, bd phan checker sé dbi chiéu lai 1énh xuét véi thuc té
hang hoa bao gdm mi san pham, s6 luong pallet, s6 16 va han sir dung. Dbi véi hang
nuéc giai khat ctia Suntory PepsiCo, viée kiém tra han st dung trude khi 1én xe 14
y&u cdu bat budc nham dam bao tudn tha nguyén tic FEFO va tranh giao nham 16

hang.

Sau khi x4c nhan hang hoa chinh xac, nhan vién xe nang s& tién hanh dua pallet
1én xe tai theo so d6 sip xép dd duoc quy dinh trudc. Cac pallet thuong dugc bb tri
theo thir tir tuyén giao hang hoic diém d& hang dé thuan tién cho qu4 trinh giao nhan
sau nay. Trong qua trinh chat hang 1én xe, nhan vién can dam bao pallet dugc dit can

bang, sat nhau va khong bi nghiéng nhim han ché xé dich khi van chuyén.

Doi1 véi cac pallet chua dugc ¢6 dinh chac chan, nhan vién s€ tién hanh quan
thém mang PE hoic sir dung day dai dé gia c6. Nhiing san pham dé mép méo nhu lon
nudce ngot hoac thung carton mém s€ dugce uu tién sap xEp ¢ vi tri phu hop dé tranh

bi chén ép trong qua trinh van chuyén.

Sau khi hoan tat viéc chat hang, bd phan checker s¢ kiém tra lan cudi tinh trang
xe va s6 luong pallet trude khi thuc hién niém seal. Seal niém phong s& duoc gan tai
clra xe nham dam bao hang héa khong bi mé hoic thay dbi trong qua trinh van
chuyén. M seal sau d6 duoc ghi nhan trén phiéu xuét kho va cap nhat 1én hé thong

WMS dé phuc vu cho hoat dong theo dbi va ddi chiéu khi giao hang.
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Tiép theo, tai xé s& ky xac nhan bién ban ban giao hang hoa ciing bd phan kho
trude khi xe roi kho. Thong tin thoi gian xuat xe, bién so xe, s6 seal va tinh trang don
hang s& duoc cap nhat ngay trén hé thong nham phuc vu cong tac tracking va theo

doi giao hang theo thoi gian thuc.

Trong cac giai doan cao diém, hoat dong dong hang va ban giao xe thuong dién
ra lién tuc v6i sb luong xe ra vao 16n. Vi vdy, bd phan xuit phai phdi hop chit ché
v6i diéu phéi xe dé phan ludng xuit hang hop 1y, tranh un tic tai cira xudt va dam bao

tién d6 giao hang cho nha phan phdi va dai Iy.

Budc dong hang, niém seal va ban giao cho xe khong chi 14 céng doan hoan tit
xuét kho ma con 14 hoat dong kiém soat cudi cling nhim dam bao hang hoa dugc giao
dung yéu cau, ding tinh trang va an toan trong sudt qua trinh van chuyén dén khach

hang.
Budc 7: Cap nhat hé théng va két thdc quy trinh xuét kho
Khi xe ro1 kho:

. Hé théng WMS c4p nhat trang thai don hang 12 Outbound Completed

. Tén kho dugc trir dung theo sb luong da xuét
. Béo céo xuét kho dugc giri cho cac bd phan lién quan va khach hang Suntory
PepsiCo

Quy trinh xuat kho két thc.

2.4. Panh gia thuc trang cong tac quan tri van hanh kho 3PL tai kho
Suntory PepsiCo — CJ Gemadept Logistics

2.4.1. Panh gi4 wu diém va han ché ciia quy trinh van hanh

a. Uu diém

Trude hét, quy trinh van hanh kho tai CJ Gemadept Logistics dugc xay dung
tuong d6i ddy du va phit hop véi md hinh hoat dong ctia mot kho 3PL hién dai. Cac
cong doan tir tiép nhan hang hoa, kiém tra, sip xép, lay hang, dong goi, dén xuét
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kho déu duge t6 chiric theo trinh tu logic, dam bao dong chay hang hoa dién ra lién
tuc va han ché gian doan trong qua trinh van hanh. Diéu nay dic biét quan trong trong
bdi canh nganh hang tiéu ding nhanh (FMCG) ¢6 yéu cau cao vé tbc do va tan suit

luan chuyén hang héa.

Bén canh d6, doanh nghiép da budc dau tmg dung cong nghé thong tin vao quan
Iy kho thong qua hé thong WMS va két ndi voi hé thdng SAP cua khach hang. Viée
nay gidp nang cao kha nang kiém soat dir liéu ton kho, hd tro truy xuat thong tin va
dap tmg yéu cau minh bach trong chudi cung tmg. Pong thoi, viéc 4p dung nguyén
tic quan 1y hang héa FEFO cho thiy sy phu hop voi dic thu san phdm c6 han st
dung, gop phan giam thiéu rai ro hang ton qua han va dam bao chit luong san phim

khi dén tay ngudi tiéu dung.

Ngoai ra, co cau t6 chirc trong kho dugc phan chia rd rang theo timg chiic ning
nhu xuat kho, nhap kho va hoat dong diéu phdi, giup nang cao tinh chuyén mén hoa
va hiéu qua phdi hop giira cac bd phan. Hé théng co s vat chit va trang thiét bi nhu
xe nang, ké chira hang va khu vuc dock ciing dugc dau tu twong ddi dong bo, hd tro

tdt cho hoat dong van hanh.
b. Han ché

Maic du dat dugc nhiing két qua nhét dinh, cong tac quan tri kho tai CJ Gemadept
Logistics van ton tai mot sb han ché dang cht ¥, anh huong truc tiép dén hiéu qua

van hanh va chat luong dich vu.

Tht nhat, mirc d6 phu thudc vao lao dong thu cong trong nhiéu cong doan cua
quy trinh van con cao. Cac hoat dong nhu kiém dém hang héa, cap nhat dir liéu I1én
hé théng WMS, kiém tra han st dung va soan hang van chu yéu do nhan vién thuc
hién thu cong. Diéu nay khéng chi 1am gia ting thoi gian xt Iy ma con tiém an nguy
co sai st trong qua trinh van hanh, dic biét d6i véi nganh hang FMCG c6 san luong

16n va tdc d6 luan chuyén nhanh nhu nudc giai khat ciia Suntory PepsiCo.
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Tht hai, quy trinh van hanh chua dugc tdi uu theo hudng tinh gon, thé hién &
viéc van ton tai mot sb thao tac 13p lai hodc chua can thiét nhu kiém tra nhiéu lan gifra
cac bo phan, nhap liéu trung gian hodc chd xac nhan thil cong trong qué trinh xuét
kho va nhap kho. Cac pallet hang nudc giai khat trong nhiéu truong hop phai trai qua
nhiéu bude kiém tra trude khi duge nhap vi tri hoac xuét 1én xe, lam phat sinh thoi

gian cho va tdng mat d¢ hang tai khu vuc staging.

Ngoai ra, tinh trang sai 1éch ton kho van c6 thé xay ra do su két hop cua nhiéu
yéu t6 nhu sai sot trong nhap liéu, nhdm 13n vi tri pallet, sai léch trong qué trinh
picking hodc thiéu kiém soat chit ché ¢ cac khau trung gian. Dbi v6i kho FMCG ap
dung nguyén tic FEFO, néu thong tin 16 hang hodc han sir dung khong dugc cap nhat

chinh xac, kho c6 thé phat sinh tinh trang xuat sai 16 hodc ton dong hang can date.

Bang 2.5 Pdanh Qi& mirc do hiéu qud ciia md hinh xudt — nhdp kho hién tai

Nhém KPI | Chitiéu danh gid | Tiéuchuin | PDéanhgia | Mirc danh
nganh 3PL | thuec té tai CJ gia
Gemadept

Nhap kho | Po chinh xacnhap | >98% Khoang Tét
kho 98,5%

Nhap kho Thoi gian nhap va <4 gioy 46 gid vao Kha
luu kho cao diém

Tén kho D6 chinh xac ton >98% Khoang 99% Tét
kho

Tdn kho Ty l¢ hao huthang | <0,5% Khodng 02— Tét
hoa 0,3%

Tén kho Kiém soat 100% Thuye hién Tét
FIFO/FEFO tuwong ddi tot

Xuat kho Do chinh xac lay >99% Khoang 99% Tét
hang (Picking)

Xuat kho Ty 1¢ giao hang >97% Khoang 97— Tot
diang han (OTIF) 98%

Xuat kho Thei gian xur Iy don | <2 gioy 2-3 gid vao Kha
hang cao diém

Ning suét Hiéu suat lao dong | Cao On dinh, dap

van hanh tmg san lugng | Kha tot

16n
Nangsuat | Ty 1é sirdungdién | 80-90% Khai thac cao Tét
van hanh tich kho vao mua cao
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Nhém KPI | Chi tiéu danh gia | Tiéu chuan DPanh gia Mikrc danh
nganh 3PL | thuec té tai CJ gia
Gemadept
diém

Ccongnghé | Ungdunghé théng | Bit budc D4 trién khai Tét
WMS

Cong nghé | Muc do tu dong Trung binh | Murc trung Kha
hda —cao binh

Khéch hang | Muc d6 hai long >95% Duy tri kha tdt Tét
khach hang

Hoat dong van hanh kho 3PL tai CJ Gemadept Logistics dat hiéu qua tuong doi
t6t, dic biét & cac chi tiéu vé do chinh xac ton kho, d6 chinh xac don hang va ty 18
giao hang ding han. Doanh nghiép d3 tmg dung hé théng WMS va t6 chirc quy trinh
inbound — outbound twong ddi bai ban phu hop vé6i dic thu nganh FMCG.

Tuy nhién, mot sé chi tiéu nhu thoi gian xir Iy don hang vao mua cao diém va
murc do ty dong hoa van chua dat muc tdi wu do con phu thudc nhiéu vao lao dong

thu cong.

2.4.2. Phan tich nguy&n nhan ciia c4c han ché

a. Nhan t6 khéach quan

Céc han ché trong cong tac quan tri kho tai CJ Gemadept Logistics mdt phan
xudt phat tir nhitng dic diém dic thu ciia nganh hang va méi trudng kinh doanh. Trude
hét, nganh FMCG c6 dic trung 13 san luong 16n, vong quay hang héa nhanh va nhu
cAu bién dong manh theo mua vu. Piéu nay tao ap luc lon Ién h¢ théng kho trong viéc
xtr Iy khoi lugng cong viée cao trong thdi gian ngan, dic biét vao cac giai doan cao
diém nhu 18, Tét hoic cac chuong trinh khuyén mai. Khi khéi luong don hang ting
dot bién, nhan vién phai xu 1y dir li¢u va kiém dém lién tuc voi cuong do cao, lam gia
tang nguy co sai sot trong nhap li¢u va soan hang.

Bén canh d6, yéu cau khat khe tir khach hang — cu thé 1a Suntory PepsiCo — vé
d6 chinh xéc, thoi gian giao hang va kiém soat chat luong ciing lam gia tiang ap luc

van hanh. Dé han ché rui ro sai s6t va dam bao murc do chinh xac cao, CJ Gemadept

thuong 4p dung nhiéu budc d6i chiéu va kiém tra giita cac khau. Tuy nhién, trong
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diéu kién quy trinh chua duoc tu dong héa hoan toan, diéu ndy dé dan dén tinh

trang kiém tra chong chéo, lam kéo dai thoi gian xir 1y va gia tang chi phi van hanh.

Trong bdi canh canh tranh ngdy cang gay git trong nganh logistics, cc doanh
nghiép 3PL budc phai duy tri mic dich vu cao trong khi vin phai kiém soat chi phi
dau tu. Piéu nay khién viéc trién khai déng b cac cong nghé hién dai nhu tu dong
hoa kho, RFID hoac tich hop dir 1i€u theo thoi gian thuc con gap nhiéu han ché. Vi
vay, nhiéu cong doan van phai thyc hién thu cong hodc ban thu cong, dac biét 1a nhap

li¢u va kiém dém hang hoa.

Ngoai ra, cac yéu t6 vi md nhu bién dong kinh té, chi phi lao dong ting va su
thay doi trong cac quy dinh phap 1y vé an toan, chit luong ciing tac dong dén cach
thire t6 chirc va van hanh kho, 1am gia ting ap luc t6i wu chi phi va ngudn luc cta

doanh nghiép.
b. Nhan tb cha quan

Bén canh céac yéu t6 khach quan, nguyén nhan chi yéu cia nhitng han ché néu
trén xudt phat tir ndi tai doanh nghiép. Trudc hét, viéc chua khai thac tdi da hiéu qua
ctia hé thong WMS va chura trién khai ddng bo cdng nghé quét ma trong toan bo quy
trinh 13 mot trong nhimg nguyén nhén cbt 16i. Mic du doanh nghiép da img dung hé
théng quan 1y kho, nhung dit liéu giita cac bd phan hodc gitta kho véi khach hang
chua hoan toan lién thong, dan dén viéc nhan vién van phai nhap liéu thu cong tir
chung tir gidy, file Excel hodc dit liéu trung gian vao hé thong. Piéu nay khong chi

lam ting thoi gian xir Iy ma con dé phat sinh sai sot trong qua trinh cap nhat dit lidu.

Tha hai, quy trinh van hanh chua duoc thiét ké theo hudng tinh gon va tbi uu
hoa ludng cong viée. Viéc thiéu cac cong cu phan tich va cai tién quy trinh nhu Lean
dan dén su ton tai ciia nhiéu thao tac du thira nhu kiém tra lap lai, dbi chiéu nhiéu
budc hodc nhap lidu trung gian. Ngoai ra, do lo ngai sai sét trong cac khau kiém dém

va soan hang, nhiéu bd phan thuong thuc hién kiém tra chéo dé dam bao
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d6 chinh x4c, tuy nhién diéu nay lai vo tinh lam phat sinh tinh trang kiém tra chong

chéo va giam hi¢u suat van hanh.

Thur ba, nguén nhan luc tai kho chu yéu la lao dong phé thong, mac du c6 uu
diém vé chi phi va kha ning dap tmg nhanh, nhung con han ché vé k§ nang cong nghé
va mirc d6 tudn tht quy trinh. M6t s6 nhan vién chua thanh thao thao tac trén hé thong
hodc chua cap nhat dir li¢u kip thoi, dan dén viéc phai chinh stra hoac kiém tra lai
nhiéu lan. Diéu ndy 1am gia ting nguy co sai léch t6n kho ciing nhu giam tinh chinh

xac cua dir liéu.

Ngoai ra, viéc b tri mat bang kho va phan bo vi tri luu trit chua thuce sy tdi vu
theo murc d6 luan chuyén hang hoa ciing 1am ting thoi gian di chuyén, kéo dai thoi

gian xtr ly don hang va anh hudéng dén hi¢u suat lam viéc chung cua kho.
Két luan

Tir nhitng phan tich trén c6 thé thiy rang, hé thdng quan tri kho tai CJ Gemadept
Logistics dd c6 nén tang twong dbi hoan chinh nhung van ton tai nhitng han ché mang
tinh hé théng, dac biét 1a sy phu thudc vao lao dong thu cong va muc do ing dung
cong nghé chua dong bo. Day chinh 1a nhitng nguyén nhan ¢t 16i anh hudng dén

hiéu qua van hanh va do chinh xéc trong quan 1y ton kho.

Do d6, viéc nghién ctru va dé xuét cac giai phap nham hoan thién quy trinh vén
hanh kho theo huéng tinh gon va ting cuong tng dung cong nghé 1a can thiét, khong
chi giup nang cao hiéu qua quan tri ma con gop phan ning cao ning luc canh tranh

ctia doanh nghiép trong bbi canh nganh logistics ngy cang phat trién.
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CHUONG 3: GIAI PHAP HOAN THIEN CHO HOAT PONG QUAN TRI
VAN HANH DICH VU KHO 3PL CHO KHACH HANG SUNTORY PEPSICO
— CONG TY CJ GEMADEPT LOGISTICS (KCN PIEN NAM - PIEN NGQC)

3.1. Pinh huwéng va muc tiéu dwa ra giai phap

3.1.1 Nghién ciru va dw bdo moi truong Kinh doanh

Trong bdi canh nganh logistics va dich vu kho bai ngay cang canh tranh, vi¢c
nghién ctru va du bao méi trudng kinh doanh c6 vai trd quan trong trong qua trinh dé
xuét giai phap hoan thién cong tac quan tri kho tai CJ Gemadept Logistics. Théng
qua viéc phan tich cac yéu té moi truong vi mo va méi truong nganh, doanh nghiép
¢ thé nhan dién co hoi, thach thic cling nhu xu hudng phat trién cua thi truong dé

xay dung dinh huéng van hanh phu hop.
a. Moi truong vi mo

Trude hét, vé yéu td kinh té, nén kinh t& Viét Nam tiép tuc duy tri xu huéng
ting trudng 6n dinh, kéo theo nhu cau tiéu dung hang FMCG ngay cang cao, dic biét
1a nganh nuéc giai khat. Sy mé rong cta hé thong ban 1¢ hién dai, siéu thi, cira hang
tién loi va thuong mai dién tir 1am gia ting nhu cau luu trit, phan phdi va van chuyén
hang hoa voi tbc d6 cao. Diéu nay tao diéu kién thuan loi cho cdc doanh nghiép
logistics 3PL nhu CJ Gemadept Logistics mé rong quy mo hoat dong kho béi va nang

cao san lugng xur Iy hang hoa.

Bén canh d6, yéu t6 cong nghé dang tao ra sy thay doi manh mé trong linh vuc
quan tri kho. Xu hudng tmg dung hé thong WMS, barcode, RFID va ty dong hoa
ngay cang pho bién nham nang cao d6 chinh xac ton kho va t6i wu hiéu suat van hanh.
Piéu nay budc doanh nghiép phai dau tu manh hon vao cong nghé néu muén duy tri
kha nang canh tranh. Trong tuong lai, cdc kho hang hién dai s€ c6 xu hudng gidm
phu thudc vao lao dong thu cong va tang cuong tu dong hoda trong hoat dong nhap

hang, picking va kiém soat ton kho.
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Ngoai ra, yéu t6 co sé ha ting va giao thong ciing c6 anh hudng 16n dén hoat
dong logistics. Hé thong cao tdc, cang bién va ha tang giao thong tai mién Trung dang
dugc dau tu phét trién gilp rdt ngan thoi gian van chuyén va ting kha ning két ndi
vung. biéu nay tao diéu kién thuan loi cho hoat dong phan phéi hang hoéa cua kho

Suntory PepsiCo tai khu vuc mién Trung.

Tuy nhién, méi trudng vi mé ciing dit ra nhiéu thach thitc cho doanh nghiép.
Gia nhién li€u, chi phi nhan cong va chi phi van hanh kho cé xu hudng gia taing theo
thoi gian, gy ap luc 16n 1én kha nang kiém soat chi phi ciia doanh nghiép logistics.
Dong thoi, cac bién dong cta thi trudng tiéu dung hoic tinh trang cao diém theo mua
trong nganh FMCG ciing khién ap luc xtr Iy hang hoa ting manh, doi hoi doanh

nghiép phai c6 kha nang van hanh linh hoat va 6n dinh.

Ngoai ra, cac y€u cau ngay cang cao vé chat luong dich vy, toc dd giao hang va
Kiém soat han str dung cling budc doanh nghiép phai lién tuc cai tién quy trinh van

hanh kho dé dap tmg yéu cau cuia khach hang 16n nhu Suntory PepsiCo.
b. MGi truong nganh

Trong nganh logistics 3PL, murc d6 canh tranh hién nay ngay cang cao khi nhiéu
doanh nghiép trong va ngoai nudc tham gia cung cip dich vu kho bai va phan phdi
cho nganh FMCG. Cac doanh nghi¢p 16n nhu DHL Supply Chain, Kuehne+Nagel
hay cac doanh nghiép logistics ndi dia déu dang ddy manh ddu tu cong nghé va mé

rong hé¢ théng kho nham nang cao chét luong dich vu.

Pbi v6i nganh FMCG, khach hang thuong yéu cau rat cao vé toc do xtr Iy don
hang, d6 chinh xac ton kho va kha ning giao hang diing han. Piéu nay khién cac
doanh nghiép 3PL khong chi canh tranh vé gid ma con canh tranh manh vé hiéu qua

van hanh kho, mtc d6 ing dung cong nghé va kha nang dap rng mua cao diém.

Ngoai ra, dic thu nganh nude giai khat c6 toc d6 luan chuyén nhanh va yéu cau
kiém soat FEFO nghiém ngat khién ap luc van hanh tai kho luén ¢ mic cao. Trong

cac dip 18, Tét hodc mua ning néng, san luong nhap — xuat ting dot bién, doi
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hoi doanh nghiép phai c¢6 kha nang diéu phdi nhan sy, xe nang va khong gian luu trit
hiéu qua. Néu quy trinh van hanh chua t6i vu, rit d& xay ra tinh trang Un tic inbound,

cham xuat hang hodc sai léch ton kho.

Bén canh d6, xu huéng ctia nganh logistics hién nay dang chuyén dan sang mo
hinh kho thong minh va van hanh tinh gon. Cac doanh nghiép ngay cang chu trong
ung dung dir liéu thoi gian thuc, tdi wu layout kho va tg dong hoda cac hoat dong
picking, kiém ké va quan 1y ton kho nham giam chi phi va nang cao ning suét lao

dong.

Trong thoi gian toi, ap luc canh tranh trong nganh du bao s& tiép tuc gia ting
khi khach hang ngay cang yéu cau cao hon vé tbc do, d6 chinh xac va tinh minh bach
trong chudi cung tmg. Vi vay, dé duy tri loi thé canh tranh va dap Gmg yéu cau van
hanh ctia khach hang FMCG, CJ Gemadept Logistics can tiép tuc cai tién quy trinh
quan 1y kho, diy manh tng dung cong nghé va t6i wu hiéu qua van hanh theo huéng

hién dai, tinh gon va chinh xac hon.
3.1.2. Pinh hwéng phat trién CJ Gemadept Logistics

Trong chién lugc phat trién dai han, CJ Gemadept Logistics dinh huéng nang
cao chit luong dich vu logistics theo hudng hién dai, chuyén nghiép va ung dung

cong nghé nhim dap tmg nhu cau ngdy cang cao ciia khach hang trong nganh FMCG.

Dbi véi hoat dong kho van phuc vu Suntory PepsiCo, cong ty tap trung cai thién
hiéu qua quan 1y kho, nang cao do chinh xéc t6n kho, rit ngan thoi gian xt 1y don
hang va toi uu kha niang kiém soat hang hoa theo nguyén taic FEFO. Pong thoi, doanh
nghiép hudng dén giam sy phu thudc vao thao tac thii cong thong qua viée ting cudng

mg dung hé théng WMS, barcode va céc giai phap tu dong hoa trong van hanh kho.

Ngoai muc tiéu dap tng nhu cau hién tai ciia khach hang, CJ Gemadept

Logistics con dinh hudng mo rong nang luc van hanh nham thich tng véi xu hudng
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tang truong cua thi truong FMCG trong tuong lai. Cong ty chl trong nang cao nang
sut lao dong, toi wru chi phi van hanh va xay dung hé théng kho van ¢6 kha niang xir

1y san lugng 16n trong cac giai doan cao diém.

Bén canh do, doanh nghiép hudng té1 xay dung mo hinh logistics 3PL chuyén
nghiép, nang cao nang lyc canh tranh va timg budc khang dinh vi thé 1a mot trong
nhitng doanh nghiép logistics hang dau tai Viét Nam thong qua viéc phat trién hé
thdng kho bii, nang cao chét lugng dich vu va cai tién quy trinh van hanh theo huéng

hién dai, tinh gon va hiéu qua hon.
3.1.3. Muc tiéu hwéng dén cung cap dich vu kho 3PL

Trong bdi canh nganh logistics ngdy cang phat trién va nhu cau thué ngoai dich
vu kho bai cia cac doanh nghi¢p ngay cang tang, CJ Gemadept Logistics dinh hudng
phat trién hoat dong kho 3PL theo hudng hién dai, chuyén nghiép va tdi vu hiéu qua

van hanh nham nang cao nang luc canh tranh trén thi trudong.

Muc tiéu dau tién cua doanh nghiép 1a ning cao chit luong dich vu kho 3PL
thong qua viée t6i wu quy trinh xuit — nhap — tén, ning cao d6 chinh x4c don hang va
dam bao ty 1& giao hang dung thoi gian (OTIF). Diéu nay giup dap tng tét hon yéu
ciu ngay cang cao cua khach hang, dic biét 13 cac doanh nghiép FMCG nhu Suntory

PepsiCo Vietnam.

Bén canh d6, cong ty huéng dén day manh tng dung cong nghé trong quan 1y
kho nhu WMS, barcode scanning va hé théng theo ddi dir liéu theo thdi gian thuc
nham nang cao kha niang kiém soat t6n kho, giam sai SOt va ting ning suat lao dong.
Pong thoi, doanh nghiép ciing dinh hudng ting budc hién dai hoa hoat dong kho
bang cach nghién ctru ap dung cic cong nghé ty dong hoa phit hop vi mo hinh van

hanh 3PL.

Ngoai ra, CJ Gemadept Logistics con huéng dén muc tiéu toi wu chi phi van

hanh théng qua viéc nang cao hiéu qua st dung dién tich kho, cai thién ning suét
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thiét bi va giam céc chi phi phat sinh trong qua trinh van hanh. Diéu nay gop phan

nang cao hi€u qua hoat dong kinh doanh va kha nang sinh 101 cia doanh nghiép.

Song song voi do, cong ty tiép tuc nang cao chit lugng ngudn nhan luc thong
qua dao tao nghiép vu kho, k¥ ning van hanh hé théng céng nghé va y thirc an toan
lao dong cho nhén vién. Pay 1a yéu t6 quan trong giup doanh nghiép duy tri hoat dong

kho 6n dinh va nang cao chat lugng dich vu logistics.

Cudi cung, doanh nghiép hudéng dén xay dung hé thdng kho 3PL hién dai, linh
hoat va c6 kha ning dap tmg san luong 16n trong cac giai doan cao diém, tir d6 mé
rong hop tac v4i nhiéu khach hang 16n va nang cao vi thé canh tranh trén thi truong

logistics Viét Nam.

3.2. Cac giai phap hoan thién hoat dgng quan ly kho

3.2.1. Khai thac hiéu qua hé théng cong nghé

Trong bdi canh CJ Gemadept Logistics d3 dau tu hé théng WMS va cac nén
tang cong nghé hd trg van hanh, vin dé cbt 15i hién nay khong nim & viée thiéu cong
nghé ma 13 mirc d6 khai thac chua twong xtmg véi nang luc hé théng. Thuc té cho
thdy, viéc van ton tai cac thao tac nhp liéu thu cong va kiém tra lip lai phan 4nh ring
hé théng chwa duoc sir dung nhu mét trung tim diéu phdi, ma méi chi ding lai & vai

trd ho tro.

Do d6, giai phap dat ra khong phai 14 dau tu thém ma 1a tai cdu tric cach thirc
sit dung cOng nghé trong van hanh kho. Trudc hét, can thiét 1ap nguyén tac “mot lan
nhap — st dung xuyén sudt”, theo d6 moi dit liéu phat sinh phai dugc ghi nhan truc
tiép trén hé thong thong qua thiét bi quét ma. Piéu nay giup loai bo tinh trang nhap

liéu lai, giam sai sot va dam bao dir liéu dugc cap nhat theo thoi gian thuc.

Bén canh d6, CJ can chuyén tir phuong thic kiém soat tha cong sang kiém soat
dua trén hé théng. Cac chic nang nhu canh bao sai 1éch, xac nhan giao dich va theo
doi trang thai hang hoa can dugc khai thic triét dé nham thay thé cac budc kiém tra

lap lai ciia nhan vién. Khi hé thong duoc sir dung dung vai tro, khéng chi

62



giam tai cho con nguoi ma con nang cao do chinh xac va tinh minh bach trong van

hanh.

Ngoai ra, viéc ting cudng tich hop gitta WMS véi cac hé thong lién quan nhu
TMS cling dong vai tro quan trong. Khi dit liéu dugc lién két déng bo, cac bd phan co
thé phbi hop hiéu qua hon ma khong can théng qua cac budc xac nhan trung gian, tir

do gidm dg tré trong toan bd chuoi van hanh.

Viéc t6i wu khai thac hé thong WMS, CJ can két hop ap dung nguyén tic 5
nham nang cao tinh ddng bd va hiéu qua trong van hanh cong nghé. Trong d6, nguyén
tic “Sap xép” gitip bd tri khoa hoc cac thiét bi quét md, may in tem, khu vuc nhap
liéu va vi tri thao tac, tao diéu kién thuén loi cho nhan vién st dung hé théng mot
cach nhanh chéng va chinh xac. Pong thoi, nguyén tic “Sin soc” hd tro tiéu chuan
hoa quy trinh thao tac trén hé théng WMS gitra cac by phan nhap kho, luu trir va Xuét
kho nham han ché sai 1éch dit liéu va dam bao tinh nhit quan trong van hanh. Nguyén
tic “Sin sang” gdp phan hinh thanh ¥ thic tuan thu quy trinh cong nghé cua nhan
vién kho, han ché tinh trang bo qua thao tc quét ma hodc xtr Iy ngoai hé thong. Viée
duy tri moi truong lam vi¢ce theo 5S khong chi gitp nang cao hi€u qua khai thac cong
nghé ma con gép phan giam lang phi thao tac, giam thdi gian xir Iy va nang cao do

chinh xac trong quan 1y hang hoa theo dinh hudng Lean Logistics.

Nhu vy, ban chat cua giai phap nay 1a chuyén doi tir md hinh “ng dung cong
nghé” sang “van hanh dua trén cong nghé”, trong d6 hé théng dong vai tro trung tam
diéu phdi moi hoat dong trong kho

3.2.2. Toi wu quy trinh luin chuyén hang héa nhip kho — lwu kho — xuét kho

Mot trong nhiing van dé can cai thién trong hoat dong quéan 1y kho 1a sy lién két
giita ba cong doan nhap kho, luu kho va xuat kho. Mic du cac cong doan da duoc
thue hién theo quy trinh va ¢ su hd trg cia WMS, nhung néu viéc chuyén giao giira
cac cong doan chua déng bo sé dé phat sinh tinh trang hang chd, di chuyén nhiéu lan,
chd vi tri Iuu kho hodc chd xtr 1y trude khi xuat hang. Vi vay, giai phap duoc dé xuat
1a t6i wu toan bo dong luan chuyén hang hoa thay vi cai thién riéng timg cong doan.

Muc ti€u la tao dong chay lién tuc:
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Nhip hang — Kiém tra — Lwru kho — Quan ly ton — Picking — Tap két
— Xuit hang

Trong d6, mdi cong doan phai chuan bi thong tin va diéu kién can thiét cho

cong doan tiép theo.
1. T6i wu cong doan nhap kho:

Dbi voi nhap kho, can chuyén tir cach xir 1y theo timg bude riéng 1é sang chuin
bi trudc cho toan bd qua trinh. Trude khi xe dén, bd phan kho kiém tra ké hoach
nhap, $6 luong hang, SKU va thoi gian dy kién dé chu dong bd tri khu vue tiép nhan,

vi tri luvu kho va nhan luec.

Sau khi hang dugc kiém tra, cAn han ché thoi gian hang nam tai khu vuc cho.
Nhitng pallet dat yéu cdu dugc chuyén sang put-away ngay, thay vi chd xir 1y nhiéu
lan. Trong qua trinh nhap, cac thong tin vé SKU, LOT, han sir dung va s6 luong

duoc kiém tra va cap nhat déy du trén WMS.

Piém quan trong 1a vi tri luu kho can duogc chuén bi trude khi hang duogc nhéap,
gitip giam khoang thoi gian tir lic hoan tit kiém dém dén khi pallet duoc dua vao vi

tri.
2. T6i wu cong doan lru kho

Sau khi nhap, hang hoa can dugc dua vao dung vi tri va dugc cap nhat ngay trén
hé théng. Viée b tri hang nén dua trén tan suit xuat hang, dac diém SKU va han sir

dung.

Cac SKU c6 tan suat xuat cao nén dugc bd tri tai nhiing vi tri thuan ti€n cho
picking va gan khu vuc xuat hang dé giam quang duong di chuyén cta xe nang. Dbi
vO1 san phém c6 han st dung, thuc hién quan ly theo FEFO, uu tién cac pallet c6 han

str dung gan hon trong ké hoach xuét.

Bén canh d6, can han ché viéc di chuyén pallet nhiéu lan trong kho. Khi hang d4

dugc dua vao vi tri phut hop thi duy tri vi tri 6n dinh, chi di chuyén khi thyc sy can
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thiét. Diéu nay gitip giam thoi gian sir dung xe nang, giam thao tac va han ché nguy

co hu hong hang hoa.
3. T6i wu cong doan xuit kho

Dé cong doan xuét kho dién ra nhanh va lién tuc, can kiém tra kha nang dap ung
don hang trude khi bat dau picking. Bo phan outbound kiém tra ton kho, vi tri hang,

SKU, sd lugng, LOT va han st dung trén WMS.

Sau khi x4c dinh hang can xuit, picker/forklift thuc hién léy hang theo thur tu
hop 1y, wu tién FEFO va han ché di chuyén qua lai nhiéu 1an. Cac don hang c6 clng
khu vuc hodc cung tuyén giao hang nén duoc t6 chire picking theo nhom dé giam

quing duodng di chuyén.

Sau khi picking, hang dugc dua truc tiép vé khu vurc tip két theo timg don hang
hoic tuyén xe. Checker thuc hién kiém tra cac thong tin quan trong trudc khi
loading. Khi hang d3 dat yéu cau, tién hanh loading ngay dé tranh hang tiép tuc chd

tai khu vuc staging.
4. Lién két ba cong doan thanh mét dong chiy théng nhat

Diém méi cua giai phap 1a khong xem nhap kho, luu kho va xuit kho 14 ba hoat

dong doc 1ap, ma quan 1y theo mot dong chay thdng nhit.
Cu thé:
Nhap kho phai chuan bi diéu kién cho luu kho.
Luu kho phai dugc t6 chie phit hop v6i nhu cau xuét kho.
Xuét kho phai st dung chinh xac dir liéu dugc tao ra tir nhap va luu kho.

Do d6, khi nhap hang can xac dinh ngay LOT va han sir dung dé phuc vu FEFO.
Khi luu kho can lua chon vi tri dua trén tan sut xuit dé hd tro picking. Khi xuét kho
can dya trén dir liéu ton kho thuc té dé tranh phat sinh thiéu hang hoac tim kiém lai

Vi tri.
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Quy trinh duoc t6 chic theo mé hinh:

K¢ hoach nhiap — Nhip & kiém tra — Put-away — Luu kho/FEFO —

Chuin bi Iénh xuit — Picking — Kiém tra — Tép két — Loading — Xuit kho
5. Giam céc diém cho giira cac cong doan
Pé m6 hinh van hanh tron tru, can kiém soat ba diém d& phét sinh do tré:

Sau nhap: giam thoi gian pallet phai ndm chd & khu vue tap két sau khi nhap

kho nhung chua dugc dua vao vi tri luu trit chinh thirec.
Trong luu kho: han ché hang sai vi tri hoac chua cap nhat vi tri trén WMS.
Sau picking: han ché hang cho kiém tra hodc cho loading.

MB&i cong doan can c6 thoi gian xir Iy muyc tiéu va ngudi chiu trach nhiém rd
rang. Khi mot cong doan hoan thanh, théng tin phai dugc chuyén ngay cho cong
doan tiép theo dé tranh tinh trang hang da sin sang nhung nhan sy hoic thiét bi chua

duoc chuén bi.
6. Két qua ky vong
Viéc t6i uu theo dong chay gitip kho dat dugc cac muyc tiéu:
Giam thoi gian cho giita nhap, luu va xuat.
Giam s lan di chuyén pallet khong can thiét.
Rt ngan thoi gian tir nhap dén put-away.
Rt ngan thoi gian tir picking dén loading.
Giam sai SKU, LOT va sb luong.

Nang cao kha nang tuan thu FEFO.
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Tang ning suat sir dung nhan lyc va xe nang,
Giam luong hang ton tai khu vuc staging.
Tao dong hang lién tuc tir Inbound — Storage — Outbound.

Nhu véy, trong tAm ctia giai phap khong phai 1a ting thém nhiéu budc kiém tra
ma nguoc lai 1a loai bé cac budc cho va thao tac khong tao gia tri, dé)ng thoi lién két
chat ché gitra nhap kho, luu kho va xuét kho. Khi mdi cong doan dugc chuan bi cho
cong doan tiép theo, dong hang s& duoc luan chuyén lién tuc hon, gop phan nang cao

hiéu qué van hanh kho 3PL.

Bén canh viéc t6i vu quy trinh luin chuyén hang héa nhap kho — luu kho — xuét
kho, CJ can két hop ap dung nguyén tic 5S nhiam duy tri méi trudng van hanh khoa
hoc va han ché cac lang phi phat sinh trong kho. Trong d6, nguyén tic “Sang loc”
gitip loai bo pallet hu hong, vat dung khodng can thiét va cac hang hoéa luu trix
khong dung vi tri tai khu vire inbound va outbound, tir d6 giai phong khéng gian
thao t4c va giam can trd trong qua trinh luan chuyén hang hoa. Nguyén tic “Sip
xép” hd tro bé tri khoa hoc khu vuc staging, 161 di xe nang, dock xuat nhap va vi tri
tap két hang hoa theo tan suét luan chuyén thuc té. Viée to chirc mit bang hop 1y
gitip giam quing duong di chuyén cia nhan vién va xe nang, han ché tinh trang
0n tic cuc bd trong gid cao diém va nang cao téc do xu Iy don hang. Duy tri
“Sach s&” tai khu vuc van hanh gitip dam béo 16i di thong thoang, han ché rui ro
mat an toan lao dong va giam nguy co hu hong hang hoa trong qua trinh di
chuyén. Pong thoi, nguyén tic “San soc” giup tiéu chuan hoa quy trinh inbound —
outbound gitra cac ca lam viéc nham dam bao tinh dong bo trong thao tac va han ché
sai 1éch van hanh. Nguyén tic “Sin sang” gop phan hinh thanh y thirc tuan thu quy
trinh va cha dong duy tri khu vic 1am viéc ngin nip cta nhan vién kho. Diéu nay
gitip doanh nghiép duy tri hiéu qua cai tién trong dai han thay vi chi mang tinh chét

ngan han hoac thoi diém.

Tong thé, quy trinh sau khi tinh gon d4 chuyén tir mé hinh van hanh phan manh

sang mo hinh dong chay lién tuc, trong d6 cong nghé déng vai tro trung tim diéu
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phéi. Pay 1a budc cai tién quan trong gitip nang cao hiéu qua quan 1y kho, giam chi

phi va tang kha nang dap ung trong moi truong logistics hién nay.
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Bdng 3.1 So s&nh hiéu qua quy trinh ci va quy trinh maoi

Cong doan

Quy trinh cui

Han che

Quy trinh mé6i dé
Xuat

Két qua ky vong

1. Chuén bj
nhap kho

Tiép nhan va xir
1y khi xe dén kho

C6 thé phat sinh
thoi gian cho

Kiém tra ké hoach
trudc, chuan bi i tri,
nhan luc va xe nang

Giam thoi gian
cho

2.Kiém tra
hang nhap

Checker kiém tra
chirng tur, SKU,
s6 luong, LOT,

han str dung

Mot sb thong tin
c6 thé phai kiém
tra lai

Kiém tra va xac nhan
ngay tai diém nhan
hang, cap nhat WMS

Giam kiém tra lap
lai

3. Put-away

Sau khi nhap méi
tién hanh dua
hang vao wi tri

Pallet c6 thé
phai cho tai
staging

Chuan bi vi tri trude

va dua hang vao kho

ngay sau khi dat yéu
cau

Giam pallet cho
tai staging

4. Sip xép

Sap xép theo vi

Chua t6i uu theo

Phan bd vi tri theo
tan sut Xllf’it, SKU

Giam quang

luwu kho tri trén WMS tan suat xuat va FEEO duong xe nang
.Kié 2 . . . ap nhat dir lié
S Kiem | travaddi | C6 thé phat hien | Copnhatdlidu . 46 chinh xac
soat ton yapt . N R ngay khi hang thay A
chiéu dinh ky sai Iéch muon .o, o, ton kho
kho doi vi tri/trang thai

6. Chuén bi

Nhan 1énh xuét va

C6 thé mét thoi
gian tim hang/vi

Kiém tra trudc ton
kho, vi tri, LOT va

Giam thoi gian

xuat kho | chuan bi picking tri han st dung chuan bi
, 5 thé phét sinh | T6 chtre picking th i3 3
o Picker l4y hang C.o ep; a S.1; 0 chtrc pic Pg €0 ‘Glarr{ qu?r.lg-
7. Picking di chuyén nhiéu | khu vuc/tuyén, vu |[dudng va thoi gian
theo Countsheet N X o
lan tién FEFO picking
Kiém soat thong tin
3. Kidm tra Checker kiém tra | L3i ¢6 thé duoc quan trong ngay Giam sai
sa.tu ickin hang sau khi phat hién kha trong qua trinh SKU/LOT/sb
P g picking mudn picking va kiém tra lugng

cudi

9. Tap két
hang xuét

Hang sau picking
cho tai khu vuc
XUt

C6 thé phat sinh
un hang/cho
loading

Phén loai theo
SO/tuyén xe va
chuén bi loading

ngay

Giam thoi gian
cho

3.2.3. Pao tao, ndng cao nang lwe nhan vién kho

Trong moé hinh kho van hanh dya trén cong nghé¢, yeu té6 con ngudi khong con

don thuan 1a lyc lwong thyc thi ma tré thanh nhéan t6 quyét dinh kha nang khai thac

hé théng. Vi thuc trang ty I¢ lao dong trinh d6 trung cép va phé thong con cao, viéc
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dao tao khong chi mang tinh hd trg ma can dwoc xem 1a mot giai phap mang tinh

chién luoc.

Trudce hét, doanh nghiép can chuyén d6i phuong thirc dao tao tir hudng dan thao
tac sang dao tao tu duy hé théng. Nhan vién khong chi can biét cach st dung thiét bi
ma con phai hiéu quy trinh van hanh va logic cua hé théng WMS. Khi hiéu 15 cach
hé théng hoat dong, ngudi lao dong s& giam phu thude vao kiém tra thi cdng va nang
cao kha nang xir 1y tinh hudng.

Bén canh d6, can trién khai cac chuong trinh dao tao thuc té tai kho, két hop gifra
Iy thuyét va thyc hanh. Viéc md phong cac tinh hudng phat sinh trong van hanh gidp

nhan vién thich nghi nhanh hon va han ché sai sot khi lam viéc thuc té.

Ngoai ra, doanh nghiép nén t chtc cic chuong trinh danh gia va thi dinh ky
nham kiém tra mirc d6 hiéu biét ciia nhan vién vé hé thong cong nghé. Pay khong chi
la cong cu kiém soat chat luong ma con tao dong luc hoc tap va nang cao nang luc ca

nhan.

V& 1au dai, muc tiéu cua ddo tao khong chi 1a nang cao k§ ning ma 1a chuyén
dbi vai tro cuia nguoi lao dong, tir thuc hién thao tac sang chu dong twong tac va van
hanh hé théng cong nghé.

3.3. Piéu kién va cach thirc thue hién cac giai phap

Déi véi giai phap khai thac hiéu qua hé thong cong nghé

bé quy trinh moéi dugc van hanh hiéu qua, CJ can dam bao nguén luc cho viéc
khai thac va duy tri hé théng WMS, thiét bi quét ma va duong truyén dit liéu. Trong
tam khong phai dau tu moi toan bo hé thong ma 1a st dung hiéu qua cac chirc ning
hién c6 dé dong bo thong tin gitta cac cong doan nhap kho — luu kho — xuét kho. Chi
phi chii yéu phat sinh tir bao tri thiét bi, nang cip hé thong va xtr 1y cac van dé lién

quan dén dir liu.

Bén canh d0, can c6 su phéi hop gitta bo phan cong nghé thong tin, kho van va
quan 1y van hanh nham dam béo dir liéu vé SKU, s6 lwong, LOT, han sir dung va vi
tri pallet duoc cap nhat thong nhat. Cac thao tac phat sinh trong qué trinh nhép, put-
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away, picking va xuit hang can dugc cap nhat trén hé théng, han ché xur 1y ngoai

WMS.

Ngoai ra, nhan vién can duogc hudng dan st dung thiét bi quét ma tai cac diém
kiém so4t chinh nhu nhap hang, dua hang vao vi tri, picking va xuat hang. Viéc nay
gitip dong bo dong hang véi dong dir liéu, han ché sai léch va giam thao tac kiém tra

lap lai.

Vé cach thuc trién khai, CJ nén 4p dung thir nghiém quy trinh m&i tai mot khu
vic hodc nhém SKU cé tan suat luan chuyén cao. Sau d6, doanh nghiép danh gia
thdng qua cac chi tiéu nhu thoi gian nhap dén put-away, thoi gian picking, ty 16 sai

SKU/LOT va dé chinh xéc ton kho truéc khi mé rong ap dung.

Déi v6i giai phap cai thién quy trinh luin chuyén nhap kho — Iru kho — xuét
kho

Dé quy trinh luan chuyén méi hoat dong tron tru, CJ can chudn bi nguén luc
cho viéc diéu chinh layout, khu vuc staging va vi tri luu trit theo huéng tao dong di
chuyén lién tyc. Cac khu vyc nhép, luu va xuét can duogc bd tri hop 1y, han ché giao
cit gitta ludng hang va giam quing dudng di chuyén cia xe nang. Chi phi thuc hién
chu yéu lién quan dén diéu chinh mit bang, ké vach, bién bao va sip xép lai khu vuc

tap két.

Bén canh d6, can c6 sy phoi hop gitra Inbound, Storage, Outbound, diéu phbi
van tai va quan 1y kho dé dam bao cong doan trudc ludn chuan bi diéu kién cho cong
doan sau. Sau khi hang duoc kiém tra tai inbound, can nhanh chéng thuc hién put-
away; trong qua trinh Iuu kho phai kiém soat vi tri va FEFO; khi c6 1énh xuat, hang

duoc picking va chuyén sang khu vuc loading v6i thoi gian cho thap nhat.

Ngoai ra, CJ can ap dung cic nguyén tic Lean va 5S trong toan bo dong luan
chuyén. Hang hoa tai staging can duoc phan khu r6 rang, han ché pallet cho lau, han
ché di chuyén pallet nhiéu lan va wu tién bd tri cac SKU c6 tan suat xut cao tai vi tri
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thuan tién cho picking.

V& cach thuc trién khai, doanh nghiép nén thyuc hién tung giai doan. Trudc tién,
thir nghiém dong luan chuyén mai tai khu vuc hodc nhom SKU c6 san lugng 16n, sau
d6 theo ddi va diéu chinh trude khi mo rong. Cac KPI can duogc theo ddi gom thoi
gian nhdp — put-away, thoi gian hang cho tai staging, thoi gian picking, quang duong

xe nang, nang suét picking va ty 1¢ xuat hang dung ké hoach.
Poi véi giai phap dao tao va ning cao ning lwe nhin vién kho

Dé quy trinh méi dugc duy tri 6n dinh, CJ can dam bao ngudn lyc va thoi gian
cho viéc dao tao nhan vién. No1 dung dao tao tap trung vao quy trinh Nhap — Luu —
Xuit moi, st dung WMS, quét barcode, FEFO, 5S va cach phéi hop gitra checker,
picker, forklift va diéu phdi.

Ngoai ra, CJ can xay dung tai liéu hudng dan thao tac chuén cho timg vi tri va
st dung bang hudng dan truc quan tai cac khu vire nhép, luu trit va xuat hang. Diéu
nay gitp nhan vién dé dang thyc hién dung quy trinh va han ché phu thudc vao hudng

dan tryc tiép tir quan 1y.

V& cach thure trién khai, nén dao tao theo timg nhom cong viéc va két hop giira
huéng din 1y thuyét v6i thue hanh truc tiép tai kho. Trude khi 4p dung chinh thirc,
nhén vién can duoc thuc hanh quy trinh moi tai khu vuce thtr nghiém dé phat hién va

diéu chinh nhitng diém chua phu hop.

Sau khi trién khai, CJ can danh gia hiéu qua thong qua cac KPI nhu ning suat
lao dong, thoi gian xur 1y nhap — luu — Xuat, ty 1€ sai SKU/LOT, muirc do tuan thu
FEFO, ty 1 tuan thi quy trinh va sb lugng 18i phat sinh. Két qua danh gia 1a co s dé

tiép tuc dao tao bod sung va duy tri hidu qua cla quy trinh mdi trong dai han.
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