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LOI CAM DOAN

Tbi xin cam doan luan van Thac s “Tdi vu hoa hoat dong quan tri thu mua,
nham hudng téi xay dung chudi cung @ng hiéu qua tai Cong ty TNHH Woosung Viét
Nam” 13 cong trinh nghién ctru cia riéng t6i va duoc sy hudng dan khoa hoc caa Tién
sT Nguyén Thi Binh. Céc s liéu va tai liéu trong luan an 13 trung thuc va chua duoc
cong bd trong bat ky cong trinh nghién ciru nao. Tat ca nhitng tham khao va ké thira

déu duoc trich din va tham chiéu day du.

Tac gia Luan van

Tran Vii Khoa



LOI CAM ON

Pé hoan thanh chuong trinh cao hoc Quan tri Kinh doanh va viét luan van nay,
tac gia dd nhan duoc sy huéng dan, gitp d& va gop ¥ nhiét tinh cta quy thay cb trudng
Pai hoc Ngoai Thuong (Co s& 2) tai Thanh phd H6 Chi Minh

Truéc hét, toi xin chan thanh cam on dén quy thay c6 truong Dai hoc Ngoai
Thuong (Co s 2) tai Thanh phd H5 Chi Minh, dic biét 1a nhitng thay c6 da truc tiép
giang day cho toi sudt thoi gian hoc tap tai truong.

T6i xin guri 101 biét on sau sac dén Tién st Nguyén Thi Binh da danh nhiéu thoi
gian va huéng dan tan tinh, gitip t6i hoan thanh luan vin, 1d mot cong trinh nghién
ctru khoa hoc c6 gia tri

Qua day, toi xin chan thanh cam on quy thiy c6 trong Khoa Quan tri Kinh doanh
d3 tao rat nhiéu diéu kién dé t6i hoc tap va hoan thanh t6t khoa hoc.

Pong thoi, toi ciing xin cam on quy dong nghiép va ban lanh dao Cong ty TNHH
Woosung Viét Nam da tao diéu kién cho t6i sir dung dit liéu dé viét luan van.

Mic du toi da c6 nhiéu ¢6 gang hoan thién luan vin bang tat ca su nhiét tinh va
nang lyc cia minh, tuy nhién khong thé tranh khoi nhirng thiéu sét, rat mong nhan
duoc nhirg dong gop qui bau ciia qui thay cd va cac ban.

To1 xin chan thanh cam on.

Tac gia Luin van

Tran Vii Khoa
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TOM TAT KET QUA NGHIEN CUU LUAN VAN

1. Cac thong tin chung

1.1. Tén luan vin: Téi wu hoa hoat d6ng quan tri thu mua, nham hudéng téi xay dung
chudi cung ung hiéu qua tai Cong ty TNHH Woosung Viét Nam

1.2. Tac gia: Tran Vii Khoa

1.3. Chuyén nganh: Quan tri kinh doanh qudc té

1.4. Bao vé nam: 2021

1.5. Gido vién hudng dan: Tién S Nguyén Thi Binh

2. Nhitng dong gop cua luan van

- Thtr nhat, luan van da hé théng hoa co so 1i luan vé quan tri thu mua, vé chudi cung

ung nguyeén li¢u san xuat thuc dn chan nudi.

- Tht hai, luan van phan tich, danh gia hién trang hoat dong thu mua, quan tri thu
mua tai Cong ty TNHH Woosung Viét Nam. Tir d6 danh gia thanh tyu va han ché,

ton dong can hoan thién, nham nang cao tinh hiéu qua.

- Tht ba, tac gia di sau vao bdi canh thi trudng thé giéi va trong nudc cling nhu tam
nhin cta cong ty, phan tich co hoi va thach thirc dé tir d6 dwa ra mot s6 giai phap
cho cong ty nham hoan thién va ning cao nang luc hoat dong thu mua, quan tri thu

mua, xay dung chudi cung ung hiéu qua.



MO PAU
1. Tinh cip thiét cia dé tai

Trong vong 10 nam tr¢ lai day, nganh thirc an chan nu6i cia nudc ta gilr virng
nhip ting truéng, san luong thire dn chin nuoi khong ngimg ting, véi toe do trung
binh 8%/nam, dwa Viét Nam tro thanh qudc gia dung tha 10 trén thé gioi va sb 1

trong khu viuc ASEAN vé san lugng thirc an chan nudi cong nghiép.

Véi toc d6 ting truong va quy mo ngay cang ting, tao ra thi truong cung ang
nguyén liéu san xuat thirc dn chin nudi tri gia hang ty USD, udc tinh vdi 65% nguyén
liéu dugc nhap khau, nudc ta da chi ra t6i 5,7 ty USD cho nhap khau nguyén liéu san
Xuat thirc an chin nudi trong nam 2020. Vi vy, nganh thirc an chan nuéi 1a mot trong
nhitng nganh c6 quy mo chudi cung ng rong 1én, sir dung da phuong thire trong qua

trinh van hanh va c6 tinh gin két chat ché.

Nguyén liéu chiém 60-65% chi phi dau vao, vi vay quan tri thu mua hiéu qua
nham kiém soat tot gia mua nguyén liéu, dong thoi phai t6i uu hoa dugc chudi cung
tng 12 nhiém vu séng con d6i voi tat ca cac doanh nghiép trong nganh san xuat thic
an chin nudi, vu thé dang thudc vé cac doanh nghiép FDI khi ho c¢6 ngudn lrc manh,

va kinh nghiém quan tri tét.

Cong ty TNHH Woosung Viét Nam, thugc nhém doanh nghiép FDI tuy nhién
hiéu qua hoat dong kinh doanh lai khong theo xu hudng chung. C6 nhiéu nguyén
nhan bao gdm ca nguyén nhan chii quan va nguyén nhan khach quan, vi vay can phai
danh gia lai toan bo hién trang, nham tim ra giai phap dé cai thién, déng thoi xac dinh

duogc trong tAm nam & dau dé tir d6 tap trung ngudn luc xt 1y hiéu qua.

Céc tai liéu vé t6 chirc hoat dong thu mua, quan tri thu mua, xdy dung chudi
cung mg trong nganh san xuat thirc dn chin nudi 1a khong nhiéu. Cac doanh nghiép
trong nganh thudng té chuc, van hanh, quan tri theo thyuc té cong viéc, va hoc hoi
kinh nghiém Ian nhau (bang cach tuyén dung nhan sy c6 thim nién trong nganh) dé
timg budc hoan thién quy trinh thu mua, quan tri chudi cung tng cho riéng minh.
Theo tim hiéu ctia ca nhan nguoi viét, tai Viét Nam ciing chua c6 nhiéu nghién ciu

khoa hoc chuyén sau vé nhiing van dé néu tai ¢au muc.



Thuc tién cong viéc quan 1y phong thu mua tai Cong ty TNHH Woosung Viét
Nam, gitip tac gia nhan thay rd tim quan trong cia viéc tdi uu héa hoat dong thu mua,
quan tri thu mua hiéu qua, c6 anh huéng truc tiép dén két qua hoat dong kinh doanh
ctia cong ty. Cu thé bang mot nghién ctru khoa hoc dé quy chuan cac van dé trén,
d6ng thoi mang tinh tng dung thuc tién trong nganh. Vi tinh cip thiét cua van dé, tac
gia da lua chon dé tai: “TOI UU HOA HOAT PONG QUAN TRI THU MUA
NHAM HUONG TOI XAY DUNG CHUOI CUNG UNG HIEU QUA TAI
CONG TY TNHH WOOSUNG VIET NAM" d¢ nghién ctru ludn vin Thac si Quan
tr1 kinh doanh

2. Tinh hinh nghién ciu

Trong khi cac nghién ctu vé& chudi cung tmg va quan tri chudi cung tmg noi
chung 1a kha phong phu va da dang thi cac nghién ctu cu thé vé hoat dong thu mua
trong chudi cung umg, dic biét 1a chudi cung (mg trong nganh san xuat thirc an chin
nudi 1 kha han ché. O Viét Nam, mot s6 nghién ciru dién hinh trong linh vuc nay co
thé ké dén nhu

Dé tai: “Giai phap hoan thién hoat dong thu mua nguyén vat li¢u tai Cong
ty C6 phan Chin nudi C.P Viét Nam”, tac gia Lé Hong Tay, Pai Hoc Kinh Té
TP.HCM, nidm 2016. Nghién cttu Vé giai phap dé hoan thién hoat dong thu mua
nguyén vat liéu tai cong ty san xuat thirc dn chan nudi, chua dé cap dén viéc téi wu
hoa quan tri thu mua, va gan két vao chudi cung ung; Pé tai: “Quan tri chudi cung
¥ng san pham thirc An chin nudi tai Cong ty Co phan Tap doan Dabaco Viét
Nam”, tac gia Bui Huy Toan, Pai Hoc Thuong Mai Ha No6i, nam 2018. Nghién ctru
vé quan tri chudi cung &ng san pham cua cong ty san Xuat thirc dn chin nuoi, 13 mot
nhanh khac so vé6i chudi cung tmg nguyén lidu dé san xuat thirc an chan nudi; Dé tai:
“Quan tri rii ro chudi cung wng nhap khau nguyén liéu cho cac nha may san
xuat thirc dn chin nudi tai Céng ty Ngii coc Long Van KS”, tac gia Bui Tan Pat,
Pai Hoc Ngoai Thuong TP.HCM, nam 2019. Nghién ciru V& quan tri rai ro trong
chudi cung &ng nhap khau nguyén liéu san xuat thirc an chin nudi, dudi khia canh
ctiia mot cong ty kinh doanh nguyén liéu, chir khong phai nha may san xuat thirc an

chan nuoi



Mot s6 cong trinh khoa hoc tiéu biéu trong linh vuc vé quan tri thu mua trong
chudi cung &ng san pham thtc 3n chin nudi co thé ké dén nhu: “Improving the
effectiveness of procurement, ldentification and improvement of key -
determinant factors — The PEPPS Project”, Paul Joesbury, Aston University,
2016. Nghién ctru Vé viée nang cao hiéu qua cua hoat dong thu mua, xac dinh cac yéu
t6 tac dong chinh va giai phap cai thién hiéu qua cua hoat dong thu mua tai mot duy
an cu thé; “Supply Chain Optimization and Economic Analysis of Using
Industrial Spent Microbial Biomass (SMB) in Agriculture” Lixia He Lambert,
University of Tennessee, 2018. Nghién ctru vé ti uu hoa chudi cung tmg, dong thoi
phan tich hiéu qua kinh té caa viéc sir dung mot san pham trong nganh nong nghiép

Tham khao qua mot s6 dé tai nghién ctiru vé cai thién hoat dong thu mua, téi vu
hoa chudi cung (ing ca trong va ngoai nudc, tac gia nhan thiy da phan cac dé tai chi
tap trung nghién ctru riéng 1é ting ndi dung, ma chua c6 gan két giita viéc quan tri
thu mua vao xay dung chudi cung tng hiéu qua. Vi vy, tac gia mudn tap trung theo
huéng nay nham bo sung mot cong trinh nghién ciu moi

3. Muc tiéu nghién ciru

Muyc tiéu tong thé: tim ra cac giai phap nham t6i uu héa hoat dong quan tri thu

mua tai doanh nghiép san xuat thtrc 3n chin nudi

Muc tiéu cu thé: nghién ctru cac co sd 1y luan vé hoat dong thu mua, quan tri
thu mua, phan tich thuc trang nham tim ra cac giai phap nham t6i vu hoa hoat dong
quan tri thu mua, tao nén tang dé xay dung chudi cung tng hiéu qua tai Cong ty
TNHH Woosung Viét Nam.

4. Pdi twong, pham vi nghién ciru
Péi tuong nghién ciru: hoat ddng thu mua, quan tri thu mua tai doanh nghiép
san xuét thie an chin nudi
Pham vi nghién cuu:
Pham vi vé mat khong gian: Cong ty TNHH Woosung Viét Nam
Pham vi v& mat thoi gian: s6 liéu phan tich tir nim 2016 dén thang 3 nim 2021
Pham vi vé mat noi dung: to chirc hoat dong thu mua, thuc trang va giai phap

dé quan tri thu mua hiéu qua



5. Phuong phap nghién ciu
Phuong phap nguyén ciru dinh tinh, thu thap s liéu dé tong hop va phan tich

S6 lidu dudi dang thdng ké, duoc thu thap bang cach trich xut dit liéu trén phan
mém quan 1y doanh nghiép, va tir cac ngudn théng ké khac nhu trang tin thi truong,
s6 liéu tong cuc hai quan, ... phan tich biéu dd dé hiéu rd thuc trang tir 46 dua ra giai
phéap nhiam hoan thién va danh gia tac dong tir cac giai phap mang lai
6. Y nghia cia nghién ciu

Y nghia khoa hoc: hé théng héa co so 1y luan vé hoat dong thu mua trong chudi
cung trng, quy trinh thu mua nguyén liéu, quan tri hoat dong thu mua

Y nghia thuc tién: thong qua viéc phan tich va danh gia hién trang t6 chirc hoat
d6ng thu mua, dua ra cac giai phap mang tinh thyuc tién nham téi wu hoa hoat dong
quan tri thu mua, nham xay dung duoc chudi cung &ng hiéu qua, kiém soat t6t chi
phi thu mua va quan 1y ton kho.

7. B6 cuc ciia luan vin

Ngoai danh muc chir viét tat, muc luc, phu luc, céc tai liéu tham khao, phan mg
dau va két luan, noi dung chinh cua luan van duoc chia thanh 3 chuong:

Chuwong 1: Co s6 1y luan vé hoat dong thu mua trong quan tri chudi cung &g

Chwong 2: Thyc trang thu mua va quan tri thu mua tai Cong ty TNHH
Woosung Viét Nam

Chuwong 3: Toi uvu héa hoat dong quan tri thu mua, nham huéng tdi xay dung

chudi cung ung hiéu qua tai Cong ty TNHH Woosung Viét Nam



CHUONG 1: COSO LY LUAN VE HOAT PONG THU MUA TRONG QUAN
TRI CHUOI CUNG UNG

1.1. Téng quan vé chudi cung wng trong nganh san xuit thire in chin nudi

1.1.1. Lich st hinh thanh va phdt trién ciia nganh san xudt thiee dn chén nudi

Ngii cbc xay xat duoc str dung 1am thire dn chin nu6i bat dau ghi nhan tir khoang
thoi gian dau nam 1813 tai Hoa Ky va Chau Au, nhung viéc xay xat ngii cdc 1am thic
an cho gia suc chi 13 muyc dich phu cta cac nha mdy xay xét trong thoi Ky dau, muc
dich chinh 1a ho xay xat ngii cdc dung lam thuc pham cho con ngudi, va ho nhan thay
rang nhitng phu pham trong qua trinh xay xat, hoic nhitng loai ngii cdc khong du tiéu
chuan dung lam thuc pham cho con ngudi thay vi thai loai, thi nd van c6 gia tri dinh
dudng dbi véi gia stc va gia cam, thoi ky so khai nhirng loai nay chi duoc st dung
dudi dang tho, nhung d6 1a nén tang cho nhimg nghién ciru khoa hoc vé dinh dudng

vat nudi duoc phat trién dén ngay nay

Cubi thé ky tht 19, danh ddu nganh san xuat thirc an chin nudi bit dau duogc
cong nghiép hoa, cic nha may xay xat ngii cdc chuyén biét dé dung lam thirc an cho
gia stc va gia cam dugc ra doi. Cudc cach mang cong nghiép da thuc dy su phat
trién trong nganh xay xat ngii coc 1am thie dn chin nudi, dong goi thit va ché bién
sira. Tuy nhién di kém d6 13 van dé gia ting chét thai tir hoat dong xay xat ngii coc
gdy 6 nhiém ngudn nudc, vi vay chinh phi cic nudc 6 tai ban hanh cac quy dinh
nham han ché hoat dong xay x4t ngii coc dung trong chin nudi gia sic, gia CAm va

khuyén khich tim kiém cac giai phap thay thé hiéu qua.

Ngii cc xay xat dugc st dung 1am thire 3n cho gia stc va gia cdm dudi dang
thd, nén viéc hap thy cac thanh phan dinh dudng chua dat duoc hiéu suat téi vu.
Trong thoi gian nay, cac nha khoa hoc nhin ra duoc loi ich cua viée can bang ché do
dinh dudng trong khau phan thirc an cho gia suc, gia cAm rat quan trong. Phan tich
thanh phan dinh dudng trong céc loai ngii céc va nhu cau hap thu dudng chét cua
tirng loai vat nudi nham xay dyng cong thic thirc an hdn hop dung trong chan nuoi,
tir 6 tan dung phu pham t6i da nhitng phu pham tir qua trinh xay xat ngii coc lam

thue pham cho con ngudi, giai quyét duoc van dé 6 nhidém tir chat thai xay xat ngii



cbc, aéng thoi sir dung cac cong nghé nham chiét xuat thanh phan dinh dudng, ning
luong co trong ngil cde dé tao ra nhitng hop chét hiru co nham phéi tron thirc an chin
nudi dang hdn hop cung cip day du dinh dudng cho vét nudi, ning cao ning sut
chdn nudi va tdi wu chi phi trén mdi don vi thirc an chin nuéi so vai viéc sir dung ngii

cbe dudi dang thd

Viéc throng mai hoa nganh coéng nghiép thirc an chin nuéi 1a tién dé cho su
phat trién ciia nganh san xuat thirc an chan nudi hién dai, va ciing 1a nén méng cho

nganh khoa hoc dinh dudng vat nudi

San pham ba ngd 1én men “Corn Gluten” 1a dang nguyén liéu dugc Xt 1y qua
cong nghé 1én men tir ngd, dung dé phéi tron véi cac loai ngii ce tho tao ra dang thirc

an hdn hop dung trong chian nudi, cung cap ra thi truong lan dau tién vao nim 1882.

Niam 1884, Cargill, Hoa Ky xuat phat diém 14 nha may chuyén xay xat bot ngil
cdc, budce vao nganh cong nghiép san xuat thirc an chan nudi, dugc ghi nhan nhu 13
nha may san xuat thirc n chin nudi hdn hop dau tién trén thé gidi. Cho dén nay,
Cargill van 13 mot cong ty chuyén vé linh vuc néng nghiép, san xuat thirc an chian

nudi hang dau tai Hoa Ky, va mang luéi di vion tAm ra toan cau.

1.1.2.  Khdi niém chudi cung ng

Chudi cung tng, tiéng Anh “Supply Chain”, va da phan moi ngudi thudng quen
sir dung tir goc tiéng Anh dé néi chung vé cac hoat dong lién quan dén chudi cung
tmg nhu dich vu hau can, van chuyén da phuong thtc, giao nhan, kho bai, ké hoach
cung &ng vat tu, nguyén vat liéu cho nha may san xuat, hoic cac cong ty 1am dich vu
thuong mai, ... Thyc té, chudi cung &ng rat rong, bao ham tat ca cac hoat dong néu
trén, mdi hoat dong nhu mot méc xich trong chudi van hanh lién tuc va gan két chat
ché véi nhau hinh thanh nén mot chudi khép kin.

C6 rat nhiéu dinh nghia vé chudi cung tng dugc trich dan nhu sau:

Dinh nghia cua Lee & Bilington, Chudi cung tng 1 hé théng cac cong cu dé
chuyén héa nguyén li¢u tho tir ban thanh pham téi thanh pham va théng qua cac hé

théng phan phdi chuyén téi tay nguoi tiéu ding.



Pinh nghia cia Ganeshan & Harrison, Chudi cung tng 1a mot mang ludi cac
lya chon vé phan phdi va cac phuong tién dé thyc hién thu mua nguyén vat liéu, bién
d6i cac nguyén liéu nay qua khau trung gian dé san xuét ra san pham, phan phdi san
pham nay tdi tay nguoi tiéu dung.

Trong pham vi bai luan van nay, chudi cung tmg duoc hiéu 1a mot hé théng cac
t6 chirc, con ngudi, hoat dong, thong tin va cac ngudn luc lién quan tai viéc di chuyén
san pham hay dich vu tir nha cung c4p hay nha san xuat dén nguoi tiéu dung. Hoat
dong chudi cung tng lién quan dén bién chuyén cac tai nguyén thién nhién, nguyén
liéu va cac thanh phan thanh mot san pham hoan chinh dé giao cho khach hang cudi
cung (nguoi tiéu dung). Trong cac hé théng chudi cung wng phic tap, cac san pham
duoc st dung c6 thé tai nhap vao chudi cung tng tai bat ky diém nao gia tri con lai co
thé tai ché dugc. Chudi cung ung lién két cac chudi gia tri.

Thuat ngir chudi cung tng thuong di kém véi quan tri chudi cung tng c¢6 mbi
lién quan cu thé dén mot hang hoa nhat dinh. T4t ca hang hoa déu c6 mot chudi cung
ing riéng biét va co nhitng dic diém cac nhau vé mang ludi ciu thanh va phuong
phéap quan tri.

1.1.3. M@ hinh chudi cung iing nguyén liéu san xudt thirc dn chdn nuéi quoc té

Thire dn dung cho chin nuéi hién nay 14 loai thirc dn hdn hop, duoc phdi tron
tir nhiéu loai nguyén liéu theo cong thirc, nham dam bao can bang cac chat dinh
dudng: dam, béo, xo, tinh bot, két hop véi cac loai khoang chat bd sung vitamin, axit
amin, ... pht hop V&i nhu cau caa vat nudi theo timg giai doan phat trién va muc tiéu
San XUat.

Céc nha dinh dudng vat nudi phai tim kiém, nghién ctru trich xuét cac thanh
phan dinh dudng tir nhitng nguon nguyén lidu thd san c6 Voi chi phi tdi wu nhat va
xdy dung cong thic dé chuyén hoa nhitng thanh phan dinh dudng d6 vao khau phan
an, gitup cho vat nudi hap thy téi da dinh dudng

Nguon nguyén liéu thd co6 & khap noi trén thé gidi, tiy vao diéu kién khi hau
th6 nhudng ma mdi ving s& chuyén canh trdng nhitng loai ngii cbc gi cho ning sut

cao nhat.


https://vi.wikipedia.org/wiki/Th%C3%B4ng_tin
https://vi.wikipedia.org/wiki/Nh%C3%A0_s%E1%BA%A3n_xu%E1%BA%A5t
https://vi.wikipedia.org/wiki/Ng%C6%B0%E1%BB%9Di_ti%C3%AAu_d%C3%B9ng
https://vi.wikipedia.org/w/index.php?title=T%C3%A0i_nguy%C3%AAn_thi%C3%AAn_nhi%C3%AAn,_nguy%C3%AAn_li%E1%BB%87u&action=edit&redlink=1
https://vi.wikipedia.org/w/index.php?title=T%C3%A0i_nguy%C3%AAn_thi%C3%AAn_nhi%C3%AAn,_nguy%C3%AAn_li%E1%BB%87u&action=edit&redlink=1
https://vi.wikipedia.org/wiki/Kh%C3%A1ch_h%C3%A0ng
https://vi.wikipedia.org/w/index.php?title=Gi%C3%A1_tr%E1%BB%8B_c%C3%B2n_l%E1%BA%A1i&action=edit&redlink=1
https://vi.wikipedia.org/wiki/Chu%E1%BB%97i_gi%C3%A1_tr%E1%BB%8B

Phan 16n nhitmg ving trong ngii cbc 16n s& gan lién voi hoat dong chin nubdi dé
tan dung ngudn nguyén liéu tai chd giam chi phi chuyén ché, vi vy gia thanh dau ra
cho chan nuo6i s€ canh tranh hon.

Tuy nhién, thire dn hdn hop dugc phdi tron khong chi tir nhitng loai ngii coc
chinh ma con két hop tir nhitng phu pham trong qua trinh san xuat thie dn cho con
ngudi, cd ngudn goc thuc vat va dong vat, ma dic thu timg ving khong thé cung ¢ng
day du.

Chinh tir nhitng diéu trén di hinh thanh nén chudi cung ung nguyén lidu san
Xuit thirc An mang tinh gan két toan cau, tai bat cr noi nao trén thé gidi, cac nguyén
licu sir dung san xuat thirc an hdn hop phai co chi phi canh tranh nhat sau khi di cong
chi phi chuyén ché va thué phi xuat nhap khau, dé c6 dugc diéu nay doi hoi mdi ving
nguyén liéu tham gia vao chudi cung tng toan cau, phai duoc cong nghiép hoa t6i da
nham nang cao ning suét, ha gia thanh dé co tinh canh tranh khong chi tai nudc so

tai ma con c6 kha nang canh tranh trén thi truong quéc té

<D N

~N_ ~_
CUNG NANG | PHU GIA
LUONG '
Bap, Nanh, Lua mi, Axit Amin, ché pham
DDGS,... sinh hoc, ...
Nam My, Hoa Ky, Trung Qudc, Nhat,
Uc, Nga, ... Han, Chau Au, ...

THUC AN
HON HQP

CUNG bAM
Bot xuong thit, bot
long vii, giacam, ... |
Chau Au, Hoa Ky,
Brazil, ...

VILUQNG
Vitamin, Khoang, ...
Chau Au, Hoa Ky,
Trung Qudc, Nhat,
Han, ...

~N_ ~N_

Hinh 1:1: Chudi cung ing nguyén li¢u chinh trén toan cau




Mot sé khu vire cung tng nguyén liéu san xuit thirc n chin nudi chinh trén thé
gidi, tao nén chudi cung tng qubc té nhu sau:

Ngii c6c: Ngb, Pau twong, Liia mi dugc trdng ¢ nhitng ving chuyén canh 16n
nhu Hoa Ky, Nam My (Brasil, Argentina), Nam Phi, Péng Au (Nga, Ukraina), Uc,
Trung Quéc. Do san lugng thu hoach theo mua vu rat 16n, di kém d6 phai c6 hé théng
kho bii phuc vu viéc ton trit va xuit khau, va tai day ho ciing phat trién nhitng nganh
san xuat sir dung ngudn nguyén liéu ngii cdc nhu nha may ép dau dau twong sir dung
dau tuong tai Hoa Ky va Nam M§, nha may ché bién ethanol str dung ngb tai Hoa
Ky, san pham dung lam thyc phadm cho con ngudi, hodc dung lam nhién liéu sinh hoc,
va phu pham tir qué trinh san xuat nhu kho dau twong, DDGS (b ngd 1én men) duoc
str dung 1am nguyén liéu san xuit thirc dn chin nudi va cung Ung trén toan cau

Pam dong vat: gom phu pham trong qué trinh giét mo, ché bién thit gia stc, gia
cam c6 ham lugng dam cao duoc st dung trong cong thuc thirc an hdn hop nhu bot
xuong thit, bot gia cam, bot 16ng vii thuy phan, ... tap trung chi yéu & nhitng khu vuc
c6 nganh ché bién thit phat trién nhu Hoa Ky, Chau Au. Va nhitng san pham, phu
pham tir qua trinh danh bat ché bién dong vat dudi bién nhu bot ca, dau ca bién, ...
tr ving nguyén li¢u chinh & Nam M§ nhu Chi Lé, Peru, ...

Thué so khai ciia nganh san xuat thirc dn chin nudi, con nguoi chi xay xat ngii
coc lam thic an cho vat nudi, ma chua tan dung duoc hét thanh phan dinh dudng
trong cac loai nguyén liéu chinh, hoic sir dung dudi dang thé chua duoc chiét xuat,
1én men, ... Vi sy phat trién manh mé cua khoa hoc dinh dudng vat nudi, va cong
nghé sinh hoc, cac loai ngii cdc, hodc phu pham thay vi st dung truc tiép duéi dang
tho, ngay nay bang nhirng céng nghé hién dai dé chiét xuat thanh nhitng dang nguyén
licu da luong hoic vi luong, nhitng khu vuce c6 nén khoa hoc ki thuat phat trién ho
tién phong trong viéc nghién ctru va cung tng nhirng loai nguyén liéu k¥ thuat cao
nhu axit amin, vitamin va cic chat phu gia, ... nhu Dtc, Bi, Phap va sau nay ho
chuyén giao cong nghé sang cac nudc Chau A nhu Trung Quéc, Nhat Ban, Han Quéc,

... tan dung chi phi nhan cong gia ré dé t6i wu chi phi thanh pham cung &ng.
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Hién tai, Trung Quéc dang la nuéc cung Gng nguyén liéu da qua xir Iy cong
nghé, 16n nhét thé giGi, tré thanh nha cung tng quan trong bac nhat trong chudi cung
{mg toan cau

Céc loai ngii coc tham gia vao chudi cung ng bang viéc giao dich trén san giao
dich Chicago (Chicago Board of Trade) viét tit 1a CBOT, duoc thanh lap nim
1848, 1a san giao dich hang dau vé hop dong twong lai va lua chon twong lai. Dya trén
cac bao cdo cung cau, thong tin vé mua vu, ... hinh thanh nén cac giao dich mua ban
trén san CBOT, xu hudng gia s& dugc quyét dinh theo quy luat cung cau. Bat cir mot
thong tin ndo lién quan dén chudi cung tng, ciing 1a yéu té dé tac dong dén cung cau
va xu hudng gid. Vi du: thong tin dinh cong ctia cong nhan lam vigc tai cac nha may
ép dau dau tuong & Argentina, 1am tri hodn ngudn cung kho dau twong va dau dau
tuong, ngay 1ap tirc gia trén san CBOT sé& bién dong ting do lo ngai viéc thiéu ngudn
cung, cac chuyén hang giao bi tré so véi lich, hoic thoi tiét kho han tai cac ving trong
ngd chinh trén thé giéi nhu Hoa Ky, Nam My, Nga,... du bao san lugng giam, trong
khi nhu cau khong thay d6i, 1a yéu t6 tac dong tang gia khi chénh léch cung cau

Séan luong thire an tong hop trén thé gidi udc tinh dat 1 ty tin hang nam, doanh
thu hon 400 ty d6 la My. Pay 1a mot nganh c6 gia tri khdng 16, thu hut rt nhidu ngudn
lyc tham gia sau rong vao mot chudi cung tng co quy mé toan cau, tir trong trot, ché
bién nguyén liéu, san xuat, tiéu thu.

1.1.4. M@ hinh chudi cung #ng nguyén ligu san xudt thiec dn chdan nuéi dia
phuong

Thanh phan dinh dudng ctia cac nhom nguyén liéu c6 su twong dong, vi vay uu
tién hang dau trong cong thirc san xuat thire dn hdn hop phai dwoc st dung ngudn
nguyén lidu sin c6 tai dia phuong, dong thoi quang ba dé ngudn nguyén liéu dia
phuong dugc tham gia vao chudi cung tng qudc té thong qua cac hdi thao chuyén dé,
tu van gia tri dinh dudng trong thanh phan nguyén liéu mang lai

Tuy nhién, do ning luc san xuét ciing nhu mic dd cong nghiép héa, chuyén
canh, trinh d6 khoa hoc k¥ thuat khac nhau, c6 nhitng loai nguyén liéu duoc san xuat
ra tai dia phuong nhung gia thanh khong canh tranh so véi hang dugc nhap khau tir

cac quoc gia c6 mirc d6 chuyén canh cao. Vi vay, ho s€ chuyén doi co cau cay trong
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tan dung thé manh riéng dé nguyén liéu duoc san xuat ra c6 kha ning tham gia vao
chudi cung tmg nguyén liéu san xuat thirc an chin nudi toan cau.

Tur d6 hinh thanh nén chudi cung tng nguyén liéu tai dia phuong. Tai Viét Nam,
ving trong nguyén liéu khong tap trung, va khong dugc co gidi hoa vi vy gia nguyén
liu khong canh tranh khi dat vao chudi cung tng quéc té, gia ngd nguyén liéu cua
Viét Nam cao hon gia ngd nhap khau tir Nam M§, Nga, Hoa Ky vi vy cac nha may
san xuat thirc dn chin nudi s& khong wu tién sir dung ngd nguyén liéu noi dia, ma tap
trung nhap khau.

Viét Nam c6 mot s loai nguyén liéu sin c6, va c6 thé manh canh tranh vé gia
do san luong va niang suat cao nhu khoai mi (san), bi mi sy, phu pham tir xay xat
lta gao nhu cam gao, tam gao, bot ca tra, bot ca bién (cac loai ca tap trong qua trinh
danh bt tai cac ving bién, xay xat sir dung trong san xuat thizc an hdn hop), mat ri
duong phu pham trong viéc ép mia duong, vo lya hat diéu phu pham trong ché bién

hat diéu xuét khau.

o TN

~_ ~_
CUNG NANG | PHU GIA
LUONG '
Tam, cam gao, cam Mat ri duong, bot
mi, mi lat,... ngot, ...
Mé Kong, Dong Nam bong Nam Bo
Bo, Tay Nguyén

~N_ THUC AN ~_

HON HQP
N R
~ ~
CUNG PAM VI LUQNG
Bot c bién, bot ca Mubi, bot d,...
tra, dau ca, ...
Mé Kong, duyén hai duyén hai Mién
Mién Trung, ... Trung, Ha Nam, ...

~N_ ~_

Hinh 1:2: Chudi cung trng nguyén liéu tai Viét Nam
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Nhirng nguyén li¢u thé manh cua Viét Nam, ngoai sir dung trong nudc, cac
doanh nghiép con tim kiém thi treong dé xuit khau sang cac thi trudng 1an can nhu
Han Qudc, An Do.

Mot thuc trang dang budn, Viét Nam 1a mot nude néng nghiép, nhung tham gia
vao chudi cung tng nguyén liéu cho san xuét thirc an chin nudi hau nhu khong co,
phan 16n nguyén liéu san xuat thirc an chin nudi phai nhap khau, trong khi viée tiéu
thu thire dn chan nuéi chi gigi han trong pham vi noi dia, vi vay anh huéng dén can
can xuat nhap khau, ting ty I¢ nhap siéu.

Viét Nam ludn nam trong top dau thé gigi vé nhap khau nguyén liéu san xuat
thire an chin nuoi, dang tha 5 thé gidi vé san xuat thit lon véi san lwgng 2,8 triéu tan
vao nam 2019.

1.1.5. Cdc thanh phan tham gia chudi cung #ng
M6t chudi cung tng ngii coc qudc té dung dé 1am nguyén liéu san xuat thirc an

chan nudi duoc cau tao tir 5 thanh phﬁn co ban nhu sau:

MOI GIOI

NHA PHAN \
PHOI NHA
NHAP KHAU

Hinh 1.3: Chudi cung #ng ngii céc quéc té

NHA MAY
CHE BIEN

NHA MAY
SAN XUAT

PAI LY/ NGUOI
CHAN NUOI

I. Nong din, nha mdy ché bién ngii coc
Nong dan trong va thu hoach ngii coc, ban san pham la nguyén liéu tho cho nha
may che bién ngli coc, cac nha may che bién ngli coc sau do6 ban lai cac che pham,

phu pham duoc dung 1am nguyén liéu thire dn chin nudi cho cac dai 1y thu gom, hoic
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néng dan ban ngii cdc truc tiép cho cac dai 1y thu gom (duoc goi chung 1a nha cung
cap nguyén liéu), nha cung cip co thé ban nguyén liéu tai thi trudng ndi dia hodc xuat
khau, trong chudi cung tng ngii cdc qudc té, chi dé cap dén hoat dong xuat khau, vi
vy nha cung cap nguyén liéu ciing chinh 14 nha xuét khau

ii. Nha xudt khau

C6 vai tro 1a dai Iy thu gom nguyén liéu tho (ngii cde) tir néng dan, hodc mua
cac ché pham, phu pham tir nha mdy ché bién ngii cdc, va 1a diém khai dau cho chudi
cung tng qudc té cac nguyén liéu c6 ngudn goc tir ngii cdc ding dé san xuat thirc dn
chin nudi. Nha xuét khiu s& théng qua céc trung gian hoic truc tiép chao ban hang

trén san giao dich ngii coc — CBOT bang cac hop dong tuwong lai
. San giao dich hang hoa — CBOT

La noi thuc hién cac giao dich hang hoa (ngii cdc) thong qua cac hop dong twong
lai. Hop ddng twong lai cho phép mot nha giao dich mua hoic ban mot loai hang hoa
(ngil cb¢) ma khong can luu trix, didu nay cho phép cac nha dau co tré thanh mot phan
cta thi truong, phan loai thanh nha dau tu thuc su va nha dau co. Nhom dau tién 1a
nhirg nguodi mua va nha san xuat, st dung hop dong twong lai hang hoa cho muc
dich phong ngira rui ro theo du dinh ban dau. Nhom nay thuc su thuc hién viée giao
va nhan hang hoa thyc té khi hop ddng twong lai hét han. Nhom tht hai 13 nhimg
nha dau co. Pay 1a nhitng ngudi tham gia thi trudng hang hoéa véi muc dich duy nhat
thu loi nhuén tir bién dong gia bién dong. Nhitng nha giao dich nay khong ¢ y dinh
thyc hién hoac giao nhan hang hoa thuc té khi hop déng tuong lai hét han

iv. Nha nhdp khdu

La nhitng ngudi c6 nhu ciu mua hang hoa (ngii c¢b¢) thuc sy cho muc dich st
dung hoic kinh doanh. Bao gém nha nhap khau tryc tiép phuc vy san xuat, dai 1y kinh
doanh nguyén liéu, nha phan phdi. Bang viéc thuc hién cac hop dong nhap khau va
cung mg nguyén liéu tai thi trudng trong nudc, 1a dau ra caa chudi cung tmg ngii coc

toan cau.
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V. Nha mdy san xudt thiee dn chin nuoi

Diém két thuc chudi cung ing ngii cdc toan ciu 12 tai cac nha may san xudt thirc
an chin nudi, ngii cde hodc san pham tir ngil cdc duoc dung 1am nguyén liéu chinh
phéi tron véi cac loai nguyén liéu khac dé san xuat ra thirc an hdn hop hoan chinh,
phuc vu cho chin nudi. Thanh phim dau ra s& 1a khai ddu cho mét chudi cung tng
moi, riéng biét
1.1.6. Dich vu logistics phuc vu hoat dgng cung ieng nguyén vt liéu tir nguén téi
nha may

Véi khéi luong 16n, chudi cung tng nguyén lidu san xuét thire an chan nuoi doi

hoi mot hé thong dich vu logistics da dang dé dap tng day du va kip thoi nhu cau.

LUU TRU VAN
SILO CHUYEN

TOI
CANG

VAN CHUYEN BANG PUONG BIEN

LUU TR[T ( D(”)’ HANG
KHO CANG TAI C[&NG

NHAP

VAN

CHUYEN

TOI NHA
MAY

LUU TRU SILO/
KHO NHA MAY
= SU DUNG

-

Hinh 1.4: So d6 van chuyén ngii coc dén nha may san xuat thirc dn chin nudi

Viéc van chuyén nguyén liéu dugc st dung hoan toan bang duong bién, chi phi
ré phit hop véi dic thu chuyén chd s6 lugng hang hoa 16n, gia tri khong cao va khong
doi hoi khic khe vé thoi gian van chuyén nhu mot sé mit hang thuc pham. Hai loai
hinh dwoc st dung chu yéu:

Van chuyén bang tau x4, hang roi: ngii cc sau khi thu hoach s& duoc dua vao
bon chira (silo) tich trit, sau d6 van chuyén hoic van chuyén truc tiép tir canh dong
thu hoach, bang duong bo (xe tai, hoic tau hoa) dén cac bon chua (silo), hé théng kho
cang dé xuat 1én tau, hoic boc hang tryc tiép tir phuong tién chuyén chd 1én tau xa

tai cang xuat. Tai cac trung tdm xuat khau ngii cc chinh & Hoa Ky va Nam My, ho
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xay dung cac kho bai, bon chira (silo) dé chira nguyén liéu rat 16n dé tich trix va diéu
tiét qua trinh xuat hang, vi mia vu thu hoach tap trung 1 thoi gian ngan, trong khi
nhu cau sir dung duoc trai déu trong nam. Ngoai ra tai cac ving chuyén canh ngii coc
I6n, ho x4y dung cic nha may ché bién sir dung nguyén liéu tho tai chd, xuat thanh
pham dé giam chi phi van chuyén, vi du nhu cic nha may ép dau dau tuong thudng
dugce dat ngay canh cac cang bién, trung tAm xuat ngii cdc tai Nam My (Brazil,
Argentina) hoac cac nha may ethanol dugc dat ngay tai ving nguyén liéu ngé chinh
cua Hoa Ky, va tai ddy ho & xuat thanh pham dung cho thuc pham, hozc nhién liéu
sinh hoc, ddng thoi xuit cac phu pham trong qua trinh ché bién nguyén liéu tho cho
san xuat thire an chin nudi

Mo ta qua trinh trén bang mot sé hinh anh tryc quan van chuyén ngii cc tir
vung trong dén cang bién, xuét 1én tau xa, tai dau nhap thi qua trinh di nguoc lai dén

diém cudi 1a nha may san xuat thirc an chan nudi.

. THU HOACH NONG SAN
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Il. VAN CHUYEN NONG SAN TOI CANG

Hinh 1.5: Hinh &nh thu hoach va van chuyén ngi céc




17

V4n chuyén hang roi, hoic hang bao déng trong container: thudng 13 nhitng phu
pham, hoic nhimg nguyén liéu di qua cong nghé xu 1y, ty 18 sir dung khong qua
nhiéu, vi vay Viéc van chuyén nguyén tau x4 1a khong hiéu qua, thém nita dic thu cua
nhiing loai hang nay c6 gia tri cao hon, va yéu cau diéu kién bao quan khac khe hon.
Hang axit amin, nguyén liéu da luong, vi lugng, phu gia dugc xuat di tir cac nha may
dit tai Chau Au, Trung Qudc, Han Qudc, Nhat Ban, .... Hang phu pham tir xay xat
laa gao nhu cam gao trich ly dong bao xuat bang container tir An Do.

Tai nudc nhap khau, xay dung hé thong cang bién, kho bai chuyén dung phuc
vu cho viéc xép d& hang roi, tu x4, cac nha mdy san xuét thire an chin nuéi tuy theo
cong suat thiét ké phai tinh toan xay dung kho bai, silo chira hang. Viét Nam c6 hé
thdng cac cang bién phuc vu cho hoat dong xép d& hang roi, tau xa: cang Cai Lan tai
Mién Bac, cang Quy Nhon, Cira Lo khu vuc Mién Trung va cum cang Pha My, Cai
Mép khu vuc Mién Nam, vé phuong tién chuyén chd tir cang vé dén nha may sir dung
2 loai hinh van chuyén dudng bo bang xe tai, hodc van chuyén dudng bién/ duong
song bang Sa Lan chi ap dung cho nhiing nha may san xuat thirc an chin nuéi duoc
quy hoach c6 bén tau ven song dé xép d& nguyén liéu.

Tuong tu Viéc van chuyén hang roi tau x4 dé tiét kiém chi phi, thi so sanh gitra
chi phi van chuyén tir cang nhap dén nha may bang sa lan duong bién/dudong song sé
ré hon van chuyén bang xe tai duong b, trong khi sé luong hang hoa xép dd nhiéu
va nhanh hon.

Khi khao sat dau tu xay dung nha may san xuat thirc an chin nudi, viéc lra chon
vi tri ddt nha may rat quan trong, téi uvu duoc chi phi nguyén vt liéu. Nam 1991, tap
doan SCPA (Phap) lién doanh véi Viét Nam thanh 1ap cong ty lién doanh Viét-Phap
San xuat Thire an Gia sic PROCONCO, day la cong ty lién doanh dau tién trong linh
vuc san xuat thie n chian nudi. Bang kinh nghiém sén ¢, ho chon nhitng vi tri déc
dia cho viéc xay dung nha may san xuat thic dn chan nudi, dé t6i wu duge chi phi
logistics, tit ca nha may ho xdy dung c6 mot diém chung 1a déu nam ngay khu vuc
cang bién, c6 bén cang cho viéc bdc d& hang x4 bang sa lan: Proconco Bién Hoa,
Proconco Can Tho, Proconco Hai Phong, ... diéu nay tao ra loi thé canh tranh rat 16n

vi chi phi van chuyén trén mdi don vi nguyén liéu s& ré hon so vé6i nhiing nha may
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khéng c6 dugc loi thé nay. Tai nha may Proconco Can Tho bén song ngoai viéc sir
dung nhap nguyén li¢u tir sa lan, thém mét loi thé nira 1a ho c6 thé xuét ban thanh
pham truc tiép xudng ghe, sa lan chuyén chd, tiét kiém chi phi dong bao, trung chuyén
tir nha may dén dai 1y, tir dai 1y dén ao nudi

1.2. Tong quan vé hoat dong thu mua va quan tri hoat dong thu mua

1.2.1. Thu mua

Thu mua 1a viéc tim kiém nhitng thiét bi, hang hoa va dich vu c6 chét luong tét
nhét cho cong ty hoic t6 chirc va tién hanh thu mua véi muc gia canh tranh nhat. Thu
mua 13 mot hoat dong dugc phat trién, ma rong tir chirc ning mua hang don thuan, so
v6i mua hang thi trong thu mua ngudi ta cha trong nhiéu hon dén cac van dé mang

tinh chién lugc. Thu mua bao gdm céac chudi hoat dong nhu sau:
= Lap ké hoach mua
= Xac dinh céc tiéu chuan
= Nghién ctru va lwa chon nha cung cap
= Phan tich gia tri
= Tai chinh
= BDam phan gia ca
= Mua hang
= Quan 1y hop ddng cung cip
= Kiém soat hang ton kho
= Thanh toan.

Tiéng Anh c6 hai tir chi vé hoat dong “Mua hang — Purchasing” va Thu mua —

Procurement”. Phan tich dé hiéu rd hon su khac biét

“Mua hang - Purchasing” chi dung lai ¢ viéc lién h¢ vdi cac nha cung (tng, nhan
duogc sb luong, ching loai, quy cach hang héa tai thoi diém hop 1i véi chi phi thap
nhat, dugc ghi nhan nhu yéu té dau tién gitip giam chi phi trén tong thé chudi cung

ung, lién ket gitra cac phong ban va mang lai gia tri cho nguoi tiéu dung cudi cung.
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Trong khi d6, “Thu mua” — Procurement dat chiéu sau vé kién thirc, tim ngudn
hang chién lugc, 1ap ké hoach mua hang, chon nha cung tng hop 1i, dam phan va duy
tri tinh 6n dinh ngudn cung. “Mua hang” chinh 1a tip hop con cua “Thu mua”. Ngoai

ra thu mua con bao ham thém chtrc nang “Tim kiém — Sourcing”

“Thu mua — Procurement” lai 1 tap hop con cua “Chudi cung ung — Supply
Chain”. Ty vao quy mé hoat déng va cach thic van hanh cua timg cong ty hoic to
chuc, dich vu “Hau can — Logistics” 1a mot tap hop con ciia “Thu mua — Procurement”
hoic c4 hai cung 13 tap hop con cua “Chudi cung tng — Supply Chain”

1.2.2. Quan tri thu mua

Quan tri thu mua duoc hiéu 1a qua trinh hoach dinh, t6 chire, 1anh dao diéu hanh
va kiém soat moi hoat dong thu mua cia cong ty hoic to chiic nham phuc vy hoat
dong san xuat, kinh doanh dugc hiéu qua, t6i uu hoa chi phi dau vao nham giam gia
thanh dau ra, tang tinh canh tranh, dam bao bién loi nhuan cao trong cting nganh nghé
kinh doanh

Quan tri thu mua c6 2 ndi dung chinh can luu tim:

Xac dinh nhu cau thu mua: Viéc xac dinh nhu cidu mua mit hang nao? Vai s6
lugng bao nhiéu? Mua vao thoi diém nao va voi mic ngan sach nhu thé nao 1a diéu
v6 ciing quan trong, can phai duoc 1am rd trudc hét.

Lap ké hoach thu mua: sau khi xac dinh duoc nhu cau mua hang véi day du
thong tin, budc tiép theo 1a 1ap ké hoach thu mua sé tré nén don gian hon rat nhiéu.

Tat ca cac budc trén déu duogc chi tiét trong quy trinh thu mua cua ting cong ty,

dam bao viéc tuan tha dé quan tri thu mua duoc tét nhat.
1.2.3. Quy trinh thu mua
1.2.3.1. Muc dich, ngi dung va pham vi ap dung

I. Muc dich:

Quy trinh thu mua dugc xdy dyng nham muc dich:
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- Pua ra mot cach thic thdng nhat trong viéc mua nguyén vat liéu hoic hang
hoéa, dich vu cho cong ty.

- Mua hang hoa dtng chét luong, quy cach yéu cau véi gia ca kinh té nhat.

- Pam bao tinh c6 sin cta hang hoa trén co s ké hoach san xuat, kinh doanh,
tranh tinh trang gian doan ngudn cung, hoic phai mua ngoai ké hoach véi chi phi cao
hon.

- Duy tri muc ton kho 6n dinh va an toan theo dinh muc téi thiéu hang thang,
nam, dam bao dong tién dugc luan chuyén véi hiéu suat cao nhat

- Thuc hién muc tiéu tiét kiém cua Ban Giam dbc bang viéc cit giam chi phi bat
bién, lua chon gia téi wu nhat.

- M6 rong nha cung cap, dam bao tinh minh bach trong hoat dong mua hang,
tinh canh tranh hon giira cac nha cung cap, mang lai lgi nhuan sau cung cho cong ty
qua viéc tim kiém nhiéu ngudn hang gia c4, chat luong canh tranh hon.

Ii. Ngi dung:

Yéu cau chung trong xay dung quy trinh thu mua, dé tuan thi

Tat ca nha cung cip nguyén vt liéu, hang hoa va dich vu phai duoc chon loc
va duoc danh gia theo hé thong quan 1y chat lwong do cong ty ban hanh, 1ap danh

sach va duoc Tong giam ddc phé duyét

Déi vai nhitng nha cung cap dich vy theo yéu cau tir co quan quan 1y nha nuéc
nhu hiéu chuan, kiém nghiém, kiém dich, quan 1y moéi trudng, ... phai 1a cac don vi,
co quan chtrc ning ciia Nha Nudc hodc cac té chirc chiing nhan di duoc cong nhan,
cap phép du diéu Kkién, yéu cau thém ddi véi nhitng nha cung cap dich vy kiém
nghiém, phai c6 gidy ching nhan phu hop véi chimg nhan chat lugng ma cong ty
dang ap dung, vi du: chitng nhan ISO 17025 nhu dé cap trong noi dung quy trinh thu
mua theo tiéu chuan 1SO 22000/ 1S09001:2015

Mot s6 truong hop ngoai 18: Bi véi Nha cung cap khong c6 trong danh sach
duoc duyét, chua duge danh gia hoac khong danh gia duoc): Tuy vao thyc té cong

viéc, trinh Tong giam doc xem xét va c6 quyet dinh riéng
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Tat ca nhitng ndi dung trong quy trinh thu mua s& 13 co s& dé phong thu mua ap
dung thuc hién. Trong sudt qua trinh van hanh néu phét hién diém chua hoic khong
phu hop thi ¢6 thé didu chinh, bd sung biang vin ban. Va chi duoc ap dung khi nhan

dugc van ban hoic y kién chap thuan tir Tong giam déc.
iii. Pham vi ap dung:

Déi twong ap dung: Quy trinh, tha tuc thu mua duoc ap dung cho phong mua

hang va cac bg phan lién quan.

Trach nhiém ap dung: Nhiing nguoi thudc phong mua hang co6 trach nhiém ap

dung quy trinh thud tuc cong viéc nay.

1.2.3.2. Quy trinh thu mua nguyén ligu ciia nha mdy san xudt thiec dn chian nuéi

theo tiéu chudn 1SO 22000/ 1S09001:2015

Trong nganh san Xuat thirc an chin nudi. Cong ty Co phan Viét Phap San Xuat
Thic An Chin Nuéi (Proconco) 1a mot doanh nghiép lau nam, va tién phong tai Viét
Nam, vi vay ho c¢6 nhiéu kinh nghiém trong viéc té chirc hoat dong thu mua va quan
tri thu mua, dong thoi xay dung quy trinh thu mua theo hé théng tiéu chuan chat luong
ISO 22000/ 1SO9001:2015.

Co sé 1y thuyét trong bai ludn vin nay sir dung quy trinh thu mua duoc ap dung
tai Proconco dé co cai nhin bao quat hon vé cach thuc to chic hoat dong thu mua
nguyén vt liéu cho nha may san xuat thire dn chin nudi, va chudi cung tmg lién quan,
V6i quy mo khong chi mot nha may don 1é ma quy trinh thu mua ap dung déng nhat
cho toan bo hé théng hon 10 (mudi) nha may trén toan qudc, viéc gan két trong chudi

cung ung 1a rat rong.
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Xac dinh nhu cau/
yéu ciu Nguyén vat liéu

Lwa chon Nha cung cip

bat hang

[ ]
[ ]
[ ]
[ m“p i
[ ]
[ ]
[ ]

Theo doi don hang,
Nhap kho

Thanh toan

Tao h(rp dong,
Don dat hang

[ B4o cdo, Luu hd so ]

Hinh 1.6: So' d quy trinh thu mua nguyén liéu tai nha may san xuit thirc in
chiin nudi theo tiéu chuan 1SO 22000/ 1SO9001:2015
(Ngudn: tai liéu 1SO 2200/1SO9001:2015 cua Proconco)

*Dién giai ngi dung (Phu luc 1, dinh kém)
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1.2.4.  Co sé ly luan ciia viéc toi wu hoéa hoat dong quan tri thu mua
1.2.4.1. Khdi niém vé téi wu héa va toi wu héa hoat dong quan tri thu mua

T6i wu héa 1 tim mot giai phap thay thé v6i hiéu suit chi phi cao nhét hoic
hiéu qua hoat dong cao nhit theo cac rang budc da cho, bang cach tdi da hoa cac yéu

t0 mong muon va giam thi€u cac yéu t6 khong mong muon.

T6i wu héa hoat ddng quan tri thu mua 13 tim kiém nhiing giai phap dé qua
trinh thu mua dat duoc hiéu qua tot nhat, chi phi thip nhit nhung vin dam bao chit
luong, tan dung nguén luc san nhung tao ra dung duogc gia tri cao hon, déng thoi
nhan dién ra nhitng nguy co tir 6 c6 phuong an thue thi, nham giam thiéu ti da rai

ro, thiét hai c6 thé luong trudce duogc.
1.2.4.2. Cdc nhan to\ anh hwéng dén téi wu héa hoat dpng qudn tri thu mua
* Nhin té bén trong

i. Chién Iwec kinh doanh

Chién lugc kinh doanh ¢6 vai trd quan trong ddi v6i su ton tai va phat trién cta
doanh nghiép. Doanh nghi¢p dac biét coi trong quan li hoat dong kinh doanh cua
minh theo chién lugc. Boi vi chién luoc kinh doanh gitp doanh nghiép thdy ré muc

dich, huéng di cua minh.

Chién luoc kinh doanh giap doanh nghiép niam bat dugc co hi trén thi truong
va tao duoc loi thé canh tranh trén thuong truong béng cac nguén luc ¢6 han cho

doanh nghiép v6i két qua cao nham dat dugc muc tiéu dé ra.

Do d6 chién luge kinh doanh ¢6 anh hudng rat 16n dén qua trinh mua hang do
d6 quan tri mua hang ciing phai phu thudc vao chién luoc, tuy theo chién luoc trong

ting giai doan ma cac nha quan tri mua hang dwa ra ké hoach mua hang hop li

ii. Chinh sdch san pham

Cau hoi dau tién khi doanh nghiép bit tay vao kinh doanh 13 doanh nghiép s&
ban cai gi? cho d6i tugng tiéu dung nao? Lya chon ding mit hang kinh doanh, c6
chinh sach mat hang dung dam bao cho tiéu thu hang hoa ciia doanh nghiép. Muén

dat duoc két qua trong kinh doanh doi héi doanh nghiép phai c6 mét chinh sach san
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pham hop li nhdm nang cao hiéu qua san xuat kinh doanh, han ché rui ro dén murc
thap nhat. Khi c6 chinh sach san phdm doanh nghiép s& hinh thanh duoc phuong

huéng kinh doanh, dau tu nghién ctru dung huéng

V&i moi san phém lu6n gén lién v&i mét chu ki séng nhét dinh nén dé c6 mot
chinh sach san phdm dtng dén thi doanh nghiép phai di nghién ctru chu ki séng cua
san phdm nham xac dinh xem san pham d6 dang & giai doan nao cia chu ki séng. Mit
khac véi mdi san pham doanh nghiép phai di nghién ctru xem tinh hinh tiéu thu cia

san pham d6 trén thi trudng va cta ban than doanh nghiép dé nhu thé nao

iii. Ké hogch cung ing

Sau khi x4c dinh nhu cau trong céng tac hoach dinh mua hang nha quan tri phai
dua ra dugc mot ké hoach mua hang chi tiét, phai lya chon dugc mat hang cung ung.
Ké hoach mua hang chi tiét hop 1i phai dam bao lam sao c¢6 du luong hang du trit nhat
dinh pht hop véi nhu cau ban ra. Néu ké hoach khong hop li s& din dén tinh trang

thira hodc thiéu hang du trit gay & dong vé von.

Trong hoat dong kinh doanh cic doanh nghiép thuong kinh doanh nhiéu mat
hang. Mbi mat hang lai chiém vai tro, vi tri nhét dinh. C6 nhiing mat hang giit vi tri
chu dao va ciing c6 nhimg mit hang giit vi tri thir yéu. Nhitng mit hang cha dao 1a
nhirng mdt hang dem lai doanh thu va lgi nhuan 16n mac du tham chi sb luong cua
chung chiém ty trong nho trong mit hang kinh doanh, néu thiéu nhitng mat hang nay
s& anh huong 16n dén két qua hoat dong kinh doanh ctia doanh nghiép. Vi vay doanh

nghiép can phai c6 chinh sach mit hang c6 sy chon lya.

iv. Néng luc sdan xudt kinh doanh trong qud khi

C6 anh hudng 16n dén cong tic quan tri mua hang vi dé xay dung nén mot ké
hoach mua hang hop li phai dya trén két qua tiéu thy ki trude. Vi moi mot mit hang,
doanh nghiép co thé duya trén két qua tiéu thu dé x4c dinh xem mat hang d6 kha nang
tiéu thy nhu thé ndo, va néu c6 duoc két qua d6 thi nguyén nhan do dau dé tir d6 xay

dung dugc mot ké hoach hop 1i hon.
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v. Nguén vén

La diéu kién tién dé vat chét cho moi hoat dong kinh doanh ctia doanh nghiép
dic biét 1a trong mua hang. DAy 1 nhan t quan trong anh hong dén cong tic mua
hang cua doanh nghiép. Khi c6 vén day du thi hoat dong mua hang duoc tién hanh
nhanh choéng, thuén loi, tranh tinh trang day dua trong mua hang, gidm dugc chi phi
trong khau mua. Mit khac viéc dam bao tién von cho doanh nghiép gitp doanh nghiép

chdp duogce céc co hdi trong cac thuong vu kinh doanh.

vi. Co s6 Vit chat ky thugt

b6 1a co s& phan anh thyc lyc cua doanh nghi¢p. Co s vat chat ki thuat tét,
hién dai tao diéu kién tbt trong mua hang boi néu doanh nghi¢p c6 co so vat chét hién
dai. Chang han nhu v&i phan mém quan 1y mua hang thi doanh nghiép sé nhanh chéng
nam bét dugc thong tin, c6 nhiéu co hoi chdp lay thoi co dé mua dwoc hang nhanh
hon, tot hon ... diéu d6 1am ting strc canh tranh cta doanh nghiép so véi cac ddi tha
canh tranh. Nhung néu co so vat chat

vii. Nhédn vién mua hang

Trong hoat dong mua hang cta doanh nghiép thwong mai hanh vi dé sai 1am
nhat 1a mua hang. Mua khong dam bao s& anh hudng truc tiép dén két qua va hiéu
qua kinh doanh ctia doanh nghiép. Vi vy viéc mua hang phu thudc rit nhiéu vao hoat
dong cta con ngudi. Cho nén viée tuyén chon nhan vién 1am cong tac thu mua 1a mot
khau rat quan trong trong hoat dong kinh doanh. Doanh nghiép khong thé giao hang
tuy y cho bat ctr ai va ai mua cling dugc ma doanh nghiép phai c¢6 su lya chon. Mot

nhan vién thu mua gidi phai ddm bao céc tiéu chuan sau:

Kién thitc phong pht: Ngudi nhan vién thu mua phai co kién thuc hiéu biét vé
hang hoa kinh doanh c6 sy hiéu biét sdu rong vé hang hoa ma minh c6 trach nhiém
dam nhan, phai nim duoc cac hoat dong va muc ti€u cia doanh nghiép, hiéu vé thi
truong va biét phan tich anh hudng cuia thi truong, nam duoc chinh sach kinh té cua

nha nudc, hiéu biét phap luat, c¢6 kinh nghiém trong thu mua.

Ning dong, tinh tio: Gioi khai thac thong tin, nam kip thoi tinh hinh bién dong

trén thi truong v€ nhu cau va gia ca.


https://www.google.com/url?q=https%3A%2F%2Fphanmemketoanerp.com%2Fphan-he-quan-tri-mua-hang%2F&sa=D&sntz=1&usg=AFQjCNFuYQPjCmQmzKyrabcOADQ34P_I7A
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C6 kha ning giao tiép: Kha ning giao tiép tot 1a mot trong nhiing yéu t6 c6 loi

cho dam phéan kinh doanh.

Viéc tuyén nhan vién mua hang 1a mét khau rat quan trong. Chon duoc mot
nhan vién mua hang chuyén nghi¢p, c6 kinh nghi¢m la mot loi thé thuc su cua doanh

nghiép.

viii. Nang luc Ciia nha quan tri mua hang

Nha quan trj c6 vai trd quan trong quyét dinh dén sy thanh cong hay thit bai cia
qué trinh mua hang. Nha quan tri 1a nguoi chi dao cho nhan vién mua hang nén ho
phai nim r& duoc vé nhan vién, phai nim rd duoc kha ning cia ting ngudi, biét duoc
ngudi nao c6 kha nang dam nhan viéc mua hang, kha ning thanh cong hay thét bai

cao hon dé tir do co su lya ding dan.

ix. Vi thé cia doanh nghiép trén thi trwong

Néu doanh nghiép c6 vi thé, uy tin trén thuong trudng thi viéc dit mua hang s&
dé dang hon, doanh nghiép s€é dugc cac nha cung trng uu tién hon trong viéc chao
hang, cic nha cung mg ciing chii dong dén chao hang va danh nhiéu diéu khoan wu
dai cho doanh nghi¢p hon, viéc mua hang nhiéu khi tranh duoc tinh trang thu tuc
ruom ra... Do d6 voi uy tin, vi thé doanh nghiép trén thi truong c¢6 anh hudng 16m

dén cong tac quan tri mua hang.

Ngoai ra con c6 cac nhan td khac nhu tinh hinh san xuét kinh doanh, trinh d6

tién bo khoa hoc ki thuét...déu c6 anh hong dén cong tac mua hang.
* Nhén t6 bén ngodi

i. Nha cung cip

Dy 1a yéu té khach quan anh hudng truc tiép dén két qua mua hang cua doanh
nghiép vi néu lya chon khong dung nha cung cip sé khong dam bao kha ning mua
hang cta doanh nghiép, khong dam bao duoc sd lugng hang ban ra. Bi dbi voi doanh
nghiép thuong mai thuong kinh doanh nhiéu mat hang khac nhau. Mbi mat hang c6
thé c6 mot hodc nhiéu nha cung tng. Trong trudng hop nhu vy s& ¢ su canh tranh

cua cac nha cung ung.
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Dé Iya chon ngudi cung tng cho doanh nghiép can dira vao nguyén tic:

+ Khong hoan toan 1¢ thuoc vao mgt nha cung cép dé tao ra su lya chon toi uu
va dé tranh bi ép gia.

+ Can theo ddi thuong xuyén vé tinh hinh tai chinh, kha niang san xuét va kha

nang cung ung cua ngudi cung ung.

ii. Nhu cdu si dung
Dua vao nhu cau sir dung nguyén li¢u tur ké hoach ban hang, ké hoach san xuit

dé co ké hoach mua hang, dap ung dung tién do

iii. Pai thi cgnh tranh

Doi thu canh tranh ¢ anh hudng 16n dén mua hang trong doanh nghiép & ca
mua va ban. D6i thil canh tranh trong mua hang thé hién & chd doanh nghiép ludn
phai doi ph6 voi hang loat cac ddi thu canh tranh, su canh tranh trén thi truong la su
canh tranh vé gia nén dé thing dugc dbi thii canh tranh doanh nghiép phai thuong
xuyén theo doi chinh sach gia cua ddi tha canh tranh, dua ra dugc muc gid khach
hang chip nhan dugc ma cé mirc gia nho hon hodc bing gia cua ddi thu canh tranh
nhung phai dam bao c6 13i. Mubn dua ra duoc mot muc gia thap hon gia cua doi thu

canh tranh thi doanh nghiép phai dac biét chi trong dén cong tac mua hang.

Mua hang 1am sao dé dam bao ban duoc voi gia thdp ma van dam bao co 14i.
Canh tranh khong chi thé hién & cac doanh nghiép thuong mai ma con thé hién ¢ su
canh tranh giita cic nha cung cip. Su canh tranh nay doanh nghiép c6 nhiéu loi hon
boi vi cac nha cung cip ludn tim cach dua ra cac diéu khoan wu dai nham thu hat

khéach hang 1a cadc doanh nghiép tr¢ thanh khach hang ctia minh.

Cho nén doanh nghiép dé dam béo thing cac ddi thu thi ludn tim kiém cac nha
cung cap khac nhau dé lam sao mua doc hang véi gia ré hon cac nha cung cap khac.
C6 nhu thé méi dam bao thing dugc cac doi thu canh tranh thong qua gia.

Vi thé néu nha cung cap nao dua ra gi ca hay cac diéu khoan wu dai thi ho sé

dé dang thu hat duoc cac doanh nghiép quan tim dén hang cua minh.
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Iv. Chinh sach Ciia co quan nha nwoc

Céc co quan nha nuéc ¢ Trung Uong va dia phuong déu c6 anh huéng dén hoat
dong kinh doanh va hoat déng mua hang cua doanh nghiép. Mdi doanh nghiép déu
¢6 cac co quan nha nudc va co quan dia phuong theo doi, kiém tra va giam sat theo

doi cac hoat dong c6 lién quan té1 hoat dong kinh doanh ctia minh.

Thong qua hé thong co quan nha nudc, nha quan tri s& tim dwgc ngudn cung
g tot dam bao duoc muyc tiéu mua hang cua minh. Hon nita co quan nha nude con
anh huong dén viéc mua hang ciia doanh nghiép thong qua cac co ché, chinh sach
nhu thué ... Vi du néu thué cao chi phi mua hang s& ting lam cho gia ca cao va nguoc

lai. Luc d6 doanh phai diéu chinh gia ca cho hop Ii.

1.3. Vai tré ciia hoat dong thu mua trong quan tri chudi cung wng tai nha may

san xuit thire dn chin nudi
1.3.1. Muc tiéu ciia hoat dgng thu mua trong qudn tri chuéi cung ing
Céc nha lanh dao yéu cau hoat dong thu mua phai dat dugc muc tiéu “5 dung”:
+Ping “CHAT LUQNG” — Of the RIGHT QUALITY
+DPung “NHA CUNG CAP” — From the RIGHT SUPPLIER
+Ptng “SO LUQNG” — In the RICHT QUANTITY
+DPung “THOI PIEM” — At the RIGHT TIME
+Ping “GIA” — At the RIGHT PRICE
T d6 xay dung muc tiéu ciia hoat dong thu mua trong quan tri chudi cung ng.
i. Pdam bdo cho hoat dpng ciia cong ty dwoc lién tuc, on dinh
Pay 1a muc tiéu co ban nhat, quan trong nhat va day ciing chinh 1a 1y do ton tai
cua bg phéan quan tri chudi cung ung.
Ii. Mua hang voi gia canh tranh
Mua dugc hang véi gia canh tranh: nghia 1a mua hang véi gid tuong ing véi
cung cau va mutc d6 khan hiém cua hang hoéa do trén thi truong. Poi khi dé dat duoc

muc ti€u nay doi hoi phai co6 su hi€u biét vé két cau va chi phi ciia nha cung cap ciing
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nhu kha ning giup ho cai thién két ciu 4y, tir 46 thoa thuan duoc 1 murc gid cong
bang so v6i chi phi thyc té cia ho. Mot khi mua hang véi gia cao hon nhitng dbi thu

canh tranh, c6 nghia l1a da khong dat dugc muc ti€u nay.
ili. Mua hang 1 cdach khon ngoan

Mua hang khon ngoan nghia 13 luén khéo 1éo thoa man mot cach t6t nhit cac
mit chit luong, dich vu va gia ca phi hop v6i nhu cau ciia minh. Nhu vy thudng
xuyén phai c6 mot 1 su cong tac gilta ngudi mua va doi tuong truc tiép str dung
nguyén vat liéu d6 nham lam rd nhu cau. Bén canh d6, c6 thé hinh thanh nhitng nhom
chtrc niang chéo dé phdi hop va diéu hoa nhu cau cua ddi twong st dung voi kha ning
ctia nha cung cap theo hudng t6i wu.

iv. D triv 6 mikc t6i wu

Maic du viéc duy tri mot ty 1€ vat tu du trir cao s€ dam bao dat dugc muc ti€u
thi nhat, song lai rat ton kém. Trén binh dién chung, mirc dy trit vat tuw & mdi cong ty
1a vao khoang 25 dén 35% mot nam nham dam bao cho qua trinh san xuat tién hanh
lién tuc, nhip nhang. Do vay, cong viéc quan tri vat tu chinh Ia can d6i muc du trix
d6. Néu ap dung hé théng san xuét/ duy trit vira-dung-1uc thi vi¢c dat dugc muc ti€u
nay s& dé dang hon. Ngoai muyc dich giam nhiing that thoat c6 thé xdy ra trong qua
trinh mua hang, van chuyén, dong gbi va du trit, quan tri cung Gng tot con gitp han

ché nhirng thiét hai do vat tu bi hu hong, 15i thoi hay mat cap.
V. Phdt trién nhitng nguon cung cip hivu hiéu va dang tin cdy:

Nhitng nha cung cip sin sang hop tac dé cung giai quyét ric rdi va giam thiéu
t6i da chi phi vat tu cta cong ty mua hang, dé chinh 13 nhitng ngudn lyc vo gia ciia

cong ty do.

Ngay nay, nhiing cong ty tién tién c6 khuynh hudng “mua nha cung cap” chur
khong don thuan 13 “mua hang”. Viéc phat hién, diéu tra, lya chon va trong 1 $6
truong hop phat trién nhitng nha cung cap nhanh nhay, théa méan cac yéu cau dit ra

1a nhiém vy hang dau cua ngudi mua.
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Mot cong ty khong thé dat hiéu suét t6i vu néu khong nhan duoc nguff)n vat tu
6n dinh tir 1 nhom cac nha cung cap dang tin cdy. Chinh vi yéu cdu quan trong nay
ma rat nhiéu cong ty da thiét 1ap cac mdi quan hé chit ché hodc nhirng lién minh san
xuat chién luoc v6i nhimg co sd cung cip — mot phuong phap hiru hiéu dé dat duoc
muc tiéu cua doi bén.

Vi. Giir vitng moi quan hé tot dep véi cdc nha cung cép hién c.

Quan hé t6t v6i nhitng nha cung cip 1a hét stc can thiét, va mdi quan hé véi cac
nha cung cap tiém nang 1a vo gia. Vé lau dai, muc tiéu sb 5 1a kho long duoc dam bao
néu 2 bén khong duy tri duoc su hai 10ng vé nhau. Nhitng nha cung cap tiém ning rat
quan tim va thiét tha duoc 1am an véi 1 cong ty ma ho nhan thiy ddy 1a 1 khach hang
t6t. Va mot khi hop dong duoc thoa thudn s& khong tranh khoi c6 vo sb nhitng van
dé phat sinh trong qua trinh thuc hién. Tuy nhién moi van dé s& dugc giai quyét dé
dang va 6n thoa néu gitta 2 bén ton tai 1 quan hé tdt dam bao duoc loi ich mdi bén.
Khi 4y, nha cung cap sin sang chia sé nhitng thanh qua nghién ctru, cung cap thong
tin vé cic san pham méi va gid cua ho cho ngudi mua hay néi chung ho phuc vu

ngudi mua t6t hon.
vii. Tang cwong hop tic voi cdc phong ban khdc trong cong ty

Muc tiéu chinh ctia quan tri cung tng 13 dam bao cho san xuat duoc tién hanh
lién tuc, nhip nhang. Muén lam dugc diéu d6 thi bd phan cung Gmg phai xac dinh
dugc chinh xac nhu cdu cua cac bd phan khac trong cong ty. Vi vdy, bd phan cung
g phai c6 mdi quan hé chit ch& véi cac bd phan khac trong cong ty, trén tinh than
hop tac, hd tro 1an nhau dé hoan thanh tot nhiém vu chung. B6 phén cung ung can
tham gia vao cic nhom chtrc ning chéo, cung cap kip thoi, chinh xac cac thong tin vé
gia ca, thi truong va cac loai vat tu, dé yéu cau cac nha cung cap dap tng nhu cau 1

cach tot hon nita.
viii. Thwe hién mua hang — cung vng 1 cdach co hiéu qud

Thuc hién duoc dong bd 7 muc tidu néu trén, ciing c6 nghia 12 bd phan cung
ung da dat dugc muc tiéu thur 8 — thuc hién cung ing 1 cach co6 hi¢u qua. bé dat duoc

muc tiéu ndy phai lién tyc kiém tra, cai tién, hop 1y héa quy trinh nghiép vu cung tng.
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1.3.2.  Vai tré cia hoat déng thu mua trong qudn tri chudi cung rng

Vai trd6 quan trong cua hoat dong thu mua da duoc nhin nhan rd ngay tir giai
doan dau khi khai niém Chudi Cung Ung ra doi vao nhitng nim 1980, cung luc voi
su hinh thanh qué trinh giao thuong va trao d6i hang hod, nguyén vat liéu gitra cac

nudc voi nhau.

Hién nay, cac doanh nghiép di bit dau c6 sy thay d6i trong quan niém va danh
gia vé cong tac quan tri thu mua khi khong chi ding lai & viée lién hé véi cac nha
cung tng dé nhan dugc ding sd luong, ching loai, quy cach hang hoa, thoi gian nhan
hang véi chi phi gia ca tot nhat, ma con yéu cau cong viéc phai dat chiéu sau vé kién
thirc va chuyén nghiép vé nghiép vu bao gém: xac dinh ngudn hang chién luoc, lap
ké hoach, lra chon nha cung cap va xay dung tiéu chi danh gia nha cung cap, k¥ ning
dam phan, quan 1y hop dong Quéc Té. Qua dé dua hoat dong thu mua dat tam chién
lugc, tré thanh mang trong yéu trong to chiic doanh nghiép va can su quan 1y hiéu

qua dé mang lai gia trj toan dién cho toan Chudi.

B6 phan thu mua cua cong ty dong mot vai trd quan trong trong cac quyét dinh

quan ly chudi cung &ng.

Chi phi nguyén liéu trong san xuét thic an chin nudi chiém tir 60-65% gia von
hang ban, vi vay hoat dong thu mua s& anh hudng rat lén dén loi nhuan caa cong ty,
hoat dong thu mua khong chi ¢ vai tro mua da s6 lugng, kip thoi gian cho nhu cau
san xuat, kinh doanh ma con phai thu mua véi gia tot nhat, gia dau vao c6 thé canh
tranh so voi d6i thi cing nganh, nham muc dich giam gia thanh san pham, tang doanh

s6, va tang bién do lgi nhuan

Hoat dong thu mua mang lai loi ich cho cong ty bang nhiéu cach khac nhau,
khong don thuan chi vé gia, bdi vi hoat dong thu mua la mot mac xich quan trong
trong chudi cung wng, viéc mua theo ding ké hoach dua ra s& giup giam thiéu rai ro
chi phi vé ton trir, dam bao chat luong nguyén liéu tét nhat, giir cho dong tién va loi

nhuan duoc tdi wu.
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CHUONG 2 THUC TRANG HOAT PONG THU MUA VA QUAN TRI THU
MUA TAI CONG TY TNHH WOOSUNG VIET NAM

2.1. Giéi thigu vé Cong ty TNHH Woosung Viét Nam

2.1.1. Lich si hinh thanh va phdt trién ciia Cong ty TNHH Woosung Vigt Nam

Tap doan Woosung Feed, Inc. tién than 13 Samsung Feeds Center dugc thanh
lap vao ngay 27/12/1968, 1a tap doan san xuét kinh doanh da nganh nghé tai Han
Qudc, véi 3 linh vuc chinh 14 San xuat thirc an chan nudi, Véan tai va Truyén hinh.
Nhim mé rong hoat dong kinh doanh tai thi trudng qué)c té, Tap doan Woosung Feed

Han Quéc da 1an luot m& nha may tai Viét Nam nam 2003 va Trung Quéc nam 2004,

Cong ty TNHH Woosung Vi¢t Nam dugc thanh 1ap vao ngay 19/07/2003. Tru
s¢ chinh va nha may dat tai Khu Cong Nghiép Bau X¢o, Huyén Trang Bom, Tinh
DPong Nai.

- 19/07/2003: Khanh thanh nha mdy san xuat thirc an thily san
- 19/07/2007: Khanh thanh nha mdy san xuat thirc an gia stic-gia cam

- 19/07/2018: Nhan dip ky niém 15 nam thanh 1ap Cong ty TNHH Woosung
Viét Nam. Tong Giam Péc Jeong Joon Young danh gia chang duong 15 nim dau tu
va phat trién tai Viét Nam, déng thoi dua ra ké hoach trong 5 nam té1 va tdm nhin

phat trién cho Woosung Viét Nam.

Thi trudng Viét Nam van con nhiéu tiém ning, tong nhu cu san lugng thirc in
cho nganh chin nubi trén 20 triéu tin/nam. Trong khi san lugng ciia Woosung Viét
Nam 2018 rat khiém tén chi 30,000 tin/nim chiém thi phan rat nho, khong twong

xtung véi quy mo dau tu va tiém nang cuia thi truong.

Hién tai, Woosung Viét Nam dang van hanh hai nha may: mgt nha may thuc an
gia stic, gia cAm va mot nha may thirc an thuy san. Tap doan Woosung Feeds dang
xem x¢ét xay dung thém nha may tai Viét Nam. Tuy nhién cho dén nay, san lugng tai
Viét Nam van chua dat duwoc muc tiéu dé ra nén viéc xay dung thém nha may van
chua dugc tién hanh. Trong 5 ndm téi, muc ti€u cua Woosung Viét Nam la tdng san
luong va xay thém mot nha may thirc an gia stc, gia cAm va mot nha may thirc an

thily san tai Viét Nam. Khi d6, cong ty vira c6 thé tiét kiém dugc chi phi nguyén vat
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liéu vira cung cip dugc cc san pham chat lugng vuot troi dua dén nhiéu dia phuong
6 Viét Nam hon.

Tam nhin cua Woosung Viét Nam c6 2 diém nhan manh;

Thir nhat: Woosung Viét Nam s€ dugc ban dia héa hoan toan. Hién tai, cong
thirc san xuit cia Woosung Viét Nam van dang phu thudc vao Han Quéc. Nho vy,
chét luong san pham tot. Tuy nhién vé sau, cong ty chi tiép nhan cac k¥ thuat cua
Han Quéc va s€ kinh doanh doc 1ap tai Viét Nam.

Thir hai: nhu d3 dé cap ¢ trén d6 chinh 13 sy ting trudong ciia Woosung Viét
Nam. Muc tiéu cia Woosung Viét Nam s& ting trudong gip 5 1an trong vong 5 nim
t6i. Dong thoi xay dung thém nha may tai Viét Nam, gitip cong ty tré thanh cong ty
san xudt thirc an chian nudi tiéu biéu tai Viét Nam.

Vi ké hoach va tdm nhin trén, Woosung Viét Nam da c6 budc phat trién manh
vé san lugng trong 2 nam 2019-20210, cu thé nam 2019 dat 41,000 tan/nim, nim
2020 dat 59,000 tin/nim va ké hoach nim 2021 muyc tiéu dé ra 80,000 tan/nim

Nim 2020 lan dau tién sau 17 nam dau tu tai Viét Nam, Woosung Viét Nam ghi
nhan c6 két qua kinh doanh khong thua 15.

2.1.2. Nganh nghé hogt déng kinh doanh

Cong ty TNHH Woosung Viét Nam duoc cip phép hoat dong theo:

Gidy Chung Nhan Pang Ky Pau Tu: ma s6 du an 4351468634 chirng nhan lan
dau vao ngay 22/01/2002, cap nhat gan nhat Ia chang nhan lan thi hai muoi hai ngay
27/11/2020 do Ban Quan Ly Cac Khu Cong Nghiép Pdng Nai cip. Thoi han hoat
dong cua du an: 50 (nim muoi) ndm ké tir ngay 22/01/2002.

Gidy Chung Nhan Piang Ky Doanh Nghiép Cong Ty TNHH Hai Thanh Vién
Tré Lén: ma s6 doanh nghiép 3600526311 dang ky 1an dau ngay 15/01/2007, cap
nhat gan nhat 1a dang ky thay doi lan 7 ngay 30/11/2020.

Nguoi dai dién theo phap luat: Ong Lim Min Soo, chirc vy: Tong Giam Doc

Noi dung du an dau tu:
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a/ Tén du 4n ddu tu: CONG TY TNHH WOOSUNG VIET NAM
b/ Muc ti€u va quy mo cua dy an:

- San xuat thirc 4n gia stic v6i quy mo khoang 40,000 tan san pham/nim.

- San xut thirc 4n gia cdm véi quy mé khoang 5,000 tan san pham/nam.

- San xuat thirc n thuy san véi quy mo khoang 50,000 tan san pham/nam.

- Kinh doanh bt dong san (cho thué nha xudng vai dién tich 5,200 m2, nha kho
dién tich 2,400 m2 va van phong dién tich 470 m2).

- Thyc hién quyén phan phdi ban budn (khong thanh 1ap co sé ban budn) cic
mat hang thirc an chan nuoi, nguyén liéu thirc an chan nuoi thugc 17 nhém ma HS
nhu sau: 0511.99.90, 0714 (0714.10.11 va 0714.10.19), 1001.99.90, 1005.90.90,
1109.00.00, 1201.90.00, 1504.20.90, 1507.90.90, 1511.90.99, 1513.19.90,
1702.19.00, 2301 (2301.20.10, 2301.20.20 va 2301.10.00), 2302 (2302.40.10 va
2302.30.00), 2303 (2303.10.90 va 2303.30.00), 2304.00.90, 2306 (2306.49.10 va
2306.60.00), 2309

¢/ bia diém thyc hién du 4n: Khu coéng nghiép Bau Xéo, xa Séng Trau, huyén
Trang Bom, tinh Dong Nai. Dién tich dit sir dung: 70,114.10 m2.

d/ Tong vén dau tu caa dy an: 485,598,000,000 (bbn trim tdm muoi lam ty,
nam tram chin muoi tim triéu) ddong Viét Nam, trong duong 22,650,000 (hai muoi

hai tri¢u, sau tram nam muoi nghin) d6 la My.

Bang 2.1: Gia tri, ty I¢ va tién dd gép von

Von Gop | Tylé

STT Nha Pau Tu Tién dd gép von
(USD) (%)
ba gop 20,150,000
USD, 1,000,000 USD s¢&
WOOSUNG FEED
01 21,150,000 | 93.38 | gop trong vong 90 (chin

CO,, LTD .
muoi) ngay ké tir ngay

27 thang 11 ndm 2020)
02 | WOOSUNG CO.,LTD | 1,000,000 441 ba gop du
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. Von Gép | Tylé ) .
STT Nha Pau Tw Tien do gop von
(USD) (%0)
WOOSUNG
03 | TRANSPORTATION 500,000 2.21
CO.,LTD
TONG 21,650,000 | 100

(Nguon: giay chiing nhédn dang ky doanh nghiép, nam 2020)

2.1.3.  Co cdu té chire va b mdy qudn Iy ciia cong ty

[ TONG GIAM POC ]

A 4 A 4

[ KHOI SAN XUAT ] [ KHOI KINH DOANH ]

\ 4
v v v v
~
GIA SUC THUY BAN i
GIA CAM SAN HANG TIEP TH]
Y N

4
[ KHOI CAI TIEN ]

[ KHOI VAN HANH ]

A

A 4

\4 v

A 4

NHAN THU A A
DU AN Q R&D

TAI CHINH
MUA PHAP CHE QC

KE TOAN sy

Hinh 2.1: So dd té chirc cong ty
(Nguon: tai liéu ngi bé, Woosung Viét Nam 2020)
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- Plg dau 1a Téng Giam Ddc ngudi Han Quéc, chiu trach nhiém quan 1y cac
hoat dong cua Cong ty TNHH Woosung Viét Nam, va cling 1a nguoi dai dién theo
phap luat

- Co cAu td chic bo may duogc chia ra 1am 4 khéi chinh: khéi San xuat, khéi
Kinh doanh, khéi Véan hanh, khéi Cai tién. Bung dau 4 khéi 13 Giam Dbc Khéi, duéi
su quan 1y tryc tiép cua Tong Giam Poc.

- Trong ting khéi s& chia ra cac phong chirc ning, dimg dau 13 truong phong

- Khéi San xuat: nha may Gia stc-Gia Cam va nha may Thuy san

- Khéi Kinh doanh: phong Ban hang (bao gom bo phan dich vy khach hang),
phong Tiép thi

- Khéi Van hanh: phong Thu mua, phong Tai chinh-Ké toan, phong Nhan su,
phong Du 4n - Phéap ché

- Khoi Cai tién: phong R&D (nghién ctru va phat trién), phong QA-QC (quan
Iy chat lwong)

- Tong sb nhan vién: 110 nguoi, trong d6 c¢6 1 ngudi qudc tich Han Qudc, con
lai 1a qudc tich Viét Nam
2.1.4. Nding luc sdn Xudt va canh tranh ciia céng ty trong nganh sdn xudt thirc
dn chdn nuoi tgi Viét Nam

Viét Nam 1a mot trong nhitng nude ¢6 quy méd san Xuat thire an chin nudi 16n
trén thé gidi, tong san luong nim 2020 dat hon 32 triéu tan thirc an hdn hop vai toe
d6 ting truong 8%/nam, ding trong top 10 cua thé gidi, nham dap tng nhu cau cho
nganh chin cung c4p san pham thit dong vat, trang, sita, thay san,... cho 100 triéu
dan trong nudc, dong thoi phuc vu nhu cau xuat khau thay hai san dac biét 1a xuat

khau tom.

Gia tri thi truong tiém ning cta nganh san xuat thire an chin nudi Viét Nam
khoang trén 12 ty USD/nam. Vi vdy thu hat rat nhiéu ngudn lyc tir nude ngoai va
trong nudc dau tu vao dé chiém thi phan, tao ra mot méi trudng canh tranh khoc liét,
cac doanh nghiép Viét Nam ngay cang yéu thé va mét dan thi phan vao tay cac doanh
nghiép FDI. Woosung Viét Nam thudc nhom doanh nghiép FDI, nhung thi phan chua

tuong xtng va chua thé canh tranh véi ca cac doanh nghiép noi dia.
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Phén tich s liéu trong 2 ndm gan nhat 2019-2020 dé so sanh chi tiét hon, tir 46
nhin nhan hién trang va dé xuat cac giai phap nham cai thién. Tra 101 duoc ciu hoi tai
sao nhom cac doanh nghiép FDI chiém thiéu sb vé sé luong, nhung chiém linh thi

phan, trong khi Woosung Viét Nam khong 1am duoc?

Bang 2.2: San lwong 2019 cia Woosung VN so véi Tong san hwgng ca nuwéc

SO Thiy Sén
Nim 2019 Gia Cim ¥ Téng
Gia Suc | Gia Cam Ca Tom

Tong san luong thic
ép chan nudi (ngan 14,042 9,943 5,149 1,111 30,245
tan)

San lugng thirc an
chan nubi cua 24.14 16.94 41.09
Woosung (ngan tan)
Ty 1€ san luong thic
an chan nuoi cua 0.10% 0.27% 0.14%
Woosung
(Nguon: Bdo Cdo Thwong Nién 2020-2021 cua trang tin: https://vnfeednews.com/
va sé liéu ngi bg Woosung Viét Nam, 2019)

Bang 2.3: San lwong 2020 ciia Woosung VN so véi Tong san lwgng ca nwéc

Gia Suc & Thiy Sin
Niim 2020 Gia CAm y Téng
Gia Suc | Gia Cam Ca Tom

Tong san luong thic
an chan nu6i (ngan 16,150 10,690 4,690 1,150 32,680
tan)

San lugng thirc an
chin nudi cua 38.74 19.21 57.95
Woosung (ngan tan)
Ty 1€ san lugng thirc
an chan nudi cia 0.14% 0.33% 0.18%
Woosung

(Nguon: Bdo Cdo Thwong Nién 2020-2021 cua trang tin: https://vnfeednews.com/

va sé liéu ngi bg Woosung Viét Nam, 2019)

- San lugng thirc an chan nudi cia Woosung nam 2020 tang 41% so vdi nam

2019, trong khi tong san luong thirc an chin nudi cua Viét Nam nam 2020 ting 8%


https://vnfeednews.com/
https://vnfeednews.com/
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S0 vo&i nam 2019. So véi toe do ting chung cua toan thi truong, thi mirc ting cua
Woosung trong nam 2020 la rat tét, gap hon 5 1an mirc tang binh quén.

- Vi tde do tang truong manh trong ndm 2020, san lugng cia Woosung chiém
0.18% nam 2020, so vai ty 1€ 0.14% trong nam 2019. Tuy nhién, so v&i toan thi
treong thi san lugng caa Woosung chiém ty 1& rat nho.

- Nha may Woosung cd cong suit thiét k& 100,000 tin/nim, san luong nim
2020: 57,950 tin chi dat 58% cong suit thiét ké, tac dong dén bién lgi nhuan cia cong
ty d6 1a 1y do mic du san luong ting 41% nhung van ghi nhan 15, va d6 1a nim tha
17 lién tiép ghi nhan 13, vé&i ké hoach naim 2021 muc tiéu san luong 80,000 tAn/nim
tuong duong 80% cong suat, cong ty Woosung ky vong s& lan dau tién ghi nhan co
1ai.

- Theo théng ké so bd (ngudn nodi bo trong nganh), dé lot top 20 cong ty san
Xuat thirc an gia suc-gia cam 16n nhat. San luong t6i thiéu Woosung phai dat trén
200,000 tan thirc 3n gia stic — gia cam (khong bao gdom thirc an thiy san), véi san
lugng nam 2020 méi chi dat xap xi 39,000 tan thuc in gia stiic — gia cam, muc tiéu
Woosung phai ting san luong gap 5 lan hién tai, dong thoi ting cong suat nha may
1én hon géap doi.

Bang 2.4: San lwong thire dn chin nudi gia stc va gia cAm cia Top 20 cong ty

¢6 san hrong I6n nhat Viét Nam niam 2020

A San lwgng Cam
STT Cong Ty Gia Siic-Gia %z“lm (tAn)
1 |CP 3,470,000
2 | Masan (Anco+Proconco) 1,160,000
3 | Dehues 1,120,000
4 | Japfa 1,070,000
5 | ANT 1,050,000
6 |CJ 986,000
7 | Emivest 965,000
8 | Newhope 900,000
9 | Greenfeed 804,000
10 | Cargill 790,000
11 | Austfeed 510,000
12 | Dabaco 415,000
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n San lwong Cam
STT Cong Ty Gia Siec-Gia Chm (thn)

13 | Vina 360,000
14 | Guyomarc'h 329,000
15 | Hoa Phat 320,000
16 | Haid Feed 310,000
17 | Lai Thiéu 305,000
18 | Tongwei 236,000
19 | Rico 224,000
20 | Sunjin 221,000
21 | US Feed 210,000

Woosung Viét Nam 39,000

(Nguon: So liéu tir Tong Cuc Thong Ké, va so liéu tong hop tir cdc nguon tin trong
nganh, so liéu ngi bg Woosung Viét Nam 2020)

2.2. To6 chuc hoat déng thu mua va quan tri thu mua tai Céong ty TNHH
Woosung Viét Nam

2.2.1. Co cdu té chitc phong thu mua

2.2.1.1 Nguén nhén luc

TRUONG PHONG
THU MUA

\ 4

! GIAM SAT !
" " THU MUA " "
[ NHAN VIEN J [ NHAN VIEN }

THU MUA THU MUA

Hinh 2.2: So’ @ t6 chirc phong thu mua

(Nguon: tai liéu ngi bg Woosung Viét Nam, 2021)
Trinh d§ chuyén mén:

- 1 Ctr nhan Quan tri kKinh doanh
- 3 Clr nhan Nong nghiép — Chan nuo6i thi y

Kinh nghi¢m lam viéc:
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- 50% ngudn lyc c6 kinh nghiém 1am thu mua tir cac tap doan 16n trong nganh
san xuat thirc an chan nudi: CP, Proconco, Japfa, ...

- 50% nguon luc gan bo véi Woosung Viét Nam thoi gian dai, trai qua nhiéu
cong viéc tir Marketing, Sales, Kiém tra chét luong, ...

- Do tudi: tir 35-38 tudi

2.2.1.2. Chirc nang va nhiém vu

Phong thu mua c6 chtic ning theo ddi viéc sir dung nguyén vat liéu, can doi
luong ton kho va dy bao nhu cau s dung nguyén vat liéu dé 1én ké hoach va tién
hanh thu mua véi gia tot nhat, nham dam bao cho hoat dong san xuat kinh doanh va
cac hoat dong hang ngay cta cong ty dugc dién ra mot cach sudn sé. Bén canh d6
phong thu mua con ¢ chirc nang xtr 1y cac thi tuc sau mua nhu 1am hop déng, don
dit hang, theo dbi giao hang, thu thap hoa don lam thanh toan va cac thu tuc ké toan

lién quan theo quy trinh va ding quy dinh cta cong ty.

Tt nhitng chirc nang trén, theo tinh hinh thuc tién hoat dong cua cong ty, nhiém

vu ctia phong thu mua duogc phan b va chi tiét cho ting thanh vién nhu sau:

Nhi€ém vu
Noéi dung M0 ta cong viéce
Nguyén lidu chinh (Nhap khau va noi dia)
- Lam ké hoach mua hang, can ddi t6n kho
- M6 thdu mua hang nhap khau (Bip, Nanh,
DDGS, Lua mi) & hang nguyén liéu chinh
Mua gom ca ngudn nhap khau ban noi dia, va
Nguyén li¢u | ngudn ndi dia
- bat hang: ké hoach giao hang, va xur 1y van
dé phat sinh vé chat luong, t6n that, ..

STT| Vitri

Trudéng - Banh gia nha cung cap: tim klem nha cung
1 phong cp m&i, danh gia nha cung cép cil
Thu Mua - Ké hoach dit hang, theo doi don hang

- Panh gi4 nha cung cap cii, phat trién nha
Mua Bao Bi | cung cdp méi

- So sanh don gia dé can d6i , phan bo don
hang cho tirmg nha cung cap phu hop

- Can db6i dong tién dé lam thanh todn mua
nguyén liéu hang tuan

- Pam phan véi Nha cung cép dé gia han thoi
han thanh toan

Thanh Toan
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STT

Vi tri

Nhiém vu

Noi dung

M6 ta cong viéc

Bao Cao

- B4o c4o tudn: tinh hinh cung tng nguyén
lidu, gi4 thi trudong va ké hoach mua nguyén
li€u chinh

- B4o cao thang: chi phi logistics, tinh hinh
cung ung nguyén liéu hang thang

- Bao c4o gia nguyén liéu chay cong thirc, dau
va gitra thang

Hop véi céac
phong ban

- Hop giao ban cong viéc hang ngay voi1 TGD
va cac bg phan

- Hop v&i P. Cong thirc vé tinh hinh cung tng
nguyén vat liéu, xu hudng gia

- Hop v6i Cong thitc & Thu mua Han Quéc vé
tinh hinh gia nguyén liéu, ké hoach mua, sir
dung nguyén li¢u

- Hop v6i TGD, trudng céc bd phan bdo céo
hoat dong thu mua, hang thang

Quan ly

- T6 chirc va kiém soat cong viée clia nhin
vién thu mua

- Dao tao nhan vién mai

- Binh hudng hoat dong thu mua ding quy
trinh, tudn tha chat ch€ quy dinh

Nhiém Vu
Khac

- Thu tuc xuat nhap khau hang hoa: may moc,
cam tom, ...
- Cac nhi¢m vu khac theo yéu cau cia TGD

Giam sat
Thu mua

Mua
Nguyén liéu

Phu gia, Amino Acid va Premix

- Lam ké hoach mua hang, can ddi ton kho

- Mo thau mua hang nguyén liéu gom ca
ngudn nhap khau ban ndi dia, va ngudn ndi dia
- bat hang: ke hoach giao hang, va xu ly van
dé phat sinh vé chat lugng, ton that, .

- Danh gia nha cung cap: tim klem nha cung
cap méi, danh gid nha cung cap cil

Xuét-Nhép
Khau

Chung tir xuat nhap khau

- Hop d6ng nhap khau

- Mo LC/ UPAS

- Mua Bao hiém hang hoa qudc té

- Lién hé dich vu giao nhan: khai quan, Sép
xép van chuyén

- Theo ddi chiig tir thanh toan thué nhap
khau, phi dich vu logistics vo1 hang tau, cang,

Bao Cao

- Cap nhat cac bao cao lién quan (d6i véi
nhiing nguyén liéu phu trach mua)
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STT

Vi tri

Nhiém vu

Noi dung

M6 ta cong viéc

Nhiém vu
khac

- Cap nhat don hang, va phiéu nhap hang hang
ngay 1én hé thong

- Phy trach ISO cho P. Thu mua

- Cung cap ho so ching tir nhap khau, theo
yéu cau cua ké toan néu co

- Cac cong viéc phat sinh theo yéu cau cua TP.
Thu Mua

Nhan vién
Thu mua

Mua vat tu

- Vin phong pham, d6 dung trong vin phong
- Lam thanh toan
- Lam bdo cdo mua vt tu hang thang

Hop Dong

- Lam Hop Pong, PO mua nguyén liéu

- Phdi hop vé6i P. Phap ché kiém tra cac dicu
khoan hop dong

- Trinh kY va gtri nha cung cip

Thanh toan

- Nhan hoa don
- Chuan bi bg ho so, chirng tir thanh toan mua
nguyén vat liéu hang tuan

Nhiém vu
khac

- Cac cong viéc phat sinh theo yéu cau cua TP.
Thu Mua

Nhan vién
Thu mua

Mua vat tu

- Vit tu phy tung cho san xuat

- Stra chira, bao tri may moc phong Lab, va
cong ty

- Tt ca dé nghi mua, stra chira tir nha may
- Lam thanh toan

- Lam bdo cdo mua vat tu hang thang

Mua
Nguyén li¢u

- Phu trach mua 1 s0 nguyén liéu, dugc chi
dinh tir TP. Thu Mua

- Tim kiém nha cung cap méi

- Tim kiém ngudn nguyén liéu mai theo yéu
cau tir TGD, R&D, hoac ngudn nguyén li¢u
cho xuat khau qua Woosung Han Qudc

Nhiém vu
khac

Diéu chuyén 1 s6 cong viéc tir Gidm sat &
nhan vién thu mua

- Xuat Nhap Khau

- Lam Hop dong, Thanh toan mua nguyén liéu
- Lam ké hoach mua nguyén li¢u, 1én lich giao
hang, ...

2.2.1.3. Vai tro

(Nguén ngi bé Woosung Viét Nam, nam 2021)
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Phong Thu mua thudc khéi van hanh, nhung dudi su quan 1y truc tiép cua Tong
Giam Doc, c6 vai tro dam bao cung trng nguyén liéu dau vao, va vat tu phu ting
cho san xuat va van hanh nha may.

Ngoai vai trd mua dung chét lugng, dung thoi gian, du sb luong, phong thu mua
con co vai trd rat quan trong trong viéc du toan chi phi nguyén vat liéu dau vao, va
du doan xu hudng thi treong, kha nang cung ang tir d6 phong cong thirc tinh toan co
cau sir dung nguyén vat liéu, nham téi wu cong thirc, gia thanh thic dn hon hop san

XUt c6 tinh canh tranh, ting doanh thu va bién d6 loi nhuan.

Chinh vi vai tro quan trong quyét dinh hiéu qua hoat dong cua cong ty, nén doi
ngil nhan sy phong thu mua phai hiéu rd vai trd ciia minh dé c6 nhitng chién luoc,
quyét dinh thu mua hiéu qua nhat, bat cir mot sai soat nao ciing s& anh hudng truc

tiép 1én két qua kinh doanh cta cong ty.

Doi hoi nhan sy phong thu mua phai co kinh nghiém, kién thirc chuyén mén

vitng vang, dic biét c6 ky ning giao tiép thuong luong tét.

C6 mot cau noi: “Chi ¢ ngudi mua lam, chi ngudi ban khong bao gio lam” dé
nhic nhé vai trd ctia nguoi thu mua, phai ludn canh gidc dé tranh nhiing rai ro, sai

sot nhiéu nhat cé the.
2.2.2. Quy trinh thu mua nguyén li¢u tai Cong ty TNHH Woosung Viét Nam

Cong ty TNHH Woosung Viét Nam dang c6 16 trinh tiéu chuan héa quy trinh
theo tiéu chuan 1SO 22000/ 1S09001:2015.

Vi vy quy trinh thu mua dugc xay dung dua theo quy trinh chung cta hé thong
quan 1y chat lwong HTQLCL 1SO 9001:2015, va tham khao quy trinh thu mua cta
Cong ty Proconco, nhung & quy md cong ty nho ¢, khong co hé théng nhiéu nha may
nhu Cong ty Proconco, luu dd quy trinh mua hang ciing trinh tuy 8 budc nhung van

hanh linh hoat va it thu tuc hon.
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Xac dinh nhu cau/
yéu cau N guyén vat li¢u

Lwa chon Nha cung cip

}

Dat hang

[ ]
| ]
| ]
[ 0.,, i',‘;’;i’ ]
[ ]
| ]
[ ]

Theo do6i don hang,
Nhap kho

Thanh toan

Tao ho’p dong,
Don dat hang

[ Bio c40, Luu hd so ]

Hinh 2.3: So' d6 quy trinh mua hang Woosung Viét Nam
(Nguén: tai liéu ngi bg Woosung Viét Nam, nam 2021)
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* Dién giai noi dung (Phu luc 2, dinh kém)
2.3.  Kinh nghiém trén thé gi¢i vé quan tri thu mua trong chudi cung @ng
nguyén liéu thire an chan nuéi

Khoang thoi gian dau thap nién 2000, tai Viét Nam cac cong ty san xuat thirc
an chin nudi to chirc hoat dong thu mua riéng 1é theo ké hoach san xuit ngin han, va
bo phan thu mua ty 16n ké hoach thu mua tir sb liéu tong hop tir cac bd phan lién quan,
vi vy khi c6 bét cur thay d6i ndo vé san lugng ban hang, anh huong tir chudi cung
g déu khong duoc dy bao va ciing nhu cac chién luge nham quan tri quan tri rai
ro, trong khi d6 nganh san xuét thtrc an chin nudi rui ro vé gia mua nguyén liéu dau

vao rat 1én.

Pén gitra thap nién 2010, khi cac doanh nghiép FDI ddy manh dau tu va mo
rong quy mo hoat dong, chiém linh phan I16n thi phan tai thi truong Viét Nam, 70%
vao nam 2015, va 87% vao nam 2018. Hau hét cac tap doan san xuat thirc an chin
nudi 16n trén thé giéi déu dd mé nha may tai Viét Nam nhu: CP (Théi Lan), Cargill
(Hoa Ky), Dehues (Ha Lan), CJ (Han Qudc), Emivest (Malaysia), Jaffa
(Indonesia),... Ngoai tiém luc tai chinh manh, ho mang theo kinh nghiém quan tri
thanh cong duoc dic két trong qua trinh hoat dong 1au nam trong linh vuc san xuat
thize an chin nubi, dong thoi gin két thi truong Viét Nam vao chudi cung tmg toan

cau ma ho da, dang tham gia va khong ngiing ma rong.

Vi cong nghé hién dai, kinh nghiém xay dung cong thirc nham tan dung toi
da ngudn cung tng, nguyén liéu sin co tai dia phuong, cac tap doan da qudc gia tap
trung vao nghién ciru phat trién san pham dé t6i uu héa viéc sy dung nguon nguyén
liéu tai chd, ddng thoi ho s& xuat ngudn nguyén liéu tai Viét Nam di cac nudc nam
trong chudi cung tng toan cau cua ho, vira dam bao dugc gia thanh canh tranh va
kiém soat duoc chit luong tai ngudon ma khong qua trung gian, khong chi tao ra lgi
thé canh tranh véi cac doanh nghiép dia phuong, ma con tao duoc loi thé canh tranh
ngay tai cac qudc gia khac nam trong hé théng toan cau cua ho.

V& mua hang qudc té, tan dung quy mé 16n va toan cau ho mua duoc nguyén
li¢u, hang hoa nong san trén san giao dich ngii coc CBOT véi muc chiét khau cao

hon, va ho ¢6 thé chi dong duoc lich van chuyén khi da kha ning thué nguyén tau x4
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dé chuyén ché hang cho riéng ho véi chi phi thip hon thong qua cac thuong mai
(trung gian dang ra mé tau va ban hang cho nhiéu nguoi mua). Tau hang x4 tai trong
50,000 — 70,000 tan, chi nhitng nha may céng suit 16n nhu CP, Cargill, Greenfeed,
Masan, ... ho méi du kha nang nhap nguyén tau, ky tryc tiép voi nha xuat khau, voi
quy md nhé hon, cac nha may chi c6 thé ky qua cac trung gian thwong mai nhu:

Cargill, LDC, ADM, Cofco, CJ, Gleencore, Enerfo,...

Pé giam thiéu mirc chiét khau qua trung gian, cac tap doan san xuét thirc an
chan nudi quy mé toan cau ho téi wu hoa chudi cung (g bang cach 1ap ra cac cong
ty truc thudc chuyén kinh doanh thuong mai nguyén liéu, vira phuc vu nhu cau cho
hé thong toan cau, vira canh tranh véi cac cong ty chi chuyén kinh doanh nguyén liéu
thuan ma khong tham gia vao qué trinh san xuat thirc dn chin nuéi. Tap doan Cargill
(Hoa Ky) khong chi 1a mot nha san xuét thirc dn chan nudi, ma con 1a cong ty kinh
doanh nguyén liéu khong 16 ho c¢6 nha may kho béi khap cac ving nguyén liéu chinh

trén thé gi¢i nhu Hoa Ky, Nam My (Argentina, Brazil), ...

Tuy vao bién dong gia ca, nguon cung tai ting thi truong trong hé théng toan
cau cua céac tap doan da qudc gia, tai mdi thoi diém c6 nhiéu chuyén hang di tir nhiéu
noi dén nhiéu cang dich khac nhau, ho ¢6 thé diéu chinh cang dich dé dam bao chudi
cung ung ho dugc van hanh nhip nhang, tdi wu hoéa chi phi. Vi du: tap doan CP, ho
c6 hé théng nha may tai Viét Nam, Thai Lan, ... ké hoach ban dau ho thué nguyén
tau x4 van chuyén bap, kho dau tuong tir Nam M§ (Argentina, Brazil) vé cang Pht
My, Viét Nam, trén duong van chuyén chua téi cang dich, nhu cau cua hé thong nha
may tai Thai Lan thiéu hut, hoic bién dong gia chénh 1éch gia gitta Viét Nam va Théi
Lan, t6i wu chi phi ho c6 thé chuyén cang dich vé Thai Lan, va dao chuyén mot chuyén

tau khac theo chiéu nguoc lai, ...

M6t kinh nghiém trong quan tri thu mua tir cac tap doan da qubc gia, 1a ho
c6 mang ludi toan cau, cap nhat thong tin thi trudng chuan xac, va c6 doi ngii phan
tich thi truong dé dua ra quyét dinh mua hang tai thoi diém tot nhat, cac doi phan tich
thuong tap trung tai mot dia diém va ra quyét dinh mua hang cho toan hé théng trén
toan cau. Chi phi cho déi ngii phan tich thi trudng nay rat I6n, tuy nhién gia tri mang

lai trong quan tri thu mua cuc Ky Ién, va ngudn tai nguyén nay dugc st dung cho
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nhiéu linh vuc kinh doanh nhu thwong mai hay san xuét, chi khong riéng 1é chi cho

mot hodc vai muc dich.

T nhirng kinh nghiém trén thé giGi 4p dung vao quan tri thu mua cia cac tap
doan da qubc gia, dé nhan ra rang cac cong ty san xuat thizc an chin nudi cua Viét
Nam khong du tAm voc dé canh tranh, d6 cling 1 1y giai tai sao thi phan san xuat thirc
an chin nudi 1an luot roi vao tay cac doanh nghiép FDI, tinh dén hét 2020, ca nuée
¢6 265 nha may san xuat thirc an chin nudi, nhom cac doanh nghiép FDI chi c¢6 85
nha may, chiém 32% trong khi san luong chiém ti 65% thi phan, riéng CP Viét Nam
chiém téi 20% thi phan.

Gan 75% nha may san xuat thirc an chan nudi cua Viét Nam, da phan quy
mo nho 16, khong chiu ndi ap luc canh tranh tir nhém cac doanh nghiép FDI da giam
quy mé hodc chuyén doi, ngirng hoat dong. Tuy nhién, v6i xu huéng hoi nhap, va
khong mudn bi dao thai, mot s6 nha may san xuat thie dn chan nudi quy chuan lai
hoat dong thu mua, va quan tri thu mua hiéu qua dé tiép tuc ton tai va phat trién. Hién
tai, chi c6 3 doanh nghiép ndi dia c6 quy mo 16n dé canh tranh véi nhom cac doanh

nghi¢p FDI: Masan (sau khi mua lai Proconco va Anco 2015), Greenfeed va Dabaco.

Proconco va Anco sau khi dugc tiép quan béi Masan, di c6 nhitng thay doi
manh m¢ trong quan tri hoat dong kinh doanh noi chung, va quan tri hoat dong thu
mua néi riéng, trudc thoi diém sat nhap Proconco ¢6 5 nha may, Anco c6 6 nha may
trén ca nude, tuy nhién hoat déng thu mua tai tirng nha may mang tinh riéng 1é, thiéu
gan két, va hoat dong thu mua khéng duwgce déng bo trong chudi cung wng, thu mua
tu 1én ké hoach mua hang, bo phan logistics chi lam nhiém vy hd trg sau mua, mot s6
treong hop thu mua mua nhiéu hon ké hoach vi ho nhan dinh gia tét, co thé tich trix
hang va kinh doanh kiém loi nhuan bang viéc ban nguyén liéu, bang nhan dinh cha
quan ma khong tinh toan dugc van dé hau can kho bai cho viéc tich trix hang hoa, va
phan bo dong tién, ciing nhu kiém soat chat lwong ton that,. ..

Sau khi sat nhap, Masan 1a tp doan chuyén vé linh vyc san xuat hang tiéu dung,
nhung ho nhan thiy cdt 161 ciia nganh san xuit thirc an chin nudi 1a phai kiém soat

hiéu qua chi phi nguyén liéu dau vao, c6 nhu vay ho mdi co thé ton tai trong moi
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treong canh tranh khéc liét, ma ho thua thiét so véi cac tap doan da qudc gia, ho dat
trong tam vao xay dung va quan 1y chudi cung ang hiéu qua, va xem dé 1a nhiém vu
trong tdm hang dau, ho dau tu xay dung hé thdng quan tri doanh nghiép ERP dé két
ndi tit ca cac nha may thudc 2 hé thong Proconco va Anco chung, d6ng bo cac bo
phan tir 1am ké hoach nguyén liéu, ké hoach ban hang, dich vu ban hang, thu mua,
giao nhan, kho bai, logistics vao khdi cung ung (Supply Chain), hoat dong thu mua
duogc tach biét chic ning chuyén mon vao phan tich gia ca thi trudng, chon thoi diém
mua va chiu trach nhiém mua du s6 luong, dung chat lugng va thoi diém dam bao toi
vu chi phi ddu vao, c6 tinh canh tranh. Vi vay viéc quan tri thu mua s& dugc chuyén

sau va hiéu qua hon.

2.4. Phan tich va danh gia hiéu qua hoat dong thu mua va quan tri thu mua
tai Cong ty TNHH Woosung Viét Nam
2.4.1. Hién trang hoat dong thu mua va quan tri thu mua
2.4.1.1. Thuc trgng té chirc hogt dgng thu mua tai céng ty

So vé quy md véi cac doanh nghiép trong ciing nganh, hoat dong thu mua tai
Cong ty TNHH Woosung Viét Nam con mang tinh nho 1é, va ké hoach thu mua ngan
han trong khoang thoi gian 3 thang trd lai, khong c6 ké hoach mua qua xa do lo ngai
rai ro vé ké hoach kinh doanh khéng 6n dinh, nguon vén khong ddi dao, kha ning

xoay vong von cham, va hé thong kho bai han ché cho viéc ton tritr hang hoa

T6 chtc bo may thu mua tinh gon, da chirc ning tir viéc 1ap ké hoach, mua hang,
xuat nhap khau, chudi cung tng. Phén tan thoi gian, vi vdy ¢6 mat han ché 1a khong
tap trung vao chuyén mén chinh mua hang, dé tir d6 cai tién va xay dung chién luoc
mua hang duogc hiéu qua

Viéc phan quyén con han ché, anh huong dén nhitng quyét dinh mua hang doi
hoi thoi gian gap rat khong dat hiéu qua

Uy tin trén thi truong bi giam sat do van dé cong no qua han, va chién lugc mua
hang khong duoc nhat quan, co cau to chice thudng xuyén x4o tron lam anh hudng

dén long tin cta cac dbi tac, nha cung cap
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2.4.1.2. Phan tich SWOT

BEN TRONG PIEM MANH

BEN NGOAI CO HOI

Hinh 2.4: So d0 SWOT

- Bio lanh tir tip doan Woosung Han Quédc
- Thuong hiéu tir nudc ngoai
- Dién tich nha may rong, c6 quy dat dé dau tw mo rong

- Vi tri nha may dit tai khu vyc dic dia

- Kha ning xoay vong von cham do hoat dong kinh
doanh kém hiéu qua

- Séan luong khong 6n dinh, ké hoach ngan han va trung

: : han sai Iéch nhiéu
PIEM YEU

- Quy mo6 thu mua nho

- Nhiém ky Téng Giam Ddc nguoi Han Québc chi ¢ 3
nam, khong co tinh ké thira, gay xao tron chién lugc va

t6 chirc van hanh

- Thi trudng cung tng nguyén liéu da dang, nhiéu sy lya
chon

- Thi trudng san xuat thirc an chin nudi phat trién manh,
thi phan ciia nhém doanh nghiép FDI cao, ddu tu nuéc

ngoai mang nhiéu lai hiéu qua
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- Téc do tang truong cua nganh cao, khong bi tac dong
qua 16n tr dai dich Covid-19

- Cac thoa thuan thuong mai, va wu dai tir chinh phu giup
giam chi phi dau vao

- Tinh hinh dich bénh anh huéng dén chin nuéi nhu dich
ta lon Chau Phi (ASF), dich cim gia cam,...

- Gia nguyén liéu ting cao do van dé an ninh luong thuc

- Tap doan 16n xay dung chudi khép kin 3F (Feed-Farm-
Food), quy mé chan nu6i cong nghiép, trai tap trung co
tinh lién két, ho chian nudi (1a ddi tugng khach hang
chinh ciia Woosung) ngay cang thu hep va dan dan bi

dao thai do khong hiéu qua trong kiém soat chi phi.

2.4.1.3. Ké hogch cung rrng nguyén liéu

~N
DU BAO SAN LUQNG
J
N\
DU TOAN GIA NGUYEN LIEU
J

TOI UU NGUYEN LIEU PAU VAO

BO PHAN SAN XUAT KE HOACH KHO BAI VA SAN XUAT
SAN XUAT THEO PON HANG

Hinh 2.5: Lwu d0 1ap ké hoach cung rng nguyén li¢u va sian xuat
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Cudi mdi thang, Bo phan kinh doanh s& giri dir bao san luong cam gia stic-gia

cam, va cam thuy san cho thang tiép theo, va ké hoach cho 3 thang tiép theo

B6 phan thu mua: cin ¢ vao sb lwong ton kho cudi thang, va du bao san lugng
ban hang thang tiép theo dé 1am du toan gia cho tirng loai nguyén liéu. Trach nhiém
cua bo phan thu mua rat quan trong, dir toan can su chinh xac dé t6i vu hoa chi phi

va ¢6 chién lugc kinh doanh hiéu qua.

Bo phan R&D: sir dung bang du toan gia nguyén liéu tir bo phan thu mua, st
dung phan mém tinh toan cong thirc phdi tron dé tdi wu hoa viéc sir dung ting loai
nguyén liéu dam bao duoc cac thanh phan dinh dudng vat nudi véi chi phi gia vén
cho thanh pham t6t nhat, mdi loai nguyén liéu s& c6 ham luong dinh dudng khac nhau
vi du nhu dam, béo, x0, tinh bot, ... viéc két hop cac thanh phan trong mdi loai nguyén
licu cho ra cong thirc cam t6i uvu vé mat dinh dudng va gia thanh. Sau khi ¢ cong
thirc ti wu cho ting loai cam, s& cé bang chi tiét ham luong ting loai nguyén liéu sir
dung dé san xuét, két hop voi san lwong cam (chi tiét tieng chang loai) do bo phan
kinh doanh cung cap dé ra dugc bang tong hop nhu cau ting loai nguyén ligu, d6 1a

co s& cho bo phan thu mua lap ké hoach cung tng nguyén lidu

B6 phan thu mua: nhan bang ké hoach sir dung nguyén liéu cho thang tiép theo
dé can dbi ton kho, va 1én ké hoach nhap hang trong thang, dong thoi lay ké hoach str
dung nguyén liéu 3 thang tiép theo dé c6 ké hoach mua dai han d6i véi nhitng loai

nguyén liéu co6 nguon gbc nhap khau, can thoi gian van chuyén 1au hon

Bo6 phan san xuit: 1én ké hoach san xuit theo don dat hang tir b phan kinh
doanh, chuan bj kho bai dé sap xép nhap nguyén li¢u va xuat thanh pham, san xuat
dung cong thire va dam bao kiém soat chét luong chit ché. Phdi hop véi bo phan thu
mua dé c6 ké hoach nhap hang, dam bao ton kho an toan, nguyén liéu duoc sir dung
theo nguyén tic FIFO (nhdp trudc xuit trudc), va chat luong nguyén lidu dau vao

ludn dam bao.
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2.4.1.4. Qudn ly nguén cung, nha cung cip

Nguyén liéu ding san xuat thire an chin nudi dugc chia theo 2 nhom: nguyén
liéu tho va phu gia theo dic tinh nguyén liéu, nguyén liéu c6 ngudn géc trong nudc

va nguyén liéu c6 ngudn goc nhap khau theo ngudn goc xuat xi nguyén lidu

Mic du 13 nuéc san xuat va xuit khau luong thuc nim & top dau thé gidi,
song nganh san Xut thirc an chin nudi nudc ta van phai nhap khau 70-80% nguyén
liéu tir nude ngoai. Trong khi mdi nam Viét Nam xuat khau khoang 6 triéu tan gao,
tri gia khoang 2,8 ty USD thi lai can nhap toi trén 15 triéu tin nguyén liéu san xuat
thirc dn chin nudi, tri gia gan 3,8 ty USD, nhu vay gié tri nhap siéu riéng linh vuc

luong thyc di 1én toi khoang 1 ty USD méi nam.

Nhitng nguyén liéu c6 ngudn gbc trong nudc: cam gao, tim gao, mi lat (ct
san), ba khoai mi, vo lya hat diéu, mat ri dudng, bot ca bién... Trong s6 nay chi co
cam gao duoc sir dung Véi ty Ié cao trong cong thirc chiém ty trong 13.8%, va bot ca
bién cao dam (55%-60% dam) duoc st dung nhiéu, con lai ty 1& st dung rat han ché
do thanh phan dinh dudng thap, hoic gia thanh cao khi lam so sanh trén 1 don vi

thanh phan dinh dudng mang lai, trong tam 1a thanh phan protein (dam).

Bang 2.5: Ty trong sir dung nguyén liéu trong san xuat thirc dn chin nudi nim

2020
e T PR < " Nam 2020 Ty trong

Nguyén li¢u thirc an chan nuoi (triéu tAn) (%)
Bip (Ngo) 12.3 37.7
Khé dau dau nanh (tuwong) 5.81 17.8
Cém gao ndi dia 451 13.8
Céc loai nguyén li¢u khac 10.05 30.8
Tépg san lugng thurc an chan nudi
(GOm ca thuc an chan nudi cong nghiép va 32.67 100
thirc an tu tron)

(Nguén: Bdo Cdo Thwong Nién 2020-2021 cua trang tin: https://vnfeednews.com/)

Niam loai nguyén liéu dugc sir dung chinh trong thic an hdn hop gom: bap

(ngd), kho dau twong, lta mi, bd bip (DDGS), dam dong vat, Viét Nam nhap khau


https://vnfeednews.com/
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gan nhu 100% do khong trong trot hoic san xuat dugc. Trong nhom nguyén lidu nay,
Viét Nam c6 trong dugc bap (ngd), tuy nhién muc d6 chuyén canh khong cao, ning
suit thap, chat luong khong 6n dinh, trong khi gia thanh cao hon bép (ngd) nhap khau,
vi vay cic nha mdy san xuat thirc dn chan nudi wu tién sir dung bap (ngd) nhap khau
tir Argentina, Brazil, mot phan nho tir Hoa Ky, Nam Phi, Nga, ... tir thang 10/2020
dén thang 03/2021, do tinh hinh thiéu hut ngudn cung bép (ngd) trén toan cau, day
gi4 1én dinh trong vong mot thap nién trd lai ddy, Viét Nam tim kiém thém mot s6
ngudn cung khac thay thé nhu Myanma, An D9, ... tuy nhién, rii ro vé chat luong
thudong khong 6n dinh, mic du gia nhap khau canh tranh hon do khong chiu thué nhap

khau, cudc van chuyén ré hon, va gia chao thap hon.

Phu gia: nguon géc nhap khau 100%, hién tai Viét Nam chwa c6 nha may san
Xuat phu gia, vitamin, axit amin, ... chi mot vai nha may gia cong, phdi tron premix

sir dung ngudn nguyén lidu nhap khau.

Tir phan loai nguyén liéu theo ngudn gbc xuat xu, ta ciing phan biét duoc nha
cung cap gom nha cung cap nodi dia, va nha cung cip nudc ngoai. Nha cung cap noi
dia co thé cung cap nguyén liéu c6 ngudn gdc trong nudc hoic nhap khau, tuong tu
ngudn nguyén lidu co6 ngudn goc nhap khau cé thé dugc cung cap tryc tiép tir nha
cung cip nudc ngoai, hoic nhitng nha cung cip quédc té co vin phong giao dich tai

Viét Nam

Woosung Viét Nam tao dung mdi quan hé véi hau hét cac nha cung cép lau
nam trén thi truong. Thi trudng ndi dia 6 nhitng nha cung c4p 16n chuyén nhap khau
va cung (mg hang nguyén liéu véi s6 luong 16n nhu Khai Anh, Tan Long, Van Son,
... va cac nha cung cp qudc té 16n nhu: Cargill, ADM, LDC, CJ, Coffco, Bunge,
Gleencore, Wilmar, Enerfo, ... va vo sd cac nha cung cip nho I, nha cung cap phu
gia cho nhitng dong nguyén li¢u dac trung, vi du: Methionine tir Sumitomo (Nhat
Ban), Evonik (Ptc), CJ (Han Quéc), Fufeng, Meihui, NHU (Trung Qudc), ...

Nhitng nha cung cip chuyén nhap khau hang dam dong vat: bot xuong thit, bot
16ng vii, bot gia cam, bot huyét, ... tir Chau Au (Y, Puc, Phap), Hoa Ky, Brazil,
Australia nhu: DDP, Chim En, Trung Chinh, An Huy, Héng Ha, Proteina, ... do co
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ché quan 1y cho nhitng san pham nhay cam vé an toan vi sinh, chi mot sé nha cung
cap noi dia nhu néu, c6 mdi quan hé véi co quan quan Iy nha nude duoc thuan loi
trong viéc lam tha tuc nhap khau, ma cac nha may san xuat thirc dn chin nudi du
muébn nhung van khong thé t6 chirc nhap khau tryuc tiép duoc, phan nay s& dugc dé

cap rd hon trong Chuong 3 vé cac kién nghi, giai phap.
2.4.1.5. Chién Iwgc thu mua

Woosung Viét Nam, véi san lwgng 5,000-6,000 tan thire dn chin nu6i hdn hop/
thang, nhu cau nguyén lidu ciing & muirc trong dwong. Tuong tu nhu tat ca cac doanh
nghiép trong cting nganh, chién lugc thu mua dit trong tim vao nhitng nguyén liéu
chinh, gia bién dong lién tuc theo thi trudng, dé chon thoi diém mua hiéu qua nhat,
hiéu qua ¢ day theo nghia twong d6i gia nguyén liéu dau vao khong qua chénh l1éch
SO V&i gia trung binh thi truong, 1a gia ma hau hét cac doanh nghiép san xuat thirc dn
chan nudi mua duoc, xét trén hé quy chiéu cung thoi diém st dung nguyén liéu cho

du thoi diém mua 1a khong giong nhau cho ciing mét thoi gian giao hang.

Bang 2.6: Ty trong sir dung nguyén liéu cho san xuit thic dn hén hep tai
Woosung Viét Nam thang 01/2021

. A £ Sw Gia tri Ty trong (%
Thang 01/2021 | 1 hanh phan S0 | qung | (Tri¢u , T ? o0 :
chinh lwgng % So St Gia
(tan) b) .
lugng dung tri
Nguyén liéu chinh - Nhap khau 5 4215 | 28214| 52% | 70.9% | 66.3%
Bép (Ngo) Tinh bot: 65% 1 2,087 | 12,043 35.1% | 28.3%
Laa mi Tinh bot: 75% 1 388 | 2,289 6.5% | 5.4%
Khé PBau Tuong | Pam: 45% 1 468 4,611 7.9% | 10.8%
Ba bap (ngd) 1én
men E%Ggs) Bam: 26% 1 895 | 5577 15.1% | 13.1%
Bot xuong thit | Pam: 50% 1 377 | 3,695 6.3% | 8.7%
Nguyén li¢u chinh - Noi dia 2 190 2,382 21% | 3.2% | 5.6%
Cam gao bam: 12% 1 110 779 1.9% | 1.8%
Bot ¢4 bién Pam: 55% 1 80 1,603 1.3% | 3.8%
Nguyén liéu khic 90 1,539 | 11,951 | 92.8% | 25.9% | 28.1%
Tong 97 5944 | 42547 | 100% | 100% | 100%

(Nguon: http://wsfeed.com.vn/, thang 01/2021)
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Phén tich sb liéu cung Gng nguyén liéu cia Woosung Viét Nam vao thang
01/2021, san lwong thire an hdn hop ban duoc 5,870 tan, sb lugng nguyén lidu ding
dé san xuét 1a 5,944 tan (chéch 1éch do s6 liéu ton kho cubi ky & mirc twong dbi, dao
dong 5-7%). V6i 7 nguyén lidu chinh: bap (ngd), kho dau twong, laa mi, ba bap (ngd)
1én men (DDGS), bot xwong thit, cam gao, bot ca bién. SO luong nguyén lidu chi
chiém 7.3%, nhung chiém ty trong 74.1% khéi lwong sir dung, twong duong ty trong
71.9% gia tri nguyén liéu sir dung. Gia mua nhém 7 nguyén liéu chinh quyét dinh
phan 16n hiéu qua cia hoat dong thu mua, anh hudéng truc tiép dén gia dau vao va
hiéu suat lgi nhuan cua cong ty, didu nay cho nhac lai vai tro rat quan trong cua hoat

dong thu mua va quan tri thu mua hi¢u qua

Trong nhdém 7 nguyén li€u chinh trén: chia ra lam 2 nhém nho nguyén li¢u chinh
nhap khau va nguyén liéu chinh noi dia. Nhom nguyén liéu chinh noi dia chi chiém
ty trong 3.2% khéi luong sir dung va 5.6% gia tri nguyén lidu sir dung so vai 70.9%
& 66.3% twong (rng ctia nhém nguyén liéu chinh nhap khau, ta ¢ thé thiy duoc trong
tam cua chién luoc thu mua chi tap trung vao nhém 5 nguyén liéu chinh nhap khau.
Paiy ciing 1a nhom nguyén liéu c6 bién d6 gia dao dong rat 16n, ngoai trir bot xwong
thit, 4 nguyén liéu con lai duoc giao dich trén san giao dich ngii cdc Chicago (CBOT),

gia bién dong theo cung cu va nhirng thong tin tic dong dén thi trudng.

Tat ca doanh nghiép san xuét thirc an chin nudi tap trung toi da nguon luc dé
xay dung chién lugc thu mua nhom 4 nguyén liéu chinh trén dé dat dwoc hiéu qua tét
nhat, nhitng doanh nghiép 16n ho dau tu 16n cho ddi chuyén phén tich thi truong dé
chon thoi diém ra quyét dinh mua téi wu. Véi quy mé thu mua khong qua nhiéu, viéc
dau tu mot nhém chuyén phan tich thi truong 14 khong kha thi, vi vay, truong bo phan
thu mua phai truc tiép theo ddi thi truong, dé xuat ké hoach mua va thao luan voi
quan 1y thu mua tai tap doan me tai Han Qudc dé ra quyét dinh mua, tai Han Quéc
tap doan Woosung chiém thi phan 16n nhat nudc nén hoat dong thu mua duoc té chic
rat chuyén nghiép, Woosung Viét Nam tan dung ngudn tai nguyén, dit liéu c6 gia tri
d6 dé téi wu hoat dong thu mua, mic di quy mé thu mua rat nho so véi cac doanh
nghiép 1on nhat trong nudc, nhung vé co ban gia dau vao khong quéa khac biét d6

dugc xem 13 mot thanh cong, va 1a mét loi thé canh tranh so véi nhitng doanh nghiép
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quy mo twong duong & mic vira va nho trong nudc khong co6 dugc su hau thuan tur

tap doan nude ngoai.
2.4.1.6. Kiém sodt ton kho nguyén li¢u

Gia nguyén liéu chiém 60-65% gia thanh san pham lam ra, vi vay Kiém soat ton
kho hiéu qua ciing 1a mot nhiém vu trong tam, giai quyét duoc van dé vé dong tién,
giam chi phi 14i vay, va dam bao nguén nguyén liéu dua vao san xuat dat chat luong
t6t, dic thu ciia nguyén liéu san xuat thire an chin nuéi thoi gian bao quan ngan, chat
lugng giam theo thoi gian vai diéu kién thoi tiét nong 4m nhu & nudc ta rat dé bi moi

mot, méc,

Tham khao kinh nghiém tir mot sé6 doanh nghiép 16n trong nganh san xuat thuc
an chan nudi. Woosung Viét Nam xdy dung muc t6n kho an toan trong vong 22 ngay,
1a thoi gian ton kho trung binh ciia tat ca cac loai nguyén liéu ké ca nguyén lidu nhap
khau va nguyén lidu c6 ngudn goc ndi dia, tiy timg truong hop va nhan dinh tinh
hinh cung tmg trén thi truong, bo phan thu mua s& quyét dinh thoi gian ton kho an

toan cho tirng loai nguyén liéu dé dam bao qua trinh san xuat dugc thong sudt

Bang 2.7: Quan Iy ton kho nguyén li¢u trong nim 2020

Quin Iy tén T1 T2 T3 T4 T5 T6 T7 T8 T9 T10 | T11 | T12
kho - 2020 20 20 20 20 20 20 20 20 20 20 20 20

Ni‘(;f’(gl‘l’)“g 4,020 | 4,780 | 3,593 | 3,323 | 4405 | 5,376 | 4,947 | 5,667 | 7,543 | 7,311 | 5,119 | 6,158
St dung
trong ky | 3,264 | 3,794 | 4,520 | 3,943 | 4,681 | 5,254 | 5,359 | 5,402 | 6,553 | 5,615 | 5,964 | 5,456
(thn)

T"Eyk(l;g:)““i 4706 | 5,741 | 4,184 | 3,189 | 2,767 | 3,013 | 2,545 | 2,761 | 3,769 | 5,242 | 4,278 | 5,019

Songay ton | 5, 38 32 20 16 17 14 13 20 26 24 26
kho (ngay)
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Quan 1y ton kho - 2020
8.000
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5.000
4.000
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T10 T11 T12
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m Nhap trong ky (tdn)  m St dung trong ky (tdn)  m Tdn kho cudi ky (tan)

S6 ngay ton kho (ngay)
45
40
35
30
25

20
15
10

1 2 3 4 5 6 7 8 9 10 11 12
(Nguon sé liéu ngi bg Woosung Viét Nam, nam 2020)
Phan tich s6 liéu ton kho hang thang trong nam 2020, nham danh gia hién trang

va c6 huéng diéu chinh dé chudi cung tmg dwoc hiéu qua

Nhin vao d6 thi quan 1y ton kho — 2020: ¢t nhap trong Ky va cot sir dung trong
ky ngang bang nhau, va cot ton kho cubi ky thap hon 2 cot trudc, bang 1/2- 2/3 1a ton
kho dugc kiém soat t6i, toi vu duoc chudi cung tng & mic cao. Truong hop cot nhap
trong Ky cao hon cot sir dung trong ky, va kéo theo cot ton kho cudi ky cao gan bang
hodc cao hon cot sir dung trong ky, day 1a thoi diém ton kho khong duoc kiém soat

t6t, va chudi cung tng mic do tdi uu hoa chi phi thap.
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Dé c6 cai nhin truc quan hon, d6 thi s6 ngay tdn kho sé& thé hién dwoc thang nao
viéc kiém soat ton kho khong tbt, duong ranh mau do 1a gigi han sb ngay ton kho tdi
vu (22 ngdy), nhirng thang sd ngay ton kho nim phia trén duong ranh mau do 1a
khong hiéu qua, cin tim nguyén nhan dé xu 1y, nguoc lai nhimg thang c6 sé ngay ton
kho nim phia duéi dudng ranh mau do, kiém soat ton kho tét, tdi wu duogc chi phi

trong chudi cung tng.

O day ta thay dugc 3 thang dau nam va 3 thang cubi nam, kiém soat ton kho
khong dugc tét, trong khi 6 thang giira nam ton kho dugc duy tri ¢ ti wu, tham chi

thang 7, thang 8 & muc rét thap (thiéu an toan), ton kho ghi nhan chi 13-14 ngay.

Ly giai cho nhitng thoi diém ton kho cao hon muc ti wu, ¢6 nhiéu yéu to: san
lugng ban hang thép hon du béo, chién luoc tang ton kho dé tich trit hang trong thoi
diém gia tot, hodc thoi diém mua vy, van chuyén tré, hang héa khan hiém, bo phan
thu mua phai tang ton kho dé bao dam an toan tranh ton kho nguy hiém, thiéu hang
cuc bo anh hudng dén san xuét. Tuy nhién, dé kiém so4t ton kho tdt, du bao san lwong
ban hang, nhu cau s dung nguyén liéu phai c6 d6 sai léch & mac twong déi khong
qua 15%, viéc tang hay giam ton kho ngoai mirc tdi wu phai thuc hién mot cach cha

dong, khi d6 vai tro cua chudi cung ang moi phat huy hét duoc gia tri.

2.4.1.7. M4t sé cong cu phan tich thi trwong nham chen thei diém dé ra quyét dinh

thu mua

Bo6 phan thu mua phai cap nhat thong tin thi truong thuong xuyén dé nam bat
xu hudng bién dong gia ca, phan tich, phan doan thi trudng chuan xac, cang chuin
xéc thi quyét dinh cang mang lai nhiéu gia tri. Dong thoi phai c6 k¥ ning lién két
thong tin, va kinh nghiém xtr 1y thong tin dé ra quyét dinh day ciing 1a mot chirc ning

trong quan tri thu mua

Mua dir liéu tir cac trang tin thi truong, hién tai Woosung Viét Nam dang mua

quyén truy cap trang tin www.vnfeednews.com dé xem théng tin tong hop tir thi

truong, s6 liéu cung cau nguyén lidu ¢ thi trudng trong nudc, lich tau vé, lugng hang
vé trong thang va dy kién trong cac thang tiép theo, dic biét tham khao gia nhap tur

tat ca cac ddi tha dé so sanh véi gida mua ciia Woosung dam bao tinh canh tranh hay


http://www.vnfeednews.com/
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khéng, hodc gia nhap khau cua nhitng thwong mai, nha cung cap nhap khau vé ban

trong nudc, dé xac dinh dugc mire gia mua & muc c6 thé chap nhan duoc hay khong.

Theo di bién dong gia cé trén san giao dich ngii cbc Chicago (CBOT) mdi dém,

giao dich theo gio Hoa Ky, dé chon thai diém mua cho hop dong ky han.

Theo ddi cac béo cao cung cau, tén kho ngii cdc trén toan thé gigi do Bo nong
nghiép Hoa Ky - USDA (United States Department of Agriculture) phat hanh dinh
ky hang thang, quy, nam, cac s6 liéu vé théng ké dién tich gieo trong, du kién san
lugng, ton kho cudi vu, thong tin don hang ban hang tuan, va so sanh sé liéu véi cung

Ky cac nam, tac dong truc tiép dén xu hudng gia theo quy luat cung cau.

Pa s6 nhiing qudc gia xuat khau nong san, ngil cc trén thé gigi nhu Trung
Quéc, Brazil, Argentina, Uc, Nga, Canada déu duara nhirng sb lieu tuong ty nhung
chi trong pham vi quéc gia ho, Hoa Ky 1a mot trong nhitng nudc san xuit ngil coc
dung dau Thé gidi, so liéu thong ké day da, nguon tin cay, ngoai ra ho ciing téng hop
duogc thong tin trén toan ciu vao bao cdo thudng nién cua ho. Cac quy dau tu, va cac
nha nhap khau tap trung chii yéu vao bao cao ciia B nong nghiép Hoa Ky - USDA

cho chién luoc thu mua caa minh.
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Bang 2.8: Dy bao ton kho ngii c6c Hoa Ky & Toan Cau nién vu 2020/21

TON KHO NGU COC NIEN VU 2020/21 - HOA KY

United States Ending Stocks

USDA March 9, 2021 - billions of bushels
USDA

2020121 TadeAvg LD
Corn 1.502 | 1471 | 1.502

Soybeans | 0.120 | 0.117 | 0120
Wheat | 0.836 0839 | 0836

Data sources: USDA; Reuters @kannbwx

Ton Kho Ngii Coc Cuoi Ky - Hoa Ky
USDA 09/03/2021 - Ty Gia (1 Gia ~ 35Kg)

Bip (Ngo)

Dau nanh (twong) 0.120

Lua mi

Ky  TnngBih USDA
2020121 ThwongMai Thang 2
1.502 1.471 1.502
0.117 0.120
0.836 0.839 0.836
Nguén: USDA, Reuters

TON KHO NGU COC NIEN VU 2020/21 - TOAN CAU

USDA World Ending Stocks

WASDE March 9, 2021 — millions of tonnes

USDA

2020/21 Trade .,
Corn 287.67 | 28423 | 28653

Soybeans | 83.74 | 8266 | 8336
Wheat 301.19 | 30439 | 304.22

Data sources: USDA; Reuters @kannbwx

USDA Ton Kho Ngii Coc Cuoi Ky - Thé gici
WASDE, 09/03/2021 - tri¢u tan

Bip (Ngo)

Dau nanh (twong) 83.74

Lta mi

Ky  TnmgBwh USDA
2020/21 ThwongMai Thang 2
287.67 | 284.23 | 286.53

82.66 83.36
301.19 | 304.39 | 304.22
Ngudn: USDA, Reuters

(Nguon: trang tin USDA, Reuters, thang 03/2021)

Phan tich dir li¢u tir bao cao dinh ky thang 03, phat hanh ngay 09/03/2021 cua

B6 nong nghiép Hoa Ky - USDA cho biic tranh toan canh vé ngudn cung 3 loai ngii

cbc chinh: Bap (Ngb), Pau nanh (Pau tuong), Lua mi cia Hoa Ky, Nam My (Brazil,

Argentina) va toan cau. 2 trong s 4 nguyén liéu st dung chinh trong san xuat thuc

an chan nuoi 12 Ba bap (ngd) 1én men DDGS, Kho dau dau nanh (dau twong) vi 1a

phu pham duoc lam tir Bap (ngd) va Pau nanh (dau tuong), xu hudng gia va cung

cau s& bién dong theo san lugng, ton kho cua Bap (Ngd) va Pau nanh (Pau tuong).

Doc b4o céo, so sanh s liéu thoi diém thang 3 so véi thoi diém thang 2, diéu

chinh ting hoic giam s& tac dong dén xu hudng thi treong, ton kho cudi nién vu dur

bao giam anh hudng ti nguon cung, khi d6 xu hudéng gia ting, va nguoc lai.
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Ton kho cubi nién vu tai Hoa Ky khong c6 gi thay d6i so voi bao cdo thang 2,
Hoa Ky 1a 1 trong 5 nuéc (gom Argentina, Brazil, Trung Qudc, Nga) c6 san luong
ngil cdc 16n nhat thé gisi, vi vay sb liéu ton kho caa Hoa Ky rat quan trong.

T6n kho cudi nién vu toan cau, Bap (ngd) & Pau nanh (twong) ting trong khi
lua mi giam, s& tic dong trai chiéu t6i xu huéng gia.

Bang 2.9: Dy bao san lwong ngii coc cia Nam MY nién vu 2020/21

SAN LUQNG BAP & PAU NANH NIEN VU 2020/21 - NAM MY

202021
(triéu tan)
CORN SOYBEANS Bip D4u Nanh

g, SR iR, Argentina  Brazil Argentina  Brazil
USDAMarch 47.5 1090 475 1340 |ioin [ a7s T 1m0 | 475 | B340

USDA Feb. ‘ 475 . 109.0 ' 48.0 . 133.0 | |uspAT2 47.5 109.0 480 133 0
USDA201920( 51,0 102.0 48.8 128.5
Neuon: USDA, Reuters

2020/21 South American Crop Production San Lwgng Mua Vu - Nam My

(millions of tonnes)

USDA 2019/20 51.0 102.0 488 1285

Data sources; USDA/FAS; Reuters @kannbwx

(Nguon: trang tin USDA, Reuters, thang 03/2021)
Nam M5 1a viing cung cap ngii co¢ chu luc cia toan thé gidi, vi vay thi truong
rat quan tam dén du bao san lwong tir khu vire ndy, nhirng thay di vé dién tich gieo
trong, tién do gieo trong, thu hoach, dic biét 1a thoi tiét 1am anh huong dén niang suat
thu hoach, tac dong dén ngudn cung toan cau. So Véi bao cdo thang 2, du bao san
luong Bép (ngd) cta Argentina va Brazil tai thoi diém thang 3 khong thay d6i, trong
khi Argentina diéu chinh giam san luong Pau nanh (twong), con Brazil ting. Pong
thoi so sanh véi nién vy truéc 2019/20 Bip (ngd) Argentina giam manh, Brazil ting
manh, trong khi Pau nanh (tvong) Argentina giam nhe, Brazul ting manh, néu tinh
téng ca Argentina & Brazil thi dy béo nién vu 2020/21 san luong dy béo sé ting.
Ngoai ta, hoat dong thu mua con phai theo ddi céc tin tac vé kinh té: khing
hoang kinh té, lam phat, thi truong ching khoén, gia nang luong, tinh hinh thoi tiét,
anh huang dich bénh, tinh trang van chuyén, dinh céng, chinh sach thué cua cac nudc

Xuat khau, ... tat ca nhimng thong tin nay déu cé tac dong truc tiép hoic gian tiép lén
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xu hudng bién dong cua gia nguyén lidu do c6 mbi lién hé chit ché véi nhau trong

chudi cung g toan cau.

Biang 2.10: Nhéap khau Bip (ngd) nim 2020

2020 So véi nam 2019 (%) Ty trong (%)

Thi truong
Luwong Tri gia Luwong Tri gia Luwong Tri gia
Téng cong | 12,072,057 | 2,388,328,498 | 5.01% 2.76% 100% 100%
Argentina | 7,989,840 | 1,570,574,585 | 10.17% 8.57% 66.18% 65.76%
Brazil 3,063,290 | 584,151,189 | -26.18% -29.85% 25.38% 24.46%
Thai Lan 3,584 12,486,379 | -45.76% -32.75% 0.03% 0.52%
An Pj 5,728 1,518,869 182.59% -0.54% 0.05% 0.06%
Lao 1,050 156,641 22.09% 5.55% 0.01% 0.01%

(Nguon: Tinh todn theo so liéu cong bé ngay 13/1/2021 ciia Tong Cuc Hai Quan)

Nhap khau Bip (ngd) tir Argentina chiém gan 70% kim ngach, véi tri gia gan
1.6 ty USD. Vi vay, Viét Nam phu thudc rat Ién vao thi trudng Argentina, nhiing
thong tin lién quan dén chudi cung Gng tai Argentina sé tac dong truc tiép toi thi
truong Viét Nam. Nha nhap khau tai Viét Nam phai cap nhat tin tac hang ngay dé co
ké hoach cung tmg nguyén liéu cho san xuat kip thoi. Nhitng thong tin nhu thoi tiét,
tién do thu hoach, xép d& hang hoa tai cac cang xuat khau lén nhu Rosario, Bahia
Blanca, hay chinh sach thué xuat khau nong san, nhitng bat 6n vé kinh té, chinh trj,
ty gia leo thang, ... s& tac dong dén ngudn cung va gia ca. Noi dung nay s& duoc dua

phan tich chi tiét hon trong nhan dién rui ro va quan tri rai ro.
2.4.2. Ddnh gid higu qud ciia hoat dgng thu mua va quan tri thu mua

Mua hang 1 khau quan trong khong kém gi khau tiéu thu hang hoa vi néu dau
vao khong tot thi kho c6 thé noi dén c6 hiéu qua & dau ra. Vi vay doanh nghiép co
thé dua ra phuong huéng nhim nang cao chat luong cong tac quan tri mua hang.
Thuc chat nang cao cong tac quan tri mua hang 1a viéc doanh nghiép phai dua ra duoc
cac quyét dinh chinh xac hon nita va viéc thuc hién mang lai két qua cao hon trudc
day da lam. Nha quan tri phai luén dam bao cho qua trinh mua hang theo dung chuong
trinh, muyc tiéu da dinh mot cach chii dong, 6n dinh 1au dai, phong phu sao cho doanh

nghiép c6 da hang. Doang nghiép phai dwa ra qua trinh mua hang bao gém: qué trinh
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phan tich, lya chon va di dén quyét dinh mua, mua cai gi? mua cta ai? Gia ca va cac
diéu kién thanh toan nhu thé nao?...Khong nging cang ¢6 va hoan thién timg budc

trong quy trinh mua hang bang céach:

Nha quan tri phai 1ap ké hoach mua hang mdt cach chi tiét, chinh xac dé
qua trinh mua hang dwogc thyuc hién dé dang, khong bi nham 13n. Xac dinh chinh xac
s6 lwong, chung loai, gia ca hang hoa va nha cung cdp hang hoa can mua. Lén ké
hoach chi tiét cho viéc dy trir nhu: chuan bi kho tang, chi phi va lugng hang hoa du

troe.

Nha quan tri mua hang phai luén dam bao cho qua trinh mua hang dién
ra theo ding ké hoach, muc tiéu da xac dinh mot cach chu dong, dam bao nguon
hang 6n dinh lau dai, phong pht sao cho doanh nghiép c6 dii hang ho4 phuc vu cho

hoat dong kinh doanh ciia minh. Tir d6 ¢6 thé thoa méan nhu cau cia khach hang.

Nha quan tri phai luén tim kiém, tao ra ngudén hang tot nhat dé dam bao
cung cap cho qua trinh kinh doanh duoc tién hanh mot cach thudng xuyén lién tyc va

khong nging nang cao chat lugng ngudn hang.

Quan i tét ngudn hang tao nén sy am hiéu va van dung mét cach cé khoa hoc
cac hinh thirc, phuong thirc mua hang sao cho phut hop véi tirng loai hang, véi nguon

luc cia doanh nghiép.

Tang cwdng cong tac quan li kho hang bang phan mém quan 1y ban hang,
bao quan tot hang hod tranh tinh trang hang ho4 bi that thoat, giam ty |é hao hut hang

hoa. Xay dung nhirng kho chuyén dung cho tirng loai hang hoa.

Néng cao ning lwc, pham chat cia di ngii cac nha quan tri: Nha quan tri
phai biét nang cao chat lvgng mua hang bang cach thong qua dao tao va dii ngd nhan
su. Can phai dau tu co s vat chat, kho tang, bén bai mot cach c6 khoa hoc sao cho

phu hop véi nganh hang ma doanh nghiép dang kinh doanh.

T chirc co ciu phong thu mua nho gon, nhung phu trach tat ca cac cong viéc
lién quan tir 1am ké hoach nguyén ligu theo ké hoach ban hang va san xuat, t6 chuc
hoat dong thu mua, va theo ddi nhap hang dam bao duy tri muc ton kho téi wu, dam

bao chat lugng nguyén liéu thu mua theo tiéu chuan cua cong ty hanh, t6 chirc van


https://www.google.com/url?q=https%3A%2F%2Fphanmemketoanerp.com%2Fphan-he-quan-tri-mua-hang%2F&sa=D&sntz=1&usg=AFQjCNFuYQPjCmQmzKyrabcOADQ34P_I7A
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hanh dich vu cung ng tir khai quan, giao nhan hang hoa ca hang xa cang va hang

container, van chuyén, ... ngoai ra con can ddi ngan sach dé 1én ké hoach thanh toan.

Vi ngudn lyc moéng hon nhu nhitng nha may san xuat quy mé 16n, ho xay dung
dugc chudi cung tmg chuyén nghiép, ¢6 cac phong ban chirc ning riéng biét tir 1ap ké
hoach, thu mua, logistics, van chuyén kho bai, ... nhung van duy tri méc tén kho toi
uu hiéu qua.

Xay dung dugc ngudn cung cap chién luoc, dam phan duoc han mtc cong no
t6t, cong ng trung binh 40 ngay so v4i trung binh ctia nganh chi dudi 30 ngay (ma
khong tinh chi phi 13i vay cong thém vao gia). Mdi quan hé uy tin voi hau hét cac nha

cung cap 16n trén thi truong.

Hang nhap khau, duoc su hd tro tir Han Qudc, phan 16n chon duogc thoi diém
mua tét, sé lugng don hang nho nhung do chon dugc thoi diém mua tot, gia twong
duong véi cac nha may quy mo 16n, s6 luong don hang gap nhiéu Woosung Viét
Nam. Chinh vi vay, gia thanh van canh tranh dugc Vi cac ong 16n trong nganh san

XUAt thire &n chan nudi.

Kiém soat ton kho chit chg, linh hoat trong hoan chuyén don hang dé ngoai
chic ning cung mg du hang cho san xuat, tuy tirng thoi diém c6 thé ban nguyén liéu
Vi gia cao khi thi truong thiéu hut hang, va mua lai vao thoi diém khac véi gia thap
hon, ¢6 lgi nhuan, chinh vi tinh linh hoat trong quan tri thu mua, b phan thu mua
con duogc tin nhiém thém 1 nhiém vu kinh doanh nguyén liéu, dé cai thién vao hiéu

qua hoat dong cia cong ty.

Giai doan quy 1/2021 do anh hudng tinh trang dinh cong tai cic cang Xuat nong
san tai Argentina, nguon cung trong nudc thiéu hut do tau bi tré lich giao hang, nhan
dinh duoc tinh hinh d6, cin ¢t vao ké hoach ban hang va san xuat, bo phan thu mua
dé xuat cung tng luong nguyén liéu vira du giam tén kho tdi da, nhung van dam bao
dugc an toan cho sir dung, va ban ra phan 16n nguyén liéu dé thu lgi nhuan, chinh nho
khoan lgi nhuan tir viéc ban nguyén li¢u nay da gitp cong ty ghi nhan lgi nhuan
duong (trong 17 nam hoat dong, loi nhuan 4m do san luong ludn thiap hon diém hoa

vén, tai mac san luong téi thiéu 5,500 tan/thang), so v4i 2 quy gan nhat 1a quy 3 va
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quy 4/2020 san lwong cua Woosung Viét Nam duy tri tai diém hoa von, chi ghi nhan
duoc loi nhuan duong khiém ton, vi vay khoan loi nhuan tir viéc kinh doanh nguyén
liéu tir bo phan thu mua, duge danh gia cao. Tuy nhién, d6 chi 1a loi nhuan nhat thoi,
khong bén vitng vi cdt 16i ctia hoat dong thu mua nham cung tmg di nguyén liéu cho
san Xuat.

X4y dung duoc d6i ngii thu mua c6 k§ ning va chuyén mén tét, chuan hoa quy
trinh thu mua, kiém so4t duoc chi phi mua hang ludn canh tranh, t6i wu chi phi trong
chudi cung g nhu giam gia cudc van chuyén, han ché téi da phat sinh chi phi luu
kho, Iuu bai.

Théng ké chi phi luu kho cang ddi véi hang x4 nguyén liéu Bap (ngd), Kho dau
dau nanh, Ita mi giai doan tr thang 09/2020 dén thang 03/2021

Bang 2.11: Chi phi phat sinh lwu kho cang tir thang 09/2019-03/2021

Thang T9 | T10 | T11 | T12 | T1 | T2 | T3 | T4 | T5 | T6 | T7 | T8
9/19-8/20 19 | 19 | 19 | 19 | 20 | 20 | 20 | 20 | 20 | 20 | 20 | 20
Chi Phi
Luwu Kho Cang | 40 | 22 8 1 1 16 | 81 4 16 3 2 6
BP/KG)
Thang T9 | T10 | T11 | T12 | T1 | T2 | T3
9/20-3/21 20 | 20 | 20 | 20 | 21 | 21 | 21
Chi Phi
Luu Kho Cang 5 8 47 39 13 21
D/KG)

CHI PHi PHAT SINH LUU KHO CANG (VND/KG)
90
80
70
60
50
40

30

20

la_ 1l |
0 l__ ] -_..l I

T9 T10 T11 T12 T1 T2 T3 T4 T5 T6 T7 T8 T9 T10 T11 Ti12 T1 T2 T3
19 19 19 19 20 20 20 20 20 20 20 20 20 20 20 20 21 21 21

(Nguon: so liéu néi bé cia Woosung Viét Nam, thang 09/2019 — thang 03/2021)

o
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Ti wu hoa chi phi lvu kho cang bang viéc sip xép xép d& nguyén liéu tryuc tiép
tir tu, giam chi phi dua hang vao kho va luu kho, dé 1am duoc diéu nay can c6 ké
hoach cung tng vira da va ding thoi diém, dé khéng vuot qua dung tich kho chira
d6i v6i nhitng nguyén lidu chinh, v6i chi phi dwa hang tir tu vao kho trung binh mat
thém 40d/kg, thong thuong don vi khai thac cang s& mién phi luu kho tir 7-21 ngay,
day 1a khoang tao ra loi thé canh tranh néu ké hoach cung tng duoc kip soat tét. Thoi
diém trude thang 09/2019 chua chu trong vao chi phi luu kho, khong c6 su lién két
gitra bd phan thu mua va bg phan kho, vi vay ty trong nguyén li€u dua vao luu kho
rat 1on, trong khi san lwong 2019 chi bang 70% nam 2020. Chi phi luu kho thang
03/2020 ting vot, dwoc giai trinh bang viéc chap nhan tra phi luu kho va chuyén
phuong thtrc van chuyén dé ban hang, chi phi lvu kho nay duoc hach toan vao chi phi

gia von hang ban, co loi nhuan tir hoat dong kinh doanh nguyén liéu.

2.5. Cac yéu anh hwéng dén hoat dong thu mua va quan tri thu mua tai Céng
ty TNHH Woosung Viét Nam

2.5.1. Moi truwong bén ngoai

Anh huong cua bién ddi khi hau trén toan cau, tinh trang kho han xay ra trén
dién rong, tbc 6 sa mac hoa dat nong nghiép ting cao ty 18 thuan véi téc do do thi
hoa rong khap, dat danh cho trdng trot ngay cang thu hep, ning suét cay trong giam,
tinh trang mat mua ngay cang thuong xuyén hon, mic du khoa hoc tién bo nghién
ctiu ra nhing giong cdy trong cho nang suat cao nhung van khong bu dip dugc phan

dién tich trong trot mat di.

Trong khi, nhu cau sir dung nong san, ngii céc ding cho san xuat thirc an chan
nudi va lam thuc pham ngay cang cao do dan s6 thé gidi ngay cang ting, vi vy tinh
trang cung khong du cau, va cac quoc gia lo ngai van dé an ninh luong thyc ngay
cang tram trong hon, khién cho gia nguyén liéu san xuét thirc an chin nuéi lién tuc
tang va ngudn cung ngdy cang khan hiém, hoat dong thu mua ngay cang kho khin
hon, phai di tim kiém nguén hang tir nhitng thi trudng mai, rai ro trong Kiém soat

chat luong va thuong mai.
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Nhu cu thu mua néng san, ngii cdc ding san xuét thire dn chin nuéi tai Trung
Qudc rat 16n, va ho san sang tra gia cao hon dé thu mua duogc nhiéu nhit c6 thé, dam
bao an ninh lwong thuc cho qudc gia, ho sang Viét Nam thu mua ngudn néng san
trong nudc V4i gia rat cao dé sir dung cho nhiéu muc dich khac nhau, khong chi riéng
dé dung cho san xuét thirc an nhu Viét Nam. Pon ctr nhu trudng hop loai nong san
truyén théng ¢ Viét Nam duoc trong rat nhidu trude day tai cac ving dat kho han,
khong mau m& nhu khoai mi (san), tan dung ngudn nguyén liéu tai chd gia thanh ré
dé dung trong san xuat thirc an nudi, nham giam gia thanh thirc an hdn hop ban ra.
Tuy nhién, tir khi Trung Qudc tap trung thu gom ngudn hang nay dé san xuat con, thi
gia nguyén liéu ting cao dot bién va cung khong du cau, viéc thu mua khoai mi (san)
dé sir dung cho muc dich lam nguyén lidu san xuat thirc an chan nudi 1a khong thé
canh tranh lai vé gia, néu dugc thi gia cao ciling khong con lgi thé vé ngudn nguyén
liéu sén c6 tai chd véi gia ré nira.

Ngay cang nhiéu tip doan 16n quy mo toan cau, chu trong dau tu vao nganh san
Xuat thirc an chan nudi tai Viét Nam, véi nguon luc tai chinh manh va kinh nghiém
trong quan trj ho to chtic rat chuyén nghiép, chién lugc thu mua tét va c6 tinh lién két
toan cau, dong thoi ho timg budc téi wu chudi cung wng, han ché téi mic thap nhat
su I¢ thudc vao nha cung ing bén ngoai. Trong khi d6 Woosung Viét Nam khong c6
duoc loi thé canh tranh nhu vay, mic du thuée nhom doanh nghiép FDI, c6 sy tro luc
tr tip doan me tai Han Qudc, va gia nhap thi truong Viét Nam rat sém, nhung da bo
15 nhiéu co hoi dé phat trién, hién tai sau 17 nam hoat dong thiéu hiéu qua, co sé ha
tang xudng cap, tiém luc tai chinh yéu, khong tao ra duoc sic bat dé canh tranh, dan
bi dao thai.

Loi thé vé sir dung nguyén liéu tai chd gia ré tai Viét Nam hau nhu khong co,
phan 16n phai nhap khau, vi vay gia thanh thirc 4n chin nudi cao, va ning suat chin
nudi tai Viét Nam thap hon, din dén gia thanh cta san pham chin nudi cao hon so
V6i gia nhap khau. Doanh nghiép dan chuyén huéng nhap san pham chin nudi vé
kinh doanh hon 14 cht trong dau tu cho san xuat chin nudi, trong khi d6 sau thai gian
phat trién nhanh, tong cong suit clia cac nha may san xuat thirc an chin nudi trong

nuée d3 vuot qua dung luong thi trudng, nhung dic thu san pham thire an chin nudi
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khong phu hop dé xuit khau vi thoi han sir dung ngin 2 thang va tinh toan chi phi
cho chudi cung wng tir nhap nguyén lidu dén xuat ban thanh pham 13 khong thé canh
tranh dugc Vi san xuét tai chd. Thi phan dan sé roi vao tay cac doanh nghiép c6 quy
mo 16n, mot khi ho ti uu héa triét dé chudi cung ang, véi chi phi thap hon vai chuc
ddéng nhung nhd quy mé 16n tao ra stc canh tranh rat Ién, voi quy mé nho 1é nhu

Woosung Viét Nam rat kho dé ton tai va phat trién.
2.5.2. Moi truwong bén trong

Do tinh trang kinh doanh thiéu hiéu qua, loi nhuan 4m trong nhiéu nam lam vén
cha hiru giam xubng, déng thoi chi phi 13i vay cao. Dong tién phuc vu cho hoat dong
thu mua nguyén lidu ludn trong tinh trang thiéu hut, anh huéng dén ké hoach thu mua,

va thuc hién hop dong, ké hoach nhap hang.

Nhitng rii ro lién quan dén tinh phap 1y trong qua trinh thuc hién hop dong, do
thudng xuyén vi pham vé diéu khoan thanh toan, trong tinh hinh thi trudng khan
hiém, gi4 ting cao dot bién, nhitng nha cung cap thuong quay lung hodc gy ap luc
thanh toan ding han dé tién hanh thuc hién hop dong, gay khé khin cho hoat dong

thu mua va viéc quan tri thu mua hiéu qua.

Chinh sach dii ngd so v6i mat bang chung trong nganh khong tot bang, moi
truong va diéu kién lam viéc khong du sac thi hat ngudoi tai. Nhan su bo phan thu
mua c6 kinh nghiém gan bé 1au nim véi cong ty theo kiéu quen viéc, nhung kha ning
va tu duy phat trién khong duoc danh gia cao, khong bat Kip dugc véi xu hudng trong

quan tri thu mua hién dai.

Chua chuan héa dugc quy trinh 1am viéc theo hé thong quan 1y chat luong 1SO,
vi vay xtr 1y cong viéc con mang ning tinh dinh tinh, theo y kién chii quan cua tirng
bo phan, thiéu tinh gan két va kiém soat chi phi dwoc hiéu qua. Tam ly dun day trach
nhiém va cac bo phan thuong can thiép vao cong viéc chuyén mon ctua bd phan thu
mua, bo phan ban hang doi hoi gi thu mua nguyén liéu phai bang hoac tét hon nhirng
cong ty trong top 20 (s6 liéu & phan trude), trong khi gia ban thirc dn phai bang hoic

thip hon dé co thé ban dwoc hang vi 1y do thuong hiéu yéu hon. D6 1a nhitng doi hoi
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hét sirc phi 1y, trong khi s6 liéu dwa ra mot chiéu khong duoc kiém chung va khong

c6 cai nhin khach quan tong thé toan thi truong.
2.5.3. Nh@n dién rii ro va quan tri rai ro trong hoat dgng thu mua

Thi truong nguyén lidu san xuét thirc an 1a mot thi truong hang hoa phai sinh
bién dong hang ngay, co tinh lién két thong tin trong mot chudi cung ¢ng rong 16n
trén toan cau vi vy hoat dong thu mua c6 rat nhiéu rai ro tiém an, viéc nhan dién dé
¢6 phuong an han ché tac dong cua rui ro c6 thé xay ra 1a mot trong nhitng chiic nang
quan trong trong quan tri thu mua, nham xay dung chién lugc thu mua hiéu qua, va

t61 uu hoa chudi cung tng phuc vu hoat dong thu mua tét hon.

Thee nhdt, rii ro vé nguén cung. Nhu da dé cap trong yéu té anh huéng tir moi
treong bén ngoai, rai ro vé ngudn cung khi san lugng nong san, nguyén liéu san xuat
thirc an chan nuoi phu thudc nhiéu vao thoi tiét. Thi truong tap trung vao cac thong
tin thoi tiét tau cac ving trong ngil céc chinh nhu Nam My¥, Hoa Ky, Trung Quéc,
Nga, Uc, ... giai doan gieo trong, tirng thoi Ky sinh truéng va thu hoach, thoi tiét bat
loi s& anh huong nhiéu t6i nang suat va chat lugng thu hoach. Vi du: do anh huong
hién tuong El Nino 1am giam lugng mua tai khu vuc Nam My, dién tich gieo trong
thu hep, it mua trong giai doan gieo trong va sinh truong cia cy bap (ngd) va dau
nanh (twong) 1am giam du bao san luong thu hoach bip (ngd) va diu nanh (twong)
cia Nam MY, anh hudng dén tong cung trén toan cau, hoic thoi diém thang 3 thu
hoach chinh vy dau nanh (tuong) tai Brazil, nudc san xuat dau (nanh) twong 16n nhat
thé giai, thoi tiét mwa nhiéu anh huong dén téc do thu hoach va chit lwong dau nanh
(trong) khong tét do am cao, ddng thoi s& lam cham tién do gieo trong vu bap (ngd)
chinh tiép theo, nhitng thong tin trén s& duoc thong ké va so sanh véi dit liéu cac nam
trude d6 nhu ty 1é thu hoach va ty 1& gieo trong vu mai téi thoi diém 30/03. Nhitng
thong tin nhu trén s& ngay 1ap tic tac dong dén dién bién giao dich trén san CBOT,
tlly vao nhan dinh xu huéng dé c6 quyét dinh mua hang, s6 liéu dé dua ra dy bao cho
céc hop dong twong lai, ngudi mua can phai cé k§ nang phan tich va kinh nghiém dé

danh tring thi truong.
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Thet hai, rui ro vé& du bao nhu cau nguyén liéu, ké hoach thu mua nguyén liéu
thuong dua trén dy béo vé san lwong ban hang. PSi v6i nhom nhitng nguyén lidu
chinh, nhap khiu tir nudc ngoai, dé khong bi dong trong ké hoach sir dung phai c6 ké
hoach mua hang trudc tir 3-5 thang tham chi ky hop dong nhap khau trude 1 ndm néu
nhan dinh dugc xu hudng gia. Tuy nhién, du bao san Iugng ban hang thuong co sai
s6 rat 16n, chi khi ndo téng két thang méi c6 duoc con sé chinh xac cua thang dé vi
khong ai ¢6 thé tinh toan duoc chinh xéac sé luong ngudi mua s& mua trong twong lai,
trong khu thu mua phai c6 ké hoach mua tir trudc. Hai truong hop, néu san lugng ban
hang cao hon du béo din dén sb lugng nguyén liéu mua trude khong du, lic nay thu
mua phai tién hanh thu mua thém véi chi phi tai thoi diém d6 ma khong cé Iya chon
nao khac c6 ruai ro vé gia va ngudn cung trong truong hop thi truong dang du cung
thi mua duoc gia tot hon, san luong ban hang vuot s& c6 loi nhuan vuot so véi ké
hoach, nguoc lai khan hiém nguon cung, sé luong mua thém phai mua véi gia cao, vi
vay san lugng ban hang vuot sé khong dat duoc ky vong vé loi nhuan nhu ké hoach,
vé trudong hop tht 2, néu san luong ban hang thap hon du bao, rii ro vé ton kho ting
cao, chat luong nguyén lidu giam, trong truong hop gia nguyén liéu tai thoi diém do
tang so voi gia mua, c6 thé ban ra dé kiém lgi nhuan, néu nguoc lai dé giai quyét van
dé tén kho, ban lai nguyén liéu s& phai chiu 13, trudng hop van giit ton kho cao thi rui
ro vé viéc str dung nguyén liéu gia cao hon cho ky san xuét tiép theo trong khi c6 thé
mua duoc don hang méi gia thap hon. Quan trj rai ro vé du béo nhu cau nguyén liéu,
bo phan thu mua phai c¢é chién luoc mua hang phu hop, tiy vao nhan dinh xu huéng
thi truong, néu xu hudng gia tét co thé mua truéc 100% nhu cau theo du bao ban
hang, xu hudng gia 6n dinh hoic tang thi chi mua truéc tir 60-80% nhu ciu va tiép
tuc theo ddi xu hudng gia, & mua lugng con thiéu tai thoi diém sir dung, téi vu chudi
cung tng va quan tri rai ro: mua 80% nhu cau trudc va 20% s& mua theo gia thi

truong cho thoi gian giao hang ngay.

Thee ba, rui ro vé chinh sach, nhu tinh hinh kinh té, chinh trj tai tirng quéc gia,
khu vuc c6 thé tac dong 1am gian doan chudi cung tmg. Vi du: Cac coéng doan cong
nhan lam viéc tai cac nha may ép dau dau tugng, cong nhan boc xép tai cang, hoic

cong doan cong doan nganh van tai thudng xuyén td chirc dinh coéng doi tang luong,
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thoi gian dinh cong c6 khi kéo dai hang thang troi, 1am dinh tré hodc dong xuét khau,
thoi diém cudi thang 12/2020 dén giira thang 01/2021 cac cong doan cong nhan tai
Argentina ddng loat dinh cong, té liét tit ca cac hoat dong tai cang xuét, hang trim
tau neo ddu doi xép d& hang, thoi gian van chuyén kéo dai hon 1 thang so véi lich
ban dau, diéu nay lam cho ngudn cung tai Viét Nam bi thiéu hut trén dién rong, day
gi4 1én cao, nhu di dé cap ¢ phan quan 1y hang ton kho, cac nha may san xuat thirc
an chian nudi chi t6i wu t6n kho khoang 3 tuan I&, mot khi cac chuyén hang tir
Argentina tré gan 1 thang, ngudn cung bu dip tai chd 14 hau nhu khong thé, diéu nay
rat nguy hiém. Hodc dé dam bao an ninh luong thuc, chinh pha mét sé quéc gia quyét
dinh ra Iénh cam xuat khau, hoic ting thué xuat khau dé ¢am bao wu tién phuc vu
nhu cau trong nudce trude tién, diéu nay s& gay ap luc cho cac nha nhap khau, khi ho
bi dong trong ké hoach va can thoi gian dé chuyén huéng sang céc thi truong khac,

nhung khong thé thay d6i ngay mot ngay hai.

Thee tw, nhitng rai ro khong thé ludng trude duge. Rui ro vé dich bénh, dich
Covid-19 tir cubi naim 2019 tai Trung Qudc sau d6 1ay lan ra toan cau, thoi gian dau
anh huong dén chudi cung tng tir Trung Qudc 1am thiéu hut ngudn cung vé cac san
pham phu gia, nha may, bén cang phong toa hang héa bi un & trong khi nhu cau sir
dung nguyén lidu san xuat thirc 3n chin nudi van déu din, dan dén khan hiém ngudn
cung cuc bo day gia 1én cao ky luc, sau d6 khi Trung Qudc kiém soat duoc dich bénh,
phuc hoi lai hoat dong san xuat d¢ay manh xuat khau sang Hoa Ky, Chau Au thi tai
day dich bénh bung phat, phong toéa toan qudc, nén kinh té bi dinh tré, ddn dén tinh
trang mat can d6i vé xuat nhap khau, Hoa Ky thiéu hut vo container rong dé xuat
hang hoa ndng san di, vi Trung Qudc thu hit phan 16n voé container rong dé day manh
xuat khau hang hoa sang Hoa Ky, Chau Au, cudc tiu bién ting phi ma, mét lan nira
chudi cung tng toan cau lai bi anh huéng. Hoac nhitng rai ro bat ngd nhu vu tau Ever
Given cia hing tau Evergreen mic can tai kénh dio Suez (Ai Cap) tir ngiy
23/03/2021 1am té liét tuyén van tai duong bién huyét mach ndi Chau Au voi Chau
A, va bd Tay nuéc My t6i Chau A. Theo Co quan Quan 1y kénh dao Suez (SCA),
khoang 12% giao thuong toan cau di qua kénh dao Suez véi tong s6 18.829 tau ché

1,17 ty tn hang hoa trong nam 2020. [15], va theo udc tinh 15% luong lta mi, va
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7% bip (ngd) cua thé gisi dugc van chuyén qua kénh dao Suez, mic du chi 1a 4ch tat
tam thoi nhung cling anh hudng dén dong chay thwong mai ngii ce toan cau, thoi
gian kéo dai cang lau thi rai ro vé thiéu hut ngudn cung tai tai Chau A, bao gém ca
Viét Nam 1a diéu khong tranh khoi, phét sinh thém vé thoi gian néu tiép tuc cho giai
ctru tau, hodc chuyén hudng di qua miii Hao Vong (cuc nam Chau Phi) thi mat thém
7 ngdy, kém theo gia cude ting cao do tén thém nhién liéu. Nhitng rui ro nhu trén
khong ai luong trude dugc, quan tri rai ro bang cach xir 1y hiéu qua chudi cung wng
sau khi xay ra rui ro, va tich lity kinh nghiém dé ddi pho rii ro tuong tu vi khong ai

biét duoc rui ro s& c6 thé xay ra khi nao.
2.6. Kétluan chwong

Noi dung chuong di sau vao hién trang to chac hoat dong thu mua va quan tri
thu mua tai Cong ty TNHH Woosung Viét Nam. Hiéu rd hon vé quy mo, cach thuc
t6 chirc va van hanh hoat dong thu mua cta cong ty, nhin ra duoc nhitng kho khin,
bit cap dé dé ra cac giai phap nham hoan thién, nang cao hiéu qua cua hoat dong thu

mua, va quan tri thu mua nham muc tiéu huéng téi téi wu hoa chudi cung uang.

Phan tich SWOT dé tim ra diém manh, diém yéu, co hoi va thach thirc, dong
thoi phan tich cac yéu té anh huang tir moi trudng bén ngoai va moi trudng bén trong
dén hoat dong thu mua va quan tri thu mua, biét dugc vi thé cia cong ty trén thi

treong, nham xay dung chién luoc linh hoat va phu hop vai noi tai.

Phan tich s liéu, dé chi rd tim quan trong cua viéc kiém soat ton kho, quan tri
chudi cung wng hiéu qua trong nha may san xuat thirc dn chin nudi, nham t6i wu hoa
chi phi.

Nhén dién duoc cac rii ro trong qua trinh van hanh thuc tién va dé ra cac phuong
an dé quan tri rai ro hiéu qua, xac dinh tiring trong tim nham xay dung chién lugc thu

mua tdt, st dung hiéu qua ngudn luc sin co.
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CHUONG 3: TOI UU HOA HOAT PONG QUAN TRI THU MUA, NHAM
XAY DUNG CHUOI CUNG UNG HIEU QUA TAI CONG TY TNHH
WOOSUNG VIET NAM

3.1. Xu thé phat trién ciia nganh san xuat thirc dn chin nudi trén thé giéi

3.1.1. Xu thé phdt trién ciia nganh chin nudi trén thé gidi

Chan nubi 1a nganh kinh té quan trong trong san xuit nong nghiép cua thé gidi,
1a du ra cua cac san pham nong nghiép va nganh san Xuat thirc an chian nudi. Vai
thap ky tro lai ddy nganh chin nudi trén thé gidi co su phat trién manh mé ca vé quy

mo, phurong thirc san xuat, chat luong san pham, va dic biét 1a nang suat.

Khi ma cac nguon luc, tai nguyén dat dai ngdy cang can Kiét, bién doi khi hau
dang dién ra gay gat trén toan cau. Xu thé phat trién ctia nganh chan nuéi trén thé gioi

duoc du bao sé& bi anh huéng va can cé sy diéu chinh .
Nhu cau vé san pham chin nudi ngay cang ting.

D6 thi hoa co tac dong dang ké dén cac mo hinh tiéu thu lwong thuc néi chung
va nhu cau d6i vai cac san pham chin nudi ndi riéng. D6 thi héa thuong kéo theo sy
giam dién tich san xuat va dan sb lam nong nghiép, nhung s& lam gia ting tiéu thu

san pham chin nudi dong lanh va ché bién.

Mot nguyén nhan dan dén ting nhu cau vé san pham chin nudi 1a tang truong
thu nhap. Tir nam 2020 dén ndm 2050, ty 18 tang truang thu nhap binh quan dau nguoi
trén toan cau hang nam udc tinh 2,5%. Khi thu nhap tang, thi chi tiéu cho cac san
pham chin nudi ciing s& tang (s6 liéu trude khi dich Covid-19 tan pha nang né nén
kinh té toan cau, ting trudng Am trong nim 2020 va phuc hdi mét cach cham cham
tir nim 2021 do thé giGi van chua thé kiém soat hoan toan dich bénh). Tang truéng
tiéu thu thit, stta & cac nudc cong nghiép duoc du doan s€ cham hon so vai cac nén

kinh té dang phat trién.

Nhu cau lwong thuc cho san pham chin nudi sé ting gan gap doi & ving can
Sahara chau Phi va Nam A, tir 200 kcal/ngudi/ngay vao nam 2000 dén khoang 400

kcal/ngudi/ngay vao nam 2050.
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Mt khac, & hau hét cac nueée OECD d c6 luong hap thy calo cao cua san pham
dong vat (1.000 kcal/ngudi/ngay trd 1én), mie tiéu thy s& khong thay doi, trong khi ¢

Nam MYV va cac nudc thudc Lién X0 cii s€ tang 1én.

Du bao mtrc tiéu thu thit va sira binh quan/ngudi/nim & cac nude phat trién dén
niam 2030 twong tng 1 89 va 209kg va dén nim 2050 twong tng 1a 94 va 216kg. O
cac nude dang phat trién dén nam 2030 twong tng 13 38 va 67kg, dén nam 2050 14 44
va 78kg.

Tong mirc tiéu thy thit, sira & cac nudc phat trién dén nam 2030 tuwong Ung 1a
121 trigu tin va 284 triéu tan, dén ndm 2050 1a 126 va 295 triéu tan. Con & cac nudc
dang phat trién, tong mic tiéu thu thit va sita dén nam 2030 twong tng 1a 252 va 452

triéu tan; dén nam 2050 1a 326 va 585 triéu tan.

O Viét Nam su phat trién cia nganh chin nudi cung véi viéc thu nhap caa nguoi
lao dong tang, din dén thay doi I6n trong cach chi tiéu. Theo mot tinh toan ciia Ngan
hang Thé gidi, tong chi tuyét d6i cho gao giam 4% trong khi chi cho thit va sita ting
gap doi. Tai khu vuc d6 thi, chi tidu cho gao giam tir 25% (2002) xuéng con khoang
17,2%, trong khi chi cho san pham chin nudi ting tir 32,7% 1én 37,8% trong clng
ky. Tai khu vuc nong thén, chi tiéu cho gao giam tir 38,9% xudng 25,4% va chi cho

san pham chin nudi ting tir 23,4% 1én 34%.

Trong khi sy ting truéng san luong cdy trong chii yéu do ting ning sudt chir
khong phai tir viéc mo rong dién tich, va du béo su gia ting dang ké nhu cau luong
thuc s& c6 tac dong sau sic d6i vai hé thdng chin nudi trong nhirng thap ky téi, thach
thirc dat ra cho nganh chin nudi phai tao ra nang suét tét hon, dong thoi st dung hiéu
qua ngudn nguyén lidu tir cac san pham nong nghiép, gia cac loai cay lwong thuc thuc
pham c6 kha ning ting voi tc do nhanh hon so véi gia cta cac san pham chan nudi,
vi vy, doi hoi mic d6 chuyén héa gia tri dinh dudng cua san pham chin nuoi phai
wu viét hon. O cac nude phat trién, ting truéng ning suat s& gop phan tang ty trong

tang trudng san Xuat chan nuéi khi viéc mé rong quy mo s& cham lai.
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Sy tang trudng nhanh chong vé nhu cau thit va sita c6 thé 1am ting gia bap (ngd)
va céac loai ngil cdc thd va cac loai nguyén liéu thic dn khac. Du béo trong cac thap
ky t6i, nganh chin nudi cua thé gisi s& phat trién theo hudng ning cao ning suat, chit
luong san pham, dong thoi giam gia thanh do t6i uvu dugc chi phi san xuat trén moi

don vi san pham nho ap dung k¥ thuat chin nudi hién dai.

3.1.2.  Xu thé phdt trién ciia nganh san xudt thirc dn chdn nudi trén thé gidi

Tong khéi lwong thire an chin nudi toan cau lan dau tién vuot qua 1 ty tin va
hon 300 triéu tin hdn hop thire an tu tron tir ndm 2017. Con s6 nay budc cac nha san
Xuat thirc dn chin nuoi can nghiém tuc suy nghi vé nhitng thach thirc trong twong lai
gan cling nhu xa ma nganh s& phai doi mat.

Su phat trién manh mé cua nganh chan nu6i kéo theo san lugng san XUAt va tiéu
thu thitc an chin nudi trén toan cau khong nging ting, kém theo d6 1a nhitng thach
thirc, va xu hudng phat trién, ma cac doanh nghiép san xuat thizc an chan nudi can
phai cap nhat dé bat kip toc do phat trién ciia nganh, nam bt co hoi dé tao dung duoc
nén tang vitng chic cho twong lai. Liét ké 6 xu thé phat trién nhu sau:

Thee nhdt, tac dong caa ngudi tiéu dung. Nguoi tiéu dung trén toan cau ngly
cang quan tam dén chudi cung tng thuc pham. Ho lién tuc nang cao nhu cau d6i voi
cac san pham dam dong vat duoc san xuat theo nhitng hé théng chuyén moén hoa.
Diéu nay da anh hudng dén cach thirc va cong thirc san xuat thirc dn chin nuoi.

Thar hal, Loai bé khang sinh kich thich tang trudng va chita bénh trong nganh
chan nuoi tiép tuc tré thanh cha dé néng véi cac hing thie dn va chuyén gia dinh
dudng.

Ther ba, nganh thirc dn chin nudi toan cau dang tap trung vao nhiing cach giam
thiéu rai ro nhiém bénh va cai thién an toan sinh hoc qua dinh dudng. Du nhitng dich
bénh do virus gay ra nhu tiéu chay cap trén heo (PED) va cum gia cAm va nhiéu dich
bénh khac ludn 1a ndi 4m anh, nhung Dich ta heo chau Phi (ASF) dang 12 méi lo ngai
nghiém trong nhat hién nay.

Thee tw, cac mbi quan hé thuong mai s& tiép tuc tré thanh chu dé chinh trong
tuong lai gan, trong nhiém ky 4 nim cua Tong thong Hoa Ky Donald Trump, hang

loat cac hiép dinh thuong mai tu do song phuong, thoa thuan thuwong mai gitra Hoa


https://www.vietdvm.com/thuc-an-chan-nuoi
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Ky va Trung Qudc, gay strc ép budc Trung Qudc phai mua nhiéu hang héa hon tir
Hoa Ky, trong tdm 1a cac san pham noéng nghiép. Hoa Ky 1a qubc gia san xuat nong
san va san pham chin nuéi 16n nhat, trong khi Trung Quéc 1a qubc gia tiéu thy Ién
nhét thé gigi, do d6 cac méi quan hé thwong mai nhu vay tac dong rat 16n dén xu thé
phat trién ciia nganh chin nudi va san xuat thire an chin nudi trén toan cau. Bat chip
xung dot thwong mai, Chau A tiép tuc 1a mot trong nhitng khu vuc nhap khau rong
I6n nhat cac mat hang ngii cdc nguyén liéu, boi day 1a khu vuc san xuat dam dong
vat 16n nhat thé gioi, dac biét tir nganh nudi thiy san va gia cam.

Thee néim, bén vimg va phuc loi dong vat. Mot nhan t6 quan trong cua phuc 1oi
dong vt 1a bao vé con vat trudc nhimg tac dong hay hoai bai stress sudt chu ky song.
Dé giai quyét cac van dé stress trong chian nudi, nganh thirc dn chin nudi dang nd lyc

cai thién phuc lgi dong vat qua dinh dudng va st dung phu gia thuc an.

Thie sdu, Thay d6i, da dang hoa nguyén liéu. Christophe Bostvironnois, Giam
dbc Quan 1y san pham gia ciAm toan cau tai hang sinh hoc toan cau Chr.Hansen duy
bao, su thay d6i nguyén liéu thirc an chian nudi do khuynh huéng chinh tri va kinh té

s& 1a thach thirc 16n voi nha san xuat thirc an va dinh dudng.

Rat nhiéu san pham phu s& duoc tung ra thi truong va nhiing gia tri dinh dudng
ctia cac san pham nay ludn bién ddi. Do d6, quan 1y su bién ddi nay dé gitr toan bo
hé gen ctia vat nudi on dinh, duy tri san luong ludn 6n dinh va c6 thé du bao duoc s&
1a mot thach thic ngay cang 16n cua nganh, nganh san xui thirc an chian nudi phai
tiép tuc tim kiém nhitng ngudn dam thay thé... Diéu nay doi hoi toan nganh chin
nudi phai nd lyc thiic day va dau tu dé giup cho cac nghién cuu cai tién duoc hién

thue hoa thanh san pham thuong mai hitu ich va sin c6 trén thi truong.

3.2. Dinh hwéng phat trién ciia nganh thire in chin nudi tai Viét Nam

3.2.1. Dinh hwéng phat trién chung ciia nganh

Tiém ning phat trién ciia nganh chan nuéi Viét Nam hién van con rat 16n, 13
dong luc chinh thic day nganh san xuat thic an chan nudi. Quyét dinh sé 432/Qb-
TTg dugc Thu tuéng Chinh phi Nguyén Tan Diing ky ngay 12 thang 4 nam 2012,
cho Chién lugc phét trién bén viing Viét Nam giai doan 2011-2020, trong d6 c6 chién
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lwoc phat trién cho nganh chin nudi Viét Nam. Dén nim 2020, nganh chin nubi co
ban di chuyén sang san xuat phuong thic trang trai, cong nghiép, dap ung phan Ion
nhu cau thuc pham dam bao chit luong tiéu dung. Trude d6, nganh chin nuéi cha
yéu van theo hinh thirc ho gia dinh nho, Ié. Do vay, nang suat thuong thap hon so véi
cac nude phat trién voi quy mo chin nudi tap trung. Nhu cau tiéu thy cac loai thit tai
Viét Nam dang c6 su gia taing manh m¢ 1a dong luc giup ngudi dan mo rong quy mo
chan nudi tir d6 cac doanh nghiép tiép tuc dau tu, mo rong diy chuyén ché bién, nang
cong suat dé dap ng thi trudng trong nudc dong thoi xuat khau san pham thit di cac

thi truong nudc ngoai.

Viéc ky két thanh cong cac hiép dinh thuong mai tu do song phuong va da
phuong gitta Viét Nam va cac nudc trén thé gidi 1a co hoi giup cho cac doanh nghiép
ctia nganh thirc dn chin nudi c6 thé xuat khau san pham va nhap khau nguyén liéu tix
cac nude thanh vién véi mac thué quan thap nhat. M6 ra co hoi I6n, tuy nhién d6
cling 1a nhitng thach thic khién cho cac doanh nghiép khong ngiing ¢b gang phat

trién dé canh tranh véi ddi thu nude ngoai.

La nganh thu hut dugc dau tu trong va ngodi nudc cao nhét trong linh virc néng
nghiép ma gan 100% déu 1a von cia tu nhan. Thitc n chin nudi ciling 12 nganh co6
mtc d6 hoi nhap qudc té sau rong nhat, véi trén 65 nude va ving lanh thd cé trao ddi
budn ban vé cong nghé, thiét bi thudc top hién dai nhat va méi nhat. Thi truong Viét
Nam c6 mit hau hét cac hang thirc dn chian nudi 16n va ndi tiéng trén thé gidi nhu
Cargill, C.P., De Heus, Japfa... Cac thong tin vé gia nguyén liéu trong nudc duoc
két ndi, hang ngay véi cac trung tim budn ban nguyén liéu Ion trén thé gidi nhu chau

M, chau Au...

Néu nhu trudc day, nganh thirc an chin nudi chi don thuan san xuat thirc an ban
cho céc trang trai chan nudi, hoac cho cac ho chan nuoi riéng 1€. Vai nam tr¢ lai day
céc doanh nghiép san xuat thirc dn chian nudi chu trong vao xay dung mo hinh 3F tir
trang trai ti ban an (3F 1a viét tat cho cum Feed-Farm-Food) véi nganh thirc an chin
nuoi la cong doan dAu tién, tung cong doan lai c6 1gi nhuan riéng, rii ro riéng. Nhung
mé hinh 3F doi hoi su dong bo tir khau lam giéng, san xuat thirc an, chan nudi, ché

bién va cung ung thuc pham... tit ca phai co su lién thong, minh bach.
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Khi dich ta lon chiu Phi bung phat dir doi trong ndm 2019, tong dan heo (lon)
trong nudc sut giam 30-40%, nhiéu ho chin nudi pha san va khong con kha nang tai
dan do luong heo (lon) phai tiéu hity toan bd néu phat hién c6 dich. Py ciing 1a thoi
diém mé hinh 3F chimg minh dugc tinh vu viét, vi hé thdng trang trai Ion chian nuoi
khép kin, k¥ thuat hién dai, dam bao vé sinh phong dich hiéu qua hon, ho kiém soat
duoc chat lugng thire dn, va k§ thuat chin nuéi, dong thoi kha ning tai chinh manh,

rai ro duge phan bd trong ting cong doan vi vay kha nang khang cy tét hon.

Nhitng doanh nghiép san xuat thirc an chian nudi sém xay dung dugc mo hinh
3F khong nhitng ton tai duoc qua khang hoang, ma con git hai dugc thanh cong ruc
ry trong nam 2020 khi ma ngudn cung heo (lgn) thiéu hut day gia 1én cao, ho t6i uu
mang kinh doanh thirc dn chian nuoi, on dinh dugc san lugng, ngoai ra con thu lgi kép
tir viéc chin nudi va ban thit thanh pham, tat ca loi nhuan khong phai qua bét cir khau
trung gian nao. Thong ké cho thay sau dot tai cAu tric nganh chan nuéi heo (lgn),
khoang 80% dan heo dang nam trong tay cac doanh nghiép FDI va nhitng doanh
nghi¢p 16n trong nudc xdy dung dugc md hinh 3F, tién phong la CP, sau d6
Greenfeed, Masan MeatLife, Dabaco, CJ Vina Argi, Deheus, ... O chiéu nguoc lai,
nhitng doanh nghiép chi tap trung vao mang cdt 15i thirc an chan nudi, chung kién su
sut giam san luong thé tham, dién hinh nhu Cargill (khong c6 trai chian nudi, va ciing

khong theo du6i moé hinh 3F).

Tir d6 c6 thé thdy duogc, xu huéng phat trién tat yéu cia nganh thirc dn chin
nudi trong nudc khong chi dwa vao san xuat thirc an chin nudi don thuan, ma phai
xay dung mo hinh 3F dé ton tai va phat trién, khi ma quy mé chin nudi nho Ié gan
nhu tuyét chung, doanh nghiép thie an chian nudi don thuan khong con dat séng. Tir
mo hinh 3F ap dung cho chin nudi heo (lon) va ché bién dau tién, dan s& mo rong ra

toan bd nganh chin nudi: bo, gia cam (ga, vit, cat), va ca cho thay san.

3.2.2. Dinh hwéng phdt trién ciia Cong ty TNHH Woosung Viét Nam

Véi chién lugc phat trién 5 nam giai doan 2018-2023, myc tiéu san lugng ting
g4p 5 lan, dau tu mo rong ting cong suat 1én gap do6i va cb gang lot vao top 20. Di
kém v&i muyc tiéu d6, ban lanh dao cia Woosung Viét Nam da c6 ké hoach xay dung

trang trai chian nuéi heo (lon) voi quy mé 5,000 nai tir ndm 2019, va phdi hop Véi
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mét chi nhanh phan phdi thit heo (lon) di hoat dong trudce tir ndm 2017 nhung khong
hiéu qua do thiéu tinh lién két. Néu hién thuc dugc viéc nay, day 1a thoi co vang bt
kip xu huéng cua cac doanh nghiép xay dung moé hinh 3F cung thoi diém. Rét tiée
moi ké hoach chi nim trén giéy.

Khi chung kién mot nam 2020 dai thanh cong tir cac doanh nghiép thie an chin
nudi, xay dung mé hinh 3F phat trién ngay cang viing chic. Mic du, riéng mang kinh
doanh cét 13i thirc an chin nudi, Woosung Viét Nam ciing dd c6 budc phat trién manh
vé san luong, nhung khong bén viing, kho khin bat dau duoc boc 16 trong quy dau
tién nam 2021, khi gia nguyén liéu ting cao, gia thirc an chin nudi ting, sd luong it
6i céc trai chin nudi nho 1é con lai c6 kha ning tai dan, 1a d6i twong khach hang chinh
cuia Woosung Viét Nam ciing budc phai treo chudng vi kinh doanh khong hiéu qua,
chi phi cao, khong canh tranh dugc véi cac trang trai quy mo 1on, thude cac doanh
nghiép lam mo hinh 3F.

Dé dat myc tiéu ting trudng va loi nhuan, ngoai viéc diy manh kinh doanh 1am
thuong hiéu, bat budc phai xay dung trang trai chan nudi riéng hodc lién két véi cac
trang trai chin nudi sin c6, dé dam bao mirc san luong on dinh, t6i wu dugc cong suat
nha may, ma khong qua phu thudc vao thi trudng kinh doanh thire in truyén théng
ngay cang bi thu hep va qua nhiéu rai ro: dung sai thi truong nho, trong khi qué nhiéu
d6i thu canh tranh gianh giat thi phan, bién loi nhuan ngay cang thap.

Tap trung phat trién cac thi trudng ngach nhu phat trién cac loai thirc an cho cac
loai vét chua dugc chin nudi quy mé cong nghiép nhiéu nhu: thirc dn cho dé, tho, thu
cung, ... Tranh thu thoi gian cac 6ng 16n chua mé rong mo hinh 3F qua cac mang gia
cam, thay san, ... diy manh tiép thi, kinh doanh dé gianh thi phan, mé rong hoat dong
kinh doanh tai cac thi truong Campuchia, Myanma, ... khi tai day chua c6 nhiéu nha
mAay san Xuat thirc an tai chd, phai nhap tir Viét Nam.

M& rong thém hudng kinh doanh nguyén vat liéu, tir nhitng két qua kha quan
do quan tri chudi cung tng nguyén liéu hiéu qua mang lai, va ting cuong hoat dong

xuat khau nguyén liéu sin co trong nuéc sang tip doan me bén Han Qudc.
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3.3. Tong két cac van dé dit ra trong hoat dong thu mua cia cong ty

Hoat dong thu mua c6 vai trd rat quan trong trong té chirc san xuat kinh doanh
cta cong ty, dic biét ddi véi nhirng cong ty trong nganh san xut thirc an chin nudi
nhu tai Cong ty TNHH Woosung Viét Nam, sir dung ngan sach nhiéu nhat, hoat dong
thu mua cang hiéu qua thi ty suat loi nhuin cia cong ty cang cao, mic du hiéu qua
hoat dong kinh doanh con lién quan dén chi phi san xuat, chi phi van hanh va chi phi
ban hang, tuy nhién chi phi thu mua 1a chi phi dau vao dau tién va quan trong nhat.

T6 chirc hoat dong thu mua va quan tri thu mua hiéu qua 1a nhiém vy trong tam
ctia cong ty. Tir thuc trang t6 chac hoat dong thu mua va quan tri thu mua néu ra
trong chuong 2, con nhirng ton tai/han ché can c6 giai phai dé hoan tién, mot sb van
dé duoc dit ra nhu sau:

Thee nhdt, can cai thién chat luong nguon luc, khong ngiing dao tao va hoan
thién cac k¥ ning cho nhan vién thu mua, nang cao tiéu chuan tuyén dung, va c6 ké
hoach tuyén dung dé thu hat ngudn luc chat lwong tir bén ngoai

Thee hai, can chu trong ning luc cia ngudi lanh dao phong mua hang, dé t6i vu
hoéa hoat dong quan tri thu mua

Thar ba, can phai xay dung dugc doi ngii lam ké hoach tét, co tinh két néi chat
ché trong mot chudi cung tmg khép kin, dé cao gia tri cua viéc du bao, 1ap ké hoach
chinh x4c, dong thoi kiém tra thuong xuyén, lién tuc dé danh gia muc do sai léch
trong viéc lap ké hoach.

Thie fur, can c6 chién lugc thu mua nhat quan, ap dung cac phuwong phap quan
tri hiéu qua nham tiét kiém chi phi thu mua, str dung nguén von hiéu qua.

The ndm, can phai kiém soat chit ché ton kho, sé ngay ton kho cho phép dbi
Véi ting loai nguyén liu theo ddc thu riéng nham gitp cho dong tién luan chuyén
hiéu qua, tan dung ti da ngudn vén tir nha cung cip, déng thoi giam chi phi str dung
vén vay nhiéu nhat co thé.

Thir sdu, can phai tiét kiém chi phi sir dung nguyén liéu t6i da, ning cao ning

luc canh tranh so véi ddi thu trong nganh
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Ther bay, duy tri méi quan hé tét véi tat ca cac cac nha cung cip, danh gia sang
loc va phat trién danh muc nha cung cép chién luoc, xay dung mdi quan hé kinh
doanh bén virng.

Ti wu hoa chudi cung tng, bao gom kiém soat hang ton kho, va luan chuyén
dong tién mot cach hiéu qua nhat, 1a mot trong nhitng trong tam cua hoat dong thu
mua, tai mot s6 doanh nghiép 16n, chudi cung tng duoc chia ra thanh nhiéu mang: tir
1am ké hoach cung @ng, to chic hoat dong thu mua, giao nhan va kho bai, ... tit ca
phai gan két chat ché véi nhau dé van hanh va xu 1y khi c6 van dé phat sinh, d6 1a
mot bai toan kho. Trong nganh san xuat thirc an chin nudi, cong ty nao to chic va
van hanh dugc chudi cung tng tét hon, thi cong ty dé sé co loi thé canh tranh cao hon
va phat trién nhanh hon, dong nghia vai ty suat loi nhuan ciing duoc ti wu hoa.

3.4. Cac giai phap nham nham ning cao hiéu qua hoat dong thu mua, va ti wvu

héa hoat dong quan tri thu mua

Tong két cac van dé dit ra trong hoat dong thu mua cua cong ty, twong Gng
can dé ra nhitng giai phap nham hoan thién, tir 46 nang cao hiéu qua cua hoat dong
thu mua, cac giai phap déu mang tinh cip bach va mic do quan trong nhu nhau, can

phai thuc hién dong bo cac giai phap dé dat duoc hiéu qua tét nhat.

Tir co so Iy ludn cho viéc téi wu hoa hoat ddng quan tri thu mua, duc kétra 7
nhom giai phap nham timg budc hoan thién va nang cao hiéu qua trong quan tri thu
mua
3.4.1. Gidi phdp vé nguén nhén luc

Muc tiéu gidi phdap: xay dyng dugc d6i ngii thu mua c6 trinh d¢ chuyén mon
phu hop, kinh nghiém thuyc tién 1au nim trong nganh thirc an chan nudi, tu duy va k¥
nang phan tich tét, dac biét 13 phai co dao dirc nghé nghiép.

Ngi dung gidi phap:

Tré hoa nguon luc hién tai, bang cach tuyén moi (khi ¢ diéu kién) nham thay
thé d6i v6i nhan vién yéu vé kién thic kinh té, chudi cung ung va k¥ nang dam phan
thuong lugng. Han ché nhan luan chuyén nhan su tir cac phong ban khac, chuyén

mon khong phu hop.
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Nganh thirc dn chin nudi phan 16n tuyén dung nhan su tir cac truong khbi nong
nghiép, nong 1am, chin nudi th y, ... c6 chuyén mon vé nganh chi 1a diéu kién can,
chua du dap Gmg yéu cau tuyén dung vao vi tri thu mua, doi héi kién thirc vé kinh té
d6i ngoai, k§ ning va tu duy nhay bén dé phan tich phan doan thi truong, am hiéu vé

luat thuong mai,...

Thu hit nhan sy thu mua tir cac tdp doan, cong ty 1on trong nganh vé dé tan
dung téi da kinh nghiém, va cach quan tri thu mua hiéu qua nham dinh huéng cho

hoat dong thu mua tai Cong ty TNHH Woosung Viét Nam.

X4y dung quy trinh thu mua chuyén nghiép, theo hé théng quan 1y chat luong
dé hoat dong thu mua dugc chuyén nghiép, tao uy tin cho nhan vién thu mua khi lam

viéc, giao tiép véi cac nha cung tng.

DPao tao dinh ky cac k¥ nang thu mua va quan tri thu mua theo xu hudng hién
dai, don gian hoa thu tuc nhung khong 1am giam tinh hiéu qua. C6 16 trinh dé tat ca

thanh vién thu mua c6 hudng phan dau, phat trién vi tri tai cong ty.

Pao duc nghé nghiép cua nhan sy thu mua 1a mot yéu to rat quan trong, xay
dung mot moi truong chuyén nghiép, noi moi thanh vién déu c6 thé phat huy hét ning
lyc, va nhan lai thanh qua xing dang véi cong sirc bo ra. Tuy nhién, tuyét d6i minh

bach trong hoat dong thu mua.
Phong ban trién khai gidi phdp: Phong thu mua va Phong nhan su
3.4.2. Gidi phdp vé néing luc ciia nha quan tri mua hang

Muc tiéu gidi phdp: nha quan tri co vai trd quyét dinh trong viéc ti wu héa hoat
dong mua hang, chirc ning to chirc, hoach dinh, lanh dao va kiém soat hidu qua hoat
dong mua, ning luc cua nha quan tri cang t6t s& mang lai nhiéu gia tri cho doanh
nghiép, téi uu chi phi dau vao

Ngi dung gidi phap:

Can ngudi linh dao phong mua hang c6 kién thirc chuyén mén tét vé thuong
mai, luat, quan 1y chudi cung g, cé kinh nghiém thuc tién tai nhitng doanh nghiép

I6n cung nganh
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Nguoi lanh dao c6 dao duc nghé nghiép tdt, co mdi quan hé siu rong trong

nganh nguyén liéu thirc dn chin nudi, kha niang dam phan tét

Nguoi lanh dao ngoai chuyén moén tét con phai c¢6 td chit 1anh dao, biét cach
tan dung ngudn luc sin c6 mot cach hidu qua, ddng thoi co dinh hudng phat trién va

tao dong hyc 1am viéc cho cap dudi , xay dung mot tap thé doan két, virng manh

Nguoi lanh dao khong nging hoc hoi, trao doi kién thirc chuyén mén dé mang
dén nhitng phuong phap quan tri hién dai, 4p dung vao thyc tién cong viéc mang lai

hiéu suat cao hon

Phong ban trién khai gidi phdp: Ban giam ddc, Phong nhan su, Truéng phong

thu mua
3.4.3. Gidi phdp vé duw bdo va Idp ké hoach

Muc tiéu gidgi phdp: han ché toi mac tbi da sai s6 trong du bao, dé 1én ké hoach
thu mua nguyén li¢u duoc hiéu qua, véi muc ti€u cung ng du luong, dung thoi gian.

Ngi dung gidi phap:

Vi quy mo nho, viée xay dung riéng biét Phong cung ting nguyén li¢u cd cac
bo phan chuyén trach tir 1am du bao, ké hoach, hau can, cung tmg, ... 1a khong kha
thi. Pé chu dong duoc ké hoach thu mua nguyén lidu dam bao muc tiéu kép 1a mua
dua sé luong dung thoi diém véi gia tot nhat, Phong thu mua sé& truc tiép thuc hién cac

cong doan nhu chirc nang cua phong cung ng tai cac cong ty c6 quy md lon.

Tu sb liéu du bao san luong ban hang ctia Phong kinh doanh, va nhu cau Str
dung tung loai nguyén liéu tir Phong cong thirc, Phong thu mua dua vao xu hudng
gia nguyén ligu hién tai, dong thoi phan tich nguén cung va du bao xu hudng tuong

lai dé 1én ké hoach thu mua, quyét dinh s6 luong can mua, va thoi diém giao hang.

Phong thu mua cha dong vé du bao va 1ap ké hoach c6 vu diém 1a s& linh hoat
hon trong viéc diéu chinh ké hoach cung tng néu co sai s6, bang cac bién phap nhu
hoan gian lich giao hang, can dbi cho muon hang hodc ban nguyén li¢u dé t6i da loi

nhuan néu can
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Phong ban trién khai gidi phdp: Phong thu mua, Phong kinh doanh, Phong

cong thirc
3.4.4. Gidi phdp vé chién lwec thu mua

Muc tiéu gidi phdp: xay dung chién lugc thu mua phu hop véi thyc trang caa
cong ty. Chién lugc thu mua nhat quan va cap nhat kip thoi theo xu hudng chung cua
nganh thirc dn chin nuoi dé dat hiéu qua cao nhét.

Ngi dung gidgi phap:

Véi quy mé nho, nhung san luong ting truong nhanh trong ngan han, vi vay
can xay dung chién lugc thu mua linh hoat trong timg giai doan, tong hop nhiéu
ngudn thong tin, phan tich va dua ra du bao dé cé chién luoc thu mua cu thé trong
ting giai doan, déng thoi nhan dién cac rai ro dé xay dung chién luoc thu mua an

toan, luén dam bao kha ning cung tng xuyén sudt Vi chi phi toi wu nhat.

Dit trong tim vao chién luge mua 4 nguyén liéu chinh: bap (ngd), kho dau dau
nanh (tuong), lta mi, ba bip (ngd) 1én men — ddgs phai c6 ké hoach xa dé nhap khau
tryc tiép, nham dam bao cha dong duoc gia va ngudn cung, ciing nhu chat luong, ma
khong phai thong qua trung gian 1a cac thuwong mai tai Viét Nam, chénh 1¢éch gia theo
loi nhuan, nguén cung va chat lugng khong dam bao (c6 truong hop vi lgi nhuan ho

phdi tron giira hang loai 1, loai 2, hoic giita hang mdi va hang cii ton kho).

Chénh 1éch san lugng thuc té véi du bao, s& diéu chinh ké hoach cung tng cho
phu hop, truong hop san xuit cao hon ké hoach cung tng, can phai thu mua nham
cung tng ngay tai thoi diém do, thong thuong gia mua ngay s& cao hon vi vay phdi
hop vaéi bo phan lam cong thirc giam lugng st dung nhitng nguyén li€u cé gia cao
hon va bu dap bang nhimg nguyén liéu con ton kho nhiéu, hodc c¢6 thé mua don hang
méi véi gid tot hon, nguoc lai trudng hop san xuat thap hon ké hoach cung tng, xem
xét chap nhan kéo dai ton kho hoic ban nguyén liéu ra tai thoi diém d6 voi gia cao
hon so véi thoi diém mua lai lugng twong g trong tuong lai.

Mic du wu tién nhap khau nguyén liéu chinh, nhung trong giai doan ting truéng
san luong, dong tién mua nguyén lidu chua dap tng kip thoi véi mac san luong ban

hang ting 1én (vi nguyén lidu phai mua trudc dé san xuat, sau d6 ban hang thu tién
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sau). Chuyén trang thai tir nhap khau, phai thanh toan truéc khi hang vé theo bo chirng
tu, sang trang thai mua hang tr thwong mai trong nuéc, nhan hang va thanh toan cong
no sau 15 ngay, dé tan dung ngudn vén tir nha cung cap noi dia, ngoai ra con giam
chi phi 13i vay dé thanh toan nhitng 16 hang nhap khau (gin nhu 100% ngudn vén
hoat dong kinh doanh ciia Woosung Viét Nam déu phai vay).

Chién lugc da dang hoa ngudn cung, dé dam bao ngudn cung &ng 6n dinh. Xy
dung mdi quan hé véi cac nha cung cap chién luge dé nhan duoc su hd trg tot nhat
vé cung tmg nguyén lidu, uy tin chat lwong, va kha nang tai chinh, giam thiéu bét rai
ro khi hop tac v6i nhitng nha cung cap nho, Ié thiéu chuyén nghiép va khong on dinh,

anh hudng dén chét luong hoat dong thu mua.
Phong ban trién khai gidi phdp: Phong thu mua, Phong tai chinh — ké toan
3.45. Gidi phdp vé quan Iy hang ton kho

Muc tiéu gidi phdp: Kiém soét ton kho nguyén liéu trong mixc cho phép, nham
dam bao chat luong nguyén liéu dwa vao st dung, va hiéu qua trong viéc sir dung
ngudn voén, luan chuyén dong tién

Ngi dung gidi phap:

Str dung phan mém quan 1y doanh nghiép ERP, dé quan 1y xuat nhap ton nham
truy xuat sb liéu ton kho nhanh chéng, chinh xac. Kiém soat muc do sai léch giira ton
kho thuc té véi ton kho trén hé thong, & mic dung sai cho phép, viéc sir dung nguyén
liéu phai tuan thu dang lidu luong theo cong thic dugc cai dat tu dong trén hé théng
san xuat, khong tu y diéu chinh bang tay. Kiém ké dinh ky hang ngay dé phat hién

sai léch va truy vét nham c6 hudng xir 1y kip thoi.

Duy tri mtc tén kho tdi vu, khong qua 22 ngay. Tinh toan dung luong kho bii,
cong suat xép do hang ciia cong ty dé tinh toan, phan bo lich nhap hang, dam bao
hang hoa duoc luan chuyén thudng xuyén, nhip trudc Xuit trude, va nguyén lidu
khong Iuu trir tai kho qua lau trude khi dua vao sir dung nham dam bao chat luong,
cling nhu dong tién duoc sir dung hiéu qua. Tuy timg dic diém mua vy, hodc dic tinh
ctia nguyén lidu va kha ning cung tng san c6 dé xay dung mirc ton kho phu hop cho

ting loai nguyén liéu cu thé, vi du nhu cam gao 13 loai cam tuoi tir nha may xay xat
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laa, thoi han sir dung ngin va ngudn cung sén c6 khong phu hop cho viée tich trir, vi

vay ton kho téi uu chi trong vong 7-10 ngay.

San xuit thudng ting cong sudt vao cac thoi diém cudi thang, hodc khi co cac
chuong trinh khuyén mai ban hang. Thu mua phai nidm duoc ké hoach san xuat dé
phan bd ngudn luc va sip xép lich giao hang kip thoi tranh un & hoic thiéu cuc bo

anh hudng dén hoat dong cua cong ty.

Ngoai viéc theo ddi thong tin thi truong dé biét xu hudng gia nguyén liéu, chon
thoi diém thu mua, con phai theo ddi sat thi truong tiéu thy thirc an chin nudi dé co
ké hoach du phong, hodc diéu chinh ké hoach cung tmg dé tranh bi dong khi ting
hodc giam san luong, dong nghia véi khiing hoang thiéu hozc thira, qua d6 xay dung

céc chién luoc ing pho linh hoat.

Phong ban trién khai gidi phdp: Phong thu mua, Phong san xuat (chu dao 1a
bo phan kho)

3.4.6. Gidi phdp vé tiét kiém chi phi sir dung nguyén li¢u

Muc tiéu giai phdp: chi phi nguyén liéu dau vao phai co tinh canh tranh so voi
cac dbi thii trong nganh, tiét kiém tdi da nhitng chi phi khong can thiét dé giam gia
thanh nguyén liéu dau vao.

Ngi dung gidi phap:

Co ciu gia nguyén lidu ngoai gia tri thuan ciia nguyén liéu, thi c¢é ty trong rat
I6n chi phi vé cung tmg nhu: van chuyén, dong géi, xép da, ... vi vay can phai co
nhitng giai phap phu hop dé tiét kiém tdi da chi phi dau vao cua nguyén liéu. Hién
dai hoa ddy chuyén san xuét, str dung may méc van hanh cho boc xép thay cho st

dung lao dong béc xép chi phi cao va tén nhiéu thoi gian.

Nguyén liéu st dung trong san xuat thirc an chan nudi phan 16n 13 nguyén liéu
tho, chuyén chd bang tau roi, x4. Vi vdy, nha may san xuat can st dung téi da thiét
bi van chuyén, nhap kho giir nguyén hién trang hang roi, x4 ma khong can tinh bao
quy cach lam phat sinh chi phi bao bi va dong bao, xép d&. Tai Woosung Viét Nam,

do dic thu cua hé thdng day chuyén san xuit, mot sb loai nguyén phai d6 tir bao thay
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vi hang x4 db tryc tiép vao ham chira, phat sinh chi phi dong bao tai kho xuit va véan
chuyén vé kho nha may Woosung Viét Nam, vi vay gia nguyén liéu thudng cao hon

200-250d/kg S0 Véi cac dbi thu ciing nganh.

Chu trong thu mua nguyén licu chat luong tét, tranh hao hut do nguyén li¢u kém
chat lugng hiéu suét sir dung khong dat 100%, dong thoi phong cong thirc can phai
t6i wu viéc sir dung nguyén liéu tranh tinh trang sir dung qua nhiéu loai nguyén liéu,
hoac sir dung nhirng loai nguyén li¢u mang tinh dac thu chi su dung trong mot vai

san pham, khi sir dung khong hét s& gay lang phi, ma khong thé tan dung duoc.

Quy md don hang nho, vi vay can téi vu sb luong dat hang cho mdi lan dat
hang, dé tiét kiém nhitng khoan dinh phi, déng thoi van dap ung dugc cong sudt xép
d& cua nha may, han ché toi da chi phi luu kho bii tai cang, nhu phén tich & trén,
chénh 1éch chi phi gitra viéc nhan hang truc tiép tai tau, va lay hang tir kho cang (thoi
gian lam hang tir luc tau cap cang dén lic tau roi di chi khoang 4-7 ngay, sau thoi
gian trén néu khong nhan hang kip, thi tau s& dwa hang vao kho va roi di, chi phi dé
dua hang vao kho phat sinh 40-70d/kg hang x4). Giai quyét tot duoc van dé nay, loi

thé vé gia nguyén liéu dau vao sé& ré hon bang khoan tién twong ung.

Phong ban trién khai gidgi phdp: Phong thu mua, Phong san xuit, Phong cong
thuc
3.4.7. Gidi phdp ning cao chit lwong nha cung cap

Muc tiéu gidi phdp: tao dung méi quan hé tét voi nha cung cap, thiét 1ap danh
muc nha cung cap chién lwoc, nhim ning cao chit luong cung tmg, trén tinh than hop
tac doi bén cung co 9.

Ngi dung gidi phap:

X4y dung va hoan thién cac quy trinh thu tuc thu mua dat chuan theo hé thong
quéan 1y chat lugng 1SO 9001:2015, tao dung niém tin véi cac dbi tac, nha cung cap

nguyén li¢u trong va ngoai nudc.

Minh bach quy trinh thu mua, chinh sich mua hang ciia cong ty t6i tat ca nha

cung cp, thudng xuyén danh gia, phat trién nha cung ciAp méi nham da dang ngudn
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cung, dong thoi sang loc dé lya chon nha cung cip uy tin chét lwong, thiét 1ap nha
cung cap chién luoc, luén dong hanh cing cong ty trong nhiing thoi diém kho khin

can su hd tro.

Dao tao, va huan luyén nhan vién thu mua di nang luc trinh d6, va dao dirc nghé
nghiép dé giao dich voi dbi tac, nha cung cip mot cach chuyén nghiép, co uy tin,
ddng thoi xay dung méi quan hé tt dep, bén chit. Bam phan trén tinh than win-win

(d61 bén cung co6 lgi), lam kim chi nam trong hoat dong thu mua.

Trong qua trinh van hanh, do hoat dong kinh doanh khong hiéu qua, dan dén
tinh hinh tai chinh ludn gip kho khin, anh huong khong nho dén lich sir cong no cua
cong ty, 1am mat 1ong tin v6i nha cung cap. Mot phan 1y do do yéu kém trong viéc
can ddi va kiém soat dong tién, mat can ddi thu chi, dan dén cham tré thanh toan cho
nha cung c4p, phan nita do quan diém cua b phan thu mua cac giai doan trudc mang
tinh quan liéu, khong cam két gén bo lau dai, vi vay thiéu trach nhiém xir 1y, va dam
phan thuyét phuc nha cung cip. Phong ké toan can phéi hop véi Phong thu mua dé

cai thién van dé nay, dé khong anh hudng dén uy tin cta cong ty trén thi truong.

Céc giai phap quan 1y ton kho, va chién luge thu mua néu ra & trén phan nao
gitip kiém soat duoc dong tién tét hon, tig budc cai thién hudng dén cam két thanh
toan cong no dung han, khi d6 nhan vién thu mua s& c6 loi thé trong viéc dam phan
thuyét phuc nha cung cép tang thoi han thanh toan dai hon, va khong con nam trong
danh sach no xau trén cac to chire tin dung, gitp cho cac nha cung cap cé co so dir

licu dé duyét han muc tin dung, cong no tt hon.

Phong ban trién khai gidi phdp: Phong thu mua, Phong ké toan, Phong quan
Iy chat luong.

3.5. Dw kién mdt sé tac dong caa cac giai phap dé xuat dén hoat dong chudi

cung ung nguyén li¢u cia Cong ty TNHH Woosung Viét Nam

Ngudn nhén lyc tt hon, gitp hoat dong thu mua va quan tri thu mua dugc hiéu
qua hon. Thu hat dugc nhiéu nhéan sy c6 kinh nghiém 1au nim trong nganh, va kinh
nghiém lam viéc tai cac tap doan 16n vé lam viéc cho Woosung Viét Nam. Nha cung

cap khong con nhin nhan va danh gia thiéu tich cuc vé muac d6 chuyén nghiép trong
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quan ly thu mua ctia Woosung Viét Nam nhu trude day, khi toan bd nhan su thu mua
XUt than tir nhitng phong ban, nganh nghé khong dung chuyén mén, lam theo tu duy

quen Vviéc.

Khi 4p dung cac chi tiéu do ludng nham quan 1y ton kho, nhin nhan dugc thyc
trang va dé xuit dugc cac giai phap dé kiém soat ton kho hiéu qua, tiét kiém chi phi,
dé quan tri thu mua tét hon, tai bat ky thoi diém nao, quan Iy tdn kho ciing ndm trong
tam kiém soat, va giai trinh dugc 1y do tai sao tai chap nhan tén kho vuot mac cho
phép cho tirng thoi diém cy thé. Ludén dam bao ti wu hoa chudi cung tng, c6 lgi nhat

cho cong ty.

Vi du duéi day minh chiing cho viéc trinh d6 nhan vién han ché dan dén sai s6
trong du bao, pha v& ké hoach cung ung, anh huong 16n dén dong tién, ton that vé

chi phi va mat nhiéu thoi gian dé khac phuc.

Bang 3.1: S liéu theo dai sé ngay ton kho tirng thang (2016-2020)

Sktilgg(zl‘l)é;;;l TL | T2 | T3 | T4 | T5 | T6 | T7 | T8 | T9 | T10 | T11 | T12
2016 89 | 81| 79| 75 | 64 | 69 | 66 | 45 | 37 | 36 | 39 | 27
2017 29 | 18 | 16 | 28 | 29 | 27 | 33 [ 39 | 28 | 26 | 21 | 23
2018 42 | 29 | 45 | 42 | 41 ] 39 | 40 | 35 | 30| 26 | 33 | 28
2019 34 |29 | 28 | 22| 25 |22 | 19|17 ] 16 | 17 | 29 | 36
2020 37 |38 3220 ] 16|17 |14]13]21] 2| 241 26

Tieuchudn | 22 | 22 | 22 | 22 | 2 | 22 [ 22 | 22 | 22 | 22 | 22 | 22

(Nguon: http://wsfeed.com.vn/, 2016-2020)


http://wsfeed.com.vn/

90

S6 Ngay Tén Kho Tirng Thang (2016-2020)

90

85

80

75

70

65

60

55

50

45

40

35

i \ <
25 =
20 /

15

10

T1 T2 T3 T4 T5 T6 T7 T8 T9 T10 T11 T12

——2016 2017 2018 ——2019 2020 e===Tiéu chuén

Hinh 3.1: P thij theo déi s6 ngay ton kho tirng thang (2016-2020)

Nhin vao sé lidu bang 3.1 va do thi hinh 3.1 thy ré duoc ton kho nguyén liéu
duogc kiém soat tot hon tir giai doan 2019-2020, va ton kho ¢ miic bao dong trong 8
thang dau nam 2016 do sai s6 quéa 16n trong du béo, va chua cé giai phap nham quan
tri rai ro (vi du nhu ding ky bo sung gidy phép kinh doanh budn ban nguyén liéu).
Qua day 1am ndi bat duoc tim quan trong cua viéc toi uu hoa hoat dong thu mua,

quan tri thu mua va xay dung chudi cung trng hiéu qua.

Nhan dién cac chi phi khéng dang c6 lam ting gia nguyén liéu dau vao, giam
murc d6 canh tranh so véi cac dbi tha cung nganh, kién nghi véi cac phong ban, bo
phan lién quan dé cai thién quy trinh lam viéc, ddy chuyén san xuat theo huéng
chuyén mon hoa, hién dai hoa nham tiét kiém chi phi, loai bé hét nhirng chi phi khong

mang lai gia tri gia tang.

Thu mua ¢ chién luge rd rang, phan tich danh gia va giam thiéu rai ro téi da.
Pam bao chi phi thu mua van dam bao tinh canh tranh, loai bo yéu té so sanh quy mé
don hang. Tao diéu kién thuan loi cho bo phan ban hang canh tranh song phing trén

thi truong, ma khong con dinh kién chi phi thu mua nguyén liéu cia Woosung Viét
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Nam luén cao hon cac cong ty 16n trong nganh, din dén suy nghi gia thanh khong

canh tranh, trong khi thuong hiéu khong manh bang.

Ting bude chuyén nghiép quy trinh thu mua, tao dung long tin tir ddi tac, nha
cung cap, khi d6 thu hut duoc nhiéu nha cung cap chién lugc, dong thoi thanh loc
phan l6n nha cung cip nho, ning luc yéu kém, ma trude day cung tng cho Woosung
Viét Nam, phan nao di 1am anh huéng dén hinh anh cia cong ty. Vi thé cua bo phan
thu mua hién tai da duoc cai thién rat nhiéu, va khong ngung cai thién di kém nhiing

chién lugc 1 rang va c6 dinh huéng mang tinh bén viing.

3.6. Cac kién nghi
3.6.1. Kién nghj véi co quan qudn Iy nha nwéc

- Can c6 chinh sach khuyén khich phat trién ving nguyén liéu tap trung, dinh
huéng va khuyén khich nong dan chuyén doi cay trong, dong thai hd trg nguon von
vay uu dai dé phat trién néng nghiép, huéng téi myc tiéu ting ty trong sir dung nguon
nguyén liéu tai chd vira gop phan phat trién nén nong nghiép trong nudc, ciing nhu
giam gia dau vao.

- Can c6 chinh sach uu dai thué, uu dai tién cho thué dat, dé thu hut dau tu
nudc ngoai va ngudn vén tu nhan trong nudc, dic biét dau tu vao linh vuc nong
nghiép cong nghé cao, xay dung cdc nha may san xuat vi lugng Ky thuat cao cung
ing cho nhu cau tai chd va huéng dén xuat khau.

- Co quan chtic ning, chuyén nganh phai thong ké s6 lugng dy du chinh xéc,
nham kiém soat cung ciu, qua d6 quan 1y diéu tiét thi truong hiéu qua, tranh tinh
trang thao tung gia, gy thiét hai cho ca doanh nghiép san xuat va nguoi tiéu ding.

- Minh bach céc thi tuc trong cong tac quan 1y nha nudc vé chit lugng, ting
cuong kiém tra, xir Iy nghiém cac hanh vi bao che, tiép tay cho cdc doanh nghiép sir
dung chat cAm, khang sinh trong san xuat thirc an chin nubi.

- Pau tu phat trién cac trung tAm nghién ctru hién dai tiém can duoc véi trinh
d6 khoa hoc k¥ thuat tién tién nhat trén thé giéi, dao tao ngudn nhan lyc cht luong

cao dap tmg dugc yéu cau dé phat trién linh vuc nong nghiép cong nghé cao.
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3.6.2. Kién nghj véi cong ty

- Can c6 chinh sach dai ngo tét dé thu hit ngudn nhan lyc ¢ kinh nghiém,
trinh d6 chuyén mon cao, nhiét huyét va tu duy d6i méi dé cung nhau hop stc vuc
day cong ty, ting budc thoat 16 va cé loi nhuan.

- Can phai 6n dinh t chirc, dinh huéng hoat dong kinh doanh rd rang, trén co
s d6 xay dung chién luoc phat trién vitng chic, va co tinh ké thira.

- Can khac phuc nhugc diém, nhiém ky tong giam doc nguoi Han Quéc chi co
3 nam, thuong thay doi dot ngot lam anh huong xau dén hoat dong kinh doanh, ciing
nhu tac dong tiéu cuc dén tam 1y cua toan thé cong ty, va dbi tic bén ngoai.

- Pi kém véi muc tiéu ting truong san luong, can phai chuan bi da nguon luc
va ngudn vén tranh bi dong.

- Bao tri, nang cap va hién dai hoa day chuyén san xuat, xu huéng sir dung
may moéc van hanh thay thé cho viéc sir dung nhan cong.

- Chu trong dén cong tac du bao, lam ké hoach, thanh 1ap mét bo phan chuyén
trach dé 1am viéc nay mot cach khoa hoc va hiéu qua nhat.

- Nhan thire 13 vai trd va tim quan trong caa hoat dong thu mua va quan trj thu
mua, dau tu ngudn luc va hd tro cac diéu kién tét nhat nham téi vu hoa chudi cung
mg, xem d6 13 nhiém vy séng con trong qua trinh van hanh va phat trién cua cong

ty.
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KET LUAN

Nganh thirc n chin nudi la mot nganh c6 téc do ting truong nhanh, thu hit
duoc nhidu ngudn luc tir cac tap doan da qudc gia, va cac tip doan 16n trong nudc
dau tu vao. Tao ra nhiéu co hoi, nhung ciing khong it thach thuc, sau khoang thoi
gian ting tudng lién tuc, hau hét cac tip doan 16n trong nganh déu da dau tu xay dung
nha may va mé rong san xuat, cong suét hién tai di vuot kha xa so véi nhu cau thuc

té, vi vay mirc d6 canh tranh gianh thi phan rat khéc liét.

Chi phi nguyén liéu chiém phan 16n ty trong, tac dong truc tiép dén ty suat
loi nhuan caa doanh nghiép, gia nguyén liéu thu mua phai hop 1y, tao duoc loi thé
canh tranh véi cac d6i thir trong ciing nganh, bat loi vé quy mo so véi cac 6ng 16n,
nhung mudn ton tai, thi badng moi cach phai tdi wu dwoc chi phi mua nguyén liéu,

khong chénh 1éch qué 1on.

Nhan biét dugc nhitng thach thirc danh cho cac doanh nghiép vira va nho nhu
Cong ty TNHH Woosung Viét Nam. Lam thé nao dé khong bi dao thai, hoic bi bo
lai qua xa, can phai tim ra cac giai phap déng bo nham vuc day hoat dong kinh doanh,
tirng buéc 6n dinh va hudng téi muc tiéu c6 loi nhuan. T chie hoat dong thu mua,
va ting cudng cac chirc ning quan tri, danh gia thuc trang, tim ra giai phap dé khong
ngimg hoan thién quy trinh thu mua, nham quan tri thu mua mot cach hiéu qua ludn

12 nhiém vy trong tam d6i nguoi giit trong trach quan 1y phong thu mua.

Véi muc tiéu ban dau dit ra, dé tai: “TOI UU HOA HOAT PONG QUAN
TRI THU MUA NHAM HUONG TOI XAY DUNG CHUOI CUNG UNG HIEU
QUA TAI CONG TY TNHH WOOSUNG VIET NAM” di thuc hién dugc cac noi

dung sau:

- Trinh bay khai quat c6 h¢ théng nhitng co so 1y luan vé hoat dong thu mua,
vé chudi cung tng nguyén liéu san xuét thic dn chin nudi

- Téng hop, phan tich, ddnh gia hién trang hoat dong thu mua, quan tri thu mua
tai Cong ty TNHH Woosung Viét Nam. Tir d6 xac dinh duoc nhiing két qua da dat

duoc, nhiing han ché, nguyén nhan, ton tai cAn khic phuc trong quan tri thu mua
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- Dé xuat cac giai phap nhiam t6i wu héa hoat dong quan tri thu mua nhiam
huéng t6i xay dung chudi cung tng hiéu qua. Pong thoi danh gia hiéu qua tir nhitng
giai phap mang lai.

- Pua ra mét s6 kién nghi nham giai quyét nhitng kho khan con ton dong.

Khi nghién ciru va thuc hién dé tai nay, tc gia mong mudn dwa ra cai nhin siu
sic hon vé thuc trang hoat dong thu mua tai cong ty, tir d6 dua ra nhirng giai phap
nhim hoan thién, va viéc quan tri thu mua duoc hiéu qua. Tuy nhién, trong qua trinh
thuc hién dé tai, tac gia gap mot s6 kho khin do dé tai nay méi, chua c6 nhiéu nghién
cttu khoa hoc chuyén sau, dit liéu duoc trich din tir mot sé trang tin tong hop, hoic
chia sé trong noi bd nganh (tinh xac thuc chi twong d6i khong nhu ngudn dit liéu géc

tir Tong cuc thong ké, Tong cuc hai quan, Bo ndng nghiép va phat trién nong thon).

Ban than tac gia cling chi phu trach vi tri quan 1y tai phong thu mua cong ty tir
dau nam 2019, vi vay nhitng thyc trang va giai phap dua ra con mang tinh chu quan
clia c4 nhan, van can cai nhin da chiéu hon, nhitng gop ¥ bd sung dé dé tai thuc sy 1a
madt nghién ctru khoa hoc co gid tri 4p dung trong thuc tién. Vi nhitng néi dung trong
pham vi dé tai thuc hién duoc, tac gia hi vong s& gop phan téi wu héa duoc hoat dong
quan tri thu mua, huéng téi xay dung chudi cung tng hiéu qua tai Cong ty TNHH

Woosung Viét Nam.
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DANH MUC TAI LIEU THAM KHAO
TAI LIEU TU CAC TRANG WEB

1. 6 thach thirc ciia nganh cong nghiép thirc an chan nudi trong twong lai la gi? Tai

dia chi: https://www.vietdvm.com/tin-tuc/the-gioi/thong-tin/6-thach-thuc-cua-

nganh-cong-nghiep-thuc-an-chan-nuoi-trong-tuong-lai-la-gi.html , truy cap thang
03/2021

2. 6 xu hudng thirc dn chin nudi toan cau 2019, tai dia chi:

http://hoinongdanquangngai.org.vn/6-xu-huong-thuc-an-chan-nuoi-toan-cau-2019-
11742.html , truy cap thang 03/2021

3. Buc tranh tong thé ciia nganh san xuat thirc an chin nudi mua dich Covid 19, tai
dia chi: http://vinanet.vn/nong-san/buc-tranh-tong-the-cua-nganh-san-xuat-thuc-an-
chan-nuoi-mua-dich-covid-19-735335.html , truy cap thang 03/2021

4. Chudi cung tng 1a gi? Cach van hanh chudi cung ung hiéu qua, tai dia chi:

https://accnet.vn/chuoi-cung-ung-la-gi , truy cap thang 03/2021

5. Dién bién vu giai ctru tau chian ngang kénh dao Suez, tai dia chi:
https://bnews.vn/dien-bien-vu-giai-cuu-tau-chan-ngang-kenh-dao-suez/190709.html
, truy cap thang 03/2021

6. Dinh nghia chudi cung ung: tai dia chi:
https://vi.wikipedia.org/wiki/Chu%E1%BB%97i_cung_%E1%BB%A9ng, truy cap
thang 03/2021

7. Doanh nghiép FDI sap nam gan tron san xuat thire an chan nudi, tai dia chi:

http://www.baodongnai.com.vn/kinhte/201806/doanh-nghiep-fdi-sap-nam-gan-tron-

san-xuat-thuc-an-chan-nuoi-2898429/ , truy cap thang 03/2021

8. Doanh nghiép thtrc an chin nudi: Bao gio méi c¢6 thé “1di nguoc dong™?, tai dia
chi: https://vneconomy.vn/doanh-nghiep-thuc-an-chan-nuoi-bao-gio-moi-co-the-loi-
nguoc-dong-2021020212033684.htm , truy cap thang 03/2021

9. Giao dich tai thi truong hang hoa, tai dia chi: https://www.xtbh.com/vn/learn-to-

trade/hoc-giao-dich-tren-thi-truong-hang-hoa-vn, truy cap thang 03/2021

10. Muc tiéu cua quan tri cung ung, tai dia chi http://quantri.vn/dict/details/354-

muc-tieu-cua-guan-tri-cung-ung , truy cép thang 03/2021


https://www.vietdvm.com/tin-tuc/the-gioi/thong-tin/6-thach-thuc-cua-nganh-cong-nghiep-thuc-an-chan-nuoi-trong-tuong-lai-la-gi.html
https://www.vietdvm.com/tin-tuc/the-gioi/thong-tin/6-thach-thuc-cua-nganh-cong-nghiep-thuc-an-chan-nuoi-trong-tuong-lai-la-gi.html
http://hoinongdanquangngai.org.vn/6-xu-huong-thuc-an-chan-nuoi-toan-cau-2019-11742.html
http://hoinongdanquangngai.org.vn/6-xu-huong-thuc-an-chan-nuoi-toan-cau-2019-11742.html
http://vinanet.vn/nong-san/buc-tranh-tong-the-cua-nganh-san-xuat-thuc-an-chan-nuoi-mua-dich-covid-19-735335.html
http://vinanet.vn/nong-san/buc-tranh-tong-the-cua-nganh-san-xuat-thuc-an-chan-nuoi-mua-dich-covid-19-735335.html
https://accnet.vn/chuoi-cung-ung-la-gi
https://bnews.vn/dien-bien-vu-giai-cuu-tau-chan-ngang-kenh-dao-suez/190709.html
https://vi.wikipedia.org/wiki/Chu%E1%BB%97i_cung_%E1%BB%A9ng
http://www.baodongnai.com.vn/kinhte/201806/doanh-nghiep-fdi-sap-nam-gan-tron-san-xuat-thuc-an-chan-nuoi-2898429/
http://www.baodongnai.com.vn/kinhte/201806/doanh-nghiep-fdi-sap-nam-gan-tron-san-xuat-thuc-an-chan-nuoi-2898429/
https://vneconomy.vn/doanh-nghiep-thuc-an-chan-nuoi-bao-gio-moi-co-the-loi-nguoc-dong-2021020212033684.htm
https://vneconomy.vn/doanh-nghiep-thuc-an-chan-nuoi-bao-gio-moi-co-the-loi-nguoc-dong-2021020212033684.htm
https://www.xtb.com/vn/learn-to-trade/hoc-giao-dich-tren-thi-truong-hang-hoa-vn
https://www.xtb.com/vn/learn-to-trade/hoc-giao-dich-tren-thi-truong-hang-hoa-vn
http://quantri.vn/dict/details/354-muc-tieu-cua-quan-tri-cung-ung
http://quantri.vn/dict/details/354-muc-tieu-cua-quan-tri-cung-ung
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11. Nhan t6 anh huéng dén quan tri mua hang,
https://sites.google.com/view/quanlymuahang/nh%C3%A2n-t%E1%BB%91-
%E1%BA%A3Nh-h%C6%B0%E1%BB%9Fng-%C4%91%E1%BA%BFn-
qQUAE1%BA%A3N-trNE1%BB%8B-mua-h%C3%A0ng, truy cap thang 06/2021

12. Quan tri mua hang, tai dia chi: https://vilas.edu.vn/quan-tri-mua-hang-

purchasing-management.html , truy cap thang 03/2021

13. Supply Chain la gi, tai dia chi https://marketingai.admicro.vn/supply-chain-la-
i/, truy céap thang 03/2021

14. Tam quan trong cua quan tri mua hang trong doanh nghiép thuong mai, tai dia

chi: http://quantridoanhnghieptongthe.com/chi-tiet-tin/tam-quan-trong-cua-guan-tri-

mua-hang-trong-doanh-nghiep-thuong-mai-27/ , truy cap thang 03/2021

15. Thu mua la gi, tai dia chi: http://ebizdict.com/cong-viec-cua-nhan-vien-

purchasing-va-procurement.html : https://logistics4vn.com/thu-mua-la-qi-

procurement-purchasing-la-gi ; https://vietnambiz.vn/thu-mua-procurement-trong-
logistics-la-gi-qui-trinh-thu-mua-20191023104511423.htm ;

https://vilas.edu.vn/infographic-dau-la-su-khac-biet-giua-purchasing-va-

procurement.html , truy cap thang 03/2021

16. Top 10 cong ty thirc an chan nudi uy tin nam 2020, tai dia chi:
https://vietnamnet.vn/vn/kinh-doanh/vef/top-10-cong-ty-thuc-an-chan-nuoi-uy-tin-
nam-2020-694475.html , truy cap thang 03/2021

17. Trién vong nganh thirc an chan nudi nam 2020, tai dia chi:
https://viracresearch.com/trien-vong-nganh-thuc-an-chan-nuoi-nam-2020.html , truy
cap thang 03/2021

18. Viét Nam déng thir 5 thé gi6i vé chin nudi lon, tai dia chi:

http://vinanet.vn/nong-san/viet-nam-top-5-the-gioi-ve-nuoi-lon-bat-ngo-nhap-khau-
0-at-718218.html, truy cap thang 03/2021

19. Woosung thay d6i tim nhin sau 15 nam dau tu tai Viét Nam, tai dia chi:

https://tieudung.vn/doanh-nghiep/woosung-thay-doi-tam-nhin-sau-15-nam-dau-tu-
tai-viet-nam-27620.html, truy cap thang 03/2021



https://sites.google.com/view/quanlymuahang/nh%C3%A2n-t%E1%BB%91-%E1%BA%A3nh-h%C6%B0%E1%BB%9Fng-%C4%91%E1%BA%BFn-qu%E1%BA%A3n-tr%E1%BB%8B-mua-h%C3%A0ng
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https://sites.google.com/view/quanlymuahang/nh%C3%A2n-t%E1%BB%91-%E1%BA%A3nh-h%C6%B0%E1%BB%9Fng-%C4%91%E1%BA%BFn-qu%E1%BA%A3n-tr%E1%BB%8B-mua-h%C3%A0ng
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http://quantridoanhnghieptongthe.com/chi-tiet-tin/tam-quan-trong-cua-quan-tri-mua-hang-trong-doanh-nghiep-thuong-mai-27/
http://ebizdict.com/cong-viec-cua-nhan-vien-purchasing-va-procurement.html
http://ebizdict.com/cong-viec-cua-nhan-vien-purchasing-va-procurement.html
https://logistics4vn.com/thu-mua-la-gi-procurement-purchasing-la-gi
https://logistics4vn.com/thu-mua-la-gi-procurement-purchasing-la-gi
https://vietnambiz.vn/thu-mua-procurement-trong-logistics-la-gi-qui-trinh-thu-mua-20191023104511423.htm
https://vietnambiz.vn/thu-mua-procurement-trong-logistics-la-gi-qui-trinh-thu-mua-20191023104511423.htm
https://vilas.edu.vn/infographic-dau-la-su-khac-biet-giua-purchasing-va-procurement.html
https://vilas.edu.vn/infographic-dau-la-su-khac-biet-giua-purchasing-va-procurement.html
https://vietnamnet.vn/vn/kinh-doanh/vef/top-10-cong-ty-thuc-an-chan-nuoi-uy-tin-nam-2020-694475.html
https://vietnamnet.vn/vn/kinh-doanh/vef/top-10-cong-ty-thuc-an-chan-nuoi-uy-tin-nam-2020-694475.html
https://viracresearch.com/trien-vong-nganh-thuc-an-chan-nuoi-nam-2020.html
http://vinanet.vn/nong-san/viet-nam-top-5-the-gioi-ve-nuoi-lon-bat-ngo-nhap-khau-o-at-718218.html
http://vinanet.vn/nong-san/viet-nam-top-5-the-gioi-ve-nuoi-lon-bat-ngo-nhap-khau-o-at-718218.html
https://tieudung.vn/doanh-nghiep/woosung-thay-doi-tam-nhin-sau-15-nam-dau-tu-tai-viet-nam-27620.html
https://tieudung.vn/doanh-nghiep/woosung-thay-doi-tam-nhin-sau-15-nam-dau-tu-tai-viet-nam-27620.html
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20. Xu thé phat trién chin nudi cua thé gigi: http://nhachannuoi.vn/xu-the-phat-

trien-chan-nuoi-cua-the-gioi/ , truy cap thang 03/2021

21. Panh gia nganh thtrc dn chin nudi tir goc do lich str va y nghia ddi véi twong lai

cua no, 20/01/20216 tai dia chi: https://www.cambridge.org/core/journals/journal-of-

applied-animal-nutrition/article/review-of-the-feed-industry-from-a-historical-

perspective-and-implications-for-its
future/A655939BDBB386140F15ECB577F5711C, truy cap thang 03/2021
22. Lich sir thanh 1ap tap doan Woosung, Han Qudc, tai dia chi:

http://www.woosungfeed.co.kr/eng/sub07/sub07_04.html truy cap thang 03/2021

23. Nganh thirc dn chin nudi toan cau, tai dia chi: https://ifif.org/global-
feed/industry/, truy cap thang 03/2021
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PHU LUC

Phu luc 1: Dién giai ndi dung quy trinh thu mua nguyén liéu thirc in chiin

nudi theo tiéu chuan 1SO 22000/ 1SO9001:2015

Cong Trach Dién giai / hinh anh / biéu miu ghi chép

viéc nhiém

1. Xacdinh |R&D, SC,| 1.1. Nguyén vt liéu c6 trong Tiéu chuian NL

nhu cau/ yéu | PMH cia MNS (Tham khdo tiéu chudn nguyén vt liéu”
cau Nguyén hién hanh ciia MNS ma sé TCNL)
vat ligu - Nhan dé nghi mua hang tir phong SC (s6 luong,

thoi gian, dia diém nhan hang,...).

- Kiém tra sy phu hop phap ly cua NL can mua
(Tham khdo “Quy dinh vé viéc sir dung NL trong
san xudt thec dn chan nuéi” biéu mau s6 CE-LE-
Qb-01).

1.2.  NL méi chwa cé trong Tiéu chuan NL
cua MNS.

- Nhan yéu cdu mua hang tir R&D hoic véi tiéu
chuan chét luong cu thé (bang email hoic thong
b4o bang vin ban néu c6).

- Nhan d& nghi mua hang tir phong SC: s6 luong,
PMH, MDM, | thoi gian, dia diém nhan hang,...(bang email hoic
R&D thong bao bang vin ban néu co).

- Kiém tra sy phu hop phap 1y caa NL can mua
(Tham khdo “Quy dinh vé viéc sir dung NL trong
san xudt thec dn chan nuéi” biéu mau s6 CE-LE-
PMH, SC Qb-01).

- Yéu cau MDM tao ma NL moi trén hé thng
ERP va thong bao cho cac phong ban lién quan.
1.3. BB cua MNS (da dwgc duyét Marquette)
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PMH, R&D,
Marketting,
SC

- Nhan dé nghi mua hang tir phong SC (sb luong,
thoi gian, dia diém nhan hang...).

- Kiém tra su phu hop phap 1y cua BB can mua
(d6i voi cac BB da co marquette trong MNSS).

1.4. BB méi chwa c6 Marquette.

- Nhan yéu cau mua hang tr R&D hoic
Marketting véi tiéu chuan chat luong cu thé (bang
email hoic thong bao bang vin ban néu co).

- Nhan d& nghi mua hang tir phong SC: s6 lugng,
thoi gian, dia diém nhan hang...(bang email hoac
thong bao bang vin ban néu co).

- Kiém tra Marquette, xac nhan vé viéc 1am ban
in, truc 6ng dong (néu co), thoi gian giao hang.

- Yéu cidu MDM tao ma BB mdi trén hé théng

ERP va thong bao cho cac phong ban lién quan.

2. Lua chon
NCC

PMH

2.1. Nha cung cap di c6 trong danh sach dwoc
duyét caa MNS:

- Nhan vién mua hang lya chon NCC dya vao Danh
sach NCC duoc duyét caa MNS s “CE-QA-QT-
05/PLO1”.

2.2. Nha cung cép chwa cé trong danh sach dwoc
duyét caa MNS:

Budc 1: Xac dinh NCC tiém ning

+ Nhan vién mua hang thu thap thong tin lién quan
dén NCC tir thi truong va théng qua biéu miu
“Phiéu Khdo sdat NCC méi” biéu mau CE-QA-
QT-05/BMO01

+ Trong trudng hop can goi mau dé danh gia chat
luong trude thi PMH s& goi mau kém thong tin day
du cho QC (Specification, tén NCC/ NSX,...)
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+ Nhan vién mua hang thu thap ho so phap ly
chung (Giay phép PKKD; T khai ding ky thué;
Thong bao phat hanh hda don va cac ching nhan
ISO; HACCP; GMP....(néu co).

Bwéc 2: Bé nghi danh gia nha cung cap.

+ Nhan vién mua hang gtri d@& nghi 1én cho truéng
bo phan va phong QC, QA.

+ PMH, QC, QA sé danh gia NCC.

Bwéc 3: Kiém tra, danh gia NCC

+ Tham khao Quy trinh danh gia NCC s6 “CE-
QA-QT-05”

Bwoc 4: Cap nhat Danh sach NCC duoc duyét:

+ Binh ky hang quy, PMH s& cap nhat cac NCC
mai da duge danh gia va duoc lya chon la NCC
duoc duyét mua thong qua cac email duyét mua
ctia BOM va/ hoic Phiéu kiém tra phdp 1y nguyén
licu cua Legal ban hanh,...vao Danh sach
NCC chinh hoic NCC dy phong dé trinh ky
BOM va cap nhat cho cac phong ban lién
quan (R&D, QC, QA) theo biéu miu danh sach
NCC duoc duyét CE-QA-QT-05/PLO1

3. Mua hang

PMH

3.1 Nhém NL mua DAu thau.
Budc 1: Chuan bi

+ Theo ddi thi truong va chon thoi diém mua thich
hop

+ Kiém tra lai nhu cau mua

Buéc 2: Mé thu

+ Vong 1 : Giri mail thong bao mé thau (tender)

bao gom cac ndi dung va diéu khoan ma MNS
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mong mudn (gui email CC cho CEO, COO, Giam
dbc mua hang, Gidm Pbc mua nguyén liéu,
Truong nhom mua va BCC cho cac NCC trong
danh séach).

+ Vong 2 : Guri mail tra gia mua sau khi nhan ban
chao ctia cac nha cung cap (gui email CC cho
CEO, COO, Giam ddc mua hang, Giam Péc mua
nguyén li¢u, Truong nhém mua va BCC cho 03
NCC c¢6 ban chao gia tot nhat hodc ¢ thé nhiéu
hon 03 NCC néu khoang cach chénh léch gia chao
nho).

+Vong 3 : Giri mail dam phan gia/ cac diéu khoan
v6i nha cung cap c6 ban chao gia tot thir 2 dé dua
vé cung 1 mirc gia t6t nhat, va/hodc véi nha cung
cap thir 3 trong truong hop nha cung cap thu 2
khong dong y (gui email CC cho CEO, COO,
Giam d6¢ mua hang, Giam Pdc mua nguyén liéu,
Truéng nhom mua va BCC cho nha cung cip co
ban chao tét thir 2, hoic tét thi).

Buwdéc 3: Trinh duyé¢t mua:

+ Giri mail trinh duyét mua theo mau/ Goi dién
hoic nhan tin trinh mua trong trudng hop khan va
s& giri mail trinh mua b sung sau (giri email truc
tiép cho CEO, COO, Giam ddc mua hang, Giam
DPdc mua nguyén liéu va CC cho cac truong nhom).
Budc 4: Phé duyét mua:

+ COO/ Gb mua hang duyét mua sau khi nhan

duoc dé nghi chip nhan cia RM Manager.
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COO/ GbMH

PMH

PMH

PMH

Bwoéc 5: Xac nhan mua

+ Gui mail xac nhan mua sau khi nhan dugc phé
duyét cua lanh dao (gui truc tiép cho NCC duoc
duoc lanh dao duyét mua va CC cho Giam dé¢ mua
hang, Giam Ddc mua nguyén liéu, RC, FC tai cac

nha may).
Bwéc 6: Pong thau

+ Gui mail thong bao két qua thau cua cac loai
nguyén liéu c6 murc gia bién dong (BCC: cho nha
cung cap da giri ban chao va CC cho Giam ddc
mua hang, Giam Pdc mua nguyén liéu, Truong
nhoém mua).

3.2 Nhém NL mua theo Basis/ Premium (Chot
gia trén CBOT (Bip, Banh diu d4u nanh)

Bwéc 1: Mua Basis

- Thuyc hién tir budc 1 dén bude 6 theo quy trinh
cho céc loai nguyén liéu mua dau thau 1 vong (bao
goém ca budéc tao & ky hop dong).

Buéc 2: Chét gia trén CBOT

- Theo ddi thi trudng CBOT, chon thoi diém va
chon gia dit Iénh + nhan tin cho CEO, COO muc
gi4 dinh dit

- Gtri mail dat Iénh cho NCC sau khi nhan phé
duyét qua tin nhin + Theo ddi dién tién gid trén
CBOT (Gai email truc tiép cho NCC d trung thau
Basis va CC cho CEO, COO, GBNL).

- Truong hop dén han cudi phai chét ma 1énh
khong khéop hodac xu hudng gia thi truong thay
d6i... nhan tin cho CEO, COO vé dé nghi doi lénh.
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PMH

COO,GbMH,
GDNL

PMH

- Khi Iénh khép, NCC guri mail xac nhan, gui bao
c4o vé cac lénh di khép bao gdm: ngay khép Iénh,
gia future + quy ddi gia CNF, gia CNF binh qun. ..
(Goi email truc tiép cho COO va CC cho CEO,
GbMH, GbNL).

3.3 Nhém NL mua theo Hop dong nguyén tic.

Buéc 1: Chuén bi

- Lam viéc voi Vién Cong nghé va dinh dudng
(MINS) nhu cau sir dung céc loai NL dac biét

- Kiém tra lai ton kho va nhu cau sir dung trong
khoang thoi gian can mua

Buwéc 2: Bam phan gia:

- Vong 1 : Giri mail nhu ciu mua hang c6 uéc tinh
s6 lugng va khoang thoi gian giao hang (gii email
CC cho CEO, COO, Giam ddc mua hang, Gidm
Pbc mua nguyén liéu, Truong nhém mua va BCC
cho cac NCC trong danh sach).

- Vong 2: Guri mail dam phan gia mua va chiét
khau trén gia khi vuot s6 lugng mua dy kién ban
dau (gui email CC cho CEO, COO, Giam déc mua
hang, Giam Pdc mua nguyén liéu, Truéng nhom

mua va BCC cho cac NCC trong danh sach).
Buwdc 3: Trinh duyét mua

- Giri mail trinh duyét mua (gui email tryc tiép cho
CEO, COO, Giam déc mua hang, Giam Déc mua

nguyén li¢u va CC cho cac truong nhom).

Budc 4: Phé duyét mua
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- COO/ Gb mua hang duyét mua sau khi nhan
duoc dé nghi chap nhan caa RM Manager.

Bwoéc 5: Xac nhan mua

- Guri mail xac nhan mua sau khi nhan dugc phé
duyét cua lanh dao (gui truc tiép cho NCC duoc
duoc lanh dao duyét mua va CC cho Giam dé¢ mua
hang, Giam Pdc mua nguyén liéu, RC, FC tai cac
nha may).

3.4 Nhom BB

- Mua theo Hop dong nguyén tic, quy trinh twong

tu muc 3.3 ¢ trén.

4. Tao hop
ddng, SPO.

PMH

4.1. P6i véi NL mua ndi dia:

- Tao Hop ddng:

+ LCE cin cr x4c nhan mua hang tir nhom mua dé
tao hop ddng mua ban cho tirng nha may trong
vong 02 ngay lam viéc. Yéu cau NCC trinh ky,
dong dau va gui hop dong goc cho minh kiém tra
va trinh ky BGD. Sau d6 goi cho FC tai cac nha
may dong dau.

+ FC d6ng dau xong gai lai Hop dong gbc cho LCE
luu gitr.

- Tao SPO:

+ Nhén vién mua hang tao SPO trén hé thong ERP
va giri cho Nha cung cap ky xac nhan, CC cho
GbMH, GDNL, FC va cac Truéng nhom.

+ LCE thu thap ho so gbc day du tir Nha cung cap
bao gom Hop dong, SPO, Thu cam két khong str
dung chat cdm (néu co6). LCE sé& luu giit ban géc
cua Hop dong, FC s& luu gitt SPO, Thu cam két

(néu c6) va ban sao Hop dong.
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4.2.  Poi véi NL mua nhap khau:

- ICE yéu cau NCC goi ban nhap hop dong trong
vong 02 ngdy lam viéc ké tir ngay xac nhan mua
hang, kiém tra cac diéu khoan, trinh ky (tham khao
“Quy trinh Pdm phdn, Soan thdo hgp dong” sb
CE-LE-QT-01).

- Nhén vién mua hang tao SPO trén hé thong ERP
goi email s6 SPO cho ICE va truong nhom hd tro
Sau mua.

- ICE luu gitt hop dong géc.

- DPéi vai hang mua theo Basis: Ky Phu luc Hop
dong véi gia quy doi CNF sau khi tat ca cac 1énh
cho cung 1 shipment da khép.

4.3.  Doivéi BB:

- Tao Hop dong:

+ PMH soan thao hop ddng nguyén tic cho ting
nha may. Yéu cau NCC trinh ky, dong dau va gui
hop dong gc cho minh kiém tra va trinh ky BGD.
Sau d6 goi file scan cho cac FC tai cac nha may
luu triv.

- Tao SPO:

+ Nhan vién mua hang tao SPO trén hé thong ERP
va guri cho Nha cung cip, CC cho TPNNL va cac
FC nha may.

5. Theo doi
don hang

PMH

5.1. Tiép nhan hop dong, don hang:

- FC tiép nhan s6 SPO, hogp dong tir nhém mua va
diéu phdi hop dong ddi véi NL mua noi dia va BB,
cap nhat file theo doi.
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- ICE tiép nhan SPO tir nhém mua va cap nhat file
theo doi.

5.2 Pi¢u hang va theo déi tién dd hop ddng

5.2.1 Hang mua tir NCC trong nwéc (NL va
BB):

- Can cur theo ké hoach san xuat, ton kho thuc té
va thong tin trén hop dong dé goi hang vé cho phu
hop.

- Pam bao viéc giao hang theo dung tién d6 hop
dong va/hodc phu hop véi nhu cau sir dung NL, BB
ctia nha mdy, déng thoi dam bao an toan ton kho.
- biéu chinh ngay giao hang va cac thong tin khac
trén ERP néu c6 thay d6i trude khi hang giao toi
nha may.

5.2.2 Hang mua tir NCC nudc ngoai:

- ICE 1am viéc voi NCC tiép nhan thong tin vé cac
shipment theo xac nhan don hang tir nhém mua va
hop dong d3 ky.

- Truong hgp MNS thay doi nhu cau sir dung va
can hang sém hoic mudn hon du kién, PO Staff
hoic SC sé& bao cho ICE 1am viéc vai NCC dé thay
d6i lich trinh ship hang sém hoac tré hon du kién.
- Piéu chinh ngay giao hang va cac thong tin khac
trén ERP néu c6 thay d6i trude khi hang giao toi
nha may.

- Thong béo nhitng van dé sau day dén GNVC dé
sap xép, chan bi phuong tién va 1am thu tuc nhan

hang nhap khau truc tiép:
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BPK

Logistics

QC

KTK

+ Thong bao trudc ké hoach tau vé Viét Nam
(khoang tir 5 — 30 ngay tiy theo cy ly van chuyén).
+ Cung cap cac thong tin vé : dic diém con tau, so
d6 ham hang, ning suat cu tau, ning suat bc d
quy dinh, mic thuong/ phat coa tau dé& GNVC
thuong luong va ky hop déng boc xép véi cang.

+ Phéi hop cing GNVC dé giai quyét nhanh chong
cac phat sinh, ton that, néu c6 xay ra trong qua trinh
nhan hang NK.

*** Trong truong hop bat kha khang budc bén
ban phai hay bo hop déng hoic tri hodn thdi gian
giao hang, B6 phan Thu Mua NL phai:

- Trinh van dé nay dén BGD xin y kién tim mua
NL tir nha cung cdp khac (quay lai budc 2, trong
truong hop con ton kho an toan).

- Théng tin vé vin dé nay dén Phong cong thic dé
thay doi cong thirc néu NL ton kho khong di cho
san Xuat.

5.3 Nhén hang

- Hang mua ngi dia:

+ FC thong bao ké hoach nhap NL / BB dén BP-
QC dé b tri nhan sy kiém tra chat luong hang hoa.
Thong bao duoc thuc hién bang : email, théng bao
bang dién thoai, thong tin bang 161 noi ...

+ Ho so giao hang: Bao gébm hoa don (néu co),
SPO, phiéu xuat kho thé hién sé SPO, ... va cac
gidy to khac theo quy dinh trong “Théng tin phdp
ly cua NL” cua Legal.

- Hang nhap Khau
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+ GNVC goi chiang tir nhap hang, thong tin don
hang, sb luong, thoi gian giao hang...cho Ké Toan
Kho khi hang vé t6i cang hoic giao téi nha may.
+ GNVC va bo phan Kho t6 chic, siap xép nhan
hang.

5.4 Kiém hang

- Tham khao GMP tiép nhan nguyén vat liéu s6
BH-SX-GMP-01.
5.5 Nhap Kho

- Tham khao GMP tiép nhan nguyén vat liéu sd
BH-SX-GMP-01.

6. Thanh

toan

PMH

1.1  Tap hep ching tir nhan hang:

e Hang mua trong nwéc (NL va BB) (FC)

- Diéu phdi nha may s& thu thap diy da ching tur
nhap Kho tir Ké Toan kho.

- Pdi chiéu sé lidu gitra Phiéu nhap kho, Hoa don
va thong tin trén don hang.

e Hang mua nhip khau (ICE)

- ICE tap hop va gui bo chung tir copy cho Ké

toan thanh toan va Logistics thong qua email.

- Ddi vai ching tir thanh toan bang hinh thac DP,
DA, LC, Ké toan nhan bo chang tir géc dé nhan
hang tir Ngan hang, chuyén cho Logistics va luu

trix hd so.

- Pdi véi chirng tir thanh toan bang hinh thac T/T
va cac trudng hop chitng tir chuyén ngoai hé thong
ngan hang theo quy dinh cua hop dong, chang tir
gbc dugc NCC chuyén tryc tiép cho ICE va/hoic
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Logistics (tuy truong hop) . ICE /Logisitcs kiém
tra va chuyén cho Ké Toan dé lam thu tuc thanh

toan.

- Ké toan kho tir quan 1y va chuyén ching tir nhap
hang vao cira kho nha may cho K& toan AP.

1.2 Chuyén hd so thanh toan

e Hang mua trong nwéc (FC)

- Piéu phdi nha may tap hop day du hod so, ching
tir va 14p bang ké thanh toan giri cho Phong Ké
toan.

- Hb so thanh toan: Tham khao “Quy dinh dé nghi
mua — thanh todn” tai liéu s6 “KTTC/AP-01".

e Hang mua nhip khau (ICE)

- Trén co so bo ching tir copy phu hop va thoi
han thanh toan trén hop déng, ICE lam DNTT hoac
gui email trinh xin duyét thanh todn cho 16 hang.

- ICE chuyén BDNTT hoic email phé duyét thanh
toan cung bd ching copy pht hop cho Ké toan dé
lam thu tuc thanh toan cho 16 hang theo thoi han

cua hop dong.

7. Panh gia
thuc hién
hop dong
cua Nha

cung cap

PMH

- Hang thang, sau khi két thuc hop dong, don
hang trong thang, nhan vién diéu phdi tién hanh
xem xét danh gia viéc thuc hién tién do hop déng
ciia Nha cung cap, theo “Tiéu chuin Pdnh gid
NCC” ciia PMH. Két qua danh gia nha cung cip
dugc phan anh theo mau Phiéu Ddnh gid nang luc
thurc hién hop dong theo thang biéu mau CE-QA-
QT-05/BMO7.
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- Duya vao két qua danh gia hop dong hang thang,

PMH s& tong hop két qua 6 thang hodc 1 nam (biéu
mau CE-QA-QT-05/BM08) dé goi cho QA, QC
tong hop vao Két qua danh gia NCC dinh ky.

8. Bao cao/

Luu ho so

PMH

Bao gia

Duyét gia

Hop dong

Thu cam két

H6 so NCC

Két qua danh gia NCC
Thong tin phap 1y cua NL




o Tir viét tat
-NL
-BB
-QC
-QA

-SC
-R&D

- CEO

- CFO

- CO0

- MDM
-NCC

- PMH

- GDMH :
-GDBNL :
- TPNNL :
- MKT

- SPO

- PO
-RC
-FC

- ICE

- LCE

- GNVC
- KTK

- BPK
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Nguyén li¢u

Bao bi

Phong kiém tra chat lugng.

Phong dam bao chat luong

Phong cung ing

Phong nghién ciru & phat trién

Giam doc diéu hanh
Giam ddc tai chinh

Giam d6c Van hanh

Bo phan Master Data Management
Nha cung cap

Phong mua hang

Giam Pdc Mua Hang

Giam Pdoc mua nguyén liéu

Trudng phong mua ngoai nguyén liéu
Phong Marketing

Don dat hang

Nhom mua hang

Piéu phdi ving

Diéu phdi vién nha may

Nhaén vién phu trach sau mua hang nhap khau
Nhan vién phu trach hop dong noi dia
Bo6 phan giao nhan van chuyén (Logistics)
Ké Toan Kho

Bo phan Kho

¢ Tai li¢u va ho so lién quan
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Tén tai liéu/ho so Mai s
- Tiéu chuan nguyén liéu TCNL
- Quy dinh vé viéc st dung NL tron

san xuat thl'ch an chan nuoi g ’ CELEQR-0L

déng.- Quy trinh dam phan soan thao hop CE-LE-QT-01
- GMP tiép nhan nguyén vat liéu BH-SX-GMP-01
- Quy trinh danh gia NCC CE-QA-QT-05
- Phiéu Khao sat NCC méi CE-QA-QT-05/BM01
- Danh sach Nha cung cap duoc duyét | CE-QA-QT-05/PLO1
- Phiéu Panh gia nang luc thuc hién

hop dong theo thang CE-QA-QT-05/BM07
- Phiéu Panh gia nang luc thuc hién

hop dong 6 thang CE-QA-QT-05/BMO08
- Quy dinh dé nghi mua — thanh toan | KTTC/AP-01
- Tiéu chuan danh gia NCC Khong
- Thong tin phap ly ctia nguyén ligu Khoéng
- Phiéu kiém tra phap 1y nguyén liéu Khong

Phu luc 2: Dién giai ndi dung quy trinh thu mua ciia Céng ty TNHH

Woosung Viét Nam
Buéc Néi dung thljr%m?ién Tan xuat iislithzu
Xac dinh nhu ciu/ yéu ciu PTM, _ Pot xuat
Nguyén vit li¢u R&D - Pau mdi
~ Cin cir vao ké hoach thu mua thang
_ Cin cir vao dé nghi mua hang tir
phong R&D
Luwa chon NCC PTM Trudc khi
Nha cung cip di c6 trong danh mua
sach dugc duyét cua Woosung
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Duyét dir liéu mua hang PTM & Mbi khi c6
- Buwéc 1: Chuan bj R&D ké hoach
+ Theo ddi thi trudong va chon dé nghi
thoi diém mua thich hop mua hang

+ Kiém tra lai nhu cau mua
- Buéc 2: Mé thau PTM
+ Vong 1 : giri mail hoac zalo
thong bao md thau (tender) bao
gom cac ndi dung va diéu khoan
ma Woosung mong mudn

+ Vong 2 : trd gid mua sau khi
nhan gia chao cua cac nha cung
cap

- Buwdc 3: Trinh duyét mua:
Gui trinh duyét mua hang 1én | PTM
Truéng phong Thu mua va Tong
giam doc

- Buwéc 4: Phé duyét mua:
Tong giam dbc duyét mua sau | TPTM,
khi nhan dugc dé nghi mua hang | TGP

- Buwéce 5: Xac nhan mua:
PTM sé xac nhan mua vai NCC

sau khi dugc lanh dao phé duyét

mua PTM

Tao don hang PTM Khi c6 yéu | Don hang
~ Mua ngi dia: cau  mua

+ Lap don dat hang/ hop ddng hang.

ghi rd tén san pham, sé luong,

chung loai, ky ma hiéu, cac

¢ DINH NGHIA (hoic CHU VIET TAT):
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thong sd k¥ thuat theo cac yéu
cau, quy dinh cia Cong ty.

~ Mua nhap khau:

+ Yéu cau NCC goi ban nhap
hop ddng, kiém tra cac diéu

Khoan, trinh ky.

Theo doi don hang nhap Kho
- Hang mua tir NCC trong
nuwéce (Nguyén liéu va Bao bi):
+ Can cir theo ké hoach san
Xuat, ton kho thyc té va thong
tin trén hop dong dé goi hang
vé cho phu hop

+ Bam bao viéc giao hang theo
dung tién do hop dong va/hoic
pht hop véi nhu cau st dung
Nguyén liéu, Bao bi cua nha
may, dong thoi dam bao an toan
ton kho

+ Piéu chinh ngay giao hang va
céc thong tin khac néu co thay
d6i trude khi hang giao toi nha
may

- Hang mua tir NCC nwéc
ngoai:

+ Lam viéc voi NCC tiép nhan
thong tin vé cac shipment theo
xac nhan don hang

+ Piéu chinh ngay giao hang va

cac thong tin khac néu c6 thay

PTM,
KHO

Khi c6 don
hang, nhap
hang

Phiéu nhap
hang
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doi trude khi hang giao téi nha
may

+ Théng bao vé ké hoach giao
nhan hang

Kiém duyét:

+ Thuc hién theo di chat luong
hang hoa: cam quan, lay thi
nghiém, phan tich.

Nhap kho:

+ Thuc hién so sanh chat luong
Véi tiéu chuan nhap hang.

+ Can xe, nhap kho

QC, QA

QA, QC,
KHO, CS

Thanh toan

Tap hop chung tir dé thuc hién
thanh toan:

+ Mua néi dia: chang tir nhap
kho, héa don va thong tin trén
don hang.

+ Mua nhap khau: Tap hop va
gui bo ching tir cho ké toan
thanh toan.

Sau khi tap hop du cac chang tur
lién quan thi lam trinh phé duy¢t
thanh toan, sau khi dugc phé
duyét thanh toan chuyén chung
tir sang bo phan ké toan dé lam

thanh toan.

PTM & Ké

toan

Tuan, theo
don hang,

hoa don

Panh gia viéc thuc hién heop
dong ciia NCC

PTM

Quy
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Hang quy, sau khi két thac hop
ddng, don hang trong quy, PTM
tién hanh xem xét danh gia viéc
thuc hién tién do hop ddng cua
Nha cung cép, theo “Tiéu chuén

Danh gia NCC” cua PTM

Luwu hd so
- Thu thap hd so chtng tir ¢6 lién
quan dén qua trinh mua hang va

luu trie

PTM,

Ké toan

Mdi don

hang.

- PTM: Phong Thu Mua
- TPTM: Trudéng phong Thu Mua

- TGD: Tong Giam Déc

- QA QC: Phong kiém tra va dam bao chat luong

- R&D: Phong Nghién ctru va Phat trién

- NCC: Nha cung cip
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