Khi D{ Liéu Giay Khong Con DU Pé Canh
Tranh

Hanh trinh cla Yacht Battery Co., Ltd — tif "mu chi phi" dén +10% doanh thu va ~8 ty VND tiét kiém mei ndm — trong 16
thang trién khai cung Digiwin. Bai hoc chuyén ddi sé thuc tién cho moi nha may san xuat tai Viét Nam.

CASE STUDY DIGIWIN x YACHT BATTERY NGANH AC QUY XUAT KHAU
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Két Qua Trong 16 Thang

Ba con s6 d3 thay ddi hoan toan cuc dién canh tranh cla Yacht Battery trén thi trudng Au-My.

~8 ty 90+ +10%

VND tiét kiém / nam Piém audit xudng Tang trudng doanh thu

Chi phi san xuat giam hang chuc triéu  Tang hdn 30% — dat tiéu chudn dditac ~ Nhg t6i uu portfolio 280+ SKU dua trén
TWD nhd kiém soat giG cong va nguyén Chau Au va Johnson Controls dii liéu lgi nhuan thuc té
vat liéu thuc té

"Trudc day ching t6i trién khai phan mém theo nhu cdu ciia nhan vién — nhung diéu dé khong dat dugc muc tiéu cap
quan ly. Lan nay, ching t6i xac dinh rd muc tiéu lanh dao trudc, réi méi quy hoach xudéng tiing bo phan."
— Lee, Mei-Yee, Phé Chu Tich Piéu Hanh, Yacht Battery Co., Ltd
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CHUGONG 1

Blc Tranh Quen Thudc G Nhiéu Nha May
Viét Nam

Nha may hoat ddng 6n. Bdn hang van vé. Nhung mai lan khach hang nudc ngoai hoi vé tién d6, truy xuat 16 hang, hay yéu cau
audit xudng — ca ddi phai chay di gom gidy td ti nhiéu bd phan, téng hdp tha cdng, rdi... van khdng chac s6 liéu d6 ¢6 ding
khong.

Hang nghin nha may Viét Nam dang van hanh trong trang thai "on nhung khdng kiém soat dudc." D{f liéu nam rai rac trén
gidy, trén Excel clia tling phong ban, trong dau cda vai nhan vién ky cuu. Khi mét mat xich rdi di hodc moét khach hang 18n yéu
cau minh bach — moi th( bat dau lung lay.

/N D6 chinh xac |3 van dé Yacht Battery phai d6i mat. Va cach ho gidi quyét da thay déi hoan toan cuc dién canh tranh

cla cong ty.
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CHUGNG 2

Nha San Xuat Ac Quy Xuat Khau 100% Sang

Thi Truéng Au-My

Thanh lap nam 1989 tai Dai Loan, Yacht Battery chuyén san
xuat ac quy axit chi vGi han 280 chiing loai phuc vu thi
trudng aftermarket chau Au va Bac Mj — tif xe mo-to, ATV,
Jet Ski dén mdy kéo nong nghiép. Yacht con la nha cung
Ung dudc chi dinh bdi Johnson Controls, mo6t trong nhiing
tap doan cong nghiép I8n nhat thé gigi.

Nam 2011, Yacht dua ra quyét dinh chién lugc: ddi toan bo
nha may tU Trung Qudc sang Khu Cong Nghiép Bau Bang,
Binh Dudng — dé t6i uu chi phi va md rong nang luc canh
tranh toan cau. Cung vdi d6, mot bai toan mai xuat hién —
bai todn khong thé gidi bang thém nhan su hay thém may
maoc.
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280+ 1989

Chuling loai san pham Nam thanh lap tai Dai
— 3c quy cho xe mo-t6, Loan — 35+ nam kinh
ATV, Jet Ski, ndng nghiém xuat khau toan
nghiép cau

100%

Xuat khdu Au-M§ — nha cung (ing dudc chi dinh bdi
Johnson Controls
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CHUGONG 3

Van Hanh Xuyén Quéc Gia — Thdéng Tin Van
Chay Trén Giay

Yacht Battery van hanh theo md hinh phan tan 3 l&nh thd, ba mui gid, bon quéc tich nhan su — va mot diém chung dang lo
ngai: thong tin dudc luu trén gidy, tong hgp thi cong, va khéng ai thuc su tin tudng vao con sé minh dang dung.

A8 s =

Bl Pai Loan Viét Nam = My
Nhan don hang & Thu mua nguyén San xuat toan bd san pham tai KCN Cham s6c khach hang & Phat trién
vat liéu Bau Bang, Binh Dudng thi trudng

/N M6 hinh nay mang lai lgi thé canh tranh vé chi phi va thi trudng. Nhung dong thdgi tao ra nhiing khoang téi nguy

hi€m trong dong chay théng tin — ndi ma sai sét, chdm tré va that thoat an minh.
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4 Hé Qua Nghiém Trong Khi Thong Tin DUt

Doan

Khong kiém soat dugc dif liéu san xuat khdng chi la bat tién — d6 [a rii ro chién ludc. Tai Yacht Battery, bon hé qua cu thé d3

trd thanh nat that ngdn can tang trudng.

Khdéng kiém soat dudc gia thanh san
xuat

GiG cong khong dudc ghi nhan theo cong doan. Chi phi
NVL khong khdp thuc té. Phong kinh doanh budc phai
bdo gia theo cam tinh — khong ddm manh tay dam
phan vGi 280+ ching loai SKU.

Thong tin tré — khach hang mat kién
nhan

Khach hang tai My héi tién do lic 9h sang. Doi sales goi
vé nha may Viét Nam (chénh 12 tiéng), chs kiém tra
thuc té roi bdo lai. Trong B2B: méat kién nhan = mat dan
hang.

Audit xudng: rui ro mat hgp dong chién
lucc

Khach hang Au-M§ va Johnson Controls danh gia theo
IATF 16949, 1ISO 9001. HE thong thi cdng khong du ho
s truy xuat - diém audit thap > nguy cG mat vi thé
"approved supplier."

s 1 <

K& hoach md réng chau Au bi chan lai
Yacht muon tan cong thi trudng EU — nhung véi cach
van hanh hién tai, khéng du tu tin dé chiing minh nang
luc vGi doi tac mdi. Moi budc tién chién ludc bi kéo lui
bdi nén tang van hanh lac hau.
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CHUGNG 4

Tai Sao Pay Khong Phai Bai Toan Phan Mém
Thong Thudng?

Nhiéu doanh nghiép san xuat d& ting thir trién khai ERP va that bai. Ly do phd bién nhat: chon giai phap thiét ké cho doanh
nghiép thuong mai, réi c6 ép vao moi trudng san xuat cong nghiép. Digiwin dudc xay dung dé lap day chinh xac khoang tréng
nay.

ERP Thong Thudng Vv Digiwin Cho San Xuat

Gioi quan ly dan hang, kho, tai chinh — nhung mu véi dit ERP + MES + Bl tich hdp théng nhat — dif liéu chay lién

liéu san xuat thuc té tuc tU xudng lén C-level

Khong theo doi dugc gid cong tung cong doan Ghinhan gid cong tu dong theo cong doan qua quét ma

Khong biét trang thai may méc theo thdi gian thuc Trang thai san xuat real-time — 3 van phong cung nhin
thay

Lénh san xuat tach rdi khoi thuc té xudng Lénh san xuat dong bo ti don hang Pai Loan dén xudng
Viét Nam

D{i liéu nhap tha céng, dé sai sét, khdong tin cay D{I liéu chdy tu déng, chinh xac, minh bach — audit-ready
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Kién Trac Giai Phap: Khong Chi La Phan
Mém

Digiwin ti€p can Yacht Battery theo hudng tu van kién tric van hanh: xac dinh muc tiéu lanh dao trudc, sau dé quy hoach hé
thong ti trén xuéng. Moi module d6ng mot vai tro rd rang trong blc tranh tong thé.

WFERP — L6i quan ly xuyén quoéc gia

Ddn hang, BOM, bao gia, kho, tai chinh — két noi 3 van phong bai Loan, Viét Nam, My trén cung mot nén tang
dif liéu théng nhat.

SFT — Shop Floor Tracking

LGp dif liéu ma ERP thong thudng khdng cd: gid cong tiing cong doan, trang thai may, tién d6 |énh san xuat —
real-time, chinh xac dén tiing pht.

P-Cloud — Ha tang dam may riéng

D{i liéu 3 quoc gia dong bo, an toan, khéng phu thuéc mang noi bo. Truy cap moi ldc, moi ndi — 12 mui gic

khong con la rao can.

Bl + TipBiuBl — Dashboard quan tri C-level

Lanh dao nhin vao thay ngay |gi nhudn theo tling SKU, tiing don hang, tiing thi trudng. Ra quyét dinh bang di
liéu thuc — khéng con cam tinh.

IWC

Két noi xuyén bd phan — xda rao can ngon ngif va

WMS
Kiém soat kho thong minh — nhap/xuat NVL va thanh

khoang cach dia ly trong giao ti€p van hanh da quéc gia

pham minh bach, khép vGi don san xuat. Khdng con
Dai Loan-Viét Nam-My.

chénh léch giiia s6 sach va thuc té.
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SFT — Lép D Liéu Ma ERP Thong Thudng
Khong Cé

Hau hét ERP diing lai & cong nha may: ho biét doanh nghiép [én ké hoach san xuéat gi, nhung khéng biét thuc té dang xay ra
diéu gi bén trong. Digiwin tich hgp SFT truc tiép vao ERP — khéng phai hai hé théng ghép rdi, ma |3 mét thé théng nhat. Cu
thé tai Yacht Battery, SFT tao ra 4 nang luc hoan toan mdi:

—_—Y)— — O —

Quét ma tai tung cong doan M6t man hinh — Ba quéc gia

Cong nhan quét ma > gid cong thuc té dudc ghi nhan tu Quan ly tai Bau Bang, Dai Loan va My cung nhin thay
dong, chinh xac dén ting phut, tiing cong doan. Khong tién do san xuat real-time. Khach hang hai lic 9h sang
con nhap tay, khong con udc lugng. tai My — cau tra IGi cé ngay.

Tu dong phan bo chi phi Truy xuat trong vai click

K& toan tu dong tinh gia thanh theo gid cong + NVL thuc HO sd truy xudt ttf NVL dau vao - thanh pham dau ra

té » gia thanh chinh xac theo tiing SKU. Phong kinh san sang ngay lap tic. Audit tir Johnson Controls va doi
doanh ddm dam phan tu tin. tac Au-M§ khdng con la ndi dm anh.,
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L6 Trinh 16 Thang: TU Hon Loan Pén Kiém
Soat

Digiwin khéng trién khai theo kiéu "big bang." Ho di theo [0 trinh 4 giai doan ¢6 chu dich, m6i giai doan tao nén tang viing

chac cho giai doan tiép theo.

T8/2016 — Giai doan 1

Khdi dong & Chuan héa: "Don nha" trudc khi s6
hda. Chuan héa quy trinh, hé thong hda cach lam

viéc. Chiém 5 thang — gan 1/3 tong du an. L
T1/2017 — Giai doan 2

Go-live: Toan bd dii liéu sadn xuat bat dau chay

vao hé théng. Sé liéu thuc té khép vGi s6 sach —
lan dau tién trong lich sif cong ty.

T6/2017 — Giai doan 3
Phan tich gia thanh: Ké toan [an dau nhin thay
gia thanh thuc sy theo tung SKU. Phong kinh

doanh c6 dif liéu bao gia tu tin — khdong con "mu ni T12/2017 — Giai doan 4

hi phi." e ae - o0
chiph Ra quyeét dinh chiéen ludc: Yacht Battery bat dau

tap trung vao chién lugc lgi nhuan — phan loai
portfolio dé tdn cong thi trudng EU. Chuyén doi s6
trd thanh gi thé canh tranh.

(® @ Baihoc dat gia: Giai doan "don nha" chiém 5 thang — gan 1/3 téng thdi gian du &n. Nhiéu doanh nghiép mudn
bd qua budc nay. Pay chinh la khodn dau tu quyét dinh thanh bai. Khdng thé sé héa mot quy trinh hon loan —

két qua chi la hon loan chay nhanh han.
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Két Qua Po Ludng Pudc — Nam 2018

Chi sau 16 thang trién khai, Yacht Battery chiing kién su thay d6i toan dién. Nhung con sé quan trong nhat khéng phai doanh
thu hay chi phi — ma |3 lAn dau tién lanh dao c6 thé ra quyét dinh kinh doanh dua trén dif liéu thuc.

~8 ty VND / nam 90+ diém audit

Chi phi san xuat giam — gis cong Tang 30% — mé cla thi trudng
thuc té ghi nhan tu dong. Chi phi EU — HO6 sd truy xuat day dua tu
NVL khép véi don san xuat. Gia NVL - thanh pham san sang trong

thanh theo tiing SKU lan dau tién vai click. Khong con "chay giay"
tinh dudc chinh xac. Con s6 dudc tru6c moi audit. Johnson Controls
Yacht Battery cdng b6 chinh thic va ddi tdc Au-My danh gia cao su
sau nam 2018. minh bach.

+10% doanh thu

TU quyét dinh dua trén dii liéu —
Yacht phan loai 280+ SKU theo Igi
nhuan thuc té - tap trung nguon
luc vao san phdm cao margin,
giam san pham (6 an. Doanh thu

tang 10% ma khéng tang tong

cong suat.

Bién soan bdi Digiwin Software Vietnam — www.digiwin.com.vn



http://www.digiwin.com.vn/

CHUGNG 6

Bai Hoc TU Phé Chu Tich Yacht Battery: Top-
Down Thay Vi Bottom-Up

"Trudc day khi trién khai phan mém, chlng t6i thudng xuat phat ti nhu cau cia nhan vién thuc hién — nhung diéu d6
khong dat dudc muc tiéu cua cap quan ly."
— Lee, Mei-Yee, Ph6 Chui Tich Piéu Hanh, Yacht Battery Co., Ltd

Pay |3 sai lam phé bién nhat trong cac du 4n chuyén ddi s6 tai nha may san xuat: bat dau tif dugi lén thay vi tif trén xudng.
Két qua: phan mém dugc dung, nhung lanh dao van khong cé dif liéu dé quyét dinh. Du &n ton tién ma khong tao ra thay doi
thuc su.

X Cach Cii: Bottom-Up Cach Digiwin: Top-Down
% Xuat phat tU nhu % Phan mém tién [gi % Xac dinh muc tiéu % Lanh dao can nhin
cau nhan vién hadn cho nhan vién Board/C-level truéc thay gi?

% Ldnh dao van khéng % Du an ton tién — % Thiét ké ngugc quy % Chuyén doi s6 tao
c6 data quyét dinh doanh nghiép van trinh dé dit liéu ra lgi thé canh
"mu" chay ding tranh thuc su
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CHUGNG 7

Doanh Nghiép Cua Quy DN Cé Pang Trong

y ©

Trang Thai "On Nhung Khdng Kiém Soat

Pugc"?

Néu doanh nghiép dang gap it nhat 3 trong s6 cac triéu chilng dudi ddy — day la dau hiéu rd rang rang van dé khong nam &

con ngudi hay may méc, ma nam & kién tric théng tin.

Bdo cdo thu cong, khé tin vao dé chinh xac

S6 liéu dugc tong hgp tir nhiéu ngudn, nhiéu file Excel —
khong ai ddm dam bao con s6 la dung.

®

Khach hang nudc ngoai hadi tién dé6 — mat
hang gié madi cé cau tra Ioi

Chénh léch mui gid két hdp thong tin thu cong = trai nghiém
khach hang kém.

Van hanh nhiéu dia diém, thong tin bi
dat doan

Nhiéu ca, nhiéu ngbn ngii, nhiéu dia diém — khong cé
mot nguon dif liéu dang tin cdy duy nhat.
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%

Khong biét san pham nao lai, san pham
naolo

Bao gia theo kinh nghiém, khong dam manh tay dam phan vi
thiéu dif liéu gia thanh thuc té.

[

Q

Audit xudng la noi am anh moi nam

HO sd truy xuat khong day du > nguy cd mat vi thé
"approved supplier" v3i ddi tac Au-My.

Pa trién khai ERP nhung that bai hoac
khong dat ky vong

Giai phap thiét ké cho thudgng mai, ép vao moéi trudng
san xuat cong nghiép — két qua tat yéu la that vong.
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LIEN HE TU VAN TRUC TIEP VGl CHUNG TOI
- NHA CUNG CAP GIAI PHAP SO HANG PAU
CHAU A.

Quy DN vira doc cau chuyén cta Yacht Battery. Nhung van dé thuc su ctia Quy DN c6 thé khac hoan toan — cuing nganh, cung
quy mo, nhung diém dt gdy théng tin thi rat riéng: tién d6 cong doan, cam két lead time, hay vendor audit OTIF dang can
dan FDI? Khdng cé hai nha may nao gidng nhau — va khéng 6 16 trinh chuyén déi nao ap dung dudc cho tat ca.

DPang ky budi Chan Doan Mién Phi — chuyén gia Digiwin lam viéc truc ti€p tai nha may cdia Quy DN, xac dinh diém dut gay
thuc té va dé xuat 3 vu tién co thé trién khai ngay trong 60 ngay dau.
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CHUYEN VIEN TU VAN DIGIWIN DONG HANH CUNG DOANH NGHIEP SO HOA

Demo
ERP/MES/AloT

Tu van Chan LS Trinh Trién
Poan Mien Phi [ Khai Theo Giai
Doan

Thuc Té

Pang Ky Diagnostic Session Mién Phi "Chuyén déi sé 13 hanh trinh gidi phdng
. con ngudi khdi nhiing rao can cua gidi han
Hotline: 091 470 2138 e LA ez Ay eR Lo
ca nhan, dé kién tao mot té chuc co nang

luc tu hoc hoi va tu' thich dng."

= Email: info_vn@digiwin.com

— Digiwin Software Vietnam

Website: www.digiwin.com.vn

= Tel: 028-7307 0788
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